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00:00:00 Adam Fishman
English:

Onboarding is the only part of your product experience that a hundred percent of people are ever going
to touch. Good luck getting a hundred percent feature adoption of anything else in your product, right?
But onboarding is the thing that you have to go through in order to use the product. It's also the first
opportunity that you have as a company to deliver on the promise that you made out in the marketplace.
So | like to think of your brand is the promise that you're making and your product experience is your
delivery of that promise. And those two things have to be in lockstep with each other, or you're going to
have mismatched expectations and some really disappointed customers. So this is the first chance that a
customer has to be really excited or really disappointed in what they thought they were getting. So don't
mess that up.

AR ERIE:

#F35|S (Onboarding) BIREV=mALEF, H——1 100% NAFEHSZEMIINESD, BEILFRERNEHM
EAIIHEEXE] 100% HRAR, BEERRARIE, WNE? BFHFSISEMA T ERATmMAREHITIE,
XWEARE—RENEZRIMRET G EFTFRIAE. FRUREVIERBEERIRT TRERE, M min
RIRMZAENR . XMEBGARFTT F—H, SURIHINTHRFT, SBEFRKAE, i, X2
FHE—RBENSHUIPANSFRNARAERENME, HERRIIKE, I, THIRET,

00:00:55 Lenny
English:

Adam Fishman was the first growth and marketing hire at Lyft where he spent two and a half years
leading their growth efforts. Then he went on to lead product and growth at Patreon, where he spent over
four years building one of the most successful and lasting created platforms out there. And most recently,
he was CPO at Imperfect Foods. Today he spends his time advising companies on product and growth,
and he's also doing a lot more writing.

FRZERIE:

Adam Fishman 2 Lyft IBEEME— (G KMEHAL, MAERBETREFNNERASERIIF MfE, thil
A Patreon iR~ mitEK, EARENEFSZHEE, MITETBrRiRNERFANCFEETLIEZ— &
i, 3BET Imperfect Foods NEES~mE (CPO), IfE, MEBAFTAZRATRMURMEKAFENSE
1, BNERANTESRNESEL.

00:01:19 Lenny



English:

And in this episode we cover three things, his growth competency model, which helps you hire and
evaluate growth talent and also get a job as a growth person. We go deep into why onboarding is such an
underappreciated growth lever and all of the impact that you can have optimizing your onboarding flow.
Adam also shares a super cool framework for choosing which company to work at. Adam is hilarious and
he's so full of wisdom and | can't wait for you to hear this episode. With that, | bring you Adam Fishman.

FRCERIR:

AR ER, BITEERZE=1FE: BEAEMHN EBKMENERE” (Growth Competency Model) , ERIEL
EEFBEAITEIEKAL, WaEBRIREIEKRUNIE. #E, BITRRANRWAGAFHFSISE— R
RAGRNEKATH, URMEHFSISREZEEFTRNEARTM, Adam RE2RZ—"EBEEVIES, HIRfENE
BENBHNAE. Addam ENBERHE S, REARFEILARFEX—&. THEH, iLEIWD Adam
Fishman,

00:01:50 Lenny
English:

This episode is brought to you by Coda. Coda's an all-in one doc that combines the best of documents,
spreadsheets, and apps in one place. | actually use Coda every single day. It's my home base for
organizing my newsletter writing, it's where | plan my content calendar, capture my research, and write
the first drafts of each and every post. It's also where | curate my private knowledge repository for paid
newsletter subscribers, and it's also how | manage the workflow for this very podcast.

AR ERIE:

AEITTEHH Coda BB, Coda B—REE—XMIEA, ERXHE. BFRENNBAREFHNLRET—5,
Efr L, JEXREERA Coda, ERHRESHEBNNALE, REXEMVATHA. BRMARER, HiE
EE—RXENR. cRHRNNGFITHEBEMANIRENMS, REEREREEXIMERTNIER.

00:02:17 Lenny
English:

Over the years, I've seen Coda evolve from being a tool that makes teams more productive to one that
also helps bring the best practices across the tech industry to life with an incredibly rich collection of
templates and guides in the Coda Doc Gallery, including resources from many guests on this podcast,
including Shreyas, GoCool, and Shishir, the CEO of Coda.

FRCERIR:

XLEFER, FHUWIUET Coda HEE, ERMNE—NMESHEF~HWIA, FiEd Coda X ERIREFERIE
RFNIERT, FHEHRIHHITIAIERERE R, XERREESBERIFZEZENDE, il Shreyas. GoCool, L
K Coda BY CEO Shishir.

00:02:38 Lenny
English:

Some of the best teams out there like Pinterest, Spotify, Square and Uber, use Coda to run effectively and
have published their templates for anyone to use. If you're ping ponging between lots of documents and
spreadsheets, make your life better and start using Coda, You can take advantage of a special limited time



offer just for startups. Head over to coda.io/lenny to sign up and get a thousand dollar credit on your first

statement. That's C-O-D-A.I-O/lenny to sign up and get a thousand dollars in credit on your account.
R EIE:

& Pinterest. Spotify. Square 1 Uber X#FH—REIPAEBEER Coda RERMIEIE, H AW T HERAER
HtEIR. WNRIRDBERENXEMBFRE ZBIRETR, BFA Coda it EEFERMIE, MAERTUAER
E I I R BMRELE. 1518 coda.io/lenny 7EAf}, BIRITEE KWEHIRIE 1000 ETaVRNTNE, i2F
& C-0-D-A.I-O/lennys

00:03:16 Lenny
English:

This episode is brought to you by Linear. Let's be honest, the issue tracker that you're using today isn't
very helpful. Why is it that it always seems to be working against you instead of working for you? Why
does it feel like such a chore to use? Well, Linear is different. It's incredibly fast, beautifully designed, and
it comes with powerful workflows that streamline your entire product development process from issue
tracking all the way to managing product roadmaps. Linear is designed for the way modern software
teams work. What users love about Linear are the powerful keyboard shortcuts, efficient GitHub
integrations, cycles that actually create progress, and built in project updates that keep everyone in sync.
In short, it just works. Linear is the default tool of choice among startups, and it powers a wide range of
large established companies such as Versal, Retool, and Cash App. See for yourself by product teams
describe using Linear as magical. Visit linear.app/lenny to try Linear for free with your team and get 25%
off when you upgrade. That's linear.app/lenny.

FROCERIR:

AHEATEHA Linear 28, WLiE, MIMEANRIBIEERTAR (Issue Tracker) AIREHARITH, ATAERER
WEMIRER, MABESBIR? ATLARERGRBETEE? Linear IT2RE. BERERME, &itHHEE,
HEHERANIIER, AIUEHMIERIEERE~ RIREEEENENFA1ZTE, Linear EAMAREGHFBI T
EARMILITH. AP &REW Linear Bt A FHBRANIER. SMH GitHub 5. BEEIE#IHEN
“FEI#R” (Cycles) Ihge, UNILFAIBARSETHABEMBEEH. BM=Z, EMEFH. Linear 2¥I18IAF
HEIXETHR, 7 Versal. Retool #l Cash App EAELANBRELRF. FEEEBEATATRARSA
“WE” KA Linear, 4iA linear.app/lenny &ZiXE, FKIIERIZER 25% B0,

00:04:26 Lenny

English:

Adam Fishman, welcome to the podcast.
R EIE:

Adam Fishman, SRR AFEZR,

00:04:30 Adam Fishman
English:
Thanks for having me, Lenny. Super excited to be here. It's a pleasure to be on chatting with you today.

FRCERIR:



HHEEIEH, Lenny, IFENMEREREIXE, SREMRIIREIHBIRS,

00:04:36 Lenny
English:

It's even more my pleasure. Thank you for being here. To set a little context for listeners that don't know
too much about you yet, can you spend 45 seconds giving us a little overview of all of the wonderful
things that you've done in your career?

AR ERIE:

HXEHBRE, BFHROEIR, ATHBLEERT BRI REH—EER, (REET 45 WEEERETA— TR
BRP & E RO RO AR EEAB R R 11D ?

00:04:50 Adam Fishman

English:

Sure. I'm setting my timer for 45 seconds.
R EE:

RIEE, FIRE—1 45 PEYITAT RS,

00:04:53 Lenny
English:

And, start.

R EE:

9, FHik.

00:04:55 Adam Fishman
English:

So I've been the Chief Product Officer and VP of Growth and Product at a bunch of different companies
Imperfect Foods, Patreon, Lyft, the precursor to Lyft which was Zimride to name a few. Now, | do three
things primarily, I'm an EIR at Reforge and a program partner, which means | create courses. | run an
advisory practice on growth and product strategy, which keeps me pretty busy, and then | recently started
a newsletter which was pretty much inspired by your work in this area over the last several years. Those
are the three pillars of my life these days, my professional life at least.

FRZERIE:

BREESRATEAEFESRE (CPO) LUSKEKSMmBEIS8, B84 Imperfect Foods. Patreon. Lyft, X
X Lyft WETS Zimride &%, W7E, REBEM=HF FKE Reforge WHERIK (EIR) MMBESMUA, AR
ARIFE;, BEEE—RXTEKN~RERBHNESIEAE, XIERIEBILE; RERELH T —HREER
(Newsletter) , XERARZE LRZIMMIE/VFEEZMIATIFNELR, XMERBREEN=1%1F, EDER
AWAETE S EEXRF.



00:05:31 Lenny
English:

Nailed it. Wow, that was very contained and clear. Let's plug the newsletter real quick. What's the URL? Is
it fishmanafnewsletter.com?

FROCERIR:

5BR., K, EEE&KEW. REEEF—TIRHNEENE, MIETA? 2 fishmanafnewsletter.com 13?

00:05:39 Adam Fishman
English:

It is fishmanafnewsletter.com. | am blessed with great initials that allow me to have that name for a
newsletter.

AR ERIE:

%58, T2 fishmanafnewsletter.com, FRFIE, BWBFHES (AF, EENXEEBEREENMNRIESHEE)
NIgFEELE XN R FRAEIEIZ =,

00:05:47 Lenny
English:

It's not obvious. Adam Fishman AF. There you go. That's the acronym. And then in terms of the advising,
just to set this expectation, are you looking for more clients or are you capped out? How should people
think about that as they listen?

AR ERIE:

HMERERR, Adam Fishman AF, XMBES. XTEWIWSS, ATILIARE N, (RIEEEIHHE
Fig, Z2EZHRT? ARFHIHENIZEAEE?

00:05:58 Adam Fishman
English:

Well, I'm pretty busy, but it is a bit of a revolving door, so there's always some pipeline. So even if | can't
work with folks right now, sometimes it makes sense for me to work with them a few months down the

road. So always open to new interest and learning about new companies.
FRERIE:

e, BHSSEITH, EXmE M RR], S -EunA##EL ., FAUEMERIELEMAREE, LA
[ERIREMBINE T o FRUIRIBA X FHHIEBM T B AR A RS E.

00:06:12 Lenny
English:
All right, great. We'll share how to contact you at the end of this and it will be in the show notes.

FRCERIR:



KiF 7o BNSAETEREAZEMFNEKRAL, HEBETEENTE.

00:06:15 Adam Fishman
English:

Awesome.

FRCEE:

XiET o

00:06:17 Lenny
English:

One question | wanted to ask off the bat is, Lyft, you were there super early. | imagine it was an incredibly

wild ride. I'm curious, what's the most tangible memory you have of your time at Lyft?
FEiE:

HOEERN—NIEZ, RE Lyft IZIFEFHRERET . BBEB—ER—ERRIENIRE. FKRIFE, R
£ Lyft BBl &A% REEKBICIZETA?

00:06:29 Adam Fishman
English:

| have a ton of memories from the almost three years that | was there, but I think the biggest one, and
probably the most tactile or memorable thing was when we launched Lyft, when we were bringing it out
of private beta, we had this press event at the office, which is in Soma, and it had these doors, these big
huge garage style doors. And so we opened them up and we actually drove a car into the office with a
pink mustache on the front of it, and then a bunch of drivers piled out of it and met the press members
and were high fiving people and stuff like that. And then we also served a giant pink mustache cake at this
event. So of all of the things there, that one sticks in my head the most.

FROCERIR:

EMERNE=FEE, HEXHNEIZ, ERIANRER. REK. RETH—HEE Lyft EXLHAIAY
&o BN BLERAN, ET Soma WAREENT —HEREN. DAEEBHERNEENKIT,
BT, BERB—MEFHTDAE, FRESRMISENNEAF. AR—BAVMERELEK, M
IRARRIE. TEZEN. EHMHHANERHBT - EANHBAFER. EREEFEFH, X—BEHM
BEERRR.

00:07:14 Lenny

English:

I love that. | hope there was no hair in this mustache cake.
R EE:

BT, RELERNMAFERELEENAD.



00:07:18 Adam Fishman
English:

No, no, there was not. It was delicious.
R EE:

T, K, BH, HKEIFIRT -

00:07:21 Lenny
English:

Okay, awesome. Another question | always have for folks that worked at Lyft or at Uber is how they feel
about Super Pumped and what it is like watching that, if you've seen it, what it's like watching the story of
Uber and especially working for Lyft.

AR ERIE:

W, XET. B—ERRFBLETE Lyft 3% Uber TEEBIA— Nl 133 ER (#83R) (Super Pumped, #
iR Uber 8ksE) EABR? MRMRELRE, FA—NE Lyft TIEBIMA, BE Uber WEEHRIR L XERMTA

pr?

R I C

00:07:35 Adam Fishman
English:

Yeah, | have seen it. | actually read the book first. I've been a pretty big fan of Mike Isaac, who's the New
York Times reporter who wrote it. So I've been a big fan of his reporting for a long time. | connected with
him a bit while he was writing the book, and | would say, there were parts of it that were painful. It was
like renavigating, relitigating a history that | had lived through already. And so much of that story was
stuff that | had experienced pretty regularly while | was at Lyft battling against Uber.

FROCERIR:

BH, ZED, HEMBRIBRTHBER, HE (HALO8HHR) 12& Mike Isaac FIELH 2, PREMEH. X
AMBIRERAT, MMESBMERITERRT. HRY, EXHBRIGLERIEHEEN. XMEREREZ
A ENMEMA-—BREZEBLEFIEINHLE. WEPHRSET, MERE Lyft 5 Uber RRHIRIZEZHNE

=
Bo

00:08:04 Adam Fishman
English:

So one part of me was like, "I remember that. God, that was hard." Another part of me was happy to see
that all of the things were out in the open finally, things that were hard to talk about about competitive
practices and stuff like that and just shady things. And some part of me was happy that it was out there.
And then one other thing separately, so | actually was interviewing with Joseph Gordon-Levitt to be an

advisor with his company HitRecord while he was filming Super Bumped.
FRERIE:

FRAZB—EBRRER: “WICHERHESE, XM, SHEME” 5—MoBEVNZREMNEEMEXEEFLT
DT, SEBEEUBANRSFERM—ERAEE, ROERMEUXLERERISELFK, SITEHBE:



2 Joseph Gordon-Levitt (JGL) 7E#RiE (ER) HAlEl, HIEFEEIXMAT HitRecord BIBRIA]IER 1L,

00:08:35 Adam Fishman
English:

And we had this conversation over Zoom when he was on break in between scenes of filming the show.
And for those who don't know, he's the guy that plays Travis Kalanick, the CEO and founder of Uber. So he
did this interview with me and he was in his trailer on set, fully decked out as TK in his look with his hair
slicked back. And it was really funny and also cool to see him in this context. And he is probably the polar
opposite from Travis Kalanick. Obviously they're both super successful, but JGL is a really down to earth,
nice, very family-oriented calm guy. So anyways, this is a funny story of my time meeting and
interviewing with him.

FRCERIR:

FAVE Zoom EEIRIEHR, MHIEATFHIZIZEINKRERE, X FRLERFERIAN, HRIZEHE Uber BIIEA
F& CEO Travis Kalanick (TK) BYES. PRUAMMEIAIREVENE, [ELERGNEER, 252 TKER, X
ARG HAER. ERMERTUIMENREEBRE. MAMA ARG Travis Kalanick T2k, 22
ffIIERIRARZN, (B JGL B— P IFEEMR. KE. MXAERBHA. 22, XRHEHAIHI—KREE,

00:09:19 Lenny

English:

That is amazing. Did you slip in a couple Lyft facts to help Lyft look a little happier and better?
R EE:

AT T, ESEINEZELM—LXTF Lyft B, Fit Lyft TRIEEEREEE—K?

00:09:26 Adam Fishman
English:

| did. We talked a bit about that journey and | asked him some questions about how he prepared for the
role and stuff like that. And so yeah, it was pretty fun. We swapped some stories and stuff. So yeah, it was
neat.

AR ERIE:

BRI T o FAVI T EIARERIRAE, Fethin) T —EXTFHMAEEXMERZENRE, FRUEN, #ER
B, BT —LERE, BERE

00:09:37 Lenny
English:

Fun fact, my mom wanted me to dress like Joseph Gordon-Levitt and | was like, "I should look like this
guy. Wear some vests. This guy's looking good. Looks like you a little bit."

AR ERIE:



BE—4: REURIAEILIREFFE Joseph Gordon-Levitt BiEE, HBHF: “BRZFEFEXRN, FREOLMH
248, tERERRIN, MEKSNREERK”

00:09:48 Adam Fishman

English:

| see that. | do see that. That's awesome. Way to go, mom.
R EE:

BRERET, BEBERK. XHET, BIEBEFR

00:09:51 Lenny

English:

Yeah. Then I'll follow her advice. Maybe | should have.
FRCEIE:

W, BEBIHAIE. BIFREZXAMT .

00:09:54 Lenny
English:

Yeah. Okay. So transitioning to the meat of our chat, there's three things | wanted to spend our time
chatting about. One is your growth competency model, which essentially is this post you wrote recently
that tells founders how to hire and how to evaluate growth people. Two, | want to chat about onboarding
flows. You have a lot of really interesting experience optimizing onboarding flows and the impact that's
had. And then three is how to choose a company to work out. You've chosen a lot of really interesting

companies and you have some cool insights around how to think about that. Does that sound good?

AR ERIE:

8o MARANBNNIREOIZOAS, ZEEREW=HFF, F—2MHN “EREEHRE" , XBXLEERR
EEN—RXE, SIFEIIBANEBREMNTEERAS . £, HEWIFHF5I1SRIE (Onboarding flows).
REREHFSISRAEREFENEZMAEERSFEZAENZN, FZBNAERNRNAT. REFRIR
ZIFEFENQE, HFNABREXINRE, A —EREEHIIF. ImERAILG?

00:10:27 Adam Fishman
English:

Yeah, it sounds great. I've also chosen some bad companies in my time too, so we can talk about the

good, the bad and the ugly.
R EE:
T8, ITRERRE, HtERE BRI RE], PRUAT TR LANEDGF8Y. HFRVF] HFERY—E.

00:10:32 Lenny



English:

Okay, excited to hear about that. So first we talked about this briefly. You've started to do a lot more
writing. You have this newsletter at fishmanafnewsletter.com, and you recently wrote this really epic
piece called the Growth Competency Model, which essentially lays out what to look for in a growth
leader, how to hire, how to evaluate, what to concentrate skills on? Things like that. First question, just
what made you feel like you had to write this? What mistakes have you found founders make when hiring
and evaluating growth leaders?

FROCERIR:

g, RS XE, BX, HMNEGEMIIX S MABTESZHNRAT, RHE
fishmanafnewsletter.com EE MR EEN, MEES T —RIFEEANNE, WE EREEHRE), €
BEALERTEFHERATARNZEEFA. NFAEE. MFATE. KENZEFEBESEEFS. F—
Mo B ALLRRBBAETXBXE? RAMEIIRAEREBITHEKAT AR EIEMLEEIR?

00:10:59 Adam Fishman
English:

Yeah, so first I'm going to put up my new background here, which is my growth competency model
background. For those watching on YouTube, | have a funny graphic in the background for this. So | guess
the reason that | wrote this, there were a few reasons that | wrote it. One is it really felt necessary to write
it. And at first it's, | don't think I've ever come across this type of canonical reference before around how
to hire and plan for growth. So that's number one. | didn't think it existed. It needed to exist.

AR ERIE:

78y, BARER LBROHESR, EMERMEKBENEREEESR, ¥FE YouTube EXENMALR, FALbAE
HET—TEBNERE, ETRAEXRXENRRE, BXA/lR. £—, RENIGTELES, &9, KRERF
HEMRIE X FUFBEEMMANE KNIMNESEZR. IUXEE—R: RNNEREFE, BEEFER
o

00:11:32 Adam Fishman
English:

Two, as an advisor and someone who has held the head of growth role many times, | get asked this
question a lot. | get asked all the time about how do you hire growth people? And it's usually something
like, "Hey, how do we find you but 10 years earlier in your career?" And it feels like that question is
missing the first principles approach to hiring a growth person. And if you're doing that, you're just
pattern matching to me. And | may not be the best person, right, or somebody who looks like me may not
be the best person. So | think we're missing that.

FRZERIE:

B, FA—RR, URSTIEEERATANA, BREBRAFX N SEARZK: NAHEEERKA
7A? BERLER: TR, FNVEARKEGMR—F, BRTFRIEER 10 FMEHA? 7 RESXMIREBEE
THEERATHN “F—HRE" . MRMRIARERIIZF, BRIAZBEHITRINLE, EXAIEHFER
BEMAL, FEKSERNAEFT—ERKREGEN, FIURRFRIRK T XEDEE,

00:12:09 Adam Fishman



English:

And then third, one of the programs that I'm currently creating is around growth leadership. And so I've
been thinking a lot about what it takes to be an exceptional growth leader, how you hire other people
onto your team and create balanced teams. And this is going to be a really important component of that
program. So it was just really top of mind. So yeah, that's why | wrote it.

FRCERIR:

$=, HEMNEEARN—THERXTERASIE. FAUR—EERENAMNAN—R FHIERARE,
NI E RS E B R A SR FEHIEA. XRBBZMBEN— M EEERNAEMI D . FIUXESR&EL—
BEREREZNER. XMERSEHER,

00:12:30 Lenny
English:

Let me ask one quick question and | think you were about to start answering one mistakes founders
make, but | guess it's less of a question. | know this was built on another model for product management,
which is really awesome. And | love that there's this growing fountain of career ladders, competencies per
function. And so | don't know if there's been one that's really great for design and engineering, but | love
that this is happening. And so first of all, | just want to say | appreciate that you put in the time to think
this through.

AR ERIE:

IR R — PR, FAAREESEZIBABILRER, ERBXEGE— TR, RNEXMIEZE
FE—ITraEEREETRN, XENRE, ZREHMEFZIMX TR, SIREMEDRNRIRERE
%o HAMBRTMIRMAERESHEXAEFNRE, ERRERNXMEE. FAUER, FBRRFREGIRE
BHEIR N B XL,

00:12:54 Adam Fishman
English:

Cool. Thank you. Yeah, and | do think we need more of these. | think we need one for marketers, | think
we need one for engineers, designers, research probably, there's probably a bunch of functions that
could benefit from some canonicalized resource around this stuff. So yeah, some myths and mistakes that
| think founders made and that I've made. I've definitely lived through some mistakes. A few experiences
where | was hired into a company where the founder had really messed up expectations of what a growth
person should be doing, what | should be doing. And | wanted to set the record straight for founders
because they are the folks who hire for this and other leaders.

AR ERIE:

XiF7, B B8, BRUIAANBENFTEESXHENRE, EHEAL. TR, &M, AIEEEHRAR,
HEE—N. AUTREBRSIMEMEMIMIEUNZ RPR D, XTEBRABENHEIR, UKFKESIEIH
&, BAEEHI—E, BIURERATER, Bl AMERARNZEHA. RN EZBITAEETEEIR
BUFIEA. BN ALER, EAMMNEEEXERUNA, ERSEHRRMILL,

00:13:34 Adam Fishman

English:



So one example that comes to mind is, | did a very brief stint at a company called Wyzant, in between Lyft
and Patreon. And the founders of that company, so Wyzant was a tutoring marketplace. It was acquired
by a company not too long ago, so it's now part of a bigger learning company. And the founders of that
company we're looking for what | would call a silver bullet strategy to their growth challenges. And what
they really needed, and | was naive and didn't think about asking these questions or about evaluating
this properly, what they really needed was to create a strategy to add on new growth loops and a system
for how to execute against that strategy.

AR ERIE:

HEE—1MFF, 7E Lyft # Patreon 28], HBE—KRZN Wyzant WABEE T EL, Wyzant 2—PMREH
H¥a, FARKEET, RER—HKAEFEIATN—ED. BRABNEIIEALIEEIHIKFMENFER
IBRPRARRY “SRIEZRER” (Silver bullet strategy, ¥EHRERZ), MMEERTEZN—HRNFKRXE, B
B X R e #HTIE HBITE —— 2R E —EEINFIEKIF (Growth loops) BYHREE, LIKR—EHITIZREER
R

00:14:13 Adam Fishman
English:

If we had talked about that as part of evaluating each other, as part of them evaluating me, it would've
given me a lot of confidence that it was the right hire to make. But the problem was they didn't approach
it that way. They didn't ask me those questions and | was too naive to recognize that, "Hey, they're not
actually evaluating this with the competencies that you would expect for a growth leader." Executing a
growth strategy takes time and patience, and they didn't really have it. And overall it ended rather
unsuccessfully. | helped them build this office in San Francisco, hired a bunch of folks, we actually closed
down the office. | had to lay off a bunch of the people that I'd hired, including myself, which wasn't
particularly fun. And I think all of it comes back to that they didn't have a really strong set of criteria on
what it meant to hire a great growth person. And so if | can help even just a little bit with founders making
that decision better, it'll lead to fewer mismatches | think in the hiring process.

FRCERIR:

RBNNENEEETENKE TX—R, REEEEOXEERER. BRERMITIEXEM. tilg
EEARLRE, MBLAKRE, &RIRE: TR, X LEHSERRIEKATANENMENFTE.” #
THEKRBRFZERENMC, MEMHFLE. S8KR, BBREREIERK. HEMNERSLWEILITHA
E, BET—8A, ER&EHENXATHAE, BASFRETRENMEA, 2FHKAS, XEN—REBF
Fin. HIANX—ERALETRTRE—BEXTNEABERFBERATBERAITTE, FrLl, MRIEETHMEE
BB N EFRURR, FOANBEIEFREEM IR,

00:15:11 Lenny
English:

Awesome. Let's get into it. What are the components of this model? And you can put it back up again for
folks to follow along in the background.

FRSCERIF:
KET . UBRITENRIT— T X MERMARZED EMLE? (RE]UBXIBE SRER, ItAREES.

00:15:18 Adam Fishman



English:

It's coming back.
FEiE:
BREXT,

00:15:18 Lenny
English:

It's like a TikTok.
FRCERIE:

748 TikTok —#%,

00:15:19 Adam Fishman
English:

The whole thing looks like a big circle and there's four wedges in that circle, four equal parts. And | think
that answer of what are the components, what should people look for, really, I'll give the PM answer,
which is it depends. And what does it depend on? It depends on the state of the team and where the skill
gaps are. So the goal of the competency model is not to find a unicorn human being thatis an 11 out of 10
on every one of these things, because frankly, that person doesn't exist. | am not an 11 out of 10 on these
skills and | have been a growth executive at many companies. | consider myself to be pretty good at the
job. The goal is to create a well-rounded team so that you're hiring and balancing skills across your team
and that you don't have any gaps in your portfolio.

FROCERIR:

BIMREEERG—AEE, EEENIMBEXE, IMEFNHD. XTAMSOZRTHA. AMINZIFK
fta, HIBHH—THEEN~REE (PM) R[EFE: MBERME. BURTHA? BURTHEPARIRSEERO
MR, MENRENETAEREIN—NES—TLEEZD 1159 (HD 105) B “MAES” AF, RiiE
Bif, XMAREFE. REAERE—THER 119, ERELERSATNEEIERKSE T, RIANBSHEF
R, BfnEtiZ2—N2EIERA, XA ITERRA P T EiaE, MWRMH “REEHT” FRBRER.

00:16:06 Adam Fishman
English:

And so when you think about it, there are four main components to the growth competency model. And
the four big components or buckets are growth execution, customer knowledge, growth strategy, and
then the last one is communication and influence. And each of those has three really specific skills. And
so to give an example, let's break down growth execution for example, which is one of the very first ones
that you should be good at if you're a growth practitioner. Within this competency grouping, there's three
individual competencies that are channel fluency, experimentation, and what I'd call productizing
learnings. And so you can evaluate and ask questions to understand how good people are at these
different things and what their experience has been with them.

AR ERIE:



FRLL, EKMENEEEONEZAMES. XOPAREDFIZ: EEKHIT (Growth execution). FEFHIIR

(Customer knowledge) . KB (Growth strategy) , &fa— W BES &M/ (Communication and
influence) . 8—XTEIHE=THFEEFXNREE, FMIF, LR —T EBKHIT , XBEKMIE
RANZERKNMEZ — EXTMHEANANF, E=TEAKNMES: REHRHKE (Channel fluency). 5=
9867/ (Experimentation) AKRILFTIBHY “FRARFamit” (Productizing learnings). fRE]LGES ITF&HF1IE
B3R T AT LS BB KIZE UM IAE X250,

00:16:54 Adam Fishman
English:

So in productizing learnings for example, one of the key things that a growth person has to do is generate
hypotheses, learn from those hypotheses and then translate that into changes that they're making in the
product. And you want to find somebody who has a track record of at least understanding how to take
something they have learned that might be an experiment or something that's very NVP and turn that
into something that has hooks into different areas of the product. And so that's a critical skill to evaluate.

And one of an example, the overall set of competencies.
FRERIE:

M RFREFmE” A, BRARHZOIFZ—2REEERKE, MRISHFES, ARBEEUNT AP
oo IREEX—TEEXZRNA, wEVESUARFINGA (TRE— 1 REH—NEEIHR MVP)
RUNEBENT B AEKIENIIE, AIUXE—IREIHEIXERE. XREFBENSEPH—F.

00:17:26 Lenny
English:

To throw in a question real quick, is one way to use this model, coming back to your Wyzant example
where there's of course misalignment between you and the founder to sit down and look at this circle

here and be like, "Here's where I'm strong, here's where maybe we need to hire someone to take over."
FZERiE:

POERE— A, EIZIRERIRY Wyzant B96)F, SERAGILAZEEED K. EAXMERN—MMAAZER
BYTHK, BEXTEHENR: “XEBFREROMSG, XBRINATEFTERARLTHMS ?

00:17:41 Adam Fishman
English:

Yeah, absolutely. You can almost use it as a reverse interviewing characteristic and say, "What are the
competencies you, founder, CEO, care about? What's really important to you for the first person in this
role? Or the expectations that you have of what | will bring to the table." And then you can be really
candid about what you're good at and what you're not good at, where you're developing. So yeah, | agree
with that for sure.

FRCERIR:

T, B3R, MILFRALUBESEFE—H “kREEid” WITE, |: “GI35A. CEO, FEEEMLMES?
HFXMRUNE—TA, RANAFARER? HEMRWYEETRORBEEFTARE? 7 ARIMREIUIFEER
WRRIRER A, NMERHA, URMREBLESEEEED . FIUKRTERERX—R.



00:18:06 Lenny
English:

Awesome. | know this also plays into evaluating your performance and it could be like, "Hey Adam, here's
the three things that we want to focus on in the next cycle."

FROCERIR:

AET, BAMEXWEIUABFERITE, thal:  “IR Adam, XREMNELEMRET—MEABRERXEN=f
$o”

00:18:13 Adam Fishman
English:

For sure. Yeah. It's really a good foundational framework for being really concrete and specific in the
feedback that you provide someone. So rather than saying, "Adam, you really need to be more strategic."
Everybody's heard that at some point and it's like, "Well, what do you mean?" You can say, "Hey, we need
to work on the area of growth strategy and that means | need to see better modeling of loops out of you,

better understanding communication of what those loops are." And you can give really concrete
feedback.

AR ERIE:

LA B, EMER—MRIFAIEMAELR, FILULRAHMNRIRIEE BEXBH. SHY “Adam, (RENFE
BEEHERRE (B PABIMIXME, AROE “RIERGAARE? 7)), FElR: 98, HNFEEEKR
BRAE IR, XERERFEFIMBEBIFEKIMER, St aBaXEREtA.” XEIRREE
4o tHIFE B AR R 15,

00:18:44 Lenny

English:

Awesome. So we've talked about growth execution, What's next?
FRCERIE:

KiET. HNBLWTEKHIT, ETREMFA?

00:18:47 Adam Fishman
English:

The next one is what | would call customer knowledge. And within customer knowledge there's a set of
things and really this is about data fluency and instrumentation, understanding user psychology, which is
a big one, and then this idea of being able to experiment and learn over time and how you develop your
narrative and your creative approach to talking to customers. | love user psychology and it's one of the
things that | think attracted me to growth and to product. | studied consumer psychology when | was in
college and I'm just probably would've been a psychologist if not for a growth practitioner, which is a
weird other approach | could have taken in my career. But-

FRCERIR:



T— 1T REMBEN “EPHMIR . EEFHRPEE—RIAE, BORHERAEEMES

(Instrumentation) . EfEEFPOE (XE2—1MAM), UNEBHEENEHRZH#HITLENFS, TEINAME
NEMBUENAXERFBE. BRERFPOES, B&%W%lﬁi&)\itﬁ*ﬂfi:ﬁ:’*ﬁiﬁﬁ’\]ﬁ?—lz—o BEX
FRNFHNEHEEE VRS, NRFERTIBEMIE, BEABSAAI—BOEER, XAgEKREENS
— IR RE. BR—

00:19:35 Lenny
English:

It's not too late to pivot.
FRCEIE:
MIERLBIE B,

00:19:37 Adam Fishman
English:

... Second career. Yeah, actually, announcing today I'm pivoting the newsletter to just talk about therapy
and psychology.

rhCERE:
""" J:FE%:HRﬂo TLEEE,\J’ gg’:t, ﬁ@%ﬁ*ﬁﬁﬂ'\]Eﬁ%ﬁiﬂgﬁﬂ?\ﬂﬂﬂlt\fi‘;ﬁﬁﬂll:ﬁi??o

00:19:43 Lenny

English:

Yes. This is going to be the title of the podcast.
FRCEIE:

KIFT o XA NZAEREZRVARRL,

00:19:47 Adam Fishman
English:

Awesome. So like user psychology, | think one of the things that people don't easily understand is that
most people come to your product with an emotional frame and a lot of people want to appeal to their
logical brain right away. And the reality is, don't do that. And so you have to understand the mindset that
people are in. How low are their lows? How high are their highs? Why are they seeking out your product?
And it often, as | mentioned, stems from some emotional challenge that they're having or something that
they're seeking. And it's not because your product is the best chat bot or because it gives the best
answers. There's a different thing that they're trying to solve. And only when you address that can you
move on to those other things. So that's the second competency is, customer knowledge.

FROCERIR:

KiET. XTFAAOEZ, RUNANFEZERN—RZ: REBRAFERRBERKIRN~mERT, MR
Z NANBIZFEMITIBZE AR, ALE, THIXAM. MATIEBANPLBNOE. WIINREES



]? fNSIEEZE? tITATAEIHRMNTR? ENHEIN, XBERTMNEIRHNERERIES
RHIER, HAZBRANMIT RBRGFIIIRTEA, HERNEELHRIFNER. MIERROZS—
HE. RELAMBRTIBNIR, RAEMRSEIHCHEMER. FMUAXMEE _BMES: ERMIR,

00:20:34 Lenny
English:

It reminds me of something | mentioned on some podcast recently, this tweet that one of the Collison
brothers tweeted about how user research is often misunderstood in that people think you do user
research and that informs what you build. And instead the way you think about it is user research informs
your model of your customer and that model informs what you build.

FRCERIR:

X ERERREEEMEEPIRIIN—MHE, Collison iz (Stripe BIAAN) Z2—ARE—&KH#ER, HAPH
REBWIRME. MPANTBBARREN T BEREMBET 4. Bk, (RNZXFE: BRARRENT T
EMNEFEPARIRE, MABMEREARE T IRBESMH 4o

00:20:56 Adam Fishman
English:

Exactly.

FRCEIE:

o

00:20:56 Lenny
English:

And the more user research you do, the more your model evolves to help you understand the customer.
And that's been really helpful for me because | never thought of it that way.

FROCERIR:

RSB ARES, (REREREEERL, MMABIREFEER . XXNHIFEEED, ERFURTMEMRX
TMREREL,

00:21:04 Adam Fishman
English:

Yeah. | think that's a great example. Seeking the solution in a customer interview is never going to work,
right? You seek to understand and then you take that away and you can think through what the model
should look like and how things should change as a result. Yeah. That's great. | can cover the third and
fourth competency-

FROCERIR:

Bl HWANXZB—MREFHGIF. EREFIDKRPERINBRSRZTER, WE? RIROIEHE, A
EHREXMIEFLERERBENZEH AN, UNERNIZNANRE, B0, KiET, RAUNABE=NE



POBREE N —

00:21:24 Lenny
English:

That's good.
FRCEE:

89

00:21:25 Adam Fishman
English:
...and I'll try to be a little more brief on that.

AR ERIE:

00:21:27 Lenny
English:
No, no. It's good.

RS ERIF:
r, &, #EF8,

00:21:28 Adam Fishman
English:

The third competency is growth strategy. And now the third and fourth competencies | would say are a bit
more advanced topics. And again, remember when | said people index higher or lower on these as they
go across their career, | would expect a more junior growth person to not necessarily be a 10 out of 10 on
strategy and communication. These are things that you really have to work at a long time. They tend to be
softer skills in a lot of cases and you learn best by either getting it very right or getting it very wrong. And
so you've got to put in the time to develop these. But in growth strategy, there's three. The first one is
growth loop modeling. So really understanding how you grow and where you should be spending your
time. What acquires users? What retains them? What monetizes them?

AR ERIE:

BZOMAENR WEBKRE . WAAE=NEETHENEHNSR—LEER. BREE, ENFRZAR
B9, MIFERWEENTREME, EXERENEIZESR. RFEE— MG KA RTERIEE L6
E3 10 9. REEFEKHESN. ERZBERT, ElIEMm TRk, MARED “K” 5 “KK” #
INAARS. FIURGIRANEERER. EEKKRER, =R F—REKIFEE (Growth loop
modeling) , BEIEEHFMZINAEKE, URIMNIZIEERERE. TATRNAR? TATEZBEAR?
FAEZIR?



00:22:18 Adam Fishman
English:

The second one is capital allocation and forecasting. This is basically where are you deploying either your
money, your people, how are you managing the portfolio and how are you projecting that out into the
future? And that's a really hard one. You have to become best buddies with your finance friends in order
to do that. And so anyways, that's capital allocation and forecasting. And then the third one is
prioritization and road mapping. So you have to be able to sequence the work much like in building a
product, right? Building your growth strategy, you have to sequence it. That sequence has to make sense
based on your growth models. You have to have the capital or the people to allocate to that stuff. And you
have to be able to build a series of hypotheses in a series of solutions to test against those hypotheses so
that you can learn and then productize to those learnings.

FRSZERIE:
FZERERDESTN (Capital allocation and forecasting) . XEZ& L 2IERIBEESHANBRNIIHE,

RIMAIEEXNMAS, MURMFRMETTIARNER? XB—NFEENTET, ATHEIX—R, RIS
BN ERRAKE . 22, EMBRARDESTHN. B=ZRE2RAEHFSBEERE (Prioritization
and road mapping) . fRTEEBLHELIERERINGT, MEITE~m—E, WIE? GIEE KR, Rom
HiFF. XNRFOAETIREERERA BTN, MUTEATHANKDEEXEFRB L, RATEEBE
T —RIRIRH—RIIBR S ZRNAXERIR, WEFS, ARBEXEFIRR"mb.

00:23:09 Adam Fishman
English:

And there's a lot of ways to test this stuff. Situational, behavioral, interviewing, | talk a lot about this in my
post on hiring growth. There's like very specific questions you can ask to understand what people have
done or what they might do in different situations. There's case studies and things like that. So that's the
third one. And then the fourth one is communication and influence.

FRCERIR:
MAXLERNBERZHZE. BREEER. THER, REXTHEBERATNXEFYNTRS, REJE—LIE

BEGNEAY, RKTRAMIERFER FHUEHARTEEMA 4. TERFMRZLN, XHELE=1. &
N IE S I,

00:23:29 Adam Fishman
English:

And | would say, | think you probably know this as a PM, influence is one of the biggest and hardest skills
to develop. It's no different in a growth practitioner and in some cases it can even be harder because
sometimes people come in with a preconceived notion of what growth is and isn't and you have to
change their mind. And so within communication and influence, there's strategic communication. So how
do a series of experiments and a series of things that you're trying, fit into the overall picture of a bigger
bet that you're taking?

AR ERIE:

FEW, (FA—RBFmEE, MARMEXNNIEREZMHEEEFIKEZ— HFIERMILERGE BN
e, AREFERTEEER, AAERANY HEREMFA™ M “FE2AA” FERR, ROTCIZEMIIFE



R HAHBEESRMMAT, SSHEAE: BMREESRERN—RTISRMES, WEBMANIREEHTHERME
AREEH?

00:24:06 Adam Fishman
English:

How do you lead a team? So team leadership is a big part of communication and influence. And then how
do you manage stakeholders? And this is hard in growth because often growth can be viewed as at odds
with really thoughtful and quality craftsmanship and product building, but it's not. Those things go hand
in hand. And so you really have to win people over on what it means to do growth. And | would say, this is
the pinnacle, right? This is the hardest one. It's a lifelong journey. It relies very extensively on
understanding people and who you're talking to. And those people can be very different from company to
company and the currency that they trade in can be really different. And so this one is one where you
have to go back to square one and relearn who the people are that you're working with every time you
step into a new role or a new company or get a new leader or something like that. So it can be really

challenging and it's never done.
R EIE:

RINAIASHPN? HNASHBDEESZMNNERARIS . ARRIFNEEEFNZHEXE? XEEKIE
iR, EARKEIERMASREBRE. SRENTERBSN~SREEDR, BELHIENL, XEEHFH
EARHEME. FRURBAEERSANING, LIMEEMIERKERET4. FEY, XZMHIE, B2
XEREN—T. XE—PRFHIRIE. ERAMKHTHANERULMEESERR. FEATHXLEA
AJREIFEARR, MIIEEN “MERET" BAkTE2 R I, SHREA—THAR. —RHQE, HE
MY —NRASHE, MBLTEERR, EFfTRSREENA. FIAXATEIFEREHRMSE, MAKXKELE

15,

00:25:03 Lenny
English:

That component of the competency models, we're the PM of the growth PM role feels like if you were to
do these Venn diagram of the two roles, feels like that's a big part of the overlap.

FROCERIR:

MENER RIS, EMEEK~=REE (Growth PM) fEHFN~REEREY, BRIENRMFE—NX
MTAEHNFRE, PBREERAN—BI.

00:25:13 Adam Fishman
English:

Yep, absolutely. There's a lot of overlap between exceptional product managers and exceptional growth
practitioners. | think sometimes they just use the skills in different ways. So you need to be great at
product strategy to be a product leader, you need to be great at growth strategy to be a growth leader.
Just what those things look like can be different between the two. But they're both required skills,
required competencies to be exceptional at the role.

AR ERIE:



Ry, E3ilt. SENTRIENSENERNLEZBEREES. HIANBHMIRZURENAE
AXEREE. BERAT@IATE, MFEERKTARE;, ERAERASE, MHFEEERE KRB R2XK
ERAERMEKNFFRIEEEFAAE. EENEHREX MR RN EBATO TR AENMES.

00:25:38 Lenny
English:

So just to rehash, the four categories are communication influence, growth execution, customer
knowledge and growth strategy. You mentioned earlier that people often come to you and they're like,
"How do we find another Adam?" And your feedback is one, how do you know that's exactly what you
need? And then two, find someone that's up and coming more because it's so hard to find folks like you
that are actually ready to take on a head of growth role.

FRCERIR:

BREER—T, XMUNEFNZ: BDBSEMEMA. BKHKT. FPARMEKER, MZaRE, AMNEEREK
fRif: “BAVEARBH— Adam? ” MIFHNRRE: F—, MEANEBEXERMFTEN? £, H—1E
BEDEHS, RABKREGMXFELERIFEEERATANALERET

00:26:03 Adam Fishman
English:

Yeah.

FSCEiE:

=0

00:26:03 Lenny
English:

So a question for you is, one is, do you recommend founders focus on finding someone that's more up
and coming and fast learning with a high trajectory? And if so, which of these components would you
suggest they look for most?

FRZERIE:

FRUEREERZ: F—, MEBSBRNABAZTITIHBEEREN. FIFRER, RKNTSHIA? NRZE
XiF, RENMREEXLEHME D FHIH—1?

00:26:19 Adam Fishman
English:

One of the challenges of hiring a senior person is that they're all off writing newsletters and making
podcast.

FROCERIR:
BEZRAALTHREZ—F, MINEBRESNEEANHEET.



00:26:25 Lenny
English:

Right.

FRCERIR:

Ao

00:26:25 Adam Fishman

English:

Not that we know anybody who does that or anything, but-
FEiE:

BARZBHFENINRBEETXIT, BR—

00:26:28 Lenny

English:

No. That's bullshit. What is that?
R EiE:

K, BR2dAtt. ARRHAR?

00:26:29 Adam Fishman
English:

Yeah. So | don't want to right now go back and work at a company again. I'm enjoying what I'm doing and
so it's hard to get me, right? But also you don't want me, | think, when you're doing this for the first time.
So | think the key there is smart and driven people for sure. Age and youth is a bit relative I'd say. So |
would think about hiring somebody who you might say is less experienced in growth, but they could be
very senior in another aspect of their career. You can also benefit from hiring somebody internally who
wants to branch out into growth. And one of the benefits that you get from that is a lot of time they have
one of those competencies really nailed already. Could be like customer knowledge. They might
understand your customer base super well because they're already inside the company.

FROCERIR:

EH. FMUBRIETNEBERIAT LY. HRERWEMNSE, PRURMIEEIT, XIE? EFtilN, SR
BRMXMGER, MELHAETEER. FIUFINNXBETIHRERBBEDNNA. FRMEHZEN
B, HEEEEA—IEERSTELERD, BERIEERMSEAIEIFEEEZRBIA. REATLUMAEREE
ALARRLITHIE KA PR, XEMHN—NMFLRE, ITEEELKZETHP—TMEN. LLINEFNIR,
EAMIIELEATAE, AR THRIRNE P,

00:27:15 Adam Fishman

English:



So if you're going to hire a junior person, the key is, how do you help them learn? And | think if you don't
know what you're doing as the founder or the leader, it's hard. You're not going to be able to help them
yourself. So you've got to be willing to invest in advisors like me, outside education, mentorship,
coaching, otherwise, what's going to happen is that very driven, hungry and enthusiastic person is going
to run through a lot of brick walls, which is great, except they're going to miss the fact that the door was
standing right next to the wall that they just ran through and you're going to end up with a lot of bricks on
the ground.

FRSCERIE:
FrLUNRIFERA—MIRAR, FBEFRNOEEBMITES. BRINNNRFERCIBASRTSE B EHBR
MEZEAM, BMEET . RTEFEBEBMI], FILUMRR AR EREFERBXENEE. SMHE. SIF

B, BN, ERMEBNIFEERE . BEMNBERFABHIAZER RS LIS —XBEIARY, E
)= BB T H SR ININES BOAB IR, Mif&RERSSERMARER K,

00:27:54 Lenny
English:

Excellent metaphor.
FRCERIE:
PRAERIEL I

00:27:56 Adam Fishman
English:

Yeah, thank you. And so | have some examples of both hiring people and moving people over in my
career. So | think tangible examples are really helpful here. So when | was at Lyft, | had the privilege of
hiring that young, smart and driven person a bunch of times, but one of the people who comes to mind is
a guy named Ben Lauzier. You should have him on the podcast at some point. He's French, he's very nice
to listen to you. He was most recently a VP of product at Thumbtack, but he was definitely not that when |
hired him, he was a jack of all trades marketer working at a corporate catering startup when | hired him at
Lyft. And he had nailed most of the growth execution and the customer knowledge competencies.

AR ERIE:

B0, . ERRWEES, REAIINRENDF, BERBERKRNGF. FNANEFHHFEXER
BB, £ Lftl, REZZREABMER. BBREBERHANHA. EF—1ILHBEBR AN Ben
Lauzier, fREZIZ$L MBS EIEM EHER. MRZEEA, RMRIERER. th&iLE Thumbtack B/~ mEl S 3,
BREMEMEN LB IEE, HRME-—RELVERIIQEMEEREEAS, MELEET KD
BRBITHE P AR ERMES.

00:28:38 Adam Fishman
English:

One was, he was an avid Lyft user himself, so he really understood the product really well. And also, he
was just very thoughtful about how he executed, how he experimented. He had done a lot of it and he
was very skilled at pulling them off in a very small environment because he had just had to be. And those
are the two most important competencies when you're bringing in a younger, earlier stage person



because teaching somebody how to execute is not that fun, right? That's a hard skill. The ability to
execute is something like executive function skills and things like that. If you haven't developed those by
the time you are an adult, | don't know that I'm going to be able to teach you and I'm certainly probably
not the right person to teach you. You should definitely get some outside assistance with that. And so |
like to get those types of people that have those things if I'm hiring that generally inexperienced growth
practitioner.

FROCERIR:

$—, tHECHE Yt WELAR, FIUMIFET# M. £, MERTISRSEEEAR. WIRS
2, HEFEERKERZREZINFRRTRES, BABFRIRIZXAM. HIRSIAN—TFR. LT 2EM
BREIAR, XRBEREBENMES, EABGIANFRITHART, WMB? BR2—UHERKEE. HITRESIEM
FHITHRERISZ K. MRIMMERELIEFHXLERET], HAAEREFEHZMN, MAKBEEREH
REVEIENIE, REFIZTFKINGRIDBL. FRLL, MIREBERA—MNRZZEMERMILE, RERHAEXLE
S PN

00:29:42 Lenny

English:

And the two things you said are customer knowledge and execution. Is that the two you said?
R EiE:

RIRAR R P AIRARNIT. BXFERG?

00:29:46 Adam Fishman
English:

Yes. Customer knowledge and growth execution. And so let me tell you an execution story about Ben
really quick. This comes also down to work ethic too. So we interviewed Ben and it was a long day of
interviews in a tiny glass conference room and Lyft was, | don't know, 30 people or something at the time.
At one of the interview breaks, Ben had come over and he didn't have his computer and anything like
that. And so he was ducking out of work to do the interview. And he actually came out of the office and
he's like, "Hey, does anybody have a computer that | can borrow?" And so we gave him this old crappy
Chromebook and | was like, "Why do you need a computer?" And he's like, "I have to go edit this file and
do this thing and check something in at work and deploy this thing or whatever."

FROCERIR:

Bl BRFANRFMEKHIT, IEHRELIRE— KT Ben ITHRINE, XS RERERE, i@
Ben BARK, T/ NEBEWER#IT 7T —BXRIEIR, LT Lyft RKIFRE 30 AEH. E—XEEK, BeniE
TEK, thEIEHER. thERRBERERN. MELDAER: TR, BARGR—GEME? 7 H(1ALT
fti—&8%IHAY Chromebook, kia]l: “REBEERTFHA? ” thii: “HWEEHE—IXMH, BDERF, ERF
X RS HEE—T."

00:30:32 Adam Fishman
English:

And I'm like, "Wow, this is a guy that really knows how to get stuff done and is so much so that he's
pausing his interview process so that he could go get a thing done for his company that he's actively



trying to leave, but he's got this work ethic and this execution." And that really stuck with me. And he
probably would remember this story if we brought it up. So the time he borrowed a crappy Chromebook
laptop to do work at the job that he was trying to leave.

RSz ERIE:

FENE: I, IRUENREFUOAERSEEDIN, EENEEFEIRMRE, SAMERREEEFNQF
FTER—HE, tEXMERLERNRITH.” KiLRENRIFERZ. WRBNREXME, tAIERIEE. M
ABRABE T —& W Chromebook, TEftMIEFTEEH=RT(ELINNE,

00:31:00 Lenny

English:

What are the chances that was staged?
FEiE:

XA % H A R Rt RAY?

00:31:01 Adam Fishman

English:

He seemed very innocent. So | think not staged.
R EE:

ERERIEEERM. FAUFIANTZ R,

00:31:06 Lenny
English:

Okay, great.

R EE:

9, KiET,

00:31:06 Adam Fishman

English:

But | could be wrong. But now everyone that interviews that is going to ask to borrow a laptop and-
R EIE:

B raEHE T, AIMESTEIXMAREEZEREEM, AF—

00:31:10 Lenny
English:

That's right.



AR ERIE:
pis:-

00:31:10 Adam Fishman
English:

... check in some work.

R EE:

----- RRERIF

00:31:11 Lenny
English:

The phone call.

R EE:

I EEIE,

00:31:13 Adam Fishman
English:

Yeah.

FSCEiE:

=0

00:31:13 Lenny

English:

"Adam, | need to fix something."
R EE:

“Adam, FFENFRE"

00:31:15 Adam Fishman
English:

That's right. So that's Ben. And then on the other side, and I'll cover this one really quickly, and the other
side of moving somebody over internally, | had equally great success with that. So there was another
person named Sean at Patreon who was a marketer, again, a jack of all trades marketer. And | think | have
a propensity and a bias towards folks like that because that's one of the ways that | started my career was
in marketing. But anyways, | moved him over from marketing to being a growth PM, an entry level growth
PM.

AR ERIE:



RiHo ARE Ben. H—AHE, HRER—TAEREEN, LIS TRFRMI. Patreon H— 0 Sean BIA,
R —REHEAR, AFEELEEN, HERNXRAGREFNRL, RAKRIEENERZ—MEE
Ho Bz, HICHMMEHES IATREEERKTREE, —PANRBEK PM.

00:31:47 Adam Fishman
English:

And he had a ton of the execution skills, ability to prioritize really well and customer knowledge skills as
well, more so on the customer side because he was an internal transfer, so he really knew our customers.
He'd spent tons of time talking to people, studying data and things like that. And he had really great
fluency with data and a drive to continue improving his ability to access and pull out insights and
information. And he turned out to be really great, but just a very different profile of a person than Ben
was. And here's an internal hire versus an external hire.

FROCERIR:

thEERENMITREE, EBRIFHMHIEMLE, ANBASEFIIRKE, EFFAEMER, RAtER
AN, FRLAMIERE TRZRIINER. T RENES AR, HRUIEEFS. tNKEFERE, HEA
ARETRS B CREMRIARREE/ES]. SRIEAMERLE, RARMNERIES Ben T2FE.
XN EP R SNSRI L.

00:32:23 Adam Fishman
English:

So you can have success with both, but | think you really have to make sure that there's some
foundational things that are in place like that ability to get customer knowledge and execute.

FROCERIR:
FRAPREE A LAY, BIFIANIRGIHER—LERBIREENL, LINIRENE FAIRFRITRIEE .

00:32:34 Lenny
English:

If a founder is listening and trying to decide or hiring a head of growth or a new growth person, would you
push them one way or the other, internal hire versus finding someone up and coming and smart?

AR ERIE:

MRBERALEREN, FBERAESHEBEROATATEHNERAR, REMETWHHHAI0: ASREE, &
ETFHERREENNHA?

00:32:44 Adam Fishman
English:

| tend to skew more towards internal hire to be perfectly honest, because | believe in creating opportunity
inside a company. | think it's not done often enough. And | also believe that helping people transition into
new roles is a way to get more people into the practice. And one of the ways that can happen is if you take
a chance on somebody who has demonstrated a good track record in some other aspect of your business.



So | tend to recommend internal. | think you have faster time to results. | think you know what you're
getting better and in much less likelihood of making the wrong hire there. So | bias towards internal hires.

AR ERIE:

ELY, REMATASEE. BABREEELSARSEENSR, BANZMEEERBEEE, FBERE, &
MAMNZEEFNABRILEZ ARNEREEN—ME N, HF—MAAMEaBER L SEMAERREE
A==, FRUAEMAE TFHEREER, RIANXELHRRER, MESFRECRINZAAEHIA, M
BR#EANAEMEEIMGSZ. FIUERETREHEE,

00:33:25 Lenny
English:

Awesome. And | think partly, | feel that too because there's so much content and training for growth these
days that somebody has that background in your company and is already motivated and excited and then
can just learn, go to Reforge course, read certain newsletters, feels like it's a lot easier to ramp up. Except,
| always feel like if you need someone for SEO or paid growth, that's a hard thing to learn. What's your
take there?

FROCERIR:

KT, SBoERBEREER, AAREXTERKNATNEIFESZ, IRRAFNEEAREHXER,
BEZRBDHIMAE, w2 LLBEF . S0 Reforge IR12. FIBASENNFENKEA. BELF
BHET. A, RERFURFE SEO HNEEKLEHIATL, BEREFH, (RELAE?

00:33:51 Adam Fishman
English:

I would bucket that type of person into a specialist. And one of the archetypes that | talk about is this idea
of the painter versus the architect versus the surgeon. And the surgeon is your precision person. | don't
actually recommend hiring that as your first hire, but when you are onto something and you really need
expertise and you don't have that expertise internally, yes, | think hiring externally is the right thing to do
at that point because those are really specific skills that some people have taken years to learn. And |
can't just teach someone SEO over the course of a weekend and expect that they're really going to get it.
In those cases, | think hiring that specialist or that surgeon is the right approach, once you've got some of
the foundational stuff in place.

FROCERIR:

BEBXEANFEN “ER . BRKFIEN—FRER: BR. BERNSIBEE, IMIEEMZIMIEER
TEIN. BRABMUEXEAENRNE—TER. BHRAMT —EERKEX, BEFELTWHIR, MARX
RZXMABAN, B8, FIANBEINIREZERERE. RNAXLERIFERRIKE, BEARTHEN
B F=. HAATEERARAEA SEO, MIiEEMERIERZE, EAMBERT, —BIREST —LEMBNKR
7, BIEBAUERE IMIEE" MEEMRTG %o

00:34:41 Lenny
English:

Awesome. Great. Yeah, it feels like there's still a lot of dark art in those two specialties that take years of
experience.



FRSCERIE:
XET, 28, BUEXRNEWSTIRNAERZEESERRINRYN “BEE

00:34:49 Lenny
English:

This episode is brought to you by Eppo. Eppo is a next generation AB testing platform built by Airbnb
alums for modern growth teams. Companies like Netlify, Tenfold and Cameo rely on Apple to power their
experiments. Wherever you work, running experiments is increasingly essential, but there are no
commercial tools that integrate with a modern grow team stack. This leads to waste of time building
internal tools, or trying to run your experiments through a clunky marketing tool. When | was at Airbnb,
one of the things that | loved about our experimentation platform was being able to easily slice results by
device, by country, and by user stage.

FRCERIR:

ZEATIBEH Eppo B, Eppo ZH Airbnb & RIMAIGKEAITIEN F—H AB KT S, Netlify. Tenfold
#l Cameo FAT)EMKH: Eppo KZHHUTRILL, TIRMMEWMRE I, EITXREBTEHRUEE, EEFITE
HERSMAEKAMEARERNEFL TR, XSHAMTREREMZATTE, HEHXEBEIFRENEH
TERIEITEK, HIKTE Airbnb B, BRERENNWLRFEN—RZ, SEBENMIZILE. BRMBFME
RIDER,

00:35:26 Lenny
English:

Eppo does all that and more, delivering results quickly, avoiding annoying prolonged analytic cycles and
helping you easily get to the root cause of any issue you discover. Eppo lets you go beyond basic
clickthrough metrics and instead, you turn north star metrics like activation, retention, subscriptions and
payments. And Eppo supports test on the front end, the back end, email marketing and even machine
learning clients. Check out Eppo at geteppo.com, gete-p-p-o.com and 10x your experiment velocity.

AR ERIE:

Eppo RXBEMEIXLE, FEEPRR(TLER, BRMAFERKIINAER, HEBIRENRIKEIZIAERIREIR
AERFE, Eppo ibfRBHE AN SERIENR, FMXEHE. 87 TRAMNZAEFIREIEIR. Eppo Z#Fa1
I, foim. ERFEHEENSFEIZTFP RN, 57 geteppo.com (g-e-t-e-p-p-o.com) &EFH Eppo, iLfR
HISCIIRERRF 10 1,

00:35:59 Lenny
English:

This is a good time to segue to our second topic, which is onboarding. | know you're a big proponent of
spending time on onboarding, optimizing onboarding. How have you found onboarding to be as a lever
for growth and just what gets you excited about investing in onboarding?

FRCERIR:

MERHNEZMZANITEIN, BIFF5IS (Onboarding), HHMBERIEE ZRFEMFSISMMUTFSIS
ERNESEL, fRANFFSISENERATFRRINA? B ALLIRMREMF I SREIHE?



00:36:13 Adam Fishman
English:

I love onboarding. | probably do at least an onboarding project to at least one with every company that
I've worked for and a lot that | advise. The first thing | would say is, onboarding is the only part of your
product experience that a hundred percent of people are ever going to touch. Good luck getting a
hundred percent feature adoption of anything else in your product right? But onboarding is the thing that
you have to go through in order to use the product. It's also the first opportunity that you have as a

company to deliver on the promise that you made out in the marketplace.

AR ERIE:

BAZEHFSIF. BEABRIEINE-—RATURZESHINFZQARHEDMMII— M HFIISIE. BERK
BIGNE, MF5IS2IFN=RAERPE——1 100% WAFBIZMEINE D, MIRFIE, BEETELL™
mEHEMINEEAE] 100% BIRAR? EBFFISERN T ERATmMBREHIERER, XUERARNE-—RE
M= ZIRETT LI TR,

00:36:53 Adam Fishman
English:

So | like to think of your brand is the promise that you're making and your product experience is your
delivery of that promise. And those two things have to be in lockstep with each other or you're going to
have mismatched expectations and some really disappointed customers. So this is the first chance that a
customer has to be really excited or really disappointed in what they thought they were getting. So don't
mess that up.

AR ERIE:

FRUFKREREREEEZIRIT TRAE, M mERNZ R IZAENZN. XRELDTRFIZIF-H, TN
MEHLIFTEART, SBEAKRKAE, i, XREFPE-RENSHMITANZFINRARIME, N
ERREIKRE, FrLL, THAEET .

00:37:17 Adam Fishman
English:

And the third thing | would say is it's also probably the most motivated that someone is going to be about
your product since they're typically starting their onboarding journey with you at a time where they're
like, "I need this thing really badly that you're selling." And so they're really motivated, right? And so it's
an opportunity for you to put some friction in place and learn a lot about them because they will knock
down doors to get to your product. So that's why | think it's a super powerful lever for growth. And we
worked on this extensively at Lyft, at Patreon, Wyzant, Imperfect Foods just released some onboarding
improvements that we had created when | was there, which was nice to see that finally come to light. So
yeah, I've done this pretty much everywhere at some point.

FROCERIR:
FZR/REBRNE, XTERER—TAMFNTREEHHHEE, RAMITEERE “RIFEFEMEZHX

MR WRHEFRFFSISREN. FRUMtIsiH+E, ME? Fitb, XE2—MLRGE—LEZRHRNT
RN s, BRI TERMFENFGIAR—T,. XMEATAKIANER—NELREABIEKIT
o FATE Lyft. Patreon. Wyzant I 2RI XM TE, Imperfect Foods sxiiMINI& % 7T —LIHRERE
NEIEMMFSISHAR, BREMBIENZFLEAT. FIUEN, BILFESMAEMIXMGE,



00:38:07 Lenny
English:

What impact have you seen from working on onboarding to give people a sense of like, "Wow, this is what
| can get if | put some time here."

AR ERIE:

EMFSISHTEOIFEHERT T ARNRIMN? ERERAAR—TEMNER, thil: “F, IRFEXERA
Bal, FRLAEISEIXAFRIEHR,”

00:38:15 Adam Fishman
English:

Yeah. One of the things that onboarding really drives is habit formation with the product, which leads to
retention. And so you should expect to improve your overall cohort retention curves by focusing on the
onboarding and activation experience. | have seen companies shift their curve outward by 10, 15, 20
percentage points from making those changes, especially when you consider that churn is most likely to
happen in the very earliest usage of the product. If you can get people past that hump, it's a really
invaluable part of the product to work on.

FRCERIR:

Bl MFSISEEENINERZ —BEFBANT@NERSMR, MMHEREF. Alt, BIXEHF5IF
MBUEARLR, (RN ZReiERANFEEREFrZ (Cohort retention curves) . HILF LA BT X LY
o), FEEMLRELREAT 100 I5EE20TMEDR. FRERIARRREZRKEET RERNRFEM
. WMRrEEILAP BT MR, XENZEmPREMERIITIEHRD.

00:38:51 Adam Fishman
English:

So I'll give you a really concrete example. At Patreon, one of the places we worked on onboarding really
extensively and the onboarding experience was one of the teams that we had on growth at Patreon. We
did a lot of experimentation around the earliest, what we would call product led sales now, when do you
connect a human being with a creator and the onboarding experience and what is that impact and how
do you connect them with the right person or with the right creator when there are tens of thousands
going through that onboarding journey every week?

AR ERIE:

HGMETIFEREKNGFo. 7E Patreon, MFSISERNKAKRERHIMS Z—, HF5IFHEERBEIA]
IERKEARFH—MNE, RIERFHMBRMB T AELR, URIREFMEN “TmRshHEE” (Product-led
sales) : EMF5ISIER, RHAMMRILEAMEIEENE? MAENFMEFA? ASAAMTLHHA
LM FSIFIRIZE, MINAFMHI]SEEMNAHGENCIFE EZER?

00:39:25 Adam Fishman

English:



What we realized through a lot of experimentation was the idea of connecting someone with a human
being the right person at the right time would improve the first month of revenue or the second month of
revenue that a creator made on the platform by 25%. Why that mattered is because the second month
that you processed payments on the platform was a key input into your LTV on the platform. So by
improving a creator's first and second month revenue by 25%, we were then able to improve their overall
value on Patreon by an equivalent amount, which is pretty massive. Moving anything by 25% is really

impressive.
FEiE:

BIAELL, HNTIRE: FEBNNERKEIFESEBNIA (BEA) EEEX, giteIfFEETaLnE
BEURBWANRS 25%, XZFIUEE, RAANEFELAESZONE_TMEABREAFLSNE (LTV) BX
BN, Alt, BIRLIEENFIRTBRNRES 25%, FKIRLEERMI17E Patreon EREEMNERSRFFR
1B, XEIFEERR. EFEIRE 25% MIEE T R,

00:40:09 Adam Fishman
English:

And so that was human intervention, and then we actually started to productize the stuff that the
humans were doing. And so what is not scalable when you're using people becomes very scalable if you
can replicate components of that with technology. And so that was the next phase, so we get back to that
growth execution thing that | talked about and productizing learnings. That is an example of how you go
from, we've learned some things by humans that have made a 25% impact to now we're building these
into the product. And so that's a really good example | think, of Patreon and one of the impacts that we
had on creator, earnings, retention and their overall success on the platform.

HRERIE:

BOBAITM, RAEENFEBAIFRHMNERE ‘TRt . SRERADN, ERTAYT BN, BRI
BEARAREFIEFRNEARDS, EMSTRIFEZTI B, XMET—TME, EETRZARIN EKR
77 M FREERL o XME—NMIF: BITETATTFRERT —LEEM 4% 25% FMAIARE, WER]
KX LEIHEEN B EIF @, FKINNXZ Patreon —NMEFHIF, BR T RITHEIEEBRN. BEREETS
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00:40:50 Lenny
English:

That's an amazing example, in case it's useful to a person working on the onboarding. Can you share any
more about what you actually did there? You create some algorithm of this type of person, we'll connect
them to a person and then you productize it. Is there anything more you could share there that might be
useful to folks?

FRCERIR:

XE—MRENAIF, MMEHRFIISIENARER. MEEIZEESXTMRITREM T HANETIE? L
RN T EMEERIRFIREN, ARRMINNERIIEAN, REBREF@t. EEFATUSENER
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00:41:06 Adam Fishman



English:

Gosh, we did so much. So I'll try to pull out a couple of example. So one of the things that we did, and
again, | spoke to the fact that people are really motivated in your onboarding experience, one of the first
things we did was we tried to identify better who a creator was in the onboarding experience. And who
they were meant how big is their audience on a bunch of the channels where they managed
communities, Twitter, Facebook, Instagram, Discord, YouTube, et cetera. And then how engaged was that
audience? It's one thing if you make crazy cat videos on YouTube and you have a million subscribers, it's
another thing if every time you publish a video, all million of those people watch it, comment on it, share
it, et cetera.

AR ERIE:

KW, HIMETXKZT. HABELNMIF. HP—4EE2—BRBE, AMIERFISERPHTE
— BRI E—HERERERENF I SIEPEFIRACHEEN S K. B ‘5% , 2EMIIEEE
HEMEXEE (Twitter. Facebook. Instagram. Discord. YouTube %) EBZITR, UKXLETZ R
S5EWMfE? {R7E YouTube ERFIENIEMISAFHAE —BAITHEE—EE, BNRMEESREAHMM, X—
BAAB=UE. L. 2%, FMES—EET,

00:41:49 Adam Fishman
English:

And we would ask creators to connect various accounts to Patreon, maybe through authoring with
YouTube or Spotify or Instagram or Facebook or something like that, Twitter, and then we would pull in
the data into our backend and identify people who had large followings and also heavily engaged
followings, based on a set of criteria per channel. And again, this was not just like me inventing this. We
had a data scientist team that we worked very closely with to figure out what was important and what
wasn't in this model. And then if you were one of those people that had a high propensity for success,
high potential creators, we would siphon them off from the regular self-guided onboarding and basically
land them in the lap of a human being who could engage with them, reach out, get them even more
excited and start talking to them about the best things to do.

FRCERIR:

RIS EXKCEBE R MK S E#ZE Patreon, FIEEZEE YouTube. Spotify. Instagram. Facebook 3%
Twitter B9 %E&ﬂ]h?ﬂ&v)\)‘ a8, RIESTREN—EME, RAINLBLRBERAMLEENLES
EREHA. BXERE, XAREZRETHRRERDN, RIMNE—TEERZERAN, RIMNEZEME, HERE
FILERREE, ﬂ,ﬂB‘“ﬁTEEO WMRIREBLERBRINBE NS B HEIES, RINSBMENERNBEIRHF
5I1SHaRHR, BEERBEARNST, EASSMIIER. E51EER, iH1EME, FHBSFMIIRZMH
HEE,

00:42:46 Adam Fishman
English:

And then the productization of that, the best things to do turned out to be things like one of our product
principles, which became opinionated defaults, which is basically making it hard to do the wrong thing
when you're setting up your Patreon page and easy to do the right thing but not eliminating choice.

FRsCERF:



REEFRK. BN “KZMHNERE BT TENMNN—FREN, B “BEXEUNEKIANEE”
(Opinionated defaults) . &7 EFt2iLRTEIEE Patreon TIERY, RMMES, BEEHMNE, EXFRF
TRBGIEREI,

00:43:07 Adam Fishman
English:

So the creator could still make the choice to do the wrong thing. They could still set up a single tier when
we knew that a three-tiered pricing model actually would work better for them, or they could choose to
set up 40 tiers when we knew that the sweet spot was three to five or perhaps make their lowest price tier
a dollar instead of what we recommended, which was like three or $5 entry points. So they could do all
that stuff, but we made it difficult for them to do it. We put more friction in place when they were trying to
change some of those defaults because we had learned across a universe of creators, hundreds of
thousands of people what worked best.

AR ERIE:

BIFEMAT LUERMES, SENANE=ZBEENMERNMITRREIN, MIDNATURKE—R; HES
fthfi1%0E 3 3 5 BRRERN, MINNATLLEEFILE 40 B, HERRH[NERIRN 1 E7T, MAZRITEIN
B9 380 5 &TT. iR LU LS, ERMNEMTIREEE, StlXEERXERNKEN, HMFREE
ZEER, BAKNEEMET EANEIEES LFE T HARRFHIME.

00:43:52 Adam Fishman
English:

And so putting in those guardrails and those default things was a huge lever for us to drive the behavior
that we wanted. And again, we learned that from human intervention with the right types of creators,
then detecting those people and putting in the guardrails in the product themselves and making those
recommendations inside the product experience. And they were pricing tier structure, how you actually
write your page, all of that stuff.

FRCERIR:

i, REXE P MERNETR T RI5ISAPITANEARI. BRERE, RMNEMIELEE(E
ENATFHHZIXERN, ARESIRFIXEAN, EERPRERE, HFEFmARFREEN, XERK
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00:44:18 Lenny
English:

Such a great example. It reminds me we had exactly the same situation at Airbnb that you just made me
think about. We called it smart defaults. What was your term? Opinionated defaults?

AR ERIE:

FEENOF. XiLFHBEKNIE Airbnb W EZTEMHENBER. HNFZA “BEMKIALE” (Smart
defaults) . fRRIRBZMTA? “BEMREINZE” ?

00:44:29 Adam Fishman



English:

Opinionated defaults. Yeah.
FEiE:
BXHUHRINGE. B

00:44:30 Lenny
English:

Yeah, | like that. So at Airbnb we had a bunch of calendar settings when a host signs up, on the host side is
where | spent a lot of my time, we had instant book, which is basically you sign up as a host and people
can book you instantly. That became the default for Airbnb. And so to make that successful, hosts had to
have their calendar be accurate from the beginning. And so what we got to eventually, is we tried to figure
out, are you a professional host that knows what you're doing? Are you a mom and pop that's just trying
this out? And then based on that, either block your entire calendar, keep it all open, or somewhere in
between.

AR ERIE:

R, HERXNE, £ Airbnb, BHRIEMNE—HARKRE (HAMBIREEEE KRR . &I1E “WIT”

(Instant Book) IheE, E& LMEIREMBLNER, AAFBEILEIFRIT, XBL T Airbnb BIBIAIRE. ATk
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00:45:22 Lenny
English:

And it's interesting that it connects to your point about, and | was going to come back to this that, a lot of
people think of onboarding as a conversion opportunity and it definitely is. But to your point, even more
interestingly, it's a retention opportunity because in the Airbnb case, hosts sign up, they get booked for a
day, they don't want to host, they're like, "Shit, what the hell's going on here? I'm out."

AR ERIE:

BBNE, KRR TMHN—=< FRERBLEKDXD) : REALHFIISEEZ—MRUINE, EHLER. B
EWRFRIR, BEEBNE, ER—1MEENS. BN Airbnb NFIFH, BHRAMT, WINITT—X, B
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00:45:22 Adam Fishman
English:

Yeah.

FRCERIE:

R o

00:45:22 Lenny



English:

And so, | wanted to ask you, how should folks think about onboarding conversion versus retention, and
why is it so powerful for retention?

FRSCERIE:
FrIAFRABIRR, ARNMIZIAEFHFIISHN “E” 5 “GEF" ? M AEXBENHEAR?

00:45:32 Adam Fishman
English:

| actually think if you're doing it right, sometimes conversion should actually decrease a little bit. So you
might actually have fewer people getting all the way through successfully, but | think that's okay because
a lot of those people were probably not the right people for your product, which means they wouldn't
have been engaged customers, they probably would have churned. So just by the nature of actually
weeding out some people, you're going to improve retention because the people who are going through
are the people who are much more highly qualified. And so | think that's also why onboarding is so
challenging because you have to figure out what that sweet spot is, right?

FRCERIR:

HELINS, MRS, BNEEERIN ENZEHNTE—R. BEiR, MhETENRENARTESR
T, BERIUNAREXR. ANEFRSATERERZHRTROERER, XEKREMNFIHNERE
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00:46:17 Adam Fishman
English:

You could actually reduce conversion to a point where it's not offset by improvements in retention and
you'd be doing the wrong thing. So when you're experimenting, you have to look at these push and pull
metrics of these opposing metrics. But overall, | find that the biggest impact that you'll have is on
retaining users because you are trying to connect them to the value that your product offers and form a
habit. And if you form that habit early on, they're going to stick around because they're going to get it,
they're going to get the benefit of the product, and they're going to be excited to stay and then tell more
people about it. So that's why | think it's a much bigger impact on retention than conversion.

FRCERIR:

RA]RERIER R R RE BEFREATLTIENMEE, RS T FrIASIRESCINAY, RETAMERX
LAREBERIET. BEEHRE, RAMFFIISEANTMETEERF, RAMERERMI]S~migit
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00:47:01 Lenny
English:
Obviously retention is a longer tail metric and conversion is immediate.

AR ERIE:



B, BEE—MKEER, Mk,

00:47:06 Adam Fishman
English:

Yeah.

FRCERIE:

=0

00:47:07 Lenny
English:

Do you have any tips for folks that are like, "Oh my God, how do I know if this conversion hit is worth
retention increasing potentially?"

FRSCERIE:
IFERLEALE “KIF, FHEAMEZ VRN TRESESEENIZERIEA WA, FEHARING?

00:47:13 Adam Fishman
English:

Yeah. | think the answer is not wait 90 days to find out, right? Nobody has that time. And so what | tend to
do is look at proxy metrics. So there are proxies for things like 90 day retention. As an example at Patreon,
one of our proxies around the eventual success of a creator was how quickly they would reach certain
dollar thresholds once they launched. And so your velocity to get to your first patron, your first a hundred
dollars processed on the platform and that thing had a lot to do with how big and successful you would
be, and therefore how well you would retain.

AR ERIE:

Bl WINANBERFZEF O XRBEER, WIB? RABRNESE. FAUHMAFRE “EfEMR" (Proxy
metrics)o b0 90 REBEFHMBEHNIEIEIR. LA Patreon A, HITEECIEERLRIIN— P RIBIEIRE
1A mERIBEST IMEREE, FREF—PRA. EFa A= 100 ZTrEE, SIRAR
RApINEESEEX, AtthSRBBEFERSEHEX,.

00:47:52 Adam Fishman
English:

And so we looked at very early signals to understand and evaluate how good someone was going to be.
We also did a lot of qualitative screening in the beginning. So as people went through, we would take
samplings of creators who were onboarding and signing up and launching their pages, and we would
actually look at who the creator was and what they were doing. And then we would be able to run it
through our model to say, "It looks like we're getting a lot of the right people going through and doing the
right behaviors, therefore, we're very confident that they're going to retain better and do the right

things." So yeah, proxy metrics are the key there.

AR ERIE:



FRUAFRAIER IR E FHIRVE S REBEMITE—DANE . RNEFERBE T KERNESEHE. JANEST
AR, HNSWEEHTHFSIF. EMHAPRNENEIEE#HITHE, EREECIFERIEMUNMIIEMR
ta. ARBNVEHBNRE, FHEL: “BERXRFNKSITRZEROA, HEMINEEMERNITH,
EEFEAIIFER S OMNEEFMEFHMERNE." Frll, REBEREXE.

00:48:32 Lenny
English:

Awesome. So part of this is find this leading indicator proxy metric, and then to your point, maybe build a
little bit of a heuristic that's like, okay, this is qualitatively looking like it's doing the right things to our

new users.

FRCERIR:

KiET o FRLAERD TR RIS ietnfUiRgts, ARIEMIRATR, Bii—_BANGA, thil: &89,
MEMLEE, XMUFRFRNOFHAFERT EmNIER.

00:48:45 Adam Fishman
English:

Yep.

FREiE:

R tHo

00:48:46 Lenny
English:

Maybe our last question on onboarding is, at Airbnb and | imagine many companies, there's this constant
desire to, "Let's just redo this whole thing. Let's just redesign it. Let's start again." And my question to you
is just, how much is too much on redoing, rethinking, onboarding, optimizing, micro-optimizing? Any

answers there?
Fh>CERIE:
X FHFSIENRE—NEIEE: 7£ Airbnb, TEBERZAGEHRENL, S5 —Mps):  “UIHRINEXEBANRA

EW—IEE. BRI, MEAR.” HREENE: EEM. ERRE. M. HEFHFIISHTE, MEFA
REREELT?

00:49:05 Adam Fishman
English:

Yeah. | would say first, | very strongly dislike the idea of redesigning something for redesigning sake. So |
think that it is true that you should spend a lot of time on onboarding, and you should regularly revisit it
as you learn new things about your users. So even at Patreon, we would work on onboarding and then we
take a beat, we'd let it go for a while, improved, and then as we learn new things, we would find ways to

fold those back into onboarding. So | find that it's acceptable to revisit when you are learning net new



principles about your customers or something new about your growth model where onboarding can

directly influence.
R EIE:

BTSN, REBRBATEMTMENRIT. RINANHENZEFRFSIS LERSE, FHEMBEIR
RARETHNTHR, (REIZEHEFMEME. BIEEE Patreon, BITEREMFSIS LRGN, AGEETH—
T, ILEBIT—KREE, SHE, HRIMNFIFHRAEN, EMNSBERXERAIRBAZIFFSISP. XL
Hikn, SMPETXTFERNEHERN, HEBXTEKEENHAIR, BRFSISEERTERME, B
HME R LUIEZH,

00:49:51 Adam Fishman
English:

So as we learned at Patreon what the right tier construction was, or the right way to talk about your
Patreon page or the right way to message it in the beginning, we would go back and say, "How do we
build this newfound knowledge into an experience that sets someone up for success?" But if we weren't
gaining new insights, we weren't just tweaking the onboarding experience and trying to tune it in a very
micro way, because the reality is, that doesn't really move the needle that often, especially once you've
got it in a pretty good foundational place. And only when you discover something really fundamentally
net new, will it have an outsized impact on retention or the success of early users. So don't just redesign

for redesign sake, make sure there's a new hard earned insight that you've got before you do it.
R EE:

EE3N7E Patreon, HIATTREEIEMBIEREMIEM A, HETA Patreon TNERIIEMH SN, HEHABIER
ABIEAR, HMNSEKE:  “FOVNEEXERAIMBRIRRNZIBELL A PRI EIRH? ” BMRK(TR
BREMVREE, FNMASRNATHAMHMBHFSISEE. ENNKE, MRAEELTEATEEEEM,
LHERIMRELE T —MREFNEME, RBELMAN T RERESENFHRAEN, EFSNBEFENRHALH
BINFEEBEARBIFM. FRL, AEBEANTEMQIHMERILLT, EBHFZE, BRIRRE T —IRZF SR
£,

00:50:50 Lenny
English:

Do you think at scale companies, | don't know, maybe after hundreds of people, they should have a team,
like an onboarding optimization team? | find that often is true. And | guess, do you think that makes

sense?
FRSCERIF:

AR TFE—EMMRNATE (CWVBAZR), BENZE—NEIINEPR, il “SF3IFMELER" ?
BAIBEBEHINLL. REFXBARNG?

00:51:03 Adam Fishman
English:

Yeah. | think it's very helpful. And the reason | think it's helpful is because | do think it's easy to walk away
from onboarding because there's so many other things to work on and to lose sight of the fact this is such
a critical part of the experience. And | don't know how many times I've come into a company and they're



like, "Yeah, we built that a long time ago and we've never looked at it again. It's been a few years, but
we're really having a real problem with retention and people dropping off in the first seven days." And I'm
like, "Yeah, | think it's time we take another look at the onboarding experience. Products change quite a
bit. Maybe people are getting something that's different than they expect, or maybe we know a lot more
that we can use to influence decisions that they make."

FROCERIR:

2. TINNXIFEEHR. REET, HiF5ISREZKEBU, ENEXZHMFERET, AMIEEERTIE
XA PULRBH—ED. HAMEEZLDREHAN—RAT, W= B, BORIERNRALE
MEBYFT, ZEMBEKEL, BEEIE/LET, ERMNAENEEFEREERE, ARELERMAKRT.” &
= ‘BN, RERHRENFEMA—THFSISHKET., mRELETRS, WiTHFREIMARAEMMLIIMN
HARYAR—1%, BERNIEREE T ES R LUAREMMITRROERS”

00:51:50 Adam Fishman
English:

So | do think it is beneficial to have that team, or at least a team, that part of their job is the activation
experience and therefore some part of their roadmap is working on onboarding and then other aspects of
activation. So it may not be what they work on 12 months out of the year, but maybe for a quarter or two

in a given year.
R EIE:

FRUFHASSIAABEXFE—THIEE R, HNEELDE—THEM, HEBDIRERMR “BUEHRE" , Fibt
MEBRLEFE -2 BXTHF5 I FURBENEMSE. tWITIERFE—F 12 MBHEXT, BrRE—
FRE-—MIFEERTETI.

00:52:13 Lenny
English:

Cool. And there's a LinkedIn post you wrote with a bunch of examples of onboarding work you've done.

So we're going to include them in the show notes for folks that are-
R EIE:

B&. fREd—/R LinkedIn t5F, EEARSMEEHNHFIISIENMF. BMNILENRETEENE, 7
AR —

00:52:20 Adam Fishman
English:

Nice.

FRCEIE:

KIF7 o

00:52:20 Lenny

English:



... hoping for more examples. Yeah. Okay. Third topic, final topic is around company selection and
evaluating where to work. And you have this really cool framework that | think you call PMF for
candidates. Can you talk about what that is and then we'll get into it a little bit?

RS ERIE:
------ BEFEZHFHA. FH. F=MEHR, UEREREFE—MNER, BRXFATEFRMTEERE I, RG—
MESEEMIEZR, RAEMRIFZA “BEAN PMF” o {REEINIIARZHAE? RAERITRANRIT— T,

00:52:34 Adam Fishman
English:

Yeah. | somehow stumbled on that name and it just made sense because of the acronym. But | think | was
really motivated to revisit this because as we know in tech there's been a ton of layoffs and very public
layoffs because of the economy, the state of funding, things like that. And | don't think we're done yet. |
think we're pretty far from being done. But it's really important, and I've been burned by this a few times,
to put some power back in the hands of the people who are actually seeking the jobs to understand what
are some criteria that are important and these are the criteria that are important to me that help you
make decisions about which company I should join, assuming they'll have me. And so the PMF acronym,
and we're all familiar with product-market fit, right?

AR ERIE:

=M, ELEPRIATXNEF, BAXNMEERMYT. KZFAUBMAHEHEMX M=, SERAEMFHA]
FrEN, BFEGF. MEARRERR, FHTUEITAKENHR, MARZRAFNAMER R, HIAFXE
BER, BERERER. BEXEEEE—HOGHENTA—BiLREESHEETIN, SEMEWHL
IEREEN, XEERINNEENITE, BITEEMTRERZMAMRAT (BRigtilIEERAHK). PMF
XMEE, ARERE “‘Tmmipliz” (Product-Market Fit) , x$0E?

00:53:23 Adam Fishman
English:

So in a way it's both the product-market fit for as a candidate with the company, but then also PMF
stands for people, mission and financials. And these are my three criteria. They may not be yours, Lenny,
or they might not be the average person on the street, but the point is that you should have a set of
criteria that you are unapologetically rigorous around and you should learn how to evaluate companies
against that set of criteria. First, | guess I'll tell you what by people, mission and financials.

FROCENIR:

FAAEEMEEL, EBREREASATAN “Fammlkic” , AN PMFWBAR: A (People). fEd

(Mission) #M4534K2 (Financials) s XFEHEMN=rE. Lenny, ENITATERRITIINE, LASEAR
o, BEERRMEZE—EB S RISHTEINITHINE, HEMNZFRNAREXEMERTGAE. B
7T, BRMBE T “A. EHUVSKR 230EHT 4.

00:53:56 Adam Fishman
English:

People are these folks that | am going to enjoy working with everyday that I'm going to be able to have
hard conversations with, that I'm going to be able to disagree with and work through those



disagreements and feel better on the other side of that productive disagreement, for example, and get to
resolutions. What do | think about my peer set, the leaders, the people below me, if that's the role I'm
stepping into, et cetera. So that's the people dimension.

AR ERIE:

N7 BiE XEARRESREBRTHENG? FEEMMITHITRENIIELD? HEMMINTED LR, HFER
XEDl, FEHXM “BigAR” EREEFHERBRSED? HNAEFRORME. AT, UKRIMAR
HECEER, RNAEFTTESFS. XM ANHEE,

00:54:30 Adam Fishman
English:

Mission, which is critically important for me, is that if | join a company and | do my job, which often
involves growing that company really big, getting a lot of customers, generating a lot of demand and
retention and stuff, | want to make sure that a lot of people have a better outcome in life because of that
company's existence. And | don't just mean employees and founders having a good financial outcome,
which | think is important. But | also mean in the case of creators on Patreon, we were building a new way
for creators to make money, which they could then use to hire people, create more jobs, make better
content, and live their life in a sustainable way so that they weren't a starving artist and they weren't

living paycheck to paycheck. So that's really important, the mission aspect, that's got to exist.

R EIE:

“EEp” WHREKREXREE, NREMAN—RRLBDHRRRE (EESRIBRAAMK. KRNAERTF. =EX
EFKNBEFE), AREHRANXRRENFE, REAEBREEFNEELER. BIENFARIERZITMEIA
AREREFHNMSEIR (RAXBWREE), FHEHER Patreon NFIF: HNTACIEERILL T —MHBHRELS
L, MTUAREREA. QIEESZMIL. SIFEHFHNAR, HFUFKENAXERE, FBRE “NENZR
K, TEIBENTHENEE. FAUERRIFEEE, EUMFT.

00:55:19 Adam Fishman
English:

And then the third one is, and | think really important now is this idea of financials or fiscal discipline.
You've got a lot of companies who raised boatloads of money or did financial planning during the peak of
the pandemic and assumed that their business was going to continue operating at the pace that it was
operating forever. A lot of those companies are running out of money, they've seen a hit to demand and
they've had to lay people off as a result or make really big strategic swings.

AR ERIE:

F=ME MSKR 3 WERER" , WNNAXESTHFEER, AREQAFEREESEPEETEFAES
BHIE TSR, AR ST RFARFERER, RNERSXEATEHRLHT, FRIE
THE, ERAEFIHAHTERRMIRLE,

00:55:53 Adam Fishman
English:

There are plenty of companies that you're not really hearing about that were more conservative in their
approach, that understood and were able to look into the future and be really responsible with their



money. And those people are not laying off employees. And so they're not all over LinkedIn talking about
it because they're not laying people off. There's no hashtag layoff for them. So that's what by financials.
And so that's the PMF framework and evaluating across those dimensions is super important. I've done it
two times in the last 10 to 15 years, and I've done it poorly, two times in the last 15 years. And Lyft and
Patreon are two times where I've done it really well. Wyzant and Imperfect Foods are two times where |
personally don't think I've done a good enough job evaluating.

FROCERIR:

RERZIRAIEEEANEINAE, ENNBEERT, EBRARRRAVNZEIERNT. XENEZEHR
Fo FTLAMITARRTE Linkedin ERIAMKICXME, RAMITERA, BB TMITN “4RAE" 5. Xt
EVMSHEENE N, XFE PMFER, BEETHBREE, EIEM 103 15 F8, HHTEFmR, HIHHE
AR, Lyft #1 Patreon EMISIEFEIFHIFIXR, Wyzant M Imperfect Foods M AIARIFEEB TR

/i o

00:56:41 Adam Fishman
English:

Any time where I've shortcutted my criteria, where I've settled for two out of three, or thought one was
great, when really it wasn't, has not ended well for me, for the company, it's not that the company
imploded, but | found myself out of a job or really frustrated and burned out or something like that. |
already talked about the Wyzant example where we had to lay off a bunch of people because the
founders expected something very different than what | expected to be able to deliver, that's a big people
miss. And Imperfect Foods was somewhat similar, amazing mission, really great financial strategy,
fantastic CFO, but a lot of infighting at the C-suite. And it made it really difficult for us to plan and move
the company forward together because people were at odds with each other all the time and not
resolving disagreements productively. And when that happens, it's hard to be a product or a growth
leader because you bear the brunt of the angst that people have. So anyway, so those are a couple
examples and some of the characteristics of PMF.

FRCERIR:

EetiE, ABRERTIE, RBRBERT “ZHHRERI , HERUAFE TR ML EHIEMLL,
HERWFK. WATEHAKF. BARRRABERAT, MEKAMBECSETIF, REREIFEER. HEN
5. HELWE Wyzant 9fIF, EAEIRATHINMZKERTNTEFRRE, ENAEFHEREA, BETE
B9 “A” B9KiR. Imperfect Foods tB ALK EamXiR%E, MSRERYF, CFOIFELE, BEFER
(C-suite) R}™E, XiLFNVERELEMIFED QB FHE, BAAMNSERRLAE, METERIQMHER
R, AXMBERZER, REM—TTRIERATA, BAMSEIEPEARANNESE. 22, X
LemiE PMF B9—E245 FF1451E.

00:57:57 Lenny
English:

In the case of Imperfect Foods, what could you have done to have avoided that issue and seen if it was
true PMF?

AR ERIE:

£ Imperfect Foods BYZEAIF, RAAILUREHAREEEBNAE, HEBFEEGHENZE “HEPMF ?



00:58:04 Adam Fishman
English:

I would have tried to observe the inner workings of the C-Suite a little bit more closely before | accepted
an offer to join the company. | would've attended an executive meeting or joined them on an offsite. And |
think, too often, candidates don't feel like they can ask for those things. And it's true, if you're entering
the C-suite, you're going to ask for more stuff, you're more experienced. But | also think that's true of a
junior employee. You can observe a team meeting, you can observe a product review and understand,
you sign an NDA, you promise you won't tell anybody about it, but observe what is happening and the
dynamics of that room. Who's doing the talking? How feedback is delivered, is it constructive? Is it
antagonistic, et cetera. So you can observe and then you can also ask questions.

FROCERIR:
ARRANRBIBEZR, HEZHELEEMNRSERNASEF. REEREM—RFERIN, HEMAMH

MNevER (Offsite)s FIAA, REARFERFEHSTRERHXLEE R, HE, ﬁﬂ%fﬁ%)&)\ﬁ EE, fREEX
E%, AINREELE, BFRINAXMPNRERTHER, FAURR—REARZIN, ME—R=miTH, RE
EREMIN (NDA), FERIME, BEEMTRBNERIELET FAUKRDSNAE, HELXS? RIGEMNAEAGE
BY? BEIQMERIEZNIER? RN, ey LR,

00:59:00 Adam Fishman
English:

So questions that | like to ask are, tell me about the last strategic offsite that you had as a leadership
team. Where do people disagree? What was one thing that they disagreed on and where did you end up
on that point and how did you get there? And | actually ask them to tell me, it's like a reverse behavioral
interview question. | ask them to tell me how they navigated it, and | will ask the CEO that and really dig
in on that particular set of questions. Those are the things that | do to evaluate the people dimension,
which is one of the hardest, | will say. Financials and mission a little easier to evaluate, but people really
require getting to know teams. So it is hard.

FROCENIR:

HERRWRAETE: SIFHRMIAFE L—REBEEARBER. AMIEBEFET DE? DkKRETA?
RIRARMELER—HR? IR EFR? HEFF EBILANEFR—XMER— T RANITAEIR S,
BREERMIEFRFHMNI2MELIER, FHRP) CEO XNE, FHRNSREB—ARENRZE. XEmEIHA
Fitfh N XMEENTGE. HR/R, XRRENEEZ— VSHEGENEZITE, B A7 BENFE
ERNTREHEIP FrLOX R

00:59:43 Lenny
English:

That's such a good question to ask. And your point is you can ask that even if you're not a senior leader,
you're just ICPM joining a team. Is there anything else you think folks can do? So you said, join some
offsites maybe, ask this question that you shared, any other tips for folks just to understand if the people
are a good fit? Because it's pretty wild. You're going to spend so much time with these people and you
meet them once in a half hour interview and then you have to decide if that's your life for the next four or
five, 10 years.

FROCENIR:



XAEZ— M EEHNRE, FNRE, BMERFEEANAS, RBE—MMANEMNEE~REE (ICPM),
fREATLAE], fREF/AREREMENAD? RZE T SMER. RRDZRINRE, EEEMEBINERSEIK
KT ‘N BEEEND? ANXERESN: MEMXEALERENY, BRIREF/NSERE D]
—R, RAEMFMSREXZBEMEIRARRK 4E. 5 FEE 10 FMETE,

01:00:09 Adam Fishman
English:

Well, one thing that | would say is, you're an investor, right? You invest in a lot of companies, you're an
angel investor and you have the Airbnb syndicate and things like that. You evaluate companies when
you're making an investment decision, right? Because you're investing a sum of money into that
company. And so as a result, you do a lot of diligence on companies or read other people's diligence,
something like that. When you're interviewing at a company, you are actually investing an even more
scarce resource. You're investing your time. There is no way to get more time. We're all on a finite clock.
You can always get more money. If you make a bad investment decision, "Okay, we lost there." Provided
you didn't bankrupt yourself. Even if you did, you can climb out of bankruptcy. There are things that you
can do, but time is fleeting.

FRCERIR:

FRREN—RE: MEB—TRAEE, WIE? (RRERTREZAFE, FREXEKRZEA, &F Airbnb F@EIMZ KM,
RAEMIRARRERTEQRE, WB? BARABRAERANT —EHk. Ait, MEINQEMAENRIRE
T, HEARFIANBAERS. SRE—RRABERE, FEFRERERA—MEFRRAZIR: (RAVETE, B
B REEIEMEY, HMNEMANNEHEERN. %ET SEBR, WRMEHT —MEERNRARRK, W
B, BEST” , RBIRKKTMIT. BMERST, REBERLBE, EiNE—EFER,

01:01:29 Adam Fishman
English:

And so in this case, you can talk to current or former employees who are not on the interview circuit. And
because they are not on the interview circuit, their role as a salesperson in the process is greatly
diminished. And they can, especially if they're not at the company anymore, give you some pretty candid
feedback on what it's like to work there. So I'll give you a really good example. That was super impressive.
A PM who worked for me at Patreon, who you know Tal Raviv-

AR ERIE:

FRUEXMER T, (RAILGRBREAEEIARZTNRNEHFERTHH. AR EERRESR, thilrFE
7 HEELT NABMAKRESE V. WITAUL—LERNRMINELERERRAR T —HLHIR—EXTER
ETHENIFEIERNR R RAERE—MILRENRIEERZUBGF. — DB Patreon HFHIIER PM, fR2IA

if, Tal Raviv—

01:02:00 Lenny
English:

Shout out Tal.
FRCEIE:

M Tal B8,



01:02:01 Adam Fishman

English:

Shout out to Tal, who works on this product that we're recording on right now-
FROCERIR:

[ Tal B, MRERKNMERSHANXN=m (Riverside) TfF—

01:02:06 Lenny
English:
Shout out Riverside.

AR ERIE:

@ Riverside 2.

01:02:08 Adam Fishman
English:

...when he interviewed at Patreon, he asked me for a list of people who | had managed in the past, and he
contacted them to talk to them about what it was like to work for me. That was the first time that had
actually ever happened in my career. And | was happy to share that with him. And it represented to me a
great level of thoughtfulness and insight around him evaluating what he was getting himself into. And he
was an ICPM and he asked that of me, who was a VP executive level person at the company.

AR ERIE:

------ Hth7t Patreon EIXEY, MAKRET —MNHIEZEEINARRE, ARMEKR TN, BWEERNFT
THERMHARN. BERERIRUEEPERNEIXMER. RREEDZSLEM. XARETRTMECERKE
IERIFREERSNIBERETEE. tEARIAR—TERE PM, MRAFXNQEHEISHEINNSERET
EXNER,

01:02:44 Adam Fishman
English:

So you can do that. And if a company says no or a person says no, | think that actually says a bit more
about them than anything else. If they're trying to withhold that from you. Because why would you? If I'm
a great manager, I'm happy to have you talk to people who I've managed before, even people maybe who
| had to let go or something like that, right? I'm confident that those were the right decisions and that
those people ended up in a better place and they were taken care of with great care. | would actually
make a reference of somebody who I have let go before just so that someone could get a real honest truth

of what it was like working with me. So anyways, that's my take on PMF and questions to ask.
FZERiE:

FRLURA] A e MR—HKRBH—PTAELT, FIANXESHRRATRSET NRAIIHXE X R
o RANFAERRIE? MRKXE—MIFTHEERE, RREABLGMEUMEERIHADY, EEZARLE
HABTRBENA, XB? HEFOHBERERNRE, MABEARGHETEFHMG, HARITZE



. REEIRU—BBEINAENSE, IEFHNARERZXTNEEZNELER. 22, X5
EHIS PMF B E LU ZIE]RYE) &,

01:03:30 Lenny
English:

| imagine you have PMF with your current world, so maybe just to close, can you just remind folks what
you're up to now and where they can find you online and also how listeners can be useful to you?

AR ERIE:

BREMIENEEEEEET PMF, &fE, MEEREAKMFIMEZILHA, EMERTUELIKEIR, URIFAR
BT LA B E RS2

01:03:42 Adam Fishman
English:

First, thanks for having me on, Lenny. This was super fun. | love talking about this stuff and it was great
chatting with you. So thanks again for having me.

FRCERIR:
B, SREIER, Lenny, XBLEB, RENIXLRA, MIRIXRER BRZE.

01:03:50 Lenny
English:

My pleasure.

01:03:51 Adam Fishman
English:

There are a few ways to get in touch with me. You can follow me and communicate with me on Twitter. My
Twitter handle is Fishman, F-I-S-H-M-A-N AF. And | do respond to messages provided that they're polite.
And you can also find me on LinkedIn. Those are the two platforms I live on most frequently, for better or
for worse. And then | now have this newsletter, fishmanafnewsletter.com. And a lot of what we talked
about today are things that | am publishing in written form on that newsletter and plan to continue

publishing going forward. And again, it was inspired by the work that you're doing, Lenny.

R EIE:

BIMANET LB R T RATLATE Twitter EXERHSTIIMN, FHHKSZ FishmanAF, ISBAILR, FER
SEEHR, REATLIE LinkedIn £ EIF. TRFH, XM PEREREERXNFTE, AEREEXGINER
W fishmanafnewsletter.com, HMSKRKFINRERNS, REBUXFERXLKBEIDER L, FHitiIRFELE
Gk, BRGRIE, XBRTIMIEX, Lenny,



01:04:29 Adam Fishman
English:

So how can people be helpful to me? | think certainly subscribing to the newsletter and joining that
community, telling me about the things that are challenging to them so that | can find ways of finding
how they meet up with my interests and translating them into written pieces. And then if you're ever
interested in exploring an advisory relationship with me or learning more what that looks like, reach out.
I'd love to meet you. Advisory work is what pays the bills right now, and my kids need to eat. | probably
need to eat a little less, but my kids need to eat. So reach out about an advisory relationship if you're
looking for some help on growth or product or general company building. It's what | do.

FRCERIR:

ARELANEAEZIF? 38, ITHENEBRAMARNMMXEEEHER, SIFRANEIRRIP A, XFRTEE
HEIX LS FHBIIRE, HBENERXE, 55, NRMEMBRRSENEHEERR, HERT
BIREEARE, BEAT. RREAFIARM. SWIEREMERREITIRE, RNEFIFER. KA
REFLIZR, BEFNSIZIE, FIL, MRMEEK. "al/fAWEZ EFEEY, BHRARLKEEE
Ho XMEZRBITILFATE,

01:05:08 Lenny
English:

Adam, you're so full of insights and lessons, and I'm so happy that you've started writing and sharing a lot
of these things. Folks should definitely subscribe. Fishmanafnewsletter.com. Adam, thank you for being
here.

AR ERIE:

Adam, fREFHFTHARMER, EEEHXMTABREEHIEXELERA, KX—TFEEEITH:
fishmanafnewsletter.com, Adam, BHEH/REVEISE,

01:05:18 Adam Fishman

English:

Yeah, thanks a lot, Lenny. This was awesome.
R EE:

T, FEERE, Lenny, XKXET,

01:05:21 Lenny

English:

Thank you so much for listening. If you found this valuable, you can subscribe to the show on Apple
Podcast, Spotify, or your favorite podcast app. Also, please consider giving us a rating or leaving a review

as that really helps other listeners find the podcast. You can find all past episodes or learn more about the
show at lennyspodcast.com. See you in the next episode.

FRCERIR:



EE BB ARIURIT, MNBIRIEEAIETEENE, AJLUTE Apple Podcast. Spotify S {REIRAIBE N AT
o Lboh, BEERAKNMNTIXABZTITIL, XEMAMEPHEHMITRERNXNMNEERT., A UE
lennyspodcast.com #EIFI B TTER THREZES. THTEBML.



