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[00:00:00] [Chris Miller]
English:

... The actual really small initial growth team. We really had an aggressive mentality, an aggressive
approach, and what that looked like was at the time, a very small percentage of, | think HubSpot's
subscription revenue would be described as self-service, so we approached the team who owned it and
we were like, "Are you all working on this?" They were like, "Nah, we're working on a bunch of other
stuff." We were like, "Can we take this?" They were like, "Sure, if you want it." And so, we took it and
immediately blew it up, and so that attitude of saying that every problem is our problem and radical
accountability and ownership mentality helped us find opportunities that maybe the business wasn't
explicitly asking us to solve, but we were able to triangulate why it might be important for the business
for us to solve it. When you do that, we look hungry, so let's keep feeding us, right?

FRZERIE:

------ BREAMRIFE NIEKE. FAEIBOSMG AR B#H, BEKiR, HBY HubSpot BIITEIW
ANFPRERN—E DTS “BBIERS” (self-service)o FREAVKEIARI—RAEAR: “IRITER
XAE? 7 MR 9%, ROVETEREHHIRER.” FRIIXE): “BPEERLZKINAZTE? ~ MilEZ:
‘YA, MRMBBREREERL” FTERMEFT, AUELEEMTBAVER, Bt FraREEBeH
MR BSE, UNRRENRZEHMEASTIR, BERNTAI T LA SR sEH 2B PR ERIA
AR, BHENEBEIZSH D, ESEATABRILERNTXNQBTEXREE., SMXFH, AF
IRFRNVRE “NERE" , FIUMSTEAIRIIRIRESZRIES, WIE?

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

Welcome to Lenny's Podcast, where | interview world-class product leaders and growth experts to learn
from their hard win experiences building and growing today's most successful products. Today, my guest
is Chris Miller. Chris is VP of product for growth and Al at HubSpot. Chris started as an ICPM at HubSpot
where he helped create their early growth team and as you'll hear, shifted HubSpot towards one of the
most successful product-led growth businesses in history. Seven years later, he leads both their growth

and Al teams and advises founders on product-like growth and growth strategy in general.

AR ERIE:



SR E Lenny IR, EXE, HReaRPHALNRMASEMEKER, MUIIBEEIEKYSREINT
MR FERIGTHS, SRMNERR Chris Miller, Chris 2 HubSpot ARt KM A TR (Al) HWEREIE
o Chris RIIZU—R IC (PATBE) FREILENSHMAN HubSpot B9, 7EAREMiNEIEIET FHARNE K
ARk, EWMPRIFIFEIY, fthiER) HubSpot HEAHE ERMIMNF Mg (PLG) flkz—, tFG, ft
EIBT RS E LKA Al FIBA, FHABIEARMERXTF = RIRaE KM EEIE K RIRANEIN.

[00:01:20] [Lenny]
English:

In our wide-ranging conversation, we cover what it takes to become a successful product leader in tech,
what skills the most successful PMs need to build, how to find mentors, why you need to scrape your
knees as an early PM. Also, a lot of great stories and insights about what HubSpot figured out about
growth across content, sales product, market segments, and growth loops. | so enjoyed this conversation
and we could have gone for another hour if | didn't cut myself off, and so I'm really excited for you to
listen to this conversation. With that, | bring you Chris Miller after a short word from our sponsors.

AR ERIE:

FEBAN 2% H, BRI TRARRTI RN RMSEMENER. REIHN PM BEEFHLER
BE. WA, URNHAENIE PMIREE “ERRERR" (ZHEK). tbIh, EEIFZXTF HubSpot
TERA. HEFR. AoHHIEKEF (growth loops) HEMEEHMEM MR, RIEEZZXORME, W
RRBERITITH, EMEEBI—NNE, KRIEEHFARERIXEXE ERERBENEENESE,
T PEIEH Chris Millers

[00:01:54] [Lenny]
English:

This episode is brought to you by Vanta, helping you streamline your security compliance to accelerate
your growth. Thousands of fast-growing companies like Gusto, Comm, Quora, and Modern Treasury trust
Vanta to help build, scale, manage, and demonstrate their security and compliance programs and get
ready for audits in weeks, not months. By offering the most in-demand security and privacy frameworks
such as SOC 2, ISO 27001, GDPR, HIPAA, and many more. Vanta helps companies obtain the reports they
need to accelerate growth, build efficient compliance processes, mitigate risks to their businesses, and
build trust with external stakeholders. Over 5,000 fast-growing companies use Vanta to automate up to
90% of the work involved with SOC 2 and these other frameworks. For a limited time Lenny's podcast
listeners get $1,000 off Vanta. Go to vanta.com/lenny, that's V-A-N-T-A.com/lenny to learn more and to
claim your discounts. Get started today.

FROCERIR:

AHAT BB Vanta #%Bh, Vanta ZBENEE KR 2EMRE, MMMERLSIE K, HTFRIREEKHLQE, 0
Gusto. Comm. Quora # Modern Treasury, #{S1E Vanta REBIME. B, EBNEREZ2EMIT
X, HEHAMIERARNAFITHTFES. BIRHEZERNZLMIZFAEL, 0 SOC 2. 1SO 27001,
GDPR. HIPAA %, Vanta ZEIATRBUNRIEKAFENIRS, BUSMNERE, BELSXK, FH5IME
FRBAXERIEE. 81T 5,000 KIRRMKIAFER Vanta Beh5ER SOC 2 REMIEZRE:E 90% BT F,
ERREEAN, Lenny IBEMIFARRZER Vanta 1,000 ETHIKE, 1EIHIA vanta.com/lenny (Bl V-A-N-T-
A.com/lenny) TREZESHMEITIN. SRMFIEIL,

[00:02:52] [Lenny]



English:

This episode is brought to you by Sidebar. Are you looking to land your next big career move or start your
own thing? One of the most effective ways to create a big leap in your career and something that worked
really well for me a few years ago is to create a personal board of directors, a trusted peer group where
you can discuss challenges you're having, get career advice, and just kind of gut check how you're
thinking about your work, your career, and your life. This has been a big trajectory changer for me, but it's
hard to build this trusted group. With Sidebar, senior leaders are matched with highly vetted private
supportive peer groups to lean on for unbiased opinions, diverse perspectives, and raw feedback.

AR ERIE:

ZEATSE A Sidebar #B), EREEFEIKIRWEENTREXREH, EEFEEEW? SR RS
BUNGEZ—, URIVEMNEEBEEANGZE, BRI “MTAEFER ——MEREMHETH
K. EXE, RALUTICEIGEIPRAY, FREERWEZN, HXMEXIE. FUWHMEZTNEBEHITERLE, XX
HRRZ—PEARNNTAEE, BRIXHFE—IREENEAEE, BT Sidebar, ZRMSEAUSEI™
MEZE. ER. MEZHHEITHELE, NMRATQAENEL. SiAAMRIEHRIR.

[00:03:31] [Lenny]
English:

Everyone has their own zone of genius, so together we're better prepared to navigate professional pitfalls,
leading to more responsibility, faster promotions, and bigger impact. Guided by world-class
programming and facilitation, Sidebar enables you to get focused, tactical feedback at every step of your
journey. If you're a listener of this podcast, you're likely already driven and committed to growth. A
Sidebar personal board of directors is the missing piece to catalyze that journey. Why spend a decade
finding your people when you can meet them at Sidebar today? Jump the growing wait list of thousands
of leaders from top tech companies by Vvisiting sidebar.com/lenny to learn more, that's
sidebar.com/lenny. Chris, thank you so much for being here and welcome to the podcast.

AR ERIE:

SNMABEECHRA M, FLRE—#R, KINEBFHENERWEM, MTABEZHE. REEREH
HEEBEATM, FHREMBMNGISNIES T, Sidebar iLIEERENE—FHERS T TEEHARENR
B MRERAXBEENIANR, ErIEEEFTHNNHB N TR, Sidebar WM ANEZEMEHUX—RENR
E—RHE, BEASKMEETE Sidebar BEIERESHIA, AMBBETFEEIIKIE? 18 sidebar.com/lenny
BRI Bk # T 2R BTARE AT MSENEMNZ R, THRESZER, Chris, IFERIFREERTIXE, MWDK
FAER,

[00:04:19] [Chris Miller]

English:

I'm so excited to be on the podcast. Thank you, Lenny, for having me. This will be a lot of fun.
R EE:

FAERERERES M MER. BHSR, Lenny, BiFFK. X—E=RE®,

[00:04:24] [Lenny]

English:



A huge thank you to Kyle Poyer for introducing us. I've heard so many great things about you from so
many great people, and so I'm really excited to be chatting and | wanted to start with your very unique
role that you're in now at HubSpot and it feels like it might be a sign of things to come for product
leaders. Your title as far as | can tell is VP of product of growth and Al. Can you just talk about what that is
and how growth and Al relate in the context of HubSpot?

FROCERIR:

IFE RIS Kyle Poyer AERAIERLIEN. BMBRESMBHIAIBERE T XFIRORESHE, FIURIEBIFHIR
BR. HBMIRERITE HubSpot BERIFEIRIGRIERMUIFE, XMFRETRmASERRKNLKEG R EHK
FRAD, fRBVKERIERS Al ~mEl S8 REERRX MRAIRERZMT AR, UKRTE HubSpot IERT, 1
KA Al Ba0fRIREXAIS?

[00:04:54] [Chris Miller]
English:

I've been leading PLG at HubSpot for several years now, and | recently took on the Al leadership role. It's a
special place to be in and that | get to help lead HubSpot in terms of how we should be thinking about
building the foundational technology to create Al-powered experiences and then also lead the strategy of
how we leverage those experiences to help that B2B business builder be way more successful using our
platform than they might've been in years past. So, it's a really cool intersection point between those two

things. There's a lot we can do there.

FRCERIR:

FTE HubSpot i PLG (FmIRahEK) BEFLET, RENFET Al FENATIRE. X2— 1 EER
HHUE, REEZHEIES HubSpot BE WNEMZEMIRALIENIE Al IREHAVAL, XEHRSUAHHXLE
JusR#EB) B2B WS MEEEHNNT S LEVSLEI E/LEERBIA. FAL, XEXME ZE— M EBERR
LR, EMNKEAR.

[00:05:33] [Lenny]
English:

One thing | took away from what you just shared is that you are given these two teams to lead, which
aren't necessarily connected, but | think it tells me that you're doing a great job at HubSpot and I'm going
to try to pierce through your modesty and I'm curious, what is it that you think you've done really well or
been successful at that got the leaders at HubSpot to decide to give you this other team that feels like an
incredibly important initiative in this time of Al?

AR ERIE:

MIERIA RN D ZERRAEZRE—=, (MREUEEEZTASZXRORBERBXBE, XiRBE{RTE HubSpot #13
FELE. FBRAIRERER—T: RINNECEWSEMSRIE, ERIS T ML), ik HubSpot
HMFERELXNME Al FRESREERN S —ZH A BLIR?

[00:05:58] [Chris Miller]
English:

So when | joined HubSpot in 2016, it was definitely an element of timing that really worked in my favor. It
was maybe like a year or so after HubSpot had launched their free CRM, which was a big strategic play for



them and for us, excuse me, at the time, and it was meant to be disruptive, but | don't think that there
was a fully formed perspective on what was going to happen after that. How are we actually going to get
leverage and enterprise value out of this sort of big, enormous piece of free software we just put into the
universe? And | think the pedigree of product manager at HubSpot at that time was also a bit different.
There were folks who maybe started their time at HubSpot in support, and so intimately familiar with the
product and with customers. Some of these people had closed thousands of support tickets and my
background was a bit different.

AR ERIE:

# 2016 AN HubSpot BY, BINHAEMIKIFEEF, HEIEERE HubSpot %2k CRM KA T —F &4,
B HBTAI ] ——388, BXHRMBKIT—REB—MEBANEERTE, BEREHS. BRIANHE
FZERREFLAEREE—NREMANEE. BAITE MM RN @ R B R A SR 2R PIREIT
PR A A E? TE, AR HubSpot ~REZENYSHELRE, B ARTEEMNERIFHIIHF
987F HubSpot FIBRAV A ERY, FELLAI=RMEFIEEHE, FEARELNEIRTKIZIFTE, MEANY
=NHBLRE,

[00:06:57] [Chris Miller]
English:

| was actually less of a feature PM and | was sort of more of a growth PM in my DNA, and so | sort of looked
at this through a completely different lens and | guess | understood that what we were trying to actually
do was product-led growth, but we didn't really have the shared vocabulary to call it that. And so | think
to answer your question, | think | was just willing to take some risks and really push for the things that |
believed made sense even though maybe based on the titles that | had at the time, | wasn't sort of
inherently given a seat at the table and really pushed my away into some of these conversations and then
was eventually invited to them. And so, just always had an interest in driving a strategy that was a click or
two higher than maybe what my immediate team was focused on and was always curious about how
other parts of the business functioned.

FRCERIR:

HELFAKGEZ— M ATAEMRINEN PM, RNEREBGRE—MEKE PM. FIUEM— T2 RERMAFR
BREME. HRHEYRTIRAFNEFR LA HHNE TREEK” , RRFNHEELER—HIEALT
KXAMEE. FrlL, EIZEREIRIE, FIANKZIRREEABE LKL, HEENBEHIANEEXNE
15, RERBEHIAREIKE, BRARKBRETFSERROFEN. RENFHRT —LEER, KREWBESS5H
B FH—ENHEMLERERZANKEIRES—MEHHEEENE, HESEN L SHEMIBINMEEREREIT
B

[00:07:51] [Chris Miller]
English:

| used to spend a lot of time sitting on the sales floor, just going into the other buildings and talking to
other folks, working on different parts of the business, and that's part of maybe the serendipity that | miss
about being in person, which is that you might just discover something from having a casual conversation
with someone at the water cooler. You're like, "Oh, that's an interesting problem. | think my team can
help with that," so you absorb a bunch of context around how pieces of the business are connected and
you can start to really widen your aperture in terms of the size of opportunities that might be in front of
you that maybe you would've missed if you would've been so heads down on execution work. And so, if |



had to guess how people might talk about that, if | wasn't in the room, maybe they would cite that, but
it's tough to say.

AR ERIE:

HRUABREAENEFEHRES, NEEZEMDAEMATAEUSHARR. ZXMmEHFZEMDRBER
Z—— M “FHMERIRE" (serendipity). REJEERBEIKNBHARE, MEERM—LEXRAE, f=
8 IR, BEANAEERRE, HEFHEVEIGER LIT.” XF R T REX T IS EF HIEAERNE
RIER, RAILFHIAHREME, BEILEMRMIAPVELRITLEIRSEINEANSZ. AL, MREHLR
AANERAEZHNREATNTE, BIFHIISRIX—<, BRMERE

[00:08:34] [Lenny]

English:

Hard to do those serendipitous watercolor chats in these remote hybrid times, huh?
FRCEIE:

FEUAEXMTIZTRES D AN, REBBEIRMIUKNZSHESENI T, JrE?

[00:08:39] [Chris Miller]
English:

Yeah, everything's so scheduled and tightly scheduled and you're bouncing from Zoom to Zoom and
obviously HubSpot has embraced hybrid and there's a ton of benefit to it. In fact, | was a new dad when |
came back to work and my son wasn't in daycare, and so it was so cool to just be able to pop out in
between meetings and play with him for a few minutes just to go back and you don't get that when you're
in the office all day. So definitely a lot of upside, but certainly you got to be a little bit more creative in
terms of that serendipitous knowledge sharing, the osmosis learning, and just context sharing that
happens more organically when everybody's sharing the same physical space.

FRCERIR:

B, —UIEHHRHEHHEEY, (RREMESD Zoom KN ZEYE. 278 HubSpot BEERIETREDA,
XERZFN, XL, RNEIQELMNEMFEE, F)LFEKEILA, FIUEERINEREL AR
fthIT/Lo s BERIE, XMBEEXET, IRMEXFEDAERMAEX—R. FIUBLERZFL,
BERMBEANTIRDZE. BBRUNFEIULEREEHRESE, MBAEFLE, BAGARAZR—
E=E, XEFEBIAEREBA.

[00:09:17] [Lenny]
English:

You talked about how some of your early success was taking risks and being in meetings maybe you
shouldn't be in. Is there an example or a story that comes to mind of doing that where you kind of took a
risk early kind of in being a PM at HubSpot and/ or something that worked out really well, surprisingly?

AR ERIE:

RERENR R RN — LRI T AZE KRS M —EREA T ZSNI RN REERE— T RIENFFEEHED?
EE4NfR7E HubSpot E1E PM RHRAIE T EMNEL, BERMELASRMAERFIEEIRF?



[00:09:33] [Chris Miller]

English:

This is a funny story. For anybody at HubSpot listening, | apologize in retrospect for this, but-
R EE:

XE—MNEBHHE. R HubSpot BAER, HAHFENITHERER, BR—

[00:09:40] [Lenny]
English:

I'm excited for this.

FRSCERIE:
HAREARFITX N

[00:09:41] [Chris Miller]
English:

There was a time where we were having a lot of debates around pricing and packaging, and we'll get into
this, but our go-to-market model and sort of where we play in the addressable market created some
complexity in the sense of we're serving different parts of the market simultaneously with the connected
unified platform. And so, how do you think about packaging and go-to-market? And we were trying to just
figure out how to simplify, simplify, simplify. And at the time | was an IC, individual contributing PM, so
who am | to have a point of view on pricing and packaging? But the person | was working with, my
designer, her name's Mariah Moscato, she's in product now, she's excellent, we were part of a triad and
we both had a similar school of thought in terms of what the pricing packaging could be.

FRCERIR:

BEMERNHENMEE (pricing and packaging) BRZF1E, HINHEESFMITIE, BERINNHENTT

(GTM) BRAUKREANNEBRHIFEMRBETR T —EERMNE, BARIMNEI—NERE—NTERNR
ST AREED. B4, MZMAEEEEMEATZR? KNS ERBFEFROMEL. Bk, BE
Lo SRERAR—RIC (PARERE) mmiE, ZRPEERHENMEBRLRTTN? BEROSFUF, FHEY
%1t Mariah Moscato (4WIRFEBFES~mER], IFHEME), HMNERZB—P=ZANNABNRR, BIHENE
EWZE AR FEERENIERE.

[00:10:33] [Chris Miller]
English:

And we were over in Dublin where we have our European headquarters and there was a party happening
at the Guinness sort of storehouse, and | don't know that we were exactly on the guest list, but we figured
out a way to get into the party and we ran into the COO at the time and out of the blue | think he had
asked us what we thought about pricing and packaging and it was sort of one of those funny you should
ask moments. And so, we ended up kind of pitching in the midst of pints being sort of handed every
which way you could turn this vision for a completely different way we might approach pricing and
packaging, and he was pretty intrigued and he said, "Why don't you come to the next executive meeting
and pitch us on it?"



AR ERIE:

LRI FAEER M, BBBFNHIWONSEBFATERL. TERDLEEREEE (Guinness Storehouse) B—17iRR,
FMHEHNEZEERERE L, BRNBNERTHE, K1BE T HEEY COO, MRARMIKNMENMEE
B 4E%, XEEMEIMH MREFERRE" L. T2, TAEDLEHEEEENERT, Kl
EHET —IXTENMNEENSHER. MIFERNE, Hii: “MRIATATEKSNTRASESN, A
MR — XA REE? ”

[00:11:22] [Chris Miller]
English:

| think that meeting was maybe a couple of weeks away and so we looked at each other and we were like,
"Uh-oh," not exactly what we expected in terms of, | think people welcoming maybe a contrarian point of
view at that moment in time. And so, we sort of were invited into this meeting with folks that we generally
don't get to spend a lot of time with to pitch this thing that swam a little bit upstream and we ultimately
didn't go full steam ahead down that path. | think a lot of elements of what we pitched have made their
way over time into HubSpot's pricing and packaging, but it certainly | think opened the door for us and
for me, speaking for myself, certainly for me to be welcomed back into that room in the future and to be
able to contribute ideas towards important decisions.

AR ERIE:

BRICBRRSWNABMERERG, HM@DEEE, O18: B XHAERINFTEZR, BARTFRFINTN
AMISREXMERMR. T2, HMEBIFSMEINRI, MPLFEHREDAINSEN—EE, EHEH
XMER “PRMLE" BRE. REFNHLETE2RBEBIBREETE, ERANENEHEDRSTEES
BB BRI T HubSpot WEMMEEFR, EXWEAFNHTAT K], MEMAMS, XiLFKUFEE
WIDEZIARN S8, HEENERRRTIERE.

[00:12:09] [Lenny]
English:

| love that. It's another example of serendipity and just running into people. Also, | think it's a really good
example of just how important it's for PMs to be proactive and think ahead and not just rely on people
coming to you, asking you for your advice and getting invited to rooms. | feel like so much of success in
the product leadership role is just suggesting great ideas, being ahead of where people are and having
the answers. You have the answer right there in the moment because you did the work ahead of time. Is

that something you find as well that ends up being really important?
R EIE:

BRXERZNMLET . XBF—IMXT “FTHME" MBEBMANGF. ME, FINAXREFMIERT PM £
EENENRERZAEE, MARMNUKHAIARILIR. IERIMBZB VBB RHENZNE. HREE~m
MFABHRNRAEE LETREGANERE EEARMNEHRABEESR. MZAAUEERINEZSLHE
£, BRENMREIMT IR MERSX—RRXFEERG?

[00:12:42] [Chris Miller]

English:



Yeah, one of the traits that | look for in PMs that | hire onto my teams, and also when | think back to the
people that I've learned a lot from working with over the years, one of the common behaviors or traits is
relentless curiosity, this insatiable desire to understand things and a lack of fear in admitting when they
don't understand things and being uncompromising and getting the answers so that they do understand.
And | think if you can bring that to the table, it's much easier to have an outsized impact on whatever or
you're a part of or whatever mission you're working on or whatever team you may be a member of.

FhaCERIE:
=, TERBEE PMES, UKREIFZERBEMESENEES EEZTNERARN, EIRPN—HESREME 548
#8733 (relentless curiosity) ——— IR EYRIKAFHENEE, FERAINBEHE, HEEITK

ERLRREFHOIRRRERZ . BIANMRMASEE—R, RMERZEMRSENEAER. TEEHNE
RIEI AR~ E ERBIRZIE ST

[00:13:30] [Lenny]
English:

Are there any other traits on that list of traits you look for that you think are really important that maybe
other people don't focus on?

FRSCERIF:
FERIRANSRERED, TEPMEMARNIEEEE, BEMARTRERAF THIEHEID?

[00:13:37] [Chris Miller]
English:

Yeah, relentless curiosity is probably my number one. My number two would probably be resilience,
specifically if you're working in growth. | think if you're doing growth, right, if you're doing product-led
growth the right way, then you're trying to balance the science and sort of taking a somewhat hygienic
approach to validating assumptions and hypotheses with being really ambitious and really pushing for
the things that are going to have massive impact for your customers at the end of the day. And when
you're doing that, you're going to fail more than you're going to be successful along the way. And if you're
not resilient, that can be really demotivating. | think there's a stat that some growth person put out there
years ago, which is that on average only 20 to 30% of experiments of growth team runs might be
successful. So, that means 70 to 80% of the time you're, you're not putting numbers on the board and
you're extracting learnings hopefully that you can apply to the future.

FROCERIR:

BH, HENFEORIRRRHNE (L. F_UAIEER “¥IMN" (resilience), 1F5IRMRIMEMERIIF, K
INNINRIREERMEIERK, NEBNS VST REEK, BAMMBEFERFE (BRBEMIENT
EREIHRIZ) S5#OEE BIEEEDBLESLEANTFFEEARZMNERS) . AXNIRER, FHXKS
ZT M. MRIEEIE, XFILREF AR, RCT/LEMBERERGE—ME: BRKEAHITHIR
T RE 20% F 30% RERIN. XEKE 70% F 80% MBY ERERZBISRIRMM S, RREERINE
i, RELERERTL.

[00:14:43] [Chris Miller]

English:



But | think if you're not resilient, what I've seen happen is you end up sort of grasping for a win, which can
sometimes look like making bets that are too small and too insignificant to matter. If your sort of primary
modality of product-led growth work is experiment-driven product development and you're hitting more
than like 30, 40% of the time, you're thinking too small. And so, that resiliency piece is certainly important
in my mind. | think coachability is another one in the sense that | still think that the sort of subcategory of
growth product management is still fledgling compared to PMs working on platform features. And so,
even when I'm interviewing folks, I'm not necessarily looking for 10 years of experience doing PLG. | think
that's mostly an unreasonable ask, but it can certainly be taught and even if you do have some
experience doing PLG work, it's important to know that what that work is going to look like is going to
potentially vary in a meaningful way from shop to shop.

FRCERIR:

BEIANMRIFLETE, HEINBERZRMESLEESTRE, XERKRRAANTERN. XHFEBE, MRIR
i I ENIE KW EBR AR KWK~ A &, MIRBIRIIERIEE T 30% 5% 40%, BRIHBIIREVIEE A/
To FREL, EEHREXR, IMIFEEE. TN “AHLMN” (coachability) BF—1MER, ENRNAKRFE
KEmEEXNFRI SR TEINEERN PMABLLER FRESME. FrLl, BMEREEIRIY, BR—EEZRY
5B 10 FHPLG £, REBXEERFARENER, EXZA U, BERBHILE—LPLGLERE, HE
FERE QB PLG TIEAARESBRARER

[00:15:49] [Chris Miller]
English:

And so, being coachable and adaptable to whatever the context is of the business or problem space that
you're working on | think is an important trait that | look for in PMs, and then creativity is so important
too. Valuing simple solutions to really hard problems, | think if building the next super sophisticated
widget is the thing that gets you out of bed in the morning, growth might not be for you, | think the best
growth product leaders and growth minds that I've worked with over the years or have had the privilege
of learning from over the years, | think the thing that | noticed about them is they're almost ambivalent to
the solution and certainly ambivalent to how complex a solution may or may not be. And taking little to
no pleasure or pride in the complexity of a solution so long that it delivers the outcome that the business
and your customers need, | think is a really cool trait, and | kind categorize that under creativity.

FRZERIE:

Fit, rERERIERHENFIANISERKNETE, BT PM B EIFHRNERRR. I, ehiEHEIE
FEE, EUABRRNSRZRBRRENRE —HIN, NRESXRILMERNANZWE T —NBRERNA
fr, BABKIFAERNESIR. ZERRGFIHEZBFHRINENFTHERT@mASEMERASL, FE
BRI BEENFERGRLFHPIUSE, YANLENERBEHLFRUSE. REBEXMILSHEFFR
FHER, MIIHAFIMSENEREFRERBIERRE. HUNNXZ—TIFEERISER, FRFHFENE
&7,

[00:16:53] [Lenny]
English:

You mentioned this phrase, relentless curiosity, and it made me think about a story | read about you
where the way you got into product management was you were at some startup and the founder was just
like, "I've read that the cure to all our problems is going to be hiring product manager," and you heard
that and you googled, what is product management, and then you asked them, "Can | do that?" And



that's how you got into the role. So first of all, is that true? And second of all, what's your advice to people

trying to get into product management and any lessons from that experience?
R EIE:

fRIBET “FFEpvgrare” XA, XUEFBEFRIN—DXTMNEE: MHENTRERMEEE N S
ME—KAEIQE, tlieAR: “FREBRAENFMERNENRAREE— T mEE.” RIFEIEmELHE
R “HTaR~mEE" , AR “REEBIENE? 7 MBXFEHENT XA, Bk, XRENE? H
R, FHBEFHNTRERMROAB AR, KICREHHEMPLEZ)I?

[00:17:22] [Chris Miller]
English:

So first, yes, that is 100% true. That is how | stumbled into product management. So, | appreciate all the
folks who took a shot on me back then, but this was at a time where | would say product management
even as a function was definitely not ubiquitous across tech. There was, at least in the world that | was in,
a lot more of a standard waterfall approach to building product with a lot of middle layers and
engineering managers and really no one who had the job of owning the problem from a customer's point
of view. And so, there wasn't a ton of content out there. There weren't even a ton of people in the city at
the time that | could really talk to sort of learn, and so a lot of what | did was scrape my knees through the

first years and a lot of painful trial and error.
R EIE:

B, 20, XEAZEREN. BMEXFIRITZERINTREEN, MURRBRHYNERERS tE—
BEA. BEBDEE, =REEEA—NREDIERERTRE R, EVERALHIFEHR, BLZHEN
ENBGERAALS L, BRZPEIENIRERE, BHINLEAARNERFNAERAEESEE, FIUHEY
HEBERZEXNE, BEEERMETEREEZ VD AFTLOLIEREBRFES. FIUESVLENKIBREH
ER1E “FERERLAL” (scrape my knees) FEIEH, KZH 7T IFESRENIRE,

[00:18:08] [Chris Miller]
English:

And then eventually | think there's a lot more energy and an interest around the trade craft and the
function, and so | think it's much easier today for someone to learn the fundamentals of product
management without necessarily needing to do it via trial by fire. My advice to folks who are interested in
breaking into product management specifically is focus on a few things. One, focus on structure. | think
there's usually a lower barrier to entry to do product management at a smaller shop, which they might
not have as much access to the best talent out there, but | think what you may often give up in those
instances is structure to your own sort of professional development and formal training and education
and potentially even the opportunity to work for people who are truly battle tested and have seen the
movie several times and can actually wisdom share because truthfully, it looks different in every
company, and so it is one of those functions.

FROCERIR:

E3X, FIAAAMIIZXMFZMERER T ESHBEHNE, MUSKHAZI=REENEMINIRES 1S
%, F—EFEBBEL “BAFIL” KFES, RWPEBHANTmEBTMIANENR X TR F—, XFE
ZH. FIANTENREH~REEN INEERR, WIJEERAIRINRHAL, BEIANEIMER
T, rEESERRIVRRNESE. EXREIINAE, BEEARRESHREREALDVY. AHFER
REDZESHNAHZNNG, ANRKE, mREEESXARNEERBI—1F.



[00:19:13] [Chris Miller]
English:

| do believe that taking a truly academic approach towards upskilling has fairly diminishing returns
because it's tough to field curveballs in a classroom. And so, choosing where you want to break in is
almost as important as choosing that you want to break in the first place. Thinking about who you're
going to be reporting to, thinking about what's the track record of success for people at that company,
breaking into product management, trying to think five years in advance and work backwards, | think are
all sort of important thought exercises along the way. | would also say that if you're already at a shop
where you are working at a different function and you're sort of product curious, go talk to the PMs,
literally | say go reach out to a PM and ask how you can make their day easier.

AR ERIE:

HHDINN, REAFANGIUREA K, HOfRRmERmE, EATERERRENNISERIREIRR

(curveballs)o FrLA, EFRFEMEIINLFHRERTIN—HFEE, ERMABEIETR, ZERBRABHIAL
HENTREERNMINER, SWUREMAFEERSHER, HUNNXLERBIFEERMTLELES, TR, W
RMEBEZE—KQB I, EBLATFTAERIREER), FEN~mBE, BUEN PM B, HEMRINIRE
BXR—(U PM, [R)iE{REELOMILLABAIAI—REFERM.

[00:20:01] [Chris Miller]
English:

Figure out what you can do in your spare time that they can offload to you and do a little bit of volunteer
labor, even if that's just shadowing because | think just getting that context and understanding the sort of
rhythm of how a team ideates and defines problems and prioritizes and ship software is the experience
that's going to be the most important because a lot of product management is also managing
personalities and figuring out how people want to work with you and figuring out how you work for
them. And so, just getting that hands-on experience or at least direct sight-line into the day-to-day of a
team is really important because the extent to which you can understand their problem space and
understand the things that keep them up at night, you can be valuable, and then at the very least, what
you get out of it is hopefully an advocate or a sponsor at the end of the day who is willing to gamble some
professional and political capital on you to get your foot into the door even though you might not have
any formal experience on your resume.

FROCERIR:

Fra B ML RES B R AR DB I, M—_SBELE, WRRARBREFS (shadowing).
NN, FREREESHERRANDAEE. EXRHE. BEMLLEIMXLRENTR, TRREENS
B, mRERRABELUREEEARXR, FARBINARNASIRENE, URIFMENMBIIRS. PR,
REXMESLBRNET, NEZVEERNUEANNBETERIFEEEN. FNIRUEEFEM(]R@EE
[EFIARLELL AR IRV ER, (RLEENE. B, MEAFERT—(ISTFHENEBA, HIEENR
W E—LERRRIBUR A, LR, BMEMREVERN LB EMERE,

[00:21:04] [Lenny]
English:

There's so much stuff that super resonates there. One is that | always think of the bare minimum job of a
PM is just to be useful to people on the team and help them do better work. If you do that alone, people-



AR ERIE:

XBEARSAAURFEHRL, £—, B—HIAN PM REBNITEMEXEKRER, BBMIHSE
9. MRIREEMEIX—=R, RRME—

[00:21:15] [Chris Miller]

English:

Bring the donuts, right?

R EE:

SHEHEHRERT , WIE? (B AR ORBIE)

[00:21:16] [Lenny]
English:

Bring the donuts, exactly.
FRCEIE:

W, HEHERE,

[00:21:19] [Chris Miller]

English:

I must be old, I don't know that anybody uses bringing the donuts now anymore.
R EE:

REEET, BHANERNTEEREAR “HiHHE" X%

[00:21:22] [Lenny]
English:

No, we had Ken on the podcast, we talked about it. We asked, what is the digital version of that when
everyone's working remote? | think that's something that even if you're a brand new PM you come across
soon enough. And then the other piece there, | really love this metaphor of scraping your knees because |
find that to be so important to becoming a PM is you think you could just read these things, take some
courses and you got this, and you're not going to mess up, but | find that messing up is so important in
helping to learn to do the job because like you said, there's relationships and people and changing plans
and leaders, and it's just like you're not going to get it right and you learn how to deal with all these
things by messing it up.

AR ERIE:

A, BI1ZAIIE Ken EREFEENI XA, i, éljta%‘fhjzj]\ MY, XMEANEEFRETA? EEISED

BIRZ— P2 PM, RRESBEIXMER. BIih—=, FRIEFESW “BREMM" (scraping your knees)
XA, AAERLIMXIHEA PM EXEE, (RAERERER 15‘5‘“5’-'1:@ F FRREERRE, AR,
BRAMCENFEIWEAMEXDTEEBRERE, RANEMNMRRNR, XESRARXZE. ARZR. HIZE
BMMFRE, (RARRIRE—FRIMERt, MEEIHBEEERE I IEX LR,



[00:22:01] [Lenny]
English:

So, | super agree with that, and even though you said it's easier not to learn to be a PM, it's still I think
important to scrape your knees a number of times for you to actually learn to do the job. Along those
lines, what did you find was most helpful to you to learn the craft of product management in the first few
years? What do you think back to like, "Oh, that was really helpful," other than just doing it messing up,
sometimes getting it right?"

FRCERIR:

FIUREBERRX—R. REMEAEFZINAN PMERERZ T, BERUNANATEEFSXMIE, £H/1
R ERT MAREE, IMEXNBR, MESERN/LER, HMFEIF-REEXFEHEHMNIM
a? BRTYFREF. BER. BRENZI, EERAILREEERER B, REMNREHEY ?

[00:22:27] [Chris Miller]
English:

So, my first product management job/mission was working on a B2B2C product, and there's a lot of
unique challenges that came with that. Our customer was not the end user of our product. We sold into
institutions who then white labeled our product and then resold it to the end customer. And so at the end
of the day, our customers own the relationship with the end user and not us, and so-

FROCERIR:

BNE—OTREELE/MESENT—1 B2B2C M, XHRTRESIMIGHH M. BITNEFAHFE~ @AY
RARAF. HNEmELHM, I~ mH#THERE (white label) , ARRELRLETF . FILFRER,
ERIMNNEFRESRLAPNXA, MAREKN], AA—

[00:23:00] [Chris Miller]
English:

... own the relationship with the end user and not us. And so, the challenges that that created were that
there was a lot of distance between us and the voice of the end user. And we ended up building a lot of
things to satisfy the buyer and the customer, but not necessarily the end user. And that's challenging
because you don't necessarily know whether you're building something to get a contract signed, or
you're building something that's going to delight the person using it at the end of the day, or provide
magical value. And so, | think | probably shipped a lot of bad product those years, if I'm being completely
honest. | don't know that | would look back at what | shipped back then or what we shipped back then,
and say they were the best possible solutions or best possible product.

FROCERIR:

------ RESKRALRAFXZNZMN], MAZHN]. XHRORHEZE, RIMNSKRELBPHNEZTZEBRANIE
B. RITERAMETRESAARKBELERNER, EF—ERRLAF. XREKNE, RARHFHE RN
BONARARANTETER, RRANTRAILEAER MK, HEREEHESTONE L, HEE, KIS
NVERRZN T REEEN T Mo OFFENRMRRA, HERNIRZMARE, RABRENRRIFHAE
RTT R ERIF B fho



[00:23:47] [Chris Miller]
English:

It wasn't until | got my second product management job where it really was an inflection point, where |
was like, "Oh, got it. This is what this is supposed to look and feel like."

FROCERIR:
BREERTE_HFREELE, BAERER—IMEFR, LREX: R, BAT. XAT2EZANEFN
5L,

[00:23:57] [Lenny]

English:

Where was that? Was that with Keeper?
FRCEIE:

BARZTEME)L? 27E Keeper 157

[00:23:59] [Chris Miller]
English:

| was working at a fitness technology company, and the person who really | would say changed my entire
paradigm of what product management is supposed to be, someone | know you know, Fareed Mosavat,
who | believe was on the pod-

AR ERIE:

HIANTE—RESERQABIF. PITEEXRZETEMNREEIANAEXNA, BAMEMRBINIR, Fareed
Mosavat, FHMEM LS /RIEE—

[00:24:17] [Lenny]
English:

Ooh. Absolutely.

R EE:

MR, B3t i,

[00:24:17] [Chris Miller]
English:

... last October. Shout out to Fareed if you're listening. Fareed is a good friend and mentor, and he really
helped me level up. And what was interesting about those years is it was the first time I'd really gotten to
work on a product where it was a freemium B2C run-tracking app. And so, we spent a lot of time talking to
users directly, and a lot of guerrilla user research techniques. Literally, sometimes going outside and just
talking to runners in passing to understand what were the challenges in finding motivation, and why do
they choose running assistance, running applications in the first place? And so, just that having that deep



connection to the customer and not feeling like you're being kept at arms' distance was eyeopening. | was
like, "Oh, I didn't know that it could be like this."

AR ERIE:

------ PMIEEFTA. WR Fareed TEIARYIE, MMMEEL, Fareed RIHAVFAARMSTIN, MEREIEAT—
R, MILFEEBRMATET, BERE—REELNT—TFm——MREEERR (freemium) B9 B2C
TEBENA. I, HMNETARENEBERSAPRR, FATHSZ “BHEX” BPAWRRDG. FESX L
Y, BRMIEIFI, MBIMNRENX, THRMONEIHHDHAEEMED L, URIISEMATAEE
HAHBNA, BMESEFRILRERR. FHRIEZNIMIRTILEATRA . HHEE: 12, LT
18 R RIE B] LUK A

[00:25:12] [Chris Miller]
English:

And then, the second thing that we had at our disposal that changed the game for me was access to a
huge user data set. And so, having data at scale to drive decisions, being able to know that if we make a
change, we can prove causation from a business impact standpoint or a customer delight or engagement
standpoint. And so, it was almost like | didn't realize | was blind until... Or you didn't realize you weren't
seeing in color. It's like that scene in The Wizard of Oz where they land on Oz, and all of a sudden,
everything's in Technicolor. And you're like, "Oh, my gosh, | can actually make informed decisions about
what I'm shipping."

FRCERIR:
RE, BMAENE _HRERRWEENRAR: EREANAPHIES. BAAEANREIERIERE, 8
BREMRIEN I — D ekEh, ROTATLUMLSEm, ERRRENS5ENAEIERERX R X&KL

REIREIBERE A, HELKFRIBCENERAER, B (EFHFULE) ERITHR, MIEEERL
E, RAB—EMERTF B MRIRN: K, RRAENILUREESRRERRZ M am.”

[00:25:56] [Chris Miller]
English:

And having a level of rigor around that and really being forced to articulate a hypothesis and have a point
of view on what the outcomes might be before you actually build something, were all sort of, | would say,
behaviors and just philosophy around product discipline that | learned from Fareed and that group of
folks that | worked with closely during those years. And that was, | think the... | consider that to be when |
really became a product manager.

AR ERIE:

MEBIRFREGTE, FEEMERAZARIBEHMERRIE, HXNATENERE B CHIE —XLEREHIM
Fareed INARILEREZSIERVBBA S LR EINFRERHLENTANESR. ik, BARKELERN—R
BRI ZY,

[00:26:30] [Lenny]
English:

There are two things | want to highlight there that, again, super resonate. One is just whenever | talk to
customers, I'm like, "Why don't | do this more often?" Because every time it's like, "Wow, | had no idea



how big of a problem that was. Why don't | do this all the time?" And then, you don't again. And then, you
do it months later and you're like, "Oh, my god, | learned so much again." And so, | think if you're listening
and you're just like... Maybe just go talk to a customer today.

AR ERIE:

FRREARR, BRLRFETRUNHLE, $—, BHASELARKE, HHIW: "HATAFTEEXA
figie? 7 AABRMEB: “E, HRATHNERNAAEBATE. RAFTAR—BEXAM? 7 AF, R
NgBEs, NWMARMBM—R, XIBW: “XWP, BAXFETXAZ.” L, MRMETAXINMES, B
WS R AN —I%= F EEE,

[00:26:55] [Chris Miller]
English:

Talk to customers, and we also learned a lot from talking to people who we wanted to be customers but
were not, right? And people who had either broken up with our product or evaluated it and never fell in
love with it in the first place. And so, | think every PM struggles with time management and it feels like
you need 60 hours in a day to get through your weekly checklist, or 60 hours in a week, excuse me. But
finding time to just talk to people. Even today, | have a lot of friends who are entrepreneurs or small
business owners, and some use HubSpot, some don't. But | usually tend to really enjoy my conversations

with people who decided not to use HubSpot and to really try to unpack what drove that decision.
FRERIE:

EMZPIE, HMEMBLERMNFEMNRAZTREMITAZHAS LFETRS, XIE? 2EPLELF
BEMNFmBIA, HETEIEMRE LN ZmBIA. FIAAED PM EESHEIEEEL S, BESXTE
£ 60 NMINA RS ANTRE —IB, B8E 60 MhN, BEHRNEENMAWR. BEETSEK, HER
el ESNEIWERE, LA HubSpot, BERA, BREEIFEERNSILREFRER HubSpot BIA
Rk, AREZRIFFEM ARETBNRE,

[00:27:40] [Chris Miller]
English:

Was it as calculated, as | think sometimes we can all maybe assume that some of these decisions are?
And then you often learn that they're sometimes kind of emotional, really instinctual and visceral and
maybe connected to brands more than they even connected to product. And there's a lot of things that |
think when you're in the proverbial digital conference room with your team, trying to understand what
makes your users tick, you're just like, "We're actually just..." We're illogical humans at the end of the day
at our core, and that all rides on decisions people make in the day-to-day. And it doesn't change,
necessarily, when they're engaging with your product. As much as we love it to be perfect science, so that
we can moneyball the system, if you will.

FRCERIR:

BNRERSGERITERRIRHIHELETREAR? ARMEERRI, EERERMEN. FEHN. XBR
DR, BEESRENRKALSFaNEKAERE, ARFREME, SRMEANEMBENBFRNERRER
BRAPBIE, (REXIM: “BNERERSLR " FRER, ZIIEBFEEEHALE, —IEERTA
MNEBMERRE, St1ERMRI~ MY, X—RROEHNE. REFRNFEZERZ—ITEMME, XK
MRBEI AR (=3kpiE) (Moneyball) FRFFRIZERSE,



[00:28:23] [Lenny]
English:

It reminds me of a story where we were doing some user research on a booking feature with an Airbnb.
And we went to Paris to do these really in-depth user research studies. We were behind one-way mirrors
and all that stuff. And we were trying to figure out why hosts weren't connecting Facebook to their
account. This is like, | don't know, five, six years ago. Because it gave them so much access to where their
friends are traveling and reviews and all these things. And especially, in France, they were just like, "I
don't trust Facebook." And this was before it became a big thing in the US. They're just like, "I don't

trust... | don't want them to have any of my data." "But look at all this power you get." They're like, "No, |

don't care. 1 don't trust it." And-
AR ENIE:

XL FEE—NEE, HBIFAE Airbnb HEXTFFITIHRERN AP A, RINEBRMT IFERANNHE, BRE
PHRBEEMNE. BINZEFEZEATAERFIE Facebook IS XEXEIMITINKF . XABEE R /AERIH
£, AAXKEMITUSEGERBREREM)LIRT. FNFF. BEZE, tiEIRE: “BAEE
Facebook.” Xi&E7E Facebook BIFRFARJBREREMAZ AT MIFE: “HAEE - HZARILMWIHAE
FEVEAIEIE” Fl1i: “EffEMERSXAZIER Mihli: “F, HFEF, BAEEE.” mMAE—

[00:28:59] [Chris Miller]
English:

Yeah, that's why talking to customers is so... You could have all the usage data in the world, that's going to
tell you what's actually happening in your product, but it doesn't tell you why. It will never explain the
why behind a behavior that you can track through events firing. And so, that's why that sort of proximity
to the customer and directing that sort of relentless curiosity towards the qualitative stuff is so, so
important because you just learn things that are just sometimes really unintuitive or are blind spots
because we're often not the people we're building product for.

FRCERIR:

R, EMBAMASEPRRILER, (REILUBEHER EFMENEREE, WS IFRTmPERLRET
ft4, BERESFM “AHA" . EXELERRMESELRFHERINITAEENRE. I, 5%F
RIFFE, HEIEMEENGFTOEAEEMRR (qualitative stuff) RIFEIEEEEN, RAMRKFI—LE
RIFERERIARA, HEZRINNER, BARNEEHAZRNPMEES REIBIRE Ko

[00:29:35] [Lenny]
English:

Absolutely. | want to shift talking about HubSpot the business, but one more last thing | wanted to
highlight from what you just shared, which is a really good insight is you shared that your biggest
inflection in your career was a manager, Fareed in this case, who helped you learn the craft and develop
your skills, and that's the exact experience | had too. Just one specific manager changed everything for
me. And that feels like a recurring theme to a lot of people, just having one person that really spends the
time to help you learn and correct you when you're making mistakes and all that. So, if folks are
wondering maybe why am | not learning enough or why is my care stagnating? See if you can just find...
Easier said than done, but oftentimes it just takes one person to change everything.

FROCERIR:



L3S IEMG. FABREMIKIK HubSpot BNV S5, (BIEARZAT, FBSRIF—TIRNIA D EM—TIFEFHIRAE: (R
FRUEERRANZITRE—UZE (EXMHIFHZE Fareed) , MEBREIFZHEFA KA. HHEH
the—#, MEX—UBENZERZTTHRN—T. XUFRREANHEFAETE —REE—MAEERE
BIEEBIRFS), HEMRICHITAIER. FAL, WMREATER “NHARFARERBHIRE" HE “NTARN
RWEEFEHRE , BEMESEKE - REXRSZMERE, EBEIFTE—TAMEREZE—T,

[00:30:15] [Chris Miller]
English:

It gets into sort of a conversation about the difference between a manager and a mentor, versus a
sponsor and an advocate. Mentors are great, don't get me wrong. | have a ton of people that | would
consider to be mentors, but when | think about the people in my life, who... The time that they donated
to me, the time that they volunteered to me and for me, calling them mentors, | think sells what they
were very short. And | would actually describe those folks as being sponsors and advocates, people who
were willing to put up capital, whether that's professional, social capital to bet on you.

AR ERIE:

XA REXFEE. I (mentor) S5EBIA (sponsor). f8S#& (advocate) ZEIXZFIHITIE, RITE
1%, 3R, RERZATUFZASN, EYBRBEFRESDHILEA I TAKRNNEE, AEER
FTHBES, FUMTTASHRRBRERAST T, LM LSEXLEABRARBANESSE, tIIBEEREA
BB — LRI A ERBR MR ES—REMRE LT

[00:30:56] [Chris Miller]
English:

| mean, truth be told, when | interviewed with Fareed that first time, | think back to the interview and |
think | bombed it. | actually don't think | would've hired me back then. And | remember the answers |
gave to some of those questions, and | think they were good, but | don't think they were certainly great.
And | imagine that there was something in there where the decision maker, who was Fareed said, "I think
| can make something out of this." And | think being willing to invest in someone and finding people who
are willing to invest in you is what really matters. And finding people who are willing to, again, put
something up for you, whether that be whatever kind of capital it is. When | think about true gasoline on

the career fire, it's finding mentors, but it's also finding sponsors and advocates.

R EIE:

WRIE, EIAAFEE—RM Fareed EiAEY, HIEFHB/E T, MRKZIRNEIAE, KAIRBIASEAEE
Co HIBTRNELRFMEIE, RIE[ET, BLENRAFLHE, BEURMENRAREN Fareed —EEEE!
TEHELERA, 08 “HWREEHRITLUBXDAESFLEK.” RIANBERATFEA, URKEBERATMRH
A AREEXERN, HREBLEREAMOENOAN, BLBAAFNER, SHRBERWEERIERN “BhAR"
B, BREFHTIN, EEEFHEAPATNESE.

[00:31:48] [Lenny]
English:

Is there anything that you think you did right to help find mentors and sponsors and advocates for people
that are thinking about, "Hey, | need this. How do | help myself in the same way?" Is there something you
did that helped people get excited to help you?



AR ERIE:

NFARLEER TR, HFEXD, RZUMAEBEC” A, RESIREX T HARBEECHEISIN. BB
ANMEFE? RMIT AR AR EERBIR?

[00:32:02] [Chris Miller]
English:

Something | think I certainly continue to work on, but really, putting ego aside and embracing not
knowing stuff and embracing not being good at stuff, and not feeling self-conscious about that and letting
the desire to be the best at something or at least be great at something overpower the fear of being
inadequate at something. And | played sports growing up, and so | like being coached. | can take hard
feedback, and | like it because if | get better feedback than the people I'm competing against, | think | can
beat them over time if | work hard enough.

FRCERIR:

XER—HESNHMNER, BRERTEE, #if “FHE” 1 “NMEK” , FEELREBREAR, L8
BEESTEMISRFHEVHEINTNEE, EEANKRAFENE BEMNBSINEEEE, FAUARERER
EF. HALERTHEIRE, MARERE, ENMNRKELRENFREBHNRE, REREBEN,
BE & B (Bl RS Fph RE TR IR ]

[00:32:42] [Chris Miller]
English:

And so, | think just taking that mentality with me into product management, | think has helped me build
bridges with people who don't owe me anything, right? People who don't necessarily need to be invested
in me at all, but who might get delight out of it somehow. And | don't know exactly how that works and
the calculus that goes on in folks' brains, but at least what's within my control is how | can show up in the
context of those relationships and really embrace even the hardest, ugliest feedback and hope that | can
extract something from it that'll make me better at the end of the day.

AR ERIE:
FrLL, HEXMOSHANT REEME, BHRSBEHRTRERTANARILITIHE, MHIE? PLEeSnE
BERK, BAEMNPREEMRBHA, RFNEXEENIZERMTA, BFRNEAIRFEREAEN, B

ELHEEFINEREXEXRATNRA—BEREMEER™H. &ERHNRE, HHEHEMFRIL
LKA, REURTTET.

[00:33:22] [Lenny]
English:

| love that advice. Makes me think about Jules Walter's advice, which I've referenced many times on this
podcast now, where his tip is when people are giving you feedback, just be like, "Thank you so much for
that feedback," even though you're melting inside and just completely disagree with what they're telling
you.

FRCERIR:

HEEERX RN XILFHIAE Jules Walter FIRIN, RELERTESIBIRZRT,. tHOMIRE, 25!
AGIRRIRES, BHBIRACTERRS, HETEAEBMIINGE, BB “IFEREHRIR5.”



[00:33:40] [Chris Miller]
English:

Yeah, shout out to Jules. Jules is also someone who has been generous with me in the past in terms of
giving time when |'ve needed help with stuff. Also, a great episode you did with Jules.

AR ERIE:

EBY, [ Jules BHl, Jules SEERFEFRBITEIFEREIMLS T 7 FAIE, fRF Jules BYARHAT B B1R
%o

[00:33:51] [Lenny]
English:

So, many people have said what you just said about Jules, about how helpful he is been to them. So,
clearly, a class act to that guy, maybe we'll have to bring him back.

FROCERIR:

RENEBIIRNIA RS Jules BIFFHY, Wifthés TN ZREIEER. B4, BRIUZNEE, WIFRI1SHEEM
1B

[00:33:59] [Chris Miller]
English:
Would love that.

RS ERIF:
HKIEHATH,

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

Yeah. V2 Jules. So, let's shift to HubSpot the business, which is a pretty incredible success story. From
what my notes, it's worth something like $30 billion now as a business. It's been around for 17 years. Still
growing, | think, something like 30% year over year. And most interestingly, Okta put out this really
interesting report recently where they looked at their data of what tools people are using to authenticate
with, and they showed that basically HubSpot is maybe the fifth fastest-growing software product in the
world. | don't know if it's true, but feels true because all the other companies make sense there. So, you
don't have to confirm or deny this, but clearly things are going great at HubSpot. I'm curious just what
makes HubSpot so special and unique and successful that's specifically unique to HubSpot versus other
companies?

FRSCERIE:
289, Jules B-=, WMEILFATEEA HubSpot XR AT, XB—MEYIFANKINGE., RIBEMNER, ©
MEMTHEAAR 300 12E7T. EELMIL1TET, BRINRIFEL 30% NELKR, REEMNE, Okta R

AT —HIFEEBIIREG, MIEET AMMERMETAHTTEMIIEREIE, £RETR HubSpot 24 L
REKERFARNRMG TR, ATMNEXZETRR, BREREN, ANRE LNHMARMREE. i



L, RABEWIANSIAX—=R, BE HubSpot WA RIFFEINF, FHREFE, R4k HubSpot sNItkb4F
A, MEFERTN, F5IEHL HubSpot MAMHEMA T FRESIFFR?

[00:34:51] [Chris Miller]
English:

There's a lot in there. | can speak to the things that have resonated most deeply with me in my time there.
The first is legitimate customer obsession. It's not marketing, it's legitimate, right? I've witnessed fierce
and passionate debates internally that the root of what the people in the debate were really trying to
unpack was what was the best thing for the customer. And so, really having that be central to our dogma
and how we think about the business and why the company exists in the first place, really walking the
walk there is something that | don't know that that's true everywhere.

FRCERIR:

XERIRZFE. FHALUKIKTE HubSpot BB = ERARAHLBH /IR, F—REEN “BF MK
(customer obsession) . XAEBEHHS, MEKRSLEERT, WIE? FILESAEHZIMFEHABOBHE, B
EWZOELRAKEBAREFFRTANEFA T BEEFN. I, EERX—REARNBNEFRZD, (FA
BNBZUSHATFERXNERS, HREEMESLE, HTHETEMSESME M.

[00:35:39] [Chris Miller]
English:

| mean, |'ve certainly worked at places where that hasn't been true, and there's a lot of factors that can
lead to those trade-off decisions at times. Like is this the right thing for the business, the right thing for
the customer? Being really challenging. | think just sort of having that customer centricity really baked
into the DNA of the company makes those decisions, maybe not easier, but at least you can have more
conviction around the why behind the decision at the end of the day. Another thing that | think makes
HubSpot-

AR ERIE:

BHERE, HBIE—LHIFNLAMATIEL, ENEGREZEZLSTINENRSE, thil: X3 S21EH
WI3? XWMEFAZERNG? XEZEFHEME. KA, XM “UEPAPL HEBEREERAATIN
DNA, RUIXERFE —HFFRLR/ERS, BEVMRRESWAREENERERE L. KIAAIL
HubSpot IS —H4EE—

[00:36:07] [Lenny]
English:

Before you actually move on to the next one, | want to spend a little time on this one because I think
people hear this and they're like, "Yes, okay, we're going to be customer obsessed." And then, you have to
make these hard decisions. Look at this experiment, it's going to grow our revenue 1%, but it's not really
going to make the customer's life easier. How do you actually make this real? And there may be an
example where you have to trade off growth versus we need to make sure the customer is getting what
they need or making the customer happy to make it a little more real even.

AR ERIE:



EIRBERT— P RZE, RREX TR LZEREE, BARESANREZMZE:  “9F, RIEHEF
FHiR,” BRERIRMAIURHIRMERRE, bl BEXMKRE, EEILRNIBNER 1%, EFFZEIEL
FERNEFETEERN. RINELXMIBEEM? WiFE—NMIF, (REAEEKSHEEFRGAFINLE
PR Z RS, XX MERE AR L,

[00:36:34] [Chris Miller]
English:

One, | think that's a really fantastic, maybe not counterpoint, but thing to call out. My point of view here is
that oftentimes it's a function of what's the time horizon that the company uses as their sort of baseline
for assessing decisions? And typically, when you're making decisions that could be described as hostile
towards your customers, but a net positive for the business, you're probably not thinking long-term
enough, right? Because there's no possible way, unless you have completely cornered a market and there
is no competition whatsoever, that you could continually be hostile towards your customers and grow,
right? At some point, that's going to catch up.

AR ERIE:

B, WANXZ—TEEENTAR. ZRNRE, XEBRTARHMEORRNARANNEEE, &%
BRT, SREERENER ARIFEXN I SHE R RARREY, REIESEERBRKE, WIE? FARIER
TEZ T M RREERNRES, SNRAREFSENEAAREFNER FEREFRIFEK, EENER,
XS RT RN

[00:37:25] [Chris Miller]
English:

And so, oftentimes | think it's the tension of what do we need to do in the short term to survive? Versus
long-term, where are we going? What's the path that we're actually charting? Is | think the true tension.
But if you're making decisions that might have lasting impact that are customer hostile, | think that's a
really dangerous path to kind of go down. And so, having, | think, the discipline or the bravery or the
courage, whatever, to | think focus on not necessarily tomorrow or the day after, and really think about
two, three, four years from now, what are the outcomes we're trying to drive and what are the decisions
we need to make in the interim that are going to lead to that outcome? If you stick to that sort of
framework, or first principle is a better way to describe it, then | think you'll often end up arriving at the
conclusion that doing the thing that's right for customers at the end of the day is the right decision.

AR ERIE:

FREL, BOANEIERKAET: BHRBENTEMTAKEE? SKEAREHNEZEZME? FHAISEFRALIBIER
REMAA? BEORMFPENRREEHAZMANETP AR, HIANPE—FIEBLRAEER, Fit, FHiA
NEEABLR. BERES, FEXTHAXRIER, MBEEERER=F. BEENFRANBEAMNLE
R, URFLIHEHENFE2MEPLRZRSEBIER, MRMBIFXMER, NEBERBEZE “F—%
R, BARBERFHEL: FRERK, HNEF ERNSEAZEMRIIRE,

[00:38:24] [Lenny]
English:

Is there something in the way you operate that helps you systemize that in your experiment plan or
product specs or experiment results? Or is there a story of something where you just shipped something



that shows this customer obsession to make it even more concrete for listeners?
FRSCERIF:

ERNEEARSR, BB AKRAEREMRERREIY. mRlMSiRERPRBERASNL? HEFGLE—
MEE, KTRNIZMNENFmER T XM "SR5 , FLIAREEEFIIRRE?

[00:38:42] [Chris Miller]
English:

There's definitely structure you could put around customer centricity. And | think a lot of it for growth at
HubSpot and the teams that | lead, it's around forcing specificity of language. So, for example, you look at
a lot of standard documentation for features or experiments, whatever, and one of the first things, it's like
outline the problem. | don't know that we even talk about problems without a qualifier. Are we talking
about a business problem? Are we talking about a customer problem? Are we talking about an efficiency
problem? Describe the nature of the problem and parse it out. Because generally speaking, if there's a
business problem, you might do the thought exercise of asking, "Well, why hasn't that problem solved
itself? What's the actual customer problem that is leading to the downstream negative thing that's
happening to the business?"

AR ERIE:

SR LAESE “UIBFR AL BT —E454, IANTE HubSpot FUIE KT {FH, UKRERMASHEAF, R
AR LBXTREERABEHINIES, W, MBERZSXTIENLENTAEN, F—TEERE “HHiAR
A o HARAERNBEREREREFNBE R TITIeRE. FMBERKCWSZEEG? FRRED? E2X
RinJ@? ERAENSRARFEFR. HAEERE, MREFFELSRE, (RAgEIM—TRB4%ES), [
N AR RLEEHBER? RERHANERRESE T LS T REANAEER? 7

[00:39:34] [Chris Miller]
English:

And if we can actually create some daylight between those two things conceptually, we can avoid making
the mistake of trying to solve a business problem in a way that leads to a bad outcome for the customer
at the end of the day. And | think, also, creating a system that makes it easy for PMs to call out
assumptions that they might be making. So, if we do this, what would you predict to be some of the sort
of derivative downstream things? And if we can call those things out and just keep asking why, why, why,
to sort of justify some of the direction you want to go in and then keep asking in what, what, what, in
terms of what's the sort of true blast radius and domino effect of these decisions is the approach that we

take at HubSpot, in my teams at least.
R EIE:

MRBANEEMS LEFXMEX DR, KimeEERIEHE —ELEU—MRKXSFHEFARTENF K
R SE, 1o, HRINAEERI—DRY, 1L PM EISEMMIS M eTse M A RIZ. thal: SNREK
XA, MRINSEMEITEN TRERIN? MRKNEIELXE, HFAMER “Afta. Afta. AtA”
KIERRIRAER A MRIERN, ARFEER “ta. fta. 47 KEBHXLERRIESEZISEEN ZKIE
BN, XA T7E HubSpot, E/DFEFAIFARRENEI S %o

[00:40:23] [Lenny]



English:

Awesome. Okay. So, | cut you off in this one bullet point so far. So, let's keep going.
FEiE:

KHET, ¥, FERTALERRILEHT — MBS, FRITAEE,

[00:40:29] [Chris Miller]
English:

Yeah. So we're talking about the things that make HubSpot special. So, customer obsession is definitely
one. | think where we play in the market, too. Being a company that has been comfortable staying in the
mid-market, SMB mid-market space, and resisting the temptation to try to crawl up into enterprise
software, | think makes us special. And one of the things that's actually really straightforward, which is
that a lot of enterprise software companies, a lot of your revenue is tied up in a small subset of customers.
And | think what can happen there is if those customers decide that they want you to build something
and they're willing to threaten their business over it, then you'll end up building it. And is that necessarily
the thing that is going to serve all your customers best? Probably not. Are you going to end up having to
build and maintain bespoke software for one customer? Probably.

FROCERIR:

89, FAVEEIIELL HubSpot i3IBS, BERRMEEERHPZ— HUNRNETZRNEMUHER—
o EA—RLTFTEEDRERTH. F/hikdk (SMB) Hixmhiz, HEGIERAREELREMUHBAEZHQ
8, FIAAXILBENER. B—HFELRER: REBURGRBNRBDMNEBEFREDBLIKRER
Bto AXMBERT, MRXEZFREILRALZENIIE, HULBEBERSR, MELXMFFIAIALE. E
X—ERRRIFMRSZ TREEPHARERL? X MEZXEEAFAFAIN—TERPFLAMLEIRERRHE? RE
AJHEo

[00:41:21] [Chris Miller]
English:

And don't get me wrong, | think there's a lot of product folks out there who enjoy that modality of work,
I'm not one of them. And so, by playing in the mid-market, it means our revenue is distributed more
evenly across our entire install base, which means that there's no single customer who can hold us
hostage, really. But what that does is with great power comes great responsibility. | think what that does
is the forcing function of ensuring that the decisions that we make are a net benefit for the largest swath
of customers possible. And | think it really is the guiding light behind some of our decisions around
connected experience and usability and user experience. And so, playing in the mid-market, | think
affords us to be able to do that. So, | think that's another thing that makes us special for a company of our

size.
AR ERIE:

MRS, RAEERZTBAEREMIFEREN, ERFREFZ— BIRMPIRTHE, XEWRERK(HIK
ANBHSMDHEEBINREELS, XEREREEA—TEPREEZERI]. EXTRNERZ: g
R, BEEK. TIANXFET —MEFIVG, BERBRIBERERILRAEZHEFB#ER . HIAN
WL BHNXTEERGARL. SAMNBAFIRRERNVIERET. PR, EPEhRsitRI1E8I1H8
X —Re WFRMNXMMENQBT RN, XESH— TIN5,



[00:42:10] [Chris Miller]
English:

Culture is another one. And | won't get into the culture code. | think a lot of folks have probably read it. If
not, go check it out.

FROCERIR:

XUEE— T m. HMAFFEMH (XEH) (Culture Code) 7, HRBRZAFTREERIIT. IREH, =
BEE,

[00:42:18] [Lenny]

English:

I don't know if people have heard of that. What is that?
R EIE:

BRIAHEARZESRT, BEHA?

[00:42:20] [Chris Miller]
English:

Yeah. Dharmesh, our co-founder, one of our fearless leaders, Dharmesh, one of the things he most
famously did early on is he published the HubSpot culture code externally. You can Google it and find it
anywhere. | think a lot of companies sort of replicated that over the years, but by being really open and
transparent about the culture both internally and externally, | think one, it internally creates alignment
and it gives everyone something to point to to enforce why did we choose to work with each other the
way that we work with each other. | think it also helps in attracting the right type of candidates because
we put it out there, we're sort of really open about it. If you don't like that culture, chances are you
probably won't be super excited to work here. But if that's something that you're craving, and | think a lot
of quality people crave a lot of the things that are sort of codified in our culture. Humility, empathy,
adaptability, remarkability, transparency are sort of all things that | think people take quite seriously.

AR ERIE:

B, BITNESLIBA. TRIMMSEZ— Dharmesh, HREHRHBAN—HEHRENINGFET HubSpot #Y
LAY, RAIUATIER, FAEBMEEkEl, BEXEERRSQAREHRG T XML, B AT IMRIF
XU AFIER, HIANELEERIEIET HIR, ILENABERETK, BAREMNATABUXMERE
. HR, stBEMTFRSIGENRIEAN, RARINCEEERE L. NRFRERXFHXXN, RAIEMFS
BRXBTE, BMRMMEEXMNH—RINANBERENATEERNVERPARNATLRE: 3
(Humility ) . @ ¥ v (Empathy) . & & /3 (Adaptability) . = # ( Remarkability ) . & B8
(Transparency) , XLERARIEFEEENRIR.

[00:43:19] [Chris Miller]
English:

And so, being really open and honest about that. And being willing to sort of pressure test it on a regular
basis, like is this still a company we want to be? We are growing really fast. What has changed? What
conditions are still able to be supported with the culture we have codified today? What amendments



might we need to make in terms of who we want to represent ourselves to be to our customers and how
do we want to work with each other? And investing in that, hiring really good people that can help us
scale that | think is something that makes HubSpot really special.

AR ERIE:

FREL, EXUCRFFEIERFRMIMNSE. HERBREERMERT “EAOM" , il XERHINTBER NN
EIg? HANERFIEER, RETHAZENK? RINSREXBIXUTEIFHPLESRE? ERATF BRI
SUERFRMRILEENANAE, FNFEMPLBE? RETIL, HEMESEBINT BXMXUHRTA
7, HiIAAXRZIL HubSpot EIEFFRIRIH# T

[00:43:52] [Lenny]
English:

Amazing. I'm reading the culture code on the side here, and there's these little quotes that are really
sweet. | really like this one, "Solve for the customer, not just their happiness, but also their success."

FRCERIR:

AET. REFEFDR (XER), EEE—LEEMOIMER, HEERX—%F: “NEFEREE, £
XA T HAINRE, BERA T MIBIRT.”

[00:44:04] [Chris Miller]
English:

Yes.

FREiE:

=0,

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

Wise.

FRCERIR:

REES.

[00:44:07] [Lenny]
English:

This episode is brought to you by Merge. Every product manager knows how slow product development
can get when developers have to build and maintain integrations with other platforms. Merge's Unified
API can fully remove this blocker from your roadmap. With one API, your team can add over 180 HR,
accounting, ATS, ticketing, CRM, file storage and marketing automation integrations into your product.
You can get your first integration into production in a matter of days, and save countless weeks building
custom integrations, letting you get back to building your core product. Merge's integration speed up the
product development process for customers like Ramp, [inaudible 00:44:47], and many other fast-



growing and established companies, allowing them to test their features at scale without having to worry
about a never-ending integrations roadmap. Save your engineers countless hours, hit your growth targets
and expedite your sales cycle by making integration offerings your competitive advantage with Merge.
Visit merge.dev/lenny to get started, and integrate up to three customers for free.

FRCERIR:

ZAHATI B A Merge BB, B~ mIIBHNE, YHLARBITNEMERSHMTAERE, FaffLR
ERTREARIE, Merge HG— API AILITEE2 NERIERAE R IRX —FES, @BI— AP, ERYEAILLA
TR @A 180 MANFEIR (HR). &=it. #BEE (ATS). FES. CRM. XHEFHEMEHBILER. &
AILFENLRARE—NEBRNER, TERANEBEXERNIE, ILEEHRZTETHEZOS M.
Merge BYSRAI Ramp F& F LIKIFZ EMIREM KM MR AT MR T ~=mARSE, Ei1EES AN
RINEE, MEFIB KT LILIBHEMRIREE, Eid Merge BEMRSEUAEHNERME, AENIRATHE
TEUNEY, AREKBIRHAERRSEER. A merge.dev/lenny FFIAER, HREBREMZEA=1EF,

[00:45:10] [Lenny]
English:

Is there anything really fun about the culture, like a fun thing that you all do that's a quirky HubSpot
ritual?

FRSCERIE:
(XFXW, BREFAEINEENERS, LIRS MAI—LESIRM HubSpot XT?

[00:45:17] [Chris Miller]
English:

Yeah, there's a ton, but | think there's definitely a very legitimate school of thought around how culture
can both contribute to inclusion, but also, be a headwind to inclusion. | think a lot of the things that |
might associate with HubSpot culture are very much rooted in a specific period of HubSpot, right? It was
probably a pre-pandemic period. It was probably a period where we were all working in the same
physical space. And so, there's a lot of inside jokes. And sometimes the things are rooted in very specific
quirks of specific individuals who may not even be at the company anymore. And so, if you're someone
who's joined the company in the past two or three years and that flies over your head-

FRCERIR:

=0, BR%Z, BRIANHBEE—MIFESENMNS, BIXKEREEERS, LAlMNES RS, &
INHRZIHEAEEIR HubSpot X ILENRRIEIRF HubSpot FYEMFERTHR, XIE? AR AERAMRITZAIAVES
Hi, AXEER—MIETEIE. MUEREANE, AXERFARTFEERENANZEE, MXEAR
EFREEERNTEQT 7o FILL, MRMFRBIEZR=ZFMARTN, IBLEE(RAIERNFTRE—

[00:46:00] [Chris Miller]
English:

The company in the past two or three years, and that flies over your head. | think we have to ask
ourselves, "What's the value of continuing to embrace these things?" And so | think what we've been
doing over the years is taking inventory of the things that might have been considered part of HubSpot



legacy culture and really trying to again, pressure test it. Does this continue to serve us today? And if not,
we should be really comfortable of letting it go.

AR ERIE:

------ MRRBXM=FHRY, PERARATRETDRMS. RAARNBARES: “UEERBXLEHRADN
MERMA? 7 FrAXEFERIEN]—EERERARLERT RN HubSpot B XWRARA, HEXZHMNEHRT
ENML. XFESRERESRLNIAIRST? NRAEE, FNTREIZIBAMMBF

[00:46:24] [Chris Miller]
English:

But one of the things that | think is super dope that we do is we do this thing called PEER Week, which
was something that popped up during the pandemic and the TLDR is that it's like an event for product
and engineering; where travel changed with the pandemic and people don't get to see each other in
person as much, but there's a couple of weeks in the summer in June where we fly everybody in either if
you're in North America, we fly you to Cambridge. If you were in Europe somewhere, then we fly you to
Dublin and we spend a week together.

FROCERIR:

BIEIANFHNME—HBRENSEERE “PEER Week” , XZEAMITHAEILIIA, BEK (TLDR), X2
— M ER @M TRRENEER. KRITHRETERAN, AXKRERNZELT. BESANERX, B
AV, BNSBPREAEIR—NRMREILSE, SYEIF (SFEEEM) ; MRFERUN, #EEIERHE
o BMZE—ERFL—E.

[00:46:56] [Chris Miller]
English:

There's not a ton of focus on just classic productivity. There's a ton of focus on building connections and
safety and just getting to know people and who they are as human beings, but also, damn | forgot how
much | missed whiteboarding. It's actually being able to get in a room with a physical whiteboard of
people and work on some stuff. And so this is, | think the second year in a row, or second or third | don't
remember, pandemic years have really fogged the brain... That we've done it. And it's one of the things |
look most forward to every year is getting everybody in the same city to just hang out.

FRCERIR:

HMNARKKEERANESS, MBEBEXTEIRKR. L2, URTHBAREN ‘A" 8—E. MH, X
W, HESTHESHSBRIVIET . BNAR—EFEEYESRNEREMIARA, BEXET HEX
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— UARKBER—MH, —EHERY

[00:47:27] [Lenny]
English:

| love it. | keep peeking at these highlights and they're really interesting. So we're going to link to this
culture code also in the show notes if you want to check it out. But anyway, let's focus on how HubSpot
grows. And there's kind of two parts, in my mind there's just like, how did it start and what worked really
well. You're actually on the inaugural team, | believe, of HubSpot's growth team and things worked out.



Well done. I'm curious maybe just to start what you think you did so right, early on in the history of
HubSpot to help it grow into the behemoth it has become. What was kind of the early success elements
that were key?

AR ERIE:

XiET. R—HEMEXEXHUER, ENREE, RNSE CLER) BERRETENEE, BB
AUEEE. SVAER, IERNIXE HubSpot BINAEKE, EHREKR, XONRED: ERWAFHEE, X
M AFERET . FABEIREIIFATE HubSpot IEKHEIMARIEIIEM R B RE, MALRIFERT. FRER.
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[00:48:31] [Chris Miller]
English:

| would say the early years of doing freemium. And for the record, there's definitely an iteration of the
growth team before | joined that, you know really like Brian Balfour was the person who | would say
injected that first dose of PLG DNA into HubSpot. So shout out to Brian. | want to make sure he gets the
credit that he's owed.

AR ERIE:

S R AT R EFIEERT (freemium), IREREB—T, EHEMAZA, EBEKEAMNEEELEITENR
T Brian Balfour @#81/9 HubSpot JF ANE—FI PLG (F&mIFhg«) EFEMA. FrlAM Brian 38, HE
ARSI AENEE,

[00:48:26] [Lenny]

English:

Yeah, we're going to have him on the podcast at some point. It's in the works.
R EE:

=R, BIWTEER MR LEER, EESFF.

[00:48:29] [Chris Miller]
English:

Yeah, he's a legend. Brian's great.
FRCEIE:

EHY, MR MEET. Brian Ri%.

[00:48:30] [Lenny]
English:

Absolute legend.
FRCERIR:



BIFBIE BT

[00:48:31] [Chris Miller]
English:

And so after Brian had left HubSpot, it was a bit start and stop. And so when | joined and we sort of took
another stab at it, | think there were a few things we did. One, in the beginning is we really had an
aggressive mentality, an aggressive approach | think. And by we, | mean the team, the actual really small
initial growth team. We tried not to be pedantic about where we were spending our time. And so we sort
of tossed our mission and charter out of the window. We said, cool, maybe on paper we were, | think the
sales tool, activation team. It was a very boutique mission and remit compared to | think a lot of the other
teams at HubSpot's missions and remit at the time.

FRCERIR:

7E Brian BFF HubSpot f[5, KT {FE—ERETES, HWIMAHBRZHN, RUAAENBT LGS, F
—, TEFEMER, HNHKEE —MEENOTSHEZE. TRN “F()” BEBIEVAEIEE)NVIEKEH
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[00:49:21] [Chris Miller]
English:

But even though that's what we were supposed to be working on paper, we were sort of like, if we find
something that looks like an opportunity and no one else in the business is thinking about it, we're just
going to try to fix it. We're going to ask for forgiveness rather than permission and start to call some plays.

FROCERIR:

BERERE LBEHANNVIE, FMNINPRER: URBNEAT —PEERGINZHNFRA, MAEELA
EEERE, RMEREZHBRE, RIERI FTHER" R, FBFIEARIT LA,

[00:49:38] [Chris Miller]
English:

And what that looked like was at the time, a very small percentage of, | think HubSpot's subscription
revenue would be described as self-service, like people putting in their credit card and buying something.
It was predominantly product driven leads like PQLs. And so we were literally sending everything to the
sales team, which it was running revenue, but certainly opportunities for efficiency because it was the
first time we'd really had a product at a price point that could be transactional and not a highly
considered purchase. And so we were thinking about this and we were like, "Well, how does this work? Is
there even a pricing page in the product that people could actually buy something?"And we found it, but
it had been neglected. It was sort of like, | think no one was sort of committing any code to that
repository.

FROCERIR:

BFBREXFR: HEF HubSpot BUITHWAT, RERN—EDAILKIEA “BBIRS" BIANEZRIE
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[00:50:31] [Chris Miller]
English:

So we approached a team who owned it and we were like, "Are y'all working on this? Is this an active
development?" And they were like, "Nah, we're working on a bunch of other stuff." We were like, "Can we
take this?" And they were like, "Sure, if you want it, take it. It's one less code base for us to maintain." And
so we took it and immediately blew it up. We redesigned the whole thing focused on discoverability, how
are people getting to this page, focusing on desirability, like how are we talking about the value props of
the things that we're wanting to sell to customers to help them grow better. And then thinking about
doability or usability, how do we actually just remove the friction that's standing in the way?

FROCERIR:

FRBNBIXEATZTBANREBEAR:  “MRIERXNE? BEAFLRE? * iR %, ZIMCEN—HE
Fle.” AR “BRAESAGTAING? 7 MfilH: “HA, MRFBEMRZEE, BiTEseDdEr— M MEE"
FRENZEFT, AUBMLEARTH. HRMNEWMKTTEMNRE, TEF AL (AMIAEHREIXDRI
). “BEE" (FEMNOFEHER~ @O ETKUEBEPBEF LK), Uk “TITE” 3 “ZAME" (&)
SNMRIHERFERS M SERIERR) o

[00:51:10] [Chris Miller]
English:

And so we did a mad dash towards this outcome we wanted to drive, and when we released it worked. It
was actually a step function change in the way that the physics of the business and the funnel really
looked. And | think that was probably a catalyst moment of everyone saying, "Oh wow, there might
actually be something here." And so that attitude of saying that every problem is our problem and being
willing to really take a mentality of like, | think radical accountability and ownership mentality helped us
find opportunities that maybe the business wasn't explicitly asking us to solve, but we were able to
triangulate why it might be important for the business for us to solve it.

FROCERIR:
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[00:51:54] [Chris Miller]
English:

And when you do that, | think the business, a business may get more comfortable putting more on your
plate. Right? And so it's like we look hungry, so let's keep feeding us. And so over time our remit expands
and there's other things that we think are opportunities to gain leverage for the business or deliver a
delight to our customers in a more efficient way, and honestly in a way that they probably expected to
engage with us at that point in time. It was quite odd that there were so many humans involved in every
stage of the customer journey and some of our customers just like, "I just want to be able to try the thing



and buy it if | want to be. | really don't want to be forced into a sales engagement." And so it was really
kind of meeting the expectations of the modern software buyer in many ways.

AR ERIE:

HIRX RS, RARIEROHIBESESRALMR, MIB? mERKNEEFRRIE, FRUITRMAEIRER,
BEERSEIRIHERS , FABRBSCEEAREY K, HAMT Etbr] UL SIRETITRUESHO AN TR
AR, BRI, PSR EEENEFBHESRINEDNA. EFFPIRENS M EREEX
2EANIE5, XHLHEHFEN, BEEFEEE. “BRRAEHA-T, IRBERE. RENFEREEN
HEGW." FAl, XAERSHEELERE TR EZRIVEE,

[00:52:41] [Lenny]
English:

It sounds incredibly important. Basically your team turned HubSpot into a very product led growth
business, which feels very important in the history of HubSpot's growth. Would you consider what was
there before where it was the beginnings of self-service, but they had to talk to a salesperson? Would you
consider that product led?

FROCERIR:

XITERREER, BEAL, REVER HubSpot HEN—KIFFHMBR~mIRENERK (PLG) i, X7
HubSpot BB KSE ERREXEE, RRIANEMIEFZE, BHEAE T BBRSNEFEDNFTSHEA
RRRRAZ “TmiRE” 32

[00:52:59] [Chris Miller]
English:

Yes.

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

Okay.

FSCERE:

a5

[00:53:00] [Chris Miller]
English:

Yes.

FRCERIR:

=0



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

And so how would you describe what the shift was in terms of the way the sales motion and growth
motion changed?

FROCERIR:
BA, REMEEREERIE KRR ENTWL?

[00:53:07] [Chris Miller]
English:

The go-to-market motions that we were working on definitely fit under, | think the broad umbrella of PLG,
but | don't think the culture of the company was necessarily explicit about being a PLG company. | don't
think that's the way we talked about who HubSpot was and trust me, there were a bunch of other factors
in here. | definitely, | won't say that our team were the sole driving force behind that shift in our strategy
and approach, but certainly the data that we were able to collect and the experiments we were able to
run and the insights we were able to surface and the research we were able to synthesize... It gave us
conviction to double down on it for sure. And that was definitely maybe the beginning of that inflection
point for the company, but there was certainly a lot of other things that led to us wanting to become more

product led.
FRCERIE:
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[00:54:01] [Chris Miller]
English:

Again, | think about it, | think any company is probably searching for ways to operate more efficiently. And
if your revenue is so tied to go-to-market headcount, it gets really hard to scale the bigger you get. And so
| think there's an innate desire to want to be more non-linear in our growth. And | think us arriving at the
right place at the right time created sort of alignment around what the path forward could look like. If we
want to live in that world, how might we get there? And | think that's where we really fit into the equation.
It's like, "Oh, we invest in this team. If we invest in the type of work this team is doing, that's how we're
going to build efficiencies over time." And it's also, we like that because it's in line with what our

customers are already expecting from us.
FRCERIE:
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[00:54:47] [Lenny]
English:

And it sounds like you weren't like, "We need to be more product led." It was more just how do we get the
sales process more efficient and the motion of growth more efficient and that emerged out of that.

FROCERIR:
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[00:54:58] [Chris Miller]
English:

Yeah, | mean, don't get me wrong. We were definitely like, we need to be more product led. And | think
that's actually the nuance here. You asked would | consider what we were doing product led growth? And
| think the answer is absolutely, but that's because a fallacy that people, a lot of, | think maybe early stage
founders or folks who are unfamiliar with chronic growth or maybe only know about it from an academic
point of view, maybe fall into the trap of is assuming that in order to be a PLG company you can use that
interchangeably with being a fully self-service business or fully self-service go-to market.

AR ERIE:

20, BNERE, 3R, RIEBEESFEEEUTmAER. FHINAXENAHENETT: RRKE
DIANBANERENE~REMIE R, HHEEREEN. BREVEIQBEIBATAIABTEROAN, HER
MERAETRENA, FRIBA—MRX, I\ “PLG AT FRTF “T2BBRSHNLS” H “T2H
BIRRSS I AR -

[00:55:34] [Chris Miller]
English:

| don't actually think that those things are one and the same. | think that most companies, at least the
larger, more successful ones that have done amazing things and are cornering their market or category,
that we would consider to be PLG companies have a bunch of humans working on really important things
on their go to market, and it's more of a hybrid motion. And | think it's less about, again, being sort of
myopic about your approach to PLG and having it being really rooted in principles that are, | think very
kind of academic or conceptual in nature.

FROCERIR:
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[00:56:08] [Chris Miller]
English:

But more sort of being pragmatic and saying, "Okay, cool. Who is our customer? What is the product that
we sell? How are our customers used to buying this thing? How would they prefer to buy it in the future



that they would like to live in? What's the packaging of our products? How do our customers decide? Is it
a top down decision or a bottoms up decision? How complex are our building and subscription terms is
something that's going to be pretty transactional or something that's going to be fairly considered? How
comfortable is our target market with the technology in our category? Are we competing against non-
consumption? Are we competing against competitors in the same category?"

FROCERIR:
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[00:56:48] [Chris Miller]
English:

And if you actually answer those questions, and | think it may be obvious where I'm going with this, but
based on the answer to those questions, the conditions on the ground might lend themselves to be more
favorable to product-led growth and be more favorable to self-service, right? It's why there are companies
that the value prop is just so... Like you don't need a person to sell you Loom. | use Loom and it's so
intuitive that | can just decide on my own whether | want to buy it. You don't need a person to teach you
how to use even Slack to some example. Like Slack is extremely intuitive. Right? Like you could throw
someone in Slack and use a product in a similar paradigm and it can probably figure out the basics on

their own.
Fh>CERIE:
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[00:57:25] [Chris Miller]
English:

There are certain products that don't necessarily check those boxes. And so | think what you can do is
kind of take a more modular approach to PLG, and it's like based on how a customer in the best case
scenario might go from zero to one when it comes to activation and onboarding, do we need to have a
human involved in that process at all? Or as a backstop? If the answer is yes, then maybe figure out ways
to have humans involved where your cost structure is durable or at least defensible. If that's not the case,
then go take a PLG approach to it.

FRCERIR:
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[00:57:59] [Chris Miller]



English:

And so across our entire business, we've never taken a very pure, everything here for this line of business
or this product line is going to be self-service without being able to defend and contextualize why across
the entire customer journey this makes sense. And so yeah, we have customers who come in through the
product led front door and kick the tires on the product on their own and activate on the product on their
own. But then when it comes time to buy the product, they want to talk to somebody and there's
legitimate reasons why, right? There are maybe IT and security concerns that they need to get somebody
on the phone for. Maybe they're coming for a platform where data migration is a huge fear they have, and
that's not something that's easy to do in a self-service environment yet. | think that's going to change

over time. But today it's still kind of painful when you're doing rip and replaces.
R EIE:
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[00:58:48] [Chris Miller]
English:

And so to try to brute force that into a sort of self-service motion for every customer writ large would be
solving for your business' desires, not necessarily solving for the customer at the end of the day. But we
also sell into different segments of customers that are maybe digital natives but not familiar with
products in our category. And maybe they're coming from not a competing product, but they're coming
from a more rudimentary system like spreadsheets. | mean, I've seen customers using post-it notes to
manage their.

AR ERIE:
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[00:59:25] [Lenny]
English:
[inaudible 00:59:25].
FRsCERF:
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[00:59:25] [Chris Miller]

English:



The deal pipeline, the real old school way, and that was sort of their locus of control for their sales team.
Right? And so there are use cases like that if you're a smaller team, you kind of have an acute
understanding of the pain points that are like today's buyers that you need to put out. You don't have to
deal with the burden of a huge data migration. And the person who is going to be in the CRM day in and
day out is also the person who gets to make the final call on what CRM they're going to use. There's a ton
of those customers that we never talk to in person, right? And that's awesome too. And so being
comfortable with things not necessarily fitting into clean boxes and having conviction that a modular
approach or a more hybrid approach is actually the way to optimize for the customer and the business at
the end of the day is something that | think we embraced really early on.

AR ERIE:
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[01:00:17] [Chris Miller]
English:

One of the first metrics that | had was activation rate, but it was also how much demand am | sending to
the sales team? And there was no turf war about that, right? It's like, oh, that's net positive for if people
are able to get helped and a lot of the questions that they have cannot be answered with the product
today, we should absolutely be proud to connect them with one of our awesome people in sales who can
be like, help see if the solutions we offer are a good fit for them. And there are instances where people just
don't want to talk to somebody, and our job is to make sure that there's a friction-free way for them to

make that decision on their own.
RSz ERIE:
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[01:00:48] [Lenny]
English:

Amazing. | think on the one hand, this could be a whole podcast is just talking about your PLG learnings,
knowing... It feels like HubSpot is one of the biggest success stories of transitioning more and more into
PLG, at least at that point. Even though you're saying it was PLG early on, it feels like a huge shift to the
business. So | really like this framework you just shared of if you're trying to become more product led,
just think about the zero to one from visit to activation and when does someone really have to talk to
someone and how do we help them not have to talk to people in that moment? So either in that direction
or just broadly, if someone was trying to explore how do we become more product led, what are the first
couple steps and dives you would recommend they do to help them down that road?

AR ERIE:
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[01:01:34] [Chris Miller]
English:

First | would ask, why do you want to be product led? What assumptions are you making in terms of why
being product led are going to be net positive for the business or for your customers? And | might even
ask them to define what product-led means to them that we can get on the same page of what we're even
talking about.

FRCERIR:
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[01:01:52] [Lenny]
English:

How would you define it? Do you have a rough, an answer to that? Just so people get a sense of what it
probably means.

FRSCERIF:
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[01:01:58] [Chris Miller]
English:

Yeah. At the highest level, it's like taking a go-to-market approach where your product job is to grow
revenue and you use humans as a backstop and not the other way around.

FROCENIR:
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[01:02:08] [Lenny]
English:

Awesome.

FRsCERF:

AET

[01:02:09] [Chris Miller]

English:



And | think the key thing is that humans can be a backstop. There are moments where it's going to make
sense for humans to be a backstop. One example that is | think is really normal, a hardship circumstance
where a customer needs to end their relationship, right? Like every SaaS company deals with this. Some
take a fully automated approach, but most usually have some sort of escalation path that will result in a
human having to resolve this. It doesn't make them any less product led. | think every company at its core
is having some humans behind the scenes interface with customers on things related to go-to-market.
But I think once defining that and getting on the same page about that, | think you can learn a lot. And by
the way, these are the normal conversations that | have with founders all the time. I'm actually an
operator in residence at OpenView, and so | speak to a lot of their poor [inaudible 01:03:01], and this is
usually the conversation that we end up having.

FRCERIR:
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[01:03:03] [Chris Miller]
English:

And | think what's always interesting is how different the sort of array of answers are when you ask that
question. Some are like, oh, it's about top of the funnel demand. We want to be more product led
because we want more leads, we want more signups. You're like, "Oh, okay." And that's a very defensible
reason. There's a lot of data that shows that freemium products attract a lot more top of the funnel
demand than sales led go-to-market products do. Right? Some, it might be a matter of constrained
resources. We absolutely need to be more product led in the stage of the company because we simply
cannot hire an army of implementation specialists and folks on the customer success outside of the
house to help every single customer at scale, which is generally a byproduct of having a really large top of
the funnel. And then there are others that are, it's about revenue efficiency.

AR ERIE:
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[01:04:34] [Lenny]
English:

Awesome. Maybe a couple more questions along these lines and then | just have a couple more questions
| definitely want to ask. When someone is trying to go in the direction of product led growth, A.K.A. more
self-service, and | guess maybe let me just ask, is that sort of how you think about the equivalency of
those two?



FRZERIE:
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[01:04:50] [Chris Miller]
English:

Sure.

FROCERIR:

BT LA Ao

[01:04:50] [Lenny]

English:

Okay. What are maybe the most common mistakes they make that aren't as obvious?
FRCEIE:
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[01:04:55] [Chris Miller]
English:

I mean, the number one mistake is hiring a head of growth, giving them no resources and expecting them
to pull rabbit out of their hat. | feel like every PLG veteran has some joke that they tell about the poor
head of growth who has no tooling, no engineering cycles, no designer, no access to data, and then are
handed a really scary big number and told to go move it. | think that's a common mistake that has stood
the test of time.

FRSCERIF:
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[01:05:28] [Chris Miller]
English:

Another one is expecting really quick turnaround and thinking of it the same way you might think about
hiring a sales, an incremental sales headcount, which is that you're expecting near term liquidity from
that investment, but when you're doing PLG at its core, it's still R&D. You're still sort of planting seeds
with the hope that over time this is going to play out in the form of durable pie efficient growth. But if
you're expecting, you put a team on something and then you want that team to sort of have outsize
impact, and sure there's going to be low hanging fruit, but | think just not having the patience to see the
investment through and cutting bait too early is another, | think mistake some companies make.

FROCENIR:
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[01:06:20] [Chris Miller]
English:

And then | also think that bad data hygiene is the other one. So not having taken a beat to properly
instrument their product, messy data, no real self-service way for people to access that data. Like having
analyst bottlenecks can be a terrible position to be in. And so eating your veggies, getting your house in
order from a data standpoint, | think is a crucial first step because if you can't actually measure what's
happening, then like why?

FROCENIR:
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[01:06:54] [Chris Miller]
English:

And then maybe the last one is people giving up because they don't have enough data, right? They're like,
we can't do PLG because we don't have this massive data set the way that HubSpot has or the way the
Airbnb has. And it's like you can still do PLG, you just need to use different data. The way we think about
data is that quant data is just another form of data. The same way experiment results are just another
data point. You can learn a ton from just talking to customers. Like qual research is super-duper
important, and so if you don't have data to tell you exactly what every single person is doing in your
product in aggregate, you can still talk to 10 customers and probably get a clear sense of what's
happening and why it's happening. That you wouldn't even get from the quant data.

FROCENIR:

Ea—MERERANENEEBRBIHIEMRF. tilxiR: “FIMEART PLG, ENHEANZEEK HubSpot 5¢
Airbnb FRIFFEARRIEIEE " BHSERNATT UM PLG, MMRFEFEATRNEKIE. RITHHRIENEEZZ: &
E#iE (quantdata) ISRHEN—MTR, MEERERAR— M HER—, MEBZSEFARIKMEFE
REHRMA. EMHAR (qualresearch) IREEE, P, MIRIREBEIERSFFETNHAPEFRPNEMET
7, ARBZARI LR 10 DE A, RATGEMEREM THRRET HAURATARE, XEERMEELEMN
EEBHIERRES.

[01:07:33] [Chris Miller]
English:

So people getting demotivated or companies getting demotivated because they think they're too early to
do PLG, you can still do PLG. PLG at its core is just having your product sell the value prop of what your
business does, and you can still deliver on that without being able to stand up a very robust and
sophisticated experimentation practice.



FRZERIE:

FREL, BBERNGEE CEATREMILIEM PLG AR RE, RERD, RIHARTLUM. PLG BIZORZELL
A~ mAEHEMLSHNETK, BMERESEEIEFERENERNKLRMAER, (ROATUERX—
&5

O

[01:07:53] [Lenny]
English:

Kind of along those lines, but going even broader. Without disclosing trade secrets of how HubSpot
works, how would you describe the loop of growth of HubSpot? In the words of, you mentioned Brian
Belfor and Fareed, what is the growth loop of HubSpot either now or recently? Just a simple way to think
about how HubSpot grows.

AR ERIE:

& XA B, KRB B—T. ERME HubSpot BUHNZEMFIRT, RIUMEIHEIR HubSpot FIIEKIEIF
(growth loop) ? FAfR#EZIAY Brian Balfour #1 Fareed B9iERi%, HubSpot MIEHRIEAVEKFEIFEMTA?
BRE—MERENS RIER HubSpot RINMAIEKA?

[01:08:12] [Chris Miller]
English:

Our loops are less tactical. In fact, if I'm being brutally honest, | think loops are kind of hard to achieve in
B2B SaaS. | think there's some examples of that, but | think some of the best loops come from UGC, user
generated content. | think a lot of B2C community focused platforms can do loops really well. | think if it's
B2B Saas, it's hard to find things that get loopy. And it is me going, | think all my Reforge [inaudible
01:08:40] are going to be upset that | said that. But | think that's the truth.

FROCENIR:

HNVBIFLBLARLAY. FXLE, BAH, FHINNE B2B Saas TWHRM@ELIMER, BAET—LEHF, B
HINNERFHNEERETF UGC (AFREMAR). REUMARNZOB B2C Fa 7] BB IR, B
B2B Saa$S ¢z, RMEHEIEFRMARBIARIE, HRiXIERIBERILIKTE Reforge MEE(IREN, BHRIEEXT

[01:08:42] [Chris Miller]
English:

When | think about the flywheel of HubSpot, I think it's more of a macro flywheel. And just to kind of lean
into our own lingo, it's really attracting gage and delight. And so, one of the principles that guides our
thinking and our strategy is give value before you extract value. And | think that was at the core...

AR ERIE:

HFEE HubSpot B ¥R, IANEEZE— 1AM (. AENBSHARNERRE, M2 W3l Bz W
%" (Attract, Engage, Delight) . #5SHMNBEMHBHNENZ —F: ERENEZAILRENE. FIAAI

L T

[01:09:00] [Chris Miller]



English:

Give value before you extract value, and | think that was at the core of inbound marketing at its inception,
that outbound marketing was asking for something from customers or prospects before giving anything.
And so at its core it's like, okay, yeah, if you give a little for free, people who are interested in sort of
hearing the rest of how that album sounds are going to come and stick around for more. And so in our pre
PLG days, it was content marketing and white papers and listicles and eBooks and things that people had
to download that were really filling the top of the funnel. And that is just taking another form with PLG.

FROCERIR:

TERBNEZARRMENE. HINAXZE “NREH” (Inbound Marketing) A ZMHZOL—ERH “H
I5EH" (Outbound Marketing) BEREAMAAZAIZAZTFAHEBEEETF RN FAUEZOZER: WX
REFRM—RARE, PLX “BKTEITERNM BHEBOAMSIIRAE TR, TR0 PLGC BIH,
ERBEH. ARB. JIRXE. BFHBUMANETE FTENARAEET RS NG MIE, PLC REILER
Tz

[01:09:39] [Chris Miller]
English:

And so we intentionally put out a lot of free software. And the idea is that this software is not sort of
gimmicky. It's not designed to run out of value on day one. It's actually designed so that our smallest
customers can get some value out of it in a sustainable way. But if they're engaging with it deeply
enough, they're going to run into the limits of what that value is. And if we've done our jobs and delivered
what we believe we were supposed to deliver, then the decision to purchase becomes a no-brainer.

FRCERIR:

FRUABRMNERIRMAG T REZRER G, HNPESE, XERHFRZEEXL, FEF—RATMENET. E
I RZBiL&R/NWEFP BEUARBENAMFRENE. ENRMIIERTEBARN, MSBlXEMN
BER LR, MRFMNREITIRE, XN THMWANMEZZMORA, BAWTRRMEZEFINELE,

[01:10:10] [Chris Miller]
English:

And if they're delighted with the experience of being a customer, they're going to become advocates, and
they're going to become promoters, and they're going to tell their peers. Because what we also know is
that a lot of small business owners and even medium-sized business owners take a lot of guidance from
their community of peers. And sometimes that's a digital community, sometimes that's not. And so
anytime we win an advocate through delivering an excellent customer experience, they bring more
people into the top of the funnel. And so it's a really honest, and | would say an honest macro loop in the

sense, but that's the way we think about our flywheel.

R EIE:

MBI EANEFNEEZEREIR, MIMSRAESENHEE, HAEIFMENNET. BRiIBIE,
RNl FEERREPIFZMMBIINRTHEPRERZES ENRHFHK, N2, i, 83

HMNBEIRMUEBHFAFERS—UESEN, MITRMIBESHATNE R, PAAXE—HIFEER
HUZRTRTELS, XFLEFx(]EE KGN



[01:10:50] [Lenny]
English:

Oh man, this could be a whole other hour of a podcast just diving into this stuff. This is so good. You
shared this interesting story that | wasn't aware of. So HubSpot's kind of known for content and SEO. You
search for anything and there's always a HubSpot article about it. And so is what you're sharing here,
essentially that was a big part of the early days, SEO, free content that drove people to the site and the
product wasn't free, is what I'm hearing. And then it shifted to now it's a free product that anyone can use
and that's what drives the top of funnel.

RS ERIE:

R, RN XERAXEWN—MNE, XXET . FOET =N RZEFIERNBEBHRE, HubSpot LA
A SEO ER, REEMARASEEFE HubSpot WXE, FIMRNIA DEMNEERR, FHRA—MOER
SEO MHERBTBARSIZIML, EYR~mEFREN. ARMNERTNERE—MERAASAUEANRE
&, XA T IRER SRR E ST,

[01:11:21] [Chris Miller]
English:

Yes, correct.

FRCERIE:

T, =i,

[01:11:22] [Lenny]
English:

Amazing.

A EiE:

KHETT o

[01:11:23] [Chris Miller]
English:

| can't give a specific number, but a large percentage of our revenue flows through the product. And it's
not necessarily maybe where people ultimately purchased, but that's their sort of first conversion event
with us. They were in the product, they liked what they saw, they spoke to somebody, and then
eventually became a customer. And that is now a pretty robust top of the funnel for the company.

FRCERIR:

HABLH— T RENHT, BRNBRA—BIBRARRET @M. XF—ERANRAWIMTT, EIE
IS INBE—REZAEMS. WNE~mT, ERMNEINAT, ARSEARK, REFRNEF. X
EELM N A EFER AR,

[01:11:45] [Lenny]



English:

So | think this is a really interesting story of just starting with one growth channel of SEO essentially,
content marketing and then shifting to something else. Is there any lessons from that experience for
people trying to kickstart their growth of SEO versus this freemium approach? Is there anything there that
just like this worked really well for us and you should probably try this, or SEO kind of runs out in this
specific type of business?

FRCERIR:

HNAXZB— T IFEEBNHRE: MSEO (FRLRRBEN) X—MEKRER R, ARKOEMRE, ¥
FARLHE BB KIAR, XTF SEO SXMEFIFERNNMLL, BHAKEHIIG? EETAKRARE
EHBFAVEREER, MERZARA" , HE EHERENSESH, SEO RAZBEMIT ?

[01:12:10] [Chris Miller]
English:

I'll admit I'm definitely not an SEO expert. I've been fortunate to work with some of the best marketers in
the world who | think are bonafide legends at this point in terms of what they've been able to achieve at
HubSpot and building that lead and signup machine. What | will say is being really aggressive about
experimenting with new channels is so important, and diversifying your channel mix is so important
because things can change overnight and that might disrupt your entire funnel. Like a Google algorithm
change can have a massive impact. If you're reliant on app store optimization, a change in Apple's
algorithm might have a massive impact. What we're seeing with generative Al, | think there's a lot of
people losing sleep at night because it's unclear how this is going to impact SEO writ large. If that's what
fuels your entire business is being on Google search result page, then what's going to happen in this new
sort of world we're about to enter?

FROCENIR:

BAINERENTZE SEO TR, HRFTRSHF L—LERMAFHNEHEAREIE, #117E HubSpot FREXISHIARL
MUARBINBELRITEIMIESE, BRNEEFAY. FERNE, RRIHAHTREFEEE, REds
MEFUHREEE, AABERAEE—RZBEIREZN, MMBIFMRNENR . LLINSREEZN—RIARE
AR EE AR, MRIFEMMABEMRL (ASO), EREZMNNTHLIREEARM, EFTRITNETE
FIBVERMI AL, BRRZ AEBARMER, ENEERNSEXFMARMER SEO, MRIRHIE ML SZEEL
MEBTIRRERIUCKRRE), BATERNEEHNNZ M RHRESIRERFA?

[01:13:15] [Chris Miller]
English:

And so | think to the extent that you can not have your funnel be relying on a single or a couple of
channels is really important. We're always testing new channels. One of the channels that we're spending
some time experimenting with is this concept of microapps. And it's actually not a new concept for
HubSpot. One of the first microapps you ever built was a... Maybe Dharmesh built this, the original one,
but it was called Website Grader. And it was you put in your domain, and it crawled your site, and then
gave you a set of recommendations for how you would optimize your site. And it was free. It was
definitely a one trick pony. But what it did was it created an interesting conversation, which is like, okay,
cool, now that you have this information, what are you going to do about it? And one of the things you
could do is you could become a HubSpot customer and you can use our product to fix a lot of this stuff.

FRCERIR:



FRUFRINS, RAJGERILIRBVRHEH T R2—s VBN RERIFEEEN. H—BHENRMERE, KB
AIIEFETERY BRI —NRER “HMRA” (microapps) IS, XELX HubSpot RAZHE . Al
RFWENMNAZ —2—FI8EE Dharmesh #EZBYRAAR— U Website Grader (Mi4iT5388). R%
NRBYI®, ERMEEIREIMLG, ARSGIR—EMNARENENEZEN. EBREN, WERE— BEEET
—MEBIMER: “XET, OERETXERER, MITEEAN? 7 Ef—MNERMEM HubSpot BY
FF, EARNMNTmEEEX LR,

[01:14:06] [Chris Miller]
English:

And that worked for us. It worked really, really well. And so we've done that play a few times and it's
something that we'll probably continue to do. We have a bunch of these microapps. We have a brand kit
generator, we have an email signature generator. We've experimented with a Build My Persona generator.
There's a couple of ones that | can't talk about right now, but we'll learn a little bit about in a few weeks at
Inbound. But yeah, microapps are an exciting new channel for us. And some will be successes, some will
flop, and we'll probably sunset them. But being willing to fail in the pursuit of finding new distribution
channelsis also really important.

FRCERIR:

BHJAVEBER, MRIFEF. FIUFNERXITT JURXMER, FEAJEIBEMTE. RE—HEX
BENA . mEEERRE. BEEREMEE, RITELHLYE “WEENEGR” £ME. EF/LMHRIREREE
WHEY, JUARRE Inbound K& EARSTH#E, 52, MNANKMRRE—1TLANENHRE BLEZK
1, BERKRM, KMBERITMEXE, BEEFHFDARENIZFRERERZRN, HEFEERH.

[01:14:44] [Lenny]

English:

That's an awesome insight. Is there a place people can go to find these microapps that you all have built?
FRCERIE:

FEENM, ARETUEMEL IR X LN EIG?

[01:14:49] [Chris Miller]
English:

There will be soon.

R EE:

RRMEET .

[01:14:50] [Lenny]
English:

Oh, mysterious. | also noticed Dharmesh tweeting about some Al projects he's working on. Is that related

to these microapps? Or is that just him on his own time just doing fun stuff?

AR ERIE:



MR, HMis, FtESE Dharmesh 7S LA 7 —LAMIEFE MY Al B, BAXEHNAEXE? 22
fthll RES BBV R ?

[01:15:00] [Chris Miller]
English:

Very related to microapps. | would say ChatSpot is actually, and for those who don't know what ChatSpot
is, ChatSpot is a bit of an Al copilot that Dharmesh built that has sort of been very positively received by
both HubSpot customers and non-HubSpot customers alike. And so that's something that we're, wearing

my Al hat, spending a lot of time thinking about, sort of what direction do we want to go in the ChatSpot.
R EIE:

M AIEBEEXR. FA8Y ChatSpot K5 LR — X FALEARKIE ChatSpot AR, E=Z Dharmesh
I — Al BIZ3E (copilot) , ZFI7T HubSpot &P FMIERFHI—4FiF. FRUAERGZR AIBNA, FKIETE
AEFEEZ ChatSpot IR BA .

[01:15:26] [Chris Miller]
English:

But again, it was something that we put out in the universe to see what happens. And now it's like, oh,
we're getting an interesting amount of signups every month. Who would've guessed that? | don't think
that... That definitely wasn't on the roadmap a year ago. And | think being a 17-year-old SaaS company
that can still operate with that sense of urgency and pace helps a lot to why wait to get consensus on a
decision when we can put something out there and then see what happens and see what the data says.

FRCERIR:

BEt, XRHRIMNEREREESLEFANKRA, RELN, STRMERELTNNEME, EEERIE?
—FRIXBRNAEREE L. FINNFERA—FIAE 17 FHER SaaS 27, HARRMUXMEBRMNTRIE?E,
MEAVEBRAR —EEARNTATUERA G mBEERNEE, M ABFEEMIIRBMRE?

[01:15:58] [Lenny]
English:

Yeah, | was just going to say that it feels like it's such a win-win-win, including it's just a release for people
on the team that have been there for a long time just to work on something totally different and new and
just launch a new product.

FROCENIR:

2H, RERRXBER—TZRNEE, SENTREEENTSTRANAFRR, X —FEH—HX
ERTERE. £WKRE, HEH— "m0

[01:16:08] [Chris Miller]
English:
Yeah, 100%.

AR ERIE:



28, BPZBE.

[01:16:10] [Lenny]
English:

| love that. Is there anything that just significantly accelerated growth in the last, | don't know, number of
years that was like, wow, this really changed the game.

FROCERIR:
HERZ. ASE/VEE, BREAAEBEZMETER, ILFRT “H, XEMNNZETIRHELAN ?

[01:16:14] [Chris Miller]
English:

Covid. Covid was obviously challenging and awful on so many levels, but it was scary. It was super scary.
We were all terrified. We didn't know what it meant for our jobs. My own sister, who also works at
HubSpot now, she at the time was transitioning into hospitality and was two months into her job when
she got furloughed because of Covid. So who knew what the world was going to look like and how it was
going to impact businesses?

FROCERIR:

WMEER. RRERSZEE LEARRANNEERES, EEINHENRITA, BRMTFA HINBRBE, £
FEXH BNV TEERE T2 HFHRGE (WIEWRTE HubSpot TF) HESERBHNEE W, RITIERD
ARRARIBEREIRT . FRUSRENEHRSTHM AR, SWHELFEFARIE?

[01:17:14] [Chris Miller]
English:

| think we were prepared for the worst, and we actually caught a bit of the Covid tailwind and a lot of
other businesses did, because companies who never had to think about digital marketing all of a sudden
had to, and it was urgent. It was a burning need for them to figure out how they were going to weather
the storm. And I think one of the things that HubSpot did, and this is one of the sort of phrases we use
internally, is never waste a good crisis.

AR ERIE:

BB LML T RAVITE, BREFLIBMNMRSEMEL—, EL£T7T—R2EN “IMRE" . AR
EMREBIRFEENATRABAFRFAZTERT, MEFERE, NIAFFERNMEIEX. HiIAN
HubSpot MBI —E—XWERITABE RN —DIE—mURE XZAERE—ZEI -

[01:17:14] [Chris Miller]
English:

And so, one of the things we leaned into was sort of goodwill pricing, and we lowered the price on some
of our tools and created some temporary leniency around certain things. And just the removal of that
friction ended up being a really interesting tailwind for the business and specifically for the business that
I run, which is our starter business, our free and starter business, we really accelerated growth during that



period, which was not... | think if you would've looked at my Bingo card in March of 2020, | don't know
that | had that on the Bingo card.

AR ERIE:

FREL, BATRERBVIToHZ —RHET “EFEMN” , BRT -EITANME, AEREAERMHT IR,
XAERIVERREN N T WS- EEEBRENHED. 532N THRARANL S —RIBIRENNIIE
(Starter) 55— 7EARERBSHAIE KB ENE, WMREK 2020 & 3 ARYITHIR, REMNKITAHEIZ K EXM
%

[01:17:50] [Lenny]
English:

I'm looking at the stock price in another window here and | could see what happened. That went great,
and even it came down with the whole market, but it's coming right back up. With that, we reached our

very exciting lightning round. I've got six questions for you. Are you ready?
FRCERIE:

BRES—TEOERN, REFINRET 4, RNIFEEE, BIERAETET, BRAEXKLEKT, Eit,
BITHENT B ANHENNBEET T, FBNTRAZERIR, HEEFTE?

[01:18:04] [Chris Miller]
English:

Yeah.

HRCEIE:

BEEFT .

[01:18:06] [Lenny]

English:

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

RANABERZHNR=ABEMHA?

[01:18:10] [Chris Miller]
English:

Truthfully, | don't read a ton of books. Got a one and a half year old. | also probably didn't read a ton of
books before, but it's a nice excuse to have. That's why | don't have time to read today. But when | think
of books that | think about a lot still, there's a book called Everybody Lies, and it's a book... | believe the
guy who wrote it was a data scientist at Google. And part of the message is that everybody's a data
scientist and really trying to democratize the idea of using data in your everyday lives to make decisions
and demystifying the idea of data science.

FRCERIR:



WRIE, RREAER. HET—FFHNEF, MAKUAATEEREARS, BREXN T —MRIFHIE
0, #ERAfagiERs. BaRBEABERESNIXERETNE, H—F (AAEBERT)
(Everybody Lies), HiBEIFEEERRNMERFER. BHPHNMOEER "AANBRHEHNFER" , il
R HBEERERYUBMRRREERRL, FHIEFEERFIHBEL.

[01:19:15] [Chris Miller]
English:

But the way he kind of does this is through comparing Google search data and what we know people to
be actively looking for answers for, with sort of qualitative survey data. And people lie on surveys all the
time for a variety of different reasons, but no one lies to Google because it's transactional. If | lie to
Google, I'm not going to get what | want. And so it kind of really explores what it means to tell the truth
and how honest we are with ourselves and with the internet. And so | really love that book.

FROCENIR:

fET R IIEREE (FNMEATERRIRERORA) SELHRAEREHITHERELAX—<. Af]
HFEMREAZLETEERHG, ERBASHARHEE, BABERZ . MRFXNSTHTE, HRER
BIBBEORE. FAULERNRITTRKIEEREF A, URKNHECSHERKMEZ S FIFEIRPA
Ho

[01:19:15] [Chris Miller]
English:

The other book | really love is Chop Wood Carry Water, which it's like a parable about a young boy who
wants to become a samurai. But the sort of message of the book is about falling in love with the process,
especially the most mundane parts of a process of becoming great at something. And that's something ...
It's a good reminder about patience, humility, and sort of taking things one step at a time. And | often

reference Chop Wood Carry Water a lot.

AR ERIE:

F—EHIEEEMHBIE (E2448K) (Chop Wood Carry Water) , X2— M A F—NMNBEZERARTINE
So PHEERILHFELERE, LERRASHZ ANEEPRMIGEZHRNED. XFHERRES—MREFNIRE
BE, XFmton. BRiUAR—F— RN, FEESIAXES,

[01:19:47] [Lenny]

English:

Reminds me of The Score Takes Care of Itself, | think is the name of the book.
FREiE:

XIEFEBE—FRS, FFFEU (DBEIRMFES) (The Score Takes Care of Itself) .

[01:19:51] [Chris Miller]
English:

Yeah, yeah, I've heard of it.



FRSCERIE:
B8, B,

[01:19:53] [Lenny]

English:

Bill Walsh. Amazing. Okay. What's a favorite recent movie or TV show?
R EE:

BillWalsh B8, X# 7T, 4, RERERNERXHBATEIMTA?

[01:19:57] [Chris Miller]
English:

Oh, man. On Amazon Prime, I'm a Virgo, and it's a Boots Riley show. Boots Riley directed Sorry to Bother
You. It just blew my mind. It's super surreal and funny and dark and it stars Jharrel Jerome, who | think he
played one of the characters in the Netflix Central Park Five. | think he won a couple of awards for that
too. And that was a show | watched recently where | had no expectations going into it other than | knew it
was a Boots Riley show and was just enthralled. It touches on... It is a really cheeky way of touching on a
lot of really important topics, but often hard to talk about topics and themes, and it's kind of delightful to
get through it. So, I'm a Virgo. | just binged Barry from season one through four. Henry Winkler was
spectacular. And then just came off of Succession, too. The theme here is | really dark comedies. Yeah,
really, really dark comedies are kind of my thing.

AR ERIE:

8, XM, Amazon Prime EFY (FHE2&ZE) (I'm aVirgo) , #B2 Boots Riley BB, Boots Riley &i&id
GEFITI). XERNLEAFRR, BREBIE. WEAE R, FEE Jharrel Jerome, fiEE Netflix B9
(PRAERAZR), TERLBIR, BSREEXHRIF S AME, RKFER Boots Riley M, ERE
SWRET, EU—MEEFRIENARNRN TRESIFFEZEBEERUBEMNETEMN TR, BRI RERNT,
BRT (KRR ZE), HEF—OSETT (Bin) (Barry) B—EIZ, Henry Winkler WREXERT. BB
NIESTH (& ZED (Succession), BNETHEMEEEER], IFHIEE R,

[01:21:00] [Lenny]

English:

And that first one was called | Am a Virgo, because | thought you were just saying you're a Virgo.
R EE:

E—E (RRALE), FEUNRIABERIRE FEZ L Z R,

[01:21:04] [Chris Miller]
English:
No, no. The name of the show is called I'm a Virgo. Yeah.

FROCENIR:



AR, BB (RBLLE,

[01:21:07] [Lenny]

English:

Amazing. | will check that out. Okay. What's a favorite interview question you like to ask candidates?
R EE:

BT, REEEE. ¥, FESRPNEENERXREZTA?

[01:21:12] [Chris Miller]
English:

| think it depends on what level of role that they're interviewing for. | don't really interview as many
frontline PMs anymore, but | used to really like doing case study questions and really random ones too.
I'd be like, "Tell me how many people crossed the Longfellow Bridge in a week." And | could not care less
what the actual number they arrived at was, but it's more for me to observe what's the array of data
points that they can kind of start to collect in their mind to inform their calculus, and how close can they
get to ballpark, and what's their defense behind their thinking. And then just the process of watching
people's brains move in those moments is... You learn a lot about how they might operate as a product

manager | think in those scenarios.
FREiE:

FIANNXBURFAATEIXVER IR, HMEFAKEIR—L PM T, BHEUFAIFESNRRFDITE, MEZE
FEERENEIET, TR “BFR—EAREZSLAFIRETH (Longfellow Bridge).” H—mtBAREF At
MNSHNEFST, REANRNEMIINFEEERIMESERKEEITE, MESHEAEE, Uk
ftbfi1anfan B SR BERAHR. EBTNRZIMBANKSEZERE - HIANEBMHZRT, REFHRSZX
FHAER = REBINAMEIERNE o

[01:22:23] [Chris Miller]
English:

| try not to overdo them, because | do think there's a lot of inherent bias in some of those types of
questions. And so trying to think of things that are really relatable to anybody who might be looking to
work on a team that I'm leading is | think a requirement there. But | would say the other question | really
like to ask is, if the people that you most recently worked with were in a room and you weren't there, how
would they talk about you? One, it's because sometimes | will reach out and get references, and so the
extent to which that might actually be part of the interview process is very legitimate, but also | think it is
usually very clear whether the person is taking an honest and introspective and self-aware approach to

answering that question.

AR ERIE:

HREFTIEEAXER, FEARIBXXAAFERZETRIL. L, BH—ES5EABMAZEAIA
HEXNAARELENR, ERFENEANS—NAER: "MRMREGFEINABE—THESESR, MR
£, MISMETENIR? 7 8%, EARENIEAMERFE, MUXENERN—H22FEEEN. H
R, NEERRBBMEL T AEEIEZINRENESHE. BREBFHEAEEEFTIR.



[01:23:17] [Chris Miller]
English:

And | like to see people being really self-aware, because | don't think anybody ever comes in any situation
perfect. | have a lot of rough edges to my personality that | think people have just learned to deal with
over the years, but I try to be self-aware about them at the... If | can do nothing else, if | can't change
them, at least recognize them and do what | can to mitigate the blast radius. And so | think just getting a
sense of the EQ of a candidate and their self-awareness is really important for me because at the end of
the day, if you're in product, you can be the smartest person in the room, but if people don't want to work
with you, you're probably not going to go very far.

FRCERIR:

HERBIAMTEEEERTIR, AARTUANEAEEAER TEHETEN. HNERPHERSEZER, &
BXEFRARELF S TNMFNY, EREARFEARFIR - WREMATHH, WRFEARTEN, =
DEIRFNEN], HREFEREEAEZM (blastradius). FILL, THEZEANBEMNEREIRMHRKIRIE
BEE, ANARER, MR~ m, (RAIUZREEERERNA, BNMRARTEMRESE, REEER
T %,

[01:23:32] [Lenny]

English:

Do you have a favorite life motto that you come back to or you share with other people?
R EE:

MESBTARERNAERES, BTIEERERDZLFIAN?

[01:23:38] [Chris Miller]
English:

The details matter.

FRCERIE:

ANEXREE,

[01:23:39] [Lenny]

English:

And that's both in work and life, | imagine?
R EE:

FEXE TN EEREREAE?

[01:23:41] [Chris Miller]

English:



Yeah, the details matter. The details matter. | read a cool interview with the product leadership team at
Stripe, and one of the things they talk about is for their product managers, they want you to have taste.
And it was a really kind of controversial thing to say because it was like, "Oh, that is so subjective. Who
gets to decide what taste is?" Maybe that's even biased to some extent.

FRCERIR:

B, ATEXEE, HIRI—RX Stripe FmASHENBSERT, WIRZN—RE, tiIFEFmEE
A ‘@K (taste) e XELZR—MEAFNNNRZE, BARKREIRRF: &, BREWT. ERREFAR
mik? 7 BEEREMIZE LA EEER L.

[01:24:07] [Chris Miller]
English:

And | think they had a super defensible answer about how they define taste, and taste in their opinion
was to be so interested in something, it doesn't matter what that thing is, where you can go deep enough
in it to have a strong set of informed opinions. And that's how they defined it. And they were almost
ambivalent to what that thing that was, what the subject was. But having taste, having something that
you were passionate about, that you have spent enough time learning and understanding and
appreciating and critiquing and being frustrated with that you have a point of view that is potentially
even polarizing is taste. Riding the fence is usually not taste. And so when | think about the details matter,
that's almost like a nod to taste. Obsess over the details of something, whether that be art, music,
product, film, whatever. | care a lot about that.

FRCERIR:

BRI ‘@K NEXFEERRI. EHNER, MEMENEGEY (TLEHA) FERAR
N, HEERNARIEULKR—ERENN. BEERENNE, XMEMIINEX. ML FREFBIF
M EER 4. BREM%, EREMMEGSZRAERE, METEBHRBEEFES. B KA. #tH,
BEENIREAR, UETHRRE-—TEETERAERRIUHENIR. 3 “5XE" BEFAE@mK. Fild
HHAE “ATEXEE” B, X/LFEXN@EREI—MIAT. MERTFEAZHAT, TRRZR. BR. &
m. BEERHEMEANRE. RIFEEEX—Ro

[01:25:11] [Lenny]
English:

| love that. And that comes back to a lot of the things we've talked about of talking to customers, looking
the data, actually having the firsthand information on what people need and what people want from your
product.

AR ERIE:

HERZ MM R XXEFTHRIMTIEINREZER: SEARIK. EERE, EEEZEXTAMF~RFE
KREVE—FER.

[01:25:22] [Chris Miller]
English:
Yeah, absolutely.

FROCENIR:



EHY, XL,

[01:25:24] [Lenny]
English:

Okay. I'm just going to ask two more, and I'll let you go. What is a favorite product that you've recently
discovered that you love?

FROCERIR:
%, HEEBRRNPEMBITE. MREAUAEENTREMTA?

[01:25:30] [Chris Miller]
English:

| fell in love with golf right before the pandemic, but the pandemic really is when | lost my mind and was
obsessed with golf. It was one of the few safe things that you could do outside that was social and less
dangerous than getting a drink with your buddy at the bar. That's the joke. It's like men invented golf so
they could go on walks with each other, and that's essentially what kind of drove the interest in golf. And |
also was horrible at it when [ first started.

FROCERIR:

HRAERBRELTERE, BHEELFRIMEZERFEHE, B2 OBULMRAUEFINHTH. BAHR
MR ABEEMEH ISEER2EEN. BTKIER: BARBPESRAZANTHE-ERT . XBELMEHK
FEMBHRE. MAKRIFFGEITEESET.

[01:25:59] [Chris Miller]
English:

And so | think also as you get older and maybe you get more established in your career, or I've been in a
product-led growth sort of lane for a while. You almost forget what it's like to be really bad at something
until you have a kid and then everything's new and you're failing every day. But golf was a refreshing,
consistent experience of frustration and inadequacy and just really embracing that and just waiting in it
for a while knowing that it's just going to take cycles and time to get better and better. It was something |
got really addicted to, and so | tried to play golf whenever | can, and most recently | bought a Garmin
watch, and that thing is just magical. You roll up to the first tee box, you look at your watch, it knows
exactly where you are, which golf course. Sometimes it'll even tell you which tees you're at, because in
golf sometimes you're further back and sometimes you're further ahead, and it tracks your swings, it tells
you distances.

AR ERIE:

B, MEFREK, RBRUIFEERFERE, NEGRKELHE PLG TAFTTRA, RILFITIE “WEMH
F-ERE BaR, BEfRET&F, —VIEEME, (REXREAERY. ERRXE—HS ABEHE.
SRV IR TRER AL, RERIEMEXMEDR, JURES, MEXFENEM AR EEFHREELT,
BXULIFE R, REFTMETIK. RERET R Garmin FXR, BARAEHERHET 7o MEINE—ITX
X&, B—RFR, EMNEMRER KT, ERNEEERSIFMRERNLIXE, BANCRERIRRIETH
HIFIREER,



[01:26:57] [Lenny]
English:

That's insane.

R EE:

KRIET o

[01:26:57] [Chris Miller]
English:

It reads the greens for you.
HRCERIE:

[01:26:58] [Lenny]

English:

Wow. | just want to play golf just to use that watch.
R EiE:

I, BT RAIBRREBEITESRKT -

[01:27:01] [Chris Miller]
English:

Oh my gosh, some of the guys that | golf with, a couple of them had one recently and I just was enthralled
by it and I literally went home and ordered it that same day. And it's been the coolest product or gadget
that | boughtin a while.

AR ERIE:

MERI, MB—EITHBIPAREET R, RT2WEET, SREAXRTRT, XERROEINRE
B mE/ R Lo

[01:27:15] [Lenny]
English:

Damn. | love it. And | was also thinking as you were talking about getting into golf connects back to your
relentless curiosity and resilience that you look for in people that you hire. So clearly you have it yourself.
Final question, | believe you have a dog named Ferney, which is short for Fernet.

AR ERIE:

AET. HRAEER, MELBRAXGFEFIN TIREREREEN SN0 M 9 . B
RIMECMEERXER R, RE—1RE, HBEIME KM Ferney B9, AR Fernet (HIKF|E) B4
5,



[01:27:31] [Chris Miller]
English:

Yes.

[01:27:31] [Lenny]

English:

Okay. So on that note, what is your favorite current cocktail, if it's not just a shot of Fernet?
FEiE:

4%, BRI, RERREREISEBERMTA? MRFUXZE—/FF Fernet BY3E,

gk

[01:27:36] [Chris Miller]
English:

The nightcap is always a shot of Fernet. Sometimes you might mix a little Coca-Cola with that. I think,
where do they do that? Is that Spain?

FRCERIR:
BERTE S/ Fernet, BRMRAJRESEERRAEIAR /R, HAEA, W) LA AIE? SRAMFG?

[01:27:46] [Lenny]
English:

I have not heard of that.
R EE:

Bt XS A,

[01:27:47] [Chris Miller]
English:

Or Argentina. | don't know. It's definitely a country that that's a thing. My wife has been really into really
high quality margaritas, made at home, and we're big into Aperol Spritz in the summer, so | would say
that that's usually what dominates the happy hour rotation these days.

FRCERIR:

HEZMRE. RANE, REBEAETERKAITXAE. REFREXLTERMSRRNIBEIE
(Margaritas) , MEXIK(IEE SR Aperol Spritz, FRILAFKZ, XLEMZ B SIEHRITRIANER.

[01:28:06] [Lenny]



English:
I just had an Aperol. Is it Aperol? Aperol Spritz, right?
FRERIE:

FMI0S:t Aperol, 2P Aperol 13? Aperol Spritz, XfE?

[01:28:09] [Chris Miller]

English:

Yeah. I'm not good at pronunciation. It's probably one of those two.
R EiE:

B, BMEKEAE, AEMEEP—

[01:28:12] [Lenny]

English:

| just had that for the first time. It's amazing. That's going to be my new go-to.
R EE:

BRREFE—RIG, KET. BBRERAKBIFIE,

[01:28:16] [Chris Miller]
English:

You had an Aperol Spritz for the first time recently?

FREiE:
R 7 85— /R g Aperol Spritz?

[01:28:18] [Lenny]

English:

Yes. | didn't know what that was.
R EE:

=, BUEAREIREMT 40

[01:28:21] [Chris Miller]
English:

That was like the zeitgeist a couple summers ago and then there, oh man. There's the other one too. The
Negroni Sbagliatos are having a moment too. It's like a Negroni with Prosecco. | forget.

AR ERIE:



B2 NEXRRITNEIR. BXE, E85—1 NegroniSbhagliato &IEWRN, MEBIESEIRRZS
ER/EBENAKRTZ R, HIERET.

[01:28:36] [Lenny]
English:

Ooh, that sounds amazing. There's so much knowledge to be gained in this podcast episode. Chris, this
was incredible. Thank you so much for being here. Two final questions. Where can folks find you online if
they want to reach out and maybe ask you a question or two. And two, how can listeners be useful to

you?
R EIE:

R, ITEERBE, XEBERRFINFINKZ T, Chris, XXEET, IFEBGIREER. KEFHNR: W0
RARFBEXRIRHE P —M N, AJLUEMEREIIR? =, KRR GHAEEIR?

[01:28:52] [Chris Miller]
English:

You can connect with me on LinkedIn. Shoot me a message. Christopher Miller. There's a lot of
Christopher Millers. I'm the one that looks like me, works for HubSpot. | have a Twitter. | don't spend ton
of time... X. I have an X account, but | don't spend a lot of time on the app, formerly known as the bird
app, but I'm on Instagram @millsyjoeyoung, which is a nod to one of my favorite old monster films,
Mighty Joe Young. And so yeah, I'm on Instagram a bunch, too. That's where you can find me.

FRCERIR:

fREILA7E LinkedIin EBXZR T, AT KLEE. ¥ Christopher Miller, ERZEEMN, REKEG&HK. £
HubSpot TEHIER . HEHS - HME XKS, EXFAXENEERSUGMWNSHNA L, KE
Instagram LB K S E @millsyjoeyoung, XEZHHMBERENRNERESEF (EEFTH) (Mighty Joe
Young), FRLLER, LA E L Instagram, RE]ILIEX LS EIT.

[01:29:20] [Lenny]
English:

Then | know two other things that you wanted to share. One is that you advise on PLG and things like
that, so maybe talk about that real briefly. And then also you're hiring at HubSpot, or can people know
about that?

FROCENIR:

HIEMEMBOERIMEF. ——IMREHXT PLCFHEMNENE, AJUEERKK. —2IRIEFE HubSpot 1A
B, REKAILAT f#—TF03?

[01:29:31] [Chris Miller]
English:

| definitely do a bit of angel investing and advising companies on the side, and I really enjoy it. | think
there's something really cool and awesome about getting to see fresh problems all the time and not



necessarily being so laser focused on the sort of categories or verticals or target customers that you're
dealing with for 40 plus hours a week. And so it's kind of refreshing to spend time with founders who are
working on products in different categories and having different challenges at different stages of growth
and being able to figure out how | can be a resource to them. And so if you're looking for, if that sounds
interesting to you, you're a founder or head of product out there, definitely reach out and maybe
opportunities for us to collaborate and maybe that can be a resource.

FROCERIR:

HAHLEL R EM—LEXRERBNQEEE, REEER., HRESEFHEIFRENRNHAE—HEERENE
&, MADEEIIERERETIIE40 ZNNFIEXMNAIABLLS). EEMWAHEREF. AL, SBEERREDT
B & m. EAEE KM EREIEAERESBEIEAR, HFBRBHMAEERAMINNZER, XiLHRBHEIR
BiET. FRLL, MRMEBWARTRATZA, REXMERRER, —EBHKA, WIFHRNEGFE

P
Z=o

[01:30:21] [Lenny]
English:

Cool. And then on the hiring front, any specific roles you want people to know about that you might be
hiring?

FRSCERIF:
XWFT. XTI, REALEFMNIMIEL AKAERD?

[01:30:25] [Chris Miller]
English:

There'll definitely be more roles opening up in the fall, but I think most immediately I'll be looking for a
group product manager to work on the Al platform team that I'm leading.

FRCERIR:

MREEZBEZRUAR, BEMREENZE, HETHRASH A FEFNRIH—R GPM (R~ mE
),

[01:30:35] [Lenny]
English:

What a role.

FRsCERF:

BEE MR

[01:30:37] [Chris Miller]
English:

Yeah, it's a great role with a fantastic team and a space that might be a little important these days. And so
if you go to the HubSpot job site, that role should be there by the time this podcast is live. That role



should definitely be up there.
FEiE:

B, XR—MRENIRW, B—MHBHE, MEXNURELS TIFEERE. FRUIRIRE HubSpot BY1A
BRL, EXMER LN, BPRUNZELELE T,

[01:30:50] [Lenny]

English:

Amazing. Chris, thank you again for being here.
R EE:

K#F 7o Chris, BREGFIREVEIHR,

[01:30:53] [Chris Miller]

English:

Lenny, pleasure. Thank you for having me. This has been amazing.
FREiE:

Lenny, FRVREE, BHHREIER, XRIZAAEFET .

[01:30:56] [Lenny]
English:

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

FROCENIR:

B, &, FERHMARNWIT. NRERESXEATEENE, "ILUTE Apple Podcasts. Spotify SifREXRHY
BENALEITE, i, BEERABIMITIXE TIFL, XEREEENEMAREMXMER, RAIUTE
lennyspodcast.com X EIFFEFHATER THREZES. THTEL,



