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“Every business is in the 
job of manufacturing 

happy customers”

~Ash Maurya~





Referral 
System

Onboarding
Guide

Nailing 
Retention

Pivoted 
Customers



Modeling Your 
Business

Triaging
Experiments

Case Studies



Triaging
Experiments

Case Studies

Modeling Your 
Business



Awareness Revenue

GOALUnaware
Strangers

Happy,
Paying 

Customers



Awareness Revenue

GOALUnaware
Strangers

Happy,
Paying 

Customers

Acquisition Activation Retention


Systematic Customer Factory



Awareness Revenue

Revenue
Retention

GOAL

Unaware
Strangers

Happy,
Paying 

Customers

Referral

Acquisition Activation Retention




Revenue Rev. Ret.Acquisition Retention


Activation

RevenueAcquisition Activation

SaaS Businesses

Paid Apps

Awareness

Awareness

Awareness Acquisition ActivationReferral

&

Social Products

Mult. Purchases

Variations

&



Awareness Acquisition Activation Revenue

Build the Production Rate



Awareness Acquisition Activation Revenue

Build the Production Rate

5,000/mo

Visit 
landing 

page



Awareness Acquisition Activation Revenue

Build the Production Rate

5,000/mo

Visit 
landing 

page

40%

2,000

Sign-up



Awareness Acquisition Activation Revenue

Build the Production Rate

5,000/mo

Visit 
landing 

page

40%

2,000

Sign-up

70%

1,400

Create a 
Canvas



Awareness Acquisition Activation Revenue

Build the Production Rate

5,000/mo

Visit 
landing 

page

40%

2,000

Sign-up

70%

1,400

Create a 
Canvas

4%

56

Upgrade
for 

Premium 
Features



5,000

Awareness

2,000

Acquisition

1,400

Activation

56

Revenue

40% 70% 4%

55%

VARIANT

CONTROL

Split-Test



5,000

Awareness

2,000

Acquisition

1,400

Activation

56

Revenue

40% 70% 4%

55%

VARIANT

CONTROL

Split-Test

+750 +525 +21



5,000

Awareness

2,000

Acquisition

1,400

Activation

56

Revenue

40% 70% 4%

55%

VARIANT

CONTROL

Split-Test

+750 +525 +21

END is what matters



If you want to double your 
revenue...

Incoming traffic,
Any conversion point,
Price

Double:
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Opportunity & Priority
Resource Cost
Uncertainty

How to assign priority to 
experiments & ration your 
resources for efficient 
improvement.
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Awareness Acquisition Activation Revenue

1-20 hrs
BUILD TIME

Channels & 
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Blog Posts,
Ads,

Infographics,
Webinars

2-40 hrs
BUILD TIME

Messaging & 
Desire

Headlines,
Demo Videos,

Content,
Layouts

4-80 hrs
BUILD TIME

Flow & UX

Tour Guides,
UI Elements,

Lifecycle Emails

10-800 hrs
BUILD TIME

Features & 
Access

New Features,
Pricing,
Upsells,

Lifecycle Emails
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Incr. Revenue 
conversion by 
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350-400 hrs 
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LIFECYLE EMAIL 
SYSTEM

Incr. Revenue 
conversion by 
0.25% pts

10-12 hrs 
build investment

+35
new customers
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Mitigate large risks with 
smaller, rapid experiments

When you have a high resource 
cost without EVIDENCE, use 
small tests with proxies to 
gather evidence.

**Biggest Risk - Building something nobody wants.**
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Video as a proxy
for proving demand.

Keynote template
as an MVP.

Smoke screen page
testing sales.
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Smoke Tests, 
Fake Buttons,
Partial Content, 
Solution Interviews

2 TYPES

PREDICTIVE
EXPERIMENTS

Test customer intent in 
hypothetical situations with 
proxies for actual product or 
feature.

Landing Page Tests, 
Pricing Tests,

Feature Tests,
Ad Campaigns

THROUGHPUT
EXPERIMENTS

Produce more customers or 
revenue by: bringing more 

people into the funnel, 
increasing conversions, or 

reducing ttc.



BIG NEW FEATURE

Incr. Revenue 
conversion by 
6% pts

350-400 hrs 
build investment

+840
new customers



BIG NEW FEATURE

Incr. Revenue 
conversion by 
6% pts

350-400 hrs 
build investment

+840
new customers

Announce as a beta 
program & that you are 

looking for 100 people to 
join.

Build quick version & 
rollout to small group.

Do it manually first

PREDICTIVE
EXPERIMENTS
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Awareness Acquisition Activation Revenue

35% 45% 1.5%

LeanStack.com New Feature Case Study

VISUAL PRICING
MODELER

Incr. Revenue 
conversion by 
2% pts

100-120 hrs 
build investment
between design, 
development, & 
in-app education.

GDOC PRICING
MODELER

Do people get 
value from the 
“feature”?

8 hrs 
build investment + 
testing with Users

I have a strong 
understanding of the 
problems but no evidence 
of the feature value.



Made a prototype in Google Spreadsheets (w/limitations)1



Setup an enticing lifecycle email to get real users as testers.2



30 min. video chat w/screenshare using real data from their venture. 3
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Asked value questions throughout...4

What surprised 
you?

How could this 
help you more?

Why did you 
sign-up?

Does this 
change your plan?

What are you 
going to do next?
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Lessons Learned5

Valuable Feature. 
Every person said yes to it**
**People lie out of kindness

“How can I get a 
copy of this?”

“Is it all right if I share 
it with my friend?”

Better understanding
of requirements
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5% 70% 60%

USERcycle.com New Landing Page

VARIANTCONTROL

1% Increase



Did some cold emailing for feedback interviews.1
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Lesson Learned2

Main Feedback:
Promising but for the price I need 
it to do X feature & Y feature...

60-80 hrs 
for basic feature
functionality 
being requested.

MOCKUP INTO 
LANDING PAGE

Does it drive 
more Sign-ups?

8 hrs 
mockup & create 
content.



Mocked up feature into our landing page3



Mocked up feature into our landing page3

Did not significantly 
increase the 

conversion rate...



Lesson Learned4

We didn’t hit the goal but we 
learned faster & more efficiently 
that there was a different root 
cause...

We saved 50+ 
hours of work 

Started running
the next iteration 
of experiments.



“Not launching -> painful, 
but not learning is fatal”

~Drew Houston~



Thank You!

&

Crush It!
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