Reducing Onboarding Friction &
Improving Activation
A Growth-Focused UX Case Study

Role
Product / UX Designer

Led end-to-end UX strategy, flows, prototyping, and Ul design in close collaboration with
Product and Engineering.

Product Summary

The app is a cross-platform digital product designed to help users create, organize, and
collaborate on digital content. The product’s long-term value increases significantly once
users reach early activation milestones.

Problem Statement

Users completed signup but failed to reach early activation milestones such as completing a
first meaningful action or inviting collaborators, resulting in early drop-off and low
downstream retention.

Research Insights

 Cognitive overload after signup
¢ Core value unclear during first session
 Early success correlated with retention

» Users who completed a collaborative action (e.g., inviting a teammate) showed
significantly higher retention signals

Hypothesis

Guided onboarding will reduce time-to-value and improve activation.

Constraints

e Multiple personas



* Minimize signup friction (no forced setup)

¢ Design system consistency

UX Strategy

* Progressive disclosure

« Single primary action

¢ Contextual guidance

Why this matters for Growth:

Early onboarding is the highest-leverage surface for improving acquisition, activation,

and long-term retention. Reducing cognitive load and guiding users to a first
collaborative success directly impacts conversion and lifetime value.

Reducing Onboarding Friction & Improving Activation

Activation Funnel Identifying Friction Points

“ Signup Challenges Invite Barriers
Account Created * Too many choices * Optional & missed
¢ Unclear next step  Poor timing.
Fi M :
irsiveliciMoment * No value shown * Low perceived benefit

Flow Redesign: Before & After

BEFORE Y P———

Hypothesis
Signup — Empty State — Drop-off - Signup — Guided First Task — Invite Teammates

Team Activated
¢ Clear first action + Higher Activation
 Aligned team invite o Faster Time-to-Value

« More Invites Sent Iterative Growth Cycle

Design

Key Metrics Impact

Metric Result

Onboarding Completion '
Time to First Action .
Invites Sent '

Core Flow Redesign

Before:

Signup — Dashboard — Drop-off



After:

Signup — Guided Setup — Activation

Key Design Decisions

¢ Deferred advanced settings

 Simplified hierarchy

Measurement & Impact

Results showed improved onboarding completion, reduced time-to-first-action, and
increased early engagement signals compared to the previous flow.

* Onboarding completion T (~60-85%)
e Time-to-first-action | (~20%)
e Invite initiation T (~30%)

¢ Early activation cohort showed higher week-1 retention signals

Collaboration with Engineering

 Partnered with engineers to ensure guided setup aligned with backend constraints

« Validated flow feasibility before final Ul handoff

Learnings

Onboarding is a high-leverage growth surface.

Next Steps

A/B testing and personalization

e Variant A: Immediate dashboard access
¢ Variant B: Guided setup with single primary action

» Success metrics: activation event, invite sent, session depth
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