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This is a comprehensive bilingual transcript of the key segments from Lenny’ s Podcast featuring
Naomi lonita (Partner at Menlo Ventures). This episode is widely considered the "Masterclass on PLG
(Product-Led Growth)."

[00:00:00] [Lenny Rachitsky]
English:

Naomi, welcome to the podcast. | am so excited to have you here. You’ ve had an incredible career, from
being an early employee at Evernote to leading growth at Invoice2go, and now as a partner at Menlo
Ventures. You are one of the foremost experts on Product-Led Growth (PLG). To start, how do you define
PLG, and why is everyone talking about it right now?
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[00:02:15] [Naomi lonita]
English:

Thanks, Lenny. It’ s great to be here. At its simplest, Product-Led Growth is a go-to-market strategy
where the product itself is the primary driver of customer acquisition, conversion, and expansion. In the
old world, you had a "Sales-Led" model where you had to talk to a human, see a demo, and sign a
contract before you ever touched the software. In PLG, the user gets into the product first, finds value,
and then pays. I’ s a "try before you buy" mentality on steroids.
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[00:05:40] [Lenny Rachitsky]
English:

One of the things you talk about often is that PLG isn't just a "free trial." There’ s a lot more nuance to it.

What are the common misconceptions founders have when they say, "We’ re doing PLG"?
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[00:06:10] [Naomi lonita]
English:

The biggest misconception is that PLG means "no sales." That couldn't be further from the truth. The
most successful companies—the Slacks, the Zooms, the Figmas of the world—all have massive sales
teams. The difference is when and how sales gets involved. In PLG, sales is an accelerant, not a
gatekeeper. Another misconception is that it” s just for bottom-up (starting with individual users). You
can have a top-down PLG motion where the product facilitates the rollout across an entire enterprise.
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[00:12:30] [Lenny Rachitsky]
English:

Let' s talk about the "Holy Grail" of growth: combining PLG with a Sales motion. When is the right time
for a PLG company to hire their first sales rep?

FRCERIR:
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[00:13:00] [Naomi lonita]
English:

It" s usually when you see "hand-raisers" or "Product-Qualified Leads" (PQLs). If you have users within a
large company using your product for free, and they start asking about security, SSO (Single Sign-On), or
enterprise billing, that’ s a signal. You hire sales when the product has already done the heavy lifting of
proving value, and now you need a human to navigate the complexities of a corporate procurement
process. If you hire sales too early before you have product-market fit in the self-serve lane, you risk
breaking the unit economics.
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[00:20:45] [Lenny Rachitsky]



English:

Pricing and packaging is where a lot of companies struggle. How should a PLG company think about their
pricing tiers? Should it be based on seats, usage, or features?

FRZERIE:

EMFEEE (Pricing and Packaging) BRZABTRIIFILAMS, —K PLG REIMZMAIREMIINENE
&K? NizeBETFEA (Seats). FAE (Usage) £=2IhaE (Features) ?

[00:21:15] [Naomi lonita]
English:

The best pricing models align with the "value metric"—the thing the customer gets value from. If you’ re
a messaging app, it might be seats. If you’ re an infrastructure tool like Snowflake, it’ s usage. The key is
to have a "low floor and a high ceiling." You want it to be incredibly easy to start (low floor), but as the
customer grows and gets more value, they should naturally pay you more (high ceiling). | often see
companies put their best features behind a paywall too early, which kills the "Aha! moment." You want to
give away enough value to get them hooked.
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[00:35:10] [Lenny Rachitsky]
English:

What are the key metrics that you, as a VC, look at when evaluating a PLG startup? Is it different from a
traditional SaaS company?

FROCERIR:
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[00:35:40] [Naomi lonita]
English:

We look at the "Efficiency Score" and "Net Revenue Retention" (NRR). In PLG, NRR is king. If your product
is truly sticky, your existing customers should be spending more with you every year without a
salesperson calling them. We also look at the "Natural Rate of Growth"—how much of your growth is
coming from organic word-of-mouth versus paid ads. A high-quality PLG company should have a very low
CAC (Customer Acquisition Cost) because the product spreads virally.
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[00:48:20] [Lenny Rachitsky]
English:

To wrap up, if a founder is listening and wants to transition from a traditional sales model to PLG, what is
the first step they should take?

AR ERIE:
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[00:48:50] [Naomi lonita]
English:

The first step is to look at your "Time to Value." How long does it take from the moment a user lands on
your website to the moment they experience the core value of your product? If that requires a 30-minute
call with a salesperson, you aren't PLG. You need to ruthlessly remove friction. Make it self-serve. Let
them sign up with an email, get into the product, and do something meaningful in under five minutes.
That’ sthe foundation of everything else.
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[00:55:00] [Lenny Rachitsky]
English:

Naomi, this has been a masterclass. Thank you so much for sharing your wisdom. Where can people find
you and learn more about your work at Menlo?
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[00:55:20] [Naomi lonita]
English:

Thanks, Lenny! You can find me on Twitter @naomiionita or on LinkedIn. And of course, check out Menlo
Ventures' website for our latest thoughts on the PLG landscape.

FRCERIR:



518 Lenny! {RA]LLTE Twitter %7 @naomiionita & 7E LinkedIn L33, H5A, HEILUAIRE Menlo
Ventures BIMiL, BEE T PLG U Ex# iz,



