o1/ o8 SIX QUESTIONS

How to grow
your product
organically.

Growth isn't one channel or one move. It's six questions, answered in
order, each one narrowing the next. This is the working framework behind
Mindful Studio's organic growth practice, and the evidence and models
lbehind each answer.

Why
Why is product growth important? What's the difference between growing a new vs. an existing product?
. Who
Who is the primary person actually willing to pay? What evidence would confirm or change the definition?
How do we earn attention for free before paying for it? Which storytelling format earns attention with your persona?
Where
Where does the primary persona spend time, in-person and online? Which of those places can we credibly show up in?
. What
What's actually being offered? What does the warm vs. cold sell look like?
—. When

When is the persona in-market? Which calendar moments put the offer in front of them at the right time?
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02 / o8 WHY

Why is product growth important? What's the difference
between growing a new vs. an existing product?

Growth funds everything else, but the job differs by stage. For a new product,
growth is about proving demand exists at all — enough signal to know the
idea is right before investing further. For an existing product, demand is
already validated; growth becomes about scaling a channel that's already
working and defending share as more people find out.

Existing product

OUTCOME
Prove demand exists Scale and defend

RISK
43% of failed VC-backed startups cite poor Acquiring a new customer costs ~5x more than
product-market fit (CB Insights, 2024) retaining one (HBR)

fundamentally different growth strategies, not variations of the same play. HBR reporting separately puts the cost

i Igor Ansoff's Ansoff Matrix (HBR, 1957) established market penetration and new product development as
. of acquiring a new customer at roughly 5x the cost of retaining an existing one.

product lives or dies on one strong peak (the validating moment); an existing product lives or dies on protecting

i Peak-End Rule — people judge an experience by its most intense moment and its ending, not the average. A new
. the end of the relationship, which is exactly where the 5x cost gap bites.
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03/ 08 WHO

Who is the primary person actually willing to pay? What
evidence would confirm or change the definition?

The primary persona isn't whoever's interested — it's whoever's willing to pay.
Build up to five personas, each mapped by goals, needs, motivations, pain
points and their relationship with context, but don't design for all five at once.
The primary definition gets tested against real conversations, not
assumptions, and adjusts as patterns emerge from that evidence.

AD EFFECTIVENESS COLD-LEAD ENGAGEMENT
Generic ads Generic content

B ~ o
Persona-based ads Persona-based content

Delve Al, compiled data m Delve Al, compiled data m

MARKET TREND

IDEO builds personas from observation-based insight statements, not demographic guesswork — Tim Brown's
Change By Design (2009) frames the practice as testing hypotheses and iterating on findings, not defining a
persona once and moving on.

LAWS OF UX

Miller's Law — working memory holds roughly 7+2 items. Capping at five personas isn't arbitrary; it sits deliberately
inside the limit of what's usable when making a decision, rather than building a reference document nobody can
hold in their head.
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04 [ 08 HOW

How do we earn attention for free before paying for it?
Which storytelling format earns attention with your
persona?

Free comes before paid: talking to people and engaging communities you're
already warm with, rather than jumping to cold advertising. Storytelling is
what makes free attention work — people remember stories about people, not
features or claims. The formats that travel are struggles and challenges,
how-tos and guides, and tough love — not straight pitches.

Trust word-of-mouth over other advertisin
SHNO.co, compiled data, 2026

Don't find traditional ads credible
SHNO.co, compiled data, 2026

MARKET TREND

personal, story-worthy actions earning attention before any paid channel existed — Airbnb founders going

i Y Combinator's most-quoted early-stage essay, Paul Graham's “Do Things That Don't Scale,” is built on unscalable,
i door-to-door, Stripe founders saying “give me your laptop,” Wufoo sending handwritten notes.

LAWS OF UX

names a real struggle stands out against a feed of generic pitches for the same reason a handwritten note stands

i Von Restorff Effect — the one item that differs from a set of similar items is the one people remember. A story that
i out against an automated welcome email.
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05 [/ 08 WHERE

Where does the primary persona spend time, in-person
and online? Which of those places can we credibly show
up in?

Show up where the primary persona already is — in person, at community
events, or on specific social platforms — rather than spreading thin across
every channel. Credibility beats reach: genuine presence in one place the
persona trusts outperforms a shallow presence everywhere.

In-person events — most effective content channel

Social media — ranked top revenue channel
% of B2B marketers, Demandsage 60%
Email — cited as top-of-funnel channel

Different survey questions, not one unified study — not directly comparable to each other.

MARKET TREND

Nielsen Norman Group's trust-and-credibility research (five rounds of studies, 350+ e-commerce sites across five
countries) found visual design and presentation topped the list of trustworthiness factors — even above the
content itself.

LAWS OF UX

place whose conventions the persona already trusts costs less credibility than asking them to learn a new one.

E Jakob's Law — users spend most of their time elsewhere and bring those expectations with them. Showing up in a
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06 [ 08 WHAT

What's actually being offered? What does the warm vs.
cold sell look like?

The offer changes with temperature. Warm is easier — trust already exists, so
the ask can be direct. Cold is harder — the offer has to lead with value or proof
before any ask, because there's no trust yet to draw on.

Warm leads

ivristech / wpwebify compiled data 14.6%

Cold leads
ivristech / wpwebify compiled data - 1.7%

MARKET TREND

checkout/offer design alone can improve conversion by up to 35% — the presentation of the offer moves cold

i Baymard Institute (88,000+ hours of studies) found trust signals lift conversion by 15-30% on average, and
. prospects as much as its content.

LAWS OF UX

single obvious choice, since there's no trust yet to offset the friction of deciding; a warm-sell offer can carry more
complexity because trust already does that work.

i Hick's Law — decision time increases with the number of choices. A cold-sell offer needs to be simple, close to a
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07 [/ o8 WHEN

When is the persona in-market? Which calendar
moments put the offer in front of them at the right time?

Timing depends on where the persona sits relative to their own problem.
Some aren't looking for a solution until they're shown one — least competitive
ground, since nobody else is fighting for that attention. Others are already
actively searching — more competitive, but higher intent. A marketing
calendar (evergreen moments, seasonal events, Iife—stoge/cyclicol events,
industry events) is how you plan for both instead of guessing.

< least competitive most competitive >
Unaware Problem Aware Solution Aware Product Aware Most Aware
FIRST MOVERS FAST FOLLOWERS
47% fail - 10% avg. share 8% fail - 28% avg. share
Harvard Business School Harvard Business School

MARKET TREND

10% average market share, while fast followers achieve 28% share with an 8% failure rate — a numeric version of the

i Harvard Business School research on market entry timing finds first movers fail 47% of the time and capture only
. “least competitive but riskiest” vs. “competitive but proven” trade-off.

LAWS OF UX

Problem-Aware but hasn't found a solution is carrying an open loop; naming that loop before they've gone looking

i Zeigarnik Effect — unfinished tasks are remmembered more vividly than completed ones. A prospect who's
. Is what makes “showing them a solution” work as the least competitive move.
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08 [/ 08 THE PRACTICE, NOT THE PITCH

Six questions.
One narrowing
conversation.

Why sets the job. Who sets the target. How, Where, What and When are
the execution levers around that target. None of it works out of order, and
none of it works without evidence behind each answer.

Theo Tagulao - Mindful Studio
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