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[00:00:00] David Singleton
English:

The way we think about product development at Stripe, it really is to find the correct set of early users to
kind of co-create the product with. Maybe the best example of that is Stripe billing. When we got to
starting the Stripe billing product, we realized that there were a number of our existing users, these were
companies like Figma and Slack, were already using Stripe for payments, but had these subscriptions
business models. And we figured that there were going to be many more of these kind of companies into
the future. And we could see that they were really kind of pushing the boundaries of what was possible
here.

AR ERIE:

£ Stripe, HAMIN~@RALXNBEAAKLFLEINEEN—HRHAR, St1HEELIE (co-create) =
mmo X EEFHIGIFHIFFLRZ Stripe Billing, HFA1FF4aFF % Stripe Billing =MbY, FHTIREFZIMAR
F (30 Figma # Slack FAF])) B4L7@T Stripe AIBXZ T, EMITBEITHAGIRELRT. HITTLEIREK
SBEESXEAFHI, MERKNTAIUERIIS EERREIIERARBIRR,

[00:00:32] David Singleton
English:

So we decided to co-create the product with them. So we had shared Slack channels, we'd actually show
them product on a very regular basis, get their feedback on it. And only when that original kind of Alpha
group was super, super happy with the product did we then think it might be ready to go to a broader
audience. So that is just how we build product at Stripe. And that means that every engineer building
product at Stripe really has many of the kind of attributes and will exercise many of the attributes that'll
you often find in PMs in other companies.

FROCERIR:

Eitt, FATRESMNHER ISR am. MBI T HZRY Slack S8, EHREMINEBETR At REUR 5.
[ELRVH Alpha Wi/ NAW~mBRFFEFEFREN, RIMNAZEBEERE ZHRR. XHE
Stripe 19 mI AN XERETE Stripe AAX~mNE—(UTEN, KFLHMAESHCAETFSEHEMAF
BEREFMEE (PM) FE&HR.

[00:01:04] Lenny

English:



Welcome to Lenny's podcast where | interview world-class product leaders and growth experts to learn
from their hard experiences building and growing today's most successful product. Today my guest is
David Singleton. David is chief technology officer at Stripe where he's responsible for guiding its
engineering and design teams, a role he's had for over five years. Prior to Stripe, David was VP of
engineering at Google where he spent over a decade. And in hearing from David, you'll quickly be able to
tell how passionate he is about the craft of building great products and building great teams. We dig into
Stripe's unique approach to hiring, how they built a very product oriented engineering team, which
allowed them to hold off on hiring their first product manager for many, many years, how they
operationalize their operating principle of be meticulous in your craft, including a number of fascinating
internal processes like engineer occasions, walking the store and something called friction logging.

FR3CERiE:

SRIMRE] Lenny B9, EXE, ERFHALNFRMSEMLEKER, ZIMITELRENLREESRM
FRSEFMNEREZNN, $XMNERER David Singleton, David 2 Stripe WEEFKAE (CTO), ARMET
EAMIEIHHERA, tiBEX—ERMUEBEREE, EMAN Stripe Z#i, David £ Google TfE T +%4%, HBEILR
Bl2H. 5E David WHE, (RERFMEERZ I ITiESHM~ R SEHAIRE, FITERNIRIT Stripe
MBS, MR —SREFRSANIERNN, NTERZEEBFIZEREE—(FTaE
2; LR bi1{asEse “REEKk#E (be meticulous in your craft)” X—ZXERN, €iF—LAEBRIREEAR
2, W0 “TIEIMERE (engineerications)” . “¥JE (walking the store)” LAKFRIBEY “BEEIREZE (friction
logging)” »

[00:01:59] Lenny
English:

David also shares what it takes to run an engineering culture with the uptime and scale requirements of
Stripe, plus how Al is already impacting how they work and lessons around leadership management and
planning. I'm so thankful David carved out time to come on the podcast and | know that you'll learn
something valuable from it. With that, | bring you David Singleton after a short word from our sponsors.

FRCERIR:

David EHDE T E#/E Stripe tIkiZRVIEFIZITHE (uptime) MIMEERT, ZELREXKFTEAEHLEE
=, URATIERE (A) MEagmtfINIESR, EBEXTATN. EEMMLEEZL, IFE RS David
BHEISMNARRES, BEGEHRNEMPREESL. ERTEENERENAR, 1AW David Singleton,

[00:02:22] Lenny
English:

This episode is brought to you by Mixpanel offering powerful self-serve product analytics... [Sponsor
message for Mixpanel and Eppo omitted for brevity in translation as per standard practice, but keeping
the intro/outro to David] ... David, welcome to the podcast.

FROCERIR:

AHATI B Mixpanel 28f), {RHBANEA=@mDITRS - (Z2Bh Mixpanel Al Eppo [~ 5B&) -
David, IIMREFER,

[00:04:25] David Singleton



English:

Thanks for having me, Lenny. It's great to be here.
FRCEIE:

HHEMREDEIE, Lenny, REFKIIXE,

[00:04:27] Lenny
English:

| know Stripes Sessions is coming around the corner in later next week and | imagine it's a pretty hectic
time for you. And so | just want to extra appreciate you making time for this in the middle of all that.

FRCERIR:

FENE Stripe Sessions FEAZ FTEAMEZETTY, HBMUA—EIFEM. PRSI BT Z FibetE
ZMTB.

[00:04:38] David Singleton
English:

Thank you. Well, it's a pleasure. It's a lot of fun. Stripe Sessions is our annual user conference, so we get
together a bunch of folks from businesses building on Stripe and it's a great opportunity both to share
what we've been up to over the last year, but also just learned a lot from them about what they would like
to see us doing. And so | find it very energizing. It is of course a lot of work to put it together. In particular,
I'm spending a bunch of time getting some demos together today, which I love building demos so, but it's
areal pleasure to join you today.

FROCERIR:

Hg. XEEMRE, tWIFEHFMW, Stripe Sessions ERNTNFERF AR, BITEREFZTE Stripe L1312
WEHA. XER—IMHERNIE—ERRNFN S, LE— T EMIFES. THEMNIBSERIBT AT
&, BUBXEESART. SR, EETFIFEEEE, FIRSKBEETRZHNEESET (demo),
EEENM demo, FAASREEMANIREYT BENRFF Do

[00:05:05] Lenny
English:

So as | was preparing for this conversation, | kind of realized that the Stripe alumni are just killing it on
this podcast, both in terms of the number of people that have come from Stripe and also just in terms of
the quality and the popularity of some of the episodes. So folks like Claire Hughes Johnson, and Shreyas
Doshi and Eeke. And my first question essentially, what is it that you all do that allows you to attract hire,
close, keep people of that caliber? And I'm not going to accept just we keep a high bar or we just spend a
lot of time on hiring. I'm curious just like what is it that you all do that other companies don't do that's
maybe unique to the way Stripe finds and hires?

FROCERIR:

EESEXRIIER, HEIRT Stripe WREIERNBEE LRINGIFEELE, TERMEEARERNTEN
FREMZIMZEREMM 201, b0 Claire Hughes Johnson. Shreyas Doshi #1 Eeke, FHIE— a1
2 RIEIRMT A, seBRsl. B, ETHBEXMEKENAZL? ERESZ “BRIRERS” 3 ‘K



MNERE LR TRZHE" XIMEENEE, KRFE, Stripe EIHMBEAS FE, EMEREMATR
. MARIIRBERIECE?

[00:05:44] David Singleton
English:

Well, yeah, I'd love to tell you more about how we find and hire people. | think it makes sense to kind of
zoom out for a second because it's material here. So think about what Stripe is doing. Our core thesis is
that the internet economy is going to be much bigger and more important in the future than it is today.
And that's certainly played out over the last 10 years. And so we are really a business full of product
minded builders who are seeking to make it easier for businesses to get started and to operate against
that backdrop. And so we got started building a credit card payments API. Before Stripe came along,
accepting credit card payments online was way too hard. You had to go talk to your bank, you had to
maybe sign a contract with Visa, MasterCard. You then had to kind of string together all this very
complicated infrastructure and it then put a bunch of kind of restrictions and requirements on the

business.
AR ERIE:

BRREEDZESKTRINNAIHRMBEAANEE . HRTELBARIME—T, BAXREE. B8
Stripe IEFEMBIEE: HITHZROIERE, EBEMNEFERRSILLSRMEER. EEE, X 10 FHERH
SKEMET X—=o Eit, HMNARRFETAEE~mBENERE, wIBRHF LtV EXENERTESZE
THIZE, RITRVEWRER R APl 1E Stripe WM Z AT, ELERERRIMAET . MEEMET
e, AJREIRISA Visa. MasterCard 5. ARIRMSIEMEXLEIFEEXNEAMIMRIKER, XL IWSHFK
TIRZIREIFIER,

[00:06:37] David Singleton
English:

And John and Patrick are our co-founders at a previous business and they tell this funny story actually,
which is while they were building that company, they assumed, it was an internet company, they
assumed the hardest thing was going to be putting together hardware in a data center. But it turned out
because there were services like AWS around by then, that that was actually quite easy. However, when it
came to accepting payments in that business, it was just as hard as they had expected building hardware
to be. They had to actually deploy some physical hardware, they had to do a whole bunch of these
partnerships and it was very difficult, especially as an upstart, folks that didn't have any reputation yet to
kind of be taken seriously and be able to correct into that. And so that's kind of the inspiration behind
Stripe. So we started out solving a really kind of important and profound problem for these businesses
getting started and scaling and obviously taking a very developer-centric approach to that in the early
days.

AR ERIE:

BATRVEX S 198 A John A Patrick £ 8170 E—HA BT — M EEIVERE . HRMIIREE, FA—REBEN
RnE), RENEBNIZESAELEFONEMS. BFLIER, RALEREZET AWS 28RS, EHEHELHE
B, AT, HFRINERRATEZMARE, EEANMMIIFTERNRBE—F K, LR LR ERER

BXffF. XHLRE Stripe BEHNRB. FAIUENM—FHERMB N T AREES MY KPNELFR—TFEEE
BRZIBRE, FEERARIT IFEUFLZENRORTGE.



[00:07:24] David Singleton
English:

| think what's exciting to know about and important to know about next is as we've scaled, we really kind
of figure out what to do based on paying really close attention to our users. Those are the businesses
building on Stripe. What are they getting out of the products as they are today and what are the problems
adjacent to the ones that we're already solving that they have to put a lot of their own energy into but
really feel like they shouldn't and they'd like us to help. And when we find that confluence of kind of need
and then adjacency to what we're already doing, that's usually our invitation to go and build the next
layer of our economic infrastructure. So we think about what we do today is building economic
infrastructure for the internet and beyond.

FROCERIR:

ETRREEN—RE, MENENT X, HMBIBYXEIBARRE FT—F M4, XEBAREE
Stripe LSRR, MITMIMBEFRPRETHA? EHRNEHRNEEE L, EEMLERZ 1R
BABRAKRER]. EXEEANZBEMIIGIE. HERITEREEI? SRNEKAXMERSEHNRAE W
SHREN, BEMERZEENE T —BREFEMIZER R, FrAEITAl, BIISXABBZNEE
IR BT P B A R 2 5T B it 1R e

[00:08:03] David Singleton
English:

So to bring this back to how do we attract the right talent and why does this matter? First of all, a lot of
people, most people | think come to Stripe because they see that there is this great opportunity to help
businesses at scale. So it really is about taking part in a mission that matters and are really motivated by
that idea that we spend a lot of time with our users, the folks that actually need our help and are guided
by them. And that mindset | think attracts a certain kind of person who wants to take a lot of agency,
wants to understand the problems deeply and come up with their own ideas about how to solve for them.
Because we're building infrastructure, it's also our approach that we really do think that we can do the
best work kind of behind the scenes. We don't have to be out having the splashy launch, but hopefully all
of our users can and we are quietly working behind the scenes to make their businesses better and more

effective over time.
RS ERIF:

EEIBATNARS | GENAT URAFAXRERE, B, REAN, FHEKRZHMAKE Stripe 2R AtIEE
TP ARIEEB UL ENR, XEFLERSE5—1MEEXHESR, HiK “TRENESHEFTESYHN
BRE-EARHSIS” X—EIFM. RIANAZXMOSERIMFEXRENA: WIBERERANEE
1, BERNEFENH, FREHBCHERARE. BARKNEENZEMILHE, FNNEIE, RIMBERIT
MIERERETRN. ENAFEAKESMEH~m, BRNFERNOBAELL, MENERERIRI
8, LRV SSREER BRI ERELF. Eeo

[00:09:02] David Singleton
English:

And | think that attracts folks with a certain kind of mindset, which is the interest and kind of tenacity to
dig into difficult problems that may not be obvious and obviously kind of attractive to everyone in the
world then really plug away at them until we've made a tremendous amount of progress. And so it
attracts folks that are long-term thinkers, that care about building and also actually want to work very



collaboratively together. So when | think about what makes Stripe different to other companies, it really
is this singularity of purpose. Our mission is increasing the GDP of the internet and building this financial
infrastructure to do that and a tremendous amount of teamwork and collaboration to get that done. And
so that attracts a certain kind of person. When we find those people, we don't hide any of that. You have
to care about that in order to, | think be excited about working at Stripe.

FROCERIR:

FIANXRS| T EABEEMOSHA, EXEEEEALABLERTRATNER, hA—E/EIZIRS I 2tHR
BrtavxEd, ARRFAEES, BEENFEERRR. Fit, ER5ITHRERBENE. AEZWE~@. H
BHEERESEEMERIA. FRUHIEE Stripe SHMARNARZAN, ZOETERIE—ME, FKBE
RGN EEXMBY GDP, HALtZESREM G, XFEAENFSIEMNE. XRS5 THERNAR. 4
FANFHXEAR, FAIMAREXE, FOANRGITUAERLE, FIMTE Stripe TIEREREE

[00:09:55] David Singleton
English:

And so we work very hard to make it very clearer as we're bringing people in that that's what this is
about. And to that end, we're often very patient when we're hiring. So especially for critical roles,
leadership hiring in particular, we're happy to take our time and meet tens or hundreds of people. And
then in particular, sometimes we'll meet someone that we think is a really good fit for a given role, but
they're not available right now. And then we'll be patient. We'll keep building the personal relationship
with them and oftentimes the moment in time comes when it makes sense for them to join. And in order
to pull that off, it's also the case that hiring at Stripe is a very personal activity. So look, there are lots of
other companies where recruiting is kind of like this machine. And by the way, we have an awesome
recruiting team, but folks across the rest of the company partner very closely with our recruiting team.

FRZERIE:

Hit, HMESINATHZIEERHMER, XMERNBZO. Nk, HNEREFBEREFEEEM O 3
ENTFXERWU, CHENTERE, HMNBEEEREBELL+TMEZELETA. BNENIBE—TIEEE
BENRUBNA, BRMNBIEZENR. EMNSRFMO, BESHNBINAXR, BENYVIAGAN, it
MR IINe AT RIX—, Stripe BIBEEBHE—IIFEMEURER. 7E, REEMARNBEMRG—
aves. IER—T, KMNE—XRENEERN, EARHEMEINESZEZSHEEEANEE SR

[00:10:47] David Singleton
English:

So it's not like it's a machine that delivers new hires, then you're like, oh, well maybe this person is here
and | can put them to use on that thing. Our managers spend a lot of time identifying exactly what they
need for the various roles that we have and then getting to know the potential candidates, the people out
there in the world that could do these jobs actually really go quite deep with them on why it might make
sense for them to feel like number one, they can feel very personally fulfilled against that mission here.
And then also why it represents a bigger opportunity for them than maybe anything else they can spend
their time and attention on. And to that end, another thing that | think Stripe has definitely delivered for
many, many people who join here is just, and | care about preserving this in the culture, is just
tremendous learning opportunities.

FRCERIR:



FIUXAER— AR R TG, ARMOA: “B, BEAXART, BMiLtEHBESRE” RIINE
B ARENERHIS NRMUZIRFETAFENA, RAEETHREBEEREN, RNRWAHAMA Stripe 34
IIEEX—8%, MNEEXEEILMERREDIARME; HX, AftAaXbthiilaeR N ENEH
MEMERNSEBRAREEANNS, LS, FINA Stripe HIFSMANARMN S —HREZE ERNFEIN
=, FUFEIFEEXUPREX—Ro

[00:11:35] David Singleton
English:

Very, very many people at Stripe today are doing a quite different job to the one that they join for. In order
to do that they've often had to learn a lot and stretch themselves into new areas. It's also the case that
when you think about that financial infrastructure we're building, the space really rewards people who
want to go and learn a ton of detail in how these systems that are not that popular or well understood in
the broader world, how they actually work and assimilate just a lot of context. And then in particular, you
can build better stuff. Right. You're sharing that context with each other and helping other people learn.
And so | think that all ladders up to this kind of group of folks that you mentioned. And all the folks you
mentioned are wonderful Stripes or former Stripes that come together in service of our users.

FRCERIR:

SKRIE Stripe, IFEZHAFRBHTESHNNRNT2RE, ATHEIX—<, MIBELRAFIRER
78, HAEMITUEHRR. i, HREERMNETHENSREMIZEN, XPMTRENZRMIBLRETRNT
SRERTHTHIA—FTRXERINAHTERHARIZBRNRAR SN, FREXENERER. X
FEARRLREMIL B AT, ARBEMEAIZEERER, BBMAFES., RINNAEXLEERZHEER TIRERM
MEEMBAT . MIRFINFABEAFZLHEN “Stripes”  (Stripe RT) HEIRT, MNATRSHAFRMEEZ—
2o

[00:12:22] Lenny

English:

| always love to hear what people call their people internally. So Stripes. Good to know.
R EE:

B—ERERAANERBMEREE SR T, FEFRZ Stripes, 12E T,

[00:12:26] David Singleton
English:

That's right.

FRERIE:

o

[00:12:28] Lenny

English:



So just to summarize what you shared, which | was just writing as you were talking about the things that
essentially help Stripe build this incredible team. A strong mission and a mission that draws people in
that are incredible and people may be hearing that and be like, yeah, yo, sure. But in my experience,
having invested in a bunch of companies and working with a lot of founders, there's such a dichotomy
between how hard it is for companies to hire when they don't have a mission people really care about
versus a mission that's really meaningful. So there's something so powerful there and so it's 100%, |
could see how that works so well. And then the other things you mentioned, patients, personal
connections between the hiring manager and the people they're hiring. And | see that on Twitter, a lot of
PMs are just doing things, like basically it's like they're writing on a little startup on Twitter like Jeff
Weinstein, Atlas.

FRCERIR:

BE—TMHRENNS, WHMEENAIE TRIABLESEED Stripe BIIXZ AR BINEMNEER: — M aANE
i, — M EERSIRBAABESR. AMREXETERHEE: U], HAM,” BERNERD, BRAIRZAH
H5FZ0BASTEE, BAMUWRATEE— T AMBEXLHES, BEEESIEEX, MORE—TE
EEERXHfER, BRmEefE. XEFEEEEANNIE, RELEERENAWLEN. IMREIHN
HMAR: Mo, BEZKESHEEAZENDABKR. HE Twitter EEFIREZ PM EBEMEMNERE, B4 L
FARTE Twitter LIZE—ZNEINLAF], tbil Jeff Weinstein £33 Atlas.

[00:13:13] David Singleton
English:

Jeff is the PM for our Atlas product, and he's a great example of someone who cares a lot about learning
exactly how the world works. So | mean for instance, one of the things that that team and Jeff really has
driven this himself have done recently is recognizing that when you're starting a new business in the US,
one of the most frustrating steps is that you have to apply for this Employer Identification Number from
the IRS. And it used to have an extremely long backlog and it's really hard. You can't start running your
business until you have it. And Jeff dug into the details, the team dug into the details and we're just like
kept asking, does it have to be this way? Does it have to be this way? And eventually we work with the IRS
to make it possible for us to issue those numbers much, much more quickly, like instantly as you sign up.
And | think that's exactly a great example of how being curious, having this relentless passion to solve
problems for users and then just keep plugging away at a problem delivers this great result and in a
environment where you can learn a lot from each other.

FRCERIR:

Jeff 2HA] Atlas = @mEY PM, R —PIFEXEHFSEATIRILERFo F190, Jeff MEIFARITHERNRY
—HER: MISRAERECINHQEN, RS NERNIRZ—ELAM RS (REEHE) HiEREIR!
S5 (EIN), SEXPTHBFREFETE, MARED, KEFNCHMEFIBEE WS, Jeff MR
RTAT, REMER: “—EEXFE? —EEXFG? 7 &KX, H5 IRS &F, KU TERFEM/LE
BREFLRE A X LS, HINAXMB—INTEZN6F: RIFFEHO, RERRABFREENFARE, AETR
BshER, RAEERFINIREREISHARBIRSR,

[00:14:11] Lenny
English:

| hope he got a big promotion for getting the IRS to do something that he needed. That's incredible. I'm
going to ask, try to go one layer deeper on the hiring piece and then move on to a different topic, but,
what is just the interview process like? | don't know how involved you are with the product management



hiring process, but just I'm curious what that is like, high level and engineering hiring process, however

you can share.
R EIE:

BREZMENIL RS EESTEMIE T AEEH, XXAFAIBNT XTHEE, HBBARANN—F, AREKE
S—MEE. mIARABEHAFN? RFHEMFRSST I ERENEEEZR, ERRraGsEEHM
TERERRER TR, REEIZNELL

[00:14:32] David Singleton
English:

Yeah, there are a couple things that are very common across hiring for all roles at Stripe and in particular
engineers and PMs. One of the things is we do have structured hiring loops. So we put everyone through a
very consistent process, so very personal as we help folks figure out why they might want to be here. But
then we have a consistent way of evaluating talent. And | think that's important because it means that
you can, as an interviewer, as a hiring manager, you can actually really start to understand what is the
broad spectrum of responses you might get here and what do | actually learn about individual candidates
when I'm asking similar questions. The other thing that these loops have in common is nothing is a trick
question. We try to put people into an environment which is as close to doing the actual work together as

we possibly can.
R EIE:

Stripe FRARRMUAVIEEE, LHEIRMM PM, HE-LEHER, B, HINBEEMUBBEIL (hiring
loops)o HMNZILBMNABEH—NEE—BEVRE, EEMBREANTEATAZMANRRN, HINBE—F
—BHAATHEAR. HUNAXREE, BAANEAENRBRIE, (RAIUFIREEREREAIS B
MRRNIEE, NMEETHESMANE R, XEBEINS—MMERZE: REMHSETHMEHAZE. HMR
S gk AN F— P RAIBERIT LR TIERIF R,

[00:15:18] David Singleton
English:

So | mean for engineers for instance, we've got several different coding exercises that they do. They share
their screen with the interviewer. It's actually kind of pair programming welcome to use Google to search
for Stack Overflow to search for answers. We don't care. We just want to see the outcome. We're happy for
you to ask your interviewer questions as you go along. And we've created these exercises that is close to
real problems as we need to solve at Stripe as possible. The same is true on the PM side. One of the
things, for instance we do with PMs is we have a written exercise, we've got obviously a variety of different
problems and we find that very valuable for actually just seeing how does someone attack a real problem
that they would be solving at work and will they want to do that in a way that is curious, digging into the
details, collaborative with their interviewer and so forth. So that's the point. Structured loops that are
consistent. And then questions that are as close to the real job as we possibly can.

FROCERIR:

tbaixt F LRI, BITBENANFTENERES,. MI5EAEREZERE, XEMLEESGEXNERERE (pair
programming) . FAIIRIDIRER Google 8¢ Stack Overflow EEREZR, HIFETE, RINREBELER. &)
WIGDRESEFAERERE. FINLITHIXLELS RATGEEIA Stripe ZEMRMELA#M, PM BEHE
k. BN, FHANIRL PM ZRH—IMBELS, FSREFRENRR, HATRMXGFWE—D AFER T



ERAIEEBEINAEXRAFIFEENE —MEEFE. BEANAT. EERESHIAEMFSFEF. FIUE
RELE —HEMLIBEEIF, UKRRAREMERR TR,

[00:16:13] Lenny

English:

And for the questions on the PM side, do you have them do it at home or do them do it in the office?
R EE:

XNFPMBER, Bt EREMEREDNLEM?

[00:16:18] David Singleton
English:

It's a variety. Right now at Stripe, we're very much in a hybrid mode, so a lot of our interviews are still
happening over Zoom, although we have plenty of great activity going on in our offices as well. The
written exercises tend to be something that you do in your own time. We suggest a time bind so it's not an
unreasonable demand in the rest of your life. And then the other exercises are with an interviewer on

Zoom.
R EE:

BiEREE. BA Stripe 2T REED AR, FALURZERAMNAED Zoom #17, REDRAEEMEREZE
e PEGKIEEZEIRE CHNEITTM. HINIEN—THERE], URMRNETERFEENRIE, H
AN E@BT Zoom 5EIAE—IEETEM.

[00:16:40] Lenny
English:

Okay. So speaking of product managers at Stripe, Stripe is kind of famous slash infamous for waiting a
long time to hire your first product manager. From what | understand, it was like around the 200th
employee and maybe five years in, which to me tells me that you're really good at building product
minded engineers and or hiring and building a product minded engineering culture. How do you do that?
How do you go about doing that? And then I'm also just curious what PMs ended up bringing to the table
and how they kind of collaborate now.

RS ERIF:
8%, W F Stripe = RERIE, Stripe EMEER (HEBEiR “‘REBBE”) WS, MBS TEAABE—

PM, #EFFAE], ABIRES 200 RRT. ARMILAFAGNNER, XNERRTHRERIIEEERKIEFAES
FoBENTED, HEEBKBENNREAEESBENTREXX K. RIS EAMEIN? SINKEREFS, PM
RANBENERT A, URIIIERNEHERN.

[00:17:06] David Singleton
English:

Yeah, so | mean at Stripe today, we have lots of product managers, lots of engineers, product
management's an extremely valuable and important job family. I'll talk more about what folks do today.



It is true that our original team, and | think we hire our first PM a little bit earlier than you said, but our
original team was really an engineering team. However, they were extremely product minded. And |
would honestly say that of all of the very early team that I've worked closely with and know well over
time, every single one of them could also have been and essentially also was acting as a PM. If you think
about the nature of the first Stripe product, and again today we solve problems for businesses from the
very small to the very large across a whole range of financial infrastructure. But the initial product was
very developer focused and we still have a developer focused at the core of many things that we do.
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[00:17:56] David Singleton
English:

The best PMs for developer focused products | think are usually very technical. They're mostly former
engineers themselves or maybe kind of current engineers still tinkering on the side, but bringing a lot of
user insight and strategy to the problem. And every single early member of the team at Stripe had to act
like that in order to work the way that we do and that we want to. So remember, again, that is to get to
know our users very well and then bring those kind of personal insights into our product development
loop. So | mean, in fact, the way we think about product development at Stripe, it really is to find the
correct set of early users to kind of co-create the product with. So maybe the best example of that, or at
least an example of that is Stripe billing. So it's our solution for subscriptions and invoicing.
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[00:18:43] David Singleton
English:

And when we got to starting the Stripe billing product, we realized that there were a number of our
existing users. These were companies like Figma and Slack. We were already using Stripe for payments,
but had these subscriptions, business models, and we figured that there were going to be many more of
these kind of companies into the future, and we could see that they were really kind of pushing the
boundaries of what was possible here. So we decided to co-create the product with them. The early team
working on billing got a bunch of those companies included Slack and Figma, but a bunch more as well,
got to know them. But the individuals who were operating those systems at those companies personally
understood exactly what their challenges and hopes and dreams for the future were, and then brought
them into a kind of shared product development loop.
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[00:19:28] David Singleton
English:

So we had shared Slack channels, we'd actually show them product on a very regular basis, get their
feedback on it. And only when that original kind of Alpha group was super, super happy with the product
did we then think it might be ready to go to a broader audience. So that is just how we build product at
Stripe. And that means that every engineer building product at Stripe really has many of the kind of
attributes and will exercise many of the attributes that you'll often find in PMs in other companies. Now,
that doesn't mean that there isn't a really important job for PMs to do here as well. So something else
that | think is worth knowing about Stripe and is somewhat unique is building products is also a much
more kind of team sport at Stripe across functions.
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[00:20:31] David Singleton
English:

So there are the obvious functions that most companies have, engineers, engineering managers, product
managers, designers, and those folks all get involved throughout the entire lifecycle of product
development at Stripe. But also, if you think about the nature of our products, it turns out that a lot of our
products are about abstracting over what the financial system does at large. So sometimes there's a
capability in a certain country and there's a different one in another country, and we want to make it all
work consistently. So our financial partnerships matter. So sometimes folks from our partnerships team
are part of the kind of early development phase of a product. Similarly, when you think about product
legal and many of the other functions around risk and compliance and so forth, we actually need their
creative thinking in order to build the right stuff for our users. So the point is it's a way more cross-
functionally collaborative process than I've seen in a lot of other companies. And PMs play just this
absolute linchpin role across a lot of that.
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[00:21:19] David Singleton
English:

So PMs are very frequently the ones that are providing the kind of look motion to bring all of that
partnership together. They're very frequently the folks that are synthesizing what we're learning from our
users. Not everyone is talking to users across all those job families, but the PM is probably the person
talking to folks the very most and probably the one who's synthesizing the very best. They often and
usually also bring a lot of the product strategy, okay, this is what we're doing today, but what does it
ladder up to and therefore how do we make the right choices to make sure that we're taking the right
longer term path. And so it's a super important and valuable role. And | mean, you've mentioned a couple
of great ones on the call here already, but | think that the PMs at Stripe embodying a lot of the culture |
talked about in our operating principles just contributed a tremendous amount to what we get done.
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[00:21:56] Lenny
English:

Perfect segue to where | was going to go with the next question, which is, one of your operating principles
is to be meticulous with your craft. And | know this is something that you focus on a lot. What I'm curious
about is that sounds great. Everyone would love for that to be a focus of theirs and a core value in the way
they operate. But there's always this trade off of we just got to ship stuff. How do we wait until it's perfect?
So what | want to ask is just how do you operationalize this principle, first of all? And then I'm going to
have a few follow up questions.
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[00:22:30] David Singleton
English:

Yeah, great question. Before | talk about this one operating principle, let me just set a little bit of context
of what are our operating principles at all. So at Stripe we have operating principles and they're kind of
like corporate values, but they're not just values, they're much less abstract than that. So actually, we
were just talking about the early Stripe team. | think one of the best things that they did, | mean they did a
bunch of great stuff, finding early product market fit, but one of the most foresighted things that they did



was to kind of take a little detour and think about what is it about how we've been working so far that we
think has made us successful and is going to be important as we continue to scale. And we capture those
as a set of operating principles.
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[00:23:00] David Singleton
English:

So their behavior is distilled from the most effective Stripes and we really care about them. So we talk
about our operating principles a lot internally. I'll often see individual Stripes kind of celebrating each
other's work in terms of which operating principle is kind of best represented. We frame a lot of our
feedback processes and so forth around them, although not exclusively. The very first operating principle
we have by the way, is users first. So we've already on this call, touched a bunch on how we put our users
at the center of understanding what we should be doing at all. And that idea that we've formed these
deep personal relationships with our users to guide everything really comes from and is captured by that
operating principle. We also have operating principles. They're kind of segmented into how we work, who
we are, and then a bunch that leaders must execute.
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[00:23:52] David Singleton
English:

So | mean another example of one of how we work ones is move with urgency and focus. We really
believe that even though we're building infrastructure that will persist for decades, it is important that we
solve the needs our users just have right now, relatively rapidly so that it actually makes sense, is
delivering value for them. So anyway, there there's a range of them. You asked about being meticulous in
our craft. So this is another highway work principle and it is very important at Stripe and you also call it
Lenny, a challenge of being meticulous, which is, well, there's so much to get done. So where can | be
meticulous? Because well, if you do it across everything, maybe a lot of progress would grind to a halt.
Well first of all, let me tell a couple of stories.
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[00:24:37] David Singleton
English:

So before | joined Stripe, | spent some time and it's a big part of deciding to join, playing with the
product. And something that really delighted me was that when | started integrating the product, there
were parts of the experience where | was stuck. So | made a mistake with how it integrated API. | was
getting an error message back, but | wasn't stuck for very long because something that the team at Stripe
had done was we made the error messages coming out of our API link to the piece of the docs that told
you how to solve the problem.
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[00:25:12] Lenny
English:

Genius.
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[00:25:12] David Singleton
English:

And that is a really good example of being meticulous in the craft. So it's pretty uncommon, it's certainly
very uncommon back then for companies to do this, like your error messages or your API, who's ever
going to look at them? Well, turns out developers while they're building and if they're running into
problems, they will look at them. It's actually a really high stakes moment because it's a time that
matters. So that is an example of where we've been meticulous in the product. And the way that we kind
of figure out where to be meticulous, where to really sweat the details and go above and beyond is again,
we try to be as user first as we possibly can. So we have a process that is widely used across product
teams that even like folks building stuff internally for Stripes to use, which we call friction logging.

AR ERIE:

Xt “BmEKE B—DMREGF. XESRIFEDR, REAEESE: HEEFHIREEN AP R[EE
MW7 FLIEER, AREEHNEIREZPINRER R, —EEEO XERER— /PHE%%&E’\JEWUO XA
FEFmPIERRBH— M F. MBNTREETWEBZERE. EWERBEATHA, KAZRATREME ‘B
FEL” . BINE—EEZFRANRRI ZERANRRE, EERNSTARAMBER, ﬁﬂ]%’l’zjj ‘BEHE
(friction logging)”

[00:26:09] David Singleton
English:



The way this works is you need to put yourself in a particular user's shoes. It's actually important to have
a very clear idea of who is the person | am kind of modeling the friction for right now. So for instance, |
might be integrating the Stripe billing APl and | might put myself in the shoes of an engineer at, | don't
know, let's say Atlassian, which is one of the world's largest SaaS platforms and using actively Stripe
billing for automating all the revenue today, | might put myself in the mindset of that person. | might have
met them recently and kind of understood a little bit better than otherwise doing this particular thing.
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[00:26:35] David Singleton
English:

And then I will go through the process of actually using the product, starting off in the dashboard,
hopping over to the particular page in the docs that | need to follow, starting to write code and so forth in
order to do my integration and make really careful and meticulous notes of what the experience is. So
stream of consciousness notes, but paying particular attention to the places where | ran into friction that |
think that particular user mental modeling would find difficult. And then those are the places where we
will tend to go and invest a tremendous amount in really thinking how could we solve this problem? And
then putting a lot of attention into detail into making it right.
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[00:27:16] David Singleton
English:

And by the way, the example | gave you on the error message is there's actually more code in the jobs that
serve the Stripe API to handle those edge cases than in the actual main flow. And | think that's quite
remarkable. Most people wouldn't do that, but it turns out not only was it something | was impressed
with, but when | talk to Stripe users, this is very frequently something they tell me and delights them
about the product. It's a reason that they can adopt it more quickly and it's a reason that they keep
adopting other Stripe products because they know that it's going to be easier than doing anything else.
So it really matters. So the point is like we are intentional about where the places where being
particularly meticulous matters and then when we are, try to do it in quite a systematic way. It's great

business as well.
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[00:27:57] David Singleton
English:

So for instance, we actually just earlier today put a blog post up that explains we've been tuning both
what we call our payment element, which is our kind of morph kind of batteries included Ul for putting
payment integrations directly on your website. You can style it to fit with the rest of your page, but it has a
lot of powerful features. And we also have a set of hosted services called Stripe Checkout. And the point
here is we've gone and scarred a whole bunch of checkout flows on the internet over the course of many
years and we look out for all of the little broken edges and we've been working hard on these products to
tune those and then not, we don't just stop there. We've also been really obsessing about what are the
things that we can do in the flows that we've already built that will remove latency or remove a click or
whatever.
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[00:28:48] David Singleton
English:

And what we found, we've recently measured the difference between, so with a bunch of actual users
who've migrated from a fairly vanilla integration where they built their own checkout flow to one of these
surfaces to our payment element or to Stripe Checkout, it turns out that it increases the average user's
revenue by 10.5%. And that's huge. So this is an industry where little changes that you might go about
making or even big changes that you pour blood, sweat, and tears into will typically deliver uplifts in that
you measure in basis points that's hundreds of a percentage point and this set of small changes
compounding over time ladders up to 10.5%, it's huge. And the point is you only get there by knowing
that this is a thing that might ultimately matter and being meticulous in every single step along the way
and that it compounds to a dramatic impact in the end. So | think that that particular set of experiences is
one where this operating principle has really mattered.
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[00:29:49] David Singleton

English:



Thinking about those kind of flows is what led us to build Link, which is our product for making one click
checkout available. And that has had a tremendous impact both on convenience for customers of our
users and also on their conversion rate and so forth. So it really matters. And then one final other area, if |
may, | think Stripe is relatively well known for putting a lot of care and attention into our website, a lot of
our marketing or product explanation pages. And | think for a business like ours, it's not immediately
obvious that it makes a tremendous amount of sense to be super meticulous in building those
experiences. But we are, and again, | think it really matters for us and for our users. So the way that we

got into this mode was we recognized that we are building a lot of infrastructure.
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[00:30:42] David Singleton
English:

So we build what we call our global payments and treasury network. It is literally our product
infrastructure for moving money into Stripe, holding balances on behalf of our users, moving money out,
all of the automation between moving money between different businesses and all of the kind of
regulatory stuff we have to handle, all handle in this big payment engine. But as a user, it's very hard for
you to come in and inspect that and say, well, is it good? | mean hopefully you can go and talk to a bunch
of other Stripe users, but it's very hard to know from the outside. So if we put a lot of care for detail and
attention into the experiences that we use to explain the value and the power of that, it actually helps our
users understand exactly how it is that we are trying to operate for them.
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[00:31:24] David Singleton
English:

And that's where all the meticulousness that we put into our site have come from. There are lots of
features like we have a spinning globe on our page that shows you what payment methods you can use in
different countries and we have this kind of big animated wave on our homepage. And in general, Stripe
is kind of known for these great internet moments when we launched products. And so we did it because
we wanted our users to be able to see the care and attention that we were taking. It's turned like to have
this wonderful kind of side benefit to some extent because those experiences tend to get shared a lot on
Twitter and LinkedIn and elsewhere because they're worth looking at just because they're beautiful and
they often push the web platform forward. And that then means that folks are likely, folks who
themselves want to push internet business forward, are likely to know about Stripe and know about our
capabilities.
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[00:32:11] David Singleton
English:

So meticulousness plays out with impact in so many different ways at Stripe and | enjoy working that way
in many different areas.
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[00:32:22] Lenny
English:

| have a few follow up questions along those lines, but before we do that | want to double click on this
friction logging process. Just understand how you actually do that. So maybe two questions there. Is this
a regular task people have on their plate say or is executives or just PMs in general? And is there a
template that you share just like you talked about who we are, what company are you working for, what
problem are you trying to solve? How do you actually kind of tactically operationalize that?
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[00:32:50] David Singleton
English:

Yeah, great question. So it's a practice that is quite valuable generically. There are many places where you
can apply friction logging in order to really shine a light on what is the most effective place to invest time
and effort. So we use the practice across lots of different functions and in lots of different ways at Stripe,
but it is the case that almost every product team has someone, it's often the PM, sometimes it's the
engineering manager who has a regular repeating loop of going through the end-to-end flow of the
product and writing a friction log. For years and years, | have gone through the process of onboarding
[inaudible 00:33:28] user to Stripe once a month, writing a friction log and then tagging in the right
people across the company that might need to take action on some of the things that we're observing.
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[00:33:37] David Singleton
English:

And one of the reasons that that kind of process of taking a big step back is useful is at this stage we have
many people, we have thousands of engineers who are working in parallel. And while everyone cares a
lot about being meticulous, paying attention to detail, getting the details can have to end up with
experiences that diverge and going through this process of looking at it all together on a regular rhythm
with friction logging really helps us maintain a cohesive whole while we all operate in parallel. And so
therefore senior leaders, executives, | guess of our larger areas will often do this as a practice themselves
in order to make sure that everything that they're responsible for is coming together well. So it happens
kind of recursively at different layers.
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[00:34:20] David Singleton
English:

To your question about is there a template, so relatively simple process. So yes, there is a template and in
fact there's a Stripe talk dev article that maybe we can put into the show notes that has the template, but
it literally is say what you want to do, be very explicit about the user that you are trying to have a mental
model for because that helps you make the right choices as you go through the flow. And then really just
keep a very clear stream of consciousness log of what you're finding as you build. By the way, also really
important, praise the stuff that's good. So I'll often send these docs around to a lot of folks inside of the
company. It's a great opportunity to recognize great work done. So if | ran into that error message that
links to the documentation, that's a great example where I'd be like, this is awesome. Nice work.

FRZERIE:
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[00:35:02] Lenny
English:

Being a PM that has received emails from the CEOs of companies with all the problems they ran into and
they're trying to book, it's often like, oh God, | have so many goals | got to hit and | have this timeline, |
have these things I'm working on. What is the culture like slash how do you give teams space to do these



things that are just like, we're just going to make the experience better? How do you actually do that so
that PMs aren't stressed out when they get these things?

AR ERIE:
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[00:35:26] David Singleton
English:

It starts with our operating principles. So because we have operating principles of users first and being
meticulous in our craft, we actually tend, all of our ways of building plans tend to be wired quite well
around this idea that we're going to reserve enough time to really make the experience good. Maybe the
most pronounced version of that is not even the issues we identify in friction logs. Maybe in a bit we can
talk about how we invest in reliability and so forth, but things go wrong. And one of the things that's very
important to me is that we are a learning organization. We need to understand why they went wrong and
then take action to stop the same thing going wrong in future. And so that means that we identify instant
remediations, that's what we call those and we prioritize those carefully and most of them, the ones that

matter actually get prioritized before other work on the roadmap.
R EIE:
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[00:36:30] David Singleton
English:

Which means that as a PM when you're building your roadmap and your plans, you do have to think
about, well approximately how much bandwidth do | need to reserve in this area in order to address and
polish stuff that might come up through friction logging and also to take care of those kind of operational
things as well? It varies by team and varies by stage of product. So there is no Stripe kind of like we will
reserve 50% of our time to do this stuff. That wouldn't make any sense. But we do encourage and ask
every team to think hard about how much should they be setting aside for those kind of activities. Does
that make sense?

AR ERIE:
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[00:36:47] Lenny



English:

Absolutely. | was going to ask you if there's a percentage and basically you trust the teams to set aside the
right amount of time.

FRSCERIE:
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[00:36:52] David Singleton
English:

That's right.

R EE:

Ao

[00:36:53] Lenny
English:

Awesome. Okay, so along the same lines, | actually asked Shreyas Doshi what | should ask you. You had
no idea | was going to do this. And what he said is | should ask you how you did UX reviews pre shipping
right after you joined Stripe and you just said you were very good at this. And so what is that like and how

should people learn from your experience?

AR ERIE:
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[00:37:20] David Singleton
English:

The way that | did UX reviews very early on in my time at Stripe and the way that every group at Stripe
does these reviews is employing some of the techniques we talked about already. So that act of friction
logging, it's very often done asynchronously. So someone will sit down and reserve an afternoon and go
through the product and make meticulous notes and that's super useful. We also find it very valuable to
go through that process together. So we will bring together both the team that built the product that
we're looking at, but also a lot of their cross-functional partners. So things like the support folks that are
going to be handling or are building the process to handle questions from users about it. Executives in the
org that they're a part of to do these walkthroughs where we're taking exactly the same approach as |
described with friction logging so imagining we're a particular user and experiencing the product
together.

FRCERIR:
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#, EMARLERFPFEXAENFANRG, ZEEZBIINSTE. RII—EHT "EE
(walkthroughs)” , RESERBST2BERNGZE: BRENBRHERF, HEEL .

[00:38:36] David Singleton
English:

And then just discussing very openly actually the way that we do this today is we have a log of issues that
we want to talk about that anyone can type into while the PM usually is walking us through the flow. And
then we'll get together at the end and actually talk about each issue and does this need to be addressed?
What do we really think about it? So that that's the approach both that | took early on and that we take in
at general at scale today. There's a lot of benefit to doing this together. So someone once described this
to me as if you were a chef, you're going to taste the soup and you're going to talk to your kitchen staff
about what went into the soup when it was good and wasn't so good. If you run a movie studio, you're
going to sit down and watch a lot of movies together.

AR ERIE:
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[00:39:10] David Singleton
English:

And so actually kind of looking at product together | find extremely energizing and also really valuable in
actually teaching some of the kind of bar for craft and values around how we want the product to
interoperate for our users at scale across the company. And building on that, there's something that we
do occasionally and I've done occasionally a Stripe called Walk the Store where we'll actually do that
process of looking at the product together with the whole company. So we have a weekly meeting called
Friday Fireside where you don't have to attend, but the majority of the company does attend and we've
done a few series where we'll actually go through some really, really interesting critical product flows
together and talk about how this is reflecting various priorities that we have and shifts that we're trying to
make, but in particular with the user experience and a particular user at the core.

AR ERIE:
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[00:39:58] David Singleton
English:

And that turns out to have a tremendous amount of benefit and value in helping just everyone have a
shared language, we're talking about things and get on the same page about everything. So yeah, those



are some of the techniques that Shreyas might have been thinking of.
FEiE:
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[00:40:02] Lenny
English:

It's amazing how many directions you all come at to create this high quality end product walking the
store, friction logging these entire company meetings, looking at the product, UX reviews, this is how it's
possible to build something so high quality. It's not just we have this value and we're going to be building
great stuff. It's like you have to come at it from so many places.

AR ERIE:

LPARREE, MM AZHELLKEEBRENRLETm: KE. BERES. 22FWEMATm. UX
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[00:40:24] David Singleton
English:

Yeah, that's an interesting observation. | think almost anything that you talk about is a value. | mean,
being a value matters, but you need to have a practice behind that. That means that the value becomes
real for everyone. So we very frequently find that for any product development team, so long as they
identify the right metrics that actually represent the experience that they want to deliver for their users
and then get together frequently like predictably to look at how the team is doing against those metrics.
But then everything else just happens naturally because you understand what you're trying to move and
every little micro decision you're making within your own time prioritization and then in terms of the
actual work you're doing will ladder up to that. And so why do | say that? It is like you have to have the
predictable and regular thing that ladders up to the value you're trying to deliver in order to make it
happen.

AR ERIE:
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[00:41:17] Lenny
English:

Coming back to the UX review, just a question there. Presenting to the CTOs often very stressful in a
review like that. What advice would you give PMs and designers and just leads of a team for how to
prepare for a meeting like that, whether it's Stripe or anywhere?



AR ERIE:
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[00:41:33] David Singleton
English:

| personally try to be as friendly and unscary as possible, but | know that no matter how much | do that,
these can't be high stakes meetings. At Stripe, and | think it's probably goes for most companies, but at
Stripe, the main answer here is put your user's hat on and if you understand your user well and what
they're seeking to get out of the experience and anchor any questions you get asked or wobbles you may
feel of like, oh that was an out of the blue question back to well here's, remember what we're trying to do
for our users, that usually makes any meeting like that go really well. And so that would be my main piece
of advice.

FROCERIR:

HPARERIBRG. FIFA, BRMELICHEAM, XEZWHENKARRK, £ Stripe (FBAZHK
REH—1F), BOBRR: BLAPNETF. WRIFIFETRFRAR URMIEMEIRFREH A, FHEMR
WP B EMEEKEEN AL (Fba “B, BNREARRAT”) EFEELD “SERNETNAREMS
47, BAXEZWBEIHITHRRIFF. XMIHROEEEN.

[00:42:12] David Singleton
English:

So I mean a risk that exists in any company as you get to run a bigger team or whatever is that individual
contributors, individuals will have a very small amount of time with you in general. So there's always a
risk that you might make a kind of fairly unimportant remark and it will be taken out of context to be
something very important. So | personally also try very hard to anchor feedback I'm giving in what's the
user experience we're trying to deliver? Does this actually matter? Recognizing that that is a risk and

yeah, it definitely takes constant practice.
FRCERIE:
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[00:42:51] Lenny
English:

You've touched on a couple of these things, but just if someone's trying to get better at building product,
either a PM, designer, engineer, what kind of advice do you often give for helping people just build better
product?

FRCERIR:

MELRET -, BHNREA (LiL2 PM. igiHIMERIEN) BERSHE~mIES, MEBERATA
B CRE B M B4 B9 am?



[00:43:03] David Singleton
English:

Almost always goes back to things we've already talked about here. So remember at the very top | talked
about iterating very closely with users? If you have a mechanism to listen to users, get something in their
hands quite quickly and then get their feedback on it to run it back through a feedback loop, you're very
unlikely to go wrong. Especially if you put a lot of thought into these being the right users whose needs
you want to focus on because they ladder up to your strategy. It's actually very hard to go wrong if you
have that feedback loop working really well. So if you don't have that feedback loop, and actually it's
remarkable as | talk to folks across the industry and so forth, it's remarkable how frequently that
feedback loop doesn't exist in product development cycles. So if you don't have that, go figure out how
to create it and if you do have it, but you can't get something into user's hands very rapidly from you
having the idea that this might matter to getting their feedback on it, figure out how to make that go
faster as well.

FRCERIR:
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[00:44:10] Lenny
English:

This episode is brought to you by Braintrust... [Sponsor message for Braintrust omitted] ... Something
that I've heard about you is that you get into the weeds, you get really deep as a CTO of a company at the
scale of Stripe and | came across this term engineerications, which | think connects to this. Can you talk
about that and how you think about just getting in the weeds?

AR ERIE:
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[00:45:44] David Singleton
English:

First of all, in terms of how much getting in the weeds matters. At Stripe, we find that it's very important
for engineering managers in particular, but really all managers to really have a very detailed
understanding of whether their teams are kind of on the right track and where they're getting stuck in

order to make sure that we make the most progress in unit time for our users.

AR ERIE:
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[00:46:00] David Singleton
English:

We're getting stuck in order to make sure that we make the most progress in unit time for our users. So
we find that, again, the nature of the problems we're solving, really reward domain expertise, like
assimilating a deep understanding. And we ask all of our managers to be kind of the editors in chief of
their teams plans. And | think the only way to do that is to get the right loop for yourself to understand
what is actually going on the ground. Now, it would be really damaging if | was only doing work at the IC
engineering level every day. That doesn't ladder up to someone who's able to help guide the team or
whatever. So it's important to just judiciously but done on the right cadence. | think it's very, very
valuable. So engineer occasion is something that | personally do. So it's obviously a port man of engineer

and vacation, but it's not a vacation.
FhCERIE:
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[00:46:47] David Singleton
English:

The way we get to the name of the tower, at least the way | think about it is what you do on engineer
occasion is I'll clear, other people track do this as well. I'll clear several days in a road, three or four days
actually join a team, pick up a small task, hopefully a small feature that we can get all the way from start
to finish in production and do that going through the exact experience the team has. So you get to
understand the developer tools, the build infrastructure, how you get stuff reviewed, how good is the
documentation, how long did | have to wait in order to actually see my thing live in order to start that
feedback loop that | talked about with users. So you're actually going and joining a team and doing some

work.

FRCERIR:

XM ERFHEFR, ELORMNIERE: £ “TRNRE" e, RETARE (HtABSXAM) . RIEST
H=PAXRAESE], HEMA—NE, #F—MIMES, RIFR—TEEMKEIETRH L&A IR/ IhEE.
BRETRBAREAMMERN—Y): TRAXTIAR. WEREMILHE. ABRTHERE. XHERE, URRFEEFS
AT BEBERITNRE LH T RTIREIB AR RIGREIF. FRIAREFR ERIMA—MREAHEFTFE.

[00:47:26] David Singleton
English:

While one does that, it's really valuable and important to keep a friction log because then what you want
to do is write up the experience both as an aid memoir for yourself because it then helps you go and for
all of the next year's worth of conversations | might be involved in around making trade offs and helping
set priorities, that context really helps. So | actually reread these reports periodically and it's also really
valuable to actually share them work with the team, which then demonstrates, well | understand what it's
actually like and here's how we're going to make sure that we're carrying that information through



prioritization. So that's what you do. The name is, it's the often the hardest thing about these is finding
the time to clear your calendar for that many days. So the reason | think about it is a vacation is of course
people go on vacation.

AR ERIE:
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[00:48:12] David Singleton
English:

By the way, | work very hard to use all my vacation days every year. | think that taking a break and
recharging your creative juices is valuable. So the point is when you're on vacation, the world goes on and
it's all fine. So | treat it like I'll decline every meeting in order to clear my schedule and have a maker
schedule in order to do that. And so I've done this many times at Stripe. | advise engineering managers at
Stripe that they should do an engineer occasion sometime in their first quarter to six months at the
company. It gives you a tremendous amount of context for what your teams are actually experiencing and
then for folks who do it once a year on an ongoing basis and it provides a tremendous amount of context.

FRCERIR:
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[00:48:50] Lenny
English:

That is insane. I've never heard of that process. How do you stay knowledgeable and up to date on the
infrastructure and the code that you have to code and all of a sudden things move so fast?

FROCERIR:
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[00:49:00] David Singleton
English:

The process is literally to help you do that. | guess maybe something | left out in explaining it is we'll often
identify a buddy on the team who's going to help you through. So for what it's worth at Stripe, we write a
lot of code in Ruby, we write a lot of code in other just Java type script as well. But our kind of core
infrastructure is mostly implemented, core product infrastructure mostly implemented in Ruby. When |
started | had never written a line of Ruby in my life and | knew | wanted to do this thing and actually done



something like it before joining and I was really scared. How much credibility might | lose if | show up and
| can't write a line of Ruby. But my first buddy was a guy called Ajhja who's still at Stripe doing great stuff
and he helped me learn Ruby during these three days and they [inaudible 00:49:48] me a little bit, but
ultimately everyone really appreciated that I've done it.

FRCERIR:
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[00:49:52] Lenny

English:

Imagine being the engineer has to review your PR.
R EE:
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[00:49:55] David Singleton
English:

| tell them this is an important part of the process. Please don't treat me any different to anyone else. And
obviously to make this work well you have to set the expectation that you're not going to take me action if
something isn't exactly the way you want it to be. It is a moral kind of longitudinal process.
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[00:50:11] Lenny
English:

Is there something that you found in this process that comes to mind that was really surprising or
interesting or just kind of lasting in the past set of couple years?

AR ERIE:
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[00:50:19] David Singleton
English:

One of the most interesting things that | think I've run into is there are a lot of places that as we scale, we
know that it makes a lot of sense to invest in automation and there were a bunch of places in our



development process where while we've done that, we were working hard to help each other out and
actually saying, hey, please come talk to this other team if you want to use this thing. And if you're
working for instance, a different time zone from someone else, it's often the case that actually it would be
much better just to document it well and automate it and then maybe make the consultation available.
And so running into those kind of pieces of friction and then having a good conversation about it has
really helped. But one good thing about Stripe I think is that kind of change doesn't depend on me doing
anything.
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[00:51:02] David Singleton
English:

So we really care about making Stripe a place where engineers can do some of the best work of their
careers and that means being enabled with good tools and good developer productivity. So we invest a
lot in developer productivity. We have a team who work on our dev tools and they actually run exactly the
same product development process that | just described for our external users internally. So understand
your users really well. Talk to them a lot, as so for instance, we do a monthly survey. We operate in
enough scale where we can ping enough people once a month that we get a statistically significant
sample of the entire organization without having to get everyone to respond. Every individual respond
once every six months. And we ask very directly, what's the experience you're having? And then we use
that to prioritize the roadmap of our developer productivity team. We also measure everything so we
know where people are getting stuck and when we compare both the kind of free responses and the data,
it helps us invest in the best places to make everyone else more productive.
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R E RIS AT ERNMT,

[00:52:03] Lenny
English:

Okay, that's exactly where | was hoping to go next. And let me set this question up. So | saw a tweet of
yours recently where | have some notes here I'm going to read that you deploy changes to your core, API
16.4 times a day on average. Your uptime has been 99.999% and one in 10 people in the world have
transacted with a business powered by Stripe at this point. And so my question is just what does it take to
achieve something like this, especially in terms of tooling and culture and everything else you're just
talking about?



AR ERIE:

4, XIEERFHETHREWMIET, REEEIRAN—FHEX, HIZTEER: I FHSREZO APIEE
16.4 RLE; [EFIEITHIE (uptime) JXEIT 99.999%; £IXE 10 PAFHE 1 ABS5 Stripe Szl S
TERS. ENEERE. ELMXEFNERFENTA? FHIEEIA. XUURRNIAREISFRE S H.

[00:52:33] David Singleton
English:

Well | think it's worth saying at Stripe we are trying to do something | think relatively unique, which is
what we power for the businesses to build on Stripe our users, it's really business critical to them. We're
literally talking about money coming into your business to help you run your operations or make it even
possible for you to run your operations and maybe pay your employees and so forth. All the revenue
automation that we do around billing subscriptions, our financial automation products, helping you
close your books, this stuff matters. You cannot get it wrong. And we also operate, Stripe today, we move
as much money as all of e-commerce was when Stripe got started. So we operate very significant scale
and so business critical significant scale, we just have a tremendous duty to our users to get this right and

be extremely reliable and available for them.
R EIE:

FRIRHIZ, Stripe EAZRAM—EFIANNBIRGNER: HNAAFA (BIFE Stripe LR SHIEI) 12
MAYBRSS I IR B SSKE (business critical) BY. HITKIEHWBENRABN A S, XERSEIRER
BE. XNRITHASESE. HMNESKBEITHE. MSEHES R, SRS —IHEXEE. RETFEE
&, MERMNAENMEIEEREAK, Stripe BRIMIEHNHATERY T Stripe MININLXBFEHSNEE, 77
SNLEEARRIMUAR TR XA SS, HANTNBRRBEERNRE, SMMEIRSHAIEMENR A,

[00:53:23] David Singleton
English:

So we do think about that a lot. Now there's one way to be very reliable, which is to try to change things
as infrequently as possible. Never change anything than you have many fewer opportunities for things to
break. But we don't take that approach. The needs of our users are evolving so rapidly, the number of
ways that we want to serve them and can serve them is evolving rapidly enough that it matters a lot that
we can operate in a kind of constantly changing environment. Hopefully I've explained why that matters
like that type feedback because it's only possible if you can actually get something in their hands. So we
choose to design the way we work to hold those two things true at the same time and it does take a lot of

care and attention and it takes a lot of systems. So maybe just kind of build this up.
FRCERIE:

FRUFEMNEEBEZEXN R, BE—MREAENGZEZE: RERVEE, KEFHAKRA, HEHINIMIRT
%o BRITAREZMG Z. BANERALFRRT, HNRSHENOARBECREE, FIERETERL
M RFIEEEXER, HZBREINTARERFRER, ANRBIEAARIBRFEA 7. FRUFK]
EFRRIT—ITEA R, RARFRAXHER. XFEAENAC. KEFMRLHZR. ILHERFH—T.

[00:54:12] David Singleton

English:



First of all, there a lot in our development process and the ways that we take changes into our product
that makes this possible. One of those is we really care a lot about having really good test suites. So we
believe in automated testing. We don't have manual testers because manual testers couldn't possibly
cover the vast array of APl endpoint and configurations that we offer but automated test can. So we work
hard to have a lot of automated test coverage and then every single change that an engineer produces
gets run through this battery of tests before it can even possibly go towards production. And then we
work very hard as changes end up in production to put them through increasingly realistic and then more
broadly exposed environments. So we have a bunch of staging environments where we'll send a battery
of more realistic end-to-end tests. Then finally when something actually goes to production, it starts at
very small percentage of the traffic and then wraps up to the hole.

FRCERIR:

B, BINALRENMEEEINTRNAREXA N, Bz ——HNEBEEABHNRES. &
MNEEEENR. FNTKBEFHNRAG, RBAFHNXRAAIEBERHINIEMHNEE APl HRMEE, EBE
IR A Lo FRAFRAIS AR EENIREBEERR, ITRIT-ENS— P EEEHNEIFEFIE LY
BT X—RTMiL. HEEHNEFHIRN, R ILEEHEREESL. RETEBNRME 1IFR )
B—RVDEIFR (staging) , EHREBITEAENHRIIHNIN. &fE, HREEEEEN, BRMRNELH
HUREF IR, RARBEZT KEI2E,

[00:55:10] David Singleton
English:

So we can detect problems before they become huge problems. There's a number of things that we had
to do to make that all possible. So for instance, every change that Strip engineer submits [inaudible
00:55:23] test, it actually ends up in production automatically over the course of the next 45 minutes or
so. And | don't think there are a lot of financial services companies, at least not until maybe the last few
years that have operated that way. And so that takes a certain mind shift. You actually have to assume
that that's going to happen and put the right systems and processes in place. And then the other thing
that's important is to recognize that we have to obsess about getting very systematically good at
addressing anything that can go wrong. So | mentioned earlier it's really important to me that we are a
continuously learning organization.

FRZERIE:

EEFHANMEERBBARZEAINEC, AT RAX—Y], BB TRSZIIF. fIg0, Stripe Ti2IMRERHE—
METMHNEE, LR ERTER TR 45 DHEGEMENEF R, TANNTEIE/LEZR, ROGEH
RS ABEXIFIEFH. XFE—OSEE: MOAREXZKE, ARILERBAZNRE. 5—HEE
MNERE, HMNOIFETRAFUSEEARTELEBIER. ENFRZEREA, HHEKR, HA—TFHE
FINARFERE.

[00:55:59] David Singleton
English:

And | mean something else that matters of course is things will go wrong. Sometimes there is a
downstream partner where something breaks, other times there is a particular kind of network outage
side of our control or whatever. So things will go wrong. So it's important that we have the right systems
in place that minimize the damage that any individual thing going wrong can cause. And we work hard on
that. We have redundant systems in a bunch of places. We think hard about how something that breaks
for one user wouldn't kind of carry over into other users and then we actually very actively work hard to



put things right when they are wrong. So that's called instant response at most companies including
Stripe. | actually think Stripe is very, very good at instant response. We've got very good tools for both
declaring incidents and then pulling the right people together to put them right.

AR ERIE:

YR, BEL2LE, ANRTHSERHELETRR, ERNERNT AR, FrHERNAN,
EENEHRNEEERNRAFRRNVEEARERKEERNRE. HNEXHLE FTRAIEL: HIERSM
HEBETRAS; FNRAANBEZNRAGLE—TAPOSERREMAR; HHER, HMSIFERRMLIE,
XTEBIE Stripe FAMNASE QBN “SHMLN (incident response)” o FiIAA Stripe B MMM 1T
B BRMNBIFEFENTEKERSN, FOLEEERIERBIAGZRERRE,

[00:56:45] David Singleton
English:

But we don't stop there. We really obsess about reviewing them carefully and identifying not only what
would've stopped this thing happening, but how could we prevent this whole class of issues in the future.
And as | said earlier, we prioritize working on that stuff ahead of anything else on the roadmap that's
because of remember what it is we're trying to do, how important it is and how if we don't do that well,
we can't move quickly for our users. So that's how we do it. By the way, | don't want to come across here
and sound like we've got it all figured out. Of course all of this is always entirely influx. We're always
anxious to figure out how we can make it go better. For instance, in recent years we realize that we could
get a lot of benefit from what we call chaos testing. That's like injecting errors and making sure that the
systems respond in such a way that it doesn't cause any impact on users. So it's constantly evolving and
we really enjoy learning from other companies and learning from our users as well. But it's something we
care about and think very rigorously and systematically alone.

FRZERIE:

BIEMRETFIL. HMEBHRTFAREXLEEMH, FMUEREARBEIEXREGRE, 2N
IERFRE “X—K" @, EMNFRZEINRL, BIMFEXETIFHERAE LEMEAERZE. RAIEE
HIMHBR. ENEEMY, NRFNEAFE—xR, RIMEZNBARRETH. XMERKAEIME IMER
— T, BFRRAFFGRIELBRT —1], SR, FIEXEH—HEZH. RINSZEERNAHISE
9F. BIs0, SEERBATRIRFIAIUM “BAMIR (chaos testing)” HiREE%X—BUENEIRH R RS
ARAEMARFERARME. FAULEEREHY, BHMNEERAEMRBDMBRFES. XRHNFBERH
HITME. RREBENSES.

[00:57:40] Lenny

English:

Did you say that it takes only 45 minutes from pushing code to it going into production?
R EE:

RN MIEE D R LR EFIMR RRE 45 D87

[00:57:45] David Singleton

English:



Typically yes. So that battery of tests that | described, that gets run on every change, that gets run in
parallel to when you send it for review by another human. So it's run once, typically takes about 15
minutes and then once the changes merged into our code base, we run that same test suite one more
time. So another 15 minutes then typically takes about 30 minutes for the systems to automatically
deployed in production. That's how we run and think about establishing that tight feedback loop with
users, that means you can get feedback from a user in the morning, you can figure out how to address it
and you can actually put something back in their hands by the end of the day. And that loop running
inside of 24 hours | think is pretty important.

AR ERIE:

BEEN. BERNBR—RINHAZESIEELE!T, BSRAELRENTE (review) HiT. BEBIT—RX
BERE 15 Dt. —BXEAGHEINEE, RMNBRIETEFNNHES, X2 15 0%. ARRFEER
BIEFHRRERE 30 0. XMERINEBTNEZRLEZAFR RGEFNAR: XSKRERFELWKEIR
PRI, BERNE, BIERERMNMEEHTRAREMIIFR FTIANXMAE 24 /NSRTRIEFRIFEEE
=

[00:58:26] Lenny
English:

That's incredible. | remember times that Airbnb where took hours for tests to finish because there's a lot

of them and they fix that over time. But I'm used to more on that scale.
FRCERIE:

AARRRWT . FKISTFFE Airbnb B, A ZELGF /LN A gERESE, RANMAKRZ T, ERMEITEIERLT .
BRI BRI Z HAAIRBIATE]

[00:58:37] David Singleton
English:

It takes constant effort to hold. Those numbers by the way are important. Those are about the right
numbers | think for a company operating our kind of scale. Of course as you add more stuff, you add more
tests. So we've had to work on, we had to invent mechanisms to make it run more in parallel, we now
have a thing called selective test execution where we figure out for not the battery that runs before it goes
into production that we run everything and just run it in more machines to make it parallelize. But for the
changes or the tests that we run for individual changes, we actually have systems that figure out, well
which tests are the ones that might be material for this particular thing? And that's been a real source of
innovation. In fact, our distributed change and test environment at Stripe is the biggest distributed
system that we actually run. And so running that requires just as much energy and effort and rigor and
craft as everything else.

FRCERIR:

FREXPREFTERFENE I, IRER—T, XEBFREE. HIANNXTFRINZHRRH QB KR, XL
FRILIREGEN, H2A, MEEEEM, MBS EM. PrARNBIULRA—ENFILEEHTHIET. )
MEE—MN “EFMMRNAIT (selective test execution)” BIREAR: WF ELFHNRLMNR, Ki1SHLI
Wi, IRAESHEFRKHAT; ENTFENEENUR, HMNHRESHERPLENXSXIMIELEERK, X
FL T BUHRAYRR. FX L, Stripe WAHALEMMHIFRERRINEITHNRANSHBRRSL. BITEMREN
B, BA. MENIZ, ALFHEMERSERS.



[00:59:29] Lenny
English:
What are some of the things you've done that have had the most impact on developer productivity?

FRCERIR:
EREAREESTE, PEIBIRINRA?

[00:59:34] David Singleton
English:

We've touched on a couple of these already. That auto deploy mechanism definitely had a very significant
individual impact. So before we introduced that, sometime within the last five years each deployed to
production required an engineer to actually babysit it, to watch it as it, make sure all the charts look
good. And it was a bit of kind of game of roulette because you always wish that your change would get
bundled in with someone else's so that they were paying attention to it for you. So literally being able to
be fingers on keyboard on something else while your change is going live and it's going to automatically
monitored, that was a big improvement in our productivity. Also, very small things. This is just like
optimizing checkout, very small changes really compounded in a big way. So for instance, by eight

months ago we made it possible, we use a tool for code review.

AR ERIE:

HNELRE T -, BBV EETETIFEEZNTM. E5INEZH (RARIEZRFRNEN
8), SXBENEFHRBEE-—RILENLE B , TEERBE—IIES. XAERGRLEE, BN
MEFEECHNEBREMIANITEE—R, XHEFAMEREMITE, WE, SMNEELLHREHEE
BY, fRATLASRERARSMAINIE, XIRAMIBEE T E . I, BE—LERNBINH, MEMAEKRIE—
B, N BUEFEERNEFNMN, Fig0, KL9/\TAF, HIMLATRBITEIR,

[01:00:24] David Singleton
English:

It's quite popular, it's GitHub enterprise, but we've built a bunch of our own experiences and controls
around that and we have a little tick box that you can tick on your pool request. That's what you call an
individual change that an engineer produces that is auto merge, which means once the reviewer says this
is good, | don't need to come back and look at it again, the system should just take over and that just cuts
out one whole kind of human distraction step and that laddered up to a big change in productivity as
well. So these very small changes can if you're deliberate with them, ladder up to a big impact.

AR ERIE:

FAERRRMITH GitHub Enterprise, EZ1EEEAM EHETRS B SHAREMITHE, FH(17E PR (A
BUER) BT —VNEiEE, W “BzhEH (auto merge)” . XBEHKE—BFHERAN “&RA , EMAE
EBMOXREE, RAZEMEE, XEET —MRBHNANTINIRE, BUHERTEFANEKREA. PR, W
RIMBRIRMEMY, XERNRIRE R IAR IR ERBIRM,

[01:00:55] Lenny

English:



I'm going to go in a different direction now. Al very hot right now. Has Al impacted the way you all build
product yet? And if not, where do you think it starts to go in the next few years?

AR ERIE:

MERDT AR Al TEIFE N AlBEEEMERIMEFmNARTIE? NRLE, MNARKLFEIUNM
RRE?

[01:01:06] David Singleton
English:

Yeah, we're very excited about Al. Now to just take one step back, Stripe has been using machine learning
and advanced machine learning techniques at the heart of our products since the very early days. Radar
is our solutions for payment fraud and it has used, | mean this is the very core of our products and has
used machine learning since we introduced it. We also, if you think about the nature of Stripe, we operate
in an environment where we have to do a lot of work to kind of catch bad actors in the system, fraudsters
or fraudulent businesses. So we've been employing a lot of machine learning techniques there again for
years and we couldn't operate the company without them. So the difference between ML and Al, | think
when we think about Al today we're mostly talking about the applications of large language models, but
those are really based on this new technology called Transformers.

AR ERIE:

R, IO AL IEENME, FR—Hi, Stripe NRHAFFEME”RZOPERNESFES (ML) FSE ML
ARo Radar REMNNZAIIERRAF R, ERBEINFRNZL, MEHEMR—BEEERAVEES. ZED
Stripe BYM4ERR, HENBAMAETIERBIERAPHFA. EREIIIER L, ZERKN—BEEBENAK
ERNBEIFR, BEENBINRETEZEELQF. EF MLAAIHXE, FIARSKEITXIC AR, TE
EREKICKESEE (LLM) WINZA, MmXLERELR EREFT—M0 Transformer BYFEE AR,

[01:01:55] David Singleton
English:

It was a paper that came out of Google a while back about four years ago, five years ago. And we put
transformer technology into those systems at some point more than a year ago. And it's proved to have a
very profound impact on our ability to solve those problems for our users, which is great. But we are also
excited about the applications of large language models. | mean there's really two dimensions to this.
Number one, we feel privileged to be able to help serve and power a lot of businesses getting started in
this space. One big difference between Al startups and others is it's actually quite expensive to operate an
Al startup in terms of the compute resources. Like running this stuff in these GPU machines is quite
expensive. So typically these companies need to have a monetization model from day one. And I'm really
excited to say most of the Al on these is running on Stripe and we're working very hard to make sure we
serve all their needs.

FROCERIR:

AZJLEFRT Google RERMN—ERILX . —F %71, HNFMIE Transformer RASINT XLERSK, ELIERA, X
MENABFPBROBEENF=E T REm, XBEE, BRI KESEENNARIINE, XETEEH
MEE: F—, BIVBRRZEAZINTES WIFZEIIRERS. Al B RATSEMARN—NAXEIZ,
BT HERRNERR, BERETIEES. £ GPU B EBTXERARSE, Hit, XLEATBEME—KEHM
FEETUERR. RIFZHMMEER, KZEHXE Al RFEBE Stripe £i517, HINESAHBRMIINFRES
Ko



[01:02:51] David Singleton
English:

Open Al, for instance, using us for monetizing chat GPT plus and all their other products. But they don't
just stop there. We're actually helping power all of their subscriptions and revenue tracking and financial
operations around the business. And the point about that is we've been putting very large engineering
teams on this stuff for years and that means anyone who wants to build a reconciliation product and a
subscriptions business model, if you want to do that yourself, you have to put big engineering teams on
them. But if you can use Stripe instead, you can actually focus those really precious engineering
resources on keeping up with the rate of breakneck innovation in this space. So we're excited about that,
but we're also really excited about the applications of these Al techniques on our own ability to serve our

users better. And so for instance, at sessions we'll be talking about a few of these.
R EIE:

{540, OpenAl EAFAIHKA ChatGPT Plus IR At~ @M. AXUOLL, FITESFFIFIERIITIE.
WNEEFMISEBNVSIEE. ERE, ZERRNT—ERNEANIEZFAMRMXLES, XEKRE, IR
RA8 B SEXN KA BT B LER, METRANEARNTIENE, BINRIREER Stripe, RAB]IEXLE
REERHTIRRREPER EX D TRIZARCIFRE Lo FrURIMMILRERNE, FIBMNAXE Al
ARRELF RS AP RELKE, M0, £ Sessions K& EHANISITICHPR—LE,

[01:03:44] David Singleton
English:

We started working with OpenAl when they had the beta. It was a kind of private beta of GPT four
available at the beginning of this year. The first thing we thought of was we've got a lot of documentation
on Stripe and we put a lot of care attention into making it good. But if you want to achieve something
with your Stripe integration, you're typically going to spend quite a lot of time reading docs and kind of
synthesizing them as an end user. We realized we can have GPT four read all of our docs, store them as
embeddings and then answer questions for developers. And so we now have that available in kind of
early stage release inside of our documentation. It's turning out to be pretty valuable. We've also been
able to apply these techniques to other areas of our products. So something that we're going to show an
early version of IT sessions is we have a really powerful product as part of our revenue and financial
automation suite, which we call Sigma.

FROCERIR:

% OpenAl S EEHHEL GPT-4 BIRAARES, FHMABSMIISET . RITREMNE—HFERL: StripeF
RENXH, HNETRZOBEENVHGF. BIRIREATT Stripe &£k, FARLRAR, MBEERREZN
BFEIRMSE X, RATRIREATILAL GPT-4 FIRHA BRI, KEN1F#ENERARE (embeddings),
RRENFAREOERR. RERNELEXEPHEL TX N IENRIRMRA. FLIEREIFEENE. BHilE
RX RN AT =@ E M, §Ig0, 7£ Sessions K= EFHITHEER Sigma Rk A, BERHITK
NFIN 55 BEp b E AR IFER AR mo

[01:04:36] David Singleton
English:

It allows you to write sequel queries across all of your Stripe data so you can interrogate your Stripe data
to understand your business and really fine grain detail. Which country has the fastest growing sales,



which segment in which country has particular attributes to it? Very powerful product, but it's one that is
potentially challenging for non-developers to adopt. You do have to know how to write sequel queries
unless you just use the ones in the menu in order to get the full value out of the product. Well it turns out
with large language models, we can apply this technology where you can ask questions in natural
language and our engine will actually write the sequel query for you. And we've had to do a lot of work to
kind of tune that to make sure that it's reliable and understandable and it's going really well. And we also
see great applications in actually applying these technologies to make us more efficient internally,
answer users questions faster, help each other out more quickly.

AR ERIE:

Sigma R IFIRXFRA Stripe #EHRT SQL Eify, MMLMRARIKIE T AZIREVILSS . I PMERMEETIE KSR
R BIERNB IS HZEERERMN? XB—TIFERANS M, EXEFRAZRRFTEEDIA,
FIFIFRRARBEENTILER, SUIRGIE SQL A RERIZFEMEEME. FSLIER, MAKESER, &
AT AR XTI A, ILRBBEAESRR, RIIHSIEZNMES SQL B, HIME T AERLIIEUBRRFR
HAfMZE, BrHRINF. HNEEETXERATRSAEME. BEREAIZAF R, EREBFEES
EREXNAE.

[01:05:45] David Singleton
English:

And so we're doing those things as well. One concrete thing that we did, which I'm pretty excited about is
not long after we saw chat GPT come out, we realized it would be really awesome if we could apply that
to many use cases inside of Stripe. But as you can imagine, a lot of the data that we are dealing with on a
daily basis is very sensitive to our business, to our users and we care a lot and we have a lot of governance
around this, but we wanted to make that technology bill. We couldn't say, Hey Stripes, go and use chat
GPT. So we stood up an integration to GPT four and an internal Ul to use models like that. But here's the
thing that | want to kind of relate to all of your viewers. We find that we built presets into that.

FRCERIR:

FRAFRA B EMOX LR, FINB— LR BNENEAEIBER: & ChatGPT BIMEFRA, HEITEIREIMNRRE
BHN AT Stripe RENTFZT5R, BEIEEER. BRTUEER, RITSRLENASHREIEINLSHA
FRIGEBIFEHE, HITHLIFEEMHETRAAIE, BIIFEEZR: “I2, Stripes, A ChatGPT IE,”
FRIAFRATRIL T —> GPT-4 ORISR Ul SREAXERE, FBFFARKNE: RINETHPHET “Wig
(presets)” o

[01:06:12] David Singleton
English:

So when you work with large language models, you want to write a prompt that then helps get the model
into a state where it's going to be able to solve the particular problem at hand. And we find that writing
prompts is something that's accessible to folks across lots of different job families, not just engineers.
Folks in our marketing team, folks in our user support team have been able to use this as well. But you
can put a lot of care and attention to getting a prompt that works really well and we not make it possible
for those to be shared across the company. So | can grab the preset to help me write a blog post with the
right kind of tone and | find it extremely valuable in helping me and many other people across the
company. So | think there's a lot of innovation in high companies serve their users and operate is possible
right now and we are working hard to employ all of that on behalf of our users.



FRZERIE:

HIMERRNESREN, RBEEESIETIA (prompt) R5|FREFHNEBRRTERBBRE. HINEI, &
SRTEAMEIRMNER, SHEEK. BRXFEEMNBRSEHERE FRAUNERSZOBREH—THRR
ERETRIE, ARHMEXERTEATEQEHS, WMEATLUMER—1 g, BHRAEBNESSER. &
RMEENRBENTFSZ ABEBENE. HINNEFEQERSAPNEELSN LERSEIHFTE, i)
ESHNERAPENAX—,

[01:07:03] Lenny
English:

What about as engineers? Are pro co-pilot, is there some along those lines that you find useful weary of?
How do you think about that?

RS ERIE:
ARVEF TA2IMOB? Lb4N GitHub Copilot ZHXMT B, REESERG? EE2EMFE? (REAE?

[01:07:12] David Singleton
English:

We're excited about co-pilot. We've made co-pilot available to our engineers internally. We ran a fairly
rigorous trial to make sure that we felt good about its actual impact on our ability to write code and the
code it was actually generating and find that it was very effective for us. Both in productivity but also just
in helping our engineers feel like they could direct their energy towards some of the bigger problems.
How should this stuff fit together rather than some of the micro problems. So because we had such great
feedback on that, we've made it available very broadly internally and we'll be very excited to see where
that space develops over time.

FROCENIR:

A3 Copilot EIME, FNELERERITIZMAMT Copilote Ff1#HITT —RIBA™HEBNIE, UHR
EXNENRE RPN EMMNABEREFRRTMW, ERAMEFEEN. MURSTESH, EFEHT
RIMFBAEPEEANRE L (BMRAKNARE), MABULETHINE. BTRIFEET, HIBE%E
B2, HIEERTEIIX UGB A R,

[01:07:56] Lenny
English:

Do you have a sense of the productivity gain that say imagine you have a lot of 10X engineers, the gains

that an amazing engineer gets out of a co-pilot versus a newer engineer?
FROCENIR:

RIS EF DEVRAR RERIIG? bz FHLE “10 R IR , —NRXRIZIMM Copilot FRIRIFHIUL
m5—NF I mMatb e

[01:08:07] David Singleton

English:



It's honestly too early to tell because we've only recently made it available at scale. What we're typically
seeing is that the kind of tasks that it accelerates are, remember | mentioned how much energy we put
into having comprehensive test suites. It's actually using co-pilot to generate your test cases, turns out to
be extremely valuable. There's a reasonable amount of boiler plate that is kind of like repeated code and
concepts that goes into writing good tests. But you also have to reason very carefully about is this
actually testing is exactly what | want? So co-pilot takes a lot of that boiler plate generation out of the
way. So you're actually thinking about the stuff that really matters. And | think that is going to have a
profound impact on quality of code that we write as well. But it's a little too early to say, because we
literally just folded out what kind of actual measurable impact is having.

AR ERIE:

ELW, WETHLEERE, AARNREAAMEAR. ZTEBEHINCMENESE —FIEERREI
HNRANEXRENZI2ENNREAID? ESLIERE, £/ Copilot £ AHIREENE. HEFHINIXE
ERSHENERAE (boilerplate) , BIEERNABMEER. EMMBEFAERE: XRDERNR T REEH
R78? Copilot BIXATMIET KENFRABER, ILMEREREZOEE. TANXBIHNENESHINEG
FREFERTR I, BIARAAERN. AIHERNIMENRTE, EAFNA RN,

[01:08:54] Lenny
English:

| was talking to an engineer and he's just like, | like the active writing code and it makes me sad that this is
doing this for me. So he turns it off. | think over time people will be like, "Eh, that's true. | never really
enjoyed this part of it."

FROCENIR:

FZEM—1PIRRMEX, k. “HRERGAENIE, B2 A BRTILHBEMED.” PRUMBEEXT,
HESENENER, AW B, BK, REHIMKLEEERIEHFRAEIRE7.”

[01:09:07] David Singleton
English:

Yeah, I'll speak from personal experience. | love writing code. | really love writing code. It's pretty much
what | do for fun. | also love writing code with Copilot, because as | said, it means that | can focus on the
parts that really matter. | think that's been a fairly consistent experience across Stripe as well.

FROCENIR:

BH, MEDPAZLERY, HAEEAE, X/IFE2RME—RIRTR. FHthEWA Copilot RS, EAIEMIKFR
W, XERERAUTTTFHEESEND . FINNXBRE Stripe NEIHE S E BRI,

[01:09:24] Lenny
English:

You run a massive engineering team. | don't know if you shared the numbers of engineers, but | know
there are many. What are, and this is a broad question, just what are some lessons you've learned about
managing people and/or managing engineers, whichever direction you want to go?

FRCERIR:



H

RASE —XRANIEF. BTMEMBESAAITREMNEKALL, EEMEERSZ. XE2—R
mRiE: FEBARKERTRRMAE, (RFETHLERI?

g:ﬂ

[01:09:41] David Singleton
English:

Wow, big question. There are so many different directions we could take that. I'll share a few
observations. They don't necessarily all have a particular theme to them. | think as I've been responsible
for bigger and bigger teams over time, one of the things that just | repeatedly learn is | personally will not
be involved in really any of the decisions that matter and happen. There are thousands of decisions that
an organization of any skill is making every single day, every individual engineer or PM is making
hundreds of small decisions and some big ones every day that affect the kind of general trajectory.

FRCERIR:

i, K. HNATUMREZHFEKX. RDZ/LRME, ENF—EE—TMH—HNEH. BERHTHEN
HREX, AREFIN—RE: BRTALRLEASES5EEMREEERIRRT. TAMKNARERES
R EBNRER, SPIRNE PM BEXBMERE MUNVRERMN—EEXNRR, XERRARFME
BAKENL,

[01:10:17] David Singleton
English:

The most important thing is to really focus on hiring the right people, and that means hiring people that
you can trust with a tremendous amount of autonomy. If | try to get involved in lots of decisions,
everything will grind to a halt. How do you do that? It is important, obviously, to be rigorous. We've
described already what our hiring process is. | really lean into getting to know folks in very, very well as
we're hiring them. By the way, something | didn't mention earlier that is | think important here is we pay a

lot of attention at Stripe during the hiring process to references.
FZERiE:

REENEBERTEITREEANA, XEKREBEILERAIUAFRABENHEENA. NRKXESS
RZARE, —VIHMKBNEH. NARIX—xR? B, mEREE, BIEELERT HINIBERE. T3
BEEY, HIFBMMTRNT BEEAN, IMER—T, RZaZRIBREEN—SZ: Stripe FTEBEIEFIE
HEEESAE (references),

[01:10:49] David Singleton
English:

This is typically later in the process, but if you put someone through an interview process, you've
probably spent what, eight hours total with them? If you talk to people that actually have worked with
them before, you're probably benefiting from thousands of hours of direct experience. We take this very
seriously, and we try to ask smart questions that will help get real signal out of that. | certainly find when
it comes to hiring folks that have then gone on to really make a transformative impact, that references are
often the time that you get the best conviction on the hire or not.

FRZERIE:



XEEREMEEH, EURMLEASNEIR, REFATEIMMIIBLT 8 NEg? MRIREMARLHEIE

SHMNHEZAWE, RREMST/NINEREEFRE, RNFEBNEMRFXEE, HARHEERA

AYIR)RR, MARREXESSRES. RAIM, AREREERFEZEEZMHALE, SRFEEFERILMRE
E= T RARXREIZ,

[01:11:22] David Singleton
English:

Hire the right people, and then you have to trust them. Now, trust is interesting. Is actually quite
challenging to trust people that you've just hired, right? Well, you've got no stake really on you yet. What |
find is you do actually just have to be generous in giving trust and assuming trust by default at the
beginning. Then you do need to hold people accountable enough that they are proving that they can
handle that trust. Sometimes, that means hiring someone who you think quite plausibly can end up in a
very big role into a smaller role to begin with. Other times, you just have the big role that you need to fill,
in which case, it's important to be quite conscious about really trusting and delegating to them with a lot

of support.
FRERIE:

BRI, REESTEEMI]. SEREE, SENBHRHOALLSEEN, W82 FEAMRNZETREE
BEIMEERENBER, BEW, MATUREMS FEE, HEFBRIRINGEE. ARG, BREEILAMNFKEBRBH
R, LTI E CAEREX M EE. B, XBEKRELILI—MRBANREZERTIRABHAMRNNAR
k2, B8, RATUEH—DMABENTE, EXMIERT, BRIIMATFEIEE. BIGFHREXEZIFMH
EEEE,

[01:12:02] David Singleton
English:

I'm always working hard to delegate sometimes a little bit more than I'm comfortable with, because
that's the only way to really operate at significant scale. | think something else, and sorry, this is really a
smorgasboard is what a lot of differences. Something else I've realized as the organizations | work with
and been responsible for have grown is that you have to be extremely conscious about managing your
own time. There are hundreds or thousands of people who, quite legitimately, might want to get some
time with you. If you just let the places that you spend your time and energy be controlled by the stuff
that comes into your inbox, or the stuff that gets put on your calendar, that's going to be random. It's
quite likely that that's not laddering up to the biggest impact.

FRCERIR:

HRERBHEEN, EREERNIFULRBRIBERALNEE, RAXZEAMESETHE—NNE. 5—H
F (B8R, XENR—2ARE, ARZEFAR) BRTIRE, MERMAFNEARTELX, (RENIFEER
IRMEEE CREYE. BB ETRAREREHSIEHRE SAIRAETE. MRMAERBEEENSGHBERH L
HOBLYSRIZRIIRBVBSEIANAE S, AR ERENRY, RATRETIEF ERABIRMM.

[01:12:59] David Singleton
English:

| personally have been running a loop for, | don't know, maybe 10 years, where on Sunday evenings, and
usually, well, it usually starts on Sunday afternoons, | read a lot of what happened last week. Then on



Sunday evenings, | actually write a list for myself of, you asked me a question at this podcast, which is
like, what would be great success for this podcast from your perspective? | basically think about that for
my week every Sunday night. | make a list of if we got these things done this week, that is a good week,
but obviously, we need to be dynamic. Things will surprise you through the week. Honestly, then, that
drives a lot of just where | decide to spend my time. | try to encourage everyone to think that way
throughout the organization. | think it does ladder up to more impact over time.

FROCERIR:

B PARF—IIBRAR 10 FET: AR TFHRIMZARELARENER, FEBRLEESNEBEE—HER.
MEMAIRXEBZRNVITER T A—1, REAAKRLAZRERX—ANBTR. HIVIH: WRXER
T XEE, BRERIIN—RE. B, BNFERFDS, BRESEEN. EHAR, XRETHAIHI Y
BN ER. BEBNBR2RATNWAEXEFEE, HINNMEEREIHETRS, XEESHERERRIRE,

[01:13:50] David Singleton
English:

| think the final thing I'll say here is | mentioned how important operating principles are to the culture. |
think for any manager and any leaders, that includes ICPMs as well, but for any manager, any leader, how
you show up really does set the culture that is around you. | try very hard to show up very consistently
every day, even though there will very frequently be things that are going wrong and are bad and are
hard. It's actually very important to show up quite consistently. Certainly, in line with all the values that
we have and the culture that we want to set, in order to really kind of model that at scale. Different days,
that can be easier and harder. The final thing is, | think it's quite important to manage your own energy.
There are some tasks that | do that are maybe not the most important thing, but | know that | get a lot of
joy and energy from them, and then that carries over into the other stuff that also needs to get done.

FRZERIE:

REHRERNE, BRISZERNMNXCEZER, M T IMAKENMSE (8 IC K PM), REIRM
AREERETRARNXK. REAEXBRUBEE—H, RELERXEEBHE. THEATEER, F
B—BMRNIEEEE, ENAHRINBENNERNEERIINXXK, MTEAMKEEREIEEER. 8
LHFAZE, BLEAFHE, BE—5, RIANEEECHEEFFEEE, FEISURFIEREEN, B
BAEREMFRERZRFMEERE, XMEERTELDEMMNATERH TIEFR,

[01:14:30] Lenny

English:

Just two more questions before we get to our very exciting lightning round. One is just | feel like Stripe is
incredibly good at planning and organizing, prioritizing. | know every inside, it's always not as beautiful

as it may seem on the outside, but what have you learned? What has Stripe learned about planning and
prioritizing that you think other companies might be missing?

FROCENIR:

EHRNGEHNBRTTIZE], EEMNEIH. —NE, TS Stripe EHLI. BRMMLLHFS EHISIE
FBif. RNBRABBERAEFRINEEERBATE, BIRFETHA? Stripe EIMFA R FZEEW
LR M AT A EREREY?

[01:14:50] David Singleton



English:

Yeah. Well it's funny you say that. | would say planning inside of Stripe does not get the highest net
promoter score that you might imagine. | do think it is actually quite effective. By the way, the reason |
think that planning, the way we do planning at Stripe doesn't always get the best internal rep is we have
grown very rapidly. That means that almost every time we come back around to planning, we actually,
and this is kind of a theme at Stripe, we think about a lot of the ways that we work internally from First
principles. We will tend not to by default just pick a system off of the shelf that some other company has
run or that we've used before. We'll think hard, considering what we are doing for our users. How should
we do this?

FRZERIE:

Mg, MXARBER. HZY Stripe AEHIIXIAZAIREH KB MERPRAFBEEEFE (NPS). BIH
KINAEIFEER. IMER—T, FHINA Stripe WA BRAERIBIFNA—HNRERZRHRINMERKRT . XE0K
ENFEREFRFHEMIE, ENMEME—EERE (First principles) HAEHBERNNRBIIEAR
— X Stripe W—1 £, HITBEFAIRNEZEREMATETINHINUANAINIAKLRSE. i)
IRERNVNBFFRBER, IABRE: 3] N X HE?

[01:15:38] David Singleton
English:

When we're thinking even first principles, we'll often go out and talk to a lot of other companies, and try
to learn from their experience. It's actually something I've really appreciated and enjoyed at Stripe. A lot
of the learning I've done here has come not only from folks that are at the company, but also talking to a
bunch of folks that we have the privilege to work closely with because their business is building on Stripe,
or they're a similar stage of scale to us. A good example of this is Amazon. Amazon is a Stripe user.
Because we work with them, in my first couple of weeks at Stripe, | was actually able to meet with Charlie
Bell, who then ran operations at Amazon. A lot of the things that we actually now do at Stripe have come
from learning from that experience. It wasn't just, oh yeah, we'll take this thing cause Amazon did it, talk
to him. Lots of other companies hard to learn. The point is we care about learning from others and then
we apply it.

FROCENIR:

BMEEREE—MRIEN, RITEKEEESWRZEMAE, HRXMENINEEPFES), XEFHKTE Stripe 3F
BMENEZN—R. REXBEFINERSARARCKEATAE, £RESHNEBNSENMNE, ERti]
BV SZ3RIITE Stripe Z b, SEMINIMESEHNTEM. —MBEIFHHEIF=Z Amazon, Amazon 2 Stripe B
Fo ERAXMEEXR, FEFIMN Stripe BIKJLE, FHEUREHBIA 3 Amazon iIZER Charlie Bell, (]
IFETE Stripe HMAVRZBBERTHRRFES, XAUXZE ‘B, Amazon XAM, HITEXAM” , RN
R BAIIFEEERMAZIHMEL R,

[01:16:35] David Singleton
English:

Bringing this back to planning, because we tend to think a lot from first principles and we've been
growing rapidly. The right planning process for us as a company has actually changed quite dramatically
and quite significantly over the years. We do planning in a relatively deep way once a year, and then in a
slightly lighter way halfway through the year. If you imagine doing someone once a year and you're
growing rapidly, you're going to want to revisit exactly how you do it. | think for anyone who has the



privilege of running the same planning process again and again, you can really iterate it and tune it. We've
had to make more deliberate and more sweeping changes as we've gone along. There are a couple things
at the core of how we do this. One is it's really important to focus on who are the users that we are
seeking to serve for any given product area that we're working in? Kind of holding their needs front and

center in your plans is important.
Fp S ERIE:

E2ME L, EARMNEETFAE-EREREBEKRE, EGRNATNMYNRIESERLETEAE
o HBMNBEHTRREMY, FRHTRREENIL, MRFEERMWM—RAL KRR, REEHE
MEMEERNEE. TN TFREERESTR—EMIRIZIARSL, (RAIUFEHERMMIE, MWk
SrEERRMEEZZ. EYRNNE. BIMUENZOELR: — BT ETRINERES mIuRBE RS
HAFRIE? RN ERBREZOMIEEXREE,

[01:17:20] David Singleton
English:

Again, at Stripe, we do something that is, it's not unconventional, but it's not the most common practice
in the industry, which is we work very hard to serve companies from the very, very small. The folks that
are literally just starting their company on Stripe, with Stripe Atlas, all the way up to multinational, 10
Fortune five companies, fortune one companies, | guess. There's a very different set of user needs across
those businesses. For any given area, it's very important for each team to be clear about who are they
serving. Then we run a kind of inverted W process. We typically have teams surface what theirimmediate
thoughts are on the most important things to do. We'll then have a group of product leaders get together
and try to synthesize the most important parts of that into a kind of draft overall company strategy, and
then take that back down to teams to figure out, "Well, if that's where we're making a big push, should
that tweak my plans at all?" We bring it back up for synthesis, and then back down for everyone to really
distribute with a lot of context within their orgs. We find that at our current scale, very, very effective.

FRCERIR:

£ Stripe, FAMAT —EBARZIEERN. EETIAHTEBHNERS: HMSBHRS MNEIRABFIER
Blo MRIEE Stripe Atlas 81D AT DA, FIBEEEX. ME 500 BEEME 18AF. XERWHARE
REATE. MFEAIE, STEANEBLIBRHMIIENIERS. ARENET—H “BIWE (inverted
W)” i BEZHEBEELMITANKERNIF; AG—A-nilSERE—E, RESaM—HA8E
AR ESR; HEBTAAHEN, L1EZ: “WRXZBRNELANINALR, RNITHIRESHTERE? ”
REBLEGE, BTRAEMEBEAN, H#EFENEREEEERRNET. RINLKAXEERHMAETIEES
o

[01:18:24] Lenny
English:

I haven't mentioned this yet, but I actually, Stripe for my newsletter, | check the app many times a day, so
I'm probably in the Fortune 1 million, somewhere in that.

AR ERIE:

Hirgied, HAEEBEM (newsletter) ESCIEA Stripe, IHBRBW/LX App, FIUEKABIET “T1E
100 H3&” Z &M,



[01:18:32] David Singleton

English:

Do you have any feedback? Genuinely, I'd love to hear your Stripe feedback.
R EE:

REtARIRE? BOERIFfRIT Stripe AR 5o

[01:18:36] Lenny

English:

It's great. The app tells me thatI'm ...
HRCERIE:

EiRE, App HIFHEK

[01:18:36] David Singleton

English:

No, no, don't tell us it's great. What bugs you?
R EiE:

T, X, AR ERE BHALLIRMINEIHS?

[01:18:40] Lenny
English:
Well, it's interesting for churn, for cohort retention, which | care a lot about for the newsletter, | actually

use a different tool that feels like gives me better, a table of per cohort, how many people are still around?
There's an opportunity to have better cohort retention metrics.

AR ERIE:

18, REBN—REBXTREAEMBEDN (cohort retention) , XIFHXF newsletter WEIFHEE, HE
FEERAS—1TIA, ANERAREIFNES, ERSTANMANNARZEES VAT, KRS Stripe ERF
B EEERATE,

[01:18:57] David Singleton
English:

Cool. Okay. Well, maybe we can email about that. Quite genuinely at Stripe, anytime we talk to a Stripe
user, we are always looking for feedback that goes for any occasion. We often bring users into the
beginning of our Friday fireside | already mentioned, and we're always asking them for their feedback

and we really, really want to act on it.

RSz ERIE:



RIFTo WIFFATRT LA R BRHEIEN, 7E Stripe, TiETEMAHE, RERNSALKR, HKNNEZ2EIK
R, FMEERE “BARIFAKE FREBEAASM, REmaRsks:, mMARKNENIFERBRER
IRRERTTEN.

[01:19:15] Lenny
English:

Well, I wish | had more. It's works great. Final question, Stripe Session's coming up, it's going to happen
before this comes out. What should folks be watching for? What's next for Stripe?

FRZERIE:

REEREEZES, BEHXASRY. RE—1RIR, Stripe Sessions SEET (RAT BEHTIRE
ZFFET)o ARRIZFFHA? Stripe WTF—F 242

[01:19:26] David Singleton
English:

We've touched on a few of the things that we're sharing broadly for the first time at Stripe Sessions on
this call already. Per our development process, these have been in the hands of some Stripe users for a
significant amount of time and we've really kind of crafted them with them. I'm super excited about a
number of the things that we're going to be talking about next week. One is I've mentioned our revenue
and financial automation suite. We've really been crafting the features there for some time, and really
nice example actually of how building closely with users really, really helps build things at scale.

FRCERIR:

BAMEXRAERE LMK T —L 41 Stripe Sessions FEARFADZNNS. REBEITNFLRE, XL
REELZ7ERRS Stripe AP FHIRA T —EREE, HMNISMNEBITEN. RN TAZRNRSHFMZIE
Gitm. —MNREMAREINBANNMS BEpbEMS. HIMHTEXLEINERELZE—BIET, X2— “5AF
EREFAEMTHERIESR" BIRIF6IF.

[01:20:05] David Singleton
English:

We've a set of features that we work with companies like Atlassian and CloudFlare to enable their
businesses on Stripe Billing. They have relatively complex models. For instance, you might sign a deal
where it has a discount in the first year, and then there's another product that's being used in the second
year, and then something else happens in the third year. You can now model all of that in Stripe Billing,
and we're going to be showing how you can do that in the dashboard at Stripe Sessions next week. It's
now going into general availability for all Stripe users. It's giving all of our users from the very small to the
very large, the same power that the world's best SAS platform might have.

AR ERIE:

FHNE—RTINEER S Atlassian # Cloudflare FRF GEA %R, AT IHMAE Stripe Billing LBV S5,
fIRRINIEEE R, i, MENGEAEE—FEHN, F-FERTHS 1 m, F=FXERETHH
Tk, BMAEMRAILATE Stripe Billing XA XEHITEIR, TEIKIFE Sessions A= LRRIAIFEEHIE
wRpiR(E. MEERMEFRE Stripe BR AR, XiLFFERR (TieKR/N) #HEERE SHRTNL SaaS FaEF
HISRRRETTo



[01:20:45] David Singleton
English:

Excited about that. It's also the case that we didn't talk about it in this call, Stripe Connect is our product
for platforms of marketplaces. If | may actually just take one second, it's a really good example of how
focusing on the needs of our users in one area took us into a really valuable space to solve for many users
in other areas. The ideas behind Stripe Connect came from working with companies like Lyft and Shopify.
In the very early days, they were using Stripe for pay-ins, but we realized, "Oh, these companies are
operating these multi-sided marketplaces, and there's a ton of heavy lifting you have to do to make that
work really well."

AR ERIE:

HEREE. B, BAEXRKIEDEIRE Stripe Connect, XE2EAEATEMHHMIZ G5, SNRATLL
ELIR—FEE0iE, HERXE—MEFNGIF: TEF—MUENAFEX, NEAEHRITEA—MEENEN
HAURERREZ B P MR, Stripe Connect B8BTS Lyft #1 Shopify ERT N EE. FHMIIE
Stripe IER, EBENMERIRE: B, XERNFTESELZINTY, BELTEERY, SELMEBERENEETIF”

[01:21:18] David Singleton
English:

We have to have a bunch of regulatory licenses in place, but also there's a lot that you need to do to
actually make the money move and kind of account for it in the right way. Connect is our product for
platforms and marketplaces. One of the things that we've done over the course of the last year or so is
actually taken a lot of the features that we've built in the Stripe Dashboard to help folks manage things
like gathering the right documents from their users, or handling refunds and so forth. We've actually
made them available as embed-able Ul components that are also completely customizable, which these
platforms can take and put inside their own dashboards so they can present a lot of the power that Stripe
is enabling to their customers, without having to do a ton of engineering work themselves.

FRSCERIF:
BRI FHRESTHAEE, MATSS RN ERCKAEHBEEZ THEEM. Connect s NIETER,
TR E—FEEARNEE, RIMIMW—HEES: 18 Stripe B4IERPEFEB AP SEXIYKNE. MBRHE

Thae, ¥R T AJERAR Ul A, MERTEAEH. FarLUEXEAHBRNE CHERIERT, MeE
189 B Stripe IRIEBVSRATIEE, MEFBHSRARENIREH X,

[01:21:53] David Singleton
English:

Look, generating engineering leverage for our customers is just very frequently the main thing that we
can do to help their businesses. We're going to show a bunch of that stuff next week, which I'm excited
about. Then finally, we touched on it already, but it'll be great to show some of the innovation we've had
around Al and large language models. Again, | think it's going to make a big impact over the coming
years.

FRCERIR:

&, RENVEFEIE “TEAAF (engineering leverage)” BEZHNGEN ML SR B R AEEE,
TARIMTEERTIREXERNS. &E, BAEBLRDT, ERTHNEAMKESEESENEIFHEIIESE



o BERINN, ZRERRIVEFEERT o

[01:22:10] Lenny
English:

Well, with that, we've reached our very exciting lightning round. First question, what are two or three
books that you've recommended most to other people?

FROCERIR:
%, MAAARNEBREHNANLRRET, F—RE: fEiAEFRSHR=ABZHA?

[01:22:17] David Singleton
English:

Most means that you have to integrate under the curve, so I'd say High Output Management by Andy
Grove is definitely the book that I've recommended the most. It was a book that really opened my eyes to
how to get the most out of teams over the whole course of my career. Definitely check that out if you
haven't read it already. Recently, we talked about being meticulous in our craft. I've really enjoyed Build
by Tony Fidel. Tony worked on the iPod, and then the iPhone, and then was the founder of Nest. He puts a
tremendous amount of thought into his users and how to build really great crafted experiences. | had the
privilege of working with him very briefly at Google, but | thought the book was excellent in terms of
helping provide some practical pointers there. Then | would be remiss if | did not mention Claire Hughes
Johnson's book, Skilling People. Even though it only just came out, I've recommended it a lot.

FRCERIR:

‘WERZ” BRHREZERME, FIURIAARE - REXH (FF-HEIE) (High Output Management) 4
WNERHEFAHRZNH, THMNBEPRUEED, XABIULERAARR, AT HRINEARFERMNRKY
BEo MIRMERIRT, —EEEEFE. &b, BAWITHERIE, RERERKERE - EERH (L&)
(Build)s EEBE5H % iPod #l iPhone, /E3ReI7 T Nest, it URIFEERBAIRIGNT EX
MWEBE, WEEE Google SMEHHET, HUBXABERULARNAEIFELHE. &E, WRTIRD
Claire Hughes Johnson B9 (EIEAZ) (Scaling People) , FRFAZHAIKER, BARAENIHRAA, BHE
SWFEIRZRT,

[01:23:17] Lenny

English:

Here's my copy. It supports my laptop on here, and ...
R EE:

XERA—A, ERTERERNEIZARERH -

[01:23:18] David Singleton
English:
Amazing. | hope you've read it.

AR ERIE:



XiET, HEMELE,

[01:23:22] Lenny
English:

I've had her on the podcast. I've read, I've skimmed it as much as | can. I'm not building a business right
now. She was in the top 10 bestseller list on the Wall Street Journal, | saw.

FROCERIR:

i LI EE. T, RARMIKT —E, ZIWEEel. FREMELT (EREBR) HHEBH
TR+

[01:23:31] David Singleton

English:

That's right, that's right. It has a ton of very practical advice, so | recommend that one a lot.
FRERIE:

Rih, ", EARZIFELANEN, FIURIFEHET,

[01:23:36] Lenny

English:

What's a favorite recent movie or TV show?
R EE:

RIEREREZHEMATERMTA?

[01:23:39] David Singleton
English:

Okay, I'm going to cheat here because I'm going to interpret that as what's the best video content you've
seen recently? | have fallen in love with YouTube for learning about the really fast moving Al space. It has
been remarkably valuable, and Andre Carpassi has a bunch of really good seminars, but not just that.
Across the whole spectrum, | think there's just so much gold on YouTube if you want to learn a new skill
these days.

FROCENIR:

W, BTN, RILTERN “TMREEIHNRFNISTIRNEARMTA” - BELT#EE YouTube #3) % .
B Al §id, ©IFEEMNE, Andrej Karpathy BR ZIEEFIHE, RALL, WNRIRIMERESEAHFEL
BE, YouTube LEIEZIANE =R,

[01:24:06] Lenny
English:

Is that the channel you recommend, Andre Carpassi's channel?



FRZERIE:

{RHEFRIE Andrej Karpathy BYSTiEMS?

[01:24:09] David Singleton

English:

His channel is awesome if you want to learn about Al.
R EE:

NIRRT R Al, fERYSTEIEE

[01:24:12] Lenny
English:

He's the ex-Tesla Al?
R EE:

fth2 AT HTHL Al AT A?

[01:24:15] David Singleton
English:

That's right. | believe recently, gone to OpenAl, but was doing this kind of on his own for a few months
and has produced a bunch of great YouTube content.

FRCERIR:
it FABEMEIEZET OpenAl, BZRIfIRIHT /LA, FHTRZBHKREN YouTube A,

[01:24:23] Lenny
English:

Great pick. Most people pick White Lotus or something like that and you go with a Al YouTube channel. |
love it. What's a favorite interview question you like to ask?

FRSCERIF:
BT, KEBMASE (BERERM) ZH£09, MIRET— Al YouTube 38, HEW, REERMEIRIR

AETA?

[01:24:32] David Singleton
English:

Okay, well, actually, you will find some recommended interview questions from me in this book. One |
really like actually, because it sounds like a softball and then it's not, is | often ask people, especially for
leadership hiring, which leader that they've worked with they admire most and why. It sounds like a
softball, but it actually tells you a lot about what this person really cares about in leadership. Sometimes,



I'll follow up and ask, "How does that manifest in your own leadership style?" Then, and this I think is
really quite telling, | always ask folks, I'm going to spoil my interview question, I'm revealing it in your
podcast, but | always ask folks, "Okay, so imagine you were their manager. Tell me the performance
review or the development feedback you'd give them to help them be more effective." | think everyone
always has things that they could improve, certainly myself included. Folks' ability to think critically
about someone that they kind of admire or lionize, and how they could actually be more effective, | find
quite telling.

AR ERIE:

%, HLEREBEMEKRIFHEFH—LEEAE, ZIFEEROH—1RZE, FERGIEDE, BEHLE
2 BEBEEN (FIENTERE), EISEINGSES, WwIRRKME, Ata? XIFERRE
B, BEEFMIXNTABREEEFRSTNMELSE, BRERIENR: “XEMASXEPZNEEIA? 7
RE, RRERARMIN—RE (REEMOBRTERERNEXET) : HRE, “F, BREZMIINE
2, BHIFR, MBIt arSiHERLREN, KEPBINEEESK? 7 HINASTIATEIU
CREEIMTS, BEREC. —TARFIEMBEMNRMARIFOA, HEZWMAILMNES, XMEEHIE

BB BRIR) L,

[01:25:30] Lenny

English:

What are some favorite products you've recently discovered that you love?
R EE:

RERIE&AI T M HRE RN~ m?

[01:25:33] David Singleton
English:

The products that | have recently discovered and definitely love is Mid-Journey, also building the
business side of their business on Stripe. For folks who don't know, Mid-Journey is an Al tool for
generating images using stable diffusion, but it's really pretty awesome. I've been using it a lot with my
daughter. We'll come up with stories and we'll generate beautiful looking images with Mid-Journey, and
then she'll drop them into books and she'll write the pros. The reason | think it's pretty cool is | was very
surprised and skeptical at its Ul to begin with, because its Ul is Discord. They drop you into Discord and
you are in a channel where you have to prompt the artificial intelligence. | find it very confusing at the
beginning. It's like, this is not the right interface for this tool, but actually, it's very smart because you
learn from other people on Discord, how they're prompting the Al in order to get the kind of results that
they're looking for. | find that made it possible for me to get a lot more power and value out of the tool. |
definitely subscribe to Mid-Journey and have had a lot of fun playing with it.

FRCERIR:

BRI A MHIEFEEN™MmE Midjourney (IRER—T, t{IAVEWintEEIIE Stripe £8Y) . XFARA
BHA, Midjourney B—RERRET BMEALEHEGN AI TR, EENRE. RELENLILI—ERE: &
N&4wE, B Midjourney £FEEMNEN , ARMEERBABEHETTIXF. ARSERENRERE, &
FEIER Ul REFERIRIFHITEE, EAER Ul ZHAZ Discord, BRI Discord 4li&, iLAREAREIRN
R’Rmia. NIFHREERED, HEXFTERXEXTRZENRE, EXFEEIFFIRA, ANFRAILIE Discord
EFRFAZIMIRMARE R TIARRGEENR RN, XILREBFRIEXNTENE T, HiTHT
Midjourney, ETiGFIEEF



[01:26:36] Lenny

English:

What's your favorite image that you've created, if there's one that comes to mind?
R B

RENEENRENHNERBHA? MNREREIIE,

[01:26:39] David Singleton
English:

We made a cover for a book that my daughter is writing. My daughter is nine years old by the way, so
we're talking here, good children's stories. She made an image of a wolf wearing a purple velvet cloak,
sitting in front of a campfire with a shack in a forest and a nebula behind. It's beautiful. We actually built
that with by combining two images, the wolf and the shack. Actually getting the wolf out of one image
and putting it onto the other, we used the new Apple image segmentation copy and paste thing, which
worked great. It's also fun combining these Al tools, but that one has been pretty good.

AR ERIE:

BB LEESHN—FBET — M EHE, IRER—T, FLILAS, FRUSPHEIENRE. MEMRT —K
ER: —REEREXIBFENR, 2E—EHRMNERNEASE, BREED. FEE=R. BiIEMFLE
BEEARKER (RFMNE) RTmBl. ATIEREM—KEEIRHRKES—KE L, FNBT Apple #ith
MEG D BIEFIRNETIEE, MRBIF. EAXLE A TEREE, BKEENER,

[01:27:17] Lenny
English:

What a world. Two final questions. What's something relatively minor you've changed in your product
development process that has had a tremendous impact on your ability to execute as a team?

AR ERIE:

BERNMHUNER, RERNREE. ARz, RMEIBMERAXM AR, DXERBRITS
ETERFM?

[01:27:27] David Singleton
English:

We talked a bit or about this already, auto deploys and that auto merge feature, but probably the most
profound thing is we put a little button in every single developer tool at Stripe. It is an emoji of an octopus
that is crying. If you click it, it makes it possible to just type in what's gone wrong. Then we have our
developer productivity team read all of those and use them to prioritize what they're up to. Just like
frictionless problem recording turned out to be really valuable. We call those paper cuts.

FRCERIR:

HIMNELWE—L£T, LhNBohEEMBEIEHINE. ErERM&ERIEZNE: F(E Stripe NE—TFLRT
AEHHRT —MNEH, Bffg— “RINES” KB, NRMREE, MANERRABEL 7R A



RNV LEMERANZFIRFAAEXER G, HELAFITERLLR. XM “TEENEERE" RIERIEE
BNE. ENTZA “BRikEMH (paper cuts, BIEMUIMES AREHREA)” .

[01:27:56] Lenny
English:

Crying octopus. | love that.
R EE:

RIUMEE, HERX

[01:27:58] David Singleton
English:

Yeah.

FREiE:

i

[01:27:59] Lenny

English:

Who else from Stripe or Former Stripe should | have on the podcast is my final lightning round question?
R EE:

AR RIERG— A FIZIEWML Stripe RTEATS T ERER?

[01:28:05] David Singleton
English:

| see how this works. Two Stripes | think you should have on. Emily Sands is our chief economist and
leads our information org. | think includes data science, but also the teams that build all of our, a lot of
our internal tools. | think Emily just has great frameworks for thinking about how to translate what's
really going on for users into great sets of metrics that you can then use to get the right action happening.
As | described before, that's super important. The second person would be Michelle Boo. Michelle joins
Stripe as an engineer in the very, very early days, and has been with us for obviously a long time. She's
really our principal product design architect in terms of the actual abstractions that we use to model our
users' businesses on Stripe. | think she has very deep insight into how to think about getting those things

right. | think you would enjoy talking.

R EIE:

HEAAXER T, HREFIRNIZIEMAL Stripes, —{iIE Emily Sands, #E2HRNVEFEZLFFR, TSR]
MESE]. XEEHERT, BEEMERITSRBTANR. Emily BB —ERERNER, BRI

BEXBEREUANFNERER, NMEISEHNT. EMEZaERDN, XEFEE. F-TAR
Michelle Bu, Michelle 7E3FE RHIFUTZMEMINT Stripe, BELERBRAT.. ERHININERE~mig



RN, ASRIAIE Stripe LABF L SEEMFERNZOHR. BIANMENAERGCEXLESRESE
BEBERZNIE, REMSERMEIRN,

[01:28:55] Lenny
English:

David, | so appreciate you making time for this, especially during this hectic period ahead of sessions.
Two final questions. Where can folks find me online if they want to reach out, maybe learn more about
what you're up to you, and then how can listeners be useful to you?

FRZERIE:

David, IFERSFHINESMTE, LHRZE Sessions KRIAICERETHE. &EH M. MRARBEKR
{REL T BRORAVATR, BTLATEMBEREIR? F5, IRARITEENIR =Rt A?

[01:29:08] David Singleton
English:

Cool. Okay. Well, | am @DPS on Twitter. That is definitely the best place to get hold of me, but you can
also check right my personal blog at blog.singleton.io. Useful, honestly, please send me Stripe feedback.
You can discover my email address on my blog as well. | would love to hear how we could serve you
better.

AR ERIE:

¥, B Twitter kS Z @DPS, BPREAAZARZRITFHIMA, REAIUFEENNAESE blog.singleton.io, ZEF
ITARBEE M4, HEW, BAEEAIEXT Stripe IR 5. RAIUERNIER EIXEIFHEMFE. FEEFIFE
I IaNfEIRE BTt A RARSS -

[01:29:28] Lenny

English:

David, thank you again for being here.
R EE:

David, BRBSIREIEIR,

[01:29:31] David Singleton
English:

Thank you. It was a lot of fun, Lenny.
FRCERIE:

iﬁiﬁgq , Len ny, E?Eﬁ@o

[01:29:33] Lenny

English:



Same. Bye, everyone. 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:

B2, AREBEW. FBRHUT. NRIRESEHETEENE, AILTE Apple Podcast. Spotify SHIREIRHY
BENALITHE. Wi, BEREHIMTEIHE TiTiE, XEHPHEHMITREAMINMER, RATUE
LennysPodcast.com i EIFfEEHITTEHR THREZES. THTHEW.



