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(00:00:00) Austin Hay
English:

From 2010 to 2020, we had the golden years of deterministic matching where it was very easy to run an ad
and understand with precision who installed the app. Maybe you didn't know their name, but you
actually would know their IDFA and you could tie that to their PIl. You can't do that anymore. So, what
that means is these ad networks are becoming more complex, sophisticated, and interesting, right at the
same time that it's harder for marketers to really understand how they're spending money. And so | am
paying a lot of attention to how marketers make decisions with probabilistic data because most of the
work that I'm doing now is actually saying, well, given that we don't have determinist data about a per
certain audience or where somebody came from, how can | find other information that will create a
model for 30% of the population and we can use that to extrapolate to a hundred.

AR ERIE:

M 2010 FEF 2020 &, FHMVEHT “HEMLE” (deterministic matching) MIEE+H, 7EARERETE], RIK
[TEHEHRTREETRETNAIEERS. BIFRTMEMIINEF, BIRFHIEMIIA IDFA (T~ E158
), HERUBESHIIN PI (PASHER) XEKER, MEMAEBEXAMT. XEKE, MEEHEA
DR E FIEREE EATENRN, XL ENKETR[EMER. FHAEEH, Flt, REBTXF
EHEARNEFE “BE4EEIR" (probabilistic data) MERE. EARMENKIS TEXGFLEERE:
BEAENTEBEXTIREZRICRENHE MR, HZNERIIEMER, 7 30% WABRIIEER, AEKHE
#EEEI 100% B AEEH,

(00:00:52) Lenny
English:

Welcome to Lenny's Podcast, where | interview you world-class product leaders and growth experts to
learn from their hardwood experiences building and growing today's most successful products. Today my
guest is Austin Hay. Austin is one of the smartest people in the world on the field of MarTech, aka
Marketing Technology. He's advised companies like Notion, Airbnb, Walmart, Postmates, Robinhood,
even Pete's Coffee and Mars on their MarTech strategy and tactics. He's currently head of marketing
technology at Ramp. Before that, he was VP of business operations at Runway. Before that, he was VP of
growth at mParticle and the fourth employee at the Unicorn Branch Metrics. He's also a teacher at
Reforge on this very topic of MarTech. In our conversation, Austin explains what exactly is MarTech, how it
fits into your growth organization when you need to hire a MarTech person and what to look for plus his

favorite interview questions.

AR ERIE:



YGMRE] Lenny BEE. X E, BaXpERENEE~RHFTANEKER, NMUTEEFIEKE S &K
N EEBARRHE S, SRIWERER Austin Hay, Austin 22KE#HREAR (MarTech) $USRIERANAZ
—, &5 Notion. Airbnb. 7X/RI3. Postmates. Robinhood, EZEKE ¥ MM (Pete's Coffee) FIZE
(Mars) #R#tE MarTech S B BAR S ENEH. tMEFHIE Ramp WEHERANT A, EltZzE, tE
Runway IV SIEZERIEH. BERZH1, fthE mParticle WIS KEIZH, BEMAZT Branch Metrics B9
MSRT, iXE Reforge & LFI TR MarTech iFEHIT. EENIXIER, Austin BETREMFAR
MarTech, TIEIBINIREEKEPA, R ARBREREMA—B MarTech X, MUKRIBEMZEEMA, LIt
D Z T =B,

(00:01:43) Lenny (Continued)
English:

Also, his favorite tools, frameworks, team structures, and emerging platforms that he's most excited
about. This episode is for anyone who's responsible for growth and is curious about ways to optimize
your approach and how marketing technology fits into that. Enjoy this episode with Austin Hay after a
short word from our sponsors. Today's episode is brought to you by OneSchema, the embeddable CSV
importer for SaaS. Customers always seem to want to give you their data in the messiest possible CSV file.
And building a spreadsheet importer becomes a never ending sync for your engineering and support
resources. You keep adding features to your spreadsheet importer, but customers keep running into
issues. Six months later, you're fixing yet another date conversion edge case bug. Most tools aren't built
for handling messy data, but OneSchemaiis.

AR ERIE:

tesh, MIEDZET MRERNWIAE. EZR. ANSEHURMREIFNINYTES, X—SEaFAAREEK. #
FHFWMARA T EUREEERNFAELIZERNA. ERTERBBNERENARE, BMES Austin Hay BY3E
iE, ANETERH OneSchema NEEM, ©E2EM SaaS AT CSV SN, BAMNT 2 S8IBHIERE
RELEY CSV X RBLAIR, MEE— T BFRIESABETR ITEMZIFERLTARIERER. RREASNEE
MIngE, EEFERRBIIRB, S~ NAG, REEEBES— 1 BERIENIASERS Bug, XZHTALFE
A7 IBEL ) \FERVEIEMIZITEY, {8 OneSchema 2.

(00:02:28) Lenny (Continued)
English:

Companies like Scale Al and PAVE are using OneSchema to make it fast and easy to launch delightful
spreadsheet import experiences from embeddable CSV import to importing CSVs from an SFTP folder on
a recurring basis. Spreadsheet import is such an awful experience in so many products. Customers get
frustrated by useless messages like error on line 53 and never end up getting started with your product.
OneSchema intelligently corrects messy data so that your customers don't have to spend hours in Excel
just to get started with your product.

AR ERIE:

f& Scale Al #1 PAVE XFEH AT IETEfER OneSchema, RIREM MM H S AR B FRIESNEL — KA
ERNBY CSV SNEIEHIM SFTP XHFRFA CSVeo EIFZTmH, BFRBIANFEMIFEERE. TAIWE

“% 53 17HHIRT XETANRTEERAR, REARINTEFIBERIMI™m. OneSchema AEES REMIA IER
ELEVERHE, XAEREVE PRGN T FHAE R IR mim7E Excel RFEERLUI\IY,

(00:02:59) Lenny (Continued)



English:

For listeners of this podcast, OneSchema is offering a $1,000 discount. Learn more at
oneschema.co/lenny. This episode is brought to you by Mixpanel. Get deep insights into what your users
are doing at every stage of the funnel at a fair price that scales as you grow. Mixpanel gives you quick
answers about your users from awareness to acquisition through retention, and by capturing website
activity, ad data, and multi-touch attribution, right in Mixpanel, you can improve every aspect of the full
user funnel. Powered by first party behavioral data instead of third party cookies. Mixpanel is built to be
more powerful and easier to use than Google Analytics. Explore plans for teams of every size and see
what Mixpanel can do for you at mixpanel.com/friends/lenny. And while you're at it, they're also hiring.
So, check it out at mixpanel.com/friends/lenny. Austin, thank you so much for being here. Welcome to the

podcast.

FRCERIR:

M FABEERIOTA, OneSchema ##fH 1,000 Ethyiril. BRTHREZ(ER., 1EIAHIR oneschema.co/lenny, 7
£ BH Mixpanel HEEM. UAFHNMERNFARAFERISIMENTTA, HEEEKTMT B,
Mixpanel BEA IR X FRFRIRIEESE, MIAF. REXEIBF. BI7E Mixpanel REEHIEMULESD. T
EHIENZHS)3E (multi-touch attribution) , ERIUNERERNAEF RIS A EE. Mixpanel BE—H1T
HEIEMIESE =5 Cookie Izh, Hi& itttk Google Analytics E5@ K BE & 5 B . #&
mixpanel.com/friends/lenny RZRE S & HAMIREPNR A, HF Mixpanel BEABMEH A, IRER—T,
B 7E1EEE, F1A1R mixpanel.com/friends/lenny &, Austin, JERERGHFREER, IMREIEEE,

(00:04:03) Austin Hay

English:

Lenny. Thank you so much for having me.
R EE:

Lenny, IEEREHRBIFHK.

(00:04:04) Lenny
English:

We are going to get super nerdy today and we're going to dive deep into the very cool field of MarTech.

How excited are you about us chatting about MarTech?
R EE:

BIMNSREWFERE “E” (nerdy) , RARIY MarTech XMEBEENMIE. W FHNEW MarTech X4
%, (REZXE?

(00:04:21) Austin Hay
English:

I'm so excited. Because it seems like you might be one of the first people in product and growth to talk
about MarTech.

FRSCERIE:
BAMET . AARMUFEEESMEKFET, REAFBITIE MarTech IAZ—,



(00:04:21) Lenny
English:

Wow, okay. That makes me even more excited. Yeah, it's something that I haven't fully understood and so
I'm excited to dig real deep. So, let's start with just the basics. What exactly is MarTech and then what
does someone who is in MarTech do?

AR ERIE:

£, B, XiLBREMET. 28, XEREKBETEEMNIN, FrUKRBFERNER. B4, L]
MERERRIFI8. REARE MarTech? 7£ MarTech S TERI A BIAZ M ARY?

(00:04:35) Austin Hay
English:

Such a good question. Because marketing technology is like this very amorphous, cross-functional
discipline that lives at the crossroads of product and growth and engineering and marketing. It brings
together processes and systems from a wide range of disciplines. And | think really the way to think about
marketing technology is it's a product manager whose specific role and focus is the system or the third
party or first party platform because marketing technology can mean a collection of third party tools,
which is a lot of people think, but as a company scales and grows actually it could include a collection of
first party homegrown solutions that you build yourself with or in addition to third party. So, I like to think
about marketing technology more as one piece is people and process and the other is the system and the
platform. And that probably sounds pretty familiar to what a lot of product people think about their

world as, and that's how | define MarTech.
FhaCERIR:

MERFT. ABREHEZAR (MarTech) sER— T IEFEEM. BRENZER, ELATFHA. K. ITENE
%’ﬁE’Jﬁc,E, o BILETRAEN ZERNREMNRES. RIANEBEREEEARMIINARZE: EMGE—1
212, HEMNABNXIRERSR, HEBEERE=ZFXE—FTFE. REZAIAR MarTech REE=FTAEMNE
&, BEEATMENT X, EXMRLAEEERBSHUEN—RINE—FBRBRAR, BREESHIHTE
EHIEO FrlL, BMmTFREEBEABERDD: —Ho2ARNRE, %—Eﬂﬁm%éﬁﬂlqﬂao XIFEER
BENRZ=RAN B SMANENRE, XMEREN MarTech AT,

(00:05:31) Austin Hay (Continued)
English:

And then you asked this other question around what exactly the role of somebody in MarTech, and
maybe we'll talk about this a little later, but it's such a function of the size and the stage of the company
that you're at. At Airbnb, | would say Dmitri who you might've worked with was the MarTech guide. He
managed a lot of our Airbnb's, the first and third party tools. Airbnb at that size was, | don't know, maybe
800 people or so. And so it makes sense to have a function with product and engineering resources. A
small startup for example, when | was working with Siqi, we were just talking about this at Runway, there
was no such thing as MarTech. There was me and Tanner and Siqi standing up tools and using them
because you just have to use the tools to get the job done. And so | would say on the spectrum of what is
MarTech, you really have to look at the size and the stages of the company and as you grow you start to

see it become more refined or pronounced.



AR ERIE:

XF MarTech AGRRIEMAEERSR, HIEGREIIFAN, EXRAEE LEURTASFIEMAALME. £
Airbnb, FEAB{REIGEHEIIH Dmitri T2 MarTech BIREE A, EIESE Airbnb BNIFZE—FNE=FTHE,
ZEt Airbnb BYRIIRAKEEA 800 AEA, FRUUAE—ML&ES~ i TEXRIVEREES IS SIEMN, EE/hETe)
RE], EaFA Sigi Chen £ Runway H£E8Y, RAEHE MarTech XMtE. REFK. Tanner # Siqi EHEE
MERTHR, RARSIERTAEABESTER I, FTL, 1 MarTech BiE £, RAIE LBIRIFIENNER;
FEELABNRMEK, MEEEXMEREETSHHEANEE.

(00:06:17) Lenny
English:

So, if someone listening to this that has done growth or has a growth PM may be like, oh, but this is sort
of what | do. What is the difference between someone that just runs growth or has a growth team versus
someone that's specifically a MarTech person?

FROCERIR:

FREL, INRARBEAMIE R, HESIMZEKTREIE (Growth PM), ITAJEERNRS: “18, XA
RRMHED? ” P4, —MURARERIAFEREAIBAN, 5—1EIH MarTech ERZEIB AKX

All?

(00:06:30) Austin Hay
English:

At some levels there's maybe no difference. There's a lot of startups | would say are 30 people or less
where you have a growth team and your growth acquisition person is using a CDP to send data to their ad
network to run their ads because that's part of their job and maybe they are the MarTech person. And
actually you find a lot of people who consider themselves MarTech professionals now having started in
growth or user acquisition roles because they had to just use tools in order to get their jobs done. But
what | would say is as a company grows and scales, it moves from being a community or village driven
aspect of your products to being something that's centrally owned. If you're a startup, again, like 30 to 40
people, everybody might chip in to manage your CDP or use Amplitude or build a first party solution on
top of those.

FROCERIR:

AREREL, AIREMASOZERXG. ERZS 30 ALUTHIRIAE, EKEMENREARZER CDP (EFH
BEPE) BHRERXE SMERKRT S, BAXZMIIIEN—887, XE{]AIsERZ A MarTech
TAo FEL, FERMBEZIMAEN MarTech T AT RAEZMIERKIABFIREY (UA) RUFBEH, Eioft
N aERXET BT IF. BRBRE, MEQRNRKMNMERL, EaMFaf—71E “HX”
B MR WEIRIERS, REABEFOKERJBERNARA, MRIFE—XR 30 2l 40 ARNHILIATE, SMARA
BES5EIE CDP. £ Amplitude ATEXET R EMEE—HRRA R,

(00:07:16) Austin Hay (Continued)
English:

It's a mixture of first and third party tools and engineering and product and marketing all work together
on it. That doesn't scale though. As you cross a hundred to 200 people, somebody has to be responsible



for knowing how data flows through tools, how it's worked, what's the schema. And that's not even
considering procurement and legal stuff. You have infinite liability if you don't manage your contracts
well. And so usually around | would call it a hundred to 150 people is the critical mass where you can't
just have a village approach to systems and tools much like in the IT org, if it was a village approach to
SSO businesses would be in a lot of danger. That's where you typically start to see the question of, all
right, we need a systems and tools person. We need somebody to manage these systems and manage
that platform.

AR ERIE:

XRF—AME=ZFTANESHE, T8 FailEHENIIHEDF EXMRATENRL. SIREIALE
i 100 2 200 ABY, B AR T REEWNEZTIRERED. MFEHEFE. Schema (BIERR) Bfta. X
WEREREIRWAERES. WRIRAEEG SR, (FIEEIRTRIIEN, Fit, BEE 100 2 150 AL
AR—MERR, MAEBRAXM “eNtsh” WARKEBERFZNITAT, MEEITE], WRAXHAER
EESSO (BRER), tISEREAER. XMEFBEFHREIXMERNIME: FINFE—1EIIHAR
EZGMTANA, FEEAREEXERZZNT A,

(00:08:01) Austin Hay (Continued)
English:

And there's a variety of ways it can go. I've seen it go just into pure product that's with a product
operations org and a product ops person actually will manage a lot of third and first party tools. I've seen
it go into the IT org, Walmart for example, at a really big scale. They had a MarProd function which was
marketing products. It was product within the marketing function or product that was designed to serve
marketing. And then of course you can have more traditional routes like you can have marketing
technology as a single standalone unit or business technology as a standalone unit. Some of this
depends too on whether the business is B2C versus B2B. Classically in a B2B business you see it in rev ops
or some types of systems role because you have to serve not only users coming into your funnel, but then
the businesses that you're serving afterwards.

FRCERIR:

XBESMERER. RAIERANGE®REI), H@mEE (Product Ops) AREE, FmizEARKIFLS
AIE*EE’JH‘—_E*H% FIE, HERIEEINITEI], LLIMREXRARIE, #i1E—1 MarProd BR
g, Bl “BHTm° . EREHRRERMIT AN, HERLTINEHEKRSHNTREM. H24, WHEEJLXE
Eﬂ?éﬁﬂ’\ﬁﬁé&, ELINRFEHRAREA— MR ETT, HERWSHEA (BizTech) fFA— MM ET, XE—
ERE L EUR TSR B2C F2 B2B, FHEM B2B U EH, (RRBIEFETEWSE (RevOps) HE
MAEZHET, RAMANERSTFHANEINBR, E2RSTESNENELER,

(00:08:46) Austin Hay (Continued)
English:

That's also where you typically see tools like Salesforce coming into play and more advanced CRMs. In a
B2C business, your user funnel is actually really simple acquiring users and you're getting them into your
product and then product is taking them over. There's no additional CRM, so usually your CDP is the
source of truth and that's where you might actually see marketing technology fit in with growth a lot
more. Just some examples like at Postmates, | worked for them for a long time as a consultant. Marketing
technology was just part of growth. We had a director of growth even before that, Sigi Chen who's the
CEO of runway, and | guess you were his first manager as | just learned, he was the first VP of growth and
marketing technology was just part of growth and product owned that as a system.



AR ERIE:

XtE Salesforce FETAMESLEI CRM (BFFRXREE) RIZEANMS. 7 B2CISH, BRFIHSE
FEREE: REAFA, 5IFMITENTm, ARBE~mENEF. BE BTN CRM, FFLUREY CDP FLE
“EIKIR” (source of truth), EXMIFRT, MMEBIEERAESMSERKANGES. /L MH1F, bl
£ Postmates, FAFAREAMIIIETRKEE, EFEKAMBE KN —EB7. EBPZAT, HMNBE-EK
B, WELZ Runway B CEO Sigi Chen (FRISAIRE BHNE—FELE), RS EEKBISH, EHK
AYRIABERN—E7, BFmBEREAREFRAE,

(00:09:30) Austin Hay (Continued)
English:

As a different example though, at Ramp we're big enough and we're a B2B company, but we have a B2C
top of funnel where we try to acquire users and get them to fill out our application to get a credit card. We
have a distinct revenue operations team that's broken into business technology and marketing
technology. So, there's lots of flavors of how it can exist. | think that's kind of the interesting and fun part
of Marketing Tech is that it's not just one single version of the world that you apply to many companies,
there's like a million variations that I've seen and they all kind of look to solve the same problem.

AR ERIE:

BENTREBBIF, £ Ramp, HAINMREZEB K, MAKINZE—XKB2B A7, EBHI1E— B2C AWK
AT, HRMNSZRRMAFAHILMIMTESTRIERUEREERF. RMNE-TENNEWZERI, 275
RAMEHE KRR FiLl, MarTech WEEFXERSH. RINNZUERERRAEBIMS —EFZ—1H
UEREIFMEQENE—RN, RINILEEAMEE, EelEh LT RERREEIER,

(00:10:00) Lenny
English:

So, to make it even more specific and really simple for people to think about what someone in MarTech
does, essentially it's using technology and tools to drive growth. Is that a simple way of thinking about

this one specific roles?
FRCERIE:

FREL, ATIERKEAE, EfREMIERE MarTech AGRTE, XNEEMEFARAMTARRKER. X2
X MIE A BN —MERSTD?

(00:10:11) Austin Hay
English:

Totally. That's exactly right. And | have this adage | always say, which is tools are just meant to solve
problems. And the problem set for marketing technologists and business technologists is you focus on

the tools.
RS ERIF:

TlEf. RE—AERNIE: TRARBATHRNEMEFEN. MEFERKATHKNSRATREFRIR
A, METITXETR,



(00:10:24) Lenny
English:

And so when someone currently say listening doesn't have a MarTech person and they're thinking about,
hey, is this a gap we have? What is that slice of work that a MarTech person would take if they currently
have say a growth team or a growth PM that's leading growth and a growth team around them?

FROCERIR:

B4, MRIMEBRARNQEEEE MarTech T5, MITEER: IR, XEHRMNBERZ? * MRBIIEF
BEA—MEKEP, HEE—MEKTREEENFIEKIIE, B4 MarTech TRETFW—EB0 TIEE?

(00:10:40) Austin Hay
English:

This comes up all the time, by the way, | talk to businesses every year that have this problem of we have a
growth team, we're growing pretty fast. We have a guy that we hired, usually an engineer who stood up all
these tools for us. Or it could be gal too just to be clear, but this person has been here for two years and
knows all of our systems really well, but now they're becoming overwhelmed. They don't have enough
time. The systems are too complex. This is the flavor of story that | hear so often around startups who
have hired a great growth person and managed tools and systems, but at some point they reach that
point in time where it's no longer manageable by one person or even a set of people. And that slice of
works looks like setting up new tools, building new tools on top of them because a lot of times you'll take
a third party tool, call it like a segment or an amplitude, and you'll build tooling in your own stack behind
it to power something much more advanced.

AR ERIE:

IER—T, XMEREERE, ZEFMHIM—LEEIGXFHRMIEIIR: FMNBE—TEKER, EKR
R HMNET—TA, BERIREM, MERINMNERTAEXETIR, XITAFTREEEERX)LFTRE, WK
MRS TIER, BREMNARTEERT. WIBEEBHE, RAFHERIRERT . XE2HEVEL
RE)REFERENSRE: MR T —MRENERAGKEETIAMAS, BETEMNER, XERARHEE
BPNANBEENAANBNMNRF TN, BRSO ILFEE: REFIR, ENAEIAZ EMEFRTR, AANRZHN
BREXAE=FTHR (Lbi Segment 8 Amplitude) , SAFEMRE SHIRARPHEFHE TAREKNESR
HYZhEE.

(00:11:35) Austin Hay (Continued)
English:

And everybody thinks that marketing technology is just the third party tools, but actually it's designing,
architecting and building that stuff on top of your third party tools. That's how you actually have a lot of
velocity is thinking about not just build versus buy. It's build and buy now. So, you buy the tool to get 90%
of the way there and then you build the cool thing on top with the other 10%. And so that architecting
decision usually falls on this person. The one really unsexy part of it, which | tend to love because it's
really high leverage is the contract part. When you start out as a business, you sign any contract you want
with a third party because you're just trying to get going. You have much bigger problems, product
market fit, staying alive, runway. But at some point as you scale and you're starting to make money, now
you start to care more about not just how much money you're making but how much money you're
losing usually from contrasting Saas tools.



AR ERIE:

ARBMUNEERARBXTE=ZAIE, EXFLERXTEF=ZFTAZ E#TIRIT. REOMWE, X
RIFRFESRENAN: FEREER “BHERWXE" (buildvsbuy), MERE “BHMMEE" (build and
buy)o fRIEETHRSTHL 90% KIEM TR, SAEARITH 10% EHE LEWREIZAIThEE. XFERMRARE
BHXNMAAR. EHE—NEE “FUHR 09552, BEROIARER, EAENIHERS, BRESEM
Do HIRNIFEEILE, MMEATRERIMEZBEME=ZSER. (REERNRREZRR: ~mhizkic
(PMF). £%&. &R, BHRMET RHAFEEREN, MAXROBRT 2D, EFRX05 TS0 —@E
EHTEM SaaS TABFEIERD.

(00:12:24) Austin Hay (Continued)
English:

And so that's where you start to have more scrutiny around what types of deals are we signing, what are
the terms? Do we have liability exposure? What's it going to cost us if we actually scale? And it's great that
we have this cool rate at 500 MTUs, what happens when we have a million MPUs? So, | worked at
mParticle, which was a CDP provider for a long time and | was their VP of growth and part of their SaaS
vendor strategy is like, how can we design these cost structures in a way so that at the company scales we
make more money? That's just part of the business. And so if you have that mindset of, well, I'm looking
out for the business not just now, but two 30 years in the future, that's where you can also have a lot of
value from a systems or marketing technologist.

FROCERIR:

XERARE R EE . HNENRAAFRINN? FREMFA? HNEREXNLG? NRENERMEKL
T, REAZRZEZM? WAE 500 N MTU (BREBEAF) BNMERYE, EZH3(1E 100 51 MTU =L EH
4?7 I 7E CDP 2R mParticle TETRKAYE], EEEKRISS. fthi] SaaS HNUEREEH—EBDTE

AN X E R AL, UEEATNRYT ARRNERESH? XMERiZE, L, MRFEEXM

ODE—FMXERE, EERKB=TFHNLSZ —BAA—BRANEHFKAETX, REELIEERBMN
1B

(00:13:05) Lenny
English:

Maybe a sign that you should start thinking about a MarTech person on a growth team is what I'm hearing
is you're starting to accumulate all these different tools and maybe there's a sense that you could be a lot
more efficient in connecting data and the backend infrastructure for how you think about growth and

how you drive growth and measure growth.

FRCERIR:

IrEesk, MRAFFBMBSMHMAENIR, HARREIEERME. WEERKKERY. Rt KUK ST
KAEAUZESESN, XAgEmE— M55, RBRNIZEEEEKEAFSIA—S MarTech E5 T,

(00:13:24) Austin Hay
English:

Yeah, efficiency and pain. | would say pain drives people more. It's like, hey, we can't do something

because nobody knows this thing. We can't do something because we don't know the best way to set up



these tools or to change these tools or we can't even move forward where a business plan because we're
worried that changing our tools might have an impact. And usually this is related to email marketing tools
and data tools, so like CDPs and folks like Braze interval and just because a lot of times your email is the
thing driving recurring customers to come back to your product and use it. So, you can't actually
sometimes make the changes you want without understanding how something was set up in the first
place.

FROCERIR:

TR, MEMES. IR “BE EREAN. tbil: TR, BIVTKEMESSE, ANRKAEZINRAE,”
FE BITEMES, BAFNFAAERENEAXETANREARA.” EE “HITE#E#H S,
ARIMHEOERTASFEHERM.” BEXSHEEHETAMBIETLR (0 CDP. Braze®) AX. AR
ZiHE, MEERHERFERHER~@mIIXE, I, MRFARTRRVEELIREN, BIRRETE
HITERENEL,

(00:14:03) Lenny
English:

You talked about where this person would live in the organization. There's all these different places. |
talked about revenue team, maybe the ops team, maybe growth team, marketing team. What's your

general advice for who should lead the hiring of this role and also just roughly who should they report to?
R EIE:

RiREl T XPMATRARPZLTHAMNE, BREFEERE: EWHEN. TEE. BKEK. EFEE
Fho R TN ZESXMAGBEE, URMITABMZMAIELHR, BHASENEINTG?

(00:14:21) Austin Hay
English:

So, I have not to shamelessly plug my Reforge course in the fall, but I'm going to be shamelessly plug my
Reforge course in the fall. We have this awesome matrix that we built that shows where this person
should live, what they do, who they should report into, and it's all part of the fall course if you want like
the deep dive into it. There's going to be a section on it, but just the gist of it is | first like to break it down
into two dimensions. First is a B2C company or B2B company. And then the second dimension is how
important is it to you that this person report into a specific function or not? So, first with B2C and really
maybe a simpler version of that is centralized versus decentralized. So, we have B2C, B2B, centralized,
decentralized. In a B2C organization | think actually thinks it's quite simple.

AR ERIE:

BARTEEER KL HETAZDN Reforge IR12, BRERBHHFE—To HMNEILT - EEERENE, BR
TREMANZEFAME. B4 EECHR. MRFERANTR, REREESIE - NEIINEDT, Bl
BRE, REREMBNMEERFRE. $—= B2C REEE B2B 28, H2: XN ARSERRESR LCHK
MRKRBESER? BLE B2C, ERENRAR POk’ B2 “FHhoW” o FRUAIA1E B2C. B2B. &
M. EFROEXIMASR, 72 B2CHRH, HIANHLEEREMN,

(00:15:08) Austin Hay (Continued)

English:



Most of the time your tools, your marketing tools are intended to help the growth team. The growth team
has a job to be done, which is to spur user growth and tools are just meant to solve the problem. So,
marketing technology's job is to serve the growth team. Now it obviously serves product and analytics
and data, but its key stakeholder and customer is the marketing or growth function. And so | think it
makes a lot of sense that if you're designing an org under a CMO or a marketing person, you put
marketing technology alongside your head of growth or maybe reporting into your head of growth
depending on the seniority of the person. And that works quite well. The key thing there is you just want
to make sure that this marketing technology person is a really strong technical architect or some type of
technical operator because they're going to be your representation to the product in engineering orgs.

AR ERIE:

ARZHEHE, (ROOEHETRAZAN T EERE. BREAMNESERABAER, MITAREANTRRAZD
B, PR, ERERANRIEZRS TEKEN. BRACEABRST=m. DRNHEST], EEZOM =
BXENZF EEHSIE KRG, FtHIAT, WWRIRE CMO HEHA T A TIRITAHRARN, BEHFRARBIE
BRAFAZE, HERBEZHOERATALR, REESEN, XMRXEFERT. XBET, REH
RX4 MarTech AGRRB— T FEBANKAREMREATEE, BAMITKEEIRS =M IERR @R
o

(00:15:53) Austin Hay (Continued)
English:

Now, some people take a little bit of a slight twist on that. They say, hey, | have a product manager who
manages growth that comes from the PM side. You could have a platform PM that serves the same thing
in MarTech and they're responsible for all internal platform systems. And then you get into questions of
does that belong in product ops or not? And I'm not going to go there. But for B2C, that's the centralized
function. For B2C decentralized, what you do instead is you just say like, hey, we're going to have one of
these systems, people in every org. Product is going to have a product ops person and growth is going to
have a growth ops person, engineering will have engineering ops, and then we kind of divide the lines
based on what tools they're managing. | generally don't see that working very well just because as you
add more operational people, it just creates more systems.

AR ERIE:

oE, BEASEHZE—T. xR %, HE-ITARERNTREE, MEM PMEREFRE” R
WA LBE—NFE PM, £ MarTech (URBREFEIE, ASMERSBTFERS. ARSI RIXZERE T
miZE (Product Ops) BIEIER, HMAHMRT. XF B2C, XE2HOLEREE, EF B2C MIEHPOUEL, #
AR ARTHIISMZH— T XEARRAGNA. FmafE~miEE, BERBEEKEE, ITEHEIRE
g, ARREMNEENTARIS R, HEERSXMRINERALF, BAMREMNZEAGNS, ghiE
GRE S

(00:16:39) Austin Hay (Continued)
English:

And so unless you're a massive company where you need that type of scale, | think most startups should
avoid that decentralized model. And then for B2B, | think B2B is really messy because not only do you
have pure B2B where you're only selling to enterprises, but you have this concept of B2B2C, which is
where you're actually selling to users and to businesses sometimes at the top of the funnel and the
bottom, but also sometimes at the same time like notion. Notion sells to users so, they have a little
growth acquisition funnel at the top, but then they also sell to businesses. | find there's really, again,



there's two ways decentralized or centralized actually at Ramp we've gone back and forth between the
two models. We started centralized with the Rev ops group, we decentralized it and put marketing
technology into the CMO org and now we're rolling it back into the revenue operations org Largely has to
do with who is our customer?

FRCERIR:

FREL, BRIFMRR—HKFERMAENAREQE, BUHIAAKRSBIEIARNZERXMEROUER. EF
B2B, A7y B2B HRYREL, RARAFEAFELATIR B2B, EF B2B2C B —BEMRBRTERH s
LR, ERERGE, ER Notion BBIFRFERT#1T, Notion 2L NMARBF, FRLURSHIRE —MEK
REWT, BtERAEL, BRERMEZERMAN: EROMHHF O, EFFLEE Ramp, HITEXFHHMH
BRzEREHZK. BRINTRFBREEEBIZE (RevOps) ATFHRITHOML, EREFOLUEBEHERAKET
CMOAHRE, MEKNEEARTEWEELS ., XRAFZEELIURT: EHERINER?

(00:17:28) Austin Hay (Continued)
English:

Whose problems are we solving and where are resources allocated? Because if you have a decentralized
model, then you run the risk of having to have lots of resources decentralized across the team. And the
question is, can that function actually get work done or resources spread too thin and the priorities on
align that it makes it challenging to get work done. And yeah, | would just say especially on B2B, for
people out there listening, there is no right answer. And | even think that marketing technology could live
in product, it could also live in engineering. Some of this has to do with who is the leader of this function.
If it blends more towards ops, meaning managing processes and systems, then yeah, maybe you want to
decentralize it and keep it in its representative function. If you have a really technical leader who was an
architect or a PM that might indicate where that person should actually be leading their team. So, it's very

case specific, which | know is a terrible answer, but it's the way it is.
FhCERIE:

FAVERRRENRE? FRDEEME? RANNRERAEROURN, MRIEIRRRDEES THEABIX
f, EEE, XPEREEEMEESTRIIES? RRHREMISINE, MARF—H, SEIIEMELUEHR, IR
YL, $5502TE B2B JuEl, MFEAERTENE, KREMEER. REFIANEERARTUBE” @R, B
AL RESR. XTE—ERE LEURTXPMRENASER . MREERAEZE (Ops), MEERENR
4, WAWFRBILEERON, BESENRES ). IRMFE—TFEBERANARE, tMEEREINR
PM, ABAIREFURE M IZEMEAFHEN. FILXIEBEEERKER, RAEXNERRER, EEIREX
o

(00:18:25) Lenny
English:

Makes total sense. If someone were to hire someone like in Austin, are you doing the work yourself? Are
you an IC for quite a while or do you end up building a team, say engineers that are building some of this
infrastructure, how does that usually play out?

AR ERIE:

B, MREARRE Austin XEFRIA, REFBHFHIT? MWBRK—BNENTASZERE (0), &
ERATHZ—TER, IESTRRMRAEXERMISRE? BEE LS EHFN?



(00:18:38) Austin Hay
English:

| think all marketing technologists at some level are ICs. | think it's a great job personally, because | get to
be an IC and a manager. You have to be an IC in that, you are the most senior technical expert on all first
party and third party systems. So, you have to know really well how third party tools work and you don't
know that without doing the work yourself. So, | do find that some of the best marketing technologists
have at least at some point in the last five years, been an operator and expert managing tools and

systems. And then usually the teams are small and super cross-functional.

AR ERIE:

HINNFIENEERATRERMEE LERZ IC. B TARSXERE—MRENTIE, HAKAILURERICXEE
BE, MBARIC, AAMEBAASE—ANEZLRARRERNKAETR. ROMIFETHE=STAEZN
IEfERY, MRTEBDTF, MBLEZZEXLEN, FAUEAN, —ERUEFHNEHRATREIERLESR,
EVEFETMBREBREETANAKNKRBRENETR, BEXKBANRER, BEBRZRNEIRERM,.

(00:19:10) Austin Hay (Continued)
English:

So, what | would say is more important to look for than how many people has this person managed is
how well can they manage upward, laterally and downward because they're going to have to go talk to
the head of rev ops if they want to change something in Salesforce, they're going to have to talk to the VP
of product if they want to make a big platform change that touches something else. They're going to be
relying constantly on data resources from their head of data. So, | think that this person, the secret sauce
is more of how good of a cross-functional team player are they. | almost view them like a true quarterback
every [inaudible 00:19:41] says people are quarterbacks. But really marketing technology because it lives
between so many departments, it plays that role of having to call plays and pull on different
departments.

FRCERIR:

FRAFARN, BEETFXPAERIZ DA, BEEEMNREMITR L. ERMNE TEENEEN. EAMRE(1E
4 Salesforce EMAA, MIBEAMEWESELTAK,; MRMINTEM— NI REMFTNERTEEE, W
FENMF@BEISHK. MINESTEERBEBIEA T ARMIBIER R, FIUEREEX AN “WEHRE E%
AT MIRER—MABHERERAMNMESSE., HI/LFIEMIIEFRERN “WHRE" (quarterback) —
BAETARBEZRECENNE, EERKARARTIAZEIZE, BEHETBTESHELSHIBDAR
IR,

(00:19:50) Lenny
English:

And because it sounds like you don't have a team to do some of these things and you need to convince
people to help you out.

FRSCERIF:
MmAREFR, FAIREETITMEARMXLESE, FRREERIRDIAFRER,

(00:19:56) Austin Hay



English:

Totally. Yeah. It's a game of persuasion and salesmanship. You have to convince people why the problems
are big and especially as you get bigger, a lot of the decisions or problems of marketing technology are
not about rapidly making a huge transformation. It's slow transformation that can have big implications.
I'll just give you one example. Like lots of big companies | talked to have two CDPs or two attribution tools
and it's like there's the cost problem. How do we get rid of this secondary tool to reduce the cost? Maybe
it's a million dollars, but there's also the complexity and decision-making problem. How do we make
people move and work faster by not having the complexity of asking, which tool do I use in such a simple
decision?

AR ERIE:

TRIEf. XE—HURRMEHENER. ROTULAMTEEXLERBERTE, HHEMEQARNNREKN, EH
BRANTFZARRAEHFBRTREAITERNEE, MEXTRLEAIEFEEATMAEREERE, 210
F. RO REAARNHEMRE COP HARETATER, XFMNERKEA—UNRAEEE N TARTER
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B XMEZE, AT TIFSER?

(00:20:39) Austin Hay (Continued)
English:

And then you get to a really big scale at Walmart where your problem isn't even. How do we consolidate
the stack and make it so tools that are helpful for people, but how do we prevent from getting back to
that state? How do we put safeguards in place to make sure people actually have access to the tools that
they want and can solve their problems? But we're not introducing duplicative tech into our organization
because a really well-known, sorry to put SaaS vendors on the spot here, but well-known Saa$S vendor
plays the land and expand motion. You get in small and then you grow your business. Well, that's a
distinct problem for businesses that are trying to control costs and simplify the way the world works.

AR ERIE:

SIMREGRRBAFNEAMERN, REEEFBR “BIMNNABEGEARHILTIAMAER" , ME K
ITanfEIFs LERIZIBRMURELIAZS? 7 VOB ILRENS, WERANBERSBENIARBRRAE, XA
FEALRIINEENEA? ANRSHAERY SaaS HNE (WHMEXERRT) GNE “T#HEANBY K (land
and expand) BYERB&, MIISEMAMREIN, ARRET KilkSS. W FRBEHEERRAEHELEEIRNE
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(00:21:15) Lenny
English:

| want to talk about tools that you recommend and use most often, but I'm thinking maybe we start with
a different question, which is around just what does your day look like as a MarTech person? What are you
doing day to day and from the lens of your growth PM listening or a leader listening and what could this
person do for me and how much leverage can | get if | were to find a MarTech person?

FROCERIR:

REPIMTREFENRERNIR, EREBBLIFRIATUEMS—NREFIE: FA—R MarTech 5, R
W—REEFR? (REBXREEMAIA? NIATERIEK PM XMSENRERE, XTARARMAEA? 0R
F—1 MarTech 51, HEERSSRBIIIATRN?



(00:21:37) Austin Hay
English:

There's half of marketing technology, which I would call somewhat administrative and high leverage. It's
managing Pl requests and PI technology, managing administrative stuff like contracts and admittance to
tools and permissions. This is all at a big company scale. You probably don't do this when you're a small
company, but that stuff matters because give you an example, you give edit access to somebody who
wants HubSpot and they send a fake email test to a million people and now you're on Twitter being
embarrassed as a company. It's like-

FROCERIR:

EHERAE—FNIE, HEMZAEMTERIEESIIRIE, LLNEEPI (PASHER) ERMBXEK
A, EBEGEE. TREANINRZENITHES. XBEREAATMRT. RENQBEERAHXLE,
BXLERREE, M F: R T —MEE HubSpot SIRMIASRIENIR, LRMAE—BHTART —HNLHR
%, MEMIIATE Twitter EERTHE. ME&E—

(00:22:12) Lenny
English:

Does that happen to you?
R EE:

XKREFERS EZ05?

(00:22:13) Austin Hay
English:

It hasn't happen to me. But I've gotten the emails from certain companies where it's like, this is a test and
it came from an intern.

AR ERIE:
REEERS E, BRKEISELEATNHE, REEE “XE—NMit” , MERLIEAM.

(00:22:20) Lenny
English:

Yeah, same.

R EE:

=, BRI,

(00:22:20) Austin Hay

English:



You're like, that's just permissioning gone wrong. So, | think a big part of the role is designing systems
that are automated to handle that stuff because ideally you don't want to be sitting around in your
computer all day clicking one conductor request to approve permissions. You should look at the role,
look at the experience of tenure and department and make a decision about which accesses you get. So,
automating that is a big part of my job. The manual part of my job, which | feel like is actually really fun, is
again the designing systems and contracts for the future. So, it's about how do we design a system and
create a vision and persuade people about what our system technology can look like over the course of
one to two years, the time span that | usually look at. And then how do you change state from then to
now? Some of that has to bring in financials and contracts. That's where this plays a role. What are our
contract terms today? What's the price we're paying? What is our growth going to be?

FRCERIR:

5T, BABEENREZEL TR FAUFUAAZTBERNRA—HBIZIRITEIURSERVIEXLESE,
ENERERT, RABERLEEMAREHEMNRIIER, MNIZRIEAE. NRERMEIRRERS
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(00:23:12) Austin Hay (Continued)
English:

Can we build a financial model to show how much it's going to cost us both in terms of operational
efficiency and actual real fixed and variable costs to end up in that state? And then how do | create a
graceful argument to persuade people that we should spend engineering time and resources? And
usually it nets out pretty clear. It's like if it's less than a certain amount, how do you justify spending any
engineering time on it? You have to wait for the problem to become big enough. But then back to your
other point around how do | give growth managers out there something useful. | would say the big thing
that people forget in an early stage of a company's lifetime is that the company will outlast you,
hopefully. You will not be the last growth manager unless the company fails. So, | tend to take a little bit

of a different approach than most, which is like | think you should always be thinking about the future.
R EIE:

BANESEL—TMSRE, BRATREPIRES, BITECSERRUNEFRNEEMZME EERAS
D2 Ale, FEMARE—MUEENIER, RIRARKNMIZGRATRZNEMNZR? BELSRRAEW: WRK
KRFEANHE, (REMIEBRALIZNENGER. MORFNRERFEB R, BREIRXFNFSGIEK
SBRMBEARNRE, H8R, EARRHNE, MIEESZTIEN—RE: 28 (F8) IURFHEE
Ao FRIFRFEH, SNRFZRRE—AEKEE, FRURMETFRN—MSXAENGZE, BE: FHiA
FRRIZIBEE FBR Ko

(00:24:02) Austin Hay (Continued)
English:

That doesn't necessarily mean you should make design choices that over index towards the future so
much that you miss product market fit or you make poor product decisions. But when you set up tools
and you pick tools and you implement them, you should be thinking, what's going to happen a year from
now if | don't change anything? And is this going to be a catastrophic situation or not? And then try to take



actions to mitigate that risk. Some examples are like if it's $2,000 to get SSO and two days to set it up and
that prevents you from having a security problem where somebody downloads all your users, it seems
like a great investment.

AR ERIE:

EHABRERNIZM S ERMERRAIZITESE, UETHERXFRHHNLE (PMF) S HERRN ™~ mR
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(00:24:37) Austin Hay (Continued)
English:

And guess what? Over time, if you don't do that, you're going to eventually have to hire an IT person to go
and set up SSF for all your tools. So, some of this is more of just being a good steward about managing
first and third party tools with an eye towards the future. It's always a trade-off, right? Because the more
time you spend when you're building product early in a company's lifetime, that time could be spent on
other things. So, if you waste it managing third party tools or setting up correctly, then maybe you miss
out on a key product feature. So, | think it is a tough balance to strike.

AR ERIE:

MBMRBEAE? HENERES, MRRILEFAILAM, MELEERTE—NIT ARKANREIARE
SSO. FL, XERAEELRARMFA—ITEFN "EX" , UKEZEHNRICEEE-—FANE=ZSTHR, XEE—
AR, WIE? RAEAR SRR @Y, (RENNEES, mEREFEEREEERHMEB L. MR
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(00:25:06) Lenny
English:

Coming back to the different kind of roles within the growth umbrella, if someone has someone leading
paid growth let's say, and they're just like a paid growth person, do you also find a MarTech person to
work alongside this person? How connected would you be to someone that's just responsible for paid
growth?

FROCERIR:

EEEKERTHRRAR, MRBEAAFMEEK (Paid Growth) , ffITIE— MR EIEKALR, R
ZH— MarTech T ZMXMABEID? RE—NEIARMRERKNAZBNKAZE S EE?

(00:25:24) Austin Hay
English:

Maybe a key differentiator too. We didn't talk about this in the beginning, but there's marketing
technology and marketing operations. So, in my mind, this is just my own kind of mental framework is
marketing technology has tech in it. So, it's usually an engineer or somebody with an engineering
background doing that function. Marketing operations is usually not always technical. Maybe a systems
analyst or business analyst could be somebody really, really smart, but they may not have an engineering



background. So, | think that's a key distinction too. And you typically see that in B2B where you'll have
mar ops function, which is setting up campaigns, sending email blasts, debugging, doing analytics work,
SQL queries, all semi-technical work but not engineering based. So, in my mind when we talk about
marketing technology, I'm really thinking it as an engineering based role and even by background, I'm
not a software engineer, but | was a civil engineer and | learned how to program and | went through a
bunch of coding to get there.

FROCERIR:

XEAREEA— M RBHXA. F—FHERIRE, MBI “EFEA” (Marketing Technology) # “EiHiz
&” (Marketing Operations) . EHHEBLERE, EHEKRAEEE “KAR” . Fill, BERHIRBIIHEL
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(00:26:21) Austin Hay (Continued)
English:

So, that's my way into the engineering world. And you typically find that a lot with marketing
technologists in particular is they either are software engineers or they've gotten enough experience to
moonlight as software engineers. And so we get to this problem set of a user acquisition person. How
would they rely on a marketing technologist? Well, | think the most superhuman user acquisition people
out there are engineers and they don't need a marketing technologist because they set up the tool
themself. They know how the paid campaign runs and they just do it all. And you'll typically find these
super humans at small startups where the engineer is just told by the co-founder, hey, go figure out how
Facebook ads work. And superhuman is born. More often though that doesn't happen. Or those people
once they do it once, they never want to do it again. So, you'll typically find the role split and that's the
natural thing that happens.

FROCERIR:

EMEBREANLREERNAR. (LM, FHIREERKATRT, WNEBEALSRENGIREN, EAB
ZFRT BBRVZIN A LIFRIREER M Ti2W. ARAMEIAFAIRE (UA) ARBYEE: MIM0AERHBEHREKRAE
K? FAA, RINRH UA ARESRELEN, IIFFEEHEATH, BAtIECHMERETR, ]
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EANE—RE, mBHAEMHT. F, MEEREIAGDHTF, XEBEAMAXREN.

(00:27:13) Austin Hay (Continued)
English:

As you scale, you divide responsibility and you'll see you'll have the person who's responsible for bidding
and acquiring users and paying down those campaign costs. Then you have the person who's in charge of
how does it all work? How do we get this thing to actually run? And that's very similar to what we have at
Ramp. We have an amazing user acquisition team. | know Sri Batchu was on here a while back. He hired a
guy named Cody Morgan at Ramp who has a user acquisition team. And the way to think of it is, my job is
to help support them in running all their campaign needs and when they have a directive from the CEO
that says we need to improve CAC or change any of our metrics, it's my job to partner with them to help



them do that. And actually one of the coolest and most fun projects that we worked on early when |
joined Ramped is we were optimizing.

AR ERIE:

FEERMIEYT K, MREDIRE: MEE—MhaiREN. REBFPNZSEDIREIHA; AESES—1ARR

“R—IRMENE1ERN? HITNENLXERFAEIERR? 7 XFMENE Ramp HFERIEEEM. EIIE—
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(00:27:55) Austin Hay (Continued)
English:

We're trying to get top of funnel data all the way down to the bottom of the funnel and tie it with
opportunity data so we could send that back to the ad network so that rather than optimizing your
campaign off of when a user clicks a button on the website, you're actually optimizing it off of did the
opportunity occur and what was the kind of ideal value for that opportunity? And you're sending that
data as a synthetic event back to Facebook and all those guys. So, it can be really cool and super

advanced stuff depending how deep on the funnel you get and how complex your business is.
R EIE:

HNAER R TN SIE-ERFIRRE, FRES “BH (opportunity) HEXEKER, AFXKME
GBrrERNS. XE—K, (RRAEERERF R EMISRERMILES), MEREENEE™EURIZEIA
AN ERLL. FRXERIEFEN “GHlEMH" (syntheticevent) %[El4 Facebook FF &, XAILIZEIF
FBEREBRIHNARA, BURTIRMRZERE UKL SHEREE.,

(00:28:25) Lenny
English:

So, you're generally not running campaigns of your own unsafe Facebook or AdWords. You're mostly as a
MarTech person supporting people who are doing that.

AR ERIE:

Frd, fR@EA=BCE Facebook ¢ AdWords £ &7EDh. 1E/9 MarTech 5, REERZFIBLHE
BB Ao

(00:28:34) Austin Hay
English:

Yeah.

R EE:

=0,

(00:28:35) Lenny



English:
Awesome.
FRCEIE:
XET,

(00:28:35) Austin Hay

English:

Helping them use tools and technologies to do it.
FRCERIE:

FEEth{]F A TR B ARSI B 7.

(00:28:38) Lenny
English:

Great. Do people give you goals? Are you responsible for growth goals of your own? And in general, are
MarTech people, should they have goals and growth goals on their plate or are they just there to support
people who do?

AR ERIE:

KEF7T . AMASHBIMLEBRD? RESHTIEKBERE? SRIKE, MarTech AGNZABIZKERG? 1B
RUMINREN T SZHHREF BIRIA?

(00:28:52) Austin Hay
English:

Oh, that's a great question and | would like, maybe this is at the end of the podcast, we ask people about
this because | would love to know what is a better version of goaling? So, there's two ways that I've
thought of it. One is my goals are directly tied to the people I'm serving. So, if user acquisition has, | mean
we do, we have a growth goal and we have a CAC goal at Ramp. So, my goals are tied to them, so I'm
going to help make sure that that is achieved, but then there's also a cost and efficiency goal that |
internally think is valuable. Whether or not the business thinks it is valuable, it doesn't really matter. |
come from a sales background and | like to run lean and efficient teams, and so I'm always thinking to

myself, how much were the tools when | came in, how much are they now?
R EE:

MR, XR— MR BIFERTERIFNAILRIEAR, EAFKBEIMEEFNEMREREZH 4. &K
BRMEEL. F—ME: RNETERSHIRSHAER, bl UABRAEBAn—7 Ramp, F(1#HKLHE
KB CAC BT, FRUFBBERZMMNBERN, REBHRILEETER. BRIz, EEHDAIAS
BENENREINBERET. TIERARRTUNANXENE, XBFEE, ZEHEEFR, EREBTHRESRHE
PA, FRUERERER: RNRNITART SV, WERTZOH?

(00:29:34) Austin Hay (Continued)



English:

Have | set us up for success so that as we grow, our cost per user or cost per seat comes down and how
much more efficient are we because of that? The ideal world is that you actually are growing as a
business making more money, hiring more people, acquiring more users, and your total cost of tooling
per person goes down. That's like the dream. And there's lots of ways you can build that financial model,
but | mean that's what | think most marketing technology leaders should strive for is to make sure that
they're controlling costs over time because most businesses don't. There can be some goals that are
discreet in nature that are not cost-efficient, but more like net capability related. So, it's like, hey, we want
to design a first party system that's world-class that achieves these three goals, right? Maybe you want to
incorporate artificial intelligence into some part of our product platform and incorporate third party
tools.

FRCERIR:

GEDARINTT T T B, UEREERIERK, ABPRASNAIREMMAEERTHR? RIRELREST %
DOHER? BRNERE: WSEEK, RESNE, BEZHA, FNESHNAF, MANIASHAKINET
o XMBRZM. MAIBIRESABUXMMSER, BRINNARSHEBERANSENZSE NHRES
B BB IEBIEM D, RARSERELFHFEX—R. SR, WAEE—ERUNEREANZO. MERR
“FEEN BBEEEM. b 1R, RO —MERENE—F RS, RUAX=1BR.” SEIREE™
mFERRERDIIANALERE, ABRGFE=AT1E,

(00:30:25) Austin Hay (Continued)
English:

And those are more like discrete product goals. In the same way that a business might launch an external
product goal to launch a feature, they sometimes also might have internal product goals, clean up our
revenue operations systems, make our email marketing system better. In particular, email marketing is
one | see come often a lot with small businesses and even medium-sized businesses where they'll have
picked a tool at the start of the company's lifecycle and as the company has grown, they've outgrown that
tool. They need to move to a Braze or Marketo. And so there'll be a big six-month initiative to say, we just
got to switch. That's the goal. We have to safely get off this small tool to a much bigger, more complex
tool that's going to cost us more. It's a lot more complex, but we need to do it without losing money.
That's usually the job of a MarTech person in some type of change transformation effort.

AR ERIE:

XEFEGEEHRN™RET. MEELSATEHBENEMEEIINB=REF—F, MIEREEBERI
mBtn: BEBWEERS, MAMEEHERES. FISMGEH, REEETNAEEFRE I PEFRXMHE
B ERABRIMEET —1MTA, MEATRK, M ITAEBLEFBAT. MIFEEH%E Braze
Marketo, FREE— MR TNANEARTE: “BIISXATRTIA,” XMEBR. RIMNELEMMX /)N
TAFBI—IEKR EEF BAESHNIA, XEEESR, BERINEFEBEFRRRBANNER TRR. XiE@
B& MarTech ARTEEMEZEE TEPIERER,

(00:31:14) Lenny
English:

Perfect segue to where | wanted to go, which is tooling and your recommendations and favorite tools.
And so maybe we start with just what do you find as a good starting tool stack for people starting to think
about MarTech and basically growth, and then what does it end up being generally?



AR ERIE:

XFERMERE T HRMENER: TA. FREFURFRERN IR, B4, HMNEMNIEFSG: XTFRIF
455 78 MarTech MERBIARKIG, MIANTARTFHINIRTAR? MEELRR, CBEREASTMARE?

(00:31:32) Austin Hay
English:

In terms of stack, again, we think about B2B and B2C. B2C | would say the stack was largely solved from
2017 to 2020. We've had like a renaissance of the data architecture, so what I'm going to do is I'm dig
through B2C then and now and then we can go B2B then and now.

AR ERIE:

XTFIA%, HNNERESD B2B M B2C, T B2C, HRIHT AT 2017 F£E 2020 FERELEARERT . K
MNER T —EIERMNE N, FRUBITEAMIE—T B2C I EXMIMTE, ASBH B2B AU XML,

(00:31:52) Lenny
English:

Great.

R EE:

XIFTo

(00:31:52) Austin Hay
English:

Okay. So, B2C, if you back up to 2016, 2017, you have segment and the rise of the CDP. Consumer based
businesses have to collect a user and tie a bunch of data to them and then track their actions to send it
out to performance ad networks and email marketing tools and product analytics tools. And so you
would see this very commoditized stack. It would be like CDP in the middle bunch of tools connected.
The promise of the CDP was you integrate one SDK, your engineers don't hate you send all the data to the
other tools you can create audiences.

FROCERIR:

%%, ¥F B2C, SNRMREIZEI 2016, 2017 &, {RREEI Segment A1 CDP MIIERZ, EFEIHERE M SHAUE
AFER, B—EHIES 22X, AGEBRMIINITA, FRELZXIMRENE. HMEEETAN~R7D
MIR, FRUREBEEIXMIEETTENMNITAEK: COP T, EEE—HTHE, CDPHAIER: MMRAEE
F— SDK, {RTIRMMASITRIR, REIBAEHIBELEIIEMTE, R URIBZREHET

(00:32:26) Austin Hay (Continued)
English:

Great. Lasted for a long time. The thing about it though that I think really changed around 2020 is that the
cost of ownership of warehousing became much cheaper. And 2021, you start getting to the place where
it actually makes a lot of sense and is really easy to store all your data in a warehouse model all your data
in the warehouse, and to do it without needing a vast data team. | would say Airbnb was probably doing



all this well before anybody else was, but they had the main advantage of a lot of money and a lot of
resources. So, now come 2020, it's cost-efficient to have a data team with your own warehouse and to
manage data centrally in something like Snowflake. So, now this question is like, okay, well we got to get
data into the warehouse, but how do we move data around is totally different.

FRCERIR:

A#ET, XERAFETRA. BRIANE 2020 FEARET —TMERZN: HEHIEECE (warehousing)
MRAZREERSS. 27 2021 &, BAFBMIEFEECED. ACETER, HEFFERANEIEHAMT
RESKI, XLFBEEBAEXERH. HEW Airbnb ETBELLIER AR REMBOXL, EMIIEHRMFRNEXRMR
Fo BT 2020 F, HBEBECHCEMZIER, HEHK Snowflake XEFERTE LEFERKE, ELTEAR
B4, FRAIIERREZA T . B, KERHEEFECE, BNABahSENTERET.

(00:33:11) Austin Hay (Continued)
English:

And that's what really led to the rise of reverse ETLs. So, now you can actually build your own CDP and
lots of businesses already have, I'm consulting with a well known financial trading platform a couple of
months back, and they have a CDP, they have all this internal data in their warehouse, but they have not
been able to activate it because it's pretty old architecture. Everything's batch based end of the day. What
they need is a reverse ETL. They don't need to take that data and just get it out into the world. So, they
need the reverse ETL component or the transformation component of a CDP. And so I'd say now today
when we think about B2C businesses, you can either go to the traditional route, buy CDP, hook up all your
tools, third party.

FROCERIR:

XFRIERE “RMETL”  (reverse ETL) IBEMER, IEMREMRLATUEESSH COP, REBIWEEXA
7. NOBRIBEA—RMBNEMR5TFEIRHESIE, 15 COP, CEREEMAEXLEAIILIE, Bihil—
BRABEXLEHIE, BARMAXET. IERASBEETEXRERNNMLIE, MIFENERME ETL, i
MNEZBEIEHEIMNEPE R, FrUBIIEE COP kM ETL A RFRA N, AtHE=IH, SKYKIERE
B2C AV 53RY, {RAILIEESiERL: WX CDP, EEFFEE=AT,

(00:33:52) Austin Hay (Continued)
English:

I think that's a great move if you do not have a lot of engineering resources because you're not spending a
ton of time and energy on a warehouse and all the modeling that comes with it, you're just spending time
to implement one SDK. | think if simplicity is the name of the game for your business, CDP, Centralized
Stack, great move. If you are an advanced engineering culture and you are cutting edge and you're going
to do a bunch of modeling in DBT and you already have Snowflake, you should move towards a model of
using a reverse ETL. What it means is that there's a way to get your data into the warehouse and then how
you activate it is completely independent from the CDP. And so what that means is actually you can have
lots of different variations of the stack.

AR ERIE:

MRMRKERZHIRER, HANXZR—MREFER, RAANRFEETCENER LEBAERBENE
71, IRAFBEEREIERM— SDK, MRIRRIILSIERE S, A4 COP MR OUITEKLERE 22, BIUNRR
WELHNIIEXN, RFEAFDE, HEFTEE DBT F#ITAEER, MABLET Snowflake, ABAIRN



TR REARR ETL AR, XRKREME—FMAUGEEFEACE, MIRNFAZEESRIENT2IRILTF CDP,
XERERHN A% B RS AERIER,

(00:34:31) Austin Hay (Continued)
English:

You could use Amplitude as your CDP, collect all your data, stream it into Snowflake. They actually now
have an integration with Snowflake that lets you feed data directly out of Snowflake, and then you could
use a reverse ETL to just pipe that data wherever you want. There's a really good section though, again,
sorry to self aggrandize, but there's a really good section in the Reforge module this fall that talks about
what happens when you have multiple ways to move data. You buy amplitude for your CDP and you're
moving data to your warehouse. Amplitude is a bunch of integrations, but you also have reverse ETL and

you can move data out of your warehouse.
FRCERE:

fRET LB Amplitude % fE{RE) CDP, WISEFFEHURH 7 Snowflake. fEiTIAERIF LS Snowflake 2
R, AYFFEEM Snowflake SRR, REITAIMERRE ETL SEIBMEEIEMINERMS, T, £
SEHER Reforge MRPE—MERBNET (BREKEE—T), LT HITESRNEBDRENRE
£t 4. fRXT Amplitude {5 CDP, FBEIBBECHE. Amplitude SRS%EM, BIFEBRME ETL, A
MR LR,

(00:35:05) Austin Hay (Continued)
English:

Where do you choose? And | would say a lot of businesses get in trouble when they don't have a
methodology or a system for how and when to move data from one place to the other, so they just do it
haphazardly, right? And the key in systems management is you want to design a process for doing it some
type of waterfall or mental model for when it makes sense to move data directly from Amplitude, which is
the ingestion point of your data stream or from the warehouse where you can model it and make it better.
| think the key is just having a philosophy and approach. There's not really one answer, but that's all B2C.
So, B2B | would say ... Yeah, go ahead.

FROCERIR:

RZEMPFRER? R, REBEUZFAUBAEE, REAMITEE —EFZCHRFRRE MBS LRI
TEM—BBEFZ—, FRUMIIRZREmN. Z2AaEENXRET, MEBRIT—DRE, M BHER
SEBMERE, RHBTTARHMEEREM Amplitude (BIERNBRAR) BoBiEEERX, TARBRMEE (R
FILVERREBEH MR BohiEEAEE N, HINAXBETRE—EEFNGE KEHE—HNER. MU
tREE B2C & D, E=F B2B, HAYL----- 28, B

(00:35:40) Lenny
English:

Before we move on to that one, you mentioned reverse ETLs. What are some examples of products that
are reverse ETLs so that people can look them up?

FRSCERIE:
ERNMEZ A, (REET RA ETL, BWLE R M ETL ~RFF, FitAREE—TF?



(00:35:47) Austin Hay
English:

Yeah, | personally think the reverse ETL is a capability. It's the ability to move data from a warehouse to a
tool. So, technically speaking, you'll find reverse ETLs in CDPs and as standalone products. Segment has a
reverse ETL function they just launched, and Particle has a reverse ETL function they just launched.
Rudder Stack, which is a CDP has always had a reverse ETL function where you can take warehouse data
and move it to different cloud infrastructure. Then there are distinct standalone products. Census, which
was back Bay 16Z and Hightouch are the two standalone reverse ETLs. And like | said, I'm an investor in
Hightouch, love their work, we use them at Ramp. At the end of the day, you should pick tools because
they help solve problems, not because of anything else. So, we can come back to that if you want.

AR ERIE:

=0, BPTMNANANARRA ETLE—M “BEf1” , BMEBHIENCERHEITANEEN. FMUMEARLH, (27T
CDP &M M ETL Thae, BEMIIAI 5, Segment NI T /A ETL IhAE, mParticle BRI#EH T,
RudderStack fEA— CDP, —EH#BE KM ETL IhEE, AILUSCEHIES I RRNZEM G, tINEEE
JB9IRII = 5. Census (H al6z x#F) # Hightouch @ NI MR M@ ETL THE, EMNFKFAIR, K2
Hightouch B91&%E%E, REWMIIN~ M, FHIE Ramp WEM. VARLER, REIZE T AR REMMIE
e, MARENNN. MRMFEEE, FHiTaTUESLEIIXA,

(00:36:32) Lenny

English:

Wonderful. Great, great. Yeah, that was perfect. Keep going.
FZERiE:

KiET, FEETE. BHRE

(00:36:35) Austin Hay
English:

Okay. Yeah, so we talked about B2B, or sorry, B2C. B2B, | probably don't have as much history as say
people who survived the dot-com crash in 2008. | started really my career in B2B in 2014, so I'll share a
little bit of my experience and I'm just hopefully just saying this because listeners may chime in and be
like, oh man, this guy doesn't know what the hell he's talking about, which is totally fair game. So, 2014
though, | remember working at Branch, | was working for our COO Mike Molinet, who's now at this really
cool company called Thena, but at the time | was working for Mike, and as we talked about before,
oftentimes growth stacks just appear because you're given a challenge. | remember sitting in this tiny
room with Mike. We were over in Palo Alto, right off the fills in Palo Alto in this tiny room.

FROCERIR:

%o FAWISET B2C, XF B2B, HMEMHARERBMBLLNT 2008 FEEXREAMRRIAI AR, HEIERN
B2B £ERM 2014 AR, FAUKNZE—THRIZE, FERARITORESE “XRUREREE SERT
24”7 AILAEREIE, XE2&inE. Kicis 2014 £1E Branch TERY, RANEFEIZEE Mike Molinet %77 (1th
WAEFE—ZKM Thena MEEAQE)) . [EMFHNZAIHNERY, BRI AKFTERRAEIGIEM~ER, RiCEN
Mike #7EM8[/RFE (Palo Alto) BI—INEIEIE, FBATEIE/REMIMEE (Philz Coffee) ik,



(00:37:27) Austin Hay (Continued)
English:

It was boiling in the room like so hot we were sweating and we were mapping out on a whiteboard how
we would design our first version of our system, like how we capture leads, how we get them into
Salesforce, how we would email them with a little tool called Outreach at the time, that was still a startup.
And I'll send it to you after this if you want to show them to viewers, but it's so MVP, but it still models
what a lot of people have today. There's some ingestion point for your data. There's Salesforce, there's
some type of outbounding tool, there's an enrichment tool, and then a lot of other Jerry rig stuff hooked
up to Salesforce. And for the most part, that's how B2B still exists today as you have Salesforce and then
the whole world and the universe revolves around Salesforce. You just have more advanced tools, you
have Gom and stuff like that.

FROCERIR:

FEEIEHAEES, BIVHELKT, ERRLEAMBENEFNE —RES: FENWAHEIREZER (leads), FAfEMHE
EA17EA Salesforce, SNRIAHBTIER—KYEIATIR Outreach LAt 1B, WRIFBETRAMARE, K2
BRIMELIR, BIFE MVP (BR/AI1TH™ &), BENARSKEZAFHNERENSER. §—MUBEAN
=, & Salesforce, BEEMNFTR, BHIEEE (enrichment) TR, BB —HIgR P ENRAER
Salesforce £. ERARE L, XMES X B2B WILIK: {RIHHE Salesforce, AR MM ANFHEAELSE
Salesforce %, fRRERETELHFNITA, b0 Gong 2,

(00:38:12) Austin Hay (Continued)
English:

| think the big change though, and what is really fascinating and has been fun to watch is in the last two,
three years, you now have this whole rise of B2B2C, which takes all the complexity of the top of funnel
user acquisition system and stuffs it right alongside your CRM and how you build an elegant system there
in that space, | think is one of the most complicated and intricate pieces of being a MarTech person today.
And some of it just has to do with the data language. Like all these B2C tools were designed with two
objects, a user and an event. And so if you're not a technologist, it's like object orientation is how you
kind of think about the world. There's only two concepts for the world in a user acquisition based system.
A user who's a person either anonymous or known coming into your website and the things that they do
on your website or application, and you use all that data to acquire them or model them.

FRCERIR:

BIANNERNEL, LRI ER=FEIFERABBBN—=, = B2B2C AXiE, TIBRmAFRENAS
RPREEZM, BEEREH TR CRM 38, MAERNTHBME-—MUERNRY, FIANZHS MarTech A
REMRNRER. EHUYNESZ— XTE—ERZELSHEESEX. b, FEXLE B2C TAEREES
MHRIZITE: BF (User) MEMH (Event)s IIRMRAZRKAANG, AILEFEN "BRXNR” BRESHA
WAER. EETRAFRRNASZH, HRIER MR ENTERENAR (EZNHEMD), UKRMITER
MIa A A MBI ER. (RFBATA X RIEAGRER S S fthf T,

(00:39:03) Austin Hay (Continued)
English:

In a B2B business you have all that complexity, but at the end of the day, you might not really need it if all
the person is doing is it's just the company is signing the contract and then you don't really care what
happens afterwards. You might track users and events inside your application, but it's not for the



acquisition, it's for the retention of the user. B2B2C is fascinating because you have all the complexity at
the top, but then how and when do you tie a user to a company or some type of entity object, and what
tools do you need to do that and where do they live in the system? And do those tools actually have
competing priorities? Let me give you the greatest example of this that happened at Notion when | was
consulting to them at Chris when | was consulting to them and at Ramp is having both HubSpot and
Salesforce.

FROCERIR:

£ B2B A, fREAEXLEEHRY, BFRERK, IRRABAFNET ER, FARHITENEEXLYE, FRAMR
AERXODZERET 4. RAEKENBASEERRFRNSENG, BBFAENTIRE, MENT BTF. B2B2C
ZFEN, BREAMFREINGBRENEZMY, EREMRNFAIMURANERAR S AR HEMLEITR KB
F? MBREAALAERILMX—R? EMIERAPLATHAME? XETAZEEEFEMILRAR? iLEKS
REENRIFHIBIF, XTEFK R Notion. Chris ZiES AR TE Ramp &L 4E1E, FFEEEEHHE HubSpot
Salesforce,

(00:39:45) Austin Hay (Continued)
English:

Both are CRMs, both have the ability to track users and companies, neither are CDPs. And how you
actually map the data from HubSpot to Salesforce kind of determines how much hell you're in, and
there's really no good solution. It's just like you have to figure out for yourself, how do you want to
acquire use at the top of the funnel? How do you merge them into the bottom of the funnel of the
Salesforce? And again, there are lots of options or versions of the world. You could use Amplitude only
and collect all your user and event data and then merge that into Salesforce directly. You could collect all
your data in Amplitude or Segment and then post that to HubSpot, which then posts that to Salesforce.
But of course, as you make these decisions, your systems becomes more complicated and more than one
person can manage. So, there's this trade-off between complexity and resources that you always have to

juggle.
R EE:

&L CRM, #BEEBERAFFIAE, BFREEARE CDP, fRANMEIEEIEM HubSpot PRETE| Salesforce, &
K ERETIIRRBANS KB, MEERNEETENBRAR., RUABSRERE: REWAER R
EYERF? g tiil&H 2 Salesforce BUiRHRIG? B, XBERZSMIRFRRA, RIS A Amplitude Y
SMERRPMEHHIE, REEEZEEHE Salesforce, RAEILITE Amplitude 3 Segment RUNEEIE, AE
%% HubSpot, BH HubSpot %% Salesforce. H#A, MERMELXLRTE, RNAAITRHERBE S,
TEEENAEEEN, Frl, ROTUAKRTES ZRMMZRIRZ BIHITE,

(00:40:33) Lenny
English:

Today's episode is brought to you by Brave Search and their newest product, the Brave Search API, an
independent global search index you can use to power your search or Al apps. If your work involves Al,
then you know how important new data is to train your LLMs and to power your Al applications. You
might be building an incredible Al product, but if you're using the same data sets as your competitors to
train your models, you don't have much of an advantage. Brave Search is the fastest growing search
engine since Bing, and it's 100% independent from the big tech companies. Its index features billions of
pages of high quality data from real humans, and it's constantly updated thanks to being the default



search engine in the Brave browser. If you're building products with search capabilities, you're probably

experiencing soaring API costs or lack of viable global alternatives to Bing or Google.
R EIE:

A~ET5 B B Brave Search & E & #i7=f Brave Search AP AfE 2, X2—MHIIHNSIKIEEZES|, JETFIR
MfERVIEERE Al L. MNRENTIES K Al, BBAKE—ERMEFHRHIEN FINGAESEE (LLM) FIXEH Al B2
REZEE., EAREENE—RTAEN A =m, BNREFERSZEEFXNFHERANISIEERIIGREE, &M
REBAKME, Brave Search H Bing LURIEKRRAIEERSIZE, HH 100% I FAERKRAE, B/
R BEHHZIRBELALNSREHIE, HEB TR Brave MEBHNMINEERSE, ESTHERH. N
RISEEWEEESERNENTR, EaJsEIERAIG AP BT, ETRZPFR Bing 3 Google Z JMNaT1THI 2K
EXAES

(00:41:23) Lenny (Continued)
English:

It's only going to become harder to afford these challenges. The Brave Search API gives you access to its
novel web scale data with competitive features, intuitive structuring and affordable costs. Al devs will
particularly benefit from data containing thorough coverage of recent events. Lenny's Podcast listeners
can get started testing the API for free at brave.com/lenny. That's brave.com/lenny. There's this big
question within B2B and B2C around how to do attribution. Well, it's a never ending struggle. I'm curious
if you have any pro-tips or best practices or tools that you use to improve the way attribution happens at
a company.

FRCERIR:

R 3 X Pk iy R 2 TSR, Brave Search APl iLf&BERSH R T MMIML MR LIE, BER S NI
BE. BEMNSGHMLENNE. Al FAERFZ R T REASEHIIFREE, Lenny BRI R LTE
brave.com/lenny & 214K 1% APl, it brave.com/lenny, 7£ B2B #1 B2C %ils, =Faier “)3
A (attribution) B—1M KA, XE—7KTLIEENSSE, RERFFHEESEEAETWEN. REXBRRT
B, AU ARSEEATNEEA R,

(00:42:09) Austin Hay
English:

Actually, | listened to your pod on multi-touch attribution. I'm forgetting who you were with at this point,
but it was like | was loving it because it talked about MMM and MTA specifically.

FROCERIR:

SiRE, RIMIRXTF “LESYIE" (multi-touch attribution) HIFREAER. RS 7 IRYESENR, B
HKEFENX, AAEEZEINTILT MMM FI MTA,

(00:42:19) Lenny

English:

Yeah, that was a newsletter post actually, not even a podcast.
FRZERiE:

20, BBELE—EHMEEIT (newsletter) X&E, EEFEREER.



(00:42:22) Austin Hay
English:

Yes. So, back to our conversation around division of responsibility. I'm not always the person you should
talk to create an MMM model. I'm not a data scientist. | know how to make MMM models and | know what
they are.

AR ERIE:

Bt EEIFAXTFIRIEYDENNIE, BHRNEBEM MR ZILHKEE MMM BRI A, HABHRBERFER.
HAENAFIE MMM RE, WAIEE(TRH 4.

(00:42:36) Lenny
English:

Can you explain MMM briefly?
R EE:

fREERIEMERE—T MMM 13?

(00:42:38) Austin Hay
English:

Mixed Media Modeling. And MTA stands for Multi-touch Attribution and it's these two ways of measuring
the world and marketing to understand how you should allocate resources to campaign spend. MTA and
MMM though are both underpinned by how you collect data. They're both informed by the user object
and the event objects that you collect on your website or your application that then lead to the data that
data scientists use for MTA and MMM. That's the connection between data and MarTech is often the tools
and systems that we build and stand up and manage are what are used for these very complicated
growth, experimentation and attribution results at the end of it. And one of the most discreet things you
can do for MTA, because | get this question all the time around, hey, do we need MTA?

AR ERIE:

MMM RFREHASIEE (Marketing Mix Modeling) s MTA &R Z YA (Multi-touch Attribution) . X&
HEHAMNEHENRMEN, ST TR ZMAESEEDTE. Fid, MTAM MMM #BLRITESIEN S R
HEG, ENEZEREMNIGEN A FWENAFR N RMEBGXNRIEN, XENREE~=ETHERFERA
F MTAF MMM BYEUE, XLEHIES MarTech Z[EINNEXR . (2. EENEENTANRS, FEME
RARATXLERTERMGK, RRMARERMEM. XF MTA, RAIUBNSRRETHN—4E (AAREE
winE: 1R, HAFEMTAE? ),

(00:43:21) Austin Hay (Continued)
English:

What should I do first touch or last touch? Should | do both? And there's actually really, I can send you this
guide, but there's six or seven things you can do to basically futureproof yourself from needing either
one. Because most businesses either start with first touch or last touch and then eventually want to move
to a multi-touch attribution model. And for those who don't know what that is, first touch is where you



kind of collect the data about where somebody first came from. Last touch is where you collect the data
about where the person last came from. So, an example, would this be like if | went to Lenny's Newsletter
from a Google ad and that's all he has? That would be my first touch and my last touch. If | first came from
a Google ad to Lenny's Podcast, but then later | came from a Facebook ad or | don't know direct, then that
would be my last touch.

FROCERIR:

“HizREfs (first touch) EEF At (lasttouch) ? XA NEA? 7 Lhr L, HAUKRLBIR—DIE
E, EAEAtHEALULRERRAFTREUSETHEREA— . BNRSHEVEAMEAFE, BEAM
KL G, REAHBVERAZASFERE, XFHREFRMEXZRTANA: BR2ERKREXTFEARY
KIRREIR. KR ZIBMBEXTFEARGRENEE. 2007 WREET Google "HFHANT Lenny
B9 Newsletter, B XEMW—RKE, BERRENEMAtLERMESN, MNRFELE S Google I"FXKE Lenny
HIEE, ERXIET Facebook ["&EHREZIFAEN, BLEERERIRM R

(00:44:06) Austin Hay (Continued)
English:

And so it's this question of does the Google original first Google Channel get credit or does the second
one the Facebook or direct get credit? And the first touch attribution model, a hundred percent goes to
the first channel and the last touch attribution model, a hundred percent credit goes to the last touch.
And a mixed attribution model or multi-touch attribution model, you're trying to figure out how to split
the difference. And usually the evolution for businesses is they start with first touch or last touch, then
they go to splitting it literally 50/50. And then somebody gets angry because they're not getting enough
credit and they say, we've got to go to MTA. And there are both first party solutions for that and third party
solutions for MTA. But back to the main thing, the main point is if you think about what you're collecting,
this is for website businesses, you're collecting the referrer, like in the URL where the person's coming
from, and you need any UTMs associated with that person.

FRCERIR:

FRLARIERTE T . R&AI8Y Google RIEIRIFINZ, =% 1 Facebook XEZILIARFNF? EEMRITER
Bdh, 100% MTHFIFFE—INRE; ERMRUIEREH, 100% WHFERFRE— MR, MEESAER
B S IEER G, RdERHNAoRXENS, 8FEURE#HIZR. SNERRERMSTTE,
AIRTRE ERY 50/50 D A. EEBASRALRBERBHNINFMES, FEW: “HiIBIUE MTA” 3¢
MTA, BRES—HRESR, BEE=ZFHRL R, BREZOR: NRFEEMETVRENAE (FXIML
As5), IRIEFEUREESIFERIR (referrer), tb30 URL FRETRBIRIER, UKNS5IZAF RKEKRER UTM S,

(00:44:58) Austin Hay (Continued)
English:

And you also need any parameters from the advertising networks that might give them the ability to
counter a conversion. Every ad network out there has little things they stuff into your URL that tell you
that you came from them. Facebook has FVP, FPID, they sometimes encode it. Google has this thing
called Google Click ID, which is just a really long string of characters that don't matter unless you know
how to decode it. But all advertisers, and for the longest time advertising worked by putting parameters
in URLs, pushing somebody through to your website, collecting those parameters and then passing it
back to the ad network so they could get credit for it. And so in my mind, the best practice that everybody
should stand up from day one is to basically design the system for MTA and then use whatever makes

sense as you grow.



AR ERIE:

RERERB ENBNEASEH, XESHEILMIITEREL. 81T SNBEHITEIRH URL RE#H—L/)
RiE, SFRSKIRFBMAN], Facebook & FVP. FPID, BRIESMZ, Google H—IY Google Click ID
(GCLID) WA, MEB—KEFHR, FRIEMIEWFHEN, SNWEMNZELEX. BKEBLEK, HEENE
HXFLZ: £ URL NS E, SISEAHNIREIWLL, ERXLESE, ARERLT W, XEFEMIIREER
/5. FMUERMMSE, SPTAME-—REMNZZUNRERER . 248 LRE MTA NERKIGITER
4t, AEREIRRIRK, EREMUNEENEE,

(00:45:45) Austin Hay (Continued)
English:

And so the way that | typically recommend to people is like imagine when a user comes to your website,
you collect the URL, collect the referring URL, collect all the additional marketing parameters that you
might want, [inaudible 00:45:57], TikTok ID, Microsoft ID, you should just make a list of them. And if you
don't have that list, | can give them to you. And then you should collect all UTMs. So, in the URL, you're
going to have UTM campaign, UTM medium. Most marketers use this to note what the campaign type
was. Now the thing is that UTM is only going to be specific to the moment in time that the person came to
your website. So, back to example about Lenny's podcast. If | come to LE's podcast and | came from a
Google ad, then my UTM is only for that Google ad.

FRCERIR:

KBEHEFEAANMINARE: BRE— AP RERBMLE, RIS URL. 513 URL, MUKR{ROIEEREERFIE
TINEHESE (Lbad TikTok ID. f43X ID &, REIZFINER, MREBHAILULIR) . ARIRRIZWERRBN
UTM &%k, 7£ URL 1, R\ UTM campaign GEZH). UTM medium (1857) . AZEHEMHARAXLERIZ
FESHER, BFETF, UTM REH I ZAFR REEMIEHBE—Zl, BEE Lenny BEHFIF: NRFKEL
Google " &EREIEE, AT UTM RiERHA Google I™&-

(00:46:28) Austin Hay (Continued)
English:

So, | have a Google Click ID and | have a UTM. So, what you're got to do is you've got to store those
parameters locally on the device. Either was a browser or whatever. You got to store it as UTM first
campaign, UTM last campaign. And what you do is every single time that a person comes, you replace the
last campaign or the last value with the one that's there. So, say the last one was Facebook and then |
come later from a direct mailer ad you replace the UTM last medium with the new one. Now what's
happening if you're using third party tools is that you're collecting this user information when the
person's on the website, you're going to collect it both as a user attribute and as an event that way.
What's going to happen on the backend for your data warehouse team is they're going to see a user
profile that has both the first attribution information and the last attribution information.

AR ERIE:

FRIAFAE— Google Click ID #1—1 UTM, BBAMREMBFE, BXESHAMEFMEEIRE L (VKRR TEM
w75, MELEEAN “UTM BNERD M “UTM RIEER o #0ER: 82— 1TAWEN, RRALRNS
HEm “SED)” BE. thil, E—RE Facebook, ERIEIEBF HHEK, RRAE “UTM RiLES”
BN, MRIMEAE=ZFTEH, SAFEMEELN, MERANEEERN “BREM” M “S6” XK
£, W TFEHENHBECERAMNKR, tMNEB— 1 BAFES, EFRE3ERERER, hEaxXEARE
Bo



(00:47:20) Austin Hay (Continued)
English:

And then for all the stuff in the middle, you're firing off a page view event with first and last, where the
last might deviate if there were multiple steps in the middle. So, what they can do is they can just
coalesce over all the last UTMs they've seen on all your events by user to get both their first one, all the
ones in the middle and the last. And so this isn't actually that complicated to set up. Most people just
don't do the work early on. And then when they want to go back later and have MTA results, they don't
have the data to do it. So, one of the things | tell people who are debating this is let's just get the
infrastructure right from the beginning.

AR ERIE:

ETHEBFABERT, A —1HE 81 M ‘s SHNNENEES, NRFEERETE,
‘BRIl BMETET. XiF, BIEFMAILUEIAFFAESEMS, CEtiIRIrmE “&iL UTM ,
MMREEN. PEAEMRUNREE—TMTHRNES. XELKEERAFTER, ASRARREFRHEM
XTI 1R, FMUEEE MTALRE, FRIVKBHRIESS. FRUARSIFBELSETIRIA: IEFHIIM—FF
SR AR LR

(00:47:55) Austin Hay (Continued)
English:

Let's set up so that you have users, you have user attributes, you're collecting first and last UTM on users.
You're firing events with all those. There's some other more complex things you can do too. You can set
them in first party cookies and you can also set them in your third party cookies for your tooling vendors.
At the end of the day though, what matters is you just are collecting this information from the beginning.
That way when you actually want to progress your attribution model, you don't have to wait a really long
time to start gathering that data.

FROCERIR:

FMgBFAPNBRREYE, WERFANEMIRD UTM, AXEERSMASFS. RERTUM—LEES R
=, LB EFEANSE—7 Cookie, HEFENTLRMNERE =7 Cookie, BIFRERK, EEZNZIMM—FF
IEMTENEXEE R, XF, SIREIEREARMEVIRREE, (RAALGR T WEESIEMFFR K E,

(00:48:24) Lenny
English:

Amazing. | love the details that you're sharing. | don't know where else people can find this sort of advice.
It sounds like a core part of this is one, just having a data warehouse where you just throw all this data
into, and two, having a taxonomy that you can rely on and do multiple things with down the road. Is that
roughly right?

AR ERIE:

KiET . RIFEERIRDZHIXERT, FAMEANTEREMIP) LIFEXMEI, IFERZOBIERR: F
—, WE—INILUEFEHRENHENSIECE,; £, BE—EUMUKNNSEE (taxonomy), LUIERRE
HITEIRIF. ABUEXFFND?



(00:48:42) Austin Hay
English:

Yeah, | think that's right. The taxonomy though, | think what's interesting is it's very much guided by your
third party tools. And again, that's the reason why | think companies often miss the mark here is because
they're not thinking about what can my tool actually allow me to put into it in the first place.

FROCERIR:

B, HIANKRE, FEXTFOEE, ABNREERAEELZRTMNE=ZTHR, XEEATATKIAN
RENBREXBERRNER —RAM]—FEmLEEI: “BRNITAZRATRERERFABUE? 7

=\

(00:48:59) Lenny
English:

Just to make sure | understand what you're saying there, you're saying generally maybe third party tools
limit what you can do, which set you up for hardship later. And maybe what you're saying is do that
yourself, that tracking piece, is that roughly what you're saying?

FROCERIR:

ATHERREETMHOZR: RRREEE =S TAIMFBIMIVIEE, XILURETRS. FAURNER
=, BERMIBHNEELE, BXIMERDG?

(00:49:14) Austin Hay
English:

Yeah, | think that's right. The way to think of it is if you build your own data warehouse, your schema is
unlimited. You can do whatever you want. You can design product schema, you can design user schema
and event schema, but most third party B2C tools don't allow you to control the schema. There's only
one CDP | know that does that, that's Snowplow. The rest are there's a user object and an event object.
So, you can either stuff data as a user property onto the user object or you can stuff data into the event
and fire it off as an event, but that's what you're working with. So, what I'm saying is most people just
don't think about the object orientation of the third party tools they think about and they don't design
their website traffic or their app traffic. We didn't talk about app, which is a whole different slew because
doing attribution with lowas 14 is much more difficult.

FROCERIR:

1, BINEHE. RAILXER: NRMEMEESHNEIECE, (RH Schema (BUBRN) 2ELRH. RAJ
LARECFRAR, 3&ItF= @ Schema. AP Schema fM1E# Schema, BAZ#HE=7 B2C TAFRRIFIRIZH
Schema, IFrA1EAIME—REMEIX— =/ CDP 2 Snowplow, HttWEERE “BRXEK” M “H4ex
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FNARE. HIEEWE App, BRF—EIE, EATEIOS 14 ZEHMITIREREFZ,

(00:50:07) Austin Hay (Continued)

English:



But even in the website version of the world, people will often just collect UTMs and think that their job is
done and it's like actually it's more complex. You have to think about first and last, think about the steps
in the middle, design it so that you're putting it on the user profile and in the event. And so this goes back
to the main thing that we were talking about earlier, whereas the job of a marketing technologist is to
think often one to two years down the road about what we're going to need to solve for and design
systems in an elegant way, not to break the bank, but to at least be the minimum viable product to
actually get there. And a lot of my job, and | think the job of marketing technologists is trying to preserve

that future state in the most minimally invasive engineering and resource way possible.
R EIE:

BMfEEMILEE, AMTEEERIRWRE—T UTM MRR/ARINERT, BXFLEEE SR, RENEEEHTMERD
M=, SEAENTE, RITFRSEUERBIERBMANBF@G&NESFF. XXEET I ZE0TIERZ
. BEERATRNRREFARNAR—IRENTR, FURBENAARTEAZ—F—EEEAE, BED
EE—TRRIESN “SNATEAR o BNRSIE, URBRIANEERATHKWRAR, MERHUN
TEMFREANERNNGN, REZBIMRROT RBIt.

(00:50:48) Lenny
English:

You've talked a bit about thinking ahead and a bunch of tools and platforms, and I'm wondering are there
any new and emerging tools, platforms or even growth channels that you're keeping an eye on or excited
about or finding more and more useful?

FRCERIR:

R T REXFREEREUREMILAMTENAR. REME, AREFAMHNIA. Fa8, BEEEHE
KEE, BMREFEXE. BENE, HERSEREERN?

(00:51:02) Austin Hay
English:

I'd be remiss if we didn't talk about Threads, right? Threads is super interesting. The question will be how
quickly can they stand up an API for advertising and what does that look like or do they just blind it in
with the existing meta and Facebook architecture? One of the caveats that I'm sure a lot of performance
marketers out there will agree with is Facebook has a conflict of interest in reporting, right? They want
you to spend money, so obviously they want to report the best results. And that's the reason why
attribution parties like Branch and AppsFlyer exist is to somewhat curtail that conflict of interest. And so
I'll be really interested just to see how attribution works, especially when you're moving from Instagram
to Threads, from Facebook to Threads. Will it be the same architecture, will be the same advertising
platform? Will they try to do something new?

FRCERIR:

SNRAHPEN Threads MAKIRT , XHIB? Threads IFBEH#, AT THAIIRESIREILL S API, B2
AREF? TRIRMITEZIEEHF AIMEN Meta 1 Facebook 22#55? HABERSUREHARBRAEN—=
. Facebook FEREHREFEFZAR, MIE? MITEILRTES, FAIULEAMITRIRERIFNER. XMENAMT
A& Branch # AppsFlyer XERIERS BAEFENRRE— AT E—ERZE LBFIXMHAZPR, FIUEKIEE
BHBEEIRRBNMAIENE, F5RHIRM Instagram ¥[8 Threads, & M Facebook ¥:E Threads B, &
EREENZEMIG? SEEFHNT STEE? i la=id—EHARaAaE?



(00:51:52) Austin Hay (Continued)
English:

So, I'm keeping my eyes on that. Reddit is also a very interesting place to convert now. They're opening
up their conversions API, and I'm seeing a lot more investment in Reddit just because you can have
embedded ads now that almost look like they can be posts that you can comment on. | think it just
speaks to the maturity of the advertising business. What's happening in the background of all this is ad
attribution from apps has become a lot more difficult and mostly aggregate. From 2010 to 2020, we had
the golden years of deterministic matching where it was very easy to run an ad and understand with
precision who installed the app. Maybe you didn't know their name, but you actually would know their
IDFA and you could tie that to their PI. You can't do that anymore. It's very challenging.

FROCERIR:

FRIAFKIEXREE. Reddit MABR—MIFER BV L, MITEEFKIZK AP, FHEEIX Reddit BN
HREZ, FHAMRERTMRBIRAN S, FERLFRERTLITENMEF. FIANXER TS SHIM
o EX—YINERE, App mH SHREREMRFS, MAXZERGHIE. M 2010 F£2 2020 F, (1L
ATHEMELENESRN, KRB SHER TRIERET App FERH. BIFRANEMIINZF, EIRA
BB IDFA, HEERHES Pl KBk, IMAEIRMEARET, XIFEEH .

(00:52:35) Austin Hay (Continued)
English:

Even when you can do it, the results that you would get are pretty low because nobody's going to be
opting into giving you their IDFA. So, what that means is these ad networks are becoming more complex,
sophisticated, and interesting right at the same time that it's harder for marketers to really understand
how they're spending money. And so I'm paying a lot of attention to how marketers make decisions with
probabilistic data because most of the work that I'm doing now is actually saying, well, given that we
don't have determinist data about a certain audience or where somebody came from, how can | find
other information that will create a model for 30% of the population and we can use that to extrapolate to
a hundred. So, probabilistic matching and probabilistic attribution | feel like is a skillset that more
marketing technologists and marketers should just get familiar with the way that we make decisions

today.
FZERiE:

BMEIREEME], BEMNERBMIFEEIR, RARASEIEFID IDFA 4A1R. XEKE, MESHA ZRE%E
ERREEARENRN, TEMNKETREER. R, Fit, REBXTEHARNETHE “BRIEH
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(00:53:27) Lenny
English:

Wow, | hadn't heard of this concept before. And that's how people are starting, or at least you're
suggesting that's how people should start thinking about growth results and impact is less, here's how
much this ad drove, the likelihood that this ad did this had this sort of impact.

FROCERIR:



B, HUANRITEXMER. RN —BEEMRBINANINIZ S — X R E R KERMT0 .
FER EN EFHFRTZLELE , MR XN SFEXMEmBAEERZSLD” o

(00:53:46) Austin Hay
English:

And it's not the case with all channels, but it's specific for apps that have mobile apps, they're going to be
impacted by it because they just aren't going to be able to discreetly identify one-to-one the person that
came from a campaign. They'll know that a group of people came from a campaign, but they won't be
able to make measurement with those people alongside other attributes. For website, it's not the same,
but there are lots of things that are making it more challenging. One is browsers now are stripping out
those URLs we talked about. So, you're just seeing a bigger and bigger percentage of people being
counted as organic that actually came from a paid advertisement because when they got redirected to
your website, the browser truncated all those URL parameters. The second thing is cookie blockers. We
talk about all these third parties before.

AR ERIE:

FAEFTAEZREE ML, EXTHREER App B0k, MNSRERAFEM, RAMIITEE—X—tiEHIR!
HENAPREWNESD . MNSAEE—BFARBENED, EEEZREIEASHMBMEGERHAITE
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(00:54:30) Austin Hay (Continued)
English:

The way that third parties often collect information is they drop a cookie in your browser that tracks you,
if you've heard of Segment, which is one of the most well-known CDPs of the last few years, is they
implant a little third party cookie on the site that contains an anonymous user ID and all of your
attributes as you're navigating the site. And then once you log in, they convert that to a known or non-
anonymous user ID. Usually that's tied to some type of entity ID or a user record. And at that moment in
time, if you come back and they see your cookie, they kind of know who you are. Now, if you're blocking
cookies, that means you're basically remaining anonymous throughout the entire user journey until you
log in. Not to mention a lot of people have lead funnels where you need that information to actually
understand what the user is doing before they convert. So, if you're blocking third party cookies before
they even get a chance to convert, you have no information about where the person came from. You just
saw that they signed up, and so it might as well be organic.

FROCERIR:

F=HWERERENARNBERE BTV KL ERPEN—MEBERIRH Cookie, WRIRIfE Segment (FE/LF&
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(00:55:26) Lenny
English:

So, you talked about how many people are trying to get used to this new world of ATT and much harder
to measure attribution and all that. Is there anything you've learned that has worked well to help you
recover from that a little bit in terms of measuring what's happening? Is there any tips you can share or
anything you've seen work?

FRSCERIE:

RIKBTREAEESHEN ATT (NABESEHEE) HRMWHER, TRTEHESZ, XTNAGHEEER
MBS, REREFIFATZEMNAZE, EEAREGLE—ERKL? B AMIREIRILTHIRIHZESIET L
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(00:55:44) Austin Hay
English:

Yeah, | mean | think a lot of people are just gravitating towards MMM now without really understanding
when MMM is useful or not. | don't know if there's a company called Recast. | think you're an investor. Am
| crazy?

AR ERIE:

=0, BNERRE, BUSNERZABESEER MMM, M&EEIEER MMM +ARHEE B, EAFER
Ifrid Recast XX AFIG? HEFIREMIBIREE, HKICHEE?

(00:55:57) Lenny

English:

I am. And that's who wrote that article that you mentioned actually.
R EE:

BE. MRINAREXEHIMEMNE .

(00:56:01) Austin Hay

English:

That's right. It's Michael and it was somebody else, | can't remember the name besides-
FREiE:

%iE. = Michael MIZ—1A, BRTEIERERFT —

(00:56:04) Lenny
English:
It was another Mike Taylor.

FRCERIR:



BS— Mike Taylor,

(00:56:06) Austin Hay
English:

I'm not an expert on MMM, so |'m not going to be able to comment to quite the degree that they have. But
when | spoke with Michael, and when | think about MMM, a lot of my conversation is this actually really
realistic for our business right now? Do we have the data to run an MMM model and how is it going to
change or chart the course of our performance ad marketing business in light of having this information?
And when | think about it through those lens, most of the time businesses are not ready for MMM. They
actually just be an MTA and they need better probabilistic modeling. And | know that's not a super spicy
take, but I'd just say at least at Ramp and what I'm seeing at other businesses right now that are
operating, it's much more of like we're going back to the days where we understand in broad strokes how

much each of our campaigns is driving in advertising revenue.
FEiE:

HAZE MMM TR, FRURTEGMITBEFRANTIE, EZHES Michael 3TRUKKECEE MMM BY, HREE
=08 XBAMERNSEMIMEG? HNHFET MMM EERIED? §7XEERE, B8 MmEs
MANFENBRTSUSHME? MXTMNAEES, KAESHIHEEWIESESITFIDE MMM, tITHERFEE MTA
MBEEFHIMRER, BANEXTBEAARARNRAE, BRI, ELDE Ramp URFERNEMIEEZERN
e, BRESZ: FNEETRIREART BENESNHRS DT SWNEIRT,

(00:57:00) Austin Hay (Continued)
English:

We're not able to tie that discreetly with the user journey. And we know that some percentage of this user
base might have been lost or organic. So, in light of those, how do we make spend? And then also you can
be pretty smart. You can do, for example, geo-based testing on billboards. Try to isolate that as a factor if
you withhold all other confounding factors so you can be smart. Coordinating these types of campaigns
though is really challenging, especially if you're a really big business, let's say runs online advertising
throughout the US and you're trying to do targeted billboard tests in an isolated number of cities across
the states coordinating to turn off demographics, make sure there's not isolating factors. It can be really

challenging. So, there's not a silver bullet right now | don't think.
R EIE:

BINEEZFES AP REEHRE. BMTNEXHD AP P—E LR RRNHBAN. EXMERT,
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(00:57:42) Lenny
English:

Awesome. Just a few more questions and then a broader question | want to ask. So, say you want to start
hiring the next Austin, first of all, what do you look for in the person? What are signs that they're probably



going to be worth chatting with? And then what are some interview questions you'd like to ask to get a

sense of how strong they are?
R EIE:

KiET, RAERBE/LNAE, AERER—NE ZHEE, RIIREFIEEET—1 Austin, B, RER
EAS LBEFA? PETRERBANTMERF—X? RIRMLEIRER T #IIISES?

(00:58:02) Austin Hay
English:

So, the first thing that | always gravitate towards is just intellectual curiosity. And | know that's very,
maybe a little bit overrated, but | think you can tell pretty quickly if somebody's just interested in the
world and learning things. And the thing about third party tools is you are constantly learning. You'll
never be an expert in everything because there's way too many tools to be an expert on, | forgot what
publication, | think it's MarTech editor in chief or something. There's a publication that | subscribed to
and everything is classified as MarTech and the diagram is huge, like cover a wall. Now | don't believe
everything like that is MarTech, but even if a fraction is, there are way too many tools in technology to
ever be an expert. So, you have to be both very interested in learning and very willing to quickly learn if
you want to be in the space.

AR ERIE:

BRREENE—SME “KMA” (intellectual curiosity), FRENEXIFFEKATAER = FFIAMNE, BIRINAIRE
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(00:58:50) Austin Hay (Continued)
English:

And so | generally look for intellectual curiosity as the first sign. The second thing that | think helps people
a lot who have intellectual curiosity is they're scrappy in engineering. They might not be the best
engineer possible, but they know how to get around. They know JavaScript, they know Python, they can
read APl documentation and make an API request. They have enough base knowledge to basically
understand how to solve a problem that an engineer might do even if they themselves are not an
engineer. Now obviously you can get lucky sometimes and you'll find the engineer who never wants to be
an engineer again and decides to move into something less technical. And in those cases they're super
powerful, but | haven't met a lot of those people in my life. And also there's just some business dynamics
to it. You could probably make more as a backend engineer than as a MarTech guy.

FROCENIR:

FIUEBEINRATMERNE—MES. EZRBEIANARERMRHWAREEDNE “TRLNWIENTEESN

(scrappy in engineering) . 1Rl GER IR TIEIM, Bt IFENEAFRRRIE, M{11E JavaScript, &
Python, BEIIE API SXA4FH &% APl K. 18 EBHNEMEIR, EMEESARIEIN, tEREMRuafRR
TRFzBINEE, YA, GETEREES, BE— T BUAREYITREM. RAERTHABATARMEIE
WTRRM, EXMERT, ilsIEEER, BRXEFSNILNXENA. MEXESTRIEFLEE: £
A faim T2 A rTBELL i MarTech TR %,



(00:59:41) Austin Hay (Continued)
English:

So, you probably just pursue the pathway that makes more money. It's like a little bit of a utility function.
So, | look for intellectual curiosity. | look for basic engineering scrappiness. And as a side note, | would say
lots of people out there, the advice that | give them is you don't have to go get a software engineering
degree. You can teach yourself, | am self-taught. You can take a coding academy online. | think you get
enough knowledge through being able to do web programming or some type of backend programming.
So, | would say it's not more than a six-month investment for anybody to really get the skillset that's
needed. Obviously once you get the skillset, you can build upon it with years of experience afterwards.
But if you're new to the space and you're in marketing ops and you want to get more technical, or if
you're a user acquisition manager who did paid performance, but you're like, | really want do things end
to end.

FRCERIR:

FRLURARE R EF IR BIREAVES, XMEER—THAR. FAlt, HIFHRAR, FHEMOITENEZRE
Ho IRER—T, RARZANENE: MAFTEEZZ—TRELREFL. FAIUBE, EMEEFHN. RA
USMELREZFR. HIANBEIZINNRERREMEIHRE, FRERSEBHMIR HRiR, FAAR
BERANBINNBREE, MEEEEPIFNKE. S, —BMREETKE, UWEI BT SERLIFERN
R, BNMRMEERXNIURIFA, EMEREZEABRBEERAK, HEFRR—MMMAENRN UAZIE, EBfR
ey el DET

(01:00:33) Austin Hay (Continued)
English:

You can just go pick up some software skills and you probably are going to be pretty dangerous from that.
And so those are the two things | gravitate towards. There's obviously many more, but those are the first
two. The questions that I like to ask is what does | like to ask people how they prepared for the interview.
This is not, | can't take credit for this. My wife told me about, gave me this idea and I loved it. | think it was
al6z partner. But | love the question because when you ask, hey, how did you prepare? You're really
asking how does the person think? How did they plan? How did they take things seriously or not? What
did they read? What did they do? And if you have to prompt them to tell you all the things they did, then
they're just not a systems thinker.

FROCERIR:

MABEEF—LENHEKE, MTIEERFEEAEREN. XRERKREENAR. YRATERZHEME, BEX
BAIMZ. RERENEAR: HREXFAMNBOAESEHRN. XIFAEHRORE, EREFEENER, &K
FEER. HAXEMHKE—Lalez BIGUA. HERZNEE, FANZHIRE “(RIWMEEER? 7 B, fRSE

frERER: XPARBMABEZER? MI10METR? WINGFEBERSINE? IR THA? BT HA? R
fRp R A BEW A B0 ISR, BRI AR— N RAEREE,

(01:01:17) Austin Hay (Continued)
English:

But if they're like, hey, actually | read these things, | did this. | woke up, | went for a run. The more
interesting complex the answer, the more interesting complex the candidate. And so | love the question
because it just gives you a really good understanding of the person on a whole, like right out the gate. And



then the other question | like to ask is | like to ask, so you're coming in tomorrow to our marketing tech
system and by Friday you have to write up a report on all the things we should change. What do you do?
And | like to ask that question because it pretty much signals out people who are biased versus not.
People who have tooling biases will immediately just like, we should implement this tool because | used
it before and I really like to hire people who are not tool specific, who are more tool agnostic and they
think about tools as being things to solve problems as opposed to tools being things that you just solve
because you've already solved it one way.

FRERIE:

BIMRMITR: 92, LFREFRTTXERR, BT XEREH, RELERBT NS ERUEH. BE
Z, REARHER, BEZR, REWXNMUHA, BACEILEM—FBERNXPIABE—TLANTH. F—
PMRERIDNATZ: “BIRMBARXEANRKNNEHERRSE, HARMRUAE—HIRE, FILFRERIINIZ
B, MMREAM? 7 RERXNIEA, RACERINE—IMARETERL. ELARINARIZ
W “BARZEEXANTRE, RARMEIREE.” MEFEENEABERRRTHEIA. HTARPILS
B A, B TEEERRABNFE, MAREAURAIEHS R PAMIFEESFER,

(01:02:12) Austin Hay (Continued)
English:

This isn't a gripe and it's certainly not intended to slice at PMs, but one of my observations of a lot of PMs
is they just pick the tools they've already used before because it's easy and it's a shortcut for them, which
| understand, but problems are not always the same. So, tools shouldn't always be the same. So, | like to
pick people who think about the problem set and the solution space more and they ask questions about
what problems you're trying to solve, which | think is much more of an actual PM mindset of trying to
work backward from the problem as opposed to just taking the problem and regurgitating stuff that you

already know.
R EIE:

XABERR, BN AEEHN PM, EEXMESZ PMHMBRE: MR EFUAINIE, RAXRE
%, 2iER. HERX—=, BREHFSEHEREN, RUTAERNIZEZE—F. Blt, HEIERPLE
ZRE ALK M “WRARTE A, tN@RRERRTARE. FIANXA ZEIER PM B4
— MR E A E#E, MATEREIEE, ARV EERELNENRE,

(01:02:45) Lenny
English:

Are there any flags you look for that tell you maybe this person isn't someone you want to be working
with?

FhSCERIE:
BEEHA “OiE” (BRES) SitfRHiEE: “BEFXPMNAFTRRELEMAN” ?

(01:02:51) Austin Hay
English:

| answer that question on two spectrums. One is if I'm hiring as somebody who's hiring an IC versus I'm

getting hired. So, one of the red flags whenever I'm approaching a company to work for them is I'll ask for



their company financials and a company that's not willing to divulge their financials to a director level or
above person, | don't want to do business with because that means they're hiding something. Or they
have a culture where they don't trust the most senior leaders of the organization. Either is a bad choice in
my perspective. So, that's one of the questions | always ask when I'm going up for a job, when I'm hiring
somebody. Red flags, | feel like one of the false flags not a red flag is more like when there's a gap in
somebody's job resume, everybody gravitates towards that and it's often really explainable.

FROCERIR:

BMRMEEREIE, —BRENBREERIC, —ERFNANEE, YREBE—KQBIIER, —PIEE
SZ. HRERFRFANUSKRER. IR—RAFVFRBERLDEZMUAENABEMSRRT, FAEBMM]
HE, AAXEREMNERBTA, HEMINPIXUREELARNEENT. EREXR, XRMIBEREBRE
Ko PTAXZH RIS ARIELE, ETFHBEANANLE, RRE/FE—M “RA4E" (RSMES), i
B LR =B, ARSEITEXNE, BHSEEEE A RN,

(01:03:39) Austin Hay (Continued)
English:

A good example is | was hiring somebody once who had a two-year gap in their resume. We didn't end up
hiring the person, but they went through all the stages and we didn't hire them, not because of them, but
because the job got removed and this person took two years to get a philosophy degree or maybe it was a
poetry degree and then also taught himself to program. So, it was a really enriching two years and there
were lots of ways that | could see them bringing their past experience and the way that they took time off
together to be a really well-rounded candidate.

FROCENIR:

ENGFHF HBLEEERI—TA, tHEHLLAERENTEH. RITFXLKERAM, EEITHREER
M. wRAAREAM, MEBERABNRUKBET . XIMTARTRERBEZT —PMEFEFU (BAER
WRFEN), RANEEZET HI2. FIUBRRIRERERNME, FEFFMNARIENERESXBRKEMNELES
X, HA—TEEEEARIEA.

(01:04:12) Austin Hay (Continued)
English:

So, | would say I look less for red flags and more for false identifiers on the resume application that may
shortcut me towards the decision. Another one is just school people just look at your school where you
went to undergrad or grad and they kind of make a decision one way or the other. And | feel like that's
also can be a really bad shortcut because there's some amazing founders, for example, who went to
school as you maybe had never heard of. Yeah, | know that's not a good way to answer the question, but |
don't have a good way of looking for red flags, but | do tend to spend a lot of time on netting out of false
flags.

FROCENIR:

FRAREN, RAKTFHAE, ESEINEHFRETEULBRERHREN “BRITIR « Z—IMHFEFR
— AEEREMRAREARETM) LB, AEIELGFIE. RREXBUI— T IFEEENER, BN
BRZTAELIEA, I ERNFRIFAIEEIRELITT. 20, RNEXFAREEXNRENKELST, &
WS B —ESHRABNITERZE, ERBIRSERSHEEHFPEIRSENAEES



(01:04:49) Lenny
English:

That was a great way to answer the question. | want to move on to something totally different, and this
isn't something I've been asking people, but I'm curious if there's something here then maybe if there is,
I'll start asking this more regularly. I'm curious if there's just any frameworks that you've found especially
useful in your work or even life. Does anything come to mind?

FRZERIE:

EXPEIERE, FREE— M RE2fANRL. XFEZREERAFIANRE, ERRFFTXERSHTAER
SN, MRE, KURESEER. FBME, EMENIEEELED, BRETAMRERFIEERER?
RERREIHAng?

(01:05:07) Austin Hay
English:

One thing that | want to build, so if | ever build this, maybe it'll be a newsletter for you, is just a one-page
doc of the most useful life frameworks and they're just the words, and so you obviously have to know
them, but | feel like | come across really good frameworks all the time and then | forget them. So, I just

want a one pager of Lenny's Life frameworks.
R EIE:

H—EEH—4E, MRXEOMAT, BIFTUERIRE—H] Newsletter, M2 — X TRBEBEFER
M—EXE, EEREXEE, REAATNEENNER, RREREEBIRFNER, BELMST.
FRUAKARE— 7 “Lenny RUEEEZR" —TK,

(01:05:07) Lenny

English:

Okay, we're starting this right now.
FRCERIE:

4%, FABRERF LR,

(01:05:30) Austin Hay
English:

Okay, great.

R EE:

KIF 7o

(01:05:31) Lenny
English:

We'll have number one.



FRZERIE:
BATRFIE—

(01:05:31) Austin Hay
English:

All right.

R EE:

R

(01:05:31) Lenny
English:

| like this.

FASZEIE:

HERXNEE.

¢

(01:05:34) Austin Hay
English:

Okay, so I've already said this and you've promised to put this at the top of the list, so I'm really excited.
It's just tools are meant to solve problems and | tell that to every person | hire. | repeat it consistently at
Ramp and all of my consulting gigs. And it's not just the words, it's the spirit of it. Tools are really just
meant to solve problems. You don't have to buy a tool to solve the problem. You also don't have to buy a
specific tool to solve the problem. And | think it embodies so much of what marketing technology is
trying to do. It's trying to help people understand their problems and then actually take action on them
using tools and technology that are most first party and third party. And most people just focus on the
tool part and focus on the buying and integration part.

FRCERIR:

9%, REAWRIXNT, MEENBEKREBFTREN, FAURRME, BBME: “TAZATHERREMNFE
B.” HWHEMHNES— AKX AR, HE Ramp UNEFMENS AT FRHAREEXMIE, XTMUEF
HER, EB—MHEMH, TRENRZATRRNE, MAFENTHRRAEMELR, BAFELHFENT
B, BANXEIRT EWKANZO: BEEAMNEREMNNRE, ARFMBE—HSME=S TERKARERIT
e MAZMARKITAKXE, XFWEFERM.

(01:06:16) Austin Hay (Continued)
English:

And so | think if you consistently remind yourself that tools are just meant to solve problems, then you
really get into a space where you as a systems' person can be an advocate for your marketer or your
product people. | think sometimes there is a little bit of a tendency for people to think that people who
manage and set up tools are just interested in managing and setting up tools, but really at the end of the
day, we're trying to help people actually do stuff. Then there's this PPS framework that | talk about a lot,



which is problem, people and system. So, whenever there's a challenge that comes up like at Ramp or in
a consulting gig, | like to first say what's the problem? Who are the people involved and what system does
it impact? Usually because people just jump straight to the system. They're like, hey, there's this problem,
| just need to solve it with the tool. Hey, I'm trying to do X, Y, and Z. Can you just give me admin
permission straight to the system?

FROCERIR:

FRAE DS, MNRMMTEMREBCTARERATHRRAA, BAEN—IRALTAN, RIEEERNEHEA
REF@ARNFEPE. RINABRAMMMETFIAR, EBEMEETANARMNEEMZE T ARNE, (B
frt, VARER, BINSEEBANTRIfE. AEEREERIIN PPSHES, B @& (Problem). AR
(People) AL (System), BHTE Ramp HZ W TIEHFIBRIBRALET, FHELR: RFEBHA? PRHL
AN? EEMHGARE? BABEAERRIIRZEE. tlxi: R, E0E#E, RRFEAXTIA
fRR” HE TR, WEMX. Y. Z, (REEERARARNEIEGANRE? 7

(01:07:07) Austin Hay (Continued)
English:

So, if you back up though first you understand the problem like, hey, what is this person trying to solve?
What is their discreet issue? A great example is I'm a sales manager and | want to make it so that every
time | hire somebody, | don't have to go through this really tough process of onboarding my staff. All right,
so that's the problem. Who are the people that involves, does the sales manager need permission from
the CRO? Do the sellers need to be trained? Is there some other confounding factor that we're not aware
of why we don't want to just automate this thing? Once you have an understanding of the people and the
problems that you're trying to solve, then it's really, really easy to design the system to solve that. And so
that's my number one framework for technologists in particular is like don't just jump to the system,

think backwards, start with the people and the problem and then move to the system solution.
FRERIE:

BINRIFR—L, FIEREE: 1B, XMABBRAHA? MIRFEER T HARE? —MREFNFIFE: EE
— M HEZE, RRULEXRBARNHNANRRESCBRARSE. F, XMERE. TRMEN? HELERES
FEEWE (CRO) WIIFAING? HEARFTEFIING? 2B ARNFMENTFINEER, SBENTEEES
X HE? —BIRE@E T AGMEFRNRE, KT RARBRERERFEEFEERH. FIUXRRLEAR
AGE—SIER. FTEEERIIRS, BEEIRKEE, MARMEEASG, ARBRARRRERGRE.

(01:07:52) Austin Hay (Continued)
English:

And then another one that I've already mentioned too is it's B and B as opposed to BVB. So, build and buy
as opposed to build versus buy. People all the time just think the second that you're talking about
implementing a tool or procuring a solution, it's, Hey, | want to build this thing or | want to buy this really
expensive thing. Build versus buy is a very narrowly constricting decision tree. If it's only build versus buy,
then you've already made the decision that you can only do one or the other, which means you're already
fighting somebody at your organization. Build and buy means that both of you can win and you can
actually create a solution that is not only unique but saves the company time and resources and makes
everybody happy. It's more of a consensus driven approach. Whenever | hear in a meeting or a call or
some discussion about how we have a tool and it's really expensive and we want to build in herself, | try
to just use the build and buy framework to tee people up and say, what about the problem?



FRZERIE:

S—1MHRELRIINZ “BMB” MAZ “BxB” , Bl “BHMWXE" (buildand buy) MA=E “BiHEE
ME” (build versus buy)e AIE2RF—EHREILETAEIRBAER, B4R “‘BREESE , B4R “BE
EIXMRENAA . “BIERME" B—NIFERHEAVARN, MRIAEXHNER, (RRELMIRTR
RETE—, XEREMEEENARENEANNT, “BHMBE" SHRENR, REIUEIE—EREX
RETEARMEMER. ILAKBFONAR. XE—MERBLIRNG Z. SHREIWNIITERFEBEA
W OORMNBITNIAKRRT, BECE N, ZRIZRA “BMMEE" EZRERSISFAK: XFXNEE, W
LEBR D AT LASE?

(01:08:59) Austin Hay (Continued)
English:

Can we buy? What about the problem can we build? And where does it make sense to invest our
resources and our people accordingly to get the optimal outcome? A great example is a company that |
was consulting for was thinking about building their own AB testing tool. And actually we had the same
problem at Ramp recently, and they're like, well, we just think we should build ourself. This is core to our
technology. We have the engineering resources to do it. And they were evaluating it to build the entire
system themselves or buy a third party, | think it was split.io or something like that. And the entire
engagement was basically designing a financial model to show them that they could make a lot more
money, save money, move faster if they just bought the third party tool at the lowest possible cost and
spent all of their resources that they were going to spend building it, building around it and making it
their own. And there's lots of, | hate the word synergy, it's just so yucky.

AR ERIE:

ML DA UBH? EPERANFRMANA RRABRMER? — T RIEFNFIFR: REWIN—RAFTEE
SH%XA/BIMRX TR, &7 Ramp HA BRI TRFREE, KT “BIINZBECE, XEHNZ
DR, BITEIRERR." IENEHEEEMEREE=ZAN (FFHEE splitio ZHEM) ., BNERTE
BEAEMBRIT— ISR, BB NRMUNUSKEABMEE=STH, HERKITERTEMN
FRIERFMEAERSZIRA#T A L. FHEEKASHERE, MIIERESR. EEZH%. BEER. X
BRZ R DR (synergy) XMiE, KEDT o

(01:09:54) Lenny
English:

| don't mind it. | think it communicates what you want to communicate, and | feel like people don't say it

as often anymore, so maybe it's okay.
FRCERIE:
BANE. BREBEREERMFERANER, MENEAMIRNEARRT, PAUEITFEZEXR.

(01:10:00) Austin Hay
English:

Yeah, because they're afraid. There are mutual benefits is a better way of saying it, if you build a tool
custom to yourself when you've bought a tool because the vendor at that point is committed to you and
they want you to be successful, so you often can get accelerated outcomes if you build on top of a third



party than if you just build it yourself. A great example is say you buy one of these AB testing tools and
you build around it and you're a large customer of them, but you've invested a lot of your own
engineering resources to make this solution your own.

FhSCERIE:

20, AAANIEBRZNME,. “BANER" BEHFHNRZE. NRMAEWITENEM EHITERNH L, BN
MEENEHELMIRHE T, IIREMMT, FRULLESBM, EHE=HEM LR EEEILIRERRER
Ro —MFHIFR: MET—TABNRIEHBEREWE, MEMIINAZR, ERRANTREECHIE
BN AERZERIRE B,

(01:10:31) Austin Hay (Continued)
English:

If they know that and they care about you, they're going to be willing to actually make you happy in the
moments where you need a change from them, say some SDK change or a new feature or something like
that. A framework that | talk a lot about in my Reforge course is about building a stack. Everybody asks,
hey, how do | build my stack? What should | do? What tool should | use? Even you earlier were like, what's
the golden stack? Tell me what five tools should | get?

AR ERIE:

MRMITNEX—RFAEERRR, SIRFEMIIMEAZ (b0 SOK EESFINE) B, McBERRERS
fRo F7E Reforge MIBPAERIN—MERZEXT "MEIEK" . 8TAHZM: IR, HZEAMET
Bix? LEAM? ZAHATIA? 7 BEMNIABER: “HFARHETAK? SIFREEPEIIAE? ”

(01:10:57) Lenny
English:

Just tell me.

R EE:
REIFFIE,

(01:10:58) Austin Hay

English:

Yeah, yeah. I'll tell you at the very end, | got to hold out. Otherwise, you'll ditch this podcast.
FREiE:

iahe, HEBERFE, HEETER, SMFRMATXHREE T,

(01:11:04) Lenny
English:

That's right. Yeah. Wait until the end. Is there anything else you want to share before we get to our very
exciting lightning round?

FRCERIR:



Rito i, FEEE. EHNFFEREHNNBICRRZA, MEETABSZENGE?

(01:11:14) Austin Hay
English:

The only thing | had wanted to fit in, which | feel like is maybe a framework or maybe just a really good
decision-making philosophy is this concept of thinking gray. Have you heard of it before?

FROCERIR:

BE—HBHTHN—R, BRSCARE—MER, HEIZ— M EEFNRAREE, BHE “REEE”
(thinking gray) B98I, (RLARIIFZIZ?

(01:11:26) Lenny
English:

No. Go on.

R EiE:

=h, B

(01:11:27) Austin Hay
English:

Okay. So, Steven B. Sample is a professor at USC. He wrote a book called The Contrarian's Guide to
Leadership, really great book. It's one of his principles. There's actually a lot of great principles in the
book, but this is the one that | think has stuck with me the most in my career. And the concept of thinking
gray is so often in life and in our jobs, we are forced to make decisions very quickly. We have to think
black or white about a problem set or a solution, and then decide. One of his tactics is this concept of
thinking gray, which is actually to not decide for as long as you possibly can before you have to decide.
It's really challenging because it involves this little thing called patience, which | do not have a lot of, most
of the time, and | know most people don't as well.

FROCENIR:

%F, Steven B. Sample EmMMIMNAZFE (USC) MI—u#Hi%, MET—ARBW (ASENEABLIERE) (The
Contrarian's Guide to Leadership) , IE&EEWN—24P, XBMPRENZ—. BPERZEANEN, BXZEE
BRI ERHNEEMRRN—D. “RBEE” WM EEENIEFR, RMNELBRERRMEIR
Eo EMIxmAsARH#HITIERNBNEE, AGEHEK. MHNEEZ—ME “REEBE” , BE4AME
REZE, RABEKNEMAEMRE. XIFESEHEYE, BRAEFRE—N0 “TL” B/NRE, mEAE
DHEEEE Z DI, RMEASHALR.

(01:12:30) Austin Hay (Continued)
English:

But it's particularly really relevant in systems thinking and product because so often we believe that we
have to make a decision because our boss is telling us because there's an OPR, because we feel the pain
because somebody's complaining to me. But actually in reality, you don't have to make a decision at all.



You can just let it sit for a while. And this also applies to, | think, how you move through the world and
view people. A lot of times we will meet somebody in a company setting or in a business setting, and we
are quick to make decisions about them. We even asked me questions about how | hire people very
quickly. We're looking for shortcuts to make decisions about evaluating people. One of the best pieces of
advice though about thinking gray is it gives you the grace to not decide about people until you have to
decide. So, obviously for an interview decision, you have to decide.

FROCERIR:

BERZRENTRIED, XLHAX, AARNEEIANBIMRE, SRNERTE, EEANE OKR,
RENBENZBETES, HEBAERATER. BELHFL, MBREFFBRILLMIRE, (RATLILERB—K.
FIANZEERTFRNALHNEA. REMEBINELAFDXBSHEBEEAN, SRRIMWITTER. RRI
ZEEFMAREZEE, HNNSBEIFHIHEANER. XT "RBEE” RIFNEBNZ—F: ERTIR—
MR, LLIRESTMREZR, FHATEL. HA, WTFEIRRE, ROTHURTE,

(01:13:05) Austin Hay (Continued)
English:

You have to decide yes or no. But so often you'll come across people and you'll meet them once or twice.
And | feel like there's this tendency in the back of everybody's brain to be like, do I like this person? Do |
want to work with them? And the question often is not that it's do you have to even make a decision right
now? And by leaving yourself to have space to decide, you actually open up the possibility that in the
future you'll make a better decision. So, | think that's a really good lesson for systems, and it's obviously a
lesson that you can apply to the rest of your life too.

FROCENIR:

RBIURERBERFIRA. BREMRAIBE—EA, RRI—FRE. EREETANRESRLEHTE—
ME: “HERXDALR? FEMMIHEFE? 7 BRFEEERETL, MET: MRTENEEMRE
13? @34 ECBHRERTE, REFLEARTRRBEEFRENATLEE. FAURIANAXN REWEZ—T
Rermvzull, AR —NeIUEAREEEMAEREI,

(01:13:37) Lenny
English:

Austin, that was awesome. And with that, we've reached our very exciting lightning round. I've got six
questions for you. Are you ready?

FROCENIR:
Austin, X#7T, Eit, FMTENTIFEEEHNLRRER. HENNEEAEMR, HEHFT3?

(01:13:43) Austin Hay
English:

I'm so ready, Lenny.
FRCERIE:

HEEIFT, Lenny,



(01:13:45) Lenny

English:

What are two or three books that you've recommended most to other people?
R EE:

RRANABEERZHNR=ABEHA?

(01:13:49) Austin Hay
English:

So, first book | already mentioned, but say it again. It's The Contrarians Guide to Leadership awesome
book. Second book that would be really good is the Art and Adventure of Leadership by a guy name
Warren Bennis. And these are more philosophically leadership books. They're less about technical specs

on how to run a business. So, you have to be into that.
FRCERIE:

F—AEELREIT, BiR—E: (MSENERBHIER), FEE, FETAZE Warren Bennis BR (S
HEARS5ER) (The Art and Adventure of Leadership), XEBRAEMFHEE, MABRXFNAEE LS
B AT, B ARSI X S E AR,

(01:14:10) Lenny

English:

Favorite recent movie or TV show.
FRCERIE:

RITERE AR EB AR

(01:14:12) Austin Hay
English:

I'm currently watching for the first time Suits, which 1'd never seen before, which | think is pretty good
because the story arc of every Suits episode is that there's a problem. Then they solve the problem and
then the problem is solved at the end. So, it's very gratifying for anybody out there who's a high anxiety
person who just wants to have this story arc resolved at the end of the episode. But if that's not your jam
and you like excitement, also watching Silo, Witcher. For comic relief, there's Our Flag Means Death, which

is hilarious. Have you seen that show?
FR3zEiE:

BRIEE—RE (EEBM) (Suits), URIEET, ERBRFEN. AAE8—SNRIEERTE: HIH—1
RE, SAFMIIFREE, REABEFERR. MTFIRLEERE. RIBERISLERNER—BRI AR,
XIEERE, BMREREVWXT, MESWRIHN, KBEEF (FEHIE) (Silo) 1 (FEEA) (Witcher),
ETER|, B0 GB&EEF#E) (Our Flag Means Death), JEEIRE, RELE?

(01:14:44) Lenny



English:

No, not Our Flag Means Death.
FREiE:

"EL (BEEE.

(01:14:46) Austin Hay
English:

Now you need to go watch it. It's about black beard and gay pirate captain. So, strongly recommend that.
And then for just really dumb comedy, What We Do in the Shadows is hilarious.

FRCERIR:

BIR—EBEE, HNEREHFAN— P REMTESMENNE, BIEE, T —NA4RNEELER, (ki
B4EY (What We Do in the Shadows) , tBIEE1E5,

(01:14:59) Lenny

English:

What was that? What We Do in the Shadows?
FRCEIE:

BEAA? (RMRBEE) ?

(01:15:01) Austin Hay
English:

Yeah.

R EE:

=0

(01:15:02) Lenny
English:

Okay. Wow, a lot of recommendations. Thank you for that. What is a favorite interview question you like
to ask candidates?

FRSCERIF:
¥, HE, HEEZ, . MEEMREANTERNEEFA?

(01:15:09) Austin Hay

English:



So, | talked about what you did to prepare, but the other one that I think is really good because it forces
people to get vulnerable is tell me about the most difficult or challenging thing you've overcome in the
last year in your life. It doesn't have to be work related, it could be personal. And | think it's a great way to
just reset the atmosphere, make people dig a little bit deeper into who they are and be more vulnerable.
And | find usually it also helps calm them down because if they shared them one of the most challenging,
difficult, and hard parts of their life, then all the other questions just are pretty easy. So, that's one of my
favorites.

AR ERIE:

HiEE “RROFAEERN” , BE5—1MHUNEBRENENE (ENeBfAMNRILRSEN—m) 2 “SiF%
HE—FE, REEETRRNSEEHFARSENZEERMTA? " F—EENIFEX, BAUELS.
HNNZXB— T EBRENGFGZE, ILAMTANZREBRHRIAELN—EH, RRAXBEEWEFBMITLIFHT
¥, EAMRMINEENET EEFREBENED, BARTHREMEFIERZT. XRERARERNZ—

(01:15:43) Lenny

English:

What is a favorite product that you've recently discovered that you really like?
FREiE:

RRIEAMHIFEERNE N mETA?

(01:15:46) Austin Hay
English:

This sounds super dumb. It's called cal.com, and I'll tell you the story first. I've been a big Calendly user
for a long time, but Calendly is pretty expensive. If Calendly is listening, you want to give me promo, cool.
But it's very expensive. And then | also just found that it is not always graceful at syncing multiple
calendars from both businesses and consulting gigs and personal, and | had trouble remembering my
Calendly link. I don't know. The interface is like circa 2016. So, really looking for something a little bit
more notion like with a Command K interface and just integrations that work. And cal.com has not failed
me. It has been awesome. So, if people are looking for new Calendly tools, strongly recommend.

AR ERIE:

XIFECR e gERE, EM cal.com, HAEHFAER: HKHALIKR—ER Calendly WEEAF, 1B Calendly ##
R (WR Calendly IATEDNT, BAEFKMEE, BXEFT). EENRER,. MERAMNEERLSREAE. &
WIERNNANZNERNHARSERBAMNHE, KORMEIZEKDN Calendly #i%. METHNRERIEEGR
2016 =M=, FRUFK—EHEIFHE® Notion. B Command+K RIEFRTMBEEMRRIFHTE, cal.comi&it
KL, EFEF, MBARMERK Calendly WERSR, BIMER

(01:16:30) Lenny

English:

Wow, never heard of this. What a great domain, cal.com.
A ERiE:

i, RIFEXA, B EE, cal.com,



(01:16:32) Austin Hay
English:

I know, right. Killer.

R B

|, £7,

(01:16:34) Lenny
English:

What is a favorite life motto that you often repeat to yourself or share with other people, either in work or
in life?

FRCERIR:
ELRHEET, FEENECEERSHUADTENAERSEMHA?

(01:16:42) Austin Hay
English:

| just think a lot about the power of appreciation, and one thing that I've just been thinking a lot about
recently is the challenge that people might be facing in their daily lives. I actually was recently listening to
another podcast by Adam Fishman, and he had Brian Balfour on. And Adam's basically just interviewing a
bunch of dads, which is cool. But the nice thing about being a little bit older in your life being a dad is that
you maybe have seen hardship before. And this podcast is great at just exploring the stories of people
who | really admire and go through their hardship. And in that it's been a very profound experience,
understanding the type of challenges that people have gone through in their lives, people who have lost
mothers and fathers early in life, people who have lost children. | myself, my wife and | lost her dad last
year.

AR ERIE:

BREBRET B N8, R —EHEBATEAREEERAIEE IR M. F&IEFT Adam Fishman
HI5—14#&%, 2 ERE Brian Balfour, Adam B2 EBAERF—BYTEENA, XRE. FARE, HiRE
LK, RAIGEELNIRTEENRE, PEEFEEERKERFBERFEBZRMOIAERINRE, Ukt(]E
PEVE, XR—MIFERZNEE, FEBANZHINESHRSE —BPLEREFRRXTENA, PLERER
FHIA. HECHMEFEFHRETHHK,

(01:17:35) Austin Hay (Continued)
English:

We lost two grandparents to COVID, we lost our dog. So, | think that the way that it ties to appreciation is
if you can understand what people are going through and you start to view them a little bit more as a
human and understand what's beneath the surface of work, who are they? What do they care about?
What are the things that are driving their life forward? It just makes you so much more appreciative for
what you have and the good moments when they're actually there. And this doesn't just apply to life. It's

also like business too. It makes winning a lot more fun when you know the hell that people have gone



through. That's just something | like to talk a lot about with people, especially folks who are younger in
their careers who maybe have only seen wins describing what the losses look like so they can picture in
their mind and then have some experience when they go through it. It's a big part of my shtick.

AR ERIE:

HMNRANHERETWAUERKE, BRETENNER. HIUNAXE “BE" NEKRET: ORIMEERAL]
EREZHH4, FIRESHIBMIIEFE-—TTENA, ZEBILERKZTHMITEE. T84, BFATE
WEpftb I ETE, XRILMREMBAIRFIAEN—1), UNKBBLEELEENRZ, XTMMUERTERE, HiER
Tk, SRTRANEZHINERN, BASEREEHE, XERERMAWIER, FalRLERE
ERHA. ATREREMANERA, mEIEARKEEF, ittEMehEMmES, XFEIMIIZHRY
RMEEEAZN, XRHRTANBNEESR.

(01:18:23) Lenny
English:

What an excellent answer. | am definitely going to keep asking this question. For people who are still
listening here is the promised Golden Stack.

FROCENIR:

SZLRFENEIE, FEEIUEPX MR WFEERNEA, XMIAEIN “ETTAK" .

(01:18:32) Austin Hay
English:

Okay, so Golden Stack. If | was a B2C business, 1'd buy Amplitude for my CDP, I'd buy customer 10 and
maybe I'd upgrade to Braze in the future. | put everything in Snowflake, I'd buy high touch to reverse ETL,
all that data out to my ad networks. For attribution, probably AppsFlyer from a mobile app, if not Branch,
but it'd probably be AppsFlyer first. So, that gets you, you got AppsFlyer, Amplitude as your CDP and
product analytics, Customer |0 for email. Snowflake for your data warehouse, Hightouch for streaming all
the data tools. That's like golden stack today if | were implementing it for a B2C business. For B2B,
roughly the same, Amplitude. If you need an attribution tool, if it's B2B, actually, if it's a web only
business, probably we use Branch because Branch is better for web.

AR ERIE:

%, EETAK. MREERIE—K B2C bk, FHEX Amplitude fEFKAI CDP, X Customer.io (RFKEJRESF
8% Braze) . HREEFAAEIEEN Snowflake, 3 Hightouch i ETL, EHIBHIEIITEML, 1TRAA
m, MNRISHBE App, AJBERE AppsFlyer, 5% Branch, {BE%RI#EZ AppsFlyers FRLLELE—T:
AppsFlyer. Amplitude (9 CDP #F=@%#7). Customer.io (#BfF). Snowflake ($t#E€E). Hightouch
(BB . XMEBHSKEN B2C R SLHENE K. T B2B, AXKHERE: Amplitude, IRFEVIET
BHR4amMml %, vIRES M Branch, [EJ9 Branch 7EM 51 B 5%,

(01:19:23) Austin Hay (Continued)
English:

So, you have Branch, Amplitude, connect all the data to Salesforce. Hopefully at some point in time
somebody builds a better Salesforce. That'll be for our next podcast though, Lenny, can't cover that
today. And then reverse ETL is Hightouch. So, very similar except the only difference is what do you do for



an email tool? A lot of people use HubSpot. | would try to go away with Customer 10 as long as | could and
then I'd move to Braze afterwards. So, a big difference is just Braze versus Customer 10 for B2B.

AR ERIE:

Fr LA Branch. Amplitude, 1BFFE 3B E#E E| Salesforcec FEEF—RXKBAREH —TMNEHFW
Salesforce, FIIBEBENTTHBELNED T, Lenny, SRR, KA ETLIEXRZ Hightouch, FRLAIEEHE
B, E—HXFNEHMETE. RB% AH HubSpot, BER=RAIEEKATEMZFHER Customer.io, AEHIEHE
%l Braze, PRLA B2B B9EZEXFITETF Braze iFZE Customer.ioo

(01:19:49) Lenny
English:

Final question for you. | heard that you're a drone pilot and I'm curious, what is the coolest place you've

flown your drone or the coolest thing that's happened with your drone?
R EIE:

Ra— M, RNRMEB-—BEXEAN®ITR, HRFE, [ OIRERMGEWIL? HEMBEANLES
rasBENE?

(01:19:57) Austin Hay
English:

So, this actually gets back to our intellectual curiosity thing. Maybe I just search for weird people when |
hire because | just love when people do interesting things that are unrelated to work. And the story is
during COVID, | didn't really want to just better myself online through a bunch of educational platforms. |
just felt like it would be a little bit soul crushing to sit in front of my computer screen and learn how to do
statistics or whatever. So, | was trying to look for things that were interesting, niche, outside of my
domain knew nothing about. And the three that | came up with were, | learned to fly a drone. | became a
CFP, certified financial planner and | became a notary. And it's just because they seemed really useful
things that had nothing to do with my work and would learn about something completely interesting and
different.

AR ERIE:

EXXEETHATRB KK o BIFFRBERMERBLE A" , BARERANNE—LES TELTXHE
F, WEEXFH: EHEHE, FTERE2EI HELHBETAaREABC. REFBRLEEMAFS
HEZENLITEAT . FIURZHIL—EEFEN. DR, R2FTERNIE. RREET=FF: F
STXEAN. EELCFP CEAHEUVMEIID) R, URBRA—RBAIER. ABRERANENEERRER, BS
HNITAEZELXR, EULRFETEREEEBHNRA,

(01:20:46) Austin Hay (Continued)
English:

So, those are the three that | chose. The drone stuff, it actually was funny. | started flying here in DC. | live
in Virginia, but maybe a mile outside of Washington DC and around DC there's a restricted air zone. And
so after | did my FA drone pilot license and | became a certified drone pilot, | really went down the rabbit
hole of trying to figure out how to fly a drone in DC, because I've seen them around, but obviously it's a
national security and I'm probably dramatically mutilating the exact experience. But as | went to do this,



it was very complicated, archaic, but also funny because it was all online. You have to go file out a form,
you get a letter from a local representative who says you're in good standing. So, we found a councilman
that | just knew. And then you have to fill out all the stuff.

AR ERIE:

EMBREN=MF. TANBHEELDEN, RFFBEEBTIFX (DC) Mha ¥, HAEEHFEIIM, I8
B DCAN—XRE, M DCABRE X, HHEE FAA TAN KVTHEBHAAINEYTARE, Kih#ETHRN
fB]7£ DC XEANB “RFE" - AARMIBEANY, EEAXIREREZE, dizdFEERERKIH, BHRE
B, BheR4&tl, MBER, SNIMARBEZ—HERMRIARFNGE. FTEHRLT —MINRBIN
5o ARIFMSETRERF,

(01:21:39) Austin Hay (Continued)
English:

This paperwork, the site looks like it's from 1994. There's an office literally in DC where a person approves
you. Then you have to let go and get a police officer to effectively babysit you while you fly this drone. And
so | did all that and | got to the point where | was going to get babysat and | called our local police
department and | was like, yeah. So, | talked to the office, | just need an officer to come out and meet at
this time. And they just laughed me off the phone. They're like, we're not going to send a police officer to
watch you fly a drone. And | just thought the thing was really funny because yeah, it makes sense. Why
would they waste taxpayer dollars to have me fly a drone? But it was a requirement. So, | ended up not
being able to fly this drone in DC. But if anybody's listening and they know how to fly a drone and they
want to fly, | would be totally down. | have two drones. | have a Mavic Air 2 and a Skydio Enterprise, which
Skydio is a really cool company as well if people are looking for drones.

AR ERIE:

AL BTIE, MILBEIEREGERE 1994 £, DCENE—NMDIRE, BAZIIAREM. RAEMRESE—BE
REZIH “BIF MEEAN. BIBX—UIFBET, HTEREREFHE—F, RALMERFITRIE
W “BEKMDAERIT, BEE—FLEEENEIEERE.” ERMIIEBRIFRLER T, thilx:
“BIARSREREBMRCEANN,” EE/XE) 551EE, RAME, ATAEREARANEER YT
ANIE? EBEBME. FrAREHLEETE DC k. BMRIAREBEASTIEANHE LT, REERE. &
BMWZEFLAMN: —Z Mavic Air 2 F1—28 Skydio Enterprise, SARFREHLT AN, Skydio BR—HRIEEEMNA
Blo

(01:22:33) Lenny
English:

Okay, so you're saying if people have an awesome drone and they live in Virginia, they should come
contact you and fly some drones together?

FRCERIR:
%, FRMRRRMNREABRENTANBEETHSEIMN, IR IZERIR—E?

(01:22:38) Austin Hay
English:

Yeah, exactly. Exactly. But just not in DC.



FRSCERIE:
S, E2tk. BFH3I7E DC %o

(01:22:42) Lenny
English:

All right. Well, Austin, | think we delivered on the promise of making this extremely nerdy and in the
weeds, and | think we've solved a lot of people's problems. | feel a lot of gratitude for you, and | feel like
we taught a lot of people about MarTech, which was my goal. So, thank you again for being here. Two
final questions. Where can folks find you online if they want to ask you more questions? And how can
listeners be useful to you other than coming to fly drones with you?

AR ERIE:

%o Austin, HEZKRNZATEXATEMFER “RE" BERNATHAE, BEHNBRT RS AR
o HAFBRBR, BUEF/RITILEZATHET MarTech, XtBERENET. BRZRGIRHEIR, RERNR
A NRAKBRREZS AR, A UEMEREIR? BRTHRIEYEAN, IREENIRHEFA?

(01:23:05) Austin Hay
English:

So, first find me online LinkedIn. Threads, | actually have Threads. | don't have Twitter, like hot take, |
think Twitter ruins people's careers. I've already seen multiple careers ruined by Twitter. Some people
just don't know how to shut their mouth. So, I'm not on Twitter, but | am on Threads and I'm trying to
figure it out. So, if you want to document Threads, you can. I'm on LinkedIn and then | have my email
address on LinkedIn too, and I'm always willing to talk to people.

FRCERIR:

B%t, AJLUE LinkedIn £33, &8 Threads, FKIEH Threads S, FK&HE Twitter, HAINBEHMS:

(Di1F Twitter I AMERWAEE, HELNIHF/ LN ARR Twitter BT HITE, BLEARERMEFARHE
ZAW, FRAFRATE Twitter £, {B7F Threads £, METEEREAH. WRIFBTE Threads £ F, 7T
o KT Linkedin £, EEHEHEFE, REERRFESARR.

(01:23:28) Austin Hay (Continued)
English:

Yes. | have a marketing technology course coming out with Reforge in the fall. If you're a practitioner of
MarTech or you're interested in MarTech, would totally love for you to take the course, would love to your
feedback in particular. | love to stand on this podcast and act like | know a lot about MarTech, but I'm still
learning. And so | think it would be awesome to just get feedback from the community about what was
interesting and helpful, what wasn't there, and we can improve upon. And then the other thing is, if

you're ever looking for MarTech help and you want to reach out, that's great.

FZERiE:

Tl HIUFEZRTE Reforge HEH—TTEHRANRIE, WNRIRZE MarTech Mk E X HREE, FKIFEHEIREE
KITIR, A FLERITEIFHR R, RAREXIREET ERMSIFERE MarTech, BERAELWIRTEFS), i

L, MREMMEXRERE, THBLEAZEEBEEA, WERBRKT, HIATLURLSE, BRKET.
S5, SIRIRFE MarTech FEVEBIHBE R T, BIFERIL,



(01:24:02) Lenny

English:

Amazing. Austin, thank you again so much for being here.
R B

KT, Austin, BERRSIREER.

(01:24:04) Austin Hay

English:

Thank you for having me, Lenny. It was a pleasure.
R EiE:

HHEMTEIER, Lenny, XEHAIRE,

(01:24:07) Lenny
English:

The pleasure was all mine. 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.

AR ERIE:

REZE, AKBN. FERHURIT, WNRIRUEFXIATEENE, vILTE Apple Podcasts. Spotify SIREIR
REERA BT, Lo, BEERABINTIHEB T, KXotk AEEBEMIF R LA MXMER, (RAILUTE
lennyspodcast.com #EIFI BT ER THRELZES. THTEBL.



