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[00:00:00] Eeke de Milliano
English:

Process, by definition, is variance reducing. You're introducing it, because you worry that the variance in
your org is too high. You want people to sort of meet a certain standard.

AR ERIE:

MEX L, RIEBRATRILER (variance reducing). 1REINMIE, BEARIBOLALSABNERE RS,
RE B AKEREIR T AT E IR A

[00:00:13] Eeke de Milliano
English:

And the cost of that is obviously, while you are reducing the standard and bringing folks up to the
average, you're also bringing other folks down to the average. And oftentimes, the folks you're bringing
down are your highest performers, your most creative thinkers. The folks who, | think actually don't really
need process to do their best work.

AR ERIE:

MXFHEEARERNE: SiRESRERER —E 0 ARLEIFI9KFR, (REFEEBS 82 ARHRET ¥
BKE, BERRT, BERAENAERRARERIRMNE. REIENNEEZE, K\, XEAHES
REFFEREMEBLREBIIE,

[00:00:34] Eeke de Milliano
English:

And so, that, | think is always the tension that you have with process. And obviously one of the reasons
why companies introduce process much more and more, as companies get bigger, is because it's harder

to get all these folks who don't need processing. You actually want to reduce the variance.

AR ERIE:

FREL, BOANEEREFIREFENKT. B, MERQARAMEZRK, ABIEWRESZHMSINGRE, REZ
—ERERIBASARERZNA FEF LR XM AHEENER,

[00:00:52] Lenny

English:



Welcome to Lenny's podcast, where | interview world-class product leaders and growth experts, to learn
from their hard own experiences, building and scaling today's most successful companies.

AR ERIE:

WOEHKE Lenny BUHER . EXE, REXIHTHRFNTRAFEMERER, NMUMNBILMT BRES&ERHIQ
BINERZLPFS,

[00:01:01] Lenny
English:

Today, my guest is Eeke de Milliano. Eeke is head of product at Retool. Prior to that, she was a longtime
PM at Stripe. She was actually one of their very first PMs, where she helped build some of their
foundational products like Stripe Checkout, Stripe Connect, Stripe Radar, and Stripe Chargeback
Protection.

AR ERIE:

$REFEERE Eeke de Milliano, Eeke B#iE Retool BIF=ffati Ao TELLZ A, MR Stripe BNZE R MmEE
(PM), #hLpr LR Stripe &EH/LA PM Z2—, S5METFLEM ™M, W Stripe Checkout. Stripe
Connect. Stripe Radar # Stripe $E{3f&# (Chargeback Protection).

[00:01:18] Lenny
English:

| had a total blast chatting with Eeke. We covered Stripe's internal culture and what makes it so unique
and innovative. How to foster and protect innovation at your own company. What is the right amount of

process by stage of company? How to build a talent portfolio. And so much more.

AR ERIE:

A Eeke MIFIEE F Do ARV T Stripe WREIX LUK Z AL EWIIRSFEEBCIHIE; MAEES
B ARESFMRIPEET; TRMERNATESZVEENRE; MAMEATAS, UKESHEEAS,.

[00:01:32] Lenny
English:

| am really excited for you to hear this episode. And with that, | bring you Eeke de Milliano, after a short
word from our wonderful sponsors.

FRSCERIE:
REFHRFARFEX—&, ERERITABNEBBSEENBE, 1LKRITVGE Eeke de Milliano.

[00:01:41] Lenny
English:

Today's episode is brought to you by Miro, an online visual whiteboard that's designed specifically for
teams like yours and mine. | have a quick request. Head on over to my board at Miro.com/Lenny and let
me know which guest you'd love for me to have on in 2023.



AR ERIE:

AETEH Miro #BiEH, Miro 2—EAMBEXENRILITNELEMEBR. HE—IMEXK: BiHREK
£ Miro.com/Lenny EHER, HFIFHIRHERTE 2023 EBIFWIEE.

[00:01:56] Lenny
English:

And while you're on the Miro board, feel free to play around with the tool. It's a great shared space to
work closely with your colleagues, to capture ideas, get feedback, and iterate quickly and easily on
anything you're working on.

AR ERIE:

HIRinie) Miro BIREY, ATURBHFEXTMTR, EB— MRENHEZETE, AINILRSRSEREME. iR
B REUR, FXMREEHITHEAIEREITIRE. EMRENER,

[00:02:06] Lenny
English:

For example, in Miro, you can build out your product strategy by brainstorming with sticky notes,
comments, live reactions, a voting tool. Even an estimation app, to scope out your team sprints.

FROCERIR:

a0, 7£ Miro &, {RATLUESEE. Fit. ERRNAKRETEH#TERXE, MNTEERRNEREKE, B
TE—MEENA, BRIMXFABAEHR (sprints) SEE.

[00:02:16] Lenny
English:

Your whole distributed team can come together around a wireframe and draw ideas with a pen tool. Or
even put mocks right into the Miro board.

FRCERIR:

REANDTRE T UESE— N REE (wireframe) BE—E, AEETAEG#EZE, EEFUEIZDEEE
(mocks) Fi# Miro ERE,

[00:02:24] Lenny
English:

And, with one of Miro's readymade templates, you can go from discovery and research, to your product

roadmap, to customer journey flows, to final mocks. You get the picture.
R EIE:

mE, A Miro ILEAIEMNR, REIASTTAM AR, B-miBs&E, BEIEFKREE, REIRELREE
Egéﬁiﬂio ﬁ]ﬂ%?\zglu\ugo



[00:02:33] Lenny

English:

Head on over to Miro.com/Lenny to leave your suggestions. That's M-I-R-O.com/Lenny.
R EE:

1&81A18] Miro.com/Lenny 8 FREVEIN. WMHEZE M-I1-R-O.com/Lenny,

[00:02:41] Lenny
English:

This episode is brought to you by Notion. If you haven't heard of Notion, where have you been? | use
Notion to coordinate this very podcast, including my content calendar, my sponsors, and prepping guests

for the launch of each episode.
FRERIE:

AETIEH Notion BB, WIRIRIAKZITiRE Notion, FBIRETERZEMEILT? FoA Notion RiDEX MEZHIFR
BE5, 2ERFER. BYEERE, UKABETENATESEERF,

[00:02:55] Lenny
English:

Notion is an all-in-one team collaboration tool that combines note-taking, document sharing, wikis,
project management, and much more, into one space that's simple, powerful and beautifully designed.

AR ERIE:

Notion 2—REREMEIAMMELR, ©REC. XEHE. £E (wikis). MEEEFNEESE—IMEHE.
A BKIHEEN=EE,

[00:03:06] Lenny
English:

And not only does it allow you to be more efficient in your work life, but you can easily transition to using
it in your personal life, which is another feature that truly sets Notion apart. The other day, | started a
home project and immediately opened up Notion to help me organize it all.

FROCERIR:

ERMNEEILMETFRESN, EERMTEINALEERERA, X2 Notion EERMMENSZ—MFm. Al
LR, BAFRT—IREBE, 1IZI7$TFF Notion REFHEE—T],

[00:03:21] Lenny
English:

Learn more and get started for free at Notion.com/LennysPod. Take the first step towards an organized
happy team, today. Again, at Notion.com/LennysPod.

FRCERIR:



1318) Notion.com/LennysPod T B ZERHREFIGER. SKMALERERF. RREAMNE—D, Mt
BXREE: Notion.com/LennysPod.

[00:03:36] Lenny
English:

Eeke, welcome to the podcast.
R EE:

Eeke, WIMREFEE,

[00:03:39] Eeke de Milliano
English:

Thanks so much for having me, Lenny.
FRCEIE:

EBREBIER, Lennyo

[00:03:41] Lenny
English:

It's absolutely my pleasure. A bunch of people have told me that | need to have you on this podcast. And
actually, a big thank you to Snir Kodesh, who | believe is a colleague of yours, who gave me a bunch of
interesting questions to ask you. So, | hope you're ready.

FROCERIR:

HXEHHRE, REAMRBER—EBIBFMHK. KFRL, 45505 Snir Kodesh, HBEMRIRNRE, fthis
THRIRZEEAVREERR. FRA, FERERT T,

[00:03:53] Eeke de Milliano

English:

Awesome. Very ready. Snir is the best, so yeah, I'm excited.
R EE:

KET, BE&EFT. Snir B&EN, PRURRERRS.

[00:03:57] Lenny
English:

So you're currently head of product at Retool, but before that you spent a lot of time at Stripe. You spent
six years at Stripe. And so, before we get to Retool, | actually want to spend a little time on Stripe.

AR ERIE:



{REHIZ Retool =@M T A, BTELLZEIRTE Stripe ¥ T RKAj8], EEENE, FRLUUEW Retool Z AT, K
RS TE S BB ENED Stripe,

[00:04:08] Lenny
English:

To set a little foundation, could you just talk about some of the things you worked on at Stripe? And
maybe some of the things you're most proud of, during that time?

FRSCERIE:
AT SR, (REERIKIFIE Stripe TIEEREI A RN — IR IG? HEEIREITERIRRI|IUNZEMNEF?

[00:04:15] Eeke de Milliano
English:

Yeah. So when | joined Stripe, | joined Stripe in 2013. It was pretty small at the time, it was around 50
people. And Stripe didn't have any product managers at that time.

FRCERIR:
9789, Fi2 2013 FEANN Stripe B, SHFRFHRR), KRB 50 Ao BEY & Stripe ERB FE A~ mEIE,

[00:04:23] Eeke de Milliano
English:

And | think Stripe was kind of famous for that. And it really wasn't because we were anti-PM in any way. It
was mostly just because we were building this product for developers. We had a lot of really talented
engineers, who were essentially doing the PM job.

AR ERIE:

A8 Stripe HREAELMEZ. XHFAZEABRIIR PM, TEZRAABRMNEEANFALREBNE=R. BRITER
ZIFEEALENIRM, iIKFEAET PMBYIE,

[00:04:36] Eeke de Milliano
English:

So | actually joined Stripe as the first account executive, which | think is pretty funny, now that I've seen
real account executives do their jobs. Because | really just had no business doing that job. But it also
really wasn't your typical sales job, in that most of Stripes volume was inbound. So | was really just
spending all of my day talking to customers, helping them figure out how Stripe might work for their
particular business flows, and payment models.

FRCERIR:

FRIURSRUE—MIZFEZE (AE) BIBHIN Stripe 9, I7EEIEER T SHFERN, RANERIRSEE
B AE BRI TIEN Z /G, RAMBENBAFTASZSHERMN TIENER. B ARESRUNEETE, EX
Stripe WA DWW SEELEENR LT (inbound) . FRARBREEMZF M, HMIIFER Stripe W0fa
SR T E B L SRR S (SR,



[00:05:03] Eeke de Milliano

English:

And a lot of it was, | think, what PMs do. It was just talking to customers, understanding their pain points,
and really helping them figure out how the product might do that. And to this day, when people ask me,

"Hey, what's your advice for going into product management?" I'm like, "Well, you should go get a sales
job. I think it's pretty valuable."

FRCERIR:

BB LIENRZABTHEHLMZ PMEME: 5FFXX, TERMINER, FEEEMUNFERE~m
IAARR XL, HEISK, HAMNEEK “HNFREBTIEFLEN B, BIiR: “FRIZLEM—
MHE T, FANXIEEENE."

[00:05:21] Eeke de Milliano
English:

But, it's kind of a long story to explain that, at the time there was this one sort of business model, the
two-sided marketplace business model, that was just becoming huge. And you can't even really sort of
imagine that now, but back then, Airbnb, Lyft, Uber, all those marketplaces, it was quite a new way of
doing business.

FRCERIR:

PRIER, HRE—MISER—XNAMHF (two-sided marketplace) BN ——EFRIELR, IEIRAIRER
AR, BTEABEY, Airbnb. Lyft. Uber XET G, EHEIFEHFAIEWIRT,

[00:05:41] Eeke de Milliano
English:

And so, | was talking to all these customers and they had pretty complicated payment needs. So it was
like, one payer putting in funds and it's getting paid out to a recipient. So an Airbnb guest and an Airbnb
host. Or multiple payers putting funds in and it's getting paid out to one recipient, like a GoFundMe
campaign. Or one payer putting in money and it going out to multiple recipients, like with ClassPass,
where you get a subscription and then it gets paid out to a bunch of studios.

FROCERIR:

HEMERMHOXEZPHEFREERNAER, i, —MRATFARE, AL —TERA (0
Airbnb FIEZEMER) ; ESMIMABANRZZAL—TWRA (W0 GoFundMe B9 EFESN) ; BRE—
MIRANMEE, DREZMURA (U ClassPass, fRE—MTE, ARBREDAALARZSEITIEE),

[00:06:10] Eeke de Milliano
English:

And then on top of that, all these platforms and marketplaces started having all these pretty complex
regulatory and compliance requirements that were pretty different, country to country.

FROCERIR:



PRt Z5h, FrAXEFTEMhZFitEIRIFEERANEENSHER, MASEZEEREX.

[00:06:18] Eeke de Milliano
English:

So it was just this really complicated financial infrastructure problem, and Stripe actually didn't really
have the right solution for it. And no one else in the market did, either.

FROCERIR:

FRLUX R — N EE S RXMNERMEMIGHIRIM, XK Stripe HEERENMRAAR, HiH LEMATHER
B

[00:06:28] Eeke de Milliano
English:

So at the time, this Stripe engineer, Brian Krausz, started poking around at this problem. Because | was
talking to so many of these customers, we started talking about this problem together and poking
around. And that actually resulted in us launching this sort of evolution of this product that we had at the
time, called Stripe Connect.

FROCERIR:

LY, Stripe BIITF2)M Brian Krausz FFIARX N, RAFKEMT KEMEETF, BIVEFBR—EITeH
KRR, IRZEEHRIED T ENEEFRI—#hR, UM Stripe Connect,

[00:06:46] Eeke de Milliano
English:

That was easily, | think, one of my favorite products | worked on. Not only, it ended up actually being
really quite significant for Stripe's business. But also, because it was the first product and I think that's
always pretty special.

FROCERIR:

BEMERRERN=BZ— FTNENEREN Stripe W SE=ETEATM, FRANERENE -1
m, HEEXEEREH.

[00:06:58] Eeke de Milliano
English:

And then, the second product that | think of very fondly during my time at Stripe, was this product, Stripe
Radar. So Stripe obviously processes a lot of payments. Wherever there's money, fraudsters will kind of
follow.

FRCERIR:

KT Stripe HABIIEE SR E =M@ E Stripe Radar, Stripe REBAEXZ M55, MWBEEHK, WFMIR
2R,



[00:07:12] Eeke de Milliano
English:

And there were certainly some merchants who were just particularly vulnerable to payments fraud. So,
someone's using stolen credit card information to essentially purchase a good.

FROCERIR:
B —EBHE B SR ETEIENR I, thin, EAERENNERFEERBEEE M.

[00:07:21] Eeke de Milliano
English:

And if you're not in payments, this is going to sound kind of shocking. But if a merchant processes a
payment from a customer and that customer used a stolen credit card, the merchant is ultimately on the
hook for those funds. So it can be detrimental. The merchant who's trying to run a real business is just
losing all of this money, because there are all of these frauds who are buying stuff from them online.

FRCERIR:

MRRAMEZ AT, XIAFERAEERER: NRERVET —ERBEFHLR, MEELERNZESE
RIEAF, BABKRKABREXERTHHRRK. XAEEHMI, PEELXEELENBREENXLEREL
MR F RIS E,

[00:07:48] Eeke de Milliano
English:

So | really liked working on that product. So the product at Stripe was essentially, we built a bunch of
machine learning models to try and predict when a payment was fraudulent. And then we built a product
on top of that, to help customers understand why we were blocking payments, and help them write their
own rules around that too.

FROCERIR:

FRAFRAEE ERMX N Stripe BIX N mA B ERIANHET —RIINBFEIERE, HEFN—EH]K
EEAERIIFE. ARFNEEEM EMET —1 5, BBMEFFERRNATAZESERLENR, A&t
{11%lE B SEIFM,

[00:08:03] Eeke de Milliano
English:

And that was really fun, both from an anthropological perspective. Because we were kind of hanging out
in corners of the internet where you wouldn't usually go if you were doing only legal things. So we were
trying to understand who these fraudsters were.

AR ERIE:

XEEEB, EEFRAXRFEFR., AARMNSHLTERNN—LRMAT, IRMIABSENERE, 85
RAREBEN. BT A LERF IR,



[00:08:16] Eeke de Milliano
English:

But it was also really cool from a product perspective, because of all the kind of complicated product
questions around how humans should interact with Al and models. And | imagine a lot of the folks in the
latest movement in Al are thinking a lot about that too. It's like, "How do you explain a model to humans?
How do you let them interact with it?"

AR ERIE:

M mBEREERE, RNIRREXFTALRNMES Al IRERTENE R miad. HBIE ADRBRIR
ZAEEREXERER, thin: “fRINEREASEERE—MER? (RIS 232E? ~

[00:08:33] Eeke de Milliano

English:

So, both those things were really, really neat.
FRCEE:

FREL, XMEEHIFEIFEERR.

[00:08:37] Lenny
English:

| actually use Stripe for my newsletter. It's how folks subscribe. And when | log into my Stripe Dashboard,
there's so many products. | don't even know what many of them do. But I've often seen Radar being
pitched to me as something | should pay for.

RS ERIE:

HAVETEEIN (newsletter) EILFTEA Stripe, BBIXRBFITHNWA . HEER Stripe 5EHN, BEWN~&HA
X%Z7, REBEEFMERTHAN, BREEEE Radar FHIEFLE, HERLIZEERNINEE,

[00:08:53] Eeke de Milliano
English:

Nice.

FSCERE:

KFT o

[00:08:53] Lenny

English:

And | feel like I should probably turn it on. That sounds really useful.
FR ERIE:

BRURFRAERENNZARE, ERFEEER.



[00:08:57] Lenny
English:

One thing, that | want to dig in on... So you said when you joined, there were no PMs at Stripe. How many
PMs were there when you moved into product at Stripe?

FROCERIR:

B—HEHBRNT BT fRRIRIINES Stripe 28 PMo BBA LRI EI~mEBI I8, Stripe &4
PM?

[00:09:06] Eeke de Milliano

English:

That a great question. | want to say maybe three or four.
R EIE:

75, FEAMIE =TE,

[00:09:10] Lenny
English:

Wow. Incredible.

R EE:

B, RARB

[00:09:12] Eeke de Milliano
English:

Yeah.

FRZERIE:

=i

[00:09:13] Lenny
English:

And you said Stripe is kind of known for being really late to PM and... | don't know if | want to say anti-PM,
but there's a lot of sense of, "Why do we need PMs? We have amazing engineers who can decide what to
build."

FROCERIR:

frE2E| Stripe LURERA SIN PM MER - HAMEZ A ZA “&k PM” XMF, EYRBLE-HRENST
B: “NHTARNFEPM? HIEXALEBIREMN, WITELUREZSH A"



[00:09:23] Lenny
English:

Is there anything you can share around that general philosophy of Stripe? And was it effective? Was it
good? Because a lot of companies are anti-PM. And | think they always point to Stripe, and Snap is
another example of, "We don't need PMs. Look how far these companies got with without PMs."

FROCERIR:

KT Stripe WXMERBESE, RETFARTUDZENG? XFECEERIT? F15? RARZSQFEHR PM, ]
BEE Stripe #fl, Snap BB —MiIF, . “BIFHFEPM, EXLEREERE PMHNERTET ZiT.”

[00:09:38] Lenny
English:

Is there something unique to Stripe that allowed them not to have PMs? | think there was like 200
employees probably, by the time they had their first PM.

FRCERIR:

Stripe BEHE AT ZIEMAITAI AR PM? HBEMITEE 1 PME, RBAHELE 2008 R7ITT
Mg,

[00:09:44] Eeke de Milliano

English:

I think we actually had our first PM at... | want to say at about 100 employees.
R EIE:

BEFNNBE— PM Y- KELZTE 100 AEBRIBS R,

[00:09:47] Lenny
English:

Okay.

FRCERIE:

48,

[00:09:48] Eeke de Milliano
English:

But yeah, no, it was late in the game. And actually, maybe just to pattern match. Retool also didn't really
have PMs for a while.

FRSCERIE:
BHfsE, ERMNNERELRERET,, EhFLE, #2EL, Retool E—ERRYEIAMEHEEIER PM,



[00:09:57] Eeke de Milliano
English:

And | think actually both in the Stripe case and the Retool case, the thing that both of these companies
have in common is, you're building for developers. The people who are building the product are the
customers in a lot of ways. So, they get it. There's really no reason why you should have, in some ways, a
middle man trying to figure out, "Hey, who's the customer, and what is it that they need?" And what are
their pain points?"

AR ERIE:

FIAA Stripe Hl Retool WHBRET: MEBENFLREWE M. HRZLE, WEFRHATIMEERE
Fo FREL, ftufilE. EREMIEE L, HLKBEBRFE— “FEAN” ZBHE: R, FEF2E? WNFER
a? IR REfA? ”

[00:10:19] Eeke de Milliano
English:

And | think the moment at which it became clear, "We really do need PMs at Stripe." And | think we felt
the same way at Retool is, your customer base starts expanding. You start having different kinds of

customers. You need to understand the whole market, all of the ICPs that you're going after.
R EIE:

HIAATE Stripe (LURE3REY Retool) FiRE “TATEMFE PM” BUBIZY, BHIRMZ BB KiY, R
FRAERERENER, (REETHEITE, URMRETERMAEEREZAE®ZR (ICPs).

[00:10:35] Eeke de Milliano
English:

And the organization gets more complex. | think Stripe... Gosh, in particular, it's just an extremely
matrixed organization in business. Because every time you launch a product, you're having to think
about, "Well, how do we do this in other countries? There's different financial infrastructure. How do we
think about the legal side, the compliance side, et cetera?"

AR ERIE:

MEBARBFEME S, Stripe LHEUILL, ENLSZE—MRAESERNEENAR, AASHMREH -1
m, REBRAER: “EHMEREAM? BENEREMIZEAR. ZREE. SABEEAEER? " F
F.

[00:10:51] Eeke de Milliano
English:

And | think PMs can really kind of bring that whole story together and make the whole machine move. In

addition to understanding the customers, and the value prop, and what the overall strategy was.
R EIE:

AN PM BEBEIEEXERRHEE—E, LB MISERER. RTEREF. NMEZRKMBELERZ
4+, XIERZ PM BYTEF.



[00:11:04] Lenny
English:

That's a really good reminder of, engineers and designers can do the work of a PM, but often they don't
want to. There's a lot of non-fun parts to it. They're like, "Oh, | wish we could have someone here do these
things." And PMs enjoy that work. They're good at it. And so, eventually engineers and designers realize,

"Okay, | see why maybe we should hire a PM."
FR3CERiE:

XE—NMRFAVIREE . TRIMAIZITIMEl LIS PM B T(E, E@EM{]IFEM. PM TERHERZTEBIH D
=48 ‘R, RALEEARRLIBEILERE,” T PMENXLETIE, HBKXLE, FUKATREMAIZIT
MEFIRE:  “F8, HARNFATINNZENPM T,”

[00:11:23] Eeke de Milliano
English:

| say this often actually, to folks who are thinking about going into product management. "That's

awesome. Just be really, really sure about what you're signing up for."
FRERIE:
BREFEWNBERHANTREBTFHOIAR . “XEEF, BIFSHERIREIRERE—MDTAFNES

[00:11:33] Eeke de Milliano
English:

It's kind of the same as, | think a lot of people want to become a manager. But just so you know, being a
manager is like, "Hey, you're doing performance reviews a lot. And you're in one-on-ones a lot." You have
to really love that kind of work. And | think in the product management case, it's also like, you're
constantly working across a lot of different teams. You're trying to influence a lot of people who don't
report into you directly, to do a bunch of stuff.

RS ERIE:

XEREGRSZABEZE, BRENE, YLEEREMEMARENSHOITE, FREN 1M 12 RHMR
HOREXXTIIF AFmEEPHENL, RAEERADE, HREZMFSHAERRIMCIRHAERT
p—3EEB,

[00:11:54] Eeke de Milliano

English:

And if you love that, that's great. But you've got to be sure you know you're signing up for it.
R EIE:

NRIAAFEXLE, BRFT. BIRABIHEE B SHEXE ERRM.

[00:12:00] Lenny



English:

Yeah, that's a really good comparison. When | first became a manager, | was an engineer, actually. And |
was managing engineers. And then, when | moved on to something as an IC engineer, again, | was like, "I

will never manage again. That was no fun at all. Why would | want to do this?"
R EIE:

BH, XPMEREML HERIELERNELENTRRN, EBAEMTIREN. ERIREMMOIRISTEME
(IC) I#gmes, FAl: “HBUEFARIZET, —_BBERE, RAFTAETIN? 7

[00:12:12] Lenny
English:

And | imagine people get into product thinking they're going to have all this control, power, influence.
And then they're like, "Oh my God, this job is so freaking crazy. What did | sign up for?"

AR ERIE:

BRERZABNTRIABERSZEEER. NOMEMWA. ERMINZLKIM: “Km, XTEEGERT, &K
ARETHAGR? 7

[00:12:20] Eeke de Milliano
English:

It's so hard.

R EE:

BEAYRME,

[00:12:23] Lenny
English:

Yeah. That reminds me, something that | heard you did at Stripe is, you wrote their internal culture guide.

It was like a quick start guide to culture at Stripe, that | think was maybe shared with early employees.
FREiE:

B, XILFARGEE, FIMRIRTE Stripe I —HF: RES THNBIREBXLIER. FBRERZ Stripe XLBIR
BANIJER, RRESNARRIELEHRTIEN,

[00:12:33] Lenny
English:

And if that's true, I'm curious what it is about Stripe's culture? If you could just briefly share just what
makes Stripe so special. Clearly, it's one of the most successful companies in the world, in history. | know
there's been a a slowdown with the market. Everyone's slowed down a bit.

AR ERIE:



NRZEM, HRBAE Stripe IXUBIRZHAER? REBEDFE— TR AL Stripe SNL4F5IE? £
A, ERAELEREMINNATZ— RAERIEHHEIKE, ARTMETRT

[00:12:48] Lenny
English:

But it feels like Stripe has been incredibly successful and continues to innovate like crazy. Hires incredible
people. People that are starting amazing companies.

AR ERIE:

{BRXDE Stripe —HIFE ML, HEAFESRIELIH. MIEATREABTHAL, XEAGKXEDTHSZTH
AT,

[00:12:56] Lenny

English:

So | guess back to my question, what is it that you think makes Stripe's culture unique and special?
R EE:

FrIAEIZIFRAVRER, fRIAANRHALL Stripe RIS IRAFAIF5!?

[00:13:01] Eeke de Milliano
English:

Yeah, that quick guide to Stripe's culture. | think we wrote it, maybe when we were around 150 people or
so. And we actually wrote it to share with candidates.

FRZERIE:

EHY, BB Stripe XLIREIER. HEKNT IR, ATRAEE 150 ALH. HRINFEHVRELED =
LARERER.

[00:13:10] Eeke de Milliano
English:

Because the idea was like, "Look, we're kind of opinionated about how we do things here. Most
companies struggle to describe what their culture is. Like, how does a fish describe water? But it's
worthwhile getting a sense of the things that we feel opinionated about, and that you might like or you
might not like."

FRZERIE:

EABNMNEER: “F, BRINXENMEANREEN. RSEAQEHREWRE CHXURTA, &
BIRMERERK—1F, BiLRTRB—TRMNEFNRARRENEN, MAUEIER, BAgFR"

[00:13:29] Eeke de Milliano

English:



And actually, when we put out the guide, our metric of success was that, more of the right people would
apply to Stripe and fewer of the wrong people. And there was a whole section in there, | was like, "Hey,
look, we work pretty hard here and that is certainly not for everyone. And hopefully you're excited to
come and work really hard with colleagues who really care, and that's the reward." So, that's maybe one
example.

FROCERIR:

Sfr b, HIJEMNEBXOIEEN, FMNVRINERE: LESMNBARIS Stripe, ILAREGENALEHIE, 158
BE-BIETAHRER: R, WE, RNXEBIFEREND, XEEFTEEGHAA. FEMRERENEN—H
HIERANRSZE—ESHITFEMREE, XM20R.” XAJgER—MF.

[00:13:56] Eeke de Milliano
English:

On Stripe's culture and what's made it so successful. I've really been thinking a lot about, "Were there
one or two pivotal points or decisions for Stripe, that really set it on its path to success?" And | don't think
there are, actually. Every time I'm like, "Well, if this hadn't happened..."

FROCERIR:
X TF Stripe XL UARZFALLEMIELAT), H—HERE: “Stripe BEHE—M M XERIREK, HERTE

TENMINZE? * HXRREHEE. 85738 E "MRXGFLLE 7

[00:14:16] Eeke de Milliano
English:

| can always reason my way into, "If these other things would've happened, Stripe would've kind of
ended up in the same place."

FRCERIR:
HEEEHESH: "WMRRETHMXESR, Stripe REABIRERFHNSE,”

[00:14:24] Eeke de Milliano
English:

So | think what Stripe was actually particularly good at... And by the way, you should take all this with a
humongous grain of salt, because | haven't worked there since 2019. But, at least my experience when |
was there, what Stripe was really good at was just making, not just one or two good decisions. It was
making a lot of really good decisions all the time, big or small.

AR ERIE:

FrIA3RIA A Stripe EEBRKHAZ - INER—T, XEWRNESE, FRFHE 2019 FERFEREIE
7o BEEDREHYEIEZL, Stripe BRIOFMUNEBME—RNFRE, MEHLZW—MMEKXEIERTR
|/, TR/

[00:14:44] Eeke de Milliano

English:



And that, | think, was quite cultural. There was this humongous respect and enthusiasm for thinking. It
was such a part of the culture. One of the values was, think rigorously. Every meeting was very much like,
"Hey, how do we think about this thing from first principle?"

RSz ERIE:

FIANNZXERKREE LEXUER. ATRMN “BE” BEEANEENRE. XBEXUN—&HD. HP—
MMEWIZE “THERE” (thinkrigorously) s BXSWERIEERE: IR, BITMNAME—MEFRIEHARKR
EXHE?

[00:15:03] Eeke de Milliano
English:

No one would ever say, for example, "It's a best practice to do X." People would be like, "Well, why?" You

had to go a few levels deeper. So that was, | think, one piece.
FRERIE:

flgn, KEASH “MXBRERE" o AMIRE: “RHA? 7 RETURNERLDER. FHIANXZHF
—5

WO

[00:15:14] Eeke de Milliano
English:

The other piece... And a lot has been written about this already. Stripe had a very strong writing culture.
All communication was along from writing business reviews, strategy memos, product reviews. There was

a lot of writing that happened.

SR RTFX—RBEAREXEEI T, Stripe BIFERENGEX K. FAERABEHEESE: W
SEm. HERESR. Fmitit. ARRBERENSF.

[00:15:26] Eeke de Milliano
English:

| very strongly believe this. | don't think you can be a good writer, unless you're a clear thinker. And if you
couldn't write well, | think it was actually pretty hard to be successful at Stripe, at least in the early days.
So | think Stripe just cultivated a lot of really good writers, and by input into that, a lot of really good
thinkers.

AR ERIE:

CRIEX—R: FRIFRBLEBM, SNRTERA—REBNEFE, MRIFERLF, FHINNTE Stripe RIEIR
"Rz, ELVERHEXMF. FIUIHTRE Stripe 1557 T REMBNEFE, EMEERTRERFHNEEZE,

[00:15:44] Eeke de Milliano

English:



And then, | think the last thing that Stripe was really good at, was not overthinking decisions. Because
that's kind of the flip side of this really rigorous approach, is that you lock yourself into a room and can't
come out for five days. You have to be good at making a lot of decisions, and the right decisions, quickly.

RSz ERIE:

&a, NN Stripe EEBRKHNS—HEERIEYERR. FAXMTIERZNREME(MEE SHEREE
BREXRHERR, MEFTHEKIREMEKEERBRE,

[00:16:01] Eeke de Milliano
English:

And one of the things that we would always sort of kick around a lot was just the idea of, "Is it a trapdoor
decision?" Which | think is an Amazon concept.

AR ERIE:

BINZBITIeN—MESR: “X2—1 MY (trapdoor) JRHMG? * FHAAXZIL S EMEHAVEEZ.

[00:16:12] Lenny

English:

One-way door, or two-way door.
R EE:

BaE ERWE T,

[00:16:13] Eeke de Milliano
English:

It's like, "If you make this decision, is it one door, or is it two doors? Can you come back from this
decision?"

FRSCERIE:
MER: “NMBEREHTXNRE, SREEANTENE? (REEREXNARER? ”

[00:16:16] Eeke de Milliano
English:

And | thought Stripe was actually really good at being rigorous... Back to the rigorous point. About what
actually was a trapdoor decision.

FRCERIR:
LS Stripe E™EM LMISIFEL - BRI EX—R, MtITEEERFIET AT ZELERN TG RHE.

[00:16:22] Eeke de Milliano

English:



So | think a lot of people, for example, think pricing is a trapdoor decision. But actually, it's really easy to
grandfather your existing users into some existing pricing model and change pricing for future users. And
if you believe that the product's going to be successful, your early users are only going to be a fraction of
that pricing model.

FRCERIR:

5, REANAANENB— P AAERUREK, BEFFL, ILMERAPREIBNEERE (grandfathering) , FERY
NFARERENZBIFERTZHN. MRMEETmIML), BARRARRESRKENREBFB—/NED.

[00:16:41] Eeke de Milliano
English:

And if the product's not successful, then Who cares if you change the pricing model? So | think that's a
really good example of, people think that's a trapdoor decision, but actually you can move much more
quickly on that decision than you think.

FRCERIR:

MR RMARY), ESEFRRARENREIE? FAUAXR—MREFNFIF: AMUAIBERATREIRR, BE
Fr_EfRA] LA AR R R E IR R TE

[00:16:52] Eeke de Milliano
English:

And then, a decision that definitely felt to us very much like a trapdoor decision, that | think Stripe took a

long time being really rigorous about, was titles. | think Stripe's kind of famous for not really having titles.
FEiE:

MA—NHBHATRIFE NG BT BORE —FKIN R Stripe £ 7 B KB 8 ™= E 3 519
(titles)o Stripe UREAIREREMIE R

=3

[00:17:03] Eeke de Milliano
English:

And | think it was right to be rigorous around that decision, because once you've given someone a title,
you can't really take it away. So you better be sure about the title you want to give someone.

FROCERIR:

FIANTERXNRRERFFERERD, RAAN—BIRGETEA—DIRE, (REtRMEWEL, Fr ARSI H#EE RS
HFENT ARBERST

[00:17:16] Lenny
English:

Yeah, the titles are hilarious. | put together a career ladder doc of all company leveling names across all
the big companies.

FRCERIR:



2HY, REREE, REEI—MPEALQERERIMEENE, 1BR T ZHKIVIREKZT.

[00:17:26] Eeke de Milliano
English:

Is everyone a lead, at Stripe?
FRCEE:

7E Stripe EFA2E8 AR “AHEAN

[00:17:26] Lenny

English:

(Lead) ?

And it's like, product manager, product manager, product manager, product manager... Yeah. And there's

a lead here and there. Yeah, VPs are basically a product manager or a product leader, something like that.

AR ERIE:

BEARLMErmEE., FafE. FmitE

NFEZEH,

[00:17:36] Eeke de Milliano
English:

Yep. Yeah.

R EE:

R o

[00:17:37] Lenny

English:

------ 269, BREEMEA, VP EE HERENEREENTS

Hilarious. You talked about this idea of first principles. People talk about that often as, "We want to be

first principle thinkers. We're going to think from first principles."

AR ERIE:

XERRT, MR TEMHRE, AMIEEHR: “BNBRAE—MHRERZE, HMNEME—HREL

o

[00:17:47] Lenny

English:

How did Stripe actually operationalize that, implement that? Or was that just founder, top-down,

continued questioning people, and that trickles down? Or is there anything else that they did to instill

that mentality?

AR ERIE:



Stripe SKfR L B ANEHREAMAITX —RAEY? BNNELIBAB LM FMAREGRRIGT, ARXMXSETE
B? BN T Hth ASFBRE X OS?

[00:17:57] Eeke de Milliano
English:

| definitely think it's founder, top-down. They were really good about hiring people who thought that way,
too. So it's just all that stuff. It just really, really trickles.

AR ERIE:

HAXANXZLIBAB LM TR, MITEIFEERKERABLERFRELRNA FIUXERARSXIF
BEEZEN.

[00:18:05] Eeke de Milliano
English:

And actually, to this day, when I'm preparing a memo, or a board deck, or something. | imagine in my
head, I'm like, "What if | had to present this to Patrick?" And my ideas just get so much better, because |
can sort of think about the questions they would ask.

FROCERIR:

FEXE, HISX, YREEETRAEFTEHREN, BRFERSE: “WRAELXNMETES Patrick
(Stripe 845 N) BREH? 7 REVEZELZFEIFSE, EAFKAIUTEEI SRR,

[00:18:23] Eeke de Milliano
English:

So, | think that was one. | think the other one was just sort of this writing culture piece. Once you start
writing things down, you realize, "Hey, that actually doesn't make a lot of sense."

FRCERIR:
FREL, HINABRHR— EZMETEXK. —BERFRIBABET TR, MMEEIRE: TR, XHLZER

i8o”

[00:18:33] Eeke de Milliano
English:

And then, | think the third thing actually was, there was just always a lot of questioning about the status
quo. So if something had been done in an industry for a long time, people would always be like, "Well,

why was it done that way?"
FR3CERiE:

FZRKFLER, ATABLENMRTEREE. WREMTURAUR—BUEMSNIEE, AS206E):
N AEEREE? "



[00:18:46] Eeke de Milliano
English:

And | think this is actually how Stripe got its start. | think when Stripe started, if you wanted to set up a
merchant account, it could take weeks. And everyone just assumed that's what it took. And of course
John and Patrick were like, "Well, it doesn't actually make that much sense why it should take that long."

FROCERIR:

FIAFXIER Stripe BU2R 28, Stripe 8138, MRIMEFIE—TIERKS, FJEFE/LANE, AKEIE
FREAMINNFIZX AR T John # Patrick MIAA:  “XiRAKEE, AT ABRRIBAKESE,”

[00:19:00] Lenny
English:

You shared some of the values... | don't know if they're just called values, core values, at Stripe. But, is
there other ones you can share? You said one is think rigorous, or don't overthink. What are the other
values at Stripe?

FROCERIR:

FRRET —LENEW:--FHAFETE Stripe Ef IR FTEMUNENHIZONEMW. EEEMIEB? FiE—N 2
TERE, —BARELERE, Stripe BEWILEANEIR?

[00:19:10] Eeke de Milliano
English:

Yeah, think rigorously was one. And | think they might have actually updated these on the website
recently, so my recollection is very likely out of date.

FRCERIR:

2H, “TERE BHRZ— RBMIIREFREENLERTXERS, FAUKNICIZRATEELIH
To

[00:19:19] Eeke de Milliano
English:

And Stripe would call them operating principles, actually. Which, | think is actually better. Because values,
you can't really tell people what to value. Everyone has their own value set. But you can tell people like,

"Hey, here's how we operate."
FR3zEiE:

Stripe SEPR EFFZ A “BERN” (operating principles) s FEIEFXMAEEF. FAXF “NMEN” , {RE
BHIFMANZBENHA, EMATEESHNEN. BRAIUEFFAR: 9B, XEHIMNNEEA”

[00:19:32] Eeke de Milliano

English:



Another one that | loved was, move with urgency and focus. It was just really this idea that you're biggest
compatriot and your biggest enemy as a startup, is time. So you have to move really, really, really fast on
it.

RSz ERIE:

S—IRIFEERNE “HERBBNEZEINTH  XEEME—MER: FA—RWEIAR, REANE
RMEANBATZNE FRLURGIITEIEIERE. FE. FFER

[00:19:48] Eeke de Milliano
English:

Customers first, was the other one. Or, users first, as Stripe would refer to customers as users. So those
are some of my favorites.

FRSCERIE:
“BREL BF—1, HEW “BREL" , AR Stripe JBIEEFATANAF, XEERESHHILN.

[00:19:56] Lenny
English:

When | think back to what made Airbnb special in a similar way, the values... We call them core values. |
think were actually really, really important, and turned the company into what it ended up being. And |
was actually there around the time they created these values.

FROCERIR:

[E#&EEsK, Airbnb BEZEMAVEET, BLEMEMR: - HNMZAIZONER. FHUNNENHLFEEERE, BiE
T AE)RARIERE, HRFIEXEMENRN, KIEFET.

[00:20:08] Eeke de Milliano
English:

Oh, awesome.

FRCERIR:

MR, X#E7T,

[00:20:09] Lenny
English:

I'm curious, at Stripe, do you have any recollection of how they came to these operating principles?
Because, as | mentioned, founders are listening. "How do | come up with these for our company?"

AR ERIE:

IIRMBHAE, 7F Stripe, RIFIZFMIIZWMAHELXLEZTERNG? FANEMFKIRER, BRZEIBAE
IrXEE, MITEE: “BZOAARNABRIEXERN? *



[00:20:19] Eeke de Milliano

English:

I'm pretty sure Patrick wrote them. Yeah. | think they came from... Patrick and John wrote them.
R EE:

HRHMER Patrick 5, 289, FABRZ Patrick #1 John B8,

[00:20:26] Eeke de Milliano
English:

Actually, the other value that I love... | don't think they have it anymore, but it was good, the operating
principles. Micro pessimists, macro optimists.

AR ERIE:

KhRE, F—PHRERVNER - HFRAEMNNREIREEREE, BEFANEERNIFELTF: MM LR
MEXE, BMENFRMENE,

[00:20:33] Lenny
English:
Wow.

FROCERIR:

|+
I:l:I: o

[00:20:34] Eeke de Milliano
English:

Yeah. It was just this idea that, "In the long term, we expect the curve to go up. We very much believe in
the upward trajectory of just about everything. But on the day-to-day decisions, on the minutiae, we're
quite critical. How do we make sure this thing works?" And we'd think about all the ways in which it
doesn't work.

FRCERIR:

T, ENRZOEZRE: ‘MKEZEFRE, RIS E EIERK, HMNRELFRESYEHL T EANE.
BEABEREMAT £, FHNEERD FINTOFBERIMFER? * RINZREFREAERKBE .

[00:20:53] Lenny
English:

So zooming out a little bit. We've been talking about Stripe. Retool also is a very first principles,

innovative company.
FR ERIE:
THRIBE A —R. FHI1—E7EW Stripe, Retool BR—RIFFRIFE—HFRIE. RECIFHENAE,



[00:20:59] Lenny
English:

Something that | think of when I think of Retool is, during the wild market days of long ago, last year. |
know Retool was very conservative in how they raised money, and the valuations they raised at. Which,
looking back, ended up being a really good idea. While everyone's raising at $100 billion, | think their last
round is a few billion. And it's a very reasonable, conservative way to think about fundraising.

AR ERIE:

82| Retool, HMRBEEEDHRIERIAERE Fo FAE Retool ERMAE L AMEELIFERT. BT LFK
B, XENENMFES. SAREIELL 1000 ZETHGERSEN, ZEMIINRE—BERE/L+HZET.
XE—MIEREME. RTHRMERR.

[00:21:23] Lenny
English:

And so, | guess just thinking about innovation in general. Why do you think some teams are able to run
innovation machines, continue to put out new products, disrupt industries, while other companies kind
of plod along and stay conservative?

AR ERIE:

FRUL, BAEHEEES X LRI, AFARANBELERNEB GG -1k, TEELH~m. BE
Tk, MEMARNIAZT EBEHM. B BH?

[00:21:37] Lenny
English:

Is there anything you've seen, something you bring to teams you work on, to help foster innovation and
big thinking?

FROCERIR:
rERERIMtA, HRERHLENTAKREA, KEHEFUHNEAERE?

[00:21:43] Eeke de Milliano
English:

Yeah, | actually think about the extremes of that question. So not, "Why are some teams innovative?" But,
"Why isn't every team innovative?" | feel like no one wakes up in the morning and thinks, "Yeah, today |
want to work on boring, incremental stuff."

FRCERIR:

2H, REHERSMZXNIENREERE, 728 “AtABERANGEIHA" , MER “AtAFEETH
PAERBRIFA? 7 REFRKBAIERLERNR: “KF7T, SKEBMKELHR. MU A"

[00:21:57] Eeke de Milliano

English:



But, most teams do end up working on pretty incremental stuff. | always wonder, "What is it that's
stopping folks from being creative and thinking bigger?" And | think it comes down to a couple of things
that companies do sort of unwillingly, or not even realizing it.

RSz ERIE:

BRZHHENRARHEHETMIFEDFANEET(F, R—HER: “BAAEBT ANREIEMNH#HITERKR
MBE? 7 RANXPEANQREELERHARERZBIER M LG E.

[00:22:14] Eeke de Milliano
English:

And one is this fear of failure. | think leaders want the upside of innovation, but they're not really willing
to deal with the cost of innovation. Which is like, "Look, if you're going to swing big, you will invariably

stumble sometimes."
AR ERIE:

FRERBERK. RINANAFERZCMBIWE, ERMNAFEERSAIECIMIMA, XMEREME:
“IFE, MRIREART—17, (RARERMSH/RELE"

[00:22:29] Eeke de Milliano
English:

So | think if you want to mitigate that, you have to start shining light on failure. That's really the only way.
You have to start normalizing it a little bit. And obviously, if an individual, or if a team is consistently
failing and not learning. That, you need to deal with.

FRZERIE:

FRUINRAIRBEEXTME, ROTFHIREMK Y. XBHE—RDE, METILABBEESK—R. =4,
RN AH TR BRI, ARRIREELIE R,

[00:22:46] Eeke de Milliano
English:

But | think sometimes it's good to fail. And when you do fail, use it as an opportunity. Don't squander that

moment to not learn.
Fh>CERIE:
BFIANNBHRERWBTFE, HREWET, BEHE—MIE. FERBIBNFESINNZ,

[00:22:57] Eeke de Milliano
English:

But yeah, one example is, instead of calling something a postmortem, call it a retrospective, so that it's a
positive thing. Like, "Hey, we're learning from this thing."

FRCERIR:



20, ZNF, FEBIEEGERN “SEEN” (postmortem), MEMZA “[EIF” (retrospective), X
HEMTR T —HRRNER. G2 98, BIMNXHEPEITREA”

[00:23:07] Eeke de Milliano
English:

And then, | think the other way to kind of mitigate the feeling of failure is, you have to figure out how to
give folks more at BATS. Because obviously, anything that takes one year to ship, and you haven't gotten
any customer feedback, the stakes of that are just going to feel so, so high. If you get it wrong, it's going to

be devastating. So you have to figure out how to lower the stakes.
R EIE:

BIANNS—MERRMBRNGER, FETRIEARTESHN “GIKHE" (at BATS). AAEAR, ERAFE
—EREA ek FERERAEEAER RENTE, HXRHSIEAREIFEIFES. RMREET, B2
SRR, P LR AR AR XL

[00:23:27] Eeke de Milliano
English:

And honestly, | think in some ways it's kind of easy. It's like, "Look, don't put too many resources against
these bigger swings. Have them be small teams." And then also, just get customer feedback as quickly as

possible. Don't wait until the thing is perfect. And that way, you can limit the risk.
FZERiE:

ELW, RASXARMEE LEEEMN. b “FE, FEEXEABEHZH ERAIZHER, LEiR
FoNEIRNIEME.” [ERY, REJERMRIES RiG. FESFIHFRATET A ELR, XEFRFERFIXR,

[00:23:44] Eeke de Milliano

English:

So yeah, | think fear of failure, that's definitely one thing that stops teams from being innovative.
FRCERE:

FrLA, RAIBKKEXZESEPALIFT— M ER.

[00:23:49] Eeke de Milliano
English:

There's a very practical one. Sometimes teams are just getting bogged down by really urgent work.
There's too much tech debt. There's too much product debt. Bugs, instability. It's a massive hierarchy of
needs. There's just no way that they're going to be able to focus on the enlightened, bigger, creative stuff
if they're just heads-down dealing with incidents all day. So if that's the case, yeah, diagnose it and get
your team out of that.

AR ERIE:



BE—TEBIUENRE. ENANIRERESTFEET. BASHRAR. @i, Bug MAREME. X
B—TEANBEREREH, MRMMNBERBAIELLERLEN, REAFARTETREEFGZER. ER
R EELIENER. MREXMIERN, BIEIZEREEA, EIREERAMREFRIEF,

[00:24:18] Eeke de Milliano
English:

And then, I think the last reason why teams aren't always that innovative is because, | think thinking big is
really hard. And to some people it comes pretty naturally. But for most of us mortal souls, it's just really,
really hard. And it takes time. And when you're at a startup and you're just grinding day-in, day-out,
you're treading water just trying to make it through the day.

FRCERIR:

KIANFAAREREHARFBERNERE— T RERE: EABZEMNRER, WELARGEIEEAR, B
REBAKRBFRE, XENIEZIEDH, MEXFENE, SME—RPVEILEHE—BtBtas TIER, R
R%E%giéﬁj:%im&, ﬁtﬁgﬁi}\(_—%o

[00:24:45] Eeke de Milliano
English:

Taking the time to really think about the strategy, and where things should go, and get creative. It's pretty
hard. So | call this... You have to give teams permission to think. So create these moments in your
company culture, in your overall business processes, where you're asking people, you're literally saying,
"Hey, this is part of your job to think bigger."

FRCERIR:

ENEEHEEREHE. KRABHRZERE, XRME PRAREXIRA- - ROALHEN “BEFA o
EMRNRBXAMBERLSREFONEXLERZ, BHRSIFAK: TR, #TERANEZ HEIRI(FH—IR
ﬁo”

[00:25:09] Eeke de Milliano
English:

So at Retool, we have these team charters and we do team planning. And at the bottom of every team
charter we have a section called, Think Bigger. "With 20% more time, what would you do that isn't on this
list already?"

FROCERIR:

£ Retool, FHANEHETE (team charters) HHITHEPAMK. EEHHANERERENED, EMNBE—1TBH
“Think Bigger” BRI, AAR: “WRZLAIR20% BEE, (RMBLEEFAEEE ENEH? 7

[00:25:21] Eeke de Milliano
English:

And then another really neat tradition that we had at Stripe, and we have a Retool now, too. Is this thing
called, Crazy Ideas. So at the beginning of every year, David will send out a blank doc to the org and it's



titled Crazy Ideas.
FRZERIE:

HA7E Stripe BE— M IEEENE S, TITE Retool tBE, AHE “WITAEE" (Crazy ldeas) . FFEFH,
David BIRAEABLE—IDIFAA “Crazy Ideas” BI= B,

[00:25:39] Eeke de Milliano
English:

The Prompt is, "Crazy ideas are ideas that we shouldn't, obviously, do. There's a 90% chance that they
make no sense. But in the 10% chance that they do, they will make a 10x to 100x difference for the retail
business." And then, it's literally just a request for crazy ideas.

AR ERIE:

RTER. “NIEREREBLERNEATZMERZE. €118 90% HHREZELE X, BMNRE 10% B
HMSENERERXE, BN Retool BNV S5HFK 10 FEE 100 FRIRE.” AfE, XAEMIIEESHRIE
A%,

[00:25:57] Eeke de Milliano
English:

And the org loves it. It's amazing. The energy around it is so cool. And it's not just product ideas, it's
different ways of how we should run our organization. Or, it's really cool marketing ideas in there.

FROCERIR:

SRTMEFBERENES. ABT, BREFFESE, MERRRERUE, TEXTFOAEERANTE
B, REFEEOEHST

[00:26:12] Eeke de Milliano

English:

So, that doc is awesome. And whenever | have a down day, | just scroll through that doc.
A EiE:

FRLL, BRI XAEIEE R, SR OBMSEN, HMIEIBEMNXE.

[00:26:17] Lenny
English:

| know that you've launched three different products this year which | want to talk about, which maybe
came out of this big thinking. But a couple more questions just to dig into some of the stuff you just
shared.

AR ERIE:

BAERISFELH T =N AR~ 5m, FERWHXLE, EfAEmRTIMERRE, BERz, ZEB
EJLANREL, RANRN—TMRNA D EBRE,



[00:26:26] Lenny
English:

One is this big doc of awesome ideas. What's come out of that? Because | think of hackathons, and people
have all this energy, and it's exciting. And then they do all these cool things and they don't go anywhere.

FROCERIR:

— P EBDEBLY RFIAXE, ERETHTHA? EARBETEREM (hackathons) , KRFEHE
71, EEME, B TRSBZNAR, EREFEERT T Z.

[00:26:35] Lenny

English:

Do things come out of this? Does it lead to actual ideas that people follow up on?
R EIE:

XHEENEHE? ERERM T AMEERHYSSIREE?

[00:26:38] Eeke de Milliano
English:

Yeah. Yeah, yeah. So every year that we send out the doc, we look at the doc from the past year, and we're
like, "Okay, did we do anything on this list?" And consistently, we do anywhere between three to eight
things on the list.

AR ERIE:

B, B, SERMNALHXEN, MIEMEFNXE, FE: “GE, FRENSERNMTE? 7 £1
B, BSEMEREmTiER EN=2/\FF,

[00:26:49] Lenny
English:
Wow.

FRCERIR:

|+
I:l:l: o

[00:26:50] Eeke de Milliano
English:

Yeah.

FREiE:

=8



[00:26:51] Lenny

English:

Is there an example of a product that launched, that came from that list, that comes to mind?
R EE:

REERBZI N EL LB~ mER BN BERNG?

[00:26:54] Eeke de Milliano
English:

Actually, at least one, if not two of the three products that we launched this last year were on the crazy
ideas list at one point. Like, a year ago, if you'd asked me, "What is Retool's product?” | would've told you,

"Retool helps you build internal frontends really, really fast."
R EIE:

EXE, REHENABH=ZAFmP, ELE- WRFERINIE) BHRTREREFTR L, LiN—F
A1, SNR{RIAIF “Retool B m@EA? ” , HIEIFIR:  “Retool FEHIRIFE BREMALZ A ER R IR,

[00:27:09] Eeke de Milliano
English:

But if you were trying to schedule a query to run at a later point in time, or have something trigger, or run
an ETL task, you couldn't do that in Retool. So that was actually one of the crazy ideas. And that ended up

becoming Retool Workflows, which we launched just last year, in November.

AR ERIE:
BINRFELRH— N ENEREEET, HESEEMMAR, HEiET - ETLHES, {R1E Retool B2 MAE!
B, FRUXEEMEYRMNRIEEEZ— ERATT Retool Workflows, FATEELE 11 BNINIL %,

[00:27:28] Lenny
English:

Okay. We're definitely going to chat a bit about that. | want to go back to the two other suggestions you
had. One is embrace failure, make it okay to fail. And then two is, don't let people get sucked into urgent
stuff, and have time to focus on important stuff.

FRZERIE:

9FEY, B L —EZHEAB D, FEREZRNARNFZINE IR —NEIBIEERN, ILRWERFEILUR
2; 3 TRFABURIMARIES, BELENRITEITEESES,

[00:27:42] Lenny
English:

Is there an example of just how to help people embrace failure? You talked about retrospectives. Is there
anything else that you've found works, either as a tactic, as a process, as a framework, just to help people



get out of that?
FRZERIE:

BigB BAnFFREBIEIEE AMHRRRN? MRE TR, TFZEEMRIEFEMIREE. #iiE
BUHESR, REFSENAMTHER AR X R IKAYER?

[00:27:55] Lenny
English:

Because | hear that a lot, "Embrace failure." And then people are like, "Oh, but I failed and | suck." So
yeah, is there anything else along those lines that you found effective to create that feeling?

FROCERIR:

ENFELEIRE WKl XMiE, EANOEENE: M, BEREXMT, BXE=T." Fll, &8H4H
T AREENES LM (HEERRKY) [RES?

[00:28:04] Eeke de Milliano
English:

To me, it's always in the follow-ups. So have people talk about the failure in these sort of public forums,
where usually you talk about the successes. So have someone actually write a note that's like, "Hey, here
are all my learnings from this thing that we did." And send it to the org.

FRCERIR:

MHEHRY, KBETEEERE, LAMNTESINERINAKGEKILK K, LLMIEREAT—HER, .
IR, XERNMMXGEHFRERIIN , ARALEE2AF,.

[00:28:18] Eeke de Milliano

English:

At Retool we have a shipped email list. If you ship something, you'll always send to that.
FRCEIE:

£ Retool, FE1E—1 “B%#” (shipped) ERF5IR, SNRIFRERHT T HAKA, MESKREIE,

[00:28:24] Eeke de Milliano
English:

Have them send that email to the org. It's just an awesome way to celebrate. Or have them present it all-
hands and share what they learned. And it almost always results in, | think, a really positive twist.

EiE:

ITEERE CRFRMEINE) HHELLEENE. XEKE—MHRENKNAR. HELBIIEERASE
BTRANEFINARA, FIANXLFEEHRIFERIRBEE,



[00:28:38] Lenny

English:

At Airbnb, I think for a period, there was an award for the biggest failure project and feature.
R EE:

£ Airbnb, HEF—ERTE, EEINKIT—1 “RAKKMBMIIER” .

[00:28:42] Eeke de Milliano
English:

Really? That's so cool.

FRCEIE:

BEmrE? ARAEET .

[00:28:43] Lenny

English:

Yeah, like a trophy or something. It was a short-lived idea, but it was funny.
FpERIE:

BH, EENRFZEN, XMUELFFEZA, EREEEN,

[00:28:47] Eeke de Milliano
English:

Yeah, yeah, yeah.

R EE:

=, 2,

[00:28:48] Lenny
English:

And then, on the second bullet point of urgency, giving people a chance to think longer term. Is there
anything there, that you found to be actually effective, to create that culture, and give PMs and product
teams a chance to think longer term, and not just be stuck in the fires that they're dealing with?

FRsCERE:

XTEZR “BEBR” , BAAMINSETKARE, BREFAMREFSEEERNGZE, AIUEIEXHX
£, it PM M= @EAENSHTKARE, MAEBERBERANBIIEH?

[00:29:02] Eeke de Milliano

English:



There's a couple of top-down things, and a couple of bottom-up things.
FRZERIE:
L LM MWAEE, tE—LETmENAE.

[00:29:06] Eeke de Milliano
English:

On the top-down, sometimes you just have to be willing to fund someone with something. Like, they
come to you with an idea and you're like, "Look, yeah, take an engineer and go do it." And you just have
to give folks that sort of organizational buy-in.

FROCERIR:

AEHEMTAE, BREHBEARANRERMER. i, wIlsE— 1= FREMR, R “IFE,
17, FE—RIRIMERE.” R T XMARREBISZR.

[00:29:21] Eeke de Milliano
English:

Actually, | was thinking back to that engineer, Brian Krausz at Stripe, who started poking around on this
marketplace model. And | was thinking, | can't remember a moment when someone formally said to him,
"This is now your job." | think he just went and looked, and went and dug into it. And at some point, |
think a manager was like, "All right, this is now your job."

FROCERIR:

KPR £, FABET Stripe BYARITAZ)M Brian Krausz, fFFiashAhzEE, HEM, HNCHEHIELE
AERMBER: “XMWERMOIET.” FBMRARECENRE. =2, AREEMNZ, 285 “%F
e, XIMEMRZIMEILIET "

[00:29:43] Eeke de Milliano
English:

But yeah, no, | think you have to be able to fund folks' time and give that. Hackathons, | think, are pretty
good for that stuff. It is kind of a moment for folks to take a step back.

FROCERIR:

Bi%5E, HIANIMMOIMEERE S THIRBEIEBHL T, REMAEXFEMBRE, EATAR—TRE—
T RENNZR.

[00:29:55] Eeke de Milliano
English:

And then, | think more than anything, in people's planning processes, | really like asking folks the 20%
more time question. Or the other question was, "Look, if you doubled the team today, what would you
do?" That shows up in our planning processes as well.

FRCERIR:



Afe, BREBREENE, EAWRARESR, HEBERRAKIN “ZH 20% 6" BEHE, sES—10
A E, MERSKENERE, FMHa? 7 XUSHIAERNBRIREZES.

[00:30:08] Eeke de Milliano
English:

And | think it really helps people kind of break out of this... | think you end up planning towards the team
that you have and not the team that you should have. So, that's how folks can break out of that process.

AR ERIE:

FIANXERBER B ANBRL - ZEB AT ESRBEREBVEPARMBIAL], MARRIENIZAERIEAFR
Mxlo Xt AMNBHREERZ S,

[00:30:20] Lenny
English:

Awesome. | really like the think bigger bucket in your planning docs. Just like, "What would you do if you
had more resources?" Maybe a quick question there. Is there a bunch of detail that you ask them to put
into that, oris it just a bullet point of big ideas?

FROCERIR:

KT . REBRIFILIEL “Think Bigger’ 1. MEE “WRIEESBRREMAA? ” IRE
B—TF, RERENTERESREEHD, TRARAANES?

[00:30:32] Eeke de Milliano

English:

Folks can just go crazy on it. It's however they want to take it. I've seen folks actually create entire demos.
Fp ERIE:

ARAILURERE, BHUTEAS. HIFEAEZENIGIIET 5TEAET Demo,

[00:30:40] Eeke de Milliano
English:

But | actually think the trick is less structure, in those cases. Because you don't really want to sort of
pigeonhole... Or make it even that intimidating for folks. If someone just wants to write down a few
bullets, that's great.

FRZERIE:

BHRHESLINN, AXMERT, REFTFTHIOEE, RNRAEREMIIAELE - HEULEXHFFEEXRIF
Ao IRBEARBENER, BRI,

[00:30:53] Lenny

English:



This episode is brought to you by Eppo. Eppo is a next-generation A/B testing platform, built by Airbnb
alums for modern growth teams. Companies like Netlify, Contentful and Cameo rely on Eppo to power
their experiments.

AR ERIE:

AETEH Eppo 28, Eppo R H Airbnb REAIMAIEKHBAITIEN T —HK A/BMIXFEE. Netlify.
Contentful #1 Cameo FA B EBHH Eppo RZHFMIAILLE,

[00:31:07] Lenny
English:

Wherever you work, running experiments is increasingly essential, but there are no commercial tools that
integrate with a modern growth team stack. This leads to a waste of time building internal tools, or trying

to run your experiments through a clunky marketing tool.
R EIE:

TRREMELE, BITRRATF/HRKUER, EENTRERLTRAESIMAEREAMIRAKTESE
B XFHAMNBARENEHWZENRIE, BEARBEBIRENEHTARKBITR,

[00:31:21] Lenny
English:

When | was at Airbnb, one of the things that | loved about our experimentation platform, was being able
to easily slice results by device, by country, and by user stage. Eppo does all that and more. Delivering
results quickly, avoiding annoying prolonged analytics cycles, and helping you easily get to the root

cause of any issue you discover.
FZERiE:

HIXTE Airbnb BY, BRERERKNILRFEN—RE, EBEMMIZIGE. BERMNAFMERIDER,
Eppo EMTX—NEEES, CRRERMER, BRAARGERSTEAL, HEEREMRIERMBIIEMRIR]
AR AS R

[00:31:41] Lenny
English:

Eppo lets you go beyond basic click-through metrics and instead, use their North Star metrics like
activation, retention, subscriptions and payments. And Eppo supports tests on the frontend, the backend,
email marketing, and even machine learning clients.

AR ERIE:

Eppo it fRiBEMB ARG, RMERILIREER, WEVE. BF. ITHMXZ. Eppo XK. /&
i, EMEFEHEENREFIZFHINR,

[00:31:55] Lenny

English:



Check out Eppo at GetEppo.com. Get E-P-P-O.com and 10x your experiment velocity.
FRERIE:

i8] GetEppo.com T fi# Eppo. 417 E-P-P-O.com, itfRAYSZIGEREIRF 10 13,

[00:32:03] Lenny
English:

Okay, so you launched three new products this year. Usually, companies are lucky to launch one product
a year. A few questions.

FRCERIR:
%, RMNSERGT =N m. BERRT, AR—FRAH—TTmmREEST. HELNEHE,

[00:32:11] Lenny
English:

One, just tell us what those three were, in case people are interested and want to check them out. Two is,

was that a good idea? Is it good to launch three new products in a year?
FREiE:

B—, SFRMNX="TREM4, UBRRBMEBEEEE, $=, XB—MFERM? —FR2H =1~
mEEFIE?

[00:32:19] Lenny
English:

And then three, what did you do organizationally, to allow for this to happen? Because that feels really
ambitious and rare, and I'm curious what you learned from that.

FROCENIR:

£=, MAEALEEM T HARREMRXMGE? BAXTERFEEFOEFTL, HRBMEMMFFEIZT
Ao

[00:32:28] Eeke de Milliano
English:

So the three products we launched, one was Retool Workflows that | talked to you a little bit about. It's
like, if you want to be able to, essentially create a workflow. Like schedule an alert, run a task, you can
kind of do it in the Retool way. Where it's this visual, sort of easier builder of creating these different sort
of workflows. But you can write your own code on top of it, as well.

AR ERIE:

HMNERBH=1T"@m+, —=Z Retool Workflows, FHxNIAREE, EILIREEBLIRIIFR, LLINRHER.
BITESS, fRAILLA Retool E’\JHEGE@SZ, Bl XML, BRI ENEEBFIREIBESIMIIER, BfRtA
L LERS B 2rE.



[00:32:50] Eeke de Milliano
English:

The second product is Retool Mobile. So you could pretty easily build incredible web apps with Retool.
But there are plenty of folks who don't sit behind their laptop at a desk all day. And for those folks... We
had a lot of companies who were like, "I want a mobile native app." And so, we launched that product.

FROCERIR:

FE /i Retool Mobile, {RAILLA Retool FBMAMZEHERN Web H, BERZAHAEERYLIEEIZK
ERAT TIEM, WFXEA-RESATBRHKIE: “BEE—NEHRENE.” T2, BIEETXNT

=]
ARo

[00:33:09] Eeke de Milliano
English:

And then the third product was Retool Database. So until very recently, if you came to Retool, you could
connect your data via your APls, your database, directly into Retool.

FROCENIR:

E=1r"mE Retool Database, BEEI&T, WNRIREEM Retool, fREJLUET API SR EE G HIEEZE
Retool,

[00:33:20] Eeke de Milliano
English:

But what we found is that actually, a lot of folks either don't have access to their database, or they're just
trying to build an internal tool and they don't necessarily want to store that data in their production
database.

FROCENIR:

BEMNEIR, KELERBABLAKEVIEEDINR, BEARREME—ASIER, FF—ERIEXLEHRE
FRETEE P BURET,

[00:33:29] Eeke de Milliano
English:

So we built... Essentially, we spin up a post [inaudible 00:33:32] database for you. And you can just access

it via a really nice Ul and manage it directly in Retool.
FR3zEiE:

FRAFRA IR T - KL, HNMAMRBEI— PostgreSQL #3EE, fReLUBIERZ=M UIFEE, HE
1 Retool HHITEIR,

[00:33:38] Lenny

English:



Amazing. Okay, back to the other two questions.
FEiE:
KET. 4, EFISINEDR,

[00:33:42] Eeke de Milliano

English:

Yes. Okay. So | think your second question was, "Was this a good idea?"
R EE:

FH. BEMNEZNRER: “XE—MFERE? 7

[00:33:44] Lenny
English:

Right.

FSCEE:

o

[00:33:46] Eeke de Milliano
English:

Yeah. You know what? | think in hindsight, if | were to do it again, | think sequencing it would've been
slightly better. Just because, | think what we ended up doing is, we ended up launching the idea behind
all three of these products at around the same time. And they all ended up maturing at around the same
time, and that was just a lot of headspace from the org. Even though actually, the teams themselves were
not that big.

FROCENIR:

=0, REER? FEEFX, NRILEKEFR—R, HIAANKINF A (sequencing) ST —=. EAE
RARER—NEIRB T X=1RNEE, et/ IFER—NERRH, XLBETHRRKENEN. REX
frt, BIRAEEHARK,

[00:34:18] Eeke de Milliano
English:

It was just like, we had all these products and we were just waiting for them to launch and waiting for
them to launch. Whereas, maybe if we'd sequenced it, | think that would've felt more satisfying to the

whole organization.
FREiE:

RUEMGENFREEMEXE M, —HESEWE, FE5ELH. MURFE(TRINER, HEENALRNRGD
SERE. FHE



[00:34:28] Eeke de Milliano
English:

But, | mean, it ended up working out. | think that's kind of the crazy thing. It's like, we were able to pull off
launching these three products.

FROCERIR:
BENEERRE, ERETHE, RESXEIEN: HNBEARNNNAH T EX=1 Mm@

[00:34:36] Eeke de Milliano
English:

And by the way, | should caveat that, the further | get along my career, the more | realize I'm just kind of
building on the shoulders of giants. And a lot of these ideas, et cetera, were very much in the works and

were happening before | came along.
R EE:

IRER—T, HFHA—R: BERULEENRRE, RELATIRIRARMETEEANBE L. RSXERZEN
HMBEAERMAZARELEFSMHHEITHT .

[00:34:50] Eeke de Milliano

English:

But yeah, it was really neat to see how we got that all over the finish line in a year.
FREiE:

BReE—FREIRINEXLLEHELRLE, ENRT A,

[00:34:55] Lenny
English:

And then, the last question there is just, what do you think you did to allow for this? Because it's pretty
rare you can build so much. And | know the team's not huge. How many people work at Retool, roughly?

FRCERIR:

RE— 1M REZ, f’]"i)dﬂf’]‘ﬁﬁl?ﬁﬁﬁﬁﬁﬁ?ii-ﬂ]? RN EXAZRARIFEFT NN, FHAEHBAIIE
HAR K. Retool KAEZ VAT

[00:35:05] Eeke de Milliano
English:

Today, we're around 300 people.
FRCEIE:

BRIAZIE 300 Ao



[00:35:07] Lenny
English:

Yeah. So how do you structure an org to build three and launch... | didn't realize they launched around
the same time. It's like, I'm picturing Elon Musk launching three rockets at once. How do you allow for
that to happen?

FROCERIR:
M. MARIMAHE—MEARRFERNARHLZHB=D - RZAZRIRFENZ/LFRANEZRN, XitFHE

RENBXIE - SEREN RS =ZMANE. RENFAIEXMELERN?

[00:35:20] Eeke de Milliano
English:

Yeah, I'm sure our product marketing team felt that way. Yeah, a couple of things. We started really small
with all of these initiatives.

FRCERIR:
B, BRERNNFDEREANEERE. B/LRERER. &k, HINAEIXETRIRTMEEIERE ]

[00:35:30] Eeke de Milliano
English:

So I think I mentioned, we really had one or two people working on each of these products for the first six
months. So it was one engineer and one designer, or one engineer and one PM. And they really didn't get
funding until it was clear that there was something there.

FhSCERIE:

ENFRER, ERONANTAR, STTRERLERE-RMARE. AJgEE—RFIREMIN—Rigitm, %
E—RIRMIN—% PM. EBMEXNSRBMNZE, tIIHLKEREELE E’\Jmﬁ&)\o

[00:35:46] Eeke de Milliano
English:

So those teams, they spent a ton of time with customers. They spent a ton of time building, a ton of time
prototyping. And it was kind of the moment where it was like, "Okay, they are there." That we started
bringing more people onto the team.

AR ERIE:

FRUREFAE T RENBISEF/AE, €7 AENERWENFIERE, BEARNEZ—ED “4F8, KREMK
BT —RAAFiemREmATF,

[00:35:59] Eeke de Milliano
English:



So, that was the first piece. The second piece is that, we really treated them like startups. We're like,
Retool's the VC, and Retool funds with resources and Retool's existing customer base. Which is obviously
quite valuable, because you have all these customers you can market to and promote to.

FhSCERIE:

XEHE—Ro %’:,.5‘\%, BIEAIBENHEMRI QBRI RF. Retool FEENIE (VC), Retool #HZE IR
WENEFE. XEAFEENE, AARELE T A LUSHTEHENE BEF,

[00:36:15] Eeke de Milliano
English:

But then, the teams really had to prove that ROI. Either in engagement, or eventually revenue, in order to
be able to move forward.

FRZERIE:

BhjE, XEFARGHAEIEREKZELDREK (RO, TBEIAFAES5EEERANKN, 7 oedst
-

[00:36:25] Eeke de Milliano
English:

And then the third thing... And this one, actually | think it can be quite controversial. Is, we were really
deliberate about keeping these teams separate from the rest of the org, especially early on. Now, a lot of
them, they're very much a part of the overall organizational processes.

FRsCERiE
B X—RHEXTRRESN. B, HMIFEZBILXEFANSHERNEMEBORIFIEL, LH
BERH. WE, MNPHRSHUELTERAN T BIRRAR R,

[00:36:42] Eeke de Milliano
English:

But very early on, they were running on their own. They were meeting quite independently with one, or
two, or three folks from the leadership team. And they were also just quite separate from the product
itself.

FROCENIR:

BEIFEEANE R, MIMNERILETH, MISMIIME5ASEAMN—RERRAS. MEMIE~RER
W5 Z0OF e H I,

[00:36:56] Eeke de Milliano
English:

| think Retool Mobile's actually a really good example, where we had a lot of debate about whether or not
we should build Retool Mobile out of the core web app builder. Because a lot of the primitives are the

same.



FRZERIE:

FIA A Retool Mobile i@ — MRIFHIFIFo HBEANIW FREMZEZC Web N BHERFNEM EFFA
Retool Mobile #1777 KEHHL, AARLZEMAH (primitives) EHEEH,

[00:37:09] Eeke de Milliano
English:

And we eventually decided that we were going to run it as a separate team, because we wanted the team
to be able to move really, really quickly. And we didn't want it to get bogged down in, what are just the
realities of running a product that has product market fit, like bugs, yada, yada, et cetera.

AR ERIE:

RABNREBREFA—TRIERIETT, AARNEEXTEANEBITHEES. EBR. BIMNFHE
ERBLEELRE LR (PMF) B~ mFrEEEIMSEE@EAER, thil Bug MEFSF,

[00:37:24] Eeke de Milliano
English:

And | think that was absolutely the right call, because Retool Mobile actually has quite a different target
customer. Which, we only really realized maybe like halfway through the project. And | don't think we
would've been able to really understand that, or even get broader in that kind of thinking, had we sort of
been stuck in the core retail product.

AR ERIE:

AL R IERAVRE, FA Retool Mobile SKFF EAEEHRIERENBETEF . X—RREK(NNEZHBEHITE
—¥HAREFTIRE, MRFN—EBEEZOTRE, RERNTEZEEERX—R, EELEZRAIRME
FEREE,

[00:37:43] Eeke de Milliano
English:

But yeah, there was a cost to that, too. Which is like, "Okay, now we have these two products, and we
have to..." | think obviously the strength will be, "How do all these products interact with each other, and
how do they build on top of each other?"

AR ERIE:

SR, XERMN. BrE: “WE, RERNBETXRN=m, ENGH " A, KREOABEET
“XLEFERINEEERE, URENNEBERZE? ”

[00:37:52] Eeke de Milliano
English:

So, we have to go and invest in that now. But | think it's totally worth it, because your team can just move
more quickly, be more independent, and think more independently, too.

FROCENIR:



FRUAFMMALTEX B EHITIRN. BRINAXTLES, RAMRBEETLITHEER. BIRiL, BEH
BRI,

[00:38:00] Lenny
English:

In the time that you worked at Stripe and Retool... | know we chatted before we started recording. You
think a lot about, "What is the right level of process for companies at different stages?"

AR ERIE:

FERT Stripe # Retool T{EHA(E]--- - HABRAVERZ WL, (FEERE: “FTRAMKRHABTEGHARE

HRAE? 7

K

[00:38:12] Lenny
English:

And I'd love to just hear your thoughts, because | know that's a challenge a lot of companies face. "How
much do we put in now? Do we get inspiration from big companies? Do we try to stay lean?"

FRCERIR:

RRARIRRNISE, RABRMEXRREATERNMG, BNIEZENSLRR? RIBEOARTS
197 ERREBRISHERE? 7

[00:38:22] Lenny
English:

Something here, that we actually run into. I'll just mention briefly that, there was a huge resistance to
process for a long time. And so the product team was just kind of a little crazy for a bit. And then we were
like, "Okay, we need product development process. We need deadlines and specs." And that helped a lot.

FRCERIR:

XERHRLBINTE, REBE—T, BREK—BHEE, AIHAREEANER. FU™SER—E
BARE. ERRNENN: 98, BBE-LFLHR, BIVBEML DB (specs),” X
T A

[00:38:40] Lenny
English:

So let me ask again, just how do you think about the right level of process for a stage of company, and
what have you learned there?

FRCERIR:
FRAFBIR—X, RNAEGAEMBRATMFEIREZKRT? (RAREIETHA?

[00:38:45] Eeke de Milliano



English:

Yeah. What | would really love from companies is just sort of like this time capsule, where you can see
what their processes were when they were like 20 people, and 50 people, and 100 people, and 500
people.

AR ERIE:

BN, RIEBHELTRERME—M “FERE" , LIREEFEIM{1TE 20 A. 50 AL 100 AF] 500 AFAZEETHY
/}IL*EEﬁﬂIJTEE*¥E’JO

[00:38:55] Eeke de Milliano
English:

Because when we were at Stripe and we were trying to figure out our planning process, we actually talked
to Amazon, and Atlassian, and Apple, and all these companies that we really, really respect and look up
to.

AR ERIE:

E 7 EHFHATFE Stripe HEHRFMAATZN, HILFLEZBTIESE., Atlassian. FREFMBEXERIIFES
AR AE

[00:39:07] Eeke de Milliano
English:

And | remember taking down notes from these companies and being like, "Yeah, this is awesome, but
there's no way that this will work for Stripe." Stripe was so much smaller than any of these companies.

FROCENIR:

RICREFIE T T XEQTMEIR, 08 “ZHY, XBRF, EX3 Stripe BIFITFE,” HEIRY Stripe EbX
LRB IR —HREE NG Z,

[00:39:17] Eeke de Milliano
English:

So yeah, they were showing us where we had to go, but no idea how to get there. And so, yeah, Lenny,
maybe you can help us figure out time capsules for companies and what processes make sense.

FRCERIR:

FrLd, ffImENBRT AR, BRFRFRENOMELEBE. FALL, Lenny, HiF R UEBKIVEERELATIN
“DHERRE” IR AENRERE RN,

[00:39:27] Lenny
English:
Yeah. | am working on that, roughly.

AR ERIE:



EHY, RABERMXHASE,

[00:39:28] Eeke de Milliano
English:

Oh, nice.

FRCERIR:

MR, KIF7To

[00:39:30] Lenny
English:

I'm going company by company, about how they think process and about process. And then maybe I'll

check in every couple of years.
FREiE:
BREE—R—KXQ8MIANH, EMIINEEFRE. BFrsR/LERmaEEn—T.

[00:39:36] Eeke de Milliano
English:

Cool. I love that. But yeah, to answer your question directly. Process... Yeah, it really gives people a bitter
taste in their mouth, I think.

FROCERIR:

B, HEWNXD. EEIRER, Mg - RREERESILANRE R

[00:39:47] Eeke de Milliano
English:

Process, by definition, is variance reducing. You're introducing it, because you worry that the variance in

your org is too high. You want people to sort of meet a certain standard.
R EIE:

MEX L, RERATHLIER. REINE, BRENREOARNERERS, MHEEAKEBLEEEIRMT
o

[00:40:00] Eeke de Milliano
English:

And the cost of that is obviously, while you are reducing the standard and bringing folks up to the
average, you're also bringing other folks down to the average. And oftentimes, the folks you're bringing
down are your highest performers, your most creative thinkers. The folks who, | think actually don't really
need process to do their best work.



FRZERIE:

MENEMZN: HIRESBREREIEEEN AR R FKER, REBRFSHARIKRET FIKFE, B,
BRLEAFHIRMIAERITRIAMNATL. REENEEZE, HINAXLEAELBRAIAREEREMRERIEHRE
KFE,

[00:40:21] Eeke de Milliano
English:

And so, that, | think is always the tension that you have with process. And obviously one of the reasons
why companies introduce process much more and more, as companies get bigger, is because it's harder
to get all these folks who don't need processing. You actually want to reduce the variance.

AR ERIE:

FREL, BOANZRERREFIREFENK. BA, MERRMET KX, SINAENREZ —2REBEIA
ZAFERENN. REFR 2D XMAHE S,

[00:40:38] Eeke de Milliano
English:

This is actually a little bit of an aside, but it's kind of relevant, so I'm just going to mention it. And you can
feel free to let me know if it's too much of an aside.

FROCENIR:
XEHLARINRT, BEXEEXD, FRUER—T. MRIREEKRE 7 hEN SiFHR.

[00:40:44] Lenny
English:

Let's get into it.

R EiE:

BRER, BRI,

[00:40:47] Eeke de Milliano
English:

But, | was just listening to this awesome podcast with Russ Roberts, who's a professor. He hosts EconTalk.
I don't know if you listen to it.

FRSCERIF:
FEILTEMR Russ Roberts BRI —MEEIER, MEHF (EconTalk)e AREIEIRITIEIK,

[00:40:56] Eeke de Milliano

English:



And he was in interviewing this guy, lan Leslie, who's this great writer and has just written this article

that's... Basically, something along the lines of what it means to be human in the age of Al.
R EIE:
fthZBIFERIA lan Leslie, —(URFRIER. NIE T —RXE, AERXFEAIRAK “A” BEREMT4.

[00:41:07] Eeke de Milliano
English:

And | thought he just articulated this idea well. Which is, we're all really so impressed when we see
ChatGPT-3 spit out this piece of writing that feels very human-like.

FROCERIR:

BRBMIEX M MAREFRE: HFKNED ChatGPT-3 BHIFEE “AK” NXERN, HITHBRIFEEE
o

[00:41:20] Eeke de Milliano
English:

But what we're kind of forgetting is that, over the last 10, 20, 30 years, we're actually asking humans to be
a lot more robot-like. In that, we're really asking everyone to standardize in a lot of ways. And we're
making people a lot more formulaic. If you think about how we teach people to write, it's like, "Well,
there's five paragraphs. And there's your opening paragraph. And you state your topic."

FROCENIR:

BRIERTT, EIEN 10 20, 30 FE, HIKFE—BEEERALZTEGNEA. RINEREDTAE
RELEEBITEL, ILANZEFEMQNK. BERMNBEABASEN: “F, TAKRIE. XEFKEK, K
R ER”

[00:41:43] Eeke de Milliano
English:

So anyway, | think the point is, the more formulaic, the more sort of mass produced you're trying to make
something. The more you kind of quench people's creativity, and the further away you get from the really,
really high highs. And that, to me, is the cost of process, and rules, and templates.

FROCENIR:

B2, WANERET, MERERANNU. BRERAMR~H, REZERRANNEES, BRtd
REFHRBEK T, WHEFKR, XEiiE. AUAERBIKHN.

[00:42:05] Eeke de Milliano
English:

So if you're going to introduce it, be really, really sure that you're okay with that cost. And give folks
escape hatches.

FRCERIR:



FRIASIRIRESINARIE, BSUHEMBEEZX MM HFELANIBH “REMDO” (escape hatches),

[00:42:13] Eeke de Milliano
English:

So I've started referring to this as the MVP, the minimum viable process. So if | give folks a template, I'm
like, "Look, use the template. But if you want to break out of it, please absolutely do." And I've started
writing this at the top of templates now.

AR ERIE:

Fr AT RIBXFR A MVP—&/NEJ 1T RFE (minimum viable process) . SIRFLAR T —NENR, F=
W “F, AXMER. BHNRFEBITHE, BSOXEMH.” RUEFBRERKRNINHNE LX6aiE,

[00:42:26] Eeke de Milliano
English:

It's like, "If this doesn't work for what you're trying to explain, don't use it. But just know that this is the
minimum viable thing. We're setting the bar here, but go higher if you can, please."

FRCERIR:

MBE: “NRXFESRBTENAS, MIAE. BiFidE, XRFMRENER, RINEXRIRE TR
#, BIRAILRYE, FEEdE.”

[00:42:38] Eeke de Milliano
English:

So anyway, that's my sort of long drive on process. With all that said, | do think that companies, there's
just a set of documents that are really, really viable. That every sort of level of the organization should
have throughout its lifecycle.

FRCERIR:

B2, XMERNARN—KEEL ERUL, FRSANRDFE-EFBFEELANIXY, ARPHE
PNERREBN Lo B HRER N ZAE X L,

[00:43:00] Eeke de Milliano
English:

But those documents, to me, are the charter. So, "What is your mission, your vision and your strategy?"
The goals, "What are you aiming to do and how are you going to measure success?" And then the
roadmap, "What is the thing that you're shipping?"

FRCERIR:

MEEKY, XEXEEIE: F2 (Charter), Bl “fREVfEss. BRMEEZHA? 7 5 B (Goals), Bl “fR
MBREt A, RSINEEEMTH? ” ; UKREELZE (Roadmap), Bl “REAWTAKRE? 7



[00:43:15] Eeke de Milliano
English:

And | think the whole company needs these, the whole function. So in product, you need all three of
these. And then, within each team you need all three of these.

FROCERIR:

HINANBIREHFEXLE, BIRESIHREFR, £msb], MEEX=H; £ TMHNAS, MBFEE
X=1%,

[00:43:26] Eeke de Milliano
English:

And I've kind of noticed two things about this framework for myself. One, I've actually noticed that teams
often work their way from the bottom-up, versus top-down. They start with a roadmap. They're like,
"What are all the things we're going to ship?" Especially early on. And then they kind of work their way
into a charter. But | think it's really, really worth it to start from the top-down.

FROCENIR:

KFXMER, HERETRR. $£—, RRUANEEZETMLMARE LM UARIE, MITMERL
EFfia, B “BMNZAHPLERTE? " LHEEFRH. ARMNAIBERFILERE. BFIAN, MEEITH
AEIFREERN.

[00:43:47] Eeke de Milliano
English:

And then, the second thing that I've noticed is that your time horizon really shifts as you get more mature.
So if you're very early on, you don't have PMF, you should have a charter, but your charter should be like
three months in the future. Because you can't look that much further.

FROCENIR:
BERE, FMEMREREME, FHMBEME (time horizon) SAEEARLH, MRMAFIEERH, F&E
REF=mmLE (PMF), RVZE—1NER, BFNERNZREREK=TH, AAMEREBAET,

[00:44:01] Eeke de Milliano
English:

And if you're a company that's humming and going, your charter is probably... The horizon's maybe a
decade.

FRCERIR:
MINRIRE—RKDNIEMN. SHRESHHNQE, (FNERATFAIER - +F.

[00:44:11] Lenny

English:



Wow. There is so much there. | could go into so many different directions. One thing | wanted to follow up
on a little bit, is this idea... Such a great point. That process brings the best people down and kind of
averages them out to create consistency.

FhSCERIE:

I, ERERKT. HRAUMRZAEAN. ZBBRHEN—KZ2- IMRAXEFT . RESHERALE
A, BT LEIE—E

[00:44:28] Lenny
English:

And I'm curious if there's anything else you've seen succeed in allowing the best and most innovative
brains to just do their thing. | know part of it is probably hiring amazing people. But yeah, is there
anything else that's an escape hatch of just like, "Oh yeah, this person, just go. Go figure this out."

AR ERIE:

HRBAE, REDERIHEMAINNTGE, BILRMNSE. KBELIFHMBIARBLRE? HAEEF DA
REREMESBHIAAL . BRItz TERBEEMEY “RERO™ , thal: "B, XTA, BEHEE, ittE
CSEBE.”

[00:44:45] Eeke de Milliano
English:

To me, the unlock for organizations is managers, for this. Because you need managers to both detect the
high performers and be like, "This person doesn't need the process." And then you need managers to
give that person air cover to be like, "We're honestly..." Because what you're doing is, you're giving them
some special treatment and you need to be kind of okay with that.

FRCERIR:

MEKR, AALUX—[BIXBETEE, RAMRFEREEERLAPESSENE, HARIRE "XTALRE
g o ARMEBEZENBPARME “=higp” , ) “HiBEaH--7 lhf’]‘;‘-[‘ﬂ:m?‘ R IESTZS
8, MBTHERX—R

[00:45:02] Eeke de Milliano
English:

And you also need to be okay with the organizational cost for that. Claire, who used to be the COO of
Stripe, would always say, "Are you willing to break the org for this person?" And | always thought that was
a really nice framing. And you kind of need to decide who you want to do it for, too.

FRCERIR:

RIERIIEZ HILHRAALE LA, Stripe BF]T COO Claire B2 =iA: “MREEANT XN AFTHRALR N
13?7 F—EREXR— TN EEFNIIAR, MEEERE MR ENEXFS.

[00:45:17] Eeke de Milliano
English:



But yeah, some people are just that good that like, "Yeah, of course you'll break the org for them." They're
going to break the org in the best way possible.

AR ERIE:

B0, BEAREBRAMRSE, UEFTMHRIERF: "SR, ATHITHITERANT2ES.” NSIUSRFHNER
AR A

[00:45:27] Lenny
English:

Yeah. | love that term. | think Claire's coming on this podcast. She just wrote a book, right? Is that the

same person?
FRERIE:
B, BERXME. F8 Claire BERXMER T, ST —&+H, ME? ERA—TAE?

[00:45:29] Eeke de Milliano
English:

Yeah.

FSCEiE:

=0

[00:45:30] Lenny
English:

Okay, great.

A EiE:

W, KIET

[00:45:30] Eeke de Milliano
English:

Yeah, she just wrote a book. Yep.
FRCEIE:

0, WS T A,

[00:45:33] Lenny
English:
All right, we just booked her. Come, and maybe we'll spend some time together.

FRsCERE:



KIFT, FINL9GFat BIBHEEIFRATRT LA—E2EE,

[00:45:36] Eeke de Milliano
English:

That's awesome.

R EE:

BERET -

[00:45:37] Lenny
English:

Do you have any other product building philosophies that you found especially useful in your time at

Stripe, and Retool, and anywhere else?
FR3ZERIE:
R7E Stripe. Retool BYHE it s TIEHAR], EH+AYHISEANS migEEFg?

[00:45:45] Eeke de Milliano
English:

I have a couple of, | guess, specific mental models that | use. The first is, build for your best user, not your
worst user.

FROCERIR:
AN EANRGKRERE, $—1 2. NMINRERFBES M, MARNRERF.

[00:45:53] Eeke de Milliano
English:

And what | mean by that is, | think it's actually really easy to get stuck, or to focus on, "What if there's
abuse of this product?” Or think about all the ways in which the product won't be used well. And then you

end up sort of shaping the product in these really weird funky ways to make up for that.
FRCERIE:

HHNERZE, MIREZBAZMEL: “NRENBAXNT@EAN? 7 HEEBE~mrl R EIRERN
R, ARMEREARATIRMNXERREN, B RBEMIFEEE. T

[00:46:11] Eeke de Milliano
English:

Whereas in reality, the worst users, they should be a fraction of your users anyway. So you shouldn't really
be building for them.

AR ERIE:



MR, &EMAFTICNAER SIRAF—/E7. FrUURERNARNIZA T i TmieE~5m.

[00:46:19] Eeke de Milliano
English:

| think a really good example of this is onboarding processes. Where, you're probably going to be building
an onboarding process, where you're trying to collect a lot of data. Or trying to figure out, "Hey, how do |
help this user who maybe isn't well suited for my product to be successful?"

AR ERIE:

HIAN—TMREFVFIFEHF5IS (onboarding) iz, RAJRESHE—MABEWERELENTHFSIS, N
HREFEE: MR, FZMAEBX DA EHNES R mBA P RISIN? 7

[00:46:37] Eeke de Milliano
English:

Really, you should just be building an onboarding process for the user who's going to jump into your
product and get it immediately.

FRCERIR:
KRR L, fRRZABRLE—HNIRE mtRE i 2 L FHIEREB PR RN T35S

[00:46:42] Eeke de Milliano
English:

I was thinking about this actually just the other day. Because we were in this product review, and we were
talking about this other new product that we're thinking of exploring.

RSz ERIE:
FiLRBEEEXESE, YNRNEHTZRITE, ITERITERENE — N R

[00:46:48] Lenny
English:

More products? It never ends.
R EE:

EEHTm? BRI o

[00:46:52] Eeke de Milliano
English:

Yeah, exactly. And we're kind of going down this path of like, "Oh, well if this gets really big, there's going
to be all this abuse of the product." And Anthony, our founder was like, "Wouldn't that be an amazing
problem to have?" And we're like, "Yeah, that's a really good point."



FRZERIE:

B0, ", BMNENERBAZTEL: B, IRXNTRMKT, SBEIMBATR.” HMBelneA
Anthony i “NRERGBEFMHEE, BAE— =@M 15?2 7 Hi1oE: B8, REXWT.”

[00:47:03] Eeke de Milliano
English:

So we kind of put that on the back burner.
R EE:

FRIAZRATRIEAMEMAR/E T o

[00:47:07] Lenny
English:

That's an interesting approach, because usually you're trying to optimize a flow, get more people through
it, which are the least good users.You're saying you found more success just focusing...

AR ERIE:

—PMREBHNAGZE. BABEAMNZHEMRLRRE, tEZA BT, MXEAFEERERFZONA
Fo fRERIMEARE ETROBFAERY:

[00:47:16] Lenny
English:

Is this more initially, focus on the users that will understand this, and be excited about it, and make that
work really well. And then, over time, build on that?

AR ERIE:

XEEEDH, TETREREFANTRBEIMENAR, BB RNMSIEEL, ARMENEHERS
BIEIcEm i Rg?

[00:47:23] Eeke de Milliano
English:

Yeah, totally. Yeah, sure. If you're going to look at the end, and you're trying to optimize, et cetera,
absolutely. But in that sort of early product development stage, it's just not worth it to be too focused on
that.

FROCENIR:

2H, TEIER. S, MRMEKATEH, BEHTRUUES, BENESZE. EERHFRALMNE,
HEXEXERNMER.

[00:47:33] Lenny
English:



Got it. Sweet.
FRSCERIF:
BEERT, X&E7T,

[00:47:34] Eeke de Milliano
English:

So, that's one. The other one, our head of design, Ryan, always kind of reminds us of is, build the scooter,
not the axle.

FRCERIR:
XEH— B5—MEHNNIZITHARA Ryan £BRERKNN: B2EBRE, MABEEH,

[00:47:44] Eeke de Milliano
English:

So if you're trying to build the minimum viable product for a car, don't build just the wheels and the axle,
build the scooter first. And then from there, you build the bicycle, and the motorcycle, and then the car.

AR ERIE:

NRIFBA—IRAERRR/ TS @ (MVP), FERERFHER, SE—WEiRE. AREIHREME,
MESEETE. BRE, &ETRA%.

[00:47:54] Eeke de Milliano
English:

And it's always just such a good reminder. You always want to start building the whole thing. But really try
and think about the slice that gets the customer to complete value on a smaller thing first.

FROCENIR:

XEEB—MRIFHVIREE. REBE—FIEMMERINARAE, EEEEZREREBIEILTAERINNEY L
BARRERENENTA.

[00:48:06] Eeke de Milliano
English:

So with Retool Mobile for example, there's just so much you could be building there. And we decided very
specifically, "Hey, we're only going to build this for companies that have field workers and they would

need to do inventory management."
FR S ERIE:

I Retool Mobile 39, RAILTRIAEAS T, RIVERBEMERE: 8, RNRABLFEINIARE
BB TN AT R,



[00:48:18] Eeke de Milliano
English:

And it's a very specific slice, but it helps get through from something that was actually viable, beginning
toend.

FROCERIR:
XE—MEERGNTS, EEBABTRM—TMREIERERTHRA,

[00:48:25] Lenny
English:

Got it. So it's an approach for MVPs, basically. Make something simple and functional, not just something

barely... Not actually working, but getting you to some dream product eventually.
R EIE:

BAET. FRIAXEZR LZM MVP B9—755E, M— T ERANRETENAA, MAMXNE—TMREE. LR
EREER, ARERATHIRENZEmBARE,

[00:48:37] Eeke de Milliano
English:

Yeah. And then the last one is this idea of 70/20/10 split investments. | really think that a lot of product
management can sometimes be reduced to funnels and portfolios.

AR ERIE:

M. mE—1E 70/20/10 MIEHEDELLEl. HEMINN, REEREBITEENTIUELKARE (funnels)
A& (portfolios)o

[00:48:51] Eeke de Milliano
English:

So the 70/20/10 investments model in my head is just like, 70% of your building time should really be
going to your core product, that has product market fit. 20% of your time should be going to strategic
initiatives that aren't core, but they're strategic to the company, that you know have to do them. And
then, 10% of your time should be going towards bets.

AR ERIE:

SR 70/20/10 RAFEEIZE . 70% WAL BN ZENE ELA R~ mmipaesiz o r=mLtE; 20% B
BHBIRIZ IR N B AEZOVMEN A B EE SR E X .. RATAY LT £, FITHY 10% MizBFEME XAk E
(bets),

[00:49:11] Lenny

English:



That's actually exactly the same heuristic I've always used. One question there is, how do you think about

maintenance and bugs within that?
R EIE:
LR EMZ—EERANBARNGERE . —MREE: (RINEPELPH Bug MIBHNXNEEHI?

[00:49:19] Eeke de Milliano
English:

Yeah. To me, that falls squarely in the 70%. So yeah, core product, tech debt, sort of the maintenance
mode type stuff. And core product, obviously you're also doing a bunch of new stuff there too.

FROCERIR:

B, MEKW, XFTEEBTFA 70%. FRLL, &0 m. BARG. FFRAZ LN TIEREXR, SR, T
O mE, REABIMEZIHINGE,

[00:49:31] Eeke de Milliano

English:

But yeah, no more than 70% of your resources should be going there.
FpERIE:

BigsE, RATEIENFRARNET 70%.

[00:49:35] Lenny

English:

What did you say the 20% was?
R EE:

RMIZA 1588 20% BHA?

[00:49:37] Eeke de Milliano
English:

Strategic initiatives that aren't your core, but you just know, based on your strategy, you have to do these

things.
R EIE:
FAZ OB (RARHE AR B& X038 A N 25 AT & I Ko

[00:49:45] Lenny
English:

Got it. So the way | break it up is, 20% is where | put bugs and maintenance. And then 10% was big,
ambitious bets. So it was similar ratios, but different things go into the buckets.



FRZERIE:

BART. B2 AXZE: 20% BF Bug M4tR, 10% BFAAREEEH ONME, LLEIEM, BREENKRA
AR—H¥o

[00:49:56] Eeke de Milliano
English:
Cool.

FROCERIR:

H
Ho

[00:49:57] Lenny
English:

But, let me ask a similar question. How do you, at Retool, and maybe even at Stripe, think about finding
time to do maintenance and bugs? Do you build it into roadmaps? Do you set off time to just fix all the
bugs? | know it's probably an evolution, and it goes back and forth. But, any thoughts?

RS ERIE:

B — 1 EPARYRE, 7E Retool, EZERIEETE Stripe, RIS R AT E]20IRLEIFH Bug? BRIBE(N]S
HEELLEND? EELINREIEREERE Bug? RIMEXAIGER—MEENERE, SRERE, MEHALAE
Eg?

[00:50:11] Eeke de Milliano

English:

Yeah. This, | think, is really one of the trickiest parts of product management, in my mind.
FREiE:

W, EREXK, XBERTREEFERFHIRIZ—o

[00:50:18] Eeke de Milliano
English:

We don't have a company-wide sort of process on this. It's pretty team specific. Some teams do Friday
bug bashes. Other teams are just, as products roll out, will work on them as they go.

FROCENIR:

HIMNEXFERBERARNE—HIRE. XFFBURTRENEN. BLEHANSERR#HTT Bug A3 (bug
bashes) ; BLHANZREmAHRIEFHEFHR,

[00:50:33] Eeke de Milliano

English:



| was actually speaking to a product manager at a different company, who mentioned that they just spent
the last 18 months doing just product polish and bugs. And | think they landed in a place where they had
to do it, because they just had so much debt. But luckily, we're not there yet.

FhSCERIE:

BRRIEMS—RAFR PM IR, tiREM(1dE 18 AR M~ mITEMZE Bug, HBMITZEE T A EAX
LEIY , FART KSR BFEHE, RITEKEBMD,

[00:50:54] Eeke de Milliano
English:

Right now, we let most of the teams just kind of do it themselves and figure out what makes sense for
them.

FRSCERIE:
B, BRITLAZHEIABDRE, HHBESMITNAR.

[00:50:59] Lenny
English:

Okay. Awesome. | wanted to go back to something that I've heard about Retool, that you all are really
good at. Which is PM's being really close to customers. And I'm curious what you've done there, or what
the team has done there, that it's been really effective?

FROCENIR:

B, KET. HAEEIFHTEIFXT Retool W—=, BRIRMIIFEERE: PM SEFREFIER EHBVEX
o HARBEALEMRMERAEM T T4, HERET HA, LEBFOLER?

[00:51:13] Eeke de Milliano
English:

Well, I do think every good product team figures out how to get close to customers. But just based off of
my observations from Retool, and what I've seen at other companies, there are a couple things that are
more pronounced at Retool than I've seen in a lot of other places.

FROCENIR:

HINABNMFN~mBEEBZBNERER P, BRIEFHI Retool MBURKAAHMATIRIILE, Retool
BILRLEEHM T ER

[00:51:28] Eeke de Milliano
English:

The first is, we have a lot of PMs who used to be in customer-facing roles, at Retool. | obviously am a big
fan of that. I think there's just nothing like really understanding the value of your product, at the moment
where a customer actually has to put money down. And so, | really like that about PMs, who have had
those conversations with customers and they really get it.



FRZERIE:

85—, 7E Retool, Ff1BRZ PM LEIMIERAZFFAHIE, REAFEERX—=. HiAA, REMALLE
@F‘EIE%E?’]%E’\J%B—%J%EEMFunE’\J{ﬁ{EEmZUE’\JTo PRUAFRAFE EMARES T P 3 H B IE IR M)
89 PM,

[00:51:53] Eeke de Milliano
English:

Second is, because the retail product is so technical... And | do think this just depends on what product
you have. Our PMs are really, very technical. Everyone has either a CS degree, or has done some sort of

engineering in the past.
R EIE:

5=, E7 Retool B mIAFERARL: - FINARXBUR TR A m. FfIB PM BRI EEERA, 8TA
BAFHENRZE (CS) Fi, BATEMIEMIETRE.

[00:52:06] Eeke de Milliano
English:

Third is, we use Slack very heavily to talk to our customers and interact with them. So at this point, | think
we have hundreds of Slack channels with customers. Every time we're testing a new product, or a new
customer who's somewhat large, comes online. We will work with them in Slack, to get there off-the-cuff
feedback, just back and forth. It's really nice. We just have this direct line to them, which is awesome.

AR ERIE:

$=, BATIFEMEMER Slack 5SZFFAARMNED). BRl, HERNEHRETSZFFEER Slack 3HiE,
HBATN AT, HEBEATF LLHY, HIERTE Slack RSN, KRB RIR, REDE. i 5||5
B, BB —FEERRKAMIIARE,

[00:52:34] Eeke de Milliano
English:

And the fourth thing we do is, we use Retool to build Retool. So our product roadmap lives in a Retool
app. And the app that we use to have feature flags for particular features, is a Retool app. So PMs are just
in the product all day long, every day. They're their own customers in a lot of ways, and that really helps
as well.

FRCERIR:

EMHRE, iR Retool K Retool, T 1BV~ mER L& EIRTE— Retool NAE. FAIAREERFEIRE
FFx (feature flags) RIRZFtBZE— Retool MM, FFLL PM {1BREEEAX N =m. EREZHE, fbilmt
RHOHNER, XFEEEEH.

[00:52:57] Lenny
English:

Wow, | didn't know that. That is very cool. So you build a task management product using Retool?



FRSCERIE:
B, BRUBIARFEX DN, KXBET . FRUURIIA Retool i T —MES BB~ M2

[00:53:03] Eeke de Milliano
English:

Oh, yeah. Well, we built many... Basically, all of our internal tooling happens in Retool. Like, our PMs, all
their team dashboards are in Retool. All of their task tracking is in Retool. Submitting linear requests or
bug requests happens in Retool, and then goes to Linear. So yeah, it's how we run the company.

FROCENIR:

IR, 28, HIMIETRS B L, RMFAENRETEEZEE Retool FIETTH, ELIIFKA] PM NFREH
PAINZREZHRTE Retool BB, FREMESIBERERTE Retool B, 23 Linear 53K Bug iE Rt 27 Retool B5
B%, AERZE Linear. PR, XRMERINTEIEATMA .

[00:53:23] Lenny

English:

You haven't been able to replace Linear yet? That's cool. I'm a big fan of Linear.
FRCERIE:

fRINEZEEENA Linear P? #4789, K2 Linear BB LK LL,

[00:53:29] Lenny
English:

Okay, two more questions and then I'll let you go. One is around product growth. Which, | don't want to
get too into. We've talked about it a bunch on this podcast.

AR ERIE:

¥, REMRNEE, AREMBIRE. —PRBXTFHRIEKEN, HARBRNITIE, BARNTEEZTENIRS
KT o

[00:53:37] Lenny
English:

But, it's interesting that Stripe was very product-led growth. It was just self-serve PMs, engineers,
whoever, just started using it. It grew and became enterprisey down the road.

FROCENIR:

BEBENE, Stripe BIFFHABM~RIRENER (PLG). EMEEBIAY, PM. TEMSEMABEFIAE
. ERHHER, ERAZTAEBEIVRSE,

[00:53:49] Lenny

English:



Retool, on the other hand, | think people think it's product-led growth. | imagine it's actually sales-led,

mostly.
R EIE:
5—7H, Retool, HBAMAIREUANERFmRENERK, EHBELERF LEBERHELXN,

[00:53:54] Lenny
English:

And so, | just curious what you've learned about the difference between building product and leading
product teams within a sales-led org, versus a product-led org.

FROCERIR:
FRUAKRIF ST, EHERMVALRN~RIEARPHES RS~ mE, RFE T HLLRR)?

[00:54:04] Eeke de Milliano
English:

| have a couple of insights on that. One interesting insight is that, teams that have one always want the

other.
AR ERIE:
EENLANS. —1MEBNLIIZE. HEEdP—MEXNEANEEEES —M,

[00:54:10] Lenny
English:

That's so true.

R EE:

KELT,

[00:54:12] Eeke de Milliano
English:

Whenever | talk to candidates, | feel like you can always tell what their company has, because they'll be
asking a lot of questions about the opposite. If they're probably a growth company they'll be like, "Well,
how are you guys thinking about Enterprise?"

FRCERIR:

SEFEAMEREAN, BRFMEE—RELMNQBZMHAEN, BAMMINIEREZXTHERREXER R,
INRMIIRBEKERF, Wi “MMIBEAZERELEHHH? ~

[00:54:24] Eeke de Milliano

English:



And then, if they are more of a sales-led growth company, they're like, "Well, how are you guys thinking

about your self-serve motion, or your product-led growth?"
R EIE:
NRMITREFHERDE AT, M6 “RINREAZEBEMRS MEN~mIXshiEKay? ~

[00:54:31] Eeke de Milliano
English:

And my main takeaway, just in... And | don't know if | would even use the dichotomy of product-led
growth, or sales-led growth, with Retool. | think we do have a lot of product-led growth. But we work with
a lot of enterprise customers, and a lot of our revenue comes from enterprise customers, and we have a
fantastic sales team.

FRZERIE:

HNEBUZZE - BEETHERE S XA PLGC HEREXM 5 7EKA A Retools HINNRANTALERS
FmREiEK, ERIMBRSTRERLER, RRX—MARARBRIWEF, MERINE—XIFEENHE
F1BAo

[00:54:49] Eeke de Milliano
English:

And | think the main thing is that, you just have to really figure out your interaction mechanisms with
sales. And that just has to be so, so tight.

FRSCERIF:
KINABXBN—m 2, MY AEFRIRSHESINESINE,, XMBEAXTIEE. EEER,

[00:55:00] Eeke de Milliano
English:

And it goes in both directions. There's obviously, how you get feedback from them, because they are so
often on the front lines talking to customers. Moreso than product managers, even.

FRCERIR:

MEXEWEN. B4, —AHESMIOAMENIRERERE, RAMNEEEE—A5FFAXK, EELLPM
EEINE,

[00:55:08] Eeke de Milliano
English:

But it also goes the other way. If you are going to ship something, or if you are going to put out a
roadmap, like, "How do you make sure that the sales team has everything that they need..." The sales,
and in Retool's case, the success team and the support team, "Has everything they need to accurately
talk to customers about that?"

FRCERIR:



BE—FmEHEEAFER, MRMEBAHTAKRA, REBLAMRLE, MNABRFREER (£ Retool FEE
FRZHERAASZ:FERN) BRI —], UEERbaEFEEER?

[00:55:26] Eeke de Milliano
English:

And I've always actually found that really hard, because it's really hard to figure out the right altitude. If
you're giving a presentation on the roadmap, people are either going to feel like it's too high level. Or, it's
too low level for folks who maybe are new.

FRZERIE:

H—EREXRME, AARELEF “SE" . URMFE—MREAEER, AMEARSKRER, BAMHA
KX KA T

[00:55:40] Eeke de Milliano
English:

So this year, we're actually trying something different. We are doing a science fair. Where, each product
team has a little booth. And they get to stand there, and anyone who has questions about the product can
come... You know, from the go-to-market side, can come and ask questions, and get demos, and go as
deep as they need to.

AR ERIE:

FIASEERNZRT —EREANARE, HMNEEED—D “BRFEERSR" (science fair) e BM=mEAEE—
NNEAL, MTETERE, ERN~RERENA (RNHHEMIINA) LU KRR, F&ET, HiRES
BERNT o

[00:55:57] Eeke de Milliano

English:

So, I'll let you know how that goes. But I'm excited to experiment with it.
R EE:

BEBRIFERINME, BERMXDEIHRERIIRAET.

[00:56:04] Lenny

English:

Okay. Are there going to be foam core boards, and will there be ribbons?
R EIE:

. SBBARBRMLERSG?

[00:56:08] Eeke de Milliano

English:



There may be prizes. Who knows?
FEiE:

AJREnBRm, ENER?

[00:56:10] Lenny
English:

Oh my God. | can't wait to see a picture of this. Final topic. You have this concept that you call the product
talent portfolio. What does that mean, and how have you found that useful in your product leadership
life?

FROCERIR:

X, BEARBERRT. =a—ME#R. ME—MUHM “mAAHE” (product talent portfolio) BI#E
R MERAARR? HIRNFRMSEER, FREBERTARE?

[00:56:25] Eeke de Milliano

English:

Yeah. Yeah, it's back to like, all of product management is portfolios and funnels.
FpERIE:

. XEETHMA: BN mEREREAa MRt

[00:56:29] Eeke de Milliano
English:

| think it's really tempting as a manager, to build a team in your image, because you understand their
skillsets and you value those skillsets. And you're going to be able to detect and assess those skillsets
better.

AR ERIE:

HIANNERN—REE, REZHETIREECHEFEAZRAN, RARTHERLEKRELASHEREN, R
FERAIAIT X LR EE,

[00:56:43] Eeke de Milliano
English:

But the best product teams, in my mind, have really figured out how to balance the talent portfolio. So
instead of having a bunch of PMs who all spike in one particular area, figure out how you can create
complimentary skillsets for the whole PM team, so the whole is much stronger.

AR ERIE:

BEHEXR, REFNTREMEEESNATHEATESG. SEHRAE—BHETEMIETHERE (spike) BY
PM, RIIBERED PM BEIACIEEABIAEA S, XHFEALNZER.



[00:57:04] Eeke de Milliano
English:

And one way in which I like to do that is, | really like to balance product teams with homegrown product
managers, who really get the product. They've probably been in it. They're amazing culture carriers,
often. They really set the tone. But they may not have seen product management at other companies,
and they may not have some of the more conventional and traditional product management skillsets.

FRZERIE:

BRERN—MANE, T mElARFE “NEER" B PM. f1IFETH#~ R, FE—ES5HS, BEE
MBHIXWEAE, EREREE, EMIITERIIIEMATNTREERESN, AJRRZ—EEEM. BLL
AV e EE R Ao

[00:57:25] Eeke de Milliano
English:

So | want to balance that with product managers who've come from other companies, and have done it,
and can bring a little bit more of that product manager rigor. Even though they don't have, in the Retool
case, the core Retool product management vibe.

AR ERIE:

FRAFRELERBLERBEMAT. BRAELIEH PM RTE, MwIlEHRELZHN~REE™EE, REMI]Y
BE’Z A Retool IZOBIARM~ mEERE,

[00:57:41] Eeke de Milliano
English:

So, that's one example. | think there's others as well. Some PMs are just incredible execution machines.
Other PMs are amazing visionaries. You kind of want a little bit of all of them.

FROCENIR:

XE—MIF. FEEEHME, L PM ZRELEHNHITIES, L PMETRENRERK, (REESMA
HBE—=o

[00:57:51] Eeke de Milliano
English:

And you want to also balance within all of your different pillars. So we have three different sort of product
pillars at Retool, and there's leads for all those pillars. And | always push the leads to hire people who
don't look like them, so that we have balance everywhere.

FROCENIR:

REFEERERLSSZHE (pillars) ZEISKIF#E, T Retool HNNBE=NFRANTEME, BMFHER
T HERHRXEARTAZEABLENMMBITREREIA, ZFEFNTMEEZA LI T,

[00:58:08] Lenny



English:

| love that. Do you, actively, as you're hiring, "Hey, well you're strong in these areas. Here's the person we
need, here. We want this specific, super strategy minded person." Is that actually how you think about
this?

AR ERIE:

HREREX—R. MMAEBERSERR: IR, FEXLMERR, BRNFEZIF—TA, BIMNFE—1%7
BEBESKREIA" RENEXFEERE?

[00:58:20] Eeke de Milliano
English:

Yeah. | do a little personal exercise for myself every six months, where | chart out the team that we have
today, and write down all of the strengths that we have, all of the weaknesses that we have, as a team.

And then | try to hire specifically for those weaknesses.
R EIE:

Bl HEBATAILECH—NNES: BHERMNAENEANERE, 5 THNMNEA—TEHMRENRLENS
Fo ARBEB I XS HITHE,

[00:58:35] Lenny

English:

Amazing. Any last pieces of wisdom or thoughts, before we get to our very exciting lightning round?
R EE:

KiET . EHARINFEBBENABRIZRZA, EETARENESHEEEDFT?

[00:58:42] Eeke de Milliano
English:

| think that's it on my end.
FRCEIE:

RXVLEFRSMXET

[00:58:43] Lenny

English:

Okay. We got through everything | was hoping to get through.
R EE:

989, FNER T PIERFERRENIANS.

[00:58:46] Lenny



English:

So with that, we've reached our very exciting lightning round. I've got six questions for you. Are you
ready?

FRSCERIE:
A, BRITENTIEEREHNRNER, BRE/NDORAE R, EEFTE?

[00:58:52] Eeke de Milliano
English:

I'm ready.

R EE:

HEE T

[00:58:53] Lenny

English:

What are two or three books that you recommend most, to other people?
R EE:

MEHREFLINANB=RBEMA?

[00:58:57] Eeke de Milliano
English:

Bird by Bird: Instructions on Writing and Life by Anne Lamott. It's incredible. So touching. Really, really
great. Also, | think product managers should be great writers. So, | love that.

FRCERIR:

Anne Lamott B9 (—R5#EE—25) (Bird by Bird: Instructions on Writing and Life) o XZ&Bi#R T, JEE
Ao MEKIAN PM MZHEARENEEE, FIUKRERNXEH,

[00:59:08] Eeke de Milliano
English:

And then the other book that | was going to say, but I'm glad you mentioned Claire, is Claire's book,
Scaling People, which is coming out. | had a very small hand in ghost writing for her a little bit, in the first
draft. So | use a lot of the early chapters from that book still, in management. And | still recommend the
tactics in there, so I'm excited for her to get it out.

FRCERIR:
BS—AEEBEH P —REHFIERT Claire——=2 Claire B HAREIFH (Scaling People), FKIEXTRETE
257 —mrAELF. £EEYD, RESNHECRABEBLREHRETENRZAR. HERAEFTEHPRRE,

PRIAFR A X A i hiRo



[00:59:29] Lenny
English:

Wow. I've been hearing about ghost writing as a career recently, and it feels like it could be an option for
you down the road.

FROCERIR:

1, FRILMRAERR—FIRERE, BEXUEHAUEIRI—MED,

[00:59:36] Lenny
English:

I'm excited to read the book. | haven't gotten a copy yet. | think you could pre-order it now, and we'll link

to it in the show notes.
RS ERIE:
HEEHFEEXAS, HTLKEZEAS, BEMEATUTNTTY, BINSEEERETENRE,

[00:59:41] Eeke de Milliano
English:

Nice.

R EE:

KIF7To

[00:59:42] Lenny

English:

What's a favorite other podcast that you like to listen to, other than maybe the one you're on right now?
FREiE:

BT REAESINXT, RERERAHNEREMA?

[00:59:46] Eeke de Milliano
English:

Yeah, this one's great. | can't choose between these two, though. One is Lex Fridman. And then the other
is EconTalk by Russ Roberts. | really like that both of them are... Their agenda is curiosity, which | love.

FRCERIR:

B, XMBERERE, TEREBINENZERERFE: — 2 Lex Fridman B918%, B3 —1 2 Russ Roberts
B {EconTalk)o FHIFEZMMNIN—mZ: IR OREIEFEF o

[00:59:59] Lenny



English:
Totally resonate there. What is a favorite recent movie or TV show that you've enjoyed?
FRERIE:

TEHE, REMRERNBERZHEMRRZHA?

[01:00:04] Eeke de Milliano

English:

Is it too basic to say White Lotus?

R EiE:

B AEEEEBA) (White Lotus) EFRREXARNKT?

[01:00:07] Lenny
English:

Cool. That's the most mentioned one, which says a lot, right? That just says how good that is, because |
love it too. But, that works. Season one or season two?

FROCERIR:

RE, PBEFIRIABESN, XiRBETREZEM, XE? HBATCENREE, AABRBENR, &odE, £—
TR E_ZH?

[01:00:17] Eeke de Milliano
English:

Oh, season two, all the way.

R EE:

R, BIEE

[01:00:19] Lenny
English:

Yeah, same. I'm excited for season three. No spoilers. Favorite interview question that you like to ask
candidates?

FRSCERIF:
Fth—, BEREZE=ZS, TRIET. MBEWHREANEIRRDEIMTA?

[01:00:27] Eeke de Milliano
English:

To what do you attribute your success? And you can't say luck.



FRSCERIE:
“URBIRAI B INATHFHA? MEMRTEER BTN

[01:00:32] Lenny
English:

Interesting. Because most people look for, do they believe it's luck, versus their innate skill? So you don't
even allow them to say luck? Interesting.

FROCERIR:
B, ANRZHBASURBREARRBEEERBEBCHXE. MEEFAFMINRZESR? BAREE,

[01:00:41] Eeke de Milliano
English:

Yeah. Because | think humble people will always say luck in some way. And | always kind of wanted to
know, "How self aware are you, and how curious are you?"

AR ERIE:

. AARIANRENASIUEMLGIREIEZER. MASE2BAE: “FHERFIREZR? (REVFEFO
BER? 7

[01:00:51] Eeke de Milliano
English:

And | think people who have really gone back and reflected on why are they where they are today, really
says a lot about how they think about the world.

FRSCERIF:
FINABLEEIFLET kAR BB CAMRERESSRAEMIA, A H 112 EmEE X MR,

[01:01:03] Lenny
English:

| love that. What are some SaaS tools that you love, or use often, at your current company, or anywhere

else?

FRCERIR:
BEWRXT . BWLRERHELEFERMN SaaS TH, TLREREN AT RS HMMTS?

[01:01:08] Eeke de Milliano
English:

Yeah. Well, first and foremost, it's Retool. And then, the other Saa$ tools that we use a lot, Slack, Gong,
Linear and FullStory.



FRZERIE:

M. BHARE Retool, ABRTKNEEERNEM SaaS THRIEH Slack. Gong. Linear # FullStory,

[01:01:18] Lenny

English:

Awesome. Favorite new product that you found, maybe in life, maybe at work?
R EE:

XET. MBEAMNRERN. TEELEEERITERNI~REMTA?

[01:01:24] Eeke de Milliano
English:

Yeah. Have you heard of Rewind?
R EE:

Mo fRIFHE Rewind 5?

[01:01:27] Lenny

English:

Yes, | have it running right now.
R EiE:

I, FHIEMERITE,

[01:01:31] Eeke de Milliano

English:

Nice. Yeah. | mean, | think it's really incredible what they've done.
R EE:

KT HER, HESMIMPERNARBENRRIATRI.

[01:01:35] Lenny

English:

Maybe describe it briefly, just so folks know what that is.
FREiE:

WIFRT LIS ERAR—T, ILARMEIBZE 4o

[01:01:38] Eeke de Milliano



English:

It basically records everything that you're doing on your computer and then makes it really easy for you
to search it. Which, it's just incredible. | don't know if you work this way, Lenny. But | feel like nowadays, |
don't really go to tabs anymore. | kind of directly search for the thing that I'm searching for. And | think
Rewind just fits that user behavior so, so well.

FRCERIR:

EEAR LR IERIMEBRR LM —), ARILMEEEZMETIER. XENREE. ZAMNEMREFEXF
TEE9, Lenny, BERBEMERAFABEEIMTEN T, HERLRFEILHIFRAE, FHIAN Rewind FFE XM
BTXMABFTTA.

[01:02:06] Lenny

English:

Amazing. Eeke, this was so much fun. We got through everything | was hoping for, and more.
R EIE:

KT, Eeke, XRMIKRIFFE MR, FHNWT T HREERENFIERNS, EEEZ,

[01:02:09] Lenny
English:

Two final questions. Where can folks find you online if they want to reach out, learn more, see what
you're up to? And, how can listeners be useful to you?

FROCERIR:

REMRNEE, MRANNEERKRIRR. THRESERSXIMFNEIE, AJUEMEREIR? U, FARELUAMR
et A?

[01:02:16] Eeke de Milliano
English:

Definitely find me online on Twitter. It's @EekeDM. And, how can they help us? Try out the Retool product
and give us some feedback.

FRCERIR:
BILATE Twitter £33k, WS @EekeDMo EFMMEEBNTA]: KIRXA—T Retool A ekl —ERI%.

[01:02:25] Lenny
English:

Amazing. Retool.com, right?
R EE:

A#%ET ., = Retool.com, IFIE?



[01:02:25] Eeke de Milliano
English:

Yes.

[01:02:26] Lenny

English:

Awesome. Thank you again, for being here.
HRCERIE:

KEFT o BRRGHIRAIEIR,

[01:02:28] Eeke de Milliano
English:

Thanks, Lenny.

FRCERIR:

518, Lennys

[01:02:31] Lenny
English:

Thank you so much for listening. If you found this valuable, you can subscribe to the show on Apple
Podcasts, Spotify, or your favorite podcast app.

FRSZERIE:
BRI EAULIR, WMRETFXETTEENE, vILUTE Apple Podcasts. Spotify S EIRAVIER N AT
ATE,

[01:02:39] Lenny
English:

Also, please consider giving us a rating or leaving a review, as that really helps other listeners find the
podcast. You can find all the past episodes or learn more about the show, at LennysPodcast.com. See you
in the next episode.

FROCENIR:



te5h, BEEBATRIMTOHE TIFIL, XEREREBEMITRIKEIXMER. ERILIE LennysPodcast.com %
AT ER TRESERS. THTESR.



