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Abstract

Product-Led Growth - The Future of User Acquisition,
Expansion and Retention for SaaS Companies

Matilda Widlund

In today's society, technology has been given a more prominent role. The 
amount of digital products is increasing exponentially and people have a 
large range of products to choose from. Consequently, the 
competitiveness between companies is great. This has called upon the 
emergence of a business model named Product-Led Growth (PLG). PLG is 
about how to develop a product so that it, with its features and 
properties, itself acquires, activates and retains customers. The goal 
is to create a viral product without extensive marketing.

This Master's Thesis examines PLG and underlying theories. It presents a 
prototype of a framework for what a product development process with a 
PLG strategy could look like for a SaaS company. The work is carried out 
with a qualitative research study with semi-structured interviews and a 
thematic analysis. The work demonstrates how PLG can be implemented in a 
structured product development process. The work also suggests that PLG 
is not only a method for product development, but also a method for 
being successful in the market. The method highlights the importance of 
creating a virality, which is integrated from the beginning of the 
development process. A main component in PLG is to allow customers to 
participate in product development, so that a value gap does not arise 
between users' expectations and what the product delivers.
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Examinator: Lars-Åke Nordén
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Sammanfattning

I dagens samhälle har tekniken f̊att en allt mer framträdande roll. Mängden digitala
produkter ökar exponentiellt och människor har ett stort utbud produkter att
välja mellan. Som en konsekvens är konkurrensen stor mellan företag. Detta har
resulterat i uppkomsten av en a↵ärsmodell och metodik som heter product-led
growth (PLG). PLG handlar om hur man utvecklar en produkt s̊a att den, med dess
funktioner och egenskaper, själv förvärvar, aktiverar och bevarar kunder. Målet är
att skapa en viral produkt utan en stor mängd marknadsföring.

Detta arbete undersöker PLG och kringliggande teorier och presenterar en proto-
typ av ett ramverk för hur en produktutvecklingsprocess med PLG skulle kunna se
ut för ett SaaS-företag. Det genomförs med hjälp av en kvalitativ forskningsstudie
med semi-strukturerade intervjuer och en tematisk analys. Arbetet p̊avisar hur
PLG kan implementeras i en strukturerad produktutvecklingsprocess. Det p̊avisar
även att PLG inte bara är en metod för produktutveckling, utan även en metod för
att bli framg̊angsrik p̊a marknaden. Metoden pekar p̊a vikten av att skapa en vira-
litet, vilket är inbyggt fr̊an början av utvecklingsprocessen. En huvudkomponent
inom PLG är att l̊ata kunderna vara delaktiga i produktutvecklingen, för att inte
ett gap ska uppst̊a mellan användarnas förväntningar och det produkten erbjuder.
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Abbrevations

B2B Business to Business
B2C Business to Consumer
PLG Product-Led Growth
SaaS Software-as-a-Service
SLG Sales-Led Growth
UX User Experience
GTM Go-To-Market
MVP Minimum Viable Product
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1 Introduction

1 Introduction

In the last decade, there has been an exponential increase in digital products.
This has resulted in a lot of competition amongst companies in maintaining and
retaining users, as users have many products to choose between.

The simplicity of accessing services and having a lot to choose from has resulted
in users not being as patient, when it comes to seeing the value of a product,
compared to before. If the e↵ort to start using one product is greater than the
actual benefit of it, the risk increases that the user will choose to use another
solution [24].

The problem has called upon a business model named Product-led Growth (PLG).
It is a relatively new concept that has not yet been established in Sweden. The
goal of a PLG strategy is for the product itself to acquire, activate and retain
customers.

There are numerous examples of products that in the last decade have become
global successes without marketing, primarily in the consumer market, such as
social media. But even products with a professional focus have adopted the viral
strategy of targeting end users, for example Slack, GitHub and WeTransfer [5].

As the method is relatively new, not much has been written about the subject
yet. In addition to a few books, websites and news sources, there is little scientific
material. This Master’s Thesis therefore uses knowledge and models from related
theories.

Similarly, PLG as a phenomenon is known among the people interviewed in this
study. When it comes to concept and theory, few of them are initiated. Most
people are familiar with the stories surrounding Facebook, Netflix and Spotify.
Although the mentioned examples are extreme in their success, PLG is an attempt
to describe how companies can plan and act to create their own organic growth.

The purpose of this thesis is to create a framework, for a company called Interactive
Solutions, about how they can use a PLG strategy within the company. In the
context of this study, a framework is a detailed explanation of what a PLG process
might look like. That is, how the thoughts should go in the process, what questions
should be asked when and how the process can look from idea to after the product
has been launched.

The aim is to make Interactive Solutions more aware of their design decisions and
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1 Introduction

methods, enabling users to get the most out of a product. With greater awareness
of how the company should develop its products, so that users get the maximum
benefit and value from the product, the company has a greater opportunity to
develop products in the right direction right from the start. Consequently, the risk
of developing a product that has no value to the users or that has a design which
makes the product di�cult to use or excludes individuals decreases.

1.1 Research Questions

This thesis addresses three research questions:

• What does the PLG-model add to other UX-focused models?

• How can PLG be implemented in a structured process?

• How does PLG a↵ect the development process of a product?

1.2 Delimitations

Strategies for creating and increasing financial growth can be applied to all compa-
nies, regardless of which industry they are in. This thesis focuses on strategies for
SaaS-companies since Interactive Solutions is one. The prototype of the framework
is also focused on B2B products.

Another delimitation is that the design hypotheses created from the evaluation of
the prototype of the framework will not be implemented.

1.3 Background

The following sections are information on which the research questions and delim-
itations are based upon.

1.3.1 Interactive Solutions

Interactive Solutions is a consulting company founded in 2007 in Uppsala, Swe-
den. They develop business-to-business (B2B) and business-to-consumer (B2C)
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1 Introduction

products to Software-as-a-Service (SaaS) companies.

SaaS is a software delivery method that enables one to access data from any device
with an internet connection and a web browser. The software provider hosts and
maintains servers, databases and code that make up an application [3].

1.3.2 B2B and B2C

B2B is when companies create and market their products to businesses. Due to
the fact that the buyers are businesses, they often know what they want and what
they need. This results in logic-driven buying. Therefore, B2B products generally
focus on solving an operational problem.

B2C is when companies market their products to consumers. Since the buyer is a
consumer, the purchase is often more emotion-based. Hence, B2C products tend
to focus on users feeling personal benefit and experience [18].

1.3.3 Sales-Led Growth

Sales-led growth (SLG) is the traditional growth strategy, where companies get
their growth from sales. They use a top-down approach where a sales team targets
decision makers and executives, instead of users. SLG depends on the sellers’
ability and the resources that are added. With this strategy, it is important to
target the audience that has the capacity to pay. It is based on the fact that they
have few customers, but at a higher price.

As long as there were moderate changes in the outside world, it was possible to
plan and implement product developments first and then launch these. With cloud
services, the availability of solutions has increased dramatically. SLG as a method
may still be relevant for products that are of a more complex nature.

Since companies with an SLG-strategy do not focus on users or creating virality,
their products can be more specific to their customers and their needs compared
to products that are product-led. They also have an opportunity to educate their
users in how to use the product, since they have a direct relationship with their
customers [26].
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1 Introduction

1.3.4 Product-Led Growth

PLG describes a way to make a product grow in the market. What characterizes
the method is that it is the product’s attributes that acquire, activate and retain
customers. Instead of traditional advertising, it is the users themselves who do the
marketing through a word-of-mouth approach.

PLG is based on the target group being the end user, instead of executives. The
strategy is to attract many users and create virality, in the hope that they choose
to become paying customers. The method has become an alternative in a rapidly
changing world where expectations, behaviors and alternative solutions are con-
stantly changing. PLG o↵ers a way to achieve growth based on continuous devel-
opment instead of through costly launches and marketing [26].

1.3.5 Experience Design

Experience design is an approach for designing interactive products. It is based
on exploring ways that create and shape experiences through a product. It is thus
about creating technology that is meaningful rather than creating products that
focus on functionality. Experience design acknowledge the fact that all aspects of
a product need to be aligned with the experience to be designed. Marc Hassenzahl
emphasizes that ”Experience is prime, and the product only a means”[16]. In
other words, the product is a way to create an experience.

However, experiences are subjective and are in relation to the experiencer. They
are influenced by an underlying, psychological process which transforms the ob-
jective into subjective.

”Experience is subjective. It emerges through situations, objects, peo-
ple, their interrelationships, and their relationship to the experientor,
but it is created and remains in [their] head. Given that, it may not
matter how good a product is objectively, its quality must also be
experienced to have impact.” [16]

Hassenzahl further defines experience with the following words:

”An experience is an episode, a chunk of time that one went through
with sights and sounds, feelings and thoughts, motives and actions;
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they are closely knitted together, stored in memory, labeled, relived
and communicated to others. An experience is a story, emerging from
the dialogue of a person with [their] world through action.” [16]

The task of experience design is to disclose and understand these underlying pro-
cesses and create subjective experiences through the objective. With this knowl-
edge, it is more likely to induce a particular experience within an interactive prod-
uct. Experience patterns can, in other words, be used for designing technology. A
certain experience can however, never be guaranteed.

There are three di↵erent goals within experience design: be-goals, do-goals and
motor-goals. A be-goal motivates to action and provides it with meaning. It
answers the question why. A do-goal refers to a concrete outcome and answers
the question what. A motor-goal refers to how to achieve a do-goal. According
to Hassenzahl, these three goals have a profound e↵ect on the range and nature
of experiences that people derive from a product. The goals put a perspective on
people’s emotions, at the same time as they intertwine perception, emotions and
cognition, which creates an experience.

”While many processes together produce experience, emotion is at its
heart and has an accentuated position. One may go as far as saying
that emotion is the very language of experience.” [16]

1.3.6 User Experience Design

User experience (UX) design is a part of experience design. It is a collection of
methods used to create a great user experience. Jesse James Garrett defines UX
design with the following words:

”Businesses have now come to recognize that providing a quality user
experience is essential, sustainable, competitive advantage. It is user
experience that forms the customer’s impression of the company’s of-
ferings, it is user experience that di↵erentiates the company from its
competitors and it is user experience that determines whether your
customer will ever come back.” [28]

Peter Morville proposed seven facets of UX design which, subsequently, became
established aspects [27]:
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• Useful. Companies need to ask themselves whether their product is useful
or not, and create the most useful solution. If a product is not useful then
it has no purpose, which makes the product unlikely to be able to compete
with other products on the market.

• Usable. Is the product easy to use? Usability is about enabling users to
e�ciently and e↵ectively achieve the chore task of a product.

• Desirable. Is the product desirable? Desirability is about aesthetics and
the brand. The more desirable a product is the more likely it is that a user
will brag about it, creating a desire in others to have the product as well.

• Findable. Findable is about the fact that a product has to be easy to find
and that it has to be easy to navigate within the product as a user.

• Accessible. Companies have to ask themselves if the UX is accessible to
all people or if it exclude some? Accessibility is about including all kinds of
users and abilities, including people who have a disability in some respect.

• Credible. Does the UX create a sense of credibility? Credibility is about
the user’s ability to trust a product. That the user trusts that the product
can do the job needed to be done, but also that the user trusts the company
behind it.

• Valuable. Is the product to satisfaction for the customer? Does it deliver
value to the users?
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2 Theory

This section addresses topics that are related to this thesis.

2.1 Behavior-Guiding Technology

Behavior-guiding technology is a practice that aims to steer human behavior to-
ward a desired outcome. One concept within this is nudging.

Nudging can be described as a small, mental, push that leads a person to make a
decision in a certain direction. This phenomenon has arisen through a theory that
people do not always make rational or thoughtful decisions, despite the fact that
we often know what is the optimal decision. People make decisions routinely and
out of old habit [15].

”Nudging is a tool for changing behaviors without depriving people of
their free will. This means that nudging should never force anyone to
act in a certain way by omitting other choices and alternatives. To be
considered a nudge, it must be simple and inexpensive to avoid.” [22]

Another model is the Fogg Behavior Model (FBM). The FBM aims to help re-
searchers and designers to become more aware of behavior within persuasive de-
sign. In the article A behavior model for persuasive design, B.J. Fogg states:

”Persuasive technology is fundamentally about learning to automate
behavior change. To e↵ectively encode experiences that change behav-
iors, we need a rich yet practical understanding of human psychology,
specifically insights into the factors that drive human behavior. With-
out this understanding, designers of persuasive experiences are mostly
guessing at a solution. The FBM provides designers and researchers
with a systematic way to think about the factors underlying behavior
change.” [12]

There are three factors in the FBM: motivation, ability and triggers. According to
Fogg, these factors must be present at the same time for target behavior to occur.
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In figure 1, the FBM is shown. The FBM demonstrates and visualizes the rela-
tionship between the three factors. The figure illustrates users’ behavior and the
probability that a user will perform target behavior. If a person has a low moti-
vation and a low ability, then the probability of performing a target behavior is
low. Whereas if a person has a high motivation and a high ability, the probability
of performing a target behavior increases.

Figure 1 The Fogg Behavior Model

Fogg claims however, that motivation and ability are trade-o↵s. That if the ability
is high but the motivation is low, then the target behavior can still occur, and vice
versa. Nevertheless, people must have some non-zero level of both motivation and
ability for a behavior to happen.

The third factor, triggers, can persuade people to increase their motivation and
ability. Successful triggers are associated with a target behavior, they are noticed
by people and they appear at the right time.
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2 Theory

2.2 Concepts in Product Development

The following subsections are concepts that are good to have an understanding of
for this thesis.

2.2.1 Minimum Viable Product

A minimum viable product (MVP) is an early version of a new product. By using
an MVP, companies can quickly see if there is a demand for the product on the
market, as well as learn the users’ correct behavior. Consequently, the company
can pivot the product in the direction of how their users behave or discard the
product before they have invested a great amount of money into it [33].

” goal is [...] to validate our ideas the fastest, cheapest way possible”
[6]

It is important to keep the following four points in mind when creating an MVP:

• Focus on the real problem. It is important to create a product that
focuses on the job that users want to get done.

• Remove features that are not important or do not deliver any direct

value to the end-user. In order to see if the product has a demand and
to be able to easily measure measuring points, it is important to remove all
functions that do not directly contribute to the user being able to perform the
core task of the product. To create a product which is relevant, companies
need to start small and test the basics before adding features that make it
di�cult to evaluate the product and its users.

• Deliver value quickly. As mentioned before, we humans lose interest in a
product if we do not receive any value from it relatively quickly. Therefore,
it is important to focus on what the value is and deliver it so that users feel
a need for the product.

• Make the product stay on the market.

11
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Figure 2 Minimum Viable Product [23]

Figure 2 exhibits how a good MVP should be built. An MVP that focuses
on having many features and not on creating value for users is a terrible MVP.
It is di�cult to test users’ behavior and needs if all features already are there.
Therefore, it is important to create an MVP that focuses on trying to deliver
value and that has only the features necessary in order to do so. This way, the
e↵ects of the MVP can more easily be measured and basic data can be collected,
which makes it easier to measure the e↵ects of new features that are being added
over time [25].

2.2.2 Definition of Growth

A large and seemingly important component in PLG is growth. Growth can be
described as the definition of success. But what success actually means is individ-
ual for each company. This means that some companies might see an increased
revenue or large sales as a sign of success and growth. While for others, it might
be to retain or increase the number of users and customers. In the end, growth can
be explained as a concept for achieving goals. That is, companies set measurable
goals and indications for the purpose of creating and achieving a clear vision. The
steps towards fulfilling these visions are growth [35].
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2.2.3 Ocean Conditions

As a company, it is important to be aware of the ocean condition for one product.
That is, if there are competitors in the market or if the product is completely
unique. In this metaphor, there are two di↵erent oceans: a blue and a red [20].

Blue ocean. The blue ocean can be explained as the market that does not exist
today. This means that the product di↵ers from the competition and has developed
an uncontested market space. The product creates a new demand or is a completely
new solution to a problem. The products found on this part of the ocean are those
that have unique advantages and therefore prevent fierce competition.

Red ocean. The red ocean can be explained as the market for all existing prod-
ucts. It is when a product compete in an existing market and for a greater share of
limited demand. Products in a red ocean have tough competition and no unique
advantages compared to other practitioners. It is possible to move from a red ocean
to a blue one, by simplifying or developing the various factors that customers value
in the product.

2.2.4 Market Strategies

Market strategies are about what it is that makes a product unique in the market.
Within PLG, there are mainly three di↵erent Go-To-Market (GTM) strategies:
Di↵erentiated, dominant and disruptive [38].

Di↵erentiated. The di↵erentiation is when a product o↵ers a better solution
than its competitors but at a more expensive price. It is a common strategy when
a company wants to compete against an established product.

Dominant. Dominant is when a product o↵ers a better solution but at a cheaper
price than the competition.

Disruptive. The disruptive strategy is when a product o↵ers a simple solution
to a cheap price. This is about creating a product that solves a specific problem
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for customers who are over-served.

2.2.5 Audience

Audience is about the product’s sales strategy. That is, whom are the company
targeting when selling the product? There are two di↵erent selling strategies:
Top-down and bottom-up [1].

Top-down. Top-down is when a company target executives who decides if they
want to purchase the product to their company.

Bottom-up. Bottom-up is when a company targets the end user. The product
is spread organically by a word-of-mouth approach, where one user invites another
user, and so on. With a B2B product, it can result in having an entire work team
starting to use the product. Furthermore, this leads to a tipping point that results
in the manager buying the product for their company, as it has become invaluable.

2.2.6 The AARRR Framework

The AARRR Framework is the measurable process by which a user becomes a
paying customer. It consists of five steps where each step focuses on its own
metric [32]: Acquisition, activation, retention, referral and revenue[11].

Acquisition. Acquisition is about gaining new customers, which includes analysing
the number of registrations in a product. If this is a deficiency, one has to ask
where the users come from. This includes analysing which channel drives the most
tra�c and which channel drives the most valuable tra�c.

Activation. Activation focuses on engaging users to use the product and get
them activated. It requires examining how good the users’ first experience is and
analysing whether users are achieving the valuable features. If not, a value gap
may have arisen, which requires a further analysis of what may have created the
value gap.
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Retention. Retention is about preserving customers. If the rate of customer
churn is large, it is important to ask why customers decide to stop using the
product? It requires an understanding of what the best customers do in a product
and what the churned customers did.

Referral. Referral means turning customers into advocates. It is a way to create
a word-of-mouth marketing and a virality.

Revenue. Revenue is about earning more money, which includes turning poten-
tial customers into paying customers.

2.2.7 The ICE Score System

The ICE score system is a way to organize ideas that are generated in the ideation
process. It is done by submitting ideas that could improve a metric, for example the
retention. Each idea is rated on a ten-point scale in the following three categories:

1. Impact. How much impact does the idea potentially have on the output
result that needs to be improved?

2. Confidence. How confident are we that the idea will improve the output
result?

3. Ease. How easy is the idea to implement?

The higher the total score, the greater the priority the idea should have. However,
growth experiments that easily can be performed and show result quickly should
be prioritized. If an idea has not shown any results, it is important to move on to
more complex ideas[11].
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3 Interviews

In order to gain a better understanding of what PLG is and what methods are
relevant for Interactive Solutions, a preparatory research was conducted. In this
preparatory research, interviews were held with people working with product de-
velopment. It also includes findings in literature.

3.1 Conducting Interviews

Six di↵erent interviews were conducted (see figure 3). The interviewees work
as product owners, product managers or as business and product developers, all
knowledgeable in product development and business growth. All were aware of
the di↵erence between a product-led and a traditional, sales-led, process. The
interviewees work for di↵erent companies, half of which use an SLG approach.

The reason for why people working with a sales-led and marketing-led strategy
were interviewed was to gain a broad, objective, point of view. Consequently,
it contributes to a greater understanding of when and why a PLG strategy is
relevant. Or perhaps why a mixture between them might be the most rewarding
for a company.

The interviews were conducted for about 30-45 minutes each and were semi-
structured. Semi-structured interviews mean that the interviews were based on
a couple of questions and topics, but the interviewees were free to develop and
discuss their own thoughts and ideas [10].

The reason to why the interviews were semi-structured was because it was a way to
let the interviewees speak unfiltered while sticking to the topic. As a result, the in-
terviews remained within what was relevant while creating a deeper understanding
of the subject.

In this case, the interviews were based on ten questions (see appendix A), where
the questions had some modifications depending on whether the interviewees use
a product-led approach or a more traditional one. Due to prevailing circumstances
with Covid-19, all interviews took place digitally, either by telephone or video call.
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Pseudonym PLG or SLG Role

Astrid PLG Product owner
Tom PLG Product manager
Jakob PLG Business and product developer
Jonas SLG Business and product developer
Daniel SLG Business and product developer
Philip SLG Product and company owner

Figure 3 A tabular of the interviewees

3.2 Research Ethics

One part in research ethics is informed consent. Informed consent is an ethical
and legal requirement that applies to people who participate in research studies.
Participants were informed about the purpose of the research and all aspects of it.
They then voluntarily decided whether they want to participate or not. Informed
consent also requires a written consent. Important in research ethics is also the
fact that the participants must be treated equally and with respect [21].

3.3 Qualitative Research

A qualitative research methodology refers to research that produces descriptive
data. Descriptive data is data that is collected through people’s own written or
spoken words and through observation of behavior.

Qualitative research is about understanding people that are a part of the study,
from their perspective without having or expressing any opinions from the re-
searcher. It is thus about developing concepts, insights and understandings from
patterns in data, where all perspectives are important and worth studying. Which
settings and groups that are most interesting and provide the most insights is de-
termined by the researcher, depending on what the actual purpose of the research
is [36] .
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3.4 Thematic Analysis

The interviews were analysed using a thematic analysis, which is a method mainly
used when identifying, analysing and reporting patterns within qualitative data.
One of the advantages of the thematic analysis is the fact that it is a flexible
method. It does not require any detailed theoretical or technical knowledge of
the approach. This means that it can o↵er a detailed presentation of data, if the
method is implemented correctly.

There are di↵erent approaches to take when using a thematic analysis. First,
whether a rich description of the data set or a detailed account of one particular
aspect is to be used. With a rich thematic description of the entire data set, themes
that reflect on the entire data set identified, coded and analysed. This results in
a comprehensive, rather than in-depth and complex, analysis. A detailed account
of a particular theme focuses and delves into a specific question or area of data.

Second, whether an inductive or theoretical analysis is to be made. An inductive,
bottom-up, analysis is a data-driven analysis, where the actual data is strongly
linked to the identified themes. A theoretical, top-down, analysis tends to be
driven by the researcher’s own interest. It is analytically driven and tends not to
provide a detailed analysis, except in some specific aspect of the data.

Third, whether a semantic or latent approach should be used. A semantic approach
identifies themes within the superficial meanings of the data. It looks at the verbal
data, that has been collected from participants, or that has been written down.
A latent approach examines and identifies the underlying ideas and assumptions
that shaped the semantic data.

In an article by Braun and Clarke, thematic analysis is described as follows:

”Thematic analysis is a poorly demarcated and rarely acknowledged,
yet widely used qualitative analytic method within and beyond psy-
chology.” [4]

They point out the fact that the flexibility in a thematic analysis can result in a
lack of clear guidelines. They state that there is no clear agreement on what a
thematic analysis is and how it should be implemented. Due to this, they have
created a step-by-step guideline:

1. Familiarize yourself with the data: Firstly, go through the collected
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data. Transcribe verbal data, read and re-read data and write down initial
ideas.

2. Generate initial codes: Secondly, produce initial codes from the data.
The codes identify a feature of the data that seems interesting to the analyst.
Then, code all data extracts and gather them together within each code.

3. Search for themes: Thirdly, sort the di↵erent codes into potential themes
and collect all relevant coded data extracts within the identified themes.

4. Review themes: Fourthly, produce a reviewed and refined thematic map
that reflects upon the final themes. How they relate to each other and the
overall story the themes tell about the data.

5. Define and name themes: Fifthly, Identify the essence of what each theme
is about and determine what data the theme captures. As a result, clear
definitions are created of each individual theme.

6. Produce the report: Finally, a report is produced. The report is supposed
to present the data and the analysis, as well as provide su�cient evidence
for the validity of each theme.

The thematic analysis made in the study of this dissertation describes data con-
cerning the use of PLG, using an inductive and latent approach.

3.5 Identified Themes

There were distinct patterns in the data and a clear grouping among the inter-
viewees. The interviewees who used an SLG strategy constituted one side and
those who used a PLG strategy constituted the other. Those who work with SLG
dwelled more on how the product should reach the right target group and how
they should make customers see the need for their product. The PLG respondents
focused more on the end users’ behavior, their experience and how the product
can be developed towards the user. The identified themes were determined based
on relevance within the subject and the research questions.

In figure 4, the final thematic map is illustrated. It is generated from the thematic
analysis and display the four identified themes and their associated sub-themes.
The interviews were held in Swedish, therefore, all quotes have been translated.
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Figure 4 Final Thematic Map illustrating the identified themes and the associated
sub-themes
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3.5.1 Target Group

A distinct di↵erence between products that are product-led and products that
are sales-led is the target group. All who developed products according to a PLG
strategy had the end user as their target group. Even if the product was developed
for a specific customer, the users and their experience were always considered.

”When I have made websites for specific customers, such as music
artists, the focus has been on creating the product the customer wants.
But it has also been important to ask what the user should achieve on
the page. Even if the product is to the customer, you must have a
dialogue about who the user is.” - Tom

These were the words of one interviewee. By them he meant that even if the artist
is the customer, it is the users who will use the website. Therefore, it is important
to take them into account from the beginning.

Those who used an SLG strategy had executives and product owners as their target
group.

”We only work B2B so it is always to companies as it is they who
have the repetitive processes. Those who have back o�ce. We sell to
decision makers.” - Philip

One interviewee used the following words when describing their target group:

”Our target group is accessible, such as product owners, and then the
decision is of course made far above that. Personally, I prefer to sell
the product to companies that have abundant sales and real customers,
rather than to ’maybe’ companies that live on investors’ money.” -
Jonas

By this, the interviewee meant that they are targeting companies that have the
capacity to buy their product. The very person they are targeting is the one who is
responsible for the area where the product can be implemented. That is, it is not
necessarily the executives that is the target group, but rather the product owner
or department head.

21



3 Interviews

3.5.2 Marketing Strategies

Something all interviewees agreed upon is that, no matter the strategy, marketing
is important. It does not matter how good a product is, it still needs some sort of
marketing in order to reach customers or create virality.

”From the start, you have to keep marketing in mind. There are no
products that have not needed marketing.” - Jakob

An interviewee emphasized that the biggest mistake one can make is not thinking
about marketing from the start.

”How does the customer find out that they can go in here to solve
their problem? You have to include that from the beginning. That is
probably the most common mistake in product development I would
say.” - Astrid

However, the way of marketing di↵ers between the di↵erent strategies. Those
using SLG have a more traditional strategy where they contact potential customers
directly.

”We will go old school and knock on the door, in other words, get in
touch. [...] We want to tell them that the opportunity exists and the
benefits it [the product] can bring them.” - Jonas

”We have a robot that collects email addresses and emails a couple of
hundred emails a day to potential customers. Those who nibble and
want a meeting go into our system.” - Philip

Besides approaching potential customers directly, one interviewee mentioned the
fact that they also use strategic collaborations.

”The low-hanging fruit in our case is that there are not many companies
to turn to, so we contact companies with recurring customers [. . . ]
That combined with being seen in the right forum and context. Also
by making strategic collaborations.” - Daniel
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The use of ambassadors was a strategy mentioned by the majority of the intervie-
wees. One interviewee expressed that one should invest in those who are passionate
about the product:

”We need to focus on those who understand and who want this [the
product] internally. We call them ambassadors. These are the ones who
are passionate about the solution and take the relay and run, these are
the ones we should invest in.” - Philip

Another interviewee stated that one should turn to the experienced user:

”We can use ambassadors who are very experienced, who people want
to listen to and who have a key role in the product’s ecosystem. They
can get free stu↵. This applies to both B2B and B2C products.” -
Astrid

As the previous interviewee said, one way to create ambassadors, i.e. get users to
recruit new users, is by o↵ering something in return. According to the interviewees,
this is a strong incentive that can attract many users.

”Customers get stu↵ if they recruit another into our community, so
that it becomes a subscriber. You do not want to push the prod-
uct onto people, everyone wants a product that people want and that
grows organically. People listen more to other people. It is extremely
e↵ective.” - Astrid

However, one interviewee emphasized that even though it is e↵ective and can
motivate uninvolved users, it does not ensure that the newly recruited is a suitable
customer to the service.

”’Recommend another person and you get e.g. half as expensive cost
for 3 months.’ This retains customers who are not engaged and brings
in new ones. It is a strong incentive to recommend someone, but is it
a good customer for the service?” - Tom

As the interviewees stated, people listen more to other people. The previous
interviewee painted the following picture:
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”’Imagine a game where the goal is a sustainably successful product
over time. But in the game we have no access to a market budget,
no public relations stunts, no salespeople and no celebrities. If you
do not have this, what do best-selling sustainable products have in
common?’ They are recommended. They are and will continue to be
recommended by people. It is driven by strong recommendations from
people who have already used it and are happy with it. That is what
drives the product. Otherwise the product will not be detected and
people will not be told that it is a good product.” - Tom

The same interviewee accentuated the importance of using the right vocabulary
when marketing.

”It is important to choose the right keywords during the interviews,
listen to how people speak and the words they use. Internally, people
start using names and words for things we understand and that help us
in our collaboration, but these are not the words that customers use.
A big mistake in marketing is to use the internal words and believe
that others will be engaged and inspired by it, but you have to find
the words and concepts the actual users say - then people will find it
easier.” - Tom

3.5.3 The importance of an MVP to Observe the Development Process

When conducting the interviews a distinct theme was the importance of using an
MVP. This was something the majority of the interviewees brought up that was
not part of the prepared questions.

Two of the interviewees pointed out that they have ended up in situations where
they have developed products which, in theory, are good products, but people do
not use them. They are not successful.

”I thought ’How many good things we build that no one uses’ and then
I realized how much we are actually guessing at what is the right thing
to make. How can we become better at actually understanding and
benefiting customers?” - Tom

”Is it as nice as it sounds in theory? that is the big question really.” -
Jakob
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They, like the other interviewees, thus realized the importance of using an MVP.
Because it allows them to test the product at an early stage in the market and
adjust it accordingly.

”[...] you have the opportunity to really adjust your solution based on
real data at the moment. There will be less chance. Previously you
could work for several months and then release and realize that no one
wanted this.” - Tom

”How did we come to the conclusion that this is the right version?
Version one of this product may not be the best version, but maybe
version two, three, four or five. There will be things that need to be
modified.” - Daniel

One of the interviewees was asked if she used any type of strategy to ensure that
the product was as good as possible from the start? The interviewee answered:

”MVP and iterate, a 100 percent. I try to break down the product
into its absolute smallest element, make a mock you can say, and get it
out as quickly as possible to get in important data. Every time I have
done this, it has gone very well. You learn that you will need to pivot
(ie. change direction a bit), you will always do it. With that approach,
you succeed to pivot earlier and you start with the fine-tuning much
faster as well in your pivoting.” - Astrid

Other interviewees also stressed the importance of starting small and adding fea-
tures over time.

”You have to hold down the scope of what you are going to develop.
In the beginning, you come up with all the things to do, so you have
to choose ’what is the least that can create value here and how do we
get there?’. That is, an MVP. Also to build it in this way from the
beginning, so that you can scale it up and avoid rebuilding the mvp
from the beginning.” - Philip

”When building an mvp, you build it so many times that it becomes
good, which is possible if the scope is small. If you built it with the
right architecture from the beginning, it is easier to add on new things.”
- Jakob

25



3 Interviews

3.5.4 Customer Centric

A clear theme for those with a PLG strategy, was that they have a strong focus on
the end user. They used user research and everyone considered it an important part
of product development and for the result. The fact that this theme is specific to
PLG does not necessarily mean that those with an SLG strategy are not customer-
focused. Only that it was not something that was raised as an important point
during the interviews. Their view of who is a customer can explain the di↵erence,
as they focus on decision-making management, which is not necessarily interested
in the user experience.

”The most important winning strategy is to focus on the customer’s
problems. You need to understand the root of the problem in the most
optimal and creative way.” - Jakob

One interviewee described the following process in order to gain people’s opinions:

”We sat down at a café and o↵ered co↵ee in exchange for people testing
our product. They got to do what they used to do when they are at
home. Then we asked questions and got a clear insight into people’s
di↵erent behaviors. Pure interviews too. Also, marketing and sales who
created an overall understanding in itself- what are people interested
in surrounding the topic. A lot of user research.” - Tom

The interviewee stated that this was a possible approach because the product in
question is well known in Sweden. It would have been harder to attract people for
this type of study if it had been a product that was unknown.

Another interviewee used a similar strategy:

”I usually record when people use the system and then analyse after
that. It is probably one of the best approaches to quickly grasp where
the low hanging fruits are. They [users] are not aware of the possibilities
of systems. If you ask them ’how can we improve this system’ then they
have no idea, because they often have no insight into the possibilities
of technology. But to try to look, not only when they are inside the
system, one must understand the problem in its entirety. Sometimes
it is not the system that is the solution but it can be that you just
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build a database and integrate elsewhere. Building a new product is
not always the solution.” - Astrid

The same interviewee stated the importance of understanding the customer and
their whole journey.

”You have to understand the whole customer journey, and with that
I mean from when the problem arises in the head of the customer or
user until the product is completely done. There are many who have
misunderstood this, I think, and that is that they see the customer
journey as ‘now the customer is in the system and then they should
just do their job’- but no. It starts much earlier than that.” - Astrid

One interviewee says that when you know your users and know how their behavior
works, it is easy to find correlations between them. This contributes to finding
changes that can be made so that the product experience is as good as possible
for all users.

”[...] then we start to find behaviors and shape the product so that
it encourages such behavior that we find a correlation to that actually
leads to a change. Or so that they at least get a good experience in
the product so that, when they stop using the product, they feel that
they had the conditions to be able to carry out the ”work”. It was
only the wrong time. what the user was looking for did not exist now
but you can imagine coming back. And it may still feel worthwhile to
recommend it to others to test if that’s the type of product you want.”
- Tom

The previous interviewee emphasized the importance of being customer-centric
with these following words:

”There are many companies that say they are customer-centric. But
if you then ask them how often and how much they meet and talk
to their customers, it turns out that it is quite little. They often
measure customer satisfaction and other things on a more general level.
But, they do not follow the customers’ behavior and do not observe
the customers when they use their products, and they do not meet
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the customers and talk to them very much. That’s one of the big
di↵erences. If you are going to build a product that really makes
people feel great when they use it, then you need to get to know the
customers.” - Tom

3.5.5 Further Analysis

In connection with the discussion about ambassadors, the quality of users was
discussed. That is, even if you as a company want many users in your product, the
product is a↵ected by who is in it. Especially when it is a social media application,
i.e. a product where people interact with each other.

”The quality of those who enter the product a↵ects the product when
it is a social product.” - Tom

The resulted e↵ect and experience for users of the product was discussed. If there
are many users on a social site but few are active, will it still create a feeling that
the product is good? With this in mind and the fact that word-of-mouth is an
e↵ective way to recruit new users, the interviewee expressed himself as follows:

”What we knew was that the most powerful way to get new users was
through recommendations. But we can not take in all users. Marketing
marketed that anyone can get into the service, but if there are too many
uninvolved users, it creates a bad experience for the masses in some
way” - Tom

The interviewee further explained:

”If a user sends fifteen messages and get no response, it will create a
bad experience. Because the user will feel ’well it says that there are
11,000 advertisers on the site but it is completely dead’” - Tom

Another subject one interviewee pointed out was the complexity of charging.

”How you charge is also very interesting. Not only what you charge
but how you charge and the context of it. It is incredibly complex the
whole ecosystem around payment.” - Astrid
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3.6 Insights

The interviews provided some insights. One insight is the understanding that not
all products benefit from a PLG strategy. Products that are large, and somehow
complex, need to target companies that can a↵ord them. These are often products
that not everyone has use for, except for a specific target group. Therefore, a PLG
strategy would not work there. That being said, it does not mean that the product
cannot be developed with a PLG mindset. It is possible to create products in the
same way as in PLG while using an SLG GTM strategy.

Another insight is the importance of marketing. Even if the way to market the
product occurs di↵erently. To use an organic strategy, as in PLG, the product
needs to be developed accordingly. The conditions for it to be a possible approach
need to exist.

A further insight is the fact that the concept of an MVP is an important part of
the product development for both products that is PLG and SLG. However, it
seemed as there are di↵erent definitions of what the term means between them.
As described in the theory section, an MVP within the PLG strategy is an early
version that delivers su�cient value to the end user in order to collect data and
continue the development. This is one reason why MVP is an important part of
PLG. Advocates of SLG define it rather as a good enough product to charge for.
The interviewees within SLG have large and complex products that have resulted
in them prioritizing development prior to launch. Within PLG they want to enter
the market as soon as possible and rather prioritize the continued development so
that they have the opportunity to create a product that users want and that goes
viral. So even if the idea of an MVP is there in both SLG and PLG, the view of
it is not necessarily the same.
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4 Prototype of the Framework

Based on the data collected in a preparatory study, the interviews and a more
in-depth research, a prototype of a framework was created. Product development
is constantly changing and what works in today’s society is not guaranteed to work
in a few years, or even in a few months. Hence, the prototype of the framework
will require extensive testing and possible changes.

The prototype of the framework resulted in two versions. One is more comprehen-
sive and descriptive of the various steps and choices. It aims to provide information
and can be used for presentation purposes. The second version is complementary
to the first and is designed to be more of a checklist. The customer can do exer-
cises and steps in a simple manner, with all the information and support gathered.
Both versions are based on the same theories.

At the request of Interactive Solutions, the prototype of the framework is divided
into the following three sections: before production, during production and after
production. The reason for this is to create an understandable structure for those
who will use the framework. Consequently, the framework can be further divided
into the separate sections and still have everything that is relevant for the current
process gathered.

4.1 Before Production

The purpose of PLG is, as previously mentioned, to create a viral product that
acquire, activate and retain customers. This di↵ers from pure UX models where
the focus is on product development itself and the users’ experience, not on product
growth [14]. Since the target group of PLG is end users, it is important to convey
the value early, so that the users want to become customers. In order to have the
opportunity to do so, a company needs to know the value of a product. The product
also needs to demonstrate this value before users become paying customers.

One way to do this, which is a main concept of a PLG product, is to have a free
version. That is, the product has a freemium, free trial or demo version. Freemium
is a free version of a product where the user has limited access to a basic range of
features but has to pay for additional ones [30]. Free trial allows the user to get
access to all premium features without needing to input a payment method for a
limited time. A demo version is a demonstration of how the product works and is
provided to potential customers [9]. This section covers how to decide which free
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model is most suitable to a product.

One of the insights that the interviews provided, however, was that PLG is not
always an appropriate GTM strategy. It all depends on what kind of product it
is. For this reason, the properties that are significant for SLG are included.

4.1.1 Freemium, Free Trial or Demo

The first step in the prototype of the framework is to define the ocean condition,
market strategy and audience for a product. Characteristics that are significant
for an SLG strategy and the use of a demo version are:

• Blue ocean

• Di↵erentiated

• Top-down audience

Characteristics meaning the product’s starting point and for which a strategy
is most suitable to use. The interviews confirmed that these points are in line
with SLG. The fact that the SLG respondants’ target executives and product
owners means a top-down audience, compared to the PLG respondents who address
themselves directly to end users. Their products are large and complex and cannot
be financed by individual users, which also points out that the target group is
limited and a virality is di�cult to create. Consequently, this demonstrates that
the market strategy is di↵erentiated and that ocean condition is blue. A product
in a blue ocean and with a di↵erentiated strategy can, however, use a PLG GTM
strategy if the product itself can deliver value quickly to the users.

A product with the following characteristics tends to achieve the greatest e↵ect
through a PLG strategy:

• Red ocean

• Bottom-up audience

• Dominant or disruptive

When having a PLG strategy, the category of the product often belongs to the red
ocean. The purpose of using a PLG strategy is to move towards the blue ocean.
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That is, to distinguish the product from the competition. Whether the product
should use a freemium version or free trial version depends on the market strategy.
If the product is disruptive, it should use a freemium version, as the whole purpose
is to make the product viral. However, if the product is dominant, it can use both
a freemium or a free trial version. It all depends on the product and whether you
as a company are comfortable having a freemium model [2].

4.1.2 Understand the Value

Previously emphasized, delivering value to the users is important in PLG. It re-
quires an understanding of what the job is that the user wants to get done and
what the value of the product is. Or rather, understanding what value it is that
you want to convey. Therefore, the next step in the prototype of the framework is
to understand, communicate and deliver value.

As the interviewee Jakob said: the most important winning strategy is to focus
on the customer’s problems. You need to understand the root of the problem in
the most optimal and creative way (see section 3.5.4). What a company wants to
achieve with a product is not always the problem that the user wants a solution
to. Problem means not only what can be solved with functionality, but also how
the product can a↵ect emotionally and socially. Therefore, the next section in the
prototype of the framework is to create an understanding of the following three
results:

1. Functional outcome. What is the core task which the user wants to get
done?

2. Social outcome. How does the user wants to be perceived by others by
using the product?

3. Emotional outcome. How does the user wants to feel, or perhaps avoid
feeling, as a result of completing the functional outcome?

Focusing on these three results is one way to stay customer-centric. The focus is
on the user’s problems and what it is the user wants to get out of the product. Not
what you as a company think they want [8]. In the interview, Tom mentioned that
he usually asks himself ”What are the functional, emotional and social aspects to
look at?”. Based on this, the products were then developed so that they were in
line with the aspects.
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Value Metrics

To be able to confirm that the expected value corresponds to the perceived value,
value metrics are used. A metric of value can be, for example, ”how many messages
have been sent?”. There are two di↵erent approaches. One is a subjective analysis,
which is based on brainstorming proposals. The second is a data-driven analysis
where value metrics are created based on user data.

Common to both approaches is that a good metric of value answers yes to the
following three questions [7]:

1. Is the value metric easy to understand?

2. Does the value metric align to the customer’s need?

3. Does the value metric grow with the customer?

The social and emotional outcomes can be di�cult to capture in a quantitative
analysis, it requires commitment and proximity to users.

Concept of Charging

One of the interviewees, Astrid, expressed that the ecosystem around payment is
complex (see section 3.5.5). PLG usually talks about value-based pricing. There,
the price corresponds to the customer’s perceived value and is regulated accord-
ingly. That is, if the users’ value is low, decrease the price. If the users receive
high value, increase the price. However, PLG is based on the fact that the value
significantly exceeds the price, as the purpose is to have a strong growth and be
viral.

This requires asking potential customers about the value they see in the product.
Doing so can also give an indication of which customers will actually pay for the
product. Value metrics should also be used in order to get a concrete understanding
of how the users actually behave.

As the respondent Astrid pointed out, it is not only interesting what you charge but
also how you charge. How the selection of features is packaged and to whom, can
contribute to an understanding of what it is the customers actually want and what
functions it is that should be developed over time. As a result, product updates are
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driven by customer demand. Also, by o↵ering a premium version, the focus is on
the users. They are the ones who ultimately decide if the pricing or packaging of
the product is correct. If not, users will not convert into paying customers. Using
a value-based pricing can take time. To e↵ectively perform value-based pricing,
one must continuously find out more about the customers and the product [17].

When it comes to how to charge, the prototype of the framework addresses three
things one needs to keep in mind:

• Do not over complicate the pricing structure. The price structure is
the di↵erent packages that a user can buy. When creating it, it is important
that the di↵erent packages are clear and simple. Too many choices can result
in the user not choosing any. It is also important that all packages have a
value that users are willing to pay for [34].

• Do not create a free plan without incentives to upgrade. There
should be something that attracts the user to become a paying customer.
If the most valuable features are o↵ered in the free version, then there is
great risk that the user does not feel the need to upgrade. Nonetheless, it
is important to still o↵er some valuable features as the purpose of the free
version is to attract users into the product. If the free version does not
o↵er any real value, there is no direct purpose to having one. Generally, less
than ten percent of freemium users convert into being a paying customer,
these few premium users subsidize the freemium users. This emphasizes the
importance of not creating a free plan without incentives to upgrade[30]

• Do not make it too easy to downgrade. If it is too easy for a customer
to downgrade, then there is a risk that they will choose do so. This does
not mean that a dark pattern should be created. That is, create a roach
motel where users can easily become customers but have a hard time getting
out of it. Use of dark patterns may contribute to a negative user experience
and result in a backlash for the product [31]. Hence, it is about focusing on
o↵ering customers features that are valuable and that make them unwilling
to downgrade.

It can be highlighted that the SLG respondents expressed that their products were
so complex that it requires large decisions for the customers to do an onboarding,
with the result that the customers are not quick to downgrade. PLG products
are generally less complex, they are easier to start using and it is also easy to
downgrade.
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Value gap

As several interviewees pointed out in section 3.5.3, a product is not always suc-
cessful despite the fact that it is, in their opinion, an incredible solution. The
last part of this section addresses the reasons for why a product does not become
successful. Commonly, this is due to the fact that a value gap has arisen. A value
gap means that the expected value and the perceived value di↵er, i.e. there is a
gap between users’ expectations and the reality. There are mainly three reasons
why this could have happened [5]:

• Lack of understanding. The company does not understand why people
are buying their product or what the three di↵erent outcomes are (functional,
social and emotional).

• Lack of communication. The company does not succeed in communicat-
ing the value to the user.

• Lack of delivery. The company has failed to deliver from their understand-
ing. For example, this can be due to the fact that there are unnecessary
functions that create friction in the product. This can also be described as
an ability debt.

4.2 During Production

The interviewees stressed the importance and the usefulness of having an MVP
in the product development process (see section 3.5.3). However, as mentioned in
section 3.6, one of the insights from the interviews was that an MVP tends to have
di↵erent meanings to SLG and PLG. Depending on what the purpose of going to
the market is, whether it is to continue to develop the product or make money on
it, the word viable takes on di↵erent meanings.

Nevertheless, as the PLG respondents expressed, the use of an MVP is a way to
collect data on user behavior early in the process. This results in an understanding
of the users’ behavior, as well as their user experience, and iterate or pivot the
product accordingly. Consequently, the use of an MVP may reduce the risk of a
value gap arising.

As mentioned in the theory section (see 2.2.1), a good MVP is a product that
focuses on delivering value and not exclusive features. In addition to being useful,
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it should be usable and valuable. The concept of PLG contributes with a new
model regarding the perspective of the customer: The Bowling Alley.

4.2.1 The Bowling Alley

The bowling alley describes a way to create a customer centric product that pro-
vides a good user experience, where the focus is on the onboarding experience.
In order to accomplish this, UX methods are essential. In Product-Led Growth
Playbook- Implementing an E↵ective PLG Strategy for Faster, More Cost E↵ec-
tive Growth, written by Bartlett, Cain, Minougue and Poyar, the authors state
that anything that is not critical should be striped out.

”You are in the business of designing a product that you want your
users to love. That means cutting out any excess complexity that does
not directly deliver on solving pain for your users.” [2]

The first part of the bowling alley framework is about how to achieve this. The
purpose of bowling is to throw a ball and bring down all the cones. In this case,
the ball is the user’s current state in the product and the cones are the desired
outcome. The goal is to get the user to reach the desired outcome. On a bowling
alley, there are arrows pointing in the direction the ball should go, in order to
reach the cones. In the same way, a product should have a straight line that leads
the user to the desired outcome. To create this straight line, the product should
be tested and all steps noted. Each step should be marked with three colors [29]:

Green: Absolutely Necessary

Yellow: Feature that can be introduced later in the product

Red: Can be removed

By using these three colors, the redundant steps that do not directly deliver value
can be removed and a straight line be created.

A bowling ball can, nevertheless, end up in the gutters. To prevent it from happen-
ing, a bowling alley have two bumpers. Similarly, a straight line does not guarantee
that all users will achieve the desired outcome. However, bumpers can help users in
their experience. They are persuasive designs techniques in the purpose of nudging
the user in the right direction, overcome obstacles or to take action. Nudging is
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not always about logic or rationality, therefore one needs to take the psychological
aspects into account when guiding. Even though it can give a product better con-
version rates and more users, there are risks for backlash. People can experience
nudging as manipulative if it is not for the best outcome for the user [13].

There are two di↵erent types of bumpers: a product bumper and a conversation
bumper. The purpose of the product bumper is to nudge and help the user inside
the product. The bumper is selected and adapted to what the users have di�culty
with. It should help users get past these pain points. There are mainly six di↵erent
product bumpers [5]:

1. Welcome email. Welcomes the user into the product.

2. Progress bar. Shows how much of a task that has been completed in the
purpose of motivating the user to complete the task.

3. Product tour. A tour of the important steps in the product, that lead to
the user experiencing meaningful value.

4. Onboarding tooltips. Provides useful tips to the user.

5. Onboarding checklist. Consists of simple and achievable steps that moti-
vates the user to complete an installation task.

6. Empty state. An empty dashboard that prompts the user to take action.

Usually a product has one or two product bumpers, depending on where in the
product a user needs nudging. Using product bumpers is also a way to reach users
inside the product and show them the value that the product o↵ers, even to the
already established users. It requires a great deal of understanding and knowledge
about the user and should contribute to a feeling that the product is centered
around the user.

In section 3.5.4, the respondent Tom underlines this and the importance to look at
user behavior and adapt the product accordingly: ”then we start to find behaviors
and shape the product so that it encourages such behavior that we find a correlation
to that actually leads to a change. Or so that they at least get a good experience
in the product”. However, if a user gets a tooltip on a functionality that they use
daily, it can result in the opposite e↵ect.

The conversation bumper is a way to show yourself as customer centric. That is,
to bring attention to the user by interactively being on hand in processes and when

37



4 Prototype of the Framework

a problem arises. It is also a way of using organic marketing. The conversation
bumper is there to create the right expectations, meet users where they are and
pull them back to the product. It is also a way to increase users’ motivation to
convert to paying customers. There are two common conversation bumpers: push
notifications and onboarding emails.

The push notifications and the onboarding emails are triggered by users’ behaviors
and adapted to their individual experience and current state of the product. It
can be explained as a cycle of triggers. A user performs an action, for example
becomes a user, and an email linked to that specific action is sent. This email, in
turn, is intended to trigger a user to perform a new action. If all emails were sent
without a connection to the users’ behavior, it could create a sense of spam for
the users.

Below are five di↵erent email chains, where each chain is completed until the user
completes the action that triggers the next trigger. Then, the current chain is
stopped and the next email chain begins. The fifth email chain is independent and
occurs if a customer is inactive or has terminated the account [5].

• Trigger 1: Sign up. As soon as a user has signed up, a welcome email is
sent. User tips are then sent.

• Trigger 2: Quick win. When a user has made a quick win, user tips are
sent. After that, an email is sent about how the product can contribute to
a better life.

• Trigger 3: Desired outcome. If a user has completed the desired outcome,
a sales email is sent. Followed by a case study. If the product has a free trial
version, an email will be sent informing that the test period is coming to an
end. If the user still has not upgraded, an email will be sent informing that
the test period is extended. After this, a survey about the user’s experience
in the product is sent.

• Trigger 4: Customer. When a user becomes a customer, a welcome mes-
sage is sent. This is where the large amount of email ends. However, e-mail
that will entice the customer to recommend the product further can be sent.
For example, by o↵ering something in return.

• Trigger 5: Churned Customer. If the customer stops or is about to stop
using the product, send an email with a user review. I.e. an email that
highlights the customer’s success during its time in the product. Thereafter,
a survey about the customer’s product experience can be sent.
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4.3 After Production

The interviewees emphasized that the use of an MVP was mainly to gather in-
formation about the users and their experience in order to iterate and pivot the
product in the right direction (see section 3.5.3). This is to create a customer-
centric product that generates value for users and that have an opportunity to
create a virality.

Consequently, it requires data to continuously be analysed. The more data, the
more accurately the product can be iterated or pivoted. It is also important in
order to measure growth and what the underlying factor is to why growth is not
happening. Hence, this section of the prototype of the framework focuses on what
should be analysed. The following points should be measured monthly[33]:

• Number of signups. The number of new users who sign up for the product.

• Users who achieve the valuable features. Howmany users have achieved
the function that has been determined as the point at which the user under-
stands the value of the product. By measuring this, it can confirm whether
the value is well communicated to the user or not.

• Customer churn. How many users have stopped using the product.

• Referral rate. Measuring the number of new users through recommenda-
tions is a way of recognizing if there are users who advocate the product and
if the product has a word-of-mouth marketing.

• Conversion rate. Number of users who have upgraded to paying customer.

• Average revenue per user (ARPU). ARPU is measured by dividing all
revenue from the active users by the total number of customers of which the
revenue comes from.

• Monthly recurring revenue (MRR). MRRR is the total amount of re-
curring revenue brought in one month.

• Life time value (LTV). LTV is how much revenue one customer expects
to generate over their time using the product. It is generated by dividing
the ARPU by the churn rate [17].

By analysing these metrics, pain points can be identified. Applying the AARRR
framework can then create a clear perception of what needs to be adjusted. In order
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to improve and overcome a deficiency and create a better product experience, the
ICE score model can be used. For example, if retention is a deficiency, ideas that
can improve retention should be brainstormed. Using the ICE score model, ideas
are screened out and a clear picture can be created of what should be tested and
implemented. Even if the PLG method is used, the product may not be successful
on the market. Iterative development of the product may not be enough to make
it commercially successful. Therefore, the business model may need to be pivoted
at this stage and then go back to the beginning of the development stage.
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5 Evaluating the Framework

When the prototype of the framework was finished, it was tested on one of Inter-
active Solutions’ products. The idea was originally to test it on a B2B product,
since the prototype of the framework was developed mainly towards them. Unfor-
tunately, there was no B2B product that was mature enough to be tested on. The
framework is, therefore, tested on a B2C product. There may be some di↵erences,
but in general the framework can be applied on B2C products as well.

The product in question is a train booking service. It is a new service that was
launched in April this year. The purpose of the product is to be able to book a
train journey through Europe. That is, you can search for a trip from, for example,
Stockholm to Nice. Then it will provide the di↵erent, possible, train routes, where
all train journeys can be booked at the same time.

Interactive Solutions has not been involved in the development of this product
before. However, they have now been given the task of further developing the
service so that it is as good as possible and will attract more users.

5.1 Train Booking Service

Since the product was released, there has been no significant user flow in the
product. When examining the product using the AARRR framework, it can be
noted that the product today is deficient in all respects. They have a low number
of users and few who have managed to book a train ticket, which means that they
have no direct revenue, referral or retention. This indicates that a pivoting must
take place and that the product must return to the production phase. Therefore,
only the sections before production and during production are relevant to evaluate
at this point.

5.1.1 Before Production: Freemium, Free Trial or Demo

First, the product’s ocean condition, market strategy and audience were estab-
lished.

Although the availability of buying train tickets throughout Europe is relatively
small, the ocean condition is red. This is because there are many di↵erent plat-
forms to buy train tickets on, both nationally and internationally. People can
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choose to book each ticket separately, which can become cheaper since they can
buy tickets directly from train companies. These train companies do not have to
charge an extra cost on top of the train ticket price. This means that they are
competitors for this particular product. Consequently, the train booking service
must make the users feel that it is worth buying all the train tickets, for their
journey, from there. Even if it means that the user will spend a little more money.

The product’s market strategy is dominant. They are looking to o↵er a service
that is the best on the market at a relatively cheap price. The audience is bottom-
up. They want to reach the consumers and get them to use the product in order
to buy train tickets.

At this stage, however, the product has no use for a freemium, free trial or demo
version. The service is free and the cost is when you buy train tickets. Though,
there is a possibility to apply a free version in a later version of the product. That
is, if the product were to develop in such direction that it would start o↵ering
services that had the use of a premium version.

5.1.2 Before Production: Understand, Communicate and Deliver

The functional outcome of this product is quite concrete. The user wants to be
able to book a train ticket. According to the company, another important part is
being able to plan an itinerary. Hence, this is also a functional outcome.

In this type of product, the social and emotional outcomes are important factors.
If it was just a matter of getting from point A to point B, the user would probably
take a flight, since a trip to Nice, for example, takes 33 hours by train, as opposed
to the three hours it takes by plane.

The social outcome is, among other things, to be perceived as environmentally con-
scious. That is, you have an environmental mindset [37]. Another social outcome
is to be perceived as adventurous.

The emotional outcome in this context is partly to feel that you are discovering
Europe, but also that there is security. For example, if a person is abroad and
wants to book a train, the product can o↵er a sense of security as they can book
a train from a Swedish service. This feeling of security also comes from a feeling
that the product is easy to use [19].

Since there is no relevant user data, a subjective analysis has been applied to create
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potential value metrics. One metric of value is ”how many train journeys have been
booked?”. This value metric passes the three questions that were presented earlier.

The charging strategy is somewhat complex around this product. The company
behind it has no power over the price that the train companies put on the ticket.
According to them, they pay a surcharge on each ticket to the train companies to
have the right to resell their train tickets. Which means that the ticket price is
higher than buying directly from the train companies. Furthermore, the company
also needs to have revenue.

Today in this product, a sum is added to each train ticket. But in order to attract
more users, the price must be so good that consumers choose to use their service,
instead of buying the tickets separately. Alternatively, the product could be so
easy to use that the user feels that it is worth the price. It would be conceivable
that users would be able to pay the original price and that the company would
receive its revenue in another way. For example, by charging for the insurance
around the train journey.

5.1.3 During Production: Create a Straight Line

First, the path in the product was mapped. In the purpose of creating the straight
line all features were labelled with the three colors green, yellow and red.

There was above all one step that contributes to the product not having a straight
line. Namely that the product requires that the user have an account in order to
see the price of a train journey, to book tickets or to experience other valuable
features. The only thing one can do without having an account is to see train
departures.
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Figure 5 A mock up of the home screen

Figure 5 is a mock up that visualizes the product’s home screen. That is, users
specify where they travel from, where they want to go, at what date and at what
time. The travelers button has no functionality for a user without an account. If
pressed, it will direct the user to create an account.

In figure 6 a search from Uppsala Central Station to Nice Ville is illustrated.
The di↵erent train options are presented with the number of train changes and
the number of hours the journey takes.

If pressing one of the green down tabs, the product provides additional information
about the journey, as illustrated in figure 7. However, it is not possible to see
the price at this point. At the bottom, there is a text that informs the user that
further information about the user is necessary in order to see the price and book
a ticket. All buttons next to the information direct the user to create an account.

The overall user experience would be enhanced if having an account was not a
requirement to purchase a ticket. Consequently, the value of the product is not
clear.

44



5 Evaluating the Framework

Figure 6 A searched journey from Uppsala Central Station to Nice Ville
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Figure 7 Details of a specific journey
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Figure 8 A mock up of the account page

The purpose of having an account is to have all the information about the traveler
gathered. Also to add fellow travelers to the account. The reason why it is prefer-
able to have all the information gathered, according to the company, is because
all countries have di↵erent discount systems and age limits. There is no universal
system for, example, when you are counted as a student or a senior. The idea is
to create a flexible product that takes care of this for the consumer.
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To get around this problem, it would be enough for the user to fill in their age
together with the number of fellow travelers and their ages when searching for a
train journey. The account could be an option for those who travel by train often
and who want all the information gathered in order to avoid filling it in every time
they are using the product. But as expressed, it should not be a requirement for
the user.

5.1.4 During Production: Create Product Bumper

There are two di↵erent product bumpers this product could benefit from. One
is a progress bar. It would show how many steps it takes for a user from having
searched on a journey to have made a reservation.

The other is that the product could benefit from having onboarding tool tips. The
product has features that in theory can provide great value for the user, but which
in practice are not as rewarding or clear with their purpose. An example of a
tooltip could be to inform the user that they can create an account: ”here you
can create an account where all information is gathered for future bookings”. As
shown in figure 8, there are illustrated buttons, but it is not clear what they do
or mean and they could also benefit from tooltips.

5.1.5 During Production: Create Conversation Bumper

Today, the product has no conversation bumpers. Which, however, would be
needed as it is a way for the company to market the product and remind those
who have used it that it still exists. For example, a sales email could be sent that
is based on a journey that a user searched for but did not buy train tickets to, in
order to try to entice the user to complete the purchase.

The version of the product launched today is a light version of an MVP. Further
development and iteration will be required in order to launch a more substantial
MVP. Since the product is in an initial development phase, one or more pivoting
may also be required before the product eventually becomes successful.
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PLG is not just about product development, it is bigger than that. It is about how
to take the step to build a bigger company through the product. Meaning, it is
also about business development. Central to PLG is the use of an MVP and that
it is decided early which marketing strategy should be used. Due to the use of an
MVP, the risk of entering the market with a product that does not have demand
is decreased. The customer is involved in the product development in a fairly clear
way. In particular, it has become extra important as times have moved towards an
ever-increasing rate of change. As one of the interviewees stated, it was possible
to plan a product development in the past. Today, this is not possible, as the
world around us and users’ expectations are constantly changing, as new products
constantly emerge. Therefore, it is important to let customers be involved in the
development, so that there is no gap between their expectations and what the
product o↵ers.

What PLG adds to UX-focused models is how to enter the market. That is, you
use a word-of-mouth strategy right from the start. UX is based on the users and
their experience, but it says nothing about the market or the strategy around it.
This is also what distinguishes PLG from SLG. SLG has a sales-oriented strategy
where you have a definite idea of what type of product to develop and sell. In
the sales phase, the product must use marketing to get the product out. However,
there is a risk that it will not lead to any response and money is wasted. PLG
is creating an opportunity to ramp up marketing as users appreciate the product.
Once the product has gained a large user base, it is relatively easy to make the
product established.

However, product development in itself has the potential to be similar in a PLG and
SLG strategy. Using an MVP is not something that needs to be linked specifically
to PLG, as the interviewees demonstrated. Using an MVP and iterating can also
be useful within SLG. There is, however, a great di↵erence in perspective on the
various methods because the actual user experience is not in focus in an SLG
development.

There are also ethical aspects to discuss when talking about PLG. Especially
surrounding the concept of behavior-guiding technology [39]. The way to develop
products is based on the very purpose of creating a product that is viral. That is,
it reaches a broad market where the product is used by many in the purpose of
making it a natural part of peoples’ everyday life.

This means that the product is developed according to the users, which leads
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to one ethical dilemma. Data collection. In order to develop a product that is
used by many and which, indirectly, creates an addiction among users, companies
must know and collect information about them. The more information, the more
accurate the product can become. Developers want to create products where users
feel that the product is designed for the individual. If the individual feels a sense of
belonging to the product, e.g. receives advertising that suits their special interest,
then it is more likely that they will see a value in the product. It will thus be a
cycle. The more users who appreciate the product’s adaptability, the more will
developers use this type of technology. This indicates that data collection can
easily increase.

A disadvantage for users regarding data collection is that individuals do not have
control over where the information about them goes. Companies can sell infor-
mation to others, for example to marketing ads, and can thereby make money on
people’s identities. These are people with feelings and if the information is used
incorrectly, it is people who may su↵er the consequences. Not the companies.
There is a risk that other companies will gain access to personal data, which may
a↵ect people’s integrity. While, the company that shared the information may
even have made money from it.

In conclusion, this leads to the fact that it can create a feeling that users are
being monitored. This behavior of companies is unlikely to change, and in all
likelihood, companies will become better and better at building products that
collect information about their users.

Another problem with collecting data is the fact that it is used to modify and
adapt the product to the user. The question is, where is the line between a good
and customized product and a product that manipulates its users? Customizing
a product can be done without thinking about the individual side e↵ects that can
occur from the manipulation. The content proposed in the product is adapted to
the user’s previous actions. By the product giving suggestions according to given
behaviors of the user, the user’s normative behavior is confirmed. For example,
if the user buys a certain shampoo, they will likely get the same shampoo as a
suggestion in the future. Instead of shampoo used in another part of the world.

Furthermore, one goal of using PLG is to get the users to recommend a product
further, so that the marketing is minimal. But then the question is, how are the
users a↵ected when they are seen as a channel for marketing rather than the target?
There are many di↵erent aspects to this issue. The fact is, that if a company wants
an individual to recommend a product further, they have to ensure that the user in
question has a good product experience. That is, few people recommend products
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if they, personally, do not think the product is extremely good. However, with
technology and the use of behavior-guiding design techniques, such as nudging and
persuasive design, it can be relatively easy to get a user to experience something
without them being directly aware that the product is designed to create that
exact feeling.

In the ambition to collect user data to develop the product, it can in itself worsen
the user experience. There are two sides of the same coin. Which in turn can result
in virality being more di�cult to achieve, even if the purpose from the beginning
of the data collection was to create organic growth. This can be connected to the
train booking service. The fact that a user needs to create an account to achieve
the desired outcome degrades the user experience and prevents the spread of the
product.

Also, does virality really prove that a product is good for its users? Or is it just a
good product for the company. When a company is global and viral, it usually has
larger financial muscles that allow them to reduce their costs for individuals and at
the same time create a well-developed product. In other words, globalization can
be a positive thing for users. At the same time, it is possible to question whether
the products are really developed to be as good as possible once they are viral. For
example, Facebook has not made any significant changes in the product, towards
the user, in several years. Still, people continue to use the product. Many people
have, in general, a great need to stay in the product as it creates an opportunity
to keep in touch with people around the world. But the demand for Facebook to
be further developed is not big. At the same time, Facebook is gathering more
and more information about users. The question is whether the users’ benefit of
Facebook corresponds to Facebook’s benefit of the users?

These are big and complex issues, but this is also why they are important to
address and discuss. Technology has increased exponentially and will continue to
grow. It will most likely become more integrated into our lives and, as mentioned,
become even better at collecting data. Therefore, it is important that companies
take responsibility for their products and are aware of the e↵ect and impact they
can have on society and the individual, and strive to be more ethical and moral
[39]. In the way that PLG is used today, there are potential outcomes where users
may end up in a pinch. However, PLG also opens up an opportunity to create
good products that are valuable to users.
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The aim of this dissertation was to create a prototype of a framework for how a
PLG strategy could be used in product development. This was conducted through
a qualitative research study with semi-structured interviews and a thematic analy-
sis. The thematic analysis resulted in four main themes for data related to product
development and their sub-themes. The prototype of the framework resulted in
two versions, one of which was extensive and the other detailed. In order to have a
clear structure of the product development process, these were divided into three
parts: before production, during production and after production. The prototype
of the framework was then validated on a train booking service.

PLG is customer-centric and target end users through a word-of-mouth approach.
When using PLG, product development is an integrated part of the growth strat-
egy. As the method focus on the user, UX is a natural part of the PLG strategy.
The uniqueness of PLG is how it combines a business perspective with UX design
and product development. Marketing and the intended distribution of the product
are planned and incorporated in the actual development of the product. Product
development and user behavior are constantly changing, which means that the
theories and practices established in this master’s thesis may need to be adjusted.
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8 Future Work

The interviews were insightful and provided an understanding of how development
processes work. As PLG is a relatively new way of working, it would be desirable
to conduct similar interviews once PLG is established in Sweden. It could create
an additional dimension in the subject.

It would also be desirable to do the actual implementation of the theories and test
the product on the market. This would contribute to a validation of whether the
theories and developing methods within the framework, and PLG, works or not.

As mentioned in the discussion, there are ethical aspects to be aware of within
PLG, especially surrounding data collection. Therefore, a future work may be to
add ethics to the prototype of the framework. For example, how to best manage
data collection and its consequences.
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[13] Forskning.se, “Nudging – möjligheter och fallgropar när vi knuf-
fas till rätt beslut,” January 2019, retrieved 2021-05-27. [Online].
Tillgänglig: https://www.forskning.se/2019/01/24/nudging-mojligheter-och-
fallgropar-nar-vi-knu↵as-till-ratt-beslut/#

[14] I. D. Foundation, “User experience (UX) design,” retrieved 2021-03-27.
[Online]. Tillgänglig: https://www.interaction-design.org/literature/topics/
ux-designe

[15] W. Hagman, “When are nudges acceptable?: Influences of beneficiaries, tech-
niques, alternatives and choice architects,” Ph.D. dissertation, Linköping Uni-
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B Framework 1

A Interview Questions

• Can you tell me about your role at [company]?

• What is your most important target group? Is it, for example, decision-
makers, end-users or opinion-leaders?

• How do you make the market aware of your product?

• What makes your product unique on the market and successful? For exam-
ple, is it a lower price and same o↵er, lower price and a narrower o↵er or
new wider o↵er?

• How do you meet and resolve pain-points that hamper users in their product
experience, which might prevent them from becoming a paying customer?

• Do you use a special strategy, method, process or another way of working in
order to drive the product development? In that case, can you describe it?

• In what way have you been a↵ected in your development processes and strate-
gies by the increased pace of digitalization and of how companies, such as
Slack, Dropbox, Facebook, Uber and other tech companies, have developed
virally?

• Do you do anything to support PLG? In that case, what?

• Do you have partners who help spread the product? In that case, how?

• Is there anything else you want to add?

B Framework 1
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Röd
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PLG GTM-strategi 

SLG GTM strategi
PLG GTM-strategi om produkten
är lätt att sälja in till
användare/påvisar ett stort värde
snabbt 

Free trial
Demo

Freemium
Free trial

Freemium
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Freemium                    Negativ effekt
Free trial                       Varierande resultat

Freemium                     Positivt resultat
Free trial                        Positivt resultat

Förstå Kommunicera Leverera
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undvikas 

Ability debt Brist i
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Kartlägg vägen Märk stegen 
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1. Push-notifikationer 2. Onboarding-mejl 

Utvärderar fortfarande:

Passar inte:

För komplicerad:

För dyr: 

Valde en annan lösning: 

Efterforskar bara: 

Saknar

produktfunktion/integration:
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 Snabbt värde/Snabb vinst

Önskat resultat

Kund

Poweranvändare
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Analysera Bristpunkt AARRR
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Impact Confidence Ease

Analysera ICE-prioritering Testa åtgärd 
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Testa åtgärd ICE-prioriteringAnalysera 

Gör en data
driven analys

ICE-prioritering Förslag på åtgärder
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ICE-prioritering Testa åtgärd
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ICE-prioritering Förslag för att
förbättra ARPU

Analysera
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Marknad MålgruppStrategi

2.1 Förstå värdet
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2.2 Skapa värdemått 
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Idé Impact Confidence ICE-poängEaseMålet
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Eventnamn
Betydelse

(1-10)
Antalet event

(X-antal dagar)
Totalt värde

(betydelse * dagar)

Användare Engagemangspoäng

Totalt engagemang:
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