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Abstract- As the financial services industry 

undergoes accelerated digital disruption, traditional 

banks are under growing pressure to deliver 

seamless, customer-centric experiences. This paper 

explores Product-Led Growth (PLG) as a 

transformative framework for rethinking how banks 

attract, engage, and retain users in a digital-first 

economy. Unlike sales-led or marketing-led models 

that rely on outbound push strategies, PLG 

emphasizes value realization through the product 

itself, prioritizing intuitive onboarding, self-service 

functionality, and embedded growth loops driven by 

behavioral data. Through case analyses of leading 

fintechs, the study demonstrates how PLG 

strategies, rooted in modular infrastructure, 

embedded analytics, and agile experimentation, can 

be adapted to banking environments despite legacy 

constraints. The paper also identifies systemic 

barriers including hierarchical structures, 

compliance rigidity, and cultural inertia, offering a 

roadmap for institutional transformation via API 

modernization, KPI realignment, and cross-

functional capability building. Strategic 

recommendations emphasize the importance of 

executive vision, product-led leadership, customer 

success as a growth lever, and design-led 

compliance frameworks. Lastly, this paper argues 

that PLG goes beyond growth strategy, it is also a 

structural blueprint for modern banking, where 

product management modifies into a core 

leadership function and the user journey becomes 

the engine of scalable, sustainable value creation. 
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I. INTRODUCTION 

 

In the financial sector, growth strategies have 

traditionally centered around sales-led and service-

led models. Sales-led growth focuses on aggressive 

customer acquisition (Nelke, 2022), often driven by 

relationship managers, corporate sales teams, and 

outbound marketing channels. Service-led growth, on 

the other hand, prioritizes customer satisfaction and 

loyalty through personalized, often high-touch, 

support models (Rane et al., 2023; KPMG, 2021). 

While these paradigms have served incumbent banks 

for decades, the accelerating pace of digital 

disruption and evolving customer behaviors have 

exposed their limitations, especially in an 

increasingly self-service, digital-first economy. 

 

More recently, Product-Led Growth (PLG) has 

gained momentum in the technology and fintech 

sectors, representing a significant strategic shift. PLG 

is an emerging approach that positions the product 

itself as the central driver of customer acquisition, 

retention, and expansion (Majka, 2024). The core 

goal of a PLG strategy is to deliver value directly 

through the product experience, enabling users to 

activate, engage, and realize product benefits 

independently, often before engaging with sales or 

support teams (Widlund, 2021). PLG emphasizes 

seamless onboarding, intuitive user interfaces, and 

data-driven personalization, creating scalable growth 

with minimal human intervention (Majka, 2024). 

Successful use cases include companies like Slack, 

Zoom, and fintech disruptors such as Stripe and 

Chime, which have scaled rapidly through user-

centric design and product-led acquisition models 

(McKinsey, 2023; Eleken, 2025; Propel, 2024). 

 

The rationale for extending PLG principles into 

traditional banking is both compelling and urgent. 

Recent research indicates that approximately 73% of 
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global banking interactions now occur through digital 

channels, reflecting a marked decline in branch and 

call center usage (Siarhei, 2025; McKinsey, 2023). 

Concurrently, challenger banks and fintech disruptors 

are eroding the market share of legacy institutions by 

delivering agile, self-service digital experiences. 

According to the 2023 Accenture Global Banking 

Consumer Survey, 82% of consumers aged 18–24 

acquired at least one financial product from a new 

provider in the past year, compared to just 34% of 

those over 65, signaling a generational shift in 

openness to alternative providers. 

 

These trends examine the need for incumbent banks 

to reimagine their value delivery models and 

transition from sales- or service-led to product-

centric organizations. This paper explores the 

strategic and operational implications of adopting 

Product-Led Growth in traditional banking 

institutions. The aim is to provide a comprehensive 

roadmap for integrating PLG into legacy banking 

infrastructures, while accounting for regulatory 

constraints, cultural resistance, and technological 

debt. Through analyzes of industry benchmarks, 

rising practices, and real-world case studies, the 

paper offers actionable strategies for financial 

institutions to stay competitive, relevant, and 

customer-centric in the digital era. 

 

II. UNDERSTANDING PRODUCT-LED 

GROWTH (PLG) 

 

Product-Led Growth (PLG) is a go-to-market 

strategy where the product itself becomes the central 

engine for customer acquisition, activation, retention, 

and expansion. Widlund (2021) emphasizes that PLG 

is not merely a product development tactic but a 

strategic framework for market dominance. Unlike 

traditional sales- or marketing-led approaches that 

rely on high-touch engagements, PLG emphasizes 

delivering immediate, self-evident value through the 

product experience (Majka, 2024). The fundamental 

premise is that users should be able to explore a 

product’s core functionality, realize its benefits, and 

convert to paying customers independently, without 

being pushed through a manual sales funnel. 

 

 

 

III. CORE PRINCIPLES OF PLG 

 

The Product as the Growth Engine 

In PLG models, the product acts as a self-sufficient 

growth mechanism, capable of acquiring, activating, 

and retaining users through its features and design 

(Widlund, 2021). Every user interaction is engineered 

to drive engagement and conversions. Research by 

Daoud et al. (2023) supports this by showing that 

user-centric strategies, such as personalized content, 

location-based services, and interactive features, 

boost engagement and increase conversion rates in 

mobile platforms. As a result, PLG design often 

incorporates freemium models, free trials, product-

led onboarding, and viral sharing mechanisms 

(FasterCapital, 2025; Product School, 2024). 

 

Frictionless Onboarding and Value Discovery 

PLG success hinges on reducing time-to-value by 

minimizing friction during the onboarding process. 

As Pscheid (2023) notes, the evolution of the SaaS 

model has elevated the importance of intuitive, self-

service onboarding that accelerates user activation 

and product adoption. FAQPrime (2024) underscores 

that converting new users into loyal customers 

depends on streamlined interfaces, interactive 

walkthroughs, and intelligent in-product guidance. 

 

Modern users expect real-time insights and adaptive 

learning environments, not static dashboards. Tools 

like Mixpanel and Amplitude enable real-time 

analytics, event tracking, and anomaly detection that 

empower users to understand usage patterns and 

make decisions instantly (Stewart & Madro, 2024). 

When onboarding is seamless and the path to value is 

clear, users become active participants in the growth 

cycle, advancing through product tiers or features 

organically, without requiring human intervention. 

 

Data-Driven User Engagement and Iteration 

At the heart of PLG lies data-driven engagement. 

Every interaction, from clicks and drop-offs to repeat 

behaviors, generates behavioral insights that can be 

used to refine the product journey. Nwaimo et al. 

(2024) argue that using behavioral analytics to 

personalize the product experience significantly 

enhances long-term user retention. This data-centric 

mindset allows product teams to design experiments, 

fine-tune onboarding flows, and identify friction 
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points with precision. Newalani (2024) highlights 

how companies like Whistle leverage deep 

behavioral insights for product refinement and sales 

enablement in startup ecosystems. This kind of 

continuous iteration is foundational to PLG: products 

evolve in real-time based on user needs, ensuring 

sustained engagement, customer satisfaction, and 

expansion revenue over time. 

 

IV. KEY METRICS IN PLG 

 

Unlike traditional marketing or sales funnels that 

focus on lead acquisition and sales quotas, Product-

Led Growth (PLG) relies on metrics rooted in user 

behavior, value realization, and in-product 

engagement. These metrics provide deeper insight 

into how users interact with the product, where they 

find value, and how likely they are to expand their 

usage or recommend the product. Below are four core 

metrics that define PLG success: 

 

Net Promoter Score (NPS) 

Net Promoter Score (NPS) is a widely adopted 

measure of user satisfaction and advocacy, calculated 

by asking users how likely they are to recommend the 

product to others on a scale from 0 to 10. NPS not 

only reflects loyalty but also functions as an early 

indicator of growth potential and customer retention. 

According to Product School (2024), NPS 

complements frameworks like the Kano model by 

helping product teams identify features that delight 

users and uncover dissatisfaction points that need 

urgent attention. In a PLG context, a high NPS 

correlates strongly with organic growth through 

referrals and user-driven promotion. 

 

Product-Qualified Leads (PQLs) 

A Product-Qualified Lead (PQL) is a user who has 

already experienced meaningful value from the 

product, often through feature usage during a free 

trial or freemium plan. PQLs differ significantly from 

Marketing Qualified Leads (MQLs), who are 

identified based on indirect signals like content 

downloads or webinar registrations. According to 

ProductLed (2025), PQLs streamline the sales 

process by eliminating the need to “sell” the value, 

since the user has already experienced it. In essence, 

PQLs represent a bottom-up acquisition model, 

where product usage itself generates qualified, high-

intent leads. 

 

Time-to-Value (TTV) 

Time-to-Value (TTV) measures the time it takes for a 

new user to reach a meaningful outcome after initial 

interaction with the product. This could be 

completing a key workflow, activating a core feature, 

or achieving a goal that demonstrates value 

realization. Eyal (2024) notes that shorter TTVs are 

strongly correlated with higher activation, 

conversion, and retention rates, especially in digital 

platforms where user patience is limited. Reducing 

TTV involves optimizing onboarding, eliminating 

friction, and guiding users to their first “aha” moment 

as quickly as possible, one of the most critical 

success drivers in PLG. 

 

Expansion Revenue 

Expansion revenue refers to revenue derived from 

existing users, through mechanisms such as 

upselling, cross-selling, feature unlocks, or tier 

upgrades. Unlike acquisition revenue, expansion 

revenue is highly efficient: it leverages already-

engaged users and often occurs with minimal sales 

involvement. ProductLed (2025) emphasizes that 

expansion not only offsets churn but is also a core 

lever of sustainable growth, especially in 

subscription-based models. To set realistic expansion 

goals, organizations must assess the Monthly 

Recurring Revenue (MRR) base and calibrate targets 

based on product usage trends, customer size, and 

maturity. 

 

PLG vs. Sales- and Marketing-Led Models 

Product-Led Growth (PLG) marks a fundamental 

shift from conventional sales-led and marketing-led 

strategies by placing the product at the center of the 

user acquisition and retention journey. In sales-led 

growth, revenue is driven primarily by a dedicated 

sales force that acquires new customers and 

maximizes value from existing ones through 

traditional techniques such as cold calling, 

advertising, promotions, and outbound negotiation 

cycles. As Nelke (2022) notes, this model emphasizes 

persuasion over product experience, often requiring 

significant human effort to convert leads. While this 

approach can be effective for complex, enterprise-

grade solutions, it tends to be resource-heavy, slower 
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to scale, and dependent on interpersonal influence 

rather than organic product adoption. 

 

By contrast, marketing-led growth (MLG) focuses on 

generating awareness and inbound leads through 

strategic content, search engine marketing, and brand 

campaigns. Ghare (2023) highlights that MLG 

enables rapid expansion through cost-effective 

targeting and scalable messaging, supported by 

surveys and persona-driven communications. 

However, the model also presents a limitation: leads 

are often qualified based on shallow engagement 

signals, such as form fills or downloads, which do not 

necessarily reflect purchase intent or product fit. 

Madro (2025) further emphasizes that MLG typically 

requires significant investment in brand education 

and awareness and still relies heavily on a sales team 

to nurture leads. While it may yield larger deals, 

particularly in enterprise contexts, it often comes 

with higher customer acquisition costs and longer 

conversion cycles. 

 

PLG disrupts both models by offering a self-

validating growth path, where users engage directly 

with the product, experience its value firsthand, and 

progress through the customer journey without high-

touch intervention. Rather than persuading users to 

try the product, PLG allows them to discover value 

independently via free trials, freemium models, or 

interactive demos (Makja, 2024). This creates a low-

friction, scalable, and cost-efficient growth loop, 

particularly suited for digital platforms and SaaS 

environments (SaaS Mag, 2023). 

 

For traditional financial institutions, embracing PLG 

represents a paradigm shift, from relationship-based 

interactions to experience-driven success, where the 

product itself guides users from onboarding to 

loyalty. Widlund (2021) underscores that PLG is 

unique in its seamless integration of business 

strategy, product development, and UX design, with 

growth, marketing, and distribution intentionally 

embedded into the product’s architecture. This model 

redefines how value is communicated, not through 

persuasion, but through the experience of the product 

itself. 

 

 

 

V.   PLG IN FINTECH: CASE STUDY ANALYSIS 

 

Due to digital-native infrastructure, agile culture, and 

user centric product philosophy, the fintech industry 

has served as an incubator for Product-Led Growth 

(PLG) strategies. Unlike traditional financial 

institutions that rely on human-driven sales and 

support models, fintech companies have 

demonstrated how the product itself can serve as a 

powerful, self-sustaining engine of growth 

strengthening the financial sector and its marketing 

(Murinde et al., 2022). Case studies from industry 

disruptors such as Stripe, Wise, and Nubank provide 

compelling evidence of how PLG principles are 

being operationalized in financial services. 

 

Stripe: Developer-Centric PLG and Frictionless 

Integration 

Stripe exemplifies Product-Led Growth (PLG) 

through its laser focus on software developers, a user 

segment that values autonomy, clean interfaces, and 

seamless backend integration. From its inception, 

Stripe has prioritized developer needs by offering 

rich documentation, intuitive APIs, and a free 

sandbox environment, enabling users to integrate 

payment infrastructure with minimal human 

assistance. As the IP Business Academy (2024) 

highlights, Stripe’s APIs are purpose-built to ensure 

developer adoption, offering clear documentation, 

rich libraries, and active support communities that 

reduce time-to-integration and stimulate innovation 

within digital payment ecosystems. The onboarding 

process is nearly instantaneous; new users can begin 

accepting payments within minutes, eliminating 

many of the traditional barriers to entry. Stripe’s 

product-led funnel begins with direct interaction with 

the product, allowing developers to self-serve and 

scale integrations organically as their platforms grow. 

Virality is embedded into Stripe’s ecosystem, as its 

tools become integral to client platforms, leading to 

exponential exposure and network-driven adoption 

without reliance on paid acquisition. According to 

Larson (2022), Stripe’s early success was rooted in 

its developer-centric PLG strategy, targeting startups 

and tech-forward businesses that value self-service, 

minimal friction, and community-driven trust. By 

focusing on solving a core problem which is 

payments, while assuming key risks such as fraud 

prevention, Stripe distinguished itself through 



© AUG 2025 | IRE Journals | Volume 9 Issue 2 | ISSN: 2456-8880 

IRE 1710148          ICONIC RESEARCH AND ENGINEERING JOURNALS 658 

precision, agility, and relevance in a space 

traditionally dominated by rigid incumbents. 

 

A key enabler of Stripe’s stickiness is its 

sophisticated use of data. Stripe Radar, the 

company’s fraud detection system, uses machine 

learning to analyze massive datasets in real time, 

enabling proactive fraud prevention with minimal 

user disruption. Crudu and the MoldStud Research 

Team (2024) explain that Radar evaluates variables 

such as device fingerprints, behavioral trends, and 

geolocation data to detect anomalous patterns and 

reduce false positives. This balance between security 

and user experience enhances customer trust while 

keeping operational overhead low. Over time, Stripe 

has improved from a payments processor into a 

foundational infrastructure provider for modern 

commerce, offering advanced reporting tools, 

revenue analytics, and multi-currency support. Its 

success demonstrates how a developer-first, data-

driven PLG approach can create a highly scalable, 

sticky product that grows organically through user 

adoption and embedded integration. 

 

Wise: Transparency, UX, and Viral Loops 

Wise (formerly TransferWise) exemplifies Product-

Led Growth (PLG) through its commitment to radical 

transparency, user empowerment, and seamless 

digital experience. Originally positioned as a 

disruptor to high-fee international wire transfers, 

Wise rapidly attracted over 9 million customers by 

offering low-cost, clearly priced cross-border 

payments, directly challenging the opaque pricing of 

legacy banks (Prokopets, 2022). From the outset, its 

core differentiator was the display of mid-market 

exchange rates and upfront transaction costs, 

enabling users to calculate exact fees and savings 

before initiating a transfer, effectively embedding the 

value proposition into the product itself. According to 

Forbes (2024), Wise supports transfers in over 40 

currencies through multiple channels, including debit 

cards, bank transfers, and SWIFT. With the multi-

currency account, users can preload funds, schedule 

recurring transfers, lock in exchange rates for up to 

48 hours, and benefit from rate transparency across 

borders. The onboarding process is frictionless, with 

a simplified KYC flow and intuitive UI that enables 

most users to complete their first transaction within 

minutes. This design-first approach empowers users 

with predictability and control, qualities that 

traditional institutions have historically failed to 

deliver at scale. 

 

Wise has also distinguished itself through its viral 

growth model. The company embedded a referral 

program that rewards users for bringing in others, 

capitalizing on peer trust and social proof, two factors 

that lower acquisition costs and improve brand 

credibility. According to Vizologi (2024), Wise’s 

reputation for transparency directly feeds into the 

success of its referral system, as users are more likely 

to recommend services they perceive as honest and 

customer-centric. Wise leverages real-time user data 

to deliver contextual, personalized experiences. For 

example, users receive notifications when exchange 

rates are favorable, encouraging timely transactions 

and reinforcing the brand’s commitment to savings. 

Behind the scenes, Wise applies AI-powered routing 

optimization to find the most efficient and cost-

effective transfer paths, enhancing both user 

experience and operational scalability (Byrro, 2021). 

Through aligning pricing clarity, intelligent 

automation, and frictionless UX,  Wise has proven 

that PLG strategies, when rooted in trust and 

transparency, can scale globally in even the most 

regulated and complex sectors of financial services. 

 

Nubank: Mobile-First UX and Data-Driven 

Expansion 

Brazilian neobank Nubank stands as a leading 

example of Product-Led Growth (PLG) success in 

emerging markets, having scaled to over 100 million 

customers across Latin America. The company 

leveraged a mobile-first, frictionless app experience 

to attract a growing base of users disillusioned with 

the bureaucracy, high fees, and outdated digital 

systems of legacy banks. Nubank exemplifies how 

PLG can transform traditional banking by removing 

friction at every step of the customer journey, 

allowing users to onboard, explore, and adopt 

financial tools without human intervention (Calvillo, 

2025). A central pillar of Nubank’s growth strategy is 

the elevation of product management and UX design 

as strategic functions. Through initiatives such as its 

Center of Excellence (COE) Design Team 

masterclasses, Nubank emphasizes narrative-driven 

product development. For instance, storytelling 

expert and NuConta Design Manager Cris Luckner, 
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who helped shape both NuConta and Brazil’s instant 

payment system Pix, has led efforts to train designers 

on using narrative to drive deeper customer 

connection and impact (Nubank Engineering, 2023). 

Nubank’s commitment to financial inclusion also sets 

it apart. The bank serves previously underbanked 

populations that traditional institutions ignored due to 

high-risk assessments or operational costs. By 

operating on a lean, digital-first infrastructure, 

Nubank offers low-cost financial products at scale, 

from no-fee credit cards to personal loans and 

investment tools, expanding access while maintaining 

profitability (Latinia, 2025). 

 

Its onboarding experience is entirely self-service, 

with intuitive design and embedded support via 

chatbots and asynchronous human agents, ensuring 

quick activation without branch visits (Nubank 

Engineering, 2023). The app’s growth loop is 

reinforced through built-in virality: users frequently 

refer friends and family, especially via WhatsApp 

and social media, leveraging the region’s digital 

communication habits to scale user acquisition 

organically. Behind this frictionless experience is a 

robust layer of embedded analytics and data science. 

Nubank continuously monitors user behavior to 

personalize product recommendations, optimize 

feature rollout, and adapt the experience in real time. 

These insights feed into an agile, cross-functional 

product team structure that enables rapid iteration, 

customer-centric innovation, and scalable 

deployment (Nubank Engineering, 2024). Combining 

inclusive finance, design-led thinking, and real-time 

data optimization, Nubank offers a masterclass in 

how PLG principles can drive sustainable, customer-

centric growth in even the most complex and 

underserved financial markets. 

 

Key Enablers of PLG in Fintech 

The success of Product-Led Growth (PLG) in fintech 

is driven by a combination of structural and cultural 

enablers that clearly distinguish these firms from 

traditional financial institutions. One of the most 

critical of these enablers is the adoption of tech-

native stacks. PLG thrives when users can directly 

experience a product's value, illustrated by examples 

like Stripe's developer-friendly API in the B2B space 

and Revolut’s intuitive mobile interface in consumer 

finance, both of which shows how streamlined 

architecture supports autonomous product 

exploration (Koderisch, 2022). Unlike legacy 

institutions burdened by monolithic systems, fintech 

firms operate on cloud-native, API-first 

infrastructures that support modular development, 

rapid iteration, and seamless integration (Adeleke et 

al., 2024; Challa, 2021). This technical agility allows 

fintechs to adapt quickly to user feedback and 

continuously evolve their offerings in real time. 

Another core enabler is the deployment of agile, 

cross-functional product teams. These teams 

prioritize continuous experimentation, leveraging 

user behavior data to test, iterate, and refine features 

quickly. without the bureaucratic delays often found 

in legacy financial structures (Peter, 2025; Challa, 

2021). Such team structures not only accelerate 

product innovation but also support tighter alignment 

between development, design, and growth functions. 

A third foundational enabler is the integration of 

embedded analytics platforms such as Amplitude, 

Mixpanel, and Segment, which are central to the PLG 

feedback loop. These tools allow fintechs to capture 

and analyze granular in-product behavior, providing 

insights that enable personalized experiences, 

targeted feature rollout, and contextual engagement 

strategies (Rattan, 2023). This continuous data 

feedback is essential for identifying friction points 

and opportunities for optimization across the 

customer journey. Together, these enablers reduce 

time-to-value (TTV) and shift engagement from 

traditional sales to the product itself, these enablers 

empower fintechs to build scalable, user-centric 

growth loops that drive adaptive, high-efficiency 

models in digital financial services. 

 

VI. LEGACY BANKING ENVIRONMENTS: 

BARRIERS TO PLG ADOPTION 

 

While Product-Led Growth (PLG) has gained 

considerable traction in fintech and technology 

sectors, its adoption within traditional banking 

remains limited due to entrenched organizational, 

technological, regulatory, and cultural barriers. 

 

One of the primary barriers is organizational 

structure. Legacy banks typically operate under 

hierarchical decision-making frameworks and siloed 

departmental functions (Temelkov, 2020; Omoseebi 

et al., 2025). These configurations hinder the cross-
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functional collaboration essential for PLG. Excessive 

layers of management introduce delays, with too 

many stakeholders holding competing priorities, 

thereby complicating consensus-building and slowing 

down innovation cycles (Kim, 2023). In large 

organizations, siloed departments and sluggish 

internal processes often clash with the fast-paced, 

outcome-driven nature of PLG, stifling agility and 

creativity (Allman & Araujo, 2025). This also leads 

to fragmented user journeys and obstructs efforts to 

implement integrated, user-led strategies where 

product, design, engineering, marketing, and data 

teams collaborate seamlessly. 

 

A second critical obstacle is the complexity of 

banking products, which are often tightly interwoven 

with regulatory requirements. Unlike fintech firms 

that can test, iterate, and ship updates in agile sprints, 

traditional banks must comply with stringent 

regulatory frameworks particularly Know-Your-

Customer (KYC), Anti-Money Laundering (AML), 

and data protection standards. These constraints 

significantly limit experimentation and introduce 

friction in onboarding and user flow (Charnley, 2024; 

THL, 2024). Charnley (2024) found that 58% of 

financial institutions still rely on manual verification 

for KYC, while 86% cited regulatory complexity as a 

key reason for prolonged onboarding timelines. 

Similarly, THL (2024) notes that AML/KYC 

compliance is deeply embedded in rigid reporting 

workflows and cross-departmental silos, making 

transformation costly and operationally burdensome. 

The wide range of interdependent financial products 

such as mortgages, investment accounts, and wealth 

management services, adds considerable operational 

and legal complexity. This inhibits the kind of 

seamless user experiences that PLG depends on, as 

legacy institutions struggle to unify these offerings 

into intuitive, digital journeys (Pham, 2024; 

McKinsey & Company, 2021). Pham (2024) explains 

that legacy banks often maintain product portfolios 

that are "more concerned with features than needs," 

complicating efforts to simplify or digitize them. A 

McKinsey (2021) report adds that digital disruption 

in complex banking products lags due to both 

extended product life cycles and consumers’ 

continued preference for face-to-face engagement. 

Underlying all of this is the issue of technology debt. 

Most incumbent banks continue to rely on legacy 

core banking systems, many of which are decades old 

and lack the modularity or interoperability required 

for agile experimentation. According to FinTech 

Futures (2023), these systems remain a top barrier to 

deploying effective digital strategies. Integration of 

modern analytics tools or third-party features often 

demands expensive workarounds (Challa, 2021; 

Koderisch, 2022). A 2024 survey by IBS Intelligence 

revealed that over 55% of banks cited their core 

systems as the primary obstacle to reaching digital 

transformation goals. These outdated infrastructures 

directly constrain real-time personalization, analytics, 

and product iteration, thereby impeding reductions in 

time-to-value (TTV). 

 

Equally problematic is the cultural resistance to 

customer-centric innovation. In many traditional 

financial institutions, key performance indicators 

(KPIs) remain tied to transactional metrics, such as 

pipeline volume, cross-selling, and quarterly deal 

closures. Customer-centric indicators like Net 

Promoter Scores (NPS), time-to-value, or 

engagement, are often aggregated, deprioritized, or 

not operationalized (Grassi et al., 2022; Peter, 2025). 

This ensures an inward-looking culture where sales 

and relationship management dominate, at the 

expense of user experience and product evolution. 

Legacy mindsets, driven by a fear of change, rigid 

processes, and outdated systems, further impede PLG 

adoption, which requires a data-informed, 

continuously optimized approach to customer 

journeys. 

 

Finally, integrating PLG into environments still 

anchored in sales-led compensation structures 

introduces a fundamental organizational mismatch. 

Sales teams often view PLG models which prioritize 

user-led onboarding and in-product activation, as a 

threat to their influence and commissions. Without 

redefining KPIs and realigning incentives around 

product-qualified leads (PQLs), institutions risk 

internal misalignment that fragments digital 

transformation efforts (FinTech Futures, 2024; 

Koderisch, 2022). 
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VII.  THE PLG OPPORTUNITY IN 

TRADITIONAL BANKS 

 

Despite structural constraints, traditional banks are 

increasingly well-positioned to leverage the Product-

Led Growth (PLG) model, particularly as evolving 

customer expectations and digital transformation 

reshape banking paradigms. Major to this opportunity 

is the rise of a digitally native customer base that 

expects seamless, self-service, and mobile-first 

financial experiences. According to the American 

Bankers Association, 77% of consumers now prefer 

managing their bank accounts digitally, via mobile 

apps or computers, with usage rates highest among 

Millennials (80%) and Gen Z (72%). Notably, 96% 

of all digital users report satisfaction with their 

experience (Bennett, 2025). In parallel, Zendesk 

(2025) reports that 72% of consumers rank 

personalization as a top priority in financial services, 

with 77% of business leaders linking it to improved 

retention and 66% to lower customer acquisition 

costs. These shifts mark a clear departure from legacy 

service expectations and highlight the urgent need for 

intuitive, product-driven interfaces that deliver 

tangible value without human intervention. 

 

In response, many incumbent banks have begun 

piloting what they refer to as emerging banking 

models, including the launch of digital-only 

subsidiaries or internal neobanks. Examples include 

Goldman Sachs’ “Marcus,” JPMorgan Chase’s 

“Finn” (prior to its discontinuation), and Standard 

Bank’s “Shyft.” These digital spin-offs emulate 

fintechs in agility and customer-centricity by 

leveraging cloud-native infrastructure, lean cross-

functional teams, and agile development frameworks. 

Bueno (2024) expressed that the integration of 

Industry 4.0 technologies has transformed how 

financial operations are designed, monitored, and 

optimized, enabling traditional institutions to 

experiment with PLG concepts such as automated 

onboarding, modular product access, and data-driven 

iteration, without being constrained by legacy 

systems. 

 

A particularly promising PLG enabler lies in the 

expansion of embedded finance and API-driven 

services, which allow banks to distribute financial 

products contextually, within fintech apps, retail 

ecosystems, or enterprise platforms, without 

requiring traditional sales or support touchpoints. 

According to EY (2023), 94% of global fintech 

leaders believe that future success in financial 

services hinges on meeting real-time customer needs 

through flexible, integrated solutions. Luca (2025) 

adds that ready-made APIs enable firms to embed 

financial capabilities without building them from 

scratch, accelerating time-to-market and unlocking 

competitive agility. This is evidenced by the 

widespread deployment of Buy Now, Pay Later 

(BNPL) solutions at retail points of sale, which use 

embedded APIs to create seamless financial 

experiences that drive both loyalty and incremental 

revenue (Hayes, 2025). 

 

This product-as-platform model aligns squarely with 

PLG, where the product itself becomes the primary 

interface for value discovery, activation, and 

conversion. By exposing banking capabilities through 

APIs such as payments, identity verification (KYC), 

or credit, institutions can allow users to interact with 

core financial services directly within their 

workflows, turning every product interaction into a 

potential conversion point. Case studies from Plaid, 

Solarisbank, and BBVA’s Open Platform shows how 

modular architecture supports both rapid iteration and 

scalable customer access, which are foundational 

elements of a PLG strategy (Sullivan, 2025; 

TechFunnel, 2024; CGAP, 2022). 

 

In tandem, the adoption of usage-based pricing 

(UBP) and modular product access models further 

reinforces PLG principles. Rather than locking 

customers into inflexible bundles, banks are 

beginning to offer tiered or pay-as-you-use pricing 

structures that scale in alignment with customer 

behavior. According to Accenture (2024), usage-

based pricing enables better alignment between value 

delivered and price paid, lowering friction for 

adoption and improving retention. Wall Street Prep 

(2024) explains that UBP allows banks to align 

billing cycles with actual consumption patterns, 

improving sustainability while empowering 

customers to unlock new features or limits as their 

needs grow. These flexible models support the 

iterative, feedback-driven nature of PLG by allowing 

customers to grow with the product at their own pace. 

 



© AUG 2025 | IRE Journals | Volume 9 Issue 2 | ISSN: 2456-8880 

IRE 1710148          ICONIC RESEARCH AND ENGINEERING JOURNALS 662 

VIII.    A ROADMAP FOR PLG 

IMPLEMENTATION IN FINANCIAL 

INSTITUTIONS 

 

Transitioning to a Product-Led Growth (PLG) model 

in traditional banking environments requires a 

deliberate, phased approach that addresses both 

technical and organizational barriers. Below is a four-

phase roadmap carefully structured to the realities of 

financial institutions, emphasizing practical 

implementation and sustainable culture change. 

 

Phase 1: PLG Assessment and Visioning 

The initial phase of Product-Led Growth (PLG) 

adoption begins with identifying high-potential use 

cases where PLG can be integrated effectively. Banks 

should focus on products that are digital-first, 

modular, and capable of delivering fast time-to-value 

such as personal finance tools, small business lending 

platforms, or API-driven payment solutions. 

According to Nwoke (2024), advancements in digital 

banking have significantly enhanced accessibility and 

operational efficiency, empowering institutions to 

provide more inclusive and data-driven services. To 

establish a PLG foundation, financial institutions 

must conduct comprehensive customer journey audits 

aimed at mapping friction points and uncovering 

opportunities for autonomous value delivery. Value 

mapping reveals critical user bottlenecks in areas 

such as onboarding, feature discovery, and upgrade 

paths, pinpointing where seamless, self-service 

options can be embedded to improve engagement and 

satisfaction (Glassbox, 2024). The Boston Consulting 

Group (BCG) reinforces this approach, noting that 

effective digitization begins with end-to-end 

customer journey mapping, which uses data and 

analytics to surface operational inefficiencies and 

enable low-touch, high-impact experiences, typically 

requiring agile, cross-functional collaboration (Choi 

et al., 2022). This phase ultimately culminates in the 

development of a PLG vision aligned with the bank’s 

strategic goals and digital maturity, anchored by 

leadership buy-in and organizational readiness. 

 

Phase 2: Technology Modernization and Stack 

Alignment 

To successfully implement Product-Led Growth 

(PLG), banks must modernize their digital 

infrastructure to enable real-time experimentation and 

behavioral analytics. Central to this is the integration 

of product analytics tools such as Mixpanel, 

Amplitude, or Heap, which allow teams to track user 

engagement and identify friction points across the 

customer journey (Grigoryan, 2025). Complementing 

this are user feedback platforms like Hotjar and 

Pendo, which capture in-app sentiment and highlight 

usability issues that may hinder value realization. To 

drive rapid iteration, institutions should also adopt 

A/B testing frameworks such as A/B Smartly or AB 

Tasty, which enable experimentation with 

onboarding flows, feature sets, and pricing models, 

without the delays associated with traditional 

development lifecycles (CXL, 2024). Beyond tools, a 

foundational shift to API-led architectures and cloud-

native platforms is essential. Unlike monolithic 

legacy systems, modular digital stacks allow for agile 

product delivery, seamless integration of third-party 

services, and scalable infrastructure. As noted by 

Forbes (2025), cloud-native banking enables dynamic 

resource management in real time, improving 

resilience, cost efficiency, and flexibility in financial 

operations. 

 

Phase 3: Cross-Functional Alignment and Capability 

Building 

Product-Led Growth (PLG) requires a fundamental 

shift in how traditional financial institutions structure 

teams, define roles, and design incentives. To 

succeed, banks must align previously siloed 

departments such as product, marketing, sales, and 

compliance, around shared PLG metrics like product-

qualified leads (PQLs), activation rates, and feature 

adoption. McKinsey (2023) highlights the 

effectiveness of hybrid models that blend PLG with 

sales-led growth (SLG), enabling organizations to 

scale user acquisition through the product while 

maintaining long-cycle enterprise sales. Within this 

alignment, new roles become critical where Product 

Owners are responsible for managing growth loops 

and ensuring users realize core product value, UX 

Researchers focus on making product interactions 

seamless and intuitive, and Growth Engineers 

operationalize behavioral analytics, build A/B testing 

infrastructure, and support continuous in-product 

experimentation. 

 

Crucially, financial institutions must also realign 

KPIs and incentive structures to strengthen PLG 
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principles. Traditional sales teams, often incentivized 

by pipeline volume or commission-based deals, may 

perceive PLG as a threat to their influence. As 

FinTech Futures (2023) warns, “misaligned 

incentives pull people in different directions,” 

creating friction and undermining transformation 

efforts. Organizations that fail to tie rewards and 

recognition to customer-centric goals often see siloed 

execution, diluted accountability, and stalled 

innovation. Marketing, for instance, should be 

evaluated on lead generation, product engagement 

and customer activation. Similarly, compliance teams 

must shift from being blockers to enablers, helping 

design adaptive controls that allow safe, fast-paced 

experimentation. Finally, dismantling internal data 

silos across business units such as retail, lending, and 

wealth management is essential. Creating a unified 

data ecosystem will supports cross-functional 

collaboration and enables more informed decision-

making and a comprehensive understanding of each 

customer’s financial journey (Sara, 2025). 

 

Phase 4: Launch, Measure, Iterate 

Implementation of PLG begins with targeted, small-

scale experiments such as feature launches, freemium 

models, or redesigned onboarding flows, measured 

by key indicators like user activation speed, retention, 

and expansion. Lean Product Management 

approaches these challenges by adopting a Lean 

Startup mindset, which accelerates feedback loops 

and prioritizes continuous iteration based on 

validated learning (Product School, 2024). Teams 

should utilize cohort analysis, funnel diagnostics, and 

A/B testing to guide product decisions and reduce 

time-to-value. According to Vadapalli (2023), 

successful PLG businesses rely on intuitive design, 

self-serve onboarding, and seamless user flows to 

enable independent user progression, minimizing 

dependence on sales teams and promoting scalable 

growth. Crucially, PLG success hinges on the 

continuous optimization of onboarding, embedding 

dynamic guidance, contextual help, and real-time 

personalization to help users reach their “aha” 

moment faster (Vadapalli, 2023). Feedback 

mechanisms such as in-app behavior tracking, Net 

Promoter Score (NPS) surveys, and usage analytics, 

should feed directly into the product roadmap, 

informing feature enhancements and user experience 

improvements. As FasterCapital (2025) notes, 

continuous improvement in Lean Management 

encourages small, incremental changes to optimize 

workflows, eliminate friction, and drive long-term 

efficiency, even in already functional systems. 

 

IX.   STRATEGICRECOMMENDATIONS 

 

To unlock the full potential of Product-Led Growth 

(PLG), traditional financial institutions must embrace 

a coordinated transformation that addresses 

leadership alignment, talent strategy, customer 

success, and risk management. First, executive buy-in 

and a long-term product vision are foundational. 

Leadership commitment plays a decisive role in 

transformation success. A 2023 TeamStage report 

found that 70% of projects fail globally, with 37% 

failing due to unclear goals, highlighting the critical 

importance of top-down vision and clarity (Olson, 

2024). A well-defined product vision, distinct from 

but aligned with a company vision, focuses on the 

product’s long-term impact and articulates the "why" 

behind its existence and value proposition (Khan, 

2025). Without senior sponsorship, PLG initiatives 

often become fragmented or sidelined amid 

competing priorities. Executive leadership must drive 

a future-state strategy where the product, not sales, is 

the core engine of acquisition, engagement, and 

revenue generation. 

 

Second, financial institutions must invest in product-

led leadership and cross-functional agility. This 

includes elevating critical roles such as product 

owners, growth engineers, and UX researchers, and 

aligning their work with teams in marketing, 

compliance, and engineering (McKinsey, 2023; 

Vadapalli, 2023). Agile and Lean frameworks thrive 

only when operational silos, especially those between 

retail, lending, risk, and service, are dismantled. 

Without cross-functional collaboration, banks risk 

missing the speed, efficiency, and customer-centric 

innovation these frameworks can unlock (Sharma, 

2025; Choi et al., 2022). According to FinTech 

Futures (2023), misaligned KPIs and incentive 

structures derail transformation efforts by 

fragmenting focus and eroding collaboration. Metrics 

should be realigned around shared PLG outcomes 

such as product-qualified leads (PQLs), feature 

adoption, and user activation, ensuring a unified 

approach to growth. 
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Third, customer success must be repositioned as a 

proactive growth function rather than a reactive 

support role. In PLG ecosystems, customer success 

teams play a strategic role in driving retention, 

upsells, and customer advocacy. As Madro (2023) 

notes, success functions grounded in analytics and 

lifecycle insights become engines of expansion. 

Tools like Mixpanel, Amplitude, and NPS surveys 

enable these teams to personalize onboarding, surface 

early churn signals, and inject customer feedback into 

the product roadmap (Grigoryan, 2025; Stewart & 

Madro, 2024; Rattan, 2023). This customer-led 

feedback loop is vital for continuous iteration and 

PLG momentum. 

 

Finally, institutions must manage compliance risk 

through embedded governance and design thinking. 

Rather than treating regulatory mandates as barriers, 

forward-thinking banks are integrating compliance 

into product workflows using design-led approaches 

that reduce friction while maintaining rigor. Adaptive 

compliance, particularly around KYC, AML, and 

data privacy, requires co-creation between risk and 

product teams to ensure innovation is both safe and 

scalable (Charnley, 2024; THL, 2024). A firm 

governance framework enables banks to align risk 

appetite with strategic ambition, building long-term 

resilience (Adeniran et al., 2024). Helman (2023) 

emphasizes that design thinking encourages 

experimentation, collaboration, and deep user 

alignment, making it especially effective for 

navigating regulatory complexity without 

compromising the user experience. 

 

CONCLUSION 

 

The shift toward Product-Led Growth (PLG) is a 

tactical evolution and strategic imperative for 

traditional financial institutions navigating an 

increasingly digital and competitive marketplace. As 

fintechs disrupt legacy paradigms with user-centric, 

self-service platforms, banks must reimagine growth 

more than as a byproduct of outbound sales but as an 

outcome of seamless product experiences. PLG offers 

a high-leverage path to growth by reducing customer 

acquisition costs (CAC), accelerating time-to-value 

(TTV), and ensuring deeper customer engagement 

through intuitive design, embedded analytics, and 

continuous iteration. 

Adopting PLG allows banks to align around the 

customer journey in a way that is scalable, data-

driven, and experience-first, key traits in a market 

where trust, personalization, and digital fluency are 

paramount. When implemented effectively, PLG can 

transform static product portfolios into adaptive 

ecosystems, creating compounding value and 

reducing reliance on high-touch acquisition models. 

The ability to embed autonomous onboarding, 

contextual support, and modular service access helps 

institutions to meet up with the transformation in  

customer expectations and exceed them. 

 

However, realizing this vision requires more than 

technology upgrades. It demands a cultural and 

structural reset, where leadership redefines KPIs 

around engagement and retention, cross-functional 

teams operate with agility, and product management 

is elevated as a central leadership function. In this 

model, product leaders' role is beyond simply feature 

owners, they become strategic architects of growth, 

responsible for shaping the customer experience, 

driving innovation, and aligning business goals with 

user needs. 

 

Finally, PLG in traditional banking is a long-term 

transformation, not a plug-and-play solution. Yet for 

institutions willing to lead with product, embed 

governance by design, and invest in customer-

centered capabilities, the reward is a more resilient, 

adaptive, and future-ready organization. 
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