
Growth Context Canvas

Episodic
Customer

Journey

Channel

Emotion

Pirate Funnel

Metric

OMTM

Gap

Growth Gap Canvas

R

OW

S

G

Iteration Waterfall

R

OW

S

G

R

OW

S

G

Idea B
P

R
I

A
E

S S
#

Copyright Flying Seahorse Consultancy - flyingseahorse.nl/growthcanvas
This work by N. van der Molen & K. van Haeren is licensed under a Creative Commons Attribution 4.0 International License.

 Gain creators

Pain relievers

Pr
od

uc
ts

 &
 s

er
vi

ce
s

Gains

Pains

C
us

to
m

er
 jo

bs

Value proposition Customer segments

Motivation

Goals

Frustrations

Mission

Why

North Star Metric

PMF-score

Cus
to

mer 
Pers

on
a

Company Persona

Bio

Personality

Bio

Vision

Core Values Core Beliefs

Growth Gap: ___________________________________________________________

Timeline: Start → ← Finish

C
us

to
m

er
 P

er
sp

ec
tiv

e
C

om
pa

ny
 P

er
sp

ec
tiv

e

Growth Canvas

Describe who this person is in the context of the customer journey. Focus on their role,
responsibilities, and relationship to the problem you are solving. Include job title or life role, seniority

or experience level, and their part in the decision and usage process (user, buyer, influencer,
gatekeeper). Avoid demographic details unless they directly affect behavior.

Describe stable behavioral traits that influence how this persona moves through the
journey. Focus on decision style, communication preference, tolerance for uncertainty, and

emotional responses under pressure. Include how they typically react to change,
complexity, and persuasion. Avoid stereotypes and focus on patterns that affect choices

and interactions.

List the beliefs this persona holds about their world, their work, and how problems should be
solved. These beliefs shape how they interpret information, evaluate solutions, and justify

decisions. Include assumptions about risk, control, efficiency, quality, trust, and what ‘good’ looks
like. Write beliefs as statements they would personally agree with.

Describe what drives this persona to take action in the journey. Focus on the underlying
energy behind behavior, not the action itself. Include internal drivers such as fear, ambition,

relief, or desire for control, and external triggers such as deadlines, events, or pressure from
others. Motivation should explain why change happens now and why the persona is willing to

invest effort.

Describe the outcomes this persona wants to achieve, both short term and long term. Include
functional goals (what they want to get done), emotional goals (how they want to feel), and

social goals (how they want to be perceived). Goals should reflect what success looks like to
the persona at different stages of the journey, not what the company wants them to do.

List the recurring sources of irritation, resistance, or stress this persona experiences while trying
to achieve their goals. Include process friction, lack of clarity, wasted time, dependency on others,

or loss of confidence. Focus on what makes progress feel slow, risky, or exhausting from the
persona’s perspective.

Describe the outcomes and benefits the customer expects or desires when
the job is done successfully. Include required gains (must haves), expected

gains, desired gains, and possible positive surprises. Gains can relate to
results, performance, emotions, or social impact. Be explicit about what ‘better’

means for the customer.
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Describe everything that annoys, frustrates, or prevents the customer from getting the job
done well. Include risks, obstacles, negative emotions, wasted effort, fear of failure, and
undesired outcomes. Pains can occur before, during, or after trying to complete the job.

Prioritize pains that are frequent, severe, or cause customers to abandon or delay action.

Describe how your products and services create customer gains. Explain how they produce outcomes the customer
expects, desires, or would be positively surprised by. Each gain creator should map to one or more customer gains. Focus

on how value is created, increased, or accelerated for the customer.

Describe how your products and services reduce or eliminate specific customer pains. Each pain reliever should clearly link
to one or more pains on the customer side. Explain the mechanism by which the pain is reduced, avoided, or made

acceptable. Be concrete and factual. Avoid vague claims such as ‘easy’ or ‘better’.
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Describe how you measure product market fit. Use one
clear, primary indicator that reflects real customer

value, such as a PMF survey score, retention rate, or
usage threshold. Specify the exact metric, how it is
calculated, the sample or time window used, and the

current value. Include what level would indicate strong
product market fit and why this metric is meaningful.

Describe what the company does and for whom, in the present.
Focus on the core activity and scope, not on future ambition. A

good mission makes it clear which problems you choose to solve
and which you do not. It should help teams decide whether an

initiative or experiment fits or does not fit.

Explain why this company exists beyond making money, and why
this work matters now. Focus on the underlying purpose that
connects customer impact with business reality. Include the

reason this problem is worth solving, and the strategic or
contextual urgency that makes it relevant at this moment.

Define the single metric that best represents long term
customer value creation. This metric should reflect meaningful

usage or impact, not vanity growth. Specify the exact definition
and calculation. A good North Star Metric helps teams prioritize

decisions and align efforts across product, marketing, and
growth.

Describe who the company is in the context of this growth effort.
Include company type, stage, core capabilities, and primary markets
served. Focus on what the organization can realistically execute and

deliver today. Mention relevant constraints only if they influence
strategic choices or growth speed.

Describe the long term future the company is working toward. Focus on
the impact you want to have on customers, the market, or society over
time. A vision should be directional and inspiring, but stable enough to

guide decisions across multiple growth cycles.

List the principles that guide behavior and decision making within the
company. Values should influence how the company builds products,

interacts with customers, and pursues growth. Include only values that
are actively practiced and protected, even when they create trade offs

or limit short term gains.

Describe the customer journey as a continuous story from the customer’s point of view. Write in chronological order, as if you are
following one real person through a specific episode. Start with the trigger that initiates the journey and describe each step the

customer takes, including actions, thoughts, emotions, and decisions. Be concrete about situations, moments, and transitions. Avoid
abstract stages or funnel language; focus on what actually happens, what the customer experiences, and why they move forward or get
stuck at each moment. Continue the story beyond the purchase moment, describing onboarding, first value realization, ongoing usage,

and potential loyalty or referral behavior. End the episode at a clear outcome, such as adoption, habit formation or disengagement.

List the channels through which the customer interacts with the company during the episodic customer journey. Map channels in the
same chronological order as the journey story. Include all relevant touchpoints where contact, communication, or interaction occurs,
such as marketing channels, sales interactions, product interfaces, support, and community. Focus on where the customer actually

engages, not on channels you intend to use. Be concrete and specific

Describe the emotions the customer experiences at different moments in the episodic customer journey. Follow the same sequence as
the journey and channels. Include both positive and negative emotions, such as uncertainty, frustration, relief, confidence, excitement, or
trust. Be specific about when emotions rise or drop and what triggers those changes. Focus on how the customer feels, not on how the

company intends them to feel.

List the relevant Pirate Funnel stages (AARRR) that apply to this business and customer journey. Focus on naming the phases, not on
metrics or tactics yet. This block is intentionally left open to allow flexibility in sequence, especially for the R stages (Retention, Revenue,

Referral), which may differ depending on the business model and customer behavior. Use this space to define how the funnel is
structured in this specific context before filling in details elsewhere.

List the metrics that are currently being tracked across the Pirate Funnel and the episodic customer journey. Be specific about what is
measured, how it is defined, and at which stage it applies. Separate existing metrics from metrics you would like to track but currently
cannot. This block should reveal gaps in measurement, unclear definitions, or blind spots in the customer journey and growth funnel.

Select the single metric that is most critical for progress in the current phase of the Pirate Funnel. This metric should represent the
biggest constraint or opportunity at this moment. It must be directly influenced by customer behavior and clearly linked to the North Star
Metric. Define the metric precisely, including what is counted and over which time frame. All experiments and actions in this phase should

primarily aim to move this metric.

Describe the gap between the two Pirate Funnel stages you are analyzing. This gap represents the loss, drop off, or inefficiency in
customer progression from one phase to the next. Use data where available to quantify how large the gap is, for example conversion
rate, time delay, or volume loss. Explain what actually happens to customers who do not progress and where they stall, drop out, or

disengage. The gap should be described as a measurable difference between intent and outcome, not as a vague problem statement.

Define the single most important gap to focus on right now. This growth gap is selected from the multiple gaps identified between Pirate
Funnel stages and represents the highest leverage opportunity or constraint in the current phase. Describe clearly between which

stages the gap occurs, how large it is, and why this gap matters more than others at this moment. The growth gap should be specific,
measurable, and directly connected to the chosen OMTM.

Describe how growth ideas are systematically
collected. Explain the methodology used to generate

ideas, ensuring input comes from multiple perspectives
and data sources. Include qualitative insights from the
episodic customer journey, gaps in the Pirate Funnel,

customer feedback, support tickets, sales
conversations, user research, and data analysis. Also

include structured ideation methods such as
brainstorming sessions, growth frameworks, and prior
experiment learnings. The goal of this step is volume
and diversity of ideas, not evaluation or prioritization.

Describe which prioritization framework is used to rank
ideas. Common frameworks include PIE and BRASS. PIE
ranks ideas based on Potential impact, Importance, and

Ease of execution. BRASS ranks ideas based on
Business impact, Reach, Assumptions risk, Scalability,
and Speed. Specify which framework is used, why it fits
the current growth phase, and how scores are applied

consistently across ideas. Also list the top 3 ideas here.

Describe how selected ideas are translated into
concrete, high quality experiments. Each experiment

must be part of a defined experimentation and
tracking plan. Clearly specify how the experiment will

be executed in practice, including scope, setup,
measurement, and validation. The outline should

remove ambiguity about what will happen, how it will
be measured, and when a result is considered valid.

The goal is to ensure experiments are executed
consistently, reliably, and in a way that produces

trustworthy learnings.

Describe how the experiment was actually
executed. Focus on what was done in practice, not

what was planned. Include when the experiment
started and ended, how long it ran, and whether it
followed the outlined setup. Note any deviations

from the original plan, unexpected issues, or
practical constraints encountered during execution.

The goal of this step is transparency about
implementation, so results can be interpreted

correctly.

Analyze the experiment results using appropriate
statistical methods. Evaluate whether observed

differences are statistically meaningful and practically
relevant. Include comparison between control and

variant, confidence levels, and variability where
applicable. Interpret results in the context of the

predefined hypothesis, OMTM, and decision criteria.
Account for data quality, sample size, duration, and any

execution deviations. The objective is to produce
reliable insights that can inform confident decisions.

List each growth idea as a short, clear statement that describes a single proposed change. Ideas should be written in a
consistent format and be understandable without additional context. Do not include scoring, assumptions, or solutions.
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Summarize the most important learnings from all experiments in this cycle. Focus on insights that change understanding of the customer, the
journey, or the growth gap. Translate these learnings into clear recommendations or principles that should guide future decisions, experiments,

or strategy. This block captures what should be remembered and applied going forward, not the detailed results of individual tests.
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