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How to build the ultimate tech
stack for growth

Here’s a statistic for you: in 2020, a typical mid-market company uses 185 different apps in

their tech stack.

If you see numbers like that and feel overwhelmed, you're not alone. According to Gartner,
technology sprawl is one of the top ten business challenges faced by businesses today.

Unless managed carefully, tech stack sprawl can be incredibly debilitating to an
organization, leaving you with inefficient spending, siloed data, and substandard
customer experiences.

So what can do you to build a tech stack that doesn’t slow you down and lock you in? It
starts with choosing a flexible system of technologies that can be swapped in and out as
your business grows and your requirements change.

Segment solves this. It acts as a middle layer between your website or app and your tech
stack. This gives marketers an edge: you can quickly improve your stack as new and
better tools come out, or as your requirements change.

To share what we've learned over the years, we've put together a comprehensive guide to
help to build a tech stack for growth in 2020.

Building a tech stack should start by answering two questions.
1. What does my customer journey look like?

2. What tools can help me optimize that customer journey more effectively?
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Understanding your customer
journey

Before you start building or revising your tech stack, there are four steps you need to take
to understand your customer journey.

1. Map your customer journey

First, identify the overall stages your customers go through and why they go through
them. This will start to give you an idea of where opportunities for improvement exist
and how you might leverage them.

Here's what a pretty common customer journey looks like:

How much traffic am |
getting? Where's it

coming from? ) i
How is that traffic

ing? . .
converting? How active are acquired

users? How often are
they active?

Retention
How much revenue is

coming in? Is it growing
week over week?

Awareness
Ad Clicked

Traffic

12 Vi fel ccac
95 TRERE Acquisition

User Signed Up Engagement
video viewed Monetization

Payment Processed
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With this mapped out, a few ideas for objectives may start to form. But at this point,
they exist as broad questions, like, “Where is our traffic coming from?” To take these

from broad questions to specific objectives, we need to collect good data.

2. Establish good data collection.

Good data collection is the fuel that drives your tech stack. It reveals what’s really
going on in your customer journey by providing a clear and comprehensive picture of
who your customers are and what they’re doing.
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Google Analytics JavaScript snippets (i.e., bits of code embedded into the website)
are often the go-to for collecting website usage data. These types of simple analytics
tools are relatively easy to implement but don’t provide all that much insight into your
customers or their behavior.

Two more advanced analytics calls will give you visibility into this:

1. Event calls collect data on which action occurred. In Segment, event calls are
created with analytics.track and can be anything from a page view to a trial sign-up
to a payment.

2.ldentify calls collect data on who took that action. In Segment, identify calls are
created with analytics.identify and can be IP addresses, email addresses, names, and
more. All of this is then assigned to a unique ID.

These two calls together provide a persistent profile of who this user is and the actions
they’ve taken to become your customer. Here’s an example of “usr_123” going through
the stages of a simple customer journey:

analytics. ('usr_123', 'User Signup',—{ Acquisition
type: 'organic User Signup

})

analytics. ('usr_123', 'Video Played',—{ Acquisition
Video_id: Vld_123 ’ Video Played
video_category: 'Sports

})

Monetization

analytics. ('usr_123', 'Subscription Upgraded',—f SvsertmEiom Tpemadid
pre_plan_id: 'free’,
new_plan_id: 'pro_30',
new_plan_name: 'Professional’,
new_plan_mrr: 30.00,

})
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In this code, you can see that “usr_123" signed up after landing on your site from

an organic search. Later, they watch a video in the “Sports” category and then
upgrade their plan to “Professional,” which has monthly recurring revenue of $30.
With advanced analytics, your picture of “usr_123” and the actions they take is fairly
comprehensive, and you can start to draw some conclusions about your customer
journey.
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But looking at code like this for every customer is not feasible. To actually use this
data, you need to send it all into a set of analytics tools that can visualize it. Then, you
can understand individual customer journeys, along with every customer journey in
aggregate.

3. Send that data to analytics tools

To make sense of your data, there are two categories of tools to choose from:
specialized analytics tools and business intelligence tools. The purpose of these tools
is to visualize the customer journey we mapped out earlier using real customer data.

Specialized analytics

If you want to perform specific types of analyses in your customer journey, you can
send your data to specialized analytics tools, such as Google Analytics, Amplitude, and
Mixpanel.

These tools are good for companies just starting out that don’t have the resources to
delve deeply into mountains of data. As such, these tools can’t provide a complete
picture of the overall customer journey but are great for their specific use cases.

Google Analytics is useful for ad hoc analyses and data exploration but are not

the best for dashboarding and acting as your source of truth.

O Amplitude and Mixpanel are good for funnel conversion and cohort analyses.

Business intelligence

If you outgrow the capabilities of specialized analytics tools, you can power up your
analytics by using data warehouses and business intelligence tools. Together, they
can act as a source of truth, providing a complete understanding of your customer
journey.

Data warehouses are central repositories for all your customer journey data. Some
examples of data warehouses include:

O Amazon Redshift

Postgres

Google BigQuery

Snowflake
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Business intelligence tools sit atop data warehouses to visualize all your customer
journey data. A few examples of business intelligence tools:

Looker
Mode
" Tableau

With your data collected and visualized, you can dive back into the questions you
outlined when you initially mapped out your customer journey.

Answers to questions such as “Where our traffic is coming from?” will be relatively
easy to find. From there, you can start to ask questions such as “Why is our traffic
coming from there?” And deeper questions like that give rise to opportunities for
improvement.

Pinpoint areas of opportunity

To grow, you need a well-oiled customer journey that takes people down the
conversion funnel quickly and with some sense of regularity. Now that you have an
understanding of what our customer journey looks like, you can see how it behaves.
This will give rise to tough questions and help you identify hitches that slow or
interrupt the customer journey.

For example, in this screenshot from Amplitude, we can see that only a small
percentage of users shared a song or video after playing it.

Compare to past v Daily v % Last 30 days v

9,031

Search Song or Video Play Song or Video Share Song or Video

@ AllUsers
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Let’s say you identify that users who share a song or video are much more likely to
convert later on. So getting users to share has become a North Star metric for you,
and seeing this drop off may be a worrying sign.

Here, your top business objective at the moment would be to “increase the number
of shares per song or video.” With that information, you can start to look at tools that
encourage shares.

It gets even better if we use cohort analysis in Amplitude. Here’s a screenshot of how
many app users drop off each day:

RETENTION @ X ( . Search

Export CSV

SEGMENT USERS DAY O DAY 1 DAY 2 DAY 9 DAY 10

v @ Allusers 322,902 -- 34.7% g 125%  10.9%
Nov 03 13,462 -- 399% *

Nov 02
Nov 01
Oct 31

Oct 30
Oct 29

Oct 28 : : *15.4%

Oct 27 13.9% *14.1%

Oct 26 15.6% 13.0%

MNas AE
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Here, you may identify that you need better engagement for users around Day 2 or 3.
So maybe you’ll invest in a push-notification tool to keep users engaged longer. If you
run an experiment with a new tool like that, you can then clearly see if it has had an
effect.

This is what analytics provides — an understanding of your customer journey, how it
can be optimized, and whether it's improving.
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The types of tools to use at each
stage of your customer journey

Now that you have your analytics foundation providing an understanding of your
customer journey, you can start to build your tech stack on top of it. We describe this as
a “choose your own adventure” process because every company’s customer journey will
reveal different opportunities.

What tools you choose for your tech stack depends on the objectives you identify for
each stage of the customer journey. We'll take you through how we usually go about this
process, along with some tools to consider.

Keep in mind, this is a strategy for building your tech stack, not a prescription for which
tool to use.

Engagement

We usually inspect engagement first, because low engagement among your current
customers is often an indicator of poor retention. Any efforts to improve the rest of the
journey may not be as effective, because if your customers aren’t sticking around, you're
filling a leaky bucket.

At the engagement stage, your business objective may be “to grow the number of active
users over a given amount of time” or “to increase the volume of content consumption
within our product.” To achieve these kinds of objectives, here are four commonly used
software categories.

Email and marketing automation tools

If you're seeing a significant drop-off in usage, email, and marketing automation tools can
nudge users to take action and pull them back into your product.
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This example from Airbnb is effective because that big, bold zero reminds you that you're
not earning as much money as you could. So you hop back in the app to finish your
hosting profile to start earning money.

A few email and marketing automation tools: (@) airbnb

®  Customer.io Host earnings to date

Drip $0

Hi Smiles Davis,

lterable

You could earn $650* on average in one week hosting in Greenville.

Hosts around the world are paying their bills, funding their dreams,
Ve ro and saving for the future by sharing their home. You're just steps away
 — from becoming a host!

Mailchimp

Klaviyo

If you want help listing and hosting your space, let a local
co-host make it simple for you! They can cover as much

M a rketo \ ) or as little of your hosting responsibilities as you like.

H u b S p Ot *Estimate based on booking prices of listings with a similar location, season, listing type, and

guest capacity. How much you actually make may vary with your pricing, type and location of

your listing, season, demand and other factors.

Autopilot

Sent with ¥ from Airbnb
Airbnb, Inc., 888 Brannan St, San Francisco, CA 94103

Unsubscribe

Mobile and push notifications

SMS and push notifications can solve the same problem email and marketing automation
tools do, but for smartphones. Here is an example of a push notification from Netflix
announcing a new season of Orange Is the New Black.

A few mobile and push notification tools:

Sprint =
= Braze

Twilio : ) ZIE S
lterable i

Airship Friday, June 6

WebEngage " Netflix

Orange Is the New Black Season 2

Leanplum is now on Netflix
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In-product activation tools

You want your users to reach the all-important aha moment at the exact right time so
they become customers for life. In-product activation tools specialize in exactly this.
Grammarly’s product tour for new users is a good example.

A few examples of in-product activation tools:

= Appcues

Pendo

Intercom

WalkMe

<D @ Allalerts Hide Assistant @

Overallscore 40
See performance

Demo document

Goals
Welcome to the Grammarly Editor, the best place to write what’s important. Adjust goals

Red underlines mean that Grammarly has spotted a mistake in your writing. SERRRELERE A LU All alerts

You'll seaone if you mispell something. (See what we did there?) You’ll also T .

see an underline, if you misuse a punctuation mark.If you’re worry about 13alerts

typos or grammatical erro
: 5 I Clarity
will helps you fix those to. B e

to apply them to your text

error and how to fix it. Engagement &
b Very engaging

. Resolve parallelism
But there’s more to good v Editing made easy ‘ ’ o~ Delivery )

J 0 Justright
(Sorry, couldn’t resist.) Get detailed feedback on your

writing and apply suggestions
% B Premium (2]
with just one click. I S e

Underlines that are blue il

that is unnecessarily wort

clear it will be to your reat

revision of it in an effortle

that are gramatically corn

without saying that sometunco VYU vall auLtually nipivve @ OTHILGTHIVE W .

completely eliminating words that are basically unnecessary.
« to - Replace the word
If you want even more feedback on your writing, check out Grammarly
Premium. You’ll be able to catch all kinds of additional issues. For example, e error - Addan article
fragments and classical word-choice mistakes. You'll see suggestions that
make your writing sound more confident, polite, and engaging. You'll even « speling - Correct your spelling e 9
get vocabulary enhancements for bland or overused words. proofreaders <.~

e and ‘- Addacomma
Plagiarism 99

Live chat tools

The personal touch of live chat tools can establish trust and sow the seeds for a long-term
relationship between you and your customer. For example, here’s a plant shop’s chatbot
helping the user find exactly what they’re looking for in no time.
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Botanical Bot

4 ina
e Online

Hi! *J I’'m your Botanical Bot &
what kind of plants do you need?

outdoor plants indoor plants

indoor plants

Monstera deliciosa Zamioculcas zamiifolia Ficus Elastica

A beautiful, large flower that It's characterized by high An effective interior plant. It
Aigh humidity and does resistance to adverse has little needs, and its dark
e need much sunlight conditions. green leaves clean the air.

See more See more See more

SENUd Message::

Powered by ChatBot

A few examples of live chat tools:
= Olark
Drift

Intercom

LiveChat

Awareness, traffic, and acquisition

Once we have the leaky bucket fixed, we move up the funnel to make sure we're filling it
consistently by attracting enough attention and traffic.

In these stages of the funnel, your objective might be “to leverage a strong organic search
presence to capture featured snippets” or “to test different messaging strategies based
on transactional data.” Here are a few categories of tools to consider.

SEO, content, and referral tools (for earned traffic)

Earned traffic comes from good experiences, whether that’s with your content or with
your product. Invest in tools that help you leverage your positive encounters so your
biggest fans can spread the word. This compounds over time to build a strong organic-
search presence and word-of-mouth presence.

A few SEO, content, and referral tools:
m  Ahrefs

m  SEMrush
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Sprout Social

Mention
Buffer

Hootsuite

Smile.io

» Ambassador

Advertising platforms (for paid traffic)

Because pretty much the entire world is exposed to advertising, it’s often the first place
people go when building out their tech stack for growth. One caveat we always mention is
that advertising is most effective when you:

1. Know who your audience is
2. Know where they are (e.g., Facebook vs. LinkedIn)
3. Have a compelling, relevant offer

Otherwise, advertising can get costly and lose efficacy over time. So when evaluating
advertising platforms, don’t ask, “Which one is best?” Instead ask, “Which platform allows
me to reach my audience?”

A few examples of advertising platforms:

= Google Ads

Facebook Ads

Twitter Ads

AdRoll

= LinkedIn Insight Tag

A/B testing and personalization tools

To grow, you need the traffic to convert. Personalization, when used well, is a great way to
improve conversion rates.
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Peerspace, for example, tailors three blocks on their home page to each visitor. First, their
header image and copy change to match the visitor’s location (1). Then, they’ll change the
brands they work with to match your company (2). They can even change the top benefits
they list to match your use case (3).

: :
Unique event venues for any occasion Atlanta’s most unique eventyenues
WaEomE youlSER pTIngasiqes venues nd thousands of hosts with one-of-a-kind spaces

where your taam can bond, create or celebrate
Beowse Spaces

Browe Spacms

How it works

ind spaces where you can maet, create, or colebra

Trusted by top brands

NGStE @ & mvioon UBER Google facebook

Why companies choose Peerspace

1, creste, or celebrate

Find thousands of hosts with

Roady for work Book online

Creative Event Space in Smyrna Ch... 1938 Charming Bungalow | Perfect...

A few A/B testing and personalization tools:

= Optimizely

VWO
Mutiny

= Intellimize

Landing page tools and content management systems

Empowering your marketing team to make their own landing pages, websites, and blogs
is an easy way to speed up their workflow (and make your developers’ lives much easier).
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An example of this in action is our Resources page, which is a huge boon for both SEO
and conversion rates. It's almost completely managed by our marketing team.

,f—_.j' segment Product Pricing Customers Docs Company Login ’ Sign up ‘

Resources

Learn the advice, tips, and tricks from people and
companies using Segment to power their data driven
decisions.

Content types Case Study Course Guide Webinar

Subjects Analytics Customer Data Platform (CDP) Growth Marketing Privacy
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%5 segment | Growth Masters

2840

—'

How to measure
and improve
customer
retention

Build the right .
COVID-19 response

Guide

Build the right COVID-19
response plan

Customer Data Platform (CDP) Marketing

i

How to measure and
improve customer
retention

Growth Masters

Growth

Growth Masters: On-demand video lessons that

Growth  Marketing _ Customer Data Platform help PMs build and grow products that their

A few landing page tools and CMSs:

= Contentful

WordPress

Unbounce

Instapage

Drupal

Ghost

Webflow

Retention

Finally, we turn to retention, which is essential for growth. Good retention means you're
providing a service or a product that people value. That goodwill compounds over time to
improve all stages of the customer journey.

How to build the ultimate tech stack for growth




Here are three software categories that can help with objectives regarding retention.
Customer relationship management (CRM) systems

Ultimately, retention depends on the relationship you build with your customers. Use a
CRM to centralize customer communications and manage that relationship.

Here’s an example of a customer profile from HubSpot:

Contacts Conversations v Marketing v Sales v Tickets Automation v Reports v Marketplace v Partner v

< Contacts Activity Emails Calls

Filter by: Filter activity (18/39) v  All users ~ All teams

November 2018

Marc Amigone ¢

Email Nov 28,2018 at 9:14 AM EST
L4 A5 + = ) Re: It's a boy!

Note  Email Call Log Task Meet

Opens: 4 Clicks: 0 Details

About this contact

Congratulations, Marc!! He's so beautiful! So happy to hear baby and mom are doing
First name

Marc well. Keep us updated with more pictures when you can :)

Last name ; :
Natalie Davis
Amigone ) )
b ok 2 Vice President of Talent

Email

marcamigone@gmail.com Expand

Company name

IMPACT & Natalie Davis

to Marc Amigone, andreasachdeva@gmail.com Details +

A few examples of CRMs:

m Salesforce

HubSpot

Pipedrive

Freshworks

Close.io

Intercom
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Support tools and help desks

To retain customers, you need to keep them happy. Support tools and help desks help
customers resolve issues. Of course, as you grow, keeping customers happy becomes
more difficult. Invest in tools that match your scale.

A good example here is Vitally, which has a super-useful customer success dashboard:

@ Richard H. : Segment © (© $500.00 E3 Renews Oct 5, 2019 Q + (2] e
Pied Piper B2B

DATAVIEWS @

*% Product & Users (61) ®8 Conversations & Tasks (1) #Z Notes (0) & NPS

—
-/

= HQ

& Accounts

& Users
> W Conversations
® Indicators

& Tasks

Z Notes

@ NPS
> I Product Analytics
£ Settings

FILTERS @ (@ 5]

v @ HEALTH SCORE

® Healthy $15.55K
Concerning $7.83K
® Poor $0.00

RISKS

Account owner is
detractor

Low NPS &
v (®) OPPORTUNITIES
High potential trial $0.00

v} SEGMENTS (+]

B2B $16.50K
B2C $10.07K

Y Filters

CURRENT ACCOUNTS
33 30 $23.38K

customers trials in MRR

A few examples of support tools and help desks:

m  Zendesk
Front

Kustomer

Gainsight

Vitally
Medallia

Help Scout

Tettra

HEALTH

OVERALL HEALTH

Vv PRODUCT USAGE (Weight: 50%)

Vv PRODUCT SETUP (Weight: 50%)

PLAYBOOKS

Account owner is detractor
0

Applied 4 days ago

SUCCESS METRICS

Avg Compression Ratio €
Last 7 days

26 -29%

Percentage of licenses used
Last 30 days

49.3%

ELEMENTS

4 Applications Installed
Last created: 19 days ago

Avg Weissman Score %
Last 7 days

42 +13%

PiedPiperCoins Acquired &
Last 30 days

90 +66%

3/4 used EVENTS

File Uploaded
Last seen 4 days ago

How to build the ultimate tech stack for growth

1 active

100% complete v

Success Metrics last updated a day ago

Data Uploaded (kb)
Last 30 days

154,745,000 -12%

Storage Available (gb) M

Current value

22

a Monica Hall

ADD

9 Reese Walsh

HEALTH

61 7.5

61% active Healthy for 4 days

<- 12 WEEKS AGO THIS WEEK ->

Segment's Activity

B 4 DAYSAGO

N Dedric Rau
File Downloaded =i

Mario Toy
File Uploaded &
Adela Treutel

File Downloaded =i

Frida Herman
Intercom Conversation Started =&

Eula O'Reilly
File Downloaded =

Kaia Swift

-




Payments

A big part of reducing churn is just making it easier for your customers to pay you.
Payment processors will help you make this process painless and identify accounts at risk

for churn.

Here is a payment dashboard from Stripe, which is our suggestion for payment

processing:

Rocketship v

Home
Payments
Balance
» Customers
® Connected accounts
Products

| Reports

Bl Developers
View test data

Settings

Q Search

Today

Gross volume v December 11 v

$128,198.72 $124,556.34

1:00 PM 1:00 PM

/ .

12:00 AM

Reports summary

11:59 PM

Last 4 weeks v @& Feb 26-Mar 24 comparedto Previous period v

Gross volume +4.6%

$4,542,345.45 $4,062,124.33

P AVY

New customers +11.9%

18,043

Examples of payment tools:

= Stripe

Chargebee

Recurly
Zuora

Braintree

Net volume from sales +4.2%

$4,180,332.54 $3,732,991.11

w

Subscriber retention by cohort
[
[ |

Lo s
Pay out funds

USD Balance v View detail

$133,087.65

Estimated future payouts

Payouts View detail

$102,633.07

Expected today

Hourly % Edit charts

Successful payments 3.5%

25,296

M AP

New subscribers  +4.5%

13,326

Churn Buster (not a payment processor, but a good tool for recovering churn)
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Where to go from here

As you move forward into the process of building your tech stack, 1'd like to call out four
articles we wrote that can provide some more clarity into what your tech stack may look
like and which specific tools our customers find useful:

= The Growth Stacks of 2019, where we dive into which tools grew the fastest in their
respective categories.

The tools of today aren’t the tools of tomorrow, where we group different types of
tech stacks into different themes (it's one of my favorite articles we've done).

Choosing the Right Stack, where we dive deep into considerations to take into
account when evaluating specific tools.

How our stack evolved - Frame.io, where we explore how Frame.io built their tech
stack over time.

One final note, Segment helps companies of all kinds build and maintain their tech stacks,
so if you'd like to get started, create a free account and we’ll help you get on your way.

,,—_-_) How to build the ultimate tech stack for growth




