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Abstract: 

This paper proposes a practical, field-tested approach to structuring growth teams for high 

performance in today’s fast-moving digital businesses. Drawing from direct experience leading growth 

across acquisition, retention, and monetization at scale, the paper outlines core principles, role 

structures, and operating models that allow organizations to move fast without sacrificing cross-

functional alignment or analytical rigor. The paper also synthesizes insights from leading practitioners 

and thought leaders across the industry, creating a comprehensive guide for modern growth team 

architecture. 
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INTRODUCTION 

 Growth in digital businesses is no longer a siloed function or a specialty owned by a select few. It has become 

a discipline that spans across marketing, product, data, design, and engineering. Yet many organizations 

continue to grapple with how to structure growth teams that are both fast-moving and deeply integrated into 

company-wide priorities. While some try to embed growth functions across teams, others create centralized 

pods. Both approaches have their tradeoffs. In this paper, I share my perspective, rooted in hands-on 

experience and augmented by industry best practices, on how to architect growth teams that balance speed, 

data rigor, functional ownership, and cross-functional collaboration. 

 

THE CORE PHILOSOPHY: A HYBRID, CROSS-FUNCTIONAL MODEL 

At the heart of my approach lies the belief that a complete growth team requires five core skill sets: growth 

product management, growth marketing, growth engineering, UX/design, and growth science or analytics. 

These roles may report into their respective functional verticals—product, marketing, engineering, or UX—

but they must come together around a shared growth mission. The exception, in my experience, is growth 

science. Because of the speed at which data-driven decisions need to be made in growth marketing, it’s often 

most effective to embed growth science within the marketing team. This ensures that insights are not only 

generated but also applied quickly. 

 

 
Figure 1: Growth roles can report into respective functional verticals, but come together around a shared 

growth mission 
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While reporting lines can remain within functions, alignment is critical. The growth team must operate with 

shared metrics, a common strategy, and synchronized goals. Execution can then proceed within functional 

swimlanes—engineering builds product features, marketing runs campaigns, UX designs the flows—while 

coordinating intentionally on joint initiatives. Alignment must happen again at the point of results review, 

where the team reflects on what worked, what didn’t, and how to update the strategy accordingly. 

 
Figure 2: Growth teams must operate with a shared strategy but independent swimlanes with intentional 

coordination on joint initiatives 

 

This approach, which combines distributed functional reporting with centralized strategic alignment, strikes 

the right balance for most organizations. It avoids the friction of reorgs and unclear career ladders associated 

with centralized growth teams while achieving the speed and coordination needed for effective growth 

execution. 

 

THE CASE AGAINST FULLY CENTRALIZED GROWTH TEAMS 

There is a common perception—especially in early-stage companies—that a centralized growth team, where 

marketers, PMs, designers, and engineers all report to a growth lead, is the optimal model. This structure can 

work well in startups where cross-functional silos haven’t yet calcified and everyone is still figuring out how 

to collaborate. However, at scale, this model often runs into three challenges. 

First, it can be politically difficult to implement. Reorganizing a company’s reporting structure to pull 

engineers and marketers into a single team can lead to resistance, confusion, and reduced functional alignment. 

Second, career progression becomes muddled. An engineer reporting into a growth lead may find it harder to 

navigate their path compared to someone in a traditional engineering org. Third, it can create coordination 

issues with the broader product and marketing teams, especially when ownership boundaries are unclear. 

For these reasons, I advocate a hybrid approach: keep reporting lines within functions but build strong 

connective tissue across the team via strategy, rituals, and shared goals. This allows growth teams to retain 

their functional depth while achieving the cross-functional collaboration needed for growth execution. 

 

FROM THEORY TO PRACTICE: UNLOCKING GROWTH WITH STRUCTURAL SHIFTS 

My experience bears out the impact of thoughtful team design. One pivotal shift involved creating a growth 

science role embedded within the marketing team. Previously, marketers relied on a centralized analytics team 

that was not closely involved in day-to-day decision-making. As a result, campaign planning often lacked 

analytical depth and speed. By embedding a growth scientist within marketing, we enabled real-time decision-

making grounded in data. Campaigns were prioritized by impact potential, new opportunities surfaced via 

user segmentation and behavioral analysis, and experiment design improved significantly. 

Another critical change was aligning on a unified cross-functional growth strategy. Initially, marketing teams 

operated with their own set of goals, often centered on email and push campaigns, while product teams 

focused exclusively on in-app features. This fragmented approach led to inefficiencies and gaps. Once we 

Joint Strategy Development 

Joint Reviews & Strategy Evolution 

Growth 

Marketing 

Roadmap  

Growth 

Product 

Roadmap  

https://www.ijaidr.com/


 

Journal of Advances in Developmental Research (IJAIDR) 

E-ISSN: 0976-4844   ●   Website: www.ijaidr.com   ●   Email: editor@ijaidr.com 

 

IJAIDR25021536 Volume 16, Issue 2, July-December 2025 3 

 

established a shared strategy that balanced distribution tactics with product enhancements, collaboration 

improved dramatically. We were able to prioritize joint efforts like building in-product messaging tools that 

marketing needed but couldn’t deliver independently. 

 

GROWTH ROLES: INTEGRATED AND SPECIALIZED 

Understanding the responsibilities of each role within a growth team is essential to designing an effective 

structure. Growth product managers focus on defining hypotheses and shipping experiments that influence 

key metrics like activation or monetization. Growth marketers handle lifecycle campaigns, paid acquisition, 

and landing page optimization. Growth engineers build internal tools, automate workflows, and enable rapid 

experimentation. UX designers craft experiences that guide users through critical flows like onboarding or 

subscription. Growth scientists bring the analytical backbone, measuring impact, uncovering user insights, 

and guiding test design. 

Each role brings a specialized lens, but together they form a cohesive growth capability. Importantly, none of 

these functions should operate in isolation. As Andrew Chen and others have noted, growth thrives when 

these skills are combined into an integrated engine that can ideate, execute, and learn quickly. 

 

OPERATING RHYTHMS: BRINGING THE STRUCTURE TO LIFE 

Structure without rhythm is ineffective. High-performing growth teams rely on disciplined operating cadences 

to align, execute, and iterate. Quarterly strategy reviews are used to align on major goals and prioritize the 

highest-leverage initiatives. Weekly standups focus on removing blockers and sharing progress. Monthly 

growth reviews assess what’s working and what’s not, and they reinforce a culture of learning and 

accountability. 

These rituals create the scaffolding for fast execution without chaos. They also reinforce shared ownership: 

when product and marketing teams sit in the same growth review and discuss outcomes together, it reinforces 

that success is collective, not siloed. This collaborative culture is just as important as org charts in driving 

sustainable growth. 

 

LESSONS FROM THE INDUSTRY: COMMON PATTERNS AND PROVEN PRACTICES 

Insights from leading practitioners align closely with this hybrid model. Reforge identifies four archetypes of 

growth teams: functional, independent team, embedded, and hybrid. Each has merits, but the hybrid model—

where functional experts collaborate under a unified growth strategy—has emerged as the most adaptable 

across company sizes. The Product-Led Alliance emphasizes the importance of placing the right leaders in 

charge of growth, with strong cross-functional authority and deep understanding of both product and 

marketing dynamics. 

Julian Shapiro argues for early teams to be led by a “growth PM” who can blend product intuition with 

marketing experimentation. This scrappy, founder-like mindset is essential at the earliest stages but must 

evolve into a more structured system as the organization scales. Y Combinator recommends hiring generalists 

early and specializing later—a view that aligns well with the idea of evolving from centralized pods to 

functionally integrated teams. 

The Maven team emphasizes that growth teams need to be empowered, not just informed. That means not 

only embedding cross-functional skills, but giving growth leaders access to engineering and design resources, 

dedicated data support, and budget flexibility. Without these enablers, even the best strategies will stall. 

 

ADAPTING TEAM DESIGN OVER TIME 

Growth team architecture is not static. As businesses evolve, so must the team. At early stages, a centralized 

pod may be sufficient. As the company scales, the need for functionally deep specialists and tighter integration 

with other departments grows. At this stage, moving to a hybrid model ensures that the growth team remains 

strategically aligned while being deeply embedded in functional execution. 
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I’ve found that growth team structure should flex along three dimensions: the complexity of the product 

portfolio, the sophistication of experimentation infrastructure, and the maturity of supporting functions like 

data science and design. For instance, launching a new product might require spinning up a dedicated growth 

pod with full-stack capabilities. Meanwhile, optimizing a mature product might be better served by having 

functional leads coordinate tightly via shared OKRs and dashboards. 

 

CHALLENGES AND HOW TO NAVIGATE THEM 

Despite best intentions, structural change can meet resistance. When we proposed embedding growth science 

within marketing, some data leaders expressed concern about duplicative analysis or inconsistent metrics. We 

addressed these concerns by clearly defining the role: this person would not replace central analytics, but act 

as a force multiplier—focused on tactical, high-velocity decisions and translating insights into action. 

Similarly, some marketers were initially reluctant to align their plans with product-led strategies. There was 

a fear of losing autonomy or diluting channel ownership. We overcame this by creating shared spaces for 

collaboration—joint brainstorms, shared dashboards, co-led retrospectives—which increased trust and 

improved outcomes. Once teams saw the benefits of collaboration—faster execution, richer insights, stronger 

impact—this approach became the default. 

 

CONCLUSION: BUILDING THE ARCHITECTURE FOR SUSTAINABLE GROWTH 

Designing a growth team is not about choosing the perfect org chart. It is about creating a system where cross-

functional experts can align on goals, execute in parallel, and learn together. The best growth organizations 

are not rigidly centralized nor entirely fragmented—they operate as federated networks with shared strategy, 

clear swimlanes, and mutual accountability. 

A successful growth architecture recognizes that growth is a team sport. It enables marketers to work in 

lockstep with engineers. It empowers designers and data scientists to influence the roadmap. And it gives 

growth leaders the visibility and resources needed to drive coordinated action. 

Ultimately, what matters is not where each role reports, but whether the team can move fast, learn faster, and 

deliver outcomes that compound over time. Structure is the foundation—but culture, alignment, and shared 

ambition are what bring it to life. 

 

REFERENCES: 

1. “How to build a growth team – lessons from Uber, Hubspot, and others (50 slides) at andrewchen.” 

https://andrewchen.com/how-to-build-a-growth-team/ 

2. “Reforge,” Reforge.com, 2025. https://www.reforge.com/blog/build-growth-team (accessed Jun. 21, 

2025). 

3. “Implementing a Successful Growth Team Structure: Tips & Strategies | ProductLed,” 

Productled.com, 2025. https://productled.com/blog/how-to-implement-product-growth-team-

structure-for-saas (accessed Jun. 21, 2025). 

4. A. Wang, “4 tried and tested ways to structure a growth team,” Product-Led Alliance | Product-Led 

Growth, Dec. 23, 2022. https://www.productledalliance.com/4-tried-and-tested-ways-to-structure-a-

growth-team/ (accessed Jun. 21, 2025). 

5. “Startup Handbook: Structuring Growth Teams,” Julian.com, 2025. 

https://www.julian.com/guide/startup/growth-teams (accessed Jun. 21, 2025). 

6. “How to Set Up, Hire and Scale a Growth Strategy and Team,” YC Startup Library. 

https://www.ycombinator.com/library/59-how-to-set-up-hire-and-scale-a-growth-strategy-and-team 

7. “Maven: How to Build a Growth Team,” Maven.com, 2023. https://maven.com/articles/growth-

team-structure (accessed Jun. 21, 2025). 

 

 

https://www.ijaidr.com/

