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[00:00:00] Lenny Rachitsky

English:

Watching you operate on Twitter, you're just breaking this wall between the PM and the customer.
R EE:

MERARTE Twitter ERVIEME, FAMIRETITR~mEIIE (PM) SR ZENIBERE.

[00:00:04] Jeff Weinstein
English:

The moment the customer felt compelled enough to go out of their way to talk about some problem,
that's a unbelievable gift. | will leave a meeting to just get one message back to them. If you're text
message friendly with five or 10 of those, you are going to have so much direct signal that is infectious.

FRCERIR:

YEFRSACERERNBERKEENNEN, BE—HAARNNEL. ATHMINE—FER, HEE
SREBAZW. ORIREET 5 E 10 MXFNEF A RIFHM A LR ZFEERTA3L, RIEERSRERRIE
B#(ES.

[00:00:22] Lenny Rachitsky

English:

Many people told me I need to ask you about picking metrics.
FRERIE:

BEANGFHK, E—EZRIEMRXTFHHEER (Metrics) AR,



[00:00:24] Jeff Weinstein
English:

Well, what was the value that we're trying to produce for the customer and can we measure it from their
perspective? And okay, how do you know you have product market fit? Charts that showcase things are
going up into the right on one hand and then tweets on the other.

FROCERIR:

id, BMNBEBENZ: BRIMNREANZTPEISEHANE? HINTESMBIIHNRARGEXMNME? ETWMEFIER
EERHTFEmZRER (PMF) ? —SHEEBRE—RAALAEKNER, S—FEMESEHET LNA
PR

[00:00:36] Lenny Rachitsky

English:

You started at Stripe something called study groups.

FRCEE:

RTE Stripe &7 —MIE “F3P/A” (Study Groups) BYTIH,

[00:00:39] Jeff Weinstein
English:

We show up four to eight people total pretend to be some company with some outcome problem. Rule
one is you do not work at Stripe and rule two is we're not here to solve any problems. This is just about
practicing empathy for the customer.

AR ERIE:

HIMNZAE 428 1A, BREMN—KEREMERMERBBIAE. MW —: {RFTE Stripe TE; MU=: A
TERFREER, XAEHERN T HINEFHIEERD.

[00:00:57] Lenny Rachitsky
English:

Today my guest is Jeff Weinstein. Over the course of his six plus years at Stripe, Jeff was the product lead
for Stripe's payment infrastructure teams. We helped scale Stripe payments to hundreds of billions of
dollars in volume a year. He also led PMs and Teams on a number of zero to one bets at Stripe, and most
recently took on the scaling of Stripe Atlas, which as of the day this podcast launches allows you to
incorporate a new company in a single day, including handling 83B elections, incorporation documents,
getting your EIN, share purchases, and all the things that used to take weeks or months before a company
could begin operating. At this point, one in six new Delaware corporations are started on Stripe Atlas,
which blows my mind. This episode ended up being the longest in my podcast history because | wanted

to basically do an archeology of an incredibly effective and admired product leader.
R EIE:

SRIEERE Jeff Weinstein, 7E Stripe FIRR/NFZHIEIE, Jeff BEEZ(FEMILIEEARN~@RATE A
fth#EB) Stripe BV IR ZEMRYT KB TR T1ZETT. Ml W~ mIIEMEPATE Stripe #H1TTZR “MO



317 =i, &RIENfET Stripe Atlas BIFIiE. BIERIERLZHZH, Stripe Atlas BEEREILIRE—XKZ
RIEM—KIT AT, BIERIE 83(b) FiZ ks, RRVEMNH. FKEXEIN (BEIRFIS). BRHWE, UNFRE
SEFEHEARHA A EERNAWAERTIE. B, HHUEMNSAKIRIZINATFRME —KE@T Stripe
Atlas Boily, XEBHIEEARIZ—IR. X—&RTEBEEREL LERKN—&, BAFRERNXUKESHEZAE
B mMSEHITRRE “Eh”

[00:01:49] Lenny Rachitsky
English:

We spent the entire conversation digging deep into the many skills that Jeff has built that enable him to
consistently build successful and beloved products. We get into his go-go- go plus optimism, long-term
compounding philosophy of building products, how to think about and operationalize product craft and
quality. He shares a popular program that he started at Stripe called Stripe Study Groups that | think you
should steal. We also talk about how to effectively talk to customers, how to know if you have product
market fit for your new product, how to pick great metrics for your team, what he's learned about getting

shit done at a big company. Also, advice that he's gotten from the founders of Stripe and so much more.
R EIE:

AENMIER, BITRNERT Jeff BIUNETUREE, EEXERELLMEBIHEITEHMINERAZEN
mmo FANRIN T ME “BEXIT (Go-go-go) MAMEX” &, UNMERFmIKIAEFEE; 1T [
BEHEERTmBED (Craft) 5HE. T T Stripe KEN—MERILHITE —Stripe F3/)\
H, WREBMIZEE—T. HRMNEWE THOFABERMSEAEE. NEFEH~RIESESE PMF. 0N
HIRAPGEMRTSEUEIR. ERARRMMA “BESE R, LURMM Stripe 8lia ABEREINRNFSF.

[00:02:50] Jeff Weinstein
English:

Thank you Lenny of Lenny's Podcast. | knew what to expect, but it's fun to see the first name and the
podcast all line up. | really appreciate you asking.

FRCERIR:

B4R, Lenny’ sPodcast 8 Lenny, FHEHTK, BEIBFHREZTRTELSEERREB, IFHERGFIRRY
#iFo

[00:02:59] Lenny Rachitsky
English:

So | wanted to start with a quote that | found from you that I think gives a little perspective into how you
think and how you approach the world. So here's the quote. "Very frequently | would do poorly on tests in
school and then the professor would say very reasonably, 'Hey, | think you should bump down a level to

the previous semester's pace,"" and you said, "I actually know that, that's why I'm in this class. | want to
be in the class that I'm potentially the worst at." This isn't how most people think. This isn't how most
people operate. Usually people want to get good grades, they want to be at the top of their class. Clearly
you have a different approach and a different mindset. Where did this come from for you and how did this

shape the way you think about product and the work that you do?

AR ERIE:



BEMBEEA MY —RIRBSI S8, XRIFEERREMNBELSAMOMSE, 5IS2XHN: “EFRER
B, REBZFRE, ZRSEBEGMG: 18, RESMAEE—IERS, BE EFHOHE” MR
W “BRELNEX—R, IMEREXTRNEE. FEFEPIRTERRAKENERE.” IFTEAE
AL, BARBAZSHANME BEAEEFTRS, BRIFF. EARE-EFRNGENOS.
EMAEMATIR? ©RINAEERN R TR B ER?

[00:03:37] Jeff Weinstein
English:

Some of it was just the fact that | wasn't particularly good at the class and had to rationalize it for myself
in some form. So in retrospect that sounds highfalutin, but at the time | just wasn't particularly good at
the classes | was in. But | think it comes from growing up. | went to a pretty hippy-dippy K through 12
school in Baltimore, Maryland where we were really asked to think about why we were in school and to
pick any of the courses that were of interest to us outside of AP programs or grades or any particular
requirements. You really got to choose your own path. And | recall one particular class in high school,
which was somewhat a science class, but it was called the History of Science, and we actually walked
through and studied all of the, at the time, best understood ways the world worked in science, but then
later were turned out to be wrong, right?

FRCERIR:

BRREBHRHEAKERIBIDR, FEFAUEMTEANECSHTEM T FUERER, XFERREX
£, BENFRABBAMPRI. A, HANXRTFHHRKER, RESE=MNERNELT—FIFE
EBEN B K-12FR, ERERNRERBEANMAZELE, ARLURENBERTMRE, MAR AP IR
2. RESEEMSEERNRE (RENFILLEE SR, KISFaFE-TIHINR, B2—T1RFR, I
B (R BAKFF LR T SNRIANKIERBMFEELSN, EBEFIEAXESEEHEIR, HE?

[00:04:40] Jeff Weinstein
English:

In the 1500s we believed X, Y, and Z. In the 1600s we believed A, B and C. just very confidently. In 1500s we
thought something and then the 1600s we thought something very different. And so this class was quite
impactful on me where we spent an entire year studying things that are not true. It was fascinating. That
particular teacher employed another trick on us during that class, which was it took the tuition fee of our
school and divided it by the number of hours and wrote the cost on a ticket and then handed us in the
beginning of the year. Tickets for every single one of the classes and he would stand at the door and you
would have to give him a ticket at the end of the class that he thought it was worth it. And just like that
practice of deep intellectual understanding of how people evaluated something at the time and choosing
for yourself to spend the time on it by just the physical act of handing that ticket to the teacher.

FhERIE:

16 tHEEFATRE X Y. Z; 17 HEFRNNIEEBEMMEE AL B. Co 16 HERAREET 17 HEMTETLEF
Eo PRI TRMEEMBA, KITET —BEREMRBLE “FEKL” WRE, XKKAT. BAEHER
ERERBAMET D IR . tIBERNZERRRUSIER, BT RNHASEZ L, EFEVRARI. &
TIREME —KE, tUAEIO, TERNEBREESXTREX MY, RELAM—KE, XMRZIBBYEA
TERENEY), HiET “BRXER X MEMERIEFAZ/ANENIE, BTG R,

[00:10:16] Lenny Rachitsky



English:

| asked you if there was one thing that you'd love to get across in this podcast. | asked you what would it
be and here's what you sent me, "Go, go, go ASAP plus optimistic comma, long-term compounding

approach." Can you just talk about what you mean by that?
R EIE:

AR, MBXPBRFMREBEEN—RBMA, MERAENZE: “RRITE (Go, go, go ASAP) , REFK
M, URKHEFNBTGE" REERKKXEH AT B

~

[00:10:36] Jeff Weinstein
English:

Yeah, there's two things going on here. So | see the world as immediately we have just such opportunity
to take action in front of us. We can be optimistic and go, go, go as soon as possible. | think that a lot of
life is you get as much furniture as you've room in the house. We will do the work the night before it's
due, so let's just make it due tomorrow. Can we turn tomorrow into today? So just optimistically seeing if
we can just inject energy to go, go, go has produced surprising results and | think it ignites in other people
that same interest and then it feeds off each other.

FROCERIR:

2, XEEERTEE. FIANNERFERT AT LIZEIRBITHEN R, FITAIUFRERN, FRRITH. &K
REEEMEEREEZERE, MESOTEMEES D, RS2 EB LB —8A &, PRUATHEEE
IEEHAETERRRIE, FMBERREIERARERSR? XM RIMZIHENEE., RETHOMOE, FEETES
NZERER, MEFIANERERIMHARINE, FlRIERER.

[00:11:41] Jeff Weinstein
English:

And then | added over time, had to learn this longer term, compounding, more strategic mindset where
some of the things we want to accomplish, be it at my startups in the past or at Stripe, they can't be
solved in an afternoon. They're going to require layers of infrastructure and services and applications and
Ul and partnerships that really look like that iceberg drawing you see where you just see the top, but then
there's the whole thing underneath and I've had to learn over time to pair my instinct of like, "Let's get it
done today, let's move forward, let's see what we can get done. Let's make some mistakes, let's try it
out." With, "Where are we going? What needs to be true over time? Where can we always invest? What will

we never regret spending time in?"
R EE:

PEERTEIAVIER, RESTXMERRAN. EF. EALKBENRSE, FEER, TIEEERIENLILL
BIEETE Stripe, BAR— T TFMERAN. ENFEEEHNEMIZN. RS, MA. UIHMESHENHEXR,
MEMREBEIEVKLE—F, KEALRZR—A/A, KETABEARY. BROAFSF “SRMBE. MEIHEHE,
SIRHAILHE" BAEE, 5 "RNEEZWME? BERERNKERE, TACMRTER? HTUEWERLRE?
BAVKEAZREENERERE? ” £5EXR,

[00:15:39] Lenny Rachitsky

English:



So the first is craft, craft and quality. I'm told by many people that you have a very strong obsession with
craft and user experience and quality and even more so I'm told that you teach people at Stripe how to be
obsessed with craft and quality and user experience in a very systematic way.

AR ERIE:

BREED (Craft), EOSHRE. REASFER, (RNEL. ARFENGEEENRENHE, EGEE, If
RIRIETE Stripe A—FIFE RAEUN A RNBARMAFLEFE O, FEMAF 33,

[00:16:25] Jeff Weinstein
English:

| think I'm really working backwards from failures in the past and avoiding them. [...] | think craft is a
dessert that you get after the meal of does your thing solve a real problem in the world and are people
clamoring, needing it badly? And that's really my obsession is in finding problems in which people will
pause their entire day to solve. They will leap through the computer to be like, "Oh my God, | have that
problem. Do you have a solution?"

FRCERIR:

HRHKF EREMI ENRBFRBBIHE DEREN. [ HUANEDR “ER ZENEHS, MAEIE
BE MPUFREEHRTIRERPNAEERT? AZEEERE. BYFEC? REENMRET I
BLEILAMNBEE TERNIEZFERNEE. WINIRASHABRERNMIL: "KW, FZBEBR
&, (RERRRASLELE? 7

[00:20:34] Lenny Rachitsky
English:

| think a lot of people see all these tweets and messages about just obsessed with the craft of what you're
building and you can easily lose sight of... Nobody even cares about what you're building. It could be the
most incredible experience ever designed, but if it's not something anyone ever wants, it doesn't really
matter.

AR ERIE:

RIFRZABIREXRT “FWERTFFREC” FHEXANER, REZBRE—R- BMEAERIZAXD
REMH 4. BMEERABEE ERFTENFEIZT, BNRRARELE, BHELEFTH.

[00:21:34] Jeff Weinstein
English:

People don't want to be pitched. [...] I have so many problems, you're guessing ahead of time, what is my
top problem and now that you've anchored and limited to the pitch you're going to miss, you very likely
going to miss the burning problem that they have on the top of their mind. And it's not the customer's job
to interrupt you and say, "Hey, could you stop your pitch? | want to tell you about my top problem."

AR ERIE:

AMIFRBHHESE, [ FBARZMEE, MFAEMRHEANBREF 4. —BEREEHBRTIREVEHIEA,
RRAI RS I ) E R RIBY)FZHRNAH, BFLBEXSITEIRRE: 18, 8F—TIRAVHEHELE? I
BEFIRBEERIABRAE.



[00:29:34] Jeff Weinstein
English:

Speed is an important one, which is just reducing the time between the moment the customer felt
compelled enough to go out of their way to talk about some problem. [...] That should be P-zero alert
level intensity. And so | will leave a meeting, | will change what I'm doing to just get one message back to
them. Even if it's, "Hey, | got this. I'm about to go to dinner. Can I hit you up tomorrow?" They're like, "Oh
yeah, thank you. Awesome. | can't even believe you responded.”

FRCERIR:

REEXEE, EMEEENERREOARIFEAZ(RMEHEN Z B/ E. [..] XNiZE PO (&REML5TR)
RANEREE, Alt, HEBASIN, REFEINIME, RATHMNE-FRER. WRIAZBiK: K, &
WEIRNRIRT , RIMEEBRERIZBRIR, BAXRBKARAMEFIE? * M55 “RXET, #5, EFEUEEMR
FARET.”



