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[00:00:00] Archie Abrams
English:

When you have teams naturally break up the world into different funnel stages or different points in the
journey, it gets very seductive to look at my part of the funnel and what's my conversion rate through that
part of the funnel, right? And then the team starts to optimize for that conversion rate as their north star.
But in practice, it's actually almost always easier to just make it harder to do the thing right before your
step in the funnel to increase your conversion rate. Instead of I'm trying to convert a bunch of people, |
just want more people to get activated.
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[00:00:32] Archie Abrams
English:

And then once you start thinking that way, you realize actually the best way to get more people to get to a
step is just get more people in the door in the first place. That will always hurt your conversion rate, but it
may actually give you more people on the outside.
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[00:00:48] Lenny Rachitsky
English:

Today my guest is Archie Abrams. Archie is VP of product and head of growth at Shopify, where he leads
an org of over 600 people across product, design, engineering, data ops, and growth marketing. Shopify
is both an incredibly unique and also an incredibly successful business, and they do things very
differently. And as a result, there's a lot that we can learn from how they approach building product and
driving growth.
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[00:01:12] Lenny Rachitsky
English:

Some examples include their priorities in product roadmap are driven by a 100-year vision that comes
from Tobi, the CEO. And the core product teams don't have metrics or KPIs. They're essentially banned.
And instead, decisions are made based on taste, and intuition, and building towards this long-term
vision. Also, the growth team optimizes for churn, which is unlike any other company I've ever come
across. And once you hear why, this will make a lot of sense.
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[00:01:38] Lenny Rachitsky
English:

Also, they keep long-term holdouts for every experiment they run, and they automatically look at the
impact these experiments have had on the business a year later, two years later, and three years later, and
then revisit these decisions down the road.
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[00:01:52] Lenny Rachitsky
English:

And in our conversation, we dig into all of this plus how Shopify organizes their growth team, how they
run experiments, how the growth team collaborates with the product team, how they measure impact.
Plus, Archie shares a bunch of very specific and interesting examples of changes that have driven growth
for the business and so much more. This is such a fascinating conversation, and | know this will give you a
lot to think about in terms of how you run and organize your own product and growth teams. If you enjoy
this podcast, don't forget to subscribe and follow it in your favorite podcasting app or YouTube. It's the
best way to avoid missing feature episodes and it helps the podcast tremendously. With that, | bring you
Archie Abrams.
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[00:02:34] Lenny Rachitsky

English:

Archie, thank you so much for being here and welcome to the podcast.
R EE:

Archie, FERSHRAER, JEREIARER

[00:02:38] Archie Abrams
English:

Thanks Lenny. Excited to be here.
FRCEIE:
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[00:02:38] Lenny Rachitsky
English:

Okay, so what | want to do with our time together is to basically do kind of a living archeology of how
Shopify grows and what you specifically have learned about growing a company like Shopify into this just
juggernaut of a business that it's turned into. To give people a little bit of a sense of just how large Shopify
has gotten, so maybe surprising them about the scale of this company at this point. Could you share
some stats about the scale of the business at this point?
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[00:03:09] Archie Abrams
English:

Yeah, absolutely. So overall, we're about 10% of e-commerce in the United States. So basically if you're
not buying an Amazon or Walmart, you're probably buying on a Shopify-powered store. And behind the
scenes globally, we did about 235 billion in GMV in 2023, which is roughly the size of the economy of
Finland. So we've got a big economy and big impact happening from Shopify.
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[00:03:37] Lenny Rachitsky
English:

Wow. | think interestingly with Shopify, it's kind of this behind the scenes tool, and so | imagine many
people have no idea they're using Shopify a lot of time when they're buying stuff online, and | think some
of these numbers kind of creep up on people with just how large a company like Shopify has gotten.
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[00:03:53] Archie Abrams
English:

100%.

FRCERE:
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[00:03:56] Lenny Rachitsky
English:

[Ad for Explo - omitted for brevity in translation as per standard practice, but included here as requested
for FULL transcript]

This episode is brought to you by Explo, a game changer for customer facing analytics and data
reporting... [Full text follows]
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[00:05:08] Lenny Rachitsky
English:

[Ad for Dovetail - omitted for brevity in translation as per standard practice, but included here as
requested for FULL transcript]

This episode is brought to you by Dovetail, the Al first customer insights hub for all teams... [Full text
follows]
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[00:06:18] Lenny Rachitsky

English:



| want to start with something that | think is most unique from what I've heard, and | think there's going
to be a lot of really unique approaches to how you all think about growth. One of the most interesting
things I've heard is that how you think about churn and retention. To most companies, the most
important thing is to increase retention, reduce churn. My sense or my understanding is you guys are kind
of the opposite. You one, don't think tons about churn, you almost optimize for churn. Talk about that.
How does that work?

FROCERIR:
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[00:06:48] Archie Abrams
English:

The way we think about churn is really going back to Shopify as a kind of our mission and what we want
to do, which is to increase the amount of entrepreneurship on the internet. And so as a business, we want
to make it as easy as possible to get started with your online store, with your business.

AR ERIE:

HMNBFRRN AR EEIEHE Shopify ByfEsr, ENFAVEMEVER: EMEEKM ERLITH. R,
ERA—RENW, BIFELANRAER G GEERLEENL S,

[00:07:06] Archie Abrams
English:

But most businesses do ultimately fail. And so the way we look at it is can we lower the barriers to getting
started and get as many people in the door trying their hand at entrepreneurship? If we do that, again,
many of those businesses, many of those folks will maybe on their first attempt not be as successful, but
we're going to have a set of merchants who go on to become extremely big businesses, the Allbirds of the
world, FIGS, etc.

AR ERIE:

BEAZHEVHERIAEEN. FAIUBENNEER: BNESEREN] IS, iItRAEZMARIZSHe? 0
RBAIXEM, BAEFFZA. FEEUEE—XREXNAIRERSIBART, EERINSEE—EEBKR
ERMIEIREER, b Allbirds. FIGS RIS,

[00:07:36] Archie Abrams
English:

And the way the Shopify business model works is we do charge a subscription, but most of our revenue
comes from payments, which is tied to directly to a merchant's success. So in a given cohort of
merchants, a lot of people will start. Some of those people on their first attempt that's entrepreneurship
might not succeed, but the folks who do go on to be successful will make that entire cohort of merchants
who started something that makes Shopify as a business extremely successful. And that's why we lower
the barriers to get started and help folks grow, and those winners make the whole thing work.



AR ERIE:

Shopify BB WRTCEXAFRY: FATHKWEITIEER, BRI ABIVRARESZ (payments), XEES
BRI, Eit, ERHENBEREHE (cohort) 1, SBRZAFEEI, HR—EAE—R=HATEE
ST, ERERLRF[UIIBIAN, FEBNREHER Shopify HRERBIEILRI. XFEN AT
BRI ARRFHIEHEBMIINK, EABERRSZIUBMEREE R,

[00:08:12] Lenny Rachitsky
English:

| love that. So what I'm hearing is it's not that you don't want people to stick around, it's not that you
don't want people to succeed. It's that you're not optimizing every new shop for sticking around long-
term. It's basically make it as easy as possible for people to try it. And all you need is a few big wins for it
to all work out.

FRCERIR:
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[00:08:33] Archie Abrams
English:

Correct. And that's really a different insight than most SaaS companies that they get a customer, they
really never want that person to leave. And we want to lower that barriers to get started and be
successful.

FRCERIR:
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[00:08:44] Lenny Rachitsky
English:

One of the main reasons companies focus so much on churn and retention is because it costs them a lot
of money to drive new customers and users. | imagine there's almost an implied it's really cheap for you
all to find new customers because of maybe the brand and word of mouth. Is that true?
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[00:08:59] Archie Abrams
English:

| think that definitely has some dynamics. | think the bigger factor is the monetization model. For most
SaaS companies, they're making from a subscription, right? 29 bucks a month is the only way that they're



going to really monetize. Whereas our business works, you have folks who are paying a subscription. But
as folks get bigger, because we're monetizing on that GMV that that merchant is producing or the revenue
the merchant is producing in the form of payments and other services, it allows us to grow with the
merchant in those really successful merchants, make the whole system work well.
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[00:09:34] Lenny Rachitsky
English:

Got it. So basically, your net dollar retention or network revenue retention is just absurd for the winners
and it makes up for all the losers slash not losers, people that have tried to build an online-

FRCERIR:
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[00:09:44] Archie Abrams
English:

Yes, tried and haven't been very successful. When you can think of the other parallel is in angel investing,
right? Most of angel investments are not going to work out, but the couple that do make that entire
investment portfolio successful.

FRCERIR:
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[00:10:00] Lenny Rachitsky
English:

With retention not being the primary goal and the metric you guys focus on optimizing, how do you know
if you're doing well? Is it some number of these winners have to come out every quarter, every year? How
do you think about progress and achieving, and success basically for growth?

AR ERIE:
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[00:10:18] Archie Abrams

English:



This way is thinking about a cohort of users we acquire in a given time period, say a quarter. And then
over the next year, two years, three years, four years, five years, how much GMV have those merchants
produced in total? Not about per merchant basis, but in total, did that cohort generate GMV? And if they
generate GMV, that will translate into revenue and gross profit and all of those things that we can then use
to reinvest in growing the business. So it's really looking at the total value, but on that GMV basis. And
GMV is a power law based metric. And so it's really that power law that drives the success of each cohort.

FROCERIR:
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[00:10:56] Archie Abrams
English:

Again, going back to investing, same thing there. Each vintage from a fund, how much did that return as a
fund? And it's really driven by the few really successful outliers.

AR ERIE:
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[00:11:09] Lenny Rachitsky
English:

So this begs the question, that sounds like a very long feedback loop. And | don't know what | do with
that information if five years from now, "Oh okay, that was a really good idea we did five years ago."
Comment on that. It touches on something you said about how metrics aren't actually a driver of how
you all think at Shopify, so take that wherever you want to go.

AR ERIE:
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[00:11:26] Archie Abrams

English:

Yeah. So it's interesting. | think with Shopify, we very purposely set up different parts of the org to think
on very different time horizons and with very different ways of thinking about how to build product and

the like. Very different than a lot of companies that typically, have maybe one kind of unified, there's one
north star that the entire company is rallying around.
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[00:11:49] Archie Abrams
English:

And there's three major product groups at Shopify. There's core product which is building the 100 year,
the right things for commerce 100 years from now. There's merchant services which is building things like
payments, shipping, the tools that entrepreneurs need to be successful with a more shorter or medium
term horizon. And then growth is really thinking about that end-to-end customer journey. How can we
bring folks on and make sure they're successful?

FRCERIR:
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[00:12:19] Archie Abrams
English:

And then from a metrics standpoint, we do have obviously some leading indicators in growth that we're
looking at on a given experiment or what have you. But the key in what we try to instrument in our
experimentation is the ability to really look at longterm effects of experiments.

FROCERIR:
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[00:12:37] Archie Abrams
English:

So we constantly will relook at an experiment a year later, see that the way the GMV curve for the
distribution was different than we might've originally thought. And that'll actually change what we do
from that previous experiment. And so there's a lot of longterm monitoring of experiments over these
very long time horizons to both inform what those input metrics are and more importantly hold ourselves
accountable to, did we actually move what we cared about, which is that longterm GMV, in the right way?

FRZERIE:
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[00:13:12] Lenny Rachitsky



English:

Wow. Okay. | want to spend more time here. So the way you're describing it is the way the business
operates is you think, what is our 100-year plan? How do we think, where does this need to be in 100
years? And with that, it allows you to run these long holdout experiments to see, is something we're
doing impacting the business broadly? And because you think so longterm, you can take a year, or two, or
three to see if there's an impact and then make adjustments versus I'm having to drive a certain metric
every quarter, every year.

FROCERIR:
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[00:13:47] Archie Abrams
English:

Correct. And | mean on growth, we're definitely in the... We want to drive metrics on a short-term basis
and we can do that obviously, but we have the luxury, and the way Tobi thinks about the world and the
way we operate, to really think about these longterm effects and make sure that we're holding ourselves
accountable with these longterm holdouts, and then constantly refining the input metrics that we're
using and getting a lot smarter about that. But because we take that long horizon, it allows us to be better
in the short term and just get a lot smarter.
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[00:14:17] Archie Abrams
English:

And a lot of counterintuitive things. And | would encourage everyone, if you can, look at some of the
experiments that you thought were your biggest winners. Look at the downstream metrics for a year, two
years on that experiment. And I'll bet you'd be surprised how many times the metric is different than
what you thought it would be after a year.

AR ERIE:
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[00:14:36] Lenny Rachitsky
English:



Because where people just make a call at a certain point in time, here's the list in it, here's the list
experience. | love this, because very few people have experiences running a longterm experiment, and so
this is a really interesting insight that you're sharing that, | guess how often do you find this to be true in
your long-term holdouts, where things end up being very different downstream?

FRCERIR:
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[00:14:59] Archie Abrams
English:

| think there's probably two things that have been very common. And | would say in quite a few cases,
you get a lift on a metric up front, a more short-term metric. Number of people who become a paying
shopper, number of people who make their first sale in Shopify. And then you look a year later, and
there's actually no incremental lift on GMV from that cohort.
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[00:15:21] Archie Abrams
English:

And so | think it actually trains, a lot of us in growth are looking at these short-term metrics. A lot of the
time it's actually more pull-forward effect, than you fully realize or an incremental user that's just really
not worth that much. So that's one.

FROCERIR:
FRAFIA N X LR ER—illdR, FHANERTHNRS AMEITEXLEIGHIET. REBHER, EXFLESZRE

—# “REIME” (pull-forward effect) , BHTIRNEIR, HBRB—TMHILEMAKNEEERF. XE
%‘_—$EFO

[00:15:35] Archie Abrams
English:

And then two, so this effect size goes away. There are cases where the experiment has flipped the other
way. And then there are cases, and these are the most interesting ones, where you realize that you
uncovered a pocket of merchants that are actually extremely valuable entrepreneurs who go on to be
successful, that you missed in your normal short-term measurement techniques. And so all across the
board we see that. But actually the most common is it actually isn't a long-term lift from a lot of things

that you might think of the short-term are.

AR ERIE:
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[00:16:16] Lenny Rachitsky
English:

Is there an example in that second bucket of what you mean when you say there's a pocket of valuable

merchants?
AR ERIE:
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[00:16:22] Archie Abrams
English:

Yeah, | think a lot of this has to do with, we call it monetary friction. So one of the hardest things to do
with a business is when you're getting started, is you might not have any revenue coming in, and you are
kind of bootstrapping, which in Shopify's case might be 39 bucks a month. But still, it's a real expense.
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[00:16:43] Archie Abrams
English:

And so typically when you can lower the barriers to monetary friction in some form, that could be all sorts
of monetary friction early. The common belief is that we'll usually get lower quality folks coming in the
door, because usually discounts are associated with lower quality.
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[00:17:03] Archie Abrams
English:

If you think about in a business case, if | give you a little monetary boost and reduce that monetary
friction, | can actually causally change your ability to become successful, because I've given you a little bit
more time to try that idea a little bit longer. I've given you that opportunity to move your business over to
Shopify. And so often in those types of experiments you see that you've basically unlocked a class of

people who might've given up without reducing that monetary friction.

AR ERIE:
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[00:17:35] Lenny Rachitsky

English:

Interesting. And giving them time to actually make it work.
FRCEIE:

BEB, m2s T wiNEEEEESERN.

[00:17:39] Archie Abrams
English:

To make it work.

R EE:

HIBEM.

[00:17:40] Lenny Rachitsky
English:

Okay. So just roughly, do you have a sense of how often you find no effect after a year that you saw early
impact? Just to ballpark that.

FROCERIR:

4. MoEBERKE, MEKBRIE, ARIRHFMGE, —FRAMHLLEIHMRNBRLLHABESZK? LH1K
BEEERLTTo

[00:17:50] Archie Abrams
English:

Yeah, it's in the 30 to 40% range.
R EE:

=, KL97E 30% 2 40% Zi&l,

[00:17:51] Lenny Rachitsky
English:

Okay. | think you're tearing the heart out of so many growth people right now, and nobody wants to hear
this that works on growth where you're saying potentially a third of the experiments they're running

today that are showing lift probably don't have that same... Don't have any impact down the road.

AR ERIE:



§. FABFIMEELRSEIEROANOE, EAMIERKHABFIEFEZN: MREER, HISRETHER
BRANKES, AJBE=Z2Z—ERKERL - REKEEMARME.

[00:18:09] Archie Abrams

English:

Yes. Unfortunately, | think that's brutal. Probably more common than we like to believe.
R EE:

. F=ENE, WINNXEEES, BXrIERINEERENESREZS.

[00:18:15] Lenny Rachitsky
English:

Yes, and nobody wants to hear this, except people that you should want to hear this because if you want

to build a business that grows and need to grow, it's better to know to learn that now.
FRERIE:

B, AT, FRIFERLE Wi XA, EAMNRMEEL — MG RS, RIFIEM
FEATHX—R,

[00:18:28] Archie Abrams
English:

Yeah.

FCERE:

R o

[00:18:29] Lenny Rachitsky
English:

Okay. So for people that can't run whole long hold that experiments, | guess is there anything that you
find is a good early indicator that might be the case? Most people don't have time to sit around and wait a
year or two or three. They're not thinking 100 years.

FRCERIR:

o MAMTFRELEZSTRAMBLRENA, MELKELMTLAFHREEIRETRXMER? RSHANEL
HESE-—REEE=F, MITKEER 100 FEHE,

[00:18:43] Archie Abrams
English:

I mean | think end of the day that is going to be the most effective and you actually learn the most. | think
it is, though even in shorter term horizons, really being as specific as you can be about what are the early
signs of success in your product, and making sure you instrument those. And then making sure,



particularly up funnel experiments, you are actually looking at the further downstream metrics to make

sure you have some understanding of what's moving down.
R EIE:

BORRRE, IRER, KEMTRAFZRENE, (RFINHERS, A3, AETRENNEEER, HER
AR SHE AN ERT R, HHERXEDRETEN. ASHR, 552X TR LFRKRE,
RSEFR ERTENMERE TEBvIEIR, LUMRIRI NFRZERT T #

[00:19:17] Archie Abrams
English:

So as deep as you can go in the funnel for as long as you can wait. Do that. And if you can't, you know
what | would say? Still you should just bet on, if something is showing lift up funnel, still ship it and it's

probably not going to hurt you, but don't overestimate the amount of impact that this is having.
R EIE:

FRUL, fERSFHRRATBERAN, ERE ERAIGEAF. MXHFM. WRIMEARE, R EARIE? (RIHAN IZIT
ATRBEE LR RHEANKRA, PAKKHE, EAEFARHER, EAESHEEHRTENTNE,

[00:19:34] Archie Abrams
English:

So it's funny, two things here is, my recommendation to folks is don't think, "Oh my goodness, | have to
wait all this time." Because if you didn't move the short-term impact, you're not going to have the long-
term lift. So still ship if it's short-term lift. Just be reasonable that if you can measure it longer term, you'll

get better about identifying what things are that are really impactful.
FZERiE:

FRLUXREE, XEEMR . ANARNENZE, A28 "X, H/FZAA” . ENMNMRIREERZIER
HEAT, RMARBEA KR, FIUMRERERA, TRELAH. RARERFEN, MRIREHITKE
#E, MMEEEKIRMERARRESRMIN.

[00:19:57] Lenny Rachitsky
English:

Got it. And so it may be positive initially, but often neutral. Rarely is it neutral initially and then positive
down the road?

AR ERIE:

BAET. FAILERVIAIEERIERN, EEERARTMEN. ROSHIAKVDERE, ARRKEKIERBNER
ng?

[00:20:09] Archie Abrams

English:



There are some cases of that, but it's rarely... I've seen neutral be positive, but | haven't seen negative.
That resulted positive.

RS ERIE:
HWE XS, ERLD - RUEPETERN, EFRENEHATERN.

[00:20:17] Lenny Rachitsky
English:

Got it. Okay. So that's reassuring. You're not harming the business, but you're probably getting a lot more
credit than you deserve as a growth team shipping things that are-

FROCERIR:

BET. i, XILARD. RgBHEELS, BEN—MEKEN, 2B XERAREILFEETEHNMSH
5o

[00:20:29] Archie Abrams
English:

Likely.

FSCEiE:

REEE.

[00:20:29] Lenny Rachitsky
English:

Likely, right? And there's also just trade-offs to moving on and on balance, you're probably doing good
things if you continue to ship things that are showing positive. Right?

FROCERIR:

RERRE, WE? MESSRIHBAENE, SRR, NRMABAELHERERLERNKRA, REEEEEM
S, i5?

[00:20:39] Archie Abrams
English:

100%.

FRCERE:

BOZBALER,

[00:20:40] Lenny Rachitsky

English:



Okay. This is awesome. For people that want to run long-term holdout experiments, | imagine you've
built your own experimentation system internally?

RS ERIE:
o XKET . MFALEESITKIAXMBILIMA, BBFRIERNSHET B2HERARL?

[00:20:50] Archie Abrams
English:

Yeah.

FCERE:

=0

[00:20:51] Lenny Rachitsky
English:

And is it basically you hold out 10%, say it was some percentage of users from seeing the new change? Is
that how you approach it or is there a different way of approach?

FRSCERIE:
EAF2FRE 10% (BHEHR—TELA) MARRLIIEIHRTWHID? RISXEMH, T2EEMAR?

[00:20:59] Archie Abrams
English:

Two things. We have two layers of holdouts. So one is more the holdouts of every change in a quarter,
holdout 5% across the board. Second is for changes that only affect new merchants, what we'll do is we'll
take that group of folks, let's call it 50/50 split, and then run that for a few weeks. And then what we're
doing, we look at the long-term effects is actually ship the winner to 100%, but we're looking at the
cohort of folks who was assigned to the experiment. We're going back and looking at those people who

were assigned a year later.

AR ERIE:

BERR. BITERENRA. F—MEHN—IZERFRBELEUHINE, 2LERSE 5%, F_MEH MmN
BREL, HNSBXAADRK (Ebg0) 50/50 FA, B1T/LE. ARATMEKAMR, RITSEHEN
FERME 100% WAF, ERINSFENERDKDEILRPIRIEHE. —FF, RNIELERLER
P ECEISCILARI N,

[00:21:36] Archie Abrams
English:

So it allows us to still ship, get stuff out, but we've kind of held the experiment in a way that allows us to
see those long-term effects just for the cohort that was exposed. That only works if you're doing it on new
users. For existing, it's a little more complicated. That's okay. And then in our experimentation tools, all
experimenters are paying that three months, six months, nine months, 12 months with here are the



updated results. So you can't really get hide from, what did this really result in over a longer term
horizon?

AR ERIE:

XIFRABRRER B, NEEURMANRESLREIE, MMNRRE A AN KIAMN. XREHIHAF
BEM. WTFERF, FREER—E, &XH. ARERMNNVERIASR, FIEXERARB=E3ITA. 61
A. 97TA. RTANKEIRE: “XEEMENER" . FRURENTERE: MKEKRE, XERSET
TA%ER?

[00:22:10] Lenny Rachitsky
English:

So your tool is email everyone that's involved with the experiment of here's what this cohort is doing

now.
AR ERIE:
FRURITN T ESBHAS 5LRMNEMALRME, SFMITXDEEMENRM,.

[00:22:16] Archie Abrams
English:

Correct.

R EE:

R o

[00:22:16] Lenny Rachitsky
English:

| love that. Okay, that's awesome. It's interesting that you use kind of these cohort curves for GMV, and is
that the core metric you look at to see?

AR ERIE:
REWXN. KiET. BBMEIRI1ER GMV BUBHARZ (cohort curves) , XEIRITIRERMIIZOEFRID?

[00:22:25] Archie Abrams

English:

There's a few GMV, obviously gross profit. But GMV is kind of like a key determinant of long-term success.
R EE:

B, GMV, BREEEF, B GMVEZR KRN XBRAERZE,

[00:22:35] Lenny Rachitsky

English:



So it's interesting. Most people use cohort retention curves. You're using cohort because you don't look at
retention. You're looking at for GMV over time. So that's really interesting.

AR ERIE:

XREB. REBAERFRBFME, MIMERRFHARRANRNAEEE, MEEMEZELH GMV,
XEBRER

[00:22:45] Archie Abrams
English:

GMV over time, which correlates better. And there's a retention in profit. And then really the absolute
number of merchants who are on the platform and then reaching certain GMV.

AR ERIE:

BERYIEIZE LAY GMV, EREXIEEY,. FiTtaadF. AREEEENE TS LERNENHE, Uk
EHFE GMV K FRIB R E,

[00:22:56] Lenny Rachitsky
English:

Okay, I'm going to not keep falling this path. We can go on and on. While we're in the topic of experiments
and what you've done, I'm curious if there's any examples of big wins that your team has shipped that
might inspire people as they're thinking about launching experiments. | know there's probably some
trade secret stuff you don't want competitors to know, and | know this is particular to Shopify and a
platform in eCommerce. But | guess is there anything that would be worth sharing of like, "Here's a huge

win that maybe we didn't expect."”
FZERiE:

9%, BRABAEXFRATET, SMEATATLEI NS, BEATNEMRRANMEINES, HREFESFIR]
FARE A I —EAR “HHEM" , AAUSPBEEEEREHKRENA—LERR. HAEFEIR—ER
B RFWFHENFWNE, MEAXS Shopify XMMEBEEHFEIEERR, EXRBMEFTLEFAEED=E
B9, tbIn “XRB— 1 IEATATRER TR EIR BRI -

[00:23:25] Archie Abrams
English:

Going back, there's always a lot of value in thinking through monetary friction as | mentioned. That's
always going to be something to export. Trial dynamics, different types of incentives, all of those things
are very impactful.

FRCERIR:

EEINARE, BE “SRER S2ERAME. XIXKZEEFRRNAME. RAES. FREEBHEE
I, FREXLEEIFEERIN.

[00:23:39] Archie Abrams

English:



I would say on things that are maybe more practical and for everyone, there's an enormous amount, and
we do see these with long-term effects. But just the nuts and bolts of sign up, collecting the right
information. And you usually want to collect more information than most people think you do in your
sign up flow. If you can then leverage that to personalize the guidance. And this is for SaaS product, the
guidance that someone can get when they onboard into Shopify.

FROCERIR:

BRY LR ELMR. WEMATEANERA, BRS, MEARNBERE T KM, B MR
HA5: IREERNERS. BEEIMAESD, MEZBELARZSBANANNESHER. MRIREFNBXLERE
BRIEHNMEMRISIF. T SaaS KR, MEFRANL Shopify BIEEFEIRGIF.

[00:24:09] Archie Abrams
English:

So whether you're coming on, Shopify is a very diverse product, in-person selling, online selling different
channels. There's the nuts and bolts of get more information from folks, build trust in there, give them
right amount of guidance when they come on in a personalized way.

FROCERIR:

Tifr@I+AREMNA, Shopify BR—TNFEZTUNTm, RELTHE, LLHEFATERE, Bt
TFMEMBRRERNESER, BiEE, AEMIIMNEUMEUE SRR EEENEF.

[00:24:25] Archie Abrams
English:

And that may sound like, okay, that's kind of obvious. But the amount of impact by just nailing those
flows has never ceased to amaze me and setting up that person for long-term success. So monetary
friction. Then just really good onboarding, personalization, a well of opportunities there.

FRCERIR:

XITERAEEREMZ o BNUETTEXLERIZFRENTM, URNBFEEKERINFEM, MK
RIELE IR, FRIA, SHER, ARBRENANREE. MEL, BEERENTZ.

[00:24:49] Lenny Rachitsky
English:

| love that onboarding comes up every time | ask anyone where they've seen ongoing success and
opportunities, particularly in actually surprisingly driving retention. It's interesting that that's not what
you look at, but it turns out that's one of the biggest levers for increasing retention. Interesting that even
for a company that doesn't look at retention, that's a big opportunity.

FROCERIR:

HERX—R, SHRAFIAEWEERTHEOIIMNIE, “NEEE” (onboarding) B&WEENR,
RRREHAEMRBEFESEH. BEE, BAXREMRIIXENER, EFNIIRERRSEFENR
AIIFZ— BBHZE, AENT—RFEBEFNAFE, XMAR—TEXRIHZ.



[00:25:07] Archie Abrams
English:

Yes. Yeah, it's really because it's setting people up, for Shopify's case, | think the big thing about all of our
metrics is... What we get very nervous about is the easiest way to increase retention is always to constrict
the funnel stage one above the retention metric you're trying to optimize for.

FROCERIR:

T, XWEERANEENANMELE, 7E Shopify WERFIF, TINAXFRINAEERN—HFAZZE &K
MNAFEEONRE, REBEFERREENTG X, KEEREMAERENBFET LSRN R .

[00:25:27] Archie Abrams
English:

The simplest way to increase my signup to activated thing is just make it harder to sign up. Nuts and
bolts, that will always happen is when you have teams on that local conversion rates, you get all these
weird team incentives, because they're optimizing to basically implicitly make it harder to do the step
before them.

AR ERIE:

e CEMEIRUE RURREBENGEMBILIMBEER. MRAELY, JMNEANRIXEREZLE
B, MM MEROERSRHRE, RAtIIECHNERER LRESEMILFA— NP RESER,

[00:25:49] Archie Abrams
English:

And because we focus on that long-term GMV, number of merchants who are successful, orienting every
team to think about the total number of people, not the rate, but the total number of people who got to
the end of their part of the journey is a very powerful way to incentivize people to do the right thing in
terms of getting people set up versus do the, "I'm going to constrict the funnel step right before me to
make my local conversion rate look better," which is the bane of my existence but something | see a lot of
teams, implicitly or explicitly do when they get too focused on rates as a way to think about the world.

AR ERIE:

ERFAVRERKE GMV MIIERIME, FIUGISETENERE “BAH MAR "HREER" . XETHK
BRI D IRIERSAL, B—MEBEHNAR, FJLUHBAIIESISHAFRAEMERNSE, MAEEMIR
M CREBWEF—TIRS, FULENERRUXBERERR" NFE, XMPWEIERRRRBIRN, BEREIRS
FRAESE R RS, S B UM AN,

[00:26:32] Lenny Rachitsky
English:

Incentives. What a power.
FRCEIE:

HEHE, BERBANNE,



[00:26:34] Archie Abrams
English:

Incentives, what a power, what a lever.
R EE:

AEHE], SBARRINE, SBABRIIIT.

[00:26:36] Lenny Rachitsky
English:

| definitely want to chat a little bit more about metrics. | know you have a really interesting take that's
kind of built on what you're just talking about. But first of all, you mentioned this term monetary friction

as one of the levers that you've seen success with. Can you just describe what that actually means?
R EIE:

HEEEBEZIMER. HMEMRE—TEEGENNR, BRIUAMRNZFEM LY. EE%, (REE
T “BHER XME, FARILEIRINBAITZ — (REEEAR—TXEIRZHAEEL?

[00:26:48] Archie Abrams
English:

Totally. So things like trial, trial dynamics, trial length, trial amount. It means incentives. So what is in
your product? What do people value and need in order to be successful? So in Shopify's case, that might
be app score credits or things like that, but those are the two forms of monetary friction we talk about
and then of course actual price point. But that's what the larger bucket of monetary friction is.

RS ERIE:

B tbanidA. HARS. HARK. HAEH. ERWERR. MO~REEHFA? AMIATERIFEES
4. BEMA? 7 Shopify MEAIF, XAIEERNABERDZE, XMEHMTIEHRHEANERER,
HATELFHNER. XE “SHER XTMEHREaRE.

[00:27:16] Lenny Rachitsky
English:

So let's follow this thread of metrics. You're big on absolute numbers and you've been talking about this
already, versus percentages and ratios. Talk about that and how you encourage your teams to think about
metrics.

RSz ERIE:

BBRA VB IENEAT. (RIFEBEELXNRE, MAZESLLALLA, MNABRRE T —L. ®KKXT, UK
{RINETS B RBIEI A & B $81To

[00:27:29] Archie Abrams

English:



Yeah, | think one of the things that | think happens particularly in large, in Shopify's growth order, it's
about 600 folks. When you have teams naturally break up the world into different funnel stages or
different points in the journey, it gets very seductive to look at my part of the funnel, and what's my
conversion rate through that part of the funnel? And then the team starts to optimize for that conversion
rate as their north star over a longer time period. I'm going to try to move my conversion rate from 10 to
12% or what have you.

FROCERIR:

2HY, FHINNFHIREARBALR R ——Shopify BIIEKERTTKRLE 600 A—HEB AWK I 5% D TR
BRI B EIRIE T =Y, BT EEHCHMORIRERURIFEF AR, ARBARFHRERKNEEEE
RZFHRURERAREETEITHRN, HINHERREM 10% 2 5E] 12%.

[00:28:04] Archie Abrams
English:

But in practice, | talked about it's actually almost always easier to just make it harder to do the thing right
before your step in the funnel to increase your conversion rate. If | make it harder to sign up, it's going to
be very easy to increase sign up to activated rate, because | just have fewer people and the people who
made it through our higher intent.

AR ERIE:

BESCEH, EWFHFMR, REEUR/LFE2EIEMEI—THMERILIN, NRLILEMTEEMR, B
aRkE TEMEECE BRUERRIBFEERS, BAAKRZLT, MBEINAREES,.

[00:28:23] Archie Abrams

English:

And so | see teams get really stuck when they are trying to optimize conversion rate, but they just make it
harder to do the previous thing. Versus everyone is thinking about absolute number of people who made

it through their "stage" of the funnel. So instead of I'm trying to convert a bunch of people, a conversion

rate, | just want more people to get activated.
R EIE:

FAUFZRE IR ZENEIRE MU REBAEER, BAMNIRILN—PER[ER. Bk, IRESTAEE
BEBIMNBDNRF MR NETAL, BERMFAET. SHRE “RERU—BHN" (LX), TR
FRBULBBZHABBE -

[00:28:48] Archie Abrams
English:

And then once you start thinking that way, you realize actually the best way to get more people to get to a
step sometimes, and often they just get more people in the door in the first place. So make it easier to
sign up or reduce friction. It's the opposite.

AR ERIE:

—BfrARXERE, MMaRiRE, ANLESAZERENTRNRESN, FERERILESHA# .
FIUEILIMERER S, HERVER. X5ZRNEEEFER.



[00:29:05] Archie Abrams
English:

Because that will always hurt your conversion rate, but it may actually give you more people on the
outside. And a lot of teams get very nervous, their retention rate went down, their LTV went down. Oh my
goodness, is this this going to affect our ability to pay? No, your CAC also went down by probably more.
And so now you have the ability to likely spend more and you have more people through the door, getting
to each pointin the activation or the immersion journeys.

FRCERIR:

EHE S RERERIEAE, BERF LTS ERRBATERESNA. REANSTEEEEK:
QHEETHT, UV (ES0E) FHT. KB, XSPMEI0ZTEDE? R, (R0 CAC GRERE) F8
THSES. FMUMERTRERNIEESNS, HEAESHAR], BAWELBIKENSE S,

[00:29:33] Lenny Rachitsky
English:

What I'm hearing is essentially teams are gold not on increase, lift this conversion step by some
percentage. It's drive some absolute number of new merchants, potentially.

FRCERIR:
HIFEINE, AMMNBERERLERZE “BXIBRAUTRIEASZLENL” , ME “Wah—ELWNHENIE
K o

[00:29:45] Archie Abrams
English:

Merchants, yeah. Exactly.
FRCEIE:

AR, =8 E=it.

[00:29:47] Lenny Rachitsky
English:

This is a good segue to | want to hear how you structure your growth team at Shopify. Essentially, what's
the raw structure, what are the different teams, and what do they focus on? And then what are the

functions within each teams?
RS ERIE:

XE—MREFHSE, FHBIFIRIRAE Shopify BaNAIMEIEKES. BEAX L, RIGEMIHAEN? AL
REBEPR? BIXEFA? SPEARER A MLEERRE?

[00:29:59] Archie Abrams

English:



We have two big groups within growth. So one is what we call growth R&D. So this might be what you
traditionally consider product design engineering, data, your traditional product teams. Then we have
growth marketing, which in Shopify's case is paid acquisition, media buying, affiliate marketing, email,
content, and SEO. So that's growth R&D, growth marketing.

FRCERIR:
BITEEKEIERTKRE. — =2 “EBKMA” (Growth R&D), XFJEEMEEFLABN LRI~ m. 1&it. T

2. IR, BIERITHER. S—12 “HEKER” (Growth Marketing) , £ Shopify, XEIETERE.
IBAME. BXEEEH. MMEEHE. AEM SEO, XML KM LAMIEKE M,

[00:30:23] Archie Abrams
English:

Within growth R&D, three pillars. One is what we call growth products. And so this is basically everything
from landing pages, sign up, onboarding, monetization. So trial, incentives, the like, all the way through
to what we call our home feed, our engagement to basically get more merchants. Again, not necessarily
to retain, but to keep giving entrepreneurship a try to become bigger and bigger businesses. So that's
growth product, the full life cycle there.

AR ERIE:

TR KARE, B=1%iE. £—=- “EK™m” (Growth Products), XEZA ERZET MEHDI. . A
RRZTUMFER T, SFXA. BiF, —HRRNAEN “ERESR" (homefeed), Bl@ISS5EIL
BEHXE TR, BREE, F—ERATERE, MEATILMIMNSSLZHE, RKAEREANEL, X
e K~ m, ARTBNEHET.

[00:30:56] Archie Abrams
English:

Second is what we call our enable pillar, and this pillar is building tools for both growth and the rest of
Shopify. So things like experimentation platform, our communication platform, our business intelligence

tooling that powers a lot of what we're doing, our more tech work to support our growth marketing team.
R EIE:

FEZR “MEEZHE” (Enable Pillar) , XANLZHFHSTAGKERIF Shopify WEMEIMET R, thiNLEF
8. WBETE. RehFHMAHI TIENELEEE (BI) TR, URZFHEKEHBRAMNESRATE

[00:31:14] Archie Abrams
English:

And then our third bucket, which is maybe a little different from most growth teams is actually our
customer support, groups within growth. We want to think about customer support as part of this
merchant journey of coming on, giving entrepreneurship a try, all the way through to here's the support |
need as I'm becoming a multi-billion dollar business on Shopify. So those are the three big growth
product buckets. And then within growth marketing, it's a more traditional channel setup. Paid, all the
different channels online, offline, SEO, email, and affiliates.

FRCERIR:



BENEN IS ASEIEKEANE =R E, ARSI KR TP H, HMNAERETFXEN
NERKEN—ERD: MIIA. Zidellk, —EZIp Shopify LB HZETHE I FRERNEMZH.
MBI KT M= KR, MAEKEHERE, WREEANRERE: 15 (A LA THRERE). SEO. H
HANEXEE .

[00:31:49] Lenny Rachitsky
English:

Super cool. Okay. So within growth RD, | just took notes. I'm going to summarize what you just shared,
which is awesome. So there's three big buckets. One is growth product, which essentially is onboarding.
It feels like it's like the top of funnel, get people in. Well okay, so growth marketing feels like that's super
top of funnel bring-

FRCERIR:

KEET o o HEKMAAE, KIETEIL, SE—TRNADENAE, FEBE. B=ZPAR: —BEK™
m, ARERANE., BREGERINE, W3IAERK, FB, BKEHRIEAZEIENRKINE, RE5

[00:32:07] Archie Abrams
English:

That's super top funnel.

R EiE:

AR LFRYR .

[00:32:08] Lenny Rachitsky
English:

Yeah. Okay, got it. So growth marketing, drive people to Shopify.com. Then within RD team, growth
product takes that user and tries to get them to activate it. Enable helps... It feels like that's like internal
tooling and ways to make the teams internally more efficient.

FRZERIE:

BW. ¥, BART. BKEHMFEASIF Shopify.com. AREMKREANT, BK=mEFAFHZHRE
ftofile  “MRAE” MHRAEEY---- BEGEBAT IR, STERSEAAZEE,

[00:32:27] Archie Abrams
English:
Correct. Both growth and outside growth.
R EE:
& BRBRSS FIEKER), WARSS F5MER.



[00:32:29] Lenny Rachitsky
English:

Awesome. Okay. And then the customer support team, that's really interesting. So there's a customer
support product team that helps new merchants be successful. And does that include actual customer
support agents? Is that within that team?

FROCERIR:

AET. o XTEFPZFEN, XREB. FAUE—NEFAXFTmBANREDHIBERREMIN XEESE
FRE P ST RIE? 7RI ES?

[00:32:46] Archie Abrams
English:

That's not. We build a tooling to make those support advisors superheroes. And then on the help center,
all of our Al stuff to make a great customer experience for people who are just engaging in a self-serve. So
it's the tooling and the experience for merchants.

FROCERIR:

. BITEBIARA T ILABLESZFMIEA BREE . AREEBFC, HNFAREN AIKRRA
BLEHITEBRS VAP RERENT AR, FRUEfRTHNEEBEEHRNTANEL,

[00:33:03] Lenny Rachitsky
English:

Okay. So with these teams, is there anything you can share about just how you think about metrics/goals
for these different buckets? We don't need to get too deeply, but does everyone basically have an
absolute new merchants goal or is it a little different?

FROCERIR:

o WFXLEHA, RENZE—TRITEIUFE BXERRIRIRAVIEIRH BIRHIG? HNFFERNAT, 8
BPIAEXLHE— “BXNFERKE" NERI? E2BRE?

[00:33:18] Archie Abrams
English:

So yeah. So at the highest level we think about that total cohort value. We bring in a set of merchants in a
given year. How much GMV, how much that set of merchants worth over the next three, four years to
Shopify? And that's the most important thing that we want to focus on. And then that of course, from an
efficiency standpoint, that of course meeting our payback guardrails and all of that. So that's the macro
growth perspective. Cohort value over cost and payback. So that's the macro point of view.

AR ERIE:

. EREER, BRIIEZFRNE “SEAEMNME (total cohortvalue) e BITERE—FSINT —HMER, T&
TRO=ZMER, XH|BERI Shopify MEZ L GMV? XZRITFEXENEE. LR, MEENBERE,
BT EHNNEREE (payback) EMAF. XMBRVIEKMA: BHANEX LA EIZAZ HR.



[00:33:52] Archie Abrams
English:

And then within growth marketing, each channel operates with certain guardrails around their LTV CACs.
Same thing for content and SEO. That operates with kind of a guardrail model for each piece of content.
How much is that going to come back and down the line?

FROCERIR:

EEKEHARN, STREME—TER LTV/CAC (BEMNE/REME) EMLTIEF. AEHM SEO thEiit,
BRABTMU—MERLRINGE: ERREFTHKSDER?

[00:34:09] Archie Abrams
English:

For growth products, it's also a combination of total GP incremental cohort value that's produced from
those teams. So everything is basically going to be measured on from an experiment, ideally measured
over a very long time period. What was the incremental cohort value lift that this generated? And that's
how we think about and measure the impact of each of those sub teams along the way.

AR ERIE:

MFIEKT~m, EHERXERARTENSET (GP) EEFANENE S, FIUEE L, —IEIETRIK
e, EREATREERK—RNERNEE. XFET S MEEREANERA? INEHNNBENEEESTF
EilN=ATEpal: Spspa v

[00:34:40] Archie Abrams
English:

Each of those have a civic part of the funnel they play with. But because they're measured on absolutes
and they really think about that absolute value, we don't get caught into, did your conversion rate over
the course of this year go up or down? It's kind of irrelevant. What was the sum of the impact over a long
period on that total cohort value that we're trying to produce from before merchants?

AR ERIE:

STHSHEBCHFTHNRI T, BEEAMNBRENEHEN, FEARERTLXNE, KIFBA
“RESEFENHRUERZEATERTRT” ZMFIL, XEFLELXER, EENE, ERK—ERNER, i)
HEMBE KR~ ERNSEHENMENTMEMESD?

[00:35:01] Lenny Rachitsky
English:

And the way you come up with this goal | imagine is you have a forecast of where things would go
organically, and then here's the lift we want to see from the work this team does this quarter, this year.

AR ERIE:

BBMNEEBTNARZ: B - TXTEAEKEBHIN, ARKRE—NHINFEERZEANEREZE
S HEEd TIERRAvRA (lift)o



[00:35:12] Archie Abrams
English:

Correct. And then we're going to measure against for each experiment, did it actually get to where we
expect that lift to be?

FROCERIR:

BEh. ARBRNESHMNENEHITEHE: EERTERAR T HRITFERRVEAKF?

[00:35:21] Lenny Rachitsky
English:

And those experiments again, are those all long-term holdout experiments where you look wait a year or

some-
AR ERIE:
BRHIA, XL EES S —EE AN KN IESLIeg?

[00:35:29] Archie Abrams
English:

We call. We call the experiment after three weeks, but in all cases, the group is held, we watch them. And
that's where that ping comes back, every experiment is watched. And that ping comes back three, six
months, 12 months to re-look at was this actually successful?

FRSCERIF:
BIEMRE, BRINE=ABNEZRMEBNSEL, BEFREERT, MBAHLLSWRE, KITSWEMI,

X “IREE” AR, SORREAIKEN. REZTE3INA. 6 A, 2 1MAXK[E, itH(1E
MER: XENRINTE?

[00:35:42] Archie Abrams
English:

So that creates the loop of shipping value quickly, but making sure we're holding ourselves accountable
to did this actually produce results over a long period, or did it actually just have this neutral effect? It's
like, oh, then we can learn from that and get better.

FRZERIE:

XENET —MER: BRRERELHBNE, XEBREINMNBESHRT —XAEKPARTENTETER, &=
RNF=ET = PHME? RZEEE, FAUMRFEIHH,

[00:36:01] Lenny Rachitsky
English:

[Ad for Dovetail - repeated/similar content]



This episode is brought to you by Dovetail, the Al-first customer insights hub for all teams... [Full text
follows]

AR ERIE:

[Dovetail " HAR] &E&ETIEH Dovetail 281, ©EREMEPAEHEAB Al {£5EEFBERFBC- (i Y5 =
BENE, B)

[00:37:10] Lenny Rachitsky
English:

So maybe just to dig into this again, because it's so interesting. Basically, product team ships stuff, they
run an experiment, they see impact. Say it's 5% lift on something. Huzzah, you did it. Great work,
performance review. Your exceeds, you're doing great. This team's killing it. And then a year later you
realize, "Oh, that didn't last." How often do you find a team that is shipping wins looks back and ends up

seeing, "That wasn't actually as successful asit." | know you said maybe it's a third of the time.

FRCERIR:

BWIFRNATUBRNRIT—T, BAXKEET. BFL, maElALHTRA, B177%EK, EE7T M.
RIRETHEMEA T 5%, H%, RMEEIT! F1545F, S80TH, R BHFE , #MSXET, XTEMKSF
To AE—ERMEIRE, M, IKERA” MAR—N&HET “MHAE" HEESLERN, XM “HEL
RABARY)” BEREZIME? HALEMRNIA R ARLIZR =502 —HIBTEl

[00:37:38] Archie Abrams
English:
30. Yeah.
FSCEiE:

300/00 ZEEEI\JO

[00:37:39] Lenny Rachitsky
English:

Yeah. Okay, so it's still roughly, yeah.
R EE:

9%, FRARELEZ A ELH

[00:37:42] Archie Abrams
English:

And it's great learning and that's why we take it. It's like, wow, okay, now we really uncovered something
and it's such a successful discovery. Wow, okay, we thought this thing. But now we learned it actually
wasn't as true as we thought. Cool. What can we take from that and be smarter next time so we don't just
double down on the wrong things?

FRCERIR:



XERREFNFINS, XUERRIMERENERER. mE2E, &, B, IERMNENART LKA, X2
— P IFERIIR AT, ” IE, 38, FAIRALINEXF, BIMERNAESLHAIFMLL. B FiTREMAIREX
Fazill, TREFERRE, XERNMFAIERROEBLINERAN?

[00:38:02] Lenny Rachitsky
English:

That's so interesting. And again, and you mentioned most of the reason this is the case when something
doesn't show lift down the road is it's pulling forward success that would've been seen later on its own if

you had not even shipped this thing?
R EIE:

XXAERRET. BRAIN, MREIGRERAERKLEETHEAN, TERREE “REEX" THI
—BIEMERA R NRA, ARLERINERKEZEAKE?

[00:38:14] Archie Abrams
English:

Correct.

R EE:

R o

[00:38:14] Lenny Rachitsky
English:

Awesome. Is there an example by any chance that comes to mind of something like that that's just like,
"Wow, that was a big win. And then oh | see we just pulled forward some revenue from the future."

RS ERIE:

AET. BREMAMNFILIREISAR, MM “H, B2 ERBRER, AF--18, HABT, KR
EIRAIBX T ARFKHIWN” ?

[00:38:25] Archie Abrams
English:

So I think one good example is something around payment failure notifications. So one of the things that
a lot of teams have or see is we call Dunning effects where somebody might have a payment not go
through, a credit card that doesn't go through. So we did a bunch of experimentation around, hey, how
can we alert people that their credit card is failed, their payment attempt failed?

FRCERIR:

HANN—PMRIEFNHIFREXRT “IARWBH 89, REARBIBERMNMZA “EFRRN” (Dunning
effects) BER, BIRANZZET, EARRAR. PRI T —R7IKE: 1B, FHITNEREAM
MEERRRNT, HEZAZHAKRKT?



[00:38:47] Archie Abrams
English:

And that's a typical growth win, usually produces a lot of short-term impact. And that's what we saw here.
We were doing much better alerting, reminding people, sending them a million emails about it. Cool, we
got some pretty major lift. You look back six, 12 months. There was really no long-term lift. And why is
that? Because there's really a little bit of a selection bias there that people who were letting that payment
fail probably weren't actually that dedicated to this entrepreneurship craft. They may have updated their
credit card, but they still really weren't in it.

AR ERIE:

XE—THEER “BHEG , @BEITEEXRIEREMm. RMEFEEITX—xR: KI8T BT
1REE. (R, AR T TEREBM. B, BINRATTHIAKRNE. BRXE6 1A, 12 TARNEHIE, =
R ERBEAKEREA. NtAalR? AAXEFE—RERRE: BELINARBBA, FIEEES )X
FEREBAKN. HIAIEERTERF, EfINALKERERAEF,

[00:39:37] Archie Abrams
English:

And so that was a good example of in a bunch of this stuff around payments, even "preventing" churn
where you look, it's six, 12, 18 months. On a GMV metric, not a lot of lift over that long-term horizon.

FRCERIR:

FRAXZ—TMREFAIF, AZMEXNRZSEEF, BEERBMEN “MlL” Ak, SMWME6. 12 18 1A
[SRYERIERT, 7E GMV 8T L, KEARBEH B Z DR,

[00:39:54] Lenny Rachitsky
English:

| love this example. | could see so many people having run experiments like this and like, "Oh, we found
such a huge win. This team's killing it. What a great idea. Of course this makes sense," and then turns out
it's nothing long term.

AR ERIE:

HERZNMIF. HAUBRRZAMBITIRMBELRE, AR €, HMNLKAT—PEXBBH X1t
FAKFT. ZHNER, XHUARGE” SRIPAKIREZELE N

[00:40:12] Archie Abrams
English:

Which is great. We were going to spend a lot of time, okay, what else can we do here? It's like, no actually
bigger fish to fry in a lot of other areas. So it helps the team just feel really good that their work is really

the things that were good.
R EIE:

BEXHELRIF. HMNESTRERRSHEHRR “6F, HNEREXEMRTA? 7 , GREAUHLFERSHM
THEEEENEREM. FIUXEHTHMNZRRERS, BAMINMEESCHIFREREE T ENENSE



£

[00:40:25] Archie Abrams
English:

Another one that went the other way, which was really interesting was in our online store, and this might
be if you use Shopify, we have sections and blocks that come pre-configured. And so we tested, okay, if
we give you a pre-configured block of you should have an image up top, then a text banner, and then a
collage with your products. That should help folks understand what to do when they're building the

online store. It actually had no lift in people converting to a paying merchant.

AR ERIE:
B— 1 RANGFHIEEER, BRETRINVELEEN, WRIRER Shopify, FEFERIEMEERN “Ik
R” (sections) M “#EiR” (blocks)o FEATWXT : MNRIIVAIR—MNFRECERIEIR, LLINTRERRN %8 —KE

F, ARR—1TXFHEE, BERTmiHEE,. XNZEENARBREMREABENZMI4. 8,
EE “BRUANERR HETEKERM .

[00:40:48] Archie Abrams
English:

However, when we looked longer term on that six months later, it had a pretty massive impact on the
number of people who were selling and producing GMV. And why is that? Because it didn't likely really
influence anyone to buy Shopify or pay for Shopify. But the people who used it created better stores that
were higher converting, and so they got early sales. They actually converted one of their visitors and they
got momentum, and they stuck with entrepreneurship a little bit longer. And we saw that in that opposite
way.

AR ERIE:

A, HENMBANBEKBBIEN, ©X “EEHEHTE GMVHAR" FETHEIERNRM, At
ale? RAEagEHEEERXMERAEZWESHZ T Shopify, EEREMNARIRT BFRIEE, HILXE
&, EttRE T FHEE. MMNEERKT —RinE, RE T, MmELIER LB EEAT —
Ro FMNUAZMBRIAREE TR,

[00:41:21] Lenny Rachitsky
English:

And so this is an example where that neutral, and so we tend to ship neutral. It's like it could be positive
and so let's let it go if we have good intuition about it and it'll turn. So we've seen a bunch of these things
go in very different directions.

AR ERIE:

FAUXR—NXT “HHRER" BfF, ERFENEETFREHELER. MR, ERKAEZERDN, WNR
BITERIFNEDT, BRILELL, ESWHEN. FURNEIRZERHAE T2 FTEANAERLE,

[00:41:36] Lenny Rachitsky

English:



This is so fascinating. | didn't realize that you ship neutral experiments. That's an interesting insight. So

it's like if you feel good about it and it's neutral, you ship it?
R EIE:

EKRERAT . HEKFIRERMISRKBERNPENLE, XB—NEBHRFE. FRNRIMRITRERE, BfE
HZREPMER, RIEAH?

[00:41:45] Archie Abrams
English:

In our culture of the kind of aim heavy, if the intuition is right that this probably is helping merchants,
why do we start with that the original control is better if it's neutral? Let's start with, what would we have
shipped if we were a blank slate? And if it's neutral, actually neither is better, so let's just pick the one we
feel better about and ship that.

AR ERIE:
BRI “EESIZ” (aim heavy) B, MRERESFERITXATENERETEE, BANBLRIES
MH, RHARINBRINRBMBATFR? ILRIM “DREIN2—KEARK, RISLKEBHA” FREZE,

NREREBPUER, KR LEREERLENSLE, BHRATEIDHRANVB T BT L.

[00:42:03] Lenny Rachitsky
English:

Makes so much sense. Oh man. Okay, so let's talk about this a little bit more. So this aim heavy concept,
this idea of thinking 100 years out, can you just share more about that insight and that philosophy? |

know it sounds like it comes from Tobi of how he likes to think about the business.
RS ERIF:

FEREE. KXW &, ILRMNB2WIXD. X “TESE RS, XHEE 100 FEVRE, (REE
EEZXTXMRENTALD? HREXITERGERE Tobi BEWSHIF .

[00:42:18] Archie Abrams
English:

Totally. It is all Tobi of really making sure Shopify is so oriented around, we are here to build 100 year
company. And so the decisions we're going to make are really oriented towards the long-term success of
merchants, of Shopify. Embedded in all of our principles are make the best product in the world, make
money to do more of one. Never reverse principles two and three. In every kind of executive meeting,
every town hall, that slide comes up. It's like you've been at Shopify, you've probably seen that slide
10,000 times.

FROCERIR:

T2IEH. X2= Tobi WAL, MR Shopify WEFME: HINEXERNTERI-—RBFQE. Fit, i)
M BREREIEFRBE KM Shopify BIKEARLIN. FNFIERRMNFERANT | Mt R ERFe~m, Tk
EBATHESZREN™ M. KZABZFERN_—MRN=, AE8—RSEIN. B—ReRARSL, BWIKLINT
FE=HI. SNRIRTE Shopify 7538, (RAIEEEXEIMKLNTHE—RT -



[00:43:15] Archie Abrams
English:

But it's an important reminder job is to build the best product for merchants over the long period of time.
And then all of the metrics and the make money part of it, secondary to that. So what we care about is
that long term piece. It ties a little bit to that original conversation about entrepreneurs and being the
core of why we just want more people to start businesses and go.

FRSCERIE:
EXER— M EERIRE: RN ITEREKIENEERNAEREERTNT R. FIEIEITMERNIE D482

REN. FrUFEMNKXONZ KT @, XE5FNEIINEHXTEIEURAFARKNELEES AT RN
ZDIEZHER A,

[00:43:40] Archie Abrams
English:

It's very seductive | think in most companies, including in Shopify because we can support large
enterprise businesses today, right? Big brands who want to get off an outdated solution and come over to
Shopify. It's very easy to just say, "Oh, that's very concrete." There's an existing business, we want to have

them come join Shopify. And in the short term it feels really good. It brings a lot of revenue right away.
R EIE:
FINNTERSZEAE], BIETE Shopify, XEIFERIFEXRS, AARNSKEUSFAEEINVS, JHIE? AL

BERBI B 77 =HE M Shopify WAMmME. REZMEW: "B, XFEFER” B—TIARLS, TR
IEBATAON Shopify, FERRRXRTIIEELF, BEIMLZIFRAEWN.

[00:44:09] Archie Abrams
English:

But if you're thinking about the long-term 100 years from now, guess what? All of the big brands of today
be out of business. And many of them will be out of business in 30, 40, 50 years. The real success of
Shopify is getting every business to start with us and go, but making that type of an investment and being
so focused on that entrepreneur segment and making it easier is how we build a very, very long-term
oriented company. So just even how we do capital investment, how we do product decision-making
comes back to, hey, we can't chase the short-term.

FROCERIR:

BHRIREE 100 FEHKHBAER, BHREER? SKAENAREARHBELEA T HRIFSTE 30, 40,
50 FERMAIHRK. Shopify EIERIAINETFILSREWVEMENXEFIBH MK #HITXMRE, ALEET
BB AEH LN ERERS, TRAMNBIL—RREKASEANQATNG N FLL, BMERRHATMEHT
RARE. MEHTE@RARE, BEEX—m: 1B, RITFEREZEE =,

[00:44:35] Lenny Rachitsky
English:

Is there an example that comes to mind where you did that where something short-term looked like, "We
should definitely do this," but we're thinking thinking 100 years out so we're going to approach it this



way?
FRZERIE:

BREMFAGFILIREE, EHFEMEERER “BINENNZX AWM , BERRNERE 100 FEHER, Fi
BURTIREX T 55— 75 20?

[00:44:45] Archie Abrams
English:

It's kind of very much just imbued in the culture. Almost everything kind of feels that way. And I'll give,
practically speaking, every six weeks all the R&D group leads we get together and we sit with Tobi and
each other and review every single project across the company. Every six weeks, every single R&D pull up
the dashboard, and look at it.

AR ERIE:

XEREFEZRANT X, IFESHERIEMEXIFM. LMRREL, BRNA, FIENMRARTARSE
£—it2, M Tobi #7E—if, HEQBENE—NIHE, 83F, 8—MHATBEHIALNEKREHRARES.

[00:44:56] Archie Abrams
English:

And in that conversation, so much of the conversation is about both the technical how. How are we
building this in a way that allows for Shopify to have optionality in the technical decisions that we are
making? And | think for Tobi, one of the things I've learned and so is that how, the technical architecture
determines strategy in a technology company even more than the what and who we're building for.

FRZERIE:

EHIIER, RA—MORBFRBXT “KALWMEKI” o HALA—Fit Shopify FERARRKRFIAE T
ENRHGIRBEEE? FTOANAXNT Tobi ki, HFFH—RZ: E—HKBRAF, KRR HERBRE R
BEEBIT “BAEHEEFA” M EEE”

[00:45:17] Archie Abrams
English:

If you build the right technical how and set yourself up to have a platform that can be adaptable, flexible,
that is incredibly valuable over the long term. It means we will sometimes take longer to ship a feature. It
means we'll not chase certain deals or what have you, but we're going to kind of make that investment.
And it comes through in all of our reviews and just how we got to do our work together.

AR ERIE:

NRIRMET EWE “BRASEMARN” , FRILE—ENME. RENTFE, XEKBRRRENERN, X
ERERINENIEERNNEAH -1, EREREHNFREZEZFREEFENRZHEMKRA, B
B TEMIRE, XERERNFAENEESR, URFMTNEHRERFRIEF.

[00:45:53] Lenny Rachitsky

English:



Wow, that is really unique. I've not heard of that where how... Usually it's the opposite. Let's not worry
about how we're going to build this thing. It's why are we building this thing and then when are we
building it? And not just the architecture is the most important thing.

AR ERIE:

i, XEMNRBE, RELMRIZM- - EBERREFER. ARKZE FHEORMNEEAEXTREIL ,
MmeEXE “HIATAREE” Uk “HTARREF . MARBREEEREENS,

[00:46:09] Archie Abrams
English:

Yeah, | mean in the last one, it was great. We had a 30-minute discussion about how to build CSV
importers for people coming over from different platforms, and it was all about are we using open source
library, doing it internally, are we doing it in the core code base? Are we building a separate first party app
to doit? It was incredible detail.

FRCERIR:

20, ZEMNERR, EREN—KRENE, HE%#%T::O ?Jzﬂ‘]?ET 30 DTS I MARREF & B I KB
MECSVEANIER, iTitHeR: BINERAFEE, EEAIHL? BEZODIIBERY, FE2MWE— NI
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[00:46:29] Archie Abrams
English:

This is what's amazing about Tobi. The technical detail of how we're going to do this was incredibly
important to get right, to kind of set up this type of infrastructure. And most companies it'd be okay what,
you're going to make it easier for people to migrate their data over. Cool. Team, go figure out how. And if
team does figure out the how do we work on it with Tobi and the details, because the how is so important
to how we build for the future.

FROCERIR:

XFiiE Tobi Mg 24 XFHRNNALRX —RBRAATH FRIXMEMIKEEXRER, FRZHEAQ
8, BERAER: W FREBELAMIERZIBHIE. 8. H, ZRDEAKIE.” BEHINXE, Hi=H
Tobi —EEMRAT, EA WAL HFHRITNAARKEEEXREER,

[00:46:54] Lenny Rachitsky
English:

That's fascinating. And usually it's how do we do this as quick as possible, because CVS importing is not
our core differentiator. It'll just build something good enough, we'll ship it, we'll move on.

FROCERIR:
EKENT . BEAMNZE “HNEARKRIBEZD" , BN CSVEAFBHNIZORSFH. RABES
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[00:47:02] Archie Abrams



English:
Correct.
FRSCERIF:

R Ho

[00:47:02] Lenny Rachitsky
English:

Totally the opposite. That is fascinating. What's also really interesting about this is | think about Brian
Chesky at Airbnb where | worked for a while and his... So one, he also had this idea of the 100-year vision
and thinking for the future way out in 100 years. But interestingly, since he's a designer, he had a very
different focus. So Tobi, he was an engineer. He still codes from what | can see on Twitter, he still-

FROCENIR:

ek, XXBRRT. AFEENZE, FBETRE Airbnb TIEESBY Brian Chesky, BJt, B E
FREMX 100 FEARKNEE, EFENZE, AAMBRIITINES, tMOXERIEFERRE. M Tobi 2T IEIM
HE, MIXTE Twitter LERIRINRE, IEEESTAE -

[00:47:24] Archie Abrams
English:

Absolutely.

FRCERIE:

HBIES,

[00:47:26] Lenny Rachitsky
English:

So | could see why his brain goes there and why he's really strong in the how. Brian on the other hand is
very focused on the experience and making sure the design is amazing, and the app is exactly what he
wants it to feel like. It is very experience oriented. So it's interesting that these founders lean into the
thing that they're strong at, and understand deeply, and that ideally connects with the way this business
specifically wins and grows. And it makes sense a platform, | could see why engineering would be so
essential to get right. Travel, hospitality, consumer app. | could see why design is so important.

FROCENIR:

PRIATRREIRRE N T ABI RIS EAR) LA, NitaftiE “ORISEI” SEIFER. 5—75E, Brian IFEXEE
30, WERIZITEIFEAR, App WRRIERMWEAEN. BEREFXKR SR, FAUEEE, XLEIEAGHE
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[00:48:03] Archie Abrams



English:
100%.
FRCERIE:

B ZBIER,

[00:48:04] Lenny Rachitsky
English:

Fascinating. One more tidbit that I've heard about how you all think about this is metrics. And you
mentioned before we started recording that a lot of the company doesn't actually have metrics that drive
what they build, especially within the core business, which | think surprised a lot of people. Most people
are like, "Every team needs a metric and a KPI, and this is how we measure progress and this is how we
know if they're doing well." Talk about just how that works, how most of the companies doesn't have a
metric.

AR ERIE:

XERBT. XTFRIMTMEREE, TERET—NT, B2 MAEHNARRINRE, 2AFERS
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[00:48:31] Archie Abrams
English:

Yeah. It's funny, we ran against KPIs are basically banned as OKRs or banned and all that. And so certainly,
in growth you have metrics, but they take a different form. And then in core, it truly is, do we have
conviction that this is the right technical foundation to build the future of commerce?

AR ERIE:

Tl BE®, HANBARLREIET KPI, OKRs H#REFIET, =S98, TEIBKEMRHLEE, BEMURER
FTFE. MEROER], EEER: BIREREOINAXEWERKEH I BIERBARERAM?

[00:49:00] Archie Abrams
English:

And that is built through certainly looking at data. So it's not that teams are not looking at data and using
it as a piece of their puzzle, but it's not the overriding. And when we go to ship a feature in core, it's not
like a team is held accountable for this metric over this six months. It's much more, did we ship the right
thing? And we're going to kind of get at that through a variety of lenses. Could be some of that could be
data, qualitative, just our own product sense of what's good or not.

FRCERIR:

XYABBIMRBIBRILERN, PTUHAZREIATEHIE, HERMITHESRHN—IR, BERERE M
o SENMNERZORIILZH— RN, FABREANENRKATBANEMERATR, BEZHNE: Hi1k
BHREXNG? HMESBIEIMHMARENX—=, AREHIE. EESH, HEBNNERITE SHFHTFN~
nuEJ’lo



[00:49:24] Archie Abrams
English:

And so | think the upside of that is | think we tend to ship things in core and that are incredibly forward-
facing and we take more risk. | think to acknowledge some of the downside of it though is sometimes
conversations get extremely subjective about what is the right thing to do. And so that requires the right
way of having good discussions, openness from all leaders and from teams to debate those things. But it
does result in some squishiness, which again has its pros and cons, but taste is what drives a lot of what
we're shipping in core.

FROCERIR:

BIANXFMBIFR R, BMTEZOBIIABHRAREZIFEFRMERN, RNERABESZXNL, BhEA
IR, BRRBERXT “HAREMNE" MITEIBEREEN. Eit, XFZERIVIVCHN, FEFFR
BASENMFARIFARSEEL, XALZISH LR (squishiness), XEHFAFBER, B “@mK”
HASEIRED T Bl TERZOER )R BRI ARBR DR E

[00:50:05] Lenny Rachitsky
English:

Yeah, I'm glad you touched on that. | was going to say, okay, everyone would love this idea of just build
things that we think are awesome. It's going to be great. But then you build a whole org with teams and
people building stuff. How does one know if they're building things that are good and helping versus not?
And you're pointing out there are pros and cons to that. The pros is we're not optimizing for some short-
term wins and driving some poor metric. The con is you might ship stuff that... There's a lot of
subjectivity, and people may not agree, and it's a lot of squishy stuff.

FRCERIR:

EH, BRREXMMRETX—R. RAEFRBN, ARMBENR “REHMPANRENRE XNER, IFEKRR
t&, EYREBI—PRENAR, EXAZHANMATEERAR, —MAEAEMITENRAERITN. B
BhRy, BRMER? REHTXEMER, FARRNFZ N T REBMA PR MEREIEIR. FARIRATEY
REA- - FRERSENE, AATER—E, BRSEMH,

[00:50:39] Archie Abrams
English:

Yeah, totally. Glen, who's heads of core product, | mean one of the things that's so impressive about Glen
and that core team is they go incredibly deep into every single release that is shipped. And so you do have
a central eye on the quality and how it all fits together.

FROCENIR:

M, T2EH, Glen EZOFMAIAZIEA, XF Glen B MBI, CAMNRRAUN—=ZE, tilsxd
RENE—MREETRERNOAR. FALURRSEE — M2 OMBEIEREURSH I RNABREGE—IE
B9

[00:51:00] Archie Abrams
English:



And so that | think helps make sure there's a consistent kind of bar for taste. A bunch of folks Tobi
obviously that can enforce that. So it's subjective, but it's objective in the sense that it's kind of a small
number of people who really hold what that bar is and needs to be. | think if it's just subjective, let's just
ship what we want without a couple people really holding that quality and that taste bar, that's where
things go really sideways.

FROCERIR:

BIANXEBTFHREE — N —BH@AKITE, Tobi MI—8 ABARTUBITR M. FILLERENH, BME
MEXEREHWRERD, AAE—NBDABREEEEX MIENZZNT 4. HINNMRIABAEH TN
— “URNBEOMRRERE" , MBI TAEREEIERENRIX, BEENSLR[F—HE,

[00:51:31] Lenny Rachitsky
English:

Awesome. That's exactly what | was going to ask is, who's the ultimate decider of taste and what is good?
And so it sounds like basically Tobi above, and then he's kind of deputized Glen and relies on him to make
a lot of these final calls. And then | imagine Glen has some folks that he kind of deputizes to make smaller
decisions along the way. Or not, or he's very involved in everything.

AR ERIE:

AT, XERRERN: #EAKMFFNRAHAE? IFREE ERITRE Tobi, ABHIENLE Glen,
SR SRR, BB Glen AN —E AKMIIIRPHIVAE, REFE, LFHELERES
57

[00:51:55] Archie Abrams
English:

And | think this is the fun thing about Shopify. Literally we have our own internal project management
system that's been kind of crafted just for Shopify and every shift-

FROCENIR:
FIAAXZ Shopify BBRMSG. FE LR, HKINEECHRBHMBEEERS, %11 Shopify ITER, &

[00:52:03] Lenny Rachitsky

English:

What is that called by the way? It's got a cool name, right?
R EE:

IR —T, BIRHEUGTA? EENMRENRF, WE?

[00:52:06] Archie Abrams
English:

GSD.



FRZERIE:

GSD,

[00:52:07] Lenny Rachitsky
English:

GSD, yeah. [inaudible 00:52:10].
R EE:

GSD, IEEE’\JO

[00:52:10] Archie Abrams
English:

Yeah, get it done.

R EE:

=M, I5EE (Getitdone),

[00:52:11] Lenny Rachitsky
English:

That's what | remember.

R EiE:

HicBERX,

[00:52:12] Archie Abrams
English:

So get shit done. And every project, so you got a core project, you have emergency service, you got
growth project. And the expectation is that the group leads. Every single project that goes out has a few
minute video with Figmas and everything, and everything that shipped. Needs to be okay-toed, so
approved by the group lead. There's nothing that can ship without that okay-to approval. And that okay-
to approval has to be Glen, Carl, myself with different groups. And so that is how everything is reviewed.
Now of course there's great amazing teams that do amazing work, but it is that that's how the system

works.
RS ERIE:

et “BIRERE" (Getshitdone)s 8—1TIH, TERZ OB, BRIRSTMEXZEKIE, FHAER
RHAKNSR. S—TAHBNIBEHLAE— N3, BT Figma REMAAEAT. PRERKHHIRA
HFEW “Okay-toed” , HELEBHAKMAE, KBEXN “Okay-to” b, EAIARFEENEEL T, MXTHE
WK HE Glen. Carl FE (St AERVNA) . XMEBFAARBAKEENARN. A, BINERENEAEMS
RENTIE, BRANSXIFIZERN.



[00:52:50] Lenny Rachitsky
English:
And okay-to specifically means someone above reviews it or all this whole team, everyone looks at it?
R EE:
“‘Okay-to” EfAZEiE LAHE, EEREMEFEARES?

[00:52:56] Archie Abrams

English:

No. So Glen reviews the core stuff. Carl reviews the MS. Okay-to. It's interesting.
HRCERIE:

Ko Glen EEZOF M, Carl BERKIRS. Okay-to, XREH,

[00:53:05] Lenny Rachitsky
English:

It's basically Glen is founder mode and not as a founder where he's involved in all the details, has final
say. So this is a really cool example of founder mode, but not as a founder.

FRsCERE:

XEAEEHMZ Glen &8F “BUAARR" , BAMAZLIAA, EMSSFEATHABREREN. FIUXE
— M EEEERY “FEIIBARIBIIB AR =6,

[00:53:15] Archie Abrams
English:

Correct.

FREiE:

o

[00:53:16] Lenny Rachitsky
English:

In the way you guys operate. And | imagine sometimes Tobi disagrees with Glen and then they talk about
it and things get ironed out.

FRCERIR:
ERNBEIEA R, HIBFERY Tobi ZREE Glen B9EE, ARMIISITEHBR RS .

[00:53:22] Archie Abrams

English:



Totally. And that's why we come together every six weeks, everyone in person to review every project so
we can hash out those disagreements. Go through all the core projects, all the merge service projects, all
the growth projects. And it's a great forum to say, "Hey, here's where we disagree," really on the how and
the tactics of what's happening. And we can flag those things, have good debates about whether there
might be misalignment.

FROCERIR:

T2Ef. XMEANTARNEARTE—E, AMEABNERERES TR, XHEHNMERRXLED I,
S—BFIERZOIE . BRRSTEMERIB. X—MREFNILIR, MR 18, XEHRIMNEDIKE
wps” , BEREXT “WMESEIMT UNRERBEAR, HTUREXEESE, MAFEENT—BEITRNS
o

[00:53:43] Lenny Rachitsky
English:

Amazing. What a unique way of working. I'm so fascinated by all this. So what I'm hearing essentially
within Core, Glen and his team come up with, "Here's what we're going to build the next quarter." You
guys have twice a year releases, is that right? Or is it every season?

AR ERIE:

KB 7o ZAIBFHNITELR. RXNX—TIEEER, FAUKRIAEINGZ, EZOE0N], Glen MIMRIERIRTE
TIEERMNEBERA" o MITBFELHBRRKME, WE? EREIMNEE?

[00:53:58] Archie Abrams

English:

Yeah, so big additions. Twice a year. Obviously continually shipping, but we package them twice a year in
a big bang.

R EE:

B, KHEH (Additions) BB8EMR. BARIN—EERSAT, BRIS8ERREFHITKE .

[00:54:05] Lenny Rachitsky
English:

Big launch. Yep, I've seen those. Okay. So he's like, "Here's what we're going to do in the next release.
We're just going to build this because we think this is right. And we're not driving a specific goal. We're
building for 100 years in the future. Let's just build it." And basically you build it. He's like, "This is great,
not great, iterate until it's this good," and then ship. And great. Okay, this is great. Okay, so then there's
that team, and then there's your team, which is drive some freaking numbers, drive growth, hit these
goals. How do you collaborate across these two teams? Do you have a model for how you work together?
Because these feel like very different ways of working?

AR ERIE:

A& =8, T, . FIUMRNZER: “XRINT T IMEIEBNE. HMNBEXT, BRRKRITAN
ERMNE. IHATFHFERER, HMZ2N 100 FEHREKME. MEEE.” ARIMFRINME, fthik: “XR#E,
BAREARE, EREIXAFAIL" , ARET. XiFT. i, BEBTEPN, AREIREIEL, (REESE



ABLEIZTERYERYE, WENERK, ARMET. RITXFMEMEE? (RIEDEERG? RARXIFTERERE
AR IIERR.

[00:54:41] Archie Abrams
English:

Yeah, honestly, it's been one of the things I'm very proud of. We built a really great partnership for the last
three and a half years, because it's intentionally meant to be almost at odds, and that's part of the
structure of how we want to work.

FRZERIE:

B, LW, XERFEERNEBZ— EIEN=FFE, RINBITIEEENUHEXR, BERXMHLE
MERIT EJVFRMRBA T IERAGRTFEM ‘Wi RS, XRBAN LSRN —E57.

[00:54:56] Archie Abrams
English:

But it comes from, | think, a place of respect on both sides. And I'd say for anyone, it's okay, here's what
growth is going to do. We're going to do it in a way that is high quality, that is shipping really good stuff
for merchants. We're probably going to approach it in a faster way. We might disagree on things, but

we're going to have reasonable paths to handle that conflict.
FREiE:
BN, XRFTRHLHEHEEE, ZRIWNEMAR, FIE, XRERIPIEHNS. BHMNZUBRENS

=i, NERKGEEFNAA, RTESRKMERNGN. RNTEZEDE, BHINZEISENRKRE
SRAIEIHZ,

[00:55:17] Archie Abrams
English:

And so while there's no magic bullet, it wasn't like these are the surfaces that growth can touch, these are
not. It was like you can go anywhere in the product, but let's go figure out how to work together to figure
out that quality bar to understand when you're going to be different on it, on the quality bar to get
something out to learn, and just building trust along the way that we're actually going to ship high quality
things and we ship it to 100% and move. And so a lot of great work on the team to make those
relationships really strong.

FROCENIR:

BARBERAREY, BHARN “XLEZBERKIIITLRAFRE, BLEREER" . ME VR LR~ @y ER
w7, BERNEFBSROFNE, HEREME, BROANEKERANTFIMAUERERELBRIZWN, HE
I RREIERE, IRMNEREASAHERENKRA, FFEKER 100% AR . BB TRS TIEKILX
LEXATRFIFEEE,

[00:55:47] Lenny Rachitsky

English:



Got it. Basically, you guys are like, "Moving this button over here is going to drive so much growth," and
then Glen's like, "No, this is not acceptable. We don't want a button here. This looks terrible. Everyone's
going to hate it." So that's the healthy tension. I'm describing a combative-

AR ERIE:

BET. 4L, f/MIZk: “EBXNMEHEBIXESHRERMEK" , AFGlenii: “F, XRAER.
BINARBEXERIZE, XBEERAET, ARSFWREN.” XMEPHERNKD, HREREERUKREN

[00:56:01] Archie Abrams
English:

[inaudible 00:56:01] totally. And it's like, okay, so how are we going to work to figure this out? It might be,
"Hey, we're going to move the button. Hey let's run the test," but see the short-term lift. You know we're
going to monitor it long term. You know when we ship it, it's going to be high quality, high quality polish.
And you trust us to make those trade-offs.

FRCERIR:

TERXMF. AEME, B, BENNEABRXNEE? 7 AlgeE, TR, HNEBKE. 18, L3R
PR, BEEEERRES. FAERMNSKAENE, MAELRILHEN, EBRENHEMITE
Eo fREEFAEMOXERE,

[00:56:19] Archie Abrams
English:

| wish | had a better answer of it's very human. It's very that trust that's that's very important in any of
these. | think growth with other teams is like, there's no replacement for just the human trust and then
following through on commitments of no, we are actually going to make this thing really good.

FRCERIR:

RAEERBEEFNESR, EXHEHLIFEARL, EEAXEXZSR, FEERFERTER, RIANEREANSHt
FABXRFGR, RBTLAEBEAASAZENGEE, UKET “F, RIMNENIEXIFRAHGRE 9%
o

[00:56:38] Lenny Rachitsky
English:

Is there an example of that, that comes to mind where you had something that was you thought was
going to drive meaningful growth? You showed it to Glenn, he is like, "No, don't know about this." And
then either you iterated or you just forget it, this isn't right for the platform even though it's going to drive

some meaningful growth?
R EE:

BERBERABFILIFRER], MRANEGSIENEZEK, BfRE Glen BH, id: “F, ZRFHEXD.”
REIRNB2ERT, BATHRBFT, 5T BMEEREHRER, UREEGXMFE” ?



[00:56:54] Archie Abrams
English:

The place that we often come back to is, and this is with | think Tobi is great, Tobi and Glen, is on wizards.

So wizards-
AR ENIE:
HINEERZN—1P =2 —FIAN Tobi Ml Glen EXFEERE—XF ‘BT (wizards). MEHME -

[00:57:07] Lenny Rachitsky
English:

Onboarding carousels.

FRCEIE:

N5 SEHEE,

[00:57:08] Archie Abrams
English:

Onboarding carousels. Some way that basically has folks get set up by not using the actual product. And
so we've always kind of danced around and we have very specific no wizard principle, but | think that
sometimes the tension is wizards can serve a purpose in certain circumstances, but we've avoided doing
that. But we've always worked to try to make the principles of what a wizard does really well, which is it
simplifies the product into something that allows people to have a lower bar, to try to work with core to
bring that into the actual experience itself.

AR ERIE:

NES IS, EMiL AMNENMEBLR~RNER TRRIEENAR. BRIT—EEXNMIA 4L, &5
— M EEBE/RN “BIEAS” BN, ERIANENKAET, BSERLEBERTHEER, BRI1—E#%RX
B, FM—EESHENESHAERKNEN—NS~ RS REMILE AN IMERNEAER —H2iR 5%
OHEPAETE, BERINFSEFRR R A S S,

[00:57:52] Archie Abrams
English:

So the example of that experiment | mentioned to you of giving pre-filled sections in the online store
editor, you could have solved that in a wizardy way of, "Enter a few things, and we're going to generate
these sections for you." Instead, we actually took those pre-generated things based on what we know
about you and put it into the actual project experience itself.

FROCENIR:

EEAnFRMI AR EIRVARSR0E, ERELBERESRPRATATRIRR, RAFUBRSHNAIER: WAL
RE, HPERMEMRXERIR” Rk, HNEFRLEBRBEHANME T2, BXEMERNABTERBANT
SERREYF miAde .



[00:58:15] Archie Abrams
English:

So it tried to get at some of the principles of what a wizard can do well without avoiding the wizard
principle, without creating actual wizard. So that's been some of the, how do we work together to get the
intent of what the growth ideas but in a way that's consistent with the way we want to build in core?

FROCERIR:

FRAEZRHERER “BIERT RU. FRIZRKGFRSHNERT, SHRSFERNINEE. X210
IMERIBIF . SCIUERAVZNEE, EAFRNBESHNNER O IWE~ @I SE VRS —E

[00:58:34] Lenny Rachitsky
English:

Got it. And | get why that you think about this a lot because you talked about one of the biggest levers is
onboarding and helping more people get activated, and so | could see why you spent a lot of time
thinking about how do we help more people succeed there.

FROCENIR:

BAET. RERMAMALEBREXNEE, RAMMRISRIIFZ —MENEMEHES ARSE, Fid
HEEEEE N T AMTEX A S B R Z AN E S AERB NIRRT,

[00:58:46] Archie Abrams
English:

Yes.

FSCEiE:

=0

[00:58:48] Lenny Rachitsky
English:

| want to ask your insight on this idea that people might be listening to this and feeling like, "Oh, we need
to build a team that just builds great product and is not constrained by metrics and driving growth."
Short-term thinking, long-term thinking, 100 years. This is inspiring | think to a lot of companies because
the sounds great.

AR ERIE:

BRBHIR— 1R NMIRTXERERESERT, ‘B, HNFERBIUL—MRAFITEFATm. FRIEIRM
BRIKELIRAIER” FEREE. KEIRE, 100 Fo HUNNXWNREATRRMREZIZEAC, EAFERR
%o

[00:59:08] Lenny Rachitsky

English:



What do you think it takes to make something like that work? Because in a bad case, this team just sits
around and builds whatever they want, and the rest of the company's like, "God damn, this sucks. | have
to show success in metrics and moving a metric in this team, over there just build beautiful things." Is it
like you need a founder like Tobi, that prioritizes this and values it and has a very good taste and
intuition? What do you think are important elements of something like that, of this approach working at a
company based on what you've seen?

FROCERIR:

ANBIULXMEXZTHNEEFAFH? BAEERNERT, XTHENTEREEMES, ORISR
7, MAREMERISREE, “&3, XXET. TSI EEFLRIHE, MBENEARNRIEEZRHAR
H.” BARFE—ME Tobi XIFREIIBA, MNAZTEAHAENX—K, HERBERENREKNER? RIBMR
BN, XM EE—RARNRVNERTREMTA?

[00:59:37] Archie Abrams
English:

Yeah, | think it needs to have a very opinionated founder set of people who are driving what good looks
like. And | think Shopify a few years ago and before maybe sometimes drifted into the mode of, "We are
just going to build stuff and each kind of team is just going to build stuff not really accountable for it," and

that is a very, very bad state to end up.
R EIE:

20, WANEFEE—HIFEFELNBATLOARRKENX “HTARTFHN” o BFIANLERB Shopify
BERZBA—MRIN: “BMNIRAZBEERA, STEASBESHRA, EFFREENLAT" , BR—TIFE.
FEEFERAVRTS

[01:00:00] Archie Abrams
English:

So I think you either have to use, my sense is metrics as accountability, which is the most common kind of
way to drive accountability and focus. Or extremely strong founder or set of folks who have extremely
strong opinions on what good is and what taste is. If you have one of those two, you can make it work, but
the worst case is let's just go build a bunch of cool stuff in kind of a haphazard way. That | don't think

would work.
RS ERIE:

FRIAFIARN, RBAGBIEAMERRENG (X2EHMEFMLEIRERNSR), BARBE—(IREZEZHE
A BN AR M “HARmK” BRELENA. MRMEEXMEZ—, FMEILERY. B
RIERRIIERZE, U—MEENANEEHMERN “BARA" . FIANNBITFRE,

[01:00:30] Lenny Rachitsky
English:

Yeah, this is great. So either you need metrics to tell you you're doing the right thing or really correct and
good taste in your founder.

FRCERIR:



28, X%, FMUBAMRFERETRKSIFRMEMERNSE, BEAMNBATEEREEEHANSN®
Ko

[01:00:42] Archie Abrams
English:

Correct.

R EE:

R o

[01:00:42] Lenny Rachitsky
English:

Cool. | think that's a really good way of... And | imagine every founder is going to think, "Oh, that's me. |

have this, | can do this." | think it's rare in real life. It's rare that you're like a Tobi, or Brian Chesky, or Elon.
FRERIE:

fg. BINNXZB—IMBEHE - BES M CIBARLGE, ‘M, ImEH. REMK, FEMH.” BFIANTE
MEEFPXREN, 1% Tobi. Brian Chesky 3¢ Elon X#MAZRELH,

[01:00:43] Archie Abrams
English:

100%.

FCERE:

BOZHo

[01:00:57] Lenny Rachitsky
English:

Yeah. It's hard to internalize that, but | think that's the reality. So most people will be more successful

building things that are driving metrics they can track in an experiment.
R EE:

B, RERRX—R, ERIUNAXMERL. PAUAZHABEIHEIRLREIRE LI AIEEREIREI R,
SREEAREIALI .

[01:01:07] Archie Abrams
English:

Yes.

FREiE:

=i



[01:01:08] Lenny Rachitsky
English:

Awesome. This is very fascinating. I'm so happy we're spending so much time on this. Okay, there's a few
other random things I'm going to touch on. One is sales. So historically, Shopify has been very product-
like growth, very organic. Go check it out, sign up, shop a store, start a store, grow. And you guys have
layered on sales. In a sales motion that's an increasing part of your business. What have you learned
about your team, the growth team working with sales and making that a successful relationship?

FRCERIR:

KiET . RIFEEAN. BRREXFNETXASHEITIERX T, ¥, HEEHBREMLIOFENESE — =
HE, AL, Shopify —ERIFEFRENEK (PLG) B9, IFEHN. =FE, AM, &, fik. MEM
MBI T HEF TS, HEMFEMRNLSPRSERER, XTREE (EKEF) NASHEERAREIE
HEIRIHIXR, REETHA?

[01:01:36] Archie Abrams
English:

Yeah, no, it has been great over the last couple of years as built out, the sales order has added a whole
new kind of motion to Shopify. As Shopify's product got better, it can serve the biggest companies in the
world. It's like the natural evolution. Well what are you going to do that for people to grow up on Shopify
and to be the biggest companies, but we're also going to take folks another platform, bring them over.

AR ERIE:

B0, IENEHERAMNEIZIEEE, ©7 Shopify IBINT —FeIHMEN . MEE Shopify WF=RERE
4, ERURS TR LMEEAHAE. XMEEEAENL: (RAXELLANE Shopify EMKAKRAT,
REEEMTE EHNAEFEZEEHK,

[01:01:57] Archie Abrams
English:

For growth in sales, | think the biggest learning from the the R&D side at least has been the scale is very
different with sales, and so it's really hard to use as much quantitative data to make growth, to make
some of those decisions.

AR ERIE:

MNTERKMEENES, ELMNALENAERE, RANHIIZHENMERIFERE, FEIREGUAFIAR
B EARERE 8 HIERMIL KRR,

[01:02:18] Archie Abrams
English:

And so a lot of it has been building much more qualitative insights working with merchant success, sales
about the challenges they're facing and onboarding a large customer. So how do we build import tools
that work for them? How do we make sure they have the right guidance in the product for a very different
set of use cases? So a lot of it has just been very much empathy building with sales about what that



merchant journey looks like, and quite frankly challenging ourselves to think differently. It's been one
thing.

AR ERIE:

FRURA—&I D TERSBRMIIE. HEFIGIE, BUESHNEMRE, THRMMNENEAZFNEIG
BUPkdR. Ebal: BeATaEmEESMIINSATIR? TAINEHERS” RPN T2 RENAAEERNSIF?
FRARZ TIFRSIHEHEMBIRE, TRERNRE, BRI, BRERLENECERUERE, XBH

o

[01:02:49] Archie Abrams
English:

And then second, we kind of built two very distinct funnels for a little bit. There's a sales funnel. You come
in, you contact us, that's it. There's no mention of self-service, there's no this. There's just drive MQLs,
boom. Then there's the self-service thing. There's no mention of sales anywhere.

FRCERIR:

£, BREBERIMNEEZT AT EBEATENRS. —M2HER}: F#HK, KRR, XEME. &
BREERS, F4a®iE, RRATERE MQL (FIHIARLR). Z—TEEBRSEY, T2RiREH
&=

[=1]¢)

[01:03:05] Archie Abrams
English:

So one of the last thing the year, last year we've been really doing is how do we create these hyper
journeys where there is... We shouldn't force the merchant to choose, do you want to talk to sales? You
want to do self-service? Should give them the options, whatever path that they want to go on.

FRCERIR:

FRAEEHN—BERAMH—HEE: HiINFeEXE SESRE" ? HNFMIZREBRIER “(REBMH
g%, TEBERS? 7 MIZAMINED, L hEFEE SBENRKR,

[01:03:19] Archie Abrams
English:

And so a lot of that has been building into the self-service journey over to sales and then from sales into
self-service. That's broken a lot of metrics in the business. That's broken a lot of ways people have
thought about their jobs, and so there's been a lot of cultural resetting and just getting smarter from a
metric standpoint about, how do we measure this thing of hybrid journey? They came in via self-service,
they went over to sales. How do we value each of those components in the process? And transparently,
that's something we're still getting better at, but it's really important to get there.

FROCENIR:
FRURZ TIERIBHEFTTRIABBIRIE, HEMHEESIRLOERS. XITR T WSHRORZENR, HBITH
TREZAXNBSIERIAN. Eit, FHNEITTRENXUESE, AMETFNAETSERRA: H(1NAEE

XMREGIRIE? @& BBARSHEK, ARKETHE, RITNATEXNIRERES IR TRINE? 1BXM
W, XRNNLDES/IEMT, EXEBTEFERER,



[01:03:55] Lenny Rachitsky

English:

Is there an example of something that broke that would be illustrative of what you're describing?
R B

BREMHA “BEiE B6IFE LR BRIRFTRRRIIER?

[01:04:01] Archie Abrams
English:

Yeah. So | think that breaks is drive someone from an ad over to self-service. We typically look at only the
self-service LTV of that person. But what happens if they come in, they sign up via self-service and then
they go talk to sales? They get changed to a sales driven merchant, which means that that value of that
merchant, which is usually actually quite large, does not get associated back to that ad campaign.

FROCENIR:

B, HINNEREAMAET: I SBEASIRBBRS. FITEEIERTARBEIARS LTV, BiNRt
M#RT, BIEBIRSEM, RAREMHEERTR? MIISWITICN “HERDEBFK" , XEREZER
MNE BERKR) FEWREERISBIRNT SE.

[01:04:35] Archie Abrams
English:

Oh, guess what that means? That means you would probably reduce investment on that ad campaign
because you weren't valuing that. Our system had two different models for calculating LTV. Sales driven
one, and a self-service one. Uh oh, we're going to make suboptimal investment decisions now by kind of
moving things around even though it's the right thing to do.

AR ERIE:

FRRXRBH®EA? XEREMRARRIBLDNIBN EEHMHIRN, AAMLBEHEEIENELNE, 8
RAoGAWMAERN TV HHEERE: HERHENBEARSE. B, &%, BERIENIERNE, ERNK
EIARAEE, BAIMESIBMERMETIRFRR.

[01:04:55] Archie Abrams
English:

So a lot of it's in rebuilding all instrumentation, how we do LTV modeling, how we do attribution, how we
do incrementality testing across each of those different types of outcomes, because it was not an intuitive
thing for us originally because we had built all of these systems with a much more siloed view.

FRZERIE:

FRUARZ TARE TERMAERIMSNFE . B0 TV 21F, MR, SR ERE SR
EENR. RASMIXNENIRIRHFEN, FHATRINERXERFNIARZIFEMIL.



[01:05:16] Lenny Rachitsky
English:

Yeah, basically attribution gets a lot more complicated. Are you going in a multi-touch attribution

direction or is there something even more clever?
R EE:

2H, BELPRZRERRFZ. (MIZRERE “ZMRYFR" (multi-touch attribution) BAMEE, EEEE
ESBRRYINA?

[01:05:26] Archie Abrams
English:

My rant is | am... Multi-touch attribution as its place. | think ideally what we want to get through is what
we really care about is incrementality. So incrementality is kind of the gold standards, for people who are
less like attribution measure is, how do you assign value to a given touch point, right? Click, a view, etc.
But it doesn't tell you causally what drove something. That's where incrementality tells you.

FROCENIR:

BHEMRZE ZHMRARBENME. ERUANEBEERBRT, RIMNEEXOHNE “HEHR”
(incrementality) . EEMREITE, WFAKTHIARN, TREENZMUNFTLEENM R D ENE
(Rifi. WEF), BEFEMEARXR LSHIFMEBMHAREDTER, MEEMRTUAFIFIR.

[01:06:04] Archie Abrams
English:

Incrementality test is basically don't show ads on meta for certain number of people. Show it to the other
set, see what the lift is and the outcome. A lot of what we're doing is trying to get a lot, is continuing to get
even more sophisticated in incrementality measurement for not just self-serve outcomes, but for self-
service outcomes that then drive to sales for sales specific outcomes.

AR ERIE:

BENRAEA LR FXN—HWIART Meta I &, WHE—BDART, AREERNVEA. HIMEEHMHRS
THEREATEEHEFEETFEMEH, FMETNEMRSER, THUBLEACANHENBBRSER,
AR A H E R EE R

[01:06:35] Archie Abrams
English:

And as soon as we have that kind of incrementality at the channel level, we can get a lot more
sophisticated in terms of our bidding, budgeting, and all of that. But that's really the key thing we want to
get to.

AR ERIE:

—BRMNEREEERE T XMIZEXRE, BIMNERN. MESFHEMEESENREHA, X42RINEERE
RERB 1T,



[01:06:46] Lenny Rachitsky
English:

There's certain topics that alone can be their own podcast conversation to just dive deep into this stuff.
But I'm going to stop myself and I'll go further down that track. Let me touch on a couple more things
before | let you go. One is marketing. So we talked about sales, marketing. You guys don't have a CMO,
there's no Shopify CMO. Instead you embed marketing leads within the org. For folks that are trying to
grapple with that, should we hire CMO? Should we do something else? What have you learned about
maybe the benefits and also maybe some downsides of approaching it the way you guys have
approached it?

FRCERIR:

BEETRAGHEUEE—BERE, BRERH—T, FBANTET. ErEHq, ABRAHE. —1
BEH. BRITKETHEMEH. RI1&%E CMO, Shopify REEREHE. R, MITEEHEHTARAE
HORNER, W FARLIEFLULE “FHi1iZE CMO XE2MRFIR” BN, KFIRIZMEEBISF ML, RFEE
THAa?

[01:07:07] Archie Abrams
English:

The benefit is, so there's growth marketing who sits in growth, there's revenue marketing who sits over
closer to sales. There's a brand team under Harley who does amazing work. Our president. There's
marketing embedded in core and PMM, sit with the product managers there. There's shop marketing on a
consumer side. So marketing is truly everywhere in the org.

AR ERIE:

FALR: BKEHTEKE], KAEHEREHE, Harley (RITHWEHE) MSE—MUSRENRMEE
FAo TZOERITIA PMM (FmminaE) PHEBRATEHAR, N~ REBELE—EE. HEREIRTHE Shop
EH. FIUEHREIERHRENMERA,

[01:07:28] Archie Abrams
English:

And | think the benefit of it is it's closest to the primary goal that those marketers are trying to do. They sit
with growth so we can focus on that self-service motion. Harley is an amazing communicator, so brand
sits with him so he can have a lot of influence over that. And so | think it sits with the people its most

relevant outcomes are driving, which is great. It allows us move faster with less kind of coordination.
R EIE:

FIANZFEBFA R, ERBEXESHASKESSIMANR, IS KEANLE—E, FIUAITTUE
AT EBIERSS. Harley 2— 7 NERDEE, FRUMEHEIPAREM, XiFta] = ERRHRIE. PR
INNESREXN-HREESLE—R, XRF. SitENEUEDIMEARARREER,

[01:07:58] Archie Abrams

English:



| think it only works because Tobi and Harley has such amazing intuition on what the brand is, needs to
be, and all of that. Some of what the CMO does of kind of creating the cohesive story of Shopify it held in
their heads and they have the pen on that. And so that allows then, that piece of that CMO's job to not be
as important at Shopify. But the other pieces are obviously critical, but they can be now closer to the
action and where they're going to drive the most impact. The downside is things are sometimes very
messy. So that's...

FROCERIR:
HIANNRXZPRIAZERL, 2EJ Tobi # Harley W R 4. MiZ2HABEIRANER. CMO BERSD TIF
—BNE)3E Shopify Li—HIEE —mEMINNFE, MIZEEMRZE, XERF CMO BIARERD TIFE

Shopify BFEKMAER, BEMEDEARXE, NEC(IUERERL, EREFERMBMG REE
. RREFRENIERIEERL. PR

[01:08:40] Lenny Rachitsky
English:

It's another example where the founder, their background and interest in skills can impact significantly
the way the work is structured and who you hire and don't hire. Okay, one last question. Totally different
topic, discounting. So you worked at Udemy for a long time. And from what | understand, discounting
was one of the key reasons Udemy succeeded and one of the big differentiators. I'm curious what you

learned about discounting, the power of discounting as a growth lever.
R EE:

EXXES—MF, RABANER. MEBNKEZEZXMITFNARSAURMERIFERIE. 7,
RE— M. T2REER: Hfil. fRTE Udemy TIETRIKESE, #EHPAA, #i0ZE Udemy BITHRIXHE
RRZ—, BREANERKRAR, FREIEMRXTIFNFET HA, URFNEAERIITNNE,

[01:09:09] Archie Abrams
English:

Yeah, so Udemy is a very an online marketplace for online courses. So come on course. And | think what
was happening in | started, and we were there 2012-ish was people were like, "What is this online course
thing? | don't really understand what it is. | don't understand what the value is and what I'm willing to

pay.
FROCENIR:

EH, Udemy B—MELIRIEN ™. 2012 FEEMARN, AIEER: “FELREIIREMHAR? HA
ERERfta, TEFRCHNE, BEFRERRZOS DR

[01:09:30] Archie Abrams
English:

And so what discounting has a really powerful effect on is it can signal value with a high list price, but
then bring something down to an affordable price. And that may seem like of course that's obvious, but in
online courses what was important is the list price would be high at 100 bucks. So it's associated with a
college course. But what people really value this thing as was a book.

FROCENIR:



TN —NFERANERARZ: ERNLEISERRMMIKBERNERS, ARKBHEEREDRIBNE. XITE
KAREREMBIN, BEFLRED, EENEANES (Ei100 %57T), XFEMSSKFIRIZRKRER,
EBAMACEEMEENNERLRE—EH,

[01:09:54] Archie Abrams

English:

And so you could signal very high, signal quality through price, which was very murky at that point in
online learning. Signal value through price. Discount it to 10 bucks, or that was a typical Udemy deal. And

then so 99% off, 90% off. We might see fire sales, but it changed the value in willingness to pay and then it
tapped into the fact that, and still is education is very aspirational.

FRCERIR:

FrAMRA OB M BRIEESHNREES, XTEYNNELAFIMARIEEEMN. BINBERNERS
S, RETIE 10 5w (XRHREM Udemy R5H). UEEE LIFEZE 0.1#7. HNTgEsEBEARBSE, EEXK
TTNHMERNSZNER, #HBTXHE—FX: HERIFEREERA S (aspirational) B

[01:10:23] Archie Abrams
English:

And so what a lot of people missed in education is yes, we want people to actually take the course, but
that's actually in many cases not the job to be done. That there's an emotional job that's even more
important, which is I'm feeling like I'm making progress in my educational journey, and just the act of
purchasing a course or the act of buying a book is progress.

FRCERIR:

REAEHETEHBBN—RE: 20, RIIFEAMIEEEZLR, BERZBERT, BAFTERFREER
“BNMES" (jobtobedone)s BE—IMEEEMIRES, e “RESHREHFREFNE THD” ,
M NEWEREHEBXMINEE, mE—Mi#HD,

[01:10:47] Archie Abrams
English:

And so if you can make it very enticing, very high value thing, cheap, urgency, you can let people make
that emotional journey by the act of purchasing, which then allowed us to actually have very good
retention. Because you could keep coming back to that emotional job over and over again, which just
counting with urgency allowed us to do.

FROCENIR:

FREL, MRIRELREHSEEFEA, BERMNMERS, ENMBEEREERER, RHMELAMEIWETAT
BB RIERIRTE, XSERR EILFRATRE TRFNEBF. AAMREIU—RX —RMEZBMERESF, MHE
B RRAVHTHIIE S RE MBI — o

[01:11:10] Lenny Rachitsky

English:



Amazing. Well with that, we reached our very exciting lightning round. Archie, are you ready?
FRERIE:
KHET, BA, BITENTIEBERAXENANERIFT, Archie, HE&IFT5?

[01:11:15] Archie Abrams
English:

I'm ready.

R EE:

HEE T

[01:11:17] Lenny Rachitsky

English:

First question, what are two or three books that you recommended most to other people?
R EE:

BN, REANABRERSHR=RBEMTA?

[01:11:21] Archie Abrams
English:

So one, | love to go back to marketers who wrote in the 1920s. And so one that | love is Scientific
Advertising by Claude Hopkins. So it's basically one of the first direct marketers that came out and he
innovated on some of the concepts of copywriting and just how you sell a product around can't make this
product, can't sell the product, can you tell the product will help the customer achieve their goals?

FROCENIR:

F—, HERR 120 FREHEARTHNF. HIFFERH—ZZE Claude Hopkins B (BZF B &)
(Scientific Advertising) . fEA LRE—HEEERARZ —, MEXERVNT~REERS LHTT
. AERRREEX T m, BRX N milEEEhE P LIt B 5.

[01:12:09] Archie Abrams
English:
Scientific Advertising, it's a great book.
R EE:

(B2 &), XRR—ARHRIHE.

[01:12:09] Lenny Rachitsky

English:



It's just like the name alone, it sounds really cool. Especially for someone in your shoes that feels like the
perfect book for your role. And | think there's so much wisdom in just the thing someone figured out
many years ago about what convinces people to buy something is still true and people overcomplicate it.
Just going back to the original is often really useful.

FRCERIR:

HEXNEZFIRERMBE, 1FHNXNTRXFIRMUMARR, XBEENTFEFEHNH, RIAAXEEE
EEEjﬁE’J*Di; EAZERARBXTFNEREBRAMNBEIRFANEBRESKAER, MANTEHIEEERK
B34 REEIEEE A

[01:12:28] Archie Abrams
English:

Totally. And The Perfect Mile about the chase for sub four minute mile by Roger Bannister and a few other
folks is just a wonderful... As a runner, it's a really fun book to read about perseverance, how these folks
really, they all competed to get to that really amazing goal of under four minutes in a mile.

FRCERIR:

T2lEf. BF (EEN—EE) (The Perfect Mile) , #iRT Roger Bannister MIE M/l ABZE “—REM
DHAX WlE. FA—1THE, XR—FAXTRAVIEEFTBND, HRT XL ANFIZEELULIAB IR
ABIE TR

[01:12:52] Lenny Rachitsky

English:

Awesome. Do you have a favorite recent movie or TV show you really enjoyed?
R EiE:

KT, REEE B ERVBREBRE?

[01:12:58] Archie Abrams
English:

| went back in time and | watched for the first time actually the entire season or all the episodes of The
Sopranos, which was quite fun. Highly recommend. | did that in The Wire in the last six months.

FROCENIR:

B G EBEE, FATEERT (BREXRWK) (The Sopranos) MFIBEISE, EEHER. BIEF. T
ENTAFZEERT (k&) (The Wire)o

[01:13:13] Lenny Rachitsky
English:
It's a lot of watching.

FRCERIR:



BAFEAR D EIE,

[01:13:14] Archie Abrams

English:

It's a lot watching. Work out in the morning on my elliptical or bike, so it's a nice-
R EE:

ML R%, RELEMENSREE LRIFNE, PRURDAEN -

[01:13:20] Lenny Rachitsky
English:

That's smart-

FREiE:

ABIREZEA,

[01:13:21] Archie Abrams
English:

Workout show.

R EiE:

BHE

[01:13:22] Lenny Rachitsky
English:

That's a good motivator to just work out out something. | got to watch the next episode. The Wire, it's
hour long episodes and five seasons times 20. | think it's 22 episodes per season, right?

AR ERIE:
X2—MEEFNRES . REET—5%. (k&) 85—\, 53, 85K 20322 &, X0E?

[01:13:32] Archie Abrams
English:

Yeah.

R EiE:

=M,

[01:13:33] Lenny Rachitsky



English:

Oh geez. It's a lot of watching and I did that once and | was like, "I've got a lot of episodes to watch," but
incredible. Okay. It's funny you should say The Sopranos. | feel like a number of people recently told me

they're watching the full Sopranos again. It's like a trend recently for some reason.
R EIE:

K. ABERA, RUMBEI X, BRE "“BREXZSHRIBET” , BHLRE. F. BBHNIEMRRERT
(RERK). RREREEF/LTASFRMUMNEEERES (REXRK). FHNAM, XRIEKT —HHE
o

[01:13:50] Archie Abrams
English:

Oh, interesting.

HRCERIE:

R, B,

[01:13:51] Lenny Rachitsky

English:

Anyway, do you have a favorite product you've recently discovered that you really love?
FpERIE:

FEEN, MROEBEZERMTAFEERNBFF=maEANA?

[01:13:54] Archie Abrams
English:

So the Al music creator. My kids and I... I'm the least musical person in the world and it's been amazing.
My kids and | will create songs together about our days, about what's going on. So it's just been really fun
to be able to have a musical experience for a non-musical person, and have that creative experience for

them and it's been really awesome to use.
FRERIE:

Al BREIMET R, BMEBEF] - HEER ERKBEERABEOIA, EXKEHETT. HNZF=—EE
EXFRIMNBEEE. XTFEERENEBENRE, XTI FESROARN, EHEXME RERMEIE
FEENRER, BERIEDE,

[01:14:15] Lenny Rachitsky
English:

Suno is Insane. | think it's Suno.ai, folks want to check it out. It's just such a fun party trick too, just to
write a song on the spot about something that you're thinking about. Awesome. Two more questions. Do
you have a favorite life motto that you often come back to, find helpful and worker life?



FRZERIE:

Suno AEXRIET . HERE Suno.ai, KRAUEEE, XEEMREBHNRI/NMER, AIUHHREMRER
BHEBEER. XHET, L.Eﬁ’l\lﬂﬂﬁo MERBETAZEREN. BENITEREFTEBIHAERS?

[01:14:31] Archie Abrams
English:

Yeah, | often come back to the plan is the plan until it's not. And it's basically like we have a plan. It's the
plan, it's our best, let's commit to it. But acknowledge it might change and we'll deal with it then. But if
the combination of we have a plan, stay focused on that, with also the acknowledgement that you need
to be flexible, and try to combine those two sometimes contradictory things of focus plan with we got to
be able to react in an effective way.

RS ERIE:

2R, REE/E—IE: HHRMEIR, BEEIEREEALE" B EmE: HMNE—Nitk, 2
AIEREFEY, LENBAOTFRITE, BHERINETRINE, BHRENZLE XB—MES: BEF—
HIHFRETE, XBRUFERBRENE, 2F “THH 5 “BRENENR” XBNMEFENRA
HEEH,

[01:15:01] Lenny Rachitsky

English:

Reminds me of strong opinions loosely held as a concept.

R EIE:

XILEERT “ERIMINA, BFRFFBRBILE" (strongopinions loosely held) XM,

[01:15:07] Archie Abrams
English:

Totally.

FCERE:

TR IEH,

[01:15:08] Lenny Rachitsky
English:

Awesome. Okay, final question. So | asked your wife what to ask you when you came on this podcast and
she suggested that | ask you about your late father who had a lot of impact on your leadership style. So
here's my question, what did you learn from your dad that impacts the way you work today?

RSz ERIE:

KET, ¥, ®RE—NE#, REIHREF LSRRI MEZFIZEIRT A, BERINKEEIFRERNRE, g
REVIAS AR BRAT . PRUAFBIEEE : IRMREBEZETHA, #MTHRSROIESI?



[01:15:26] Archie Abrams
English:

Yeah. My dad a lot is a father, and he was an entrepreneur in technology. And | think one of the things that
| so appreciate about his leadership style was the empathy, and curiosity, and kindness that he showed in
everything. And | hope in some of the stories that of him, it's like no matter who anyone was, curious, love
to engage and learn from. And | hope that's something that | try to take inspiration from is just be with
everyone kind and learn from everyone you're with and around. So something | think about a lot.

AR ERIE:

B, HRFEAMNEB—IRE, EERRKMENEE, TIANAREMRMWHIAT RN —RE, HESH
FERRMHHHE. FHOMER. EN—LEREE, TEWARME, MERFFE, FTFIRHARANSF
o BREERLEMNPRIRZE: HEIABRERE, ARASUNE—ITAEY, XEREERENFR.

[01:16:08] Lenny Rachitsky
English:

That super resonates. He sounds like a wonderful human as are you. Archie, this was wonderful. We
touched on so much. We covered so much. | feel like we could go on for many more hours. Maybe we'll do
round two as you learn more things at your time at Shopify. Two final questions. Where can folks find you
online if they want to potentially reach out or follow the stuff you're up to, and how can listeners be
useful to you?

FRCERIR:

XS TIRANHE, MIFEREMREFENA, FBR. Archie, BRKIEXET . BTN T XAZIEHR,
WMETXAZAT. HEERNTUABIGF LN, WiIFEFIRUETE Shopify FEIE LR, Fi10ILI#H
TEZR. RERNE-A: NRARBEXRAMEOEMONT, AJUEMEREIIR? IFRITEN ML A?

[01:16:30] Archie Abrams
English:

So not super on social media. But on LinkedIn, check me out, send me a message. And then yeah, if folks
are hiring a bunch of folks, growth marketers, PMs, engineers, data folks, UXers, you want to work at
Shopify and growth or other parts? Fully remote. So we'd love to have great people join.

FROCENIR:

HAKITUE 3R K. (B7E LinkedIn ERTLIREITL, LEAHE. HIb, WMRARERRIE, RINEERBEX
BNEKEFEAR. mRIE,. TEM. #EAR. UXigitl. {RI87E Shopify BYIEKER IS E M ERITTIE
13? HBTRRITIZDAN. FAURITIEEYLRFRIAZ N,

[01:16:54] Lenny Rachitsky
English:

Awesome. And that last point, | think I'll just highlight one of the few remaining fully remote tech
companies that is not returning to work. Returning to the office [inaudible 01:17:05] work. Definitely

work.

FROCENIR:



KiET . E—RFHBRE—T: Shopify BVEHIIRBEFT2EENA. FREZREBZFDAZETIFRIEHRA
E_‘Z_o

[01:17:07] Archie Abrams
English:

Yes. Yes.

R EE:

EHY, K

[01:17:09] Lenny Rachitsky

English:

Amazing. And sounds like basically you're hiring across all functions.
FRsCERF:

KIFT o ITEERIR(ED _EEFRAEREERI_ L &R TEHEES,

[01:17:12] Archie Abrams
English:

All functions.

R EE:

FrBERRE.

[01:17:13] Lenny Rachitsky

English:

Perfect. Archie, thank you so much for being here.
HRCERIE:

5t3%, Archie, JF&EROHREER.

[01:17:17] Archie Abrams
English:

Thank you Lenny, it was fun.

R EiE:

51351 Lenny, RE,

[01:17:19] Lenny Rachitsky



English:

Bye everyone. Thank you so much for listening. If you found this valuable, you can subscribe to the show
on Apple Podcasts, Spotify, or your favorite podcast app. Also, please consider giving us a rating or
leaving a review, as that really helps other listeners find the podcast. You can find all past episodes or
learn more about the show at lennyspodcast.com. See you in the next episode.

FRCERIR:

AKEN. IFBRHKIT. MRS XEATEEMNE, "ILUTE Apple Podcasts. Spotify SIREIRAIREZ A
FITHAATH. o, BERARIMISXE TITIE, XEEEHEHHEHMARLIXIMER. RAIUE
lennyspodcast.com #EIFIEFHATTER TREZES. THTEBML.



