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[00:00:00] Lauryn Isford
English:

An activation rate that falls in a lower percentage range, maybe for most companies five to 15%, is better
than one that falls in a higher percentage range because it means that there's likely much higher
correlation with long-term retention and you're really working hard to get most of your users to reach a
state that they're not reaching today.

FRCERIR:

HEZE (Activation rate) RFRIEMNBEDLLTEE (HAZHATREALER 5% Fl 15%) HELLLAFREE
BB, RAXE®REZIETIESKE®EE (long-term retention) BEREXM, MBEREESIILK
AR — M B #i s R IA B R IR TS,

[00:00:24] Lenny
English:

Welcome to Lenny's Podcast where | interview world-class product leaders and growth experts to help
you get better at the craft of building and growing products. Today my guest is Lauryn Isford. Lauryn was
most recently head of growth at Airtable. Before that, she was a product growth lead at Facebook,
working on user growth, internet.org, and growth of Facebook at India. Before that, interestingly, she led
growth for Blue Bottle's e-commerce business. In our conversation, we dive deep into Lauryn's favorite
topic, onboarding, why it's one of the biggest and most undervalued growth levers, what she's learned
about optimizing onboarding flow through her work redoing Airtable's onboarding flow, what she's seen
work and common pitfalls around onboarding, plus a ton of advice around figuring out your activation
metric. | could talk all day with Lauryn about growth, but we had to cut this off to keep this to a
reasonable length. Enjoy my conversation with Lauryn Isford after a short word from our wonderful

sponsors.
R EE:

YOMRE Lenny BUHER . EXE, ERIHEALENTRMSEMEKER, EHIRREAMBENIEK™REE
5o SRMEER Lauryn Isford, Lauryn &iE1B{E Airtable UK AR A, TELLZ AT, @2 Facebook Y=
Mg KEE, ARAFEK. internet.org LI Facebook TEENEMIZMIGK, BBINE, EBZHI, MiXNS
iZ Blue Bottle MIMFEEE W SHNE K, ERHNTXIEDR, FITERNRIT Lauryn RERBIER: FHAFSIS
(Onboarding) . HEITITILATAERRAESWRMGEAVBERKIIFZ—, MEEHILIT Airtable 5| S REH
FRNMALER, wFrRIERRLINRGIFNE W&, URXTFHEBEIEMR (activation metric) HAXEE
Wo KFIEK, FAILA Lauryn Bl E—FX, BATHRIFSENINK, RITANEFEMNE. EIATHBIRER
ExXENERE, BMRERS Lauryn Isford B3T3,



[00:01:19] 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 into 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 account at public.com/lenny.

AR ERIE:

AHATI B public.com B, t{TEBEIRNBLMMEGRIK,, NESWEEDIX 4.8%, XtbEKWEESK,
TES, ANFEXERMNEEEEER, BRKERELT 15 FRXNER, BNRAEEBITHNELEN
BRI, MEEEERSIEFEER—EFVURRXE., WE, MoUGRERRITHA —HFREMEI SR
ANEEEGR, RAUMENRERRE, EEEERIIBZE. SERFEHERY, ZRE4E8H, RE—\EFRilE
HBEN ] R HI R 2I7P. Public REEREIEAN BohEMLE, RLLREHEMIRIERN ARG
R UREGSKRE. ETF. MEBLEMMEABRET—EEE, 7 public.com/lenny FFGEIRKF, —ib
IR A H AN 4.8% BIUES, XtbEWEREENFEERIE,

[00:02:24] Lenny (Sponsor: Miro)
English:

Today's episode is brought to you by Miro, an online visual whiteboard that's designed specifically for
teams like yours and mine. | have a quick request, head on over to my board at miro.com/lenny and let
me know which guest you'd love for me to have on in 2023, and while you're on the Miro board, feel free
to play around with the tool. It's a great shared space to work closely with your colleagues to capture
ideas, get feedback, and iterate quickly and easily on anything you're working on. For example, in Miro,
you can build out your product strategy by brainstorming with sticky notes, comments, live reactions,
voting tool, even an estimation app to scope out your team sprints. Your whole distributed team can
come together around a wireframe and draw ideas with a pen tool or even put mocks right into the Miro
board. And with one of Miro's ready-made template, you can go from discovery and research to product
roadmap to customer journey flows, final mocks, you get the picture. Head on over to miro.com/lenny to

leave your suggestions. That's M-I-R-O.com/lenny.
FRZERiE:

SRBTEH Miro 228, Miro 2—MEAMEXHFNFISITINELMREBR. BE—NNMER, BIHRKRE
miro.com/lenny FEIR, HIFHMHBEHE 2023 FBIAWIZEE. HITAE Miro BIREY, oIUURIBEHIEX
MTHE, XR—MEENHETE, IUSRSEEME. BIRE. KERE, FHEAIERSHTIRE
%o B0, 7E Miro &, RETLLES@ER. Fit. ERER. REI R, EEE—THTHIEB AR
(sprints) BYLEL AREDZEIRN ™ REEE, MHNENSHEXENTUES— M EERREE R, FEETL
BaghiEix, EEERBEEE (mocks) A Miro &R, FIMA Miro MR, RA]SERMEZIRSHR
B mEREE. BRPREEUNRRERENSETE, 1F75R miro.com/lenny B TFREVEIN.



[00:03:27] Lenny

English:

Lauryn, welcome to the podcast.
R EE:

Lauryn, SGHREIHER,

[00:03:28] Lauryn Isford
English:

Thank you. I'm so excited to be here.
FRCEIE:

. HAFESHEERIIXE,

I\

[00:03:31] Lenny
English:

We've chatted a bunch over Slacks, like all these different Slacks we're in and Twitter and emails, but
we've never actually chatted real time, and so | have a million questions that | want to ask you. So, thank
you again for being here.

FROCERIR:

FHAE Slack SE. Twitter MERAHEHZRZR, EHENMKREESLRNRZRL. FrAFE —KHERZERER,
BRBISHTREY RIS,

[00:03:42] Lauryn Isford
English:

We have never chatted real time, so everybody's getting the first conversation and I'm really looking

forward to it.
FRSCENIE:
AT MARLAEE, FRUAKKIRRINEEHRNINE—R1E, HIEEEF

[00:03:48] Lenny
English:

I know that you have this pretty spicy contrarian take on experimentation and that | think you believe
people run experiments too often and maybe not everything should be an experiment. Can you talk
about that?

AR ERIE:

HEERI “3LL8” (experimentation) E—NMHEHEFAREZHENM A, HEFIMIAAANIMEEIE KINE
T, WiFHF xsFﬁﬁ%T*%BF 1ZBIE SRR RORTE . (REER KX NG



[00:04:00] Lauryn Isford
English:

Yes. So, experimentation is a really big part, growth culture, growth hacking culture, PLG culture, growth
marketing culture, any kind of growth, at least in my sphere, and sometimes teams can be really, really
dependent on experimentation when trying to grow a business. A great example of this would be
consumer growth at scale. Think your classic big social company. | worked at one of them. | am a former
employee of Meta back when it was called Facebook. When you're at scale trying to grow a social app,
experimenting can feel second nature. It can feel like a necessary step in your product development
process that you want to drive more signups or you want to drive better activation with new customers.
So, you change some buttons, change a design, and A/B test it, and then see if numbers go up or down,
and then make your ship decision based on it.

(00:04:56):

| find that there's generally two reasons why a grow team wants to experiment, and one of them is to
understand more precisely the metric impact of what they're building and what they're putting in front of
customers, and the other is risk mitigation where you're making so many big dramatic changes that
there's some risk that while this could be really great for the business, it could also be really bad and it
would be good to understand that before everybody's experiencing that in production. So, with that
framework in mind, sometimes you don't need to experiment. Sometimes if the business, let's say
activation, right, activation rates go up 6% versus 7%, that precision actually doesn't help all that much
beyond being able to say in your performance review, "Hey, | increased activation by 7%." So, it also is
expensive to have folks on the ground, be it engineers, analysts, product managers, spending time
understanding the results of an experiment that could otherwise be spent on road mapping, on

foundational analysis, on shipping things. So, experiments can be expensive.
(00:06:09):

So, with all that said, generally my advice is to experiment when you need to and to primarily see it as a
risk mitigation tactic when you're making dramatic changes and to let the product development process
do more work. So, spend more time with customers, be more rigorous in understanding precisely what
problem you're solving, get mocks in front of people and see how they react, and hopefully have more
conviction than you otherwise would when you ship something that it's okay if every customer sees it
tomorrow and that the experiment doesn't actually matter as much.

FRZERIE:

W, RRBIEKXM. BKEEXMH. PLG (FRIEmNEK) X, EKEEXKFTIEEEEN—Hr—=
DEFVIRZ X, BRENERIHLSERNSEERBKE, —MEEBFFRAMRIHERIEK,
EEINABLER BT NE], REBEHP—RIET, HE Meta (HEFIEN Facebook) MIRIR T, HIFXEY K
MU AR, HREMERERE. ERERGETRALAIBETLATLN—F (RREINEMREIR
SWMEFAER, TR —E®E. BRI, AR#EITA/B N, MEMELAERTE, RERIE
HERRERE K.
HEAIEKEANBEMSLIRBEERNRRE: —SERHt T EPMOZRABIHERRN; —2XER (risk
mitigation) , HIRHITEAKEI, BARGEMNISKERLD, BEEEXNR, RIFESE LR TRIBER.
BETFXMER, BRMHATESLL, LLMEGER, 18K 6% &R 7%, XMIEHER T ILIRESXITEE S
IR, BRILHERREST 7% 25, HIRZAER. MA, itTREIM. DM, ~aifBEEEs sk
HERTRBIEN, XLEREIARRUREMIBLE. BMONERM™=mE. L, EREHEMAE,

BMEZ, RNENE: ELERTHMER, FEEFEANERSLENHNEERFR. it mALdizx
BESZTE: ZENESFFAEE, BEMEMERRIIRERRTARD, BRERTSGBFPEWITNRN,
REBMRERFT M ELLUEERRED, BERXFEZEFHEIERRXR, RRAGHILEPAEE,



[00:06:44] Lenny
English:

It's so interesting hearing that from a head of growth person. Working at Airbnb for a long time, and you
talked about this, there's so much value put into the amount your experiment moves the metric is so
important to, like you said, your performance review, your team's status, your team's ability to show they
were successful. People look at like, you drove this metric 14%, which oftentimes you add up from
experiments you've ran. How do you work in a culture like that, or is it just in that culture you may as well
run experiments because that's the only way you get credit for the work you do, or is there a way to just
be like, "Wow, that is how we measure it, but it's still maybe not worth running everything as an
experiment"? How do you kind of find that balance?

AR ERIE:

M—BEKARTAOPRIXLEEERER, HE Airbnb TETRKME, ENRATR, ARIEEEELHRIIE
RBVIERNIZRE, XXRBIGROTE. ERAMALLUIERRR AR IIRIEEST. AMNSEIREIEIREA T 14%, X
BEEZRKLERMBNER, ERMUPRRMNFAIE? NER, ERPHXEEREREREFFHMTLE,
ERBBRGATHE—REZE? ERABDERFANIMEES RN, XBEF “BIFyEZBRESHFEAEME
1" ? RO AT E?

[00:07:29] Lauryn Isford
English:

It feels to me like that is the default culture, especially as growth teams become organizations and as
those organizations grow with companies into growth stage public company territory and beyond.
However, | do think you can build a different culture, and the only way to escape the trap of
experimenting everything is to have a very intentional culture about doing right by customers and doing
the right thing for the business. A growth team or a growth org exists in service of improving the business
and delivering results for the business, and whether or not you measure those precisely in an A/B test,
you still shipped them or you didn't.

(00:08:09):

So, the rigor around your process was either there or it wasn't. This means though that there have to be
other ways to motivate, reward, retain, and develop really good talent. So, a culture around the impact
you had on customers as measured by qualitative feedback or as measured by deals that were closed or
deals that weren't lost, or other kinds of indicators that you did the right thing for customers is important
and there shouldn't be, especially in engineering within the world of growth, a culture around having to
point to numbers to demonstrate your impact because if there is, then the team will biased experiments
all the time, and that's not necessarily the right thing for the business. It's a very expensive cost.

FRSCERIE:

ROEBXBERRIANXK, THEYEKFAMNETHEANAL, HEEATHANIEKI. tHEEETM
EZRY, PR, FIAANIREI UL —FAENN L. RE “FYESLR” MHNE—%, BB —MIEEEER
IRRtl, Bl “HEFMEBNS” N WU SHEBNS” . EEEANNEESN TEHLSHZGRE,
TieIR2EET A/B MR BEHNE, MEREARXNT=Mm, BAEE.

FRLL, RPN EMBAREE, BATEE. XENEMLNEHMARIHE. K. BEMEFREFA
Zo HE0, BI—MFIRFAEMMANL, BdEMRR. HTITREE, RRKiTRENHMIETREEMR



BEANEFMTEWNE, CHEREEKIIBIRZETR, FRIZAE—FNMEERF RIEAFMIHIX
o ENIMRXEE, HAMMESNZIHEFHEE, MEXNUSKEREEFE, RAEESR.

[00:08:50] Lenny
English:

Wow. It's so wild hearing this from, again, a head of growth, someone that's so analytical like you. Is there
an example of something you launched that maybe most people would've run an experiment and you
decided not to for one of these reasons?

AR ERIE:

B, BRI, MIRXEFE—IgNtIEME. D NRBRAEKATAKBRERZIXE, BERAXFAIRNT. A%
BftaflF, BIREHBTENRA, MASHARTERZERMER, BIRET ERREIREREBY?

[00:09:01] Lauryn Isford
English:

There is a feature, a product really, that Airtable offers called Airtable Forms. It's possible you've used it.

I'm not sure if you have, but-
FpsCERiE:

Airtable I2ff—1IhEE, HERE— P&, W Airtable Forms (RE), {ReJgeAd, RAHE, BEE—

[00:09:10] Lenny

English:

No, | don't think so, but I will go check it out.
R EIE:

T, BEBHEZAL, BHREEEE.

[00:09:12] Lauryn Isford
English:

You can check it out. There are some new features I'm about to tell you about, so maybe that will entice
you.

FROCERIR:
RAILLEER. REESFM—LEHNIEE, BIFRRsIR.

[00:09:16] Lenny
English:
There we go. Scoops.

AR ERIE:



REFT, JREHES.

[00:09:18] Lauryn Isford
English:

So, Airtable Forms is much like other forms products. You can create a form and then send it to anybody
to submit. The people who submit your form don't need to be a user of Airtable.

FROCERIR:

Airtable Forms flEtRE~REZK, ReEILUEIE—IKRE, AELAXATAANIES, BEEREMALREER
Airtable B9,

[00:09:30] Lenny

English:

Oh yeah, | have used that. Okay. It's just like the turn an Airtable into a form. Yes, I've used it. Okay.
FRZERiE:

IR, Y, AL, MIIEAirtable RIETMKRE, 20, FAL,

[00:09:35] Lauryn Isford
English:

Exactly. So, something we noticed is that there was a gap in feature parity for Airtable Forms where the
submitter could not request a copy of their submission. So, | might send my T-shirt size to Lenny for a
form around ordering swag for the company and then | might want to remember which T-shirt size that |
ordered and get a copy of that in my email. We created that feature which as a result was gated on
creating an account with Airtable, and we just turned it on and wanted to see what would happen
because we knew from rigor of a wonderful product team doing robust customer analysis and also doing
the data work that this is something that people wanted, that it was a feature that would bring value to
customers, and that even if it didn't move certain metrics like a signup percentage, even if it might affect
the mix shift of activation rate from folks who signed up, it would be net good for customers who were
using forms and who were submitting them.

(00:10:35):

So, we did roll that one out without an A/B test. It did have a big enough impact on our signup metrics
that we saw at top line and didn't need the A/B test to see what was happening. And we also were able to
use attribution to make some analysis possible after we rolled it out so we could learn from what was
happening to the base afterward.

FRCERIR:

"o IATERE Airtable Forms TEZhEEXE (feature parity) EBH—RK: RREBLEZRBMIIRERZAR
BRI, tbdl, FIET T Lenny KKRM AT mRIBRE, ZEHAIBERICERIT T HARE, HHEEHG
SRE—EIE, HMNALTXTIEE, ERRIRXEFELE— Airtable IkF. FHTEE ELTXMI
fE, MEESREMN4. BAFRNNE, E3NF~mEANTENEF oRNBIERR, XEAPEENR
7, EBEEHRNENIIEE. BIEEREEZRAEIMEBFHEET, NEXW T EMA A RBUERMA, BX
FREANRIRBENEF KR, EELNEEm.



FREL, BAT&B#HITA/BIUIRMAT T EXNZNBVEMERTET EBANFIE, HETNEHIEFMER
BED, FFEEABNR. kFE, RITEFAIFASM (attribution) #ITTRLEAT, MM T #EX—TE)
xR P B BIRZE.

[00:11:15] Lenny
English:

Fascinating. That's a really good example, and | imagine that helps a lot when the head of growth is
encouraging the team not to run as an experiment versus a PM on a subteam, like, "Nah, we don't need to
run this as an experiment," because in that case you're already acknowledging that team, "You did a
great job, look at this metric. Clearly this one moved. Clearly customers want it." So, to your point,
basically this kind of stuff has to come top down probably for it to work well.

FRCERIR:

KERRT. XBR—MREFNGIF. 8, NMRERKATAEMAAFTERELLE, BRELEENFHE PM
WA, RNAFEMER” BFRFZ. ANEXIMERT, (MELIARTHN: “MRIMISRE, EXME
7, ERERAT, EATPFRE.” FIUENMRFL, XXFH/ERLFEE LM TR RESEFR
Ro

[00:11:33] Lauryn Isford
English:

| think it does, and it also cannot be an excuse for rigor around building well and being precise in what
customers need, but overall, if you can be a results-oriented organization that just wants to do the right
thing and move with urgency, then in my opinion, that's the way that you can have the most impact.

FROCERIR:

FIANHLMLL. EXFEMANBATESE. PFARTEF R AMEECETFFROEN. SRR, WOR
REERI—MUERNEMA. BEFBERNEARTEEROAR, MATERERK, ZIMETERKTZMAIN
Fi%o

[00:11:33] Lenny
English:

Cool. Okay. I didn't expect to spend that much time on that question, but there's so much there. That was
really interesting. What | want to spend the bulk of our time on is onboarding. Something that | found
myself, and | think you agree with a lot of this but I'll confirm, is that I've done a lot of research into the
growth stories of the most successful startups, and what I find, one, is that retention ends up being the
thing you got to crack. If you can't crack retention, nothing else matters. And then, two, more
interestingly, onboarding ends up being one of the biggest levers to increasing retention which basically A
then B equal C, onboarding ends up being one of the biggest areas of opportunity for growth teams both
early on and late stage. And so, | guess the first question, would you agree with that general sentiment
that onboarding is this huge opportunity and often undervalued?

FROCERIR:

KiET . HWRIEEEXNABELEXAZHE, BATHLERFES. BETRHBICABIIEEE “FHAS
§” (Onboarding) L. HBIAREZMNAE QAB]BERKBFLM T —LEME, HBMEZEAR: $—,



B (retention) BtZl, MRBRATEE, H—UEEFTE, £, EABNE, 5ISREFERR
BENERIINZ— EXEAHESB, BESC, 5ISRERTEKEAN (TEEFRHEREH) &AM
ER. FIUE—NEER, (FRERE “SISAERE—TEAEBRMENISE” X—HEBWR?

[00:12:22] Lauryn Isford
English:

Yes, | definitely agree. It depends of course on the shape of business. Not every business should prioritize
onboarding first, but if you have some sort of self-serve element of your product, if someone can give
your product a try, maybe you have a playground or a sandbox demo, if there's a premium element to
your pricing scheme, if you maybe offer things totally for free and don't even have monetization yet,
onboarding is that first really important choke point that from which downstream of onboarding so many
important metrics and results flow for the business, from converting someone to a paid customer to
closing a deal to growing, how many people in an organization are using your product. So, all that really
comes back to onboarding and if you can get that right, lots of good things will follow.

AR ERIE:

2, BB, A, XMRTUSES. HIESRABDMUMALEESIRRE, BNRTNTREEE
BIARSS (self-serve) 7wk, MRAFPALIRASR (LWMBENZET), NRIMNENHEFESRLEDR,
HEMRERITERBEZERARER, BASISRIEAZE —MREEENXF. MEUABEER. ZHX
ZENRALRABERALR, THHOPMEEREIRMEREIFET L. FTlL, —tIRZLHEET5|FRE, WR
REiB ey, EEMEBREFELRE.

[00:13:13] Lenny
English:

Okay, great. I'm glad we agreed. | already know this, but you spent a lot of time on Airtable's onboarding

flow.

RS ERIF:
AWFT, REMBITARILIR, REEIRTE Airtable B3| 12 E7E T R S EtE,

[00:13:20] Lauryn Isford
English:

Yes.

[00:13:21] Lenny
English:

And so, I'm curious just to learn about what did you do over the time that you spent optimizing Airtable's

onboarding experience, what kind of impact did you see through the work that you did there, and then



just any big kind of general takeaways that either you think people should know or that you'll take with
you to future opportunities around optimizing an onboarding experience?

AR ERIE:

FRUAFRARYFET, TERILIL Airtable 5|FARAIIIEF, REKMBT HA? RERT HARNRM? LUKEHLE
EANEAZYE, RIMIANKRNIZAER, HEZREHEIRRIEHERN?

[00:13:43] Lauryn Isford
English:

We could talk about onboarding all day. This is one of my favorite things to chat about recently. So, we
did have a wonderful activation team rebuild Airtable's onboarding flow over the past 12 to 18 months.
This included many projects, including several big ones. So, what you've probably experienced if you
signed up for Airtable recently or what you might experience if you create a new account soon is we've
built an immersive wizard that we called Guided Onboarding that helped guide you through setting up
your first workflow on Airtable, and in doing that reduced the cognitive load of getting started, helped you
make more progress faster, and created scaffolding that more than 90% of customers would benefit from
to be able to get up and running on a product that's pretty complicated. That was the first piece.

(00:14:39):

We also then introduced some personalization to use case on top of that. So, instead of helping you build
something generic, having you build something that's relevant to you. And then we also worked on
ongoing education. So, once you're in a workflow, once you've built something, how do we help you level
it up to go from beginner to intermediate to advanced? One funny anecdote about this is that we actually
called that project The Mole, M-O-L-E, because the design pattern in product looks like a mole. It pops up
from the bottom of the screen and gives you tips as you're exploring. So, those are some of the biggest
changes we made. We did retire a bunch of our tooltips which were a big part of onboarding for a really
long time. So, happy to chat more about that, and then also did a bunch of more incremental
optimizations as well. In general, tried to take a portfolio approach to what we did.

FRZERIE:

XTF5ISRE, BRITTUWLE—BX, XEBRRESENNIERAZ— TIEMN 12T 181MAE, RITE—

EERBERBAE T Airtable 51 SR, XBIFEFZWME, HPB/LMKEE. NRIFRILEMRT

Airtable, EEMEEIZMK,, RATRSARIIRNEEN—VREXRS, BIMZH “SIFHAANRY
(Guided Onboarding) . ER5|FIR5EMTE Airtable EHE—NTEMIZE, BEXMA, FIEET LF

BIAFI SafaF (cognitive load) , FEBIAF ERMENGEHE, HAET 0% WEFRHETRHEAMFE
(scaffolding) , itftfiEE7EX MEHE RV~ m LIREMRER, XEE 85,

LR E, FANESINTETFERIROMEN. SEEMWE— ERNAKRA, FOiLREE—151RE
KB, A, HNEBNT “BEHEE" . —BRENLTIERHAWRT RAE, HATMEEEBIIRMIIRHEH IR
K. BR? XKFX—REBTEBNEKSE, HNEBIIMEUMY “BBE” (The Mole), AANERF migIHEIIRM
GB—REBR, NERRIELEHEMRRTINHRER T, SEERIMNBEHN—EERNRT, HIIEERT —KHE
THRET (tooltips), EMERK—RNEANEEISAENEEZLARID . RREZSZSWIXN. i, &
ME T —RINEEMR K. BERE, HMNZHA “A5%E° NARNKFRIE

[00:15:36] Lenny

English:



Cool. Okay. A few questions real quick. What were the three buckets real quick? So personalization,

ongoing education, what was the first one?
R EIE:
KEET o REFEELNEH BB=1EDRANZAHA? ME. HEHE, E—1T=EHA?

[00:15:38] Lauryn Isford

English:

The first one was guided onboarding.
FRCEE:

F—1 258N (Guided Onboarding) .

[00:15:46] Lenny
English:

What was the impact of this work, just to give people a sense of the kind of impact you can have on

conversion and then whatever other metrics you looked at there?
R EiE:
X TR RRENE? 7T L AR N E N EMIETAIRI0E M=,

[00:15:53] Lauryn Isford
English:

We were working on activation for a few years before | arrived at Airtable. There was already an awesome
activation team, hard at work. Overall, the investments we made in onboarding over about a six to eight
month period that included the wizard, The Mole with ongoing education, and also some personalization
together drove a 20% lift in activation rate for Airtable.

FRZERIE:

FEFONN Airtable 271, BUEHIPABEZE AT TH/LE, S89RE, HIEARLD 6 E 8 MANEIENSIF
MEHTHRA —8ERS. “BR” 8B FEURMNMEN—HEHRN T Airtable BUEZR 20% BYRF-

[00:16:20] Lenny

English:

Wow. That sounds quite impactful, especially at a company at that scale.
R EE:

IE, XEMEEAR, LHENFXMIEN R E]HKS,

[00:16:24] Lauryn Isford

English:



It's awesome. | would say celebrate any clear statistical significant improvement in activation rate. It's a
big victory, and credit goes to the team that really spent many, many hours with customers and designing
precisely to build something that could have that big of an impact. | think it speaks to the importance of
really understanding what a user needs to be onboarded well, which is not the same as what your
business wants the user to be onboarded to. So, delineating those and building carefully is really what
made it successful.

FROCERIR:

HsSRIE. HAAW, FEREMBENSKITFEZRAMERRKN. XB—REXRNMF, hFETBIEKX
ENESEFEWE. HELITHITEHNLEmAO~mER. FIAANXRBATHERRERAR “FEAA5R7
MWEEM, X515 “BLAPERAASIT BF . KOXWEHBOME, A 2HINHIXHE,

[00:17:05] Lenny
English:

Which of these three buckets would you say had the biggest impact? Because | want to kind of get a
couple levels deeper to get to what exactly did you do that worked really well.

FROCERIR:

EX=NMBRHR, RINAP—TEMRER? HEBRANTE-T, BEEFNERBT FATHE T XAFHR
Ro

[00:17:14] Lauryn Isford
English:

| would say that the guided onboarding wizard which is the immersive wizard that helps you figure out
how to get started was the most impactful thing we did.

FRCERIR:

=i FIRHARES” , URERTEEIRFRFRNAFIBIRRARS, ERRINBNRER W
ESP

[00:17:26] Lenny
English:

And it's interesting that you had tooltips and this feels like a tooltip-y thing. What is it conceptually?
What's the simple way to think about the onboarding wizard versus a bunch of tooltips telling you like,

"Hey, Lauryn, click here, next go here, and then check this thing out"?

RS ERIF:
REER, MIUBAIERT (tooltips), MXNESIFRFBER—FMERENEA, MESLEH, ER2
A4? MfEE SRR NIRRT 5 “—HEFMR 18, Lauryn, AXE, FT—FEBRE, RAEEEXD

MIRRTR ZErX3?

[00:17:26] Lauryn Isford

English:



Totally. Imagine being in a step-by-step guide where you are asked question, for example, pick which kind
of project you're working on, pick what kinds of things you'd like to track for this project, and then as you
select from beautiful, easy-to-click buttons that require very little work on your part, something is
visualized for you on the right half of the screen. So, you can see your workflow visually come to light as
you do the work on the left half of the screen, and all of this is done for you in a very guided and
instructive way.

FROCERIR:

TeFRE. BE—THN—ITDTIEE, EQMMREEA, b0 EFRMEELENTBERY, ERFEBEXD
HEPRIRNART. SIRRERERRE. ZRFBENNFAFERNNZEN, BRAMNSKHN I AR
Ro FRLL, SIREEMIRCER, (RATLIBEIREY TIEREAMZHERE, X—t#HEUA—MHRASISEMBE %A
MR AIRTERBY.

[00:18:18] Lenny
English:

Are there any generalized learnings from that experience of just how to do a great onboarding
experience? It sounds like probably avoid tooltips, instead just kind of ask questions and show them
progress as they're going through it in kind of like an immersive experience versus here's the product,

check out all the cool features.
AR ERIE:

MIBREHH, BRAXTNITEHGSSARNBALZN? INEXEGE: REEZTARTR, MEBIR
RHBTHE, iILAPERINFRFEE, MAREREFRELMIR 5, XLEMESE

[00:18:18] Lauryn Isford
English:

| think there is something to be said for reducing reliance on tooltips, but I'm not sure | would go so far as
to say the tooltip is dead, as much as | maybe would like to because there are too many of them out
there. The reason for this is that | do believe Airtable's customers had a very specific need which was that
the effort required to build basic scaffolding was too much and they needed more support, guardrails,
bumpers to help them through that, and this kind of guided or immersive wizard was the best
mechanism we could come up with to reduce that effort required and to make them feel more supported
in their journey. I'm not sure that this pattern is one that works for every product. | think it's one that
works well for a complicated product, where figuring out where to go next and how to get started is

actually very challenging or has a high cognitive load.
(00:19:14):

So, | would keep that in mind, but in this case, it did work really well for us. | have seen some other
products in the wild adopt similar patterns which gives me confidence that it is transferrable beyond
Airtable and that there's probably something to it. That's definitely a big learning. | think one other big
learning for us was that we had to meet users where they are. We have some awesome advanced features
of really cool stuff you can do with Airtable, automations being a great example. However, users don't
necessarily need to get that started on day one. They don't need to learn about the advanced stuff when
they haven't even looked at a workflow before. So, we really worked hard to prioritize what the user
actually needed and to consider what was necessary education versus what could be ongoing education
and building it up.



AR ERIE:

BIANE LN TRRRNEHEEBIEN, EXFEY “TARTER , RERBEXAR, ANMEIL
HEIARET. RARZ, S Airtable WEFE—MERAGNTER: WEEMZERAPIZENHEAIRST,
MNBEEZHXE. PENEPREHMIMNESEX, XM5|ISXNITRNRFERNEREFRDEHE
¥, AP EREPRIBESFHHRENS. RFTRAEXMERARSERTHAE~m. WUANEFBERE
®ETM, EAERXESmT, FaR F—P Mt aURNEFeiRIEE AEdtiEE, INNaEmRS.

FREL, RREERXR—R, BERMNOEMNS, EHIURRIF. REIHEM—LEFRXATEUNRN, X
ILHAREXMEIIZ A UM Airtable TBHERN, XEWNEZ—INEART. B—ITEAZEE, RIBA “7*
FRRFFRERIM S S 1HEIB” o Airtable BIRZIFEERISRINGE, LLUIBGNE (automations). #AM, FAF
HA—EFEEF —RUARERAXLE, SMUIELFRELKEIN, TREFIBRINEE. L, &S0
MAZEAFNEMRER, XOtAR “BEHE" , TAaBUEREHTH “HBEEE .

[00:20:06] Lenny
English:

Can you talk a bit more about what that was? What did you actually do to understand the type of user,
and then what did you change for them? Because we actually did something like this at Airbnb, and it was
a tiny bit successful for host onboarding but it wasn't anything big. And so, I'm curious what it is you
specifically did. Did you ask them a few questions and then grouped them in a group and then changed
the way the rest of the flow went, or, yeah, what'd you do there?

FRCERIR:
fREEBZIRKRIT? REAKREATRAFEERN? ARIMRAMIINET HA? FAAZKIIE Airbnb 6T SEMEY
=6, EERSISHENE T —RREY, BFFEZE, MURREFSFRAKEEAMBN. 2R NIEAE

74, BIRERESERET?

[00:20:31] Lauryn Isford
English:

Good question. So, at the very, very beginning, we sort of said new users broadly need help. Who are
they? What do we know about them? How can we help them? We spoke to a bunch of customers and also
watched them get started and looked for patterns in behavior and also clusters. So, someone who is
familiar with databases, somewhat technical and prefers to and has experience in building things might
have a different need from onboarding than someone who is exploring a tool that was recommended to
them for a project minute. With that in mind, there were some clear segments of personas or buckets of
users that we could split out to give different experiences. Now that said, when we rolled out the guided
onboarding wizard, it was actually just one generic onboarding that was one-size-fits-all, and while
escape patches are great, we felt like we could solve, as | think | referenced earlier, more than 90% of use
cases or users needs with one generic onboarding to start and then we could personalize from there.

(00:21:34):

When we started to personalize, generally we found bucketing customers by their learning style and their
building style was more effective than more classic segmentation, like do you work in marketing, do you
work in product management, do you work in operation. The reason for this is that there are many
different types of building or workflows that are possible in Airtable. Some are sophisticated for use at

work, some are simple for use at work, some are somewhere in between and are for a hobby use case ora



consulting use case. Knowing how someone would go about building was more effective than what do

you actually want to see on the other side.
(00:22:19):

This means that something like a template which can give you an example of how to build a use case for
project management can be helpful for inspiration but might not actually be the best way to teach you
how to use a product like Airtable, when instead, we could learn that you're someone who needs more
familiarity with databases to be able to get to the next level, or who might need a more visual learning
experience instead of a more data-forward learning experience. So, we tried to segment the experience
that way and found that that yielded better results on activation than some of the more traditional

segments.
FRSCERIE:

YR, TEERFIE, BIVAAFBAFZEEERER, BM(121#? HIIMITHRSZL? mmEEthi1? il
HRTRERFF, NRMIIMEIFARER, HIFRTAEXMER, G, —PABBIEE. BE—EREALTS
BEMRFEFHRARAMA, HISERS—MUNERIIAEEMSZTANARTEN, BT, FHiTk9
BT —LEMAFE®S (personas) SARFEHAE, LURHAREINGEIL, Fid, UFHRINIROHELSISHESAH,
CELE—NMNEAN “—U” AR, BARMIBHERR (escape patches) REF, EENREFLEA—ER
SISMAR 0% LU LR, ARBHITMEY.

HEMNFFEMELE, FRMNLIMRE/AR “FIXNE” N “WEXAE #1703, LERNAS (0. 72
EHN. HTmERNERMZEN) EEM. REET Airtable AJ LISSIZMAE B AR TIFHR,
BEREXNDLAR, BEREENDAAE, AENENTREZBNIRZFHEOEF. TH—TA
“UEER” LbT Rt BB ALER BEY.

XEHKE, RIRIR (template) XMETINBEERFANKRATENBARERER, BROEHIRER
Airtable FIREA . R, MRKNMEMB—NREEZHIEFEEMAIRTEHEMBA, HER—TFR
MEUFIFRMIFRIESOFEIFENAN, BMREEF. FIURMNSHRIMERNAD AR, RIMXENE
K FMRATERAD

[00:22:52] Lenny
English:

And how did you decide which segment that a user was in? Was it a question you asked them right at the

beginning?
R EIE:
BIRELFIETEF BTN A0 BHANR? BERAWRRIMIT— 1 REE?

[00:22:57] Lauryn Isford
English:

We had a really awesome research team that would do some surveys and conversations with customers
away from our production experience and away from individual projects. So, we had a really robust read
going in to the project of who these different personas were, different building types, different learning
types. That said, we do also ask folks when they sign up some questions and depending on who you are
or what we might think we know about you or want to know about you, we might ask you different
questions and that's in service of helping you get started.



(00:23:27):

| had some big ideas for how we might bring this to life even further that might come to life in the future,
such as if somebody's there to just help out, if they're may be a teammate rather than a builder, if they're
just there to work with someone else because Lenny invited Lauryn to work on her table because he
needed Lauryn to do something or update a sprint, whatever. Lauryn needs really different onboarding
than Lenny. So, actually getting that data in the flow is really useful because then we can route customers
to a fully different experience. It's amazing how much low-hanging fruit there is to personalize and
segment that onboarding experience in so many products that are out there. You just need to be really
detail-oriented and precise on who you're working with.

AR ERIE:

BITE—TIFEENARE, MNIEEFFRZIINESIERILGKRESZTFA M. FRUED B FFia81, i)
MM XEARNER. WEEXEMFILBEETRANNT . S, BMEEMFERE LR, RIBRE
i, WERNBTRRAA, BRMIRFENRE, X—IHMEA T HBIFRELF,

HEA—EBRANERE, RKRAERIKI. b, MREARZREILY, AIgIRED A MAZE
“WEE” , thRERN Lenny BIE Lauryn MMEEHFT —MHRITRIZA KA, Lauryn FER5IFS Lenny 5T
2FRE. FiL, ERBTREXEHEEEER, BARMNATUBREFSISER2FENGFE, FRE™Mm
B, MUMADSISREELERS “HENRE" (low-hanging fruit) AILARE. (RRFZIFEETEA
T, FREREMRNAREik.

[00:24:11] Lenny
English:

You talked about this experience as activation, and so just digging a little bit further into that idea. One of
the important kind of metrics, milestones you got to figure out when you're working on onboarding is
what is an activated user, what's the activation milestone, what's the activation metric. | know you have
some strong opinions and some really interesting insights into activation milestones based on your
experience at Airtable. Can you chat a bit about that and just share what Airtable's activation metric

ended up being?
R EIE:

fRIEXMAEIIR A “BUE” (activation), IEFRATRNRWN—T. EMEISREN, BIABHENEEREITHERR
Bz—meE: 4R "ERERAR" ? BEERMEMA? BUEEREMA? FHANEMRIETE Airtable 1942
3, XEUEBRIREA LRI ANEB AR, (REEIMINIXT, H2Z—T Airtable R ERIBUIEIET
ean?

[00:24:37] Lauryn Isford
English:

Yes. So, overall, every growth team needs a north star metric. It's so important to have singular focus on
what the business results are that you are working to drive in your team. On our activation team, which as
I mentioned focused on onboarding, though in theory there could be other ways that you want to focus
on driving activation, we had one north star metric which was what we called our team activation metric.
So, this representative, a team of people were activated on Airtable's product and using it in a way that
suggested they would be long-term retained. For us, that was week four, multi-user, meaning in the

fourth week, more than one person on that team is active and contributing to a workflow on Airtable.



(00:25:23):

This metric is something that our wonderful analytics team determined to be highly correlated with long-
term retention. It's also a metric that holds a relatively high bar, so it requires a number of things to be
true, that something of substance has been built, that people persist and continue to collaborate, that
they're collaborating on a weekly cadence, and also holds a relatively high bar on exactly how they're
contributing, meaning that the sum total of this is somewhat hard to achieve which means that we have a
hard job and also a high bar as an activation team to achieve that for as many customers as possible.

(00:25:58):

In general, | think an activation rate that falls in a lower percentage range, maybe for most companies five
to 15%, is better than one that falls in a higher percentage range because it means that there's likely
much higher correlation with long-term retention and you're really working hard to get most of your users
to reach a state that they're not reaching today.

AR ERIE:

=, SRR, SMEKEIABEE— “tiREEIR (north star metric) o EFFHIBAZ S1#EmhBI L 545
REXEE, ERNOBCERANFR (@OFIFMR, ENEFF5ISRE, REZEEEEHEMRNA), HEINE—
MekEfetn, FHIHzH “IBA,%SI/Ei?E’I‘_” o BEXER—EIPATE Airtable =@ E#E0E, HEEBRARXM
TEMINSKABEE. WEIKGR, XNMERE “BHBEZAFER” (week four, multi-user active) , BBk
ETEENAE, 1ZIM':|='E—AL,{LE’JA?‘ Airtable EJEERH A TIEMRML S8k,

HMNVDTH B E ZIET S KBEFSERAX. XUR—NIENRENER, EERBR/LINFE: B

SWETREENAST. BRHENE. RESENNET SR, FEANTRNAKSEEREER., XEK
EEHRREXDBEARRMERRN, BRRERNTEEEAMNESRRE, KMNESILRAERSHEA XX
ST oy

BE, FTANBERGTRIGER (Kbl 5% 2 15%) b TFEeE R, RAREREZERS KAZEEFRN
BXMAIREES, MAEMEERESHILLAFEE—MEE #EARE R BIERIRTS,.

[00:26:22] Lenny
English:

| really like that heuristic. So, the idea there is when you're picking an activation metric, you want it to be
in the single digits potentially because you're saying that's more likely to be correlated with retention
because retention's probably pretty low long term. Is that kind of the rough idea?

S ENE:

BRRERZNMBANGE. FIUMRHNERE, ERFHEERN, MARFEER M, BAMIAAIXES
AIRESEFEX, ERKPEEXRRELRK. BX1MEERE?

[00:26:38] Lauryn Isford
English:

That's a rough idea. Of course, the metric should be correlated with retention no matter what, but if 40%
of your customers are still active at week four maybe with a metric that would be week four active rate,
then only a fraction of those are still going to be active in month 12, in month 18, and month 24, and |
would much prefer to pick a more specific, more precise metric that maybe only 5% of users reach, but

know that those 5% of users will be with us for the long haul, and if we could get that 5% even to 6% or



7%, it would have huge downstream effects on long-term metrics for the business. So, that's why | would

opt for a more specific metric.
FRERIE:

AREBREXF. YA, TSN IZS BEFHEX. BINR 40% WEFESEBMNAER (RigEtRRZE
BREMENERE), BAFE 12, 185 24 MAK, FARERRE NI AEER, REMEFER—IER
K. BEF5HERVETR, WERAE 5% HAFEERER], ERERNEX 5% AR KEREFAI], WRBATEELX
5% RS2 6% 7%, I W SHIKERIEINTE BRI TIBIN, XERtAaREEERFNET.

[00:27:22] Lenny
English:

Okay. So, this activation metric, week four multi-user active is a really interesting metric. Can you talk a
bit about how you actually operationalize this and put this to work on your team to help people
understand what to work on and make sure they're moving the right sorts of numbers?

FRCERIR:

T8, X “BHAZAFER BRSBTS RER, REXKIRIMEAFZNEREMERENG? REW
L AR T A4, HERRMAI R ERRERF?

[00:27:39] Lauryn Isford
English:

Totally. So, one of the first things that we did when me and my team started to revisit week four multi-
user active right before we started to rebuild onboarding is break that metric down into all of its
component. So, if you really think about what goes into that number, how many teams sign up as a team
versus as an individual, how many of them make it to week four, how many of them have more than two
people invited versus more than two people who've ever been active, versus more than two people who
were active in the fourth week, maybe they have one person active in the fourth week, and then what
does active mean, and what are the different kinds of behaviors that constitute contribution or being
active. Doing that really detailed work on the metric helped us understand what levers we could pull to
have a really big impact on activation overall.

(00:28:34):

Additionally, we actually started using more metrics. So, we didn't just use our activation rate metric
week four multi-user active to make all of our decisions. We introduced a few more, and one of them with
purely a retention metric for an individual. Are you week two retained? Are you week four retained? The
other was what we called Build with a capital B, and this was roughly a sophistication score. So, for
someone who's building something, have they reached sort of intermediate levels of use of Airtable? The
reason why we added these metrics is we were building new mechanisms for onboarding that were
helping users build more effectively and find more value in Airtable, but sometimes those treatments
helped users become more sophisticated but didn't help them invite more teammates, or sometimes
those new mechanisms made someone more interested in giving us a shot for a few more weeks, but
what they built was actually not any more impressive than if they had done it on their own.

(00:29:38):

So, this group of metrics actually really set us free. It gave us those constraints where we could actually
measure success in a few different ways and think about activation as being more complicated than just a



single metric and celebrate anything we could do to help on a couple of dimensions. So, | know it's a little
unconventional to have a few metrics that you work with, but we did find that that was really helpful
when we were making big changes.

AR ERIE:

B EHAREMSISREZR, HMEABNE—HEMER "“FHBAZAFER” XM ErFRRFrE4A
RER Y. MRIRFAREX T HFERINE X BZLHENRUREEIVEMEY, BZLEUN AR IVEMR
#? HhEZ DRFFTENE? BEOBIBFTHIULNA? BZOERRIMULNABRERT, MXEZE
DEMMUALNATEFBEBANAER? WIFtIBREARE-—TAER. B8, G BWEXEHA? Wk
TRMEELTY “TIER” B TEERT ? MHEAREITUICAARVIRAR, FEBNBNTIRMR T BT LARIShMBEEAT AT SRS B AR
EFE BRI,

te5h, FAISSFR LR ERAEZEEIR. RNARE “FSHAZBRER" REFAERE. HAISIANT LR
EiR, HP— 124N N ANEEEN. REEEFE_ABE? FWAR? 5—1THNTZH “KEH
Build” (158), XAKE—" “MAEITH” . WFEEMERARAENAR, IRE:XE7T Airtable BFRLfE
FKF? FANEIMXEAETNRER, HIVTEEWENSISHG, BEARERRAEFRINE. BF
HXEFRIAFPEFERTLT, tIKEILMWIZIEESWR;, HREENXENGILAREEZXANLAE, £
i IENARAELH LB CERIE LG,

FRUL, XEBFEARSERR BRI T Flilo AT RITAR, ILHNEMN LN FRNEEEG ML), BRUEM LR
—EREERNER, ANRNESTMEELNSHHERRIBR, HANERANERAZS M A RTTE, B
BNRMZERITEAZERIFE G,

[00:30:04] Lenny
English:

That is actually really interesting. So, it makes it feel like the core activation metric you talked about was
more of an output metric and you kind of realized here's the things we could actually be moving directly.
Is that roughly how you thought about it?

AR ERIE:

XKRREB, ITERIMRRINZOBEEITEGRE— “THiEHR (output metric), MIRFIREIEE—L
AL EEHENRER. KB FE8MNg?

[00:30:15] Lauryn Isford
English:

Exactly. It also helped us grapple with some of the tensions we felt which | know a lot of teams working on
activation and onboarding feel, which is picking one metric doesn't paint the whole picture of what
you're trying to achieve when you help a user onboard to your product and when you educate them
about what's possible. So, in having sophistication and retention and an element of team use all as part
of the fabric of how we talked about activation, it made us much more well-rounded as a team.

AR ERIE:

o XIEBHANMIET —ERKX R, FAERSHTBENSISHEEEXMRN . RE—NMERTLE
BRNMSISAR. HERAR TRFRANNER, BIRRRE. BEMBAERTREBAANIIITICEE
AR, RIVEARERFENEH.



[00:30:46] Lenny
English:

That connects a bit to, so we worked on this post together about how to choose an activation metric and
you shared part of this story for that post, and there's a little bit of a debate amongst folks that
contributed their opinion on how to decide an activation metric, where it's a debate between is it okay to
have a workspace activation metric where it's like how many boards somebody creates, how many
Airtables somebody has created versus a user action, like user has created 10 tables or user using it two
times a week. | think you're on the side of workspace is maybe a more interesting metric for a
collaboration tool, and it's interesting that you end up with both in the end which I think is kind of where
folks landed. You probably look at how's the company using this tool and then per user, are they using it
consistently. So, | guess the question is just what's your take on user specific activation metric versus

workspace level activation metric?
FEiE:

XL FAAERN ] —ESHBR X T NEERFEEININE., ERBHASFFET—EHL: B2FEA "THEKX
AUEENR (BRI T ZOMEIREEN) &, d2FER “BRTHENR (CAFLET 10 MRENEE
ERMR) 1?7 REBAE T AR FIMELARY, TEKERESH. AENE, (MRARETHAT,
EUPFHRARNHEIR: BEEFEQRNAERTIR, WEEETHAPESRHEMER. U, TREMRY “AF
BESERER 5 “TEXEISEER NEZRHA?

[00:31:39] Lauryn Isford
English:

| really like this question. | agree it is a great debate. I'm not sure there's a clear answer because it does
depend on your product. In the case of Airtable, which is a product that has seat-based pricing and
generally horizontal adoption, it totally makes sense to have a workspace activation measure because
you want to understand in an account, in an organization how many folks are actually using a product
and finding value. That can be different for tools that might look like Airtable but have different
mechanisms for growth or different pricing or different vertical personas that tend to adopt it. So, | do
think there is some variance. | do have a reaction to share with you that's a little spicy-

(00:32:19):

... is that it's important that growth teams are agile and this means that north stars, key metrics, focus
metrics will change, and if you're working on the same metric forever, there's probably some inefficiency
in actually chasing the biggest impact for the business. So, | would be open-minded about if a workspace
or team or account activation metric is always the right thing to focus on. Team activation looks really
healthy because your growth team did some really amazing work on it, maybe user retention is the right
place to focus next year. Maybe it's more about conversion. Maybe it's more about some other signal for
long-term retention, and | would be open to being dynamic and changing that metric over time. Stability
in metric is great, it helps with momentum, it helps with building expertise, but sometimes we overfocus
on picking the perfect north star metric and by the time you feel like you've found the perfect one, it's
actually time to move on to something different and work on a different opportunity.

FRCERIR:

BREWXNAH. KEEXE—MEENINE. HTAERSERRER, BAXBURFMRI™R. MU
Airtable Affl, EXBIZE(IITE (seat-based pricing) BEEA @AM (horizontal adoption) , FEt#ET
EXHEREEE, AAFRTHRE—IKPHERF, L OANEEEEAERHLINE, BXNFBRLEE



feskR Airtable BIZKAG. ENHETEEREGABANIARR, BRAERE. FAUBEIANBRIREEE

=
F+o

A, BE—MERER “FR NMRBDE. BRKEAMGITRSSE, XBEEREIREER. XRER
ZIEIR R R EN. MRIFKERTER—ME1R, BATERW SRR HERIEEER. FrlL,
MF LK. ARSKABEEMEEKTRERNXEIR" , REARSE. MREAMNEEEKRRE
R, BEENEKEANIFRYE, WIFRERXTRAPEET, REXIRLER, THEXTHEMKPEEFN
5. HMRATRIFIDS, KEEEHERESIET. ERNRELERRY, BBTRISFHXLMMREZT LM
iR, BEENRIMNISTFULET I “TX" NILREER, FMEFARZHRET, HELELE T EEHN=H
BHET o

[00:33:24] Lenny (Sponsor: Eppo)
English:

This episode is brought to you by Eppo. Eppo is a next generation A/B 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 wasted time building
internal tools or 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 then set you to north star metrics, like
activation, retention, subscriptions, and payments, and Eppo supports test on the front end, the back
end, email marketing, and even machine learning clients. Check out Eppo at geteppo.com, get E-P-P-
0.com and 10x your experiment velocity.

FRCERIR:

A& HAT BB Eppo #Bh. Eppo 2 Airbnb REANIMAE KBABITIER T—H A/BMIXF &, Netlify.
Contentful #1 Cameo FA B EBAF Eppo RIXshtf TVKI ., TILIREMELIE, BITERIATEHRHEE
E, BETEERESHAEKEAMEAKRERNELIE, XERANBARENEWERNSBIE, B4R
EEIFENEHETRIGTER. BT Airbnb B, BRERBITWLHRTFEN—SMESEBREMMIRISE.
EXMAFP M ERIERHFITIIS 9. Eppo AYBEMEIXLE, FEERBERTLER, BRMAREKS AL,
HEREMILEIRENIRR. Eppo itFBHEEMN R ERIEN, §EHE. BF. TR AEILIRERET.
Eppo X#Faiim. fGim. HMFEHEEEVISZFEIZPIHMNIL, &R geteppo.com (G-E-T-E-P-P-O.com),
IHRBYRIRERRFA 10 3.

[00:34:34] Lenny
English:

Is there an example of that that comes to mind when you talk about being a little stuck on a metric? Is

that something you went through at Airtable or anywhere else you worked?
R EIE:
HIMKE “WEMETEE" i, BREREIFTALF? XZIRTE Airtable SR 52 I RIFIFIT?

[00:34:43] Lauryn Isford



English:

I've gone through it plenty of times. We actually at the organizational level on the Airtable growth award
changed our north star metric a couple times which is a big deal that manifests for several teams. Roughly
the arc of that change for us was shifting from being a growth org focused on revenue to a growth
organization focused on user growth and customer growth. This for us was a really important moment
where we decided that it was most essential in our work to grow the business to bring millions more
people onto the platform, using the product and finding value in the product, because we were taking a
decade's long view that they could always become monetized or converted customers later, and there
wasn't really a rush. We felt that focusing on revenue led us to make some decisions that were a bit more

short-term oriented than would be ideal.
(00:35:39):

There's also a dynamic here where in the world of enterprise SaaS, the world of B2B SaaS, there's a new
theme called product-led sales that's very hot right now, and this means that often in a PLG company
there's some ideal end goal of handing off certain customers to have a sales conversation or to close an
enterprise contract. In that case, you might actually prefer to delay revenue for months or quarters or
years to manifest it later, and when that's the case, your growth team should be fully aligned in lockstep
with sales and with go-to-market team and focusing on user growth is actually the right call. So, that's an
example of a big pivot that we made, and in doing that, we felt more strategic clarity and were able to

move faster.

AR ERIE:

HREHIRZR. £ Airtable IBREFNVARRE, FHMLFFLIURERTILIREER, XS MEPAKIRER
BAF. WEHATKR, IMETEHABITEM—D “KEBN FERKA[RZTH— “KERFEKNE
FPIEK” NAR, X2— M FEEENRZ, RNTREUSEREZONESBILEEAAENTE. EAF
mARRNE BARIMHFERETENRR, IANMENUEE8ERNEL, REEIT—H. HRES,
EFREFRANZ SNV — BRI R E A RETRER,

tesh, EiR 4k SaaS 5% B2B SaaS ¢ils, MEE—NMEERMNNETNY “PRIEHEE” (product-led
sales), XEIKETE PLG AFH, BENKREMTEREELEEFABRAHERTAXKAZTERILER. &
XMIERT, RAETE#ERLNE. INZ=EEENLENKRAN, UEUELIERNIRL. NRIXE, 18
KA ZSHEEMHFEANTG (GTM) HNTLLSEA—H, MEFTFHAFEKARIERNIZE, XMERIE
B —REARRD, WEXEM, FISEEEMEN, TathEMmEE,

[00:36:25] Lenny
English:

That is an awesome story. How long did that process take and any advice for folks that might be going
through a similar journey of maybe we should rethink our north star metric not and not be revenue? Any

advice there?
AR ERIE:

EMEERET . XMIEET ZKEE? W FBLETRERLHEMNHE. ZEEMBEILRESET (A
BIUNETEWN) BIA, REFARINIE?

[00:36:36] Lauryn Isford

English:



In general, | would say having stability in north star metric for at least six months feels like table stakes to
me and that's for the reasons that | cited before, for building momentum, for building domain expertise,
and also for compounding impact in areas where you see success, where you notice growth flywheels
that you can optimize. However, if you're reaching a point where that north star metric feels like it's old
news, maybe you're outgrowing it, maybe you want to work on different things, | think that's great. Be
open-minded about changing it up. | would generally try to start with the mechanics of the business and
what you think you might be able to drive in terms of metric impact with the resources you have on your
growth team. That can look different for every growth team because some of them have marketing, some
are more product and engineering, some are kind of a mix of both or even something different than that.

(00:37:27):

So, | would start with what impact do we think we could have? Where do we think the biggest opportunity
is to chase? You can literally draw a funnel on a whiteboard and map it out and brainstorm together, do
some analysis on the side, and when you see what opportunity feels like the most important thing to
chase, try to build a north star metric that reflects the output of that work, rather than drives all of your
decision-making from the beginning. A north star metric should really be a measure of what you plan to
do, the strategy you plan to deliver is delivering results for the business on the other side, rather than the

other way around.
R EIE:

BHRG, TIANEREETEDRENTIANRELRERER, RRMFIFR: ATRREL. BN
TAHER, HEMBEIMIIBTUE (BMRA] LARRIIE K TKEE) FEERRMm. A, WRIRET —PME,
RSILIREETELINT, AEARNELBUTE, REMBIHAENGR, BEKEH WoRERFFR

SEo

HBEBERZMUMLSNFIL L, BEFREKANRENZER, (REETERAZMAEEDTA. S MEKEIR
BREAR, BNESEH, BNRETRNIRE, ANURREE, PR, ki JITANEFEF AR
? RABNSEWPE? RAUEBR EE—NRES, BEASHERA—ELRNE, FIHE—LEMNEDI .
SIMEEM MM REFERN, ZRBI—ERBXIMTE~HICIREER, MARILIETMK—FFiE5
ERIRFAERARR. JLREETNIZEHEMUTVLEHHEBESES —HALSHERTER, MAZRRT
Fo

[00:38:05] Lenny
English:

So, you mentioned trials and freemium at one point and | want to spend a little time on this, and | know
you also have some strong opinions about this kind of debate. Another debate people have, there's
always debates in growth, between offering a trial or offering a freemium product, self-serve, and | think
your perspective is you should do both, and | think maybe you call it a reverse trial because | was doing
some research. So, | guess is that true?, Is that how you see the world, and then just generally, why do you
believe that that is the right approach?

FROCERIR:

RAAREI TR (trials) FRFEEE (freemium), FARIPEIX D FABIRMXEFIEHERIBIM S
BRIBESEEESMEIE, NRRHHAHERRMBIRSHRER™m. HIEFIRIIMREME LN 1%
i, RERRAIMIRATEIEBEMM “YmiXA” (reverse trial) XEZEMG? REXAFTHG? AHAMMIAR
XEIEWBTTE?



[00:38:31] Lauryn Isford
English:

What is it about all these growth people with their strong opinion? | guess | have so many of them. You're
educating me on my own perspectives today. Freemium and free trials. So, to get on the same page with
definitions for all of our wonderful listeners, a free trial is when you can use the product for free for a
limited time and then your only option beyond that limited time is to pay for use of the product.
Freemium would be when there are multiple options for how to use the product and one of those options
is an infinitely free version of the product. So, you can use Airtable for free forever or you can pay some
amount and have access to premium features.

(00:39:14):

So, with all that mind, personally I'm in the camp of offering a reverse trial. Funky name, but what that
means is offer a trial but also offer freemium. Do both. The reason why | like this is you get an opportunity
when somebody shows up and says, "Hey, I'm going to give your product a try today," to show them
everything that's possible. Onboarding is a huge component of that. Help somebody get started, have
those aha moments and experience initial value, but also this is your moment to showcase everything
that can be done with your really cool product, and you have some limited number of days, maybe seven
days, 14 days, 30 days, to showcase all of the cool things that your company is building for your
customers. That is the beauty of a free trial. It's not just that someone can try your product without
paying. It's that they can try even more of the product, all of the premium, amazing advanced offerings
that could be possible if they decide they want to settle on a premium plan.

(00:40:17):

When you are deciding if this is something you want to do, | would actually take a big step back from
looking at competitive pricing pages and getting into the details and reading blogs and just think about
what your philosophy is as a business on monetizing customers. The reason for this is generally the
reason to offer a free plan or a free trial but really a free plan, the freemium type of pricing model is if you
value letting millions, tens of millions of customers give your product a try, even if they never pay you a
dollar. That shows to me prioritization and value of user grab, brand awareness, and exposure of your
product more than just revenue. And if that's the case, a freemium pricing structure can be really great for
your product, and it give you the space to see if your product can become that household name that
everybody is familiar with and can give a try and get some early value and even experience some aha
moments.

(00:41:24):

On top of that, you can offer a free trial to show what's possible with premium value and then that really
can just be focused space for you to say, "Hey, look what's possible if you pay us $5 a month, $10 a
month," and you might even get some extra conversion out of that and some more paid customers. So, in
general, that's how I think about it. | like the reverse trial because user growth is important and if you're
in a long game where you're trying to grow a business for a decade or more, ideally you're trying to get
millions of people onto your product and you can always have that monetization conversation later, but
you only get a couple moments where you can say, "Hey, pull out your credit card or let's get on the
phone and talk about an enterprise contract," with a customer before you lose trust or lose patience. And
s0, that focus on helping them discover value and build loyalty to you is much more important.

FRCERIR:

BRIBHIAEABEXAZEINMR? TRBE—F, MESRBEERRERECHMNR. XTRERE
(Freemium) FM%ERIRXA (Free Trial), AT ILIAAREMIIR, HNESK—ENX: REXARIEMI RS



BEAm, R —EEMENEE; REELEREAESMERER, HhZz—BKARTEMR. LLINIRA]
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IR RFTAN L. 5ISREREPIXHE, BEMI]LF, AL “FENZ” (aha moments) MH4A
B, EXBRIMERXMRE MBI, MEBRIIXE (L 7X. 14 X 30X) RETRATH
NEFUMBNABEEARTE, XRERBRXANEN: AMUBILARRHREA, ERILMWINZR~RNESE
73, BMNRMITREIT SRS ZFIERENFIEEA. RIEBIHEE.
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ABRERIRHIRTEHNE.
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[00:42:13] Lenny
English:

I really like this concept, a super cool name too. I'm also thinking back to some of the Saa$ tools I've used
that have had this where | go straight into the pro plan and then I'm like, "Oh, | don't want to lose all
these features," and then | actually end up buying it. So, when I'm hearing this, it sounds to me like it's a
better version of the freemium approach. | imagine there's still many SaaS tools that are very enterprise-
y, take handholding, maybe this goes away. | know Elena Verna who's been on the podcast is just a huge
proponent of everyone will be product-led, self-serve eventually, but until that day they're still like, |
don't know, | think of Retool I think is very hands-on, handhold-y, front | think is like that. There's all
these tools that people don't get really quickly.

(00:42:57):

And so, | guess do you still think there's a need for some of these tools that need sales and customer
success involvement to stick with just trial at least for now, or do you think they should all kind of find a

way to get to self-serve and a reverse trial?
R EIE:

BREERNXMER, BFHRE. RUEEERATHN—% SaaS TH, BIfEX#E: BEEHEANT LRI
X, REOE MR, BREEAEXLEINE , REREMXIT, FAUmER, XBEERBEERIN— AR
hro EERBMBRZIERE “BULR” B SaaS TAFTEATISS, LIFXMERXFTER. TMNE LIBERH
ElenaVerna @ “AYET] PLG/BBIARS” HNREHRIFE, (BEMB—XIEIRZAET, & Retool 3 Front XTI A
PEFFERZFIBFNIES. AMITERIIEMRXLETE,

FREL, fRIANABERZHEMZRRIEARNANIR, BRRSNELERFNREAA (Trial) ERX? E=2
e BB ZAR AR B B AR S M i A ?



[00:43:12] Lauryn Isford
English:

| do really agree with what Elena said. | really look forward to the day when self-serve and freemium are
possible for every product, but | also recognize that that can be really expensive to build and implement
and is not for everyone. So, that's cool too. There are other options. In general, | think freemium and also
free trials tend to be most effective when there's something that the person who signed up can actually
do on their own without being handheld. It doesn't have to be full functionality. It can be exploring a
sandbox or a demo or something they can poke around in and experience value, see that aha moment.
That's great. That's a moment where you can give value to that person who's chosen to spend time with
your product. If that's not possible, there are different ways to be creative that don't require having
premium pricing. You can think about how to use concepts related to PLG and related to top of funnel
adoption in different ways.

(00:44:16):

So, maybe you can create custom landing pages or experiences that help showcase value without a full
signup or free plan or free trial experience. Maybe you give folks the ability to sign up and while they've
sort of signed up as an interested customer, they're not fully experiencing things, they might not even
have the option to pay for something yet, but they can learn. There's some resources. There's some
education for them to experience. Or, maybe you can think about top of funnel adoption or traffic as
being most helpful for extension within customers you already. So, if you've signed contracts with a
couple really large Fortune 500 companies and somebody wants to join and signs up on your website
from the same email domain, then you can provide an experience for them that might feel like it helps
them learn the mechanics that's actually only available to folks who are part of organizations that already

have contracts with you.
(00:45:19):

It's a different way of thinking about PLG and not necessarily something you would offer for free, they're
already an enterprise customer, but some of those concepts can still have a lot of value and help you
grow the footprint of an account in an organization, and those are definitely awesome things to try if you
can't offer something self-serve.

FROCERIR:

KIEFEFEE Elena WM R. HBHAFES = RIEINBMRSMEEIGENR—K, BRENEEIRT,
MM SIEXLEIREN MR REIFED, HFEGEA. FIUXWEXR, TREMER, S8R, FHik
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Ry, RirmBEEREIERIR mEARMNERIRZ

MRXTAE, TEEMEIEAN, F—EIFESRRAEEEN. RAIUBZWNEUARRESNFAE PLG X
BSAMIR (top of funnel) BYIRE. tbil, (RAJAGIERBESCEMDISALE, TLFTEIM. ZFEitT
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BNEED, EMIRIUFES, B—EHRNEEABTHMIIEIL,
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[00:45:36] Lenny
English:

So, what I'm hearing is find ways to make things some component of it self-serve so that you don't need
to necessarily talk to someone immediately. They can start to understand some element of it on maybe
an interactive planning page or some very simple part of the product.

FROCERIR:

PRIATREVIERERE . AL eV RER DRI EMNL, XFERFMALILZEARK. WITLEIRER
TUE L mBYfE B AR D FHR IR E PR R LT R,

[00:45:50] Lauryn Isford
English:

Exactly. | think the key is to figure out what it would be like for someone to experience value when there's
no human sitting next to them, and that value doesn't have to be full functionality of the product.

FRCERIR:

", XBETFAR, TREAESESHNERT, —PANMFEFEEENE MEXMNEF—EERE
By EERIhEE.

[00:46:02] Lenny
English:

Awesome. Coming back to onboarding, and this is my last onboarding question, | have another topic |
wanted to touch on. Do you have any just general pieces of advice, either probably this will work if you're
working on onboarding/things that probably won't work and are common traps that people fall into
when they're trying to optimize onboarding activation flows in general?

FROCERIR:

AET, @EI5ISRE, XRARE—IXTIISNEE, ZRFEE—MEREH, MELETLAERANE
W2 LIRS I SHACERIZN, MEMETEEEN, MEMETRIE, HEABEELEREH?

[00:46:26] Lauryn Isford
English:

| do see a very common trap that | would love to caution against, which is that employees of a company
build onboarding for customers, but they build what they think customers want rather than what
customers actually want, and that manifests in an onboarding experience that's not very helpful. So,
there are two patterns that | typically see. One is naming features. So, imagine you're using Airtable for
the first time and you see a tooltip and it says, "This is automations," and it explains what automations is
to you. That's not that useful for a user who doesn't really know what's going on yet because they aren't
sure if automations are relevant to them, if they're suited to their use case, what exactly the word
automation entails. We've named a feature, but it's really sort of an announcement of something
awesome that Airtable built, rather than an application that can help educate the user on how they'll
receive more value from that feature. Try not to name features. It can be very tempting in practice, even
though it sounds easy in theory.



AR ERIE:

BBLEE T T EEEEIEH, RBREASIR: ABNRIEAZTFWESISRREN, FERRE
“MITANZEPBEN” REE, MARRE “FRPEEREN . XSSBEIRBRELTATEY. BBES
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[00:47:32] Lenny
English:

Before you move on, what have you learned about how to actually name things in such a way people
understand? Is there some you do there?

FRCERIR:
TEfR S/, KTFORUANEERNSNaeR, RFEETHA? BtakisiE?

[00:47:39] Lauryn Isford

English:

Ooh, naming things in a way people understand.
FRCERIE:

MR, LAAfIEIRMRIY A an S,

[00:47:41] Lenny

English:

Versus the feature name, like you just said.
FRERIE:

MAREIRNA R, RFETHEERT,

[00:47:43] Lauryn Isford
English:

So, instead of that, | think what would be more useful, given the constraints of using a tooltip that's
pushing someone to try an automation would be to explain how the automation is relevant to them, or
even better, to enable a one-touch turn-on of the automation feature or set up an automation to
complete your workflow where we actually do some of the work and if you click into here, we will show
you what value is possible and help you get it to the finish line. So, really focusing on that contextual
application or helping to drive towards an outcome, rather than just educating on a name.

FRCERIR:



S5HBHE, WANEEANME (BEIERIARTSISAPZABUNRE) SREFEDUSMIINX
o WEBWHE, RME— “—BAR" BfLIheE, HERE—TBEHURSTRIREI TIER. LML
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[00:48:23] Lenny
English:

And there's an element of smart defaulting, just like starting to do it for them versus do you want this or

not.
AR ERIE:
XEPEET “GeeBiN” (smart defaulting) BITR, MEREEEMNIFBM, MARR “MREFREX

AP
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[00:48:29] Lauryn Isford
English:

Exactly. There's also an element here of segmentation or personalization where you should be sensible
about if everybody needs to know what an automation is or if there are only certain folks who actually

need to learn about it and others might not need to know.
R EiE:

Ko XEXE—TMSZMELHITER: RMIZESHET, B8 MARFENEFAZEIN, EBRE
RENAREFIE, MEMAAEREFTFEENE,

[00:48:42] Lenny

English:

Awesome. All right. Back to your other suggestions.
R EE:

KIET . 8, EIFREVEMEN,

[00:48:46] Lauryn Isford
English:

Oh yes, there is one other suggestion which is if you're working on a SaaS product, especially a freemium
product, there's probably some pricing and packaging scheme that explains which features are available
for free, which features are not, how many you get, and sort of maps out usage of the product, both for
free users if you offer a free plan, and then for premium users if you offer premium plans. | find
sometimes teams working on onboarding will map onboarding to that pricing or packaging. So, for
example, maybe automations, to use the same example of the same feature, is something that's generally
premium, that if somebody uses automations they're more likely to be a paying customer. It can be
tempting then for an onboarding team to try to push automations to people when they're getting started
because of course, we'd prefer if customers use premium features because then they might be more likely



to become premium customers, but that is not in the best interest of educating a user on how to get
started.

(00:49:44):

So, | do think it's very important to be careful that you are rooted in the customer need and rooted in
helping that customer achieve maximum value, rather than sitting in the priors of what your packaging
scheme might suggest or what might be in the best interest of the company.

AR ERIE:
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[00:50:02] Lenny
English:

As a growth leader, how do you operationalize that? Is it set some drag metrics? Is it just philosophically,
let's make sure we're optimizing the right metric? What's worked to actually avoid that problem?

FROCERIR:

ERIERKMSE, RINAEEX—R? BIRE—ERMAENR (drag metrics) 15? RE{UXMEFEERE “&K
MNEHWERLLEREVIET ? KEMRED, AT ERBERBERXNR-?

[00:50:15] Lauryn Isford
English:

I think north star metrics help because a team can be singularly focused on the most important result for
their roadmap and their charter. However, guardrail metrics are equally important. So, an onboarding
team that builds amazing onboarding that causes a 10% drop in revenue would need some sort of
guardrails to make sure that they knew that that might not be the right trade for the business, and
importantly, should have the rigor and passion to go deep and understand what caused that drop in
revenue and figure out what it was about that onboarding that ultimately caused a guardrail metric to
suffer. So, with that in mind, | think guardrail metrics can be very useful and are important to choose
wisely. | love working with strong analytics partners on a growth team because rigor and education
around how to think about guardrail metrics is something that we should always be thinking about,
whether you are a data analyst in functional specialty or a PM or an engineer or a designer.

(00:51:19):

So, that's how | kind of like to think about it. | do think guardrail metrics help and then just being well
reasoned and thinking about what's best for the business and speaking about your work as being what's
best for the business and the customer overall, rather than being too narrow in your own swim lanes of
what you work on.

AR ERIE:



BIANRIREBIETRERER), BACILENMNET I TREZBMRTIRZONER. A, “PEEGF
(guardrail metrics) E##EZE. tbil, — 1 5IREAMNTET RIENSISRE, MNSBMANTET 10%, FBH
FEIPEZIEIRRIZEM], XFTRFAR—EXENRZ. BEEENE, BN IZE™ENSENRBEERNGR
REBBNTENREA, FER5ISREFNBMNFILRE T IPE1E%.

BT, UARPEETIFEER, BLREMER, REREEREAPFSBANIITIKFETE, BAL
IRREBIED M. PM. TRIMERIRITHIN, MEMREZP=isimi RN IZIBR RFNER. XS
BoE. PIEIERRAEEE, WINEERIFENE, BEFAM ISR, HBRNIEEM AL SNE A
A, MARBRTESATZHA—/IRTE.

[00:51:35] Lenny
English:

Great advice. | want to shift to a different topic and this will be much shorter. You have this really cool
framework for thinking about the PLG funnel, product-led growth, and interestingly kind of trickles down
to the team you build, metrics you choose, and things like that. So, can you just briefly talk about just this
framework that you use to think about PLG growth in the PLG funnel?

AR ERIE:

FEENEN. FEREE—IREN. EEENER. (ME—EFEENPLC (FmEmEK) KHER. &
BE, ESFMEMMAZBMNSG . EENETEFSF. MEERBRRIFAREZ PLG 1B KMKHHXME

ZRng?

[00:51:55] Lauryn Isford
English:

When | think about how to grow with PLG in a business that has some element of PLG, self-server,
freemium, | usually start with a funnel that roughly maps to the same scaffolding, regardless of business.
Whether I've worked on the business, whether I'm supporting the business as an advisor, | love starting
with this framework. The first step is join, the second is evaluate, the third is upgrade, and the fourth is
expand. This funnel represents the journey of a customer in a PLG product as they advance and develop
in their lifetime of using the product. It starts with becoming a part of the account that's using the
product or signing up, and you might join because you found Airtable on Twitter or you might join
because Lenny invited you to use Airtable. So, there are different ways that you can join that product in
the first place.

(00:52:55):

Then importantly, you evaluate if it's right for you, and that word choice of evaluate is deliberately not
onboard or activate because it's about what the user needs to see that they are going to get the value that
they want in using your product and in building a habit around it. Next is upgrade. Ideally, someone has
gone from beginner to intermediate or even advanced in their ongoing education and in getting to know
your product over some amount of time and they see premium value and raise their hand and say, "I will
convert to it." Now if you offer self-serve premium plans, that's awesome. They can do it with a credit
card right in the product. Sometimes this means raising their hand to talk to sales and that's great too,
but they upgrade to some sort of premium experience or to more value than what they have when they

got started.

(00:53:43):



And finally expand, and vertical says this can be nuanced but with more horizontal tools. Ideally, a few
folks, maybe one, maybe a few are using a tool in an organization and then many more adopt it over
time, and that expansion drives net dollar retention, it drives brand awareness, it drives more usage in
more pockets of the company, it is awesome for renewal rates if you're working with enterprise contracts,
and ultimately then also brings new referrals into the product that loop all the way back to the beginning
atjoin.

FROCERIR:

HERBDENATESE PLG. BEIRSHRHEE TR SHEIMERE, FBEESM—NERNVKHERA
45, TILRFFEEATMNWS, ERIFAMIRSHFLS, FEEWAXMESR,

F—FE “MN” (Join), FZHE “HE” (Evaluate), BE=FE “ALK” (Upgrade), FWFTE “¥iK”
(Expand) . XNRIMRT B TE PLG = REdr AHRPVEM T2,

B NN, BIRAERIZT @K, — o R EiE M. (ReIEEREAE Twitter & Airtable MmN,
HABEEA Lenny BiBARTANN.

BER ML, IIMEFRESESR. BFRERE WME XME, MAR 5187 ;| WE , EAX
XFAFRREREMA, Al @Ed ERRNS BRI IMRREFEENNE,

—FE AR . BEBERT, BRE—REENSESBENTm TG, MIZEMBIPLAEESE, it
MNEETBEANEHEMNRT “HERNL . MRMRREHEEMAESE, BXET, MIITUEEE"RER
*o ARXBREMITRREENN, XWRF. 22, AR TEMNSRER, RS T LHRIFHRIES
HITN{E,

RER VK . WTFEREIA, BERERARERARMRB/LTARR, MENEHES, HRESHAFT
AR, XM KR T #EEEF (NDR). mEAIZEURABTRNMBESHIINER, NMRMENEEULE
@, XWMENRFEFFL, HARENTmERMIHET, NMARER, [RS8 NN k.

[00:54:19] Lenny
English:

I love it. And what's cool is upgrade and expansion kind of bake in retention. You're not going to upgrade,
you're not going to expand if you're not retained. Can you talk a little bit about how you use this
framework? Do you bucket? Do you have these four teams on your growth team that focus on each of
these stages? Is it more of a conceptual framework? Do you come up with KPIs for each of these steps?
How do you actually operationalize this concept?

AR ERIE:

BREXERZNT. MARBHN—=Z, ‘AL M ¥iK HLXBEKEST “8%F . IRFE%E, AFPmSF
AR Ko REEMEMRINAIEAX MMERID? (REBE KA DX NNAL? EESE—MESESR
15? fREAE—FIRTE KPI 15? {RIMAISKFRRIEX MER?

[00:54:40] Lauryn Isford
English:

I think this framework is a step to abstract to represent exactly how you should structure your teams or to
be represented with four metrics, for KPIs. However, it's a really good conceptual way of grounding your
team or your organization in the mechanics of how machine that is the business you work on run. From

there, it can become much easier to communicate with each other on where you see opportunity on



specific pockets of the product that might be impactful. So, for example, you might be working on a
strategy related to landing pages and be able to name that that's going to help drive joins in new
organization, and that's a really awesome way to communicate why you might invest there versus
investing in something related to onboarding that would help with evaluate.

(00:55:32):

So, | love this framework because it helps everyone communicate clearly and also you can derive from it
more specifically what are the opportunities that are relevant to us with this framework in mind, and then
revisit it over time to gut check if you feel like maybe what you're investing in now is a bit outdated and
needs a refresh, or if there are other pockets of the business that need more attention that you might be
able to work.

AR ERIE:

FIANZMERE RITHR, FEUERRERNGEHHI TN KPI 51T, AT, EE—TIERIFHE
TH, sELREPANARILE T I SEENREEE. BTE, BAMNRRZEIMEER 5 MDEE mpm
ERNERTRI TR, 9, MRIREEFEZMITRE, (RA]UBRHIELXSGETHEITAR “m
N, ZR—MIEBHNABELN, EREAFARNEREXE, MARKRETENT “WHHE B5ISR
o

FRASRERZMER, AANECEILAZAESH. RATUREXMERESHSHNEXNRGKNS, HiEE
BHE RS ERENE, UMNEHFNRAEREIN. EEFREEN, B VSPESHEHMEREXERIF

—
To

[00:55:58] Lenny
English:

Can you talk a bit about how you structured the growth team potentially based on this framework and
just generally how you thought about building the growth team at Airtable?

FRCERIR:
fREEVIRIRZ N (FTREETFXMMESR) HBIBKHEARIG? LURIRITE Airtable 12 IEKEIARY SAARE?

[00:56:06] Lauryn Isford
English:

We had what | think is a pretty relevant set of teams. If you're thinking about building out a few in your
own product or organization that focuses on sort of a PLG shape of business, we had one team working
on acquisition and they were really responsible for the join. So, they mapped actually really well to this
funnel. One team working on activation and they mapped pretty closely to evaluate. It wasn't a full
representation of what's possible in evaluate. We were pretty focused on the self-serve business and that
was different than, for example, helping an enterprise customer evaluate the right offering for them, but
that activation team was most closely tied to that second step in the funnel.

(00:56:50):

And then we had a monetization team that worked on monetization and pricing and they mapped really
closely to the upgrade part of the funnel. They did touch some other things as well. So, they worked on
churn prevention and downgrades. They worked on some billing related projects, but in general, they

were most thematically aligned with that upgrade step of the funnel. One area that is more emerging



that's interesting is expand. So, when we got started on Airtable growth, we didn't have a team dedicated
to that expand piece and it became increasingly interesting to us over time as we started to notice that
larger companies were using the product. This meant that there was a bigger opportunity than there had
been before to really help drive expansion and get more folks using the product in those accounts. That's
an area that emerged later. That's a really good example of revisiting your priors and being resilient or
agile in your org structure because it wasn't something we set out to work on initially, but it became a
really clear opportunity later.

AR ERIE:

BINE—ERIANFEESENENIRE, NMRFREZEETECHTmIARFREILLTET PLG RIABEA, A
USZEBANNME: BIBE— AR “RE” (Acquisition) BIEIBA, MI1EEHT “MIN T, X5RKHT
ERRYF. — A% “BUE” (Activation) WIERA, 15 “HME” HWEBEX. BAMIIFEAR I
RUFRERRENE (RMNEEXTEBRS WIS, XE5EPEWEFITHEARERR), EHERANSKIHIEZSEK

AEREH.

REFEMNE— “ZI” (Monetization) FIPA, HRTIMMEN, MIISKIIN AR BoOBERG. ]
WHSRAEMES, WFLERK. BRMENITEDE, BE4LES ‘AR TR

—INEEBIIHIUEZE VK™ (Expand). HIEAINIFFIEME Airtable BB, HKB L IAZY KEIER.
BREENEER, HIVEIRIERESHAREQTEER™m, XEREEIHEDY KILXEKAFHNES A
ERMm, FEELUEERNNE. X—TERA LI, HE—" “EFMEANK” HRFARE
SNSRI O F — XA RN R IR, BERER T — M FEEHN=.

[00:57:53] Lenny
English:

You mentioned that Airtable is thinking a little bit more about B2B growth versus just kind of B2C where |
think it's been historically. Can you talk about that and just how you're thinking about that?

FROCERIR:
fri2 %] Airtable IETEEZ B E B2B &K, MANNZEHELRAB B2C #1, fREEXIXIRE EARRING?

[00:58:04] Lauryn Isford
English:

B2B growth is an emerging space for growth practitioners and hobbyists like me because the playbook
hasn't been written the same way that B2C growth or consumer social growth has been. It's a new space,
and there are quite a few companies that are really excited about exploring B2B growth and how to apply
the DNA and the mechanics of a growth organization to more of that B2B motion or to working with more
upmarket customers or enterprise customers. So, it's very top of mind for me. It's a active conversation in
the growth community, especially in San Francisco. Overall, I'm really excited to see what we can do by
applying this approach to growing businesses, to new types of businesses. It will require some differences
in execution model. So, in B2C or in consumer social as two examples, you can experiment at large
volumes or you can make changes that impact thousands or millions of people pretty easily.

(00:59:15):

In B2B growth, generally you're working with a much smaller set of customers and also the risk profile
can be very different because smaller numbers of customers that represent larger percentages of your
company's total revenue must be treated with absolute care, as opposed to a world where you might



have millions of folks coming through your product every day and small changes might not have as big of
an impact. In an enterprise organization, it's important to be very careful and rigorous and to prioritize
that customer's needs all the time. This means that rigor, that customer conversations, that beta testing,
that live prototypes and demos are significantly more important and that face time with the customer is
significantly more important than it is in B2C growth. So, we'll see what happens. I'm really excited to see
more folks who have given growth a try in B2C or in consumer spaces try applying it to B2B because it will

become increasingly common in the industry.
FRERIE:

M FERFXAFAE KM EMZFERG, B2B EKE— I, ANENIUEATZE R B2C EKIHE
BRI EERREIZS. XRB— =8, REAFEIHRE B2B 15K LUK INAIFIE KALRIER M
HINATF B2B AitE. minFAHEUEFRINE, XEREFRXINER, BEREKHEX (LHZREWL)
BUR &R

BRI, RRAFEIEXMAGENAFHEWSIEKFAETENNR. XRERTRA LN —LER. 5
g0, 7 B2C SUHBRALRRUE, IRATLAEHITAMIERLE, HEBMMEE MR TEEHRET S ANRE. {B7E B2B
KA, FEAMNEFEEESEIMGS, MARKRRKATE2TE. BAVREFAELSET 2B EBBANER
ALEf), BAREZEEMIT. 2T, ABREHELACAT@NHERE, FNBZHATERMmEIBA
Ko EEIWRALRFR, FREFMEABRNAZEZFFFREXER, XEREMEM. FFIHK. Beta i,
NPREERIE B2CERKPEERS, SEPEANEANNEBHNERSS. KRB U, RSN

BE 71 B2C FHBR T EHSIE KA F BB ENATF B2B, AAXETIFRBEFEREEE.

[01:00:19] Lenny
English:

Well, with that, we have reached our very exciting lightning round. I've got six questions for you. I'll go
through it pretty fast. Are you ready?

FRSCERIF:
37, MEBARINEEREHNRNBRETRT, HENNAIBRERR, RS RR, HEEFT7E?

[01:00:27] Lauryn Isford
English:

I'm ready.

R EE:

HEE T

[01:00:28] Lenny

English:

All right. First question, what are two or three books that you recommend most to other people?
R EE:

FH, B— MR MEREFELIANR=RBEMTA?



[01:00:34] Lauryn Isford
English:

Ride of a Lifetime by Bob Iger. | give this to new reports on my team. Great book to read when you're
thinking about your leadership style, and Rocket Men, really fun story. | love a good story about ambition
and achieving awesome things.

FROCERIR:

Bob Iger B9 {(—4£m9ikTE) (Ride of a Lifetime) . HARIBEELFNNIFAR. HIRBEMSNIEE, XE—
ERIFEFH. EE (KEIAD (Rocket Men), IEFEFBIRE, HEWKTF# SNBSS,

[01:00:50] Lenny

English:

What's a favorite other podcast, other than the one you're currently on?
R EE:

BR 7RIS MR, (REERNBERMA?

[01:00:54] Lauryn Isford

English:

I like Fifth & Mission which is a local San Francisco podcast on local politics.
R EE:

HEX (Fifth & Mission), XZ—MXxFIRE L HMBUEHAHIEE.

[01:01:01] Lenny

English:

Favorite recent movie or TV show that you have watched that you've really enjoyed?
R EIE:

REEEMN. FEESRNBEHBUE?

[01:01:05] Lauryn Isford
English:

| really like the White Lotus Season 2. White Lotus was very fun to watch. | also, on the movie front, I'm in
a habit of watching Best Picture nominees every year and last year there were a couple movies | really
enjoyed, one of them was Belfast.

AR ERIE:

HREXR (BZERERN) (White Lotus) F=Z, FEHFE. BFHH, RESENERIFRERHIRS
EmBISIER, EERJLEKRRER, HF—E (NRZEH) (Belfast).



[01:01:22] Lenny
English:

Oh man, that was an intense movie. | watched that recently. And also, if we should turn this into a
drinking game, every time someone mentions White Lotus, we drink. It's an amazing show, but it's
definitely comes up often. So interesting.

FROCERIR:

MRRME, AREREBRIREIE, R&RENIE. 55, BANNZMEERY: S838ARE (BEEERM), i)
FrE—1f. BRR—EBRERIRE], EMILEERRER. EAER.

[01:01:35] Lauryn Isford
English:

Comes up too much.

R EE:

WIRENREBKRZ T,

[01:01:37] Lenny

English:

It deserves to come up often. | love it.
R EE:

EEFHREERE, RURER.

[01:01:39] Lauryn Isford
English:

That's true.

A ERE:

sk,

[01:01:41] Lenny
English:

It's great, but that'd be okay. We're going to do a drinking game from now on and I'll have a shot here.
Love White Lotus. Favorite interview question that you like to ask people?

FROCERIR:
AET, KRR, MIIEERKNEBIEERR T, HAR—M. HBE (BERERN). MERERRIANE

HERZEA?



[01:01:50] Lauryn Isford

English:

Tell me about a time that you delivered something that was impactful.
R EE:

BHHREEXMEIN— B NNERS.

[01:01:58] Lenny
English:

What do you look for in an answer when you ask that question? What's your kind of a good sign and
what's maybe a bad sign?

FRZERIE:

HIREX MR, (RAEEREIHARNER? TARIFNES, FARRRRNGES?

[01:02:02] Lauryn Isford
English:

I'm looking for someone to help me understand how they define impact and what it means to them. |
think a good answer for growth practitioner is intrinsic motivation about having an impact on the
business.

FR3CEd

iF
FRBEIEETRMIOFAEX “TmH” , URXMIIREREF A FIANNFERMLERER, —PF
MEIBRZAEIMEF WAk SF=Em” NRTERT.

=

[01:02:19] Lenny

English:

Hear, hear. What are five SaaS products that you use day to day, and you can't say Airtable?
FRERIE:

T2EE. ITAEFERNEAER SaaS =REMA? FEEW Airtable,

[01:02:25] Lauryn Isford

English:

Figma, Miro, Slack, Gmail, and my fifth one, | need to think about it.
FRCERE:

Figma. Miro. Slack. Gmail, SR S8,

[01:02:36] Lenny



English:

It's because | cut out Airtable. I got you.
FRCERIE:

ERFKIE Airtable HEFRTEIN T, MEEIRT o

[01:02:39] Lauryn Isford

English:

I know, | always say Airtable. Airtable's definitely number five.
FRERIE:

REE, REZW Airtable, Airtable £ Z2F R,

[01:02:42] Lenny
English:

Okay. Probably number one. Okay, final question. Speaking of Airtable, what's the coolest use of Airtable

you've seen?
FpsCERiE:

9FIB, EdReRE B, &a—NEE: BiE Airtable, RIVIHEESHIAERTA?

[01:02:48] Lauryn Isford
English:

There was a great embedded view, which is the internal term for when you put Airtable on your website in
an embedded way so people can check out cool stuff, related to finding COVID vaccine when they came
out, which was really awesome. | also appreciated that a similar use of Airtable has become quite popular
this year in support of facilitating folks who've been laid off to help them find new opportunities.

FROCENIR:

BE—1IFEEN “BAE" (embedded view, XEAZAIE, 155 Airtable RAZIMEPHALEER), BX
FraMEEHN EHRIREEEMNRN, FETRE. RERMEASEFERIFERTH—MEZL: A
Airtable FEIREREIA TN TR =,

[01:03:15] Lauryn Isford
English:

Lauryn, this was amazing. | learned a ton. We got through everything | was hoping to get through which |
did not expect. Two final questions, where can folks find you online if they want to reach out and learn
more and to reach out to you, and then two, how can listeners be useful to you?

FROCENIR:

Lauryn, XXBEF T BRFETRSZ. MU TRFEERENAEARAS, XBETHENFHH. REFHNF
A NRAKBBKRAMATRESES, FJUEMEREIR? 5=, RRATUAMRRETAER?



[01:03:28] Lauryn Isford
English:

You all can find me on Twitter. I'm @laurynisford. | love hearing about how folks with all different kinds of
cool products are thinking about growth. In general, | find all of us are better at growing businesses when
we study the awesome wins and learnings of others. So, please, my DMs are open. Send me cool things

you're working on. I'd love to learn about it.
FRCERIE:

ARETLATE Twitter E3FIF, KSE @laurynisford, HRERIAZFEE mBIF R E D Z M IIERKNEE.
BHIRN, HENFIMANRINEEMBGNE, KIEREEF I SIERK, A, RNLEEFHRS,
MR GIARETEMEIBEERAE, HRIRREFS.

[01:03:51] Lenny

English:

Amazing. Lauryn, thank you. Let's go drive some growth.
FRCEIE:

KiETo Lauryn, §HR. LB KIE,

[01:03:54] Lauryn Isford
English:

All right.

FRCERIE:

4F8,

[01:03:57] Lenny
English:

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

show at lennyspodcast.com. See you in the next episode.
FRCERIE:

EE R EHURT, MNRESAATEFNE, BILUTE Apple Podcasts. Spotify SiEEIRBVIB RN AT
Fo Lboh, BEERARKNMNTIHABTITIL, XEMAMEPHMTRAERNXIMNEERT., BAIUE
lennyspodcast.com #EIFIEFHATTER TREZES. THTEBML.



