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[00:00:00] Elena Verna
English:

Growth is a fairly new field. You have a lot of renowned interest in growth hacks, like what is the sure
things to get growth. In the age of social media everybody and anybody tries to share their tips and tricks.
Oftentimes things that are completely out of context or they are very specific to one example and actually
do not apply as a pattern.

FRCERIR:

WRKE—MEZHGETE. AR “EBKEE” (growth hacks) BERARGHE, LINFIRABLERERIEKMN
BERET o EHRERNN, ERASRESEMIINKEIGNEY. EEBEXEFATEHBTER, HER
BEBRTEMIERA, KFFEATEEN—MEBRAKER,

[00:00:21] Lenny Rachitsky
English:

We're going to start with growth tactics that never work. If you see these items on your roadmap, you
should probably not do them. What's number one?

AR ERIE:

BATFMBRLE “KRT” BIEKERAIR, IWRIRERLE (roadmap) EHFXLHE, (REJEMAEE
. BE—TEMHA?

[00:00:26] Elena Verna
English:

We live in tech. There's always lots of startups and startups obviously looking to grow. There is a huge
misconception in the field that in order to get growth going, you need a growth team. To figure out your

product market fit and how to distribute it, it's not something that you can outsource to somebody.

AR ERIE:

HMNELEEKTIL, SRERZVLIATE, MALIRREAMETKIERK, XMUIFE—TEARRK: A
NEBERK, MATFEE—MEKEAN. BXFFrL, FERMOTaHHREE (PMF) URifID %~
m, FARMAUSMLHIARNER.

[00:00:42] Lenny Rachitsky



English:
Powerful words. I'm loving this list already.
FEiE:

—it M. HELFHRIERXNEET .

[00:00:45] Elena Verna
English:

Number two, this was my favorite and it might be a little spicy. Never ever once have | seen a rebrand or
redesign, especially of UK marketing site produce good performance results. New CMO comes in
designing their website or designing the brand as if it was reflection of their personal taste, and
oftentimes it's promised with our acquisition is going to go up and it never materializes into anything

meaningful.

FRERIE:

BN, XBEBNRE, AR “FR . BMAREZERIEM—R@BEEE (rebrand) HEHILIT
(redesign) — LHEEHEWILMEINSITT—EFERIFNIELER. #E CMO LEE, FERKRREES

BN AR ERTILIT MG R, HEREXSRAREE (acquisition) , EXMEEMRIE L NEAEEIER
B Ro

[00:01:12] Lenny Rachitsky
English:

A lot of contrary intakes here, | love this.
R EE:

XEARZEREZIMR, HERK.

[00:01:14] Elena Verna
English:

Number three, if every single one of your initiatives that you're doing on growth is an experiment that's a
problem. It's almost like a disease, like a paralyzing disease.

FRCERIR:

F=1, MRMRENE-—TUIERIEHLE—T KR , BMBEREAT. XEEG—MRH, —MILARRE
o

[00:01:28] Lenny Rachitsky
English:

Today my guest is Elena Verna, my first ever third time repeat guest. Elena is the smartest person that |
know on B2B Growth. She's also hilarious. She's led growth at companies like Miro Amplitude, Dropbox,
and SurveyMonkey. She's advised dozens of companies on growth including Superhuman, MongoDB,
Netlify, Similarweb, Sanity, Maze, so many more. In our conversation, Elena shares 10 growth strategies



and tactics that never work yet that she keeps seeing people and companies invest lots of resources into.
She also covers her three favorite growth frameworks that help you wrap your head around how to think
about growth, and she also does a short dive into the non-traditional career paths that we both went
down. If you spend any time working on product growth or lead people or work with people working on
growth, this episode is for you. If you enjoy this podcast, don't forget to subscribe and follow it in your
favorite podcasting app or YouTube. It's the best way to avoid missing feature episodes and it helps the
podcast tremendously. With that, | bring you Elena Verna.

AR ERIE:

SRMNEER Elena Verna, ERETHEPEUZRMENEE. Elena EHIAIRMTE B2B G KA RIZEAN
A, MEIEFEWER, E7E Miro. Amplitude. Dropbox 1 SurveyMonkey AT MSIEK T1E, X%k
TRABIRMIEKZIE, B Superhuman. MongoDB. Netlify. Similarweb. Sanity. Maze &%, 1EH{]
HI3HIER, Elena =T 10 MKZELHAVE KRB SR, REXLHRIETY, BMNEIIFZAMATRA
RERR, WENBTHEERN=TEKIELR, EPMBFEKERE, HEERIWYTRNWALEINIEE
SEER, MRIFMEFRIEKIE. ASEKEAMISERKAREGE, X—ERENMEEN, NRIFE
WXNMER, S TEITRAFXF. XEBEREIARARTENEFAIN, BXNEATEEEAER, TE, LK
113X Elena Vernas

[00:02:32] Lenny Rachitsky (Ad Segment: Sinch)
English:

This episode is brought to you by Sinch the customer communications cloud. Here's the thing about
digital customer communications, whether you're sending marketing campaigns, verification codes or
account alerts, you need them to reach users reliably. That's where Sinch comes in. Over 150,000
businesses, including eight of the top 10 largest tech companies globally use Sinch's API to build
messaging, email and calling into their products. And there's something big happening in messaging that
product teams need to know about, Rich Communication Services or RCS, think of RCS as SMS 2.0.
Instead of getting texts from a random number, your users will see your verified company name and logo
without needing to download anything new. It's a more secure and branded experience, plus you get
features like interactive carousels and suggested replies. And here's why this matters. US carriers are
starting to adopt RCS. Sinch is already helping major brands send RCS messages around the world and
they're helping Lenny's podcast listeners get registered first before the rush hits the US market. Learn
more and get started at sinch.com/Lenny. That's S-I-N-C-H.com/Lenny.

FRCERIR:

AETEHEFFPBBERTFE Sinch 28, XFHRFUEFAE, TIRAXEHESN. RIFEEEKFIRE,
MBHEECNAIEMIFAAF, XHZ Sinch WARZM, BT 15 ARE, SiFELKai+ARR AT R\
XK, HIEFEF Sinch B9 APIISAR(E. HREAIBIETHRESE R EIMtI™=@mF. BENERMRETER E— 4= mH
IEEBTHRNASE: EBERS (RCS). fRATLUIE RCS BIERE(E 2.0 AP KEINABEX BN SEHX
7, MEAEEIMRELIIEN AT ZMA Logo, BEXFE FTHEMMMNA. XB—MERL. BEALRBRNE
1, WIMRERURERERARBENRZNCE ST, XZMUEE, RRAXEZEREFAFRA RCS.
Sinch BREHEMESIKE AR LIE RCSIEHE, HIEEHER Lenny BENIAREXZEHIHBELFIN TR E
fit. BT HREZEEHAWMMER, &R sinch.com/Lenny,

[00:03:45] Lenny Rachitsky (Ad Segment: Vanta)

English:



This episode is brought to you by Vanta. When it comes to ensuring your company has top-notch security
practices, things get complicated fast, now you can assess risk, secure the trust of your customers, and
automate compliance for SOC 2, ISO 27001, HIPAA and more with a single platform, Vanta. Vanta's
market-leading trust management platform helps you continuously monitor compliance alongside
reporting and tracking risks. Plus, you can save hours by completing security questionnaires with Vanta
Al. Join thousands of global companies that use Vanta to automate evidence collection, unify risk
management, and streamline security reviews. Get $1,000 off Vanta when you go to Vanta.com/Lenny.
That's V-A-N-T-A.com/Lenny.

AR ERIE:

AETEH Vanta %81, TRRAFFAEMAZESIRAE, FRFEFSRART/ER. WE, RIS
Vanta X— 1M EGREHXE. mEREFEE, HBISEM SOC2. 1SO27001. HIPAA FE#MIAIE, Vanta ™
HOENEEEET AU EIRFEEEEMYE, FRIREMBER, L, RERLUET Vanta Al SERR
2%, MMTHEHNTIETE, MASIKETRER Vanta BRIREIHE. F—XREEBEHECREEEN
AFIE, 3518 Vanta.com/Lenny BIEIZ5 1000 ETHIRE,

[00:04:40] Lenny Rachitsky
English:

Elena, thank you so much for being here. Welcome back to the podcast, our first ever third-time repeat
guest. What an honor Dancing if you're not watching on video. Thank you for being here. | was actually
just looking at our first episode, which we recorded almost over two years ago, September of 2022, and
someone just today left a comment. People are still finding and watching it, and this comment
encapsulates why | love having you on this podcast. This person said, "Wow, every word from Elena
encapsulates years of knowledge. This is one to digest, slowly go back to and put on repeat. Thanks for

sharing your experience with the world"
R EIE:

Elena, IFERGIREER. WLEIZHEER, MARRITEMUZAMENEZE. EERE (WMRIMMLEIRIE,
MIETERKEE) o WHAIREER. HNIAREERITMER (2022 F 9 B) RFINE—%, MESKEBAES,
ARMERLZMHAMER—&E, ZFITLTEME T AHARERBMK BIAR: “H, ElenaiiZ5—a
EERR T ZENMIR. X—KEFEBEHENL, RELK, BigfRmttRoZ(REvE5H,”

[00:05:23] Elena Verna
English:

Thank you for having me. And my north star metric is insights per minute. That's what | try to use
whenever | have any live meetings with people so it squarely fits within what I'm optimizing for. That's
great.

FRCERIR:

BHERAEIE, FAY “dbiRE1E45” (North Star Metric) 8 “G&9#E%RE" (insights per minute), XE%
FES AHITEAIGRINNE DATINER, FIUXEE2REREERKNSRE. KiET,

[00:05:37] Lenny Rachitsky
English:



That needs to be my KPI on this podcast, "Insights per minute."
FRZERIE:
AWEBEAEXMERN KPI, “BRHRRE .

[00:05:40] Elena Verna

English:

I think you have it. | think your insights per minute is pretty high.
R EE:

RURFRELME T, MNESIWEIRERSS.

[00:05:44] Lenny Rachitsky
English:

That is. | do shoot for that, although | have learned you also needed to feel good and feel their story.
There's an interesting combo stuff. You can't just be insight, insight, insight.

AR ERIE:

Hst, R—EHEERXTE, REFXULFET, MEFBEULARBRERYT, BRRIZENNSE. XB2—ME
BHES, (FREIRZTEMNEREE. FRE. AR,

[00:05:54] Elena Verna

English:

It's all about how you present them too. Storytelling is a big portion of it actually to stick.
R EE:

XWECRFRINEIZIMENT. HEkE (Storytelling) LR ERBIEXLERRRAANAOHEEEL S

[00:06:00] Lenny Rachitsky
English:

Already insight. That's an insight right there. There's two areas that | want to spend time on with you, and
these are areas | know you've been thinking a lot about. One is growth tactics that never work, that
people keep spending time on and waste their time on. And | know you have a nice list of things you've
seen that just don't work that people keep trying. And then two is growth frameworks, your favorite
growth frameworks to help people wrap their mind around how to think about growth and grow their
product. We're going to start with growth tactics that never works. Maybe just frame what we're going to
talk about, talk about what this list and collection of tactics that we're going to talk about is.

AR ERIE:

XAEFME—TEE. FEMMRNROTE, BNEMREI-—BEEREXE, —2BLE KT BEK
RBS, AME—EELERZENE. ZMEMRE—0ESR, JIHTREMRILITHALE AR ZIHBER.



TREKESR, tHMBRRENMIPLLEBNAMREE KB, #Hi~RIEKNER, RITEMTHRHEEK
SREEFF IR, WIFRAT LA HE, MkENEEHNX D REEFRERET 4o

[00:06:36] Elena Verna
English:

Growth is a fairly new field compared to marketing or product management or engineering. There's a lot
of people that are now accumulated that have 10 years or so experience, but there's also a lot of
newcomers and because there's ratio of actually newcomers, it's much higher than those people that
have five, 10 years of experience of doing growth. You have a lot of renowned interest in growth hacks.
What is the sure things to get growth? What is the sure thing to get that metric up? How can | contribute to
success with the company the fastest way possible? All of these shortcuts and obviously in the age of
social media where everybody and anybody tries to share their tips and tricks and this and that, people
are grasping for oftentimes things that are completely out of context or they are very specific to one
example and actually do not apply as a pattern or simply not even applicable to their type of business

whatsoever.
AR ERIE:

5E8H. mmEERITEEL, BRE—EIHMNGE. BAUEEERRT —HAE 10 FERZRHA,
BHERENHA, MEMANLHIZEFBLSE 5 2 10 FEKEHRMA. ARN EKEE” BERAH
B, TARWMKRIERNFER? HARRAHEIMIARE? FMAUKIREAGINA AT SIN? FrEX
LR, BMEEHRBEEEA, S8PABEDZMINARGNER, SBEANEEEMRBETeRBEET R
BYRA, WEBRLERHMWFERL. TEFANRAER, EERENERTMITLSZLENKRA,

(00:07:35):
English:

There's just a lot of failure happening in growth teams. Actually, | think growth teams are becoming one
of those departments that has a higher head of growth firing rate than even CMOs because people are
coming in, there's a bunch of expectations, "Hey, you're ahead of growth or you are a growth pm or
you're a growth marketer, you're supposed to drive growth." And when that growth does not happen,
here comes the axe and people off they go and the recycle and cycle starts all over in order to populate
those positions. | think that there's just a lot of misinformation | would say probably out there in terms of
what growth actually is and how it should be done in the companies. And today | just want to cover some
of the biggest ones that | see as a patterns as I'm advising companies, as I'm operating in companies
because it's just so blatant yet there's very few pieces of information on this for people to learn from.

FROCERIR:

MKEPEERENRK, FLLE, FIAEKAERABRH WGKHZKA” (Head of Growth) #HfREZR
EEST CMO BIE6]e EAANINERBSHEE L. 12, MBEKASEA, AEREKPM, HEIEK
BHEAR, REIZHEMIEK” YEKEELRER, RRAMWABEMRETT, AMIEF, ABERTIEMXLEER],
BHFEE. BIARNXTFEEKIRRTAURATMZNAMIEEK, IREERENIREEE. 5K, BERES
—LEREZANEEATNEIN. REENER, RAXENARAEMZ N, EIEAMNEINEXER
R

[00:08:31] Lenny Rachitsky

English:



Amazing. What's number one?
FEiE:
KET. E—PEMHA?

[00:08:34] Elena Verna
English:

Number one, | have to start with hiring. There's lots of positions open all the time. There's so many from
head of growth to growth PM there's a lot of rotation, as | said that is happening in the field. Very few
growth people actually stay in the job for over a year or two years. There's a lot of constant churn and
constant rehiring. And when you doing hiring, there's a lot of mistakes that are actually happening in
hiring that | just want to start off on the list. It's not a roadmap item, but oh my gosh, there's just so much
fault that is happening here. And | did write about it on your blog of hiring for growth. There's a little bit of
a reference to that and one of the biggest latent issues that | see is hiring too soon for growth.

FRCERIR:

B—m, ROTAMBEAFG. XM UE—EEREZRMUTR, MEKATAZBEK PM, EMEKFAW, ASRE
FEME, ROUOBEGKAGRRER—HIELSES—RE, XEFTRHIRRMAMBERTEE, T8I
R, KEERETRSHEIR, BREULERNBTRNAR, XRATESHRLE LRWEATE, BXH, X8
MEREEARZ T, RBEMNERE LEIX T “NEKMBE" WXE, HPRIN— 1 RANBERZER
B IR KRR,

(00:09:17):

English:

We live in tech, there's always lots of startups. Startups are obviously looking to grow and there is a huge
misconception in the shield that in order to get growth going, you need a growth team, absolutely not
true. In order to get the growth going in the company, a founder and the founding team have to figure out
how to make it grow to the first, let's say a million, 5 million, 10 million in ARR. Some of the companies
don't even create growth teams until they're a hundred, 200 million in ARR because to figure out your
product market fit and how to distribute it's not something that you can outsource to somebody. It's not
somebody that with a shiny resume can come over and all of a sudden wave a magic wand and all of a
sudden you have viral campaigns and a bunch of signups coming through and everybody's paying and
everybody's retaining.

AR ERIE:

BINBLEEKE, SERERSVEIQE. VQBEAMBERK, BTUIRE-—TEARMNRX, NNEBHE
KB AE—MEKE, XEXNZEHEIRN. BiLATBMEK, Sl ARESIBEAMG AT ERMELAR
1B KERAIAY 100 /5. 500 HEE 1000 HETH ARR (FEEEMEWN) . BEASEEET ARRIAE 1125
2 ZETRABINEKE. RAFERF MR EURINAD & m, HASREIUMLEHIAN. T2
W—EHAEHR AT R, FIEEEE, RABMME T SERSAERES, SEEIMAR, MES AR
1. S8 TAEEZ

(00:10:09):
English:

That just doesn't happen. | see that mistake happening a lot. | really believe that the founder led growth
is not being popularized enough that you do not need growth teams until you actually can start running

experiments on your user base, which means that you have volume of users that you can learn from and



optimize and innovate on, and that first wave of growth has to be founder led. And there's two specific
reasons that | incur on, which is before you have growth team, before you would think about growth team
first you need to have solid PMF, product market fit, means that you have a solution to a problem and you
have customers not only coming in and solving that problem with your solution, but they're also
retaining and staying with you. There is a good retention. You can use channel score of how many people
would say that they cannot live without your product as well, but there's some sort of PMF. And then
number two, you have data growth cannot function without data. If you have 10 users or 10 customers,
that's not data, that's a G-sheet with your customers and you don't need a growth team for that. Until you
have data that you can actually do an analysis and you can create hypotheses on and you can start
applying experimentation, don't even think about growth team.

FRCERIR:

PBHEREFERE, REBFIXMHEIR, RERE “CUAARBEK" (founder led growth) EZBFE!
RSN, EMEREFENARBHTREZR, MAFTEEKEAN. XERERFTEEEBHIBRFAEX
F3). HAMEHH, METRERSTHEBAET T HERTEENER: EZEELIEKEANZE, BE
MEBRARERN PMF (FamHREE), XEREMAE—TMERAENS R, FEERNMUEERIRNTSG HRME
AR, MEZEREBF TR, RAILISZE Sean Ellis B9t (BB Z D AZRANTEZBERIRE S~ mmBEIE
BEE), SZEEEMEN PMF, B2, (ROMEHE. RELE, BERKIFMTEFR. IRIFRRE 10
THPE 10 MER, BRWKE, BRE-—EFARERN, (RAFEEKEAMRLE, BEIRAEER#HT
Afr. BIRISHFIEN AL SIEZ R, REAREZREKER.

[00:11:32] Lenny Rachitsky
English:

Just to summarize a few of the things you just said, just for folks, you basically have seen startups look for
a head of growth to join and solve their growth problem and your insight there is just almost always that
is not going to be the solution to your problem until you have strong retention already, have a really high
score on the channel score if don't have a ton of data yet and party advice is just the founder should
continue to do this for as long as possible. A million ARR is one milestone a lot of people recommend. To
your point, a lot of companies wait lot longer.

AR ERIE:

NTBARRBE—TMRUARBLR: RER LB QB EFHRIE KA T ARKIMNF AR ATHIE K 7]
A, MIMNILEER, FRIFRESLZER TERANER, 7 PMFIIXPEORE, SUX/LFKERSZHRRZER
ik MRIMEKBARELNE, MIENZEIBANZR AR EMFEBHZRIERK, 100 5%t ARR BR%
ANEFR— 2120, BIEWRFR, REAFNIFETEA.

[00:12:06] Elena Verna
English:

Yes. And honestly, the longer you wait, the better it is because that way your entire company will be
trained to be responsible for growth as opposed to putting this one island with a growth team and saying,
"They're going to be growing," and what is the rest of the company doing? Honestly, the longer you wait,
the better.

AR ERIE:

B, AW, FEHAMT. HAXEFE—X, MNBNQBEEMIBIGAMIERAZ, MAZBEKEAN
MBS, AFR “MIARIEK , BARENEMASETFAR? RER, FSHAET.



[00:12:24] Lenny Rachitsky
English:

As you talk about this, sales is a part of what you described here, like hiring your first sales person. And |
guess how do you think about your first head of growth versus salesperson? Is there anything advice
there is? Like for B2B Saa$, you probably don't hire head of growth for even longer, you hire sales first or

what's your advice?
FR3CERiE:

SIMKEIX—REY, HEBRMRERN—E7, LNBREE—TMEEAR. BAMMABFE—TMERAR
S5%HEARNERINE? BHARINE? tbiN3F B2B SaaS AT, RAJAEEBMABEEKASRA, MELA
HE?

[00:12:42] Elena Verna
English:

It depends on how you're actually going to collect the monies. If your money collection is going to
happen through sales team primarily, then you absolutely should be hiring sales way before growth. In
fact, in the sales led companies, growth teams are not necessarily needed even that much. You might
have a growth marketing team, which is really a demand gen team that is rebranded for growth
marketing so they can charge you 20 to 30% more in their salaries, but at the end of the day, sales is
doing your monetization. They are doing your activation, they are doing your retention and success
efforts. For sales like companies, yeah, higher sales, absolutely. Unless you're starting to do self-serve

revenue.

AR ERIE:

XBURFAREPR LT B WA ER. NRIRIRANEEE T HEFBIREY, BAREN MIZIEE KA R Z14%IE
HE, XL, EHERNE (sales-led) RFH, EKEANEZESHRAKE, RAIGEE—MEKEHEAMN,
EPELRZRT BFW “TKZHE” (demand gen) HPBA, RBEBHNTEEZZE 20% ZI 30% BIHFK. 1BYIR
2K, HEEHTTM (monetization). & (activation). BENEF L. WMWFHEERHEAT, £WNE
FHBHEE, BRIERFFBRM “BBIRS” (self-serve) W

(00:13:23):
English:

You're trying to have product sell itself through potentially freemium acquisition, trial acquisition or you
actually having product led activation, monetization, that's when you would need a growth person. If
you're starting with self-serve monetization, growth hire should be frankly first before sales. Your sales
are going to be more opportunistic in nature versus if you sales led company, go ahead, hire sales, wait

for growth until you are ready to overlay product-led growth on top of your sales motion.

R EIE:

NRIFAEL = RET R 2RIEE (freemium) TLA (trial) RESHEE, HEREFLBERIREHAETE
LM, WEHRIFAFEERKAR, NRIMFEMBEBIRSETIMAIRR, BRI, BKARNBIENIZTTH

S, AXMERT, MPHEEEANSEX MR k2, IRMRESHERHDEAE, PHABHEE, FERE
BEEHEREZ LEN “FREmEK” (PLG) HBEZEERKAR.



[00:13:57] Lenny Rachitsky
English:

That's an excellent clarification. Basically what I'm hearing, the advice is hire your ahead of growth only
when you have clear product market fit and you're a product-led company and beyond a millionaire ARR
ideally something like that.

FROCERIR:

XE—MEREERNER. RREINENE: RESME THRY PMF, ARFRR—XKTmREE A8, BARR
g 100 5Ty, A EBEBERATEA.

[00:14:11] Elena Verna
English:

Right. And | won't say you're product-led company. You are relying on product-led motion to resolve a lot
of the growth levers within you because you don't have to be fully product-led company. But if product,
let's say acquires people, let's say with the SEO or SEM, and then its product is meant to activate them
and then sales closes them, sales would be obviously important as well, but growth would have to come
in a little bit sooner as well. If you have any product-led components where product is responsible for

acquisition, activation, monetization or retention, that's where growth comes in.

AR ERIE:

o BRARWMIRDANR—KTENT RN QE], RBIMKES BB ERARAERIR S 18 KATATAD
Blo b, WMR~miEd SEO 5 SEM RERAF, AR mAsislattl], RaHEHEERTHEN, BAHERE
RREE, BERAGUEEERENN. REREEA-RENAF —A~mARRE. E. TRHE
F—BRMRERAR KRR,

[00:14:48] Lenny Rachitsky
English:

We talked deeply about that specific topic in our first conversation, just for folks, want to go deeper there.
There's lot there.

AR ENIE:
BINMEERHERRNRITE X MEEIER, BRNTENIFREIUERE—&E, REEEEE,

[00:14:53] Elena Verna
English:

I need to bring it back. This is keeps happening. | need to repeat it. You need to repeat it three times right
before it sticks to people. Hopefully this is the third time.

FRSCERIF:
P THLER, XMEX—EELAE. BEEEEC. MBEE=K, AF8EcFE. FEXE2E=NR,

[00:15:01] Lenny Rachitsky



English:

Absolutely. I'm only saying that because people may be wanting more of what you're describing and | will
point them to our first episode, which gives deep on that one topic.

FRZERIE:

HRo HXARZRANFARARBIAESRIERNAS, RI5ISMMINEZBRINNE—&K, B—ENXMER
BIRRAVRIT,

[00:15:09] Elena Verna
English:

Amazing.

R EE:

KT o

[00:15:10] Lenny Rachitsky

English:

Excellent. Anything else before we move on to number two?
FRCEIE:

FEF. EHANEZMERZAEE A2 THG?

[00:15:13] Elena Verna
English:

No, let's move on to number two.
R EE:

BET, HBENE S

[00:15:14] Lenny Rachitsky
English:

Let'sdoit.

FCERE:

FrYAnE,

[00:15:16] Elena Verna
English:

Number two, this is on the other side on the matured company where | see a trend over and over, and it's

becoming even more prominent right now of when companies growth slows down, which inevitably



happens for a lot of businesses, it happens for a variety of reasons. We're not going to go into the reasons
as to why growth can be slowing down and then they hire a shiny growth head to fix the problem, to
basically saying, "Our business is slowing down. We are on the decline. We're going to bring this person,
or we're going to put this team together and our growth is going to accelerate." That just does not
happen. If you have the overall business slowing down, your head of growth is destined to fail because
the reason business is slowing down is much deeper than not having a growth team.

FROCERIR:

BN, XRHNERARFN, BREFH—TED, MANTEFEKMBAE: SRAREKKEN (XHR
ZhRARGEEAEEN, FRERZMEE, RIMFAMERER), tiSEE—(CEESmaNE KA =7 AKR R
A, BARERER: “BITALSEERE, &TFTFERS. BIMNBBEITAER, HEBAHEXMEN, AEEK
A KMEMNE,” XIREFSRE, WRIFVBRLSERE, FAEKATATIESRN, HALSHE
NREIZLE “SEEKEAN BREEZ,

(00:16:03):

English:

Growth team can optimize, growth can maybe lift it by 10, 15%. Maybe that's enough for you. Even that is
on the upper end of what growth team will be able to do if there is a slow-down trajectory. But what's
important is that if you have core product and core marketing issues, growth team will not be able to fix
them for you. You're going to have to address the big elephant in the room as to why business is slowing
down in the first place as opposed to just plopping a growth team on the issue and expecting them to do

miracles while the rest of the business continues chugging on the same trajectory that caused the

slowdown in the first place.
AR ERIE:

IEREPARTLUEITINL, BIFEERF 10% B 15%. WiTXMRRIREB T, ERIEMLL, FLSRTFTEMNE
iY, XELRBEKAMEMOLERT, EENE, NRREEZOT@MZOERRE, ERENZTEAMR
fRIREY, (ROTIEMAD “BEENAR” , FERUSHNMENRRE, MARBRNIECEKEATE]RH
£, IEEMIINEET, MilkSHHMERD MNMEI0ESERENIBMEIETT.

[00:16:41] Lenny Rachitsky
English:

Wow, I've never heard this point before and it's such an important one and it's very related to your first
point. Growth isn't going to build a product people want, they will help you grow it.

AR ERIE:

I, ZRUAMRITEX MR, XXEET, MASMNEF—RBEDEX, BERKERFZEITE-TATEE
B, MIEHREEKE,

[00:16:53] Elena Verna
English:

Exactly.

FCERE:

R o



[00:16:54] Lenny Rachitsky
English:

If your business is slowing, your product market fit basically might be disappearing and growth isn't
solving that problem.

FROCERIR:
NRIREYL SSTERER, B4 ERRERE PMF AIREIETDHEK, MIGKEIPAMRRAR T X MEl#,

[00:16:59] Elena Verna
English:

Disappearing, it may be degrading, it may be being eaten by a competitor because there's somebody that
is stomping on your territory. The point is growth can amplify great product market fit and growth can
help you grow faster once you are already growing. But if you are slowing down and you have issues with
either your go-to-market strategy or your core product strategy with your core product market fit, growth
is going to be absolutely helpless to do anything. And it's honestly, it's a huge waste of money because at
those size of the companies, you would make fairly large growth teams in order to tackle every single
product flow and interface that is already out there and invented.

AR ERIE:

AIRERHER, ATREREL, HERKREFHNFER, AANEABANTRHIM, XBET, EKAIUERAR
YFEY PMF, HIRERTEEKEY, ERKEANTUEBMRKEER. BORIREETRE, BIREENTZ (GTM) X
B&. O mERBREZ0 PMF T R, EKEIMSTETRENTT. EAY, XEEANEHREE, ENTEHR
MR AT, FRARESREARIEKEMRGIERE NS amiie  F .

(00:17:45):
English:

It's a huge expense. ROI on it, maybe at least one to one. What you put into it, you might get that much
out of it, but it's not going to be enough to create a J curve of the reacceleration by just relying on growth
team. | think it's just like this is where the name growth team plays against it because, "We're looking for
growth. Do you have a growth team?" No. | don't have a better idea by the way how to name it, but this is
where | think it's misunderstood that there's the silver bullet of a perfect head of growth, perfect growth
team that can reverse the trajectory of the business.

FRZERIE:

XER—EEARNAZ, ERNKRALIIRE (ROI) FIRETNZE 1:1, RRAZLD, HJRetpiRE s, BUXMkE
EREMAZA R UGS HERMIMERN “J#hE” 1. RRESEXME WEKEN XMR2FHROGERME, EH
A= “FNBEEK, MEEKEND? 7 R RER—T, HEBEBFHGREN, BHIAAXH
BIRBFIE—IANFE— T RENERKATATUEKERZM “RE” (silver bullet) , BERHIAISZHTIE
L7/

[00:18:26] Lenny Rachitsky
English:

Then for folks that are thinking about, "Wow, maybe | should be hiring head of growth," when should you

hire head of growth? When you're an established company.



FRSCERIE:
A FERLEEAE “IE, WFRIZIBMEKATAN” AR, NREMARNTE, HAMEZIBIE?

[00:18:33] Elena Verna
English:

If you are declining in your revenue growth or whatever other metric that you're looking at, your weekly
active users or whatnot, see at least that you're able to plateau it so you can stop the decline. There is
already a visible trajectory that your core product and your core marketing teams are able to at least
reverse the degradation of the metrics. Ideally, you would even start to see some immediate signs of life
that there is potential in the business, in the pockets, and then you can put growth into it to really blow it
up to the full extent. But if you are on a decline, just don't do it because there's going to be very
disappointing results in the year or so.

FRCERIR:

INRIREWRANIE KEEMIsR WEAERFE) ELTFTBERS, ELEXBIMREILEHENTEH, MM
EFTE. BRIZROF M OEHENERRBHEERGLNES, BRERT, MEENZFIBER—
LEEHNER, BEWSTERBNES, ARGRBRANERKNELALESIEE. BNRMRELTTEFR, T5H
AMX AW, RA—FERZENERFILFIFERE,

[00:19:18] Lenny Rachitsky
English:
Amazing. Great one, let's move on. Number three.

RS ERIF:
XET, REBK, Hil#4, F=1

[00:19:23] Elena Verna
English:

Number three, this is my favorite, and it might be a little spicy because if there's any marketers listening
out here, but doing rebrand more specifically, homepage redesign to drive growth. This is what hurts me
so much and I've lived through so many of these and never ever once have | seen a rebrand or redesign,
especially a UK marketing site, produce good performance results. Now, there's many reasons as to why
you might want to do a rebrand, why you might want to design your marketing site because you're trying
to enter a new market, new category, your product has evolved and you need to do a full update. But
those are almost like it's a logging indicator that something needs to change and you're changing it and
then you know that you're going to have to optimize the hell out of it in order to actually bring it even to

the previous performance results.

FRZERIE:

F=1, XRENRE, MARGRER “FR , HIENREEFEARTANE. BImEELE, BAKH
PEEd “BREMZI RESEK. XiLHFERED, REHIKRZRT, BEMRISER—R@BEE
BHFEMGIT (LHEEHEMMENENIGIT) EERFNIVESGLER, S, (ARG RZIEHRBEEE L
HEMGITEHEMLE, WIMRESAFENTITT. X, HBRN~=RELHK, FEELEEHN. BXLE]]



FriGR—1NiwatEts, RERERAFENE, (RXT, ARMFAMEMOTHGBRLE, FrEILEHRIMR
B3I ZBIBKF,

(00:20:22):
English:

It's like a stepping stone back, but there is a much bigger room for upside that you can get to, but you are
going to have to work to get to that upside. But yet so many companies, there's a story that happens all
the time. | hire a new CMO, new CMO comes in, they're like, "What's inside my house here? My house is
not designed to my liking. Let me repaint these walls. | want this shade of blue. Let me put the couches
over here." And they start almost designing their website or designing the brand as if it was reflection of
their personal taste. And oftentimes it's promised with our acquisition is going to go up, our category
penetration is going to go up, our education or awareness is going to go up.

AR ERIE:

XMERILRE—Y, BARKAEREEANLATE, EMROATHENAEEIBIEE. AT, ERS
NE, BERALEREFNKE: BIET 3 CMO, # CMO —LERR: “REXEFREHBLEAAR? XE
BEAER. REERISE, REXMIE®, DEAEBRX) L. A Rkt NiksmiE, HEIR2ai] ™ Am
BREVREL. MEREMISAE: RIREIEM, FMNN@EBERZRES, RAFPEFINRES
&7,

(00:21:10):
English:

And it never materializes into anything meaningful because again, if you're doing it as a step towards
unlocking new global maxima, sure, | love that. Do it. Go after it. Know that you have a ton of work ahead
of you in order to actually unlock that global maxima. But to ever promise a homepage redesign or
marketing site redesign in order to drive more acquisition is a failed promise that is going to be led by lots
of agency money spending, often a million dollars plus, lots of arguing about which shade of blue your
brand color is going to be, and eight to 10 months at the minimum of development and very lackluster
results afterwards.

FR3ZERiE:

BEXEFEMRECATAEEXNER, AR, MRFETCUEHRIHRN “2BRHEMA” (global maxima)
—2, BBERM, B, ML, BRENE, ITEHEERMBNMRMAE, MEITEAENITE, B8
2, NEAEBSEMUTENHAEEMEERNEZSRE, BRE—HEERMMEAE, XEESSHER
EBEE EREER (FEEE 100 5EmT), EREHeZzRERMHEE ESI0TRK, ZEAEMH 83 10 MAKF
LA, MRENERNEETE.

[00:21:58] Lenny Rachitsky
English:

Oh man, I'm loving this list already. This is great. To your point, it may still be worth doing if you're
coming into it eyes wide open, this isn't going to drive growth, but we're setting ourselves up for a future
brand that's world-class and we know our current brand stinks and our homepage needs to be refreshed.
If you're aware, it's not going to drive growth, it might be okay.

FROCERIR:

R, REBEELEXNERT. XHET. EWMIMRAR, MRMFEFEMEMXME, BPAIRERETHN—ILL
NRRIE XA RIENIE K, ERNIBEARROERLDEITERM, FMNMERENRERE, BRIFER



#o MRMRBIREIXASHRIEK, ARAIRETELTo

[00:22:19] Elena Verna
English:

Every single time I've seen a marketing site at least rebrand, it's been a step back in performance that
then is being treated as a fire drill to fix. Just don't do it if you expect immediate results out of it, or at
least educate the team on how long it's going to take to get to the point where you think that there's
going to be upside away from your original brand.

AR ERIE:

BILINE—XEFENLREELE, BB UVSNER, ARRIAFEIESERE, MRIMEAEIAR
M, Bus; HEZLDBHEE, ILAITNEFESKEAEAZIIRTEN. EHRmBEIERKR.

[00:22:48] Lenny Rachitsky

English:

I've experienced this not just with marketing sites, but most redesigns. Redesign of the product.
R EE:

BALEEHENG EZHEXMER, KESHREMLIHERN. b~ miERLIT.

[00:22:53] Elena Verna
English:

Product redesign. How much product and engineering work comes into just changing a logo in your
product or changing colors? It's insane. With no results ever, there's no results.

AR ERIE:

FEmENMLIT. (XA T BT mHPH Logo S, FERAZDFRMNIREIE? GEKT. MEMNKEE
#R, T2RE,

[00:23:06] Lenny Rachitsky
English:

And to your point, it's like, "We've spent six months redoing onboarding. Everything we've built builds on
this new design and experience, we can't not launch it. Every team is working on this new world, we're
just going to launch it and then we're going to claw back. We're going to figure out how to get it back."

That's how it goes.
R EIE:

IEWRFTR, BRERR: “BOVETRNTBERMEFSIS (onboarding) . FHiTAERM—LIEEFT X
RITMELE, FNRERLT. STIREASEAXITHERES, BiIkikm, RAEBRNEBRENIER
W EK. RKMNZBAEMEN.” FEMBXFLRN.



[00:23:26] Elena Verna
English:

It's a new starting point and that starting point is going to be much lower than your current optimized
experience that you have. Whether it's well optimized or not optimized, it doesn't matter. It's gone
through some level of optimization versus rebrand is always a shot in the dark. It might be prettier, sure,
but that doesn't mean it's going to perform well. Obviously never say never. Sometimes it might work,
and if it worked for you, | am so glad. But that's an outlier and don't treat it as a pattern.

AR ERIE:

XE—TMHRER, MXNEREEFRYMEINUNERERESSZ. TEHMARAKSERE, eED
ZHSEMEENLL, MaMELEEEEESRH. EHEEER, 34, EXHIEREERAZE
YR, NELLEXN. BNCARER, NRMREN, FAREH. BIZEF6, FELCHFEENRE,

[00:23:57] Lenny Rachitsky
English:

And | was just going to say, | think everyone listening to this that is working on something like this is
probably thinking, "No, | think we have a good shot at this. We've really thought deeply about this and it
might actually be really positive." In your experience, it sounds like you've seen it work occasionally, or is

it just never?

FRCERIR:

KIERR, BREFES T EENMXBMNEEEEHRMMBIARTRERER: “F, RESRNRENZ. i)
BRORANBE T, ARIGESIFERR” EMHNZRFR, RILSEREINEGLD, E2HMELE?

[00:24:15] Elena Verna
English:

The best I've ever seen is that it produced net neutral results and it produced us better ability to optimize
towards something bigger. That's the best case scenario. So if you're working on it, my biggest advice is
not to say you stop. Just understand that the goal here is not to drive at launch, in the seven-day readout
after launch, some increased performance. The goal here should be, we will launch, we will probably see
a hit, model out and forecast for a hit, and then give yourself two to three months at the minimum,
ideally more like six months, to really optimize it back to a good standing where it can potentially
outperform. But you need to bake in that three to six months of work after the launch, which is what a lot
of companies and teams forget to do because they just move on. Because it's like big initiative, big pop,
and off we go to our next project.

AR ERIE:

BRI RFIERETET “BPMH” (netneutral) MER, HiLBIHAE T EFNENERAEANETMN
to MERIFHIER. FAUAMRIMREERXGE, REANEBNUAZILIRMEL, MEERA: BRFRELS
B, NERXMENECRBIEREINSIERK, BArNZE: HIT2%H, RITTRIBIHETE, HNEN
IEEREHNTE, ARLESELHI=1TA BEABRTE/ATA) NitE, EEEBERLERFAK
&, EHARREHU T, EMFRLRABREZE N MANIAEETREAR, MXERRSATMETIEMH
B, EAMIAHTMEREM T —IHET. RAXEAN “EAEE , KHTHAIELT



[00:25:08] Lenny Rachitsky
English:
| love that we're only at number three. This is amazing. Let's do number four.

FRCERIR:
BREAERZNT, BMAHEE=1 XEFT. K, EHET,

[00:25:13] Elena Verna
English:

Number four is obsessing over your competition. Okay, so there's a little bit of a gotcha here. | tear down
companies all the time. | have thousands of Gmail accounts that | sign up for any and every product. | go
through their entire experience. | look at their monetization strategies. | look at their activation. | do it
across direct competition of the company that I'm working with as well. | want to know what I'm playing
against. So knowing what your competition is doing is extremely important. Being inspired by some
aspects of what your competition is doing in their experience is a wonderful place to originate an ideation
or potentially try to implement into your product as well.

AR ERIE:

BOMNE “METFRFXNF . XEENMAWHIMSG, REEXN QB HITIHE (tear down), HERTFTLEH T
Gmail kS, AXEMESMH~m. HIERMNNVBNRE, ARMINENREBEMZIESL. REIHIEK
FAIRSHARNEZER SN FHXE, HRMERNNF2iHE. I, TRESFHFEMAAREEE. MR
SFHFHFRRPREREESTENEL, BrERBRRRIATEE - mPSEHERIT 5%,

(00:26:20):
English:

But blatantly saying, "Hey, we're going to copy all of these best tactics or all of these flows because, hey,
they're doing better than us. Let's just rip them and do exactly the same. Why isn't our onboarding looks
the same as this onboarding? This company is so successful." That's where things really go wrong
because every single experience is very unique to their customer, to their channel. You don't even know if
you're getting their actual experience or you use some tester cell or you're getting some personalized
thing based on where you signed up from, who you said that you are. So you don't even know what
actually the overall thing looks like most of the time and putting that into your product, it just leads to
very subpar results. And there's a lot of drive, especially to have it as a shortcut. "Okay, we don't want to
go through this ideation or user research. We don't want to do user interviews, but we don't want to do
A/B testing. It works for them. It must work for us. Let's just go and do it." And it fails 95% of the time.

FRCERIR:

BMRQAN: TR, HNENRFABEXERERBRIRE, BAMINBSILLRNT. RITMERIK, BT
—E—1F, R ARNBEFSISFAEMIBE? BRABDKRNT " XnEEELRENG, Rig—if
A FHEFNRERGEBSIFERFN, FEEFNEREINESEMNNELAERE, NERIAZER
THAR, HEMRBINIETREVEMY. BHEENMENAT. FIUAZHEFEERNELHRE
fta, BERBERHEFN~m, RAZSREETENER. REARCEIFERERIR: “WE, HNFEEHE
HAPHR, ARARP Y, UAREHA/BINIR, EIAMMIIER, BUKMNE—EENK. EEEHB." &
95% HYIER FER =KMo

(00:27:08):



English:

Now, there are certain pieces that | would rightly recommend. | already said inspiration. | use it for
inspiration all the time. I'm like, "Okay, what's cool? What is everybody doing?" So because | want to just
stay in the know on what other people are implementing and hopefully if it's in the control experience, it
works and it worked better. | use web archives a ton for locked out pages too. I'm like, okay, how did it
look last year? Why does their whole page look this way, or the pricing page? And | analyze that and | try
to extrapolate some results. | also think that there is a lot of patterns you start to notice as you start
tearing down all of these companies. You're like, "Oh, these elements are always the same." That means
all of these companies are arriving to these things and they seem to be winning elements. And you can
take those elements and put them into your product, but you can never skip the ideation, the design, the

user research, the customer interview, the experimentation step.
FRCERIE:

S, BEMOHEHETN. KRNARET ‘BR . R—ERATCRKIHRZ: "B, BAABENKRA? X
REEMAA? 7 EARETEIIAELEFA, ARENRPELEINRLHNMAFE, EEEER. RBE
HBREAMIIFE (web archives) REEBLIFQAHANE. HEE: ZFERMAHEFE? MTAMINNENR
HERENTERKXF? D THSIEERTE —EER, HITINN, SRFBFEFEFIEXEQFN, IR
ARZR, MR ‘B, XETRSE2—HN.” XRKREMAEXEATHEHTRFNESE, XEMF
ERHTR. (RAILIEXETRBANMRBS MR, BIRKEFERIAE. kit BRMAR. FRHRMKEX
L,

(00:28:04):
English:

And you should always balance it with actually innovating yourself in your product. Because copying
competition is like the fastest way to mediocrity because you'll never be a leader if you copied somebody
else. Leader is by default is somebody that is able to separate themselves from the pack in something
else. And if you are trying to just be, | don't know who is ever trying to be the mediocre middle of the
pack, but maybe it's a good starting point, but never the end goal. The only other thing that I'll say before
I'll stop talking is benchmarks. Benchmarks are also very dangerous here to use because benchmarks are
usually done on all of the competition, on all of the softwares out there. And the way people define
numbers is so different from company to company. Even if you look as something as simple as signups.
Okay, how many signups should you be on average getting? Or your conversion from prospecting visitor
to a signup? Or from a signup to activated user? It's so depends on how do you define prospect visitor?
Some companies define it as all traffic. Some define it as new traffic. Some of them define it on the new IP
address, new persistent id. How Google analytics defines it. How Amplitude definesiit.

FROCERIR:

RGN ZESERNF 5@l ZBEE . EANERZSENFEREIFLENRRERZ —NRIRRAZER
HAAN, RKERATASE, NSFETEX LMEMLRBERLESERAMENA. MREIZEK
e BAMEERSERAFEBENRKE, BIFBE—MFNER, BETEXRET. TRERIMIER
g, BRER—T “BEHIE" (benchmarks), EXEFEAEEHIBLIERRI, AAEEMIEREZETME
REXNF. MERHERFEN. MARAEMBFNEXTERN. BIMERGR IHE” XEERENFRA: (RFE
BHINIZIRIS ZVAM? 3EMNBTEIRREZEMAVEAER? HEMEIMEBERAFNELER? XT2BURTR
MEIEX “BEBRE . BEARNEXNMERE, BEEXAHRE, BLEETH P HULSFHFEFA ID.
Google Analytics BYE X F1 Amplitude BIE X W R[E,

(00:29:21):

English:



So all of these definitions are so different. So taking also any benchmark that is derived from competition
and saying, "This is where we should be," is also so dangerous because it might not even be applicable
depending on how you define the metric. And one of the things that all of those benchmarking data fails
is to actually look at specific definitions. And that's not to say that benchmarks are not extremely
valuable data point in your decision making because it's an input that you should leverage to say what it
could be possible. But to just blindly it and set it is just a sure way to fail any of your initiatives and efforts.

FROCERIR:

FRUPTEXEEXEBATER. FHit, RBEMERERERENFNELEHIEH R “XMERAINZAEIFKF”
BB, RARBRIEIRNEN, EAERETER, IEXEREESERNNRRAZ —MEREE
RAGKHNENX . XAFTBREEHIBEETRRFLERSNNE, ER—MRNIZF AN, BRRBTAR
AIEERY, BMRAREBMIREE, AREERILIREEMZEENESHIMUARBELE,

[00:30:04] Lenny Rachitsky
English:

You're telling me that there's no shortcuts?
R EE:

MERRAILERER?

[00:30:10] Elena Verna
English:

| wish there were. | mean, I've been doing this for over 15 years. If there were any shortcuts, I'd be all over

them. There are patterns and there are frameworks, but there's no shortcuts.
AR ERIE:
BELE, HMXITELESL I5F7, MREEERRE, REM2BLT. B1RA, BIER, B2F#E:Z

[00:30:20] Lenny Rachitsky
English:

So people hearing this, they're like, "Okay, don't copy the competition. Use it for inspiration." It's a little
hard to know exactly the line between those two. Is there an example that you can think of where you
took really interesting inspiration from someone and it worked for a company you're working with? Or
you copied someone and it's just like, "Oh, that failed. That was a bad idea."

AR ERIE:

IFARIFEIXERIRESE: B, FEPVRTSINF, BEFHRE." BXWE ZEHFRRMELE, (R
BlF3? LLAMRMREARERE TIEEEBNE A, FRIINAEITIRIRSHIAE? HEMPERTEA, &
HRMT?

[00:30:41] Elena Verna

English:



| use competition to understand the general framework of how people collect some information or
resolve certain steps. So, for example, a sharing model so many products like, "Hey, can you share this
with somebody?" Well, you can go and spend so much time of figuring out how it should look. Or you can
go to Slack, you can go to Figma, you can go to Nero, you can go to Notion. Like, okay, Google, how are
they doing sharing model? You can look at all of that and say, "Okay, here's all of the common elements
that all of them have. Here's the pieces that | think will apply to my product. Here's things that do not,
and here's what | can derive from it."

AR ERIE:

BAARSFNFRTHEANMIBEESHFERAKES BRBAESR. fl “2=RE” , RE=aiE 18, R
REIEX NI ELAAL? 7 BIhEE, (RAIUEARENBERRENZKA4AF, REMAILUEEE Slack.
Figma. Miro. Notion. Ltill, &E Google B EAMNDEEREN, RAILUMBEREXLE, ARWR: “FE,
XEMIHBENFETR. XRHIANERTHT RIS, XEFEA, XEHAMUESHRNKRE,”

(00:31:19):
English:

| use it as an input into ideation, but | never use it as a destination for the result, if that makes sense.
Because it's very helpful to not start from scratch. The empty start problem is real and competition is a
wonderful way to not have that and to have input into it, but never to just say, "Oh, we can skip the
design cycle off we go," or, "Just slap our colors on it. If it works for them, it's going to work for us." So |
have extensive Nero boards with everybody's onboarding flows, with everybody's pricing pages, their
sharing model, their invite colleagues models that | reference all the time.

AR ERIE:

HBEFEAEBEEAN, EMTEEFAERNAR, MBAERNERE? BATNEFIREIFEEEIN.
‘FHER" MERAELNEFEN, MESFNFE2EEXNAFAHRSMANIG X BERER: B, i)
ALkt AEEIR,” SE "BEERERNNEERT, BEAXMNER, MWHEMNE—EER." Frld
HBERZ Miro BIR, LEHIERTEHMARMFIITME. ENNE. 2EEE, BiFRSFRE, HEESEX

ko,
(00:32:00):
English:

But they've never been the exact thing that | would use for any company as opposed to say, "Hey, | think
this is a great starting point for you. Here are the things that | think will work very well for your company
and for your product and take these elements. The rest you need to go and do themselves, so at least that
way there's a starting point." And this is why | also started doing a lot more of my own, almost,
prototypes, like skeletons of here's the elements that you should do in these flows. | have one for pricing
page, | have one for homepage, but you need to put in your own [inaudible 00:32:36] into it, in order for it
to actually work.

AR ERIE:

BEMKRIBENREFHAEEAATSE, MESH: B, RIAAXTFRREZ—MRIFARER, XL
RRANEEESMABNTGNITER, EEXETR, FTHREEACEY, IHRELDET —MER” X
WEAFTAKARMEZEHCHRE, MEER—F, JHEEXEREPNZASENTR. HEENTE
R, WEBEAMER, ERETIAIRE SRR, EFEEEREER.

[00:32:39] Lenny Rachitsky



English:

What made me realize this back in the day was thinking at Airbnb, especially, thinking about people
looking at our flow and being like, they've got it all figured out. We're just going to copy what they've
done, so thoughtful and have tested everything. And knowing how that has not happened and how so
much of this was guesswork and we hate so much of it. Just thinking about people trying to copy this
thinking we know what we're doing. It's like, "What are you guys even thinking?"

FRCERIR:

YFFE Airbnb B, HFIRET —x: FRIRBAIANBERNAARE, 08 “WINEEHEBERET, MR
ey, tiIEREXERT, MEWRIE—T)" . BERFL, REMERAFTERNE, REMEERFH,
HMNBECHBHREFHRZED. BEIAMNEARFENANES SEBRTAMKELE, HMA: “MRIZIE
Rt a? ”

[00:33:02] Elena Verna
English:

Oh my God, | actually had that happen to me. At Dropbox not so long ago, somebody reached out and
they're like, "Oh, I looked." It was like some page on activation flow and they're like, "Oh, I love this page.
This is so cool. | love what you've done here. I'm going to go take it to my company." I'm like, "We haven't
touched it in 10 years. This page is only visible for small cohort of people. Please don't do it. Please don't
copy it. It performs like shit. | know it's out there, but it's not meant to be out there. Nobody thoughtfully
put it out there." So that's definitely a huge failure point that you can run into.

AR ERIE:

RIP, FBBEITXME, RAHITE Dropbox, BABKRZR: “Bi, HETIRBUEREFNENTTE, X
BT, HEFER. RELERIIKQATE” OB “BIIEKNELR 10 Fgohd T, MEARX—/NEB5
AF R, BFANXAM, FIHE. ENRIMI=BET. RAMEEERIL, BERZERIL, RELKAROME
LEIPE.” FRAXAER BIRA] BB RN — P EARMR,

[00:33:42] Lenny Rachitsky
English:

Right, if it's like a fancy company, assume they're just so smart and diligent about every little pixel and

decision.
FhSCERIE:
&, IRB—RABRENLE, AMIMmasBigttiERIER, WE—MREME— 1 RELIEBE.

[00:33:48] Elena Verna
English:

If people only knew of how much craziness is happening in those big companies and how much chaos
there is.

FRSCERIF:
MBAVEEBBLEA AT B S VRIENES, UREZVREMET.



[00:33:57] Lenny Rachitsky

English:

Oh man, that's a whole other podcast episode.
R EE:

K, Beer]USH—EEET.

[00:33:59] Elena Verna
English:

Whole other podcasts, yes.
FRCEIE:

TEA L, &Ko

[00:34:00] Lenny Rachitsky
English:

Okay, number five.

FRCERIR:

9%, A

[00:34:02] Elena Verna
English:

Okay, | have this one. It's a little bit Meta, but | see it happening all the time. We love to think that our
problems are unique. I'm working in this company and we have this gross problem and we need to go
and figure out the solution from the grounds up. Maybe this is a little bit related to the competition point,
but I'm very sorry to break it to all of you, but your problem is not unique. | am 99% sure of that. Your
problem has been felt by somebody somewhere in probably many, many places and you trying to re-
engineer solution is time lost to market and has a huge opportunity cost.

FRCERIR:

%, XMER ‘7T (Meta), EREEFIXIMER. HNNEZEWANECHRERR—L M. “HEXR
RE)IE, HANBETXMEKRENE, HMNFBMLFBIHBRARE,” XARSRFMNFR—RERXR,
BHRFEEMESIFAK: MEVREFARRE. 3 99% MWE, MEVREEEERESRELENERE, MAR
REERSHMAEHAEL, MAEEMLITARRGE, BERBHNTIZE, FEEEEXRNNZHL.

(00:35:41):
English:

So my biggest thing that | try to get people is don't think that you have unique problems. You don't. |
know we love to. It'd be fun to have something unique to learn, but with so many startups, with so many
people in our industry, in your industry, whichever industry that is, your problem has been solved by
somebody. Or at least that there's a lot of failures on the problem that you should be learning from. And
number one thing that whenever you have an initiative or whenever you have a metric that you need to



go and move, to not start from scratch, ever. Do not start from scratch. It's the worst thing that you can do
because you can waste so many cycles on trying to do something that probably has already been solved,
which means how do you approach this as a result?

AR ERIE:

FIUREESIFARNE: FEINAMERFORE,. g8, HAMERNERXARE, FRIFNAARE
B, BAXAZHEQE, BXASAEHNBITIL. RETL, TEMWMTI, RBREEEEEEWEANRE
RET . HEEDERNTRELEZBERSAMERFAERMFES. KREEN—KRZ: SHRE-IEHEAFE
RARNDIERE, KZFEMNEFR. THTRENEFIR. XZIFEMNSERENE, RAMTSREAERH
ERHPBEATEELRBRNEFR, BA, (REIZINEINIIIE?

(00:36:26):
English:

Well, you can look at competition and how they're solving the problem. That's one input, for sure. You
should go find people that have solved this problem because there are people there and people love to
talk about what they do. So take advantage of that human psychology and go find those people and just
ask them, "How did you do it? What did you do? What happened?" Obviously, not all the time
everybody's going to respond, but we have LinkedIn, we have X. Go out there, find the people that you
think or ask around in your network of who you think might have similar solutions and just go talk to
people. It would be incredible shortcut if you're talking about an actual hack that is a hack to get to an
optimal solution.

FROCERIR:

RAUEERSNFEOABAXNIELN, XEER— TN MM ZERILERRTXMNIFEBAN, BN
EENAREEFE, MEANERKCMIIPAENER. FAXMARCE, ZHBLEA, BEAMI]: MR
BEAMB? (R THA? ERWA? ° BA, FREMABMIEIN, BFHANIE Linkedin, & X (R
Twitter) o EIEHATIANFTREBRIMBRS RN, HEEMRILRZMERITIR—T, AREMMBIIEHEH, 40
RIFEKCHRIEN “BEFER , BaXnBBEERMBNBEREZ.

(00:36:43):
English:

And then the last thing that | would also say is that solving any one problem uniquely is extremely
inefficient. We are evolving so fast in our market, you need to be able to patternize your solutions.
Patternize, is that a word? Make patterns. Make patterns out of your solutions. So more you can stop
looking at as a unique data point or unique problem and more as there is, | need to fit it into existing
pattern or | need to figure out the framework on how to solve not only this problem but other problems.
The faster you'll be able to get at least to like 60% of the solution there. And then you can do very
authentic implementation of whatever you want to do. But to go from zero to 60 manually, as a one-off,
we do not have time in the industry right now to do it, unless you want to be left behind.

AR ERIE:

REHFRERNZ, JREFHEREN— MR EEBERERRE . FMNHHHEEFUMLZIR, RFEEREBREIREY
BRBZE BRI o Patternize, AXMAG? MEEIIRI. MRIBRGRPEZEHE, (REIHEFLE
REAMIRENSRIERSURGHRE, BREFHEMAN “REEFHBANRBRR” = “REEFEFBTNE
RXA R, ERERRREAMIREAIEL” , RELEIRAEAZIZE D 60% BRRS S, ARG, (RAJLIIREMBIE
AEBHTIEEELNLM. BEERNTUWIFET, BFRIHAEREERE, SNHITLBEBEFEI, —R
MM 0 52 60,



[00:37:23] Lenny Rachitsky
English:

Bam. Powerful words. Is there an example that comes to mind of you doing this either the wrong way of
just thinking this was unique and realizing | should have talked to people, or where you actually realized
something was not unique?

FROCERIR:

B! REHNE. (REREI—IHIFID? LLINfRE RS AR RE, NN ERMEN, BERARIREINZ
WA HEMBIRBEHSZHILHRIR?

[00:37:37] Elena Verna
English:

I'll give you actually an example that | had when | was at Nero. At Nero, we were first trying to stand up
community, and | was tasked to do it, and I've never done it before. So | was banging my head around
against the wall and I'm like, "Okay, how do | do it? What software do we use? Where do we acquire users?
What kind of content is going to go in there?" So | was approaching it almost like a finding product market
fit, and | will fail so much doing it. And | honestly only have a year to get to some sort of traction before
this is going to get shut down because company is impatient, company is moving fast. So if this is going to
be a failure point, it's either going to be taken away from me, which is fair, or we is going to close the door
on it, which would be a huge failure both on my point and for company as a whole.

FRCERIR:

BLGIREDIRTE Miro ([R% Nero) BIRIFIF. 7E Miro, EMNRMSHETHK, ERBRATXHSE, BFK
RTMAME. FRARERN—SRR: “GWE, RZEAM? BHARG? NBEREBAF? EEMZBA
RE? 7 HREARLFREIH PMF —FEREE, EREBTREAW. BAN, HRB—FHRERNGE
MR, SNUXTMHEMIEXIE, RAAREREMD, KRRR. FAUNRXETRMR, BATEIEM
BFPEE EXBR2F), BEARBSMRBFE, XMNENQERFEHEERBIKK,

(00:38:29):
English:

So I went and | started talking to a bunch of people that have done communities, and | remember talking
to Caroline from Atlassian who has stood up community. | actually hired her as an advisor afterwards and
she's like, "Well, are you talking about a user community or an agency community or a partner
community?" And I'm like, my mind was blown. I'm like, "I even considering all of these angles because |
was just literally thinking about users only." And she's like, "Well, you shouldn't necessarily start with the
user community. If you want some results out of it, go to agency or partner communities first." She would
applying it to me in a structural way for me to grasp my head around it and then implement something
that had much better results at the end that | wouldn't even gotten to probably until six, eight months
later, if | didn't talk to her.

AR ERIE:

FREFBEN S H XM ABL, FKiCSH Atlassian B9 Caroline Wi, #hZiid#HX, EREEEIEIE
whiBfERR, MiRf: “MREAXKICAFAHAX. AEBHXERSFRAHEX? 7 HIIRERT . Ht: &
EELEEIXERE, AANRBERFENTGRIZAL” . “GFr—EIFEMBRHEFG. NRIFEE
BIpR, FEZRAEFHESHENHAR” bl — SR ip A RIER, LRIEETBR, AREET —
ERAWNFRIFEZHHER. ORAMME, FAIEERIR. \TAGEA EREIXLE,



(00:39:19):
English:

So | think it has to come with a place of knowing that you don't know everything and humility to say,
"Hey, | need help," and | might have a already fancy title. At that point, | was an interim CMO at Nero and
I'm like, "I don't know how to do this." And it actually earns you a lot more credit than you think. And a lot
of people are afraid to admit that they don't know how to solve a problem and that's why they start from
scratch. But you need to really put your ego aside and get some help faster than trying to hit every single
failure point along the way.

FROCERIR:

FRUERDIR, MeRiREIB SHIELFAM, FEZRER: T8, RFEHL.” ERINEZETE
FREYSLET—AREYFZ Miro (IR CMO—BRIERH: “BAMEBEZEAM.” KL, XARRENEE
LSRN ES, REAFHAINE CARENARRIEE, FrLMEIF MNEFIE. ERENTERTEE,
RRFKEE), MAREX—BLEBES—1MRKR,.

[00:40:02] Lenny Rachitsky
English:

And the thing that'll really hurt your ego is failing. And so the more you could do to avoid failing and being
successful with this initiative by talking to people, doing research.

FROCERIR:

MBEERGEREENZR K. AL, BISARR. B, MEMNES, MRy, 1LXTEE
RIERI.

[00:40:12] Elena Verna
English:

And to be fair, failure is going to be unavoidable. If you talk about growth, growth is about failure. My big
motto, life motto on growth is that you have to fail to learn. You can't just constantly succeed. Success is
an output of a lot of failures, but the question is, how much time do you have to fail? And a lot of times we
don't realize how many failure cycles we're going to have to go through before we get a success, and that
company, or even market, has no time for that. So still expect to fail, sure, but the timeline for failures is
going to be shortened quite a bit.

AR ERIE:

DI, KRBBARAEERA, KENEK, HKMERERK. RXTERKHAERSRE: RYIuETKBFK
F3o (RARIEE—EMI. IR AERNWE~H. BREZE, MEZDREIERK? REERITKER
IREERBRNZAFBREMLZ VD NRNER, MAREEBZHELSBNEFM. U, HRAERRETHIS
KW, (BRMBBSEIL R AKRGERD.

[00:40:54] Lenny Rachitsky
English:
Okay, so we've gone halfway through your list. There's 10 items on this list, right?

AR ERIE:



9, BMNEEHTERN—FT, FRE-HEF 10T, WIE?

[00:40:58] Elena Verna

English:

Yes, yes. There's 10 items. Next one is a good one.
FRCEE:

B, 100, F—MRE¥.

[00:41:01] Lenny Rachitsky (Ad Segment: OneSchema)
English:

I'm excited to chat with Christina Gilbert, the founder of OneSchema, one of our longtime podcast
sponsors. Hi, Christina. What is the latest with OneSchema? | know you now work with some of my
favorite companies like Ramp, Vanta, Scale, and Watershed. | heard that you just launched a new product
to help product teams import CSVs from especially tricky systems like ERPs.

FRCERIR:

R&3Ae5 OneSchema BIBI%E A Christina Gilbert liX, OneSchema BB ENKEATBIFZ—. I8,
Christina, OneSchema &EBHAMEIA? HAMEMRIIMAES Ramp. Vanta. Scale f Watershed FHIEE
ERNABEE. HFRMANININEL T —RH~m, BB~ mEMM ERP FHFIMFNRERZHIN CSVX
o

(00:41:47):
Christina Gilbert:
English:

Yes, so we just launched OneSchema file feeds, which allows you to build an integration with any system
in 15 minutes as long as you can export a CSV to an SFTP folder. We see our customers all the time getting
stuck with hacks and workarounds and the product teams that we work with don't have to turn down
prospects because their systems are too hard to integrate with. We allow our customers to offer

thousands of integrations without involving their engineering team at all.
R EIE:

T, FATMINIEL T OneSchema XHifx (file feeds) , RE(RAEIF CSV SHEI SFTP X43%, ERUAEILIR
£ 15 DHHANBSERARNER. RINEEERITPREMIGINSRMZ@SEZRTL, M5HIIS1FN~m
FARBRE N B RAREEMMELBERF . BILEFATHELIZENS SENARHETER.

(00:41:47):
Lenny Rachitsky:
English:

| can tell you that if team had to build integrations like this, how nice would it be to be able to take this off
my roadmap and instead use something like OneSchema and not just to build it, but also to maintain it
forever?

AR ERIE:



HATLUE IR, MNREANGTEXIFIER, BIBEMBREERSE, ¥MEMA OneSchema 2T A,
MBI, ERERALER, BEEZH,

(00:41:59):
Christina Gilbert:
English:

Absolutely, Lenny. We've heard so many horror stories of multi-day outages from even just a handful of ad
records. We are laser-focused on integration reliability to help teams end all of those distractions that
come up with integrations. We have a built-in validation layer that stops any bad data from entering your
system, and OneSchema will notify your team immediately of any data that looks incorrect.

AR ERIE:

#ytgntt, Lenny, HMIAEXZEAEZEIRICRMERKEAHXRENNISEHRE. RINEETTERNTE
%, ZBEIFIRHERERBRNAE T, BNE—TRENRIEE, ®UBEIEEAEIRBUEENTNRS,
OneSchema &3 Bl@A{ R BAERI B TR A [EFRBIEE,

(00:42:19):
Lenny Rachitsky:
English:

I know that importing incorrect data can cause all kinds of pain for your customers and quickly lose their
trust. Christina, thank you for joining us and if you want to learn more, head on over to oneschema.co.
That's oneschema.co.

FRCERIR:

RAESANBIRMIBESAT R EREMES, FRREEMIINEE. Christina, EFIRIMANIEN]. NRIRAE
THREZEE, 1158 oneschema.co,

[00:42:33] Lenny Rachitsky
English:

Let me summarize the first five real quick and then we'll keep going. So the first is, wait longer than you
think to hire a head of growth. Wait until you have product market fit, maybe a million, or especially if
you're self-serve oriented. Number two is if your growth is declining, the head of growth won't solve that
problem. First, stop the decline at least. Third is redesigning your homepage, marketing page. Rebranding
is not only not going to help you grow, it's going to probably hurt growth and slow things down. And so
just go into that wide eyes wide open. Four is don't just copy the competition and assume they know
what they're doing and assume that what they do is going to work for you. Use it as inspiration. On the
other hand, look at get inspiration from experts, competition, trends, things like that to help you solve
your problem, which you think is no one solved before. It turns out every problem you're solving
someone has solved in some way, most likely.

FRCERIR:

URRESLE—TRIAD, AEHNUL. F—, BEEKATANNEZELMERNEE. FEI{RE PMF,
ARRIXE] 100 HEtER, HiRMRMFRUBHMRSAEEN. =, MRMOEKEZETAE, EKAR

BRRT ZN A, ELBLIEETE. =, EMRITER. EHENAXELREANAIFEMLK, &7
REMBE RKHEIEHE, PRUMXEERERITEE, F0, FTERRYPRESENTF, RigINESSEHR
fra, HERRMNOBEMEER. BIEXHFER. 5—HHE, NER. RFXNF. BESFHTEIHR



B, BEMRERBLEMRANMKRE ARRIRE, FSHERA, REEFRNESIT R, RATEHELE AU
KA ERIT

[00:43:30] Elena Verna
English:

Yes, especially in growth. | mean, | know this can apply to a lot of product management and to marketing
as well, but in growth, when you're talking about how do I lift activation or have a really big drop off
between activation and monetization? These things are a lot more patternized than you would expect

them to be, so go and find those patterns as opposed to trying to re-engineer it.
R EIE:

B, FRREERIN. RAEXMAUNATFREREMEN, EREERKIR, SIRNE “WNERARE
K % “WESTUZEFEERRD B, XEFBLLFBRMNEEMREN K, FIAEFHIBLERN, MR
EIRXEELIT.

[00:43:55] Lenny Rachitsky

English:

Amazing. Okay, let's keep going. Number six.
FRCERIE:

KT 4, FIHE. ER1H

[00:43:57] Elena Verna
English:

So next one. Next one is a little spicy one too, and that is part of growth you owning some channels. A lot
of growth teams own acquisition. So owning channels and growth prioritizing SEO, SEM, social, is one of
the biggest mistakes | think a growth team can do. Now, obviously, I'm not saying don't do SEO, or don't
do SEM, so organic search or paid search. I'm not saying that. However, as a growth team, your number
one priority is to create your own or your earned channel. So channel that you've earned and that nobody
else can compete in but you.

AR ERIE:

T—, MBS “FH , PREXTHEKANBAEELRENN#, REEKEAMNATRE
(acquisition) . FHIAAEKHFAMIE THRAEIZEZ —HEMIAEFE SEO. SEM MR EE, HA, A2
RE SEO 3% SEM (BIBAEERFTERIER) ., BFREBIER. A, FEA—MEKEPA, THEEESE
BRIRE I “WISHIZRE" (earned channel). ELRITEREN. BT IIRZINEABERZEFHERE,

(00:44:45):
English:

What do | mean by that? When you're doing organic search or paid search, you're making Google richer.
Great for Google. Google is an incredible company, but by dumping money into paid marketing, you are
paying them and you're paying for their distribution and access to their distribution. If you're doing social
too, like you're doing, let's say, Instagram or whatnot, paid advertising in Instagram, that's great, but all
of that works on algorithm. An algorithm can giveth, but algorithm can also taketh away at any point. And



you have no control because you don't own those channels. You are playing with other players and you're

competing against them in somebody else's channel.
R EIE:

BRXBHATRER? SREBEARRUIERER, REMEIL Google BIFEEHA. X Google KinfRiF, ©=
—RTRENRF. ERIBEEANEEHE, MBEMERSLMI], WEMINNDLENMNDLKRE, NRMR
AL 3ZIEIR, LEINTE Instagram EMAFEE &, BRIRYY, EFFEXLHEMTEE. BARUSGIRRE, B
AILRERFERR, MBI, RARTAEXERE, (REEHNANREEMEMITKES.

(00:45:29):
English:

Now, on the other side, there can be your own earned channel. What is earned channel? It really goes into
the concept of product-led growth acquisition, which means you're relying on virality, on word of mouth,
on user-generated content in order to attract new acquisition through top of the funnel. So why is that
earned and why do | put that above, let's say organic search, which is SEO, obviously, is wonderful? But
again, search just goes to Google. That's great. Versus if you build your own user-generated content in
your own community, nobody else can compete with you in that. That is yours. Your competitors cannot

buy their eyeballs. Their people are going to be attracting other people.
R EIE:

M»—AHE, JUERBTFIRECSH “RENRE” . TARRENERE? XKMFELSR~REEER (PLG) 3R
FEOHS, BREMRAERSAEE (viality) . OB, ARERARZE (UGC), @IiRINERSIHAF. #
TARXZ “WiF B, RTAKEEHE SEO 2 £? SEO HARE, BRRARERLZEZNM Google, 1H
b2 T, MRMEECHHKRL T HECHNBFRERRS, RAREXAESRRES. BEB TR, MR
SN FLEEMXEXT, (RNAFPIRSIEMAR,

(00:47:05):
English:

Referrals from people to people are everything. So, Lenny, if |, let's say | sign up for, say, Superhuman and
| invite you into it. That is much stronger acquisition tactic versus you looking for and finding
Superhuman, let's say on paid marketing advertisements. And especially with our age right now where
search as an interface is changing towards Al interface and the Al interface is giving a lot less credit to all
of the content. Content is almost becoming a database and there's a new Ul that is being developed on it.
Before it was Google was the Ul, and now Al is coming in with a new Ul, and there's not as much control
that you have over this new Ul that is being developed. Focusing on these earned channels that you own
becomes the outmost priority. And if you don't have them on your growth roadmap, you are going to be
in some really big trouble over the next year to two years because your cost of acquisition is only going to
go up. Your competition and those channel is only going to go up. You're constantly going to be praying to
algorithm Gods to giveth your way, but again, they can taketh at any point. And it's really one of those
fundamental growth team failure points if they don't spend enough time on virality and user generated
content to create their own earned acquisition.

FRCERIR:

AEANZEIRHTE (referrals) FA2—1. FRLL, Lenny, SNRIEM T Superhuman FHBIEIRIMN, XELIR
E & & LERHIKE Superhuman 238118 %, HHIERERMNMUENNN, BRAEETHE A REE
T, A REMRENEANENEE, NE/LFERT — M EERE, M EEETEHFLAFHI Ul LLET Google &
Ul, ITEAIHERH UILES T, RIEXDNE Ul IS8 408, Att, EEFMHRIAENXYE “RISHNEE"
RTEFZE, NRMENEKEREE LEEXL, MERR—BENIBEIAMM, BAFNRERETRS



t, RERZNME REFEMbE “BEZ2®" MELTRE, B URE, NREKEANRERE
MEEERSERENAPERRET L, UEERTECH “WEHNRE" , PXMERBRENRMRZ—

[00:47:48] Lenny Rachitsky
English:

Wow. Okay. This is incredible. This is its own podcast episode in theory that we could do of how to
actually do this. We're not going to cover the strategy. Also, this may not necessarily work for every
company. Your point is, you can grow other ways, but this is by far the most powerful, most effective,

cheapest, most likely to succeed. If you can figure this out.
R EIE:

o §fo XARAFAIRNT, BIL EXAIURMB—ERE, HHERKEAM. HNSXFPITICAERRKEE, M
B, IF—EERTEXRQR., MBNRE, FALLBIEMAIER, BNRMEREX—~, EMEEH
RIBA. RAM. REE. RAIBEKIIA.

[00:48:08] Elena Verna
English:

It's not cheapest. It's actually cost a lot of product and engineering and even marketing resources to
stand up. So it's not the cost of a budget, but it's cost of people that will have to work to create your own
channel, so to speak, for acquisition. And you're right, maybe that's not for everybody, but it's actually
applicable to more products than people realize. Because, every single product has some sort of team
functionality, some sort of roles that they need to do. Every product can drive word of mouth loop... Well,
actually, that's not true. Not every product can drive word of mouth loop, but they can drive
recommendations and they can create user generated content.

AR ERIE:

EFRRREEN, Lfft, BIECHRERRAAENTR. TIREEEHAR. MUAEFREMERE, MEAS
7, BEANIECEBTIRECHRERE, MREX, BIFXFESHEA, BEEERN~mASELEAL]
BRENEZ, ARSI miBAREMEINGE, EMEETHIIAR. S0 mEa KO ER- - 4F
g, HLWARRA, FERS N =R OBER, Be(1] RS, aTUEIERFERRE,

(00:48:46):
English:

One of those tactics usually applies to at least one product. So there is an opportunity to create some sort
of earned channel, even though it might feel unnatural at the beginning depending on how you reach
PMF and how you've scaled in the first couple of stages of it. But if you are not exploring it and if you are
not investing into it or at least trying and failing within it, | think that you are really leaving too much of
your growth future into the hands of somebody else that you have low control over.

FROCERIR:

XERBREEEDE—NERTEM M. FALL, BME—FIRRBREREA (BURTIRIANEE] PMF LIKRER
DILFERAOAAUR L) , BEECIEEM “WEHRE" Wils. BUORMFAERR. RN, HEELRE
SRMEHKRY, FINNRENZICEKIARFRIZE T R EEHIBIRAF R,



[00:49:19] Lenny Rachitsky
English:

So the advice here is your growth team. It's okay if they work on SEM, pay growth basically and SEO, but
most of your effort and investment should be in earned channel, owned channels, specifically virality
generated content?

FROCERIR:

FRAXEREINGE: BKEAAILUE SEM (B4R L2MEFEEK) 1 SEQ, BREBAEAMKANNIZBE “WIF
FRE" M “BRERE L, FrIERSNEENERRS?

[00:49:35] Elena Verna
English:

Diversify. Just diversify your strategy. So not all of it is reliant on somebody else giving you access to their
distribution. Now, for example, a Dropbox, over 50% of acquisition comes through sharing. So | load
something into my Dropbox, maybe | need to send it out for signature. Maybe | need to just share this file
to transfer it to somebody. Maybe | just need to share this file as a final delivery to my clients that | was
working with. Well, that recipient then is now aware of Dropbox, so it solved the brand awareness.

FRSCERIE:
L. ILIRER S, XM ASTERBIIALIRD LEE, 40, 7E Dropbox, #Bid 50% KIFKE

kB “PDE" o HILKRELZE Dropbox, AJRERBEALEER, NERBDEXHLATIAN, REFARE
BRELEEF. B4, HWEFFNIET Dropbox, X#ERT mhE1%E iR,

(00:50:09):
English:

By that action of sharing, you actually almost activated that recipient too, so you don't need to educate
them anymore on how the product works and whatnot. And the percentage of those recipients sign up to
become Dropbox users, and that accounts for 50% of acquisition. That is a stable earned channel that
nobody can compete with, and it's only for Dropbox to lose, so to speak. And we actually had our own
growth pod focused on it. Because to optimize both sender experience and the recipient experience,
because it was such a powerful growth and growth engine that driven the company, and every business
should have an attempt at one of these.

FRZERIE:

BEDEXNEE, REFREJLFHEUET BIEWE, PRUMRABRER B M~ R NEFe. —ELt
FlayizUE =EMBL A Dropbox AR, XETREER 50%. XB—TMREMN. RARREFH “WIFHIE
8", FILLSRE Dropbox HERERIEE. HINNARNEZEEFEIAERK/NA (growth pod) fAFXD, ALK
RIFEMZWENKR, EANER—TEBARNBAIERKSIE, SMEWENIZEIRET —MXEN5%,

[00:50:51] Lenny Rachitsky
English:

| think this is going to be a really good push for a lot of growth teams to think about what could we do
here? Number seven. Four to go

AR ERIE:



FIANARXSRAMBENRSIEKENETE . HEEXEBEFA? FED, BRI

[00:50:58] Elena Verna
English:

Number seven. We've talked about this at least a little bit in our last podcast too. But | see this as a
question that comes up all the time and something that people are afraid of to invest, which is a mistake.
Every single company starts with their growth efforts focused either on product-led growth. Hey, I'm
going to have everything being done self-serve or on sales in marketing. I'm going to have sales team and
then I'm going to have marketing team and they're going to do all of the work and my product is just
going to create the functionality. And that's good and fine for a while depending on how long that while
is. But not overlaying every single way that you can grow through product, through marketing and
through sales as an evolution. Is a huge mistake that a lot of growth teams fail to iterate on and innovate

on.
FRSCERIE:

Bt HMEL—PETHHHEMERE, BERAMXE—TERELINEE, BEANSHENNMA,
MXE—MER, SRABEFAEKTER, BATIFEREmMEK (PLG) — “IZ, RBit—#@E

BEIARS TR ; BATETHENEHR — "HERHERANNEHRM, WIMNARMELIE, HH~mR
ARRMINEE" . XTE—RINEARZATH, BURATXENEEZ K, B2, NRF BRI m. EFENHEHE
BRNE—MAREA—MEURBEEM, BRE—TEANHER, REEKEANEBKEEXSEEITER
FMEH

(00:51:53):
English:

The way that | best be comparing it is if product has a product-market fit, which is great, that product-
market fit is not going to last that product forever. They're always going to have to have a second horizon.
They're always going to have to have a product-market fit expansion efforts in order to continue to grab
as many people and solve as many people's problems as possible and increasing their team. Well, the
same comes with growth. If you have a growth model that works for you, that's wonderful, good for you.
Optimize it, grow it, scale it, create a team that will be nurturing it and that will be amplifying it, but
you're going to need to evolve it, and that evolution needs to come through overlaying other growth
models on top of it.

FRCERIR:

BEREFNELLRE: MRFRET PMF, XRYIF, B PMF RARKEFHETE, SRR EE “FEKH
%, SEFBHITPMFY R, UEHRERSIES A BRES ARREAT KE. EKBZME. MR
B-MIZEREERKIRE, BRET, KELE. RKERE. MENE, BI—TENAEEENBRAE, BIRE
FRILe#HNL, MXMHACFEEIERZ EEMEMIERKRERSI,

(00:52:48):
English:

So, A, you are diversified away from just one growth model failing, because a lot of times you're going to
get into a situation of law. | love Andrew Chen's article here. It's called a Law of Shitty Clickthroughs.
Where if you over-optimize the same thing over and over again, it has minimal returns, and some growth
models have very limited time spans. Some of them are huge, some can grow for sharing loop at

Dropbox. It's 17 years in the making and it's still firing. Good for it. That's amazing. But that's very much



an anomaly. Most of growth loops spin out their ability to produce meaningful results for you within the
first five to six to seven years.

AR ERIE:

XiF—K, B, MAUKASEN, BRE—IERKERLY, BARSHRMAIBE I “EF” . KRS
X Andrew Chen MBRXE, M (FEE=EZXERE) (Law of Shitty Clickthroughs) . S1R{R—iENX —iEitid
ERKE—HE, CHRETEHMTER, MEFEERKKRENSGHIFERR. BLEREAX, tbil Dropbox 8953
=&, ELHFE 1TETERAEY. BXET, ERZ2NEFH. REHMEKBAERVOLECERARZFE
R4 B ZERAIEES.

(00:53:21):
English:

So continuously overlaying those different growth models, and what I'm specifically talking about is
product-led growth, marketing- led growth, sales-led growth, and introducing it into this ecosystem
constantly is what really separates companies that can continue growing for a long periods of times
versus the ones that can see a really big blip, potentially even unicorn type of growth rates of 70, 80,
whatever plus percent, and then it starts to slow down. And don't wait until that slowdown happens. You
need to really start thinking about different ways that you can attract people to grow so you are not
leaving a gap in the market that somebody else can enter and own. As opposed to you playing in every
way in where you can interact with your customer.

FRCERIR:

Hit, FErEMAERIE KRR —BERKREMETmEE K. EHERMEK. HERMEK, HEENFR
BISIANR PN ES RS — XA BX DAL REKIFSAIE RN AR SHLEREEFENSE N (BIEEKERAE
70%. 80% BEE®, ARMABNE) NABHXE, FEFIRELRES X7, (REERIEFHBIER

SIBPERKIAEALN, XFEMFRAZEDTTLE TERILIAFENF ST Bk, (RNZESEFEDNS
— M TEBAIEER.

[00:54:13] Lenny Rachitsky
English:

The way | think about this is the S-curves of every growth model and growth lever, right? Eventually it'll
help and then slow down and see you want to find the next S-curve on things that'll grow your business.

FROCERIR:

HEERZE, SMEKERNERITTEHEH Sthik, WE? eRAIEFR, ARKE, FRUREIREIT—
NREL IV SSIBKAY S fhi%ko

[00:54:24] Elena Verna
English:

Yes, absolutely. The way that | see it often is that especially when growth teams, they hit a really big result
out of some initiative, they just keep trying to focus on that over and over again. And sometimes that
focus is warranted. Like | said, our sharing loop at Dropbox has its own growth team against it. Great, but
at the same time, a lot that's not warranted for all of the... Or you need to realize that there's not more
choose to squeeze out of this thing and then you need to go and you need to move on. Which actually

brings me to a little bit of a next thing too, is you need to do it every 18 months. Because a lot of them are



going to fail. And every five years or so, you for sure need new channel, new growth loops, new tactics,

new engines so to speak, to power your growth engine.
R EIE:

R, B3lt. REEERR, FHRIEKEMMETEEFRSEAMRY, Mz —EBX —EtTE
Fit. BIYXMEIZEEN, BMEHKFH, Dropbox WHZEIAE TG KER. XREF, EFREN, RE
BHEHNMER - HEMFERIRE, XHFELEFTHES KT, REESSFNH, X5|HTHRHT—T
MR FEEE I8 TMARH—R. AANEPFRZBMEIEN. ANOBHEF, (FEEFTEMNRE. HVEKRE
IR, FTBVERBE. HEYS|IERIRENIRAVIE K

(00:55:39):
English:

Whether it's overlaying sales on top of self-serve, whether you're doing a lot of, let's say virality right now
in terms of acquisition and you're going into marketing a lot heavier. But every five years something big
has to start taking a big portion of your volume. And for that every 18 months you need to introduce

something new in order for it to continue evolving.
FRCEIE:

TR HHEBMEEPRSZ L, ERFAEERZTAEB T RESHRENEE, ARFRNKEHRNE. &
REF, BAA—EERIFARBEAIESEMLSENRR—ED. Alt, rE 18 MTAMFRIIN—LEHAKRA,
PURFFR S0 o

[00:55:49] Lenny Rachitsky
English:

18 months.

R EE:

18 Ao

[00:55:40] Elena Verna

English:

Sorry. Yeah. Every 18 months you need to introduce something new in order for it to continue evolving.
FREiE:

R, B0, B 18 NAMBEESIN—LEMAA, UELEHFEHK.

[00:55:49] Lenny Rachitsky

English:

And was that number eight of the list we're going through or that's like a bonus piece of advice?
R EE:

ABBRLERNE/\I, EZFIMIEI?



[00:55:52] Elena Verna

English:

No, that's just a bonus piece of advice.
R EE:

T, BBRZEFHINIEIL,

[00:55:55] Lenny Rachitsky
English:

Okay, cool. Okay, got it. And so the advice here essentially is you'll find something that is helping you
grow, assume that will slow down at some point, start thinking about other levers and growth models to

layer on top of that.
R EIE:

9%, BBAT. FMUXENBNAFR LR MR —EEPMIEKNARA, EERIKEEEMNERIME,
FHARE B AT MIE KRB RS INTE L E,

[00:56:08] Elena Verna
English:

Yeah.

FSCERE:

R o

[00:56:10] Lenny Rachitsky
English:

Something I've seen, let me know if you agree, is usually there's going to be one lever that has most of
your growth for a long, long time, and so all other things are not going to be as big, but they are still
important.

FRCERIR:

HENTFN—RE (BFREESER), BEF—MIMHERK—RNEASEAIOERK, FAUEMAKEREE
BBLKR, BENNAREER.

[00:56:20] Elena Verna
English:

So the way | think about it is | try to focus 20 to 25% of growth teams time annually. Not every given sprint
or not every given quarter, but annually to introduce a new growth loop, or to introduce a new channel,
or to introduce something new that can potentially bring us additional umpth to our growth engine. |
know that a lot of it is going to fail. None of it is gold on any growth metrics because you cannot goal it
immediately, let's say on monetization or immediately acquisition. You're just going to cut it at its knees



immediately if you're not going to let it evolve into something that can be monetized, that can be

responsible for acquisition.
FRERIE:

BORER, BEHIHEKEAMSERAN 20% 2 25% BBYiE) (RFREMNHRIEENEE, MELE) HK5IA
MG RN, HRENHEY, MMARKNBIEKSIZETRMIMIEI . HAMEEFRZSEZR M, XL
RIBAZERREKIERER, EAMRTRINERECENBINHRE. WRIMFILEHLHA LTI R
ATRENRA, MMILIIERE.

(00:57:18):
English:

Example on Mirrorverse, which is a user-generated content library of all of the mirror boards that people
create, it took us probably 18 months until we started putting metrics expectations on it. Before that, it
was a thing that we were testing. And it was being used by a lot of people, but we're like, we don't even
know exactly quite how this is going to fit all together. And then it started taking off as both engagement
engine as well as acquisition engine. But it's important to constantly give your team room to try those
new ideas. Otherwise, you're going to find yourself that your growth loops and your growth engine is
slowing down and you don't have time to find that second horizon. And that is the worst situation to be
in. That's where growth starts to slow down. And to recover out of that is impossible because you need
revenue. You need revenue, you need revenue, you need revenue. And these growth loops on average
take six months, a year, a year and a half to start producing even visible revenue. So that's why you need
to start layering it very soon into your initiatives.

FRERIE:

A Miroverse A5, ©2— 1 HBFAIRKNFE Miro EBIRARBIE. RI1ET A 18 MAAHAMTIREE
IREAEE, A2, ERE—THNENINATE, R2AEERAE, BRNUNEETHECIENARMNE
K. EX, EFBRENSEIIEMRESIZIEL. EEENZERHARNTBIEZIAXLEREL BN, 7
REDREE K BRI KS I BEERSE, MFIEENBEATR “BIhE" . BRUIBREENE, 4
WRKFFRMER, BEMEZ TN, BATRBEBRN. WA BN, MXEEKBEFRFIEENNE. —
FREE—FXAEFETETRNBN. ZRHEATAMGEEREBENEMERIEIEF,

[00:58:13] Lenny Rachitsky
English:

To make this even more concrete for people that are starting to like, oh, shit | got to do this. Can you just
give us a list that doesn't have to be exhaustive of potential growth loops, levers, methods, engines for
folks to consider? You've mentioned a few, but just give a list of people like, okay, got it. Maybe we'll try
one of these.

FROCERIR:

ATIUEBEFIRRET KW, HEMXD" WAERRD, (REETIE—LBEMERKER. I, 551 M
ARSZL? FREFRMBE. MRELRET—L, BEAH—NER, ILARERF: “@E, BAT, BiF
AT O IRE R —1”

[00:58:29] Elena Verna

English:



I'm really big on creating a growth loop out of user generated content. | think with everything that is
happening with Al and SEO at the moment, your biggest claim to fame on content strategy will be
harnessing user generated content. Whether it's user generated templates, whether it's user generated
case studies, review, whatever it is you need to start investing into it now, creating a library out of it, using
it for activation purposes, using it then for acquisition purposes, using community to spark the
conversations around it. That can be a really wonderful strategy that everybody should consider of
whether there's juice in it within your product.

AR ERIE:

BEBHESRFARAPERRE (UGC) BIEIEKTEI, EEEIEA Al # SEO BIMHHZE, FERNBRE LN
AMERZEF A UGC, TiLRAFEMNER. ROMRERITIE, RIMEMBEFBRN, BII—1E, §
HATFHENRE, HABHXSIRERENITIE. XR— M EEHNKRE, 8 ABNIZESEESH™mH
EREAXAENE.

(00:59:23):
English:

Other ones can be, hey, we're a very, let's say individualistic product, but can we actually create a referral
mechanism for it? For B2C, that's actually very straightforward. A lot of B2C products thrive on referrals.
For B2B, It can be more of invitation of other team members into the product to complete other jobs to be
done. Hey, I've done this. | need my manager to see it. Can | create a report to share with my manager?
And all of a sudden it starts to spread within the company. So creating additional almost product
functionality that then creates these loops potentially for you. So it can be a slew of things. Obviously, |
would highly recommend just understanding all of the menus of these earned tactics. | should do a blog
post on it actually. And then just see what works for you or not. Because at least ideation step a bit has to
happen. If especially you're relying on search engines for your acquisition, start thinking about some of
the earned channels as soon as possible.

FRCERIR:

HMBYrRILUZ: 1R, HMNB—TEEDPAURNS &, ERIMENELIZ—NEENFIG? 3F B2C KK, X3k
FEHE, R B2CFmikEEEMER. T B2B, EEZERIFEHMAARRHNTRIUATHEMES. L
gn: IR, RMET XD, HERBIULSLEED, REER—MIREDZLZEND? * RAE, EMABELT
BRI, FrLL, SIEFMIMNIFmINEE, MMAMREIERX LR, XAIUZ—RIIFER. BA, HBIENE
THEFMEXE WISHRE" o KFLERNZARTRESR, AREEBENMRERN. AAEDFEZHBE
ME. Rl BIMRMEBIERSIZERE, BRRABEE—L “RENHRE” .

[01:00:22] Lenny Rachitsky
English:

And even though you recommend spend more time on earned channels, owned channels, there's also
explore SEO, explore paid growth, right? Sales?

FRSCERIF:
REMBINVGE “WSMEE" M ‘BERE" LEFEZNE, BHEISEIRE SEO. HERIEKMHE, WE?

[01:00:33] Elena Verna

English:



Absolutely. | mean, almost everybody that's paid, arguably almost too soon potentially. There's a point to
make that shouldn't be. A company should not be doing paid right now, but SEO, social resellers, all of
those are wonderful tactics. Obviously, | skew very heavily towards earned channels just because once
you stand that up, that's a gift that just keeps on giving and nobody can take that away from you. But that
doesn't mean that other tactics and other channels should not be explored as well.

FROCERIR:

Bk, NERZE, LFESPABEMMZE, EETEMERET. BEQRARERERZMGE, B
SEO. #XMEME. DiHE, XEMEBMGFHRE, BA, RIFEHRT “WENERE" , RA—BEIEX,
EME—IREREILY, RABRMKRFRFE, EXHFBREFNZRREMREEFRE,

[01:01:06] Lenny Rachitsky
English:
Amazing. Let's keep going. So we have three to go. Number eight.

FRCERIR:
AIET o Blll4r, ER="0c F/\ T

[01:01:10] Elena Verna
English:

So number eight, this one's kind of a doozy and | think a lot of people don't do it. | don't know why they
don't do it. | think it's such an incredible ability to propel forward. And that is, what doesn't work, as |
said in the previous growth tactics, is trying to think that each problem is unique and you need to solve it
on your own. Maybe this is not so much does it work, but not hiring advisors is something that | do not
recommend for you to do. You can get access to anybody for one hour a week. Yeah, you'll have to pay
them. So nobody's going to volunteer their hour. We're all very, very busy. But hiring advisors is the
biggest career amplification and your business amplification can possibly do. Because to create a
network of people that have all of these data points and those all of the other patterns that you can do is
something that can just propel you so far forward.

AR ERIE:

BN, XITMEFEN, HRFRSEAEBKM. FAMBERFAMNFME, FIAAXB—RIRAIHEEI . IE
INFFEZBIBVIE KERBE PR, TAREBIMUEZRINAE N REE IR, FEIRECEMRR, WIFXSHN
‘BEAX , FORBEARBRWRNBEHIE. RAIUSEAR—NIHEBIEMA. A, FEHTH, RAZX
S5, KAREBRIT. BEEIERIAZIRERLEEML SIGKFTEEMHNRAR AR, BARILI—MABREXE
IR RAMRINBI ARG, BEIBIRHERIT S,

(01:02:16):
English:

That doesn't mean you have to do everything advisor says. That's not the point. They're not the strategy
setter. But they are additional input into your decision-making that you otherwise wouldn't have. You can
go and hire somebody from Atlassian. You can go and hire somebody from Airbnb that have been and
lived through all of this and they can help you solving your problem. So | think any growth team that does
not have an advisor is a growth team that is underperforming. Because even me who I've advised so

many companies, I've operated at so many companies, | don't know everything. Every time | take an



operator role, | hire advisors for myself. Because that is the fastest way to learn anything, and | often see
these teams that just try to figure out everything on their own and not have any advisors on their boards,
so to speak.

AR ERIE:

EHABERERDIRBMAIRNE—0E, BARER. M FBLBFIEE, EMITAMERT RETE
RIGHURRB N fRAJLAZEIE Atlassian BIA, WBAETLUE Airbnb BIA, #IEHEX—1], AR RERRIE)
Ao FRAFINS, EFIZEMREKEANBERMFAENEN. BNEERR, SWIXAZAF, EED
XAZAE, HBHIFELAAH, SHRETTEARKE, RBINBCBIEHN. AABRRFIEARAEAR
REVAG . HEEBINFERANAESEBCRE—Y, MABEMAER,

(01:03:11):
English:

I'm not even talking like an official board. I'm talking not even an advisory board. But you can hire
somebody as a contractor that will be your advisor, | think is a huge mistake, especially in this day and
age. Because we have a big asymmetry of information. In our field, there's very little available to learn
because we're all very cagey because of competition. But at the end of the day, people know a lot of the
stuff and how it worked for them internally, and | highly, highly encourage you to not try to wing it on

your own.

FRCERIR:

RGN EERZREINERER, EARMAZERS, RAIUMASENEIBIERAERRBMR IR
BREE—TEANHEIR, LEREISHA. RARINEIRE EXBESFNT. EHRITHTWR, AIHEHFES
MARARD, RABTRS, AREBRIEE BIEARER, AMIMERSASSIEVAT, HBIEBNMFE
IHERBRER,

[01:03:45] Lenny Rachitsky
English:

Along those lines, there's also advice of just like, don't worry about advisors. You never know if they're
going to be useful. There's all these hanger-ons that join your startup and want to help, but they're not
helpful. If you give one tip for a founder or team that's interviewing advisors, looking for an advisor to vet
them to help them find people that are actually great, what would your tip be?

FROCERIR:
WEIX)L, BEARMRANEF AR, RKEFNEMINEEER. BRZ “BRXNE" AL Q58

t, BELKER. MRMELEEEIANIHRBURIBAIEA—TEIN, HINAmELEERSH
A, REIBNZZHA?

[01:04:07] Elena Verna
English:

| have actually a good one. Many advisors might not like it though. | think that you should not hire an
advisor until you do some sort of workshop with them on the problem that you're experiencing. See
them in action. See what kind of information they can provide to you, because any advisor that is cagey
about what they know is not the type of advisor that you're going to want to have on your team. You want

to have somebody that has lived through it that can talk to you, to your face about it, that is able to have



hard conversations. That is able to provide you necessary examples. That is able to give you and connect
dots for you for necessary patterns. So instead of just saying, "Oh, this person looks good, let me hire
them as an advisor." Say, "Hey, let's have a workshop first. | have this problem. | think that you can help
me fix it."

FRCERIR:

BRLE—IMFER, RBARZMIEAIERER. KIANETRMFAEIRNERS MITHTEMEXN “TIEH”
(workshop) Zgil, FROZEEIEM], BEEMINLMRERN. BEMITEATREREFAENESR, ARNEFNE
CRAIEEEEN MR A IMEERN, MEENESHRLEFRNI XL, EIEMMFIMN. EHITREXIEN
Ao fITEENIRRE N ERIZRS, RAMERS I TLHEEHLENR. I, FERER B, XTA
BRKALE, BHIAMRE , MEER: “MF, FMIEDTIIER. BB T7TXNEE, KINAIREEIRAE
Ro”

(01:04:57):

English:

Pay them for it, whatever their rate is for that workshop, for sure. See how they actually interact with your
team and then hire them on ongoing retainer bases. Because that creates an interview loop that is very
practical, that is very quick to understand whether you can work with them, they can work with you, and
whether they have anything to contribute to you. And then every single month evaluate whether that
advisor should stay with you. Some advisors, they only need to be with the company for three months
and off they go, that's fine. Some of them might stick with you for four or five years, but every single
month you should go and say, did they add any value? I'm not saying that advisors should have any
monetary expectations like revenue attribution, so to speak to them. But did you find value in having

conversations with them? Did they offer anything valuable to you?

AR ERIE:

SAENE, TERITIESNERESZ L. BEMITNASMNENER, ARBRERS UKPERNT
NERMI]. FAXEET — N FERFNEIRERS, @LRRRTBMRINEE SR, UKBIEEEAIRME
HEE. REESMAITE—RZBRRENIZE TR BEMARFEERRDFT=1A, X&R#H. BLAIEE
SRFMAE, BETAMRENIZEIR: WIIEMNETS? FRSRBURINZE/ERNTEFE RGN,
mE: RESMMIIRAENED? wilEH T ENENRED?

[01:05:49] Lenny Rachitsky
English:

That was an awesome tip. And | could see why people would be like, "God damn. Elena, don't say that." It
makes so much sense. Here we go. Number nine. Here we go.

FRCERIR:
EMEWKET . KEEBATLABARR: “&IE, Elena, FRHRK." EXFEFEE. i, BN

[01:05:59] Elena Verna
English:

My last one is also that | see something way too often nowadays on growth teams specifically. This is very,
very gross problem. And that is too much risk averseness on growth, where you're starting to test

everything. If every single one of your initiatives that you're doing on growth is an experiment, that's a



problem and that is something that you should take a look at and say, what am | doing and why do | need
a precise scientific measurement for every single thing that | touch in order for it to go to production or to
hit the market? It's almost like a disease, like a paralyzing disease, that slows down progress, that slows
down velocity, that slows down learnings, that creates very terrible consequences to the output that
growth teams produce.

FROCERIR:

HFNRE—MMERREEEKEANPEZERRN, XB—NFEMENRE: TERKEI TN, U=
FHENA 1. MRIMIE—TUEKEHEHR—1RK, BRBRE T, MNZERA—TES: “HEMR
ta? It ARERNE—HFEHRFERHIBFENES ERNEFSHERTG? * XBEG MK, —Fhik
AFEERYR, S8 THEE, RRTEE, BETFS, HEKEAKBS SN T IFEERIER.

(01:07:39):
English:

And it's a little bit counterintuitive, because experimentation is a way to do growth for growth teams and
it's their process. Growth teams are meant to experiment, but | also think that experimenting on
everything is something that is quite terrible once the team starts to get locked into that state, and it's

really hard to get out of because they're then afraid to do any change until or unless that they test.
R EIE:

XERRER, BARRIEREANFRIFNA, SMIMBRRE EBREMSKRMIZMERE, EFIA
7, —BHPABAN “W—IEMESER” BURES, BEESAIRNY, MERMEER, RAMNSZEFEMER
T, BRAEEE N,

[01:07:39] Lenny Rachitsky
English:

So where do you find that balance? | imagine people hearing this are like, oh, yes, this makes sense to me,
and then they continue to test basically everything. What's kind of some heuristics you'd recommend for
knowing, okay, just don't test that. Don't worry about it. You don't need credit for that win.

AR ERIE:

BAMFHRE R RIE? HEBRAMPREXERW: ‘B, 209, XNBRREBR” , ARKENKLFF
BRAE. MERHABARITEE (heuristics) RJLUER, iLARIME “GFIE, XMWY, 3B, (RAFE
BRXOREREI ?

[01:07:52] Elena Verna
English:

First of all, I think that people should trust their intuition a little bit more. Data is good, but data is only
good if you have enough of it. So if you have low volume real estate, that is going to take you eight
months to reach some sort of answer. Do you really want to test it for eight months? What's the point of
it? My rule of thumb, if we cannot collect the sample size in the month, we shouldn't test it, period.
Because it's just then it's not fast enough. We should just go and do pre versus post. Pre versus post is
pretty powerful. It's also a way to assess your impact and you can still roll back if it doesn't work. But
don't think that everything needs a scientific explanation to whether it needs to be moved forward or
not.



FRZERIE:

Bk, WANMINZZEE—~BCHER. REZFAA, EriREMEERBHNEIE. MRFREE—T
RERNEBMTS, FE/N\TBAERFRHEE, MENRN/\NAE? EXME? KK ZENE: WR—A
REZREZEBEIEFAE, HNMAN, MXARRE, RABRFRERER, KNNIZEZMS “BIEXLE”
(pre versus post). HI/EXLEIEFERA, EHMBITHEFMEI—MAEI, WRAT, (ROATUER, EREIN
NEHEHRFENFERT ERER TS,

(01:08:36):
English:

Also, experimentation cannot be the way that people make decisions in the company. There's still so
much about knowing your user, understanding the market for your brain to connect all of those dots and
to know what needs to be an experience that your customers are going to want. That if scientific data, like
a very tight determination of the probability that this is a success, it's important, absolutely do it because
it might be a really big strategical pivot that you're planning to do. So it's a data point to validate that all
of this extra work will be needed. It might be a very high traffic real estate that even 0.1% difference will
mean millions of dollars for you.

AR ERIE:

tesh, SEIARBEM AN ATMMRRNE—F. THAP. BEmY, I AMEREXER, FEEEPEE
FatEnEL, XENAFEEE. MRBAHE (LLOXHRMRTENE) RER, BENEMY, BN
XA BB RARIT R THER R E, FILER— RIS FTEX LM TIFHIXBHIER. HEECAHE
B—mERARMTT, BME0.1% MESHEKREHB L ETT.

(01:09:17):
English:

But other than that, it should be just go, go, go. Do pre versus post. By the way, I'm not saying just release
and move on. Release, do seven day, 24 hour readout, seven day readout, 28 day readout, even come
back to it a year later and measure some of the retention or extension data that is associated with it. But
to test everything is debilitating to growth teams and app paralyzes them in its place. So kind of look at
your initiatives and say, where do | need precision? And it's important and | can get it best in that versus
where we should just go for it. And yeah, we will fail there too, and that's okay. And we can roll back and
we can figure out how to make it better. But failure is going to happen regardless.

FRCERIR:

BiRIbZS5h, MAIZBEEER. METEXtL. IER—T, HABREABTMTE T AfhE, Bl 24 /832K
PEIRER. 7 REFEREN. 28 REIEREY, BEE—FEBRREEMEXNBFRY REE. BN —IRILHEK
HIFAZIFRESS, ILfbIENRER. FRIARIREEEEH R MEFTERHE? WEETKENERFRIFHILE
R? MERMNNZEREM? 28, BMEITEBERK, XEXR. HITUER, AJUEMEHMIE
¥ B, KWEa%%E,

(01:10:08):
English:

In statistics, six is tricky. Many people take it for face value versus it's just like a directional data point to
say there's likely new distribution that has maybe a different mean, and 5% of the chances. If you
measure in 95% statistical significance, you might not even be there, and yet really take it for so granted.
Oh, it's going to drive this much lift. So | just think that people stop in this age of data, almost rely enough
on their element intuition.



FRZERIE:

ELHFEH, JERRMYHN. REARBXRENE, MEAKRER—TARMENKRER, REARTEEHND
1, FIREETERISE, UK 5% BIEER, SNRIMERK 95% NGt EEM, (RATEEIRASATRE], EANIANEY
FMINA: B, ERTHRXAZREA. FTUAFIAAEZI N EERA, AMMEEFBRBKHE CHERE T

[01:10:42] Lenny Rachitsky
English:

A lot of contrary intakes here, | love this. Elena, we've reached number 10. And | know number 10 is like a
special one where it's more than one. Quick. Fire.

AR ERIE:

XEERZRERNNR, HER. Elena, HTHEIE 1017, FHALES 10 MRKRI, BERLE—T R
REFTIFIR.

[01:10:53] Elena Verna
English:

So number 10 is going to be my little fire round. My fire round on little things that I just see people
spending way too much time on it. It hurts my heart, because it's not going to drive any results on them.
So number one. Color optimizations. Because the love of God, a blue is a blue is a blue. As long as it's
accessible and as long as it's bright enough, off you go. You do not need to test the shades of blue or test
it against green or so on. Pick a color, move on, please don't spend time on it. That's an early 2000s tactic.
It doesn't work anymore. We pass that in technology sector.

AR ERIE:

510 MEHE “RANT” o RIFIE—EHBIIATRARSHENNE, XiLHREL, RAAXEZRE
FEHEREMER, F—, BOBRK. BELFNHL, BENEER. RBEHSELMESINE (accessible)
BREBHAR, MiT7. (MAFEVRERIRL, HEZCNEEILL, & HE, Baqis, BAEEXL
EURZERYE, ABE 2000 FAMMREE, MEBLINT, BHITIVEZEI TN E.

(01:11:26):
English:

Number two. Third party signups. A lot of times we think, oh, we're going to get so much more acquisition
if we add Google Auth or if we add Facebook Auth or Slack Auth or Microsoft Auth, whichever auth you
want to add to it. In some cases, it's very important to have third party auth. So for example, if you are a
developer product, please have a GitHub auth. It's kind of unnecessary. The developers already have the
account there, have them connect with it as opposed to create a new one. However, if you're a
productivity product, email is fine for the longest time. Gmail is nice. It's not going to drive more
acquisition for you. You're just going to do a makeshift, and two more people using it. It's not going to
create incrementality, it's not going to improve your activation, it's not going to improve your retention.
It's not a growth tactic. It's part of you just customer experience that you want to invest into.

FROCENIR:

B, BZABER. REEZHNTAA, WRFHEANTEEI Google BEF. Facebook B FR. Slack BRI HIRE
F, REERAE. ERLEBERT, FZAEIHILREE, N, NRMEBEALRET R, BSHIEM
GitHub BR., FAEBRKENMEEKS T, it EZERE, MARNENRKS. Am, NRRBES O



m, KEALUCKRABEEERMEB T, Gmail EREATHE, BEFRSNIMERESRE. RREMT —N/NK
&, ZTRTIAREME. EASHHRIEE, FIUEHE, UFIHEBRF. XFBE KR, XREMRE
BRNBE P AR —E,

(01:12:00):
English:

Number three, on the fire round, one email wonders. We stress too much about this one email that we're
going to send to this one customer group. And we're like, oh gosh, how much lift is it going to cost? It'll
never cause any lift. You will never work as a one-off email. Too few people open it on average, 25% open
rate. At best you'll get 40 to 50% open rate. Too few people click it. One email will never do anything. If
you're going to go into email, please think about it as a series about communication, about how it
interacts with product communication. It's a whole strategy. It's a whole thing. Please don't stress about
one-off email. Never test a change in one email. It'll never work. You're going to have to do the whole god

damn thing and see how it's going to do. Not just one email, just never going to work.
R EIE:

$=, “—HEHEHD o HNWELRNEZFAEFNAE—HMEITESE. HMNW: KW, exwmkSD
’A? 7 EXKEATHEREARA. BA—HBHRITAEN. FIHIRE 25% BTHR, X7, HiasFs
L 40% 2 50%. REMIAELD. —HEHFRERTERNSE, WMRFBMEBAEHE, BREOA—RIEE, B
ZENRASFmABER . XE—TBIRE, BRENBHEEEE, BAENBIEFIIAR. K
Ao R —RBERR, BERRNA. RE—HEHEXTIT 8N,

[01:13:03] Lenny Rachitsky
English:

I'm definitely guilty of this one. That is a really good one for sure. And it's so obvious in hindsight, so | love
that you share that.

FRCERIR:
HHLAEXHLELRIHE. XENZ—MRFNEN. EREREMSZA, FIURRERFIEX—Ro

[01:13:09] Elena Verna
English:

Yes. And then the last one, growth teams are often too obsessed about removing friction. Because if we
remove the steps, then more people are going to get to the destination. And to an extent, if you cause
horrible friction in your product where it's just confusing about what the next step is, | agree, go fix the
friction of the cognitive load that it takes to complete a step. That is the friction that you should be
working on. However, just removing steps or yanking or simplifying things to an oblivion where you lose
an identity of what you even do or what you're capable of doing is a completely failed growth tactic.

FROCENIR:
2. &E—1: BRENTFEISTHET BRER . AARTNRBALTE, MEBESARER,

AREMEE L, MRMIFREEERNER, LABTBRRET —IizMAta, HRAE, AEEBLETHT R
FRER “ANMAR" B, BEBIRMEZEHNGR. AW, NMXATRITEMESRAEKEL, UETFIL
mARETHE, EEILATNEMREMAANTERTA, X —TMIRRKAETE KR,

(01:14:08):



English:

So simplifying may be an initiative of a different problem that you're solving, but if you ever have a line
item on your roadmap that says simplified onboarding, please cross it out. It's not going to work because
simplifying onboarding is an action. What is the problem that you're solving? You're never trying to solve
a problem of simplifying. You always have a problem of people are confused in it, but people don't know
where to go or they get lost in it or they're not educated enough. That is the problem. And simplifying
might be a solution, but it can never be a problem on its own. And too many growth teams are just
obsessed with this notion that came out | think in early 2000s, like, oh, simplifying is the biggest growth
hack that you can do. Do it. It's only a solution to a very specific problem set of too much complexity.

FRZERIE:

FREL, “EH” ARERBARZ—NRENEE, BNRMNBEAE LS “EBHHFsIT" , BReX
Ho, XITA@, BN “BHFSIT B—0uhfE. REIRERRMTARE? RKEAZERR B X
A, FEEHFREEER: AMNBEEZX, FTNEZEME, HERKT AR, HELKERERBEHGIF.
BA R, AR TMERAR, BERFKIEFAZ— MR XZEKERERTBNABRES 2000
FRVBME, BT BURERANEREETFR . 2B, EERZHN “TTFER" X INERTNVE
RFTZ,

[01:14:48] Lenny Rachitsky
English:

Wow, that was a big one to end on. That | think will help a lot of people avoid wasting time. Again, a
whole other podcast conversation probably focus just on onboarding advice that you probably have, that
| know you have. We've reached the last item. Is there anything else you want to share about this list
before we move on?

FROCENIR:

i, INERREDE. WANXSIFEHRZABRRENE, FF, XATEXE— N URRY—SE8HF
SISRBIGER, BNEMREREXSTENLE, HNHTTRE T, THEZH, XTFXNERMEEMA
B ERING?

[01:15:07] Elena Verna

English:

No, | think we've spent too much time. We're ready to go.
R EE:

BBT, RREHNENNEBE T, E&IFHRET,

[01:15:09] Lenny Rachitsky
English:

Not too much. Just enough time. And kind of on a note, | want to call an audible, and so we were going to
talk through all of your favorite frameworks. | like the way this conversation has gone. | don't want people
to get overwhelmed with information. So one idea is just list maybe your favorite growth frameworks just
for folks to go check these out and not spend too much time on each one.



FRZERIE:

FEZ, WHERREF. FRIGESIEE—T (callanaudible) : FEMTRAITEIFMITICIRPIE RSIKAIESR, B
FRRENMANKETN R, FRILARBEEEIH. P, FUNMERTIHREREREERIER, LARE
SEEN, KAESMERLEXZHE,

[01:15:30] Elena Verna
English:

Yep, let's do that.

FRCE]

&
y% ’ ﬁtﬁzm‘o

[01:15:31] Lenny Rachitsky
English:

Okay.

A ERE:

789,

[01:15:32] Elena Verna
English:

Great. So the list of my favorite growth frameworks. And to me framework by the way, it's not a solution,
it's a pattern. It's a pattern that exists across almost every single company out there and it's a starting
point for your ideation and to figure out how you can almost shortcut to possible list of solutions as
opposed to trying to figure out too hard of how to even define a problem on its own. So number one, it's
probably expected if anybody has read anything or listened to me talk is growth loops. | think anybody
who thinks about growth and anybody who thinks about growth in the funnel fashion versus
understanding what the growth loops are is missing out on the ability to create sustainable growth
engine. So it's very important to think about action, reaction that generates another action and it's a self-
contained flywheel they can spin. A lot of resources on it at Reforge, Brian Balfour and Casey Winters and
Andrew Chen wrote a lot about this.

FRZERIE:

XFT . FREREWANEKESREE, IMER—T, WHEFRWE, ERFTEMRAE, Me—MERK. EZ/
FEETERAFNER, BMHEENRES, BEILR/IFERFIREITERNFRAE, MABEMNMETE NI
ARG, F—, NRIMEIRNXERITSHRAEH, FizeeFD: EKEF (Growth Loops). FHIAFES
BERBKOA, IRRA R BEMARERIEKER, MakERIIFSEKSIZENGEN. BF “oh
E-RMN-FES—1ohfE” FEEE, XR— M UBHMNAR ¥, Reforge L BRZMEXZEIR, Brian
Balfour. Casey Winters #1 Andrew Chen #85i31R %X FX MR E-

(01:16:33):

English:



Highly recommend anybody looking into. My next favorite growth framework's actually written by you,
Lenny, and Dan, which is a race car framework. Everybody has a really hard time often thinking about
what are all of them parts of growth initiatives and which are long-term, short-term, how much are they
going to actually produce in results? And race car framework is wonderful because it separates different
initiatives into, hey, there's some engines, loops that are just going to keep on spinning. There's some
fuel that you're going to need to add into it, potentially like paid marketing dollars. There are some turbo
boosts that you may have in your race car that are going to be, let's say big user conferences that you're
going to hold as a product or there's [inaudible 01:17:22] and optimizations that you're going to need to
do pouring oil into that engine so that actually performs correctly. It's beautiful. | talk about it all the time
with everybody.

FRCERIR:

BT ARERR. BT —PRENERKERKFLZMM (Lenny) 1 Dan 59, Bl “Z=ZEHEZR" (Race
Car Framework) . AREHREEFERKEHEOPIBEAENE D, WES KA. B, EfRETES DS
R? BEERFEER, ENERTENEESAT: IR, BEESIE (BF), ez, ALERIFFE
AMBIRARL, LN EERAS, FERMBEEENRRIEE, LLMENREAFPAR; EE—ERMREEM
RILIE (LA51%6E0H), DBREEREIT. XMERAENT, REENFBEAREE.

(01:17:31):
English:

The next favorite growth framework for me comes from Bengali and that's adjacent to user theory. | think
that was very powerful in terms of thinking about growth evolution. And as we talked about adding
different growth models to your growth ecosystem, different growth loops, but also adjacent users which
are outside of your ideal customer profiles or ICP, outside of your core user and how growth team can
really bring them in and add additional oomph to your product without even expansion of product
market fit by just optimizing their experiences. I'm going to stop at these three because | think those are
the most powerful ones.

FROCENIR:

ET— 1T &=ENRAEKIELRE Bangaly Kaba, Bl “PiEFFIER” (Adjacent User Theory), FHINNTERE
BOEHAE, XTMEIRIEERA, ENRITTIEERN, MEKESRARNFEAEKERMEIR, B
BIELERFEEEFES (ICP) Z9h ROAFPZHMN “SHERF” o EKEAAELERS | ], FEARY
B PMF IERT, (GBI MAMITREIET A @I mEsbsh,. BMEEX=D, AAKIANENER®E
KB

[01:18:09] Lenny Rachitsky
English:

Cool. On that last one, [inaudible 01:18:11] Bengali was on the podcast. We'll link to that episode if you
want to go deeper on the adjacent using user theory. | love how that was a few minutes on things that
could change people's life if they adopt one of these frameworks and learn how to think about growth in
this way. It's such a powerful mental model for thinking about all this stuff you've been talking about this
entire conversation.

FRCERIR:

B&. XTF®mE—1, Bangaly Kaba B4 EdXMER, MRMERNTEMEAFERE, RITSM LB
HEE. HRERXNA X%, WRANERBAXEERAFIXFEREEK, ERREREMIINRERE,
N FREFRMNBEHREPRIMXLEAR, XB—MIFEBANOERE,



[01:18:30] Elena Verna
English:

Yes, those frameworks are like my church in my mind of my system of beliefs of how | think about growth
and how I think about it on a strategic level of owning it as a strategy, not just like a tactic or an initiative.

AR ERIE:

B, XEERMEHMERH “HE” , BERXTNARZEKNEMER. BMEBEERREEK, KH
MA—TREREE, AN —MEARTEE,

[01:18:47] Lenny Rachitsky
English:

The church of Elena Verna. Amazing. Okay, so before we wrap up, | want to bring us over to Contrarian
Corner, recurring segment on this podcast where | like to ask the guest if there's something they believe
that most other people don't believe. Contrarian opinion you might say. Is there anything that comes to
mind?

FRSCERIF:
ElenaVerna By “BE" , XiE7T., &, TERZH, FEHAN “RERAE” (Contrarian Corner), XEHK

MNBEN—TEEHST, HERVRESSEEMUITRERREASBATHEHMNR. UHMEMEN ‘K
BRMR" o (REEREIFANE?

[01:19:08] Elena Verna
English:

| do have a very contrarian opinion, although it's not so much related to growth as opposed to maybe
your personal growth and my contrarian opinion is that full-time jobs are not the best way to monetize
the skill that you have. It's one of the packages that everybody should evaluate and take advantage of,
but too many people blindly default to that package and don't explore other options that are both
available on the market as well as best suited for their personalities, for their interests, and for their skill
set. It's like a default plan that everybody subscribes to that is faulty in itself.

FROCENIR:

HBELE—TIFEREROMNR, BRAESERKEFXRZLRK, BEZEXTIARK: 2IRIF (full-time
jobs) ARZRRIRNEZMNRELN. EREBMABNIZTEMFABY “ARE” 2—, BEXZAEH
WENERX N AR, MAERETG LEER. EEEMHIER. HBNKELASHEMEDR. XmE—7
SPATITHANEAR, BEESZHRE.

[01:20:08] Lenny Rachitsky
English:

Wow. Okay. Wait, we got to hear more. So what are some other packages? | think we're buying some of
these packages, these other options, but | guess what should people be thinking about when you say this
in terms of what can they actually do and explore?

AR ERIE:



I, ¥ FF, RIVSWIAEZAT, TAEPLEHEM “HFHRE" ? HRFNETUEEF—LEHFE, BRE
B, HPRGXLER, AMIZBEMFA? MINR LTS A. REREFA?

[01:20:08] Elena Verna
English:

I'll premise it to saying | don't want to rain parade on full-time roles. They're wonderful on video ability,
to learn to get the expertise and depending on which career stage you are at full-time roles might be the
absolute necessity for you to move on to and unlock the next level. However, full-time roles boxes into
one company that may not be a great fit for us culturally, for our skills, for our ambitions, for our interests.
Life is too short for that and ability to really go and figure out your own best monetization model, just like
you work on that for your business, you should work for that on yourself without an assumption
oftentimes is the only option that you should have.

FROCENIR:

HAER, RARRERIENLK, 2RIEEFES. RETWHIRAEIESE, MEREIRATLAIERLEH
B, ERIFARRMENT —MERIENLEFRSF. A, ERIEFIVBFET-—RKQEE, MXRQEE
X1k, ke WHFHBEARHTEEM. AEERE, RRZEALSIHEETIEE—F, HESTK
RETIEE, MABRINSRTERHE—AIEE,

(01:20:56):
English:

So what are the other options? There's so many, obviously the couple known ones. Freelancing, you can
be a contractor. | do a lot of advising and consulting because for my brain of how | work and how | like to
puzzle solve and pattern match, it works much better to be horizontal across many companies versus
vertical on one specific one. But that doesn't mean I still don't take those vertical engagements to deepen
my knowledge into any specific topic. But overall it's a lot more interesting for me to pattern match
across multiple companies and help them grow as opposed to just focusing on one.

FROCENIR:

BLXBEWPLEE? BRS, EAFLNT AARR: BHIRYL (Freelancing) , REJLUMAER, HM TR
ZRFME RN ITIE, EARBERNARSEAR, RERBRETMMEALE, #ERSTERABELLUARR
HTF—RRBEEEGHK. EXHFERERFTERIANRESS, UNRBRMEEEEN T #H. BE0%
W, BERABHTRALEHTEENER, EREEFTFHKADVBEEBEZS

(01:21:34):
English:

There's interim engagements where there's a predetermined end date to your agreement. There's
fractional engagements where you're working part-time on something as opposed to engulfing yourself
completely. There's other ways to create courses, there's a way to create newsletters and monetize them
like you're doing such a fantastic job. So there's just so many options and people are sometimes
paralyzed by fear of instability, that it creates when you start to explore other options because you don't
have that contract with that one company that provides you that paycheck every two weeks to rely on.
But at the same time you can create diversification for your career and you depend on when you need to
pull that trigger and when is the right time for you to explore. But to spend your entire career only

assuming full-time is the only way | think is a complete mistake that a lot of people are doing.

AR ERIE:



®H “DEHAEA” (interim engagements) , BIMNEFEMNLRBE. BF “PEEA” (fractional
engagements) , BMRFERIMEME, MAREFORN. EEHEMAR, LLNEIERIRE, HEGIFMSX 4%
AIBIEE Newsletter HZ I, EREMRE, EATERSEKN “FRE" BWRMEFRHE, RASMAGRRETHE
tEWE, (RABRERREMBLIRE—RLIENATAILUKE. ESILERN, RE]UAMRBYIRLETESNE
i, XEURTARAIRFEN IR, URARERENRE . BN, BIRIEERIRIZER
TERMW—IER, BRERZAERILEN—IMIEHEIR.

[01:22:33] Lenny Rachitsky
English:

One of my favorite posts of yours along these lines, which is around increasing... What you want to do is
increase optionality and | guess talk about that because | think it's a really powerful piece of advice.

FRCERIR:

HERERMENXTXHLENXEZ—, BEXTEM - MERMBZEM EEN (optionality) . TR
BRI, BAARIAARXZ— N EEE IR

[01:22:46] Elena Verna
English:

So this advice of career optionality, being the ultimate north star for anybody in their professional
journey is something that I'm very strong on because a lot of people have the goal of, | don't know,
maybe | want to be a VP or | want to become a CEO. Or | don't know, | want to be a manager and | want to
people manage. And this becomes their north star and they start working towards it. But a lot of people
when they get to their perceived corporate ladder north stars find themselves extremely dissatisfied,
depressed even by how terrible that job is. Could people manage your job? | wouldn't wish it on my worst
enemy because it's a terrible job if you don't enjoy it and you don't know if you're going to like it until you
actually doit.

AR ERIE:

B BRAEEAR” FAEMRRENZIRILRE, XRHRIFEEFONR. AARZANRENERE: &
BHEISE" HE Y CEQ” , FFE “WRHZIETHN” . X THIAIRE, MIFBENEES.
BIRZ AL MICEIFMBRIR M B TIRES, MAIMESRETRR, BEERNRMD TEREREMEE AR, &
ABTIE? IRFEFER, REEFILERMAIIFEN XK, BANRMAZERE, B2 —FERKIRE,
MBEEMREEMZE, (FAANEECEERER.

(01:23:33):
English:

So | think setting a title as your goal, which so many of us have titles as goals, is very wrong way to think
about it as opposed to saying, "Hey, my goal professional is actually to have options so | can choose what
| want to do. So | can choose what fits my life right now that | can choose what fits my skills and that fits
my personality and that makes me happy." And to get career optionality, if that's your goal, you start
thinking about your progression a lot differently. You're not starting to think about it of what will get me
to the next title. You start thinking about what will can | do next year that will increase my option pool?
And that's very different than just getting to a higher title.

FRCERIR:



FRUAERIAS, B “K67 RENBS (RIMNESABXAMHM) BFBEHRNOBEAN. Bk, REZZR:

‘IR, HRVERBARSERR ERIBEEEN, XERMIUERREMNE, EREARE/MEE. E6EK
BB, EERMERFHIULRRENE.” MRFHNERERERUGERN, FXRLLZRNEESAMIATEE.
RASRER “FAILEAR , MERE “PAEREMEM AREMILENERL? 7 XE5NRFESHIK
HHRATRE,

(01:23:54):
English:

And if you start thinking about evaluating opportunities or whether you should stay at the company,
whether you should move at the company from the lens of does it increase my options if | stay at this
company for one more year or does it keep it the same or does it actually potentially decrease? That is
the right way to find your ultimate happy place and happy job that brings you energy, that brings you
happiness versus just going for a title and then being very disappointed with what that brings along with
it.

RS ERIE:
MBFFEUMINEETGH S, NEZEERENZBELNT, NEESENZHE—E “NRBREXRAF
BE—F, CREMBNERN, T2FREART, EEFRELD? 7 — X4 2R IIRARILIRIREAM A

TENIEHRAN. XMIIEREHLIMEEENZ=RE, MABMNNN T —NkKA, RENNEHRNRAREIFE
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[01:24:48] Lenny Rachitsky
English:

Amazing advice. So important and something I'll add that | think is a balance to what people may be
feeling here is like, oh, I'll just bounce around all the best logo companies and create this killer resume. |
think you also need to build depth and actual experience that you can tap into if you do any of these
things. For example, a lot of people want to jump to like I'm going to be a newsletter person, I'm going to
start a podcast, be an advisor before they've done anything real and you have nothing to actually base
your advice on and that part is very important.

AR ERIE:

RIFHRIN. FEEE. HBHTE—R, FANAKAIESEN—MEENTE: EATRERSIE "B, B
TEFREART ZEBkKEEE, FTE—MRENER" « TNAMEFTERIDREMLFEE, XFSIRMEXES
BRABERS. fld, REATELRKMEERLSZET, BBREM Newsletter, &%, HE, EfRIRZA
RE R LSRRI EM, BEOERER,

[01:25:16] Elena Verna
English:

You have to earn your right to unlock optionality and earning that right does usually lie within full-time
jobs. That is a universal truth. But then at some point you should start not just looking at full- time jobs as
the only option that you have. You should start to think about when can you start unlocking new ones
and testing the market on it.

FRCERIR:



RIS AEDOEEBINF], MREXMF BEHIFTEBILIRTF. XR—MERBRE, BEEMHN
BR, RANIZBNUE2IRTIFRAM—RIER. (RN IZFF 88 E +ARERR] LIFHIaf Bl pEm, H itk
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[01:25:39] Lenny Rachitsky
English:

The other point is that you've been a great example of is it's not a one-way door. You can have full-time
job, go to something else, go back to full-time job, be an advisor, be an intern person, be a newsletter

person. You do that really well.
R EIE:

F—RE, MME—MRENEF: XFAR—REMRI ], RAILLMESIRIE, AREMHN, BRESLRT
E, HELHIR). HoDEHEE. B Newsletter, {REXHEMISIERLT.

[01:25:53] Elena Verna
English:

You should have to do it all. It's all a menu of options and you pick a menu item that fits your best in any
given point of your life. It's never say never and never shut the door on anything. Absolutely.

FRZERIE:

RN ZZRA—]. XRME—IETRE, (REAENTAFERZERKESMRIVE—TL. KEAERELR,
WKIEAREMEMEB R LK LI,

[01:26:03] Lenny Rachitsky
English:

Oh my god, Elena, this was incredible. Before we get to our very exciting lighting round, is there anything
else you want to share or leave listeners with, maybe a last nugget or thought or not because covered a
lot already.

FROCENIR:

RHB, Elena, XXABEFT . EENMMAOHREREFTTZE], (REBHTABDZHBLITREG? BIFE
RE—ROFERE? SELSEHRT, AARINEEHTRST.

[01:26:13] Elena Verna

English:

No, | think we've covered so much. | don't want to overwhelm.
FRCERIE:

AT, BRERITESENRBELBZ T, FHRILARIH,

[01:26:16] Lenny Rachitsky



English:

Let's do it. With that, we've reached our very exciting lightning round. Are you ready?
FREiE:

AFAVF A, MAEFENBEINORYREREIR T, & T15?

[01:26:21] Elena Verna
English:

Yes, I'm ready.

R EiE:

HEEE T

[01:26:22] Lenny Rachitsky

English:

First question, surprise, surprise. What are two or three books you've recommended most to other
people?

R EE:

B, FAHFE: RENAEEFRSNR=ZABEFA?

[01:26:27] Elena Verna
English:

Okay, so | just finished this book that I love so much, it's not a professional book, but it's Project Hail Mary
by Andy Weir. It's the same author that wrote Martian. Martian also was made into a movie. So good, so
good. Can't put it down. | think | read it like two days straight. So highly recommend that. And the next
one that | also started reading right now is Body Burst. Body Burst is so good. It's actually takes into
account Al and how we can upload our consciousness in Al and what can happen with that. So highly
recommend that, | think it's actually closer to what potentially can be in the truth for us in the future than

not. But I'm a big sci-fi geek, so | read mostly sci-fi books.
FRERIE:

%, BUIRSE—AEEERNH, FE2F LS, BRHE - B/R (Andy Weir) B (#EFit%I) (Project Hail
Mary), i@ CAERIE) HEE. (KERKIR) FHEAMRT BR. XAPXET, GHEFREF, HEEE
THX., sBZIHEF, B—AENFBIRNE CEEIR) (Bobiverse, b4k Elenai®i% 7 Body Burst) s ©IEE
BE, IT7T Al IRFEMNEREIR EER AR, URkskET4. FPEFUEE, BUESXAIELEITER
MEEHLRRNENE, B2 NTEMNRILIRK, FIUKESEMEERLIB.

[01:27:14] Lenny Rachitsky
English:

| have a sci-fi recommendation for you that comes from Noah Smith. | love his newsletters called Noah
Opinion and he has a list of his favorite sci-fi books that I've been working my way through. It's called,



you may have read it by Werner Vogel, Fire Upon The Deep. Have you heard of this?
FRERIE:

BB MR PHWELIR, KB Noah Smith, FKBEZ WA Newsletter {Noah Opinion), ftiE—HE&RER
MRIOPE, B—EHEE. BN GFM LML) (AFire Upon the Deep) , fEER##IE + X&F (Vernor
Vinge)o fRIMING?

[01:27:14] Elena Verna
English:

No, | have not.

FRCEIE:

=8, &,

[01:27:29] Lenny Rachitsky
English:

Okay. It's described as not a sci-fi but space, like a space opera where it's epic, the most epic scale of

universe story.
FpERIE:
. ERMARATUNERL], BHEEATHE, IFEER, EFHRE LEREIHFRKE.

[01:27:38] Elena Verna

English:

I'll download it tonight, it'll be on my list.
R EE:

BOBMTH, BEFIARBNBE,

[01:27:41] Lenny Rachitsky
English:

It takes a little bit to get into. It's quite unique, but you just keep going and it's incredible and Al plays a

big role in it actually.
R EIE:

NJAIRERE—REYE, EIFERE, EREMRTE, KU EAARIN, MEAIEEFHETEER
o

[01:27:48] Elena Verna
English:

That's awesome. I'll download it.



FRZERIE:
XiET, BETHMN.

[01:27:49] Lenny Rachitsky

English:

There you go. Okay, question number two. Favorite recent movie or TV show you've really enjoyed?
R EE:

o BMNEA: REMIFEESRHBRHBUARIZTA?

[01:27:55] Elena Verna
English:

Yes. | just got to watching Beef on Netflix. It's so good. I'm not going to spoil it for anybody, Beef. You
should watch it. It's a limited series. It's so good. | love Veep on HBO. So funny. I've probably watched it
two times already the entire series and I'll probably watch it more because it just cracks me up every
time. | think this is actually how our government works, so I'm very intrigued by that. And then the last
one that | really liked that is coming up with the season two now. So you should catch up with season one
is Last One of Us. If you don't like zombie movies or zombie shows, don't watch it. But if zombie and
apocalypse is your cup of tea, Last One of Us is so good.

FROCENIR:

%o FMIET Netflix LB (BRIEALE) (Beef)o KT, BRAZRE, RIINEEEER, XB—HRER. I
EERX HBO By (BIE4t) (Veep), KIFXKT. BHRIKAIEELETWIE, AIE=BE, EASXERREL
HEE, HRFENNBUTEIR EEIEEERY, FIURMLEEX. RE—NHEENNZE (REELEE)
(The Lastof Us), B=ZFRHT, FRALMRRZEIRMTE—F, WMRIMAENREFFH, BrzE; EWNRMFE
ERRFHMKRETEM, (REEEE) ENVIFER.

[01:28:44] Lenny Rachitsky

English:

Or the Last of Us? Or Last One of Us? Last of Us.
FRCERIE:

2 (BF&%ir#E) (The LastofUs) 15?

[01:28:44] Elena Verna
English:

Is it Last of Us?

R EiE:

Bl (&EEEE) 15?



[01:28:48] Lenny Rachitsky

English:

I'm Googling while we talk, Last of Us. | think it's Last of Us. Yeah, the Last of Us.
R EE:

HOWLE, B (REEEE). HBEXIMEF.

[01:28:53] Elena Verna
English:

Oh, Last of Us. Okay, Last of Us.
HRCERIE:

B, (REEEE). T

[01:28:56] Lenny Rachitsky

English:

You're saying there's a third season coming soon. That's exciting. | didn't know that.
R EiE:

REBRE=FRET? BRIULAXKET, RZAIFIE,

[01:28:58] Elena Verna
English:

Yeah, it's so good.

R EE:

EHY, JEERE,

[01:29:00] Lenny Rachitsky

English:

Okay, | love it as well. Great pick. Okay. Your favorite product you recently discovered that you really like?
FREiE:

9, BERER. ®/HF. T FRELRDHIFEERBEFmu~metAa?

[01:29:08] Elena Verna
English:

| recently discovered that they make heated shoes and that changed my life. My feet are always cold and
they are boots that actually have heated wires through them and I'm obsessed.



FRZERIE:

RRIERMEAE “KAE" , XNETHRNEE. ZRMSRRL, BERFEENBAML, HEEER
To

[01:29:22] Lenny Rachitsky

English:

And are you like charging it, like USB plugin kind of thing?
R EE:

REEALTFERN? & USB t&HARFHIG?

[01:29:25] Elena Verna
English:

Yeah, | just come in, | plug them in and then | go outside and I'm warm and | think it's magical. | have a
jacket, also heated jacket, now | have shoes. | just need my gloves and I'll be all set.

AR ERIE:

2R, HERMBENHELE, ARHIIMREN, RESXAHE T, RE—MHEAXR, REET AR
g, RRBREBXRIARFEMTE T

[01:29:40] Lenny Rachitsky
English:

| love the USB powered clothing. And we should know you live not in Silicon Valley, you live on the East
Coast sort of?

FRSCERIF:
FKEI USB B, IRER—T, (RAEERESD, MMEEREFIRN?

[01:29:46] Elena Verna
English:

Central. In Central. The coldest it gets is 30s here, but I'm always cold, so this is just my love language is
something heated that | can sit on. I'm that cat sits underneath the light all the time. And then | also just
got AirPod Max, my headphones. | couldn't connect it to my computer. Still technical issues on that, but |
love them. The sound is amazing. That's my new favorite gadget that I'm obsessed about.

FROCENIR:

P, EEPHK, XERLHMEAHEER30ZE (Y0RKE), BEREEREL, FIUEEN “BZiE
MERELTEAANARALH, HMERFHEZEEIICTIE, 5, FHRIET AirPod Max Etle RAEZE
LB (FERKRARER), BRREREN], ERAET. XERSLFMENHTRE) Lo

[01:30:14] Lenny Rachitsky



English:

What a cool combination, heated shoes and AirPods. Two more questions. Do you have a favorite life
motto that you often come back to that you find useful in work and life?

AR ERIE:

K FREEEC AirPods, HEREIZMVAS. &EMIMRE: (MEKETAERNAERS, REELENEEPER
B8R

[01:30:25] Elena Verna
English:

Yeah, it's really one, progress over perfection. | think that you just need to... The velocity of information is
far more important than something that | think is perfect and perfection is an outcome that you get to.
But progress over perfection all day, any day.

AR ERIE:

BY, FEPBA: THRMEESEE (Progress over perfection) . FIANEBHREGREZLLEIANN “TX” B
BE, TERRFRELRIN—IER. Loy, STREMITE,

[01:30:47] Lenny Rachitsky

English:

Very appropriate for a head of growth person.
R EE:

FEEGERATA.

[01:30:51] Elena Verna
English:

Yes.

FREiE:

i

[01:30:51] Lenny Rachitsky
English:

Final question. You're not only one of the smartest people I've met on growth, you're also one of the
funniest people on social media, especially on LinkedIn. If people aren't following you, they should. They
will not only learn, they'll also be highly entertained. Is there a favorite meme that you created that you
are very proud of that you can describe that we might want to link to?

FROCENIR:

Ra— A, MAXEHRAINEERKIARBANAZ—, BEHRER (LHRZ LinkedIn) EREAZRRY
AZ—o MBRREZKZEMR, —EBEXT. MIINXEFIRA, TERSRANER. FEREHAE



CeER. EEBBRMIRIEE (meme) FILUER—T? (17T LM L5

[01:31:13] Elena Verna
English:

Yeah, so | also want to say a lot of people hate me for doing so much memes as well because they think
it's not serious. And | actually, | want to rebuttal that really quickly because | think humor is the best way
to disarm people and to point out very painful situations that we're facing with every single day or
conundrums without putting anybody on defense. Because we can all laugh at the absurdity of the lives
that we live in every single day. And a picture's worth a thousand words. And sometimes memes are just
the best way to communicate the most complex situations that we are facing within our corporate world.
And they help us understand how common all of those situations are. We're not unique. You're not feeling
alone by feeling down about what happened. Everybody's going through the same thing. So that's why |
love memes because they help connect people on both sides.

AR ERIE:

%o Htbit, REARNEEARSRBEEMITIRIEK, BEHABTH. RERERK—T: FIANWUIREF
BRANBEENRGFHAN, EEEERINEXERMETMMRIED, MASILEFMAFEREOE. FFE(]
HEIUNBABEENTE—KTZ. —EBTE. A, KESERHBHNTADERTHIRNSRERBE RN
RIEA. ENENHNEEXLERBRRZAEE, KNHNIRE. SMEAANLKENFRZREARE, AR
e, SPABELHRENER. XMENTAKZERKREE, EANENIEEEE,

(01:32:05):
English:

Even if you're making fun of one side because they're like, yeah, that is true and this is so funny. So I'm a
big proponent of that just because | think it's actually a better way to both unite people and just talk
about hard problems that otherwise would be not read if you put it in words. But my favorite meme is
actually one of the first ones that I've created and | think it's from Family Guy where they have an
elephant and the penguin standing and then there's Moses | think, or some biblical character saying,
"What the hell is this?" Looking at the elephant and the penguin. And the result of it is a child that has a
penguin body and an elephant head. And if you think about elephant as product and penguin as
marketing, what the hell is this is gross. Which is a byproduct, a weird, weird byproduct, product and
marketing merged together that doesn't really fit with either, yet it's its own entity. | don't know. | think
that that's the best to describe to people what [inaudible 01:33:14] is.

FROCENIR:

BMERRERRE—7, IR iRE: “289, BREM, XIBXT.” FURFEEFXMAR, ANCEE
LA, HU—FMRERXFAIERAZENAGRKITIEET,. REERNRBEEELEZERRRLIENZ
—, BEEXRE (EERE) (Family Guy) : B—(ARRM—REMBuATE—#E, AREA (HEEINZZAY)
BEAZRNERR: "RERRMATmBIL? 7 ERFTHEAREBHNEFNARIL, MRIMEARE
£ “FFm” , BERBEEFE B , Baxt FREAAHEIL WREMRE EK” (Growth), ER—1
B, — M IFEFHFENET M, EFalEHEREeE—E, BfReRTEA—7, MXE— M RIME
. HEFXZEANNERIEKZHABRIFHG

[01:33:14] Lenny Rachitsky

English:



So appropriate. Also, it's hard to describe a meme and make it feel funny. So good job. Thank you for
doing that. We'll link to this meme in our show notes. Elena, this was incredible. Thank you again. Thank
you for being our first ever third return guest. Hopefully there will be many more episodes of Elena Verna.
Two final questions. Where can folks find you online if they want to reach out and learn more and how
can listeners be useful to you?

FROCERIR:

AWMLY, ME, WA —NRESHILETERGFEZREEDN, RMUISRIF. i, RINIETEEICHH
EXPRECHHERE. Elena, XXBEFT. BRBHE, BSRRARIMNEUZREITNER. FERRKEE
¥% ElenaVerna T H, REMNAE: NRAKBRAMRRTHRESZEE, AIUEMEREIIR? FAREN
R A?

[01:33:37] Elena Verna
English:

Find me on LinkedIn or my Substack. I'm not competing with you Lenny, but | share a lot of my thoughts
and everything that | learned on my own Substack. It's just elenaverna.com. LinkedIn is for all of my
memes, so go there if you want to laugh, but if you want to learn from what I'm learning, go to my
Substack. And how you can be useful? Tell me what problems you're facing now. Don't tell me, oh, how
growth is slowing down, what should | do? | can't help you with that, too broad, but if you're having a
situation, there's often really good [inaudible 01:34:09] for me to go and write about it or to do more
research about it. So | just love to hear what some people's minds, so | can both help them connect their
dots as well as learn about it myself.

FROCENIR:

7E LinkedIn 3¢ 3%AY Substack £3kF. Lenny, HABEMITRS, EHZETIHEH Substack L ZR%ZA8
EMBEFRHIERT, WIER elenaverna.com, Linkedin & XRBEEAMTS, MNRIMBERERE; NRIRAE
FIHIETEFSINARA, MEFKD Substacke EFARBEBERMHA? FFREMMETENRH. FERR
‘B, MEKBET, RZEBEAN? T, BAEZT, HERTR. BNRMEE—TEENER, BEERHKE
SERMEZARNT EM. BERRNARERTA, XEREESEMITIRERE, BEiEMPFES,

[01:34:20] Lenny Rachitsky

English:

And what's the best way for them to do that? Is it like DM me on LinkedIn, any other-
R EE:

BRFHIHRNEMHA? 7£ LinkedIn EFAEIR, E2389?

[01:34:24] Elena Verna
English:

DM me on LinkedIn or just reply to my Substack newsletter email. It goes directly into my personal inbox,
so | read every single one of them.

AR ERIE:



7E LinkedIn EFAE3%, HEEEEIERM Substack B, BIESHERIHBNTAWHETE, S—HEES

3o

[01:34:32] Lenny Rachitsky
English:

That is a really good tip. People don't know that when you get an email on Substack, if you reply, just
goes straight to the author.

FRSCERIF:
XE—NERIFIIET. B2 ARG, YIRS Substack BUBREHEISN, ERHERAES,

[01:34:37] Elena Verna
English:

Exactly.

R EiE:

o

[01:34:38] Lenny Rachitsky
English:

Elena, thank you so much for being here.
R EE:

Elena, JFERSHREER,

[01:34:41] Elena Verna

English:

Okay, thank you for having me, Lenny.
FRCEIE:

YFEY, HHSMREVELE, Lennyo

[01:34:43] Lenny Rachitsky

English:

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

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

AR ERIE:



AKEBW. IR MRIRHFXEATEBMNE, AILUTE Apple Podcasts. Spotify SIREIRIIREZ R
FiTiE,. thoh, BERAHIMNTLHXE TTIL, XERAMBEHEMARLAXMEE. RAIUE
LennysPodcast.com ¥ EIFfEEHITTER THEZES. THHERWL,



