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The Whitepaper aims to summarize the most useful points of Growth Hacking for professional 

practitioners and business leaders. For the sake of simplicity, it targets a reader who is on the 

CXO level in a Software-As-A-Service Startup, that cater to the B2C Market. This is just for 

expediency's sake, however, as these are the kinds of companies where Growth Hacking and 

Growth Marketing tactics were first invented. It helps to create a baseline, but the content of this 

paper could be just as useful for professionals at entry level, in traditional corporations, who sell 

physical products, and/or that cater to the B2B market.  

 

 

A huge thank you to everyone who participated in the research, surveys and interviews. Without 

you, this project would never have seen the light of day.  

 

Feedback, or professional inquiries, are always welcome at michael.weinstock@hyperisland.se.  
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“Growth hacking does for market-share what Lean Startup did for product 

development and Scrum did for productivity. It involves cross-functional 

teams and rapid-tempo testing that focuses on customers: attaining them, 

retaining them, engaging them, and motivating them to come back and buy 

more.” 

 

— Hacking Growth by Sean Ellis & Morgan Brown 
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0.1 Getting started with Growth  

 

This Whitepaper is a strategic guide for startups and enterprises that are looking to start what 

I’d like to call a Growth Initiative in their company. In brief, this entails creating a diverse and 

data-driven Growth Team that continually come together Growth Meetings, where they plan, 

run and evaluate Growth Experiments that aim to increase the economic growth of the company 

and the efficiency with which it is run.  

 

The terminologies are a bit vague since Growth is a relatively new field, but the methodologies, 

processes and techniques are variously referred to as Growth Hacking or Growth Marketing 

and are often carried out by Growth Professionals.  
 

As will be seen, Growth Methodologies, Processes and Techniques often take a holistic approach 

in a company, but are most often seen in fields such as Business Development, Product 

Development, Engineering, Sales and Marketing.  

 

It became popular to work with Growth in San Francisco around 2010, in startups such as 

Facebook, Twitter, Google Zendesk and Uber. Now, these methodologies are starting to spread 

out all over the world, in every kind of business vertical. They could perhaps be the very thing 

businesses need to survive the era of digital transformation.  

 

 

1.0 GROWTH FRAMEWORK 

1.0.1 The nature of Growth 

 

Before getting started, it should be said that growth by definition is dynamic, meaning that the 

factors that drive it changes over time. The order that this framework is presented in is therefore 

by no means written in stone. Steps such as implementing a Growth Setup, doing Growth 

Marketing initiatives or optimizing the product, as will be described below, do not have to take 

place in a strictly chronological order. However, there is some merit in roughly sticking to the 

order that is presented here, in order to have a point of departure and some kind of roadmap.  
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                     (Traditional vs Growth Hacking Process - Growthhackers.se) 

 

 

1.1. BASIC SETUP 

 

The rapid speed of technological change leads to unstable markets. With rapidly changing 

markets, it becomes increasingly difficult to create useful digital strategies. Therefore, 

preconceived notions about the success rate of your product in its intended market are often 

useless. 

 

So what are companies supposed to do, when it is increasingly difficult to plan? Growth 

Methodologies answer this by falling back on the scientific method. In brief, this is how it works:  

 

Data, such as consumer insights, is collected through extensive data tracking. The data is then 

used to create informed hypotheses. These hypotheses then become the basis for experiments, 

that aim to increase Growth in a way that can be measured. The experiments are run, and are 

either validated, falsified or refined. The results are analysed, and become the basis for creating 
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new experiments. In this iterative fashion, scientific progress, as well as economic growth in a 

company, is made possible. 

 

The first needful step when getting started with growth is therefore to implement rigorous 

data-tracking, in order to be able to collect as much useful data as is necessary.  

 

 

1.1.1 Setting up data tracking 

Technically speaking, it is possible to track pretty much everything that happens online that is of 

interest to a company. For example, how the company’s online ads are performing, how its 

visitors search and find the company’s web page or products, how well its products are selling, 

or how much users are using or interacting with a product.  

 

Therefore, to get as much as possible out of it, data-tracking should be set up in as rigorous a 

way as possible. That means that if it done right, any data-tracking set up will be a 

time-consuming project. Therefore, if your company’s timescale and budget allows for it, then by 

all means do not rush this step. Instead, try to see it as a one-time investment that stands a very 

good chance of achieving high returns. Any efforts you put into place now will increasingly pay 

off as your company grows, since it will enable you to have more data, which will increasingly 

enable you to take data-driven decisions further down the line.  

 

Which tools are used for the technical setup is of less importance, as long as they deliver to your 

company’s needs. Tools and their uses tend to change over time as technology progresses, so it’s 

good to keep an open and flexible mindsets about them and try to stay up to date. Thankfully, a 

wide variety of tools exist that can facilitate data-tracking. For example, Google Analytics, 
Google Tag Manager, GA Campaign URL Builder, Hotjar, or Optimize.ly.  
 

What is important to consider is to set up these tracking efforts in a holistic way. For one thing, 

you will want your tracking efforts to collect data that can paint a complete picture of what is 

going on in your company. For another thing, you will want all of your tracking efforts to be 

integrated with each other, so that any change in a data point will be propagated further down 

the line. In this way, one tracking system will be able to take into consideration any change that 

happens in an adjacent tracking system, so that they work together instead of in separate silos. 

For example, many companies today have a marketing department that tracks its own 

marketing efforts, and a sales department that tracks its own sales results. But since these 

tracking efforts are siloed instead of connected, such companies miss out on the chance to 

monitor which marketing campaigns lead to the best sales results.  

 

Therefore, when setting up data-tracking, you really will need someone who knows how to set up 

tracking for every necessary step, and also how to connect different tracking systems. In order to 

do that, you’ll need someone who is skilled in the necessary third-party tools that are currently 
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on the market, and most probably also skills such as CSS, HTML, Javascript, SQL, and API 

database integration.  
 

1.1.2 Validating Tracking  

 

When all the data tracking points have been set up, you will need to collect enough data to have 

something to work with. The timeframe needed for this will differ according to what your 

business model looks like. If you have an online store selling low-priced gadgets, it will probably 

be faster than if you sell complex B2B enterprise solutions with long lead times. But you’ll need 

to have a goodly amount of data before you can start running experiments, so be ready to let 

your setup collect data for anything from a couple of weeks to a few months.  

 

Having collected enough data, you will be able to validate that your data collection setup is 

sound. With enough data, glaringly obvious mistakes in the data collection will stand a better 

chance of being identified. It is important to make sure that no errors, human or otherwise, have 

snuck in. If only one data point is off, it can lead to huge discrepancies in the data collection and 

interpretation over time. So put enough time and effort in it the first time around, and plan to 

revisit it again periodically. As your business model, product, homepage et.c. changes over time, 

you will need to revisit your data collection in order to update what is most important; that you 

are measuring what you think that you are measuring, and that you are measuring what it is that 

you actually want to measure.  

 

1.1.3 Visualizing the Data  

 

When the data tracking process has been validated, the data streams can be collected and 

presented in a Dashboard. A dashboard is a shareable overview that lets you visualize the data 

at a glance, pretty much in real-time. If you have the time and the budget, you might want to 

tailor-make a dashboard setup that caters to all of your needs, since every business is unique, 

and therefore has its own unique tracking needs. A tailor-made dashboard will also make for 

good future-proofing, since you will be sure to have a solution that can still deliver when you 

wish to extend your tracking measures in the future, as your company grows. Tools such as 

Google Sites can be used as a basis for tailor-making a Dashboard setup. Of course, as an 

alternative, there exist several third-party solutions that provide more or less 

ready-out-of-the-box dashboard setups, such as Geckoboard or Mixpanel. As always with 

third-party tools, however, their business model is to provide the most common functionalities 

to a majority of users, and therefore they might limit you in the future, if a need suddenly arises 

for you that they do not happen cater to. They might then not allow for a change that you would 

like to implement in your setup. 
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(Appsflyer dashboard https://www.appsflyer.com/blog/sneak-peek-new-appsflyer-dashboard/) 

 

 

 

The beauty of a dashboard is that automates the process of collecting, structuring and 

presenting data that you collect through your data tracking efforts. Instead of for example 

manually extracting the monthly numbers and putting them into a presentation, anyone in the 

company can look at the dashboard at any time and be presented with the most recent numbers. 

In this way, for the companies that adopt them, dashboards free up a lot of time and resources, 

and makes for huge leaps in efficiency.  

 

 

By connecting your company’s most important KPIs (Key Performance Indicators) to your 

dashboard, your company will be able to continuously keep track of when important milestones 

have been achieved, or when goals are lagging behind. You and your stakeholders will at any 

time be able to overview how your company is performing when it comes to metrics that are 

relevant to you, such as for example views, clicks, app installs, or revenue.  
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  ( Geckoboard example dashboard. http://www.visualrepublic.co/geckoboard-2013)  

 

  

A dashboard works beautifully to center a team or a company around which metrics to focus on, 

since it constantly provides feedback loops. Some companies even go so far as to put up 

monitors on the walls around their offices, in order to create shared focus and showcase the 

result of team or company efforts.  

 

Fully data-driven companies use their dashboard to support all of their executive decisions. As 

an interesting aside, people who use them have been known to describe not having dashboards 

as “flying blind”. That gives an indication of the transformational value that they possess.  

 

 

1.1.4 Growth Levers (Startup Metrics) 

 

The dashboard can be set up to present a company’s situation at a glance. One popular way to do 

this is to use a Conversion diagram, also known as a Funnel diagram.  

 

The funnel used is often based on so-called “Startup Metrics” model which focuses on the 

metrics of Acquisition, Activation, Retention, Revenue and Referral (AARRR). Each of 

these metrics constitutes a Growth Lever that can be levered to increase growth.  
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                          (Startup Metrics. http://startitup.co/guides/374/aarrr-startup-metrics)  

 

 

By having these metrics visualized and up-to-date in the Dashboard, your company will always 

have a complete picture of the journey your users take, for example from their first contact with 

the marketing material, all the way to becoming regular customers and ambassadors of your 

product. You will be able to tell if any Growth Lever is performing below expectation, and act to 

plug any “leaky buckets”, in order to decrease customer churn. Or, you will be able to see if any 

Growth Lever is performing above expectation, identify the reason for the performance increase, 

and double down on whatever it was that worked. 
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(“Leaky bucket model” http://sk.sagepub.com/books/key-concepts-in-marketing/n5.xml)  

 

 

Here are some examples of how this could work:  

 

 

Increasing Acquisition 

 

From the data, you might see that the amount of visitors to your company’s site are less than you 

would like. If so, the primary focus of your subsequent Growth Experiments could be on 

acquiring more traffic to the site, for example by using online advertising, or by boosting your 

company’s SEO efforts in order to increase inbound traffic.  

 

 

Increasing Activation 

 

Perhaps you feel that an adequate amount of visitors come on to your company’s homepage, but 

all too few of them take an action that you wish them to take, such as booking a live-demo of a 

product. If this activation rate is too low, you might want to focus your experiments around User 

Experience (UX) improvements of the site, in order to create a better user experience for 

visitors. In this way, you could make it so that that live-demo that you want them to sign up for 

stands out better on the homepage and receives more clicks.  
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Increasing Retention 

 

Perhaps your site does have a lot of visitors, a goodly amount of which actively do what you want 

them to do, such as booking a demo of a product or even following through with purchasing the 

product. But perhaps the data shows that these users stop using the product after a while, or 

that they do not come back to review their product subscription. In this case, you might want to 

focus your experiments on increasing the retention rate of your customers, for example by 

implementing marketing automation systems that send out emails to visitors that have dropped 

off, in order to incentivize them to come back.  

 

 

Increasing Referral 
 

Perhaps people do come back for more, but the data shows that few of the customers who use 

the product regularly recommends it to their friends or business associates. In this case, you 

might spend some time looking at how you can increase the amount of referrals, for example by 

making it easier to share your marketing materials in social media, to share elements on your 

webpage, or even to build shareability into the product itself.  

 

 

Increasing Revenue 

 

Finally, your company might conclude that all of the above Growth Levers perform to 

satisfaction, but that the proceeds from the total sales are below what they could be. You might 

then want to focus your experimentation on for example the price range of the product, or on 

creating a premium product line, or on moving to a subscription model to increase the Customer 

Lifetime Value of your customers.  

 

 

Of course, there might be other KPI:s that your company wishes to include in your dashboard 

apart from these examples. But what immediately becomes obvious when using a funnel 

diagram in a dashboard is that it truly provides your company with a dynamic representation of 

how your business is doing. By having the conversion funnel visualised in a dashboard, your 

company can focus their efforts around the right growth lever at the right time. Even if your 

business ecosystem is complex, a tailor-made dashboard drawing on proper data-tracking will 

give you control over it.  

 

For example, your dashboard could show that the amount of visitors to your homepage is rather 

low. From this, you could form an hypothesis around an experiment to increase Acquisition, 
and could create an experiment which would stand a good chance of resulting in a 2% increase 

in acquired visitors.  

 

11 
 

https://www.hubspot.com/marketing-automation-information
https://university.custora.com/for-marketers/clv/basic
https://university.custora.com/for-marketers/clv/basic


 

But the dashboard could also show that the amount of existing visitors who convert to paying 

customers equally is low. The company could then form an hypothesis around how to create an 

experiment that would stand a good chance to result in a 2% increase in customer Retention.  
 

In this example, instead of acting on increasing Acquisition, your company might decide to put 

their focus on Retention, since you feel that the amount of visitors to the homepage is good 

enough, but that it would be detrimental to the survival of the business to miss out on a 2% 

increase in retained customers.  

 

Or, your company might conversely feel that it is more important to focus on Acquisition at 

this time, so that to not be faced with a situation later where the complete business breaks down 

due to too few people finding their way to the homepage.  

 

The dashboard will help your company to take such decisions, simply by providing you with the 

whole picture.  

 

Whichever choice you were to make; when either of the measures in this example has been 

implemented, the dashboard allows for the effect of a successful experiment to show up in the 

numbers.  

 

Let’s say that your company runs the experiment where you try to increase Acquisition by 2%. 

The experiment is successful, and 2% more visitors come on to your homepage. With a 

dashboard in play it might quickly become apparent that even though Acquisition increased in 

this example, the level of Retention was drastically lowered! From analysis and further testing 

you can see that the experiment to increase the amount of visitors to the homepage did bring in 

more leads, but that those leads belonged to a market segment whose behaviour did not to a 

great extent lead them to purchase the product. From this, you realize that you will have to run 

further experiments to find better leads with higher levels of conversion.  

 

Or, let’s instead say that company instead runs the experiment where you try to increase 

Retention by 2%. The experiment is successful, and 2% more visitors convert to paying 

customers. However, your dashboard shows that the increase in Retention came at the cost of 

the amount of visitors to your homepage, i.e. Acquisition! By examining the data, you arrive at 

the conclusion that the marketing automation emails that you sent out to customers who were 

close to converting did its job. But those emails also had the additional effect of turning away 

visitors who only had the habit of browsing your webpage with little intention of actually buying 

anything. From this you realize that you have found a normal causal relationship that you will 

need to consider in future experiments.  

 

 

By providing a more holistic view, the dashboard can ensure that your company is focusing your 

efforts where they achieve the most optimal effect and get dynamic feedback all over the line. 

And then you no longer will have to fly blind.  
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         (Example dashboard by growthhackers.se)  
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1.1.5 The Growth Team 

 

 

                                          (Growth Team. www.growthhackers.se.) 

 

 

To be able to profit the most from the dashboard, growth hacking or growth marketing 

initiatives should be carried out by a Growth Team. A Growth Team brings together a 

multidisciplinary team of professionals with key competences, in order to achieve synergies and 

overcome siloing. They are often comprised of a Growth Lead, Product Manager, Software 

Engineer, Data Analyst, Product Designer and Marketing Specialist (or individuals with a 

combination of those skills). 

 

Optimally, the team should also include key decision makers, in order to overcome lead times 

and not get stuck in bottlenecks. In a smaller organization, the CEO can function as the Growth 

Lead. In a larger organization, a VP of Growth or Chief Growth Officer is often the person in 

charge of leading the Growth Team and making sure it has a continuous forward momentum.  
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The goal of the team is to achieve speed of innovation in running growth experiments, since that 

is what will lead to growth. Ultimately, the Growth Team should possess the authority to run 

experiments that impact all growth levers, in order to optimize Product/Market fit all over the 

conversion funnel, from  Acquisition to Activation, to Retention, to Referral, to 

Revenue. Optimally, the Growth Team should have the freedom and flexibility to be able to 

choose their own projects, so that they can go into for example Marketing when they need to, or 

into Customer Support when they need to. The team’s Growth Lead should have a budget and 

the power to make changes to business practices, and should report directly to the company 

CEO. This is because without direct support from management there is a high risk that the team 

will face push-back instead of being adopted into the organization.  

 

 

 

(Pirate funnel example, Growthtribe.io) 

 

The reason why a Growth Team can deliver value on a seldomly seen level is because it is fast, 

adaptable and self-going. It incentivizes its members to take decisions at the point of origin, and 

it promotes learning and continuous evolvement, which helps to proof your company against 

disruption. Growth Teams are a large part of why companies such as Uber, AirBnb, Facebook, 
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Google, LinkedIn, and Zendesk have grown to prominence, and some of these companies today 

have dedicated Growth Teams with more than a thousand team members.  

 

A Growth Team often works with new products, but there is significant value to gain for larger 

companies by letting a Growth Team work on existing products that have already proven to 

bring in good business.  

 

            (Facebook Growth Team journey https://www.youtube.com/watch?v=uSBemMy0PLI)  

 

 

1.1.6 The Growth Meeting 

 

The Growth Team will work at its optimal capacity only if it follows the principle of having 

regular Growth Meetings where all practitioners and key decision makers participate. It’s 

enough to get together for merely one hour per week, but the meetings should happen with 

regularity. In the meeting, the team members try to answer one question: How can we increase 

Growth?  

 

Having everyone in the same room will often lead to fruitful exchanges of information and 

constructive synergies.  
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Picture for example the Head of Marketing and the Head of Sales putting their heads together 

with the aim of trying to increase conversions. They might then come up with suggestions for 

experiments to be run where the sales reps can help the marketers bring in more qualitative 

leads, or where the marketers can help the sales reps better communicate the unique selling 

points of the product to prospective customers.  

 

Or, picture the Head of Customer Support and the Head of Product coming up with a suggestion 

for an experiment to be run where the Customer Support representatives can help the Product 

Team make the product page easier to navigate, by providing them with info on which 

product-related questions most frequently are submitted to customer support. 

 

In the Team Meeting, team members pitch each other their ideas for experiments, which are 

then voted upon or ranked, often according to the PIE score ( Priority, Importance Ease) or the 

ICE score (Impact, Confidence, Ease). Experiments that win through are placed in the teams’ 

backlog and are executed upon according to their score.  

 

  

     (PIE-score. https://blog.hubspot.com/marketing/growth-hacking-experiments-processes )  

 

 

1.1.7 The Growth Experiment 

 

The Growth Experiment is, as has been mentioned, based on the scientific model. Every 

experiment is created around an informed hypothesis. By running the experiment, data is 

collected, from which insights can be derived. The insights can either validate, invalidate, or 

refine the hypotheses. The results that are arrived at are then used as the basis for the next 

experiment. This creates a loop that leads to steady improvement and progress.  
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The team should aim for creating tests that are lean, to the point of being so small that they 

merely run over a few days. In this way, the progress of the experiments (or lack thereof) can be 

seen in the dashboard and be reviewed in the next weekly Growth Meeting.  

 

 

 

 

 

 

( A/B test .www.vwo.com/ab-testing/)  

 

 

The team should aim to run as many tests as possible, as this will lead to a virtuous cycle of 

improvement. It is a given that a lot of these small, rapid experiments will fail, but even failures 

equals learnings that will move the Growth Team forward. Finding the winning experiments 

should in this way be considered to be a numbers game. It can be said that the strongest KPI 

that correlates to a company's Growth is the number of experiments run. This is because the 

incremental progress from each experiment add up to create compounding effects. A 3% 

increase in Activation, a 2% increase in Retention, and a 1% increase in Revenue might at 

first not sound to be much, but taken together over time, small wins such as these amount to 

significant compounded growth. Leading Growth Teams have been known to run as many as 

20-30 experiments per week. 

 

 

18 
 

https://www.lean.org/WhatsLean/
http://www.vwo.com/ab-testing/)


 

 

 

      (How Twitter accelerated testing.  https://www.youtube.com/watch?v=uSBemMy0PLI.)  

 

As previously mentioned, when running an experiment, it is important to set a goal for it, in 

order to be able to declare if the experiment was a success or not. “Increasing growth” is simply 

too general of a goal. Instead, “2% growth in Acquisition” or “4% growth in Retention” would 

be examples of distinct and measurable goals.  

 

 

1.1.8 Initial Product/Market Fit 

 

Agile product development is on the rise. Instead of building a product in isolation and only try 

to market and sell it once it is done, companies try to make sure that the product has a market 

already as it is being developed. It is possible to gauge if a product or a prototype of a product 

has an initial Product/Market fit by sending out surveys, doing focus groups, semi-structured 

interviews and other forms of qualitative and quantitative research. But, it is also possible to 

reach an initial Product Market fit by doing small experiments based on data-tracking, as has 

been described above, and which will further be elaborated on below. 
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2. 0 MARKETING-SIDE OPTIMIZATION 

 

By putting small amounts of money into paid marketing over sufficient time, a Growth Team can 

validate if a product has initial Product/Market Fit. With “superplatforms“ such as Facebook 

and Google providing access to hundreds of millions of consumers, it is possible to quickly get 

feedback on almost any kind of customer behaviour.  

2.1 Growth Marketing  

 

By running small experiments, it is possible to identify which Market Segment, or group of 

consumers, best resonate with your product. Because chances are that a specific group of 

shoppers will constitute the best and most profitable customers for your product. It is also 

possible to identify which Marketing Channel is just right for finding these customers, and 

which Marketing Materials are most effective in reaching them with your message.  

 

2.1.1 Market Segment Optimization 

 

Growth Marketing is a highly fluid and non-linear process, as has been mentioned above, but it 

is good to start out with a hypothesis about who might constitute your best customers. This can 

be done by running experiments on market segments, to find your optimal target audience, the 

Market Segment that constitutes your “best” customers. 

 

As a very basic example, a company might have a hypothesis that their cooking app will resonate 

best with the Market Segment “Women ages 45-60 who live in rural areas”. They run a series of 

experiments where they launch a few text- and image based ads on Google and Facebook. From 

this, they quickly get data that show them that their intended target group does respond 

relatively well to the ads. However, by running some tests with other Market Segments, they are 

positively surprised to find that their ads get a huge response from another target group: “Men 

ages 30-45 who live in the city”. In the end, this leads them to pivot and change their business 

model to instead target this Market Segment. Therefore they change the style of their ad content, 

including copy, images and video to better resonate with the new target group. In the end, 

having a different target group than they planned for even leads them to change the way their 

app looks and works.  

 

 

2.1.2 Marketing Channel Selection 
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After having a better idea of which target group is optimal for the product, the next suggested 

step is to run experiments in order to find in which Marketing Channel the best customers can 

be found. Again, is recommended to start with an informed hypothesis about which channel will 

work best. If the target group is professionals, LinkedIn might be the given choice to start 

testing. If it is people who are interested in home decoration, the choice might instead be 

Pinterest. However, given the hegemony of Google and Facebook, it is common to start out with 

these channels. Google Adwords makes it possible for advertisers to easily create text-based ads 

in very short time. Whenever a Google Search is performed, these “Paid Search” ads will appear 

next to the organic search results. AdWords “Search“ ads are a very efficient channel due to the 

fact that they meet an already existing need - anyone who performs a search is already looking 

for a solution to their need, and your company can be there to meet it. Google Ads are not 

limited to Search, but also exist as “Display” ads, which are banner ads that are shown on 

relevant sites. Since Google also owns Youtube, it is also possible to create video ads, which are 

shown in between videos on Youtube. Facebook Business enables advertisers to keep track of the 

behaviour of Facebook and Instagram users, even including their purchase behaviour. This is 

due to the fact that Facebook tracks and shares a lot of data on their users, which makes it easier 

to identify and target your optimal Market Segment with precision.  

 

 

2.1.2.1 Channel mix  

 
Rather than stopping at one channel, there is value in finding a good channel mix. Simply put, 

channels tend to work to optimize each other. A potential customer may for example search for a 

search term on Google, and be presented with a company’s text-based ad made with Google 

Adwords. Later, the same customer is presented with a different version of the same ad on 

Facebook. In this way, the customer can be “nudged” at several occasions by different versions 

of an ad before converting. By running several smaller campaigns over time in this way, brand 

building effects tend to stack up and reinforce each other.  

 

2.1.2.2 Channel Saturation 

 

It is important to note that marketing channels get saturated over time. Doing marketing in 

these channels progressively becomes more expensive as more and more companies launch 

advertising efforts and compete for the same ad spaces. 
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                                            (Internet Adspend Model. Engage.it, 2018.)  

 

 

2.1.2.3 First-to-marketing-channel 

 

Conversely, it can definitely be worthwhile to try new channels. Little channel saturation means 

that the first movers can get a lot of value for the money spent, as there initially is very little 

competition for the ad space. However, keep in mind that setting up data tracking for new 

channels might be a bit of a challenge since it pretty much will never have been done before. 

 

2.1.3 Marketing Material Experimentation 

 

When the optimal Market Segment and the optimal Marketing Channels have been identified, it 

is a good idea to move on to experiment with different Marketing Materials, in order to find 

which Ad Content works best in the optimal Marketing Channel, for the optimal Market 

Segment. 

 

By running experiments that test the effectiveness of different versions of Ad Copy, Ad images, 

or Video content, content can effectively be optimized on an ongoing basis.  

 

For example, two different versions of a video that advertises a product can be tested using 

Facebook Advertising, to see which one of them converts better. The content that is made in this 
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way should preferably be Evergreen, so that it can be run continuously, with no set end date. 

For example, it could be a video that describes the value of the product or the problem that it 

solves. 

 

By running experiments in this way, it is possible to define the optimal Market Segment, 
Marketing Channel, and Marketing Material, and thus optimize your marketing initiatives so 

that they lead to increased traction.  

 

However, there are several additional tactics and tools that can be used by companies to further 

boost their marketing campaigns as well as other Growth Initiatives -a few of which will be 

mentioned below.  

 

2.1.4 Further Growth Marketing Tactics 

 

Content Networks, Affiliate Networks, and Influencer Networks are all third-party solutions. 

Content networks work to pair up a company’s ads with already existing relevant content online, 

such as blog posts. Affiliate networks work to increase the lifetime value of a customer for a 

share of the proceeds. Similarly, Influencer Networks work to find ambassadors such as internet 

celebrities to endorse a company’s products. Partners or third-party platforms such as these can 

increase growth, even though they often charge a hefty fee or percentage of the proceeds. 

 

Marketing Automation or Trigger Marketing uses technology that makes it possible to 

communicate and keep track of customers, by assigning “points” to them in a lead generation 

system, automatically generating relevant leads to a company’s sales department.  

 

RTB/Programmatic allows for automatic purchases of display ads online, often using an 

auction system. It is a quite complex process with several steps and players, which can lead to a 

lot of a marketing budget becoming lost “along the way”. 

 

Re-targeting is a technique that can be used to nudge customers into returning to a company’s 

site. As long as they have visited the site and have performed an action, or have accepted a 

cookie, it is possible to target them with online ads to incentivize them to come back, increasing 

customer Retention. 
 

Lookalike-Audiences is a feature that lets a company reach new people who are likely to be 

interested in their products, due to them being similar to the company’s existing “best” 

customers. For example people who the Facebook data show have liked the same things, have 

the same interests, or have purchased similar products. 
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Cohort analysis is a technique which is used to break down users into related groups that share 

common characteristics. For examples users who signed up for a service during the same 

interval of time. This allows companies to make assumptions about the future purchase patterns 

of users.  

 

Bidding Strategy Optimization can be used wherever online ads are sold through an online 

auction system, as is the case with for example Google Adwords and Facebook. It is possible to 

optimize a company’s Return on Investment by experimenting with bids utilizing the Ad Rank 

system of these platforms. In this way, a company will on the one hand not pay too much for an 

ad, and on the other hand not miss out on an opportunity to raise a bid in order to exploit an 

opportunity. 

 

Pull marketing initiatives use various media channels to generate interest about a product or a 

brand, encouraging customers to seek it out on their own. These often take the form of different 

kinds of content, such as Whitepapers or blog posts. On the plus side, such marketing initiatives 

tend to impact branding and customer loyalty positively. On the down side, they are often 

time-consuming to create, when compared to Push marketing initiatives, i.e. ads on Google or 

Facebook as described above.  

 

1-5-20 is a method used in content marketing. In a typical example, one major Whitepaper is 

placed company’s homepage, behind a gated contact form. The major topics of the Whitepaper 

are then made into 5 different blog posts, which source leads to the Whitepaper. Finally, 20 

tweets, small online ads or other measures are used to drive traffic to the blog posts. In this way, 

relevant leads are sourced and vetted in three steps before arriving at your webpage.  

 

 

To sum up marketing-side optimization, it is important to optimize growth marketing initiatives 

continuously. The data-tracking and analysis, in conjunction with Growth Experiments, 

constantly serves to identify opportunities and optimize growth. As an example, a company can 

be running a Marketing Campaign geared towards a specific Market Segment that has a low cost 

per conversion and generates moderate Customer Lifetime Value. Rather than being satisfied 

with this, they might experiment with targeting another Market Segment. In this way, they 

might find out that even though the new Market Segment has a significantly higher cost per 

conversion, its spending behaviour is much higher, resulting in a higher Customer Lifetime 

Value and therefore delivering a significantly better Return on Investment.  

 

 

 

3.0 PRODUCT-SIDE OPTIMIZATION 
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When the marketing-side efforts have been implemented and are driving traffic to the site, 

landing page, or app it is time to put the focus further down the conversion funnel. In its most 

simple form, this is when the prospect comes into contact with a company’s homepage, 

navigates to a product, and completes a purchase.  

 

3.1 User Experience Optimization 

 

It is essential that the users experience all through the customer journey is enjoyable, and free 

from distraction and irritation. As long as visitors are coming on to the homepage in sufficient 

numbers, it is possible to collect useful data in little time. By using Heat mapping, Scroll 

mapping and Click Mapping tools in your data-tracking setup, as described above, the flow and 

behaviour of users can be recorded and analysed. From this data insights can be derived, and 

User Experience (UX) experiments can be created in order to optimize the throughput.  

 

 

 

                    ( UX test using, Visual Website Optimizer, Instapage, 2018.) 

 

 

As an added measure, or if the amount of visitors to a site is too low to be statistically significant, 

it is possible to do more extensive consumer testing of the User Experience. For example, it is 

possible to let test subjects try out the user experience of a homepage, while being video 
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recorded. Surveys, Panel Groups, or consumer behaviour studies are other methods that can 

provide deep insights, however such methods can often be time-consuming.  

 

 3.2 Product/Service Optimization 

 

Apart from the experience of finding and purchasing the product, the product or service in itself 

must also resonate with its intended market. No matter how well you market a product, it is all 

for naught if it does not deliver.  

 

By running experiments, the Product Market Fit of your business venture can be perfected until 

the product gets loyal followers who love to use it, will repurchase it, will recommend it to their 

friends or business associates, can be upsold, and show an interest in new product lines. In this 

case, the Retention and Referral of the product will be high.  

 

 

                                         (Product/Market fit illustration. Rekhi, S. 2015)  

 

3.3 Pricing Optimization 

 

By carefully experimenting with the pricing space - how much the customer is willing to pay for 

the product - It is also possible to see substantial increases in Revenue. Often, experiments can 

be run that show that the “best” customers are ready to pay more than the double or even three 

times more for a product than what you are already charging for it. 
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Apart from identifying the optimal pricing point for a product, such experiments can also lead to 

consumer insights. For example, it might lead you to experiment with different payment models, 

such as a subscription model instead of a one-time fee. Or, to experiment with creating a 

different product lines, such as a premium product line. 

 

 

 

 

 

   (Pricing space model. Dobney, 2017)  

 

3.4 Sharing Mechanism Optimization 

 

 

When customers are repeatedly purchasing a product, and are satisfied with it, it is possible to 

encourage them to share their experience, which will increase the Referral metric, leading to 

incremental, or sometimes even viral spread. Social media platforms and Marketing Automation 

Tools are often used to achieve this. Sometimes it is even possible to build in sharing 
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functionality into the product, like Dropbox did when promising additional free storage with 

every new person who signed up for their service via network recommendations. 

 

 

 

                                           ( Dropbox referral mechanism. TNW, 2012.) 

  

 

 

 

4.0 GROWTH PUSH 

 

 

By running small growth experiments as described above, your company will now have been 

able to optimize the Marketing-side as well as the Product-side of your business venture. The 

paid marketing that you now are doing reaches the customers that you wish for it to reach, and 

those customers convert and become engaged with your product. Now is a good time to scale up 

Growth. By running even more experiments, and by investing even more resources into your 

efforts, chances are high that you will be able to see a steep growth curve. The beauty of it is that 
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as your sales now grow, you will be generating more Revenue, which can be reinvested into 

more marketing, effectively creating a perpetual Growth Engine for your company.  

 

 

Be advised however that before the Product/Market fit is found, it is not advisable to push for 

growth at scale. By scaling up too early, your efforts could even become counter-productive. 

Ineffective marketing materials, in sub-optimal marketing channels, that target disinterested 

consumers can serve to deplete your product’s client base. It’s money down the drain, and can 

also significantly lead to negative branding effects. That’s why it is recommended to first find an 

initial Product/Market fit, run some experiments on a small budget, and only push for growth 

when you have made sure that your product truly has a market.  

 

 

5.0 GROWTH FRAMEWORK IMPLEMENTATION 

 

 

The above Growth Framework describes a lot of what is needed in order to start working with a 

Growth Team, that run Growth Experiments, in Growth Meetings, with the help of dashboards 

that visualizes data and provides continuous feedback on how the business is going.  

 

When starting up a Growth Initiative, however, there are several different ways to go about 

implementing the methodology into the company’s structures in order to increase the chances 

that the work methods become adopted.  

 

5.1 Level of Adoption 

 

Growth Methodologies are a rather novel and untried, and as such Growth Initiatives do not 

always “stick” in companies the first time they are tried. At this time, there really is not one 

universal recipe for how to implement Growth in a surefire way.  

5.1.1 Sporadic Growth Hacks 
 

Early on, it was popular to try out working sporadically with Growth Hacking, when someone 

had an idea for a clever hack that promised to solve a problem or create value. The problem with 

this approach is that it is not systematic; working with growth methodologies ad-hoc does not 

create accumulating value over time. Of course, if your company finds a good copy & paste 

growth hack and want to try to see if it works for your organization, there is nothing wrong with 

trying it out, except that the risk of failure might be rather high, depending on the level of 

difficulty of the hack. 
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5.1.2 The Lone Wolf Growth Hacker 
 

Another approach early on was to hire a Growth Hacker, or to assign the role of Growth Hacker 

to an existing employee, what is sometimes referred to in the business as “the Lone Wolf Growth 

Hacker”. The downside of this approach is that the usefulness of the methodology basically then 

becomes limited to one person, who will exist in a silo of their own, often left to their own 

devices. A lot of times, a person in such a role will have a hard time driving change in the rest of 

the organization, lacking mandate do drive change. Of course, if your company really want to do 

the bare minimum of a Growth initiative, it would be possible to for example give a driven and 

self-going engineer three months to work on whatever a company has identified as inhibiting its 

growth, and hope this leads to a breakthrough, leading to a first win. This could be a good start, 

but again, it is not a very systematic or replicable approach.  

 

5.1.3 Systematic Growth Process 
 

The Growth Initiatives described in the Growth Framework, as seen above, favors an 

implementation that follows a systematic process, so that the Growth Initiative can evolve over 

time and grow in its effectiveness. This approach also leverages the synergic effects of a team of 

professional specialists. In its most simple form, a Growth Team could be tried as a pilot test, 

where your specialists would gather around the company data in a few Growth Meetings, and 

run a few small Growth Experiments until they see positive change take place. Such a pilot test 

might actually barely be enough to create buy-in around working with Growth.  

 

 

If you are ready to try working with a Growth Team, there are of course several different ways of 

doing so, some of which are mentioned below.  

 

 

5.1.1 Distributed Growth Team 

 

A Growth Team can be made up from key staff and decision makers drawn from several 

departments or functions within a company. In this way, company representatives are retained 

within their individual departments, and only come together when it is time to do work in the 

Growth Team. On the plus side, this approach creates Growth Ambassadors in different 

departments within the company, which serves to spread awareness and interest in Growth 

Methodologies. On the down side, it can create stressful situations for employees in their regular 
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job capacities, and if not properly incentivized, they may end up focusing on their regular tasks 

to the detriment of their work in the Growth Team.  

 

5.1.2 Concentrated Growth Team 

 

A Growth Team can also be created by the fashioning of a new, separate division outside of 

existing corporate structures, by re-allocating existing staff, by external hires, or by a 

combination of both. On the plus side, such a concentrated Growth Team may be less limited by 

company rules and legacies, which gives them a greater creative freedom. On the down side, it 

may create dissention within the company, if the Growth Team ends up being seen as an elite 

team that becomes a competitor to already existing divisions and structures.  

 

5.1.3 Partly Externalized Growth Team 

 

Parts of a company’s Growth efforts can also be externalized to a third party partner. Such a 

Growth Partner can help setting up data tracking, facilitate Growth Meetings, or provide unique 

expertise on a consultancy basis. On the plus side, this can help expedite getting up and running 

with your Growth initiative, as such a Growth Partner might already have collected several 

senior Growth Professionals with different state-of-the art specialist competencies, which gives 

it a unique capacity to run experiments and drive growth all over the Conversion Funnel. On the 

down side, by collaborating with a partner, there is a risk that you company becomes dependant 

on the Growth Partner to get things done, rather than keeping the “ownership” of Growth 

-which is core to your business- inhouse.  

 

5.1.4 Company-wide adoption 

 

Having tried a Growth Initiative that utilizes a Growth Team, and having successfully reached 

set goals for growth repeatedly in weekly Growth Meetings, a company can content themselves 

with having one Growth Team that keeps running Growth Experiments and keeps getting faster 

and better results from it. Another approach could be to expand the number of Growth 

Initiatives the company has up and running, for example by setting up additional Growth Teams 

in other parts of the organization. And yet another approach could be to try to achieve 

company-wide adoption of Growth Methodologies in the entire organization.  

 

On the plus side, making Growth Methodologies, with their Growth Focus, part of the company 

culture can help the company become a learning organization. Not only Growth, but learning 

itself will be scaled, as the organization will be designed to evolve. New learnings means new 

innovation capacity, with means increased competitive advantage. Your company could then in 

a continuous and simple way collect ideas from employees at every level, and would be able to 
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benefit from new and transformational ideas from young, innovative minds that stay up to date 

with the possibilities that come with new technologies. A famous example that can be mentioned 

is Dropbox’s famous referral program, which was championed internally by one of their 

interns(!). Another perk of company-wide adoption is that by having all Growth Initiatives 

synced, instead of siloed in different organizational parts, sub-optimization becomes eliminated. 

It then becomes less likely that the same work will be done twice, or even three times, by 

different teams.  

 

On the down side, pushing for company-wide adoption of these methodologies might face 

pushback since not everyone in an organization might feel this way of working is right for them. 

In large organizations, not everyone might feel that they are in a position to actively contribute 

to Growth. Organizations that have achieved operational efficiency and have become really good 

at what they do might be disinclined to move to an approach that might be viewed as radically 

different from business-as-usual. 

 

It is still early days for Growth Methodologies, and Growth Teams as well as Company-wide 

Growth Initiatives are being tried by companies across the board, in different forms and shapes. 

Therefore, if you’re interested in getting started with a Growth Initiative, why not start small, 

and find your way by way of experimentation, since this follows the principles of the 

methodology. 

 

 

5.2 Leadership endorsement 

 

From what has been stated above, It would seem that the best way for a company to start with 

Growth Methodologies would be to start experimenting with a Growth Initiative on a small 

scale, validate that it works, and then push for further grass-root adoption by expanding the 

amount of tests being run, to increase its adoption organically within the company. 

 

Of course, even with a functional grass-roots movement, and enthusiasts actively championing 

its adoption, leaders need to give any Growth Initiative their full backing from the start, or it will 

most likely falter along the way.  

 

Growth Initiatives that are launched need to be over-communicated both by the Growth Team 

and by Leadership, in order to communicate that the Growth Team is there to help and not to 

hurt. Explaining, showcasing and anchoring the virtues of the methodology might take months 

in a mature company which is already set in its ways.  

 

With a successful Growth Initiative up and running, however, it is possible for companies to see 

more benefits come out if it aside from reaching their Growth targets. Simply by having a 

Growth Team, a traditional company can stand the chance to be able to recruit profiles that 
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otherwise would not have considered joining them, or can find that existing employees will want 

to receive internal training in Growth Methodologies. Growth Professionals are in short supply 

at the moment, and a combination of external hires and internal training could be an excellent 

strategy to build up a capacity in working with Growth Methodologies.  

 

Also, chances are that it is only when a company has a Growth Team that is up and running, that 

it can attract a high-profile Growth Lead to come and lead the work. This is because very few 

Growth Leads will want to start from scratch, and personally have to go through the process of 

explaining the value of Growth to a company, until the methodology becomes accepted or 

adopted. A Growth Lead is more likely to be attracted to a company that has a Growth Team that 

is operational and up and running, and that has at least reached some level of speed of 

experimentation. The Growth Lead can then get up and running right away, and do what he or 

she does best, which is to deliver measurable Growth in little time. 

 

For leaders, it should be noted that adoption of the Growth Methodology might require drastic 

changes in how the company is run. The methodology, with its shareable dashboards and the 

libraries of executed experiments it generates, necessitates an open and trusting leadership 

style. Perhaps it could even be considered to be a new management method, and to be fully 

adopted into a company some voices say that it should even be practiced in the work of  the 

Board of Directors. Only the future can tell how impactful it will be. 

 

 

 
END 
 

Michael Weinstock Johansson 

Digital Transformation Strategist 

Stockholm March 13 2018 

 

P.S. As your next step, you might want to check out Hacking Growth,  The definitive guide to 

growth hacking, or The Ultimate Growth Hacking Sourcebook D.S 
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