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Product-Led vs
Sales-Led Growth

Understand the difference
and know when to leverage both




Choosing a Growth Strategy
WHY IT’S IMPORTANT

Developing and executing a growth strategy is a reliable path to maximizing
the impact of a business, acting as a roadmap that guides resource
allocation and market positioning.

It offers a comprehensive approach that serves as the common thread that aligns the
entire organization towards the same goals.

A carefully chosen growth strategy helps organizations orchestrate every aspect of their
businesses, from product development to customer engagement. This leads to efficient
resource utilization, targeted and effective customer segmentation, higher returns on
investments, and insightful data use.

As a result, brands can design cohesive, compelling user experience that fosters
customer loyalty and sets a business apart from its competitors, paving the way for
sustainable growth and a strong market presence.
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Two ends of Modern Growth Strategy

While there are other angles to growth (like customer-Led, founder-Led, acquisition-led,
marketing-led, and others), the most effective in achieving both rapid/exponential
and steady/linear growth are Product-Led Growth (PLG) and Sales-Led Growth (SLG).
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PLG SLG
PLG leverages the product itself as the SLG emphasizes building a strong
primary growth driver, focusing on creating sales and marketing infrastructure to
value and satisfying user experiences to actively seek out and convert potential
attract and retain customers. customers.

and while distinct, can often intersect and complement each other,

providing an avenue to attract and retain a broader spectrum of account types.

Though Product-Led Growth may feel “simpler” than assembling and managing a team of Sales and
Marketing rockstars, it doesn’t mean it is less expensive or less time-consuming. In fact, PLG can

be a true ordeal if you have a complex product with an onboarding process that is far from easy or
seamless.

Most small-to-medium-sized SaaS buyers will be more receptive to a product-led offering, whereas
larger, more enterprise-level buyers are going to respond better to a sales-led approach.

But that’s just a rule of thumb; as mentioned above, the only way to make an educated decision is by
learning more about each of those directions and assessing your company’s reality.

With the stage now set, join us as we explore the deeper meanings behind PLG and SLG, shed some

light on truths and half-truths related to both, and identify some of the core differences that will end up
making it or breaking it for your company.
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Product-Led Growth

Are there mechanisms of marketing, sales and advertising in PLG? Absolutely, they make up to 30%

of resource allocation where Product takes 70% or more. Developing a product of this caliber is a
challenging task. Depending on the specific market niche, the investment for design and development
could range from several hundred thousand to even millions of dollars, with a development timeline
that might extend from 12 to 18 months.

Common Features Found in PLG

Value-first approach. Allowing users to experience the product’s core benefits as soon
as they sign up so that they understand its value.

Freemium or Free Trial Models. PLG companies offer a free version of their product or a
free trial period. This approach lowers the barrier to entry, allowing users to experience
the product’s value before committing financially.

Self-Serve Accessibility. The product is typically accessible without the need for direct
sales interaction. Users can sign up, onboard, and start using the product on their own.
Additionally, support content like FAQs, a knowledge base, customer communities/user
forums, and feedback tools are made available.

Focus on User Experience. In order to achieve the tall orders of PLG exceptional user
experience is crucial. The product must be intuitive, easy to use, and capable of solving
users’ problems effectively. This focus reduces friction while increasing adoption.

Customer Feedback and Iteration. Continuous improvement based on user feedback
is a hallmark of PLG. This iterative process ensures the product evolves in line with user
needs and preferences.

Product as the Main Growth Driver. In PLG, the product is central to acquiring and
retaining customers. It’'s designed to provide immediate value, encouraging users to start
using it with little or no sales intervention.
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PLG Iin Action, Slack

Atlassian - The PLG OG

The cornerstone of a good PLG strategy is nothing short of a life-improving product that
turns users into loyalists, and teams into praise-spouting advocates. One example of such
a product is favored among product teams themselves; arguably the hardest cohort to win
over let alone impress.

O It all started as a self-funded, PLG-only Australian company with a single product, Jira.

Three years and a second product later, Confluence, Atlassian was profitable because
of its innovative business model: they charged enterprise prices without a sales team
(and that means no sales team paychecks).

Plus, they kick-started it all without venture capital. They bootstrapped the company
@ for years, financing it with credit cards. Not because they didn’t try to get funding, but
because back in 2002, having a business with no sales team was considered too risky,
to say the least.

C) It wasn’t until 2010 they received their first round of funding, raising $60 million. In
2015, they went public with an IPO valued at $4,37 billion, achieving a valuation of
$26.,6 billion in 2019.

@ “We’ve had a lot of smart people who wouldn’t join the company or give us money or
advise us because [our business] made no sense to them.”

— Mike Cannon-Brookes, Atlassian co-founder

C) Atlassian basically kickstarted the SaaS PLG game by offering a free trial then giving

users the option to upgrade to a paid plan at the end of 30 days. The rest is history:
people used the product, loved the product, and started bringing in their friends,
colleagues, and companies.

@ By perfecting their product and sprinkling some sales, Atlassian amassed a huge
customer base and pivoted to acquisition-led growth by acquiring software like Trello,
Bitbucket, and others, thus becoming a growth engine powerhouse! Now, other
companies create tech with Atlassian in mind as their exit.

funding developmentis crucial to early-stage

success. Getting off the ground with a PLG strategy is costly, but one could argue
that the upfront costs pay handsome dividends as the product begins to win over
consumers in the market.
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The 4 Guiding Principles of the PLG Model

Product-Led Growth (PLG) is built on four key principles: identifying and fulfilling product
demand, leveraging this demand to foster expansion, using the product for robust
customer retention, and strategically acquiring new customers.

Capitalize on Market
Demand for Your Product

Developing a product that pointedly and
effectively and addresses the requirements
of a broad market segment is key. It’s this
alignment that enables the product to
naturally attract users, facilitate expansion,
and sustain long-term growth. The product
becomes not just a solution, but a vital tool
that users rely on, ensuring its central role in
the company’s growth trajectory.

Keep Retention High
Through Product
Satisfaction

Ensuring retention centers on providing a
low-friction, highly intuitive user experience
at every interaction point, particularly during
onboarding and through the adoption
phase. This strategy aims to make the
product an indispensable part of the user’s
daily routine by ensuring its frequent and
seamless use. Alongside, a strong focus on
customer success and satisfaction is crucial,
as it helps in nurturing a positive and lasting
relationship with the users, ultimately
leading to higher retention and less churn.

|  Product-Led Growth vs. Sales-Led Growth

Use Your Product to Expand

The strategic expansion of a product through
upselling, cross-selling, and the introduction

of new functions and products. This principle
highlights the importance of leveraging these
growth opportunities while staying true to the
product’s core value proposition. It cautions
against overextension that could dilute the
essence of the original product, advocating for
a balanced approach where new features and
expansions align seamlessly with the established
core business and its key features.

Acquire New Customers
Through Strong Referrals

The power of leveraging existing customer
satisfaction to attract new users. This
approach focuses on creating such a
positive experience for current customers
that they become advocates for the product,
actively referring the product within their
networks. Strong referrals, driven by
genuine user endorsement, can significantly
boost new customer acquisition, as
prospective customers often trust personal
recommendations more than traditional
marketing efforts. This strategy not only
expands the customer base but also
strengthens brand credibility and

trust in the market.
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Pros & Cons of PLG Strategies

The landscape of Product-Led Growth (PLG) is intricate; it’s important to acknowledge
both its strength and its challenges. Despite the hype, the PLG model isn’t appropriate
for every company and product. We’ll take a balanced view to understand the full
potential of PLG while being cognizant of its limitations.

In the following section, we’ll explore the pros and cons of PLG, providing a comprehensive
perspective that can guide businesses in deciding whether this growth strategy aligns with their goals

and operational model.

PLG PROS

Scalability

With the product as the main growth
driver, businesses can scale rapidly
without proportionally increasing sales
or marketing costs.

Lower Customer
Acquisition Cost

Leveraging the product for growth reduces
reliance on expensive marketing campaigns
and sales teams.

Viral Potential

Exceptional products can naturally promote

sharing and referrals, leading to organic growth.

Enhanced User Experience

PLG focuses on creating intuitive and valuable
products, leading to higher user satisfaction
and retention.

Data-Driven Improvements

Continuous user feedback allows
for iterative product enhancements.
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High Initial
Development Cost

Significant investment is required in product
development and user experience.

Limited Market Reach

Products that don’t immediately resonate with
users or require specific knowledge can struggle
to gain traction.

Longer Time to Profitability

The initial focus on product development and user
acquisition can delay profitability.

Dependence on Product Appeal

The entire growth model hinges on the product’s
ability to attract and retain users.

Challenges in Upselling

Converting free users to paid customers can be
difficult without a focused sales strategy.
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Pitfalls to Avoid in PLG

Product-led growth is full of promise but also dotted with potential pitfalls that can
trip up even the most seasoned founders. Here are some of the common challenges
companies might encounter on their PLG journey:

Underestimating the Upfront Investment

Creating a product that’s compelling enough to sell itself is no small feat. It requires
a significant upfront investment in research, development, and design. Companies

often underestimate the resources needed to create a product that truly resonates
with their target audience.

Over-Reliance on Product Virality: There’s often a belief in PLG that if you build it,

they will come. But relying solely on the product’s innate appeal for growth can be
risky. Without strategic marketing and customer education, even the best products
can struggle to gain traction.

Neglecting the User Experience

The cornerstone of PLG is an exceptional user experience. Falling short in this area
can be a major pitfall. If the product isn’t intuitive, easy to use, or doesn’t effectively
solve a user’s problem, adoption and retention rates will likely suffer. Since many
PLG models rely on freemium or free trial approaches. The challenge here is
converting those free users into paying customers. Without an overall UX strategy
for upselling and demonstrating the value of premium features, conversion rates
can stagnate.

Scaling Challenges

While PLG can be inherently scalable, it’s not automatic. As the user base grows,
the product needs to evolve to handle different user types, larger enterprises,
and varied use cases, which can be a complex and resource-intensive process.

Complacency with Product Success

Early success can lead to complacency. The market is dynamic, and competitors
are always looming. Continuous innovation and improvement are indispensable
to maintain the edge in a PLG model.

© W @ @
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Sales-Led Growth

In Sales-Led Growth (SLG), marketing and sales efforts spearhead growth. Here, the
emphasis is on strategic marketing initiatives and a skilled salesforce to drive market
penetration and customer acquisition. Unlike PLG, where the product sells itself,

SLG relies heavily on the talents and techniques of marketing and sales teams to
communicate the product’s value, engage potential customers, and close sales.

typically comes as the concerted efforts of Sales and Marketing teams

to generate leads, create new sales opportunities, close deals, and manage long, often
complex sales cycles.

Sales-Led Growth (SLG), a 50-50 resource allocation between sales/
marketing and product development is typically optimal. This equilibrium
ensures robust sales and marketing efforts while the product itself does
not suffer from neglect.

Salaries for marketing and sales teams, production expenses for design
and programming, implementation costs, and substantial ad spend

all contribute to the overall investment. However you skin it, Sales-

Led Growth models put most (if not all) the pressure on salespeople.
Considering this, the case could be made that Sales-Led companies are
only as good as their sales teams. And if you haven’t heard, outstanding
marketing teams and trained, qualified salespeople are expensive
(nevertheless, worth every penny when SLG is a good fit for the company).

Additionally, staple tools like CRMs, collaboration platforms, and
productivity software can exceed 5k per year per team member.

A high ticket may be a good indicator that putting time and resources into
Marketing and Sales can be worth the while, as it will improve the chances
to secure plump, juicy enterprise accounts. Providers who have already
established themselves with acclaimed products or services will get the
biggest bang for the buck with Sales-Led Growth.
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Common Features Found in SLG

1- Targeted Marketing Campaigns

Strategic marketing plays a key role in generating leads
and creating awareness in the market.

2 - Outreach and Prospecting

Actively reaching out to potential clients through various channels
to generate leads and interest.

3 - Robust Lead Generation

Implementing tactics to identify and attract potential customers
to the sales pipeline.

4 - Structured Sales Processes

Defined sales funnels and processes are critical, managing
complex sales cycles efficiently.

5 -Sales Enablement

In SLG, a significant focus is on empowering the sales team
with the necessary content, technology and training.

6 - Relationship Building

A strong emphasis on developing and maintaining customer relationships
is a hallmark of SLG, with a focus on long-term engagement.

7 - Feedback-Driven Sales Strategy

Continuous adaptation of sales strategies based on customer
interactions and market feedback.

8 - Customer Success

Ensuring clients derive maximum value from the product. This involves
personalized support, ongoing engagement, and tailored solutions
to meet each customer’s unique needs and objectives.

9 - Customer Support

Providing timely assistance and resolving issues effectively to maintain
a positive customer experience and reinforce customer retention.
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SLG In Action, Oracle ORACLE

Sales-Led Growth (SLG) Strategy in Oracle: Oracle exemplifies a successful Sales-
Led Growth (SLG) strategy in the enterprise software market, renowned for its
comprehensive database software, cloud solutions, and enterprise applications.

Strategic Integration of Sales and Enterprise Solutions

Oracle skillfully integrates sales efforts with their vast array of enterprise
solutions, effectively attracting and managing large-scale clients through a
cohesive approach.

Tailored Client Engagement

Oracle's sales teams are adept at understanding each client's specific needs,
offering tailored solutions that showcase the capabilities and scalability of
their software products.

Focus on Enterprise Relationships and Customization

Emphasizing on establishing and nurturing relationships with enterprise-level
customers, Oracle offers customized and comprehensive solutions that cater
to complex business operations.

Expertise and Customer Confidence

Leveraging their deep industry expertise to build customer confidence,
Oracle’s proficiency in enterprise software solutions enhances the credibility
and effectiveness of their sales approach.

Building Long-Term Customer Relationships

Going beyond simply selling products, Oracle focuses on developing long-
lasting partnerships with clients, ensuring evolving and innovative technology
solutions.

Oracle’s SLG model demonstrates the effectiveness of aligning sales

with specialized enterprise software solutions in driving growth. Their
client-focused approach, combined with a strong emphasis on customized
solutions and enduring relationships, has been central to their success in
the enterprise software market.
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SLG in Action, Salesforce {palesiorn

Sales-Led Growth (SLG) Strategy in Salesforce: Salesforce, a global leader in CRM
(Customer Relationship Management) software, presents an exemplary model of Sales-
Led Growth (SLG) in the Saa$S industry. Salesforce’s journey and strategy demonstrate
how a focused sales approach can drive significant growth and market dominance.

Strategic Sales Initiatives for Market Penetration

Salesforce’s SLG strategy is characterized by robust sales initiatives aimed
at penetrating various market segments, from small businesses to large
enterprises. The company employs a dedicated sales force skilled in
identifying and capitalizing on new sales opportunities, which has been
pivotal in expanding its customer base and market share.

Custom Solutions for Diverse Clientele

Understanding the diverse needs of its clientele, Salesforce’s sales teams
excel in offering customized CRM solutions. They engage clients with
detailed analysis, demonstrations tailored to specific business requirements,
and offer scalable solutions that grow with the client’s business, thereby
cultivating long-term relationships.

Education and Enablement

A cornerstone of Salesforce’s strategy is its focus on education and
enablement. Through Salesforce University and various training programs,
the company educates not just its customers but also the broader community
on CRM best practices and the effective use of its platform.

Building and Nurturing Customer Relationships

Salesforce’s approach goes beyond mere transactions; it’s about cultivating
enduring partnerships. This involves ongoing support and engagement,
ensuring clients continually find value in their products and services.

Salesforce’s success in employing an SLG strategy showcases how
combining sales expertise with an accurate understanding of customer
needs can lead to outstanding growth in the SaaS sector. Their
commitment to customer education, personalized solutions, and data-
driven sales tactics underlines the potential of a well-orchestrated sales-
led approach in achieving market leadership.
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The 4 Guiding Principles of the SLG Model

The Sales-Led Growth (SLG) model is underpinned by four key principles: Strategic
Customer Targeting, Integrated Marketing and Brand Positioning, a Relationship-Driven
Sales Approach, and Customized Value Propositions. These principles synergize to target
the right customers, align marketing with sales, foster strong customer relationships,

and tailor unique value offerings, forming the foundation of an effective SLG strategy.

Strategic Customer
Targeting

The foundation of SLG is identifying and
targeting the right customer segments.
This involves a deep understanding of the
market, including customer needs, pain
points, and purchasing behavior. Sales
strategies are tailored to these insights,
ensuring that efforts are focused on the
most promising prospects.

Relationship-Driven
Sales Approach

In SLG, building and maintaining strong
customer relationships is mandatory. This
principle emphasizes the importance of
personal interactions, trust-building, and
understanding customer needs over time.
Sales teams work closely with customers,
offering solutions that align closely with their
specific requirements and preferences.
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Integrated Marketing
and Brand Positioning

While SLG focuses heavily on sales,

the importance of marketing and brand
positioning cannot be understated. This
principle emphasizes the need for a strong,
cohesive brand message that resonates
with the target audience. Marketing efforts
should be aligned with sales objectives,
ensuring that there is a consistent narrative
from initial customer awareness through to
the sales process. Effective marketing in SLG
helps in creating a receptive environment
for sales activities, warming up leads, and
building a brand reputation that supports
sales efforts.

Customized Value
Proposition

Central to SLG is the ability to articulate

a compelling value proposition that is
customized to each potential customer. This
involves demonstrating how a product or
service uniquely addresses the customer’s
challenges or goals, often through
personalized demonstrations, presentations,
or tailored proposals.
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The Pros and Cons of SLG Strategy

Navigating the complexities of Sales-Led Growth (SLG) requires a thorough understanding
of its strengths and challenges. SLG has shown its effectiveness in a range of industries,
particularly in sectors like enterprise software, high-value technology products, and
complex B2B solutions. However, it’s not universally applicable to all business types

or markets. Recognizing where SLG thrives and where it might fall short is decisive to
determining its suitability for a specific company context.

In the following section, we will explore the pros and cons of SLG strategies in detail. This assessment is
designed to provide businesses with a comprehensive view, enabling them to make an informed decision
about whether SLG aligns with their market positioning, product complexity, and overall business strategy.

Targeted Market Penetration

Sales teams can effectively target specific markets
or niches, allowing for a more focused and
strategic market penetration.

Personalized Customer
Relationships

SLG enables building personalized relationships

with customers, leading to a deeper
understanding of their needs and challenges.

Higher Average Deal Value
With dedicated sales efforts, companies can

achieve higher deal values, especially in B2B and
enterprise segments.

Effective for Complex Products

SLG is beneficial for products requiring detailed
explanation or customization, where sales
expertise is crucial for closing deals.

Controlled Customer Journey

Sales teams can guide prospects through the
buying process, addressing concerns and
tailoring solutions on the go.
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Higher Costs for Sales
& Marketing

SLG strategies often involve higher operational
costs due to salaries, training, and resources
allocated to sales and marketing teams.

Scalability Challenges

Scaling a business with an SLG approach can be
challenging, as it often requires proportionally
increasing the sales force and marketing efforts.

Longer Sales Cycles
Complex products and enterprise sales typically

involve longer decision-making processes and
sales cycles.

Dependence on Sales

Team Performance

The success of SLG strategies heavily relies on the
skills and effectiveness of the sales team.

Potential for Market Saturation
In highly competitive markets, SLG strategies

can face challenges in differentiating from
competitors and capturing new market segments.
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Pitfalls to Avoid in SLG

Product-led growth is full of promise but also dotted with potential pitfalls that can
trip up even the most seasoned founders. Here are some of the common challenges
companies might encounter on their PLG journey:

Push sales, neglect product

a common trap that startups fall into is attempting to rely on a Sales-Led
Growth strategy because of an incomplete or immature product.

Bl

In other words, a company might lean heavily into building whizbang sales and
marketing teams who are trained to market and sell a product that simply doesn’t
do what it says it does. The thinking is that, “if we can just get sales in the door,
we’ll get the traction we need for a full-featured product launch.” This is a recipe for
disaster, and it’s an all-too-common precursor to an early-stage company death
sentence.

Pay no attention to your customers

i' The saying goes, it’s cheaper to keep your existing customers than it is to find new
ones. It’s one thing for customers to buy from you once, but the real magic is in
making them stick around. It’s a bit like hosting a great party — first, you invite them,
but what really matters is making sure they have such a good time that they want
to come back. That’s where customer retention plays its part, turning fleeting visits
into lasting relationships.

Falling into the Founder-led trap

How many times have we heard a Founder say, “I'm the only one that can sell our
product, it’'s my experience and ability to relate with the customer that is closing
sales.” To which we say, True, a Founder will likely be landing the first initial set of
sales and while doing so should be creating the sales pitch, call script, and sales
process that is teachable and repeatable. Without a shift away from founder-led
growth the company will experience a persistent bottle neck and will fail to scale.

o)
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Direct Comparison of SLG and PLG

After delving into complex concepts such as PLG and SLG, let’s take a step back
and compare their differences. To help with this pivotal decision, we prepared

this comprehensive side-by-side analysis of key aspects such as focus, customer
interaction, sales cycle, and more.

Customer Interaction
Sales Cycle

Target Market

Marketing Strategy

Product Role
16 |

The product and its ability to sell itself,
requiring a flawless experience and
freemium or free trial offers to lower entry
barriers and scale.

Self-service, with users primarily engaging
directly with the product. The main goal
is to help the customer get as much value
as possible from the product with little to
no intervention from salespeople. FAQs,
knowledge base, smooth onboarding,
community forums and a strong focus on
customer success are essential to keep
spirits (and upsell rates) high.

Shorter, self-led and streamlined
around the onboarding process

Generally targets a broader market
including SMBs and individual users. It can
scale rapidly without proportional increases

on sales and marketing costs.

Heavy initial costs, mainly in product
development, user experience design,
and automated marketing - also
contributing to a longer time-to-profit.

Inbound marketing focused, leveraging
the product as the main driver of user
acquisition and retention.

The main driver of growth; must be intuitive,
provide immediate value, and encourage
organic sharing and referrals.

Product-Led Growth vs. Sales-Led Growth

Emphasizes sales teams and direct
selling tactics, relying on stellar sales and
marketing teams to score juicy accounts.

High-touch engagement with customers
through sales teams, often before
purchase, allow reps to build strong
relationships and provide tailored
strategies. Dedicated customer support,
tailored solutions, ongoing engagements,
and even one-on-one onboarding solutions
are a few of the strategies that can help set
customers up for success.

Longer, with structured sales processes
involving a sales team and targeted
marketing campaigns

Often appeals to enterprise-level clients
who expect personalized attention and
customized solutions meaning a more
challenging scalability process.

Lower initial costs, but with significant
overhead in sales personnel, training,
and sales support infrastructure
(and hefty commissions)

More traditional, often reliant on outbound
marketing techniques and robust lead
generation efforts.

Supports the sales process; often complex,
may require demonstration or detailed
explanation by sales teams.
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Freemium models, free trials,
Revenue Model or tiered pricing structures catering
to a diverse user base.

High-value contracts and long-term
client relationships.

Capitalize on market demand Strategic customer targeting
AT N Use your product to expand Integrated marketing and brand positioning
Guiding Principles Keep retention high Relationship-driven sales approach
Strong referrals program Customized value proposition

Underestimating the upfront investment
Pitfalls Neglecting the user experience

to Avoid Scaling challenges
Complacency with product success

Push sales, neglect product
Pay no attention to your customers
Falling into the founder-led trap

Scalability Targeted market penetration
Lower customer acquisition costs Personalized customer relationships
Viral potential Higher average deal value
Enhanced user experience Effective for complex products
Data-driven improvements Controlled customer journey
High initial development cost Higher costs for sales and marketing
Longer time to profitability scalability challenges
Limited market reach Longer sales cycles
Dependence on product appeal Dependence on sales team performance
Challenges in upselling Potential for market saturation

to make the best decision. Factoring in the company’s capabilities is paramount.

N
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Assessing Company Capabilities

When choosing a growth strategy between and it is essential to conduct a
detailed evaluation of resources, structure, and capabilities. This will aid in selecting a
strategy that aligns with the company’s objectives while effectively utilizing the team's
skills, budget, and organizational culture. Here's a Q&A to help assess the company's
suitability for or

Q: Does your team have the right talents to support your chosen growth strategy?
A: Assess if your team’s skills align with PLG, requiring product development and
UX/UI expertise, or with SLG, needing seasoned sales and marketing professionals.

Q: Are you able to allocate more funds upfront for growth?
A: PLG strategies typically require more initial investment, while SLG strategies have
ongoing operational costs related to sales and marketing.

Q: How does your current organizational structure align with growth strategies?
A: Evaluate if a flat and agile structure, more conducive to PLG, or a hierarchical
structure, suitable for SLG, dominates your organization.

Q: Does your company culture value innovation and user experience?
A: If your culture emphasizes innovation and user experience, especially in startups
where culture is being curated, PLG might be the more fitting growth strategy.

Q: How capable is your technical team in product development and rapid
deployment?

A: For PLG, having a strong technical team with the ability to iteratively develop and
quickly deploy products is crucial.

Q: Does your sales and marketing tech stack support your growth strategy?
A: For SLG, ensure you have the necessary tools, like CRM systems and marketing
automation, to support sales and marketing operations.

Q: Do you have a well-established sales infrastructure in place?
A: A solid sales infrastructure with experienced personnel, established processes,
and an effective lead generation system indicates a natural fit for SLG.

1
2
3
4
5
6
7
8

Q: What are your company’s marketing capabilities?
A: Assess whether your marketing team excels in areas like ad campaigns and lead
generation for SLG or focuses on user engagement and community building for PLG.
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Choosing the Right
Growth Strategy:
Final Takeaways

[ DECISION FACTORS ]

v
v
v

Consider the complexity and niche
Evaluate market size and growth potential

Identify primary customer segments

( ASSESSING COMPANY CAPABILITIES )

v

v
v

Identify internal resources, skill sets,
and technological infrastructure

Reflect on organizational structure and culture

Consider budgetary implications
and financial planning

[ EVALUATING CUSTOMER NEEDS )

v

v

Understand expectations and behaviors
of the target customers

Factor in the customer journey and the type
of relationship they expect to have with your
brand

Monitor market trends and customer
feedback continuously
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The Power of Hybrid
PLG & SLG Strategies

Imagine a world where the natural intuitive product appeal of PLG meets the
sophisticated sales and marketing function of SLG. This is the essence of the hybrid
strategy, a dynamic approach blending PLG's bottom-up, product-centric momentum
with SLG's top-down, client-focused drive.

Properly executed, it turns the company into a well-oiled sales machine that can cover all customer
segments, from large enterprise accounts that require a detailed demo from a sales rep to small,
individual teams who would rather take a look around by themselves first.

While this model may offer a path to unparalleled growth, it is also challenging as it requires mastering
both paths, making deep collaboration across the C-Suite imperative.

The market is a mix of small companies to large enterprises with varying buying behaviors.

The product complexity requires both an intuitive self-serve model and guided sales assistance.

Companies have deep resources and aim to scale rapidly while maintaining
high levels of customer satisfaction and customization.

In the following sections, we will explore how businesses can effectively integrate PLG
and SLG strategies, the challenges and benefits of this hybrid approach, and real-world
examples of companies that have successfully navigated this path to maximize their
growth potential.
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Definition of Hybrid & Strategy

A hybrid growth motion is an integrated approach that leverages the strengths of both
product-led and sales-led methodologies. It involves utilizing the product itself as a
primary growth driver while simultaneously employing sales efforts to enhance customer
acquisition and retention, particularly focusing high-ticket enterprise accounts.

Going hybrid provides the versatility to cater to a broad spectrum of market segments, which is crucial
for companies seeking to provide great experiences to: individual users, small and medium-sized
businesses (SMBs), and large enterprise clients alike:

Individual Users and SMBs

Favor self-serve, intuitive experiences and are drawn to products that they can
explore and adopt at their own pace with minimal barriers to entry. The hybrid
model leverages these preferences by offering freemium models, free trials,
and user-friendly experiences.

Enterprise Clients
Larger organizations require a more hands-on approach due to their complex
needs and longer decision-making process.

Product Complexity

For products with a steep learning curve or high customization requirements,
a combination of smooth onboarding and self-exploration (PLG) with guided
selling and strong relationships (SLG) can significantly enhance the customer
experience.

This approach enhances business efficiency by combining insights from
both strategies, allowing for quick adaptation to market changes and varied
customer needs. Some of the benefits are strategic resource allocation,
cost-effectiveness, enhanced customer reach, and higher engagement
rates.
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Hybrid Growth - Key Characteristics
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Reasons for Combining

and

Approaches

The decision to integrate PLG and SLG into a hybrid model is a strategic response to the diverse
and evolving needs of the market, recognizing that different customer segments require tailored
approaches. This fusion caters to their unique demands, and is driven by several factors:
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Different customer segments may

require different engagement strategies.
While individual users prefer a self-serve

model, enterprise accounts often need
personalized guidance and support.

Companies can allocate resources
more strategically, investing in product
development and user experience
for segments favoring PLG, while
channeling resources into sales and
customer relationship management for
segments where SLG is more effective.

Product-Led Growth vs. Sales-Led Growth

The hybrid model’s inherent flexibility
facilitates scalability across different

market segments without the need for

radically different strategies for each.

Integrating sales insights into product

development can lead to more user-
centric features, while product data

can inform and refine sales strategies.
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Customer Segmentation
as a Key Component

To address the specific desires and challenges of each market,
the hybrid model relies heavily on detailed insights into each customer group.
Successful segmentation provides an upper hand in many fronts:

Laser-Focused Marketing and Sales Tactics

By segmenting the market, businesses can devise specific marketing and
sales tactics that resonate with each group. For instance, while social media
and content marketing might be effective for reaching individual users,
targeted sales pitches and industry-specific events might be more suitable for
engaging enterprise clients.

Product Customization

Different market segments usually have varying requirements from the
product. Custom segmentation allows for the customization of product
features or the offering of different service tiers to cater to these diverse
needs.

Feedback Loop Integration

Customer feedback from each segment can inform both product development
and sales strategies, creating a loop that continuously refines and improves
the overall approach.

Data-Driven Insights

By analyzing data from various segments, businesses can make informed
decisions on where to focus their efforts, ensuring that they cater to the most
profitable or promising market segments.

With a clear customer segmentation and plenty of laser-focused data, the
company is ready to start the implementation process.
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The Role of Data &
Iterative Improvement

Navigating the intricate balance of and strategies demands a robust,
data-driven approach that serves as a bridge between theory and actionable insights.
Every customer interaction, every click, and every feedback loop becomes a vital piece
of information, shaping and refining the hybrid strategy in real time.

The Interplay of Datain PLG & SLG

The scalability of a hybrid strategy lies in the interplay of data between PLG and SLG. Insights gained
from the product usage can inform sales strategies, and vice versa. For instance, data on which
product features are most used can help sales teams to tailor their pitches to highlight these popular
features. Feedback from sales interactions can provide valuable insights into potential product
improvements or new features that could address customer needs.

Cultivating a Culture of Data Literacy

Teams across product development, marketing, and sales require training and ongoing learning to make
the most of their data-gathering tools, as well as being able to turn the data into actionable insight.

Choosing the Right Strategy Mix

Developing a successful hybrid growth strategy that merges PLG and SLG isn’t about indiscriminately
adopting every tactic from both approaches. Instead, it’s about discerning the right mix of strategies
that align with your company’s unique context and culture.

This delicate balance is crucial, as it’'s not about excelling in every facet of both PLG and SLG, but
rather identifying and implementing the elements from each that will yield the best results for your
specific business scenario. Far from a one-size-fits-all solution, it demands a deep understanding
of your business’s distinct characteristics and the agility to adapt the strategy to meet these unique
requirements effectively.
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Hybrid in Action

Several prominent companies have successfully integrated PLG and SLG strategies,
offering valuable insights and lessons from their experiences. Let’s explore a few of them:
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Notion: A Model of PLG and SLG Integration

Notion, renowned for its versatile productivity tools, initially flourished under a robust
PLG approach. Its intuitive platform for notes, tasks, and databases quickly attracted a
diverse user base. As Notion’s market presence grew, they incorporated SLG elements to
engage larger corporate clients more effectively.

and highly customizable platform, appealing to individual users and small

* teams seeking flexible productivity solutions. Recognizing the potential in
larger enterprises, Notion introduced SLG tactics by forming a dedicated
sales force. This team focused on understanding and meeting the complex
requirements of big businesses, offering tailored implementations and
enhanced support.

Q* Implementation: Notion’s core PLG strategy was grounded in its accessible

Results & Lessons: Embracing a hybrid growth model significantly
expanded their reach across both individual users and enterprise-level
clients. Their success shows that while a strong, self-service PLG foundation
can secure rapid user adoption, integrating personalized sales engagement
elements from SLG is of the essence to penetrate larger, more structured
markets, thereby achieving comprehensive market coverage.
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Dropbox: Balancing Self-Service with Targeted Sales Efforts

Dropbox, a leader in cloud storage solutions, exemplifies the effective use of a hybrid
growth strategy. Initially leveraging a predominantly PLG approach, Dropbox realized the
potential in scaling up through SLG for their enterprise solutions.

product and referral programs that incentivize users to spread the word. As

* the company eyed the enterprise segment, it strategically employed sales
teams to engage in direct selling, understanding the unique requirements of
large organizations and offering tailored solutions.

Q* Implementation: Dropbox’s initial growth was propelled by its user-friendly

Results & Lessons: The shift to a hybrid model allowed Dropbox to expand
its market reach, catering not just to individual users or small businesses but
also to large enterprises. The key takeaway from Dropbox’s strategy was the
importance of maintaining a balance between empowering users through

a strong product and engaging larger clients through personalized sales
efforts.
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HubSpot: Integrating PLG into a Sales-Led Framework

HubSpot, renowned for its inbound marketing, sales, and service software, initially
adopted a SLG strategy. However, recognizing the evolving needs of the market and the
potential of PLG, HubSpot decided to implement a freemium model, marking a significant
shift in their approach.

a new product tier; it was a fundamental change in how HubSpot interacted with
* its potential customers. The shift required a brand new team, thorough training
and clear internal communication to ensure a smooth transition.

| : |* Implementation: The introduction of the freemium model required more than

Results & Lessons: HubSpot’s venture into a hybrid strategy resulted in
significant market expansion, capturing both small businesses and individual
users who were previously beyond their reach. The freemium model allowed
new users to experience HubSpot’s offerings firsthand, leading to organic
growth through user adoption and word-of-mouth. By adapting to market
trends and customer preferences, HubSpot was able to expand its reach and
solidify its position as a leader in the Saa$S industry.
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Factors to Consider
in Balancing &

Product Complexity and Market Maturity

Customer Buying Behavior

Business Model and Revenue Goals

Resource Allocation and Skills

Sales Cycle Length and Complexity

Customizing the Hybrid Strategy to Fit Specific Business Need

Once these factors are considered, businesses can start to customize their hybrid growth strategy:

b o e Oy >

Tailored Data-Driven Cross-Functional Customer
Customer Adjustments Collaboration Feedback Loop

Journeys

Continuously gather Encourage collaboration Implement a robust
and analyze data to between product system for collecting
Design customer journeys  ynderstand which development, marketing,  and acting on customer
that blend PLG and SLG aspects of PLG and SLG and sales teams. Insights ~ feedback. This will help
elements at different are working well and from each domain inform  you refine your product
stages. For example, which need adjustment. and enhance the other, (PLG) and sales
initial engagement might ~ Be ready to pivot your creating a more cohesive  approach (SLG).

be product-led, while strategy based on these growth strategy.
later stages, especially insights.

for high-value deals, could
be sales-led.

Last but not least, a successful hybrid growth strategy hinges on a scalable
and flexible framework, by enabling companies to scale their strategies up
or down based on real-time performance and market feedback.

This adaptability is vital in allowing businesses to adjust the balance
between PLG and SLG as they evolve and respond to market changes.
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The PLG/SLG Crossroad

Before moving forward with your transition plan, make sure you mastered your
original growth strategy, whether it’'s PLG or SLG. Failing to choose and execute one
growth strategy successfully before delving into a hybrid model means not gaining the
traction needed to propel the company through early-stage benchmarks.

if acompany is not ready to effectively manage a single

growth strategy, how will it juggle two? Without a clear directionitis hard to
gain momentum early on.

In pursuit to harness the opportunities of both PLG and SLG, companies may inadvertently
spread themselves too thin and fail to capture the essence of either strategy effectively; a
strategic misstep that can lead to significant setbacks, like:

No traction

Misquided hiring

Disjointed efforts across teams
Inadequate strategy

Lackluster execution

Waste of resources

Missed opportunities

Inconsistent brand messaging

Dismal user and customer experience

Co~NOCGOOPL,PWDNR

Example: a PLG-focused company redirects most of its budget away from products to build
up a robust sales team aiming to increase revenue. Even with the best sales team money
can buy, what’s bound to happen? The product side starts to lose its foothold in experience,
innovation, and its ability to keep up with market demand; churn rates will most certainly
skyrocket and customers will leave faster than the sales team can fill the pipeline.
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Signs of Derailment

As companies progress on their growth journey, sooner or later they will face situations
and challenges that could derail their growth strategy. Whether it occurs in a PLG or SLG
context, no deviation should be taken for granted as these shifts, as small as they may
seem, can inadvertently breach the company. Here are a few of the early symptoms:

Early Symptoms

Emerging Inconsistencies: Initial signs of
deviation are often not overt but subtle,
such as gradual shifts in team focus or

priorities, which can be easy to overlook.

Marketing is expected to execute
both growth strategies with
the same team and same budget

Impulsive Decisions: decisions made
in response to short-term pressures or Hire a high performing VP of Sales or CRO
individual opinions, rather than from a with little or no product experience.
strategic, long-term perspective.

Operational Turmoil: Unaddressed issues
can escalate into broader operational
turmoil, disrupting the company’s
established processes and strategies.

Signing enterprise accounts with an
enterprise price tag without a customer
success program.

Resource Misallocation: Rather than being
optimized or expanded, resources are often
split between conflicting initiatives, leading

to reduced effectiveness and little to no
ROIL.

Strained budgets are gradually siphoned
away from the primary growth strategy.

Cultural Shifts: Differences between
departmental goals and new strategic PLG and the SLG team have not been

directions can lead to internal conflicts, integrated and are at odds.
slowing down progress and affecting morale.
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If a company notices these symptoms and chooses to sweep things under the rug, hoping the
problems will go away on their own as they grow, these early symptoms can develop into major
problems. As problems compound, severe consequences arise: decreased efficiency, loss of
customer trust, and irreversible reputation damage.

Here are few examples of common consequences of ignoring the symptoms:

Increasing Price Points Without Support Overdependence on Sales Teams
Neglecting Service in Stagnant Product
Enterprise-Level Accounts Inefficient Resource Allocation

Inadequate Customer Services

Losing Focus on Small Customers
Product Development Overemphasis
Inconsistent Service Quality
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Hybrid Growth Takeaways

The caveat? It requires a deep understanding of product complexity,
customer behavior, resource availability, market position, culture, and
other aspects to identify the right mix of product-led and sales-led
elements.

Diving prematurely or haphazardly into this approach can lead to
fragmented efforts, resource misallocation, and a lack of coherent brand
messaging. Companies must first establish a strong footing in either PLG
or SLG before attempting to integrate the other.

Keep things on track by offering exceptional experiences, tailored to
each customer segment. This approach centers on the customer’s
journey and interaction with the product and the brand, unlocking the
ultimate strategy: experience-led growth (XLG).

OROGAMIS

/

/ /

Ultimately, your growth strategy success will depend on your leadership.

As always, wherever you are in your journey, Orogamis is here to help. To learn
how we can help grow your business, request a discovery call with us today.
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