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[00:00:00] Laura Schaffer
English:

... Like the dead of the night. And by that, | mean 7:00 PM or something on. I'm pretty sure it was a Friday.
We just asked for forgiveness and put these questions into the silent flow and ran as Navy test with a
small group. And I'm fully expecting, "Okay, this is going to hurt our numbers, but maybe it won't be so
bad and I'm going to be prepared to advocate the power of this data that we're getting." And | was totally
geared up thinking about written, started to write the framework for how | wanted to surface this. And we
start to get the data for this thing. I'm not kidding, an improved conversion. There's no personalization,
nothing past it, just the questions. An improved conversion by like 5%, just improved signups. And it was
one of those like, "What? Okay, what is going on here?"

AR ERIE:

------ MEERRE, BRNEREZE, ABZRAMLE 7T RER. HMHEEE “ZHER" HNOS, BERTHA
AMEPIINT LR, FHu—NBoRPBETT A/BII. HIANTEEE T OEES: “FB, X8E
SHMIENELHE, BHTFASXE, MARBLESFRCIERIRNNXLELIENNET.” HEEE
SFEmRBman LERTXERIENERT . ERYWNTFBEILEN, AKX, RUXSARS
To REMERMELETS, EEMTAESZM, (MXEMT LN, EMRAERERRA T 5%, HiFHEME
T fta? XEREEARSE? 7

[00:00:50] Lenny
English:

Welcome to Lenny's Podcast where | interview world-class product leaders and growth experts to learn
from their hard one experiences building and growing today's most successful products. Today my guest
is Laura Schaffer. The week we recorded this chat turned out to be Laura's first week in a new gig as head
of growth for Amplitude taking over for a previous legendary guest, Elena Verna. Prior to Amplitude,
Laura was VP of product and growth at a company called Rapid. Before that, she spent over seven years
at Twilio as Head of Growth and PM lead of the growth platform and experimentation platform at Twilio.
In our conversation, we dig into Laura's career growth framework and the importance of carving your
own path versus waiting for one to be carved for you. We also get into a bunch of tactical and surprising
advice around running experiments, making decisions on gut versus data, developing your growth
strategy and how to sell your product to developers. Laura has a wealth of wisdom and | learned a lot
from our conversation. With that, | bring you Laura Schaffer after a short word from our wonderful

sSponsors.

AR ERIE:



SRIMRE] Lenny BIEE. EXE, BERHHALNFRASEMEKER, FIMTHENLERSSRM
I M IRF BN ERERN, SKMWEER Laura Schaffer, BAIRHIXORIFIXIBRE, 15572 Laura £
Amplitude BEEKHHTA (Head of Growth) BISE—JE, &R T HITZAINEFTEZE Elena Verna, 72
A Amplitude Z ], Laura 7£ Rapid AREBEF RSB KE 8. Eltzal, 7 Twilio TETtEFES, BE
BRATAUREKFESMERTER PM X8, TERNFIER, HEITRERNRN Laura BYBRV BLKAESR,
UK “FFEEECHER” MIF “LENR NEEM, BITESWMIFLEXTFETRN. SEREREIBRMHR
. FIEIGKEEUNINAEF A EHE~@IEHEN. Laura AEEENSE, BAXAMEFER TR
%, EREHRBENERENAE, LRITERXFIES Laura Schaffer BIxiE,

[00:01:55] Lenny (Sponsor: public.com)
English:

This episode is brought to you by public.com who want to tell you about their new treasury accounts,
which earn a 4.8% yield on your cash. That is higher than a high yield savings account, while still being
backed by the full faith and credit of the US government. Treasure yields are at a 15-year-high. But buying
US treasuries is super complicated. If you go to a bank or navigate an ancient government website, or at
least that was the case. Now you can move your cash and the US treasuries with the flexibility of a bank
account. You can access your cash whenever you want, even before your treasury bills hit maturity. There
are no hold periods, no settlement days. Just a safe place to park your cash and earn a reliable yield.
Public will automatically reinvest your treasury bills at maturity so you don't have to do anything to
continue growing your yield. And you can manage your treasuries alongside stocks, ETFs, crypto, and any
alternative assets. Do all your investing in one place and earn 4.8% a higher yield than a high yield

savings account only with a treasury count at public.com/lenny.

FRCERIR:

ZHATIE M public.com B8, L T 2MBERKS, NEWmEREIX 4.8%, XLEBREEERAEE
=, MERXERFNEEEELRR. BRERKERELT 15 FXNER. EMIXERGEEIFEESR,
RS ERITHE B ZIRIBRIBTM LG, ITE, (RAIGERRITKA — RN ERNEEE G RATEL
RERREN I, BEEREGEIMMAIL. REFEHRG, REEEH. XRB— MR HRINA I
@R LGP, Public TEEGEIHAN Beh#ITHRE, MEFEEFENEFERENRE. RERTUER—
M ERES. BRE. ETF. MEEMMEREBENRZE. £ public.com/lenny F&ERMKF, —IATUREH
THEY 4.8% HI= W Ao

[00:03:02] Lenny (Sponsor: Eppo)
English:

This episode is brought to you by Eppo. Eppo is a next generation AB testing platform built by Airbnb
alums for modern growth teams. Companies like Netlify, Contentful, and Cameo rely on Eppo to power
their experiments. Wherever you work, running experiments is increasingly essential, but there are no
commercial tools that integrate with a modern grow team stack. This leads to waste of time building
internal tools. We're trying to run your experiments through a clunky marketing tool. When | was at
Airbnb, one of the things that | loved about our experimentation platform was being able to easily slice
results by device, by country, and by user stage. Eppo does all that and more delivering results quickly,
avoiding annoying prolonged analytics cycles and helping you easily get to the root cause of any issue
You discover. Eppo lets you go beyond basic click through metrics and instead you turn north star metrics
like activation, retention, subscriptions and payments. An Eppo supports test on the front end, the back
end e-mail marketing and even machine learning clients. Check out Eppo at geteppo.com, get E-P-P-
0O.com and 10 x your experiment velocity.



AR ERIE:

ZHATS B A Eppo B, Eppo ZH Airbnb B R T AR KEPAITIEN T—RK A/BMIXFEAE. Netlify.
Contentful #1 Cameo FA BT EKH: Eppo RIREpMIAILL, TILIREMET(E, BITRIHTFHRHE
Z, BEfmrgER L TAETEERIIDACEKAMNEAERY. XERANEARENEFLZATIE,
BEAMBFERARENEHETR, HEAirbnb By, RENRBIHNIRFEN—SMEeeBEMMIRILE. BXRMA
PR N4ER. Eppo RNBEMELXLE, FEERERMLER, BEMARNEKANER, HEMBENRIKEIRR
BI1RIR. Eppo ibfREBMEMM SEERER, HMXIEE. BF. ITRMNZAEIIREISIR. Eppo Z#FH]
im. fEin. BHEHEEEVSFIRTFPIHMIR, 757 geteppo.com (G-E-P-P-O.com), iL{REYLIRERFA
10 fZ,

[00:04:15] Lenny

English:

Laura, welcome to the podcast.
R EE:

Laura, SRIMREEIFH(THIEER,

[00:04:18] Laura Schaffer

English:

Thanks, Lenny, it is so great to be here. Thanks for having me.
R EiE:

B8 Lenny, REMEEREIXE, BigHRBVEIR,

[00:04:21] Lenny
English:

It's great to have you. So | asked Elena Elena, Elena, I'm not even sure how to pronounce her name,
maybe. What is it?

FRCERIR:

REHIREER, Finld Elena (3ZHHEH) - BAREMNBFIREARE, NZEEARR?

[00:04:21] Laura Schaffer
English:

Elena. You got it.

FRCEIE:

Elena, fRI%EX 7T,

[00:04:27] Lenny

English:



Elena. Okay. Okay. | think I've said it wrong all the time. All this time. Okay, Elena. So | asked Elena Ferna,
who's a popular guest on this podcast who | should have on this podcast and you are the first person that
immediately came to mind. And so I'm really excited that we're doing this and that you agreed to be on.

RSz ERIE:

Elena, #FIB, BHFRFZ—EHIEE T FE, Elena, Firlid ElenaVerna (M2 ERIFEZIIINER), &K
ZEIEER ETE, tE—MEINFER. FAUFRIEEMEERIEENT, WREMRENT

[00:04:42] Laura Schaffer
English:

Well, she's the best and I'm really happy that she referred me because I'm just stoked to be here. So
thanks for listening to her guidance.

FRSCERIE:
B REN, REFOMBE TR, RERIIXBREMRNME. SHERITM T B,

[00:04:50] Lenny
English:

Absolutely. And it's a cool time to be chatting. You're the newly minted head of growth at Amplitude and
so congrats, first of all.

FRCERIR:
BELHA. MEIX NIRRT (RRIKA Amplitude FIIEKATA, BRFER.

[00:04:57] Laura Schaffer

English:

Thank you. Appreciate that. Yeah, this is my day two and a half here. So very [inaudible 00:05:04].
FEiE:

s, IFERS. B, XREBHNIREVE 2.5 Ko FRARTEIFE[RFEL

[00:05:06] Lenny
English:

Wow, you're a veteran.
R EE:

I, fRELRE “ERX" T,

[00:05:06] Laura Schaffer
English:

Yeah, right.



AR ERIE:

ate, &

[00:05:06] Lenny
English:

| love it. Some companies, there's a little percentage of that shows you how many people have joined
before you and | wonder what that percentage already is [inaudible 00:05:12].

FROCERIR:

XiET. BERRAZER—1TESL, SFRFHERZAANRNAEZLD, HREFFHAENEDLESZ D
To

2

[00:05:12] Laura Schaffer
English:

We had that in Twilio and | got pretty, pretty high up there after a while. We had a stack rank and a
spreadsheet. Yeah, but it is funny. So wherever that thing exists in Amplitude, | am right fresh there at the
very bottom.

FRCERIR:

FHAE Twilio HMAXT, IT7—RIEIERNOHRERIFEE. RINE-—THRRMBEFERE, EXRE
8, e Amplitude B MR EWE, HINEEERERKE.

[00:05:25] Lenny

English:

So what was the number you got to Twilio? Any, do you remember?
FEiE:

ARIRTE Twilio RS EZL? EiEE5E?

[00:05:28] Laura Schaffer
English:

Yeah, no, | was very proud to crack the top 50. That was my claim the same because as people left, you
move up. Right?

FROCERIR:
B8, HREREEHNA 50 B, BEEH “IHE" , EABEELTIER, ROHRME LA, WHE?

[00:05:36] Lenny
English:

Right. Yeah, it's bittersweet.



AR ERIE:

", ARERSYF.

[00:05:39] Laura Schaffer
English:

Well, yeah, right. On one hand it's like, "Ooh, very cool." And one of the OGs on the other hand, it's like,
"Oh my gosh, this person's [inaudible 00:05:47]. Bummer." It's a shift, but I'm excited about it for sure.

FROCERIR:

2, —FERT “H, XBT, RBTEZ— ; F—HEXERT KW, BIAEET, BEER . XE
—HEL T, BIREEITUREREIME.

[00:05:51] Lenny
English:

So you have this new exciting role and | thought it'd be fun to start to chat about career growth and just
how you think about career growth. | know you have a framework of how you think about your own
career growth and clearly it's worked out, so I'm curious to hear about it and see how it could be helpful
to folks that are listening. So yeah, can you just tell us about how you think about career growth?

FROCERIR:

BRAAMRFHIA T XL NHERURT T, BRI AK, URMBWNAEFIRWAKSN, HNEME—EX
FRUMLRKEIESR, MERAFERN. HREFIAXMER, EBCRETRTRIABER, MESE—T
fRXFERAL B R BYE RS ?

[00:06:11] Laura Schaffer
English:

Career growth is definitely not a straight lineup, but there's definitely some frameworks and methods
that have worked really well for me. And | think to dive into it, it's first good to just talk about the one that
| most typically see people use to try to grow their career and why that can be a little problematic, which
is that | see most people try to work really hard the job that they have within the role that they have at a
company. Do whatever you can to grow there, show your manager all these things. | see people keep
spreadsheets, it wins. So it can come up with performance reviews. Maybe you try to get better
advocating for yourself, maybe try to get peers to notice or your manager's peers. And that's all good. It's
all stuff.

(00:06:52):

But the problem with it is that you're limited to what your manager's ability is to advocate for you, to
promote you. And you're also limited by the explicit trajectory of your role at that company and where the
there's room for that or not at the company. And then often that perception can sometimes be a little bit
in contrast to what your perception is. And also other things that happen, your manager leaves and then
you have to restart with someone else. So the method that | use tries to take that power back a little bit.
And something that | learned really early on in my career, | was very lucky to learn by accident, was at a
company called Bandwidth, which is my first real job. And Bandwidth is now a public company and
they've done all kinds of crazy amazing things.



(00:07:38):

But | joined when it was just 50 people and | actually joined in sales and | was just hungry to make it
succeed and grow and bright eyes and everything, first real job. But | realized after a few months of being
in sales that | was often repeating the same thing over again, using the same thing to sell over and over
again. And it's like, gosh, this isn't ideal for the customer because [inaudible 00:08:04] call me and ask
these questions and get these answers and all this stuff. And it's not ideal for the company because
they're paying commission on this every time. That's not going to be efficient for our growth. And
because we were small, | was able to catch our GM and | was just like, "Hey, I've noticed this pattern
where I'm repeating things over and over again and they're asking the same thing.

(00:08:29):

| think we should put that online. | think we should make that available so they can just see it and then
buy it," because we had an online checkout process. And | was expecting him to be like, "Oh, well, | know
it's important but for this [inaudible 00:08:46] another, we need to do it this way, and obviously you've
thought all about it." And thinking, "Oh, I'm going to come in this new person, he's just going to help me
understand what I'm missing here." There's a little bit of that that | was expecting. And he goes, "Wait a
minute, tell me more about that. What do you mean?" And by the end of the conversation he was like,
"Hey, why don't you go do that? Why don't you go build that experience? Why don't you put that stuffin a
self-serve flow?"

(00:09:06):

And we called it e-commerce manager and it was like got a growth before this growth, this is like 2010.
And that moved me into a totally new position. And the main learning that | had from that was, which
really took life at Twilio and absolutely worked for me there and I'm happy to talk about that too. But the
core that learning was, your executive team and executive teams at companies are often very sharp, but
the nature of their day-to-day just does not link them with customers.

(00:09:34):

And that means that over time, especially as a company grows, they often lose access to some of the best
insights and in the heartbeat of the people who they're providing value to in contrast to folks that are
closer to the problem. And so that means that your superpower is in really pulling those insights in and
bringing them to life, staying close to the customer. There's not a single leader or executive that isn't
going to be stoked to hear about valuable customer insights that highlight problems they might not be
seeing. And there's a lot of those. So especially when they align to North Star metrics, those ones are the
powerful ones. That was the way that | grew my career at Phil and I'm happy to share that journey too.

FRCERIR:

BRI KENFB—FEL, EMIE—EERMNAGENEREEER. ERNRTZA, RFLRKXREREE
BIMARKAREARWEENSZE, URATARMGEANEFENH. ASHAMBTFERENRMULIFSE
NI, R—YIFAIEESACRTHK, MEZERTECHRR. HBEIEASILTEEFXRE, iBRE
SRS, UEESHITHERER. BIFRaSREFtNECENAmE, HELRFNEENRLEEE
R XLEHIRYF, WREMHE,

BiREET, MOEARRTMRIIBEARFEBEESN, MERRTABRNESZRUNBHEANDT, UKRAT
EEEHENN=E, MR, ABRMRNEEENARSRIEIIANAFNT. WINESREREMTER, LLIIREY
SEBERT, (RAMSAMHEEERTS,

FRUFERMN A EZRZHITE—R E . XRHRARWEEFREAFEIRY, HBFFHE—ZK0 Bandwidth B

RB) LR, BRFHHIE—HMEXTIIF. Bandwidth MIEBLZEHT, MIFERELHE. EXRMANATRE 50
A, BYREHFES), BIEAMBILATNL, BREEANE—HIE. EEBTITAHEER, REAUACS



EREEERMMNIE, ARFNAIHEHN, RESXNEARKEAFER, FHAMISITERIERZXEFRIR
A, WAEEAES, BASREEZMAE, G RKKREERS,.

HAARBME N, BENSRIENNEDEZE, Rii: 98, BART MK, REETEEERENSES,
FERRIBE—E, REFHRINIZIEXLERNBTHEINL, HIEEEREIHEE.” AARINENEZETE
KAEKRIE. RELUNMRNR: B, RNEXREE, ERENXEIFNER, HiBIIEIEN S M
HRUNMSBERELEFET T4, ERMWHR: “FF, BSRIAWR, MBAATR? 7 KELERN,
W MR, RAAREREE? REWERMAL, ERLERARHBERSHE (self-serve flow) 2.”

FAHEA RN “BFESEE" , XBARE 2010 Fi98y 8K R XBHHENT — 2RI
BMPRENZOBINZ —XEEFRE Twilio R EEFRFE T R ORIE—RRNSERNBEIFER
B, BMNEBEILEERRE T T EERERER. XEREMEQRNK, IIEERREN—4F
FRRNERE, Fit, /B B mETRIXERARAREMESLE, RIFSEPINLESEM. 28
EA—IAFENSEERIEETMUNTEZMANRNENERE A ARNSARENE, FiEdXERE
S54ttk 2545 (North Star metrics) #388, EfIMNNHEREARN ., XMEBRERWEERAKHSR, KL
RAEDEMMEIRIE.

[00:10:18] Lenny
English:

Yeah, it'd actually be cool to hear maybe another example of that. But | think an interesting thing that
comes up for me here is sometimes you may have an awesome idea and it may not immediately happen.
It may not be like, yes or let's move on, that's right, immediately. And | think it's important to just
recognize they're not going to follow all your ideas, but they're always looking for better ideas. And to
your point, they may not have the information that will lead to an idea that you will have because you're
on the ground dealing with real problems, day-to-day. So | think it's important to recognize you're not

going to always get your way and that's normal.
R EIE:

2, MREBWN—THIFRAET. EFBEN—RZE, EREMAEE—NMRENER, BEFZUAIE
o BEAEBAFAZD LR “KFT, MXAN" » WAATIRIX—_RERE: WIIASRAIRFIERERE,
B —EEIHREFIRZE, EMIRFTR, MIAJERERBIEERSTEMBENRE, ENRE—LL
EBHERNKMREE, L, BIREMMATREZNRUERRER.

[00:10:52] Laura Schaffer
English:

Yeah, totally. And it's almost like building up your individual brand a little bit. And | think one of the most
powerful and accessible ways is learning about your customers. There's always those people at
companies who's like, "Oh, well, she just knows our customers or he just knows our customers, they just
know our customers. They just know." And it's like, "Well, how?" "They just know. Let's ask that person.
Let's get their feedback." And those people often have a good amount of brand recognition of powers
within the company and they're often thought of when the company needs to do something new or

different or if someone is hiring, maybe they're thinking about that person for a cross team thing.
(00:11:31):

So it's one of the ways that you can build that brand. And again, | think it's a sweet spot because it's
something that is very valuable to everyone, all the way up to the most senior leaders, which we can talk
about here in a minute. And so it's going to be valuable for you in a valuable tool no matter where you're



at in your career. And that's not always an immediate payoff, but it often does give you a trajectory

outside of just your role and just your manager. It gives you something a little bit broader.
R EIE:

Rito XARGERBILMHMARE, HINNRBARERESZKLANLGAMZ TRIFNEF. QRE2870F
BN, ARZW: "B, tIiFETEZNINER" & “MRIEEF” . JIAZE: “SAMEIE? 7 “ff]
FENE, ERIEBMAR, FIRMWINRE" XENBEEQERNBRAERENGEIATENZEI. A
ARBEM—EHEHH RN, HEBATBEBERNRMN, FEIBEEDA.

FIAX BRI ARENGZEZ— MAKRUAXZ—D “HER™ , BNENESIARENE, —HIES
BT, TILRATFRUEENP NN, XHBR—IMERNILR, BACHNSMETRAOR, BEES
BENIMEM— R B AR A BNIIENMKNT, HLIRE EIN=IE,

[00:12:05] Lenny
English:

So maybe a simple way of describing to mirror back what you're saying is carve your own path. Don't
necessarily assume your managers will give you the path that makes most sense for you or even give you
the biggest opportunity. Just propose, "Hey, | think this might be a better opportunity and I'd love to
pursue it." I'd love to hear the Twilio example if that's generally-

FROCERIR:

FREL, A—MERENAARSEMOMRIE: FRMECHER. FERZTNEESNTEHKZESIRE
Bz, EEFEREMNSIGMEANNR. MRZEMDRI: TR, REEXAEE—NEFNE, T8
E=.” RIRAAIAIT Twilio AR MIIF, S1RFSERYIE,

[00:12:25] Laura Schaffer
English:

Yeah. So when | joined Twilio, there was no growth team at all, not even a breath of it. | joined in product
marketing and | was leading our product marketing for our messaging lines, but | followed the same guy
that | just mentioned. | made it my own personal policy to like, hey, I'm going to do my job. And I'm going
to do well, I'm going to keep notes of things I'm doing well and all that stuff because it's good, but I'm
also going to get to know our customers. And I'm going to get to know our customers really well and I'm
going to pay attention when I'm connecting with them, not just about the space I'm in, but just broadly
what are some of the pain points and things they're articulating that are relevant to the business and
what we're trying to get done.

(00:13:00):

And one of the things that came up was that users were struggling and folks were struggling to get started
and use Twilio. And that contrasted so deeply to some of the things that our executive team was saying
and had high conviction in our company had high conviction, which is that Twilio was so easy to use. In
fact, it was top three things about Twilio that we were really trying to get out of their brand. Were so easy.
Developers love us, they say we're so easy. And there were tweets coming all the time, developers saying
like, "Oh my gosh, they got started in a couple of minutes." So there's all these things that made that
compound and made that conviction stick. But as | was talking to customers, | was hearing a very
different story and it made sense as we were penetrating new markets, adding more products, we were



adding complexity and we were pulling in folks who were a little bit less motivated and those things
contributed to people saying this is difficult.

(00:13:55):

And so at the time, this wasn't a 50 person in where | could just go to the floor and go to someone and be
like, "Hey, there's this thing | heard about, | think we should do something." But there was another tactic
that | could take, and | just started sharing a voice of the customer report. | started sharing my insights,
started writing down and just sharing them. And it became with digest and eventually people were like,
"Hey, can you share it with me? Can you share with me? Can you get on your list? Can share with me?"
And this was in a few months of me joining, | was doing this. And then that turned into, "Hey, you should
host a quarterly voice to the customer session or for all of product." And this was a request that was
coming from some of the senior leaders at the company.

(00:14:33):

And when our Jeff Lawson is our CEO at the time heard about, he started attending too. So now in the
session | started pulling in other people's insights too, because now they had a forum for this. | could do
that and have people send that to me and | could compile it and all of these things. So then this
established me as that person who knows about the customer even after short tenure. And then when
came time to do annual planning that year, and | joined in 2014 at the end, so this is 2015, | pitched this
idea, "Hey, we think that it's easy. It is not. Here's data that | have, the information that | have and | think
that we need to start a growth team here and that needs to be a core focus." And | was able to bring in a
really critical partner to that and other folks who could support that because | had built up some of that
trust.

(00:15:28):

So by the time | was making that pitch, | had someone on Andre Crow who was the seventh hire at Twilio
and got to number three on that spreadsheet or whatever who was really close to the CEO being like,
"Yeah, we desperately need this." I'm seeing this. He led a website, he basically created the Twilio brand
and he led all the website stuff and he is like, "Yeah, we definitely need this." So not only did | have that
little bit of trust from the executive team, but | also had folks who were just trusted on their own
advocating and supporting this that | was doing. And so it was approved just almost very easily. | put stuff
together for it, but it was the meeting before the meeting had already been done by this other thing. So it
helped me create the growth engineering, growth product team at Twilio.

AR ERIE:

8. HIMAN Twilio B, RAZHEKE, EEEXMISE LB, HUARNE~@EHRL], AFEREW
$Stk. BREETNARIBNRN: RSMFARIE, ERTFHRESITFRMS, ERBESETRNTHRE
Fo RIAERANMT M), XA MNERATOGTE, B ZXEMIRENS WSEXNE
=

o

HREAMN—REE, BRELFER Twilio HIFEIZ, X5EERMBIAANAMA T &R, QB S
B{E Twilio FEHZH. FLLE, “FA” 2 Twilio M BRI=ZAER. AREENRHA], HENLFR
Ro LR ERIREARER “KE, LOHMEET” . RERFINRT ARNXMES. BHHESE
P3RE, FJIAET T2 RENSKE. BERMNHENFTHG. BM~m, EXREWEEN, i1k T —LE5)
HNESBHAR, XERZSBAMIRR Twilio R¥EM,.

LUNATBEARIES0 AT, HFEEEZERIIEA@aR 12, RAETHE, BIESMATA” . BRRNT
F—FhRER: BRABPE “BF ZE" (Voice of the Customer) RS, BFEE THRIVARHNPZELE, X
BT —RER, ERAMGHEKR: IR, EBOZHIKD? seBFHMSHEIIRE? ” XERETENREN/L
AR, EE, XELERT “MRZABNTRENEREEEFZERN . XRAFA—LELASIEEN
EK,



L ZEYRY CEO Jeff Lawson IffififE, fitiFiaSM. T2, ANFRBARCEREMANREE, RANER
T—MitlE. XMW T HREN “BEFHON BER, REBRARBERK, BTHRENFERLN (F2
2014 SFRAINGY, FRUABBRE 2015 6F), HIBHTXMEE: B, BRIEF~mFH, HEXFA XBRREE
EIENES, RAANRNFTELHRZ—MEREA, FREFAROER.” BARBEKEL T —ENGEE, &
PRIHhIHE T — (U X B EFN A S FE,

HIMX MRS, Andre Crow (TwilioMISE 7SR, EAMRRLHSE 3, 5 CEO XARIFER) BK
T CRBHY, BATEIREX.” AR meE, BRI TXNEE. Frl, HRGRE T SEFERY
—RfEE, TEREEASMERGEENAERFK. BRE/NVNFIFEIRFEIL T, BATEE T, BHSE
FEAZWZAE, BIZAINEN, FHEELE THKT. X{Ea 7 IHAE Twilio HE 7K TIZME K~ mHE
FAo

[00:16:14] Lenny
English:

I love just how proactive your advice is here. There's a lot of people that don't do well and then just like,
"Oh, I never had the opportunity or | kept got looked over all this time." And | love that there's all this just
like, here's things you can be doing to get in front of people to provide value, to just create opportunity
for yourself. Any other advice along the lines of just like, here's the things you could do for yourself versus
waiting for someone to come and give you opportunity?

FRCERIR:

BRIFEEWFZIMIRREDHEN. REAKRITFRZIER: B, BMARLEINR, HER—ERZM.”
HERMAZHXLE: RAUMXEERRTEC. RHNE, MTTABCEIENSR. XT “NECEIENR”
MR “BFNZ" , MEEFAHMEINT?

[00:16:42] Laura Schaffer
English:

Yeah, | think that's the most easily actual because to do all of our jobs, we need to know customers, we
need to know about customer insights, product, we need to know. But then also customer facing teams,
social, those want to crack into product. Your insights are extremely valuable. You're talking to customers
every day more about their problems and their pain than a lot of other people do. And so that is by far
and away to me the most powerful and accessible by anyone in any role in any space. But I'll also say that
that broader concept of just, hey, there's things that, and things of value that you know that others can
benefit from at your company and building your brand as someone that is supportive, smart, creative,
able to solve problems, make sure that you're sharing that. And so maybe you're really freaking good at
communicating with brevity.

(00:17:35):

I suck at that by the way. So more powered anyone that can do that, I'm actively working on it. So share
that. Go to your general Slack channel or whatever and just be like, "Hey, just wrote some tips for how to
do it, some ways that | am good at this." And those kinds of things can really go a long way towards
people starting to view you as an SME and not just the space that you're in, but in broader areas. And that
can always present open doors for you and other people are looking up to you and seeing you, someone

who's strong in ways outside of just the role that you're in.

AR ERIE:



B, WANXBREHMEIToIN. BABMEIE, RNOATHRER, THREFRRENSm. HFIRE
FEAEFHER AREE. FR) HERKEF@IBINARL, RITBEEDRAEER. RI1EXE
EMZEARR, LLHMAETRMNNES. FAUNERR, XEEAAE. ERTEHNAREZENREK
BRAZRNNIE,

tesh, BE—PEZRS: EARE, MEEEE LI AGMTZaNENENRA. EILECEER
—MNMRTFBIAC BREA. BEIE. BEFRREENA, FREROEXE, b, WIFRIFBERKEER TR,

IRER—T, HAEKXD, FAUARRMARGEMEIBA, REESHH, MEUDERXLE, X Slack IAH
MERMNER: R, HE T -EXTNEEEDEN/IEL, XBHEBRNGE" XLXEBEEILIREFAR
RN — SME (JUREXK), NMURTIRFAFERISUE, EEIEE ZHTE. XEREAIRITHMBIAIT, L3
ABRURERIR TR Z MR ARBES o

[00:18:07] Lenny

English:

SME is a Subject Matter Expert, is that right?
FRCEE:

SME 215 Subject Matter Expert ($HER), #13?

[00:18:10] Laura Schaffer

English:

Yes. Thank you for unpacking my acronyms. That's another thing that | am actively working on.
FRCERIE:

M. HEMIERRNES, XUEREASIENS—4SE (DA%ES).

[00:18:16] Lenny

English:

| got you. I'll be on the lookout.
A EiE:

&R, HEFEIMER.

[00:18:19] Laura Schaffer
English:

Yes.

A EiE:

a0

[00:18:19] Lenny



English:

Maybe one last question along these lines is do you have any advice for framing the proposal, framing an
opportunity to your manager, higher ups that you see has worked best broadly?

FRSCERIE:
*FXAERGE—NIH: ERZKENESERTIEEHETIEN, MEEEMTAEBAN. RRBIFMEI?

[00:18:34] Laura Schaffer
English:

Yeah. Yeah. And one thing | want to say too is with this stuff, | don't think that it necessarily does counter
to what your manager's doing. It's more supporting them. I've done this stuff and then it's helped my
manager promote me. So it's not necessarily, "Oh, we'll do this if your manager's failing you." Or they are
not the boarding you or they can't support you. It's more like do this because this is going to be an
accelerator for yourself irrespective of your manager.

(00:18:55):

But then also it'll be an accelerator for your manager in supporting you because one of the things that
comes into play a lot when managers figure out promotions and doing those things is they'll sit in a room,
often calibrations and with a bunch of people, and it makes it a lot easier when those people have had
some access or exposure or whatever to you in a positive light. So these things can all run with your
manager and not against, but it's just another way of you taking back the ability to build that momentum
instead of relying on all of that going through one single other person.

FROCERIR:

Bl BN —RE, MXESHFI—EREEEMEENER, ESEEXEGMI] RMIXLESE, £8
RMABHENZIZERSZHRR T o FIUXF—ER “WRELEMFAFAXAM” , MELILEENME, X
R IR ABIIESS

EiY, EHREEXZFMOMER. AAILENNREAN, MNBEZBE-—E#ATATES
(calibrations) . #IREEIZMNEMA LI IRERRN T BRSE, FERILBERRTS. MUAXLEEALL
MEERGEY, MABRNET. XRZBMFEFEEDN. BIUBKN—FA, MABE—IMFLERE—T
AE L.

[00:19:33] Lenny
English:

And what | like about your second example is you just did it. You just started doing that tenant report for
the company. It wasn't like, "Hey, | have a proposal, here's what | think you should do. Should we do it?"

AR ERIE:

HRERMRE_THIFHRERZ: (REEMREMT . (REEFBAREERMDIRS, MAZR: 1R, REMR
&, BREMRIMZX A, FMNEFERA? 7

[00:19:42] Lenny

English:



It's just like, yeah, just do it.
FRZERIE:
MmigE, %%, EEMMET .

[00:19:44] Laura Schaffer

English:

Yeah, ungate your knowledge | think is the buzzword that I'm hearing.
R EE:

BH, “BRERE9ENR” (ungate your knowledge) RIHRERIEITEI—NRITIE,

[00:19:52] Lenny
English:

Mm. Never heard that.
R EE:

i, RN,

[00:19:52] Laura Schaffer
English:

| think that's an Elena, see how many times we can bring her up. But you can do that within your own
company. Everybody is skilled at things that they aren't explicit to their role or their space. And | think
that ungating that opens opportunities. And if you're not sure, then go to my favorite go-to, which is talk
to customers, get insights. Those are incredibly valuable. So rarely do people share those when they find
them. So be the person that does that.

FROCERIR:

BB ZE Elena iy, BEHNEREWZ R, ERAIUEECARNEX AR, BTABE—LEFRITFZ
ShevtcEE. BXERIRNZHRZEIEN R, MRIRFAEZD ZMH4, BRARERERME: ENZFH
H, REUAR. XERRFEENE, MEARVEAELAIESEDDF. AL, EEETNDEBIAE,

[00:20:21] Lenny
English:

Another area | want to chat about is experimentation and growth and data, which makes sense if strong
perspectives is on being the new head of growth amplitude. So maybe we start with experimentation.
You mentioned that there's a really interesting surprising result in an experiment you ran at Twilio that
maybe changed your perspective on experimentation and what you think might work and not work.

AR ERIE:

HEWMH S — P IURR R, ERMNEBE, ZEEIRNIAN Amplitude IEKHATKA, R—EBRRZIBN
o FAIFEMSERFTIRIE, fREZELITE Twilio BITH—PSERA— MBS ANRFNER, XAJEEE T R3Y



KPR “FaBM. AT WEZE.

[00:20:45] Laura Schaffer
English:

A hundred percent. Yeah, I'm through a fortune of two mind-blowing experiments that really shifted the
way that | think about growth. So one of them, one of my favorite ones happened very early on at Twilio.
So after | created this growth team, one of the things that | saw as to me an issue was that under signup
flow, we just asked people for a username and an e-mail, like a password, and that was it. And that's
actually relatively common at the time. This is a while ago now, everybody is [inaudible 00:21:16]. But we
didn't, and actually there was a lot of existing conviction around that. | was like, "Hey, we retarding
developers. Developers, they just want to do, they just want to get their hands on things. Don't put
anything in their way, it's going to be disastrous. We don't want any shenanigans here with these folks,
let's just let them in the gates."

(00:21:33):

But to me this was a really big assumption to make and a very costly one. It's like, okay, if that's the case,
we're not going to know anything about anyone. And we didn't know who was signing up, we didn't know
what they wanted to do. And that hurt our ability to understand how people were performing from a
quantitative perspective. We were a little bit lost with prioritization. There's a number of implications
here, but it's obviously a very contentious space. So this is the very first thing that | did and the first
experiment that | ran. | did some research to understand say, okay, what are the most important
questions to answer? What would | do really, really need to know? And it was stuff like what language are
you coding in, what's your use case? What product you want to use?

(00:22:14):

And then there's one around, are you developer at all or were you use something else? Because there is
rumors that we're having, not just developers sign up, which is this whole other interesting story. And |
think of these questions that would also potentially be things that our developers signing up would
understand why we're asking that it would feel natural. But anyway, again, adding anything to the signup
was very contentious, but | really just wanted to get a little bit of data on it. So | wanted to run a test. |
didn't have a team, | didn't have an engineering team yet and none of that stuff had built out. It was just
me, myself and I. But like | said, | had started to build a little bit of trust and [inaudible 00:22:50], Andre,
who | mentioned earlier who, because he was early employee and he had access to everything, one of
those people, and he also was supportive of this and had similar haunches.

(00:23:03):

And so like the dead of the night, and by that, | mean 7:00 PM or something, I'm pretty sure it was a
Friday. We just asked for forgiveness and put these questions into the signup flow and ran as Navy test
with a small group. And I'm fully expecting, "Okay, this is going to hurt our numbers, but maybe it won't
be so bad and I'm going to be prepared to advocate the power of this data that we're getting." | was
totally thinking with written... Started to write the framework for how | wanted to surface this. And we
start to get the data for this thing. I'm not kidding, an improved conversion. There's no personalization,
nothing past it, just the questions. It improved conversion by 5%, just improved signups. And it was one
of those like, "What? Okay, what is going on here?" And | actually dug into it, and what | found from just

talking to a few customers once through the flow, I'm just learning about [inaudible 00:24:00] about it.

(00:24:01):



It was actually for folks, it was comforting. When you think about it, when users are signing up for your
product for the very first time, it's new. This is new, that means it's scary. They're expecting it to be
difficult. They're anticipating that there's going to be friction and challenges and that they're not going to
figure it out. Almost like looking for the bogeyman. And that's the headspace. It's often the headspace
that any of us are in when we're doing something new for the first time like ooh, this could be very
challenging. And so by putting in these questions it's like, what's your language? It's like, "Oh, I do. | code
a JavaScript and | can select that." Well, that's something I'm uncomfortable with. That would make my

journey easier. Like "Yeah, bingo. That's my use case. Okay, I'm in the right place here."
(00:24:51):

It was actually giving folks something comforting and challenging the notion that this was going to be
difficult, just the questions because it was aligning to some of the things that they were organically
thinking about, which is what if they don't support my language? Or can | even do this use case | want to
do? And so it was just a really interesting, the takeaway for me for this, the really interest takeaway was
the psyche of the user is so, so critical. That's just as important as understanding your product and the
broader market you're applying to and all those things. Just the psyche of users, new people doing things
for the first time in your user flow, understanding that is powerful. And the simple catchy thing | say is
that ultimately the learning here is, bad friction is bad, and good friction is good. There's no such thing as
it being simple. It's just all friction is bad, which is what | had assumed going into this.

AR ERIE:

BAZH. BREZEHIR NI LARARANELRE, ENYRAETREKNEER HP— M HREIRHE
W&RETE Twilio R, EHRAREKHENG, HAIEMRAEE—MRE: RNIRERBFRREHEAFR. B
ME, LEME. XELRRER. EQAFARBMNILEE—MRAFTENGES: TR, RINETRZREFR
., AAEREHFRE, JEMNENREARER, SWRREEN. FURIRLEEEAME, Bt
R

BEHEXR, XR— M EEARBEAERNERNRIR. NREXE, HMWBR—LRM. HAIFMEHETE
B, RRIEMITEMA A, XIRETRINEEREERAFRRMNES, HNEMERHRF LHBELRETE,
XEAZR—MIFEEF NI,

FRAUXRRMBE—HE, HRHIETHE —PERH. HMT —LEHR, BFFE: BEERRFERZHNN
A? ZRELEFENEHA? EREE: MRTAESHE? MNERBREEMAA? MBAAFm? 28—
FEE: RERERARALRE? AAEEREHEIMNAREFAE, XXES—1THBIHTE,

FIQITHX LR, BREFAEEREERNNAFAER, ILWINRESREA. EXTICWME, EEMREFE
MERABEHEREE N, BERBRE—[EUE, FIURREM— IR, HNRESEH, &5 TEH
PR, ftAfBigB. REHR DA, BIENHAER, RELRILT —REE. Andre (RZAHREIBAMIZERT)
FrH, B BERMHER,

FRE—NRR (AMRAAKRLTR), HIHEE “EHEE" NOS, EBXERBMNTERRE, Hitx
—/NEBDRAFP#ITT AIB K. HT2TRIE: “FE, XSFEERAE, BEHTFFIKE, RIESHFER
IEXEHIENNE" REEFRERTERT

HLRBIELRE, FTogAEK, BRURER T, KEEAMEN, EEMAEKE, IXEMTEE i
RIEFAT 5%, FEIE: “fFA? XEAREE? " HAANHART—F, BIS/INERRENZFFARK, &K
R WFRAPKR, XELE—MREL

BE, SAPF—OEMEN~ @i, —IEEREN. FEERETIE, MRS EM, MRIBER
MPkhR, BOBCSERE. MEEIH KIE —F. XBRANZHAHREVEIEEDS.

BEMAXER, bl “RBHAES? 7 , BPS®: "B, %A JavaScript, IAILUEX D, X2
BHFRA, XFUHENREERZ.” HE K, ZIMIROEATR, FKMGT " XERKFR L4



THPRE, kT “EINREMST®” NS, BAXLERFARZE T HMIROEMRELEONES, bl
MISASHBNESD? 7 B “FREESLMFBENIZRG? 7

FRAXIEE BB, HEKH, ZOBINZE: AFPHCE (psyche) EXEE, X5EF-RlmIESFER,
BRAFRERFE-—XZHRANOERIFERAN, REEN—OREZICHNER . FNERERN, 7
MEREEN. FHELPAREERE, HFE MEERHRESIFN” , MXESHZAHIRIZ.

[00:25:50] Lenny

English:

| love that you were new to Twilio and you just year-load an experiment to production.
FRCEIE:

HERMRNIE] Twilio s EEHESLIERE MR “BENI” (YOLO) HIMUE.

[00:25:55] Laura Schaffer
English:

Year-load. Yeah.

R EiE:

iate, =8

[00:25:56] Lenny
English:

That's a big move.

R EE:

X ERIEI5 KR,

[00:25:58] Laura Schaffer
English:

It ended up being very helpful for everyone. | shared the insights from it and all these things. I've shared
the [inaudible 00:26:05].

FRSCENIE:
ZERIFAXNEMNABREER. BNZETMNPIRENER, FEFREXLERA,

[00:26:05] Lenny
English:
And [inaudible 00:26:05] conversion.

FROCERIR:



MEZERS T HRUEE,

[00:26:08] Laura Schaffer

English:

But for sure, use such processes with caution for sure. Yeah.
FRCEE:

BEHA, EAXMRE-—EEEE B0

[00:26:08] Lenny

English:

I love it. It's amazing.

FRCEIE:

BAXERIMNLET, KHET T,

[00:26:15] Laura Schaffer
English:

That the right way to do [inaudible 00:26:15] advocating for the engineers here is the right way to make
any changes in production is through or with the approval of engineering, but it was the right move
overall and definitely helped business, so yeah.

FROCERIR:

EmNGZE EXERBEATIRIMNREIE) SEEFFEPMAEMELRENZES TR ARt E BEE
i, BE—NIEMBZEED, WHEXSHEE,.

[00:26:33] Lenny
English:

Yeah, | love it. No, that's great. | like that move. | think we need more of that probably. | want to dig into
what you actually... So what is it you changed, you added how many questions and then what were the
questions?

FRCERIR:

R, KHET. RERXMEE, BIFRIMNEEESXENZH. HBRNTB—TIREER T4 - fRE
my ZANeEE? B AlR)E?

[00:26:37] Laura Schaffer
English:

There was a question around what language are you coding in? And then as an option to that, it was like,
"Oh, I'm actually not coding, I'm not a developer." So for us, it actually gave us two really, really
interesting data points. One was how many developers versus people who are not coding or in our flow?



And then what language of the coding, which was massively helpful not just for growth and onboarding,
but our documentation team, dos team. Would that end up being a critical way for us to gauge trends
over time and catch things before whatever reports would come out at the end of the year, what people
are doing, you start to see it. And then also product. What product are you interested in using? That was
very critical for knowing the basics of how to organize someone's onboarding. Are you doing SMS? You're
doing voice? To 281 or whatever. And then use case in use cases, you're doing a appointment reminders
or are you doing a autoresponder or are you doing anonymous communications for a dating app or
something. Right? So those were the very first questions.

AR ERIE:

E—NEER “RERTARIEIES? 7 o EBHREEE “BAGTHE, HARHLE” . IMFZITREM
TRMEEEBNMIER: —RRMNORBETEZLOALRENERRE; ——UINERRAIES. XML
KHFF51F (onboarding) BEAFEE), WXEHAEEMLL, XM T HRINEEKPEZHXES, LK
MR F RS R R A P TEM T 4o

REEEXRFFmVEE: R ERSN T mEHE? 7 XN FTRINEAARBFANHFIISEXREE, R
REMIEE (SMS) ? BEF? E2H? RERXTHEATR (usecase): RREMINLREE. BipEE, &
BNAZRHHERRBE? XERERILNEH,

[00:27:39] Lenny
English:

Wow, okay. So it was four dropdown questions and that increased conversion. | love these examples
where friction and increased conversion... There's so few of them. You hear about this could work and it's
rare. And so what did you take away? What's the pattern you took from this? There's the idea, it's good
friction, but is there something that you're like, what is a sign of this is going to be good friction?

FROCERIR:

M, 308, FRARE PN THERERH, RMES TRLE, FRERXM HEMERINRESRL BfFT,
XHHFRDT . BARIXMIELR, BERREAENRLD. BAMMPL2ELTHA? (RAIRAZTA?
BRY “IHER XME, BRETABREILRTY “XBEBIFNER ?

[00:28:02] Laura Schaffer
English:

There's still alleviated a problem. They alleviated the problem they had where they're coming in and
worried that it was going to be difficult or that they weren't going to be able to figure it out, they weren't
going to be able to get their footing. And I'd say that that's not unique to Twilio. That's something that |
think users experience at any front door, at any company, any signup beginning the signup loads, it's like,
"Here we go, buckle up." Especially when it's in a work context and there might be extra pressure on you
to succeed or for you to make as an accurate assessment. So | think that psyche of, "Okay, am | in the
right place? Is it's going to do what | need it to do? Can | figure it out? Am | capable?” These are extremely
common things for people to feel when they're signing up.

(00:28:48):

And so certainly, that | think can carry out to any place. I'd encourage absolutely everybody to be putting
those experiences within their early onboarding, not just for you selfishly, so you can learn and segment
them appropriately, but also so the user can feel more confident as they get going and like, "Hey, I'm in



the right place. This is going to do what | needed to do." But | think that the carry over there is just the
psyche of the user and just being so aware that it's not so cookie cutter as, "What is the problem my
market experience is and what can my product do to help them?" There's also this other thing in the
room which is so important to people's success, their ability to succeed with your products and your self-
serve experiences, which is, what is the mentality and the psyche of the person at the various stages in
your journey?

(00:29:37):

And if you're not incorporating that or addressing that, you will absolutely miss things or things will fail
and you'll be very confused as to why. We had a great experiment that I'm happy to talk about where
same concept, a totally different situation, which is later in onboarding. One of the things that we tried to
do over time to make Twilio less complex was to offer steps like, [inaudible 00:30:08] onboarding,
welcome step one, here's what you want to build. Great, we all know that now, "Okay, step one, go do this
thing. Step two, go to this thing. Three, this thing. Four, this thing. Five, bam, you're live, congratulations,
aha," all these things. So we shipped that, got that out there and | was like, yeah, it was improved
conversion. It wasn't like that great. It's like, man. We went from there being absolutely nothing, "Choose
you're adventure, figure it out, go figure it out. Good luck." To this prescriptive thing. And it wasn't
converting [inaudible 00:30:37].

(00:30:38):

So to talk to some users and there wasn't anything particularly obvious that was coming out as to what
the issue was. It was like, "Oh yeah, Let's go to step one." And we did mock the people. "Okay, now |
know, | do step two." But there was one thing that | was hearing that was coming out that feels like
something, and that was the telephone number, the telecom part. Developers when they were coming
into Twilio, it was things that were familiar to them. APIs, the language they're coding in, code samples,
documentation, things like the bogeyman, the things that would psychologically trip them up, telecom,
phone numbers. These things that just were completely out of the zone of anything that they'd ever
worked with before, especially earlier on in Twilio's journey.

(00:31:28):

But even now, right? Telecom's very different beast for most developers. And guess what was step one?
Get a phone number because that's step one. Anytime that anyone's trying to teach one to use Twilio
one-on-one, always going to sit down, ask and be like, "Okay, here we're going to go get a phone number
and configure it." And that's what anyone every time will do. However, in a self-serve experience, when
you don't have that safe person sitting next to you being like, "Don't worry, it's going to be okay, I'm going
to take you through this crazy telecom journey." They're on their own, but that's psyche telling is them
like, "Oh my god, telecom. Well, | can't do that. That sounds scary. We're getting a phone number
configured. Whoa, I'm out of my debt."

(00:32:01):

And so what did we do to test this out? Test out whether that was the issue? Actually, and it's first we're in
the MVP. They kicked them out of the portal entirely and put them into a docs page where we could
manufacture an experience where the first thing they saw was code and they're in the docs safe place, the
language that they're coding in and then snuck in there.

(00:32:26):

It was like, "Oh, get a phone number, let's go configure it." Not as step one, not as the leading thing, but
embedded. And the analogy | have for this is pilling a hot dog. So if anyone's got a dog or an animal you
have to feed a pill to, it's like you can't just feed the pill to the animal, it's never going to happen. But if



you shove it inside of a hot dog, which looks good and that's exciting, then you can get them to consume
it more easily. And so this was-

AR ERIE:

XERFER T — M. ENEETAFENNREN: 0K, BO0BRE. HORAREER. FiAN
EXAMXRT Twilios AFEE[ARN “AJA” , EEMEMREBFREBIAEIMRERE: “F7, RER
2, BFET.” FRIRELFZRT, (MURSEIRRIINES, HEFTEMEERTLIEN. FrLOXH

D — “FRXMS TIF? XEEKIMBAIFRIG? HEEEED? HAXNEAD? 7 —RAMTERERAE
Ep il

Hit, HEHENABERFSISHNRHEMANXLERE, XFNEANTIMESEEZINHITHAADE, LEN
TILAPEFGHBRIEREC: TR, HRWMST, XEFRERHIFR.” XENZOETXERFPEIG
B, BSIRAXFMUXZEREN “DHEFARE, H~mESETA” « EAE— 1M FEEENEER: AFER
BENNERBOSHOERS.

MRBAREEHFRRXN A, REMNSER—LERA, HESHERK, mMBMRETRBHERRERERZE,
HEIME S —MEBWELE, SM2EREERTEERRE, BEMFSISHNE. N TERE Twilo NEZM, &
MNERXRERPsIS, thn: “Wl, £—F, MENEFA? XiFT. F—F, EMXHSE, EZ5, M
x5 FBHD, B, REET, HE! 7

B ELET XA INEE, HRUEBMRS, E&PBAESL, BIINTEL2EEEM5IS (“RIfFE, BCERE)
TR T XMIELHNEISF, BEUEHEEKRERA. TERIMNMNBFRII T, HFEERINHTAZMS WLATE
. AP ‘B, ¥, 28—F, ARRNEEREZSL.” BE—HE35IETHENIR, BBME “BiF
S’ , BMEBE (telecom) 5.

F&REHN Twilio B, APl gwi2IES. IETRA. XEEH2MIIRENRAE, MARLEILMAEOEEFER
MERERN WRKIET , MERRENBEESHE, XERATEBEH THMNZANAIRER, LHRZ Twilio R, AN
ERIE, BENASEARERREE T TE2NERITH,

BRE-—IEAA? “FR—TBIESHE . BABREE—T. FA—X—HFAR Twilio WARZHR: “4F
T, BREENSHHAELEE.” 8TABIXAM. AT, EEBRSEES, 2ERPT RPN L%
fREZAE “FHEC, REN, RESFMETXBRNENBEZIR . BRRMS—AR, MINB0ESEFM
1. “XWp, HBfE. HRFE, XFERRITA. EEERIESHI? I, XiBHTHRIEEIER."

AT MAXZEZREPAE, HIEMVP (R/NAIfTE~m) MEBRET —HF: BRAPTEBYER S, HE
—NHETIE. EMEHANBIS T —FFE: MIEEBEININD, BAEEXT “RetE” , Bl
BHNES. ARFKINHE “RIBIESE” MEETHE.

EXABRE T, THEERERAR, MERARN. HMLBE—Th, W “GR\EZ" (pilling a hot
dog). WMRRFFIN, BLECIRE, (FAEEREIR, EASEZHN, BMRFBAZHMAE, RBEERRET
1z, RIFAN, EMZREZBHIZTE. FIUAZXME —

[00:32:53] Lenny

English:

Yeah. We do peanut butter, that's [inaudible 00:32:55].
R EE:

TR, BRMNARESE, MR

[00:32:55] Laura Schaffer



English:

Yeah, exactly, right? Yeah, hot hotdog, peanut butter, all that. You bury it. You embed the scary unpleasant
thing. And so that's what you said with the phone number stuff, that telecom stuff. And guess what? Even
though we're a good amount of the console and they're going off and we had no easy return button, it
converted better because we were addressing the big problem that was there at the time, which is their
psyche. They were not ready to come in and immediately thrown into a phone number experience. That
was letting the bogeyman and out to party and that's not what was going to work. We needed to put that
bogeyman pill and the hotdog.

(00:33:31):

And so then once that validated, then we can actually go through the business of putting that into the
onboarding float correctly and then that could be even better. But so again, the psyche of your user is
such a critical thing to be thinking about. And if something very logical isn't converting well sometimes, it
means that you're battling against the psyche of a user and you want to take a step back and think about

and learn about where someone is psychologically in your space.
FRCERIE:

R, M. EEEET. MBEEEXR, EARNTAN. NMuRNARBRAHRE. XX EIESHEM
BIERDFHN. BRERNA? RERNEB/ATETEHNSG, MEYRELESEROERE, BHRER
RMERT. EARNBRT SNRANEZE, BMAFNOERNT, W& ESF —HERMEiNHBEIESE
RYECEAISR, BRMERL “RIE" MERIER, BPRITTEN. FRNFEERD “REAR" EHABE,

—EXMRIZISEIWIE, FHATHAUENMIBE EMBBATFSISRIET, MREEIF. FRUABRERE, B
FROER—MREXEBNEERR, NRFELZIE FIFEFENRARKRNRY, BBEEREMETESH
PRI} S, (REBRE—Y, BEHTHAFAEMRNITURPLTHAFROERS.

[00:33:59] Lenny
English:

Feels like you had this experiment that was a complete redesign of the onboarding flow and that didn't
work. And then your second attempt was a different approach that's like a full onboarding flow. And I'm
curious, do you have a take on just when you run experiments? And it's something we dealt with a lot at
Airbnb in other places is like, do you just redesign the whole thing or is it better to iteratively work from

where you're today and just experiment piece by piece towards some future much better experience?
R EIE:

e RIRE A S B ANREI LI F5I AR ERMBER, ARIMREE XZHRATAENGE. KR
9385, RFHARMREITRE, FEHAFE? RIVE Airbnb MIEMMAEEBEIXMRA: BEZEEMLIT
BNARA, ERETIRHITIEN, — PP BILIEERRREFHIAFL?

[00:34:26] Laura Schaffer
English:

Here's what | would say to this is that from a high level, it's always going to be better to be iterative. And
the reason that it's better is that roughly 80% of the times, ORs in the time are hypotheses and the things
that we believe will be true [inaudible 00:34:42]. And this is amazing. There's an amazing article out there
I'm happy to share with you so you can put in the show notes.



AR ERIE:

XFX—=, BBHNE: MEMBERE, £ (iterative) BEREFH. FRETF, KL 80% HRiE, 1
MERIVANSERNER, EEBEHEN. XRIFA. E—RIEEHENXE, HREEDZHIR, (RETLUE
ERETENESE,

[00:34:48] Lenny
English:

Yeah, absolutely.

R EE:

YR, KR,

[00:34:49] Laura Schaffer
English:

That really takes a scientific approach to proving that out. Companies like Netflix and Microsoft, there's
over and over again 80 plus percent. Some companies say 90% of things fail. And so the closer you get to
something that you go bear your head in the sand or go into an attic and build something for six months
and ship it, the more likely it is that you are going to ship the 80% wrong stuff.

(00:35:17):

Whereas the more iterative you are, the more likely that you're going to catch it sooner. And failure
doesn't have to be a wall, it can be a compass, it can be the thing that leads you to the right thing. And so
you always want to as best you can, get stuff in front of customers so that you can get that compass and
get that compass activated, know where to go.

(00:35:40):

So that means doing ugly things. | tell my teams all the time, if it's not embarrassing, you've gone too far.
Got to be embarrassing. The first thing, that was embarrassing, kicking people out, onboarding, spend all
this money and whatever to get them into your center flow, and then the first thing we do, get out of here.
That's nuts. But if it hadn't validated, that would've been a very cheap but very valuable learning. Instead,
it was a very powerful cheap learning in the other direction. Okay, now we know we can invest in it. We
know that's the right thing to do. So always better to be iterative so that you are letting failure work for
you instead of having it be a trap that you fall into.

AR ERIE:

PBREXEAMZHNFAUERTX—Ro & Netflix FIHEXFH AT, —RX—RMIERA 80% U EBRIKZHE
=M, BEATEERRZ 90%. FILL, MRIMERANEE, REBEREFLMABAHS, MREAERT
HIZAB 80% $EHIRAIARFHo

MFERIEN, MEEFRRAREIR. RUA—ER—EE, ERUR—Memi, B3 1IRERERISE.
FRUMRER A REMIB AR PRI P ERT, BUEART “EHt” , M@EzEWE.

XEREERM—LE “HE" NFEF. REESFRONE: ORINMRARFLAREED, RAMREEE
To BAFILAREEM. F—HF (EAPBUEHFSISRE MREMR, RTBASHICAPSI#EER, 4
RE—MHFEMI[ILMI] REEX" , XXRET . BNRELKERIRIE, BERE—THRARBENERS
i, Bk, ERT—NMES— 1A R LIFEBABRMEZ. MAERKNMETURANEZRT, FMERZ
IEWEYE. FrLL, EEREFH, XIFRHMEEILRBNIRIRS, MAREERBBIFEH



[00:36:22] Lenny
English:

| know that you just shared as per experiment, you're probably wrong 80% of the time. In my experience,
launching a halt redesign is as negative a hundred percent of the time. I've grown weary to avoid that as
much as possible, which is like, you know that, you're taught that as you go into growth and product, but
you're just like, "Nah, come on, let's just make it awesome. Just redesign this whole thing." Especially
your designers is always like, "No, let's start again. Let's make it amazing." But it always ends up being
negative and you're like, "Okay, well, it's too late now we got to launch this thing, we don't have time to
start again."

AR ERIE:

FABIRN A D ZHSLIEHE 80% R EHEN . RIFEFZOZE, KH—MTBHEMKIT (redesign), Hfi
TR LFZ 100%. HELEMILREIREHRAIERSRE T, RATEHENE KM mIUsi KK EF X
—&=, BRESE: °F, 3, ERIHBEMSER, BBEIMNABEEMRIT—E.” FilRTHMEaR:
A, ITAHERIER, M—MRENKRA,” BEERSEHEN, ARMFIE: “FE, MEXBRT, FHilL
MR, ZEEMT”

[00:36:52] Laura Schaffer
English:

Well, it's funny, in the articles, and you'll see it was written by somebody from Microsoft who built
Implementation platform and did all these cool things, as he went into actually trying to apply a scientific
method of figuring out how often people are wrong about their hypotheses and what they're planning to
do. He's like, "I wonder if that applies to us here at Microsoft." Even for him, that question of [inaudible
00:37:16]. And | think it's challenging when there's a lot of smart people in this space doing things and it's
very difficult to think, "Gosh, am | really wrong? 80 plus, 90% of the time?" But when you think about it,
makes total sense because what has to happen for something to be successful? You have to understand
the problem perfectly. You have to then understand who's having the problem perfectly, the customer. At
what time they're having the problem.

(00:37:43):

Then you've got to put the right solution in front of them to solve that problem. Maybe you've got the
problem, all that stuff, but your solution something off. Or maybe your solution is right, but maybe it's
just not presented, it communicated in the right way. You could have any one of those things off and it's
not going to succeed. It's not going to have the metric impact you're expecting it to have. So in that
context, it's almost like incredible. We do succeed 20 to 10% of the time given everything that has to line
up. And so | think it's one of those things where you really want to go into it embracing that, "Okay, this
isn't about how smart | am or how good my team is or any of that stuff. It's just the logic of this is
challenging to get it right and let's embrace that and let's lean into that knowledge and make it a part of
our strategy," instead of finding against it.

FRCERIR:

REHE, TPRXEE (FEEHMUHN—INERETENER), StZXAREFEEAMIRIZNHER
SARES, AR “HRNEXEEHEER TR BMEXN RN, X NEE. FHINHXDMN
BIRZEEBAAR, AN “KE, FEME 80% ) 90% HBTEZHEMNIE? ” BIFEEE,



BFaRE, XxetE, BABRTHAY, FEREZLFM? MUOTSRMIBFERE,; HRsTRMIERIE
BEITREE (BFF) ; KBt ARRERRE, ARIRSEMIIENRERREBNBREGR. BiTiRk
HETRE, BRRAERX; HERRAARENH, EENAENH AR, ABEPERA—NMIFHHE,
EMARAT, AR EFRIREIRRE,

FRUEXTERT, ZREIMAEXERRLABNTT, FiIER 10% 2 20% HWRHEREER L. Alt,
MNIZIBEXFHOE: “WE, X5HFEZERAZOEANESNETLR. XRBEANCEBHIEEEE
SRRERM, IFIHERX—R, FRBHAATNBIRE, MAES 2"

[00:38:39] Lenny
English:

Have you found anything that helps you increase those odds or is just, this is the way of the world and
you probably can't significantly increase the chances your experiment works out?

FRCERIR:
BB RN AT ZRIRESRIIBMER? EREXMEH RIETME, M ERERSEEMININZ?

[00:38:51] Laura Schaffer
English:

So here's the thing, | think there's very little that we can do to make that space easier. All those things
have to be figured out. And so | definitely think that everybody is going to be in a space where their
original ideas, untested ideas are going to be around that hit rate. However, the way that you go about
validating those can be totally different and you can be very fast about validating those ideas and that's
the key. And AB testing is one of the most expensive kinds of ways to validate an experiment. It often
requires design and engineering and the PM or growth person or marketing person who's crafting it. All
these things are investments that take a lot of time even for simple thing. And then you have the time
factor, how long's the thing | have to run to have an impact?

(00:39:47):

So all of that is extremely expensive. And so | think the key is to just think through, "Okay, what are the
things | can do to quickly validate what these ideas are that we [inaudible 00:39:59]?" And you can do that
with painted doors, which is where you test rate the concept and the idea before it exists versus the actual
experience. You can do mocks. If you've got a designer, create those mocks for that experience, put it in
front of people, see how they engage with it. That can be so powerful.

(00:40:16):

You could invalidate tons of hypotheses at that state. The only things you want to get to that deep AB
testing environment or ones that have been vetted along the way. And that way, you reduce your fail rate,
because you're failing faster by using other methods. So | think | more advocate for that side. Let's fail fast
by using those tools rather than figuring out a way that you can rise above where everyone else is
operating and figure out ways to solve all that complex stuff better because that's going to be

challenging, but you can always get better at experimenting and validating things faster.
R EIE:

XN, ZANNBRMNERILXTIRERERS, FIERERTNHOIIRERE. FIUAFIAAES I ABNRIGE
A REWRVRE, HeppRAFEEIN KT, 2AM, MIEIEXERENARATUTERE, RETUIES



PREIOIEXLEARTR, XX o

A/B MR BRIEKRERBRNANZ— EREFTRIRIT. T8, UK PM. BRAGHEHARNSS, BIE
EERENESE, XERANEFERENE, AREENEEER: XNMIREEETEAS EFERERM?

FRrEXLERRESRT. FIUXRBETRE . “HEMEFARRREIEXERE? * (RAILUER “Eigi Imit”
(painted doors) , BITESSPRMALETFE Z AT NABERANAEE, (RETLMMURE (mocks). NRIRBIRITIM, HIfE
XEABHNRE, BrRaAE, MEMINHNRE. XFEEEH.

AN, RATLLHIRAREBMRIG. MMRABIBILZ IS MERIEH NRERN A/B MidIF R, X, R
AR RARNER, EAfRBIEMGE “RKIFER” 7, FAIUREREX—ME: FBAXETARERNY, m
AR IREHRE B E ARG EREIF MR RFIAEEREH, ABAMT, EBiREEEIEIRILIEMIGIEFR
TErHD

[00:40:59] Lenny (Sponsor: Writer)
English:

This episode is brought to you by Writer. How much hype have you been hearing about generative Al? So
much. But how do you take it from a shiny toy to an actual business tool that helps you do your actual
job? Writer is an enterprise grade generative Al platform built specifically for the needs of businesses and
already widely deployed at world-class brands like Uber, Spotify, HubSpot, and UiPath. With writer, you
can break through content bottlenecks across your organization from marketing webpages to sales e-
mails in product messages to creating high quality on-brand content at scale.

(00:41:34):

And unlike other Al applications, writers' training happens securely on your data and your style and brand
guidelines that you provide specific to your organization. The result is that you get consistent content in
your brand voice at scale. Get Al that your people will love for a limited time. Listeners to Lenny's podcast
and get 20% off if they go to writer.com/lenny, that's writer.com/lenny.

FRCERIR:

AHATI B B Writer 288, X T4 A BUMEIRIAE 20?7 KZ T, BIAEEMN—PMRNZHETTE TR — N6
ERSERSEFR TEM WS TRIE? Writer 2— M EWRERT Al &, TABIERITIE, B Uber,
Spotify. HubSpot 1 UiPath HFt R G IZHRH. BT Writer, {RAIUSRENMARNNERTN, MNEH
MTTEIBEERRE, MFRPUEERAMECESHRE. FEmEANNRE,

5HM A NARRE, Writer IR EMIEIE. MM REER EL2#H1TH. SRMWEBIREUAATUERE
FAERBERN—BAS. ERERERA, Lenny BEHIIFAIIE writer.com/lenny BIEIZS 20% K,

[00:41:59] Lenny
English:

Where do you find the best ideas come from for driving meaningful lift? Is it gut instinct type and
experience bucket or is it data telling you like, "Hey, or here's a huge opportunity,” in your experience?

FROCERIR:

RIBIREVEZLE, FRLRETREZRANREITEEREME? BERNEZR, TRMUBRSIFME 18, X2
BE—1ERHNZ" ?



[00:42:15] Laura Schaffer
English:

I'm a very data-driven person. | self-describe and think of myself that way. In large part because of that, |
feel you have to be constantly checking yourself and data is a really great way to do that. But | definitely
think that | would be described as someone who's going more by their gut when looking at date end
results just because of the way that | approach it, which is I'm very comfortable and very common in
using qualitative responses and things like that and supplement to quantitative data to make a decision
and that puts less of a burden on the quantitative to really make an assessment of whether something
was working or not.

(00:42:51):

One of the things | see, | think sometimes goes against what other folks do, although I'm seeing things
shift a little, is that 95% confidence rate. My background in college, | was in a lab running experiments or
really publishing two journal and stuff and we had to have that 95% confidence rate, had to because the
things that were coming out of the lab and being published were influencing things like how we do
education and how we understand how bias works and when it shows up and therefore how we can
combat it.

(00:43:23):

Things were wrong. And sending a bunch of bologna, that can cause some significantly bad things like
false positive, false negatives in that context can be very dangerous, for lack of a better word. And you
think of other pharmaceuticals, the 95% confidence rate belongs in some companies and some industries
because the risk of failure on the impact of a false success is very high.

(00:43:47):

But those of us converting users and trying to upsell folks, we are very fortunate to not have that level of
burden on us and we can take advantage of that. And so there are definitely times where | will advocate
for and I will push for and | will myself use lower confidence intervals and 95%, especially if that doubles
amount of experiments that you can run in a year. End of the day, these are all methods that we use to try
to validate the hypotheses that we have. And if you're doing a 95% confidence in a role, you're still
accepting a 5%, some amount of false success, do that a little bit more, challenge you to do that a little bit
more. And then run way more experience. If you look at the net of what your team is doing over the
course of year, what you're doing over the course of a year, you will be positive.

FRCERIR:

BR— N EEHUREMA, BEXHEENED. RAEELRRAABRESLNARMMEMNES, MEERM
FX—R S E. BEREERWHERA—NEERIBLERNEMET ‘B BA, XUNERAENSE
it RIFEEIMEREMRB (qualitative responses) R FZTEEEIE, MMMEIRE, XAET E2HIE
Filh “ERERSEN KR,

BEIN—MHE (BAUEBRENRE) BARI 95% BSE (confidence rate) HE, BAFRELKRE
SRR, RRIEX, BATBIUAE] 95% MEFE. 400lt, FAKEEHRNERIFMWMAFTH. KX
RIUEVEEURMNAINNE, MRET, K HHASEIE, IFBTENER, LLINRAMESRBEEARMH
BR MR, ERIHF T, 95% NEFEERYAR, A “ERMTY” NRRIEKS,

B FRNXEHBPERACMEMNHFEENARR, FMRFE, KREWPAENHIE, HIATUFMAX—R.
b, HENSEKEZHEMNERRT 95% NEREKIE, FiEMRXEILIR—ERIEHRERMBEAE, 1IRE
R, XEHERNARBIERIZNTG E. TIRIRBE 95% NWEREE, RMOATERER 5% NERKRIEEE, B
BE—m, ZHE—EXN, MRREEN-BENSTEH, (REAIERZERN.



[00:44:42] Lenny
English:

Wow, that is a big idea. Idea of releasing the P-value confidence interval for experimentation and data
teams. Everyone would be excited about this. Probably maybe not some data scientists on teams. Do you
do that? How do you act? Is that how you operate on your teams? Just like we don't need 95%

competence?
FRERIE:

IE, XERMABENRE, MESSRMBIERDN P BEREXE, ARBSAILRIHE, BFTHAEN—L
BIEMFR, MERNXAMID? REEAREN? REBEAMEXIFEENE? BiZR “RIIAFE 5% NE

BE" ?

[00:45:03] Laura Schaffer
English:

So I'll say this, this is actually very critically important. You must have this game plan set before you run
something. Failure mode that | see so many teams fall into is they'll run the experiment or whatever it is
and then they'll make the data fit the hypothesis. Or sometimes they'll go without a hypothesis and just
be like, "This is going to do better things for our metrics," but not a core reason as to why or what exactly
are we testing here. And so this is another area we could absolutely fall into that trap. "Let's [inaudible
00:45:36] on good 80. | think it's good. That Laura person said it was cool. So | think that that's fine." That
will always be a trap. So it needs to be very deliberately thought of in advance as a way of like, "Hey,
here's how we're going to validate this." And always, always, always, if you're going to accept more risk of
a false success or false positive, false negative, you want to then be really thinking about how you're

going to harden your validation of a hypothesis.
(00:46:03):

For example, let's take that when we talked about with Twilio where we are kicking people out and we're
sending them to the pilling hotdog experiment, and we're sending people to that experience to hide the
phone number. Now in that case, let's say that we were going to accept a lower confidence interval. |
would very much want to see qualitative feedback to confirm that that hypothesis was true. | want to be
looking at the qualitative data from the ones where people were thrown into the existing flow and one's
put into the dogs that one of them felt more confident and more like this was really easy to get through
and they felt out of a territory and things like that. And I'd be wanting to hear from the ones who were in
the other one, things like, "Oh, | got stuck on that [inaudible 00:46:48]." Like, "Figure this out, but it feels
like it's that amount of my depth."

(00:46:52):

I would want to be looking for other things to corroborate the hard data that I'm seeing. And yes, it opens
the door to whenever you open the door to more risk acceptance, you are going to have some false
successes there. But all of these things together can overall make it more likely that you're shipping more
things that are going to positively influence the customer. And again, | can't say it enough. It is a huge risk
in and of itself to not ship as much as you possibly could in a year. That is a huge risk given that very high
fail rate. So to those data scientists, and I've chatted with a few of my time, what I try to explain is that
that article, that data that the 80%, that's hard data about what a detriment it can be if you don't run an
enough experiments.

(00:47:51):



If you just run 10 in a year on there, maybe two around impact, two of a course of an entire year if you
take that approach. So data scientists can understand, "Hey, if we do this, if we run this down, we can
double or triple whatever it is, the number of experiments where we can run and overall net that's going
to result in more successes that will overall net us to a positive place." You can still tell a data story to the
data scientist about why you're doing this. Again, this is why when you asked that question identify, as a
very data-driven person. But | think some of the methods that | use can sound at the service level as more
like, "Oh, I'm going by my gut." But again, very data driven is just embracing the reality of some of the
hard data that | don't think we all embrace or are even aware of sometimes about that fail rate.

AR ERIE:

RERA—R, XEHLFEXE. MOTEBITREZAMEIETITR. HEERSEAMNBANHRBIENZ:
FHRLE, ARIULBIEERITHERIZ. HEBERRFTLERE, RBR "XIULERZY , BLE%0OR
H, BRFEIREMRTA. NRKENIZH “Laura I 80% MEEEHIT, AFXIEE" , ARLEIZE A
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FRUA R AR BAE: IR, XMERNBRIECHAN.” ME, NRFITEERRESH “EREI K
B, RELARZE INMAIANSR R RIRAYIEIE,

f51an, [E2 Twilio BYAB “PUBEZ” L. MRF(MNEZRENEREXKE, HMFIFEREEFIEMERIEFK
HiAMRIR. RESMEBLEWBRANENENBANELESE, EMHIESSRIEEE. KRERS LF. FH
MES—HAP, BMIRESR “REREBNFTT” 3 “XBHTHBEIER" -

HEFHHEMIEERECERBEROESIE. 2, EREZNLRERESE—LERNY. B5E5KE, X6t
IREAGESHEAERREMHRTE, HBRA—E: —FAFTRAESHEATRA, £EMEEXRHIX
b, THEZEIRSHRKE,

MFBLEHIENFR, RPN BREXT 80% KWK XEZHEHE, ERATRERERTENREE. W
RI—FERE 10 ML, FJERE 2 MERM. MRBITRLRHEBMEHI=E, RERBHURNEHZE
%, BEERESBIER, RAIUABERZHHRXDXT DAy’ NiERE. SMENTAHE
INNREEHERDHIA, REXNGEMEREGREERER. HL, XRZEMERLEX FRWEKNHE

=
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[00:48:42] Lenny
English:

This episode is brought to you by Writer. How much hype have you been hearing about generative Al? So
much. But how do you take it from a shiny toy to an actual business tool that helps you do your actual
job? Writer is an enterprise grade generative Al platform built specifically for the needs of businesses and
already widely deployed at world-class brands like Uber, Spotify, HubSpot, and UiPath. With writer, you
can break through content bottlenecks across your organization from marketing webpages to sales e-
mails in product messages to creating high quality on-brand content at scale.

(00:41:34):

And unlike other Al applications, writers' training happens securely on your data and your style and brand
guidelines that you provide specific to your organization. The result is that you get consistent content in
your brand voice at scale. Get Al that your people will love for a limited time. Listeners to Lenny's podcast
and get 20% off if they go to writer.com/lenny, that's writer.com/lenny.

FRCERIR:

AEITIE B Writer 881, XTFTEMIU Al FIMEFRIIEZL? XEZT . BIABEMN—NASBITAZ R —1 6
ERSTASEFR TIERYAL S T AIE? Writer 2— M EWRNEMR Al 8, THEWFERITE, B Uber.



Spotify. HubSpot #1 UiPath &ttt RKkEETZKAH. BT Writer, {Re] AREENMALNNEHIN, MNEHE
MTIEISHERRME, MERAEEIIAMECESRE. FamERAENNE.,

SHf AIABRE, Writer BIIZRZEIREVERIE. KM mh#ier L2 2# T8, SRMEIRAIUAMIRIRG
FERBERAN—MAS. EREMERA, Lenny BEHIIFAILIE writer.com/lenny BITJZ5 20% KILE,

[00:48:42] Lenny
English:

This is awesome. This is a big idea. Have you written about this anywhere for folks that maybe want to try
this approach at their company? And if not, you should.

AR ERIE:

AET, XEBRMEARNEZE, MEREETHAMAETEXD, FiIBEARSRAXMAENASE? RS
ﬁ: ﬁFF_“ZiZE_—Fo

[00:48:50] Laura Schaffer
English:

| appreciate that. It's funny, it's like all my general life to do is just start writing some of this down. | have
three children, one of whom is five months old, and then | have two and four. And so sometimes I'll start
to write and then one of them will crawl across the keyboard. And by one of them, | mean all of multiple
times. But eventually, yeah, I'll be very happy to do that if folks would be interested. I'm always happy to
do whatever | can to help folks, help empower folks with knowledge to do better because none of this is
secret sauce really. It's just learn from experience and it's always better to learn from others' experience
than your own. It's faster. So yeah, | would definitely [inaudible 00:49:35] is that, | think that's the best
that | can say, but eventually my kids will get older. | hear this and maybe | can do so.

FROCERIR:
B, REE, RNALEGDENZ—MBIEXES TR, BHRE=1EF, — M FETAK, BINEITD5!
BRSNS, BREZNFRE, EF—TRICIdRE —HNEERZE, IR RARIF/LR. B

£, MBAREME, FREABEM. HERFTRIEFMEEAR, BAMIRRE, RAXELRZMTAWE
e, RAREREE. FIMANZRELLESERRER, FIl, FROEFAIKA—R, FNMZMET 7.

[00:49:42] Lenny
English:

Hopefully. Cool. So maybe if you're watching us on YouTube, leave a comment and if you want Laura to
write in depth about this idea and spread it to your company. Okay, | want to talk about growth, but |
have one last question just along the lines of experimentation. Is there any other just, | don't know, big

lessons or takeaways of running experiments that would be interesting to share?
R EIE:

AEWLE, XET . WIRIRTE YouTube EERNWTIE, BESHIFRNFEEEIL Laura RANEEXTE
o 877, HEWENEK, EELESEFEERE—TEE: XTETRE, EEFAERBEIIROGE
"R=EE?



[00:50:02] Laura Schaffer
English:

I think we got into this one a little bit, but I just really want to exclamation point, underline it, which is
that notion of making the data wrap to fit a concept. | think a lot of teams feel and are under a lot of
pressure to show progress and, "What did you do this month? Where did the metrics move?" And it can
cause folks to feel like they have to do that, where it's like, "Oh gosh, this experiment." Everyone's got the
experience where you run an experiment and you're like looking at the data, refresh, refresh, refresh, oh
my gosh, and actually perform worse. Or it's not the same and, "Gosh, we got everyone really excited
about this thing that we all worked on really hard. Like, oh my god, what are we going to say in the QBR or
the monthly report?" Whatever it is that the results come to light.

(00:50:55):

And to this, I'd say this, that it's incredibly important for growth teams to educate out and for folks
outside of growth and leading growth, especially to understand that the best way for a growth team to
succeed, the only way really for them to succeed is to embrace the fact that they're there to validate, to
understand what the biggest opportunities are and to go after them.

(00:51:24):

And that is not something that can be done on a weekly timeline, sometimes even a monthly, depending
on the space you're in and what's known and unknown. And so any growth team that's beholden to short
timeline wins and improvement is always going to be dangerous. That's an environment that's conducive
to vanity Metric usage and massaging the data [inaudible 00:51:47]. And ones that are more successful
are ones that are reporting over longer periods of time. Because | think growth team, given enough time
to fail, enough time to learn the right thing to do is absolutely going to show success, real success. Not
that, "Okay, we're going to make this data fit." But real moving the metrics success.

(00:52:03):

And so definitely educating out. If you find yourself in a position where you are beholden to that, share
that 80% fail rate. Just math, statistics, data. You cannot be successful in an environment, but over time
you can be. And so that's one thing | definitely would draw on. | end up spending a decent amount of my
pie chart at Twilio and then also at Rapid where | was after that and I'm sure I'll spend some time at
Amplitude as well. Just helping folks understand what is the healthiest ecosystem, most powerful
ecosystem for a growth team to operate in. And time and expectations over time is a big part of that.

FRCERIR:

HMNZARE T —=, ERENEMEHIER: BME ULHERDOSE MRS Bi8E. REAMNEIKRE
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Twilio. Rapid UK ILTER) Amplitude, FHEBZERAR—BBOBHEBBARIER . ERKEANGFHNRER. &
BANESRAZRTAEN, M “BYE" M WKEEROTHE" SHPRRX—I.

[00:52:46] Lenny

English:

When you say pie chart, it's like the pie chart of your time like a big chunk of your time goes to this?
R EE:

HIfEE “DHE” B, ZRREEIDENHEL? Wt iR RMEAR—E BT 7 X LE?

[00:52:46] Laura Schaffer
English:

Yeah.

FEiE:

=i

[00:52:50] Lenny
English:

That's awesome. | like that. | use white charts a lot as to describe that same idea. Just to be a little more
concrete there, what is the timeframe you think is the minimum for a growth team to be thinking across?

FROCERIR:

KIET, RERX M. HhEERHERERX MIZ. BAEFKR, RIANEKENE ERZEN &)\ E
BENZEZA?

[00:53:01] Laura Schaffer
English:

| think it's good, especially for newer teams, but even teams in general. Commit to something that you
can do over the course of a year and low, medium, high is always helpful in that space. A lot times-

FRCERIR:

HiINA, HANBNTFHEN, EEZRERN, REET—FALINXLEETZLREN. EXMBERT,
“Re BB ZETHERREENN. REME—

[00:53:01] Lenny

English:

What do you mean by that, by low, medium, high?
FREiE:

s “R. A & BHARE?



[00:53:17] Laura Schaffer
English:

Low, medium high, more like, "Hey we've got a few bets that we have or few core hypotheses." And if they
take off that's going to be our high bucket like, wow [inaudible 00:53:26]. We think these things could
become lightening on a bottle here, but they could also be a bunch of [inaudible 00:53:31] missed. But
until we run in, we're not going to know. And if those bear out though, then yeah, that's our high. And hey,
we've got a few things that we think are safer. Maybe it was validated a bit in the previous year, what have
you. And these looking really the metrics this amount.

(00:53:45):

So it's helpful to give people though that construct, it deviates from it very hard deviates from this notion
of like, here's the single number that we're going to hit. Just things that help people understand that
space a little bit better and what to expect. And because of that it can be a little bit lumpy. There were
some things that you released. Truly for the most number of years, can be easiest to talk about in this
construct here, but there's one thing that we did that generated tens of millions of dollars in the pipeline,
was really, really powerful and took, sometimes navigate and validate. Other times we did that
onboarding stuff that | was talking about catching those things. That could happen on a little bit of a
faster clip but still took some time to validate and understand. But yeah, over the course of a year you
should generally be able to commit to movement. But help people understand the methods there so that
they're not coming at you on a weekly basis being like, "And what did you do these past couple days?"

AR ERIE:
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[00:54:44] Lenny
English:

Okay, | got to follow up on a couple of these things. What was that big change of Twilio that lead to tens of
millions of dollars?

FROCERIR:
YFRY, FIFER—To Twilio BB NHREAT HETWEMNIEATHUZNA?

[00:54:50] Laura Schaffer
English:

This is part of the course that | teach at Reforge.



FR3ZERIE:
X2ITE Reforge BUIRBNIRIEN—EB 73

[00:54:55] Lenny

English:

Oh, amazing. You get to work for Reforge with [inaudible 00:54:57].
R EE:

I8, KiET. {RTE Reforge T{E.

[00:55:04] Laura Schaffer
English:

I'm actually interested in retention, | think is my part. Right now, I'll give you links so we can [inaudible
00:55:05] in the show notes. But yeah, the high level version, this was deeper into my journey at Twilio.
This is fast-forward a few years, build up this team and some cool things going on. But | was really looking
for what's the next big thing for us to do? What could that be? And | noticed, remember that question very
back of the day when | asked about the developer versus not developer folks [inaudible 00:55:34]?

FRCERIR:

HATHBREERXTER (retention) . HEAIREEE, HINTURETENEER, GEKE, XERE
Twilio iRIZRVEHA. RELE, FIABEREL, hBET LMK, BR—EHEFH: ENVT—IRSIERMH
A? FOERE—REFRRALBIRINXT “FLE vs IFHFRE" BRED?

[00:55:33] Lenny
English:

Mm. Yeah.

FRCERIR:

i@, igfS.

[00:55:35] Laura Schaffer
English:

We saw that little non-developer little dude ad was growing. We were actually the number of people in
the ecosystem who were identifying themselves as not a developer were in the space.

(00:55:46):

But very interestingly they were, as we got more refined in our understanding of those folks, a lot of them
wanted to build with Twilio. There was a hypothesis of like, "Oh well maybe they're lost, maybe this want
pricing, maybe they [inaudible 00:60:00] mistake." And | was like, "Nope, they're here to build, they won't
build." And they struggled through the developer on onboarding and some of them would succeed and
some would... But anyway, it was all about identifying what did they need to succeed. If we were made
them successful, could it contribute to dollars? One of the core learnings I'd heard from sales at the time



was, "Hey, it's very challenging for us to get the folks when a developer's not involved yet to go from zero
to one to get something off the ground. But man, if we can get them to do that, if | can get them in $1 and
spend, | can get them to five. If | get them to five, and get them to 50, like 10,000, then | can get them to
hundred thousand."

(00:56:39):

This whole long journey like, "Hey, Laura, if your team could just get them off the ground, man, we can do
so much." So yeah, the journey is all about, okay, what were the things that were missing in the
experience we were offering and ultimately was they couldn't write code from scratch. That was really
difficult. And also we're going to stand up a server. That was difficult. But we ended up iteratively
experiencing a way to validate those hypotheses and what's the right way to do this and yeah, that was
great. It's called quick deploy on code exchange. Anyone can go there and deploy an app without having
to write code and get an aha moment there with Twilio.

FhSCERIF:
BNEMIBD “EFLE” BINBHAEERE K, ERITNESRSR, BIANFTE2ALKENAKRELM,
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[00:57:16] Lenny

English:

That is awesome. So basically it's like a low code Twilio app?

R EE:

KIET o FRUER EREGR— MR (low-code) Y Twilio RZF3?

[00:57:20] Laura Schaffer
English:

Yeah, it ended up being, we had a lot of pet names, nicknames for it. | think probably the one that most
succinctly describes it as just, it ended up being a create your own demo experience which made you talk
about the psyche of people. We talked about how developers telecom until can be intimidating. We'll talk
about the non-development, sometimes the buyers or the people who are instantly buying decisions, for
them, it was not only was it telco, but it was the developer stuff was inaccessible but they still wanted to
jump in and they wanted to have that experience. And so this was a way for us to give them momentum,

give them comfortable. Geez, | can get this running my development team, I'd definitely do it. And so it



was a very powerful moment where we could really address the psyche of those users, get them excited
about Twilio, and then give sales the ability to give something powerful to those non-engineering buyers
and folks they're talking to.

AR ERIE:

W, BINAEETRZER. REREHENERR . ERELNT—" “QEMBECHET BFK, XX[E
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[00:58:17] Lenny
English:

So genius, looking back seems like an obvious win. One of my readers suggested that | start a series of the
story of a feature and walk through the discovery ideation development iteration and this feels like a
really interesting example of that. But anyway. | got just a couple more questions. | know we've been
going for an hour now. But | have questions, | don't want to let you go just yet, and they're on growth. So
one question is just you worked at Twilio, which is very product led growth. You're now Amplitude, which
is more sales driven and | know you're trying to go more product led. | know Elena talks a lot about this,
how every company needs to have product led motions, otherwise they're going to be disrupted by
someone that comes product led. And | don't know what hires, which blanket would they fall into?

FROCERIR:

ARAT, BEIEREXEARZR—TERBMER, BRN—IREBNEA— “ThEEEENHRE" R, HAEM
R WEB FREFEAN2IRE, XBERE—TIFEEBHIOF. FEEH, REERE/LNEE, A
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[00:59:05] Laura Schaffer
English:

Between the Al like SLG and PLG. Yeah, for me they're two sides of the same coin. Product growth and
sales. It's all to me, very thematically the same stuff. The difference is that with growth, you are selling
with your product, and with sales you're selling with person like one-to-one. And so companies need to
be employing both of those forces to optimally convert their audience. We're in a world where people are
expecting both. They're expecting to be sold by your product and sold at the enterprise level. And large
companies buy by human beings. It's going to listen to their specific needs and really break it off for
them. And if you only have one, you're going to miss stuff. So absolutely, | think you want those two
forces together working well. And obviously there's different stages, things work differently in different
spaces, but | think when it comes to Amplitude, | think there's a huge opportunity here.

(01:00:06):

| think the key is, and that the challenge for companies that have done the sales thing and are trying to
crack into the PLG thing really comes down to how you fundamentally are approaching that space. And



again, your users and where they're at and the psyche of where they're at, | think a lot of companies will
say, "Well okay, hey, we're going to do this PLG stuff. Let's take that sales enterprise whatever offering
that we have and let's chop it up a bit and cut access here and cut out this feature here and we're going to
slap this plan out and we're going to put a price on it and we'll maybe have hours of debates over
whether it's like 10 99 or $104 or 75, and eventually someone will win that battle and slap it on and then
[inaudible 01:00:54]." And anyway, the discussion of the focus is a lot around the product.

(01:00:58):

What are we going to do with this product? How are we going to crack it open and shift shift it in and then
give it to these people, these users, these visitors? And what it's missing, | think is, and a lot of times it's
easy to miss, is that when we're doing PLG and we're shifting from sales to PLG, we need to reset. We
need to recognize that, again, this is sales, sales via the product. What does a good sales rep do when
they're engaging? They understand what the problem is of the person in the space they're talking to. So
we need the same thing here. What are the unique problems of people who are coming into our self-serve
space? And | think when it comes to a company like Amplitude, a lot of the folks that will be looking to
address via the PLG motion, there's a number of things we want to achieve there, but one of the primary
things is to tap into the SMV market market and really give them a really startups and give them a space
to land and to grow.

(01:01:57):

And again, you have to think what are the challenges and unique problems that they have because we're
going to be using our product to settle them. We need to meet them where they're at with the problems
that they've got. And | think one of the things that I've observed from being in all these startups and
advising some startups is | very rarely... | don't think I've ever come across a startup where they have the
right number of analysts for their needs. In fact, a lot of them don't have any. And so what that means is
that the CEO is being an analyst to create their dashboards for the board and the product manager is
being an analyst to figure out what the heck's going on and creating their boards for their product.

(01:02:34):

And that's happening all over the place is that people are in their roles and they have to be an analysts
too. And | think that that's a problem that especially younger companies and early stage companies have.
And so when they connect their psyche, what are they caring about? What are they thinking about when
they're sending it for product analytic product or something? They'll looking for something that's going
to help them feel reassured they're going to be able to actually get to the bottom of the right metrics,
create the reports that show things the right way. What's the best way to show churn? There's got to be a
best way so many people are doing it. Guess what? Yes, there are some really good ways to do it and there
are some really successful ways to set up dashboards for the board. People have done that too.

(01:03:16):

There's a lot of that knowledge that exists in one of those frameworks that exist, benchmarking. Are these
numbers even good? And so, one of the hypotheses that | have is that if we take that perspective and we
understand that that is the problem, that there's a number of things that we can do to really change the
way that self-serve experience works to help convert people and show them how Amplitude can make
them that powerful. But the thing that | think sticks across all companies, not just amplitude making the
shift, is just that, that when you're doing this, do not think this is a copy paste, but chop it for parts thing.
Don't start with your product when you're building at your strategy, start with your customers, your users,
your prospects, the people who are going to be coming into yourself or flow. Make sure you are
understanding how their problems differ because they do from the people that you're addressing at the

sales led side. And then make sure that you're orienting your experience of product around those people.



FRZERIE:
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[01:04:12] Lenny
English:

It's interesting that you almost have to start again as a product company, as a product because you may
need to solve completely different problems that eventually lead to the same place. But it's interesting
what you're saying that you may end up targeting analysts or PMs. | know Amplitude or has always
focused on PMs, but-

FRCERIR:

RE®, FA—RTmAR, MILVFEEHFR, EARTEFTERRT2TEANRE, RERLERE—
Bir. MREIRAARESHMN ORI PM, XREER. HAME Amplitude —HELFF PM, BE2—

[01:04:32] Laura Schaffer
English:

Yeah, it's right. And there's always nice thing about it is it's in some ways, it does feel like you're starting
fresh because you do need to start with the customer again and what's their problem. But in a lot of ways,
you can carry over a lot of the same knowledge. At that point you know what's working well. Amplitude
for example, does have a ton of knowledge around what some of the best ways artists set up reports.



There's a lot of things that they have the momentum going, like where do you choose that momentum
and how do you put that and curate that in front of users and make sure that they're getting the right
things. There's a ton of momentum already there. It's just a little bit about harnessing it and
understanding like, yeah, where are the gaps because there are going to be gaps.

(01:05:08):

But anchoring in a customer problem as | think the way that you start any new product, any new thing
that you're releasing, should always think about the customer and the pain point. So no different than
when you're doing PLG for the first time or cracking into it. You need to be thinking again, starting again
with the problem, the problems they have, the psyche that they have coming to your space so that you
can build something that is going to effectively make them feel like, "Oh you can solve my problem, you
get me." And show them how your product's going to do that.

AR ERIE:
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[01:05:42] Lenny
English:

Final question, and this is around developers. You worked at Twilio, obviously Twilio sold developers. |
think Rapid where you work right before Amplitude also sold developers. Selling to developers feels like
such a hot space right now. There's so many startups that are just building developer tools, such a huge
market. Used to be not. Used to be like there's not a market in developers. They're not going to spend
money, there's not enough of them. And now it is a big popular spot. And so I'm curious, what have you
learned about building a startup and a product that sells to developers? | imagine a lot of founders
building search tools would be really curious.

AR ERIE:

RE—MRABAEXTHELEN, R Twilio TEd, Twilio ERARZLFLEN. REMNA Amplitude ZFIHY
Rapid U@L FLRERN. WE “MARKERE” BER—TIFERINTE, BRSVEIQETEBRFLEL
8, mHEKR. URTAIAEXE, URIAMNR{ALXETSAEFE, tIRERE, AREREZ, WNECHK
T FRUFEREFE, XTHE—ITERALEHENNQBMN~m, MEETHA? RBRSEFEE
BRRTANEIBAZIER R,

[01:06:16] Laura Schaffer
English:

The first is that developers are just a very different audience from any others. I've seen so many people
who have come in strong on growth really well or product really well with other audiences and like, "Oh,
I'm going to take all those learnings, I'll pivot into serving developers." And as it being a very steep climb
because developers are so different. And let me give you a couple just fun facts that make them really
different. And some of these have some interesting stories. One is developers, almost two, one, do not



look at your marketing website at all. They go straight to your signup flow. So what that means is all that
beautiful context that you're setting and the product aid pricing, all that stuff, very often they're skipping
all of it context free and going straight to your signup. And so anytime you make an assumption like, "Oh,
well, they probably know this coming in to signup." Or like, "Well, we don't need to include, that's on the
marketing website." None of that's going to apply to this group of people.

(01:07:15):

They're there. The analogy | have for this group is they're the IKEA buyers who when IKEA package comes,
they're not opening up the instruction manual and reading in and then starting to go through, they're in
there tearing open the bags and starting to pull the pieces together and trying to build it. They'll come up
for context and steps and such when they get stuck if they're motivated. So that's one thing. And then
another one is just the aversion to talking to sales. And | think hearing that, some they're like, "Oh yeah,
well, I hate sales too." When I'm sent out and get bombarded by sales, that's the worst. | totally get that.
But developers are on this whole other level. There was a fang company sign up for Twilio, built a POC,
launched to production, all this, and operated in that space for months without engaging once with sales.

(01:08:12):

| was trying to reach them and | ended up being the one that talked to them first because they reached
out to support because there was something about their delivery that was off ,there missing a feature and
they did not want to talk to sales. They ended up talking to me when | was in product marketing. And that
was my first exposure of like, these people not want to talk to sales. And then there's another one where a
giant retail company where the engineering team signed up with their personal e-mail addresses so they
wouldn't get bombarded by sales. It was only later that we found out. Anyway. But the thing that's most
important, these are fun facts, but the thing that | would say is the most important, the thing to leave
with listeners here is what makes them so different?

(01:08:54):

Why? What's the deal here? And it stems from their charter and their responsibility. So if we put ourselves
in developer's shoes for a minute, a developer, if a developer is required to use your product, especially if
they're the primary user, the primary builder, it's really important to recognize that they're responsible
for that. If your service goes down, that's their responsibility. Not just for themselves but their team. If the
pager wakes up someone because the service they bought from you goes down, that's on them. If, oh, it
turns out that doesn't work with the systems that they said it was, well, that's on them. Doesn't integrate
with the data the way that everyone wanted it to? That's on them. Everyone lives to developer when it's
not working right and it cannot work right. In so many ways, that's their failure, it can cost them their job,
it could cost them the trust to their team.

(01:09:50):

It cost them their reputation. And that means that the stakes are very high for them every time that
they're adopting something new. So they can't afford to take someone's word for it. Especially a sales rep
who might have some other motivations from their perspective, they can't afford to trust your content or
someone's word. They must do it. They must prove it themselves. And so that means they're going to be
pretty darn deep in their self-serve experience with you before they're ready to commit. And so if you are
a company that is providing, that requires developers to build, you must invest in self-serve experiences
in order to effectively convert your audience. And you should be thinking of them. Something akin your
self-serve function and growth folks, someone akin to Salesforce because your developers are not going
to accept sales coming in and trying to convert them at that stage.

AR ERIE:



Bk, ARXER— I SEMAEMBEFHRTERENZE R, HRIRSEEMIAIEIE K RIFELIIBIA,
BIEPLELPERREIALES L, ERAVREEE,

UHDZENNRTARENEBESL, $—, FRE/LFMAREFREHEMNL, WIERENIIRRE. X=
FEMRBOESNAEERER. FmMA. ENHRE, MwIEEe8Ehd, HEEEM. L, MRMRRIR
‘IR EEELMERXET” , BBIRRE T

HAEX BT T — LA IIMGREIERKANA, 88—, WIFERASE, MEEERHAERER
FiafE, RELUMINRET, BohIRHBEN, FSEHBHR.

B, IRERBRSHER K, MAESH: “BWENREE” EARERS—TEEN. BEE—RKA

(FAANG) HIABIEM T Twilio, #7 POC (BERIEIE) , ELTEMIIR, BT T/L1MA, —RERMEE
AEd, HE—BEEKARM], REEHR (ENEFREHESN)) F— MMM LEN, BABIKRTE
AR, WEDINEERK. N TRHREREFLHFEE, EE—RAEZERR, TREANB AN, ME
AT GRS

REZN—RE: ATAMITNALRRE? RFMIIAIRE. MRMEEFAXENAER 8. NRATEKX
ARECRMMIT M, MIMEEENWESE, MIIEALHZR. MRMENRSET, BEMAIIHRE. WR
FRIRERMT, AREMIVR. WMREML TR, ABEMINE. SFBFIRN, AEARIBOTX
. XXAREMBNIIE. FRBIEENEE,

EXEREREMNSRARBMAREN, BIHEES. MIFBOREIANE, LERHE. MIBIFEBHFIE
HeAM. XEWREEMITEETRZA, WIELEMNEPRSFERFESRART. L, WRIREMAF
RETRN, (REFIRFZBBIRSHE, AR R, R B BARSSIHEENIE KEIAE (E2IRRY
“Salesforce” , RAFLKEEBMNERRAIZERHEN N,

[01:11:00] Lenny
English:

| love that you always come back to the psyche of the user and how in this case, developers like, here's
why they're responsible for this thing. Salespeople are going to convince them this is going to work. And
it's not. That's a really interesting tool and that's a really cool takeaway.

(01:11:16):
Is there anything else that we didn't cover before we get to our very exciting lightning round?
R EE:

HERMEEME “BROE X—R, WIIALREAMARTECENSR. HEARIHERRMIXITE
B, B E. XR—NEEEENNA, R TREMNORF. EEALSAXMENRBLR (lightning
round) Zgl, BBEAZKITLKINEIRG?

[01:11:20] Laura Schaffer
English:

Plenty. | think we covered it all, man.
R EE:

RBZ, BERIANKNELERETER.

[01:11:22] Lenny



English:

You got all my questions and more. So with that, welcome to the very exciting lightning round. I've got six
questions for you. Are you ready?

FRSCERIE:
FEIZETERAAENNER, EEEZ, B4, WORINER, REANEHA, HE&FTE?

[01:11:30] Laura Schaffer
English:

| am so ready.

R EE:

HEE T

[01:11:31] Lenny

English:

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

MEHREFLINANB=RBEMA?

[01:11:35] Laura Schaffer
English:

I'm a big believer in happiness. Not just being crunchy or we should all be happy, but also because it
helps us do our best work and we're more creative and all this. So one is Simple Path to Wealth by JL
Collins. | don't ignore the data, that money is something that often gets in the way of our happiness. |
know so many smart people that just have not figured out the whole managing their finances thing. And
this book will cover all of your basics. It's very easy to read. He's got an audiobook that he narrates
himself. Simple Path to Wealth by JL Collins, he's fantastic.

AR ERIE:

RIFBFEEER. MERARNLZIRE, EERNRRELFZNIFSEGY. EREE. F—3= JL
Collins By (EBEHEZE) (Simple Path to Wealth) . ##E%RPA, SHEFRFEIER. HINRRSIEHA
A, EIEEEREVXGE. XABRETFAEMAIR, FEZ%, (FEBCHRNSMBHERE

[01:12:12] Lenny

English:

What's a recent movie... Oh wait, wait, there's more?
FRCERE:

REENES - BREE, £FIT?



[01:12:18] Laura Schaffer
English:

Oh, let'sdoit. Let's do it.

R EE:

B8R, d#4ex,

[01:12:18] Laura Schaffer
English:

[inaudible 01:12:18] Happiness, which is Atomic Habits by James Clear. If you ever want to change
something about yourself or something's not quite working for you, this guy will give you a framework to

change it. Guaranteed.
R EIE:

XFERINS—AZE James Clear B9 (FEFIMH) (Atomic Habits) . WIRFENTED, FERFRLEHER
A, ZEBRLIR—IATRIER, HRIEBER.

[01:12:30] Lenny
English:

| really enjoyed that book. That guy's Killing it. He was on Tim Ferris, he had a great interview. Folks that
don't want to read it, they could listen to that. There's a lot of cool tips there. Favorite recent movie or TV

show?
RSz ERIE:
HWEENHEP, (FEXKFET . MTE Tim Ferriss iR TIERIER . FEFBHATUERIFABN AR,

R
RORENNBEHEATE?

[01:12:39] Laura Schaffer
English:

Unabashedly, the Great British Baking Show. | love that show. | love that show for all the reasons
everyone loves that show. It's heartwarming and makes you feel good and uplifts you. But also because it
is a competitive show. They're trying to be the best baker and they're out there helping each other.
They're like a big family. Most reality competitive TV shows that | see, all of them are like cutthroat,
they're sabotaging. So I'm just endlessly fascinated also by the psychology of what's happening here. |
want somebody to do a research paper on it, get to the bottom of why they're all helping each other. It's
wonderful though. Wonderful to watch.

AR ERIE:
ERMEIMHIE, B (2RBIZKE) (The Great British Baking Show) . BEZXBIMNTET, RAMAR—
¥ BEREZE, iILALERN. MERARERETE, AREFITREREIN, BHMMINEEEEEE, BIK

KE. REMEREAFHERAERS. BTG, AMNEEPHNOEZIRIFEER. REFEEAESTR
X, R—TAFTAMNESBEERTER. 22, EEFE.



[01:13:18] Lenny

English:

Interesting. | always comes back to psychology with you.
R EE:

B8, (REEERMLEE0ES,

[01:13:24] Laura Schaffer
English:

| know. | know. | feel like I'm really, really sinking deep in there. And it's true though. It's very interesting
to me, and | love that show.

FRSCERIE:
R, BREERT. BHSELE, XXEFIHEER,

[01:13:30] Lenny
English:
What's a favorite interview question that you like to ask in interviews?

FRCERIR:

REREREEIAPRFARE?

[01:13:34] Laura Schaffer
English:

| love asking about a ship or release that is not cherry-picked by the person you're talking to. You can get
it a lot of different ways. The thing is, everyone has a big success story. Everyone does. It really doesn't
actually tell you very much to ask someone like, "What's a great thing you released?" Because everyone
could tell that. Instead, take that away. What's the most recent ship is a really easy one because recency,
time. But there's other things you can do to take that out. Just give them specific parameters for a ship
that they've shared or whatever, and that will allow you to listen more and learn more about their
frameworks versus the outcomes. Because if you're picking a random ship, odds are it probably wasn't
fantastic. So they're going to want to talk more about how they approach getting there and that's what
you want to know about to know if they're going to succeed, what their frameworks to how they

approach things.
FR3zEiE:

HERE— “FEHAEBORE" AR, BRZBME, REAET, STASBERINNEL, B R
HERENRARTA? 7 AXBRIKRZES. ARk, RNZEEX MR, B “FRELZGEH—1NRER
ta? ” B—1E8NGZE, AAENERS. SELMI]—EHESH. XEEILIMES M T #EI1 BEE
R, MARER. ENMRIRENR—TRBES, RABEHTTER. XFMIIRFFTAESHIKICHI]Z
NI IR AERY, MXIERIREANERY: MIIRBEERZEN A, MITNRFRRER,



[01:14:24] Lenny
English:

That is cool. I've never heard that one. That is a really clever idea. What are five SaaS products that you
use in your day-to-day work? Can't say Amplitude.

FROCERIR:

RES, FERImIXMeE, IFERA. (RERBITEPEMANAR SaaS FmEft4? 8l Amplitude.

[01:14:33] Laura Schaffer
English:

I know, right? Still learning which ones we have here. But yeah, I'll just share the ones that | like a lot that
I've used elsewhere. So one is Hotjar. Hot Jar [inaudible 01:14:44] also works. Just anything that allows
you to put some quick little thing in front of customers, get that qualitative feedback we talked about. It's
a critical, critical supplement to quantitative data to understand what's really causing the change or not
causing the change [inaudible 01:14:58]. So that's important. | will say Amplitude is a fantastic tool that |
have used and | would've said that if | hadn't just joined Amplitude so | got to use it... | know. | got to use it
for the first time at Amplitude and it was awesome. So again, like asterisk, because I'm like working there

now, but I do actually like it. And Slack, it's boring, everyone says Slack, but | just have to hand it to them.
(01:15:26):

It makes life so much easier and just nod their way. And then Builder, which I'll also put in asterisk on that
one, but | really want to serve this. A lot of people don't know about it and it's really helpful. | do advise
them so I'm in their corner. But this is another one | also say would be a powerful one. | think a lot of team
gets stuck. They're relying on too much in their engineers to make changes. Again, we talk about rapid
experimentation, getting these out, out, out. And Builder makes it really easy for folks to do that. Also, a
headless CMS, you can drag and drop headless CMS so they do make it easy for non-engineers to make
changes. So especially if you're trying to figure out how to get around that 80% [inaudible 01:16:11] that |

mentioned, this builder would be a good way.
(01:16:14):

And then yeah, if you want one more, I'll give you Chat GPT, which is really boring and everyone's saying
that, but | think I'll just say | don't have any crazy things to say about it except that | do think we all need
to figure out how we pull that in to [inaudible 01:16:28] put people who don't do that are probably going
to lose out or smart Al whatever bots. But that would be it for you, Lenny. But if you ask me in a few
months after I've actually been an Amplitude for a bit, I'm sure 1'd give you a different answer.

FROCENIR:

BAE, REEREXENTR, RENEF-EREHMSAIHEIFEEN,. F—= Hotjar (FEEMRY
TH), EEEILARRERNFEAEERBRVTIRE. EREEBENERNT. £, FLI Amplitude HiSE
EMERENIAR, BMERSIMARTREEX AN, E£=2 Slack, BARILW, ARTLIRE, BEHLILERE
TRERH. FME Builderio (FRA: HEMINNEE), REATHNEE, EEIEER. REAMFED
AR T2 MRMELR L, M Builder ILIFTRRITHEEETHRFRENAR, XNFRELEIFEEE, FHE
ChatGPT, EAWMBRLH, BHNHBIFEREZMETFAE,

[01:16:42] Lenny



English:

That's a good time to plug lennybot.com. And | wrote a newsletter or Dan Shipper who created the bot
wrote a newsletter post about how he built this thing. And so you could go ask me questions using the

content of my newsletter as answers. And it's very cool. Lennybot.com or lennysbot.com.
R EIE:

WMERE lennybot.com HEFEIHl. HEE T —RiEIN, HERBIEXMVIEEAB Dan Shipper ET—RXF
INEMEX N ARAENXE. falETRR, ExBHENENABRERER. FBE.

[01:17:00] Laura Schaffer
English:

Amazing.

FSCEE:

P

[01:17:01] Lenny
English:

There we go.
FRCERIE:

X Fo

[01:17:03] Laura Schaffer

English:

I didn't know about that. Well, there you go. I've changed my answer. It's that.
FRCERE:

BZAFAFMEX N, 77, HHERT, mEE.

[01:17:05] Lenny

English:

Yeah, there we go. That's all | need.
(01:17:09):

Two more questions. What is something relatively minor you've changed in your product development
process that has had a lot of impact on your team's ability to execute?

FRSCERIF:
MBS, XFE T, TAEMMNAIE, FEmAFLRER, MBS AM N WRET, MXEANRITENFETE

FoMa?



[01:17:17] Laura Schaffer
English:

Yeah, the be embarrassed thing, like | mentioned earlier, be Embarrassed by the first iteration. If you are
not embarrassed, you've gone too far. That really speeds up ships and helps people celebrate the
unpolished as opposed to feel embarrassed about it. So just embracing that.

FROCERIR:

MERZARIN “BEEWN” . WERERBEED, MRMARESED, RBMGRMEIRST. XENEE
MMREFBRE, LARFRRNIPLE “RX” NARAE, MAZNILREIEMR.

[01:17:35] Lenny
English:

Awesome. And final question. | know you just started Amplitude, but do you have a favorite pro-tip for
how to use Amplitude or maybe Hidden Feature people may not know about?

FRCERIR:

AET. Ra—1RE. HAERRIAN Amplitude, BIREEBEHAXTIMARER Amplitude BYIRRILFE,
HERK A RERRERIRR R TIRE?

[01:17:44] Laura Schaffer
English:

You tell me [inaudible 01:17:45], but I'll say one thing that was super cool actually that someone put
together on my team at Rapid, literally before | left, he put together a video of how powerful Amplitude
could be when linked up and integrated with other things like in this case Hotjar and Segment. There was
a Amplitude report that someone had created and there was something that was an anomaly happening
there. Users were using something in a way we didn't expect and Amplitude one of the reports surface it,
but Al Kirsten, we want to know why is that happening. And so we could find out what the event is and
then using by Segment, find out what that name was and look at Hotjar and actually go in and get
screencasts of people doing that exact event.

(01:18:30):

And from that, we were able to form some really concrete hypotheses about what actually was causing it.
And so obviously talking to customers is very powerful, but in this case, just that simple use of connecting
and threading those technologies together could really get a good picture of that without needing to
engage customers. So the tip would be how you can really amplify when you get an amplitude when you
use it with.

FROCENIR:

R — KT Rapid HEIAK R B RBEERE. M7 — M08, BT H Amplitude 5 Hotjar
Segment ETHEEMEZE A, LS Amplitude IREETT—1NFE: AP U—MEIEREZIN AR ER
HEAINEE, BRATEMEAMTA. FRENTET Segment HFIWMNMNESHMAR, SABTE Hotjar hEEZAF
PITZSEEHRNRRER K.

BIXMAI, REBTRIFERFNRIE, TRIRSTARRSEN. RASEPRKRREA, EXiH
RARRARBERERITT A, IRERITHEFA RS EMIER, FrUMEmE: Bd5HEMTAREMK



AR Amplitude BIE /o

[01:18:59] Lenny
English:
Laura, we covered a lot of ground, career experimentation, growth, embarrassment, psychology. Thank

you so much for being here. Two final questions, where can folks finding online if they want to reach out,
learn more, maybe send you an appreciation or two? And two, how can listeners be useful to you?

AR ERIE:

Laura, FWTRZ: Rk, LI, EK. BM. OBF. FERGMIEIR. RERNEIZ: MRAZKEEK
RR. THREZ, NEFRKRG, ATUEMERER? 55, R UL A?

[01:19:17] Laura Schaffer
English:

Yeah, find me on LinkedIn. | don't post a lot. Yeah, I'll blame my three children. Eventually, | promise that |
will. But I'm pretty good about responding to messages, so definitely link with me there.

(01:19:29):

And then what listeners can do, | think I'm always happy to hear feedback, suggestion, all that, but I'll just
say | also know that it's a little bit crazy out there right now, especially folks working in tech. So I'm also
cognizant what | might be able to do to help all of you. | know there's a few places | advise and rapids
hiring. | know of a few folks that are hiring growth, strong growth people and product folks. So if you are
interested in learning more about that, don't hesitate to hit me up. | want to make sure that | help as
many people as | can in that respect because it's trying times and I'm sure you've heard it and read it, but
if you're laid off, this is not about you, it's not your fault. It's this crazy world we're in. Things will get
better. And | would be feel very lucky if I could help even one person land. So feel free to hit me up about
that too.

FROCENIR:

BJLATE LinkedIn £33, EABELRM, XEFERN=1ZF, ERRIEIUEEZLXN, FTIREIEEDHER
B9, FrLARTLATEAB EEX R K.

ETIRAREMTA, HERFTFIRFIRERMZN. EFREMEMERITUOERERKIE, FRUARBESRRK
REEARMA 4. HREEMRN—LATHN Rapid EEBEE, RIEF LA ETBRABHEKMN=RA
Zo MR, REBEAR. HEREPEERMER), ANNMEEEMENE, NRMFERRT, FHicEX
AR, BXMRENMR, BFREFRE. MRBEBIPB—IAKEILE, RBIRFRETD. i
Bl RFX A ERIGDER F Ko

[01:20:21] Lenny

English:

Awesome. And maybe if you share some links, we could include links to open roles in the show notes.
HRCERIE:

KiET . MRIRDE—LEHEE, T LUEBRERUNEERETENRE,



[01:20:26] Laura Schaffer
English:

Yes. | know there's a few that don't have JDs open yet. They're that hot off the press, but I'm happy to
surface a few things there for sure because | know that makes it easier for people to know.

FROCERIR:
Y. BERMUEEERAT D, ERREBNE-LERER, LARESS 7H#EE,

[01:20:37] Lenny

English:

Awesome. We will do our best with the show notes then. Laura, thank you again for being here.
FREiE:

KFT7. BRINERNDMFHENSB. Laura, BRREHREIEIR,

[01:20:43] Laura Schaffer

English:

Yeah, thanks so much for having me. This was awesome and so much fun.
R EE:

EHARENEIE, XXMIEIREE, REB.

[01:20:47] Lenny
English:

Bye everyone.
(01:20:49):

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

AR ERIE:

AREKBW. IFEBSEHURIT, NBRERSABETEENE, BJLUTE Apple Podcast. Spotify HEERHIBEER
FZAARITHE. o, BEELERINMNTIBABETITIL, XEEBMELZARAKIEAN. BT UE
lennyspodcast.com X EFHFRETER THRESZER. THTEEL,



