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[00:00:00] [Ben Williams]
English:

Being able to identify the various micro and macro loops, how they're all connected, being able to
document them in a qualitative model to communicate a shared understanding of how you grow, it's
really powerful. Augmenting that then with the quantitative side of things that helps guide quarter to
quarter focus and ensure you can be intentional about where you're investing, that becomes a big
enabler. You're never going to have a shortage of ideas in a high performing growth team. So, knowing
where to focus amidst that kind of sea of ideas is a really important role of the strategy.

FROCERIR:

REFS IR B MM ZEINEIR (loops) , THRENRBMAMBEEXEYN, HEREINERE—TEMRERS, X
FEEXTARMNAERKIHEIR, XEBFERAN, ME, BIEEDTKEEX—RE, BHTHESEIEE
MWER, ARRIMERZARALEETNZE, XEMA—TERBEN. F—TEREE KBNS, (RKiZ
FERZEE. Alt, FIENEFPRHRRETAL, BHEPIFEEEN—IF,

[00:00:40] [Lenny]
English:

Welcome to Lenny's Podcast. I'm Lenny, and my goal here is to help you get better at the craft of building
and growing products. | interview world-class product leaders and growth experts to learn from their
hard-won experiences building and scaling today's most successful companies. Today my guest is Ben
Williams. Ben is a VP of product at Snyk which is likely one of the biggest and most interesting companies
that you've never heard of. Snyk makes it easy for developers to catch security issues in their code, and
there's a lot to learn from how Snyk got started. It started through product-led growth, evolved into
product-led sales, was very community driven, and it was also laser-focused on developers which has
become one of the most lucrative markets to go after.

FROCERIR:

MK E] Lenny BUHER . HE Lenny, BRIVBEREHBIREF i ERWENIE K™ mATkIG, HTRIFHFRKE
FoASENERKER, MITERNT B SRMINATRNRFZEFRFES, SRIEER Ben Williams.
Ben 2 Snyk B9~ mEl S8, Snyk ATREERIFMARITRIRIGRA. REBNATZ—. SnykiLFRE-EBREMRE
MABRFHNRERE, Snyk NESIRERERSETFINMS. EBRTFEREHIERK (PLG), EEN~RIKED
HE (PLS), FEIEMXEE), HRWRALTITRAAERE—XERNBEIRRENTTHZ—.

[00:01:19] [Lenny]



English:

In our conversation, we cover how the founders have Snyk out their first a hundred users, what they got
wrong when they tried to monetize early on, when they hired their first marketing and sales people, how
they structured and grew their growth and product teams, what they figured out about what should go
into freemium and what shouldn't, and so much more. As you'll soon hear, Ben is British, and so, the
episode is automatically going to sound more sophisticated and | can't wait for you to hear it. With that, |
bring you Ben Williams.

FROCERIR:

FEHANBIXIEF, FTICT I8 A9 Snyk $#EFT 100 RAF, MWITERASHTIMEIC T MLEHER,
AR EA T E—IEFEMBEEAR, MITNEEERNT KIGKR~mEAR, tilxdRZEgEREN (Freemium)
RIPLINEEZ R B MERZERNINE, UNEZAST, ENRRREIFEI, Ben BREA, FIUXET
BIFERZEHERSE S —L, RBRRGFRILMRIIAT. WA, LWL Ben Williams.

[00:01:48] [Lenny]
English:

This episode is brought to you by Coda. Coda's an all-in-one doc that combines the best of documents,
spreadsheets, and apps in one place. | actually use Coda every single day. It's my home base for
organizing my newsletter writing. It's where | plan my content calendar, capture my research, and write
the first drafts of each and every post. It's also where | curate my private knowledge repository for paid
newsletter subscribers, and it's also how | manage the workflow for this very podcast. Over the years, I've
seen Coda evolve from being a tool that makes teams more productive to one that also helps bring the
best practices across the tech industry to life with an incredibly rich collection of templates and guides in
the Coda Doc Gallery, including resources for many guests on this podcast, including Shreyas, Gokul, and
Shishir, the CEO of Coda. Some of the best teams out there, like Pinterest, Spotify, Square and Uber use

Coda to run effectively and have published their templates for anyone to use.
R EIE:

ANETEH Coda 58, Coda B—HERENHETI A, BREXME. RENNBAEFNMASRMEE—I, Xt,
BESXTEFER Coda, ERABENEBNGENALRE, HEBEMNANBBR. ERARER, HIESE
—RBXENYE. CHURRAMBRITRAESRELATRENMS, REZAEREEXMMEENTIER. 25
X, HEEF Coda M—MEEHIPAEFHWIA, #UA— BT Coda Doc Gallery ik HFEEREIRMTE
M, BERITUINSEIRTANINTS, XEFREEFBEEFTLEENSZ, W Shreyas. Gokul
Coda B CEO Shishir, Pinterest. Spotify. Square #1 Uber TR HFIPAZBTEFE R Coda &HIE1T, HEHT
HAER AR RIIEIR,

[00:02:47] [Lenny]
English:

If you're ping-ponging between lots of documents and spreadsheets, make your life better and start using
Coda. You can take advantage of a special limited time offer just for startups. Head over to coda.io/lenny
to sign up and get $1,000 credit on your first statement. That's C-O-D-A.io/lenny to sign up and get $1,000
in credit on your account.

AR ERIE:



WMRIREEREREFIRIG Z BREIIR, ILRWERTTEERN, FaFER Coda B, RAUEZZI)H
B R BRIREILE, iR coda.io/lenny JE A, BIRITE(REYSE — KM EHIRTS 1,000 ETaVIRIDZE, B
C-O-D-A.io/lenny, FAFHIREX 1,000 ETKFEE,

[00:03:15] [Lenny]
English:

This episode is brought to you by Athletic Greens. I've been hearing about AG1 on basically every podcast
that | listened to, like Tim Ferris and Lex Fridman, and so, | finally gave it a shot earlier this year and it has
quickly become a core part of my morning routine, especially on days that | need to go deep on writing or
record a podcast like this. Here's three things that | love about AG1. One, with a small scoop that
dissolved in water, you're absorbing 75 vitamins, minerals, probiotics, and adaptogens. | kind of like to
think of it as a little safety net for my nutrition in case I've missed something in my diet. Two, they treat
AG1 like a software product. Apparently they're on their 52nd iteration and they're constantly evolving it
based on the latest science, research studies, and internal testing that they do. And three, it's just one

easy thing that | can do every single day to take care of myself.
R EIE:

AETIHH Athletic Greens 228, H/LFENIME—MEE (LU Tim Ferris # Lex Fridman) A#RIFIE
AGl, FTUEATFESERLNESAT —T, ERERRATREROITAZNZLES, CHEEERFEARAN
BEARFIGXEFENEENBFE, XFAGL, HRE=RIEEEN: F£—, RE—NIBAMREKD, (FHMEER
W75 MEER. YR, mEENENERE, RERBEEEZRERBAN—NMIVINRE2W, UBEREREH
BRT 4. £, I8 AGL HERG~mEXNRF. B, MIEEHITT HE 52 Xi&ERK, HEAFRMIRIER
MRIFRAMASN N H I TEHR. £=, XERSXIUMNREREN—GEREBMTE .

[00:04:09] [Lenny]
English:

Right now it's time to reclaim your health and arm your immune system with convenient daily nutrition.
It's just one scoop in a cup of water every day, and that's it. There's no need for a million different pills
and supplements to look out for your health. To make it easy, athletic Greens is going to give you a free
one-year supply of immune supporting vitamin D and five free travel packs with your first purchase. All
you have to do is visit athleticgreens.com/lenny. Again, that's athletic greens.com/lenny to take
ownership over your health and pick up the ultimate daily nutritional insurance.

AR ERIE:

MERMEERER, AEENSHERREMRNERRAT . SRRAFTEFTEM—AK, MXAGERE, R
FENTREECTHMAENZNMA TR, AT HEER, Athletic Greens BERERMEER, HEEWEX
—FNRREZREER DMENIKITE. R F A athleticgreens.com/lenny, BXEE, 5iA
athleticgreens.com/lenny, EZfREVER, RIFXREHERRRE,

[00:04:45] [Lenny]
English:
Ben, welcome to the podcast.

AR ERIE:



Ben, SMRIIEE.

[00:04:47] [Ben Williams]
English:

Thank you very much, Lenny. Thanks first of all for inviting me. It's a pleasure to finally meet you. I've got
to say that kind of what you're creating with the newsletter and now the podcast, just such awesome
resources for the product growth and wider tech community, so it's real honor to be invited onto the
show, and | hope there's a few useful things that people can take away.

AR ERIE:

FFERE, Lenny, BEFLEHHRIREIERK. REMETRER, Fodin, (REIIF@BAMIERERFEIER
RE, HEmERNE 2R RIRZIFEENZR, FIUERZIESNTERERRKNRE, RERD
EN—ERARNAREFFER,.

[00:05:07] [Lenny]
English:

Awesome, man. | really appreciate that. | have no doubt there will be many useful things people will be
able to take away. I'm really excited to chat about Snyk and the things that you're building there. | feel
like Snyk is this very under-talked about company and also super fascinating companies, especially in
terms of how it got started, how it scaled, and it's also at the center of so many trends, product-led
growth, community-led growth, focusing on developers to grow, and also just security in general is really
interesting, and so, I'm really looking forward to our chat.

FRCERIR:

KIET, Kite HIFERH. HEFPRAKEMNTRERZ. HIFE XTI Snyk URIRITERERE
%o HIE Snyk B—RWITILTAB S, EXMERANQE, FHIREEHNES AR, FRAXNAE. B
RFFZEBHF0: FRIEMEK (PLG). HERRmNEK, FEFHRERIEK, MEARLWAESHIE
BEB, FrUFIFEIRSRIIBR.

[00:05:36] [Ben Williams]
English:

Me too.

R EE:

HtE.

[00:05:37] [Lenny]
English:

Before we get into all of that, 1'd love to spend just a minute on your background. So, you're currently VP
product at Snyk, and I'm curious how you got to that role and just some of the other wonderful things

you've done in your career along the way there.

AR ERIE:



ERNRNXEZ R, BBE—DHTHE—TRNER. MREMRE Snyk I~ mEl S8, HREFFIRENFEE!
XANERMURY, UURIREREEFZAHIREMEEES,

[00:05:51] [Ben Williams]
English:

I'll try to keep it reasonably short. My education is in computer science, graduated from the University of
Manchester back in the late '90s. 1'd already landed as a job as a developer, but ended up having a bunch
of other interesting offers, one of which was to join a small startup building requirements management
tooling for product and engineering folks. This was all pre-Agile, but that whole space of developer
tooling, engineering tooling, it was something | just felt naturally drawn to and it's where I've really
specialized through my whole career. | actually joined that company as a solutions engineer, so lots of
demos and so on. | was really close to the product team, but also speaking with customers every day
which as is quite common | think was my path into products there.

AR ERIE:

EREKIEER. EFEN2ITENEZE, 90 FRRELVTFENHFTAFE. HNEELRE T —HHALENT
E, BERKAT—RINEBHRAEH, HPRZ—MA—FKAFGIIEARWEZREETA/NEY)
BInEl. BEREBIEFL (Agile) BRzH, BEFLETA. IRTAXNUHILERE BAMANKS
71, SUEHREBNRIVEENETR SR, BRYEBUBRSEIE)M (Solutions Engineer) BHIEMHIMAIBBRA
T8, FIUMTRZE R, BYUNE~REARE, BNEX5FFPRR, HIANXZHNST@IURHE IR

PA
%o

[00:06:34] [Ben Williams]
English:

Several years and a few acquisitions later, | find myself in IBM with the Rational software developer
tooling group. | was leading parts of the product strategy there and a bunch of initiatives. | actually, |
learned a ton of useful stuff there, but also that | had a strong preference for working in smaller, fast-
growing orgs verse 350,000 people [inaudible 00:06:55]. After an interesting unexpected interlude,
leading a DevOps transformation at a fintech and some consulting and advising, | then joined CloudBees.
They're a DevOps startup with an open-core model. | was leading product design and growth there.
Stayed with them for three years through several raises and a period of really fast growth before finally
joining Snyk to build out our growth organization and lead our developer experience initiatives. | have a
broad remit at Snyk now than just the growth org, but yeah, that's how it started.

FRCERIR:

JVER, £&3JURKE, FKET IBM B Rational BMFF & TEER ], HEABMSE 7 ™= RN —RTIIT
Xlo KL, HEBEZETRESEANKRA, EHANBEIEMEFENE, REEKWAL[PTITE, mMF
EERE I AANKAE, BEHT —BREBNEIMEE —F—XERMEHE QWS DevOps BELIRMT
—LXEEn TG, FEMAT CloudBees, fflI@—xXEAFIFEZ L (open-core) #&I{LHY DevOps #EIA
o BEMEARMIGITHILK, EEH 7T =ZFEN/IRRAMRBIEKALE, BEREMANT Snyk, AREIL
BARIEKAL[H NS HLEERRKLITR]. IERKE Snyk WERSRLLRVANEKALE 2, BXHREH BN

2o

[00:07:26] [Lenny]



English:

Awesome. To give folks a sense of just how successful and big Snyk has gotten, one is just what does Snyk
do, we haven't even talked about that yet, and then two, just some stats about the scale of the company

and the business at this point.
FRERIE:

KET. ATILARRTHEE Snyk BEZmTh. MREZK, BERIBENE—T Snyk BMH AR (FITELWEX
™), HRZXTF BRI ARMR L SSH— LR,

[00:07:40] [Ben Williams]
English:

The developer security company, we make it ridiculously easy for developers and their teams to improve
their security posture while still moving fast. So, Snyk can find and automatically fixed vulnerabilities in
code, open source dependencies, containers, infrastructure and cloud configurations, and all
underpinned by the best security intelligence data in the market with a laser focus on developer
experiences, which is why we're, we are really different. It's also an amazingly fast-growing business with
some stellar PLG-focused investors and board members from the likes of Ed Sim at boldstart to Tamar
Yehoshua, Slack CPO. We were founded in 2015, last valuation after our Series F was at 8.6 billion. We're
securing the software of millions of developers now, well over 2,000 paying customers, now around 1300
people of which are around 500 in R and D with nearly 70 folks in our product org. And the people here
just create this amazing culture, and allin all, it's just a really exciting place to be.

AR ERIE:

BNR—FXARELEAE, HRMLALREREANERESRFLZNEN, EBRESZMEEMINTS
Ko Snyk AJLLAMHBoHMEE RIS, FREKHI. BiE. BEMiGHENsEEFNRE. X—E8HaH7 LR
MR LLFIRBIELE, HABETITALREGRR, XURENEAFTANER, XR—REKIFANR
g, HE—EMRNEFTF PLCHREENESSMA, thil boldstart B Ed Sim #1 Slack B9 CPO Tamar
Yehoshua, FEAIRILTF 2015 F, FRRAGHEHERN 86 12ETT. HMNMEANHEHALENRHFREZTSRE
fZ, A28 2000 RIGEFF, BN E 1300 2R T, HPHAARL 500 A, ~=RmEPRAE 70 Ao XEH
ABBETRENXWL, RS2, XB—MEESAMENMA,

[00:08:44] [Lenny]

English:

Okay. Did you have any sense it would get to this scale when you joined early on?
R EE:

¥, FREHAMAE, BIXEIESAEXMAEL?

[00:08:49] [Ben Williams]
English:

Yes, | think because | wasn't looking for a new role when | ended up joining Snyk, when | was first
approached by them, but everyone | spoke with along the interview process, just became more and more
impressed with not only the caliber of people here, but the vision, the mission for the company, and all
those things you mentioned in terms of PLG, community-led growth, focus on developers, the security



space, these were all things that if you create a Venn diagram of all the things that I'm really interested in
professionally, super interested in, super exciting to me, then kind of Snyk ended up in the middle of it.
So, it's pretty cool.

FhSCERIF:
=8, REZRRNURBLKRMA Snyk BY, BHLSEEIHF I YtRVBEARN, REEDIRHHK
EHE—PMAFIULKENRZRZ, TMUEXEAAWER, TEATNESMESD. (REIIMNFFEEIE—PLG.

HXEBEER, TETFHALRE. K2R —NRIMBRIAY EREERXE. FEXBHREEYE—
B, Snyk 88FmE L. FrUIXENRES.

[00:09:29] [Lenny]
English:

Awesome. So, that's a good segue to where | wanted to start is how Snyk started and how Snyk got their
first hundred users, and | know you weren't there necessarily for that, but I'm curious what you can share
about how the founders found their first say a hundred users. How did they get to their initial developers
and get people excited?

FROCERIR:

AHET . XIEFF5IHT HBAKRBIER: Snyk Ba0RIFFIEEY, UK Snyk BINAIRTSH] 100 RAF . FHAE
RERA—EED, BRRIFSFMFEIZEMFA, XTORARNAKEIRYIN 100 BAFH. iS00
MEIRBIF R EHILARBEERY?

[00:09:47] [Ben Williams]
English:

| think it's a really fun story. So, if you don't mind, I'll just take a moment because | think it's important to
set the stage by looking back at-

FRCERIR:

BR/XZ— T EEAEBNH®E, MREFEANE, HBE[HELEH—T, EAREFEH—THRNERRE
BE—

[00:09:52] [Lenny]
English:

Let's do this.

A ERE:

FFHAME,

[00:09:53] [Ben Williams]
English:

Yeah, just look back at the market in general. So, PLG or bottom up and security, these were never words
that were known to have been spoken together in a single sentence, right? So, security has always been a



centralized function. Security programs were historically more about audit and policing and enforcement
versus developer enablement or empowerment. A sales motion you saw it was always top down. It was
seen as immovable, CISOs, other AppSec leaders with the buyers. Security tooling that was out there at
the time, they all catered to this dynamic and these were tools that slowed developers down. They
created a lot of frustration. They were met with a lot of resistance, not the ideal recipe really for consistent
adoption and strong engagement and retention, and ultimately, app security programs based around
those kind of solutions just weren't effective as they really needed to be.

AR ERIE:

28, BEIARNEETG. PLG (FRIEEK) & "“BTMLE" 5 “R2” XWME, EHN/IFMKRER
—TMEFELIE, WE? Re—HE—THONNERE. BELNRSHEZEXTEHIT. BEMERER
17, MARKFARENHEE, MEINFEERALSZELM TR, ERMARTRDYN, BEFEELEE
(CISO) MEMNA%RE (AppSec) MFEARER. ANHEHLENRETATUS T XMHE, MXLETA
FEWEARENEE. ENERTRANKBKRE, BETREMRG, XEATERMFEXA. BE5E
MEBEFENIERES. &%, ETXRBRAZNNARESIHTYHLEREINEHBRR.

[00:10:46] [Ben Williams]
English:

So, it was a realization around this, timed with adjacent market shifts happening with DevOps that
sparked the ideas behind Snyks. So, the founders, Guy, Danny and Assaf, they saw a real opportunity just
to do things differently. They believed that the most effective way to improve application security posture
was a developer-first approach. They knew that the developers were increasingly caring about the
security of their code in the same way that they cared about performance and functional quality of their
code. But they also knew that to empower developers to own that security, they needed just much better
tools with way less friction than they ever had before. And their approach was, | think looking back, super
smart, focus on a community. It wasn't the full extent of what we'd think of as community-led growth
now, but it was close.

FRCERIR:

ERETXMINIR, BiL DevOps HRHIBMBMHIHIZE, HMAT Snyk EEHIEIR. SII8A Guy. Danny
Assaf BE|T — PN UFRAXBENNS. MI18E, REBNARENRARERNGZER “FREMNKL . tf]
E, FREMREXOAENZ2ME, MEXORENEEMINERE—1F. Ef(1EiE, BitFLE-E
BEERE, MWIFELLUREF. BEBRHENITR, BFIE, FIANMMINGEIFEER: TEFd
X, BAXEAZRNMEFFANNTENEXINIERK, EELREEIT.

[00:11:35] [Ben Williams]
English:

They started with a really narrow, early focus. It was a single persona, single context, single use case, and
what that meant for Snyk was developers building applications using Node.js who wanted to ensure that
the open source dependencies they were pulling into their apps were secure. Now, open source software,
that's a huge accelerant in building modern software. The average software application today is at least
75% of open source libraries and components. So, this was increasingly becoming a primary attack vector
for malicious actors who could find a single vulnerability in an open source component and then find it
and exploit it in every single application that was using that component. And at the same time, at least
back then, open source software was much less tested for security vulnerabilities, and the maintainers of
open source libraries were often less security aware. So, you get that context, and then at the same time,



Node.js as a run time was gaining traction. So, there was this increasing adoption in the enterprise, more
and more dedicated conferences and the like, but the community was still small enough that Snyk could
meaningfully influence, and Guy and the others just went all out on being deeply involved in that
community. They were presenting at dev conferences, meetups, they were building online content and so

on.
R EE:

RN ARIFEEE. BE—HNAFRER. 2—HNZR. 208G, XTF Snyk Kix, XEKE: £H
Node.js N AR, HHZHERMIISINMBRNFRKIIMERENARE, WE, FRRGESWEIAANR
HFHIEXRINER. MSFHIBTNRENAZEDE 75% 2 RENASE. Fit, XA@MANEEREENETER
HmE, MIRAFERNFRAGRLA—NFE, MEES—MERZANNATIAE. SRR, &
DESN, FRRHENLZESRANRENSS, FRENEFEFEREFIRBE. AXMERT, Node.js fF
PNIBITRIFRIETE R, B FRRARERES, EXNEIRNBERES, BHXMRNARB), &
13 Snyk BB E LRI, Guy MIEMAS LA NSSZHEX. ITEFRERZ. B LEH,
FRELARNEEFF.

[00:12:35] [Ben Williams]
English:

And the question that they repeatedly posed to the community was do you have known vulnerabilities in
your apps, and Snyk was there to help them answer that question. And fun kind of fact on the side, if you
search for Snyk in the Urban Dictionary, you'll see it's an acronym for so now you know. But all of this
kind of | think really only worked because of the parallel product-led approach. So, while the answer to
the question about how does your product monetize users was much less clear cut in the early days for
Snyk, the answer to the questions, how does your product acquire and retain users has always been

product led.
FRERIE:

IR EATXEHMREZE: “MTHNAREEFEEFRAE? ” M Snyk SiER 7 & 1EIZX N,
Ji{ER — N EBELFIIR, WRIRTE Urban Dictionary (miFge) HIEE Snyk, fRELKMER “So Now
You Know” (FRIAIRTEMRFIET) M4EE. BRINA, PMEXLEZFIUERN, RENERRXAT =akmis
Eo BATE Snyk BHA, XF ‘TRl MR ERFRRAR, BXF ‘ToilfREMBFAF” NE
IR E ™ mIEERY,

[00:13:35] [Ben Williams]
English:

The initial version of Snyk, it was a command line tool. It was a tool for developers, it could be run locally
or easily integrated into CICD pipelines for early feedback. It allowed devs to assume more responsibility
for the security of their apps, and that was just very different from the typical incumbent technologies
that were run by security teams late in the dev process, long feedback loops, issues thrown over the
walls, inevitably just frustrating developers. And all of this was just built on this fundamental belief that
the only viable path, and by viable | really mean sustainably effective, the only sustainably effective path
for software-centric organizations to meet the challenge of becoming and staying secure was for them to
take this developer-led approach to that challenge. So, really kind of complete disruption of the industry
and developer adoption for that reason was always a key priority for us.

FROCERIR:



Snyk BIFIIBIRAZR— e 91T LR, ERAFAKRERITH, AJUEARMIETT, WATLUARHAEALE] CI/CD Mk
FLIRRRIRG. CULALEERBNNANTESMRIEESZHRE, XSHRBENEHRARBARE —E5K
AHRREFANEFAIRENEIET, RGARK, PEE DIE 7%, ARt REREE
B, MMEX—HRUE—TEAESZ L WFUREARONEWRLR, MWNRZehaE—rTRESE
MEVERTE, MBXREXM “AREEXR” M7HEE. Eit, XEHFLEEMTUHYRGE, MARKERARER
tE—BER NI,

[00:14:31] [Ben Williams]
English:

So, with that in mind, Snyk has just been free to use in some capacity from day one, and the early strategy
was always about creating something valuable that was readily available, something that solved a real
problem in a uniquely differentiated way, and making it pervasive. So, with dev-led option, this core
concern, a freemium go-to-market strategy was just the obvious approach. So, eventually, getting back to
your original question, that's all of the context and where and when and how they did it, but the first
hundred or so users really just came from the founders engaging with the Node.js community and the
interest that drove. | think we probably had maybe around 5,000 free users before there are any attempts
at monetization.

FRCERIR:

EZREIX—=, Snyk NE—XREMAUEEMZE LREFER, RHNRBIBXRZCIE—LEENERS TIRN
BURA, DURBESRMHNARBREREE, HEETARE. BR “FREXT BROXER, BPARE
188 (Freemium) RENTZREMEEMSZ WBNER. FrL, EEREMNEE, TR TREER. i
B, #RMBNE, #1100 REANAFELMEKRBEIIBAS Node.js KB BRI LURH IS R RIXME,
BEZRNEFMZERFERZA, FITTEELE T AL 5000 BEEAF.

[00:15:13] [Lenny]
English:

Awesome. There's a bunch | want to unpack there because what's interesting the way you describe it
maps to the series that | recently wrote about consumer growth strategy and how the first three steps
after you have an idea is to come up with your super specific who, kind of your target persona, come up
with a hook that catches them and gets them excited, and then go find them where they are and pitch
them your hook. So, the super specific who for Snyk was you said open source developers working on
Node.js. Is that right?

FRCERIR:

AET. XEERZFBIFFENAR, BNMERNSREFHN T RRIESHX T HEEEKERNHARTIX
B, APRRXER, HRIETEIEENM=SE: BEMBREKN “XR” (Who), EIEHRER; &it—
TEEMRSIFHILMAIEDR “BF” (Hook) ; AREMAIFAERMSHREIMI], HRMITERRN “BF" o
FREL, Snyk BREMAKE “ZR” BIFRHIAIER Node.js IFFRFLRE, X037?

[00:15:41] [Ben Williams]
English:

Well, it was Node.js developers, and Node.js developers were building their applications using open
source Node components.



FRSCERIE:
21, 2 Node.js FF&kE, XL Node.js FFREIEEERFIRE Node AEEMEMIIMN AR,

[00:15:50] [Lenny]
English:

Mm-hmm. Got it. Was there any other constraint to that, do you know, or those were the two to three
attributes of a user?

FROCERIR:
i3, BART . BRILZINEBEMIRGIE? HEWXMEIZAFHRE = MZOEME?

[00:15:56] [Ben Williams]
English:

That's really it. The community was growing for sure. It was big enough to have a decent opportunity
there-

AR ERIE:
BHRRXLEE, X YRHSSEER, MEARBUSERENTE—

[00:16:03] [Lenny]
English:

Makes sense.

R EE:

/iEE,

[00:16:04] [Ben Williams]
English:

... but narrow enough that technology wise, it meant that a product could be brought to market in a
reasonable time.

AR ERIE:
------ BEMERAEEXNEBE, XEKES SO UES BN E AR T

[00:16:10] [Lenny]
English:

Yeah, that's great. And then the hook was basically you have known vulnerabilities in your code base
which if | were an engineer, like, "I don't know, shoot, | don't know. Get a find exactly. I'm scared now."

FROCERIR:



B, XKiET. AlF “BF" BELME “ROABEFEENFRE . MRFIEIREIM, BB “HFA
B, 25, HR/EERE. RUAERENT.”

[00:16:20] [Ben Williams]

English:

Exactly. And then so now you know. Right?
R EE:

Ko AREME “FRAIERFIET” (So Now You Know) , Xfn@E?

[00:16:22] [Lenny]
English:

Yeah, exactly. Okay, cool. And then the where, so you said that they went to open source communities. Do
you have any more specifics about what those were? Was it like a specific forum? Was it like GitHub
somewhere? Was it Reddit? Do you know any idea where those communities lived?

FRCERIR:

TR, KRif. W, Bh. ARR “MR” (Where), fRiifIET HRHEK. (MEEEKNATIZ? BRENIL
I5? 2 GitHub IR M7? EZ Reddit? {RAIEXLEH X FEEIRTEMEN?

[00:16:36] [Ben Williams]
English:

Yeah, it was less about a particular place, but more about the community of developers themselves who
focused on Node.js. So, a bunch of early evangelism was really at conferences. It was | think the Velocity
Conference in Amsterdam where Guy and Assaf kind of first unveiled Snyk to the world, and yeah, it went
from there.

FRCERIR:

=0, SHEREMIENMS, FMREEETF Node.js WAREHXAES, P, FEHNRSHETIERS
fr ERERIN E#HITH, FEREFIBEFR Velocity K& £, Guy fl Assaf E—XEMHRERT Snyk, 2
[ERAMBBEFIET o

[00:16:58] [Lenny]
English:

| see. Interesting. So, it was in-person events, conferences, and meetups probably focused on Node.js
developers.

FRCERIR:
HBEBT. BE®. FAURLTEN. SWAAIEELTET Node.js FRENRZ,

[00:17:03] [Ben Williams]



English:
Exactly. Yeah.
FRZERIE:

i, =8

[00:17:05] [Lenny]
English:

Okay, awesome. What happened after that? So, that was the first hundred. Was it just roughly the next
stage of growth or did it focus on that for a long time? What was the next stage roughly?

FRCERIR:

YFEY, KHET. BZERETHA? 2R 100 8AF. ZEREBRHENT—MEKME, EEEBRMURET
A TIRKEE? F—PMEBEARETAFs?

[00:17:14] [Ben Williams]
English:

Yeah. | think that focus was the really important kind of element there, if | can kind of latch on that.
Starting with that narrow focus and building around community engagement, | think it's a well-proven
playbook now, particularly in the developer tooling space like New Relic did it notably with Ruby
community for example. But ultimately it was important because of this kind of depth verse breadth
approach and that depth-first approach that Snyk took was important to be able to effectively validate
the solution on the path to product market fit. A JavaScript developer just won't care if you support
Golang or Rust, but will absolutely care if a key feature like automated package upgrades just isn't
available for their ecosystem.

AR ERIE:

Bl MRBALUMT—BVE, TANEM “BE" BEBXENTHR. MEENERFEHEZEIXSS
HITHE, WNAXUAEBZR—TIRFENIEANRET, FilBEFAEZE AU, il New Relic £ Ruby
HEMBOEMIEE LR, BIFIRER, XM REMITE" BHEFEEE, Snyk REBIXM “REML”
R FEEEmhZLE (PMF) RER EAREIERRAREXREE, —1 JavaScript F R ERAERIE
FARRBEZHF Golang 5 Rust, BIIRE “BEpBAL" XFENZOINERMINNESRETATA, Mthilse
MNEIFEER.

[00:18:04] [Ben Williams]
English:

Of course, the bigger problem of vulnerable components in open source across all languages and all
ecosystems, that's a very widespread problem. It affects the industry at large, but that just spoke to the
potential opportunity that was there to be unlocked. But the key for Snyk | think was just not to go too
wide, too early. So, it focused on nailing that initial use case for that specific community of Node.js devs,
like | say, narrow enough to be able to really focus on quickly building a compelling solution to a real
problem, but also wide enough to be something viable from a growth perspective. And even back then
the NPM, the Node Package Manager hosted around 200,000 open source packages. They were
downloaded something like two and a half billion times a month by over 2 million devs. And the typical



node app would have hundreds of dependencies, mostly indirect and so hidden less immediately visible.
But each of those dependencies brought with it some security risks. So, yeah, | think nailing that narrow
and deep-use case before expanding wider was absolutely critical and generally just sound advice around
finding product market fit and building solid momentum before casting a wider net. It's difficult to
maintain that focus for sure as the lure of that bigger term can be really tempting, but ultimately you have
to build a service and market well to capture it.

FROCERIR:

A, MBEEENESRAGFARAGEFEENRRAR— T EEEENRE, ERMERMTIL, EX{NEA
THREFEEFABRNEXRE. BIFIAN Snyk HXBETFLKEIRMBFIAFF. €LEFT N Node.js FAE
XM EMKBERENHAG. EMBHFR, XMIARERRILAZ ETREGE—MERE LIRS
NEBMAR, EMERKNAERE, EXTERULRER, BMEELEES, NPM (Node BEER) HBITE
TKA20 5EMHRE, SEHEE 200 HKRETHLY 2512k, — 1M HEK Node NASE HE M,
Hp RS0 2iEE, FEIRESRR, FBAEW. E5—MRMBEHERT RN, L, FINAEY
REEZA, ZBEXD “FMR HBGIRENXEN, XWEIFH PMF MEMANZ 52 IIRE S8
BEW. RISXMEZIHLRE, RAEFRNHHERNRA, ERZXMOMFTHBFRSHMGT ST, ThE
HIEHEE,

[00:19:23] [Lenny]
English:

Do you have a sense of when that focus expanded to an adjacent group, how many years into the growth
story that happened, or was there some kind of milestone there? Because | know everyone imagines,
yeah, we'll expand, the question is when and when does it make sense and when is it too early. Do you
have any insights into that phase?

FRZERIE:

RESMEXME R MY RE THIEE? BREEKESEFEENE/LEREYN, ERBFAERER? FAN
FAESIABZILE 289, HNIY K, PEBHAHRYT K. FARERSE. TARMEXKE, (R3]
BIEERB T ATLRES?

[00:19:43] [Ben Williams]
English:

Yeah, for sure. First, | think if we're talking about PLG and the story with Snyk, | actually like that
definition of product-led acquisition from Julian Shapiro when you spoke with him, and beyond that
maniacal focus on finding product market fit for your product, founders really should be thinking about
how their product is going to grow, and that's important of course as you think about taking that next
step. So, let's assume in a simplistic definition that you found product market fit as demonstrated by a
strong retention, and then the real question is where are the new users for your product going to come
from, and founders really should have, | think, strong hypothesis around this, your risk essentially,
adopting an if we build it, they'll come approach.

AR ERIE:

B, S Bk, WRZKAKIL PLG A Snyk BIERE, FHESLRERIRM Julian Shapiro 2 7tET iz ZIEY
“FraIREhIREY BEN. FRTRIEMEZIET N mI R PMF 25, 6li8 ABRIRZ B E M 189 miG a0 tg
K, HREEEHT I, XEAFEERE, RIRE—TERENEXS, FELEBEIRINNEFIEAT (R



2T PMF, BRAEIERRERZ: fREV @A A RMIER? NN AR ZM L ERE HBRIE, TR
AR EREERFA ‘REBHNALR, BFRIK 8955

[00:20:27] [Ben Williams]
English:

So, if your acquisition strategy is product- led, then understanding and being intentional about your early
acquisition growth loops | think is an essential founder's responsibility. Dedicating time there to design
those loops into the product, it's key. And when | say product, | really mean the whole product experience
considering every touchpoint in and out of the core application that your users and customers might
have with you. Snyk, for example, believed very early that we could build out powerful content loops via
fixed pull requests that we raise on GitHub. New users, they'll sign up for Snyk, they'll connect their
GitHub accounts, Snyk will scan their code, will find vulnerabilities, will automatically create Snyk-
branded pull requests to fix those vulnerabilities. Other devs in the repo will see and interact with those
PRs, and some of them will follow links to Snyk, create accounts and some of them will connect their own
repos, and so the loop continues. So, company generated, company distributed content loop, it's actually
really powerful for us because it's both an acquisition loop and an engagement loop.

FRCERIR:

FRLL, SNSRIREVREURES B mIREIH, BAEMHAHERIRMMERIREVEKEIR (growth loops) FHiA
ARBBANIZLERST, ENERXEEIFZITHERPEXE, SRR TR B, BENRENTaE
%, ZERIBAFPNZFPEZONBRIMNSIREIEEFENREEM S, G130, Snyk BREMBERNMTLLUELE
GitHub E&i2H “BERIENER" (fixed pull requests) ISR AMWABEF. FEFEM Snyk, EZEM{]
B9 GitHub &S, Snyk I3RS, XIRE, HEMEIETE Snyk RhEH PR REEXLERE, KBEFRNHE
A AXESBIHSXE PRER, HP—EASSEHHEERE Snyk, SIBKS, AREZEMIIBE 2K
FE, BHAMXERETE. X “REER. RFAPL WABSBIIANEITRGIEERA, RATHEIIRIE
Ir, 2B 51EK.

[00:21:28] [Ben Williams]
English:

Over the course of time, we extended that loop by adding support for other source controlled systems
beyond GitHub. We layered on a bunch of new loops, and I think if founders can be intentional about this
as you're developing early product iterations, then you're going to have a bigger advantage when the
product clicks with the market, and that was built into Snyk as we went along. So, that was kind of ready
as we found product market fit. But | think to talk about specifically how Snyk took that next stage, it was
a function of when we were chatting before this, we talked a little bit about some of the failed

experiences spinning up a self-serve revenue channel, and-
FREiE:

BEERTBIBYHERS, Tl @TIEANR GitHub LASMYEMIFRDIEH RFRISTHIRY BXNMER . NEMT —FRF
B FINA, MRIBATEA LRI~ RERREERIRMXFY, BAHTmEHHREN, (FAEH
BEANMSE. Snyk TRARIEFMAE T XE, FIUSERKE PMFE, XEELEEME T, BEEAR
B Snyk INAFHFNT—MNER, XE5RMNZAWENEXEIBRSEWREN—LERXNEEEX, ME—

[00:22:09] [Lenny]



English:

Actually before we get there, which | definitely want to get into all that, | love this story you just shared. |
hadn't heard of this growth tactic of basically they connect their GitHub account, you find all the
vulnerabilities, push a fix, people see that Snyk did this for them and it just provides all this value, and
you're saying that was really effective. It's an example of something that worked very well.

FRCERIR:

EWAANZAT (HEERRNDED) , FRIFBERMNA D ZEF. FLARTLITH S XM KRS BEX LA
P& GitHub Ik S, R&IFRETRE, #HEEE, AEE Snyk AT XEHEMR T BEXRBINE. RE
WXIFEEHN, XE—NIFERIIREL,

[00:22:29] [Ben Williams]
English:

First of all, that integration in terms of connecting your code with security scanning like that was a first of
a kind integration.

AR ERIE:
B, XMEARBSLTeREEERERNERSRE LR ZEH I,

[00:22:38] [Lenny]
English:

Yeah, magic.

R EE:

0, BE&EE.

[00:22:39] [Ben Williams]
English:

No one had done that before. But the key was that we ultimately controlled the content. So, not only was
the fixed pull request doing something useful in terms of the code, but all of the description of the pull
request was explaining about the vulnerability, educating users, and it was all Snyk branded and saying,
"If you find this useful, click here, come and learn more about the vulnerability. Sign up for an account if
you don't have one." It kept existing users coming back.

FROCERIR:

AR AR A, BEXBETRNZRZEZETRAS. L, € PRAMVERBREEM T ERNSE, MA PR
WEFEIBAMERRERE. BEAF, HELEW®E Snyk @k, LEAEE: “MRAREXBRER, BREHX
8, TRESXTZRENER. NRMELEKS, HEH.” XitERFFERENR,

[00:23:03] [Ben Williams]

English:



You sign up for an account if you don't have one, it kept existing users coming back and it brings new

users, a lot of new users, in fact.
FR3ZEIE:
MRIFEEWSIEM—, ELEBFRRBE, HHERTHAR, LR LEHERTKEMHBF.

[00:23:06] [Lenny]
English:

You'd be in there all like, "Do you have known vulnerabilities in your code base? Click here to find out." Is
that responsible for much of the early growth, that loop?

FROCERIR:
RGN : “MREABEEFEEMNFREY? fREXEEE,” XNMENERRERKNEERREG?

[00:23:15] [Ben Williams]
English:

| think that was one of the loops. We also have a couple of, from fairly early on as well, other content
loops that are more kind of programmatic SEO assets that have both been pretty instrumental in terms of
new user growth, yeah.

FRCERIR:

HINNBREINRZ— BIIMBEFBEEFINITIABER, EZERFI SEC Hi, ENERSIFAFE
KAEWBERT IFEXBHER.

[00:23:31] [Lenny]
English:

It'd be cool to hear about those if they're relatively straightforward to explain, and then we can get to the
thing that didn't work, the self-serve monetization piece you were going to get to.

AR ERIE:

MR XEMERFERBN E R, WIFESRER. RN MBI KERHERA, mERNAERENE
RS T EBS o

[00:23:40] [Ben Williams]

English:

We have a bunch of loops actually at this point to start off.
R EE:

SKhrtE, HMNMEBRSEIFET L,

[00:23:42] [Lenny]



English:
Lucky you.
FEiE:
REZZ.

[00:23:44] [Ben Williams]
English:

Yeah, I'm a big loopist, funnily enough. But yeah, we have a bunch of loops. Company generated,
company distributed content loops have actually worked really well for us. We have a side car product
called Snyk Advisor. Snyk Advisor, it's basically a service that developers use to search and find open
source packages when they're considering integrating some within their software applications. The
unique thing about it is it indexes all of the package managers. It learns about those packages. It
augments the data about them with a bunch of metadata, including of course Snyk security scans, but we
also find out how actively maintained the software is on the source repo on GitHub or wherever.

AR ERIE:

B, WRMIT, RERTMREN “RBIFLEE” o RIVBLERZER. QAFER. QBDAXNABTERNHA]
FEER. HNNB—1EH Snyk Advisor WEBm. Snyk Advisor B2 E2—MEF R EETEERFHREE
PREIER M AR, ARERMERXLEENRS. EIRBZAETERSI THENEEES. EFIXE
BNERS, HEKRSTHIBILRXLEHIE, HREIE Snyk WL, BRINNESEHZRMEE GitHub 3H
RS _E RV P TR R

[00:24:31] [Ben Williams]
English:

We build this kind of package health score, so anyone searching on Google for a package that does X, Y, Z
or a specific package by name, Snyk Advisor will be right up there in terms of the search results. They'll
land on there, they'll get a good idea about that package, they can look at similar packages and it's all, of
course, a Snyk website and we have CTAs to say, "If you want to secure your application on a perpetual
basis, then just come and join us." That's a great loop. That's all kind of a programmatic asset. There are
hundreds of thousands of these package pages, but they're just automatically being generated

continuously.
FRCERIE:

BMWET XM “BRFEFS” , FrUEM[TE Google LIERLUENENERFIEZMHMEHIA, Snyk
Advisor = HIMTEIERERAIT, MMREHN, MEERIFTHERNE, EIUEELRMNHE, HA, X
BAEZ Snyk (9Mh, FEIBTHHSE (CTA) ¥ “NRMFEBKARIPMONAERS, ABFIMARKITE”
XE—MRENER. XTeR—MEFUES. BT LA TXEFNENE, ENREENEMEEIER,

[00:25:07] [Lenny]
English:

Got it. It's programmatically generated better indexing of open source libraries that you can integrate
with. That is so smart. It's programmatic because you can inform on the security vulnerabilities and then
the maintenance and activity. Interesting. Yeah, that makes sense. That's all data you could just gather.



That's awesome. Okay, so there's that. Is there anything else that's worked really well for you guys to help
you grow self-serve?

AR ERIE:

AT, XEREFLERDN. BFHFRERS, HEAFAEMN. XXERT. EBEFUHN, BRMRETLIE
HeeRAER, TREFNEREES. REB, 21, XRAEEE, XLEABIRAUERIERNTSIE. X
%7 0, BREFZ— EEHARMMIIMIBRSERIFEEFREIGED?

[00:25:31] [Ben Williams]
English:

One of the recent ones that's really interesting is security education. We think of Snyk as a change agent
in helping DevSecOps transformations and it's fine kind of having this capability, but what we really want
to get to is this position where developers truly understand and can be better placed to prevent security
vulnerabilities being injected into their code. One of the things that is, again, something that's pretty
different from the industry from an incumbent perspective is that we believe it's really important to

democratize security education.
FRCERE:

RE—TEEEBHNERLHE. K11 Snyk S AEE) DevSecOps BENWTFEHTHE, MBEXMMEENEA
8F, ERMNEERAINEILAREREERHESFMIIEL2RBEENENER, BXRIE, MTIE
SMARE, BT —HEBFRANE: RMEEREAREHBIFEERE.

[00:26:06] [Ben Williams]
English:

We have been building this bunch of really high quality but bite size lessons about developer security that
focus on developers about security issues and vulnerabilities and we surface them. Again, they're out
there in the public domain. There's no paywall to get access to those. All the traditional solutions you
need to sign up, you need to pay to get access beyond more than a couple. But these were just, they're all
out there in the public domain. That works really well for us from a company generated company
distributed loop as well.

AR ERIE:

BIMN—EENE-RYERE. BRUPNARERERE, TETAREXONZ2RENRRE, HFCellR
THE. B, XEMBAFN. HREXERTLEMNEE. MEEANERARBFRINEM. FEAEDR
BN LERIRTE. ERITHXEABTTEEAHNE, XRHMRFEBI2-—TEEERHN “RRER. QF
nE” BEHR.

[00:26:36] [Lenny]
English:

So cool. SEO and then integrating to GitHub in an interesting way. Imagine there's also a lot of intra-

company virality when someone uses Snyk at a company and they spread it to their colleagues?

AR ERIE:



ABETo SEO M ELEBHASANEME GitHub, HIFH AT EB AR Snyk HRFEESREALRZEN, BIBER
ZAEINERRRE U TRIE?

[00:26:47] [Ben Williams]
English:

Yeah, | mean, | didn't talk about those. | think those are pretty well understood. We have both referral
loops and invite loops as well.

FRSCERIE:
21, B2, BRI, FIANBEARMBENET, BRIVFEHREFREIF (referral loops) , BEEIE

f&¥F (invite loops).

[00:26:55] [Lenny]
English:

Okay, awesome. Coming back to what didn't work, and | think you mentioned that there was a
monetization attempt that was self-service oriented and that had some challenges. Can you talk about
that?

FROCERIR:

8, KiET, EEPLELETHNERL, REMRIZEE T ERBRSHEINZIHEE T ik, REED
HpAR-~r3?

[00:27:06] [Ben Williams]
English:

At the time, a few things were in place. Valuable product, check, strong developer user growth, check,
strong retention, check, but the first self-serve monetization efforts only really saw traction with
individual developers paying a hundred dollars a month. Or purchases in larger companies, they just
didn't happen as everyone had hoped. There was a really critical part of Snyk's history. At the time a
bunch of investors didn't lean in, perhaps shy away from early conviction with the founders on building
strong usage without a proven path to monetization at that point. Ed at BOLDStart who | mentioned
previously, he was one of the first kind of true believers and was | think really key in helping with
providing runway during that time. But it was clear that there was a lot of work still to do. The team dived
in, they really figured out what the constraints were and through that process really learned about the
importance of catering for the broader governance needs of the enterprise buyer.

FROCERIR:

48, BIVHEEEME: BNENTMR, A; BINARERFEK, &5; BINEE, El. ERY
WERSZEAZHARETAZMN 100 T PMAFLREBERE T K. MEALRBRHRBHLIEERRE
BRI RE. BRZ Snyk A E— P IFEXENNE, SRNRERABEHLERYE, BIFRRNELEIERE
MEENERT, tildelmARIARINERERZFHE L. FHZAIEEIR BOLDStart B Ed ERFHYE
EXFEZ—, RINAMERENERMEESRE (runway) EFTXEER. BRHAE, FERZIEE
o BEBRNRNEAZR, b THIFAE, FHEIR M IRREIET R 7T RERIERKEN ZRE (governance) F
KNEEM,



[00:28:07] [Ben Williams]
English:

And that meant a couple of things. First, there was a need to build out table stakes features around
governance at scale. Just things that companies of a certain scale and size expected reporting, robust
user management and so on. And second that it was time to move beyond that depth first approach,
right? That depth first approach was absolutely critical in getting to that point, but it wasn't good enough
to take the next step. If you think about it, there's a point in a company scale where you start to see
diversification of tech stacks and all of those tech stacks need securing. It's obvious in retrospect that
only supporting developers using a narrow slice of those tech stacks wasn't going to meet the needs of
the security teams who were ultimately the people who were held accountable for the security of their
entire application estate. The teams worked hard over the next few months starting to build support for
additional languages and ecosystems and adding those table stakes features.

AR ERIE:

XERERGE: F—, FEMERNMRLESER “AN17%F" IheE (table stakes features). T2 —EMIE
MATIFTEAERIREThEE. BAMAFREESEE, $2, SNEBHEIM “REMK” WAHET. REMKLX
TREPBIMBREXREE, EFRRUXEBEL T2, IRRFARE, SQFMERE—EREN, 2E
BRAKBZ N, MAAIEXERARBEERERE, OIkKE, EMBRNE, HHER—NEIDK
AEWFARE, TEBRZEHAMNER, MEXEENTBEEANBEINNARTRENTHIA. EETRH/L
TRE, HSHIE, FBEMNESESNESRARE, FHiRMTABLEERINEE,

[00:29:04] [Ben Williams]
English:

| think back then Snyk were simply ahead of this inevitable curve of developer first security. At the time,
the only buyers were security teams and dev first Security for the most part wasn't something that CISOs
and ApSec leaders were driving. But if you look at Snyk through that lens of, as | mentioned, being a
change agent, being a key piece of the transformational journey of our customers' DevSecOps journeys,
you realize how important it was for us to start to build relationships with those security leaders. It was

that time also that it was the right time to bring in the first sales and engineering hires as well.
FEiE:

FIANEE Snyk RRERT “AREMALRE” X—pABBIRIEH. A8, B—HNXKEX2EMNM, M “F
REMRFERE” B RAEBELHFZE CISO MNARENSEFMERNR, BNRIMMIIRRIN “TEHEDE" &9
AERE Snyk, BEEIEEF DevSecOps HAENRIEFHXE—IF, MMEFIRIRINTAREXEREWNS
BIUXZRZAEE, WRZEERMIE, BESINE—HMHFEEMNITIEASRBERRL

[00:29:48] [Lenny]
English:

You basically found it couldn't work self-serve monetization, it worked as a way to get into a company
and then developers started using it in small scale, but you needed sales and marketing to really grow
monetization. Is that what you found?

AR ERIE:

REA ERXMERSERTAE, ERBHANRBN—MEN, ARFLXEFRNIRER, ERFEEHEN
EWERAEESSHTIERK, XMEIRAMIERD?



[00:30:04] [Ben Williams]
English:

Today it's less like that. There are organizations where the buying center is still very much ApSec, but
there are also many organizations where kind of technical leaders on the buying decision around security
investments. What was always true though even back then was the influencing power of developers,

regardless of where the buying center was.
R EE:

SRERAR—HT . BLARHREFONATERNAREEI], EHERSERNRMREZHKA
SEMEN, A2, BMEELHE, TERMPOERE, FRENZMIRLEFEN.

[00:30:28] [Lenny]
English:

And | imagine as the brand has grown, it's gotten easier to convince people like, "Oh yeah, look at all
these other logos using this. It's probably going to be okay."

FRZERIE:

BBEEmENRK, RRANZERERSZT, il ‘B, &, XAZHMARFRHEAXT, BPEEELR
"

[00:30:33] [Ben Williams]
English:

For sure.

A EiE:

FasEanitt,

[00:30:36] [Lenny]
English:

Just to understand in your experience with Snyk, it never really worked self-served monetization. It
worked as a way to get into a company and then developers started using it in small scale, but you

needed sales and marketing to really grow monetization. Is that what you found?
R EE:

ATHIA—T, RIERTE Snyk 89250, BRSEMMKREENIND. ERZEAHRNATN—MEIN, AT
REFUERER, BRFEHEMNEHEREEHEDTIEK, SXHE?

[00:30:51] [Ben Williams]

English:



| think back then, yes. Now it's a very different story. We have a lot of self-serve only customers scaling
pretty large, so.

RS ERIE:
RN, 20, BUEBARETRAT. RINERZABERSHER, MEHHIERA,

[00:30:59] [Lenny]
English:

Got it. That's interesting. | rarely hear that you start out with sales being important and it becomes less
important or | imagine it's still very important, but there's like a segment that has emerged that can self-

serve. Fascinating.
FRCEIE:

BHET. XRAEE, RRVMEZ—FREEREE, EREGEPLAERE, HERBHERARERE, EHIN
T—PELBRSHAD T, KEAT.

[00:31:14] [Ben Williams]
English:

Yeah, | think it is important to acknowledge though, that the product has always played a really key part
in the sales process for sure.

FRCERIR:
2R, BEFIANDIVEIN, FaEEEIETRANEEIFEXBNAR,

[00:31:21] [Lenny]
English:

That touches on something | wanted to ask. [inaudible 00:31:24] you've mentioned him a couple times,
he's got this awesome newsletter, he talks about you guys all the time. | think he's very proud of the
progress of Snyk and he talks a lot about that for developers, you got to win hearts and minds of
developers to build something that works. Any lessons or pieces of advice for folks that are targeting
developers to win hearts and minds and get engineers, developers excited about what you're building?

FROCERIR:

XARK T HARRB— A, RREIS MR, tBE—MRIEFNEEER, SRR FBMIY Snyk B3
TRIFEER, MEERNTHLE, FOTREMIN 08" FeEMEMIINT M. W TBLEBIFRR
RALXEOAN, FEFAKRIENKRESENNOE, FILITRM. FRENREENRIREREN
ng?

[00:31:47] [Ben Williams]
English:

| think there's two things, right? First of all, fundamentally for someone to get excited about using a
product, they've got to care enough, right? They've got to have a problem that you're solving. | think



there's two things. One, there is a shift that is happening and still happening. | think there's still a long
way to go for developers to really care about security as an integral part of their job in the same way they
think about functional quality or performance. | think that we're still, we're making strong progress there.
It's changing all the time, but there's still a long way to go there. But the reality is that | think in most
companies, developers have to care about security because their companies need to be secure. The key
then is how do | make the job of being secure for these developers, as painless as it absolutely needs to
be?

AR ERIE:

HIANERR. Bk, MRELR, BILFRAMNER~@BEE, IS EBES, HB? wilomns—
MREFEFRNRE. TIANERAE: F—, —MEZIERERE, MANESS. BIANBLFRERLER
MIFINEERE LRI, BREMATEFAAHRN—ED, TERKVBEE. HRESHNEENSE
Riftg, BR—EELE, BNERKNEK, BIAXE, RINNEAZHAR, ARELAXRLRE, AARTE
FERE, BAXEHMAET: RNMIEXERFLENRZ2 TFESRAEMTRE?

[00:32:44] [Ben Williams]
English:

And that means really meeting them where they are, integrating with their tools, finding ways to take
security to them instead of trying to pull them out of their workflows. Flow is just this incredibly
important concept for developers and you want to strive to keep them in that flow for as long as possible.
The GitHub kind of pool requests are a great example of that. Someone can sign up for Snyk and they
could theoretically be the only user of Snyk and connect their repos. All of a sudden we're protecting,
securing those repos, a hundred, a thousand developers could be working in GitHub with that code, all
benefiting from Snyk without necessarily needing to sign up. That's that example of taking the product to

users without pulling them out of their workflows. | think that's absolutely critical.
R EIE:

XEREEHRIEME “EMIIFAERS SMWIEE" , SREMMNNIAS, BEEREeFTHMN, mA
RIREHMIMIERPRIER, “OR” (Flow) MAREFRRZ—MREEZNHE, (RESHILMIIRA
REK BT B RFF A MIRE . GitHub BIHIBNIE R M2 — MRFHIFIFo FEAZEMT Snyk, L EMATLIE
Snyk BIE—A A HIERMHNEE, RAZE, RITMERIPXIEABENTS, B LTRFLREREE
GitHub EACIEXEEMES, JEBM Snyk PR, MA—EFTEEIM. XME “BrmBaRPmATEIET
ER BIflF. TINNXERNEXREE,

[00:33:38] [Lenny]
English:

As an outsider hearing all this, it's a product that magically helps you avoid security issues, very little
work, does a lot of the work for you. It's hard to imagine it not working looking at it now, and I'm curious
what it was about the early days that just felt like maybe that people didn't believe in this working. Is it
just there was doubt that it would be smart enough to find your security vulnerability issues? Was it the
timing wasn't right, people weren't ready, weren't concerned about security enough? What do you think
it was that created challenges early on? Because looking back, it's like, of course this is going to work.
How could it not? It sounds just like a magical all win product.

FRCERIR:



ERA—TRSNITXLE, ZRER— T EEMEERERR2REN~m, LFAFTEFALE, ERMRET
AREBRE. AEEBRBHEBREZAEY. RRFHFREHRHAULANREXATEITIE? BFREFBER
B, HAER2RE? EEENAXN, AMIEKESE, HENRZE2RBXE? MINARBHFERENRERZ
FA? ANEEERE, XUASHT, EAFTERHRIIE? TERMERE—MHET BN~ o

[00:34:16] [Ben Williams]
English:

First of all, don't think the challenges were there in terms of the developer adoption. Even when those
first kind of forays into self-serve were struggling in terms of breaking into some of the larger customers.
The developer adoption, the free user base was still growing at a really good pace. That momentum was
just constantly building and it's that momentum that has ultimately fueled the sales led business as
we've gone through the years. But it was just those few things | think that | mentioned earlier in terms of
stumbling blocks that needed to be overcome because when those first sales and marketing hires did join
us and we started having conversations and we also tweaked some of the things in the product to meet,
had some breadth, had some additional languages, ecosystems, building those table stakes features,
then it really unlocked and it was rocket ship time from then.

FRCERIR:

B, BTANANEALREXRAAEFERL. EERVNZREARTANERSENBIIEMER, FLAEX
BENZHEAPBHNEUFEFNREE K, BMEL-—EETRRE, ERXMELREMERD T RHITXLEF
KIHEEETRW S, HUNRARHZARIVBLIHHEFTERR. RAEE—MEEMEFEARMAN, &K
MFBHITIHE, ANBIEREET RN —SAE——ENTT E, I TEZBSNESESR, WETH
LRI —AREMELERLKT, MIRREmGEL LT AF,

[00:35:11] [Lenny]
English:

Got it. Sounds like the biggest issue is monetization. Can we make money doing this? Developers love it,
they're using it like crazy, but will people be convinced to scale this an inside an organization and pay us a
bunch of money for it?

FROCERIR:

BHET. MEREANRAZER. RIEEXTHED? FREENRE, AEAR, EAMNIWRREALAR
NEBARRRHET H A —KRZEHT?

[00:35:21] [Ben Williams]
English:

Exactly, yep.

FRERIE:

R, MEXF.

[00:35:22] [Lenny]

English:



Okay, got it. | want to dive a little bit deeper into your growth team and product team and how you think
about organizing teams like that in a product led growth sales org. The first question, just how did the
growth team start at Snyk? What was kind of the early days and then what does it look like today?

AR ERIE:

$FRY, BAET . FERRNRN—TRIIBEKEAN~RER, UREFmEERK (PLG) MFEELESHHER
&, RRMNAZEHERXERAR, F—E, Snyk AUIEKEIPARINAFRR? R ARFR, WEX
—ftars?

[00:35:41] [Ben Williams]
English:

There were some ad hoc efforts happening in various places. We had a small growth marketing function,
we had [inaudible 00:35:49]. We also had some ownership of key growth services in R&D. There was a
team that owned the new user onboarding flows, for example. But it wasn't until | joined that we really
formalized the notion of a growth team. It was very kind of ad hoc before then. When | joined, we created
what we call the developer growth group now. Before then there maybe wasn't strong an understanding
about what a growth team needs to look like, how they might need to work differently to the core
product teams. And 1'd say overall it was much later than you'd typically expect to see. And at a bigger
scale. You normally are going to start growth teams, one or two people, three or four maybe, and scale
out from there. But we started much bigger than that. But at the same time, this bottom up developer
first approach, it was baked into the company DNA in terms of how teams think and operate. Yeah, we
were growing fast even before we spun up the growth group. | think the significant change that happened
there, it was a transition from a simple freemium approach to a holistic and well-coordinated PLG
strategy. It's much more common to start earlier, much more common to start at a smaller scale than we
did at Snyk, but it worked for us because of this kind of perfect storm of where we had a product with that
bottom up growth built in from the beginning. We had founders with a deep appreciation for how the
product could grow and there was strongly exec alignment and sponsorship for scaling the motion. The
problem when starting the growth group, it was really for the most part more oriented to how we can get
the flywheel spinning faster as opposed to getting it moving in the first place.

AR ERIE:

HRERRMAE—ETHNRH. HMNE—NIEKEHERE. THLEN], HMERAE—EXRE KR
SHFFEN, LB —TERASEFAANRRE. EERFIAN, ()4 BEERNHILTEKEMNIEZ.
EMZAT, EEETH. HMNGE, FMIBTIEFMBN “FALAERRKNA" . EBZE, AKRAEMEK
FRAR iz B At F. ]SO~ mERABN TSN B RARERZRZIER. FH, S@EmME, KN
1B KEARNE L EE TN R, MEMRER, BEMREM—FTIA. ZEDAFHRARERKEN, 4G
B Ko BENAWHNMRIEX KRGS, SHEN, XM “BTFmL. ARXERL” NAEEZERTQ
EIfY DNA &, (RIIEEPARIBEMEEL N L. 2R, BEEEMIMERK/NAZA], BATMERKSRR. FHikkm
PBELEMNEARTUEMNERENREEERNETANEEANFARIFA PLC 58, BEEERNZERFIA.
MIEE N, B Snyk THRERA—M “TEXNE" | FMAE—FMN—FIEmRE T B T g KER~
m, BIIRAMT RIS RERZER, MESERET BX—RIX AN TSE—BHEL T T 2. MIE
FNARMEE, ERARE LEZEXTIINALL WVERGER, MARNMILERRER,

[00:37:26] [Lenny]
English:

Where did you initially focus that team? Which part of the flywheel?



FRSCERIE:
RERAILAR N NBREEWE? $HAHNEES?

[00:37:30] [Ben Williams]
English:

Right now we have dedicated teams focused on acquisition, activation and monetization along with a
supporting team who own our growth platform, including all of our data and experimentation stack. But
the macro structure, it's changed over time to enable us to focus on the biggest constraints in our growth
model. At the beginning we just focused on acquisition and activation, intentionally deferring any
investment into specific monetization initiatives around the self-serve revenue channel until we felt
confident that A, we'd built the necessary growth muscles to scale, and B, we'd figured out some of the
more pressing issues that were present earlier in the user journey. It was important that we felt really
confident about our ability to effectively connect developers to Snyk's value in such a way that
introducing and optimizing a self-serve revenue channel would make sense. | also really wanted to avoid
one of the common failure modes I've seen around cross-functional collaboration and growth.

AR ERIE:

Bail, HEMNBEEZIIHNHEAPARTIRE (Acquisition) . #E (Activation) FZI (Monetization) , BE—1x
FHEIPAARBNNE KT S, SIEMBHIBEMLNIE. BENEHMEENEIRNERZMNE, WERIEBEE
FIERKZA P RARI, B, RMNILFTFREFEE, ERIRMERT M ERSEWRERFETINIT
YIRN, BREIHAE: F—, RINEBEKBIL T EBAASIEKIA; £, RINELHBRT AP REFE
FEN—LEXENE#R, EENE, RINENBERRALES Snyk BN EEERRNENTHED, XF5]
AU ERSTIREA TR, BXRIEEEECREBIRENERNIS KPERN—FE KRR

[00:38:28] [Ben Williams]
English:

When | joined, there was an inherent tension built into the system. It was particularly noticeable between
R&D and the growth marketing team. We had amazing people in both teams, a ton of really great ideas,
but many of them were just not being executed on and it was leading to a lot of friction, a lot of
frustration, ultimately caused by misaligned incentives between the different functions. When creating
the growth group, we resolved this by ensuring that each of the growth teams were truly cross-functional
in nature with everyone in each team aligned around common objectives and KPIs. Every team has
engineers, an engineering manager, a product manager, a designer, a growth marketer, decision science
support, and a basic shape of the growth teams that'll be familiar to most, but | spoke to a bunch of
people over the last couple of years and I've actually learned to my surprise that inclusion of growth
marketers in the product teams is not all that common. And | personally think there's just a lot of
opportunity being missed there and | expect that to start to become the norm rather than the exception
over time.

AR ERIE:

HEMAE, REPEFE—MEENEKXR, XIMEKEMRL (RD) MEKEFREANZEBILNRE. BWD
FIABBRZFNATL, BRERTFHNAF, EEFRSMLKERNIT, XSBTRSEENBWE, FRER
EFRANBEERRER ) Z EAEFI A —BUERH, EEEIE KA, HITBIHERE MERBEEERR LEE
HIFWEHRREFARAERX N R, STENRHNE N ABESELEN BTN KPIAK—X. ST EHREEL
2im. TIERE. mREE, ®iHh. BKEFEAR. RERFEZF, XIMEKEAMNNERTZSHRESHAR



WARERAE, EXX/LFHESREARAL, SHIFRFHNE, EFmBFESEREFASELHATE
Wo HMNANAXBRTRENE, HITHEERBNES, XEFHEMAESIFRG,

[00:39:32] [Lenny]
English:

Okay. | want to talk about that, but before we get there, you said there's a decision science person on the
team. What is that about? That's cool.

AR ERIE:

Y. BABEVENARAS, BEMZE, MIREAER—1 “RERF" (Decision Science) A&, BEMH4
9? IFEERIRES.

[00:39:38] [Ben Williams]
English:

That's right. We started off from a fundamental Bl data analyst perspective, but over time we wanted to
apply a much deeper level of analysis on the data such that we could start to build in predictive models
that could help us make better decisions and can ultimately fuel and power some of the end product
experiences. Yeah, we spun up a decision science function and those folks are very smart.

AR ERIE:

RiHo IARAIZMEREY Bl BRI IMI A6, ERENENER, HNHFENSUEEITERBRNSD
#r, UEFREZETUIER, EEIINMMHBIIFAURR, HREAN—EXRFEFmFRREHED. 2289, KK
I T —NREBIFEREERR], ABEAIEREESRA,

[00:40:13] [Lenny]
English:

Is that similar to data science or is that a separate ... Okay. It's cool that you call them decision science
people versus data science, because that's so much more actionable.

FROCERIR:

ABINLIERIFLMID, BR—NRILEY - 1FHY RHMAITRRBZAGMARHRIENFEAL, XRE,
NXIFEEREBITEHRME.

[00:40:23] [Ben Williams]
English:

Yeah, | think so.

R EE:

=8, BEBXAIAN.

[00:40:24] [Lenny]



English:

Wow, that's cool. All right. | haven't heard that before. Makes me think of Annie Duke and all the stuff
about how to make better decisions and | love ... Is this something anyone else does or is this something

you came up with calling [inaudible 00:40:38]-
R EIE:

IE, REETo. iFo BUANZITEX ML, XiEFHARE Annie Duke IR X FINMAHHBFRARHFIERNS. &K
B XA AR, TR IR&PRRIFRIE?

[00:40:37] [Ben Williams]
English:

I'm not sure. | don't necessarily think what we are doing is revolutionary there, but maybe the name, I'm

not sure.
FRSCERIE:
BAHE. BR—TIANEIENEEE2EDEN, BEFXNEFEE, BFRRE,

[00:40:46] [Lenny]
English:

Yeah, the name is cool. | haven't heard that before. It implies bias towards action versus just we're going
to do a bunch of cool stuff with data. Interesting. Okay. Then you said that there's a growth marketer
embedded in each team, so maybe just broadly what makes up these teams? Which you touched on
briefly, then what have you learned is the value of having a growth marketer embedded within each

team?
FRSCERIE:

2, RFRE. BUANLITT, ERRTMTHNRE, MAXE “BINEZRABEH—IEEE . B8,
o ARMRSTHEASMBNT —BEKEHFAR, BPAKRREXEHNZETAMKRB? RRIZ EERE
7, BBARFEINES MEAFRNEREFEARHNNERZTA?

[00:41:06] [Ben Williams]
English:

It's important to have balanced teams with strong diversity across multiple vectors. Focusing on
functional diversity at the moment, which is kind of what you're asking about with having growth
marketers on the team, one of the big benefits you get is a broader pallet of ideas, but also a bigger
toolbox when it comes to execution, which generally translates in an ability in a growth team for them to
test and learn faster with more parallel, yet at the same time, aligned threats. Perhaps I can give a recent
example there. Having a growth marketer in an acquisition focused team led us to some lightweight
experimentation on the website in creating an SEO optimized page. It was something that was really high
performing, both from the perspective of traffic and conversion, but it didn't require any engineering
resources to create. The growth marketer and the team, and they decided together this was something

worth pursuing.

AR ERIE:



REEZ T HE LRAARSEFUENTERANIFEER, BT ETRESHE (WEIRATEEAFMNE
KEHAR), FREN—KFLZE FEANGIRTIE, UREHRITRHBEEANIANS. XBERLNIEKH
FABESE LIE Z H1TEERIF—EMRE, EHRMHTIIRNANT S, WiFRAUE— I RIEN0F. ELURE
FIZOBIEARIINIE KEHA R, (RERINEMIG E#TT —LERERLW, IR T —1 SEO ATIE. M
REMRUHNAERE, ENRITIFEDE, MALREAFTEEAMIRERR. BKEHAZMEALRERE

nE
X2EESEIRMN,

[00:42:01] [Ben Williams]
English:

But the growth marketer was able to kind of execute that independently while engineers were working on
other things. But then based on the success of that, the team went on to build out a functional sidecar
product that allowed users to basically try Snyk without needing to sign up by simply placing their code
in for us to scan and giving them some results there and then. We saw really great results with that visitor
traffic, saw a significant increase, sign up rate dropped a little bit as we'd expect it would, but overall new
users had a big bump and those users had much higher intent, which we saw play out with increased
activation rates.

FRCERIR:

BREHEARREBEIRINGEEMERHNEIRIINT. BTFITMT), FRBEEFRT—1IhEMERER
Fan, AFAPELHEMIIER A Snyk—RFMANDILIA T, BIRTSHREER. RIEEN
EREBEZEM, MRIFEBF. BATMROFTARBEE TR, ESEHARREARERA, MAXLERAPH
BEES, XAMTHERNIRS L.

[00:42:37] [Lenny]
English:

Awesome. Okay. And so there's essentially four teams under the growth umbrella. There's acquisition,
activation, monetization, and then this kind of experimentation platform team. Is that right?

FRCERIR:
KHET . 8o FRLUERKPTEAR EAME: REL BUE. T, URXMSLEFEEM. *013?

[00:42:47] [Ben Williams]
English:

Yeah, that's right. And that team is also responsible for making that data available elsewhere in the
organization as well. Product led sales is a really important motion for us, and so taking the knowledge
we have, the insight we have around behavior with the users and their teams and their companies within
the product, and making that available to the GTM teams outside in smart ways, allowing them to focus
on the things that are most important to focus on. That's a really important part of what that team does.

FRCERIR:

2H, ", M MEINEATUFXLEHIERMAERNEME ). ~mikshHE (PLS) WHIKIRZE—1IFE
S2MEE, Eit, BENETmRABRENXTAL. BRMKERQFITARIRMELE, USSR M
RIMBRIEAT (GTM) HFA, ittIER LT ETFREENFR. XEZEANIEN—EEEZIEI.



[00:43:20] [Lenny]
English:

It's interesting, you guys are the epitome of product life sales. That's this new trend of from PLG to PLS for
sales. It's obvious that they're a big part of this whole process. The fact that monetization happens
almost all through sales is interesting. That's interesting. Cool. Okay. That's not a question, just a thought,
talking out loud. One other thought | had is, so you talked about SEO being a really important part of your
growth. What is the person team like to do the SEO piece, the right content? | imagine they're on the
acquisition team, there's maybe a content person that lives within that team.

RSz ERIE:

BER, MIE-mBshHE (PLS) RIESE, XEM PLG B PLS BUHiE%, B, HERENMIENEEA
RER D, ZMLF2EEIHELN, X—R/REW. B, f. XFREHE, RBRAKRERBRIBE HEY
FS—MIER, frIRE) SEO BIEKMEEAME . 1153 SEO #f7. ARIEMABTHIEZHAFsy? Hhhft
IFEREREIAR, BIFHEIAREE—TARBTAR.

[00:43:55] [Ben Williams]

English:

We have actually one of, the smartest SEO people I've ever met within [inaudible 00:44:02].
R EIE:

KR, HAEFHNIHREIERRN SEO TXZ—

[00:44:02] [Lenny]

English:

What's their name? Let's give them a shout out if you want.
R EE:

WHARF? MRFBRERE, AIUAART—T.

[00:44:03] [Ben Williams]
English:

Anna. Yeah, cool.

FRCEIE:

Anna. ZEEEI‘J, 'TEH%O

[00:44:05] [Lenny]
English:
Joanna.

FRCERIR:



Joanna,

[00:44:05] [Ben Williams]
English:

Well, she's part of growth marketing, but she works extremely closely with the growth teams and she's
got a few people in her organization and we bring them into specific SEO focused initiatives when we're
looking to build loops around that. Incredibly important to have someone like that who understands that
at a far deeper level than | could ever hope to, how SEO works. And particularly in terms of keeping on top

of some of the things that Google are constantly doing in terms of their algorithm changes.
R EIE:

I KEREAMN—R, BMSEKARSEREEE. RAREENNA, HRITEEFELS SEO BIUE
RS, TS5 RER SEO ik, HEXFHAFEEE, tthaf SEO BFANRIERILEERENE
RF%. FHIRELRIR Google REHHITHRAEMH A H.

[00:44:37] [Lenny]
English:

And does she actually do the writing for editorially, for | guess even the programmatically made pages or
there's someone she outsources-

FRSCERIE:
MEFEARRIBESED? K2R, EEESRERFLERNTIE, TRMSIMILTIAN?

[00:44:43] [Ben Williams]
English:

No, but what she does do a great job of is providing the kind of continuously updated guidelines on how
content should be structured to lead us to good results.

FROCERIR:
7T, EiiFIEFEHeEN—RRRERERERE, ESRNBMIZNFEHNL, USISHENMNRTFNER,

[00:44:55] [Lenny]

English:

Then it's just engineers and PMs that end up writing the things? Wow. Cool.
Fa3cER

i
R REETIZINH PM REXLERFE? i, B,

[00:45:00] [Ben Williams]
English:

Yeah, that's exactly right.



FRSCERIE:
=21, R2eiFf.

[00:45:04] [Lenny]
English:

This episode is brought to you by Vanta, helping you streamline your security compliance to accelerate
growth. If your business stores any data in the cloud, then you've likely been asked or you're going to be
asked about your SOC 2 compliance. SOC 2 is a way to prove your company's taking proper security
measures to protect customer data and builds trust with customers and partners, especially those with
serious security requirements. Also, if you want to sell to the enterprise, proving security is essential. SOC
2 can either open the door for bigger and better deals or it can put your business on hold.

AR ERIE:

AETIE M Vanta 88, EEREAREGIAREUMNERE K, WRIRESEDREFEERDBE, BARR
BEIREEL WA B ZORRIPEIXTF SOC 2 SRMIERIRE, SOC 2 BIEEARIAEIREN T & H R EHMERRIPEF
HIEN—MAN, ERBUFFNSEAHNEE, LERREETRLEERNEF. i, NRFEEE
WEHEm, EATEMRBAE L, SOC2 BERJUAMRITAER. BEFRXSHK], BEIELLIRELSSE

AR,

[00:45:39] [Lenny]
English:

If you don't have a SOC 2, there's a good chance you won't even get a seat at the table. Getting a SOC 2
report can be a huge burden, especially for startups. It's time consuming, tedious and expensive. Enter
Vanta. Over 3000 fast growing companies use Vanta to automate up to 90% of the work involved with SOC
2. Vanta can get you ready for security audits in weeks instead of months. Less than a-

FROCERIR:

SNRIRIRA SOC2, REABEIMERHRELFE, RISOC2REFAER—TEARNAIE, TEENTEIQ
AME. ey, ZHKASHE. X Vanta sk AT T, @i 3000 HKREE KB QFERA Vanta & SOC 2
HRBIEIE 90% B TIEBEIfL. Vanta FILGLRE/LAARAMAR/ L TARNESFRE®EIT. FF-

[00:46:03] [Lenny]
English:

Can get you ready for security audits in weeks instead of months, less than a third of the time that it
usually takes. For a limited time. Lenny's podcast listeners, get $1,000 off Vanta. Just go to
vanta.com/lenny, That's V-A-N-T-A.com/lenny to learn more and to claim your discount. Get started today.
What advice do you have for folks building growth teams and maybe either similar space or just B2B, PLS

oriented businesses in general? What have you learned about what is important to get right?

AR ERIE:

AIUTEJLRAAMAZ /LB RILIREETRE®EIT, NERIBEMEN=92— THERNEIERN, Lenny
BEERITARR LIZR Vanta 1,000 ETHRE. RFIAIE vanta.com/lenny, B V-A-N-T-A.com/lenny T f# &
ZERSHMEHTIN, SRMABE, N FILEFTAREKEAMNA, TIEREXRMMEIESEARR B2B. LA
PLS AEmMEL, RETAEN? FRERT HLENRHITHIXER?



[00:46:34] [Ben Williams]
English:

This is a big topic. | have a lot of thoughts here based on what I've seen work well and also not so well. |
think | can broadly bucket things here into maybe three main topics. So the first would be people and
process. The second would be strategy, and the third would be data. Now they're all related and they all
have to be working well to be effective in growth. Starting with people maybe touch the first element
there in terms of balance teams, you've got to have those balance teams with diversity and ability to
create great ideas, but also ability to execute. So that's the first thing.

FROCERIR:

EXE—TKRIEE. BETHEINRIIMEKMNES, HBERSEE HANKBAUREXERBTDSA=Z1EE
FH: F—RARSMIE, FTI2HEE, F=R&E. ENEEXK, AL EFREAEEEKSHEG
B MAGIFR, BIFRIRRE—TER, BIFEHEI. (REFTIHERESFE. BT EHRREIENXEE
HITRFEHEIL. XEHE—Ro

[00:47:14] [Ben Williams]
English:

But still on the topic of people, | have this kind of mental model, that potential that at its core is
unbounded, but that a bunch of things situationally prevent people from fulfilling their potential. It might
be how they're thinking about something. It might be organizational. It might be in relationships with
coworkers or in broader team dynamics. It might be in them not even being in the right role even.

FRZERIE:

XTAR, HE—TOERE: ARBNZOZLRE, ERZSBREERIMBARANLEE. XrIE2MH)
MBS, FIREREALNEEN, FIESAENXANE ZHEDES, EERREEMITRARESERN
Rl Lo

[00:47:37] [Ben Williams]
English:

So fundamentally | think it's the role of managers and leaders to help them identify those things and
work with them to find ways to thrive and grow. And I've seen this have particular significance in a growth
org where people are just naturally less good fit. Now that doesn't mean that they're not amazing
talented humans. It just means they aren't going to do their best work in a growth context.

AR ERIE:

FRUAMARZS L%, FoIANZIBEMATENRTEHEMNIRGIXLERES, HS5M(]—EIHELRKEG %,
HEMXEERKARPLNEE, ANEEAXRERFAREGE KK L. XHARHEREMITRES EEER
A, ARBREMIEE KR AR ZEHREKT.

[00:47:59] [Ben Williams]

English:



So when you're starting a growth team, you'll often be doing so with internal moves. So this can be
something that's maybe a little bit easier to miss than with external candidates where you are likely
testing for those things explicitly during the hiring process. I'll share an example with developers.

AR ERIE:

SIRFIRARE KA, BEZEIAMIEEIRHIT, XATELLINIREERZ KM, EAEINPEE
&, {FEIgeREEIRI TN XER R, HUFEERM,

[00:48:17] [Ben Williams]
English:

So the devs that really thrive in a growth context are the ones that are motivated by moving quickly,
iterating to create measurable impact. They're not attached to their work. They embrace imperfection as
part of the process. They happily discard their code, their ideas even. They're curious and they're always
looking for ways to be closer to their users.

FRCERIR:

FERKWEREEEERKIFLRE, BRLER “RETSH. BLENLISTEHER W FEBRIA. tilf
WETHCHER, BERATEEAIEN -0, MIRTFEFECHNE, EERHCHNEE, tilxH
FEL, SREFHERERFNGE.

[00:48:38] [Ben Williams]
English:

Now those are the folks that generally make great growth engineers and I've also known incredible
engineers that are most motivated when they're working on really deep technical challenges and love the
process as much as the outcome. And they've struggled in growth. Of course it's never that simple in
reality. There's nobody who's really at either extremity of that spectrum. But it's really important to try to
answer the question, can this person do their best work in this environment? So | think that's a really key
part of it.

FRSCERIF:

XEE N BEREMAMFRE K TR, FtiNR—iEE RGN IR, &= it RENIEFEAR
ARkkk, HERBIEMTER, MITEEKEAMNPEEERIIEIL, MR, MEPEIRAGE, SEAEE
WF IR, BIXEERE “XPMAESEXNMNMERRIEHREKTE XMNIFTEEEE, RIAAXEX
FERD

[00:49:10] [Ben Williams]
English:

And yeah, you need to also make sure they're well equipped from a kind of skills and knowledge
perspective as well. So they need the right skills and knowledge to be able to do their best work in the
context of your growth process. The ideal state is that every growth team member has common
vocabulary. They're comfortable with the growth process. They can work well with data and
experimentation platform. They understand the data. They have the right skills and mindset.

FRCERIR:



20, MEFERRMNERENTIRSEREERR. MNFEESERKEMMIR, FRARKRENESR
TREREKT. BRRSESMERAMKSHEHRFNES, ABEKRE, ERGERABUEMKRET
8, BRE, HREERITRENOS.

[00:49:36] [Ben Williams]
English:

Education | think plays a big part here. So we're big fans of Reforge, but we've also developed a bunch of
internal programs to align and uplevel the teams. Something we learned, | think as an example, is the
importance of starting simple and going deeper as the teams build experience. So for example, when it
comes to experimentation, don't try at the beginning to introduce multivariate testing or concepts like
sequential samplings and alternative evaluation approach.

FRCERIR:

BINNBEEXERE TRAER, K12 Reforge EBL¥ 2, BRI LT —RTIWERTRIFXTTIR
FHEIBAKTE, F0, BINNZEN—mE: BERAMNKENINE, NEBEFBRAZSINEEEE, LiNfEsRlE
FHE, FE—HEMEASIANZTENAHFRIME (sequential sampling) FEZ#BVTEEHF Z.

[00:50:04] [Ben Williams]
English:

Teams are still trying to just dip their toes in that... This water, it's kind of a recipe for a lot of mistakes. So
that would be some advice there.

FRCERIR:

AAEERIRD EX MU XIMBEAREZSBRZHIR. FIUXERI—REN.

[00:50:15] [Ben Williams]
English:

But people also need to be well aligned. I've talked about this actually on another podcast that | did
recently. But what | mean by that is their execution needs to be aligned with an evolving growth strategy.
The growth strategy needs to be aligned with and at the same time influence where the company's going.
The growth strategy needs hooks into the product strategy and ideally there's some overlap and
alignment of KPIs so that the growth teams and the core product teams are swimming in the same
direction. The skills and experience in the team need to be aligned with the strategy. If you've got to focus
on activation and acquisition, then someone who's a plans and pricing expert probably isn't the right set
of skills at that point in time.

FRZERIE:

BARBFEESENTT. RRATEF—TREPHIIXD. RPEBRE, WIBNRITEESFENRHEE K
ERERRIT—E ERKABFBESQABANEARLGAXNTT, BNUEZMABTNGR. ERKABEES ™ mibsiE
1, BERIERT, KPIZEESNXNTT, XFERENNZO mEAERER— N H %5, HARIEE
MENBFES BT MRREMNERZHEMNRE, BA—TMENETRERTHERAEHIZRE
ERYFBE A,



[00:50:57] [Ben Williams]
English:

But you also, leaders need to plan to ensure those skills are available as focus of the growth team
inevitably shifts over time. But at the end of the day, everyone needs to be able to easily answer the
question why they're there. Why the work they're doing is important.

FROCERIR:

ERGTE, (REFEFEITY, HREEEKENEONRETE, HENKREEBERIE(L, BFRER, &
PMABRZRERMEE “AHAREXE” UKk “ATABRBITEREER”

[00:51:14] [Ben Williams]
English:

I don't know if it's too far off track here, but | have a vision and mission framework that | like to use that
leads to | think, great simple statements of an imagined better future state and your role in getting there.
So | can talk about that a little bit if it's a-

FROCERIR:

HAMEXEEHIR T, BERE—ITHRERNERMEHIER, FIANEALUSISFEXTRRPIEGFRFR
SURARELMX—RESH A BOEEMRR. MNRATLBIE, BT »——

[00:51:28] [Lenny]

English:

Yeah, let's do it. That sounds too good to pass up.
R EE:

GFI, FHIAME, DREERAXET, FeerEdo

[00:51:31] [Ben Williams]
English:

-Cool. So the vision is the nirvana state that you aim to enable for your users and customers in five to 10
years. It's something that could equally be enabled by your competitors if you don't execute effectively or
efficiently or quickly enough. You can always prefix a vision statement with in the future, dot, dot dot.

FRZERIE:

KiF7To. Bx (Vision) BIRFHEETE S5 F 10 FRNAFRMNZFAKIA BRRE (BRLT). WRIFHITHR
FBEEH. FTHEBRHTBER, MNEZEFNFHERAEFTULINE, REEUA “ERXE-7 FARSEKR
GRETEES

[00:51:52] [Ben Williams]

English:



Now it's something that should be bound to your target market. So not too wide and not too narrow. And
critically it should not mention your company, your product, or anything solution related at all.
Completely agnostic of those things.

FhSCERIE:

ENZSMRNETTIHE, BRREABHLRERE, X2, SREFTKIZIRIIFNAR. (REV~maER
SRERBFEEXNFRE. ENZESXERFETELX,

[00:52:05] [Ben Williams]
English:

And then the mission, that's the thing that you are going to relentlessly iterate on to take you
incrementally closer to the nirvana state described in the vision. It should answer how you'll realize the
vision by describing what your fundamental approach will be. In other words, what you will do and how
you'll do it. It should ideally aim to encode any unique differentiating advantage you have. So if | think
about Snyk at large when it comes to advantage, we might mention our unequal security intelligence and
knowledge of application context.

FROCENIR:

AlaE e (Mission), XEMERBERNARA, LRZESEERRPHERRNIZRRS. ENIZEIHERS
MEAGERLIZMRFMAKIE R REOIER, MEIMEMAAURRRNEH. BEERT, ENZER
FRITRAENEARSERMMA S, FRIUIREEE Snyk MEBEMRSE, RITIEKREIRINESCHNZLE
AR ETXEYT 7o

=T

[00:52:36] [Ben Williams]
English:

And one of the neat things about this framework is if you find utility in doing so, you can apply it at every
level from the company level all the way down to individual team. It doesn't mean the process is not
difficult and you need to spend a lot of time, but it gives you this set of kind of a framework, a set of

bounds that help you really come out with world crafted statements that kind of stand the test of time.
R EIE:

XMERN—PMISWZRET, MIRMFREFER, MAURENARES—TMER, MREEE—EHEITAH
Fho XHAAREHREIERYE, (RAHKFBRRRZHE, BENMREET —EERNRR, BHMITELEBS
ZEYE1Z IR RIREF IR,

[00:53:00] [Lenny]

English:

Is there an example you could share of the mission vision, whether it's Snyk or something else?
R EE:

REENE— T RRESNFIFIZ? TiL=E Snyk NIEZE A,

[00:53:03] [Ben Williams]



English:

Yeah, yeah. I'll give you one for the growth group of Snyk. So great. The vision, every developer securely
unleashes their creativity and the mission is to connect every developer and their organizations to the

value of the Snyk platform with frictionless self-serve, adoption and expansion.
FRERIE:

8%, 8. FLAIR—1 Snyk IBR/NANAFIF. BRE: IS UAXEHELSMBRMIINENES], EHmE:
BETERENBRS. XBNYE, B8 —UARENREARS Snyk FEHNEZERER,

[00:53:19] [Lenny]
English:

Interesting how the vision is so big beyond Snyk's current focus. And to your point, this kind of trickle

down, right? There's a company vision and mission and it's the growth team's mission vision.
FEiE:

RE®, BRMOMERKR, BHT Snyk BRINER. EWMMRAAR, XR—METESE, WIE? BREANER
i, WHEKEAKNRERES.

[00:53:32] [Ben Williams]
English:

Yep.

FSCEiE:

[00:53:32] [Ben Williams]
English:

Exactly.

FRCERIE:

R tHo

[00:53:34] [Lenny]
English:

| want to shift a bit and talk about your product work. So we've talked a lot about the growth org. I'm
curious what the broader product org looks like. How many teams do you have? How do you structure it?
Is it like product focused, user focused, outcome focused? And then just how does that team work with
the growth team?

FROCENIR:

AR MER, WERH~mIE. RINELMTREXTEKARNAST. RREFFE ZH~RARZEM
2R, MRINBZ DR NARRE? BFmSh. ARSAERERTMA? UKIZE AN 5 1K EA



hE?

[00:53:53] [Ben Williams]
English:

Sure. Happy to go into a bunch of that stuff. | know I'd mentioned earlier kind of three areas of building a
growth team. | don't know if you want me to cover those other two. 'Cause we talked about-

FROCERIR:

R HERRFARANRW,. HMEBERHZAHRET AREKEAMK =N ZAMEMBERILIAES INF
™? EAFKMNNARET —

[00:54:02] [Lenny]

English:

Oh yeah, okay, let's do that. Let's finish that thread.
R EiE:

RRE, 4F, FATALE, SIBARMIERIITE,

[00:54:05] [Ben Williams]
English:

-Cool. So people and process was the first and we'll cover process really quickly. | think on the process
side, at a minimum here you need well understood, documented growth processes, practices, working
cadences. Teams in growth need to work differently in some ways from R and D teams working on core
product, assuming otherwise, and just giving growth responsibility to an existing team without working
with them to implement appropriate ways of working. | think it's a common track.

AR ERIE:
XKFT. ARSHREZE—, RIMTPEI—TH2. RIANERESE, MELVEERTOERHCRER

AU KRAZ. SR TN SR, EKEANERELESENTEARFTESHRZ O Rl LZETRE. 0RE
RME—, LRI KARRGIEEANMA SRS ENIES, FIANXZ—DERBIEH,

[00:54:31] [Ben Williams]
English:

Ideally you get to a point there where the growth process is something that's continually refined and
iterated on trying to build in more predictability. But what I've found | think most singularly most
important in a growth process is facilitating a rapid learning cadence and providing the means to
socialize those learnings, surfacing them in the right place at the right time so they can be leveraged and
at the context. And if you think about experimentation, it's not about delivering outcomes it's about
generating learnings that the organization can leverage effectively to deliver outcomes.

AR ERIE:



ERRRT, BRKAENZEMTEMEAN, LXERZIEZRATUNSE. BFAM, FEKREF, &
REZN—REEFRENFITER, HREMKEXEFINRNFER, FERNMENMEENZIE
¥, UMEEREER THRIA. IRMBERLE, ENENAERRMNER, MEr~EHE R LUBRFAUZM
ZERIFIMR.

[00:55:05] [Ben Williams]
English:

Might not be now, might not be tomorrow or some point in the future. But the sad reality is that without
good process learnings easily end up unused and gathering dust. And you have to ask then what was the
point? So as people in process and you know when that's on the right track, when you start to see
enthusiastic sharing of learnings, when you see regular contribution of ideas coming from everyone in
the form of well crafted hypotheses that are based on data and learnings. And when you see a wide
variety of folks, just assuming end to end ownership of managing and running experiments instead of
delegating that to the product manager or an engineer and tech lead. So yeah, that's people in process

and strategy is-

R EIE:

AIRERRINE, ARHRX, MERKNENRL, BERMIMKZE, NRZERIFHIRE, FIMRRES
SRR, BIESNASUETFHIENZINRORITNRISHERAERREARER, (RRAEEELTER. 3

MEESMEFNAFTFIEFAIEEENSTRENREIRAEN, MARKAEZRAT REERTRITREAR
AR, fREAIEMINT . FRL, XmEARSRE, MRE—

[00:55:48] [Lenny]

English:

Let me throw in a question real quick before we get to the last piece.
R EiE:

TRE—EDZH, LHEREE—MEH,

[00:55:50] [Ben Williams]
English:

Sure.

R EE:

YRR LLo

[00:55:51] [Lenny]
English:

So learnings, just to kind of touch on that. I've heard more and more pushback on the idea of learnings
being an outcome. Because a lot of... As a leader, you're not going to be like, Cool, we learned so many
things but nothing really got done. How do you think about the tension between, yeah, learnings we want



to learn, but we also want to move metrics, grow the business and learnings are a way to inform decisions

more than even just learn. How do you think about that kind of balance?
R EIE:

KT “FIMR” , FHRY—T. RMFBKESHARMNE “FI” (FEA—M~H. BAFATSE, (RF
= KRBT, BNFRTXAZHRA, BLFEAAERMEA." MINAIERFXMIKST: HlHEEFES,
BEANNBBRAER. BRIS, MPEIFZEARKEHRESR, MANNXEFIEG. RNFAEFIMHT
e

[00:56:17] [Ben Williams]
English:

Ultimately you're there to create impact, right? There's no getting away from that, but learnings is the
means. It's the same as, there's a quote that | love from [inaudible 00:56:27] around focus on the user's
path to value not on monetization. Because if you focus on the form of the latter will follow, and that's the
same thing with learnings and impact here. If you try and focus on the impact itself might struggle. If you
focus on the things you need in terms of learnings to take you step by step, that will pave the path to
creating impact.

AR ERIE:

VAR, REEIELIETMAN, WIE? XRT ALY, BFIBRFR, XMERERN—GE: XE
BRBMMEREE, MAREI. EANRFEXENE, FEBAIEZMHK. FIMFMARXA BRI,
MRMAXEXNNAEE, AJERSRFL. MRMXEFATIIANERFFLINKRA, BFAHEIERMIET
LN

[00:56:47] [Lenny]
English:

I imagine your OKRs and goals are still like move this metrics some percentage, but you think of that as an
output and the input is let's learn a bunch of stuff about what works and doesn't work and use that to

inform what we're going to double down on.
R EIE:

FIBIREY OKR MBIRMLAR “RItiEtMEA B D Z/V” , BIMFEEMAM~LH, MRAR “LHNFIEXT
FaBH. FATHBIFRA" , HLULFRERNEMEFRANT 4o

[00:57:00] [Ben Williams]
English:

Exactly. Yeah.

R EE:

=i, =

[00:57:00] [Ben Williams]

English:



You got to focus on when you build a strategic opportunity, you are thinking about the outcomes, but you
don't just go right to the end state. You've got to think about what's the quickest way we can test this
hypothesis? And from there, what we learn from that and what do we take into the next set of the next set
of experiments and it... You're paving this path along the way. You kind of that rough destination. How
you get there, you don't know at the start. And that's what the path that the learnings take you on.

FROCERIR:

RBAEET: HIRER— MBI, REZSEER, BMAIERNIERERS. MEHEBE: Fil
HXMRISKIRN TG EZRHA? AE, BIIMPEFEAA, URENBEBAATNT—ARKRE? REELE
Wik, MME—TAKRIBRM, EFRIRFRAENEELERE, XMEFIHIRENRER.

[00:57:31] [Lenny]

English:

Cool. Okay. And then strategy we're talking about.
R EE:

Bo 8. ARTAIZIRIZ R,

[00:57:34] [Ben Williams]
English:

Strategy. Yeah, so strategy, it's a good one. At a very basic level, you need to be able to answer questions.
How do you acquire users? How do you retain users? How do you monetize them? | know you talked with
Elena on that in more depth, but from there you need more detail. It's going to guide the growth teams
and where they look for strategic opportunity, how they approach that. The best way I've found to
articulate a growth strategy that fulfills the promise of usefully guiding the team's execution, it's the loop
based model, Reforge, as specific kind of documentation that | think is great around that.

FRCERIR:

g, BHY, MEENFEH, AREMNER, MREEEBEE . RIOEREAF? RUAEEFEHAF? (70
AIZI? FAEMRM Elena RNRITE XA, BRILEZIMIREEZHAT., ©RIESIEKEAAEHE I
M=, UKRIMERX, FAIWMEREKGEHEARIESAMRITHRESRE “BETFEIFNEE” (loop
based model) , Reforge B&ITIRINXMY, HIEIEERE,

[00:58:15] [Ben Williams]
English:

Being able to identify the various micro and macro loops, how they're all connected, being able to
document them in a qualitative model to communicate a shared understanding of how you grow. It's
really powerful. Augmenting that then with the quantitative side of things, that helps guide quarter to
quarter focus and ensure you can be intentional about where you're investing. That becomes a big
enabler.

AR ERIE:

IRF SR ZEZRES, THENNMER, FEBEMCREEMRE P LUEAXTNAERYHE
iR, XEEBK. AEAEENTKILERE, XEPTFHESENZTENER, FHRRIFERELRALEEREN



ZH. XEMA—TEXRIIBIS.

[00:58:40] [Ben Williams]
English:

You're never going to have a shortage of ideas in a high performing growth team. So knowing where to
focus amidst that kind of sea of ideas is a really important role of the strategy and fairly on, you'll
probably have one or two core loops, but inevitably you'll need to layer on and connect new ones over
time. And having a framework for doing that and having a framework for regularly revisiting that in the
context of growth, team learnings, changes in broader company strategy, evolution of the product, new
features being added, and so on. Market shifts, that becomes a big up level for teams to be able to create
timely impact.

FRCERIR:

E— T EREEKENSF, RAKEFARRZEE. Eit, ELIEMEFFREBEET AL, BAKH—NIFE
EENER. £FH, MURRE-—RMROER, BREENERERS, (RAREEMEESMAERRNRE
o BB TMITIHRFRER, AR - TEEKES TEHRIZERNER (LEEHENFES. AR
T, FamEdE. MR, TiHHREF), BAKEARAEISEREZIEIIBIEES.

[00:59:19] [Ben Williams]
English:

So the model you create there is what enables you to know at any time where the biggest constraints to
your growth are and allows you to balance your growth investments accordingly. It's neat for sure. We've
had times where we've focused on a broad set of constraints and opportunities and other times where
we've had a much narrower focus. For example, on driving improvement to activation and engagement,

even more narrowed like doing that through empty states, for example.
FREiE:

Fit, fREIZEVREEEILIRRER T RIS KPEANMFTERE, HAVFIREN M FEIEKKE. XHELRD
o BANERNZXE-RIITZHARNNE, BRNSIFEERE. fN, TETRANENSS5E, BEE
BFE@EI MR “TENRE” (empty states) KL

[00:59:44] [Lenny]
English:

| want to unpack the strategy piece real quick. How do you operationalize this idea of you have this
growth model, growth loop, you figured out here's the ways we're growing. How do you tactically
connect that to a strategy? Is it, here's how we're growing, here's where we're going to focus this quarter,
optimize this part of the loop, or is there some other way? You write it down, basically.

RS ERIE:

FRAEREIRB— TR D RIS “AEEKER, EEEF. RHEERKAR” X—EAMELRRKR? /R
AIFEEA DEH S SRRERER? Bl XMERIVEEKAR, XERINEAZENES, REBEIFNX—I
2, FEEHMAR? EXLMBIBEE THEE?



[01:00:05] [Ben Williams]
English:

Very simply, it's first of all alignment on how you grow the different loops, how they work, the roles of
different teams and the roles that they play in fueling those loops and getting them to spin faster. | think
that's the first thing, having that common vocabulary and understanding.

FROCERIR:

FEER, BAEMNAEKAR—E. RENEF. efTNsfE. FRENASURITEHEIX LR
HRSERAEFMMENER. WNAIXEE T, BEHRNESHIER,

[01:00:25] [Ben Williams]
English:

Second is understanding the way they work in terms of what is constraining them, what are the inputs to
them? What are the opportunities for making those loops spin faster? How can multiple loops work

together in a macro context?
FROCENIR:

P REMRENNEELAN: AARENNAR? ENNBARHA? IXERFERSERNINZERE? £
MEFMEERNE R FHEIE?

[01:00:41] [Ben Williams]
English:

And particularly using the data there to be able to identify and understand and get alignment around
where are the biggest constraints in your growth model overall and therefore where are the things that

we need to focus on as a team over the next quarter or two quarters, and so on.
FR S ERE:

RRIRFBHIERIRA. BEAMBMERKREFRARIMIVERIIR, NMHERIMEA—TMEREETFX
H— RN EEFTEXENES,

[01:01:01] [Ben Williams]
English:

And that it's constantly changing. As | mentioned, there's a bunch of stuff that needs to feed back into
that model in terms of growth loop performance or the learnings you're making and so on. That means
it's changing and you're constantly reevaluating and it's guiding kind of quarter to quarter planning.

FRCERIR:

MEEEREEKRN. EMNHERR, BREABFERGEI-MER S, LIEKBEFHRI. MREFH
INHEFEF. XERECHER, MEERMERTE, EESESIEENIT.

[01:01:19] [Lenny]

English:



Cool. So just to make it even more concrete for folks that are listening. So one of your loops is this
integration with GitHub where you automatically fix their code and create a PR. You may find at some
point somebody clicking that link to becoming a user is too high friction, too many people are falling out.
So one strategy for one of say the activation team could be we're going to optimize this part of the funnel.
So when clicking from GitHub to sign up as a user and get them to a point where they found value, right?

FROCERIR:

Fo AT ILIAAREREMIBAE: RITNEIFZ—E5 GitHub MWK, BoifEEMRIBHEIE PR, (RAIEERTERE
PHZEM, EARTHEERANBFOERNAIKR, REARKT. FRLL, ECINBUEEAEI— D EBE FIRER |
BNEMARHEX—E53, BIM GitHub REZlEMARR, H3ISMITARAIMMERI TR, *H03?

[01:01:48] [Ben Williams]
English:

Yep. That exactly that sort of thing. Or earlier on, for example, it might have been with that taken that
same example of that same loop, and this is sufficiently far in the past that it's easy for me to talk about.
But we start with GitHub. We want to now expand the scope of that loop. We've seen success with it. We
see the performance of that loop growing, but we think there's opportunity in saying let's expand that by
adding support for Bitbucket. And now all of a sudden we spin up that same loop with Bitbucket and then

GitLab and so on.
AR ERIE:

=1, TERXEEE, AEERNEHE, UE—NMEHF A (XELRRAMUFNET, PIUFKAE BRI
18) 1 BAIM GitHub FFi8, BERY KiZBEHFEEE. RIS TRY, FEZERNRMETEEE, B3]
INAB V@B IE N Bitbucket IZIFRYT BE. RERMAZIE, H17E Bitbucket E/E5hT RAEHNTEF,
&R GitLab F%,

[01:02:20] [Lenny]
English:

Awesome. Okay. We could go a whole hour on just that piece, so we'll move on and we'll save that for
feed two.

RS ERIE:
KET . 1Fo HBX—ZHRNTFEEI—NET, FrilFRAId%4:, 1BANBRNE 29,

[01:02:26] [Ben Williams]
English:

Data was the last thing. And growth team just can't function without data that even with early stage
products, before you have the needed volume of traffic to be able to run formal tests in reasonable
timeframes, you still need to have signals that help you learn and inform your decisions, both quantum
and of course qu through speaking with users. My advice there is really just to invest early the
infrastructure, the tooling then at a given scale, the dedicated people as well. They're going to be core to
building out the growth team and they'll enable data to ultimately pretty much inform all critical
decisions.

FROCENIR:



Ra—RediE. BREANSEBIEMT EEE. BMEREH M, ERERBAEUTSENERNIZITER
MiAZwl, RNARTEESRKEBBMEIFHNRREMRES, QEEEHE, SRATEEISAFRIKREN
EMER. BNENERERARMISHNTR, ARTEAE—EMER, BRATTIHAR, tiTEEWE
IBREPARIZD, HRESIERAEB NV XBRRREHRES,

[01:03:01] [Ben Williams]
English:

So Snyk was interesting that we didn't have a problem of not having enough data. In fact, there was an
abundance of data, like too much. We collected absolutely everything. And the problem | identified very
early was that we didn't have enough behavioral specific data and we weren't intentional enough about
the data that we were collecting and how we were collecting it, which made the data hard to trust and
that becomes a big problem.

FROCENIR:

Snyk WEBZAETFTRITEE “WEAR" HiE#. FLE, HRIFEFE, BEEXST. KRETEIFR
BHvEiE. BRREMAIAREE, KB EBHISETHENE, MERINEEF AR UM E
HEABERIR, XSRHIEHLUEE, BT —PKEH

[01:03:26] [Ben Williams]
English:

So we invested in tooling and processes for building out event tracking plans, and now we test
conformance to schema of the instrumented code in our Cl processes. So we have absolute confidence in
the data. So that was getting to a point of trustworthy behavioral data was absolutely key.

FROCENIR:

i, FHMEETBATFHREFREITINIAMRRE, WERNE CURERNIHIERAREDX Schema BIFF &
Mo FTUABMTMEIRELNNED. KE “AIENTARE X—REXNEXE,

[01:03:43] [Ben Williams]
English:

But the reason | say invest early here is that to remember that it also takes time to accrue enough data
that you can learn about and make some key decisions around retention, for example. Also that you have
enough data to run regressions on, be able to inform definition of your activation metrics or engagement
states and so on. So the earlier you can start collecting the better. So yeah, people in process a strategy
and data and you absolutely need all of those things to build and run an affected growth team.

AR ERIE:

BRERZAAURERFRE, BERANEIRE, NMEEBHHRELTENE, XFMRAEFIHNEFEFHEME
KRR, LIS, MEFEEBIBIERZITEIADT, MMAEETHSSRESHNEXRHES. PR
PR, FIL, ARSHIE. ABEFAEKE, WRMET - MERINEKEANENFERE XL,

[01:04:14] [Ben Williams]
English:



When you get all of those things working, it's like rocket fuel for focus creativity, but at the same time
slowing down to put the maturity in place as on all scales at the pace Snyk has it's pretty much
impossible. You still have to get stuff done while you're kind of building all that stuff out. You have to
accept that you're going to make a bunch of mistakes along the way. You have to be a hundred percent
comfortable with that. And you have to treat those mistakes as learning opportunities that provide leaves
for improvement.

FROCERIR:

HIRLPAEXERTIERE, EMGEETEENHIAFTRE. B5ILEREN, & Snyk XEMRMEEHN LD
5, BEEBTRETENAE/LFEAAEN, (RUTENEXLERANREEEDK. MOTRRAER
PLPRZBMHEIR, ¥AADZEMERX—R. MEITFXEEHRANRHOHZNBFEINE

[01:04:43] [Ben Williams]
English:

And it's also useful to... You know, asked about KPIs and what the team are responsible for it. And that is
one way in which a growth team absolutely needs to make impact and it's the way that primarily they're
going to be held accountable. But it's also | think, useful to think about the efficacy of the growth org, not
just in terms of the impact they drive our experiments and new product experiences and on core growth

pick KPls, but also how they enable and uplevel the rest of the org.
R EIE:

mE, ZEERKALKNVEBLRER. (AT KPIMEIASRHA, XZEKEMENFE~ERZMEI—MT
i, BEMMNREZNEESN. BRIAA, FMUXEBEMIEI LM RIAEIZO0E K KPP ERR
M, EEEMITIAMREN A BLRRE R

[01:05:10] [Ben Williams]
English:

So for example, our entire product led sales process, it's powered by an evolving model that describes
our understanding of users, teams, accounts, the usage and adoption patterns and signals, the best in
form where and how our GTM teams focused. Insights from growth teams often have utility far beyond
growth, but people can't know if something is useful to them if you haven't shared it with them. So the
learnings made in the growth teams, even those from mistakes or failures, we socialize them widely and

visibly.
FRCERE:
fBign, HEMNEBEN=REEEREEH N AR HNERA, ZEREEBR TEHNTAR. BF. K

F. ERMXAEALESHIERE, MMRFENIRNTH GTM BN Z K EME AR MK E, 1EKERY
ARFTEATBIERAFHINA, BNRRADE, ML ENERERAMMNEEER. FHit, HBK
FPAIRISRVIAAD, BMERRBEFRIERMBVIAR, HMNESZERF#HITHRUD Z,.

[01:05:41] [Ben Williams]
English:

We want every R and D team to be leveraging experimentation where appropriate to learn to create
business impact. So one of the things we did here is creating a paved row for adoption of behavioral



analytics and experimentation stack, coach teams on getting started to make it as easy as possible for
anyone to start to reap the benefits of the platform, built out internal education programs on data driven
development, on experimentation, built internal tools to help with metrics design and so on.

RS ERIE:
BB LB ML B PAERAETEIE Y AR RF) B 200k 2 ST MNAgE L S 8200, FRARI MMM —E-SE 2 AFRAT

AL FIER, HIEMND, iILEMASMERATREMM AN T E PR, FMERILTXT
SR A MISRI AR E T4, W8 T B Mgt IIRNB TASS.

[01:06:08] [Ben Williams]
English:

And then building core platform services as well that are useful for people outside of growth. So we built
services that power contextual onboarding, and originally that was the intent, but now those same
services can be used anywhere in the product to give contextual experiences. | know that was a bit of a
ramble, but hopefully there's one or two useful things in there.

FRCERIR:

tesh, BATEMER T G KEBITUMIABERANZOTERS, KNG E T sy “ EFXURAMNER”
(contextual onboarding) BIARSS, RAIEBXTER, EBMEXLERS AT UAFT=RPIERT, MRMHLE
TXHEXBELE, BMERIEERE, BERFEHPE—RAEZERN.

[01:06:29] [Lenny]
English:

Yeah, there's two things | wanted to quickly follow up and then we can talk about the product team. You
said you socialize learnings and experiment results. Is there anything you could share there about tips to
do that? You have a tool you do use that for? Is there someone posts stuff in Slack? Is it an email that goes
out? How do you actually socialize learning such that say a salesperson can do something with it?

FROCENIR:
28, BRASEHRERERE-T, AR~ RER. RRREHREDEFSIRRMLRER,

KT UNAFHEIX—=, (FEFARGAURZERE? (RBHATARE? B ATE Slack ERME? T2AEA? R
REIMAHRZXEIAR, UELHE AR AE]?

[01:06:50] [Ben Williams]
English:

Yes. So there's, first of all, there's a bunch of Slack channels like Synk runs on Slack basically. So there's a
bunch of Slack channels. Even when we're planning experiments, those are kind of wide and in the open
and we invite collaboration on those. But from a ceremony perspective, we try hard to institutionalize
ways to generate and leverage learnings. It's something | feel pretty strongly about. So we have these
team level impact and learnings reviews loosely modeled from a blog years back down, | don't know... Six
years | want to say that Brian Balfour wrote about a similar ceremony from these HubSpot days.

AR ERIE:



=M, B4, BR% Slack 3, Snyk EAR LR Slack LizfTH, FRUERZMiE, EEYIHNTMLILE
B, XERIRATSERN, HITBEARME BMNRE (ceremony) HAERE, HIIEHRK~EM
FRAINAN A EZHEN. XRREEEFEN—=R. BIEXMEBEN ““M5FILMs" , ABIRET
Brian Balfour JLE#I 5 BI—E X Fth7E HubSpot BTEAZE MY RV IER,

[01:07:26] [Ben Williams]
English:

And if | had to pick one meeting that as the most important in the growth team, it would be this. The
teams continuously document any learnings from data exploration, from experimentation, from user
research and so on. They document that in their weekly impact and learnings document.

FRCERIR:

MRIUBE—MEREAFREENZIN, BREXD. FASFUHERKEBIERER. L. APHARSES
EREMINA, tIISFXLERRESAN “FME5FIXE Fo

[01:07:43] [Ben Williams]
English:

Some teams find it better to pair up and advanced into dedicated learning sessions to deep dive on
specific relevant topics. But however it comes together, it's all put into that document.

AR ERIE:

BLERNRSENHITENINFEIZWRARNRNRENEXERAZIELF, BXEHERNNME, REMBRLCEE
BB,

[01:07:53] [Ben Williams]
English:

When it comes to the meeting itself, it's usually run by the pm. Most of it is spent discussing learnings that
have been documented, their implications, how they can be leveraged in follow up work, where they
might have relevance to other teams and so on. For relatively smaller part of the meeting is also spent
looking at key metrics. Some teams have actually split that out entirely into a separate meeting. And then
no time at all is spent reviewing what the team have actually been doing. It's more on kind of the
outcomes and the learning. So that's at the team level.

FRCERIR:

ETRNEE, BEMHPM X5, ABIREEEIVCEIERIVIAN. ENNEE. NEERLIEFMNAE
il eNAgESPEREMEAMNMEXESF. SWPBENBRNN—BIERTEEXBIET. SLHAMKEFLE
ZREATLIRDA—IMHINRN. ARG, TE2FRENEEMEIAER LT 4. EEZERXTERNZE
o XZ2EFEE,

[01:08:21] [Ben Williams]

English:



But then we run that same meeting at the group level on a monthly basis. So that's run by the product
engineering or marketing director for the growth group. And that's where all of the growth teams come
together. They share some key learnings, can't share everything. Of course, what they're doing is picking
specific learnings that have potential relevance in utility across the other teams. So also as a standing
agenda item for our user research team to share what we call developer insights. That's one of my
personal favorite meetings to attend. It's always recorded and socialize with the rest of the company
afterwards. And yeah, I'd say that's really important, but there's a bunch of different ways in which we're

filing out that information constantly.
R EIE:

e, BNEAENA (Group) EHIETRAHFMNSIN. HIEK/NANFRIENEHZK IR, FIERNIEK
FIABSRE—E. MR E—LEXRBIAK, SATEDIZEMERS. iR EdEuENEEEER
KENBABRREIA, Lt HMNOBARREREE—TEENE, DERIMEN “ALAERE . X
RETARERBIMNENZ— EEREWRFITHR, FRELAFCERHATHRIUDZ. 269, HIAAN
XIFFEEE, ERMNERSFRANSNERED LXEES,

[01:08:59] [Lenny]

English:

So cool. And this is a meeting that anyone can come to like a sales person comes to.
R EIE:

AT . XR—MEAAZAUSMAIZING? LhIIHE AR BRI UREE T mBAAGEMKREPFRT A
BBRARA,

[01:09:03] [Lenny]
English:

And this is a meeting that anyone can come to like a sales person comes to see what interesting stuff the
product team has learned recently from experiments. How cool. Would you be able to share a template of
that document that you put together that we could include in the show notes?

AR ERIE:

EXR—MERASA USRI, LNHEE AR UKREE T mBEAAGEMKREPFRT +AEBHRE.
AEET o fREED F— THRBIERIAR N SAERIRIRIG? HA VT LUEERETENEAE,

[01:09:13] [Ben Williams]
English:

Yeah, for sure.

R EE:

=i, HARR L

[01:09:14] [Lenny]

English:



Sweet. And then the meeting, you said it's run by basically like some of the product functions and ideas to

share things they've learned in recent experiments, say in the past month.
R EIE:

KiET . XTFBIRIN, MREES ER—EFRRENIER, BNESEM1ERE (bNdE—1A8)
HYSCIR R B R R A,

[01:09:25] [Ben Williams]
English:

Typically the team level ceremony, it's PM-led. That's from more from a facilitation perspective. The
learnings are all brought forward by the various folks in the team and each one of them who's
contributed to learning will talk about that learning with the group and facilitate the discussion from
there. And then at the group level, those are read by the directors for the growth group and each team it
might be an engineering lead, it might be a tech lead, it might be a designer, it might be the product
manager. We'll talk about some key learnings from that month.

FRCERIR:

BEAMNEENNAZH PM ASH, XELZEM5|F (facilitation) BWAE. IAFZEHEAARHFRRKGER
HEY, 810 TIANNARSENARE, H5I15Ve. T NERE, SWHEERKNMNESER, 5ME
PARTRERIRE—RB TERATA. BARATA ®IHNE~mEERD ZHBRXERINA,

[01:09:56] [Lenny]
English:

Makes sense. If there's nothing PMs are good at, it's facilitating meetings. So that makes sense. Okay. And
so that's a good segue to just chatting a bit about the product org. I'm curious just like how you structure
the product team and then how that works with the growth team.

FRCERIR:

BiEE, MRE PMEFAEKRKE, BREBEHIWNT . AUXREE. ¥, XIEFALUSEEBE~maE
R, HRGFFRBMAWEREIPARY, LURERINASEKEDIEN,

[01:10:10] [Ben Williams]

English:

That's good. So the product org, what do you want to know?
R EIE:

W, XFFEmAR, FETHRTA?

[01:10:13] [Lenny]
English:

Broadly, how do you structure it? Just like how many teams do you have? Do you align it across by
outcome or is it by surface area of a product? And then is the growth team like adjacent to this product



org? Is it like a unit within the product org or is it integrated? But | don't think it is. So what does that look

like org chart wise?
R EIE:

ARE L, REWMEWZEEN? MBS DIE? BRER (outcome) X9, BRI mIIRMETR (surface
area) ¥19? KEANBIRIF=RALZI, ERFMARNIHN— N ET, AERESE—EN? RERF
CREAHN. BAMERREZME LBEZHAER?

[01:10:34] [Ben Williams]
English:

I think we've got a fairly common pattern for how we structure our product and wider R&D org. So most of
the org functional ownership-based, there are a lot of really complex domains in the core product. So
having that localized knowledge is important to be able to own and run the code that teams ship. The
growth teams, on the other hand, are structured by outcomes. We talked about that already. Owning
areas like acquisition, activation, engagement, monetization. These outcomes and team remits change
over time as we talked about. But the teams here are often working on areas of the product where they
don't own the code, which | think is the key difference between how we structure our growth teams and
product teams with some exceptions. One of the growth teams actually own the onboarding flows and so

on. So that does require a lot of trust.
FRERIE:

FANRBENEWEF RME ZOMRARGERAT —MESE LRI KEoHRZETIREREN

(functional ownership) B9, ZOFmPERSIFEZERNTE, Hlt, HEBBAIRXN FHRENIZTH
RPRBEEXEE, 5—HH, EKEANZKER (outcomes) HWER, RIELIITXNT, AFIREL
A 25, ZRFTE. EWMFHNFRE, XELERMERREMENEMEL, EXENENEEEMIH
FRBRBEF @RI, FIANXZRNEORIERKEMN~@EARZBXEXS] (S2AHBEFS, tbin
— MEKEPASLFR LB NERRIZS) . FRUAXHSEREARENSE.

[01:11:25] [Ben Williams]
English:

It requires very transparent communication mechanisms built into how we work. One of the meetings
that we have regularly is experiment plan reviews. They're ad hoc meetings. They're led by the
experiment lead, could be the PM, could be anyone else in the team. But the important thing is a bunch of
people will be invited there, especially stakeholders from other teams where we might be experimenting
on their surfaces and that won't be the first time they've learned about this. We'd like to try and actually
include them in co-designing the experiment plan so they're fully on board with it. But absolutely kind of
inviting them into those experiment and views really key. If we're going to run an experiment on that
surface, we need to make sure that everything in that experiment plan is watertight, especially from a
scheduling perspective because the last thing we want is a week and a half into an experiment for some
change to happen within that surface from the product team unaware that an experiment's happening
and completely invalidate the experiment.

AR ERIE:

XFEBERNV TS NFEILIFEBHEIDENG. BITERETHEZNZ—R “REIHTWITEHE" . XEZE
IR, BSERHTFA (FJEER PM, thAJsEREARREMA) . EBNEIBBERZASM, il
KEHMARNFZAXRE, RARMNTEIEMIINSREEHTRE, MXAMZEMIE RIS



£, BZNHFEZHNILMNSE5HENLITERITR, UEMITTE2. BEtS5RETHEFEEXHE, WIFR
BAMNBERRXIFETRE, RNFEBRLENALE—K, FIREHERHSE. RARKNKFAREE
FMRE, SEIHITE—AFEN, FREEREELENER FIZKE#T T BN, MMSHERTEX
o

[01:12:26] [Lenny]
English:

Cool. And then in terms of just org wise, do you have a lieutenant that is responsible for just say the
product team and then someone responsible for the growth team or the directors report up to you and
you have a bunch of reports? How's that structure?

FRCERIR:

Fo ABAMABRZEM LR, I(REEE—TRIFENARFREN, Z—TARERKE? E2RFFERN S RER
BERIRCHR, MERZTRE? SRR EFR?

[01:12:39] [Ben Williams]
English:

Oh, so our CPO on the exec team [inaudible 01:12:43], he runs the entire product organization. He has
four, | want to say VPs, that own different areas. So there's a couple of VPs that own different areas of the
product. So first of all, our application security products. Secondly, our cloud security products. Third is
platform. And fourth is what we call developer journeys, which is the area | own, which has a few groups
within there, one of which being the growth group.

FRCERIR:

MR, T8 CPO AREANTmAR, tEWUREISE (VP), I3ARARNGE. BRI VP AR~ miRE
G BRERENNNARE M, HARRINNEZ 2™ m. F=MUHETE. FETEHNFBH “FF
REWRE , XRFAFHOON, HAEE/LNMNE, BREAREREFZ—,

[01:13:13] [Lenny]
English:

Got it. Okay. Makes sense. Okay. There's just a couple more questions | want to ask that are very tactical
specific before we get to a very exciting lightning round to close this out. One is with a freemium product,
there's always this question of what to put into free and what to put into the paid plan. Is there anything
you've learned about how to think about that? What should be in free and what should be behind a
paywall?

AR ERIE:

BHET. i, AEE, EEARGNRBENRRZE, ZEE/L TN EEEFHNSRRZER, —PEXTRE
188 (Freemium) /=@, SB— N WLEIHEEZEER, WMEZBHMTRIT. XFMABEXNIE, R
FEITHAE? PN ZREE, BN IZRENRERE?

[01:13:36] [Ben Williams]

English:



Was it on your show with Elena that she talked about things that promote your growth model being good
to land in free and things that add friction? So | really like that guidance. I'll add that for many businesses
there might be some cost of service element to consider as well. Providing a feature to free users is cost
prohibitive due to the volume, then that's obviously something you're going to want to reserve for paid.
Ultimately, that was the whole reason cited behind Heroku, recently removing their free plain entirely. |
think your plans from free to the top, they should have well defined understanding of the target
customer, the use cases they should map out or you should map out the motivations for motion between
each. You're really clear about what are the drivers for someone to take a step from one plan to the next.
For Snyk, the real drivers to move from free to a paid plan, for example, is when you want to secure
business critical code and you start having needs around governance and compliance.

FRCERIR:

ETE(RA Elena BT EFIE? #iRED, BT EHERKRENABESRERENR, MEMERNRALNSR
Ko HFBERLRMEFRNW. HBFE—R, WFFSEWRKER, AEERFEEZERRSMAEER, WNRET
BREEX, MRBEAFPRERIINENREIE, BARARIEEERELNERAF. FRERK, XME
Heroku RIAFELEVHEEEITNNERRE. RINAIMREIRSRITL, HEZTERER. BHIHHRHNE
2, (RNIZANHE R ZEEENE . MEBIFEFREFTAEMBRM—THREET— 3T Snyk K
W, MBRERBEMFITHNEERES, i, BHREERPULSXEARRL, FEFRELENGMTES
FKET,

[01:14:39] [Ben Williams]
English:

| think the other interesting dimension is of how you approach trials. Like with most things. I think we're
still figuring that out at Snyk. | don't know that there's ever a perfect answer or even a correct answer
here. Certainly different from product to product. We have a self-serve trial to support time box
evaluation of some of the capabilities that are reserved for our paid plans. But we're intentional in
revisiting the model periodically. It's important | think to regularly challenge yourselves to ensure you
don't fall into the trap of simply assuming what was best fit in the past is best fit now and in the future.
What if the trial duration was limited by some dimension of usage instead of time? Or what if we didn't
have a trial at all but put more into the free plan with appropriate limits? How might making those

changes impact our growth model?
R EIE:

BIANAS— M EBNAERMIIFLIERA (trials)e MERSHIB—H, TIAATNTE Snyk HEER, &K
THEREE—TRENER, BEETHERSEEMNER, FRAFMEEFR. HMNE—1TBERS A
R, SZREXHT BRI RIPREB O —LINEE#ITIREN T, BRIMNSEHERIRMERFAX MR, RIANEH
HEBECREE, UBRIAZBA “BRMRIIIERSENNENRKEEETE" M. MRIXABHR
TR ERE, MEREMERLERGIE? HEMRENRILEEHEH, MBLESERBABESR
HIRYGR BRI RIR? X PR S UNRIR MM T AT AR R ?

[01:15:27] [Ben Williams]
English:

It's not always easy to answer those questions, but | think there are some ways that you could can help
test there for example. You might cohort trial users and teams who have low engagement and don't
convert during the trial and then when the trial ends, drop them back into a new enhanced freak plan
and monitor engagement there. So there're some things you do, but I think that habit of continuously



challenging yourselves and reevaluating whether the model, the specific delineations between the plans
and how you support evaluation and the motion between those plans, | think it's really important to do
that. And also when it comes to PLG and sales, we talked about the self-serve motion. Obviously, it's big
and important for Snyk, but the sales led motion critically large as well and significantly impactful. You
need to think about the plan design and those motions across both aspects of PLG and the sales led
motion. When you have a strong PLG foundation that is inclusive of a product-led sales motion, you're
going to be in a really powerful position from the perspective of having a significant volume of highly
qualified leads that are coming from the product. We actually track a metric that we call product-driven
revenue, which basically accounts for all revenue in customers where we saw meaningful value-based
activity in the product before there was any sales contact. And that really tells actually a super interesting
story about the PLG efficiency of your company across all revenue channels, self-serve and sales-led. And
what's fascinating there is that the product-driven cohort contribute a relatively greater amount to net
retention. So when you think about packaging, you know really need to think about and understand that
macro level contribution of the freemium motion and know what you're trying to optimize for balancing
revenue today versus potential future revenue.

AR ERIE:

EEXLREHRDEREZH, BRINAE-—LEFEZTUERNIR. 50, R ARS5EREREK
R A MEIRNHETOEE, HIRXBEAERE, BHITRE— Mg ETR TR, HEUBENSS5E. R
fRA] LU —E =R, BN, FEHEBRHABRITERE. R ZBEREEFRR. MRS TG
HRIEEBR SR, BIEEEEMN. I, K2 PLG MHE, KMET BRSME. B, X3 Snyk i
FEEE, EHEXSHHFERERREZINRT. (REEZE PLC MEEXSXH NS EBITIZITHIED
F. HIRABE AT mIEEHEEMIERERKA PLGC £, MABAEREFRNERELATNAENRE, 1§
RTFIREEFBMAL, FAIEFFLEEBERE—1TRA “TREHEWR iR, EEXERETEEMHEERMZ
g1, HMNEFRPEIERXHNESREDNNEANAEER. XEMFLEHRT —PXFATREREERE
B (BRSMNEEET) F PLC HXMBREBHNHRE, ABENZE, FaEHNX—FHENEEEF (net
retention) BISIEAAENER. FRIAHIREREE (packaging) BY, REMNFERZHIEMRHRILENIENR
WATIER, FEAMRIREETH S THERSBERNRKE.

[01:17:28] [Lenny]
English:

Is that increase in net revenue retention from product-led leads mostly because they start at a cheaper
price, do you think? Or is it more that they just end up being better customers?

FRCERIR:

RIAR P I AR HREFBNBFIEM, TERRNMIIARIBINERRKG? ZEENUNRERAT
BENER?

[01:17:40] [Ben Williams]

English:

It's a great question. I'm not sure | have a good answer for that.
R EIE:

EXE—NFRE. HAHERRSE —TIFHNESR.



[01:17:45] [Ben Williams]
English:
I'm still trying to figure that out.
R EE:

HEESNFBRRE—Ro

[01:17:48] [Lenny]
English:

No problem. It's a good prompt to have people adding more customers in seats. You talked about the
importance to figure out the trial length and what to put in the trial and free and things like that. Is there

anything that just has surprised you? Something you've learned from iterating on that comes to mind?
R EIE:

BRFo XB—MEAMIEMEZEFFEUNGFRT. FRETHERBRKE. HARMRERBTARETH
BEM, B ALLRRIIRINSEREL? EEAIRERFINRATTARBREIRG?

[01:18:04] [Ben Williams]
English:

| wouldn't say surprised me per se, but it's something that | think it's perhaps obvious in retrospect and
that is that companies of different sizes, of different complexities of different industries from those that
are very highly regulated to the other end of the spectrum, they're going to take different lengths of time
to need to evaluate properly. So being able to cater for those in some way, whether it might be dynamic
trial lengths or whether it be trial lengths that are based on usage or things like that, | think it becomes
really important. That's something to be thinking about for sure.

FROCENIR:

HASYWXAFILFIRT, EREFOEILKEXATEZTEMZ NN FRME. FAERE. FRTIHA
8 (MZREBERENENOES—WHAR), WHhrmfiENNERAEN. B, sgERUREMADEXE
FX, TREDSHAKE, E2ETEABRNRAKESFS, WANBEFFEEEE. XBWZESRE
GRESHR

[01:18:47] [Lenny]
English:

Awesome. That's a great learning. | know Elena talks a lot about how trials often, screw you because you
don't give people enough time to really evaluate it a company, so that makes sense. Last tactical question
that | wanted to touch on is around activation milestones. I'm doing a survey right now with Yuri that |
think will come out before this episode airs. But anyway, in real time, I'm curious how you think about
setting what the activation milestone is for a new Snyk user. So maybe just share briefly how you think
about what is an activation milestone? Why is that important? And then how you define that for Snyk?
What is the milestone of a user is activated for your product?

FRCERIR:



XET . XB—MBIFHEK, FHFE Elena KRR HARFESINTR, RAMREEL LR REBHEZE
HIFWEE, FIMXEEERE, HEMEKNRE— T SARNBRXTHEEEE (activation milestones), &
BHIEEM Yuri #7—TUAZE, REEX—EBHZIIMEAH. TICWE, S, REBIHERINMEE
FEA Snyk AP IREREEREEN, HiFrIUEERIZ—THRNAERTARBEERE? AItAEREE?
MURARZIEI A Snyk EXER? MFRN~@m, AFP#E “HE NEEERETA?

[01:19:28] [Ben Williams]
English:

First of all, what is activation? So for us, activation is indicative of the team forming a habit around the
usage of Snyk. And when | say the usage, | actually mean deriving core value, which is ultimately fixing
vulnerabilities. It's not just logging in. It's not even just finding vulnerabilities, it's fixing vulnerabilities. So
building a habit around that. And the reason | say team instead of using them is, and we actually base
most of our definitions of activation engagement around teams. It's really important because ultimately
security is a team sport. That team might be one person, which case a user is equivalent to team, but
often a team is multiple people and we actually expect different people to fulfill different parts of the

team activation journey.

FRCERIR:

B, TABEE? WRNKE, BEMRERES Snyk NERIA T SR, SRR A" B, LR
EREFRFBZOMNE, IREBERE. AMUNEER, BEEFMUNZAIFR, MEEERF. FrIEEL
X—REBIIER. HZPR “EIN AR “BR7 , REARNSKFERAZSHESSENEXEILE
FAEA £, XIFEEE, ANARER, Re2—UEEE. BIEAMTERE—TA, XMERTHRP
FETFHPR, EBE—THMBEZ AL, BIKRFR ERERERNATREARERIZR ARG

[01:20:17] [Ben Williams]
English:

We also want to enumerate aggregate level activity around fix that sometimes happens off-platform
where we can't explicitly measure it at the user level. So in the activation process, we have set up
moments, aha moments and habit moments and our habit moments that we define as a team being
activated, it's related to fixing vulnerabilities within 30 days of team creation. And the reason that is
chosen, it's because there is a significant correlation with downstream. And in that case with activation
three month retention and retention again based on, again, not just coming back and logging in but still
fixing. So teams, that fix of vulnerability within their first 30 days are much more likely to still be fixing
three months later.

FROCENIR:

BINEREBUXTRENRESRRED, XEFDERRERFEZIH, BRITETHAFRERBHESE, FrIL
FRCELREH, H1E “IREBEBZ” (setup moments). “TRIEESZ]” (aha moments) 1 “SJIRETZI”
(habit moments), Ff PR “SJRESZI” EXNEAKEE, ESECIERE 30 RAEBERRE X, ZFrLL
EEXD, BENES THEmEEZNRXE. EXMBERT, BEE=TABEREX, MXENBEFX
EFRET ‘BENAERE" , MANNERKRER. Alt, E&Y 30 XABETRENEN, =TAREMNE
BENATREEEXSTZ,

[01:21:09] [Lenny]



English:

That's really interesting. | love that. How did you come up with that number? Was there a decision
scientist that looked at some inflection of at 30 days, and it's probably not exactly 30 in real life, but it's

like a nice round number that's close enough, right?
R EIE:

XEMREB, HERXT, MEBEEABHXMFHN? BEFAEERRRERMET 30 REANENMHER? W
SKEERARERIELE 30 R, (BEER— T EBEENENR, WIE?

[01:21:24] [Ben Williams]
English:

Yep, that's it. So there absolutely was a decision scientist in involved thankfully. We had to collect a lot of
baseline data first. So after we built out the data platform, we needed actually to wait for bit to build a
good data set. We did a huge amount of quantum analysis, a lot of splunking of the data, applying ML
models along with a bunch of supporting call research as well. But we started really with identifying the
corpus personas and they used cases, different roles of different users within the team based activation
journey, defining our retention metric, which is still fixing. It's whether a team is fixed. Along with natural
usage behavior and expected natural usage frequency. And then we found the habit moment that
ultimately most strongly correlated with improved long-term retention. And most of the numbers side of

things came out of our ML ops platform.
FRERIE:

R, X, HRit, BLERARMERS5HF, RBALBERENEELIE. FrAERIWE
FHETERE, HLFELFESFT—REEREIL—MIHRES. HNETTRENEEDT, HikiEH
TYRERER (splunking), NATHISRFIRE, HEST —RIIXFENEREHRT. EHRNEENER
RO EGRERG. ETHNNEREFAEAPNAEAE, EXFKMNNBFER (B0 “NEEE"
—HERBRETIFR) , UNBAERITHMTENBACRAME, ARHNNETRASKABERE
RIBMAXE “SIREIZ) o REDEES IR TEEREHNBINEF Sz (MLops) F&E.

[01:22:19] [Ben Williams]
English:

But after that, we then worked back to figure out that's the habit moment. That's what we see as
activation, but there's a set of steps that teams need to get there. So what's the aha moment before that?
What's the setup moment and what are the individual steps that the team needs to go through to reach
that set up moment? So that's the overall process and ultimately it's a really strong model that allows us
then to feed in the set of user level behaviors that we know can influence those different steps on that

path to activation.

FRERIE:

TR zE, EMREES: BARSIGREZ, ERERINVBANNEE, BARNFTELIMES B ERLE
ARE? EAZAINIIENZIZHA? RENZIRHA? AAATERSENZITEZNWEAEFDE? XE

BhdiE, &%, XE—NMEERANRE, EAFRIMNEA—RTIRIAER UZMAERE EARPT B
BF&ITA.



[01:22:50] [Lenny]

English:

Awesome. I'm excited to get this post out and that's a really good anecdote of how a company comes up
with it and what they set. | also just thought of another question | may start asking everybody. | know |
keep saying we're going to wrap this up, but here's a question and if it doesn't work, we'll get rid of it. You
mentioned a bunch of tools that you use and I'm curious, if you had to think of what are the five most

important/valuable SaaS products to your organization other than the obvious ones like Salesforce? What

comes to mind?

AR ERIE:

AET, BRMBEAGREXE, XR—MXTRRANMARFREHLICHIGE BIRIRERS, HRERBHTI—
PMEOESFBEENANRR, BREER —BERKNELRT, BXBEF M, NRERFFHENH®
EEeEfE, FRATRZMAERANIAR, RREXNE, NRMAMIBEHMMTNALREE/RENENED
SaaS ™=@ (BR7T % Salesforce XEEEMBMHY) , RBRHA?

[01:23:21] [Ben Williams]

English:

When you say organization, do you mean Snyk at large or do you mean the growth?
R EIE:

HiREE AR B, BB Snyk, ERIEEKEI]?

[01:23:25] [Lenny]

English:

Let's say, let's start with growth and see where it goes.
R EE:

ARG KEBIF R, BEBRNMA,

[01:23:27] [Ben Williams]
English:

Okay. So I'm going to say Amplitude, first of all. Segment as a means to be able to get our data from the
products to Amplitude and to everywhere else that cares about it. Whether that be a downstream BI
system, Snowflake can looker on top of that, or system marketing automation systems like Marketo and
stuff like that. So I'd say Amplitude. | will next say full story, which is absolutely fantastic for session
replays of course. And it bridges that gap between [inaudible 01:24:11]. | would say userinterviews.com,
which is comparable to usertesting.com, both of them amazing services in terms of getting fast curated
access to individuals to participate in user research. Sprig is another one. So Sprig is a fantastic in-app
survey platform, which is what we primarily use it for, but it also does a bunch of other cool stuff in terms
of being able to test UX designs as well in-app. How many have | said?

FRCERIR:



8. BRHEERNE Amplitude, 7AISE Segment, EAGEIEM = mERE] Amplitude AR EH i E{RIxF
IR (IR T Bl &4, Snowflake £ Looker, X2 Marketo XM EHBTHLERL) WF
E&. FRL AT Amplitude, 3ETEFK =R FullStory, BERIEEM (session replays) AELITIEEE, ©IF
T ZIBIERE, HRW userinterviews.com, BX5 usertesting.com F{U, FHEEIRRKRENEZ D %R
MASSE5RFPRRAEBERFHRS. Sprig 25—, ER— T EEENNARNBAEESES, XEHIEERS
RAENEN, EEERARNIR UX &itAEEERSHMEEIXMNIEE. FiX/ L1 T?

[01:24:49] [Lenny]
English:

| think four. If there's anything else, you could add a fifth. If not, we can move on. That's awesome. This is
a really interesting list.

FRCERIR:

HEZEMEN, MREEMB, FAMMNELRD. REE, BiITULELE, XiET, X2—TFEEBHNZ
&,

[01:24:55] [Ben Williams]
English:

I'll stick it at four.

FRCEIE:

L ETEL L,

[01:24:56] [Lenny]

English:

Okay. Is there anything for in the wider product team that also comes to mind that you guys find useful?
R EE:

8. EE ZHFmBENNG, EEMAREFERNIAL?

[01:25:02] [Ben Williams]
English:

Airtable. In fact, Airtable for growth and product, just so flexible. It's just you can do anything. And in fact,
if we think about growth, I should have mentioned that first because that's where we keep most of our

experiment plans and knowledge base and our user research base.
FRERIE:

Airtable, F3LE, Airtable 3EKM~mKRIFERE. EILFLFAAREE. FLL, MRFNEBILK, HAE
ZHE—MEEIE, FEABEINEFRAIBIREITE. KIRENRFRRER"TT .

[01:25:18] [Lenny]



English:

Okay. | like this question. I'm going to start asking it. This is great. Okay. That was a precursor tour, very
exciting lightning round. I'm just going to ask you a bunch of rapid fire questions, just answer whatever
comes to mind. We'll keep it short and quick. Question one, what are two or three books that you
recommend most to other people?

FRCERIR:

FH. HERXNAE, RBEFBA T, XXEFT. if, BEAR, REHAFELSANEBHABR, HIA
fR—3fEREEE, BEFAREIEF L. HMNESFREFEERE. F—NEE: MEREFLIANR=ZETBEM
A?

[01:25:34] [Ben Williams]
English:

| have been dreading this question as there are too many. So I'm pick a couple that I've enjoyed reading in
recent months. So for product and growth geeks like me, or in fact anyone with more than a passing
interest in data, I'll recommend "How to Measure Anything" by Douglas Hubbard. Second up, you had
Marty Cagan and he mentioned the book "Sprint" by Jake Knapp and John Zeratsky and | love that book,
but personally their "Make Time" book. It was something that radically changed my relationship with
information and | recommend that to all time staff, product people out there. And for number three, I'm
going to say, "This is How They Tell Me the World Ends" by Nicole Perlroth, which gives an amazing view
into the world of digital espionage.

AR ERIE:

E—EHEBREXN#E, AAFHAEZT. MUEREAREREDBIEGERAOHS. W FEEXEN~RM
BERE, HEXFLUNEIBEEREXNBNEMRA, FHEFE Douglas Hubbard B9 (Hfa#=E—11) (How to
Measure Anything) . 7%, {R3%Eif Marty Cagan Y1227 Jake Knapp #1 John Zeratsky B9 {i&it$#1)

(Sprint) , HURERIBAS, EERNMABHEFMIN (BF: WEREIRIEIED (Make Time), BHRIEK
BRETHSEENXR, RAMBITRNFRAEEE. £=4, FEiR Nicole Perlroth B (XFL2M 15K
HFKRHEAMASR) (Thisis How They Tell Me the World Ends) , BRHT —MNRERE T )t R A4 £
Ao

[01:26:22] [Lenny]
English:

Oh, I read that book. Tim Ferris recommended that at one point. That is a wild ass book. Very beautiful.
Cool. | love these recommendations. All right. Great choices. Favorite podcast other than the podcast
you're currently on

AR ERIE:

MR, FBEIAAEH, Tim Ferris BEHETET, BR—FFERINS, ERIFEER. B. HRERXLLHEE,
9%, RERNER. BRTIRIESINXNMESR, MREXVEZTEMHA?

[01:26:37] [Ben Williams]

English:



Maybe "Acquired" with Ben Gilbert and David Rosenthal. | just wish | had enough time to listen to them
all.

AR ERIE:

A]HEE Ben Gilbert 1 David Rosenthal B9 {Acquired). R EHEHKE BBHIBTEHEE(IERITT.

[01:26:43] [Lenny]
English:

They're very long. | was just at an event where they interviewed someone live as a live podcast. That was
very cool. Those guys were pros. What's a favorite recent movie or TV show?

FROCERIR:

ENBKRRK. HRSMT &S, MIERDHTT —XEREER T, FBE, BPERUZZUN. &
ERENHBEHEATERNA?

[01:26:54] [Ben Williams]
English:

So a movie, "Turning Red" on Disney Plus, which we love watching with our kids. It was just fun. TV show,
the most recent Curb Season had me in tears as usual.

FRCERIR:

BEMIE, Disney Plus £BY (BFHEFMIE) (TurningRed) , HRIVEERMEZF—ieE, BEBE, BOT
B, &F—Z=0 (435 (Curb Your Enthusiasm) B&iEE —# i REHREE,

[01:27:03] [Lenny]

English:

They haven't had a new one in a while. So that's a little bit out there.
FRCEIE:

BELEE —EREENZHH T . FrLUXE RAIZT.

[01:27:09] [Ben Williams]
English:

The new one's coming.

R EE:

MBVREKT o

[01:27:10] [Lenny]
English:

Oh, itis? | don't love watching that show. My wife loves it. Cringe, painful. But watch it anyway.



FRZERIE:

R, B13? ZAELAENERITTR. HEFRER. NEMT, EEES. EERRE.

[01:27:19] [Ben Williams]

English:

And my wife's actually the same. She can't watch it because she cringes too much.
R EE:

BREFHLB—#, WERTE, ARAKEMRT,

[01:27:23] [Lenny]
English:

We're reverse.

R EE:
BAELFHER

[01:27:24] [Ben Williams]
English:

I love the awkwardness.

R EiE:

HERIBIEN K.

[01:27:25] [Lenny]
English:

Oh man. It's good for a product leader to have that enjoyment. Favorite interview question that you'd like
to ask candidates?

FROCENIR:

Ko FmASERERIMEVBREMHFE. (RERESNRANBENEXREEMA?

[01:27:34] [Ben Williams]
English:

Give a couple here if it's not cheating too much. First is one | like to ask when hiring for anyone actually
really it's fast forward three years. What's different about you then? A lot of people will default to telling
you where they aspire to be in terms of role or title, but what I'm really looking for is signals of humility, of
self-awareness around areas of personal and professional growth. So people who can be open about
where they think they need to work on to grow themselves as people. | love that. Also, so there's just
generally throughout interviews, I'm looking for curiosity. So day-to-day good PMs will be asking why as



much as my six year old son does, which is a lot. So I'll try and discern that through the course of the

conversation. It's not really a question, but something I'm looking for.
R EIE:

MRABEERE, HOERD. F—TEHENAEMNEER: REDN=FF, BEOREFARE? R
ZASRINSIFIRMOIE AR RVER KT, EREESHHBRENES, UMD AR SRR
BRFIR. WMERLEEBRI ZMITNNECSFEEWESESE HUERDABLKBEIA. HERE. It
5y, AREAIAEAISREDR, RBMEIHREFO. BELEFR, BN PMIE “NHA" BUPRBEIZMNIZZBI)L
F—1#%, BREIZH. FAURSZHENEIEFIIX—R. XFTE2E—NEUZE, MEHKIHEI—H
S

[01:28:27] [Ben Williams]
English:

And then maybe | want to flip it because building on something that Adam Fishman was saying, his
theme of evaluating the people dimension of folks you are potentially going to work with when you're
interviewing with a company. And this was a question | got asked myself recently by a candidate, which |
just thought would brilliant, and that was, "Tell me about the diversity, equity, inclusion, and belonging
initiatives that you've recently personally been involved with?" And it just felt like a really great way for
them to be able to test alignment of their personal values with those of someone they'd be working with

really closely. So I love that.
FRCERIE:

AEEITFHERIFR, BF Adam Fishman FRiRBE, BIEHRE—RQBDEIAN, TEFBEHFEEN
N BVHEE, XRRE—TNEBERRNRE, REFIFEHEE, BRe: “SFEMROEES5INS
B 2F. aFMFER (DEIB) iHEIBEMLE? ” RESXZ2—FIFEFNSN, LB NHE 2D
AMEMEESEMFEBHZHIA—E FIUKRERZ .

[01:29:01] [Lenny]
English:

Awesome. By the way, | love how many callbacks to other episodes you're making. You're definitely a
power adopter of the podcast and | really appreciate that.

FRCERIR:
BT, IREH—T, HIFEESRMNEMBENZRSIH, (FENEABENRERR, HIEERN.

[01:29:09] [Ben Williams]
English:

Okay, there we go.

R EE:

FH, MR

[01:29:11] [Lenny]



English:

Last question. Who else in the industry do you most respect as a thought leader, as a leader in general?
FREiE:

BE—NAE, F1TWH, FHBRTIHE—RITNSE, MREHIE?

[01:29:17] [Ben Williams]
English:

So maybe I'll cheat on this one a bit too, and I'm not going to combine it to the, when you say industry, |
think security industry, but I'm going to look at the product domain and specifically product operations.
And in my mind, there's not many people who know more in this area than Christine [inaudible 01:29:34].
So if you ever get chance to talk with her, | know that would be a fun conversation. Many gems would be
dropped, | think.

AR ERIE:

XPMREBIFHE B —F. BRTERBEFMHNTLY (BREEBINELL2T), REF=RIE, 15
R &misE (Product Operations) . EFHOH, &EZ/DALL Christine TEXMUH T BB E L, FALIMAR
REN=MMR%, RNERsR—AEBNE, RESFEREZE,

[01:29:40] [Lenny]
English:

Wow. | will get her on this podcast. That is my new goal. | had not heard of her and that's awesome. Thank
you for the suggestion. Ben, this has been awesome. So many nuggets and stories and insights. | so
appreciate you being here. Two last questions. Where can folks find you online if they want to reach out
or learn more or maybe come work at Snyk? And then how can listeners be useful to you?

AR ERIE:

I, HIBBHKSMXMEZR, XERROHET. FZURNLIFREM, XAXET. HREZEN. Ben, X
EXRBFT. BXAZTE. MEMNMIE. FERGIRER. REM MR- MRARBEKAIR. THRESE
BEERE Snyk TE, BJLATEMEIKENR? UK, IARBEAIMREEFA?

[01:30:04] [Ben Williams]
English:

Firstly, I'm of course want to say a big thanks for having me on, Lenny. | love talking about all this stuff
and really appreciate you being willing to let me bend your ear a little bit. As to finding me, I'm a bit of a
Twit when it comes to Twitter. | generally spend a bit more time over at LinkedIn, but you can find me on
both of those platforms @SemanticBen. And in terms of how people can be useful to me, I'm starting to
take on some additional clients in advisory capacity, so feel free to get in touch if you think | could help.

FRCERIR:

B, RAABFEBERGPREIERK, Lenny, RERYIXLERA, FERGMERARGT. EFHEEK, &
Twitter LB " K il, HBEE Linkedin LENRBEEZ—x, EFTUEXRIFELED
@SemanticBen #FIF. EFTAKENRMEM A, HABURRSZR—LTINIER, FRUNMRMRER
TR LR HESE), BRERTEX R TR



[01:30:36] [Lenny]

English:

| can't not ask about Symantec Ben and what the story is there and before we let you go.
R B

EILREZ AT, FABERIERE Semantic Ben XN EFEEHIHE,

[01:30:41] [Ben Williams]

English:

Sure. It's actually when | was at IBM, it was a focus that | had on linked data.
FRERIE:

LR HERRKE IBMEY, HYURMAREREXREKEIE (linked data, IBEXMIEX).

[01:30:48] [Lenny]
English:

Became Semantic Ben. All right. Awesome. All right. Ben, thank you so much for being here and thanks
for listening.

FROCENIR:
FREFALT Semantic Beno ¥F, X#%T. 4F, Ben, IFERGIREER, tBRBFAKAIUKIT,

[01:30:56] [Ben Williams]
English:

Thanks, Lenny. Take care.
FRCERIE:

5, Lenny, fRE,

[01:30:59] [Lenny]
English:

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

show at lennyspodcast.com. See you in the next episode.

AR ERIE:



R RS EHNIT, MNRERESXETBENE, ALUTE Apple Podcast. Spotify St&ERHVIER N AHITIA
ATH., I, BEERAKNTIIXBTITIE, ARAXBLEENEHMARIKIXNEERT. BAIUE
lennyspodcast.com X EIFIEFATER THREZXTFATENER. THTEBL.



