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[00:00:00] Geoff Charles
English:

So when | joined, we were about 10-ish folks, about eight engineers, and in three months, we built a
competitor to Amex. Six months after that, we built a competitor to Expensify, both publicly traded
companies. We hit a hundred million in annual revenue. | think we were under at that point, 50 total in
the R&D department, less than four engineers and three PMs. And then we started expanding into
accounts payable. It was three engineers, one designer, one PM three months, and they hit out of the
park. And that product is moving in billions of dollars a year. | think the recipe for all this is ...

AR ERIE:

HEMAE, FMNAKLOREF 101N, HFF8RIREN. E=1TAR, HMNALKET —TES5EEEZE
(Amex) BF#H™m. NTAG, BIIXFARHT —1EES Expensify T~ m, MXAKREELHAFE
HANNEFEEWRET 112570, FBHRTABIFAIIEAKEREI 50 A, BEFEZIHE EAE 4 2 TREIHHM
3HFMEIE (PM), EHERNFBHENAWKR (AP) JuEl, HNRAE 3IB/IIEM. 1Rigit)HF 1% PM,
BT=1TAE, RASRELE. AERNTRESENRZIEERTZETT. FIANX—TIRMWIRE

[00:00:32] Lenny
English:

Welcome to Lenny's Podcast, where | interview world-class product leaders and growth experts to learn
from their hard-won experiences building and growing today's most successful products. Today, my
guest is Geoff Charles, who is VP of Product at Ramp. This episode is a unique glimpse into a startup and
an approach to product that optimizes for moving quickly, thinking from first principles, and empowering
individual team members. If you're not familiar with Ramp, they're the fastest growing Saa$S business in
history, getting to over $100 million in annual run rate in two years, which is just wild. And as you'll hear in
this episode, they did this with 50 people. In our conversation, Geoff shares how they operationalize a
culture of velocity, how they do a lot with few people, how they organize planning, how they define
strategy, how they interview product managers and keep a very high bar for talent, plus also avoid
burnoutin a very fast moving culture and so much more.

FROCERIR:

SRIMRE] Lenny BIEE., EXE, BERPHALNFRASEMEKER, FIMEEMENLAESSRMK
@I RRPREMEREZW, SKMNEER Geoff Charles, b Ramp M= REIEH. AEATBIEHIEN
THR—RVLIAE, Uh—FEEMUBHRE. ME—4EIE (First Principles) H&ZBZEHIEAER AR F
W= . MRIFERT R Ramp, 1R HE LIEK&KIRAY SaasS ik, FERERENELEUW (ARR) #



RIKT 112%7T, XEERARBN. EMIREREFIFEI, (15 50 AFMEITX—R. ERNIAIE
&, Geoff pETMIUNENEIE “FEXWL" . WMALUDHES. SEALRML. WNFEE XS, SAEIXS mE
BEHRFRENATINE, URMNAERTEHXEPERRLESES,

English:

(00:01:25): My advice is to seriously study how Ramp operates because there's a lot to learn from their
success and their approach to product. Enjoy this episode with Geoff Charles after a short word from our
sponsors.

FRCERIR:

(00:01:25): AR WZIAEAF Ramp RIBIEA R, EAMIINMINAF@RAE FLPERSEREINM,
IR BB EEREN AR, BMMES Geoff Charles RIFEF X 1E.

[00:01:38] Sponsor: Ezra
English:

This episode is brought to you by Ezra, the leading full-body cancer screening company. | actually used
Ezra earlier this year unrelated to this podcast, completely on my own dime because my wife did one and
loved it. And | was super curious to see if there's anything that | should be paying attention to in my body
as | get older. The way it works is you book an appointment, you come in, you put on some very cool silky
pajamas that they give you that you get to keep afterwards. You go into an MRl machine for 30 to 45
minutes, and then about a week later, you get this detailed report sharing what they found in your body.

FRZERIE:

ZHEATTE M Ezra BB), ERMANEEEEREQR. KirLk, RESFREMEMBE(ER T Ezra BIAR
5, XE5RELX, ARRRNREFMT —RANRFIFEF. HEFREK, REREFEECERTERE
ARG, ENEEARE: RMAIE, 27ER EMITRENIEERNLAEEXR (ZEIRATUHEE). R
ERHEIER (MRI) MZRE%F 30 2l 45 9%, RO—AR, REWREI—MFANKRS, SMBIEREREZNT
ESIEp

English:

(00:02:14): Luckily, | had what they called an unremarkable screening, which means they didn't find
anything cancerous, but they did find some issues in my back, which I'm getting checked out at a physical
next month probably because | spend so much time sitting in front of a computer. Half of all men will
have cancer at some point in their lives, as will one-third of women. Half of all of them will detect it late.
According to the American Cancer Society, early cancer detection has an 80% survival rate compared to
less than 20% for late stage cancer. The Ezra team has helped 13% of their customers identify potential
cancer early and 50% of them identify other clinically significant issues such as aneurysms, disc
herniations, which maybe is what | have, or fatty liver disease. Ezra scans for cancer and 500 other
conditions in 13 organs using a full-body MRI powered by Al and just launched the world's only 30-minute
full-body scan, which is also their most affordable. Their scans are non-invasive and radiation free. And
Ezra is offering listeners $150 off their first scan with code Lenny150. Book your scan at ezra.com/lenny.
That's E-Z-R-A.com/lenny.

AR ERIE:



(00:02:14): FizHIR, BENHELERE “THE (unremarkable)” , XEKERAWEEDTR, BHSLI
TEREBH—LRE, FTTMRBRENESERE—T, AEERRARLEBRAIANEIARKT. —FHIBMHEM
ZRZ2—HNLUEESFHEINMRSB LEE, MAER—FHALKNNEZRA. RIEXERENSHIHK
1B, BERRLAMNEEERN 80%, MHEHANIARE] 20%, Ezra HIRAEZEER) 13% MEFA REAI T BERE,
FHEBN 50% WEFP AT HM BB IRAKREXREE, MehpkE. HERRE (FTaem2RaVeE) e,
Ezra #F Al T892 5 MRI 35 13 N8 E RAVRIEREM 500 #%ER, FHNIREL T 23KkM—/ 30 D2
5, XURMIEEENIE, ABEIFENEETREI. Ezra ARAREEMEME 150 ZTHRE,
{LBHE7 Lenny150, i&7E ezra.com/lenny Fi£9,

[00:03:30] Sponsor: Coda
English:

This episode is brought to you by Coda. You've heard me talk about how Coda is the doc that brings it
together and how can help your team run smoother and be more efficient. | know this firsthand because
Coda does that for me. | use Coda every day to wrangle my newsletter content calendar, my interview
notes for podcasts, and to coordinate my sponsors. More recently, | actually wrote a whole post on how
Coda's product team operates, and within that post, they shared a dozen templates that they use
internally to run their product team, including managing the roadmap, their OKR process, getting internal
feedback, and essentially their whole product development process is done within Coda.

FROCERIR:

AHATIE M Coda B8, RITFKZXIZEIE Coda B— M EERFIERBRBESE—ENXEIEA, ErelREvE
BITREINY. EeM. HBEVSHS, EN Coda MEBRHAIEXLE, HEXEA Coda REEHAIEEN
RAEBR. BEFHELCURDIARDE. &, HET—RKXT Coda FmEARNAEFNXNE, EXE
F, IR ZET HINASBERNER, SEREZEEE. OKRRE. WERNIRIGSE, B4 L1~
mFF & mizE = 7E Coda FTERAY.

English:

(00:04:08): If your team's work is spread out across different documents and spreadsheets and a stack of
workflow tools, that's why you need Coda. Coda puts data in one centralized location regardless of
format, eliminating roadblocks that can slow your team down. Coda allows your team to operate on the
same information and collaborate in one place. Take advantage of this special limited-time offer just for
startups. Sign up today at coda.io/lenny and get a thousand dollars startup credit on your first statement.
That's C-O-D-A.io/lenny to sign up and get a startup credit of $1,000, coda.io/lenny.

FRZERIE:

(00:04:08): NRIREAPABI TIE D EEREBISHE. RAEFSETERTAF, BIREFE Coda, Coda Kz
EhE— MG, TIEHIVE, JHERT AT B R A ERIfERS. Coda iLfREVHEIFATEE—I5 S & E#HITH
E. MEBEZNHMVICIRTRNREIALE: IZBITE coda.io/lenny JEAf, EKMKERIIRTF 1000 ETHIFIEIAE]
HAE.

[00:04:49] Lenny
English:
Geoff, thank you so much for being here. Welcome to the podcast.

AR ERIE:



Geoff, JFERFUREER, VLR BIFITAIER

[00:04:53] Geoff Charles
English:

Thanks, Lenny, it's great to be here.
FRCEE:

55 Lenny, RENMFKEIXE,

[00:04:54] Lenny
English:

So you are head of product at Ramp. For people not familiar with Ramp, could you just give us a brief
overview of what it is that Ramp does?

FRSCERIE:
{RE Ramp B @A R Ao WFIRLRZAE Ramp A, (REERENLE—T Ramp Sf+48915?

[00:05:04] Geoff Charles
English:

Yeah, Ramp is a finance automation platform and corporate card solution for small and medium-sized
businesses. So we help businesses essentially automate most things across expense management, card
payments, bill payments, and accounting. And we've helped 15,000 of such businesses automate a lot of
their back office to focus on what truly matters, which is growing their company and providing value to
their customers.

AR ERIE:

%89, Ramp @— T EHRAF/NEWHNISZSEMHUFEMEL-RERAER, FINHEEE B EAERBEE.
RRAZM. WKEZAMKIUZEZEREHES. RINBEER 1.5 AREEWTNTEEDANBEL, ittt
NeEB LT T THEEENER, RRARDHNEFREHENE.

[00:05:26] Lenny
English:

Okay. So what you didn't mention is some of the most interesting stats about Ramp and the business and
the growth story of Ramp. So could you just also share some stats about just the success of Ramp and a

sense of just how rare the story of Ramp has been?
R EIE:

78, FIRERIRE Ramp —E K5I NEENEIE, UNABRIKESE. REEDE—LXT Ramp HIHHY
iR, ULFHRNVERZ—T Ramp WHRERZAFNIG?

[00:05:42] Geoff Charles



English:

Yeah. | mean, we were one of the fastest growing FinTech and B2B SaaS companies of all time. | think
we've hit a hundred million in annual revenue for the first two years and we've continued to grow
significantly since then. | think every day, about a thousand users join our platform. And this year, we've
grown and hit 600 million in savings, 8.5 million in hours saved for our customers by controlling spend
and automating a lot of the manual tasks. So we're continuing to grow fast, and in terms of just raw
transaction volume, we have crossed 10 billion in [inaudible 00:06:17] spending on the platform and just
getting started.

AR ERIE:

=M, RIS LREKSRNERAHE (FinTech) #1B2B SaaS A8z—. BINERMREMAEIT 1125
THEEW, E—EFRFABREK, BESXALNE 1000 ZAFPMARINNTE, S, @diEHHE
U AREFEHES, BINABTFTET 6 2ETESH 850 H/\BIRIBTEl, FAMDEMRRILK, MEBRS
s, A LEMZHBER 100 {2£5T, MX{NENFFA,

[00:06:20] Lenny
English:

You've glossed over that stat of just Ramp is essentially known as the fastest growing Saa$S business in
history and also FinTech business. In two categories, the fastest Ramp to $200 million in run rate.

AR ERIE:

RNA R HEA T HHT T AN R, Ramp BA LR AINNAE EEKEIRR Saas ik, HREEKRRIVER
BHxEl, ERNEIR, ERRRAT 2 ZETFUEWRIEN AT,

[00:06:34] Geoff Charles
English:

Yeah.

FSCEiE:

=0

[00:06:34] Lenny
English:

Okay. So for that reason and many other reasons, there's a lot of interest in just how Ramp operates and
how you all approach product and we actually previously collaborated on a newsletter post on how Ramp
builds product. And that newsletter post is now the eighth most popular post on my newsletter across
hundreds of posts that are ever written and even more than how Figma builds product and how
Snowflake builds product and all these other incredible companies. And so, clearly, there's a lot of
interest in how you operate. So I'm really excited to get into the meat of how you all work. And if anyone
read this post and has any sense of just how you all operate, there's this one word that immediately
comes to mind when people think of how Ramp operates and that word is velocity. So | want to start
there. Can you just talk about how important velocity is to how you work and where that came from and
how that actually looks day to day working at Ramp?



AR ERIE:

YFEY. IEERSNML AR EMIFZERERE, A% Ramp BUatE ARV @A EEIERERME, HiIZr S
BEE—RXTF “Ramp IR~ m” NEAXE, BRXERTERHERXERHEE/\WAIIXE,
HEEBE T XTF Figma # Snowflake EMBF AT MAMRFMIIXE, B, KREKMRIIHEIESRIEELF
o FTUEBRHERERNRIIRIIIENZO. MREARIBREXE, WIRIBEEARERTH#E, Bal
2 Ramp BY, BBHRIZISFIME—ME: RE (Velocity)o PIAKBMXEFIE. REEKIK “RE™ R
MIELEE, ©REMEL, UKRE Ramp WAEIEHRERMEAIAING?

[00:07:27] Geoff Charles
English:

Yeah, absolutely. So you mentioned it, you nailed it. Velocity is everything at Ramp. It's how we design
our product development process. It's how we incentivize teams, it's who we want to hire, it's who we
want to promote, and it's everything around how we make decisions and how we organize the
organization.

(00:07:43): | think it came from the fact that during the pandemic, we started with a very small team and
there was a huge market opportunity ahead of us and it wasn't so much which path we wanted to pick,
but rather how fast we were able to execute on that path. And so velocity was ingrained from the early
days on just building, shipping, and iterating. And | think it's a decent metric for how companies and
teams perform. You might say, "Well, what's the impact of that velocity?" But realistically, teams that
have high velocity are able to actually get to that impact over time by iterating. It's also a great way to
have positive selection in terms of talent because talent wants to join companies that ship fast. And a lot
of people who join Ramp, | ask them, "Why are you interested in joining the company?" And they often
say, "Well, it's because you guys are actually building things and shipping things and | want to know what
that feels like." And it's also a great way just de-risk decisions and decision making. If the cost of that
decision is really low, then you're able to essentially simplify a lot of decisions.

FRCERIR:

EH, TEIEH. MIETER. £ Ramp, REME—T. ERHNNIH A LRZNEL, SRITHH
FRABY AT, BERNBEMEANE, BERIMBURRMABLZEZWRIZ .

(00:07:43): HIAAKIRF—NER: E&BHEE, HANNFENEIEE )N, MEMEEANTINE. L6
AR E T IEFEPRER, METHNEEIFR EHITRZR. Eit, MNFHFIE, FEMERTHE. &
HMENZH. HINNEERHEQTDNMBANRIN—NMREFNIET. RAIGERR: “RENZMAEIE
W2 7 BXfrL, HESERENEEEBEINNENRATER M, XBE—MREFBIAZ LN,
NIEBEAA BINBLE L mEE IR AT RZMA Ramp BIA, HFRMITAHARERN, W18
W “EAMRMNERNEBRA. &KRA, HBERIMHRETL” i, REDIFRERRKLAIFS E, MRR
REY (45H) AASTRIR, (RRiEEE LR ZRETRIIE.

[00:08:44] Lenny
English:

To build on that, there's a lot of companies that say they move fast, that talk about moving fast, that say
velocity is really important, moving fast is really important to us, but | feel like Ramp is very different from
that, where it's actually incredibly, incredibly fast and it's actually something you come back to again and
again, this idea of, how do we move faster? Can you just share an example or two of what velocity actually
looks like at Ramp and what the reality of that is?



AR ERIE:

#HrE—R, REQFMRAESHIFIR, OXERFREREE, BHIERS Ramp 5SXAE, (FIEEIFEE.
FER, MBMFNEZRERE “RVNMFEEIR? 7 o REFZE—MMIF, ¥BE Ramp WEREEKZ AR
By, BLBRXZ2MAG?

[00:09:12] Geoff Charles
English:

Yeah. So when | joined, we were about 10-ish folks, about eight engineers, and in three months, we built a
competitor to Amex. Six months after that, we built a competitor to Expensify, both publicly traded
companies. We hit a hundred million in annual revenue. | think we were under at that point 50 total in the
R&D department, less than four engineers and three PMs. And then we started expanding into accounts
payable. We basically gave a team goal of building a competitor, Bill.com. It was three engineers, one
designer, one PM three months, and they hit out of the park. And that product is moving in billions of
dollars a year.

(00:09:49): And | think the recipe for all this is constantly small teams have a single-threaded focus, give
them the resources they need to execute big lofty goals, very tight timelines, and then shield them from
the chaos that is the rest of the organization. So basically don't bother them and don't even tell the rest of
the company that you're doing these things until they find product market fit, until they actually find that
early traction and then they can bring in more resources. So it's like gravity and you need gravitational
pull to this thing.

FRCERIR:

8. BN, JNIKRNE 10TA, HF8ZITREM. E=1AA, HIMMMET —TeESXETERFH
e NTARE, HAMME T EES Expensify REFH™m, MXAREBLHAF. HEBNNEEWAET 1
2, AEBMIITZANEARE 50 A, BAEEHELRE 4RI 32 PM, ZERNFFBEYT BREIR KRS
o BAMEHEPAE T — 1B #— Bill.com MRS~ m. HRRAE 3RITREM. 1R2i%iHIHH 12 PM, A
T=TANE, fiRKReH. REBT~mESENRZTERHZETT

(00:09:49): FHINAX—TIRIMIRTE T B FRFNEAME, iLMIT#ET “BEREERE (single-threaded
focus)” , BMNHMITARBIFFIENZRR, REFFEZBHIER, ARRPMINEZAREMESREL
Fi. BRELMEBARITHMAN), BEEEMINHRE~ahnRER (PMF) SRGREIERKBELZE, HFAE
HFQBEMAMIIERT A, ZEBRAESZHR, XMEsI0—, (REEAXNIBLNES I,

[00:10:25] Lenny
English:

Okay. | want to double click on some of these points you just made. So what you find is important to help
teams and people move fast within Ramp is you talked about single-threaded teams, shielding them from
other people, trying to pull them in different directions, lofty goals. There's a couple more things. Let's
talk about the single-threaded piece a little bit. What does actually mean? What does that look like?

FRCERIR:

989, BERNRN—TRRIA RIS, RAIMER) Ramp HIVREITHHNXBRE : REEFA. RiFMH
MNEZFIN. BABET. EBJLHSE, HIIEHH “BLRE" XMIR. cARRHARR? LFREfFEkE
rarFsy?



[00:10:47] Geoff Charles
English:

There are very few people who are able to execute extremely well in more than one thing, and it's
especially true for individual contributors. And so what | mean by single threaded is there's only one goal,
one thread, that they're waking up in the morning to focus on. And in order to remove that, you basically
need to remove anything else that they're being asked to do to just focus on that thing, whether it's any
type of research or any type of production engineering or any type of process that's outside of that single
goal. And it almost goes as far as just saving a room in the office just for them and they are just in that
room all day every day just working on that one thing.

FRCERIR:

ROBAERANESHELRNGHRALE, HFIATEE (C) KiRLHMIEL, HFTRE “BLiE” 2
5, WNRLERIAFTEXI-TEN. —FER NTRUAX—R, REELFEBRAEEMERMIE
MWES, ILMNITETFHR—HF, TIEREMEENFEN. EFIEERZBFRZINMIEMRIZE. EEALU
SKETEDREZIAMINE—TEE, WIESXRBREEITHEEREIEHB—HS.

[00:11:30] Lenny
English:

What's an example of that? Either maybe someone's working on it now or in the past that's a good
example of a single-threaded goal or team.

FRCERIR:
REEMIFIS? BRI AEEEHTHERIEN, — P RTREREBIRHE PRI HIF-

[00:11:37] Geoff Charles
English:

Yeah. So, for example, we launched a flex product over the last summer, that was a single-threaded team
just focused on eCommerce companies and their needs with more cash flow conversion and cash flow
smoothing. And so we kept that team again just purely focused on just shipping that product and hitting
that goal. And if they were ever distracted by something else, | don't think we would've hit it.

FRCERIR:

YFEY. BN, REERFANELT — Flex 7 am, BE—TRERER, TIIHNEFHSQABREERER
RUEMMERTBAEOTR FITLBMEARGET T LB~ RHEEET. MRMWIREMERFD
i, FIANFAT R AT BETE M.

[00:12:02] Lenny
English:

How do you, as a leader, avoid distracting them knowing there's so many things you need to do and
there's constantly this like, "Oh, if we just fix this one bug, this one customer is going to be so happy,"
and, "Okay, if | just ask this one PM to work on this for a day?" | know there's not going to be like, "Here's
the rule of step one, two, three, but how do you actually approach shielding teams from things that just

are constantly on fire?



AR ERIE:

FRGSE, RNEERDBEMIIFESN? ERERASEREY, SBEXIMBE: B, NRE(ELHT
X4 Bug, BIMEAZREN , HE WE, FEFERILXD PM BRLEXMHE—X? 7 RAEXZE
BIER “F— =. =% AN, ERAFZWNARIFEANEZBE “BA” FSTHE?

[00:12:25] Geoff Charles
English:

So, for example, on bugs or issues like that, we have individuals that are protecting those teams from
those issues. So we have a rotational program on production engineering, for example, where engineers
are protecting the core team from escalations, from bugs, from issues. We have product operators that
are protecting the PM from the chaos that is documentation and escalations and release management
and enablement customer requests. So we have layers of protective tissue to core teams, but | would say
for any of these big bets, you basically have to pull folks from different teams and reorganize a sub-team.
And that team typically doesn't have responsibility on any existing product because these are all fairly
new products. | think it gets more challenging when you go from one to two rather than zero to one.

AR ERIE:

g0, 34F Bug SSEMEE, B ZNIBAGRERIFXER, tLNEEFTRESE, HITE—TERIT
¥, AIRMARLEALR. Bug MEWEE, MTIRIPZOE. ZMNZEBE~miZE AR (Product
Operators) , f{1fASRAAIEE, FEALR. RHEE. WEMEFLFR, MM PM MXLIREL A AZRT S
o FIUEMNAZOERILT ZRE “RIFAR” . BEREN, WFERERET, REXREXIAMREE
HBEAZHEA—NMND. XTMEANBEAARERANET R, AAXLERE LM~ m. FHIANAM 1E2
EEM 0 B 1 BBk %,

[00:13:15] Lenny
English:

You also mentioned this idea of lofty goals and that's something I've seen a lot. At Airbnb, there was a ... It
is very known for lofty goals. Brian was famous for going to meetings where people present their goals
and their plans and he's like, "How do we 10X that? What do you need in order to 10X that goal?" And
then that ends up being your goal and often works shockingly, sometimes burnt a lot of people out. How
do you think about for just finding that balance and, | don't know, is there an example of just like, "Here's
a really ambitious goal?" Or maybe the question is just, how do you find the balance of ambitious but not

justimpossible?
R EIE:

RERET “BAEN , XURHREENIM. 7 Airbnb, ATLURABIRER. Brian Chesky (Airbnb
CEO) A=W EREEMRMITLE, REBRN—GOERE: “BNWEBEY K 10 #? (REEHFAF KN
10 fERER? 7 ARBENK T MRBENR, MEAFERRIRA, BAENIIURS ABRENE, RNE@IHT
#BR? BRE—N X2 TIEEROPIHNER BNFIF? HER, RNETE @Oz 5 “HIERA

ap”
RE” ?

[00:13:46] Geoff Charles

English:



Yeah. So the first thing is we have market comparables, which is very exciting for us. So when you look at
Bill.com, they're a publicly traded company, Expensify, publicly traded, or Concur or Coupa, these are all
large players that are actually very motivating and largely de-risk some of the business decisions you're
making. That's existing markets. We've also been able to create markets. Spend management was an
actual market before we and other competitors jump into it.

(00:14:18): So that's motivating. Go attack that market and go drive that revenue is very motivating. We
also use designs as a way to motivate teams. So we spend a lot time with designers crafting out what the
future of this thing could look like and that's also extremely motivating. So we constantly go back to these
cornerstone, Loom walkthroughs of Figma prototypes that the design spend a lot of time talking through
and | think that's a big part of the motivation. And so both of those things combined, I think, helps us stay
motivated. | think there's a constant pushback to like, "Okay, what can we actually achieve?" But you're
able to move super, super fast if you have those two things in mind, the market and the revenue goal,
because very revenue driven as a company and the designs that can really keep you anchored on what
this could look like.

AR ERIE:

W, B, BINEMZEsRY), XiLEIBEME. HIFEE Bill.com. Expensify. Concur 3 Coupa XL
MRFAN, XERGRNEEESHREEBMAL, HERKEELBET WESARHXKG, XRHMMET
78, HitbaEEeIE™E, ERMEMZESEXNFHENZH, ZHEE (Spend Management) FAELZR—1
BELEFEENTHST.

(00:14:18): FRUARXRETN 1o EHBBIHHHENEWIERBIFERZEAON FAEF ALt KA E
Ao EMNEERZHESIZHIT—ERBRXN=mBRKLS, ZEFRERMEIER. H0EEEEARLEZO
9 Figma JREYHN Loom @RS, &IHIMIE T RZEEME, RIAAXZEDNINEERR. BXHELS
— BRI/ EWRER (AAENB—RIFEEEERHIAE) MEEILMEBRHENIRIT AR —RREET
iFEBRIR. BARNASEZE “RINFRELMATA” 9EF, EXMREELRMRE T T,

[00:15:11] Lenny
English:

| know another important ingredient to how you all operate is you really like to empower product teams
and give them a lot of control over how they operate and what they build and how they set goals and
things like that versus micromanaging them. | think you have this concept of context over control. I'm
curious how you actually operationalize that. A lot of people love the idea of empowering their teams and
then they do that and then they do the wrong thing or they take too long or they set the wrong goals. So

how do you actually make that work and create empowerment within your teams?
R EIE:

BHEMEEARNB—TMEERS Z: RMIEEEENHEE~mEP, LMIRARIZESIN, iHtiTREN
EEfE. WEFAURMNERE BT, MARHMERE. HBMRI1E “RHERESMIFES (Context over
Control)” BIEEER. HRFFMERBNELX—Rl. REASRHEEFNIRE, E—EHN, HAA
RERMIES. AIAKIREHRRNVER. (RINAHERIBEEEERN?

[00:15:43] Geoff Charles
English:

Yeah, it was one of the biggest cultural differences, | think, in Ramp versus other companies that were as a
part of where my boss, the CTO, Karim, was extremely hands-off in terms of the actual pride decisions



because we were extremely aligned on the goals themselves. And so that's where you really just start
alignment is, what is the goal that you're going after? What is the hypothesis that you have to reach that
goal? What is the data by which you're coming up with that hypothesis? And then what is the potential
solution to test that hypothesis? And oftentimes, more junior leaders, and | was certainly in that camp
earlier on, kept focusing on the solutions and debating the right solution when in fact you should really
be debating upstream of that. You should be debating the interpretation of data, you should be debating
the hypotheses and the different ideas that you have there as to what's really going on or you should be

debating the goals themselves.

(00:16:39): And so whenever things went wrong at Ramp, it was when | was being prescriptive with
regards to the solution without actually explaining and aligning upstream on the goal, the hypothesis,
and the data. And if you do that, you realize that the solutions actually can come much better from teams
that are much closer to the ground. | think that's the biggest goal that | have now in my role is to continue
giving context so that teams focus on the right goals, come up with the right hypotheses and focus on the
right data points. And | spent most of my time just repeating myself, most of my time just sharing the
context that | think they might be missing, especially given that I'm in certain meetings or certain groups
in certain forms that they're not a part of and my responsibility to represent them and then share back
the context for them to make better decisions over time.
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[00:17:27] Lenny
English:

That touches on a phrase that's come up a couple times on this podcast that a leader's job, you're
essentially the repeater in chief, reminding people of strategy, vision, things like that. It feels like to move
fast, you need to do what you're talking about, which is empower your teams to just move, otherwise, it's
not scalable. And I'm curious just to make it even more real. Either ... Is there an version of something you
did at your previous work versus at Ramp that just shows what that looks like when you're empowering
your team and not in the weeds? What's most different there? Is it the product reviews, you're not as
involved in design iterations? Where do you come in to actually give feedback? How does that actually
look like working at a Ramp versus another company?

FRCERIR:
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B9? RABRXBIER? BrrmitEE? MEARAREASSIRITEN? (REREFARENAHLEHRE? £
Ramp TESEHEMABMEL, XAEEHATRE?

[00:18:12] Geoff Charles
English:

| think that the contract between me and the team is really their strategy and their roadmap. And as long
as we are aligned on the strategy, and we can get into that, and aligned on the roadmap and the timing,
that's their contract. And so then at that point, my goal is to continue to give them context to execute on
that and to coach them through that by getting firsthand data on how things are going that they might be
missing. And their role is to highlight risks and highlight one-way decisions that they need my input on.
And, again, it didn't use to start that way. | mean, when we first started, it was just me and another PM. |
was fairly micromanaging in some areas. | think you build trust over time and you start having these
contracts. And so as, | suppose, good more senior, they're basically publishing out the API by which they
interact with me and we basically align on what's most important on each one on one.

(00:19:09): So | basically have teams ... All my directs post their goals every week first thing Monday. The
goal there is to also have them review each other's goals. | have a one-on-one template that | basically
use to keep on track of how progress is being made, but | certainly don't spend the time in the one on one
going into that. | spend the one on one just focusing on what they need from me. And then on a biweekly
basis, | have a team-wide meeting where | share context that everyone is missing and we go deep on the
most important topics of the day.

FROCERIR:
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[00:19:44] Lenny
English:

What about the product experience itself? Is there design review that happens? How do you stay on top of
just like, "I'm proud of this product that we're shipping as a team?"

FROCERIR:
BrmFASE? IEIRITITED? ROABERECERE “RAARAFHNIR~nBEER" ?

[00:19:52] Geoff Charles

English:



I'd say we're iterating. | think when the first couple of years, it was more asynchronous and ad hoc
process. And once you hit 10, 15 PMs and 20 or 30 different mini pods shipping constantly, | think you
need a bit more of a process by which you have high-risk decisions that are being surfaced. So we're
iterating. | think we're relating now is any large rock that we have on the roadmap needs to be brought
into the product review process, where myself and the head of design are present and giving feedback,
but it needs to be structured in a way where you are asking specifically for what type of feedback you
need and you're highlighting the key risks and tradeoffs that you're making implicitly in that review.

(00:20:38): So that's one way we're able to scale, but | would say largely people ship and it's the
difference between a beta and the GA, that's where we really get plugged in. When we make the decision
to go live to the rest of the customer base and asking sales to start selling, that's where I'll really come in
and stress test the hypotheses and the decisions. It's further downstream so it's more risky, but because
we move so fast, you don't waste that much time if you have to pull it back.
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[00:21:07] Lenny
English:

Yeah, that came up actually. | just had a chat with Nicole Forsgren, who's world expert on developer
productivity and developer experience, and they've done all this research on quality and speed of
engineering and the engineering team. And they find that quality goes up as your product velocity goes
up. You'd think it'd be the opposite. The faster you move, the lower quality ends up being. But exactly to
your point, because you can fix things really quickly and you can get things out the door and there's not
this huge chunk you have to wait for people to review and release and break things, ends up being higher
quality. So it's very much aligned with our experience.

FRZERIE:
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[00:21:45] Geoff Charles
English:

Yeah. And you have to create a system by which those folks are getting that feedback. And so we've really
focused on what are the control mechanisms that ensure that your high velocity doesn't tank the
business. And so examples of that is we have a voice of customer processes where every single negative



review that is shared to our products is shared back to the tech lead, the PM and the designer on a
monthly basis. We report back NPS and CSAT. We report back operational overhead, meaning the
percentage of tickets that come from your product area normalized by the number of users that are using
that product. And that's a core contract that the team has to maintain a low or lower part of operational
burden. We also have bugs and issues being directly assigned to the engineer that's on call. So they feel
that pain and then they can continue, to your point, leveraging velocity to solve those problems. Velocity
is just a magnitude, it's not necessarily a specific direction.

AR ERIE:
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[00:22:55] Lenny
English:

With these bugs that are coming in and quality issues versus a team's goal and their KPIs that they're

trying to hit, how do you recommend teams balance those two things?

FRCERIR:
EXRETAANS Bug MBRERE, MUNEIIREAREIBARM KPI, {REINE AT & RE?

[00:23:06] Geoff Charles

English:

We don't have a bug backlog. We fix every bug once they're surfaced almost.
R EE:

BA1&HB BugRE (Backlog). Bug —BEHI, BHAILFIIZIFMEEES.

[00:23:13] Lenny
English:

Okay.

FRsCERF:

i S

[00:23:13] Geoff Charles
English:

So it's part of the production engineer's job really just to fix those things. | think where we get to nuances,
like user experience improvements, the metric there that | really look at is how many support tickets



come in that were due to a customer being confused. So we track that. And if that number is slightly
elevated, we're basically saying, "You can't ship any new features, you need to fix these things." And so,
yeah, there's just these types of controls, but basically trying to standardize across the teams. This is your
percentage of operational burden, this is your CSAT, this is your NPS, and this is the number of customers
that are confused. As long as you maintain those metrics, you can do whatever you want. But the
moment that these things are under the red, you can't ship new features and you need to revert back to
the [inaudible 00:24:03].

AR ERIE:
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[00:24:03] Lenny
English:

Something funny that happened after our post on how Ramp builds product came out, someone on
LinkedIn, a product manager, posted half-jokingly that her CEO came to her and every PM CEO came to
them after that post. And they're just like, "How do we prioritize velocity? How do we move faster? Look
at this, this culture of velocity that Ramp's got, why don't we have that? What do we need to create this
culture of velocity?" And | worried a little bit because it creates this additional pressure on product
managers that already have a really hard job with already a lot of pressure. So | was like, "Oh, man, we're
creating this new pressure that this one company is doing things really well and now everyone has to do
it this way." So | guess my question is just, what's your advice to product managers who are getting this
push from leaders to move faster as a result of how you guys operate?

FRCERIR:
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[00:24:49] Geoff Charles
English:

Yeah. Well, one, I'm sorry. It goes without saying. PMs, we can't do anything by ourselves. We're very
useless. We're force multiplier. So the one thing that I'll highlight is behind Ramp's velocity is a lot less
the culture that | try to amplify, but a lot more the quality of the engineering and design talent candidly.
And so I'm just standing really on their shoulders here. And so advice number one is ensure that from the
top down there's an investment in R&D as a first-class citizen that you're paying upmarket, that you're
hiring the best, that you're focusing on your engineering and tech brand, that you're bringing people who
want to work there because they want to be empowered. And then you have a culture of empowerment.
And what that means is ... And it's hard to get right. What that means is the CEO has less say in the
product that is built and the engineers have a lot more say into it.



(00:25:48): And so it's something that I've seen done really, really well at Ramp where the CEO sets the
vision but is much less opinionated about the specific sequence by which we get there and trusts a tech
organization that is radically empowered. The second thing that | would say is the biggest waste of time is
meetings and status updates. And | think that oftentimes CEOs would say, or leaders would say, "Hey,
we've got increased velocity, therefore let's just add these status meetings and let's add all this process
and all these documents and all these ways to hold teams accountable." And that's just a huge way to
demotivate people. And so I've never had a status meeting. I've never scheduled a status meeting.
Statuses are done async. They are done in the systems by which they operate and largely they should be
in real time. And meetings should be all about collaboration, ideation, decision-making, et cetera. So just
look at your calendar and just kill as many things as possible and kill just unimportant process.

(00:26:56): And the last thing that | would say is oftentimes leaders say, "I want to move super fast," but
they'll say, "l want everything under the sun. | want this and that and that." An example of that at Ramp is
always like the debate between adding more products to one segment or going to a different segment,
SME versus mid-market versus enterprise. And you ask the CEO, "Hey, which one should we do?" And
they would say, "All of it," because they think that the more goals you have, the faster you'll be able to

execute. And | think there's just a limitation to that.

(00:27:29): So the thing | would amplify is be very clear with the tradeoffs that you need to make and
present those tradeoffs back to your leadership team. So here's what we're doing and here's what we're
not doing and why and which one would you pick? Give them a menu of items. And you'll see that you're
able to execute much, much faster on four things rather than eight at the same time. That's your job. Your
job is to basically communicate those tradeoffs that oftentimes are not well communicated to executives
out of fear of looking like you're pushing back. You're actually not pushing back, you're increasing
velocity.

AR ERIE:
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[00:28:02] Lenny
English:

What I'm hearing from a meta point you're making is use that ask as leverage to change the way things
are operating. Is that right?

FROCERIR:

EMIFFARMNESEEIEHREINE: FEMSE “EXRIER” XN, EAIIFERZIENEEAR.
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[00:28:09] Geoff Charles
English:

100%. You can't ask for velocity and not have empowerment and not trust and not eliminate process and
not increase the focus. And that requires some serious tradeoffs that oftentimes leaders, especially those
coming from more traditional industries, are not comfortable with. And it was the biggest breath of fresh

air when | joined Ramp was how committed the team was.

(00:28:33): The last thing I'll say is there's nothing more motivating than a leader just commenting, "This
is awesome," on a random project channel at a random design crit. | know that our founders are just
reading the projects that they actually care a lot about and the engineers know that. And so there's just a
general excitement on just building great cool shit. And engineers just feel that and they're also highly
motivated by that. So that's another piece of advice is just being able to stay plugged in to give engineers
the opportunity to present to those leaders present in the all hands. That's also a great way to amplify the
culture.
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[00:29:17] Lenny
English:

It's a good segue to this idea of burnout. Hearing a team operate incredibly fast and velocity, velocity,
velocity makes you think about, are people burning out? Are they enjoying their work? How are they
sustainably going to last at Ramp? I'm curious just what that's like and how you think about avoiding
burnout for folks that are just constantly shipping, shipping, shipping.

AR ERIE:
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[00:29:38] Geoff Charles
English:

| think the debate around working hard and burnout misses a key point, which is all about how much
impact and how good you feel about the work that you're doing. And I think that for me, when | felt
burnout, it was actually at the time where | had the lowest amount of velocity. But it was when | felt like |
was putting a lot of effort into things that weren't actually moving. And so | actually think velocity is a way
to potentially avoid burnout. I'm not asking people to work endless hours a week. I'm asking people to
get out of their own way and to focus on what truly matters, which is building great products for our
customers. And | think you do that if you get into a flow state, if you get into a cadence where everything
becomes easier, where work can really become thrilling.

(00:30:28): And | think sometimes organizations, especially as they grow, make that really hard. They
make it really hard to just be in that flow state with a ton of distractions, a ton of meetings, a ton of cross-
functional teams that are all asking for your attention and grabbing for attention. Another parallel of this
is running. The best runners are the ones that love running and they feel like running isn't a chore, work
isn't a chore. And | think as a runner, | try to evaluate that whenever we're doing something hard, that's
challenging, that's exhausting. If you love what you do, you feel much better about the amount of effort
you're putting into it. And work doesn't feel like work.

FRCERIR:
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[00:31:08] Lenny
English:

| find the same thing. I find that when | think back to the times that had the best experience, the most
fulfilling work that I've done, it's often | was working insane hours. It was just like this very long stressful
project but ends up ... Looking back, you're always like, "Wow, that was so much, that was so cool. |
learned so much. We shipped so much interesting stuff, made so much impact." I think the key is what
you said is that you have to actually be proud of it and it has to be something that's meaningful to you
because you could work long hours on something that you have no interest in and that does not help and
that does lead to burnout. So that's the key.
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[00:31:42] Geoff Charles
English:

And you said something there, which is meaningful to you. So not meaningful to your boss or your boss's
boss's boss, but meaningful to you. And | think that that's the role of management is to make everyone
on your team feel like it's their goal. And the way to do that is to, again, align on that goal and give it to
them and to problems to solve. If everyone feels like it's their team, it's their company, their mini
company, then they will radically avoid burnout. But if they feel like the work is being pushed onto them,
they feel like they're not aligned on the goal or they don't feel empowered with the solution, then the
burnout will absolutely happen.
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[00:32:22] Lenny
English:

One of my favorite quotes that you have shared is, any second you spend planning is a second you don't
spend doing. And on the one hand, | love that because the more you do, the more things happen, the
more you get done, everything's happening. On the other hand, it also feels a bit chaotic and I'm curious
how you find that balance between, "Okay, we're not going to spend all this time planning, we're just
going to go, go, go, go, go." And just how you think about that balance and how it actually ends up

working out at Ramp sounds like not spending a ton of time planning.
R EIE:
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[00:32:54] Geoff Charles
English:

Yeah. | would say when new joiners come at Ramp, | intro myself and | talk about our product strategy.
And in the meeting with an apology, | say, "You signed an implicit contract joining Ramp. It's one where
we prioritize velocity over almost everything else. What that means is it'll be somewhat chaotic. We'll ship
things that don't work. We will change our products without necessarily fully enabling you and you'll
have to constantly be on your toes whenever you load up a demo instance." And | think that it's an
expectation and people are welcoming of that because they understand that the tradeoff is that we don't
move forward, that we don't actually innovate, that we don't continue to provide value for our customers.

(00:33:41): | think there's certain things that we plan for. And so the question really is because accuracy
has cost, make sure that you're only increasing the accuracy of planning for the things that have high

value of that accuracy.



(00:33:56): And so those things for us are large market moments where we have products, marketing, and
sales all coordinating these big moments. And those typically happen maybe once a quarter, once every
six months. It's basically your marketing calendar. We need a plan for that, for sure, but it's oftentimes a
low percentage of our total R&D focus. And so it's totally fine for each team to be somewhat autonomous,
somewhat chaotic within their pod. They're extremely clear, but for the outside in, it might be very
chaotic. But be very accurate on the things that truly, truly matter. The rest actually doesn't matter. You
don't need a lot of accuracy and confidence on when specifically certain features will be live. It's much
better to spend whatever time you would spend trying to create accuracy and creating velocity.

AR ERIE:

8. HFHRIMA Ramp B, ZIMBERNABHIKICHNBT~ A, EIWPFRITETRK, ARIR:
“MIN Ramp BREREE T —MRERY, IRIMHEREET/IF—1IZzL. XEREIRSELERE. &
NERHBITRENFRA, RITATERIERA T2MFRER)INER TENR™m, BRIMTAERRENESST
F®EFEG.” NNXZB—MTHEE, ARBRWE, EAtIRE, WRFEZXWNE, HMEER
B TSI AN EFRENE.

(00:33:41): HA, BEER/RAMNBSUIN. XBET, BN “EHE" BEMEH, FAUERHERMIAEIRLE
ERMEEAESNE" BB LRSI ERM,

(00:33:56): XA TR, XLEHFEFEAN “HiHI% (Market moments)” , BIF=fm. mIZHHEERE D
BESHASE, XLEBESSTEATEELE—R, EXLMBMRNEHEER. MFXLE, BITEEFTEIT
%, EXEEISENDFELEHNERN—ZB2. ALk, FMNDPA (Pod) TERSFRIFEMZENBEEFEEL
EREZINEN, FHHIIREERIEREN, EXIEBRIRATEERE. EEEEEENEBELEIFEER, T
HWEXLAREE, (RAEFEMNENNEEART AR EEAERSHNERENGE L. SEENEXBRBHER
B, RUHBEEEERIERE Lo

[00:34:48] Lenny
English:

| love that you set expectations very clearly upfront. That seems really important to be successful at a
company like that. It also just makes me remember every successful startup is extremely chaotic. As
much as it may not feel like that on the outside, it's insanely chaotic. Things are constantly changing. |
was at a fireside chat with Sheryl Sandberg once at Airbnb and somebody asked her just like, "How do we
deal with change? Things are just ... We're reorging every six months. People are leaving and coming and
teams are shifting and priorities are always adjusting." And she's just like, "This is the problem you want,
you want to be going through this because that means you're growing and you're going through
hypergrowth because the alternative is much worse where you're not growing and that's much more
painful." So | think it's just a good reminder that if you're working at a place that's chaotic, it's often a
good thing.

FRCERIR:

BRERIRFCHABISETRX—R, EXHFENQFEE, XNFRMEXEE, XWiLHREE, §—KEHN
I RB RS EIRERELA . REIAATREREAT, ERABRITDEELTE, FE—BHEZ. KB Airbnb
Z£0:d Sheryl Sandberg BUAFA%IE, BARM: “EITZOFENMTWL? S MBMEA—X, ARFEHE
H, FAED, MAERBTERAE.” ElZ: “XERMREENRM, MHEEEHXLE, RAXBKREIRER
K, ERTEREKE, 5S—MERERESE, BREREK, BAEREE” L, XIRETHN, MNRIRE
—MRELRIMS TE, XBEERHTE,

[00:35:37] Geoff Charles



English:

I would say so. | mean, oftentimes, people use that excuse to not have a very strong strategy. And | think
that for us, we've always been, from the start, the spend management platform that helps you spend less.
Our strategy ... | share an annual newsletter around what we did and what we're going to do next year.
And it's oftentimes pretty spot on in terms of the goals. Again, the goals and the value and the problem
and the vision, that's consistent. The specifics, the timing, the quarterly scopes, all these things, yes, it
changes, but what you want to avoid is the thrash of people waking up and feeling like they're working at
a different company or that leaders are constantly changing their minds. We've been extremely consistent
from the start and | think most of the products that we build, most of the code that we written, is in the

customer's hands and hasn't been ripped away. And | think that speaks a lot to velocity, too.
FRERIE:

FEXAINA, RN, AEULAEBEOMAERIERE /IR WHENRW, M—FaBiImErn &
fREsREL” NZHERT A, BIRGREE - RIEX—0FEEEN, SEHNMT HAURBER@A 4o
TERAHE, SEBIFEER. BX®RA, Bfx. NE. BENERE—E0. BENAT. e, FEE
B, XEHIEE, BREREHNERMILIATEXRESECES —KABIE, HENTEHALYLHIREIZ!
hH. BAITM—FFERMRE—E, FIAANRNEEHASED~Mm. BENABOABEHERTF FHLIEER,
REBRERIER, NN WARARM(EHE T EE,

[00:36:33] Lenny
English:

Awesome. That was a good addition. | didn't mean to say if your place is chaotic, it's no problem. It's that
side effect of growth and hypergrowth as things are going to be pretty chaotic.

FROCERIR:
AET, XTHRRGE. HFABWREAZAZE, MERil2E KNSEREKHNEIER,

[00:36:45] Sponsor: Attio
English:

This episode is brought to you by Attio, a new type of CRM that's powerful, flexible, and built around your
data. Traditional CRMs were built for a different era with totally different speed, scale, and data demands.
Attio is different. It allows you to quickly build a CRM that matches your unique workflows and data
structures. Within minutes of connecting your email and calendar, you'll have a CRM that's already set up
complete with customer profiles and automatic data enrichment. You'll also have real-time dynamic
reporting at your fingertips. No more slow deployments, outdated user experiences or tedious manual
data input. With Attio, you can build and adapt your CRM on the fly no matter your business model or
company stage. Attio is the CRM for fast-growing startups. Get started today and get 15% off your first year
at attio.com/lenny. That's A-T-T-I-O.com/lenny.

FRCERIR:

AEATIE A Attio 288, Attio 2—MiE CRM, EINEERA. RiE, BESMIIMIENLE. £458 CRMEXH
S—MAEEN, HERE. IRNHEEFKT2RE, Attio WARE, EARFMRIRERGE—PLRIRRFIE
MANBIRLEE CRM, FEIERERFEN BAERIL %A, RAEERE—MREFH CRM, BETBNEAESE
M B hEIRIGRINEE, (RIEREEFRERMNEITIRG. FTHEEIENNE. IRHAA KRN EBRFEhEL



BEFEN TR SEXH AT ERINMR, (RESAT LARERTHERFTEEE/REY CRM, Attio @ NSRRIV A
EESE CRM, SKXMABRER, BF0ZES 15% B9fLE, ihiA attio.com/lenny,

[00:37:42] Lenny
English:

So you've talked about strategy a couple of times and | want to dig into that a little bit. So there's maybe
a couple directions we can go. One is you talked about this contract you create with teams of a strategy.
So maybe let's just go there. What does that actually look like? What's part of this contract? And is there a

document you put together to lay this out?
R EIE:

fRIVRIZENT B8, FBRNRIT—To BTN ERETIN. —2RiEEI8Y 5 H B ILAY X T B8 A
R, PBABRIAEN? ZUEEMERNR? (RREE—HERFRXLD?

[00:37:58] Geoff Charles
English:

Strategy means a lot of different things. In my mind, strategy is about how do we get to our goals? And it's
not a roadmap and it's not a vision, it's something right in between that. So the first thing you need to do
is align on what are the goals, what do you want to see in the world? Then the hypothesis, why do you
think this will work? Figure out why we're uniquely positioned as a company to get after that goal. Figure
out the metrics by which you would measure whether we reach that goal and then talk about the
initiatives, talk about the risks, and talk about the long-term outcomes.

FRCERIR:

SEARZAENE X, AREXR, SBEXT “BITNEEAKER . EFRREE, BFAERR, MEN
FREZE, FRURERRENTHE: BfrEfta? MBEER ERIFAZN? ARERIR: NTAMRIA
NXITFE? FERAFARNRBEERINBEF LEFRE NS . BEGEBTETAMAIER, ARN
CEAEHE NP KERER

[00:38:31] Lenny

English:

So these are the bullet points of the contract essentially of a strategy document?
R EE:

F LA LEELZR o B kB A S RN E R?

[00:38:35] Geoff Charles
English:

Correct. And now every pod basically spends time writing that doc for themselves. So the pods are
basically organized against outcomes, so they should be very clear on their goals and they publish these
things out. And then what | typically do is take all these documents and make sure that they're aligned
with our high-level product strategy, which is a bit more long-term thinking than the individual pods, and



that they are also aligned with our financial strategy, which we can get into. But that's a little bit of how
you also create a culture of empowerment where each team is thinking about these things thinking like
you. And the more that, as a leader, you make teams think like you, the more leverage you get over time
and the more you can start thinking ahead on other ways of operating.

FRCERIR:

R MAETNNAEN (Pod) EARLHZERENECSHEEXN M, NDAZRRIE~HLER (Outcomes)
HRW, FRUMMINNIZIEEER B CHBERH XK, HBEBNBREMMEXEE, BERENSE
SR mEENTT (BEHBELLENNDINBEEKIT), FHERENSHKINMSEIENTT. XMEIRe)E
MEEX LRI A — LB T HAEGIR— R L, (FAMTE, MEEILANGIR—ERE, RRSHITTIE
AR, fREFEEF I8 R E HbRIEEA o

[00:39:25] Lenny

English:

How long does planning roughly take and how often do you do this strategy rethink?
FRCEE:

MIUNKRLAOFTEZKEFE? (RIS AEIT RS R EB?

[00:39:30] Geoff Charles
English:

We've gone through iterations, good and bad, | think. For a period of time at Ramp, we created OKRs with
financial goals and quotas to some extent for different teams. And that led to just taking a long time to
plan because people were trying to make sure there was the right metric, trying to make sure that it was
achievable. And it became very political, very annoying. And largely, our entire R&D team was like, "Look,
we're just going to execute on the roadmap, screw the OKRs." And so we moved from quarterly, very
expensive quarterly planning, which took one month every three months, so basically 33% of the time
was planning, to a biannual one-pager on, these are the company priorities and it's much more smooth
and much faster. Related to that, though, we have a strong financial plan that we execute on and each
row or lever of that financial plan has an owner. Oftentimes it's marketing and sales. For anything that's
product led, it's product. So that's one contract. And then we have our roadmap, that's the second
contract.

FROCERIR:

HMNEHIFHRSHER, 7 Ramp M—EREEE, AN FRERSIE T HEMSSBERMEEH OKR, X
SBEMYHEERFREK, BAARBEREBFRETER. BRETTAR. XERFIFFECANL, FEMA.
BALE, BMNBEMARENESRERF: “ThE, RIRBHRITREE, EMMHIOKR” T2, HIIMERNEE
MY (B=NARER—TAML, BHT 33% NEEERITE) BREASFFERH—TIAXE, FIHAH
LSRR, XBFIPERRFSZ. A3, SZHEXNE, FMNE—TRBENVSIHRIERTT, WSitTEIH
MNE—1TRHE—MIFHELRA. BERTHNEE, WFEAFRRHBHNIE, ARAMETmE. Fill
M3tk —nRE, BEAERE MR,

[00:40:43] Lenny

English:



One of the bullet points you mentioned is this idea of being, what are we uniquely positioned to do? Can
you talk a bit more about that and maybe what's an example of something you worked on, how you
described why you're uniquely positioned to win at that?

AR ERIE:

MREINERZ—R “RMNEEMERFME” o MESWRX—RIF? EFEENHF, RBREXIHE
ERMEER Nt ARMNEERSZTAAIRSHE” 192

[00:40:55] Geoff Charles
English:

One of the biggest values, | think, of software is how do you reuse the components that you've built to
increase, again, velocity and impact. So why we were interested in bill payments as an expansion of our
corporate card platform was we saw a bill as just an invoice to the company. And an expense was an
invoice to the employee. And so there was a lot of parallels between these two things. It was all about
having a liability. It was all about processing that liability in terms of the financial event and moving the
money, moving the money either between the company, between the company and the employee or

between two companies.

(00:41:38): So we believed that we were uniquely positioned to get after that space because we already
had money movement. We already had some type of liability. We already integrated with accounting
systems and we had a pretty strong risk process that can govern all that. And the employees that were
requesting to pay these bills were already on the platform. So that's an example of a right to win. And |
think that if you continue to focus on where you're uniquely positioned to win, you'll increase velocity
because you already have a lot of the components of the expertise.

FROCERIR:

HIANNRERANNEZ —ETNAEREMENANH, MMBRIEEEREMEZMI. FITZAAUN “WHEZ
& (Bill Payments)” B, HREEFEARVRFENT R, ERARITAANKRIZRRLATNEAR, Mk
#H (Expense) BAARIMNARE. XREZBBRSBMZL: mOEBE~ENGR, ARELEZAGEXE
MSEHHATEEBE—TRREARNAEE. RBE5RITZE, EERMRATZIE,

(00:41:38): FMBERNEZMWAEBIREMNE, RARNEBLETHEEBMES], EELLEINfRK, BES
ST RGEN, FREE—ERBRANKEAREREEX—Y], ME, FEXAXEKENRTIELERKINNFE
£7T. XEE “RMA (Rightto win)” B9—MIF. FINNMRIRFEXTEHCEBRSNERTE, (REY
BREREIR, HARELRE T KBIAAFM T LR,

[00:42:12] Lenny
English:

| love that. It's not something you really see in teams' docs of just why we have the right to win this. So |
think that's a really interesting element. By the way, | should mention we'll link to a template of your
planning approach in the show notes, which we also had in the post that we worked on. So folks are
trying to write down notes of all these little bullet points. We'll link to a doc that has all these things.

(00:42:34): What do you think of OKRs and how do you approach OKRs as a part of this planning?
FRCERIE:



BRRENZX—Ro FAEIAEFRRDLE “NHARNENREZX NN XMiEd, XEEERR. IMER
—TF, RSETBENBPEHERIIR 5 ERER,

(00:42:34): fRxt OKR 'EAE? EMKIPIRUNIILIE OKR?

[00:42:39] Geoff Charles

English:

| largely stay away from OKRs from a product perspective.
R EE:

MFERBIAERE, REXLITE OKR,

[00:42:39] Lenny
English:
Goon.

AR ERIE:

[00:42:44] Geoff Charles
English:

| think that, again, strategy, financial plan, roadmap. | think where we landed on with OKRs were really
around more cross-functional things in nature. So, for example, we'll have an OKR around winning a
specific market and we'll have OKRs that are cross-functional across different teams. But, again, an OKR
is just a method to measure an objective with metrics and you can use them at various levels of
granularity. | stay away from them from a product perspective because, again, | want to focus on velocity,
which is just output, which is your roadmap, but they're pretty strong at more of the cross-functional side
of things as well as the financial side of things.

FRCERIR:

BRIEBERE. HEE. M3itRl. BREE. ik OKR RAERMREILEINENSES. fli, RITeE—
MRTF WMEFEDTD” B OKR, KRS MHEMKBIMNE. BIFRERK, OKR A2BEMEEBRN—MT
%, (RAIEFRRNE LERE. BEMTRAEZEE, RERANFELTITEE, MEEARN~H, BHME
BRLE, {EEBIREENSSE, OKRBLREE.

[00:43:30] Lenny
English:

I don't even know what separates an OKR from not an OKR. | feel like OKRs are just a goal with some high-
level statements of things we're trying to accomplish. | don't even understand when people say they use
OKRs or don't, what that even means anymore. There's a recurring point on this podcast and other posts
of just people are weary of just being obsessed with, "Here's the metric that we're going to hit and that's
all that matters." And there's a fear they lose sight of the bigger picture, what they're trying to



accomplish. But | think in the end, it's just like, "Here's what we're trying to do. Here's some goals, we're

going to hitit," because | don't know care, | don't know.
R EIE:

HEETE OKR F13F OKR X FI7EM, FHIE1S OKR BiZ2— M EIRIN E—EXFRINEFTM+AMMFRR, X
MTRABIIEHAE OKR B, HEAKBAORERETAT . FRFNXEFLEHAN—RRZE: AR
T IEMET “HNBARIER, BRE—EENE . AREBOZRLZEAE. BARERK, T2
‘XEHNNEMEY, XZEW, HNEERE” 13?

[00:44:02] Geoff Charles
English:

| think that's right. | think that's right. And at the end of the day, again, the contract is your product
roadmap and that's the contract you have, the sales organization. Marketing can take that product
roadmap and create market moments. And ultimately, if your product roadmap doesn't actually hit the
goals of the company, then I'm accountable because I've created a system by which I've aligned with each
team on why the roadmap is going to hit the goals. And so you essentially need to point back to the
leader in that regard. But | can't ask every team to try to manipulate OKRs to fit their roadmaps. That's
just completely exhausting. We've aligned on what we need to do, let's get it done.

AR ERIE:

e JARLEIK, ROMBIREIT MIREE, BRIRSHEARNRLY, HiHEA URIEREAE ST 7
Zl. &, MNRBEEKELRAT BT, PREHH[E, BAREILT —ERS%, A58 TMRENTT TR
KENAREERR BT, FrLAXMIER FMRMIZ AT 1R BRAEERETHIPAE SR OKR il S th{1RY
BEE, BRLALDRT. BAKNBEXNTTEMMA, BMEMIE,

[00:44:41] Lenny
English:

Something that comes across pretty clearly in the way you think and the way Ramp operates is this idea
of thinking from first principles. And it's a cliche term, feels like everyone's always trying to talk about
how they're thinking from first principles and it's important to their culture to think from first principles,
but it feels like you guys actually do it. And so | am curious just where that emerged for you or for Ramp.
And is there an example of something that emerged within Ramp, a new product or an idea, that was very
clearly from first principles?

FROCERIR:

MR BLES M Ramp BEEARH, B—RIFEBEH, PR ‘MEMREHREE” . BAXENE
A, FEEMASTRICE, BREMRNZENTERT. RRBAMEXTELS X IREL Ramp RiEZM
W= ER? BRE— Ramp REFEMNAF—— T mR— M E —REEREMREE —1ERE
A9?

[00:45:10] Geoff Charles
English:

The most important thing to talk about here is that Ramp is a very unique business. | mean, we're a credit
card company, which is all about risk management and underwriting. We're also a payments company



because we move money between businesses. We're also a software company because we deal with
spend management and expense management, accounting. We're building for SMEs. So we have PLG,
but we're also building for enterprise. So we are sales driven, we're everything.

(00:45:40): And so it's really important when you're dealing with something that hasn't been done before
to think from first principles. And what | mean by that is you don't pattern match from your past
experience, but you go back to the fundamentals of what we're trying to do and you think through them
very, very deeply. And that means you need to hire people who can think from first principles and be okay
putting aside their experience. And that's a tough pill to swallow for some folks who will come in and will
say, "I'm the subject matter expert on X, Y, Z and | know what's best." And they come in and they get a
reality check about the complexity of our business. And how also you can't influence teams by saying,
"I've seen this before." That's just like an anti-pattern. You can't say, "My past company, X, Y, Z."

FRCERIR:

XERBEN—RE, Ramp B—RIFFRFHEL. HIMNEBERFAR (FRNEEENAR), XEXM
RE) (EhVEBsEE), ERRGAE EXHER. REMN) . RPN EWEES~R (PLGE
), WARBWEES~R EERDER). KV IFERETREERE,

(00'45'40)'FﬁL)léiT’TLEEMEEﬁA{ESlﬁE’\J%T%EE?‘, ME—MHREBHABEMEXEER. HNERE, FFEM
EENZRHHT “RALE” , MERZRNE@NELE L, #FTEBRNNEE, XEREMFEEE
BLEBME—MEREBLELRE, FEEHRTIELENA. WTF—EAKGR, XREER, w=H: &

%i%@ﬁiﬂiﬂ’ﬂ%%, BB ARKEFH.” BikE, KM BMNLSHNEREBFER. MH, FFEE

AR BRI EXAN” REWE, XB—MRREN. RAER “EHZABIRF X, Y. ZE2EAM

E’\J” o

[00:46:32] Lenny
English:

No one wants to hear that.
FRCERIE:

EANBIRARS

[00:46:32] Geoff Charles
English:

No one wants to hear that. And surely, | thought | was coming into Ramp and | was going to apply the best
product [inaudible 00:46:39] process, and | had to shift that process entirely because the process was
predicated on a B-plus engineering team, and | was faced with an A-plus engineering team. And so my
entire ... | had to go back to first principles around how products should be developed and built. So,
again, all the advice I'm sharing here, don't just take it and map it and copy paste. Start from the first

principles that we're sharing.

(00:47:00): An example of that is our support team. So support reports into me. And the first principle
there was saying, "Well, every support ticket is a failure of our product." We literally have that as a quote
just posted on all those channels. It's a failure. And if the product works perfectly, no one should ever
have to contact our support team. And what better way of holding the product team accountable for
support other than having support report into product.



(00:47:30): And the second piece was that we believe that a lot of our value to our customers were
because it was going to come from deeply understanding them, deeply listening to them, and moving on
that feedback. And so instead of hiring people who were focused just on resolving the ticket, we
incentivized people to actually decrease number of tickets over time and decrease deflection or increase
deflection. And that required hiring a different breed of people that then became leaders in different
parts of the organization as well.

(00:48:03): So, again, we could have easily just pattern matched, look at comparables, hired people
who've scaled large support teams, and just used benchmarks in the industry, but we've started from first
principles. And the outcome of that is we have an extremely low contact rate. We have over 400,000 users

on our platform and a team of agents that's under 30. And it's a pretty crazy ratio to think about.
R EIE:

BN, FNIK Ramp B, HUABRSNA—ERFNTRARE, BERASAYIRBERERE, FAOPE
MiEEET B+ RIEREM” &R, MBENHNE—X A+ RITREE" o FIUFSTEIZEIXT “Famiiz
SNEIF AR WE—MREL. I, RPZNMERI, BAEERERKEN, EMRIMNOENE 1%
[REH %,

(00:47:00): —MjlFR2FABIH (Support) HP. XFHAMMILCIR. HMNWE—MERER: “B—KX
BIEMErmiRK.” KMNEBXIEWETREME L, MR~mITRIET, KRAFTERRIIFEN.
Ba, TEM AR RS mERC iR E e mE A 213 A B 7575 0e?

(00:47:30): E-==Z, HNBEAZFIENNERTRNIZEMI]. IFIIHRERGRETEH. Eit,
BIPKEHBEBPLRXE “BRIE” A, MEHMARERDTEHE. IEMBEAZE (Deflection),
XFEERE—MT2ANENAL, tilEREEATHRAZHDHIAFE.

(00:48:03): @, FHMAFATLUHTRIALE, 2EFETT, BIEHREEEIARIFRKNA, AERATILE
o BRIMNME—MHRER., ER2: HNOBEFBRARERMR. HMNFELEBL 40 5HAF, MALSZRH
FAFEI 30 Ao XZB— M EEIRABILLA

[00:48:30] Lenny

English:

That's wild. | missed this nuance. So the support team reports into you and the product team?
FREiE:

ARIET, HiRET7TXMT: RFRIRA =~ @ERAOCHR?

[00:48:37] Geoff Charles
English:

Yes.

FRCERIR:

=0

[00:48:38] Lenny

English:



Wow, I've never heard of that. That's cool. Okay.

(00:48:42): So I'm going to change course a little bit and I'm going to talk about writing. So we worked on
this post together on how Ramp operates. And | was just incredibly impressed with your attention to
detail, your ability to articulate, your approach to product. And as we were working on this, you
mentioned that writing is really important to you as a way of figuring out what you think and to solve and
crystallize problems, which is exactly how it works for me. And that's how this whole newsletter started. It
was just trying to crystallize what | remembered and did so that | can remember it and share with people.
So I'd love to just hear your insights and take on just what writing does for you and maybe what you'd
recommend listeners do with this approach of writing, helping them think.

FRSCERIE:
iE, MRS XML, KEET .

(00:48:42): &= TFRIBIM-MED, WH “B1F" . HMN—ESFETIRXT Ramp iEFHIXE, RITATIRIX
A REBDUKRF@RAEFCHHE T TRZINR, EEFIRETR, RREISEMFEEER, c2IFEER
B, RPEMBEFERENG . XMHETE—HF. HOXMBRAEEXFFRE: HEREZBICIZANMS
%, UERREHNE. HEBRIAMNEENILE, ERRERTHA? MIBWNIARWNAEFNBE EREEE
£?

[00:49:25] Geoff Charles
English:

Throughout the years at Ramp, | was often faced with a problem or a question that | couldn't answer off
the bat, and | had to go back to first principles. And the best way of doing that is to shut down your
laptop, take out a piece of paper, write the question as simply as possible at the top of the paper, and just
spend time just thinking about how to answer that question. And there were a ton of questions over time.
For example, how do we ... And it was all scalability problems that few companies have actually done
successfully. And so you have to start with your own thinking, how do we scale decision making? How do
we incentivize teams to work together? How do we do headcount planning? How do we allocate
headcount in a fair way? How do we avoid politics as firsthand data goes away? How do we make

decisions on doubling down versus pivoting?

(00:50:24): All these things are really tough. And | found myself ... You could read things and that's helpful,
but | don't think that reading makes you necessarily think better. It makes you more wise, but the best
way to increase your capacity to think is to actually do the thinking. And so that's where | see writing. If
you're able to write things clearly, you're able to think through things clearly. It was also a way for me to
effectively communicate, especially during COVID, where we largely grew up during COVID, where
everything was written, and it was also a way for me to get content out there to increase my brand and
Ramp's brand in terms of the space that then led us to hire better people over time. So all these things
worked out, but it does require you to block out time and to, again, focus on how you think about
problems rather than try to Google the answer. After you thought through it, then go out and read and
you'll fine-tune your thinking and you'll identify new questions to ask yourself afterwards.

FROCERIR:

£ Ramp WXLEFE, REFBITEZUZIOEZNRD, HALOEE-ERE, RIFNHGEMESLER, E
H—KE, ERNERLFET—IRAGEEHENEHE, ARENEBRENAEE. XELRAEGRSZ, BEER
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(00:50:24): XLEEERRME, TR, HRBABEL, BRARF—ERILIFEZR[ELN. HRILIFREEE, B
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[00:51:34] Lenny
English:

I love this advice. You mentioned earlier that PMs can't really do much on their own, but | think this is the
thing PMs can do is PMs have the time to think and to plan and think ahead because they're not required
to build code all day and design. This is the advantage you have as a PM. | always think that PMs often
don't really have any special unique skills. They just have the time to do the things that nobody else
wants to do or doesn't have the time to do or doesn't want to do. And just this really important point of
just spending the time to think and not just constantly try to discuss things in meetings or, like you said,
just Google around for answers. That ends up being incredibly important. And | just love this framework
of just starting a doc with a little question at the top and just sit there and try to answer the question on
your own before doing anything. | think that's a really good approach.

(00:52:26): | want to ask how you actually do that. How do you actually create these blocks of time?
There's this concept of deep work and how valuable that is to creative work and knowledge work. How do
you do that for yourself? How do you block out time and not get bugged all day?

AR ERIE:

HRERZNEN. RZARE PM B CSHMATARZE, BHRINAXHME PM EHNE: PM BNEERE,
HRIFFIEE, RAMMNAFEBREAEEMIZIT. X2 PMHE. HEREF PM EELE A5 IREFE
e, MNIZENEIEMFIATRES. LN EHBABENE. EHEEZ, MARSEZNFITILRH Google
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(00:52:26): FHARRIIREAZ EAMBY? RIFAEIEXLERRETE? XFZE “REIE (Deep Work)” HIHE
2, EXCIEMTENANIRTIFEEEMNE. (RIFNE S E R EmAERITIH?

[00:52:39] Geoff Charles
English:

Because we're really anti-meeting at Ramp, | had time in my calendar. And so what | would basically do is
the Friday before | clocked out, | would look at the next week, | would look at the top questions that |
needed to spend time thinking about, and | would block out that time. | also work on one day of the
weekend in terms of deep work. | find that hanging out outside and doodling on my piece of paper, some
thoughts is actually really refreshing because it doesn't feel like work. It feels like just me just
philosophizing about something. And so, yeah, blocking out that time, finding a space where things are
less busy, where you're not in a critical path either early mornings or later afternoons or a day on the
weekend is the best path for it.

AR ERIE:

ER7E Ramp HATEERFAS, FAIUAFRBWBEREETREYE, ZBENMEZ: AR TR, REETE
R, FILRBETRZRZORE, HEBH LBBEIESE. FUSERARM—RETRELF. &K
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LA, BSERYIE], F—DARBPANER. FAEXEREZLNTE (LLIER. FBRIARN—X) BERFNF
o

[00:53:34] Lenny
English:

What do you do if someone wants to actually schedule a meeting with you or reach out or put someone
on your calendar? Do you have a policy there to protect that time?

FRSCERIE:
MBEANEBHMRAFS, HEBEMNBHLENEAR, RZEAN? (REHABEEREIFAREREIG?

[00:53:41] Geoff Charles
English:

| think that | should never really be in the critical path of anything. So largely, I'm not available, but if they
really need to get to me, they have my phone number.

FRCERIR:

FINARALZATFEAFBERIXRERRIZ L, FRUARBONEIREZE “FaIA” RS, BNRMWINENIFR
#H, TERNBIESH,

[00:53:53] Lenny
English:

Cool. The thing that | found really valuable is just on Wednesday mornings and Friday mornings, | just
have this huge block called deep work time. If you book a time during this time, I'll slap you. And | don't
know if I'm allowed to put that into meeting calendar invites anymore, but that actually worked really
well. Nobody really booked meetings in that slot.

FRCERIR:

Fo BRAMIFBANEN—RE, EAZLEFNARLF, HEBH—ARY “REIERE" X, MR
REBERIEINE, e ‘B (FiX). BARANERNEEREFEEDHBIERETXMIE, BRRHASE
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[00:54:11] Geoff Charles

English:

I didn't know Zoom had a slot feature that's coming handy.
R EIE:

KAHIE Zoom BB XM “BA" Thee, HEEFAR.

[00:54:15] Lenny

English:



It was a Google, it was in the calendar. It was like the calendar invite. And | also worked usually at least
one day a week and | found that to be really effective and | know a lot of people don't want to be doing
that, but | found that really important to have great success.

(00:54:30): One other question along these lines around just optimizing for processing and getting stuff
done and deep work time, do you have any other best practices for just being organized and staying on
top of stuff, knowing there's just stuff coming at you all day every day?

FRCERIR:

ABE Google HFHEMINEE, HEEEBAELIFAR, RRXMUXFEEM. RABRZEAFEXAM, BHE
RXMEEEARRNFEEE.

(00:54:30): ‘HEX MR, XFRAMIERIZ. STRESTRELERE, MEEFARMBRELREI? @
MNEXREEMENSES, FOARSFEAEZEESE?

[00:54:46] Geoff Charles
English:

If you're a manager and, like me, you're in back-to-back meetings from 10:00 to 6:00, it's very easy to be
completely overwhelmed with a sheer amount of stuff you need to do. And so I've invested over time in
just a very robust but fairly simple task management process, which is, at the end of every meeting, |
would write down the tasks that | owe and the tasks that someone else owes and | would write them
down to as clearly as possible, not some vague thing, but a very clear thing and just when | need to get
this done by. | don't spend time just grooming. So at the end of the day, | use notes. | have just a page-
long thing of all the things | need to get done, all the things people need to get done for me. And then |
spend time grooming, which is basically just trying to group things together in logical chunks, grouping
the tactical versus the strategic, the important versus the less important.

(00:55:40): | group also what other people owe me and | Slack them what they owe me and | put a
reminder on Slack for when they owe it to me by. And that way, it's just out of sight, out of mind. I think
that the high-level theme is | try to create or free up headspace for processing, not memory. And so | just
basically spend very little time memorizing anything and | write everything down. That is hard when
you're trying to remember a specific date or remember something that someone said, but you have a
system by which you can pull these things up very, very quickly. In the Google Space, you can pull up any
document and search a bunch of documents very, very quickly. So that's what | would do is just spend a
lot more time on the processing, be extremely good at just task management, and then grouping things,
and then the next day, creating your calendar aligned to the goals that you've set for yourself the day
before in terms of the tactical, where you group those tactical tasks together and then the more strategic
deep thinking, walking out that additional space.

AR ERIE:

MRMB—REEE, GH—FMLT 10 REITF 6 "z, REZHBEFSEL. Eib, FIRAE
BIT-—ERREFSRENESEERE. ASRIVNERN, T FRRFIANESHAIARZNES, T
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(00:55:40): KERIBFIIAXRENEESAE, AFE Slack ERLGMA], HIZE Slack 128, XEHKEE “BFR
RO o mOEdE: RXEBHAM=EATF “GE" , MAE BlI2° . RBEAFEHEIZERSE,
MER—IHE TH, RACERTEBAIFEARIERYE, ENRFE—ERRERBFMILRES (Fbn



Google Workspace FUIEE) , BBR&IRE. I, BEEELZNEELME L, HRESEENSAE, AREZ
KIREFI—RIGENEFRZHBR, IBHERESRE—LLE, HAMBRENREREZZE=IE,

[00:56:40] Lenny
English:

| feel like you and | are very aligned on a lot of things. That's exactly how | approach priorities. Have you
read Getting Things Done by David Allen?

AR ERIE:

BRBRIMNEEZEBELBIEE B XERKLEMERNA R, R David Allen B (15E) (Getting
Things Done) 13?

[00:56:47] Geoff Charles
English:

| don't read a lot of nonfiction actually.
R EE:

HIHAEARIEERERRE,

[00:56:50] Lenny
English:

Okay, because what you're describing is very aligned with this approach to processing and taking to-dos,
and it's what | built my approach on. And so you naturally merged out of your head. | love it.

(00:57:03): Let's move on to talking a little bit about your team and hiring and things like that. And there's
just going to be a grab bag set of questions. What is your current PM team look like, either number wise or

just ratio and just a PM wise?
FZERiE:

98, RAAMERNIFERNESHRELEGDHIIRGE, HNAEHERETIETRN. BERMEEAMAEL
HKHEY, KHET,

(00:57:03): iLFLATHNEN RV F AN IRES . XEH —HETHHEE, RIELN PM HARHAFE? ARES
A, HER PM 5TRRMBLEHIR ZA?

[00:57:17] Geoff Charles
English:

We have about 13 PMs at Ramp and probably over a hundred engineers. So | try to keep basically one to
eight to one to 15 depending on the team. Obviously, B2B is slightly more complex because you're
dealing with pretty strong marketing team and pretty strong sales team and pretty demanding customers
that you have relationships with. So I've seen ratios be a bit lower than the B2C space. But, yeah, that's a
little bit of the team today. And they're organized by those teams, by those customer pain points.

FRCERIR:



Ramp IEARLYE 13 % PM, Ti2)MAJREEET 100 Bo FRIAFRREREF 1:8 B 1:15 BELHI, BEBURTHRA.
£, B2B U SHEHMER—L, RANRENIRBANTHMHFEER, URBERRESHEF. FIUAREEIL
fFliEELL B2C UHBR—L, XMEEREMNER, tITHREFABERYDH/NAHITAR,

[00:57:47] Lenny
English:

And | have this note from before, you said that you reached a hundred million ARR, and that's a run rate,
not recurring revenue at that point, | imagine, right?

FRSCERIE:
HKicBMRzanid, fRI113XET 112 ARR, BBEBEELEUW (Runrate), MASYNHEZEEIAN

(Recurring revenue) , 3J0@?

[00:57:55] Geoff Charles
English:

Yep.

FSCERiE:

[00:57:56] Lenny
English:

With 50 people, which is incredible. And so just on that point, how do you do so much with so few PMs,
especially? Do you have anything that you figured out that ends up being really important there?

AR ERIE:

FBES0MA, XXAABNT . ME—RKR, RITEMNRAXALDE PMTRXAZTE? (FEEERN
AR EZRIMIR?

[00:58:06] Geoff Charles
English:

| think that by eliminating or reducing the size of the team, we've forced other people in the company to
think like PMs and | think it's been a huge value add to our culture. When | say product, often people think
about product management, but | actually think product is anyone that actually reports into our CTO,
and that's product engineering, product design, product managers, product data scientists. So making
everyone feel like a PM is a great way to get leverage as a PM, and that means basically empowering the
designer to think about the actual specs and priorities and scopes more than you or empower the
engineer to take something that's fairly lightweight in terms of a spec or direction and actually think
through it deeply and come back with some great questions that the PM hasn't thought through. So
that's one thing.

(00:58:58): The second is that we invested early on in product operations, which was a team that also
reports to me that basically focuses on the operational functions of product that's everything around



whether it's project management or issue management or release management or enablement and
content beta and customer research. They basically are tasked with a lot of the work that needs to get
done to continue shipping products and scaling product development.

(00:59:29): And then lastly, just cutting as much of the low-leverage work that PMs often get sucked into.
So, for example, we never write a ticket. We don't spend much time in linear, which is our ticket
management system. Basically, our contract is the vision and the priority and a very high-level spec and
everything else is pushed on the engineering teams. And | think that's when engineers actually are also
able to move even faster because they can create whatever tickets they want, they can break down the
work that they want, they are accountable for the projects that they're driving, and that increases trust

and moves things faster as well.
R EIE:
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TERRE, SETNEEE. KEEE. KHEE. WaEHEII. Beta MXABMNZFIBH. WIIAEBETRENT
R mA AR I & PR e B TR
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[01:00:09] Lenny
English:

That makes a ton of sense. Basically, you distribute the PM job that other companies put on the PM across
other team members. So if you had to think about just what is the core product manager job at Ramp at
this point, | imagine from what I've been hearing, it's strategy, vision, aligning the team. What else plays
into that, just bullet point wise? A few things that come to mind.

FRCERIR:
XIFEFEE, B LE, (REEMABERE PM 5 ENTED ML 7T HMEPAR R, BBA, MNRFABADE—
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[01:00:32] Geoff Charles
English:

Team building. So building a culture within the pod because oftentimes your managers are no longer in
your team, right? Engineers might report to different people, designers might report to different people.
PMs might report to different people. So actually building a team culture within the pod is really, really
important. And oftentimes it falls on the PM to create those offsites or to create those ideation sessions or
to find ways to have fun as a team.



(01:01:00): The second is making sure that the team is humming in terms of the actual focus areas and
then protecting the team from stakeholders that might want to have an opinion or want to have an
update or want to schedule certain meetings. So protecting that core team from that chaos and then
being the central point of contact if someone has a question or needs something, and then being able to
bring in the right person at the right time. So those are the different things that is also really important to
mention.

FROCERIR:
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PM AJgE DRI ARBRIANLCR. FRATE/ NS AREREZIFNXLIFEER, BEH PM AFTARFER. RN
B LA O TAERY 75 0%
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[01:01:34] Lenny
English:

Coming back to a note that | made earlier, you talked about how a lot of this advice you're sharing in the
approach to product at Ramp is assuming that the team is A plus, the engineers are A plus, the designers
A plus. For somebody listening to this that may be wondering, "Are my engineers A plus or not?", what
comes to mind as ways that you could get a sense of this is a team that can operate in this way versus, no,
we're never going to work in this way and maybe we should shift the way we work or | should get work

somewhere else?
RS ERIE:

EEFZANE TH—T = fRMEEI Ramp B~ m73 AIERETHIAZ A+ &Y, TiRMAMigitmEBE A+ &Y.
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[01:02:06] Geoff Charles
English:

Great question. Yeah, it's very hard to identify. A few things. One is, does the engineer want to win in the
market? Does the engineer really care about winning against competitors, winning the hearts and minds
of the customer? Do they understand the business context in which they operate by which they need to
do that? Are they curious about how the company makes money, about what customers love and don't
love, about what the most important project is and why it's important? They're asking you questions
about the business outside of just the engineering domains. Are they able to execute on what they said
they were going to execute without your help or do you actually feel like you need to be behind them? Are
they the one actually setting the pace, asking you to keep up with your specs, keep up with your
decisions, respond more quickly to the things that are blocking them, bringing more PMs or more
designers to do more things?

(01:03:14): Are they being proactive in different channels where you think it's actually your job, but
actually they'll jump in anyways? For example, we have different Slack channels with a bunch of people
sometimes asking questions or raising issues or having blockers. And you have engineers who are just
jumping in and explaining how a feature works, getting the feedback and fixing a bug proactively. And



you may think, "Well, that's not the priority. | need to control what the engineers are doing." That's not
your job actually, that's not your job. Your job is to make sure that they're aligned with the long-term
vision and that they can deliver what they've committed to, but on top of that, they can do whatever the
hell they want. And if they're taking on something that puts the things that they committed to at risk,
they'll communicate that. So, again, that proactiveness, that desire to help, that desire to improve that
accountability on their product.

(01:04:03): If their product isn't performing, if their product has feedback, are they doing it themselves or
they need you to push them? So those are all mentality and culture aspects. I'm not even getting into the
technical rigor and the quality of their systems and the velocity of code because I'm not a good judge of
that. That's not really my role. But those are the things that | would immediately look at that, | think, is
just fundamentally different in the engineering team that we built at Ramp versus others. And it's just a
big part of the culture shift and the culture that we've been able to build.

FRCERIR:
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[01:04:36] Lenny
English:

That was an awesome answer. And | think as a PM, you often don't want your engineers and designers to
have such strong opinions and to be so on top of everything because there's just like, "Oh, no. Okay,
here's what | think we should actually do," but engineers have all these opinions. And what you're saying
is that's what you want to lean into, assuming you trust that they know what they're doing and can
actually get things done. And so it's like a catchment to you a little bit, but | think that's a really unique
culture and approach. And so that's an awesome answer.

AR ERIE:
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[01:05:05] Geoff Charles

English:



And, look, there's drawbacks to that culture where you get to a radically empowered engineering team
that thinks that they know the product better than the designer or the PM and they push back on the
designs or they disagree with the PM, but I'll take that culture any day compared to a culture where
they're just taking things at face value and not challenging the thinking and not actually thinking from
their own perspectives. And it is like I'll take someone on my team any day that challenges what | tell
them to do or what I think is important and is maybe a bit harder to manage, but it'll make me think way
deeper about what I'm asking them and what | think is important. And I'll grow as a manager much faster
because of that.

AR ERIE:
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[01:05:45] Lenny
English:

| love it. Two final questions, one around hiring. When you're interviewing people, what do you look for
and what does Ramp look for that maybe other companies don't value as much as they should or maybe
overvalue? What do you look for that you think is unique that helps you hire this A-plus team?

FRCERIR:
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[01:06:02] Geoff Charles
English:

We look for people who have a very strong desire to have impact. And the best way to assess that is the
impact that they've had or the reason why they are switching jobs. So, again, it goes back to what | was
mentioning earlier in the chat, which was velocity leads to people wanting to join because they want to
have velocity. And the best signal that is, I'm leaving because things got too slow, things got too
bureaucratic. | missed the old days where we were just building and shipping and launching. | look for
people who can think deeply, so I'll go super deep into a decision, a tradeoff that they had to make. And
I'll really just scratch at that until | get to a deep understanding of how they make decisions and how deep
they think about things.

(01:06:57): And in general, we tend to overemphasize those two skills rather than necessarily experience
because experience ... Again, to the point around Ramp is a unique business, it matters a lot less. You can
have a lot less impact than your ability to be hungry and your ability to think deeply.

FRCERIR:

FANFHAREN = ERM D ERRBEN N, X —RRFNGAREMINSEFENRMA, HEMMIIBE
BHRE, XXEETHRZARN: RERSIPLEEEENA. REFNESE: “BEAZENFIABTKE
T. XEET, BRFSUABHIENE. KHMNLLNBAF.” HESFHERANTBENA, HIH MBI
TR —NRREINE HITEIRPIR, HEIFORNT B INAMRRUAKREEFTEZ R,



(01:06:57): SRR, FiMAmFIERAXMIREE CBEXMOINRERE), MAEEK. FX Ramp
SRR, SRMNEREENERIR. RN, ®RIFTUEINRERZENENEFTEERNRME.

[01:07:20] Lenny
English:

Final question. A lot of people listening to this want to get into product management. What's your advice?
I'm sure you get asked this a lot. How do you break into product management? What do you tell people?

AR ERIE:
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[01:07:30] Geoff Charles
English:

Yeah. So for me, | went from college to consulting to my four into tech was really into more like solutions
analyst, | think that was my title. | was basically trying to implement a large B2B software in national
banks. And how | got into product management was really around understanding deeply the customer
and understanding deeply the product and being able to show impact on the combination of these two
things. Typically, the folks that join product teams are the highest performers outside of product that
either understand the customer really well and can advise product or understand the product very well
and can serve customers.

(01:08:12): And so my advice is for folks that want to break into that is to find a role that is adjacent to
product that enables you to have those experiences and to prove yourself. So, for example, product
operations is a good one. Business operations is a good one. More consulting sales engineering or
solution engineering is a good one. There are designers and engineers that can become PMs as well.
Typically, it's folks that can do the job as well as the PM. And what we typically do is we give those PMs a
shot or those folks a shot. So we'd give them like six months to go into a new area and try it out. And then
we basically have the engineers they work with and designers they work with actually make the call as to
whether or not they would want this PM versus another PM on the team.

FRCERIR:

. WERIN, BMARFERWERMEE, AEENBKTL, SEBKEFEGRE “BRAESFIT o
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(01:08:12): FRIAFRRVERINZ . #H— 15 mEBHERML, ILRIRRELEHIERB S, fW, ~mEE. LSz
B, . HEIRENMRASERIREHI2FENER RIHMAM LM LK, BEE2RLEE PM —#&
TR BTEEZEXEA—TZ, LG TARBEEZR—HAE. &5, HMFiLS
ISR TRIMAIZITIIRRE, BEREXMAEAEB PM.

[01:09:05] Lenny
English:

Is there anything else you want to share before we get to our very exciting lightning round?



FRSCERIE:
EHNEEN AR BRI E ZH, HEETAESE/G?

[01:09:09] Geoff Charles
English:

Yeah. | mean, first, think from first principles, don't take everything I'm saying at face value. And second is
back to talent, that a huge part of our success was the early team that Karim built on the tech side. And so
| can write blogs all day on how we increased velocity, but if there's one thing to take away from this is
that empowered and talented engineers and designers are the biggest reason why Ramp was so
successful and it's something that requires a ton of focus. | mean, early on for the first year at Ramp,
Karim, our CTO, was only focused on that. It was hiring the best talent. He was a lot less interested or
focused on our product strategy, our product market fit, or even our revenue. It was all about bringing in
the best engineers and the best designers and that has had compounding effects on the company and the
team.

FROCENIR:

B, F—, ME—MREHAERE, FELERZRENE—E. £, BEIAA L, BRITHIHRR—
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[01:10:09] Lenny
English:

And | think an important element there is the initial people you hire end up impacting the next batch and
the next set because they see, "Wow, this person is working at Ramp. That's incredible. | got to look at
that." So there's an early compounding effect, too, that happens.

AR ERIE:

BINNER—MEERERRE, RRVBHASEWMT—HA, BARRIERF: “H&E, BDHAE Ramp IE,
AARAIBINT, BRWEEEER.” FRURRmMSET SR,

[01:10:24] Geoff Charles
English:
Exactly.

FROCENIR:

R o

[01:10:25] Lenny
English:



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

ready?
R EIE:
7, MEHNABRRIE, HBE/NNEE, HE&FT715?

[01:10:32] Geoff Charles
English:

Yes.

FSCERiE:

BEEIFT

[01:10:34] Lenny

English:

What are two or three books you've recommended most to other people?
FREiE:

RENAEERSHNR=ZEBEMFA?

[01:10:40] Geoff Charles
English:

Because | work a lot, | try to read things that are completely outside of work. | don't think | can get
through any fiction or nonfiction book that's often recommended. So anything that will pull on your
heartstrings and try to make you more human. When Breath Becomes Air is a really good one that | often

recommend.
Fh>CERIE:

EANBRIFRE, MUBRRER—ER25TELXRNFRA, PELEREEFNENSIFEMEPEREE R
R TFE. HERIPLREMENOZ. LLIRER “ABK” BB, (BRI AZES) (When Breath Becomes Air)
ERRAEHEN—FFH.

[01:10:59] Lenny

English:

Amazing. Love that one. Favorite recent movie or TV show?
R EE:

KiET, HBERBAE, RESIKATBRIELE?

[01:11:03] Geoff Charles

English:



| started watching The Bear a few weeks ago. | think it's a great show around leadership around how a
different industry operates, the restaurant industry. My dad owned a restaurant so | got a little bit into
that and all about teamwork and quality versus velocity [inaudible 01:11:24] of personal and professional
stress. So | thought it was a really good learning.

FRCERIR:

JUARIFZRFRE (REREIE) (TheBear). WINAXB—BXTARI. XFABEITIL (BRI EERILE
BlS. BRRXFEFIRIE, FIUHREHRE, ERENREGE. RESEENEE, URTMASRILENNT
. HARFREBR.

[01:11:29] Lenny
English:

Wow, that show makes me really think of Ramp. That makes a lot of sense. It feels very ... Everything's just
crazy moving fast. I'm just so stressed watching that show. | haven't watched the second season yet.

FRCERIR:

I, FBEBEIFASCILIEAEE Ramp, RAEEE, BE—VIEAEKITETK. BRSRILEZENRK, HEKEFZ
%,

[01:11:41] Geoff Charles

English:

You should come to our office, probably very similar.
HRCEIE:

MRZKRBENDREERE, JiIFER.

[01:11:44] Lenny
English:

Just delicious food, sandwiches and the velocity. Favorite interview question you'd like to ask
candidates?

FRCERIR:
ERIRY. ZPBRANRENEE, MERERENEENERENEZTA?

[01:11:52] Geoff Charles
English:

| ask, what's the hardest thing you've ever done? And | ask that because working at Ramp is hard. | want
to understand what hard means for them. | want to understand why it was hard. | want to understand
how they overcame that difficulty, how they worked with other people to overcome that difficulty, and
how much agency they had in overcoming that. So it's a really good sign around what is difficult to them
and how much work they put into overcoming that.

FRCERIR:



=A RMSERERNSZBERMAA? 7 HEXNEENE Ramp TIFRME. FETH W XIERET
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[01:12:23] Lenny

English:

What is a favorite product you've recently discovered that you really like?
FREiE:

MR R MHIFEERNE N TmETA?

[01:12:28] Geoff Charles
English:

So my partner bought me this WHOOP recently. Wearing it now. It gives you this real-time stress signal.
[inaudible 01:12:36] that's pretty helpful. But | think it's a great product in terms of just actual insights. It's
very data-driven, so it'll tell you ... You have a daily journal of all the things you did that day and it'll
correlate what you did that day to your recovery score or how healthy you are for that day.

(01:12:55): And so it'll give you insights around how certain actions you take will have impact on your next
day's health, which is all about heart rate variability. | thought it was just a great way to continue to focus
on your health. | think running a team has a huge impact on your physical health, on your mental health,
and | think you are an athlete at a high growth startup or even a small business or a large company. And
focusing on that health is really, really important. So any tools like the WHOOP to invest into that is great.

AR ERIE:

BHEERLLAEELT XD WHOOP (BrifgRFIF), RMEMBEE. SRANTENNENES, FEFHE
8o HANEEREREAEMISRIF. EREBIEERN, JERRYXRNAEER, HFEESRORETD
SR BRREX RER,

(01:12:55): ERHIFMELITHINARIMIRE —RNBR (FEROXERM) . WIANXZXEEEN—FE
AR, ERARNSOEEEEATM, EeRIEKNILIATIE, MME—RIEt5H. XEEREXE
E, Pl WHOOP XM TRRE,

[01:13:30] Lenny
English:

That was a really good pitch for the WHOOP. | have never wanted one, but now | do. Okay, next question.
What is something relatively minor you've changed in your product development process that has had a
big impact on your team's ability to execute?

FROCENIR:

fRee WHOOP RIS X B Y, HUMAEE, NARET, &, TN EFmALRER, REg7T
IREEARY B IME X I AT P EE AR MR ?

[01:13:42] Geoff Charles



English:

It's not something I've changed, it's more something that our head of design, Diego, has changed.
Basically having designers spend more time creating more visionary prototypes and then sharing those
out in videos. It just has just huge impact on how exciting work is and how excited the team are. And so
just providing that clarity is massive. And | think just, again, Figma and Loom and prototypes that actually
are interactive so people can actually play around with it is a huge way to unlock velocity.

FRCERIR:

XA, MaEFENBNIZit5EA Diego M, EA EBILGIHTEEZNECIEFERINNER, ARG
BEMSAD ZH R, XRAMIES T TENBRMEMEIANMEE. REXTHEMERXZMEKXR, BXR=EE,
Figma. Loom LUKAIRENREEFHERENEEZFK.

[01:14:18] Lenny
English:

Final question. I've already asked you about this a couple of times, but I'm curious if there's any other
productivity tip or tool that you'd recommend to listeners that you haven't mentioned yet.

FRCERIR:

RE— NI, BAREZKRIIURT, ERERRES, MEERKEEMEIRINES DEISH IR
WEFLRITR?

[01:14:29] Geoff Charles
English:

Turn off notifications. Quit Slack when you're doing deep work. Check your emails once a day and just
literally go through them in five minutes. Oftentimes, most of them use lists. Check Slack only at the top
of the hour. Use Slack snooze or reminders. | mean, there's a whole other podcast we can talk about over
Slack channels and how to organize that, but just get really good at the tools you're using. | think the first
year of consulting, we just got really good at Excel and Excel shortcuts, and it was a big part of our
training. And so just train yourself and train your teams on how to use their tools, how to use your
calendar, how to use Slack, how to use email, whatever the tool you've designed as the right tool for you.
Be dogmatic. | mean, what Ramp is, is a tool at the end of the day and we're helping finance teams more
efficient, so let's dock through that and do that with our own tools.

FRCERIR:

xigEH, RETIIEIRY Slacke 8 RRE—XEBH, HEEDHALIET, S/)NHEIAE—KX Slack. f#
FA Slack 7N HIREETHEE. X TFUAILALR Slack &, HITAIUBR—BEE, EXREHBEMTERAN
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[01:15:27] Lenny
English:

| think we've had just enough velocity in our chat. | think we're going to hit a hundred million downloads.
I think we built an A-plus team here. Geoff, thank you so much for doing this. Two final questions. Where



can folks find you online if they want to ask you any other questions? And second question, how can

listeners be useful to you?
R EIE:

BN REEELEBRT . RETHMNOTHESIRK—ZR, FMNEXRAHET —3 A+HBRA
Geoff, FERPHRBMTIB. &KEM MR WRARBRIIREMRE, FTUEMEREIIR? 5=, IAREX
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[01:15:44] Geoff Charles
English:

You can find me on Twitter and LinkedIn. Twitter is geoffintech. How can they be useful? Honestly, your
attention is a gift. If you're interested in joining us here at Ramp, we're obviously hiring incredible people.
So if anything that | shared resonates with you and if you want to join the team, and we're hiring across
product engineering design, but most importantly, be kind to yourself. | think I've been a huge listener to
this podcast. It's an honor to be here. | know very little. Hopefully some of what | shared was meaningful
to you. But keep the growth mindset. Keep thinking from first principles. Keep investing in that growth
and be patient. It takes a lot of time.

AR ERIE:
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[01:16:24] Lenny

English:

What a beautiful way to end it. Geoff, thank you again so much for being here.
FREiE:

ZAUTTEMNLERE, Geoff, BRBREHRIEIR,

[01:16:28] Geoff Charles

English:

Thanks a lot, Lenny. This was a lot of fun.
R EE:

EE RS, Lenny, XREM,

[01:16:30] Lenny
English:

Same. Bye, everyone.



(01:16:34): 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.

FRCERIE:
BtE. KRB
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