Organizational
Evolution:

From Products
to User Needs




Extremely important
and necessary

Flo aim to be the ESS2hG)
By your side
ogroual < health partnerfifels
(FellliTela users worldwide

As in the same
scale as TikTok



Your organization is a living product. Design it intentionally .
Evolve it continuously .

CHALLENGES INCREASE OVER TIME

Baseline
Continuous improvement

“Normal” scale-induced trajectory

EFFECTIVENESS

-
m



5. Validate & lterate — —

P \\ “Working Backwards"
s N
/ \
/ 1. Align on business goals
/ .
\
\
1
( |
Explain the reason \
Over-communicate \\
\
N\
N

Conway's Reverse Maneuver
e Topeloaies 3. Apply relevant patterns — | What's actually working?

Tactical DDD f . What's blocking flow? |
N L L o e e Lo _. /



Our journey

User

. journey
Period Super

tracker app

&)




Cycle Content Courses on health Health Secret
tracker library & well-being assistant chats

@ 28 April Insights

% %! bé 6 b b 4 Most popular

Assistant.

To help you monitor your health

and well-being, Flo has prepared a .
personalized cycle report for you. | What are your top tips for

loving your body just the
way it is?

Period: ,
Day 1 '
Always tired? This Is your vulva

could be why "normal"?
Edit period dates

My daily insights starting to workout made me see
how strong i am and want to
become. it helped me a lot to
recognize how beautiful i am and
made my self esteem go from 0 to
100

In focus: Period & cycle changes
Log your WHAT IF ... Today's

TS| You got daily chance of -

morning light?
| A preguancy; Why is my period Sleep, food, stress,
e L= * = so heavy? and your cycle
See update

My cycles Sex & pleasure
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Insight A s Partner

Like

It can help you identify which
of the symptoms and events
you logged may be linked to

cycle-related changes in your

Write a reply...

. I'm on the up after years of battling

Insights

N o




User attributes

BE @ & Q @

Tracker Insights Secret chats

. (Goals etc

Personalizations

Behaviour

Health assistant Experts
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Genesis Custom-Built

Read more: https://www.infoq.com/articles/adaptive-socio-technical-systems-flow/



https://www.infoq.com/articles/adaptive-socio-technical-systems-flow/

Tight Collaboration Limited Collaboration X-as-a-Service

B

" Collaboration .~

: XaaS -

Platform team



Flow of change

! Collaboration

Channel platforms
Delivery platforms
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- 2. Everythi
1.Backend First S
ur apps lean and our sY
irst mindset.

; design every
rt. That's why we )
stems smal We treat everything as code — not just the product.

We believe in keeping of
e - S Infrastructure, operations, configurations, and processes — if it ¢

jon, that's
ot a suggestion, .
& automated, it should be. Manual work is hard to track, hard to re

intain platform . 3
dently, and mam‘t)aL‘lf; F;void Code is the opposite: visible, review:

an be versioned, tested, and

produce, and easy to mess
able, repeatable, and reliable. d "

80% of our code should live ser ver-s| de — that’
ster, ship 1 ore CO! fi

s to iterate fa d roll back. They also hel

itor, fix, an Automation i 3 i
: iver, test, monitor, fiX, mation is a force multiplier. By codifyi
easier to deliver, | axpErence. : - BY codifying our systems, we scale our i
ps and improve our users' expe! focus our €nergy on solving meaningful problems. selves, reduce risk, and

still possible__but tne 3. Control the System Complexity

't enough. We value la

Backend implementat’lons allow u

consistency. They're
ploating our client ap|

ementations are

: ‘de impl
Client-side imp re isn

missing skill o time pressu Complexity is the enemy of reliability and speed.

convenience. z ar . 2 = o

We actively avoid introducing new services, libraries, frameworks, or tools unless there’s a )
compelling, validated business reason to do so. New tech comes with hidden ~~~t- ur PTOdUCtS
learning curves, harder debugging, slower onboarding, and less | 5. Own Your Data (and Yo

wn the services they buil

4 —and the data those services produce.

4. Quality Over Quantity

We favor simplicity and maturity in our stack. We pick boring tech Engineering teams at Flo 0

We never trade quality for speed. faster and sleep better. suring data quality,

others can use it confidently.

¢ ible for en
j time. We're respons!
iy e t it. We test it. \We make suré

i i ership go
sll:fhlr:g'; to ship an ur?tested or poorly designed featy This principle isn't about being conservative — it's about being int That .o :Lr:]cy as\d clarity. We documen
Sta:& Ibeiaj:(j to happier users, fewer bugs, stronger | but it should never come at the cost of maintainability or clarity. | SONSS ’ /’r///’/

Thetimedns ie; 6. Think Globally, Act Locally 7. Start With “Why”
® Make consci i
lisariteciy Every engineer is empowered to solve problems in their domain — but always Before writing code, we ask questions.

toward the bigger picture.

o Wri
rite necessary tests Every engineer at Flo is expected to understand the why behind their work — the real problem

We build for local contexts, but we avoid local optimizations. A great solution{ we're solving, who we’re solving it for, and why it matters to our users and our business.

should fit well into the broader ecosystem. We communicate early, share lear
strategy so we're always rowing in the same direction.

® Automate our deployments
Every engineer needs to have a product mindset. This mindset helps us focus on outcomes, not

L] i i a
Invest in the right abstractior just output. It leads to better solutions, tighter collaboration, and greater impact.

Our teams operate autonomously, but not in isolation.

® Say “notyet’ to low-quality s, ) We call our engineers Product Engineers because product thinking is not optional — it's core to

r " how we build. Understanding the customer problem is step one. Only then do we move on to
designing and delivering solutions.

Pressure i i
re is real. Deadlines are real. But we don't let either Ccompromise our standards.




Organisation Decision Records

@ By Sergey Vasilyev (Deactivated) |2 151 (&) Add a reaction

The Journal of organization decision records

Organizational decision records should be done for hard decisions only. To structure it helpfully, the
S.P.A.D.E. framework should be used. Examples of such decisions could be: restructuring teams

(disbanding, creating), changes in the working framework (e.g. why do we use a decentralized
model), etc

Doc template in the Flo templates repo

Title Date Status
The Website Team Moves To The MarTech Stream 26 Mar 2024 APPROVED
WebApp Team split 28 Sept 2023 APPROVED
Enforce Web with extra QA 22 Aug 2023 APPROVED
Enforce the MarTech team with a web engineer 16 Aug 2023 APPROVED
Enforce Web with a dedicated EM 13 Jun 2023 APPROVED
Team split: Data Platform and Experiment Service 26 May 2023 DONE

Reinforce Trust & OnBoarding Teams with Engineers from the Mobile Platform Team 4 May 2023 APPROVED
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User journey

A
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Preparation for Early Perimenopause &
Conception Motherhood Menopause

A S

Cycle tracking Contraception Diversity of partners

15% of new downloads
from men




In any mode, widget orchestration and app
personalization depend on user goals and are
based on channel platforms.

Partner onboarding Partner Mode switch New user journey

Mode
Partner Calendar Partner ]
Feeds channel - : ; switcher -
widget widget widget widget
. Symptoms Symptoms Poll Poll results _
[E] Stories channel : widget : : widget widget : widget :
3 Onboarding channel S LTS SRy .
[Z] widget widget

Release and A/B tests of:

Release and A/B tests of: Release and A/B tests of: Release and A/B tests of:

. Release and A/B tests of:
: . Stories . . Stories . Stories . . Stories . . Stories
Other platform : . Articles : . Articles : . Articles : . Articles : . Articles
capabilities . Chatbots . Chatbots . Chatbots . Chatbots . Chatbots
. Pushes . Pushes . . Pushes . . Pushes . Pushes
. Emails . Emails . Emails . Emails . Emails



AS-IS

{{{title}})

Static
widgets

@ 20 o

When your period s late
Comimon questions answered
Wy is my period late?

How ate can a period be?

When s ke a pegnancyest? personalized

negative test?

How can | make my period come?

Chat with oyg friendly chatbot

Causes

> Treatment

Cout 0 b regnan e : : widgets i

Significant match

You're experiencing specific
symploms commonly associated with
this condition

Take self-assessment

Condition symptoms

Some cycles varied in length by 8
days or more

I Q Sarina Schrager, MD, Professor (€ L
M d b e Js
. "
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Headache
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2 of 2 patterns

You logged headache before your next
period in 5 out of 6 cycles. 56% of Flo users
log headache during their period.

About headache




< Am | pregnant?

Not pregnant, now what?

<

Browser

Ask o Intent Page )
&g track_signs_of_pregancy_intent < 20 10 other reasons why How stress might affect
your period may be late  your period — and what...
D editor  °GRoferences  © Tags 12 min read 6 min read
e Ask Flo Health PUBLISHED
Flo Health Assistant T k
rock aop_be rack your pregnancy
Get b conter n how
Ask Flo Section Title PUBLISHED = your b
Taking a pregnancy test changing
are ready
Ask Flo Article Section CHANGED -
e m
Ask Flo Section Title PUBLISHED

Not pragnant, now what?

Discussions in the Flo community

Ask Flo Article Section PUBLISHED
track_sop_not_pregnant

. Irregular Cycles
Ask Fio Mode Switch Section PUBLISHED

What things have caused late periods for
you (other than pregnancy)?
40.2K cor ent

C

Track your pregnancy

track_sop_switch_mode

Ask Flo Discussion section PUBLISHED

&6 b b

Discussions in the Flo community ' Cgkraceplion '
track_sop_discussions. ake r des p ite

e o obbin o




Product
Managers
describe
desired
capabilities
R A
Domain
Engineering

Read more: https://iackdanger.com/technical-coherence/

collaborate on user journey feature

\ Product

Engineering

UX domaing =l

Concepts spanning

UX dOMains el

Product-agnostic

support systems =—p

Configure user
journey

Deliver
new
capabilities

Provide
self-service
platform

Product
Engineering

Domain
Engineering

Infrastructure
Engineering

User journey team
© Describe desired .-
capabilities

Channel team

“innersource:,

Infra


https://jackdanger.com/technical-coherence/

Value Creation VP of Product
VP of Engineering -

Medical Devices Core Health Al Studio
igi Platform
Digital I
Contraception Calendar Chatbots
Tracker Survey Engine I
Wearables Content I
Experience
Health Monitor Content Delivery @UI
18N

Aq peuoddng

Security & Infrastructure

Value Capture VP of Product
VP of Engineering

Onboarding Payments
(" Onboarding _@Ul I Subscription
__ _Experience Engine I

VP of Infrastructure & Security - Laure

Internal IT Security

VP of Data & Analytics - Dzmitry

Data & AnalytiCS [ PIaDtaf:)arm ] [Value Creation ] [Value Capture ] [ Core Analytics ]

Martech

Aq peuoddng

»



1. Design Your Organization to Mirror Your
Product Vision

Instead of letting your organization drive your system design,
intentionally design your organization to mirror the product
you want to build. This makes good architecture inevitable,
not accidental.

2. Invest in Platforms That Enable Autonomy

Teams should focus on user problems, not technical
configuration. Build platforms that let teams experiment with
user journeys instead of optimizing individual technical
channels.



Your organization is a living product. Design it intentionally .
Evolve it continuously .

CHALLENGES INCREASE OVER TIME
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Continuous improvement
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