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This is a comprehensive bilingual (English-Chinese) transcript of the interview between Lenny Rachitsky
and Merci Grace (former Head of Growth at Slack and founder of Panache).

Given the length of the full conversation, | have organized this into the key thematic segments that cover
the entire interview from start to finish.

[00:00] Lenny Rachitsky
English:

Welcome to Lenny’ s Podcast. I’ m Lenny, and my goal here is to help you build, launch, and grow your
product by interviewing the best product leaders and growth practitioners in the world. Today, my guest
is Merci Grace. Merci was the first Head of Growth at Slack, where she started the growth team and led it
through its most formative years.

FROCERIR:

YOMRE| Lenny IEE . IR Lenny, EHNBEREEIRIFELKMANFRMSEME KM E, IR
B, RS EFNER. 2K, BRNEESE Merci Grace, Merci 2 Slack WEFIEK AT A, MiTAEEAE
TIZKHEP, HETHAED T RXEBHR KR,

[01:15] Merci Grace
English:

When | joined Slack, there were about 50 people. There was no growth team. In fact, there wasn't really a
marketing team either. Stewart Butterfield (Slack CEO) basically said, "We have all these people signing
up, but we don't know why some stay and some leave. Go figure that out."

FROCERIR:

HIXMA Slack B, RBEARLYRE 50 Ao HEHEHEKEA, FLLE, BEEEREENTHREANEBZE.
Stewart Butterfield (Slack BFEHITE) EAXLER: “BINBEXASZAEM, ERINFMENTABEAR
TR, MEEABAT. XEXMRERER.”

[03:45] Lenny Rachitsky
English:

That’ s a classic starting point for growth. How did you actually approach that? Did you start with data,
or was it more about talking to users?

FROCERIR:
XEERKIFNSHBER, MYNAKREAMN? BRMNBEATF, ERESMANBFARR?



[04:10] Merci Grace
English:

It was a mix of both. We had to build the data infrastructure first because we didn't have a clear picture of
the funnel (#{tJw=}). But more importantly, we looked at the "North Star" metric. For Slack, it wasn't just
about signing up; it was about reaching that 2,000-message threshold where the product's value really
clicked for a team.

AR ERIE:

RERMBZ. RITQAFTEIEIBEMICH, EAZSRENNELRL (Funnel) ZEBEMNIAIR, EEE
BRI, BMFHT “LREER o MWTF Slack K, ELSLMUEEM, MRAE 2000 FHSHHE—
AEXPRLE, FARERERR R mfNE,

[08:20] Merci Grace (On the "Champagne" Team)
English:

We initially called the growth team the "Champagne Team." The idea was that we wanted to celebrate
our customers' success. If they were successful, we were successful. It helped frame growth not as
"extracting value" from users, but as "delivering value" faster.

AR ERIE:

BRI RKEAA “BREN « IMUERHNERAZ AR WRMILINT, FIEMI
T XAEBTH WBK EXAERM RNEME" , MARMBFRSL “FEME" -

[12:45] Lenny Rachitsky
English:

You’ ve talked a lot about Product-Led Growth (PLG). How do you define PLG versus the traditional top-
down sales model?

FROCERIR:

RKIETREXF = mIBENERK (PLG) BYIE, fRIMAIENX PLG 5EARBE LM T (Top-down) $HERI
AYBCH!?

[13:10] Merci Grace
English:

PLG is when the product itself is the primary driver of customer acquisition, conversion, and expansion.
In a traditional model, you have a sales rep convincing a CIO to buy software. In PLG, an individual
contributor starts using the tool, their team joins, and eventually, the company buys it because everyone
is already using it. It" s bottom-up (B FL).

AR ERIE:

PLG B e mAMARNER . BAMY KNEEERH, EEREXP, HEARIHRBEFEES
(CIO) MyE3Rf4, M1 PLG R, —BEBRTHKBERZTEA, MEEMIINEBMNHERE, HE%Q{" ]
EARRBERAMBEEE, XE—FHETML (Bottom-up) AR,



[22:30] Merci Grace (On Hiring for Growth)
English:

When | hire for growth, | look for "analytical empathy." You need someone who can look at a spreadsheet
and see the human behavior behind the numbers. If you only have the data side, you build dark patterns.
If you only have the empathy side, you can't scale.

FROCERIR:

LERIBEE K AL, HILHE “DNMERE" (Analytical Empathy) . MREE—MEEREFIEBTHRNE, X
RRBIRFERAXRTANA. NRMRABYEN—@E, ML “REFERX" (Dark patterns, RS
i) ; MRMREHBH—@E, FMITEEIAEL,.

[35:15] Lenny Rachitsky

English:

What is one thing about Slack’ s early growth that people often get wrong or misunderstand?
FRCEE:

KF Slack 2HIRIE K, BHARANEEIREEIEREHEIRA?

[35:40] Merci Grace
English:

People think it was just a viral miracle. But it was actually very disciplined. We spent a huge amount of
time on the onboarding flow (#1335 S%#2). We obsessed over the first 30 seconds of the user experience.
It wasn't just luck; it was a relentless focus on reducing friction.

RS ERIE:

MTBAAXRZR—MRERNEENETT. BRiFLE, SFERFLEM. HNEHMF51SME (Onboarding
flow) ERANTKERE. HITFETFHF&ERNF 30 7. XFUXZBES, MEXEIDER (Friction) B
5o S5 I8

[48:10] Merci Grace (Advice for Founders)
English:

My advice for founders is: don't hire a Head of Growth too early. You need to have product-market fit (7= &
5z Eg) first. If you try to grow a leaky bucket, you’ re just wasting money and burning out your
team. Fix the retention first, then hire for growth.

RSz ERIE:

BB ANRINE . FTEIRRBERKATA. MEAFERI~nSHiNES (PMF). MRFHEZ—T
KB ERK, (RRBEREHILEAMNSE B, TRREEFE, ARBHIEKEARE,

[55:00] Lenny Rachitsky

English:



Merci, this has been incredible. Where can people find you and learn more about what you’ re doing at

Panache?
RS ERIE:
Merci, XRINEXRIET . AXKAILITEBEREIR, HTHEEZXTFIRIE Panache FRBYEIRE?

[55:20] Merci Grace
English:

You can find me on Twitter @merci or at panache.vc. We’ re investing in the next generation of product-
driven companies, so if you’ re building something in the PLG space, reach out!

FROCERIR:

{RATLATE Twitter E3%5F @merci, 8(& 1518 panacheve, HITEERA T —R=RIEEHE AT, FRUMERIR
IETE PLG dugieldl, EEBERE!

[56:00] Lenny Rachitsky
English:

Thank you so much for joining us.
R EiE:

IR RS RSIENNT R,



