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Safe Harbor Statement 

This presentation is my analysis on how we improved the search journey at Front. 
The knowledge shared should not be used for other purposes than learning.

This doesn’t engage Front.
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Context

Hi I’m Stéphane

● Product Manager with 4 years of experience on Search

● Experience on both sides of the Search stack

○ Algolia →  Building a search solution as PM of the search 
platform (core search API) 

○ Front → Managing the full search experience with a team of  3-5 
engineers, a designer and a data analyst
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Front: A tool to streamline communications

Thanks to the familiarity of email and the efficiency of a help desk
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Front: A tool to streamline communications

Thanks to the familiarity of email and the efficiency of a help desk

Shared 
inboxes
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Front’s search 
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Front’s search challenges
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Front’s search challenges

High user expectations

Everyone has an Gmail or 
Outlook account and the 
associated expectations 

(speed, experience, 
relevancy…)
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Front’s search challenges

High user expectations Harder problem

Everyone has an Gmail or 
Outlook account and the 
associated expectations 

(speed, experience, 
relevancy…)

Front users use dozens of 
shared inboxes, resulting in 

unknown content and X times 
more content to search through
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Front’s search challenges

High user expectations Hard dataHarder problem

Everyone has an Gmail or 
Outlook account and the 
associated expectations 

(speed, experience, 
relevancy…)

Email, and communication 
data is not structured

Front users use dozens of 
shared inboxes, resulting in X 
times more content to search 

through
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Front’s search challenges

High user expectations Hard data High standardsHarder problem

Everyone has an Gmail or 
Outlook account and the 
associated expectations 

(speed, experience, 
relevancy…)

Email, and communication 
data is not structured

Front users use dozens of 
shared inboxes, resulting in X 
times more content to search 

through

24/7, 100% Availability, high 
security due to sensitive 

data
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Front’s search challenges

High user expectations Hard data High standards Hard business caseHarder problem

Everyone has an Gmail or 
Outlook account and the 
associated expectations 

(speed, experience, 
relevancy…)

Email, and communication 
data is not structured

Front users use dozens of 
shared inboxes, resulting in X 
times more content to search 

through

24/7, 100% Availability, high 
security due to sensitive 

data

Search is a must have 
feature but it doesn’t 

generate revenue per se
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A year ago: Search was the number 1 problem to be solved
(9 quarters in a row)

Search as a company challenge
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Today’s talk is about

Search is the 
number 1 

problem to be 
solved

Search is not in 
the top 5 

problem to be 
solved

Lessons from improving the search experience
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Strategise and align on a plan

Understanding Users & the Search Problems

Agenda

Build & experiment



Understanding Users & the 
Search Problems
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Qualitative VS Quantitative

Qualitative Quantitative

User 
Understanding
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🧰 Gather user 
inputs 1/3
Support tickets 

Tools & Tips: Qualitative
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🧰 Gather user 
inputs 2/3
Feature requests 

Tools & Tips: Qualitative
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🧰 Gather user 
inputs 3/3
NPS surveys

Tools & Tips: Qualitative
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🧰 Segmenting 
usage
What & how users are searching.
● Detecting search categories
● Understanding verticals specificity
● Behaviour per query type
● Identifying outliers

Tools & Tips: Quantitative
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🧰 Defining 
success metric
Hard to do in a non transactional search 
world. 

For email search we identify actions 
qualifying as successful.

Tools & Tips: Quantitative
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Qualitative VS Quantitative

Qualitative Quantitative

➕Generate hypotheses
➕Understand users motivations
➕Often already exists in your 
company tools (feedback tool, 
support tickets, survey, user 
research campaign…)

➖ Doesn’t represent all users
➖ Hard to scale manually

A great starting point

➕Testing hypotheses
➕Increase confidence in decisions
➕ Detect invisible patterns
➕ Reduce blind spots

➖ Hard to get the granularity right
➖ Can be time consuming

Powerful but costly



Strategise and align on a 
plan
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🧰 User 
journeyRepresents:
● steps and actions
● pain points 

In our case:
● 💔Complex experience
● 💔Missing results
● 💔Not able to filter results

Tools & Tips: Summarize your understanding
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🧰 Team 
workshop
Exercise to:
● Try the user shoes
● Identify other issues
● Kickstart ideation process
● Build empathy

Tools & Tips: Building alignment & empathy as a team
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🧰 Principles
Availability is a non negotiable. It’s a top priority.

The search journey is a funnel, garbage in = garbage out 

Search is full of constraints. Plan for them

Tools & Tips: Decide

To help decide what to work 
on

Simplify to amplify. 
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🧰 Prioritize
To optimize impact

● Reach: how many users & searches 
impacted

● Impact: game changer or a nice to have
● Confidence: how much we know about 

the problem and our hypothesis
● Effort: how much time it would take

Tools & Tips: Decide

Illustration when prioritizing the work on suggestion
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Outcome of the prioritization, but:
● Revaluate often
● Scope aggressively
● Keep some time for platform 

platform availability work

🧰 Roadmap
Tools & Tips: Plan
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🧰 Strategy 
docTell a story to rally stakeholders and 
create momentum.

● Summarize learnings
● Clarify business challenge
● Inspire

Tools & Tips: Rally stakeholders



Build & experiment
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Solving core problems before improving:
1. Building trust

○ Better availability
○ Less missing results
○ Better result interpretability

2. Reducing the complexity of the search
○ Removing unnecessary and unused feature
○ Simplify the UI

3. Improving 
○ Faster and more relevant search suggestions
○ New filters

💭 Learnings from some 
successful initiatives

Example
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Biased by our own usage
● Searching for files 

○ → not the reach we anticipated
● Removing calendar updates 

○  → not the reach we anticipated + heavy on the 
computation side

💭 Learnings from less 
successful initiatives

Example
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🧰 Experimentation 
framework
Accelerate impact thanks to higher 
confidence, faster

Example: Query backtesting tool



Key takeaways



Think beyond 
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Questions?

Stéphane Renault, search product manager
https://www.linkedin.com/in/stephanerenault2/
https://x.com/stuerenault 
 

https://www.linkedin.com/in/stephanerenault2/
https://www.linkedin.com/in/stephanerenault2/
https://x.com/stuerenault

