CARILU DIETRICH

Lenny Rachitsky



— Carilu Dietrich « Lenny's Podcast

Carilu Dietrich - JEXEE

This is the complete bilingual (English-Chinese) transcript for Lenny's Podcast featuring Carilu Dietrich.

[00:00:00] [Carilu Dietrich]
English:

In order to get hypergrowth, you have to have organic, inbound, and viral word of mouth. You can't pay
enough to grow at those rates and have a viable company. The biggest thing is an amazing product that
people love to use, right? | mean ChatGPT is the most hypergrowth product that we've seen in history
potentially, because people are so excited to use it and it's working in interesting ways.

And then | think the third thing is really riding the lightning, | would call it. Hypergrowth companies go
through the stages of growth that would take other companies five years or 10 years, right? They're going
from 10 to 50, they're going from 50 to 100, they're going from 100 to 200. They're jumping. And so they
really need to keep hiring 2X and 3X leaders who have seen the next stage of growth, because it's going to
be here before you know it.

AR ERIE:

AT EMEHEGK (Hypergrowth) , RATHBEBENIEK. NEEH (Inbound) MFEFXMOME, (RAAJEE
BB XMIERKERE, ANERERQBDNESF. HZON—RERE —RANEFAEFN~m, X
iE? HWEBZE, ChatGPT AJEERIKA TN L LI AIEKERI™m, RHAATIFEXEEEAE, MAE
U—HiFE R8BI ANEEF.

BIANE=ZRRE “BWAR" (Riding the lightning) . SEEKMABIFFEHMIAKNER, HMABRIES
5 %) 10 A RESER. MIMITM 10 B8R 50, M 50 100, M 100 F 200, M I7EBkERTCAI#, Hib, M{1E
MRERTIIEBLELNT T —MBRIE KR “2E%R" 5 MEFE" 0SE, AABIMERELRMEEIHR,

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

Welcome to Lenny's Podcast, where | interview world-class product leaders and growth experts to learn
from their hard work, experiences building and growing today's most successful products.

Today my guest is Carilu Dietrich. Carilu is a former CMO and has advised the CEOs and CMOs of
hypergrowth B2B companies like Segment, Miro, 1Password, Bill.com, Productboard, Sprout Social,
Weights & Biases, and most notably was head of marketing at Atlassian through their IPO.

In today's episode, we cover what hypergrowth companies have in common, how to make big changes to
your growth strategy to unlock new channels of growth, why COs don't trust CMOs, and why most CMOs
get fired. Also, why most CPOs get fired. Plus, the benefits of waiting a long time to hire your first
salesperson, bundling strategy, and a ton of incredibly insightful career advice. A huge thank you to Elena
Verna for suggesting Carilu for the podcast. And with that, | bring you Carilu Dietrich after a short word
from our sponsors.



AR ERIE:

WOEHKE Lenny BUHER ., EXE, REXTHRARNTRAFEMERE R, FIMITHRNE KL S &AL
P miFE TS RAEEKW,

SXHNEZER Carilu Dietrich, Carilu BEEEEHE (CMO), #/ Segment. Miro. 1Password.
Bill.com. Productboard. Sprout Social. Weights & Biases F& &g H B2B AT CEO #1 CMO 12EE
W, RERBHNE, WIE Atlassian 4 IPO HiieliBEEEH AT A

TSRNTER, BITRFRITEREKAFANERS. NS KKRBHEARZUBBMAEKERE. B
+4 CEO RMEE CMO, URAMAKZE CMO 2WMRE. Lthih, HKITESWMEIATAKZE CPO (BE~H
B) WEERE. X5, HRBEF—IHEARNGTL. RHPHER, UNKEREFRAIWIRILEIN,
JEE X Elena Verna # 7= Carilu SMAHER ., EREEEBENEREN AR, HIEHEHRK Carilu
Dietrich B9I5 %o

[00:01:56] [Lenny]
English:

This episode is brought to you by Rows.com. The world runs on spreadsheets. You probably have a tab
open with a spreadsheet right now, but the spreadsheet product you're using today was designed
decades ago, and it shows. They live in silos away from your business data. They weren't made to be used
on a phone. And if you want to do even the simplest automation, you have to figure out complex scripts
that are nightmare to maintain.

Rows is different. It combines a modern spreadsheet editor, data integrations with APIs and your business
tools, and a slick sharing experience that turns any spreadsheet into a beautiful interactive website that
you'll be proud to share. If you're writing a report on a growth experiment, you can use Rows to your
analysis on data straight from BigQuery or Snowflake. If you're deep diving on marketing, you can import
reports straight from Google Analytics, Facebook Ads, or Twitter. Or if you're working with sales, you can
natively plug Stripe, Salesforce, or HubSpot directly into rows. And when you're done, you can share your
work as a beautiful spreadsheet that's easy to read, and embed charts, tables, and calculators into
Notion, Confluence, or anywhere on the web. I've already moved some of my favorite spreadsheet
templates to Rows. Go to rows.com/lenny to check them out. That's rows.com/lenny.

FRCERIR:

AHATIE B Rows.com 828, HRERFRE LEIT. (RIERIEMITH T — T BEFRBIFER, BIRSXME
BREFREFRE/LTEMIRITH, XEMZW. ENSMELSHERLE, FETRRR. EfFEAF
Migite. MRMFEMREBNBMNE, MBTURBRERNME, MXLEHENLEIFEEIEY,

Rows MIARE, BEE TR FRIERIESS. 5 API RIVSTANEIEER, URRMHEZE, TR
BFRERER—MI2ERM D ENENRERAMIE, NRIFETESIEKIEIRE, RAILAER Rows B
I3 B8 BigQuery 8¢ Snowflake RYSIE#H 1T 31 MNRIFETRIZEHEUE, FJLIEREM Google Analytics.
Facebook Ads 8 Twitter @ AIkRE. HEWRIREMIBE LIE, BJLIEER Stripe. Salesforce 8 HubSpot
JREEN Rows, FERfE, MAURIERRASZ NS FRIEMNENRSE, HFEER. REMITERHRAT
Notion. Confluence XM TINERIM A, RELEBBREENN— LB FREIERZEE T Rows, 3718
rows.com/lenny &%&, Bl rows.com/lenny,

[00:03:08] [Lenny]

English:



This episode is brought to you by Braintrust, where the world's most innovative companies go to find
talent fast so that they can innovate faster. Let's be honest, it's a lot of work to build a company. And if
you want to stay ahead of the game, you need to be able to hire the right talent quickly and confidently.
Braintrust is the first decentralized talent network where you can find, hire, and manage high quality
contractors in engineering, design, and product, for a fraction of the cost of agencies.

Brain Trust charges a flat rate of only 10%, unlike agency fees of up to 70%. So you can make your budget
go four times further. Plus, they're the only network that takes 0% of what the talent makes, so they're
able to attract and retain the world's best tech talent. Take it from DoorDash, Airbnb, Plaid, and hundreds
of other high growth startups that have shaved their hiring process for months to weeks at less than a
quarter of the cost by hiring through Braintrust's network of 20,000 high quality vetted candidates ready
to work. Whether you're looking to fill in gaps, upskill your staff, or build a team for that dream project
that finally got funded, contact Braintrust and you'll get matched with three candidates in just 48 hours.
Visit usebraintrust.com/lenny or find them in my show notes for today's episode. That's used
usebraintrust.com/lenny, for when you need talent yesterday.

AR ERIE:

Z<H#AT B # Braintrust 28, 2XKASFBHNARMEXEREIHAT, UEERMHAITEIH. BB
W, SIB—RABRFEMAEILF. MRMEBRIFAL, MEBEBREFEBEHERIITENATL,
Braintrust @8 — N EFOMBIAA WL, (RETUEXEHRE. BEAHEERTIRE. it~ nEnERER
BE, MAESNAEEFIHET— VB,

Braintrust {XUXEX 10% HIEIEZEER, MAKRPHAGAEKEGSIE 70% B925H. FELt, ReJLOHRETIEAE
MENIER. Lo, MITRE—— N TRMAAWNFIMEIINGE, FLtMiIeemBmksHBEHR ERMAF
$: A7 DoorDash. Airbnb. Plaid MR BEXEMERE KIYEIAEERET Braintrust #%5 20,000 &5
g, £ HEZEMRFRINEEANS, SBERENGAREEENE, BERATINSZ— TILIRER
IEATRR. IRARTGEE, RRABNMETRERZENZVIMBAERIN, BXHR Braintrust, {FIF7E 48 /NEIA
ILERE| =R &% AN, 1518 usebraintrust.com/lenny HES KT BE Lk EIM]. HIR2FAABY, FAH
ia] usebraintrust.com/lenny,

[00:04:31] [Lenny]
English:

Carilu, welcome to the podcast.
R EE:

Carilu, IPFFIEE,

[00:04:33] [Carilu Dietrich]
English:
Thanks, Lenny. Happy to be here.
FRCEIE:

B, Lenny, REMEKEIXE,

[00:04:35] [Lenny]

English:



You've had this incredible career. You worked at all these incredible companies. I'd love to just dissect
what you have found to be most important and effective in building a career long term, just broadly. And
then specifically if you're trying to get to an executive role someday, what have you found to be some
more important habits, behaviors, tactics, lessons?

FRCERIR:

B MR AR EE, EXAZNFNAB LS. HREMER LT, RANKEHRLLZERR
BEE. RERNEMA? AR, MREABERKSAZNSERM, MARAMLEEENIMGR. 1TH. K
B2

[00:04:55] [Carilu Dietrich]
English:

I'll start by saying that everyone has their own calculus about the trade-offs they want to make on
pursuing their career and the sacrifices they might need to make versus the other things in their life, their
family, their hobbies, their passions. And so | think the executive track isn't for everyone because there
are a lot of trade-offs.

Because | think that some of the most important aspects of getting to the executive suite are working
harder, learning more, pushing yourself, taking on more responsibilities and opportunities, maybe even
in the white space, that aren't your job or aren't in your regular time.

When | was young in my career, | decided | wanted to be a CMO. And at the job where | had decided |
wanted to be the CMO, | worked two hours later than everyone else on the team. And | had this thought in
my brain that two hours every day for five years would get me how many more years of experience than
someone else? And | could do that when | was young, and | didn't have kids, and | was willing to make
those sacrifices.

But you look at a lot of the top CMOs and they have sacrificed a lot of things to read all of the books. And
again, if | go back to that first job, | was a PR manager, and we went through a tough phase and we lost a
ahead of product right before the major launch of a major product. So | volunteered to moonlight in the
product department and run the beta, and do release engineering. And taking on other responsibilities

gave me insights into other departments that made me more successful, early in my career and later on.

And the same thing happens as you're growing, right? If a department head leaves and you can spend
extra time doing your own job and being the interim for this other function, you can really show the top
executives that you have the appetite and the skill to take on more responsibility.

So | think learning as much as you can about your expertise, working really hard, and taking on more
responsibilities, and having a great attitude and a strategic mind are probably what | think helps people
get to the C-suite on the personal level. And then | have another set of five things that are what specific
ways do you need to train your mind?

FROCERIR:

BAEAN, STANTERBUFMEEMBONG, URBNFEEPNEMEY (RE. BiF. 35 FE
ZHTE, MEBCHEE, Eit, MANBEZRATESHAAN, BAXIRRZNE.

ENFUNANHNSERREEN/LIMAEE: TEESN. FIEZ. EAC—B. RMEESZHRENNS,
BEERAPERETMIRTTEENEMEN “=atHE" Iz,

TR EERH, FOREEMAN—R CMO, TEARNFILEM A CMO BIKL L, FHEXRIEEAERIE b AR
THER/NES, ERMFEENK: SBRSTR/NY, BERF, RSN AZHZDFNREN? FRNEAL



XA, HIREERTF, RERMEXERE,

BIRERZINRE CMO, AT RTAMANBIEYTRS, BRZEE—MIE, KIANEAXEIE, I
ZHT—TREMER, ME—TEATmAHY, TRARABRTY. TERERERBES@IMI] KRR , K
%1 Beta MIAMAH LIE, AEXLEFIMNRTLRMNEMERE T RZINE, XitBERWEEFIAMEHREE

HDEJZIJJO

BEMRNMK, AENEBEEIAE, WE? MRENSIEESRT, MIRETIMERBI7EMEF IR TR
ERFIEZEREE, MEieERERERRIERIEESRAENS OME,

FREL, FIARENARE, RAUgSMFITIAIR. Z2EITE. AEESHE. RERFHSENMHER
e, BEBAMTHN Csuite (FER) BIXHE. FRILZI, BREBFINA X FIMEINIGEBLERBAREN

[00:07:15] [Lenny]
English:

| know there's this backlash against working really hard that happened for a while, but I'm on the same
boat as you have of success will come from working really hard. And sometimes that sucks, but that's
usually how it goes.

FRCERIR:

HEREE—ERMEIANIR “Btan TE B—MikfEsdE, EXRMNEEFERMA: RIWETZIELE. BiiXH
KRFEE, BEEBEIMEXE,

[00:07:27] [Carilu Dietrich]
English:

| think there's ebbs and flows in your life. You're going to have a baby here soon, congratulations. Thank
you. And so maybe you take your foot off the gas for a little bit. But really, there's no shortcuts. There's no
shortcuts to knowing a lot.

One of the people | admire most is Tomasz Tunguz, who was with Redpoint and now started his own VC
firm. And | was talking to him about his blog and he was like, "I'd just wake up 5:00 or 6:00 AM every
morning and write three to four blogs a week for 10 years." Damn. That is self-discipline and insight and
drive. So yeah, no shortcuts. | think. You look at Denise Persson at Snowflake, and she's worked really
hard to get there.

So the five things | think you need to do to get to the C-suite that are not personal side are you need to
think about how your responsibilities tie to revenue. You need to think and talk in the terms of the CEO
and the board. And that can be tricky when you're junior because you don't have exposure to it. But
getting a strong handle on finance, and how the finances of the business work, and how the revenue of
the business works.

| went on a tour of the Tesla factory with my daughter's field trip a couple weeks ago. And the guy who
was giving us the tour was like, "So | delivered and stocked all these different parts at the plant and then |
would take a list. And after work every night, I'd go to each part of the plant and try to figure out what
they were working on and what the challenges and opportunities were. And that's how | moved up."

So it's just understanding how the whole thing works together. Because if you want to be in the C-suite,
it's a job about how the system works. So | really encourage tours of duty between different departments.



| told you about my tour of duty and product. | thought CMOs had to do every function, so | took a tour of
duty in every function in marketing, but really getting a sense for other departments.

The next thing is the relationships. So building really strong relationships with people by doing good
work and helping them. And then the last thing | think is the quality of the companies you work for. So
your career and your ability to transcend, which is really moving faster than other people to get bigger
jobs, is fairly dependent on the momentum of your company.

So | was a leader at Oracle for five years, and my team grew from five to seven over five years. And | was a
leader at Atlassian for four years, and my team grew from 15 to 100. And so if you pick the right company
with the right momentum, you have a better chance of getting higher level experiences and accelerated
career growth.

And then | guess one little footnote. If you pick great companies, great people work for those companies,
and go out and work at other companies and also give you opportunities. So | ended up at Atlassian kind
of in a stroke of good luck because | had worked for Jay Simons, the president, at two companies before.
So the quality of the first company, Plumtree, really helped propel my whole career.

FRCERIR:

HIANNEZRZEER. (MRRMBEEET, HNEM. Wi FAUEIFRSERM—R] BiRERN, &
BiER. BERFSA B,

BRI AZ—= Tomasz Tunguz, EEERF Redpoint, MAELIN T HESHNKR AT, HEM I
HEE, thiF: “BREX 10 FEESXKE LS. 6 ALK, SAT=INREE.” XW, FERENEER. FR
HFIREH . FRAER, &EHER, {RE Snowflake Y Denise Persson, it EEIFEZHNTIEARRISEK
HNEE,

BT MNARE, HINAHN Csuite EREMXAMHE: B, MFEZBEZMNRTNEASENER, RFER
CEO MMEF=MESEBENTM. HIMERHRRTIXRYE, RNIMERATE, BESZNEEVSHIR,
T LSS S5 B ANfAIEIERY, WA ER,

JLBARE®LZ) L EFHHTI &M, FRINSUWHAR: “BREREI ARESENEREMEEH, 8K TH
&, REEERBEIN B MXE, REFFRMIEMM A, BlefastdiNg. EMEXHEEAR."

FRLL, XBETEBRENREZNANEIEN. MRREHN C-suite, BR—HXTFTRATEHIIF
Ite, KIEFEEFMERRIBITZEFIT “BE7 (Tours of duty) . HEIRSIRIKESRIITNRKEH. FEHE
NN CMO 70T RS — P EREE, PRI T EHENINE— R, EEESEENEXNHMEIIERI,

ETREAGRXR, BIHBNTEMBEIMARRIFENXR. RE—REINNZFRRSABNEE. R
RUERL £EM “BE” g5 (A AERRFBESRUNEN) ERABELIURTATNEEE

(Momentum) .

HEREX (Oracle) M7 HFWSF, FHHIFM 5 ABKEIT7 Ao MIEKTE Atlassian T HEAT, FMM
15 AHEKEI 100 Ao FREL, SNRIREXN T RABEMRPBENAT, FiABFHNNSREERERNFAIMERIR WAL
o

REHFE—R NRMMERTRENRE, RFENWAFTBIEREILE, MIIUEEEMATHEIAREEN
Ro FKZFRLLBES Atlassian, EMIEE LRIZRY, RARZAITERRX AT E N HEIREE Jay Simons T
Eid, FRAE—ZKAE] Plumtree U2 BEMIHRN T HRENRIEE,

[00:10:40] [Lenny]

English:



There's so many things | want to double click on there. The last piece, it's the advice | always give people
when they're early in their career is to go find a company that's going to do super well. That one
experience is going to transform your entire career. Having the logo on your resume, the people you
meet, the experience you get financially. But that begs the question, how do you find that? How do you
pick a company? | think in your advising today, you join later where it's a little more obvious. "Okay,
they're doing great." Do you have any advice or lessons about how to identify earlier where to go work
and how to be lucky in that pick?

AR ERIE:

XEFRZBERNRTNR, XTRE—R, RERENRUEEFHPNAZR—REAEBIIRRFNRE,
B—EEHENTRNEANRAEE, EH EMNAE Logo. RBEIMA. FREMNMASER, BiREE,
BEXFERNAT? MEAPHELRR? FBEMIMENZHAIER, (RMANATEZLLRAR, RIEXZREAE
To REREMARNEH, BAKWMAERMIRFILERTMANQE, HEXZEZEPRTITFE?

[00:11:16] [Carilu Dietrich]

English:

Isn't that the billion-dollar question? So | worked for-
FRCERIE:

XA MNMEHZETIREED? FHBI-----

[00:11:20] [Lenny]
English:

For investing too.
FRERIE:
MIRAKIRBZ,

[00:11:20] [Carilu Dietrich]
English:

Yeah. | worked at Atlassian, which was phenomenal. Then | worked for Classy, which was a company that
helped nonprofits raise money.

FROCERIR:

Bl FTE Atlassian TR, BBEREFHIFERE. FHRIKTE Classy T, BE—REBHIFEFERFERHQ
5o

[00:11:29] [Lenny]
English:
I've used that product.

FRCERIR:



AR a0

[00:11:31] [Carilu Dietrich]
English:

Thank you. And we were acquired by GoFundMe. And it was fine, but it was no Atlassian. And then | spent
the next five years trying to figure out, how do you pick your next Atlassian? So my advice would be for
people earlier in their careers, it's easy to pick the winners if you go work for a big company that's a
winner. | would love to work for Tesla, or AWS. Or right this second, | would die kill for a job at OpenAl. You
know some of the big companies that are successful... Salesforce has totally been a career maker to so

many top executives.

Early in your career, working for big name high momentum companies. | think you can't wimp out. You've
got to want it and go for it. And maybe you apply year after year, and you meet people, and you try for it
early in your company.

Later in your career, | think what you just said, picking later stage versus earlier stage gives you a better
view of their momentum. | actually have a Post-it note, got it here, about what | look for. 10 parts of what
would evaluate to see-

AR ERIE:

B JEHRILN GoFundMe WY . MBERZEHIEARTE, BIZAK Atlassian, ETFRNWAFE, H—HAER
Z . APhERB T —1 Atlassian? W FERMVAEFRHNA, ZPENE: NRFE-—RELERKXHIALF]
TR, ERKMREH. KEBEFHHIE AWS TE, HEMEX—), FEBENT OpenAl I—14 T1EH
o (REIEARLRINII R AT+~ Salesforce ITRTE T F Z TR B ERVER 4 E,

R AEERE, EBER[IKR. BRENRTITIF. FIANRAFERERE, (REIUEEECHEFN. HIFIR—
FX—FHARE, ZERPBENA, ERERHEMES,

FRWEERR, MEMIARS, &FEHMERMIERIMM BRI ABRILIREFEMERCIINFE. FH
SEEKERNL, MEX/L, EASERXINERN. TE—RABDEEMEN 10 MEE. -

[00:12:35] [Lenny]

English:

You just have that Post-it note around?
FRCEIE:

{RRLHE & A& AR EFING?

[00:12:37] [Carilu Dietrich]

English:

I do. It's one of five Post-it notes on my board.
FRERIE:

=H, XEBRFLENEKEFNLZ—,



[00:12:37] [Lenny]

English:

I want to hear what the rest are too. But keep going.
R EE:

BERIFIFEMHE 7 4. FIIFHE.

[00:12:44] [Carilu Dietrich]
English:

| have to look at it for advisory. | only take eight to 10 clients. I'm always full. And so it has to be a
phenomenal company. So how do | know if it's a phenomenal company? Here's my list. Rule of 40, which
is your profitability and your costs together. The quality of the investors. Are they really top tier investors?
Are they mid tier or some you've never heard of? Investors do a lot of due diligence, but you also want to
look at their most recent rounds, because they could have phenomenal early stage and have slowed
down. | think the later the size, the more reliable, because they've just made it farther.

Their Net Promoter Score or their customer satisfaction. Do people really rapidly love this product or is it
like meh? Their net dollar retention, which is, how fast is their revenue growing? And | should have it on
my Post-it note, but Snowflake was the benchmark. | think they were growing at 142%.

FRSCERIF:
WEENKBEET. BREESH 10 MNEF, BHEEHN. FRUBKTAZR—RIENWAT, HEAE

BIER? XEFAVEER:
1.40[FM (Rule of 40) : BMEKIFMFDERZM,

2L.IERENRE: MIRMAKREED? R2HH, HEBMMRITIHEN? REESWAERNAFE, BIFD
EEMI&IEVHRT, AABLERARRRRMIRAEGRBET . HIANMERHEATE, BAMIIESR
Birx,

3.7EFE (NPS) HEFBEE: AMIBEMNREARAEXN M, BERF—RMAR?

4. #ETEFE (NDR) | XARBWNERKESZ R, HEFNMLTIZEE, Snowflake BEEME, HidEth{]
Y NDR g KR EIAE] 142%.

[00:13:44] [Lenny]

English:

I think at one point it was 180, whatever.
R EE:

KicE—ERTT 180%, F~EEH,

[00:13:46] [Carilu Dietrich]
English:

Yeah. That sounds right. 180, 165. Net dollar retention, if you have a customer and they just renew at the
same dollar rate, it would be 100. So 180 is almost doubling just their customers. So they didn't even



need new customers, almost doubled their business. A phenomenal net dollar retention means it's a

really strong healthy business.

| looked at their growth rate last year, their burn rate, are they going to run out of money? And then
ideally, are they number one in their market? Do they have a Forrester or a Gartner Magic Quadrant?
People tell you if they're number one.

And then the last thing is | look at their Glassdoor. Is it just a bad place to work and where people
unhappy? Because they don't actually survive as long as companies where people are happier.

FRCERIR:

=, IR sE. 180, 165, #2HEFXE (NDR) W1RZ 100, EXREERFELASINET, FILL180 &
KENEZZP/LFERI TEE, NEERFTEHER, WEMB 7T —F. RABNDR BENEISIERER
FhiERE,

5. REMIEKE,
6. 5E5%% (Burnrate) : M IZHERHAEMG?

7. hiFfi: BAEERT, MIIEHIHE—18? M{1REHFHNT Forrester 3 Gartner WEHRIE? Al&5H]
R IR AR E—

8. Glassdoor i#ffi: REHSE Glassdoor, BERARE—ITLEMERE. RIAFOHMA? AARIR
SRR A BB EESFAMBPLE A TRERN AT KA,

[00:14:34] [Lenny]
English:

| love this list. You should turn it into a blog post, and there's another idea for you. Can you share what
the other Post-its are around you? Even broadly.

FRCERIR:

HAEMRXMNMERT ., MNZILEEMEEXE, XRAITHNE—1NEIN. REEDZE—TIREREMERINLAY
AARE? KBEHIEHIT,

[00:14:41] [Carilu Dietrich]
English:

| can. One says, "More Yoda, less Wonder Woman," which basically is ask better questions. The second

one was-
AR ERIE:
A, —KEE: “SFELX (Yoda), LZE#ZIFLEE (Wonder Woman)” , BEAFrEiHERHEIFMA

W, EoWR

[00:14:51] [Lenny]
English:
Ask them backwards too.

FROCERIR:



EEEER,

[00:14:52] [Carilu Dietrich]
English:

Yeah, right? Ask them backwards. Which is funny, because the other Yoda thing | have up Is... Here wait.
"Do or do not. There is no try." Backwards. | have another one that says, "Hell yes or no." When
opportunities come to you and you're like, "Should | do this or should | not do this?" You only have so
much time in your life. And so if it's not something that really excites you and gives you energy, it's tough

to be the best at it. And so hell yes or no.

And then the last one is, "Worrying is wasted energy," because | think we live in this economic pressure
cooker, and there's a lot of fear and uncertainty. But we just need to take that fear and uncertainty and
thank it for giving us urgency. And then make the list of what can we control now and what should we do

next.
RS ERIE:

=i, BlER. XREW, ANEMHS—FLRAREE F—T, “#M HEFM. & W .~ &
BE—KE&E: “BA K#&ET, X5 (Hellyes), BA ‘MK (No)o” HHZLLEN], MRALE “ZFix
" B, ISERAVESRER. MREGSEFEILMEEXNEHTALIMESR, RMREECSHEIRK. I, B4
27LUE, BATHeEL,

REa—KE: “BINERBEE.” EARUNABRMNEZE-TEFBERE, 7TH 7T MENTHE S, B3]
FERHXMBNAHEN, BFCHATNNEER. ARTIHFR: MAERNEERFA, Tl
4.

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

That's actually a perfect segue to my next question. And by the way, that was amazing. I'm glad that |
asked about your Post-its. That's a whole life philosophy right there in Post-its.

AR ERIE:

XIEGFSIH T HE T —NEEe IRER—T, NABERRET. RENKPTEMNENSE, BEERWEERL
MENAELTF,

[00:15:59] [Lenny]
English:

Okay. So the question is around, | don't know if we're technically in a recession, but maybe we're on the
verge of recession. The market's not great. And a lot of people are being laid off, or have been laid off, or
are worried about being laid off, or just graduating college and looking for jobs. And I'm curious if you
have advice for people trying to find a job in this market or just generally trying to accelerate their career.
What is your advice for just how to deal with this environment while also trying to advance your career?

AR ERIE:

§FEY. MERXTIRE, RANERALEMNEELTRER, BHIFELATIAS. THAKIE. REALEHR
W5, HEBEKRN, HEEOEK, TENEWVEERTENARFE, HEBRE, WFEXNHHFERE



THIE, HEIZBMRRWEROIA, REFARI? ENIXMIFRHFER, WNfdsedtinl4EE?

[00:16:32] [Carilu Dietrich]
English:

I'd like to take in two parts. One is if you're unemployed and one is you're in a job. So if you're
unemployed, it's tough. It's a tough time. There's a lot of supply. And so | think you just really need
endurance and grit. And the sticker worrying is wasted energy, because you will get another job. It's just
going to be a little bit more of a bumpy ride than some other years.

The best executives | know have had down periods in their careers, where they were out of work for a
while, where they were fired by a CEO, who this or that. And what they have in common is endurance.
They're just back in the ring. So | think it's important to not lose endurance.

It's also important not to settle on a crappy job or a crappy company. Each job you have prepares you for
the next job, and each logo you have prepares you for the next job.

So I'd spent a lot of my career trying to also chase waves. My first job in college, | was in nonprofit, and
then | wrote a book on the giving programs of the top 50 tech companies. And | realized that tech
companies had a bunch of money in 1999, and were giving it away to charities. And | wanted to go into
tech, because that's where the growth and money was. And | thought I could give it back to the world and
good, but | could be inside the bubble.

And then within tech, | moved my way to B2B. And within B2B, | moved my way to SaaS. And within Saas,
I've moved my way into dev tools, and collaboration, and now Al.

There's this book called The Millionaire Next Door, which talks about how the very best antique store
makes one or 2% profit. And the very worst oil and gas company makes 35% profit. And we know that
some of the worst software companies make 65% profit.

So picking your industry will propel your career, and picking the right company will propel your career,
and then doing a good job will propel your career. So | think there's no magic bullet to getting a job. But
working your network, sticking with it, and continuing to grow your skills are the three most important
things.

FROCERIR:

BEOME D RKIL: RIRSHEIRRS. WRMERWT, XHHLRE. WESRENE, AAHNIR, R
UEIANRENFEM MRS SEBKWL: “EMBRBEE" , AARERSBIFZ—HIE R=2
WdiztbEF BT —L,

HINRNRMFNEEHEHIRWEENRSH, bRl —etE, &R CEO REFF. MINERR
M7, WIZEERTEG, I, REMAEXEE.

EHEENE, TEZS T —OERN TN —ERNQAE. MEENS—HIEREANT—HES, &
A ERE—1AF Logo tLE4It.

ARV EESR, HBETRZBBHE “BEFRH . KFRVENFE—HIEZEIFRENINNL, ERHEE
T AKX T S0 BB ATBEIT N, REIRIE 1999 F, RERARIFEGHR, HEEREESTGE
Mo HREANRKITI, AABBEKMERAENMG, FRFTUORHER, BREBILBS X
AN

ERIEITIVAEE, FHFEM T B2B, 7E B2B NER, FiZM T SaaS. 7E SaaS AP, BEETHAEILA. MEL
&, IMENZ AL



B—ABNY (PROEAFESED (The Millionaire Next Door) , BRIRFIRIFMHEEFIDRE 1% 3 2%, M
RENGHRASATFEHRE 35%, FKi1E, —ERENRHATFERBE 65%.

FREL, @7 SHECHRBVERWVEE, ERMB AT SRR EE, AR TIEE IR IREVERLE
Eo HIANNBRIERERAWE, BEXEAR. BREFMBNFSREANEEREEN =%,

[00:18:43] [Lenny]

English:

Big part of this conclusion is don't feel like your career needs to slow down in this period.
R EE:

EXPMEEN—PNEZEN T FERISIRAVER L A TEEX M ITHRAUE T Ko

[00:18:49] [Carilu Dietrich]
English:

And | think if you're in a job, some of my greatest career growth came in the economic downturns. In the
2000s, in the 2008. Because other people take their foot off the gas, and you can put your foot down. If
you're willing to learn more, hit yourself into new roles or new responsibilities that no one's covering at
your company. When they don't hire tons of people for everything, there's lots of open projects where
you can raise your hand and grow. You just can't be as focused on title and salary right now. You're kind of
building up value that you'll be able to monetize on the other end of this recession or downturn.

FRZERIE:

BIANMRIRER, RRWEEFLERABMKELLETLFRENHE, b0 2000 402008 F, FY
AMARFRICIE, RETLER TR ). MRMMEEFIES, ThABARERANTNHRAGIMINTG, 32
BAIRNBABHEHMATEEN, SERSABRNIE, FANEFESEHMK. RRIEMRPERULET L
MK MEBAMBME, FXRRBHMRERG, MAMEERFHEZEIR,

[00:19:26] [Lenny]
English:

Let's segue to chatting about growth. And | thought it'd be fun to start with your story of running some
very expensive ad campaigns. | know the founders are always kind of flirting with this idea of buying a
bunch of billboards, running TV ads, maybe subway ads and bus ads. And you've done a lot of that and
you've spent a lot of money doing that, and particularly non-digital advertising. And so I'm curious what
you've learned from your experience and approach to this sort of marketing spend.

FRCERIR:

IR ENERENES, RENRZE-ERET SEDNEHFE, XNZEEE, ZNEEBASEES
FEE—IE EhE. IR &, HEWHFMAR F. MEEIREXERH, ETRS®, [FIRIFNFT
Ho HRBAMBMMXEEEHFFESIET HAKENNTE.

[00:19:53] [Carilu Dietrich]

English:



Yes. I've spent hundreds of millions of dollars on it actually. | ran global awareness advertising for Oracle,
and did all of the airports, and the front page of the Wall Street Journal, on the back page of The
Economist, and take over in the middle of Salesforce in downtown San Francisco. And we did the Ironman
movie sponsorships, and the sports teams and arena sponsorships.

FRCERIR:

B, LhrEREXFERTHICET. HEATHEEX (Oracle) WEKKGREMBE S, R TREN
7. (EREBIKR) kiR, (EFFEAN) HIEK, EFEIBEWLHHC Salesforce KEialigd @ 5. Fi1E
BEmT (L) BE, UKRZHEEAFEBIHE,

[00:20:16] [Lenny]
English:

That sounds very expensive.
FRCEIE:

OfrECskIEE B 5o

[00:20:17] [Carilu Dietrich]
English:

Super expensive. And then Atlassian to a lesser degree, we spent several million dollars on different
awareness campaigns to get chat noticed, or to associate Jira with the Atlassian brand. Advertising is sexy
and super expensive for the benefits. It's a multi-year benefit of awareness. People have to see things

many times, and it has to really resonate with them.

So my advice to founders is that the most important thing is the quality of your product. Oracle spent a
ton of money, and people still didn't like us in a lot of ways because they had poor experiences with the
salespeople, or they didn't like Larry, or the product had kind of languished since it had been acquired by
the company. So your product has to really be fantastic. And then also to do good brand advertising, it
has to be sustained over a long period of time.

So Oracle had the front page of the Wall Street Journal, back page of The Economist, this boring
advertising template with the red bar, but it made it memorable. We would do market tests, and two or
three or 10 times more people would recognize the Oracle brand without the logo, because of the

consistency versus SAP or or IBM.

So you really need to be thoughtful about spending consistently over a longer period of time, and a
smaller amount on a fewer number of things can be really effective. So Snowflake, for instance, has
always gotten credit for doing a billboard on 101, and people think they do lots of advertising. But for
many years, it was only the billboard on 101. It was just sustained and strategic.

FRCERIR:

BRI, E Atlassian HURTHN—L, FIIETHEHETHMEMANBEER, N TIERSEREIFNAERT
B, 5EFR Jira 5 Atlassian mEEXRIEER, TERIBFA, BEMNTFR@EERKRESRR, NRER—HEESE
Bk, AMNBHZREEE, MEEUMEIESEHIE,

FRAFLG I ANRINE: REBNETmRE. FEXKETREZH, BEAMNERESEEZFENEN],
A HE ARBFERRE, HERENR Larry (BEXEIEAN), HEFRERBEEMEFRE T Frld
MmO AFE R &, 1o, BEFHImET &, KRR,



BEXE (REBHR) KRN (EFFAN) HRKBRBOBHHFELBRFUNGIES SRR, RMILABNSREZR
Zlo BAMBI AR, BAFXMH—H, £FE Logo MIBRT, RFIHFBXDEIIALZ SAP 5 IBM #Y
mfE. =ZEFEE+E.

FRUMRENFREZ BREFSRNERAN, ELOHLGE LRANRIOBETRMEIEEETR. 40 Snowflake, A
MNEREMINMTRSZT &, EAMINTE 101 2B EIZ T ShE. BSER, MIEERIBEAR 101 2K LR
[ &k, BRARF/ABRBHBEEN.

[00:21:59] [Lenny]
English:

So | guess two things that | take away from that is one, you can spend a lot of money, and if your
product's not actually incredible, it's not really going to do much. And correct me if I'm wrong. And then
two is sometimes, just one very targeted spend is worth a lot more than just blanketing a bunch of ads.

FRCERIR:

HREFITHR: F—, RALRRSHS, EORMO~RABHE, TEESEREMTAER. WREH
ETIRAIER. £, AN—RIEEEHMMEIRANGRREN SEBNE,

[00:22:16] [Carilu Dietrich]
English:

Absolutely. | was telling you a story that at Atlassian, we did a big advertising campaign on our HipChat
product, which was head-to-head with Slack, and it was an Office Space spoof with Bill Lumbergh. But
the product had some uptime issues, and some feature issues, and Slack pulled ahead, and the
advertising wasn't what would've made it or broken the product. It's really the product experience, and
the advertising just amplifies.

FROCERIR:

L. RBAMRWE—NEE, 7 Atlassian BY, {14 HipChat =@t 7 — M KRB &iEH), HNIES
Slack IEE X%, BBR—MEHEE (LVI—% %) (Office Space) # Bill Lumbergh B&IE &, BFFHAH
Bt —LEiE1TBYE] (Uptime) [RIZEFNIHEERRR, Slack ML T . T EHFEEREF MK, BIERRE
ERMZEFRAR, IEREERAER.

[00:22:42] [Lenny]
English:

I think you also shared with me this HipChat ad, that's maybe my favorite billboard ever. And | don't even
know why looking back, but it made me laugh so hard. Back in the day, it was this meme of some early
meme stick figure guy saying, "Why you no use HipChat?" Looking back I'm like, "Okay. | don't know how
funny." But | think in the moment that was a really popular meme, and it really stuck with me.

AR ERIE:

BEMRBIRE DI HipChat &, BAIRRERRENRN EET. BEERREETHERTA, BE
LRI T, BBHEANE—1RBXREE, —MEE'/NAR: “RATAFHA HipChat? ”  (Why
you no use HipChat?), MEEFRERIFSEIBALFR, BELRIZIEFERITHE, ILKEDRRZ



[00:23:04] [Carilu Dietrich]
English:

Well if you think about the best advertising, it's something that has a little twist of humor, or personality,
or truth that sticks in your brain. So yes, that was a successful advertising. And kudos to my team,
because of course | don't write it myself as the head of marketing. But yeah.

And some of my other favorite ads are also others that highlight the customer. So New Relic did an
advertising campaign around data nerds. When data nerds were not really popular, they were still nerds.
And they had these tattoos that said nerd life, and they featured customers on billboards talking about
cool data nerds. And some of those campaigns that really stand out have something that's funny,
unexpected, and then true to the product.

FRCERIR:

MRMEABPBLERGH S, EIEETE—RUWARE. MEEEZIEMREENER, FIUEN, B2—7
RRTHE &o XBJANTFRHEI, FAEHARA, HEAFIFEBEEXE.

BHM—LERN S2ALREZFH, bl New Relic BT —1NkF “BE=E" (Data Nerds) BT &/E
&fle HREBIETERAGIMEXARIT, MWIIERAHNTES. MIEENE “€4F (Nerd Life) BIXE, &
BB LRTREFFPEXKICEENGRET, BEEERFAMENEDEESE — L8, BATHANETmiFh
HYZRPE,

[00:23:54] [Lenny]
English:

I remember those, one of the ads featured, our CTO at Airbnb, Mike Curtis, and everyone was very excited
to see his face on the Billboards.

FRCERIR:

HICBHRLEr &, HR—1EMAZEHAN] Airbnb #9 CTO Mike Curtis, BRI AREEIMARCHINE S LEBIE
HEHE.

[00:24:02] [Carilu Dietrich]

English:

Yeah, Salesforce has done a great job with those over the years too, really highlighting the customers.
R EIE:

M, Salesforce ZEREXAFEBMISRE, IFEETERHEFR.

[00:24:06] [Lenny]
English:

So zooming out a little bit, you specialize working with companies that are going through hypergrowth.
And you've worked with companies like Miro, Segment, Bill.com, which I don't know if people know is just

a massive, massive business. And also 1Password.

And on the topic of 1Password, interestingly | didn't realize how big and how fast 1Password has been
growing. And just last week | saw this report from Okta where they have all this interesting data about



which products people are using, and they put out this report showing which products you're getting the
most new customers. And then on a different axis, which companies are getting the most users per new
customer.

And there's this six companies in this quadrant. Figma, Miro, Snowflake, Sentry, HubSpot, and
1Password, which blew my mind. And interestingly, you work with two of them. And so all that to say,
what have you noticed about what is most in common with companies that are going through
hypergrowth? What is most in common in terms of what has contributed to them being that successful?

FROCERIR:

BN —=<E, MEKSATEREKBNAREE. REEIMNAEEHE Miro. Segment. Bill.com (3
FHEAXEENEXZ—RMEEARNQE) LUKk 1Password.

#El 1Password, ABMRHZAIKTIRFCEKEEZA. SR MELA, HEET Okta W—IRkE,
EEARSXTFAEEERABLE~RNEBHIE, REETTHE~RRETHFTETFARSE, MES—TH
£, BRTHEQTDSMHEFTROAFERS,

EXPMRREBBHARLQE: Figma. Miro. Snowflake. Sentry. HubSpot #1 1Password, XitFHAE—I%,
BBNE, MEEHPRREBESIE. FMUERERE, FEIRIXELATFESRIEKN AR REENHERREMTA?
B AR T i 1Nt Ih?

[00:25:08] [Carilu Dietrich]
English:

The biggest thing is an amazing product that people love to use. | mean ChatGPT is the most hypergrowth
product that we've seen in history potentially, because people are so excited to use it and it's working in
interesting ways. So Miro, whiteboards were the number one most uploaded asset in Jira forever.
Because people all get together and they write their ideas on a whiteboard, and then they need to
remember it and iterate on it. And that bringing that concept to life just hit a cord that people wanted to

use. And when one person uses it, another person uses it.

1Password similarly, I've been a 1Password user for more than 10 years. We used it at Atlassian, as a
corporate. And then they have the family plan. So | used it at home and then my dad got elderly, so | had
a family that | was the administrator for, and then | go into different companies and you bring it with you.

And one of the other companies | advise is Productboard. And | became an advisor of Productboard
because 1Password's CPO had it in another company, brought it into 1Password, rolled it out company-
wide to get alignment and visibility on the product roadmap.

So in order to get hypergrowth, you have to have organic, inbound, and viral word of mouth. You can't
pay enough to grow at those rates and have a viable company, especially in this economic efficiency
market. So has to be an amazing product, has to have some viral activity. So we just talked about Miro or
Atlassian. You could have an individual person use it and then they say, "Hey, I'm going to present at this
meeting with Miro, come join me on my board. I've got these confluence pages we'd set up as a wiki
about these engineering topics, and | want your team to collaborate on them." So those natural points
where your users are selling to other people is way more efficient than having sales people that have to

sell to other people.

And then | think the third thing is really riding the lightning, | would call it. So hypergrowth companies go
through the stages of growth that would take other companies five years or 10 years. They're going from
10 to 50, they're going from 50 to 100, they're going from 100 to 200, they're jumping. And so they really



need to keep hiring 2X and 3X leaders who have seen the next stage of growth. And then the people inside

can be homegrown talent, but it's tricky to keep up.

So my whole business is based on people who are trying to be homegrown leaders, but don't know what
the next stage of growth looked like. And so a lot of hypergrowth companies hire ahead, hire advisors.
Leaders need to really think about mentors and friendships of people who know what great looks like at
the next scale, because it's going to be here before you know it. And so | would say those things. Amazing
product, viral movement, and company that can ride the lightning.

FROCERIR:

REEN—SEZRE —RANETEFN™MR, ChatGPT AIRERMAE LIE KSR m, EAAIEEXNE’]
EEAE. UMiro A, BRRFHNEREBRE—ER Jira P EEEFE—NE, BAANBET—EEZBRL
5T%, ARFEERHER. Miro BXMERHFN, EFEHTAMNER. 3—PAFEAH, 5—1
ANEZERER.

1Password B 23Ltt, HXELAT 10 ZF T, FENE Atlassian AT EEFERE. EFRMIIEL T RETR,
RERBUH, YBREEEN, BRTREEER., RARERIFTENAT, tSBERE X,

HEZ NS —K L E)=E Productboard, FZFrLARE AM{TAYERIR], ZFE I 1Password 89 CPO EHI—X BB
e, RAEIBEHET 1Password, HESXEH, LS REREE—EUIEF A 4%,

Hit, ATKRASHRER, MOTREEIER. NEEHNRSAOM, 55 EFELRUENTHHH, R
TR L EIX MR R H LR AR EF. L, DABIRENTm, YABERSNERE. MK Miro
Atlassian, —MRIAT, AFH: “IR, HEA Miro %, RMAEBBIR.” F “BWET—LEXFIE
FHB Confluence 4EETIE, FHAALLIRIEI—ENE." XA BABMAEBENEATR, LEAHE
AREHHESHEZ.

BZRBEMZN BRAE" . SREKNABEHIMKMERRR, M 10 E 50, M 50 F 100, ftbfiIEBk
BRo Ak, fIFEREEIEALE NI T—MERIE KRR “2EHE" 5 3EFE" AFE. AFAIBEIAA U
BALERFN, ERREXMTREME,

BB SHEETREREMNNALHASE. EFRET-—MRIEKEFAFNA. FILURSEEREKE
RE)REAEE, BISMn, MSEFEIHRLENE “T—ARIABIE BHANAMSINHALR,
ABINEAZRFE, SE—THMRE: TS m. RENEE, UNEBBSNAENQE,

[00:28:15] [Lenny]
English:

| imagine founders listening to this that don't have insane virality or huge word of mouth are like, "Is
there no path to being a really successful company?" And then | think about companies that did succeed
with other channels, like say paid or SEO. And so | guess the question for you is, do you need to grow in
this environment, | guess, primarily through word of mouth, organic reality, growth engines? Or do you
still see opportunity for companies to grow other ways, say paid, or SEO, or sales eventually?

FRCERIR:

BREPLELERIIBSNERXEROENGIBART SR “WERINMEERANNATNREZETE? ~
BB E T HthREMINM AT, EbINIEEI &8 SEO, PRI, EHFIFRET, BRE4MEER
FOE. BYEEMERKSIZERER? MESNHATIAEEIHMAN (W5, SEO HELXBIHE) 18
KEWZ?

[00:28:51] [Carilu Dietrich]



English:

For sure. All of the things are important. | think what | wanted to say first as you were talking was that it's
easy to look at a company after they've been viral and be like, "That's amazing." | would like to start a
newsletter. | have. It's carilu.com. Lenny has a newsletter. How can | ever grow like Lenny's virality? But
Lenny started with one blog, and then another, and the consistency.

And when | look back at Atlassian, people would be like, "It must have been so easy to go from 100 to 500
million." And it never felt easy. It was a slog to do exactly what you're talking about. New features, listen
to customers, strong SEO. Actually SEO was the number one marketing motion that we used, and SEM.
We spent probably between 15 and 25% of our leads from paid search marketing at the time. Now | have
a ton of customers that are pretty deep into account-based marketing.

Getting to virality and getting the hypergrowth is not a magic bullet. It's consistency, customer obsession,
incremental improvements across all parts of the business. So | think founders just need to double down
on having a product that's differentiated and does something that their customers really love. And each
incremental step is a step forward.

FRCERIR:

SR, FIEXEMREE, RBKXHNE, MIERZE—RABELRFREN “XMF T . BB NS
@ifl (Newsletter), %E%HJ\T, 0 carilu.com, Lenny 85, HEARGER Lenny AIFHHRSAIEK? B
Lenny BEME—REEHR, AEEREZR, ENEEHE,

@78 Atlassian, Afl&ii: “M 1IZIEKE S Z—ERES.” BEL—RtBFREZ. P25, MHOIE
EIRREINALESE: FAHIEE. AR, ME8KAM SEO, KfrL, SEO BEREIMNHABE—MEHEFE, B
B SEM (BR3IZEH) . HRFNIARL 15% B 25% WARKBMERR, MERBREEZAIMTETKR
RUETH (ABM).

LMHmENERNSREKKERAWE, ERNE—EE. WEFIIE, USRS, R
L S ARFEMES S, ITE—1TERUN. ERFEEEENT M. S—FHBUHER R REH,

[00:30:16] [Lenny]
English:

This episode is brought to you by Coda. You've heard me talk about how Coda is the doc that brings it all
together and how can help your team run smoother and be more efficient. | know this firsthand because
Coda does that for me. | use Coda every day to wrangle my newsletter content calendar, my interview

notes for podcast, and to coordinate my sponsors.

More recently, | actually wrote a whole post on how Coda's product team operates, and within that post
they shared a dozen templates that they use internally to run their product team. Including managing the
roadmap, their OKR process, getting internal feedback, and essentially their whole product development
process is done within Coda.

If your team's work is spread out across different documents and spreadsheets and a stack of workflow
tools, that's why you need Coda. Coda puts data in one centralized location regardless of format,
eliminating roadblocks that can slow your team down. Coda allows your team to operate on the same
information and collaborate in one place. Take advantage of the special limited time offer just for
startups. Plan up today at Coda.io/lenny and get a $1,000 startup credit on your first statement. That's
Coda.io/lenny to sign up and get a startup credit of $1,000. Coda.io/lenny.

AR ERIE:



ZEITIEH Coda #Bfl. fRIFFKZXIEE] Coda B—RREER—VIBEE—ENXHEIR, CeFEIRMEET
REI. EeM. HBEYVIEAHS, EN Coda mENFKMRS. FHEXREA Coda KREEHKE Newsletter AA
Ah. #BEXHECURMNBEE,

&it, 57T —RXT Coda =mBEAMIMIMEENXE, MITEXROZET H/I TN ABEANERR, SFEE
BRLRE. OKRIMIE. IRENAEB/R IR, B LI~ mA L MIZE=EE Coda FFEmMAY,

MRERPHAATIEDBERRNIXE. BFREM—IETERITAD, BBAIREEE Coda, Coda EEiEEH
FE—, TIeRNUME, SERT AIaEie B #HERIFERS, Coda iL{RHHEIAE FHERNGEEER— A
e, MEBZIIHMEIATMREIALE: LENAIR Coda.io/lenny sHf, BEKIKEAIFAIS 1000 ETHIFIE!
NEIRINFE, Bl Coda.io/lenny,

[00:31:32] [Lenny]
English:

Say that you as a company are seeing word of mouth in some virality, and you want to think about
accelerating that, leaning into word of mouth. Obviously you want everyone to be talking about how
awesome you are sharing with their friends. Is there anything that you've seen as a good way to lean into
word of mouth and accelerate it?

AR ERIE:

RIE—RABRBLEE T —EORMRBRSIEE, BEMEX—I1E, #—FFAOE. B2, RFESTA
HERICIMBEZE, HORLAR. RERENI AT AR LR B HINERX O REEHE?

[00:31:49] [Carilu Dietrich]
English:

| think there's two or three things. One is really empowering the people in your company to be thought
leaders. So early days, Atlassian's founders were on all the developer boards. And in fact, | remember, we
were maybe 150 million or 200 million, and Scott Farquhar the CEO was still participating and going back
and forth in different dev forums when | was like, "I don't know, should we elevate your status? Should we

have evangelists and engineers that do this?"

And we did, right? And look, one of my clients now is Weights & Biases, the ML ops company helping lots
of different Al companies with their ML models. And they have really thoughtful technical people who
know more and write more on the blog and engage with their community. And that creates a word of
mouth, because they're providing both a product and concepts and learning. That's one of the HubSpot
secrets was all of their really thoughtful, helpful content, certifications for marketers.

So | think going back to summarize, word of mouth can be driven by thought leadership, which is hiring
the right people to really be deeply engaged as super experts. Having a really strong content strategy
that's either in communities that already exist, online communities, open source communities.

And then third | would say building your own community. So no one sells your product better than your
own happy customers. And if | go way back to the very beginning of my career, | worked on a marketing
team where | owned demand gen just for net new prospects, and a peer owned demand gen just for
existing customer upsell. And we would have different field events.

And the existing customer ones were smaller than if we'd invited the prospects and had more buzz. And
the prospect ones were very salesy. Whereas if we brought them together and you had customers talking
to each other and prospects listening, everyone had a better time.



So Atlassian, one of our secrets was this amazing user group community where we just paid for beer and
a pizza, and we'd facilitate local in-city leaders, and people would meet up and talk about our products,
and talk about development generally, and grow their careers and grow their network. So | think those
are the three. The right people, the right content, and the right communities.

FRCERIR:

HKIANNEFM=m. F—_RWMELRRTIMANBEMM (Thought leaders), TEFHA, Atlassian BIBIIRAEERTE
FREMAAEICIz L, BXL EFHIZE, HBAIMEIXER 1.51258 2 126, CEO Scott Farquhar HEZ M LIL
I EE51E, HEANTER: “BEAEZIEA—TRNEH? RIEF2ZILHE D T2IMRMuXL? ”

ERENALXAMT. &, RIMEN—NEF Weights & Biases (—ZF ML Ops A7), MIIERZIEEER
FERRAAR, #NEEELEREXEHSHKER, XEET A, EAMI AR~ TRERS
MFEIHIR XBZ HubSpot MIIRZ —: IRHEAERZ. BEMBIABTMEH W EHA RN,

BE—T, ORAESUTARER: 1. BEMSH, NEENTIRERESS5NBRER; 2. BRNAE
REG, RANMENTELAHKHFRMEX; 3. BIHCSHHEK, REALLHENES A B HEIRN~m. £
BRAEERR, RARTMIEEEFHTERER, MASHRTEZFIEW, FMIEDENREI, MR
BEERR, MER); IRVEBERF, EHEKRKE, BNREHNBE—E, LEZPEERR, BER
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Atlassian IR Z —AARIRARA P ALK, HMNIAAFEBEENIKG:, HYMBEHRTAMAR, KRBT
—El~m. Bk, RAK. FIUMEX=R HHA. MRS, HHHXK,

[00:34:11] [Lenny]
English:

As you were talking, | was reminded, | was just chatting with the founder of Gusto about their journey
early on. And he said that for the first 200 customers, he sat there with them running payroll, watching
how they react every step of the payroll process and how they feel at every moment. And that was a big
part of what helped them build the product that people actually continue using, and love, and stick with.
And if it wasn't in person, it was on a phone call. And it's like the epitome of doing things don't scale, just
like for hundreds of new customers watching them use your product. Pretty wild.

AR ERIE:

ORI IERS RS, FeNIFD Gusto BUBIIE AES b IR RERAZ. AT 200 MEF, R RLEMINIZLE
EMNBEIZR, URMMNES—NTTIBENRNMER, XEZPMIPTELILAZTEF. HEERANS®
RUREE, MMRAFEEENE, MBIRIE, XEER “MHLTEMEALNE" (Doing things that don't scale)
HEE—FEME/ LB M E P ERIRE~ m. KRIET .

[00:34:44] [Carilu Dietrich]
English:

| mean that's the secret. That's the secret sauce. And I've heard some early stage startup advisors say that
you should build processes that don't scale first. Because when you're in the super early stage seed A

under 10 million, you've really got to go deep at that stage.

And in fact, | see that that's one of the problems that companies experience as they get much bigger,
when product managers can't meet with customers, or they get limited customers, or maybe they can
only meet with a junior user, only the administrator, and not lots of the users. So that insight into the
daily struggles and experience of your customers, it's harder to get as you get bigger | think.



AR ERIE:

XREMIR, XMRIXOFTE. HITS—ERHEIRRIN, RN ZFTRILTEMRCEREZ. RN IRET
MFIE. A%, EUWIRT 1000 HRUEBZHAMERES, RATURN#HZE,

4

Lt, REANXZADEAGEBEINREAZ —: =REENFINEF, HERERIRIVHEF, HERGE
REWERAFNEER, MARIAEN—LAF. MEQRMET X, RNXTEF BERLMELENTEE
S TIFHREE,

[00:35:28] [Lenny]
English:

| want to drill into Atlassian. You've brought them up a couple times. You were at Atlassian for a long time.
You were there from early days of growth to IPO. And one of the most interesting elements of Atlassian

and something that comes up a lot on this podcast is product led growth.

And Atlassian | think is one of the most classic examples of a product led growth company. And from what
| understand, y'all waited a long time to hire your first salesperson. So my question is what did you learn
from that experience about when is the right time to start leaning into sales and hiring sales, and what
are the trade-offs of waiting longer or doing it earlier?

FROCERIR:
FHARNIED Atlassiano fREZEIT 14 JLR. fRTE Atlassian 5 7 R KES{E], MEHEK—EZI IPO,
Atlassian REBRITRZ—, WERFABEFLERIEDE, M2 “TokmEK” (PLG),

FIA7 Atlassian 2 PLG ABIREHNEFZ—. FEHRFAM, MIFTRATEIEE —RHEAR. PRI
REE, MBI, RFET HARMEA B ERRAHFEENBREENERNY? BRENFENNERM
A?

[00:36:04] [Carilu Dietrich]
English:

Atlassian was a super unique company at a super unique point in time, because the founders never took
outside money except for one late stage financing to buy out some early employees, to give some
liquidity. So we never had VCs or private equity that had a voting share that was significant, that could
overrule the founders.

So the founders were going through this experiment that turned out to be really successful, where they
took all the money they would've spent on a sales org and plowed it into engineering and product. I'm
going to pull up a slide here that tells the Atlassian story about the ratio of the sales and marketing to the

product and engineering.
R EE:

Atlassian B —ZHKAFIFEIRFRBRBNEERTHNQE. ENEIBAMNREIINEESE, RTEHNTHTH
RTEMAMETHITHI—IERRE FIURIMIMKRETREERREN. BEERIIBABNIEHAAZIR.

Eitt, SIRA#ITT —1ZERIERAIFEMIINELE: MIERZAEHEAR EMPMER, BMRAET IEM
o, BXBE—KLTH, HRT Atlassian X FHEEHETH 5~ mITEX HELFINHKE,

[00:36:46] [Lenny]



English:

Amazing. And by the way, check this out on YouTube if you're listening to this and check out this slide.
FEiE:

KETo IREH—T, SNRIFEFSIM, BILLE YouTube EEXKLIITFHo

[00:36:53] [Carilu Dietrich]
English:

So this is a representative sample of what we did in Atlassian's history, and what ratios still exist today,
even several years later. Where we spend way less on sales and marketing. Marketing spent less than
other marketers. And also we had almost no sales org, or a sales org that was really focused on renewals,
or now an assisting sales org that's focused more on enterprise. But relative to other companies, a much
smaller, much more efficient sales org. And we took all that money and put it into product. So here we're
spending two times, three times as many dollars in R&D as many other companies that we'd benchmark
against to make a product that really sold itself.

AR ERIE:

XE Atlassian [A5S2 LHUERN— T AKRMERE, BEERLFREHNSR, XMILAIKATE. RITERENEHEL
X HZETRET. EEXHEEMERARLD, MARITIFKEHEEAR, HEBRHFEEHARTEXTE
249, NEMNRE - LHEEEARXTIEIVRER, EENTFHMAR, BRINHEEARNEE )N HEXE
o HNNEETHHEMRNETmP. EXE, KNVH%L (R&D) RARBEATDNKEEE=F, BHY
BITE—MEAIERE "BRMEHE" B Mo

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

It's interesting. So I'm looking at the slide. And again if you're listening, check this on YouTube because
it's pretty crazy. This slide of bar chart of spend in sales and marketing and R&D, and Atlassian is the very
lowest amount of spend in sales and marketing, and the highest spend in product. And it's interesting
that it's from 2020, so it's not even in the early days. It's like still today basically.

AR ERIE:

REB, RETBEXKLITH. BIRE—TWAX, & YouTube &, XKXMIET . XKITKREERTTHEEHS
M&BIZH, Atlassian FESHEEHE LHXHEKR, MAEFmLENTHES. BBNEXE 2020 F89%KIE, Fr
UEERZRH, EXLIEHREXE,

[00:37:59] [Carilu Dietrich]
English:

Right. I'm going to close this down and keep telling you a little bit more about it. There's some unique
things that people can take now and incorporate. So the real strategy in sales, sales is the most expensive
vehicle, right? Expensive people that spend a lot of time. So the Atlassian model was to sell only to people
who were already customers really. If several people or a couple groups had purchased, we'd help them
with their renewals. And now in the later incarnations of our sales orgs at Atlassian, it helps a lot more
with larger enterprise companies who need enterprise deals, or does more cross-sell and upsell, but
doesn't really do prospecting. Net new prospecting is a really expensive way to get new customers.



So we see different trends coming now with companies, because almost no one can do pure product led
growth. Because your investors want to see accelerated growth, and most people believe that adding an
SDR or adding an AE will add a predictable amount of revenue. And so it's difficult because product led
growth and sales have to coexist.

But the whole transition in marketing that's happening to account-based marketing and intent-based
signals is trying to do some of what we were doing at Atlassian, only to engage salespeople with
customers that are actually likely to buy. And if you look at other hyper-growth companies, Airtable, Miro,
both of those | know from the inside have had strategies where the salespeople really only engage after
some threshold has been hit of number of users that have already been paying for the product on their
credit card. But sometimes it's a high number of 20, 40 people at an account have to be engaged before a
salesperson engages.

FRCERIR:

Rio BXREFELANTRBER, B ERGHNREARNEAIUEEN. HERRSBIEANTFER, HIE? HROA
A RBEARENIE, Atlassian WERAZREMELEREFANAEE. RV MAZHLVNEBEMET, KM
1449, 7% Atlassian HEHARNEIEZT, CEZEENFTELWLASENAREAT, REMEZHR
REHEMILN, EEHFEEM “4A%E" (Prospecting). S EMIVEERTF EREMEFN—MIEEBEH
H o

RERMNEBFRDLATARENES, FHANLF2E AEHMAEN PLG, RNRNKRAEBEZFIIMEEK,
MAZHABEIEINN—% SDR HEALRNAR) HAE (BFFRZIE) SHERATVNAIUN. FRILUXRME, EH
PLG MHEBIHTF,

BEREHEMEE ABM (BFKFANEH) MEMES (Intent-based signals) BYHE, HImMEEZHMIK
HETE Atlassian B9 RILHEAREZMBLEREEEWIERNER . IRFEHMSEEKNQE,
Ebgn Airtable #1 Miro, #EFFRAN, MAVRERZHEARRBEREENHE (FLINELHE 20, 40 THEFE
BERFNE) BEAEN N

[00:39:54] [Lenny]
English:

Based on that, what is it you recommend to founders these days that maybe are product led and just self-
service oriented. Do you kind of take this experience and wait as long as you can to hire your first
salesperson? | know it's very specific to the situation, but what kind of advice do you generally give?

FRCERIR:

BT, (RIERLETERE~mBE. UBBRSAENLIBABHARN? (REIBNMIEEXRERN,
RE]RERIIREE E —RHEND? HAEXEURATAKIER, BIR@EIGLT AR

[00:40:12] [Carilu Dietrich]
English:

You and | are both like Elena Verna who was just on your podcast earlier this month. Product led growth
depends so much on your product and your buying market. There's some buying markets that are less
likely to use salespeople, and you need to go in from the beginning. HR might be one, right? Whereas a lot
of the hyper-growth companies in the dev tool space can use product led growth because developers
both hate sales people, and really love to research themselves. So you see things taking off because
people engage and kind of self sell.



So | would recommend, get closer to their customers and read the signals. If your product is good
enough, the people can get time to value in a couple of days instead of weeks or months. You can have a
product led growth motion. If your product needs to be put in context, and customized, and assisted,
sales teams sometimes are expensive services arms to cover over product issues and help customers buy
it until it's fixed. Or if you're in a market where your buyer just really doesn't buy online with research and
a demo, then you need to have salespeople. But | would say try not to hire too fast and too far ahead in
sales and inside sales, because it seems like it's going to add revenue, but it actually is a huge cost and a

huge drain on the business if the product isn't getting that kind of resonance.
R EIE:

REEMRIAR A B RLEE iR B Y Elena Verna 9. PLG FERATREE LBURF RIS M E
9, BEMHAKRAEFAEE, MM—FTFEMFERE, LI HR N, MALXETEMENREERERA
SR LAER PLG, RAAFRERNRHE, XIEBERECSHR. FIUMRREEIFaRABREAZ5M B
IS TS o

FRAFREN, BEMEEFPHRIES. NRMN~mERYF, BFEELRAMAZ/VASR/LTBRRENE
(Time to value) , fRFLFILARA PLG 81, MR~ mEELE S LTX. ERILMEE, HEHANERS
LR SIH “BRSER) , AREESRREAEMEFAWE, BEFmE. NENRIFPAIENTE, EXR
RAETBIELARNETREE, BROTEHE, BHRIN, REFCEETHENAIMHE LBBFIXIR.
NiEgr], AANBERCEMBN, BINR~maE 5 EiRMHs, i bR BRI SHERE.

[00:41:47] [Lenny]
English:

| just had a conversation with the founder of Retool for this series that I'm working on, and he basically
found the same thing you found where they thought it could be a product led experience where you're
building internal tools using their product, but it turned out nobody really understood how to do it
themselves and it took a lot of handholding to make it work. So they became sales led from the
beginning, even though it feels like a tool that has a lot of potential to be product led and self-service.

AR ERIE:

TN T HIEEMEIRT %M Retool BIBIIE AIIE, A MAVERMIRRNER—E 1R IIXAILE
— 1 PLG 43, BRECAFRMEZANIA, BEERAMLKAEEESEABCHF, FTEAEN “FEF
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=

[00:42:11] [Carilu Dietrich]
English:

| think the other hybrid I'm starting to see is people who turn their SDR, sales development reps, into
sales engineers, researchers. So instead of having a salesperson who's like, "Would you like to have a
meeting with another salesperson?” The first touch for customers that are maybe kicking the tires or
trying a product led growth is a person who can help guide them on the path. And I like this hybrid nature
because basically it extends product led growth, but helps people in this case where you're talking, where
the product itself isn't so intuitive that you can get all the way to the buy itself.

AR ERIE:



BHABEBEINS —ESERZE, AMESDR BHEALRAR) BRTAHELRMIARTR. SHILHENR:
YRRMBZ—IHEFRE? ” , FULARLEIER “WE” R PLC NEFEMAE — eSS ERRRE
A, HENXMREAER, ENEXRRLEMRT PLG, BEMMRINBH=ZABEN. TixeEAFE
THENERT, ErEREER.

[00:42:51] [Lenny]

English:

It also sounds more fun to talk to a sales engineer than a salesperson.
FRCEIE:

mEMIBE TIZIMERITER LA HEM K EE B,

[00:42:56] [Carilu Dietrich]
English:

| know. | always wanted to be a sales engineer. | was a salesperson, and | crushed on the sales.
Engineering team who knew everything and could draw all the architectures.

FRCERIR:

HAE, H—ERLHETRRN, RER—2HE, ERIFERFHELEAN, ML, EELE
YR,

[00:43:03] [Lenny]
English:

Oh wow, | didn't know that. A couple more questions around this stuff. So you've worked with a lot of
different companies. And you kind of come in and help them figure out ways to grow faster, unlock
growth opportunities. What do you find often gets most in the way of making big changes to the way they
approach growth and approach different growth channels? And maybe on the flip side, what do you find
is most essential to making big changes at a company around how they think about growth?

FROCERIR:
MREE, FUABIAREX D, XTFXEXF/L MR, (RMRSFRNATGIEL, EEMBIREIERIEKNTS

%, BREERKNE. MMRIMBEZH AR T AMMIEKANMIEKRBEMBEARNRE? RIKGR, RIARE
BMERABEMERNBESXN, SZONBREHA?

[00:43:30] [Carilu Dietrich]
English:

The big growth levers are pretty consistent across companies. You start with one product, and you have a
couple choices on how the go-to-market works. Product leg growth or sales assisted. You get a little bit
bigger and you add an incremental product, or you start to add new segments. You're going to focus on a
vertical like finance, or you're going to go global, or you're going to add new sales channels like a partner

channel.



And what I've seen with the big growth levers is that it can't ever be an individual department's goal
without being a cross company strategy goal, if it's really going to make a difference.

So you've talked about it in your newsletter and on your podcast, but growth isn't just like a person in the
engineering team that hacks by themselves. It really has to be funded and thoughtfully constructed so
that there's the right content and experience, and product features, and virality features a customer to
continue to drive growth.

And similarly, lots of companies right now are trying to move upmarket because the economy has created
so much pressure in S&B that they're going to try to move to enterprise, or they've trying not to sell as
much just to tech companies because tech companies are under pressure and so they want to move to
different parts.

Sometimes the marketers get blamed or sales gets blamed, we don't have enough leads. But really it's a
company strategy problem where the company hasn't decided, "Hey, we're going to all move in this
direction and if we're going to sell the enterprise, marketing's going to bring in leads, products going to
have a roadmap, and some meaningful features to enterprise. The customer research is going to start
thinking about them. We're going to hire some customer support people who know how enterprises
work. We're going to hire some salespeople who sell differently to enterprises than S&B." The big growth
levers are strategy problems, not individual departmental problems.

AR ERIE:

FENERIIFEFRRARZEHLFE—H. MK—1FmFE, EFE—EATE (GTM) BISR: PLG
HEHEWE, HIRBAR—R, FIEMHFAH~m, HELMFAL TG, RARSETEITSHSFEEIE, N
HEMEIK, HEBMESFARFSHHEERE,

BURIE, MRXERRKITTFENELEER, ElETEXEENEINER, MOMEEQEE
B& B 7o

fRTE Newsletter M#EZFRWMIRT, ERAIBIEAMNER AT/ LER. EXMREREIFHEIFE
E, WMEREERNAS. K. ~mIEMRSIVEE, AT REIE K.

B, MERSARDNBERRASIHTHH (Upmarket) B, RALFEDILF/NEL (SMB) FizRMEM,
PRIt T8 EE R EIk4k (Enterprise) . EMNABRRAZLRKAT], EARARENBERA,

BENEHARHHEEARSIRIER “URAB . BXFLXZ—TABHERE: QABRERE “HiIE:
RERXNERBE o MRFENZLEERIE, ERBFREAER, "mBARLENMHMEWINE, FAHR
BEFEEEMN], RNERAECWSFENER, BAFESATET SMBHHEE, ANERKIITZ LR
&, MAERE—E0 ]8R,

[00:45:26] [Lenny]
English:

And what do you find needs to happen for that to change? Is that like CEO needs to be like, "Here's what
we're doing, everyone get on board," or something else?

FRCERIR:

ANBEREXMINREELRENA? BFE CEO RN “XMBRNEM, KREL" , EE27I09H
A?

[00:45:35] [Carilu Dietrich]



English:

| think it can come either way in the C-suite, right? So my job, | advise hypergrowth CEOs and CMOs of
companies, 30 million to 500 million. Often if I'm advising a 30 to 100 million company, the more junior
marketer with a CEO who's often a first time founder, who doesn't necessarily know if the marketer's
good or not. Hasn't done run marketing before, doesn't know if they should trust what the marketers
saying.

So often the marketer is saying," Hey, we're having problems because the company's not delivering on
this promise you want us to sell." And sometimes the CEO doesn't know if they can trust it, a judgment.
And so in that case, someone like me who's an advisor comes in and is like, "That's right, it's not a
marketing problem, it's company strategy problem. Let's have an offsite and build some OKRs where we

all go after enterprise and we win it together."

You'll see at bigger companies or when a new CMO comes in with more senior or seasoned, they'll have
the social capital to push back into the executive suite. Or a new head of engineering who will say, "Look,
| know you want to move ahead faster, but we actually have to catch up on this technical debt." And
they'll push back and get that strategic space that they need. So it can either come from the CEO or it can
come from the C-suite really coming together to solve those problems, instead of pushing them under the
rug.

AR ERIE:

HANESERYT, XMMANET L. HHNIERAEWRTE 3000 52 5 22iEHIAT CEO F CMO #Z{H&
o BE Y& 3000 HE 1 2RI ATN, SHATAREENRERRE, M CEO FERE Rk,
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FRULEHARAZERR: TR, FMBRRE T, HARERE RMIRLHAEHEHERAE.” B8 CEO R
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TEEANRF, HES—UERR. EEZEAFH CMO AN, iIIsEEBNHRAFTASERHEE. HE
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=iElo FRLL, XEERTLAKE CEO, HAJLIRESEREERASERBRNE, MASERTHEELER,

[00:47:01] [Lenny]
English:

You touched on this nuance that a lot of times, there's not a lot of trust between the marketing head and
the CEO. And I'm curious what you find helps build that trust.

AR ERIE:

{RIRE T — MA VAT : REHMEEHAITAM CEO ZEMRZE1E. HREBMEREIMH LB TFRILXHM
(E4=

[00:47:13] [Carilu Dietrich]
English:

There's a couple things that are really critical for senior marketers, and | actually have a blog coming up
based on a podcast I've recorded about why CMOs mostly get fired. And the issues are generally one, that

the CMO isn't focused enough on the revenue. So some CMOs get focused more on the pipeline or the



awareness, and the CEO doesn't feel like they really have a partner in driving the revenue. Or they don't
feel like the CMO really has a handle on what will drive the revenue.

Marketing's tough because it's a big spend category, and lots of the spend doesn't convert in quarter.

Some of it doesn't convert in year. Advertising campaigns, some take multiple quarters.

So it's really important for CMOs to have a handle on the metrics, a solid prediction of what growth levers
they can use, and to be able to talk in the terms of the CEO and the board.

And | think that that's the biggest gap that | generally see. And then of course, there's a whole bunch of
table stake stuff. They have to be running their business well. They have to be a good leader that people
want to work for. They have to hire a great team that elevates them and the company, they have to be
thoughtful and strategic about the market space that the company's in. They're not just working the
levers in the factory. They're thinking, "What new markets should we enter? What new growth areas
should we employ?" Like we just talked about. "What new companies should we acquire?" They also
need to be thinking ahead. And | think being good on metrics, good on strategy, and good on market
helps CMOs spar with CEOs in a way that builds trust.

FRCERIR:
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[00:49:00] [Lenny]
English:

It's interesting that you say, that blog post you titled Why Most CMOs Get Fired, and it connects with
something. Casey Winters noted, that most CPOs also get fired chief product officers. | forget the quote,
but it's something like, "The most you can help for is a couple swings at the bat before you get fired as a
CPO." Why do you think this is so common for these chief C-suite roles to startups to not work out?

FRCERIR:

RERRE, MBREREM (WHAKXSH CMO ZRER), XiLFBEE Casey Winters 122, K% CPO
(BFEFRE) taRkEE, RS TRIE, BAHE: “FhCPO, EFWEER, MRZREEER/LE
BRI, IRNAAT AR ABIRIXLE C-suite BRAIGNIL E i AR ELL?

[00:49:26] [Carilu Dietrich]

English:



They're incredibly hard jobs. The chief product officer and the chief marketing officer are both strategy
jobs with difficult to measure results because some of them are direct and some of them are indirect. And
| think both of them get swept up when a company's not performing well too. If company's not
performing well, you can kind of swap out the head of product, and the next one will be more strategic
and deliver faster.

And in fact, I've worked in one of the roles, the CFO was really after my chief product officer, and
ultimately got him fired because he wanted to move everything offshore, and develop faster, and he
didn't want to re-platform, and he didn't want to deal with the technical debt. And the CFO was sure that
it was the CPO's fault, and then they got rid of the CPO, and the CFO tried his plan and it didn't work. And

then you bring someone in who's like, "No, that guy had the right plane."

So both of them are tough jobs. And they require a high bar of excellence, a high connection of trust, and
then | think just endurance to keep going and find the next role where you're really a fit and the company
really has momentum.

FRCERIR:
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[00:50:36] [Lenny]
English:

It also reminds me, | was just talking to, | think it was Canva. Where their first engineering hire is now their
CTO still, and their first marketing hire is their CMO still. So it does work out on occasion.

FROCERIR:

XL EAEE, FRIF Canva B, ITHNE-—LFLREITMARERE CTO, F—REHERTIELER CMO,
FRABRESERFLE .

[00:50:48] [Carilu Dietrich]
English:

It works out on occasion. And in fact, I've been playing around with a 10 part series about those CMOs in
the CMO world, because there's about 10 to 15 CMOs who have started when it's really small and grown
all the way. And they're the ones we really want to learn from. And | know a lot of them and really admire
their work, and have learned so much.

FROCERIR:

BREMYM. FELE, HF—EHEHR-IPXTEHRXLE CMO B 10 £R5, RANALE 10 F 15 CMO 2
MABRNEIIAF BRI AR, A ZRNEEBRFEINHNR. FINREFHRZ A, IEBRMEMAA]
BIfE, BFEETRS.



[00:51:09] [Lenny]
English:

You should absolutely do that. That sounds very cool. You talked about how you work with companies
from 30 million to 500 million. What is it about that stage that's unique, and what happens after 500
million, and what's the difference before say 30 million? | know it's not an exact number, but how do you
think about that range?

FRCERIR:

REIROZMBRT RS, ITERRE. MREIRESERNARETE 3000 525 22ZiE. XTMBEEFAIREZ
? 5ZZEEREMFA? 3000 HZRIXBEFAFRRE? HANEXFZ2MeWHT, BRENAEFZIMEXIE
AY?

[00:51:24] [Carilu Dietrich]
English:

No, it's not an exact number. My bottom number is because there's this early stage of product market fit
where the founder and the company are trying to figure out who their real ideal customer profile is, and
can they sell to them consistently?

I've worked for some early stage startups where we've tried lots of different things, but they're not
repeatable. You can't scale it. "This product works for this. This product works for this too and it works for
this," but those are all kind of unique cases studies. And so my skill is in helping people scale.

And so if they've already found product market fit and they've gotten some funding or they're
bootstrapped, but have enough funding to really be trying to build out marketing in a marketing team,
that's when | know what each stage looks like. So | know what $30 million great teams look like, and 50
million, and 100, and 150 million, 200 million. My ride at Atlassian was from about 100 to 500.

And then over 500, the act of going public, being an early stage public company, | know what that all
looks like. And then beyond that, there's public company consultants | think more, that do more specific
things. | more help the CMO and CEO structure for the next stage of growth, because they're going
through it so fast, they haven't hired someone yet who's already seen.

FRCERIR:

B8, XRRMEHRETF. RIENTRERNE 3000 5zF, BELAFIHK “FommpRex" (PMF) 8
SHIMEL, BIBANMABRERZFEA BEEMEREFRESR (ICP), UKNEE/EIFEAMITHEE,

KB H—LRHIEABIE, BMNESATRZAEANERA, BENFUEE, TENEL. b “X1 = m
XN ER, WBMBER” , BXLEHBIMLIHERL. MENETKIEEANFEL,
FrLL, WRMIIBELIRET PMF, KRBT —LRZAXELBLER (Bootstrapped) BEREBMNEERELE

HEPA, BREBENTNBEER, FIES MM AR 3000 A, 5000 A. 112, 2 {ZMERRFHIAEK
HakE, RIE Atlassian WEFHEM 1123 5 12

B 512fkE, Hhth. RARRLEHTAR, HBTHEXE, BEE, ESELHARMAEMERENSE,
HEZZHE) CMO 1 CEO N T—MERBVIE KM, EAMITMERIRT, EEREREFRLE "It
H A

[00:52:51] [Lenny]



English:

Got it. One very nuanced question | want to ask you is about bundling. So there's HipChat and Slack kind
of ate their lunch, not necessarily through bundling, but there's Slack. And then Slack, | don't know if it's
true, but it feels like Microsoft Teams is eating their lunch with bundling. And I'm curious, what do you
think of bundling as a strategy to win long-term? And also, how do you compete against say, a Microsoft
that may one day bundle your product for free, and you might be in big trouble?

FRCERIR:

BAE7T. HER— M EEERWHIEE, XF “BEEE” (Bundling). HipChat # Slack 8 TR, F—E=
Y8, BINTE Slack AFIEH Microsoft Teams BT IMHPHEIREE R, HBBHE, RIAIERHEYIHEE
TERKERFAREAVERES? LEoh, MAISHIXENELTS? NRE—XMITIBIRINF MR BIRSHE, (RasE
PR T o

[00:53:22] [Carilu Dietrich]
English:

| think it's two separate questions, so let me take them separately. The first is, what do | think about
bundling? So small and medium-sized companies will go from being a single product company to a multi-
product company in order to progress. Because you need a diversified financial model, because you need
to be able to sell new products into your customer base who should already be friendly to you if they like
your products. And because you need to really expand your total addressable market to get to be $1
billion or $2 billion company. But | believe in bundling is a growth strategy.

Specifically for product led growth companies, bundling is not a great land strategy. So at Atlassian, we
had a number of products and experimented with different bundled lands. And it really slowed down the
product led growth motion. So we ended up going back to land with a single product, high velocity, single
person uses it quickly starts to get value, and then come in with other things.

So from that perspective, product led growth bundling is not very effective. Bundling for a sales led
motion is pretty effective when you're at the right stage of growth.

And then as far as the question of competing against Microsoft, there's these two parts of the
philosophies. A best of breed and an all in one. An Oracle was an all in one, and Microsoft is an all in one.
You can buy all the things and your CFO can get a discount by spending a whole bunch of money on a

bunch of things. But in the all-in one, some of the pieces aren't as good as the best of breed.

And so Slack for a long time was the best of breed. People were willing to pay more because they thought
it was markedly better than the other instant messaging options.

But there's shifts between best of breed and all in one in economic wins. So right now, CFOs are putting
the squeeze. Is Slack really that much better than Microsoft if the Microsoft one is free with all of our other
purchases? It's tough. It's tough to go head-to-head with a powerful, big investing, all-in-one competitor.
The only way to win is to be the best and have a product that's so much better, that it's worth the extra

money.
FRSCERIF:

EXEMMRILNFEE, HOFEE. 8%, XTRHEE: IRQABNTHSY, SKNE—FRAEERS
Fmas. AANMTEEZTUNMSEE, FEREKIARMTMNERZFHERm, UFEEY KEAFuthg
(TAM) LARE/ 101288 20 ZREMQE]. FRLIRARGIRSMHE B — Mg KRR,



BEAKE PLG AT, MHPHEHTE—NIFR “UIN” (Land) |RB&, 7E Atlassian, 1= AR
N, BERRRBET PLGBIE L, FIUBRMRXMOETRE—~RVANER: SFE. BAEH. RER
m, ARBIINEM~m.

FRUMRANAESR, PLCHIEHHERKER. M FHEER (Sales-led) HIEI, EEEREKMER,
HHEIFEE.

ETREMUORE, XFRMHEE: “REHLHS” (Bestofbreed) M “2BEER” (All-in-one)o BEX
MR 2 ER. (RAIUEXTERA, CFO RN AMERWRGHIN. BESEEETR, REAN
BEAN “REAE" BRI

Slack KEALIRFZE “REAE” BT AMIBENEZH, AANRSCHENTHMBE @I,

BEZFRENE, XFam “2ER" Mfl. WE CFO (EWERZ: MRMIRHNTAREMRNE %
%, Slack ERNEFHNFIMEBAZHEIT? 5S—MIASHE. 25 RANSEENFEEREFERE, M
—HIRMEZ EFEMEIRE, L RFELER RS EREER.

[00:55:37] [Lenny]
English:

Interesting. So essentially in a tough environment, bundling is most effective almost. And then this other
interesting point about [inaudible 00:55:47], you want to stay focused on one specific pain point. What is
it that Atlassian tried to do that they tried to pitch all your planning products in one suite? Is that kind of

what we-
FRSCERIF:

REM, FAUAREEREIFET, HHPHE/LFERRERE. Z—MEBIMRE, MEZTET—IMHEN
s Atlassian SRR IAIEFIE NN RIEA— N EHRIERID?

[00:55:59] [Carilu Dietrich]
English:

Well, Jira was the issue tracking. And then we also had Confluence, which was the Wiki page. So let's say
there was a business bundle that could have been HipChat, Confluence and Jira. Or there were developer
combinations that could have been Jira, Bitbucket, and maybe Confluence too for an engineering team.

Basically, if you have to evaluate multiple products to purchase something, it's not a fast and easy online
self-service buy. Because you're like, "Do | need all three products? Can | break them apart? Do they all
work? Are each of them best of breed?" Whereas if you're like, "I need issue tracking, I'm going to buy Jira,
this looks good. I've tried it out, I'm ready to go." That can happen in seven days. Whereas if you add in
multiple products, it takes more days and just leads to fewer conversions.

FRCERIR:

=M, Jira 2R]@IEER, Confluence 2HEETIH., BRIEE— TS EEE HipChat. Confluence
Jira; EH M ITIZFAPARY Jira. Bitbucket 1 Confluence A&,

B L, MRREBRINFETEZS T m, BAE—TREGENELEMMBIT. RAMRIE: “HE
MEEX=1E? BIFFAXLE? ENHEFAN? S— 1 HEMANE? ” MNRMFRARE: “HEREFE
BR, HEX Jira, XPNEERFE, HALT, THE” XAEE 7T RKATH. —BENMAZNTm, REKREEH
SHK, BURMI TR



[00:56:52] [Lenny]
English:

That makes absolute sense. | can see someone thinking the complete opposite and then now realizing
how we see. | see why this isn't working.

FROCERIR:
XTERFE, REBKREASIBIAMIAANZRLG, WEARAANTATRE,

[00:56:58] [Carilu Dietrich]
English:

You should always test it. Right? | mean, the secret to product led growth is can you test it? And so we
tested everything. We tried bundles. We didn't try bundles. We tried different things in the bundles. We
tried different days. Data led insights are better than anything any pundits would say on a podcast.

FRCERIR:

RN ZXIE AR, WIE? PLG WMRIMEN X, TR T —1): 2RI, F2HEG, ZREHEEN
FRALE, ZHARERIEE, HERDFFRERERTEEEBRAEHER,

[00:57:17] [Lenny]

English:

Amazing. Well with that, we've reached our very exciting lightning round. Are you ready?
FRCERIE:

KiET. BBA, BITENTEBLSAKENRNBRERT, HEFFTIE?

[00:57:22] [Carilu Dietrich]
English:

I'm ready.

FRCERIR:

HEEET,

[00:57:23] [Lenny]

English:

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

8. MMERARERSHNR=RBEMFA?

[00:57:28] [Carilu Dietrich]



English:

The number one book is a life book called Tao Te Ching, the Stephen Mitchell translation. And the Tao Te
Ching is a philosophy about the flow of life. And I love it. I've carried the Pocket Guide with me for 25

years.

The second one is business focused. Never Split the Difference, which is a great book about negotiating
written by a former CIA hostage negotiator, which also helps me with negotiations at work and with my
children. So that's a great book.

FRCERIR:

F—ARBXRFAENS, I (EEL) (Tao Te Ching) , FH#EFF Stephen Mitchell B9iFAR, ER—FMXTFEdm
MENEF, HIEEENE, MEBEFTENONERMBEE 2557,

FIABXTFHLH, (EF%KIE) (Never Split the Difference) s XZ2—AHHI FBI ARIKFIZTREHXTFi%
HIBIRME, ERMXELERERIXY, EXNNRNEFRHBRER. B RENF.

[00:57:58] [Lenny]
English:

Actually, I've been trying to read that book on audio. What's something you've taken away from me?
Because the stories are so interesting and I'm always like, "What should | actually do in my day-to-day
life?" What stuck with you?

FRCERIR:

Efrt, H—EHERXEBNEMR. (MMFRETHABRL? AAEENRELEET, EREE]: &
AEEERRIRZEAM? ” T AILRENRRR?

[00:58:08] [Carilu Dietrich]
English:

It's kind of the obvious thing that | wasn't good at. It's that you just really want to put yourself so deeply
in the shoes of the other person, that you can figure out what make the win for both of you, right?
Basically he says, "You can't win the negotiation by strong arming what you want. You really get to get to
a win-win," which is probably every negotiation book ever. But he texturizes it so much. So | just felt like |
was really able to... In my last office, we moved last year. | actually had the CliffNotes of his book printed
out and posted on my wall because he had a series of questions to help you get deeper and deeper into
the mindset behind people.

And connected, but not connected the book How To Win Friends and Influence People, that's the 1932
bestseller, is basically that. People don't want to hear about you. They want you to be thinking about
them. And then you can make friends with them, or you can negotiate with them, or you can get your
hostage back.

FRCERIR:

BEHRUAMAMERN—R: (RENFTERERUTE, FRBMHARILNGHR. BE LMK “MRTEEsER
TERBMMEENFRARRFRA, MUTUEARNR.” XA SRR BRI, EtERFIEERE. &
HHBDRE (HNEERRT), REEBXABNELITENLRWEEE L, RAthBE—RTRBEEHEIRRAN
g :SOpa]: VSN



TE—HRBXNPE (AMEMTE=R) (How To Win Friends and Influence People) , #F2 1932 EANHEE, %
DEE: ANARBIFRNE, MIHEREERMIINSE, XEMHMERDIMAL, HETHRIXH, HEKEIRN
NG

[00:59:08] [Lenny]
English:

| read How to Win Friends and Influence People when | was very young. And specifically, the chapters
about there's no better sound in the world to someone than their name. Carilu.

FRSCERIE:
REERINHIT (AMMNEE). BB —5: W—MARY, R ISFINESESTFHESNEF,

Cariluo

[00:59:19] [Carilu Dietrich]
English:

It's true. Thank you. You said it correctly.
R EE:

=EN. H, MRFRE

[00:59:22] [Lenny]

English:

Okay, moving on. Favorite recent movie or TV show?
FEiE:

YFRY, W4, mTREWNAIEREEBENTE?

[00:59:26] [Carilu Dietrich]
English:

My favorite movie is Everything Everywhere All at Once. It's basically a sci-fi about all the different ways
your life could turn out if you made different choices. And it was really a mind bender that made me think
about all the different ways tiny decisions have changed my life, but then also an appreciation for the life
that you have. At the end, it doesn't ruin the story, but she has this love of what she has, even though it's
not as good or as different as some of the other options.

FR3ZERIE:
BREVNNBETZE (BELFH) (Everything Everywhere All at Once), EE A LR—HRLA, #Hk 70
RIMMBERENNERE, MNEEREZOMOE, CIEBRER, tERBERUREWNANRETENEE, B

R RBNBEMENEE. 2R (FRE), MuMENeEAHRTE, RECTERIEMERIAS
EHTEL



[00:59:26] [Lenny]

English:

[ love it.
FRaCERIE
BREWXERER

[00:59:58] [Carilu Dietrich]
English:

So | bought this poster. | don't think you can see it on the bath, but it says, "Gratitude turns what we have
into enough."

FRSCERIE:
FRIUERE TXKEIR, (RAgeERE, LEESE: “REELIENTEES.”

[01:00:07] [Lenny]
English:

Very Buddhist.
FRCERIR:

FEEER

[01:00:08] [Carilu Dietrich]
English:

| like it. Read the Tao Te Ching.

FROCERIR:
HERIMED, AR (BfEL) B,

[01:00:10] [Lenny]
English:

Not a Post-it, but art. Another teaching from Carilu. | think this needs to be a second newsletter of yours.
Life advice.

FRSCEIE:
AEEFNE, MEZ AR, Carilu IX—#UE, HISXNIZEAIIREIE D Newsletter: AEREIN.

[01:00:20] [Carilu Dietrich]
English:

Which is funny. I've been thinking about that one. It would be called The Tao of Hypergrowth.



FRZERIE:

BE®R, BAXERD. el (FFIEKZE) (The Tao of Hypergrowth),

[01:00:25] [Lenny]
English:

Oh my God. I love that.

R EE:

K, HRERZNEFT o

[01:00:26] [Carilu Dietrich]
English:

And actually, | was thinking about doing it and taking actual clips from the Tao Te Ching, and doing
textural analysis about how it applies to our. I've been thinking about this actual podcast for a while
because | used to want to do the... | mean blog, the Tao of Parenthood. Because basically parenting, you
try to control and fix all the things you didn't do right in your life. But actually, it's the act of providing
freedom that lets them go out and explore and then come back to your way of being. So, | don't know.
The Tao Te Ching, | love it.

FROCERIR:

Ifr L, HEEISIA (BEE) NRX, HHITXES, FEREENARATRINNME, ZEBIET—1
@& (B)LZE) (The Tao of Parenthood) . ENEJ LA LRIRIAEIEFIFHEEB S AEFLHBHINE,
BsSfr L, REBBILAIERER, ARERIEABRK, F2HW. 22, (ERE), RENRETE.

[01:00:58] [Lenny]

English:

| see so many opportunities. You got to stop what you're doing. Just write all these things.
R EE:

BREITRAZNR, MEETFERNS, EXLEEHE TR,

[01:01:02] [Carilu Dietrich]

English:

| know. But | love the hypergrowth customers, clients.
R EE:

BAE, ERAEBLESREKNEFT,

[01:01:06] [Lenny]

English:



All right. Next question. What is a favorite interview question that you like to ask?
FEiE:

FH, T—F. FEREREMNEHIARBEZTA?

[01:01:11] [Carilu Dietrich]
English:

So this is a little heavy, but it actually is my favorite. It's, "How many people have you fired? And tell me
about each of the experiences." So the reason | ask this question is because generally, I'm managing
teams of managers. And generally, | need people who have managed many people for a longer period of
time. Or even if they're junior managers, how long and how many people they've managed is indicated
by how many people they've fired. Because if you've never fired anyone, then you haven't managed very

many people for very long, unfortunately.

Firing people is the hardest part of a leader's career. So how they talk about it, their compassion, and
their need to drive the business, and the circumstances, "Was it layoffs? How did that work? Did you have
to performance manage someone out? How did it work? Did you just have to restructure the team
because of business goals? How did it work?" Gives you a lot of insight into their experience and their
humanity in a way that they're not prepared for. So you really get the real story, and get a sense for what
they would be like as a leader under a lot of pressure and difficult situations.

FRSCERIF:

XMNEFAEEE, ERELIEREENMN, B2 “MREIZDVAN? BEFRRE—INEFR.” KX MERE
HAZE, REEEEE “RIEANZE , REEMLEKPAEEIRZ ANA. BMESVRIE, MI1EETS
A, BETZODA, BFETLEIMITREDS S D AFRET, BNNRBIRMKREBERIERMA, TS, WA
REEMAERBS, RiagthRagK,

BEATEMSERIEETSEMZD, BEIMIINEIRIEXEE. tiNEBEO. MITERENSAIEK I
KLEIER (BEAMD? EAREN? BHNEEMNED? SIS EERSHMEANLE? ), RAILURNT f#h
INARERIMAM, MXESMIITERENESN, MEERFIELHKRE, HRZEMMIIEEREHMEMEEE

SR ERNMSE,

[01:02:17] [Lenny]
English:

I've never heard that one before and | love it. Reminds me of a episode with Matt Mochary where we talk
about how to lay people off really successfully and elegantly.

FRCERIR:
BUBTMRITE XN, HAEWRT . XiLFAEM Matt Mochary BIBR—E&, FRATELI MNEIATH B A EE

[01:02:26] [Carilu Dietrich]
English:
It's a hard.

AR ERIE:



X1R Mo

[01:02:27] [Lenny]

English:

Yeah. Next question. What's a favorite product that you've recently discovered that you love?
R EE:

. T—F, MREAMHEZEN~mETA?

[01:02:34] [Carilu Dietrich]
English:

So | follow my favorite products to the companies that | advise. | love 1Password. I've got my 85-year-old

grandfather and all of my family and friends set up on it. | love the cross-platform nature.

| love Miro and whiteboards. | joined Productboard because of this cross-company alignment and views
into what's coming up on the roadmap, which is really the most important thing for the company.
Momentum, as we talked about, having a great product and a great product strategy.

And then I'm dabbling in all the Al things. | want to be excellent in Al visualization and art. I'm
experimenting with Midjourney, but still kind of flailing. I've hired my 13-year old as my strategic advisor.
And yeah, I'd love to work for OpenAl and ChatGPT. It's really interesting.

FRCERIR:

SEBREREENTRESHALRE, HE 1Password, FitF 85 FHVHRXUNMENFERIBALTE. &
ENEHBTaFE.

F}ZE Miro fIEBIBAMR. FHIAN Productboard REAERUALMEATN—EM, HELRR~mEEE, X3t
FRABNBEEXREE,

te5h, FJAWIETIEFAERY Al Gudl. FABTE A ARNEARLEMFHE. HIEFEZI Midjourney, BIEERE
o FEE T 13 ¥R FEEFRIABSHR, 289, IR OpenAl # ChatGPT T{F, ARERREH,

[01:03:23] [Lenny]
English:

What's something relatively minor that you've changed in the way a product is built or just the company
operates, that has led to tremendous impact on their ability to execute?

FRCERIR:
ErmiRRAREEAR L, RS ABNHIMERRITHFEE R MAIRE?

[01:03:33] [Carilu Dietrich]
English:

On the product side, one of the concepts that | really like is the Amazon concept around writing the press

release at the beginning of a product ideation. So one of the issues between marketing and product is the



product will work so hard on something, and there'll be lots of different features, that it won't really be a
theme that the marketing team can talk about. And then someone hands it to marketing and says, "Make
this marketable." One of my mentors had this comment, "It's a bag of doorknobs." What do | do with this
bag of doorknobs? Who wants to buy a bag of doorknobs? They want to buy the door and the concept.

So | like this idea of writing a press release. Start with the end in mind, and then negotiate. Is this good
enough? Will this really resonate? Or is this really what we're trying to build? Or is this really the outcome
we're trying to get with the product? So I've heard about Amazon do it. We experimented with it at Classy.
I haven't done it at mass scale, but | love the concept.

AR ERIE:

FEmAHE, REFERLSHH—METR: T‘f*nnff’luzmﬁjﬁf?? “$riEf8” (Press Release), &M
ZEN—MERR#EZE, FREPAFEEFLTREZIE, BEE— 1 EHEANITUEREEFNEDR, RAEEA
BARANMALERER: “PBebE” BN—MISIHG Ty “ zzmIE%” o MEX—RIHEFHETW? &
BE—LRNHBF? AMTEZME TSGR,

FRURENREHMERX N ES. UENIE, ARHITHEE. XEBFH? BVEESEHEE? XENERITE
ERARAG? XENZRITEENT@mERT? HIFRTISHIXAMB, FHE Classy B=iHT, FiEEK
MR T, ERIFEINEX MR,

[01:04:31] [Lenny]
English:

Final question. | know you're a meditator. We've talked a little bit about your Buddhist nature. What's one
tip for people that have been trying to meditate and just can't make it happen? What's your one tip for
helping people meditate more often?

FRCERIR:

Ra— A, FAEMGKIER, HMTBISMERFTTEEEN—EH. N TREIHERAN—ETEEN
RSN, RERARIN? MEEBAEMEELR?

[01:04:44] [Carilu Dietrich]
English:

So I'm a cheater because | was groomed to meditate. | don't remember how early, but | remember that
the first meditations my mom had me listen to was a rainbow butterfly as we fell asleep when | was in
kindergarten.

So I've been meditating my whole life, with mixed success. And the real secret is just that there's no right
way, that there's no wrong way. That it's just making the time to be present, and breathe, and sense, and
be here now.

And so | use guided meditations mostly, because I'm not the best at quieting my own mind. I'm thrifty. So
| use some free meditations. | use Tara Brach, who's a great meditator, who has short and long concept
meditations.

And | like this old one called Meditation Oasis, which actually isn't in publishing anymore, but it's still a
podcast. And | re-listen to all theirs over and over. So stick with it is the secret to meditation, and any
benefits you get from being present in meditation, hopefully carry over to be being present in life.

AR ERIE:



AXATEFER FE , BABRMIBRBIERER, RFEFAEKSZSE, BRICFH)LE, HIBEILIHA
£ UK RN,

FRAF—2E FEERER, MRFRT, BENNRE . ERLEERIIFIRNGE, EREERELLE S
TEHT, Wk BA, H Iz #EE,

HREEEASITAER, RARTMERKILECHARKE TR, HRTQ, FIUA—EREBEFRR. FKiHEE Tara
Brach, i@ —(IFANERRIN, BREF—HNEAER,

RIEER— M (Meditation Oasis) WETHE, BACFBENT, BESEE. RAREN. MU, BHT
EHRREHOMR. (MERBTREN SHELT W30, HEAEMEIIEEER,

[01:05:51] [Lenny]
English:

My whole body just relaxed as you were talking through all that. So you have a skill. Carilu, this was
amazing. We learned how to grow products, how to live better lives, how to become more mindful. Two
final questions. Where can folks find you online if they want to learn more, reach out? And/or how can
listeners be useful to you?

FRCERIR:

IR iEEY, HEeFEBIAT . (RAEE—E, Carilu, XEATEARET . BNZEITIMEMEK~ M. WOfFEIE
AR, MAERERLER. REM MR- MRAKETRESHEKRIR, TUEMERIR? Uk, 7
RAT A A RER (A A EEBA?

[01:06:09] [Carilu Dietrich]
English:

Follow me on LinkedIn, or | have a new blog carilu.com on Substack. Thanks to Lenny for the inspiration.
And | still have one more advisory slot open, and I'd love to work with more Al companies. | just joined
Weights & Biases in the ML op space. But if you know of other great scale up Al companies, I'd love to help
junior marketing executives or first time founders see what the next stage of growth looks like and get
there.

AR ERIE:

AJLATE LinkedIn £EX7FF, SEIHINIKE Substack ERIFTTER carilu.com, Bt Lenny IRIHHIR X, FKEFI
BE—1NEHEE, RRBS5EZH A 2FE1F. ENMMAT ML Ops UEHY Weights & Biases, SIRIREIE

HMAFR. STFHRLMERR Al 28], HRRFIEFZBANOIEEEDEXVR LI AT F—Hi
UG K HIERL B Ao

[01:06:39] [Lenny]

English:

Amazing. And again, if they are interested in that, how do they reach out to you?
R EE:

KIFTo SNRMANVRAER, ZINAERRIR?



[01:06:43] [Carilu Dietrich]
English:

On LinkedIn or through carilu.com.
R EE:

81T LinkedIn 2#& carilu.coms.

[01:06:47] [Lenny]

English:

Amazing. Carilu, thank you again so much for making time and for being here.
HRCERIE:

KT o Carilu, BERRGHMRHHETEIREXE,

[01:06:50] [Carilu Dietrich]
English:

Thanks for having me, Lenny.

R EiE:

BHEHRAYESE, Lennyo

[01:06:51] [Lenny]
English:

Bye everyone.

A EiE:

AKRB Lo

[01:06:51] [Carilu Dietrich]
English:

Bye.

FREiE:

Bl

[01:06:55] [Lenny]
English:

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



review, as that really helps other listeners find the podcast. You can find all past episodes or learn more

about the show at lennyspodcast.com. See you in the next episode.
R EIE:

EE RGP EHURT, MNREDRFAATEENE, BILUTE Apple Podcasts. Spotify SiEEIRBVIBE N AT
o b4, BEERALENTIIETITIL, XERAMEDEMARLEALER., BoIUE
lennyspodcast.com #EIFIEFHTTER THRELZES. THTEBML.



