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[00:00:00] Lenny Rachitsky

English:

I've been getting so many asks for go-to-market help.

R EE:

BREWEITIEESRT “#AWT” (Go-to-market, & GTM) FHEAIKES,

[00:00:03] Jeanne DeWitt Grosser
English:

With Al, it's just intensified because you have 10 players pursuing the same market opportunity and so
your ability to actually bring the product to market to differentiate yourself from the competition has
become more strategically important than it was previously.

FRCERIR:

BEE Al IHIL, XMEFERFEMEZT, FAARESR 10 M REERE—ThoiE. Eit, RE~mE
EHHHMRESHBRAMLAIEES], EREELIEEMIHREERHRIRE .

[00:00:18] Lenny Rachitsky
English:

| had Jenna Abel on the podcast recently, one of her tips is you don't want to be focusing on here's the
pain and problem we're solving and instead focus on here's how you will be better than your competitors.

AR ERIE:

HERICBIE T Jenna Abel ZINIEE, WHENZ—Z: MABRXZE "XZRNEBFANBSMEE" , T
REET “MRIWMARNRE SN FHSES .

[00:00:27] Jeanne DeWitt Grosser

English:



80% of customers buy to avoid pain or reduce risk as opposed to increased upside, which is a good thing
for startup founders to understand. We all love to talk about the art of the possible, everything we're
going to enable in the future, but that's often really a sale that's going to resonate with another founder.
For everybody else, particularly enterprises. You're avoiding the risk of not making your revenue target
next quarter.

FROCERIR:

80% HEFMEREN T M= RN, MAZATIEMEE, XNVLIQBEIBARRZIFE EFER
B—=. HMEENRKIL “FARRMNZR" , KEHNKRRREELIMN—), EXMEELNERREIRS—
UBIIBARHEIS, MFHEMA, LERRVEFFAKER, MIEETFHENAME T NFEETATHE KRBT
MPezo

[00:00:52] Lenny Rachitsky

English:

I've heard a lot about how you think about go-to-market as a product.
FRCEE:

BIFRREXFMRIARE “HANDT AA— Fm” REEHNMWS.

[00:00:55] Jeanne DeWitt Grosser
English:

We buy a lot of things because of how we feel about them. The experience that you have of being sold to
will increasingly actually differentiate a company and drive buying decisions if products are only different
at the merchant. And so then you really want to create a customer buying journey that feels like very
unique experiences.

FRCERIR:

FIMEERZFARE NN ENNRET, MRFmZENESRHMFER, BARBHEHER BRI R
MAXDABXE, HIEWERER, Hit, (RENFEEEIE—MREIFERFHE A WERIZ.

[00:01:17] Lenny Rachitsky
English:

Something I've heard from so many people you've worked with is that your superpower is building a
sales org that doesn't feel like a sales org to engineers.

AR ERIE:
BMNESHIRHEEIHABRERN, I8 “BieH” BERI—MLTRMREREREEIIMNEEARS,

[00:01:23] Jeanne DeWitt Grosser
English:

The litmus test | have always given my sales team is if you are an account executive in my org and | put
you in front of 10 engineers at our company, it should take them 10 minutes to figure out you aren't a



product manager.
FRZERIE:

B—EABRNHEEN— “Hea” Uik MRMEEHRARENEFFZE (AE), HBIRFEIQF 10 M2
ImERT, MINZEDRE 10 DHA R ITEATES mEE,

[00:01:38] Lenny Rachitsky
English:

Today my guest is Jeanne Grosser. Jeanne was chief product officer at Stripe where she built their very
early sales team from the ground up. She's currently COO at Vercel where she oversees marketing, sales,
customer success, revenue ops and field engineering. Jeanne has built world-class go-to-market teams at
multiple unicorns and has advised dozens of companies on doing the same. In our conversation, we go
deep on what a world-class go-to-market team looks like, including what the heck is go-to-market, the
rise of the go-to-market engineer and how this role is already enabling her team to operate 10 times
faster. A bunch of very specific tactics to level up your go-to-market skills, a primer on segmentation, how
to think about your go-to-market process like a product, her favorite go-to-market tools, her hot takes on
PLG and sales comp and sales hiring, and so much more. If you are looking to get smart on the latest and
greatest in go-to-market thinking, this episode is for you.

AR ERIE:

SKRHEZER Jeanne Grosser, Jeanne B1E Stripe NEEFRE (F: LN AEERNIE A, Stripe RHIER
ERRRIE), EHREMMSFERILT RHNHEER. tEFIZ Vercel WEEEZEE (CO0), fask
7. HE. BRI, EREEMMIZIE, Jeanne EERMASNEEL T HFRLEHN GTM HARA, HA%K+
RATRMEEXEE, ERNVIPEDR, BRIPERNRITHREKN GTM A4, SEFFKTAR
GTM. “GTM I#2If” MRS, UKRXMABIFAILLMIERAZERERA 10 5. HITESITIRRA GTM £
REREEEAR. HIHAD N WAGH~R—EEE GTM RE. EREWH GTM TA., 3 PLG (FFMmIK
o) . HEFMMBEMNISNERSEE, NRFETH GTM MFRH. RIANEE, X—SEMENMME
&8,

[00:02:34] Lenny Rachitsky
English:
(Sponsorship segment for Datadog and Lovable...)
R EE:
(Datadog # Lovable B9/~ &£ 5%, B&id BAF=mIneeEniF, BEHENIEX...)

[00:05:29] Lenny Rachitsky

English:

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

Jeanne, IFERGREER, JOEREIAER,



[00:05:32] Jeanne DeWitt Grosser
English:
Thanks for having me, Lenny.

AR ERIE:
BB, Lenny,

[00:05:34] Lenny Rachitsky
English:

What | wanted to get out of this conversation by the end of this to basically have this conversation be the
thing that we send people when they're like, "I want to get better go to market. I'm trying to figure out
what to do and get to market." We send them this versus having to hire someone for a lot of money and
usually they can't find amazing people, because they're all snatched up. So let me start with just the
basics. When people hear at the term go to market, what does that mean? What does that encompass?

FRCERIR:

HRAEEEXRNIEERE, EREMA— MM HANR “TRREAHNTINES, REERRZEAM
B, A UEREXERSMI]), MASLMIIRERNEEZBBHR, MEEEMTERAENRAS, EN
EHILIC T o FREL, EERMIMERTFIE. HANIRE “HEATE” (Go-to-market) XMAR, BEIREHKRET
A? SEMERA?

[00:05:57] Jeanne DeWitt Grosser
English:

| think there are two answers to this. Often what people think of is sort of the tip of the spear of what
drives revenue, which is marketing and sales. For me, | think of it as any function that is going to touch a
customer or make a dollar, and actually my remit at Vercel is that, so that includes marketing, sales, all of
your technical sales roles like sales engineers or post-sales platform architects is what we call them at
Vercel. It's customer success, it's support, it's partnerships. And the reason | say that is my experience
throughout my career has been that those functions often have this Venn diagram strategy where
marketing's pursuing one thing, it overlaps with what sales is pursuing, but not perfectly, which also
overlaps with what support is pursuing but not perfectly. Examples of this would be slightly differing
segmentation frameworks, et cetera.

FROCERIR:

BIANBERINER. EBEAMTBINREHEWRR “FX"° , BHHMNEE, EXNEKR, HANEREAR
EE P EREISRAVERAE, KPR L, T Vercel WERTEEMERYE:, BiEHY. HE. FMENEAREERR
(UNEHE TR, |ERNE Vercel MZAERFFREMMNAER). FFAMIN. IFURSERHEXR. HZ
FRAR AR, BEAERNRWEEFR, RLAUXLEREEBERA—M “FRE" LAIKREE: HHHER—
Bir, ESHERNEMEESERTE B, MHEEHNESZFBNETEESERTE2—H. Fla, i)
ERNTHIZASERAIRERERE.

[00:06:57] Jeanne DeWitt Grosser

English:



And so one of the things I think you're going to want to see more in this particular moment is that that
become a really integrated lifecycle. In particular, | think we're going to see a lot of the functions of go-to-
market get redefined, so we've gone through a period of hyper-specialization in go-to-market depending
on how you count them. There are, | think somebody quoted 17 different roles within go-to-market these
days and | hypothesize that a lot of those are going to start to collapse. And so if you think of go-to-market
more holistically, | think you can kind of go back to what are the jobs to be done from making a customer
prospect aware of your product all the way through to high LTV, five years on the platform, fully wall-to-
wall, and you're going to want to map that out and orchestrate it the way you would think about that
within your own product.

AR ERIE:

Fit, FINAELIXTEL, MEFEEEXERETR—TREERGHNESAR, K2, HIANRS
GTM EREERWENE X HMNEHT —1 GTM IREZ L KAIEE, RIFEAFERIITEGZE, WE GTM NEFAJ&E
B 1ITHAENAR, RBRREAPRSABKFIEEH. IRMFELEMEE GTM, RETLEYIE] “FFTEY
f£55” (Jobsto be done): MitBEFFRIREMN~m, —HEIKASKEMNE (LTV). EFELEEFL
F. 2EHER. MEBHRITECHTR—&F, ZMUNERX IR,

[00:07:54] Lenny Rachitsky
English:

Awesome. We're going to go through that whole cycle of go-to-market, but so is it safe to say just for most
companies that are especially starting out when they say go-to-market, that mostly is sales and then
there's marketing as maybe a smaller fraction of that and then as you become more advanced and grow,
customer success plays into it, tech sales, things like that?

AR ERIE:

KiET. BNSEBFEN GTM A, BA, WFASHAEIQERY, St GTMEH, TEENEHE,
TIZEHOSBNLE], ARBEQBRANMMK, FFAMI. KARHEEFREAMANER, XFEFED?

[00:08:12] Jeanne DeWitt Grosser
English:

Yeah, that's probably where most start is getting sales or frankly just because a lot of companies also start
PLG, you might actually start with marketing and then you're layering in sales when it's time to do the
sales assistant and ultimately sales led portions. So | think it can, depending on your product and your
initial target market, it can either mean marketing or sales or a combination of those two.

AR ERIE:

BH, RZSBAFIREEMHEETB, NEBRMR, FARSAFTEMNPLG (FREEHEK) FFiE, fRSE
frLErIRE e M E TR, AREFEHERPURARAHEESHBMAHFEER. P, XEURATIRE
P EiAThE, ERRERRETHEH. HE, HEEMENEGS.

[00:08:33] Lenny Rachitsky
English:

Awesome. Essentially it's like the term go-to-market tells you what we're talking about. How do you take
your product to market, get people aware of it, using it, sticking with it?



AR ERIE:

BHET. askikt, “FEAHEH XMRAXSMIEBTHRIERLHA: ROME~mERTE, EANNE
E. EREHETHR,

[00:08:42] Jeanne DeWitt Grosser
English:

Yep, absolutely.

FCERE:

=tE, [ERWI.

[00:08:44] Lenny Rachitsky
English:

What has most changed in the world of go-to-market over the last few years? You've done this for a long
time at Google, at Stripe, you built it for sales team, now you're doing that at Vercel. What's changed most

in the skill and art of go-to-market?

AR ERIE:

AT ENLEE, GTM A ERNRAREUZTA? fR7E Google. Stripe TETRKAYE], B THERPA,
IMTEXTE Vercel R, 7£ GTM BREEMZEARAE, HATKRK?

[00:08:55] Jeanne DeWitt Grosser
English:

There are a number of things. So when consumption-based business models started, | think you saw go-
to-market shift into being meaningfully more consultative because often that first land was the very
beginning of the journey and represented a very small percent of what you were ultimately going to do
with that customer. And so you had to go from being transactional to a lot more. You had to more deeply
understand what that customer was trying to do so you could align that ultimately to your product. |
think that has played out that much more with an Al because right now everyone knows they need to
change, but they don't necessarily know exactly what they need to change to, whether that's their
customer-facing product or their internal productivity and workflows. And so | think you're seeing a lot
more of go-to-market orgs leaning into the art of the possible best practices, helping you actually think
things through as if they were a consultant.

FRCERIR:

BRZZW. & “BFHE" (consumption-based) HIEWRFIRMRITHS, GTM #m T EAZHERNT
[, FMBEE—R EH” (land) REMRIENFIE, KARTIRELXEMZETR S LRENEN—NEED.
FRUMRBIM “RZE” BRENESTUNAE. (REREBRNMTEEABEMLA, UEKRARKHESIRE
FEamXTTe HIANEAIRAX—REMRE, RARES M ASNEMIIFTERE, B F—ERINEE
R A — e REEEF N mEBRSNE~ALIER. RAlt, (REEFMKESH GTM AR HE T
Rt “RESLE” , GRAR—HFEHEFEERR.

[00:09:52] Jeanne DeWitt Grosser



English:

And so one of the things you see more of right now is forward-deployed engineering, which on some level
is kind of a rebrand of professional services but kind of not. And a big part of that is, hey, how do I actually
get into your environment, ride alongside you better understand what you're trying to do and then help
you actually bring the technology to life and learn a lot along the way. Often you're not only making that
customer successful, but you're then taking all of that back to your product and engineering organization
to figure out, okay, what was generalizable that we ought to build into our offering versus what is
something that ultimately is going to be more of a professional service in the fullness of time. So | think
that has been a biggie, is actually just really getting embedded with your customer. And then
unsurprisingly, | think bringing Al to bear on the sales process is another big one. And so you've seen the
rise in probably the last 18 to 24 months of the go-to-market engineer, which different folks define slightly
differently, but it's kind of bringing one technical prowess to bear on go-to-market in general so you can
have a lot better tooling, data use, et cetera. And then two, increasingly bringing Al to bear as well to re-
architect your workflows and also make it so that it's easier to have a personalized experience with
customers but do so at scale.

AR ERIE:

FrUURIIEERIEZME “FI&IE TR (forward-deployed engineering) , EXEMIEE LERT I ARS

(professional services) HIMAEELE, EXATERE. ENZOE: BOEHEFNENIFE, SRHBELS, &
FHIRRMTIBE AT, AREBREEAEM, HEIREPES, BE, MAULELPRE TR, ERAEX
L R 15 BRIV A TI2HFBA, UAEMLRERN. MiZABEEI= RPN, HLEMENERNESEESE
AEWRS. PRI, HEERANBRATEZFRRE—IAREL. B, BERZHNE, FANBTHERERS —
NEATWN, F3EN18Z24MNEE, fREET “GTM IR Mg, FRMAEXBERR, BEEE
R B—, BRALHHATEAN GTM R, MMREEFNITA. SURANBSE, £, HREZMFIE Al
REMTIER, HEMARENMECME AR,

[00:11:23] Lenny Rachitsky
English:

Amazing. Okay, let's follow the thread on this go-to-market engineer, so what was it like before and what
are these engineers doing at companies?

FROCERIR:
AHET. WFNFE “GTM TI2IM” XFLMH, LA Aasy? XETRIMMETATRAKMERA?

[00:11:33] Jeanne DeWitt Grosser
English:

So | think maybe an interesting story to tell. When | was at Stripe, we went to launch an outbound SDR
function. So outbound prospecting and Stripe always ran lean. The company at that time had an
operating principle which was efficiency is leverage. And so if you looked at the sales organization | was
running, most companies out there probably would've had 30 SDRs and | was going to get four. So there's
no way | was going to do the typical SDR approach and be successful. And so we thought to ourselves,
okay, what can we do? We'll be super data-driven. And so we went and we started building project
Rosland. Rosland is the scientist who originally mapped A-DNA. And what this was was effectively a

company universe. So you can think of this as a massive database. Every row was a different company on



the planet and every column was an attribute about that company that would help you sell to them in a

more targeted fashion.
R EIE:

BRXE—EBNNE, YT Stripe BY, BITERBEIEDRE (outbound) BY SDREREE, Stripe —H
BITRIEREERE, YNMAEERNE “WERI . MIRMTERYNBEENHEEAR, ASHATTESE
% 30 1 SDR, MEHRWHET 4 D FRUAFK AR EIBERZ LR SDR HAHESRIN. TRENE, HilgeMLs
4? BNBERELHIERG. TRRIIFHBEE “Rosland BIH” . Rosland 2&4044%] DNA BIEMRIZ R,
XAMMEXPR ER—D “REIFEH” | MABEEKRE—TMNEXRNEIEE, 8—1 T2t EN—MFREAX
g, 8 YIRXTFZATNEY, EEEREEHMERMIIHEE.

[00:12:39] Jeanne DeWitt Grosser
English:

So at Stripe an example would be knowing that their business model was a marketplace was super
helpful, because that would mean you wanted to sell Stripe Connect versus vanilla payments. And so the
goal was basically, hey, can we create a mad Libs where | will come up with sort of a predefined email
template, but 80% of it will be fill in the blank based on the different attributes of that customer. So if
they're this industry or this business model, then pull this customer, reference this value prop, send it to
this persona, not that. And we were trying to do this in 2017 and it was very hard and didn't actually
totally work our ability to the false positive rate and we worked deeply with DSI and it just never really got
there. And now that we're literally redoing here at Vercel as we speak and it actually works and you can
bring Al to bear on it.

FROCERIR:

£ Stripe, —MAlF2: MEMINBIAERE “F&/M5” (marketplace) FEHHE), RAXTREIRE
SELLfA] Stripe Connect MIAR EEN T, HKINHBERER LELIR—T “BEFIBL” ANRSE: HE
R — P FE X BB HENR, 1B 80% AR ZRIEZFANFRBMEBMIER. MRMITETFXMTIEXME
WE, FBEIAXTEREM, REIXMEEK, REEXTABMARI D FA1E 2017 FXHMX
=, FEERM, MERTRRERS, HRETERY. RNSBERFANRNEGIE, BIREZEAEITR
HAo MIE, FAE Vercel EEEMMXME, ©SHENITIIE, EAIRAILFIA Al

[00:13:41] Jeanne DeWitt Grosser
English:

And so what's different is we now, | have a data scientist just like | did back in 2017, but | have a go-to-
market engineer whereas before | just had someone in systems that was helping me configure outreach
or sales off and my go-to-market engineer is helping me build an agent where we're coming up with,
okay, well what's the human workflow that you would've done? And then how do you encode that using
Vercel workflows as an example in actual code that's both deterministic and less so where an agent's
going out and trying to replicate what a human might've done to produce that, fill in the blank, matlit.

FROCERIR:

RENABRZAET, HKAR 2017 ERHFAEUERFR, ERIUEET “GTM IEM” . UFEIER
SKEIREERAE Outreach FEHEWM, MIMAEN GTM IIZMIEEEFADE Al I (Agent) . EfI=MIE: A
KRN ITERRHA? ARWMAERA Vercel LIEAKERE A —REaHEERNEE, BESIFHRE
MEBZAE, it Agent AZHERIALN T RN “BFRIR” FrifaviRiF.



[00:14:21] Lenny Rachitsky

English:

I love the ambition of that project. What is this, like eight years ago?
R EE:

HERXMAENHED. XERZSALIEINE? KLY/\Fqi?

[00:14:25] Jeanne DeWitt Grosser
English:

Yes.

FRERIE:

=108

[00:14:26] Lenny Rachitsky
English:

I love the big thinking there. We're going to map the entire universe of companies and then here's how we
sell to them. And then just I'm trying to picture doing that without Al. It's like crazy to imagine trying that
without Al and that's so much simpler to even imagine.

FROCERIR:

HERXMEAANBEL N RINBLEFBENQEFHNER, ARBENERMIIEE, RAEBRELE
AIBIERTHXAE, BEEXRET, MAT A, XHFERFEZBRRES

[00:14:38] Jeanne DeWitt Grosser
English:

Well the thing that's amazing about that, just to geek out on a second, so | was working on that with a
bunch of folks at Stripe on my team, obviously at a gentleman named Ben Salzman who went on to go to
ZoomInfo and then actually recently just founded a go-to-market startup that is basically sort of
productizing that concept of a company universe and then layering Al on it on top of it. And ultimately his
view is actually Al will get to the point that you won't have to do outbound prospecting because it will
just sort of company and product match. So it's fun to sort of see back in 2017 some of the folks doing
that now work at OpenAl, they work at Anthropic, they also are doing GTM Eng. You've got him starting a
totally Al native GTM company and then here I'm at Vercel trying to do the same.

RSz ERIE:

IXFX—ERHTNE GLEMEHRE—T), HURIRE Stripe FHEIPARH—E A —MiX 4, Hep—A10 Ben
Salzman #TE3RET Zoominfo, RIENIEINT —XK GTM #1EIAE, EARLMEE “ATFEH" WS~
mft, HELESMAL, MNRENRZE, Al BLXBIMRAFTZEHTENRENRRE, AAERB5ITR
REFF=mILE, REBNE, 2017 FE5 B NMEN—LE AITETE OpenAl 5 Anthropic T1E, {7
fff GTM IT#2, Ben gl T —R7=e Al RER GTM AT, MK Vercel BER R MEFMES,



[00:15:29] Lenny Rachitsky
English:

Okay, so what's cool is this is an emerging role, an emerging skill that | don't think a lot of people have
recognized as something that is happening. So one example I'm hearing of what this role does is they
automate outbound emails essentially and outbound outreach. They figure out, they write workflows
and agents that figure out here's the company to go after, here's how we message them. Does that end up
being kind of like an email that's custom designed and written for this prospect?

AR ERIE:

XiREE, XR—MHHAGNE, HREFRZEALLFIRIENEFE. HRFBN—MHFE, ITABS
B L REB MU ECDREMARINK, %S TIERM Agent RBEZHMRAF. MALBMINLERS. X
RARTR—HNZBER P EHRS HIERHID?

[00:15:54] Jeanne DeWitt Grosser
English:

That's one version. So it's broader than that really. Basically the full remit of GTM Eng will be to go
through each of the different functions within go to market and break down all the different workflows
that they do and then turn those into agents where Al is better placed than the human to do that task. So
right now we started with actually inbound and are now moving to outbound because that workflow is
most legible. And by legible | mean you can basically write it down. It's relatively replicable, mostly
deterministic. So it's more likely that Al will do it well and we actually built the agent and then we keep a
human in the loop. But from there we're starting to look at outbound and with an outbound we're
starting more at the lower end of the market, where you tend to have slightly less customization because

there's a single decision maker at the company.
R EIE:

BRBHP— A, KR LEERSEEE . &AL, GTM IEMNLERIEME GTM RENE M TREEREE,
DEMIIPMEFrE REIIER, ARG Al Lk ARBBRIMESHUN Agente BRIFZ(TEM “HEh&H°
(inbound) FreaRy, IMAEEERA “EmpIRE" (outbound), EAXNTIEREEM. FMEEMN, SIEMREAR
ERILUBES K, EENEER], KEBORWEMERN. FrLL Al BERRTEEMIS. HINMET Agent, HIRE
“AL#EH” (humanintheloop). MABEFYE, HNFFEAREIRE, HMBHREFTIE, FHARENE
HIURERERR, ARBERBE—TRRE,

[00:16:56] Jeanne DeWitt Grosser
English:

But | think it'll take a while before we're able to really do that in a very large enterprise. There we might
use an agent for research but maybe not all the way to actually send a message and that's just within the
prospecting function. So other places that we're looking at this would be for install-based sales. So again
there it's a little bit more deterministic because you've got awesome internal data on what a customer is
and isn't using, what's the next best action? What's the thing they should get most value from? So that's
where we're starting to map, hey, what does that ideal workflow look like? But basically you want to get
to a state where as long as I've been in sales, they release these annual reports that help us all benchmark
ourselves relative to one another. And one of the stats is what percent of time do your sellers actually
spend in front of customers?



AR ERIE:

BFiAN, BERBEGIVHHEELAX—RKEFE—&IE. EAEEG, FiTESER Agent #HITH
R, BARFARIULEERREER. XENEERFIREANR. HMEEAREMEALR, LNHHRE
FEFBHE (install-base sales), FHF, XEAMEN, ANMERENAILIE, MEFFAEERTA. &
EERM4, T—IRETHRHA, MNKEMTATRDT. FrUFNFRMANERNITER. E4LE, R
REREXHF—MRT: ERMNSFHENXLEFE, SERIBERESHEHNEITULEEXN L, HF—P5itE
ER: MEEEARKIREATFENNREE DRSS ?

[00:17:44] Jeanne DeWitt Grosser
English:

And for the 20 years I've been in sales, it's always been somewhere around 30% to 40%. So the minority
of time is actually talking to other humans and | think we're getting to a point where with layering in
agents, ideally we finally get salespeople to a point where they're actually spending 70% of their time
interacting with humans and we can get the research, the follow-up, the things that are a little bit more
rote and don't use the entirety of your human capacity done by an agent and then sort of unleash you to

go deeper with your customers.
R EIE:

EERMNEBHEN 20FE, XMRF—EHERT 30% 5 40% £H. ERMENR, REVHHEREEESAR
o HINAEMNETHN—DIMEL: BI5IN Agent, BEBERT, BITETEEILHEE ALK 70% HIBTETE
TS AEN L. IATAILAIE Agent SEREAZ. BRAFALENME. FRFELIZFLMALENNES, MMER
HEAR, LS5 EFH#HITERRREIZM.

[00:18:17] Lenny Rachitsky
English:

| love that this is such a great example of where Al is contributing in a very meaningful high ROI way,
taking on all this work that people... like, you have to hire say 50 SDRs as you described to do and now
you could do with a lot more. So it's a really cool example of leverage that Al gives you. One thing that |
know a lot of people think about when they hear this is, okay, I'm going to get more of these really bad
emails trying to pitch me on stuff and just like this isn't going to work. | can tell this is Al. What have you
learned about how to do this where people actually receive emails that actually convert and do well?

AR ERIE:

HERZXMIF, ERRT ALMALIFEAREX. BREEKRE (RO BIAMLTIAR, FIBTREREFE
ZEA 50 1> SDR A ReTeMI LIF. X2 Al IR FATFERN—MRESEIGIF. ERMERSZ AREXPZAE:
KRB, HXBWEIESHMI=E T BUHEHEERG T, XITAER, H—RmMEFELE A B/ XTMAILA
MUa 2B BB EIESC I (U HENS PR, RFEITHA?

[00:18:51] Jeanne DeWitt Grosser
English:

Our processes all always have human in the loop. And so basically where we'll start is we take a go to
market engineer and we have them shadow the highest performing individual in that function. And so

you can go and you shadow an SDR and you can see, oh wow, they've got seven tabs open. They're



looking up the person on LinkedIn, they're reading about the company, they're doing chatGPT on this,
they're looking in this database to get these sets of attributes. And so that's how you sort of inform the
initial workflow. And then what we do is we let the agent make a call. So in the specific example with
inbound, you have to determine whether or not you think the lead is likely to be qualified and then you
have to determine what to say to it. And so we'll let the agent make those two calls.

FROCERIR:

BITRURIZRARET “ATER . &4t, RITERZEIL—8 GTM I2ME “®FME” (shadow) %R
BERRIBRHEM A, RATLUIEME— SDR, MR B, MI1F T 7 MFER, 7 Linkedin E&EA, A
BATHEE, F ChatGPT 4#B), EHIEEEEHEM, XMEMEEMBIERNAN. A, &1L Agent
M FIT, EREIZBRGIFH, REAFIETXNER (Lead) BEEHE, ARAEMMITRMTA, KL
Agent i X FE N HI#f,

[00:19:44] Jeanne DeWitt Grosser
English:

It ultimately then does some deep research, pulls in a bunch of information from our databases and crafts
a response, but we have a human review all of those and actually hit send. Now for us, we had 10 SDRs
doing this inbound workflow and now we just have one that is effectively QA-ing the agent. The other
nine we deployed on outbound, so we got to move them up the value chain. At some point | think we'll
get to a place where we feel like, "Hey, the human reviewer is saying yes enough of the time that we feel
confident that these will be on brand targeted, et cetera," but right now we're still trying to train the agent
and it incorporates feedback on what we choose to reject, edit, et cetera.

FROCERIR:

Agent RESHITRNAR, MENHBIEETRINAEESHESOE, ERMNFUEALELFAEXLERS
HREAE. MK, LAETE 10 4 SDR EMX MEEhE I TER, MERMNIAFE 1 MRAZE Agent B9
FRERIE (QA)o FHIMI MAREANIEZE T E5pIRE £, XEFRATRBMAI MR T MMEEN L. FANTER
ML, BNNZRBXEFE—THER: AXEZBINLGESES, LRMNEEOXERBTHEmEIALER
o BERIEIMNTTIIZ Agent, ESRMIRITELSELIAIR Ho

[00:20:31] Lenny Rachitsky
English:

And you shared that it's already having a lot of impact. Like you said, you had 10 SDRs and now one can
do the job of 10.

FRSCERIE:
MREIXBE LT EARMEMH, FMEMITA, UAIEE 10 1 SDR, M7E 1 MAFEETTA 10 MPABIE,

[00:20:39] Jeanne DeWitt Grosser
English:

So before we did that move, | mean the other thing that's just incredible about this is the person who
built the lead agent was a single GTM engineer. He spent maybe 25-30% of his time on this. It was six
weeks before we felt confident going from 10 to one. So it wasn't like this was a multi-quarter process, it
actually moved super quickly and then again now we just sort of keep that agent manager working with



the agent to get it to a point where we say, "Hey, we're ready to roll." Actually throughout the process we
also tracked all of the KPIs that you typically would hold an SDR accountable to. We were looking at our
lead to opportunity conversion rate, we're looking at the number of touches it takes the time to convert,
and basically what we were able to do is hold that lead to opportunity conversion rate flat. So the agent is
as good as our humans were, but it's actually condensed the number of touches it takes to convert
because it's so much quicker at responding relative to leads inevitably sitting in the queue or coming in at
nighttime and no one can get to it, that type of deal. So that's sort of when we knew it was ready to pull
nine people off and shift them into outbound.

AR ERIE:

FEHMMPEXNMAREZE, EE—HFFERTRI: MEXD “GER Agent” WRE—R GTM TiEl, X
BERTET 25-30% BIETEl, RATI7NE, EIMTMETM 10 PARE 1 MARED. PRUXHARZE—MHERED
FEMEE, THEFBIESR, MERINILIBRE Agent RIBYES Agent BE, BIIRNATLIR “E&FLE
WAT” o Kirk, EBENIRES, RIMEERTEEERAKE SDRBXBERIER (KPP HATMET
LFREN= (Lead to Opportunity) BIRREER, LIRKRUFFHMERE. BAL, HNEBRGRUET
o WREW, Agent BISHTIAX—#LF, BEEFR LSRR TRUAFNMARE, EhemisRERIR, &
BURTARATRESEMTIERE, HEFRHIRGALIE, XTMEHNHE R A 9 MAXZRMEDREN
B #lo

[00:21:56] Lenny Rachitsky
English:

That's incredible. Okay, that's interesting. So you shift them to outbound. What | love about this is this
SDR that is now doing this is, as you said, doing the things they enjoy more, they're talking to customers
more, they're not doing all this kind of top of funnel rote work. | don't want to get into whole jobs Al
discussion, but there's always been this talk about Al SDRs basically replacing SDRs. It feels like that's
one thing where everyone's like this is a hundred percent going to be Al in the future. What I'm hearing
here is it gives one Aster a lot more leverage and obviously you still need people running the show.
Thoughts there? Just like do you think Al will replace all this at some point? And then | don't know, you
don't need salespeople?

AR ERIE:

AARRRWT . fRIEMITEEET E5RE . RERW—RZE, EWMIRFR, XL SDR IAEHMITEERNE
1B, EZME5RPRY, MARMRITUREITIMIE. HAEBAXT AIBRRIENITIE, E—EBARAI
SDR AT AZ SDR. ITEERIREVEERL T —1> SDR ERBIATAT, SAMRNATEAREEZKE.
RU1E Al RARTEIAXLERE? UERITMARTEHEARTE?

[00:22:32] Jeanne DeWitt Grosser
English:

| think on prospecting it can replace a fair amount because the average SDR wasn't doing overly
sophisticated research in the first place. So where |, think the last part to go as | mentioned will be in deep
enterprise prospecting where you can be at multiple layers in an org chart, you've got to pick between
business lines, you've got to triangulate those. But | do think for the things that are more repetitive that
often don't take that much time to learn and get ramped, Al will be good at that. And in my view, no one
graduated from college and was like, "Yes, | just went to college for four years to become an SDR." It was
more, "Okay, that's where you are forced to start." But | think the average SDR could have gone straight
into outbound or straight into an SMB closing role. And so basically what we're just doing is shifting folks



into something that uses more of their full capacity right out of the gates rather than sort of the forcing

function of working your way up the totem pole.
R EIE:

HIANTEIRE (prospecting) AHE, SAHMUEBRESE—I2ITIE, FALEN SDR ARUIMEMZAERH
. EMNHRIN, SRR THNEL2EZRENTIERE, (REENIBESLMALEN,. ERENSEZ
ENEZEHHIT=AEM. BEBLIAN, WTFRLEEEMN. FFEERZHEFEIMNLFNES, AIRIFRE
K, HHER, BEARFEERVHNHNEZRZE B, FXTHEFAEMENTHD SDR” . BEHE— T
BFREIHE" . BFHIANEIBER SDR HL A EEREMEDRESE R/ B (SMB) HRXAG. FIE
MIMEHS, RRIUEAMNM—FERAIZELERNES, MARKBERIMENREKBE$T,

[00:23:48] Lenny Rachitsky
English:

Awesome. Since a lot of people listening to this aren't salespeople don't have a lot of background in
sales, we've used this term SDR, there's also the term AE. Can you just help people understand what is an
SDR, what do they do, what's an AE, and then what's the role above?

FROCERIR:

XiET, BNREFARAFAEIHELS, RIUREIT SDR, 1£H AE, fREEFARMEHFE— AR SDR, At
4? ftARAE? UNEBLINABREMTA?

[00:24:01] Jeanne DeWitt Grosser
English:

Sure. So SDR is typically in charge of generating pipeline. They're meant to talk to prospective customers
and get them to a point where it is worth investing time to run them through a sales process. You typically
have two types of an SDR, have an inbound one. So this is where people come to your website, they fill
out contact sales, they'll be the first call to make sure that it's actually worth a more expensive account
executive to go and run a sales process or you then have outbound. So this is where when you want to
grow faster than your inbound demand, they will go out and at this point you probably have a point of
view on where you think you have product market fit. And so they will target that part of the market and
try to drum up interest from folks who weren't otherwise raising their hand saying, I'd like to talk to you.

FRCERIR:

LA SDR (BHEAERAR) BEMIREM “HERI (pipeline), MITNESESEBERTFZK, FHEM]
SISEERRAREFENENHERZNM KR, BEE®M SDR: —fE “WshZEi®E” (inbound), BIAA]
KEMRMISIES “BXREE" RI&, SDRETENEE, WASTEFLERENEFEZE (AE) TA;
S—ME “EohREE” (outbound), HRFBEEKEEBIWEFER, iz, E{RAEER
X ‘FRmpi” (PMF) BTEZE, MINSHNEEOTET, EHAIRLERILFITEHRIRE ARG,

[00:24:54] Jeanne DeWitt Grosser
English:

So that's sales development basically. Pipeline generation account executives are closers. So it's their job
to take somebody from, "Okay, hey, I'm interested in learning about your solution, | have a legitimate
problem. | potentially could make a decision," to, "I now believe that your product is the best in the



market for me and I'm willing to pay for it." And then account executives, depending on the segments
that your company sells into E.G. small business, mid-market enterprise, et cetera, they may work their
way up the food chain from selling to a smaller company like an SMB or a startup. Those tend to be a little
bit more of a transactional sale. You often have a single decision maker to then going into a mid-market
or a commercial role where now maybe you have an economic buyer like somebody in finance and a
technical buyer like somebody in engineering to getting into enterprise where you have procurement and
you have committees and 10 people have to weigh in and you've got to help them figure out how to de-
risk the fact that they're probably migrating from something so much more complicated coordination
effort to sell.

AR ERIE:

FRLA SDR B LB HIHERAMIREM. TAE (BEFEIE) B “BRE” (closers). il ITIERIEBE
P ‘BRI ARRANE, RBARKRMGRE, HAIRIBRE” F0 “HREMH~nEh) LRESHEN,
HEENLMAE" o AEZRBABDHENTZASD (WF/hdklk. pREEG. KBEEIE) FRIESREE
Fto MF/NELFAICIABHEBER “RZE” B9, FRERBE—NRERE, ARHNDETY, (RAIES
EXMSEIIN “ERER" MIEEIE BAELK . REFAREE, (RRBEIXBI. ZER%, F
2 10 "MAHBEZERER, FEFEMIEEIBNE, RAtilE8EEMNERERNRATIZIRN, XF
TREREIIERES

[00:26:05] Lenny Rachitsky
English:

That was extremely helpful. So SDR, pipeline generation, i.e., closer. Such a simple way of thinking about
it. Okay, this is great. Going back to the GDM engineer, a few questions for people that may want to try
this at their company, what scale do you think it makes sense to start hiring for this role? Having someone

automate in the go-to-market process?
R EIE:

FEEFEB. SDRAREMIF}, AE TR, FEEEENERES N [EZ GTM TRIMEER, XN TFEES
SREEHBARR, RANEFANRTGEEXTAGLREE? B ARBL GTM i,

[00:26:25] Jeanne DeWitt Grosser
English:

What's interesting about this is it will force companies to be more rigorous about their sales process early.
So often startups when they go from founder led sales to say, I'm going to have my first sales person,
whether that's an actual account executive who has sales experience or your general athlete, wicked
smart, who's going to go figure it out. Often founders will just say, "Okay, sales is showing up and talking
to people. Isn't that what | just did for the last couple of years?" But actually sales is more than that. It's a
skill just like writing code as a skill or building a financial model as a skill, it's about discovery. So asking
all the right questions that help you identify challenges in pain, willingness to pay, et cetera, and then
going through a process to handle those objections and showcase where are you at enough value such

that somebody ultimately wants to hand over some money.
R EIE:

BBHNZE, XFEEQAFREMNHERERETE, QBN QBRAZSHE” KOEAE—THEAR
B (TIERELRH AE RB—METNERRAN2EEETF), SIBARERRSE. “HETHMEETEERANX
15? I ENFEFAMEBXATFHE? * ENFEFEETRLETFI. ER—TEE, MESRBIERILMSER



—1F, EXTF “BREWE” (discovery) : BIFIREFKIRFIFER. Pktk. NEERE, ARBIRERNR
12, BRrEHINE, KRLLNHREER.

[00:27:24] Jeanne DeWitt Grosser
English:

So often startups will get, particularly ones with strong product market fit to pretty significant scale
without really having a replicable process. And you can't really apply go to market engineering unless you
actually have a point of view on what best practice should look like. And so | think basically this is going
to force folks to have more of a playbook out of the gates, what's working, what's not? Can | document it?
Do | have content for the different parts of the sales process? And then once you do that, which maybe 10
people is a good size and scale for that, ostensibly a GTM engineer can come in and turn that into an
agent. You could also argue that if you're a founder who wants to bring in a general athlete profile and
that person is technically minded, that you could have a hybrid AE GTM engineer who figures out what
their best practice is and then tries to turn that into an agent that's riding alongside them and making

them more effective as well.
AR ERIE:

RZAEIQE], LHEILE PMFREHIQE, EREFEGRIZNET TEEREEIRIIMR, BERIEIRN
“REXKR BRWNEL, SWMREENE GTM T8, Fill, XKBEAIM—FHRMEL “BlIZ4”
(playbook) : ft 4B, AFL? KELETIERTHRE? HERENTEMRESEXNNNRNE? —BER

WETX—= (KEEAED 10 PALES), GTM TRIMF AT AT NFHRBHEEK T Agento {RBETLIAT,

MRMFB—TRESEREATNEBA, BB TARBRAKR, RAME— “EEGE AE/GTM T2
", IR RE&ESE, AR HFEEELCNHEEIB S Agent, NTREBE.

[00:28:26] Jeanne DeWitt Grosser
English:

So | don't know that | have a point of view yet on what's the optimal size and scale, but | forever have
given founders the advice that you often want to bring in revenue operations, which is basically the
analytical arm of sales earlier than you think because having data, having process is actually what gives
you insights as a founder into what is and isn't working. And so | would argue just like it's a good idea to
have that sooner than later, increasingly it'll probably be a good idea to have GTM engine and be looking
to bring agents to bear on your process at the outset.

AR ERIE:

FIABEFRREREMEESZ L, BRE—EHANBANENE: FRZIEMBHRESEM|IN “EHEE”

(Revenue Operations, {&#F RevOps), EEAR EEHENSWEI]. RARBEIBNIRIE, A8eILIRERL
IANARITABR. TATH. BFKIAA, MEEREIL RevOps BMFEE—1F, REHAE GTM ITiEH
SR Agent A FARTET, RIREtB=AA—ThiEass,

[00:29:05] Lenny Rachitsky
English:

While we're on this topic, just a quick tangent, the advice for hiring your first salesperson that | usually
hear is wait until you're around a million in ARR. When you have a repeatable process, you can teach
someone anything there. Does that seem right? What would you recommend?



AR ERIE:

&R —TF, HEBRNXTRAF—THEARNENRZ: FAFELEMEWAN (ARR) XE| 100 FX7T
KR, SMBETHEENRE, MM UBLHIAN. XITERND? REEZINEFA?

[00:29:18] Jeanne DeWitt Grosser
English:

Yeah, | think that seems about right. | do think as a founder you want to stay deeply connected to
customers and get it to a scale and get it to a point where you use the word, there's some repeatability
there. | think that's one of the things that not all founders get right is founders are incredible salespeople.
They convinced a VC angel investors to fork over a bunch of money, so clearly they're going to inspire
people to buy. But if you're getting to a million in ARR and the set of customers you have look nothing like
one another, you still have very much like an evangelist sale, very much founder led sale versus if you can
say, "Hey, | now have an ICP here, or ideal customer profile, e.g something you can write down. We are
good. Our product fits with startups with less than a hundred employees who are typically building SaaS
applications," something like that.

AR ERIE:

B, RRFTERSZ. HINNFENEBA, REESELRRERR, HIXI-—EMEHAEE “JEE
M o HIFFFBEIBARELEFX—~: SR ABERRAHE, MWITERRNEMXERZAEE, BA
eI P WL, BANRIREY ARR 2|7 100 H&7T, MIMNEFBRILLZEBZELHER, BIRHEINAZ
“EAEE" N CWBAXTIHEE . k2, WRMREER: TR, RAWEETEEZPER (CP), tbin
MNAFmEERTAOTF 100 AL [EFEHDE SaaS ARG A"

[00:30:14] Jeanne DeWitt Grosser
English:

Then you're probably ready to hand over the reins. And then what founders have to remember is to
actually hand over the reins. So you've got to enable the person who comes in, what is it that you're
doing effectively, what's your content, what are the discovery questions you are asking? How are you
handling objections so you can transition that knowledge but also don't handle them over entirely. You
want to stay connected to the customer because you still have a fair amount of R&D to do to figure out
where is the product next going to resonate, where are you getting stock as you scale, etc.

AR ERIE:

ZUAREY, fREJRERLERERRLEAET ., IR ALMICENRZ: B “HIE” KHENE. MEZWEHIMARN
N ARET A7 N2 RERBZHA? fRiE) T BLSER KAVRI? (RIEIGIERI? (RFELTEXLE
iR, BEAEREHFAE. MINFSEFREERR, AAMEEARENMATIEEY, EFFE"m T —%
SEMEFEHRD, DUNAENREIREFPERERIER,

[00:30:52] Lenny Rachitsky
English:

To close the loop on the go-to-market engineer, what's the profile of the ideal go-to-market engineer, may
be your first.

AR ERIE:



NTHERXTF GTM TREIFRER, BRNE— GTM T2z AFNER?

[00:30:57] Jeanne DeWitt Grosser
English:

What we have found works really well is somebody who does have go-to-market experience. So at Vercel,
our first three go-to-market engineers we're actually sales engineers. So Vercel hires very technical sales
engineers, all of them were front end developers before they decided they wanted to get into sales. And
so we just said, "Hey, three of you, congrats." You're now founding members of our GTM Eng team. And
the thing that works well there is you do understand aspects of what is good GTM, what does a process
look like? It's been really interesting actually. So the gentleman who runs GTM Eng for me, we were going
through this lead agent and QA-ing it. And so I'm going and I'm looking at some of the responses that
we've ultimately had the lead agent send and realized, "Oh, | wouldn't have sent that and that's because |
have 20 years of sales experience and we modeled the lead agent off our best person, but our best person
who has two years of sales experience." So it actually is important to understand the art and the science
of sales and how you bring best practice to bear. Either you've done it and so you know some best
practice or you're going to geek out on sales, read a bunch of books, learn a thing or two, and try to
incorporate some of those into your agent development.

FRCERIR:

BN MURRFHZIBLHEE GTM ZIEAI A, £ Vercel, FENMNHFI= GTM T2 fR £ 2 HE TRID
(SE)o Vercel EMIRAHE TIRMIFE LTI, MIERITHE ZAEERHTZAS FIUKRIERR:
‘IR, REMIN=MA, RIMNMAER GTM TREEAIEIIEMR T " XMERNFLE, MERTARTHN
GTM, FERMAHEN, XELIFEFBW: M5 GTM TIEMNIBAREMBE—LHIZER Agent WEIEH, i
NELESHENTFRE, XREANEKE 20 FNHEZR, MBI Agent ERAERNRMBHR TEREN,

ERURMAFTHRTIRE 2 FHELR, Fill, BERFEENZANBE, HSINREXEKZIFEEEN. B4

MESENT, BAMMSHIHEE, RAENH, F—MWE, FRHBERAE Agent AR H,

[00:32:28] Lenny Rachitsky
English:

That is really interesting. So come from the sales side, not from the engineering side. And | imagine this is
such a cool opportunity for salespeople to do something completely different and move closer to
engineering.

AR ERIE:

XREB. FMUZREHEER, MARHEIRER. FEXNHEARRAZ— MBS, JUH—Lxe
FRERE, MIiERTET.

[00:32:38] Jeanne DeWitt Grosser
English:

Yeah, | mean we're having a lot of fun with it. At Vercel in particular, we basically get to be customer zero.
So everything that we're building with agents, we're building on Vercel's Al cloud. So these agents now
have multiple steps that they go through. So we're using Vercel's workflow SDK and workflow offering.
We use the Al gateway to call the different models that we use to do deep research or other enrichment



that we do. So for us it's great because we basically sort of bang on everything the engineering team is
building and get to go be a discerning customer before we actually get it out the door to real customers.

AR ERIE:

=0, EmERAL. F3RTE Vercel, HINBEXLMRE “SSEFR” . HINWENE Agent BERET
Vercel B9 Al =, XL Agent BEZMAITHE, FRUARIMER T Vercel BIT{EMR SDK. FHA1EEA Al WX (Al
Gateway) RIABARMIREHITREMARKEIEIGE, WHRINMRRXKET, BARNTUE~RERELR
BKEXEFZE, SEARIINATEFE B TREFEPAEEN—,

[00:33:22] Lenny Rachitsky
English:

What a fun time to be alive. | could tell the fun that you guys are having, just from the way you describe it.
(Sponsorship segment for Stripe...) Zooming out a little bit in terms of you mentioned tools and tools that
you use. I'm curious just what are kind of the state of the art tools within the go-to-market stack that you
love that you'd recommend?

FRCERIR:

HENEBINN. MIRETHERPRMERZERBZ 0. (Stripe T ERERRT...) HHBA—RIEF,
fRREI T TR, RERBHE, EEFHNGTM TAKRF, BWLERERFHEFNINRTA?

[00:34:33] Jeanne DeWitt Grosser
English:

Well, so I'm going to have an interesting answer to this, so I'll give you one. And it's not state-of-the-art
per se, although | don't mean that disparagingly, it's just that it's been around for a while now and a lot of
folks use it, but | think Gong has gotten just meaningfully more interesting in the last year. And then
second half of my question | will get into, | think the calculus on build versus buy is changing. So all right,
Gong. Gong is incredible because you can run agents against it now. So we take all of our Gong transcripts
and we dump them into an agent called the deal-bott, and that deal-bott then can do a bunch of things.
So the first thing we had it do was lost opportunity review. So we had just finished Q2, we had a list of our
top losses for the quarter sorted by deal size, and we ran it against that and it was incredibly interesting.

AR ERIE:

BHERELLRER, RER—1, EXAGFER ‘& (HLERENER), EBEFEE—KNE
T, REZEABER, BHIAN Gong TR E—FETFEEERE. RERZNEFEHHIRIRE “‘BREEREH
E” MR EELRET . 4, 5iit Gong. Gong IEERE, FEAMIERIUEE LEIETT Agento BEITEFIE
B Gong @I RXARSEN— “Deal-bot” By Agent, ERILUMESZE, HINLEHMNE—HERE “E8E
®/ . RMNEREZFE, L TRETHFNERYIR, ik Agent X0, SRIFEEHE,

[00:35:39] Jeanne DeWitt Grosser
English:

So the biggest loss that quarter according to the account executive was lost on price. And when you ran
the agent over every Slack interaction, every email, every GONG call, it said actually you lost because you
never really got in touch with an economic buyer. And when you talked to somebody about ROI and total
cost of ownership, it was clear from their reaction that they didn't really buy your mass. And so really the



reason we lost was an inability to demonstrate value, which upon reflection I've got work to do to build
out how we quantify the value of Vercel, which actually is very easily quantifiable. It's one of the things |
love about selling this product, but we got to codify that for the go-to-market team. So that was
incredibly interesting and now we run it against all of our lost opportunities and actually do a much
better job of categorizing why it was we really, really lost.

FROCERIR:

RIBFFEIE (AE) BUHE, BIZERANEZREZE AN, B Agent 31 TFIER Slack Ezp. HRHHAN
Gong BIFIER/E, B LR LFERZRNRMREERME] “EFERK" (RRE). SR FIKILEREA
E#= (ROI) MSZIEMA (TCO) BY, MMAMRNFKE, WIMREFENK. PAAEENZSRRZIAILE
BiE, RBZE, BRIRIRFETENETEN Vercel INE—HEIXREZEN, XHUERERHEX
AEmiREZ—, ERNFEN GTM HEENGEK. XIEEEE, WEBRINNAEZBEBTX NI,
MmEER )L R BRI AR S,

[00:36:38] Jeanne DeWitt Grosser
English:

And then either feeding that back into the engineering team or back into marketing sales leadership on,
hey, where are we falling short in the sales process? And so that was awesome, but then we're like, well,
it's not very fun to lose, so why don't we pull that forward? And so we went from lost bot to deal-bott and
now the deal-bott is running in real time and we basically feed insights into Slack. Vercel is incredibly
heavy users of Slack, so we have a channel for every single customer, either opportunity or existing one.
And so now we're feeding insights into that Slack channel which is, "Hey, you're this far into the sales
process and you haven't talked to an economic buyer, you should think about that." Or, "Hey, you just got
off that call with an economic buyer, didn't sound like it went that well. Here's some things to consider

and how you might follow-up."
R EIE:

RERINSEXLERIGL TEF, HERGETHHENSTE: BIEHERENH I FHHERBE? XX
BT, BEXRENNE, BTEIINEER, ITATRFR? FERENM “FENBAN” ARIT “RRVE
A” (Deal-bot), ILTE Deal-bot BLEETTH, EREHREEMEE Slack, Vercel & Slack WEERF,
BITASNER (BREREBENSERUAERTRF) HETHE, NERINIITARLIESE, thin:  “IF,
HERMEEKIX—F T, MEGREFERIE, REZE—T.” HE: TR, MRIRSFERBTIE, I
ERBRAKEF, XBE—LEWEMRESE, FEENMEE.”

[00:37:34] Jeanne DeWitt Grosser
English:

And last thing before | pause, the other thing that's really interesting and how we're using this too is we
are in this moment where | have never seen an iteration velocity exists now in my career. My 20 plus year
career has all been in tech. And so for go-to-market teams, that's really hard. If you are launching
something every other day, the ability to be enabled on that is actually quite challenging. And so this bot
agent is now also letting us, where we're starting to go with it is we'll release something, we'll do our best
to enable the team, then we'll go run the agent across calls, interactions, and we'll diagnose where we
did a bad job of objection handling, where we're getting stuck. And then at the end of the week we can
have a huddle and say, okay, what are all the places that our agent would suggest we aren't selling
effectively?



AR ERIE:

AHFEUZABREE—R, S— 1M FEEENAEE. T3 20 ZENRKIRWEES, BMRIIEGIREX
HROEREE. WF GIMBEAMRY, XFERME, MRMEBRE—RMAGHRA, HAMRBELE

(enablement) BKEIRA. FRLUX 28 A Agent TR AR IRA]: A &MmHThEE, RIFIEAR, AEiL
Agent HiEEIEM ENICR, IZHRNELESWEWEMS T, REETWERET . ARBNTUFIE
=YL RIE Agent BRI, FAIEMEMSHESIBER?

[00:38:34] Jeanne DeWitt Grosser
English:

And then almost like an engineering team, we'll now run sprints, which is like those are just bugs. They're
bugs in your go-to-market process, so you should not have them. And by the next week we're going to
add content to our objection handling to guide. We're going to add content to a discovery guide, we're
going to figure out something we need to change about our demo, so on and so forth. So that's early.
That a little bit of a preview, but that's where we're talking about taking things right now within our go-to-

market orgs.
FRERIE:
ARG IERAN—F, HEIMSHT “HR” (sprints). XEHEFNKIZMEZE “Bug® —ENR GTM R

12HRY Bug, FZEE. EITA, BISERRINAIEER, EMRFEXKIZHERER, HEEBET (demo) i
BEF, XEATERMEE, BER— 1S, EXmEKERE GTM BLRPHEHBYTT M.

[00:39:00] Lenny Rachitsky
English:

Jeanne, you're blowing my mind in so many ways, it just sounds so fun and just you guys are going to win
is what I'm feeling when | hear all this. Incredible. What I love about this is this Al tool, this agent you built
sees things that humans were not seeing. The fact that you were surprised of just like this is a completely
different conclusion is such a big deal. This is the whole promise of ai, it's going to do things we aren't
even thinking about or capable of.

FRCERIR:

Jeanne, fREMILHIAFRF. ITERKEBT, HABMRI—ESR. HESUKH—RE, MEREX A
Agent BERFIAXBAREINART, MBI TEARNEEREIRT, XIFEFEEX. XME Al BEE: Bt
WEANTEE LRI LRI,

[00:39:26] Jeanne DeWitt Grosser
English:

It is. We had a really interesting, one of the things we're doing at Vercel, we have an Al cloud, so people
use that to put Al-native features into their customer-facing applications, but they're also using it to build
internal applications to improve productivity or outcomes. And we are talking to a very large airline and
that airline obviously gets tons and tons of support queries. Of course they would want to go apply Al to
hey, how can we have Al answer these so that our cost to support goes down, sort of the obvious thing.
But the more interesting conversation was actually with one of the C-level executives who said, we also



actually transcribe every single one of those support calls. And so what | really want to know is why are

they calling and how do | make it so that fewer people call the next week?
R EIE:

HasEintt. FxA17E Vercel MBI —HERIRM Al =, AMTAEEEREFBNASMAN AIREINGE, EHAE
MERABNARRESES . BMNBS—KAEMZARRK, WINEAEBENTREE. WI=A8E A
KEZFEE, MMERZFRE, XREMZ RN, BEEFBHNMNIERES—U CASEHITH, Mthix: “Fi)
Lir ERRTB—RERBEIE. REEBNENZ, ] AL THEIE? RiZWEMA L TEATBIER

R ”
AZ?

[00:40:39] Lenny Rachitsky
English:

| imagine many people hearing this are like, "I need one of these deal-botts and lost bots." These are all
internal products that you all built?

FRCERIR:

BRRRZAREXBEHSE: “RBFE— Deal-bot EEHEA” XEHZMITE SHARNRNERm
g?

[00:40:46] Jeanne DeWitt Grosser
English:

Yes.

FREiE:

21,

[00:40:47] Lenny Rachitsky
English:

Is there anything that you've learned about making them this good? Any tips you can share of here's how
to make a really good bot for sales?

FRCERIR:

XTFMEHBEMEX AL, MBEFALSET? BREFANRAUNE, BAKNAR—NEEFANHE
M2EA?

[00:40:54] Jeanne DeWitt Grosser
English:

Yes, so actually that's the second half of my answer that | forgot. Which is sort of like bill versus buy
calculus. So | think one of our learnings is that it's not that hard to build these agents and they aren't that
expensive either. So | mentioned the lead agent that was a six-week process with one human, a third of
his time, that deal-bott, the lost bot version was two days basically we riffed on it, he had it 40 hours later.
Now we're continuing to refine it for the other things | mentioned. And what's also interesting about them



is they for better or for worse for Vercel, but that lead agent which runs full stack on Vercel, will cost us

about a thousand dollars to run for the entire year.
R EIE:

2, XERENATENRFHBAESR, B "BEEZME" pINE. HMNNOFZ—R: WEXLE Agent
HAXME, AR5, FIRIMAR Agent B— MNARR=DZ—HBFEIA T /NEMEKAY; M Deal-bot WEEB D
FRAERBTRR—RHMMTIET T, 40/ NSEMMEMEET . MERMNEETHNRIRIEMINGEHRITT
B, BBNE (XX Vercel KRBT EWMEIFE), MEBITTE Vercel 2% LRILLE Agent, £FRIETTH
AARLYRFE 1000 E7To

[00:41:57] Jeanne DeWitt Grosser
English:

If you remember | told you we had 10 people in the SDR function, so I'm paying well over a million dollars
for that from a salary perspective. | got that down to one. And then behind that | have a lead agent that
costs a thousand bucks. So that's like a 90%-plus reduction in total cost there. And there's lots of software
for agents out there right now. And | think one of the things we're learning is because this whole space is
so nascent, often your own esoteric context, your content, your workflow is really key to unlocking the
power of the agent. And so | think there's real value in experimenting with your own internal agent
development. We may ultimately end up on better integrated agent platforms in the fullness of time, or
we may find that the CIO increasingly goes from a procurer of software to a builder of software and you'll
have an Al internal platform with a thousand agents running across your org. I'm not really sure yet. But |
certainly think there's value in trying it yourself because you may find that it's meaningfully easier than
you think and you get returns pretty quickly.

AR ERIE:

NRIRIEIERT, HNARIXNTARE 10 > SDR, MFKBEE, REFEXIEI 100 HEmT. WEHLBAHL
HET 14, BEE—TZ 1000 E£T4E Agento XS T EMARET 90% U tE, METELERS
Agent ft, BERMNZFEN—RE: BAXNUERT, (MEFENLSER. REMIERA 2K Agent
HENXE, Alt, BIANZTHAIHAL Agent REMNE. REARNAIEIKOEESH Agent 5, HEK
MN&&RI CIO FAMIRGRBERZR T NRERESE, (RNARRNTBSE—NEBEITELT D Agent WA F&, &K
FHERKZER, EREEZHEERENEN, BAMESLANELMBRNEZFS, MEERIEER,

[00:43:10] Lenny Rachitsky
English:

So what I'm hearing here is that you're finding that there are not tools out there to plug and play. The
alphais essentially in building your own stuff.

RS ERIF:
FRUMFMERE R, BRntSEiMENEEANT R, EEMMKE (Alpha) EFHEBE WA,

[00:43:18] Jeanne DeWitt Grosser
English:

| think that's partially true, and | think because you also have all these tools proliferating right now, you
get into the perennial problem where you wind up with 20 of them to do the 20 jobs to be done basically,



rather than an integrated platform that's doing all of them. I'm hearing this a lot actually when I'm talking
to customers right now where their biggest issue in deploying Al is actually just getting through
procurement and it's because got an Al mandate, you kind of have a blank check. | recently heard the
term of instead of ARR, it's ERR, which is experimental run rate revenue, which is to say everyone's out
there sort of, Hey, we're going to give this thing a go for a year and then TBD on whether or not we keep it.
But basically you're having to procure 20 different things. Most things are getting off the ground and so
they're solving something relatively narrow and that'll change in the fullness of time. But | do think
there's an opportunity to figure out, hey, where do | likely have a more specific workflow internally. For
that it might be worth building your own agent and then maybe for the things that are a little bit more
generalizable, you go get something off the shelf.

FRCERIR:

I 1EH, MERAMEXLTEBYE, RIBA—IEBEB: AT5EMH 20 MES, FREET 20 M FEH
TH, MAR—TEBEFE. RMENFFLRKNELEIRT, M58 A WRABBELZE “RWHE"
HNATE A S, FHBERE, BRBIERET—MTW ERR (Experimental Run Rate Revenue, SEIIEERE M4
W), BRERARBESIE: 12, HIMd—F, HHEEREZAE,” BERZIMERM 20 HARE. K
ZHFERANES, BRNRARE, BENEEEXSNE, BERIANAAER—MME, ERUHMLERTT
ERIEER%, BERER Agent; M FBANKRA, BEZMAN.

[00:44:34] Lenny Rachitsky
English:

Are there any platforms or tools that you want to shout out that allow you to build these agents so
quickly? I know they sit on Vercel, so shout out Vercel. But just anything that you point people to you to...
These SDR, these GTM engineers, they're former salespeople. Are they learning to code? Are they byte

coding these agents? How does that work?
R EIE:

BREMAAFAITARMEBEREDN, EBILAXAREE Agent? HRIAEENIZITTE Vercel £, FrLAEL
Vercel 2 1M8%, BIREHIAIG? X& GTM TEEMUAIEHE, MINEEFISTABGE? IR EARE XL
Agent B9?

[00:44:52] Jeanne DeWitt Grosser
English:

So our sales engineers all have CS degrees. So they were engineers in a sales capacity, so they're writing
code and actually these agents, they're building directly on Vercel. So you get the Al gateway that lets you
call different models. You have a sandbox if you're running untrusted code, you've got workflows that let
you build the process. You've got fluid compute, which lets you really efficiently use compute when you
only need it. So we're just sort of building it from the ground up here. Again, it's not that hard. Now you
do need to write code for that. Certainly there are a lot of vibe coding tools out there that also give you
more workflow builders that are somewhere between fully WYSIWYG, almost like drag and drop and a
little bit more code forward. So you've got a bunch out there along those lines. But | do think we've sort
of found one of the reasons actually the GTM Eng team at Vercel can build these agents so easily is
because the Vercel platform is making it that easy to use our framework to find infrastructure and get that
agent onto into production very rapidly.

FROCERIR:



HIHHELRMBBEHENME (CS) Fil. MINBUBEESHNIENIEM, FUMBNSEAE, X&
Agent BEHZTE Vercel LR, RAILUER Al XIARARERE, BVEIETAREENNE, BIERY
Bmiz, 2ERNIE (fluid compute) IHREMFBHEIR. FAIUZKRITEE TMEMEN. BE—RK, XHA
Mo LA, MMALFESANE, TEHLBERS “FEHRRE" (vibecoding) TR, RENFAIMKIERMNA
Bz EINITIERIDESE. BIRIAN Vercel B9 GTM ITFZFFA Z FrLARESNLL E M t1197E Agent, REJ9 Vercel
FEILEXEAMIGH. FRERHE Agent RIERNEFLRIFEE R,

[00:46:11] Lenny Rachitsky

English:

What a neat, unfair advantage you all have to do this stuff.
R EE:

MMM EEEREER/RRMEN “FRFMRE” o

[00:46:13] Jeanne DeWitt Grosser
English:

Yes, it is fun to... | mean, | do think this company is better than any I've seen at eating its own dog food
and just everyone is constantly, we say Vercel builds Vercel with Vercel. So you're just always looking for
ways to, Hey, how can we use our product to go do what we need to do? And as a result, either
understand then what a customer would want or what's missing from our product that we could go make
better.

FRCERIR:

2, XREH, BNERRE, XRQFEERNIREBEEK “ZEXKMAIR” (eatingits own dog food) HIAE],
FATE5 “Vercel A Vercel 9% Vercel” o FAIUUAREEERE: 12, HINNEBELHEHCHFRETERES? E&1
e, BNBEABRTEFEENFA, BEAKIT F=amtRkpIIngeF i ik,

[00:46:37] Lenny Rachitsky
English:

Along these lines, something that's already come across a lot in the way that you described this stuff is
I've heard a lot about how you think about go-to-market as a product. A lot of people listening to this, as
I've said, are product builders. So | think this is a really nice way of thinking about go-to-market. I'm
guessing you've already talked about elements of this, but just what's a way to think about go-to-market
as a product?

FROCERIR:

s XA BEE, FHITIREXFIRMARE GTM MA—F=RmEVEE. [EWNKFNR, REAREBEZmESE,
FrAX B—IEBIFRIEE GTM AR, BRBMELKRE THPRN—LEEER, BEMKNR, NG~ m—F
BE GTM?

[00:46:56] Jeanne DeWitt Grosser

English:



Yeah, I've always, so | had this realization probably a little over a decade ago in my career. So my first job
out of college was working on Gmail in 2004. So Gmail launched on April 1st, | joined on June 1st. And as
I'm sure you'll remember as well, Gmail was this incredible innovation, massive JavaScript application
that didn't really exist at the time. And it had this gig of storage. It was a full year before Yahoo Mail caught
up and even longer before Hotmail and others did. So that was the level of technical differentiation
between Gmail and the next best. And a decade later, you had cloud computing enabling folks to do stuff
that you never would've been able to do previously. And so | kind of felt like, huh, software's starting to
commoditize a little bit. And so when that happens, when technical differentiation kind of narrows, what
are other things that will differentiate you?

AR ERIE:

2, RETZSEIME TX NG BRFRIENFE—PIIER 2004 F7£ Gmail FIk. Gmail 248 1H
A, T2 6 A 1 BN, REZ%IER, Gmail HIE—IURARGIH, B—MHR/LFAEFEHKRE
JavaScript ZF. ©H 1GB WFfE=(E, BE—FEHEMBEAEH L, Hotmall WATER. XL
Gmail ERENFZENVKAER. +FE, mItEILAMNEMURIMAINE, RARRES, REFHRER
BR ‘Bmi” T. SRARERSE), TEMAREILIRRAML?

[00:48:01] Jeanne DeWitt Grosser
English:

And | was started thinking outside of tech, we buy a lot of things because of how we feel about them. And
so | started to develop this thesis that actually the experience that you have of being sold to will
increasingly actually differentiate a company and drive buying decisions if products are only different at
the margin. And so if you believe that, then you really want to create a customer buying journey that feels
like very unique experiences. And so we did a lot of this at Stripe and now we're looking to replicate this
here. But an example of one of the things | think we did really nicely at Stripe was a lot of companies
sales, the first call after you're qualified, we've decided you're worth engaging in sales process is
discovery, which is basically let me ask you a lot of questions to try to under-uncover paint, figure out
where buying power lies, et cetera.

FROCERIR:
HABB AR ERE . RIIXRSFAARRANMENNRE, FERERERT —MER: MRTFRZENESR

Ry, BRA “BIEHENERE FHRERAATNZORENHRDEERE. MRFBEX—R, MHIE
ZRE—MRERIEFEIFNE P WX R, FHA1E Stripe T RZ =K, METE Vercel BEEH, —MIF
. REQENFEETHRINELRERENERBIER “FRIEZE” (discovery) , B _ERLZR]—HRIERE
ERR. BIATIES,

[00:49:03] Jeanne DeWitt Grosser
English:

And so that is kind of boring sometimes for a customer. You're basically being quizzed often on the
phone. And so what we started to do at Stripe was that first session was a whiteboarding session, and we
would actually get together and have you draw your architecture for payments and all the other things
that were under the hood to enable you to take money and drive customer outcomes. And through that
we would learn a ton about what was in your stack, what we were going to have to compete with,
displace where value lied. But the customer also learned a lot themselves because in many cases they'd
never drawn their architecture diagram. And so they left that meeting with an asset and a sense of like,



"Wow, this is a really collaborative person who's deeply interested in helping me develop a mental model
for how to think about this." And then we had other things that we would do.

AR ERIE:

MNEFRKY, XERRILTH, BREGEEERIERERER. FILUIKE Stripe FRHMEIE: F—RIWE ©
REW o« HBMNERE—E, IRELRESARHURERENAET T, BIX IR, KT #EIIR
A, BNERSRERONKURNEME. EEFBESEFETRS, AARSERTHIIMARETE
CHRME, WITHEE—MFHBEARIN, HERT: “H, XTAEEEMERH, tENNEREILBER
BRI

[00:50:00] Jeanne DeWitt Grosser
English:

So that's sort of how | think about building go-to-market-like a product is basically you need to go
through from the first time you become aware that the company exists to again, that sort of five-year
heavily retained wall-to-wall customer a set of experiences. And those experiences can feel transactional,
flat, boring, or they can feel very human, personalized and unique. And so we try to go map those out and
figure out how do you bring the product to bear, make it really human, and hopefully that creates a
customer for life in the end.

AR ERIE:

XFERMB “GM~m—FBE GTM” | MBEMEMTFE—ARIRIIAEEFE, IRNBEFERE. 2
ERNEFPREHN—RTAR, XEARAUERZ. FAZHRE, BAIEIFEAEL. MELE
IREFRY. BAZHMEIX LR, BEMALES™m, FEHERARBK, REFERLIEHEAEEF,

[00:50:37] Lenny Rachitsky
English:

| love that whiteboarding example. Are there any other examples of what you've done to make it actually
work really well in this way?

FRSCERIF:
REMBARESINIBMIF. TEEMGIFIE? (REWNALXMHAREEEXN?

[00:50:43] Jeanne DeWitt Grosser
English:

Yeah. Another principle, we really developed this at Stripe too and | brought it to Vercel, was just the idea
of adding value at any touch point regardless of whether or not that customer bought. Because even if
customers don't buy, you often find that if you miss them on that buying cycle, three or four years later
when they're in another buying cycle, they do come back. | was at Stripe for nine years and so | saw the
number of customers that we lost and then half a decade later, here they are and they bought. So that
was sort of another one. So examples of this that were doing at Vercel is there's great data on the internet
that helps people understand the performance of their website and how fast your website is actually
impacts SEO. And SEO impacts AEO and everybody's thinking about AEO right now.

FRCERIR:



Bl. B— RN (BRZ7E Stripe KEHTE Vercel MAR) 2. TREFRAREME, HEEE— MR
HiME. AANEZEAXREE, MESAR=ZNEEFIMNHENT—IRBWEARN, ®IZER. FKE
Stripe T NE, FRUIREARNEFELERERBWE, 7 Vercel WHIFE: EBW LBRZHIFER
M7 ERLERE, MMEERTN SEO (BFR5IZMK). SEO XM AEO (RIEFSIZMK), MAESE
TAEBEEE AEO,

[00:51:40] Jeanne DeWitt Grosser
English:

And, so one of the things we try to do when we reach out is actually give folks insight immediately into
how they're performing on an absolute basis, how they're performing relative to peers. So ideally that
piques your interest and you want to learn more from us, but even if it doesn't, you still have insights that
you may or may not have been aware of that maybe make you contemplate whether or not you've got the
optimal setup.

AR ERIE:

FRAS IR AR P, RMEZRIZEMEHX THIIMEEENRR —aFERMURAEN FRITHE
o BAERT, XSAEMIHE, LR TRES, BEMEREE, MERET —LZAAERRIRER
AR, XAgERIHrREBRNEERS &M,

[00:52:30] Lenny Rachitsky
English:

Awesome. So what I'm hearing here is when you say, think of it like a product that's basically a product
person thinks about the experience of their product, that every step of the journey, here's the flow, step 1,
2,3, 4,5, how do we make every step awesome, keep them going along that journey. And so what you
think about is just from the prospect's perspective, how do we make every step of that journey awesome,

continue them down that journey.
Fp ERIE:

KiFETo FRUFRRVIERRZE, HMKE “GiMTe—EEE" i, ARLEGFRKERE~ Al —#: i
RENE—F ($E,1,2,3,4,5), BENMMELE—SEHERT, ILAPRBEETE. RAABBIMENBERFH
MAELR, ILIRENS—SEEFR, 5ISMINTRB N IR,

[00:52:38] Jeanne DeWitt Grosser

English:

Yeah. How do you make it be an experience rather than a transaction.
FREiE:

M. MFLRLERA— “AKE” , MAXNE—R ‘RS o

[00:52:35] Lenny Rachitsky
English:

Versus just feel like sales coming at you trying to sell you stuff?



FRSCERIE:
MR BRI E T KB EAIRARA?

[00:52:37] Jeanne DeWitt Grosser
English:

Yeah.

FRCERE:

Ao

[00:52:38] Lenny Rachitsky
English:

Okay. Staying along this track of staying tactical, | want to go even further there. So what are just some
go-to-market tactics that you find really effective these days for people trying to just to be more
successful in getting people to pay attention to their stuff, to buy their stuff?

AR ERIE:

8, BMNBSERNRNBEAREE. X FREBEERIMLSCERAFHLANBE~@mBIARL, REIE
AIEMLEIEE B MY GTM AAR?

[00:52:57] Jeanne DeWitt Grosser
English:

I mean, one | would sort of say dovetails with where | just ended, but is what are the unique insights that
you can bring to bear about your product or how that customer may be in a suboptimal state? So | do
think investing in data to tease that out is one thing. | think the other thing this is straightforward but
often not done enough is a lot of good companies invest in docs, good thing to do, but they stop there.
And particularly if you are selling into a slightly larger company doing things like, AWS calls it well-
architected guides or blueprints, a lot of customers, particularly larger ones, really want to know the best
practice for how exactly to implement your product with their particular setup.

FROCERIR:

HREP—NEARSFHIN A RBIAETN . (RERHEMLEX TR~ REEF S “FRARS” BIRFEER? &
INNRBTHEREZEILEFAREREZN, Z—HERAEMZLEMSAE . REMFHNQATKRETY
(docs), XiRYF, EMIILEDS Fit. HABIAMEALBHERN, MERRMIEM AWS FriBRY “Ri7EER

M B EE . REEFR (BEHERAEF) EERMEHNMUNNEERE, SHiF~mi “REKK 2
EZ %o

[00:54:07] Jeanne DeWitt Grosser
English:

A great example of this, this is from Stripe, was Stripe was excellent at marketplaces. Most, Lyft, Instacart,
DoorDash, they were all on Stripe. And so Stripe definitely knew the best way to set up payments for a
marketplace because we'd seen them all. And so when you then would go and sell a marketplace and say,



"Oh yeah, we've got docs, go check them out." They didn't like that, because they're like, "Hey, every
marketplace runs on Stripe. | don't want to look at generic docs. | want you to tell me what's the best way
to set up payments for a marketplace." And so | think that's another key thing to be doing, particularly as
you move past that sort of solo developer startup founder as potentially a target audience.

FRCERIR:

Stripe B MRIFHIBIF . Stripe IEEERKAIEF G /M7 (marketplace) 55, Lyft. Instacart. DoorDash
#R7EFA Stripeo FIA Stripe B FMER L FEZMNREAR, BRNRMNLIFAENES, SFER—RFESE
BABHER, MRMERENR ‘B, BRNEXE, ZFFE , IS FAEKN. wilsi: B, 81MF48
#TEF Stripe, EAEEBAXY, BRILMHEFRELTFEXMNREAR.” RAANXEZ—HXENSE,
LHZBHMHBEIRZARTBXE N AFLESH T IAT LA AR,

[00:54:39] Jeanne DeWitt Grosser
English:

And then, | don't know if this is a tactic per se, but | do think just a good reminder for founders in
particular who are still in that maybe founder-led sales moment is just the value of really good discovery.
| often find founders are so excited about talking about their product or you ask one question and now
they've got a hook of like, oh, | can fix that for you. But excellent salespeople typically will talk well under
half the time in a conversation because they're out asking questions, probing often helping a customer
arrive at conclusions on their own. And so learning how to do five why's, go deep rather than immediately
going into problem solving mode. If they ask a question, you respond often. If they ask a question, you
should ask a question about the question and then respond. So learning to be great at that, | think
differentiates people.

AR ERIE:

TH, RFHEXBEAREAR, EFIANNIMNBLEDLT “CIRAETSHE” MERNEIBARLR, — P MRIFHRE
FEE. REFJKERE (discovery) HIMME. BREBRMEIMWAXRSTFRIEBCHTm, HEZFFE T —NA
A, IFIIZIEE: "B, XNIEERBIFRR.” ENBHHE ARENEFRIENREEERE—F, EAN
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—REELRERRE,

[00:55:43] Lenny Rachitsky

English:

So the last tip, | think there's something a lot of | bet everyone could learn is just listen more and talk less.
R EIE:

FRURE—TBINEES T AEBEFEIN: S,

[00:55:48] Jeanne DeWitt Grosser
English:

Yep.

FCERE:



o

[00:55:49] Lenny Rachitsky
English:

On that first piece of advice, this kind of sharing unique insights and how your suboptimal, is there an
example you could share of how you did that? Maybe a story of just how you convinced someone you're
selling Striper or Vercel like care or something you're missing. Here's how this could help you become
much better.

AR ERIE:

XFE—TEN PRI AL N B NERMLRS, REFZE—TRENEFIE? LLINREHRE
Stripe 8% Vercel BY, WAk : “IR, fRFET —EEENARA, XHFHEILMERFES”

[00:56:04] Jeanne DeWitt Grosser
English:

So with Vercel, sort of giving an example, but I'll make it more specific. So the performance point, you can
go and look at core web Vitals, and so we can actually see the different things within their site that are
fast or load correctly, et cetera, so anyone can go look that up. But what we can do is actually then help
with benchmarking relative to peers. So that's been a big one that we've gone out and done. The other
one that we've spent some good time on is just around helping customers understand MCP servers and
when it would make sense to use one. So | think those are all the rage, but often people don't know how
to contemplate them within their own product.

FRCERIR:
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[00:57:09] Jeanne DeWitt Grosser
English:

The other one that we've gone pretty deep on and then related to, the first one is AEO Answer engine
optimization is actually somewhat tangential to Vercel right. So we drive performance, performance
drives SEO. SEO is an input into AEO, but we have spent a ton of time sharing insights on AEO because we
ourselves focus deeply on it and think we understand it better than many. And so again, as part of just
building a trusted relationship, folks may go from those AMAs or that content into, okay, great, you taught
me a lot and therefore | want Vercel to help me with performance. But in many cases, they actually now
are just like, "This is a company that seems insightful, it seems like one | can learn from, and now I'm
going to pay a little bit more attention to them." And over the fullness of time, maybe they see something
that triggers them to decide, "Now is the time | want to go investigate that aspect of Vercel."

FROCERIR:

BITRNARN S — P IEHRZ AEO (EIFSIZEMK) . XESLS Vercel Wizb I ZSEERE: FHlRAERE,
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[00:57:55] Lenny Rachitsky
English:

Awesome. So what I'm hearing here in many ways, and this resonates, | had Jenna Abel on the podcast
recently and it was all about sales skills and how to sell. And one of her tips is you don't want to be
focusing on here's the pain and problem we're solving and instead focus on here's how you will be better
than your competitors. Here's the big gap and alpha that you can achieve. If you use Vercel, you were
missing out on speed and you're going to get screwed in AEO and all these things. Here's how you can
architect your entire payments system to be top tier. Does that resonate?

FROCERIR:

KiET o, XL T RIEREZRY Jenna Abel, #IKEITHERTS, MNENZ—R: FERXT XK
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[00:58:27] Jeanne DeWitt Grosser
English:

Yeah, | was told this stat. It's round numbers, so | can't imagine it's entirely accurate, but basically that
customers, 80% of customers buy to avoid pain or reduce risk as opposed to the other one out of five to
increase upside, which is a good thing again for startup founders to understand. So we all love to talk
about the art of the possible, everything we're going to enable in the future. It's very exciting. Everyone's
visionaries, but that's often really a sale that's going to resonate with another founder. And for everybody
else, particularly enterprises, you're avoiding the risk of not making your revenue target next quarter, the
risk of being outdone by the competition, the risk of having brand damage, et cetera. And so it's really
hard actually for many startups to make that pivot because it feels off brand, but it does actually drive
more buying behavior, is setting up a little bit of that concern that either | might not be well positioned or

again through good question asking. | know exactly where I'm not well positioned and you can help me.
R EIE:

Bl HIFE—MFtHEdE (KENHST, F—Ex2MHFH) | 80% NEFMWEENTMEREHFENL, R
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[00:59:53] Lenny Rachitsky
English:

That is such an important stat you shared. This has come up actually before in this podcast that buying,
people are buying in large part to reduce risks, to basically not hurt themselves in their career, not hurt



the company. That's a bigger factor in the buying decision than, "I have this problem | need to solve. And
okay, thank you, this is solving." And the way April Dunford came in the podcast and talked about this of
just like it's such a massive career bet. We are going to bring in product X and it's going to become, like
Stripe, let's say, let's not talk about Vercel. But let's say Stripe, we're going to adopt Stripe. That's a huge
decision. If it doesn't go well, your career is hurt, your manager is going to be mad at you, it's going to set
your company back. So a lot of the buying decision, as you've said is | just don't want to screw this up.

FROCERIR:

MAEMXMREAEET, SEFZAEREE: AMMBIERARELERNTREXNR, ATFHREAD
AERALETE, FHREAT. XLLRAR “WHHAEMR" FBE, EW April Dunford 7EEEERH, X2—
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[01:00:36] Jeanne DeWitt Grosser
English:

Right. Absolutely.

FCERE:

R, BNEXE,

[01:00:37] Lenny Rachitsky
English:

Okay. Along the line of tactics, something that | know you're a big fan of and help people think about is
segmentation. This is something a lot of founders struggle with. They know, "Okay, | need to figure out
my segmentation strategy and here where we're going after." Can you just give us a primer on
segmentation, what people should know about why this is important and then how they might approach
this.

FROCERIR:

o EEHARSE, HAEMIFEHEALERZABREZNZE “H17450” (segmentation) . XZRZEIIBALEK
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[01:00:59] Jeanne DeWitt Grosser
English:

So segmentation is basically how do you carve up the world of companies that exist on the planet to
reason about them where they buy differently? So I'll give examples from Stripe and Vercel to bring this
home. So a very typical company segmentation is small, medium, large. That's a rational way to do
things. Small, you often have a single decision maker, medium, a small team, and large, it's complex, it's
a committee, et cetera. So the buying process does change across SMB, mid-market enterprise, but if you
stop there, you are likely missing. But what are the things within your offering that also change the way
something gets sold?

FRCERIR:



TZARBAELRE: RIE DIk EBAT, UEDHIIRERNMESESIN? FA Stripe # Vercel B F
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[01:02:10] Jeanne DeWitt Grosser
English:

So at Stripe, there were two ways we further cut the business. Way one was, so think of segmentation as a
graph. So X-Access was size, so small, medium, large, y-access was growth potential. And that was
important for Stripe because it was a consumption-based business. So if you were going to grow at 200%
year-on-year, you were more valuable to Stripe than if you were going to grow at 8% year-on-year. And so
we wanted to spend more time, spend more money going after the 200% growers than the 8%. So that
was one that informed your strategy on who you targeted. And then for Stripe, the other thing that we cut
it was business model. So are you a B2B? Are you B2C? Are you B2B2B, E.G. a platform or B2B2C, E.G. a

marketplace and why is that relevant?
R EIE:

£ Stripe, ENERMH—PRUNONLE, F—, BASEFE—TER: XHEIE (. A0 X), YHIE
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[01:03:00] Jeanne DeWitt Grosser
English:

Well, if you're B2B, you are going to need business payments. Credit card was useful for a PLG function or
PLG sale, but you were going to need ACH wires, etc. And you probably had a recurring business, so you
were going to want Stripe billing. If you were B2C, that's consumer. So you're going to want consumer
payments. Apple Pay is super important. If you were in the platform or the marketplace, you were going
to buy our connect product. So it helped us basically then craft a more targeted and replicable sales.
Vercel, sort of similar deals. So small, medium, large buying complexity. We also do the same thing on
growth potential because we are similarly a consumption based business, but for us, a couple other
things on the X-axis, we layer in promote, which is one of the things that is observable is traffic, site traffic
on the internet.

FRCERIR:

WMRITRE B2B, IRRERWZ, ERAFX PLG HEEHR, BIREFE ACH #IKE, (RelsEB TS, FrlL
{REE Stripe Billing, WIR{RE B2C, BEEAHEEEN, REE Apple Pay ELZ A, MMRMFEBFEHT
17, IREFZFHANIH Connect =G, XEHNIFIE T EHE XM, ATEHINVHEERI, Vercel thEM: . =,
ARRWEERE, BIMBBEEKED. BEXMHLE, ITEEMT “RE” #E, XEREBKMN EATMEEIR
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[01:03:48] Jeanne DeWitt Grosser

English:



So Google publishes a Crux score, which is basically they have a bunch of data in Chrome, and so they
know that Lenny's site gets a million XC amount volume that Jeanne's site does. And so basically if you
are a small company but you have super high traffic that's going to be more complex, Vercel is going to
make more money and so we want to promote you. So great example of this would be OpenAl. OpenAl, |
forget these days how many employees it has. Let's say it's 3,000, it's probably more than that at this
point, but so that's going to put it in the mid-market at most companies, but they're a top 25 traffic site
on the internet. So for us, that's going to push them in our enterprise because we need to go lean in with

a much more in depth sales process. And then the other thing we layer on is a workload type.
R EIE:

Google =47 Crux 453, 18 Chrome BI%UE, FrLAXIE Lenny FIMLERERE Jeanne W—BH A E. R
FRE—RNREERERK, BRITEER, Vercel BEBEZ R, FAIUEKNSIBIR “AL” o OpenAl 2D
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[01:05:06] Lenny Rachitsky
English:

Okay, this is awesome. So essentially what you do is you break up this universe coming back to your
original story at Stripe to help you sort essentially which companies are most likely to buy your product.
And what you're coming up with is these attributes that are correlated with they're likely to be great
potential customers.

FROCERIR:

AETo. ARE, RYIDXD “FEH” BATHELMEATREFTRERMEIRET M. Mt THRES “BA
MEREEER" SEMEXHEML,

[01:05:22] Jeanne DeWitt Grosser
English:

Yep.

FR3zEiE:

o

[01:05:22] Lenny Rachitsky
English:

Do you recommend using this XY axis as the approach versus something else? There's like a spreadsheet
with five columns. | don't know, how do you start?

FROCERIR:
RIEFER XM XY B 757AMD? BERIH? Lhil— M RYIRBFRRE? ZWEFIE?

[01:05:31] Jeanne DeWitt Grosser



English:

There's probably something to be said for X and Y. like do you think size is going to play into most buying
decisions and then these days there is a fair amount of consumption happening? So there'll be aspects of
this that | think are somewhat universal. But | think basically when | came to Vercel, because new product
market product offering, for me it's a new market. | had a lot to learn, but this is one of the first things |
did in the first 30 days. And so basically | sat down with the gentleman Abhi who leads data science here
and said, okay, what drives revenue? So what are the things that you can look at X ante about a customer
to know this person's likely to pay us a hundred thousand dollars versus a million? That's probably going
to be part of a segmentation framework.

AR ERIE:
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[01:06:46] Jeanne DeWitt Grosser
English:

And then similarly, okay, what attributes would we look for to cluster where we seem to be winning
repeatedly? And that was how we ultimately got at, okay, Crux rank is going to be super important
because what you pay Vercel is correlated with your traffic. And then workload type was super important
as well. And for Vercel, when we did that, it was really interesting because we saw, wow, we have a lot of
penetration and e-comm not that surprising actually, given that we drive highly performant sites and e-
comm having a superfast performance site really matters. But at the time, if you looked at as an example,
an enterprise SaaS companies, we didn't have a lot of penetration, even though you would've thought,
okay, front-end cloud, very developer oriented. Of course software companies would be on us, but in
enterprise, most of those companies built that SaasS offering before Vercel existed.

RS ERIF:

B, RINEEWLEBUET U ANERITRERMNTE, RXRRNEM Crux HIREEEE, FNIRME
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[01:07:55] Lenny Rachitsky
English:

So essentially you're doing this regression analysis on what's working and then here's the attributes that
are most correlated with success. Something | always recommend when founders ask me for how do |
figure out my CPE? How do | figure out where to focus, my heuristic is just think of three attributes that
narrow them down. So it's like series A company that's angel-led, that's the marketplace, something like
that. Does that feel like a good just rule of thumb just to start?

AR ERIE:
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IAENNG?

[01:08:18] Jeanne DeWitt Grosser
English:

Yeah, | think beyond three, that's getting pretty detailed and reasonably speaking, you're not going to cut.
You have five sellers. So, what, you're going to put one seller in five different segments? So | do think
three is something you can reason about. The other thing I'll say on this topic that | think is really
important is a lot of times folks think segmentation is a go-to market thing. | really think it's a company
thing. So when you Vercel, | actually deliver and every new hires first week, one of our company values is
KYC, know your customer and | deliver the KYC section and talk through our segmentation framework
how our customer base maps into those segments because it's really important as those new product
managers leave the room that when they're building something, they think to themselves, okay, I'm
building a new back end product. Who is this targeted at? Is it targeted at an enterprise or a startup?

AR ERIE:
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[01:09:36] Lenny Rachitsky
English:

Okay, this is a great segue to, there's a couple other things | want to talk about. One is something I've
heard from so many people you've worked with is that you are amazing at building a go-to-market org
that works really well with product and engineering. So I'll read this quote from your former colleague,
Kate Jensen. She said that your superpower is building a sales org that doesn't feel like a sales org to
engineers. So the question she suggested asked just what does it take to do that? What are the
ingredients to building a sales org that engineers and product teams really like working with?

AR ERIE:
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[01:09:59] Jeanne DeWitt Grosser
English:

The litmus test | have always given my sales team is if you are an account executive in my org and | put
you in front of 10 engineers at our company, it should take them 10 minutes to figure out you aren't a
product manager. And what I'm trying to get across is you need to have incredible product depth. And the
reason for that is twofold. One, it gives you credibility with the product and engineering org. And two, |
also believe that the best go-to-market orgs on the planet are equal parts revenue driving and R&D and D.



And the reason | emphasize the latter is if you think about a product management organization, you may
have a UXR team out doing research, product managers certainly should be out talking to customers.
Well, if I have a 20-person sales team, think of the number of customers that we talk to in a week. And so
if we can do an excellent job of translating all of that feedback into signal and then feeding that into the
road map, we can be actually an extension of the product management org.

FROCERIR:
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[01:11:27] Lenny Rachitsky
English:

| just love this as a product manager, maybe form a product manager. | don't know what the hell | am
these days. | just love the idea of the salesperson. Like you not knowing the difference between a product
manager and a salesperson. The most classic challenge is sales orgs ask for all these features and PMs are
constantly having to push back and think about does this fit into everything. So it feels like that's a big
part of this is to understand that deeply.

FRCERIR:
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[01:11:51] Jeanne DeWitt Grosser
English:

Yeah, you want a sales org that can think like a general manager, so that's not just trying to get deals done
but is trying to help build a business. And so again, knows when to say no, knows when to do objection
handle versus knows, Hey, I've actually heard this on the last three calls and | do think this would be a
really big unlock that would make us more competitive, would be something that new that nobody's
doing. So | think that takes looking for a profile that both has sales skills but also is going to think with
that product mindset.

AR ERIE:

BH, MEE— TG SRR —HEENHEAR, MFARZATHR, MENTHEEEILIS, (]
MEHFAHRZRA, MEFARMRZAERIN, BREFARRZR: TR, FEE=TEBIEERFETXD
FR, HWUAXEZR—IPEANRE, SULRMNEERS.” XFEIF UM HERD, XA mIHEN
AT

[01:12:31] Lenny Rachitsky

English:



| love that. Okay, so another quote from Claire Hughes Johnson, former podcast guest, amazing sales
leader, worked with you at Stripe. She said something along these lines, but a little different. Jeanne is
probably the best go-to-market person at connecting with product and engineering, deeply
understanding the product and providing the most valuable input to her counterparts of any I've ever
seen. It sounds like just another ingredient here is just sales feeling like a real partner to product
engineering actually, not just being like, "Hey, do these things for me, but actually feeling like a partner."

FROCERIR:
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[01:13:01] Jeanne DeWitt Grosser
English:

Ultimately company strategy is basically product strategy meets go-to market strategy. And so | spend
guess as a go-to market leader, I'm constantly trying to figure out how do | make more money more
efficiently? And you typically do that by having a winning product in the market that is well
commercialized. And so that means that | really lean into thinking about product strategy and thinking
about pricing strategy because if those two things are optimal, you're going to win more often and
there'll be less friction in it. And so that is sort of where got to put as a revenue leader, like a GM hat on
and not just think, how do | sell? But actually how do | enable the insights I'm getting from talking to
customers constantly to have the company strategy be more effective?

FROCENIR:
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[01:14:00] Lenny Rachitsky
English:

Speaking of product, going in a slightly different direction, PLG product-led growth, it felt like it was very
hot for a while where everyone's like, "You got to go PLG, that's the only way to win. It's impossible to do
sales. The future is PLG." It feels like that's gone away. And in large part, obviously still companies grow
through PLG and work through PLG. What's just kind of your thoughts on PLG and when does it make
sense for a company these days to actually think this is how they'll grow for a while?

AR ERIE:

R, BMNEF. PLG (FmIREhiEK) —FEHF’%‘kE, AREY “IROTH PLG, XEME—HRIHEE,
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[01:14:28] Jeanne DeWitt Grosser
English:



PLG makes sense for a lot of companies at the outset, unless you are very explicitly building a product for
enterprise. So Sierra as an example, right? They are very clearly going after Global 2000 or something
close to that. PLG is not going to be overly useful to them because they are trying to win eight-figure deals
from day one. But for a lot of products, folks are targeting a startup audience at the outset and then
they're adding more functionality so that they can ultimately continue to scale up market. So | think PLG
is still super relevant. It's a major driver of Vercels growth. It was a big driver of Stripe's growth. The thing
that folks get wrong is it does typically have a ceiling. So people are generally not going to give you $1
million via self-serve flow.

AR ERIE:
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[01:15:30] Jeanne DeWitt Grosser
English:

So at some point if you want to sustain growth rates, you're going to have to have your deal sizes get
bigger and bigger. And where | think folks get stuck is waiting too long on PLG because it does take a
while to build a replicable sales process and a sales process, which often you're getting fed by inbound at
the beginning and then you got to add outbound. It takes a while actually to turn outbound into a
predictable engine. So | think where you see companies hit walls is just when they don't add the sales
portion of it soon enough.

AR ERIE:
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[01:16:00] Lenny Rachitsky
English:

So essentially every company ends up having to build a sales org, some start product-led and then at
sales, some just start sales and have it from the beginning.

FR3ZERIE:
FRUA R EERABRALEBEIHERR,. BNMNTRRIFBRBMAHE, BNN—FHERREHE,
[01:16:09] Jeanne DeWitt Grosser

English:

Yeah, | would agree. There are probably some good examples of large vertical SaaS platforms that are
SMB, but even they wind up with Velocity sales team. So yeah, | don't know that | can think of a 100
billion company that's PLG-only.

FROCENIR:



BH, BEAS. BARE—EHNH/NEIRIEE SaasS FAMHISRMALY), EMIIRABIETIREMIIFIHER
P FBERIERNEMRTZEETENATZ4 PLG A

[01:16:30] Lenny Rachitsky
English:

Yeah, it just feels like you're leaving money on the table even if you are growing really fast. | know
Atlassian was a long-time PLG company but eventually succumbed. | don't know if that's the right way to
put it. Okay. You mentioned pricing. | know you have strong opinions on pricing and pricing strategy.

What's just a couple of tips you might share with someone thinking about how to price their product?
R EIE:

T8, BMEEKRR, FMEEEREZBHEE T RF L. FHE Atlassian B TRAK PLG, BERAWN
‘BR” T (FRHEXARMAR) . (MEEITEMN, FAMBMRMNENRBERRNNE. WFEEBENMES
FREMNBIA, MEFAEN?

[01:16:52] Jeanne DeWitt Grosser
English:

Yeah, this is kind of on the theme, but | think the first thing is you got to think about pricing like a product.
So it's another one where it actually really matters how you choose to price a product. Do you really
understand where customers are going to drive value? Do you really understand where you incur costs?
And are you doing a smart job of aligning those things? You've got lots of examples of companies grossly
underpricing, you're sort of afraid to charge for the value that you actually provide. | think there are a lot
of examples where people default to including a freemium strategy without that actually being a strategy.

FROCENIR:

EXEETRNER: (REAEM~m—FEREEN. NAENENIFEEE. (RESHEERSTAEWER
"HE? MESERTNRAENE? METERMERENTT? BAREAFATERMGTHSHNE, T
NECRHNNEWNEE. TERSOIFEAIARAE “REEE" (freemium) KBS, EIPRAER E—H
ERBRo

[01:17:56] Jeanne DeWitt Grosser
English:

A great example at Stripe, we launched Stripe Billings years ago. It had a freemium strategy because
that's what you do. And then we sort of looked at it and we're like, "actually integrating straight billing
takes a little bit of work. So if you do that, you're probably going to stay." And so we killed that, killed the
free trial to zero downside. So that's another one. At Vercel, we've been going through that transition
where we're a consumption-based business model ultimately, but at the outset we basically kind of
bundled that into what looked like a SaaS-like price and as we've added a lot more functionality that
wasn't working anymore.

FROCENIR:

Stripe BMNFHIF: ZERITFATHEL Stripe Billing BIRAB T REFIGERN, EBAARBXAF. ERHEITL
W, &M Stripe Billing ERFBE—RLFE, —BIREMT, (RRAEMSIETR. FERNEBUET RER



A, SR7TERENEFTM. £ Vercel, HfELXHIXMIZE: RilEHRLBRAEITEN, BT
BETEM T —NEERK SaaS HNEEN. FEEINREEM, XMRAMFTBRYT .

[01:18:40] Jeanne DeWitt Grosser
English:

And so we did an unbundling and right now actually we did a pretty substantial pricing change in August
where we have an enterprise at a pro-skew. And if you looked at the enterprise skew, it's called Enterprise
for a reason, enter, it's meant to be sold to an enterprise. And actually about half of the folks on the
enterprise skew were startups, which suggests that there's stuff in the enterprise skew that a startup
really wants. So we kicked a lot of that stuff out of the enterprise skew and made it so you could buy it
self-serve online and what do you know, people are. So now that's really driven a lot of growth in our PLG
funnel, which is awesome for startups because it's super efficient. They can just buy things, they want
that. It's awesome for us because you don't have to have a human intermediate that.

AR ERIE:

FRUAFAEIT T ihf. SF 8 BRIMAT —1MEXRNEMAE: FNE “Tdkhk™ M “ddkhR” o ©IhRZFr
B hR, BRRANERZAREWH, BRMNRAEWVIREE—FEFLELZVEINE, XGRATIHRESR
Ve ABFERENKRA, FTERERIMEXLEEMEWREZEHR, tENTUTELEBEE, SRIFBEA
B? ARENXET , XRAMMER T K] PLG KIHIE K. MAIRIARRRXRZE, FAMERS; HEKITHK
HHRRE, BATEEALT A

[01:19:24] Lenny Rachitsky
English:

Maybe just one more question before we get to a very exciting lightning round. It's going to be a combo
question. | hear you have a hot take on sales comp, how to comp salespeople that's different from other

people and also who to hire when you're hiring folks in sales. Can you just talk about your takes there?
FZERiE:

EHNGEHNBIIRE Z A, ®E—TMHEERE. RIFRIRNHEEFM (sales comp) BHMFHIILAE, ME
EREHEARNUE B IR E. SEMIMREEED?

[01:19:41] Jeanne DeWitt Grosser
English:

| struggle with sales comp because it's all about pay for performance, which 1'm obviously a fan of, but it
makes your organization less flexible because you basically have to decide 12 months in advance, these
are things I value and particularly in this moment that could be different. As a great example of this, when
we wrote the sales plans for this year at Vercel, the Al cloud did not exist. We were selling our front-end
cloud and we were selling VZero and introduced the Al cloud halfway through the year. Now we had all
sorts of good ways to still incentivize that, but | think you want to be able to be innovative and pivot and
when you have a well-designed sales plan or a very structured sales plan, that can be challenging.

FROCENIR:
FIPHEFMRBREILLE, RAEERE “REXWTHM , REAZHIX—<, BERILARRZRENR. B

WERRD 12 MR REMREMA A, BEHSIFET, BREHMERR, LLNFHNFESFNHE TR, AlZE



B BATHHNESERHSN V0, FRAHEE Al oo BABNNBEDEARHEEEZFH~m, BORFE—
FFEFLRHE TR, BEEFHMEEMSREM .

[01:20:44] Jeanne DeWitt Grosser
English:

So that's a little bit of my hot take is just I'm trying to figure out how do you have the upside of sales of
motivates people. It's a quantitative function, which is great, but also the flexibility to change your mind
because | think a lot of companies right now are having a hard time doing annual planning. So that's one.
On profiles, | have always valued just sort of a diversified portfolio. So | strongly believe that sales is a skill
and so you want salespeople with actual sales experience in your organization, but | think there's value in
pairing them with more nontraditional backgrounds, in particular consulting or banking background.

FRCERIR:

FRAEEIRS RS . R—EERENABRAREHEHMHNE (EREEN, XRY), XERERXEETENR
E. WIANNUERSAFDEMEETVNBRES. XTFAFTER, H—EFE “ZMds” . RERESH
ER—UEE, FILFREARSGERMHEE, BHIAABMISIHFERAERNA FHE2ERHRITER
BECEERIFERNE.

[01:21:40] Jeanne DeWitt Grosser
English:

Those folks are really good at more quantitative and analytical aspects of sales. So getting into that
consultative part, which | think we talked about at the outset. And so | find that when you mix these
together, the sort of consultant banker profile realizes, "Oh wait a minute, sales is a skill and | didn't really
have it." And so they go learn from your account executives with that background and then your AEs learn
more about, okay, how do | think about a P&L? How can | talk to a CFO? How do | present a TCO analysis
more effectively? And so just creates a much richer learning environment where people are bouncing
ideas off each other.

FRCERIR:

HXEAFEBBRKHEEREEMONNED, UMEBRINFXRIN “SHNHEE” . RERAHBMITRESTE—
2ry, HW/MRITERNASTIRE: B, RRHFEER—INHRHFEENRE." FEMIEERAEFS. M
AETUZ =T fEERTR (P&L). A5 CFO AR, MAERMMEREZMEMD (TCO) 7. XEE
T—TEFEENFEIFE, ARAUEEBEXR.

[01:22:22] Lenny Rachitsky
English:

That is awesome. | love that strategy. Okay, final question. Just is there anything else you wanted to
share? Anything else you want to leave listeners with before we get to our very exciting lightning round?

FRCERIR:

KET, HERXDRE. iF, &RE—NEA: EHNANRRZE, TEAARDENG? S ABBLITR
AYERIN?



[01:22:31] Jeanne DeWitt Grosser
English:

Oh man. | feel like we've been very thorough.
R EE:

WX, HRESRNELWFIFEEM T .

[01:22:34] Lenny Rachitsky
English:

All right, thanks So too.

HRCERIE:

FH, REXATR.

[01:22:35] Jeanne DeWitt Grosser
English:

Yeah, you stumped me on that one.

R EiE:

W, RXNEBHBHEET .

[01:22:38] Lenny Rachitsky
English:

Okay. That's the goal. With that Jeanne, we've reached our very exciting lightning round. I'm going to
make it very quick. | know you got to run. I'm going to ask you just two questions. One is I'm going to skip
to your life motto. Do you have a favorite life motto that you often come back to find useful in worker and
life?

AR ERIE:

4, XREHHIER. Jeanne, HNHENABRIER., SRR, FHMEMRSENE. HRAHENRE H
—, fREY “AERE" Bft4a? BREMDEZMREERE, AELFNEETRSIEEEH?

[01:22:54] Jeanne DeWitt Grosser
English:

| do. I actually have found that I'm known for saying a handful of things that | didn't necessarily realize it,
but when you leave an organization, people tend to tell you what stuck with them. But there is one that |
think I am known for saying growing up, my mom always said to me, when the going gets tough, the
tough get going. And in sales, you're always going to have a quarter when you're not on pace. And so
that's one that | feel like | pull on, not infrequently because in my view, there's another version of this, my
mom also always says was where there's a will, there's a way. So | think you can always choose to find a
path forward even when that's not super clear.



FRZERIE:

BN, RRUBEEBHN—EIETEHRBIWERIRE, BHEBH AR, AMSEREHLEFILAIIED
KR, BE—AREEN, SHEBMNEEN: “EXFHE" (When the going gets tough, the tough get
going), FEHER, MEIBEWSEEARITMANEE, XAOEREEEZHREY. RBBEERS—H0:
‘BEEBEN . BIARBEMERIRARR, (REEEEZFEHRE—FHR,

[01:23:45] Lenny Rachitsky
English:

| love these. Okay, last question. | read that you were a very competitive diver in college early on. I'm just
curious if there's something you learned from that experience that brought with you that helps you be as
successful as you've become?

AR ERIE:

RERXERS, F, &E—NEE. HRFAZREHR—R[FEEERFIHBKIEEIS. HREFE, RM
MEREFRFET A, WIRERORINERIEE)?

[01:23:59] Jeanne DeWitt Grosser
English:

Well, I mean, first of all, | should say | was generally coming in third place out of three on my team. |
managed to do it in college, but that was the extent of that career. So diving is a precision sport and it is a
repetitive sport. And it is also a sport where when you land flat on your back, and literally as you are
swimming to the side of the pool, welts are forming on it, you always 100% of the time will be forced to
immediately get back on the diving board and do that exact same dive again. And so | think that has a lot
of stuff that's transferable to work and to sales.

FROCENIR:

BAEBNH, HBERHNN=Z"AENE=R. RAFRHLES, EHMNLEME. BkE—JUERELER
RETEERIEE). MEEXBUGEIR, WRIREHEKTHTE, SIRERMAN, 5 EEESHREIRST,
B} 100% SWERIZIEIZBR L, BRZTEMITEFENEE. RINAXBRSATLUEZE TIEMEE RN
R

[01:24:50] Jeanne DeWitt Grosser
English:

So for me, | just have an obsession with excellence and within sales. sales is about replicability. How do
you drive predictable outcomes, how excellent are you at your ability to forecast? And so | think | bring
that to bear within sales a lot. And then similarly, you get a lot of nos in sales. So another phrase that a
sales guru said to me once or in a training was yeses are great, nos are great, maybes will kill you. And so
how do you get really comfortable that no is a great thing and that just gave you data and now you can go
do something with it.

FRCERIR:

MEEKY, FERSEE—MHZ, EHED, XBET “TEFHMN | (RUOAREHEITUNIER? R
MEEHBEZHE? HBXMAIHE THESR. B, EREPFMRIFIRS F . —(IHEKXMEEE



L M RE, N BRE, B BWiF IFRM U, REFRIBARR RN B—1MHEE
R, AACHTIREUE, LIRIET—T&Mt 4o

[01:25:25] Lenny Rachitsky
English:

This is a really inspiring and empowering way to end the conversation. Jeanne, thank you so much for
being here.

FRSCERIF:
XE—MEEREAOERHFNENGR, Jeanne, IEERFHREENR.,

[01:25:33] Jeanne DeWitt Grosser

English:

Thanks so much for having me, Lenny. It was a lot of fun.
FRERIE:

EBREBIERK, Lenny, BMFRF T

[01:25:35] Lenny Rachitsky
English:

Bye, everyone. Thank you so much for listening. If you found this valuable, you can subscribe to the show
on Apple Podcasts, Spotify, or your favorite podcast app. Also, please consider giving us a rating or
leaving a review as that really helps other listeners find the podcast. You can find all past episodes or
learn more about the show at lennyspodcast.com. See you in the next episode.

AR ERIE:

AKEBN. IERRGWIT. MRIRHFXERBEME, FILITE Apple Podcasts. Spotify SiREIRAIIER R
TRAATH, i, BEELEENMNTIBABETITIE, XEEBMELZAARLMEAN . RETUE
lennyspodcast.com X EFHFRETER THRESER. THEL.



