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Datasite background

■ Core product & users
■ Past:

◻ B2B
◻ Sales led 
◻ Transactional
◻ Disparate data (silos) 
◻ Collaboration-hungry

■ New products & users 
■ Future:

+ B2C
+ Product led 
+ Recurring/subscription
+ One source of truth
+ Collaborative



Pendo Rollout
(late 2021)



Experimentation

■ Initial goal: Better in-app guides 
■ Key partners involved in evaluation & implementation
■ UX-led rollout

◻ Tagging
◻ Guides
◻ Reporting

■ Invited everyone to play



Onboarding guides 
are key to PLG
Before: 1-on-1 phone 
training on how to use a 
new app (30 min)
■ Scheduled w/ Project Pro
■ “Sign up for a demoˮ
■ Manual 1-on-1 process

After: Time to “aha” 
moment with Pendo 
onboarding guide (3 min)
■ Self-service
■ “Try it now!ˮ
■ 10x more trial users



92% engage (advance guide) 63% complete guide



Pendo Adoption
(2022-2023)



Evangelism

■ Quick answers to FAQs
◻ How many visitors use a given feature or page? 
◻ Who are the top users of this feature/page? 
◻ How much time do users spend on this page? 

■ Dashboards for more complex/ongoing efforts
■ Channels:

◻ Slack #pendo
◻ Adoption Tiger Team
◻ Viva Engage



Massive time savings 
via Pendo reporting
Customer Success was manually 
pulling data for 4 events across 
56 accounts. 

This took hours of work on a 
weekly basis!

We built a Data Explorer 
report so they can:
■ Get all the totals in one place 
■ Easily see trends 
■ Filter by segment for 

account-specific data 













Dashboards drove 
“New Look” rollout

If users switched back to the 
old experience, we immediately 
displayed a Pendo guide asking 
why.

■ 21% responded to the poll 
■ 10% provided text feedback

We shared a Pendo Dashboard 
with the cross-discipline team 
managing the release.

■ Survey feedback (qual & 
quant) 

■ % of visitors who returned to 
old look over time





This shared dashboard was a 
powerful "source of truth" for 

stakeholders.
■ Helped product managers prioritize squad work
■ Identified accounts for priority follow-up by Sales/Support  
■ Predicted rate of adoption to decide cutoff date  
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Consolidation

■ Widening circle of stakeholders & partners 
◻ Product Managers for analytics
◻ QAs for guide testing
◻ “On callˮ engineer for code questions
◻ Data Ops for Heap migration
◻ Senior Management began to take notice

■ Dropped redundant tools in Product & beyond
◻ Guides, visitor analytics, replays, etc.

■ Pendo became the shared source of truth



3x NPS response rate 
with in-app polls

Past: NPS was only completed 
by one Admin user at the end of 
the deal.

■ Overly focused on single point 
in the experience

■ Only 2% left comments
■ Lack of helpful product 

feedback

Experiment: show NPS poll 
throughout the project to all 
Admins.
■ 4% response rate vs. 1% in 

Support polls 300% higher! 
■ 10% left comments 400% 
■ 81% had never left NPS 

feedback before



Growing Pains 

■ Benchmarking/best practices
■ Varying levels of Pendo knowledge/experience
■ “I can’t trust/find/understand the data”
■ No PM business owner for large initiatives
■ Lack of clear & consistent processes
■ Need for more certified Pendo Pros



Pendo Ascension
(2024)



JIT Standardization 

■ Pendo Day training for >100 employees & execs
■ Executive buy-in gets checks written 
■ Pendo Center of Excellence (“Ops Team”)
■ Documentation 
■ Quantifying effort/needs in Jira



Pendo Ops (Center of Excellence)

Pendo 
Leads

Technical
Expert

Analytics 
SWAT Team

Guides 
SWAT Team

Stakeholder 
Reps

Primary point of 
contact between 
Pendo & Datasite

Set goals, key 
outcomes & 
success metrics 
for Pendo

Maintain Pendo 
common library

Consult on new 
implementations, 
projects & issues

Audit Apps 
regularly to ensure 
good data hygiene

Help with tagging, 
segment building & 
reporting

Develop guide 
request process

Audit guide 
effectiveness & 
overall user journey

Represent goals & 
priorities for 
Marketing, Sales, 
Support, etc.

Product 
Manager & 
Designer

Software 
Engineer

Data 
Analysts

Product 
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Other



Conclusions 

■ Pendo shows the art of the possible
■ Cultural change takes time & effort
■ Using data to make decisions about product
■ Pendo is now the default: moved from “why do we have it?” 

to “how can we make the most of it?” 
■ From a single user (Andy) to one of the largest, most 

critical implementations at Datasite
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