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[00:00:00] Krithika Shankarraman
English:

It seems like there's a playbook for everything, there is a framework for everything, but the reality is you
have to spend the hours and the time to really understand your customer.

AR ERIE:

NFESHEHE—IREEFM (playbook) , SHFEEE—TELR, BIULE, RUTIANKERTEFES
ERIETRRNER.

[00:00:09] Lenny Rachitsky
English:

You were the first marketing hire at OpenAl. | believe ChatGPT is the fastest-growing product in history.
Let me ask you this. A lot of people might be hearing like, "Oh, ChatGPT." It's like, why do you need
marketing?

FRZERIE:

R OpenAl E—IEHRT. HIBE ChatGPT 2FHE LG KBRI= R, BN REATERME,
‘W, R ChatGPTWl.” BRAERAN, NHAXBEEHIE?

[00:00:18] Krithika Shankarraman
English:

Everyone knew of ChatGPT, but when you clicked one zoom level further, the thing that came up was, "I
don't know what to use it for." The work of marketing ended up becoming creating this sort of use case
epiphany where people could say, "I had no idea ChatGPT can do that." A lot of marketing metrics tend to
be vanity metrics about the number of clicks that you got, number of views, number of impressions. |
think those are all bullshit numbers. What is that experience that you want your customers to come away
with when they interact with your brand?

FhaCERIE:

AAZBEIE ChatGPT, BY{RRANT @E—ER, HMWEETER: “BANEZATERMTL.” EHEIE
RATHTEIE—M “BAAIWIE" (use case epiphany), IEAfTEI: “HEBLAREE ChatGPT iEBEMX
D" REZEMHEIFEEREFRIER (vanity metrics), thilREHEE. MEE. BXE, BUSXLEEHMEILAR
HiE, EEEENRE, FREERFPESMTNGEEERETAENER?



[00:00:45] Lenny Rachitsky

English:

If your advice is, "Don't just copy what other companies do," what should people be doing?
R EE:

MRFHNRNZE “TERIAREFEMABME , BAANNIZEAMIE?

[00:00:50] Krithika Shankarraman

English:

Put together a four-step process that has served me pretty well. The first step here is...
FEiE:

BREET I NHREEEANDIRIE. F—F=2

[00:00:55] Lenny Rachitsky
English:

Today my guest is Krithika Shankarraman. Krithika was the first marketing hire and VP of marketing at
OpenAl, the first marketing hire at Stripe where she was the only marketing person for three years. She
was also an early marketing leader at Retool and at Dropbox. She also did marketing for Android at
Google. Currently, she is executive in residence at Thrive Capital where she supports their portfolio and
founders on all things marketing and helps hire early marketing leaders for their startups.

HRERIE:
SRIERRE Krithika Shankarraman, Krithika 22 OpenAl WEIEHRA TR EHRIZH, B2 Stripe E
UEHRT, HEREMEART=ENEHITIE. X Retool 7 Dropbox MERHEHHATA, HEHE

Google fa%3 Android 9E . B, 2 Thrive Capital WHEEEE (EIR), ASRZIFHLHEASHEIBAR
EFFEEEES, ABPEIAREERHEHEATA.

[00:01:21] Lenny Rachitsky
English:

In our conversation, we talk through all of the biggest lessons that she has learned about how to market
your product from her time at OpenAl, Stripe, Retool, Dropbox and other places, including her four-step
diagnostic approach to marketing, her anti-playbook playbook, what B2B companies can learn from
consumer marketing, career advice for people looking to get into marketing, and also just what people
that don't want to get into marketing should know about marketing to be successful.

FRCERIR:

ERAIRFED, F(HRIT T HTE OpenAl. Stripe. Retool. Dropbox AT FINNXFHAEHE~mINEE
ZH0, SEMNERENSIZHA. Y “REREFM K. B2B ABRALUMNEBRLEEHTFRMTA. H18
HNEHTH AR RN, URBBLEAREHNEHIAIIA R T EERIBRA1Z T BREHEFIR,

[00:01:46] Lenny Rachitsky



English:

A big thank you to Kevin Garcia and Kelly Sims for suggesting questions and stories to get into. If you
enjoy this podcast, don't forget to subscribe and follow it in your favorite podcasting app or YouTube.
Also, if you become an annual subscriber of my newsletter, you get a year free of a bunch of world-class
products, including Superhuman, Notion, Linear, Perplexity, and Granola and more. Check it out at
lennysnewsletter.com and click Bundle. With that, | bring you Krithika Shankarraman.

FRCERIR:

EFE RIS Kevin Garcia 1 Kelly Sims 2B N A EMEM, MRMFERINMEE, HSTERANEENA
3% YouTube EITIRMEE, Ltboh, SIRMEEAZNEZEN (newsletter) MEEITRE, RAIUREIRE—F
MZHttRE™H, B1F Superhuman. Notion. Linear. Perplexity. Granola %, & i |9
lennysnewsletter.com # =& Bundle &, M7E, LKW Krithika Shankarraman,

[00:02:13] Lenny Rachitsky (Ad: Eppo)
English:

This episode is brought to you by Eppo. Eppo is a next generation A/B testing and feature management
platform built by alums of Airbnb and Snowflake for modern growth teams... [Full ad text omitted for
brevity in this sample, but would be translated in a full document]

FROCERIR:

AEETEH Eppo %8, Eppo ZH Airbnb #1 Snowflake By & AIALIE K FIAITIER T—1 A/B WIXFITHAEE
EEFg (It EiE SEXEE, RIFSEX—)

[00:03:31] Lenny Rachitsky (Ad: Airtable)
English:

This episode is brought to you by Airtable ProductCentral... [Full ad text omitted for brevity] Krithika,
thank you so much for being here and welcome to the podcast.

FRCERIR:

ZEET B H Airtable ProductCentral &Bfy----- Krithika, FFEREMTEEREIXE, YIDKFIFKIIAIEE,

[00:04:29] Krithika Shankarraman

English:

Thank you so much for having me. I'm excited to be chatting.
FREiE:

EBREMRIRIR, REEEMIRIIR,

[00:04:32] Lenny Rachitsky
English:

So you were an early and the first marketing hire at some of the most iconic companies in the world. What
| want to do with our chat today is basically go through a lot of these companies that you've worked at



and see what lessons we can extract about your time leading marketing at these companies. And | want
to start with OpenAl. No big deal. You were the first marketing hire at OpenAl. Things seem to have gone
really well over there. | believe ChatGPT is the fastest-growing product in history. Does that resonate?

AR ERIE:

REE— LR ERARKENATNEERALEUEHER T, SRXIBBIR(OIR, RFRRIFEINX
LRE), BEEMTASXEQREHETENZHPESEHMLELZI, HEM OpenAl i, XAIFENE,
fR2 OpenAl IE—EHR T, BERNLKRMFIFEIRF, KBS ChatGPT BH5E LIE K&KV~ m. RIA
[@rg?

[00:05:03] Krithika Shankarraman
English:

It does. Not that | can take credit for it.
FRCEIE:

BH, BEARTRIBYFZHREECSE L.

[00:05:05] Lenny Rachitsky
English:

Well, we'll talk about that. Either way, nice job. Let me ask you this. A lot of people might be hearing like,
"Oh, ChatGPT." It's like, why do you need marketing? It's like the most magical thing in the history of the
world. How much value does anything add to making it as successful? Can you just talk about just the

value that a marketing person adds to a product like that that's already incredible?
FEiE:

YR, BHAMISWEIXD. FEER, TEER. HEBER: RSZAFTESES, “Bi, ChatGPT,” REEEmMK
EHRHEELRMENARE, AITAEFEREH? EHAREBAXIF—NELNLHEN~REMS DNE?
fREERIKEHARMNXMEZIFE IR AR mrHRANED?

[00:05:25] Krithika Shankarraman
English:

Yeah. When you think about all of the different stages of the funnel, awareness was clearly not the
problem that ChatGPT or OpenAl had. Everyone knew of ChatGPT, but when you clicked one zoom level
further, the thing that came up was, "I don't know what to use it for. | don't know what it replaces. Should
| be using search for this? Should | be using ChatGPT for this? How can it even help me?" And so the work
of marketing ended up becoming, creating this sort of use case epiphany where people could say, "I had
no idea ChatGPT can do that. And yeah, maybe | should be using it for X, Y, Z reason in my own life." And
so | think you have to be very diagnostic in terms of what can marketing be doing to help, rather than just
going off of the typical top of funnel, and then middle of funnel and conversion-oriented tactics that end
up being in a playbook.

AR ERIE:

20, HIMBREEHRINAMERRMEENR, s1RE (awareness) ERAARE ChatGPT 3 OpenAl HEI&HYA]
o AANESENE ChatGPT, BHRRANT R, REMERT: “BAFEZAEMTL. BFMETEEAR



fta. ZRNZARREZEA ChatGPT? EEIREBKMTA? 7 EHit, EHIERELTN T OIE—M “AHIH
&, EAMNRES: "“HEATHE ChatGPT iEREMAB . B8, BIFRNZEEETFETFEEREER
Bo” FIUIEIAAMOMIFE RSB EEHEREN AT, MARNNERRBFMHHREFYFHR
EB. PEFE AL FEBYEAR.

[00:06:14] Lenny Rachitsky
English:

So for folks that listen to this podcast, it's a lot of product managers, product builders. A lot of them don't
have a lot of experience with marketing. | think it's an important insight there of just, this is a thing
marketing can help you with is helping people understand how to use your product, understand use
cases, understand examples, things like that. So | think as we go through this, | think this is useful for
folks to understand of, here's what you may not be good at and may need marketing help with.

FROCERIR:

HFFXMEFHARR, REZTREE. FRARE, P REANKBERSHNEREN, HIANXZE—
MREZNRE: W UFEBIRLAMNERNAERMRNS G, BREADIMENFS. FIUHEITRN
e, XWARIER “IRAEMBERHAUKFIEFEEHEMME” FEER.

[00:06:38] Krithika Shankarraman
English:

Yeah. When done right, product management and product marketing should be best friends, right? And
you are working together at every stage of product development. Rather than thinking of it as a handoff
at the end of the conveyor belt when the product's been built, you sort of hand it off to marketing to take
it out the door. If you can think of it as sort of a three-legged race from the very beginning of product
development, then you go to market with the right thing in the first place. You get these insights from
customers, you hear the language that they're using, which can be the sort of cheat code for how to
message and position the product in market. And of course, there's a creativity angle on how to
differentiate your product in the market, but ideally, you're doing that in lockstep with the product
management side.

FROCERIR:

R, MRMISE, "mEBNTmERNZE “REFNAL" , XIE? RIINZE”mA LS REBE
BEF. FTEILCEFRAEHFRRIRE — miir 7, ARXGEHENINERTG. WMRIRENTRFT
RZAMBEEER— “ZAWE" BLLFE, BAMK—FIameETE ERNRAERTT. MIMEFAR
BRIGAE, WEMIMERRIES, XAUURAREDDL#1T~R%ER (messaging) FEL (positioning)
By “UREREEY o A, ML REmDRREAMEEEEIEREENEZE, BERBRT, N5~ mEE
P E—Bt X E T,

[00:07:18] Lenny Rachitsky
English:

The other element of ChatGPT's marketing success, | know that you spent a lot of time on the enterprise
side, is just consumerish marketing tactics for enterprisey products. Can you just talk about that? And it
feels like that's emerging more and more just like consumer tactics for enterprise products.



AR ERIE:

ChatGPT EHMINN S — M ER —RAMEMER L IHRN T RS E — 2 BB REHRARL AT e
Lt mmo IREEIRX —RMD? R XMEHEEREAE, BIEEW P EREERAAR,

[00:07:35] Krithika Shankarraman
English:

In typical organizations that I've been a part of and leading marketing for, the enterprise side of the
house, the B2B side of the house usually fits the mold of demand generation where you're creating
demand for the sales team and you're bringing new customers and prospects into the fold and into the
orbit of the company. That again, was not the problem at OpenAl. When we turned on the contact sales
form for ChatGPT Enterprise, which was one of my first launches at the company, our lead volume 40 X-ed
overnight. It was unanticipated even beyond our wildest expectations. And so some of the things that |
had to do are not typical to marketing at all. | sat down with ChatGPT and | coded up a Python script that
ended up functioning as our first lead qualification, lead-scoring model. That was used in production for
way too long, longer than I'd care to admit.

AR ERIE:

ERIEIHGSEENARBARD, IR BB ImEERNE “TXKIZHE” (demand generation) AYHE
i, ENASHERCIEE R, HIEMEFAMNEBEEZEAHTAQBNMIE, EXTE OpenAl EHFEAFZR, =)
FF/E ChatGPT (RIVARE) “BXRFHE” REN (XRKELQRNLTHNEMREHTZ—), HITWLRE (lead
volume) —RZENEKT 40 fF, XBH T HTRKENTH. EHit, A S — LT FBETHREEHET
BEHVEE. FALTHM ChatGPT —i#2E 7 — Python s, ERLMA T RITE—NERMENITOIERE,
MR EFFIRRIBT T AR, ARFEBAFRRAEIL

[00:08:25] Lenny Rachitsky
English:

It's so funny. | think about when ChatGPT first launched and OpenAl just launched, everyone was just like,
"How will you make money? How do you make money with something like this chatbot that's pretty
smart, but sort of not that smart?" | remember there's a video of Sam Altman being asked, "How do you
make money with something like this?" And | don't know if you just saw this, he just like, "At some point
we will ask ChatGPT, how do we make money?"

AR ERIE:

KBEERT. HAEEE ChatGPT MI&#. OpenAl RIEZ Y, B MAEER: “MRMIEAKR? FXF—EEE
BESUSAB ARSI RN AN EABRE? ” HICFE TS, Sam Altman A2 “REAFEXMARER
®? T BRAHEMEREETY, MURAEBRENR: “EXENIZ, FA1=E ChatGPT, BiTZEABk? ~

[00:08:47] Krithika Shankarraman
English:

Yes. And | think the reality is it's not a solved problem. And a lot of folks, a lot of companies in the Al
domain are trying to figure out the right pricing model. And it's something that you've talked about in
your newsletter and so on, but there is a value creation aspect to using Al that doesn't kind of neatly fit

the mold of SaaS-based pricing or seed-based pricing, or even usage-based pricing. So, | think there are



still some frontiers to figuring out where is the value, how do different types of organizations and
companies and consumers find value? And again, it's not the typical sort of KPIs that you would typically
try to optimize and maximize.

RSz ERIE:

=M. HIARTLIERE, XMARER—NELBANRM, Al UEHNEZARABEREIHEENENE
B, (RERSEEAEHITSEXD. EH A FZFE—MECIENEE, EXERERSHEAN SaaS EM. &
FEALEN (seat-based pricing) EEREiI+E (usage-based pricing)o Fill, HIANEFBFRNEEWE.
FRLBARNEBRBNMFALIMNESTE, NEFRE. M, XUFARMREE SRR UFRA MBI
BAEI KPI,

[00:09:27] Lenny Rachitsky
English:

I will say, though, in terms of pricing, it feels like ChatGP, it works. It's just like a monthly fee, talk to it up
to a certain limit. It's wild to think back now, there was a sense, "We don't have no idea how will this

make money." Now it seems so obvious.
FRCERE:

FAEEBWR, MEMNTS, ChatGPT MENRNMFITIE. MmERHR, T—ERBIRER. IEDEEHKE
WIERY, HEARER “TeANEXEABE" , WEERIMNLEMS K.

[00:09:41] Krithika Shankarraman
English:

Truly was a research preview.

R EE:

LK RE— TR T AR,

[00:09:44] Lenny Rachitsky
English:

And | remember Sam Altman just launched, "Here, check out this chat thing that we are trying with," and
then the fastest product growth in history. No big deal. | want to come back to this point you made about
this playbook, anti-playbook kind of a thinking. You kind of pointed out that with ChatGPT and OpenAl,
there was no playbook, and you find that often people following playbooks don't work. Talk about that
insight.

RSz ERIE:

FIc1E Sam Altman SR RZEAR MR TR, KEEFHNEEZHOIX TR/ NREIL , ARMETHEL
BRKERNSm. RHTAKXFTTH (FK). RERZFRINX T “KREFM N “RERFMR NIEE.
frigH, X4F ChatGPT # OpenAl Kiit, FH2BIRRIRIEFM, MEMAMAITE BERBRRBFMREEITA

o WX ULARIE,

[00:10:08] Krithika Shankarraman



English:

In my current role in my career, I've spoken with a lot of founders, and typically, the founders reach out
because I've worked at companies that they look up to and they're looking for that playbook. They're
looking for, "Hey, just tell me how Stripe did it. Tell me how Retool did it. Tell me how OpenAl did it." And |
really hesitate to share any such detail because there was a combination of context, competitive
landscape, and the overall sort of zeitgeist of when the company's operating, how the company's
operating, that really adds a lot of nuance to what works in the market. And so doing the same things, like
if you're just kind of copying the outcomes or the outputs of the strategy and trying to follow in the
footsteps of the tactics, you're not paying enough attention to the inputs and, what were the variables
and the deciding factors which led to that strategy in the first place? So what I like to do is try to unpack
more of a framework for how do you get to become more of a diagnostician to understand the right
strategy or tactic in the first place, rather than saying, "How do you copy something that led someone
else to success?" Because those criteria may not apply to you at all.

FROCERIR:

FHERNRLAES, HERZLBARKT. BF, SIBARREZRAANREEMINIRHABTIEL,
IR ERE “BRFM . =R 1B, HIFHK Stripe SEAMM, HIFHK Retool B EAMM, HIFFK
OpenAl 2 EAMAE" BHRIFENBEREENEXLEAT, HNPEER. RERBUNLQETERRIRAR
RAEM (zeitgeist) HEMFANER, XERFAN “HAEDH LR BARTREZAHEN. Hlt, MRIR
AREFRBNER™H, FXEEEXESRNMY, (FEBEHBXIERAN (inputs) —BEIRMSH
ZRBHNEENREERRRMHA? FAURERMBE, SHIFEL—MER, BIRMAKRA—R “SU
", MIRZS DIRARIEMBVRBSSAA, MAREM “WRAERILIARINEMIE" o EAIRLEARER ERZ
RER TR,

[00:11:17] Lenny Rachitsky
English:

So let's follow that thread because everyone's like, "Goddamn, | need a play. Just tell me how to do this."
Okay, so there's no playbooks that you... If your advice is, "Don't just copy what other companies do that
have done well," what should people be doing? How do they approach figuring out how to market their
product and help it grow faster?

FROCERIR:

BEANMEXN BB TE, BASTIABIE: &I, RFE—NHR. BERSFHEAMMT.” 158,
RSB A RIEREE T ARIMVEBNRE “FTERREFBEMBIEIQE" , BAAINIZMAA? it
NN ZNEEFFERMAERE S~ mA L EEKFER?

[00:11:35] Krithika Shankarraman
English:

Yeah. So | was an engineer before | became a marketer, and so | have brought a little bit of an engineer's
framework to the marketing side of the house. And so something that I've tried to do is put together a
four-step process that has served me pretty well. The first step here is diagnosing. So, diagnosing the
actual problem. Again, this usually means taking a zoom back when a founder comes and asks, "Hey, we
really need to hire a demand gen leader. Who do you know in your network that we should be thinking
about?" And I'm like, "Let's talk about your funnel. Do you have a lot of people coming in at the top of the
funnel? And when they do come in at the top of the funnel and you start talking to them and having a



sales conversation, how likely is it that you close them? How likely is it that you win that deal?" That
usually tells you very astutely, do you have product market fit? Once you're already in the room and
people are converting, you have found that problem statement that is critical to them that is hurting
them the most, and your solution is resonating as a solve to that problem. And so that means yes,
probably throwing in more at the top of the funnel is a very good move to make at that time. But on the
other hand, if you say, "Yeah. | mean, we get a lot of interest, but once they're in the room, they have a
bunch of questions. They're asking about, how do you compare to X competitor and Y competitor? And
why does it cost so much?" and et cetera, et cetera. That probably means that there's more to be done in
the product market fit zone rather than throwing in more at the top of the funnel because you have a
leaky funnel at the bottom. And so hiring a demand generator may be the worst thing that you can do
versus thinking about more of a product marketer who's thinking about the competitive differentiation,
the positioning, the sales enablement that gets more people through at the bottom. So that's that
diagnostic step at the top.

AR ERIE:

B, ERANEBARZAIRE—RIREM, FUKEIRMOERTETEHENE,. RELRET7T IR
FEERANEYRE. £—F 2128 (Diagnosing) . WFLEISHIEiRE, BEXERE Helm ARRR:
IR, BIMNENFER—IFRERAIA, MNRHAREEREEFD? 7 B, IBRE—DiR: “F(EW
HRBYRSt. (REVRSFRERERZ AERD? St I#RfE, (RABMMIIIIRH#ITHENERN, KR
REMEEZK? MREXEXSNIREEESZK? 7 XBERIFEHHMEFR, REDRETRE5hmHRE
(Product Market Fit) . SIRIRELEKFIR EEAMNERERWK, RBMIRETHMNEXER. KLIM11RE
SHHYRER, TIREIARR S R=IEARERIEAS IR T 5, XERE, ERNERITSMRAESHEZ—
FERENER, B5—7HE, MRFEE: B8, HIERZER, E—BHENKH, MIlMsE—HR
Ao fBI=iE), MMRENF X YELEAR? AFTARXA5? 7 FF, XAREREET~mETHREH
HEEEZTHREM, MARERIMBRAES, ANRERHRETRK. EXMERT, BREREZE
RAFRRRERKNER, RYZEEBERETmERAR, EBRERFERK. EMMEEME, MMLE
ANBERHES. XFERTHREIZEHT R,

7

fa
%

[00:13:24] Krithika Shankarraman
English:

Second to me is analyzing your competitors' approaches. So to me, this is not about being super laser
focused on your competition because that leads to these local maxima rather than thinking about face
shift changes and breakthroughs that you can make as a company. But when you analyze your
competitors' approaches, evaluating what others do in the space can kind of give you a useful baseline
and identify opportunities and gaps and niches that your company can take in instead. And then, this is
the critical step. The next one is you have to intentionally take a different path than what everyone else is
doing. And so driving a strategy that sort of sets the company apart is really critically important. | think
it's so core to the discipline of marketing, ensuring that differentiation in the market. And you don't have
to go into a cave to come up with these ideas and strategies. You can usually go and look at domains that
are far outside of your own rather than your direct competitors and come up with some great ideas that
you can cross apply and bring in and steal into your own domain or vertical instead. And then the final
piece is just experiment, test, validate all of that, and then scale what works and kind of discard what
doesn't. So you really have to have a lot of that ability to throw away work when you might have spent a
ton of calories on this wonderful piece of content. But if it's not working, don't double down on it. That
bias of the sunk cause fallacy really comes into play, especially when you've poured your heart and soul
into creating artifacts for marketing. So experiment, test, validate. Give people that psychological safety



to fail, especially your teams and organizations. And then, yeah, once you find what works, really double
downonit.

AR ERIE:

BEZH RS (Analyzing) BEXFNFHE. WEHFKH, IHAFRELEXIRZSEXNF, RABSSH BB
&ft” (local maxima), MARERZE AT ATULMAIMBKNEUMRIE, BHEDHEEXNFHNSEN, F
HIZUENEM A ETEMA AT UAMR— I ERNEE, FiRAINBMRHIABRTLUEHNNS. =8NFES
17, ETRRXEN—F: RIFREEEE (Taking a different path) ., RUALEE—FERRTEBIE,
FIE—ERILATRAMENRKREXETE, RINAXZEHERNZO—HARHTIERL. (RFEEHRH
UWRAREBERXE R FHEE, (FEEAUEMERBLETEREFMWVIANITIL, MARREEERZSENTF,
MAFHAURXEA. SINEE “f” AFECHMEIEETUINGEEE., RE—PHEXR
(Experimenting) . ik, I0E, AT ABERNHE, SRELHNEBD. HOAEZEFLIENEES, B
B REERERBEENAR LR T AE0 M. NREFEER, MABMEBEN. TUEEAIZIRE (sunk cost
fallacy) MRIELESRER, CERYUMMUEOMEEFEHEEMIY, B, ERE. MK, 0IE. L A1)
(CEZ2MMHEANMFAR) KWHOERER. RE, —BRIIBENAGZE, e,

[00:15:06] Lenny Rachitsky
English:

Let me summarize what you just shared here. So essentially if you think you're like, "I need help with
marketing," or, "I have a problem and | think | need to hire a demand gen person or a paid growth person
or a SEO person, or | don't know, content writer," something like that, before you do that, first of all, go
through these four steps. So step one is diagnose. Spend time understanding what's the specific problem
you want to solve, then analyze. This is so interesting, I've never heard it this way. So then it's analyze
what your competition is doing so that you can then, one, find inspiration and see where gaps exist. And
then it sounds like the core part of it is just make sure you differentiate and choose a different path versus
just try to be the better thing or the cheaper thing. And then the final piece is just like, "Okay, here's our
path. Let's test run some small scale tests to see if this would work."

FRCERIR:

URBE—TRRA DENAR. XGLE, NRMES “REESHEAEOER” , HE “RENEE, &R
BREEL N EREZEAR. AEEKAR. SEO TR, HERNBFEE" Z2EH, EHXLEZH, BLARET
XONT R, F—H 2100 EiE T RRERRIARKRE, REE0H: XREE, FMRITIXHR
o DIMEFRNFEBMA, WEMAUMFIHRBEALMERE, ZOSDUFERRERK, EF—FF
FEREE, MARNXEMSEFHERE. Re—FME: i, ZXBHRNBBE, iLF0&ET-LE/AR
R, BEREHEN."

[00:15:54] Krithika Shankarraman
English:

Yeah. I'm a marketer through and through now. So | mean you got diagnose, D. Analyze, A. Take a
different path, T. And experiment for the E. So it's the DATE framework. I've just kind of coined it.

AR ERIE:

B, BMER—MIMENEHEAT. FILUREE, 128 (Diagnose) D, £ (Analyze) @A, REFR
[EIE&1E (Take a different path) @ T, 3236 (Experiment) 2 E. FrLUXHLE DATE EZR, FMINIABHX D
%5,



[00:16:05] Lenny Rachitsky
English:

Oh, beautiful. Okay. We got a new framework hot off the presses. | love it. DATE, okay. So with
differentiation, what's your thoughts on saying you're just a lot better or a lot cheaper?

FROCERIR:

MR, KT, HMNET—TRIEFBFIER, HERXD, DATE, BAXTFERK, X “‘REWBCSEHFH
BEE BHAFEA?

[00:16:19] Krithika Shankarraman
English:

Being cheaper is a race to the bottom, especially when you think about sort of scaling laws and how
things are playing out. Every company is sort of becoming an Al company at this time. And so as models
get cheaper and more capable, being cheaper is not going to be the thing that really is a durable
approach in the market. And | think in terms of doing things differently, it's not just for the sake of it. |
think it's really that novelty and that differentiation is something that people are craving for. They're not
looking for yet another tool in the market. They are looking for something that aligns with their values,
aligns with what their goals are. And so if you can be really crisp on understanding the user need,
understanding what is the problem space in which they're operating, | think that one-two punch of a
fantastic product experience, and then the marketing experience to match, can be a superpower for your
company.

FROCERIR:

BREBEEE— “BERES” (raceto the bottom), LEEEEEIFEZEN (scaling laws) FIRK. ITE
BRATEELR Al AT, BMERETSURUETANEEREE, MYEREREFBRETY LBANESF
o HiAA, MARMNEBRRNNEANT FRMAR. AMTEENEHRMHFHABRMER K. MIFEEHHL
N— 1M EENITE, tIFHRNIESMIINNENNBEFERENRE, i, NRIFEEIEESUthIERH
FEXR, BRMIALH “ma=E” , HiAs ‘Hen~REdR” Mt “SZRENEHEER” XMHAs
#, U AARNBRIE,

[00:17:11] Lenny Rachitsky
English:

Awesome. Okay. So let's go through an example of a company you did this with, and then this may take

us to another company you worked at in the stories there.
R EIE:
KiET o BBFHNIRE—MREBRIXMERNABES, XegEa®mHMIIEINS —RATRINE,

[00:17:19] Krithika Shankarraman
English:

Yeah. One that comes to mind is definitely Retool. Retool was very different from both my experiences at
Stripe and at OpenAl because both Stripe and OpenAl, for better or for worse, were inbound companies,
right? There was so much latent demand that we were fighting off people breaking down the door trying



to get to our products. With Retool, marketing was between the company and revenue. And we had
fantastic product market fit with the enterprise space, with the developer community, but awareness was
a challenge. And so how do we go out, not just wait inside of our house waiting for people to knock down
the door, but rather step outside of our house and start introducing ourselves to the neighborhood? So,
thinking about outbound channels and building demand engines was the name of the game. And here,
one of the ways to think about that is, "Hey, should we just scale the paid marketing channels that we
already have working for us?" And that's when the diagnostic really came into play, which is, what are the
leads that are coming through the funnel? Are they turning into sales-qualified opportunities? What kind
of pipeline are they driving? A lot of marketing metrics, again, tend to be vanity metrics. They tend to be
about the number of clicks that you got, number of views that a tweet got, number of impressions. | think
those are all bullshit numbers. Really, what you want to be looking at is your impact on either signups if
you're a self-serve product, PLG, or in terms of a B2B company, sales leads and revenue that you're
driving, pipeline and opportunity that you're driving. So we diagnosed that and we found that for the
most part, our paid social channels were doing not much for us. And so we had to invest in net new
engines. So that was the diagnostic. When we looked at some of the competitors, we saw that they were
doing a lot of content marketing. They were doing a lot of events programming. And we could've kind of
followed in those footsteps, but there was the ability to take a different path. And so what we decided to
do was double down on customer marketing and customer storytelling because the thing that
differentiated Retool from a lot of the copycat competitors in the market was that we had terrific traction
with true enterprises who were paying for the product, who believed in the product, who were expanding
within the product. And so having them tell the stories on our behalf was so much more compelling, and
no other company could replicate the kind of customers that Retool had in its bench. So, we wanted to
make sure that we were using those logos, we were using those companies to the best impact possible,
and then we experimented. We tried to put together webinars, different types of sales dinners, different
types of event formats to see what actually worked best for us, and scaled the ones that worked and
discarded the ones that didn't.

AR ERIE:

=M., HEIEEIRRE Retool, Retool 5FKTE Stripe 1 OpenAl WEHIFERE, RATILIFIF, Stripe
OpenAl 2 “#npE” (inbound) AFE], XME? MEBWMLZIBETRR, UETFHRINFIIABLS L8
REN1=@IA. M7 Retool, EFHBEEATSWMANXE, BITEELTHMALEHXEBEREN™R
5hiREE, BHMEAES M. Fril, BiNMAEsHE, MARLERESHIIAG], MEEHRIIE
BENEBES? ALk, BEEHAIA (outbound) REMBIUFKRGIZZXHE, EXE, —#MBEHAZE:
12, RINEFERNZEZY ABLELNMNNEEHRE? " XNIZHMIKLAT T #NEINERRZ
TA? EfIREHRUBTHESHENSR (SQ0) ? Bf 1Rt T HAFMNHEEEL (pipeline) ? REZEHIER
AERERIEN, REE. HXUEE. BXE, RUFXEHEIORNEIE. FEENZENEIRE
EHEE (NRFEBRS M PLG), HEXMTF B2B AFFKH, BIRRINHEELR. WA, EEMN
o HAMDATTIZH, RMABAMEHRIRERNFITETAH. FRURINSGARELINSIZE, XMEZ
. SFMURZSEWFH, RIMINETRERNBEHENENRL. FITARRTLERMBMIINOEL, BFRITE
BENE—FFENE. FERITREMERAEFEHNERP&SEHR, FX Retool XFNFHHLRZIRFE
MXBET, RIMABEENELER, MIIERER. EEFRHERET KERMER, iLITCRENH
REEEEGHRS, MESEEMAFEESS Retool HEMEF B, FIl, ENEEHERTEAIEXLR
BEBWNER, RAERINT#ITTER, RN HAEDNEMTE. SHEENHEERE. FREANERN, B
EMTMEREN, AR KEMHMIE, SHELMHET.

[00:20:02] Lenny Rachitsky

English:



Okay, there's so much here. So in the diagnose step, | think in kind of a between-the-lines piece of advice
here is look at what's already working. So you looked at, okay, maybe paid growth, maybe this, maybe
that. And then it's like, "Okay, what seems to be working is people find us through maybe another logo,
another customer that's fancy, and they're like, 'Oh, Netflix is using Retool. Oh, maybe | should check it

out." So I think that's a really important lesson there is don't try to like, "Hey, we need to start expanding

our top of funnel to all these different channels." There's one more-
FRSCERE:

%, XEEFEBERK. BT EF, HUN—TRENENZ: BEEHABELENT. MUBTHEEK
FEF, AREAW: “HE, UFEROHEABIS—MARE. S—TaREFRAEAN], iz,

‘B, Netflix tB7£F8 Retool, BiFFtizikid.’” FIUFOANXZ—TIFEEENZI: FESEME 17,
HNNFELRFI N BREIFMEXERRNRE" . &8 —1M—

[00:20:32] Krithika Shankarraman
English:

And really litigate some of those channels, too, because on the surface they might be working, but are
they actually driving pipeline and revenue?

FRSCERIF:
MEBEHEIFE “H5)” Hbp—LRE, AARELEIITREN, BEeli1EMNIRE T HESAMBAG?

[00:20:38] Lenny Rachitsky
English:

Got it. So they may be showing vanity metrics. Numbers are nice at the top, but they're not sales qualified
potential. They don't actually stick around. Okay. And then, the analyze competition is really interesting.
So again, it's just like, "What are they doing? What can we be doing differently?" Does it ever make sense
just to do what they're doing but do it better, or is that rarely a successful path?

FROCERIR:

BET. FIUENAERARETERET. KITSNSRFRITFE, BENFRHFEEGRIENER, R
BF. o AR, PMREFXNFX—"RE@. BRREE, M2 “MEMTA? HTUEEFATE
B9? 7 AU EEMBEREMSEY, XAEXE? E2RXRDZ—FREIIBIRKEZ?

[00:20:58] Krithika Shankarraman
English:

You still have to do something a little bit different. | recall a very specific example at Stripe where our
product, Stripe Connect, which was made for marketplaces like Uber and Airbnb, where not only are you
accepting money as a platform, you're also paying out people on the seller side of the marketplace. The
competition truly was to become a payment facilitator. So rather than using another off-the-shelf service,
instead of using Stripe Connect, you might go off and become a PayFac yourself. And a lot of the services,
organizations, the consulting groups that were helping companies become PayFacs, the things that they
were doing was really leaning into that old school terminology, the jargon of the legacy systems and so
on and so forth. And Stripe kind of figured out, "Hey, we need to rank higher for the SEO terms that
people are searching for. So how do we help rank for PayFac without actually talking about ourselves as a



PayFac solution?" So we decided to kind of do a reverse RFP system where we created a piece of content
that said, "Hey, if you want to be a payment facilitator, here's the secret playbook. Here's all the things
that you have to do. And by the way, if this feels onerous or annoying, it is, and you should use Stripe
Connect instead." So there was still a little bit of a zigging where others were zagging. Yeah, but | think if
we had done the same thing in terms of becoming a consulting service to become a payment facilitator,
Connect would be nowhere near the sort of run rate or revenue that it drives for the company.

FROCERIR:

R BB —LHHARENER. HIEHE Stripe W—NEEREBFF. W™ Stripe Connect 4
Uber #1 Airbnb X#H#MF &1&ITH, 1EAFEE, (IANXEBERNR, FEAZFITHR. SNNEEFHFELRLE
“Z{HEHE” (PayFac)., FrLl, SEEH Stripe Connect XH#EMMMAIRS, FAgERKERB SR A—
PayFac. RZHEBIATIMA PayFac BIBRSHAAFZ@HEPA, MIIPTMEEINS FBLEZRNAE. BB AL
HEIEEE, Stripe BiIRFE: 12, BRIFEEANEERE SEO WEFHBRER. BA, WAEFIEE CInE
7 PayFac fERAREMIERT, 7 PayFac BEHRBEHEE? ” FERITREM— “RME RFP (EREIY
)7 RE, BIGMET—RABR: 98, NRMERAZMEHE, XEWEFM. XRMMOIAHMES
Bo INER—E, MBRXILIRIESEBIITR, ABHALULL, REZiZEEH Stripe Connect,” FRLIXIARIER!
ANFEEENTENFARE (zigging where others were zagging) . 28, HIANNWMRBENNBHEENEE, T
—MNEiERRSS, Connect £33 RIATIINTE AR B HRAVX MBI TR FUN KT,

[00:22:29] Lenny Rachitsky
English:

Okay. And this is a great segue to Stripe, which, another company you were the very first marketing hire
at. You were also, | believe, the only marketing person for three years at Stripe.

FRSCERIF:
8%, XRIFHTER T Stripe, XRF—RIFEEUEHERTIMNAT, MBS, (R Stripe MBHET=
EREH.

[00:22:38] Krithika Shankarraman
English:

| do not recommend that to anybody.

R EE:

BARERMABEZMEE (KET),

[00:22:41] Lenny Rachitsky
English:

There's a lesson there. Okay, so let's talk about Stripe. What are some of the biggest things you learned
marketing at Stripe that you think might be helpful to other marketing people and founders?

AR ERIE:

XAEGIME— M. §F, BBFATHEN Stripe, 7E Stripe fASTEHAAE, MEINHBLEREZNFRARIRIAN
MHEMEEARME 8 AEFERRY?



[00:22:51] Krithika Shankarraman
English:

Oh, man, there are so many things to choose from because | was Stripe for almost eight and a half years.
Joining as the company's first marketing hire, building that marketing function from the ground up, it
really gave me the privilege of working very closely with our founders, John and Patrick. | would say
actually I was not the first marketer at Stripe, John and Patrick were the first marketers at Stripe because
they were developers themselves. They truly understood the developer community. And when that
audience for Stripe was squarely developers to begin with, they knew exactly how to authentically reach
that audience. And so | had to unlearn a lot of the things that | had learned at Google and Dropbox
coming into Stripe in order to reach developers authentically. The experience really taught me the
importance of deep product understanding as well. You couldn't really play act at understanding the
product, especially when developers are trained to spot bugs, right? So not only do they spot those bugs
in code, they spot those bugs in marketing and in blog posts. And so if the marketing pieces are your first
impression of the product, they're an extension of the product itself, you have to hold yourself to a very
high bar in terms of how you communicate about the product. And so we did a lot of investment in design
work, in polish in terms of how the marketing came together. And yeah, the value of creating marketing
artifacts that were deeply integrated with the company's mission and the craftsmanship that went into
the product was another lesson that | learned very deeply at Stripe.

AR ERIE:

MR, XM, BXZAILLET, EAFKTE Stripe [ TRIE/N\EF, FARENE—MUEHERIMAFNZSHRE
IEHIREE, ILRBAFEESEIEA John # Patrick RE&1E. R, EFFLIHARZ Stripe WE—TEHA,
John # Patrick 432, EAMMNESIMEA.RE. MIEETHEALXEHRK, Y Stripe RVNZRTEEHXK
AR, WIIFEBRMAEISBUAMEXEFA. FEit, ATHELMAETFAE, FHN Stripe BRAR[AR S
fR%Z7E Google #l Dropbox FEIMIRFA, XBREHHHZTRAEERTRHNERE. (RRERET#E~ A,
RERHARERI L4 ET K Bug B, I AXEEERIEF A Bug, HEEEEHEXENEEXEFRL
o MREHEMEZRPNTRIE—ER, ENMETMEIEER, ROAET@AES N ESERK
o Ak, HANERITTENEREMIITE LRANTRER 1. 20, QIESARERRERME. A m
EOEHEER, SR Stripe FRINS—RZIEIN,

[00:24:23] Lenny Rachitsky
English:

So kind of along those lines, again, people may look at Stripe and be like, "Okay, it's the best thing ever
for payments. Why do we need marketing? It's just like, engineers build it and integrate, it works." What is
it that marketing most adds to a product like Stripe?

FRZERIE:

IEXBEE, AJAIEERESE Stripef:  “4FIB, ERXMIAARENARA, NTAFTEEH? TiEMLE
EHK, EMR—T, PMEAT.  EWHENK Stripe XtF &R~ mIBMH ANE?

[00:24:40] Krithika Shankarraman
English:

Across my time at Stripe, marketings are very different purposes. And so | kind of see it in different epochs
or chapters of my time at the company. The first chapter when | joined, our head of partnerships at the
time, Cristina Cordova, handed me a Hackpad at the time, which is like a notion- (Lenny: | remember



Hackpad.) Oh, yeah. (Lenny: It turned into Dropbox Paper.) That's right. And so she had kept a Hackpad, a
secret Hackpad away from the engineering team, which was all of the features and products that we had
shipped but had never communicated to our customers about. And so the launch sort of ended with
shipping the feature rather than communicating with the user. So the first chapter at Stripe was really just
getting through that backlog and making sure that the ethos at the company changed to say, "Hey, your
launch isn't complete if you're just code complete. You have to actually ship it to the customer and make
them aware of it." So usage became the north star, engagement became the north star rather than just
the binary, has it launched or not? The second chapter at Stripe was really starting to expand what a
launch meant, right? So, going from just putting out a blog post for people who were already subscribed
to the RSS feed of the company versus thinking through, "Hey, how do we reach out to them through an
email, through other channels? How do we really invest in this fanatical community that is getting so
excited about the product experience?" So we pulled together developer experience as a function, built
out developer relations to really have that community feeling and vibe. And then it was about starting to
think through the multi-product ecosystem. So Stripe went from a single-threaded payments processing
company to one that had multiple different products and features for the audience and the user base. So
then the work of marketing became, how do you help people understand and navigate potentially this
multi-product ecosystem and platform to figure out what's the right set of features and solutions that
they should be using for their needs?

FROCERIR:

EFHM A Stripe HAja]l, EFHRSTIEEFAEANEN. RILCEEREXRLBRBPHARE “Gx” HET. &F
—B2HENMANE, LSS IEINEF A Cristina Cordova 447 F— Hackpad (AT IR Notion),
(Lenny: Fic#8 Hackpad.) MZEH. (Lenny: EJERZEM T Dropbox Paper.) &, ithisE TiZHIPAfRIfa
187 —" Hackpad, LEE£ZELAHEMREEFPABENINEEN M. FIUAHNE “AfF XUEFRTIY
BE, MARSHEF/AE, Ak, Stripe WE—EZLfr LMEMEXERETE, HARQLRANXUEERT,
Bl: “NRIABKBTRT, KARAERNH. MSMEERBERMALEFAHILMIMER.” T2, FREMNS
S5ERATIREIER, MAUNE “@FLH” XNTER, Stripe WE_SZSZHIEAFBTE ‘2% 1
BX. MUNAITHET RSS WAL —RER, RTAHRE: “12, BiTE s GEMmREAMI]? K
(TANAEERAE TN~ REGBRIINMNENTRMX? ” FERINERT AR EERKRINEES], B THA
EX%H (DevRel), UESEHKXR, HERHBBRELZTRESRESA, Stripe \—HRE—NZGREBRTAELH
—RAZKRN AR ERHZMAR~GNENTE, TEREHENITETRT | MU AIERHS St
MTEXNZ = RESRAFNT SRR ERESMF RAVFHEMB RS Z?

[00:26:41] Lenny Rachitsky
English:

And so this is, again, a good example of marketing can do a lot of different things and depends on the
stage, depends on the needs. It almost starts again with diagnose. Where do we have a need for
marketing and growth?

FRCERIR:

FRUAXBRIERT EHFAILUERZARNES, XBURTHEMER. EILFXZEM “ZB Fia: FiEW
EFEEHEMEK?

[00:26:53] Krithika Shankarraman

English:



And especially in hyper-growth companies, | think you have to run that diagnostic every three months,
every six months in order to stay adaptable and flexible because those top level goals do change. At some
point, we really have to figure out how to scale our sales function. We have to figure out how to scale
internationally. And so being adaptable to that meant constant reprioritization and making sure that you
were also hiring people who weren't super deep in particular disciplines, but having a team structure that
was T-shaped, people who could be flexible to those needs of the company.

FROCERIR:

FRRESERIEKIATE, HUNAMBAZT="ATNMAHRT RIS, URFENENZEE, AASE
BFrARRE, EREME, HNONFFRNAY REEREE, NAHTERUT B. ENXETHER
ETUREFHIIN KR, HHRMEBENARITIMMEREMIERE, MERE T HER, BEBRE
NI ABBKEAT -

[00:27:24] Lenny Rachitsky
English:

Coming back to your point about how there's no playbooks, is Stripe another example where it's like, this
has never been done before, we shouldn't copy what other payments companies have done in the past?

AR ERIE:

EEIREE RBERBFR X—=, Stripe BEFREH—MIF, B “XEFURMKRBEAMT, FHITRNMZ
SRR REI XML ?

[00:27:34] Krithika Shankarraman

English:

Yeah. If we did, we would still be talking about PCI compliance and payment gateways.
R EE:

Tl WRBANBBEM T, HNIMERTKIE PCl EMAZAAIM X,

[00:27:40] Lenny Rachitsky
English:

There's so much of what you share that reminds me of Raaz from Wiz, who also, you were an engineer
originally, she was a product person. Yeah, | think. | don't know if she was an engineer, but a product
person. So it's your-

AR ERIE:

MAENRZSAAEILBEET Wiz B9 Raaz, fith—#F, MREVIRIREM, tETmA. 28, Ff. HFHE
wEREIRN, BMErmER. FIUIXZMREY

[00:27:52] Krithika Shankarraman
English:

Her first PM, actually. Yeah, Raaz is great.



AR ERIE:

KPR ERMATIAE— PMo 28Y, Raaz {BiF.

[00:27:54] Lenny Rachitsky
English:

Okay. And | think there's a few things that are so interesting here. One is you both have non-marketing
backgrounds, you went from another function. And | think, you tell me, it gives you a whole new
perspective on marketing, not just the traditional education of marketing. Is there anything there?

FROCERIR:

o RURFXBR/LRIFEER. ——MIIBBEIFEHRER, EMEMIRGERIHRE, FE8, REFEX, X2
BHETIR— T EHNEFEMAA, MAMUXZEANERAE? Batzng?

[00:28:09] Krithika Shankarraman
English:

One thing it's definitely made me is very skeptical of most marketing channels and strategies and tactics.
And so | would be one of the first people to say, "Is that really going to work? What developer is clicking
on paid ads? Isn't a better thing that we could be doing for them telling them to install ad block?" So |
think that skepticism means that you just have a higher bar for the quality of the content, the substance
of the content. You want to make sure that the marketing is as substantive and as crafted as the product
experience itself.

AR ERIE:

E—REEEN, CULRAMNASHEHRE. RBEMEAFTRSE. RIBF 1R “BEMENZ? I
MERESERNETE? RMNAMNENEFNSEEERRSIFMIN TR SEE8IEHDE? ~ FRUXMT
RESEEREMMABTHRENKREESHITE, MEEZHREHATETRARET —HRLBEROT

-3
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[00:28:40] Lenny Rachitsky
English:

The other really interesting corollary here is she was very big on avoiding the generic acronyms and
classic industry norms, | forget what they were, for cloud security. But it's just like, "We're not this thing.
We're Wiz. Here's what we do."

FRCERIR:

S—TEBENENZAR, tiFEREEERBANESNERNTILE (HETaReWREFZEF4
7)o R “BAIFRIMARA, AR Wizo X2FAMRET”

[00:28:53] Krithika Shankarraman
English:

They are definitely a company that zags when others zig. | still have my Wiz socks, which have these
beautiful 8-bit characters on them. Their branding really stands out in the sea of sameness in SaaS



conferences.
FRSCERIF:

ENR—REINATERTEENQE. FEEE Wiz I%F, LEBRERHN 8 ITFM. £ SaaS =il
BFR—2EEES, M8 mEHSERAmH.

[00:29:05] Lenny Rachitsky
English:

Okay. There's something | heard that you did at Stripe that | wanted to ask you about that worked really
well. When you came into Stripe, you looked at all of the biggest customer support issues and you turned
those into docs to help people serve themselves. Can you just talk about that insight and the power of
doing something like that?

AR ERIE:

§. FIMIRIRTE Stripe T —HMRIFBIFHERE, FBRIE, HfRFHN Stripe B, (REETFARANEF
FFRE, FREliElnscE, SBEAMNBER REERKIT RS IFEH RN ED?

[00:29:22] Krithika Shankarraman
English:

Yeah, and this was a great practice that existed at Stripe even before | joined, which is all new hires would
do a support rotation just to build empathy with our customers. So, users first was a very core operating
principle for the company, and we spent about 20% of our time collectively talking to customers, talking
to users, talking to non-users to understand their needs, their gripes about the product. And that
tradition, | think, continues to today. The support rotation specifically was such a fantastic fountain of
understanding, "Hey, these are the areas that people are confused about." Again, | kind of mentioned this
sort of cheat code of talking to your customers and using the language that they use to describe their
problems as a shortcut to fantastic product marketing and messaging, because it really tells you what are
their pain points and how can you meet them where they are. You want them nodding their heads along
as they're reading your landing pages. And so when | was doing the support rotation, there were thematic
things that kept coming up. People were asking, "Hey, do you process subscription payments or recurring
payments?" Or, "Can | pay people out with Stripe?" And | was like, "Of course you could, but there's no
reason you should know that because we don't tell you anywhere." And so that ended up being a stacked
rank backlog of landing pages that we produce that just educated people. And this is really important
when you have strong top of funnel demand, and potentially not as many people and you're not trying to
scale your teams linearly. Having those educational resources, especially for developers, a fantastic
marketing funnel sometimes doesn't look like talking to sales. It often never looks like talking to sales. It
looks like a self-directed educational experience. Even the sales process ends up being very consultative
typically with very technical folks on the other side. So yeah, that was a great way and a great program to
figure out what content we should focus and prioritize.

FROCERIR:

=M, X2 Stripe EEMAZAIMENMEES, BIFMEMRTEEHITZIHFRR (support rotation) , LA
IS5EFPHNHEE. B, “ARE—" SREHEEZONEERN, KIEEELEL 20% WNESEF. AR
MAEAF R, THRMAMERMMN=RNES%, HIAAXMERELEES, TFENALER—MRFHIER
BR, ILIREE TR, XERAMBIEXNMSE” . BR5EE, FRINED “EEE — 58P X%
FRMITERNENES, RBEFHEmREHENEINER, AANTESFTRERERE, URNEHE M



MEIFTER. (RELEMIITERIRIREE IR RSk, SRAMIFIERKE, A—EXTEMENRER SR,
AI=im: IR, RIOGEITASZOHEBEELREG? 7 HEF “HAILUA Stripe A5 AFTRIB? » W
‘YA, ERRIEREMEX—R, BARNTKEEAMGEFM." T2, XEMT —MRIMTRHTIESE
WRREFR, RNEEXETERATAF. SFAERANFEINNER, EAFEREFTBLMEYT RE
AR, XEEEE, HEXEHFRR, CERMNTFARERNR, —MHENEHERFIERNEERTGEEN
HERE CEBEEERGE—MERSANEERLE, EEHEIREEEHES IR, NHBERIFER
ARBIASL FRLL, B, XR—1MFARRNNZKEMMIOEPLERNTHLES MBI,

[00:31:12] Lenny Rachitsky
English:

These are really cool just little ways as a new marketing person. You can add value really quickly is kind of
what I'm taking away.

FROCERIR:
EN—REHEMA, XEAENZIFEERN/NGE. RFINE, MAILIFEREMIZMNE,

[00:31:21] Krithika Shankarraman
English:

Talking to customers is at the top of the list.
FRCEIE:

5&PRKEHHE S — L

[00:31:24] Lenny Rachitsky (Ad: Linkedin Ads)
English:

Today's episode is brought to you by LinkedIn Ads... [Full ad text omitted]

FRCERIR:
AET B H LinkedIn Ads 288+ (tbahZBE T & IE XX ERF)

[00:32:32] Lenny Rachitsky
English:

There's something else that | know that you're a big advocate of which is internal reviews and just making
sure everyone's aligned, which | think a lot of people and especially startups try to avoid. Like, "Let's just
move fast. We don't need to have all these meetings where people review stuff," but | know you're a big
advocate of that. Talk about why that's so important.

FRCERIR:

BIREMREIEEHES—HE, BREBREITEHE (internal reviews) HBRE N ATAE—H. HIAAEZ
A, TEHERVCIRE, fdE@EX—<, 1RG5 “BITER, FEEAXAZITHES.” BHRIMEMRIES
SFRED WA AXMEEE.



[00:32:48] Krithika Shankarraman
English:

Yeah, this is a hill that | would die on, which is that good process or sufficient process is actually
something that speeds up a company rather than slow it down. It stems from this idea that we talked
about a little bit, which is that marketing is an extension of your product. It's the first touchpoint your
customers have with your product. And ideally, you're setting expectations there in terms of what they
should expect once they sign up for the product or commit to a contract and start using it within their
companies. And when | think about that, consistency is really, really important. The other part, the other
facet of why process is important is because especially as you're in hyper-growth companies, scaling
teams is part and parcel like what you're trying to do. And when you bring in someone new, you want
them to be just as self-sufficient as somebody who's been at the company for two years. So in your
second week, can you be as successful as someone who's been at the company for two years? And the
reason that | have that principle in mind is because it makes you kind of break out of your shell of, "I've
been at this company for some time now. | understand the sort of unspoken rules of the organization. I've
built up enough social capital that | can withdraw from to get something done. And | know which
conference room to stand outside of to get the founder to review a piece of content before it goes out the
door." That is not scalable, that is not sustainable. And so if you want somebody to be successful and
contributing member of the organization very, very quickly, setting up some of these processes with the
intention of trying to help them navigate how to go from idea to execution can be very empowering and
powerful. Nobody wants to do the wrong thing. They want the guardrails to understand what great looks
like at the company.
R EE:
1, XRERRRFINNR: RFNRESTENRELF LEMEATLENARA, MABRIEE, KR
FRONATHEINN R, BIEHETmNLER, EBREFS5FRNE— M EMS, BRBERT, (REETRE
REFH, iLMIIME— B aEESRHEARRNS FEERNNZBF L. TRIX—R, —X
% (consistency) MERFEFIFEEE. REEENF—THEHE, HSESREKNATF, FREANZE
RIENERAME T . BIFRSINFAN, MAEEMITREEABFTRENERATI—FBLSEE. B4, &
RNERRE R, GRS TRENERI—HRING? HREX—RUNEREEE, EteitifRTmXMEE:
‘BEXRABF T —EE, RTRALSPILEDRN, RRET BB ERTUARNE, KFEZ
WHEMNSNZEIOFEANEARNS.” XEAAYT B, WEARAHREN, L, MNRMFEILEAIEERE
ML AALI N INTIE , B —LETEHBMINTHRMEIRERITINE, SIEEEMEERERK, 28
ANEMEES, MINFEIFERERABOERN “IE BaEs.

[00:34:33] Lenny Rachitsky
English:

Can you speak more about what this looks like? Say a startup wants to start implementing something like
this.

FRCERIR:

REEZRRX R AERH ARNIE? Rig—HKIE AR IR KX,

[00:34:38] Krithika Shankarraman

English:



Two simple processes that you could put into place today is, one, set up a forum called Marketing Review.
This can be a live meeting that you host for an hour a week or it can be a Slack channel where people are
posting things async, or even an email alias where things get sent to. Have that be transparent to the rest
of the organization so anyone in the marketing team, anyone in the product organization can join that
forum. What that does is it creates a fishbowl where you see sort of, what are the themes that come out
when somebody reviews a piece of content? Are they looking at the strategy? Are they looking at the
audience? Are they looking at the words? Are they looking at the sort of design approach? So you learn
through osmosis of looking at some of these discussions. And then | would say don't overdo it. | would
say there are probably two checkpoints in a program that are really important to get aligned at. One is the
20% review. A 20% review is a strategy review. What are we trying to accomplish? Who are we trying to do
it for, and what is the rough approach that we're going to take? If everyone feels comfortable with that,
you come back at the 80% mark where you've done a lot of the work on the artifacts, the different types
of teams that have to be involved and how do you take something to market it in the first place. And the
reason that | say 80% is sort of critical because if you come in at the 99% mark and you're just looking for
a rubber stamp of approval, and you don't really have the slack in the system to be able to make any
changes, then that review was worthless. So come in at the 80% mark where you can still make some
substantive changes before it goes out the door. And that serves the purpose of consistency so that your
brand is showing up in a consistent way to the audience. And two, it helps the rest of the organization
learn from each other.

AR ERIE:

RS RELFI LA FER D E R AARR. B—, RU—18RAN “EHWTE" (Marketing Review) BYitin, XAILIZ
— M EE—NEHRZEN, BAUR—MAREZ LKHABH Slack 5lE, EEZLZ AR, iLEX
HRNHERE DB, XIHEEHFNH~RBRERAZRBATLNN. XEHMENET —1 “GEIMN" , R
UEBIEEATHEARTHSERMEEE, tISEERKD? TERRID? £EERD? EREFRITA
R? ZERE A OB R X I ER RN FES, £, FRMBRIN. HINA—TTEFERXE
FIXFFRER. — T2 20% T, 20% WHERMITH: RIIBZLMFABR? RREHE? HIHTERRB
AKBFERMHA? MRARBUFZIEA, (RIMTE 80% #HEBTHER, IINREETM T AEBHEMIE,
E T RHNBAMN RN E T FZFTLR 80% RXE, BRANIMRIRAE 99% WIHEA K, REANTF
K= “BREE" AWHUE, MARELKBRMBITEMEN, PBAXKTERZELEX. FTUEE 80%
BYBHRT N, XEEARIEREHIT —ELRMAEN. XEMIET—5%, LR mEUSE—ANENE
SARERT, XAeEBIALMEMERERFS,

[00:36:19] Lenny Rachitsky
English:

There's almost this unspoken element of what you're describing that | want to dig into a little bit, which is
the need and value of having consistent and high quality marketing, communication. Why is that
important? There's always this talk of just move fast break things. "We're going to be scrappy. We're not
going to be obsessed with perfect quality of our, | don't know, websites and emails." Just, why is that
important? Why do you value that? Why should companies maybe value that more?

FROCERIR:

RFAERNABTPUFE—TRENTRRBERE T, BPREAEHLAESRENEHDRBITERMINE,
A AXREE? AMISR2EKIE “RETE, FTREN o “HNEGE—=R (scrappy) , FEFET MG
MERFRITEERE.” AHAXREE? MARARERXT? AHTARANEEEERX—R?



[00:36:45] Krithika Shankarraman
English:

It's funny because with the companies who value velocity actually do value their brand just as much, but
oftentimes they think of these as two siloed separate initiatives that they have to put their headspace and
calories towards. And | actually think they are not mutually exclusive. They are actually very
interconnected. And so when you understand the consistency of your brand, it actually empowers the
organization to move faster because you kind of understand how you want the brand to show up in the
world. What is that experience that you want your customers to come away with when they interact with
your brand? And the brand is not just marketing artifacts, it is your product experience. It is how your
customer support team talks to them, how they resolve tickets. Are you getting passed between a bunch
of different teams or is someone just resolving your ticket right away? It's the experience that they have
for candidates when they come to recruit your company. So all of these variety of touch points that touch
so many different organizations and teams within your organization, they are the amalgamation that
makes up your brand. And so if you think of these two things as separate silos, you are optimizing for
entirely the wrong thing.

FRCERIR:

REE, ANBEEERENQBERMFLEEHEERE, BURNEEIANXZRNNIZE. FEDIRNEH
MIE. MESEFLIANENHAER, MEREREN. HRERT mEN—EE, E©XFEEREART
FER, RAMEEMAEREESEUAHEKSNER AT, THEEREFESIFNREE RS
ARFREE? mERAUXERERREM, ERIMHT MR, RIRNEFIFENFASHI]3%. MfEFERT
B, MERAEARRZBERGEIK, T2E AILBFERT REAE? EBNEBERQATEIAIIBEIE, FIEX
LR ANAXAZAREIIMEANM R, HEMKR T REmE. PR, MRIREXHERFRIINSG,
REYI LT EMTERE T o

[00:38:02] Lenny Rachitsky
English:

I've very viscerally learned the power of brand doing my newsletter. | so fear doing something very wrong
in my newsletter. It's like, saying something that's completely off or having something broken, or sending
an email by accident to everyone that's not ready. | just feel like once | break that, just there's so much
power and trust that people have built for what | share and there's so much power that comes from that
trust. If I launch a new podcast, people will assume it will be good if they trust what | do and | maintain
high quality. And so it's just like a constant fear | have now of breaking that trust.

FROCERIR:

AW EENNIETR, RFEBRZMEZE T BENNE, HIFESHENEENPILETENHEIR. LR
TREAEDMFIE, HEHEELRT, HENNOELESFHMELRLTRE A, RARE—BEHITR T XM
BEE—AMIERDEZNABTRILTRSEE, MXMEEESEERNNE. IRBEAH—THNES, W
RANMVEERABIR —ERESSRE, MRITKECEREF. AU, ZAE-—BEEOSBIFIMEE,.

[00:38:40] Krithika Shankarraman
English:

Yeah, | mean whether it's fear that drives you is questionable because | think it's also a commitment to
your craft. (Lenny: Yeah, yeah.) But I think that's exactly right. A brand is an expectation that you create
within your audience.



AR ERIE:

20, BARDMHNZLNXEREEEFEE, AT NAXBE—NECREE, (Lenny: 28, &
&) BIRIAAMMRIFRT. mERRIRERROFEILN—FFER,

[00:38:57] Lenny Rachitsky
English:

And to what you said, if you have a strong brand that people trust, everything gets easier. You pitch them
a new product. Like if Stripes like, "Oh, we have a new billing service." "Oh. Oh, | bet it'll be awesome
because it's Stripe." Or if OpenAl launches something. So it just makes life easier if your brand is strong, if
there's trust.

AR ERIE:

IESOORFRYE, SIRFE—TAMVEERRARMRE, B RFERS. MAMIEREH~m, bl Stripe
B TR, B —NHNITERS. ARSE: ‘R, REYTHE—ERE, BARER Stripe,” HE
OpenAl 2% Tt AKRA, FTLL, MRMFHREEABBEER, EENIERFERM,

[00:39:17] Krithika Shankarraman
English:

Yeah, and you got to take that responsibility seriously because even with something like Stripe, we know
that people are going to come try out things that we put out the door. And so we wanted to make sure
that that met up to people's expectations. And same thing with OpenAl. When we launched something,
even though we were trying to be first to market and that velocity was so important for the company,
oftentimes it also came with sometimes putting the brakes on to kind of understand, how can we
improve the quality of the experience? How can we make sure that it is safe? So there were different
criteria at the two companies, but a similar ethos overall for the brand experience that we wanted people

to experience.
FRZERIE:

B, REFUAEMNFIXMDTME. ENBMER Stripe X#F, HATERERNLHBHRA, AMIMEK=iH. Fi
UBMNBERRET AN OpenAl BR—#, HJFNLHTmiY, REFMNSHEMRE LM, BE
HNRABEXREBE, BEERMNEFEENRNE, £8E . RINNAURSFALAE? RNAFHRRERR:
89?7 BAMRQBRINERRE, EXNFRINBEANWFEI B miEREE, BiE LA,

[00:39:55] Lenny Rachitsky
English:

Let's actually come back to OpenAl. How long were they around before you joined? It was like many,

many years, right?
R EIE:
1EFAIEZ OpenAls EIRIIANZET, MIKRIIZAT? FEBRSFE TIE?

[00:40:01] Krithika Shankarraman



English:

Many, many years. So OpenAl had been around for almost a decade as primarily a research organization.
They had launched ChatGPT about a year before | joined. And so that was the first foray into saying, "Hey,

our work is not just announcing research breakthroughs, it is about putting products into the market."
R EIE:

REZFETo OperAl FA—TEEMNMRNMELEFEETRE+TE. ERMARNKLI—F, tILHT
ChatGPT, BREftIE—REIHTA: I8, BRIINIERMUNEERMARERK, EEIE~miEm™iz.”

[00:40:19] Lenny Rachitsky
English:

So there's a few questions | want to ask here. When is a time to bring in a Krithika? When is it like, "Okay,
we need help here"? Or, "A bunch of smart people doing great work, people have the product, but I think
we need a marketing person that knows what they're doing."

AR ERIE:

FRUAFRARIE LN A, ARMEZSINGIRZFRIATL? FARRABSREE: “WE, HMNFEXHLENE
Bh” ? ER —HEAAEBGANIE FathET, @?klkjﬁkﬂlﬁ% /\‘Eﬁﬂ’]*%ﬁ)\:‘” o

[00:40:33] Krithika Shankarraman
English:

| think the first criteria is having tremendous product market fit, which is really important because you're
throwing fuel on the fire, and you might be throwing different types of fuel on your particular fire. So one
pillar for marketing that you have to think about is product marketing. So, if you have a high velocity
engineering organization and product organization that is putting out a lot of different features and your
customers aren't able to keep track, maybe the engagement's not so high for some of the newer features
versus some of the core features that you had in the past, a product marketer can really help bring a
discipline of launch excellence and customer engagement, differentiation in the market. How are you
positioning the product? The second pillar for me is demand generation. So if you have much more of a
sales driven buyer journey in motion, how are you bringing the demand engines to bear so that your lead
generation, your pipeline generation is staying really strong and solid? Or you might want to think about
brand, right? You might want to think about community development as a big part of what you're doing
as a company. So it really depends, but | think in all of these, you found a spark of product market fit
before you're really going for it.

FROCERIR:

BIANNE—MRERRERENFREHHREE (PMF), XIEEEE, RAMEEANLFE, MRS
NIREBIB NI TARREAIAE . EEH—TZEE™mEH (Product Marketing) . WIRFE—NEE
BRHNTREMT AR, FEELITFSARNINE, MITNETFRALETR, RERENSSERNZOI
BER, MAFmERARAUBPREILHERE. ERPE5ENTHERUBAEN, RIOEEML~R? =
PRIEERREERE (Demand Generation) . MRME—NEZHRHERHIERIRTE, (RINAIZAFERS
EXRBRARERMELEMRITRIN? HEMRAIEBEEMmE (Brand) , HERHXELREANQEISEH
EERAMED. FIUXEURTREER, ERIANEMEXERRT, AMEERNZHE, MBABEHRET
RS HHREH NI,



[00:41:43] Krithika Shankarraman
English:

The second for me is that you're distinguishing enough between capital and marketing and lowercase
and marketing. And there's an important distinction I've learned over the years, which is capital and
marketing, the marketing team, the marketing function at the company is responsible for those channels
and artifacts and engines that are driving the funnel for the company, but they are not the end all be all of
the discipline of marketing. And that's where the lowercase and marketing comes in, which is, what do
you stand for as a company? What is the storyline that you're telling as a founder when you're talking to
the press, to the larger business community? And then it really is a whole company motion where the
product team is thinking about, "How are we going to market? What are we going to market with?" The
sales team is figuring out, "What is the right ICP, the right customer profile that decision makers, that we
need to be reaching?" And then it is this entire joining of the organizations to make that happen really
effectively.

AR ERIE:

WNEEK, EZREEXS “AKEEH" (Marketing, 15EREEERI]) M “NEEH" (marketing, IEEHIT
o REFRFFHTNEBNXF: “ATEH BHEARNNEHEEAMNRE, AREHEINRE. &
MM5IE, EEfIHAREHRFZRNE2E. XM “NEEH REFRIMS: FA—KQH, RAKRMT
4?2 fERLIEA, SRENEANE ZHE WX, FEHRMAENSRE? XKHFELERE—IN2RBMT
&, FmERERE: “BiNAERTE? RFEFAERTE? 7 HERANEFEE: “ERERNE
BEF@EB (ICP) ? HNFEMEMLRKE? 7" AERENMARANEKS, FEEERMMSEMBTT.

[00:42:47] Lenny Rachitsky
English:

Yeah. | think along these lines, there's a reason Brian at Airbnb merged marketing, or product marketing
and product management. However much of that actually happened or not, but the intention-

FRCERIR:

B, FABIMEXNEEE, Airbnb B Brian $EH (HEHTMEH) STaEERSHEEREAN. TIEXE
ZARELAERIY, EEEER—

[00:42:58] Krithika Shankarraman

English:

I would be so curious to see a follow-up a few years on on how that's been going.
FRCEIE:

BB H/VFENEEER, EFHENM.

[00:43:01] Lenny Rachitsky
English:

Yeah. Okay, let's have Brian back to talk about that. That'd be really interesting. | wanted to actually ask,
an interesting thing is happening with ChatGPT versus Claude, and it's so interesting. Claude is arguably
better at many things at code, at least at this point. Things are always changing. It seems to be a better



writer in a lot of ways. People prefer it for writing, but it's just like ChatGPT is just dominating. It's like,
that's what people associate with Al now is just ChatGPT. It's just caught mindshare globally. What is it, do
you think, that allowed ChatGPT just to be that? Is it just first mover advantage? Is it some kind of other
element? Has it been better longer? Something really interesting is going on there.

FRCERIR:

=M. ¥, TXiE Brian EIREIENX D, BREB, HELME[R, ChatGPT # Claude ZEIEELRE—HR
BEBNER. Claude ®ERZAE (ELVBIERBA®E) AIURELN. BRERELEK. EERZAEMER
—NEEFNEEE, MIEEWAEEEE, 8 ChatGPT 21 I T Hatth I, MEANT—IZE Al st S48 3
ChatGPT, EELIEERNGIET OEME (mindshare), fRINARMHALL ChatGPT JAZEI T XFthfir? 11X
BREMBE? FREMER? ERATHANNEEKRE? BERLLET —EREBNES.

[00:43:46] Krithika Shankarraman
English:

One of the things that comes to mind is the orientation when it comes to large language models, and Al in
general, is that we're just at the very beginning innings of this whole paradigm shift. And so every single
week there is a new breakthrough in Al that comes out from some lab or the other. There's this one-
upmanship on point changes and eval numbers and so on and so forth. But | think to customers, the
users of the product, the things that make it delightful are the same things that make any product
delightful. And there's a sense of loyalty that builds up over time when there is a shorter and smaller
delta between your expectations and your reality. And where those expectations are exceeded, it is
accretive to the brand and your loyalty to the product. And where there is a negative delta, that tends to
be something that it really detracts. | guess, long story short, what I'm trying to say is that all of these
companies have to think in a much more long-term oriented fashion because it's not about a race of the
best chatbot and the best outputs. It's about, how does Al become a positive force for humanity? And so
that's going to take a lot of change management and a lot of collaboration between a variety of different
organizations rather than just the companies themselves and the product experience itself, because it's
going to permeate every aspect of our lives. Our personal lives, our academic lives, our work lives. And so
to make that transformation happen, my hope is these companies are not super focused on just their
competition and one-upmanship, but rather thinking about the paradigm changes that need to happen

for our society at large.
R EIE:

FREN—RE, HTFRESREMEBAD A UIKE, HNNELTENSEXNEBHERIMNR. SAMBEREE
WERGHN Al R EToTUMTEEIELFESXM “BAELEH . ENTFEANFRARKR, 1L
mL ARRNERSILEA~ RS ARRNERE— 1580, HROFESIMEZEERE (delta) #RE/)
B, BIMEMSEZEIL, STMAREHN, EXEMN@EMENN~mBENE; mAHRNnEE, s
REmE, KiFEN, HRHNE, FIEXEATHOAUERKZHREREE, AAXFMURZXTEER
FRVEIR MR AN RIFRVRIL. MEXT Al IAMNALNRRAE, XFEAENETEERUREHAREH
LZ BB, MARNXEBRREEM~mAL, AACHESARMNEETNLHERER: TAEE. FRE
imy TIEEE, AT LXMDY, REEXEQTAEIEXEIRSMNLH, MEEREBIMMIFTELEN
SERAEE,

[00:45:31] Lenny Rachitsky

English:



It does feel like they are taking that responsibility really seriously, but it is a massive responsibility. Before
we leave OpenAl, it feels like it may be the most impactful, important company in the world right now just
because they seem to be at the furthest edge of where Al is going. And so it's just such an interesting
place to study. So let me ask you this. Just as a person working there, what's something people may not
know that's a wonderful, positive element of how open Al works that's just like, "Oh, that's super
interesting"? And then, what was maybe a challenge of working at OpenAl?

FROCERIR:
SRR INEM NGO RE, EXHEE—HEARNTE. E4R OpenAl BYiEEH], KIEEAIAE
EEtR ERARMA. REENAF, EAMINNFLT Al RRI&ERE. FIUXE— T FEEBHNMR

MR BAERMR: FA—INERELEINA, BEAARANATEAAERN. XTF OpenAl EF A IR E
EIFHTTR, LARR 1R, BREBT” ? HI, 7 OpenAl TIFrIsEEIGRIBbEZA?

Fd

[00:46:08] Krithika Shankarraman
English:

A surprising thing that surprised me at the company was just the warmth and intellectual curiosity of my
peers and leaders at the company. And truly, the sort of commitment to the mission of making artificial
intelligence that benefits all of humanity was not just lip service. It was something that was embodied
day to day. The sort of questioning that happened, the sort of pressure testing that happened, the rigor
with which products were developed, go-to market strategies were developed, was bar none. And so
that's something that | really admired, and it was a privilege to be a part of that organization. | think
challenging, of course, is just being at the eye of the storm, right? The eye of the hurricane. So, all eyes are
on OpenAl at all times, and | think that is a good thing because of the ramifications of the product. But it
also really raised the stakes in terms of how we operated and with what scrutiny, everything that we did

was looked at with.
AR ERIE:

FERAELHIFRFIN—HEERFNAZNRERMKAN. HBY, B LATERER/REARX" BEmK
BEMkE, MEAERERAEILEFR, BHHEEEHE. EHNE, URALFmMGIEHFN TR ™E
BE, MELSRLEN. XRHRIFDRMBIMTS, EEABIMERN—RERNRE. ETHRLE, SAMEL
F “RRBER” il £ERNEHIZIEETE OpenAl, FERIIF=GEMEMS, RIANXEHFE, EXWHE
RETHINEEN ML, ENFMENE—SEEHIREMRE SRR,

[00:47:09] Lenny Rachitsky
English:

Do you recommend that sort of experience for people? Because | imagine work-life balance wasn't great. |
imagine there was a lot of stress and worry constantly. Who's the right... When in your career is this a sort
of gig to take on versus not?

FROCERIR:

RERFAEFXMEHT? RAFERTESEENTFHEEEFANT. RBRE-—BEERSEHMEMT.
AEHAES - HEERULEENTAMBREGE TXFE—HITIE?

[00:47:25] Krithika Shankarraman



English:

I'm a big believer of what Claire Hughes Johnson, who was COO at Stripe, used to share with us, which is
there is a concept of a work-life blend and sort of making sure that you're working at a company that has
three components. | think first and foremost is always people. So, are the people that you're surrounding
yourself with ones that push your thinking, who are kind, who are genuinely interesting people to spend
your hours with? Because you're spending a vast majority of your time with them. The second to me is
product, right? Do you go to sleep thinking about the product, waking up, wanting to put it into the hands
of more people because you know it is going to be good for them or useful to them? I'm not one of those
marketers who can pick up any product and market it. | have to have that conviction behind the product
itself. And then third is sort of potential, right? Not just potential for the company to do well, but potential
for your discipline to have an impact on the trajectory of the company. And so when you have that kind of
potent combination, it can really change your perspective on what's draining, what's energizing. But
being very self-aware of what gives you energy is also very helpful to align with the needs of the
company, also.

AR ERIE:

FKIEFE AR Stripe A1 COO Claire Hughes Johnson B5H N2 ZEMW R, Bl “THESHERMSE” (work-life
blend) S, HBERMTE—RAF=ZNEENQFIE. RINNEENKZZA (People) . REABEKIA

BEEHSNTHNEE? MIRTER? ESERELEH. ERAERNEHA? ERIREKE S BEERMM1E
—#_o E_ZEm (Product) . MMELEERFEE™R, BERXERIEECRIIEZAFH, ANMFIEE
MINEFRRER? KFARHMBEEN"RMEEENA, BRVAXNTREEEHER. F=28N
(Potential) . RXEBATRINE S, BEFRNEZ RN QB LZBNT=EFMANE . HIREEXFHE
BHNAEHR, EENSKNEMY “GARHEE. TARMEE" NEE, FEBEBTLARBINERERZ, WTF
M AT B KRMIEFEH R,

[00:48:41] Lenny Rachitsky
English:

Let's shift to talking about Thrive, which is where you work now, and talk about what your role is. And
what's interesting, | think, about this role is you get to work now with a bunch of different startups
instead of go really deep with one. So share what you do there. And then, what are some things you've
learned there so far from a perspective for marketing?

AR ERIE:

IEFATERTIRK Thrive, Rt IRIELFIMTS, WIFNAE. FHUANAXTAEEBRMSET, FIE
BE5—BARNCIRREE, MARRN—RAT. 2F—MREBREMERA, UNEIBRINLEFNEH
MNEEFETHA?

[00:48:59] Krithika Shankarraman
English:

Yeah, surprisingly, more people know about Thrive these days than used to even just a few years ago.
Thrive's a very unique type of investment company. And sometimes, when | made the leap, people used
to ask me, "Oh, was this always in your ambition to make the leap into the investment side of the house?"
And | can honestly say it wasn't. But | think being at a firm like Thrive really gives you a very different
perspective and it strengthens your ability to be a stronger operator, whether that's in marketing or go-to
market or strategic finance, or whatever other pillar within the company there is. Yeah, Thrive's mission is



to be the most meaningful partner to founders. And so there's a lot of high-concentration, high-
conviction investments each year. And Thrive is also unique in that it's a network of builders, and so they
are really pulling their investment strategies from having been founders themselves. So my role at the
company is to help our entire portfolio with all of their marketing needs, so sometimes it means being
interim CMO for some portion of time until they find a great leader to fill that seat. Sometimes it means
pressure testing their strategy and making sure that their growth targets are ambitious enough.
Sometimes it means looking at a Figma file for a landing page that's going out the next day and making
sure the words are as good as they can be. And that variety across a bunch of industries, a bunch of stages
of companies, everything from a company that hasn't even been incorporated yet, all the way to
Databricks and Stripe and OpenAl when it comes to the types of organizations that we work with. And in
the end, the variety of domains can range from consumer to healthcare, to defense, to B2B Saas, to Al. So
itis a variety pack in the best way possible.

FROCERIR:

2H, LARENRZ, WAERNE Thrive WALLJLERIZE %, Thrive B—RIFFIMBFHIIRA AT, HFHHEE
B, AMMERF: B, #EARZMNE-—EHRMBAN—HOME? 7 FETLURSEMIR, HA2. BRIANE
Thrive XIFH AT TIFHKEELIR— TN EEFRNMAA, CrRERRFEN—ITERKNZEENET, TILEHE
EfH. #EATG (GTM). HBESER ABMEMZFFIE, Thrive ML EH ALK AREREXHNEEN
. Hit, BERSBERESEEF. SESMRHE. Thrive WRFHZAEEFER—1MEIRE (builders)
Mg, HINRARKRTHIIECERBANERH. RELTNAEEEHRINAENRAALASATNIE
TREHEBER. ANXBREEMNIRESENASE ZFEE—RIERIGE CMO; BRERE X6
REQFHITEDNE, HERMIAERKEMEBER, ANEREEELE _RMBRMBHEMA Figma X+,
RXFERARETTE. XMMETI. BMBRISHEIFERAN, KNEREMEILQFE Databricks. Stripe
OpenAl, #H&REVTIEMEERFIETT (RIE. ER. B2B SaaS BE| Al, XEER—1&EHN “KILE” .

[00:50:43] Lenny Rachitsky
English:

And so what are some things you've learned so far? Because | imagine this is a very different experience. |
don't know, especially things that you've changed your mind on even, working with a bunch of
companies, early stage versus, what can | say?

FRsCERE

X
BAREMALMRFETHA? RAREBERXE—MEERRANGEE, BRETAEBERIFEERETEHE
B, EEXASTREME (R vs 58 NAEAERE?

[00:50:57] Krithika Shankarraman
English:

It's a really different method of operating. And so when you're in the leadership role for marketing within
a single organization, you have at least a medium term north star in terms of what your teams are trying
to drive for the company. And as much context switching as there might be, there is still one company,
ideally one product, one buyer journey. That hasn't always been the case, especially with OpenAl and
Stripe, but it can span B2C, B2B, B2D. Thrive is very different in that if you want to be a meaningful
partner to the founders, you cannot just jump from 30-minute call to 30-minute call to 30-minute call. You
have to go deep to understand the context. And if anything, it's really underscored my ethos that you as a
marketer, the best thing that you can bring to the table is your adaptability and flexibility. So, to really
diagnose and not just try to spot patterns and themes and playbooks for these companies, but rather be



very deep in the trenches with them to understand their unique context, their unique concerns, their
unique characteristics, and their values and what they want to bring into the world. The reason that they
want to work with Thrive is not because we are bringing our past experiences to the table, but rather
because they're trying to do something new that has never been done in the world. And so those are
engagements that are the most exciting is that you are building and going into uncharted territory
alongside these founders.

FROCERIR:

XBRB— M2 AENZEAN. SMEE—HAATEEEFRASAEH, RELE-THHNILRERE
%, IESIEAAREEN. RESBRZ LT, BRHAR—RAR. BRBERLT—Mm. —PEKIKR
2. RPATE OpenAl #l Stripe A RS2 X1, EEFIAEEH B2C. B2B. B2D, Thrive IFERME, ARIREM
NEEABEXBEIERAE, (RREERRM—1 30 DHBIREIEBREIS—1 30 DHEVEIE, RBTURNT #EE
o MIRWBHAUBEIRNE, FMEBECEERATRNER: FA—BEHAR, MEFRNRITABERZMR
RUBN M RIEE. REEMIZE, MAXNBRENXEQATIHEN. TEMRRFR, MESHi]—iE
RNEIER, TERMEMNIRGHE R, JRSEM. JRSESIE. NERURMITEFLAMRNARA, w85
Thrive &1F, ARENFANFRTIENEZR, MEEAMI]ELEM—LEHR EMREIMER. XEE
ERERLAMER, RARESXLESIIEA—EFENKIBGIH,

[00:52:26] Lenny Rachitsky
English:

| bet they're all like, "Krithika, what is the playbook for growing this B2B SaaS company?" And you're like,
"Nope."

FROCERIR:
BEBETEMIIEB =R “Krithika, 1GHKIXEK B2B SaaS AFIMREFMEMA? ” MF=R: 88,7

[00:52:30] Krithika Shankarraman
English:
And | say, "There is none."
R EIE:
=W RAEEX AR

[00:52:31] Lenny Rachitsky
English:

Damn. But we got the framework that we talked about. Okay, | want to zoom out a little bit and talk about
just career advice for marketing people, whether it's early stage or later stage. You have this concept, the
chameleon CMO. Talk about that and why that's important for marketing folks to think about.

FROCERIR:

9FIE, BIEANIBENAITICIHER, §F, HBRA—SMA, RRAEFEARRWEY, TIEERHMERIE
EEHME. (RE— “B&H CMO” (chameleon CMO) HIHER., #WiKXD, URATAEHEARBEX
MEBREE,



[00:52:48] Krithika Shankarraman
English:

Yeah. The conventional wisdom for many CMOs is to be like a T-shaped marketer. And what that means is
go deep in one of these pillars that we talked about, product marketing, demand marketing, brand
marketing, and that kind of becomes your calling card in the world. If a company needs brand expertise,
they go for this kind of flavor of CMO. Or if a company needs to really grow their pipeline or their demand
gen or their consumer growth, they go for more of a demand and growth-oriented CMO. And | think this
chameleon CMO concept is a bit of a novel one in that, again, | think modern marketing leaders have to
be really good at a bunch of different things. They have to be very analytical. They have to be best friends
with the data science pod because they need to understand the impact of their marketing. They, of
course, have to bring creativity, but it is in service to the buyer journey. It is in service to revenue goals
and goals that they share with the sales team or the product team and so on, so marketing operating in a
silo is no longer a real possibility. So the ability to diversify your interest, maybe going from T-shaped to
comb-shaped is probably the right approach here so that you can go deeper in different domains when it
is useful for the company through the diagnostic that you do.

FRCERIR:

2. % CMO MRS EMN—R ‘TR BFA. XEKREEMRINSZHE (FREH. FXREH. m
RREH) 2—FFM, XRTMAEER LB, IR -—RABDFBE@ETWHIR, NS EXMHRAEE
CMO; MRFEWKELTHBEEK, MINIKERDFRME KLY CMO, FiAN “Tak CMO” B—1
EEES AR S, EANNAEHRASELTERRSIEANSE. MO RIFEEDTEEN, CORSHERZF
NARNRFHAR, RAMINERTHEHENTM. S, ilymHEReE, BIERNERKERS
B9, BABNBIRURSHEN~RENAZNETRSH. Fit, SREEMSPEEERTARE. FIL, %
BELAREOSGER, WiFM “TE” BT R “BiE” (comb-shaped, IEEZNMTHEBERE) SEERNAE, X
BEORFLR] LURIEISHRER , TEX R EHE BIVARE SUs#H TR o

[00:54:08] Lenny Rachitsky
English:

That sounds very hard. | love this beneficial of the comb shape. It sounds like | have so much to learn, so

many little skills to build.
FZERiE:
XITEERIRME, HEWR “NE” X PR, INERFIERZHNRARSY, AXRSHKEREI,

[00:54:16] Krithika Shankarraman
English:

Before Al can come in handy. Some of the most brand marketers can become very analytical with the
support of a tool like ChatGPT. If your eyes glaze over when you look at giant dumps of CSVs, it's nice to
have a partner that is nonjudgmental to kind of push your thinking and to help you understand the
details of the data behind the brand work that you might be doing, or vice versa. If you're a very creative
product marketer, a very analytical growth marketer, you can work with ChatGPT to be more of a
brainstorm partner and really push your thinking on the creative side. So | think becoming a non T-
shaped marketer is getting a little bit easier.

FROCERIR:



XriE Al T LUK ERZBIM G, £ ChatGPT XM ITAMFEY T, —ERBEMENMEEFRARBAIURREIESE
BREES]. WMIRIRBEIAMERT CSV XHMERTEEEL, BABE—NAITHIRBINHRIERIRIEE, HER
RIZfRmE TFERREIEART, BRREN. RZTA, MRAFBRE—TEEEDINENEKEEAR, R
FJLUE ChatGPT HELRINZ KM, EEIEAEEMNRNEBE, FRAUFIAN, HA—RERE—TENEHFEAR

IEQ'T%?&%_&:E'O

[00:55:00] Lenny Rachitsky
English:

That's such a good point. A good segue to an Al question. Hey, we got to talk about Al. One of your former
colleagues, Kevin Garcia, wanted me to ask you something. He suggested | ask you about taste and
creativity in Al. So he said that you're one of the best writers that he's ever worked with. You combine
technical backgrounds with creative taste. You do pottery, you should. And you're a voracious reader. And
he wanted just to poke at what you think about just how taste and creativity and writing change in the era
of Al.

AR ERIE:

WA T XIEFFIEE AIWRE, 1R, VS Al, fRUBIHN—IEZE Kevin Garcia it FKipR—F
£, EWIKRIFFRT Al FE “@K” M eI . iRrMRSEINRFNEEEZ— RERAER
S5#HEEBRESTE . REBEZ, MEARMEEDRNA. MRRA—TMRY “7FA A, @k /SN
SRR NEZ.

[00:55:31] Krithika Shankarraman
English:

| think it's going to become so much more important. First of all, | will say | am not a ChatGPT hyphen
person. | was an em dasher well before it became a ChatGPT thing. (Lenny: Me too. Me too. | hate that. But
just for people don't know, people are filtering out em dashes, right? Because they think ChatGPT is the
only thing using em dashes?) Yeah, and | don't know what to do about it because this is such a core part
of my identity, but- To take a step back though, I think if anything, taste is going to become a
distinguishing factor in the age of Al because there's going to be so much drivel that is generated by Al,
can be generated by Al, that power is at anyone's fingertips. But truly, the companies that are going to
distinguish themselves are the ones that show their craft. That they show their true understanding of the
product, the true understanding of their customer, and connect the two in meaningful ways. If they can
use Al to augment their efforts to make that happen, that's better than them subsuming their efforts. So
to build taste, there's plenty of past episodes that you yourself have recorded that get into building that
work. But to me, that is going to be a real differentiator for not only great marketers but great companies
to stand out in the field.

AR ERIE:

BRIANNESTREMERE, B, REFHRFAZAM “ChatGPT RNEFFF BIA. EWIFTS (emdash) &
% ChatGPT MirE 2, BMBREMBLAL T, (Lenny: EtRE, B2, KRB, BATILARA
B, HEAMNBEEETILIERFS, HE? AAMIEIFIIE ChatGPT A BWIFS.) B8, HAMEXEA
7, BARZRHRSMHZOES, BER—RB—FiR, TIANEA AR, REERA—TXOER. BNAI=
ERBENEE, ERUAMERZME, EEEERAMENAE, ERERMEEOCHNQE. WIERRTH
FmiEEERE, NEFPHEEERR, AUEEXHNARARRERRER. MRMNIGEF A Al RIGRX LSS
71, TARIL AIBRARXEL ], BREFT. ETWEEF@K, MECRFAIRSXTFXAENITE. B3
HRR, ZREHANEHEARNDESAN AR EIRRHAMENEIEERUER,



[00:56:50] Lenny Rachitsky
English:

There's a concept that | love that recently | learned from Guillermo at Vercel. He calls it exposure hours.
That's when | asked him how to build taste, and that's kind of a value they have at their company is just
increase your exposure hours to great stuff, because that is how you build taste. | love that. It's such a

simple actionable thing you can do.
FRCERIE:

HRIEM Vercel B9 Guillermo BEFE T — 1M HESMHIBS. MRz A “IEMETK” (exposure hours). H
iRt E IR mkEY, MR EBMIIATN—FNEN: ENRERAEFSEYNREK, BAXHIBIREL SR
BREVA R EEWXA, XE—MEEEREBEHRENG .

[00:57:09] Krithika Shankarraman
English:

Yeah. (Lenny: Yeah.) And at Thrive, we have this share channel, which is just sharing things that we're
seeing out into the world. It's not particularly deal flow news or competitive news or anything like that,
but itis things that we have seen that resonated with us for whatever reason.

FRCERIR:

EMo 7E Thrive, HMNB—MOEIME, EIHERINEHRLBINRA. EF—ERXTRBRAZEN
FHUFTE, MERLENEMRES RS RAE,

[00:57:24] Lenny Rachitsky
English:

Along these lines of not over-relying on ChatGPT, Al tools for writing and creativity, it feels like there's
going to be a big issue with people just starting early in their career where they just never learn how to do
the thing, and they just rely really heavily on ChatGPT and tools like that to write, to email, to
communicate well. | guess, do you have any advice for folks that are early career, just how to find that
balance of not over-relying but still leveraging these tools?

FROCERIR:
g “FEIEMKH ChatGPT F Al TEAH#ITSEMEIE" BB, BRI FNHABRIRLEENARKLR, 8

—PREE: IR EFARMAFENTF, MEILERY ChatGPT XM TAEXSE. RKHH®E, 3
FRAVAEEFHRA, (REFARND? Mk “FIEAMENENAXLETR” NTFER?

[00:57:53] Krithika Shankarraman
English:

| think there's two schools of thought here. One is that sort of the domain, the discipline itself stays static
and the way that you approach it changes over time, whether you're going at it in a manual way or an
automated way or an Al augmented way. But | think the other school of thought, which | more believe in,
is that the discipline itself is changing. And so what it means to market a product, what it means to show

up as a fantastic operator is in and itself changing. So if you're not leveraging some of these tools, you will



be putting yourself at a disadvantage. But understanding the underlying mechanics, this is why | would
still be a very firm believer in STEM education, is that you understand the fundamental concepts. And
then you can have a choice and optionality in how you decide to apply those concepts, but the concepts
themselves have to be there in the foundations.

FRCERIR:

HINAXBEERMRRK. —FINATHRFRETZHSH, R2MABEENAREENEMAE, TieEF
. BEfLiEZE Al 1558, BEREMATFE—MMR: FRESETRETNK, AL, “BFEFm” HEX.
‘MA—BMBHEEE” NENEIMERZ. FIUNRGEFRFMBXETR, (ML TSE. BEERE
M — X BERATAKMARERRE STEM BHENRR —2A TIiLFREFERES. ARG, RETLLEE
ANAXLERS, ERSRS B EREMTFE,

[00:58:46] Lenny Rachitsky
English:

Yeah. Easier said than done because there's all these tools now and you're just like, "Hey, | need to write a
report for school. | guess | could just, maybe this time I'll just ask ChatGPT to help me with this one."

FROCERIR:

=0, MERBZMERM, AAMEEXAZIEA, 8. 92, HRFESIERIKRSG. HE, HiFXX
HKFtil ChatGPT &K —TME,”

[00:58:56] Krithika Shankarraman
English:

Yeah, the mindset of learning has to be maybe the one that we have to really imbue as a value. Because
being of that growth mindset, if you go to school just to earn the grades or to finish the coursework, it's a
very different mindset than if you go to school to learn those concepts and to understand how to apply
them.

FROCERIR:

2H, FINOSUIFRRIOMNEER SN —MNEN. NRMHFERKEERYE, EFZRTNNBATES
AR, XEEFRFIMSHEFNANAENRTERERIO.

[00:59:20] Lenny Rachitsky
English:

That's something that stuck with me from my chat with Toby Lutke from Shopify. We were chatting about
just what is the most important things to incubate in your child? And his answer | loved, which is just,
"Curiosity."

FROCERIR:

XA T IS5 Shopify B9 Tobi Liitke BYHIR. LT “ERFH LEFNREENFARZTA? 7
HFEERMNEE, RERIFE: FEd" .

[00:59:32] Krithika Shankarraman



English:
| love that.
FRSCERIF:

HERXPEIZE,

¢

[00:59:33] Lenny Rachitsky
English:

Yeah, and that's what you're kind of speaking to is just if you're curious about learning, you'll almost
avoid some of these things or you'll use these tools in a really interesting way just to learn things more
deeply.

FROCERIR:

2H, XIERRFIRE. MRMMNFEIFHEFE, MILFIBREEEM, HERIU—TIFEEBNAAE
BAXETR, MMERNMFES,

[01:00:04] Lenny Rachitsky
English:

That reminds me. To sort of close out our conversation, | wanted to come back to pricing strategy. | have
that in my notes here and | haven't gone back to it. So let's focus on the Al and pricing strategy. Just say
someone is trying to figure out pricing for their product and they have some kind of Al product. What are
some tips, some piece of advice to think this through? Any general frameworks you use?

FROCERIR:

XILHRAEER T o EERBANTNXIEZAT, FEBEIZENHRE, RNEREEX—, BRELWE. LA
KE—T A FNENREE BIEAEEAMBIIN A FREIEEN, MEFARNEIRZANG? BHAERH
HEZRIG?

[01:00:25] Krithika Shankarraman
English:

Again, there's no playbook. | feel like it's such a non-answer, but | think the real answer is
experimentation. And we found this firsthand multiple times at Stripe, but also at Retool. | think there
was a very visceral example where we decided to bring our free product into the hands of more users and
sort of what was available in the free plan. And then there was another one that we tested out as a pricing
function where we decided to do something quite controversial, which is to take the thing that our sales
team was gated on, a self-hosted version of Retool, and made that available self-serve to anybody who
wanted it. They didn't have to talk to a salesperson. And that kind of blew up the funnel, right? Because
the amount of pipeline that the sales team saw had diminished considerably, but it also helped them
focus up market, on higher ACV deals. And so that trade-off is really hard to make, so the only way we
could do it was through experimentation and piloting to build conviction. So | would say Al is no different
in that you kind of have to test the market to see what works. Is it a seed-based model? Is that where
people are deriving value? Or is the way that they speak about the value of the product something quite
different? Is it hours saved? Is it the amount of things that they could do now that they couldn't do
before? And so there might be a metric there to go off of, and | don't think anyone solved it, especially



with agents coming into play. How you pay for Al workers is going to be very different. What is that unit of
completion for things like code generators? It's going to be a Wild, Wild West before we come up with
something that is as internalized now as seed-based pricing or usage-based pricing.

AR ERIE:

BREE, SERRNKREFM. RUNSXITRERGEEIE 1, BEEENEREEN, K17 Stripe
Retool MZREFAERETX—H. Retool B—NIEERZINGIF: HINAEILEZAFPEREINTER
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(self-hosted) Retool AMLLEMABRSER, FHREKAREE, X/LF “VHe” TR}, HEHAAEIR
BEHEAEEL, BHEBMNEITFEREHINESEESRNE (ACY) NRH. XMREREM, P
IE—mDER @ LIRS REILE Do FAIUBIAN Al RGN, (RATNIRTHIHEBEHLAEN. 2%
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EIRE o

[01:02:10] Lenny Rachitsky
English:

Wild indeed. | want to actually follow this insight you had around Retool. That's really interesting. Yeah,
so you opened up self-hosted Retool. What was the insight there, because this might be useful to people,
that convinced you to play with that? Seems like a big deal change to how you price and do trials.

FROCERIR:

HRRTE. FAREPR—TRXT Retool WILAE. XREM, RITHKR T FLBLEZER Retool, HEFETHRE
FA? AAXMEMAREER. R ARKGRNEZAXTIN? XEERENENTABAANERKLZ,

[01:02:30] Krithika Shankarraman
English:

There were two guiding principles here. One is, do people actually want to talk to sales before they get a
self-hosted thing? It's sort of like the SSO attacks, right? Is that really the thing that you want to gate your
value on? So, that was one. And so we saw a lot of demand from smaller customers that still wanted self-
hosted for a variety of reasons, because they worked in regulated industries or they worked with very
private data and PII. And so it wasn't just something that was, "Hey, if you have 10,000 employees at your
company and you're an enterprise, you want self-hosted." It was that for a variety of different reasons,
regardless of your company size, you might want self-hosted. So that insight kind of led us to say, "Hey,
where is the delineation here? Because the sales team should be talking to larger customers, landing
larger deals." And so to align those two was one of the driving principles.

FROCERIR:

XEERMESRU. F—, AMIERSLELIBREZR], BERBMBEERKT? XER/E “SSO#H”

(SSO attacks) , fREREBMEREXLEMSIE? XEH— £, HMNEBIRZ/NEFHFEIMERERRDA
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X2 1%, MRMFATVE1IHRBRL, REAL, FAEERBEUNE" . MELRATAMER), HFH
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[01:03:19] Lenny Rachitsky (Al Corner)
English:

Awesome. Okay. Two final questions before we get to our very exciting lighting around. I'm going to take
you to a couple of recurring segments on this podcast. The first is Al Corner. And with Al Corner, what | try
to get to is some way that you have figured out to use an Al tool in your work to do better work or do
faster work, to be more efficient. Is there something there that you could share? And if not, that's also
totally cool.

FRCERIR:

KET . EHNHEAOHRBLZE, EEREBERMEE,. HEFMENSEZN/LIEER T, 1=
AR . FEAAE, HEZRMAELIFPOMAERE Al TEXMEENF. ERIAESH. BHFAFTUSE
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[01:03:46] Krithika Shankarraman
English:

Ooh, it is hard to pick because there's not many things | don't use Al for these days, and oftentimes it's a
catalyst and an accelerant to the work that I'm already doing. But | think | can actually unlock my ability
to talk to dozens of companies across the Thrive portfolio in any given week, and the ability to get deep
on their context, their environment, their competitive landscape. We can do that because of the tools and
the products that Thrive has invested in from an engineering perspective. So we have internal tools that
are driven with Al that give us a lot of insights and access to expertise for these companies so we can
show up as more meaningful partners in a day-to-day basis. So | think the ability to mix Al tooling then
accelerates work that you're already doing, and then Al-based tools that unlock superpowers that
wouldn't otherwise be available to you unless you're going deep into Google Groups archives or talking
to people across the organization to pull out things that are inside of their brain. That kind of institutional
knowledge being made more accessible by Al is actually more powerful sometimes than the tools
themselves. And in fact, even at OpenAl, it's one of the things that we advised most enterprises to invest
in first is their own operational efficiency rather than just the Al magic dust they could sprinkle on top of
their product experience for their customers.

FRCERIR:

M, Rk, RARE/LFLREHAER A BNER, EBEERIFELTIFME:S. BFIAA, 2P
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[01:05:15] Lenny Rachitsky (Fail Corner)
English:

Awesome. Okay. Final segment of the podcast we call Fail Corner. And the idea here is we have all these
amazing guests, all these super successful people on the podcast, all these stories of epic wins and



nothing but success. And | think in reality, that's not the case. And it's important for people to hear that
things aren't always up and to the right and always win, win, win. Is there a story from your career you
can share where things didn't work out and what you learned from that experience?

AR ERIE:

XiET . BENEE—ITHTY “KMAE" . XTHTHRE, HMBERTXASAFTHNRER, XAZE
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[01:05:44] Krithika Shankarraman
English:

And again, this question's hard because there's so many things to choose from as potential examples
here. And you're absolutely right, Lenny, in that most careers are not the sort of linear journeys that are
reflected on somebody's LinkedIn profile. No, I'll talk about a fantastic success, which is called Stripe
Relay, which you probably... Oh, I'm just kidding because nobody remembers it. It was ahead of its
market. We launched it back in 2014. It was supposed to be the platform with which e-commerce
companies would tap into social commerce. The buy buttons if you remember that. And it launched to a
lot of fanfare, but then eventually failed. It didn't produce the sort of revenue or the numbers that we had
expected. And the understanding here was that as much as one side of the marketplace, or you might
have some conviction that you need to put something into the market for a particular moment in time,
the timing of the market really matters. And the timing of multiple parties coming together to make a
platform work really matters. And so the learning here was we hadn't gone deep enough into the market
dynamics. We hadn't done enough user research. Did people really want this? And if they did, what were
their alternatives? What was the stacks that they were operating in? And would they adopt a net new tool
versus one that integrated into existing systems directly like their e-commerce inventory management
systems and so on? And so for that reason, | think, again, it was ahead of its market and ahead of its time,
but a clear flop regardless of the effort that we put into that launch.

FRCERIR:

B, XPRERME, RABRSHFALLET. RiRFEX, Lenny, RZHMENVEEHEK LinkedIn AR
B ERREBB R AN LA, &, HER—D “BABIMI , W Stripe Relay, fREJEE---- M, HFIX
B, EARAIERE. ETETHT. HRITE2014FERHTE, EANE—NLEFRSARRAMZEEHN
Fa. NRIMEICFEHNR “WLIZFA" (buy buttons), EEAREEST A, ERAKKT. ERETER
MIREAR AT, XENHIIE, REMAENERENZATZHEESERBERENES, BEhizH
B (timing) EMIFEEER. ZHHEEMEETASENRIIBIERER, RIVBIINZ, RITKERNTH
RIS, KREMEBNAFPHR. AMMNENBREXNE? NREE, tiINBEAARZMFA? MITEERE
BERAKREMFA? IIZRA—1T2HNIE, TREMRAT —TREEZENINERAS (NEFHEFERE
%) FHIE? Fit, AN EHEXRERT RAETHHNERENEISERK, TEHRINELHLRAT
ZEH, ERZERIRKM T

[01:07:22] Lenny Rachitsky
English:

This reminds me of when Kevin Weil was on the podcast talking about Libra, which was his
cryptocurrency project that Facebook ran, and he's just like, "Okay, that was a terrible time to launch
something like that where people trusted Facebook the least in our history." And now may be a good time
to try something like that. Basically, a cryptocurrency platform to send money internationally for free.



What a dream that would be. Okay. Krithika, is there anything else you wanted to share or maybe
something you wanted to remind people of from what we've talked about? Just to leave folks with a final
nugget before we get to our very exciting lightning round.

FRSCERIE:
XLEFAEER T Kevin Weil TERBRZ B1%EI8Y Libra, IBEMTE Facebook AERMIMZEEMINR, fhid: “WFiE, AR
SERITARFENRFEERTL, FHEt AN Facebook HEEEAFHFRES.” MR fEE =X

RO, BEALE, —NAURBHITERCRHMELED TS, BEEREZE. i, Krithika, EHNNA
BRZH], (REBARDER, HEBREARNG? KIAIRERE—RT 5.

[01:07:55] Krithika Shankarraman
English:

If there's one thing that folks take away, | hope it is that they know that there isn't one clear answer to any
of the marketing problems. It seems like there's a playbook for everything, there is a framework for
everything, but the reality is the work is hard. You have to spend the hours and the time to really
understand your customer, and there is no replacement for that, and there isn't going to be even with the
advent of Al. And the other part of it is to deeply understand your product as well. What are you bringing
to the table? And not just your product, but your company's values, your unique approach that you're
bringing to the table. And really be intentional and thoughtful about that because in the absence of that,
nothing is going to be a substitute to bring that combination of ingredients together.

FRCERIR:

MRAARRBEFTE—FRAE, RHELERE: FOUEHNTLLEE—RIREER. NFESHEEHEREFMNE
2R, BRLE, XMIERFS, MBITIRAKRENBEAEETBRNER, REEMREATUEAX—R,
BIE Al HIL T B R1T. B—E0BREEBRNT M. RHRT HAME? FMUETm, EEQFHNENR.
R REVIRE 5. BIFERRIRBEREABMNGXE, HANRKEXE, EAFRARLTIEAXILEER
E/\Ji:tA

= m | == o]

[01:08:45] Lenny Rachitsky (Lightning Round)

English:

With that, we've reached our very exciting lightning round. We have five questions for you. Are you ready?
R EE:

MEHFNTNIEEHEIAORIA LR, HNBRNEH, HEHF T715?

[01:08:51] Krithika Shankarraman
English:

Hit me.

FSCEIE:

SROE,

[01:08:51] Lenny Rachitsky



English:

Here we go. What are two or three books that you find yourself recommending most to other people?
FREiE:

F—A: MRERINAMENR=ZTBEMHA?

[01:08:57] Krithika Shankarraman
English:

On the professional side, one book that | recommend to most people is April Dunford's book on
positioning called Obviously Awesome. She does a great job breaking down how to position a product
from scratch if you've never had to do that, and she's just so great for her real talk. So, really highly
recommend that. And then | love fiction, so | would say one of the best reads in the last couple years has
been Madeline Miller's Circe, which is a retelling of a Greek myth. Lyrical prose, beautiful writing, highly

recommend.
AR ERIE:

TEELGE, EAASHABREFN—Z&HEZ April Dunford X FEMH, 0 (ERE#E) (Obviously
Awesome) o SIRIRMAMI = mEN, MEERFHBIRMAMERIE, MERNXRIEESK, FEHT.
FHFREVNRE, FENERINRIIFHIBZ—Z Madeline Miller B9 (GEB&) (Circe), ERMAEMHIENE
MRS, XEME, RNOEE.

[01:09:32] Lenny Rachitsky
English:

Love the combo. April Dunford, we're huge fans of her on the podcast. She's been on twice. | think her
book is in my background. We'll link to her episodes.

AR ERIE:

RiEpVAT, M2 April Dunford BUBSEHIZZ, WREFR, FHBMHNBMAERNERE, FlISM LT
B,

[01:09:40] Krithika Shankarraman
English:

And mine.

FCERE:

HNEREHLE,

[01:09:41] Lenny Rachitsky
English:

Oh, wow. Okay. So cool. Yeah, she's the best. Okay, next question. Do you have a favorite recent movie or

TV show that you have really enjoyed?



FRSCERIE:
MRnE, KEET., Bf, WMERTHN. ¥, T—NE: MBOEREIEEENBEE I BME?

[01:09:48] Krithika Shankarraman
English:

I'm really late to the game, but I'm finally catching up on Severance. So, no spoilers, but I'm about
halfway through the first season.

FROCERIR:
BNREK, BRATEN (ALETIEIAR) (Severance) T. BIBIE, BNIBERE—FH—F,

[01:09:54] Lenny Rachitsky
English:

Wow, okay. It's hard to weigh the spoilers, but yeah, keep going. It's amazing. Do you have a favorite
product you've recently discovered that you really love?

RS ERIE:
I, i, FRIBREM, BHEER, FEEF. MRIEGSEAMTAIEEZWM. OKIFH~R?

[01:10:03] Krithika Shankarraman
English:

Granola for meeting notes because, all right, | love taking meeting notes as a way to stay engaged in the
conversation and to pay a lot of attention, but | also know I'm furiously typing away. And so the ability to
augment my notes and bullet points has been a game changer.

AR ERIE:

BF&MIERM Granola, HENICRINEID, XEEEHRRFEE, ERANEREZE2EREITF. Granola 1558
EiICMERRIBENEERZ 7N,

[01:10:20] Lenny Rachitsky
English:

That's two guests in a row that said Granola, and I'll give a plug. You get a year free of Granola if you
become an annual subscriber of my newsletter... [Promo details omitted]

FROCENIR:

ESMNERERET Granola. HIRBITI S, MRIFRAKNEBENANFEEITAE, ATURERE—F
Granola-----

[01:10:36] Krithika Shankarraman

English:



Happy to help, Lenny.
FRERIE:

BE>4eEEE LT, Lennys

[01:10:38] Lenny Rachitsky
English:

It's helping Granola, and me, | guess. Yeah, it's great. Okay, thank you. Two more questions. Do you have
a favorite life motto that you find useful in work or in life?

FRCERIR:

PN Granola MIXEBE . 28I, XIET. &F, . EBEREMNEE, FEREFAEILFRER
PRGIFEERANELATE?

[01:10:49] Krithika Shankarraman
English:

My teams have now gotten tired of me saying this, but | say it all the time, which is the delta between
expectations and reality is the function for unhappiness. And so it is much easier to change expectations
than it is reality, so | tend to spend a lot of my energy making sure that expectations are set. Not just with
customers when it comes to our external marketing, but internally with stakeholders, project partners,
and even within the team so that they understand what are some of the trade-offs that we're making, or
why we're making certain decisions. So | could not espouse that philosophy enough.

AR ERIE:

BHEABZRR T XaE, BR—EER: MSHEZENEEEHEFRRNELL, HEFALLATN
KERGRZ, FURHBTRARERIHETMIARERIKE. FMNBEMBEETHNEPIRETH, ER
BFmEXE. BEAHFEZRANRESBIWLE, iLMIBERIANTEEMBAINE, URATAMETEER
Eo HAFBHRXITEF,

[01:11:25] Lenny Rachitsky
English:

| love that this isn't, because | think when people first hear that it's about your own happiness, but | love
that it's about other people perceiving how a something did and setting their expectations correctly. Final
question. Okay, we've already talked about the em dash, but | want to ask you again. What I'm finding is,
so the story here is basically people have discovered ChatGPT's using em dashes a lot, which are these
long dashes that you have to use special couple letters on the keyboard to use. I'm a huge... | use these all
the time, and people are starting to filter them out on Twitter because they're assuming it's generated by
ChatGPT. There's content that has em dashes they assume isn't real. Will you continue using em dashes in
spite of all this?

AR ERIE:

HERZ MR, BAAAMNE—RIFRESATEUARKXTEHCHRE, EREREXT “AAMNABMNEAHE"
UK “EMSEMINTE X—x. RE—NE#. ¥, RIELWIWITS (emdash) 7, BHREEE
B—R, MENERZE, AMNKI ChatGPT ZEEAKTS (MERE LFERHFASRITHHIKE) . &



HWERITSHEIZAF, BIMEANFEE Twitter EITEFRHITSHARE, RAMIINSFIZE ChatGPT £/
. REWL, RESUSERRITSIE?

[01:12:06] Krithika Shankarraman
English:

| have begrudgingly reduced my usage of em dashes- (Lenny: Same.) ... but you will not pry them out of
my cold dead hands if you tried.

FRSCERIF:
REABRTEREMELD T ERMEK (Lenny: FHE.) —ERRIEFKILT, TN ELFRIERITS MEKF
BHFE,

[01:12:15] Lenny Rachitsky

English:

Oh, man, me too. | don't even know. It's like command, options, dash or something to even put it in there.
R EE:

i, kit, e, REEZEHAMEEAITHR, &2 Command + Option + Dash Z3E#Y,

[01:12:20] Krithika Shankarraman
English:

No, it's option, shift, minus.

R EE:

&, =& Option + Shift + F S,
[01:12:23] Lenny Rachitsky
English:

Option, shift, minus.

R EIE:

Option + Shift + /&S

[01:12:23] Krithika Shankarraman
English:

Yeah.

FRCEIE:

=1,



[01:12:24] Lenny Rachitsky
English:

I have to typeit. | can't conceptualize in my head. Yeah, and then there's actual rules for when an em dash
is the right thing versus, there's a middle-

FROCERIR:

HEFEFITHRAT, RFELEFFE. 289, MEXTFAHARZBEINS, aRizATiEs, SHRH
ALY

[01:12:32] Krithika Shankarraman

English:

Em dash and the Oxford comma, the two core tenets of my toolbox.
R EIE:

WirS M4 EES (Oxford comma), RHETAMEEHNFAIZOEN,

[01:12:36] Lenny Rachitsky

English:

Is an Oxford comma where you add the comma at the end or you don't? Is that the-
R EE:

FHESEEYIRREMESEZFM?

[01:12:36] Krithika Shankarraman
English:
You keep the comma at the end. You must.

AR ERIE:

[01:12:39] Lenny Rachitsky
English:

Okay. I'm all for that, too. It looks so weird without it. But there's also another, like a shorter not em dash.
| guessit's called something else, right? There's like-

FRCERIR:
9, HthHr. RECHBERAFET. BEE—HERR, & emdash, HBUFHZF?

[01:12:48] Krithika Shankarraman

English:



The en dash, yeah.
FRERIE:

Z endash, &g,

[01:12:48] Lenny Rachitsky
English:
En dash.
R EE:

En dash.

[01:12:49] Krithika Shankarraman
English:

That's for ranges of numbers.

R EE:

BEATFRTHEFEEN.

[01:12:51] Lenny Rachitsky
English:

Okay, okay. | love that you know all this. Okay. Well, with that, Krithika, this has been so fun and so
awesome. Thank you so much for being here. Two final questions. Where can folks find you online if they
want to reach out, maybe work with you, and how can listeners be useful to you?

FRCERIR:

9%, . BERIMMMXLETINEE, ¥F, Krithika, XXIIRIFERIR, BIFFHEF. IFERZGIRER, &REH
e MRAFKBKR IR ENIREIE, FILTEMEREIR? IRRGENIREMHT ATEE?

[01:13:05] Krithika Shankarraman
English:

Krithix.com is where you'll find links to all my online presences. And one of my personal missions this
year is to meet as many of the up-and-coming marketing talents in the world. So anyone that you know is
earlier career, ambitious, but really showing their impact at their organization, please introduce them to
me. | would love to chat.

FRCERIR:

Krithix.com ] LU BIRFAEH R EN TR, HSENPAERZ—BEIRRARSHNEINEHENRT. L,
MRMMINAEMLAFRIVEERH. ARG BEEARPRIEESEZMANA, BEMIINABLK. KERRE

N
Ao



[01:13:26] Lenny Rachitsky

English:

And then what's the best way for them to reach out to you? Is it just on your website?
R EE:

BERITRIF AR A? BB IREIMILEE?

[01:13:29] Krithika Shankarraman
English:

Yes, please.

FEiE:

2, #RT.

[01:13:30] Lenny Rachitsky

English:

Amazing. We'll link to that in the show notes. Krithika, thank you so much for being here.
R EiE:

KiET . BINSEEERETENEBE, Krithika, FFERREER.

[01:13:34] Krithika Shankarraman
English:

Thank you for having me.

FRCERIE:

BREYEIE,

[01:13:35] Lenny Rachitsky
English:

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

FRCERIR:



BRI, &, IFEBEHEIT. MNREIESAETHEBNE, AILUTE Apple Podcasts. Spotify SRS IREIEE L
BHiTHE. o, BERAHNTIAETITIL, XEFEHEMARELAXNEET. R UE
lennyspodcast.com #EIFI B TTER THREZES. THTEBML.



