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Preface 

This book is written for CEOs, founders, boards, product 

leaders, SaaS executives, EdTech builders, AI automation 

teams, marketers, growth managers, and consultants who 

know a painful truth: signups do not equal growth. Traffic 

does not equal demand. A free trial does not equal purchase 

intent. A user who logs in once is not yet activated. A product 

that looks impressive in a demo may still fail to become a 

habit. 

Product Growth and Activation argues that the center of 

digital growth is not acquisition alone. The center is value 

realization. Growth happens when the right user reaches the 

right value moment quickly enough, repeatedly enough, and 

clearly enough to justify payment, renewal, expansion, and 

advocacy. This is especially important for SaaS, digital 

products, EdTech platforms, and AI automation products 

because users can leave silently. They do not need to complain. 

They can simply stop returning. 

For CEOs, this is not a product-management detail. It is a 

capital allocation issue. Weak activation inflates customer 

acquisition cost. Poor onboarding slows revenue conversion. 

Weak retention reduces customer lifetime value. Bad pricing 

limits expansion. False product-market fit causes premature 

hiring, excessive marketing spend, and strategic drift. A CEO 

who does not understand product growth leakage may keep 
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funding growth activity while the business model quietly loses 

quality. 

This is a global executive problem. Whether the company 

sells SaaS in North America, EdTech in Southeast Asia, AI 

automation in Europe, or digital services across emerging 

markets, the pattern is similar: customers are harder to 

impress, easier to lose, and more willing to test alternatives 

before committing. Global competition has made product 

growth less forgiving. The companies that win are not always 

the loudest marketers. They are the companies that convert 

user behavior into durable value faster and more intelligently. 

The book combines product management concepts, 

growth experimentation, behavioral analytics, pricing logic, 

onboarding design, retention thinking, and product-market fit 

signals. The journal literature used as support includes online 

experimentation, continuous experimentation, startup growth, 

monetization, brand extension, guardrail metrics, real-time AI 

system observability, privacy-preserving machine learning 

experimentation, and decision psychology. Current benchmark 

sources from Mixpanel, Amplitude, and ProductLed are used 

selectively to ground the discussion in the modern digital-

product environment. 

The book is not a technical analytics manual. It does not 

teach code, data warehousing, or statistical modeling in depth. 

It is an executive and advisory guide. It helps leaders ask better 

questions: where exactly does the product lose users, what 

behavior signals real activation, what makes trial users become 
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paying customers, what retention pattern suggests real 

product-market fit, when should pricing be redesigned, and 

when is a written diagnostic report more useful than another 

internal brainstorming session? 

There is also a quiet consulting purpose behind this book. 

Many digital-product teams are busy, talented, and 

overwhelmed. They have dashboards, funnels, heatmaps, CRM 

notes, user feedback, pricing pages, onboarding flows, and AI 

features, but they still cannot explain why growth is leaking. A 

case-specific written consulting report can turn scattered 

evidence into a coherent diagnosis. It can separate symptoms 

from causes, rank the growth bottlenecks, and recommend a 

practical sequence of action. 

In a boardroom, the value of a written Product Growth 

Diagnostic Report is clarity. It helps executives decide whether 

the next dollar should go to acquisition, onboarding, product 

redesign, pricing, customer success, sales-assist, AI 

automation, or retention repair. The report is not a collection 

of tips. It is a decision document. 

The best product-growth advice is rarely "add more 

features" or "spend more on marketing." Often it is more 

precise: shorten time-to-value, define activation correctly, 

remove onboarding friction, protect guardrail metrics, identify 

product-qualified signals, redesign pricing around value, and 

read retention before declaring product-market fit. 

Dr. Dwi Suryanto, MBA 
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Key Terms for Product Growth 

Product growth: Sustainable expansion driven by 

acquisition, activation, retention, monetization, and expansion, 

not merely by traffic or signups. 

Activation: The moment when a user experiences enough 

meaningful value to understand why the product matters and 

why they might return. 

Time-to-value: The time required for a new user or 

account to reach a first meaningful outcome. 

Onboarding: The designed path that helps users 

understand, configure, use, and trust the product. 

Trial-to-paid conversion: The percentage of trial users or 

accounts that become paying customers. 

Product-qualified lead: A user or account whose product 

behavior suggests real buying intent or expansion potential. 

Retention: The degree to which users or accounts return, 

continue using, renew, or expand over time. 

Habit loop: A repeated pattern in which a trigger, action, 

reward, and investment make the product part of a workflow 

or routine. 

Product-market fit: Evidence that a product repeatedly 

solves an important problem for a definable market with 

willingness to continue, pay, and recommend. 
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Pricing and packaging: The structure of plans, limits, 

features, value metric, tiers, discounts, and upgrade paths that 

convert product value into revenue. 

Guardrail metric: A metric that protects the company 

from harmful side effects of experiments, such as churn, 

latency, support burden, trust loss, or infrastructure cost. 

Growth experiment: A controlled test designed to learn 

whether a change improves a defined growth outcome without 

damaging key guardrails. 

Case-specific consulting report: A written advisory 

document that diagnoses the specific product-growth 

bottlenecks of one company and recommends a prioritized 

path forward. 
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Current Reality 2026 

Digital-product growth has become more competitive, 

more measurable, and more unforgiving. Mixpanel's 2024 

Benchmarks Report analyzed product usage data from more 

than 7,700 customers and 11.7 trillion anonymous user events; 

it reported that average week-one retention across industries 

fell from 50 percent to 28 percent in 2023, while top-

performing companies grew faster and attracted far more user 

time than average products. Amplitude's benchmark program 

analyzes thousands of companies and digital products across 

many industries and regions, reinforcing the same management 

lesson: activation, engagement, and retention must be 

measured as behavioral realities, not assumed from vanity 

metrics. 

ProductLed's SaaS benchmark material indicates that 

product-led growth has moved from novelty to mainstream 

operating logic. Its survey of more than 600 SaaS businesses 

reports that most companies with PLG motions intend to 

invest more in them, and that free trials or freemium models 

remain common entry points. This does not mean every 

product should copy a freemium model. It means buyers 

increasingly expect to see, try, or experience value before 

committing deeply. 

AI automation has intensified this reality. AI tools can 

make demos magical, but activation still depends on workflow 

fit, trust, data readiness, integration, output quality, and 
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measurable business value. In EdTech, users may sign up 

because the promise is attractive, but they remain only if 

learning progress feels real. In SaaS, a trial may start because 

the landing page is convincing, but payment depends on 

whether the product becomes useful inside the user's work. In 

digital consumer products, retention depends on whether the 

product creates a reason to return. 

The current reality is therefore simple: product growth is 

no longer a story a company tells about itself. It is a pattern of 

behavior users reveal through activation, retention, willingness 

to pay, and repeated value. 
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Why CEOs Should Care About 

Activation 

Why CEOs Should Care About Activation 

Activation is not a junior product metric. It is the first 

operational proof that the business can convert market interest 

into value. If activation is weak, every downstream metric 

becomes harder: trial-to-paid conversion, CAC payback, 

retention, expansion, sales productivity, and customer lifetime 

value. 

CEOs should care because activation determines whether 

growth investment compounds or leaks. A company can raise 

more capital, hire more salespeople, increase ad spend, launch 

new features, or add AI capability, but if users do not reach 

value, these investments create motion rather than durable 

growth. 

In global markets, this problem becomes sharper. A 

customer comparing multiple SaaS tools, AI assistants, 

learning platforms, or workflow automations does not reward 

internal effort. The customer rewards visible value. Global 

buyers increasingly expect proof before commitment, fast 

onboarding, transparent pricing, trustworthy AI behavior, and 

evidence that the product can fit their workflow. 

There are five CEO-level consequences. 

First, weak activation increases CAC waste. The company 

pays to acquire users who never experience value. 
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Second, poor onboarding delays revenue. Sales and 

marketing may create interest, but product friction slows 

conversion. 

Third, shallow activation damages retention. Users who pay 

before they understand value often churn quickly. 

Fourth, weak product signals reduce forecasting quality. 

Revenue projections become less reliable when the company 

cannot distinguish real intent from casual exploration. 

Fifth, false product-market fit leads to premature scaling. 

The company hires, expands, and spends before the product 

has proven repeatable demand in a definable market. 

For a CEO, the question is not "What is the activation 

rate?" The better question is: "Does our activation event 

predict revenue quality, retention, and expansion?" If the 

answer is unclear, the company needs a diagnosis before it 

needs a louder growth campaign. 
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From Product Metrics to Enterprise 

Value 

From Product Metrics to Enterprise Value 

Product metrics become executive metrics when they affect 

revenue quality, capital efficiency, valuation confidence, and 

strategic optionality. 

Activation affects CAC payback because faster value 

realization increases the probability that acquisition spend 

turns into paying customers. Onboarding affects sales 

efficiency because users who reach value need less persuasion. 

Trial-to-paid conversion affects revenue growth because it 

determines how much demand becomes cash. Retention 

affects lifetime value and valuation quality because recurring 

revenue is only valuable when it recurs. Pricing affects 

expansion because the value metric determines whether 

customers grow naturally with the product. Product-market fit 

affects strategic focus because it tells the company where to 

concentrate capital. 

The board should therefore read product growth as a 

business model system. A healthy system has qualified 

acquisition, fast time-to-value, predictive activation, behavior-

based conversion, strong cohort retention, value-aligned 

pricing, and disciplined experimentation. A weak system has 

vanity traffic, shallow activation, generic onboarding, calendar-

based trial conversion, blended retention averages, copied 

pricing, and random tests. 
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Product growth is not only about increasing users. It is 

about improving the quality of revenue. High-quality revenue 

comes from customers who understand the value, use the 

product repeatedly, pay willingly, expand logically, and stay for 

reasons the company can explain. 
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The ACTIVATE Growth Loop 

The Product Growth Leakage Map 

The Product Growth Leakage Map 

The Product Growth Leakage Map is the CEO-level 

diagnostic framework used in this revised edition. It identifies 

where enterprise value leaks inside the product growth system. 

Leak 1: Audience Leakage 

The company attracts users who are curious but not a 

strong fit. Symptoms include high signup volume, low 

activation, weak sales qualification, and noisy feedback. 

Leak 2: Promise Leakage 

The marketing or sales promise does not match the 

product's actual value path. Symptoms include high trial starts, 

early confusion, disappointment, and weak trust. 

Leak 3: Activation Leakage 

Users enter the product but do not reach a meaningful first 

value moment. Symptoms include tutorial completion without 

return, setup abandonment, and low trial-to-paid conversion. 

Leak 4: Onboarding Leakage 

Users want value but encounter cognitive, technical, 

emotional, organizational, or economic friction. Symptoms 

include support tickets, stalled setup, low invitation rates, and 

repeated questions. 
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Leak 5: Conversion Leakage 

Activated users do not become paying customers because 

pricing, timing, proof, budget, or sales-assist is misaligned. 

Symptoms include late discounts, low-quality conversion, and 

trial expiry dependence. 

Leak 6: Retention Leakage 

Customers pay but do not form habit or workflow 

dependency. Symptoms include weak cohort retention, low 

feature depth, inactivity before renewal, and generic churn 

reasons. 

Leak 7: Pricing Leakage 

The pricing model fails to convert value into healthy 

revenue. Symptoms include support-heavy low-tier customers, 

weak expansion, discount dependence, and customer 

confusion about plan differences. 

Leak 8: Experimentation Leakage 

The team runs tests but does not build strategic learning. 

Symptoms include many small wins, few durable 

improvements, ignored guardrails, and weak connection to 

product-market fit. 

A Product Growth Diagnostic Report should quantify 

these leaks where possible and interpret them where data is 

incomplete. The purpose is not to produce a perfect model. 

The purpose is to help executives decide where growth 

investment should go next. 
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Product Growth Diagnostic 

The Product Growth Diagnostic is the consulting lens used 

throughout this book. It asks eight practical questions. 

1. Who is the product truly for? 

If the target audience is vague, activation will be vague. A 

product designed for "everyone" usually struggles to create a 

first value moment that feels personal. 

2. What is the promised value? 

Users enter with expectations. If the promise is inflated, 

unclear, or misaligned with the actual product, onboarding 

becomes disappointment management. 

3. What is the first value moment? 

Activation must be defined behaviorally. It should be 

something a user does or receives that indicates value has been 

experienced. 

4. Where does onboarding create friction? 

Friction can be cognitive, technical, emotional, 

organizational, or economic. A short form can still be high 

friction if the user does not know what to do next. 

5. Which signals predict conversion? 

Trial-to-paid conversion improves when the company 

knows which product behaviors indicate seriousness, 

readiness, and business value. 
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6. What retention pattern proves habit? 

Retention should be read by cohort, segment, use case, and 

value path. A blended average can hide both strong fit and 

weak fit. 

7. Does pricing match value? 

Pricing should reflect the customer's value perception, 

usage pattern, willingness to pay, and expansion logic. 

8. What evidence is missing? 

Many product teams have dashboards but still lack 

diagnosis. The missing evidence may be qualitative interviews, 

cohort analysis, pricing tests, activation-event validation, churn 

review, or account-level workflow mapping. 
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Boardroom Cases 

Case 1: The SaaS Product with Many Signups and Little 

Belief 

A B2B SaaS company receives 2,400 monthly trial signups 

but converts only a small share to paid accounts. The 

marketing team wants more acquisition budget. The product 

team wants to redesign the interface. Sales wants more demo 

requests. A diagnostic review shows that the largest leak 

happens before users reach the first value moment. Most users 

create an account, browse the dashboard, and leave before 

importing data or completing the key workflow. 

The recommendation is not more traffic. The 

recommendation is to redesign activation around one guided 

outcome, simplify setup, create a sample-data path, and trigger 

sales-assist only when an account reaches high-intent behavior. 

Case 2: The EdTech Platform with Good Content and 

Weak Completion 

An EdTech product has strong course quality and positive 

student comments, but completion and renewal are weak. The 

team assumes the problem is motivation. A deeper review 

shows that learners feel progress too late. The first lesson is 

interesting, but the first measurable win appears after several 

modules. The product does not show mastery, feedback, or 

next-step relevance early enough. 
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The recommendation is to create an early progress loop: 

quick diagnostic, first micro-achievement, visible skill gain, 

next lesson recommendation, and mentor or community cue. 

Case 3: The AI Automation Tool That Demos Better Than 

It Retains 

An AI automation product impresses prospects in demos. 

Trial users praise the concept, but many do not continue. The 

diagnostic review finds that the AI output is useful only after 

integration, prompt tuning, permission setup, and workflow 

mapping. The demo shows destination value; the trial forces 

users through configuration uncertainty. 

The recommendation is to create a trusted activation path: 

template workflows by use case, benchmark output examples, 

human-readable audit trail, error-handling expectations, and a 

written ROI hypothesis for each account. 
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CEO Boardroom Cases 

CEO Case 1: The Company That Had Demand but Not 

Revenue Quality 

A SaaS company generated 18,000 monthly website visitors 

and 3,200 trial starts. The acquisition team reported progress. 

The CEO expected revenue acceleration. But only 420 

accounts reached the activation event, 96 converted to paid, 

and month-three retention among new paid accounts was 

weak. The board initially debated whether to increase ad spend 

or hire more salespeople. 

The Product Growth Leakage Map showed a different 

picture. Audience leakage was moderate, but activation leakage 

was severe. Many trial users entered because the promise was 

attractive, yet the product required data import, team 

invitation, and configuration before value appeared. The paid 

users who activated deeply retained well; the rest churned 

quickly. 

The executive decision changed. Instead of increasing 

acquisition spend, the company invested in activation redesign, 

sample-data experience, setup concierge for high-fit accounts, 

and product-qualified sales-assist. The CEO did not need 

more growth activity first. The CEO needed higher revenue 

quality from existing demand. 

CEO Case 2: The AI Automation Product with a Trust 

Gap 
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An AI automation company had strong demos and a 

growing enterprise pipeline. Prospects were excited, but pilots 

stalled. The product team believed feature coverage was the 

issue. Sales believed procurement was slow. Customer success 

believed users needed training. The CEO saw a strategic risk: 

impressive pipeline without reliable conversion. 

The written diagnosis found that the core leak was not 

interest. It was trust during activation. Users generated AI 

outputs, but managers did not know when the outputs were 

reliable, how to audit them, or how exceptions would be 

handled. The activation definition changed from "first 

generated output" to "approved output used in a real 

workflow with human review rules." This reframed the 

product roadmap around trust, auditability, and workflow 

governance. 

CEO Case 3: The EdTech Platform with Engagement but 

Weak Lifetime Value 

An EdTech company had attractive content and healthy 

first-week engagement. However, renewal was weak and 

customer lifetime value underperformed. The team wanted to 

add more courses. The CEO requested a growth diagnostic 

before funding content expansion. 

The review showed that learners did not churn because 

there was too little content. They churned because they could 

not connect learning activity to visible progress, credential 

value, or career outcomes. The growth roadmap shifted from 

content volume to progress architecture: diagnostic 
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assessment, skill milestones, portfolio output, mentor 

feedback, and employer-relevant certification. The product 

became more valuable without simply becoming larger. 

  



Dr. Dwi Suryanto, MBA | 23 

Model for a Written Consulting 

Report 

A product growth consulting report should be more than a 

list of ideas. It should be a decision artifact. 

1. Executive Growth Diagnosis 

The report should state the central growth problem in plain 

language. For example: "The company does not primarily have 

a traffic problem. It has an activation definition problem and 

an onboarding-to-value gap." 

2. Funnel and Cohort Evidence 

The report should examine visitor-to-signup, signup-to-

activation, activation-to-habit, trial-to-paid, renewal, 

expansion, and churn patterns. 

3. Activation Event Review 

The report should assess whether the current activation 

event truly predicts retention or payment. 

4. Onboarding Friction Map 

The report should identify where users get confused, 

delayed, anxious, blocked, unsupported, or unconvinced. 

5. Product-Qualified Signal Map 

The report should define which behaviors indicate intent, 

readiness, team adoption, buying urgency, or expansion 

potential. 
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6. Retention and PMF Signal Review 

The report should separate vanity usage from durable 

value. It should review cohort curves, repeat actions, account 

depth, customer language, renewal reasons, and churn causes. 

7. Pricing and Packaging Diagnosis 

The report should assess value metric, tier logic, paywall 

timing, trial model, discounting, feature gates, and expansion 

paths. 

8. Experiment Roadmap 

The report should recommend a sequence of tests with 

primary metrics, guardrail metrics, evidence gaps, and decision 

rules. 

A written consulting report is useful because it forces the 

team to stop treating growth as a collection of opinions. It 

creates a shared diagnosis, a prioritized agenda, and a record of 

reasoning. 
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CHAPTER 1 

Growth Begins After the Signup 

Many digital-product teams celebrate the wrong beginning. 

They celebrate traffic, registrations, demo requests, downloads, 

or trial starts. These numbers matter, but they are not growth 

yet. They are opportunities for growth. Real product growth 

begins when users experience value deeply enough to 

continue. 

This distinction matters because digital products are easy to 

enter and easy to abandon. A user can click an ad, create an 

account, and disappear within five minutes. A school can pilot 

an EdTech platform and never renew. A manager can test an 

AI automation tool and then return to spreadsheets because 

the first setup felt uncertain. A SaaS product can generate 

hundreds of signups and still fail to build a revenue engine. 

The growth problem is therefore not "How do we get 

more people in?" It is "How do we help the right people reach 

meaningful value quickly and repeatedly?" This is a more 

demanding question. It requires product, marketing, data, 

pricing, customer success, and executive teams to operate 

around the same definition of value. 

Mini Example 

A project management SaaS product receives many trial 

signups from small agencies. Most users create one project but 

do not invite teammates. The team initially optimizes the 

landing page and email sequence. Conversion improves 
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slightly, but retention remains weak. A deeper review shows 

that the product's real value appears only when at least three 

teammates collaborate on a live task. The activation event is 

not "created a project." It is "created a project, invited 

teammates, and completed a shared workflow." Growth begins 

only when the user reaches that state. 

The important lesson is that a signup is not a user story. It 

is only the first sentence. The product must carry the user 

toward evidence of value. 

The ACTIVATE Growth Loop begins with Audience-

Problem Fit. If the product serves the wrong audience, 

activation will be expensive. If it serves the right audience but 

frames the wrong problem, onboarding will feel irrelevant. If it 

promises speed but requires complex setup, users will feel 

misled. If it promises intelligence but provides outputs that 

users cannot trust, AI becomes decoration rather than growth. 

Product growth also requires emotional realism. Users do 

not arrive as rational calculators. They arrive busy, skeptical, 

distracted, hopeful, and often unsure. They may want the 

result but resist the work required to obtain it. They may 

understand the feature but not the workflow. They may 

believe the demo but distrust whether it will work with their 

own data. The product must reduce this uncertainty. 

Current benchmark sources reinforce the pressure. 

Mixpanel's 2024 report showed a sharp decline in average 

week-one retention across industries. This does not mean 

products suddenly became worse. It means competition, 
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choice, and user impatience have increased. Users expect 

relevance quickly. Products that cannot prove value early are 

easy to replace. 

For SaaS, the key question is whether the product becomes 

part of work. For EdTech, whether the learner feels progress. 

For AI automation, whether the user trusts the output enough 

to use it in a real workflow. For consumer digital products, 

whether the product creates a reason to return. In every 

category, activation is the bridge between curiosity and 

commitment. 

Common Failure Pattern 

The most common failure is treating acquisition as proof of 

demand. A campaign performs well, the top of funnel grows, 

and the team assumes product-market fit is strengthening. But 

the funnel may be filling with users who like the promise more 

than the product. When activation and retention remain weak, 

more acquisition only makes the leak larger. 

Diagnostic Questions 

What user segment activates fastest? Which segment 

returns without prompting? What promise brings the highest-

quality users, not just the most users? What action separates 

retained users from abandoned users? Where does the product 

first produce visible value? Which signups should not be 

pursued because they are poor fit? 

Boardroom Interpretation 
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Executives should ask for a growth diagnosis before 

approving major acquisition spend. If the product cannot 

convert existing interest into value and revenue, more 

marketing may only increase waste. A case-specific written 

report can identify whether the real bottleneck is traffic, 

audience fit, onboarding, activation, pricing, or retention. 

Action Plan 

Define the difference between signup, activation, habit, 

conversion, and retention. Review the last 90 days of users by 

cohort. Identify which behaviors predict return. Interview 

users who activated quickly and users who abandoned early. 

Rewrite the growth question from "How do we get more 

signups?" to "How do we create more qualified value 

moments?" 

Research Base Used 

This chapter draws on online experimentation literature, 

startup growth research, digital benchmark reports, and 

product analytics concepts from Mixpanel, Amplitude, and 

ProductLed. 

CEO Decision Point 

Before approving the next acquisition budget, ask whether 

the company knows which signups become activated, retained, 

and profitable. If that evidence is missing, the CEO should 

fund diagnosis before scale. 

Executive Lens 
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The executive mistake is to ask the growth team only for 

more top-of-funnel volume. In a digital product, acquisition is 

visible, exciting, and easy to explain. Activation is quieter. 

Retention is slower. Pricing is politically sensitive. Product-

market fit is uncomfortable because it may reveal that the 

company has been selling to the wrong audience. Yet the 

growth system cannot be judged from the entry point alone. A 

boardroom that reviews signups without reviewing activation 

is looking at the door, not the business. 

Growth Tool: The Signup Quality Matrix 

Create a matrix with four groups. Group one is high-fit and 

activated. These users deserve expansion, sales-assist, and 

deeper product learning. Group two is high-fit but not 

activated. These users need onboarding redesign and friction 

removal. Group three is low-fit but active. These users may 

create support burden and distort the roadmap. Group four is 

low-fit and inactive. These users should not define strategy. 

This matrix helps leaders stop treating all signups equally. 

Mini Case Extension 

A founder of a vertical SaaS product feels encouraged 

because paid ads produce cheap signups. The cost per signup 

is low, but activation is weak. When the team examines signup 

quality, it finds that many users are students, freelancers, or 

curiosity seekers, while the product was designed for 

operations managers in regulated businesses. The acquisition 

campaign was efficient in the wrong market. The corrected 
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strategy narrows the audience, raises signup quality, and 

accepts fewer signups in exchange for stronger activation. 

Consulting Trigger 

A written consulting report is valuable when the company 

cannot explain the difference between demand quality and 

traffic volume. The report should compare acquisition source, 

audience fit, activation rate, trial behavior, conversion quality, 

and retention. It should help leaders decide whether to spend 

more, reposition, redesign onboarding, or refocus the product. 

Chapter Close 

Growth begins after the signup because the signup is only 

an invitation. The product must still earn belief. The reader 

should leave this chapter with one sentence in mind: a digital 

product is not growing because more people enter; it is 

growing when more of the right people reach value and return. 

Key Takeaways 

Traffic is not proof of growth. Signups are not proof of 

demand. A product begins to show growth quality when the 

right users reach value, return, and create evidence that the 

promise fits their problem. The executive discipline is to 

separate volume from quality. 

Field Checklist 

Review the last three months of signups by source, 

segment, activation, conversion, and retention. Identify one 

source that produces many low-quality users and one source 

that produces fewer but better users. Compare the promises 
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used in those channels. Then ask whether the company is 

optimizing for acquisition optics or business quality. 

Written-Consulting Implication 

A written report should not simply say "increase 

activation." It should show which acquisition sources produce 

qualified users, which users are poor fit, which promises create 

disappointment, and which segment deserves sharper focus. 

This is where a case-specific diagnosis becomes more valuable 

than generic growth advice. 
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CHAPTER 2 

Activation: The First Value Moment 

Activation is often treated as a metric, but it should first be 

treated as a truth claim. When a company says a user is 

activated, it is claiming that the user has experienced enough 

value to understand why the product matters. That claim must 

be tested. 

Many products define activation too shallowly. They count 

account creation, email verification, dashboard visit, first login, 

profile completion, or tutorial completion. These events may 

be necessary, but they do not always indicate value. A user can 

complete a tutorial and still not care. A user can upload data 

and still not trust the result. A learner can watch the first video 

and still not feel progress. 

A strong activation event has three qualities. First, it is 

behavioral. The user did or received something observable. 

Second, it is value-linked. The event is connected to the 

product's core promise. Third, it is predictive. Users who reach 

the event are more likely to retain, pay, expand, or 

recommend. 

Mini Example 

An AI writing assistant defines activation as "generated first 

document." This looks reasonable, but retention analysis 

shows that many users generate one document and leave. A 

stronger activation event emerges: "generated a document, 

edited it, exported it, and returned within seven days." The 
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second definition better captures value because the user not 

only tried the tool but integrated it into work. 

Activation must be specific to product category. In SaaS 

workflow products, activation may involve setup plus 

collaboration. In EdTech, it may involve completing a lesson 

and receiving feedback. In AI automation, it may involve 

connecting a real data source, running an automation, and 

accepting or editing the output. In marketplaces, it may 

involve first successful transaction. In analytics tools, it may 

involve importing data and discovering an actionable insight. 

The first value moment is not always the deepest value 

moment. It is the first credible proof. Think of activation as 

the moment a user says, "Now I understand why this exists for 

me." The product does not need to reveal every feature. It 

needs to reveal enough relevance to justify the next session. 

The danger is that teams often optimize the visible step 

rather than the meaningful step. They reduce signup fields but 

leave users confused after login. They add tooltips but do not 

clarify the core workflow. They send emails but do not remove 

product friction. They push users to upgrade before users have 

felt enough value. Activation requires product truth, not 

cosmetic guidance. 

Activation is also emotional. A user may need confidence, 

clarity, control, progress, or trust. An AI automation user may 

worry that the output is wrong. An EdTech learner may worry 

that the course is too hard. A SaaS administrator may worry 
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that inviting teammates too early will create embarrassment. 

The activation path should reduce these fears. 

Numerical Illustration 

Suppose 1,000 trial users create accounts. Six hundred 

verify email. Three hundred complete setup. One hundred and 

twenty reach the defined first value moment. Fifty become 

paying customers. If the team focuses only on account 

creation, conversion appears mysterious. If it focuses on 

activation, the issue becomes clearer: the product loses 880 

users before or at first value. Improving the activation path 

from 12 percent to 20 percent can create more revenue than 

doubling acquisition. 

Experimentation Lens 

Online experimentation literature emphasizes causal 

learning and risk reduction. Activation experiments should test 

whether changes actually move users toward value, not merely 

whether they increase clicks. A test that increases tutorial 

completion but lowers long-term retention is not a win. This is 

where guardrail metrics matter. 

Common Failure Pattern 

The common failure is defining activation by convenience. 

Teams choose events that are easy to track rather than events 

that matter. This creates false confidence. The dashboard 

improves, but retention does not. 

Diagnostic Questions 
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Which behavior best predicts 30-day retention? Which 

behavior predicts payment? Which behavior predicts 

expansion? Which behavior predicts user disappointment? 

Does the activation event differ by segment, use case, role, or 

account size? Is activation a single user event or an account-

level state? 

Boardroom Interpretation 

Executives should not ask only, "What is our activation 

rate?" They should ask, "How do we know this activation 

event predicts value?" A written advisory report can test 

activation definitions against retention, conversion, interviews, 

and workflow evidence. 

Action Plan 

List three possible activation events. Compare them against 

retention and conversion. Interview users who reached each 

event. Choose one primary activation definition and one or 

two supporting indicators. Build onboarding around that value 

moment. 

Research Base Used 

This chapter draws on online experimentation, continuous 

experimentation, product benchmark literature, AI 

observability concepts, and startup experimentation research. 

CEO Decision Point 

Require the team to prove that the activation event predicts 

retention, payment, or expansion. If activation does not 
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predict business quality, the metric should not guide executive 

decisions. 

Executive Lens 

Activation is a strategic definition. If the leadership team 

defines it poorly, the company will optimize the wrong 

behavior. This is why activation should not be delegated 

entirely to analytics configuration. It should be debated by 

product, growth, customer success, sales, and executive 

leaders. The question is not only "Can we track it?" The 

question is "Does this behavior prove that the user has 

experienced the core promise?" 

Growth Tool: The Activation Proof Test 

Test every proposed activation event against five criteria. 

Does it represent a real user outcome? Is it connected to the 

product's promise? Does it predict retention or payment? Can 

it happen within a reasonable time? Can the product team 

influence it through design? If an event fails these criteria, it 

may be an operational milestone, but it is not a strong 

activation event. 

Mini Case Extension 

An EdTech company defines activation as "watched first 

lesson." The metric looks healthy. But cohort review shows 

that many learners watch one video and never return. 

Interviews reveal that learners enjoyed the content but did not 

know whether they were improving. The activation event is 

changed to "completed first exercise and received feedback." 

The new event is harder to reach, but it predicts retention 
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better. The company loses the illusion of high activation and 

gains a more honest growth system. 

Consulting Trigger 

External written diagnosis helps when teams disagree about 

the activation event. Product may prefer a feature-use metric. 

Marketing may prefer a signup milestone. Sales may prefer 

demo attendance. Customer success may prefer first workflow 

completion. A consulting report can compare candidate events 

against retention, payment, and customer interviews, then 

recommend the most defensible definition. 

Chapter Close 

Activation is not a celebration screen. It is not a welcome 

email. It is not a tutorial badge. It is the first credible evidence 

that the product has created value. Once this is clear, growth 

becomes less mystical and more manageable. 

Key Takeaways 

Activation is the first serious proof of value. It must be 

observable, value-linked, and predictive. If the activation 

metric does not predict retention or payment, the company is 

measuring motion instead of meaning. 

Field Checklist 

Choose three possible activation events. For each one, 

calculate retention and conversion among users who reach it 

and those who do not. Add interview evidence: ask activated 

users what changed for them and ask non-activated users 

where belief broke. The best activation definition is usually 



Dr. Dwi Suryanto, MBA | 38 

found at the intersection of behavior, value, and future 

commitment. 

Written-Consulting Implication 

A consulting report can help when teams are attached to 

old metrics. The report should compare candidate activation 

definitions and explain which one best predicts durable value. 

This prevents the company from celebrating a metric that does 

not move the business. 
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CHAPTER 3 

Onboarding and the Architecture of 

Time-to-Value 

Onboarding is not a tour of the product. It is the 

architecture of time-to-value. The purpose of onboarding is 

not to show every feature, complete every field, or educate 

users about the company's vision. The purpose is to move the 

right user from uncertainty to meaningful progress. 

A weak onboarding flow treats all users as the same. It 

gives everyone the same checklist, the same tooltip sequence, 

the same email campaign, and the same upgrade prompt. A 

stronger onboarding flow recognizes that different users enter 

with different goals, roles, maturity levels, data readiness, and 

urgency. 

SaaS onboarding often fails because setup is separated from 

value. EdTech onboarding fails when learners cannot see early 

progress. AI automation onboarding fails when configuration 

feels risky or abstract. Digital communities fail when new users 

do not understand how to participate. Analytics tools fail when 

users cannot connect data or interpret the first insight. 

Mini Example 

An EdTech platform introduces a five-step onboarding 

survey. Completion is high, but course completion remains 

low. A review shows that the survey collects preferences but 

does not create momentum. The redesigned onboarding gives 

the learner a two-minute diagnostic, recommends a starting 
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path, creates a first micro-win, and shows expected weekly 

progress. The product shifts from "tell us about yourself" to 

"see what you can achieve next." 

Time-to-value should be measured honestly. A product 

may claim that setup takes five minutes, but the real time-to-

value may include finding data, inviting a teammate, 

understanding terminology, configuring permissions, waiting 

for approval, or trusting the first output. The user's clock 

begins before the company starts measuring. 

Onboarding should reduce five types of friction. 

Cognitive friction occurs when the user does not 

understand what to do or why it matters. Technical friction 

occurs when setup, integrations, permissions, or errors block 

progress. Emotional friction occurs when the user fears 

making a mistake, exposing poor data, or looking incompetent. 

Organizational friction occurs when value requires another 

person, department, or approval. Economic friction occurs 

when the user doubts whether the value justifies cost or effort. 

The best onboarding paths are not always the shortest. 

Sometimes a slightly longer path builds more confidence 

because it explains context, shows examples, and confirms 

progress. The goal is not minimum clicks. The goal is 

minimum unnecessary uncertainty. 

For AI automation products, onboarding should include 

trust design. Users need to know what the AI can do, what it 

cannot do, how to review outputs, how errors are handled, and 
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where human approval remains necessary. A magical demo 

without trust design may increase trial starts but reduce 

retention. 

Numerical Illustration 

A SaaS product has a 70 percent signup completion rate 

but only a 15 percent activation rate. The onboarding team 

removes three form fields and signup completion rises to 78 

percent, but activation remains 16 percent. The true bottleneck 

is not the form. It is that users do not know which template to 

choose after signup. A template recommendation based on use 

case raises activation to 24 percent. The lesson: remove 

friction where value is blocked, not only where clicks are 

visible. 

Experimentation Lens 

Continuous experimentation research highlights the need 

for process, infrastructure, metrics, and organizational support. 

Onboarding experiments should be sequenced. Test value-

path clarity before testing cosmetic UI changes. Test sample 

data before testing email subject lines. Test role-based 

onboarding before adding more tutorial content. 

Common Failure Pattern 

The common failure is over-teaching. Teams assume users 

need more explanation. Often users need a better next action. 

More instructions can become more friction if they delay the 

first value moment. 

Diagnostic Questions 
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What is the first moment of confusion? What setup step 

produces the most abandonment? Does the user need sample 

data, guided templates, human help, or social proof? Which 

role should activate first in a multi-user account? What can be 

postponed until after first value? 

Boardroom Interpretation 

Onboarding is a growth asset, not a support detail. 

Executives should review time-to-value as seriously as they 

review acquisition cost. A written consulting report can map 

onboarding friction by type and recommend the most 

commercially meaningful fixes. 

Action Plan 

Record the onboarding path for new users. Mark every step 

as required, optional, confusing, trust-building, or value-

producing. Remove or postpone steps that do not support first 

value. Add guidance where uncertainty blocks progress. 

Measure activation by cohort after each change. 

Research Base Used 

This chapter draws on continuous experimentation 

research, online experimentation practice, EdTech 

experimentation literature, AI system observability, and 

product benchmark sources. 

CEO Decision Point 

Treat time-to-value as a strategic operating metric. If high-

fit users take too long to experience value, the business is 

paying a hidden tax on acquisition, sales, and support. 
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Executive Lens 

Onboarding deserves executive attention because it is 

where positioning meets reality. A product can make a 

beautiful promise on the website, but onboarding reveals 

whether that promise is operationally true. If the onboarding 

path is confusing, slow, or anxious, the user begins to doubt 

the promise. In that sense, onboarding is not only a product 

experience. It is brand proof. 

Growth Tool: The Five Frictions Review 

Review onboarding through five frictions: cognitive, 

technical, emotional, organizational, and economic. Cognitive 

friction asks whether users understand the next step. Technical 

friction asks whether setup works. Emotional friction asks 

whether users feel safe and confident. Organizational friction 

asks whether other people or permissions are required. 

Economic friction asks whether the user understands why the 

effort is worth it. Most onboarding reviews focus too heavily 

on technical friction and miss the others. 

Mini Case Extension 

An AI analytics product asks users to connect business data 

on the first session. Many users abandon the flow. The 

product team assumes integration is too difficult. Interviews 

show a different issue: users are afraid of exposing sensitive 

data before trusting the product. The solution is not only a 

better connector. The team adds sample data, security 

explanation, limited-access mode, and a preview of the insight 



Dr. Dwi Suryanto, MBA | 44 

the user can expect. Time-to-value improves because 

emotional and trust friction are reduced. 

Consulting Trigger 

A written onboarding review is useful when analytics show 

drop-off but the reason is unclear. The report should combine 

funnel data, session review, user interviews, support tickets, 

product copy, permission requirements, and activation timing. 

It should classify friction by type and recommend which step 

should be removed, postponed, explained, automated, or 

supported by human help. 

Chapter Close 

Onboarding is the bridge between interest and belief. The 

shorter path is not always the better path. The better path is 

the one that helps the right user reach value with confidence. 

Key Takeaways 

Onboarding should not explain the whole product. It 

should create the shortest credible path to value for a specific 

user type. Good onboarding reduces uncertainty, not only 

clicks. 

Field Checklist 

Walk through onboarding as four different users: beginner, 

expert, evaluator, and administrator. Note where each user 

hesitates. Mark every step as value-producing, trust-building, 

required, optional, or distracting. Then redesign the path so 

the first session creates progress, confidence, and a reason to 

return. 
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Written-Consulting Implication 

A written onboarding diagnosis should classify friction 

rather than simply list drop-off points. The recommendation 

should say whether the product needs clearer copy, fewer 

steps, sample data, templates, trust cues, sales-assist, 

integrations, or a different activation target. 
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CHAPTER 4 

Trial-to-Paid Conversion and 

Product-Qualified Signals 

Trial-to-paid conversion is not simply a payment problem. 

It is the result of fit, expectation, activation, confidence, 

urgency, value perception, pricing, and follow-up. A trial user 

does not become paid because the trial ends. They become 

paid because the product has become worth protecting. 

Many teams push conversion too early. They ask users to 

upgrade before value is clear. Others push too late. They wait 

until the trial expires, then send discount emails. Both 

approaches miss the point. The best conversion motion 

responds to behavior. 

Product-qualified signals help the company see which users 

or accounts are ready for conversion. These signals are not the 

same for every product. In a collaboration tool, inviting 

teammates may matter. In an AI automation platform, running 

a real workflow may matter. In EdTech, completing a learning 

milestone may matter. In analytics software, creating a 

recurring report may matter. 

Mini Example 

A SaaS analytics product sends the same trial-ending email 

to every user. Conversion is weak. A review shows three 

distinct groups. Some users never connected data. Some 

connected data but did not build dashboards. Some built 

dashboards and shared them with colleagues. The third group 
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converts at a much higher rate. The company redesigns follow-

up: education for non-connectors, setup help for dashboard 

builders, sales-assist for multi-user sharing accounts. 

Conversion improves because the message now matches 

readiness. 

Trial-to-paid conversion depends on the user's internal 

business case. For individual users, the business case may be 

personal productivity. For teams, it may be collaboration or 

reporting quality. For companies, it may be cost reduction, 

revenue growth, compliance, risk reduction, or customer 

experience. The product should help the user express that 

value. 

Product-qualified signals should be interpreted carefully. A 

high number of clicks may indicate engagement, but it may 

also indicate confusion. Frequent AI prompt attempts may 

indicate enthusiasm, but they may also indicate poor output 

quality. Long session duration may indicate deep work or 

difficulty. Good signal design requires context. 

The trial model itself must fit the product. A short free trial 

works when value can be experienced quickly. Freemium 

works when ongoing usage can expand naturally and marginal 

cost is manageable. Sales-assisted trials work when setup, 

security, integration, or stakeholder alignment matters. A pilot 

works when the customer needs proof inside a real operating 

environment. 

Numerical Illustration 
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A product has 1,000 trial starts and 70 paid conversions, or 

7 percent conversion. Cohort analysis shows that users who 

complete the activation event convert at 28 percent, while 

users who do not activate convert at 2 percent. The growth 

problem is not primarily payment page copy. It is activation 

volume and high-intent follow-up. If activation increases from 

200 to 350 users, paid conversions can rise substantially even 

without changing price. 

Pricing and Sales-Assist 

Sales-assist should not be a rescue mission for every trial. It 

should be triggered by product-qualified behavior, account 

potential, friction signals, or strategic fit. A founder or sales 

team that manually chases every signup wastes attention. A 

better system distinguishes curiosity, education need, setup 

friction, buying intent, and expansion opportunity. 

Experimentation Lens 

Experimentation literature warns against focusing on one 

success metric while ignoring side effects. A discount 

experiment may increase conversion but reduce willingness to 

pay. A forced credit-card trial may increase paid conversion 

but reduce qualified signups. A paywall may increase short-

term revenue but lower trust or retention. Guardrail metrics 

are essential. 

Common Failure Pattern 

The common failure is treating all trials as equal. A user 

who signs up with fake data, a manager evaluating for a team, 
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and an enterprise buyer testing integration risk should not 

receive the same journey. 

Diagnostic Questions 

Which activation behaviors predict payment? Which 

account attributes predict expansion? Where do trial users ask 

for help? What objections appear before payment? What plan 

do activated users choose? Which users convert but churn 

quickly? Does sales-assist increase conversion quality or merely 

pull revenue forward? 

Boardroom Interpretation 

Executives should ask whether trial conversion is being 

managed by behavior or by calendar. A written advisory report 

can map trial segments, product-qualified signals, conversion 

friction, and sales-assist rules. 

Action Plan 

Segment trial users by activation state, account size, use 

case, and intent behavior. Define three to five product-

qualified signals. Create different follow-up paths for non-

activated users, activated users, high-intent accounts, and 

poor-fit users. Track conversion and post-conversion retention 

together. 

Research Base Used 

This chapter draws on ProductLed benchmark material, 

online experimentation research, guardrail metrics literature, 

and startup growth studies. 

CEO Decision Point 
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Do not judge trial conversion only by percentage. Ask 

whether converted customers retain, expand, and fit the 

strategic segment. A higher conversion rate can still be low-

quality revenue if it produces churn. 

Executive Lens 

Trial-to-paid conversion is one of the clearest tests of 

product truth. It asks whether the user has seen enough value 

to exchange money, budget, approval, or reputation for 

continued access. In B2B products, payment is rarely an 

individual emotion only. It may require a manager, 

procurement rule, security review, budget cycle, or internal 

champion. The product must help the user carry value into 

that decision environment. 

Growth Tool: The PQL Ladder 

Build a product-qualified lead ladder with four levels. Level 

one is curiosity: the user signs up and explores. Level two is 

value attempt: the user starts the key workflow. Level three is 

value achieved: the user reaches the activation event. Level 

four is business readiness: the user repeats value, invites 

others, exports output, integrates data, or hits a limit. Sales-

assist should become stronger as the user climbs the ladder. 

Mini Case Extension 

A B2B SaaS tool routes every trial user to a sales call. The 

sales team is overwhelmed and conversion quality is weak. A 

diagnostic review creates a PQL ladder. Users who never 

activate receive educational nudges. Users who activate once 

receive use-case prompts. Users who invite teammates or hit 
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usage thresholds receive sales-assist. The sales team speaks to 

fewer accounts but closes better-fit customers. 

Consulting Trigger 

A consulting report is useful when trial conversion is low 

but the team cannot tell whether the issue is weak intent, poor 

onboarding, price anxiety, sales timing, missing proof, or bad-

fit acquisition. The report should segment trials by behavior 

and recommend different conversion paths instead of one 

generic nurture sequence. 

Chapter Close 

The best conversion system does not pressure every user 

equally. It listens to behavior. It recognizes readiness. It helps 

users make a confident decision when value has become 

visible. 

Key Takeaways 

Trial-to-paid conversion improves when the company 

understands readiness. Calendar-based conversion treats all 

users alike. Behavior-based conversion responds to evidence. 

Field Checklist 

Separate trial users into four groups: no setup, setup 

without value, value achieved, and repeated value. For each 

group, define the next best action. Do not send the same 

upgrade message to all four groups. Connect sales-assist to 

behavior, account quality, and friction signals. 

Written-Consulting Implication 
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A written conversion report should identify whether the 

bottleneck is before activation, after activation, at pricing, 

inside sales follow-up, or after payment. This protects leaders 

from changing pricing when the real problem is value 

realization. 
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CHAPTER 5 

Retention, Habit, and the Return 

Path 

Retention is the market's quiet verdict. Users may praise a 

product, but retention reveals whether they return. Customers 

may buy after a compelling demo, but renewal reveals whether 

value survived the first excitement. A product may produce 

impressive activation, but retention shows whether activation 

was real. 

Retention is not one number. It should be read by cohort, 

segment, role, acquisition source, use case, account size, 

activation path, and pricing plan. A blended retention average 

can hide the truth. One segment may have strong product-

market fit while another churns quickly. One onboarding path 

may create durable usage while another creates shallow 

exploration. 

A useful retention question is: what brings the user back? 

For a SaaS workflow product, the return path may be a 

recurring task. For EdTech, it may be a learning streak, 

assessment, mentor feedback, or career goal. For AI 

automation, it may be a repeated workflow that saves time or 

improves output quality. For analytics, it may be a recurring 

decision meeting. 

Mini Example 

An AI meeting-summary product has strong first-week 

usage. Users like the novelty of automatic summaries. By week 
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four, usage drops. Interviews show that users enjoyed the 

summaries but did not integrate them into follow-up 

workflows. The product adds action-item routing, calendar 

reminders, and CRM note export. Retention improves because 

the product moves from interesting output to workflow habit. 

Retention depends on repeated value, not repeated 

notifications. Notifications can remind, but they cannot create 

value that does not exist. Email nudges may bring users back 

once. Habit requires that returning solves something 

meaningful. 

There are several levels of retention. Logo retention asks 

whether the customer stays. User retention asks whether 

individuals continue using. Revenue retention asks whether the 

account renews, expands, or contracts. Feature retention asks 

whether specific capabilities become routine. Workflow 

retention asks whether the product becomes embedded in how 

work gets done. 

Product-market fit signals often appear inside retention. 

Users return without heavy prompting. They invite others. 

They complain when the product is unavailable. They ask for 

integrations, not because they are casually curious, but because 

the product now matters. They describe the product in their 

own language. They resist switching because the product has 

become part of a workflow. 

Numerical Illustration 
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Two products both show 40 percent week-four retention. 

Product A has shallow usage across many segments. Product B 

has 70 percent retention in one high-value segment and 15 

percent elsewhere. Product B may be closer to product-market 

fit because it has a strong pocket of fit. The strategic decision 

is to focus, not average. 

Retention and Expansion 

Retention is also the foundation of expansion. A product 

cannot expand reliably if customers do not retain. Expansion 

can come from more seats, higher usage, more workflows, 

premium features, additional departments, or adjacent 

products. But expansion should follow value, not pressure. 

Upsell without value weakens trust. 

Experimentation Lens 

Retention experiments require patience and guardrails. A 

change may increase short-term engagement but reduce trust. 

A gamification feature may increase clicks but not learning. An 

AI shortcut may increase output volume but reduce quality. 

Guardrail metrics such as complaint rate, support burden, 

output acceptance, refund requests, and churn risk protect the 

company. 

Common Failure Pattern 

The common failure is confusing activity with retention. A 

user who logs in often but never completes meaningful work 

may not be retained in the strategic sense. Retention should be 

tied to the value the product promises. 
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Diagnostic Questions 

Which users return without prompting? Which activation 

paths produce stronger retention? Which features correlate 

with renewal? Which users expand? What churn reasons 

repeat? What value disappears before churn? Which segment 

would be most disappointed if the product disappeared? 

Boardroom Interpretation 

Executives should review retention before scaling 

acquisition aggressively. A case-specific written report can 

identify the retention engine, weak segments, habit loops, 

churn triggers, and expansion opportunities. 

Action Plan 

Build cohort retention by segment and activation path. 

Identify the strongest retained segment. Interview retained and 

churned users. Map the return path. Remove friction from 

repeated value. Connect retention indicators to pricing and 

expansion logic. 

Research Base Used 

This chapter draws on product benchmark reports, online 

experimentation literature, digital monetization research, and 

behavioral decision research. 

CEO Decision Point 

Review retention by segment before declaring growth 

success. If one segment retains strongly and another churns, 

the strategic answer may be focus rather than broad expansion. 

Executive Lens 
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Retention is the metric executives should respect most 

because it is harder to manipulate than acquisition. A company 

can buy traffic, discount pricing, or create a launch spike. It 

cannot easily fake repeated value over time. When users return, 

renew, and expand, they are telling the company that the 

product has earned a place in their work or life. 

Growth Tool: The Return Reason Map 

For each retained segment, identify the reason users return. 

The reason may be a recurring task, new content, 

collaboration, reporting, learning progress, automation output, 

compliance need, community interaction, or decision meeting. 

Then identify what triggers the return, what value is received, 

and what investment makes the next return more likely. This 

map turns retention from a number into a product design 

agenda. 

Mini Case Extension 

An EdTech subscription has strong month-one 

engagement but weak renewal. The team adds more content, 

but renewal does not improve. Interviews show that learners 

are not leaving because content is insufficient. They are leaving 

because they do not see a path from lessons to career 

outcomes. The product adds progress diagnostics, portfolio 

assignments, mentor feedback, and job-relevant milestones. 

Retention improves because the return reason becomes 

aspiration and progress, not content volume. 

Consulting Trigger 
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A written retention diagnosis is useful when churn reasons 

sound generic: "too busy," "not using it," "too expensive," or 

"not needed." These phrases are often symptoms. The report 

should identify what value failed to repeat, what workflow did 

not form, what expectation was missed, and which segment 

has the strongest retention potential. 

Chapter Close 

Retention is not only about keeping users. It is about 

becoming useful enough that leaving would create loss. That is 

the emotional and economic center of durable product growth. 

Key Takeaways 

Retention proves whether the product becomes useful 

beyond curiosity. It should be read by cohort and segment, not 

only as an average. The strongest product-market fit may be 

hidden inside one retained segment. 

Field Checklist 

Build a retention table by acquisition source, use case, 

activation event, and pricing plan. Identify the strongest 

retained group and the weakest retained group. Interview both. 

Ask what made the product worth returning to, what broke 

the habit, and what alternative they used when they left. 

Written-Consulting Implication 

A retention report should explain what value failed to 

repeat. It should connect churn reasons to onboarding, 

product gaps, pricing, expectation mismatch, workflow failure, 

or poor-fit acquisition. 
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CHAPTER 6 

Pricing, Packaging, and the Value 

Metric 

Pricing is where product value becomes business model 

reality. Many product teams treat pricing as a late-stage 

commercial decision, but pricing shapes behavior from the 

beginning. It influences who signs up, what users try, what 

value they notice, when they upgrade, how customers expand, 

and whether the business can support growth profitably. 

Pricing is not only the number on the page. It includes free 

trial design, freemium limits, usage caps, feature gates, seat 

logic, credits, bundles, annual plans, discounts, enterprise 

terms, and upgrade triggers. Packaging tells the market what 

the company believes is valuable. 

The most important pricing question is: what is the value 

metric? A value metric is the unit by which customer value and 

price scale together. It might be seats, usage, projects, contacts, 

automations, students, storage, transactions, documents, AI 

credits, or outcomes. A weak value metric creates friction 

because customers feel price increases before they feel value. A 

strong value metric allows expansion to feel natural. 

Mini Example 

An AI automation platform charges per user. Customers 

complain because a small team can run thousands of 

automations while a larger team may use the tool lightly. The 

company experiments with a hybrid model: base platform fee 
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plus automation volume. The new model better reflects value 

and cost. It also creates a clearer expansion path as customers 

automate more workflows. 

Pricing and activation are connected. If the paywall appears 

before value, conversion suffers. If the free plan gives away 

too much ongoing value, monetization suffers. If the trial is 

too short for a complex product, users cannot reach proof. If 

the trial is too long for a simple product, urgency disappears. 

Pricing design should reflect the time required to experience 

value. 

Packaging should reduce choice confusion. The classic 

mistake is creating tiers that mirror internal feature categories 

rather than customer maturity. Users should be able to 

recognize themselves in the plan structure. Starter plans should 

support first value. Growth plans should support scale and 

collaboration. Enterprise plans should support governance, 

integration, security, and advanced control. 

Behavioral decision research on decoy effects and choice 

architecture reminds us that pricing pages influence 

perception. This does not mean manipulating users. It means 

presenting choices in a way that helps customers compare 

value honestly. A confusing pricing page creates anxiety. A 

clear pricing page helps users make a confident decision. 

Numerical Illustration 

A SaaS product offers three plans: USD 19, USD 49, and 

USD 149 per month. Most users choose the cheapest plan, but 
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support cost is high and expansion is weak. Analysis shows 

that the cheapest plan includes the main value feature but lacks 

collaboration. The company redesigns packaging so solo value 

remains accessible, while team collaboration becomes the 

natural upgrade point. Average revenue per account rises, and 

support burden falls because expectations are clearer. 

Pricing for EdTech and AI 

EdTech pricing must consider learner motivation, 

institutional budgets, certification value, and completion 

support. AI automation pricing must consider compute cost, 

output value, trust requirements, and workflow depth. A per-

seat model may be simple but may not fit high-volume 

automation. A usage model may be fair but may create anxiety 

if users cannot predict cost. Hybrid pricing often works when 

the product has both platform value and variable usage. 

Experimentation Lens 

Pricing experiments require caution. They affect trust, 

brand, revenue, and customer expectations. A/B testing 

pricing pages can create operational and ethical complexity. 

Teams should use qualitative research, willingness-to-pay 

interviews, packaging tests, cohort analysis, and controlled 

rollout with guardrails. 

Common Failure Pattern 

The common failure is copying competitor pricing without 

understanding value architecture. Competitors may serve 

different segments, have different cost structures, or use 
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pricing as a strategic weapon. Copying the number without 

copying the business logic creates confusion. 

Diagnostic Questions 

What value metric best grows with customer success? 

Which plan creates first value? Which plan creates profitable 

retention? Where do users hesitate? Which features should be 

free, paid, premium, or enterprise? Does pricing punish the 

behavior the company wants to encourage? Does discounting 

hide weak activation? 

Boardroom Interpretation 

Pricing should be reviewed as a growth system, not a 

finance-only decision. A written consulting report can 

diagnose whether the problem is willingness to pay, packaging 

clarity, value metric mismatch, poor activation, weak 

segmentation, or sales execution. 

Action Plan 

Map features to customer value, cost-to-serve, and 

expansion logic. Identify the value metric. Review pricing 

objections and churn reasons. Test packaging concepts before 

changing prices broadly. Connect pricing decisions to 

retention and expansion metrics. 

Research Base Used 

This chapter draws on digital monetization research, seller 

experimentation, decoy-effect experimentation, ProductLed 

benchmark material, and pricing/packaging strategy concepts. 

CEO Decision Point 
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Ask whether pricing supports the company's strategic 

direction. Pricing should encourage the right customers, the 

right usage, and the right expansion path. If it does not, pricing 

is a strategy problem, not a billing problem. 

Executive Lens 

Pricing is a strategic narrative. It tells the market who the 

product is for, what value is premium, how customers should 

grow, and what kind of relationship the company wants. If 

pricing is unclear, users hesitate. If packaging is misaligned, 

customers choose the wrong plan. If the value metric is wrong, 

expansion feels like punishment instead of progress. 

Growth Tool: The Value Metric Fit Test 

Evaluate the value metric against five questions. Does it 

grow as the customer receives more value? Is it easy to 

understand? Is it measurable and enforceable? Does it align 

with cost-to-serve? Does it encourage the behavior the 

company wants? If the answer is no, the pricing model may 

create friction even if the product is strong. 

Mini Case Extension 

A digital learning platform charges per course. Customers 

buy individual courses but do not build long-term 

relationships. The company tests a membership model 

organized around learning goals, progress tracking, and 

certification pathways. The shift changes the customer's 

perception from buying content to investing in capability. 

Revenue becomes more predictable because pricing now 

supports the value journey. 
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Consulting Trigger 

A pricing advisory report is useful when users say the 

product is expensive but the team cannot tell whether the true 

issue is price level, value perception, packaging confusion, 

weak activation, poor segmentation, or missing ROI proof. 

The report should connect pricing to product behavior, 

willingness to pay, retention, and expansion. 

Chapter Close 

Pricing should not be a wall placed after the product. It 

should be part of the product's growth architecture. Good 

pricing helps the right customers start, succeed, and expand. 

Key Takeaways 

Pricing is not just monetization. It is segmentation, 

positioning, product strategy, and expansion design. A pricing 

model that does not match value will create friction even when 

the product is useful. 

Field Checklist 

Review every plan and ask: who is this for, what value does 

it unlock, what behavior does it encourage, and what upgrade 

path does it create? Then compare plan choice with retention 

and support burden. A popular plan may still be strategically 

weak if it attracts the wrong use case. 

Written-Consulting Implication 

A pricing diagnosis should be evidence-led. It should not 

recommend higher or lower prices in isolation. It should 

evaluate value metric, willingness to pay, feature gates, trial 
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model, cost-to-serve, conversion quality, and expansion 

potential. 
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CHAPTER 7 

Product-Market Fit Signals and 

Experimentation Discipline 

Product-market fit is often described emotionally: users 

love the product, growth feels easier, customers pull the 

product from the company. Those descriptions are useful, but 

leaders need evidence. Product-market fit should be read 

through behavior, language, economics, and repeatability. 

The strongest signals are rarely found in one metric. 

Product-market fit appears when a definable segment activates, 

retains, pays, expands, and describes the product as important. 

It appears when churn reasons become specific rather than 

general. It appears when users invite others because the 

product solves a shared problem. It appears when customers 

ask for integrations because the product has entered their 

workflow. 

Mini Example 

A vertical SaaS product serves clinics, gyms, and training 

centers. Overall growth is moderate. Segment analysis shows 

that clinics activate faster, retain longer, invite more staff, and 

pay for higher tiers. Gyms sign up often but churn quickly. 

Training centers require too much customization. The 

company initially sees mixed product-market fit. A written 

diagnosis reframes the issue: there is strong fit in clinics, weak 

fit elsewhere. The growth strategy becomes focus. 
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Experimentation discipline is how teams learn without 

gambling. Online experimentation literature shows that 

controlled experiments can measure causal impact and reduce 

risk, but scaling experimentation requires infrastructure, 

culture, metric discipline, and methodological care. Continuous 

experimentation research identifies cultural, organizational, 

business, technical, statistical, ethical, and domain-specific 

challenges. 

For product growth, experimentation should not mean 

testing random button colors. It should mean testing 

hypotheses about value, friction, behavior, pricing, trust, and 

retention. Good experiments begin with a diagnosis: "Users 

abandon because they do not understand the next step," or 

"Activated accounts fail to convert because they cannot build 

an internal business case," or "AI users churn because output 

trust is insufficient." 

Guardrail metrics protect the company from false wins. A 

test may increase activation but increase support tickets. A new 

AI feature may increase usage but reduce output satisfaction. 

A pricing change may increase revenue per account but 

increase churn. Guardrails ensure that growth does not 

damage the product's long-term health. 

The experimentation roadmap should be sequenced. First, 

validate the activation event. Second, reduce onboarding 

friction. Third, improve product-qualified follow-up. Fourth, 

strengthen retention loops. Fifth, test pricing and packaging. 

Sixth, experiment with expansion. When teams skip sequence, 
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they may optimize a downstream metric while upstream value 

remains broken. 

Numerical Illustration 

A product team runs ten experiments in a quarter. Six 

improve clicks, three improve activation, and one improves 

retention. If the team celebrates all six click wins equally, it 

may waste effort. The more strategic view asks which 

experiments improved the ACTIVATE Growth Loop. A 

smaller number of deeper experiments may create more 

growth than many shallow tests. 

Evidence Beyond Metrics 

Metrics show what happened. Interviews help explain why. 

Support tickets reveal friction. Sales calls reveal buying 

language. Churn notes reveal failed expectations. Session 

recordings reveal confusion. Product analytics reveal behavior. 

The strongest diagnosis combines evidence types. 

Common Failure Pattern 

The common failure is experiment theater. Teams run 

many tests but do not build strategic learning. They test 

surface changes, ignore guardrails, and fail to connect results 

to product-market fit. 

Diagnostic Questions 

Which segment shows strongest activation and retention? 

Which experiments changed durable behavior? Which metrics 

are primary and which are guardrails? What evidence would 
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change the company's strategy? What assumptions remain 

untested? Are experiments connected to a growth thesis? 

Boardroom Interpretation 

Executives should ask for an experiment portfolio, not only 

experiment results. A written consulting report can distinguish 

tactical tests from strategic learning and identify which 

evidence truly supports product-market fit. 

Action Plan 

Write a product-market fit hypothesis by segment. Define 

activation, retention, willingness-to-pay, and referral signals. 

Build an experiment backlog tied to these signals. Assign 

guardrail metrics. Review learning monthly, not only wins. 

Research Base Used 

This chapter draws on online experimentation, continuous 

experimentation, guardrail metrics, startup growth research, 

and product analytics benchmark sources. 

CEO Decision Point 

Do not scale product-market fit by belief. Scale it by 

evidence. The CEO should ask which segment has the 

strongest signal stack: activation, retention, willingness to pay, 

expansion, and advocacy. 

Executive Lens 

Product-market fit is not a slogan to declare in investor 

updates. It is a discipline of reading signals. The stronger the 

evidence, the more confidently a company can invest. The 

weaker the evidence, the more carefully it should experiment. 
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Declaring product-market fit too early is dangerous because it 

encourages scale before learning is complete. 

Growth Tool: The PMF Signal Stack 

Build a stack of signals. At the bottom is problem clarity: 

users can describe the pain. Next is activation: users reach 

value. Next is retention: users return. Next is willingness to 

pay: users exchange money or budget. Next is expansion: 

usage or revenue grows inside accounts. At the top is 

advocacy: customers refer, invite, or defend the product. A 

company should not rely on one layer alone. 

Mini Case Extension 

An AI productivity product receives enthusiastic social 

media attention. The team believes it has product-market fit. 

After cohort review, it finds that many users try the product 

once but do not return. The strongest retention appears 

among legal operations teams using the product for document 

triage. The company narrows its positioning, builds workflow-

specific templates, and changes pricing around team usage. 

Product-market fit was not absent; it was hidden inside a 

segment. 

Consulting Trigger 

A written PMF report is useful when leaders are debating 

whether to scale, pivot, niche down, raise prices, add sales, or 

rebuild onboarding. The report should compare behavioral, 

qualitative, and economic evidence. It should identify whether 

the company has broad fit, niche fit, false fit, or no fit yet. 
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Chapter Close 

Product-market fit is not magic. It is repeated evidence that 

a specific market receives specific value strongly enough to 

continue, pay, and pull the product deeper into use. 

Key Takeaways 

Product-market fit should be treated as a signal stack, not a 

slogan. The best evidence combines activation, retention, 

willingness to pay, expansion, qualitative language, and referral 

behavior. 

Field Checklist 

Write one product-market fit hypothesis for each major 

segment. Then test each hypothesis against behavior and 

economics. Which segment activates fastest? Which retains 

longest? Which pays with least persuasion? Which expands? 

Which describes the product as necessary rather than 

interesting? 

Written-Consulting Implication 

A PMF report is valuable when leaders are tempted to scale 

before evidence is strong. The report should distinguish broad 

fit, narrow fit, false fit, and emerging fit. This prevents 

premature scaling and helps the company focus. 
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CHAPTER 8 

AI Automation, Growth Systems, and 

the Written Consulting Report 

AI automation changes product growth, but it does not 

remove the fundamentals. A product still needs audience-

problem fit, time-to-value, activation, trust, retention, pricing, 

and evidence. AI may accelerate the first impression, but 

sustained growth depends on whether the automation 

becomes useful in real workflows. 

AI products often face a special activation challenge: the 

demo is easier than the deployment. In a demo, the data is 

clean, the use case is clear, the prompt is prepared, and the 

output is impressive. In a real customer environment, data may 

be messy, permissions may be restricted, workflows may vary, 

and users may not know how to evaluate output quality. 

For AI automation, activation must include trust. A user is 

not activated merely because the AI produced an output. The 

user must understand, accept, edit, use, or rely on the output 

in a meaningful context. Trust may require explanation, 

auditability, confidence cues, human review, error recovery, 

and clear boundaries. 

Mini Example 

An AI customer-support automation tool promises faster 

responses. Trial users generate replies, but few deploy them. 

The activation definition changes from "generated first AI 

reply" to "approved AI reply used in a real customer 
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conversation with no escalation." This reveals the true 

bottleneck: managers do not trust tone, policy compliance, and 

edge-case handling. The product adds brand-voice calibration, 

policy checks, human approval workflow, and exception 

routing. Activation improves because trust becomes part of 

the product. 

AI also changes growth operations. Teams can personalize 

onboarding, summarize user behavior, detect churn risk, 

recommend next actions, generate support content, and 

analyze qualitative feedback faster. But AI should not replace 

diagnosis. It should support it. If the underlying activation 

definition is weak, AI will automate weak follow-up. If pricing 

logic is confused, AI will personalize confusion. If product-

market fit is unclear, AI may help the company chase too 

many segments faster. 

Real-time AI system literature emphasizes observability, 

experimentation, scalability, privacy-aware monitoring, and 

alignment with business outcomes. This matters for growth 

leaders. AI products need operational excellence as well as 

product appeal. If latency, errors, drift, privacy, or reliability 

issues damage trust, growth will suffer. 

The Written Consulting Report 

There comes a point when internal dashboards and 

meetings are not enough. The product team has one 

interpretation. Marketing has another. Sales hears objections. 

Customer success sees churn. Finance sees weak expansion. 



Dr. Dwi Suryanto, MBA | 75 

Executives see revenue pressure. A written consulting report 

creates a shared diagnosis. 

A strong report for Product Growth and Activation should 

answer eight questions. Who is the product truly serving? 

What promise attracts users? Where does time-to-value break? 

What activation event predicts retention and payment? Which 

trial behaviors indicate buying intent? What retention pattern 

suggests product-market fit? Does pricing match value? What 

experiments should be run next? 

Numerical Illustration 

A SaaS company with 5,000 monthly signups, 600 

activations, 90 paid conversions, and weak month-two 

retention may believe it has a conversion problem. A written 

diagnosis may reveal three linked issues: the acquisition 

message attracts poor-fit users, activation is defined too 

shallowly, and pricing pushes users to pay before habit forms. 

The recommended sequence is not "change pricing first." It is 

segment focus, activation redesign, retention loop, then 

packaging test. 

Why Written Consulting Works 

Product growth problems are often cross-functional. They 

sit between product, marketing, analytics, sales, customer 

success, pricing, and leadership. A written report is valuable 

because it forces integrated reasoning. It prevents the team 

from solving the loudest symptom. It makes evidence visible. 

It gives executives a document they can challenge, approve, 

and implement. 
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Common Failure Pattern 

The common failure is buying more tools instead of 

clarifying the growth system. Analytics tools, onboarding tools, 

CRM tools, email tools, AI tools, and experimentation 

platforms are useful only when the team knows what it is 

trying to learn and improve. 

Diagnostic Questions 

Is AI reducing time-to-value or merely increasing feature 

novelty? Are users trusting outputs enough to use them? 

Which workflow does the product automate? What guardrails 

protect quality and trust? What evidence proves that activation 

leads to retention? Which recommendation requires a case-

specific written report? 

Boardroom Interpretation 

Leaders should seek written advisory support when growth 

symptoms are connected, when teams disagree about the 

bottleneck, when product data and customer stories conflict, 

when pricing changes feel risky, or when AI features are 

impressive but retention is weak. 

Action Plan 

Create an ACTIVATE Growth Loop assessment. Score 

each element from 1 to 5. Identify the weakest link. Gather 

funnel, cohort, interview, pricing, and support evidence. 

Decide which issues can be fixed internally and which require 

an independent written diagnosis. 
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The quiet promise of product-growth consulting is not that 

an outsider has a magic answer. It is that disciplined diagnosis 

can reveal the answer the evidence has been trying to show. 

Research Base Used 

This chapter draws on real-time AI system observability, 

privacy-preserving experimentation, online experimentation, 

guardrail metrics, and product growth benchmark sources. 

CEO Decision Point 

Before investing heavily in AI growth automation, confirm 

that the product has clear activation logic, reliable data, trust 

design, and retention evidence. AI should accelerate a sound 

system, not conceal a weak one. 

Executive Lens 

The future of product growth will be more AI-assisted, but 

it will not be less disciplined. AI can generate messages, 

personalize onboarding, summarize feedback, predict churn, 

and automate workflows. But if the product's growth logic is 

unclear, AI will simply accelerate unclear actions. Strategy must 

lead automation. 

Growth Tool: The Written Growth Diagnosis Brief 

Before asking for a full consulting report, leaders can 

prepare a brief with seven items: current growth goal, target 

segment, funnel metrics, activation definition, retention 

cohorts, pricing model, and top three unresolved questions. 

This brief helps a consultant or advisory team move quickly 

from general advice to case-specific diagnosis. 
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Mini Case Extension 

A SaaS company adds AI onboarding messages. 

Engagement improves, but paid conversion does not. The 

written diagnosis finds that messages became more 

personalized, but the product still leads users to a weak 

activation event. The recommendation is to redesign the value 

path first, then use AI to personalize the path. AI is useful 

after the growth logic is right. 

Consulting Trigger 

The clearest trigger for written consulting is repeated 

disagreement. If marketing says the leads are good, product 

says onboarding is fine, sales says pricing is the problem, and 

customer success says users are not ready, the company needs 

an integrated diagnosis. A written report can show which claim 

is supported by evidence and which remains assumption. 

Chapter Close 

The product growth leader's job is not to chase every tactic. 

It is to build a system where the right users reach value, return, 

pay, expand, and teach the company what to improve next. 

When the evidence becomes too scattered, a case-specific 

written consulting report can become the most efficient next 

step. 

Key Takeaways 

AI can accelerate growth work, but it cannot replace 

growth judgment. AI is most useful when the company has 

clear segments, activation definitions, data quality, and decision 

rules. 
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Field Checklist 

List every AI feature or AI-assisted growth process. For 

each, ask whether it shortens time-to-value, improves trust, 

increases activation, strengthens retention, reduces support 

burden, or improves conversion quality. If the answer is 

unclear, the AI feature may be impressive but not growth-

critical. 

Written-Consulting Implication 

A written consulting report becomes especially useful when 

AI adds complexity. The report can identify whether AI 

should be used for onboarding personalization, workflow 

automation, support triage, churn prediction, qualitative 

synthesis, or not yet. The best recommendation may be to fix 

product growth fundamentals before adding more AI. 

  



Dr. Dwi Suryanto, MBA | 80 

Selected References 

The references below combine the supplied growth 

experimentation journal collection with selected current 

benchmark sources used to ground the book in the modern 

SaaS, EdTech, AI automation, and digital-product 

environment. 

Bojinov, I., & Gupta, S. (2022). Online Experimentation: 

Benefits, Operational and Methodological Challenges, and 

Scaling Guide. Harvard Data Science Review. DOI: 

10.1162/99608f92.a579756e. 

Auer, F., Ros, R., Kaltenbrunner, L., Runeson, P., & 

Felderer, M. (2021). Controlled Experimentation in 

Continuous Experimentation: Knowledge and Challenges. 

Information and Software Technology. DOI: 

10.1016/j.infsof.2021.106551. 

Alvarez-Salazar, J., Seclen-Luna, J. P., Vasquez Neyra, J. M., 

& Lazarte-Aguirre, A. (2025). Networking, experimentation, 

and financing as drivers of accelerated growth in Peruvian 

startups. Journal of Innovation and Entrepreneurship. DOI: 

10.1186/s13731-025-00589-3. 

Sangil, L., Campos-Freire, F., & Perez-Latre, F. J. (2023). 

Monetization of digital newspapers: Experimentation with 

brand extension and buying influence. Profesional de la 

informacion. DOI: 10.3145/epi.2023.ene.15. 



Dr. Dwi Suryanto, MBA | 81 

Sharma, A. (2025). Designing Robust Experimentation 

Frameworks with Guardrail Metrics: Balancing Innovation and 

System Stability in A/B Testing. International Journal for 

Multidisciplinary Research. 

Venkataraman, G. (2025). Operational Excellence in Real-

Time AI Systems: Observability, Experimentation, and 

Scalability. European Journal of Computer Science and 

Information Technology. DOI: 

10.37745/ejcsit.2013/vol13n476174. 

Peringanji, D. (2024). Unlocking the Future: Privacy-

Preserving ML Experimentation. International Journal for 

Research in Applied Science & Engineering Technology. DOI: 

10.22214/ijraset.2024.60969. 

Kaptein, M. C., Van Emden, R., & Iannuzzi, D. (2016). 

Tracking the decoy: maximizing the decoy effect through 

sequential experimentation. Palgrave Communications. DOI: 

10.1057/palcomms.2016.82. 

Cerar, J. (2025). From Insight to Impact: The Power of 

Experimentation in Multinational Corporations. AIB Insights. 

DOI: 10.46697/001c.126766. 

Mixpanel. (2024). The 2024 Mixpanel Benchmarks Report. 

URL: https://mixpanel.com/blog/2024-mixpanel-

benchmarks-report/. 

Amplitude. Product Benchmarks. URL: 

https://amplitude.com/benchmarks. 



Dr. Dwi Suryanto, MBA | 82 

ProductLed. Product-Led Growth Benchmarks: Key SaaS 

Findings and Trends. URL: 

https://productled.com/blog/saas-growth-benchmarks-and-

product-led-trends. 


