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Disclaimer: Opinions expressed are solely my own and do not express the
views or opinions of my employer.

If you are new to this publication, welcome! | am a venture designer and a
product strategist, currently working at PwC Labs. | help venture teams
develop and commercialize what start out as experimental concepts. | hope
to share in this publication what | learned about incubating products within
corporate environment.

It all starts somewhere...

What does a product concept experience from value proposition to business
model? What artifacts need to be created in this process?
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In this article, | share an approach to creating an interaction model, an OKR
system, and a business model for a product concept based solely on the
value proposition and the basic functionalities. | will use Clubhouse’s concept
in this case study.

Let’s get started.

Image from the Internet

About Clubhouse

Clubhouse is an invite-only mobile app that connects people through audio-
based conversations. It’s a low-cost, and low-commitment way to explore
thoughts and connect with other spirits. Many use it to expand their personal
and professional network.

The Commercialization Process

To keep it short and sweet, it goes like this:
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Product life cycle > Strategic objective(s) > Interaction model > OKR system
> Business model
Clubhouse’s interaction model

Clubhouse is at the introduction stage of its product life cycle. The strategic
objective is to create as much active use as possible.

Product Life Cycle

A Growth Retention Spread Strategic

Objective
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A Clubhouse user journey can be decomposed into 3 phases — “joining”,
“using”, and “staying”. Each phase has core interactions that fuel the product.

Joining

Clubhouse naturally attracts listener learners (vs. reader learners) and
listener entertainers who enjoy casual, exploratory chats. Clubhouse’s
marketing focus is to nurture the habit to learn and entertain through
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listening among a broader audience, who is formed based on existing users

connections.

A Clubhouse Case Study. Clubhouse’s product strategy... | by Fergie Liang | Innovation & Experience Strategy | Medium

Here are the core product interactions Clubhouse encourages:

Core 1interactions & Marketing strategies

1. Request Clubhouse 1invite (Hunger marketing: Reserve your username)

2. Accept Clubhouse invites (Hunger marketing:
,“I want you to join..”)

“I have an 1invite..”

3. Invite close connections to join via phone number (Limited invites
to create short invite cycle)

& Welcome!

We're working hard to get Clubhouse
ready for launch! While we wrap up the
finishing touches, we're adding people

gradually to make sure nothing breaks. :)
If you don't yet have an invite, you can
reserve your username now and we'll

get you on very soon. We are so grateful

you're here and can’t wait to have you

join! A,

’i} Paul, Rohan & the Clubhouse team

Get your username —

Have an invite text? Sign in —

Using

NEW IvViESdaye wdl el

To: Devendra @

Haan last me t ej krnu pondho

Delivered

Hey Devendra - | have an invite

to Clubhouse and want you to

join. 12 | added you using

+91GEBRRS38GA, so make sure

to use that number when you

register. Here is the link! https://
join.club/app

"app” apps appointment

Screenshots from the Internet

Q & 8 &

You now have 2 invites!
Who else would be a great addition
to your Clubhouse community?
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DI set: High frequency funk, sou...

11:30 AM #24HoursofLove: the love songs...

12:00 PM B2 Breakfast With Winners &2
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Q Page Stein =
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Clubhouse’s current functionalities determine the 3 ways to “use” it — join,
create, and invite others.

Here are the core product interactions Clubhouse promotes:

Core 1interactions & Product design strategies

1. Join an existing conversation (One tab to join a chatroom
recommended to you; Join a room your connections are 1in)

2. Start a new conversation (The big fat “Start a room” CTA at the
center of the screen)

3. Invite Clubhouse connections to a chatroom (“Ping someone into the
room”)

)
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Staying

However joyful a conversation is, it will end or be disrupted by other life
events. How to bring users back? What do they need to see or do to make a

decision to come back?

A Clubhouse Case Study. Clubhouse’s product strategy... | by Fergie Liang | Innovation & Experience Strategy | Medium

Here are the core product interactions Clubhouse supports:

Core 1interactions & Product design strategies

1. Plan to join a future conversation (“Upcoming for you”, “Events

happening next”)

2. Join a live conversation (Receive notifications when a
conversation is scheduled/live)

12:22 wl 4G = )

EQ) B &£ 0

6:00 PM THE WRITERS' ROOM %
Unpacking Ma Rainey's Black Bottom

10:00 PM THE WRITERS' ROOM
Asian American Film/TV

2:00 AM THE WRITERS' ROOM (.1
Book Publishing 101

Photographers, Models, Music Artists Link Up

¥4 Sham Abdo =
Inas X.
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4148 7 22®@
Come Vibe (22
O Zeeti -
i Mariella Jimenez ~
Jenny Eberhardt =~
294 7 13®@

Pidgin beer parlour

% Bossbabe CashCow
| :
o Sam Oye

Abi Odutayo

-+ Start a room FEY

12:23 all 4G @
< URCOMING FORrOUT @ Michael Scherr and Bindi Karia are talking in
TODAY. the Talk Club room about " W = Piano Bar
LIVE: James & Friends taking requests". Tap to
3:00 PM Q listen in!

ADHD Creative Co-Working &
Accountability
From ALL DAY DREAMING @

T8

wi hyla & Colin Caleb — If you need help focusing come hang
from 8a - 1p PT on Monday, Wednesday and Friday. We end
each session sharing stories and resources around creativity,
focus and productivity.

4:00 PM Q

Ladies First] Maneuvering The
Clubhouse Terrain.
From COMMUNITY CLUB #

QOD

wi/ Michelle Mitchell, Althema Goodson & Rachel Lauren (She/
Her) — Coming together as Women on Clubhouse speaking
our truth and maneuvering the app to gain Support. Success
and Sisterhood.

5:30 PM _Q
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From ELEVEN THREE

TRe@s03%9
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Jenny Stefanotti —

~

Screenshots from the Internet
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Anti-interactions

The interaction design does not stop there. A product should not only
reinforce positive interactions, but also prevent interactions that take users
away from the product. | call these “anti-interactions”.

For example, Clubhouse allows users to break into new communities and
establish new connections based on interests and common connections
alone. That is a key value. However, we have seen WeChat users adding
WeChat group QR code to their profile image to allow people in the same
chatroom to download the code and stay in touch with each other in WeChat.

Clubhouse should keep these valuable user connections to itself by
preventing anti-interactions:

Anti-interactions

1. Add Clubhouse connections on other group-based platforms
(Clubhouse should never -dinclude links to “Facebook” or “WeChat”in
user profiles; It should also detect QR codes 1in profile images and
disable 1it)
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Clubhouse’s product interaction cycle

Joining Using Staying Core interaction

Anti-interaction

Accept CH
invite
Invite close connections to join the CH (via
phone number invites)

Reque,St CH Join an existing conversation
invite

Invite CH connections to a chatroom

Download CH

| Start a new conversation
mobile app

Plan to join a future conversation

Join a live conversation

Add Clubhouse connections on other
group-based platforms T| me

Now you have the interaction model that supports Clubhouse’s strategic
objective at the introduction stage. The next step is to create an OKR system
to support these core interactions.

Clubhouse’s OKR System

Defining OKRs is about translating core interactions into quantitative
measures.

Say, “% of users who joined at least 3 chatrooms and stay in chatrooms for at
least 3 minutes on average within a week” is what | want to use as the to
measure “active use”. Here’s how | would set up the OKR system:
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Weekly Active Users

Total number of Minimum Minimum
% of users who joined at least 3 chatrooms and stay in chatrooms for at = - i :

Strategic Target _ Target , Frequency
* * =
registered users engagement ratio frequency ratio

Objective Group Ratio Ratio

least 3 minutes on average within a week

Primai : o i : Ho :
OKRs it Total number of registered users Minimum engagement ratio Minimum frequency ratio

Total # of new Total # of Total # of % of users who stayed in chatrooms for more % of users who joined at least 3
joiner existing users inactive users than 3 minutes on average chatrooms within a week

- Total app

download
Secondary [Tl - # of phone
OKRs number

- Time of - Average time stayed in chatrooms
inactivity

- Average # of chatroom joined
within a week

- Total # of new chatroom opened within a
- App uninstall week
rate after 30
days - # of chatrooms recommended to the user

- App visiting rate

- # of phone registered
number

- Push notification conversion rate
referred

Good vs. Bad OKRs

Why use “% of users who joined at least 3 chatrooms and stay in chatrooms
for at least 3 minutes on average within a week” as the OKR of “active use”?

An OKR should be intuitive, generic, independent of the business model, and
time-sensitive. Most importantly, it needs to reflect the user value Clubhouse
creates.

Here’s a list of counter-examples:

of online users per day

of users log in more than 3 times per week

of users join at least one conversation per day

of users join at least one conversation for at least 3 minutes per
days

of users hosted at least one conversation per month

Time length of all conversation joined

H oW X I I A

They all measure “active use” to some degree. However, they all fail on at
least one of the five dimensions (intuitive, generic, independent of the
business model, and time-sensitive).
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For example, “being online” does not reflect true engagement; “Joining at
least one conversation” is too weak for measuring general interest in the
product; “Joining at least one conversation for at least 3 minutes” is too
granular (I bet 99% of registered users will satisfy that requirement); “Time
length of all conversation joined” could be unintuitive or misleading as some
people might be waiting in the chatroom to get some learnings, or just
leaving the chatroom on before bed to help them get into sleep.

Bonus — Clubhouse’s threats & opportunities

¢ |t would be difficult for Clubhouse to create a business model based on
value delivered through chatroom content with its current design, as the
value created is too sporadic for selling. Clubhouse needs a way to
evaluate the quality of chatroom content, and a way to guarantee the
delivery of it if it wants to make a content-driven business model.

Recommendation: Allow users to rate chatroom content when they exit a
chatroom to gauge the quality of the conversation, the speakers, and
the host.

e With its current design, Clubhouse users can’t collect value created in a
chatroom, or “save conversations”. This challenge brought by the
technology makes retaining users difficult as whatever value users
receive from the chatroom gets lost once they exit.

Recommendation: Give users an option to save conversations, or to
take notes within the chatroom (if technically feasible). It can
offer it as a premium feature.
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¢ The lack of an in-app motivation system for the audience to continue to
join chatrooms will be a problem in the future. Joining a chatroom is
completely driven by human curiosity and the recommendation engine at
the moment, which isn't necessarily a competitive advantage for
Clubhouse.

Recommendation: Add gamification features such as collecting points
to join private conversations, or leveling up to view more chatrooms,
or even spending Clubhouse digital currency to pay an entry fee to
enter popular chatrooms.

e Chatroom hosts might be interested in metrics such as “number of
chatrooms hosted”, or “rating from the audience”. The more chatrooms
the hosts host, the more credible they are, the better their reputation is,
the more followers and influence they have in Clubhouse, the less like they
are to leave the product.

Recommendation: Set up an evaluation system to measure the quality of
chatrooms & the popularity of hosts like what Airbnb does to super
hosts.

e Thereis no control over the quality of the new joiners or the quality of
chatroom conversations at the moment. Whatever business model
Clubhouse ends up choosing should support the build of a high-quality
Clubhouse network and high-quality conversations.

Recommendation: The audience 1is charged to join high-quality
conversations (Note how this decreases the value of the product as a
whole, like most products).
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Can building a reputation and expanding the network attract good content
generators to Clubhouse to benefit the rest of the audience? Are the human
nature of curiosity and the desire to build connections enough to keep people
coming back to the app? | am sure the Clubhouse team has the answer in the
data they decided to collect.

| can’t wait to find out.

About

If you are new to this publication, | am a venture designer x innovation
strategist. | used to incubate products within corporate innovation labs, now |
craft innovation and experience strategies for startups and scaleups.

This publication is dedicated to topics around business strategy &
innovation. | will share more of my experience in formulating innovative
strategies in future posts. Subscribe if you are interested in hearing more!

Stop by my virtual coffee guesthouse

Ping me on Linkedin if you are up for a virtual coffee chat. Or simply support
me if you are generous ;)

Venture Product Strategy Business Models Product Design Venture Design
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