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build a 
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Visuals

you


product

sell itself 
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PLG Advisor


Founder
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All of your product’s 
features

what you think you need to show new signups

what you actually need to show new signups

the solution to their 

problem
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Where they are 
today

Where they’re

going

How they’ll get 
there

user journey steps

“Aha!”



Adding a 

freemium/free trial

Building a 

self-serve model
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Decides to 
go PLG

let’s people 
try for free

equips product 
to sell itself
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Conversion

Time-to-value
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“Huh?”

VS

“Aha!”
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Where Most 
People think

Onboarding starts

Where  
Onboarding

Actually starts

discovers your product Signs up

@yaakovcarno
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Product

SalesPLg

Marketing

CS

It’s not a product thing, it’s a company thing.
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value proposition

user research
90% in-depth 

how you phrase it10%



Guide USER 

TO ACTIVATion


PROMOTE 

ADOPTION

Push


UPGRADE
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Success before sales



@yaakovcarno

Spray and pray marketing understand who they are

deliver value instantly

incentivize the upgrade

generic user journeys

push the sale

try deliver value

sOLVE THE PROBLEM THEY’RE FACING

New way
users=peopleusers=numbers

Old Way



How much value your 

product has for...

Persona 1

Persona 2

Persona 4

Persona 6Persona 3

@Yaakovcarno

Persona 7

Persona 8

Persona 9

Persona 5

Double down on the champions, 

support the stuck, and let go of the ones passing by.



Experiencing Product value

your customer journey
should look LIKE THIS

NOT THIS

SELLING

Selling

product value


@yaakovcarno



Me: “Tell me about 
your product”

Them:

Me: “Tell me about 
your users”

Them:



Activate

Adopt

Adore

advocate


PLG flywheel

@yaakovcarno
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Growth hack

prODUCT led Growth as a...

marketing
m

company
strategy

arketing ta
i

ct
c

next
campaign

growth
engine



Evaluators

Activate

show 

every feature


push to


assume
they understand

upgrade
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Improving your unique value proposition

Differentiation
should look LIKE THIS

NOT THIS

being better than your competitor

competition

unique value
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User looking

for a solution

Solve their

immediate problem

Introduce your product’s 

innovation

@yaakovcarno
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Features

differentiation

end-user
Value

data &
metrics

market
trends

Always put end-user value first.



when companies need to 

start tracking 

product data

when most companies 

start tracking

product data

today when faced with an issue

@yaakovcarno
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Relying on

motivation

relying on

consistent value
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Your product’s user types

Your product’s user journeys



quit

trying to find revenue hacks

BUilding a PLG ENGINE

@yaakovcarno
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prODUCT-mARKET FIT SIMPLIFIED

wHAT PEOPLE NEED

wHAT PEOPLE WILL PAY FOR

PMF

wHAT PEOPLE WANT



Solving Problems


ONBOARDING SHOULD 
LOOK LIKE THIS

NOT THIS

Features


Solving Problems
Features
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Design

Failed Launches 
explained

Test

Test

validate

improveLaunch

Build
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Personalization


Who are they?
Why are they here?
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the old way

the new way

personalization


welcome messages


intuitive empty states

templates


help center


available support
tool tips


checklists


product tours
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Adoption


Habits & Association
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Building Relationships

Engaging with
regular users should

look like this

not this

SELLING

Selling

Relationships
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IT HAS GREAT 
FEATURES

wHY PEOPLE SPEAK ABOUT A PRODUCT

iT’S SO EASY AND 
ENJOYABLE TO USE

@yaakovcarno



Build for

the end user


Prove value

to the buyer


Sale



@yaakovcarno











Onboarding Audit: A complete breakdown of your product’s 

user journey packed with actionable insights to boost your 

free-to-paid conversions.



PLG Advisory: Fully customized 1:1 advising packages to help 

you boost your self-serve revenue by increasing activation 

and reducing churn.

Interested to learn more?



Send me a message on LinkedIn or 

email me at yaakov@valubyl.com

Whenever you’re ready, there are 2 ways I can help you:


