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Learning from
Our Mistakes

Discussion and Practice with
Optimization Goals
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Irina Skrvpnik

» /yearsin Scrum, 5in LeSS
» Scrum Master
» Agile Lead @ Manychat

» eSS practitioner
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Dmitrv Kushnikov

» 8 years @ Manychat;
from 4 to 240 people

» Backend Engineer > Backend
Lead » Head of Engineering -
CTO -> COO

» 20+ years of experience in tech
startups and software
engineering

» eSS utilizer
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We are the team
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Manvchat in numbers

#1

1M+

1B+ 170+

Platform Manychat
Is the most used
Chat Marketing
Platform

200+

Customers use
Manychat for
marketing, sales
& support

o0+

Conversations
powered by
Manychat in
the last year

Countries use
Manychat

Global Team

People on
Manychat team

People in Manychat
Engineering

In Spain, Armenia, Netherlands, USA and
Brazil. Relocation support
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Manychat is Chat Marketing platform.

We enable businesses to drive more
sales and conversions on messaging

apps such as [@) [ € using automation.

® ®

Instagram WhatsApp Messenger

Automate your Connect with your Facebook Messenger
Instagram Marketing Customers Instantly chatbot #1

"
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Ask Al to create
— (O Smart Delay o Instagram )
Follow up broadcasting content

Wait 2 Hours and then continue
Don't forget to get your offer! You have only What is your broadcast about?

24 hours for it & ,
Next Step - | want to send broadcast for the spring sale. We sell bags and

make a discount on the entire spring collection.

Get it!

G,

Call-to-action link
Next Step O

https://yourwebsite.com

Tone of voice
Engaging

Enter a custom tone or choose a preset tone

Output language

m manychat m manychat %
manychat Business chat Business chat

which may be promotional. Learn More

Hey, here's a cool resource you
717 89,2K 553 might like G5
Posts Followers  Following

[ Every month we send out
ONE broadcast using the power

Manychat of IG DM Lists with: Mu“v

4/ Grow with the #1 Instagram DM Automation

platform % New features and updates NeWSIetter Contacts

@ 1 million users in 150+ countries from our developers

(- DM keyword DEMO to see how it works ( & Important news
New York, New York Y Incredible guides made by

. Instagram
top experts Automation 45 when.. D) stearam 9) send Message

Send Message

Home

(Z) www.youtube.com/watch?v=nuRgmBOMgnk
If you'd like to subscribe and be (©) User comments on your Post or Reel Thnke . ) Thanks for commenting, (GIEIYRTY!
J i i Post or Reel Comments #139 anks for commenting, (GIEINERTY!
@P Followed by mituy, shlykova and 37 others a part of our Newsletter List, bl i
just click below: ; Live Ch G
J Subscribe to Wee“y Newsletter Ive C at O User sends a message (© Waiting 3 sec... Actions
Following v Message Email I wantin! & Want to get additional messages from Wessage containsSuppor el need 0 5903k 0

us? You can opt out at any time. . " Add Tag Do you mind passing along your email?
Do you mind passing along your email? Subscribed email

© Waiting 3 sec...

fsee Newsletter 1st Get updates Ana|ytICS (© Customer Chat

Waiting for a reply from contact...
e i Messtge Customedc st (® Waiting for a reply from contact... ® = s
’
) 5! Action on reply

(© Pop-up modal window Action on reply

11:02 PM Z_ See Newsletter 1st Broadcasting Messenger ol 127 P—y <SS H contact has ot responded O

Tips Super Fans Events IG Automati... Produd (© Smart Delay Actions #1

Next Step O
Next Step Wait 1Day and then continue Assign conversation

15 @ @ I want in! ¢ Of course! Click below to see +New Trigger tossaliutin

the latest Newsletter | Settings Next Step

Assign conversation

) MONETIZING YOUR INSTAGRAM. ® Nunzuz[ivnun INSTAGRAM s ~  MONETIZING YOUR x»znnm Perfectl by clicking below you Opt Read Here James Amorosana
in to receive 1 monthly broadcast A
i " ssign conversation
P ] < l from us & Ryan Stadulis

Instagram

pobentel And if you would like to join the VIP 9) Send Message #1
manychat would like to send you additional messages, List of NeWSIett,er getters' click the
which may be promotional. Learn More button below &

revealed Next Step O

Thanks so much, GIEAYETTY =
. — O Instagram
Live chat L4 2 Send Message #2

manychat would like to send you additional messages,

@ Try /silent &F @ Message... \9 @ @

@ Waiting 3 sec... Add a tex

Do you mind telling us how big your
company size is?

Next Step

Next Step O
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Manvchat as a system

 Product-Led organization
« OKRs-driven organization

e Utilizing LeSS from 2018
(now we have the 3rd edition)
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Whv Manvchat uses
Optimization godls

« the company as a team

e environment to build a great product

e adaptability to navigate through changes
e cOoNnsistency of decisions made by leaders

Goals (as pillars) support the continuous growth
of business, company, product, and people
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About the workshopmn:

Our goals for today: Expected outcomes:
* Share our real experience * You've explored thimization
with optimization goals. goals through a live example,

assessed Its value for you, and

Give you a chance to apply learned from our mistakes.

this approach based on our
Insights.

All the data is real, right down to the team names and the exact numbers.

12
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_qunch new cha N
to produce $20m

non-1G ARR.

mi2

Build Multi-channel
Ecommerce Product for

13
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1. Take one card.

Launch new chantt
to produce $20m 10
non-1G ARR.

mi2

Build Multi-channel

Ecommerce Product for

14
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1. Take one card.

2. Pass the cards as many times as
possible within 10 seconds.

me

Launch new chantt
to produce $20m N
non-1G ARR.

mi2

Build Multi-channel
Ecommerce Product for

15



Manychat 2024 GLOBAL LESS CONFERENCE MADRID 27 SEPTEMBER 2024

1. Take one card.

2. Pass the cards as many times as possible within
10 seconds.

3. Time’s up! Grab a card and form
groups of 5-6 people.

16
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1. Take one card.

2. Pass the cards as many times as possible within 10 seconds.

3. Thetimeis up! Grab one card and form groups of 4-5 people.

4. Read all the cards. What’s on them: a business
goal or an optimization goal? Mark on the back /
of the card:

B = business goal,
O = optimization goal.

90 seconds

17



Manychat 2024 GLOBAL LESS CONFERENCE MADRID 27 SEPTEMBER 2024

1. Take one card.
2. Pass the cards as many times as possible within 10 seconds.

3. The timeis up! Grab one card and form groups of 5-6 people.

4. Read all the cards. What’s on them: a business goal or an
optimization goal? Discuss why.

5. Onthe back of the card, mark: | ~ & =
B = business goal, e | | oo

O = optimization goal.

Japy,
Qbijji
o o Ity: Ap:
\\E Or . - Abijj;
- ot ) 3o« gs.® e. anIZQt,' Oility for
SO e direcgi. . N0 cp. N
u R e*C 'On fag; an nge
q
/OW COSt at Q
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Build Multi-channel
Ecommerce Product for

mil

Grow Instagram NRR
Month1 from 85% to 95%.

m?e9

Launch new channels
to produce $20min
non-IG ARR.

m1i7

Grow agency driven
ARR from $10m to $12m.

m25

Increase Activation Rate
of IG 10K+ accounts
from 22% to 33%.

Grow non-sales

revenue to $20m ARR.

mlo

Launch Manychat
Sales and achieve
100% M1 NRR.

mis

Grow to 100K paid
accounts and $20M ARR.

m2é

Upgrade our
Monetization model.

m3

Run the first test of sales
acquisition strategy for
midmarket customers.

mill

Run a successful
Manychat Inbox Pilot /
MVP.

mile

Release SMS & Email to

support our vision for the

multichannel marketing
platform.

ma27

Launch Web Chat as a
new channel.

ma

Launch Manychat Inbox
and grow it to $200k ARR.

mi2

Build Multi-channel
Ecommerce Product for
Shopify.

m20

Grow Agency Partner
Program to 1'000 active
agencies.

ma2s

Increase Setup Rate
by X%.

How would vou describe the difference
between optimization godals and
business gouls?

Optimization Gouals

ms

The ability and readiness to
take any initiative and dig to

the necessary depth.

mi3

Quality & Stability: Develop a user
experience that is unwavering in
its stability and sustainability,
gaining the loyalty of all who
come to encounter it.

m21

Speed: Shortest time
from idea to delivery.

ma29

Resource efficiency:
Efficient use of people
and other resources.

mé

An environment that

supports the growth and

development of teams
and people.

mla

Learning & Expertise: Gain,
prove, and share knowledge
to redefine expectations
through innovation.

m22

Adaptability: Ability for an
organization to change
direction fastand at a

low cost.

m30

Ideation: Maximize the
number of innovative
ideas and creativity.

m?7 ms
The ability to deliver the

Security: Critical
highest business value.

information protection.

mis mié
Scalability & Predictability:

Fast experiments that
Scale the value, not the

lead to explosive growth.
costs.

ma23 m24a

Reliability: Delivery with

Quality: Conformance to
low deviations from the

standards, product
excellence.

plan.

s m32

Learning: Gain knowledge
about customers and
their needs, the market,
& new technology.

Safety: Protection from
danger, risk, or injury.



Manychat 2024 GLOBAL LESS CONFERENCE MADRID 27 SEPTEMBER 2024

Look at the people in your final small
group. This is your team for today’s
WOrkshop.
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- Focus on influencing the
external system such as
market conditions,
competitors, and economic
trends.

- The results are beyond the
company’s control.

- Decisions are driven by vision
and data

Opntimization
godals

* Focus on influencing the internal
system such as organizational
desigh and processes

* The results are under the
company’s control.

* Decisions are made based on
approaches such as systems
thinking.
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Our question fortodav is...

22
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Market
State _\

goals \

Optimization
godls

Strengths &
weaknesses:

Are our optimization
goals good or bad?

Org design
& processes

23
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Market
State _\

goals \

Optimization

oduls
Strengths & 9 \
weaknesses:

Org design
Are all these four
elements aligned or not? &processes

24
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Let’s
pract

T




Manychat

Practice

This Is our actual Product

organizational structure for Q2
2022.

It iIncludes Market state, business

goals, along with an

organizational design and
processes. What’s missing are the

optimization goals.

We invite you to find them.

Please look at the instructions.

2024 GLOBAL LESS CONFERENCE MADRID
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02 2022 Product Group Structure

- Regions: The US, Europe,
Latin America

+ Market Type: Emerging,
growing, innovative market

- Competition: There are few
competitors

Product

- One Product: Manychat

- Partial Product-Market Fit -
currently searching for the
Ideal Customer Profile (ICP)

Marketing Automation (MA) Area

' MAArea
Product \v
) Backlog 3

Q2 2022 Product Goal: Define

and validate Instagram Ecommerce
ICPs by acquiring 1,500 paying ICP-
related accounts with Activation
Rate > 50%

Area Product Team 1 Team 2 Team 3 Analysts
Owner Chemists Mayans Hellta Skelta Team

Manychat co
and ICP segments,
Discovery and Delivery pro

Fast experiments that lead
to explosive growth

ntinues to search for product—markqt;n
ts, so it’s important for us to buil
i cesses that allow us to

quickly test hypotheses.

- Teams are autonomous, self-managing, and
cross-functional (backend, frontend, design).

- No dedicated QA engineers.

- Sprintduration: two weeks.

- Engineering practices: Strong Definition of Done
(DoD), Continuous Integration, Automated Tests.

- Early adopters community.

- Learning and development: Communities of
Practice, Facilitation School, Internal Feedback
Training, and certified internal coaches.

/ Inbox Area \

¥ Inbox Area Q22022 Product Goal:
Product \." Launch Manychat Inbox
L Backlog ~ and grow it to $200K ARR

Area Product Team 4 Team5 Analysts
Owner Helicopters Tenet Team

/ Mobile App \

i Mobile App Q22022 Product Goal:
Product \v Test value hypotheses of
| Backlog ~ Mobile App

WhatsApp Leading team

. WhatsApp Q2 2022 Product
Product \’ Goal: Launch
B Backlog ~ WhatsApp integration

3
.

WhatsApp Team 8 Analyst
Product Leader Dreamcast

26
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Practice

Choose a timekeeper.

1. Take the structure sheet and cards.
ldentify which optimization goals align
with the structure and which don’t.

2. Check your answers using the answer
sheet.

3. Review Manychat’s 2022 optimization
goals. Note strengths and weaknesses,
and be ready to share in 1-2 sentences.

You have 15 minutes.

02 2022 Product Group Structure

Market

- Regions: The US, Europe,
Latin America

« Market Type: Emerging,
growing, innovative market
Competition: There are few
competitors

Product

- One Product: Manychat

- Partial Product-Market Fit -
currently searching for the
Ideal Customer Profile (ICP)

Marketing Automation (MA) Area \

i MAArea
Product
Backlog

Area Product  Team 1

\
\

Q2 2022 Product Goal: Define

and validate Instagram Ecommerce
ICPs by acquiring 1,500 paying ICP-
related accounts with Activation
Rate > 50%

Team 3

Owner Chemists Mayans Hellta Skelta

Answers:

Fast experiments
thatlead to
explosive growth

A high-quality

« Leading team approach
+ Early adopters community

« Two-weeks Sprint

+ No QAengineers to reduce queues

« Strong Definition of Done (DoD),
Sonti s ated

product that users % ves ‘
love

The abilitv and
willingness to take
initiative and dig to the
necessary depth

An environment that

supports the growth Yes
and development

of teums and people

Deliver the Most
Valuable e

Scalability W

Tests.

« Autonomous teams that can
independently find the best technical
solution from the available options.

« Cross-functional teams
+ Small Areas

« Multi-team PBRs

+ Hire people with “startup” mindset

+ Emerging growing Market

« Autonomous self-

+ Communitie:

« Internal trainings & coaching
+ Pairand mob-programming

Because we didn't have full Product-
Market Fit yet, we were searching for our
users and didn’t know who they were,
which meant we couldn’t determine what
was 'most valuable' to them,

We were searching for our ICP and
Product-Market Fit, so we didn‘t plan
for the future in our technical solutions.

Since our hypotheses might not have
worked, we would have had to remove
them to avoid increasing technical debt
and support costs. Therefore, there was
nothing to scale at that point.

\

Org Design & Processes

- Teams are autonomous, self-managing, and
cross-functional (backend, frontend, design).

- Nodedicated QA engineers.

- Sprint duration: two weeks.

- Engineering practices: Strong Definition of Done
(DoD), Continuous Integration, Automated Tests.

- Early adopters community.
Learning and development: Communities of
Practice, Facilitation School, Internal Feedback
Training, and certified internal coaches.

Inbox Area

| Ut

2E  fa. Ja. £ WhatsApp Leading team\\

e DA S s
L Bode s
omrer Team e

relcpters Tenet Whatsop negraton

Q22022 produceGoat:
Testvalue Pypotses of

SS
Fast experiments that lead nd n‘: o
to explosive growth v itative und:m
duct-market fit ! de
Manychat continues 10 SeorE L ant for us tobuld t0 ne essurV g
a\;\wscoverv ‘and Delivery processes thatallow us to t\‘e e Qr::z tost

d
s AN 3
quickly test hypotheses. of 4ea8 T momert: Cigment
- M
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Strengths

* They exist in a healthy
mutual tension.

* They are aligned with
business goals and the
current market state.

* There is a clear "why" behind
them.

* Mix of optimization goals and
outcomes beyond our control.

* Not integrated into existing
systems: no reference to org
design, values, etc.

* No Indicators to track them.

* These goals weren’t transparent,
SO managers and teams couldn’t
use them for decision-making at
their level.

28
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Adaptabilityv of our
Svstem godls

2024 Opt godals draft

1. Quality & Stability:

Develop a user experience that is unwavering in its
stability and sustainability, gaining the loyalty of all
who come to encounter it.

Values related: CARE INTENSELY, DAZZLE CUSTOMERS

2. Learning & Expertise:

Gain, prove, and share knowledge to redefine
expectations through innovation. Foster a continuous
feedback loop to solve the problems that matter most
to our customers.

Values related: DAZZLE CUSTOMERS, THINK BIG

3. Scalability & Predictability:

Scale the value, not the costs. Hold yourself and others
accountable for the future that lies ahead

Values related: THINK BIG, DELIVER RESULTS

An important characteristic of systemic
goalsis that they need to be adaptable
as the market and company grow and/or
change.

Over the past two years, Manychat has
evolved, and we are now developing a
draft of optimization goals for the
current state of the market and
company.

Take alook at them and compare them to
the 2022 optimization goals

® What shift do you see?

® What characteristics do strong
optimization goals possess?

29
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Serious play ;)
Opntimization
goals should bhe

Meaningful
Aligned
Nurturing
Yielding
Consistent
Holistic
Adaptive
Tracable
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Ourlessons learned:

« The goals work for me

e Strategy and tactics decision-making
« The goals work for us as a team (with Ira)

« Brainstorming and reflect potential changes
« The goals partially works for leaders

« Depend of the level

Goals should be adjusted to the company and product stage

31
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Our kev takeawavs:

e We don’t use the whole potential of the goals

e We don’treview the system from the
perspective of the goals enough

e We don’t share the goals and their meaning
enough with other leaders
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Return of time
investment

You’ve Invested your
energy, attention, ana
time Into this workshop
today.

But how much did you
getinreturn?

Evaluate and mark it on
the scale individually.

nvested more than received

+2 Received significantly more
than invested
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Thank vou:
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Let’s keep in touch

Email: Email:

dmitry@manychat.com Ira@manychat.com

Telegram: Telegram:

@dkushnikov @irinaskrypniksm

LinkedIn: LinkedIn:

dkushnikov Iritna-skrypnik



mailto:dmitry@manychat.com
mailto:ira@manychat.com

