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Customer and Data Driven Operating Engine: Details

We have a going in starting strategy and plan for how we are going to win in our key product lines.
» Complete, E2E business plan that includes how marketing $ will be spent.

We are continually monitoring and analyzing the externaland competitive environment to understand whatis
happening around us:

e Macro environment

e Competitive actions (new products, etc.)

e Competitive marketing activities (promotions, etc.)

e Competitive experiences (where is their traffic coming from, how are they converting, etc.?)

We are continually monitoring and analyzing customer activity and feedback to understand how customers are
experiencing the service/products we are delivering:

e Customer usage across all key experiences (sign-up, sharing, uploading, purchase, etc.)

e Direct customer feedback (Voice of Customer channels).

We are continually monitoring and analyzing actual performance of our marketing strategies to understand their
effectivenessin terms of productlines and channels:

e Overall marketing ROI and effectiveness at the productlevel (sharing, books, card, prints).

e Overall marketing ROI and effectiveness at the channel level.

We are consolidating these three inputsinto an iterative product and marketing engine that identifies “What should we
do/change moving forward and when” given those inputs.

e Changes to our product experience.

e Changes to our marketing approach.

e Ensuring these two areas are synchronized.

» Ensuring we are shifting our resources and $ across products and channels in a way that drives the businesses the hardest.

Our engine is putting customer-facing changes into market rapidly
e More external customer-facing changes (75% of resources) lessinternal discussion (25% of resources).
e Changes happening on a daily/weekly/monthly pulse (new mindset).
e Authority is pushed down the lowest level.

Our product and marketing engine is successfully identifying trajectory changing opportunities.
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