(Growth) [eams?
30 Learningg

rom sca/ing Miro's

growﬂﬂ org fo 200+ Piolp_/e,
Monster!




Who is it for?

Main/y

Founders / CEOs
Product Leaders
Growth Product Leaders
browth Marketing Leaders

you
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Wl’)y ShOM/OI yOM COIF@?

Di_a/you know that Canva's
($L:0B val) Growth org S

400+ people? They_care!

WL)O 6/86 COIF@S? &mmmar/y,

Airtable, Sny/e efc.
gusf take a look at

the Forbes The Cloud 100" /,-s+
A
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What do you get?

[he guiale is divided info five sections:

. Growth Marketing Teams (2 _lessons)
2. Product Acquisition [eams (2 lessons)

3. Product Retention Teams (8 lessons)
it Product Monetization Teams (6_lessons)
5. Bonus Tips (Best for Last) (6 _lessons)

<

([
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B@fOF@ we S7L0H"7L,
let's set the base.

browth is about building systems
(not hacks) to generate $8$
You do it by /evemging your
Product Marketing, and Sales work
%oge%her fo Acaluire, Retain, and
Monetize customers Iurea/ic*a/o/y,
sus%aimbly, and a/efensib/y.
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Niching down!

[o Provia/e the most actionable
value, | will focus (main/y./) on
sca/ing the Growth org Hwough the

lens of PLG.
[his means /evemging your Product

fo /\caluire, Retain, and Monetize

CMS'ILOVHQ"'S.
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NOW, we are reaaly.

Lets start
%y



Urowth Mar/ee*ing [eams

|
Urowth /\/lar/ee%ing S _Ljour

Parfner in crime!

browth Marketing is much more than
a leads pumpl
Yes. they bring new users in ( =
Performance Marketing).

But Hweg also bring exis%ing users back
(= Lifecyc/e).
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Urowth Mar/ee*ing [eams

/

| ifecycle + Retention = gi 2

When Lh[ecyc/e brings users back, it

re-enforces Retention ( = Activation +
Engagemen*). Lifecyc/e IS a4 massive
opportunity
Lifecycle deserves a fully staffed
team (or a group)!
bive them wings!
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Urowth Mar/ee*ing [eams

3

L ifecycle is in-between!

It in your Urowth model Lifecyc/e

P/ays the first chair Bring them to
the Growth Product org (from the

Urowth Mar/ee*ing org).
Sorry, Urowth Markefters..

| &

"
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Urowth Mar/ee*ing [eams

ly

Performance mar/ee*ing IS an experf's

game.

Leveraging channels (Paid, SEO)
requires domain expertise per channel
Hire the Head of rowth Marketing to

scale your Performance Marketing
machine one acquisition channel at a

fime.
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Urowth Mar/ee*ing [eams

o)
Pro 7LIP_I

Channels are many; not all channels
are acaluisifion channels. Email SMS,
Goog/e Ads, Product Notifications, efc.

are all channels. Figure out early on

who owns which channel and how #peg
scale and sync.

Its a comlm_ny-/eve/ collaboration!
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Product Ac%uishtion [eams

b.
Product /\%uishlion comp/imen*s
Urowth Mar/ee*ing!

In the PLG land, your Product is your
acaluishtion channel!

Here, both Growth Mar/eefing and
Product Acoluishtion bring In new

cus*omers. Levemge bO*hI
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Product Ac%uishtion [eams

i
Vim/hty rules!

If your core product is blessed with
the virality gods (not every product is)
meaning existing users can bring in
new users, bank on itl [t's way beyond
the Invite and Share experiences;
find and manutacture those magic

moments. [here is so much 1o do here!
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Product Ac%uishtion [eams

.
Bé* on COVHLQVHL.I

Content should be on top of your mind

Figure out how to leverage Company /

User / Community Generated Content.
Content is a huge acquisition play
It's also a big litt and requires

company-wia/e collab (SEQ. Brand
Communi@, etc.)
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Product Ac%uishtion [eams

1
Uive your website spinach/ (Popeye

reference. . .)

Your website matters! Help users
experience value before they reach
your Core Product. If's the easiest
channel +o run experiments onl Your

website deserves attention. |t's where

SO momy users /amal. ——
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Product Ac%uishtion [eams

0.
Pro 7LIP_I

Experiment with pre-product
experiences! In addition To The website.
Dedicated experiences targeted at
specific segments. [hink about it as
Level 100 landing pages on steroids.
[reat it as an additional channel to

acaluire users.
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Product Retention [eams

Il
Activation (a/ways) first!

If we go Reforge
Retention = Activation + Engagement
+ Resurrection.

Start with Activation, not with
Engagement (on Engagement more in
a bit). Put Lifecycle on Resurrection,
Activation is your first priorityl
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Product /\ccluisi*ion [eams

17
Activation is beyona/ the first session!

| we go Reforge again
Activation happens when a user
creates a Habit around your Product
It's a long journey! Getting from Setup
to Habit can take weeks. The first
session is only part of it... (although

the most critical one).

© All rights reserved to Eugene Segal



Product /\ccluisi*ion [eams

3.
Scale_activation teams [oy _joumey!

Scale teams o own journeys.

[ ey

~or example, supply/demand
creator/ joiner, efc.

Each owns an enfire journey (Setup -

Aha - Habit)

Don't scale teams by Activation
moments (Se*up / Aha / Habit)!
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Product /\ccluisi*ion [eams

[

Ueneric experience sucks!

&uali@ users ear/y on! Say no to
generic experiences. Personalize to
activate. Personalize each journey by
persona, use case, Proficiency,
entrance Ipoimt, session, Previous
actions, efc

OV»[ooara/ing @uesﬁons work! Do it!
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Product /\ccluisi*ion [eams

o,
Keep_your finger on the pulse!

Work with Growth Marke*ing and
Product Acaluisifion o monitor how

each segmenfea/ cohort activates
comparea/ fo the forecast/ groun%
model Always know what's going on.
Remember! Users that can't be

activated can't be monetized!
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Product /\ccluisi*ion [eams

/6

DOV)'7L use 7L€VY)PIOI7L€S aS an excuse./

It's frue: Templates are a silver bullef
feature (mostly..) for getting users

Activated / Engaged. However, don't
be lazy. If your product experience

sucks, Temp/a*es won T fix it
Here | said it!
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Product /\c%uishtion [eams

[
E_nga ement is a_com omy_fy/ay!

Don't spin one Growth feam expecting
# fo fix user Engagement. Empower
the entire company fo Hhink and
breathe Engagement

YOM IQV)OW, non—engagea/ users Chbﬁ"ﬂ.’
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Product /\ccluisi*ion [eams

8
Pro 7LIP_I

[t's not about feature adoption but
about adopting the right feature by
the right user at the right time To
solve an actual problem and drive
delighttul engagement. You can't scale

otherwise.

M hitful _'_ngggemenf > Feature AO/OPM
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Product Monetization [eams

9
YOM own Se/f-gerve (SS) AEEI

Yes, GFOWH’) owns 7%)2 SS AER

Because if you do, your mindset
changes. The way you think about
Monetization changes. Both new,
expansion, and churned revenue

become HOMF game.
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Product Monetization [eams

20
[he Monetization model is a fair ygt

cautious P/_ay!

The Monetization Model (Fer Eeforge)

is all the how much (price), what
(features). and when you charge Ws.
Those are the blg lever. high—ris/e p/ays.

Model it! Align with /eaa/ership./ Advise
with experfs./ And tread very /igH/y.

© All rights reserved to Eugene Segal



Product Monetization [eams

/I

Scale teams around the monetization

J'ourney!

/\/ign your Monetization tfeams across
the monetization J'ourney. Think
free/trial o Paia/, expamsion, and

churn. [he joumey is the ouf/omt of

your groun% and monetization models

NO one S7LFMC7LMF2 'I[.I'ILS 0I//I
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Product Monetization [eams

/2

Bet on Monetization infrastructure!

Make it damn easy to pay and cheap
to transact for you and the customer
[his requires significant infrastructure
investment. Qut of the box, Stripe-like
solutions are just a starting point.
Build on top. Localize, globalize, and
optimize the payments realm.
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Product Monetization [eams

/3
YOM neea/ an experf 'ILOIIQH'H

To play with the monetization model
you need an experiencea/ Growth feam.
Especially experienced Product and
Analytics talent. To play with
monetization infrastructure, you need
domain experts. Focus on domain

expemt Product and Engineering falent
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Product Monetization [eams

/L.
Pro 7LIP_I

[he alua/h[y of your monetization both

low fouch (self-serve) and hlgh fouch
will be determined by the qua/h[y of

your retention (activation and

engagemenf).

You can t win monetization in Silo!
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6 bonus *ips



Bonus Tips

25
Layer on PLS on PLG!

Dear B2B. Product Led Sales works!
I+'s a fact /fyou did your PLG rigH,

you can start layering on PLS to
quality the high-tier (Enterprise)
accounts. PLS complements sales; PLS
doesn't replace sales

IDLS d@SQ"'V@S a 'ILQOIVY).I /'IL'S V)O7L easy./
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Bonus Tips

/6.
Community-led grow*h S b/g!

In the context of Urowth Product
think Communhly Generated Content

High-quality Community Generated
Content fuels your Acquisition and
Retention Loops. Miro did a superb job
with building Miroverse

People frust People! %\Qg
|
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Bonus Tips

/1

Infrastructure, _agLn./

You can't scale growth org without
enabling this scale through proper
infrastructure
Both horizontal (Experimentation and
Localization) and vertical (Marketing
Tech and Payments). You need to

sperm/ Some 7L0 ge7L SOVV)@.I

© All rights reserved to Eugene Segal



Bonus Tips

/8.

Bring in cross-functional /eao/ership_./

When you scale, hire Heads of Growth

for /\na/y*ics, Product Engineering,
and Design to lead the groun% org.
[he same goes for (most) groups of

feams within the org, Product
/\cauisi*ion, Product Retention, efc.
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Bonus Tips

29
Rockstart DNA!

Rockstar growHw feams own the
forecast experimen* a lot fail most of
the time, are amazing at dis*i//ing

actionable /earnings, and make allies [oy

X

empowering other teams Hwough

sharmg those /earnings.
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Bonus Tips

30
B rea/eing the rules!

Don't be bound fo the /\cquishtion -
Retention - Monetization model of how

to structure teams. [here is no one
right way. [here are only guiding
principles. Each company is different
Each growth model is unique.
Experiment!
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Work with mel

Dear founa/ers, CEOS, OIV)d
Growth Leaders, | help post-PMF

s%ar%ups achieve sustainable and

defensible grova Hf»rough
Inroa/uc*-/ea/ groun% (PLG).

EQOICh 0M7L.
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WV ant more
guiales?

WWw. Hvegrow#;/oop. Te,



Found the guide
va/uab/e?

Ve

ike + R epas*



