
From Funnels 
to Flywheels

Phil Leggetter and Matthew Revell



We've been talking 
about this since the 
first DevRelCon



In those nine years…



In those nine years… we've begged



In those nine years… we've borrowed



In those nine years… and invented



But DevRel is still in its infancy
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Review of what we have now



Funnel
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Funnel: Origin story
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Funnel: the good bits

Funnel stage is a useful way to predict what someone needs

Gives you a common language when talking to your sales and marketing 

colleagues

Should reflect where someone is in their product journey

Focuses your attention on people most likely to deliver a return

It's flexible, so you can adapt it to your needs



Funnel: the bad bits

Too linear to capture the reality of how people engage

Focuses on one goal at the expense of others

That focus makes people disposable

Does not encourage systemic thinking
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AAARRRP: How to use it - goals
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AAARRRP: How to use it - activities

● Awareness: Grow brand and product awareness with developers

● Acquisition: Get developers through the door: signup, download etc.

● Activation: Have developers achieve the "Hello, World!"

● Retention: Continue to use your product

● Revenue: Pay to use the product

● Referral: Love your brand and product so much they tell others

● Product: Help you build a great product for developers

● Written content

● Video content

● Demos

● Events -> Sponsorships

● Events -> Talks

● Working with influencers

● ...



AAARRRP: How to use it - activity analysis



AAARRRP: the good bits

Proven to help teams with their DevRel strategy including Kong, Couchbase, 

Equinix, Huawei, ... and Nexmo/Vonage.

Customizable, systematic, and analytical approach

Ensures alignment with company goals and with stakeholders



AAARRRP: the bad bits

It's not really a funnel so doesn't consider the full developer journey

Doesn't consider the cyclical nature of communities a.k.a. no flywheel 

consideration



The Orbit Model
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Orbit Model: Origin story

Gravity: the rate at which member 
involvement changes

Love: an individual's level of involvement

Reach: an individual's sphere of influence

Impact: the output of the community



Orbit Model: the good bits

Recognizes that value != $$$

Give us finer grained ways to think about someone's involvement

Thinks longer-term than a single, linear interaction



Orbit Model: the bad bits

Harder to align with what other departments expect to see

Focuses on community (not a bad thing) but it's not a holistic model



Other approaches



DevRel Strategy: there's more than one



Existing frameworks are not holistic



Let's talk about flywheels



https://docs.google.com/file/d/1s2h2cf22qLSFaI6DqP13iyAYM_jmmEjC/preview
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Flywheel: The good bits

Holistic: Helps you think about how every part of your strategy feeds into the 
others, rather than focusing too closely on individual parts

Sustainable: Encourages the creation of self-sustaining strategies rather 
than one-off initiatives

Amplifies your effort: Each push of the flywheel is easier than the last

Focuses your attention: By putting friction up front, makes it clear that 
there's more to consider that only your inputs



The DevRel Flywheel













DevRel Flywheel: example outputs

Discover: Content, events, partnerships, influencers, one-on-one outreach

Activate: Tutorials, sample apps, developer stories, community support

Implement: Docs, SDKs, tutorials

Advocate: Champions programs, community nurture



DevRel Flywheel: example outputs

Discover: Traffic, awareness amongst micro-influencers, sign-ups

Activate: Better use case understanding, social media activity

Implement: Case studies, forum activity, revenue

Advocate: Community growth, blog posts, one-one-one advocacy



The DevRel Flywheel 
in (theoretical) action



AAARRRP + DevRel Flywheel: Begin with AAARRRP

● Awareness: Grow brand and product awareness with developers

● Acquisition: Get developers through the door: signup, download etc.

● Activation: Have developers achieve the "Hello, World!"

● Retention: Continue to use your product

● Revenue: Pay to use the product

● Referral: Love your brand and product so much they tell others

● Product: Help you build a great product for developers
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Map: AAARRRP to Flywheel stages
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Funnel: between stages

Awareness

Acquisition

Activation

Blog post traffic

Funnel?

Success metrics?

Sign ups

Social engagement with blog post shares

?
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