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[00:00:00] Melissa Tan
English:

My aha moment of the value of first principles thinking was when | was at Dropbox. We would hire a ton of
really smart people that had never done sales and had them do sales. There are a lot of disadvantages to
that, but | do think it led to a ton of innovation. That's how we got our very innovative go-to market
motions because a lot of those people then moved into different functions at the company. They had all
this context on who the user was. They had talked to so many different users at that point. If you take
people that are just super smart, they've never done it before, one advantage of that is they can innovate
because | think they come in with, | don't know anything. Let me just figure this out.

FROCERIR:

Bt “E—MRIBR4E” NMEMNTIENZIA £EFHIFTE Dropbox HIEHE, FHATHNEMT —K#HtIEEIRBEM
RAMOIHERIA, FHILUNERHEE, XFMERSER, ERIANECEFRT KRENLFH. XERRKIRT
LR AL “HATE” (GTM) EfERIRE, RAXLEAGERELET QBN EIRES . WIIXARE
ERAERERENERER, AAERZAMIEENAXSARNAFRAIT . NRIFRABLEREEZRE
MR RIZTIBIAN, —MEBTEMNIES O, RAMITERRZE: "B AEBAIE, LFHRIEX

) EER”

[00:00:38] 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 Melissa Tan. Melissa was the longtime head of growth for Dropbox's B2B business. She's also their first
growth product manager. Then she went on to do full-time advising for companies like Canva,
Grammarly, Miro, and Ro, helping them with their growth strategy and helping them build their growth

teams.

FhaCERIE:

SGBRE Lenny R, EXE, BEXPHEARALNEEFRMASENEKER, ZIMINIEMENLIRES
BRI RIEFHENERRE, SKRNERRE Melissa Tan, Melissa &K HIEE Dropbox B2B Il ZH91E K
ARA, MR IZATNE (LK~ mEE, WME, tHFBLIREE Canva. Grammarly. Miro 1 Ro 24
FHIEIR], HEBHMAIHIE IS K SRR H 4R I I <P



[00:01:03] Lenny
English:

For the past two and a half years, she's been leading growth at Webflow. But hot off the presses as Melissa
shares at the top of this podcast, she's going back to full-time advising life. So if you're looking for help
with go-to market plans, growth strategy, building your growth team, aligning your sales, marketing and
growth efforts, she's about to become available, so definitely reach out. In our conversation, we get deep
into what it takes to build a high performing team and also how to build a high performing growth team,

specifically.
FRERIE:

ESENHEFE, —H7E Webflow FFIEKITIF, BIEY Melissa EXEIBERA LD ENRITER, M
EYALERMREE. PR, MRMEEIFRHEANTZ IR, BRI, AREKEA, HEDEAHEE. SHNE
KIESENER, wESEEE, —EERKAM, FHMNHOMEFR, BMTERNRTNEITE—XSKE
A, HiRI BT IE—X SR BVE KE .

[00:01:30] Lenny
English:

Melissa shares advice for becoming a leader that people will follow from company to company, how to
best develop your people to become the best versions of themselves. She talks about the most common
ingredients of a high performing team and what she's learned from working with companies like Canva,
Grammarly, Miro, Ro, Webflow and Dropbox. We also get into how to interview product managers and she
shares her actual interview process, plus who your first growth hire should probably be, the most
common mistakes people make when they first start to invest in growth and a real talk story of what
Dropbox did right and what they did wrong in their shift to B2B. There are so many golden nuggets of
lessons in this episode and I'm excited to bring it to you. With that, | bring you Melissa Tan after a short
word from our sponsors.

FRCERIR:

Melissa ZZ T AR A—Z L TERERERBFIITRATNASE, URNARFIEFRRT, ittiIRMR
FHEBEC. KB TEREANEERNER, UKMM Canva. Grammarly. Miro. Ro. Webflow #I
Dropbox FABMITEHRFENEZN, HIEIHETNEEIR~REE, tHr=7 B EMIERRE, Lt
HEIE: ERIZEIRNE—MEKRANER. AMIEFBBRNEKNREILHNEIR, UKRXTF Dropbox 7EM
B2B # AT RS R, MEHBENELRG, X—SBEFRZEIMNHI, KESHEIRETHH
K, ENTHRBIBENERENARE, HITEEL Melissa Tan,

[00:02:14] Lenny
English:

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

FROCERIR:



ZHATI B AssemblyAl #Bh, SNR(REES N~ R Al IRThEVTHEE, ARAIRFEE T % AssemblyAl, &
BILURMASEIL A ISR S RAIEMR, REW AssemblyAl 9—= 2, RAILUES B8/ API ARk B TR
FIAARLBENRI Al RiE. F1LIQRMBLHNFLZHAEEFER AssemblyAl BohE RN SEBIERENS
W WIEEEE, BEEUHERANETEE.

[00:02:47] Lenny
English:

All of AssemblyAl's models, which are accessed through their API are production ready. So many PMs |
know are considering or already building with Al and AssemblyAl is the fastest way to build with Al for
audio use cases. Now's the time to check out AssemblyAl, which makes it easy to bring the highest
accuracy transcription plus valuable insights to your customers. Just like Spotify, CallRail and writer do
for theirs. Visit AssemblyAl.com/lenny to try their API for free and start testing their models with their no
code playground. That's AssemblyAl.com/lenny.

AR ERIE:

AssemblyAl FrE & APl 5 RIFREEB R E K5I, FKINRHREZ PM BEZEHELEFH Al HITIHE,
i AssemblyAl RESHARHPMA Al WRIRS . IMER T #E AssemblyAl i ERYL, BRI UER AR
EFEUESSEHENEINENENRAR, MBKE Spotify. CallRail 1 Writer FR it BY BB #£ . 1A 18]
AssemblyAl.com/lenny T2 22l B 189 API, HEMIINTREHFESRT (playground) HMEHESR, iR
AssemblyAl.com/lenny,

[00:03:23] Lenny
English:

This episode is brought to you by Mixpanel. Get deep insights into what your users are doing at every
stage of the funnel at a fair price that scales as you grow. Mixpanel gives you quick answers about your
users from awareness to acquisition through retention, and by capturing website activity, ad data, and
multi-touch attribution right in Mixpanel, you can improve every aspect of the full user funnel. Powered
by first party behavioral data instead of third party cookies, Mixpanel's built to be more powerful and
easier to use than Google Analytics. Explore plans for teams of every size and see what Mixpanel can do
for you at mixpanel.com/friends/lenny. And while you're at it, they're also hiring. So check it out at

mixpanel.com/friends/lenny.
FhERIE:

ZSHAT5 B B Mixpanel %), URQAFEBISEKTT BHINE, RANARAPERIESTMENIT.
Mixpanel BERFRIBEMINEL. REXEIBFHIHRE SR, B Mixpanel PEZFBAMILERD. T SHIENZ
AR, fRAEIUMEHENAF RIS AEE. Mixpanel BE—ATAIEMIEE =75 Cookie IREN, HIp
BELL Google Analytics s ABEZ M. 7 mixpanel.com/friends/lenny IRZE S S MAIEFI AR AR, RE
B—T, i 1tb7EiBEE, ARl mixpanel.com/friends/lenny &,

[00:04:12] Lenny
English:
Melissa, welcome to the podcast.

AR ERIE:



Melissa, JDREIFEZ,

[00:04:14] Melissa Tan
English:

Thanks, Lenny. It's great to be here.
FRCEE:

58, Lenny, REMREIXE,

[00:04:16] Lenny
English:

I'm excited to have you on. | hear there's a big development in your career that is going to be out by the
time this podcast comes out where you're embarking on a new adventure. I'd love to hear more about it

and for folks to understand what you're doing next.
FRZERiE:

BURAEERIFEIR HIMRMRNRVEEE—IMEXHRE, TAERERGHNZEZAAT, REFR
—EHEIE P, FRBIAMEZAT, ILAKT BRE T RETE,

[00:04:30] Melissa Tan
English:

Over the last couple years I've been at Webflow building out the growth team there. I'm actually
transitioning right now and I'm out right now and I'm going to go back into advising, which is something |
was doing a lot of before Webflow working, having been fortunate enough to work with great companies
like Canva, Grammarly, Miro, et cetera. And so that's one of my biggest passions is working with earlier
stage companies once they found product market fit and helping them scale growth. And I'll be going
back into advising.

FROCERIR:

FENER BT Webflow AEIEKEPA. ELFr EHKBFIEFERIEM, ELEBRT, E&LFMRIEFE,
ENON Webflow Z 81, HMOIRZMIEITIE, =S5 Canva. Grammarly. Miro EMBE AT E1E. HEAH
RIEZ—HESHBLEEEKRE “Fahipkid” (PMF) WEREHAAESME, BT KIgKME, FrERE
3B ) A

[00:04:59] Lenny
English:

Amazing. That's a huge news because |, there's like a small number of people like Melissa that is available
at certain times to work with and this is going to be this window and | just want people to understand
what kinds of areas do you think you're going to focus on for folks that may need help and may want to

reach out?

AR ERIE:



KiET . XBDAME, K Melissa XELHINER, REARERBEOAZBETGF. ZBLAKT
B—T, WTRLEAIEFERDNHBERKAMIA, MITEERXEMLEIN?

[00:05:17] Melissa Tan
English:

I've worked with companies across many different stages, so even in the early stage as companies are
thinking about their go-to market strategy. Previously at Dropbox, | worked across sales. | also helped
start their initial product growth and self-serve team for Dropbox business. I've also overseen pricing and
packaging at Webflow. So a lot of companies initially as they're thinking about their go-to market
strategy, should they be product led? Should they lean more into sales motion? What should the pricing
and packaging look like? I've worked with earlier stage companies and then also post product market fit
as companies are building out growth and they want to make sure to optimize the funnel across
activation, monetization, engagement retention. I've also advised and helped growth teams, so kind of
across stages focus on growth and go-to market.

AR ERIE:

KESATAEMBNAREEY, SFEEERE#FATT (GTM) HKEMEHAS. ZAITE Dropbox, i
REHEETI(E, F&EBEILT Dropbox Business &z #] B mIEKMEBIARS (self-serve) HIBA. £
Webflow, FHFEHTFIENFIELE (pricing and packaging) . RZATEWHEABE GTM KERES, 4. W
Zerrmiksh (PLG) 15? AR ZEMEHEIRN? ENMMBEMZERHAEN? REFHRRRAEE, WS
LB PMF M. IEEMEBIEKARHFERNHEE. T, S5MBEFRINVLEEME. HBFIEKHA
IRMEIEINANEEEY, FREE L REMER L KAFH N,

[00:06:03] Lenny
English:

| guess while we're on it, what's the best way to reach out as people are listening to this and they're like,
"Oh my God, | want to get some help on this stuff."

FRCERIR:
BRAMEIXILY, MREARTZERT “KW, REFEXHENHEE” , KRRFNRESRZMA?

[00:06:09] Melissa Tan

English:

Definitely LinkedIn is a good place. | check my LinkedIn, so feel free to reach out there.
R EE:

LinkedIn X @ MF# 5. RSB LinkedIn JHE, FRAGDTEIR R R,

[00:06:15] Lenny
English:

Great. So usually we got that covered at the end, but | think that was going to be helpful in case people
were like, "Oh, | see what you can help us with." So building on that, | want to focus our conversation on



two specific topics that | know that you're specially strong at. One is building high performance teams
broadly, and then two is building high performance growth teams specifically. How does that sound as a
focus of our conversation?

AR ERIE:

RiFT. BERNIELEENHXLE, ERNF[UERREREE, A—EBAR: "B, HAEREZKIFER
AT BABETI, FBBRNFIHEEPEMINEBRNBMIEET L —— X ERITESHE,
—RAMNAITESMENEKE. MESXTEREAE?

[00:06:41] Melissa Tan

English:

Yeah, let's do it. Two topics I'm very passionate about. Let's do it.
FEiE:

I, FHamt. XM MIERRIFEEME.

[00:06:45] Lenny
English:

So before we get into it too deeply, | want to first talk about Dropbox. So you're at Dropbox for four-ish
years, something like that, doing a lot of their growth work and it was in the middle of a lot of their
growth spurts and things like that. And when | think Dropbox and growth, there's kind of this dichotomy |
think about. On the one hand, there's just these incredible growth loops that work, this referral program,
this crazy word of mouth. There's just this explosive growth story of a product.

FRZERIE:

TERNRFITZ 81, FAESLHNED Dropbox. RYE Dropbox T ALMNE, ARTRZIEKTIIE, HNEEATIE
KIBEH, HFHEE Dropbox FIGKE, ESHRHIM—M “THE . —FHE, ©ERLEREMINANIEKE
If (growth loops), tban¥EFFITRl. KIFAIOREERE, X— MR RBLAVE KNS,

[00:07:11] Lenny
English:

And then on the other hand, there's this B2B side that from an outsider just feels like that's something
that didn't work for a long time. And then Box came around and did that really well, and | think Dropbox
has done better since then, but it feels like this combination of really successful growth and then maybe
less successful. So I'm curious, just looking back from your experience and from what you've heard, what
do you think Dropbox did and what do you think they did wrong? And then just what are some learnings
from that experience and watching Dropbox go through that?

FROCERIR:
B5—7HE, ENB2B IWSERIIANER, MFREK—EBIEHERIER, FX Box HIMHEXHEMISR -
EFAFKIN7 Dropbox [FRIELERT , BRECERREMNEERKSARMINNSHINESE. FRUIKIRLT

27, EIRRNEHMIRERIREIAY, {RIAJ9 Dropbox HRLEMxt T, MILMEE T ? MIRE Dropbox X EHTE
i, RFEEITHA?



[00:07:40] Melissa Tan
English:

Yeah, it's a great question. And having been at Dropbox for close to five years, | did a lot of reflection while
| was there. So | was there from 2013 to 2017, around 200 people. | think about a billion dollar valuation
to essentially ... | think when | left we were 1,500 people and we're valued at 10 billion at the IPO. | think
the things that Dropbox got right, one of them was definitely hiring. So when | think about 2013, Dropbox
was actually known in the tech circles as a place that was very selective, very difficult to get into. You
could have an amazing resume, and Dropbox was really selective about the type of people they brought
in. So | think they looked for two main things. They looked for first principles thinkers, so not necessarily
your experience, but how do you approach problems, how do you know the right questions to ask? And
then create your own framework around that.

FROCERIR:

XZMFiR, T Dropbox i TIERAE, HMELMTRERE, HE 2013 FMABY, 2017 FEF, HBFTQH
M 200 NEGEIGKEIFREFEIRY 1500 A, H{EHMEL 10 {208 KR IPO BYAY 100 12375, FxiAJ9 Dropbox
NN FBZ—EXZREE, O 2013 F, Dropbox EHRARE LI JtatkE. RMEHANMER. EMERE—H
1Z¥8BYfEG, Dropbox X AZ RITREMKAIFE ™K. HIANAMMBIMNEBEERR: —& “F—MRE" BFE,
BIA—EEBIRNEZE, MEEMNALERD, BEMEZBFTAENRE, HESXERBELBCRIE

7Ko

[00:08:32] Melissa Tan
English:

Dropbox also hired for people that were just really humble, collaborative and team oriented. And the
combination of those two things, people that were just first principle thinkers also just really
collaborative to tons of innovation. And so when you think about freemium product led growth, even we
created a high velocity sales motion there, there was just so much innovation because you had these
folks that just knew how to solve problems and worked really well cross-functionally across product
growth, sales, et cetera.

AR ERIE:

Dropbox {BEBEHI S —RAZRALFERL. EEMERHAUBNATRNA. XMENEG—HRI2F M
REBZEXRADERHE —HRT RENEIHFH. FAIASMBEREEE (freemium) M~ mIKENE K
(PLG) B, EEHNEMECIRNSERHEERT, MEMLSHCH, EAMREE—BENRARREE, 7
BaEFm. BRK. HEFHIZEBRENFRIFEFIIA.

[00:09:04] Melissa Tan
English:

And also, broadly speaking, the company just infused the topic of hiring and recruiting into the culture. It
was something that as | was there, everyone knew we were all going to be spending a ton of time
interviewing. We all were trained on how to sell Dropbox and how to sell the roles we were recruiting for
too so that we could close top talent. So | think that's something we definitely got and | learned a ton
about. The other thing was the importance of execution.

FRCERIR:



s, MIX B, RERBEMATEIBAT X HEBENRE, SPASMERNNERAENE®H
TEIR. FOEPZFZLEZN, FIWA “HHH” Dropbox, MUKINAHHEIENIEEIBEEMNERGL, UEEBET
MRAT . TINNZXBHNBFFEBLHEN—R, REUMPREEX. Z3—HFFEERITHERM,

[00:09:28] Melissa Tan
English:

So a lot of times at Dropbox we would try something and it didn't work the first time around and it was
easy to be maybe say that just doesn't work for us, like growth. We actually had tried to do some growth
experiments back in 2013 and they didn't find much traction, but what we found is the devil, I like to say
the devils and the details and the devils and how you execute. And so coming back to how do we execute
just a little bit differently and some of the learnings there where | think the first time we started growth,
we could have been more user-centric and been a lot more hypothesis driven. We were following a lot of
best practices that just didn't really apply to Dropbox.

AR ERIE:

£ Dropbox, RZERNE AT —LERA, F—RE&MY, XNBEEZ=H “XE) LMEITEE” , il
WK I8, SSPR EFRAIE 2013 EMB AT — LA KW, BEEEITARE. BHIMLM, EWMIaIEFR,
‘BREEEATD” , URETEFNRITAXFR. FrUBRNR BONAUBERARN AT ERE9E0
B, BIAABNE—RFRBIEKE, ATUBUARARL, BLMBEEKRIEEED, HYNKITERTRZME
B “Ex(EXER” , EFLHEIHFIERTF Dropbox,

[00:10:04] Melissa Tan
English:

And so the way that you execute ends up really mattering. That was the second learning. The third is just
focus. | think you alluded to this, | think the blessing and the curse of early success is that you can get
pulled in so many different directions and Dropbox had a consumer business, a B2B business, and | think
we could have clarified what is our point of view on what the overall motion should look like, how do we
blend and think about the journey from consumer to B2B really early on, and | think a learning was that
we just started our sales motion and our enterprise a little bit later than we should have and a lot of
competition caught up to us.

AR ERIE:

FREL, MITHARNERAEXRER, XEE -1l F=1ETE. HBMNALRET, SR R
REEWR ETRERNRAXSARNGE. Dropbox HEYEHEEIWSH B2B W55, FHIAARKIEETIUER
WEARZEAEFRIANU R RINZMAREHEZ METEEE B2B AR RIZ? BIAN—THIIZ, &I1E
NSRBI R SHELEN AR T —R, SBREZFHNFEHT LXK

[00:10:44] Melissa Tan
English:

And then finally, | think the fourth one that I really believe in is how do you engage the whole company in
thinking about go-to-market growth and revenue. Back in 2013, in tech growth was kind of like this dirty
word and revenue was a dirty word, and so we were like, "Oh, a good product should sell itself. And it
wasn't until our self-serve business started to slow down that we started our team because we realized
there's a ton of opportunity in just optimizing the experience.



AR ERIE:

&ia, RRGHNENRE: NAL2ARHS5MENTG. BRMBANRBEH, FE 2013 F, FxR
B, “EBK BRENRMXE, BN R, RIENES: ‘W, FERMZEESE=HE." BRI
RYBBIARSS W SRR, RITAARTH, RARIMNEIRIGEI RLELME EXBINZ.

[00:11:10] Melissa Tan
English:

And because we started a bit later, it always felt like growth was a layer on top of product. | think the best
way to execute is just to have that be front and center from the start. What is our go-to market strategy?
How are we thinking about monetization and having that infused into how you think about product
development? And that's something both JZ who leads product at Webflow and myself been really
intentional as we've thought of the collaboration across product and growth. So that was definitely a
learning. So | guess the four things there are just the importance of hiring, execution. Think about your
go-to market early on and then how do you engage the whole company on thinking about go-to market
and growth.

FRSCERIE:
AARNELBRG, KA ARRBGESMNETRZ LEN—TMER. RIANBFNHITAREILEMN—FE
A FZOMAL, FKITH GTM REREMHA? FATMAZETI? HEXEAIMFEBESRFLNEREH, X

i Webflow B9 mA R A JZ MBERZ R SERDERIEBLTEMB. FIUXERE— Tl S4—
T, XERmZE: BENEEME. HiTH. RERE GTM, LURMNALLEATEXE GTM A K,

[00:11:50] Lenny
English:

You said Dropbox essentially there was a late investment in sales and there's a sense maybe product led
growth's going to take us really far. And | imagine look at Jira and Atlassian, they're just all product led
and that's amazing. | guess what's your current framework for when it makes sense to start leaning into
sales and hiring a sales team for say a product led product that is working?

FRCERIR:

fRi2E) Dropbox B7x L7EHE ERRAKEE T, LSRRGS~ RRENEK (PLG) gEHZRIIEREZ. HAZ
7 Jira 7 Atlassian, ffilce2 @R, XRTFE. BA, W F—NEERIFH PLG ~m, RIERN
ERRHA? ARk AEEFARHERNS 5122

[00:12:12] Melissa Tan
English:

It really comes down to the product because initially | think most companies are leaning heavier into
sales or heavier into product-led. You're usually not doing both at the same time. And so a trend I've seen
is starting product-led first and the signal is that is a good motion for you is if the product is really
intuitive to onboard onto. There's a low learning curve so you don't need a human to onboard the user.
Also, if there's a viral component to it, that is really what can take.

FROCERIR:



XRAWRTFm. &), REBABDBANEHRE, BANEFREE, EEFENHT. REN—
BEZRMTmENFE, MAMXERESMIESE: FmbV#F5|S (onboarding) BRRIEEEW? F
SMERERK, UETAFTEAITFI? M, MR~REEGRSIVEENANF, B REIERRZ THIX
#

[00:12:43] Melissa Tan
English:

Dropbox is massively viral. When | think also about Miro or Figma, those also are very viral products.
Those have a kind of the DNA of product led. And initially | think when you have scale, you're getting a lot
of signal on what is resonating with the user. Initially, you also don't have ... It takes a while to build out
the features for enterprise. And so as you're building out the product-led motion, you have probably
larger companies in your self-serve base and they are often knocking on your door.

FROCERIR:

Dropbox EEERMHEEE. HFHAEZE Miro 2 Figma B, S RIEEEEHRSEN™5Mm, 5 PLGHME
H. =41, HIEETHMIE, MRWBEIRZXTFHAFPREEBRNES. &Y, MEEE - FENEEIRINES
EBYiEl, FTUASIRIGEE PLG #R30EY, RVBBIRSEFEFAIRESEMARE, MEEaEshK TR,

[00:13:15] Melissa Tan
English:

This happened at Dropbox being like, "I need you to build SSO for me. | need you to build all these
enterprise grade features. It's not secure enough." And so you are also collecting the list of things you
need to build on the enterprise side. And so | think it's typically looking like you might start product-led,
then go enterprise. And then the other direction I've seen is some companies initially are just more
conducive to an enterprise in sales motion. Potentially, you need to build custom things for these users.
It's also not a bottom-up motion. Maybe the way you sell the product starts with the legal team or the
finance team or some important stakeholder, but then a lot of companies now are trying to make that
shift to make the product more accessible and go product led.

FROCERIR:

X7E Dropbox MR EE, AREH: “BEBIRMNAZMWE SSO (BRER), HEEXLRIRINGE, T
MLeERB.” FRIFFRIERILIRFEEMZNINGESSE, FRLLEENRIZREL PLG, BEFRISR, Hib
REF—MAR: BEQRRVNEEEGEUHERN, UEFEAMXERAFRWEES LI, B2
‘BTmML” PRI, HEAREMNES. USHRELEEENmBEXEFR, ERERSQAFMHEZHAEE, ik
FmEZIRE, E PLG Bk,

[00:13:56] Melissa Tan
English:

And so then you're thinking about, okay, how do | make this product simpler to onboard onto? How do |
think about reaching the end user at scale? And so I think it's basically first figuring out where do you start
and then starting to invest in the area. And | guess maybe lastly, knowing how the whole picture fits
together. There's a lot of companies that do consumer and B2B and | think the earlier you can figure out
how they go together and what the paths and journeys look like, it just ends up being more seamless to
the user and, yeah.



AR ERIE:

FRUMRZRBE . ML mpFHF3ISERR? NEAMBERARERAF? FANER LR RFEREMBEF
45, ARFHREZIFRE. KE—RAUERE, BTHREZERERZNEHEE—EN. REAFRNMERE
M B2B I35, HUNANBEFBRENNAES. BRREMKIZRHAERN, MAPRRFILMETE,

[00:14:30] Lenny
English:

Awesome. Okay, so let me start to transition into talking about building awesome teams and high
performing teams. And something that | know about you that I've heard from other people is that you
have this reputation for being a person that people follow from company to company, which is the
ultimate sign of, | don't know, retention and NPS and product market fit as a leader and a manager. So I'm
just curious, what is it that you think you do that gets people to follow you from company to company?

FRCERIR:

KET. 8, RN EEINENEITERFNE NS E. FMAIABERG, FE—IRE: Af]
BRIEMIM—RARIFZ—RAF. XEEZFNASEMNEEENBEETER. NPS (#EE) M “Tath
A" BYARRETL. FRAERIFE, MRREFIRMT 4, BBEABREXFIERIR?

[00:14:57] Melissa Tan
English:

I've been really fortunate. I've worked with a few folks from my early Dropbox team that I've known for 10
years now, like a couple of times. In some case, three times. And | always feel so privileged that | get the
opportunity to work with them again and they have that trust and confidence in me. I think what it is, and
it took me time to develop this, is | have a very people focused approach to how | lead and manage. |
really think the core of it is deeply caring about people, building that trust, investing in their career
development, helping them figure out where they want to go in their career. | think for me it's very
personal. | have been really fortunate to have great mentors and managers that helped me in those
respects. And so it really started from just paying it forward and wanting to do the same thing for other
people that were on my team. | think it just comes down to deeply caring and everything, all your actions
follow through from there. So that's how | would describe that.

FROCERIR:

H—ER=IE, HE5FH Dropbox FIARJLIAEE(ES, HITAIR10FT, HEaEdir/LR, ARE
EGET=ZR. RERTEBASHINAZTE—MRE, WINRTH EE FEEPHOXBET —RtE
T —ENEIA AR MNE —F B —MIEE “UARNE NWAESNEELARN. mOBRIMKXOSET, BiI
B, RATFTMNNRWLRE, FBEMINFFRRLEENER. MHEFH, XFETAL. KRFEBERI
MBHNSIMMEEEIESEBH SR, FIUXELFET—M “BiR° B0, BHEMKRRMREFNE. )3
RERMERTDBIXI, (RFAEBITEIESHELE. XS HAIER,

[00:15:55] Lenny
English:

Some people may be hearing that and feel like there's this choice you have to make as a leader deeply
care about the person or drive impact, focus on getting the work done. Do you find that those can coexist



or is it this kind of two ends of a spectrum and maybe the question's just like how do you do both? How

do you help people yes, achieve and drive impact while also feeling like you really care about them?
R EIE:

BEANRTHRRRES, FAGSELITE “RUIRKOET" M “HWEIEWD/ZEFRIE ZE#ER.
MEFIXMEFTUHREFL? E2RENZIOENMIE? HERBENIZE: RIOAFRMARE? RIOAEEFREBIAL]
ESRRL. FERM, SOLMTRREIRERROMt]?

[00:16:15] Melissa Tan
English:

| don't think that they're mutually exclusive of each other because | think the other thing that | really
emphasize on my team is being very results oriented. So as a growth leader, for better or for worse,
everything you do is very measurable. And so | actually think this is why a lot of folks on my team,
something that they actually appreciate is knowing what success looks like and knowing how they'll be
measured. And | actually create a very results-oriented culture on the team where it's clear what our goals

are, we break it down into the individual levers, it's clear how success is measured for each individual.
rhCERE:

HPANNENRERN. AARERANFRANS—HER “ERSMA” . (FAEKATA, TIRFHF, (R
R —tIEEEEREERN, FrUFINNXERE AR SPGB . tiTMEMIIR A8, BRE
BORNAREZ, ZERANFRILT —MIFEERSANXL, BITRBEH, FREEIBARKNIIF, 51
ABIRLIhE EATEER BRI o

[00:16:54] Melissa Tan
English:

And so | don't think they are mutually exclusive. And then my role as a leader is also supporting their
career growth, helping them meet those goals and giving them feedback along the way. So even though
they might sound like two different things, | actually think they can coexist and for me, | actually really
lean into both.

AR ERIE:

FRUERRNANENER. MEFEAASENBE, MEFMNNRMLAK, EEMITEREN, HEIRESD
RERG. RAMERGEMEIE, EFANENTURE, MERNAZBENNEXRTS .

[00:17:15] Lenny
English:

What's an example of caring deeply about someone and being that kind of leader? People may be
listening and are like, "Oh yeah, | care a lot about my reports." But what are some examples of what that
means to you that maybe would surprise people?

AR ERIE:

RERBEZENMIF, WA AR “RUIKOEN" UKRMIENATE? AMIATHESIE: B, HBRXO
HETTEM.” EXRRR, XRRETA? BT ARFRAERILAKRIZIN



[00:17:27] Melissa Tan
English:

| think an example from someone that they joined my team and | just early on thought that they weren't
maybe moving quickly enough and they needed some more direction. And so really early into them
joining the company, that was about two or three weeks in, | actually pulled them aside and | said, "Hey,
we need to move a lot faster. This is where we need to get to by X. We're a growth team. We need to prove
wins out early. This is how | think we should do it. Let's try to create a roadmap, a list of problems to
solve, et cetera, hypotheses." And they don't have to be right, but just getting something out there,
starting to line the whole team on what those are and then defining how we're going to measure success
and know we're in the right path. We just need to get there as quickly as we can.

FROCERIR:

HERE—OIF. BAMAKBEG, REMREFMBINITHABR, FEEZHIES. FIUEMIINR
ZRESA, HEMIE—ZR: TR, RIFBETHFER. BRENERENFELREXTET. K12
KA, FERFIEARNTBIMS. BIANMZXFE: SHAFIE—TBLE, FIHERRERESBMR
%, XEREF—EESX, BEXLZHE, IL2FANAMIIR, AREXMEEEMT), BREIEERD
ME L. BMNRAFERRELEARE.

[00:18:14] Melissa Tan
English:

And so | gave them that feedback and afterwards, ever since then they have been just on a tear and they
actually have mentioned that in later conversations a year into working together that they were so
grateful that | had that conversation with them and that | took the time to tell them those things. I think
sometimes as a manager it can maybe, you want to avoid the uncomfortable conversations, but | actually
think the more direct you can be but also saying this is my intention. My intention is to set you up for
success. That goes really far and | think that's a great example of how do you deeply care about
somebody and give them direct feedback and you're giving them direct feedback because you deeply
care and you also believe that they can do things differently. | think the only reason you would give that
feedback is because they can do things differently and you just want to help support them.

FRZERIE:

B THAIBN R, MBS, MPRIRVERH, EEF—FRKIETR, MINREIIFE RS
thfilisiE, HENEISIFMITXE, RIANAERZIE, GRS REFRNKIE, BRIANNMEERES
9%, RANZERA: “XERHHDNR, RERBILMREHRY.” XFEEER. FIAAXE—NMREFHHF, i
BRI felEE EiE R IGRAIRI R F—IRZFA UG EERG, BRAMRTIKOM], FEBEMITET LS
S8, BRIFHNE—REMRSMITEREIRE, MIRESFM,

[00:19:10] Lenny
English:

In that conversation. What is it that you did that made them feel like you really cared about them?
Because when | hear you describe it's like you're just telling them, you're giving them feedback just like,
"Hey, you need to do a lot better at this. We need to actually hit our goals." What was it that made them
feel like, "Oh, she really wants me to succeed?"

FROCERIR:



EARBIER, RET HALIRSRERNXOMIT? FARFRER, BEMGRESLRE: TR, RX
FEFREMRFELS, RNFBEMET.” BAiLIRE "B, wEEAEILIEIL” ?

[00:19:22] Melissa Tan
English:

| think in that conversation what's important is also saying, "I believe you can do all these things and I'm
doing this to support you." Or, "I'm sharing this feedback because | believe in you." Also saying that I'm
here as support, as you are building that out, let me know what | can do to support you. We can jam on it
together if it's helpful. Basically, | guess boil it down to one, restating your intention and why you are
having that conversation to sharing that you are there to support them and offering your own help as
well.

FRCERIR:
HNAERRKIES, REEN—RER: “HEGEMEMEIXE, RXAMBNTFHR." HER: KD
EXERRBRNBARER." BBYR: “BREEXBXNFR, ERNEXLEREN, SIFHRIZERMEA 4.

MRFE, HAATU—EINIE (jam).” BRLALAZEARS: £—, ERMIVIRURATABEH#ITIR
WiE; B, RPRIZH/MA], HRHERERER,

[00:19:59] Melissa Tan
English:

Those | think are the things that go along well. And | think the third thing is as you give someone
feedback, it should never sound like finger pointing or criticizing. It's really just, "Hey, this is what |
observed, this is the impact that it had and here is a different way." And so keeping the feedback really
about the work itself and the specific things that you think can be improved.

FRSCERIF:
BINNXLEHREER, E=AE, YMRAFEARIEN, £REETERGIRIERHHIT. MNZE: “IE, X2

BMRENER, EFETXHFENEM, XEE—MAENSGRN.” XFRFMIBERELSE LIRS URITIAN
I LABGAB B A E I,

[00:20:28] Lenny
English:

| know you're also a big fan of developing talent internally versus hiring experts from the outside and it's
always this decision | think as a leader and as a company. How much do you invest in developing people
knowing they can leave anytime, knowing that that's going to take all this time and work? What have you
found from and just learned about the advantages maybe of spending time in developing people and
helping them progress and just why is that something you find really important?

AR ERIE:

FAERIEEHERARETAT, MAREEMINIEBER, (FAMFENQE, XEE—TRMEAIRE:
BARNE 53 THERS FIAE RS, BRRIEIEFRERXRAEREINES, (REBRANSZLD? XFEEIEF AT HE
Bt L BIRE, RFERTHA? AT AMREEXIEEERE?



[00:20:55] Melissa Tan
English:

I'll start with the why behind developing people. For me personally, it comes from like I'm personally
passionate about it just because | feel that a lot of folks invested in me personally when | started out in
the working world, | actually struggled quite a lot. I think making the transition from school where it's
really clear what success looks like, you're just studying, getting good grades. To work where things are
much more ambiguous was a really big transition for me and | really benefited from so many mentors
that invested in me that | kept in touch with over the years that have also just helped me with my careers.

AR ERIE:

HARRATABET AN WHRPAMS, XFEFT—MHRE, BASKRTNRZE, RSEAERS LT
O FHNIFB TR ESSHRILE. MFER (IIREIERERE, MEFS. E59) BEITIE (I
FAERNE) , WHKRZ—TEANEE, ZRaTWSRETHRNSN, SERR—ESHIREKR,
MR AEERL T HIRAEE .

[00:21:30] Melissa Tan
English:

Two that really stand out are from Dropbox, Oliver Jay who goes by OJ and GC Lionetti. So it really has
come from a very personal place for me. Secondly, | think it's just makes a lot of sense as you're scaling a
company that as you are growing, it just is a smoother transition that the folks on your team can grow
with you. People will build institutional knowledge and people talk a lot about founder intuition and that
intuition that founders just have. | actually think that extends to early employees too, that have built a
ton of context on the user on how to get things done at the company. So the more that you develop talent
within the company, the smoother transition is versus bringing someone from the outside where there's
just a lot of different factors and there's risk there. And so it really comes from a personal place, but also it
makes a lot of sense from just like de-risking the situation as you're scaling.

FRCERIR:

Hepm X H 2 mEABIZ Dropbox B9 Oliver Jay (KZKEBAUM OJ) 1 GC Lionettio. FRLUXFEFRIHIERE
Ao EHR, FIARELQBRY KidiEd, XEFEEN: MEQATDNRK, tEMRASHR—EMEK, dES
BB, RISEIT “NMWHAIR" (institutional knowledge) o AITEIXKICOIBAMNESE, KIANXMETH
EEHRETREHRTE E, tIMAFRURATRBNAERERRTAENESES. Bit, ASBFAT
%, RETEINT, MMIMNESIEAFTNEIEEZ A HERRZMNK, FAUXBERETFIABR, HRATHE
SRS F2 AR PR XU P

[00:22:27] Lenny
English:

In my personal career | had the biggest inflection point and the most progress | made as a product
manager was one manager who just did exactly what you're describing, where you invested really deeply
in helping me become a better PM and it was not easy. It was just very critical of all the things | wasn't
doing perfectly. And | always think about people don't sometimes have someone like that in their career.
They don't have a manager like Melissa. Do you have any advice for people that are looking for someone
like that or they're just like, "Man, | have no one around me that's really helping me develop?" What do
you suggest they do?



AR ERIE:

AR ANRULEEFR, RANERITSMBREI=RIFEBENENRAHT, BATHTF—ILE, MREIRER
BUEBHE, RUBIRNKE/IBIEAEIFR PM, SREHFEM, MHEATEZAMSGEETF. HEE, BEA
BV EERETEEBAZIXEIA, BAREE Melissa XHFREE, WFRPLEEFIHXENA, HERET "X
W, HEDRAZABRLZRE BA, (REFAEN?

[00:22:58] Melissa Tan
English:

As you are looking for a job, | actually do think you should look to work with people that have that
reputation and that you can see that interest that they enjoy mentoring people. They have a track record
of developing people. Maybe they have brought other people they've worked with at the company from
other companies. Those are good signals that that's something that that person cares about. And even in
the interview process, kind of interviewing your manager too and understanding what is their
management philosophy, how do they think about your career path in that role? Those are things | would
look for.

AR ERIE:

IR TR, FOIANMRRZFHEBEEIMBERA, MEFHMIRTESMA. MIEEFATHIE
BR. WU SEINEEHTETRENQE, XERRZASEEEATEFRNRFES. X
FERIRER, MUE T REZE, THEMOMNOEESESE, Ukt AERFREX DR _EAYERL
2o XEHERZI RO,

[00:23:32] Melissa Tan
English:

The second thing too is as you're interviewing, looking for a manager who especially your success will be
tied to their success, this is actually what happened. | mean it's not like you need to be super strategic
about that, but when | reflect back at times when | got closest to people was when | was one of the most
critical people on their team and they really needed me to be successful and so they also just would
spend a ton more time with me.

FRCERIR:
BFoRE, FERN, FH—AMIAISHNNRIIEERENZE, XHIMZEREHIN. HHER

2, (MAREXRAFIEEE LM, BEEER, REREAXZRFIENNER, FERHRFEANEANPRIEN
—51, fAFERERIGMAT), Fitt TS EESREERS L.

[00:23:58] Melissa Tan
English:

So really looking for those opportunities and being really selective in the types of roles you're taking. |
also think there have been times for me personally where I've built relationships with someone that
wasn't my direct manager that worked at the same company. And this actually has happened a lot at
other companies I've worked with where someone knows that it's a passion of mine to mentor people.
And so they proactively reach out to me, ask me for advice, ask me, "Hey, can we set up a monthly

recurring sync?"



AR ERIE:

FRIAESHXEN S, AMNMERNRAUFRERE. ZhiAN, BNRTUSQATEFEREENAEILX
o ERIGINEMAREZELEXIMER: BEANERARTESIIA, FRANEDEKRTE, @HTF
KEW, BEER: IR, HflESTBERDE—RG? 7

[00:24:25] Melissa Tan
English:

And so | also think you can look for other people at the company that you work with. And then finally the
other thing is looking for external advisors. | actually, in my advising end up mentoring a lot of the people
that | work with too. It just organically ends up happening. And so | would say summarize that as just look
for the people that you think have this passion, build that relationship with them. And ideally | think you
actually build the strongest when you are working together. You just learn so much about each other, but
if you don't have that set up, | think there's other ways to just proactively look for mentorship and
guidance.

FROCERIR:

FREMRBRI R QB B HREMBE, KE—REFHIMNIER. KFLE, ERNBRIER, KREHIES
REAMFEHA. XBEEEBAMAKEN. B4E—T: IHPEEXIMABHIAN, SMITEIXR, BEER
T, £EITEREZINXARFE, FRAMRNERNT @KL, BNRKEXMIFE, WallEd EtmaE
T RIEFMEW.

[00:25:00] Lenny
English:

Any tips on the questions? Maybe to ask a manager to help them get to this, if any come to mind and also
when you're looking for someone to help you, anything specific you think that people should look for
that maybe they may not be thinking about?

FRZERIE:

XTEHZIENRE, METARNE? BREFARBEEIRARNEXEZE? Fi, HIHIIMN, AR
B AARRARERBEIRR TR ERXIER?

[00:25:13] Melissa Tan
English:

On the questions to ask when you're interviewing for a role, | would actually ask things like I'd love to get
a sense for how you think about ... I mean | think you can flat out ask, I'd like to get a sense of how you
think about managing folks on your team, how you think about developing talent on your team and
seeing what their responses to that. | would also ask how are you thinking about the career path for this
role? And if the person has not thought about it at all or doesn't ask you, "Well, what is important to
you?" | think those are some signals that it's maybe not where this person tends to spend their time
thinking. And then | would also ask other people on the panel that are not going to be your manager but
that work with this person, especially if you happen to talk to people that they manage, how is this
person as a manager? And that ends up being also very insightful.

AR ERIE:



XTEARMUNZRNEE, R UEST HtE): “RE TR TIRENEEEEERPAKERN, URIRMN
AEFEMAAZBER? 7 ARMNORE. FERE: RN PRUARIBREREFARE? 7 WRWS
e, HELSEREME WRRRTAKREE? 7 , FAXATRE—NMES, HBLAHFEXSEE
DB Ibsh, FEEEEENAFIEZBEESHEAHREZNA, HHSMREZMEIMIIOTRE, BE: “/F
NEE, XPANELE? 7 XBEIFEERAM.

[00:26:08] Melissa Tan
English:

The questions | would ask if you're looking for someone external, | always find that that relationship is
best the more organic it could be. | think Cheryl Sandberg had wrote this in her book Lean She basically
writes about how some people will go, "Will you be my mentor?" And I've got that question too, and it's
just a lot of pressure to get asked that question really early in and you don't really know the person. And
so the more it can be organic where you talk to somebody, you have actual advice that you want, some
people will just reach out to me that | haven't worked with in a long time and like, "Hey, I'm thinking
about a career decision or I'm in this tricky situation at work, can we talk?" And | just give them advice
and they will reach out to me for advice occasionally.

FRCERIR:

NRIRETHSNBRIN, HINAXREE AL, WK - REBERE (AFI—F) (Leanin) F5F, HL
A=EHER: “REIARNTME? 7 ROBIIXMEH, EEERTENHHERT, XHERENR
Ko FIURFRBEARERN: XA, HEEENEWER. BEARAKMELRETT, SRAKR
o MR, REFEM—NRWRTE, HERTIEFBE THRFER, EWEE? ” RILMIIRIN, ()
BRESBEHREFK.

[00:26:57] Melissa Tan
English:

It doesn't have to be a recurring thing that you have to just nurture that relationship. | think that is a way
to do it. Or if you are working with somebody and you want to set up some type of monthly thing, | think
you asked for that as well. The only thing is | would just be respectful of the time. So if you don't have
anything to talk about that month or anything like that, I'm just always willing to help people. It doesn't
mean we have to be frequently in touch. And so | think it's also less about being frequently in touch and
it's just going and reaching out when you actually have a problem. People that want to help others are
just going to, if they have the time, they'll say yes.

FRCERIR:

EXMXRFT—EBZ AN, (RRFELFE. HENRMEMEARE, BRUEMEED@ENG, e
LR, M—EIEMNERREEEXNHHE, MREBMARTATHY, BUAAER. FE2EEHY
A, EXAFBEREHNBIIEER, HIANXBEAETERRME, MAETIREEBEIRBAIK
#BEl. RTHMANARESNE, BEHEEN.

[00:27:30] Lenny
English:

Tim Ferriss talks about that too. He is like, "Never ask someone to be your mentor." As you said, that's a
scary proposition. You're committing to something, it's pressure versus just like, "Hey, can we just meet



and can | just get some advice? And then maybe after you do that, can we meet next month also?" And

just help it grow organically.
R EIE:

Tim Ferriss B X—Ro fbit: “XEABBFERFIAMIMRBFIN" EWMIRFTR, X2—MTARNRN, B
RE—MAEMET. Bk, MiZf: TR, HMERTED? HBIARMFIEN." ARBIFTRBIR: “F
TREBNEBL—ES? ” itEBREK.

[00:27:48] Melissa Tan
English:

Yeah, definitely.

FRCEIE:

R, BEXE,

[00:27:50] Lenny
English:

| want to talk about how you develop talent and what you've learned there. But before that, | wanted to
zoom out maybe first and talk about ingredients of high performance teams. So before | ask that
question, can you just list the companies you work with, some of the companies you've worked with?

FRCERIR:

HAEWEMRRAAETFAT R, URMREET 4. BERZA], FBEBRAMNAH, RXSREUNER, 7=
fRRZH], REEFIE—TIREEIHN—LEATG?

[00:28:03] Melissa Tan
English:

| guess I've mentioned Dropbox. So Dropbox was my first high growth tech startup. And then after
Dropbox | did a lot of advising. So | got to work with Typeform in Barcelona and then someone at
Typeform introduced me to Canva. So | met Canva when they were still about 200 people in their early
growth journey. Have worked with Grammarly, Miro and then | joined Webflow. And so have been
fortunate to be part of a ton of, | guess what | would think are high performing teams.

FROCERIR:

H1EET Dropbox, MERHFE—REMERILKIIZANEI QB B Dropbox &, HMTEZMRTIE. K
B5BEZTHBH Typeform &1F, EXR Typeform WABENAL T Canva, FiBEI Canva BY, fI1RF 200
ANEA, ERATFREE KM, HiXS5 Grammarly. Miro &2, BERMAT Webflow, FHEZZEEM X
AL A — 5o

[00:28:46] Melissa Tan

English:



| think it first starts with the team having a really clear goals. They need to know what success looks like.
And often | think that's for growth teams in particular, it's always really clear, "Hey, we need to hit certain
metrics. We have certain goals for the quarter and for the year." And then also having a mission. So the
mission's all about the why, right? So an example at Webflow is we have our growth team gold on
ultimately the North Star is ARR, Annual Recurring Revenue. And then we break it down into the levers
that drive ARR, the leading indicator, so that could be activation rates, the number of customers you bring
in, et cetera. And so each team has really clear goals. And then we have our mission. The why. Our
mission, the why we do it is we want to build these delightful experiences for our users. We want to
support them on their journey on the product.

AR ERIE:

FIANBELREMNENBEIFERHIBRFE, tIFEENEMIIRT AR FI. HTFIEREAKR, XEE
FEER: TR, RIFTEAIELEN, RNEZENEEBN.” HRAZERMESH, EaXF “Ata”
(the why). L Webflow 79, FATEKEBIERILIREIEIRE ARR (FELEMEWN) . AREIMTEHS
f#79UKEh ARR B9BMIAF (Wskiatr) , LEAIRUER. RENEFRRES. STHNEBEREBNER. ARRE
i, BIEMTAFAaXAm: HMVEABFPITERNAIARE, EITR mikiz

[00:29:35] Melissa Tan
English:

And the reason why the what is monetization is that's just a good signal that people find your product
valuable, especially if they're consistently paying you and they're retaining. And then the other thing that
| think is important is culture. So how are you going to do these things? When thinking about culture,
obviously it depends on the function and the culture you want to set there. For me personally, the type of
culture I try to set for the team is one around being really results oriented.

FRZERIE:

ETAtaBRE "B, AABRAMRZIFFSNMEN—TRFES, HHIRNRMNFENEFHEE
TR, HANNZ—HEBNEBEREX . BRMER, MITRMASIXERR? %X, BABUATERESR
MIFFRERENEE. WHERDTAMS, BRBENABNKENZ— “GREFM BIXK.

[00:30:03] Melissa Tan
English:

So something that someone on my team was saying the other day is you always make it really clear that
we're going to be measured on impact and that's like how we are ultimately measured as a team. And so
really creating that results oriented team. Also, a team that's very team first and collaborative. | think
when you have very clear goals, when it's very results-oriented, you could potentially be in a situation
where people feel they're competing against each other and you just don't want that. You actually want
folks on the team to help each other out to share learnings.

FROCERIR:

HEAEEARILRN, HEBIREAEMBORTRITERE “FmA" (impact) KEE, XpEHIENE
MERAGENE, FIUEITE—XERSENEN. BN, XXEANGHE “BERE—" BREHIEEEHR.
HANSMRETERHNETESELERSEN, AIESHINGRZBIEERENER, MEEFFTEERE
¥, (RKFF EREHNRREAERE. DELK,



[00:30:33] Melissa Tan
English:

| think that's what ends up being like a situation where one plus one equals three. You're not locally
optimizing but you're thinking broader about the team and thinking beyond yourself. The third thing is
really this ownership mentality. Something | directly saw at Dropbox is when we were a smaller company,
everyone just felt a lot more ownership in accountability because there's just nobody else. You're wearing
five different hats. You have to do it.

AR ERIE:

BINAXABEI “1+1=3" WiER. HAREMBIMNL, MEEE ZHREHN, BHERK. F=HF=2
“FAEDLA” (ownership mentality) s F7E Dropbox EEREE], HABMBER/NE, SMAHBREFRM
FASBMBER, EAEIIAT. (REFREER, HAEFTF,

[00:30:57] Melissa Tan
English:

As you scale, it's really easy to suddenly feel like that ownership is diluted. And so something | always try
to keep in the team, it's a feeling that we're owners and that really proactive mindset of how am | going to
solve this problem? I'm blocked by this team, what am | going to do about it? And just being people that
have strong sense of agency. And then lastly having fun. | think that especially in high pressured
environments, easy to get stressed and all that stuff. And at the end of the day, this is very personal me,
but the more fun you can have, the better everything is. And so just making sure you're infusing fun along
the way and you're not taking things too seriously.

AR ERIE:

BEEMET K, XMEABRREZEER. FIUKSEZNEANPRE—M “BINZBEAN" HRERE, UK
—MRREMBIOE: FZMABRINER? FRABTEARET, RZEAN? MERERE—FEGRN
“Benhtt” (agency) A, REERE. HWANFIIRESEIMET, ARBSZREEN. FRERK, XEHK
TARNEZE: (MABNREUES, —UIREf. FMUBRREREIRFINTE, FEEEBER/R™R.

[00:31:38] Lenny
English:

So | was taking notes as you were talking and there's kind of these four items just to summarize. One is
creating a culture of impact and performance. Two is being team first and making about the team versus
the person. Three is creating a sense of ownership and making people feel like they're owners and then
having fun, which I love. A question | have there is say within the ownership bucket of creating a sense of
ownership, what do you actually do to create that sense amongst the team?

FRCERIR:

RiIERE—EEREIR, SESEREHR: $—, BURWMOMEGH; F$=, BHNFE—, XEEBATMIF
A B, BUEASE, IXREBREHIREA; FH, EXREAE, BEEERX—<R. HHREE, &
BUFASE X, REMMT HARILEAEX MG ?

[00:32:04] Melissa Tan



English:

| think it first starts with defining the scope that everyone is going to own and drive. So as you are setting
up the team, it's important that each person on the team has scope that they can run independently and
that they are excited to own and drive. So one example here is as | was leaving Dropbox, the finance team
looked at our metrics and saw that each growth PM was bringing over a million in AR per year just from all
the experiments.

FRCERIR:

FINNBEEBEXENAATNHNAEE (scope), EHEFNRY, EBMNZILENATE R LURILIEIERN
SEE, FEMII BN —SURREME. ENMIF: HIFEF Dropbox B, TEHIAEER T HNIHIE
tr, ZIMEMEK PM (B LR ESEMEET KBTI 100 H3ETH ARR,

[00:32:31] Lenny
English:

Holy moly.

FRERIE:

P

[00:32:31] Melissa Tan
English:

Yeah. And so that's quite a lot of impact. And being a finance team, they said logically we should just
double the team. If each person brings in more than a million, if we want to double the AR, let's just
double the team. And so | actually pushed back significantly though. | thought to myself, "If we double
the team, what is everyone on the team going to own and drive? Is it like we split up different parts of the
website, different parts of the product 1:00 PM owns just like the checkout flow.

AR ERIE:

EHY, BEREHKREIEE. FAMSHER, i1pNZEE: BEASMARSR 100 77, MRIE(TELL ARR &)
&, BIIBEANURYT K— 18, EFRIEIRN, FOB: “MRENEHAT K—E, ANESNETAR
Rfta? EERNEENEE~m R EBIFEEM, 1L— PM RAREKRET? ”

[00:32:57] Melissa Tan
English:

| didn't think that was going to be interesting enough for the team and going to help us recruit people
that were excited to solve such small parts of the growth problem. And so really thinking about how do
you carve out scope and if you are a growth team, maybe thinking about splitting up by problems to
solve that are really meaty by areas of the funnel like activation, monetization, et cetera. So first starting
out with carving out good scope. And then the second thing is just infusing a culture of thinking like an
owner. This infusing of the culture, | think it comes out in a few ways. One is, and this is really common in
growth. Growth is so cross-functional that you often will end up feeling like you're blocked by other

teams.

AR ERIE:



HRNNXEELHNREBEE, AR THRERLEERREANEKAFENA. FAAZRZNALIDEE, W0
RIRZBEKER, BIFTTLURZERBRNERREKLSD, HERFFEE (WHE. TRF) KD FAUE
—HREINDEFEE. EZFBEIN “GEA—HERE” B, XMXURENGRE/LNSE: —B—
R KGUSRE L —IEKEEIREEN, MEERREWAEMERET,

[00:33:38] Melissa Tan
English:

Let's say we want to run an experiment on this part of the product, maybe it's a core PM that kind of owns
that service area that doesn't want to drive that thing or let's say or blocked by a bottleneck on designer
engineering. It's something where | think if you're thinking an owner, you are not feeling easily
disempowered because you can't do something and instead you're thinking, "What is everything | can do
and did | exhaust all the options?"

FROCERIR:

BRIgFHNBEF @I NBIIEITER, BARRZZOWSH PM A8, HERITIM. TEMA TR
MRMBEEABOE, MAZRANMIRESNEZRERKDS, Bk, REE: “WIEEMEFA? HE
BELZHA TREER? ”

[00:34:05] Melissa Tan
English:

And then finally it's leading by example. | try to also show to my team that I'm always thinking like an
owner and then I'm always trying to do everything | can. And finally as a leader, thinking like an owner
also means taking responsibility for your team. And so if things don't go right in my team, I'm the first one
to say that ultimately I'm responsible and it's a failure or oversight on my side. And so that is what I think
an ownership mentality is. It's just really thinking about the scope, creating that culture and then as a

leader it's just seeing yourself as ultimately being accountable.
FZERiE:

RaEUSEN. BENREMBRTREREGEA—FRE, SRIBRFE. &5, (FANTE, GEA—
ERECTRENFANEESRF, MREANL TR, HIF-—DIGHKGR, RAFEER, SROKMIH
Bo XMBREMNEABOS: BEEE. BuUXl, HEATRSERERLHE,

[00:34:37] Lenny
English:

Awesome. And this connects to something else | wanted to pull the thread on, which is the team first
bucket. | think about Meta, not to throw them under the bus or anything, but | feel like everyone | know at
Meta their performance review is very tied to their impact. It's very impact driven and that leads to people
needing to drive impact themselves. | drove this impact and they look at how much did you contribute to
that impact versus other people on your team. And it creates some challenges | think for people. How do
you create that feeling of team first, even though your performance as you talked about is so tied to
here's your success metric, here's what success means for you, for the team, how do you make it feel
team first versus like, | need to do this myself?

AR ERIE:



KiET . X5|HTHRBRNNE—MER, Bl “FNE—" . FBET Meta (RE2EFHXEA]) , ERBEK
INRBENME Meta TERIA, MNBISEOTEES N ARIMNDEBEH, XFEADIF DM —
‘XIS RBRBMIZFWAIN TG, FIAAXSHR—LEHE. BIAGRS M)
EINER, RIOFEE S NRE, MARBILARES “REECRTF ?

[00:35:17] Melissa Tan
English:

There's definitely a delicate balance here. It comes down to the way that | think the manager leads the
team and sets the tone. And so for me, | always make it clear that even though results are important, it's a
team sport. And so | often find that | am encouraging the team to work together. So again, as a leader, you
have context in everything happening. So sometimes | know 1:00 PM is working on something or even a
PM outside our team is working on something and | try to actually fill in context if | think someone on my
team could contribute. And | encourage that action even though it doesn't maybe feed into impact on the
thing they're driving. So it really comes down to the culture that you set and what you encourage the
team to do. | also think the more that you can see that you actually benefit from helping each other out,
the betteritis.

FRCERIR:
XHRBEMPD BT, FRERETEENATASEAHE TER HHRHR, REEPHRT, BAER

REE, EXE—UHMNEH. REESRMERKZDE. (FAGSE, REE2REER. BRFNEED PM
EAEMES, BEERHNBRZINY PM, MRKTFIHREABAES LT, RIREEREBHEEMIIS
5, BMEXAIRER S EEITAIIE CARTENFEM. FIUXEURTIRZENXEHMZMEIITH. Ftik
7, ARXERERIRFERAEYEILECR M, BRMBLT,

[00:36:15] Melissa Tan
English:

And finally, | think again, leading by example, because | actually am very team first, I'm often actually
helping other teams and doing things that might not ultimately benefit or be part of my scope. A good
example here is | was actually driving pricing and packaging at Webflow for a very long time just because
no one at the company was driving it and it was a huge opportunity area and | actually was doing it for
enterprise pricing too. And so even though | am overseeing self-serve, | was actually supporting
enterprise pricing and packaging. And so | also showed to my team, "Hey, I'm also doing all these things
to help the company." And | think that is what helps set that tone and that culture.

FRCERIR:

&ia, BRUSEMN, RARKAFEEERNE—, REEHEPHEMEAN, H—ERLAEFAERILIAT
@R AERRTERANE, —MRIFNFIFZ: FHE Webflow AR TRKBBEINENNEETLE, VMXER
NRBERAEXR, MEXZ—TEANNER. REEEARTTERWEREN. FIL, REZBENZEE
ARSZLSS, EFREFF LUAESFEWENENNER, ZRERR: TR, REERILEEB/HRIEBAE."
AN X BB TFIREBFEFF Lo

[00:36:55] Lenny

English:



How do you then avoid doing too much work? I think there's also this challenge of people being too good
at too many things and then they end up doing so many things and then they burn out. Do you have any
rules of thumb or lessons there?

AR ERIE:

BIRMEER TEEIHE? BEABRRZEE, ERETAZE/L, REHKRIB. EXHEMETAE
NEE¢lllEg

[00:37:06] Melissa Tan
English:

| think for me it's been a learning journey too. I've actually gotten feedback on that very thing for my team
that Melissa sometimes taking on too much or trying to do too much. And so | think it's a delicate
balance. If we're talking about that person individually, you have to know what your limits are and you
also can do things in spurts, but it's important to know ultimately what you can take on. Also | find that
putting a specific timeline like, "Hey, I'm going to do this thing for a quarter, but after that we really need
to find somebody else to do it." Or hand it off is really helpful. It's definitely a delicate balance. | do think
it's a great question because | think that's a common thing people early in their careers struggle with,
which is they could lose focus because they're trying to help everybody.

AR ERIE:

MK, XUB—PNFINIE, KHLWELIHBIRIEE, B Melissa BRABEAZHZAMERZ.
PR B — ML B F . WTF AR, RBHRER CHRREME. (RATLERERAR], BBIUEE
RAZREABSZ D, i, HEAIIKE—TAROERREE, thil: R, XF)IHF—ITFE, BZiF
HMNENFELRIARETF.” XHKLRETE, AREXZ2—TEBEENRE, AANRSRZHABZEEX
MET: EANBEBIFIEAMAET ERo

[00:37:49] Melissa Tan
English:

That was actually a problem | had when [ first joined Dropbox is | was the only sales ops person, so | was
just helping every sales leader with their metrics and very focused. And so it is a little bit of trial and error.
| think the most important thing is to not be so overly focused on just what you're doing and try to help
others, but then knowing that there are certain things that just can't drop. And if you start to see things
that are starting to drop that you're ultimately responsible for, that's a signal that you're taking on too
much.

AR ERIE:

FNUAON Dropbox BIFLBELI XA, HEFHEM—BIHEIZE (salesops) AR, FAUBES—(UHEE
EREIET, FETE. MUXFE—REAE. RANREBN—RE: FERIMEECHERSE, BEXHAERY
AN, EENEBEWLESBRLENFERMA. WRMAME CHRLXNTHNEFFHBLRE, BRI ImAE

dEHES,

[00:38:18] Lenny

English:



This episode is brought to you by Eppo is a next generation AB testing platform built by Airbnb alums for
modern growth teams. Companies like DraftKings, Zapier, ClickUp, Twitch 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 or trying to run your own experiments through a clunky marketing tool.

FROCERIR:

ZHATIE B Eppo %8B, Eppo EH Airbnb RENIMAIEKHFABAITERN T—H AB MiXF &, DraftKings.
Zapier. ClickUp. Twitch #1 Cameo F AR EBKH Eppo RIRTHMthTHISEIS, TICREWMETIE, B1TRI0HD
TREREEE, BEMNESEESUAEKAMNSRIZRTEERNEL TR, XSHANEARENEE
NEHITHE, EAREEIRENEHITARETER,

[00:38:45] Lenny
English:

When | was at Airbnb, one of the things that | loved most about working there was our experimentation
platform where | was able to slice and dice data by device types, country, user stage, Eppo does all that
and more delivering results quickly, avoiding annoying prolonged analytic 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 use your North Star metrics like activation, retention, subscription and payments. Eppo supports
test on the front end, on the back end, email marketing, even machine learning claims. Check out Eppo at
geteppo.com, that's geteppo.com and 10x your experiment velocity.

FRCERIR:

K7L Airbnb TIER, HREMNEEZ —MERITNLRFE, RAIMUIREEXRE., EXR. APMENHIEHTT
YR 731, Eppo tHEEMEIXL, HEEF S ERRRERMNER, BRMANEKANER, HEIRENRIKE R
ARIRARE, Eppo ILIREBHEM S ERIER, BMERARE. 877 ITRAMZMHFILIRE IR, Eppo X
Frilg. . BEEEEENRFEIFRBNIK. 50 geteppo.com T ### Eppo, ILFREVSEFERERFA 10
&,

[00:39:25] Lenny
English:

Let's come back to the developing talent bucket. | would kind of went on a tangent, but | want to come
back to that. So we talked about why you're excited about developing talent, the benefits you've
experienced. I'm curious what you actually do to help people become better product managers, leaders

of all kinds. What actually have you seen works?
R EIE:

EFAEE EFRAAT ZINER FNAHT T, WAEBLKER, HMRKETIRATARRTERAS, U
RIFMEZEIRIF 4L, FRFFIREEM T HARBEIANK N BRI~ @I B REHRBENTE? (RAIH
LARIERN?

[00:39:42] Melissa Tan

English:



In terms of developing talent, | think of this as stages of the life cycle of your relationship, right? So | think
at first actually starts is a very meta as a growth person starts with when you hire somebody, really
making sure you're finding somebody that is a good fit for the role. It's a good mutual fit. | also tend to
look for folks that have a growth mindset.

FRCERIR:

XFEFAS, BEERA—EBXEZNEGEEEME. B —1FRA—NEKA, XB “T” (meta) —M
BEFE, BERFIXFINASRALE, XR—MNENTid, EEHmaFIFiEET “ERO0E&E” (growth
mindset) FIAo

[00:40:06] Melissa Tan
English:

There're people that are wanting to learn. They're looking for feedback. They take feedback well. And
then after that they join the company, and as a manager, my job is to help set them up for success. So
how do | ramp them up as quickly as possible, connect them to the right people, the company? How do |
also make sure it's clear what success looks like in their first 90 days? And then how do | help them secure
early wins essentially?

AR ERIE:

i EEFES], FRRIR, ARERIFMERRR. NRE, FAZE, RNITESHMIIAIMIIHER. WM
ILIIRIREF (ramp up) ? SEFM]SIFL AT EERBIAN? WMFEHEEREITIEZANIRE 90 XBIAINR
B2 LUIRINAIEBI 13RS “RHAREA” (early wins) ?

[00:40:32] Melissa Tan
English:

So | often will suggest, "Hey, you should do this presentation. It's a great way to get visibility early in your
journey here." Here are some things where there's low hanging fruit or even rotting fruit that you should
take on into secure early wins. Then in your journey, | think it's a lot about just giving feedback along the
way, making sure you give visibility. One recent hack I have is having folks on the team create looms that
they can share with different leaders at Webflow. It's hard to sometimes get visibility and get live meeting
calendars, but if you create a five or 10 minute-loom on something you did. That's just a great way to get
visibility.

R EE:

FRAEEEREIN: IR, REZMXNER, XEERHRTEBCE (visibility) BIFHEZE." SHERH &
“REMRE BEE “SEt R IHNELE, UHEREAMR, EHENRES, TEZ UM
55, HRGMINBRAN S, REER— NI ILEAR SHI{F Loom M5, 73F48 Webflow BYAR[E R
o BRRMELZITNSHIE, BIRIRH— 5 E 10 2889 Loom SRR RIRAIALR, IBRRSBIHEE
Vo= v

[00:41:10] Melissa Tan
English:

And then finally, | think it's that lifelong relationship actually. So I'm still in touch with a lot of people that
I've managed and I've helped them. Whether it's looking for their new job or they have career advice, |



always make myself available. And so it's actually that lifelong journey of just developing that person.
And at some point it's not even developing that person, but it's having a friendship with somebody. And |
feel like I've learned a ton from people that | have managed. And so it ends up being this really great thing
where you initially started working together but you now know each other so well. And | think that's even
how I've developed as a manager is just getting feedback from my team.

FROCERIR:

&, WANNXEFLER—FEFHXRR. RNASTSHEBEINARBEKAHEDMI). TIEZWHILIE
ERIKRAWEI, HEZMUMEE, FIUXERZR—MSRLSNEFIE. BT —EMKR, XEEFBR
AR, MEREUKIE. AREEMNTES LZETRSZ. KRAXTRT —HRENS: MIKTRERANIE
RE—E, WML T AR RIAARFAZENRK, RARRE EHRFERAAERIR G,

[00:41:51] Lenny
English:

This all comes back to something you mentioned a couple of times earlier, just caring a lot about the
person that you work with. Your approach also reminds me of this book, Radical Candor. | imagine you're
afan and that's kind of the way you think about it.

AR ERIE:

XX EETIRZEZRREIN: RIROEMREZEHNA. MRBAELFEERT (WEEZX) (Radical Candor)
XAF, BB XEBNL, MNELERRES5ZRE,

[00:42:03] Melissa Tan
English:

Yeah, definitely. Interestingly enough, Kim Scott was at Dropbox for a short period of time, so when |
joined Dropbox, she was actually on my interview panel and we overlapped for three months and she
actually workshopped that book with our team before she published it. And that always resonated with
me. And | remember her saying you have to ... | forget the exact words, but it's essentially be direct but

deeply care.
R EIE:

=/, 2. BBHWE, Kim Scott B7E Dropbox ffd—/\EZBYia]l, FEANN Dropbox BY, #isi7EFKAYEH/)\4H
82, BIMHET=1H. EHBZHE, KRLEERNMOEAAEXNBRNATHITT TEHRAES, I
FMRR. FICBMRIRSA--- ST HIE, BZOMmE “BiEeE, BRXF

[00:42:30] Lenny

English:

Yeah. Care deeply, but something directly challenged directly. Something like that.
R EE:

B0, “RYIRE, BEEE o KX,

[00:42:36] Melissa Tan



English:

Yeah, care deeply but challenge directly and that has always been something that is something | try to
infuse and has really inspired me as leader.

FRSCERIE:
3, SEUIEN, BEkE o X—EEERSHRANEEXENEAA, t—E8hERRN—2HSE,

[00:42:43] Lenny
English:

Awesome. We're going to link to that book if folks don't know about it. | love it. You talked about hiring
PMs and how that is important in building high performing teams. So let's spend a little time there,
maybe just two questions all throughout and you can approach them however you want. One is just what
do you look for when you're hiring product managers? You've hired a lot of PMs. You've managed a lot of
PMs over the years. What do you look for, especially things that maybe other people don't focus on
enough, and then just what is your interview process? What do you find is most helpful for interviewing

process-wise?
FRCERIE:

KET o IRAREAHEXEH, HNSM LR, RXETHEE PM UREHITESREARNEEM, it
BATIELX A, HEWmNER: F—, FEEFREENEENFA? MXEFRINFEIRS PM, EHLER
EAAFTREREARGERY? B2, MFNEIXAERERN? (RESERAE L ARER?

[00:43:13] Melissa Tan
English:

In terms of what I look for, | think there's this kind of known list of things that you probably want to look
for, for a PM that | probably are not going to ... I'm say anything groundbreaking here, but obviously
communication skills, the ability to manage stakeholders and work well cross-functionally. The things
that I lean especially heavy on in my interview process is this concept of first principles thinking or strong
critical thinking. So usually there's some live problem solving component to my interview process where |
really lean more heavily into how would you approach X problem? And then | dig into the Y and try to
understand why would they approach it this way, see what questions they're asking and just see how

they approach problem solving.
FRCERIE:

KTHREENRR, PMABRAERIMAZHT, thalm@ees]. #miBxEEERNMERENEE. &
FEHAPRINEENE "B MRIERE FRANMAINERLE, FMUENERXEEEE “NZRRENE 1Y
H75, REERER “RIMAREXRE? 7 . ARRIFEZRE, {EERMINATAEIFRIE, Hit
MNzEft A, WEMIFEREER B

[00:43:55] Melissa Tan
English:

And then the other thing that | look for that | mentioned is that growth mindset. So really seeing how
does this person take feedback. And so I'll actually sometimes give feedback to candidates through the
process. Something that | do that | learned a few years ago that was super helpful, so I always have a



presentation component to the interview process that checks for prepared thinking communication. And
I recommend a prep call between the two of us before that presentation. And | actually will give feedback
on the presentation.

AR ERIE:

S—HREENEMZNA RN WEWROE . MEMEXTANTER KRR Kirt, ZENSERRD
BRERGEEARS. B/LFMFE—TNBRERNAR:. BARFEIB—TETHT, TREEADN
BEMDEEES . RBRWEENETH, HNMAITIAEEIE (prep call) , HESWMBETRABL KRB

[00:44:26] Melissa Tan
English:

And what this gives me signal is what is it actually going to be like to work together? And then | see how
they incorporate it into the final product and that is always really interesting and sometimes it's the

biggest signal to what it's going to be like to work with this person.
R EE:

XLEHBHNESE: KEHAFEIRMAAEF? HSUTRMNOATRRIERARZLETRH. XE2FEEEE, §
B X7 B AR AR E R AENRRES

[00:44:39] Lenny
English:

Okay, this is great. | want to spend a little time here. So what is the actual sequence that you recommend
or you use for interviewing? There's a presentation, there's a rep call but also is kind of involved in that.

FRZERIE:

XiET, RBEXEZEFE—Z) L. MEFHERANKEERIRFRERFN? BiFER. MERiE, TaHM
HIng?

[00:44:49] Melissa Tan
English:

Usually hiring manager screen, and | actually do the live problem solving at this screen. | actually think it
weeds out the most people. And there's actually two things | do here. One is a live problem solving. How
would you approach X? So let's say I'm hiring for pricing at Webflow, | would ask, "How would you
approach pricing?" | sometimes would say, "Hey, do you have your laptop? Can you pull up our pricing
page? Curious to get your thoughts, what would you want to change?" That was a trick | learned at
Dropbox where we would actually pull up the Dropbox website and be like, "Hey, what'd you want to test
here? Why?" And you get a ton of signal on how they approach the problem, how they think.

FROCERIR:

BEAREERKENR, RIEX—KEMETRZRABR. HANZERFIERSHA. REXBEXMAHE
F —RMZBREE, “RIMERIEX? 7 o LbIIFKTEN Webflow BEHFTEMHIA, HZE: “REW
RIREEN? ” ARKZIWR: IR, MEBER7E? T ARMNENTTES? HBARIREIEE, (RELED
WPE? 7 XZFTE Dropbox FEIRYIRIT: HIRFTAMIRE], “REEXEMHAA? Ata? 7 XERER
"REXTMNBRMBLLANES,



[00:45:25] Melissa Tan
English:

| ask why a bunch. And then the next screen is talking to more folks at the team that test for different
competencies. And depending on what you're hiring for, we just have each person focused on a different
competency. And it also depends on the roles. So some roles are more technical, some require working
more closely with different stakeholders, so you want to make sure you can test those things. And then
the final round is the presentation and then also maybe a conversation on other areas.

FRCERIR:
EANMEHIE AHA” o T—RESHNESMERK, MARERMES (competencies). RIEER{IAY

AR, BNFUBTATETAEANEE, SBRRTAE: BEABGEREAN, BEFESH@mEXERE
BF, FMUERFRIAEIXESH, KE—REET, HJEEIMEMIUIHITM.

[00:45:52] Melissa Tan
English:

We want that kind of come through the interview process. We want to dig in further. The presentation is
usually thinking through how you'd approach, your collecting all this information on the company or the
problem throughout the interview process. And so it culminates in what do you think this should look like
or maybe what would you want to do in your first 90 days? It depends on the role, but it's usually some
type of presentation about the problem you would be working on at the company.

AR ERIE:

HMNBEEIEIRAERNEZE, BrRERRERRNALERNE —ARERTERIRERRET X TATE
HRFENESMER, RELEM: “RAAXNZEHAFEFH? 7 HE “RANRE 90 XREMHA? 7 XEX
ARTFERL, EEERXTIRANRGEEFRANREKRENET.

[00:46:18] Melissa Tan
English:

Before that, we have that preparation call with me where often candidates will have questions like, "Oh, |
need to know this data," or "I'm curious about X." And so it's really just a call to help them. And then at
this stage too, they'll often have the actual draft of the presentation and so we'll go through it together
and I'll actually be like, "Hey, | think you should lean in heavier here. How would you think about this?" I'll
even say for example, at Webflow I'll be like, "We're thinking about X, Y, Z thing just so you know. And
maybe incorporating that into your presentation would be really helpful.

FRCERIR:

ERRZA, BEASHMBITIAEEIE, MITBERERE, bl “RFEMEXNEIE 30 “Foxd X ZEGF
B o FRUXAEE— P EEtIINEE. AX TR, WIEEELE TETRER, Rilz—Ed—E, &
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[00:46:50] Melissa Tan

English:



And so that's where | get a lot of signal of what is it going to be like to work with this person on a
presentation? And then I'll see in the presentation whether they incorporate it or not or how they did. And
sometimes I've seen candidates that didn't incorporate any of it and | kind of am like, "Okay, this is
probably not a fit." And actually | think that other thing about that call is it helps just set the candidate up
for success. It's actually quite a lot of work to create a presentation. The more we can help them by giving
them information, making sure they can be successful, it's helpful. And I think guess lastly, it gives them a
taste of what it's like to work with me.

AR ERIE:

XMERREESHMG AIXTA—EEEERZEHARN? ARKIBEMINEEXNETTEERNTE
W, UREEINE. ANREIREATEERN, AMERT “WE, XARFEE" . Kirk, HIUAX
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[00:47:26] Lenny
English:

I've never heard of that step before. That is really interesting. They actually give them feedback before
they present. | imagine they're like, "What the hell is going on here?" | thought | was trying to show them
what | can do, not like they're going to help me do a great job. That is really interesting. Maybe two very
logistical questions there. How much time do you give them to work on this presentation? And then two,
you said that you asked some questions related to the actual problem solving versus a theoretical
problem. Those are the two questions, | guess.

FROCERIR:

FUBIMARIFREXNAT, KERR T, EETAAMIIRE, HEERBEEANRE: “XERZEAR
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[00:47:52] Melissa Tan
English:

Typically we will schedule it about a week in advance. They have a week. The tricky thing here is
obviously it's a big ask to ask someone to create a presentation. And so if it's one week that's long
enough to create it, but it's short enough that you don't spend tons of time. The other thing is just making
it clear, don't exceed more than X number of slides. In Webflow's case we've done, don't exceed more
than 30 slides. And that's like quite a lot. We do not expect you to do 30 slides. And then the other thing |
make sure to emphasize is it's really about wanting to know how you'd approach it. So don't worry about
the slides, be able to talk to it and have what you need to talk to it because we're actually just looking for
the substance. And so that's how much time we give them and it's usually a 30-minute presentation with
15-minute Q&A.

FROCERIR:

BEENREN—BAZH, WE—ANE. BRFHOMAET, EXIAMETHIZNFNERE, —FiY
EEBMER, EHAREFILREHERA. Z—HEERBHME: FEBI X KLIMTH. £ Webflow, ]
MEREL 30 K—HEIXBERZT, HNHANEEMEM 30K, HEZ®BA: ERETHMBEBR. Fi
RIREZLITRED, RBERBREMT, RARNEENZERELLGAS. EEE 30 2 #ERM 15 7358
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[00:48:42] Melissa Tan
English:

The second part of your question was, so in terms of picking the topic, so there's a few ways to think
about it. I know some folks will be like, "Oh, we have candidates present on something they've worked
with in the past." I've tried that form and it's really difficult because | found that candidates even
sometimes spend tons of time sharing the context of that company. And then also it doesn't really give a
sense of, because as you're interviewing from a role, you're getting a ton of context on the actual
company and the problem. And so it also is testing for how much did they pick up along the way. Also,
would they like working on this area once they join? So there are some candidates that sometimes are
concerned about the amount of time they would spend on it or say, "This is going to be a big lift."

AR ERIE:

KXFREBENE 5, BINER, FAEFLEAZLEENETIEMINTE, FXIAMAIR, ER
i, RAREAGNSZEAENEAERBRATNER. MEBFEAI LM SHERAUANER. Tl
B, FERFBAEXTARARNMEFRENERER, MUEREESENAMITRET ZME8, i, X
BWEMNXMNAREEEENERX NI, FEEREAZBOLEBRNNERSZ, HERRT "XEFKE
T

[00:49:30] Melissa Tan
English:

And definitely mindful of that. | think the main thing though is it is actually in the candidate's best interest
to kind of understand what they're going to work on and start to understand, for example, there are some
candidates that have gone through the far through process and haven't worked in the Webflow product
very much. And | always think that is an interesting flag because if you aren't in the product a lot, you're
not going to get good context on whether you like it or not. And so | actually think it's almost even in the
best interest of the candidate to go much deeper.

FRSCERIF:
BBLSEZRIX—5, BERIANNEREEN—RE, THRECEEMNENIERATHILFTEREANRER
%o B, BEEEAEEREESRIT, R EAHAT Webflow B~ R, BREREXE—MNEBMNES
(flag) , AAMBIRTRINERTR, FRTEHMECSRTENENRT. FIUHIARENFZFIHEIEA ST
HEFE,

[00:49:59] Lenny
English:

| could spend another hour talking about interview strategy, but | want to make sure we have time for the
growth team stuff. So let's transition to that. And my first question here is you've worked with a lot of
different teams, a lot of different companies on helping them figure out their growth strategy, hiring their
growth teams, just kind of figuring out growth. I'm curious what the most common pitfalls and mistakes
you've seen across companies trying to figure out growth and build growth teams.

FRCERIR:

XTEIARBHTEFI— S, ERSHEREGIEIIEREAMNS, iLFHNZREBMEH FHFE—10
BE. MBSTSARNEANIQEEME, BiEEEKRE. BREKEAN. ZREFT, EARARHERER



ERMAREKENGIES, (RRINREDNEHANERZMTA?

[00:50:26] Melissa Tan
English:

One of the most common pitfalls I'd say is not having, and I've alluded to this, not having a sense of the
big picture from the start and not being strategic about what your go-to market strategy is going to be.
Also, what is your pricing and packaging going to look like? So | wrote actually an article for the YC blog a
few years ago with Abby [inaudible 00:50:48] who was on my team at Dropbox about this because | felt
like even at Dropbox, | mean it's a great thing. We were haphazardly finding amazing things. We had a
freemium consumer product. Then we realized people wanted a Teams product, so we built a Teams
product, but we never created that whole blueprint of what should it look like and what are the different
connection points across consumer business? What should our model look like? I've also seen companies
that maybe weren't intentional enough about pricing from the start, and so thinking about what is the
value metric?

AR ERIE:

RENNEMZ —R—BZAREE — MN—HBEEE2BEM, MHEATT (GTM) REEIRZ HIEEE,
s, FEENTEE, JLEFIRF Dropbox HIBAKI Abby —i2 YC BEEI—BXFXAENNE. RAHK
Di1SBNETE Dropbox, RAFKNBALI T —LRENRA, EXELZENTIS, HIMEREILENEEE
=, EREMAMIZELR, FRMT EPAM, BRMNMKREILITENEE: BRZKTAK? BHEE
WSl S5 EREZE R EME? FAWEEN ZZ2 EHN? BELE —LERATEMHRNENTEREHR
IS, REREBHAZ “MMEREIR (value metric),

[00:51:20] Melissa Tan
English:

And then they've already have massive scale and then they're rethinking their pricing. That's actually
quite a big headache to actually think about, okay, how do we grandfather users? How do we bring the
legacy customers onto our new pricing? And so thinking about your pricing from the start is important
thing might go to market from the start is important. The other thing | have seen a lot is just like, again,
this goes back to learning from Dropbox is the execution folks taking a class or reading a lot about growth
and trying to do the same thing and not really actually starting from first let's look at our data. Let's talk
to our customers. What do we think are the biggest hypotheses? And starting your experiments based on
your own data and right-sizing the experiment.

FRCERIR:

FIAMEBLERATAZENRDEEN, XEMNRILAKE: MEAKEERRF (grandfathering) ? dfAILE
BEFEZHEN? FAUM—FEMEZENH GTM FEEE, F—HHREENENE —XXZEMEE Dropbox
Il —RBHRITENALT —ERFRTREXTFTERNARA, ARRERKR, MAZ5LEESHBIE.
MBECHZEFIE, HMNEANRIREMTA? ETIRECHEIEFIAEE, HHERILENIIREE,

[00:52:10] Melissa Tan
English:

| think sometimes teams are experimenting on things that are too small, that aren't going to move the
needle because they heard it was really successful company X, but that company X might be a Dropbox



where every 0.5% improvement in conversion makes a difference, but if you're early stage doesn't matter
and you need to actually think bigger. The other thing is the opposite problem, redoing a whole thing but
not having a hypothesis, this was an early mistake | made at Dropbox where | redid the checkout page to
something that | thought was better UX, but then | changed so many different components that even
when it failed, it was unclear why it failed. So really distilling it to hypotheses.

FROCERIR:

FIANEREMNREHNFRABRNT, RETEREKRE, NXERAMITFIREXABMX MR BIR
AF]FIEE Dropbox, EMMMIET, HUKIES 0.5% MEXEK,; BMRMFRLTFRHME, BRERE
2, TMRERREXR. 5—MisE: ERERIZMNERTEMENRA. XZEKTE Dropbox IBIHI— 1 FHA
iR REMTEKTE, BIAAN UXEY, BREETARSAHESE, UETFRURTERBTREANTAKRK. Fr
B, —EEREREENRENRIZ

[00:52:48] Melissa Tan
English:

And then the last thing | would say is figuring out what | call the flying formation of how the different
growth teams will work with other companies. And again, | alluded to this, but growth shouldn't feel like
it's a layer on top. And a lot of the things that are tricky early on is figuring out how you work with other
teams. | think the best or the ideal way to work is to have growth infuse in the company. And so an
example here is often the growth team is going to be potentially the closest to the user.

FRCERIR:

RE—REFERKFTIBN “XT4BA” (flying formation) , BMEKEIBAMA S HMAERE. FZFiEd,
BRANZEREREMELAN—TER. FHERFHFRZ—MIEIRNS HEEAINX R, FIANRE
BHANBIHEKEBEI QTR ENMF: EKEANTERERF &I,

[00:53:21] Melissa Tan
English:

They're going to get a lot of feedback. They're going to hear directly from the user. As a growth team, |
think one of the big values that we can have is actually giving that feedback back to other teams at the
company. And so even as a growth team, can we help inform the product roadmap? Also on the reverse,
thinking about as PMs, how can PMs be more growth oriented as well?

FROCERIR:

W ERZ KRG, BERREIBFANES. FAEKEN, ZIANRNEBRENEANEZ —ME2HXER
IR L ARIRIEME. FrLL, BREAPRESHEIEET MEBAE? RIEIXK, PMIZNAZEEAEKS
[@?

[00:53:44] Lenny
English:

I like this term flying formation. I've never heard of this before. What is that exactly again? Is that just how
growth is integrated within the company?

FRCERIR:



HER THTH XA, UEN&ImE. XEREEA? mEEKINARMAQEE?

[00:53:51] Melissa Tan
English:

Yeah, | guess flying formation essentially, | don't know where it comes from. | guess maybe it's a military
term or something. Your finger.

FROCERIR:
2R, R TKTRI” ARL - FRARELLE, ARREFEAEZRN. MEIRNFE.

[00:53:59] Lenny

English:

| can say that. Yeah, like the Blue Angels
FRCEIE:

KEAR, MR “BXRE KTREM.

[00:54:00] Melissa Tan
English:

Work together?

R EE:

hEIE?

[00:54:01] Lenny
English:

Yeah.

FRCEIE:

=8

[00:54:02] Melissa Tan
English:

Yeah. | think of flying formation as how do we work together across teams. You also can think of it as a
DACI too, driver accountable, contribute informed. | think sometimes when you don't know how you're
going to work together, you end up stepping over each other's toes. You're unclear. Who was the decision
maker here? Who did we need to work with? At what point in the journey? And so the flying formation,
what | think it s, is part of it is a DACI of what are the different roles?

AR ERIE:



M. L “YITHRIN BERBHEAMENS . (REALUEBEEEDACIRE (AZA. BRA STEE.
BN o FINNERMRMARENENE, REAZERRM, WRRRE? RNFEMESIE? EREHH
PR E1E? XEEARBRM. FRLL “YTHRIN —ERD L2 RRHAE A &R DACI

[00:54:32] Lenny

English:

Can you define that actually? Because a lot of people probably won't know that term.
FEiE:

REEEX —TFHMALE? EARZ ARJRETREE,

[00:54:36] Melissa Tan
English:

A DACl is a framework to think about the different roles on the team on a project or an area. So D stands
for Driver. This is the person driving the project. A is Accountable, this is the person that's ultimately
accountable and is often the final decision maker if there's any open questions. C is Contributor, these are
all the different teams that are going to contribute. And then | is informed. These are the people that need
to be informed, but they're not directly contributing. They're not a decision maker and part of the project.

AR ERIE:

DACI 2— 1B ZHNNEMB H T AR A EIIIEL, D XX Driver (Ba17E), BNENIMEMNA; AREK
Accountable (FEEA), BIFAEREAFETINA, BEHLRERANNRELRREE; CHEK Contributor (F#k
&), IB5EHNAEER; | XK Informed (H1EE), IEERENHBREHAEESSHREN A

[00:55:08] Melissa Tan
English:

And so it's a nice simple framework for when you are working across teams and it needs to be clear who is
in what role. And the area that tends to be the most confusing can be the accountable and who the
decision maker is. It can be easy to have lots of teams and then it's unclear how do we get to a decision
ultimately and who should make that decision. And that person should often be the person that has the
most context or is ultimately responsible.

AR ERIE:

XER— M EREENER, ERATERDNME, EBHESTIANAR. REZREANMASEERE "TEA" M
REE” o AINZTZE, RESENERRANMFNEBRRUNIEZHRAR. MBIABEN ZEEER
ZHEREENAERLTENA.

[00:55:33] Melissa Tan
English:

And so | think the flying formation has this DACI. | often also put operating rhythms in it, so it's clear what
is happening at what point. And so we created a flying formation when we were first starting the growth
team at Webflow and we were trying to figure out how does product growth work with product, how does



product growth work with growth marketing? What are the different cadences that each team has? And so
very tactically we put a doc together to say, okay, product growth is accountable for all the metrics
downstream of signups. Growth marketing is accountable for signups. They're also driving or have goals
around CAC, their customer acquisition costs, and these are the different metrics everyone owns.

FRCERIR:

FRIAFRIAA “¥IT4RIN B87T DACI, HBEXEZMA “BIFTIE" (operating rhythms) , BR#ft AR E]R
REMFAFE, KT Webflow RILBRIEKFARFEIRT — 1N CTH, REERIR: ~RtEKOFS5~mE
E? FRERKNASEKERDE? SMERNTREERN? FESIM, HMNET—HXHE: FmigK
ATUEM (signup) Z/ERIFRE TiFEts; BKEHEATEMR, HX CAC (FFARIKAE) k. STAHE

HUtEIRER B A B AR

[00:56:14] Melissa Tan
English:

We have a weekly meeting where we look at the metrics together. We also will do updates around the
room to talk about initiatives and identify areas we want to work with. And then we also think through
quarterly planning where we're each identifying projects that we're driving. There's some projects that
we might also work on together. And so it's essentially that meeting cadence that you're going to have
the operating rhythms. That's essentially how | think about a flying formation.

AR ERIE:

BINEAAZ—EEER, RAEHSENIE, AHEFEMENRN. HNEHTEENY, BPHSE
HEHIE, URBERRSTHRNINE, s/t, IMEINTRNERTRNES. XS ERN %7
REL” o

[00:56:40] Lenny
English:

| love it. That would make a great blog post. By the way, if you're looking for something to write an
example of your actual client formation Webflow, | think people would love that.

AR ERIE:

AET, XBEEH—RRENEEXE, IRER—T, IRMBERt24, 9F—T Webflow SEFRAIZRIASE
5, RR— %%XXE’J

[00:56:48] Melissa Tan
English:

Yeah.

R EE:

=0,

[00:56:48] Lenny
English:



One kind of tangent that | wanted to touch on is there's this trend of product teams owning revenue.
Elena talked about this on a recent podcast. You have a perspective on should product growth teams own
revenue and have revenue numbers as their goals or not?

AR ERIE:

BB —NEIME: MEE—MEBEmEPAR W, Elena TRIEMN—HBEPHIRE TX—=. R
‘PR KA E M Z A TRNFUBNEFAEN BHAEE?

[00:57:04] Melissa Tan
English:

Yeah, really it depends on the company and what product growth is driving. I've always, in the companies
| was at and actually even the companies | advise, the product growth team owns revenue, so it's not
always the case. I've actually seen revenue owned by marketing. So marketing makes sense if it's more
top of funnel growth. I've also seen it, this is an interesting one, by finance actually. This is usually early in
the company.

FRCERIR:

XEURF QB LUK = @i KR AR, ERFINATUREEZIINARE, ~aEKEANBEEHASR
WX, BHIFERMIE. HEAIHEHESIATBANER, MRERKFEEPERIE, XREE. &
TS ERMSHIIATEAYN, XRER, BELETELERH,

[00:57:31] Melissa Tan
English:

So early at Canva, it was owned by finance and that's because finance had a view on everything
happening in the business and would actually be maybe advising other teams on, "Hey, our conversion
rates could improve, we need to do X." Or we're not driving signups and customers efficiently, but over
time it doesn't really sit in finance. That has evolved and then now sits under the person that is driving
product growth in product. So | have seen it more often than not being owned by product. Our team at
Dropbox moved a ton actually. We started marketing. We actually then report into the revenue org with
sales, and then we finally moved into product because we realized so much of our revenue was that
product growth motion happening in the product that we felt it was important that that product team
owned revenue.

FROCENIR:

£ Canva 28, WWANBMSERAS, EAMSHIS2BEFMBIAIR, SBRINEMEA: T8, 804
HEALRS, BRINFEMX." HE “BRINREBCEMHAEFORERREBE,” ERENEHEE, XBEFSH
TS, EREL, NEEBEFERF R IFED=RIEKMA. FIUKRINESZH~mE AR,
FA17E Dropbox BIFIRAZ IR K . EEAITEE WAL, ERMEEERIHBANARLCR, ®EHRET~mE8, EN
FANRIRBIAEAWNRT = mABBEE K (E, FrUlib mEAASRBMAEXRER,

[00:58:20] Lenny
English:

A lot of the things you're talking about are based in how growth starts at a company. | imagine one of the
most common questions you get is, how do | start to invest in growth? How do | hire my first growth



person? How do | build a team around them? It's one of the most common questions | get. So let's spend
a little time here. What is your advice to founders that are just starting to think about building their initial
growth team and how to approach that to look for initially and kind of think about that longer term?

AR ERIE:

MKEINRZATHETIERKEQATDBNART . HBIRERZRSHREZ—mME: FIZMAFIBRNE
K? MNEREE—MEKAR? WRAESMITARE? XWERERRZIAT LRNDEXA: N FRIFHE
ZSHEVRIEKEBCIBA, MEMARI? Iz AEAN? KEXIZNAESE?

[00:58:44] Melissa Tan
English:

| get this question a lot as well. I'd say initially when a company's starting out, the goal is getting to
product market fit and figuring out who their ideal customer profile is, like their ICP. And at this point, |
think everyone at the company should be thinking about growth. They're finding their first few design
partners that they will co-create the product with. They're figuring out who is their product resonating
with, who is maybe also the decision maker in purchasing the product. And they're figuring out, do we
want kind of a bottom up product led motion? Are we going to lean more heavily into sales? Are we going
to do both?

FRSCERIF:

RZEWRE, Ra, EATRSME, BFERE PMFHATIEEZFER (ICP), EXIMEE, KA
AANTEMEN AN IZEEEK, MITEESHEVNN/LIMEHTSEUREEETE™ R, FaRrRsiEr
ETHE, EEWLREE, MINEERER: BINEEBTM LR PLCEXE? Z2EMNEHE? TE2MEFR
Jm5i?

[00:59:18] Melissa Tan
English:

After you reach product market fit and you're starting to get your first few customers, the first growth per
person | see more often than not isn't someone driving acquisition. You need to find your first a thousand
or thousands of customers and you need to do it at scale. And so if that is the focus of the company,
typically what | would recommend is somebody that they don't need to be an expert, but ideally they
understand maybe one or two channels well and that they're the channels that you have hypothesis, you
will find traction in.

FROCENIR:

HIRAE PMF HAARRERIN—MEFE, ARFNE-—MERAZFTFEFRZATRRE (acquisition) B
Ao MBELISVN—FTIH/LTAIER, FEAFTEMRUEY. MRXBRAFNER, HBEHEFHA
EAFERES TR, BERBERT, WINZEE—RIRE, BXEREERMRIKETERSISIHE

o

[00:59:50] Melissa Tan
English:

And | see this person a little bit like a portfolio manager, right? Because you're trying to figure out ...
Usually companies don't have many channels that are split evenly. They find one or two that really work



and make up like it's 80/20 rule. It makes us up 80% of where the signups are coming from and this
portfolio manager is testing different things out. Even you could leverage agencies. There are a lot of
agencies out there for SEO, for paid marketing, et cetera, but they are smart enough to define, is this
working? How do | do it at scale? You also want to make sure it's quality signups that are actually
monetizable.

FROCERIR:

BIEXMABFERG “REAESKIE” . ANBEQASFIBERSTHNRE, MESAU-—RTEEEN
HIZRE (81& 80/20 3EM) , SIERT 80% RYEME. XMNURLEMNESMENRAFARENFRAE, (REERIUF AN
EE (SEO. MEEHRF), EXTALIEBIEE, srir: “XEWD? MERK? ° REERHERXLE
MEEREN. FIZN,.

[01:00:24] Melissa Tan
English:

And so that is a role typically if you're hiring an acquisition of that first growth person. And then the other
two areas to focus early on, but | don't think you need a dedicated person for are activation. You want to
make sure as you're pouring leads into the top of funnel, you're activating users. And here | don't think
you actually need to do AB testing. Your volume isn't probably going to be strong enough. | think even
just finding five individuals that are part of your target audience, just doing user testing, set up a Zoom,
watch them onboard onto the product and have them talk out loud. You'll fight a lot and you can also just
take best practices of onboarding checklists, et cetera. So activation and then I've said this a lot, but
pricing and packaging, really thinking about pricing, but | don't think that needs to be a dedicated

person.
FRSCERIF:

XMELE —MERKAR MRBAHAFRENE) NARAE, PRFTEXINZINENUE (BAFTEETA
AaR) BRENEN. SRERHTRENERY, STHERAFREE EXE, HIANFTFEMAB M,
ENREVREFRIRERB R, WIERZEHK 5 TERZRMAR ML, F Zoom BEMIER~mHA LIRS
WK, MIERIRZRE, MU UERRBHFIISFRFRERLR. FTLENE, TEHZXIEE
EMMER, EXEFHRAFETANT

[01:01:06] Lenny
English:

What kind of profile have you found to be most successful for this sort of person? Some people will look
for like, | want to hire Melissa and let's just go big. The best person | can find and have them own this
versus someone that's just new from school that's going to figure it out and | guess they're somewhere in
the middle. What do you find that's best for that first hire?

FRCERIR:

AP ERPARSEEXNIRM? BEAR: “HEBRME Melissa XERASF, —FEL" thBEARE
PMRIEA R FERIRER, HABERAEETE, REFE—MEKEINRENEZHAFR?

[01:01:26] Melissa Tan
English:



It really depends on the current makeup of the team. How much do the founders themselves or the
current team, how much of an interest do they have in growth? If they have an interest in growth and it's
more about finding someone to execute, | think it's finding someone that's a bit earlier in their career
potentially that is just a strong first principles thinker. | think there's hit or miss on, I'm a former
consultant, so | used to always say find a former consultant. | do think there can be hit or miss and there
is some value in folks that actually understand acquisition and have done it before and so maybe have
figured out certain channels.

FRSCERIF:
XEURFEIA BRI, BIAASINE R AMIEKE 2 ANMER? RGN E, REFEAXRT, B4

B—TMRUEERR. BARAS—MREBHENAFTESE, HURMZMEEN, FAUSESRETEEE
FRie), EXMEERRA—ER. HIANHRPBLEREERE. UaMdHREI REREHIAZENMERN,.

[01:02:04] Melissa Tan
English:

So | think you either go for someone that's done acquisition before, maybe they're a little bit early in their
career, so they have this great growth mindset, but make sure they're a first principles thinker. The other
option is find just a really smart person early in their career, have them take up Reforge class, have them
soak up everything, and then the other option of hiring someone more experienced. | think it really
depends on if you want that person to take on a lot more and be almost part of your founding team. And
do you want to find someone that is going to join your leadership team?

FRCERIR:

FRLL, BAR— M RE. S FRIRH, BERKOSELARFE—MHREREENA. S—HEFEEH—
MREESBRRERIZH A, 1Lf1E £ Reforge BYIR, IRR—EIAIIR, HAMALIRERLENA, XEURTR
EERBMARBESHE, BEERNNBEMN—R, HEMAAFE.

[01:02:38] Melissa Tan
English:

The other option | guess is you could also just bring on an advisor and that advisor is someone that's not
full time. It can even guide if you hire someone that's a bit earlier, guide that person and that is a really
good combination. And so it really depends on the context, who's also on the current team and who you
want to bring into. Are you looking for an actual leader that's going to scale with the company or are you
not ready quite yet for that?

AR ERIE:

EE—MERZIE— (UM, MRREBT —PMERZFXROA, BRI UESM, XB2— M FEFNAES,
FRLUOXEURFE = MEREE? (RESI#HE? MERE—TERAR—ERKNELEASE, EEE
B —H?

[01:03:03] Lenny
English:

What about in terms of their skillset? | imagine if you're kind of feeling like paid growth is going to be your
main acquisition channel, you probably want to find someone that's really good at that versus it might be



a virality, product led growth stuff, then you want to find maybe a product range of person. How much
weight do you put into that skillset in that first hire?

AR ERIE:

BipEHAER? FRBMRMRESHRIERKEERETENRERE, MAURBHRMEELENA; NREZEREN
&85 PLG, fRAIEERBIRMETmBIA. ERE—TAN, (MPSEREINERSD?

[01:03:24] Melissa Tan
English:

I actually think it's less about expertise in skillset, if that makes sense. And more there a ability to, again, |
think of it like a portfolio manager. So this is more on the growth marketing side and bringing in
acquisition. They are managing a portfolio and they're trying to figure out what works. | actually think
you need to find someone that's analytical for this role, but that also understands things like who is the
user? They're really creative in finding the user. And so it's actually looking for attributes but not
expertise.

FRCERIR:

HELINN, ERFETHERENT IR, BEZNE—MEN—BR—E, MGERAASEE, #EK
BEHEMRELE, MNEEE—MHEHREREERNTG E. HIANFEEX—TEOENNA, EEH
HWEER AR . NEISHAPSTEFEEEER. I, IFHHZE “KE mIF “Fdgih”

[01:03:58] Melissa Tan
English:

| actually think the more expertise someone has, the more it actually can lead to a false precision and
then thinking they know what they're going to do. And especially, | don't think you actually need paid
marketing expertise until much later when you're starting to think about incrementality or you're
managing all these campaigns. | actually think the expertise is more important later. And then similarly
on product growth, | actually think product growth is not higher till much later. A lot of early stage
companies don't even have a product manager until later. And so | find that a growth product person isn't
until much later down the road.

AR ERIE:

FINA— P AEEL, BRNRMESH “BERELE , ILEMNBUNFREZEAMR. FIRCEEE, HEIMR
FEZEIE (incrementality) EBAE SRVIY, AEEFERWHIR. HIAATIMERHRETE,
B, FRIEKBELATERERMIBE, RZRARFEEZE PMEEE, FILEK-REZIERE SR
TaHINAE,

[01:04:36] Lenny
English:

Just a couple more questions. One is, you mentioned that it sometimes makes sense to bring on an
advisor. | know sometimes companies have a bad time with advisors that just don't provide much value
and they're giving equity. Other times it's transformative. Some of the stories you've shared, when is it
appropriate to hire an advisor and is there any, | guess advice for what to look for in a growth advisor at
this early stage, especially?



FRZERIE:

EEINEE F—, MREIEMEFNREEX. HANEFERARNMMRANSERERE —HTRHER
EEFANE. BEENXERBREN. RIBGOENHRE, FARMRESBERE? T 2HAMER I HIE KM
a], REFAEN?

[01:05:00] Melissa Tan
English:

I would add an advisor if there is probably a knowledge gap on the team is | would say. And their advisors
come in so many different forms too, and everyone does it slightly differently. For some folks, it's a
monthly call for other times, especially when I'm full-time advising, I'll have weekly calls. I'll even join
some team meetings. I'll look at mocks. And so everyone does it slightly differently. And so | think it
depends on what you're looking for. | would definitely say that even getting to know the individual and
making sure you're on the same page on what you're looking for and what the goals are. And then what
I've done in the past too is initially set up a shorter engagement, like a quarter long engagement and then
decide if you want to go longer.

FRSCERIF:
=W, WRENFEEIIRRO, MixiEmMn. RenERZEiE, S MANEEERE. BEAZREAE
MNEEIE; MERLBMFRN, 288E6%, EESNMEANSIN. EEFREE (mocks). FrLUXEURFIRAE

Ko HEWIFTANT XN, HBERVNASEZRMET LER—. HIENMIERTIRE—MIRANEIE (K
W—MZEE), ARBRERESKIGE

[01:05:47] Melissa Tan
English:

| also think it's fine to, let's say you have an advisor agreement, you're not getting value to basically part
ways. If it's not, you're not finding value. | think every advisor wants to make sure they're adding value.
So | definitely think to summarize, being really explicit on what advice you're looking for and making sure
you're on the same page of what you want. And then also set up a try before you buy if you want to do a
quarter long engagement first. And knowing you can always part ways if it's not a fit even before that
period of time.

FROCENIR:

FBINTy, MRMETRAHNIIKERNE, DEDRERXR. HIAAESTMREHEEHRRE SERMEN
B, S&—T: HRMRFEEFAFNRIN, BERNGTE—H. i, AURR “TREX" , ZE—1FE
MER. WRAMAEGE, RIEESEHARAIHA] LR 1L,

[01:06:20] Lenny
English:

Last question before we get to a very exciting lightning round. You've brought up this concept of first
principles thinking. I'm curious how you measure that and how you get a sense of, is this person strong at
first principles thinking?

FROCENIR:



EHENEENABRRNZA, &E—NRE. MMRE7T “S—4HRERE" . FRESFMNETEEX—R?
fRINEFIET— N ARSASBRANE —MERIERDLA?

[01:06:34] Melissa Tan
English:

It's definitely a word | use a lot. First principles thinking, | think of it as you are not using a set framework
and set formula, but you're creating your own based on the context that you're getting. And so when |
think about first principles thinking often it is knowing what questions to ask so that you can start
forming a mental model. And then it is actually starting to form that mental model and then knowing to
evolve it and knowing when it's not working and really coming from a place of curiosity of is this really
working? This is something that I'm known for on my team as well, which is | ask tons of questions, but it
doesn't come from a place of wanting to show that I'm asking good questions or anything that comes
from a place of trying to solve the problem and making sure that we're always solving the problem at
hand, making sure we're doing the right things.

FRSCERIE:
XWELEREEEENNT, RIANE—URBEAMESFTERNHMNERNAR, MEREMRFENERE
EOIZBACHESR, CRERKRENEZATARR, WEFBHEOSEE (mental model), SABRETE

HXNMER, FERMETRRT, XRT—HMFE0: “XENBNE? 7 HEFRAAFRBLULES: RER
AEEA, EXHEANTRE, MEBATEREE, BRFMEAETLEZOFE, BREINEMEBNS,

[01:07:28] Melissa Tan
English:

If there's new information, do we actually still want to do it this way? And so | think first principles
thinking is often about asking questions and then creating your own framework. That's how | would
define it. And it's maybe another way to describe it is critical thinking. It's like you're able to think very
critically, and | think it's important to, at least for me, create a culture where that's okay. | think the
moment you have a culture where people aren't asking questions aren't constantly revisiting their work,
that's when you're not maybe pushing yourself to do your best work. And I think it also just creates a fun
environment where we're like, "Oh yeah, why are we doing this?" And really leading with your curiosity.

AR ERIE:

MREMER, RMNEBRRITRHITE? FRUAFRIANE —MREBLENZORIRRIHEILB S RER

M AR AR g, WHRY, B “AFHER" WXUFEEREE, IR—IXEPANIRBRR. £
BEMBECHIE, BT EAEHREFIKRR. MAXMEEE—MEBNRE, ARZE: "B, i)
N LABXAM? 7 BHIEHRFE ORI,

[01:08:06] Lenny
English:

Is there an example of a person or moment or question that comes to mind of this is an epitome of a first
principles thinker moment or question or a way of approaching something?

FRSCERIF:
BEEWNA. BORZSEEBNEZILREER ‘F—HRIER4H” FETE?



[01:08:17] Melissa Tan
English:

My aha moment of the value of first principles thinking was when | was at Dropbox and we had the most
unconventional people on our initial sales team. Dropbox was known for this. We would hire a ton of
really smart people that had never done sales and had them do sales. There were a lot of disadvantages
to that, I think. We were figuring a lot of things out. Maybe we should have split, had a few people that
knew sales better and a combo of both. But I do think it led to a ton of innovation. Even | actually started
on the sales team, this is a fun fact. | used to answer the 1-800 number at Dropbox, and if you go to
Dropbox's website, you see a chat level. | used to also do that role, and so I think that what we got from
that was that's how we got our very innovative go-to-market motions.

FRZERIE:

KB E—MRERENENNZIZTE Dropbox. EI&EMNEEHANMNE—BR “FEIER WAALAMK,
Dropbox HULtE®E . BEA—AMIEAEMKRHIHEENAEREE, BABRZEE, RIMNANOEER,
WARZII N EHENARRE —T. BRIAAXERT EXNEIHFH. BBNE, BRVEISHEEFAN, FEU
g6 5210 Dropbox B9 1-800 HiE, WRRZE Dropbox MBI NELMKXED, HBFIINE/ L. FHiIk
NEBXME RILENT=%E TRZCIFH GTM zi1E,

[01:09:03] Melissa Tan
English:

That also gave a ton of people, 'cause a lot of those people then moved into different functions at the
company. They had all this context on who the user was. They had talked to so many different users at
that point, and that's actually what helped me a lot when | moved into growth is | had all that context and
I learned from that going back to first principles thinking that if you take people that are just super smart,
they've never done it before, one advantage of that is they can innovate because | think they come in
with, "I don't know anything. Let me just figure this out." Versus someone that think they know all the
answers, limits you into what you are going to do. And so my aha moment was really at Dropbox seeing
so many times people that had never done these things and then seeing so much innovation come as a
result of that.

FRCERIR:

XitRE AR HEER, EAMIEREET ATRNARERESR ] WIMARERRNTE, EANKS
RAREET, XERLINEKIINETKIT. RFINE: IRMIARERBAELIBERXZRHA, 1B
ETFfIgERIH, EAMINEE "R AEBANE, ILREER" BOS. HbZT, BEEUANEFREE
EMARMEMRERNITE. FIURBIIRIERS ZIRLETE Dropbox B EIABL MAKMIT XLEEMATR T 1L ZHY
8o

[01:09:51] Lenny
English:

That is an awesome story. Is there anything else you wanted to share or touch on before we get to or very
exciting lightning round?

FROCENIR:
HEMEEKRE, THNABRZH, (REETABDZHREIAG?



[01:09:58] Melissa Tan
English:

| think that's it. | wanted to make sure, | know | talked a lot about developing people, so thank all the
people that have helped develop me in my career and then especially thank all the folks that I've worked
with and my team, especially the team at Webflow and particularly wanted to make sure to thank [Xing
Lin 01:10:14], Rory Davidson and [Jo Wang01:10:16] who joined me from previous companies to Webflow.

FRCERIR:

ERET. BB, BAWMTXAZXFIEFRAANIER, REXGRRWEEPEIRNFABEA, HHIER
BHEBRHEEINREMBEEB, LHEHE Webflow BIFIR. HF5I28 =i Xing Lin. Rory Davidson #1 Jo
Wang, fITERBEIEM ZEIHAEIREIT Webflow,

[01:10:20] Lenny
English:

Shoutouts. Well, with that, Melissa, we have reached our very exciting lightning ground. I've got six

questions for you. Are you ready?
FpERIE:
B! B4 Melissa, FHAITHNTHENAOBIRABI, FBNDRE, HE&EF TI5?

[01:10:27] Melissa Tan
English:

Yes.

FCERE:

BEEFT

[01:10:28] Lenny

English:

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

A ABERZHNR=ABEMFA?

[01:10:32] Melissa Tan
English:

The first one is Leaders Eat Last. | really like that leadership book by Simon Sinek. Also two non-career
related books is The Untethered Soul. It really has taught me a lot about being present and then also the
Four Agreements, which is a very short and easy read, but good principles to live by.

FROCENIR:



$—7<2Z Simon Sinek B (SIS EREHAE) (Leaders Eat Last), HEERNXAXFMEFHNB, TERES
B EXME: —&E (FEMRE) (The Untethered Soul), EHESTREZX:F “FENT HEE; B
—&Z (EPMAEY (The Four Agreements) , IEEEEZ %, BEEESTRZSMBHIANEEN,

[01:10:52] Lenny
English:

What is a favorite recent movie or TV show?

[01:10:55] Melissa Tan
English:

This one isn't super recent, but Winning Time on HBO. It's about the LA Lakers during the '80s and the
Showtime era. I'm originally from LA and grew up a Lakers fan, so it's a fun watch for me and a nice
escape.

FRCERIR:

RERHH, B HBO B (BEFIEFZI) (Winning Time) R#%. HAEIZE 80 FRBZUMHAPAR “KRERSZ)”
(Showtime era) . FHKBEBIZHL, MNFLEMARKR, FAUEXMRIXFHKREER, LE—MREFNK
o

[01:11:09] Lenny
English:

You'll love a new movie | just watched last night called Air, which is about how Nike got Michael Jordan
signed. And it's similar vibes to that show.

FRCERIR:

BIF—E=
Ko

Ok

RIHFEENIBBVER ([BEZH) (Ain), HPRMRNEETERR - FTAN. KEMBEFER

[01:11:18] Melissa Tan

English:

Yes, yes. | actually just watched that recently too.
FREiE:

2, REAtET.

[01:11:20] Lenny
English:

Okay. Great.



FRZERIE:
X7

[01:11:20] Melissa Tan

English:

That's a good one too. Yeah, I've watched all those basketball.
R EE:

EBLRIZ. 28I, HETREXTEKNRF.

[01:11:23] Lenny

English:

Oh man. I also grew up in LA. Also a huge Laker fan from-
R EE:

KB, HBIEBRZHKK, BEHRTHAANR,

[01:11:26] Melissa Tan
English:

Oh, nice.

R EiE:

MR, K#F7T,

[01:11:27] Lenny

English:

From before. Next question, what's a favorite interview question you like to ask?
R EE:

SAER. TN FEERENEXRERTA?

[01:11:33] Melissa Tan
English:

For me, it's not a question, but it's that stage of preparing before the presentation and getting a sense for

what it's like to work with each other. | think that has been one of the best ways for me to get signal.
R EIE:

MEKR, FR—TEFNEE, MERTAAVEEMNE, MIETRRIEEZHRTE. HAAXERRNES
MEREFNZ—



[01:11:45] Lenny
English:

Can you say more on that?
R EE:

EEBZYR—RIE?

[01:11:46] Melissa Tan
English:

Yes. So it's essentially that prep call before | ask them to do a presentation and going through the
presentation together and working together on refining it.

FRSCERIE:
=M, AELEMBEXBRINENMEEE, RiIT—ES—ERE, HETEE,

[01:11:57] Lenny
English:

Awesome. We already talked about that, so we'll move on. What is a favorite product you've recently
discovered that you love?

FROCENIR:
KET, BNZHEEXT, B, FEELMHEENTmENFA?

[01:12:04] Melissa Tan
English:

| feel like everyone's saying this, but ChatGPT. | feel like it has really changed everything. There's so many
interesting ways to use it. My team at Webflow right now is also starting to think about incorporating Al

into the product, and so yeah, | just think that is ... Yeah, so many things you can do with it.
FR3zEiE:

HEFAREBERX T, BHSERE ChatGPT, REFEHRET —. BREEEHAZE. FH17E Webflow BIH]
PAIFE B FFIAE IRIE Al RN mme. EREMEIEIBRZ T,

[01:12:22] Lenny
English:

What is something relatively minor that you've changed in your product development process that has

had a big impact on the way that your team executes?
FREiE:
EFFmA AR, (RMET RLEAR S MEXE AT R E AR MAY R Eh?



[01:12:30] Melissa Tan
English:

This one here is what | also spoke about for earlier, which is, | mean, thinking through your DACI. It
sounds so simple, but | do think a lot of times teams are thinking through how do they work with other
teams? Who is driving? Who is the decision maker? And so having a DACI, | have found is really helpful.

FROCERIR:
ERHZAHREIR: EIRIREY DACl, IFERREESR, EIRIANRSEHEEEELYLENAS HtEAADIE. &
TS, WHORER. AL DACI HEIFEEEE.

[01:12:52] Lenny
English:

Final question, you've been at Webflow for a number of years. What is a favorite pro tip for using
Webflow?

FRCERIR:
ERfE— A {RTE Webflow #F 74F/14F, £ Webflow B4 “Eill/\ist” 13?

[01:12:57] Melissa Tan

English:

Yeah, | actually have two if that's okay.
HRCEIE:

HEM, AILG?

[01:12:59] Lenny

English:

That's good. Even better [inaudible 01:13:01].
R EiE:

LA, WEET.

[01:13:01] Melissa Tan
English:

Yeah, yeah. So one is thing that I've often heard from folks is it's hard to learn Webflow. And so basically
watching our university videos, which is where we teach Webflow while also building the designer, and
we actually now enable to have the videos in the product, so you can do them side by side. And then the
other one is our Figma to Webflow plugin, which is you can take a Figma design and then convert it to
Webflow, which is a great hack if you already have a design in Figma.

FRCERIR:



. F—m: HBITAWR Webflow R¥F, HLATLIEBEFKTE Webflow University #1571, FH{TEZHIREER
Webflow HEEHEEMEIZITER. MERNZIFEFRNEBEZENENM, (ReILULEDLM. EZREFHKNIN
Figma to Webflow &, {REILAEHEHE Figma igitTRiE#i Webflow i, WMRIRELE T Figmaigit, X
PP i

[01:13:32] Lenny
English:

Wow, | did not know that existed. That is a really smart idea and feature. Melissa, | could see why people
follow you from company to company. | feel like the companies that are going to get to work with you in
this new stage of your life are also very lucky. Thank you for being here. Two final questions. Where can
folks find you online if they want to reach out? And how can listeners be useful to you?

FRCERIR:

I, BEATMEEXMEMN. XTEEXIEAT.. Melissa, KARATAAMIERBRRT. HIEEEMRALE
HMMNMERBESMEENARRIFEEEE. PEIRNEIR. REMMRE: MRARBEKRIR, EWEATLEKE
fR? WRARTIBE AR A2

[01:13:51] Melissa Tan
English:

Folks can find me on LinkedIn, also on Twitter, Melissamtan, and then how can listeners be helpful to me?
I mean, | love jamming on things, growth, thinking about leadership and managing, so if any of this
resonates, reach out. I'd love to have a discussion and yeah.

FRCERIR:

AZKAILATE LinkedIn # 23, tWAILLTE Twitter £3%7F Melissamtan, EFIARBEB KM A? HEXNXITiCHE
K. SSHNEE, NEXLERNBSIZTIRHNEE, KPBARK., REREHTIRIT.

[01:14:08] Lenny

English:

Amazing. Melissa, again, thank you for being here.
FRCERIE:

KT o Melissa, BRBEERAIEIR,

[01:14:11] Melissa Tan

English:

Yes, thanks so much, Lenny. This was fun.
FRCERIE:

538, Lenny, EEIRF T



[01:14:14] Lenny
English:

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

FRZERIE:

ARBH. FERHFEFT, WRIREERATIEBMNE, BILUTE Apple Podcasts. Spotify SfRERHIIER A
FITHE. o, BEERABNTIRETITIL, XEEPVELZRRALUXNMNER., FaIMUE
lennyspodcast.com $(EIFHPFRETTEH TRESZES. THATHEL.



