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[00:00:00] Eoghan McCabe
English:

You don't have a choice. Al is going to disrupt in the most aggressive violent ways. If you're not in it,
you're about to get kicked out of all of it.

AR ERIE:

RATEER. AGURAE. BEERANREHEZNANEEBIR. MRRAS5HF, RRRMSWYKSE L
Ro

[00:00:08] Lenny Rachitsky

English:

You have very successfully shifted late stage SaaS business to an Al-first agent-based business.
R EE:

RAEE TG — TR A (late stage) BY SaaS Al ERTLA—RLL Al A, LUEREE (agent-based)
AR,

[00:00:15] Eoghan McCabe

English:

Finis our Al agent who will pass 100 million ARR with Fin in less than three quarters.

A EiE:

Fin R&A18 Al BielR, ERERI=AFTENNEE, AENERED 1 ZETHEELEEBRAN (ARR),

[00:00:20] Lenny Rachitsky

English:

Let's talk about how you made this actually happen.
R EE:

IEFAIEMR RN — I EIE R £/,



[00:00:22] Eoghan McCabe

English:

We were about to hit $0 net new ARR, which means we would've been in negative growth territory.
R EE:

HETFATRYAHIE ARR (net new ARR) BIRAZE, XBHREKNAREFHFANEKKIE T,

[00:00:28] Lenny Rachitsky

English:

So, ChatGPT launches. Was it just like this is it, we got to go all in on this thing?
FEiE:

FRLL, = ChatGPT &#EY, MRRARIZITRT “MBET, HiMumehU#” ?

[00:00:33] Eoghan McCabe
English:

| said, we need to become a wartime company. If we don't fight for this, we are dead. | jumped hard on Al,
but I also restarted the culture. | rewrote the values designed to be a sharp knife to cut out the parts of the
company that | just knew wouldn't be effective.

FROCERIR:

i, BAIFBERAN—R “BERQE" o WMRBNFNUEME, HNMIEET. HE2HRANAL, EEHBER
TREXM. HRETTHEW, FHIZIHTHR—BRT], ARIFRABSPRERMNEFBERNEGEI.

[00:00:48] Lenny Rachitsky

English:

If you're trying to make the shift and it's just not moving, you may need to go hardcore founder mode.
R EIE:

NRIRERIRFER IR, MAREFEHNEZE “CIIEAER” (founder mode),

[00:00:52] Eoghan McCabe
English:

The way that greatness is created is that you find a CEO who's willing to make brave hard decisions and

own the results.
Fh>CERIE:
BIEFEARNARZE: HE—UERMEEERMEIRE, FHXERHZM CEO,

[00:00:59] Lenny Rachitsky



English:

What percentage of the employees kind of turned over during this period?
FEiE:

TEFBERESHR, RTRURAFEABZEZL?

[00:01:02] Eoghan McCabe
English:

Ultimately like 40%.

FRCERIE:

ERARLIZ 40%o

[00:01:04] Lenny Rachitsky

English:

You said there was a soft coup. Is there more you could share about that?
R EE:

MRFIBRET—17 “DNHE” . XFX—R, MESEELHATG?

[00:01:09] Lenny Rachitsky
English:

Today my guest is Eoghan McCabe. This is the first in a series of conversations that I'm having with
founders who have successfully transformed their established SaaS or marketplace businesses into an Al
first company that is growing like crazy and overtaking their decade plus old business. So, many
companies and product teams and founders are trying to navigate this very tricky time where every
industry is being disrupted by Al, and my goal here is to help you essentially disrupt yourself before
somebody else does. The story of Intercom's transformation into Fin is incredible. Their traditional
business was valued at billions of dollars, was making hundreds of millions of dollars in ARR, but growth
started to plateau and was even about to go negative. Six weeks after GPT-3.5 Came out, they had a
working prototype of what is now Fin and Eoghan and the team decided to go all in on Al

FRCERIR:

SRBIFEER Eoghan McCabe, XIS —RTIBIIBABINERNE—1, XLBIIBAEBRIIMRE {1 FARY
SaaS T AUSHEEN Al LENAE, BEKREDE, EEBRTHIZET +SENEWNS. WE, IF
ZAFE. FmEMEE ABREEX NHRFNNEI A E, BAsMTIERER Al BB, HHBEREHEE
RERIANBBIRZ A, S5l “BREE" o Intercom HEA Fin WHEIEERTRIN. MNHNERLVSEHE
#H12%7T, ARREERIZ, BEKFRBNER, BEERREA, 7 GPT-3.5 X%/NARE, tIMEL TN
£ Fin B9/REY, Eoghan FEIARE LT Al

[00:01:57] Lenny Rachitsky (Continued)

English:



Today Fin is growing like crazy already at eight digits in ARR and Intercom is on track to be growing faster
than every public software company by next year. In our conversation, Eoghan gets very real and honest
about what it takes to win right now. What do you have to do to turn the ship around at Intercom in spite
of a lot of pushback and even a soft coup attempt, what he believes people still don't understand about
what is happening in software and Al and so much more. If you enjoy this podcast, don't forget to
subscribe and follow it in your favorite podcasting app or YouTube. Also, if you become an annual
subscriber of my newsletter, you get a year free of a bunch of incredible products including Lovable,
Replit, Bolt n8n, Linear, Superhuman Descript, Whisper Flow, Gamma Perplexity, Warp, Granola, Magic
Patterns, Raycast, and Mobbin. Check it out at lennysnewsletter.com and click bundle. With that, | bring
you Eoghan McCabe.

FRCERIR:

%, Fin BUIEKHELIRA, ARRBIE/\fU#K, Intercom BEERAEMAE KRR EHREAE. EHINWN
JIEH, Eoghan IFEEL. BIHMHDZET A TRMAMFENE M. ATHE Intercom WEHE, RE@IGESEME
HEER—17 “UHE” tE, st a; MRMIAR AR FREMN Al TURETELENEIBEE ML
R, MBMRERXMER, S THENA YouTube EiTiHE, b4, SNRIREABRNEENANEEITRE,
RAURBERES—FN—RTMNF =R, B Lovable, Replit, Bolt n8n, Linear, Superhuman &, 515
lennysnewsletter.com &F, TE, 1L Eoghan McCabe,

[00:02:48] Lenny Rachitsky (Sponsorship)
English:

This episode is brought to you by Great Question the all-in-one UX research platform. Loved by teams at
Brex, Canva, Intuit and more. One of the most common things | hear from PMs and founders that | talked
to is | know | should be speaking to customers more, but | just don't have the time or the tools. That's
exactly the gap Great Question fills. Great Question makes it easy for anyone on your team, not just
researchers, to recruit participants, run interviews, send surveys, test prototypes, and then share it all
with powerful video clips. It's everything you need to put your customers at the center of your product
decisions. With a prompt as simple as why did users choose us over competitors, Great question not only
reveals what your customers have already shared, but it also makes it incredibly easy to ask them in the
moment for fresh insights from the right segment. Picture this, your roadmap's clear, your team's aligned,
you're shipping with confidence and you're building exactly what your customers need. Head to
greatquestion.com/lenny to get started.

FRCERIR:

TETBEH2AMAREE (UX) RS Great Question B, Brex. Canva. Intuit ZEINAEPEFERE,
HEMPM BB ABEIRIMEERNEZ—F: “BMERNZZNEFRM, EXMELEENEHITE,”
XIEE Great Question IHAMIZTH, BILEIFHNERMA (RMUXZEARR) WEBEMBESSE. #1T1h
e BRZAE. MARE, HOZRAER. CHEEMTEEFET=RRAENZO. IBEANEENET
&, W “AT2RAPERENMARRESEMF” , Great Question RYEERTEFEDEMAR, TREILIRE
WREIFERA P BENRMILE. BR—T, MOKRLEEH, HASE—H, EO0+ERMRXNEFEEREN
5o 1EIHIA) greatquestion.com/lenny FFA{ER,

[00:03:44] Lenny Rachitsky (Sponsorship)
English:

This episode is brought to you by WorkOS. If you're building a SaaS app, at some point your customers
will start asking for enterprise features like SAML authentication and SCIM provisioning. That's where



WorkOS comes in, making it fast and painless to add enterprise features to your app. Their APIs are easy
to understand so that you can ship quickly and get back to building other features. Today, hundreds of
companies are already powered by WorkOS, including ones you probably know like Vercel, Webflow and
Loom. WorkOS also recently acquired Warrant, the fine grain authorization service. Warrant's product is
based on a groundbreaking authorization system called Zanzibar, which was originally designed for
Google to power Google Docs and YouTube. This enables fast authorization checks at enormous scale
while maintaining a flexible model that can be adapted to even the most complex use cases. If you're
currently looking to build role-based access control or other enterprise features like single sign-on, SCIM
or user management, you should consider WorkOS. It's a drop-in replacement for Auth0 and supports up
to 1 million monthly active users for free. Check it out at workos.com to learn more. That's workos.com.

FRCERIR:

AETEH Work0S #8h, SIRIRIEFEITE SaaS A, FFABRFERER SAML HHIGIEHM SCIM BEEEF IV
IhEE, WorkOS BEILIRIRE. TN FARINXLLThEE, {180 API 5 FI2ME, ILREERERMHEZ T T%
OIEE. W%, 4E Vercel. Webflow 1 Loom RV B R A EBTEEA WorkOS, WorkOS sitid i 7
i EIZANARSS Warrant, Warrant B9 @ETF Google /3 Google Docs #1 YouTube i&it8) Zanzibar &
%, ZFATRNRFRNGE, BERFRERES. NRFEZEGEETAGHNIHEES (RBAC). BRE
£ (SSO) HAFEME, WorkOS Z Auth0 BWIBAEN AR, BEXEE 100 AZEAFRREFER. A
workos.com T f#E %,

[00:05:05] Lenny Rachitsky

English:

Eoghan, thank you so much for being here and welcome to the podcast.
FRCERIE:

Eoghan, IFERGHMREER, WIDLKEIFATAIHER.

[00:05:09] Eoghan McCabe
English:

Thank you. Great to be here.
FRERIE:

i, RESKEXE,

[00:05:10] Lenny Rachitsky
English:

You have done something quite extraordinary with Intercom, something that a lot of founders and
product teams are trying to do, which is to navigate this very scary disruption that's happening as a result
of Al to most businesses. You have very successfully shifted, as you described, a late-stage SaaS business
to an Al-first agent-based very successful business. | want to use the time to extract as much as | can out
of your journey so that people that are trying to navigate this and having a hard time can have less pain,
less suffering and will hopefully get to something that works. To give people a sense of just how well
things have gone. Can you share some stats about the current state of the business, how it's going?

FROCERIR:



fRTE Intercom FHEYEIRIERE T Aike, XUEBFZIBAM~mBEEXEMBE: NI Al LRSI S5H
KEVRIE T, IESIfRPAIEIARRY, (RAGZHUIG—RECARARY SaaS AR B N —FKIEE I, LAl k. X
BReA N0k, AR AXERE BRI S MIZIRIREYORFHE, AL EEREN NEEIANDES
B, ORLAE, AREHRITZARNAR. NTILART#BEMEREZINF, MESE—EXTUSIR
HYEENS?

[00:05:53] Eoghan McCabe
English:

Currently across the business we benchmark ourselves against all public software companies. There's
like 120 something B2B software companies. We're like in the 15th percentile for ARR growth, so we're up
there. Fin, which is our Al agent, which is the future of the business, the thing that will disrupt the old
business. It's growing north of 300%. It took off really fast like all these other Al companies you hear of the
first year, it grew from one to 12 million ARR. We're now in solid mid eight digit ARR growth there, we'll
pass 100 million ARR with Fin in less than three quarters. And yeah, Fin, we're in the customer experience
category with Fin, so it's one of these agents that helps do all your customer work and they all started
with service and in that category we are the biggest by customer count, biggest by revenue, best by
performance benchmarks. We win all our head-to-heads and our direct competitor bake-offs. We're rated
number one on G2, so | think we're doing pretty well. We're doing far better than we imagined at this
point.

AR ERIE:

Bal, HITEBEMNSS5FE EHREATHTEENLL. KA9F 120 2R B2B M4 AQE, A1 ARRIEKE
HEERT 15% £46, FRURIIBRHE, Fin &Y AIEReE, R SHREK, SEEIHLSHZO. ERE
KEBIT 300%, EERRFEBIEM Al RF—1FE FIFER, F—F ARRFM 100 F1EKE] 1200 5. B
FEFABY ARR B KAZE/\ (I EXFHE, Fin B9 ARR BERE=ZAFEARK 112, Fin BFEFLERE (CX) 2%
A, XMEREAELIEFIAENER I, BEMIRS (Service) Fih. EXMERP, TIEREFHE. A
ERERERE, KIEHRRAN. KIVEREEEXEMZmTNPERL T HI17E G2 EHR%E—, PRI
BRSNS ARE, mERA I RV,

[00:07:00] Lenny Rachitsky
English:

Okay. This sounds like the dream for a lot of founders, especially ones that are stuck with their existing
business that isn't going very far. So, let's get to that. Let's talk about the beginning of this journey. You
had a business that was working, people used it, loved it, over 100 million ARR | believe. Talk about just
the state of the business at the point roughly when you decided | really need to make a big change and go
Al first.

AR ERIE:

XIFERZRZLIBANER, THERREREEIERKZIHIBLSHEIAN. AREATTINIEZE, HBIXERR
ERER. MENEAE—TUFRIFIWSS, AFEXE, ARRBRBEEIT 112, BHREIRRESIM L
BEAME. ¥mE Al L%k, WSKEGTFHARS?

[00:07:23] Eoghan McCabe

English:



It was already in the hundreds of millions, Intercom is 14 years and change now. Part of the story is that in
2020 | had been sick for a couple years. The background is | had mold toxins and later | found out that |
got a tick bite and that messed me up. And so | left the CEO role in 2020 and a lot of the mistakes | had
been making when | was sick got worse. We became what a lot of late stage software companies are
today, which is a bit bloated. We lost some energy. Our strategy was diluted and unfocused. We're trying
to do all the things for all the people.

FROCERIR:

HEMANBEZZBHIZEST , Intercom RIESER 14 F%, WEN—EDE, 2020 FZREEERFTL
F, BRERFTEESER, BRAUBKRERITRT, XIBIIB/E T FTIAIKTE 2020 FEET CEO, MK
TEERELR THTSHIREZREFER, RNERESRITSHARRGEAET—F, BLEHEMN, KETE
1o HMNNHBRERT, RZER, HENFRABEABPFIES,

[00:08:06] Eoghan McCabe (Continued)
English:

We didn't know what problems we were already solving and for who, and the result was very slow
revenue growth in the low single digit percent and | was away for two years unsatisfied where the
business was going. We had this post COVID sugar rush, which a lot of big companies at that stage did in
2021. Everyone's valuation and revenue was through the roof and that hit a lot of problems in a lot of
these companies and we had five quarters of success of sequential decline in our net new ARR and we
were about to hit $0 net new ARR which means we would've been in negative growth territory. We never
got there. | managed to stop it before we got there, but we were falling each quarter and | found that |,
despite my wishes to go and have new adventures, still had a lot of pride for this damn thing and didn't
want to see it.

FRZERIE:

BINAAE B CHRENEFRRT AR, ERMBVNIERIFEEIE, XARMIK. HEFTHE, ik
SHEEFRRFHER. 2021 FHNEZHT “ERBERNANERITER (sugarrush), HIFRZARFEHX
B, SEBRAES YK, EXEBETRZSAENRE. EEHIFSHIE ARR ELANEFETE, REME)T
T, XRKREHNBEHNAE K, BARKRKXERIIRZAEE TS, EANSIFEHRE TR AU,
REFBEABHOER, ERMNIRQABMARBHVERE, MEEEEEE,

[00:09:15] Eoghan McCabe (Continued)
English:

And in a way that was so different from the way it started, it started with so much hope and optimism like
so many companies do, and it was about to fade away. So, that was when | felt like | need to go back and |
need to make a change. | went back and one month later ChatGPT was announced, so it would be really
neat and tidy to be able to say that the Al transformation came, | knew | couldn't be on the sidelines, | had
to save this thing from the coming disruption. Actually, | got whacked across the head by this Al thing, but
it also ended up being a gift.

FRSCERIF:
EIMENEFMNF B TERE, NFRIFEHEEEMNRM, MERZAT—, EMECHREHETT,
FrIABBRS B BB F i AMEl L, BT, EEIEXE—1BGE, ChatGPT X% 7. MRHKIZEFNET Al %%

B, MEREEMFSM, CHMEFEIRNBBEHZERAE, BIAERZRTE. BELFLE, HERAIXHSE
“YR—1E {TEERY, AT ERER T — L.



[00:09:55] Lenny Rachitsky
English:

So, ChatGPT launches, was it just like this is it, we got to go all in on this thing? Was it like, hmm, let's
watch this thing? How quickly was it clear that this is the future, this isn't working what we're doing?

AR ERIE:

FREA ChatGPT %fhfG, fRERIMZINRF “MEET, HNELR , EBRREST B, BUREE ? METZA
RIRBIXmERFK, MIEANIENMCETAE?

[00:10:06] Eoghan McCabe
English:

We and | were very lucky and that we had an Al group already. We were in the customer communication
business, chiefly doing customer service. We were building bots, but they were rudimentary Al. We had a
bunch of our own machine learning that did Q&A for customer service, but it required a phenomenal
amount of setup and was kind of crappy. But we had a number of Al engineers in the company already,
and so when GPT 3.5 came out, they said, this is different and it didn't take long for people to start to
imagine that this is going to be pretty disruptive to service. And it started where we imagined that this
was going to just wreck everyone selling seats, everyone in the conventional SaaS game.

FRCERIR:

BNABMIEEEE, AARNBEE—TAVNET. BINEEFEBELS, TEREFRS. HIMNENE
EMABA, BEZRELHN AL, BNE—EBCHNBEIRARLERRNE, BEREREIERINEL
B, MEMREEN. BAREEELE LA TRIFT, FrAE GPT-3.5 HRET, fifilii: “XPMFR—#." &
HEZA, ARRABRBIRIXSWRSTUFEEANTE, RUKIMNARD, XSERFRMEREEN
(selling seats) MEERFON, HESR(LZ4HE SaaS KXk EHIFRE Ao

[00:10:52] Eoghan McCabe (Continued)
English:

And we believed that was quite possible for some couple years after that moment. But we were only six
weeks into the launch of GPT 3.5 when we actually had a beta version of Fin. | got a text from Des, my co-
founder, a week or so after the launch of GPT 3.5 and he said, "The Al team have something interesting
and they actually think we could make a product out of this." And this was long before there's now no
doubt 100 service agents. We had something very early working and part of what we had to our
advantage also was that we had this giant base 30,000 paying customers, hundreds of thousands of
active users, millions of their users, billions of data points.

FROCERIR:

EMZENLER, RN—BINNBRBREAEN. BT GPT-3.5 kB MNNARE, HRNMELT Fin BN
hRo GPT-3.5 %%—RAKEH, HWEITEKAEIIAA Des BIFEIE, . “AlFRE T —LEEAIREA, it
RFEATAT LIRS — N m.” BRREREX LB MRS ERAEMZARANS. HNREMETAEBTH
RA, BINABEETRERANEM: 3HRNEETF. R +HERAR. HEHRIRAR UMBZ1
B



[00:11:42] Eoghan McCabe (Continued)
English:

So, we had a lot to play with and so we jumped on it. Now obviously it's fun to tell that once again to the
idea of this brave Maverick move, and | won't discount the fact that we were brave, but we were coming
from a point of having nothing to lose. So, we certainly are unique. | don't know a single company of our
size and age that has pivoted this hard to Al and being as successful as we have been, but we also
previously were screwed. We were in a really tough spot, so had no choice. So, I'll take the kudos and
credit, but also have a lot of empathy for companies that weren't as in as much trouble as we were, and
so try to thread the needle and sustain the old business while adding to it with the new Al stuff.

FRCERIR:

FRARMBRZAILUAIENTE, FRKENRET/RN. MBI SKBEHERR—RBEH. FIIRITHIITE
HARER, RATIARINRER, BRMNAFLT “RAARKE" HiE#, FAURMNAHLRIBE. EEF
MIEMBHRER, FiEL RGN XN WREE R Al FEIFRINN, EXBEE AN ZE
BEBANTER, RIHMERE, FITERE L, HEREE, EHIFEERRELMRSIBAEENA
5, X EELER R SSHIERAINGRY Al TR, BEMKFRM.

[00:12:34] Lenny Rachitsky
English:

Something I heard from someone that worked at Intercom, correct me if this is not correct, you've always
been very anti-bot in the customer support business because you didn't like how impersonal it was. It
just didn't feel like the way you wanted to build a business, and then now that's what you do. Talk about
just that transition.

FRZERIE:

FIF—AITE Intercom TREBIAR (MRAIIBLIEFK) , (RUBIERFRIESP—EIFERMNEAN, BAMR
RIFERNSBEABR®RT . BUFAZFEENZERR, BIMEMEEBX . ERX ML,

[00:12:50] Eoghan McCabe
English:

Yeah, | know it's a fun and ironic twist. Our mission from the early days was make internet business
personal. And when | came back and we started to lean into Al, | started to wonder, does that mission
make any sense anymore? Now, part of our lean into Al is that we had no choice not only for the business,
we needed something new, but also we saw that this is the future and you can't fight the future. You must
be part of it. And so okay, fuck, we're going to be part of it. And ultimately, and it's very easy to tell
yourself these little stories. So, I'm open to anyone telling me this is bullshit, but when I interrogate
myself, my soul and my mind, | don't think it is, when | interrogate my heart and my mind, | don't think it
is.

FROCERIR:

2H, BRAEXE—MEBENRBER. RMNFHNESRE LERMISEEANBK  HEEHRAFFSE
@ Al B, BRARTFREXMEmEEEEE X %M Al NS0 REAMIZB L SHEENARA, ERAEKE
BIXFBARE, REEMTRE, ROTARLAEFI—E82. FrLL, 8, Eftthy, HMNESS5HP. 84K,
BARE—ENKERES, HEEZHIARXEHAL, ESRFAECHRANBEN, RARFTXEH
Hiko



[00:13:43] Eoghan McCabe (Continued)
English:

But I'm now of the belief that providing a customer with a highly engaged, instantly available expert,
consistent, fast, charismatic, funny, friendly, personal agent available for literally every single customer
every minute of the day around the clock is so much more personal than making them wait 2, 3, 4 days
for a crappy canned response. And so that's the irony and the magic and the wonder of Al, even if it does
make us ask some hard questions of ourselves and think carefully about its impact on humanity, it
actually is superior at the things we describe as personal and human, relative to humans themselves. And
so that's where I'm at today. Yeah, maybe it's a bunch of fancy post rationalization, but honestly that's
really where | stand.

AR ERIE:

BUERE, "EFRH—BESS. ANmE. Tl BE. RE. HBHH. WRERFNMELSEE
K, 2XBERAS—MUFFARS, XOLBNIFER=XRIANTRI—TEINENCEBZEARBREZ. X5
2 AIRYRR. BAOMESYZE. RECUBRINMNAEARE—LERLEE, BEEWNARNEM, BERIIFR
AR “MERT M OCAMK BE, EEFEARESHSEY. XMERIWENEZE. BIFXRE—H
EMNEEEEN, EEAR, XMERNESE L.

[00:14:59] Lenny Rachitsky
English:

| think data has shown people often prefer not to talk to humans just to solve problems that can just be
solved. It's a lot of stress to try to figure out how to talk to some support agent that doesn't know
anything about what's going on.

FRCERIR:

HIANEBIEELREA, MRAFERKEEBR, MIBEEREFTMALZR. HEFFRNAS— I TER
—EFANERAGRDR, KERI—THERBIE.

[00:15:10] Eoghan McCabe
English:

Yes, and the Al is just better. Look at Waymo. So, Waymo doesn't crash. It has 3.5 times less crashes than
humans. It doesn't bother you or bug you. | like to chat with an Uber driver as much as the next guy, but
not always. It doesn't have hygiene problems. It doesn't take wrong turns. | mean it just doesn't do all
these things that really bug people. And it's really interesting to see Uber now offer women the option to
call only female drivers, and | guarantee the reason they're doing that is because women love Waymo
because they feel safer. Al is so often superior and humans are going to be far better at other things. I'm
pro-human, | love humans. | really want humans in the mix for all things in the rest of my life, but when it
comes to practical, productive, efficient, and effective value, the glue in between the human parts of our

lives, | actually want Al and robotics.

AR ERIE:

R, MBAIREEF. B Waymo, EXRREE, FRERILAXMK 3.5 F. EFZHTHIR. FHBERM
Uber BINEIR, EHIEZZENMIt. EREIERE, FREHR. EASMIPLEREILAOANE, REBH
=, Uber MEAWXMERMNRZIERN, RBFRIEXZEALMEER Waymo, ERIREERE. AlTE



RE2HEEMEMRHY, MARFEREMFRLRINFET. HEITALN, HEAE, BFEEEFHLLEA
K25, BEINER. £ REMBERNMEN, EERRNEZTZMON “WEF” B, RHLE
182 Al FNHEE Ao

[00:16:21] Lenny Rachitsky
English:

Before we start talking about how you actually made this transformation a success, one other piece of
history is just your pricing strategy historically has been not liked by people. For example, | once had a
Twitter poll or a survey on my newsletter just like what products do you pay the most for of all your SaaS
products? And Intercom's by far the most. | know people constantly complain about just how unclear it
was and how high it was, and now you guys are at the forefront of how to price Al products. So, we're
going to get to that, but just talk about the lessons and what happened there with pricing back in the day.

FROCERIR:

FERIMVTIRIRNARTH R F R Z 5], EE—BRHE: RITENENRKE—ERZNRID, Flm, EBE
Twitter BT EEIN LI IFE:  “7EFRE SaaS =@mH, RAMN=@RIHEZ? 7 Intercom BEWMT. &K
MEA—BEEESENFTEBAEYES, MIUERNINEET Al FRENHEE. EBIFR)LSREX], B
FIB BRI EEN A ENEINFLZET 4.

[00:16:53] Eoghan McCabe
English:

Yeah, so | want to just validate your survey data. Yes, people abhorred our pricing. It was a meme. There
were actual funny popular viral memes on Twitter that were making fun of our pricing. Part of the
problem, if not all of the problem, well, there's two problems. One was our strategy, super unfocused. As
you said, we're trying to do all the things for all the people, and when you're trying to do all the things for
all the people, your efforts to capture all that different types of value are going to necessitate pretty
complex pricing. If you're like customer service and you're selling seats and you're doing outbound
messaging and you need to charge for messages and you're doing like SD or Messenger on a website and
you need to charge for leads, already that's just metrics in every direction.

FROCERIR:

2H, HRERRRIAEHRIE. &3, AMIEENRENNEN. SEERT—ME, Twitter EBRZEINIE
MNENRSARBEE. FENBIRE MRFT22HME0E) AR, B—2HNBARBIRERRE, EN
REF, HAVRXEAFRBEAMAES, SIRXEME, ATHREREMARNMNE, SASSBIREERNE
o SNRIRBAMEAREZRENL, XMIMNH RIS, EMMIL LAY Messenger #244% (leads) WE&, ABit
BRI B AL —H] T,

[00:17:49] Eoghan McCabe (Continued)
English:

And then if you're trying to sell to many different sizes of customers, you need tiers and gates and it just
became a behemoth. So, part of the problem was the unfocused strategy, and then the other part of the
problem was an unwillingness to frankly make bold decisions, say no, pick a lane and actually take pain
in the short term for the long term. We rolled out this new pricing, and this is even before the Fin pricing
you're talking about. When | came back and | said, "Yes, we're going to lose a lot of revenue here." | can't



remember how much we wrote down, but we actually have already given away something like $50
million in ARR.

AR ERIE:

MRMEBEZLETRMENEF, MFEESEN G, REENMBMT —TEAKRY. FrLl, HEBFRER
REZ—, 5—1MRERHETABBERENRE, AR A , FREE—FFE, BFRBAT KM=
MEEHARNAREE. RIER THOEN, XEZREMRIMN Fin ENZEl. HFEEREY, HiK: “F
B, HRMNSEBVANEBRKREBE.” HARBF/AKRIETZD, BRNEFLELKRFT KL 5000 HETH
ARR,

[00:18:32] Eoghan McCabe (Continued)
English:

We've reduced the prices for a lot of customers just to give them way simpler pricing because surprise,
surprise, when people feel like they have far simpler, more predictable, fairer pricing, they'll stick around
longer and it creates so much more ease in the company and promotes a healthier relationship with the
customer too. When our people saw that we were screwing customers effectively in every direction, it
starts to erode the idea that we care about our customers and then they make other customer-unfriendly
decisions. And so one of the values | promoted when | came back was that we would be customer-
obsessed, and so we had to kill our old pricing and give away a lot of revenue. So, that was the spirit
behind the changes. But we can talk about the Fin pricing if you want to also.

FRCERIR:

HNERTRZZAHNE, RBRATHMNEGENEN. FAFHMAE, SAMNEEENELGRE. EAM
W, BT, IZEFFEA, XILQBRBERNR, HEHTERRNEAXR. SRIMNNEIEDR
MNESNHEESE U FF, tIIRSARTFRENESENXOER, #MEEMXNER ARIFHR
Eo FRUKEIREHRINMEMRZ—mE “FEEF" , BBENOAERBEN, BFREBN. XHMER
EEEREM, MR Fin BEN, BATBA LK,

[00:19:22] Lenny Rachitsky
English:

Let's save that because that's a really important topic that | think people need to hear. Let's talk about
the shift and how you made this actually happen. You make it sound like, oh, not fully, but it's oh, we
have to do, it wasn't working anyway. There's no risk to go all in on this Al thing. You're making $150
million a year ARR, you're worth at least a billion dollars at that point as a business. Yeah.

AR ERIE:

BEEBRNEE, NPT ERERNIET, EBRITRREEURMBINESEIB, (RIFERIFERERF
‘RIEIBBBARITT, 2 AIBRAARKL" . BHRITEFARRE 1.512, ARMKEZILHEE 1012,

[00:19:45] Eoghan McCabe
English:
I mean multiple billions.

FRCERIR:



BEWL1H1Z.

[00:19:46] Lenny Rachitsky
English:

Multiple billions.

FRCEE:

JL+1Z

[00:19:47] Eoghan McCabe

English:

We were making more money than that, so we were like multiple hundreds of millions.
FRCEIE:

BITRNLEARE S, HYELREIZETHIMET

[00:19:50] Lenny Rachitsky
English:

Yeah, okay. Very difficult to actually do even if things don't feel like they're growing anymore. So, first of
all, just what was the moment, if there was one, of just like, okay, the six-week experiment of someone
building a Fin internally, was that being like, this is it, or was there another moment of like, let's go all in
on this?

FROCERIR:

R, P8, BMELSABIEK, EMEIMREBIFEERME, I, 8%, BRE—MIENZ, LI
NN Fin RERSREE, ILRTET “MRBET” , BRES —THZILINRE 245 E?

[00:20:07] Eoghan McCabe
English:

It was the combination of the company being older, us all, me and the founders being impatient like, are
we going to make something out of this? We went through a time when the company was worth a lot.
We're private so we don't have a daily mark to market, but all the other public software companies
dropped 80%, 85, 90%. We saw our revenue growth crater. We were used to nice double digits. We were in
low single digits. And so part of it was, let's do something here. Another part of it was my own anger and
dissatisfaction with how the company was being run and the mistakes that | made myself. | made a lot of
compromises as a lot of founders and founding CEOs do to placate employees or do it out fear to bring
investors along, following advice in the industry and best practices.

FRCERIR:

MEZMEARNES: ABEET, RMEBANSBERFAMG, 08 “RITEEBHAER? 7 HMNEHI
REEERSHNER, KMNBMNEQE, FRUKESEHEITME, BIRME LEHRGASEET 80% 2
90%, FMMBFIMNERRE, MIBEIRMMBER TRMIK. PRUA—SDRERZ “BIETRAEA” - 5



— 8D RRRHEXN B ELE QTN ANURIIE THEIRREIBRM AR, RiIFSelm AMeln CEO —#, 3K
AT RIERTHE T HHERENEMBL TRZ %M, 58EBTIENMMEN “RESLEK” .

[00:21:12] Eoghan McCabe (Continued)
English:

You betray your intuition in little bits and pieces over the years when the bright spark of your original idea
turns into this big, unstoppable, scary corporate beast and a little bit of you dies every single time you go
and betray yourself in that way. If you could pick in your mind three or four tech darlings from 10 years
ago when you meet the CEO and talk to them privately, very few of them feel outstanding about the state
of their culture and the decisions that they make and the way in which they have to work. All of them
have betrayed themselves in little ways, and | had left the business, | was super sick, | was burned out
frankly from the revenue even having started to slow down before | left.

FROCERIR:
ZER, SRVONEIENEZML—TMEKR. FRAIBZEAENEVESN, fe—RRBERBCHER. 82X

MERBES, AON—MIMEMEZIEE. NRMFEEB+FFHHN=ZOMEHREIL, SR T REIMAITR CEO
i, RUBASHBCHRARAXK. RRITFAARIHE R MIHBERXENSEERTBES. HAEREHF
TRARE, WERE, B, EEFIHMEABNERBREMBERIBT .

[00:22:05] Eoghan McCabe (Continued)
English:

| had been attacked unfairly in the press, just all of me was just fed up and | decided to take a very
authoritarian, top-down, aggressive founder-first approach to all the things, and | found that deeply
cathartic and that was the thing that led to me in part. The other was just good old-fashioned logic and
the other was desperation saying, we're doing the Al thing, the Al thing, exciting and sexy. We need some
new energy thing here. The new Al thing makes sense. And also just my intuition says, go for it. And so
when people tell these stories, they rewrite history in their minds for the stories to be elegant and also so
that they support their own self-aggrandized narratives about their brilliance. Actually, it's a big messy
cocktail of things. And anyway, that's my attempt at explaining the cocktail.

FROCERIR:

HEERELERAATHRE, BIASBRE T, FTEHRAEXRN—FIEEHmaE. B EMT. B#Es “tln
A" ARLIEFRBEERE, RRAXIULTRRER, XTE—ERELIISTH. 5—HB2REZLE
B, BB BELERHME: “HNER AL, AIBESAKENMER. RINFEMAES” HAIHH
EEEN. MARNERSFE, EZHMIE. SAMHRXEREN, MIEFEIEMETESHE, LREE
BH, AN XTECSARBNNE, KL, XRE—REN “RER" . 22, XMERXBE
B REZHAER.

[00:23:10] Lenny Rachitsky
English:

| saw a stat that when you first launched, when you first had this kind of prototype, you were losing
money on every transaction that you're charging like a dollar, it cost you $120, something like that.

AR ERIE:



RED—E, SMRELREN, S—2X5RESESH. R 1%5T, Bl4EEHE 1.2 %m, AHEX
o

[00:23:21] Eoghan McCabe
English:
That's right. 120 cents. Yeah, yeah.
R EE:

R, 120 %50, 2%

[00:23:24] Lenny Rachitsky
English:

120 cents. Okay. So, there's a lot of vision here if this is going to get to a place where this actually will be
great and affordable.

FRSCENIE:
120 E9. T8, FAIUAXEERANZL, THEEECRELASTEREHEBYEE,

[00:23:33] Eoghan McCabe
English:

It's really funny. We charge 99 cents to resolve tickets, customer problems, and we have a higher
resolution rate than anyone else, and we are proud of that and we obsess over that. It is the metric by
which these agents are assessed, and we wanted our revenue to be 100% aligned with the value that they
attained because we had all this scar tissue from pricing prior that felt unfair to customers. So, we said,
what's the most fair that we can possibly find? Now, when we did all our research, we found that many
Saa$S businesses were spending between 20 and $30 per ticket resolved. We were spending 22. Now,
consumer businesses, maybe they go down to $5. We were thinking, can we charge $10? That seems fair.
It's half price. Can we charge $5? Can we even charge two and a half dollars? But early on we started to
sense that people just wouldn't value the digital work as much as the human work, even though the
digital work is better, more consistent, always available, makes the customer far happier.

FRERIE:

XEEH, HiSEA—IIE (FPRE) K9xS, RITNBRARILEAALS, RITALBIIBSH
FETF Lt XBIEXLESEEANIZOETT. HIFBEWMANSLENNE 100% HH, RAZRINENLZTH
BT TARRTHAR. TR KRAFNAREBMHA? EIMWHAREZIR, % Saas AR — T2
Z<7E 20 3 30 Ewzidle HATHRRE 22 £, SHERWSTTEERMEI 5 Em. RITEE: UK 10 £37E? X
ERRRATF, RE—HN1K. W5ET? BE 2.5%7m? BRRBENEZIRE, MM “BEFmH" HNET
EARRGN “AXSHA” Boas, RERFHHHER. FRE. BNELXRILIEFERE,

[00:24:49] Eoghan McCabe (Continued)

English:



And so we actually started to lean into a price that we thought would be was the nexus between us
earning the most and it being the most palatable. We basically said that if someone is not prepared to pay
99 cent for us to rapidly and elegantly perfectly and excellently solve their customer's problem, we need
to wrap this up. We don't have a business here. So, that was where the 99 cent came from. | always
believe that that pricing should come from value and not from costs. The cost is our problem. We just had
this sense and intuition early on that this thing will get cheaper and it got a lot cheaper. The margin
moves around, but we make a margin that makes this more than worth our while, and we know our
customers get an excellent deal and are able to deliver to their customers a level of service that they
never could before.

AR ERIE:

FRUENREEE T — Mg, BATARER “HilbimsAt” 5 “BRREERR" ZENFER. KE
ALEINA, MRBAE I ZLDEHAREM, LFATRE. . TRMARMNZ AR, BRIz
T, RERKEM. XM 99 EONER. FIBLBEENRIZETNEMIERE. MARIHIINEE, i)
PHMBER, REXAASLEE, FREHIMLL, FEARZEKE, EEAFEEULERIZEXIE
BER, MERMNMETFRETRENRS, sEAMIIRIEFRERIFIAREBARS KT,

[00:25:50] Lenny Rachitsky
English:

It's a very clear pitch. We just had Madhavan the podcast and the pricing expert, and he has this phrase,
beautifully simple pricing is where you want to get to. Also, he's a huge fan of outcome-based pricing,
which is what you're describing here, where you pay for an outcome. So, you guys are in the magic
quadrant of his pricing advice.

AR ERIE:

XM EEEMNES. BMNNBIEIENE XK Madhavan, thBE—aIE: “REEN (beautifully simple
pricing) BfRIVARBR.” L5, MAFEHS “BFERMEN” (outcome-based pricing) , XIEZIRFTHE
RE —RERNE. PR, RITELTFHENENS “BARR" F.

[00:26:07] Eoghan McCabe

English:

Yes, thank God our pricing wars are over.

R EE:

ERY, BWXREH, HMNNENHFETERT

[00:26:10] Lenny Rachitsky
English:

Finally.

FRZERIE:

KT,



[00:26:11] Eoghan McCabe
English:
Yeah.

FRCERIR:

=0

[00:26:12] Lenny Rachitsky
English:

Okay, so going back to how you actually did this thing. So, basically you described what many people
think of now as founder mode, just top down, as you said, the third area, and just here's what we're
doing. We're not going to sit around waiting for you to give me ideas. What did you do? What did that look
like internally?

FRCERIR:

97, LIEREFREAMB. B LR TIEANFTRE "Gl AER” ¢ BEMT, EWRFTR, 3FE
R, 2 “XMBHNNEMH, BASLFMRMNEREER o REFMTHA? ARARBEHAEFH?

[00:26:31] Eoghan McCabe
English:

There was a couple of things. One was we were burning a lot of money, so | cut a lot of costs aggressively.
Canned a bunch of different projects. We had this big glorious office we were about to fit out and I'm like,
we're about to hit negative growth territory, stop it. And a lot of companies were really stuck in the prior
world where they just were used to being super successful, rich and wealthy and spent like drunken
sailors. So, | stopped all of that, got really frugal in ways | never thought | would. | still haven't touched
the interior design of this office. I'm in here, even though | call it the hotel Marriott, I'm sick of it. Anyway,
that was one. Another was picked a lane. Strategically we were all over the place and | said, "We're doing

service." Zendesk had been acquired a couple years prior.
FRERIE:

BIHE, F—, SNRNERERE, FURBHEMEIRT R4S, T —#IME., RIIUNEESEE—
PMRIEWRDAE, Hit: “BIREHEKT, EFK” REARENIEIENHAEEENEFE, &K
FIETX—1), TEFMARENTR,. RESEMIXEHLAENAMG, BAKECY “AREENE BE
ZERT. XRH— HIEEERE, 4R ERMNIEFRIET, E: “HIIMMIRS (Service).”
Zendesk JLERIHEEIE T o

[00:27:20] Eoghan McCabe (Continued)
English:

They were strategically, energetically, culturally dead. They were upsetting customers in the market.
There's an opportunity there. We're doing service, forget all the other stuff, even though there was a lot of
people in the company saying, well, shit, we still have $80 million of ARR that we're getting from the other
thing and we're really good at that, and there's a big opportunity. There's other companies in this space
worth billions. It was the type of decision that where | had to practice the professional CEO approach,



which is, "Hey folks, what do you all think? Let's take everyone's input. Let's put it all down on a
spreadsheet." Everyone had color beside all of the different options that we may take. Let's make a group
decision. | said, "Sorry, this is what we're doing." So, | was very dictatorial in that respect. We had no one
making decisions, so somebody needed to, even if | had some qualms about the decisions myself, |
couldn't predict the future, but someone had to make a call.

FROCERIR:

fAIFEAEE. TEARMA LEIESN, itH ENERREAH. XM, HNIIMARS, STEEMPAE
A, REATRERRZAY: “1ZFE, B1EH 8000 HEITHI ARR REHMIL S, HITREKIEA, mMA
MERKR, EEXTHNREEENHZ.” RRE Tk CEO” BIE, HRi: “BRK, MIEALE?
IEENIFERENANER, 7I1MEK" 8TABSUFRERLRKREE, ARERRK, BHH: "B, X
MERNEM,” EMAERIFEHMB. HRHZABURE, RSB ALEE, BIEXE S RELEER
&, BABTETRARRK, BBME AR

[00:28:16] Eoghan McCabe (Continued)
English:

Obviously as soon as Al came around, | jumped hard on Al and announced that we were going to spend
nearly $100 million of our own cash on that. We allocated a lot of capital, but | also restarted the culture.
We had just a very comfortable culture as a lot of companies did. There was a lot of focus on social issues
and a lot of complaining and dissatisfaction, and | rewrote the values designed to be a sharp knife to cut
out the parts of the company that | just knew wouldn't be effective. So, | said that people must be
resilient, that we had very high standards, that we'd work incredibly hard, that shareholder value was the
most important thing that we'd optimize for. A lot of things that were controversial for this prior crowd.
And then | designed these quarterly performance processes where not only would you get a mark or a
grade for your performance against your goals that quarter, but you'd also get a score for your behavior
against the values.

FRCERIR:

B, Al —HI, BREHWRN, HERBRIIRRNE 1 IZETNBEARS, HNDETREALE, BREE
BTXH. GRERAFE—#, HRINHFHXXUKX “FR” 7, IEXIHINE, TFRERSNRTH RES
THEMR, BHIZITH—IBRT. i ZTLHMENNE, ©AERSHNE, DITIRESIMIE, REMN
EEFRNAUNEEZET. XEWNIUNBNBPHEARRIFEERIN. BERRITTZEESGWRE, (RS
EBEERRBERRETD, ERRIBRNITARETENENRFITD.

[00:29:10] Eoghan McCabe (Continued)
English:

And | hard coded a formula myself, and so | took it out of the manager's hands to say, if people got below
a certain mark, respectfully and lovingly, we would say, thank you for your service. We're going to go
forward without you. And so you do that just a small number of quarters and you can start to shape an
organization that's design and the image of the values you want to create. And obviously there was a lot
of pain, a lot of satisfaction. There was attempts at soft coup, there was letters sent to the board, people
really unhappy, but on the other side of it, the people left were the most incredible entrepreneurial,
brave, inspiring, happy individuals you could possibly imagine. And then you hire in their image. We ran
an anonymous employee survey, | think 15 or 16 months after | started aggressively working through the
org and rebuilding the org and rebuilding the culture, and we had a 98 to 99% approval of management,
leadership and new strategy.



AR ERIE:

HEESERT 1M, BNOMNEEFHEE: MREABRDRFENTAE, KNSR BETHX T
“BOgRRTIER, RMNEBEDEDHRT . RBEF/LNZFE, MEFRRBIMEZNNERELRALAR, A,
XHEEBEANBEENAH. BARBLRD “RHE” , BALEERERE, ARFEEFRHL. BEIRZ
&, BTHABMEZMAERRIRALLEH. BH. SARTERRHOA. RERBREMNNEFER
B, ERABATIEAFERABANMXALLNY 15, 16 MAMRE, HNNHTT —RERRTAE, NERR. FFHM
FERBR BV SZRFERIAEN T 98% F) 99%.

[00:30:19] Eoghan McCabe (Continued)
English:

And this is coming from me having the lowest Glassdoor rating for a CEO | had ever seen when | came
back. So, | just want to explain that being that deliberate about your culture and upsetting a lot of people
is the path through which you can create a culture where people are super happy, super engaged, super
aligned, and now we have just this highly performant organization. Yes, we're messy in many ways. So,
that was a big part of it too. So, it was kind of strategically picking a lane. Remaking how we go to market,
the pricing was a really, really big piece that had a big effect. Betting on Al and then culture. And | kind of
buried the Al thing because frankly none of this would matter if we didn't bet on Al. So, the story could all
be summed up by saying, when you ask what did | do, it was that we built Fin and that changed
everything.

R EE:

ExE, FKNIEREY, FB Glassdoor CEO WA BRI IR, FRUAFKAENE, XM XUNZIEEER
REEFRZEAN, BERBE—MILRIREREK. RABTE—BOXHHBEZ R, RERIMTHE—E
MHVALR, BATRSHEMKARE. FTLl, XEETHEREEFE. EEHATT (GTM) AR, ENE

B (XIFFEXRE) . A UNEEXWL, FIEAIRERENR, EEAEAH, MRBENFEEA, Hitt—1)
HAERE, FrLl, MRFRFEMT A, SEERME: FNWET Fin, ERZET—,

[00:31:19] Lenny Rachitsky
English:

You said that this was very unpopular. | imagine many people were not happy with all the change and
how top-down this was, you said there was a soft coup. Is there more you could share about that? | never
heard that story.

FRZERIE:

RIRXIFE AR, HEFRRE AN XLERTNE LM TG RRERH, MRS “WHE” , 8
ENE—R13? FMKITIX N EE,

[00:31:30] Eoghan McCabe
English:

When you make that degree of change and you tell people that they're in control like we did in the
previous generation of late-stage businesses, there's going to be some friction when you change the
rules. And it's my strong belief that great employees and great companies want and are constructed out

of a very clear and strong hierarchy where it is the responsibility of the CEO to make brave and hard



decisions unilaterally, yes, using their experts as inputs and be responsible for the outcome. If | make
decisions that propel the company in the way that thankfully my decisions have, | get rewards and kudos
and | get to go back to the board and say, | want a bigger grant. If | don't, | get fired and | should get fired.
If my big, brave, unilateral decisions put us in the toilet, then I have to take responsibility for that also.

FRCERIR:

YR E R, MIRZAIEBEEREATIY—HFEFRT MR TE B, RERNLAS
FFEER, REE, AFNAIMNFEANARNTEANETEMEBANERERFIEZ L. CEONIREMEET
HERHERERERRE (HABSELTHHNEN), HANERNT. MRKOREHED T ARLR (FFHE
REMET), RIBERMHANFE, FAJUERESIEESHEIMN NMRKHME, HRER, MREHPL
RENESERELATRE T, FtBOIEEBRE,

[00:32:30] Eoghan McCabe (Continued)
English:

So, that's how in my humble opinion, it should work. And I, for one, don't know of a great company that
doesn't work that way. You'll see from time to time, | did this a couple of years ago, people will construct
these indexes of the performance of companies that are founder led, and of course this is a self-serving
statement, but it's also true. And surprise, surprise, the founder led companies perform substantially
better because they have the moral authority and the willingness to take the risks that the professional
CEOs don't have the remit for. The professional CEOs are typically told, don't mess things up, and the
founders are bored if they're not taking the risk of messing things up from time to time. And so that's in
my opinion, what creates greatness and great innovation. But like | said, there will be friction changing a
company that's configured for democracy and committee decisions and soft and gentle interactions and
communication to be properly founder led and top down.

FRZERIE:

FHEXRK, XMBARGENENA. ZFMEEBRFEANQBEFEXFEEN. (RERM, LEFEA
s, e ARSHATSRUEEARSHATNRI,. A, AXAREREEES, BELH
KUtk BN ARSHABRANEFSFS, RAtAE BN MABXRIER, MRk CEO F1ER
BEXMIR, Rk CEO BEWSH “FUBHEIBRM” , MEBAMNRAERELIMES SRMHINLERIR,
MR ELH. XMELIEFAMEIFRR. BEMBANR, B— IR TRE. ZERZRRIENAER
NEHRTNALERN “BBART” M “BLEM T &KX, BAZEER,

[00:33:32] Lenny Rachitsky
English:

So, a big lesson here is if you're trying to make the shift and it's just not moving, there's a lot of resistance.
You may need to go hardcore founder mode and make some significant change. What percentage of the
employees kind of turned over during this period?

FROCERIR:

FRAXEN—1NEERIZ: MRMZAREIMERS, BHRK, MAIEFEHENEZE “QIEARI H
HE AR, EHRERIE, RTRARANEZ?

[00:33:46] Eoghan McCabe



English:

Could be something ultimately like 40%. So, it was a big, big turnover over some couple number of years.
Often the culture is set by a very small number of people, so it only took a quarter to really start to change
the tenor of the conversations that were happening, but to bring in the people that were that new level of
ambition and wanted to work as hard as the rest of us and work in a mature and engaged in excited way,
that took a little longer time. There's such a thing as product market fit. There's a thing as founder market
fit, there's a thing as founder, product market fit. That's how you're doing it right, but there's also such a
thing as employee, founder, product market fit. You have to have the right employees for the type of
business you're creating, and there are companies that want the need to be more stable and they're

going to want the need to hire more stable individuals.
R EIE:

RAKNZE 40%. FRUIBR/LFE—RIFEARRI, BEXKEHRDBANRESN, FURET —MEE,
NE)ABKIENE M ERE T, EERFIPEHEESIRA. BEMRN S HIME. B,
BAMMEEPRSIEOA, WETERKOEE, HMER “TahaRaE” (PMF), B8 “GlinAmhizE
BE” , BE QRBA-To-THREE" . BEXE—MMERAN “RI-IBA-Fa-hiaREE" o UM
Bl SSRBBEIGENR T, BEQBTERTE, WIEMERBENA.

[00:34:48] Eoghan McCabe (Continued)
English:

There's going to be companies that want to do the highly collaborative, more democratic thing. |
wouldn't invest in them, but there's companies that want to do it. If you're an employee that enjoys that,
there are a lot of positions out there. There are big companies like Google that do that. There are startups
that hire the crazy, young, wild, messy, early startup people, and that's great for them and the company
too. So, it's really all about having the right individuals and when you create that, not only do you create
great success, but you just create a lot more happiness and balance and harmony. Ultimately, the
employees who wanted a more gentle democratic environment, they're not going to be happy in a
company like Intercom or Coinbase or any of these strong organizations. They'll be more happy
somewhere else. So, even if it requires a little bit of a loving push out the door, | know that you're actually
doing them a favor in the medium to long run.

FROCERIR:

BERNBTENSEME. ERENFR. BFASKREXLNE, BHILELREXAM. NRIFREBENXMIF
IBMRT, IMNEBRZER (L. % Google XIFHNALTAMENLt. WEVICIATISEMMBLRIE. Fig. HiH.
REL R B AS, XM ATEF. FIUAXRBETFHRIISENA. SRHEIX—SE, FYEERS
RN, FEECIEEZHRER. FHMAE., KL, PBLEBERBMREFEMNRET, £ Intercom. Coinbase %
RRBALRPERSF . MIERSERR. Frll, BMERELAMI—R “THREZENER LHI1E
R, AMEMKIZRE, (REXEEEM

[00:35:49] Lenny Rachitsky

English:

| was going to say that a lot of these people will be happier working in a different company.
R EIE:

KERY, XEAXINNRBITESEF Do



[00:35:52] Eoghan McCabe
English:

Absolutely. Who wants to go to war every day with your organization and in Slack? That's just not fun.
That's not good for the nervous system or the soul.

FRSCERIE:
geytntt, WAESKREATER. 7£ Slack LIRECOHALRFE? B—o#HRTFI, MHRAZNRHBEHEE,

[00:36:02] Lenny Rachitsky
English:

Yeah, so this whole period sounds very stressful for you. Did you ever regret coming back and just like,
what the hell did | get myself into? What am | doing to myself?

FRCERIR:

28, FRUBRERBSEAM IR —EENNEKR. MEXKERIBEIEFR? GE8T “REKEB S EH T AR
ME? AXBENECHMAA? "

[00:36:12] Eoghan McCabe
English:

| never regretted coming back, but | have many moments where | don't enjoy the job. | didn't regret
coming back because it was deeply cathartic for me. When a founder runs away from their business, it is
the ultimate betrayal of their heart and the dream that they have. Now, it's okay to wrap things up and
quit, but when you kind of run away, like I kind of had to because | was sick and burned out and kind of
disenchanted, | don't know, it didn't feel good. So, especially when | had done that, having betrayed in a
million or a thousand small ways, my intuition, there was something | needed to exercise. So, it has been
deeply meaningful in that respect. And then of course, I'm fortunate that it worked out. | get to be on the
second most popular podcast in tech. | get to pat myself on the back in front of all these people. Who
wouldn't want that?

FRCERIR:

BMREBER, BRHLERENVHAEZZXN I RFEBREAAXNERAZ—MRZINE M, 4
— P EIEARBEECHE IR, BEXNESROMBENERER. SR, EFRISFHRHETUN, BOR
RREHBEENER. BEMOKM K" , BHREHFF. CHEIRFIRIESAELTRNNET L
BRTEHCHERN, AFEZBRIEMLG KL, FIUMXTMRES, EREEEREN. IR, HR=EE,
HERRIF. HESMX MR E RS, TARKENBEREE, ERBXEFR?

[00:37:13] Eoghan McCabe (Continued)
English:

That said, the reality is that for particularly people like me who like the adventure and the high agency
being unilateral, day-to-day movement where you're trying to make big, wild, bold decisions, the reality
is that if you're successful, most of your days will not be that. It'll be reviewing the bonus policy for next
year and reviewing the comp proposal for your execs for the next year. It will be showing up for



accountability meetings and stepping through the status of different work streams. It'll be rushing from
meeting to meeting, having 8, 9, 10 meetings a day. | don't happen to believe that that's a great way to
live your life. It'll be trying to get to all the emails you need to get to such that all those people aren't
offended and hurt and trying to communicate in the ways with your staff and your team that is
empathetic and thoughtful and keeps in mind that they may be having as shit a day as you are.

FROCERIR:

ERIL, RLE, WTFEEXFENREN. ENBEEE. ERMBRERROARN, WRIRRHT, R
AHDHEELEERHRRXE, ABINEBEREFRERENREER, #FESENHFIMSRE, SNRRR
W, RAZ DN IERNEE, FEM—TIEESZ 1S, —XF 8 9. 10 M&. HRNANNXZ—MHRIFNE
EAT. MEBAESTR THEE, UREFEA, EERUREONGEMNASRSRITERE, BZI2EMITA
REFNIR—1F IEL2 R AERSET—Ro

[00:38:33] Eoghan McCabe (Continued)
English:

You're giving me an opportunity to paint story of this maverick led adventure that you might imagine in a
comic. I'm for some reason picturing TinTin sail the seas, this swashbuckling adventure. It's not. It's
corporate life kind of sucks particularly for people like me. So, | have many of those days, and so the only
reason |I'm still around is that | have a broader mission that makes it worthwhile for now, but that's why
you see so many of our best founders get to a point where they're like, okay, I've had enough corporate
fun. So, that's the most authentic answer | could give you. No regrets coming back, but plenty of pain on a
day-to-day basis.

FROCERIR:

fRéa T H—MN=, ILRBEXEREGHENEEEIMITIIRITHENRSKE. TN, HREFFRETT
SR EE. BFLHIFMLL, ®IVEFEICHEEREN, LEENEXEFNA. RERSEFHNEF, &K
ZFREEEXE, RRANKE—NELRANES, LLERHNMTHESERS. EXmENTAMRIBIRSZM
BB AEENNZER: 97, BRBT7TXMHEWFEH Rl 7 SREHELHNEEINEZ:
FiEigEk, EREIIEFRHEEREEE,

[00:39:22] Lenny Rachitsky (Sponsorship)
English:

Today's episode is brought to you by DX, the developer intelligence platform designed by leading
researchers. To thrive in the Al era organizations need to adapt quickly, but many organization leaders
struggle to answer pressing questions like which tools are working, how are they being used, what's
actually driving value? DX provides the data and insights that leaders need to navigate this shift. With DX,
companies like Dropbox, Booking.com, Adyen and Intercom get a deep understanding of how Al is
providing value to their developers and what impact Al is having on engineering productivity. To learn
more, visit DX's website at getdx.com/lenny, that's getdx.com/lenny.

FROCERIR:

KNETEH DX #E), XE—THMARMARZITHNALEBRFEG, ATEARKESLRE, ARFTERE
BN, BFZMSERURZELBN™M, : MLETASK? ENRNARERN? tAEEERDNE?
DX NS EIRHEMZEFAEMNEIEM WA, @Z DX, Dropbox. Booking.com. Adyen #1 Intercom &2
SIRERNT R Al SR A A RERENE, UK A RIRBEFHNEW, RTBRELZELE, 15 DX Wi
getdx.com/lennys



[00:40:06] Lenny Rachitsky
English:

One of the interesting things about this space of agents, there's all this talk, agents are taking over. It's the
future of software. SaaS is going to be replaced with agents. CX is a classic. It just feels like, | imagine
looking forward, it was not obvious. Now looking back, it's like obviously this is an amazing place for
agents to take over work, but there's always this talk of agents will do everything and all the SaaS
software is going to be replaced by agents. Do you have a sense of just how far this disruption will go
outside of CX because it's already happening in your businesses?

FROCERIR:

XTEREER (agents) JuFl, MEBRZIIE, RERKETRE—Y), SNIRWHFHIRE, SaasS KREaER
Bf. EFRAE (CX) B—MEHEEM, BEXE, XEAREREERE TS EIN, ELNEIEHARA
2o NASEANRERMPGILFATEE, FiE SaaS MAEI W, FRT CX 24, MRESXMEBILEHEZ
m? FAAERILSH, XBEEERET

[00:40:35] Eoghan McCabe
English:

The first thing I'll say is that CX is deceptively large given it's hidden behind just two words, two letters.
Customer experience really is service success, sales and marketing, in my opinion. It's all engagement
with all customers. It's the biggest part by headcount of any business. Any consumer business and any
B2B business the biggest organizations are sales, service, success. So, I'll talk about things other than CX
in a moment, but | want to emphasize that CX is the majority of business operations. Of course, it'll go
beyond CX. Any function that requires a lot repetitive operational mechanical work will be automated,
whether it's chasing or collecting or issuing invoices, it could be onboarding or offboarding employees.

FRCERIR:

BAZENR, XXMIRARERNFE, EEEBCERFIRA. EREXR, BRELKHFELEE TR
5. BEFRRY. HENEH. EREMBEFNFAERER. EEAEWH, BAKTE, XBERANEI.
TR HEAXEE B2B V55, RANBITRERZHE. RSMELMI. FIUEKFGR) LK X ZHNE
&, BFHRLIEE, CX SIETIWSEENLERILD. SR, EXBH X, ERAFEAEEEE. RIFEE. M
Wt TIEREREER W B, TR EWR. FRARE, TR RZTHNRMBEEAZ.

[00:41:47] Eoghan McCabe (Continued)
English:

There are so many repetitive jobs in an organization that it'll start to replace. One of the interesting
questions is how much will be generic operations bots, how much will be expert agents? There are expert
agents for law and contract review. There will probably be expert agents for accounting, but you'll need
the glue in between all of these agents too. But future organizations will be agents everywhere. I've spent
quite a bit of time thinking about what does it all look like in the future, and | imagine it as a medley of
humans and agents, and | don't think it's obviously going to be humans on the top and the agents all in
the IC roles. | think that'll be more of a complex mix where you're going to have people that are like
managers and leaders, but they'll be in IC roles, working with agents to configure them for success and
monitor and manage their progress, kind of add that oversight and cover for edge cases. And so | think



we're going to be surprised in which the way that these organizations go, they'll definitely be smaller,
they'll be flatter because of that.

AR ERIE:

PLAPERZEEMENTHERRRR. —MEBNREZ . BREENSANETREEREZSZSDLF? 3
AELETRTERENGAHEENETXERE, KRRABEIEITETRERAE, EMEFTEERXLEERR
BY “REEF” o RRPVALIGINEEE L. RETREFEBBERRSZEHAETF, RIECBRMALEN
BRRANRER. HTNAN—ERAXE LR, BF2EER (CHABRB). MIANBZR—MEERIVES:
BEABAREZERASE, EMNILAT ICHEE, SEREEME, EECIIUESKRI), WiTHE, HAE
51BN (edge cases)o HIANARKALRRREBZIUENKIZ—IR, ENEEILRFTEN ERF.

=

[00:43:17] Eoghan McCabe (Continued)
English:

| won't be surprised if there are agents at the highest level too. | mean, I've been thinking about how, and
we do have a great human chief of staff here, but imagine a future human chief of staff that understands
your priorities and actually talks to you and does a check in each day and reaches out to different people
and ask for updates and helps organize your priorities and helps you remember who you need to keep
accountable. Clearly there's an opportunity for that. And so you can imagine agents in specific roles like
customer service in operational roles being glue and in being kind of like co-pilot or assistant roles like
that, which | mentioned. But what | think that all brings is just epic levels of efficiency. It's going to be
super deflationary. There'll be a lot more competition. Al itself is insanely competitive right now.

FRCERIR:

MREESEHHNERE, R—RUEFIRERT. H—EHER, BEARMNATENLHEBHALEEK

(Chief of Staff) , (ERKR—TRRVEERFRER, ©TRMBMNEL, SRNMEE, HARANABZHESE
#, BIRRIEM R, REMZNEHTRR. EAXBEAEERNNE. MAUEKERGFTREAR (W%
iR). ZEAE (FAMER) UNFRIINEISHEIBHFABHLIEER. HIANRX—IEHREFRITIE
=’ XREMABRBYYN, REFITR[REMAZL, Al UHAFMENREMELRIEE T KRR

[00:44:18] Eoghan McCabe (Continued)
English:

It's so intense in a way that was never before that's going to come to all industries when so much of their
inner workings becomes automated. And ultimately | think it's going to be great for the consumer. They'll
have more options, cheaper options, and | can't but see that be great for the economy, a lot of economic
lubricant as it were, and a lot of new movement and activity. And if we were to really go off the
reservation, but I'll stop here, that means that we need more humans too. We need population growth to
show up for this big growth economically. And yeah, | just see the future as just a beautiful collaboration
between humans and agents in every direction.

FROCERIR:

HETRUWHREEERLF AU, BHFIFIRENAIREEEEMETL. &L, HINNXIHEEE
BEANN, ITEREESZ. BEEENER. RWIANXINEFAEEE, EME—MEFNEN, EHEEX
EHBEN. MRBNNBRIZ—x (BAFKITE), XEREHNEFTEEZHAL, FEAOEKRIEX
MEARWEFIER, B2, HRPIRKZALSEEREES AR LBEEFMNE.



[00:45:02] Lenny Rachitsky
English:

| love the optimism. Someone described this once as a society ... What is it? Agentic society where it's us
and agents living together.

FROCERIR:
HERZMENSE. BABFHERN --WHAKE? “BreEHR" (Agenticsociety) , tat@F(1H
BReAHEELEE

[00:45:11] Eoghan McCabe
English:

Right.

FRERIE:

5o

[00:45:12] Lenny Rachitsky
English:

This begs the question around just jobs. We had Marc Benioff on the podcast. He's all agent force, agent
force, agent force, and asked him just like, what jobs do you think are going away? He's just like, "CX,
going away, gone. Sales not going away. We need sales people." Just what's your sense? | know it's like
touchy subject. No one ever wants to say jobs are going away, but just what's your sense of where jobs
might be disappearing more, most?

AR ERIE:

XS T X FIIENRE, 188 Marc Benioff LT H, fi#KFEB=E Agentforce (Salesforce BIES&E
KER). RAMWMLETIERHER, M “XEHEEK, HIKER. BHERR, BRINFEHEAR.” AR
WIE? RAEXE—MBURER, RARBRIERER, BREFHLETENITIEEFLRERR. &%7

[00:45:34] Eoghan McCabe
English:

Yeah. Well, | don't find it to be particularly touchy because jobs have always gone away and technology
has done a really good job at stealing jobs that we're repetitive, demeaning, dangerous. We have less
people losing limbs and dangerous factories or dying and suffocating down mines because of the
technology that we now have available to us. People breaking their backs on farms or just doing things
that's highly demeaning to the great, beautiful creative potential of each human individual life. So, |
won't apologize for competing with or competing for shit work because all the while technology has done
that in the past, population has increased. GDP has increased, longevity, crime rates have diminished in
the western world, the world that has enjoyed the most technology. So, we have no good reason to not
believe that that won't continue. Even while there is difficulty and there has been in the past, no doubt,
people who were gainfully employed in dangerous work in mines had to find new work.

FRCERIR:



BRAREXFHHE, AATFE-—BEEHER. RATERABREES. 2. BRNITELSEMSIERT. 25
TEAR, BERDBEAECRNI BREKE, REETHTERSM. AMIFBFEERGERMNE, =
BHALERMALLESENIIE. L, BASH "REEPLELETE MER. IERA—BEEXIAM,
MAL. GDP. Fa#iTEtEM, LHRXARARRKANALMRRMTET . AURIMTLKBEERBEXTEE
Fafis. RESERIEFERME, BLEEN HIENARFFIHI I,

[00:46:47] Eoghan McCabe (Continued)
English:

And so | don't take that for granted, but | think that this is part of the long arc of humanity flourishing and
getting healthier and happier. What are the types of work that will go away? It's all the demeaning, crappy
stuff, and that exists in digital businesses. You ask a human to sit at a keyboard answering the same
question day in, day out, and you get to a point where you don't even ask them to answer the question
manually. You ask them to click the button that brings up the macro. Like what a horrible use of a human
life. I've met thousands of people that have worked at Intercom, a broad range of talents. People who
they might not describe themselves as particularly high I1Q. Maybe they were suited at that point in their
life for this highly repetitive work. You talk to them for two or three minutes, you'll see the bright spark of
a beautiful human that if they got to do the right thing, they would light up and bring so much happiness
and joy to the world.

FROCERIR:

HAFNANXZEYAN, BRIUANAXBALER. EEERERFNKTRN -7, MEITFEIHEK?
FEMBLRR. ERENIE, XERFUSFEEE M- ALERE, BE—BMEZERFNFRE,
BEERGREAEAFILANFHEE, MBILANKMEHETRS Q. XEERNEMNEXNRSE. HIIKT
E77%E Intercom TREIWIA, AEER. BEAFRRSGEHCERA S, HEEAENBIMRESHEE M
TF. ERERMMITI ER=2%, FEEEBE—TEWAELBIALR. MRMWIEMERDE, M=k
FRH, HERERRE,

[00:48:00] Eoghan McCabe (Continued)
English:

And so that's the mission we're all on. I'm not pollyannaish here, like | said, and I'm suggesting that there
won't be friction, but for the most part, we're doing good. And to get specific, they will be CX roles and a
lot of basic repetitive roles. There is a lot of repetitive stuff in sales, and so you'll do more sales with less
people. There are SD or roles qualifying basic questions. You're not going to need as many people in sales
organizations. So, I'm a little misaligned with Marc in that respect. But what he's getting at is that what
sales people bring to the table is human connection and trust, and that is not about to go away anytime
soon. And thank God for that.

FRSCERIE:

XERINEFENES, BRAFTSEETN, BRURIASEER, BEMFRHE, RITEMERNS, BiEFk
B, CX RMUMASEMEBEEMRMSEK, HEPHERZEEMTE, FAIUKKATURAELMATHEZH
HE, LN EEMEINHEEF A (SDR) A, HEALKEABEENRALZ A, FIEX—a L, &
Marc NEZRE D, BMERENE, HEARHRNEALRNEZENEE, MXEEHRTSEE, #iX
g,

[00:48:46] Lenny Rachitsky



English:

| had Ben Mann, the co-founder of Anthropic on the podcast recently, and he said that he's like, "Even my
job is probably going to go at some point." He was like, "Lenny, your job is going to be replaced by Al at

some point." That was pretty compelling. Did not expect him to say that.
FRERIE:

H=IEXRIB T Anthropic BIEEE I8 A Ben Mann, . “BEERNITERLZMOEEHEK,” ikl
“Lenny, fRTIEREHMSEAI B XEEHRRAON, HEEFMX AR,

[00:49:02] Eoghan McCabe
English:

Yeah, | don't know. It will in many ways. We're going to have agents in Al to aggregate content and create
content, but humans, as much as when it comes to productivity, value, efficiency, efficiency is not the
number one thing that we value. If efficiency was the number one thing we value, I'd always buy the
cheapest clothes, furniture, computers, even paper for my printer. But | think humans value things like
beauty and human stories and human heart and connection. And not only will they still want those and
they'll still want a Lenny that has his own story and his own take and opinions and is a little imperfect,
but they'll pay more for it. The abundance of Al is going to make automated things worth zero. Just like
the value of cheap content on YouTube. Why do people subscribe to some channels and pay more? Why
do people pay to rent movies? Because some things have more quality, more beauty, more craft, more
art, more humanity. So, | think there'll always be a place for that.

AR ERIE:

B, BAAE, EREAEHBINL. BITKHEE Al SEEARREMOIERS. BREFRINERES~I. M
ENRE, WEATESHNEEVE—ITE. NRYEREE N, RKZRAZEKEEHXER. KA.
BN, HEETENR. BFRIANALEERR. AXHNHE. ORMEE. AP REAFTEXL, KRAFTE—
TMEECHE. REN—RRATERN Lenny, MAMITEENENESHNE. Al HROFRZILEK
MRAZRF—XNME. & YouTube LRBRNABT—1F. NTAANZITHAREMEHZNESZTER? M4
MIBEMERBR? AAEERAESMA. BEx. EATIZR. EAZASE. EG AN, FlLl, iR
XEERAKIDE —F 2.

[00:50:33] Lenny Rachitsky

English:

Phew. All right. I've got a couple more years at least.
R EE:

IF, #FE, ERFZEDREBTFI/LE

[00:50:36] Eoghan McCabe
English:

Yeah.

S EIE:

=i



[00:50:38] Lenny Rachitsky
English:

Before | move on to a different topic. Just kind of reflecting back on this shift to Fin and the success that
you've had, are there any other just lessons that we haven't touched on that you think might be helpful
for folks that are trying to go through this journey?

AR ERIE:

FERANT—MERZA, EBIFR—TM Fin B3R BRMRESRY), TEWPERITLKDE. EMRIESHEESR
X —I 2R AEEERIE)IG?

[00:50:52] Eoghan McCabe
English:

| think it's ultimately that you don't have a choice. My co-founder Des is writing a book at the moment,
and that's core to the idea here. You don't have a choice. The story of the technology industry or digital
technology is really short and it's punctuated by a small number of things, microprocessors, personal
computers, the internet, maybe mobile. Now there's Al. | think Al is bigger than all these things. And all of
these things disrupted essentially all categories. So, not only is this likely to disrupt all the categories, it's
going to disrupt it in the most aggressive violent ways. And if you're not in it, you're about to get kicked
out of all of it. And so my strongest advice is roll your sleeves up, figure out what's going to disrupt you,
have fun with it. You need to bring in actual talent. We and | will be nothing if we didn't have actual Al

scientists and leaders.
FRSCERIE:

FIANNAIRERZ IR TR, KX SEIIEA Des EEE—AF, ZOMRFE: RATLERF, BHEATIE
BFRANFHLERE, AODHRPXBETRAERM: HMOESE. PARRK. BEEM. BohEERN, WER A,
INA Al EEZ BIFRBRVER K. XERAFE T JLFFAERR. PR, AIRMNSEEFIEERS, EaU&EHH, &
HBENARHT. MRIMFAESSE, TMESKBLHE. IUAREFENENZE: SEMF, BERTASHE
R, FHEREEP, MEESIHELENKA, NRLBEEN A RZRMNASE, HMLEE—FLM.

[00:51:59] Eoghan McCabe (Continued)
English:

It's the only way we can be successful here. We have an incredible person who by the time this is out will
have received a promotion to chief Al officer. | keep announcing all these things and that's great
confidence to you. Fergal Reid, and he's just one of the very best in Al applications, and we happened to
be working with him for many years. So, part of it is finding the talent and part of it is bringing in the
young talent too. Al is kind of a young man's game, and I'm young, but I'm not as young as a lot of the
kids building Al. And so learning to empower and enable them and learn from them too is a really big
deal. And unfortunately, part of what you learn from them is the only way you're going to win right now is
if you work your ass off, because all these little Al companies run by kids in their twenties are literally
working 12 hours a day, literally 365 days a year.

FRCERIR:

XERIINE—RER, BB TARENAL, EXIMTEELERN, tRZEEAEEE AIE (Chief Al
Officer) 7. B—EEEHRXLHE, XERTIRARED. 0 Fergal Reid, & Al ATUHRINAHAT Z



—, BIVR=BELNMBESEZE. L, —BREBIHXT, F—HABIIHEFRAS . AITEMIZEELRE
FRARY. BARBFR, ERBLEEHE A NZRFFR, FREN. MEHRAMBIFIEZEXEE,
ZMZE, MMAENS EZEN—RE: NERMNE—GZRENG T EABRER"+Z5EFRAZEN
NELAI AT, ERNESXRTIF 12/, 25 365 XLk,

[00:53:01] Eoghan McCabe (Continued)
English:

No joke, all of them. And that's not a fun idea for many of us, especially those who've grown up. Some
people in our generation have kids or a lot of them do. There's comfort and stability in your life. You don't
want to work like that, but if you want in, that's part of the price and that's how so many of these young
new Al are going to win because very few of the previous generation companies are willing to make all of
those changes and go all the way in. And so my actual advice, which is not that helpful, is that if founders
of previous generation companies are themselves not willing to roll up their sleeves and get into it and
work as hard as the kids, hire a kid. You can be a chairperson like | was, have a lot of fun. You can mentor

the kid, hire a kid because you're in the wrong job, buddy.

R EIE:

BAmEK, ileEXF. XNBITRZAKRAFTRINEFER, LEHEBEEZKI NFEHNA. HMNX—R
ANRZEET #%F, EFEKRFENRE, FEBELE. BORMFEANG, XME2AN. SEEAFAXA
ZERN A RBER, AAL—RARXBRVEABRRMEXLERTH2 I, FIURBAKRPIRFENE:
MR E—RABTCBABCTRESEMF. GBEZF 1+, BMBENZFRT. RA)UKIAFIER
HYHESEK, EXEE, BSEITMEF. BETMEFE, AAMEEFTEESXMRAT, Kito

[00:53:58] Lenny Rachitsky
English:

| love how pragmatic this advice is and what's interesting as you talk about 12 hours a day every day, it's
like we're trying to get close to what agents are doing, which is half, that's basically 50% of agents.

FRCERIR:

BEWXMHSELNEN. GENE, SMKRIISRIF 12/08, FMNELETHEBIERANIIFRE —
BARYOZERAETIIEEN—F,

[00:54:08] Eoghan McCabe
English:

But that's not just a poetic cute thing to say, that comes from something very real, which is these younger
companies know how to use Al in ways that the older companies don't. The younger companies are vibe
coding and using Al for their creative work and for their job descriptions. | guarantee you go to companies
of our generation and even we have had to push people, you go to companies of our generation, most
people in most organizations, particularly non-technical organizations, they're not using any Al. Maybe
they're starting to use ChatGPT to write a job description, but they're not doing it by default. And so that's
more than a joke. You're competing with young companies that are in part Al

AR ERIE:



ERMMUNB—MRERRE, ERTEBIAENER:. XEFERATMENAIUAER AT FERN S NER Al
FRABER “FEHRRE" (vibecoding), A AIBHTEFMBRMMER, RERIE, MEKNX—KHNREE
B (BERNBEHEELTLE), RSHWAR (LHBIFKAE]) HNRSBARETA Al BiFti1FEm
ChatGPT BER(#R T, EIFEZMIMIEINIEAR. FIUXARZN IR, REES—557H Al R E
ZYNZIEE 8

[00:55:02] Lenny Rachitsky
English:

This reminds me, | did an interview with the Perplexity founders. It was, | just checked, April 2024, so just
over a year ago. And they were saying that the way they operated, and this sounded it's so crazy at the
time, is anytime they had a question for anyone else on the team, they first asked ChatGPT about it, and
then they go ask the person as like, that is insane. And now this is just obvious. That's what we all do now.
Just like, hey, I'm just going to talk voice.

AR ERIE:

XL FAERE TR Perplexity BlIR ARIBS R, HET—T, 2024 F4 8, B2 —Ffl. I NRMIIENEIF
A (HRIFERRKE) 2. SSWNEKREEEN, fkia) ChatGPT, ARBERIBNA. HHEEERA
BN, MEERERREA, HNIUERXATF, BEEFESEIE

[00:55:28] Eoghan McCabe
English:

It's a prime example. They're doing many such things. When | say 365 days a year, they're the company |
think of because they're doing exactly that. All these young companies are doing wild, weird and
ridiculous things that people you are in my age kind of chuckle at, but it's business as usual for them. So,
there's just a big mind shift, cultural shift, and there's a culture clash of the previous generation versus
the new generation. And the sooner you kind of wrap your head around that, the sooner you can start to
unstake yourself, | think.

FRCERIR:

EXE—MEENGIF. MITEEBIRSEMNE, SRR “2F 365 X" B, HMFEREIBZZ M,
AL, FIEXEFRABHMAM—EERINXMELHATRRNIE. SEEERBENE, B
i, XMEAE. FIUXFNEERLENEE, BERXUNEE, L—ASH—AZEEEXLHR. KN
MEFIERX—R, MEERRERRE,

[00:56:04] Lenny Rachitsky
English:

And just to build on that, the sounds crazy to work this hard, it sounds very stressful, not fun. Why would |
do this? This sucks. But at the same time, this is, as you said, such an unusual rare opportunity. There's so
much opportunity. There's so much wealth being created. There's so many businesses being created.
This is the time, if you were to ever work really hard, this is a good time to do it.

FROCERIR:

HE—R, P IEMERRKIE. EARK. —REFREFR. ITABRXAM? XKFERT. BEIENIRF
W, XENBE-—MIEZELINNE. BXZHNE, KENMEEEREE, KSFISEERE. MR



MRXEFITESSRIE—R, RNERERTFHEN.

[00:56:26] Eoghan McCabe
English:

| think so. | don't actually generally promote working that hard. | try to not fetishize it. | actually think a
life well-lived includes taking slow walks in nature where you're not thinking about ARR growth or hiring
your chief revenue officer, not going to eight meetings a day. Maybe you should go to no meetings a day,
certainly not working 12 hours a day. | don't actually promote that in general as a thing one should do
with their life. I'm simply saying that if you want to compete and enjoy success in this age, which means
you need to be doing Al, that is the price.

FRCERIR:

HEXAINN, ELFEETREBAG SR IE, RREFBEHEN. FINNERFNEENZBEEEAT
B, FEBARREKFBEEREWE, FEA—K/\1R. BIFRNZ—X— TS8R, SALFES
RIE 1208 BEARPUAXZ— P ANZMNFEENES. HRZ2NR, MRFBEXTHAREHIRGAL
(XBRERDIE AL, X2 o

[00:57:16] Eoghan McCabe (Continued)
English:

So, you either decide to pay the price or get out. Don't half-ass it. You see all these companies saying, we
do Al and they've just sprinkle a little bit of crappy Al and they've got the same cultures. It won't work.
The one thing | will say, the one little asterisk to my first point is that all great people and great things
have been achieved through hard work. And so I'm speaking out of both sides of my mouth here, to
younger people to let them know that every way of living is valid, but people who have achieved things
have always worked hard and they find a way to enjoy it too. And particularly in 2025 in Al.

FRZERIE:

FREL, RBARESMNX MMM, BARBLH. 3BITTH. FBIRZQEN “BIFEMAT , HLRZM
T—REHE ALER, XCANZLTEN. BEITAEN. i, FZNABEEMNER: FrEHRABANGHER
HIRMEEEIIRES NLAN. FAIUAREXEATREREEFE. —AESFEREASHEELSNBEEN
8, B5—7AH, BEEFMAMBASRRES, FEMINERIIZERERNGZE. LEHEE 2025 FHY AR
pilos

[00:58:01] Lenny Rachitsky
English:

| want to follow this thread. | was going to ask you this earlier, but | didn't, and | want to see if this takes
us somewhere interesting, just watching you speak and talk. You're very self-reflective, very centered. You
have these really good breaths you take when you think about something. | met you a long time ago,
randomly at a party when you were just starting Intercom. | don't think you were like that. During this
kind of two-year period was there kind a transformation that you went through to kind of become this?

FROCERIR:

FRIREX METDH, FZNA &R, BRRENEF, MIFEETERRE, FEAR. FERENZE
AR TR, RALIET, £ Intercom RIEEDEY, FE—DIRMN EEALIIR. HARFIRHHBXEFH.



EARMENBFHRE, (REFRER T — LA T TIENEF?

[00:58:28] Eoghan McCabe
English:

Absolutely. Yeah. There's a couple things. First, | mean, there's three things that come to mind. Working in
a startup for 14 years has a certain way of kicking you in the head many times a day that either kills you or
makes you far stronger. So, that one piece. There's no elegance to that point, but | think we can all intuit
that that level of experience teaches you something, you grow up very fast. Point two is | did a lot of
therapy. | found this amazing guy 12 years ago. He started a couple of his own tech companies and talked
in public. He only coached and was a therapist to CEOs. He's now kind of in a later stage of his career. But
this amazing guy, his name is Yosi Amram, amazing guy. | just landed on my feet. | just didn't know who |
was dealing with.

FROCERIR:
HEIEN. KBAT=6F. F—, EVLIREIIE 4 F, SRBEIWHURE T RER, XBARKT
R, BARIRERERK, X—RHAFMH, BEREAKEEER, IMEZHIILMBERK. E-REHK

7 REROIERT. 12 FmEEET — 7T RNENA, tESEIDI/IREBHRAR, BMIATFER. R
1S CEO HiBEM{IRYETr M. IR TRV ETEFER, M Yosi Amram, EE1M& A, HERIARES
YFREET i, BEERHIEHCHEMIETRE,

[00:59:24] Eoghan McCabe (Continued)
English:

But one of the greatest minds and teachers of the last, | don't know, many decades, people don't even
know him, but he's taught and worked with many CEOs and he just helped me get to know me and take
time for myself. And people like to hate on therapy right now. | think a lot of therapy sucks and a lot of
therapists are not good. And they fear that actually therapy will lobotomize them and turn them into
thumb sucking, navel-gazing, soft, irrelevant losers that won't have that edge anymore. And the
interesting thing about 12 years of weekly therapy and spiritual work is that it takes your edges off, but
they're all edges that are super counterproductive. All the edges that made you an asshole, got you
triggered, miscommunicated or fought back when you were insecure, they take all the edges away then

help you see yourself and love yourself so much more for who you are.

R EIE:

tEIENTFERFARNBBARNRIMNZ—, BARZAFHRINIR M, iESIRSE CEO, MAEHTHE
S, NECBHZTE., RERSAFTERCIEALT, BEIANRZATEE, RZBTIMAKERT. AHED
AT SIULIITEREGE. BT, KE34E. B 12 5878 RMATHEHREITHNSFYZAET: EEE TR
B, BRECHRIEAEARE —ILILLREREE. 5% ABTHHARZLL2RERMRENER. CEE
X, AEBIREFHEBHEMNELNEC,

[01:00:42] Eoghan McCabe (Continued)
English:

Be completely unafraid to acknowledge the things you're not good at, but own the things you are. And in
understanding yourself, you understand others better and can communicate in a substantially more
connected and authentic way. Great, great therapy and it has to be great, is a recipe for brilliant



leadership in my opinion. And then the third part is two years away where | ran away, where | was sick,
revenue growth wasn't doing so hot. | unsuccessfully tried to defend myself from a bunch of fake bullshit
in the newspapers. | mean | was beat up. And in a moment like that, your ego, any sense you have of your
greatness is eviscerated. And that's painful. It can be so painful that many people don't come back from
it, and | credit the 10 years at that point, or nine years of therapy | did at that point, plus the support of
this therapist, the coach that | had, to surviving it.

FROCERIR:

iHREEAEEFAOAECHEL, RNt ESMBEKY, ETHBECHIRREFR, MEIFTHEMA, FHEU
FHER. EAERBNANHITEE, EREXR, AFNOEATREENTNIMWR =80 2IMER
B, HREET, WANEKZS, REREREGRA LN —EERETRERKT . RARRITET, EHM
B%l, fRRIBFK (ego). fRM B EHANEMARAIE KM, XIFEERE, BHIRSAFTEBHIEER
2R, HZFALBERER, TN TFUNBREEF T TEBBEST, URILETT MFRBERRISZH.

[01:01:48] Eoghan McCabe (Continued)
English:

But if you can survive it, what you end up with on the other side is all of those insecure, a lot of the
insecurities and all that ego bullshit that made you super ineffective, jealous, or triggered for all sorts of
different reasons, it's gone. And your image that you are this perfect, brilliant leader that all successful
founders form when they are successful had to die. And the reason that's so good is that that's so
limiting. When you have this ego identity of yourself about how fucking amazing you are, then any
moment that challenges that is super scary. Anyone who questions it is offensive. And so | credit
wherever | am today and | have decades of learning still to go to those three components. And | feel super
fortunate to have had all of them, even though the last one sucked, | can finally say, wow, it really helped.

FRZERIE:

BINRIREERIR, RES—WUGRHZE: BLILRERENY. HPHZENA R 2N B RE KR EIEEH
KTo. FMERINEIBARSEIAM "X, REAASE" WERBIGLE. HERIFE, BAPHERK
BRRMET. SMETES “FE58MT N, £ —KNZIEILIREREIRVE, ERRERBAERS
IRRFREIL. FIUEBS KON TFX=TEER, REREE/LT+ENRESY., ARRFIFEZEESE
PR, BARKERREZHERERS, BRETFILOR: &, EENREHED.

[01:02:52] Lenny Rachitsky
English:

Thank you for sharing all that. I'm glad | went there. | want to show you something that | randomly have
in my office, my wife just got me that | think you're going to love. It's a piece of art that | think will
resonate with [inaudible 01:03:02].

FRCERIR:

BEHRNDZ, REXHRTENEE. RELMRE—HEDRIZEENZAm, REFIXALTHD, HREEMR
ZEW. EMZRGIEIRAIHG,

[01:03:02] Eoghan McCabe

English:



Yeah. What am | looking at here? So, it's a hand?
FRZERIE:
I, HEINEMTA? —RF?

[01:03:04] Lenny Rachitsky

English:

It's a hand with a snap and then let me see if you can see what it says.
R EE:

B RIEETWENTF, BEMEFEES LENT.

[01:03:08] Eoghan McCabe
English:

| can't see what it says.

R EE:

BERA.

[01:03:10] Lenny Rachitsky

English:

It says ego death now.

FRCEIE:

FEEE: “DEMILEBHET” (Ego death now),

[01:03:12] Eoghan McCabe
English:
Right. Look at this. Good. Exactly.
R EE:
Kh, AR, XFT, EZMIt.

[01:03:15] Lenny Rachitsky
English:

Thereitis.

FREiE:

X



[01:03:16] Eoghan McCabe
English:

May all our egos peacefully become smaller and leave this mortal coil. The reality is none of our egos ever
die. And even great ... Ram Dass is this great spiritual teacher who died a few years ago and someone
asked him on his deathbed something like, "How did you get over your bullshit or your ego?" And he said,
"I never did. Just the edges got smoothed away." And this is a guy who had 70 years of the deepest,
wildest spiritual work, he acknowledged, no, still my same self. So, the ego is still there and we actually
need to acknowledge it and love it. And when you acknowledge it, then it's not a surprise when you're
like a little jealous and you're like, huh, I'm jealous. That's funny. Okay. And it's all good.

FRCERIR:

RBEMNFAEN “BF HMeETFFHET/), BAX LM, ALXE, RITH “BR” XZFREIEHERK, HKRH
¥51 2 IM Ram Dass JLERIA MR, BARM: “MRBWNAFCARIMAOVBLEIZHEHE? ~ ik “HMKRR
e, ARRAWETT.” XB—MAT 70 FRRZBHETHA, tAAECERBIERFF. AL “B
B —EHHE, RNFERAAZIFE. SRRIAER, SRBIGEE, fRARIRE, Rk W, &
rT, EARR” XEEXR.

[01:04:09] Lenny Rachitsky
English:

Reminds me Daniel Kahneman who wrote all these books about biases that we have and here's all the
ways we're flawed. If people ask him, "Have you learned to live more rationally?" He's like, "Not at all."
Knowing all these things about how we're flawed in the way we think all these biases doesn't actually, |
can'tuseitin life.

FRZERIE:

XitHAEE Daniel Kahneman, 5 TREZXFINAREMASERERNB. SAfRM: “REZTEEEM
£EG? 7 iR “meRB. BMENER(NERESNMRBE LFERE, ERKLEETPELBAR L,

[01:04:24] Eoghan McCabe
English:

We're human. We should let ourselves be human. | think it's beautiful. We're logic systems, but we're also
heart systems and body systems and soul systems. So, all of it is good.

FROCERIR:

HMNZBAZE, NZzATBESAEAN. RE/XRE. HMN2EERSE, EHIOR. BENRMAL. FrLL,
X—tERR T o

[01:04:35] Lenny Rachitsky
English:

Okay, | want to go in a completely different direction. The last thing | want to talk about, | needed to
mention this. | don't know if you've seen this, but I've been doing research on which companies produce
the best product leaders. And I've been doing this by looking at which alumni of companies go on to
become CPOs at the highest rate, get promoted the most at their next job, become the first product



manager at a future startup, start their own companies. Intercom is coming number one across this
research next to Palantir and Stripe, Revolut. So, the question this begs is, what are you guys doing that
produces such great product leaders? There's the hiring piece and then there's what they do at Intercom
piece. So, what do you think is creating these sort of really big successes from your alumni group?

FRCERIR:

%, BB TL2FRENG . REREBWEXD, BOTIR—T. FHEBMREEEER, K—HEMRMLE
REEFH T RMFNTRASE. HBEIEEPLELTNRERA CPO MLLHlRE. ETF—MIEPEAHR
R AL ATIMEN PM HeH T BB AE, Intercom EXIARTHHZE—, 5 Palantir. Stripe #1
Revolut #%l, FRLAREERT : {RIEIRMT T4, BHRETXASMENTRNSE? BRENER, E2t
{117E Intercom IRH? RIAARBHAER T IRMIREEHAR EARMIN?

[01:05:20] Eoghan McCabe
English:

Yeah, | don't have a really succinct answer unfortunately. | can say in the abstract, our culture is a very
producty culture. So, myself and Des, there was four founders and me and Des Traynor drove a lot, like all
the strategy. We're product guys. | was a software designer. | studied computer science, so I'm technical,
but never did it professionally. So, the first part is that just product innovation, design just was just core to
our culture and people always picked up on that. So, | think good people wanted to work here and we
were good at finding good people. The other part was that because we had this sprawling strategy, we
had all these products that we needed a complex structure for it and that included lots of PMs and PM
groups that we gave a lot of autonomy to. And so the product of our big messy strategy was that we had
PMs that got to act like mini CEOs.

AR ERIE:

FENE, FRE—TFEEEENER. MMy, FIINXUR—FIEE “Tmit” B, FH Des (M
U AR EFTABDEE, KiHETmbS. HERRMLITN, FPIHENRE, BALM
SRWERS, BRERAR. FAIUFE—RE, FotlHiigit 230Uz, KREPEHZE. FHINAMR
HFIAAFLARXE, MENNEERLRMI). 5—BRREAZ, BTHRNEBER, mak%, KFE
SROAREN, BEFSE PMA PM/NE, HAFMIRABNBEEN, Xt “BEL" SERB~YriE: 8
PM BEfSf& “3fR CEO” —#1T%

[01:06:27] Eoghan McCabe (Continued)
English:

And so | think that they got to learn the broader skill sets beyond designing wireframes and interviewing
some customers. They really own it like a mini CEO to some degree. | think there's one other thing which
is part to our approach was this deeply first principles thinking methodology almost to a fault, although |
don't think it's a fault. | and we would create frameworks for everything. It's like, okay, we want to do
these events. Who are the events for? What is the ultimate goal of the event? What's the mechanism by
which events work? What are other mechanisms that can achieve that same goal? How do we define
success for an event like that? How does the user or the attendee define value? What other things do
those people find valuable? We create these complex systems to try and approach everything, but the net
effect was we'd have really joined up considered strategy and it's everywhere.

FRCERIR:



Hit, i1FE 7T BuEREEMTREFNE Zikit. EEMEEL, ilG&iR CEO —HFEIEREM™
Mo BE—RERINAEL: —MRZIK “F—4RE" B, EEINTHRANMS (BRAEFUSHBER
=)o RINSAFMEEBEIERELR, thalhiEsy: EMRAIENE? KIRBIFEMHA? BENGRHA? BEW
LEAHIBERRER BIR? WMAEXIN? S5EMAEXNE? MITERFHTABNE? RSB LESRE
RYEROE—Y), ERMEFHNMABTIFEER. REAENLE, MELLFE,

[01:07:36] Eoghan McCabe (Continued)
English:

Like Paul Adams, our chief product officer, | didn't even plan to show this. He made this book recently,
The Al Age and the Transformation of Customer Service and it's a bunch of frameworks for how to think
about Al, et cetera. So, it's part of what we do. And so we would hire people who are good at that, but we
teach that. That's teachable and not everyone does that. And so the conversations that Des and | would
have, we still love being on whiteboards. Our very first office, our own office in Dublin, it was a tiny office.
One wall was four, five computers, the other wall was just all whiteboards. We loved that we had a

whiteboard wall. In our next office we had a room, square room and all walls were whiteboards.
FRERIE:

Eb40FAIB8Y CPO Paul Adams, fRIEE T4+ (AINASEFRS®KE), EE2EXTUNRES Al E
2R, XMERMNHENSN. KMNEAERILENA, ERIEZH. X2AUEERN, MAHIFAAL
o A Des ESNHEREARLIVIL, HRITEHEMNE—TDAZER/), —EERBER, 5S—HE2EH
o HMNAXEBRET. EF—TNRE, HMEEE—NEEEEERVEE,

[01:08:24] Eoghan McCabe (Continued)
English:

So, we just love to draw diagrams so you can teach all that stuff. So, yeah, it's just all that good energy
product, product energy, first principles, the people we chose. And on the founders side, | was talking to
Des about this morning, why have so many Intercom people gone on to be founders? | think it's because
we hired founder types and my pitch to people was always come to Intercom, figure out how great
companies are built and build it with us and then go on to start your own. | would say that often at all
hands. But the irony is that the people we hired back then, the founder types were probably not great
employees. They were better founders. I'm not a good employee. And so it'll be interesting to see if this
current cohort, we'll get many founders out of this current cohort, but will they convert as well as they
did before?

FRCERIR:

HMNENEBEEK, XEFRBBZAUEN. AL, XAPTFRENFRAER. F—EREBUKRZFIMMEZHIA
Zo XFEIAA, HOSRF LR Desidit: NHAXAZ Intercom KAGEREELILT? FHiANZENEA]
BHmE “CIIRAR” A, BREBARBRESE: “Kintercom 1B, HEEFANABZMEERD, M)
—ERIRE, AREEMRECHAR,” HEBEERAT EX AR, BNRAZE, HEHEBLELIMATRA
AAREHFARMFTHNRTL, MNEEGHLNIBA. HBRAERNMFHRT, FIUEEIENXHRTRER, ()
FHSHRZEIEANLE? BUARIEUA—FSE?

[01:09:16] Eoghan McCabe (Continued)

English:



Because we're now hiring people who want to be part of something bigger. They're more mature and
grown up, more stable and consistent. They're part of, they have a certain expertise and a certain lane
they want to work in. And maybe they're not the crazy types that went on to start companies, but it's
wild. | did see some of that research by you, particularly the one where you show the companies ranked
by the number of founders that they have. And I'm like, what is happening? | was as surprised that we
were that high as you were because there are many other great companies on that list. So, surprised and
proud.

AR ERIE:

EABMNREBHIABRBHNERFLH—EB7. INERR. ERE. EX W, BECTIHTE. Bift
MNABRAME AL “NF” . EXENRHE, BBIERTIROBEMAR, LHEREIBABRERS
AU R, FEMR: "X, RETHA? " BREARNHSIWASE, ZBRE—1FFF, AANEELEERSH
FHEARHNRE, HEFEERIXBER.

[01:09:53] Lenny Rachitsky
English:

| love when people say, | don't really have a clear answer. And then you have exactly a clear answer and it
resonates a lot with other companies on this list that I've had on of what the themes are, and I'll just
reflect back a few of them. One is complexity. That comes up a lot. And interestingly, most of the other
companies in the list, I'll read them real quick. Intercom, Palantir, Revolut, N26, Dropbox, Chime, Stripe,
and then Coinbase and Notion is down there. So many are FinTech. Almost all are FinTech. And the
complexity there is really high. So, there's a really interesting trend there. Just complexity. Ownership is
another one that comes up a lot. Many CEOs, GMs kind of roles, first principles thinking and just going to
the bare metal comes up a lot in these conversations.

AR ERIE:

BEXAMR “BEERAHEER" ARXALTIFEHRHSRENNZ, X5RFXIAZRIER FEHMABRER
EBEME. RELLR: —% “ERNE" , XEERRED. BENE, B2 LW AQF——Intercom.
Palantir. Revolut. N26. Dropbox. Chime. Stripe, &% Coinbase #1 Notion— R Z & E & #l %
(FinTech), FBEMUZERMNE, XB—MEBNESE. & “PREN" (Ownership), Bl PM #EK(R
CEO HELZFIEMAE, 1F “F—MRIE" B4, BIRNKEEE.

[01:10:38] Eoghan McCabe
English:

Yes.

A ERE:

=i

[01:10:39] Lenny Rachitsky
English:
And then hiring senior people, hiring founder types.

FRCERIR:



EAEMZRAERATMEIBATRAL,

[01:10:42] Eoghan McCabe

English:

Yes. Like Stripe did a lot of that. | think Stripe did a lot of first principle stuff and founder types.
R EE:

EH, Stripe R TIRZXHENE, FKIAN Stripe WIFFRFE—HRIBMEIBATAL

[01:10:49] Lenny Rachitsky
English:

The other thing, we didn't even talk about this, but you guys invented RICE. You guys popularize jobs to
be done. Like speaking of frameworks, you guys are a wealth of frameworks that we all use.

FRZERIE:

EE—HEHNEKIE: RI1APRT RICERESR, # 7 “F/MESS” (Jobstobe Done) it, WEESR,
RTEERIERIERE, IiIFE AZER.

[01:10:58] Eoghan McCabe
English:
Drowning and frameworks, yeah.
R EE:

TURTERESRS, MalG.

[01:11:00] Lenny Rachitsky
English:

Drowning slash changing the way everyone builds product in a really positive way. Okay, is there anything

else that you wanted to touch on or leave listeners with before we get to a very exciting lightning round?
R EIE:

JURER, HUEBRRNARNRETARMEFRBI AN F, BEASAMBHNBRRREZR, fEE
AR TR B LT AREID?

[01:11:13] Eoghan McCabe
English:

When someone like me comes on a podcast like this, they always have an ulterior motive and that's
healthy and good. It's part of the transaction. Some of it is to enjoy feeling like an expert. But my ulterior
motive today is to make sure that people understand that Intercom is a fundamentally different type of
late stage company. We are a large old startup. Every single way in which we work is as a startup and are
competing with and crushing the actual startup competition in our agent categories. And the reason that



that's important for people to know is just like | said earlier, that the handicap that good but late stage
companies have is that their late stage and people don't mentally put them in the same box.

AR ERIE:

HEHXFHASMIMERZN, 228 W0 , XRER, HEXZHN—MHD. —SHBOBNTERE
TR, BERSKNFALE/ILAREAR: Intercom B—RARLFARNEAAAF, HKiI2—K “KE
HERPEIRR o HNNE—MESELREBEINCIQE &, HEEERELNFSHEENNEIATARSEH

/%E_Eo

[01:12:10] Eoghan McCabe (Continued)
English:

They just don't imagine these older companies. If | told you that IBM had made the most wildly innovative
coding assistant, you'd find it hard to believe, most people would. It's maybe so interesting such that it
would stick in your mind, you need to go look at it. But by default people aren't going to look at IBM. And
so | want people to take a new look at Intercom because it's a brand new company and our mission is to
help every single type of business deliver impeccable, incredible, beautiful personal service to every
single one of their users and people, many thousands of people are using Fin for that today. So, go check

out Fin please, fin.ai.

FRERIE:

MVEEBREZE AT GEME . WRKSIFMFIBM ML T RKIE. RECIFENREENTF, KEHAR
BHUERE. XWFREE, RiLfRicE, BMRAEIAFEEE BMB&R. FIUMEREEAREHHM

Intercom, EAER—REHNLQE, HINEGEEDES—MEENELAMNNE—UAFRRMHITE. &
RN THABERNRS. MEEBLERT LHBIAEEEM Fino FRLL, 15XEF Fin, WAILE fin.ai,

i)

[01:12:58] Lenny Rachitsky
English:

And | don't know if you mentioned this at the beginning, but let's mention that you predict that you'll be
the fastest growing company across if you were to look at all public software companies next year.

RS ERIE:
BAMBEIRFFLIRT S, BRNBIR—T: (RINBEFRINSHARRE LS AT P KRR —K,

[01:13:10] Eoghan McCabe
English:

So, two years ago we were in the low single digits growth rate. We doubled our growth rate and last year
we were in the low double digits. This year we're in the 15th percentile of all public software companies.
So, you take the 120 something public software companies, we're in the 15th percentile. So, we're getting
up there fast and if we sustain this trajectory, and it's obviously dangerous to put these types of things
out publicly, but I'll tell you, | look at the charts and it's hard not to imagine where this goes. | think we're
going to find ourselves being the fastest growing out of all, relative to all public software companies. So,
let's see. But that's the level of shock, surprise and transformation that has actually happened here all



because of Fin. So, check in with me in a year and maybe I'll be embarrassed or maybe I'll be feeling like a

genius.
R EIE:

MER, HNPERFEZRMIE. ERBANTT—F, ZFXETRMULK. SF, HNERELHRAE
RE)HHTERT 15%. SNRIREAR 120 ZRAF, FAIFER 15% 25, FLEAFRR, MRERFXDHEX
(AFFRXELABNG) , BREEER, REFKBEIRENER. FINABNEENAE LHREATF
BRERN. ILRMNHBURF. XM2 Fin HROER. RENHKE, —FEBREEK, BIFRIBRIER,
WIFHIRTEIR TR

[01:14:03] Lenny Rachitsky
English:

Or underselling it. This just reflects back on exactly how | started our conversation. You've done
something extraordinary at Intercom. I'm really happy that we're here and we're sharing this story.

FRCERIR:

HEMREIRRT 7o XIEMER T HFFIABIHAYIE: {RIE Intercom SIS T IEMBIRT. REXEKINEEXED=
XN E.

[01:14:11] Eoghan McCabe
English:

Thank you.

FREiE:

i

[01:14:12] Lenny Rachitsky

English:

With that, we've reached our very exciting lightning round. I've got five questions for you. Are you ready?
FRERIE:

BA, HNHENTLAKERNABREE, ZER N>, E&EFTE?

[01:14:16] Eoghan McCabe
English:

Please. Ready.

R EE:

B, EETFT.

[01:14:18] Lenny Rachitsky



English:

What are two or three books that you find yourself recommending most to other people?
FREiE:

MERBENAEENR=ZEBEMFA?

[01:14:21] Eoghan McCabe
English:

So, | found I lost the habit of reading as | started to get more and more stressed with my startup. And so |
would listen to audiobooks here and there, but the most recent book | read is a book called Nuclear War:
A Scenario, and it's a very much a nonfiction and scared the shit out of me. So, if you like nightmares, it'll
be beautiful bedtime reading.

FROCENIR:

AL ENDMREXR, RRMECKETHRNIR RSB RAAEER. RRIERO—FBUY (b
F. —M1ER) (Nuclear War: A Scenario) , XE2—A3IFEMEm, BHRITIAFT, MRFENMEY, EXR
TRAERVBERT IR

[01:14:46] Lenny Rachitsky
English:

Excellent.

R EE:

XiET o

[01:14:47] Eoghan McCabe
English:

Yeah.

FRERIE:

=108

[01:14:48] Lenny Rachitsky

English:

What's a recent movie or TV show you've really enjoyed?
R EiE:

RIIB T ARIEE ESIRBY B F S LRI

[01:14:50] Eoghan McCabe

English:



| love movies. | want TV to be better, but | very rarely find TV to be great. The first and last TV show | loved
was True Detective one that was just incredible. But the last movie | watched was 28 Years Later, and
that's by Danny Boyle. | was born in the eighties, grew up as a kid in the nineties, and so grew up with
Trainspotting. It was 28 Days Later. Then he made a movie called Sunshine. So, 28 Years Later is a type of
movie that's just not made anymore. It's the most nineties movie made since the nineties. It's like very
rock and roll and also deeply touching. So, | was really surprised by that. | bet | would love to know that
younger generations that are watching this, what they may think, they may hate it, but | love 28 Years
Later.

AR ERIE:

BEBE, REZEBUBRMEET, ERBORANFIRIE, EE—HENE (HIR) (True Detective)
F—F, BEFARN. RROLEN—HBTEAE - B8R (Danny Boyle) S8 (28 F£/F) (28 Years
Later), 4 80 X, IO FRKK, BEE (BAE) KA, AT (28 KE), &FH (KM
o (28 Fjg) BAMMEBLZAENERLELET, EEE8 90 FRALEREAR 900 FRAXMRNEE, EEE
R, HIEERA. BRIFT. BRERBMNEEXIMTENFE—AKELR, iFII2ITRE, BREER.

[01:15:49] Lenny Rachitsky

English:

So, this is the same person that made 28 Days Later, then 29 years later [inaudible 01:15:51].
FRCERIE:

FRUXZT (28 KfE), AR 29 F/XIFT -

[01:15:51] Eoghan McCabe
English:

Yeah, Danny Boyle.

R EE:

TH, R - R,

[01:15:53] Lenny Rachitsky
English:

Wow. Okay. Very cool. | didn't know about that. Do you have a favorite product you've recently discovered
that you really love? Could be a gadget, could be an app, could be clothes.

RSz ERIE:
i, $FIE, KEET, RZEIRE, (a8 AMAABANERN~R? TS NTE. NAHKR.

[01:16:01] Eoghan McCabe
English:

| very rarely like products, I'm such a perfectionist that it has to be really simple with very little moving
parts, like a bowl, to actually be like, good. I've started to get more into coffee. I've been buying products



by Fellow. They're remarkably good for consumer products, different, it's on a different level. So, there's
some sort of level of taste and craft happening there that | don't see in basically any other consumer
hardware type products. And of all things, I'd bought a Porsche 911 recently and that is a beautiful
product. The interiors are exquisite and there's still a bunch of shit that is going to annoy you. And so it's
far from perfect. So, yeah, perfectionism is sometimes a gift if you're in the business of creating products,
but also quite the curse. You're never happy, including with the Porsche 911.

FROCERIR:

HRLERAA AT M. HRIDPTEEXE, "mAIFEEHR. BHRLD (BIB—F) RTIN[/E. Hx
IEFF4EIE EMIME, KT —£ Fellow B9 a. ENESR M, ENMBHEMLT, TE225—1KE, BEE—iH
FHMBEREGRRAZNEAKMTZ, S5, R&EEEXT—WEREE 911, BE—MEENTm, RIHFIES
EZ5R, BRABRZILMOMBKE. FIUEZIFTE. 28, MRIIMETREE, TEEXEREXRRE,
BHREIAR. fRKEARiHRE, BMERIIRIYHEE 911,

[01:17:02] Lenny Rachitsky
English:

| think that's the third time someone recommended a car. Someone recommended, | think Boz at
Facebook recommended a fancy Mercedes, and then someone once suggested a Rivian, so now we got
Porsche on the list. | always thought maybe one day I'll give someone all the prizes, all the products
people have ever mentioned in this. And those are getting, Porsche might be a little high. Okay, two more
questions. Do you have a favorite life motto that you find yourself repeating, coming back to in work or
life sharing with friends?

FROCENIR:

HREXBE=ZXRBAHELET, Facebook B9 Boz #F 3 F&F M, EB A#EFT Rivian, MEEER B 7T R
B, REETE—XRIEARHEINFAESMEARRIERE, BRNEUEERR, i, RERNA—, R
BREALANERS, BRTFEAEEIAREEZTEE. AOEALBPRN?

[01:17:30] Eoghan McCabe
English:

It's trite. It's not sophisticated and it's more of a concept than a phrase, but it's something around the
idea that life is short. I'm just so aware that time ticks by and we all live on autopilot. So much of what we
do is inspired by either our insecurities or things that other people we look up to or envy do. Very rarely
making contact with what we really want and following our hearts and our heads. And we just kind of get
stuck in these lanes and just live out our days. And certainly when you get 41 now, you get to 41 and
thankfully still very young, anyone in their forties, congrats, should feel good about that.

FhSCERIE:

XERRIESIE, HAER, BEZ2—MISMmIE—aiE, BRe “ALEEE . BRI EIRR B R,
MENAZE ‘BB BERTEE. RINWESTAEARTALER, BEABRT MW ARDRESEF,
RAOBABEEMEANESE, BREECHOMN. HIR2WEEEENHE EEEXB, YMRAT 41 %
(BAREER, BFE 40 Z5MARTHR), FEaBERA,

[01:18:18] Eoghan McCabe (Continued)



English:

But | know if you're in your twenties or thirties, 40 feels old. But when you're in your forties, my
experience is that the weeks and the months and then the years go by. It's not a big deal. I'm back at
Intercom two and a half years now to any of these kids in Al in their twenties. If they don't get something
done or achieved by next month, they'll be so disappointed themselves and so impatient. And in some
ways, at least when it comes to productivity, they're better at getting more out of the time. But I'm now
trying to get more life out of the time too. So, just, if there is a motto, it's like life is short or memento
mori, we're all on the way out. So, make the use of what you've got.

AR ERIE:

BAMEMRM_+Z5H=1%%, 40 SINEREE, BE40 S5, HNIKBREF. A. FHAMI, &K
B£2E5 Intercom WEF T, WFRLEZ+ZFH AIDERY, MRTPATEMER, tilsxB2IF
BREEARMM. BEFAFE, WIHLEBRKERENE, ERAEEZHIMEEFERESZL “£E"
FRLA, SIREEFRS, BME “AEETRE H “RTCLREIR” (memento mori) , HEMNWBEERLS, Fr
Lrer F RIR AR R —1.

[01:19:05] Lenny Rachitsky
English:

Fun fact, | built an app once called Savorable that helped you savor the moment, it was called Savorable
and it sent you a text every few hours, | don't know, maybe once a day with a little reminder of way to
savor the moment. And one of the texts was just like, remember, you will die.

AR ERIE:

BBNZE, REEFRIT—1M Savorable WA, EEIAMNERLT. e8R/VNE (XE -—KX—K) =4
RAFIEE, REBREREE, HP—FEGEmME: “i2fF, MERKKT”

[01:19:21] Eoghan McCabe
English:

Yeah. And the problem is that even that idea, we forget it instantly. And if you start getting text every day,
you'll ignore the text. Try to fault. We just don't want to acknowledge that reality on a day-to-day basis.
Maybe that's important.

AR ERIE:

T, BEE, BMEEXNEL, RiIMEEBRETE, NRMAESRBWEXMIERS, (RSB E, RITRE
AEEHBEERAINZ MR, HiFXihRshRER,

[01:19:39] Lenny Rachitsky
English:

Yeah, maybe for the best.

R EE:

0, WiITXEFRT.



[01:19:40] Eoghan McCabe
English:

Yeah.

FSCEIE:

=0

[01:19:42] Lenny Rachitsky
English:

Okay, Final question. Speaking of apps, | was doing research on you in preparation for this and | didn't
realize you built Quitter back in the day. | love Quitter. | found it so fun. It basically told you anytime

someone unfollowed you on Twitter. So, the question just what happened to that app?
FRERIE:

8, ma— M. REINA, FEESFIHZIMMURIF A Quitter, FKEBZE Quitter, HIFEEEE,
ERTEB AT Twitter LEUKIRESRERIR, BB ITNMAREREAET?

[01:19:58] Eoghan McCabe
English:

I think we eventually sold it for 14K.

R EE:

BERNRALL 1.4 HETHINEIBEE T,

[01:20:03] Lenny Rachitsky
English:

Wow, that's cool.

FRCERIE:

i, ARIRES

[01:20:06] Eoghan McCabe
English:

On one of these, | think there's a website called Flipper where you could sell websites. It really blew up. It
was like a little experiment, kind of a social experiment. It was the first time that | had this feeling that
there's no reason someone wouldn't want to use this. Obviously people are going to want to use this. And
it was really instructive for me because it taught me that that feeling is possible. You meet so many
founders, young founders particularly, and they don't have a sense within themselves about the value of
the stuff they're building. Will this be good? Let's get customer feedback. And it is possible to build things
that you deeply know makes sense. And that was what Quitter was like. Followers go up, followers go



down. At that point in time, people had 100 followers or 200 followers, and you'd want to know who's not

my friend anymore.

R EIE:

EE—10 Flippa (IWuL LR, EERERNRA, GERE—MIVIHHEER, BEEREREIZE: 92
EHAEATEAXT, EAARBEEA.” XNKRERL, AANEHSTEAM “WER S8R ME3
REZeIBA (LERFREGBA), IINESHENARAENNMELZEER. STE0: “X§FE? iERITARE
FRi%.” HE, RERUMZEBMIRRMERXHARAN, Quitter BLEXIF, MLKKEKEK, HEFTARR
B—RE ML, MENREBMEERBZIRART

[01:21:04] Lenny Rachitsky

English:

Oh man, | love that that was your bar that led you to the success later if it's as good as Quitter in terms of
product market fit.

R EE:

KB, BHERX M. WRERmE PMF SEAER Quitter —14F, BEEZHM.

[01:21:12] Eoghan McCabe

English:

I mean, it had the best fit ever. About everyone on Twitter tried to sign up for it and it broke.
R EE:

KR, ENREERELH. HE Twitter LS N AR EM, SRIBEREREE T,

[01:21:21] Lenny Rachitsky
English:

Well, | loved it. Eoghan, thank you so much for doing this. | love just how real and open you are about
everything and just how much insight you have to share. | also just love the vibe. | feel like | just am more
centered just watching you speak.

FRCERIR:
HRENRE, Eoghan, FERBFREMTIB. RERMM—IEMLLESSNAR, DETXAZIE, HBR

=
EXXMAE, BEMIE, RRETECHERENRT.

[01:21:34] Eoghan McCabe
English:

Oh, thank you.

FRCEIE:

MR, 5935,



[01:21:35] Lenny Rachitsky
English:

Two Final questions. Where can folks check out Fin, follow you if they want to follow up on anything? And
then how can listeners be useful to you?

FROCERIR:
REM NI, AKAILEME T Fin? RN, ZEWE? B, AR LN ERIR?

[01:21:42] Eoghan McCabe
English:

Check out Fin, fin.ai. If they want to follow me. I'm E-O-G-H-A-N on Twitter, so it's Irish spelling of Owen.
But if they want to be helpful to me, I'd love them to try Fin. I'd love them to have their friends that run
any kind of customer operations, try it too. This Al thing is noisy. There's so much hype, but it's also really
real. And the weird thing about Fin, even relative to the coding apps, the coding apps are blowing up, and
yet there's a lot of people experimenting and kicking tires. You can't kick tires with Fin. We only deliver
value when you expose it to your customers and it closes tickets and makes them happy. And so Al is
really, really happening. And so if you know anyone out there that has customers, they should be using
Fin. It's the smartest, cheapest, easiest way to dramatically enhance their business. So, if they do that,

they'll be helping me sincerely.
FRCERIE:

% fin.ai & Fino BXEFHANE, FB Twitter IS 2 E-O-G-H-A-N (Owen MER=HEE) . MMRBHERK, &K
REEARIBEIRXA Fin, BRBMRINEFLANREATENRR. Al TUSIERER, BRSZWE, EEHBRES
B9, Fin (B 2ZAET, FEIRLEREREMBNRIZNA, Fin BIERENEF. BRIER, LFFARR
ZAREAIME. Al EFERESSMAE, MRMARERBZFAE, tIIEBRIZER Fine XEAERAILSH
RIEAA. REE. REENTE WRIMRITXAMY, MEXNHEABIE.

[01:22:46] Lenny Rachitsky

English:

I'm sold. Eoghan, thank you so much for being here.
R EE:

HWAR 7. Eoghan, IEERXEMREER

[01:22:50] Eoghan McCabe
English:

Thank you, sir. Pretty fun.
FRCERIE:

s, RBE®,

[01:22:51] Lenny Rachitsky



English:

This was amazing.
FRCERIE:

XET,

[01:22:51] Eoghan McCabe
English:

Yeah, thank you.

R EiE:

[, .

[01:22:53] 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:

AKBMI. R, WNRIRTIISHEMNE, FILIE Apple Podcasts. Spotify SUAREIRRIRZ AT, 115
ZRATNNTOHETITIE, XEBPEZSINAREIMIA]. RAJLATE lennyspodcast.com FHEIFRITIE S 7 #Z
B%, THI.



