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The Pendo COE
How to create and roll out a scalable in-app messaging solution



● Who am I, and why am I here?

● Why is thinking strategically about your in-app messaging solution (Pendo) so important?

● What is a Center of Excellence (COE)?

● How do you build a COE?

● How do you roll out a COE to your company?

● Q&A

What you’ll learn
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Lorem ipsum dolor sit amet, consectetur adipiscing 
elit, sed do eiusmod tempor incididunt ut labore et 
dolore magna aliqua. Mauris rhoncus aenean vel elit. 
Faucibus et molestie ac feugiat sed. Nunc id cursus 
metus aliquam. Facilisis volutpat est velit egestas dui. 
Mi quis hendrerit dolor magna. Eget nulla facilisi etiam 
dignissim diam quis enim lobortis scelerisque. Id 
interdum velit laoreet id donec ultrices tincidunt arcu. 
Metus vulputate eu scelerisque felis imperdiet proin 
fermentum leo. Nunc vel risus commodo viverra 
maecenas accumsan lacus vel. Consectetur libero id 
faucibus nisl. Vitae auctor eu augue ut lectus arcu 
bibendum at. Tempor nec feugiat nisl pretium. Vel eros 
donec ac odio tempor orci dapibus ultrices in. 
Commodo viverra maecenas accumsan lacus vel 
facilisis volutpat est velit. Eleifend quam adipiscing 
vitae proin sagittis nisl rhoncus mattis. In iaculis nunc 
sed augue lacus viverra vitae congue. Id velit ut tortor 
pretium viverra suspendisse potenti. Pulvinar proin 
gravida hendrerit lectus a. Tellus integer feugiat 
scelerisque varius morbi. Risus viverra adipiscing at in 
tellus integer. Et odio pellentesque diam volutpat 
commodo sed egestas egestas fringilla. Bibendum est 
ultricies integer quis auctor elit sed. Feugiat sed lectus 
vestibulum mattis ullamcorper. Nulla facilisi nullam 
vehicula ipsum. Donec massa sapien faucibus et. 
Dignissim enim sit amet venenatis urna cursus eget. 
Vitae ultricies leo integer malesuada nunc vel risus 
commodo viverra. Velit euismod in pellentesque 
massa placerat duis ultricies lacus. Arcu ac tortor 
dignissim convallis. Vestibulum lectus mauris ultrices 
eros in cursus turpis. Non arcu risus quis varius quam 
id
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My journey with Pendo made me question everything I thought I knew 
about in-app messaging.



Why is thinking strategically about your 
in-app messaging solution so important?











How do we fix this problem?



The Solution

Create a Center of Excellence



What is a Center of Excellence?

Documented guidelines on how to drive the 
consistency, scalability, and effectiveness of 

in-app messaging at your company. 









How do you create a COE?



1. Audit/Research
2. Meet with all stakeholders
3. Create a cross-departmental strike team
4. Build it
5. Roll it out 

How to create a Pendo COE



Step 1

Audit / Research



Audit



Content differences



Design differences



Guide creation was rushed



We couldn’t easily internationalize



Guides broke



Nothing was consistent, and our customers noticed



Takeaway

Pendo needs to be an integral part of your 
product’s UX



Research 







Takeaway

Inform users of changes contextually, but 
leave them alone long enough to actually 

use your product



Step 2

Meet with All Stakeholders



Step 3

Create a Cross-departmental Strike Team



User Experience Design

Marketing 
Visual Design

Sales

UX Content

UI Design

Product Management

En
gi

ne
er

in
g

Product 
Marketing

Q
A



UX Research

Product Marketing

UX Content

Product Management
Engineering

UX/UI Design

Technical Writing

Brand Marketing

QA

Customer Success

Step 3

Create a Cross-departmental Strike Team



Step 4

Build



How

Who

What

When

Where

Why



How

Who

What

When

Where

What information will you use Pendo to communicate?
What information will you NOT use Pendo to communicate?

Why are you sending out each type of communication?
Why are you NOT sending out each type of communication?

Where will you display each type of communication?
Where will you NOT display each type of communication?

When will you display each type of communication?
When will you NOT display each type of communication?

Who will you target to receive each type of communication?
Who will you NOT target to receive each type of communication?

How will each type of Pendo look?
How will each type of Pendo sound?
How will each type of Pendo be built internally?

Why

The Center of Excellence



How

Who

What

When

Where

What information will you use Pendo to communicate?
What information will you NOT use Pendo to communicate?

Why are you sending out each type of communication?
Why are you NOT sending out each type of communication?

Where will you display each type of communication?
Where will you NOT display each type of communication?

When will you display each type of communication?
When will you NOT display each type of communication?

Who will you target to receive each type of communication?
Who will you NOT target to receive each type of communication?

How will each type of Pendo look?
How will each type of Pendo sound?
How will each type of Pendo be built internally?

Why

The Center of Excellence



What is Pendo not used 
for in your product? Marketing / sales communication that does not have to 

do with the user’s immediate product or workflow

Information that benefits fewer than 10 clients

Information that a user might need to reference more 
than once



What information will be 
most effective in your 
app as Pendo guides / 
tooltips?

New feature announcements
 
New feature support 

App updates

Product tours

Product surveys

NPS

Product usage tips

Terms & Conditions changes

Maintenance/outage warnings

Alerts / Warnings

User onboarding

Trial support



New feature announcements
 
New feature support 

App updates

Product tours

Product surveys

NPS

Product usage tips

Terms & Conditions changes

Maintenance/outage warnings

Alerts / Warnings

User onboarding

Trial support

New Features

NPS

Onboarding

Trial

Informational
What information will be 
most effective in your 
app as Pendo guides / 
tooltips?



Types of Communication
New Feature
+ Announcement tooltip
+ Onboarding guide
+ Survey

NPS 

Informational
+ Maintenance/outage
+ Product usage tips
+ Informational 

Onboarding
+ Product tour 
+ Survey

Trial
+ Product tour 
+ Survey



How

Who

What

When

Where

What information will you use Pendo to communicate?
What information will you NOT use Pendo to communicate?

Why are you sending out each type of communication?
Why are you NOT sending out each type of communication?

Where will you display each type of communication?
Where will you NOT display each type of communication?

When will you display each type of communication?
When will you NOT display each type of communication?

Who will you target to receive each type of communication?
Who will you NOT target to receive each type of communication?

How will each type of Pendo look?
How will each type of Pendo sound?
How will each type of Pendo be built internally?

Why

The Center of Excellence



Takeaway

Find the middle ground between your 
business goals and your users’ goals



Types of Communication
New Feature
+ Announcement tooltip
+ Onboarding guide
+ Survey

NPS 

Informational
+ Maintenance/outage
+ Product usage tips
+ Informational 

Onboarding
+ Product tour 
+ Survey

Trial
+ Product tour 
+ Survey



User GoalsBusiness Goals

Increase adoption

Decrease support tickets

Increase revenue

Learn about new feature

Quick time to value

Low immediate learning curve

Pendo and new feature is beneficial 
and not interruptive to their current 

workflow

NEW FEATURE MESSAGING



User GoalsBusiness Goals

Increase adoption

Decrease support tickets

Increase revenue

Learn about new feature

Quick time to value

Low immediate learning curve

Pendo and new feature is beneficial 
and not interruptive to their current 

workflow 

Non-invasive

Allows users to keep interacting with 
their current page

Easy access to more information

Explains both the “what” and the “why” 
for immediate ROI

Noticeable

NEW FEATURE MESSAGING



User GoalsBusiness Goals

Increase adoption

Decrease support tickets

Increase revenue

Learn about new feature

Quick time to value

Low immediate learning curve

Pendo and new feature is beneficial 
and not interruptive to their current 

workflow 

Contextual tooltip for smaller features

Contextual onboarding guide with a 
lightbox for features with a higher 

impact

NEW FEATURE MESSAGING



Types of Communication
New Feature
+ Announcement tooltip
+ Onboarding guide
+ Survey

NPS 

Informational
+ Maintenance/outage
+ Product usage tips
+ Informational 

Onboarding
+ Product tour 
+ Survey

Trial
+ Product tour 
+ Survey



Types of Pendos
New Feature
+ Announcement tooltip
+ Onboarding guide with lightbox
+ Survey

Informational
+ Maintenance banner
+ Product usage tooltip
+ Product usage guide
+ Informational banner
+ Informational tooltip
+ Informational tooltip

Onboarding
+ Product tour guide
+ Survey

Trial
+ Product tour guide
+ Survey

NPS



How

Who

What

When

Where

What information will you use Pendo to communicate?
What information will you NOT use Pendo to communicate?

Why are you sending out each type of communication?
Why are you NOT sending out each type of communication?

Where will you display each type of communication?
Where will you NOT display each type of communication?

When will you display each type of communication?
When will you NOT display each type of communication?

Who will you target to receive each type of communication?
Who will you NOT target to receive each type of communication?

How will each type of Pendo look?
How will each type of Pendo sound?
How will each type of Pendo be built internally?

Why

The Center of Excellence



WhoWhenWhere

Do you not want to show 
surveys on create or checkout 
pages? 

Do you want to only show new 
feature announcements on the 
page where the new feature 
appears?

Do your users respond better to 
data collection Pendos on 
certain pages like the home 
page?

Are certain communications 
more effective during certain 
times in workflows than others?

Do you want to show surveys at 
the beginning or the end of a 
certain workflow?

Do you want to show new 
feature Pendo only to users who 
have used your app more than 
30 days?

Do you need to target different 
types of Pendos to users with a 
specific permission in your 
product?
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WhoWhenWhere

Do you not want to show 
surveys on create or checkout 
pages? 

Do you want to only show new 
feature announcements on the 
page where the new feature 
appears?

Do your users respond better to 
data collection Pendos on 
certain pages like the home 
page?

Are certain communications 
more effective during certain 
times in workflows than others?

Do you want to show surveys at 
the beginning or the end of a 
certain workflow?

Do you want to show new 
feature Pendo only to users who 
have used your app more than 
30 days?

Do you need to target different 
types of Pendos to users with a 
specific permission in your 
product?



How

Who

What

When

Where

What information will you use Pendo to communicate?
What information will you NOT use Pendo to communicate?

Why are you sending out each type of communication?
Why are you NOT sending out each type of communication??

Where will you display each type of communication?
Where will you NOT display each type of communication?

When will you display each type of communication?
When will you NOT display each type of communication?

Who will you target to receive each type of communication?
Who will you NOT target to receive each type of communication?

How will each type of Pendo look?
How will each type of Pendo sound?
How will each type of Pendo be built internally?

Why

The Center of Excellence



Design how each 
type of Pendo should 
look.

Then, build templates 
in Pendo for your 
team to use.



How

Who

What

When

Where

What information will you use Pendo to communicate?
What information will you NOT use Pendo to communicate?

Why are you sending out each type of communication?
Why are you NOT sending out each type of communication?

Where will you display each type of communication?
Where will you NOT display each type of communication?

When will you display each type of communication?
When will you NOT display each type of communication?

Who will you target to receive each type of communication?
Who will you NOT target to receive each type of communication?

How will each type of Pendo look?
How will each type of Pendo sound?
How will each type of Pendo be built internally?

Why

The Center of Excellence



Create content 
guidelines around 
how you will 
communicate with 
your users.

Content principles

Content patterns for each 
type of Pendo



How

Who

What

When

Where

What information will you use Pendo to communicate?
What information will you NOT use Pendo to communicate?

Why are you sending out each type of communication?
Why are you NOT sending out each type of communication?

Where will you display each type of communication?
Where will you NOT display each type of communication?

When will you display each type of communication?
When will you NOT display each type of communication?

Who will you target to receive each type of communication?
Who will you NOT target to receive each type of communication?

How will each type of Pendo look?
How will each type of Pendo sound?
How will each type of Pendo be built internally?

Why

The Center of Excellence



PREPARE

TEST

CREATE

REVIEW & PUBLISH

2

1

3

4

Procore’s Pendo Creation Process

ANALYZE5

MAINTAIN & TEST6



User Experience Design

Marketing Visual 
Design

Sales

UX Content

UI Design

Product Management
En

gi
ne

er
in

g

Product Marketing

Q
A

Create a creation 
process to guide how 
Pendos will be built to 
align with the COE.



Design

Marketing

Sales

Writer

Product

Create a creation 
process to guide how 
Pendos will be built to 
align with the COE.
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PREPARE

TEST

CREATE

REVIEW & PUBLISH

2

1

3

4

Procore’s Pendo Creation Process

ANALYZE5

MAINTAIN & TEST6

UX Design, Product Management, Product Marketing

UX Design, Product Management, Product Marketing, UX Content

QA

Pendo Strike Team

UX Design, Product Management, Product Marketing

UX Design, Product Management, Product Marketing



How

Who

What

When

Where

What information will you use Pendo to communicate?
What information will you NOT use Pendo to communicate?

Why are you sending out each type of communication?
Why are you NOT sending out each type of communication?

Where will you display each type of communication?
Where will you NOT display each type of communication?

When will you display each type of communication?
When will you NOT display each type of communication?

Who will you target to receive each type of communication?
Who will you NOT target to receive each type of communication?

How will each type of Pendo look?
How will each type of Pendo sound?
How will each type of Pendo be built internally?

Why

The Center of Excellence



Finalize your Center 
of Excellence



Roll out your Pendo Center of Excellence



Lead team trainings

Enforce your new processes

Ask for feedback, and iterate often 

Communicate, communicate, communicate

Be optimistic

Roll out your Pendo Center of Excellence
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Lead team trainings

Ask for feedback, and iterate often 
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Communicate, communicate, communicate

Be optimistic

Enforce your new processes

Lead team trainings

Ask for feedback, and iterate often 

Roll out your Pendo Center of Excellence



Be optimistic

Enforce your new processes

Ask for feedback, and iterate often 

Communicate, communicate, communicate

Lead team trainings

Roll out your Pendo Center of Excellence



And you’ve got yourself a scalable, rolled out 
in-app messaging solution



Final Takeaway

We can’t change the whole internet, but our 
work can make a huge difference to our little 

corner of it.



Thank you!



Questions?



www.pendo.io

THE CONFERENCE



Jeep

Waited til I was on the site for at 
least 30 seconds. 

Respectful of my time, workflow, 
and current goals 

https://www.jeep.com/


H&M

Non-invasive

Allows me to keep browsing

https://www2.hm.com/en_us/index.html


Lululemon

Opt in

Non-invasive

Feedback is more useful when it’s 
opt in. Unsolicited feedback is 
often less thoughtful

https://shop.lululemon.com/


Express

Non-invasive

Allows me to keep browsing

https://www.express.com/


Pendo

Non-invasive

Allows me to keep working

Short & to-the-point

https://pendo.io


Best in class in-app release notes

Slack

Opt-in

Non-invasive

Doesn’t interrupt my work



How

Who

What

When

Where

What information will you use Pendo to communicate?
What information will you NOT use Pendo to communicate?

Why are you sending out each type of communication?
Why are you NOT sending out each type of communication?

Where will you display each type of communication?
Where will you NOT display each type of communication?

When will you display each type of communication?
When will you NOT display each type of communication?

Who will you target to receive each type of communication?
Who will you NOT target to receive each type of communication?

How will each type of Pendo look?
How will each type of Pendo sound?
How will each type of Pendo be built internally?

Why

The Center of Excellence

TEST 

ALL 

OF IT



Create case studies 
or do internal testing 
of your process and 
components



The Balancing Act



User GoalsBusiness Goals

Increase adoption

Increase revenue

Keep the user in the 
product longer

Learn about gardening

Get free things

Accomplish whatever they 
want to accomplish with 
the least interruption or 
negative impact to their 
day-to-day.

Knowledgeable 
users

Useable product

Giveaways

One-stop shop for 
gardening





The story of a water bottle
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https://ember.com/products/ember-ceramic-mug?utm_source=google&utm_medium=cpc&utm_campaign=Holiday18&utm_term=na&utm_content=Commercial&language=English&country=US&gclid=EAIaIQobChMIuq-w08i65AIVB9tkCh2NxQt7EAAYASAAEgJidvD_BwE
https://www.yeti.com/en_US/drinkware/rambler-14-oz-mug/YRAM14.html?utm_source=google&utm_medium=cpc&utm_content=__iv_p_1_g_68189612345_c_341456242041_w_kwd-10931019812_n_g_d_c_v__l__t__r_1t1_x__y__f__o__z__i__j__s__e__h_1013655_ii__vi__&gclsrc=aw.ds&&utm_id=google_1755351758_68189612345_341456242041_kwd-10931019812_c&gclid=EAIaIQobChMIp6_J7Mi65AIVyB-tBh2HWgNvEAAYASAAEgL2gPD_BwE
https://www.miir.com/products/tumbler
https://www.hydroflask.com/12-oz-coffee-mug/color,black,a,92,o,20










www.pendo.io

THE CONFERENCE


