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Background & Context: 

Zenfolio has been around for a decade and the platform shows signs of age in User interface and well as 
overall experience.  The most significant direct customer result of our aging platform is shown in 
inefficient conversion of free trial to paid accounts in our target demographic of wedding & portrait 
photographers. We consistently hear photographers referring to Zenfolio as a product  of the past, 
passing us over for newer product namely Pixieset, Squarespace, Wix and Photoshelter.  
 
Zenfolio plans to build a 2.0 version incorporating  best of market new entrants such as Pixieset & 
Squarespace in order to stay competitive and win back market share.  
 
Zenfolio team has recently went through vigorous internal scope definition and finalized an initial 
draft based on: 
- Defined business goals 
- Competitive analysis of best in class Pixieset & Squarespace 
- Key stakeholder operational knowledge 
 
The scope at a high level consist of the following 
- Quicker sign-up  
- Easy gallery creation and client proofing  
- Easy website creation  
- Easy way to start selling 
- Simpler business tools to grow the business  
- Responsive - mobile “first” design 
 
Zenfolio is internally aligned on the initial draft scope. However, the key assumptions and the ensuing 
scope is yet to be validated by actual target demographics. 

Methodology 

We will be using various methods of user testing to validate and iterate throughout the process to get to a 
finalized high fidelity design. 
 



 

The first of which will be 2 in person focus group each consisting of ~8 people. We are having 2 focus 
groups because the focus group was oversubscribed and we opted for smaller more intimate group 
session instead. One focus group will be on 5/10, the other on 6/8.  
 
Both focus group will mainly consist of professional wedding / portrait photographers (persona = Alex), 
who are using identified best in class competitors such as Pixieset and/or Squarespace. Each group will 
also have another user representative of the “Eric” persona for additional point of view.  
 

Scope  

 
We want to achieve the following with our focus group 

Session 1. 5/10  

 
The first session will focus on “creating web presence” - validating & prioritizing the user story around 
easy website creation, gallery creation/ organization and client proofing.  
 

1.  Gain further understanding into fundamental key assumptions 
a. Their photography business needs & intent 
b. Competitive choice and path to conversion 
c. Photography workflow 
d. Relevant trends 

2. Validate & prioritize our scope document at large 
a. Quicker sign-up  
b. Easy gallery creation and client proofing  
c. Easy website creation 

3. Gain insight into propensity and interest in monetizable features for ZF  
 
 

Detailed Agenda  

Session 1. 5/10 

 
930-10: Breakfast and introductions  
Introductions done informally while having breakfast. Get to know each other’s 

1. Name 
2. Genre 
3. Location 

 
10-1010: Welcome, Ice-breaker  

1. Thanks everyone for coming 
2. A little bit more about zenfolio  



 

a. If you haven't heard of Zenfolio, then we are not doing something right ... Zenfolio been 
around for a decade, started by a team of photo enthusiasts who also happen to be 
engineers. The founders have moved on from company and the company is currently 
part by the Art.com family. Zenfolio is a strong brand in the photography industry 
providing photographers with website presence  / online galleries, and easy ecommerce 
store.  

3. Goals for today 
a. At zenfolio, we recognize time is changing, technology is changing, market demands are 

changing, as a company that caters to photographers, we are here today to better 
understand more about your needs today and how we can better provide for you 

4. Brief run of the agenda  
5. Scope of conversation 

a. This focus group is about your digital photography software needs in regard to your 
business, less about your hardware / equipment needs 

6. Ice breaker question: Why photography? Canon vs Nikon, which one are you?  
 
1010-1030: Current Photography needs & workflow 

1. Talk to me about your current photography workflow from end to end? 
2. Which part of your creative or business workflow do you spend most time on? 

a. Which activity is most cumbersome for you? Why?  
3. What are your current online needs for your photography business?  

a. What do you need to set up your business? 
4. Challenges and frustrations to grow your photography business  

a. short-term (2017-2018)  
b. long-term (3-5 years)  

 
1030-1110: Confirm Competitive choice  

1. How did you hear about <Pixieset/ Squarespace/Wix/Photoshelter>? 
2. What made you sign up with <>? 

a. What’s the specific trigger that caused you to sign up with them? 
i. multiple touch points? 
ii. particular feature? 
iii. good trial length? 
iv. good understanding of the product prior to signup? 
v. Reputation & referral 

3. Why did you chose to use this service versus competitors? 
4. What’ features do you love from <>? 
5. If you are using a separate solutions for website & online galleries, why? 
6. What are the areas that this competitive choice does not do well?  

 
1110-1200: Validate Simple Website creation scope 

1. Competitive best practice 
a. What features / functionalities do you love from your current website provider? 

2. Templates 
a. Naming 

i. Template vs layout vs theme ? 
b. What does website template mean to you  

i. Just homepage 

http://art.com/
http://art.com/


 

ii. Homepage + additional pages 
iii. What are those relevant additional pages? 

1. Gallery 
2. About 

c. Service  Please  
d. What’s the best way to help you find the best template for your website  

i. Genre 
ii. Featured photographer 
iii. Style (minimal vs classic etc) 
iv. Layout 
v. Anything else? 

e. Does number of template change your perception of company in any way? 
3. Website customization 

a. Talk to me about website customization 
i. How often do you customize your website 
ii. What do you consider as the gold standard in easy customization 

4. SEO optimization 
a. Tell me about your current seo practices? 
b. What do you expect SEO out of the box? 

i. Image alt tag 
ii. Optimized title 

5. Social Media Integration 
a. Talk to me about your current social media practice, what works for you?  

i. Tagging 
ii. Hashtag 
iii. Anything else? 

b. What’s relevant social media channel for you? 
c. How do you like your content shared? 

i. With watermark 
ii. Image specific size?  
iii. Just link vs Link + title 

1200-1215: Lunch 
Zadna caters healthy create your own mediterranean food will allow participants and Zen team another 
opportunity to stretch, get creative and socialize 
 
1215- 1245: Validate Simple Gallery creation and Client proofing scope 

1. Beautiful looking galleries 
a. For those of you who uses a website builder and online gallery, there are overlaps 

between the products, why use both?  
2. Gallery  

a. client access code vs client login/pwd 
i. To view 
ii. To download  

3. Favorite client proofing feature  
a. Example: favorites with a single click  
b. Others? 

 
1245-100: Monetization  



 

Everyone has a currency. How much?  
They can decide to spend their currency however they want it  
List we will give them  

1. Designer templates  
a. 3rd party premium templates 

2. Service to create a beautiful website  
3. Branding features  

a. Logo, remove solution branding, others?  
4. DNS setup  
5. Booking and Calendering  

a. ability for you to show your calendar availability  
b. ability for your clients to book a shoot on your calendar directly  
c. ability for you to get an sms notification and confirm 

6. Invoicing  
a. Ability for you to invoice your clients and get paid prior to the shoot  

7. Pre-pay  
8.  Retouching and Color correction services through a leading market solution  
9. SEO optimization wizard that does additional things such as  

a. X, Y and Z  
10. Media manager aka Wix with features such as  

a. X, Y and Z  
b. Great, genre-specific high quality royalty free music  

 
100-115: Relevant trends 

1. Where is the current trend in your genre of photography? 
2. What can any company do to help you become more prepared for the future? 

a. Video, drones? 
115: wrap up 
 

Session 2. 6/8 

 
930-10: Breakfast and introductions  
Introductions done informally while having breakfast. Get to know each other’s 

1. Name 
2. Genre 
3. Location 

 
10-1020: Welcome, Ice-breaker  

1. Thanks everyone for coming 
2. A little bit more about zenfolio  

a. Before we invited you to this session, how many had heard of ZF? What do you think do? 
How would describe ZF to another photographer? 

b.  Zenfolio been around for a decade, started by a team of photo enthusiasts who also 
happen to be engineers. Zenfolio is the leading brand in the photography industry 
providing photographers with website presence  / online galleries, and easy ecommerce 
store.  



 

3. Goals for today 
a. We are here today to better understand more about your needs and how we can better 

provide for you 
b. Apple revolutionized mobile experience with the iphone. We are looking to innovate and 

revolutionize the photographer website experience with a future 2.0 build of Zenfolio. You 
being here today will help us understand your selling process, tools, goals & pain points, 
which will ultimately help us revolutionize the market.  

c. This topics of discussion is centered around ecommerce / selling tools and how you 
monetize 

d. This focus group is about your digital photography software needs in regard to your 
business, less about your hardware / equipment needs 

4. Brief run of the agenda  
5. Ice breaker: Introduce yourself. Why photography? What tools do you use websites, client 

proofing, and selling (segway into selling)?  
 
1020-1040: Current Selling needs & workflow 

1. What is your current selling workflow from booking the potential client all the way through selling 
them the photos? 

2. What percentage of your print sales (print defined and as prints, products, digital downloads) in 
online vs offline?  

a. How did you arrive at this mix?  
b. Was it intentional or something evolved?  
c. Prompt for the following for deeper insights  

i. Barriers to selling online 
3. Which part of your selling workflow do you spend most time on? 
4. Are there any gaps in your current selling process?  
5. Do have set goals around # of clients you need and how much you want to charge? 
6. Do you have goals around print sales with growth targets? 
7. Challenges and frustrations to growing your sales 

a. short-term (2017-2018)  
b. long-term (3-5 years)  

 
1040-1110: Confirm Competitive choice  

1. How did you hear about <smugmug/ venmo/ offline>? 
2. Why did you chose to use this service versus competitors? 
3. What features do you love from <>? 
4. What made you sign up with <venmo>? What’s the specific trigger that caused you to sign up 

with them?  
a. Allow focus group to define the factors  
b. Prompt for the following for deeper insights  

i. multiple touch points? 
ii. particular feature? 
iii. good trial length? 
iv. good understanding of the product prior to signup? 
v. Reputation & referral 

5. If you are using a separate solutions selling, why? 
6. What are the areas that this competitive choice does not do well?  

 



 

1110 - 1210: Validate selling scope 
Already Selling- AS 
Want to Sell- WS 

1. (AS & WS) (AS- Going back in time for the people who are already selling) Either thinking back to 
when you got your online selling solution or for those of your currently looking, what are the 
factors you're evaluating to make your choice?  

a. Allow focus group to define the factors  
b. Prompt for the following for deeper insights  

i. Labs and Products (self-fulfill, integrated labs, assortment of offerings) 
ii. E-commerce solution and Features 

1. Payment integration 
2. Easy client experience (proofing, shopping) 

iii. Reputation & referral  
iv. Price of service 

2. Pricing 
a. Talk to us about pricing your service & product, what was your journey to pricing 

yourself? 
b. What elements goes into your pricing? 

i. Research? 
ii. Median? 
iii. Influenced by other key photographers?  

c. Iterative pricing change journey? 
d. How do you price & set up services?  
e. How do you price & set up your pricelist? 
f. How do you price & set up products & packages? 
g. What would be helpful in helping you set up for selling? 

3. (AS) Digital download? 
a. How do you price digital download? 
b. How do you set up your digital download? 

i. Expiration time 
ii. Size limitation 
iii. Price limitation 

c. How can we make the digital download process better for you? 
d. How can we make the digital download process better for your client 

i. What would help you monetize the pictures you already have in regard to digital 
downloads with your clients?  

4. For those of you who are selling offline, how to make it easier for you to sell online?  
a. Prompt for the following for deeper insights  

i. Education 
5. Your top selling products? 

a. Prompt for 
i. Digital Download 
ii. Albums 

6. Promotions 
a. Are you promoting? 
b. Is it for existing clients or for new clients? 
c. What type of promotions are you doing? 

i. Gift certificates 



 

ii. Booking discounts 
 
 
1210-1225: Lunch 
Zadna caters healthy create your own mediterranean food will allow participants and Zen team another 
opportunity to stretch, get creative and socialize 
 
1225-1240 Photographer Mobile Experience 
 
Everyone gets a list of the following stories, cross out the stories that’s not important to you, for the ones 
that’s important to you 
 
Photographer Mobile Experience 
Create website  
Create and organize galleries  
Website customization 
Client proofing 
Setup selling (products, pricelists, packages) 
Order management (approve, cancel, update, fulfill, etc. ) 
Business tools - invoicing, calendering  and booking appointments 
Communication with visitor / clients  
Change settings for website, gallery, account 
Renew or cancel subscription,  
Contact support - chat, phone, article 
Upgrade account & add additional features 
 
 
1240-1255 Customer Mobile Experience 
 
Buy a feature game with currency with denominations of  1x$50, 1x$20, 3x$10  
 
Customer Mobile Experience 
Browse photos their photographer sends them 
Download photos they like on the device 
Create favorite sets to share with their photog 
Buy photo products 
Contact their photographer with queries 
Comment on the photos 
Share to facebook, instagram, etc. 
Collaboratively create favorite sets with other customer (for example, family 
members) 
Be able to perform all the above actions offline 
Crowdsource photos 
 
 



 

1255-115: Relevant trends 
1. Where is the current trend in photography? 
2. Who are some photographers you deem to be great business people - (what does “business” 

mean)? 
3. How can we do to help you sell more online? 

 
115: wrap up 
 


