
Playbook



�	How	to	Use	This	Guide

You're	not	here	for	theory.	You're	here	because	you	need	to	know	if	what	you're	building	actually
matters	to	your	customers—or	if	you're	burning	time	on	features	nobody	asked	for.

This	playbook	gives	you	5	battle-tested	tools	to	measure,	validate,	and	iterate	toward	product-market
fit.	Use	them	in	order	or	jump	to	what	you	need	most.	Print	this	guide,	mark	it	up,	and	treat	it	like	your
co-founder	who	asks	the	hard	questions.

The	golden	rule:	PMF	isn't	a	destination—it's	a	threshold.	You'll	know	you've	crossed	it	when	customers
start	pulling	your	product	into	their	lives	instead	of	you	pushing	it	into	theirs.



1⃣	Customer	Feedback	Tracker
Purpose:	Transform	scattered	conversations	into	pattern	recognition.	Stop	losing	gold	in	your	DMs,	emails,
and	coffee	chats.

Why	This	Matters
Every	customer	conversation	contains	PMF	signals—but	only	if	you	capture	them	systematically.	This	tracker
helps	you	spot	recurring	pain	points,	quantify	urgency,	and	identify	your	power	users	before	they	tell	you	they
are.

The	Template

Date Name/Company Segment
Pain	Point	(in
their	words)

Feedback
Summary

Urgency
(1-5)

Feature
Request

Action
Taken

Follow-
up

11/10 Sarah	M. Solopreneur "I	waste	3
hours/week	on
invoicing"

Needs
automated
billing

5 Recurring
invoice
templates

Moved	to
roadmap

11/24

11/12 Tech	Startup	Inc Small	Biz "Integration	is
painful"

Wants	Zapier
connection

4 API	access Noted	for
Phase	2

12/01

How	to	Fill	This	Out

Segment:	Group	users	by	role,	company	size,	or	use	case

Pain	Point:	Use	their	exact	words—don't	sanitize	or	interpret	yet

Urgency	(1-5):	5	=	"I'd	pay	today,"	1	=	"nice	to	have"

Action	Taken:	Did	you	build	it,	roadmap	it,	or	say	no?	Track	your	decisions.

�	Pro	Tips

Set	a	weekly	review	ritual.	Every	Friday,	look	for	patterns.	If	3+	people	mention	the	same	pain,
that's	a	signal.

Track	"desperate"	language.	Phrases	like	"I'm	currently	hacking	together..."	or	"I'd	pay	anything
for..."	=	high-intent	users.

Note	what	they	DON'T	say.	If	nobody	mentions	your	"hero	feature,"	it	might	not	be	heroic.



2⃣	PMF	Survey	Template
Purpose:	Measure	customer	disappointment	as	a	proxy	for	product	necessity.	If	they'd	be	bummed	without
you,	you're	onto	something.

The	Sean	Ellis	Test	(Modified	for	Speed)
Send	this	4-question	survey	to	users	who've	experienced	your	core	value	at	least	twice	in	the	past	2	weeks.

Question	1:	The	Core	PMF	Question

How	would	you	feel	if	you	could	no	longer	use	[YOUR	PRODUCT]?

Question	2:	Who	Benefits	Most?

What	type	of	person	do	you	think	would	benefit	most	from	[YOUR	PRODUCT]?

Question	3:	The	Main	Benefit

What	is	the	main	benefit	you	get	from	[YOUR	PRODUCT]?

Question	4:	The	Improvement	Lever

How	can	we	improve	[YOUR	PRODUCT]	to	better	meet	your	needs?

How	to	Deploy	This	Survey

✅	When	to	Send:

After	users	complete	2-3	core	actions	(signed	up	+	used	key	feature	twice)

NOT	on	day	1—they	haven't	felt	the	value	yet

Ideal	timing:	7-14	days	after	first	meaningful	use

Very	disappointed○
Somewhat	disappointed○
Not	disappointed	(it	isn't	really	that	useful)○
N/A	–	I	no	longer	use	[product]○



✅	Who	to	Survey:

Active	users	only	(logged	in	within	past	7	days)

Minimum	sample	size:	30-40	responses	for	statistical	relevance

Avoid	surveying	free-trial	window	shoppers	who	never	converted

✅	Sample	Size	Goals:

30-50	responses	=	early	directional	signal

100+	responses	=	reliable	PMF	indicator

�	Interpreting	Results

%	"Very	Disappointed" PMF	Status What	This	Means

40%+ �	Strong	PMF You're	building	something	people	love.	Double	down.

25-40% �	Promising You're	close.	Focus	on	converting	the	"somewhat	disappointed"	group.

Below	25% �	Not	Yet Dig	into	Q2-Q4.	You	may	be	solving	the	wrong	problem	or	targeting	the	wrong	users.

�	Pro	Tips

Read	the	open-ended	answers	first.	The	"why"	behind	the	score	is	more	valuable	than	the	score
itself.

Segment	by	user	type.	You	might	have	PMF	with	freelancers	but	not	agencies.	Knowing	this	helps
you	focus.

Re-survey	every	4-6	weeks	as	you	iterate.	Watch	the	"very	disappointed"	%	trend	up.



3⃣	Cohort	Retention	Tracker
Purpose:	Measure	whether	people	come	back.	Retention	is	the	truest	PMF	signal—better	than	revenue,	better
than	sign-ups.

Why	Retention	>	Acquisition
You	can	market	your	way	to	1,000	sign-ups.	You	can't	market	your	way	to	retention.	If	users	don't	come	back,
you	don't	have	PMF—you	have	a	leaky	bucket.

Simple	Weekly	Cohort	Table

Cohort	(Week	Joined) Week	0	(Sign-ups) Week	1 Week	2 Week	3 Week	4 Week	8

Nov	1-7 100 65% 48% 42% 40% 38%

Nov	8-14 120 70% 55% 50% 48% —

Nov	15-21 95 68% 52% 48% — —

Nov	22-28 110 72% 58% — — —

How	to	Calculate:

Week	0	=	100%	(everyone	who	signed	up	that	week)

Week	1	=	(#	who	returned	in	Week	1	/	total	sign-ups)	×	100

Continue	tracking	weekly	activity	(login,	core	action,	etc.)

�	Retention	Benchmarks	by	Product	Type

Product	Type Good	Week	1	Retention Good	Month	1	Retention

SaaS	Tools 40-60% 25-40%

Social/Community 25-40% 15-25%

Consumer	Apps 30-50% 20-35%

Marketplace 20-35% 15-25%

�	Pro	Tips

Track	"activation"	not	just	"sign-up."	Define	the	aha	moment	(e.g.,	sent	first	invoice,	made	first
connection)	and	measure	retention	from	there.

Compare	cohorts	week-over-week.	If	retention	improves	as	you	ship	updates,	your	iterations	are
working.

The	"smile	graph"	is	a	lie.	If	retention	drops	to	10%	then	climbs	back	up,	you're	not	retaining—
you're	reacquiring.	Focus	on	keeping	more	people	from	Week	1.



4⃣	PMF	Signal	Analyzer
Purpose:	Consolidate	all	your	signals	into	one	dashboard.	Stop	guessing.	Start	deciding.

Your	PMF	Scorecard
Rate	each	dimension	on	a	scale	of	1-10,	then	visualize	your	overall	signal	strength.

Signal
Score	(1-
10) Evidence Status

Survey:	"Very	Disappointed"	% ___	/	10 ___%	said	"very	disappointed" �	�	�

Retention:	Week	4	Cohort ___	/	10 ___%	still	active	after	4	weeks �	�	�

Usage	Frequency ___	/	10 Users	engage	___	times/week �	�	�

Customer	Urgency	(Feedback) ___	/	10 Avg	urgency	score:	___/5 �	�	�

Word-of-Mouth	Referrals ___	/	10 ___%	of	users	came	via	referral �	�	�

Willingness	to	Pay ___	/	10 ___%	upgraded	or	paid �	�	�

Overall	PMF	Score: _____	/
60

�	Scoring	Guide

Dimension 1-3	(�	Red) 4-7	(�	Yellow) 8-10	(�	Green)

Survey	% <15% 15-35% 35%+

Week	4	Retention <20% 20-35% 35%+

Usage	Frequency <1x/week 1-3x/week 4+x/week

Customer	Urgency <2.5/5 2.5-3.5/5 3.5+/5

Referral	Rate <5% 5-15% 15%+

Paid	Conversion <3% 3-10% 10%+

�	Total	Score	Interpretation

45-60	points:	�	Strong	PMF

You're	building	something	people	love.	Scale	what's	working.	Focus	on	growth	loops.

30-44	points:	�	Emerging	PMF

You're	close.	Double	down	on	retention	and	feedback.



Below	30	points:	�	Pre-PMF

Pivot	or	iterate	core	value	prop.	Don't	scale	yet.

�	Pro	Tips

Update	this	monthly.	PMF	isn't	static—track	whether	signals	strengthen	or	weaken	as	you	ship.

Prioritize	retention	+	survey	score.	These	two	matter	most.	Everything	else	is	a	lagging	indicator.

If	one	signal	is	green	but	others	are	red,	dig	in.	You	might	have	PMF	with	a	micro-segment	but
not	your	broader	target.



5⃣	30-Day	PMF	Sprint	Roadmap
Purpose:	A	focused,	4-week	plan	to	stress-test	your	product,	gather	hard	data,	and	make	a	go/pivot	decision.

�		Week	1:	Customer	Discovery	Blitz
Goal:	Talk	to	10-15	users.	Understand	their	world	before	you	ask	them	about	your	product.

Must-Do	Actions:

KPIs	to	Track:

Number	of	interviews	completed

Top	3	pain	themes

Urgency	scores	(average)

⚡	Sprint	Output:	A	one-pager	summarizing:	"Here's	what	our	users	are	really	struggling	with."

�		Week	2:	Feedback	Loop	&	Survey	Deploy
Goal:	Formalize	feedback.	Deploy	the	PMF	survey	to	active	users.

Must-Do	Actions:

KPIs	to	Track:

Survey	response	rate	(aim	for	20%+)

%	"very	disappointed"	respondents

Open-ended	feedback	themes

⚡	Sprint	Output:	Survey	results	deck	with	key	takeaways	and	recommended	next	actions.

�		Week	3:	MVP	Iteration	&	Activation	Boost
Goal:	Make	targeted	improvements.	Optimize	the	path	to	value.

Schedule	10	customer	interviews	(20-30	min	each)☐
Ask:	"What's	your	biggest	frustration	with	[problem	area]?"☐
Log	every	conversation	in	the	Feedback	Tracker☐
Identify	3	recurring	pain	points☐

Send	PMF	survey	to	users	who've	used	core	feature	2+	times☐
Set	up	a	simple	feedback	widget	or	email	collection	point☐
Review	Week	1	feedback—do	any	patterns	suggest	a	pivot?☐
Prioritize	top	3	feature	requests	or	pain	points☐



Must-Do	Actions:

KPIs	to	Track:

Activation	rate	(%	who	reach	aha	moment)

Week	1	retention	(compare	this	cohort	to	last	month)

Feature	adoption	of	new	improvements

⚡	Sprint	Output:	Updated	activation	funnel	with	before/after	metrics.

�		Week	4:	Signal	Testing	&	Decision	Point
Goal:	Synthesize	all	data.	Decide:	double	down,	iterate,	or	pivot.

Must-Do	Actions:

KPIs	to	Track:

Overall	PMF	score	(out	of	60)

Retention	curve	shape	(flattening	=	good)

Qualitative	signal:	Are	users	asking	when	they	can	pay,	or	if	they	should?

⚡	Sprint	Output:	A	written	decision	doc:	"Based	on	the	data,	here's	what	we're	doing	next."

�	Post-Sprint:	The	Decision	Matrix

Your	Signals Recommended	Path

PMF	Score	45+,	retention	flattening,	survey
>40%

�	SCALE	–	Invest	in	growth,	hiring,	and	infrastructure.

PMF	Score	30-44,	some	retention,	survey	25-40% 		ITERATE	–	Keep	shipping.	You're	close.	Focus	on	activation	and	retention.

PMF	Score	<30,	retention	dropping,	survey	<25% 
	PIVOT	–	Your	current	approach	isn't	working.	Revisit	your	customer	and
problem.

Ship	1-2	small	improvements	based	on	feedback	(quick	wins)☐
Map	your	user	activation	funnel	(sign-up	→	aha	moment)☐
Identify	drop-off	points	and	test	one	fix☐
Run	a	re-engagement	campaign	for	dormant	users☐

Complete	the	PMF	Signal	Analyzer	scorecard☐
Review	cohort	retention	trends	(are	they	flattening?)☐
Host	a	"PMF	review"	session	with	your	team	or	advisors☐
Make	a	clear	decision:	Scale,	Iterate,	or	Pivot☐



�	PMF	Journal:	Founder	Reflections
Use	this	space	to	capture	gut	feelings,	breakthrough	moments,	and	tough	pivots.	Sometimes	the	most
important	signal	is	the	one	you	feel	but	can't	yet	measure.

Date:	___________

What	I	Learned	This	Week:

Biggest	"Aha"	Moment:

What	Customers	Are	Really	Asking	For:

Honest	Self-Assessment:	Are	We	Solving	a	Real	Problem?

Pivot	Ideas	(if	any):

One	Thing	I'll	Change	This	Week:



Date:	___________

What	I	Learned	This	Week:

Biggest	"Aha"	Moment:

What	Customers	Are	Really	Asking	For:

Honest	Self-Assessment:	Are	We	Solving	a	Real	Problem?

Pivot	Ideas	(if	any):

One	Thing	I'll	Change	This	Week:



Date:	___________

What	I	Learned	This	Week:

Biggest	"Aha"	Moment:

What	Customers	Are	Really	Asking	For:

Honest	Self-Assessment:	Are	We	Solving	a	Real	Problem?

Pivot	Ideas	(if	any):

One	Thing	I'll	Change	This	Week:



�	Final	Word:	The	PMF	Mindset

Product-market	fit	isn't	a	trophy	you	win—it's	a	frequency	you	tune	into.	You'll	know	you're	there	when:

Customers	start	finishing	your	sentences

Retention	curves	flatten	instead	of	cratering

People	ask	"when	can	I	pay?"	instead	of	"what	does	this	do?"

Word-of-mouth	becomes	your	best	growth	channel

Until	then,	stay	in	the	trenches.	Measure	relentlessly.	Listen	obsessively.	Iterate	quickly.

The	companies	that	win	aren't	the	ones	with	the	best	first	idea—they're	the	ones	that
learn	the	fastest.

Now	go	build	something	people	actually	want.

©	2025	The	Founder's	Product-Market	Fit	Playbook
Created	for	entrepreneurs	who	refuse	to	build	in	the	dark.


