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[00:00:00] Heidi Helfand
English:

Reteaming is hard. Reorgs are hard. You can't lump them all into one thing with oh, it's all great all the
time. No, it's not. If we could just build the software, deliver to the customer, get the product market fit,
hey, have we delighted them or not? If only it could be that easy. No, we have the people layer, so let's
focus there too.

FRCERIR:

HIBAELE (Reteaming) 1R, HLRZ2HIA% (Reorgs) tRM, RABEIEEN—8MmIE, RTE ‘B, —1=2
EBAEE o &, EXHIFNL. NRBNIAF[EALYTH. KHLEEF. ZW=@mHRE (Product
Market Fit), AEEERNZESILMITHER T, NRBBEEERABEEMT 7. BULE, HIEE “AARE"
(People Layer) , FRUAFITBEXREX—F,

[00:00:25] Lenny
English:

Today my guest is Heidi Helfand. After two decades in the tech industry, Heidi became fascinated with
how teams are organized, how org structures change and how to set teams up for success through that
change. She now teaches workshops and runs courses and consults on how to effectively reorganize your
teams. And in her book Dynamic Reteaming, Heidi delves deep into why change is actually good for your
teams, why you're better off not having super stable teams, how to effectively execute reorgs, and
through that, how to reduce attrition, stagnation, and knowledge silos. In our conversation, Heidi shares
the five types of reteaming, anti-patterns to avoid when making org changes, what sort of team structure
is most conducive to creating totally new products, why being transparent about your reorg plans is
definitely worth considering. Also, how Heidi became such a great listener with a lot of really interesting
insights and advice there and so much more. Huge thank you to John Cutler for introducing me to Heidi.
With that, | bring you Heidi Helfand after a short word from our sponsors.

FRZERIE:

SRIERR Heidi Helfando ERHMRITIR# —+F/G, Heidi WEIPAIMAAR. BRI LU0
XTI RN E T REXE, tIMEEDTIEA. FIRRE, FiEmaRutEARRHES
W, TEMHIEIE (GhSHBAEHR) (Dynamic Reteaming) H, Heidi RNFRIW T A AT LR EXEPAE
W, NTAFTHREBRENEMNRMEL, NAEKRHPITARREEE, HULEHLDRZTRE. FHRF0A
RMMB. ERNAIXNEF, Heidi PETHMBEAMNEALARE, #ITHARTERMBERIRIEN. BIHENEDR
BT RISELHTMm, URATAERUMRNEAITRILWETER. i, Heidi RO ZET MM —RR
HHAIAE, HPESTFSHEBIENRI. FERE John Cutler 18 Heidi MR 3K, EITHBIRRIERE
N48E, HITPEAEHER Heidi Helfand BIFEER S,



[00:01:29] Lenny (Sponsorships)
English:

This episode is brought to you by productroadmap.ai and Ignition. Productroadmap.ai is the first Al
roadmapping suite. It helps ensure roadmaps drive revenue by instantly aligning product with your sales
and marketing teams to capture upsell opportunities. Built by early leaders from Rippling and Craft, it
automatically identifies feature gaps from your CRM data and your customer conversations, adds them to
shareable roadmaps easily prioritized by revenue impact, and then seamlessly closes the loop with sales
reps via targeted notifications when feature gaps are closed. As part of Ignition's broader go-to-market
operating system, productroadmap.ai can also help create better handoffs and collaboration with
product marketing teams by giving both teams the tools to research, plan, orchestrate and measure the
process of building products and going to market. Packed with integrations, Al automation and
communication tools, it's truly a one-stop shop for product and marketing to bring things from concept
to launch. To sign up, go to productroadmap.ai and use promo code Lenny to get 75% off your first year.

FRCERIR:

ZsHAT B B productroadmap.ai # Ignition 2B, Productroadmap.ai @ &1 Al REEEMH. ©@EIEIRI I
FrEmSHE REHEIARERIE NS, RIRERLERBIKZKN. EBE%A Rippling M Craft WR NS
EIE, seEIMNER CRM BUEMZ A XNEFIRFITHEEEE, FHREMNETHEMREEF, RIBWRARH
BHSIRRR, ARETREERIRENEEIE BN SHENRTEAIF. fEX Ignition BN ZRI#H AT
(GTM) RIERZKH—EBS, productroadmap.ai BRI LUBE A= @A EHEFEIARHIEM. X, wHANES
atiEk FHEENTAR, EEINAEMEFNRESINME. EERT ZMINEE. Al BoitiVaR8TA, 8
i EHAMBE SR LRI —iEXF 5. JFAEER productroadmap.ai, HEBMLER Lenny EREHE
2.5 i E.

[00:02:36] Lenny (Sponsorships)
English:

This episode is brought to you by Hex. If you're a data person, you probably have to jump between
different tools to run queries, build visualizations, write Python, and send around a lot of screenshots and
CSV files. Hex brings everything together. Its powerful notebook Ul lets you analyze data in SQL, Python,
or no-code in any combination and work together with live multiplayer and version control. And now
Hex's Al tools can generate queries and code, create visualizations, and even kickstart a whole analysis
for you all from natural language prompts. It's like having an analytics copilot built right into where
you're already doing your work. Then when you're ready to share, you can use Hex's drag and drop app
builder to configure beautiful reports or dashboards that anyone can use. Join the hundreds of data
teams like Notion, AllTrails, Loom, Mixpanel and Algolia using Hex every day to make their work more
impactful. Sign up today at hex.tech/lenny to get a 60-day free trial of the Hex team plan. That's
hex.tech/lenny.

FROCERIR:

AEATTE B Hex 228, MRMRE—BEIBMNLE, FRAEREEARTAZEYIRRETEIR. WETML.
‘RT5 Python, HEAZXEAEMEHEM CSV X, Hex §—IRBEHE—I. HBANERAREAIFIRLL SQL.
Python SR EAREHEMA S HITEIE, HEILNZ AMENRAIZSEIERTE. TE, Hex B Al TARLL
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[00:03:41] Lenny

English:

Heidi, thank you so much for being here and welcome to the podcast.
R EE:

Heidi, IFEREHRAER, JEREIAFER,

[00:03:45] Heidi Helfand
English:

Thanks, Lenny. Great to be here.
R ERIE:

51351, Lenny, RENREIXE,

[00:03:47] Lenny
English:

It's great to have you here. So | had this colleague at Airbnb, her name was Jana, and she always had this
joke that she shared that if it's been six months and she hasn't switched teams or hasn't moved desks,
she knew there was this reorg coming, there's something happening, something was coming to change
everything. And you wrote a whole book about this general idea of teams changing, reorgs, you call
reteaming. | have the book right here. It's called Dynamic Reteaming: The Art and Wisdom of Changing
Teams. | feel like just people underestimate the opportunities and benefits of change, and | think that we
see it as a scary thing. So I'm really excited to spend time with you and chat about this topic. Before we
get into the meat of it, I'm just curious why you decided to spend so much of your time researching this
area of team change, reorgs, reteaming.

FRZERIE:

REMIREER, FKTE Airbnb BPREEN Jana, MEEF— MK MRS TR BMEIREIASE <K T
i, WRAESEERALNRTEE (Reorg) 7, BEBHAKRFELRE, EXTIKRT, (RE T —BEEXK
WIEHERZEN. BEHAXNAES, Rz H “BEIAEAR" (Reteaming). BHMAKRFE, BERE (BITHMNE
H: HEERNZASER). RETAMIEREMLTEUHNNEN DL, RMNS2BEEF—MHAENSE. i
UK IFE TR R MER, ERNRNZORABZE], RREFFHRATLARERX A S EHRZFTEPA
LE, EHMAFPAERXIR?

[00:04:35] Heidi Helfand
English:

Yeah, that's a good question. It wasn't necessarily planned. | had been working in a variety of different
fast-growing startups for most of my career in 20 years in software-as-a-service companies in particular.
And | read a lot of books to try to get better at my work and what we're doing in our teams. | have a lot
right over there as you can see, and a lot of the books | would read on teams and the advice that | would
get from people would be, you really want to keep your teams the same. You want to go for that forming,
storming, norming, performing kind of thing. And | had thought about that and | was like, wait, well it



wasn't really possible for us when | was at a startup and | was the 10th employee and we grew to 900
people and now thousands of people, our team's kind of morphed and changed.

(00:05:28):

So | feel like if you're in a fast-growing company or a shrinking company, look there, don't look at trying to
fight the natural evolution. | was just trying to prove a point and to illustrate that teams change. And | was
also curious to see, well, was that just my experience and the experience of my colleagues in Southern
California? What is it like for other people? So | was just curious.

FRCERIR:

20, XENFRE, XHRTLEITREFN, E3 20 EMEREES, K0 HIEERESHHIEE KAL)
NEILE, FBRHEIRS (SaaS) Q8. ATRATLERMMANME, HEZTRZH, WRFAR, FHIB
JIMBRZH. BRRIINBEZXTFHAMNNBEURANAGENENEE R (REMNMIZRFFAMEE, B3R
A “HEEHA. BCHHEA. MSEHA. HITHR” (forming, storming, norming, performing) BRI, HEZT—
T, 08 FF, XENIQAFRRESRTEE. ZREBL I0SHTL, ERATEKEI 900 A, HEEE/LTA, &
NEFA—BEET N,

(00:05:28):
FrAFR5E1S, MRMRE A —RIRFIE K EFERBAEN AT, REZIRNXMEY, MAZIHENXME

RET, RERARBIER—IMIR, RBREREEHRZERN. FBRIFES, XXERMEMMNEENEZH
15? HARNBRXEEFR? FrUFAERE L T,

[00:05:56] Lenny
English:

You have this code in your book where you say something like, sure, we deliver software on time, we
make products people love and want to buy, but there's this people layer that happens that people may

not be thinking enough about. Is there anything more you can say to that?
R EIE:

MEBEEI—KIE, KRR SR, BMEREZARG, RNFEAMEZABWEN~m, BRPEFE
— 1 “ARE" (People Layer), MAfIXMILBERAEERT, XFX—R/IREESRMEIG?

[00:06:11] Heidi Helfand
English:

Yeah, | think a lot of the things that | would read about teams just are naturally focused on, well, you want
to build things that customers love. You want it to be an enjoyable experience, you want to deliver on
time. There's a reason we're there as a business, but there's also a lot of company building that happens
in building the people structures and just when you go from one to many to a multitude, there's a lot of
work that goes into it. This is enablement type work and it's where | focused a lot of my time and my
career helping make teams and organizations successful. So there is this people layer, however, I've
thought about this a lot over the years and | think it would be highly convenient if we could just focus on
building products that people love and getting product market fit, talking to customers.

(00:07:06):

It would be great if it could only be that, but the reality is we're humans together and there's a lot of
opportunity to build companies that delight people where they're excited to be included in decision-



making about how the organization grows and changes or shrinks. So yeah, there's this whole kind of
other area of work that | think just doesn't get enough attention and | guess that's where | live and
breathe.

AR ERIE:

B, BANFREINRZXTHEANABTHMEAMAMRBET . MBEITEEFEEN M, RERARIRA
K5, MMEHIRM. FA—KEW, XERRNVILIZE, EENRAREHNIRETR, BERKERN
‘RERIR” TE. HIRM—TARRILNA, BE—KEAN, FERANAERN, XBET “WaEE" T
5, ERHIRAEERRAKRENEIAMTS, BIEBEMMARNGERS. BAFEXTARE, BRXESF
—HERE, IRBMNERIXHTEAMIEZN~m. KA~mhmREe. 58PRY%, FREIFEHE.

(00:07:06):

MRFBEMNIAXFXERF T, BALBRINZREEHAL, RITERSNIERINLG TR
NEl, IHESSXTFAREK. TEFBRAKRAERREINGE. I, BEEFEEXA—NTEN. FiAR
FARFEEBEMN TR, MXEZRE LT,

[00:07:38] Lenny
English:

Awesome. Okay, so | definitely want to get into the five types of reteaming as you described, but before
we get there, what | find with reorgs and change is that it often leads to the biggest career opportunities
because there's new roles to be filled. If things aren't changing, there's not going to be all of a sudden,
"Hey, we have this new role that we want for you." I don't know. A lot of the leaders that move up quickly
are the ones that seem to take advantage of change and think ahead and get involved and position
themselves in a way where like, "Okay, cool, there's a new position. Oh, clearly it's going to be Heidi." Is
there anything you can share there? Any advice for people that maybe see reorgs coming and what they
can do to help themselves in that pending change?

FROCERIR:

KiET. 8, REERRNRIIMRRMAAMEIAEARE, BERZE, HAMARRDBENTERE
FEHEREANRIANE, RASEFMNRUTER, MR- —HEFE, BRAZIRALI T8, HNEH
RUBLRIE BN, RRIRZSEARRNATE, UFHERLEEBFATE. RBAIRE. MRS5S
HABCEMNA, UETFIFRULIMN, ARZETF B, EAXNMIEIF Heidi R o XTX—RIR
BHARUDZENLE? W FRLEFRRBELHRISERBOAN, REFARINGEEBDMINIZRNERRNEE PR

m?

[00:08:21] Heidi Helfand
English:

| really like it when there's transparency in reorgs. There's a story in my book from Christian Lima at
Spotify about how they reorged a large infrastructure team. They visualized it on whiteboards and
brought people over to the whiteboards to see the future team structure that the leaders wanted and
they got input into the design. We did this at Procore as well inspired by Christian and his story and we
had... | think there were 80 people involved in this platform organization that was splitting from two large
clusters of teams into three. And | remember when we rolled out the whiteboards from a back office
where we were talking about this change for a few weeks and it was scary to roll these whiteboards out

because it impacts people's day to day. It's like when somebody is suggesting that maybe you do



something different or that something different happens, sometimes it can be kind of triggering. You
want to know what's going on. So anyway, but we had courage together.

(00:09:31):

So we rolled these whiteboards out and it had the team structure with everyone's names on it. It had the
name of the team, the mission of the team, how many open slots for hiring across all of these different
teams, and then people's names in their existing team positions. And people were invited to look, give
feedback. They identified mistakes that we had in the design, "Oh, this team might be better over here
and here's why." And people had the opportunity to see opportunities within their own company that
they might say, "Hey, I'm interested in this, might | be considered for this?" And then they could have
their discussion. So | really liked that the opportunities were shared and presented, so it wasn't some sort
of thing that happened in some kind of back room for the whole time. We unearthed the beginning of a
plan.

(00:10:31):

| think sometimes when you convene people for a meeting to talk about anything, it's good to have a
starting point. So we had this starting point, we had a variety of different things and I call it whiteboard
reteaming in my book and | write about that. And there's even structures that are more open than that.
Redgate Software in Cambridge UK. Chris Smith is a colleague of mine and they do regular open self-
selection reteaming activities when they're changing their strategic priorities. He talks about this globally
very interesting space and it's even more open than putting the names on the whiteboards. They have
teams give pitches and this is what they're looking for and they have a whole method for enabling people
to say, "Hey, I'm interested in this." | think that really helps because sometimes you might think, "Oh, no
one's going to want to work on this." But people can be delighted by working on things that another
person doesn't think are particularly interesting.

(00:11:38):

So giving choice is important. And again, there are different grades of transparency. We weren't up for
doing this kind of open reteaming self-selection event, but we were open to the whiteboard variant.

FROCERIR:

BRIFEHRARAREPRDPERE, FBEHR T —1 Spotify B Christian Lima B9 FE, X FbiIMES
—PMAREEMZEAE, tIHBAEREBRLARNE, FHERTHFRBRE, ILHEIERSEABEIARKE
254, HIREIIMIgHBIEN. & Christian B8ERIE %, F{7E Procore iXiFud. HBIFAIBITFEE]
REOE 80 A, EEEMMIANBEIAEEFD A= HIERIHNIBEDAZEENETJIANBIRMELFR
B, DERESH, AAXSEMESNANBELE. S8 ABRNTMEERRNER, HEFEHRER,
B3I AANMRMESE, ARBBNEZIRLET 4. EXCNMF, HMNHAFZELHTES.

(00:09:31):

FERMEL TXEQR, LEEEFAMEHINENANRF. SIirBATEBARBRTR. FABAEd. ZFTEBAIE
Bk, UNATBFMENRMAG, BMNBEARRKEHEER DG MI1EHTHRI&ITFHNEIR, b
‘B, XTMHREXEAEEY, ERUNT . ATHENSEIATRENNS, ti]TgEsi: “1E,
XA, FREEWEEIG? 7 AR LUHITITE. FIUBRIEEERXMNSHEZNETRNA,
MAR—ERETEEEER. HINBERT —MTRIBER.

(00:10:31):

Hi N, BRBEARAIWRERMBEN, E—NESZEREFN. MURMNETXNER, §73HREN
=i, EEBPHZH “BIRABAELR" (whiteboard reteaming) ., EEXR B LEXBH KRN E, RESIFHFH

Redgate Software, 3xBI[EZE Chris Smith, IS AERHEEM RN EREETAKE “BEEFAENE
7 Enp, MESKEERSEXNTEEEENTE, XLEARLEERFERK. MIILANETEH



(pitch) , BEAMMNIESIHMAAENA, HE—EBEFZLRIRE T8, EIXPEXEB” . HKIUNAXRE
e, AANBRRAERES "B, RASBEXN , BLFE, BEAIENE#IARSTBNEBEME

PN =\Y4
=P

(00:11:38):

FRLL, IREEFIFEER. SR, EREEFENFR. ST ESFHI TSR B EiEEFE
o, BENN “BIRER FHHARSE,

[00:11:56] Lenny
English:

I imagine individual employees hearing this of just being involved in the reorg strategy sounds amazing.
Executives and leaders hearing this are probably really afraid and feel like there's no way this can work
well. And so what | want to understand is how do you actually set this up for success? What I'm imagining
when you do this is many people disagree. There's teams people want to join, there's teams people don't
want to join. It seems like there's a consensus challenge where do you wait for everyone to agree? Does
someone end up making a decision? Does it distract everyone from the work they're doing when you're
kind of involving everyone in the reorg? Versus what typically happens, it secretly is planned amongst
executives. No one knows it's coming. And | think the reason they do that is because they don't want to
distract anyone and they don't want anyone to start freaking out until it's like, "Here's the final plan.
Here's what we're doing." So what other advice do you have for people that want to practice this way of
reteaming and reorging where they involve the actual team in the plan?

FRCERIR:

HEBRERR TIAZRS5EAMBRIREAET. ESENASERIXLETERIFESH, REXRE
TR\, PRUEATBNE, MERNABFRIMASINEEHRY? AR IMXFWE, SBERZAR,
BLERMNKRERSE, BEFAMNZARE. XMFEEHLIRRE—REFAEARE—ED? KEEHED
AEIRIE? SRILFFEAS5EAN, SARTHRARNIFES? B2 T, BENMEESENWE T
X, RAMEEHER. IREFSUINXABHNRERRZBOBAZAERS, FMEIULARERR “XERZLIH,
BT ATF" Zasi e, A, WFRERZHAXMILEMRRZSSHRNEALTIBA, REET
LEW?

[00:12:58] Heidi Helfand
English:

There's a book by William Bridges called Transitions: Managing Life's Changes. | have it right here. Making
Sense of Life's Changes. He talks about endings, neutral zone, and new beginning. Ending: you're going
through a change, your team is changing. Neutral zone: the period of kind of liminality where you're like,
"Gosh, I don't know how this is going to go." You're not quite comfortable. You're not quite in that new
reality yet. You're still thinking about what it was like before. And once you're in that new reality and
leaders can paint the vision and picture about the benefits of the new reality and the purpose and why
we're here and anchor to that to try to raise positivity. But once | learned about that transition
framework, going through any subsequent changes myself became a lot easier to grasp and it really kind
of makes changes in any part of your life. | mean, his book is not written about software development or
product development.

(00:14:00):



Sometimes we're going to have a say, we're going to be able to participate, sometimes we're not. And
being clear on who the decision maker is in a change is really important.

(00:14:11):

There's another framework that I really like. | don't think it's in my book, but I've written about it in my
new book, but it's called RIDE. And we had a chief people officer at Procore and she's now at UKG, Pat
Wadors. She taught us the RIDE framework for decision making clarity and it's who's requesting the
change, who can give input to the change, who's the decider on the change, and who's going to execute
on the change? So it's like R-I-D-E. And | googled this for a while; | couldn't find anything on it. |
encouraged her to write about it and | credit her to that, Pat Wadors. She's awesome.

(00:14:53):

So a lot of the times it's like, what's the problem you're going to solve? You have a current state and a
future state and that future state might be up to discussion, but maybe it's not depending on what it is.
You're getting acquired, you're probably not going to have a standup meeting and talk about should we
get acquired or not? No, you're not part of that decision. And then how's the change going to get rolled
out or how are we going to do it?

(00:15:22):

In other cases at the team level, maybe you have a retrospective and you determine, "Hey, | think we'd be
a bit more effective and we'd be able to deliver at a better cadence if we were two teams instead of one
team." And if teams have the ability to talk about that and impact and have some agency into how their
part of the org evolves and change, | think that could be really cool. | think that could be really
empowering. | think that could help us feel more ownership in that company that we're in. It doesn't
always have to be like decision making equals hierarchy or the person at the top. It doesn't have to be like
that.

(00:16:01):

But again, reteaming is hard. Reorgs are hard. You can't lump them all into one thing with, oh, it's all
great all the time. No, it's not. It's not. But anyway, we need to focus there. We got to focus on this people
layer because reteaming is inevitable. We might as well get better at it because we're going to have to
deal with it. If we could just build the software, deliver to the customer, get the product market fit, hey,
have we delighted them or not? If only it could be that easy. No, we have the people layer. So let's focus
there too.

FROCERIR:

William Bridges 53—+ (LEHA: R ANERFEE) (Transitions: Managing Life's Changes) o FATEF
FB, (BRAENET), thiKFITLEE (Endings). XKTH (Neutral zone) FFFFIE (New beginning),
LR MEEERTE, MOVEAEENRT, KT —MQLFHEIRSHEE, (RERE “RW, BARFE
XRBRAAE o (FAKER, BETSHNTNNE, FEBEUFNETF, —BIRENTHIL, 4%
EMAIUBAR R, BTREMENGFL. BRURENATATEXE, HFULAHESRBEARKRE, —BXT
BTN “TEER , RECKHMEENTATERTEAZEMRES, EXMLERTMEEFNEEE
o HEW, MWHNBHARRENEREFRISRAL,

(00:14:00):
BERNEMNELASN, EBSS, ERNTREE. ELEFTEMERREE (Decision maker) FEFE,
(00:14:11):

EE— T HIFEEROER, BAREHNBE, EREETHBE, W RIDE, K7 Procore HE—UE/E
ANFEIRE Pat Wadors (MIRTETE UKG) , #tiE= T 3if] RIDE HESSREFHARR: R AEEE (Requesting).



WERMEEIN (Input). #RREE (Decider). HWHRFTHIT (Execute) ? Bl R-I-D-E, FHIETRAEZILEE
KAB, FIUAFEMtE H¥R, X)ITHTF4, Pat Wadors, #thiRHE,

(00:14:53):

FRARZ MR, KBET: REBHRRTAMRR? FEIRNRFRE, RFREETEETLIYIE, EHEAER
17, XBURTEKBER. ASHKEE, RAgERASFMNERITIE “HINEFZEEWE” , &, RAEBRT
REBI—E D ARREENMEET, HERINEELM.

(00:15:22):

FHEMERT, ZRMNEE, WIFRIFNEBS, ARHE: 1%, ZEFUORENFEMIENMAZE—
™ HNEEERER, INNEIEH.” NREANEREIIICXLE, HtiIFES IR EEMEE~ERN
MBEEN, REFPRIFEE. HRESHIFEEMWER, EEPRNELDTBRIESHNEABR. REH
FERERTRAGEXRSEIBNIAN, F—EIFFBE,

(00:16:01):

BEiEnEk, AREARYE, RWAREE. (RRERBENEEK, BT ‘B, 2RI « &, FE
FAEmtt. BERMA, HMNFEXEIRX—Ro BITBAXEXDN “ARE" , HANBANEHZRTEERE,
BNAHFEBEEY, BAFENBREEENE. MRKNEIESRBE. X7 m. 8E PMF, EEEFRAL
Fb, MREBBARRMGT 7o BRT, BMNBEARE, FIUBRIMEFXERE,

[00:16:37] Lenny
English:

On this transparent collaborative reteaming, final question here is just would you recommend time
boxing this so that it doesn't suck up everyone's brain power for weeks and weeks and weeks? Or is it
very dependent?

AR ERIE:

KFXMEANEXHIEIAES, KE— 1 REE: MSEMIRENERSE (Timeboxing) 13? LIREES/L
FE#ERFIB ARG, ERIRXEUATBIEER?

[00:16:48] Heidi Helfand
English:

Yeah, you got to time box it.

R EE:

R, RIS TE B IE]RRE,

[00:16:52] Lenny

English:

Okay. Is there advice you have on how long?
R EE:

FH. RFHRKIMFBHAZND?



[00:16:53] Heidi Helfand
English:

Make a schedule biased towards shorter as opposed to longer. You don't want to deliberate on this
forever, because especially as you include more people, it can be distracting. So you want to proceed as
expediently as you can.

FROCERIR:

HIE—MART “48° MiF “K° HHEER. FARKTITIETE, AALHRIESS5AMIESHE, EaitA
70 FRLMRER A sEd Rt e

[00:17:10] Lenny
English:

Okay, let's talk about the types of reteaming. This is kind of the core of your book and we haven't even
gotten there yet. So you've identified there's five ways teams change. Can you just walk through them,
help people understand what they are. And then also, we use this term reorg a lot in this conversation. |
think that's the way most people think about change. After we go through this list, what does reorg refer
to when it's maybe from the perspective of these five ways of teams changing?

AR ERIE:

97y, ILFEATRIMIPENEZARILE, XZIRBPRZORS, HITELWEINR, REE TEMNEMNEMA
Ro MMEEFARIE—IB, BAKEBRENZMTAE? Zih, RMNEMNEFERERT “Reorg” (HRZEMIFAZE)
XNME, BAEXBASHARNTHIER, ERITIEXNIIRE, MNXEMEARECARXNAEERE,
“Reorg” EIEIEREMTA?

[00:17:32] Heidi Helfand
English:

Sure. Okay, so the five patterns of reteaming. One by one, someone joins your company or someone
leaves your company, grow and split. It's a growth pattern. Teams grow bigger and then they split into
two or more teams. Opposite of grow and split is merging. Sometimes two or more teams merge
together. It's more of a shrinking pattern. We might be seeing more of this these days as companies
downsize. Things merge together and consolidate. Isolation is, or innovation by isolation. Start a new
team off to the side, a beneficial silo, give that team process freedom, great for catalyzing new product
lines within your existing company. Also great for emergencies and they just happen anyway if we have
incidents and people have to come together, solve an incident and then go back to their teams. And
switching. So switching is moving from one team to another team. You can do this at a variety of
cadences, short term, long term.

(00:18:36):

And then difference between a reteaming and a reorg. | think reorg is a word that has very traditional
baggage and connotations. And when | was writing Dynamic Reteaming, it just didn't feel like an
appropriate word to use for, well, Sue is looking to learn a little bit about how our web operations work,
she's going to move to that team. It didn't feel appropriate to call that a reorg because Sue's moving and
switching from one team to the next. | think reorg again... Reorganization is a traditional word. It implies
on the large, it implies top-down changes that you have say no. It's something different than what |
consider reteaming, which is these five patterns that happen at different levels.



FRCERIE:

179, BIAEAM AR

1.iZ—1%# (Onebyone) : BAMAATHEABF AT,

2. K 51F53 (Grow and split) : XR—FEKIEN, FMMETKR, AEHKRIRHETHESE.

3. 8# (Merging) : SHEKFEDER. BNBIHEZHANGHE L. XEZE—MREEREN, NERES
NRFES, KNI BIESXMER, EMEHHES,

4.FR& (Isolation) , =& “BIRBEHITEIH | EFLEI—NHEA, —D “BmONS" , BFix
FARIZE R, FEEEERNERRREERT M. WERTEIRERN, tLNRESFH, AMBRBE—
EREREE, FAREEIEBER.

5.1 (Switching) : BDM—HIPABSHEIS — 1B RAILUAEZ M Z=#HTT, FEHEMNSKERN,
(00:18:36):

EF “HEIPAEAH" (Reteaming) 1 “RiFIAE” (Reorg) WEXFI: FHIAH Reorg B—NHHEIEEFHEMMN
WiREIE, HHE (EhEHEAER) B, REFAXMEARER “Sue BT HE—THAIB Web ZER M@ I(E
Y, PRIASERZIASEN” HAEE, 18 Sue EIPAIMHIR A Reorg B TEARIF, Reorg (Reorganization)
ML, ERREANKR. BLEMTFHEE, RETKBLEN. X5FKMIANN “HNMNER" £
[, EERAEERERRIIX AR

[00:19:30] Lenny
English:

Awesome. So let me just repeat back these five. So one by one, basically people joining your team,

leaving your team, something very natural. People do all the time.
R EIE:

XiET. UBREE—TXEM. BER "B , BEELMEEAMANBEHIFHE, XREA, AR
—HAELZR,

[00:19:37] Heidi Helfand
English:

Your company.

R EE:

ERHAE,

[00:19:39] Lenny
English:

Or your company, yeah. Growing, splitting a team gets really large and then it's like, okay, let's just split
this into two, focus them on specific things instead of this one team trying to cover too much. Merging
teams, the opposite of that. Isolation. | want to chat about that one a little more where you just have a
team off to the side and they're just dedicated to something that you find really important. So with
isolation, you have this awesome story of your time at a company called Expertcity, which turned into



something people know most likely and ended up being a great outcome because of this reteaming into

an isolation team. Could you talk about that?
R EIE:

HERIRHNATE, ’iE. ARR “WEKE5HFD" , HNERIFEREKR, ARREHFRKMT, DT ITRES
5, MAR—THMEREXRSZ, EEE "aHHEN" , BRENRE. &EE RE , FESWIXD, 75t
RMMEZLIRI—THEI, EMARMIANIFEERNER. XTRE, R Expertcity 2B —RIEEHE
F, BRLBEREN TAREARFNRZF, FERAXM TREE" WELAHSRE T BERBRT. R
RERIEIDAR NP2

[00:20:14] Heidi Helfand
English:

Yeah, so I've been at different startups that have grown bigger and one of them, | was the 15th employee.
| started as a web editor and became an interaction designer. And we were going to change the world and
it was very exciting. We were in Santa Barbara, California. So the company's called Expertcity. And we
were working on our first product, which was a marketplace for tech support. So imagine you have a
problem on your computer, you can go to our website and then you can select an expert to see and
control your screen to help you solve your tech support challenge. And so we had the screen sharing
technology that we were inventing in the company. We had the web-based software to manage the
interaction between the customer and the expert. We had the experts. We had in-house experts and then
the vision was global worldwide experts. You were going to be like this marketplace, this eBay of services
is what we talked about in the early days. | was really into this.

(00:21:17):

This was my first job in tech and | became an interaction designer working on kind of front-end Ul flows
with engineers. It's actually before the word interaction designer, my title was navigation designer. We
made this up. So | was very into... It was before the words like UX and other things. People were talking
about information architecture and other sub-genres of design. And we had individual offices. | had all
the interaction flows on my walls. | was really into the words and one day | was in there and we were
working on a new flow. We had all these hopes and dreams for this product and the CEO came into my
office and he said, "Heidi, stop working on the marketplace. We're not going to do that product anymore.
We're killing it because nobody's buying it and made six bucks or something last month." And he said,
"Go to the beach." We were by Santa Barbara. I'm like, "What do you mean go to the beach?" He's like,
"Well, | don't want you to start any work that you're going to have to maintain later as we figure out our

next step." And | was like, "Okay."
(00:22:29):

| remember that day and I'm looking around my office and all these flows on the walls. So really these
were domains like domain-driven design. It was all these web domains and which user interactions were
going to happen and all these hopes and dreams and it was the first time in my career where we were told
not to work on something. It wasn't paused. Some people say, "Oh, we're going to pause this," and then
they never get back to it. This thing was like [inaudible 00:22:59]. And | didn't get it. | just didn't get it. |
cried, | acted out, | sent this email like, "How can we kill the marketplace? It must live." It was quite an

experience.
(00:23:14):

But then, and | don't know what the timing was, | was invited to be on this team off to the side and there

was market validation going on. Our founders and product and others became students of market



validation, Four Steps to the Epiphany. So we had built this thing, we spent all this time on this
marketplace, but nobody would buy it. And so it was like do or die. We had to shift. This was before lean
startup. So Four Steps to the Epiphany was the book, it was the manual, it was guiding the way. And so
there were people that had a ton of conversations with potential customers about this new thing that we
were going to build.

(00:23:58):

And so | was invited to be at this team off to the side and there was a small team and we didn't have to do
waterfall software development. We were freed from that. We were liberated from that. We got to work in
other ways. And | remember working with an engineer and we were figuring out how to create a forgot
password flow because none of these patterns existed back then and we got to do this stuff. We got to
deploy more frequently and the product was called GoToMyPC where you could see and operate
someone's computer from a distance. And that was essentially the pivot that | feel like saved the
company. Later we went on, we got folded back into the teams and we built GoToMeeting and
GoToWebinar as a technical project manager at that time. So taking a team off to the side, giving that
team process freedom. They didn't want us distracted from the drag.

(00:24:58):

When you're working on an existing product line, you get this cadence and it can become a mature
cadence. Maybe people work in two weeks or one week now, but when you're working on something
new, you need faster iteration loops. And our founders knew that need. So it was a privilege and | was
delighted to be part of this other team and it was really, really exciting. So then looking back over the
years, | was like, yeah, isolated teams, beneficial silos. Again, it's going against green of what some of
these books say, oh, you want to desilo everything? No, sometimes there's a reason why you have a
problem. You want to solve the problem. This was like, | mean, was this company going to go under? |
didn't think of those kind of things at the time because | was just super into the work and very passionate
and motivated about what we were building. But yeah, isolation pattern came up and we used it at
another startup as well ever since.

(00:25:59):

So yeah, that's the story of Expertcity and from my perspective. Ask different people at different vantage
points, but that... If we would've stayed within our teams and we would've had to develop with pixel-
perfect mockups done in Photoshop like, "Here you go," | don't think we would've been fast enough. That
was not good for the innovation that we needed. So it's also like innovation by isolation. It's good for
emergencies. | was at another startup, we had performance issues with our first product. People left
teams, brought a consultant in, went into a conference room for a couple of weeks, figured out some
major changes that needed to happen, solve them, went back to the teams. This is not a new concept.
The Chicken McNugget was saved by an isolated team, SWAT team.

(00:26:57):

There's a book called Teamwork. It's an old book from, | think the '70s, | have in my bookshelf here, and
there's a story of the Chicken McNugget that you can read about where they brought in a consultant and
had a very small team who worked in a different... They didn't work in their same plant where they were
developing the product. They worked in a different plant. They reported straight up to one of the
executives at McDonald's. And yeah, the Chicken McNugget lived on because it was like having challenges
in the test marketplace in Indianapolis. So we didn't make this up. It's just like some of these things are
kind of like, "Oh, it's like a noticing," and then you're like, "Oh, that's pattern." So it's collection.

AR ERIE:



B8, IR TETERCIAE, ER—REEE 15 50T, HRVEMIIRE, ERKTREIRIT
o FHAVHIBAZWR, PIFELSANET, RFEMMEEEHN, M Expertcity, FHNZHBIEME -1
m, ' TRAXFTT. BR—T, (REVEME TEE, R LR, EF—IER, LWEEH
ERIRNRER, BIRERARAER, FIURIMNARRRATREHERAR, ARTEETEFRS5THKERR Web X
o HMNBER, RVIZAMER, BEREEMER. RITRMAXMTT, MEFEERIIITIER “BRSS G
15 eBay” o FHBIIFERN.

(00:21:17):

XERERATUMNE M IE, TATRXEIRITD, MIRM—ERREEURE. EXE KEIRHD
XMEARITZA], HAKAIR “SAULIHITT , BRHRNBEEI. RINIEERE - BPEE UXFiaCHIZ
a1, AERIEE BB AR FAN. HNBRINDAE, BEMKETREREE,. HIFEESRLE
A, B—XR, READNRERRT—MRE, RMNWXMTammR T HEMNER, CEO EXARNNLAE
W “Heidi, R IHZT@mT . HITRET, RINBRIEE, BAKRAZE, ETBAWRT 6 REER.”
fthist: “EDMIIE,” BNMEREBEIDEN, iR “BIVREAARR? 7 ik “BAFEMRAREMA
MEERNFEAFNIE, RINBAEBERT—P.” HIUOA:  “WHFE”

(00:22:29):

HIZHBR, BHFANAE, BFLEEREE, XEHLMIMN, METAREDILIT (DDD). £2XEE Web
&, BRARE. RENPHE, BERRUVEEREIRENFZMESGS. T2EE, BEAR “RIE
HEXN , AERMBERTXT. XTEEERE. RINTER, T2FEBF. HRT, KRABE, HX
BRI “BATEARRIREX AN T? EXAEE! 7 BER—BETHER.

(00:23:14):

BEXR, HRNERRREMHAMEKRT, FHBBFMA— “SHE” , HREEHITHHEIE. HiIIAER
A F@mARTEMAZRE T HHRIENFE, F3 (GIENENPE) (Four Steps to the Epiphany) . Al
BT XAZHEZRLIX T, FZAE. FRUBREXFTHRZ, HiIBMEE, BEE “HFmell” &
72, (MENENTSE) MERKNOFHR, E515A0. YREASEBEESA#ITTAENE, WHeH(E
AR,

(00:23:58):

FREBBIBMAZXNEZEN, BE—NNE, FHMNFEBEEEHNRGT L RITMPERHR T HEK,
RIGTBER. HMNUEMARAIE. RISFH—IMIEM—ERROALIR “TiEZn” R, AABRRTESR
BEXERN, HNFECER. KTAIUEMEMEBE, B~ ml GoToMyPC, {REJLUZEZERFRIERA
RUEEM. XER EMEBIIANEYRT QABREE, G, BITREHEKREN, RINEERATEZE,
&Y GoToMeeting #1 GoToWebinar, FrlA, #8—1HAEI—E, SMITRIEEBH. MINARILENRINE
BB BUER .

(00:24:58):

SRR FTIMENT AN, MRERENTR, BAEE—THRANTR. IFREANRURAEAR—AN—
NHRIER, EIRFAMAAN, (RBEEERFERRER. HMBLIBAREXMER, FrABIE—ih4T
I, HRREZEMABIENN -5, BENEBELSANE. MUSERRELE, HRET: 28, REHE
A, BmilS. XBREET —EBERN W, REEGFAENAR” . X, ERNSNFEREREN,
EARERAERR, SRATHIRERAG? ZWELKERAZ, BART2RELEFR, WRIETHE
MARARRAAR. B&HE, “WBEEL LIlT, MBUEHRINES—KIEIAFEATE,

(00:25:59):
XThE Expertcity WE, ELEMENMNARE, RFRRMUENATRESERAREE, B MRFKAVEBE
JREIRA, 7F Photoshop MG EAFTENMBITE, AR “GIF , BUEBBRITBERRAER. BAFFE

MNFEBHEIHF. FIUXBE “BIREHRITEH . EHERTERRR. HES—KRILIQFN, F—1F
mb I T IERERE. ARBHARER, BRI, FENEEFT/LE, RETEEHITHEREE, BRT



B, AREEEIREA. XHFABTAFES. E5R% (Chicken McNugget) M@ —MREHEA. —
“bEFdhs\eH” (SWAT team) 1EKFHY,

(00:26:57):

BB (HANETE) (Teamwork), B—ZA 70 FANES, MAKNBRL, EEmiHTRREHHSE, 7
AILLERIR MIEREIR, A27T—1EE/NNE, ERE. A EEF~RmE—NI IF,
MEER—TL . tIEZERZLFTHN—USELR. ZREF/UES, BRRNEENELWRFEEINIR
HIZBE T bk FAAXAZRNLZPBEYN, RAZELEEBEMER “—MUE" , ARHRILI B, BE2—1
B o X2k,

[00:27:39] Lenny
English:

There's this idea of a startup within a big company. Everyone's like, "Oh, it's just like the startup within a
big company. We have all the resources that we need. There's no less risk, but we can innovate and try
new things." Rarely does it feel like it work out. You're sharing stories where it does. Is there anything you
found or any advice for how to actually be successful in this idea of having a team off to the side doing

something innovative and different?
FRCERIE:

B—MiEN “KATRAMAIIL AT o KREWR: B, IMERQBTENEWATE, HIMNEMEFEN
R, KEE/D, BEANTATUEIFHHZIHREY.” EXMENRIDERS. ROZET —EIINEN. XFM
RIRINEEXM “ZSXCUFEN" , FEFARKISEIND?

[00:28:00] Heidi Helfand
English:

At AppFolio we did this. So there's a company called SecureDocs; it branched off into its own company
and it was just acquired, | believe in 2022. When SecureDocs was happening, | was not on that team. | was
on the other teams and | was watching, and again, same pattern. A team was created off to the side and
they were given process freedom. They worked in more of a daily sprint style as opposed to the two-week
sprint style that our other teams were doing at the time at early AppFolio. And so, one, isolate the team or
put them in a different area. We could still see them. We were in this big open room, but it was their team
area. | mean we had these impermanent walls between some of the teams. It was their region and they
claimed it and they named themselves.

(00:28:58):

And so, one, separate location. There's another story in the book about a team that incubated a product
idea within Citrix and they were in a garage of all places, so they were really isolated. But just put the
team in a different region, make it that area. That's number one.

(00:29:17):

Number two, tell other people not to disturb this team. That's key. And hearing it from a leader is really,
really important. No, you're not going to pull them into something else. They're working on this other
thing. So people need to shed their skin of the other things that they're working on. If you take a bigger
picture, kind of forest through the trees picture, you want people pairing and switching pairs so they're
not single owners of the system. So when they have an opportunity to do something that could be really
important to the company beyond one of these isolated teams, they can fade out and not be the only



owner that has to transfer knowledge and then field questions for two years on how that system works.
You want to build this redundancy in your teams. So that's like if you really want to plan ahead, do that
first. Have that as part of how you operate, building this team redundancy and switching, because then it
frees people to not be the only owner of a system and chained to a system.

(00:30:15):

And so isolate them. Tell people not to bother them. Do pairing and have shared ownership so it's easier
for somebody to switch into something like this. Process freedom. Again, they can do things differently.
Ideally they report up to someone that really has decision-making authority and decisions won't get
reversed. Or they have to go through some complex web of like, "Is it okay if we do this?" No, you need a
clear decision-making structure. They saw that at the McDonald's case study as well, which is not in my
book, butit's in [inaudible 00:30:52] book called Teamwork.

(00:30:53):

And then that group, having that senior leader that they report into, getting the clear lines of
communication there is also really important. So not having this heavyweight bureaucracy of, | don't
know, quarterly business updates where everybody's making a slide deck for two years before they go to
that meeting, trying to relieve the team of things like that and make it lighter.

(00:31:25):

And some of these teams, like SecureDocs became another product at AppFolio that was very, very
successful. At one point, | think it was before we went public, it branched off into its own separate entity. |
think maybe they shared a board member or something. | don't know how that worked, but it became its
own entity. SecureDocs became separate and then it grew from there. And then it became this wonderful
successful product that was recently acquired. People come and go at companies and companies grow
and change and morph, and that was one case of departures that it's like bitter, sweet. You're happy for
your friends and colleagues say, "Oh, he's going to be a CTO. He's going to be the CTO."

(00:32:14):

There's this entity. | remember visiting their office in Santa Barbara. It's great to see your friends succeed
and thrive. And we developed other companies in that way.

AR ERIE:

FA17E AppFolio MX##Z. B—ZKM SecureDocs FIAE], ERVZHIFLEFRH, RICFE 2022 FNIEK
Mo SecureDocs BRIZAY, FATEAMHIFA, HEEMEANER. BB EZLRI—TEPR, 4Hitbf)
MiEBH. tIRANEERMHR (Daily Sprint) &R, TMAZ XS AppFolio ELEPAR BRI & i RI&R
o FRLL, %—, RBENSHBHITRERRNXE, KITEEEIMI], KRBE—ITANABRTEE, E
BEMNNEBXE. RITERAMNZEE—LIGETREE, RS, ti1acaa.

(00:28:58):

FRLL, B—=YEAENSR. BEXE—NMIE, HIE Citrix REIFL— 1T melE, BINEARTEEE
BT, FRIUMTEERRE. 22, BEMRERENXE, YWEZTBIM, X2FE—R.

(00:29:17):

=, HSFEMAREITHXME. XRXE, MAXERAASERERIFEERE: “F, (RAGEIEMITH
ETFH0, NEBRS—HF." FMUANBEERFLEMITENRE, NRMEMKBLE%, BiE “ME
WK, (REFBERFKHITENHRE (Pairing) HICIREY, XERFEHMAKNE—FIEE. XFELHM)
BNSEZM—ENARFEEEZNFBN (ELMARSER) , I LUARERNRA, MASRENZHE—IA
IRABEEMA R ER EISEMEIE R, REERAFRIIXMITR. WRFBRANL, kMX—F,
RBEENZEN—ED, BIFATTRANLEIG], HAXELRTRAREDNREHIT



(00:30:15):

FRUL: FREM]; SIFBIAZERMAI]; SEITENMEZFREN, HEARYIR; LMUITRZEEH, LML
BARNARME, BRBERLT, tNEZERNEERERENOALR, SFRARUAFSRER, EFFEZ
WEREARER “HIEXABG? * (REEBMBRREN, EHFZHRFPHERTX—<, 8RR
EROBE, BEREMY (FANEE) BHER.

(00:30:53):

sy, bz MAR—IEAARILHR, BZILAHFABRENIFEER. F1EEPHAENEREN, LilE
FERNSEH, AREASFIELRENE PPT, EREFEFMNXMHE, iLRIZEREENK.

(00:31:25):

Heh—L£EPA, Lbdl SecureDocs, [E3KM T AppFolio i FIFE IR . HKIZTEAT LT, EDIFRK
TIRIBIKAK, WIFMNHEZEEESRRAMTAR, RFBEREMKEIE, BEM TMIIKK, SecureDocs Mi/5
FHAHR, &REART —MIFERA. RIENEBEH~@m. AREAREELE, ATHBEMK. HEHE
T, BROFMERERSFNES, MABRKMBEEREEN, W B, tEEMCTOT.”

(00:32:14):

BPOERAEMER) L. HIBFEIMNNEZEBANDAE, BIRRNKRIIHEERKERNRE, HilHUX
MAEESF T HMAE,

[00:33:27] Lenny (Sponsorships)
English:

This episode is brought to you by Ahrefs. Many of you already know Ahrefs as one of the top tools for
search engine optimization. It's used by thousands of SEOs and companies like IBM, Adidas and eBay.
What you may not know is that there's a free version that was made with small website owners in mind.
It's called Ahrefs Webmaster Tools. It's free and it can help you bring more traffic to your website. Ahrefs
Webmaster Tools will show you keywords that you rank for and back links that you can get. It also
performs automated site audits to find what issues prevent your website from ranking higher on Google.
Every detected issue comes with a detailed explanation and advice on how to fix it. Visit ahrefs.com/awt,
set up a free account, connect your website and start improving it. That's A-H-R-E-F-S.com/awt.

FRCERIR:

AEATSE A Ahrefs 281, {RITHBFSZ ABLRHE Ahrefs RIRMIE RS |1 EM L (SEO) TEZ—, T LA
B9 SEO TR IBM. [lEAHH eBay FATEEMBAE. ROEFFENZ, EXE—NEIIH/NERLE
FRrE &I %R ERA, M Ahrefs Webmaster Tools, ER2HE/, BIUBMFANIEHERELZRE,
Ahrefs Webmaster Tools & £ RFHEE B X I8 U RIREI LIRS EREE. EXSMITEMNMAIMIEEIT,
PR IRMULTE Google FIRABERHIBNRAR. S MQNEIR AT IFANBRBENEERIN. HiE
ahrefs.com/awt, FMEEWF,, EZRHMILH BT,

[00:33:43] Lenny
English:

| feel like to me one of the most important ones you've talked to. And this is having an executive
essentially sponsoring this team and supporting and protecting it versus some managers just like, now
we're going to go do this off to the side, because otherwise no one's going to really take that seriously.

AR ERIE:



RFMIREINREEN—R 2 BB IS ERAMEMBEMX M, ZFHERIFE. MAZ/LTEER
A “HMBEEZAR/XDY , ANORGESERR, RAZSEE,

[00:33:43] Heidi Helfand
English:

Yeah, | think that's really, really important. I'll also say that things don't always succeed a hundred
percent. I've seen isolated teams within companies where someone has the opportunity to sell
something, they talk to their friends who are the engineers who build the feature for them, but then it
leaves something for other people to maintain later and they weren't involved in the decisions. And it can
be a big mess for all of these patterns there. It's like kind of like balconies and basements. You can screw
it up too. It's not all stuff is hard. That's why | like to lean into it and I've written about it. Things take
effort. The tree is going to drop the leaves and you got to sweep them up. Everything takes work and
effort.

AR ERIE:

BW, MANXEBEEEE, RBER, BEHFEERESZERY. BIEATRNBHREE, BAE
Mg —ERA, WIRIRRMBAEEMRNF LRI, EREE THERFANZILRLEMRSSRRIIAR
dEip, XERNVERAFHRITEMAFMT. Xaf AESHTE" BXR, MEERAERE. HTAEMES
BERIRME, BRERERN. XMBATAREWRNMAATHFK. NEHLEFES I, MIEH, (FEHE
Ho —UIEFEEM .

[00:34:33] Lenny
English:

We've talked about the isolation pattern. | thought it'd be good to talk through the rest of the patterns

real quick and share maybe one or two tips for how to be successful or make it work well or better.
FRZERIE:

HIMNELWE T “RERL . WRGERTHIMERBREI—E, HPE—RNEMRIBOAR NS
REE.

[00:34:45] Heidi Helfand
English:

Sure.

FROCERIR:

N o =)
/ch—’.lﬂﬁo

[00:34:46] Lenny
English:

Before you start, actually, | think | missed a nuance and you corrected me, but | think | missed it, which is
for the one-on-one pattern, it's actually describing joining the company specifically not joining a team. Is
that right?



AR ERIE:

ERFRZE, EXHENARET AT, RYET R, BRARTETSER: XT "Z—18E" &,
ERFFEZEMAN “AF7 MABMAED “BFA” , 415?

[00:34:56] Heidi Helfand
English:

Yeah. And in the book it might be a little blurred because this is like some of the... Switching and one by
one sound very similar, and they do have some Venn diagram overlaps, but I'll distinguish them as | talk
about them.

AR ERIE:

. EREAREREKEM, Fl " M BB TERREG, SlHEE L&, BRITIHE
BHBEENX S FF.

[00:35:11] Lenny
English:

Cool.

R EE:

89

[00:35:12] Heidi Helfand
English:

So one by one, someone joins your company or they leave your company. So the tip with one by one is
when someone joins, help them feel a sense of belonging, and you can do that through not having their
first day be them sitting over there alone. You could have someone have a first pair. There's a chapter in
my book about onboarding. This is in the space of onboarding. Also with one by one, when people join,
you also need to pay attention to the people who are already there and it's good for them to know when
someone is joining the company; that it shouldn't be a surprise. So visualizing the hiring and the
opportunities is something that | think is a really good idea. It could be challenging for someone if
somebody joins and they become their manager, but what if that person wanted to be the manager and

then they brought in someone from the outside to become the manager?
(00:36:08):

So you need to pay attention to the new hires that are joining, help them feel a sense of belonging, get
them to talk about themselves, which is said to increase their sense of connection and retention. There's
some research in the book The Culture Code by Daniel Coyle, which talks about that. But then it's also
important to coach the people through change that are already at the company, especially if they weren't
involved in the particular decision, bringing on this new leader that comes in and brings in all their
people. So you got to pay attention to different people.

(00:36:45):

Grow and split is a natural thing that happens when you're like startup scale up and growing bigger and
bigger. The first team probably grows bigger and then splits into two or three. So when the team gets



bigger, facilitation and communication tends to break down. So some signals that teams might bring up
when they feel like a change might be helpful is the meetings are taking longer. You're in that case where
it's harder to make decisions. It was easier when there were like five of us, but now they're 13. The work
becomes divergent. They're working on this one thing, they're working on something else. No one's
paying attention in the standup so much anymore because this work has diverged. And those are a few of
the signals. And then someone typically brings it up. If you normalize the idea that it's okay for teams to
have input into their future structures, maybe they'll bring it up and decide that, "Hey, it might be better

if we split."
(00:37:52):

Sometimes splitting though can create dependencies that weren't there when you were together as one
team. So you inherit other problems or you might inherit challenges like, all right, the team decides it's
far effective if they split into two or three, but we just have one product manager, we just have one
designer. We just have one person who helps us anticipate quality challenges. So it's a lot of problem
trading when you do a lot of this stuff. Like anything, you have a challenge, how might we solve it? Well,
there's option A, option B and option C. So that's grow and split and it's very common | think when your
company is growing and changing, kind of like that.

(00:38:37):

Merging is the opposite of grow and split. Two or more teams combine together. Or at a higher level, a
company acquires another company and then there's a merging that happens. So merging | think is
related to when companies downsize or shrink, things consolidate, come together, or again, when at the
company level companies combine, one acquires another, gets acquired. How that goes down varies, but
there's this concept called panarchy that | write about in my book that a lot of these changes is changes
at the individual level, the team level, the team of teams level, department level, the company level. So
yeah, merging. So there's a business decision that the companies merge together and then changes
might ensue.

(00:39:28):

So maybe the company wants to get ahead on building and having another vertical in their SaaS
company. We acquired a company at AppFolio to bring us faster into workflow software for law firms. So
we acquired a company based in San Diego, and that got us a couple of years ahead. | remember one of
the leaders saying that. So again, we weren't involved... | wasn't involved in this decision as an IC at the
time. So it could be a business decision for merging at that level. It could be that people leave, there are
departures and teams and responsibilities consolidate together. That's merging. So it could be that kind
of shrinking that we're seeing. It could be that the company is having one leader instead of three and
there's a consolidation and the teams kind of merge together. So it's the opposite of grow and split.

(00:40:23):

One activity | do like to do with teams that merge is called story of our team. That's in chapter 13 of the
second edition. So with story of our team, each team makes a timeline of... They stand in order of when
they joined their team and they make a timeline with milestones of when they joined their team, when
people left, and significant events and things they created that they're excited about and that they're
proud of. And that they branch together with their newly merged team, and then it's good to get a shared
sense of history. So you have these teams or companies that come together, they make shared timelines,
they share their milestones and things that they built that they're proud of. They tell each other about it
and then they have a sense of like, "Wow, we didn't know that. Oh, | didn't know that you had built a
system like that. We did too." Or, "We've never built anything like that. That is so cool. What did you learn
from that?" We get to learn about each other and then we're together. We're like, "All right, we're this
merged entity now. What's next?" Looking out to the future so we have the same shared vision. So | love



doing that. There's different tactics you can do before, during, and after each of these patterns. Yeah,

that's merging.
(00:41:46):

Isolation we talked about before. Put the team up to the side, give them process freedom, have them
report up to a decision maker, tell the other teams not to bother them. Let them work at the cadence that
they want to work at. That makes it easier. If you are doing a short-term thing, you got to work it out with
the larger entity so you don't create something in isolation that other people have to maintain. There's
ways that this can be messed up.

(00:42:15):

And then switching. Switching pattern is really tied to learning and development and fulfillment. It could
be that you want to work with other people. Like forming, storming, norming, performing, Tuckman's
model, he forgot the phase called stagnating. Sometimes it feels like we're in a team for too long. We're
tired of working with these people. We want a little variety. We want to work with that person over there.
Or maybe we want to work on a new system. We don't have the opportunity to do that in our current
team, but what if we could work on that system over there with those people? It could totally refresh us. It
could be like having a new job within our same company. It could extend the lifespan of the amazing
employee in your company. So switching is tied to that kind of fulfillment, which is one of the reasons
why | made it separate from one by one and tied that to the company.

(00:43:11):

The other thing with switching is that you could create safety nets in your company through switching. |
just wrote a newsletter post about this yesterday because maybe we're going to have some more changes
this year. Maybe companies are going to be hiring less. | don't like the thought of companies downsizing
or having layoffs or anything like that, but | think to myself, well, have multiple owners of a system. So not
only one person is that tower of knowledge that owns that one system. There's some stories in my book
where | interviewed Richard Sheridan, who is the chief storyteller and co-founder of a wonderful
company called Menlo Innovations in Ann Arbor, Michigan. They built their company Menlo to have
people work in pairs. Not just the software engineers; team members work in pairs and they switch pairs
at a regular cadence. And you know that when you're joining the company because you're involved in
some kind of pairing. So there's parity from when you're interviewing to when you're at the company.

(00:44:14):

But switching also helps build that knowledge redundancy in your company. A little more about
tolerance. So if someone leaves, they don't leave with all the information in their head. We had that. At
that first startup Expertcity, we had some single owners of systems and when they left, it just becomes a
challenge and a setback. And at AppFolio we shared a founder between the first startup and the second
startup. Many of their early engineers from that first startup went to the second startup.

(00:44:50):

| was 10th at AppFolio. | was 15th at Expertcity. So we wanted to work together. So it was that global idea
of switching one by one or similar. But anyway, at the second startup we had the chance to do things
differently. So we had pairing and switching pairs and test-driven development. We had help to do that,
but this kind of redundancy built safety into our systems, especially when AppFolio is processing a lot of
rent payments. There's a lot of money. There's ACH going through. Those are critical systems and it's very
important that things are safe and secure. You don't want to haphazardly switch people around. You can
screw this up, again, that balconies and basements concept. You don't want somebody over here, they
will switch every two weeks and have no say in their team. There's ways to screw all of this up, but there's
other ways to do it well.



(00:45:48):

| remember when we were at our first team at AppFolio and we did a grow and split. It grew and it split
into two or three teams. | remember there was a loss for some of the engineers who wanted to pair
program with some of the other engineers, and they started a regular rotation themselves from one team
to the next, and that brought fulfillment. It brought joy. | mean they would see each other in the
workspace every day, but they wanted to work together. It brought them learning joy and fulfillment, and
| love that. For those who are like keep the team stable and the same forever, I'm like, "Well, what about
that?" It brings me satisfaction and joy when | see my colleagues. It's like autonomy, mastery, purpose,
like Dan Pink's book Drive, when people are really given some agency and the opportunity to work a little
bit differently than maybe that traditional boxed version you might see on my bookshelf. You can really

create not only products that people love, but companies that people love and want to be at.
FRCERIE:
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[00:47:03] Lenny
English:

All these stories of team changes and reorg, it made me think about a quote that one of my managers
always used to say about reorging and changing teams is that there's no perfect org structure. There's
only the best idea you have at the time for what the org could be. And then there's the issues with that
org that you identify as you're putting in place and then set up processes and systems around to try to
catch that dependencies, as you said, or overlap of ownership. Is there anything along those lines that
comes up of just things you found of just like, there's never going to be the perfect way to do it. This is just

our best idea at the time and here's how we deal with the downsides of this approach?
FRERIE:
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[00:47:41] Heidi Helfand
English:

Yeah, | think there's a lot of wisdom to what your manager said and your colleague there because yeah, |
mean as time goes on, conditions change. We evolve and change. We're subject to different influences.
COVID happens. We weren't dealing with that 10 years ago. We grow and adapt and morph. We try to get
together and make the best decisions that we can when we're faced with challenges, and a lot of it is
problem trading. We have this challenge today. We decide, oh, there's a few ways we could handle this.
Pros and cons of each solution. It's like the Toyota Kata, like grasp the current condition. You'll experience
you have challenges. What's the next evolution or the next target condition? How might you get there?
And then you're there and you're like, okay, grasp the current target condition. What's it like? What are
you experiencing? Oh, we might try this. We're always transforming from the current state to the future
state.



(00:48:54):

So to that, | would ask people, well, how do you want that to be? And how do you want to show up and be
as a leader? You want to just be like, "All right, I've got to get this done. The reorg is done by an email and
we're just sending it out, or this small team change. And here it is; it's done. Goodbye." Or is it a little bit
where you get people's input? And that in itself, you got to weigh what you're dealing with, again. But |
like to think about that. What kind of leader do you want to be? Leaders need patience. It's hard to be a
leader. It's challenging, but what kind of an environment or vibe do you want to cultivate in your teams
and what do you want the people to be like?

(00:49:42):

| have a degree in teaching English and applied linguistics, and | remember studying Paulo Freire and
other educational problem-posing methods of education. We have these teams that solve these complex
problems and challenges and build these really cool things for customers. Let's involve them in some of
the org decisions that are going to be part of their daily life. Really, you like that idea. Again, it's not
perfect. You can't involve people on everything, especially if they're wide-scale changes that you just
can't.

FRCERIR:
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(00:48:54):
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(00:49:42):

HEREHFNEABESFNEML, RIEBHARIRT - #3KE (Paulo Freire) MIEHMBEHH “H-IREH
& o BAHEIAERRE P, AR MEEIZEIRA, BATARLAENS SRS mEIBEEE
FLURRFIR? HRA, XHATR, (FREILFIBEAZSSMESE, LEERELEZATFRHAMEEE,

[00:50:19] Lenny
English:

Along these lines of doing things badly sometimes, you have this whole section on anti-patterns of
reteaming. | think there's about five of them. I don't know if you have these all top of mind, but if you do,

I'd love to hear some anti-patterns.
FRERIE:
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[00:50:34] Heidi Helfand

English:



Yeah. Well, one of them is people always think that reteaming is, you have a pool of people and you're
assigning them to a bunch of different projects like, "Okay, you'll work 10% on this one, 5% on this one,
20% on this one. We are going to allocate the resources from our component-based teams into these
different projects." We did that in Waterfall like many years ago, but that doesn't really work. A lot of the
times the percentages don't add up. It's very hard for people to multitask and be involved in multiple
efforts at once. It's hard for the brain with all the context switching that needs to happen in that case. So |
call that the percentage anti-pattern.

(00:51:15):

There's also, | probably wrote about it like, poof, they're gone or suddenly they're here. Reteaming or
having people suddenly show up and you weren't expecting them or suddenly they're gone and there's
no communication around it whatsoever, that's another anti-pattern.

AR ERIE:
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[00:51:32] Lenny
English:

One of the ones | love is this idea of spreading high performers. This idea of we're going to spread the

high performers across other teams.
R EIE:
BREXHN—IE “PHESENE” , MEESEMETIFESEIZMHEME,

[00:51:38] Heidi Helfand
English:

That's an AppFolio story. Jon Walker was telling me back in the day that... | mean, he did this experiment.
He had this thought that many of... There's one team that was like, | guess they were delivering at this
cadence that they loved and they were building this stuff and there's this energy and you can almost feel
it. Like let's just spread the people from that team across the other ones and then we'll have that. And it
didn't work. He didn't have that. It didn't happen. And that was a visceral learning for him that it doesn't
essentially work. And people are like, what does it take to be a high performing team? What does it take
to have that magical team experience where there's that chemistry and the people are together? And
there's stories in the book. Damon Valenzona was telling me one about how it's like's a band and we're
with off each other. We're creating this music together. So John felt like he essentially destroyed that
when he split up that team. So that's the story that inspired that anti-pattern.

AR ERIE:
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[00:52:49] Lenny
English:

The reason people are worried about reteams and reorgs is this... A lot of times it's exact reason that you
just shared, which is our team is amazing. | don't want it to change. | don't want to split. | don't want to
add anyone. | don't want to remove anyone. | guess is there anything else along those lines to help
people feel better about, no, this is actually going to be okay and/or it's inevitable. It's not going to last.

AR ERIE:
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[00:53:13] Heidi Helfand
English:

| think sometimes you have that awesome team situation. It's an enjoyable experience. People are
learning. You're looking forward to it every day. You're delivering the stuff that people love. You're telling
people what's going on. You have that matched expectation where people aren't breathing down your
neck because it's late or something. Sometimes you want to keep that team together. You don't want to
destroy that dynamic. But the thing is, maybe that's a small startup that grows and you need to grow
because you have a bigger vision and it needs to be more than these 10 people. And so there is
sometimes this feeling of loss, like, "This is our company. This is my experience at this company of 10
people, but suddenly we're 20 people. It doesn't feel the same like it did anymore and it feels different."

(00:54:05):

And people, they always ask the question, "How do we maintain our culture? It feels different than it was
before." The thing is, it is different, and our companies go through stages. The company of today is not
the company it was a year ago. The people turn over and change, what we work on turns over and
change. The whole world and industry and global events change and put different pressures on us, and
we got to live in this global context. So nothing lasts. Sometimes | have a picture of myself holding an ice
cream cone that's melting. Not to be a total downer, but appreciate it when you're on a team and you love
it and it's amazing because these are our lives and we have to have gratitude and appreciate what we
have because naturally things evolve and change. It's just inevitable. So we appreciate what we have.

(00:55:07):

A lot of us can look back on our careers and remember those times when we were, in my case, skipping
through the halls because | was so happy. And | was like | couldn't even tell you. Well, why was I skipping
through the halls at that moment? What was it? Well, it was the people and the conditions and what we

were doing and the time, the era almost because yeah, it does change.



(00:55:30):

There's a book by Ichak Adizes called Managing Corporate Lifecycles. It's one that many of us read for
years at AppFolio, maybe the previous company as well. The Adizes Institute influenced some of our
leaders and they influenced us with this. And it talks about the different stages of companies from birth.
There's go-go stage, maturity, death of companies. These are like lifecycles. The company grows and
changes and morphs and changes. The people in the teams do that as well. | have an ecocycle in my book
where | talk about that kind of aging and changing. Then there's a disruption and you have a new
beginning. We're part of these stories that are in progress. This is not an unchanging, unmoving entity
that we work in. So just be kind to each other, enjoy your experiences and learn as much as you can.

AR ERIE:

BRRAEAT - TREF: AR, ARESEHD, BREBAFBHRF, IANTREREE, BE
%7, 2BESR. RAKBREXMIVR, FRRAXMES. BREE, MRXE—REEKRKEIEIQ
8, ATEMEANRR, RBTY IK, FREKZRBEX 10 A, FILUBERNEEERER, 1F “XERITNA
B, XEHAEXK 10 AQBIRELRE, BRATMT 20 A, BEF—FT” .

(00:54:05):

AMITE0E: "B TR XA? BEMUAA—FT.” FXRE, EWEF—FT. [RAILHFREMEEK,
ROABRFBRE—FANAG. ARERED, WSETWE, BNMERMITWEREE, LJRIEMRERES.
BEMTAREKIE, BENSE—KBCEEEEMUNKCERNER, FTREXRLK, BEREL—ITRE
B9, TAEMHPAE, BEEE, BAXRHNOEE. KNEBOFREH, BAFMBERAZEENNRE, X2
e R,

(00:55:07):

BNEZ AEERWEE, HIICERETERESHSHmMBNNZ, REELTEEFRBRATAT—Z
gBZ\J:F’B\o ZEEjlgA\ I$i%\ IﬂEW?éQ., E%%Bﬁ\ﬁjfﬁv IEEE/{J; _tﬂgﬁﬁgo

(00:55:30):

RER - BB (Ichak Adizes) Bid—aF0Y (A4 ELE) (Managing Corporate Lifecycles) . FHAE
AppFolio T RZHF, EMWRT AEIMEE. SIH. RABIIRTHRREME. ATERK. EZ, HNF
MAtBLZMt. BREBBIRET “EFEK” (ecocycle), HiTXMELXMNT I, RAEEME, 2BHNA
Bo BIEBBRIEEHITHHREN—HD. HITIENARRTE— N ERERHIVEE, FRL, EEFELE, =2
Zh, RAJgeZtF >,

[00:56:30] Lenny
English:

It reminds me of advice Sheryl Sandberg shared when she came to the Airbnb offices. Someone asked
her: "What advice do you have to deal with all this constant change?" Like the quote | shared at the top of
the episode of every six months, there's a massive reorg. Our culture's changing. Teams keep changing.
It's constant flux. What is your advice to deal with that? And her advice was: That is good. The fact that
you're growing so fast and having to change is the best case scenario because the alternative is you are
not growing and it's much harder and much more painful because the changes are much harder. People
get let go. Your business may go away. So her advice is just, this is good. Change means things are... And
growth leads to change, especially hypergrowth, and that you should appreciate this time versus be
afraid of it and think that it's a negative.

AR ERIE:
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[00:57:23] Heidi Helfand
English:

And it seems like she had such a wide vantage point and could see the forest through the trees of the fact
that, well, this company's doing well and this is why we're growing and changing. And | remember one of
my leaders, CTO Jon Walker, AppFolio, he told me that once too. He was like... I'd be having a problem or
something and I'd come to him and he'd always say to me, "It's always great to be at a successful
company, Heidi." And it's like, well, yeah, sometimes you don't think about the finances when you're in
your day to day and you have a problem with another person or they come to you and they have a
problem with this other person. But in the grand scheme of it, how is the company doing? It's really a
critical vantage point that we need to remind ourselves of. But yeah, | wouldn't say all change is always
good. Your mileage may vary there, but the general idea that the company is doing well, you're growing
and changing, you're trying to make things happen, | think is definitely the space I'd rather be in than the
opposite.

AR ERIE:

BXRWHOIMEFIFEFE, EMAKBHREIQAERIARFEREKMEFENERE, FHi21S AppFolio # CTO Jon
Walker HERFCWL EMBYIE. HFBRRBEHME, MESWFHR: “Heidi, FE—RMIHNRBLSZ2MH
¥ MR, HMMBAEEBE, HEMEARFEN, FAERSKEIATNMSKR. EERNERL,
NEEZERWNA? X2—IMRNFEFHREECHXBEALA, SR, RFBHAELLETZEH, BREA
M, B2EMs, ARKRAR. HlEK. £XFE. A8HIHE, REEEREHFEXFNIFREE,

[00:58:31] Lenny
English:

And | think it's especially true for people that haven't worked at a company that didn't work out where
they think this sucks when really this is pretty good compared to all the things that could be happening.

AR ERIE:

LIFH T AL R ZA I AT EANARKRLENLE, IS ESIRRIER, BXFL, SAEAERN
HAEREIR AL, XBEFERT T,

[00:58:42] Heidi Helfand

English:

Yeah, yeah, definitely. So we coach and help each other as we go along.
R EE:

B, PTURNZE—R EEEESME.



[00:58:48] Lenny
English:

Final question before we get to a very exciting lightning round. Used to work with John Cutler, who was a
previous guest on this podcast, and he had a question that he wanted me to ask you. He said that, "Heidi
is one of the best listeners I've ever worked with." And so the question is, what's your secret to being a
good listener?

AR ERIE:

RN AORRABERTZH], &E—NRE. FLEIF John Cutler £#FE T (BB EZFZAINIE
5), fitIKEfr—NEE. fthik: “Heidi RREFINRFIIIFEZ—" FRLRERZ, (RECARFHRITE
BRI A?

[00:59:07] Heidi Helfand
English:

Well, listening is a muscle to build and to always work on. You got to put your attention out. Focus on the
other person. Sometimes if I'm looking down, maybe | reconnect and look at them. You got to read body
language and other things. I'm trained as a co-active coach, which involves different levels of listening. So
you have level one, which is internal listening. Like if you and | are talking, but I'm thinking about what
am | going to have for lunch? I'm in level one. I've got to redirect it out to you and focus on you. So when |
focus on you is I'm in level two listening. I'm putting my attention out and I'm really anchoring towards

you. It's a coaching skill.
(00:59:47):

And then level three is global listening, environmental listening. If a marching band suddenly walked
behind you, I'm going to point that out because it's in my field. I'm not going to ignore that. I'm going to
bring that up. So we pay attention to the vibe and the feel in the room and where we're at. But then also if
you're talking about something and suddenly you go like this or you have this kind of sudden pain in your
neck when you're talking about this one thing, | might notice that you're doing this and touching your
neck because that's information. That's a kind of listening, and so | might ask you about that. Or if the
face turns red or you look down or away, it's another kind of listening. So Co-Active Training Institute,
coactive.com is my co-active coaching training, so | learned it from them, Henry Kimsey-House and-

FROCERIR:

1 B —IRFERUTEIEAA. MATIEIENREINGE, BEFHH. ENURKELET, BSENA

B IM A, RIEMBRIAIES., FIEZIT “HAI#4” (Co-active coach) MBI, X RAE BRI

.

o FB—: WEMIA (Internal listening) . LLIFRIRTER, ERMFEERFIRIZH 4. XEHEEM
AENEFHS BT,

o P4k BEMIF (Focused listening) . YFHFTLEFTTIR, ILFEHSIRFEME LK, XHEE
— R, XML,

(00:59:47):

° B=%&: 2R (Global listening) , thIUIFEMT, MRRAE—ATHAMUMFEEEL, HEHE
Hk, HAEERNBIEER, RFSBRE. HNSXEEEENRE. B IURIA LIRS,

s, MRBMREXKCEGEHRARTER T, IFRVHEMTE, RIFEIXohE, BAXEREE
Bo XBR—MR, HAIBEIERXTFINEENE. HEMRIMFRAT. |KT. BELT, XEZM



AR, HREHLIEEIFME (coactive.com) IR Henry Kimsey-House fth{i 1589,

[01:00:48] Lenny
English:

Wow, that is an awesome answer. There's a lot of depth there. So coactive.com, I'm going to check that
out. So you actually got trained in this skill. Okay, that's great. That'll make people feel better. They're
like, okay, amazing. I'm going to check this out. I'm going to try to be a better listener through the rest of
this podcast episode from these tips.

AR ERIE:

IE, XPMEAEXET, RERE. HEEFE coactive.com, FERMAEIZSXIELEMNIF I, XRIEARK
grLe, FERZBAIGHK, REZHAR TRITEPTAXERTD,, B—NEFHHRITE,

[01:01:08] Heidi Helfand

English:

| will say that sometimes I'm not a good listener though.
R EE:

FEELFHEIN, BREERZNFNHRE,

[01:01:13] Lenny
English:

Yeah, so it goes. Heidi, is there anything else you wanted to touch on or share before we get to our very
exciting lightning round?

AR ERIE:
RIEE, Heidi, TEHNRNERZH], T AREHHTTEDZMIG?

[01:01:22] Heidi Helfand

English:

I don't think so. | really appreciate your questions and talking with you.
R EE:

BB T . IFEREHMRAVRIPIAAR.

[01:01:28] Lenny

English:

Well, we've reached our very exciting lightning round. Are you ready?
FRCEIE:

8, FOTHENTHEIACRIARLIR T, HEELF TI5?



[01:01:33] Heidi Helfand
English:

Yeah.

A EIE:

BEEIFT

[01:01:34] Lenny

English:

All right. First question, what are two or three books that you've recommended most to other people?
FpERIE:

T8, BN RENABERSHR=_EBEMHA?

[01:01:39] Heidi Helfand
English:

Leading Intelligent Teams is one, Liberating Structures is another one, and of course, Transitions by
William Bridges. | also like the Leader's Guide to Participatory Decision-Making.

FROCERIR:

(S EREPN) (Leading Intelligent Teams) . (f&KZE¥a) (Liberating Structures) , ZHAEHA William
Bridges B9 (iIiEHR) (Transitions). HIEER (B5AKMSEIERE) (Leader's Guide to Participatory
Decision-Making)

[01:01:53] Lenny

English:

Is there a favorite recent movie or TV show that you really enjoyed?
R EE:

OB AFEEREBR S BARENG?

[01:01:57] Heidi Helfand
English:

| did like The Bear, the cooking-related show, the restaurant-related show, and gets into the hospitality
industry. | really like that. Movies, there isn't really one that stands out. | always look forward to being on
an airplane to see what movies are playing, but no movie for you.

RSz ERIE:

HIREW (KREET) (The Bear), MEXFZHEMEBETHIRE, ANRENTEIRRS L. BEHEEZER!
R, JERPFE WILEBBFANE, EUERBEEN.



[01:02:21] Lenny

English:

What is a favorite interview question that you like to ask people that you are interviewing?
R EE:

RERA AN &RERAREETA?

[01:02:27] Heidi Helfand
English:

| always like to ask people, "Well, why do you want to join our company? What is it about working with us
that would be exciting for you? Why our company as opposed to another one?"

AR ERIE:

BEERRE: “FRATABMARINAR? HEMN—ETERILRXENRAA? AFTAEERIABMAZE
Hfthng)? ”

[01:02:39] Lenny

English:

What do you look for in their answer that is a good sign?
R EE:

REEMINNEIEF I AFNRARES?

[01:02:43] Heidi Helfand
English:

They have some knowledge about what we do, what we build. Maybe they bring up that they've noticed
something on one of the websites or a product launch that we just announced, just that maybe it's part of
their story in their career. They're going in this direction, and they heard about us and they thought,
"Wow, | would love to work on that."

FRCERIR:

BMEE 7RIS~ me. BIFMI1RE T EME DERERAT, HERNNAHB™m. X
MAFATRANBRLAEEREN—E D, MINEREXTAEES, RERMNEPESRREST &, HREES5
He”

[01:03:08] Lenny

English:

Is there a favorite product you've recently discovered that you really love?
FR ERIE:

BIE B XM A5 ERR = m?



[01:03:11] Heidi Helfand
English:

I'm very into vintage clothing and specifically real wool cashmere, not synthetic blends. | also like vintage
blazers. A lot of the times where I'm giving a talk, I'm wearing a vintage blazer. | really like the clothing
and design, and | kind of really, really love unusual vintage pieces that | could find, but they do need to...
A lot of the fast fashion that's out there today is a lot of these blends with these materials that you've
never heard of, but there's something special about vintage cashmere, for example.

AR ERIE:

RIEBEERTEGRE, HIBRAFENFY, MARSHES. RBEREGTARINE, WEANIEFES
A%, HIFBINHLRIT, ENIHRENETER, NENRNEAZZLEEMKRERNESME, MES
FHE—MEARIB .

[01:03:56] Lenny
English:

Do you have a source for some good stuff? Is it like eBay? Is it stores locally? Is there a site? Is there
somewhere you're finding some good stuff?

FRSCERIE:
FEMFAERRED? 2 eBay, R2YMEE? B AMGHED?

[01:04:03] Heidi Helfand
English:

| travel around the world and | give talks on reteaming. | do workshops. And usually | go to vintage and
antique stores. | was just in Berlin. | was doing that. | was doing it in London. And yeah, | love thrifting,
Salvation Army, Goodwill, any of these places that we have in many of the US cities, the Humana line of
stores that I've been to in Europe and other places. | try to find the small, unusual antique places as well.
My aunt's an antique dealer in Michigan, and she doesn't specialize in vintage clothing, but | just love that
idea of discovering unique and unusual things that maybe they remind you of times in the past. Maybe
you find that, "Oh my gosh, we had that mug back in the '80s or whatever, or in the '90s." Things can kind
of remind people of other times. So | like that. | think there's information stored in unique items.

FROCERIR:

BEEESHRZ MK THAREANE RN LIS, RBESEESMNEREMLEE. KNEIAMEG
AR, BREMRE_FE, b Salvation Army. Goodwill, EBEMA Humana ESIE. Hiosi—Lim
FRNEEE, BBEEEESRRMEELR, BAMAERRE, ERENEAMAPLEE L BT ENYRIR
B, LLUDPRATRESAI:  “KUP, FA]80 F£AK 90 EFRANXMIFF! 7 XLERFAEMELEIZ, KT
MY RPESEER.

[01:05:12] Lenny
English:
Beautiful. | bet Berlin has some really cool vintage stuff, really wacky stuff.

FROCERIR:



XET . HEITHEMEEARSEZNEENESNR,.

[01:05:16] Heidi Helfand
English:

Yeah, there's a lot of really interesting places to explore, and | think it's just so much more interesting
than some of the brand new kind of stuff.

FROCERIR:
28, BRZEBIMAIURER, AREXXRNARERRES,

[01:05:30] Lenny
English:

Agreed. Two more questions. Do you have a favorite life motto that you often find yourself coming back to

or sharing with friends or family, either in work or in life?
FRERIE:
BE. &ERNR#. MEKBETAANERS, BRIFELENEEFEERREHD ZLFRAT?

[01:05:41] Heidi Helfand

English:

I like asking people how can you be kind to yourself?
R EE:

BEREFIA: RIOFAEEFES?

[01:05:47] Lenny
English:

Say more.

FRCEIE:

BRI

[01:05:48] Heidi Helfand
English:

| ask myself that too. | used to run a lot in Santa Barbara at Ellwood, which is a beautiful trail that you can
go down to the ocean, you come back up. It's like More Mesa in Santa Barbara, and | would run and then
I'd be like, "God, this is so hard." And then | would walk for a little while and 1'd think to myself, "Well,
how can | be kind to myself? | mean, what am | doing here? Does it have to be fast? No. | am here to
decompress and enjoy, so how can | be kind to myself?" | think sometimes | get hard on myself or have
very high expectations kind of achiever mentality, and I've learned through the years that it's okay to slow
down. It's okay to not go, go, go the whole time. So | would ask other people that as well, especially if



they're going through a challenge or burning midnight oil or whatever. It's like, "What about self-care?

How can you be kind to yourself?"
R EIE:

HRELERBEC. ZUMEEZERH Ellwood Y, BR—FBEKRBHEW/NZ. REBRERERR
‘R, XRT” , ARHRIE—=/)L, 0B "BREUNAEFECS? REXEMAA? FEFEREBAIRE?
T, RERBMMNERH, FIURZNAEFES? ” REFENRESWNBE AT, HEFIHMREH “K
MEBOE o XEFRHFRT ! BTHREXR, FRE—BEHPH, HBSXEFRFIA, LHRAMIEIR
PRENERERIRINMERY . “BEXMASEAE? (ROFAAEEFES? 7

[01:06:56] Lenny
English:

Beautiful. Final question. | was scouring your LinkedIn and | saw a quote from the CTO of AppFolio in his
endorsement of you. Said that you were the unofficial director of fun at AppFolio. Is there a story that
comes to mind of something that you did at AppFolio that created a lot of joy and fun for the team?

FRCERIR:

WISEY. &E—NE&. FKEFEIRE LinkedIn B, F&Z| AppFolio BY CTO {REIFHY, HIRE AppFolio B9
“FEHRFBE . FEEEEEMATE AppFolio #H. AETREZIREKHIHKE?

[01:07:15] Heidi Helfand
English:

We had these hack days, and | think they do that to this day. So twice a year we'd bring people together
and we copied and learned from Atlassian. | remember we had calls with some coaches from Atlassian for
how did they do their Shiplt Day, or they originally called it FedEx Day, changed it to Shiplt Day. We
followed their model and we'd had this two o'clock on Thursday at two o'clock on Friday where we'd
build whatever we wanted and we'd have a theme, and then we'd have goofy prizes at the end that were
like traveling trophies. One of them was like a clickety-clack keyboard that we spray-painted gold by the
railroad tracks, but people could work on anything. There were teams that formed... We did it with a self-
selection marketplace. People formed their topics and teams, and one team hid geocaches throughout
Santa Barbara. They're there to this day because we registered them with the Geocaching website.
Another team built a vintage video game machine, and it was in the dev room. Another one they
catapulted. They built this... Is it a trebuchet?

(01:07:16):
Yeah.
(01:08:27):

That catapult this fruit in the parking lot. | don't know how we got away with that, but we were in the
early days. We did a lot of fun stuff like that, and you could work with different people, build these larger
relationships, which later makes it easier for reteaming, because then later if you reteam, you're not
strangers with people, so you want to cultivate the community. So we had this department of fun. We
would plan the fun in a variety of other ways as well.

AR ERIE:



&\ “BEH” (Hackdays), HEMIIMELED. —FEMR, ARRE—I. H1M Atlassian F3], &
LITNER T M@ “Shiplt Day” (R#10 FedEx Day)o FATAMAIRER, MEANTFRm=E)
BAETFRS, ARAUMBOFAAMAEERRAE, RILEEHE, REME—LHZFHRM, thiRzned
it HE— M ERZHNBARBURMNVIMER, ARATUMEASE: EAEZEEHSAE T HIERE
(Geocaches), MEXRERIL; EAMT —EELTHUNBERLE,;, REAET —&%AN. (Trebuchet) ,
EEEHRIIKR, BFANELANZEAHATH, BRBHHNMALMT RSXMIFRNE, XILIREMRE
BAETE, BAE ZHXFR, XiLUEHN “BINER TRERS, BARKFTBREEA. FAUHKIELE
FHAXRE, BIEHRED “REEN) , SFNESTHEBRER,

[01:08:56] Lenny
English:

So fun. Heidi, you're awesome. | think we've helped a lot of people feel better about the endless change
that they're probably going through right now. Two final questions. Where can folks find your book, find
you online if they want to reach out, and how can listeners be useful to you?

AR ERIE:

XBEBT. Heidi, fRXET. FERBANVEHRZAZET WU FBENER. RERNEE: AKEHE
B LUK EIREYBITEM _EIRER? IRARBT AR A?

[01:09:10] Heidi Helfand
English:

You can go to heidihelfand.com or Google my name and | come up. Heidi@dynamicreteaming.com,
heidi.helfand@gmail.com you can find me. I'm out there. And yeah, | love to work with companies and
teams going through change, and | do that in a variety of ways. Teach workshops, do talks. So if any of

this is interesting, reach out.
FEiE:

fRE] L3518 heidihelfand.com S{EBZIEHRN R F., ol LUBS B4 Heidi@dynamicreteaming.com 3%
heidi.helfand@gmail.com BX#FK., RIEEERNSEETERTENLTMENETE, X BBEEDITIEH. &
WHE, INRRAE, YODELR,

[01:09:33] Lenny

English:

And then do you also consult and work with individual companies or not?
R EE:

BAMRB AN R ARSI E1ES?

[01:09:37] Heidi Helfand
English:

| do. Yeah. | do that now. I like to work on a retainer basis or I'll even join a team, so looking for the next
one.



AR ERIE:

B0, BIEMEM. HEWUBIE (Retainer) WEZRIIE, EEIMARETHE, FIUFKBEIHT—T
M=o

[01:09:47] Lenny

English:

Amazing. And we'll link to all this stuff in the show notes. Heidi, thank you again so much for being here.
R EE:

KFT7. BRINSEXLEEERETENEBE, Heidi, BREFHRIEIR,

[01:09:53] Heidi Helfand
English:

Thanks so much, Lenny.
FRCEIE:

3'5%@151', Len nyo

[01:09:54] Lenny
English:

Bye everyone.
(01:09:57):

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.

rhCERE:
AKB L,
(01:09:57):

RGBT, SNRIRIES AT EEMNE, WUTE Apple Podcasts. Spotify SIREMRHIBZN AT, R8T,
WEERABINTESHE TITIL, XEBMELZITRLIME ], RAILUE lennyspodcast.com i EITFHAFRIE T B
T REZES. THHEW.



