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[00:00:01] Hila Qu
English:

.. [inaudible 00:00:01]. Always say is actually fundamentally DLG, data led growth. So when you give
away your free product, what you want to get in exchange are two things. One is a broader reach because
free product spread itself is lower barrier to entry. Two, you want to understand you usage behavior of
those free users, which features do they use and which features kind of correlates with a higher
conversion rate, retention rate, all of that. If you don't have a foundation of data and understanding of
how to analyze those data, you are giving a way of free product for nothing.

FROCERIR:

------ (ATEREIMIEM) o HREEWR, PLG (FmIKatgK) /R EHSLE DLG, ENEIEIENEK (Data Led
Growth), FRUASfRiZERE~mEY, MEBMNNARERR: —2F NEBEEEE, ANRE~mpEHE
MRER; —2METHXERBAANERIT N —MNER THEINE, MENESESNRER. BF
REBTER, MRIMLKBEBERM, UFERUNEIAXLESE, BTMMEBEEBEEHERE~m, XKW
MRo

[00:00:44] Lenny
English:

Welcome to Lenny's podcast where | interview world-class product leaders and growth experts to learn
from their hard one experiences building and growing today's most successful products. Today my guest
is Hila Qu. I've heard some listeners have been doing listening parties with this podcast where their team
listens to an episode all at the same time over Zoom and shares their insights and lessons in a shared
chat. And | would say that this episode is a great candidate for that. It's incredibly packed with advice on
how to start and optimize your product led growth motion. We talk through common pitfalls that you
probably run into or to get started, feel us favorite tools, what you recommends for an initial PLG oriented
team, how to audit your existing funnel, plus tangents on how to improve your activation and retention
and some foundational overviews of product like growth and some of the core concepts associated with
it.

AR ERIE:

SGEKE] Lenny BIiEER, EXE, HEKIHHARAFNF~RASENMERETR, FIMWMNERWENERISRK
@I EPRENEREZN, SKRNERRE HilaQu. HIFRBLARER “BEARS" , HAMERET
Zoom [ERIT—EATIE, HENXREESZRFEMOSF. HBH, X—KEBEGIMER. ERBTXT
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[00:01:34] Lenny
English:

Like | say at the end of the episode, this episode delivers tens of thousands of dollars in value. Something
you won't find for free anywhere else. | am really excited to bring it to you. With that, | bring you Hila Qu
after a short word from our sponsors.

AR ERIE:

ENFEAERLEREFMRY, XPATERETNERLETHNTE, MEEMEMMGHRAIXATRENR
BAR. REEHEIEBEZMAAR, ERTHEBBENEENAG, LRI Hila Qu.

[00:01:49] Lenny (Sponsorship)
English:

This episode is brought to you by Amplitude. If you're setting up your analytics stack but not using
Amplitude, what are you doing? Anyone can sell you analytics while Amplitude unlocks the power of your
product and guide you every step of the way. Get the right data, ask the right questions, get the right
answers, and make growth happen. To get started with Amplitude for free, visit amplitude.com.
Amplitude, power to your products.

FRCERIR:
<& Amplitude #8Bh, WNRIRIEFEEZ D MILAZA Amplitude, RERBMTANR? EERERLIRDITIA,
=

8 Amplitude BERMIRF=@MNIE, HIESIRE—F, RINERNEIE, REERNRR, [EEMBNESE,
K AL, SEFBER Amplitude, 151518 amplitude.com. Amplitude, A{REIF=GRIHEE.

[00:02:16] Lenny (Sponsorship)
English:

Today's episode is brought to you by Miro and online collaborative whiteboard that's designed
specifically for teens like yours. | have a quick request, head on over to my Miro board at miro.com/Lenny
and let me know which guests you'd want me to have on this year. I've already gotten a bunch of great
suggestions, which you'll see when you go there, so just keep it coming. And while you're on the Miro
board, | encourage you to play around with the tool. It's a great shared space to capture ideas, get
feedback, and collaborate with your colleagues on anything that you're working on.

FRZERIE:

SRETIEH Miro 28, X2—REIAMINXFENEALITTRELNEER. HENNEK, BHAKAY
Miro &k miro.com/Lenny, HiFFRSEFBRETEERIMERE., HELKWEITRSRENE, FET
FEERE, FRLUBHSHREIN. HIRER Miro BiREY, REMIFAA—TXITIR, EB—MRENHEES
8], AILGEEEIE. REUR, HSEFEMELERERIRE.

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

For example, with Miro, you can plan out next quarter's entire product strategy. You can start by

brainstorming, using sticky notes, live reactions, a voting tool, even an estimation app to scope out your



team's sprints. Then your whole distributed team can come together around wire frames, dry ideas with a
pen tool, and then put full mocks right into the Miro board and with one of Miro's ready-made templates,
you can go from discovery and research to product roadmaps to customer journey flows to final mocks,
all the aim Miro. Head on over to miro.com/Lenny to leave your suggestions. That's M-I-R-O.com/Lenny.

FRCERIR:

Bign, A Miro, {REILAMLITNEERNEN=REE, RAUMKRNZEFIE, FRES. XNRE. £E
TH, EERAGENARBERAAARER,. A, RENHAANTURERFREERET R, AEE
THEAHHEE, BIBRENMEREREBAN Miro Bik. f&Bh Miro NILAEIR, RAIUSERMEINHAR. =@
BEE. BPREEEREMNRERIEAE LE, 1Ei5R miro.com/Lenny & FREVE N

[00:03:26] Lenny
English:

Hila, welcome to the podcast.
R EE:

Hila, YOEKEEE.

[00:03:29] Hila Qu

English:

Thank you Lenny for having me. I'm so excited.
R EE:

515 Lenny #8153, FIAFEHH.

[00:03:32] Lenny
English:

I'm excited as well. | don't know if you know this, but you have the very unique distinction of having two
posts in my top 25 most read post of all time in my newsletter, which are the two parts of your series on
how to add a product led growth motion. And so I'm really excited to dig into product led growth and
help more people be successful product led growth.

FROCERIR:

BWREE. FRNBREEIE, RE—TIFEIRITRIRE: @A (Newsletter) HEFIRER] 25 RHIX
B, RETHER, BMEMRXT “MENGIN~RRnE KRR RIIXENHEE D, FIURIEFERHEERNR
W PLG, #BIEZ ATE PLG FUHEVF AL,

[00:03:52] Hila Qu
English:
Awesome. | should have made it three posts, three part.

FRCERIR:



AET. HERNEZER=RK, 7=17

[00:03:57] Lenny
English:

| like that ambition. There's always more. Yeah. Well | think the next milestone is get into the top 10, get
two into the top 10.

FROCERIR:
BRERZMHE L. SEESZARTIUT, FET—NEREERESHHAT+, ILRREHET-

[00:04:06] Hila Qu
English:

Yes.

FRCEIE:

=i

[00:04:06] Lenny
English:

Okay. Maybe this podcast will... Oh, okay. This podcast will be in the feed of the newsletter, so maybe
we'll get there. No pressure. No pressure. One question | wanted to ask you is anything come out of
writing those guest posts? Has anything good happened as a result?

FROCERIR:

9, BIFXHRER B, XPRESATENE, FUBFHNESSRBTR. KED, &E. HEEIR
—NEE: BRBEREXERBEABERG? BREAXEFAFE?

[00:04:21] Hila Qu
English:

| always take a very long-term view for writing. | enjoy writing myself. Spend actually four months on that
one. After it's published, | see a lot of shares kind of and people writing very long summary of it. That's
always very encouraging and also many people | didn't expect reading it reach out to me, let me know,
"Hey, | read that." For example. | think Ravi, he is also on your podcast. | didn't know him personally, one
day he's like, "Hila, | read that. That's awesome." And a bunch of friends in VC and they kind of read that.
They told me it's great. | even have a advisory client kind of landed because of that as well. So it's

awesome.

FRCERIR:

BNHFEE—ERFEKBEXNUR. RECREREF. BRXERLFLETENA, £%E, REIR
ZANEE, TEAETRRKNEE, XEBFELAREN. MARSHEFHIIZFREHABEKRTER, &
K TR, FIRTAR.” Lb Ravi, it EIREVIER, FLABIRIARMt, B—RMEREW: “Hila, FKix



TR, X#ET.” EE—BXRENARERT, REERIF. REERANBRXERE T —ME89%F. i
U RIZ,

[00:05:10] Lenny
English:

Amazing. It makes me really happy to hear all that. | was also curious, has anything, and we're going to
get into the details of all the stuff you wrote about and even beyond what you wrote about, but is there
anything you're thinking has shifted on having after having written that series in terms of PLG?

AR ERIE:

KT, REXERRSH. BEREFEH, BEARNGEESIRNRTMENIRLEAT, EEBHXENAR,
BESZBIRIIE, 173 PLC NEEBSBREMFAKE?

[00:05:25] Hila Qu
English:

| wouldn't say it's shifted completely because | always believe you don't need to be a PLG purist. Meaning
there are kind of people who are like, "PLG is the future. It's only thing, you don't need sales." Right? | was
never like that, but recently by working with a few of my clients, | witnessed in reality many startups
actually are having both. They have a PLG motion, they have a sales team as well. PLG motion is perfect
for lowering the barrier for more people to try, broader the reach. It's a kind of volume kind of game. And
then the sales motion, you can have very targeted list of big customers you go after, you close them and
it's a big order. Usually revenue, a very strong foundation for a company. And I've seen actually a lot of my
clients that are doing, they have both. They're doing that. They try to get the benefit of both from their
early stage and it's super cool.

AR ERIE:

BARRTEETT, AAER—BHIAARTEM— “PLCAREXE" ., UHEH, BLANE “PLGA R
KK, EBRME—HIHE, MMAFEHE . IMKAZBHERE, ERDBIS/ U &(F, RFRREIN
KRF S ATKFR LREFRE. WIEEE PLGERN, BWEHEH. PLGERIAIFEESHERNRILESZA
2R, ¥ ABEER, XM “EE2" HENR. MHESEIVTLOLRHFNARETR R EHTRE, TTKIT
B, XBBEEARBANELEM, REIRSEFMNBRRFHZAREHRENTL, XIFEE.

[00:06:40] Lenny
English:

Is the simple way to think about this trend that eventually every one will need to do both. It's not one or
the other, it's just both. And it's just a matter of when you add the other.

AR ERIE:

B RIERXTED, ETEERASMIARFTERERI? FREE—, MEREHE, RBRMHAHESING—
MR TURYIR) R,

[00:06:40] Hila Qu

English:



| would think so because let's say if you are in the sales motion dominated kind of traditional B2B
software industry, your competitors will be adding PLG, as soon as they add it they will have a benefit of
attracting more end users and end users become case to the employer, to the clients. And you lose that.
And if you are only in PLG somewhere else may go after the big customers. It takes time for PLG to go to

the big customer and close them. So you lose a little bit of time there as well. | think eventually you need
both.

FROCERIR:

BEXANAN, AARIZMETFHERNESHNES B2B T, MHESWFRIGHN PLG R, —BEft
8mT, iImeERSIESHNRIEA/, MXEXFEAAZRIKODEEHZTFHEEF, MRERREHE, (R
SREZXMEB. kRZ, WRIRRE PLG, FAFRBZEEBEARET . PLC BBEAZTFAHNREFEENE
B9, FrLURtiiiketiEl, HIANREZIFFEMELSS.

[00:07:19] Lenny
English:

Cool. That's kind of the way I've been seeing it. | did a few series on traditional product led growth
companies, [inaudible 00:07:28]. All those guys, and they all add sales teams eventually last famous for
being product led only. And so everyone ends up adding sales team. | think more recent trend is sales led
enterprise E products are all just realizing they need a product led growth component. So that's kind of
what I've been seeing too.

FRCERIR:

Bfo XWRIMEEN, HMI/LNXTEL PLC RENARTIIRE, tbi [{RH#f], FrEXEATRAHIENT
HEHRR, WaEBLEL "4 miksh” BRIAE. IUARREEHIMEE. HINNRIEVERE, HPLE
HERR B L~ R EIREIMIIEE PLC Affe XtBEHFIBEEIR,

[00:07:43] Hila Qu
English:

Yeah, exactly. But | would say it is easier if you have PLG from early on. If you are pure sales led, you try to
add PLG, that's the harder thing to change basically.

RS ERIF:
S, BRBIR, MRMEHME PLC 2ER 5. NBIMBMAHEIRE), BAAEM PLG, B4 SREXHTH,

[00:08:15] Lenny
English:

Interesting to set a little foundation. Before we get into a lot of this stuff, it'd actually be helpful just to
explain what is product like growth, just simply, because people hear this term a lot and it'd be helpful
just to understand it broadly. And then also just like why is it so popular? Why does everyone want a
product growth component to their business?

AR ERIE:

FERR. TRANRITZA, KT EM, FMREE—THARTREHEK (PLG) ZREHEE, EAANE
BIREIXMNE, IGUEBREREMSE, b, AHTAEXARIT? ATAS T ASRBELSFRIMNTmEK
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[00:08:15] Hila Qu
English:

Just use a simple example in B2C product. When you think about Facebook, when you think about a lot of
the products you use every day as an end consumer, it's always by default product led growth because
there's no sales team [inaudible 00:08:32]. The LTV of the product doesn't support that. | think PLG the
term become popular because traditionally in B2B, word sales is the main motion. You need a sales team

to close the deal After the contract is signed, the end users can now finally use it.
R EIE:

Z B2C FmENMEENGF. HIRIEE Facebook, HEMEAEBEZEGREANRS MY, EIFRIA
M mEIE K, AAKEHEERANEEH, =mp OV (EaEARNE) EREHEERE. RIAN
PLG X MAZFILURTT, RENES LTE B2B 9, HERTERN, MEBHEHANEZKRRS, aRE
T, KRB A REFIAER,

[00:08:51] Hila Qu
English:

But nowadays, it's not necessarily a case. You can have your B2B SaaS product developed in a way to
allow end users to try before you buy. So that's the reason | think this has become being more popular.
And the fundamental driver behind this is the user of B2B softwares are also human. It's the same human
using B2C softwares and we're already trained to use product, try, and before we make any decision. And
we demand that in B2B as well. So it needs to happen. And more and more companies are capturing that
trend basically, and they're trying to utilizing that as a entry point to either disrupt existing B2B players or
build something really awesome for end users. So that's why it's becoming more and more popular.

FRZERIE:

BIEBRA—EWLL T RAJUFF% B2B SaaS ™~ m, IR mAFREMEFLHA. XMEBHINNERER
THRE. HERNRAEENFE: B2B MAHFNAFREEA. A B2C 2 {4HH B2B RHNER—EA, (B
SR EREMRER FIXA M. FAE B2B FURBBERIFNTFR. FIUAXBAZERE. BRESHAFIE
i —#E%, HAREMBAEFNMTIAR, ZEAMBEREN B2B IR, BANLRKAFINEEESREN~Mm.
Xl EHREZ DR E,

[00:09:42] Lenny
English:

To pull on that thread a little bit more even to help people visualize a product led growth product, what
makes it product led? There's a self-serve component, what are attributes or just kind of common
elements of something that's product led versus sales led? Let's say.

FRCERIR:

BRENRIY—T, ATILARM PLG =R BEEMMIAIR, BHAILERRN “FERIRED" #9? BT HBRSA
%, PLG 5HEIXEh (Sales-led) #8EL, BWFLLE Ml E WMTx?



[00:09:59] Hila Qu
English:

Yeah, definitely. | think maybe we can use a product as a example, right? Think about Zoom how me or
you, maybe everyday users, how we get to know Zoom is not necessary through a sales team call me
code or email me code and introducing me this, showing a demo of Zoom, and | get to know Zoom, right?
It's because maybe Lenny, you hosted a webinar | joined and | get to just use this software already
without even knowing it's Zoom. And then afterwards | may one day think about | want to do this myself
and | just do that in a sign-up and | already create a host a webinar and | can pay if | need a paid plan or |
can use a lot of more advanced features when |, let's say hit the 40 minutes limit, | can already click that
and pay and become a paid customer already.

FROCERIR:

Ao HMNATUZE—N=mEMl, 848 Zoom, BIRFEXHENBERFRUMMIAIR Zoom B? F—ERHEHR
PASREFT /R BBIEREU AR BB TR, 43BN Demoo FIBEREN Lenny fRERT — KA S, HSMT,
BEEEANEER Zoom NERA TMELEEAX MG T, ZREXRFEECHIYR, REMRT, CIE
HEIFTEWN. MRBRFEMESRE, HESHAT 40 DHEHIT, HKAIRESRM, BEERANERF

[00:10:53] Hila Qu
English:

So | think the key properties also of PLG products, think about it should have a very low barrier to entry.
Usually it has a free version, free trial. You don't need get approval from your boss to use it. You can use it
today and then it has some sort of a self-service checkout flow. If you need a better version, you can buy
yourself as well. And this product, basically the free product will spread on its own in some way or

another.
AR ERIE:

FRLAFDETS PLG ~mBIXBRE MR EANNGIFER. BEFCEREMIEERA. (RAFEERAERE
A, SXmeELF. RARCHERERMBEMEKRIE. WRMFBEGFHRE, (RAIUBEWE, MAXT~m,
BEXR XM RBEERRUEMASRBITER,

[00:11:24] Lenny
English:

Okay, perfect. I think that was really helpful. I think we dive into some of the meat of the discussion that
we have planned and where | thought it'd be fun to start is the common pitfalls that people fall into when
they're trying to add a product led growth motion. And so what are the most common ways people fail
when they're trying to figure out product led growth?

FRCERIR:

XiFT, XIFERHR. FTIRBATHNEER. BEMANEZRHIEM PLGC RN BiE it ARIEMAF IR, A
TERE PLG B E MR VA HRLE?

[00:11:45] Hila Qu

English:



The first of all, as | mentioned, you need to have some sort of vehicle. A lot of the companies, if you go to
their website, especially B2B companies, you'll see the biggest CTA is called book demo. They don't have
anything else. The first step for you to do is submit a form and kind of basically explain yourself to this
company, I'm from who and who company and | want to use the tool, can you come back to me and allow
me to see a demo of your product? That means the entry point to PLG is cut off. Instead, the first step is
you need to either have a free product, free trial, some sort of a low barrier entry for anyone who stumble
upon this product to give it a try. A lot of companies don't have that. That's the first | would say hurdle or
peaceful.

AR ERIE:

Bot, EMBREN, (REEEM “HiE" . RZBQE, LHZE B2B RF, MRMREMIINMLE, kil
RWTEHSE (CTA) B “FiLYET” (Book Demo), MITZERIRNEIL, RE—FUIRRKRE, MATE
BIRZ2E, REWRAF, BAXTLER, BRARHIUKEET. XBKE PLGIANORIIM T, Bk, F
—PWZERERE~ M. REIXA, HEXMRIIEOND, LERBARKRZN R AZEE—H. |
ZREREXD, XERF—MNERHMEM.

[00:12:38] Hila Qu
English:

And especially if you are a sales lead and you already have all those things figured out, you try to go to
add PLG, it's not as easy as just say, add a kind of free trial CTA on your website. You need to build this
free experience. You also need to convince your sales team, your existing product team, your marketing
team, "Hey, let's try this out." Because before this process is super clean. Everyone only get only selected
future leads and sales work on those. But now you need to allow more people in and there need to be
more understanding of their behavior data, the process need to change. So it's actually a whole process.
So | would say that's first one. And along with that is some companies didn't think it thoroughly and they
are just kind of saying, "Oh, PLG is cool, let's do PLG."

FRCERIR:

R RMRMBHERNE AT, ELE—EMARMIE, BIEMPLG, XAJMREMIL LMNT “REBXA”
BRHBAB R, FREWEIMEEFL, MEFTERRIREIEERN. BN~ mBEANNEHRRE: 0%,
IEFATRAX A" RAURRIZIEE B S ARRRBEEIEERR, HERREXE, BIREMRE
BAWEZAER, FEESMTRUANOITHERE, REFTERE. MUXKFLR— T TENRETIE,
XEE T BZMRNE, BEARREEZERE, REHEE "B, PLGRE, (B PLGIE” .

[00:13:34] Hila Qu
English:

And then they maybe spend three months build kind of some sort of a very basic free trial and then they
think that's it. They think the leads will come, conversion will come, self-service revenue will come. It's
not that easy. It's not that simple. It is definitely a entire motion. So | would say you need to commit to it.
Maybe you can do some thinking, collecting some data, build your conviction, but to a certain point you
need to commit to at least a year or even two years kind of roadmap to build this entire thing out and
change the process internally sometimes as well to support that. The last one, | would say a lot of times
the company's committed, they want to do this, but they don't know the right way or they don't have the
foundation, they don't have the expertise of PLG.

FROCERIR:



ARMIAREZTAB— T IFEREMPRERIRA, METTET.. WIUAEREFK, BRUSK, BBRS
WAL ER, KBARH, KPAR R, XEWNEZ—NTBHEN FIUERR, MEERANEH. HiFRA
UkBE. WEHE. BifE0, EERXRITHER, (MEEAEEVD—FEERFHREAERMEZRMER,
ENEERTEAESAERSFC,. Ra—TBHE, REMEATHERANT, BMHXHGSE, EtiIFNEE
7%, ERBEM, RZ PLG TR,

[00:14:27] Hila Qu
English:

Their internal team, they're really good at sales or maybe really good at as the traditional motion, but
they don't have this part of expertise and foundation. A common thing | see is that company want to do
PLG and they have no usage data at all and they're like, "I will just doing PLG. But PLG | always say is
actually fundamentally DLG, data led growth. So when you give away your free product, what you want to
get in exchange are two things. One is the broader reach because free product spread itself is lower
barrier to entry. Two, you want to understand the usage behavior of those free users, which features do

they use and which features kind of correlates with a higher conversion rate, retention rate, all of that.
R EIE:

I IEYAEREIPA AT REFFE B R FEHEREN, BERZXFLENT WHIRMEM, HELABN—MERZE, A7
B PLG, A2 RBERAHE, MmiliK: “HRMEBMPLG,” BHER, PLC AR EHLRE DLG, ENEHEIRE)
B, SRR MY, MRBNERFAA: —BE WEEH, FARASMEREIRR;, Z2T7H#
SREAPNERITA—MIAMLEIRE, MEDNESSREER. BBEFREX,

[00:15:20] Hila Qu
English:

If you don't have a foundation of data and understanding of how to analyze those data, you are giving a
way of free product for nothing. Like you are really not being able to utilize all of that to build your PLG
motion. So | think data foundation and expertise in terms of how do | design that user journey, that
journey is very different from the sales user journey. Those are sometimes missing in company when they
just begin to doing this. And in those cases | think it's super helpful to maybe either find someone who
have done this as an advisor or hire someone like you need to have that expertise or through advisor to

support your PLG motion.
FRERIE:

MRIMLEHIERA, UNENED, MMEERE M. RIEFAXLEHIEREE PLG R, FrATIA
FNEAEREMM X TN APREN T LAIRFEEE, XMKESHERDAFPREZIFEERE. [RFN0
FaMXHERETRZXE, EXMERT, H—TELENMERERBEUAS ZFEEEELY, (RFE
AT AR FFREY PLG 1o

[00:16:06] Lenny
English:

This is great. We're going to talk about the data piece more in depth later, but on the commitment piece, |
thought that was really interesting. | imagine many times founders or leaders think they have
commitment and then they realize maybe not so much. Are there any kind of flags that tell you that, "Oh,
you're not actually committed to working on this for a year or two years, whatever it takes."



AR ERIE:

KiET . BNNEEZIANTIERIESD, EXT BN X—=, BEFRERR. RBRSBHEEIIBATS
SEUNBECEANT, BRARMHATEBALEE, BREMFARES (Flags) BEEIFIR: “B, REXHRE
R R—REREIETEXME ?

[00:16:27] Hila Qu
English:

The red flags I've seen basically sometimes, first of all, they think about PLG equals launch of free version
or launch of free trial. They made this assumption in their head, "Oh, | already have a product. | already
have a software that's working, customers are using. Now if | add a free version, if | open a free trial, that's
it." Like that's basically PLG, and I will have conversions. | will have people becoming a product qualified
leads just because | have it. "Hey, | open this for you, just come and use it and [inaudible 00:17:07]." And |
think that's one red flag. Basically they are not thinking about the entire thing through understanding the
implication, not only the free product, it's really just a start. You need to think about how to activate, how
to design the upgrade path, how those teams, those new growth teams work with other sales and

marketing teams, all of that.
R EIE:

BIUEHN—LIMEES (Red Flags) 8§ Bk, 1A PLG METFAHmREMRIEEIRA, tilERFE
Rig: “Bi, WELKBE~RT, KESTRY, TRHEER. IERIRBN N REMIABILA, MAHERK
77 MR/ ME PLG, RAEMEERNL, MIMSEHER~REEEET (PQL). “I1R, HAMRAR
T, RRAE,” RRBXME—NMEES. KA REER, FHARETMIARTIB. (REEREWNM
AUE. MR ARERER. FREKE A S HEMEREAMESFE.

[00:17:29] Hila Qu
English:

So that's one. The other one is they don't have a dedicated team. They just basically assign one person to
the thing. They are imagine, "Hey, you already have this. It's not that big of deal. You can just figure this
out by borrowing resources from everywhere and try to coordinate all the stakeholders from sales,
marketing, product." That person need to be a magician in order to be successful in that basically. And |
think the third thing is basically they are really doing this because it's trendy. They didn't think about the
deeper strategic reason why this is a good fit for their business. Do you have a product that's relatively

low complexity, doesn't require a lot of customization for the customer to see value.
FRERIE:

XEHE— Z—TMEMINEEZIIHEM. WIEELIZER—TARS ®i10@&: 18, fELEXLE
7, 5§1+A7<7FTEI’\JO RA LM S RMERZR, MEHEE. . mmiEFmBEXE." BTARTETEAR
M7 BERT. B=mE, MIMMXTAREENRIT. MITBBREATAREEMINLSHREEEERE.
TfFE’\Jf*u‘:ﬁ%EE%JE*HXﬁME&, FEEREEHMELZTFBEINE?

[00:18:19] Hila Qu
English:



Time to value need to be relatively short or you can figure out a way to make it short. And then do you
have a lot of potentially end user S&B business? They are interested in the solution. They want to try that
out. If you do not have both, if you for example, develop a software for the [inaudible 00:18:42].
Companies like [inaudible 00:18:44]. Or defense companies, only three target customer exist in the entire
world, you don't probably want to do PLG, right? So think deeper about the fit and then commit. And |
would say those are the red flags.

FROCERIR:

MESKIESE (Time to Value) BEMBMIKE, HEMETIRIEECHSE? MESHARENBEL A
g hikll (SMB) ZF? I ERS REBHBHERIH. NMRMAFASXLE, LLIMRALNZX K]
M, HEZR [EH] BENQRFE, NEZEMARR, 2ERIE=1TERER, BIRAEEHFEM
PLG, MMB? FRUBERANREZRGE, ARBRN. HIANXERZLAIEES.

[00:18:59] Lenny
English:

Okay. So on that last point, | thought that was a really interesting, we talked about how every company
probably should add a product led growth piece, but | think what you're also saying is actually not every
company, there are some companies like defense contractors that are probably going to be sale led.

AR ERIE:

o XTFERE—R, ZEF/RAERR. HMPEIAJESRATMNIZIENM PLG &85y, EMRRIAHIRT, HSE
HEBRLBEES, LWHNEMABBZENABAIEERFEHERMEL.

[00:19:15] Hila Qu
English:

| think it a spectrum. | would say the defense company, defense software company is a pretty extreme
example. And of course in those case, | don't think it makes sense, but | think majority of B2B software,
I've seen, you've seen, we've used even some more complicated ones. Like Salesforce used to be this
example of sales motion. They're the pioneer of SaaS and they do this so well, but they begin to add look
into sales service portal and all of that. And even a lot of the bigger players are looking into that. So |
think majority of the B2B software, probably they are in the middle of the spectrum rather than the
defense company.

FROCERIR:

HINAXZB =M. ERHARR—TIFERENGF, EXMBERT, FIAN PLGCHSHZE X BHIA
ARZEH BB MMAF—HRIN. MRIN. HIBIH, BEER—EEXNRGF—HMES, bW
Salesforce BB HERINETE, M2 SaaS HEKBEMISRE, EMINEFBHAREBRSIIF ZENK
o BEERZSAMRIMERTIXN FIUKINAASER B2B R4 RER L& HE], MAZEEN QAR
o

[00:20:18] Lenny
English:

You kind of shared some of the attributes of what allows you to be product led, like quick time to value. If
you have this in your head, what are some of those bullet points of what you need to figure out for it to be



successful potentially as product led?
FRZERIE:

RO FET —EiLRAEBS ST IR B, EEIMERNNERILEE, NRMARFEEXERE, BPARIL
PLG BXSRLLN, TEMRIIKELEWL?

[00:20:18] Hila Qu
English:

The first thing is that have a... And you mentioned you are able to have a vehicle, have a free version, have
a free trial. Sometimes it's a open source product. A lot of developer products start as a open source
product. It has its constraints, but it is also a great kind of vehicle for PLG or if none of those are option,
you can build a really realistic kind of experience. For example, | remember Amplitude, they are pursuing
PLG now, but they used to have a lot of barrier. As an end user, it's hard for me to put that code into my
product and see my data, but they build a really realistic interactive demo that's getting closer to PLG. So
it's not PLG, but it's getting closer and you can already see the value and play with it yourself. So that's
the first step. Have a vehicle.

FROCERIR:

F—HEZ - ENMREN, BEE—) “HE , LhNERFER. £FEHB. AREFRTm, REFLES
mEEMFFRFIEN . BAERMRMYE, BER PLG BRERGK, MRXLEEHRT, (RATUME—FEEELH
A3, BN, FIE’T Amplitude ILTETEHE PLG, ELIRIITIRRS. FAKRAR, HRERMELABBERKE™m
BEME, BIMET —MESELMRE Demo, XEHIL PLG, BAERFARE PLG, BEERA
7, REILIERERINEHR FBMFIEE. FIUS—T 2 BE—1HIFK

[00:21:18] HilaQu
English:

The second step step is time to value. Basically, just because you have this vehicle doesn't mean people
will come and use it and see the value. So you need to figure out how do you give your users a warm start
and help them get started. | was talking with a kind of company today, they just realized we have this tool
and when people come in into the free trial, they are asked to do some action, but nobody know how to
do that. They may not have everything ready to take that action. So we're like, "What about we gave them
some sample video or sample action they can try." Right? It's not the same as they do it themselves, but
it's better. It's getting closer. And after that you can ask them to try the thing on their own and they need

to do more work.
FRSCERIE:

BIERMESLIUE. BEELE, XA THEAFTEKREANMIRIREBHEINE. FILUFEEFBREN
G AP—1 “BUEE)" (Warm Start) , #EEIt]LF. HRSRM—R2FWX, WNFREEAEIA, E
HMTEANRFZIXAN, KRERPITELZIRE, RAMEEAM. MITAEEESEFHRITRMEE. PR
AR NG —EROIISASR I UK REIRE? 7 BAXMMBITFEESDFA—F, BEF, EF
T, ZEFEIUBERMIECER, Bt FFEMES ITIE

[00:22:07] Hila Qu

English:



So kind of think about all the ways you can reduce time to value. It doesn't need to be this big aha
moment in the first five minutes, but at least give them some mini aha moments, right? So that's the
second thing, third thing is think about from there. If they get aha moment, if they want to buy, you need
to have this self-checkout flow ready, self-service flow. It's the foundation, if you have it, it doesn't mean
they won't buy immediately, but at least it gave them this option to do that themselves. And the fourth
thing | would say, between this kind of activation usage, aha moment to this conversion moment,
actually there's a big gap. And what is the gap? How you can understand the gap, how you can guide
people around that journey is basically you need to have a very good grasp of data.

AR ERIE:

FRUBREFMRARERNEIIANENGZ. F—EEEXASHMERERSN “BIERZ” (Aha
Moment) , BEDGEMAI—LERUVNNTUERZ, XRE_R. E=REREEE: WRM1NE 7T WIENZHE
ME, MEZEEFEPLEKTER. XEEM, BTEFARRMINIIZE, EELLETHIIE CHENE
Fo BURE, ERUVEER. MIENZERANZIZE, HEFEEANEE, XNEHRMHA? RIFEME
E? M5 SAPTMXERIZ? 4L, (FEENHIEEIFEEFNER,

[00:23:03] Hila Qu
English:

You need to have the foundation to understand their usage, their behavior, and then you can design a
user journey in the product, in email, in all those tools to guide user to the next step. So have a very
strong data foundation there. | would say. | think those are the main thing. And there are other things like
your pricing need to be relatively simple. If your pricing is super complicated, they need to... Whenever
they pick, for example, they try the product, they love it, they have a self-checkout flow, but in order to
decide how much they need to pay, they need to send your sales some information, you need to do a
quote, then that's broken, right? Or they're already confused about this process. So that is another kind of
important thing as well.

FRCERIR:

REBEREME T RUNNERBRAMITA, ARMRAEETmP. BERUKLMFIE TAFIRITAFKE, 3l
SHAPHANT—F, FIUEE— M IFERANSERM. HUANNIXERTERS, TEHEHM—LEERE, LR
MENTEENE R, MRENREESR, HNWMNHBT=RAZLTE, WEEMEKRE, EATRE
108k, MITESLAEEREEERN, BAEME T, WE? HEMNNEENXIMIRBEIERT . FrIA
EfERNES—HEENS.

[00:23:54] Lenny
English:

Cool. So just to summarize, | took notes on this kind of the things that you got to get. If you want to add a
product led growth component, there needs to be something free and kind of self-serve that you can just
start using on your own. There needs to be a quick time to value, there needs to be a self-serve checkout
experience. You need a data foundation. | really love the way you phrased it where one of the benefits of
product growth is the data component that'll help you understand what to build on, how to monetize
these folks. And then the last piece is pricing that's simple, that people understand.

AR ERIE:

Bh. SE&—TIICHVZEIS: WMRIEEN PLG A, FEERABBMNAAILAFRERTIGER; FER
ESEIMMME; FEEBEMKEN, FELEREM, JRERMONE, PLG VT —MEHIEAN, TR



RIZFRZME T AURMNAER, &KE—REERZEREN.

[00:24:23] Hila Qu
English:

Yeah, yeah, yeah. Just imagine you are building, selling something on e-commerce side. You need all of
this, right. Just in order for the B2B buyer to buy your software in PLG motion, you need to make all those
available to him. It doesn't mean if you view this, it'll happen, again, right. That's the data
experimentation. A lot of that need to be there to support a lot of iteration and make this work.

AR ERIE:

i, MR—TREMEBEE. (REEFMAXENRT, NTIiEB2BX
LR Mtanti]l. S, AFRRRMETXER—EIML, XiE
RELL X EEIVB IR

KIE PLG IRIU T SEARAVEIR M, RBEELX
FENELRN, FERENEARZE, 7

[00:24:52] Lenny
English:

Awesome. Okay, so we've been going in a lot of directions. We started with pitfalls and things you
probably will... You'll run into that may set you off track. But let's zoom out again and let's get into, just
say you're convinced we need to invest in adding a product-led growth motion to our product. What's the

first step that you recommend for people to go down?
AR ERIE:

XiET. HNNKTRZAM, MEAR, 2T ARILRMEENENER. MELEINBRXEARA: Rig
RELWIAAR, RERAZNFT @B PLG R, RENAMEENE-TEHA?

[00:25:12] Hila Qu
English:

| think the first step actually, | would recommend founders and leaders to just understand what's PLG
funnel, what's sales-led funnel with SLG funnel. Because | remember when | begin to work on PLG at
GitLab, it was not that clear to me. There's a lot of things you can read, but they're not all super clear.
What is PLG? How is that different? And through working on that myself, | begin to develop this conviction
and kind of this clear picture. The biggest difference from SLG and PLG is that the sales funnel
traditionally work like something... You have marketing team working on the top of funnel, bring visitor
and then they need to have a process to turn the visitors into lead. And leads is something, it is basically
very popular and vitally used in the B2B business. And you go through some qualification process and
leads need to be from your target kind of customer, target industry.

AR ERIE:

BIANE—D LG LERENBIBAAMSE RIERAT AR PLG IR}, HTARHEHERD (SLG) K. BAFKIZ
SEB/FTIETE GitLab AT PLG BY, HRBCHEAERBER. BABRSFZNALIE, BHREBABM. TAZ
PLG? EEftARE? @IFES LR, HAWEIEREOHE TEMBIIAIR, SLG M PLC RAMIXHITET: %
SZHE R B EHBAATRIINEE, WR51HRE, AEETREFLENERUNER (Lead), £ZTE B2B
AW SHRIFERITRR ZER. FIHTEHEREHE, ARVIRBMBBREPMERTIL



[00:26:23] Hila Qu
English:

The company need to meet certain size, but they also need to show interest. And how marketing team
historically gauge interest is how much they interact with your marketing campaigns. Do they open an
email? Do they read three white papers? Do they go to this webinar? That's how they gauge interest. And
for each positive action you did as a buyer, they add some points to you. And once you reach certain
points, you become this marketing qualified leads. Basically those are the better ones we featured
through that process and we gave that to the sales team. And sales team has more process, but then they
choose some of them, work on them, and they close some of them. So that's kind of traditionally B2B
sales-led motion works. And then product-led funnel is different. It's much more similar to B2C. Basically
you can still have people visit your website and they sign up for free version or free account or free trial.

FROCERIR:

NEFBERE—EME, BAMNEFERRENE, HE LEREANGEXBNAAREMSERENNE
2 MAFERAHTE? RT=ZABRBE? ST MHTEE? XMEMITEEXMEBE . FAXE
K, REM—IRRNEE, MITMARND. —BERXB—EDEK, Ml TEHFEARER (MQL), EFEX
LEZATMENLRLER, RNFLENRLHER. HEAREESZHRE, MIIMPIhE—LHTRH
HEAMR. Xeieffd B2B HERMEXREEA . M mikEiRtUARRE, E©E& B2C, A& LA
AMEIREIML,, AREMETEMR. REKFHEEZIRXA.

[00:27:21] Hila Qu
English:

The most important thing, the biggest difference, is now you want them to use the product. You can still
send all the marketing emails, all of that, but those are supplemental. Those are kind of trying to get
them to the product to use, to try, and the usage, product usage, is almost like the leading indicator for
success for PLG, versus in the sales funnel, it's almost like how many do you get and do they interact with
the marketing campaigns, which in the old days it's what you have because nobody can access your
product unless the contract is signed. But nowadays that's almost like an artificial barrier. It's not there.
You can totally build a product in a free version to allow people to use. So usage becomes so important.

And that's the biggest difference from the usage that you have two potential conversion paths.
FZERiE:

REZ. BERRANXINET: WEMEEMIERSR. MINARTUAEEHEM, ERLEEEHEIER.
ENRATSISAFREFER. E2E™ M. FaERBER/LFEE PLG BRIIMMITElT. MEHERIH, 8in
NFRMER T ZLEARURMINRESERWENER. E3E, XESRE—EMEN, RAAREETER, &
M3 ABERZAREIRBY™ Mo BIMEXILFR T —MANER. EXFZFE. Med UE—NREBRIEAL]
fEf. FRUERBREFNEEE, XERANKS, BEFERER, MEMFBENEZLREZ.

[00:28:18] Hila Qu
English:

One is that if this product is not that expensive, the price point fits in most companies' budget. Some
companies may just use their credit card and they buy online. That's also, you then don't even need sales
team to be involved. And it's very similar to the B2C product, e-commerce product, buying process. And
it's awesome because it's automated, you don't need to have more sales team involved. It's low cost, it's
efficient, it can happen on its own every day. It will just add up to your revenue. And then the other



potential conversion pass is where the product usage is high, but also this customer, this potential
prospect, fits into your ideal customer profile. It's from a Fortune 500 company or it's from a target
industry that you know they need your solution. Then this customer worth more of your time and you
should actually not, even if they may want to buy on their own, you may want to still have your sales
team or have your customer success team to reach out to them to understand a little bit more of the
situation and give them some white glove service. Hopefully you can even close a bigger deal than if they
would have buy on their own. So that's another pass. | call that PQL, PQA, like sales pass.

AR ERIE:

B—F2, NRFEARE, MBTESASHATNE, AEAFARERRERARELBE, XFFEER
FEHERN N XIEFEEMT B2C “mHEF ~miWE IR, XXET, ANEEEMLH, FHFEEH
EHR, BRAMR. MES, SREEEIRE, BEREMMEBIEN. 5—FEERUBERE. maERERR
=, MEXNEEREPFEMEEREFAER (ICP). ftiIkREME 500 3847, HERBIMRMFZRIMER
AREOBR T, BMAXNMEFRERIFRAEZNE, BIEMIEESE, RAENAHEHERMNEF K
IEPAECHEX R Ah], RN TRRERAH RS “BFE RAHIRS. FEEKRILMIIEBBEEERNETF
XMER—FERE, BMZHPQL (FREMLR) HPQA (FmEMIKF), HmEHEERRZ,

[00:29:47] Lenny

English:

And that stands for product qualified lead, right?

R EE:

BRERTEENEEZE (Product Qualified Lead) , HIE?

[00:29:48] Hila Qu
English:

Product qualified leads, product qualified account. So the first step is for you to understand those two
funnels and then think about if you want to add PLG, right? What is this journey? What are the steps along
that funnel you need to establish for your product in order for your user to be able to convert in that
funnel?

AR ERIE:

FmERER, TREBIKF. IS -2 RILRERXRNES, ARBEMRMEBENM PLG, XERIKIERE
TaFEy? ATILAFERZR}REL, (RERNIRET mELLES E?

[00:30:12] Lenny
English:

So you talked about these two funnels. One question is, are they basically the same for almost every
product or should you try to figure out what's really unique about my funnel? And then second, is there
an example of product that you think about like, here's the sales led funnel for them and then here's the
product-led version of that, just to make it a little more real even?

AR ERIE:



RIKET XM PNFSF. — MR eIV FFREFmRRBESERG? ERIRMNIZIAERE B SRk}
BT ZAN? 5=, BRAEMATmIGF, il “XEMIIMEERFES, X2M1~REERE
URXMERERF—R?

[00:30:30] Hila Qu
English:

Maybe | can give an example first and then we can talk about the other question. So | can use GitLab as an
example since that's where I'm most familiar. GitLab actually have a enterprise sales team, very strong

sales team, from the very beginning. But the company also we started from open source product.
R EIE:

WIFHET LR F, ARBIES— MR, A LA Gitlab 7, EABZHREAEN. GitLab A—FF
1A —XAFEBRANBIHERA. EARHBEMFR™mIER.

[00:30:50] Lenny

English:

Maybe describe what GitLab is for folks that aren't super familiar with it.
R EE:

WIFRT AR R KAER AR —T GitLab 2 +AB.

[00:30:53] Hila Qu
English:

Yeah, so GitLab, we are a developer platform, DevOps platform, basically engineer teams, developer
teams. They use this product to manage their entire DevOps process, from storing their code, kind of
managing the version control, releasing CSAD, like security scan, all of that. It's an all in one platform for
that team. So for the sales-led motion, like | mentioned, the teams, our marketing team, were working
bringing a lot of visitors to our website and they sign up for free trial, for free accounts. And then we have
this lead nurturing and lead scoring process to surface which are the good ones for our sales team. In our
sales team, we have SNB, we have the mid-market, we have enterprise, and they each kind of took their
buckets of leads and work on them and close them. They become revenue.

AR ERIE:

¥8. GitLab 2—MHRET G, & DevOps Fa, EAXETRRMA. FREBERX N~ mREEM
{ITB9EE DevOps 7ite, MTEFMEMID. BEMZAER]. &% CI/CD. R2F#EESF. EREAMN—IEXTE,
NFHERMER, EMFREN, HNOEHERAAAIZRSIREHREZNL, LILEREERXBHEE
kP, RARHRNELREBEMEARITARE, NEEHANFTELRNRLR. ZNNEEEAD AFNEL
(SMB). FimmiZMEIE, MISEHTECHLTMN, #HITREHMI, LN

[00:31:52] Hila Qu

English:



And then how the product led funnel work for us is someone, maybe as a developer, | heard about GitLab,
| go to website, | see, "Oh, | can actually sign up for a free account." | may use it for my personal project.
My company may be using another solution, but | have some side project I'm doing as a developer. | want
to use GitLab to host that. And | did that. And so you begin to see this, individual users having some usage
but nothing to do with his company. And then one day maybe this person's employer, "We want to look
into some other solutions. We have way too many point solutions for each step of DevOps. Now we want
to potentially consolidate them. So what are the options?" And this engineer raise his hand, "Hey, | have
been using GitLab for a very long time and | really like it. | think we should check them out." And then this
team, maybe this engineer manager or CTO depending on the size of company, they're like, "Okay."

AR ERIE:

M PLG RPN IRIABXFR: BN, AJRER—RAKRE, WY GitLab, EMiE—F, "B, FAILUEM
PMREWF.” HARILERTTATE. RNQSAIEERIINGR, BEREAARLREE—LEURNE, &K
18/ GitLab KItE. TREAXAMT. FEIBIXENABFRE-EEATTH, ES5HNARELX. BEE—
X, EMARRBER: “FIVEBEFHEMIISE. FK(7E DevOps WE—TEEXRSHNERMBRLE, NER
BE—T. AftadiE? " XNX{TRMEFHR: 0%, HAGitLabRAT, IFEER. HEERTATUE
T, ARHEPRA, FIEERTIZRIE CTO (BURTFABNUR), =i “WFil.”

[00:32:55] Hila Qu
English:

He went to their website and he kind of signed up for a free trial because that allow him to test some
more advanced features. It's 30 days, but he already has... This person knows how to use it. This person
already set up the foundation with the free version and they started the free trial. They use their 30 day to
do a proof of concept, the entire company already using it for part of their process. And they're like, "Oh,
awesome. | tried this feature, that feature, that feature. It's a great tool. It can support our workflow and
I'm pretty sure we should be able to get ROI from this product." And then in this case they are like, "l only
need five seats. It's cheap. | will just go to the pricing page and check out the pricing and buy from there."
Or in some cases, this is a big company and we see this big company is using our product, our sales team
get that data signal, they may send an email and reach out and say, "Hey, | saw you were checking it out.
How can | help?" And that may start a sales conversation, eventually become a contract from there.

FRZERIE:

fth=T WG, EMTREBLA, RAXALILMWNREZSRINEE. LAPE 30 X, EMESZ - XPAXE
E4AH. MELBIREBRITE 7EM, ARFRIEA. MIIRAX 30 XEESIIE (POC), BMARELR
FERRRRERER T E. RS B, XEFET. T T7TXNINEE. B, ERTMEENIR, X
HMNOIIER, RRERNEMZINTRPREREARR (ROD” AXMBERT, MiITESIA: “RIAFTE
ENEA, REE, REREENTEEMITT . HEERERRAT, XB—RAQHE, HNBHXRAAF
EAEERENNS M, HNOEERANKRETXNMUERES, WIRSAMARRR: 1R, ZEIFRIE
i, BARKESITHNGE? * XAgEAR—RIEENE, REET—HER.

[00:34:07] Lenny
English:

Great. Thank you for sharing that example. Maybe a last question on this first step of mapping out the
funnel. Do you recommend people just get in front of a whiteboard and just sit together and like, "Here's
what it would be potentially if we added a product-led growth motion?"



AR ERIE:

AET, BEHRDEXMIF. XF “GHRIE" XE—F, RE—TRE: RESENARBERRERR
BITE—EITIE, “MRIAVLM PLG KR, BENREIREEN" ?

[00:34:20] Hila Qu
English:

Yes. Yes. And | think it's not that... The devil is in the details. Just mapping out the big steps is not that
hard. You think about, " I have a marketing site already. | can build a free version." And then they use the
free version and | build a checkout flow and that's it. That's the story. But that's the first step. If you don't
even have those components, mapping out the funnel will allow you to see a missing checkout flow, a
missing free version, you already identified that. But the devil is in the detail one layer down. How do you
design an experience for each of the step? What do you say on your marketing side to drive free signup? In
the free signup, how do you guide them to use the three most important features? And in the checkout
flow, which payment option do you offer so that customers from everywhere can buy very smoothly? So
that's the next layers kind of detail that actually has so many opportunities for optimization,

maximization and all of that.
AR ERIE:

MY, ", BIFINA - HATTREMY. NXEEATREHRA, (R “HELBEEMLT, FAMU
—1NREER" ARMIARER, BBEM—IEKRE, BE. XMESHEEHM. EXREF . MR
EXLEAMERE, BHRIEILMAIRETEWRIZH RSN, MEKLIRHIHTEH, EEENERET
T—EBHAT, MIOAAE—TIRIHER? (REEHRRTARRREIM? ERBEEIME, ROME5]SMH
MMERKEBN=1IT1EE? EEWRIET, MEHMPLES AT 2XEFEEIRIUE? X T —EH4H
T, KR LESELTHMUMERUNERINZ.

[00:35:29] Lenny
English:

That's actually a really good segue to the next question, which is just, okay, you've mapped out the
funnel, what do you do next?

FRCERIR:
XIEFSIH T F—NEE: 37, FHEEF T, T—FZMta?

[00:35:35] Hila Qu
English:

If you don't have the foundational components, you need to build all of that. But if you have something, if
you already have this funnel exist, right, it's just not working perfectly at least, but it's working, it's there. |
think the next step is you need to pick a starting point. Where do you want to focus first to drive the
maximum impact? Personally, I'm a big fan of finding leverage. | think doing growth is always about
finding leverage. If you can always find the area that with relatively small investment can give you the
biggest results, that can be such a kind of momentum, can empower you through future experiments and
more work. And just finding leverage is a beautiful thing in my mind. So | always want to do that. So when



I think about pick a starting point, one thing | actually do with a lot of my advisory clients as a first step is,

we do a full funnel audit, full PLG funnel audit.
FR3ZEIE:

MRMEREEMAN, MBRICC(EEZER. BENRMFELE T LKA, IRXNFIELEFET, B
RBITEATR, BERER/L. HINAT—FE: REBEE—NMINR. FRETETHREUSERKIIF
m? MEPAMS, HR “FHAIH HBEML, RIAAMIERNZOME AL, MRIFSEEHEIN
RANBXBUNIREHRRAEIRB N, BF=EERNEN, ERFAITRARNLEMES T, EHO
B, FHIIHE—HEUHER. FIUKERBXAM. REBEEFTARKE, HEXHFLENRESEBEF M
ME—TrE: #T2RIHEIT, 2 PLGRIHIT.

[00:36:38] Hila Qu
English:

Think about, we go through me as a kind of end user, go through the entire journey, pretend | am
interested, semi interested, and | want to buy from the website. Does that kind of attract me? Is it super
clear the value proposition? And then from there, going through the sign up of the free account or free
trial, is that smooth? And when | begin to use the product, do | get to my aha moment fast or | am very
confused and frustrated, abandoned at that moment? And from there, if I'm like, think this is good, right, |
hit my aha moment, | want to buy. Can | even buy? You will never believe, like when | do this audit,, there
are so many low hanging fruits usually in this process. For example, one client, when | go to the checkout
flow, the kind of checkout form is so confusing.

FRCERIR:

BR—T, BEA—TMEHEAP, EREMRE. BERBRGBHFBNE, BMMIEME, MG
g? M{EFEHK (Value Proposition) EMINE? A, EMEEKF FIAENSIZINFHE? SHEFRER~R
B, FEERRIAE “WIENZ 153? FRRHEBER. RAER, EH—ZMBFT? NRKLFmAHE, &
B TWERNZ], X, KEXFIEG? FEXNFEARE, ARMXMEITE, BERLAUXMNIEFEIEES
“EFAISHRL” (Low-hanging fruits). flal, B—1MEF, HEHFNEWREN, BBMEKREFHEILA
R E KL,

[00:37:38] Hila Qu
English:

They ask a bunch of questions that only let's say UK customer need. Every other places they don't need to
answer, but they ask the question anyway. And | as a US based person is very confused and | drop off at
that point. And then there are other things, for example, the aha moments like | talk about. | don't know
what to do when | land inside a product for the first time, I'm super excited and ready, but | don't know
what to do. I'm so lost and confused. That's usually a pretty big focus area and opportunity area. Just
getting your users to aha moments. They are already over so many hurdles here, but don't just turn down
them and they leave because it's so confusing.

FROCERIR:

il T —ERARERF A FEOENRT, HitANARERFTERZ, BHIIRERR. HREH—D
AXEENARIFERZE, MAEPR—ZRLT. TEEMER, LLMKRIVTIENZ, SHERENT@
B, BIFEANEHESRE T, ERFAEZMT 4. BRRBEEKCNER. XBEE— N ERARHNER I
RN MBILMRBAFEREWIENZ, tIEXBEI T XAZERREXE, FERNRIERE MDA
EZI5, iLiEH.



[00:38:25] Lenny
English:

It might be helpful just to explain an aha moment. | know people hear this term a lot. What's a simple way
to think about what is an aha moment?

AR ERIE:

BRE—THazE “GERN%Z” (AhaMoment) RIBEREHE), HRABEANZEREX M, BBHARERN
FIERIBRE?

[00:38:32] Hila Qu
English:

I think it as a moment, as a first time a user experienced value of your product. So it gets popular because
Facebook has this example from the early growth days. | think you added 10 friends in seven days, you hit
your aha moment. But there are many layers under that. The reason why Facebook used that to define its
aha moment is because in early days, if you add these friends, you begin to form some connection. You
can see an interesting feed, you can interact with your friends, and that social interaction, it's the core
value of Facebook, and Facebook leaves by looking at a lot of data. If you meet that data metric criteria
it's kind of very likely you will hit that aha moment. But | think for a lot of, especially we're talking about
many Saa$ product, B2B software, the value of such product is usually either you see a workflow can be
supported by this, it can save your time, it can save your money, it can help you make more money, or it
just solve this pain point that you never get to solve on your own without a software product.

FRZERIE:

BINNER— TR, BARE—XAEREIR~RNERNRZ. EZFRLURITEEN Facebook FHAE KA —
NMIF . INRIRTE 7T RNARMT 10 NMFER, RELAETHUERZ], EXTEARZEE X, Facebook ZFrlL
AXNHREXWIERZ, SRAERH, MRMENTXERR, RMARRILIERKR, £EEBNIE, M
AR B, XMt EBhE Facebook B\ {E. Facebook BB AEHIELIM, WRIFHE T XMEHE
BRI, RARE A REAIEIAB MIER X, EXF1RZ SaaS ™ mak B2B 3 fF, MMEEEET: (REE—1
TERAIMSZE, EREBMFE. dk. BHRRESE, NECHRTINLENRG~RmMETEBITHRRNE
=
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[00:39:57] Hila Qu
English:

So at GitLab we actually did a bunch of analysis. We're trying to understand what is the aha moment for
our new users. We ended up have something along the line of two users, two features used in the first 14
days. So it's very similar to Facebook's kind of format. But deep down, because we are a platform, we are
a team product, two users is talking about the team components. Whatever the first user is trying and
using that is so valuable, he or she is confident to invite another coworker to come in. That itself is very,
very valuable action and indicates this first user is seeing value. And if together they use two or more
features, that means we are seeing the collaboration, the platform components of the product. And
within the first 14 days, because it has to be reasonably quick but not unrealistic, because we are a
complicated product, we're not Facebook, we're not Zynga or a game app, it's hard for you to figure it out
in the first day. So yeah, | think it's a very important concept for any PLG company to figure out because
that's often the biggest opportunity area | see.



AR ERIE:

7 GitLab, FEAISEFR LM T AEDH, HERRHAFNTIERZIZ M 4. RNERLFHIECEMNT: X
14 RRE2MBRERT 217088, X Facebook BRI RE. EBERANKE, AARKNE—TFE, B2—1
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[00:41:24] Lenny

English:

Aha moment and activation is often interchangeable, right?
R EE:

PERZIFACE (Activation) BE SR UAEMRAY, IE?

[00:41:27] Hila Qu
English:

Yeah.

FRCEIE:

=i

[00:41:27] Lenny
English:

So those are kind of two things you'll hear. And just to reframe, re-say what you say, so GitLab's activation

slash aha moment milestone was two users using two features in 14 days.
R EE:
FRLURSIAEIX N, EBR—TIRIEAY: GitLab BUBUE/TUERNZIEZME 14 XA 2 MHFER 2 M8,

[00:41:38] Hila Qu
English:
Mm-hmm.

AR ERIE:

I3

([VYe}

[00:41:40] Lenny

English:



And | imagine the way you got to that was you looked at what point does retention improve if they got to
a certain milestone, right? Is that roughly how you [inaudible 00:41:48]?

AR ERIE:

BBIFREXNMEICNGEENRE:. MRAFPRETENERR, BEREHAMRSRES, WIE? AHEX
AfByrg?

[00:41:47] Hila Qu
English:

Yeah, exactly. So there are how you can get to that, right? First of all, the internal team, our growth team,
actually we did some brainstorming. We think about what are the potential action or behavior that
indicate they're getting value. We ideally want to do something like they maybe successfully merge their
first PR or they successfully run their first pipeline. All of that. There are some potential high value actions
we can think of. We just list all of them. And then the next step is, we did a correlation analysis to
understand, hey, those are the 10 high value actions we believe we want to look at. If a new user did this
action, what's the maybe 30 day conversion rate and... Not 30 day, 90 day conversion rate. What's the 30
day retention rate? Because we look at both. Sometimes you only look at retention or you only look at
conversion, it doesn't give you the full picture.

AR ERIE:

. RAMUERXFR: B%, RINMEKEEITTKMNE, HlBEMEBENERITHRBAF
RETME. BRERT, RNELEER “MWEHE PR & “BINETE—TMARKE” Z2EBEFE
1Ay AR — LB ERSNENE, HEel]7IdX. T—P2EBEXMEDH, ETE: R, XRH(MAAE
BXEM 10 MENEE. MR—NHAFBTXNEE, fth90 RWENERZEZ? 30 RNBHFEXEELL?
EAFNTREEE. BRMRREBEFRRERNL, TEFIH2H.

[00:42:52] Hila Qu
English:

So we look at if you did this action, let's say if, Lenny, you are trying our product, you are able to
successfully merge the PR in your first 30 days. Does that improve your likelihood to convert? Does that
improve your likelihood to retain? And we compare across those 10 high value actions, compare with the
average. And we begin to see, oh, some actions actually if you do that, it lift your conversion, lift your
retention much bigger. And those are the candidates for potential aha moments. And from there, the
reason why we ended up not picking one single action... For some products, actually you can pick a single
action. If one action really stands out, | don't know, for Airbnb [inaudible 00:43:39] is probably, you book
a hotel, you go to there, you are so happy, you leave a high star review. That's the key action for this
platform.

FRCERIR:

FRAERANEE, MRMAMT XDEE—/RI& Lenny (RAEIXA RN ™5, R7EX 30 RWEIEHT—1
PR, XZRERES 7 IREELRIAREN? BEIRE TIREENRARME? HITRX 10 MEMMEIES FHKFHTH
Ebo FMFEEI, B, BLEFMNRIFMET, NEEHNEFNRABATS, XERSBEWMIERNZIBEE
ife EFAFARNERLEERE—E - WTFREE™®, MEBSEATLUER—F. MREDEHEES
i, tbglAirbnb, RIBERIRII TIBIE, EXTHE, RFL, BT TERTN. BRI FaBXENF.



[00:43:49] Hila Qu
English:

For GitLab, we have so many different workflow components. Teams are here for different reasons. Some
are here for security, some are here for like CSAD. So that's why we ended up combining like two action. It
can be any of the two high value features. The next step is actually you need to launch some experiments
to try to get more people to do those high value action. And you then see, do | see higher conversion? Do |
see higher retention? Because in data you are only isolating correlation. You are not proving causation.
You just saw people who are doing this are more likely to convert. But it doesn't mean if you get people to
do that, they will convert. So experimentation is the step. You will finally kind of validate that.

FRCERIR:

XF Gitlab, HMNBEXSAENIERAN. ARRXENBENEZFER: BEBNTERE, BEENT
Cl/CD. F EL,{&{IJE%%ST?@'/MM’E, AURERAEINENEINE. FT—PERLERFR—ERE, ZRiLE
ZARTXESNEDF. AEME: HETHITESNRUR? BRI TESNEER? RATEHIE
B, (RRBEDBHAEXE, MARIERRRXR, MRAREIMILEENAERAIERK, ERARMEREA
MNEMXLESE, Ml —ESHEK. FIUEREXRIE, CrEKRIEX—Ro

[00:44:37] Lenny
English:

Hila, this is amazing. This is like a mini podcast on activation. We should do another one just on this. And
then in the show notes, I'll link to a couple posts that I've written with a bunch of advice on setting
activation milestones and improving them. | forget if you've contributed to that post or not, but if not, we
should add some of these stories. But let's get back to our core. We have enough to talk about on just
product led growth. So just to summarize the audit that you do, | wrote some notes as you were talking,
and maybe we can keep going from that point. What you look for when you're auditing a product to see
where they may pick a starting point, what | wrote down is, one, are you just excited to try it? Is the
landing page pulling you in? Two, can you actually use it on your own and just try it? Three, do you get to
the aha moment where you're like, okay, | get it, [inaudible 00:45:25] it, and then can | actually buy this
on my own? Is that roughly the audit? Is there anything more to that?

FRZERIE:

Hila, XX#% 7T, XEHEB—BRXTHEN/NEREE. BNV ZENALBR—5%. ETEECE, RoHEER
AREHN/IRXTFIRENUABEREREBNINE, AT TIREREANBRXERRASR, NMRKE, HMNZ
EXEHFEMHE, BLLRIEEIZOIER, XE PLCMEBEBZWN T, S4— MrMEET, FARBIET
L8, HNATUMXEHSES: SRETT—NTRUF RTINS, RXENZE: 1 RESHEERR? &
FEDIRSIRIZ? 2. fREEE CEpFIRXAME? 3. fREEATTERZIFH 08 “B, KIET™ 13? 4. HEEEHCWEGE?
HITABEXFG? EF7R05?

[00:45:30] Hila Qu
English:

Exactly. I also look at their initial first few emails they send to me, because sometimes the email magically
can help a lot. If I'm frustrated the first time... The other day I'm trying a product, I'm frustrated, I'm like, |
will give up. And then in the night | saw an email, I'm like, oh, maybe I just click the CTA and give it one
more try. And that time actually | figured out | get to the aha moment. So | also look at the email, the first
initial emails, and then when | map this out, | ask the company to give me the data at very high level for



each of the step. How many people are on your website? How many people go through signup? How
many people hit this aha moment? We need to define that. We need to... Usually a lot of discussion, like
how many people get to the aha moment, how many people started self-checkout and being successful.
And then like that between my experience from a user perspective and the data, we usually immediately
begin to see, oh, this is the biggest opportunity. Usually activation and conversion are two of the common
starting places.

FROCERIR:

B, RESBMINRAERNSYLEEGE, RAABNEMGEEDMIFNER. MRKE—R=HEEREE
BB LREEA— N m, AR, OERERFT. SRGEEREE—HEG, FTE: W, BiFRkix
R TREMEHEBIR—R” ERPRLENAE TEMIENZ]. FAIAKRBSERVNER . SHELREERE,
REBRQFRME—DIHNBREEASE: NEEZLNE? ZOATHTEM? ZDNEETHIERZ? 3
FEENXT. BESBREZINIE, LMD AKRTHMENRZ, ZLOAFRT BBEWKHMI. S8R
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[00:46:42] Lenny (Sponsorship)
English:

This episode is brought to you by Ahrefs. You probably know Ahrefs as one of the leading all-in-one SEO
tools, used by companies like Facebook, Uber, Shopify, LinkedIn, Pinterest, and thousands more. But
Ahrefs is not just for big companies. With their new Ahrefs webmaster tools, you can optimize your
personal website like a professional for free. You can scan your website for over a hundred common SEO
issues that might be hurting your performance in search engines, plus get advice on how to fix those
errors. You can have it automatically browse your website's internal and external links, and get actionable
insights from your backlink profiles, and you can learn what keywords your website ranks for and see how
you stack up against your competitors. Visit ahrefs.com/awt and start improving your website's visibility.

That's ahrefs. com/awt.

FRCERIR:

A& A Ahrefs BB, RAJBEHIE Ahrefs @Mt —ihX SEO TH, # Facebook. Uber. Shopify.
LinkedIn. Pinterest M FRHAFEMA. {8 Ahrefs RUXRSZ FAAE, BEMIT2HHH Ahrefs KT A,
RETLUER B I A — 1 R B RAIRE D ARG, fRE]LUFHEM L 100 2R EEIREISR5 | ZRIMATE R SEO
B, HRFEERN. ErILBhNSMIGRIARSMERE, MRMPEEEE X4 PIRETRIEN AR, RIER]
LT ML X BRHES , HERMRSESWNFHERE. 148 ahrefs.com/awt FFATRFHRMILEY AT 0%,

[00:47:42] Lenny
English:

Okay, so let's get into that then. So you've done this audit, what other advice do you have for folks to
figure out where they should start and invest in that part of the product to help launch product-led
growth?

FROCERIR:

9, BEOTRNRN—T. (BT THEIT, W FAMOAREZMBEFGRES~RUBE PLG, REBHA
B

[00:48:00] Hila Qu



English:

You can do a audit like this yourself, right. Just imagine if you are a B2C user trying to buy a product, you
want it to be easy. Ideally, PLG for B2B can be that easy as well. So go through that process and identify,
where is confusing, where do you get stuck? If you find that you have a problem with activation, meaning
if you enter into the product you are like what do | do, | don't know what should | do, and maybe | just
left. And then, if that's the biggest opportunity, activation, then you need to think about find the right aha
moment metric as the first step, as we just talked about, because that's the success, that's the goalpost.
And then, design a product experience to help more people together. And | usually think about do is
better than show is better than tell, meaning you want to remove all the frictions and somehow give them
a warm start, give them some sample template, give them some sample thing they can play with initially
in that very moment already, and you can supplement that with your email to bring them to the product
if they don't do that. So that's activation.

FRCERIR:

fRAE] LA XN ETT. BR—TIRE—MAEL~RM B2C AR, (RAEIEES, BERBRT, B2BHY
PLG tBRATLIX A8, FRLE—BAE, IRFIMESARE, MEILRFET. MRMRNBER R, B
RIRHNT@EMOE Bz A? RAMEZTH , ARMBHT. IRBEREANINS, BAE—
TR B EMRYIIERZIFER, [ENFAINAIER, EABEMIINER L, AlE, 1’ miAEREER
BEZANREPBR, BEEINN “MILTE, BATR , XRWEMBEERAEER, St(—NRE5, 4
ftofi ] —LRmHIRIR, LA —LrT LB EFIRBIRE. SMRMITRE, ReILGBIERF+hse, BituflH R~
amo XFLEEEo

[00:50:08] Hila Qu
English:

If activation is okay, but your conversion, your self-check checkout flow, usually there are also room for
improvement. Many company | work with, when | try to buy, | cannot even find where to buy. It's very
hard to find where do | click to start this checkout process, or they may have some frictions in the
checkout flow where it's not localized. One company, when | look at their data, they find that India has
very low success rate, which is expected, but we begin to say it's because the payment solution they
choose actually doesn't support that market well. And they added another payment solution,
immediately they are seeing much better success rate. And if they're already in the checkout, you don't
want to lose any of them, right? Just do a hundred experiments to get to as much higher kind of
commercial possible, because you don't want to lose any of them. So activation, conversion, usually are
two great place to start.

FRCERIR:

NRFCERPE, BRUMNBEBHEKRERE LANHETE, HRGFINREZAE, SFHEAXMR, BEHK
FEIFEMESL, REREIREMWEFREK, NELEKREPEER, LINgEEML. B—RAF, HEM
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[00:50:53] Hila Qu

English:



And then from there, | would say think about your PQL/PQA, motion, which is the other conversion pass,
which is if you also want to have sales blended into this, right, product-led sales motion, how do you set
up the structure, the foundation so that you can know what are some data signal to tell you those are
better leads? And what are some customer criteria, in terms of size segment, you should set up, how do
you get those data, and then how do you hand this to your sales team, how they can close using those
data, use this knowledge? That's another very big opportunity area. That's a bigger effort, compared to
those two low-hanging fruits. And the last thing | would say, product-led acquisition is a great place to
start. If your product is a collaboration software, think about Airtable and it's Figma, right? As part of my
workflow, | invite my team to join, | spread this out. If you have that use case, you can build that into a
product that's awesome, that's very powerful.

FRCERIR:

RAlE, HRWEEIMFHN PQL/PQA R, MBS —FEHEKRER. WRMFBIBHERMAEA, B “FRIRsNH
£” (Product-led Sales) #®3{, {RINfEIEIIEMFERM, UERNEMLEHIEES RAXLEESEMRNEER? R
ROZIEEWMLERFiE (NFAE. A7) ? (RAFEEREUXLEHIR? ARMRNAHEX LI LHERR, 1Lt
M AXLHIBRFIRRMR? XRF—MNERNNETR, EELFIFHRD “BEFAFHNRL , XFERA
BZiEN. REHREBIR, FRIEENIRE (Product-led Acquisition) tB2—NMRIFHRES. MNRMRE=REND
E3 {4, #8728 Airtable ¢ Figma, ¥IE? fEATIERN—I5, FEIBEPAIMN, EiB=REEEHET. W
RIBEXMAG, RAILEEwE#H=RFR, BRIEERK.

[00:51:18] Lenny
English:

So there's a lot there. So let me try to summarize what you just shared and how it connects. So you have a
self-serve product, you've gotten to a point where you can sign up and try something for free?

FRZERIE:

RBERZ. URABLE— TR D ENRBURENBINARE, FRURE—TBBRS~m, BLE
T BARILUEM A R 2RI BRI ER?

[00:51:28] Hila Qu
English:
Mm-hmm.

FROCERIR:
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g[Ye}

[00:51:29] Lenny
English:

And then you do this audit of where along this journey do we think the biggest opportunities lie and the
most leverage lives? And you have these, | think, four buckets of opportunity? Acquisition, which is top of
funnel, do you want to double down and invest there first, or activation, which is help people see the
value more quickly? Bucket three would be, you called it conversion, which essentially help them buy it
more efficiently? And then there's a bucket of retention, of just keeping them around longer, which | don't



know if you mentioned this, but | know that's probably not where you want to start, so it's even not worth

chatting about too much.
R EIE:

REMETHIT, BEEXRKESR, RANNZHMEANTIHFEBRE? FEEMERA: LRE
(Acquisition) , BUE=HT0ER, (RAASCFEABEMMBIRANIG? 2. 80F (Activation), BIEEBIANEREZINE, 3.
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[00:52:04] Hila Qu
English:

Yeah.

FRCEIE:

=i

[00:52:05] Lenny
English:

Cool. And so the question, basically, a founder or product team has to decide is which of these three
buckets do they go in on when they're trying to add product growth, acquisition, activation or

conversion?
RS ERIE:

fo FRLEZAE LS AR mENFERENZE, ARHEN~ DGR, MZRAX=MEIFHM—1: 3K
. HERERN?

[00:52:16] Hila Qu
English:
Mm-hmm. Mm-hmm.

AR ERIE:
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[00:52:17] Lenny
English:

It'd be cool, maybe just one example of each of these three buckets, like what's a product that did a good
job here? And then you also talked about how to know which one to start with. Maybe just again, just a
quick summary of you should probably start activation if this, if you have something like that?

AR ERIE:

MREEX=NMREIE—IFIFRAET, LM mEXSEEMFE? REIRET WERE KB—FF
Bo WIFRAILIBRESLE—T: MRBEAARER, RRIZMKEEFIE?



[00:52:32] Hila Qu
English:

You should probably start with activation. Activation is actually a common good starting place for most
B2B software. Because usually B2B softwares are not designed to really get you to use quickly,
historically. A good example, there are, | think, all the best PLG companies, they do a awesome job. That's
almost like my criteria to say whether this is a great PLG product or not. Think about Miro, as an example.
If you go through their activation experience and sign up to usage, they ask very limited questions, very
targeted. They drop you, kind of, they ask you about your use case, what are you here for? Are here to do
a brainstorm session? Are you here to develop a roadmap? And they quickly gave you templates to get
started. Just like in maybe five minutes, you finish the entire journey from go to the website and sign up,
answer a few questions, and you are already using the template they provided to do the thing you want
to do. That's time to value. That's a success. | think that's a really great standard for all the PLG, like a B2B
product, try to follow. So that's activation is usually a good place. If you don't know where to start, do
that.

AR ERIE:

{RETREN IZMBUEFFIR. X TAZE B2B BfFKin, AEdBEER—MRIFHIER. RAMMBSELE, B2B A
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[00:53:54] Hila Qu
English:

And then conversion, | would say, is a place, again, worth investing, but there are two layers. One is the
self-check-hub flow, just do some experiments there. You can actually go to any E-commerce website,
like, I don't know, go to Lululemon, go to Amazon, make your conversion process as easy as theirs. That
should be your goal. The consumers shouldn't be confused about complicated pricing, where to find all
of that, so that's a place always worth investing, testing more, because that's revenue so close to be
added into your book. And then the PQL/PQA part, the other more-complicated path, | would say that's
something you want to figure out activation and self-checkout a little bit, and you want to have some
reasonable user number and then invest there, otherwise it can be a little bit jumping too fast and
jumping too ahead. And the acquisition, a product-led acquisition is a great place to invest, if you have a
collaboration workflow, you have some inherent, internal viral components in your products. Think about
Figma, think about Calendarly even, right? It can spread. This product is so easy. You can build something
to allow it to spread on its own.

FRCERIR:

REREL, HWUANANBERKE, BEEERIMEE. —EBMEKRE, EREMLELN, REKAIUEER
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SHAH, BAFmBEREE—MREFNKRES R, 818 Figma, EZE Calendly, XE? ERIUERE.
FEER, RETUME—ENFILEBITERE.



[00:55:24] Lenny
English:

I'm hoping that was really helpful, because | think a lot of people are like where do | start, what do | do to
help start moving down this road of product growth? And what I'm hearing generally is just activation is
probably where you want to focus, which is essentially getting people to your value quicker. And what's
cool about that, and we had a podcast with Lauryn Isford from formerly Airtable, now at Notion, talking
about all the ways to do that. And interestingly, one of the biggest levers for retention, and moving

retention, is often onboarding and improving activation, so win-win.
R EE:

BREEXIFEFEY, BNRSABHER “BZMBEAHR? HiZM+ARBE PLG #i2? * FHIRFIRIZON
R AEAUREMNZXENER, ARLEMIILANERBAERINE, EHZ, FIZFH Lauryn
Isford (E{EERTF Airtable, I{EHRTF Notion) RI—HIER, IETRIX—BRHMERE. BBHIE,
RABEREANZ —BEMENIRS|F (Onboarding) M#ENE, FrLIXZEX R

[00:56:00] Hila Qu

English:

Yeah, definitely. And | could talk a little bit about retention expansion, if you think that's helpful as well?
R EE:

W, B3R, MRIRGISEER), RWETLIENEEEMNY 3K (Expansion).

[00:56:00] Lenny
English:

Sure, let's do that here.
FRCEIE:

B, PTEX) LEE,

[00:56:08] Hila Qu
English:

Yeah, | know that | didn't talk about that in the post, and there are people asking, hey, do you plan to
write another post on this specific topic? So the reason why | didn't cover too much retention expansion
is, as you mentioned, it's not usually a first place to start. | call retention the messy middle. It's actually a
messy part of the entire funnel. A quick activation, conversion, those are fast. Those are almost
sometimes shorter time span, right? You have a lot of never, and you can test very quickly, and that

acquisition is a very big leverage. You need to get more users, always.
FRZERiE:

HAMEREXERREARZXT, BARK: B, IR —RIXTFXMERNXED? 7 FZFALUK
SZBNEEFEMYT K, BRNENMRAR, ©EEAERSHIMG, HBBEFNA “RELBFREERE" o ©5%KFF



ERBNRIAPRREIAED, REHE. K, XLEHRR, HEEERE, MATURENL MRAE2—"
EXBIIN, fRKEEEEZAF.

[00:56:48] Hila Qu
English:

Retention is super important, but it's a little bit messy. It's over a very long period of time, and your
customers can be, at any given moment, they can be retained or not, like if they just cancel or they just
decided not to use anymore, you already lost them, so it's a very messy part. But how | think about
retention, there are two steps. One is how to build a habit in their usage pattern, so that they are using
this maybe every week, every day. The key to do that is, first of all, your product need to have a high
enough frequency. If you are using this once per month, it's not likely you can build this into a habit.

FRCERIR:

BEFBREE, BAREI. EEMRK—&IE, (NEPEEARZEAIEEFENFEF. LLntiIEE
TITH, HERERBERAT, MMAEMIIT. FIUXEIERF. ERNBENBELIRS . E—F=2
AR ERERPRIIEG, itISAEESXEER. XBET, BAMNTnTEEEBENE
PSR, SRIR—PBARB—R, FXEIEEFRR IR,

[00:57:39] Hila Qu
English:

Before GitLab, | worked at Acorns. We started as an investment app, and the whole thing is passive
investment, passive investing. You bought some ETFs, and then you basically don't even need to check,
and you just keep adding money and it will grow, and after 10 years is awesome. It's actually the right
investment philosophy, but when | worked as a head of growth, it made a big challenge for me, because
think about set and forget it. They don't even need to go back to a product to be successful. And that
make it very hard, as a head of growth, to drive engagement, drive retention. | don't even know whether
they're retained or not, if they are not coming back, right? | can only gauge from other indicators. So |
think one thing | would say about building habit is think about how to build those habit feature or
collaboration feature into your workflow already, into the product already. That is the reason they can
retain, fundamentally, if it's high frequency, if it involves collaboration with other people, if it's part of
their workflow. So that's the first step. You can obviously use a lot of the looks to reinforce that. You can
send them an email if they take certain action, and get them back, and to repeat that action, but
fundamentally you need to build that into your product.

FRCERIR:

NN GitLab Z 81, FfE Acorns TF, HM&EME—TMRENA, ZOE “WIREA" o RET—LEETF,
RREALHAAE, RABHERHEMIIER, 10 FEMRAIY. XHLEEMNRFIES, BEHHEEE
KAOFAR, XEHHERTEAM . B8E, “REFMABET” , IEEFFEQE~mP iR
pe XILEMERAFTANRRERDSS5EMER, MRMWIIRER, REEFMEMEEEEE, M
1E? HREBEIEMIETRERE, FIUXTREILIM, TRRNE: BENEARXLE I BRI DI ER
NEITERMFE@mP. MRFRMERS. BREMANE. BRILERN—87, XA2MNEENREERE.
XEE T, REARLUFBRSFEKBUX—R, LLAOEMINIRITEERER LG5I SMINERES X
12E, EMRAE LR, MEEFHEMER~ R,

[00:59:09] Hila Qu



English:

And then the next part around retention is | actually think extension is part of retention. Basically you
already have a steady usage flow. You are using this habitually every week, every day. What are the right
moment to prompt you to think about maybe buying more? And there are three buckets of product-led
extension. The first one is up upgrade to a higher tier. The second one is buying more seeds, buying more
license. The third one is if you have some sort of a consumption add-on component, just consuming
more, right? Like for GitLab, you can go from bronze tier to a silver tier, you can go to a higher tier, and
then you can buy more seeds, and you can also buy more CSCD minutes to consume. Those are all the
different moments. How you can do that is really understand data, understand usage, and trigger a lot of

the right conversation at the right moment to the right person.
R EIE:

BENT—Y, RERLIAAY K (Extension) RBEFN—#5. BEXLMELBTRENERR, REAE.
BREEIMMEMER. BA, TARERRRTIREBWIESHIERIN? ~mikshi k=78 1. A%
NESEENAR. 2. WXESFEMHITFANE 3. IRIMEREMEFEEEN, MEHEES, LLIE GitLab,
fRA] LAMSRRE AR EISRAE, AJIAEESENL, tBRIAEES CI/CD D3k, XEHMEBFRIL, LRX—R
X EEERSE. EREREN, HEERNNZINERNYAMAERINIE,

[01:00:17] Hila Qu
English:

And you can, again, a lot of similar tactics you use in activation conversion actually can be beautifully
applied in expansion, because it's almost a combination of getting people to the aha of that feature, use
that feature, try that feature, getting them to convert.

FROCERIR:

MmE, REFEMZAPREANRSEMKREE, ELAILUSEERMNATEY K. HAXLFMEBILANTARZ
THRERVIIERSZY. (ERIZINEE. ZiXiZThEE, HERA(REMITZRUETE,

[01:00:34] Lenny
English:

You're leaving all these gold bricks that | have to resist not following and getting off track with, because
there's so much, and like retention is its own conversation. We could have maybe just one question along
those lines. What's something that you've launched that had a tremendous impact on retention? Is there
an example of just like, wow, that really had a big impact, you talk about frequency maybe, but what

comes to mind?
FRSCERIE:

B TXAZ ‘€% , HERFEECAEERMEIUEER, BARBEELEZ T BEEFME—
MITBET, XKFX—REIF—NRE: MBEEAHIFANBEETEEALMBIARAL? XA
“IE, FMAENRKT BfF? RERITER, EBHARBEIRE?

[01:00:56] Hila Qu
English:

| can share some of my example at a course my-



AR ERIE:
A AN ZE—LEFK7E Acorns BYFIF-----

[01:00:59] Lenny
English:
Yeah.

FRCERIR:
%o

[01:01:00] Hila Qu
English:

| think there are two things. One thing is actually very similar to what you just said. When | was asked to
work on retention, | did a bunch of analysis. The biggest leverage for me is actually activation. So | ended
up doing tons of experiments in activation. | identified what are the features for users to take experience
value quickly so that they are more likely to retain. For us, it's a feature called recurring investment, which
makes sense in hindsight, but at that time nobody's caring about that. We have some other very cool
investment features called roundup investment, so nobody is really paying a lot of a attention on this, but
when | look at data, | saw recurring investment has a high correlation with retention. So | did a lot of work
trying to get more people to set this up, and which has been a great success, actually, in a very short
period of time.

AR ERIE:

HANNERR. F—RELMMNIAZAEERM. ABEEEROTEEN, M7 3EDH. ZRMITFK
WERAMAFESSRE, FAUERAERESEM T KERNKI, FIR5E T WL sEsEIL A IREFIE
&, NMMEBRRERRF. WRHIKE, BIIhEEN “EHRE" (Recurring Investment) . EEERXIEFR
YA, BIERAROXD. HNEEEMREENVIRAINGE, thil “BHIKXZE" (Roundup Investment) , FrLL
ARKEAKIERR A, BELHNBHIER, RANEHRASBFERSEXE. FTREAMTAKELF
SIREZ NIREXNIIEE, FRIERRAERENBINMIE T EXMI.

[01:01:58] Hila Qu
English:

And then from there, | would say we begin to add more use cases that has a higher frequency, like |
mentioned, right? If you only come here once per month to check our investment, it's very hard to retain
you. We don't have any lever to engagement with you as well, if you are not in the product. So we ended
up adding IRA account, retirement account. We ended up adding spending account, like a debit card, like
more high-frequency use cases. Those use cases come with higher frequency and better retention by
nature, so now you change the problem from how do | improve retention to how do | drive adoption of
higher-frequency use cases? So | did, again, a bunch of experiments how to drive more adoption of
retirement account. Once you have a retirement account, an IRA, there's tax consequences, all of that.
There it's very hard for you to leave. So you flip the question into, again, adoption/activation problem in
that case as well.

AR ERIE:



MIBLAE, BATFRIEINESMENAG, EMFREIN, NRE—NIAFRE—RIEE, REEEMR. WR
MAEFRE, BIHETESRER, FIUERIEMT IRAKF (PABRAKKF). HINEEMTEEKS, Lt
e+, XEHESMAF. XERFIXREEEESHMEMEBEIFNER. FTUIEREREM “HinfEi
SREF ERT “HNMESSMAGRRAE" . TREANXMT XK, ARMAHEDRAKAIIRAE, —
BIrETERAKE, SEMSZERERR, MUREBFT. FAUEBIMERT, REBRIEREZLNT R
FA /3R,

[01:03:04] Lenny
English:

Amazing. Thank you for sharing those. Oh man, there's so many other things we could talk about
retention, but we have enough to talk about on product-led growth. So there's two other areas that |
want to touch on. One is data and infrastructure, and what people should know about how to set that up
for success, and the other is hiring your team, and how to build out your product-led growth team. So
starting with the data piece, maybe just as a big picture, just like what are the buckets of data and
infrastructure people should be thinking about that they're going to have to invest in or should start
thinking about early?

FRCERIR:

XiET, BHNE. XTEFEEXRSHLEN, BH{1XT PLG FEEERMTT. EEM MR TR
— P RBUEMEMIZH, UNRANIATRIIAIZINAEZEE]; 5—12HMEE, UAMNEAR PLG Hf.
FMEIEFIE, NKBRE, AMINIZESIRA TR E LSRR 2 ?

[01:03:36] Hila Qu
English:

| think there are two big buckets. The first bucket is product usage data. As | mentioned, a lot of B2B
software, they're really lacking in that, because when you sell via sales team, you don't need to know so
many details, so granular usage data, all of that. The second bucket is | call this customer 360 database,
because product usage data is one component, is the most essential. In order for your product-led gross
motion to be successful, you also need to connect that with your marketing teams, marketing campaigns,
your CRM, your sales force, who are the customers, prospects, what their stage. So those ideally need to
be connected so that you have a 360 picture of your customer. If | have an Airbnb as a potential, like a
target account, do | know there are users from Airbnb that are using my product, which features are they
using, and do | send any marketing campaigns to each of them, do they respond, all of that. All of those
ideally need to be connected, but in reality is all over the place. It's all in its own tools in most of the B2B
companies.

FROCERIR:

BIANBERINAR. B—IMET-mERMIE, ENHRIN, R B2B RHFFERZXT, ANHIMEIHE
FIPAIHERY, RAFBRNEBASATHAERANEREIE. FMARMZN “BF 360 BIEE" - ™~
mEAREREER— AN, BEARRZON. ATk PLGERIML), MERERESEHEEI. E1HE
&fl. CRM. Salesforce EE#ZICHK, THIEREF. HEEBEER. QT HAMK. BRERT, XEFE
ERFEER, RN EPE— 360 ERN2RIAIR. MRKIE Airbnb (ERNBEBRIKF, HRESHE Airbnb B
MR PR m? MIAMEINEE? REDLMITENARTEHEME? MNEN TE? BEAERT
XEEZER, BUNPENFEEEESL, EAZH BB AFE, B IfEFET&EBIRINT AR,



[01:04:57] Lenny
English:

What are just some tools that you think people should check out, start with maybe? What's Hila's

recommendations on an initial stack or areas to explore, in terms of tooling?
R EE:
RIAR AN Z R ML T REAIR? X FHRTEASESRRNTE, Hila BHARIN?

[01:05:08] Hila Qu
English:

| say there are two piece. One is infra, the other piece are some tools that are kind of secondary. So from
infrastructure perspective, on data tool, my first tool usually, one is some sort of data hub segment, right?
This next one is some sort of a product analytics tool. Think about Amplitude. | know PostHog is actually
a pretty popular one. It's an open-source product analytics tool. There are Mixpanel, Pandle, all of that.
So have some sort of data hub, data collection tool, and have some sort of product analytics tool. That's
the data infrastructure.

AR ERIE:

BREFWE D, —BHREMIEHE (Infra), F—HHBREIR, NEMISHENAES, EHEIESTE, &
HEIRIEEEH Segment XHEFRIHIEIXL (Data Hub) . EFTFREEM~mOIE, bl Amplitude, FHA
18 PostHog MIEWRMIT, E-—THENFROT IR, 18 Mixpanel. Pendo F%E, FILAEHE— MR
XA, BERETR, UR— 1 Faa IR, XEsiEEtight.

[01:05:49] Hila Qu
English:

And then you need to have an experimentation tool because, like | said, you cannot just imagine you
build everything and everything works perfectly. So you need either like Optimizely, | know Amplitude
has some experimentation components. Eppo is a new and upcoming one. You need some tool to allow
you to do experimentation. The third piece | think that's pretty essential, | counted in the infra, is some
sort of a lifecycle marketing tool. | know many B2B companies, they use HubSpot or they use something
for their email marketing, but those are usually least nurturing. And it's very different from lifecycle
marketing tool, meaning you need to connect with Segment, Amplitude. You know what customers are
doing your product, your design, your email, your in-app, your push notification, based on their behavior,
at the right moment, to the right person. And you measure success by do they take the right action in a
product, versus the lead nurture email marketing tool is do | get them to read the article, open the email,
| add 10 points to their lead score, and they are a next step further in their list funnel? So, data tool,
experimentation tool, lifecycle marketing tool, those are the infra.

FROCERIR:

ARRIREE—ILRTR, EAEMZKRFL, RAEIEERTF—VIMEETRIZIT. FILRFEER Optimizely X
HHTHR, FAE Amplitude tBEKREAH, Eppo B— MM IR, (REETRRZIFHRMER, E=4
AHINNIFEEREE, HBECINEMIRH, MERMESFAMEHFETIA. HAERZ B2B AFEA HubSpot
FEMNTEMEMEES, BERLEBER “AHRIIEE” (Lead Nurturing) e XS54 GmEREHETRFETRRE,
[FERKEIRTFERS Segment. Amplitude E&. RTBEFE~mENITH, HETIEIERINZ. HIE
HBEAIRITER. ARBA. XS, MEERMITERMIESES P RIT T EROENE, MEAR



BETABENE: REDILMINRTXE. ATHHAH? RS, HMAMINNLERSM 1057, ILMIITEHE
mAREH—T, L, #IETAR. RKRTAR, £EaAREHRIE, XEEEMILH.

[01:07:10] Hila Qu
English:

And then from there, there are a lot of PLD tools you can add on top to make your day-to-day much
easier. Just to start, as so like that are most essential for acquisition, you need to have some sort of a like
a data enrichment tool. Think about ZoomlInfo, Clearbit, because the biggest difference between B2B and
B2C is that you still need to know about their company. You want to know this person, but you also want
to know this person's company, right? That's a very important thing, and you can get a lot out of those
data enrichment tool, and then you can design your journey differently based on that.

FRCERIR:

FIER E, (REATLURNEZ PLC TAREBHWEELE. Bk, WTFREFEEZONITAREMIEL R

(Data Enrichment) T &, tb%0 Zoomlnfo. Clearbit, 7 B2B #1 B2C R ABIXFNTEFIRINAEZE T figfth
MM RE, RETHEXIAN, BHEETHEXNMNANAT, WE? XREFEEN—&, FAUMNXLEHRIEILER
TAEPRERZEE, ARBILITRENEFRE.

[01:07:52] Hila Qu
English:

For activation, a lot of my clients are finding a lot of value in those tools like Appcues, User-Led, basically
the tools that allow you to build onboarding flow quickly in a product without engineer kind of resource.
So you need to do some initial integration, but as soon as you did that a marketing manager, a PM or
someone, can just build some customized onboarding step-by-step flows himself. | think that's quite
neat, because you need to test the tongue in that area. And in terms of conversion, | would say there are
many product-led growth, product-led sales tools. | think those are great. If you want to build out your
PQL/PQA conversion pass, think about Endgame, Pocus, Tableau and Pace. There are a couple of them.

FRCERIR:

MFHE, BNREZEF LM Appcues. User-Led ETEFEENE, EXRELXETHAAFRELEIEINE
BRERT, EFmPRENENRSISRE. MAKTEMN—LVBER, 2EEHAKE. FRFEHERA
#HE LB SHBEEFIUN D F5ISRIE. BREXEE, BAREBRNMUEEEHAENNL. EFHEK, &
SWMERZ PLC - mIFHEE TR, MRFEBHE PQL/PQA # K E&1E, AILLEE Endgame. Pocus.
Tableau #1 Pace, XETHEBAFL,

[01:08:47] Lenny
English:

Wow. Amazing. That was an awesome list and really well-structured. Is there anything else along the data
or infrastructure piece that you want to touch on before we move on to hiring and the team?

FROCERIR:

B, KT, XNMERERHE, SRBREH. EENBEMEAMNER 2R, XTFHIENEMILE, T
2184hFER3?



[01:08:59] Hila Qu
English:

| just want to go back to the point, as | mentioned, product-led growth is data-led growth deep down. So
in most of the situation when | see a company want to get started, where they are really missing or they
need to invest more, is data. So if you identify you have a gap in this area, don't feel bad as well. A lot of
pretty big companies are in the same shoes, and if you can't invest the time, money, the team, the tool, to
figure this out, the benefit of this, right, the data collection, understanding usage data, can not only
power your PLG motion, it can really power your entire product team, even your customer success team.
Now you gave them the ingredients they need to develop the next feature, based on not only what your
top customer asked for, but also what everybody's using, right?

FROCERIR:
BRBEF KR —=: PLC BFERLREIEENERK, FIUEARZSHBERT, AREIH—RATHE

I, MIEERIIFEMARRNNMSHRELE. MIANRMLANECEXLEEER, BRERED,
REAATLEIGEFRE. WRIRERNNE. 2. AN TARBRXMEE, Hifdk—BEHiEFR
ML ARV IRAR—F(NEEIEENIRAY PLG R, ERERENIRBIBEAN = mEIFA, BEEZFIIEM. T
fREG TN FA LT —1TINEEFRERR R , XERHANEBTAZTFNER, TETHREANLRERRB
L, XHIE?

[01:09:59] Hila Qu
English:

Your customer success team can take a much deeper view in understanding what the clients are using,
rather than just talk with the executives from the client and get a rough gauge of the situation. So | think it

is a area worth investing, and every B2B company should be investing in.
R EIE:

RVEF RIEART UERANM T BEFEERA, MARNXNEISEFISERKRMERITGEER. Fr
UHIANAXZ—MESRENTNK, K B2B REHNIZRHE,.

[01:10:21] Lenny
English:

I'm trying to channel what listeners might be thinking right now, and | imagine some people might be like
what if | pick the wrong tool? I'm kind of stressed, | have to do all this research. I'm kind of worried about
starting, because it'll set me up for failure later. Which of these buckets do you think is most important to
get right, right from the beginning, and any advice on how to just avoid messing that up?

AR ERIE:

BRABUERRBER—T, BRFELEATRE
B, FREOES, BURIRK. RIAAX
WA LUEE SRt him?

M MRFEETTARAEAD? 7 KEEE, SHXLZE
£ R - ERRFEN—TEMENN? BraHaiE

[01:10:41] Hila Qu

English:



To get started, | would say probably a product analytics tool is the first step, and maybe the data hub,
such as Segment. So if you have Segment and particle tools like that, it allows you to plug into so many
different tools. You can basically try all the different tools, and if it doesn't work, you just flip a switch, you
can try another tool. So there is a benefit there, but it is expensive, so | know companies may just go right
into the product analytics tool. | would say it's hard to get it wrong completely, right?

FROCERIR:

BIHE, RIRTmoMITARERRE D, BIFEE%K Segment XEFNEIEIRA, RIRET Segment
XHTR, EFMNLMEANRSARNIA, (FEALAUZHRERENIAR, MRRT, XEFXE—"
MiT. XREMNFLR, BERSE, MIUENERERARSEEX"mOMIR, B8R, RET2EHE, X
ng?

[01:11:19] Hila Qu

English:

In order for a product analytics tool to be meaningful, the first step is you need to collect the data, you
need to do some instrumentation, you need to have the foundation. And then, because it's garbage in,
garbage out, if you send a bunch of garbage data into your product analytics tool, your analyst will be just
even more confusing, right? It's like he doesn't know whether to trust the data, what to use. So a lot of
company | work with, the first step is maybe not looking into tool, but do an audit of your data

instrumentation situation, to understand how many of the key actions are intact, is the format correct, is
the data, what are the gaps? And you may need to do some re-instrumenta ...

FRCERIR:

ATUEFRAMIEEEX, B—IRMBEXREHE, FEMES (Instrumentation), FEHEEH. EN
“hitho#, hikd” , RREBSENRBIER ST mAT IR, MBOHMRSERR. tAMEZFZE
E8iE, ZA4. FIUKREFHRZATE, F—TARFEELR, MEFRTHEERRER, THESZDX
BEPFRICR T, BMAXAX, BUBEAR, ROEWME? (FeIREEMER-

[01:12:00] Hila Qu
English:

Right, what are the gaps? And you may need to do some reinstrumentation, reformatting and things like
that before you even plug into a product analytics to make it useful.

FROCENIR:
=i, ROEME? ERANTRITTACELZERZA, MARFEEMER. ERAKES

[01:12:10] Lenny
English:

For someone that may want to do that audit, is there a thing you would point them to, or, | don't know, a
blog, a course, something to help them understand if they're doing it right? Or is it like, "Bring Hila on,"
and you need someone like you to kind of help them through it?

AR ERIE:



N FRMXMEITHIA, MEMFTAEFENERELD? IEE. RIE, EEZEMIIFERE MBI RAMBR
75? ERRAAIF 15 Hila hll” , BEGIFEXFRIARSEIT?

[01:12:24] Hila Qu
English:

No, you can bring me, but you don't have to bring me. I think there are, if you search on Google just the
data dictionary, or data product usage, data audit, a lot of companies published template and
spreadsheet you can use. | can even send you a few afterwards.

FRZERIE:

T, fREILIEE, BALIFFIER. HBUWRIRTE Google EEFR “BEFH#” (Data Dictionary) =% “¥#Er
mfEAEIT" , REATRMEH TR UEANRIRMES. HEREERILUALIRILT,

[01:12:43] Lenny
English:

That'd be amazing.
R EE:

AT o

[01:12:44] Hila Qu

English:

And then you can just scroll through. Basically the key idea is go through your product experience,
identify the key actions, and go through your data instrumentation and see, "Do they match?" And the
success of this is you identify the gaps and eventually you want to establish something called the data

dictionary. | basically do that for a lot of my clients. And the data dictionary will include, here are all the
key actions, what's the event name for each of those, and what are the property and things like that.

FROCENIR:

RERFAEI LN — T ZOBRE: E—BIRNTRIAR, RBIXBHE, AREEMOVEIERER, FEA)
BEE, RARSEMIRGE 7RO, HRARIEMEN “HiEFH” . MEBATPEMXD. HiEF
HEBE FIEXEMERTA, BTHENNNEHRZTEMFA, BERTAFF.

[01:13:17] Hila Qu
English:

But you now know, "Hey, | have this action track, this is the name. If | have a new product manager or
analyst, we can all refer to this." And everyone know the same definition rather than people are
interpreting differently. So that's a very important part to success even before the tooling.

FROCENIR:

EERMAET . TR, FAXTMFER, FFUXD, MRBEFNT=RILERDAIN, KNEAIUSE
X" SPABAMER—NEX, MAREREN. AUXZETARZA, BEMINIFEEEN—D,



[01:13:39] Lenny
English:

It also reminds me a previous guest, Crystal Widjaja, has a awesome post on why most analytics efforts
fail. And she talks a lot about this, of how to set your events up for success. So we'll link to that as well.

AR ERIE:

XWILHBEEZ ARV E Crystal Widjaja B3 —RRIENXE, XTFAFTAKRSHONIIFHIRK. MiFdH
WETMARINEESH. KNNEIEBMERRLEE.

[01:13:50] Hila Qu
English:
Mm-hm.

FRCERIR:

3]

g[Ye}

[01:13:51] Lenny
English:

Maybe one last thing here, I'm trying to think about what would screw people up most, and it's probably
not having a data warehouse and ETL sorts of tooling in place, because that feeds a lot of this.

AR ERIE:

ATRX—REEBR—0SE, HEBHTARB SR, AEMESLERUKECEMETLZENTAR, RAX
L2 RZDITE.

[01:13:51] Hila Qu

English:

[01:14:01] Lenny
English:

Is there anything you want to add there about just the importance of a data warehouse and how to set
that up?

FRSCENIE:
XFHIROCENEEY URINEERE, (HEE A8 7srng?



[01:14:06] Hila Qu
English:

Some of the early stage companies | work with, when they just get started in the very beginning, they
don't have data warehouse. They just basically have their product and they have some sort of a Google
Analytics or Amplitude, and that's it. It's pretty wild, but it's working and they can get to someplace from
there. But as soon as you begin to have data user, it's time to get serious to establish a data warehouse,
have some ETL solution. | think there are the most common best practice ones, like AWS and things like
that. There are also some startups that are doing this and you can utilize as well. But again, as soon as
you become a serious business, you should invest in that. Otherwise, it's pretty wild and it's pretty fragile
as well.

FROCERIR:

HREFIN—ERHAE, MEPHHIBEHIECE. IMNEERXERE~m, ML Google Analytics ¢
Amplitude, NILTME. XIFERRIEEF, BHELEN, MITEEELRE—EHER, E—BIRFEE T HE
AR, MZAEZEREIBIECENMETL ART . TANNREDHIRELEZ AWS 288, BE—EHEIQF
XD, REAILUFA. BEER—E, —BFRA—KEZRQFE, MNZKAXD. &, HEEEIFSE
EELBRESS.

[01:14:59] Lenny

English:

And when you say AWS, you mean at Redshift, | imagine?
R EE:

fREEY AWS, FxIBEHE Redshift?

[01:15:01] Hila Qu
English:

Yeah.

FRsCERF:

=i

[01:15:02] Lenny
English:

Cool. Awesome. Okay, final area that we have time for, which is awesome, which is around building your
team. So maybe just two questions here. What is your advice for starting the initial team investing in PLG?
How does that usually look and what do you think people should do? And then later, how does that
evolve over time?

AR ERIE:

g, AET. 77, HNEEREPRE—OEN, mEFNREIR. XEARMEA: RIRE PLG G HE
PAHZB T ARN? BERMAR? RAAMNMBZEAM? UhZFENfFbEEEE?



[01:15:21] Hila Qu
English:

How | see most companies started is the founder or the leadership team realize that they need to do PLG.
And they build a conviction. Maybe initially there isn't even a dedicated team, but they did something
here and there, they decided to invest in this. And the common place to start is to hire a head of growth,
or it can be a lead growth PM, but someone who has a little bit of experience in this area. And then they
begin to build this core growth squad as the first growth team. And I think that's a very common place to

start.

AR ERIE:

HEINARSHUARNEINARZ: SIBAHASEANTIREIMNFZRM PLG, HEITED. RVAUREE
REZINEAN, EANEM—RBM—xR, RERE. BENEREERMA—R[EKHFA (Head of
Growth), HER—BRRNIEK™MEIE (Lead Growth PM), BZRZMWHAE—ELNMA. AGMITFE
PR MERNAE (Growth Squad) FASE—IEKHEI. FIANXZ—IMEEHENER.

[01:16:01] Hila Qu
English:

The other place to start that's less common, but | also think it happening in reality, is maybe they will
start a cross-functional, almost like a tiger team. Because if the initial focus area is, let's say, they want to
do a product qualified lead, or basically add that funnel. That involves not only product team, that will
involve data team because you want to know what are the usage pattern that indicate these is better
leads. You also need to bring sales team in because they need to work on those leads to close them.

AR ERIE:

F—MAXEREERLPHLEFENERS: AR EIRERN. XMTF “BENA” (Tiger Team) BIE
Ao ENMRBEERTMEZE, tbAR, MTmEREAR (PQL) HEEMABNRF, XA KR~ mEP,
W REIERA (AARENERLEERRATMTEEMRNLR), (REFERBHERILEFR, FENtiFE
EIRHXEZRIFLI

[01:16:39] Hila Qu
English:

So if that's the initial starting area, a cross-functional tiger team is also possible option. But the most
common way is hire a head of growth, usually a growth PM, and then start a team with engineering,
design, data to support that core growth squad.

AR ERIE:

FRUINEBZNIINR, BRERBNABME—PNAESL R, ERELINAGAEZRAERKATZA (BERE
K PM), RAEAEER—IEEIRE. &it. BEMEIARSFER M ZOEK)E,

[01:17:00] Lenny
English:

And the main difference between these two. One is dedicated, "We are going to dedicate full-time people
to helping us grow." Like | say we talked about earlier, let's say they're going to focus on activation and



that's their whole job. Versus tiger team is basically they're borrowing resources from other teams and

this is kind of a side project for them.
R EIE:

XRENEEXHET: —PRENHN, “BMNERAZRARREIER" . mERINZAIE, Rigt()
TETRE, BEMNNEE I MRBNAER EZMEMEGERRR, MBIIREXEGE—MIE
HHo

[01:17:18] Hila Qu
English:

Yeah. A little bit, for a period of time. So it's temporary. It's kind of they almost to want to get into... |
would say usually the cross-functional team, the tiger team, is a little bit prior to a full commitment.
They're pretty much committed, but they still want to try this out and get a final conviction, and then they
begin to dedicate resources. And you ask about how do they evolve from there.

FRCERIR:

B, E-REEARXE, FRUERIRINIER. MmiERE2/EHEN - S EE BN R/ NA R IE
SEBRAZAL, MMNERREEZMT, ERBR—HURERAED, ARBHBERALZIIHR, (RN 62
ZIEnEE,

[01:17:46] Lenny
English:

Before we actually get there, maybe one more quick question. Which would you recommend? | imagine
you'd recommend a dedicated team, if you can do that. When would it make sense to go the tiger team
route? In what cases?

FRCERIR:

EURETZ A1, BIRE—MEIE: (REFRM? RIBORREME, MSBFEEINEN. BAEFABRT
EBRNARLEREXH?

[01:17:59] Hila Qu
English:

One situation | would recommend is that if the initial focus area is, like | said, product qualified leads, the
sales conversion path. Because if you think about you have a head of growth or a core growth PM, that
person usually has a growth PM background and is in the product organization. And they're awesome if
the initial focus areas are activation, conversion, those kind of involve a lot of experimentation. But
activation and conversion are relatively confined, it's something the growth PM and engineer design data,
they can work on.

FROCENIR:
HEEN—MERE, ORMEERIIRENIEFAR, B mEEER (PQL), EMEERKREIZ. EANMRMR
BE—MERKAFTATZOER PM, BBPABEBEKPMER, RETFFRER. NRVBESZHE. &

£, iSEBLE, RAXESRAERE, MBBENZLAMIRIL, 5K PM. TR0, gitIAHE
AR LEE.



[01:18:39] Hila Qu

English:

If your initial focus area you felt like, "My biggest bit is actually do this PQL thing," it is a little bit harder
for the growth PM to socialize all those cross-functional resources, because he need to get pretty deep
into data. He need to have a counterpart in sales, even in marketing. So in that case, | think it's possible

that maybe you start a tiger team. You can combine both. You can have a growth PM dedicated, but have
some tiger team to be working with him or her on this PQL project as well.

FRCERIR:

BMRMMESNRERRE “REANWEEIHSLZEM PQL” , MAEK PM MEFMAXLEERERRMIME—
L, ANMFEERNMRLE, MFEAHEEEEHEAIEMEA. EXMERT, HIANB— DB/
HZRATH. MBEURESES: B—NRIIEK PM, BENE—PMBR/NAREM/i5EMX A PQL I
Bo

[01:19:14] Lenny
English:

Got it. And | like this term tiger team, by the way. | haven't heard that before. It sounds like a lot of fun.
Very dynamic. Okay, cool. And then yeah, what happens next after you have this initial team?

FRCERIR:

BART,. IEH—T, HEEW “WRNA” (Tiger Team) XMa, LARHEINT, ITERRBEER, REE.
%, B BRATEBTHRENZE, BETIREREFA?

[01:19:24] Hila Qu
English:

Once you have this initial team, it's important to give them the resources they need, and give them an
initial focus area, give them support and a little bit time, allow them to try things out and get some early
wins. And early win is the biggest thing | would say for, and whenever you start a new growth team, try to
look for some opportunity, try to get some early wins in whichever focus area you choose.

FROCENIR:
—BETEEN, EENZAMIFAFNEIR, S —MIGERWN, LI —<8E, RiFt

MNERHRE—L “BHMR" . T8GR, TeARARMNIEKEAN, RHRMTEREEN. BEMERE
MEAERMEIHANE, FERSFERF.

[01:19:53] Hila Qu
English:

From there, if you get some of the wins, the team has some momentum, there are more confidence from
the organization in PLG, right? It's time to potentially extend and formalize. Fundamentally | think you
should not only think about the PLG team, you should think about the PLG org. Because PLG is a motion,
it's cross-functional by nature, it's not just a product team or growth team.

AR ERIE:



MIBLAS, WRIRIRE T —LR, HAME TE171, AERXN PLCHEERE D, WIB? KB E &Y K
MERNMT . MIBERLSR, FIARFRREIZRERE PLG FRA, MEZZEE PLG AR, FA PLGC 2—MiER,
EXERBIREN, MMUXE—1 = mEASHEKE.

[01:20:24] Hila Qu
English:

Eventually you need to get to the place basically there is a head of growth product, that's the center of
the PLG org. But there's also need to be a head of growth marketing, that's his or her counterpart in
marketing organization. And then a head of product led sales, that's the counterpart in the sales
organization. Exactly where they sit, how they sit, it's different company by company. The most common
one is head of growth product report to product org, head of growth marketing report to marketing, head
of product led sales report to sales. But they have some sort of a very strong collaboration, because they
are working in the same motion and same funnel. But I think that's next step, think about this org.

AR ERIE:

RAMRFEREZHF—MRE: B—MERKTmASRA, 2 PLCARMZL. EFEEREE—TMEKEER
TN, FAMESHARNMNEA. ARERFE— T REMHEERTRA, (FAMEHEARNNEA ()
BAEYER. EALk, SRATEHSFI—HF. RELHNRERTmARARSRIBIICHK, BKEEATAR
EHEIICHR, FaREhEEARARBEER LK. BMZEEIFEEENDE, BAMBIIER—MER
ME—NEFRIE. AN T—IREEREX MR,

[01:21:11] Hila Qu
English:

Once you have those counterparts in product, in sales, in marketing, the next step is think about what are
the metrics they own to make sure you can manage this funnel, this motion, in the data-driven way.
Because the PLG metrics are very different from SLG. The top of funnel is more about high quality
signups. You don't want a lot of traffic, you want free signup, free trials. But it need to meet certain quality
bar, it's not just anyone.

FROCENIR:

—B{REm. HEMEHIE TXEMNEA, T—IMEREMNZBATOET, URRIRGEUSIER
A NEEXNRIRN. BN PLG #8155 SLG IFEFRR, RITNHESZ X ETSRENEM. (FAFES
ERE, MEBNRRFAIMMNETERIRXA, MELIURE—ENRERE, TREMENTAAZIT.

[01:21:46] Hila Qu
English:

And then the head of growth product, he or her top KPI is about usage, activation. Activated teams is a
very common metric. And then maybe number of PQLs, that's another. You want to get those teams to
certain usage threshold basically. And then the head of product led sales, he will be focused on
converting those PQLs into revenue. So he will focus a lot on conversion rate, efficiency and maybe
revenue, things like that.

FRZERIE:



ARERKF@mARA, /s KPI 22X TERMEE. “FUEHAE" B— 1 IFEE LAEIR. AEAEE
T PQLAEE, EA LRI EFAAE —ENEREE. M mikaiEERRTANTETRXLE PQL K
AN FRAMZIEE RFR AR, MUK FET.

[01:22:23] Lenny
English:

Got it. And you're sharing a lot of org design verbally in the post, which we'll share obviously in the show
notes. You can actually see a diagram of what these look like, to help kind of make it super clear. | have
maybe just one more question. Going back to the initial team, what are the functions you recommend
they have on this like MVP PLG team?

FRCERIR:

BAET. fEXEESZETREXFARKTHAT, RIIEAIETEELCENR. ARAUEEIXLESREN
HE®R, FEEM. HAIRREE—NEE: EIFBER, FRIXD “&NAfTH” (MVP) PLG FIANIZA
EIPLEERRE?

[01:22:45] Hila Qu
English:

The most important one is have a growth PM to be the lead, right? Head of growth, director of growth,
lead growth PM. And then the growth PM, as you know probably very well, growth PM, he is a PM but has
a much stronger skill set in analytics, experimentation, very data-driven. Think about metrics. The growth
PM's way of working is similar to other product manager, but his KPIs is actually more similar to the sales
and marketing work. He's very focused on the conversion rate, the journey, the funnel versus the feature
specifically itself.

AR ERIE:

REZMEA—MEK PM Rk, WE? EBRAFA. ERKSEIFRLK PM, [ENIRATREIFEBRERY, 18
K PM BARZ PM, BESH. KESEEERKREE, FEHURERE), XEER. EKPMBIESNSHM

mZ RN, EfthRY KPI SSFR EERIAIHENEHILIE. tIFEXERAER. BPRENR}, MAZER
TEER B o

[01:23:23] HilaQu
English:

And then the other functions you need to have for sure, | would often say actually a data analyst needs to
be the very first hire. Sometimes even try to find a growth PM who can do analysis if you're really small,
you can find that type of unicorn person. Or even before hiring growth PM, hiring analyst, | would actually
go as far as that. Because without insight, without a lot of foundation, your experimentation, your effort is
really directionless in a sense. So growth PM, analyst. And from there definitely you need some dedicated
engineer, you need a designer. Designer can be somewhat not dedicated in early days, but engineer
needs to be. Some sort of user research support as well, it doesn't need to be dedicated. But those are
the core growth squad.

FRZERIE:



ARMEELCFEHMINGE. REFR, HESNIMSEFF LN ZEE—TNEAIA. MRMEMER), BEEA
PUREH— T EEM D EVE K PM, BB JRAE" BAF, REEZY, FEMIEK PM ZRIkEASH
. RNEERE, KEEHM, (REKEMSHAEEMEX EEEEM. I EBKPM. 2170, 1t fRE
EFEZLINIEM, EFERITW, RIHTESRHAUAREIIN, EIRMMAE. EREREMAFHAR
35, BABEREIIN. XEMBZOIEKNE,

[01:24:18] Lenny
English:

Okay. Real actual last question here for the growth PM. In your experience, are they most often coming
from within the company already and they kind of shift to this role? Or do you recommend they find
someone externally?

FRCERIR:

o XFIEK PMHRE—TEEMNEZ: RIBMROZE, ITBERRBLBRNEREN, EEIMEILMING
1BE?

[01:24:30] Hila Qu
English:

That's an excellent question. | have seen both. | actually recommend if you can find someone internally,
maybe he's a PM, he want to do growth. Or he is an analyst who want to become more like a product role.
| even have a one client, the head of growth | work with used to be a investor relationship, like head of
investor relationship. And he reports to the CEO and founder. He's very analytical. He hasn't been a PM
before, but he can socialize the resource within the company to launch experiments in product, in
marketing, in all of that. And |, as an advisor, will come in, guide him in the area he's not familiar with.
And we actually drive pretty good results together.

AR ERIE:

XE—MIFEFHRE. HMMMERESILT, FELEWINRIREEARELEIA, it MEMIE K PM,
HEZ MR RNNDH. REEE—IEF, MRSENERKOATAUFZHREEXRR (R) .
[ CEO MEIs ACHR, IFEF DKM, thLlahzMud PM, EMEERMNARREHER, £~ m. EHRFID
MTNARER. HEAMBNN, EUARENTHESM. FNEELEEFERETIFEFNRR.

[01:25:20] Hila Qu
English:

So | think prefer hiring internally if possible. If not, if you really don't have anyone internally with that
knowledge or with that interest, you can look outside. | would say map the initial growth PM hire to your
starting point. If we already decided activation is the biggest focus area, try to find some growth PM with
that experience. And if the conversion is a focus area, acquisition is the focus area, try to find someone
with that experience.

FROCENIR:

PR TS INRATEERIE, MARIBBE. WRAT, WRMAMBHILEARSHEXIIRTE, BEH
2o FARW, EEAIGEK PM NIBR SR RLERR, NRFNELREHEERANER I, 7
HER—TEXAEZLAEK PM, NREBLERUIRE, MBEHENEZIENA.



[01:25:54] Lenny
English:

| love that advice. We've reached our very exciting lightning round. I've got actually seven questions for
you, the most ever we've had for a lightning round. Are you ready?

AR ERIE:

BEWRXNEN. BRITENTIEESAXKENRNEBRER T, REFLEARESET CNREE, XERITABR
EhE LREN—R, HEHIFTI?

S

[01:26:04] Hila Qu
English:

I'm ready.

FSCERiE:

BEEFT .

[01:26:06] Lenny

English:

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

4o RAMNABERZHNH=RBEMA?

[01:26:10] Hila Qu
English:

This first one is called The Almanack Of Naval. Yeah, | don't know whether we read that one. | really love
that one. That's kind of a life-changing book for me. I have it-

FRCERIR:

F—A (HE/RFEH) (The Almanack of Naval Ravikant) . FELEIRIEEE, HKIFBER. WEHKH, X
AT AERN T,

[01:26:22] Lenny

English:

Do you have a favorite Naval-ism that comes to mind?
R EIE:

TRFEESERERN “WE/RIER" ?

[01:26:26] Hila Qu



English:

| learned finding leverage from him. He talked about there are four type of leverage. It can be your
writing, it can be code, it can be capital, it can be team. So the reason why | invest a lot in writing is | felt
like that's my leverage. And | love that. The second book is called How Women Rise. | really love this one. |
gifted this to a lot of my female team member and | really learned a lot from them. And the third one is my
book, it's called [Chinese 01:27:01]. It's only in Chinese, if you don't read Chinese you cannot read it. But |
heard, my friends told me, if you are launching an email campaign, if you're doing experiments, have this
book by the side, it will help with conversion rate just by its appearance.

AR ERIE:

BMIBEFE T FHATH. MK BEOMATF: 5E. R, BXME. RZFAUESELRARS, &
EANFHEGBEHEITLIT. RIFFEERX—R. FABN (ZMHMmUEE) (How WomenRise). HIFEE
XA, FABEXL TREZMEFPALS, FEMRMNS LFETRSZ., F=AZHRECHH, W (EHEK
BRELHEIR). RBEPXR, WMRMARNRAXRIEART . BRAMAANR, MRIRELHFREHEHTMER,
EXARREFIL, AREN BE" meEBRSEKEE.

[01:27:18] Lenny

English:

That's amazing. Is there an English translation or is it only in Chinese right now?
FREiE:

KEBEFT. BRXEFERDG, REEFREHRN?

[01:27:22] Hila Qu

English:

It's only in Chinese, so you have to learn.
FRCERIE:

REFX, FRUUREFEFR,

[01:27:25] Lenny
English:

All right, | see. All right. There's an advantage there, if you can speak Chinese your email conversion will
go up.

FRSCERIF:
FIE, HEBET. XERMIE, NMBMRESHPNX, BEEVERSIRS.

[01:27:29] Hila Qu
English:

Yes.



[01:27:30] Lenny

English:

And then just to the first book, it was called The Almanack Of Naval, right?
R EE:

NIZAE—ZAHB (WER/REH), FFIE?

[01:27:34] Hila Qu
English:

Okay.

R EE:

o

[01:27:35] Lenny
English:

Is that right?
FRCERIR:

SEEIE?

[01:27:35] Hila Qu
English:
Yes, yes.

FROCENIR:

[01:27:36] Lenny

English:

Okay, cool. Sweet. And we'll link to all these. Okay, favorite recent movie or TV show?
FREiE:

9, B HNNSTHEIFIEXLE, §F, RIOSRSRAVERT BRI

[01:27:41] Hila Qu



English:

| watched a movie, it's a sci-fi movie from China, it's called The Wandering Earth 2. It's by the famous
author, Cixin Liu. He's the author of Three Bodies. | don't know whether you heard of it?

AR ERIE:

BRET—HER, BPENRIBES, I (GURMIX2), ERZRFERVNEMBNER, 2 (=) B
& FRLEfRITEE?

[01:27:53] Lenny
English:

Mm-hm. Oh my God, love that.
R EE:

i, X, HEBEID

[01:27:54] Hila Qu

English:

That movie is awesome. It's kind of really cool. | really highly recommend it.
FREiE:

AIMEREAEFT, FBEE. FKRIUERE,

[01:28:00] Lenny
English:

| have to go check that out. Oh my God. | heard they're bringing Three Body Problem to Apple TV or
Netflix. There's like a show coming.

FRCERIR:
B—EEEZEE. XKW, RITEMINZE (Z&) &L Apple TV B Netflix, FFEEHRIET

[01:28:06] Hila Qu
English:

Yes, yes. | look forward to that as well. | watched many versions already kind of film, none of them are
good. So-

RSz ERIE:
=1, RREE. RELEITF/LINEMRAT, B—NFM, FRLL-----

[01:28:17] Lenny

English:



That's the problem it's so hard to do well. Oh man, I'm not optimistic, but I'm excited anyway.
FRERIE:
XFLERIFAE, AMBTFT. KK, BARM, BEEEME,

[01:28:21] Hila Qu
English:

Yeah, yeah.

R EE:

=L

[01:28:22] Lenny

English:

Favorite interview question that you like to ask.
R EE:

fREE XA BYE IR Ao

[01:28:24] Hila Qu
English:

When | interview a growth PM or analyst, | will always ask, "What is a experiment you launched that has a

very unexpected result? And what did you do after that?"
FR3zEiE:

YEEAEK PM HOAIME, REERNE: “MRMEEARIMIRE, HERIFFHFER? ZBMHRETH
a7

[01:28:37] Lenny

English:

What do you look for in an answer there that makes you feel like they are strong?
FRCERIE:

MELENEEZFREETA, MMREFMI1RE?

[01:28:41] Hila Qu
English:

So first of all, they have to be launching a lot of experiments to get very unexpected answer. So if you are
only... Many people remember their success for the interview, they prepare that very well. | don't want to
ask, "What's your successful experiment?" Secondly, | want to know just why it's unexpected. That
reveals the deep, deep level of their thinking, how deep they are thinking. If they should expect that



based on what they described, then they are not thinking deep enough, they are not understanding
customer enough. And what they do afterwards is also awesome. Like, "How do you face a failure or
unexpected result? What are the clues you can pursue? What are the actions you can take? How do you
learn something out of it?"

FRCERIR:

B, MG ARIARESLY, 77EBFFEELHFEHNER. REAERE RICFECHIRINERS, &
BERED. HARMAR “REEMNEREAFA” . R, BEMEATAEHFEER. XEERMIBEN
RE. MRRFEMITAER, BIERFZETRZH, BRBHNIEZFABER, FBTREF. &5, i
MNzENMEBRER. thin: “MRIOAEMNRKEEINER? RETLUBERMPLELR? (RA]LIRENLITED?
RMFRZEIRTHA? 7

[01:29:28] Lenny

English:

I love it. What's a favorite recent product you've recently discovered that you love?
R EE:

KET, MR HEENTmETA?

[01:29:33] Hila Qu

English:

I would say, similar to everyone, ChatGPT. But also Lululemon yoga pants.
FREiE:

A8, MAKR—F, 2 ChatGPT, &4 Lululemon BYIi{iN#E,

[01:29:43] Lenny
English:

Amazing. Great. What's something relatively minor you've changed in your product development process
that has had a tremendous impact on a team's ability to execute?

FRCERIR:
AIET . EFEmARMIZR, (RS AEXNBUNEILE), AMBEABRITEEDSET EXRE?

[01:29:51] Hila Qu
English:

Yeah. At first | added basically a section in the dock, in the ticket stack. Ask the PMs to write the success
metric ahead of time. As well as adding which of the growth lever this is helping. Is this contributing to
acquisition, activation, retention, monetization? And it forced them to sometimes think through deeply,
"Why are we even doing this?" Sometimes they ended up not doing that by just writing it down.

FRCERIR:



M. B, HTEXM (Ticket Stack) FIEMT —1ER7D. EXR PM RIS FRINIEHR, FHiERAXE BT
BRI BRE. E. BELEXN? XEFMUNENEZRINEE: “HNATABEXAM? 7 BRNX
BEETHR, WIRLREFMIT o

[01:30:23] Lenny

English:

| love that. Next question. | know you're big on children's books, do you have a favorite children's book?
FREiE:

HERZ . FT—NEE. HHMEMFRRENES, MERERNERD?

[01:30:29] Hila Qu
English:

My favorite children's book is called Someday, and | recommend everyone to check it out. And basically
it's talking about how our children used to be our baby, become our kids, and when they are taller and
more stronger than us and they will remember us.

FRCERIR:

HEERWERN (E—X) (Someday), HEFEMATEEE. EEFEHRT RITNEFMAME)LE
R, HHITKIGLEIRANTES. B3R, Mi1R12EHT.

[01:30:51] Lenny
English:

I'm going to need to check that out now. And final question. | know you're big on growth concepts, you
have all these frameworks and concepts. And so what is your favorite growth concept?

AR ERIE:

HMEREEEE. RE— M. HAEMPEKESREAR, BREEENHES. BARRERIEK
He2tar

[01:31:02] Hila Qu
English:

| would say north star metric, because | find it's not only valuable to growth, it's valuable to just
everything. When | think about what do | want to do with my career, does that fit my own personal north
star metric? When | think about how | want to raise my kids, | think about what's the north star metric for
successful education for my kid? Because it forced me to think long term. It forced me to think about
what's valuable to me, to them, not only by the society standards, ARR revenue, like salary. And also
what's my vision for myself and for my kids.

FROCENIR:

=i “AIREFERR (North Star Metric) , EARAMEMIERENE, WAEHYEENE. HFK
BERWEEEBA AN, RSBXBEFTERTANIREETR? SHESWALSFEZFN, RBEFH



DHBRALIREEIREHA? ANCEERHATREATS, BERIBEXNHK. MUMNEEBNENKRA, mA
RIBHLZARE. ARR WINEFT7K. BETX BRBIBRURMEZFHIE R,

[01:31:43] Lenny
English:

| love that. It reminds me a recent guest where she always asks, "What are you optimizing for?" Whether
she's talking with her kids or her husband or her team, and it's a similar concept. Hila, this was incredible.
| think we've shared tens of thousands of dollars of value, and it will probably lead to millions of dollars of
revenue for a lot of companies. And it's everything | hoped it would be. Thank you so much for being here
and for sharing so much wisdom. Two final questions. Where can folks find you online if they want to
reach out and learn more? And how can listeners be useful to you?

FRCERIR:

HERX D XUHFBEREN—IEE, SRR “MRERKHA? ” TREMNEZEF. LRERER
%, XEERMBIEEZ. Hila, XXFRATRNT. HIANBRINAZETNMERSETHNAS, XAESAREZR
BHREBLETHRN. XE2HEaHNTH. FEBPRIRIXEADEXAZES. REHNEE: 0
RAKBEKRMMHATHRES, AILEMEREIR? IRRENRELEAFA?

[01:32:15] Hila Qu
English:

Yeah, they can find me on LinkedIn. Just search Hila Qu, H-I-L-A Q-U. You can find me. | have a personal
website that's under development, but | contracted it to my kid, to my 12-year-old. So he need to wait
until summer and hopefully this summer he can finish it. Yeah, if you are a founder, you are looking for a
growth advisor, feel free to hit me up. I'm always happy to just have a call with founders and leaders, get

to know more people. And I'm a growth nerd, so | always want to nerd about growth anyway.
FREiE:

4789, AZXKALAE Linkedin L33, 2% Hila Qu BIAl, HE—PNEEALXPHIMANEL, BHILE &
8" 4T7H 12 50T, FIUSFEER, FEXTMEXMETN. S, WMRIRICNMA, EEIFHIEKM
8], WlKEK. REBREESHBAMNASEBIEIE, FREZ A, RB—MEKEK, FAULICMAR
ERASEIEINLE <o

[01:32:51] Lenny

English:

Amazing. Hila, again, thank you so much for being here.
FREiE:

K#ET o Hila, BRREHRAIEIR,

[01:32:54] Hila Qu
English:

Thank you.



FRZERIE:
5ti5to

[01:32:55] Lenny
English:

Bye, everyone.

R EE:

ARB.

[01:32:56] Hila Qu
English:

Bye.

FROCENIR:

[01:32:59] Lenny
English:

Thank you so much for listening. If you found this valuable, you can subscribe to the show on Apple
Podcast, 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.

FROCENIR:

EE RGP ERUIT, MREREFBRNEENE, AJLUTE Apple Podcast. Spotify iEERBIER R AR ITHZAST
Bo o, BEBAERMNITEIXETHIL, XEMRAMEBDHEMAIRLRAEAEERT., BT
lennyspodcast.com X EIFFEFHATER THREZES. THTEBL,



