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[00:00:00] Noah Weiss
English:

We have this mental metaphor that we talk a lot about, getting to the next hill. The actual wording is
"Take bigger boulder bets." | think teams can often get lost crawling up that hill, not realizing that there's
a huge, incredibly beautiful range behind it where we've over time freighted new teams from scratch that
incubated in a new area before the areas mature.

FRCERIR:

BB EEHICH0IERR, UM “BIST—ELUE" . BUNEER “#TEKREN ‘ER/E #H3E
(Take bigger boulder bets)” . HINABMNFERKERETCKIREF, MEERIRIGEEE—HRIELW
BBk, FEEBTEIRIHRS, RITMNSFIRERET MEPA, EXLETMHEAZFTHITE.

[00:00:19] Noah Weiss
English:

We did that with a lot of these native audiovisual products like huddles and clips really in the pandemic
because our customers were demanding it from us. | think in the Al space, we're trying to hear from
customers, what do you wish Slack could do if it had these new superpowers? Let's incubate a couple
teams or prototype, give them space to run and pilot and then get something to launch that's amazing.
Blows people away. That's the formula that we've seen.

FROCERIR:

ERERE, RIS FEESUM~HE (W0 huddles # clips) MBXAMB, AATFAWNEINEXLESE
Ko £ AT, BITBEMAEFNAES: IR Slack BB T XLEHN “Breh” , (REETERMMTA? i)
PR RRE, Li=EEETHIRR, AREE—ELSANEN. AR —SNARE, XMk
MNESLEHmII Az,

[00:00:45] Lenny
English:

Welcome to Lenny's podcast where | interview world-class product leaders and growth experts to learn
from their hard-won experiences building and growing today's most successful products. Today my guest
is Noah Weiss. Noah is chief product officer at Slack where he spent the last seven years. Prior to that he
was head of product at Foursquare, which is near and dear to my heart as you'll hear at the top of this
episode. Prior to that, he was a PM at Google and at Fog Creek Software.



AR ERIE:

SRIMRE] Lenny BIEE. EXE, BRERPHALNFRASEMEKER, FIMEEHRTEKESRM
i S IR EMNEREZW, SKMNEER Noah Weiss, Noah =2 Slack WEE~RE (CPO), fEHRET
E7 £, 7EIbZHl, M2 Foursquare (9= @HERA, EMREREFLAER, BESHRIESHENLE. B
ZHI, fthE7E Google #1 Fog Creek Software IBE~RZIE (PM),

[00:01:10] Lenny
English:

In our conversation we cover the 10 traits of great product managers, how to work effectively with
strongly opinionated and product-minded founders, what Noah has learned about working effectively
with Al in your product over his last 15 years at Google and Foursquare and now Slack. We talk about a
process called Complaint Storms that helps Slack build better product. Plus, what he is learned from
Slack's self-service business plateauing back in 2019 and how they turned it around and what they took
away from that experience.

FROCERIR:

FERNNIHIER, BITHETHRE=REEN 10 MFR. NASKEEIEEESNEIBASRETE, UK
Noah 7Eid % 15 8 (%/57E Google. Foursquare FIELTERY Slack) X FIMAEF~@RPEMNA Al B90\5.
BATRITIE T —1NR A “HB28KE (Complaint Storms)” BI7IE, ©EED Slack IWEBFHNF~ R, LI, b
EHET Slack FEBIARSS W STE 2019 FENMEIBTHIEGN, KA TR INAHE B A MPIREN.

[00:01:38] Lenny
English:

Also, how he thinks about competition with Microsoft Teams and with Discord. Also, a bunch of new data
advice, which | found very helpful. This was such a great in-depth conversation about all things product
and leadership, and I'm really excited for you to hear this episode. With that, | bring you Noah Weiss after
a short word from our sponsors.

AR ERIE:

sk, #iF%E T A &S Microsoft Teams # Discord B9E S, MiRIRE T —RVIXFEHIERFREIN,
RIFIEEAEH. XR—XAXTFERMMASAEEME, RIEE S AKX —5, EREEBIEN
fAarXENAE, 1LFATIID Noah Weiss,

[00:01:58] Lenny
English:

This episode is brought to you by Sidebar. Are you looking to land your next big career move or start your
own thing? One of the most effective ways to create a big leap in your career and something that worked
really well for me a few years ago is to create a personal board of directors, a trusted peer group where
you can discuss challenges you're having, get career advice, and just gut check how you're thinking about

your work, your career, and your life.
FRCERIE:

ANEH Sidebar 281, MMERTEETIKRRWEENT—AEAEBH, HEEEOL? IR KREERNS
22— (BRNERNEIFEERNGE) MBRI— “PAEER ——MEREHNETEE, EX



SRELOYICEIEBIPAL, FREERIVEN, HMRXFTIE. FUWNEENREHITERLE.

[00:02:22] Lenny
English:

This has been a big trajectory changer for me, but it's hard to build this trusted group. With Sidebar,
senior leaders are matched with highly vetted, private supportive peer groups to lean on for unbiased
opinions, diverse perspectives and raw feedback. Everyone has their own zone of genius. Together, we're
better prepared to navigate professional pitfalls leading to more responsibility, faster promotions, and

bigger impact.
R EIE:

XWNBEFRTE—NERNWNBREE, BEILXF—MEFEMAVEHAREM, @ Sidebar, BRMFERUS
gk, WEBMREXFNEITEALRE, AMRAETRAEHEL. ZaiiANRIBNRR. 81
ABBEESHXRA MF. RE—iL, RITEFFHNTERWER, NMAEESHEE, REERNEANEK
E‘ %Ufﬁ]ﬂo

[00:02:46] Lenny
English:

Guided by world-class programming and facilitation, Sidebar enables you to get focused tactical
feedback at every step of your journey. If you're a listener of this podcast, you're likely already driven and
committed to growth. A Sidebar personal board of directors is the missing piece to catalyze that journey.
Why spend a decade finding your people when you can meet them at sidebar today? Jump the growing
wait list of thousands of leaders from top tech companies by visiting sidebar.com/lenny to learn more.
That's sidebar.com/lenny.

AR ERIE:

FEHFLIMEMSIFRIES T, Sidebar iLfRERIZMNE — P MRS T ENBARN R, MRIMEBRBEZHR
R, REJBEEARTAHINHB NI TR, Sidebar WM AEFZRENX—IRIZNRE—RHE, NTABTET
FREEFREAEEGHA, MSRMAILUTE Sidebar @ILAAIE? /i8] sidebar.com/lenny THREZER,
BOS IR T 2 R B TRBHR AT RS AR Z B, RULE sidebar.com/lenny,

[00:03:17] Lenny
English:

This episode is brought to you by Superhuman. How much time do you spend in email each day? How
about your team? You may not realize this, but your email tools are wasting your time. Superhuman is
blazingly fast email for high performing teams. Built to work with Gmail and Outlook, teams who use
Superhuman spend half the time in their inboxes respond to twice the number of emails and save over
four hours a week.

FRCERIR:

g2/ Superhuman 2B, REXTEZ/VETEMIZARE? REVEIBAIR? RATEERERIRE, (FHEMETRIERE
REBEMBBTE, Superhuman R AEMEBEIBAIT SR EME TR, ©FRS Gmail f Outlook, EHH
Superhuman BYEIBATEUR 4 _ETEBRRIBT DRI T —, RMIRRVERGHEER T —15, SRATHABIEANN,



[00:03:42] Lenny
English:

That's over a month of save time per year. With Superhuman, you can split your inbox into streams or
VIPs, team members and emails from your favorite products to reduce context switching and make sure
you never miss an important email. You can start reminders if you don't hear back so that you can follow
up and never drop the ball on an email thread. You can also work faster than ever before with powerful Al
features like writing, editing, summarizing and even translating.

AR ERIE:

XY TFEETET —1NZAMEE, A Superhuman, RAILUEREFEIRD RARBIR (streams), 80
VIP. BEIPARRTRBIREEF @B, LURD E X, HBFRIFEFKEIERHMH. MR EKEIE
8, MRAILULERE, UERNEH, BRIEMEHERPIEEF. (RETLUFIAEEREAN AITIEE (WNEE. 4R
B, BDEEEIZE) UAIFRENREIE

[00:04:08] Lenny
English:

Join the ranks of the most productive teams and unleash the power of Superhuman. Try one month free

at superhuman.com/lenny. That's superhuman.com/lenny. Noah, welcome to the podcast.

AR ERIE:

MARSREAEIITS, B Superhuman B9/1&, 7 superhuman.com/lenny & IXA—18., MitE
superhuman.com/lenny, Noah, JGHREIEZR,

[00:04:25] Noah Weiss

English:

Thank you for having me. I'm excited to finally get to join and been a longtime listener.
R EE:

EHSREEIE. RRESXATERSMXITE, B—ERMFIESEIR.

[00:04:29] Lenny
English:

| feel the same way in reverse. I've been really excited that you're finally on the podcast. | don't know if
you know this, but this is actually going to be the last podcast I'm recording before | go on pat leave. This
is going to play while I'm on break. Coincidentally, you're actually just returning from pat leave is what |
just learned.

FROCERIR:

B—F, R—EHRPGFMHEATRLES, THEMANARNE, XEHFLEHMAESR (pat leave) BIRHIRY
RE—HEE. XBTEIERKERREREL. 155892, FKNIRIFRIRRIRTERE = /RE%,

[00:04:46] Noah Weiss



English:

Yeah.

[00:04:48] Lenny
English:

Let me ask you a question. What advice do you have for someone about to enter the beginning of baby
life from someone that is exiting that and going back to work?

FRCERIR:
IR — N, EA—PRIZERRE AT LA, MBS “SiEEE NABTARING?

[00:04:55] Noah Weiss
English:

First off, | mean obviously congratulations, you're about to go on. A rollercoaster of emotion, sleep and
everything else. | literally went back to work two days ago. | think my, maybe, advice about being a new
parent is better than my advice about being at PM right now. Here are the three ... My wife and | wind up
coming up with three maxims that we want to be using throughout the first two months to keep
ourselves grounded.

FRCERIR:

B, YRBREMR, REEFABR—RIRE. ABRERE. BEN—IFYNHILE, RBLEMREAEE
TR, HRERIEXRTIRFRENENATELEXTHTREENRINEF. XBE=FKHME
FRET=ZFEN, FNENRNA—BERCIRFHOSTR.

[00:05:19] Noah Weiss
English:

First one, | would say a little bit better every day. No matter how many books you read and how much
money ouster you consume, there's nothing like actually doing it. It's a physical thing being a new parent.
Getting a little bit better every day, giving yourself permission to be like that didn't go great and that's
okay. That's number one.

FROCERIR:
F—%, HEW ‘BRES—KRKR" o TRIMMRTSOH, T SLEN, LA LLFRRF SHFREE
— A E, BREY—RR, ATBECRIAFIBTE, KEXR. XBFE—Ro

[00:05:39] Noah Weiss
English:

Number two, don't over extrapolate from the early days. The fourth trimester is a real thing. These babies
come out. They're not fully baked. They can't even support their own heads. If you try to extrapolate



everything, the next 18 years are going to be the first 18 days, it's going to be sobering. Keep that
perspective. They develop so much every week, part of the fun.

AR ERIE:

B%, FERBESFNLRIEHR, FriBn “SN2H (EXHEERI=TA)” BELEFEN. EXM
HAER, tfilifgsxe A8 , EEELESIENME. NRMFXEHE—T), TEEARXK 18 FH=EAE 18
RXHF, BIULMBREBE, REFEXMOA: MISERME CRRK, XBRRBAE,

[00:06:03] Noah Weiss
English:

Then the third thing, which I got advice from this from a good friend is like you got to fully get into it as a
parent. There's nothing that replaces. Actually, you got to change the diapers. You got to do the feeds.
When they're up, even though they can't talk, you got to talk to them. You got to listen to what they're
saying and just be fully present near the moment.

FRCERIR:

B=MHE, XREMNTEFBREBERINRIN, MEEARE, (REAEH RN, RBEFARTUERES
EN. KErL, (RSMRHS, RERY. HMNIESREHE, BIEMINAZIRE, MEEMMWIIR. MEM
IFtINES, 28 0MIURTER I,

[00:06:24] Noah Weiss
English:

| realized for myself, and then basically at full digital detox. You saw how long it took for me to reply to
your emails. | was like, "Throw the devices away. Just fully with our daughter, [inaudible 00:06:34], and
our family." | feel like it was so much more rewarding. | felt really connected with her now after these
couple months. It's a crazy time. You're going to really love it. It's going to drive you mad at that times as
well. That's all of it.

FROCERIR:

FIREINF B ORI, XBEEAER—RYIKN “BFHE" . (REZIZKOIREHE T SKEYE. HHEA,
YEigEEINE. B OMBEAHIIZ) LNRA" RRESXFHOEREARFSZ. 23XFHTA, HBEMN
$hiE T HIEMER. XIS FRIEBRER, EENEBRZILFIE. XMEEafEN.

[00:06:47] Lenny
English:

All right. We're going to be pivoting this podcast into a parenting podcast. This is awesome advice. | wrote
everything you just said on this little post-it as you're talking. I'm going to put that up in our nursery and
see how it all goes. One thing that's tough about my career path in this weird life is | don't get a nice pat
leave, paid pat leave from a big company.

AR ERIE:

GFIE, FANNEBIEXNMBEFRENE/EE T, XERWKET, MITIERNE, HBMZHNES—FEBIZETX
KEFWE L, RBECHERIMNNERER, BERRNM, ERIMEFERRUEES, AEN—KREHLE
RREREHNRESFHES R



[00:07:06] Lenny
English:

I've actually been working on stacking guest post and podcast ahead of my leave so that | can actually, as
exactly as you said, just get fully into it.

FRSCERIE:
FAIUE—EEARBIHSEREEXENERTRE, XHERMEETRRN, EESSOMBNIIRES,

[00:07:14] Noah Weiss
English:

Smart.

R EE:

B2PA.

[00:07:16] Lenny
English:

On a totally different topic, you're ahead of product at Foursquare. | don't know if you know this. |
actually built a startup on Foursquare's API. It's a company called Localmind. For folks that don't know
about it, the way it worked is basically let you talk to someone, checked in on Foursquare anywhere in

the world if you're thinking about going there.

AR ERIE:

BRIMTLREIER, REE Foursquare @A T A, FAHEMRMFHE, FELEETF Foursquare #Y
API BIh T —ZRAF, M Localminde MFARTHHA, EMNEEARELRLRE: NRMFBEHA LE ith
7, EALULRFIFRNIETE Foursquare ERFIFIARZ K,

[00:07:39] Lenny
English:

You could be like, "Hey, is this bar fun right now? What's happening there?" Before you actually show up.
We ended up selling the company to Airbnb. Ended up not being a big problem for enough people and
that's how | ended up at Airbnb. But it was quite magical and APl was amazing. | guess | just want to say
thank you for building an awesome product and awesome API.

FRCERIR:

fRAEJLAERZ AR TR, XSUBMEMENFIIE? BRERETHA? 7 RITRLIBATIELT Airbnb, EFRIIE
B, AR TEBZHABEIGNKRE, XFMEHEAESE Airbnb HRE, ERRRZAHREE, APIHBIFE
o BBIRARMIAAEI, BSRITIE T MLtk H &R @Al AP,

[00:07:58] Noah Weiss

English:



Thank you for being a developer on top of the ecosystem. | mean it's interesting with Foursquare. | will
talk about this I'm sure later. | feel like | have more lessons learned and more scar tissue from the crazy up
and down of ... I don't know what. It was 2010 to 2015 roughly. | think there's something actually where
you learn more from the things that don't fully work out or don't quite achieve what you wanted to
achieve.

FROCERIR:
IR AR ESRRPNHA R E. Foursquare NEHRER, RAEHES KT FEIEM 2010 F£2

2015 FEAIBRMIEREART, RFETESHHII, WETTESH “HE" . Hikh, MBELETEMN
e B REIFHABRIERF, REFLEFEES,

[00:08:27] Noah Weiss
English:

You actually have a feedback loop where you get a lot of negative signal about like, "Okay. That didn't
work. That didn't work. What can | actually learn, take away from that?" It's still great. | still love using
Foursquare. | think we got caught in the death star of Instagram's ascent back in 2012, 2013. But | hope a
product like that exists forever in the future and I'm glad you got to build the company, landed Airbnb
through it. It's a great story.

FRSCERIE:
REFR EIRBE—NRIRER, (RERBIRESAEES, thil:  “WFE, BMTAE. BMEH. REMTE
EZRMHA, BHEFA? 7 XIKARE, RIMASWER Foursquare, RINAIRATE 2012, 2013 EEAWS

A7 Instagram UEEEH) “E2” 5IHH. ERHERFKEEFERFNTm, RRSHMEIELINT AEH
RAHNT Airbnb, XZ—MRIFATE,

[00:08:52] Lenny
English:

Looking back at Foursquare, do you think there was a path to building a massive consumer app type
business or is that just never going to work out? | know they went in direction of B2B data business. |
guess was there a path or was it just like, "No. That was never going to work out?"

AR ERIE:

[E& Foursquare, fRINAZHNAE—FEEMEBANRERRN A SHEKREZELD? Z2RIEETARE? HZAE
fthfilfER%m T B2B #iE 55, FARR), HERERAIED, B2 “F, BXZTTFAE ?

[00:09:09] Noah Weiss
English:

It's tricky. | mean I'm not going to do 30-minute post, because | probably bore everyone. But it's not
about this. We've all thought about this a lot on the early team there. | think the biggest probably lesson
learned, frankly, is that we were really close with the Instagram folks early on. They were big developers
on our platform. They used the Foursquare API before they were bought by Facebook.

AR ERIE:



XIRER, BAEM— 30 0HNER, RANRTRERILARREITH., BRHEFMRINILERETRS, 18
g, RANEIATEER: HI1FHAM Instagram BWEIN\XRIERiL, MIIRHENFEELNAFAE, TH
Facebook Wz &, i JT—E7E{ER Foursquare 89 APl

[00:09:28] Noah Weiss

English:

| think in hindsight we were a little bit mistaken to believe that the idea that the atomic unit would be a
person talking about a place that they're at and you have to have a physical place to tie it to versus a

person sharing a moment or an experience that they're having in the world. Sometimes that might have a
place connected to it.

FRCERIR:

RSN, HMNINFAERIET —1MER, AN “RFREU MZ2—TARKEHINAENE MR, HE
WIARBE— B R MEFRL, ENZEANDZEMITEER ELHNENNZISHAEE, BAFREXE
— M=o

[00:09:47] Noah Weiss
English:

| think that one change in framer on what you would say a customer actually wanted to do, that probably
was the thing that took this away on the social side. | think on the more local discovery side, it's actually
what people wind up be using the product much more for over time getting personalized
recommendations and getting tips when you go to a place and all the push notifications.

FRCERIR:

FiNA, WF “BREEEHAAL” WXMIANEELENRE, JEMESERNELERAEEFNERR, M
EAMIRE (local discovery) FHE, MEENERE, AMELMGRLEZHMEEBTFREMEMEZE. FIER
B

[00:10:10] Noah Weiss
English:

Again, it was hard to stay ahead, | think specifically of Google, because they had billion plus Google Maps
users distributed on Android and iOS. Even though they might only take a couple years, eventually they
would wind up replicating a lot of the functionality and then | think it was hard to regain that momentum.
Much of this stuff is luck and timing and just coincidences of history.

FROCERIR:

tesh, RE—BERIFSNT, 532 EXN Google, Fufttfi17E Android #1i0S LIEEET 10 129 Google Maps
R, BMEMITIEERE/LERNE, BREAMISERKINTIE, RERANRBREBENREELT. B
ZEBIUATIER. HYMBENIGE,

[00:10:37] Noah Weiss

English:



| think there was a path. | think in the end we lost their social sales and then Google was able to catch up
on the utility side. Now the company's built a really valuable B2B APl company which offers a story. |
mean Slack is in some ways a pivot, obviously, from a consumer company to a B2B company. But that
that's my mini postmortem, what could have been with Foursquare.

FRCERIR:

KINNBEREREN, ERARNELRIFLETHR, M Google EXAMAEET LXK, MELATAEE
REA—RIEEENEN B2BAPI 27, XESHER—MHE, HNEEBRE, Slack EEMIZE L2 MEZER
2 F[MA B2B ABRHER, XEH I Foursquare “GNRH4------” WERER,

[00:11:00] Lenny

English:

It's interesting how many consumer companies pivot to B2B because it turns out that's where the money
ends up being.

R EE:

RER, BEAEXALHEERA TN B2B, EANELIEHA, A BRI,

[00:11:06] Noah Weiss
English:

Yeah. | think the feedback to you get from our people willing to pay for the product that you're building is
so much faster than can | build a large-scale consumer business and when they hope to have enough
reach to then slap ads onto it. That's a much more of a try to hit a home run and hope it works out. But
you don't really know if you're doing it along the way. Yeah. | think B2B is a easier to have a more
incremental, successfully business than pure consumer.

FRCERIR:
ZH. AN, N AMNREREAGHENSRNE" PRENRGE, Bib “RESBI—MAIEEER
53, AREXRFEBNBEEAEBRM E” REZ. REEGRZAITHE2ITHERE T, BT

SREFHAEEHEECEEERERNER L. 289, FiAN B2B LbAHBRRISERH LA H B
o

[00:11:34] Lenny
English:

Okay. Speaking of Foursquare, Dennis Crowley was the CEO and founder, a very strong product-minded
founder. | know you've worked with a number of very strong product-minded founders including Stewart
Butterfield, Dennis, obviously we just talked about, maybe others. I'm curious what you've learned as a
product leader working with very opinionated founders.

FROCERIR:

%%, ¥ Zl Foursquare, Dennis Crowley REFEHITEREIBA, t2—(IFEE~MmEMALIEBA. HHE
1RG5 2R E=RAMANENBASTED, B1F Stewart Butterfield. Dennis (FATRIXZIR), AJaeiREH
iAo FHEREE, (EFA—BRNSE, ES5IFEEETUNEBASIERN, RFERTHA?



[00:11:56] Lenny
English:

I think this is interesting not just as a product leader working with very product-minded CEOs, but also as
a first PM at a startup you're often put in this tough spot of just the founders just telling you what to do
and you have to go build it versus having a lot of say in agency. I'm curious what you've learned about
working and being successful in that position, which is often really hard.

AR ERIE:

FIANRZXA F SIEmBY CEO SR~ mMSEREE, WTFHEIATRIE—L PM Mt —REE
RF—MEmpEt: SIBARRERMFZMO A, MMEERT, MARHERANBEEN FHREME,
EARMEREIFERMERERAL L, (RFET LR T SEMATIRER?

[00:12:14] Noah Weiss
English:

I would say to folks in general, if you're joining company and the CEO does the role that is your functional
area of expertise, it's probably the area where you'll learn the most because they're hopefully world class
at it. But also, one will you'll be the most frustrated at times because you're going to feel like you have

less agency. You should just know that going into it.
R EIE:
HEWAKN, NRIMFIMAN—RAFE, M CEOC EENABBIFZMINTWE, BAXAERMFIRARS

BYSE, RAMITEBEEXNMUNEHREN, ERN, XURMENIBESR ARG, ANFRIERFE
CSRZBEEN. REMAZAMEIZBEAX—R.

[00:12:33] Noah Weiss
English:

If you go to company to run by a former marketer and you're in marketing, they'll probably want to have a
lot of say and influence over that. | think just going into knowing that is good. Looking back, | would say
probably two main things stand out of what's really worked with both Dennis and Stewart, not just for me
but | think for the teams that work with him as well.

FRCERIR:

MRMRE—REFNERARASHARMER, WITEIBNEFRERANLSNAZIN, RIEERAN
EBX—REEFLN. BEEE, HINRTES Dennis # Stewart S1EE, BRRIEEXE, FMXEK, W51t
(=X (= RIE N e o

[00:12:52] Noah Weiss
English:

The first is, | think as much as possible, | think maybe we'll talk about this a little bit later as well, is
getting to the point where you have alignment on the principles for what it means to build a great
product of that company. Not just about if the intuition and tasting gut, but how do you distill that to
principles that become the language of the company so that everybody else can start thinking through a

similar frame or similar lens when you're designing a product.



AR ERIE:

F—mE, RAREHE “H"A#E“ KLABWHEARTm” RN XK —H. XMMUNKFERZMmix, mEil
PG ELREGREREN, RARTRERIES, XFEEMATEIRITT mieEI R NAERIABREE,

[00:13:17] Noah Weiss
English:

Because otherwise it can feel a little bit Goldilocks every time a team builds something, they take it to the
CEO. CEO is like, "No, not quite right. Again, no, not exactly that." Then you don't have the language to
actually have a more constructive review. Then doing that at the little strategy as well. | think the product
founder CEO is always going to be the holder of the vision for the company. I'm sure at Airbnb. | imagine
Brian was very much like that as well.

AR ERIE:

BN, SHEMEH—LERAZEL CEO &Y, REMGER ‘SRR M (F&EE. BRM=XERR
FEE) . CEOSH: “F, TR, BK, T, K%ﬁﬁ’l\%ﬁﬁo” XIFRIR ZE TR IR EIERIES,
EARREEEEL. FINNE~RBLIBA CEO XZRARRBRIFFEE, FIBETE Airbnb, Brian hEX
ES: N

[00:13:40] Lenny
English:

Absolutely.

FRCEIE:

B3} Eo

[00:13:41] Noah Weiss
English:

| think it's actually great to say, "Okay. The overall vision for the company, is it the responsibility of any
one team to have everyone buy into that vision, but then to have space for teams to be able to actually do
creative work, do explorations because you know that it's aligned with that high level vision."

AR ERIE:

BIANZFRESLRIF: 8, AENBARREXEN, ST AHINEXTREREETEMBREE, E
EEHtERLFAE HE TR TMNRENTE, RArNEXETFESaRRRFRET 3"

[00:13:57] Noah Weiss
English:

If you can get that alignment and you can get those principles as the common language of what creative
software looks like, | think you can have a really good working relationship. Then the other bit | would just
say is | think when to involve the founder CEO in a project is really important. The short version | think
that works the best is almost like a U-curve where the X-axis is time and the Y-axis is level of involvement.



FRSCERIE:

MBRFEEERXF—, FHEXERNERN “QIBRNENIZZH AR NERES, RIANMRIIMERILZIEE
FHITEXRR. B—2HHERME, EHEMMHARMELSIBA CEONMANEEEE, RIANNSERERH
Br—% “UBYRhER” , 1EMENE, NMEE5EE,

[00:14:22] Noah Weiss
English:

| think you want to get the founder CEO really involved early on, especially if it's a big new project, to
make sure that there's strategic buy-in that you agree on the principle strategy and approaching you
agree on the goals and the anti-goals, getting that to then the team can run and explore. Then | think at
the very end you want them to really be bought in that did you build something that's up to the quality ...
the company?

FRCERIR:

HIANMMNIZERHILEBA CEO RESS, FABMREEANNIME, UHRARSKILIR, BMRIIER
M. ZRB&. 757%. BARAIEEMR (anti-goals) EAM—3, ARBEMMEIUEHITNRR. ARG, ExEM
B, (REEMIBEEINA: MERNARERSEET ABMNREINE?

[00:14:43] Noah Weiss
English:

Is this something that's going to customers, literally taste the soup. What's missing in it? | think at most
companies that have a maniacally customer-focused founder, if you don't do that last step, it's going to
be much more painful after you launch because they weren't part of that co-creation of the team. | think
that formula winds up working pretty well if you throw in that alignment on principles and envision.

FROCERIR:

XRBERGEFHNARA, AR “FEZREXO7 . BEERTHA? HNAERSHREREXTIEF L
IMARNRBE, MRMAMREX—F, XHEREERE, BNUINZESSEMEERELIF. NRIREEM
EFRUMBEN—HE, ITMANBEIEFFRT.

[00:15:08] Lenny
English:

That usually sounds nice in theory, but | often imagine you get to that final step and the founder is like,
"What the hell is this? This is not at all what | was hoping it be." Is there an example of that, that comes to
mind where you maybe went through that and then it's just like, "No. That did not work out the way we
expected" and if not, no problem.

AR ERIE:

AR EIFERRAE, EREERR, SMEIRE—TH, SIBARRERR: “"XERZFAR? XIR
FARHREBEN," FIEREAMNFIE? LLIREHIXMIER, SREM “F, XTERIEAFHRAR
BRRE ? IREEHEXR.

[00:15:26] Noah Weiss



English:

Yeah. | mean | think that does happen. The ship is maybe ... the end of the year is the level of engagement
and often that last level of engagement, that's where there's actually the most rapid refinement that
you're doing. | think what's important there is that hopefully you're refining in code and you're not still at
static design mocks because using the software is so different than looking at what the software will
visually appear.

FRCERIR:
ZH, WANNHESLEXMER. ENERENSSEEERRSN, ML HITRIREFTENRE, X

INAXKBET, FEMBAERBPHITIE, MABEEEHSHIRITE, EALRERRGSINERMHH
MBI R TTE R ERT.

[00:15:51] Noah Weiss
English:

| think what we would wind up doing with Stewart at Slack, for example, is we would get the entire
development team, engineers design product, user research and Stewart together in a room and we
almost do a bug bash together. The idea was like, "We're doing it all together. We're trying to make the
best product possible, making great softwares really messy and we're all trying to clean up the mess
together."

AR ERIE:

g0, 7E Slack, FM1=# Stewart —iie, IEENFLKEFN (TFEM. &it. =& BFRAR) # Stewart B7E
—PNEEE, IFERAR—EHT “Bug KK (bugbash)” . #ZOESR: “Bi1E—ESH. FHI1ZEE
HEFHN= S, FAREANRESERIEERILN, BRI ERH—EEEXEREL”

[00:16:15] Noah Weiss
English:

Sometimes you might find things like, "Okay. This entry point really isn't working, maybe we have to
move this entry point. That's maybe a bigger change." But | think often what you'd find is just all those
bits of polish and refinement and doing the little delightful things that might otherwise be missing to
raise that craft bar and doing a real collective way so it doesn't just feel like the team says. "We want to
ship." The founder says, "No, it's not ready."

FRCERIR:

BRRARESAIL: B, XPANOENART, BIFENSEBHX IO, XAJgR—TRANE,." B
BIRERM, ERXLEMHEE. FTEMIBLLS NRREVNAT, A TN LIZKT, @I XhEED)
ENAN, MARREGREANER “RNELRH” , MEIBAER “f, EEET

[00:16:38] Noah Weiss
English:

Ideally as a group you're saying, We want to get it to a bar that's going to delight our users and here's the
gap from where we are today to what we want to shift." | think that mentality winds up being a lot more
constructive, but that's not always easy to do.



AR ERIE:

BRABRT, FA—PBE, MR “BNRERE -t AR RERNITE, MXMEHNIRS
BirZBENER.” HIANXMOSZEERERYE, EMEIX—R/AFRSERAEZ.

[00:16:54] Lenny
English:

You talked about creating these principles, which is an awesome approach of just creating guardrails for
the team so they think the way the founder and the head of product think. What are some examples of
principles you have and had early on maybe at Foursquare or Slack?

AR ERIE:

IR T HIEXLRM, XB—NMEBENAZE, AIUARNEIIPE, LIRS AS=RATARER
Z, {REEZE—LE{REHATE Foursquare 2 Slack HIEd B9 RNIFIF05?

[00:17:07] Noah Weiss
English:

I mean Slack | think is where we enshrined them much more because we scaled the org so much, more
that we needed principles. | think for us, they were really about unpacking just the mission, which for
Slack is making people's working lives simpler, more pleasant, more productive. That's the mission of the
company. The question is how does software help do that? That's what the principles or their answer.

FRZERIE:

7£ Slack, FMTEETMMAIL T XLERN, RAER[MET KTRS, BAIFEFERN. HHATHKG, RNSE
Fr ERATIFRATIRESS. Slack NESMZILANNIFEZEES, BRR. Eal. REE, RAFNFEEHE
BhSEMX—=? RUMEEE.

[00:17:31] Noah Weiss
English:

For us, we've got five, four principles. They've largely stayed the same. Some of the language has changed
over the last couple of years. But at least for the last four or five years we've had these. The first is be a
great host, which is all about that level of craft, the relentlessly saving people's steps. If you're, let's say, a
host at Airbnb, it's like putting clean towels on the bed. No one has to wonder "Are these for me?" That
type of foresight.

FRCERIR:

HMNEOENREN, SERERRFALE, ABIZE/VFEEFLELERE, ELVEIEZNEAFE, #&il—
BEBEXLRN, F—1E “BM—MEAMNEAN (Beagreathost)” , XRXRFIZKE, UKFERAMIA
FHETE, NRIRZ Airbnb BIER, XMEGRERLBEFFANED, RATENRE “XLEBLHFKET? 7
XL BRI

[00:17:57] Lenny

English:



That's actually a value at Airbnb. Exactly.
FRZERIE:

X LR EHZ Airbnb INMENM, &%,

[00:17:59] Noah Weiss
English:

Oh, really?

R EE:

B, HERIG?

[00:18:00] Lenny
English:
It's actually be a host at Airbnb is one of the four core values.
R EE:
“1Z Airbnb fiI— 1M EN” HEBERZONMENZ—,

[00:18:03] Noah Weiss
English:

Right. Maybe we borrowed that or someone was inspired by it. But be a great host. It sounded

aspirational. | love that.
FR3zEiE:
3, WIFRINEETE, HEBEARITELR, B “MW—NMFRNEN" FERBEREB. BERXT,

[00:18:09] Lenny
English:

Yeah. Yeah. It's a little bigger.
R EE:

0, ERRIEEN L,

[00:18:11] Noah Weiss
English:

There's a famous user design book called Don't Make Me Think, which we sold the title of for our next
principle. That's really just about as people building the software, you know how it works so well. You
care about all the nuances and intricacies and you really want your users to love it as much as you do. But
often actually, that owner's delusion that someone else will care as much about the software that you



built as you do, prevents you from actually making something that's simple, comprehensible,
understandable.

AR ERIE:

BE—AEZWAAKITEN (REILFEEBZE (Don't Make Me Think) ), EIMERTEMBEEAT—IEREN,
XEBZE, FARGHWESE, MIFETRENESELAN. MXEMENAMEIMERZL, (REOHE
BREGRIR—FRAEE, BXiFLE, BM “FIAEENERL —BEHANASEIR—FXOMERERE—
FESERRMEES. Z1E. FHANKRE.

[00:19:03] Noah Weiss
English:

One of the core tenets of Slack is pretty complex under the surface, is how do we actually make people
not have to think, how do we not reinvent the wheel if there's existing design patterns to use, how do we
actually wind up designing for people who come from many different backgrounds and we cater to their
needs in ways that don't make them have to customize it too much?

FRCERIR:

Slack WZOREZ—R, RERERIFEESR, ERITMNFILAMNAFTERE? MREMWMENLIHEL, (1N
AAREHRALF? ZNTNAARBFZFARERHARTIRN, AU—MAFTEMINNHTIZEEXHSGR
AR ABIER?

[00:19:32] Noah Weiss
English:

There's a saying we also have, which is more clicks can often be okay. You'll often have in optimization
experimentation circles like, "Oh, every click, remove it." But | actually think in a lot of software when it's
not transactional, helping people understand what they're doing, giving them confidence, helping them
have trust in the steps, we've seen that that can actually be a better experience. That's another example
of don't make it stressful, help people chill out when they're using this offer. That's the idea beyond that
one.

AR ERIE:

BITEE—m1E, W “ZRIVREBHREXR” . ENEKREFE, MEESRE: B, 8— 1T <EH
BARE" BRERLINAG, EFZIEXZERIRAF, BEBATERMITESA A, SMi)E0, Bt
TREUGHE, XKMFEEAUHERBIFNGER, XS —1MIF: FEILERIRERFEN, BEEPAEA
R B R ERAR . XN RUE FRRE.

[00:19:55] Lenny

English:

Shifting a little bit. | know you guys have been working on a bunch of Al stuff at Slack. | believe you've
been working on Al related stuff for many years. | think at Google you worked on a lot of Al related

products. | feel like a lot of people are just getting into this and trying to figure out, "How do we integrate
Al and ML and LLMs into our product and how do we not just waste our time chasing things?"

FRCERIR:



TERARMER. FADEMRITE Slack —EEMIRS AIBXBIIE FABERSER—BEMNE AIBXHNIE &K
BR7E Google FBE5IRE Al . HETMAERS AARNINIFFGZARX N, HEFERE: “FilN
% Al Hg8FY (ML) MRESRE (LLM) BSEREN~RP, BXTRENEEEHEEFRR? 7

[00:20:11] Lenny
English:

| want to ask you just in your time working with Al over the many years you've been doing it and share a
little bit about what you've been doing there. What are some things you've learned about how to be

actually effective and build valuable products and not just fall for the shiny object issue and trap?
R EIE:

FRBHEIR, ERSEME Al TRRIIREF, RFEETHA? fENE—TMREXAEAIOG? XTUFELE
BMMARENENSm, MARNBAN BERHEEY" MM, (REWLEER?

[00:20:33] Noah Weiss

English:

| mean, it's almost 15 years ago now that | was working at Google in search on what later became called
the knowledge graph. This idea of building a canonical repository of information of people, places, things

in the world and relationships between them. Back then, it was a lot of the same ideas, but obviously the

techniques. | have got a lot more mature.
FZERiE:

HKR2iH, KN 15 Fal, KT Google EREIILIE, B57EREMFA “FIIREIE (Knowledge Graph)” &
B, HZOMEIEWE—IXTHER LAY, . SYREBEXRNNEESE. B, RSEEN
MER—H#N, EEAMENTEAEEREZ T,

[00:20:53] Noah Weiss
English:

We used natural language processing to extract all this information from the web and try to build this
database of facts. An idea then was could you take queries, people have like, "What are the tallest
fountains in Europe or what of the most popular beaches in Southern California?" Be able to actually give
answers not just 10 blue links.

FRCERIR:

HIMNERBAESLHE (NLP) MWL LIEBFEXEER, AR RBUXNMNELBIERF, SR —NA
2, REESAEATNER, il “BNRSHBRENA? 7 & “BMMNERIDEEREMLE? 7, Hae
BEIFLAHER, MANZ 10 MNEGEHEE,

[00:21:19] Noah Weiss
English:

| think the thing that's really changed, it's super exciting in the last 6, 12 months with LMs and chat GPT
and everything else is the idea that now you can take not just knowledge about the world but actually



have natural language generation where suddenly the computer can talk back to you in a way that feels

extremely human. Then the creative applications of that are pretty massive and exciting.
R EIE:

RINATEIEN6F 12 1MBE, S LLM. ChatGPT FRANEI, HERXERTHLAXKENZ: WER
PMRATLGREL R T R B9ENIR, BeIUSEMBAESEM (NLG) , HEAHRAGEU—MRAEA LU B RSMR
&, MEZMENEIERARIFEERBELAHERN,

[00:21:53] Noah Weiss
English:

That's, | guess, the lineage there. | think from over the years back at Google at Foursquare, we did a lot of
personalization and recommendations at Slack we have search and ML that's coming infused throughout
the product. | think a couple things come out as ... | guess the principles that we've used over the years,
back then at Google, one of the big ones, was that the promise of the Ul has to match the quality of the
underlying data, which is to say ... | think this is actually one of the failings of the various LMs right now is
they all appear supremely confident even when they're completely hallucinating.

FROCERIR:

BREXMIBEHFIIMER ZEX, M Google | Foursquare, BT RS MEMFMEEFTLIE; 7£ Slack,
M ERMNBZIERETFEN"@F. BIAAELR - HERNEXLEEEERN—LEN, thnHE
£ Google, HEF—MZOLENR: Ul FRBENMRELAS KELHIBENREMTE. W - BIARXEFR L
EEFIEM LLM a2z —: BEMEE(ReE “—ARESMEAR/E (5%)” , el lgeRktikEasE.,

[00:22:11] Noah Weiss
English:

| think that's going to be something that people are going to have to work on a lot, which is to figure out
how to be not so faultless, to acknowledge when you're not sure, because otherwise, it undermines the
trust people have in the system. Using a lot of transparency about where the data comes from so people

can actually build credibility and the tools is really important.
R EIE:

FIANNZBANEBZS NERNEE, BINEHEIARRA “BXLR” , EAHENFINRHE, SUIKT
MIMRFEREE REXTHRERFENSEZRE, LAMEBEEZINTANGE, XI—RIEEEE.

[00:22:29] Noah Weiss
English:

Then | think making sure that as you're designing the products that you have virtuous cycles that are
naturally part of the product experience where you can get training data as a byproduct of people
naturally using the software and then can make the model that you're building behind the scenes
smarter, more accurate, more predictive.

AR ERIE:
te4h, FIAREIRT =R, EREBERERIA, FERATRAKRHNBERAMEBD, XiE, ReTLl@EdA

MB AR mAFRENNIAIEE, EMEMRTEEEWENERTFSERA. B, BRI,



[00:22:42] Noah Weiss
English:

A classic example of that would be Netflix back in the day, their rating system, they actually have a
feedback loop from their customers then make the system better at predicting. | think people you are still
trying to figure out what does that look like in this world in LLMs?

AR ERIE:

— P EHEEF]F 2R HBY Netflix, BT DRELFE EAEREZFFNRIFER, NMERFEE KT,
HINNARRENERR, £ LLIMAERE, IMRIREFNZZTAEFH?

[00:22:51] Lenny
English:

Something | hope that you're all building at Slack is a way to ask a bot questions based on all the
conversations in the Slack. I've been looking for that product for a while now.

AR ERIE:

BAELIRMNTE Slack EEFABINEER . BJLURYE Slack FEVFRE X EEBARE, RIWXHFN~REL
B—EMIET,

[00:23:13] Noah Weiss
English:

| can safely say we have a lot of prototypes internally where we are playing with this. | think it is actually
funny as a aside in one of the original Slack, | don't know, product vision decks back in 2014. There was
our whole strategy, there's four parts. Then part number four, which was a joke at the time, was then do
magic Al stuff on top.

FRZERIE:

HA LA ERR, BMRBERSREEEZHX NI IMER—T, XHSSHEAEN, £ 2014 £ Slack
RN —H = mER PPT &, HAMINENREBONETED. FRHBHEINENXIE, SRR “ARELE
—LmMETH Al IR L -

[00:23:33] Noah Weiss
English:

We didn't even know what the state of Al would be. By the time hopefully companies have their collective
knowledge in Slack and now we're finally at the period where the magic Al stuff seems finally pretty
amazing, pretty magical. Yeah. We're doing a lot of prototyping internally and also trying to work with the

ecosystem around as well, because there's so many companies doing amazing work in this space.
FRZERiE:

HREMNEEZEFNE Al SRREITARE. WE, REAFDMIBEAFEIIREFET Slack 7, MIHXITBLETFHN
T I A MBIV BERENERIRE. FEHSHNEE. 20, RIABETHITREREIKIT, BEifE
SRAERUNESRAGE, ANEXMURBRSQBEME T FENIME.



[00:23:50] Noah Weiss
English:

That if you work at a company where you have so much knowledge in your Slack channel repository that
you can suddenly get amazing leaps in productivity to help you better do your job because that
knowledge is in Slack, but it's sometimes hard to reach and | think these technologies can make that

possible.
FRCERIE:

MRIRE—RABLME, REY Slack SEFERFE T BENIR, MRIFRERARFESIHNEXCERREEMR
Birte TR, BRBIEBE. AAXLERNIRFME Slack B, RJEFHELIREY, MBIAAXLERARTLIER

1A REo

[00:24:27] Lenny
English:

This reminds me of something Gustav, the CPO and CTO and co-president of Spotify share that they
always have a deck and a vision of just a play button within Spotify, you just play and all magic happens
and it's the best music and thing exactly what you want to hear and just how that isn't actually possible
and it's still not possible. Exactly to your point, you have to really think about how does it act? How close
is it to the reality? If it's not actually there, he was saying how like, "We'll pick two songs that are correct
ata 10 just because we don't really know exactly what you want to hear right now."

FRSCERIF:

XiLRASHE T Spotify B9 CPO. CTO FHELE R E Gustav DERM—4E: 12 E—%) PPTHN—PES, #t
2 Spotify ERE— “B” &, MREBL—T, FhMakt, BHRESEN. E2IRERNE R, Bt
WX SR ERARETRERY, MEWRMAR, ENRFRN, RETUAEBZCHRINWAE? EEWMEEZIA? W

REAREERER—F, pEMRsy: “HS7E 10 BRBES 2 BIERD, EAFNARNEERTIAERR
R A4.”

[00:24:52] Noah Weiss
English:

Right. Yeah. | love that. Our version of that has always been that you open up Slack and suddenly instead
of having to read through dozens of channels or find these mentions that magically Slack could just tell
you in order that you would care about a summary of all the interesting things that have happened and
then let you dig in if you want to your very own personal chief of staff who knew everything that you
cared about and read everything that you could read.

FROCERIR:

B, BMEWXAN LR, HATRE—BERZ: {RITH Slack, RAZIE, FFH &L+ MUEREHIR KRR
BIER, Slack BLEEMEMIRIRK OB SIFIFFAE R ERIBENRE, WRIFEE, EAILURANT#F. ERM
BIRANRER, THRAXON—Y), HERTREIRERIIES.

[00:25:02] Noah Weiss

English:



| don't think that's going to quite be possible anytime soon. But I think Spotify heading towards that

north star you wind up developing. | hope a lot of really compelling projects experiences along the way.
R EIE:

BRPINAXEEIRNEETE R, Bk Spotify HEMRD “URE” BRpIHE—F, MEXZAXRLRER
7o HAEEXNIEFREFERSHEIESI AN E (£,

[00:25:12] Lenny
English:

Yeah, man. The more | think about it, the more amazing opportunities exist in Slack. It's all text. It's
amazing. Okay. There's a lot of cool stuff coming | imagine.

AR ERIE:

W, Kit. HEBMTEES Slack FEEERANNS. BE2EXE, XET. F8, REBRSEREE
JZRYAR ARt

[00:25:29] Lenny
English:

On that topic, how do you think about creating teams within Slack and Al specifically? Are you
recommending each team think about how Al can make their stuff better or are you dedicating, "Here's
the Al team and they're going to work on stuff" and you guys just keep ship what you're shipping and
keep moving your metrics?

AR ERIE:

KFRXMER, RIAERTE Slack REREEHEIRA, 45502 Al BIFA? RERINE M HEIAERZ Al NfLLAR(TEY
THRTEEY, ®2FMNRIL— “AIE” iLtEEH, MEMEANSSLHBREEFHHEHZ B/
fEtR?

[00:25:52] Noah Weiss
English:

| mean the unfair answer is a hybrid of the two, which is to say we have a central machine learning and
search team. But a lot of people have expertise in this field to build infrastructure that everybody can use.
What we've done is because the space is evolving so quickly, literally every month, the capabilities are
evolving, the risks and tradeoffs are evolving a ton.

AR ERIE:

B, REXNERERENLE S, iR, BIMNE—TROBVSEFINEREN, EFRSARE RS
BB R AIR, HRWES O ABEERNEMIZE. BMIZUZEFSR, BERAXMUILZBFIRRT, F
EEXENSTNA, ENEESL, XEMNEHELREERE W,

[00:26:17] Noah Weiss

English:



What we want to do is actually spin up a couple different teams that are focused on prototyping, using
that common infrastructure but in specific directions that are all a little bit different. We've got a common
ML, let's say in search team and now we have a bunch of teams that are working in parallel and different
customer problems that we're trying to solve using that shared infrastructure.

FRCERIR:

BIVBMAZE, SFER/INARNENR, TEFRER, MBASEANEMIZE, BEZMERE RN
EABELRN. HMNE—MERNNGEFS (CLIBREAR) , MAERNE—BHANEHTIE, ABRLENE
i iEAR R AR F R,

[00:26:37] Noah Weiss
English:

| think this isn't the steady state. | think over time, what it'll probably look like is that all the existing
product areas, as soon as we know more of the shape of what the technology is capable of will just have
Al capabilities as part of their roadmaps. Just like every product team is responsible for their own mobile
roadmap. They don't outsource it to someone else.

FROCERIR:
HINNXERBRELNRERS. HEEENBNER, BRAERSEMN: —BERNEFEXTIRANEENL

5, FRENANF RIURESE Al BNANEBLE, MES 1T RENSRRSRE SN MRRAE—1F,
MNABHEIMLSH A

[00:26:49] Noah Weiss
English:

But | think today when things are moving so quickly, you actually want a little bit of a more ad hoc,
flexible approach to move quickly and that's what we're doing.

FRCERIR:

BESRK, SEBENMLZREY, (REMFLEFE-—MERE. ERNNGEARRETE, XEHNEEM
B9

[00:27:00] Lenny

English:

| heard that you have a process internally called Complaint-Storms. I'd love to understand what that is.
R EIE:

BIFRIRIIAZSE— T B8N E (Complaint-Storms)” BI712. HEETRIBEM 4o

[00:27:05] Noah Weiss
English:

It something that started. | want to say back in end of 2019, maybe early 2020. The idea a little bit was
how do we help as a team look at the software that we build with fresh eyes, because we've been set at



Slack for a long time. Slack maybe more than almost any other company maybe like Figma is probably
similar. | was listening to the podcast just earlier today where if you work on Figma, you work on Slack.

AR ERIE:

XANRIEARLIATF 2019 FRE 2020 F41. FAIRZ: EA—TEM, HITORAEHREERETFRINEN
BMF? FRFKAE Slack FFHSRA T o Slack AIRELL/LFERIE M AT ERES 7, HIF Figma BEEMBY. K
SRPLIHEEIEITHER , WRIRTE Figma ITE, fRRA7EMA Slack Ik,

[00:27:30] Noah Weiss
English:

You also live in Slack and you live in Figma all day so you can become more of a power user than anyone
else on earth. What we were realizing, especially for people trying to build Slack for the next million
customers, the people who have never used Slack before, it was becoming increasingly hard to have
empathy for what their usage of Slack would look like. How would they look at it in a more critical way?
How would they care less than we cared?

FRCERIR:

{REXRELEETE Slack F Figma &, FRALURELEMIX EERMABEGZE—" “BERAF” . HNFIRE, 535!
ERFRLERERNTHNI—BREF BLMKAT Slack BIA) 9% Slack FIARM, BRI EER
REEHRE, MWNSWMAUERGIBRACERFE? MITNEEGHRNI—F R ERILERERRNAT?

[00:27:56] Noah Weiss
English:

What we started doing with these complaints storms and idea was really simple, which is we'd get a team
together often Stewart myself would also join and we'd actually start off with other products first in
adjacent spaces and we'd say, "Okay. As a group we're going to go through the customer journey from the
moment you land on the website through, let's say it's a workplace product, getting your first account
going, getting the first couple of users on board, getting to the point of value.

AR ERIE:

AR RERE" , BEAFRES: HMNIBE—THP, BF Stewart MFLEZSM. HMKF LS
FMBXTRBIEM~ AR, =ik 98, FA—NMNAE, BMTREERNEPIRE — MRENKN
ISRV —ZIE, RIRER— DA m, BB —NKF, its/ITNAFMA, EEIERER~mENE"

[00:28:21] Noah Weiss
English:

We're going to do it on one screen. Someone's going to project and then people are going to fill in every
issue, everything that's confusing, every pain point, not bones, but ways in which if you didn't care about
the software, you don't work on it, what would actually confuse you? What would stop you in your tracks?

AR ERIE:

BIMNSE—TRELEE, BALERE, ARBAKERTE—MEE. 8— <L ARXMG. 5—1F
Ro AEHE, MERE: MRMRAXOXMRMG, BAREEEIE, AARILRREER? FtARILKER
E0?



[00:28:38] Noah Weiss

English:

From that you went generating a bunch of amazing inspiration by looking at someone else's product in a
really critical way for things you might want to try in your own product. Once you get to that, then it
becomes easier to actually do with your own software, but it is a little painful obviously. Same with

watching usability tests to look at your own baby in a way that is, "Okay. I'm trying to find all the words.
I'm trying to find all the problems."

FRCERIR:

I XRERGB G MR AN =M, MEFERSFTUVHNRE, AU—EMBEE ST mPREIR
B, —BRIBTEXMASN, BYECHREHAITIMREERSZEFRZ—L, REXEAGRES. Xk
MEABEMNA—#, U—Hf “F8, REREMENER, HHAAENRE" NAAKREFMECH &
F o

[00:29:03] Noah Weiss
English:

But that's one up being a pretty great source. Whenever a team | think either gets stuck or feels like they
reach a dead end in a direction is doing complaint-storms about the product area that they're in or using
adjacent products just to get inspiration. Then | think it unlocks a lot more creative views than the
problem space.

AR ERIE:

EXHELR—TEBEENRBRER. HiAN, SH—TEHMRBNEREHEFERNTRERTRKE, Xthf]
FRTERF meist T “RBNE" , HEEBEXTmRRNRE, HEERA=EPEHESIERA.

[00:29:23] Lenny
English:

It's similar to a process that | learned Stripe has called friction logging. But | love the nuance here of
starting with someone else's product because | could totally see how that makes you feel better looking
at your product in real life. It's not like we suck. It's okay, everyone's has so much opportunity.

FROCERIR:

XM T RREIR Stripe B9— 0 “EEEEAE (friction logging)” BURIEREG. BRESVWXEMIIAN=ZFF
IERVARER, RAKTEREFEXNAILRERLPETFECHTRNREFR L, XFAREIRE,
MmERES M ASBBRRREAZE,

[00:29:38] Noah Weiss
English:

Exactly. Yeah. I've heard that from Stripe, too. | think gets a similar place. | think it's the doing it ... | think
the byproduct is that you also get calibration on product pace, product quality, and as a team you
develop that together. Again, similar to the principles, it's like how do you get these things that are hard



to actually feel collectively on the same page about and how do you calibrate? It's another good way to
doit.

AR ERIE:

Ko Fthfr Stripe BIAWE, BIANRZEMBY. FIAARXFMB—DEIFmE, RIERTLUN~mTR.
FmBREHITRE, HEFEA—THMHERZILZMIA. BREE, XSERMZEM: (RINFELLXEEXE LR
HINWFRESFEERRS—E, URRNEHITRE? XES—MRIFRTE %o

[00:30:01] Lenny

English:

I'm imagining some PMs might be hearing this and wonder, "Okay. Great. Now the founders and the execs
have all these things that they want us to fix. | have goals to hit. | got a roadmap. How do you think about
prioritizing things that come up in these sorts of sessions for the team and how do they mix and match

versus all the other stuff that you want to do? Or is it just like they don't actually have a huge roadmap
and this is a way to inform the roadmap?

FRCERIR:

HERRBLE PMIREIXEARESIE: B, X7, RELIBANSENE —HERILENEENKRE,
BHREEMEAMN, HERLE, RNAEEREXESNPRENETHMNLER? ENNASIRTIMAEM
EEEE? ERVRMNEASHSAERANREE, XRABTERAZEN—MAE? 7

[00:30:23] Noah Weiss
English:

No. I mean, more broadly, | think the way that we think about, or us to think about our roadmap for any
feature team at Slack is that it's a portfolio and it's meant to be a portfolio that's diversified a couple
different ways. | think one is you want to diversify things that are meant to be new capabilities versus
making the thing you've already built a little bit better every day. Similar to parenting.

FROCERIR:

o BMBRBRE, MBI ZMAEXRE, BRI1BZF Slack TAREHMNKLENARE: EB—MEEAS,
MENZEL N ARALERASHFE L. HUNNEF—RZ, MBET “FRHE M LEANFASXH

[00:30:47] Noah Weiss
English:

Are there things that are meant to be risky that you aren't sure are going to work but might have a lot of
upside versus things that are known bets. Then | think often you're balancing are you doing things that
are meant to have impact that you're already very confident in versus things that are meant to learn
about a new possibility space.

AR ERIE:

BEE—EXRRE. MTAHERSEREAREENBNINZIR, UR—ERILBITHRN? A, 8%
TEE “TMEEEEOTERNNER" 5 "SERFHMAREZENER ZE#HTFE,



[00:31:05] Noah Weiss

English:

| think for most teams, this stuff usually wind up tactically filling up that bucket of, "Let's make the
existing product a little bit better every day for users." At Slack we have this thing we call customer Love

Sprints, which is an interesting way team to figure out how to get this on their roadmap is it's hard to
allocate that work throughout the quarter.

AR ERIE:

FINARFRSHABARN, XERFABEBEEHALBENT “UHEFRESRXAAPEF—aR™ BHENE
Fo £ Slack, ENBE—1M “BEFPXZHHF| (Customer Love Sprints)” MI%AE, XE2—1MNE8BNA%, AR
HRABREEENFTEPRHEXETE

[00:31:26] Noah Weiss
English:

What we'll wind up doing often is have a team do a two-week customer love sprint, almost like a
hackathon, but with that burndown list of what we think is the lowest effort, highest impact changes that
we can make to generate more love from our customers and whatever that feature areas. Then people
just sprint for two weeks, design product engineering, and then you have a bunch of things that you

celebrate.
FhSCERIE:

BINBESMNBILEAREITASHREN “ERAXEHR” , ARERRTDHMN, BHNNE—HENESR,
LFEFHT HEATBANRERE. FMRALE, EELEFEEHNN~m. AR, &it. @, IEAR
S—EARIRE, REMEE SHERKNBRR.

[00:31:48] Noah Weiss
English:

At the end, the goal is to ship all of them. This isn't hacks that you throw away. That's how we end up
prioritizing it off in that work is actually making it this really fun total change of pace throughout the
quarter to not do big feature work that may take months, but to do all these small delightful things that
customers are going to love at the end. That's the other way that we figure out how to balance it in.

FROCERIR:

RANBITERGAAXLNR, XEFRZATNFNIGR AR, XRHERITHER LN —EEBI S
EREE—MIEEEBHNTRER, FHEUSI LA BBNAEGERL, MESHPIEXERTARE
ZEERN. LAmRENAT, XN TFEITEENS MG

[00:32:11] Lenny

English:

| love that. How often do you do these sorts of customer Love Sprints?
R EE:

HERZX e RMIZAEITRZM "B XEAR ?



[00:32:14] Noah Weiss
English:

| would think teams that work on very user facing products do it at least once a quarter. | think other
teams that work on maybe less user facing might do it maybe twice a year. But quarterly is a pretty
healthy cadence.

AR ERIE:

NN TEEERAR R ENEDSEEMR—R. Hitth
Ro BEFE—RE—NIFERENTE,

RIFEEZRER AP T B sE B E M

2

[00:32:26] Lenny
English:

Wow. | didn't know about that. That connects to ... Slack has always been a very delightful product. |
remember early on the animations were so awesome, the little twirly, | don't know, pounds hashtag
thing. It feels like Slack has always invested in delight. How do you operationalize that? Is it these
customer Love Sprints? Is there something else that's just like we need to allocate some percentage, just
make things really fun even though it's not going to move any metric?

FRCERIR:

I, FLABARAEX D XitHER -Slack —BER—HRIFE L ARG~ m. KiCFFHIRLEDEIFEZ,
EEanAB M iEAE R/ NHF S (hashtag) o BT Slack —EHTE “MiRER" ERAN. FINZWMEFERZMA? BREX
L “BRAXEART 13?7 EREFINME, i “RNFESE—ELLFIRGEN, @A TILEEREEE,
BMfEER MR EMIER ?

[00:32:51] Noah Weiss
English:

I would say it's a little bit good DNA of the company, honestly, which is that for co-founders trying to build
a massive online role playing game for many years that was called Glitch and their background was all in
building delightful, playful experiences. Glitch didn't work out. But, yeah, there's a whole long backstory.
But the short version is a tool they had built internally that they then wound up spitting out a company
from which became Slack.

FRZERIE:

EXLWR, HUNAXE—ERELERATNNRER, KERIMABRT ZEREREFA—REZ 7 Glitch BIX
HEZAGREREY, tNEREEXTHES ARG, THERRAEL, Glitch &My, BEE—MRKE
BRINE. BMSZ, Slack RZMNABALN—IIER, BERELR T —FBIBNLQE.

[00:33:18] Noah Weiss
English:

| think that DNA we're trying to build a consumer grade experience that just happens to be for work is
really ingrained in the company. It's also a big part of how we hire. | would say certainly the majority of

PMs designers and engineers who joined Slack had never worked at an enterprise software company



before. It's not like most people had worked at Oracle or SAP, it's most people had worked at consumer

companies or game companies.

RS ERIE:
HKIANBF “ME—EFBEFIENEBRER” NEREZIFERETFAT. XUUESRITIBEMNEBR

o TR, M Slack BIRZER PM. &iHIMA TA2MLUBIMARER WA AT TET. KSHAREXRE
Oracle 8¢ SAP, TEXREHBERATHELLE.

[00:33:44] Noah Weiss
English:

They bring that focus in the spirit and then | would say the last bit beyond kind of the principles and the
complaints-storms and the customer love is that we have this amazing team that we call the CET team,
the Customer Experience Team. They're in some ways the team that is doing our scale at Foursquare is

most often in touch with our customers.
FhSCERIE:

IR T M TR BFRTERU. “BEBXE" M “BERPXE" 2%, RE—xR2, HNE—XTFE
HIEIRA, AUt CET EIRA (BPAIEEIRN) . EREMIEE L, tiIR5%E P E&IMENHE.

[00:34:02] Noah Weiss
English:

From the very early days people used to do CE shifts if you worked in products so that you can actually
figure out what's frustrating, what's confusing. We have a really great pipeline for getting the insights
from the CE team of what are the obstacles, the pain points, the most frequent complaints into the hands
of the product teams to be able to prioritize, to figure out, yeah, not all these are going to move a given
metric. They might not achieve something for the business.

FRCERIR:

MREFE, MRMAES~SEIIE, MMEERECE (BFAR) K, XEMMEREEFEETAES
HEr, FARLAERN. HMNE-EFEEIAE, F CEAMNREIINRER (B, Br. RMENK
) L mEr, UEMITHEMR LR FIHA, HIFMEXEEeEHMGERT, HEBENWSHFRE
Ela,

[00:34:28] Noah Weiss
English:

But collectively, | think the way that Slack thinks about competition is we obsess it about customers. We
build something they'll love enough to tell their coworkers and the rest takes care of itself.

FROCERIR:

BERRE, FIAN Slack HHFREFNHRZ: HMHETEF. HMNWRLILMNEZBESFRAENR
7, FTHBERAZKEIRM.

[00:34:41] Lenny



English:

Speaking of competition, something | wanted to ask you a bit about. Early on Slack was competing
against this product called HipChat and that's actually what | used at our startup and we love HipChat. It
was so hilarious, just these memes everywhere and their billboards are amazing. But then Slack ate their
lunch later on. I'm just thinking out loud, discord feels like that was the big threat and how Microsoft
Teams obviously.

FRCERIR:

WERSE, HARR—a. 28 Slack WRFEIF 22— HipChat 8975, BRI EL L ABFERNF~
fn, HANJEEW HipChat, BIEFEIER, FINHMLERIBE, MW SHEBERE, BEX Slack &4 7 11189
Mm%, FETERE, Discord BREEE—NERBE, HAXEEBIER Microsoft Teams,

[00:35:03] Lenny
English:

I'm curious just how you think about competition and even just what you've learned about working in a
space where there's a lot of competition and thinking about that long-term and even short-term.

FRCERIR:
HREMEMRBMNAEFTREEHN, URERFHZIETNTIE, M8 TRANEHZSEWLELS?

[00:35:12] Noah Weiss
English:

Yeah. | mean each of those is an interesting mini lesson learned about those. | think the through line for
all of them | would say is still the max that we have in trailing, which is we're customer obsessed but
competitor aware. | think it's a little bit different. | think some companies are like ... | don't know, Uber for

example, | think was notorious competitor obsessed and they tried to delete customers when they could.

AR ERIE:

=8, S—TEAME—TNEEBNHEL. TANNRFHPNELNARKINEN: mEFEF, BXE
REWNF. HANAXERTE. BLEAF, il Uber, B “MEXTFREEXNF MER, WIEESEAEK
BERTEHE PR REXNFHEF

[00:35:35] Noah Weiss
English:

| think HipChat. | don't think Slack sought out to kill HipChat. At Foursquare we used ... | think it was
called Campfire back in the day for the 37 singles people. It was a whole generation of those products. |
think Slack came along and | think they had a couple of innovations. One was they had a great mobile
experience that synced across every client. Search actually worked and then they brought a lot of the
best parts of consumer messaging into the workplace like the emoji and reactions and all those bits.

FROCERIR:

%F HipChat, FFRiAN Slack WEIREREE. 7 Foursquare, FK1HETAME Campfire (37signals A7~
m)o MEEE—AIEN~m. FKIAN Slack HIMEHRT —Lolf: —FRERBELENBEMIRAR, ATUE



FrEERIRRY; —ESERIEENGTH;, ZReBERSEEEZENFZMA®E TR, LbiXRBEFS.
Bl (reactions) 2%,

[00:36:04] Noah Weiss
English:

| think it turns out that if you're 10X better on a couple of those axes, then you can see a huge change in
behavior. | think that's what happened with that move from the HipChat Campfire to Slack world.
Discords interesting. | mean we keep aware of Discord. But it is so much more focused on the consumer.
Originally, it was [inaudible 00:36:23] out for community space. | think at Slack the lesson | would have, |
think we learned in a good way is we've always really been focused on groups of people who are trying to
do work together.

FRCERIR:

EXIER, MRMAEEPLNEE ELLRIAL 10 5, MREBIAFPITANEARET. RINAXHMEM
HipChat/Campfire #%[a Slack t#t RH/REA, Discord RE#, Hi1—BEXFE, BEEZTITTHEEE., |RVE
BRAHXZTEGITH. £ Slack, HEIFINE (BERE—MEMRNRE) 2 BITBKTFFILHE—ET
TERIBEIA,

[00:36:33] Noah Weiss
English:

That winds up being a completely different audience to build for than communities. | think that focus has
been really helpful and | think Discord's amazing and many people love it and the people who use
Discord certainly use it in very different way than people who use Slack at work.

FROCERIR:

NITEB B RSN XEEFERRETERENZ R, HIANAXMEFIEFEH R, Discord Bi%F, RZA
ENE, 1BfEMA Discord WASTEIEHEER Slack WA AR EEAXFHERE,

[00:36:49] Noah Weiss
English:

I think Microsoft obviously has become over time the biggest competitor there. | think the origin of Teams
really was a defensive move for them to protect Office because Office is an incredible, very profitable
monopoly in the productivity space. | think when they built Teams it was more of a covering their flank
versus Slack on the ascent.

FROCERIR:

HIANBEERBINER, MREABERARANRSENF. Teams BEZIRSEFR L2 T &RIF Office M
B EEEE, FR Office EDREFANMHR— ML NIFENEMEFEENZEm. FHIANBMIIEE
Teams BY, EZREHT1E Slack IFEEFH#E1F B 2 HIMIE,

[00:37:10] Noah Weiss

English:



| think as Teams has evolved over time, it's become much more of a video conferencing product that
competes with Zoom and Google Meet. The people who use Teams use it completely different than Slack
where you live and breathe and channels and work and workflows all day long.

AR ERIE:

HINNEE Teams NELE, EEALTRERE—RMMKIN™Mm, 5 Zoom M Google Meet %, FH
Teams A S5 Slack IASTEARE, £ Slack 1, {REEXEIVIIENE. TIEMIIERT.

[00:37:25] Noah Weiss
English:

| think what we've seen there too is that a lot of our customers, they happily use both. Most Fortune 500
companies have either a subscription or a Google Workplace subscription and all of those customers who
use those also use Slack. We like to say that Slack is this connected tissue that makes all the rest of your
tools that much better.

FRCERIR:

BIMNLED, REEFRANMRMEAXAE, KESUWE 500 BREEABTMRITH, EAE Google
Workspace iTi5, MXEEFHRBERZ ATEFER Slack, FN1EIR Slack @XM “EiZHAL” , SHEILIRFR
BENHMTATEET.

[00:37:44] Noah Weiss
English:

| think there we've taken very much an open ecosystem and platform approach and we've just been
focused on how do we keep building the best version of what Slack can be as a new category of software
for our customers and staying aware of our competitors, but really obsessed on what are the new ways
that we can delight our users as the years go by.

FRCERIR:

EARSE, HRIFIMTIFEABRNESRAMNTFARRE, RIT—EZETTFNRAZTFAFEME Slack FAH—T
MEANMENRERDE, RENEFXNFHNXE, BEEMRTREREIERS, F)seRMLRH7 VRN
AR

[00:38:04] Lenny
English:

Slack is a big-ish company within now let's say a big company. But it feels like you still are launching
really interesting stuff, you launch huddles, clips, there's this Al stuff coming, sounds like. I'm curious
what you have done at Slack to enable these sorts of zero to one bets and what you've seen is important

to allow for innovation along those lines.
R EE:

Slack ITER LR B —RA QB A —K BEAQRF" . BREMINNDATELAFIEEEENKRA, bl
huddles. clips, WrigRitH Al EXEIRAZRMEL. HRBRE, RI1E Slack T HARZHXM “M 0 Fl
1" BE? fRANAERELEAFEH, A7 EREER?



[00:38:26] Noah Weiss

English:

| think maybe we're all a little self-delusional, because | think everyone who works at Slack likes to think
that we're still at a small startup. | think keeping that spirit alive, honestly culturally has been a big part of

it. | think going back to the principles early on, one of the ones that we did talk about, literally one of the
actual wording is take bigger boulder bets.

AR ERIE:

BROTFRNBESR “BERMEE , ARNEIEE Slack TENEMABEICAARINMNAR—F/NETIA
gl BXLY, EXH LFEEXMBEHEEETEEN—HD. DI2MMEN, FMNMBEIN—DEN, FER
B “HITEKREN ‘EBLK #F (Take bigger boulder bets)” &

[00:38:43] Noah Weiss

English:

The idea there is that it's really easy to fall into the trap of just constant incrementalism. The concept, it's
like a feature team and you have like a KPI and you feel like your whole life is measured by that similar KPI

going up 1% a quarter and then you lose sight of what's beyond the horizon. We have this mental

metaphor that we talk a lot about getting to the next hill.
R EIE:

ZDIERRE, MIRBZBN “Fou#E X" BEH. tbal— P IhaEEE—1 KPI, fRIIFIREI—EEIER
BIEEEEK 1% B KPIFRETE, ARIMRMERIMTEZINIARAET . RNE—TEBRIERIOERR,
it “BIE T —EEWLE" o

[00:39:07] Noah Weiss
English:

The idea is that if you're in a mountain range and you're maybe in the little valley, you can see what's
right in front of you. But you have no idea how tall the mountains are behind. | think teams can often get
lost crawling up that hill, not realizing that there's a huge, incredibly beautiful range behind it.

AR ERIE:

XMEEE, MRMFEELLKZS, FE—NMNURE, MEFHRAINKRR. EMFANEREANLES
o WINNEIZEEIRRERENERET, MRERIREEESE—HIRELIAILLK.

[00:39:26] Noah Weiss
English:

Take bigger boulder bets. Get to the next hill to see what the horizon wants around you. That's how we
think about it strategically. Then | think structurally the way we've approached it is that we've over time
freighted new teams from scratch that incubated in a new area before the area mature. We did that with a
lot of these native audiovisual products like huddles and clips really in the pandemic because our
customers were demanding it from us.

FRCERIR:



HITEARER “BRL” 1. I3 T—ELE, EERERNMTEARTAFN. XMBRIEHELERNE
B EEMLE, BAMHECER, MENREIRNER, RNMBHRAZFRE, EXLETRNMLAZBMHEITH
b 7ERiEERE, BATSTMIFZRESWIA~m (U0 huddles # clips) MEBXAMB, EAZFAJRKITEXL

F Ko

[00:39:49] Noah Weiss
English:

They were like, "We love living in Slack all day. But we feel disconnected from our teammates when we
can't be in the same physical place. What can you do to help us?" That's where that came from. | think in
the Al space now, it's a similar thing, which is what we're trying to hear from customers. What do you wish
Slack could do if it had these new superpowers? Let's incubate a couple teams, a prototype there and
then figure out what can get to real product market fit.

FROCERIR:

il “FNERBXRFFAE Slack Bo BHRNREER—TETRE, RITREISAERERETERR. R
MREMMEE T ARFENTAID? * KB XEINEEMIER, FIANEIERN Al THBRRMBIER, FHAEXE
HIAEFBAES: MR Slack BB TXEHP “Bee" , MBZCRMMAA? iIEFNTELILER, H—
JREY, REEEMTAREERE ‘TamHlic (PMF)”

[00:40:14] Noah Weiss
English:

| think when we have those teams, | think it's important to just give them space to run, to give them ... get
a gel free card for maybe the normal process of, "Okay. Our planning quarterly reviews" and make it feel
something that is the pace of learning is what matters. How fast are you prototyping, how fast are you
learning from users and then getting to do that publicly and pilot and then get something to launch that's

amazing, blows people away. That's the formula that we've seen.
FZERiE:

FIANSAEXLERA, E2NZLMINFRN=E, Lth]—K “RIEEHE" , ILWITATUBEERNZE
EIERE, itt1RE “FINERE" FERREEN, MRERITHEREESZIR? (RNBFRIBEFIMERE
BER? RARAFHITEHR, REHEE-ESARK. AR —=HARE, XMERNSEHHAH.

[00:40:43] Lenny
English:

This episode is brought to you by Vanta, helping you streamline your security compliance to accelerate
your growth. Thousands of fast-growing companies like Gusto, Com, Quora, and Modern Treasury trust
Vanta to help build, scale, manage, and demonstrate their security and compliance programs and get
ready for audits in weeks, not months.

FRCERIR:

AN Vanta #5B), EBEIMREIHXREEFRE, MRLSEEK, HTFRPEREKHLQE (30 Gusto. Com.
Quora # Modern Treasury) {5ff Vanta, #EBift{ 192, ¥ E. EENBTREZE2EMITR, HEJLA (M
ENNB) AREITHIFES.



[00:41:01] Lenny
English:

By offering the most in-demand security and privacy frameworks such as SOC 2, 1SO 27,001, GDPR, HIPAA,
and many more, Vanta helps companies obtain the reports they need to accelerate growth, build efficient
compliance processes, mitigate risks to their businesses, and build trust with external stakeholders. Over
5,000 fast-growing companies use Vanta to automate up to 90% of the work involved with SOC 2 and
these other frameworks. For a limited time, Lenny's podcast listeners get $1,000 off Vanta. Go to
vanta.com/lenny, that's V-A-N-T-A .com/lenny to learn more and to claim your discounts. Get started
today.

FRCERIR:

WA RZBENRSFMIBFESS (30 SOC 2. IS0 27001, GDPR. HIPAA ), Vanta FEEIATIIRGINERIG
KEAFNIRE, BIUSKNEIRE, BELSKKE, HS5EFEBEXERIERE. 83 5000 RIRRHEN
AEIfER Vanta £ SOC 2 M EMIEZRS RN TEE MK ZERSE 90%. 7EREMNEIA, Lenny HEZERIFTARE]
LIZ% Vanta 1000 ETHILE, A8 vanta.com/lenny T B ZEEBHMEEN. $XFHAFAFIEME,

[00:41:39] Lenny
English:

One of the things | love learning about from product teams is their unique rituals and traditions. I'm
curious what's maybe the most interesting or unique or fun or funny ritual or tradition on the product
team of things you all maybe do regularly?

FROCERIR:

HEERE~mEANT BN —EME2 RSN ENES, JRRBAE, FRNO~mET, KB,
RIS RBRNERFTHNAHERZEHA?

[00:41:56] Noah Weiss
English:

One of the things that we do, which is always a little bit funny, | mean, it's more of a emotional thing
rather than a practical thing is that at all hands we'll often wind up taking specific tweets that people had
about the product and Twitter. People say the craziest thing sometimes. Sometimes they're really
heartwarming like customer love, but often it's just the meanest, most frustrating complaints that people

have.
FRSCERIE:
BB —GE22EAEX, SHEZEXEAMN, FNREBE=RLEN, #2EfRIT k= (All-hands) Lk, ]

ZEIPE—LEANE Twitter ERHBRIX T REMTEHRX . AMMTERZIR—LERTIENE BREIFERD
MEFAXY, BEEERAMURENRZIE. RS AHEENKIRF.

[00:42:21] Noah Weiss
English:

It's honestly meant for us to just have a pulse on, we're at people actually saying and feeling in the wild
and not thinking too seriously, but keeping that sense of ... | think that the distance you have from your



users as your user base gets more and more diverse and larger | think can make it harder to actually
develop the product because you're not designing for yourself anymore.

AR ERIE:

ERR, XRZBATILFAHEERKE, TRAMNERLERPRRERLEFA. BRI TH4. HMFEK™
R, BEFREERM---FHINH, BERAPRRSURMSTNEKR, R5AFZENEBSZILIREE
A& m, BAMRFBRENBEEIRIT T,

[00:42:41] Noah Weiss
English:

| think all the ways that we help keep people grounded in what are actual users actually saying. That's
one big way. The other that reminded me of which is actually probably better, maybe delete that last one

because it's kind of boring.
R EIE:

FOANFTE XL NERRER B A IRIBESE, TRRASSAPNEAESRZE. XBR—TMEENG X 5—MHREE!
BY75 APIRERESY, BIFH=RIZA ARE, RABTE KT,

[00:42:55] Lenny

English:

No. It's great. We're not deleting nothing.
R EE:

T, BMREF. Bl AEAM

[00:42:57] Noah Weiss
English:

Fine. Usability. I'm a big believer in you want to be data-informed, but you don't want to be so data-
driven that you actually don't have a pulse of what real people feel when they're using your product.
We're really big into user research, not as it gives you the answer, but it helps at least pose a lot of
questions for you when you watch how someone actually uses the software.

FROCERIR:

P8, XFEIAM, RRBEMEZ “UHIERNSZE (data-informed)” , BRERBIBER T RLRZFEE
SRAPAERAFMENER. HMNIFZEMRFHR, FERRNCRERSAIRER, MIBLHRAERI AWML
PRERIRMEEY, EEDREREMELRS R,

[00:43:21] Noah Weiss
English:

Historically, it's really hard to get PMs, let alone engineers actually attend user research sessions. What
we wound up doing, especially in the pandemic when we first went remote, is now you can dial into

usability sessions and to make it really attractive for the team, what we would do is have people live in a



thread, write their real time thoughts of ... so painful, how they use that, or | can't believe they missed

that, or, oh, that gave me this idea from seeing how they were doing that to do this other thing.
R EIE:

MFAEELE, RELPMBMAFRAREIN, EFRARIENT. BISRLNMER (B3R ERIEHREZA]
NIFFEZIEDAR) , MEMATUBATAENXZN. ATILENBANEERSI, BITSUEARE—
Slack 5 (thread) ESERSE THIAVARE, tbal: “XBET, MNEATER" , HFE “BABHEEM)
IR TN, WE W, BEMITBFHRE, ATRME—HEHRE

[00:43:50] Noah Weiss
English:

Then you wind up having the PMs, the engineers, designers and the user researcher all in one Slack
thread live, responding, reacting to usability session. Then suddenly that thread becomes actually the
best source of truth for the research report that then gets written up.

FRCERIR:

Ak, %I PM. TREM. KiHMAAFAREEHER— Slack SWEE, SCESIENAREATAENIR, =
Azial, BMIRERA T HEEES WM RIRSRESLFKIR.

[00:44:06] Noah Weiss
English:

But | think most importantly, it gets the team almost like the complaint-storms, but actually watching
someone else do it in the shoes of an actual human being trying to use the thing that you thought was so
brilliant and yet has all these flaws. It's humbling. It's filled with humor and also it's I think really
constructive for the teams to do it that way.

FRCERIR:

BREENE, BLEAK Gif VERNE" —#) EEEE— T EBANAE, WENANERHEABD
RARIERE LG, MFEABREHOFRAE XIEARSRD, 7R 7TWAREE, MEFTANNZHSANEANEFEEE
gt

[00:44:27] Lenny

English:

| was going to ask where they actually share these thoughts. In Slack makes a lot of sense.
R EIE:

BRERMNEREMBENZXLEREN, £ Slack EDZHELFEEHE,

[00:44:31] Noah Weiss
English:

Yeah. I mean it turns into a report at some point, but literally just link back to the original thread and then
you have 100 people's reaction as the report is ongoing.



2. ERAITBM—MNIRE, ERIFHEEEIRIGINE, MAMEERSEMRIEFEE 100 MABK R,

[00:44:41] Lenny

English:

If only there was a Al tool to summarize all of your thoughts.
R EE:

ERE—NA TEBERERMBNEEMT 7.

[00:44:45] Noah Weiss

English:

We've got a prototype for that. Hopefully it'll work well enough that actually be useful for customers, too.
R EE:

BIBEE—TRET, FECRIGTEEBY, REABENEFER,.

[00:44:51] Lenny
English:

You tweeted once about how ... | think maybe around the time you joined Slack around 2019 that the self-
service business of Slack basically plateaued and it wasn't clear why. I'm curious just what that period
was like and how did you get to the bottom of what was going on and turn things around.

FRCERIR:

MBLE AT —FHEX, REIARLIEIR 2019 FN0N Slack 7i/G, Slack WEBNARS WSEAR EENTEH, ME
REFHR, HREMEMERAAR T AFsy, (RIISNAERERHHREEY?

[00:45:09] Noah Weiss
English:

Yeah. It was actually a couple years after | joined, but it was a point where | was focused on the self-
service business because we had this period with Slack where | would say maybe 2014 to 2017 where it
was almost all self-service and it was just growing like gangbusters. Then we started spinning up the sales
team and an enterprise team. We started focusing mostly on that.

FROCENIR:

2l MR ERERMN/LER. SR EETEBIRS IS, EA Slack BEHIT—REHE (K£92014 F
2017 ), NF22ERS, MEEKBLRERE. ERFNVTFHARFEEANMEILEI, HERED
¥R TARE,

[00:45:30] Noah Weiss

English:



| think we saw the team that was working on, but it was primarily the company's focus was all driving
enterprise deals, getting to that next level of maturity. Then in 2019, | think we started to see that when
we looked beneath the surface, the fundamentals of the self-service business weren't looking as healthy
as they used to be.

FRCERIR:

BAXEHNEARBYRS, EQAANELETERENTEWERS, EXESRRHIMRE, 27T 2019 F,
HNFBEI, BIREELRR, BHRSISHEFSEEERNGURMBARET .

[00:45:50] Noah Weiss
English:

| think the biggest thing as we dug into it was a little bit to what we were talking about earlier with the
motivation and complaints terms is it was getting harder to understand what the next generation of Slack
customers really wanted from the product. Whether you're thinking about this as crossing the chasm or
moving from kind of early adopters to the needs, the more majority or later adopters, | think we're at that
point where not every technologically sophisticated company on earth was using Slack, but most were,
and we were getting into a market that customers just had different needs. They had different levels of
sophistication.

AR ERIE:

FIANERITRNARY, RANLI (BRERNZAHEHNENAN “BBXNE") 2. HREEEET A
Slack P XM mIVEIERR. TIRIFEMA “BHELE" , ERMEHERAERRARDNEHRAE,
FIAARNERELTEFE—IT R MK EHIFSREAREHNABEEER Slack, EXZHELERT,
MIFMNEEHAN—NEFFRTETRN TG, WINERARAES TR,

[00:46:24] Noah Weiss
English:

We did a lot of user research. We looked at all these cohort curves, which you can imagine suddenly
they're like, "Huh, they're not as healthy as they used to be like. What's going on?" | think we got a bunch
of insights from it. But | think really what we want to change about how we were operating was instead of
to continue to try to optimize the things that had worked over the last couple years, we said, "Okay. Let's
throw the whole roadmap away and instead let's come up with a bunch of hypotheses about what could
be new levers that could actually help based on the insights that we now have about the next set of

customers."
FRSCERIF:

BT RENBFHR. BIMNEETFAENEFH#Z (cohort curves), RAJUER, RAXIMENFEHIU
AIARARRERT , AXKERER: “B4lEE? 7 HMMPRETREZRER, BN, RBEEERENEEE
A BIABREMUIENFETZAERNAA, MEiR: 8, RN NREE, RIEKNIE
XN —HEANRER, BRE—RIIXT WERIFRIREELEER BRig”

[00:46:56] Noah Weiss

English:



"We're going to try to quickly learn which of these levers are real and which of these are just totally off the
mark." We had to say for the next six months, we're probably not going to drive any impact at all. It's only
going to be about learning. But at the end of that, hopefully we wind up finding a couple different levers
that had years of room run and that's what wound up happening.

FRCERIR:

BT RE T FEMEATTEESED, MEREREDR.” FRITFFRW, EETREMAE, A
RERERZFEEALSENE, W—HNERMEF. BERZE, FERINERILNAIUBSRLEERS
FRVHIIIAT. 25 RIS,

[00:47:19] Noah Weiss
English:

We wound up doubling the rate of our new pay customer growth in the year and a couple years after that
and accelerating the self-service business. | think it really came from stepping back, being humble, not
feeling like we deserve to have every company on earth sign up and then figuring out how to optimize for
learning. In the long term you could get the impact.

FROCENIR:

ER—FURBENNER, RITERABRZANERERET %, FMERTBEPRS LS. ANXEER
FRE—F, ®REHRD, FRSHK ESRABMEBEMIAANZIM, ARFERMEHI “F37 #TMH
o MKIERE, FRAZRFISENE,

[00:47:39] Noah Weiss
English:

But knowing that for the next couple quarters we're going to sacrifice impact for the sake of learning. |
think that was a good muscle to build, but it was definitely not easy to do at the time.

FRCERIR:

BERA, EETRONVIZER, HNBEAHTEIMBRLSREMm. HIANXZ2—MRIFAVRE, BEHE
HBRAE ZHME.

[00:47:49] Lenny

English:

Well, the story begs the question, what are the levers that worked? Whatever you can share.
R EIE:

BA, XMEESIHT— A BLEATMHEERT? TR UD ZHERRIK R,

[00:47:53] Noah Weiss
English:

One of the big things that we wound up focusing on is what we talk about is comprehension, desirability.
The fundamental challenge | think for new users or new teams using your product once you get past the



kind of tech early adopters is do they comprehend what this thing is for? Do they understand how it
works? Then desirability is why should they care? Most people at work are not like," Hey. You know what |
want to do today is start using an entirely new tool and convince all my coworkers to get on board.

AR ERIE:

BIRAXEN—AESERNIFMRA “EBfZS (comprehension)” #1 “SBEE (desirability)” o FIAA,
—BHE TRARERAE, HRAPIFENERFFRNBASEET: MmiERXAARSTHANG? i
A ERMNMEENIG? MEEENR: MITATAEXOE? AZHMEMERSE: 1B, MIEKSK
B AR? BEFBRER—I2HNIA, HiRREFAENREEHMNGEE,”

[00:48:22] Noah Weiss
English:

That is not part of your job. Your job has goals and measurements and everything else. Really ...
understanding that. How do you push on that in that new user experience? It sounds maybe a little
ludicrous, but Slack always has a free product. Obviously, there's a free tier that you can use, but we had
never actually figured out a trial strategy where we actually gave you a taste of the paid product.

FROCENIR:

BAZMIIEN—EBD. MIIIFEER. BERFEF, EEEBX—~RER, MUOAEHAF AR
HX—R? XIFEHRAIEERRE, B Slack —EER%E"m, EAMAUERZEERS, BRNUTMMKE
[ERIES—MiLfR “S8" (J28~ mAvid AR,

[00:48:44] Noah Weiss
English:

Either we're on the free tier or we get to pay for the paid tier. And that wound up being one of, | think the
Ripest veins is figuring out how to give people a taste of the full premium Slack experience so that they
would never want to go back and doing that in a variety of different points in the customer journey. Then
I'd say the other biggest thing | would call the one out is we really need to figure out a new north star

metric for motivating the teams across Slack.
R EIE:

UAREATEREES, BAMBHERIMEER. HANRERNERZ—MEF A BNAILANFETE
B9 Slack @4I08E, LB EAERZIEE, AEFFRENSE I AETREEX—REE. 5—HREEN
FE, BNFBEHE—NIH AREFT KA Slack BB MHF.

[00:49:09] Noah Weiss
English:

At that point in time, we basically had paid customers and then we had creative teams, which is the very,
very beginning, very, very end of the journey. We did a lot of quantitative research and data science and
wound up coming up with this new metric we call successful teams, which is a little bit ... | feel a lot of
companies have this Facebook, I'm lucky number seven or whatever it was.

AR ERIE:



48, HNEXLERE “NEZFR” M “GUERN XWNMET, XO5ERENRFGMNERE. HI8MT
RENEEMRMBIERFZDN, REARET—1MR7 “HIHEPR (successful teams)” BIFHEIR. XA RK
RELEEERIAFIEIR, LU0 Facebook B “7 XN 10 MFE” ZHEH,

[00:49:28] Noah Weiss
English:

Where what we found was that if you could get five people using Slack, the majority of the work week to
just communicate at all, that would be a successful team there were going to be 400% more likely to
upgrade over the next six months. That seems like a very low bar, five people to use Slack throughout the
work week, not even every day. But it turns out that if you could get that level of critical mass the rest
would take care of itself.

FRCERIR:

BIVEI, NRIREELL 5 PAETEAMNASHRIEIEMER Slack #TEAAXNEE, BHRE— “BINE
P, ITERZE TR B AARATEEMSIE 400%, XEERIIGRE—D5 MPATEIEARER
Slack, EERFEFKRE A, BFELIA, MRIFERIXMEZEN “XBMRE (critical mass)” , ®THE
BMEERRE,

[00:49:54] Noah Weiss
English:

We wound up motivating not just the team that was focused on self-service but all these other feature
teams across the company to drive more new successful teams, knowing that if we can move that which
is much earlier in the funnel but not a top of funnel metric, then it would actually drive upgrades and paid
customers and thus revenue long-term. That was a huge turning point for how we rally product teams
around somebody to actually drive that self-service business.

AR ERIE:

BINERERMUEM T T ETEMRSHEN, EHB T 2ABFMEEMINERNEENESHE “RINH
PA” o FRMAIE, WMRIFAVEHEDXDMATRI ZHHEX A RIRAIET, BAMKIZHRE, EFEIE#EDD
AR, BN ERZTAHEREN. XRRITINAEL” REAREEH#R B BIRS L SH— BRI =,

[00:50:22] Lenny
English:

Man, this feels like its own podcast. Just to analyze the things you learned down this journey, and there's
so many takeaways here. One is just the importance of an activation metric that is predictive of retention
sales. It sounds like you landed on five people in a company like DAU basically for a week, something like

that. That's awesome.

RS ERIE:

it, XA IR —EIER T (MO IREXERIRIETEINARA, MEXASHUEENS, H
Pz —MEBECEEITNERY, CRETNBENHEE, ITRERMMHBENEIRR:. —KATEE5 A, EXE
FE—RARFESEX (DAU), EMUXHE, XIET,



[00:50:40] Lenny

English:

Then the other interesting takeaway here is I'm actually doing a bunch of interviews with founders of the
most successful B2B companies and interestingly, not all, maybe half are like, "I still don't think we have

product market fit. They're at a billion dollars valuation growing crazy." They're like, | feel like I have
product market fit with the current users but | don't with the people | want next.

FRZERIE:

F—NEENLIE, RSEXRIFTRERMKINN B2B AGMNEIBA. BBHNE, HIEFMEA, AlEE—+H
2 “BIMATURRNRE T =@mmHREe (PMF),” REMINMGERSZAT 10 2&BB K7,
15E1E: “BRF/ENMEAFZXET PMF, EXHEEENT—HARELE.”

[00:51:08] Noah Weiss

English:

That's exactly right. | think that's exactly right. | think of product market fit is almost like you keep
stacking these S-curves where you get product market fit in a small group and then you suddenly reach
exponential growth because you can crack that coal group, that type of audience, but then you start

declining because you start hitting the ceiling of, we've got in, | don't know what it might be every
development team in the US to be using this product.

FRCERIR:

T2IEM. NN PMF SLERRETMESEE S #hsk: (RE—NNBHATZEET PMF, ARREANKG T B MLOE
FEHRAR, RRAKMTIEHRRIEK; BREEKABKE, RAMEETXER, LiNeXEFRENHLE
AAEBELERERAX TR T o

[00:51:30] Noah Weiss
English:

Then you jump up to the next S-curve, which is like how do we get technology savvy teams that aren't
developers or how do we get people who are in large eventerprises who are outside the US. Each become
new curves that you have to build product market fit for. | think it's just all a huge exercise in being self-
critical, being humble, not presuming that you've cracked this thing forever and keeping kind of a very
beginner's mindset of what does the next audience need. "

FROCENIR:

PAEIRBREI T —5 S #h%k, tbin: FTMALIFEFRENRARANBERE? HEHNMOFILEEUIIK
BRVAFREFERE? S—FMGBEZMREMEIL PMF, RIANXENIERESTERMIT. REFRD.
FIgECELXKTARTHE, HRE—M “PFELE , ZRETHMRRAFEM 4.

[00:51:58] Noah Weiss
English:
Your previous audience. Didn't need it all.

FRCERIR:



MRZ BB ARFIREIR AR FEEARLE R,

[00:52:01] Lenny
English:

If you think about the pie chart of what you had to change to make it work, how much of it was it
messaging, positioning, onboarding, optimization versus product features?

FROCERIR:

IRREE—TATILERKMBIMENE, EFEZLUAIRXTXE. Efl. HIFISMMRL, XB
Z O RRT - mINEEE S HY?

[00:52:10] Noah Weiss
English:

| would say maybe 60-40 in the sense of the early journey. | mean not just obviously positioning
messaging, but the entire experience of unboxing Slack if you will with your team. We called it the day
one journey, but extended to really kind of day 30 in reality and it's a single player and multiplayer
experience. It is really complex.

FROCERIR:

EIERHRIERARLZE 60 b 40, HHBRRE, TMIRBEMMXE, EEEMME—E “IFFE" Slack B9
BAMEY, HNT2ZA “F—XRikE" , BRMFEEMFEITE 00X, XBEEAKBREES AKX, EHEIE

=
mEZ,

[00:52:33] Noah Weiss
English:

But then | think what we realized was you can make that incredible, but if fundamental parts of the
product were missing that would make it comprehensible to the next audience, then you're going to have
problems. It sounds maybe impossible to remember, but Slack used to not have wizzywig message

composition.
FRZERIE:
BEFRHFNZIRT, RAUES|ISMISIFELE, BUR~miRD—LEaIE T2 RIEENEMESD, (RE

ERBIRM, IMEITERFTEMRIUEE, B Slack UAIEEE “FrllBIFAE (WYSIWYG)” HYEBRIETNARE
B9

[00:52:53] Noah Weiss
English:

You used to have to use mar, down. Making that wizzywig was a huge boost making mobile work offline
so it worked no matter where you were in the world was another big one. All the things about configuring
your sidebar notification so that as you scale it you should just Slack it and become overwhelming. Those
are some of the foundational product investments that we wound up making so that next generation of
Slack customers could get value and not be overwhelmed or daunted by it.



FRZERIE:

fRUABIIER Markdowno SREL “FRILEIFRE” B— 1T ERXRBVEH; iLBMiEIFEATIF, EHEMHFE
S ERREER, BAR—MEXRMH, TEXTEEMNDIZEMNFAAINEE, XFSRMET KB, Slack A
SLEREANERR, XEMERANNFRELMEIEMES RGN, UEF— Slack EFEBRENE, mMA
SREITHFEREME R,

[00:53:22] Lenny
English:

Maybe one last question along these lines, people look at Slack as maybe the first major product-led
growth success story and they always look at Slack of like, "Oh, we just want to grow Slack. Let's see what
they did." For people that are studying Slack's journey and success, what do you think Slack did right
early on that maybe people don't recognize or don't appreciate enough that founders today should be
thinking about more so versus just like let's just make a freemium product.

FROCENIR:

XFXGEKRE—MEE: A1 Slack A —1MEXRY “FmEgRK (PLG)” MINESM, =225 E
Slack #t:  “Hk, AR Slack BIFEK, BEMIIET 2" X TFILEHZ Slack HEMBLIIBA, R
AR Slack 2HMM T H4, BANMNAELKERIRIZLZELTEBEMDN? SRONBANZESHTBE
4, MAMUXZ UEBENE— P RHEEE~R ?

[00:53:48] Noah Weiss
English:

Right. | mean, | think, maybe the most telling thing is when Slack started, certainly when | joined still, |
don't think a word or acronym product-led growth existed. It wasn't like we were really good at taking
this playbook and applying it. | think it was more that whole term of art became a thing as maybe many
other freemium SaaS products took off.

FRSCERIF:
R, B8, iFRECIRERIEMNE, Y Slack FFHARY, EEHEBRMAN, HEBRIAN “RIREK (PLG)”

XMAREE BEFTE. ATBRRMNIFFBRERZIMREHNAE. RIANESHE, METSHMEE
18{8 SaaS FmAvEE, XPARIEA BT —PMRITIE.

[00:54:13] Noah Weiss
English:

Not to be repetitive. But | think the core of it really was building a product that customers loved enough
that they would put their own social capital on the line to get their coworkers on board 5 to 50 people." At
the time the biggest company | imagined using Slack was 50 people because | don't know how this is
going to work beyond that, maybe it'll become pandemonium. Obviously, that was the initial, | think real,
real strong product market fit.

FRCERIR:

AEEE, ERINAZOHERHMET —NMLEPEBREEN~MR, UETHNEERLEESH “HXRA
A, KGR 5 F 50 MRISFHBIMANEHEK, HEKEBROER Slack WERALREEMZE 50 A, RAKFHE
BIXIMMEZERE, BIFRTE—EE, B, BERVELER. FERINH PMF,



[00:55:11] Noah Weiss
English:

But the other bit which then was what powered the enterprise business was teams of 5 to 50 people who
worked at larger companies. | think what wound up happening was that you would have teams that was
independently at a company like IBM or Disney or Capital One or whoever it might be, or Comcast
discovering Slack using it for themselves because they thought it would just make their working lives
simpler, more pleasant, more productive, and maybe not even know that anyone else at the company
was using Slack.

FROCERIR:

BiEXiERt I SESHE—EnE, BBEEREATIERN S5 E 50 ABE. ERRXERNERE, 7 IBM.
B, F$—&A (CapitalOne) HEFRHHF (Comcast) XEFHNABEE, 2B —LHPAINIILZIT Slack #
FeaER, RAMIESXEILITEERE. BERk. Ea¥, MEIEETRERNELATSEREHMATER
Slacke

[00:55:39] Noah Weiss
English:

Then by the time we then scaled our enterprise sales team, | mean, truly the exercise initially was just
take customer domain, sort by number of active users and call them in the order of that which is, "Hey, by
the way, you have a couple thousand people actually using Slack at your company. Do you want to think
about a broader deployment or controls or analytics?"

FRSCERIF:
URRNERT AW HER ISR, RYINECEELHE: FREFEE, XA R, ARRIFE

GFTERIE: IR, IM@ER—T, RMIARKELEE/LTAEZER Slack, fRMITBEE—TEAMRINE. E
EEOTIIEES? 7

[00:55:59] Noah Weiss
English:

| think that was it. That's consumer great experience that customers love enough to get their coworkers
on and pay for themselves. Then at enterprise companies like having a bunch of different flowers
sprouting so that eventually you could roll up an enterprise-wide deal and then was all the tactics. But |
think that that was where it started.

AR ERIE:

RINAMEXE, BRIULEFEZIRRNRAEHRHABEEENEELASHAL, AREELVAL, mMEE
FREMBEEAEHES, REAMAUURELER—TM2ABEENRZ. B THREEARRRT, BFRIANX®
IEE_t}JEI‘Jﬂlﬁxo

[00:56:20] Lenny

English:



The way you described it at the beginning of make a product that people want to share with their
colleagues reminds me of a ... | was just listening to an interview with Seth Godin who's this marketing
legend. | think he has a new book. He is on every podcast. He had this really great quote that the products
that win are ones that you want to tell your friends about.

FRCERIR:
R—FHEHERR “M— DM AMTERZLRENS~m” , EHREET - RNIF T WEHESFAY Seth Godin Y

FKifjo FAME T —AHB, FLSMER. E—FDEEENRES KREKMN~m, EBEMBSEFALR
A9 G

[00:56:37] Lenny
English:

It's a really simple concept. Basically, it's like it's word of mouth is how you have to win. But | think that's
so true and every successful company | talk to ends up being like, "We just want to build something
people want to share with their friends," even if it's growing in some other way, SEO paid feels like that's
always at the root of it is you just want to tell your friends about it because you love it. Slack | think is a
great example of that.

FRSCERIF:
XE—NMEEGBENES, B L, OEMIMERNAR. RIAANXIEFERH, BXIKINE—KEIHA

BIRAHZN: “BINIRAZRM—ENTESELAANAA” A28 HMA (W0 SEO T &)
ERY, HIRRUFESE2ET: BAMFREE, FRUIRERSIFIREIAR. FKiIAA Slack si2—MREFHIGIF.

[00:56:58] Noah Weiss
English:

| think that's true. | mean obviously, there are categories of enterprise software that isn't true for in

security or ...
FRCERE:
FIANAMEL. SR, BLRFNEWIREHIENLL, iR EtesE -

[00:57:05] Lenny
English:

But even that | think if it's an awesome security product you're like, "Hey, you got to check out this

century or whatever or sneak."
FR3zEiE:
BEMEZRAEE, HIANNRE—FRRENZE~aE, MR TR, R1SEE Sentry & Snyk Z%E8,”

[00:57:13] Noah Weiss

English:



Yeah. Good friends with Vanta's CEO Christina. | feel like they run those stories where whoever would've
thought that a compliance company would be something that people raved about to their other startup
friends, like, "Oh, my God. You don't want to deal with SOC's compliance? You got in Vanta. It's amazing."

AR ERIE:

M, A Vanta BY CEO Christina 24Fi%k. HERFMITMAEXFNHRE: HEEEH —XMSMBIAT =1L
AMIaEENL AR DR, tbal:  “XIE, fRABLE SOC SMIRE? A Vanta PE, X#HEFTo”

[00:57:29] Noah Weiss
English:

Yeah. Maybe that is true. | think especially in this day and age where all the marketing acquisition
channels have been so saturated, people optimizing so much, | think it's really hard to scale a big enough
business if you don't have some amount of word of mouth and customer love driven growth. I think it's
hard to scale it on like, "We're going to just play the cat game and in hopes that the numbers work out."

FRCERIR:

=, WIFHENLt. RIAAFHBEEHREREELMILIEN. AMIZERKNSK, NIREE—ERERE
MOEME A RAERRIGEK, BT R SHIE, BENNEKE TUREFAHERETHFRER KM
KA,

[00:57:51] Lenny
English:

| remember Slack rolling out at Airbnb and all the designers getting so excited about it, creating their
channels and everyone's just like, "What the hell are they doing as this thing?" Then it did exactly what
you're describing just spread. Everyone's just like, "Whoa, this is cool." They're all telling each other that
how useful it is to them and spread like crazy.

FRCERIR:

#1215 Slack 7 Airbnb #8Y, FRERVIZIHIMERIEE XA, SR T &MIE, HEMASAER: “MIAXnE
JLEIRETW? 7 ARCHEMERNIEERERT. 8TARRERT: M, XXET.” MiIERRFRXKRA
NECEZER, ARMERT —HEHT,

[00:58:07] Noah Weiss
English:

I love that.

R ERIE:

HERXTMHE,

[00:58:09] Lenny

English:



Is there anything else on Slack that you think would be interesting to share in terms of what makes it a
successful product team, product business before | move on to another topic?

AR ERIE:

TERNF—MEEZAE, XTF Slack fFA—1IIBI~ mBEAM @ik 55, (REF/ERHFABBHNAUDE
ng?

[00:58:20] Noah Weiss
English:

The other thing | think is maybe a little bit interesting in terms of how we develop product and it's really
different and it's changed over time, which is that obviously the easiest person to build for is yourself and
the next easiest is people who look almost exactly like you or have similar preferences and sophistication.
| think in the early days of Slack, that's basically what we did.

RS ERIE:
E—UHRIUNEERALFRLEEBNEERE (CHEIFETRE, MEEERENERTRE): ER, B8

BRAZHEFDHOAZRMED, HREREFER/LFMF—E—F. REBRMBHFMEAERA. FiAN
£ Slack YR HH, BAIEE LpEX AWM,

[00:58:41] Noah Weiss
English:

I mean it was really just trying to build for small technologically savvy teams in terms of you could build a
pretty big business making a great product for them. Over the years, obviously, that's changed. One of the
things | think that we've done, which has worked really well, one obviously is we've figured out how to do
experimentation in a SaaS product, which is not always obvious because the metrics are much longer
term than you land at a checkout page and then you hit Checkout.

FRCERIR:
HNERZE, SNENIRARESHARAEENNEEARSES @, AUIME—R G~ mitieR1LEs

YRS, ZEK, BREARETZN. FIAANRINEHB—HE ARIEB) 2 HNFBERTUOM
£ SaaS FamP#EHITRE. XHAFRSEREMZ A, EAN SaaS WiEMRtt “HANEENEAGERTEK EKH

5%,

[00:59:07] Noah Weiss
English:

But | think the other thing is we figured out how to scale up getting real customers using Slack in the
wilds for new functionality. We have this really robust program that we call our pilot program where we
have, | don't know, probably thousands of different customers that have all signed different agreements
now where we can actually roll out to progressively larger user bases, because Slack is a multiplayer
product.

AR ERIE:

BE—HEE, HNFBFRTUNEY AME, iILELEAEISSHRPER Slack B9, FHMTE—1IFE
REnmE, i “L=mB (pilot program)” o HINNMETERBERTLANEZET ARHINNER, i)



BILARZE A KRB FE P B INAE. E9 Slack 2—RE AMMMEF o

[00:59:30] Noah Weiss
English:

You often have to roll out real net new functionality to a whole company or whole team because
otherwise you can't use huddles by yourself, for example. Then we have a really great program for
actually getting feedback from those customers both through Slack connect itself through surveys and
this winds up being a lifeblood of feature teams where you can, by the time you actually launch a big net
new feature for Slack, have done so much customer feedback from people actually using in the wild to
get work done and so much more confidence in what you're building from the metrics and the surveys
that we do that you know can't guarantee it's going to be a hit.

FRCERIR:

fRBELREBN QBB L2 HINEE, SUMRTERBER huddles, HMNBE—EIFEHENIZ
7, @i Slack Connect AFHFEREMXLERFBERIMR IR XM TIHERMBI £, SIRELEN
Slack £ — 1T ERNEHIINEER, (RES Mﬁﬁ‘tb?‘i)u;#qﬂﬁibEEmEEIT’FE’JA?JBE*% FTRERIF. BEXLE
EMAIIRE, (RMFIMENAREETEZHED. BATEFRIE—EIAIAKS.

[01:00:05] Noah Weiss
English:

But you can be really confident not because it just worked well internally, which is no longer that
predictive, but because it worked well for a thousand different companies, in 50 different countries, in 20
different industries. | think not early on SaaS companies don't need to figure that out, but | think as you
grow and as you have a more diverse customer base as you said all these SaaS founders who said, "Hey,
you got to keep reestablishing product market fit."

AR ERIE:

BFEIUIEERRED, FRRARBULMRF BELFBRAEMNIL), MEEANETE 50 MER. 20 M7
VA 1000 RARABHFEIZITRIF. HIANFHAW SaaS AEFFEZEXLE, BREEMIAKNEFEFNS
L, mBIRIRBVARE SaaS BIss AFRS . 1%, fﬁ%fﬁK%E?ﬁLuF‘uuFﬁiﬁﬁﬁﬂo”

[01:00:31] Noah Weiss
English:

| think that is a programmatic way of being able to do that with your product development process.
That's pretty interesting.

FRSCERIF:
BINAXZ—TEE A RS REhEIX—BirNIEFIL A . XIEEEB,

[01:00:37] Lenny
English:



Any tips for how to choose who to include in this group if someone wants to build something like this for
themselves?

RS ERIE:
MBE AN EDEIIXFEHE, XFNEERMANAL, RET+ARINIG?

[01:00:43] Noah Weiss
English:

| think the two most important things are you want a lot of diversity in terms of industry, company size,
location and so on. | think you want to pick people who are actually motivated to want to be part of the
development process and have a slightly higher risk tolerance. Not every company wants to actually be
beta testing new functionality that might get removed.

FRZERIE:

BINNREENRRZE: —2ETk. 280K, EBEUEFHTERESENSHFE;, —2REFERLERERLD
HE25F%IRE. BRRARENTEBHA. FIEERQTMEEX FTRERIZFRIHIIEERHRTT Beta ik,

[01:01:05] Noah Weiss
English:

Making sure we have this champion network that we built that people who love Slack enough that they're
willing to put up with a little bit of pain in that rougher period are willing to have something that they try
to use and then we decide actually we're going to kill that feature before we ever ship it to everybody.
Diversity and pain tolerance.

AR ERIE:

BRIMNEBHRREZLEX D “FAIPENSE" , XEABBRE Slack, UETREETRFIRANNRARBZ —~F
&, BREBHUERARERA, ERNRLRAEEENAMREUEIZINE, SHEENBEARS, XMEX
o

[01:01:24] Lenny
English:

This reminds me of something else, the CTO Stripe shared of how they build new product, which is they
pick a couple customers that need a problem solved and they just build it for them essentially and with
them and in B2B. Generally, it's a lot easier to build something people really want because they are very
motivated for you to solve their problem and they're going to put in the time. You don't need a thousands
of people involved, you just need a couple.

FRCERIR:

XiLFAE T Stripe B9 CTO N ZMIMIIMEFH @A HENNFEEERDENETF, BEELEmENM
il ASM—ENE~m. 7£B2B Y, EEERZMEANBERENKRA, EAMIIIFEEIIILIRE
RINRE, FEBERANE, IARERTLEANAZS, RFE/L

[01:01:46] Noah Weiss



English:

Yeah. | definitely think it was one of those things where if you can do it away and they say | can't live
without it, the classic not ... Do you like it? Sure. But can you work without this thing? If the answer is

definitely not, you've built something that probably a lot of other companies will want to.
R EIE:

B, HAEXINA, MRMEMELLMIR “REARAE” , BRAIT . SERNENERZE “RERE
13? ” , ME “SEXARAMEEIELD? ” MRERE “BXRRT , BAMHENAETRESHMAT
Elu\go

[01:02:04] Lenny
English:

All right. I'm going to shift to a totally different topic, which could also be its own whole podcast, but let's
just see how it goes. You're with this, 1'd say famous blog post on product management called The 10
Traits of Great Product Managers. | want to just try to go through this list briefly and just see how it goes.
This could be an hour of conversation. But let's just run through it, because | think it'd be useful for
people to hear and | think these are all 100% true even though you wrote this number of years ago at this
point and let's just see what comes up. Then | have a few follow-up questions on this list.

FROCERIR:

T, REBRA—IMTEAENEE, XEFWAILUM—HTEREER, BitR(1EHHE. fREI—RXT
FmEERAFEERIIES, I (KHFEFREEN 10 MER). HRHEMIT —BXMNER, XAKA] LE—
NN, BILFEAIFRENE—T, RAREEXNIARRER. REXZIR/VERER, BHIAAENNHA
2 100% IEfRY. ILHMNEBEZPHAA, ARFEE/LINEERE,

[01:02:34] Noah Weiss
English:

These traits are ... | wrote this other thing, which is the five minutes about product management, which
are all the things that people think product management is and why they switch to the job and they're
disappointed by. Then | was like, "Let me actually write a positive version of this," which is the things that
the job actually is about. It's not a career ladder. It's not the, "Here's the structured interview things that

you should interview for."

FRCERIR:

XEFHRE - BEFIF—RU (XFaEENEDH) WXE, HNEAINmERRIRE, UKk
FaNZTHMX T EEREIKE, ARFE: “URE—NEERESE , BREXMHIEEENZD. €
TR, AR “MRRIZEXHEMEEIXE .

[01:02:56] Noah Weiss
English:

But I think it's the actual job of product management, what is it about, what does success look like? |
don't think they're really in a particular order in hindsight, but I'll read them in order. Living the future
and work backwards | think is very much the idea of as a PM is one thing they're responsible for. It's



having a longer-term vision and time horizon. How do you carve out time to not just be what are we doing

over the next two weeks.
RS ERIE:

BINNXBEREENESLTIE: ERXTHAN? MINBHA? MELRERERER, ZERNARENNEREN
G, EERERZRINFR F—, EFERKHAEHS (Living the future and work backwards) . FiAH
XZ PM AR —4ASE: HEKENESMNNEEE, RIOAFEHEE, MANXEXE “KRAEARIE
FHA” ?

[01:03:20] Noah Weiss
English:

But six months, a year, two years from now, how do you immerse yourself in them and bring ideas back,

bring inspiration back to the team.
R EIE:
MENTA. —F. RERSER? MUIFENEES, HFREANREFRILERN?

[01:03:27] Lenny
English:

I'm going to just going to throw comments at as you're going through them, just add to them. I love that
this is exactly Amazon's approach of work backwards, working backwards process. At Airbnb, this is
actually the main thing Brian want pushed everyone to do is just think about the idealized product of a
magical world where this is totally solid and then work backwards from that. Then Paul Graham talks

about this, too, just live in the future and build it.
FhaCERIE:

EIRENER, HRFE—EITL. RERNX—R, XERTIBH “ZEmIfE% (working backwards)” o
£ Airbnb, X2 Brian #EENMAEZHNEL: BR—NEEHRATERANER~m, ARNULEAESR
mfE#ES. Paul Graham BEX—m: £EERRK, ABRLEEHFR,

[01:03:53] Noah Weiss
English:

| definitely riffed off at least the Paul Graham thing because | remember reading that essay of he thinks
everyone thinks that you can get ideas by, | don't know, sitting with their co-founder laying in Dolores
Park looking up at the sky and conjuring up the next unicorn or something. Definitely not how that works.
You have to actually immerse yourself in the problem space and try to imagine what the future world
looks like and then what's missing for people to get to that future state. Yeah. | agree.

FROCENIR:

HEEMET Paul Graham BAE, EARIEFRIPREXE. MiIkN, ARBUNRBEMEKGEIBAMTES
BEHRE (Dolores Park) X, MEZTH—TMRABRF. EXNFEIEN, (RENEIETRERR
Fiad, ZHBEKKRKVERZHAaFFH, ARBEANATREBIRRRSER DA, 28, FKE

-
Ro



[01:04:20] Lenny
English:

| also saw a great tweet by [inaudible 01:04:21] the other day about how if you're working at a company
with good leaders, they're never going to be sad that your vision is too big and too ambitious. If there's
some reality to it that often they want that just like, "Let's go. Let's think bigger. How do we change the
way we think about the future of all this stuff?"

FRZERIE:

HEILRIEBE —FRENEX, AER: IRME—BENFTASENRELE, WINELFZENMBE
RAKR. XEFOMBIMEL, RSBCE-—EWNLELM, MIEESRERE, . “KB, BEER—
o FATINAILERX—IARFKNBES? 7

[01:04:39] Noah Weiss
English:

Yeah. | mean that was when | was at Google, the thing | took away most from any review with Larry and
Sergei was they would ask how could we get 100X the scale or how could this work for this, would seem
like an outlandish use case but would push the team to think much further into the future. Yeah. | think

definitely what the founders always want.
R EIE:

EHo IKTE Google BY, M Larry 1 Sergey RNITHHPFERZHN—RME, ftiil=ia): FATMESEI 100 F/Y
ME? FEXMAZAFENEFERREENTGR? XSREFAUNTBERER. BRI, HIAARLHZLIBA
—HRBE,

[01:04:56] Lenny
English:

That's what Brian Chesky always said too, just like, "How do we 10X this? What would it take to 10X this
idea?

AR ERIE:

X2 Brian Chesky HiihY: “Ff TAIAHEX MK 10 57 BXMUEAT K 10 BFERFA? 7

[01:05:01] Noah Weiss
English:

Yeah.

R EE:

=0

[01:05:02] Noah Weiss

English:



Okay. The second one, which is maybe obvious, but thinking about how do you actually amplify your
team? How do you facilitate ideas? How do you create energy? How do you create momentum? A PM role
I think can be a little bit unsatisfying if you're useful, where you create things yourself opposed to you are
the one who's amplifying what the work that's being created by everyone else is. You have to get into that
more of a facilitator mindset.

FROCERIR:

FH. £, AEEMSZN, BETE: RIMAEEBRKIREIER (Amplify your team) ? fRINfEI{Z#HAR
ERFEE? (RANfAICNEREE? RINAICEDEK? HiAN, WMRRIMFBECEHFEIERA, MABEBRAIA
BIERN TR, BA PMXTABAEZILMRRIBERFR. MOTFEN—F “51FF (facilitator)” BID

o

[01:05:26] Lenny

English:

What | think about here is a lot of teams don't want PMs on their team or don't like PMs or don't think
PMs are valuable. What | find is that just means your PMs not good because if you have a good PM, they're

just going to help you do the best work of your life. They're going to help you clarify things, prioritize well,
unblock you, all that stuff.

AR ERIE:

HEENE, REEARTEEPM, HEFRERPM, BHE NN PMEENE. RATXBEESHKEIRE PM R
089F. EAWRIRE—NIFHI PM, S EEIRTEA—EPREBITIE, MISHEFESER. MiFhidk
. AIREERERS, I3,

[01:05:45] Noah Weiss
English:

Totally. I wish should find out who wrote that expression early on of PM should be mini-CEOs. | think
that's the most dangerous piece of advice ever in the history of product management because | think that
is how you end up having PMs who try to act like dictators instead of leaders and facilitators. Because if
you're acting like that, yeah, your team can completely reject you and say | never want another PM again.

AR ERIE:

e, ZFERHRHEERERE PM MIZEXIR CEO” XMEZER. RINNXEFmEERRE L&A
MR, EAEZFHEPMIRERIGEREE, MARATENSITE. WRMERIAABE, FEFANET
2HRFMR, Hii “HBEFEBEPM T

[01:06:09] Lenny
English:

Yeah. So many UPMs are just like, "I'm finally going to have the power, finally." If they move from
engineering or some other role and then they get there like, "Oh, what the hell? Is that to convince
everyone of all these things | want to do?"

AR ERIE:



2. RZHMPM . “HEATEENNT, &F." WRMWNZMIREHEMNAEIRE, BTHRILEA
. M, BHAR? REARENRE D AEZHEMAXLESE? 7

[01:06:20] Noah Weiss
English:

That actually, I'm going to skip in a slightly different direction of the order of this post. But the fifth one
that | wrote in there was your job as to facilitate the pace and quality of decision making. That is very
different than you are the person who makes all the decisions. In fact, | think one of the things that PM
struggled with early on is how do you actually get the team to be able to make high quality decisions
quickly without you arbitrarily playing tiebreaker all the time.

FRCERIR:

Lhrt, RERSEXHIAEF, LiHELR: FRIERRERENEEMFRE (Facilitate the pace and
quality of decision making) . X5 “MRELEH-MEFRBEREMNAN” BATE. EXLE, FKIAH PM BEHE
IREIPkE 2 — = AL FBAREB IR M B RENAE, MABILARRREMTY “FRAKE

[01:06:48] Noah Weiss
English:

It's a soft art to be able to do that. But | think that is actually how you have a really healthy team dynamic
instead of PM to want to say, "Okay. Now it's my turn to get to make the decisions." It's definitely not
what the job is about.

FRCERIR:

XTIk, BRIANNXABELRZRAMNDSHXE, MAZRPMESE: “@7, NERIRMRE
To" REEXWARZXMN TIERIZD.

[01:07:01] Lenny
English:

What that makes me think about is | taught a course on product management at one point that | paused
for now of just the core job of a PM is to figure out what's next for every single person on the team.
There's this meme or GIF of a dog on a train and he's just laying the tracks as the team is moving forward
ahead of them just one step at a time. To do that, this is such an important part of that is just help people
make decisions, unblock them.

FROCENIR:

X HEBEFRBEBIN T REERE WEEREFET): PMROIERRFEREAMNRESIANT—F
ZMt 4. B—TRIBEHGIF, B—RWENEL, AEBFHFF, EREMNE—T—TMHNE NTEHEX
—=R, BEBAMEORE. A EERRIFEEEN—H7.

[01:07:24] Noah Weiss

English:



Totally. I'll combine two of these together. One is you do have to have impeccable execution. This is more
of a baseline thing. But I've never seen a PM who was disorganized or didn't do follow-up or wasn't clear
about expectations or timelines. It's not high in Maslow's hierarchy of PM enjoyment. But | do think it's a
baseline expectation.

FRCERIR:

TeEE. BIBEEFmAREaERE. — N a: ReIlEXaIHkaeh1T5 (Impeccable execution) . X
BHEE—1NKE. BMRRE—MRELLE. FiRFEH. HEXMN TR ELEMARER PM, X7E PM B “SH
BERBR FAREARREANES, BHRINNAXZELER,

[01:07:47] Noah Weiss
English:

The thing | think is more enjoyable and probably the most important thing in the long-term is focusing on
impact primarily to the customer experience but also to the business. | think there's that saying growth
solves all problems. | think impact solves all PM issues, which is if a team is consistently building things
people love and changing the director of the business, everything else is just an input.

FROCENIR:

HINNEEB. BEMKEREREEN—RZE: TETEMWA (Focusonimpact) , TEZWEZFFFEAIF
M, EHEENISHEmE, F5E ERERFAARE , FIAN “CWOFRRE PMEE" . IR—1
AR AN EEZN~ @A SHER, Htt—ERERN.

[01:08:16] Noah Weiss
English:

| think that focus and understanding as your point about laying the tracks is what direction do you need
to go as a team to actually drive that impact? That's probably the single thing that PM can most control.

FRCERIR:

A7y, EWMRREIR “WHigiE” , XMEEMERRZE . FA—TEN, MEEABP T SEENFERELE
FEERINF)? XFIREE PM RAEEIEMN—HH,

[01:08:28] Lenny
English:

| love that. | always recommend exactly that if your career is not going as well as you'd hoped or you're
not getting promoted, it's usually you're not delivering impact, whatever that means to the company. It
may be moving a metric may mean building great product that the founders really love.

FRCERIR:

HERXD. HEERIN, MRMIVRIEXBRAOFE, HELIERIEH, BERRNRREFERMA
(BXHABEREFA) . XAIRERERIRNMET, HAIRRMET I AEEZENHA mo

[01:08:43] Lenny

English:



Main impact can mean a lot of different things. But it's so true. On the executing impeccably bucket, the
way | think about that is as a great PM you need to have this aura of "I've got this." Anytime someone puts
something on your plate, it's not going to fall off. You're not going to forget about it. You're not going to let
a ball drop that if the more you can create this aura of "I got this," the more responsibility people are
going to give you, the more impact you'll end up having, the more people want to work with you and all
that.

FROCERIR:

FAFUBEREMEX, EXETEAIHN. XT “TAIRGIRNTAH" , RNERER: (FA—MIBH
PM, fRREE—M “HEEHRE (I'vegotthis)” KT, BHBARKIF—HE, EMFSANKE, A=
TicE, FRiteiefatt, MBEEEXM “RERE” NS, MIMSSRESHRE, MEETEN
FIATMEA, BMEESHAEMIF—EI(F.

[01:09:12] Noah Weiss
English:

Yeah. Ben Horowitz was a board member back at Foursquare. | remember he used to have this saying
very Yoda of good leaders need to say what they're going to do and then do what they said. If they can't
then they need to follow up and explain why. | mean that's like the amendment and | think that is what

good execution looks like.
R EIE:

&M, Ben Horowitz B2 Foursquare WEE XM AR, KicBEMERT—OREHIENE: AFNNSEEE
“BHMT o MNRMAE, MIFEREHBERERER. RIAANXMERITHHER.

[01:09:33] Lenny
English:

That last point is so important. You may not be able to do all the things on your plate, but just telling
people. Hey, I'm not going to get to this thing. Let's reprioritize as such a small thing you could do and
really creates that, or if you got this, they're not going to forget about this thing asked you to do.

AR ERIE:

Ra—RIEREE, RABRTATHRFLFAENINE, BREFFAK: MR, BROEFRTXHSE, LHI]E
HMHMLESR.” XRABEFZS, ARAEERIBMEMER, iLA(TNERF RS AnE,

[01:09:47] Noah Weiss
English:

Yeah. You're the shock absorber for the team. You're the thing that builds people's confidence that things
are going to be running smoothly and you'll get over the Navajo speed bumps and whatever else. I'll
combine two or three of these that are related or just more skills. | said right well. | actually think
especially as you get to more senior positions, writing is the only scalable way of having influence on a
larger, larger product org.

AR ERIE:



0. RERME “RESR" . (RERIAEC. MERSEBIRFIZT. HBEBRSMERNXTE. TR TR
A= mEXMIRAEE SR, RIEETEEF (Write well) . IR EIAR, FHAIRHIRHENERRKIER
by, S{ERmERNFmAREMMANE—RT BIAH.

[01:10:15] Noah Weiss
English:

There's a book called On Writing by Stephen King, which | recommend to literally everybody. Stephen
King, you're like ... See he's not maybe the most literary critical acclaimed author, but he's a prolific
author who publishes things that people love and tell their friends about and he has a great short book
on the practice of writing high-quality, high-volume production.

FRCERIR:

BE—&B (BEXEIE (OnWriting)), (FERHHES - &, RAMBARE. %5 - EUTEFZERMX
FIMEARERNER, EHR—US~EX, MHRNERANFEEEEHBEEGTLAR. XTOMEHET
BhRE. BFENTERE, 5T —FIFEEENNH.

[01:10:39] Lenny
English:

Before you move on, I'll throw a couple more books that | found useful in my writing. One is actually
called On Writing Well. That's funny that they're so similarly titled, which basically every chapter is just
another way to cut more from your writing. More and more parts you should cut. Interestingly, | do have a
lot of guest posts in my newsletter and | find 90% of the time if | just cut the first paragraph of what they
first took a crack at and jumps straight into the thing, immediately gets better. This book talks a lot about
that.

AR ERIE:

EfRELEZ ), FZEEFELEIHRZESFEREFEBNE, —40 (5EEE (OnWriting Well) ), BBHNERS
SNEARIN. XABEA LS —SEELRRWMARIEAN T, MizRESHRRED. BBHNZE, KNEET
hERZERERNE, RAMW 0% WERT, NRBHEENEMNENE—R, BEREIANER, XEIZMEE
o XABHTREXFENAR.

[01:11:07] Lenny
English:

Another book that is amazing for writing better is Nobody Wants to Read Your Shit by the guy that wrote
The War of Art, forget his name. But that book is awesome and it's just like nobody wants to read what
you're writing. Here's how to maybe make it something people want to read. Then recently | read one
called Several Short Sentences or something like that. It's all about just writing short sentences and that
helps a lot. There you go. Three more recommendations.

FRCERIR:

S—AMREEEEKFIEEEEPNBERE CEABIEMRIIERT (Nobody Wants to Read Your Shit) ), {E&
5 (EARZ4G) WENA, BEETHHNEF. BIERERT, ENZROMAME: EAREMENRA,
FRAXBEIMAZELULEZELARIR, RIEREIET—A0 (JLM24 (Several Short Sentences) ) Z
B, #NRUWAERM, EEEER. 7, XZET7T =M



[01:11:32] Noah Weiss
English:

Okay. | got to read the last two. | haven't read those, but they sound perfect. Okay. Maybe I'll throw one
more. Let's say we talked about this earlier, but actually read this in the post many years ago, is
optimizing for the pace of learning and knowing that long-term massive thing that's going to drive
impact. | think it can be hard if you're a PM for a feature team. You're part of a big company. | don't know.
I'm making this up.

R EE:

970, RIEERRBERES, RELRY, EFERRER, P8, BER—1. RNZAWIX—A, B
SEMMEMYRET: A% IRERTRA (Optimizing for the pace of learning) , HBH AL E
B KHIE AR MBS, MRITR— M IREMN PM, SRA—FALNT, RARAEE

[01:11:55] Noah Weiss
English:

You're on the AdWords team at Google and you're responsible for the bid input selector or something and
probably is a whole team, honestly, now at this point. You've got such a set of blinders on that | think it
can be hard to think about what else could this team become, what else could you drive beyond the thing
that's right in front of you?

FROCENIR:

ELENRTE Google B AdWords HIBA, faSRHMNEFRZENRA, NEXAEEERE— T TENEA T,
RBEMLAEN “RE” , UETFREEBEXNHBANEREELT R AR, BRTRAIMNXSE, (RIXEEHERDT
A2

[01:12:16] Noah Weiss
English:

Optimizing for learning, being willing to take those bolder bets, knowing you can be wrong in the short-
term, but that you'll learn new levers that will be really fruitful in the long-term. It's a portfolio approach
to product, but I think a really important one.

FROCENIR:

HXMFIETRL, BEHTHRLEEARERRE, MEHCERMRNTERIEHE, EREREREFIHNT
., NMRFFEENEIR. XE—M~mikBAGHSGE, BRIANFERE.

[01:12:30] Lenny
English:

| was just interviewing a product leader at Asana, Paige Costello. We were talking about how she's often
the youngest person in the room and often manages people that are much older than her and more
experienced than her and asked her just how do you that? How do you succeed in that environment?

FROCENIR:



HEILRIA T Asana ™= mS#E Paige Costello, HTHEIMEERFEBIERFRNA, MELEEELH
FKELZ. ERUFEFZHA. KRS EAMEIN? RUFEITERFIFE TEIERIN?

[01:12:46] Lenny
English:

What she's found is just being the person that has the answers and the insights in meetings, people
obviously run to her like, "Hey, what do you think of this?" Because she just knows what people are going
to need. | think that's exactly what you're talking about here is just be the person that knows the most

about the problem, the customers, the space.
FRERIE:

R, REMABIESNFREEENERENA, AMEAZERRL: 0%, MESXNEARE? 7
R EAEANZEN 40 BIANXERIRAEXEKICH: MARITRTBAE. TP MTWREIA.

[01:13:04] Noah Weiss
English:

Yeah. Then I'll combine the last two just because | know time. But the combination of ... | wrote data
fluency, which is not to say that every PM needs to be a statistician. | mean it's great. | mean you've had a
lot of great posts about how to understand some of the basics of experimentation, correlation, causation

and statistical significance. That's all great.
FZERiE:

T, ZRIMEXER, HEREAREGER. K5 THIERFIE (Datafluency) , XHARZHE T PM
HEBRNRITFR. BABBRY, MERSXTOMEAELILELM. BXE. ARXANSRITEZEE
FXE,

[01:13:23] Noah Weiss
English:

But by data fluency, | think it's more actually what you were just saying, which is you know enough about
the insights about your customers that it can then inform making higher likelihood product bets and that
data can be quantitative, that data can be survey based, it can be from doing 100 meetings with
customers yourself. Those are all types of data inputs to me. Being really fluent and then maybe
combining that with great product taste.

FROCENIR:

BRFMRNEIERTE, EZEEMNAREN: (RNEFRARTHSEBS, NMEEBESIMRSL AT
RKESHFmiTE. XERFEAUREEN, AJUEETRAER, MAUEKRBIRFEESMN 100 HFF =
Mo MERYL, XLIMBHIBRN. THEBHENREN, UFEEESHEN~REE (Product taste)

[01:13:49] Noah Weiss

English:



| know it's a controversial statement now to say that there is taste for product. But | do think in all the love
of the frameworks and the analytics and everything else and in the field of product, I think people
sometimes lose sight of, "It's a creative field." It's not art on its own. But you could get all the inspiration
from art and | actually think there's a lot ... there's a book, | think it's called Creative Selection, | forget the
exact name of it, about some of the early iPhone development teams at Apple and working with Steve
Jobs there.

FROCERIR:

BAMEIMER~@mE ‘@K 2EFNH. BEMNER. 2RHFRUR—IEHRESR, HINAANER
RBRA—R BE-TOUEIEA.” EXBREER, EBRAUMEARFREFAERRE, KFLEHRIANER
Zo BB (BIFERE (Creative Selection)), HETHIINEZTF, HHIEERFH] iPhone FFAHIBA
UKRSSEFEX - FTHiaFRSRE,

[01:14:21] Noah Weiss
English:

I've never worked at Apple. But | actually think it's the best book I've read about the just iterating creative
work of building new products and what it means to have taste, which is to say you've developed some
amount of intuition for what people will likely love before you're able to test it. Anyway, | think taste plus

fluency and data, that too is a combination, is a pretty powerful combo.
R EIE:

BMREERIET, BERIANXZHIRINXTHERTRNEITERIE, Uk “BERK" EREFA
WREFHN—EH, MEmik, mEREENERHZE, MREEMATITEEENREZL T —ENEN, 22,
FINA @AM EHIERFE, XR— M EEBRANES.

[01:14:48] Lenny
English:

Let me ask you just a couple questions about this list before we get to a very exciting lightning round and
| can let you go.

RSz ERIE:
EHNIEEEENNER RS HILREF 28], FERXANERBRIRL N,

[01:14:55] Noah Weiss
English:

Okay.

FRCERE:

99,

[01:14:56] Lenny

English:



Of these 10 attributes, say you're a new product manager, if you had to pick two or three that you think
are most important to get right and focus on in your early career, which would you say they would be?

AR ERIE:

X 10 MFEF, RIRMB—BHANTHFREE, URMRGTER=MHANERUEEFHREEE. &
FEREMNHTENRR, REkmpE?

[01:15:06] Noah Weiss
English:

| think for early on in your career, what | would say is getting great at execution. It's a thing that you can
most control. Then | think building that news for impact, even if the impact is more local, because that's
how you actually will demonstrate momentum and build credibility and then actually do think early on
getting really fluent on the data and the research side that you can have insights that you can read back
to your team.

FRCERIR:

FANRFERWEERR, RSRBERRKT. XRIMMREZENER. AR, HANBRIIYZMBISE
E, BMEXMZINZE R, EABZRMERBXIMBIAEINGR. i, RREHIENHARSEER
FEEARFA], ZAFERELEERE A UARIGAE AR

[01:15:29] Noah Weiss
English:

Those are to me the most slammed up ways of becoming someone who starts to build credibility as a

product manager in any organization.
FpERIE:
WEEKG, XEREEMARPHIBELFNFmEERENNRRZHNSE .

[01:15:38] Lenny
English:

Awesome. That's what | always tell on new PMs too, is just get really good at execution because that
creates that aura of, "Oh, this person's just killing it. They're just shipping on time. People know it's
happening. They're hitting dates," things like that.

AR ERIE:

KT, HBLSRXEHIFH PM: REEBRITHFIFEY, BAXSESH—MST: ‘B, XTAKXFE
7o SR AT, AREFLEHRINF, ]S HATTA."

[01:15:48] Noah Weiss
English:
Yeah.

FRCERIR:



[01:15:49] Lenny
English:

The last question is just say more of a senior product leader, say, on director. Are there three other
attributes you think are ones they should focus on most or maybe the same?

FROCERIR:

REa—TEER, NTFEARNTRATE, LNEEES, RAAMNRNZXEN=TMREMLE? 12
WA E—#?

[01:15:59] Noah Weiss
English:

Yeah. | mean | think this is where the pace and quality decision making starts to matter a lot more
because you're still unresponsible sometimes for teams of teams and you're helping to facilitate high
quality decisions, often ones that have a lot of uncertainty or risk or ambiguity. How do you keep the

organization unblocked, not just a team moving well.
R EE:

B TINNTEXTMER, “RARRNEENRE" BFEERZ, BNFEREARSIHER, (REERBE
HERENAR, MXERRBEFHEEERNFTHESE. KRR ROMLENMARSTE, M
RINB—THPAIETTRF?

[01:16:21] Noah Weiss
English:

| think the living in the future and working backwards, | think the more senior you get, it's always going to
be the product founder who is responsible for the ultimate vision, but you become more responsible for
that meeting a longer-term strategy to realize that vision. Becoming just someone who can dedicate more
of your time to be out of the fray of the day-to-day and think more about the longer-term strategy that
you want to pursue.

AR ERIE:

HIANNEER “EEERKHAEEES . MERR, BARKBRBXB~mEBARSE, BIRMHIELRIZ
BRNKBHEOBEESRE. (RERAR T EREESHEREAEDNE, B2 REHZERMNKIAHMERR
Ao

[01:16:47] Noah Weiss
English:

The last one, and we talked about just earlier, but | think being a really good writer, it is just the highest
leverage usage of your time. If you want to influence an organization at least for one that doesn't just

spend all day in meetings, but | think it's really hard to dedicate the time to it because you're probably



spending most of your day in meetings. It's the antidote to that to scale your ability to influence the

product direction and maybe even the principles and how you develop product at a company.
FRERIE:

&a—m, HBINAEIE, TANEA—BAFNEFERIRNEIARESHERS . MRIFERIE—
MR (ELB—MAEBXRAZNAR), SEMEXTE. BARMEMME, EAIREIEXED BT
=, BERY Afr~mAaE. RUEEQSFaARAAEMAOINRE,

[01:17:17] Lenny
English:

Well, with that, we've reached our very exciting lightning round. I've got six questions for you. Are you
ready?

FRSCERIE:
37T, MEBFARINEEREHNRNBREE, FRENNAIRERR, HEIF7IE?

[01:17:22] Noah Weiss
English:

Let's do it.

R EE:

FHAME,

[01:17:23] Lenny

English:

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

REMNAEERSHNR=ZEBEFA?

[01:17:27] Noah Weiss
English:

These may not be the most unique, but | will say them, which is Innovator's Dilemma by Clayton
Christiansen, whether you're working a large company and you're suffering it or you're working a startup
and you're trying to out flank an incumbent, | still do think that and innovative solution, the follow on are
the best books on product strategy to read.

FROCENIR:

XLEBUREERERIBFN, EREERENR . REY - TEIMERMN (AIFHENELE (Innovator's Dilemma) )
TR EAABDRZHE, FE2EVIATRREEHNIMENEX, RMARINNIXEBRELSE (BIFENR
%) BXRTFr R8s EEY.



[01:17:47] Noah Weiss
English:

If you're moving into more of a leadership or management position, | think Radical Candor by Kim Scott is
just incredible and worth everyone reading. Frankly, if you're a PM and you're doing soft influence, | think
it's really important. Then the third one, which is maybe a little off the beat of path, there's a book called
Leadership in Turbulent Times by Doris Goodwin who's a presidential historian.

FRZERIE:

MRRESNASHEERNML, FTINAE - HEMFH (BIKEZE (Radical Candor) ) IEEE, EEFES AR
B, EEMG, NRIRE—R PM HFEEEHTRERM, XEAPEEEE, F=A0EERL], B24%H
FERZML - HEEREMN (7RIS (Leadership in Turbulent Times) Yo

[01:18:12] Noah Weiss
English:

It's this amazing book that looks at four of the most notable presidents and how their leadership style
evolved when they were in really critical hard times in their presidency. | just think it's actually the best
book about leadership style and how do you evolve and how do you deal with crises, which again is
maybe later on in your career. But | love getting inspiration from not just reading books about tech and
product and | think that's one of the best ones.

FRCERIR:

XR—ARTARENS, EHRTHEUKERINSY, URMMNEERNEIRRERERNNZIE, HAFXEE
IMAEER, HIAARXBRTFAS KA. WNEH LU INA R B RFRI—A B, XATGE R IRER EE
FHZBEREE, BHRERMEANZmUMIBEPRMRE, FIANXEHEPRFHI—

[01:18:40] Lenny

English:

What is a favorite recent movie or TV show you really enjoyed?
R EIE:

RERIEIFE ENH—BRE R EBARIR A

[01:18:43] Noah Weiss
English:

The obvious answer, which I'm sure many people would say would be Succession. I'm not going to ruin
anything for the finale because people haven't seen it all. But the writing, the Shakespearean level drama
ofitall, it's just incredible and just heart wrenching that you wind up loathing most of the characters. But
you can't take yourself out of it.

AR ERIE:

EMZRNERE (FZBERZAEIY) B (BFEZE (Succession))o BRARRIBARER, ANEEAESR
B, BENRIEES. BMDLLETRAINRBEIAREEL ANFR, BAMREKEXASNREFNAZHAR,
BIRANTEB R, XXM T o



[01:19:03] Noah Weiss
English:

The one that's maybe less common, and | watched right when we started paternity leave is The Bear, |
don't know if you heard about it.

FRSCERIE:
B—ERATRERABAARE, BERNFHIAKRMERISER (BBREIE (The Bear)), RHMERIFRITEHE,

[01:19:11] Lenny
English:

The restaurants.

R EE:
HETBIARER.

[01:19:12] Noah Weiss
English:

Yeah.

FCERE:

=108

[01:19:13] Lenny
English:

Yeah. Seen that. Yeah.
FRCERIE:

=0, HEL,

[01:19:14] Noah Weiss
English:

I'm a sucker for incredible cinematography, just what they do in basically the single room of this
restaurant and kitchen and just the piece of it. | think it's just an incredible piece of art. | don't know if it's
the best show ever, but it is a really moving, emotionally jarring piece of TV.

AR ERIE:

REBEERTHERER, WIEREETMEERN/NSEREFRRIN—T], URBHTRRE. HIANER—H
TARENZARMm. RTHECERERELEFNRIE, BEHEE—MIFEEDA. ERELREAENNME

=]
AAo



[01:19:34] Lenny
English:

Also, quite stressful to watch.
R EE:
mEE&ENIEREIRK.

[01:19:36] Noah Weiss

English:

Very sure. | would not relax to it to go to sleep.
HRCERIE:

HsE. RTRSFEETRBIRNE,

[01:19:39] Lenny

English:

But Awesome. Okay. Favorite interview question that you'd like to ask candidates?
FpERIE:

KET. 378, FERENENIBEENEIRPEZTA?

[01:19:45] Noah Weiss
English:

That would depend a lot, | think on obviously, the seniority level and things like that. But | think the more
general, and | always love to ask people is what unfair secrets have you learned to improve the velocity
and energy level of a product team? When | say unfair or you in secret, | usually mean not something that
you probably read on a medium input. But what did you learn? How did you learn it and how does it work
and how do you apply it? You also just get amazing interesting bits of inspiration from asking that.

RS ERIE:

HIANANXRAIZE LEURTFRANEREZE. EEEAN. F—HERANEAZ: AT RS- mEPNEE
FMEEEKTE, RFHNTHE “FAFHWE" ? HIRE “FAF" =5 BT B, HWEBENFIZRE
Medium 8% EREIREINARTE, MERMELEFITHA? MBEAFEN? ERMMEEIERN? RXENAA
EN? BEBIRXNEE, RERFREFUEBHIRE.

[01:20:17] Lenny

English:

What is a favorite product you've recently discovered that you love?
FpERIE:

ML MHEZNTmETA?



[01:20:21] Noah Weiss

English:

This will also serve for recommendations for you based on or you've not thread about parenting clients
because none of the products I've learned or loved recently have been software. But they're all maybe
software enabled. The Nanit, which is a weird name, but it's this Al-enabled camera for basically watching

your day as they sleep. It's like incredible, look, because you sleep analytics and really helps you be a less
neurotic parent. | would highly recommend it.

AR ERIE:

XWATLUEALIRIEN, BT IREEFBNE)LERE, BARRETBHEENTREA24N M, Bk
HEHRRER, —NE Nanit, BFERE, BER—RAIRRESRL, TERATUREEEN. ©IF
B, BElRMERDNT, BENERME— T TIRAKEIRE, FERIHR,

[01:20:48] Noah Weiss
English:

The SNOO, which is basically this amazing device that can help soothe your kid when all they need is a
little bit of that soothing while they sleep so that you can sleep a little bit more. You can tell the steam
here is sleep. The last one is there's this chemical up baby that has this whole elaborate stroller system
with interchangeable parts and, honestly, it's just an incredibly well-designed piece of hardware that
works in and out of the car.

FRCERIR:

S—1ZESNOO, EEARLE—MHFILE, HRFERFEE ST, BREELIT, XFIRMESE—
=)o MRAAUEHXENTEE “ER” . &/F—1=E Uppababy, EE—EFEREBNE)LERS, SHH
UE#H, LY, EBR—RITREERIEMS, TERNEIMIRTA.

[01:21:16] Noah Weiss
English:

Yeah. | think I've re-appreciated really well-designed hard products that are not necessarily hardware
from Apple and that has been what baby new parents is about.

FRCERIR:
B, HRREWHEA TRERITERIVEZT R (F—EZERVEN), XMEMFRENER.

[01:21:26] Lenny
English:

I have all three. Also, a huge shout-out to the Nanit team who sent me a Nanit and all the stuff around the
Nanit. Thank you. I'm not going to name the specific PM who sent it to me, because | don't remember his

name off the top of my head, but thank you, Nanit.
R EIE:

X=HFEH;E. HIb, FERM Nanit FAPAIELAE—E Nanit REAB~ @, #Hi. EFRBIALEIRILIH
PM T, RAFZK—TFFRFEMIZF, BEEIR, Nanit



[01:21:41] Noah Weiss
English:

Yeah. It turned out there was a whole world of baby tech, which | had no idea. | mean, it makes sense that
existed, but you never know about until you're a parent. Now, I'm obsessed.

AR ERIE:

B, FLIEAE—ITREN “B/IBE" R, HUFTeFNE, ZNEERE, eWEERAE, BRI
RETRE, BURKEAZE. WEKEEXT

[01:21:49] Lenny
English:

One tip that for Nanit, my wife and | have been playing with different names for our kid and we have been
changing his name in the Nanit so that anytime we go into the room it sends us a push, "Hey, there's
activity in the room with the names so that we could feel the different names."

AR ERIE:

XTF Nanit BNVNKIS: HMEF—HENZFEHAFTRANETF, HSE Nanit EERMNZF, XS
HATEREE, EMSAFRMEEX: R, [RF]NEEEEED" , XEH(NMERZ—TARENEFITEFR
B4,

[01:22:05] Noah Weiss
English:

| love that. Yeah. My wife and | did something similar where we had three or four final name contenders
and we didn't use the Nanit for. But we literal just picked a week and said, "On Monday we're going to like
refer to the future baby by that name for the entire week and give some personification to it." That helped
us get down from four to one. Yeah.

AR ERIE:

BERXD. B, HMEFHLHMTRMFER, BIMNE=ZONEELEF. BATLA Nanit, BIIET—F,
W ME—FE, BNEAXNEFMITRENEZT—EE, BFE—LARMIHE." XEBERIMBEERF
M PNBDET =

[01:22:28] Lenny
English:

What a wide-ranging set of pieces of advice we got on this podcast. Two more questions. What is
something relatively minor you've changed in how you develop product at Slack that has had a lot of

impact on your ability to execute?
FRERIE:

ARSI TIEE 2B REM TR, 7% Slack FRFmiARN L, fRESHEREN. B
MHITREN = EEARF AL ZE?



[01:22:38] Noah Weiss
English:

By far, the biggest thing, which is more of a cultural shift is that we stopped spending so many cycles on
design explorations of static mocks or walkthroughs and said, "How quickly can we get into prototyping
the path in real software, even if it's messy and you throw it away," at least for something like Slack. You
got to live and touch and smell the software. You can't just look at it. That's been a huge unlock for
avoiding spending months on design debates and just getting to, well, how does the software feel? That's

what matters.

AR ERIE:

FEFIALE, RANNE (BEZE—MXHUET) B RIFBEBRERFNEEFSRENETBIIZITRER
£, MEiH: “HNESREEERGHHITRERFENA? BIEERE, Bmf.” EXOXWT Slack XY
o, MEAEREEEER. BEE. BRE, MAERREEC, XNAMESE T ERITEHe LREBH AR
8], MEEEHEN WHERIENFA? " XATRREEN,

[01:23:12] Lenny

English:

Speaking of Slack, final question, what is your favorite Slack pro tip that people may not be aware of?
R EIE:

W2 Slack, RE—NEE: RERERR. ATAEEFRFER Slack BRIRITRTA?

[01:23:19] Noah Weiss
English:

I'm going to give two because if someone asks me this, "I'm like, these are the two things that if you're
not in love with Slack, you'll fall in love with Slack." The first is obviously you have a sidebar, it can be
unruly, but you can customize the sidebar into sections and each of those sections you can have settings
like. "Show unread only" or "Sort by recency," or "Sort by alphabetical," whatever it might be. You can
collapse the section so you don't see it all at once.

AR ERIE:

RELWD, BAMNREARHZTD, HEWR: “WRIREKE L Slack, XMHEZZIULMELE.” F—, B
AITE—NIAE, ERERREL, BIRAILUSNIAE BEXAFRBIMRIR (sections), B MRIREBAILIAIR
B, b “REFKRE . “BROHFE % “BEBIRFHF FF. MALITERIR, XEMFZ—XE
EIFFEAR.

[01:23:44] Noah Weiss
English:

| think having a well-managed sidebar, which doesn't actually take that long, it's like this amazing thing
because then all this inbound is structured in an order and a grouping that fits how you want to view your
working life. Customizing the sidebar. The second thing is just use the quick switcher for everything. Just
hit Apple K and just start typing and it feels like they're playing a video game, just hopping around
channels, people, files, search. Pretty much all the actions you can take are on as well.



FRZERIE:

HANBE— T EERFIMA: (HERART ZLME) B—HIFEMENER, BAXERENERBAA
BB SMMIEEERBNIRNFMNDAHTEM L. BEXMIERFE—R. FR/E: HEER “RE
128 (Quick Switcher)” o RFEET Cmd+K (Mac) HFwIEAN, BREMGEITTIIER, EIME. A
R, Xt BRZEREFR, JLFPREIRIEERR LOET ETH.

[01:24:15] Noah Weiss
English:

| think most SaaS products now have borrowed that pattern. You can use another software, but it works

particularly well in Slack.
R EIE:
HEAIMIEARZE SaaS P mEbfEE T XMRI, (RA] UITEEMEEHEER, {87 Slack AR HIEFo

[01:24:23] Lenny
English:

No. | know the last thing you needed was to record a podcast your first week back to work. | so appreciate
you making the time. It feels like we're two ships passing in the night from pat leave and to new pat leave.
Two final questions. Where can folks find you online if they want to reach out and learn more and how
can listeners be useful to you?

AR ERIE:

Noah, FIEREIZITIFNFE—ARARTENMERHIET. FIFERGRHEELR, BEHINMERERE
BERPIENM, —TRIRTR, —PMEBEKRR. KERNEDE: MRARBEKRAMHTRESESE, JU
EMEIREUR? IRRNBEENIREFA?

[01:24:39] Noah Weiss
English:

| will confess that | haven't used Twitter in months because | was doing digital detox, but still | think
@Noah_Weiss is a pretty good place to find me online and whether there or anywhere else, still love to
have peoples like Slack feature requests, especially about things that you wish were possible or that
would get the rest of your company to join on Slack because you love it, but you can't convince them.
Those are always golden nuggets.

FRCERIR:

BiFHEIN, AREY "“BFHEF , RELWF/LTAKA Twitter T, BITE1S @Noah_Weiss AR —1MELk
RIS, TIRREMBELRBEEMMT, HMAIFEIEARIEL Slack FINEEER, HnlZARLR

BLMIEE, SHERLRILMRATEMAWIIN Slack B9ThEE (AARREE, BRERRMAID . LR
RERBEFFER

[01:25:04] Lenny

English:



Awesome. Noah, thank you so much for being here.
FRERIE:
Kt 7o Noah, FFEREHREEIXE,

[01:25:06] Noah Weiss
English:

Thank you so much for having me.
R EE:

IFE REHRRYEIR.

[01:25:08] 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.
FpERIE:

AKBW. IEERGPARKNET, NRFESXATEENE, BILE Apple Podcasts. Spotify SiFREIRAVIE
BERAETRATE, Lo, BEZERABINTOHE FiTL, XEREEBEMITREAMXMER. (RAJUE
lennyspodcast.com X EIFFEFHTER THREZES. THHTEL,



