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Overview of activation
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What is activation?

Activation is driving users to take the 
intended action you wish them to 
take.  

Activation is not passive, it’s active - 
there are one or more goal 
associated with it. 
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Activation is a broad focus area

Encapsulating 

- PLG 
- Onboarding 
- Upselling 
- Email campaigns 
- Drip campaigns 
- Triggers & Hooks 
- And more
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Remember EPAG?

Most acquisition will have an end 
point acquisition goal, or EPAG. It’s 
the last step in the acquisition 
process. 

In activation, we start with EPAG and 
move users through the rest of the 
customer journey.
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Stages of Activation

EPAG becomes your first step in the 
activation loop. There are two other 
components to consider: 

1. Next Step Activation 
2. End Goal Activation
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Next Step Activation

The primary goal of next step 
activation is to drive people to the 
next step in your user or buyer 
journey. 

There likely are multiple next step 
activation steps.
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End Goal Activation

The primary goal of end goal 
activation is to assist in getting 
people to your “end” customer 
journey state.  

It’s probably a revenue based goal.
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Activation loop

2nd step of 
activation

Next Step 1

1st step of 
activation

EPAG

3rd step of 
activation

Next Step 2

Acquisition

End Goal 
Activation 
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Components of great activation

1. Focus on the metrics that matter 
and have a well defined process 

1. Relentlessly focus on each step 
of the activation flow 

1. Be intentional & have a point of 
view on your user journey 

1. Leverage user psychology to 
create triggers that work 

1. Be everywhere your customers 
are
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Common causes of poor activation

- Lack of measurement around 
goals 

- Not being proactive with the user 

- Not enough of a push through 
the buyer journey 

- Lack of experimentation 

- Rigid process that doesn’t 
change 

- Laziness when things “are 
working”
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Growth 101 focus

1. Focus on the metrics that 
matter and have a well defined 
process 

Mastering Growth covers: 

1. Relentlessly focus on each step 
of the activation flow 

1. Be intentional & have a point of 
view on your user journey 

1. Leverage user psychology to 
create triggers that work 

1. Be everywhere your customers 
are
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Focus on the metrics that matter and have a well defined process
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End to end example: Miro
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Acquisition loop (paid Twitter)

End Goal 

Signs up for free trial

Input 

User browsing product 
management themes 
on twitter

Action 

Sees ad for Miro, clicks 
link

Input, Action, 
End Goal Loop
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Twitter → Landing Page → Sign up free (EPAG)
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Miro home page

http://drive.google.com/file/d/11osJ32aeVuBlEQyWUnfaHvTS3PFFOtKA/view
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Miro’s activation pathway
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Miro’s activation pathway
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Miro’s activation pathway
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Miro’s activation pathway 
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Miro’s activation pathway 
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Miro’s activation loop

End Goal Activation 

Upgrade to a paid plan

Next Step 1 

Create one board OR  
invite teammate

Next Step 2 
Create a second & third 

board

Activation Loop

EPAG = Free 
plan
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How does Miro move users? Via constraints and internal growth 
loops with your team
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Only three boards can be live at once By creating a board, you only have 
two left. By inviting a teammate, you’ll 
likely get to three boards faster.
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Only one project can be created at a 
time

Once you invite a teammate, you 
probably will have more than one 
project for the company. This will lead 
to more boards and the need for 
more than one project.
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Boards are open to all teammates
If you have multiple teammates and 
more than one project, you may want 
to limit access to only relevant 
teammates.
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Templates are limited - upgrading 
unlocks more options

Once you are using the product and 
want to do more things with it, you’ll 
likely need more template options.
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Drip campaigns keep you on track
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More team pushes! As the account owner I’m now getting 
these
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End goal
The onboarding and features support 
more product engagement which 
leads to the constraints being hit 
faster, which leads to an upgrade.
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Tracking activation metrics
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Activation cohorts
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If you can’t...

If you don’t have the tooling in place 
to handle cohorts yet, don’t worry.  

- Track your metrics on a weekly 
basis but be mindful that there 
will likely be a time lag between 
steps in the journey, so 
attribution of events may be 
wrong 

- But it should normalize over time 
to some degree
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User Psychology and Value/Action/Reward Loops
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Value/Action/Reward Loop

Initial ValueOutput

Action DriverAction Driver

Reward

Action/Value 
Loop
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User psychology & triggers
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Types of triggers

The main types of triggers are: 

- Action 
- Time 
- Value 
- Emotion 
- Scarcity 

Or a combination
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Triggers often come between steps

Next Step Activation End Goal ActivationNext Step Activation Next Step Activation

Trigger Trigger Trigger
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Thanks!
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Additional Materials
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Worksheets
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Next Step Activation

When a user visits my site/app, my 1st next 
step goal is: 
_____________________________________
_________________________ 

Key metric: ____________________________ 
 
My 2nd next step goal is: 
_____________________________________
_____________________________________
___________________ 

Key metric: ____________________________ 

End Goal Activation

My end goal activation is to get my user/buyer 
to: 
_____________________________________
_____________________________________
___________________ 

Key metric: ____________________________ 

Worksheet: Goal Mapping & Key Metrics

My 3rd next step goal is: 

______________________________________________________
________ 

Key metric: ____________________________ 

Once you have goals, set your key metrics.
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Initial Value 
_____________________________________
_____________________________________
___________________ 

Action Driver 1 
_____________________________________
_____________________________________
___________________ 

Reward 
_____________________________________
_____________________________________
___________________ 

Action Driver 2 
_______________________________________________
______________________________________________ 

Output 
_______________________________________________
______________________________________________ 

Worksheet: Value/Action/Reward Loop

Work from Initial Value to Output
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Emotion 
_______________________________________________
______________________________________________ 

Scarcity 
_______________________________________________
______________________________________________ 

Worksheet: Triggers

Action 
_____________________________________
_____________________________________
___________________ 

Time 
_____________________________________
_____________________________________
___________________ 

Value 
_____________________________________
_____________________________________
___________________ 

What ideas for Triggers do you have?
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How D2C brands drive to 1st purchase
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Observations

- Many D2C brands have a quiz to 
start that uses personalization 

- This helps you buy into the brand 
(user psychology)  

- Almost all try to capture an email 
- They leverage email activation 

via drip campaigns 
- Try to get you back to the “cart” 

or onboarding flow 
- They offer discounts to get you 

to purchase
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Imperfect Foods
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Imperfect Foods
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Imperfect Foods
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Imperfect Foods
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Barkbox pre-onboarding

http://drive.google.com/file/d/11i-lfaENq6aM-eG2SGIV8RbNRuMprnSx/view
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Barkbox personalized emails
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Barkbox personalized emails
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Barkbox personalized emails
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See what they’re doing?

- Highly personalized 
- Using my dog’s name as part of 

the subject line 
- Feeding me content along the 

way
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Red Tricycle activation
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Red Tricycle email capture
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What worked & didn’t work?

What didn’t work? 
- Tons of design changes to 

overlay (my gut said it would) 
- Messaging and fields for data 

capture 

What did work? 
- Frequency of showing modal 

increased subs by +46% 

What we did? 
- Used to show “no thanks” and 

hide modal for 3 months 
- Changed to reappear after 15 

days 
- I’m already a subscriber - show 

again after 3 months
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Email Open Rates

Experiment: Email open rates 

Goal: Increase the open rates for our 
3x per week email   

Measurement: % increase or 
decrease in open rate over last 3 
months average (baseline/control) 

Test(s): Implement A/B test in email 
system for subject line, send times, 
day of week, etc. doing one test at a 
time
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Email open rates. What didn’t work?

- Changing send day of week 

- Changing frequency (daily, #/wk, #/mo.) 

- Altering from name 

- Image & text placement 

- Pre-header message 
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Email open rates. What did work?

Subject Line Tests 

- Not surprisingly, subject line testing improves open rates 
- A/B test all the time 
- Enables you to take some chances with bolder ideas 
- Always test 2 to 3 options 
- Send to 10% total list (winner auto-chosen) 
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Test results (winners on top)

+50%  “The Secret to a Calm Kid”  
“Yoga Studios for Atlanta’s Small Set” 

+44% “Mom Workouts You’ll Swear By”   
  “Prenatal Fitness Classes to Keep You Moving” 

+39%  “It’s Like Sailing, Only Better” 
“5 Places to Pedal Boat” 
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Small ideas might produce huge results

By adding personalization to the sign up box, we saw a 
+300% increase in sign up rate. Notice the city - it’s a tiny 
change, but a huge impact. 
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Email open rates. What did work?

Send times 

- Time of day of sent made a HUGE difference 
- +100% increase in open rates by sending @ 8pm instead of 9am
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Takeaways?

Find your 8PM! 

- Test everything along your 
activation pathway 

- Be bold, take some risks 
- Find your brand voice, use it!


