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	COMPANY GOAL
	CORE VALUES
	SHARED TEAM GOALS

	Grow from ~$5M to ~$10M ARR in 36 months, hitting ~$7M by month 12 and ~$8.5M by month 24, while maintaining healthy retention and margins.
	• Build what matters
• Be clear, not clever
• Act like owners
• Keep promises
• Learn fast, share often
	Improve [one or two core metrics] each quarter (activation, retention, time-to-value) by validating problems before we build. Ship design that makes the product clearer and easier to use with every release.

	THIS QUARTER’S TOP 3 OUTCOMES (PICK 3)

	1. Improve activation from 32% to 38–40% (customers hit value milestone within 30 days) 
2. Ship 3 roadmap features that drive retention or expansion (validated with 10+ customers before build) 
3. Reduce feature decision time from 3 weeks to 5–7 days through clearer prioritization framework



	ROLE MANDATE

	Own the product roadmap and ensure we're building features that solve real customer problems and drive business outcomes.
Balance customer requests, technical debt, and growth initiatives. Make hard trade-offs visible. Ship things that move activation, retention, or expansion—not just things customers ask for.


	Obsess over: Building what customers keep coming back for.



	NO
	ROLE BUCKET
	OUTCOMES & ACCOUNTABILITY

	1
	Product Strategy & Roadmap
	☐ Publish Q1 roadmap by Jan 10 with clear priorities; team clarity ≥ 8/10 on "why we're building this"
☐ Reduce feature decision time from 3 weeks to 5–7 days through documented prioritization framework
☐ Keep roadmap churn <15% mid-quarter; changes require written trade-off and stakeholder sign-off

	2
	Customer Discovery & Validation
	☐ Conduct 10+ customer conversations per month; document insights that change priorities (not just notes)
☐ Validate top 3 roadmap bets with 10 target users before build; kill or pivot features that don't validate
☐ Run usability tests on major features before GA; fix critical UX issues before launch (not after)

	3
	Activation & Onboarding
	☐ Improve activation rate from 32% to 38–40% by identifying and removing onboarding friction
☐ Reduce time-to-first-value from 18 days to 12–14 days through product improvements (not just CS process)
☐ Track activation funnel weekly; find and fix drop-off points with highest impac

	4
	Retention & Engagement
	☐ Ship 3 features this quarter that improve retention or reduce churn (validated through data or customer feedback)
☐ Increase weekly active usage from 45% to 55%+ through engagement loops or workflow improvements
☐ Monitor churn reasons monthly; prioritize product gaps that show up in top 3 churn drivers

	5
	Cross-Functional Collaboration
	☐ Weekly sync with Engineering on scope/timeline trade-offs; <10% scope creep on committed features
☐ Bi-weekly sync with Sales/CS on product gaps; document top 5 deal blockers and expansion opportunities
☐ Monthly feedback loop with Leadership; present metrics (activation, engagement, retention) and roadmap progress

	CADENCE & SCORING

	Monthly (30 min): traffic-light each bucket, unblock top risks, and decide what stops.
Quarter end (45 min): score each outcome (Hit/Partial/Miss) + write 3 lessons.
Rule: If it's a task, rewrite it as the measurable effect.
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