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[00:00:00] Claire Hughes Johnson
English:

What | say to people at Stripe... In our onboarding, | used to run a session. | was like, "If you're not sure
who the decision maker is, one, it's probably you. And I'd rather you act that way than not because you're
going to like slow the whole company down. Follow a process and get it done, and don't forget to actually
make a decision. And if you don't know who the decision maker is and you're worried it's not, you just
ask. Don't get stuck." Too many people get stuck and it makes your work terrible, right? What do we all
care about? Progress, impact, momentum. If anything | would say about advice to people generally is be
a force for positive momentum and it will be actually a real career maker.
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[00:00:50] Lenny
English:

Welcome to Lenny's Podcast, where | interview world-class product leaders and growth experts to learn
from their hard-won experiences building and growing today's most successful products. Today, my
guest is Claire Hughes Johnson. Claire was most recently chief operating officer at Stripe for the past
seven years, where she helped scale them from a small startup to the legendary company that it is today.
Before that, she spent about 10 years at Google where she was VP of self-driving cars, VP of global online
sales, director of sales and ops for Gmail, YouTube, Google Apps, and AdWords. Before that, she was in
politics. She's also on the board of HubSpot and the Atlantic. And this week, she's releasing an incredible
book called Scaling People, which in my opinion should be and likely will be on every founder's
bookshelf. In our conversation, we dig into many of the meaty topics that her book covers, including
building your operational cadence, defining your company and personal operating principles, your
company's operating system.
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[00:01:46] Lenny
English:

Also, tons of tactical advice around saying things that you cannot say, building self-awareness,
distinguishing management from leadership, so much more. | say this a couple times in our conversation.
If you enjoyed my newsletter and podcast and the fact that it's very tactical and full of templates and
frameworks, you'll love Claire's book, and you'll love learning from Claire. | had such a good time chatting
with Claire, and | know you'll learn a lot from this conversation. With that, | bring you Claire Hughes
Johnson after a short word from our wonderful sponsors.

AR ERIE:
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[00:02:19] Lenny (Sponsor - Linear)
English:

This episode is brought to you by Linear. Let's be honest, the issue tracker that you're using today isn't
very helpful. Why is it that it always seems to be working against you instead of working for you? Why
does it feel like such a chore to use? Well, Linear is different. It's incredibly fast, beautifully designed, and
it comes with powerful workflows that streamline your entire product development process, from issue
tracking all the way to managing product roadmaps. Linear is designed for the way modern software
teams work. What users love about linear are the powerful keyboard shortcuts, efficient GitHub
integrations, cycles that actually create progress, and built-in project updates that keep everyone in sync.
In short, it just works. Linear is the default tool of choice among startups, and it powers a wide range of
large established companies such as Vercel, Retool, and Cash App. See for yourself why product teams
describe using linear as magical. Visit linear.app/lenny to try Linear for free with your team, and get 25%
off when you upgrade. That's linear.app/lenny.

FROCERIR:
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[00:03:27] Lenny (Sponsor - Vanta)



English:

This episode is brought to you by Vanta, helping you streamline your security compliance to accelerate
growth. If your business stores any data in the cloud, then you've likely been asked or are you going to be
asked about your SOC 2 compliance. SOC 2 is a way to prove your company's taking proper security
measures to protect customer data, and builds trust with customers and partners, especially those with
serious security requirements. Also, if you want to sell to the enterprise, proving security is essential. SOC
2 can either open the door for bigger and better deals or it can put your business on hold. If you don't
have a SOC 2, there's a good chance you won't even get a seat at the table. Getting a SOC 2 report can be
a huge burden, especially for startups. It's time consuming, tedious, and expensive. Enter Vanta. Over
3000 fast growing companies use Vanta to automate up to 90% of the work involved with SOC 2. Vanta
can get you ready for security audits in weeks instead of months, less than a third of the time that it
usually takes. For a limited time, Lenny's podcast listeners get $1,000 off Vanta. Just go to
vanta.com/lenny. That's vanta.com/lenny to learn more and to claim your discount. Get started today.
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[00:04:47] Lenny

English:

Claire, welcome to the podcast.
FRERIE:

Claire, SRFEIFAIHIEE

[00:04:49] Claire Hughes Johnson
English:

Thank you, Lenny.

FCERE:

B1ER, Lennys

[00:04:51] Lenny
English:

So you wrote this book. It's called Scaling People. It's coming out this week. | actually read a preview
copy, and it's incredible. Everyone listening to this should buy it, especially if you're a fan of this podcast.
It's full of frameworks and templates and guides and all these things that | try to do with my newsletter
and podcast. And so if you like what | do, you're going to love this book. And | can't imagine how much



work it must have taken to write a book like this. So my first question just how relieved are you that

you're done with this book and you can move on with your life?
R EIE:

fRETXAH, M (Scaling People), ETMEBLART . FIRTFRIR, FRXNET. WXHATEHNS DAL
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[00:05:21] Claire Hughes Johnson
English:

| am so relieved, Lenny. Writing this book was not my idea. Patrick and John Collison, Stripe's co-
founders, really sort of pushed me into it. And I'm glad they did. | will admit that, as | am with most things
they pushed me into, but it was a lot more work than | thought it would be, and it's very rewarding to
have it done. Of course, though I've been re-looking at it and realizing there are things | want to add
information or tweak what | originally said, but maybe we'll have to do a second edition. We'll see.

FROCERIR:
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[00:05:55] Lenny

English:

That's the benefit of a newsletter. | can just edit things and they're immediately live.
R EE:

XS H @R, AT LARERHEER, ARIENE.

[00:05:59] Claire Hughes Johnson
English:

Yes.

FRERIE:

o

[00:06:01] Lenny
English:

I want to talk about John and Patrick a little bit. But before that, something | wanted to ask is | find that
when | write stuff, | am able to better understand and crystallize my own thinking. And I'm curious, having



written this book, what is it that you were able to better understand and crystallize in your own thinking
through that process?

AR ERIE:
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[00:06:20] Claire Hughes Johnson
English:

It's true, and it's funny, because if you asked me, | would've said | crystallize more by talking and
speaking. But whenever | do write something down, I'm glad | did. So | probably do more crystallizing by
writing than | would admit, but maybe I'm just lazy and | just like to talk. There's a part of the book, |
think it's toward the end of the third chapter, which is about hiring, and that's a really long chapter. Turns
out | had a lot to say about hiring and hiring leaders and processes and what you need want to set up.
And as | got toward the end of the chapter, | found myself saying to the reader... You maybe have read this
and thought, is she for real? You need to do all this work? You need to put all of this in? And | had to say,
well, look... I started the chapter saying, if you believe that talent is everything, then your hiring process is

everything.
R EIE:
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B, HBEREACET. FIUREBISEEUNEERLLEBEAIANES, HIFRRAZEM, EWHIiE.
FhE—HD, AREF=ZEFRE, BXTHEN, B—EFFERK, FXLIH, XTHEE. BRASE. AE
UNMREERING, HERZIEER. ARFER—BREN, HAWECENRER - RREIXEF]
e WRIAENS? ENFEMXAZITEG? FERAXAZKNNG? RAEFR, FE - HEX—
BFKRMIR T, MRMEEATRE—Y], BAREEEREME .

[00:07:11] Claire Hughes Johnson
English:

And so yes, you do need to put that work in. But | think, Lenny, to your point, when you see all the
templates and the frameworks and the examples and the advice from my career... And | was at Google for
almost 11 years, | joined Google when it was about 1800 people pre IPO and left when it was about
60,000. | had eight different jobs while | was there. And then joining Stripe when it was about 160 people,
and now we're over 7,000 people. Yeah, | have a lot of examples, but really what's crystallized is how
much work it is to build, to build a company. You know this. And | hope this book is a bit of a shortcut, but
there are no shortcuts. | hope it will accelerate people's knowledge so that they can get down to work
with our product and with our customers.

FROCERIR:
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[00:07:58] Lenny
English:

There's a story you share at the end of the book, I think it's in acknowledgements, about how people
went and took John Collison out for dinner and were just picking his brain, and "How did you scale
Stripe? How did you build this amazing machine of a company?" And he often came back from these
dinners, and he's just like, "Claire, they just want to talk to you. You did all these things, not me." And it
sounds like that kind of encouraged you to write things down, and then led to this book. One, is that true?
And then two, I'm curious, what else did you learn from John and Patrick Collison that have stuck with
you? | imagine there's a lot, but kind of what stands out?

AR ERIE:
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Stripe 89?7 {RRUIFHTEHXFE—MEHEFHNAENBRN? * MEEMXLIRBERGIRY:  “Claire, ffi1H

SCRRINATRE, XEEFERIREY, T WERXEEZMIMBAAS TH, HRLZEMTXEH, F—

L%EE’\JUEP B, HRBEE, RM John F Patrick Collison & _EIRFE) 7 HRLELHRIBIZRZIBIZARTG? FAR
EERZ, EMLERRE?

[00:08:31] Claire Hughes Johnson
English:

Yeah, no, absolutely. | think it is true that at Stripe, we're fortunate where we have so many users,
customers who are themselves founders or interesting companies growing up around the world, whether
at scale like Amazon or scaling. I've spent time with Discord and Toast and all kinds of interesting
companies that are growing up around us. And a lot of their questions are not necessarily about Stripe's
products always. They're really about, "Well, how do you guys do this thing?" Or "We're having this
challenge. Are you having this challenge?" And John, yeah, would often come back from trips. He would
travel more, and he is often probably meets with more customers than anyone in the Stripe leadership
team, maybe other than our sales leaders. And they would ask about scaling, and he would joke. He's
like, "We need Claire in a box." So | think the book is Claire in a box, | guess.

AR ERIE:
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[00:09:23] Claire Hughes Johnson
English:

But Patrick also would have that same experience. And when | contributed a chapter to Elad Gil's High
Growth Handbook, even though if you look at High Growth Handbook, which | also really do recommend
not just because I'm in it, I'm probably the least, | don't know, celebrity participant in his chapters, and
my chapter got a lot of traction because | think it was very specific. It was very tactical. And Elad actually
helped me to realize, look, examples and details and frameworks, my working with Claire document is in



there, is like... He said it's catnip. And | think that is also what inspired Patrick to push me to do basically a
longer version of that chapter that | did with Elad. But I've learned a lot from both of them. | used to think
that | was... My parents are teachers, Lenny. | used to think | was very curious, and I'm a learner and I'll
seek out information.

FRCERIR:
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[00:10:21] Claire Hughes Johnson
English:

And | grew up in a very educatory environment, right? Well, once | met the Collisons, the two of them are
huge sponges, seeking out knowledge constantly. But also, anytime we were confronted with anything,
even things | felt I'd done before, that | had the experience and we were going to build it, they were like,
"Well, who have you talked to?" Or "What have you read?" And it was really good. | don't think | made
enough phone calls in my earlier career and asked people's advice and asked for help and found the
person who did that thing five years ago and found out what they learned. And | think that's probably my
biggest lesson from working with both of them, is how much it pays to seek out knowledge from others
because we're all just learning all the time.

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

Is there a story or example of that comes to mind that was really beneficial where you actually ended up
follow that advice and reached out to someone, talked to someone, and that changed the way you think,
changed the way you operate?

FRCERIR:

BEREAHRERFFILMENRRZ? MR MRAITMT RIS, BRETEAHHITTRIK, KMRETIHRIE
R NFIEEAR?

[00:11:21] Claire Hughes Johnson

English:



There are two things that just jumped into my mind. The first one is early on at Stripe... When | joined, we
were about 160 people. | started bringing in some leaders. We were building out go to market, we were
starting to stabilize our support operations, building out recruiting and HR, all the things. We were really
growing. And it became very apparent that we needed to put in some kind of job structure. Levels and
ladders is what you would call it, which is there are different levels of pay, and they have to do with your
experience and your impact and their expectations of those different levels, right? There's an engineering
ladder. And this stuff is probably making some people listening like their skin start to crawl because it's
never fun or easy to define all that, and it's not perfect. You're immediately getting into something that
feels pretty suboptimal, but it is worse to have nothing because it starts to feel very unfair in the
environment, especially if you have to start to change up compensation and reward or reward systems,
right?

FROCERIR:
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[00:12:24] Claire Hughes Johnson
English:

So | realized, oh my gosh, we're going to have to put this in place. We didn't know HR people, so |
basically ran a project. And the first thing | did though, thanks to Patrick and John, is | talked to Square, |
talked to Airbnb, and | talked to two or three other companies. But those two conversations, I'm not going
to say who said this, but one of them, the person said, "Oh, that's a blood bath." They were not
encouraging about what we were about to go through. And another one said, "You know what? I'm so
impressed that you're doing that so early. We waited too long." And actually, that's what a lot of my book.
It's about is when should you start to think about this thing that you might need, right? And it's sooner
than you think. And so putting in levels of ladders felt like ripping the off, honestly, but | was glad. One
company | talked to waited until they were like 800 people, and it was apparently not fun because people
don't like to be... Who likes to be categorized?

FRCERIR:
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[00:13:26] Lenny

English:



Yeah, and put it at a level that maybe they're not happy with, right? They're like, "Oh, | thought | was a lot
more senior than that."

AR ERIE:

W, MERKEET—MUTAIEERRERILRS, WHIE? Mmi=8: 8, HUABRLEXFRFTS.”

[00:13:32] Claire Hughes Johnson
English:

Yep. Yeah, exactly. It's not easy. It's a form of change challenging. And | would not say we did it perfectly,
but I'm glad we did it. | think that example was definitely one of them. Another was like we were really...
We wanted to roll out 24/7 support in multiple channels, email, phone, chat in multiple languages and
getting from where we were to where we wanted to be as quickly as possible. Not many companies have
done at the scale, because Stripe has millions of customers. We're B2B, but we're B2B at a very high scale,
which actually Google was as well. And so that was beneficial to me coming into the Stripe environment
because I'd done parts of that for Google. And again, that's an example of something | thought | knew
how to do, sort of, but we certainly didn't do it perfectly, and it's certainly different when you're talking
about payments.

AR ERIE:
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[00:14:24] Claire Hughes Johnson
English:

That's people's money. That is a business'... If they don't know how to contact you and they have a
problem, that is a huge issue. And so | did seek out a lot of advice. And | would say... Did anything change
dramatically what we did? | think if anything, the advice pushed me to go faster on some of my intuitions
about, for example, using vendors and outsourcing parts of the model. And | realized we're not going to
scale all this internally, especially not at the speed that we're going, but it's hard to start to use outside
sort of contractors if you haven't filled figured out all your tools and processes. So that balance was sort
of freaking me out, but you just got to push through it.

AR ERIE:

BRI, BRI BIERRK--- - SR TH T B AREEAKRIR, BMEERIAE, FrAFHI K
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[00:15:15] Lenny

English:



There's a couple directions | want to go, but I'll go in an unexpected direction. At Stripe, you're kind of

infamous for your titles. When | created this career ladder document.
R EIE:
BREIWNAARE, BRE—NHASER, 7F Stripe, fRIBVKE (titles) HERHEHBR, HHRB IR

[00:15:24] Claire Hughes Johnson
English:
[inaudible 00:15:24].
FSCEiE:
(IAARH)

[00:15:24] Lenny
English:

Yeah, it's like everyone's product manager. They're like a VP of product potential and it's like product
manager. What's the rationale behind that? | guess, and what's the benefit of that? But, we don't have to
go too far down the road. I'm just curious.

FRCERIR:
=W, MESTIABAR ‘TmIFE” . PBRNERIEE (VP) NER, XHHERE TaiEE . XEE
AR A? XFMETAIFL? RITFARE, RREHF.

[00:15:37] Claire Hughes Johnson
English:

So this is something that Patrick and | actually really agreed on without a lot of discussion, which is not
always the case. It has to do with a combination of optionality as you scale and grow, and also culture,
right? And the minute you start titling a lot, you're signaling hierarchy and authority. And the culture
piece to Stripe still today, which is | think we could use more, at least more overt trappings of structure
because it can get confusing. And I'll be the first to tell you that, and | admit that this might have carried
on too far. But early on, at Stripe, there's a real belief. It's not a particularly hierarchical company. And if
you're the person who has the knowledge, you are the expert on the thing, you better be, one, in the
room helping make the decision, and two, driving, helping to drive the decision. And | don't care how
senior you are, right? And that was the cultural signal that was important, which was about mutual
ownership, and also expertise not sitting in hierarchy.

FRCERIR:

XEHAM Patrick TERBARZITIENIER TMANSE—BNER, ZHFER. XFRFMELIETHN &
# (optionality) A “XH” BES. —BERARAREXRE, MMERREFRFIEMNENIES. Stripe
X EESREANE —BARRSHNTUS—SBRENERENR, AAERNSIEARR, HAIAX—
=, BEEANRNETRMEEREXT, B7F Stripe R, F—MHEENER. RFR—RFLAHFTHRFE,
MRMBEEAIRBA, MMERENTENER, BAMKIE: £—, ERUHSE5RR; £, EIHRR. HF
BMRANB LR TURRIMNEFHNEEXNES: HEREN, URELRFNEEFEFRFIEZT.



[00:16:43] Claire Hughes Johnson
English:

And then the optionality thing is probably a little more obvious, which is don't make somebody the CMO,
or even the head of marketing, if you're marketing team is two people, right? Yeah, you might make the
right choice, but two years later, your marketing team's probably going to be more than two people, say
it's 20. And are you going to have to layer somebody or have too many titles? And then someone feels like
they're losing something, right? It goes back to the levels and ladder saying, but it's worse because
you've given something, and then you're sort of taking it away, and that's just not... Organizationally, you
want more flexibility. Honestly, I'll say my final thing, which is | have a little bit of a knit where you meet a
company. | get what's happened, which is in order to hire this person, they had to sort of say, "I'll make

you the VP of sales or the VP of this," but the company's like 25 people and there's seven VPs.
FRERIE:

KT “EEN X—RARBEEmMZR: MRMFHEHEEARIERNTA, RABHEAN CMOBEEFHAR
A, MWIE? WIFRIEEN T A, ERFGE, FEHEEAAESR 20 A, 2MERMZEE LEBIN—EAS,
ERGEHEKA? RRBARRBMUNERET 4. XXEETIREMENREE, BERERE, FAfRksa
TARKRA, AEXTHEEE, XTEAR AT, MERESHREE. EXER, REEEEN—RZE, &
BERZBE—EQE, RBPARETHA—ATHIEA, WIIREREE “HiLREHER S RHEXE
BE , BRA—HA2MA, HET7T1TEISE.

[00:17:40] Lenny
English:

If you're a customer or you're evaluating it, you're kind of like, "Really?" It's a little incongruous with the
scale. So we kind of more flexible. We had a lot of growth, head of this or growth lead. | know you're all
about growth, Lenny. Well, we definitely took growth and find that very broadly. But the other thing I've
said to people internally... Sorry, you can really get me going on this one. | bet you didn't think that. If you
are a stripe and you're going out into the market, actually it speaks to the same thing, which is you're
going and trying to sell to a customer who's a lot bigger than you. I'm not saying make up a title. Don't
say you're the VP of sales, but you can be creative about how you represent your scope because you
probably have really big scope because you're one of the only people helping to sell the product. And that
will help you because a lot of more established mature companies are trying to do that hierarchy match,
where "Well, bring your SVP because my SVP is coming to the meeting."

AR ERIE:

MRMBEFAHEEETEXRAR, FEERF: “BHE? 7 XMARKFBITT. FAUAEIMNERE L,
BIBERSZ “BKARA” 5 BKEE” o Lenny, HIEMRIEERK, HITHEKNEXFE 2. ER
MABRTHAEZ—HERZ 8, PEXPEMERTER, REEREE WMRIRE Stripe TEHERS
7, HSSEEE—HH MERA—NMLRAESHNEFP#EHE. HARRBEEXS, F1EEMHEEREH, B
fRA] ARSIt R RBVERSTE R, ENIRATREHSEIRBRE R, EAMRNEN/LMHETRIAZ— X5
MY, BARSHEANARBTENRE “FENF , bl FF LRMNOSRRISH (SVP), ERHEA]
B SVP HEEMRI -

[00:18:42] Claire Hughes Johnson

English:



And we could be like, we don't really have that. It just gives you a little more selling flexibility too.
FRZERIE:
BATRILAR, FRATHSSE XML, XEHE Fha TIRESHNRIEL.

[00:18:48] Lenny
English:

I like that. I like combo where you can just say something that fits in this situation, even though that's not
your technical title.

FRCERIR:
BERXMWECE. XMASILIREEREB R HSENHER, BMEIRRZIRAIER A KA,

[00:18:53] Claire Hughes Johnson
English:

Yes, you can say, "Oh yeah, | actually am in charge of optimization for our payments product." I'm sure

you are. I'm sure that's what you do.
R EiE:
8, fRETLAR: MR, 2RV, EEFRLEARENIZATmBRATIE" RBEREHEREHXLE,

[00:19:01] Lenny
English:

Coming back to something you talked about with the career ladder, and | had a question around this, you
talked about how oftentimes people do it too late, and I'm curious why it's so important to think about
the stuff that you wrote about in this book so early in your company's life cycle. | think in the book you
mentioned that it's oftentimes as important to get your operational structure and cultural structures in
place incorrect as finding product market fit or finding your first few customers, which | think would

surprised a lot of people. Can you talk about why you found that to be so important?

AR ERIE:

EEIREEEIRVER AL B, B MEXBREE, RiZANEEMSRB®T. HERENE, AtarlmEsEAH
MRHMERMAPREHXERAMNLER? REBPIRE, BUIERNEESNMNXLE, FESHREI
mmiIRER (PMF) SHERIINEFPRAFEE, HREEXSILRSAREIRT, MERKNTAMREEX
SN EENG?

[00:19:35] Claire Hughes Johnson
English:

Not only can | talk about it, | wrote a whole book about it, so let's try to restrain me. But here's what |
would say. Obviously product market fit is the most important. And what | do say in the book is focus on
that and don't get too far. My book is definitely not zero to one. It's more like maybe 0.5 to 1.5 or one to
two. Because | do think when you're smaller and focused on product market fit and finding your user and



getting that traction, that shapes a lot of how you work and your goals and who you hire, and that all
makes sense. | think the thing that happens though is, one, some companies don't quite realize they're
hitting it and they start to get behind on actually building the company part. Because guess what?

AR ERIE:

HASCREIR, LT 7T —RAP, FALUSESH—THHRER, EFBRNZ: BA, FamiREGRERE
B, REBFERT, BLRETIH, FEBRTRR. HOBPLNFZH “M0E 1" 89, BERZE “M0.5E]
1.5 5&E “M1E127 . RAFIANSEMRAERN T3 TF PMF. AP HRTERE LN, XRBIEIR
TR, BAREENSR, XEBEEEN, EREET: F— BEQFEFRIBCELRE TR,
FEMIE “BURF X—HBRABREET. ANRBEASE?

[00:20:23] Claire Hughes Johnson
English:

It turns out product market fit is just the product, and that is not a company, and that will not scale, to
point. You see these companies that sort of fall over and there's sort of a bad article about them, and
often it's not the product, it's the fact that they didn't actually build the company very well, and that
started to harm, in fact harm the product and harm the mission. You have this vision, you're going to
solve this problem with this product. And all of a sudden you can't solve it because you didn't scale the
org properly. You didn't keep the cultural fabric strong as you grew, right? And so that's why | think it's so
important. And so let's say you are hitting traction, and hopefully you do notice it. Because | think a lot of
founders, you're kind of paranoid.

FRCERIR:

FENEA, FEmIRERNXXETm, MERAREFTAE, FaEIRLEMELN. RIBIEFERQ
BETT, A LHIT —EAEKRE, BFLRENAESm, MERAMITKERERATRIKRL, X7
WmES M, EEMETES. FE—TER, BAXN BRI NI, BRAZERERATT, BA
RRBIERMYT RARMER, REEERKIBPREXCATHEE, XMEBNFTATUNAZIMNLEE, Kig
MR TEKEK, FEMERKE, RARRFRS LG AHESTRBEHE.

[00:21:08] Claire Hughes Johnson
English:

Like Stripe, | don't think Patrick and John fully embraced that they needed to start scaling maybe until |
showed up, and that was part of hiring me. | was like, yeah, this is it. It's happening. It's not just look at
the numbers. It's like look at the inbound support demand, look at the inbound sales leads. | just did the
math, and | was like, this company should be probably twice the number of people it is right now, which
of course freaked everybody out, but it was very obvious to me because | was coming in outside with that
perspective. But more importantly, not just scaling things like sales and support... And as you probably
know, if you work in payments, you've got a lot of other functions that are very important around risk and
compliance and you name it, or the machine learning models and that help you do those things.

FROCERIR:

= Stripe 3K¥t, BTG Patrick # John BIFEERENA T2 EZMNFEFEIENL T, XEERRERNR
Hz—. HENREE, &, MEWE, BHET. FREEVSHT, EEERANRFIER, HBRNNHE
BER. RET7T Tk, BEXXRAFDNABNIZESIENRE, XHARIBAREITFT, BXHXNHEEI
BAAHERHIARN, XREMZNN. EEEENE, FREY RIEEMZST - WIRFIA, WMRIMMEX



17k, FEBRZEMIFEEENREE, LLNXRES. a0EFEF, NEZBIMTAXET FIHEFS
RE,

[00:21:55] Claire Hughes Johnson
English:

But for the sort of structures and operating processes that | talk about in the book, | do have this analogy
which I think you picked up on to building a house, which is you have the supporting beam. Say it's a post
and beam structure. You need the posts and the beams, and then you're going to have to do the
mechanicals, right? There's going to have to be some amount of wiring in order for you. | don't know if
you have your solar panels, but you got to bring in the heat, you got to bring in the cooling and plumbing,
and then you have foundational stuff that you have to build or the whole structure will fall over. And |
think of putting in the posts and beams and the mechanicals and the foundation as actually essential to
scale. Because if you do those things well, you build them in such a way. This is almost like a Russian doll
kind of thing, but you build them so that they're replicable, right?

AR ERIE:

ETHREBPRIINEWNIZERE, HE—DEL, REMEERIT, M2 “SEBEF . FEXER,
IEREN, MBEEFFNR, ARRTEELENBIRE (mechanicals), XMB? (REERL. RAERE
REXFHRERMIR, BIREHIEE. H2. WiREE, THRFGIFTHFIME, TNENERERZEIE. HiAN
REFR. NBEMMENTFARUEXRER, RANRMIEXLEMEF T, MERENNAR —XEREGHRT
HEE—ULENZERFAIES,

[00:22:49] Claire Hughes Johnson
English:

So the way that you do goals as a company can start at the company level, and this is how OKRs were so
beautiful for Google and they can replicate down to the individual. And the same common structure
allows that to happen at really different levels of scale. And that's what you're looking for, is what are
these common things? We do not a lot of them, by the way. You don't want to mandate a lot, you don't
want to put too much structure in place, but enough that everyone can play with it up and down what |
would think of as the stack of the company. And if you don't start putting those things in early, people will
just invent those things. And then you'll have... Picture a house that got added on to 17 times and it's not
even two years old. It looks not super stable. And then you're going to find yourself having to do a tear
down, which | think we've all seen companies do that.

FRCERIR:

FREL, RSERB BRI A R UMABREHR, XENHA OKR Xt Google dIkERL, EAENTAU—
BEEHENMAREH. AFHNEREMAFIMERETEFENAEKT LY, XMEIREHRNARA: XE
BRANKAEZHA? IER—T, HRIMNMEAFZ. (RAERFHRTAZSRA, FTRERIXZHEN, BEE
Bt BN ATEEQATR AR AETREEH, MRMAAERBIXERA, AMIMzBCABE. AR
R BE - BR—MIET 17T RNEF, EEEEFERSY, BERKFEFRE. ARRZLXMBSTRT
TMERIER, FRHNBRIBELEATNZHIXME,

[00:23:40] Lenny

English:



| definitely want to get into that house structure and all the components of it. But before we get there, if
you're a early stage founder just looking for product market fit, maybe the skipping ahead a little bit, but
which elements do you think are the most important that they need to do now? Because they're going to
read your book, which gives them so much advice on all the things you can do.

FRCERIR:

BREBRRNRWINE FEREFRBAMERD . BEMRZE, NRMRE—LTFRHRMEKR. EETHK PMF
BBl A, WIFXERERT, ERANBETERMIMNNERFTEMSN? EAMNSIRRNE, BHhLeT (]
BAZ KT A LUMBEISEBRIRN,

[00:24:01] Claire Hughes Johnson
English:

Yeah.

P ERE:

=0

[00:24:02] Lenny
English:

If you have to pick a couple things that you have to nail when you're just starting out before product
market fit, what do you think is most important?

FROCERIR:
MRIRMITUELE TLEERIFFE. EAR PMF ZRIHIIRENERE, MIAANREENZETA?

[00:24:08] Claire Hughes Johnson
English:

| think really that early, keeping it very simple and being focused on that goal of product market, which is
like what is the problem you're trying to solve? What's your vision? Everything you have to do for an
investor pitch deck matters not just for the investors. By the way, people forget this. A lot of the story you
tell to investors, early ones especially is the story you should be telling internally to anybody you hire.
Why do we exist? What problem are we trying to solve? What early customers have we attracted, and
what's their feedback. That's what you mostly need, but you need to remember to share it and don't just
use it for fundraising, or don't just use it for a board meeting or an investor meeting. Use it internally. And

I think you can get pretty far actually with that core content. As you start to...

RS ERIF:
RINNERLRE, BERISRERSS, 3T PMFHNER, B2 RERRTART? MHNESEMA? R
NTEE BRI (pitchdeck) FAfifI—t], RMUCHRABEE, IMER—T, MIESTX—R: FEFR

RENWE, CHEREFRIRAENRS, ERMNEZNABRBREBHEAAHRNERE. HMNATAEE? RKNE
R ARE? HATRS|THERRER, MIINRIERETA? XNEBMFEFEN, EMEBLEEIFEE, FE
RERE. EFIWTRAEIWN LR, BEERSERE. HRSETXEROAR, (REXIUESR
o SHRFFIE-



[00:24:56] Claire Hughes Johnson
English:

The first thing you're probably putting in place is a little bit of hiring process, and | think that's going to
matter sooner than you think. Don't just be tempted to hire people in your friends. Think about what you
need, what capabilities you need to build even pre PMF, right? And so as | said, there's a chapter about
that, but | think some of the simplest versions of it is how do we evaluate talent? What kind of talent are
we looking for? Where do we go look for talent, figure that out, and sort of train people a bit internally on
interviewing. | think interviewing is not a skill that comes naturally. People think it does. It does not. And
there's really basic easy tips and tricks you can find even on the interwebs about interviewing. And | really
recommend... And my book has examples of rubrics, questions you can use. How do you really get at...
Because it's hard to really evaluate someone in 30 minutes or 45 minutes.

FROCERIR:
MARBEAZRINE—RREBERE, RUNNAXLFRERNER. FERRRENMEERERBIRNAR. B8

REBEBM 4, BMETE PMF ZRIRBEZRIULMAMRIGES], WB? [EMFHFE, BHRE-ELZIHXT, BFKIA
NEERARAR: FHNVMOEHEAT? BATEIHAAENAT? HNEPEIHAL? BEBXLE, AR
FEARESM R THT—REAEFI. FIANNEAFR—MHRENE. AUAR, EXFE. (FEERLUEN
EHRE-EXTEIRVIFERAM. ERART, RIEBHEE - ROBEFTER (rubrics) BIBIF, THMR
A ERMNEIXRE, RINAEERNT #B—DAEAE 30 2 45 DHREETGE— N AZREN.

[00:25:49] Claire Hughes Johnson
English:

So | think interviewing some of your fun fundamental early investor kind of content you need. But then
when you start to get some traction, then you're showing to codify and actually document what | call
more foundational content. Because if you're pre-product market fit, you're probably small enough that
you just can tell everybody all the things. You don't have to send them the packet or have them sit in the
onboarding. But the minute that you're starting to get any kind of hiring speed, you're going to want to
document it more and you're going to want to start to put some very lightweight processes of how you
get things done in place, because again, you're trying to replicate velocity. It's easy when you're all in one
room and everyone knows like, "Oh, this is the most important thing to get done today," hack, hack and
hacking away. But then pretty quickly, that is not going to be the case.

FRCERIR:

FRUAFCAANEIA B ISARBLE R F R ZEANBTZMBEN . EISRFRRE LB KB, (FRFE
FaREHICRIFTIAR “BEMBIAST" . EAMNRIFREZEE PMF, (RATEEMIER/ N, AILUEROKSR
FIBEAFTBES. (FARELMNLRERE, WAFTEILMBIISMERNRE, B—BRAFHRE —ENRER
E, RBEESHICR TR, AFREI—EIFEREMNNERE, AAMBAREES “BE" . 55X
KEE—TEEE, STAHME B, XRSRREENFR" , ARELETH, XREH. BRIR, B
AR BEXET

[00:26:38] Lenny
English:

| definitely want to go one layer deeper on that, but there's this area | wanted to get to before we dive into
some of the weeds around that, which is | found it really interesting that you started your book with this
idea of personal operating principles versus here's how the company should work. It starts with here's



how you should think about yourself. So | want to go... There's four of them... But before | get into them,

can you just describe what is the idea of a personal operating principle and why is that important?
FRERIE:

REEEFERNRN—T, BERNATZA, HEWMHS—1dE. ZRRABREBNZ, MEBZU “TA
BERN AR, MAR “ABMNZIMEEEFE . ERT “MMNMZNAEZEMRES” o FRATEEE- -
EEONERN----BFERNZH, REHER—THAR “PABERN , URATAEREED?

[00:27:02] Claire Hughes Johnson
English:

Remember the book is about two things, company building and company structures, and all that,
replicating all that good step and management. So the other thing that the book is really about is
management tactical guides to... It would be easy to build companies if there weren't humans involved,
right? But there's humans and they're complicated, and I'm complicated and you're complicated. And
there are things that motivate us. There are things that demotivate us. They're not the same things,
though Lenny and I, | think you and | have some things in common, but point is the book starts with you.
And | think a lot of people think management starts with the team, or even the company. And actually, |
think founders make this mistake. Founders think, well, it starts with my product. And yeah, but it
actually starts with you. And so the book starts with sort of my belief system, which is self-awareness,
which is the first operating principle. Self-awareness to build mutual awareness is actually the most
fundamental thing you need to crack if you're going to succeed at company building or management, in

my opinion.
FROCERIR:

BfE, XEBXFRES: QERKRMABEN, UREFBLEFNSBENEE, FIUXABHNE—MIOZE
XTEENHAER - IREEASS, BIREZRES, WIE? BEARERN, HRER, MERE
. BEZRZAMEN], BEEBERURINMES. XEFBERAMSE, BA Lenny, HESRMELE—LH
AR, BERE, XEBEN “R FiEs. HIANRZSARFEEZEMENEZEATFIB. KFLE, A
NEEABLEX M EIR. EIIRARR, EERMEIT RGN, &E, BERMFLEMRARN. FrUX4
PMENEMERFSR, B “BRFR , XRE-—NEERN. £HREFX, BIAHFIRKEL “HE
BiR7 , RIMEEEARNRIRNERE LSS IR e RIRAHI AR P,

[00:28:08] Claire Hughes Johnson
English:

But | would say I'm one of those people who has strong opinions that are pretty loosely held. This oneis a
strong opinion strongly held, which is the more that you can seek feedback, seek to understand your
motivators, your strengths, your blind spots, your tendencies, and take that on board and expose it to
others, you're going to be a much more effective company builder and manager. So it starts with you. And
those operating principles that | articulate are sort of mine, but they're also foundational to the content
of the whole book. | do think authentic leaders tend to have their own, right? Lenny, you probably have a
few that you... You maybe have not articulated them all out loud, but | do have mine and they're in the
book, but | think you would also find that some of them you could adopt. If you were looking for were
some to start to use as a leader, | would hope that I've put forward a couple that might be useful.

FRCERIR:



BRI, ZEPM “FERINUREHFERSR” A, BEEX—5%, 23 "BIFEBRERE" B0
= MEEREI KRG, IFKREFMNEN. MB. §RNGE, HEACTHBMART, Rl A—
BERNARRIRENEERE. A, —IHETR. RERHBLEZERNEZHIAN, EEMNEE2BR
BHEA. FANNEKNASETETHEECHEREN, XE? Lenny, {RATEERATLD - (RAIEEEKZIEENK
AiRtR, EREH, EIHBERR. HRAGMEILKNEF—LEZRTURAN, MRIREETIH—LEFERN
MFEOLUFHEERNRN, FRHEEFRRELHNXLNIHTER,

[00:29:04] Lenny
English:

| want to talk about these four, but while you're on that topic, what are ways to help crystallize your own
operating principles? What advice would you give people to do this? Because to your point, people
probably have them in their head, but they haven't really written them out.

FROCERIR:
FEWMIZONER, BEREAKRIXILTY, BHATETUENANEKESHEERN? ReB AT AE

W2 EAIEWMRFRR, AIRFERgEEXERZE, BEKEES K.

[00:29:17] Claire Hughes Johnson
English:

That's right, they haven't. The book has an exercise that | recommend in it that's a little bit more about
crystallizing your personal values, but that's kind of the place you want to start. And it's essentially
there's a whole menu, and you can find these online, of say 70 or 80 different values. And by values, |
mean family, ambition, impact competition. People value education. People value different things
differently, by the way. And there's no judgment. You might value being a very competitive person and |
might value collaboration above competitiveness, and that's fine. We probably would both be very
effective in a team for different reasons, right? So basically if you take a list of values and you say, okay, if |
had to pick 10 of these that matter to me, then if | had to pick five of them, and then you really force
yourself if | had to only pick three of them...

FROCERIR:

", widEgS. PPE-—IREEFENES, ESEXTELMRE “PANER" 89, BEIMZFHEM
Fo BREF—NERE (RETLIER EHKRE]), FIHT KL 70 5 80 HAEMMMEN. HFIRNMNERZRE: K
E. 7. WO, BF. BAFREHE. NER—T, FRANANTREEVHINEHFFR, XgBNEZ
7o MAIRRBREM—MRARFONA, MEFTEEENMERIRS, XgR#. HTFARNERR, FH1AJ-E
EHNFEIEREERL, MB? FAUELRL, NRFRELH—HNEVESE, . 8, MRFLIEDH 10 DK
BB, AFEL ST, REBEBSREL 3P

[00:30:09] Claire Hughes Johnson
English:

And it's actually good to have this in a dialogue with someone that you work with or well, and you sort of
had to explain, well, why? Why, when I'm really pushed, do | have to hold on to say education or learning
as a value? Or why do | have to hold on to integrity as a value? And | tell a story in the book about a
manager | worked with where transparency was a very important value to him. And the thing is you
usually have a story behind that value, right? And in the book, | use the name Eli for him. Eli ends up



sharing this story at this offsite that we had. And the transparency value actually was a little bit
problematic to manage because Eli would tell everyone everything, including his team, even when we
weren't finished with the plan, right? But Eli got up and told a story of being younger, like seven or eight,
and realizing his mother was very sick, and no one really told him what was going on.

FRCERIR:

Efrt, RFRSIREFHALTBMIARITHIE, MOTERE. ATA? AT ASRBERILIRR, Hik
MEF “WE ® P FANEN? HENTARGHTES WET FANER? REBEHT IR
HEIHLEEE, WK, “FERE B—THFEE2HNMER. REE, SMEREREEEE—
NRE, WIE? EPHERMMEL. El ERANN—XEAR (offsite) FRETXMRE. HRE “BHAE" XM
ENEEE LA, ENEIZIEFREFREFFIEA, SFEMENERN, EEERNIIELERIIFLR
7o BENMERHAT —NEE: tt/\ZHHE, TRERERE, BRASFEIRLAET 4.

[00:31:07] Claire Hughes Johnson
English:

And then unfortunately watching the process of her dying and then being taken out to lunch by his
stepfather and told, "Your mother is gone." And okay, well, your whole worldview kind of explodes when
you hear that, and you're like, oh, okay, this transparency thing is really real. This was a formative
experience for him and it has changed how he operates, and it will probably have changed it for his whole
life. And if you can get to that point on your own, of telling yourself, what was the story? What was the
thing that made this so important to me? Then you're starting to be in a mode of self-discovery and then
you're starting to document, okay, if these are my three top values, and here's why. And then | think what
you want to look for are my, what | would call my work style tendencies? And so you get your values, and
then you sort of go on a... I'm sorry, | could go on about [inaudible 00:32:08]. | warned you. | wrote a book
about this.

AR ERIE:

FENRE, WEEFEENY, ARAKFUEIZFIR, Sk “MREBEET.” SRAEIXNMESN, REVE
MEFIME LR, (FERRRF: MW, FIE, X “SHE" ENRER. XMNtRRE—REEENER, X
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[00:32:09] Claire Hughes Johnson
English:

But basically, all these work style assessments, Myers-Briggs, DISC, Enneagram, you name it. And by the
way, | would take all of them because I find that very good. | mean some of it's just data. You're just taking
on data. But a lot of them come down to are you introverted or extroverted? Are you more introverted or
extroverted? Where are you on that continuum? And are you more task, if you kind of picture a horizontal
and a vertical, are you more task or people oriented? And so | would take your values, and then | would
plot yourself. Am | a more extroverted task-oriented person, which means you're kind of a director, get
what done kind of person? Or am | a more extroverted people-oriented person, which might mean
actually you're probably great at being very charismatic and building some followership and maybe
selling a vision? A lot of salespeople are very extroverted people oriented people.



AR ERIE:

BELX L, FAEMNIEXMITM, tbil Myers-Briggs (MBTI). DISC. ABABEE, IMEH—T, HIEXL
2ll—iE, AARREEREHR. ENEER, HP—HoR2HE, MABEWELHIE. BRZTHIALER
M2 MEREEEINE? REBMELENBNMIE? MEERATSERERBEDAN? NRFER—E
MM, RREMINER, ARLECE(. RE—TEHIE. ES5SANAL? XEKRERATEE—T
“BIEE” | DERABANA. FRER—EIINEA. ARGRSEMNA? X EEKEMRIEEEH® S, BKE
IEREE, HEEKEFEER. REHEARBREERINE. ARSFANA.

[00:33:03] Claire Hughes Johnson
English:

And then you start to see, okay, if this is my sort of tendency in my default and this is my value system,
what are the ways that | operate that really make up who I am and becomes almost a belief system. And
my operating principles in the book, one is to build self-awareness, to build mutual awareness. Another
one is say the thing you think you cannot say. | think that I've come to believe that often your biggest
strength, one, is also your weakness, but two, is something that you don't know is a big strength because
it's almost like breathing. For me, saying something actually fairly openly and directly but in a non-
threatening way is a thing | do. John Collison actually once said to me, he's like, "It's so interesting when
you give feedback, that can be actually pretty brutal, | leave feeling really optimistic."

FRCERIR:

AEIRFHIARAR: B, MRXEHMFINMAE, XERHRONEERR, BARSENAXBNEEN “T2IE"
B9, HILFEA—MENER. HEBFHNZERY, — 2 ‘BIARTRUBRIEERIR” . 5—1T=2
“GHIRINAREERENE o FEFMAERE, BEMRANMNE, F— HEMNSER; £, RMECSTIRF
INEARMRE, ANEMEER—FER WHERKH, U—MELERF. ERELEREMBNAR R EELS
5, MEBHRIERKHNE, John Collison BEHY: “REE, SRAGRIRE, ARAEMELRKE, BEREAN
HRDEAEE R

[00:34:02] Claire Hughes Johnson
English:

But | don't mean to be brutal, but I think | can sort of unpack and say this thing, like here's my
observation, here's going on, and it's not judgmental, it's not threatening, it's actually opening up an
opportunity for people. So say the thing you think you cannot say. You would actually find that more of us
can do that. And then | come back to distinguish between being a leader and a manager, which is
something early in my career, | did not do well, Lenny.

FRCERIR:

EHARERIMGEES, BRIANEILUFBEHRLEXMESE, kil “XRBRHOUNE, XBRETLRENER ,
ERFIFHIM, BEEMER, LMFRLERAAMIABT —MWE. P, HEMIARNTEERNIE, FLZIMEA]
FEZHWAELAUBEX—R. REERELT ‘KoMSENEERE" , XERRWEERAHS AT
7, Lenny,

[00:34:30] Lenny

English:



Before we get to that one actually, just to briefly ask you a follow up question, because | love that you're
getting through all four here. This is great. But | was going to ask, is there something.. So clearly, you're
really good at saying the thing you cannot say, and | love that. Many people are not good at this.

AR ERIE:

AN R Z AT, FAEEMER -, RARRSHREEREXONRN, XX#EFT. BE3REE,
BRBEM4A B, MAEBEKREILE “FEHNE , HERENX—R. BREAHTEK.

[00:34:45] Lenny
English:

Do you have any tactical advice for someone that is not good at this for how to actually say something
uncomfortable?

FRSCERIE:
I FRRLERIBEUIERIA , FEASARENRERIY, HMITNER HARLES AFEFARAYIEND?

[00:34:51] Claire Hughes Johnson
English:

I think the main thing is, and Fred Kaufman has this in his book, Conscious Business, this concept of a left
hand... He calls it the left hand column, which is you're in a dialogue with me or you're watching a
meeting happen, and you've got a running commentary in your head. And honestly, some of that stuff is
pretty harsh, right? You do not want to open your mouth and just say that thing. But what Fred says is,
learn how to detoxify the left-hand column. | would say think about a way to say that thing that you think
you can't say. You've filtered yourself out, which | don't like. And | want you to think, okay, can 1? And |
think that the... Here are the tricks, a couple of them. One is, ask a question. Right? A question is not
threatening. By the way, the question could even be, is there something we're not talking about? It feels
like to me... And then you own.

FROCERIR:

HiANgIZ O — R ——Fred Kaufman 789 {Conscious Business) (BEEERIEIL) HIRET XM
— “EF1” (lefthand column), B HFMBFEINEFREMBLINGHITH, RNFESE —BRILRITFIL,
ZLH, BETHCEEZE, WIL? RAEKERRHABLEIE, 8 Fred RS, EFSNM “HE” HEF
2. BeBINRE—MARRIRHIMIAAREERNE, MEECITEET, BAESWXE, RFELEMREE: 7
ME, FKEEWID? XBALNEIG: F—, ‘i, WE? BRI LEEMEN, IRER—T, XMIBEEZTLL
2. ‘BTREMABEBHNEEWME? HRERN---7 REME AT (own) XM=,

[00:35:47] Claire Hughes Johnson
English:

So the next trick is you own it. This is your observation, this is your perception. This is not a judgment. |
am not saying, "Lenny, | think you really botched that interview." That's not useful. If | said, "Lenny, you
know what? | wonder if you missed an opportunity in that interview. Did you feel like you missed an area
that..." And then you're kind of curious. You're like, "What do you mean?" And I'm like, "Well, I'm kind of
looking at this with you, and I'm standing next to you and I'm observing it." Right? That's less threatening.
So one, ask a question. Two, make an observation that you own. So if | said, "I feel like there's something



we're not talking about, and | wonder..." Oh, | own it. "l wonder if it's the fact that these two teams both

seem to have the exact same project."
R EIE:

FRAT—TMI5Z “AAE” . XEIRHE, XZIREVEM, XA HABER: “Lenny, HIERER
ERXEABE T " Mg WRKW: “Lenny, REAEN? HREBMREZAZERREIXFELT — M
Ro MRRERMBERRRIE T — N7 RARMUITEEFFO, MIE: “GRHEARRE? 7 HEHR:
B, RERAENMF—EEXNE, HGERIFDMEE.” WNB? IHEEMEMNT. PR 1R, 2. IAGR
RUSRER, LEalFin: “HEF/BELEIBINVLKE, HAER--7 B, FIANAT, “BREBERFZ2ERAZHD
PAIAF-ERTE R — R

[00:36:32] Claire Hughes Johnson
English:

[ talk in the book about a meeting | was in where it was very clear that we had two teams in conflict, and
no one was saying the thing that was really pretty bad. | was like, this is pretty bad. We have two teams
that seem like they both own a piece of work and are in conflict with one another. But | would say if you
do those two things, ask a question, own the observation yourself, don't pass a judgment, you will get
way farther than you would've ever thought sharing. And by the way, that sharing, one, there's probably
other people who just haven't, can't get it out of their head, and you have ar opened up a door that a lot
of others can probably walk through. You're not alone.

FRCERIR:

HEBERHI—RIIN, SHRBAEERMEAEAR, ERARLIBNIFEEROEE, BRESXXET !
MBI FE NN ECRBEREDLE, HARIHER, BFEH, MRMEXFMAHE—IRE. ATUWE.
FIFH—IRDENRRELFERNFE S, IRER—T, XMOE, $—, AREMARFEHLEREF
RURER RSk, RITAFT—RI], LRZAWEEEEK, RHAFIE,

[00:37:12] Lenny
English:

You have this framework, | think you call it being explorer, not a lecturer. Is that what you just described?
Is that how you describe it?

FRCERIR:
RE—MER, HEEMZH “WRRE, MARHRE" . XM2MNIAHIRRIE? REXEFEXAIE?

[00:37:18] Claire Hughes Johnson
English:

Itis. And to me, what | just talked about was more of a meeting or a conversation scenario, but | think that
this... I'm glad you brought that up. | think this is actually a very fundamental management framework of
mine, which is in a one-to-one interaction, your job as the manager... First of all, too many people think
your job as the manager is to be the expert and tell people what to do. No, actually, your job is to enable
people to be their very damn best on your team. And you have to create an environment and a context
and provide them information, and then you need to provide them a form of coaching. Now, again, | think
people start think coaching is lecturing, like let me coach you how to make this Excel model. And



sometimes they do. Sometimes someone comes to you and says, "Can you exactly show me how to do
this thing?"

AR ERIE:

B, MEHKR, HNAKFINESEESWIMNEDR, ERREMFRETE—R. FHINNXKRLEEH—
MNMEEEMAEERESR, BIE 1M 1NERHR, FERNZEMRE - B%, XZAUNZENRREHER
HERINANZEAM. &, Eirt, RERFZILEMPRIARZERMISRFEIKT. ROAEIE—NFRN
BiR, AHREMER, ARMGEENMINRHEMFE AT (coaching). IE, AMNMXFHREFHSME
HR, L “ERBIRIOAFIEX D Excel A" . BRHILNMLE, BNBEASKHMR: “(RebEfbmiE
TN RS2 7

[00:38:05] Claire Hughes Johnson
English:

Fine. But most of management is actually exploring with someone. It is being curious. It is saying, "I have
seen this pattern of your work. Have you seen this pattern? Is there something..." | have a whole other
framework which is about hypothesis based coaching. | think intuition as a word gets kind of a bad rap,
and | kind of get why, look, especially if you work with a lot of engineers, which | do. It's not particularly
always data driven, but guess what a scientific hypothesis is? It's a well-informed piece of intuition. And |
think too many managers wait until they have a million pieces of data to make an observation to
someone about an area for improvement. Instead, | would say take some data, form a hypothesis, and
then explore it with the person. Because if you're well intended, which | think any good manager is, I'm
bringing up this thing because I'm trying to help you see it and tell me if it's true so that we can both help
make it more effective, better.

AR ERIE:

BgiF. BERNAMBOIELFRLERSEA—RE “RE" . BRIFEFTFO. . “HEITIRIFEFE
XMRI, ERETE? BA2E 4" HAES—PRBEER, N “BFRIZVES” . AN B
B XMAREARY, HBEAFA, LERNRMGER—FNRSIRMESZ, ERHANSE2HIERR
B, BEMBRIZFRIZETA? ER—METRDEENER. RUNNKSHNEESFINEET —BAHFRHE
&, ZMFEANREXFRSHMEHNME. Bk, W 2—LEHIE, ER—NMRIZ, ARSEBHA—ER
Fo EAANMRMBHTHE FEUNEAFHNIEHZNL) , FREXGEZRANBRBEMETE, HEFK
EREREE, XHERITMELEILEEREAR. Fif.

[00:39:11] Claire Hughes Johnson
English:

One very light example could be, "I felt like in that meeting... How did you feel that presentation went?"
And the person sort of says, "It's fine. | think | got through the material." You say, "Yeah, | felt like you
were maybe a little bit nervous. I'm just exploring. Were you..." And by the way, the person could say,
"Oh, no, no. No, no, no, no." And then you could back off, or you could say, "Oh, well, maybe it was just
me, but | noticed some physical. Your leg was shaking a little bit, your voice, you were kind of repeating
yourself." And they're going like, "What?" And you're all you're doing is holding up a mirror... And you
have to own it. You have to say, "My experience of you in that meeting was that you seemed nervous to
me. Maybe you were not, but actually maybe this is just a physical coaching thing."

FRCERIR:



— PMREENFFAIER: “BESERRIWL - MESPBRUEREAREF? 7 WHARERR: “RBEs,
BRRESHIBARTEHAT T R “BH, ARGHRAURE—RREK. RRARERR, R IRE
W=, WARESER: B, X, &, —xEFR." ARMRALE—F, SHEMILGR: R, FRAEIER
RURRSE, BFERE—LRAEh(E, RHBERE, MNES, MEFEEEEBRC.” tilxRF: “Ha?”
MIRFAB R REE—ERF - MERBITIARE, REFR: “FEIRRENP, RHRNERZREER
REK. WIFRAREK, EXFLEXARIZ—IXTRERNIES R

[00:40:04] Claire Hughes Johnson
English:

Have you ever had that? | have a few people on my teams who do this weird thing. This is pre virtual
world, but when they're sort of getting it uncomfortable in a meeting, they put back their chair up off the
table, sort of exit the circle. And that is a very physically big statement. And they had no idea, Lenny. They
had no idea. I'm just watching the meeting, and I'm like, oh my gosh, you're like four feet from the rest of
the group because you do not like this topic. And what | need to explore with you is how do you vocalize
that instead of physically exiting the room or exiting the circle? These are just examples. Sorry, | could
keep going. But I really think that that attitude of exploration and mutual sort of collaborative, let's
discover some things about you...

FRCERIR:

B XMERG? HEANEELNASHIMEENE, XRTEENDANAZE], HtiIESINPREE
FEFRE, tSEEFMNRLERE, EREREBIEF. XEKKIES LR—TEERIUNES
Lenny, 1B CT2REIRE, RRABEMRIIN, O X, MBAREERERIZ, RAMRFERXME
Ho RBEMRRNZ . MAOEAESTELR, MARESK LREFEZRHEF? XERIZHF. &
W, HAILU—ERTE. BRENIAA, BMRRNSEMNMBEDENESR —IiL I —ER X TIRH—L

[00:40:54] Claire Hughes Johnson
English:

And by the way, it can be mutual. They can go right back at you and say, "Well, | observe this." Great.
Great. I've interviewed a lot of people for the book, different leaders and managers from lots of different
fields, but one of them was Reid Hoffman, who's a more typical. But Reid, we were talking about the
other operating principle, which is management versus leadership. And Reid was pretty honest. He's like,
"Look, I'm more of a leader. I'm not a manager." He's like, "I'm not a great manager." And then he told me
the story. He's like, he had in his first company that he was building, he had a guy that he'd hired who was
more operational. And Reid was sort of making an observation to him about something they should do,

and the guy goes to him, "Reid, | wouldn't hire you to manage McDonald's.
FREiE:

IR{ER—T, XAIUZHEERN. tiTBAIURERMRR: B, HURETX—R." XET. ATEXZE
B, BRI TRZA, REFETEHNARAFEMEEE, HP—IR Reid Hoffman, Reid REZE, ]
HNEMS—NEERN, BEESMSHNXS. Reid IFFEEE, MiH: “E, REGR—ITISE, BF
B—TEEE M. “BRAE—MFBNEERE.” ARMARHT MRE. EEIDNE—KQ8E, #t
BT —1TEREEENAN. Reid YR EMEL—MRTFZMHARME, BIAXMIT: “Reid, HEZZZ
HARMEEER"



[00:41:42] Claire Hughes Johnson
English:

And Reid was like, "Okay, good. So tell me what we need to do so we can fix this thing." But what actually
Reid's operating principle, interestingly when unearthed that whole thing, was that he prides... It's very
important to him to create an environment of open feedback. He said, what | love about that story, yeah,
it's funny and embarrassing, but actually that guy was comfortable saying to me, "l wouldn't trust you to
manage a McDonald." And | think that actually | found inspiring because | don't think everybody who
founded a company or who's managing someone has created an environment with how much trust in it,
right? And that's how Reid thinks he gets a lot of stuff done, is people just come right back at him with the
feedback.

FROCERIR:

Reid IRMNE: “4FIE, RiF. MERKRKNFEMITARBRZXMAE.” B Reid WEERMF, HEHZR
ZEXMERERI, EIUAHERE WK, IE—TMHRRBENFRFEEER. i, RERXNEE
RIS ET, BAENFERXER, BXFEEBTARRBAMMIN “RAEEMREEEZYES" . AR
XRRELR, AARFINAENEINQEHEENARAGLES T NS EEENFE, MIE? XF2E Reid 1A
NtbEESTTRIRZEBENRRE: AMISERERGEHEIL .

[00:42:26] Lenny (Sponsor - Dovetail)
English:

This episode is brought to you by Dovetail, the customer insights platform for teams that gets you from
data to insights fast, no matter the method. There's so much customer data to get through from user
interviews to NPS, sales calls, usability tests, support tickets, app reviews. It's a lot. And you know that if
you're building something, hidden in that data are the insights that will lead you to building better
products. And that's where Dovetail can help. Dovetail allows you to quickly analyze customer and data
from any source and transform it into evidence-based insights that your whole team can access. If you're
a product manager who needs insights to motivate your team, a designer validating your next pick
feature, or a researcher who needs to analyze fast, Dovetail is the collaborative insights platform your
whole team can use. Go to dovetailapp.com/lenny to get started today for free. That's

dovetailapp.com/lenny.
AR ERIE:

ZHATI B Dovetail 2B, Dovetail @— M AHEBTIEMNEFERTS, TICXBAEMSGE, EEEEIRIEM
BIBRPREUAR. MAFIFREINPS, SHERIE. TAMMNK. IFITHE. NATL, EEENEFRHERE
R3IB, REE, WRREEE” R, XLEHIERREERES I SMITEET~mINEAR, XHE Dovetail AR
Z#Ml, Dovetail RIFIRIESITRBEMRENZTFHIE, HEHEMAENHEEIR DN, ETFIEHERNF
&, MR MPEEFEFARRFFBENN=REIE, BREWRIET—M8ENIZITT, HEEFERESITHHRR
5, Dovetail #ZIRENHFPART AEANIMERZRF S, ihi dovetailapp.com/lenny R ZEFF A A,

[00:43:19] Lenny
English:

So we've done three of the operating principles that you personally use, which | love. | love that you're
going to going through [inaudible 00:43:25]

FROCERIR:



HENELWMTIRPAEAN=MZERN, REER, HERREEMEXE FFHE).

[00:43:24] Claire Hughes Johnson

English:

Distinguish management and leadership is the third one, yep.
FRCEE:

XOEEMAFHELE =T, Kif

[00:43:28] Lenny
English:

And then just to summarize real quick, the second one was to say the thing that you cannot say. The first

one was-
FRSCERIE:

RELLE—T, EZNE WHIHAATERE o E—T2—

[00:43:34] Claire Hughes Johnson
English:

Say the thing you think you cannot say, yeah.
R EE:

WHIRIAN R BEWRTIE, 2.

[00:43:36] Lenny

English:

And then first, build self-awareness to build mutual awareness.
FREiE:

B2, BUBRRIRURIEERIR,

[00:43:39] Claire Hughes Johnson
English:

Yeah.

FSCEiE:

=0

[00:43:41] Lenny



English:

And what's cool is you're sharing all these amazing stories and tactics. In the book, you actually have
templates to do each of these things for yourself. So a lot of this is pointers too. If you actually want to do
this, go check out the book and you can actually do this. It's not just in a bunch of high level stuff. And
then the fourth is-

FRCERIR:

BHRIRDET A XEREHNRENSER, EHE, FEFREEETRR, LRETUNE S REXER
Wo FAURXANERIN, WMRIRENEEM, ZEFFH, MENAUTETH. XFRAR—HESKENEIL, A
ABEPTR—

[00:43:57] Claire Hughes Johnson
English:

Come back to the operating system.
FRCEIE:

[El)HEIERS

[00:44:01] Lenny
English:

Let's talk about it.

R EE:

BJEODX NP,

[00:44:02] Claire Hughes Johnson
English:

So this one is, sort of like | was talking about, touchstone documents that you might create for your
company. This is our operating principles, our values. This is my touchstone, which is | think that
especially high growth environments, but every environment you operate in can get really chaotic, and
there's a lot of ambiguity. There's a lot of stuff you don't know, and it's kind of easy to get paralyzed or to
sort of give into the chaos. And you're like, oh my gosh, | don't know what this day is going to bring. I'm
just going to randomly assign some stuff, and I'm just going to get through it. And all you're doing in a lot
of those moments is creating more chaos. And | think a really important role of definitely managers, but
some leaders too is to create a stability when there doesn't feel like there's a lot that's stable.

FRZERIE:

X—MEN, BRERZERINTAXECIEN “HAEHAXHE" (touchstone documents), XZHKINIEE
RN, HNTWNEN. XEENXEA: BRINARISRESEKIFET, EHXEMEENEMAIFET, HEH
AIREBRIEEREL, FAEMY. BREMAENESE, BREZILABNEERERRELER. RR0E:
K, BAHESKERENA, BRBEDRKSE)L, BEEET. EREXMIZ, FEAMHNIEHEE
ZHVREL. HIARRIE (HABREIE—LMEE) N— 1 EFEEENARRE. ERSENTAKRBRRENN
2, glE—MizEM,



[00:44:52] Claire Hughes Johnson
English:

And where stability comes from is in ritual and in common practices that you share. So we set quarterly
goals or monthly goals. And that's a ritual, and that's a thing we do, and it's actually a source of stability.
And yeah, it feels like a process. It might feel like a way of managing, but it also has a cadence to it. And |
think one of the things that happened is you picture yourself sort of spinning out of control. You think,
how do | come back to this is the order | do things, this is how | get decisions made, this is how we make
plans, this is how we make decisions. Those touchstones are not processes to run the thing. If they're
done well, they're stabilizing because they're a common way of approaching that everybody has, so they
can at least hold onto that even when all the other stuff is going haywire.

FROCERIR:

REBRETNUABNMNAZNEAMRE. LLNFEMREFTEERHAEBIT. X2, 2FHIMEBY
—E, EXFLERRERIKEF. B8, eBERG—TRE, JRBEG—HMEESN, EctEEECH
TiZ& (cadence), FHIANHMREFHCREREN, SR HizOAOE "XBHEENIRF" . “XEFK
RRHB” o ZXEBRMNFEHHINAGRN ? XEREAFAZARSTERAZNRE. NERHESE, €]
BEREER, RAENESTASRENERLIESI, FrUBAMEEMPIESBEHAET, MmIELDEEM
EXLEEZRTE,

[00:45:45] Claire Hughes Johnson
English:

You've got a customer churning, and you've got a big launch happening the next day, like, oh my God, oh
my God. Come back. What's our launch? How do we launch products? We have a way of doing that. We do
not need to spin out of control and reinvent the wheel here, right? And that's a stabilizing thing. And the
other thing on come back to the operating system for me was, as my career scaled, as | went from a
individual contributor, to managing a small team, to managing a bigger team, to managing multiple
teams, to managing managers, you get it, | realized actually, and | started to have multiple functions. So |
was context switching between... At Google, there was a point where | had some product people,
industrial design operations, really BD, really different functions. Actually, how | fundamentally ran them

at the bare bones, at the house architecture level was the same.
FhaCERIR:

EEIRE—TABERRKT, MEB_RXBE—TEALRST, (R2B: XM, KXW, 25, @RS, HIMIHNK

MERMA? HNNFAEAHFm? ZNE—EAZE. FHMNAFTERE, BFAFEEXEEMLKPRF, X
1E? Xpte—TiRENG WERE, “EIFRERS” HNE—EAXE, BERRUVEENTE—MKDTA
R B FEE DA, BEIKE. ZMEPA. BELE(]—KERIRY, YBABRLRZIREN, REE
EREERETM. £ Google WEMHE, ZRFTETMAR. TligitizE. B5HEE (BD), ReEgxesF
@, BRfFE, BRERBMHNER. £ "BERE EEHETeElINARAZ—F8,

[00:46:38] Claire Hughes Johnson
English:

And that gave me a stability as a leader where | would dive into a meeting. I'd be like, all right, let's look at
the metrics that matter. We all had... We had them for every team. Let's look at the goals we set. And that
also helps you stabilize when your contact switching between seven different projects or seven different
teams. And so | wouldn't say it's the operating principle that | talk about the most, but I think if you were



like, "What's your sort of... How do you scale yourself?" | would say, "Well, | actually have a common
operating system like a computer, and that is how | maintain a sense of stability."

AR ERIE:

X THRENAFENREN, EREANZWEEAREINRS. REW: 58, LHRIMNEEZOET. i)

BITHPESAEXELER. ILRNEBERIMRENBR. SFFEEL T AENT B R RERIE N Z BT

B, XWEERMRIFIRE. FIURFIRXBRKICRZHEERN, BWMRMRE: “IROFMREKIRES? ~
=W B, HEFLEE-EGRHEN—FRERIRERY, XMEHRFRFRERNAR”

[00:47:17] Lenny
English:

Perfect segue to the next kind of broad area | want to spend time on, which is this house metaphor and
the three components of it that you talked about. And this is like the core of the book. Can you talk about
again, the three kind of pillars of this house structure? And then let's just go through each of these things.

FRCERIR:

XFEEMTEE T HBMB TP ARG, WRMRMRERINED “BF RERE=ZAERHD. XE2HHZ
DRB. REEBIRKRXNBEFERN=1NAET? ARRITE—RIE,

[00:47:33] Claire Hughes Johnson
English:

Yeah, it's definitely, the beginning of the book is about company building, and the company structure
chapter is all about the sort of supporting beams, the mechanicals, and then the foundational stuff. And
interestingly, it's sort of, well, | guess when you build a house, you build the foundation first. So one is the
founding documents that you might create, which I'm happy to talk about. And then another are the
supporting structures, which are some of the ways you do things we talked, like quarterly business
reviews or OKRs, or how you use planning to create a structure that everyone... And then the mechanicals
are what | might call the operating cadence, which is essentially the rhythm of how you work, right? The
calendar, the year that we all experience tends to dictate a little bit how we work. Mondays feel different
than Sundays, right? Well, companies have that same kind of a cadence, which is often also calendar
driven, but also can be event driven.

FRCERIR:

B8, BRARBXTAREEN, M “AEEN B—ELEXTXER. NBRENMEN, HEBNE,
HIREEFI, RAEITHIE, PRUE D ZIRFIEECIZEMN “eliaxY” (founding documents) , FKIRKREH
X, BIERE “TEEN , UMERIMKEN—LHMEAN, tLFEEWSEm (QBR) ‘EOKR 14
EMMELES It RIRBIE—NEE, LEMAB=EHOIRE NBIRE” , BMZA “BETE
(operating cadence) , &R ERIRTIEN TR, FHi4 I_EI’JEIJ_ﬂﬁfﬁGEEEJ&ETﬁﬂ]E’JIT’EH‘EO A—m
REMEBTRRE, WME? AFHERENTSR, BEHEHBREHN, EhIERHEHIRE,

[00:48:28] Claire Hughes Johnson
English:

We've talked often at Stripe about how our customer event, which we have called Stripe Sessions, is as
important internally as it is for the customers because it's a forcing function for our cadence, how we plan



our products, what we want to have achieved by that point, what we want to demonstrate. And that's
true for a lot of companies, but we actually use it in our thinking about our cadence of the year. And
actually, we've built this other event that | usually help run, which is an internal event that happens
generally about six months before that, which is great because you can demo the stuff you think you want
to demo internally. You sort of create a cadence of we're going to push ourselves to do some crazy wild
stuff, internally demonstrate it, and then see if we can externalize it by the time we hit the customer

event.
FRSCERIE:

7£ Stripe, EMEZFEXKILTHIINEFL K= (Stripe Sessions) AN EZFFREHEE, BAER—MNREK
RN “|FRE @ HNWEIK~R, BEHRNELTNAF2, BITERRMT 4. 1E"’\T%Bxené‘€7f¥,
EENLREIBERMAITHEETZNEEHR, KL, RITEET S— T MREEMENEITHER, B2
—NAEEDN, BEEREFASFIANTAET. XBRE, RAMRATUEASERFEERNARTE, REET —
hE: BINBEECSH—LEREAXBENESE, ERNER, AEEEERTF ARIIRNGETIEHERING,

[00:49:16] Claire Hughes Johnson
English:

But that is a cadence. Quarterly business reviews are part of your cadence, et cetera. So that's the
fundamental, but really while I'm trying to do is say, one, | don't think this stuff is super hard. You know
this. It's kind of hard work. It's just putting it in place, and then actually using it. | think where a lot of
leadership teams go wrong, especially of young companies, is they experiment with different vehicles to
try this stuff. And then they either don't actually follow them or they throw them out the window after
they haven't tried it for very long, and it creates a lot of chaos. So | would say do very few things
consistently and try to do them well, and then see if they're working for you, and then once a year, maybe
think about a revision. But don't keep throwing out new things you heard that other companies do. And it
turns into a weird grab bag of operating stuff. You're nodding because you've seen this too lot.

FRCERIR:

XET R, FEUVSEMEBETEN—&D, FF. XZ2EHM, EREEERENE: F—, AFEEXE

RABRME, (RBFE, XREFEE) L. XBREBERIUER, AREEEARERE. RIANRZARHEN

(CERFRQTFHN) L#EpAET, tISHBARNIAREXES, ARBATHEET, BEARH

REAMPEEI, XENET KEREEL. FTURSH: BRHHIRDBER, HAEHHEF, BEENRSEXN

Wﬁ%,ﬁFEE%@Wﬂ—mOﬁx%—ﬁ%ﬁ%%ﬂ%ﬁ@@a&ﬁ%%ﬁﬁoEME%Q&—lﬁxm
EARIG, MERK, EAMRBIIRSZIMERT
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[00:50:16] Lenny
English:

Yeah, | think a problem I've seen is people think there's going to be this perfect system and process that's
going to not have any flaws, and they're always like, "Oh, it's not perfect. We got to optimize it further."
And what | find is it's always just like, this is the best one you can come up with at the time. This is the
best idea you have now. There's going to be flaws. Just work around those flaws. But just know there's
never going to be the one thing that works.

AR ERIE:

2, HEIN—IEEZ, MBAASE-TRZENAFIRRE, RETARE, S22k &, X
R, BRMNBEH-DMA." MELM, BREZR: XBMANERIINRIFNAR, BMRETREFNES. €



BEESBRE, SIXEREMITT. EE2HE, KEAEE -1 HENTESL R

[00:50:35] Claire Hughes Johnson
English:

There is no one. There's no perfect org structure, there's no perfect operating approach, there's no
perfect, yeah, performance and management and level system. But having one and committing to it is
good. And don't let the perfect be the enemy of the good.

AR ERIE:

REW—NAR. RETENARLEN, KRETENEELZE, BRETENSNERMRLAR, BRE—
MHEADTFHRITERTS. FEIL “TX" Bl “NF" BIEA.

[00:50:50] Lenny
English:

There's another, you mentioned that | thought it'd be fun to talk about, that it's often chaotic at a
company. | imagine people think about Stripe from the outset, like, oh, they've got it all figured out, so
smooth, just runs like a machine. And | think people look at other successful companies and they're like,
man, things are so crazy at our company. This isn't normal. But I think, you tell me if I'm wrong, most

places are crazy and chaotic internally for a long time and often, right?

R EiE:

MRIMNFZ—HERRGRER, MBLARDRMBEREREL. FHIBANMINGE Stripe, 2T R, i1
—ERET , EREINE, GHE—Fiai. AMBEMRIINARNEEE: XM, HMNAFTIRET, X

FEE. BHEET MRFRETIFYER), RSHHARBETRK—ERNEA. FRENERHBSREERE
A9, XfIE?

&k

[00:51:15] Claire Hughes Johnson
English:

Yeah. There are different kinds of chaos, but it's so true. What is that? There's like a saying. Don't ever
believe your best press or your worst press. It's never as bad as whatever someone's saying it is never as
good. It's just normal is not pretty. It's a lot. And that is true. It's happening everywhere. | used to have a
friend who was building a company. We would see each other. We both were from the Boston area, and
it's a long story, but we'd end up on the same flight off in Rhode Island, coming back to Boston
occasionally for stuff, for family. And we'd be in getting yelled at by the passengers because we'd be in the
aisle of the airplane comparing notes about stuff that was broken.

FRZERIE:

0. REAARSZM, BN, BABEEARKE? XEABEEXTMRFUERANIRE, FRKIT
RAEMNARBIBAE, HKTEBEINARNBLAT. EEEEATES, FREEZ. XBFEL, FHEL
o ZUBBETRARERNL, HMNELELE HNMBREFTEX, RAER, HIBRILE—IETHIM
TRBORTTIERE. RNBE WISBEAMLERERIE T, SREFEHMFEM, FARHIMHERT .

[00:52:02] Claire Hughes Johnson



English:

And we had this expression, it was like, oh, and then | picked up the rock, and under that rock were some
really ugly, creepy crawlies. But that's just like the way it is, is it's never perfect. But | guess | would go
back to what | just said about having some stabilizing ways of doing things because that can create, |
don't know, I'm not trying for a perception that the thing runs a machine, but more of a, that is a well run
thing, right? And how do you create that perception? Because you adhere to some ways of running things
and that are consistent, and it feels better even to the outside, even if there's a lot of chaotic stuff going

on.
AR ERIE:

BITEMNRE: B, HMAT—REG%, BXTEEEEHBE. SAEERANNRF, BEEEMBXE, X
AR, BREREEZHNA R, BE-ERENMELN, EABITUEELE —HFREEKR “&
HEE—HEiE” MR, ME—M "X2—MHEFRIFNER" R, WIE? RIIFALIEXMILE? FAIR
BT —E—HEETAN, BMERSERZEILNES, INMIREEEE—LL,

[00:52:45] Lenny
English:

Coming back to the founding documents, could you just talk about what are in this group of founding
documents? And | think even more interestingly, what's a sign that you should invest more time in this

area as a startup?
FRERIE:

EEIBNIAXA, fREERXXALIIXEERBEFARL? MAREFEABNE, NTFLIRTRE, FAES
REARRIZFEX M UHRNE S BT E]?

[00:52:55] Claire Hughes Johnson
English:

Yeah. Very classic stuff is in here, nothing that you haven't seen or examples of. So one is | think it's good
to have a mission. When | joined Stripe, we did not. It came to be apparent that to increase the GDP of the
internet was probably the mission, because people kept repeating that back to us, and Patrick had
written it on some website copy early on. But it was interesting that candidates and customers kind of
grabbed it. It was very Stripe because it's a little bit intellectual and pointy headed and aspirational, but
also it is... The GDP does involve economic progress, which we're all about, right? We're building
infrastructure for commerce and payments for not just the internet actually. But anyway, point is have a
mission, or at least the beginning of what's your one line of what you're seeking to accomplish.

AR ERIE:

=l XEEMRFELHENKA, REFTAMEAITLRAING F. F—, HIANABE— “&a” R
¥F. KOO Stripe Y, BfIEKBERNNMES. EREFREAE, “HEIMEEKMAEY GDP” mIeEmERlIHIE
i, EAAMMIRERIHNNEEXAIE, M Patrick FHIE—ENMUENEEST I, BBNE, MEBEMZTFEHMNE
TE—R. XIFEFIS Stripe XK, AANEHERIRDFALE, BRRARHEA, EE---GDP #%
WREFEY, MXERKRNBZO, WIE? HNEFENBWNZ AR ERMIZHE, SR ERNRFEBRN,
BERNE, ERREE—NMER, HEEDERXTIREELINBN BN —aIEH.



[00:53:47] Claire Hughes Johnson
English:

And then I'm a big fan of writing sort of what we Stripe called our long-term goals, which were just not our
short distance, but our longer distance, like why did we exist? And so the mission is one line, so you need
a little more meat behind that, right? And actually, | think if you looked at our long-term goals, which by
the way | thought would be a three to five year goal, | would say they're still relevant today. But one of
Stripe's long term goals is to advance the state of the art and developer tools, which would not be
something that everybody, especially every customer of would initially call out. But when you think
about it... Lenny, you just did it. You think about it for a minute, you're like, yeah, the API and the docs
and a lot of stuff that we've open sourced, Stripe cares.

FROCERIR:

A, FIAFBERTT Stripe Frinpy “KEAENR , XEARZEHEN, MBEKZTHER, bl i1t
LABE? EmRE—AE, FMUMRFEEESHLARBTRZEE, WIE? LiRL, MRMERNOKBPER
(IRER—T, ZRERUAANBZ2=FIRENE), RSRENESRKAER. Stripe KBz —=F “#edt
AAETRNREKTE , XAEFZETA (LEEREIMER) ®Y=8E/, EE{REE—TLenny,
RNAMERE, MBERARITERF: B8, APL HEURENFRENRZ R, Stripe HRREF

[00:54:38] Claire Hughes Johnson
English:

Our forever user is fundamentally a developer. It's the person who's integrating Stripe, right? By the way,
simple integration, complex integration, anywhere in between, we really care about their experience, and
we care that the tools are excellent, because how are you going to increase the GDP of the internet if you
don't advance the state of the art of developer tools? Right? Anyway, point is articulating that, because
until | said that to you and | could talk about it with you and say you came to work at Stripe, you might
not understand why we invested in certain things or why it meant so much to us in terms of our user
experience and the mission. So articulate those things. And some of them might be a little bit
aspirational, but they should feel at least real enough that you can have that conversation about... You
look at anyone who works in a company, what they choose to do all day with their time should be guided

by things like, what are we trying to accomplish?
FZERiE:

BAVKEH AR MRE EIREF A&, BINEMR Stripe BIA, WIL? M@ER—T, LiCREENERTEE
REVERAL, FAIERIEE R OMNBALE, KX OTARSHith. RANMRIRAHEHTLXE TANRIKKF,
RGO EEXMIEY GDP E? XMIB? 22, EREEAX—R. RAAERSIFIMZE], SEEIRFK Stripe T
EZ A0, IRATRERNIERMENH ARNBREZRLERA, HE N AR FEMENNIRITMLEE, FrUEERA
XEEF, HPR—LAgEHRENe¥, BelEINzRERBES, LIREHITRFEMNIE - REER
FERBEIEHA, B —BXRWNADERE, YRR “BIZLMFTABTR XEFBH51S.

[00:55:35] Claire Hughes Johnson
English:

What are our long-term goals? So if they don't know them, how are they going to make the right choices?
So that's one. And then another is a lot of companies write company values, or at Stripe, we wrote
operating principles. | think you had [inaudible 00:55:50] on, and she talked about these, and we even
sort of took a version of ours and put them out for candidates so that they could evaluate, do | want to



join this company, because | kind of want to know what it's like to work there? And | think that's really
valuable to do because not every company is right for every candidate, and the more you can mutually
match the better. But having some operating principles matters. | think you can go farther than that, but
that's where | would sort of start, is those three things.

FRCERIR:

HMNYKEEREHA? MRMBIIANE, WIVELARBMEERNER? XRE—R. B_ReE, REQAER
SRARMEW, M Stripe, HMNEHNE “BERM . FEMRZAFII (FRE), kB 7TXE, HITE
EZHT—MRELNEES, XEMIIMATLIHE: FRMAZXRQTE? FRMBEERETERTLHF
B FIAAXHMEEENE, RAFTRERAFDVTESETNEE, WHBLEH, A LEEERNR
BE, TOANRAILBISERN, BR=FE2RFT BRI,

[00:56:17] Lenny

English:

Awesome, | like the simplicity of this.
FRCEE:

KFET, HRERXMEE .

[00:56:21] Claire Hughes Johnson
English:

How you know is people are asking you. Especially new hires are asking you a lot of questions about
what's important, or "Why do we do it this way?" You said it yourself at the beginning. Doesn't writing

something down, crystallize it? Time to write it down and crystallize it for everybody who works there.

AR ERIE:

RINEAIEIZE 7?7 s AMFBEFREER, TERMATIRIMMFRSXTHAERRE, & &Nt
BXEFE B R—FRmin T, 5 THRAMERNEEG? BREST TR, AERENSURTELX
LEIAFT o

[00:56:40] Lenny

English:

And just to summarize you as a mission, your operating principle/values. What was the third one?
FREiE:

BE—T: an. BERN/MEW. B=TEMH4FKE?

[00:56:45] Claire Hughes Johnson
English:
Yep. Long-term goals.

FRCERIR:



2H, KEIETR.

[00:56:47] Lenny
English:

Long-term goals.
FRCEE:

KEAE T

[00:56:48] Claire Hughes Johnson

English:

And sort of more details on why you exist. What are you really trying to accomplish?
FRCEIE:

URKXFRMIAT AFENESAT, RIZIREAERAA?

[00:56:52] Lenny

English:

Interesting. And then are those numbers in your experience, or is that a story of what [inaudible
00:56:57]?

R EE:

BEE, RIFEMVZE, FEBRGNHST, EEXTF (AFRE) HHE?

[00:57:00] Claire Hughes Johnson
English:

Those are a little bit more, | think headlines. And | think your shorter term goals have numbers against
them, right? So if you looked at your long-term goal, which might be... Another one of Stripe's is about
accelerating globalization, and if you thought about what would that require, that would require us to be
in a lot of markets. That would require us to have users and customers in a lot of market, and also to
eliminate friction across borders. So those things, which is a very high friction thing, unfortunately in
payments, and moving money, which it shouldn't be if you want to advance globalization, accelerate it,
right? And so that can then become numerical goals and short term goals.

AR ERIE:

HIANBEEGRE “Kid” . MIARERBRNSEBRERNHKT, MNE? MRREMBKPER, Ltk
Stripe WE—1TBEiRE “MELIKNL” . MRMBEXFEM4, BRFERNEANRSZ TG, FERNER
ZHZRERFRNER, EEEEGRERER, XEFE (F=NR, EXANATRPERIFER, IR
RABMEAF IR RIK, MAROZXF, XIE? ) BTN F ) BARFIREEA B 5.

[00:57:41] Lenny



English:

Basically objectives, and then-
FEiE:

B L3R B4% (Objectives), SAF——

[00:57:43] Claire Hughes Johnson
English:

Yeah, it's sort of the longer term objective, and then the key results part is early is shorter term. But
actually, if you're having trouble writing your company goals, actually zooming way out and being like, "If
we're going to meet this mission, what do we have to accomplish in the long term?" You can then walk
back from that and be like, "Oh yeah, every goal we ever have probably fits in these three to five buckets."
Bam. And then you write your short term goals actually more easily because there's always going to be
one about, say, international expansion. There's always going to be one about additional products
because we're trying to do X, and you can't do it with one product, or whatever. You can imagine the
example.

FRCERIR:

B0, XERGKIABM, M “XRER" (Key Results) EHNZFHARY. 12N, BXML, MRHFEEER
B BARET BRI, ATLUREIEMEFhNT, B—8: “NMRESSIMXMEs, HMKBFETRAA? 7 AR
fRETLAEIERIR: 1R, &3, ROFAENERARHETX=2A1EE.” /! ARMEEAETMNES%
7, AARSE—XTF (tbdl) EfRY KB R, S8 —MXFENM~mNERR, RAMFEKEMX, mE—
PEREARE, FF. RATUBRXESFo

[00:58:22] Lenny

English:

Awesome. | know your book has a actual examples of a lot of this stuff.
R EE:

KIET . HAMEMHNBEFRSXLERERILIFZES,

[00:58:25] Claire Hughes Johnson
English:
It does. It does.

AR ERIE:

[00:58:26] Lenny
English:

So again, pointer to that. Okay, so that's the founding documents. The next piece is operating system.
Maybe we go there, just what fits into an operating system for a company? What are the components of



that?
FRSCERIF:

BRAKRFEEF. &, BREENE, T—Ha=E “BERS o WiFR(TLENNRD, ATMRERRE
HESHA? SHHEMERD B L?

[00:58:38] Claire Hughes Johnson
English:

| think a lot of the components we've sort of touched on, which is do you have some sort of goals? This is
now goes back what we were just talking about. For Stripe, we have an annual set of numeric targets that
we put together, we have a system of goals or OKRs, objectives and key results, but sort of like what is
your structure for setting milestones that you want to achieve, whether they're numeric or more like a
binary, we got this thing launched, we didn't? And then QBR, so quarterly business reviews. How do we
review parts of the business? What is the cadence? Well, first, what is the form by which we do that?
Which would be this... | share examples in the book of this might be the template you fill out if you're a
team and your reporting on how it's going and versus your strategy and your goal.

FROCERIR:

HERZSERBAORNELMNEET, bl MBEEEMER? XXEE T HMNUAKICHIET. &
Stripe, EITE—EFENFIET, E—EBNALAT OKR (BME5XRER), UHMERMEERELNNETR
R, TREl2RFUN, T2 MR (til “XNAREAHT” 3 “&&H). fA/G=E QBR, AN
FEASEF, HNMOAERLSHETED? TREEF? 8%, RNUAATERA#RT? X2 HE
PBESZET—LEAIF, LINMRIFR—TEPR, ERCIRER. SEEMBT, (RA)EFEESHIRR.

[00:59:24] Claire Hughes Johnson
English:

And then there's also getting into metrics and dashboards. What are things that you look at internally to
measure progress, the input metrics and the output metrics? And | give some examples of that. And then
mostly, | think there are other... As | said, there could be less frequent forms you use, like a user event or a
launch, a way of launching products, et cetera, but it's really simple. It's mostly goals and how do you
review the business. Planning. | talk a lot about planning, which is. You said this earlier, and you and |
think both agree, which is there no perfect process to plan for the next year or the next two years, but you
still need to fight your way through having something, especially after a certain stage. And every COO |
meet with, we sort of ring our hands together.

AR ERIE:

BEBIBINNERE, MERSETARGEHE? LA (input metrics) M™=H#EHF (output metrics)
BHA? BET—E6F. AR, HIAAEEEM - [EMBFAE, ATRESE—EMERENER, AR
A2HAHR. FREATHAESE, BEXLRER, FEREMMLESEM, £85itk. RETRZERHIT
Xl fRzZaIME, BERMNBER: RETENRERMUNT—EXTRE, BROAZTEZHEI—EN
#l, THEEARI—EMEG. EIEWE—I C00, HKiTHBa—ihLttki,

[01:00:11] Claire Hughes Johnson

English:



We're like, oh, planning and everyone hates us, too burdensome, but you still got to keep trying. You got
to do it. And so we talk about planning processes and what they might look like and how you set them up.
And then that's how you'd use goals and QBR to measure against the plan, right? So those are some of
the operating systems. And then the cadence is just how often do you do these things? Actually, one of
our big lessons, | think companies that are moving quickly and that are younger tend to resist some of the
calendar based cadences of more mature companies because they seem slow. You're like, really? You're
going to just achieve that goal in three months? Or are you artificially restricting yourself to some lowest
common denominator of time? And so | get that fear, and | would say your cadence doesn't have to be
one quarter or one six month, or even 12 months.

AR ERIE:

=W R, 1l, AKENREA], REHEXE, BMERFHER, REFM. PRAZITTET I
Xmiz, e Ay, UAMARILIEN]. ARIRFLRLAFIAE B4R QBR KEEHHIBHITER, 3
IB? XMBIRERAN—LERS. M TR MIBMMXLESIEIMNER, KL, RININ—TEZZRIIE: &
IABLELEAE. REBNATFESRFRARDBHETEHNTER, AAREERRE. (RERE:
BEm3? RTER=1"AA ZIWMBIBEIR? HEMBEANMICE CRFITEEMRERN “SN2Qns” B? &
EBHERHTE, T, MOTERF—EER—TEE. XMBEE1R2TA.

[01:01:08] Claire Hughes Johnson
English:

Stripe, we did sort of six month processes for a while. So instead of a year, we did it in six months. Still,
there were things that took, by the way, a year or longer, but | think that play around with the timeframe
and don't feel restricted by what other companies do. But one of our lessons on the QBR was sometimes
those quarterly, because that stands for quarterly, those quarterly business reviews were too infrequent,
especially for new product areas. They we're still in development. They were still getting a lot of
feedback, launching a lot. And so we just said, okay, they're not quarterly anymore. They're like every six
week business reviews. Fine, change your cadence. The point is to have one, because then it's predictable
for teams. They know what they're marching toward, they know when they're going to be reporting out,
and they can set their goals in a way that makes sense to make progress in that timeframe.

AR ERIE:

£ Stripe, EN1E—EBEESITHEASNTANRE, FRURNTRUERNRA, MEUSTARNRAL IER
—TF, MABLEEBRE—FHEKNE, BRIANTUREEENEIELR, FTERSREMABNMCERS
7. IN7E QBR EXEM—1IIE: AL “FE” WSEEM EFAWEE) MEXET, TEENT
WM miiEs. ENEEFAR, EERBAERI, MELM. UMK FE, ENFTEEEENT,
MEEA—RNLSEH, K@, REFRNTR. EREEE—TNE, BAXEXNEKRE TN
B, IFEECERFTAFEEN, MEFARERELCKR, FETUU—MEENSNIREBR, UWEER
P EEZR WIS H R,

[01:02:02] Lenny
English:

One quick question there. What's a sign that your cadence is off? What's a flag that we should go shorter
or longer?

FRCERIR:
XEA—NMEENEE. TAESKRBIFTRRN? FAFSRERN N Z4EESIEKEFHA?



[01:02:10] Claire Hughes Johnson
English:

Well, everyone usually complains about these things, but | think if the... One, nothing, like you said, it's
probably too fast if not enough progress is being made in between whatever your review or your
reporting function is, and it's probably too slow if the content you're reviewing seems stale. And you're
like, "Well, we knew this," or "We already did that thing," or "Yeah, we already had the meeting where we
talked about that." That's another thing that's interesting, is some companies will have a pretty frequent
metrics review cadence, and then an infrequent strategy review cadence. And what happens is the
metrics review becomes the strategy review because you're not talking about the strategy often enough.
And so you're talking about it through the data, and so then by the time you get to the strategy review,
you're like, we already had this meeting. And that's just a sign that some things are just off. And to me, it's
about timeliness and freshness of the content, but also that there's actually new content. If there's not
new content, you're creating work for people. By the way, give them time to work.

FRCERIR:

i, REBEBBEHIIWSXLESE, BRI F—, ENMRFRE, WRERXEMECCHRZBZEIG BB
&, BAIGEXIRT ; MREIMHABTERKFKIB, ARAIEKET. (REEF: B, HMNEMRNET” , HE
‘BNELMBRGET" , HE B0, RINEEAITRIRNT” . Z—HEBNER, BELFAZHE
IFEIRERVIEAREIT =, EHEREIMTZARER. SRMIIEMOMER T AREM, EARITTIEKAE
HUREABZ, TRMITEIHIERITICHES, F2ITHENSBOMIN, (RMISERF: HMNELFIXHN
27, ZARKENTBRTIES. WIKR, XREETATHRENMHREE, UKSEENEHRE. Wl
REEHAR, MEESANGSETAY. IRER—T, ZLath1EE TIFRIEE,

[01:03:12] Claire Hughes Johnson
English:

And so | think don't fool yourself that thinking, having more frequent checks on things is going to actually
make things run faster. | would say that the opposite can be true. And so be very wary of actually slowing
velocity down by creating overhead. One thing we try to do at Stripe is if we're looking at metrics, let's
just look at your dashboard live. Let's not create a special presentation. | actually just share your screen
please on your dashboard, right? Which is a good discipline, because one, that means you have to have a
really good dashboard that's real time, that's web accessible. No one had to pull or massage the data.
That's a good sign. But it's also, you're not wasting people's time prepping all that information, which
happened even... By the way, at Stripe, even when we put that in place, we still ended up with versions of
that problem.

AR ERIE:

FRUFR RS A E BRI A AN IS MM ESRR ML FBRFER. WP RAIESIGHER. FIUEFEE
BRNFIEEEFE (overhead) MIBUREXIE. £ Stripe HMNZHABN—HFZE: WREFE, KM
BEREEMPIERRNERRE. FELZM PPT, BEEDZEMRNNEKRERS, WE? XB—MREFNAR, BAE
—, XEREMBIAE— N EEFN. LR, TLLEIMITHRNEKRE, KRATEEFEHREEM I
B, XBR—IMFBR. £, MASRBAKNNEIZESIFLRER. IRER—T, 7 Stripe, BMEIX(IEH
TX—E, RATERBIEMHTEREME,

[01:04:04] Lenny



English:

Yeah, [inaudible 01:04:05] | think mentioned that. | think there's a term for it, data something, where you
randomly get chosen every week and someone has to present your data.

AR ERIE:

2H, B8 (ARE) REE. HEREIKE, W "REFAH4” , nESARIHmE, BRI ABIRE
TEHE.

[01:04:04] Claire Hughes Johnson
English:

The metrics review meeting, yes.

R EE:

RN, &Ko

[01:04:10] Lenny

English:

And it's like the next day, you're going to have to share your meetings and [inaudible 01:04:12]
FREiE:

MIEE ZRIFRIG D EIRNEWNA (IFFRE) o

[01:04:12] Claire Hughes Johnson
English:

Yes. We called it the spin the wheel, the spin wheel on who gets to present. But that has a logic in it, which
is then you're not working. So just prepare it.

FRCERIR:

0. HMNMZzA “BRE" , RIMENKET. EXEEE—NEE. IRMTER, MMAEIE Fr
LA, EEIFRAT

[01:04:26] Lenny
English:

Right. That's awesome. | love that policy. There's so much more | want to chat about. There's chapters on
hiring, self-development, personal development, all these things.

FRSCENIE:
o XET, RERXIMHE. BEERZSENN, BEXEXTFIBE. BRAE. PMABRKSEET,

[01:04:34] Claire Hughes Johnson

English:



Team development. Yep.
FRERIE:
FAKE, 2o

[01:04:36] Lenny
English:

What was that?

R EE:

R A?

[01:04:36] Claire Hughes Johnson

English:

There's a, yeah, intentional. There's a team building.
FRCERiE:

=0, BRIRNEIAEG.

[01:04:40] Lenny
English:

Team building.
FRCERIE:

FA R %,

[01:04:40] Claire Hughes Johnson
English:

And performance management.

R EE:

EESHER,

[01:04:41] Lenny

English:

Yeah. Okay, so we could go through all that stuff. Instead, | want to talk about the COO role broadly.
FREiE:

4o FRATATLUBARLEERT —iB, BIARZZHENE COO XM A&,



[01:04:47] Claire Hughes Johnson
English:

Yes.

FRCERE:

9,

[01:04:48] Lenny
English:

| asked on Twitter, preparing for this chat, what people wanted me to ask you about it. And most of the
questions ended up being about the COO role and things like that. So | just have a few questions lined up

here for you.
R EIE:

NTEEXRIKE, T Twitter ERIAKBILIKPIRT 4. ERRZSKRAEEEFTE COO ABZENER
o FRUFKAIRES T JLN R,

[01:04:48] Claire Hughes Johnson
English:

Sure.

FSCEiE:

N ey =)
/Kli.lﬂﬁo

[01:04:58] Lenny
English:

Okay. So Amir [inaudible 01:05:04], with little accent at the end there, he asked just at what point do
companies need a COO, and how would you judge if someone is a fantastic COO?

AR ERIE:
%, Amir (IFFRSE) 18] AREMHARMEEE CO0? {RINEIHET— M AT E2HER CO0?

[01:05:12] Claire Hughes Johnson
English:

Oh yeah. Well, | would first say most companies, if you looked at the universe of all companies, do not
have a COO. | think it's fewer than 20%. It's definitely fewer than 30. And | think that's something to know,
that | don't think it's an automatic role to have or hire. And | think you see it in more prevalently in earlier
stage or high growth companies. You also, by the way, see it in certain business models. | actually think
Apple was an interesting version of this, where Steve Jobs was oriented in terms of product and design,
but also that Apple has... It's very intense to manufacture software and hardware that then works
together. | learned that when | worked on self-driving cars at Google, and you need a very intensely



operational, detailed manufacturing, hit the marks, hit the timelines person. So | think some businesses

that have a very deeply operational, say a manufacturing component, that role might be more prevalent.
R EIE:

MR, ¥EY, BB, MRFELKAENAE, RSHATHLERE CO0, FABLLFIRE 20%, BEFR
2 30%, HZAEFIX—RFETH: HTNANNZZ— T DIIKILTRBAIIR L. FINNERMBRISERAF]
B, XPRUEER. IRER—T, AREFHWEXPHEERR, RRTERR—EBNGF: FTHHTE
FremMigit, BFER- - FIEENE LRI AMEARIFEEER, I Google MBS ENFET
X—R: FEE-MREXIEE. ATHE. BENRETARNRMNA. FIUEREST—EAEREEZE
(Ebn®IEFTs) Bkss, XTABARIEERE.

[01:06:19] Claire Hughes Johnson
English:

But point is, it's not an automatic. | think it's useful in a high growth... In an environment where you're
having... Think about the founder/CEO of a company that is achieving product market fit and also having
to build a company, and hire all the leaders. That is a lot because you are building the product and the
business, you are building the company, and you are building all the people, bringing them all in. And
that is where | think a COO type of role can give you leverage, which is... Essentially, it's a layer that takes
some of those functions and helps build them with you and on your behalf, and also in some cases, bring
some experience in maybe there's a particular function like go to market that needs to be built. And |
think that's where you see it come up. What I've said to some people recently is I'm a little worried, just
like there's a mythical founder, that there's some mythical silver bullet COO hire that everyone's like, "I
will just find that person."

AR ERIE:

BERE, IHFZEKIN. HUNESERFETERER - BR—T, —1EItEA/CEO BRELI
PMF, XEBREINE), EEHREMENGISE, XTFEEXKT, BAFBEENES~RMLS, XEHER
8], EEMEAZAME, BIEBEER. XMEFKIAN CO0 KEMNABRELIRTRIITERIMTS 45K
£, ER—1ESR, AETHA—LEREE, HDEIRIARMKEEEN]. ERLERRT, EXkmRER,
EEINRERIG “HipEN XENEERE. HUNAXAEXTNABHANER, REEN—EA%R, &E
REBL, BEEFEE “WERNEIBAT —1F, NELEEEM “WERHRA CO0” , ARBRERT “HR

HEIBDARITT” o

[01:07:20] Claire Hughes Johnson
English:

And first of all, we're all human beings. I'm not perfect. | certainly did some things well when | joined
Stripe, and other things not as well, and I'm working on my self-awareness of what those things are. But |
would say one lower risk strategy could be to bring in, say, a head of business operations or a role that's
sort of COO like and try a couple of functions with someone and see if they scale with the company and
with the role, and then maybe you decide they're a COO. | mean, | mentioned Stripe's business
operations team. You could hire a business ops leader and sort of say, "Hey, build this team to help be the
Swiss Army knife to help scale the company, and then maybe that turns into more." Or there's some CFOs
that are quite operational. They could take on more scope sometimes.

FRCERIR:



B, BIERNA. HARTHE, HA Stripe B, BERBMSRIT, BLENRR, RUESHIRSH XL
EBENBEHEEIR. BEESH, —TMNRENEEZ: Ls5IAN—1 (kba) WSEERRA (Head of
Business Operations) ZZEh COO AR, ItEAZRKARILNERE, EEMIIEREEMASMERMAM K
M, ABRMRBRAEMITIZRER CO0, FKiEFT Stripe WL EBEHRFA. FRAIUEB—NISIEENSE, X
fthin:  “IE, BILXMNHERA, BMABBATMELRN WIET , UWEthFaXKERESIREE,” EgLE
CFO IEEmEEE, Mt1EntaI UIFAIBE 2R,

[01:08:11] Claire Hughes Johnson
English:

But | think there are other paths to getting that leverage, and there are also ways to de-risk the hire
because you could end up searching forever, right? And | worry that it's become too much of a panacea in
people's minds, like somehow they're going to find... And people will call me, and they'll be like, "I just
need to find you." And I'm like, "One, I may not be right for your company, but two, that was a lot of work,
and | think we actually, in the end, maybe got pretty lucky." How would you know someone is fantastic?
Someone said something very smart to me, which was... | was in a meeting. It was me and Patrick. So
Patrick is the co-founder and CEO of Stripe. And they said that having just the right amount of tension in
our relationship was how you knew it was working for the company.

FRCERIR:

HIANREXMITATERE A EMERE, LERRBEXRNTGE, SRSk E—EF, WE? HIEL
XTEMIOABELEM T —MAREL, WSS EE - BASITBEESRR. “BRFEHRIGMRXFR
A" B “B—, HA—EEBEIRHNIAR; £, BFEBRENTIE, MERRSHNNREHL TR
B RNAHNE—TAREHE? BABNRKRR T DIFFRBEE - HRFEF=, RBEFKM Patrick
(Stripe EXSBI98 AFR CEO) o fthfiTi%, FMBIRRPEREEE “IBEIFAMKS" , XMBIRAEXMX R
REBRBIA.

[01:09:03] Claire Hughes Johnson
English:

And it gave us both a little bit of pause, but we ended up having quite a good conversation after that
meeting, which is there has to be mutual understanding and trust and an ability for Patrick to say, "Hey,
can you go do this thing?" And then believing, | will do it at the level of quality and intensity and
intentionality that he would like. But there also has to be some friction, where | would maybe say, "No,
I'm not going to prioritize that. | don't think that's important for the company," or I'm going to give you
feedback that I don't think we're doing this well, or he's giving me feedback. The customer experience is
suffering. All your scale stuff is degrading this thing, right? So fantastic is not all hunky dory. Fantastic
COO is just the right amount of friction intention with forward momentum and mutual trust, because

then the whole is greater than the sum of its parts, right? That's what you're looking for.
R EIE:

HIELLFAVREIBE T —F, B/INHTT RIFEFIRE: BMZELIEREREFEMESE, Patrick
REBEIR TR, fREERMXHENG? ” , HAMEERSUMBAENGRE. BENTEETN. EREAHIE—
EER, RIW: F, BRMTEREREREE, RASBHARFER,” HERSAMRIFRETFHAN
XHEEMEAY, REMAERITRET S EEETE, RENPREMECNFRAETREXMHE, WEB?
B, “HE” HAERE—TEIRXURK, HER COO BERFRIHE LMBEEENEN, HHEREFAN
BRMKS, RAXBFREAZARTEDZM, WIE? X iRFmEXR.



[01:10:03] Lenny
English:

| was actually going to say, I've worked with some founders, and they have this concept that they hire a
COO0, and they would just solve all these cultural issues they're having these relationship issues. And
sounds like that's exactly what you're saying, is that that is not often the solution to some of these deeper

issues.
FRSCERIE:

BRELERR, BEBES—ERBARSE, 10 REBE—1 CO0, FAkRtIEIGEIPRE XA
AHAFFRRAH, IFERMFRTHERXTER: COO BERZHRAXLRRNFNG .

[01:10:18] Claire Hughes Johnson
English:

Well, that would be the other problem, is actually believing... | was getting recruited, Lenny, and people
would... Essentially, | felt like the founders were saying to me, "I'm going to give you all of the things |
don't like doing as your job." And | was like, even if I'm by the way not qualify to do all those things,
number one. And two is sometimes that list would be quite long, and that would make me nervous. | was
like, "Do you really not running a company actually? Is that what's going on here?" And really, | think they
weren't confronting elements of their work that needed to evolve and change. And what | loved about
joining Stripe was... | think people also think, "I'm just going to hand all this stuff to this person and..." I'd
love to say | took all this off of the Collisons plate, and Billy and John and the other people who were
there at the time, and no, we actually were more collaboratively worked together, and I think it helped...

AR ERIE:

BEZ—NEE, SMEEEE Lenny, HFWIELBEN, RBENBABRS ERENTENR: “RELRK
FIEARERMBIEREZAIRENMRIN IR HBRNZ: F—, IRER—T, IR —EBEZRMFAEIRL
£, £, ARPNEESIFEER, XUEFHREK. LW “REARHLEFBZERTF? FRZEAME
£? 7 Kk, WAAMITKBEENES S TIEPREHEMRERED . HERMA Stripe BI—R =2 FHiA
AMBERRT “BRABBXLERADAX AT T , FHIREHIIE Collison 523, Billy. John LIKZEY
HtWARRIBEETHRT, EBHIFE, HNEFLBEREMMNE, FIANXREREL -

[01:11:18] Claire Hughes Johnson
English:

Well, one, you don't feel as isolated because you're in a team, but also there's more joint work than
people realize, | think at least in the companies I'd like to work for.

AR ERIE:

R, F—, RAIBEBAML, FAFE—TENE; £=, HRATHRHITELEANSRENESZ, ENO%E
HEERNN AT ERXEFN.

[01:11:30] Lenny
English:

For the final 10-ish minutes we have together, and you have to run-



FRSCERIE:
ERIBEAL 10 DehrstEE, RFS) LIRS E—

[01:11:33] Claire Hughes Johnson
English:

Yes.

[01:11:34] Lenny
English:

... | was thinking | could go through just a rapid fire set of tactical questions and see maybe one piece of
advice you would share with someone that's maybe struggling with this thing.

FRSCERIF:
------ FREBATLUET—B—R YA MRS, EEREREAIRLEEEALELNADE—FEN

[01:11:44] Claire Hughes Johnson
English:

Okay.

FRCERE:

9,

[01:11:45] Lenny
English:

And the first is from a also Twitter person, Manuel [inaudible 01:11:52]. And he just had a question
around, as you're scaling, keeping alignment strong is challenging. What would be something you'd
recommend to someone that's scaling quickly and trying to keep people aligned?

AR ERIE:

E— PR E Twitter EAY Manuel (IRFE). AR EAREKIESD, REFESE—H (alignment)
IFFEEE . NTREERREYT KHLERIFIARZE-BOA, MEFARN?

[01:12:02] Claire Hughes Johnson
English:

Well, a lot of what we talked about, having common codified documents of what we believe in, how we
work, and then using communication practices very intelligently. Never think that one communication,



meaning an email or an all hands, reaches the audience. You have to be smart about how you

communicate.
RS ERIE:

id, REHNELWI T HHEBEAN. RMXHXERERRIMNESNIELSR, AREERAMSHDE
Ko KEARBINA—RDE (LLIiI—HEEFR—RERKR) MEEERRL ROAEEES LK.

[01:12:23] Lenny
English:

Awesome. Amazing. On a different podcast, we talked about how the leaders are often the repeater in
chief, just having to repeat the same thing again and again.

FRSCERIF:
XET, EB—MEED, HIRITSEERER ‘BREEE" , ¥T—BX—BHESRENES,

[01:12:30] Claire Hughes Johnson
English:

Yes. And just like a marketer, use different channels. Some people read emails, some people watch
videos, some people attend the meeting. Repeat.

FRCERIR:
2. MEEEAR—F, EAFTRNRE, BLEARDE, BEABUN, BEASNZN. FHES,

[01:12:40] Lenny
English:

Love it. That'll be our clip to take away from this. | was watching an interview with you, and you talked
about the value of offsites for creating cohesion within a team. Can you just talk about why offsites are so
important to a company and a team?

AR ERIE:

RERENT o ZFERINXBATEIEERR, REIM—PRIA, MKEITERE (offsites) MNFEIH
AR DIBINE. REEK N T AREN AT ME AL EES?

[01:12:53] Claire Hughes Johnson
English:

| think offsite is really a vehicle. The concept is the following, which is when you yank people out of their
day-to-day routine, you create space, and also you imprint memory. And so if you say, "We're going to do
a very different thing with your time today or the next two days, we're not going to do our emails, we're
not going to do our regular meetings, we are going to sit and work together, we're going to brainstorm,"
you're basically activating new parts of their brain, and then you're also having a group experience that
cements a belief system usually, or a set of plans. And it also helps bring people along. We formed this
thing together, it's not effective if | say, "I locked myself in a room for three hours, and then | came out



and here's the plan." You want to lock yourselves as a group, as a team in a room for three hours. How do
you do that? And so that's why | think it's valuable. It's just out of time, in a way. You're taking it out of
your day-to-day time, and | can't not found a good substitute for that.

AR ERIE:

HIANEARE R ER—FhEk, HIERRE: SMMEANMBEBES “W” Wk, REET=E, FENHEZ
TTIEZ. MR “SRFFETROHKX, HRIMNBA— T2 FRANAXSENE, HNFEERMG, FFF
BRI, BNBLEEIE, —BLRRAR" , REE ERENEMINAREMNED. ARIRISE—M
S, XBESNE—MEMERI—FiTL. SUEMTIURRSESHEK, RIMNFEEHRTXMHE, X
Eb3in “HIBECXEEBEZ/NE, HREXMEITY” BAERES. FRILAREA—DBE. —THP
KERBBE=Z/NY, RZEAHM? XMBFANEENMENRE. AXMEEL, €2 “BiHE" 89, (RE
EMBENERHmELR, REKEKREFAFHNERSR.

[01:13:56] Lenny
English:
On a different topic, one of the most common questions | get from product managers and just founders

that | haven't tackled yet, and I'm curious what your take is, is around just keeping the company updated
on what's happening broadly.

AR ERIE:

MAEE. BT REENEIBARERZNEEL. EREILEINREZ—=Z: WFALEATTRRE
S, BHRBIAIAIREVEZo

[01:14:07] Lenny
English:

What have you found works for just keeping people informed on what's happening across the company
and-

FROCENIR:
RAIPLE T ZREBRBIE A TR AR R ENER?

[01:14:12] Claire Hughes Johnson
English:

Having really smart communication practices is something that | think a lot of companies don't invest in
early, and it's partly because it feels like extraneous, but it's a lot of time. If you're going to communicate
well, you have to invest in your intranet site and what's on it. Ideally, everyone logs in and sees
information on the homepage of your company internally. Do you have a newsletter? Do you have
founders do like a message or a quick video, whether that's on Slack or email. There's a lot of smart tools.
You can learn a lot from social media in some ways, but you actually need a strategy for it, and you need a
set of people who help make sure it happens so that again, it creates stability and cadence. And if | want
to find information about X, this is where | go. And | think there's also that if you do it well, it can replicate
down to teams, which is, oh, we have our weekly snippet stock that everybody can see the important
news or whatever it is.

FROCENIR:



HIANNRSAFRHELBRET "RHENDERLE" , B0RERERFHPESZSRE, EELERMEN, MR
{RAABEINET, (RETIRHEFAM (intranet) RERRS, BEBERT, 8MABREHEEARNANENLE
AER. MMAEMERAIL? SIIMASKHEEREMIMG (TILRE Slack TE2EH L) ? BRZIEHANT
B, AREAEMAUEARKEETES], BREFLEFE—TER, FE—AARBRELRE, MMBEREE
REMNTR, IRFBHXT XWER, BMEXE, HIANNRFHEE, ERTUERIZTER, Lt
. R, BNESAERE, BOAMEENEERNE ZX0.

[01:15:09] Claire Hughes Johnson
English:

But you need to create those things because they'll start to spring up, but then you'll have a million of
them, and you won't be able to point people to the core messages. But it is not a thing to be taken lightly.
And | think having someone who really not focuses on internal marketing, I'm talking about just good,
"Here's what's important. Here's what you need to know." Sales teams actually do this really well,
because they have to, because they have to keep the sellers up to date on the product and up to date on
how to pitch it. And so it actually is worth talking to smart sort of sales leaders who've scaled and saying,
what do you do that keeps everyone on the same page

FRCERIR:

BRFZXHEEXLENG, SVWENZBEATE, ARRIMERT LANERE, DLESISANKEZD
5. XERAZ—HAUEMNE, WINNFEEALTITI—FEZHMALEE, MEEEN: “XZ2E
BHE, XERMFBZMENSE,” HERANELEXSEHSRI, RAMIOIXEM, SIULHEANR T #
AT malSHEHE A AL, ZMBELHINMRCHEERHEEASENNZRER, REENZE
AILFRE AMRE S A28,

[01:15:48] Lenny
English:

As you're talking, | realized [inaudible 01:15:49], who we mentioned a couple times, she left Retool, and
she's working at a startup that has trying to solve this problem, | think it's called. It

FROCENIR:
IFfREIERY, FRIREIFRAHREISIUREY (IRAE), BT Retool, MAE—RMEIATLIE, ERERR

XA,

[01:15:56] Claire Hughes Johnson
English:

Is a lot about what they're working on. And it's because it is, again, an unsung thing that is critical and
that | don't think people naturally come to.

RSz ERIE:

XIERMINEESHHAR. AAXXZ—HHRGEEZEXREENER, MAFIAAANAZEATMAMEE
Eo

[01:16:03] Lenny



English:

Next question, what are one to two, or maybe three things that people can do to run more effective
meetings? | say give this masterclass on running more effective meetings. And just to boil down, what are

a couple things people could probably change?
FRERIE:

T—NEE: AMTAUEBR=FERESZINER? MEEXTERIWE “KITR” . 1F3H—T, A7
AP MR LR?

[01:16:16] Claire Hughes Johnson
English:

| do have a video on YouTube about running an effective meeting, but | think the number one thing is the
work of a meeting is not calling the meeting. Calling a meeting is easy. In fact, that is a problem. The
barrier is very low, and it should be higher. What you really want to know... People need to know why are
we meeting, and what is the point, what's the objective of this meeting? Is it to make a decision? Is it to
share information? Who needs to be here? One of my favorite things to say is make the thing that's
implicit explicit. Too many meetings are implicitly about something and not explicit enough. And I'm like,
"No, no, no. | want to know why I'm here. Are we making the decision? Who's making the decision? And
how?" Even better, you say, "Does anyone not need to be here? Because we'll just send you a note
afterwards about what happened? Right? Make it more efficient, but be really explicit about the point of
the meeting, and really do some inquiry on whether it's important, whether it's needed.

AR ERIE:

1L YouTube EMKB— X TEMIWNEIRM. EXIANKREEN—RE: SWHIFFE “AEZW .
REZWRES, FXLE, XIERREMAE. MEXRT, MRS, (REERNENE - ANEFEMNER
MAFTAEAR? EREMHA? SWHWERRTA? BATHRE? ERNTHEER? EL4MNET? RKRE
MR —aER: “ERENFREMNL . XSNEWARABREMXTES, MABHBEH. H3H: “F,
T, Fo BEBHERNTLAEXE, RMNEFEMRE? WRMRE? BAM? ” BIFNE, RRlR: “BE&
BEARFEEXE? ANSEENZA—HLESIFMRET 4" WE? tEEEN, BENZNBNENIE
A, AEERRERGEER. BELE,

[01:17:17] Lenny
English:

Maybe a final question is around decision making. So product managers who are, a lot of the audience of
this podcast, have to, one, make a lot of decisions, get people to alignment, but they also don't classically
have authority over anyone. What advice do you have for aligning and decision making?

AR ERIE:

Ra—TREAERERXTRRN, TREE (FEFHNARIOIAR) BIAMIRZRE, LAZER—H, Eft
MMEENERATLETENE. N F AN —BMERR, REFAERN?

[01:17:34] Claire Hughes Johnson
English:

I love product management, so much accountability. So little authority. Such a hard job.



FRSCERIE:
KERTREE, REEX, WO, BERIMNEES

[01:17:39] Lenny

English:

What a fun [inaudible 01:17:41].
R EE:

Z4B8H FFRHE).

[01:17:41] Claire Hughes Johnson

English:

Everyone's like, "l want to be a product manager." I'm like, man, that is one of the hardest jobs in tech.
FRCERiE:

SPOABH BEYHFREE , BOE: Wit BENEASRENTEZ—,

[01:17:45] Lenny
English:

Yeah.

R EiE:

=0

[01:17:46] Claire Hughes Johnson
English:

But anyway, how do you get people to a decision?
R EE:

BAREERE, RINELLAIMTERRE?

[01:17:48] Lenny
English:

Yeah.

FREiE:

=0,

[01:17:50] Claire Hughes Johnson



English:

Actually, it's exactly... And | mentioned in my book, Gokul's SPADE Framework, which you can look up. He
has a coda on it. But actually, it's the same thing that | said about meetings, which is making it very
explicit, that there is a decision to be made, who is making the decision, the criteria by which the
decision's going to be made, who will be informed. There's all these models. There's racy and radar, and
there's a million different decision models. Just pick one, make it explicit, explain that's what's
happening, and get people through it. Follow the model and do it. And by the way, you can always have
an asterisk, which is if we want to revisit this decision, this is what we do. But | think too many teams get
paralyzed because they're afraid, like, well, maybe they're not the decision maker, or maybe... When | say
to people at Stripe in our onboarding, | used to run a session, | was like, if you're not sure who the
decision maker is, one, it's probably you, and I'd rather you act that way than not because you're going to
slow the whole company down.

FRCERIR:

Ehr L, XIERHEREREIN Gokul BY SPADE 1E2R (fRAILAEAE—TF, MXIbEIFAGEA) . HSTXMIELH
MNE—E%E: BIFEHRA. AHE—NREEMY, AWERARE, BRARNITE, BHEIRSEN.
BRZRE, b0 RACI. RADAR, EEMT LAMRRIER, @E—1, BERML, BRBERBEERENA,
REHAZKETMZ. EREEREEAM. MER—T, RESAUMTEE: MRFNNBEHFAXINRE, &K
MNaEale BEFRIANKSHEBAREREENER, LLINEOESARRERE, HE - ITE Stripe IA
FIRIRER: “NRMAHEESRRE, F—, BRAEMEM. RTRIMRASENRRE, BREMR
RERE, AANBESEEENQENHE,"

[01:18:52] Claire Hughes Johnson
English:

But really, | think the other thing is, in the book, | talk about this framework that Bezos uses, type one,
type two decisions. Is it high impact? Is it irreversible? Is it not? Really evaluate, what kind of decision is
this? How hard is it? And then follow a process and get it done. And don't forget to actually make a
decision. And if you don't know who the decision maker is and you're worried it's not you, just ask. Don't
get stuck. Too many people get stuck, and it makes your work terrible, right? What do we all care about?
Progress, impact, momentum. If anything | would say about advice to people generally is be a force for

positive momentum, and it will be actually a real career maker.
FRERIE:

BXiFE, MNAFT—HER—REBERI T IERERANER: F—XNE_LXRR. EBESXMWHIH
13? ERAAENE? REANFERN? HEEITFE—T: XEMMRR? BEESZK? ARERMZECEE. !
STHRREREMERE, MRRAMEEZREKE, IEBOFEECS, BRERER, FERERE. XZA
*ET, XULTFERF—HE, WE? RINTAREFNEMHA? BHER. FMOMBL, MRILHLEARE—
RN, BB ARSI AN NE, XEMNSARLIRIERLEE,

[01:19:41] Lenny
English:

| love that. Maybe we'll make that the title of this interview. With that, Claire, | know you have to run.
Anyone listening, you got to buy this book. Like I've said at the beginning, if you like my newsletter, it's

exactly my newsletter, but as a book about operations.

FRCERIR:



HERZ . WIFRNSEXEFARRILIRE, Claire, FABIRSERET. WRBRLELN], —EEXE
XA, EMBFKFTR, WRIFERZAVEHEN, XABEEMEEERBIERHET,

[01:19:54] Claire Hughes Johnson
English:

Thank you. Scaling People.

R EE:

B, BEE (Scaling People),

[01:19:56] Lenny
English:
Scaling People. Is there a website they can go to to check it out on Amazon, or is there-
FREiE:
{Scaling People)o BEREMHLAMUMERIUEER, RBELTIH L

[01:20:00] Claire Hughes Johnson
English:

They can go to press.stripe.com/scaling-people.
R EE:

BILAIAIA) press.stripe.com/scaling-peoples,

[01:20:00] Lenny
English:

Amazing.

HRCERIE:

KET o

[01:20:06] Claire Hughes Johnson
English:

Or Amazon. Just search scaling people on Amazon.
R EiE:

RHETL S FEFEE “Scaling People” .

[01:20:08] Lenny



English:
Cool.
FRCERIE:
¥

[01:20:09] Claire Hughes Johnson
English:

But thank you, Lenny. | appreciate it.

R EiE:

BHEHMER, Lenny, JERRRM,

[01:20:12] Lenny
English:

Absolutely. Just two final questions. Where can folks find you if they want to maybe ask you questions,
follow up, reach out? And then two, any other way people can be helpful to you, other than maybe pre-
ordering the book?

AR ERIE:

R, EEMANEE: MRASKERRE@E. EEEHENEKRIR, ATUEMELRRIR? £, BRTITXA
B, AKEBHARTUBIRIIG?

[01:20:20] Claire Hughes Johnson
English:

Well, definitely pre-ordering the book and giving me feedback on that. | guess Twitter is probably the best
place to find me. I'm @chughesjohnson on Twitter. But honestly, | do hope you'll consume the book in
some form and interact with it because the goal is to make it useful. We talked about this, Lenny, your
podcast for my book is just trying to be of use, and | hope it is a positive force for positive momentum.

And | really appreciate the opportunity.
FR3zEiE:

1B, HARTITXABHETRGE. A Twitter ATEERHIRFHIMTT, FHHIMKSE @chughesjohnson, B
LY, RENFLEMREUEMEREEXABHEZED, AARNERRILERIZEEM, Lenny, FHiIINT
XA, MPBENEBB—1F, MRIAZRRMER. REZCERNEDRRBELNRIRAE, IFEBEXR
M=o

[01:20:49] Lenny
English:
Absolutely. Thanks for making time for this.

AR ERIE:



HRo REHRHET RIS,

[01:20:53] Claire Hughes Johnson
English:

Thank you.

FCERE:

EIS

[01:20:53] Lenny
English:

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

FRCERIR:

EE BB ARIURIT, MBIRIEESXETERNE, ALUTE Apple Podcast. Spotify SRIREIRAIIBE N BT
o Lo, BEERALENTAIFIETITFIL, XREEEPHMUAARAKIXNEER. MAIMUE
lennyspodcast.com #EIFIEHITTEHR THRESZES. THTEL.



