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Executive Summary

GROWTH HACKING IS MOST OFTEN
ASSOCIATED WITH START-UPS
OR PRODUCT INNOVATIONS. ITS
LEGACY IN ESTABLISHED BRANDS
HAS OFTEN BEEN TO MARGINALISE
INNOVATION INTO SEPARATE
UNITS AND TO ASSOCIATE IT WITH
NEW PRODUCTS.

For some time now we have been building growth hacking
strategies that succeed as part of the core business using
digital marketing and e-commerce methodologies that can
size, shape and explore market opportunities for established
products or new propositions.
In this our 25th published White Paper we share stories from
brand companies as diverse as Diageo, O2 and Kraft Heinz to
illustrate how Growth Hacking can become a core capability
for any brand company looking to drive exposure and
engagement with their product proposition.

The results can be mixed, and failure in our
experience is often associated with a lack of
process, measurement and insight.
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GROWTH HACKING THAT DELIVERS

O2

Growth from exploiting a core capability

Back in 2015, the Digital Product Innovation
Team at O2 had been working on an
international calling solution that stepped
away from the traditional, outdated and
expensive market offerings, such as calling
cards and pricey tariff bolt-ons. The product
they built was a digital calling app which
leveraged bulk buying of International
Calling minutes to allow for much cheaper
consumer calling rates, the product was
called World Chat.
Initially, World Chat was branded as ‘O2
World Chat’ and was drenched in the
iconic blue bubbles of the O2 brand. This
certainly brought some initial advantages
to the launch of the product, as World Chat
could leverage the brand power of the
brand which had over 25 million customers
around that time. However, as growth began
to stagnate, what the World Chat team
noticed, was that their competitors were
on the whole, smaller scaled players who
were able to act fast and in a far more agile
way than themselves.
Enter Good Growth.

The World Chat team brought in Good
Growth to help them turn the O2 World
Chat product into an unrelated World Chat
app, to help develop the sales proposition
and innovate the way the product accessed
the market.
This was a bold decision for the team to
step away from the O2 aura (at least in a
customer-facing sense), but in doing so,
it opened so many more opportunities.
Opportunities to test and learn a new brand,
new colours, new messaging, new pricing
and of course new digital channels and
touchpoints.
The focus soon turned to building a whole
new microsite website, a refreshed App Store
page and to play around with the key
messaging hierarchy frequently, in an agile
and effective approach.
The outcomes from this rigorous and fast
test and learn process throughout these
key customer facing touchpoints were:

•

An 87% reduction in Cost Per
Acquisition (CPA) observed during
campaign live dates

•

Revenue driven through campaigns
led to a Return on Advertising Spend
of 283% (ROAS)

•

100% increase in conversion rate
of traffic to the app store observed
within the first three months

Not only did this freedom and flexibility allow
Good Growth and O2 to optimise their digital
performance, but it also began to show some
new insights neither party had seen prior to
this iterative and innovative approach.
As the user numbers of the product grew, it
started to become apparent that there was
an emerging major audience for this product,
Polish people and those with Polish families
back home. As Good Growth studied not
only the acquisition data, but also the
ongoing user data, they noticed that the
Polish market began to be the primary user
persona for World Chat, eclipsing the Indian
market which was for a long time the most
popular audience for the product.
So what did this insight prompt? A bespoke
Polish webpage of course. Knowing they had
a captive audience and to live out O2’s
business mantra of ‘Customer at the heart of
everything we do’, the team decided to build
a Polish translated webpage for their key
audience and give them even fewer barriers
to product entry. Needless to say, dwell time

on the page, conversion and overall
performance of the Polish users increased
dramatically for the O2 product team.
The final element of this story to share is
how Good Growth’s work impacted the long
term usership and value of each customer,
over and above just an increased acquisition
rate. The challenge from the O2 team was
that ‘it’s cheaper to retain customers than it
is to acquire new ones’, so how could Good
Growth help with that?
They chose to interrogate the user behaviour
within the app and suggest appropriate
action. From adding in additional pricing
points to the contacts page, to moving the
top-up page, shortening the top-up journey
and including prompts for when a user’s
balance is low, they tested various solutions
until they found win after win.
With the fast and affective implementation
of our tested theories, World Chat’s average
revenue per user rose and their overall
profitability greatly outweighed the costs
of Good Growth’s services.

Overall, we have been very impressed with the way in which
Good Growth have immersed themselves in our world and they
very much feel like an extension of our team.”
ELIZABETH PONSFORD
Product Manager, O2
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KRAFT HEINZ

Growth from introducing a new route to market
In March 2020 with the country in lockdown
and usual distribution channels disrupted,
Kraft Heinz approached Good Growth to
help them launch their first ever e-commerce
platform in the UK.
A key objective of the project was to ensure
that customers’ favourite varieties from
Heinz Beanz to Tomato Ketchup were made
available to those that were finding it difficult
to shop at the time including frontline
workers, those in self-isolation and elderly
customers obeying strict lock-down.
Launching Heinz’s first direct to consumer
offering within a three-week turnaround
required both Good Growth and Heinz to
respond with speed and agility. Working
closely with key stakeholders in daily update
briefings, the Heinz to Home concept took
shape rapidly and the full site designs were
agreed and development started within the
first few days.
Working with Kraft Heinz, Good Growth
managed the end-to-end delivery of the
Heinz to Home website, using their
e-commerce experience to support
proposition creation, strategy, design and
development utilising a low-cost, agile
approach. The use of Shopify Plus as a
platform ensured the solution could be
built and scaled quickly whilst customising
the functionality to meet the specific
needs of Heinz and their customers.
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The initial proposition included a bundle
containing sixteen cans of the most popular
Heinz Essential Varieties for £10. This was
soon extended with the addition of sauces
and infant bundles. The site now offers
personalised gifts, the ability for users to
build their own bundle as well as an option
to buy on subscription.
In addition, the partnership with Blue Light
Card meant that frontline workers including
NHS workers and the emergency services
received free delivery on their orders,
further enabling Heinz to fulfil its ambition
to help customers during these
unprecedented times.
Following the initial launch, and utilising the
strength of the brand, the site received an
incredible response from customers and
national press – with over 80 million
impressions across launch weekend.
The channel now provides an opportunity
for the brand to develop further insights
as they communicate directly with their
customers. Ongoing work is currently
underway to further optimise the journey
and evolve the current proposition to
continually meet the changing customer
needs and demands across core categories.

We have been working with Good Growth to support us in
developing our new Heinz to Home offering. We came with a
brief to help us create a proposition to support people struggling
to get access to our brands in the context of the current Covid-19
situation. A key element of the brief was speed. We needed to
land our website in less than 3 weeks. Good Growth took up
the challenge and importantly kept it to the strict time frame.
We worked with them like a start-up, aiming to launch an MVP
as quickly as possible and improve our proposition every day
from launch. Good Growth quickly managed to work
collaboratively with other agencies and internal stakeholders
involved in the project and quickly implemented changes decided
after daily brainstorming. The commitment from their team
was truly amazing. I hope Good Growth will now help us
evolve the proposition for the future.”
JEAN-PHILIPPE NIER
Head of Ecommerce
(UK & Ireland),
Kraft Heinz
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DIAGEO

Growth from customer-led prototyping using the full portfolio
This year, drinks giant Diageo (brand owner
of Johnnie Walker, Tanqueray, J&B, Smirnoff,
Guinness, Gordons, Captain Morgan and
Baileys amongst others) has initiated a
customer-led growth hack to understand
how best to engage with consumers directly
through e-commerce.
Like many brand companies Diageo has
experience of ‘direct to consumer
e-commerce’ (D2C), but this was
predominantly either through a single brand
or in a specific market segment (e.g., malt
whisky). As with many FMCG companies
the global pandemic has ignited a strategic
ambition to extend the opportunity to
discover and engage with its full portfolio,
to as many consumers as possible and
enabling this through a ‘best in class’
e-commerce experience.
The opportunity presented by being one of
the world’s largest premium spirits brand
companies is its depth of portfolio and
premium positioning which offers plenty of
opportunity to differentiate. The ‘USP’
compared to the traditional channels
(grocery, wine and spirits stores, on and
offline, etc.), however, will differ between
markets. For example, in some markets
buying direct from the brand owner is a
guarantee of authenticity whilst in others the
scale of the grocery sector on and offline
means that directly competing in this space
is far less likely to be successful.
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The approach adopted by the Diageo team
was one of rapid prototyping. This allowed
them to establish an understanding of the
market potential and then create rapid
executions using limited portfolios to test
their consumer insight directly in a shopping
environment against competitor
propositions, learn from the outcome and
adjust accordingly.
This is a project that is still live so specific
results cannot be shared, but the adopted
approach has allowed Diageo to engage a
global project team, focus initially on a single
market and:

•

Move from concept to trading prototype
in five weeks

•

Using agile methodologies co-ordinate
across time-zones and functions to
create its fastest-ever D2C proposition

•

Establish rapid customer insight
development to build in-depth
understanding of shopper behaviour
in its chosen market

Diageo’s early success has led it to extend
the protype-led approach into its strategy
for extending and building out the full
proposition for launch later in the year.

We chose Good Growth due to their unique combination
of customer-led innovation and their ability to enable large
organisations to move with rapid agility. It’s classic growth
hacking and they got our prototype up and running in
five weeks. That is unheard of in our business.
RYAN BIRCH
Global D2C Lead, Diageo

DRIVERS OF SUCCESS
In each case shared above there are some
underlying tools and techniques which have
driven not just the ultimate commercial
impact but just as importantly the ability
to work at pace and to keep costs low.

•

Test and learn, to allow for
agile development

•

Continually adapt to what your
customers say and do

Fundamentally, brands should be led by the
customer, not the product and the two key
takeaways from these case studies are:

If brands can keep those two thoughts and
actions at the core of their development,
growth and success will come naturally.
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Get in touch for a radical commercial
approach to digital performance.

T:

+44 20 7183 0964 (UK)
+1 646 417 8444 (USA)

E:

enquiries@goodgrowth.co.uk
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