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(00:00:04) Lenny
English:

If your product isn't doing well, there's a chance that it may not be the product that's the problem, it may
be your positioning. And there's no one I've learned more from about how to very practically and

tactically think about your positioning than from April Dunford.

AR ERIE:

R mRIMAE, REFERERNETmES, METFIRNEM (Positioning). XFUMAEIFESEE
HRREEMBETEML, M April Dunford BBEFFIMARALL MERAE 2

(00:00:17) Lenny

English:

April is the best selling author of the book, Obviously Awesome, which many consider an industry bible
on product positioning. She's also led teams at seven successful B2B startups, worked with over 200

companies, helping them nail their positioning, and has almost certainly done more positioning work
than any human alive.

AR ERIE:

April 2#7HH (2ARE) (Obviously Awesome) BIEE, E ABIBAAFREMITRNTIESZ, it
EBETRAINA B2B gk AT IHAR, 58 200 RAB S1FEMtIEEEL, mMmEMPAIMEEIEMLT
ENFEELLBAItt R EERAEZ,

(00:00:34) Lenny
English:
Also, April's guest post in my newsletter, A Quickstart Guide to Positioning is still one of the most popular

posts of all time in my newsletter and one | share often with founders. | had a total blast speaking with
April, and I hope you learn as much from this conversation as | did.

FRCERIR:

te5h, April ERMNNEBARARNETEXE (EAIRENJERE) ESNERMEXEFRZWEH Top 20
Zz—, HRHEEEDZLEBANN—R. M April IR IEERR, REZMENZRNEFFRME S
HYZRPE,



(00:00:52) Lenny
English:

This episode is brought to you by Amplitude, the number one product analytics solution. Amplitude
helps product teams, growth teams, marketing and data teams build winning products, faster and turn
products into revenue.

FROCERIR:

AHATI B B Amplitude BB1#EL, ERAFRF—HT@mAARRG . Amplitude FBIFmEIRA. 1B EIBA.
EHEMBIER A BRI TSGR M@, FF miE BN,

(00:01:05) Lenny
English:

Amplitude has everything you need, including an integrated CDP, self-service analytics and even an
experimentation platform to help you better understand your users, drive conversions and increase

engagement, growth, and revenue.
R EE:

Amplitude HBEIRFAFII—Y], BIESMK COP (FFAHUETE). BBIRDH, EEXE—ILRTE, &8
BT EAF . REpRUHRESSEE. BN,

(00:01:18) Lenny
English:

Amplitude is built for teams that want to learn as fast as they ship and ship as fast as they learn, ditch
your vanity metrics, trust your data, work smarter and grow your business. With over 1,700 customers like
Atlassian, Instacart and HBO, Amplitude is helping companies build better products. Try Amplitude for
free. Visit amplitude.com to get started.

FROCERIR:

Amplitude EABLRE “RMHZR, FIMEZR NEMNMILIT. SAIERER, SEIRIVEE, EiRA
HTEH S 518K, Amplitude #HHEBE 1,700 REF, &1E Atlassian. Instacart 1 HBO, EBNAER
NEITIEBIFIF G, REFIXAE Amplitude, &R amplitude.com FFIR1ARLE,

(00:01:40) Lenny
English:

This episode is brought to you by Flatfile. Think of the last time you imported a spreadsheet. Did it work
the first time? Chances are it did not. You probably got some weird error, had to try a bunch of things like
removing the blank title rows above your column headers, or Googling how to save with UTF-8 encoding.

AR ERIE:

ZEATIE H Flatfile 338, EE—TRLEXSNBFERBOIER. FREINTIE? RAIGERAE. (RATREEZRT
BFIENEIR, FRAZEHEMIE, LLORERTIARE EANERTT, HEEZBTIRRMALL UTF-8 FiZ R,



(00:01:56) Lenny
English:

What even is UTF? Who cares? You're just trying to get your file where it needs to go so you can do your
actual job. Your customers run into the same issues when it matters most, right after signing up for your
product. Enter Flatfile.

FROCERIR:

UTF BIRZHA? EETFR? MRZBIEXHEEZENME, FiLIREFBTES, MNEFAERXERN
ZI— R ENEM IR e — B RBRIEFRRE, XHRFMFE Flatfile 7,

(00:02:08) Lenny
English:

Flatfile is the data onboarding platform built to take the acute pain out of importing customer data into
your product so they can see the magic that you promised them. Flatfile is SOC type 1 and 2 certified,
GDPR compliant, and even HIPAA complaint, ensuring your customers, no matter where in the world
they're located are sharing their data securely and in compliance every step of the way.

AR ERIE:

Flatfile 2—1##ES A (Data Onboarding) ¥&, SEHMFEEFBIESANTGBIRIZUES, L1
BEIRAER “B8” o Flatfile @I T SOC 13 2 2KINIE, 55 GDPR, BEENEG HIPAAETSMEK,
RIFNEFTIEFAaty, MEEE—T PRI HELIE,

(00:02:29) Lenny
English:

No more emailing files back and forth, no more help articles that just don't land, just clean data on day
one, when it matters most. Get started importing millions of rows of customer data in minutes at
flatfile.com/lenny.

AR ERIE:

TBREREBIMHELEXM, FTEFEPLELANEPIXE, ERXBHFE—RMERSTRHNEHE W
Emuiniel flatfile.com/lenny, FE/LOHAFIBFARBLHITER SR,

(00:02:50) Lenny
English:

April, thank you so much for being here. You're a legend. | am humbled to chat with you and to learn from
you, and honestly | am. And your guest post on-

FROCERIR:
April, IFERBEREER. RRMEE. EMMIIRHARMGES, RBEFERSE, Y. MERBPENTEX
% ......

(00:03:00) April Dunford



English:

Lenny, you're the legend around here, not me.
FEiE:

Lenny, iA@XEBWES, TEHK.

(00:03:02) Lenny
English:

No, no, no. Let's not-

R EE:

R, & o BAIAHY---

(00:03:02) April Dunford

English:

You're the guy. You're like Madonna. You're just a one-name guy now. You're Lenny, the Lenny.

R EE:

RELEA N ARAY RRMEEZHEB—F, WERRIUWFNRFMITT . fR2Z Lenny, AB-NHE—RTY Lennyo

(00:03:09) Lenny
English:

| don't know what to do with that. I'm just going to move on. | appreciate it. Anyway, welcome to the

podcast.
FR3zEiE:
BARMBEZEAEXIET, EIT4EE, SEHRNER, B2, DR FBEE,

(00:03:17) April Dunford

English:

So good to be here. Thanks for having me.
R EE:

REHRIXE, HHsRREIR,

(00:03:19) Lenny
English:

Of course. | was also going to say that your guest post on positioning on my newsletter is still in the top 20
most popular all-time posts. | keep coming back to it. People keep telling me how useful it is. | keep
sending it to founders. And so I'm just excited to dive a lot deeper on this topic.



AR ERIE:

BEEEN. HNATEN, MERNFIBALENXTEMUNTEXE, ESNERELURKEEILATA] 20
RZ—e REEHEE, ME—ESFSFREEZER. REELRERGEBA. FIUFIFEHEEMXTIE
AHITERANBRIT,

(00:03:32) April Dunford
English:

Cool.

R ERE:

P

(00:03:33) Lenny
English:

All right, let's do it. So for listeners who maybe aren't super familiar with your background and how you
came to be such an expert on positioning, could you just briefly share your journey to what you do today?

AR ERIE:

9%, BREATFFIEIE. N FRBLEATEFARNABMIER, ULMRBNAMAEMERIAR, REREDZE—T
fREEISRBVHIET?

(00:03:44) April Dunford
English:

Yeah, sure. So my background is | didn't study marketing in school, | studied engineering. Straight out of
engineering school, | got a job, a product marketing job at a startup. And I've been doing this a long time,

so this was back when startups weren't even cool and we just called them small companies.
AR ERIE:

7, RNERREEN: REPRTLYERN, MRPTRN. TRYKREVE, REBE—RLAT
HET—HERMIHEN (PMM) BT REXTRAT, BHROLATEEEFTRT, BNREENY
NAF”

(00:04:01) April Dunford

English:

So | got a job at a little company and then that company, | was assigned to a product that was kind of a
loser and we weren't selling very much. We ended up repositioning it and the thing took off, it got hugely

successful. That company got acquired, my boss quit and they made me the vice president of marketing. |
still have no idea why. And then I decided, well, this is my jam, this is what | do now.

FRCERIR:

BEBRKNAB I, ARFERDED—IRUBENTmL, HEBX. BRENEREMLUTE, ER™m
— XX, RETEANEY. BRABERREME T, RHNERFRT, wilLERYTEHENSE (VP



Marketing) , HESHAIEANMT A, ARKTIRE, XMEBENEFIFN, XMEXUEETHNE,

(00:04:24) April Dunford
English:

And in particular, we had a handful of products there, the positioning also seemed kind of weak. And so |
embarked on this journey of, hey, positioning seems to be really important because when we get it
wrong, everything sucks, and when we get it right, we all make all kinds of money, so | should figure out
how to do this properly.

AR ERIE:

FRBERRAR, HMEBLNTm, EUERRBEFSN. TREABTXEBRRRZIK: EAMFIEEE
2, IN—BigsE, —UIEWMRELR; M—BRXY, AREMEMRAE. FIUAREFEREERZEAERMEE
il

(00:04:43) April Dunford
English:

And so | read a bunch of books, took a bunch of courses and what | discovered is that positioning is this
foundational marketing concept, but we didn't really have a methodology for doing it. And so from that
point forward, | became a repeat vice president of marketing at a series of startups. So I think | did seven

and six of those got acquired.
FZERiE:

HETRZH, LT3R, ERAAEUBAR—MEMNEHERS, ERIFBE-—EREENRITHE
Lo MBRETIE, FAR/ESRENLATEEEHRSH. FABMT LR, HRAKEBREET

(00:05:04) April Dunford
English:

So | repositioned a lot of products across that and positioning became my specialty. Basically, if you were
looking for a vice president of marketing and | came into the interview, the reason you hired me is
because your positioning was crappy and | could talk intelligently about how we were going to fix that.

AR ERIE:

EXNEREFR, RARSFREFMETELM, EMERTHNETRK. E4L, NRGEREHRSSMKXEE
i, (RERNERR—ERMFRMNEMRE, MEAEFIDFUSIFEERIEOAEEE,

(00:05:21) April Dunford

English:

And then about five, six years ago, | decided | wanted to go do something different and so | made the
switch to consulting and now that's all | do. So | basically do positioning. Even more specifically though, |

really focused on, | only do tech companies. | only do B2B companies, because my background is all really

B2B and | don't really get consumer.

AR ERIE:



REOANRFR], FRESH—EFRANERS, TRETHESH, NEIMERHNEEIIF. FERERMEN
Eif, BRMAKMIE, LT ETRERAE, MERMB2B AT, AANKMNEREE B2B, HAKIE CimHEEE

5o

(00:05:43) April Dunford
English:

And mainly | work with startups. For the most part it's what | would call a growth stage startup, post
series A, series B, but occasionally | do some really, really big companies that have weird positioning stuff
going on, like they've acquired a bunch of things and they're trying to turn it into a business unit or
something and there's no story around that. So that's how | got here.

FRCERIR:

HEBMENRF]E1F. KEBRBIHFTIRANERMEREIN AT, BNARE BRZE, ERREEIIRS—LIE
BANARE, EfTEEIEIFIENEMRZR, e T —#lkss, ERERENEaE— I FLE, BAH
AH—PEBIHE. XMERERS KT,

(00:06:04) Lenny
English:

Awesome. To set a little color, | guess, how many companies have you worked with at this point and

helped with positioning?
FR3zEiE:
KET. ATURRBEITENRR, FIEFINLE, (MROMSORKABS1EHEB I E0?

(00:06:10) April Dunford
English:

It's around 200-

R EE:

K 200 REH.

(00:06:11) Lenny
English:

Wow.

FRCEIE:

=+
I]:I: o

(00:06:11) April Dunford
English:

... I think. I think, | suspect that | have done more positioning than anybody on the planet.



AR ERIE:
------ FKBEM, BIFRRMOE L TIELL IR EERAEZ,

(00:06:18) Lenny
English:

I was just going to say that.

FRCERIR:
RIERXAYL,

(00:06:19) April Dunford
English:

That's my suspicion. | certainly have positioned more B2B tech companies than anybody. | don't know
how anybody's going to get me on that one.

FRSCERIE:
XEBRMNER, FHNB2BREATDHMEUMNHESEESRZN, REFHEEXAEBER,

(00:06:27) Lenny
English:

| would not be surprised. Okay, so I'm excited to learn a lot from our conversation along those lines. I'm
curious, what's the most interesting or unusual company that you've worked with around positioning
and what happened there?

FROCERIR:

H—R BRI 17, HRAFBENZIINERZERS, HRIFE, AMEEINQATF, XTEMUREH
HERAFENEN—K? HHRETHA?

(00:06:39) April Dunford
English:

The fun part about positioning is that when you do this kind of work, you get to dive into a market that
maybe you haven't thought very much about. So it's like, I'm going to drop some names, but this week
I'm working with Epic Games on a product that they have called Twinmotion, which is absolutely mind-
blowing tech. You should look at it.

FROCERIR:

WEMREBRBMSET, RAILRAAR—MIAEMRFAREINTG, b, FENLHBF, XA
IE# Epic Games &1E, 3] — 04 Twinmotion ByF= @, BREALEITSANER, RNIZEEE.

(00:07:01) April Dunford

English:



| don't come from that world of doing three dimensional graphic stuff, and so it's fun to just do a big,
deep dive on that and look at everything in the space and look at what's possible and what isn't possible
there.

AR ERIE:

KAEE 30 BA N EFRY, FRLURANMIRAR U, MEZEENFFESEY. RRTARHEN. FARF
AIEERY, XIFEHE.

(00:07:12) April Dunford
English:

And so I've done everything from stuff like that to | come from databases. And so | have a lot of companies
doing deep data stuff and data analytics stuff, which | find really interesting and cool, but then

occasionally you'll get one that makes you think about your life differently.
R EIE:

RS EMZFNTE, HEFRHEREEFELEN. FIURERSZLEMREBIENIBIED T,
BBMRES BER, (RRBE—MLINEE=EFRBENTE.

IR
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(00:07:28) April Dunford
English:

| did one a year or so ago and the company's called Bluelight Analytics. And what they do is technology
for helping certain kinds of dentistry instruments work better. And so I didn't really think much about

what happens in the dentist office until | went to do this workshop.
FRZERIE:

RA—FFHEMI—IIE, AT Bluelight Analytics. i1V RSEBELEFRSBMEF T IE, 7=
SN TIEEZAT, BMREEREIFRIAERIRERER 4o

(00:07:47) April Dunford
English:

And then we spent the whole time talking about it's terrifying actually, half the stuff that a dentist does in
your mouth is very likely to fail because the equipment is terrible and the way they actually do things like
cure fillings is actually really terrible. And so sometimes | learn things in these workshops that | wish |
didn't know. I'm a little bit scared going to the dentist now.

AR ERIE:

RRBANBHEEINIE, HEEDHY, FEEMEBEEMORZSBEE—FBREZRM, FNKERER,
MBI AR T AXELHRERE. FAUARMEREXETEHEZINARA, HTRASFTNE, R
EEFER) EBEREMRT .

(00:08:07) Lenny

English:



Oh man, sounds like they-
FRZERIE:
RUB, DESSRAb]-

(00:08:08) April Dunford

English:

Sorry to the Bluelight guys, but yeah.

R EE:

XA Bluelight IBMITLY , (BEFELmMEXIF,

(00:08:09) Lenny

English:

| thought Bluelight was going to be like not getting exposed to blue light when you're trying to get asleep.
R EE:

FIE LA Bluelight ZHERE DT BB S 15 Y BR AT 2 K AT,

(00:08:14) April Dunford

English:

No. No. | wish. That would make me not make me so scared of the dentist.
FRCEIE:

T, Ro HWELZEIE, BEHRFIEXABFET .

(00:08:21) Lenny
English:

Also a problem. How do you know that you have a positioning problem and that you should focus on
positioning?

FROCERIR:
BELBENIH, Ba, (REAFERCHFEEMNE, FEMZFWRKEENLTIE?

(00:08:26) April Dunford
English:

So this is a thing that people ask me this a lot. And | think what people want, and | want this too, what |
wish we had was a metric that | could say, "Hey, when you start seeing this metric go in this direction,
then you know the positioning is bad." But unfortunately, weak positioning gets you all the way across
the pipeline.



AR ERIE:

BZAREXNA#E, BERAMIEENE —REBE——N 65, ROULUEEEHR: B, JMFEEIXT
BIREX N FAARN, MRMEEMERAET,.” ERBHNE, EAEFTNEMET TENIMHER
(Pipeline) o

(00:08:47) April Dunford
English:

Weak positioning hurts you in the early stages of pipeline in that people don't really get what you are, so
they're not responding to your marketing the way they should. And you'll get this sluggishness in the
middle of your pipeline, particularly if you have sales people. The light doesn't come on until they've had
three calls with the sales rep and then the light comes on.

AR ERIE:

EUESRERIZRHER, RAANFHBMAKREMAR, FAUBIFAZNREHBENER R
Ro FERFPHE, (RRRBE—METRE, [HSNRMEHEANNE, FRETEMHEARITZRBIES
fE ‘A" , BBEREALE.

(00:09:06) April Dunford
English:

And then sometimes what you'll get is your sales team is actually really good at selling the stuff, but the
positioning's wrong, so you close a lot of deals, but then people get using the product and they're like,
"Wait a minute, this isn't the thing that | thought it was or it doesn't do what | expected it to do," and then
they churn out on you.

FRCERIR:

EE—MERE, MEEERARHESSIEBERKERA, BEMET, FIURERTRZ S, BEIAIIFRER
b, M= “FF, XREUANFR—F, HECREBRHBOTE." ARMNMIRE (Churn).

(00:09:20) April Dunford
English:

So all your metrics look bad and you can only tell they look bad by comparing them to your own metrics.

And so it's really hard to measure if the positioning isn't working or not.
FRZERiE:

FRUURARE RYtER AR ERRAERS, MEAMRERINE S ENEIrTLE A LM, Hit, REEEEHEE
U EE(FR.

(00:09:31) April Dunford
English:

Back when | used to be VP marketing, what | would do to assess this is I'd be the brand new VP of
marketing, I'd come on board and 1'd say, "Well, I'm just going to go hang out with sales for a bit." And
you can really hear it in sales calls, particularly in an initial sales call with a client.



AR ERIE:

DA EEHR S8, WEEMUNTGER: FARLEERN VP, REWR: “REEAHEHEF—EF.” EHE
HBIER, REREREFR, $3IRESEPHEET.

(00:09:49) April Dunford
English:

And what you'll hear is things like the customer comes on, your sales rep comes on, and your sales rep's
doing a great job pitching the product like, "Oh, we got this thing and it does this, that, and the other
thing."

AR ERIE:

MEFEXFENER: EFEET, MHHEARELET, HEARRNGRUE, HEE~®: ‘B, &
MEXNINEE, SR BT, EESF—HE"

(00:10:01) April Dunford
English:

And they'll get a certain way through the pitch and you can see the customer's just like, "Yeah. Yeah. Yeah.
Just back it up and pitch it to me again." That's probably the most common one | get is, "Huh? Could you
just say that again? Could you just back up to the beginning and do that thing from the beginning?"

FROCERIR:

WHE—%F, RERAFF—RSEA N, FF, MERLEBRFJHA—ET? * XRRMEINKERNE
e Me? fREERIR—EBMI? RERREMEIFFL, MKBH—EINHRA? 7

(00:10:15) April Dunford
English:

So there's this confusion. Sometimes what you'll get is the even worse one is the customer thinks they
know exactly what you are, but you ain't that. So you'll get people who say, "Yeah. Yeah. | get it, you're
just like Salesforce." And you're like, "Oh actually, no, we're nothing like Salesforce. Sorry. No, that's it.
Let me back up and start from the beginning."

AR ERIE:

XM, EREEENE, ERUAMIIEE2NEMREMTAN, BRBEEARZE. REAIEAR:
‘B, FIET, RIFLE Salesforce —#%,” SARIRREEEMMNIL :  “&l, HLARZE, FAF Salesforce T
RE, B, A2, 1LIFKIREIEM LR

(00:10:34) April Dunford
English:

Or you'll get this and this one is actually terrible where people will say, "Well, | get it. | mean, | totally get
it. | totally get what you do. | just don't get why anyone would pay for that. | can do that in a spreadsheet. |
don't get it." So they think they get what you do, but they don't really understand the value.



AR ERIE:

HEMZBEXMER, XENRER, AMIxR: “9E, HET, ZxeRAMRMNE28F4as. FREFR
ANt ABASALLT . XA Excel mBERE. HAEM.” BHMEiR, IIUNBEEET, BHKEEALE
EEHEPHIME,

(00:10:50) April Dunford
English:

And so if you start hearing stuff like that in an initial sales call, those are usually good signs that the
positioning is weak.

FRSCERIE:
FrLL, SNSRMRTEVIRSHE BIEh AR ER IR, BEMEELEHBMNBEESES,

(00:10:58) Lenny
English:

That is really helpful. Backing up a little bit, we jumped right in. I'm curious how you even describe
positioning, what the heck is positioning? And broadly, just why is it important for people to think about?

FRCERIR:

XIEEFHER, HHERR—R, RNNAERIANETR T, RRFSMOEER AU , EUAFKSMTA
R? XL, ITANIREREE?

(00:11:08) April Dunford
English:

In my opinion, it's really misunderstood, which is funny because it's not a new concept. We've been
talking about positioning since the '80s, but like a lot of things in marketing people have stretched the
definition or there's different definitions, even among marketing people. If | had a dozen vice presidents
of marketing together in a room and said, "Hey, define positioning," we'd get a dozen different
definitions.

FROCERIR:

AEREKR, EMUHKTEIRET. XREB, ANERZHAFER FIIM 80 ERXMFBIKILENMT , EfMKE
EHEPHRZZY—F, MIERTENEN, EEEEFRARABEEREANEN. MREL—ITEHRS
BXE—TEEE, ILMINEXEML, HEFE 12 M FENESR.

(00:11:30) April Dunford
English:

But | think about it this way, positioning defines how your product is the best in the world, delivering
some value that a well-defined set of companies care a lot about. So put another way, it encompasses a
lot of things, it defines what are the alternatives to what you do? How are you different? What value can
you deliver that no other product on the market can?



AR ERIE:

BRXFE: EUEXT RN~ RMARAH R ERFH, HA—HEXBEREABRMAMIIFEEREIREM
B, aiER, EESREANE: EEXTIFFMEEBENBNAGRENA? MEMATRE? REERHmiz L
Bt~ AR MBI+ afiE?

(00:11:56) April Dunford
English:

And oh, by the way, who cares a lot about that value? So who is it that you're trying to target? And then it
also encompasses the definition of your market category or what market is it that you intend to win.

AR ERIE:

7E, IRER—T, EFEEEERINE? UHEMNEMEFRZE? I, EXBEXRINTIHESR
(Market Category) HIEX, HEWIFITERSH M7,

(00:12:08) Lenny

English:

That is such a succinct, simple way of thinking about it. Something that I've been thinking about is this
isn't something just founders should care about. PMs on teams that are building a product should think

about this, leaders, GMs of business units. This applies across the board, basically to any product,
whether it's the entire company or just one feature.

FRZERIE:

XEZ—MENERATHEZSN. H—EHER, XFNNBIBANZKONE, ARITEF M~ mEE
(PM). MSE. BUBZEE (GM) BNZEEXNIE. CERTHEEE, EXLLERTERN~R, T
IEREBNMAREZMNX—T 188

(00:12:24) April Dunford
English:

Well, this is one of the things that where | think people get into weak positioning. One of the things that
happens in companies, and | see this a lot where the founder has an idea what the positioning is, but then
you go to the marketing department and it's a little bit different, not a lot different, but a little bit
different.

AR ERIE:

&, EMEBEHIAANAMNBAELESHNREAZ— AREEEREXMER —HKREZT —EIBRAXME
UBE—E®E, BIREEHEEN)E, INEEXERTE, BAEFAK, BHEEEHN.

(00:12:42) April Dunford
English:

And then you sit in on the sales pitch and that's a little bit different again. And then you walk over to the
product team and they're thinking about it slightly differently. So | think a lot of weak positioning comes
from the fact that we don't have perfect alignment across the team on all these piece parts of positioning.



AR ERIE:

ARMENHEEEH, KAUXERF—1F. BEMEI @A, ZIMNBREERERE. FIUIKINS,
REEMETFNRBRETFEARNBEE AN MEMRE D LRBEMTERIXTT (Alignment),

(00:13:00) April Dunford
English:

So in the work | do, and even back when | was a VP marketing, if we're going to fix this thing, we can't just
have the marketing department or just the product managers sit down and cook up new positioning and
then heave it over the wall to everybody else, it actually needs to be a group effort. It's a team sport.

AR ERIE:

FRAERBTER, EERMEIHLEHRSHN, MRBMNBFRZNEE, FERILEHNIH~mEE
STHRAH —IHEN, AREENLEMA. EXFLRTEERES, XB—HHIEE.

(00:13:19) April Dunford
English:

So if we're going to do positioning well and then actually have that positioning stick and get adopted the
way we want it to across the company, if we're going to do a positioning exercise, ideally we've got
marketing, product, sales, customer success, and anybody else we need from the executive team,
particularly the CEO, together in a room when we're building it.

FRZERIE:

MRFBATVEMIFEN, FHLETERRABEEIVRAHLGTAIIWES, BATEHITEMLSIN, BERBERT, &K
MRZILEHE. . HE. R (CS) URBITHEMRERAFENA (532 CE0) BE—1THEEEH
[E3E,

(00:13:41) April Dunford
English:

So that we can all bring our expertise to the table, bring our understanding of what customers do and our
product to the table, thrash around on it a little bit until we get agreement on it. And then now that we've
all got agreement and alignment around it, then we can all go execute on it and we're all singing the

same song.

AR ERIE:

XEHNTMESITFER, BNFLTAN~RREERRE L, REES, BEEAHEIR. —BRITEMHE
IRFMFTT, RRFAIUERIT, PREASERE—EHR.

(00:13:59) Lenny
English:

That's so interesting. How often do you find that the problem is misalignment within the company versus
just they don't actually have the right positioning and that's the problem?



FRSCERIE:
XEE#, MRINNAEZEHTATRBHARNTT, RERAMIIMEAREHE ERIEN?

(00:14:07) April Dunford
English:

Well, a lot of times it's misalignment. | would say the majority of the time it's misalignment, because
what it is a piece of the company has it right, but the other pieces don't. So | get one of two things are
happening.

FROCERIR:

REMEZANTT. RIWRASDHEHZANTT, AAFELATN—BIAZNE, BEHMATRZE. HEE
ZIBEIRME .

(00:14:21) April Dunford
English:

So sometimes what I'll get is the founder comes to me and the founder says, "I know exactly how to tell
this story. You put me in front of a customer, | crush it every time. | know how to position this thing. |
know how to do whatever. But we've gotten big now and | got a brand new VP marketing and | got a brand
new VP sales and | just hired somebody to do product and they don't understand it the way | understand
it.

FRZERIE:

BMZEIBEAREI, W “HEENEZEAHXNEE, RBEZRBEZFER, ZEREMERE. &K
MEEAENM, FRAEZEAM. BREATEART, BATHHEHRR S, MOHERIEH, ERNE T

mATEA, BTN EMNERRETE R —1"

(00:14:43) April Dunford
English:

"And when | listen in on a sales call, what | hear is all wrong, that it's not it. When | look at our marketing,
what | see, that's not it. And I've tried to get everybody in alignment and | can't. And so | need you to

come in here and facilitate a thing where we can all get in alignment." That happens a lot.
FREiE:

‘HIEHERIEN, REFEET, TEPEFN. AREIRIMNNEHEAETN, RESHRAEMF. ik
WiLARXMTT, BHEEAE, FAURFRRIREF T, UENAEAEHRIIR" IMEREELE,

(00:14:58) April Dunford
English:

The other one | get is kind of the opposite of that, where you've got a founder that used to run sales, used
to do all the deals, used to do everything, had their arms around this market very tight at one point and
then the company's grown, often very quickly. They've hired a bunch of very senior people to run pieces,
but at the same time, the market itself has shifted a lot.



AR ERIE:

S—MERUER: SEAURERE, FERMAEREYF, BENTHH TIEE. BREQ/RRERK, it
MNET —BFRAALRDEZRIS, MELEN, mHERSHEETERZE K,

(00:15:20) April Dunford
English:

And so I'll get approached then often by the head of product or the head of marketing that comes in and
says, "I don't think we have this right. | think we're actually positioned for what the market used to be.
And I'm having a hard time getting the founder, having their heads around it and everybody else on the

team, because we're all coming at it with different information."
R EIE:

XB, FRARAREHEATAZEEIE, i “BESRNNVELRN. FMNAENEMRH I ENT
7, BRMILLEIBARBAX—R, WRMELLFAEMARNIIR, HAXRKERNESEHBA—1F"

7t

(00:15:41) April Dunford
English:

And so sales sees what's happening in sales. Marketing sees what's happening in marketing. The
founder's getting pulled into certain deals, but not all the deals. Product's seeing what's happening in the
thing. And so again, there's pieces of it there, but we're not all in alignment and agreement. And so we
got to get everybody together and then work through it.

AR ERIE:

HERBIHERNER, EHIABIEHRIER. QIRARSSRERENETF, MAZ2E. ~mE
QEIFRAENER. L, 8MAFERIBERLHNER, KRB EMHEIR. Eit, HIBIERE
ARE—RE, HREFERXNEH.

(00:15:59) Lenny
English:

What does it look like when you've nailed it, when you are maybe in a good place with positioning? And

also just along those-
FREiE:
HIREEREEMN, HERAEMLTFTRIPRESH, BHasFrY? MBREX D

(00:16:05) April Dunford
English:
Yeah-

FRCERIR:



(00:16:05) Lenny
English:

Go for it. Go for it.

R EE:

B, B

(00:16:06) April Dunford
English:

.. it's interesting because when it's working really well, it feels like magic and really great positioning
feels obvious. You pitch it to people and they're like, "Well, of course that's it. What else could it be?"

AR ERIE:

XREB, ljjémuflli%ix&ﬁ'} iﬁé MBEZE—F. FANEMRRER “EMZA" B fREANIKH,
ffl=in: “B, SAMEXE, TERHAFRE? ”

(00:16:22) April Dunford
English:

One of my favorite companies, this is a company | worked with a little bit a couple of years ago is
Postman. You know these folks?

HEREMRH QBT Z—2 Postman, JIERIEMAI]SIETI—R. RAEMIIE?

(00:16:28) Lenny
English:

Mm-hmm.

FRsCERF:

ul[]?o

(00:16:28) April Dunford
English:

So they basically have an API platform, a platform for building and using APIs. And just how | described
that right there is so simple, it's so simple, of course that's what it is. But it was not simple getting there
and that's not the way they were always describing themselves. And if you run that back three years ago,
that's not at all what you would have gotten as the pitch for Postman.

AR ERIE:

B REME—N API Fa, — T ATHWENER APINTE, RANERIFEESE, BRILEARS
RS o BREXMEEHARS, MWIURHAEXAWAECH. MRIREIZI=FF], Postman #Y



HERITLR B IMEX T,

(00:16:51) April Dunford
English:

But really, really great positioning just feels like it's so clear, it's so simple, of course that's what it is, of
course, and of course we need one of those. If we're serious about APIs, why would we not have a
platform for building and managing APIs? Of course we need that. And so it's hard to judge sometimes
from the outside.

AR ERIE:

BERIEMRNEMMSEITIMUER . MIER, ILARE “HABXE, HMNIAFTE— - AREITA
BEXfF AP, AtASAFTE—MEEMNEE API BT ER? BAISHAFTE, FrLl, B MIMNBRMEFIMTE LAY
9%,

(00:17:11) April Dunford
English:

The other thing is that positioning is somewhat like messaging in some ways in that it's not a static thing,
it changes over time. Your product itself doesn't stay the same, the market doesn't stay the same, and so
things will shift over time. And so you can have good positioning that suddenly becomes bad positioning
and it's not great positioning anymore, or good positioning that goes sideways or whatever, then you got
to come back.

FRCERIR:

S—HER, EUEEEFEEREEREIE (Messaging), EXREEHSH, SMEREITN. R~ REZ,
HIHWEE, FRABREHE EERTME, REERRASEREFNEN, ERABERFBERT, HEE
RETHR, XERMSEREL.

(00:17:36) April Dunford
English:

And so usually | think there's value in checking in on your positioning because it's really hard. Again, |
don't have a measurement to say yes or no, the positioning's working. And so | think there's no harm in
checking in on it, going through a process to walk through it and just check in and see, could it be better?
Maybe we could tighten this up. Maybe this could be a lot better than it is right now, but we've never sat
down and actually deliberately looked at it.

FROCERIR:

FRUFIN A ERRIC B E (L2 ﬁﬁl{ﬁﬁ’ﬂ EAXHLRE, BiR—R, HEKE—MEREERSIFREMLRS
Mo Ak, EHIEE. i wEihiE. BERTRMIEEN, XHEERL. BIFHNATLIBEMARISESR, 1
WERLLIAERRFZ, RRHNMRLTRZIZFAIE,

(00:18:03) Lenny
English:



Just to make it even a little more concrete, what are just some examples of good positioning statements

or just the positioned companies?
FRERIE:

ATIHLEEERF—=, BEMEFNELFFR (Positioning Statements) ZHEEIIEERINH ATIZHGI?

(00:18:11) April Dunford
English:

So one thing is a lot of times people will send me a link to their homepage and they'll say, "What do you
think? Is this positioning good or not?" And the problem with B2B tech companies is, well, unless I'm your
buyer, I'm not the right person to ask.

AR ERIE:

BE—RE, ERAARGHZ—TENEER: “RREFSEAE? XTEMFAIF? 7 B2B R ATMREE
F, FRAEREIRHER, SUWHRAFZIMESEIZEX NI A

(00:18:26) April Dunford
English:

So you can have companies, people will say, "Well, | looked at the website and who knows what that is?"
And it's like, well, it doesn't matter if | can understand what it is or not. If I'm selling a deeply technical
thing to deeply technical buyers, it's okay if your grandmother doesn't understand what it is when they
get there. What matters is, does it resonate for your buyers? And when they land there, do they go, "Oh

yeah, | get what this is, and that seems like a thing | should have."
FEiE:
BERF, AfI&i: “HEIMIIAOMNLE, HEREFWN? * HL, KEFEFEATER. NRKE

ERRERAEIRHEERERAT @R, BAMPIHENELRZXR. EENE, EREESIRMERH
15? SftfihpRMises, BERE: "B, 28, ZRPEEXEHA, XERKFENRA.”

(00:18:53) April Dunford
English:

And so a lot of the companies that | really love the positioning of, you would go and look at it and say, "I
don't know, man, I'm not even sure | really understand what that is." If you didn't have anything to do
with APIs and you didn't know what the fuck an APl was, whatever, you might land on Postman's page
and go, "l honestly don't get that." But that's okay, you're not a person building the APIs, so you don't
have to understand it. That's all right.

FRCERIR:

FRURZHFEEMRNVEMER, (FEBNIMRAIGESY: “BAME, Wit, REETHERESEERNIZR
BRI A" SRR APIEZXFR, BEERHE API ZHHAR, fRiARE Postman TIEIRIEERTEE: “H
HEMERE " BXEXR, (RAEMWEAPIBA, FILUMRAERE,

=

(00:19:18) April Dunford



English:

Particularly, I've worked a lot with companies doing deep Al stuff, deep, deep digital analytics and deep
data stuff and you can't tell from looking at the website, whether it's working or not. The true test of
whether the positioning's working or not is, if I'm sitting across from a qualified prospect and | tell the
story, does the prospect get excited and want to buy something? That's the real test of it.

FRCERIR:

1302, RESWHEMERE AL RERFAMMREBIRLSHAEEIE, RIEFBIE ML TENLE
BEM. HENNHE: NMRBLE-INERBESFAENHXME, ERRESRIINEHBERX?
XA REIERNZL,

(00:19:41) April Dunford
English:

Any other test | think is we're bringing our own baggage into it and saying ... | pick on these guys a little
bit, but in Canada, there's a big startup conference, it's great, it's called Startupfest. It's in Montreal.

AR ERIE:

HIANERMEMEIIREHFE NANERRBL. RERLEAFANTE, ENMEAE—MRANEN KRS, FE
¥, DY Startupfest, ERIFHI/REIT,

(00:19:51) Lenny
English:

I've been to that.

R EE:

BEL.

(00:19:52) April Dunford
English:

But every year they have this thing and it's called Pitch the Grannies. And you go in and you're a startup
and you pitch the grandmothers and the grandmothers decide whether or not your pitch was any good.
And this infuriates me because I'm like, "This is a terrible judge of pitching." Maybe if we're doing the VC
pitch, in which case you're saying the VCs and the grandmothers are exactly the same, that's a little
insulting.

AR ERIE:

HESEBE—NHTU ‘BB (Pitch the Grannies). B ATIHERBINDIIHS, HHMIDRE
REVIEIRIF AT, XUERRES, AARKRT: "XEEREHKTINRETHIRAE" FRIFRIEM VC kR
BEH, MIRIAN VCHMEDNNE—RIE, BXEERBEEA

(00:20:16) April Dunford

English:



But certainly, if the pitch is a customer facing pitch, | don't care whether the grandmother understands it
or not. Unless | happen to be building the thing for grandmas, | really don't think that matters at all, so
yeah.

RSz ERIE:

BNRXZ— I HRAZ AT, RREREFENDEFERE. FRERGTFRENEDDIIAL M, &
MEIANAZIREREE,

(00:20:28) Lenny
English:
Hopefully no B2B startups are pitching to grandmas, don't think that would go well.
FEiE:
E9H B2B QI ABTEMENINHH, RESIHEFBHER.

(00:20:32) April Dunford
English:

Yeah.

FSCEiE:

o

(00:20:32) Lenny
English:

Okay, so say that you're a PM or a founder that's ready to start figuring out their positioning for their
product, what's the first thing that you do?

FROCERIR:
%, RIRIRB—NTmEEHEIBN, EEFIENTRREENL, RMINE—HF2HA4?

(00:20:41) April Dunford
English:

So I've done a lot of thinking about how should we actually do positioning. And so a critical piece of
positioning is your differentiated value, what's the value that you can deliver that no other company can
deliver?

FRCERIR:

H—EEREZHNARMNZMNEME M EMUN—NXBEDZIME “EFWHNE" (Differentiated Value),
BMfreeiRtMA AR TARHENNER T A?

(00:20:56) April Dunford



English:

And so how companies get this wrong a lot is they'll say, "Okay, well, we want to look at our positioning,
so let's get everybody together." Or sometimes they'll say, "Let's just sit in the marketing department and

think about the value."
RS ERIE:

REAEEXERILHE, 1=k “FE, FNBHAEM, ARB—ER.” HEERMUINZHR: “LEHEE
TR TRBENMER T A7

(00:21:07) April Dunford
English:

But sometimes folks will get a team together, they get a team together and then they'll say, "Okay, so why
does everybody love our stuff?" And this is a terrible way to go about it because what you'll get is just a

bunch of opinions and we don't really know how to measure is that good or not.
R EIE:

BERAKERNRE—E, AREME: 98, ITAKRKEBERKNNRE? * X2—TEBERENGE,
ARFEINRZ UL, MBAMREFRE NS EXET LRI,

(00:21:20) April Dunford
English:

So | actually think the first step in a good positioning exercise is to really understand, what do we have to
position against? So put another way, it's like saying, what do | have to beat in order to win a deal? So in
positioning work we call this competitive alternatives.

FRZERIE:

FRAERINA, — NMFNEMGINE— T EEIEER . RS AHTEM? WIEWR, ATREITE,
BomEMAA? EEMAIESR, EITzA “TEERAZE" (Competitive Alternatives) .

(00:21:36) April Dunford
English:

Now how people mess up this first step is | say competitive alternatives and they think competition, so
things that look exactly like me. But in B2B, we have two sets of competitors. We have status quo, which is
whatever the company is doing to attempt to solve the problem right now, even if it's crappy and not

great.
FREiE:

MIEE—IEZBENMAR: TR "REEAHE" , InB2 “TEXF" , AFRLEEERNEC—
R—FRRA, {B7E B2B JUEl, RINEREREWNF. F—XEE “WR” (Status Quo) , ENEF BaIFARARR
FERRERA T, BEXMARE. RAER,

(00:21:56) April Dunford



English:

And then there's if the company does decide they're going to buy something different, they usually make
a short list, so it's whoever else lands on the short list. So | need to be able to put a stake in the ground

and say, "I got to beat all that in order to win a deal."
R EIE:

BRE, MREPRAEMEAENFRA, MITBERY—MEERE (Short List) , IZER S LRVEMER
BAo FMURFERARRS: “NTRFITE, ROMERAEXLERF”

(00:22:10) April Dunford
English:

Now, most folks will discount the status quo, but they shouldn't because in B2B we lose about 40% of our
deals to quote-unquote, "no decision," which actually means we lost to the spreadsheet, we lost to pen
and paper, we lost to interns. And if we're not positioning well against that, we're never going to get the
customer to come off of that.

AR ERIE:

WE, REBAZBM BR” , BUNFRZXEFY, FA7E B2B Judl, FTKNE 40% NREFERENFME
By “RURE" MEER, XEMFEBEREHNIELT Excel RIE, WLaTHRME, LT RIE. WRENF
REFT AP X LELIVRMEF E AL, FMVMKTETEILBEPBFEN.

(00:22:31) April Dunford
English:

So | got to win against status quo, but I also have to win, if it's ... Most of the time, if it's B2B, you don't just
buy the first thing you come across, you make a short list of alternatives and | got to win against those as

well.

AR ERIE:

FRAFR O TERBE IR, TIESNRETE B2B s, RZSMEHERIRAZERELMEBENE—NRA, (RIF—1E
RARLE, RBLIEMS S ERARENF,

(00:22:44) April Dunford
English:

So step number one, what am | positioning against? Once | have that stake in the ground, then | can start
thinking about what makes us different. So the easiest way to do this is okay, this is what | have to

position against, what have | got capabilities wise that the alternatives don't have?
FRZERiE:

FRASE—% 2. HEHMNFAHTEM? —BERBTX—R, EMAUFGRERERNNFEZL. REENT
A BAXRRNRENTF, PBATENHEH, REPLEEERSEMTASHN?

(00:23:01) April Dunford



English:

So feature, function, or even capabilities of the company, which could be pricing or professional services
or other things that you've got, but also capabilities of the product. What have | got that the alternatives

don't have? And | can make a giant list of these things.
R EIE:

XEFEEE. 51, BEERQEMNEESN (WMEMN. TWRSHEMMAE), SRAEE~RmE. REWLER
ARERAREEN? HAFIE—KER,

(00:23:15) April Dunford
English:

And then | can translate that stuff into value by going down the list and saying, "Okay, we have this great
feature, so what? Why does a customer care about it? What is the value that feature enables?" And when |
do that mapping over to value, what generally happens is | end up with two or three value buckets or
value themes.

AR ERIE:

Ala, BAILUZTRXEEAZANANE, FBES: “WFE, BMNEXMRENIIE, BEF? BRAMFA
BERE? XTEEMT HANE? 7 HERTHXHENENRGE, BERKEIR=MEHLENNEE

Ao

(00:23:36) April Dunford
English:

And quite often those value buckets or value themes are different than what | would've gotten, if | got all
the smart people in my company together and said, "Hey, why does everybody love our stuff?" When | do
it this way, I'm ensured that those value themes are differentiated and not just things that are generally
valuable, but any alternative could get it done, so why are we even talking about it? So in my mind, that's
how we do it.

FROCERIR:

MEBEXENELEESKAEQBREEBAAR “ARAAERE] FENERZTRN, EIXMTS
i, HERFRXENETTRRABERNLN, MANNXEBERABMEEEAERS ZEMEMBINERS —
NRZAE, BNRELKVBRILE, TRER, XMEBEMNTGE.

(00:24:00) April Dunford
English:

Once I've got differentiated value, then | can start thinking about, well, look, | could sell this product to
any company that has this problem, but not everybody cares about this value the same way. And so what
are the characteristics of a target account that make them really, really care a lot about that value? If | do
some deep thinking about that, that's going to be my definition of a really best fit customer.

AR ERIE:

—BRWETERKMNME, HMALUFBERE: BRARAUBTRELEAEXTRENQE, EFFEST
ABUBRFNGRAEEXMME. B4, BARZFIPESERILMITEER. FEERXMME? WRBE L



HITRANBE, MEEXHIEAFR “RER” BT .

(00:24:22) April Dunford
English:

And then the last piece of positioning of course, is market category. And so again, a lot of people will just
start with market category and then try to back up, which I think is crazy, because then we don't have any
way to judge the goodness of a market category.

AR ERIE:

EUNRE—EIEARTIEG. REASEEMNTZENFR, ARRERKE, REEXRKNIIE, R
BERAR B DEF T — N TH 7285 BT IR,

(00:24:35) April Dunford
English:

But if I've got, look, this is the value only | can deliver, these are the kind of people that really care a lot
about that value, if | start thinking about positioning as the context | position my product in, then the best
market category is the context | position my product in such that this value is obvious to these people.

FROCERIR:

BNRHRELHAHT “XERIERERENNE" UKk “XZ2IFEERZNMENAR" , BASTIBEMLEE
TP EIEREY, RFNTHIZESIMERMELENNEXN BFAREREMS RER.

(00:24:57) April Dunford

English:

This is my long-winded way of doing it, but this is the only way | know how to get positioning done.
R EE:

XERHLBBIRATMITAI, EXERFAAERIME—REEE (MiTF RIS 5.

(00:25:02) Lenny
English:

So you just basically went through the steps and the bullet points of things you've got to figure out your
position. Could you just briefly summarize that just for people to have that in their brain?

FRSCERIE:
FRUMREA FEERIETHMEEMFFENSBMNES, (REEFELSE—T, HIARICERFEND?

(00:25:10) April Dunford
English:

Yeah. So it works like this. | start with competitive alternatives. What do | got to beat in order to win a
deal, status quo, things on the short list. Once I've got that, then | can make a list of differentiated



capabilities, what capabilities do | have that the alternatives do not? | can then translate those
capabilities into value, the so what for the customer. And while I'm doing that, these things will theme
out. So I'll end up with two, three value themes, value buckets.

AR ERIE:

TR, MIEEXEFR: BN REBAAR" FiB. ATWRSITE, ROTMEMHA? SFEIRMIEER S
LB F, BBHZE, FIth “ERAEND" BR REMEBALRTEENES? ARRKRXLEENZLA
“MME” , BINERMSHEX. AXTdiEF, XENMESTRER, REREM=MMELE.

(00:25:37) April Dunford
English:

Once | have that, then | can ask myself the question, well, okay, what are the characteristics of a target
account that make them care a lot about that value? So that next piece is best fit customers or target
customers, who am | going after for this thing? And then the last bit's market category, so what's the
context | position this thing in that makes my value obvious to the people I'm going after?

FRCERIR:

BTXE, ZRANRBEE: BNEFANPESERILMIEEEEXENME? HTRNBOME “REGH
R ® BARERT , IRBEXFRARGIE? RE—HOZ “HHE" , BRET@mBREFAEER
B, ZRELFRONENBETABEMSN?

(00:25:59) Lenny
English:

Super helpful. What if we pick a company either that you worked with or that's just out there and think
through what they would do for each of these steps to make this super real?

FRCERIR:

FEEED. MRBNE-—RMEEINQE, AETHLHNERQF, REXLESBHEE—E, LEEEE
H3%, fREFafE?

(00:26:09) April Dunford

English:

Sure. I'm going to do Help Scout because | like these guys.
FREiE:

&), FiE Help Scout IE, EAFHKBEWRMAT,

(00:26:11) Lenny
English:
Sounds good.

FRCERIR:



gk A E,

(00:26:12) April Dunford
English:

And | was just talking to the CEO not too long ago. So Help Scout's a good example in that they're a
startup. | would call them a growth stage startup. They're not super big, but they're not teeny-weeny
either. And they're in what would appear to be a terrible market, which is they sell software for customer
success. So their competitor's like Zendesk. There's actually a million companies in this space, but the

gorilla in the market is Zendesk.
R EIE:

FAARIMFMBAIE CEO B, Help Scout 2 MRIFEIFIF, B —KREIWAT, HRIMZ ALK ERNEL
WRF. MREAERFFIA, EAN HNLF—TEERREEENTG, BEEEPRINNRGE. WIS
X Fh Zendesko XMUAELELHK AT, Btz ELHELRE Zendesko

(00:26:39) April Dunford
English:

And so if | put the stake in the ground and say, "Well, what do | got to replace?" Well, their customer's a lot
of small, medium businesses, a lot of direct to consumer E-commerce businesses. And so they obviously
have to beat Zendesk and the other folks that are out there, but sometimes they're replacing just email or
even a rudimentary shared inbox. That's who they got to beat.

FRCERIR:

MRFBBA/BIRY: "HRERAAHA? 7 NNEFARZSIE2F/E, RZ2 D2C EE, MIEALINEW
Zendesk MEMF, EHEMIIIANRNERFEGE, EERRIGHNHEZWRMHE, Xttt (1EH WIS
Ko

(00:27:04) April Dunford
English:

And so when you look through what Help Scout has that's differentiating, they've got a whole bunch of
features that are really around delivering really amazing service to the customer. So they do a shared
inbox. They were the first ones to do a proper services-oriented shared inbox to make sure that nobody
gets missed and the right people get assigned to the right thing and you don't get conflicts.

FROCERIR:

HIREFL Help Scout WERWMER, MERIMMITEHINEEELSE NT P RHEBARS IR, il
i EZWA4RE, WIRE—TMHEENRSSAEAZWRAERN, BRIEFFARER, EBRARDE
FEMES, BFRITERR,

(00:27:27) April Dunford

English:



But they do a lot of other things like their whole philosophy about how they treat a customer in the
service process is really different from Zendesk. So you get assigned a ticket number, you get assigned a
person and things like that. And so they do all the neat, integrated things like they'll do a chat bot thing,
but it only appears when there's an actual person to chat with you. They don't try to pretend they're a
machine, things like that. So they want to guarantee a really high level of service.

FROCERIR:

BT RZEMER, LNIERSIEFNFTEFANEEEFS Zendesk 5T2RE. £ Zendesk,
MEFE—PIES, WOMAFENAFF, Help Scout 7 —LERFIER, bt TEEIRNBA, B
[EYENAARLA UAMFERE, MBEAFIER. NFRERESCENEE, EltksE, wi8ER
IR =K FHIARSS

(00:27:52) April Dunford
English:

So when you map that to value, the value is one, I'm delivering this extra amazing service for customers.
I'm not trying to push customers to a low cost channel. I'm treating them like a person. So their value is
really around delivering amazing customer service that's going to deepen your relationship with the
customer. That's the value.

AR ERIE:

HIMEX LR EINER, NMEZ—ME: REEAFFREBFERIRS. RFE2EHEEE RN
ARE, MELRMMNEAE. UMM ERZROCETRESENEFRS, NIDRFSEFBXR. Xt

e,

(00:28:15) April Dunford
English:

And then you say, "Well, who cares a lot about that?" Well, not everybody. So there are businesses out
there, | would argue maybe your phone company doesn't really care. They have a giant call center and all
they care about is reducing the cost in their call center and driving you to low cost channels.

AR ERIE:

REMREA: “HRFEBERZN? 7 BEATEFREA. BER, LINREEIEAQT, ARREREF. ]
B BEREIFIUARG, tiIE—XORNMEREEERORME, BIREEIRRAREE.

(00:28:33) April Dunford
English:

They don't actually see customer service as a way to build a relationship with you versus a lot of direct to
consumer brands or E-commerce brands. This is almost the only way that they can interact with their
customer. So they actually see customer service as a way to really drive growth through customer loyalty.
And so those are the kind of companies that are a really good fit for Help Scout.

AR ERIE:

IHFAEEFRRSEERRBIXAZANS RN 2T, R D2C mESEETE, X/IFEMi1SEF L
mME—A . Eit, MITEEFARSUABIEF BIRERDIE KN —MFER, XEABFZ Help Scout HIIE



BEF.

(00:28:57) April Dunford
English:

So | go through that process, that's my positioning. Then the next thing you got to do is okay, now that |
understand all that, how do | weave a story around that? So how do | tell the story about that, if a
customer comes to me? And so what we want to do with our positioning is turn it into a sales narrative
that clicks with the kind of customers we know we can sell to.

AR ERIE:

EFTXNRE, EUMLET . HTROEME: BARERTX—Y), RZNEERERR—NEE? MR
BRHLED), BRZEAHXINRE? RINEHOMZIREMUZUA—EHENE (Sales Narrative) , 1LERES]
FEARLE A V(S FT LABR R B F B4,

(00:29:19) April Dunford
English:

So the way Help Scout delivers the story, if you come in, you're a qualified prospect, it starts with this idea
that customer success is a growth driver. Modern E-commerce companies see customer success as a way
to deepen customer relationships, increase repeat buying, show it as a growth driver. And they have a

bunch of great stats that prove that this is true.
FZERiE:

Help Scout IHIERI A NEXFH: MRMB—INEMIEBEERF, BESMN "FARNEBEKSIE XME
DR, MAEBRARDRBEARIAAMRETFA KSR, ENEMHFE, FHANERKRE I, thilE—#IR
PERVEIERIE R —

(00:29:40) April Dunford
English:

And then they go look at all your other alternatives. All your other alternatives treat your people like a
number. They give them a number. They try to drive them to low cost channels. They try to do these
things. They are not treating this like a growth driver, they're treating it like a cost center.

AR ERIE:

AREMNSHARMENERSG R, MEREMBERSRBBIRNEF SR—M T, Sti—1 RS, HEEt
IEEMERARE, WITKEBXAEEKSIE, M ERAEFRC.

(00:29:57) April Dunford
English:

And so being able to tell that story that takes your differentiated value and puts it into context is the way
all this stuff comes together and the rubber meets the road. So | don't know if that's a good example.

AR ERIE:



RERHEXFE—MEE, BIFNERCNEETRKIERT, REMAEXE T FRAFMHAELNNS
Lo HAREXBERE—NFHIF.

(00:30:07) Lenny
English:

Oh, that's an amazing example. That makes it so real. Is the output of this process a doc with these bullet
points, plus this story that you train sales on? Or how does that look?

AR ERIE:

R, XB—PMEREENGF, FEEKR. XTIENTEYR— M EaXEER[INY, ME—TAREIHE
ERMED? AFTEAREFR?

(00:30:18) April Dunford
English:

Yeah. So we do two things in the workshops that | do. So first we get the gang together. So | want
representation from sales, marketing, product, customer success, CEO, everybody in the room together.
And then we're going to work through the five piece parts.

FROCERIR:

B0, AREFHIAESRE, RNIWAHEF. B, BARBE—E. RFLEHE. EH. mm. FFK
. CEO WHFREET . AR —EMREXEMARERT .

(00:30:33) April Dunford
English:

So once we've got, here's what we compete with, here's how we're different, this is the value we can
deliver no one else can, these are the kind of people that really love our stuff, so here's who we're going
after, this is the market we're going to win, then we can document that in a document.

FROCERIR:

—BENBET : HMNHORENFEiE. RNEERE. HNEREPLER - _NNE. EIIFEEWHA
BREAE (BIERER). URENEREHITE, BMMSIBFEIEREXEF.

(00:30:46) April Dunford
English:

And for the marketing people, that's a good starting place to then go and build messaging because we've
got an idea what our value props are. But if we end there and we just stop there, then what usually
happens is the rest of the team goes back to normal and they go, "Yeah, we did this thing." And
conceptually they get it, but they don't know how to tell a story. It's super important in sales because if
sales can't tell the story, they can't pitch it, if they can't pitch it, they're going to make shit up.

AR ERIE:



MNFEHARKNR, XEWREREIX (Messaging) B—MRIFMER, AARINELIME T NMETKEM
%o BWMRZNZIEALE, BELXENBRREMEMAZEZEES, flxR: “B8, HIMETEML." 8§
DEMITET, EtIFNENFAHEE, XEHEREXEE, ANNREERIHRE, tiImTEE
H; MRTEHE, WmSARELS,

(00:31:12) April Dunford
English:

And so what we want to do then is, okay, we've got this positioning, now let's put it together into a sales
narrative that we can then take and test with qualified prospects and make sure it works, but we've also
got something that the sales team can pitch and oh, by the way, everybody else knows how to tell the
story too. So product knows how to tell the story, customer success knows how to tell the story, CEO
knows how to tell the story.

FROCERIR:

FRUERMNEBEWNE: BRAETENM, NELEBEHA—EHENETR, AREEEEGRNEBESTFS LN
i, MEREEM. XFHEFANME THLUEHENAS, MARER—T, EtABESNEZEAHI RS
T —mBEARIE, FFRIIHERE, CEO thAlE,

(00:31:35) April Dunford
English:

So the last thing we do is we map this positioning to a sales narrative. So what we do in the workshop is
we storyboard it out. And then after the workshop is done, the team's going, usually it's marketing and
sales together, they take that storyboard and then turn it into an actual pitch, which is like a deck, a
demo, a script. And then they can use that to test the positioning as well.

AR ERIE:

FRUABRI M RE—HEE R E MM ZIHENS, ELEAED, RKiZ@EHHKER (Storyboard) . TEH4E
RE, HN (BEREHENHEERS) SRENERGELFROMEHEME, L PPT. &R Demo. &K
7, PRSI AR X E R A SOHE—T IR E (L

(00:31:57) Lenny
English:

This episode is brought to you by Productboard. Product leaders trust Productboard to help their teams
build product that matter. From startups to industry titans, over 6,000 companies rely on Productboard to
get the right products to market faster, including companies like Zoom, Volkswagen, UiPath, and
Vanguard.

AR ERIE:

Z<HBT B/ Productboard #8h, F=miiSESE Productboard, ZBENMIIMEBAITEEEMN 5. MEIA
TR Bk, #iZ 6,000 XA AFHKEE Productboard BIRMIG IFHA = @im™H, B Zoom. ARSZE.
UiPath #1 Vanguard A&,

(00:32:14) Lenny



English:

Productboard can help you create a scalable, transparent and standardized process so your PMs
understand what their customers really need and then prioritize the right features to build next.

FRZERIE:

Productboard RILAEEBHREIEZ—NEIY &, BEAEMRENRRE, RN~ REE TREFHNESSEX, HiL
SRR IR TR EMERIIEFTIEE,

(00:32:25) Lenny
English:

Stakeholders feel the love too with an easy to view roadmap that automatically updates so everyone
knows what you're building and why, make data driven product decisions that result in higher revenue
and user adoption, and empower your product teams to create delightful customer experiences. Visit

productboard.com to learn more.
FRERIE:

AREXEHNRENE, RAESTEEEBIEMNKLAE, IS MABHEREEMRTAURATA. #
HEUBIRCHAY = GRS, N RESNBANTIAF KRB, HIREEIRIFREPASHIES ARHRIE PR,
i8] productboard.com THREZEE.

(00:32:44) Lenny
English:

Got it. So the output ends up being an actual pitch or a story they tell on sales calls, forms the way they
marketing position or talks about the company. There's two questions | want to ask. | want to make sure |
don't forget.

AR ERIE:

BAE T, FAUFEYRAR—ELMBVERHE, HEMIEHREREPHNEKE, BN TEFREMLIKIED
AIRA . FRRRNAE, URFTFRILET .

(00:32:55) Lenny
English:

One is about messaging versus positioning. But maybe before that, it's interesting that positioning starts
with focusing on your differentiator. Is that essential for a company to always figure out a differentiator
and be different? Or are there examples where maybe you don't need to focus on that?

FRZERIE:

— P ERXTEREAESEMUNKS, BERZA, REEBN—REBEMBTXEMRYN “ERUEER" . X¥TF—
RAFKIR, WEAREERUAZTAREAEDELATLNNG? B LAl FEAERFATEREIXTH?

(00:33:08) April Dunford

English:



Well, what you want to do is you want to take a customer's viewpoint on this, right? So let's think about
how customers buy. We don't talk about this a lot, but let's think about how customers buy. Typical B2B
buying process, this is what it looks like.

AR ERIE:

MEBMHBMGERTANAEERE, WE? tRMNEEEFARMNAMEN, FNAFAEITIEX1T, EBHEE B2B
SRR X TR

(00:33:22) April Dunford
English:

Somebody, VP sales wakes up in the morning and says, "You know what sucks? The way we track our
pipeline sucks. It's stupid. | can't deal with this anymore. We need to get a tool in here. We should have a
CRM, man." And they go to the office and they don't actually go look for the new tool. They find some
sucker in the office like John, you, get out there, manager of sales ops or whatever, find us a CRM.

FRCERIR:

RAUHERSHF LBEROE: “MAEMARIERDR? HMNEEREERINAARET, BERE, KRB
T, BIFE-NIE, RINFE—"CRM,” RARMNEDAE, BMIIHFRSFEERRIR, Mz
‘BIBE" , e, "9, f, &, (REHEEESEXRE, LD CRM”

(00:33:45) April Dunford
English:

And John's panicked. John's like, "Oh my God, you're kidding me." Maybe John's used some CRMs, but
he's not an expert on the CRM market. He doesn't know what's possible and what isn't possible. So
John's like, "Oh God, | don't even know." And then he Googles and what does he get? A fire hose of

information.
Fh>CERIE:

N, OB KW, REFREKE.” WiFNHAET—LL CRM, EtRE CRM M E R, ANEN
EBArIRE, TATRAEE. FRAANEHE: “XW, ZREEFMEMIILAR.” ARMEATER, EREE
THa? HLEBERINER.

(00:34:04) April Dunford
English:

He goes on a G2 Crowd and Software Advice and all these places. There's 9,000 companies listed, they're
all in the top ranked quadrant. There's like a thousand of them. Some of them are for big companies.
Some of them are small companies. | have no idea how to make a short list, freaking out.

FROCERIR:

ftbt=T G2 Crowd. Software Advice F&FMiL, LEFILET 9,000 RAE], MEAENAFEE “TRHRRR”
B, AFE—TREERBAE, FEREALEN, BERL/NATN, NHT2FNEZMNAIHIERES
B, BMAHEBERT.



(00:34:17) April Dunford
English:

And so somehow they figure out how to make a short list and that person has got to justify this choice to
their boss, so there better be something there. I'm not allowed to just throw the dart at it. I'm not allowed
to just go back to my VP and say, "I just like the rep better, man. They're all the same. | picked this one by
spinning the wheel." No, you got to go back and tell your boss why you made a smart choice.

AR ERIE:

REMEEFHT —MRERSE, MXTALARMHERIERAX MERNGEYE, RUGTREEEE. &
TRERZBMEEN D RAE, HBFEREERVPH: “BRARBESWIBMEEAR, Aot wiHB—+F, &=
HREEN.” &, (REAEESFERN AR T — S REE.

(00:34:43) April Dunford
English:

And so we have to be able to give customers that when they get on the sales call with us. The best thing
we could do is say, "Look, buddy, there's lots of CRMs out there, and let me tell you how this market
shakes out. These ones are really good for big enterprises. These ones are really good, if you got this.
These ones are really good, if you got this. But look, if you're this, this and this, you really need these four

things and we got that and that's why you should pick us."
FR3CERiE:

FRASEZE P MBATREIEN, RS AERHXEER, HNEMNKREFNSEMRZR: “7E, o, mTEL
BRZ CRM, ILEHFMEXNIHIREANTH, XEEEAR AN, XEEEGERERMERNAE, BMNRMR
ZA. B. CXMER, MEEFENBXMUERAE, MENENRE, XMEBIRATARIZER]”

(00:35:08) April Dunford
English:

Because we need to make that customer feel comfortable they've made a good decision. Otherwise, what
happens? No decision, that's what happens. If they can't figure that out, they go back to the boss and say,
"You know what? All the CRMs are shit. We should just keep using the spreadsheet. It's fine. Let's just allay
this." And 40% of the time that's what happened.

FROCERIR:

EAFENFEIULEFAZFMIOM T —NEBRRE. SNSERERFA? “KMORE" , IMEER. R
RAER, MaBEERERE: “(RENERE? FRIEN CRM ZBRIZ, HITERLEMA Excel 1B, #EIFH, 1B{5%
BXE) LE—." 40% BB REREXFELLER,

(00:35:26) April Dunford
English:

So if you can't help the customer figure out how to justify this decision and make this decision and
basically come back and say, "I decided this was the right approach to the problem and | picked this one
for this reason," then you're not going to get the deal and nobody's going to get the deal.

FROCERIR:



FREL, SNRIRABERBBIE P FERBMANEAX MRAENSIENE, HILMWITEERE “FREXZ AR IE
W%, REXNMEEAANRXNRE" , BAMMERZITE, #EHEFRE,

(00:35:41) Lenny
English:

And in your experience, the fact that here's why it's different from maybe the incumbents or other
options ends up being really important? Basically, it's really hard to win by just saying we're better, say
better than Slack or better than Zoom. It needs to be-

AR ERIE:

RIBMIVER, “AHTARNSTETRREMERAR" X—RERXBFFEEEE? E46L, R )
B3 (Ebantk Slack BEFEEtL Zoom BF) BRERM. EHTZ

(00:35:58) April Dunford
English:

But better how? You got to be able to articulate better. So sometimes it's like they have more bells and
whistles, but we're simpler and you don't actually need all those bells and whistles. So we're better
because we're easier at it, less training, easier to get stood up, whatever.

AR ERIE:

B "By EME? (RyZReEMtREAH XM B . ARNEXEN: WIARSEMENIEE, BRITE
B8, MIREERFEIRLELHEIIRA, FIUZRIER, RARNESS LF. HIRAER. BEER,

(00:36:10) April Dunford
English:

Or you might say the opposite of that, we have all the bells and whistles. It's super customizable. You
could do whatever you want. Those other things are Mickey Mouse play things. You're a big mature
company, you need all the bells and whistles. We're better.

FROCERIR:

NEMRAIEERRARNIE: RNNAERENSHINE, SEAESR, MEEAMERT. HtBE~mIRE/ &
FHBIR, RE—HKMANAQE, (FREEXLESRIIEE. FRAFK(IELT,.

(00:36:21) Lenny
English:

Great.

FRCERIR:

AET o

(00:36:22) April Dunford



English:

And so that better has two pieces to it, what's the value and who cares about that value? Because better
means something different to different segments in the market. So better for a small company is not the

same thing as better for a large enterprise.
R EIE:

FRUAXHM “BB4F” BEmINEn: MERMA, MNKEEEXIMME? BAXTAENTHHAS, “BiF B
BXEFNEN. WNATBMEH "B SHAEIMEH B T2fE—E%.

(00:36:36) April Dunford
English:

Your trick in the positioning is to be able to articulate, why are we the best kind of solution for this
particular type of customer? That's it. And if you could nail that, then you sell lots of stuff, you beat the

other guys, you win deals all the time.
R EIE:

EMRVRIBETRBEMMREA . ATARMNBHNXEEEZANRERRGTR? XIEME. NRIREEME
X—m, RMEERLRZRA, HMNF, FEIRSFITH,

(00:36:51) Lenny

English:

| love that. That's going to be our soundbite from this episode maybe.
R EE:

BAENXE T, XAl AARBETENE .

(00:36:54) April Dunford
English:

Oh great.

FREiE:

KFT o

(00:36:55) Lenny
English:

There it is. | want to go back to the messaging versus positioning. What's the difference between those
two concepts?

FROCERIR:

MEXR. HEEE “FEEMER" 5 " MiEH. XM MIRZEETAKS?



(00:37:02) April Dunford
English:

So they get confused a lot and a lot of people will say, "Well, | don't like our messaging. So can you come
in and help do messaging?" | think they're really distinct because | see positioning as a fundamental input
to messaging.

FROCERIR:

EMNEZERES. REARY: “HASRENOEEEE, MERBERMNB—TEEERE? 7 FIANES]
XARK, AANBLEMEERESEEREMEN.

(00:37:18) April Dunford
English:

Most of the time when people say messaging, what they mean is this is the text on the homepage, which
is really different from what is my definition of competitive alternative? How do we win in the market?
Where do we win in the market? So positioning's all about defining that and then things flow out of that.
So | can't write the messaging until | understand, well, who's the message for, and what's our value
against who? And so once | understand all of that, then | can understand how to write messaging.

AR ERIE:

REHEHENTR “BEMLEE" , INENRENERNLHIXE, X5 “BNRFEALENEXZRIA” |
HANAETZHRRE" . BAETIBNERIRE REBFEN. EUMEEXXERA, ARHE
fthARFERZ MR, ERFERESBAWEN. RIVNERFANEZR, RESERLE. —BEHIER
TE—Y], RAMBZEAT XS,

(00:37:46) April Dunford
English:

A lot of people get confused between positioning and branding as well. And folks will sometimes use
those words interchangeably or they'll talk about brand positioning, which really bugs me. | mean,
there's positioning and there's branding, those two things are different.

RS ERIE:

REANEZRBEEMMME (Branding) o AMMENSRXEBEFERXER, HE KL “REEMN , XILHREE
Mo EMMBEN, miEsiEmhd, XHEZFRE.

(00:38:00) April Dunford
English:

But if I was going to work on branding, again, | can't figure out what | want the brand to stand for until |
understand, well, who's my target buyer and what's my differentiation from the other alternatives in the

market because | want that brand to be distinct.
RSz ERIE:

MRBEWRE IR, R, ERFEEETEREE. RETHEMBERSENERUEBEZR, KL
AREMBNMZARTA, BARFHEREERF.



(00:38:17) April Dunford
English:

So | need to have positioning figured out first and then practically everything | do in marketing and sales

flows downstream from that.
FRSCERIE:
FFIUEFERISEEN, ARKREEHEMBEETHN L EFE—4FEHEEMUN THY.

(00:38:24) Lenny
English:

Are there any companies out there that you think need help with their positioning that maybe have an
opportunity to work with someone like you?

FRCERIR:
BERAEMERBRIMANFTEEMNSEAEER, HEFTEENSMIRXENAGIEN?

(00:38:32) April Dunford
English:

There's some companies that | think you can tell they've not really thought about it. And a lot of times
you'll see it in companies where they're brand new and the tech is really spectacular, but you can tell they

haven't quite figured out well, so what?

FhSCERIE:

BLEABRER HRMNBELFABRIXNEE, REBNE, RILA—EEQEORAREDIRA, EfR
REREEIMI R RIRARE: “BXEF? 7

(00:38:49) April Dunford
English:

So when Magic Leap first launched that stuff was so mind blowing and it was like, oh my gosh, and all
their demonstrations, the thing with the elephant and the guy's hand and all that stuff, and you're like,

"Wow, that's amazing."
R EIE:

Eb30 Magic Leap &#0& TR, ARLEARFAXRERT, XU, MIFAEVER
MITE: H, KEF T

ARREAFOEBEEZ LY

(00:39:04) April Dunford
English:

And | read this really in depth interview with the founder and he was talking about the tech and this guy's
view on the market, it was so interesting, but it was like, so what? What am | actually going to do with



that? Who's your target market for this? What is the value of this? We all get it's cool, but what is the
actual value of this?

AR ERIE:

HiEI—RBHEBRARRERR, tKCRANMMTZNEE, FEER. BRER: “BPEF? RIRKE
EXTH? BIrmZRiE? elMERTA? 7 RISNECRE, BElLFMERTA?

(00:39:26) April Dunford
English:

And you can see now, which | don't know if people know this, but if you go to the Magic Leap site, and | do
because I'm interested in Magic Leap because I've been following their story since the beginning, but
they've now gotten much tighter on their positioning.

FRZERIE:

R UEE —HANEARZENE —URIRE Magic Leap WEW (REEZXE, RARM—FFBEMX
AR E) , FERIMINRENEMALEZRFERET

(00:39:42) April Dunford
English:

And they're actually selling B2B now, into manufacturing and they're talking about wide frame of view
and all this stuff you can do, that's really differentiated than you could with other types of traditional VR
things. And so if you look at their positioning, now, it's getting much, much tighter, but at the beginning it
was like, what?

AR ERIE:

VIR SLPR L2 B2B, EREGNELW, KICT BINE LU EREI LISSHAVR(E, XESEHRR VR IZ&EE
EERBRENERK. FMUNRMTEMNIENELN, BELER[FIFERET, BRFRHRE, BEILARS
&Ko

(00:39:58) April Dunford
English:

And | felt the same thing about Google Glass, when it first came out. It was like, | get why people get
excited about it, | just don't get why anybody would buy. | get what it is, but why do we need one of
those? | don't see the value in this thing at all.

AR ERIE:

3 Google Glass MRS WA RFHIRTE. HABATAFANE, EXMEFABANFTABEAZE. HA
BERMA, ERITATATEE? Hr2EFHXFAANNE.

(00:40:11) April Dunford

English:



And then again, if you see the applications for Google Glass now, there's a lot of very specific B2B use
cases that they're now doubling down on. And they're coming back to the consumer use case a little bit
now for some augmented reality stuff that actually sounds like it's useful. But a lot of times what we'll get
is the initial launch of something will be this gee-whiz, it's so amazing.

FRCERIR:

BEEIE Google Glass WA, BRZIFFEMFN B2B EATR, MIEEXLETHMBERAN. IMEMITE
FHaEI—LITERASIE B AR BREATR, BRZME, HFRHNTGEAHEERRE &, XHEFT7 X
Gl S

(00:40:34) April Dunford
English:

The archetype of this is the launch of the Segway. So there's been a couple of books written about it, but
it's fascinating. The original founder of the Segway was the Elon Musk of his day. He had done three or
four other companies, they were all wildly successful. When he got the idea for the Segway, he literally
lifted his little pinky and raised a hundred million from Steve Jobs, Jeff Bezos, and a who's who of Silicon
Valley venture.

AR ERIE:

XL EHBZEAGE Segway (FEE) WA, XTFTEBLE TH/14H, FEREF. Segway BILIIEAZAR
PMSCEVRIE - D5, tZEEIMI=MRAE, MRS TERNMY. SET Segway BIREERY, fthah
B MEKRRIMEF X « T, AKX - DMEHUREAN— RN AEREEET —12ETT.

(00:40:59) April Dunford
English:

And he kept positioning the thing as a revolution in human transport, but he didn't want to let the cat out
of the bag, what it was, so he just kept saying that. And he was in the news all over and he's like,
"Revolution in human transport." And people were getting so excited because they were like, "What's a
revolution in human transport? It's a flying car, man. We're finally getting flying cars."

AR ERIE:

t—EIBXRAEEMN “AXZBTANES , BEEFEHECIREMHA, FRUR—EXAR. ELT
BARMELSF, EME "AXZBIANES" . AMIHERT, 08 “HARARREIANER? BE
=R $ARE, Ut! RINERTFEEZWRET.”

(00:41:18) April Dunford
English:

So everybody's studying his patent filings and all this stuff, and they were like, "Oh my God, we're getting
flying cars. It's going to be amazing." And there was such hype around this thing when they launched it
that he actually got invited to Good Morning America.

AR ERIE:

FRFFEABEMRMHNEZREE, 08 "KW, RNBAIAET, XET.” KRG ERIFER
=, EERZBESMT (BELxE) T8,



(00:41:31) Lenny

English:

| was watching that. | was watching that live [inaudible 00:41:33]-
R B

RYURER, HETERE -

(00:41:33) April Dunford
English:

Yeah, to come on Good Morning America, do the thing and everyone's like, "Oh my God, we're getting
flying cars." And then he comes out on the Segway and everyone's like, "What the fuck? That's not what

we were promised, man."
FRCERIE:

2H, £ (RREE) £, RKEEFE: KW, IVE[ERT” LRMEE Segway KT, FiBAH
R "XMBEMAR? XRAENR—EWN, Ait.”

(00:41:45) April Dunford
English:

And the interesting thing about this Segway was that refusal to position it at a micro level, left it up to the
customers to decide what it was. So even when we saw it was like, "Okay, so it's human transport. We get
that, but what should | compare it to? Should | compare it to a car or a bicycle?"

FRCERIR:

Segway BRI AET, HTFELEMUEEHITENM, BIE “EBRMHA" FIRENRBLTEF. FILBMER
MNEETE, el “WE, ERAXZEIR, HET. ERZZFEMAALL? BMSEL, E2ME
TEW? 7

(00:42:05) April Dunford
English:

And so a lot of the early users were saying it was the worst thing to have a Segway because nobody knew
where you were supposed to drive it because they didn't know what it was. So if you were driving on the
road, cars were honking at you and they're like, "Get that stupid thing off the road." But if you drive it on
the sidewalk, then the ladies with the baby strollers are like, "Get that stupid thing off the sidewalk."

FROCENIR:

REFHAAW, BB Segway BRIEHKNE, FNRAMEMZERLFE, BHANEERRES
%o MRMAEDB LS, AEIFMIZHI: “ERERAMR LA 7 BORMGEATELE, #EE/L
EMRERR: ERERAEMAITELRA! 7

(00:42:26) April Dunford



English:

And the thing was a colossal failure eventually. The patents are still amazing. The patents just got sold last
year or the year before to some company that does these hoverboard things. But the tech was way, way
ahead of its time, but there wasn't good positioning to answer the question, who's this for? Why do they
care? So what?

FRCERIR:

XAARLER T EXRHNEAY. ENTFIERARERA, ZFHMENEZLT —RIBMTFEENRF. RARTTH
FTFHA, ERBFNEMKREE: XZLERN? MITATATER? BEH?

(00:42:46) Lenny

English:

That's a really good segue to a question | wanted to ask you is when-

FEiE:

XEE—MRFZE (Segue, Lh& Lenny Bt T MKIE), HAERRRIRIEE -

(00:42:48) April Dunford
English:

Segue, ooh.

FRCERIR:

i (Segue), M,

(00:42:49) Lenny
English:

Wow. Unintentionally intended. When does it make sense for a company to bring in someone like you to
go deep on positioning?

FRSCERIF:
B, TEFHNE, FAME—RATINIZIEEIFXENAIENARENL?

(00:42:59) April Dunford
English:

| think most companies can do positioning on their own. That's my belief. Some companies | think lack a
methodology to follow to go do it. So | wrote a book called Obviously Awesome, and that was the
purpose of that book. If you want to do positioning and you just want to start a little exercise and do it
yourself in house, you can use my methodology and my way to do it. And | think most companies can get
it done that way.

FRZERIE:



BHEEARSERRARMAUB CHEM. HUNNEERRRBRZ-—EJLIEENTG AL, FIUKET (EAR
&) X&H, IREPEABNEN. MRFBHEN, IBERFRABAB—NNES, (RAIUAKBSGE
Lo HINAKRZHABEEEET XM 5T

(00:43:24) April Dunford
English:

But most of the ones that come to me have attempted to do that and it hasn't worked out for one reason
or another. So sometimes it's because, and this is not unusual in startups, we got an executive team full of
A type people and we're all pretty opinionated and we just can't get to agreement on stuff. And it makes a
lot of sense to bring an outside person in to help facilitate that conversation, particularly one that's got a
lot of experience in positioning.

FRCERIR:

BRZERBBHIABZHAIE M, ERTHHRERE. BNEEN —XELNRFTRER —HIT
FAE2ZE ABARBA, RREBBREEXN, TEEMRHFIR. XEFE—MIMNEALRDBIIERIFEEEX,
THEHRBF—MEEMUAEZERFENA.

(00:43:49) April Dunford
English:

So sometimes | get brought in for that reason. Other times | get brought in as companies just feel like they
really got to nail it because there's a lot at stake. I've done a lot of work with companies that they're about
to hire 10, 15 people in sales or they're about to make a really big investment in marketing and they just
want to make sure they really nail it and not have to maybe do a not so great version and then redo it and
then redo it again. If you bring me in, then we're going to nail it. There's no way we're going to get to

something that isn't good.
FREiE:
BERNRRANXNRERKIEERN. S—E0R, ERARBREXGEIFHAA, BAKERAR, REFEIR

ZNE), MEEEEE 10 2 15 BHE, REAFEEHELRAER, MRBHREMRE, MAREM
— N PERMRA, ARRT X MRIMER, HNME—RIBE, EFRMERFHIRE,

(00:44:17) April Dunford
English:

So sometimes people bring me in because they feel like there's a lot at stake. And those are generally the
companies that bring me in. Some bigger companies | think bring me in, again, a bit more of a security
blanket. We know we could do it ourselves, we kind of got it ourselves, but we'd feel better if we had the
expert in here just to make sure we nail it once and we don't have to come back and do this again right

away.

FpSCERiE:

FRILER ATERRRANRFIERER, BEEXRRFASHTK. —EARAEEHK, RIEEEZENTEMR
541

b, ffi1AEE SR, MABAEEAY, BNMREETRETHE—RIEE, MIIZRSERSE, FHRR
X [EE kK E Mo



(00:44:39) April Dunford
English:

So those are the kind of companies typically | work with, but | think a lot of companies could get it done
with my book or some methodology, get the gang together and just bang it out themselves. | think
everybody should start there.

FROCERIR:

XEBERRGENATRE, ERIANRSABFIUESEHNBRFIEMSG AL, BARBE—EBS
BE. HREFEDAMMIZMIBEFE,

(00:44:50) Lenny
English:

How long should it take to do this kind of process either on their own and then with you? How long do
these things take?

FRCERIR:
et 8 SHEEMr—EM, IMAEEEFTESKNE?

(00:44:57) April Dunford
English:

Well, so the work that | do, we do it as a week long sprint. Now there's a bunch of prep that happens
before that and there's some stuff we do afterwards, but the actual exercise itself is a series of sessions
spread out over a week. I've seen companies do it on their own and they do it in a couple of days. They
trap everybody in a room over a couple of days.

FRCERIR:

BBV IIEBER— T AE—ARAR] (Sprint)e ZRISBRSEETIE, ZEEIE—LEETIE, BXEF
MEIB—ARDHHVREN. HAIQEEHCH, AEER=X, EFABAXERREERTTTH.

(00:45:17) April Dunford
English:

Assuming you've got the right information to go and start with it, it shouldn't take you too long. And it
really depends on how contentious things are because again, what you're trying to get to is agreement
and alignment across the team. You're not done until everybody thinks what we've come up with is good.

RSz ERIE:

RIRIRELZE T HEFAENEBRRES, BASELAKNE. XEBERTFNESZK, BARNETEILE
PR HIRFNTT. HEIEMAMIANRINSHIELREN, TEFETM.

(00:45:33) Lenny

English:



So it sounds like you work mostly with larger companies and later stage companies. | mentioned this to

you before we-
R EIE:
F AR SR AR E BAURIR A AT IR G R B &1F. HERIFFBFIRIREL -

(00:45:39) April Dunford
English:

Yes and no.

R ERE:

B, AE.

(00:45:39) Lenny
English:

Okay. Okay.
HRCEIE:

gFhE,

(00:45:40) April Dunford
English:

Yes and no. It depends on how you define that really. I've done a lot of companies that are around 5
million revenue, 10 million revenue in there. So they're beyond seed stage, but | wouldn't call them a
large company quite yet.

FROCENIR:

XEURFARIMEE X . BREEIRZSFEUNTE 500 FF 1000 AETZIENAT. FAUMIIEEE THFRM
B, BREFIMMUITIKRAF.

(00:45:55) April Dunford
English:

But I will say this, | do get a lot of calls from companies that are super early stage and where | don't think
they're ready to actually really ... Well, they're not ready to bring in someone like me, and | think in
general, they're not ready to really over tighten their positioning.

FRCERIR:

BRENR, HASEIRSOTREHEMBRABNEE, TIANMNELESLT 1B, WIEESIFEG
HEEFHA, MEFANSDHHKGR, IR EEFEEMRERE,

(00:46:12) April Dunford



English:

So | think about it this way. So I've got this new thing, I'm either about to launch it into market or I've got
it in market, I've got a handful of customers. At that stage, what | think you've got is a positioning thesis.

And so the best thing you could do is deliberately go through a positioning exercise, document the thesis.
R EIE:

REXFEN: MRMRE—THTm, BAEAEERTE, B4R LR, RELBILNER. BT,
BIANIRABEMR— “EAIfRig” (Positioning Thesis), fREEMMIRIFNEMZZIRHIT REMES], 1B
EMRIZIER Ko

(00:46:30) April Dunford
English:

And so the thesis says, we think we compete with these folks. We think this is differentiating. This is the
value we think we can deliver that no one else can. These are the people we think are going to get really
excited about that. Therefore, this is the market we're going to win. But it's just a thesis.

RS ERIE:

EMRIZEW: BIVAABMNNESFHFEXEN; BITAAZXZRNNERUMRE; XERHMANREHA]
BERRERINNE; XRBADVANSHULRBREIMENIAL; B, XEFMNEREHG. BXXE—MRIZ

(00:46:43) April Dunford
English:

And so internally it's good for us all to be in alignment internally, but when | go to launch that externally,
if | don't have any customers vyet, it's very likely, and in my experience, 100% of the time, the thesis is
partially incorrect. It's based on a bunch of assumptions and our best guess at it, based on what we did in

customer discovery or all our research we did before we built the thing.
FpERIE:

ERBMERFIREHEE, BEISR@INIAR, MRBELKEEF, RIERHNZE, 100% BERLT, XMRIKL
HoBENHEIR. ERET HRIRNBNINRERN, BEFRIENESRZAIFME R BERESHR.

(00:47:05) April Dunford
English:

But we always, we're never a hundred percent correct. And so in these cases, | actually think it's better in
the early days of a product to keep the positioning a little bit loose and allow the market to pull you

maybe in a direction that you didn't think it was going to.
FRERIE:

BENVKEARIER D ZEIER. FIEXMERT, HANAETREH, KREEUENER—KRSBIF, 2
WhiABIRAI R — IR EEM AR BT B 5 Ao

(00:47:23) April Dunford



English:

So here's my terrible analogy | use all the time, but I'm going to use it here. But it's like | designed a
fishing net and my thesis is this thing's amazing for tuna. It's a tuna fishing net. It's the world's greatest

tuna fishing net.
R EIE:

XRHREEAN—TAKRIGEHREL, EREREEXEA—T. XnmGHigHt T —Nam, HHRIEXR
FXHERBFEEN. ER— T EICEEN, BiHR LEENSIEEEN,

(00:47:35) April Dunford
English:

So | could launch that and say, "It's just for tuna, only tuna. Don't use it if it's not tuna." And maybe it
works for tuna, maybe it doesn't and | don't really know. And if it fails, it fails hard.

AR ERIE:

BRAUABEHEN: "“XRAZLESHREAN, REHTiEE. IRFTEEREMIA.” BIFENeEas
M, WIFELERH, FHIHE. AREKWT, SWERE.

(00:47:47) April Dunford
English:

A better way | think is we know internally that it's the tuna fishing net. That's why we built it. That's what
itis, but let's just at the beginning, let's put it out there and keep it a little loose and we say, "It's a net for
fish, big fish, all kinds of big fish, any kind of big fish. And then let's just see, let's let the fishermen try it
out. Let's see what they pull up."

AR ERIE:

FINNBEFHGER: HNABNEERZREEN, XERRNZECHNR. BEFRKRE, HIECHERS
HRFRE—RENR, R “XR—NMEENN, BRan, SMA&HT.” ARILKNEE, IbaR(E
i, BEMINIES LRT 4.

(00:48:06) April Dunford

English:

And maybe what we discover is, you know what? This thing's actually amazing for grouper and we just
didn't know, because we're not grouper people. We didn't really think about grouper. And then once

we've got enough of that signal and we start seeing the pattern in who loves our stuff and why, then we

can really tighten it up and run at that market.
FRERIE:

WIFRMZLM: “RANER? XRAELHAREMRIFAN." MBANZEHAME, BARNFESHEaHE
A, BMNERBEIARE, —BRNRFTERBENES, AABRBIEERKNNABURNTAETRH
R\ (Pattern), ABBIFRAIFLAIAEIEWREN, 2HHBHB T,

(00:48:22) April Dunford



English:

But at the beginning, | think it's actually okay if your positioning's a little bit loose. And so | think you can
worry too much about positioning in the super early days of a product when it's impossible to tighten it

up, because you just don't have the data to do it.
R EIE:

BEFGENER, HRUNEMUBHUER—RELREXR. BEFETRLRER, MAESIIEECEMRZE, m
A TFERZEUE, RAERATEEEMRFRE.

(00:48:35) Lenny
English:

| know that you touched on this a bit, but what does that transition look like between, okay, it's okay to
keep it loose and see where the market pulls to, okay, we got to start taking this seriously? Is there a
trigger that's like, okay, let's get into this?

AR ERIE:

BAEMRNARE T X—=, BN “AURSEMHANETZER” B “BlISITFRIAENTFEM R
HIZREHE? BRETARAESILIRERS “WE, RISHREXTT” ?

(00:48:47) April Dunford
English:

Yeah. It's one of those things that usually like you know when you know. But what you want is you want
to start feeling comfortable that there's a pattern and it isn't just like, hey, | got one customer in this
segment and one customer in this segment and one customer in this segment and | don't really know.

AR ERIE:

B, XBEE—M “FIMRMMAET” &R, EMEENE, MAGRREE—MRIANEE, mMAMNIX
2 MR, BEXXFFEE, ERRFRELE , IHRERE L.

(00:49:06) April Dunford
English:

What it usually starts at the beginning is it starts with, you'll say, "Gosh, all kinds of people like our stuff.
All kinds of people like our stuff for all kinds of different reasons." And if you're seeing that you don't see
the pattern yet.

)d

AR ERIE:

IXJ'H:FZI BEEXERN, R KB, SHEEFNARSREANNARE, MEERZFER" NRIMEEHN
XAMENR, BRI IIRT .

(00:49:19) April Dunford
English:



And eventually what happens is the pattern starts becoming clear that it's like, oh, all those customers
look differently but there's actually this thread through them. Look, they all have the same marketing
automation tool. Isn't that interesting? Or they all have the same number of sales people on their team.
Isn't that interesting? I've done enough of these pitches now to know if you've got this, this, and this, this
pitch is going to go good, and if you don't, it is not going to go good.

FROCERIR:

R, BRARLERFEH, ML ‘B, SAXEEFAEERAE, EMIzEE—FE4%. &, tiIHA
FEHNEHFRBMETIR, XFREEZ? HEMINNHEFANNREE—1F, XFAREHE? ” RELMT EB
ZRUHEH, NERMEMRIFAS AL B. CHIE, XREFEMSRITF; NRFAEE, mARIRF.

(00:49:47) April Dunford
English:

So once you start feeling like | got the pattern here, it's starting to come into focus, then | think you're
ready to really tighten things up, smash your foot on the gas and say, "We're just going to run at that
because we know we can sell here. We know we win pretty much every time when we meet these

conditions. Let's go do that."
FREiE:

FREL, —BIRFIRHRER “BHMERRRT” , eHRERFE, BARIANFESIFEEREEM. BT
HEM: “BATMEBRXNER, RHARNMEEXEEERFE, RITMERIBHEXLERMG, RIVLFER
e MBI ATFIE”

(00:50:06) Lenny
English:

I'm really glad we touched on this topic. | mentioned to you earlier that | was at a meetup last night and |
was talking about this podcast that I'm starting and | asked who they'd love to hear on this podcast, and
your name was the first name this guy brought up. And so-

AR ERIE:

HREHENDKE T XMER. HZIRIFREY, RIFRESMT — 1R, WETREFLIDHIXINMESR, &K
AIARKEBITERTIER, SRETEHTLE— TR TIRERF. PR

(00:50:19) April Dunford
English:

That's awesome.

R EE:

XiET o

(00:50:19) Lenny

English:



... he's a huge fanboy. And | asked him what question he would ask you.
FRERIE:
------ BRI R KL, FKipBERIIRT AR,

(00:50:22) April Dunford
English:

| have fans. That's so cool.

R EE:

BEZABML, XEET.

(00:50:26) Lenny
English:

You're out there. You're out there at meetups. And this is what he wanted to know actually is around just
how do you think about this for startups and early stage stuff. So I'm glad we touched on it.

FRZERIE:

RBREEI, ERZEHAEAR. ELBMENMEX T QBN EHMRZMABREEM. FAUKRS
HEAHE T X — o

(00:50:32) April Dunford
English:

Yeah.

R ERE:

=0

(00:50:33) Lenny
English:

The last topic | want to make sure we chat about, and this is what led to our conversation, we had a
Twitter exchange about this was around segmentation versus personas and just how people confuse
these things and how to think about these topics. And so | guess I'd love to get your take on just what's

the difference between say segmentation and personas.
FRCERIE:

BRUNRE—MER— XBRERRITORIHENFRERE, HIE Twitter L3ME—FXF “TiHHS”
(Segmentation) 5 “AFER” (Personas) MX%I, UKRANBMEREEXLEHEZN, HERFIRNE
%, MHASNAFBEGEIREHTAXR?

(00:50:51) April Dunford



English:

Right. So you know how | said earlier marketers, we're really bad with definitions on things? And so
everything in marketing is poorly defined and the marketers are always fighting over what do we mean

when we say brand and things like this? So personas and segments, oh my gosh, terrible.

AR ERIE:

R BRBEZARIERARBAMERAGEM TENS? ERFH—YVIEXEREY, EHAREEEN
‘mhE” BREAARRZENEBRIECR N BRragihmads, X, fEE—HE.

(00:51:10) April Dunford
English:

So now this | think stems from if you go to marketing school, a lot of what you learn in marketing school is
very consumer oriented, like consumer product oriented. And so if you're selling to consumers, a lot of

the ways a consumer market gets segmented ... So segmentation is the way you split up a market.
R EIE:

FIANNXFETFNRMEZEHFZT L, MFEANABIABTHEEEEEEN, LIEERTH. NMRIFEMHE
BREWE, HAMINADSBI--FriBdSD, MEMRIDHHESE .

(00:51:29) April Dunford
English:

So the way you would segment a consumer market is you might say, "Well, I've got this toothpaste. And
this toothpaste is for men under the age of 16 that want to get a date or something like that." And that
would be how you would segment the market, which coincidentally sounds a lot like a persona.

AR ERIE:

RADEEDZNARNARER: “BE—RTE, XRFERL 16 YLUT. BRENZHNBEAN.” XFEMR
MRHZINHEI, MXFERGFEEE—TAFER.

(00:51:51) April Dunford
English:

So personas are about people and it's characteristics of a particular buyer, a particular type of buyer. And
so we'll do personas to try to get really deep understanding of, who is this buyer? What are they care
about? What are their hopes and dreams? What makes them scared? What makes them excited? What are
they trying to get done? This kind of stuff.

AR ERIE:

BAREGEXT ‘A’ #, EREEXRIFEREIRNGE. HMNEAFERRATRANTHE. XTEXE
W? IIERHA? NNFENMZREMNFA? FAltiIEE? FAaltbil™E? wiT8TmtaEss? &
gnies.

(00:52:10) April Dunford



English:

Now we go to B2B and that's not how we segment a market. We're not talking about 25 year old down to
the age of whatever, whatever. We're segmenting the market on different things. And in fact, in B2B, we
can segment a market on almost anything, but typically there would be what we call firmographics, like
how big's the company? How many employees? How much revenue? What geography is it in? But then
we often do segmentations on things that are nothing to do with that.

FRCERIR:

B2 B2B $El, HITARXHEADHIH. HANFHKIL 25 F RS LSHAR. RIVRIBEREREERASD
Wi, FELE, 7 B2BH, HNTURB/LFEMLEEHRITAS, BERESBMBN “BUFRITHSE”
(Firmographics) , LEUIABIMMR. STAKR. FlA #HIEBUE, ER(TEEERESXETXNRARHT
it

(00:52:35) April Dunford
English:

So if we really want to target a set of customers, often we'll say, "You know what? My product is really
good for folks that have a creative team with more than three people and a budget of this and they use
this particular software package." We win all day, if we have that.

FROCERIR:

MRFBMNENBHN—ATR, RIIELESHR: “MIEER? AN~ nIEEEaREREED 3 ABEIEH
FA. BEERNSEE. FEERBERGHENARE." MRKHNNBEXFNEF, KRR,

(00:52:56) April Dunford
English:

And that's a very actionable segmentation, | can go find companies that have that, | can make a list of
companies that have that. And that's who my marketing and sales is going to go after. If sales needs to
make a list of companies to go chase, that's that. And so in my mind, this is super important.

FROCENIR:

XE—MEFEREETREENAD . HAUSHASXERENQE, FH—0ER, XMEHNEHMEE
BEFRHNR, MREEFE—HNEEZFRNBER, BMEE. FIUERER, XFEREE,

(00:53:13) April Dunford
English:

Coming back to the previous question, when we were talking about, I'm starting to see the patterns in
who loves my stuff and why, I'm not talking about the person there, I'm talking about the kind of
company. What is common amongst the companies that love us, that | can segment the market and say,
"Look, if your company is this size, you have this software package, you have this and this," I'm going to
win all day.

AR ERIE:

EEIZaTRYEE, HENNKIL “RABEIEENENFRAURNAFTAERER" B, FIENFERTA,
MmERH “AE" . PBLEERRINATEFAHER? KAUELRASTHHE: B, IRTFHIATEX



TR, BXIRM, BXTHIBMFE, FoaER."

(00:53:35) April Dunford
English:

And so | need to understand that deeply in order to build my whole go-to market strategy, in order to
have marketing campaigns that resonate with those kinds of companies, in order to make a list, if my
sales are doing outbound, or if I'm doing target account selling, or ABM, how do | make that list of who
I'm going after, that kind of stuff.

FRZERIE:

REERNEBX—R, WENERNENHEATE (GTM) KBS, UEARESIEXRXQATHBNEHE
o, UEEHEMEDNFR. BREFHEERABM (BTIKFER) R7IHBERER.

(00:53:53) April Dunford
English:

Then we have personas. Now again, if I'm selling a consumer thing, maybe all | care about is personas, all
| care about is who's this person who's the buyer. B2B, everything's a little bit more complicated than
that. So in a typical B2B purchase process, particularly if it's what we would call enterprise software, even
if it's not very expensive enterprise software, typically we have between five and seven people are

involved in what we call making the decision for what gets bought.
FpERIE:

REEAFER. BR—X, MRKENEHER, HIFRIXOAFPER, IAXROERZEH. B B2BH,
—UJERE S 2k, 7EHAE) B2B RWHIETR, RRIZFMBMEIRG BMERARIENEWRMG), BEEE 5
T NAEERERE.

(00:54:24) April Dunford
English:

So if | come back to my example earlier where the VP sales decides they need a CRM and they pick on
poor John, and then John's got to go figure it out. John, that persona, let's say he's the sales ops
manager, we would make a sales ops manager persona that would capture that person, but there's other
people involved in this deal.

FRCERIR:

EEFHZAMF: HERSZHREFE— CRM, AREIRAAIRHNAMERE. 98X MEk, RigfE
HETERE, RilaM— “HESERE Nafkzaft, BX5HPEEHEHMA,

(00:54:44) April Dunford
English:

So as part of figuring out which CRM to buy, when he got in the later stages of the deal, he probably
consults some of the sales reps, because they're going to be the end users of this thing, and so he doesn't
want to pick something that they're all going to hate.



FRZERIE:

TEREEM CRM By iEd, BITRZEH, tAgsSI—LHERR, BAMIIRRELAR, A% —
PAREKE R R,

(00:54:56) April Dunford
English:

He's probably got an IT department and IT probably gets to say about, well, does it meet our security and
compliance stuff? And we're going to have to take care of it. Does it integrate with what we need to
integrate with? Can it suck in data or push out data to our data warehouse or whatever? So that person

has a say.
R EIE:

A REEE N IT EI), ITHIIARSZBEAEN: ENEGRINNREMSNERTD? KNFBLEPET? EES
BINFBEERNRAENT? SEEMKNIVRECESARFHEIET? FAUBTAEELSN

(00:55:14) April Dunford
English:

There might be a purchasing department. There might be legal involved. There might be head of security
involved. There might be chief security officers. Somebody gets their nose in there and gets involved in
that. So five to seven people involved in this deal.

FasCER

RERBERMER], AIRESIIESS, AR RRETENEFEREE. SBABFEP. FMU—EXHIRS5
[

T

# o)
P

o

(00:55:26) April Dunford

English:

And so here's where | think we go off the rails in marketing. So what | see marketing teams doing is they'll
do personas for all those people. So they'll have this sheet and the sheet will say, Eric, the IT person
doesn't like talking on the phone, who really likes video games. And they'll have this stereotype of Eric,

the IT person. And then they'll say, Janet, the sales rep really outgoing, loves talking to people on the

phone. Doesn't know what a video game is, that sort of thing.
Fp ERIE:

HIANEHEXEMAGRRT . REFNEHANENFIEXEAMEG. WINZE—KE, LEASE: ITA
RIRET, FEWITHEIE, EXTBEFER. i1 IT ARRERE—MZIRENR, RAEMIISH: HERR
Ly, MHRINE, EXITHE, FAERFERET 4. HttE,

(00:56:01) April Dunford
English:

So for positioning work, I'm going to say something that is contentious, but | don't think it is at all. Think
about how the deal gets done. Here's how this actually happens. Vice president says to John, "Go figure it



out." John then does all this research and figures out how to get a short list.
FRERIE:

MNFEMIE, RBR—LEAJEEFNNE, ERIAN—LFWELE. BEXZZWNMAKN. KRdEE
XIFRY: BISBNAEY: “EREE.” WHBEHITAERRHBE RERH.

(00:56:18) April Dunford
English:

And then John might actually go all the way through to having calls with sales people and all this sort of
stuff with all the vendors. And then John's really getting down to, okay, I'm going to pick this thing over
this thing and then starts bringing in the other people.

AR ERIE:

RENEHAES—HRYE, SAAHNBNEEARBIEES, BENPHEEHNRARME: “FE, ZEE
EXNMAZARD” AR FatiBE b ARL#E,

(00:56:30) April Dunford
English:

So by far the most important persona that matters is that one. We call this the champion in the account
because this person, their job is to get consensus and champion the deal across everybody, including
their boss, who's the actual economic buyer, the person that writes the check.

FROCENIR:

FRAZIERINLE, H—EEHNEERMER—1. HIMNMZAKFEN “WEkHERIE" (Champion), ERXD
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(00:56:49) April Dunford
English:

And so if our positioning doesn't resonate for that champion, we're dead in the water. We don't even get
on a short list. We don't even get to care about all the other personas, if we don't nail it with John
because John's a gatekeeper.

FROCENIR:

NRBAVVEMABESHERD “HEmpE” 890G, HMMYETET . HMNEEERTIRES R, MRIK(E
FENE, BIRELNMIEROEMES, RANNGHETIIA.

(00:57:03) April Dunford
English:

So my positioning needs to crush it with John. And at some point way down the road, | need to arm John
to be able to sell IT, to be able to sell purchasing, to be able to make sure everybody is cool on the user
side and to be able to sell their boss, who's the economic buyer.



FRZERIE:
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(00:57:22) April Dunford
English:

And so | think there's really only one persona that really, really matters in this, which is the champion in
the account. And we should be very thoughtful and we should really have our arms around that persona.
And then later in the deal cycle, we need to figure out how to arm that persona to go sell to all the other

constituents in the deal. But if we don't nail that champion persona, we got nothing.
R EIE:

FRUFINAEXAES, HIE. EEEENEGRE—, MK ERN “HihE” . RNIZRBREH
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(00:57:46) April Dunford
English:

So I think it is an utter waste of time for marketing to build these stupid little one pager persona things for
these 17 million personas and treat them like they're the same as the champion, when the champion
matters times a thousand and all we really need to do is figure out how to arm the champion, because
the champion's going to do this, the heavy lifting of selling IT. We're likely not even going to get all that
involved. Gee, that's my [inaudible 00:58:12].

FRCERIR:
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(00:58:13) Lenny
English:

That was amazing. I've never heard it described so directly and clearly. And so | think that's actually a
good way to just wrap things up. | feel like I've sucked up enough of your time. Where can folks find your
book, contact you if they want to work with you, anything like that?

FROCENIR:

KEET . BMRITIMEERZBBMER, RIANXZ—MRENEE, REBREL LA TIREZEE
To ARAUEMEREREIH, HEWMRBMREIFRAOFEKRIR?

(00:58:29) April Dunford

English:



Sure. The book's called Obviously Awesome, and you can Google me and find that wherever books are
sold. And then there's an audio book, if that's your jam or an E-book or whatever. And then my website is
aprildunford.com, so you can find me there. I'm on LinkedIn, I'm on Twitter. I'm @aprildunford on social
media, but | don't really do any social media except Twitter and a little bit of LinkedIn these days because
I'm feeling less certain about the future of Twitter, but yeah.

FROCERIR:

¥, BRWN (RAERE) (Obviously Awesome) , fRE]ATERI LIEEE, BAPEBEE. WRIRENRIT
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(00:58:56) Lenny

English:

Your tweets are great by the way. I highly recommend following April on Twitter.
R EE:

BB —T, {REVHESZIRIE, FERZUVEBINARTE Twitter £X3F Aprilo

(00:58:59) April Dunford

English:

Oh good. Yeah, follow of me on Twitter.
HRCEIE:
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(00:59:01) Lenny

English:

How can listeners be useful to you?
R EiE:

AR AT BE P IR+ Ale?

(00:59:03) April Dunford
English:

That's a great question. | don't know. Well, one thing | will say that | really love about Twitter is | use
Twitter a lot to clarify my thinking on things. And so | really appreciate smart interactions with people on
Twitter because sometimes I'll have a half-baked idea. And it's one of the things that | really like about
Twitter versus LinkedIn, if | have a half-baked idea, | throw it out on LinkedIn and everyone goes, "That's
great April," and that's it. Whereas if | have a half-baked idea and | throw it out on Twitter, people aren't
shy about telling me I'm wrong.

FRCERIR:
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(00:59:36) April Dunford
English:

And | appreciate it because | think that's how your thinking gets clearer. | mean, I'd like you to be nice
about it if possible, but | like it when people jump in and they go, "Well, actually that doesn't really work
if it's this, this and this." And you're like, "Ooh yeah, actually, you're right. Never really thought about that
before."

FRCERIR:
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(00:59:52) April Dunford
English:

So people that follow me on Twitter are really useful that way. And then I think | have this really engaged,
thoughtful bunch of people following me on Twitter, people that are really interested in this stuff. And so |
think it's kind of fun to be able to bat some deeper ideas around on stuff and not just have everybody go
thumbs up, yay, April. That's kind of boring to me.

FROCENIR:
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(01:00:12) Lenny
English:
Radical candor, that's what you need.
R EE:
BUHAVIER , XMEIREEN.

(01:00:13) April Dunford
English:

Oh yeah, | appreciate the thumbs up. Give me the thumbs up, but if that's all | was trying to do, then |

wouldn't be throwing out as much half-baked, sort of controversial hot takes on Twitter as | do.

FRsCERF:
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(01:00:26) Lenny

English:

| use Twitter in a very similar way, and so | completely understand that aspect.
R EE:

FERA Twitter WA NIEERM, FRAFTTEIER,

(01:00:30) April Dunford
English:

Yeah, it's great for that.
FRCEIE:

EH, EEXHERE.

(01:00:31) Lenny
English:

It's amazing for that. April, thank you so much for making time. | learned a ton and | really appreciate
your time.

FROCERIR:
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(01:00:36) April Dunford
English:

All right. Well, thanks so much for having me and congratulations on the new podcast. I'm so excited for
it.

RSz ERIE:
T, ERERGEHEIET, URBRRNFREREE, BIEEHE

(01:00:42) Lenny

English:
Me too. Me too. That was awesome. Thank you for listening. If you enjoyed the chat, don't forget to
subscribe to the podcast. You could also learn more at lennyspodcast.com. I'll see you in the next
episode.

AR ERIE:
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