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Who is it for?

GFOMHLL) IDFOdMC7L OIVld NOVJ-
GFOWH’I PI"OdMCﬁL 'ILQOIVHS Wl‘lO

/evemge experimen*a*ion.

Both PMs, Designers, /\na/y*ics,
Engineers, and Mar/ee*ing
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Why should | care?

e —

Fasy.
[ earn from my mistakes at
Miro so you car set yourself

OIV)O/ your 7L€01VY) MID for SUCCESS.
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What is there?

[he guia/e is divided into five sections:

[ Targw[ Metrics (5 lessons)

2. Experimentation Portfalio (10 lessons
3. leam (3 lessons)

. Leadership Buy-Ihn (2 lessons)

5. Bonus Tips (10 lessons)
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Share it with your team!

e —

Experimen*a*ion is a team
sluorf; you and your team are

P/“Hi”ﬁ it *ogeﬂyer.

£
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Lets Start



[he fargef metric

[

Y our *arge* meitric relpresemts a

Mp/ex action.

Break the metric down!

Otherwise, with a sing/e experimen%,
you won T be able o move it
In Miro's case, the core actions revolve

around collaboration.

Not a walk in the Far/e.
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[he fargef metric

/
Y our %arge* metric is /aggﬂg

[he impac% on the metric can be
observed on/y in X weeks.
Activation (for examP/e).

Focus on /eaa/ing indicators!

But on/y those that you Iprovea/ fo be
correlated with the farge* meftric

Don 't chemt, \ \

)
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[he fargef metric

3

Your *arge% metric is a business

meitric not a/ignea/ with the users’

Pro[o/em

lterate on the fargmt metricl
Be aware; you will need s*rong

/eaa/ership buy-in to make this happen
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[he fargef metric

ly

Your experimen*s cannibalize other

feams 7Large7L metrics.

Calculate the impac% on a higher-/eve/
business metric (Engaged Users, ARR
etc)!
lroom your relationships To work such

cases effecfive/y.
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[he fargef metric

)

Your success is Ferceivea/ on/y as

anac* on the *arge% metric

Chomge your success criterial
Success = /‘/lgh value and actionable
/earnings, whether the hypoﬁveses

were Provea/ or alisproveal.
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[he experimen*a*ion Inor*fo/io

b.

You are running on/y quic/e win

gperimenfs.

Mix it up with big bets!
Otherwise, you limit your imlbacf,

/eading fo a /ong-%erm lack of
/eaa/ers/')ip buy-in
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[he experimen*a*ion Inor*fo/io

5

YOM are FMV)V)IV)g bg be*s bOIC/QZd b_‘]
Jow-confidence hypotheses

Se@uence the experimen%s/
Run small experimenfs fo validate your

bigger hylpm%eses.
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[he experimen*a*ion Inorﬁfolio

8.

YOM are SIDFQOIG/ on 7L00 mamy

_olqlpor%unifies and jm ving around.

Focus and iterate!
Experiments rarely work on the first
attempt. Post-analysis and iteration

are key to making it work

© All rights reserved to Eugene Segal



[he experimen*a*ion Inor*fo/io

T

You experimen% everyﬂylg._

Not everything should be an
experiment]
It cost > return and/or potential
learnings are of low value, don't
experiment. Experimentation culture

doesn T obsolete /ogic and sense
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[he experimen*a*ion Inor*fo/io

10
You are /oo/eing for the magi_c

framework to Ipriori*ize experimen*s.

Don't overcomp/icmle it
Consia/ering the imlmcf, confidence,

cost/ comp/exify, and sequence should
be sutficient

{o}
OF
b

008
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[he experimen*a*ion Inorﬁfolio

Il

You are an estimation olmtimisf

Although people are skepfics in life
they become optimists when it comes
to estimations
Discount your experiments!
(enuinely evaluate your hy’poﬂ;eses

confialence.
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[he experimen*a*ion Inorﬁ[o/io

12
yOM S€7L OKRS on 'lthe number 07[

gperimenfs or the experimen%s'

SUCCESS FOI'ILQ.

Sfolp./ O I+ diverts the team from

focusing on impact and learning
Unless you are just setting up the
feam and want fo ge* some oluic/e wins
going, don't do it
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[he experimen*a*ion Inorﬁ[o/io

13
[ he growﬂ') forecast (and OKRs) is not
a_/ignea/ with the estimated team

gperimen%aﬁon Pomtfo/io impﬁ

(o back to the O/rawing board!
Both in terms of forecast and

expec%a%ions from your team.

Work 7%rough the gap before signing
the Q of£. Otherwise ﬁ
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[he experimen*a*ion Inor*fo/io

[,

You slack on Fosf—ama/yﬁ

Brrr.. Now | am geHing amgry/
Pos*-ama/ysis is the most imPomtamt
Inarf of experimen%aﬁon. [he qua/hty of

Ipos*-ama/ysis determines the teams

success! For that, feams should be
aa/equa*e/y statfed
A Dedicated Product Ana/ysf/
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[he experimen*a*ion Inorﬁ[o/io

5.
Your experimen*s' Friorhties are driven

Qy infrastructure debt

Can't properly segment or have
clashing experiments. Make a business
case to prioritize experimentation
infrastructure work!

Your infra must evolve in tandem with

your feams experimen*aﬁon skills.
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Tl’)e TQOIVH

6.
Your team se*up IS incom,a/e_%e

(baby team)
APED s your MVPI
PMs should not do it all
A - Analytics
P - Product
- - Engineering

D - Design

© All rights reserved to Eugene Segal



Tl’)e TQOIVH

I

Your team se*up IS incom,a/e_%e

(VY)OI'ILMFQ 7L60IVVJ).

For mature teams, aim for

(AMPED+R) team structure!
A - Analyst
M - Mar/eeﬁng
P - Product
= _'_ngineering
D - Design
+ R - Research
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Tl’)e TQOIVH

8
You have a h/rmg_ _/*g_g_ !

/'/iring for groun% feams is different
from hiring non—groun% Proo/ucf feams.

[his app/ies fo both Product. Design,
Engineering, and Ana/y*ics.

How different?
Reach out and | will share.
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[he /eaa/ership buy In

9

YOM have an ZXQCM'ILIVZ buy PFOb/

Experimen%aﬁon is not less Peolp/e

business than numbers business!

Over-communicate research insigHs,
experimen%s /eamings, your process
and experimen%s sequence, and spin up

cross-company ideations sessions.
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[he /eaa/ership buy In

20,

YOM hOIV@ A CFOSS-COVV)IDOIV)H

stakeholders” buy-in problem

MOI/QQ 'ILQOIVVIS OIFOMHGI .(jOM SMCC@SS'I[.M/.I

Enable other teams with your

/earnings. /‘/e/p cross-functional team

to achieve their OKRs. The best recilpe
for LOVE is mutual success.
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[0 bonus *ips



Bonus *ips

2l
Re{orge IS mamo/a*ory but not
sufficient

Reforge thinking should quide your
thinking. However, if's not a magic
bullet to solve all your problems. Don't
do something that doesnt make sense
fo you just because Reforge says so
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Bonus *ips

/2
(&FOW'ILh 7L20IVV)) TW@/V@ VY)OV)'I%)S

gperimen%a*ion roaa/map is not a

thing,

Detailed /ong-*erm roaa/maps
contradict Growth DNA. Three months

of experimen*s Porﬁ[o/io P/omning
should be your roof shot time horizon.
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Bonus *ips

/3

[he Bayesiam afgproach is not a curse

WOI‘d,

Don't limit your experimentation stack!
There are pros and cons to the
Bayesian approach.

Bayesian is flexible, especially for small
improvements, and valuable when

running many experimen*s.

Be smart about it!
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Bonus *ips

/L.

Monitor running ﬂperimen*s, don 1

jusf leave them run alone and sad

Monitor, not for conc/uo/ing the
experimenfs ear/y on but to detect

Pofenﬁa/ errors and save fime.
Both PMs, /\na/yﬁcs, and Engineers
should monitor running experimen%s.

EOICh hOIS an omg/e.
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Bonus *ips

/9.
Gma/ua//y_fyush the limits on the

com /exhty of experimen*s ou_run.

[ ey

~ocus on oP%imizing the time it takes
fo set the experimen*s up and

alecreasing the error level

Experimenﬁng with business model

chomges is the hardest!
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Bonus *ips

26
Seasona/hty and poor. tratfic should not

be your go—*o excuse for not hiHing
7La_rge7ts.

[hose should be a/reaa/y embedded in
the forecast
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Bonus *ips

21
Research is go_/o/ but don't research

7[OI" 7%)6 SOI/QQ O'I[ F@S@OIFCL’.

————

. .- :
IFS'IL, /evemge QXIS'ILIV)g COVV)POIV)H‘WIJ@
F@S@OIFCh OM'ILCOVY)QS.

Research is a $ investment

Procrastination by Research is a H)ing.
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Bonus *ips

/8.
A/WOIHS /QV)OW WhOHL'S nexf

YOM ShOMIO/ OI/WOIHS be reao/y 7L0 answer

what you P/om fo do next per each
different future outcome of an

experimenf
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Bonus *ips

29
PM / /\na/y*ics re/a*ionships fends to
be overlooked

Nothing can break the frust between
PMs and Product Analytics folks more
than PMs finding (not on a one-time
basis) mistakes in PA's work.
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Bonus *ips

30

&Perimen%mtion IS_awesome.

[he /earnings you /oring fo the fable
can funa/amenfa//y change the
company's s%rmtegy and influence

other team roaa/maps and decisions.
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Urowth Product is my
Jam
Reach out

it your company PLG

Motion needs some love
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Lhank you!

FOMVWI 'l%e ﬂ“ia/e
Vﬂlluab/e?

ke + ReposT



