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(00:00:00) Julia Schottenstein
English:

M&A is always about creating plan Bs. And the way | would think about it is for any one company, there's
only ever two to three buyers that find what you're building to be extremely strategic. And the strategy
that | would do in how do you get noticed is | would figure out the area that you bring a competitive
advantage. And | would inflict pain on that potential buyer. Make it impossible for them to not notice you
because that's when they're going to have their ears perk up and say, "Well, what's going on with this
company?"

FRCERIR:

HE (M&A) BIZAAREIZEIES SR (PlanB). RMEER, WTFEM—RABRR, BEREMII=R
IRZRESMAANENFABEERSHHENE ETNESHEES, HHNRBE: HEMRASRSFNBHT
5, ARRBNEEER HEMESA" (inflict pain) . EMEILMINTERIMNR, BARBERN, 4=
BEEAXIHOE. “XRAFFREEALRE? 7

(00:00:33) Julia Schottenstein
English:

The really important piece here is you want to do that in a way that's still friendly and open. | see a lot of
founders get this wrong and they prematurely will shut down a conversation or they won't talk to an
incumbent or a potential future buyer because they take too competitive of a stance. But that's a mistake
because M&A is all about creating plan Bs and you don't want to shut that door down prematurely
because you don't know if you can really go the distance and be an independent company. So you want

to have optionality.
FRZERiE:

XBEFEFEN—RZ, FEEU—MREFEABRNSREMXGE, BEIRZCBAEXSEICHE, ]
S BERIENE, HERALIGETFHIIMARSMENELFTBENRAREIRIRK. BXE— MR,
AHBNERZLEFES R, (RAEIREMX EHRB], RARFIERCETENEEIRHEI—FIE
AT FTL, REEFRFIEEN (optionality).

(00:01:04) Lenny



English:

Welcome to Lenny's Podcast, where | interview world-class product leaders and growth experts to learn
from their hard-won experiences building and growing today's most successful products. Today my guest
is Julia Schottenstein. Julia is a product leader at dbt Labs where she leads the dbt Cloud product. She's
also the co-host of the dbt Labs podcast called Analytics Engineering Podcast, a show about data trends
that impact analytics engineers' work. As you'll hear in this episode, Julia actually led the acquisition of a
startup that I'm an investor in called Transform from the side of dbt Labs.

FROCERIR:

DK E] Lenny IR, EXE, BREXHHARAENBE~RARTANEKER, FIMIETHENLERESS
BN REEFHENERER, SRMEER Julia Schottenstein, Julia 2 dbt Labs =@ A, f
% dbt Cloud =&, #hiXRZ dbt Labs #%& (Analytics Engineering Podcast) BIBXEFIFA, XB—HEXTFE
Mo TN TIENLSEENTTE, EMMRERETBRIFEIA, Julia EFFLARFK dbt Labs EFTH—XK
&7 Transform BB AR, MBIGHFEBRAFIKREE,

(00:01:37) Lenny
English:

And in our conversation, we dig into the M&A process and get into a bunch of advice for how to improve
your odds of having a good outcome and just approaching M&A broadly. We also dig into the story of dbt,
which is one of the most successful startups out there that you probably don't know about. And we talked
about what they did right to get to where they are now. We also cover how to best think about
competition, a bunch of frameworks for thinking about product and advice on how to approach pricing
and also open source. Enjoy this episode with Julia Schottenstein after a short word from our sponsors.

FROCERIR:

FERNBFNER, FITRNRN T HWRE, #EI&DH? EREREERNNEURIMFMMENAEEFHY
RET—RINEN. HRIEEZET dbt HE, ERBRmEMNIATZ—, BIRAIERETHE, ]
W T /TR TR SRR T 4. ?*z1|]1_/IZIET§D1'JE-§¥i{ﬂU%R$ —RYIXFRNEEE
2, URXTFENMARREAEIN. EREBBENERENAE, ERES Julia Schottenstein BYX—E,

(00:02:11) Lenny (Sponsor Ad: Vanta)
English:

This episode is brought to you by Vanta, helping you streamline your security compliance to accelerate
your growth. Thousands of fast-growing companies like Gusto, Calm, Quora and Modern Treasury trust
Vanta to help build, scale, manage, and demonstrate their security and compliance programs and get
ready for audits in weeks, not months. By offering the most in-demand security and privacy frameworks
such as SOC 2, 1SO 27001, GDPR, HIPAA, and many more. Vanta helps companies obtain the reports they
need to accelerate growth, build efficient compliance processes, mitigate risks to their businesses, and
build trust with external stakeholders. Over 5,000 best-scoring companies use Vanta to automate up to
90% of the work involved with SOC 2 and these other frameworks. For a limited time Lenny's podcast
listeners get $1,000 off Vanta. Go to vanta.com/lenny, to learn more and to claim your discounts. Get
started today.

AR ERIE:



AETHA Vanta AEHR, Vanta BENEEHRESGHRE, MERWSIEK, HFRREFREKHLE (W
Gusto. Calm. Quora #1 Modern Treasury) fS1F Vanta, #FHEEH{1EE. ¥ R. EEMRERIEZEEIT
¥, HEJLAMIELNBARAFEIHF AR, B RERZERNTLMIZFAESE (40 SOC 2. 1SO 27001,
GDPR. HIPAA %), Vanta FBENABIRBMRIEKMFNRS, BUSHNERE, BRELSKE, H55
EF AR BRI E. 83D 5,000 RILFATEH Vanta BapL A IE SOC 2 K EMEZEHEIX 90% FITE,
EIREREIAN, Lenny EEHIIFARBIESR Vanta 1,000 E£chILE, 418 vanta.com/lenny T #RE %= EH4T
B, SRRFFIEIE,

(00:03:10) Lenny (Sponsor Ad: Superhuman)
English:

This episode is brought to you by Superhuman. How much time do you spend in email each day? How
about your team? You may not realize this, but your email tools are wasting your time. Superhuman is
blazingly fast email for high-performing teams built to work with Gmail and Outlook. Teams who use
Superhuman spend half the time in their inboxes, respond to twice the number of emails and save over
four hours a week. That's over a month of saved time per year. With Superhuman, you can split your
inbox into streams for VIPs, team members and emails from your favorite products to reduce context
switching. And make sure you never miss an important email.

FRCERIR:

AETBH Superhuman NEHR, REXRESDEEIMIZERHE? REEFAIE? (RATAERBEIRE, REVERH
TARIEFREMREE. Superhuman 2% ABMEATERNREEHF TR, 2#F Gmail M Outlook. A
Superhuman BYEIPATEWR (48 LB RIBT (BB D T —, EISHMHEVRERENT —E, ERATEBITE )
B, XS FEETE T —1ZAMBTE, &I Superhuman, {REILUEUHFEIRS 79 VIP. EIBARLRHIRE
fREZEF mEVEBER, MMELD BT, HBRIMERSIEIEZH M,

(00:03:48) Lenny (Sponsor Ad: Superhuman continued)
English:

You can start reminders if you don't hear back so that you can follow up and never drop the ball on an
email thread. You can also work faster than ever before with powerful Al features like writing, editing,
summarizing and even translating. Join the ranks of the most productive teams and unleash the power of

Superhuman. Try one month free at superhuman.com/lenny. That's superhuman.com/lenny.
R EIE:

MRIREBEWEIEE, AILUSEREUERS, KEFSEMEERPIEET. (RIERUFIHRAR Al Thae
(WEE. 4wiE. REEEZIF) LDEIAMKRENRELE. MARESXEANITY, B Superhuman B/
£, ff superhuman.com/lenny ®Z&iHXHE—1H, #itEE superhuman.com/lenny,

(00:04:15) Lenny

English:

Julia, welcome to the podcast.
R EE:

Julia, IIMREFER,



(00:04:17) Julia Schottenstein
English:
Super excited to be here.

FRCERIR:
FFEHEREREIXE,

(00:04:19) Lenny
English:

So you have a really interesting career path in that you went from VC into product management. Usually
it's the other way around. Usually PMs become VCs and it's rare to see this version of it. So | wanted to

start with just a question of just how did that come to be?
R EIE:

fREVERIVERRIEE B, MEMNELKE (VCO) HiITH~mEE (PM) B, BEBREFER, —REPME
BLVC, XFPRASHSED . FRAFAB LR —TF, XBEAKER?

(00:04:34) Julia Schottenstein
English:

| do have an unusual background, but it doesn't surprise me that people who are interested in product
are also interested in investing and vice versa. For me, I've always had three interests broadly and that's
an interest in business, an interest in technology and an interest in markets. And | get to express those
interests both in investing and in product, but just with different weights. So in product you go a lot
deeper on the tech and markets is less of a focus, but you still get to do all three. So | have a unusual
background and | used to be a professional investor at NEA. Spent all my time investing in early stage
startups that built for technical audiences. So think dev tools, infra data companies.

FROCERIR:

BOVE R LCEIST, EXNFRLEXN~RREHENHARN B RERMNE, RHATRIZIN, RZTFA 3
BRY, R—EAE=ZAT ZMER: Bl BANHG, TIERERAERETmIUL, HEBREREXLEN
B, ARNERE. Ermil, FEERNMAREA, MHHXEERMNRE, BIRHARERIX=%,
&2 NEA RYERIV IR &, AERDBBEIEERAZBMRARZRERIEI AT, ALK TA. EMigiEME
VNI

(00:05:22) Julia Schottenstein
English:

And in 2019 | first discovered dbt, which was an open source data transformation framework. And | got
really very, very excited about dbt because when | talked to people that were using it, the way that they
described their experience on dbt was like unlike anything | had heard before. It was much more of an
identity for them than just a tool that they were using to get their job done. And that really struck me. And
as | thought about what was happening in the market, there was a lot going on in 2019. The markets were
changing quite a bit. Cloud data warehouses were starting to explode. This was the year where Snowflake
went from a 4 billion company to a 12 billion company. And | thought to myself, if dbt worked, it could



work in a really extraordinary way. And | naturally tried to spend all my time getting close to Tristan,
who's the CEO and founder and | wanted to invest.

AR ERIE:

2019 %, FHE—REIT dbt, ER—NFFRIVEIEIFIRIELS, I3t dbt BREIFFENME, HNSKSHEAER
WA, ff1HER dbt AIEMNBASHURAEINTERRE. HiIRE, XFXNE—TTRIFNITER, B
BRE—MMENIAE. XRRMET Ko HNHBWEBRELGEE, 2019 FRETRSEN. cHIECEFRIR
&, BB—F Snowflake RIE{EM 40 IZETTMFAE 120 125%7T. FOA8, MR dbt BERLTN, B UA—THIEEY
BEERI. TREBAMAME T RZAEIXEZE CEO FREVIBA Tristan, BEHITIRE.

(00:06:24) Lenny

English:

Okay. So at this point you're a spec at NEA, you're trying to invest in dbt and okay, keep going.
R EIE:

BAR. FRLASEIRE NEABVIRE A, [EiRERE dbt, ¥F, 154k,

(00:06:29) Julia Schottenstein
English:

Yeah. So | was very, very excited. | thought if this worked, it could work in a really extraordinary way and |
spent all my time trying to get Tristan to like me so that | could invest in the company. And then in 2020, |
finally got the call that | was waiting for. Tristan said, "We're going to raise some money." He had a term
sheet from a firm that he liked. It was a good venture fund, but he also liked me and he wanted to give me
a shot and | was super excited to get that message because this is my chance. And unfortunately | ended
up losing that deal to Sequoia. It's a formidable partner.

FRCERIR:

R, HEFNIFENME. HRFURXTRE, PERIZARMI. KETRSZHEIL Tristan INAJ 3K, UEFHK

BERAXKAE], F7T 2020 F, HAFERITHHEANREE, Tristanii: “HNNEMAT.” HELZZT

—RUWERNABNFRHER (term sheet), WEB—HRAHHINREE, EBRENFR, BLH =,

WEIXNMERHEBLRME, BAXBRENINZ, EFRE=NE, RERZXEBIRZTRETALE
(Sequoia). BE—MEEBANINF.

(00:07:04) Lenny
English:

Reasonable loss.

R EE:
LRI ARE Ao

(00:07:05) Julia Schottenstein

English:



| was just so convicted that it was going to be a special company that | asked to even put my personal
money in and | asked to put a very irresponsible, irrational amount, nearly like 20% of my liquid net
worth into dbt because | was so convinced that this was special. And sometimes when deals don't work
out as an investor, you can create this narrative in your head like, "Good, | dodged a bullet or better off
without them or screw them." But for me that was quite the opposite with dbt. | really felt like dbt was
this runaway train and it was special and | wanted to jump on board. So a few months later | ended up
calling Tristan and asked him if | could be a part of the company that built the product that | thought was
so special. So that was my unique path into product and to dbt.

AR ERIE:

HRENEEXZE—REINAE, EEBERBATIANK. HIRBR—EFE FHIELE . FEEHN
T, LFETREEFETH 20%, RAKRKBECHISHMLE T (FARESE, SRXFRKME, BRI=H
BRRREW: KT, RBRIT—H” HFE RMNEE o BT dbt, RPBET2ER. HEMNTRRT dbt
ME—5CHRTE, R, BB LEE, FULMAR, HITBIES Tristan, RIEEHEMAZRA
5], —EEHEXPNIHIANMLAFRIA e XMEBHFHN mIUAFMAN dbt BYRFER.

(00:08:02) Lenny

English:

So you invested in dbt and then an opportunity opened up where you ended up working there?
R EIE:

FRLUMRRET dbt, AREMT — M=, REXEBEIET?

(00:08:08) Julia Schottenstein
English:

No, | think if I was able to invest | wouldn't be here. So | got no, the board ended up vetoing my personal
investment, but it's okay because | ended up dedicating all of my personal time to building the company.

FROCERIR:

T, HWRMRBENEREE, RMTETERAIEXEIFT, EFRATRTERNTARSE, BEX
%, AABREZERENT AREEHERS T XX QBER,

(00:08:23) Lenny
English:

Awesome. Okay. So something you touched on there that was really interesting of what you saw about
dbt that was so interesting and I think this is maybe a broader question of just in your time investing and
finding a company like dbt early, what have you learned about just picking well, finding companies early
especially? What are signs in your experience of just that this is going to be something really interesting
that you might want to join? And this is more for people listening that are thinking about joining a
company early on. What do you think they should look for?

AR ERIE:

KiET . RRIAREIFIXT dbt WERIFERB. FAR—NEM ZHRE: EIREIREUNRFALI dbt X
BRABNERES, XTHE “EFE , FHERHAIQAE, RFERTHA? RIBMROVZE, BRPLETR



KARMEZEZFEER, EENN? XXEZHUILESEMARRATNAR, MARMRIINZIHAA?

(00:08:52) Julia Schottenstein
English:

So the way | would look at joining an early stage company would be the same way | would evaluate
investing in one. So there are four things that | care about when I'm looking at really early stage
companies and it's people, market, product and distribution. And I'll touch on each of those four to say a
little bit more about what specifically I'm looking at. So people, this is really the CEO, the founder of the
company put simply do you trust this person to lead. And for me, Tristan had this really rare ability to
paint a very compelling future of the industry and how dbt was going to be a part of making that vision a
reality. But he also was really, really detailed in the day-to-day work of the analytics engineering work.
And it was that range in scale that made me feel like this is a founder that's very rare and compelling.

FROCERIR:

HEBMARPRR2FNARASTERE-KQBDVARZ—HEN. EURREHAEN, HXFENSE:
A m7. F@Mak (distribution) o HFFARFEXMENAE. B A7 , XEEREIE CEO MeElA
A, BERFRHME: MEEXTMARNASHE? HEEKY, Tristan HE—MEREES, LB TIVIER
SIANBERIRF, LUK dbt FARASERX—BRHN—al0. ERN, Mo IRENAE TEATHRIER
TR, ERXMBERANMBFNHNIT, ERESXR—TEETILEERIHEIEA.

(00:09:42) Julia Schottenstein
English:

The next is markets. We touched on it a little bit, but what I'm looking for in markets it's like is it growing?
Is there space for new entrant to make its mark? And when it came to dbt, it was an explosive time in
cloud data warehouses and it was that chaos that was really the opportunity for dbt because they created
some orderliness and structure to the way that people worked with their data in the cloud data
warehouse. So that was very compelling. The next is product. Everyone who's listening hopefully either is
interested in products or has a product background. So | won't say too much there, but can you talk to
users or potential customers, are they building something that's really special, unique? Can you hear
that, spark that enthusiasm and figure out if this is going to be special.

AR ERIE:

BETIXRE ‘M7 o BHMNARET—=, RETZPINZE: EEEKED? BEEMENEILENTIE)?
T dbt K, SNIERTZHUIECEBLNE, EZBH “BE” N dbtIETH=, EAMITAANESR
HECEPABBIENANERT —ENRFNLEL. XFEEERSITT. BER Tm™ o WANRIZEN
mEHBHEEXER, RRAZRHT, BEXRET. MESSHAPIEBERTLARYR, BEMIIZSENE—
LHIER? JRSHRA? MESERZIBIHALNMAE, HABXESZMARINTEFE,

(00:10:31) Julia Schottenstein
English:

And then the last, | think this is more important arguably than if they have a good product but is
distribution, do they have an advantage on how are they going to get to market because that's really,
really hard? And think about how they think about their competitive advantage on either the ecosystem
or distribution and how they're going to ultimately sell the product. You're not going to get a 10 out of 10



on all four dimensions. So when you're joining a company, you also have the benefit of dedicating your
time. So try to think if they're weaker on one dimension, what is it that you bring to the table or what are
you special at that could potentially de-risk the success of the company.

FhSCERIF:
BE—5, RIANEEHHEFTREEENE “D%" . ITEEATHFESTEME? RAXEMNIEE
o BE—TM(INAESECELESEAHL AR E LNTSEMRE, U IRLBINAHEE” K. RAa

RETEFME I MEE EHZEE] 10 570 FRUUHEIRIMA—RQBE, REMBETFIRAILURANIE, HEEE, MR
fAITERNEE L1155, REEFRMA, HEMRNEFRKENA, MMAIREREATMINEIX L,

(00:11:11) Lenny
English:

In terms of spark with a product. Right now on product market fit, now how do you know if you have
product market fit? And a lot of it often comes down to there's a emotional reaction from someone you're
talking to about the product you're building. There's like, "Holy shit, | want this now." Is there anything
even more specific you've seen of just what is a sign that this, there's a spark that people are just really
enthused? You talked about people made dbt part of their identity. Is there anything else there?

AR ERIE:

KT A o MEREIFEHHTE (PMF), {RIARERSEEAET PMF? REBHMEIILENIR
WEIASHRIEEMEN S R ERIXMER RN, i, “XIB, HIMEMRBEZD.” BRTIFMRER “AIHE
dbt HES AR —& 2" Z5, RERIMETEARTR, ERAANERNIEFERR?

(00:11:36) Julia Schottenstein
English:

Yeah. It's can they not stop talking about it and that's the chatter about a product, they want to share it
with their teammates or to other people at different companies. That just top of mind love and wanting to
share what they've found with others is really a great sign that you're onto something. And then that
spark will help do a lot of the work on how do you get to market because your evangelists are really your
users of people that love what you're building.

AR ERIE:

8, mEMRE “FATRMKLE” . IMXTrme, tRIBEsZLNAREMATIRIA
Ro EMEABRAOHNEZURDER, BRAMRENARANLESS, IMNESRAMEEBRFENTT,
NBLERZIRFAIZZYIBIAN, M2MRIFHNEEE,

(00:12:06) Lenny
English:

What about in terms of the distribution bucket? What are some examples of just really important, | don't
know, unique or effective distribution strategies or | don't know, unfair advantages you've seen maybe
with dbt, maybe other companies? What are some examples of that?

AR ERIE:



BAE ‘DR X—RE? BRE-LFEERE. MBERERH D ARE, REMRIH “FRTFRESM
#” ? TitETE dbt REREMAT], sEFLEHIFI?

(00:12:20) Julia Schottenstein
English:

So dbt had an ecosystem advantage and they were open source and this helped really dramatically for
lots of people to have low barrier friction to just try it out and spread organically. They first got started
with very horizontal. People could just get started without ever even talking to sales and think that was a
competitive advantage. But not all companies need to be product led. Some companies are enterprise
top-down sales. So in those situations think about does the team really know how to land a complex
enterprise sale? Do they have a background in that particular space? Do they have a network of
connections? Can be different depending on what the company is selling, but you either want to see a
company that's really strong at enterprise or really strong at the bottoms up.

AR ERIE:

dbt MBEESRAMNSE, MEMINZFRE, XIRAMERT G, LRZEATUZLEBMZAFAETME
. MNRAIMEBEEBTIIIN, AMIBEFRFEMHEERKMEFTBER, HAAXMERHMSE. B
HIFFMELEHFER~mEBHE (PLG). ALEAREERWERB LM THHERR, AXMERLT, BRE:
FIA BRI RE AR E XAV IR HEND? ] EXIURAEERD? BXAEAMG? XEURTABENER
2, BREEFEEY —RABEAERWRHEE KR, BEATEHE M LRIEE _ERR.

(00:13:11) Lenny
English:

Okay, cool. So | want to shift a bit to talking about an area that you have a lot of experience in which a lot
of people are also really interested in right now, which is M&A. I've invested in a lot of companies and
maybe, | don't know, once a month I'm getting an email from a startup I've been investor in. There's just
like, we're looking at maybe selling the company, things aren't working out the way we were hoping. And
you've been on | think maybe all sides of the table of M&A transactions, including | think you led the
acquisition of a company... | was an investor in the dbt acquired that | think is public company called
Transform. So my question is just for founders who are currently thinking about M&A meaning acquisition
essentially. What's your best advice for them for how to be most successful in M&A outcome for
themselves?

AR ERIE:

Y, KEET. BEEMAA—MIIEEELK. BUERZABIERRBGENMS: HW (M&A)., HIREAT
REZRNT, AENAHBWIIREEZNEQTEE, E “BIIUEEZEREEAT, BHHELOM
HY” o RIS HMKAIRHNFAEAE, BEMREST dbt Xt Transform B9 (FHE ZE Transform AR %
#)o FIUEMEEE, MFEREEZEHY (RRLEHKE) BelaA, RXIMIINEREREIIEHT
SEREARFIEIN?

(00:13:57) Julia Schottenstein
English:

When it comes to acquisitions, the time to start thinking about an M&A strategy is hopefully when you
don't need one. And the best strategy that | could give a founder is to have a really strong offense in



building their company. And when founders start their businesses, they don't usually set out to start a
company to sell it to another business. They start it to be an enduring independent standalone company.
And if you have that path, then you'll have the upper hand in absolutely every single M&A conversation
because you have a viable alternative, which is do nothing, stay the course, you don't have to sell. But of
course that's not the case for most companies. Most companies don't have a viable path to being an
independent company forever. So they have to think about M&A. So M&A is always about creating plan
Bs.

AR ERIE:

WEIRW, FIaREHMRBHNRER, RFRFEFFTEEHI R, HELEIBANKITRERE: TLQF
Big L RIFIRGRAHELE . SIEARILE, BEARRNTIRATRASF—KEW, MEBATRI—KIFA. 1
YHBEFEE, MRMFAEXFERRE, BATES—HHBEMNEHFHSSELX, BARE—TRTHENRS
. FABAE, RER#HT, FABIEERET, BHA, REHRQABHIEN. REHRAR LB KTREF
JRIZEVRRTR, PRUAMENTAINEEHM, Eit, HMWRLRXTeIE&%EASE (PlanB).

(00:14:49) Julia Schottenstein
English:

And the way | would think about it is for any one company, there's only ever two to three buyers that find
what you're building to be extremely strategic. And the strategy that | would do and how do you get
noticed is | would figure out the area that you bring a competitive advantage and | would inflict pain on
that potential buyer. Make it impossible for them to not notice you because that's when they're going to
have their ears perk up and say, "Well, what's going on with this company?" We just bought this company
Transform. They are playing a really good playbook here.

AR ERIE:

BORER, WTFEA—KQE, BERAERI=ZXEXERESRAMENABREERSNHEENE. ETN
I5IEER, KRS REMRAERSMBENTNN, AREBNEEXER TRMNESD" . EMEILLMBIIE
ERBAUR, RARBERE, tilFrBEEAXEIHOE: "XRQFIRBEAERSE? 7 HNRIWKE T
Transform XERAE], IEX—REE LIGIERHE,

(00:15:25) Julia Schottenstein
English:

And the really important piece here is you want to do that in a way that's still friendly and open. | see a lot
of founders get this wrong and they prematurely will shut down a conversation or they won't talk to an
incumbent or a potential future buyer because they take too competitive of a stance. But that's a mistake
because M&A is all about creating plan Bs and you don't want to shut that door down prematurely
because you don't know if you can really go the distance and be an independent company. So you want
to have optionality.

FROCERIR:

XEFEEEN—RE, MFBEUTREFEABRNSRAEBXME. KBRS WAEXSEICHE, i)
2 B#AZIEIIE, HERALGZFHIMARSERENERTBENRRERR K. BXE—1HEIR,
AAMHNEFRRLNEREL R, (FAEIREMX LB, AAMTNERSREENEERRAMNN—FMA
IHIAT. FrLL, RBBERENER



(00:15:54) Lenny
English:

I love this term with pain on your potential acquirers. What are some examples of that? Who's done that
well or what's an example of that interaction?

FROCERIR:
HER “MATEBRWERMESD" XMk, EEEFFE? EHISHE, HEXMEMNFFRIAEs?

(00:16:03) Julia Schottenstein
English:

Yeah. | mean | can share the transform stories of a company we just acquired, we announced it in
February. So dbt Labs, we build transformations, that's our main product. And we were venturing into a
new product area that we call the semantic layer. And to describe what that is quickly, it's allowing
companies to define their business metrics and so that whenever anyone queries it, we always serve back
consistent data on those business metrics and transform. They were a pure play company only in this
metrics layer, semantic layer. And they had a really strong product.

AR ERIE:

HAIUDE—THANNRUEEE Transform B9 E, HANNEZBMHEH T X—HE. dbtlLabs WEIT~mEN
BIUER# (transformations) o HRIFNEHZE—NRA “EXE" (semantic layer) BIF~meiE. &8
BR—T, EAWAREXHISSER, XHELICEENR, FHINREIRYSIERRIERERE—EEY, Transform
B—RKETIETERE. BEXENARAAT, 1R~ mIEHEEA,

(00:16:41) Julia Schottenstein
English:

They had figured out some of the technical challenges and they had solved it early on. They had the
benefit of having worked at Airbnb, which and Airbnb in the data world is famous for having a really
successful semantic layer metrics layer called Minerva. And what we had at dbt Labs is really good
distribution and ecosystem, but we were a little behind in bringing a product to market and we felt that
pressure from Transform because they were doing such a great job at being vocal and loud about how
their semantic layer solves these really hard technical problems.

FROCERIR:

TR ERARR T — LR AR, MIBAEETFT B Airbnb TR, T Airbnb 7EEIEMUHE HIFE R IHEY
B XE/E1RE Minerva MMiEl &, dbt Labs BIBEEFIREN D KREMES RS, BEF~ mEMHHEEH
BEE. HIVERETHKE Transform BEH, RAMITEEREIEXBMNAFRRXLEREKARRS SIS
FEHE,

(00:17:20) Julia Schottenstein
English:

But they didn't have any distribution. So that was really tough for them and they were putting pressure,
but they were still positioning their company as a partner to us because they wanted our community to
be excited about what they were building and hopefully lure them over to use their product. So because



they had positioned themselves as a friendly partner when really we were trying to compete for this
similar use case, when it came time to do an acquisition, we were really excited because we knew their
product was good and they had already done a lot of the work to make integrating with dbt possible and
that helps us post acquisition do the integration much more easily.

FRCERIR:

BfTREEADRZRE, XNMWIRRREE. WIRAERE, EHEESEMNRININEERE, BN
IR ERNE X MINRRAEREINE, HAREERKRSIARERMIN~m. ERNEIEECEN
AREFNEFEIHE (REKFLERNERSBMNAEG), S TWHEE, FZIEEME, BEAFiNEt
My~ miRE, MEMNELM T AEIFES dbt FIEMMR AR, XA TFHRINEWRBEERMMTEME
B¥o

(00:18:01) Lenny
English:

How do you just think about either as a startup or even an incumbent about how to think about
competition, how much emphasis, how much energy to put into thinking what competitors are doing and
just how that informs your strategy?

AR ERIE:

TN ABERITIES, MUAERRSE? NERASDENEXRIRSFNFEMM A, URXN
IR IRy LR ?

(00:18:15) Julia Schottenstein
English:

So we recently codified our philosophy when it comes to competition. And I'll give Nick Handel the
founder of Transform who led this exercise at dbt Labs. But we really have three pillars when it comes to
competition. So the first is hold true to our vision. We're really excited about the path and the journey
that we're going on at dbt Labs and we don't want the distraction. So occasionally you'll have
competitors maybe throw shade or throw stones, but most of that is just noise. If you have a lot of
conviction that you're going in the right journey, you want to just keep your eyes straight ahead and run
your best race and not be too distracted by what maybe some critics are saying.

FRCERIR:

FARIEBRH T X FREMNEF, HEVITHTF Transform BIBIFAA Nick Handel, fi7E dbt Labs & T X T
Fo XFHF, RINBE=AZH. F—F “BFER" . FHNIX dbt Labs EEENERIFEHE, FEHESD
Do BABRIKERSEMNF KK FInHk, BEXBLRERE. NRFBEECEFERNERLE,
RIZERRIM, BB CLEE, FERMITENSICEETF.

(00:19:00) Julia Schottenstein
English:

The second philosophy we have is really a grow the pie philosophy. So we want to work with our partners
in our ecosystem to make the opportunity set even larger and we see that today. We mostly serve
reporting and BI use cases, we're seeing lots of companies start to operationalize their data. Now with
this big wave of ML, clean Transform data assets are being used to train machine learning models so that



the pie continues to grow. Let's focus on that as our target and work with people to make the opportunity

set really attractive and not try to slice it up too thinly.
R EIE:

BITNE-NEFRE “BAER . BIFESESRATHSEAHSEE, UINSEER[ER. SXEE
ATX—=: HMNEBRSTREMNSLEE (B) AL, EREEDRSABFEFEELSK. BENS
F3 (ML) BKHE, FANEREHIBEFERBTIIGERE, EREFETA, ILRINULAER, StA
BIFLNZZEEARSIS], MARHKEIRRENEREIELCE.

(00:19:37) Julia Schottenstein
English:

And then the last one is we want to lean into our strengths. So we have an ambition to be a platform
company and we know what we're good at, but we also want to leave space for our ecosystem to offer
solutions to our users that help them out. And we really want to foster an ecosystem where we can
partner with lots of companies in the modern data stack. And generally speaking, when it comes to
competition, we take a really long-term view and there are a few areas that we do want to hold our
ground and that's in our transformation standard as well as our semantic standard because we believe
those two are better served together for the user's sake. But for everything else, we really feel like we can
work with our ecosystem and accomplish what we want to accomplish and also help them accomplish
their goals too.

FRCERIR:

Ra—RE RERE . BRNNERATFERRNHELDL, BERECHERZA, ERIMNBBANESREE L
=iE), AP RMERG R, BITEOREEE—MESIAHIER (Modern Data Stack) FRZAF]
BIENESRS. SHRY, ARFHE, RIFERENR B/ NN HIRARTEN, RS
By “ReiAnE” M EXARET , BABIMNBEANTRFANE, XRELESE—ERRELF. BN TFHM—
1, HNAERFEAUSESRREME, ERNRNBEATRIEL, AL BT.

(00:20:27) Lenny
English:

This might be a good time to just chat about dbt and the success the company has had. So many startups
have tried to become a standard default layer of what's now called the modern data stack. And | don't
know any startup doesn't use dbt or planning to use dbt. It's just a incredibly rare success story
somewhere to snowflake where it's just like it's the default for building large data startups and most
startups these days work with a lot of data. So my question is just like what do you think dbt did most
right to win in this and continue to win?

AR ERIE:

IMEA e HED dbt R E B INBVEER. REVCI QTG RXEMAIMAEPTIBN “ALIER" BIARERKIA
Fo AN, LT 2BWHXMI AR ERA dbt AARFTEFER dbte XR—MEREFMMININSE, EKIUTF
Snowflake, EBERMANMWEARIKIEI LI ABHIRIAERE, MIMENTI QB KRSEBLIEREHIE. FIUFEK
BRI, fRIAJY dbt X T A, NRE T HiHRFAT?

(00:21:01) Julia Schottenstein



English:

So | think dbt did a lot of things right, but I'll point out too that really stick out to me. And the first is just
power and simplicity and the second is a commitment to being open. And I'll touch on what | mean by
those two things. So when dbt was first getting started, you would hear a lot from companies, | don't
understand, what's so special about dbt? We have a SQL templating tool at our company, we built one in-
house. Like this is really straightforward and simple and it's true like dbt is really simple, but that is the
power of it.

FROCERIR:

#HiA7 dbt W TRZE, ERFIBHRIERENR. F—R “BASEE , 8 “WHRHAE" .
HRAERE—T. 3 dbt NIFFIEE, REFERZS QRN “HARAD, dbt BHARNN? HATAETHEE SQL
RIRTE, BHNASBHALN. XRAIFEENER” #BK, dbtIFEER, EXIERERBIFE.

(00:21:37) Julia Schottenstein
English:

So our founders, Tristan, Drew and Connor, they had a belief that the people who do data analysis work,
that really work closely with their business stakeholders should also be the ones to contribute to creating
clean data assets in production because that data prep work is a necessary prerequisite for any analysis
that you do. So dbt was really this belief that if you know SQL, we want to invite you to do these
workflows that were traditionally held by data engineers but you had to earn that. So dbt has this nice
framework where it's harder to mess up, keeps data quality really high, but it is pretty simple to get
started and learn and learn. And that was really the unlock in the industry. We were definitely solving a
pain point at the right time.

FROCERIR:

FAIBIEIEA Tristan, Drew #1 Connor 25, BLEMBURDITLIE. SUSF@mEXEBTSENOA, B
BZEBEEEFHERRARTABIERTNA, AASEESETEREMITHILERR, dbt ZOEZE:
INRIRTE SQL, EMNMBIFMESEXLEAK LRMIEIRMARTNIMER, BMFERITARIEE. dbt
RIET —MRFIESR, ILARMLE, RISTRSHHRERE, EANMNEINFEEER, XIERTIHR
WO TR EERBERRT —MER.

(00:22:26) Julia Schottenstein
English:

And the second thing is this commitment to being open. So dbt is open source and that's the main guts of
dbt where you write your business logic and it helps in a number of ways. Specifically it helps with
flywheel, keep the flywheel running and also with network effects. And I'll explain what that looks like. So
dbt is really easy to get started with at your company with reduced friction. We're building a product that
people, so they talk about it, they want to share it both at their organization and with other companies.
Other companies get started with dbt again with reduced friction.

FRCERIR:
FZREN “FC BEAE. dbt BFRA, XE dbt WiZERSY, IREXBREWSEE, FREREZAE

#EZEE, HHRTCEBTEMR “TYRMN" HEEMBZUN, BREBR—T: It REZELATAIEE, B
AR BRITMENERIEANEEXICE, BEETALATNEBEATSZ. EttATHEE K IHETmFF
Ya(ER dbt,



(00:23:05) Julia Schottenstein
English:

We now get to see this really diverse set of use cases for dbt across company sizes, across industries and it
allows us to build a truly horizontal company. As our company grows, we get to invest back into our
community and our product and the flywheel begins to spin faster. And then meanwhile we have a really
large user base. So we have 20,000 companies using dbt every single week and that attracts partners to
want to build for dbt and so they share best practices, build workflows, and now if you're a company and
you've standardized on dbt, you've really unlocked an integrated modern data ecosystem that wasn't
available for you before. So that has a flywheel and also benefits everyone that decides to be on the
standard. So it's those two really important trends that made dbt so powerful today.

AR ERIE:

HMNMEBET dbt EREMR. RENTUHRESHURNAG, XEHNEBRILI-KEENERAF. [
EATRK, HMNAURBHEXNSm, RRFERER, BN, HMIBERANBRE—SAS"
20,000 XA E)EMA dbt, X5 T SIEKHA dbt WEEMG, DERESLE, WEIFR. WE, IR—RQ
Bl7E dbt LRI TAREN, (RMBEEMSHN T — MR EREHNERMABRBEES RS XPXKT KL,
Wit E—MEFRZITENAR D, ERXFWNEENBEIM T SRR dbto

(00:24:02) Lenny
English:

So what I'm hearing there is essentially the product was right for what people needed to solve. There's
also a product led component, open source, free self-serve piece that people adopted, used and started
working and then scaled and started paying for it. And then there's an alignment of the vision of where
this was going and how it fit with how people wanted this to work for them. Is there anything else?
Because a lot of startups do that and that all sounds really smart and good, but a lot of startups try to do
those things and no one cares. Maybe their product isn't necessarily what people are looking for, maybe
they don't get the right distribution. | don't know. Is there anything else that you think they did really well
that helped them kickstart this to even be a thing? Is it timing that was really great? Is it specific
influencers early on?

FRCERIR:

FRAFIREIBYE, ARLEF@IIFT AEEERNER, - =miksh (PLG) BAMED: FR. RE&E
BARSS, AMRA. ERHFGEIME, AR BHFGNSR. W, BERSEAMBENIFEIASERS. &
BrI895? RARSEI AT AM, IFERBRER, EREQAFDEZHTXENEAES, HiFiIs~
mABANREN, HEDETH. MEFERFAMNEST, BB TX—11? SR EFTE?
TR FHERENRINNAYZE?

(00:24:48) Julia Schottenstein
English:

Yeah. | think timing was really important with the success of dbt. That they were there when the cloud
data warehouses were really exploding and growing in an enormous way. And dbt Labs started as
Fishtown Analytics, a consulting firm. So they worked really, really closely and hands-on with all of their
consulting partners to get the pain point and really solve firsthand challenges that they saw. | think that



combination of being at the right place at the right time and also getting to work really closely with
people's day-to-day problems created a really special experience.

AR ERIE:

2R, FIANBHR dbt WEINEXRER, HoIIECERERAIVERKE, i1ESFEHR)/L. A dbt Labs
E#]0 Fishtown Analytics, B—X&EHAQE. FIUMIISAENSOSENHIEFEREMEIE, FEDFHE
R E BB RME—FHi. FHIANXM “FERNREHMEERNMR” , MESAMNBERNEEE
ZAWER, ST —MIEEERERL,

(00:25:29) Lenny
English:

| didn't know that. That's a really important element of the story is basically they were focused... How

long did they do that Fishtown Analytics consultancy?
R EIE:

HUAAHEX D, XBEREFFEFEEN—NR, BEFLMIIZET i1 Fishtown Analytics &1
ST ZR?

(00:25:38) Julia Schottenstein

English:

Board consulting part of the business was almost two years.
R EE:

B SER DR T RIERE,

(00:25:42) Lenny
English:

Okay. So they basically spent two years solving this problem basically manually for people, and that's
such a great way to understand real pain and figure out how to solve it.

RS ERIE:

BB T . FRUMIEZR LT RERBIFH AR, XSERAERBRFIHBRLRNEES
o

(00:25:53) Julia Schottenstein
English:

Totally.

HRERIE:

ST,



(00:25:54) Lenny
English:

Awesome. Okay, so that's a really interesting insight. Just spend a few years. It sounds like it was almost
manually helping people transform their data using whatever tools already existed.

FROCERIR:

AET, XE—MEEEBNRE. T/LERE, IMERMERFoIEIAIER SN EFNEMNTARER
5/

(00:26:05) Julia Schottenstein
English:

Yeah. Well, they were building dbt and using dbt to help them do their jobs better and supporting their
clients. And whenever they encountered paper cuts or friction or the workflow was taking longer than
they expected, they would build that into dbt. And that really matured the experience of the product
because the people who were building it, the founders were also day-to-day working with these
customers or clients that had pain points.

AR ERIE:

. HLMHRMAEMNE dbt, HFA dbt BEIE CEF MR TIFAIER . SAMITEEI)F.
B, ETERERBHIEAN, tiITmSERRAGRNEL dbt F. XitFRARERFIFERR, RN
BrrmiA (BIBAN) BXREBESXERRRINEFITRE,

(00:26:36) Lenny
English:

That reminds me of a story you told me about how you made your eng team do some manual work of an
algorithm involved in transformation. Can you share that?

FROCERIR:

i HREMBH RSN — R E, XFROEILR TEANFIEMERRPIIRNEZE, REIZ—T
ng?

(00:26:47) Julia Schottenstein
English:

Okay. So I'm going to preface this story by sharing that I'm a huge math nerd and one of my favorite
books on logic is called Girdle Escher Bach. And in this book there's a fun scene where there's an ant farm
that bands together to do the work of a computer flipping bits from zero to one to solve logic gates. So
this chapter of that book was really the inspiration for an exercise that | ran my team through. So about a
year ago we were doing a big zero to one new project at dbt Labs and we were going to change the
algorithm for how we built customers' data transformation graphs. And | needed a way for the team to
really internalize all of the changes that we were going to be making and | needed them to own it because
otherwise they wouldn't be able to anticipate all of the edge cases and it wouldn't be quite as durable.
You couldn't copy paste the algorithm.

FROCERIR:



. ERXTHREZE, REFARE—TBRHMFE, RRENNEEFHEZ—F (FER. XER.
Bff) (GEB). BHE—IMEENGR: —MNEHASEREGITEN I, @IE% 0/ 1 REREE]
B, BROX—BRRTHNERH#ITH—RES, KO—Fq], T dbt Labs #HIT—PERBIM0EI1
HUHRIE, HNEERE A HIERIRE (graphs) MNEZE. RFE—MANILEMEERKRITEEHRS
FREEN, HiLt=EEASEIR, SN EMLFAENESER, BAEASIBAMA. (RFERR
S HIRNEE Ao

(00:27:41) Julia Schottenstein
English:

So | showed up to a team offsite with a spool of rope and sticky notes and | think my team looked at me
crazy, went with two heads when | started to tie people up to create a graph. So each note of the graph
was an engineer and the rope was the edges of the graph to connect them. And then we worked through
the new algorithm extremely slowly, step by step. And it was a way that you couldn't leave that exercise
without knowing exactly what was going on because everyone had a role to play.

AR ERIE:

TR, ZFE— SR FNEMNMERERNRZNT, SEFBBARGE—REIE—K "B B, TBEH
FA—ERTHRT . BFHNSITRER—2 IR, EFmESERMiInl. ARKNKEZER. —F
—PWIRGIHE . BIXMAN, MAABERNSERETHANBRTERES, AT ASHEECH
At

(00:28:16) Julia Schottenstein
English:

So | think a lot of times when you're starting something new, you get into a situation where a few people
really understand it and they're running way ahead of the rest of the pack. But | needed a way for the
whole team to go along for the journey. So I'm constantly trying to create these important moments or
memorable moments for the team so that it's centered around our mission and they can have the
ownership of taking the project and making it successful. So it was perhaps a overly creative or kooky
way to spend the day, but it was really successful.

FROCERIR:

HIANRBHRY R ENN, SHAIFOBARERBHERNTHER. ERFE—MAALED
FARZ Fi#. FIUK—EESAHNERCIEXEERMETHNZ, IL—YIESZNMERRA, iR
BB IR RERE. XA —MITEIENEENEI—RNGIN, BEHEIFEKI.

(00:28:49) Lenny

English:

What was the actual algorithm you were trying to implement?
R EE:

REHAE RN EGE AR A?

(00:28:53) Julia Schottenstein



English:

We were trying to figure out how to make flipping the way that we run people's dags from an imperative
way to a declarative way. So instead of running things left to when data arrived in your warehouse. You

think about it as reverse, like what would need to happen to make your data SLAs be materialized in time.
FRERIE:

HNNEHEMRRMERIETT DAG (FEERE) WARM ‘2" HTH “FHRHA” . 2R, FEEY
HIEDACERMERRIETT, MERABE: ATILMRBEYE SLA RSFRDIN) KK, FELEM
/

4o

(00:29:16) Lenny

English:

Awesome. And sounds like the team found that valuable.
FRCEIE:

KIET . IERERZSFRENE.

(00:29:20) Julia Schottenstein
English:

Yeah.

AR ERIE:

=0

(00:29:20) Lenny
English:

Okay. Reminds me of a clip from this last season of Ted Lasso where they have used red strings and |
won't get into it, but if you've seen it you will know what I'm talking about. | want to come back to your
chatting about open source versus not open source. So some part of dbt was is open source and some
isn't. I'm curious how the team decides what is open source and what should be open source, what isn't
open source and what to charge for?

FRCERIR:

FEY, XILFABEE (F1E - HIK) (Ted Lasso) &E—FMN—THE, LA TLSE, HMAART, B
BAEIE, FEERXFHRESIEFRRNITIE, dbt I—EHRFREN, —HHTE. KEFFHANMETRE
LRFRE, FANEZFR, HAFFRURMFAE?

(00:29:50) Julia Schottenstein
English:

We think about dbt open source. It's really the guts of the data transformation. It's where you describe
your business logic. And then on the cloud side we build proprietary software that supercharges the
development life cycle and the productionization of dbt at scale. So what we think about as leaving for



our cloud offering is we deal with state, so stateful interactions and also any cross team or structural
collaboration. We want to reserve that for our proprietary offering. And | think it's really important to
have that distinction of what do you believe should be open source or what is the open standard that
really matters? And ecosystem to us is really important. So it's important that that remains open source,
but then we want to supercharge that experience with an open core model and build proprietary
software that makes people much more successful at using dbt.

FROCERIR:

FHA13Y dbt FERAREVENLR . ERBUIBERIRAZD “WiE” , 2R s5ZEaMS5, mERRK (Cloud),
BB E RN, LGSR dbt WAL ESFIMAMRESKEED. BITANNZBERKmPRIZE: &
2 “RE” (statefulinteractions) BITNEE, LAMAEIEHEIASEILAIINIEIIGE. HINNFERXEREETESR
FmPe HINABEH “RIAATARHREN & “TAREEEENHABIRA" FEERE. WHANIKR, £
RREXER, FMURBHARMEREE, EREEHRNFEET “FHZC0” (open core) RIUFKIERXFA
¥, R ATERINER dbt IE B M.

(00:30:48) Lenny (Sponsor Ad: AssemblyAl)
English:

Today's episode is brought to you by AssemblyAl. If you're looking to build Al powered features in your
audio and video products, then you need to know about AssemblyAl, which makes it easy to transcribe
and understand speech at scale. What | love about AssemblyAl is you can use their simple API to access
the latest Al breakthroughs from top tier research labs. Product team that startups and enterprises are
using AssemblyAl to automatically transcribe and summarize phone calls and virtual meetings, detect
topics in podcasts, pinpoint when sensitive content spoken and lots more. All of AssemblyAl's models
which are accessed through their APl are production ready.

FRZERIE:

ETHH AssemblyAl HfEHE K, WNREEIFRESIMAMASA~ mP1a2 Al IKohiIheE, BABEEZTH#
AssemblyAl, EREILAMEERMPBIESTEEMBE. HEX AssemblyAl W—=Z, o] AERMATE
BH AP IR0 3R B TRZR A ST RIS ERVERFT Al SR, #IIABME WA SHRNIEERER AssemblyAl BEhER
MBEHIEREMSN. WURETE. BEEMUSRRNEE. FiE@Ed APl 5B AssemblyAl ‘AL ERE &4 =
EERTYo

(00:31:26) Lenny (Sponsor Ad: AssemblyAl continued)
English:

So many PMs | know are considering or already building with Al and AssemblyAl is the fastest way to build
with Al for audio use cases. Now's the time to check out AssemblyAl, which makes it easy to bring the
highest accuracy transcription plus valuable insights to your customers. Just like Spotify, CallRail and
writer do for theirs. Visit assemblyai.com/lenny to try their API for free and start testing their models with
their no code playground. That's assemblyai.com/lenny. | know you also spent a lot of time thinking
about pricing and willingness to pay and things along those lines.

FRSCERIF:
FKINRKTES PM #REE BB AR Al EITIOE, M AssemblyAl 2MESZH Al BHISRNAR. WES
T2 AssemblyAl IR ERH, SEBMAEHNEFRHRESERENERNER/MNFE, & Spotify.

CallRail #1 Writer FrfiB98B#£, 4i7] assemblyai.com/lenny S ZRiX AT API, HEMIIHNTRBE RS
MIRARRL, #iERE assemblyai.com/lenny, FFNEREETRZHEIRBEEN. HEIEZENERS,



(00:32:03) Lenny
English:

Is there anything you could share about which is what you've learned about how to think about pricing
for a tool like this or even in general?

FRSCERIE:
FFNAAXETEEE—RTREN, (REAAFEINZWNUSED?

(00:32:09) Julia Schottenstein
English:

Pricing and willingness to pay is such a hard conversation and lots of startups don't do this early enough
in their company journey. Likely a side effect of zero interest rates where investors were happy funding
GitHub stars and usage and companies never thought about how am | going to make revenue or make
money, which is it's important. So for us at dbt Labs, | don't claim to be perfect at it, but we're trying to
get a better muscle around it. And | always think about Madhavan who wrote this book Pricing
Innovation. | know you've had him on the show before, but he shares that you don't get to decide if you're
going to have a pricing or willingness to pay a conversation. You only get to decide what. So it's much
better to have that conversation before you build the product than have it when your sales team's trying
to sell something and people aren't excited about what you've built, aren't willing to pay for it.

FROCERIR:

ENMMLEEERIFERENIEE, REVEIABDECAAERLEECBEMEREXHESE, XAJEESHIEN
KHBIER, HEHRERTHER GitHub NEHMFERE, MATMKRERIMAFEWANTHEE, BXHESE
REE, T dbtLabs Rit, BERIARENMETSE, ERNEEEHIMEBXAENET. REEEIET
(EMEIHFTY (Pricing Innovation) B Madhavan (EFEMRUFNEM EEITE), tMaEE: REIZRERSE
EHITENHHGEERBHINE, (MREREMENNE. I, EMERZAN#TXMIE, EHEEE
REZAAMANTANRENE., REAERNBIXAEFES,

(00:33:04) Julia Schottenstein
English:

And at dbt Labs we have this value, it's one of our core values that says we are more concerned with value
creation than value capture. And we really mean this. When we talk about what is the value of dbt Labs to
our customers, they often talk about how it's either 20 to 35% as valuable as what they spend on their
cloud data warehouse. But what we charge our customers is a very small fraction of that 20 to 35% and
that's by design. And last year we did our first ever pricing change in the company history and you learn a
tremendous amount when you have that event because you get to test the price elasticity by of your

customers.
FRSCERIE:

£ dbt Labs, Ff1E—NMZOMEN: FMEXOC “NMEENS" M “WHERE . HMNBINER. HF(TK
it dbt Labs &P EIMER, MEEREMNERS THIERSIECE LXHAEY 20% 2 35%. EXHIE%E
FUSER B 2R A R 23X 20%-35% HFEIRN—8D, XRBEBNZ. EEHNH#TTRBHELE-RENE
B, BIXREMHFRZFERS, ENIRETLINAE P BINEENE,



(00:33:49) Julia Schottenstein
English:

It's so important to learn that lesson while the company is still smaller or the stakes are lower because
pricing just is always evolving. It's not a fixed thing, it gets more complex over time. So we have to think
about it quite a bit because my team builds proprietary software for dbt cloud and when we lose a deal
we most often lose it to dbt open source and we like it that way. We're happy to lose to ourselves, but we
have to really think very deeply about what are people willing to pay for and what moves the needle for
them and focus on that.

AR ERIE:

EREMER N REREEFIX—REEEE, AAENEZETEEN,. EXR—HAZR, HENER
ER ST FEREE S, RINBITRNEE, ENHKBEA dbt Cloud WREBRM, ARIEE—EXS
B, BEEERLG T dbt AR, HMNERZXFE—RNRTRLEEC. ERIMNCITRIANBEANBRAFAM
B, URMT4sEREEMRMIINEE, HETETI.

(00:34:26) Lenny
English:

I'm so curious what that pricing process was like to figure out what to change. Is there anything you could
share about just what that was for you or what are some just surprises that came out of that process or
just like, "Wow, we didn't expect that in these conversations?"

FRCERIR:

HRBMERNENTIZEEHD, MERERENFA. REDZE—THBNIED? HEETBIIREFEFA
IHRIFFRERS, tal “1F, FATLHENEPILIEMER" ?

(00:34:42) Julia Schottenstein
English:

It's really like an all hands on deck conversation. Pricing is so cross-cutting because it's a finance
discussion as well. You're modeling out things in spreadsheets and figuring out how that might impact
the business. But you can't just solve these problems in spreadsheets. You have to go talk to customers,
test the waters, understand where people's appetites are and sussing that out is really hard. And then of
course there's a product piece to it too where you have to affect it and communicate it as well. So it was
very cross-cutting. We learned a lot. We track our conversion rates really carefully. We track our turn rates
very carefully and | think largely we were happy with the change that we made and we felt like one of the
big things that we were trying to solve for was have our pricing catch up to how people valued the tool.

FRSCEiE:

XEMZE—X2RE503E, ENIFEEEEEREYN, BEACHEE—MEIHe, MEBFREPEE, it
BEAREM I S=EMNEM, BRTEREREEMANGA, MOAEMNEFLRZY, RERN, TRANNE
A, MEAX—RIEEE. YRTETRBY, MUALEHERIE. AIUAXSREEEEN. RINFETR
%, (FHBEREUENREAR, SHER, RITMFABENREREFE, RINESREMRIAN—KRFAIILE
it E A3 Z T ENNEIAT,

(00:35:40) Lenny



English:

How many people did you end up talking to, who was doing these conversations and is there anything
really important you learned about how to ask these questions and these sorts of leanness to pay

conversations?
RS ERIE:

RELMZDOANBT? WEETSXEWNE? XTNAEIMIERR[/MIEHRRER, RPN THAERENKRA
ng?

(00:35:50) Julia Schottenstein
English:

So we talked to dozens. It was combination of product and product marketing, having the conversations
and people aren't very willing to share explicitly what they will pay. But there's some tools that we use on
relative value. People most think about what is the relative value of dbt in their cloud warehouse. And we
also tried to employ some of the tactics that we tried to suss out what do people view as very
inexpensive? What's a price point that's very cheap or a no-brainer? What price point is maybe fair or
comfortable for them and what would be too expensive? And then we had all the data back to figure out
where we landed.

FROCERIR:

HNMKT L+ Ao BFRMNFmBZEARERE5, AMIBEFERBHREMNERNZ D%, BRI1E
BT —E£XF “BxNE" IR, AMIBEZEE bt BNTFEREENNE. HiMERH T —LERIEKE
B MBARFARZIFEEEN (FRERMESE) ? AANBRLATFHETERN? FANMBXARIET? A
EENTCEFRE SRR ERLE N

(00:36:34) Lenny
English:

| want to come back to M&A for a bit. | had a few more questions there and | moved on from that. So
again, you've done a lot of work within the M&A realm. Something that | saw recently, and this connects
to the fact that a lot of startups now are looking to get sold. This VC hunter walk, he's a founder of Home
Brew Ventures, had this interesting blog post where he basically suggested you should actually think
about being public about the fact that you're selling your company. Which is crazy because in the past
you never want to come across as too selly. | don't want people to think I'm desperate. And his point is
many startups are desperate right now and it's okay to be public about that. And then in theory creates
more of a bidding situation where many people know versus keeping it secret and in closed rooms. So my
question is just what do you think of that? Do you think that's effective strategy? Is it not?

FRZERIE:

ERELEEHE (M&A) BES, BEB/L N, (REHBISMTRERZ I EREEE—HE, X50%F
REZVBIATFREEB X, Home Brew Ventures B85 A Hunter Walk 57 —mBEBEE, EBINIRRIZ
AFEHSEEIREEATNEE. XITERERIE, AASEREFABRIMEREE, FRILARSRER
T, BHHNMAE, MERSVEATRELERLR, AAX—SEXR, B LXEEEZHNRMNL
=, AARKEBRET, MABKEIIREFEER, RALEAT? MIANAXEERBIHLLED?



(00:37:28) Julia Schottenstein
English:

| think it's good advice. If you're in a Hail Mary situation where you're looking for a home or you need an
exit for your business, it's better to be transparent and cast a wider net. And you're right, in previous
times founders tried to be a little bit cute or obfuscate that they were evasive the situation that they were
in because they wanted to drum up some competitive interest when there really wasn't any. But
unfortunately in today's climate, too many companies are in that spot so it's impossible to hide it. So the
better approach is just to be transparent and | see it pretty regularly and there's absolutely no shame in
sending a note that says something like, "Hey, we're looking for an exit for our company X, Y, and Z didn't
pan out as we expected. We built a really interesting product and we want to keep the team together.
We're running a process. Are you interested?" Really just as simple as that.

FROCERIR:

BIAAZZNMFEN. MRFELTF “UE—H" (Hail Mary) B9iE#, EEALSIHRABSHRLEE, BA
REFZERHT M EL. RREX, URCIBASRRERNEERE —L, NEBITE SHESSAE, 8L
IEFNSR SN, WREFLEHRE, BEEIATHRET, XRSATMTIMIEM, RAEBAE. FRUELF
MVEMEIEW. REERNIXMER, K—HEbEFR: 18, FMNETHAQLRIREBEH, X Y. ZHHEFR
TR, FMNWET — N IFEREEN™m, HEERBE. FNEERTHERE, (REXEBE? * HAH
XAME R,

(00:38:24) Lenny
English:

I've seen a lot of companies put together these really detailed decks or even websites of just like, here's
the team, here's what we built to be very promotional about it. Is that something you've seen? Is that

something you'd recommend?
R EE:

REIRSAFESE TIFEFARN PPT EEML, BRBIMRIMAAWENSR, FEEERM. RILEXH
15? fRSEFXEHMIS?

(00:38:35) Julia Schottenstein
English:

Yeah. Usually in these situations people are acquiring the teams and so having your data room together,
really the most important thing is these are the team members that are going to come along with the
acquisition is the biggest motivator for why a buyer would get excited.

AR ERIE:

B, BEEXMERT, ERENTWRWEI. FrUERIFIRR “4iEE" (dataroom), REEMN—RERE
TP FRAR R 2RERIE—EENN, XEIEEFHEHIRAEI .

(00:38:52) Lenny

English:



You made this point earlier that a lot of the seeds need to be planted early for you to have the best
outcome. And this reminded me... So | had a startup local mine that we sold to Airbnb and | met Airbnb
initially at a year before we actually started exploring the process at a random party at South by
Southwest where | was, | actually have no memory of this party, but the head of product at Airbnb, Joe
Zadeh, remembered it and came back to us a year later and just like, "Hey, what are you guys up to?
Maybe we could collaborate on some stuff," and that led to an acquisition. So | think that's just wanted to
touch a ban on that point of just the power of, the way | thought about it is let a thousand flowers bloom,
just like meet everyone. Get the word out that you're around and what you're doing so that in the future
when someone has that problem they're like, "That company, maybe we should talk to them."

AR ERIE:

RZERE, NTRE/REFNER, REMFFERER T, XLFHEE - ZBE—RVLIQFT =S
Airbnb, FFE—XIER Airbnb BTEER IR EREN—Fa], EARMRE (SXSW) BI— PRI £o
HIWAMRITTRKRENR T, B Airbnb B9~ mmfa s A Joe Zadeh 121§, —F/EMEIRLIEMB: “IF, R
MNBEETHA? WIFHNATUSFE—ERA" XRAEMTHME, FAUAFREREAX—~<: it “BEFH
ERE—D AN EARFKMEMRHNEFEMREETMIE, XFERKIENBIINEZN, =82 PR
A, WIFHRINZHAITRK”

(00:39:37) Julia Schottenstein
English:

Yeah, you want to make sure that the buyer knows who you are before the acquisition moment and
hopefully that's because you've made an impact and they like what you're building. Maybe you've
inflicted some pain on them. But yeah, certainly creating those connections well ahead of an exit event is
important.

FRZERIE:

2, MERRIRTERBEEZZIRZAMANEMRSIE, KRERERARFET NS, BIISRREENR
o WIFfRELMINFISETI—E “BE" . EXLNH, FREFHLENRAMBIXERKARIFEEE
A9

(00:39:58) Lenny
English:

And specifically there it's meet people at your competitors potentially. For us, Airbnb was never even a
potential company we would sell to because it had nothing to do with it but ended up making sense
down the road. What's like the realm of the companies and people that you think people should think
about meeting?

AR ERIE:

BiEKin, FIEREARTEFXNFATNA. MEKR, Airbnb BEEMRERNOBEEIXZE L, EMS
TEMMEX, EERNBFEHESE. MIANANRIZEZEBEDAPLETERNATMA?

(00:40:12) Julia Schottenstein

English:



If the company is buying a lot or they're active, they often have corp dev (corporate development) teams
and so use that corp dev team to your advantage. It's their job to meet absolutely every company that
could be potentially interested. So take that meeting, say you're not interested in an acquisition just yet,
but push them to make an introduction to someone that could sponsor the deal. So usually that's
someone in product or maybe a GM and use that as a starting point for maybe just a conversation, maybe
something more like a partnership but get the corp dev team to work for you.

FROCERIR:

MR—KRBEBWEHEIFEER, wilBREZBERWEARE (CorpDev) HM. FAFXTE. NI
EREENE—RAREHBHNAF. FAUAESMIBNRIN, SiFtIIRE RN RUIEE 4, BN
BN BAFREXFXERZNA, BEETRBIINALLSEE (GM), BUbEER, T#ITHE, HEF
MG IR REVESRD, X FBIRIL R BRI AIRIRSS .

(00:40:50) Lenny
English:

What if you're at the other end of the spectrum and you're in dire straits right now and you're just like,
"Man, what do we do to potentially sell this company?" | know odds are not going to be great, but just
what do you suggest folks do in terms of | guess finding connections to potential companies that might

be acquirers?
FRERIE:

MR TFTIOEN S —iE, WAERERYE, OB "KW, BT EABAEIBRTSERE? 7 HAE/LRAEE
AR, EBRENAKEIHAEREQAENEKASEZEAMR?

(00:41:07) Julia Schottenstein
English:

Yeah. | mean use your network. Usually your venture capitalist has a really big network and one of the
things that | hear founders feeling the most nervous about is a duty to return the money to the investors.
And maybe this is a unpopular thing to say on a podcast, but your investors understand that they're not
making their money back. And what they want to do instead is have you end up at a really great company
like an Airbnb because that will help them down the road. So it's all about the long game, but use your
investors to help you find connections at different companies that could be buying and don't worry so
much about disappointing them or being really realistic about where you are in your company journey.

FROCERIR:

FRMEIXAN. BEMFREKKR (VO MBERRBME, HIFFIIRARIEBONEZ—ME “BX5 BT
RARE” . BAXERE LRARFIANE, BRNRAFRAMIITEERRRT. Bk, MIIFEMRRE
BEE—RIR Airbnb XEFEFANAE, AAXERTKENMIEFL. FAIUAXE—MKEAER FBIRRKE
BRMMRABELR, FEXEOILMIRE, EXNATMGBMEBRFRETISE.

(00:41:55) Lenny
English:

To build on that, I'm just an angel investor, I'm not like the lead fund and they feel differently | imagine.
But the last thing | want for a founders to get stuck at a company they hate and just so that they could



return some money or have some outcome rather they just give up, move on. Life is short.
FRSCERIF:

#HE—R, BRBIRERAEAN, FROKRES, HBMIINBZAERR, EREFIHFEFINZEIBAN
TEREHATENMERMAET-—RUIITRNREE, RTRMNIKEFT, #EmE. AEERE,

(00:42:11) Julia Schottenstein
English:

Yeah. | think founders forget that it is so risky investing in early stage companies that 50% of portfolios
investments don't return anything. And that's just part of the game and it's a very acceptable path where
hey, we gave it our best shot. It didn't work out and moving on.

AR ERIE:

Bl WANNBBATIE T RAFARBXKERE, 50% HIKRAASEELEEMAER. XREHFEAMI—
3. —MEERALURRIBRER: R, BNRAT, B, ARAEHITT

(00:42:36) Lenny
English:

Which is tough a lot of times for founders that are told like it's all about grit and not giving up and don't
quit. Sometimes you should quit.

FRCERIR:
XA EPIEARIR R, RN —ERSHEEY. FKRF. TR, BEME, (REASENIZIE,

(00:42:43) Julia Schottenstein
English:

Gosh, yeah. I don't want to say that. | think being founders, it's an extremely lonely role sometimes and it
is very hard to know what your next chapter will look like or what the journey will look like and
sometimes you really are out of cash and you do have to find a home. But | hope that you can continue to
fight and find a way forward.

FRCERIR:

R, BH. HABXAR. ZRESHEBABRE-—MIEMRONAR, REFIAT-EIZ2H4. G
RIBSSRERT , DA MNIABE. ERFEMEERSES, REFIHATER,

(00:43:08) Lenny
English:

Agreed. Specifically for people thinking about selling their company, are there any companies you think

are good companies for people to look at right now that are actively acquiring or open to M&A?

AR ERIE:



ES. BEFZBLEZERHEATNA, MIANREEREATZEFREN. EERRBIE T H R RS
Ery?

(00:43:19) Julia Schottenstein
English:

This is a tough one. | think a lot of companies are on the sidelines for a number of reasons. And they could
be on the sidelines because they just did an acquisition and they're trying to digest or integrate that
company. They could be on the sidelines because they're not growing headcount as much and M&A is
often org chart gymnastics of folding the target companies headcount into your budget and plan and
maybe just don't have a lot of space. Or probably more common right now is there's just a general
uncertainty about the future. And in highly volatile markets people want to take care of their own and
even the best M&A deals at a level of complexity that a lot of buyers are just not looking to take on right

now.
AR ERIE:

EXE—THEH. FIANNRSQABFEANZIMREAENE, FIEERENNTER—EWW, EEECNES; thrlke
BRAAMITLBEMNAZ R, MHAWEEIR “BREMEIE" , BIRERAENRTHANRBTEN T
X, mflAERERBHNTE, NEEBMEE RNRARNAREBEEFHE . EREKMNTHHH,
MEERGFES, BMERRFIABRZHETHR—ENERMY, REIRWEFRAEBXLE,

(00:44:07) Julia Schottenstein
English:

So there are a number of reasons why people might sit out, but what | would do if | were in a position of
wanting to sell my company is | would come up with a buyer set of maybe a dozen and really there aren't
more than a dozen companies that will find what you're doing to be a very good fit. Start with your buyer
set and then start calling the list by looking at some of the criteria that might count people out. And then
go have those conversations. And if you're in a Hail Mary situation, be very transparent about it. Maybe
open up the buyer list. But if you still have some room, | would maybe focus on two to three partner or
buyers and really play a different playbook, which is inflict pain. Make it really hard for them to not notice
you but do it with a smile and be friendly at while you do that.

FRSCERIE:
FAIUATMEE R ZRRE, BNRRAEEEZATNMUE, BRETIE— ALY 12 XRATWERZE, LFRLER
SEBY 12 RATEHEMISIEERE, NXNBBEFE, RIB—LA e R ENI TR ERTHE, A

[EE#ITIIE MRIFATRIE, SERFER. MRMEERM, RBWNZETRII=ZTSHFEUHEER, It
—EFERRE: EIE. LHIMEERESER, EEMNIREPFRERFHENRT.

(00:44:57) Lenny
English:

Sometimes with M&A discussions, there's a lot of subtlety to the way you communicate where you don't
come out and be like, please we'd love to sell our company to you. Any advice on just the phrasing and
how to approach it or do you think it's just, it's fine, just tell us we're looking to sell our company. Are you

interested in being buyer?



AR ERIE:

BEREHBGIESR, BRBANIFEHRY, MASERER BEXTRNRIFW . XTHEFNE/RANFEMFA
Big? R2RESEER “RITEEAF, FEMEXN" WigeH?

(00:45:15) Julia Schottenstein
English:

Yeah. | just wouldn't be too clever here. Everyone understands like I'm evaluating strategic alternatives. It
means you're looking to sell your company and it depends. Do you have time? If you have time, yeah.
Don't come out and say, "Hey, I'm for sale." That's not going to end up in a good outcome. But depends
where you are in your company journey. If you have time, then don't talk about M&A at all. That's the last
thing that you want to speak about. Instead, you're talking about maybe collaborating or partnerships.
How do we work together? Knowledge sharing and M&A is a dirty word if you have a lot of runway and
you're going to try to continue to pursue an independent path, but if you're out of time, you're out of
time.

FROCERIR:

=1, BBRNUAEXZ/NER, ARKEBBAH, “THEEERE" (evaluating strategic alternatives) FLEKE
TR NF, XERTFMESEMNE. MRMENE, THIERER ‘REX” . FFEFER. NRFE
BtiEl, RAFERHY, BBARRFERIER, HR, MEIZRICEFEHNEXFR: KIME—EIE? %
IRHZ, MRMTPERENIER (runway) FHITEHERTLRE, HWE “BHA7 ; BORIEEET, B
FRRBTIE T o

(00:46:08) Lenny
English:

That's such good advice. | remember the term we used was we want to explore a strategic partnership
and everyone's just like, | knows what you mean by that, but you just don't want to say it.

FRSCERIE:
HEAFWENT, RiZERINUNBMERE “BRITERENBRSEUEXR" , AROELHBEABRETAE

B, AR,

(00:46:19) Julia Schottenstein
English:

Yeah. It's like everyone in the room's looking like yeah. Okay. Strategic partnership or a strategic
alternative, it's like we all know these code words and we understand the situation you're in.

FROCERIR:

28, BEENESTABIORAEME: I, SRS SEEER, RNMMEXLERS, thEE
RERLR.”

(00:46:31) Lenny

English:



Yeah. When do you think M&A market might pick up again? | know it's impossible to predict. Do you have

any sense?
R EIE:
RIANAHBHS T ARMESEREE? FAEXTETN, BIRE+AERE?

(00:46:37) Julia Schottenstein
English:

Yeah. | wish | had a magic ball. That'd be pretty sweet. | think what is happening though is we're far
enough out from the peak of the markets. So the peak was really November of 2021. And why does that
matter? Two things. One, founders are coming to terms with valuations that they maybe received at the
highest of the market, are no longer going to hold in this market and companies are out of cash or maybe
out of options. We'll be better assets entering the market soon. And at a certain point the opportunities
will just be too great. That will incentivize a lot of the buyers that have been on the bench to start
participating again in the M&A market. And | don't know exactly when that will be, but | think we're pretty
close. I think we're pretty close.

FROCERIR:

BRUFEHEIUKRIK. RIANBRNERE, RNESHZHECLBRT (BERE2021F 11 8). At
ARXRER? AR B—, QIRAFRERUL, BMUIETIRE RRENGEEESIHHERBMKIL;
BT, REIMREHRT, HERERT. RRISB|EGVEZTHEANTG. BT —ERE, IBEFEREA,
XA E—HEEMENEIRENSSHEMG. HANEARZ AR, BHIANRT.

(00:47:28) Lenny
English:

And you mentioned a value that you have at dbt. | forget exactly what it was, but I'm curious what are the
other values that you have at dbt, whatever you can share. Always curious what principles and values
companies come down to help drive the way they think.

AR ERIE:

fRigElT dbt BI—MMEMW. KFEREKRMHAT, BHRFEF dbt EEMEMEN? HEBNELFKE
WRLE R MUAD (M E SRR AX s th 1B BT o

(00:47:42) Julia Schottenstein
English:

The value that | shared is we are more concerned with value creation than value capture and that really
drives everything that we do. We try to put a lot of good out into the world and it pays back slowly. The
whole mission of dbt Labs is to help analytics engineers disseminate organizational knowledge through
data. So we really believe also being participants of sharing that information and getting more people
knowledgeable about all sorts of things.

AR ERIE:

BAZENBRIMERZE “HMNEXOMNMELIEMIFNERI , XWEHEBAFHREI—T). FAIE R RE
HEFRIRA, EIREAIE, BRI, dbtLabs B2 TizimEd BiEEBALRIIR FrLFilh



1

oilF

BS5NEER, LESATERIMEY,

(00:48:13) Julia Schottenstein
English:

Transparency wins. We're a really transparent company. We share our board decks. We have lots of
communication and participation in all of our Slacks. We're writing culture. We have hard conversations
in the open. So that's another a big one. Transparency always wins. We are humble. We don't ever feel
like we are successful. We come at this from a very humble space where we feel like we have to serve our
community and our users and that really motivates us. And then another one is just work done well as its
own end and it's really focusing on the journey and not the end destination.

FRCERIR:

“BRECK" . HMNE2—RIFEFBAHNIQF. HMNOZEFESHKE, £ Slack FEARENEENSS, HIR
WEEXE, AFHITRENIEH AIAXZS — T ER. HINR#EE, MARFESEEMINT . FK1UIF
FRENSERSHXMAR, XEHERT. EE—1TE “BILEMFEASMEEN , TETIRRMIEL
=

o

(00:48:56) Lenny
English:

Awesome. | want to do a post someday of just like, here's the values all these different successful
companies have come to and see if there's any patterns. I'm actually doing a post right now on Snowflake
and on Figma and what you touched on. There's such a connection and a thread of obsessing with your
users and making sure they're happy at Figma. | forget exactly what it is, but it's just like in this article, it's
going to come out tomorrow actually. So people get a sense of when we recorded this where they think of
their company as software as a service where service is their number one goal. They actually provide
service and software is just a way to do that. And then it's Snowflake. Their number one core value is put
customers first and they talk a lot about how they just actually informs their prioritization all | think, and
all their thinking. So it's interesting. That also comes up a lot in what you're talking about, which I think
it's easy to say, but | think what actually separates companies that succeed is they actually put this into
practice.

AR ERIE:

AET. HERE—XERXE, SEXERNATNNEN, BERLEMNE. RUEEESXT Snowflake
M Figma WX E, RZEIBABF A A BEATE Figma BB FM, Figma IBRAREE “RERARS” , HA
‘RS BE—BR, RERBIRERSHFE. Snowflake BkSZONENRE “BFFE— , XEMT
MFrENMERAIFMELE, XREBE, MHNBERTX—<. OXLHRES, BEEILMIIATBRMAM
HEY R HEE (B .

(00:49:51) Julia Schottenstein
English:

It's really interesting too because a lot of the people who work at dbt Labs came from the community, so
they feel this real ownership in making the experience an excellent one because they were so compelled
to come join dbt Labs because the product changed the way that they work or changed their lives. So
that commitment to the community and product experience is really, really strong.



AR ERIE:

XREE, EN dbtlabs WRZRTHKBEHLXK, MITNEEFHAREMESZRNEASR, EAMBIIMA
dbt Labs RRAXTmiZ TN TESRNEEER, FAIUNHEKMN~mFisyaEIEE=mIl.

(00:50:14) Lenny
English:

This isn't another thread. Maybe we'll go down real quick. I'm working on a different post around Reddit
and how to work with really opinionated users that strong opinions about changes to the product and the
way they described it, these guys were there for five years working with the community on the product. Is
that to your users, the product is their baby, basically. It's like they think it's theirs versus the companies.
And I'm curious, having a really strong opinionated community, what it sounds like you also have, what
have you learned about just working with them to build product that makes them happy and avoid
revolts and really upsetness?

FROCERIR:

EXEB—MER, HATAILUREIE, REFES—HBXT Reddit INE, RITMASHLEN~=REEFEFE
WEIRF$I3E. Reddit WHIAEBEILFTHE, SHE—ETES @, WAAKR, FmitEilsEx
F, WNESFRIETMIIN, MARQTN. FMNEE—TEEEERNMEX, XTUNFASHIIGIFELE
Fans LIRS HEEREHAR, MFERTHA?

(00:50:51) Julia Schottenstein
English:

It's hard as you grow. | think it's just a challenge cause our community gets bigger. You can't service
everybody's needs. But | think what we've done is everyone is very deep in our own product. | think one
of the cool stats is at dbt Labs we have over 30% of our employee headcount has contributed to our data
transformation workflow. So that's across every discipline. It's in obviously product, obviously in our data
team. Our marketing team also contributes to data transformation. And our engineering team will also
contribute to our internal dbt analytics project and that sense of really understanding what the
experience is like and then soliciting as much feedback as we possibly can. We have a dbt Slack
community of 50,000 and all of our employees are in that Slack channel regularly and can feel when we
mess up or we don't quite deliver an experience that we're proud of, you will just see dozens of people
trying to jump on board and try to make it better.

FRERIE:

FEEHRYT K, XTREME, HEXHEREX, REEHEEIANER, BRIEBEINBEFN—=2, 81
ABRESS5HCH™ R, —MREEAMEUER: dbt Labs #Bid 30% B R THAENMEER IR TIERTENT
1B, Xif=T ARSI — @M. HUBER, BEEEHFAMBRTEMR. RINIREEAMBRBS5REN dbt
DRINE. XMIFAKRIRZIER, NERATEESHIERRE, FEXB. HIE—5 AN Slack # KX,
FrERTHMERE. LYENVESHE T RE LEERESBCEENERN, R+ MRS RILERR
R,

(00:52:02) Lenny

English:



Is there any other frameworks or just general processes that you found to be release useful in building

awesome product running teams?
R EIE:
b RMERFNGE, TEREMMRESIEEEBERSRAMIZD?

(00:52:10) Julia Schottenstein
English:

I'm not a big framework person, but there's two sayings that | find myself repeating or | either to myself
or to others. And it's worse is better and tech debt is a champagne problem. And what do | mean by that?
It's really to help me combat this perfectionism because perfect doesn't exist and you should instead go
with good enough because when you ship, that's the moment when you get to learn a lot from your users
and you just can't anticipate it. You try very hard to understand exactly how people will use the product
and get all the edges ironed out. But you can't until you ship. And I'll share an example. So my team helps
support the dbt cloud scheduler and the initial version of the dbt cloud scheduler was pretty naive. We
were a little embarrassed by it.

FROCERIR:

BAE—TREERNA, EREEWBEICHMAZEERAE: “E—SFHF (Worseis better) # “RARfH
EERIM" (Tech debtis a champagne problem), FAERRE? XETEBRBATHEERRTEEN, T
HAEE, REMIZERE ‘BT . ARNYIRAR (ship) Y, ARIRMAFPBEZEINFE, R EHMR—
o MMBNERERAFSEAR, BETMERKA, BREAGEAEME. E1FF: FOEPAS S dbt
Cloud BESS, RYBMRAIEEEME, RITEERSERITFER.

(00:53:02) Julia Schottenstein
English:

It was a big old for loop over a big old jobs table. So we would look like is it time for this job to run? Okay.
Yes, run this job. Okay. It's not time for this job to run next, continue on. Is it time? Yes, run this job. And it
would just loop over and it's extremely naive and very simple, but it got the job done. And | try to remind
the engineers, we would be so lucky to have tech debt because that means people are using the product.
And now we've had to rebuild our scheduler several times over because we do have meaningful scale. We
have 8,000 companies using our scheduler. We have to manage 10 million runs per month. But what we
didn't need at launch was a distributed scheduler with coworkers and RabbitMQ. We just didn't need it
because we had no users. So these two sayings that worse is better and tech debt is a champagne
problem, just really reminds people like, let's ship, let's get it out into the user's hands and then we'll
learn and iterate and it'll be a better experience for them.

AR ERIE:

EME— N HESTRATHAILBIR (for loop). BAIEHE: XMESHETTB? &7, BRET. ©2
BIBTIE? AT —1. EREGIE. FEEE, BEERTES. RERETRN: NERIVERAR, B
RIMEE, RHXEREEAERRIINES. NERINESENTHUREES, BOMELERT —&
8,000 RABERA, SAEEHE 1,000 H/UET. BELH2H, BITRBES RabbitMQ MIHHRIFESE,
RN USRS, FIAXHAEREAR: 4%, RUAAFE, RAEEY. %R, BANMGIHREETH
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(00:54:08) Lenny
English:

That's a good segue to my last question. So weren't a PM before this role. You have strong experience in
investing, investment banking business in general. I'm curious what you think product managers should
maybe focus on more or learn more or lean into to become stronger product leaders based on the
experience you've had moving into product.

AR ERIE:

XE—MRFTE, FERELRUZEIMRARZ PM. RERE. RITNBUAEEFENZL. BETIRETH
FmiER, RN PM MZEZMKE. FIHRATA, FEMAEEANTRASE?

(00:54:30) Julia Schottenstein
English:

So | pull a lot on my experience or some of the things that | did was as an investor in my current role in
product. And maybe I'll touch on what is the scale of a venture capitalist might be a little bit foreign for
people, but venture capitalists, they spend all their day meeting lots of different companies, context
switching. They have to know a little bit about quite a lot of different things. And they do this to refine
their investment tastes or find their investor judgment. And they're also investing a lot in their network
and connecting people, supporting people, and mining people for ideas that are way smarter than they
are. So you do that all the time in Venture and I've brought a lot of those skills with me into product and it
translates really well.

FROCERIR:

BREBRNFmAeREETREMRBEANER, IR ITETENRSARRATER REE: WIBXE
ERFRNATE, FUHEIT LT BTN REFRNEMEBRT B XIFMEN T BHRE LK
SFIET ST, MATEIRAKRERNEILARK. ERMA. ZHFMA, HMLBECERRSZSNABEZRERE. &
R TR —EEMXLE, PHBXEREEHR T oI, RURRIEELT.

(00:55:17) Julia Schottenstein
English:

The first is | still spend a lot of time investing in my network and | think it's an underrated way for a PM to
spend their time. And | try to build a network of operators at other companies that are like dbt Labs that
are growing nicely, maybe a little bit ahead of where we are. And | ask them questions, how did you
navigate open source? How did you navigate pricing? How did you navigate acquisitions? And then | take
the best ideas, figure out which ones | can apply and bring it back to dbt Labs. The second thing is | really
think my specialty or my superpower is that I'm a T-shaped generalist. So | know a little about a lot of
things from finance to business to product. | have to go a lot deeper in product in the areas that |
specialize in. That's where the tail of the tea comes in. But it's precisely because I've had a diverse
background that makes me more effective when I'm trying to get things done within the organization.

Because | have just more credible experiences that I can pull from.
FRERIE:

Bk, BINARKENERAFENAR, FRIANXE PM RGN —MEEDES . HEHEBLER dbt
Labs —FERFIE K. BEEFARIN—RNQBMNEEERILEKR. KM RIOALGEFR? Oy
BEMN? MEMEWE? AREHRINEFRIIEE, AT dbt Labs, F=, HINAEBEKE “BeH” 2



HE—D TEEA . MUSE. BlEFm, HAAWE—R. ERTUHMWN, FOIEMHFER (XME
TFHBR—8), EREFAXMEZTHANER, URTALNEDBEBENEERE, AARBEELAIENEZRT
DNEE-S

(00:56:18) Julia Schottenstein
English:

And then the last thing that I think maybe doesn't show up day to day in my product work, but in
investing, you're constantly thinking about risk and the power laws, and we touched on this before, but
most investments don't work out. You lose the dollars that you put in, but all the returns come from these
rare events that make up for all the losses. You have to think about what are the uncapped upside
opportunities in investing. And | think in product, you still have to do the same thing. If 50% of the things |
worked on went to zero, we'd have a problem. But it encourages me to continue to make bets for the
company that has the chance of bending the trajectory of our business.

AR ERIE:

REa—x, BATEAEFRIEFAERN, BERESR, MEFHRBEXELEM “F=E" (power laws)o Ffl]
ZEiRE, REBRABMAKI, MEMEE, EFMERNEHREREPLERIFAERRNFEREM ROHE
ZRARPLE “ERHTN S, HIAAEFRPE—F. NRBMEY 50% WEFEIAZT, BRHLER
A, EXMBEZFHEBEANTTE, EIHPBEBENZAZWSMTHNZ,

(00:57:03) Lenny

English:

We've reached our very exciting lightning round. I've got six questions for you. Are you ready?
R EE:

BATENT IEE R AOHNABRER T, AN E&FT7E?

(00:57:07) Julia Schottenstein
English:

Yeah, let's do it.

R EIE:

HEET, FHIamE,

(00:57:08) Lenny

English:

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

AN ARERSHNR=ABEMFA?



(00:57:12) Julia Schottenstein
English:

Okay. So two books that helped me learn a lot about myself. Range, it's a book about generalist and also
Quiet, it's a book about introverts. And then | like a lot of biographies. So a few of my favorites are
Snowball about Warren Buffet, Made in America, about Sam Walton and Leonardo da Vinci.

FROCERIR:

T, BMABBRTMRTES: —&2 CEE) (Range), XF@AMNH; F—4R (R&) (Quiet), %XF
NREN B, HHREREIE, RERN/LEZXTEFEGH CREED). WHE < XREE (KEHE) Uk
(R55E1%)o

(00:57:31) Lenny

English:

What is a favorite recent movie or TV show?
FRCEE:

RITRENHEFHBENTERTA?

(00:57:34) Julia Schottenstein
English:

So | almost watched a movie in preparation for this podcast, but | really don't watch things except in the

holiday. During the holidays, | like Succession, but | have not seen the latest season.
R EIE:

ATHEEXNMEE, RESEENER, BEEBTRIENFAEALAERA, REHRENRE (BREZLE)
(Succession) , BEITEERHI—Z,

(00:57:46) Lenny

English:

Wow. You're in store for a treat. Favorite interview question you like to ask?
R EE:

IE, BIFENET . MESWRNEHRRBEZTA?

(00:57:53) Julia Schottenstein
English:

When's the last time you had to teach yourself something new and how'd you do it? So | like to test for
growth mindset and a thirst for learning. And then also why dbt Labs. | think a lot of people who come to
dbt Labs have very authentic reasons why they're drawn to the company. And in moments where in
things are tough, it's the answer to that question of why are you here, it's going to make all the difference.

FRCERIR:



“RE—RETBEFHRAEARTARE, (RBEAMBN? 7 REWWIRRKERLENFSEE, £F “Nt4
% dbt Labs” o FIANRZMA dbt Labs IATBEIFEELRIEH, RN, XT “RATATEXE”
MERRRE—,

(00:58:17) Lenny

English:

And sounds like what you look for is just like an genuine enthusiasm.
FRCEIE:

I RIRTF BB —ME KRS,

(00:58:21) Julia Schottenstein
English:

Yeah.

FR3zEiE:

=0

(00:58:22) Lenny

English:

What are some favorite products you recently discovered that you really like?
R EE:

REE AL T WL R EIRBIEE m?

(00:58:27) Julia Schottenstein
English:

| like Belly. It's a consumer social app that lets you find and discover restaurants and rate them with your

friends. It's been a lot of fun looking at the New York City restaurant scene.
R EIE:
KEMNR Belly, XB—MHEEMRNA, AILULFRAMETHMAR—EITD. REAATHNERFIFEEGE,

(00:58:37) Lenny
English:

I've never heard of that. Awesome. What is something relatively minor you've changed in the way you all
do? Product that has had a lot of impact?

FROCERIR:
HELFRII N KT ERIMMETRINARNLE, B ABENBNEIRZEAN~ET ERRFM?



(00:58:42) Julia Schottenstein

English:

Do fewer things and try to single thread the team as much as possible.
R EE:

M=, FRABELLEARE “B4i2” TF

(00:58:50) Lenny

English:

And single thread meaning like one main priority, one goal?
HRCERIE:

BHERE—TEEMEAR. — T EIRT?

(00:58:53) Julia Schottenstein

English:

One mission. Yeah. We're all working rowing in the same direction.
R EiE:

—MEm. A, AREBEHR—THAELIM.

(00:58:57) Lenny
English:

Final question. You have a podcast, first of all, tell us what it's called, but second of all, what's a favorite
podcast of yours other than this podcast and your podcast?

FROCENIR:

Re—NEE ME—THEE, BAEFRNEUAA, HR, BRTXMEFNRNES, MREXNEETE
ta?

(00:59:05) Julia Schottenstein
English:

Yeah. It's called the Analytics Engineering Podcast, so if you want to learn more about the data industry, |
host it every other week with our CEO Tristan Handy. It's a lot of fun. Check it out. Other podcasts that |
really like are In Depth, it's First Round's podcast by Brett Berson. He interviews a lot of operators about
how they do their very best work. And another podcast that | really like is the Logan Bartlett Show, which

touches on timely trends in tech.
FREiE:

=M, M {Analytics Engineering Podcast), MRIFETHRELZXTFEHIETILNES, HEMR—AXH CEO
Tristan Handy —#2*#F. REHE, XARE. BERWEMBEZEIE (In Depth), X=Z First Round FIHE



%, H Brett Berson F#F, fRiATRZIEEEXTUNAMEIRE. £F (The Logan Bartlett Show), E#
R A B R B A 28

(00:59:34) Lenny
English:

And In Depth | think Todd Jackson actually hosts a lot of the episodes too. Also, a huge fan of the podcast.
Definitely check it out. And then say your podcast again and how can folks find it?

AR ERIE:

(In Depth) £ Todd Jackson hE# TIRZ %K, HWERMEFNEBRML, —EEENF. BEE B
BERTF, AREARIE?

(00:59:43) Julia Schottenstein
English:

It's called the Analytics Engineering Podcast.
R EE:

Y (Analytics Engineering Podcast).

(00:59:47) Lenny

English:

And it's just in podcasting apps?
R EE:
ERARENAEEHEE?

(00:59:48) Julia Schottenstein
English:

Yes.

FRERIE:

=0

(00:59:49) Lenny
English:

Amazing. Check it out. Julia, we've talked about inflicting pain and strategic partnerships and why worse
is better. Thank you so much for being here. Two final questions. Where can folks find you online if they
want to reach out and how can listeners be useful to you?

AR ERIE:



KiET o KREWIR. Julia, BT THEMESD. SEESEKRFEURATA “E—RBH o EBRSGIREE
Fo REMNE: MBAKBEXRIR, AJLUEMELEIIR? FRENIREERFA?

(01:00:03) Julia Schottenstein
English:

You can find me on Twitter J_Schottenstein, and you can also find me in the dbt community Slack also,
Julia Schottenstein. Send me a note, reach me there and I'd love to hear from you if you have data
problems or we can help serve your needs better, would love to chat.

FRZERIE:

{RE] LUTE Twitter 3B, S J_Schottenstein, HATLATE dbt #tX A9 Slack B#EIFK, 2F 2 Julia
Schottenstein, AT A HEM, MRIELHUESEAVIRIE, ERNTATUEFHEEIMIER, HEREH
IS

(01:00:22) Lenny

English:

Thank you so much for being here, Julia.
FRCERiE:

FEHRISIREESR, Juliao

(01:00:24) Julia Schottenstein
English:

Awesome. Thanks Lenny.

FRCERIE:

AT, 5 Lennyo

(01:00:25) Lenny
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:

B, &, FERHOF. MRS XEATTEENE, FILE Apple Podcasts. Spotify SifRERAIER R
AT, o, BEERARKIMNTIOAE TITL, XEEHHMIARELZMXNMEE, RAUE
lennyspodcast.com X EIFIEFHATNER TRESZER. THTER.



