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[00:00:00] Oji Udezue
English:

Products who try to be viral just for what | call synthetic virality that fail. Because in the end, if you're
synthetically viral and people get to the product and it sucks, that's it. Slack wasn't even viral, there was
no synthetic virality. Slack couldn't even connect to organizations for the longest time. You could be
working on the third floor, and someone using Slack on the fourth floor and you would have no clue,
there's no way to share it with them. But what happens when you went to lunch? People are like, "We got
Slack and this is amazing." And people on the third floor are like, "Holy shit, when can we get it?" Boom,
boom, boom. This is the bedrock of virality. Build a great product that solves a sharp problem.

FROCERIR:

LAV AT HEABE “AiEHEM” (synthetic virality) MEIRELN=RREBILY. FAVIRLER,
MRMFRENEFRELDN, MANZEMEFRELXNERIE, BMIMTT . Slack RVEEBAIEHRZAN,
ERERRAGHFESFE. TRK—EMNEE, Slack BELAEEREMNALS, (RAIREE=fH#IF, M
BATESERA Slack, frilseefiiE, WEREDENMMBIIDE, BIREZFRIELETHA? AMflaik: &
AT Slack, XKRAXET " AR=ZHNAMSIZTE: “XW, JiITAREERLE? 7 &, 8, . X
BREVERENER: ITE— T EERRR RPN HAF mo

[00:00:37] 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 Oji Udezue. Oji has helped build and grow products at Microsoft. He worked on Windows, outlook,
Hotmail and inner Explorer, at Atlassian where he was head of product for all their communication tools,
at Calendly, where he was chief product officer, at Twitter where he was head of product for creation and
conversation. He's currently chief product officer at Typeform, which | am a happy customer of. Oji has
one of the broadest and most interesting careers in product, and he's also one of the most thoughtful
humans I've met. In our conversation, Oji shares some of his favorite product frameworks and also why
you should be really careful applying frameworks at your company. We dig into what he's learned from
Calendly and Atlassian and a Typeform on how to do product led growth successfully, and also how to get
really sharp with your ICP or ideal customer profile.

FROCERIR:



MIMRE| Lenny HIER, HEXE, REFPHHAENFRMSEMLKER, FIMNEITEMEKLSRK
RS REREENEREZN, SANEERERE 0ji Udezue, Oji BEMMSE5ITEME K™ R, B1F
Windows. Outlook. Hotmail I Internet Explorer; 7E Atlassian {8EdFrEAB I AN~ mARA; &
Calendly BEEETEHE~RE,; £ Twitter BEISIESIHE=mATRA. MERIZE Typeform WEEFRE,
MIFIER Typeform WELZHAF, Oji iEF Mgl ZEREBNRIEEZ—, tEERENINREER
HAZ— EENWIED, Oji nET MERESRH—LE~RIESR, URATATEATNAERNEIER /D,
FATVRNRIT T fE7E Calendly. Atlassian # Typeform FEIf X F NI R IHSEHEF~ @IRENE K (PLG) BIL
1%, URINEHEEEXIREY ICP (BEEFER).

[00:01:31] Lenny
English:

Also, how to increase your products virality and a concept called forest time, which | love. And even his
favorite Nigerian food, which | am currently on the hunt for. With that, | bring you Oji Udezue after a short
word from our sponsors.

AR ERIE:

tesh, FATDEIE 7 aE N~ RS, UR—PHRIFESRAIBE— “FRMEdE" (forest time) o &
EXHETHRERNERNTESR, RIMETEIMILXMIZH, ERTHEBBENERENABRE, LHEMEXR
il Oji Udezue,

[00:01:44] Lenny (Sponsor Message)
English:

You fell in love with building products for a reason, but sometimes the day-to-day reality is a little
different than you imagined. Instead of dreaming up big ideas, talking to customers and crafting a
strategy, you're drowning in spreadsheets and roadmap updates, and you're spending your days basically
putting out fires. A better way is possible. Introducing Jira Product Discovery, the new prioritization and
road mapping tool built for product teams by Atlassian. With Jira Product Discovery, you can gather all
your product ideas and insights in one place and prioritize confidently, finally replacing those endless
spreadsheets. Create and share custom product roadmaps with any stakeholder in seconds. And it's all
built on Jira where your engineering teams already working, so true collaboration is finally possible.
Great products are built by great teams, not just engineers, sales, support, leadership, even Greg from
finance. Anyone that you want can contribute ideas, feedback, and insights in Jira Product Discovery for
free, no catch. And it's only $10 a month for you. Say goodbye to your spreadsheets and the never ending
alignment efforts. The old way of doing product management is over. Rediscover what's possible with
Jira Product Discovery. Try for free at atlassian.com/lenny.

FROCERIR:

RELITEFRREREN, BENAENLSMHNEREERR, MHLEEHRHEANIR. SEFPTH
HHEIEGEE, MERLEBFRIENBEEERD, BRERLHE “BA” . EXEEFNFZE. BIRNA
Jira Product Discovery, X:& Atlassian A= @mHEIPAITIEN M AL HFMERLLZE TR, &3 Jira Product
Discovery, {REILUEFIEN=REIEMRARERE—L, HRBEOMREMTR, RENAPBLETETH
BFRE, RF/DHERSIZHSEAFNHEEXESZEFN~REBEE, SREMWER Jiraz L, MFRN
THRENECEZEMEIET, ALEENMERTRAREE. FAN~EREHERWEITIEN, FMUNETI
2Ih, *EEHE. . ASE, BEERVS W Greg, MBENEMR AEA LAGEZETE Jira Product
Discovery Rt BIE. RIGFEZE, LHEMAIRE, MR RFX 10 Emw. SHRRIEBFREMATLE



BT IER, HNFREEAFRXBELLE R, BiL Jira Product Discovery EFi A M LR AT BE. 7E
atlassian.com/lenny & 281,

[00:03:01] Lenny

English:

0ji, Thank you so much for being here and welcome to the podcast.
R EE:

Oji, IFHERMSMRAER, WKEIFAIATER,

[00:03:12] Oji Udezue

English:

Thank you, Lenny. It's a pleasure to be here.
FEiE:

EHER, Lenny, REMAEHREIXE,

[00:03:14] Lenny
English:

It's my pleasure. You've been a PM and a product leader in so many amazing and also just very different
companies, all with very different approaches to product and growth. And | think you have this very rare
broad perspective on what works in product and growth across a lot of different ways of doing it. And so |
have a bunch of questions for you. | hope you came ready for that.

FRZERIE:

XRRRTE, MEEXASZHEANRERNATEETI~REENTRASE, XEQFETRMEKS
EHFESAER. HINATRE—MEBZENNT ERA, BB RRESMAERIT, il KR
EHEIEAME, FIUBRAMEST —HRE, FEMBEERT T,

[00:03:34] Oji Udezue
English:

| am ready.

A EiE:

HEEFT.

[00:03:35] Lenny
English:

Okay.

FRsCERF:



489

[00:03:36] Oji Udezue
English:

Yes, sir.

FRCERIR:

R

[00:03:37] Lenny
English:

| love it. Okay, so | want to start with frameworks. You've written and shared a bunch of really interesting
frameworks for how to think about product and growth, and so I just want to dig into a couple of them.
And one of them is around how to find big B2B SaaS$ ideas and it's around finding the right workflow.
Could you just share this framework and also just how founders and also investors can use this idea to
find big ideas?

FRCERIR:

KET. HEAMN “EBZR" FRIE. AEIHPEIREXTUOFAIERMEKNEEER, TRRINT
Hgy/11 HP—PMEXFUEIFHAR B2B Saas ¢IF, mOEIHRIEWBIER (workflow). fREEDZ
— TRXMEZRG? BUIREIIRA. KEENEFAXMUERAMHERNLIT?

[00:04:01] Oji Udezue

English:

Thank you. So | think you're referring to where do you fish to find a unicorn.
R EE:

s, BBMIERIR “EMENTRASE” BMIEH.

[00:04:05] Lenny
English:
That's it.
A EiE:

R o

[00:04:06] Oji Udezue
English:

And the thing behind that is people can find that on Substack and the Medium, my writings. But the
premise is that there's a lot of risk in building startups, and the last decade of product management and
startups has really focused on the method of building software and companies. We talk about the lean



approach, we talk about fail fast, [inaudible 00:04:28] and so on and so forth. And | think that that was a
necessary phase for us because a lot of innovation was just the ideas of founders unvalidated by
customers, and we needed this inflection point in our discipline. People need to understand though that
customer science is not the solution to everything otherwise OpenAl will never have done anything. It's
also innovation. And so the problem space and the solutions to the problems space is still a big driver of
success in building software companies.

FROCERIR:

KFXA, KKETLATEFKRY Substack #l Medium XEHHE], HEjRE, CEVEIABRTHNXPE, mdE+
FWFREEMOIRIEEXTWERGMATNG EIL. Hi1KLER A% (lean approach) . RREKK
(fail fast) FF. HIANBRENBAMEHN—NEE, RAURIRZEIFHIABOBARERT P RIENEE,
BNBEFH ENXIMEITR. BAMNMEEEHRBD, BEFPEZE (customer science) HAREHEEZL, TN
OpenAl JKIEFAMHEMRT, CIFEEEE, Alt, R@A=E (problem space) MUK T EIBERS

=, NARMBERE LB RN ORI,

[00:05:03] Oji Udezue
English:

What problem are you really solving? And if you believe that the problem space is key, so what problems
will predict success? In B2B SaaS especially, which is much easier to circumscribe is where | start to think
about, look, how do you tell from the beginning? Because an investor as well as an operator. Now to
segment this space, | think of two dimensions. One is how many departments in the company does the
workflow you're trying to solve apply to? Is it just a few or is it all of them? And the second is how intense
or how frequent is the workflow executed? Is it daily? Is it weekly? Is it three times a week? And so on and
so forth. Now if you draw a nice quadrant of these two things, then you can start to have some predictive
power. Things that are useful in every department | call every one workflows, like things like
collaboration, like Slack, email, calendaring, workflows, social knowledge and Notion and so on and so
forth.

FRCERIR:

REIRTERRTARER? NRIFBERRATEZEXE, BATAENRIREETREIN? 455]21E B2B Saas M@
%, EMNRBEBZINE. HAWBEE, FARBZENZESE, AN —FERBMEFIE? ATHD XM
%, BEERBNMEE, F—, MRERANTERERTLRRAENZ DN BREL, BB
FZ, ZLERRITHNREIMERNME? 28X, 88, EEERA=X? NRFIEXHmRBER—REE, R
ARG —LFUNEE ST, AL ENEIIMBEAMARLA, M2 “@RTIER" (everyone workflows), tb
WMthELT A Slack. BFHF. BA. #3XHIRE Notion F,

[00:06:04] Oji Udezue
English:

And then things that apply to single departments, | call niche and that's what I call niche. And then the
intensity is about frequency. A month is not infrequent, daily is super frequent. If you divide the market or
the enterprise into frequency and into how broad the workflow is, you can actually have predictive
power. And what | found by looking at the biggest company is public and private in each quadrant was
that every one frequent workflows intuitively are the most profitable to work on, but also the hardest to
get into because they're dominated by Microsoft and Google and very, very large companies. For
example, one of my friends is the CEO of Coda. And so this is interesting, because he's in that space, for
him to think about.



AR ERIE:

MABLUERFENIIINGRA, BEMZA “FE” (niche), BENRIBME, —NB—RFEME, 8K—
RN EHBBIM. MRIFRIERRMN TIERNT BRI D HHHEWFTER, REiEBEMNEEN. BINRE
FRARANLEHMALERR, HAY “RSMIFER BERLERREN, EHEREENN, BRE(]
Wi, aRFELZEW, i, ZW— KRR Coda B CEO, XXMMRIZBEHFH, FAMELFIHNES
AZAET

[00:06:58] Oji Udezue
English:

And then the place where B2B Saas really thrives is niche workflows that are highly frequent. High ni is
what | call it, high frequency niche. And then there are the other two quadrants that are a bit more
challenging. And then you have to figure out how to navigate your way into one of the other two. If you
are in one of the top two quadrants, high ni and high everyone and you solve a really important problem,
workflow problem, you can probably turn into a billion-dollar company. If you do the other two, there's
some challenges that you have to go through. And the framework talks about how you should navigate
those places into success. And | think it's very important because if this is true, and by the way, like | said,
| did some validation on it, founders can start to, before they invest years, start to think about what
probability of success is. And if you're an investor like me or VC, you can start to think about how you
deploy your money.

FROCERIR:

B2B SaaS EIFEHAENMAR “BIMFEBEIER" (high frequency niche), Z&E#HA “HighNi” « EFFH
HIMRANRIR, RS ER—LE, METRBIEEIHEMIBRBER. NRELTFLARIRE (BIFIES
BIeR), HERRT M EREENTERNM, FRABERA—REEHZETHRE. NRIFESING
PMRIR, (RATEREE. X MERIHE T RZIAMXEMBERR. HIAAXIEEEE, RANNR
XEEN (RER—T, ZFLHOIIIE), SIBAERASELMZE, MAIUFRBERINABE, WMRMR
GBHEHEBREER VC, FEAILUELEZENAEERS,

[00:07:57] Lenny
English:

What are examples of companies in each of those quadrants? If you can frame this and | don't know if you
have this in your head already.

FRSCERIE:
EMNRBEHLEMLERRMELT? NRMRFECERE XL FAE, REREEN?

[00:08:03] Oji Udezue
English:

High frequency everyone workflows tend to be things that are done by the doorman to the CEO. So it's
email, it's collaboration, it is writing, it is math, all the basic things. At Atlassian, we spend a lot of time
thinking about this. So Word, we've had word processing forever in the workspace. Things like Notion and
Confluence are huge as sort of evolution of that, Slack, email. Companies in that space, Google,



Microsoft, Atlassian, et cetera. And the high ni, which is high frequency niche, you have things like Jira,
you have things like tools for recruiters, you have martech, you have sales tech.

AR ERIE:

‘BIMERTIER FERLE CEO TEMNIEMEMNEE. tbmsttr. thE. BFE. BR, FIEEMIE
£ Atlassian, BE{1ETRZHBEIREX N, tbil Word, DHhATEIBXKITFEEXFAIE, Notion
Confluence B XEXTENEXKE#H, £F Slack M, XMMAN AR BEEI]. I Atlassian F, ME
“High Ni” (E4IFE) s, & Jira. BETAE. EHEEAR (martech). HERA (salestech) %,

[00:08:49] Oji Udezue
English:

And we know the companies behind them, Atlassian, Salesforce, so on and so forth. And then in the low
frequency everyone, you have things like maybe form tools. And actually, they're not that many of them,
low frequency everyone or even expense. Actually, the best expensing. Not everyone does it all the time,
but everyone essentially has to do some of it, mostly, at least a lot of people. And then there's a low
frequency niche, which is particular department. So planning, which is done by FPNA, but done
infrequently, things like that.

AR ERIE:

BATFEXLESEFRIAT, EbilAtlassian. Salesforce FF, £ “MIief” RIR, AJeBERETIR, Kk
XETAHARZ, BMeRNfFEEERETIR, BAFTESMIA—EEHERE, BELESIA (BELR
ZN) BUTMXMGE, Kae “MFFE" , HIRER . ikl (FP&A) MBI TIE, RAR
BEEENERANS, HEltE,

[00:09:30] Lenny
English:

How frequent is frequent in your experience? Does it have to be once a week at least? What do you think
is that minimum bar?

FRSCERIF:
RIBIRNEZLY, “B° IKREZH? XAEVEE—RD? MINAREITMENA?

[00:09:39] Oji Udezue
English:

Frequent is every day really or multiple times a week. Infrequent starts to be like two times a week, once
a month. And of course there's a big interregnum in the middle of that.

FRCERIR:

‘B KELERESRIEBAZ R R NRESARX. AKX, YA, FREEERANRKE
i,

[00:09:51] Lenny

English:



It's interesting that there are examples of companies that succeeded in those lower quadrants of
infrequent, say the expensing use case. Do you have a sense of what it takes to win there? Because |
imagine most startups are in that area, and | imagine founders are like, what can we do to win still?

AR ERIE:

RERSENE, EREMANTHRRIBFEERININAE, LLiRETDR RESERDTURRAERTEFA?
EABBARSHALI AL TR, linANNEEER: RINZEAMAER?

[00:10:05] Oji Udezue
English:

Well, this isn't a static framework in the sense that companies are not destined to be one of these things.
The essence of strategy is to navigate from the curve of travel is essentially go from the lower to the
higher. Atlassian is trying to go from high niche to high everyone with Confluence and with all the tools
that they have. People below are trying to get into the high frequency niche by focusing on their core
customer. So what it looks like in say low frequency everyone workflows, something like that is, well, if
some people are using it infrequently, but they must use it, well that's a good thing. But then maybe you
provide a module that is used by the finance department every day, and so suddenly you're moving into
the high frequency everyone workflow. So it's about finding a part of the organization that considers this
mission-critical and then solving their problems beyond the problems for everyone for example, in that

quadrant.
FRCERIE:

B, XARR—ITEHSHESR, ARAFTEIEREFERMIE. ABNERINNRKEZ, EXEMEMR
R ST, Atlassian IEHEEE Confluence MMATMBENMMELIR, M “SMFAE" ¥E\ “Siiz
R o AFTFHNABNLEEISZ ETFROTAHN “BIFE" . LLIE “RIA2R" TIERS, HD%A
MNBARTMELTAE, BREFSF. BEREMIEIREH NSRS REBEZAER, "9*IETH’]"EJE
ST FRURBETFHEARPIANAXMITEEXREENTD, AREHRRERANELM L, #* iﬁﬁer
R IEVR ER <o

[00:11:08] Lenny
English:

Is there an example that comes to mind of either at Calendly or Typeform or Atlassian where you pushed
it further up the frequency direction or the everyone direction?

FRERIE:
7£ Calendly. Typeform 5% Atlassian, BEZEWMIFEIME=RERNESMHKELBNARN?

[00:11:17] Oji Udezue
English:

For example, at Typeform, now this is real for me, Typeform technically is low frequency niche or low
frequency everyone, depending on how easy it is to use and how it surrounds the customer. And one of
the things that I'm trying to do as part of product strategy is to move it into high frequency niche, high ni,
which is a very productive place to be. So for marketers, for salespeople, | want to make sure that they
think of us first. And because we are particularly good at customer facing interactions, if they think that



we are the way to win new business and to make money, then a portion of our audience, not every single
one of them will consider us high ni. And | think expanding that foothold is the way to navigate a business
like that. You can see that with Qualtrics, you can see that with SurveyMonkey. Lots of companies are
thinking about how to further unbundle that market for a very, very specific kind of customer. And that is
what they're trying to do. They're trying to hit the high ni, even for that more generic workflow.

FROCERIR:

I Typeform A, XMHEFKIRIFEIER. MR LM, Typeform BF “RIAFIE" = “MIALR" , XEUR
TFENZRAEURENTESER. ZEAT@mEBN—E0, EESHHEN—FER2BEKER “SHfE"
(HighNi), BBR—MIFEEFEHNUE. NTFEFEARMBEEAS, RAEEBRMWINBLBEIAN. FHk
MMFEKLEAEEFNRE, MRMBITARRINERETLSHRENFR, BA—BIERR (BATE
28 MSBRNAN “BIAFE" TR, AT AZNMIIERZEEXXISZHAR. REJLUTE Qualtrics
5( SurveyMonkey & L BEIX—R. REQABEHERZNAHNIFERENTAE—THED T, BIESER
B TIER, MiIBESHIIN “SHFE" <.

[00:12:27] Lenny
English:

That's an awesome example. You also have this framework that | think you call the zone of benefit, which
is around how much better does your solution have to be than the status quo? A lot of people are like,
"Hey, look at this product, it's better than what you have now." And usually people are like, "Ah,
whatever. It's good enough." And you've had some insights on just how much better it needs to be for
people to care. Can you share that?

FROCERIR:

XE—MRENGIF. FREB—MER, 2SN “RuX” (zone of benefit), ERXFIREIFRIR T LM
EEIRGFZ D, REAZR: 18, BX1NTm, SRIERNY.” EEEAMNNREZE: W, FEEE,
RENBBAT.” XTFTnBBW T AREEAEILMIER, ME—ERE. EoE—T5?

[00:12:45] Oji Udezue
English:

Honestly, the reason | like being a product manager is on any given day, I'm drawing from anthropology,
sociology, behavioral economics, leadership, communication skills. I'm trained, | have a master's in
engineering, so I'm an engineer as well. I've done marketing and sales, so really pulling from so many
things. And the reason | talk about the zone of benefit is ultimately what we're trying to do is impedance
match technology to humans. That's it. If you really think about it, that's one essence of what we're trying
to do. So the zone of benefit works as a framework because people will not pay for things that don't
either really shrink the workflow that they're doing or doesn't give them superpower. So the same
amount of time, but twice as much output. But the most important thing is that it has to be noticeable.

FROCERIR:

ELW, HENYFREENRER, £EFT—X, HEEBEALFE. HE2F. THEFFE. OSHNBE
15, HRIIEFMEE, FAUFEE—RIREN, HBMIEHENEE, FUENZERARK. FiKiL
‘FmX” NRAR, 1FRER, HMNAEMBIRILRARS AL#T “FAMETE” (impedance match). FLZ
XiFo WRIRFARE, ZXMBHNLIFNAER. RaXEA—MERZFAUER, BRENMNR—1RETEE
HIFBBIIER, SEFRELATR B (tbREEmEtE, ~HEE), AMMNEREFSAEEEN, B
EEN—RE, XMMEADIEEMS LAY



[00:13:39] Oji Udezue
English:

If you do something 20% better, often people just around you, just as a human, people don't notice. And
so for a product to make a difference, it has to be at least two, three more X for people to say, "You know
what? This is offering enough value for me to maybe make a switch in cost," and so on and so forth. And it
really comes down to look, economic theory tells us that people work for leisure, they work enough to
afford their leisure. It's sort of broad, and | know some people don't necessarily do that. Especially in the
tech industry, people just love to work. But that is really it, when you think about eight billion people on
the planet. And there's a lot of benefit really hones in on the fact that if you're going to help me work less,
make about the same amount of money, then for me to notice you, you have to accelerate me by three

times for me to care.
AR ERIE:

NRIMIBREGEMISHF 20%, EBEFENA (FAEEBA) BREFIN, A, —M=mBE=E2m, &%
MELRA2E MG, AMIAZE:  “(RAER? XiEMT BBONE, EFRAETIREE.” XHELALT
R EFEEEREAN), AMITERATHARE, WIIEIIRUAER[ERRNANL. XEABREZ, MA
HAMEEEAT—ENL G532 ERRITL, AMMBREIE). BEEEEI2k801ZA, FRMHIMILL,
R X OET: MRRITEERTALD TRE, ENRIIFFESZHE, BANTILBERIR, RETILEK
MERA 3E, RAREEER.

[00:14:36] Lenny
English:

Okay, awesome. So three times. So the idea there is you should feel like this is three times more
productive in the thing that I'm trying to do or saves me three times, | don't know, | do it three times
faster.

FROCERIR:

R, KET. FRLGE 3 fE. iR, BRNZBREITERZAMNERL, XRREST 3@, HETET 3
fERYRTE], BEFRMXHFFIERERT 3

[00:14:44] Oji Udezue

English:

Yeah, that's when people actually feel it and they feel it enough where they part with money.
FRZERiE:

8, RBAPIEE, MIASEERRE, HEENILER.

[00:14:49] Lenny
English:

Awesome. And | think what's cool about this is it helps you identify the ICP for your product if you're
working a startup or even a new product within an existing product to figure out who exactly is going to

most benefit from this. Is that part of this?



AR ERIE:

KiET . RS MERKRENMGET, TRMBEVEIATIE, ERERBmPFRMINGE, CHBEE
HBIMRAFmEY ICP (BREAER), HHERKEEMNPRERS. XEHRN—E213?

[00:15:02] Oji Udezue
English:

Yes, yes. Your best customers aren't price sensitive for what you're shooting for because they get it. They
fundamentally understand it. So yes, when you're shooting for ICPs, now every startup has marketing
problems getting an audience problem. But once you start getting a decent audience, over 100 people or
more, you should start to notice the people who are like, "You know what? This, | really care about this."
And that starts to tell you a little bit about who's your target audience.

AR ERIE:

it MMRFNEFPMMERNBIRHFEE, RAf(] “E" . tiIMRELEFENNE. FIUEN, &
FH ICP B, BABMIEIARMAESHENRMZRNEE, E—BERAET —EMENZAR (b0 100 AKX
), REARZFIEREIARLER “RANES? HEMRERSZ D A, XMESIFIMIES ZIRBBIRZRo

[00:15:33] Lenny
English:

Would you be up for sharing the ICP of some of the companies you worked at? Just to give people a sense
of what would be a good ICP.

AR ERIE:
FRENE—TRIIEIN—LATR ICP IZ? FiLARMHARE “GFH ICP” BMEX.

[00:15:40] Oji Udezue
English:

| think for Atlassian, it's really kind of obvious. It's developers mostly. But it's tech teams writ large
because the fundamental of an R and D team is building stuff. And Jira helps the engineers who actually
build stuff to track what they do and to give visibility to it so that they can be valuable to the organization.
So that is incontroversial. So the ICP is really clear and have been clear for Atlassian for a very long time.
Calendly is this weird company where people don't see all the value. People think it's just casual
scheduling. But really the people who care about scheduling the most, and | don't mean calendaring.
Calendaring is very different from scheduling.

FRCERIR:

3 F Atlassian 3R¥it, XELEBPEMN, FBEFAE, B X LERENMEABI, BAHRLEMNZOHTE
“ERE . Jira BEEESRANTRRMREMIINIEHRES TS, MMEREIINERHNE. X2
ZTLEIUE, FrLL Atlassian BY ICP FEEEM, MBEB&REMEA T, Calendly B—KEFHHAE, AflFE
FEFIENEBNE. ARNBERAEHEENEHESTH. BEEREE “HBE” (scheduling) WA—FKi5
HAE “BHAEE” (calendaring) , XWEXFIER.

[00:16:25] Oji Udezue



English:

The people who care about scheduling the most are salespeople because it's the lifeblood of them
earning money and marketers, because it's the lifeblood of them learning about their customer.
Recruiters, because it's the lifeblood of them attracting and scheduling the people that they need to do
their job. So Calendly's ICPs were people who were scheduling with people who were not in the
organization for some business reason. Typeform is marketers mostly because Typeform exists to make
the web talkative, to make it more human. And with Typeform, you can brand that conversation and
actually make it conversational because one question at a time, the beautiful design. And so marketers
feel like we help their websites talk to each other. Product people think we help their web apps talk to
people they care about, UX people feel the same way. So those are some, | think the interesting thing is
Twitter.

FRCERIR:

RERAENARHEEAR, AABBEMIERENGI, EEEHEAR, AARSMNTHREF Nk, 18I
AGHRE, RABSMITRSIFLHAA B, FrlL Calendly B9 ICP @B FEMIVSRE, EBS5LALD
SHEARBITHEENA. Typeform B9 ICP FEREHAR, BN Typeform WEERATILMIITE “f
%, BEAML. @i Typeform, {RAJLIAIHET EREISEN, HEEEEEGMHER (—R—NRE, 15
EREIT) . EEARREERNBMINNMESHARRZM; o ARTERNEMIIN Web RASXOHAR
R, UXARBERRK. XER—EFF, ENEBREBHE Twitter,

[00:17:27] Lenny

English:

I was going to ask what the ICP for Twitter might be, still.
FROCERIR:

IKIEARIR) Twitter B9 ICP BIRZ2BH A, IMAEMALILL,

[00:17:33] Oji Udezue
English:

So Twitter is actually more fun in terms of ICP because first of all, I'll talk about the things that's not
obvious about Twitter. 30% of Twitter's customer base were unseen, they were media organizations,
people like the NFL, the NBA, HBO, who wanted their content to reach more people, to be in
conversational spaces. And they were essentially business customers and not seen in the conversation
pool, it's not obvious. But we interacted with them all the time and we rev shared ads for their videos,
because we're making content all the time. And so Twitter was a way to extend the monetization of that
content, that inventory that already had. But when you go to the consumer side of Twitter, who was the
ICP?

AR ERIE:

Twitter B9 ICP EXEH#, Bk, HHH Twitter BER A A —E. Twitter 30% WEFEE “FRA
B, MR EAENA, bl NFL. NBA. HBO, if1EE2BECHABMAESZ A, HAMETE, MilERL
BEVER, EEENIHENFERHE, HRBEE, ERIN—BS5MIER, FAMINOMTHIT E9
B, RAEN—BEEFEHRS. T Twitter 2 BXLEERNBEFTIN—MA. EHRER Twitter 89
HEEL, EAE ICPIE?



[00:18:25] Oji Udezue
English:

Well, actually Twitter understood, and this is sort of reflected in what Elon Musk is doing these days, that
he doesn't seem to understand. And if you ask anyone who was at Twitter, you'll see the understanding in
their eyes and the fact that he doesn't understand, because Twitter's ICP is bifurcated. On one side, it is
the most accomplished people in the world, the people who have something to say. This is why there's
neuro Twitter, there's weather Twitter, there is cancer Twitter, and so on and so forth. In fact, if something
breaks, some new innovation happens in the world, it probably breaks on Twitter before it breaks
anywhere else, because these are people in informal communities following each other and sharing their
results.

FROCERIR:

EXE, Twitter BERBRX—=, MXELE - SR RENFEFT AR B EIL —MAFEHRIERE, W
RIREMERIBTE Twitter TEEBIA, R MAIIRVERtER B ZIARFAHERZE, UKt NIERX—RER. ER
Twitter B9 ICP 2O XM, —mettR EKRERMHOA, BEFETEHNA. XMEBATASEHERNE
Twitter. XS Twitter. B Twitter FF, FX L, MRER ELRETHAEARREHLIFH, ©SEAIEERE
HithE et A I Z a0, 57E Twitter LIFA, EAXLEIFEXHRHAZEEXIHSIZRR.

[00:19:10] Oji Udezue

English:

So basically there's this big circle of experts. We break down into celebrities, we break down into
luminaries, leaders and so on and so forth. That's the ICP. Now how does Twitter work? These people
attract the other 90% who listen to these people, but also they need to create their own informal
communities around the things they're passionate about and have this mimetic relationship with the
luminaries and the experts. And that is sort of the planet Twitter, experts on one side, humans who need
to connect with the things they're passionate about, the people who are like them, that is the ICP of
Twitter, the people who have something to say in those two categories.

FROCERIR:

FIMBER EXBE-—TERNEHE. BRINTUBEADHRA. F}, ASEFF. X2 ICP. B4
Twitter AZIERIIE? XEEARS|T 5 90% PRBANIRIENA, EXEALFEELSE CARNEYEIL
FERHX, HERERIMERFRTF T BHEFY” XK. XME Twitter EXX” | —IHmEER, 5—
HRFBESARBYRARAZILKANEBEA. XFE Twitter BY ICP—EXMW N EHIR “BIEER B9
Ao

[00:19:58] Lenny

English:

Are you happy you're not working on Twitter anymore?
R EE:

{RIKEE B S REBIE Twitter TETM5?

[00:20:00] Oji Udezue



English:

| am ecstatic, I'm ecstatic. It seems like such a shitshow, no shade on anything or anyone purposely. But
look, what's happening is evident. So | don't think | have much to say about that.

FRZERIE:

REEMEET. BERETEERRAE—ZRE, HARREBEHTWERFAF, BRE, EEREN—YE
MW PRSI AFIRNT .

[00:20:18] Lenny
English:

Yeah, what a wild ride over there. Zooming out on the frameworks question, when | asked you ahead of
our chat about what frameworks you love and anything you think would be interesting to share, you had
areally interesting response and so I'd love for you to just share your perspective on frameworks broadly.

AR ERIE:

2, BR)LERBKIEN. EEERMPELE, ERMNIRZE, SREMRERPEERUREFAEBHD
=0, fRAEZFIFEMAI®R. HRBAFMRA “HER X—BSR 25

[00:20:34] Oji Udezue
English:

Yeah. Look, I'm two things simultaneously. One is actually, I like frameworks. The way that | try to express
them is mental models because the essence of a framework and a mental model is that it is a shortcut. It
packages some dense thinking into a way for you to approach a problem or to approach an opinion and
so on and so forth. So | do collect them. But | think that what's important, | feel in product management,
is to have the ability to understand the fundamentals or the empirical relationship that constructs a
framework in the first place. In math, you would call it being able to derive the equation. And the reason
that's important is because there's so much uncertainty in what we do. Product management isn't a
science. In fact, programming isn't even a science really, because if it was, we'd treat it differently. So the
art of building, say a software company that is profitable is not scientific.

AR ERIE:

W, e, KRARNFERMMRR. —HHE, RALEWER, REMATRZN “BHERKRE” , FAHERM
BHRVNAFRZ—TMER. SR —ERRNBEITER—MAN, ILRELERREIF AR FrATRHESE
FBEEN. BFINA, EFnEEF, REENESATEREFRENMNEERNZILXANEE, FHF
B, XWMA WFHRE BEN. ZFUEE, BRARIMNNIFRAFCHE . mREERE—TIRF.
EXL L, FEEESHAZEENRE, SURMNSUFRENAAFFHE. B, BI-—KBFNREQITNE
AFHFBRFER,

[00:21:36] Oji Udezue
English:

There's a lot of uncertainty, a lot of unknowns, there's timing issues. So | guess while | love mental
models, while | love frameworks, what | want people who listen to me and maybe listen to you to
understand is you have to go deeper. Because as situations change, as an investor and advisor to
startups, | advise differently if you are just starting, if you're in the middle, and if you're scaling. In the



book that I'm writing on product, | actually make that distinction a lot in the book, which stage are you?
Because then the thing that applies to you is different. If you understand the fundamentals, you'll be able
to use frameworks in a much more productive way because you'll adapt it to your stage, you'll adapt it to
the problem. And | think that's really important. | see lots of people using frameworks very blindly, and |
think that's harmful to them and harmful to their businesses.

FROCERIR:

XEBXZHNAHEN. RAKMBIARE, L, BAAEBERUMER, BRFERRBL, MOR
RNEZHR. RAMERRNEL, FANEIQBNKREENRE, MRMEENES . LFHHEREFENR
i, BNEWNETEFR. EREEFEHXTFalBFR, REEHXMXD: ROETFHBIHME? ANERT
MVAARAEN. MRIMIEETERRE, (RREUESHNLNERER, RAMRIIREIREIF MR
KEEE. WIANNXEEER. REFRZATEMERER, FANZIXWITHAMMBIINLSHIESE
A9

[00:22:31] Lenny
English:

What a great segue to where | wanted to take us next, which is around the book that you're writing, which
is my understanding is it's product management for product led growth. And I'm on your wait list to find
out when it's out, and | saw that the other day you asked people for their advice on what to call the book.
Do you have any favorites at this point of what you might title it?

FRCERIR:

XEZ—1RATE, SIHTHRETREPNEE —REEENHE. BRTHE, XXBRXT “Tmiks
1K (PLG) HHFREE” , RELEMNFFHRELT, BAEFARELR, REZFILRIREERAR
KT HENEN. BRffEFAacNBEERRE?

[00:22:50] Oji Udezue
English:

Well first of all, there are two things happening with the book. One is | believe PLG is, | have maybe a
different definition of PLG, but | think the way that we are basically adapting products to the consumer or
to the business professional and using the product itself to sell the value proposition is really key to
transitioning from what we used to do 20 years ago to today. Basically, | think even enterprise companies
will tend towards a consumer type product management over the next decade than the other way
around, that's my bet. And so let's call that PLG, just writ large. And also | think product management is

set for growth. So obviously that's good for you, Lenny, because everyone needs to know how to do this.
R EIE:

B, XTXERERHAHE, £—, ZAXWT PLGHEEHCHENX. HiAA, FrmEiaBRERFSTUA
T, AFAFRAESREHEMETIK, M 20 FadERSRIXHE, L, BHBERK+TE, BERE
WERABEBRMA T HRERN~REE, MARRIHRK. PN X EZRATFME PLG B, F5, FHIAA~m
EEEFLATFEKE, Lenny, XWFFKRBARTE, BN AHZTENEEAM.

[00:23:39] Oji Udezue

English:



It's an integrative art within building software and software is seeding the world, the book, | want to get
very practical. What matters about doing those two things well, and the best titles coming up are, my
original title was Building Rocket Ships. So it's like how do you think through all the different things you
need to build a really successful software company? Think about the practice, think about the business,
meld those two things together. So a lot of people love that title. Well, there's a huge variation in
submissions. So | think we're going to do that one more time and offer more options before we nail down
the title of the book, so still TBD.

AR ERIE:

XRWERAIEFN—MEEZER, MARGEEBTHER. EXAHR, HBEFIFEELH. NAMTFXRK
HEEXER, BRIRIFNBIEND, REVNIREE GBEAE ) (Building Rocket Ships). XFif
RIRNAIRERI-—REEMNNRGRBFAENMEFARER? BREXEK, BREWS, HEREMGE—
2o REABRZ MR, T, ARERXHNEWNERRKR. MURBHNSBIEE—R, REBEZED, A
EBRARERR, FUBRITERE “RE” .

[00:24:22] Lenny
English:

Cool, all right. I'm excited to see where you land. So let's just spend some time on PLG. | feel like this is
your bread and butter as a product leader. You've worked at some of the most successful PLG companies
and | think you have some of the most unique perspectives on what works and doesn't work. And | saw
you shared a preview of what you're going to be sharing the book, and so there's a few things there that |
thought were really interesting that | haven't seen other places when it comes to PLG. So | was just going
to diginto it-

AR ERIE:

B, RRIAGTRELMER. BEIELEEHE PLG 1B, EESEAFRNSE, XRMNEFITR. MEE
—LLEEMIIN PLG AR I, FINAMUMLEN. WEXTHEEFERINNE, REIRIZT BHR
A—EmE, HERE/LRZRGEEEE, SEHMITIE PLG BB RIS, FRURITERANEZRE T

[00:24:45] Oji Udezue
English:

Yay.

FSCERE:

KIF 7o

[00:24:49] Lenny
English:

Absolutely. The first is this framing that you had for where to start and how to focus with your PLG
problem. And you described it as starting with a sharp problem. Can you talk about what that means?

AR ERIE:



HAo BAZRMXTMMEF R URIMMERELE PLG EEESR, REEERA “M—PREEERE (sharp
problem) F8” . fREEKIXXBIREHAMD?

[00:24:59] Oji Udezue
English:

Yeah, so I'm trying to connect dots. The sharp problem is a little bit of that whole quadrant framework,
which is what problem are you going to work on? | think that problems have predictive power of success
if you actually solve the problem. And this is different from, | have an idea, yeah. | think that a lot of
innovation can come from inspiration, but the best inspiration comes from understanding customers and
their problems. So my advice to founders is pick a problem that is materially felt by your customers, pain
points that steal their time, their energy, their money, their focus, the inability to afford their leisure. If
you can solve those kinds of problems, and look, | know that it's broad, because it requires insight.

FROCERIR:
2H, REREBXERBEKER, “RHENEE BREZABIRRIER, BRTEFRTARZE? Hik

7, MRIFEMBRTRE, BARBESMEBTUKININEES. X5 “BRE—ITRF BFE. FiIAN
RECIFMAIURBERE, ERFPIRBRENEF LERBENIERE, FAUARLIBANERNE: EF—1FF
REVI B AR EIRYRIE, BBLMEMIIEE. FH. 8. EEANER, BEILANTEZERNRAYR@, 0
RIMEERRAXELRE —RAMEXREZ, ANCEERE.

[00:26:22] Oji Udezue
English:

The best founders often are people who felt a problem, understand it, understand that it's really difficult,
and understand that there may be like five, 10, 20 billion people who feel it and they don't want to solve
that problem versus | feel a problem, but only 100,000 people care. In which case, maybe it's not that
intense anyway, unless you can charge them thousands and thousands of dollars. So pick those kinds of
problems. If you have the narrative in your head that if you really solve this, people will pony up. That's
what | ask people to find. Too many of us just have a sharp idea. Look, I've built a startup on a non-sharp
problem, and | knew how it felt. Well, | also know working in companies that are solving sharp problems
how it feels, it's a huge tailwind to do that. In fact, when you work on sharp problems, it's hard to fail
because you can make mistakes and the customer's obsession will carry you, but if you work on
something that doesn't have a sharp problem, mistakes can kill you because essentially you're having to
pay a lot for marketing, you're having to pay a lot for word of mouth. People, when they get poor, they
don't care about it, like recessions.

FROCERIR:

RFNEIBARERRLERSRZINA. B, NBTESY, FHERAMEEE 5012, 100 ZEE 20012
ABERE, METBREFAXMEEBIA. X5 “RREE—1REE, ERE 10 HAEE" 2FRN, B
FEfREEMIX 10 5 ABAWEERT 7T, SUA MBI RER 587N FrAZERBIHNRIMERNFERT , Af]
ZEEEENET, IREBRERANEIHE . FMNFXRZARRE—T “RENKRF . 8, REEE
— 1 FREWPEA" BIISHEIQE], FAEBZMH AR, FUAEERR “RFRE HATITER
AR, BMERRBEERNIAN. FELE, HRBRRREHN, RERK, FRNEEMRIETHE, TP
RRNENEENSEMETE; BURMFARANAZRNAE, HIRFTERNEG, RAAMBAZIE RN
EWEBERMOBEKAE. SAMNESH (BNEFRR), MITRAREFRBLERBAENm.



[00:27:15] Lenny
English:

Coming back to something you mentioned earlier about just how much pain it needs to be for people to
care or how much pain it needs to solve versus the status quo, | think is a really important element of this.
| think most founders like, no, | need to solve a problem. But usually it's not painful enough or it's not
solving it enough, given either an example of something that you've tried or you've seen of just like that
was a sharpish problem but not sharp enough and people didn't care, either a company worked or a

startup you advised of just like, okay, it wasn't sharp enough.

AR ERIE:

EEIfrZ AR, XTREEERERIZDANMIAZAEEER, HEENTIURFERRZ MEE, ik
NEXRBIFERENER, ASHUEBARREST “F, HEERRAZ , EEERITRENERE, NERRTS
FBYR. MREEEMREIHIHLIHFIFF? LhIN—PNEERER/RFEHLFBRE, SBATFEERRN
B, TEREMIINATERMEIINALILE,

[00:27:46] Oji Udezue
English:

| don't want to create enemies because | know a lot of founders. But here's one, here's one. | don't know
if you remember during the pandemic, this venture studio by | think one of the ex founders of Evernote
created mmhmm camera, remember that?

FRCERIR:

BAEME, AARIARRZEBA. EXEF—NMIF, FREREIZAIZFRIFHIE, B Evernote BI—1i
AR AR XL TAEEF AT — 10U mmhmm B9ABHINA, 1215037

[00:28:04] Lenny

English:

Oh yeah, absolutely. Yeah, great video.
R EIE:

B, HAIRE. MIMMRRE,

[00:28:07] Oji Udezue
English:

It was fun, but | don't think it was a sharp problem. It was fun, but yeah, it didn't change the world of your
Zoom camera. It didn't change the world of your collaboration. And so | think that's one example of a
non-sharp problem, for example, for most people.

AR ERIE:

ERER, ERIANEERNAZ—IRENEE, EFit, BEHLKEHRZIRE Zoom BEXLER, HigE
PRBIRIIDEE SR, PRIATRREENARSHARN, Xm2E—1 “FFRFRE" 85+,



[00:28:31] Lenny
English:

What are signs that it's sharp enough, just like in your experience? | know you talked about it steals your
time, energy, money focused. What are flags that this is sharp enough in your experience?

FROCERIR:

RIBMRAVEYN, BMETRRAED BN ? RAEMRIIEMENE. FH. EERNEE. it
Z5h, EEMPLEES?

[00:28:43] Oji Udezue
English:

| think there are two ways to think about it. If you are in the trenches as a founder, the easiest way to map
out a sharp problem is draw the current approximate average workflow for your target customer, at least
what you think is a target, and then draw the workflow after they've used your software and see how
much shorter it is, yes or no. And then try to measure those lines. If you draw them as horizontal lines, try
to measure those lines and see if it's much shorter. If it's 2X shorter, 3X shorter, so let's say pre-customer,
that is the best way to hone in on it. Post customer, you should talk to the people who are most
enthusiastic and derive their workflow and their workflow change and try to measure that. | think that's

how you figure out if it's a sharp problem or not.
FRCERIE:

HIANNERMBEL . MRMEBSR—ABEIBA, BEAXTRERKEENGER. BHERER (ELE
RARNBMBRER) BRINTHIER, ARBEHMIIERMORGERENIER, BEREEET. AN
BXLEAE, MRFBENBRKTL, BEERENAESRES. IREBRET 218, 318, BAEKNER
2, XREFENAEGE. ERBEEFAZE, MEZEMPLERABHAFRYE, ESMINNIERUK
TERBZEN, ARRENE. FINAXMEFIERRREZ S RIAIT E.

[00:29:37] Oji Udezue
English:

The other thing that we talk about in startup super early stage world is, | call it the whites of their eyes.
When you take a problem and you share it with someone who it's going to affect their workflow, and | use
the word workflow a ton because | don't use specs anymore or use cases, | think workflows are the unit of
productivity. When you see people's eyes get big and they expose more whites to you, you're probably
onto something. It's not enough, that's not a workflow thing, that's an excitement thing. But people often
react that way when you're solving a really sharp problem for them. And then people spontaneously
bring up money, it's like when can | pay? When can I... Those kinds of things give you an indication.

FRCERIR:

BRI QBB R KICN S —HE, HIRZH “BHIRA” (the whites of their eyes) . HRIE—A]
AR ZLEBLETERSTIMEMBIAN (RREER “TER XME, BARTBER “WRHE" 3 ‘A
57, FNATERREFINEREM) , HREFIANEKARE, BHEZRAN, RETERNABT. XER
%, XARMER, FRIFERET. EHMENAMNBR—IIEBRGHENEN, MTEEZEXMRN,
gE, AMIsBAMRER, bl "R alfRaedR? ” “RitaltfzeeA L? 7 XEFBRLIMBHNGE

TNo



[00:30:23] Lenny
English:

Two other versions of the showing more whites of your eyes, which | love. Two other versions of that I've
heard is one is you see their pupils dilate and they're just like, "Whoa, | need this now." And then the
other is someone described it as, you see this nod of as you're talking, they're just like, "Oh, | get it. I get
this." And then they're like, "Okay, we need this in our company."

FRSCERIE:
*F “BHIEA” , BRIATBIIEIRE, REREER, —PNEEIMMINEFLRA, ABIRTE: “HE, BN

ERMFEXT.” Z—ITEEAERN, HRRIEN, FRERMIINEmRK, R’ B, HET, RTIEMR
7o AN R, BMRRFEX”

[00:30:46] Oji Udezue
English:

I'm a little over those ones because sometimes it's just excitement and just noise. And so the things | said
previously about workflow compression or capability inflation, | think those are more reliable, which is all
about customer research and customer conversations. That's what | would focus on. Yeah, I'm saying all
this from mistakes I've made, basically. So | feel like this is scar tissue, which is what I'm trying to pour
into the book.

FRCERIR:

BMBLEREZFRESE, RABNBRABHEMRE, FAIURZeREN “THERESE" 3 "€HEK
HIANXEESE, MXERHRTEAARMELIIE ZARRNX IR B0, HRPIXLERE FEEM
FIECIWHERFSEHFK, RREXLEHRE BRAR" , HERESHIERBENRS,

[00:31:18] Lenny
English:

Speaking of talking to customers, another one of your big bullet points in the book is around continuous
customer discovery, and I'm curious what you found to be successful in actually doing that. A lot of
people talk about it when you keep talking to customers, get feedback constantly. What actually works in

your experience?
FRCERIE:

RAESEFPRE, MMBPFHRB—IMERR “FENEF LM (continuous customer discovery) . FRAEXN
B, EXPRRER, MAMMLSERRINN? BRZABEXKLCEFHSEEFR XK. FERERG. RIBMRE
K10, BIEERNAERTA?

[00:31:34] Oji Udezue
English:

Yeah, | feel like all of park management is about discovery these days. Everyone talks about it, and | want
to make a distinction. | think discovery is when you use customer conversations to understand a very
specific thing that you want to optimize further workflow that you want to optimize further. And then you
call the people who are most likely to be affected and you do use various research strategies to talk to



them. There's a version of that also that is what | call continuous conversations, which is a Calendly and a
Typeform, which we'll do more and more of. You should organize it so that your PMs, your designers, your
engineering managers and your PMMs are constantly talking to customers by default. Meaning that
customer conversations show up on their calendar every week automagically, without them getting
involved. And then they're trained on how to have the conversation, because the death of customer
discovery is friction. If you ask individuals to do customer discovery, they will not do customer discovery.

FROCERIR:

B, HRBUENFRERNFEEXT AW . SPASTKILE, BREH—TIX2. FIAAL &I
EiEfREdE P ERER - FEAFNEY), REREE—TRUNEMIELFER. ARIRITEBIEAHR
LRAIERFEMBIN, HEASHARRESMIRK. BB —MRAERZMZA “FHEME , 7 Calendly #
Typeform, FMIZHEREZIMXFM. RMIZALKGFRIZ, ILIREY PM, &iHIH. T2LIEN PMM ZRIARLTE
TES5E AR, XEREZAMESANE ‘Bt HIMEMIINBER L, TREMITEENTN. AR
ERMAHTHENEI. BAZTFRRIABNIENE ‘B . MRMERDAZHEMETR LI, WINRF=
py L GRE

[00:32:49] Oji Udezue
English:

This is the thing that dies in an innovative company because it's very difficult to actually talk to the right
customer, not talk to any customer, talk list of the right customer continuously. But there's a third thing
that | like to talk about, which is customer listening. In fact, I'm going to talk about this at industry in
October, the PM Conference. Customer listening is different. It's not really discovery. It is the scarfing up
of customer signals that are happening constantly anyway. So people are talking on social, people are
talking on app stores and G2 crowd. If you have a instrumented churn survey, people are talking. If you
have NPS, people are not only giving you the scores where they're putting in the verbatims. If you have a
bug report, which we had at Atlassian, people are filing bugs, developers love to file bugs, so of course we
have that for that audience. And then if you go to Zendesk and customer support, people are either
talking about one thing all the time or a range of things, and you can see the frequency distribution.

FROCERIR:

FEFBERRE, XHEFEESIXH, EAFSS5 “EHN” TF (MAEREFATF) XX2IEEEHE
B, BEREBKKE=MHFE, EHTZN “BFLMHIAF" (customer listening) . FE L, FFE 10 BB PM K
ZEWERXMER. BEFHIAZAERN, EXRTER ‘R . ERNBELTRNARERAHLENEFES
By “BEI7 o AMNTERREAE LGS, ERABEM G2 Crowd Eiff. MNRIFERKAZE, A1EHIE;
RIRE NPS, AMNARIESTS, EESITE. MRMFEHEIRKRS (FAE Atlassian 3iH) , Af17E#R3 Bug,
FAERER Bug 7o SIRIFE Zendesk EEFAZIHER, AMNEA—HAERE—MHSE, BEATKIE—RIE
15, IRAIABESRR D,

[00:34:01] Oji Udezue
English:

And of course in Salesforce, you have closed one. These are all things happening no matter what you do.
Whether you're listening or not, you're getting these signals. One of the big, hairy, audacious goals of
product management is being able to process these signals efficiently. We did it in a certain way at
Calendly, which | drew a rig together through workflows and Slack, and then having individuals triage
those things. And if you can do that hard and at industry, I'll talk a little bit about how to do it. It's not
exactly discovery. It is what matters. Our job is to meld customer delight with business ambition. And it



feels essential beyond discovery that you are listening and you're understanding what matters from a
customer delight perspective. And | think many of us do this really well. I've tried to do it everywhere I've
gone, Twitter, Atlassian, Calendly, now at Typeform. But it still feels like something that the industry can
get better at.

FRCERIR:

YR, 1f Salesforce 1, fRE “BX" iBR. LRIMEIMH A, XEFBEEELRE. TIRIRESEMIFT, (REE
RXERES, mFaEEP—IEABERENBTMEEBSMMIEXEES, FKI7E Calendly BEMAN
KMTX—=, FBEILERM Slack BRT—ERS, ARIULAIWXEERHITOE. WRIMEBEIX—
R—HEAZLRSZFAHRELAHR. XFT2RRM, BEEXEE, BIMVIERR “Frfai” 5 “W
S0 MEE—iE. ARMZIN, HMIAHEENEFRRAELNATAT ZEREEYN, XBIEFEXE. &K
INRFANFRZDANERMFIERET. BBE—TMHEEHZIHXFM, Twitter. Atlassian. Calendly, ITETE
Typeform 2, EX{HARTEREMTIL RIS EIF8IHT,

[00:35:08] Lenny
English:

This touches on advice that Teresa Torres teaches around continuous customer discovery. And she
actually had a really good tactic, that I'll share here that stuck with me, about how to actually do this. So
the way she recommends companies do this is have a little popup on your site asking visitors like we'd
love to talk to you and get your feedback on our product. And it just links them to a Calendly to book a
meeting, and that's how it shows up on the calendar.

FRCERIR:
XARKe T Teresa Torres X FHFEEFA KM, MR LB —NIEBIFHRE, REXEDZE—T, XK

BE—EHILKENGRZ, RN ATEMIE ER—N\EE, WiEigaE:  “FOREMOREE, FiriRxgEA)
FmiIRIR.” AREETEEE Calendly IS, XEFWNMEBMHIERR Lo

[00:35:30] Oji Udezue
English:

Yeah, that's what we did at Calendly. But | will say, so a couple of caveats, we did that in the community.
We had community at calendly.com and we understood that that was a self-selected group. But it was
still important to talk to them because they were still representative. And of course you should do it in a
product. The challenge of that approach is always is it the right customer? And the pro/con of that is
talking to one customer is useless, talking to 100 is super useful. And so the challenge is are you targeting
the right person?

AR ERIE:

BB, HN7E Calendly MR X A, EHXEHMBANLA: RINEHXEHRTXHSE, HIE
community.calendly.com BN X, FKITHMEBRZE—" “BEME” BB EF. BES5MIKRNAREE, A
AN EERRY. A, MEZESRREXEY, XA ENSBEAE: XE “ERN” FFE?
HA®ETF: RMN—1ZFHPEA, 100 MIRELER. PRUKSETIRESHEAET ERBIA.

[00:36:09] Oji Udezue
English:



So some intelligence upfront and who to show it to and why you're showing it to them, so that they can
come is interesting. Very particularly effective by the way for growth, because if people don't activate or
churn, they don't want to talk to you. But if you can present that thing in their activation or conversion
journey, they might actually talk to you. And so that's really key. So | 100% agree with Teresa, that's
exactly what you should do for not even, | wouldn't even call it discoveries for listening, and some of it
can be discovery. Yeah, | think that's exactly what you should do.

FROCERIR:

Eit, FeHT—EEEME, REMERTURNTARETR, XRE®@, INER—T, XMEKEHE
M, RAANMBAMVLBRERELREL, T2 FEIEIREY. ENRIREEMNIBEIESZLREFRRID

AO, tfTRTREEM SRR, FRLUXEXHE. K 100% FIE Teresa M=, XIEZMRRZMHH—BREE
RfzR KW, MBAT ‘R, SAEF—MOEALUERR. B8, FINAXIERIREIZISET.

[00:36:45] Lenny
English:

As you're talking I'm realizing I'm using most of the products you help build. I'm on Twitter a lot. | use
Calendly a lot. | use Typeform as my default survey tool.

AR ERIE:

LRI, RERNREEERNSSITENASES R RERE Twitter, REHA Calendly, RiB
Typeform fEREABINBE LA,

[00:36:55] Oji Udezue

English:

| saw that, my team is really excited that you're using Typeform.
R EE:

HEET, HBVEPRNITRIRTER Typeform #IEEHE.

[00:36:59] Lenny

English:

You've impacted my life in so many ways, Oji.
R EE:

Oji, MRERZAERMM T HAEE,

[00:37:02] Oji Udezue
English:

| think you owe me money, Lenny-
FRERIE:

RREIRRIE, Lenny—



[00:37:04] Lenny
English:
What do you need? How much? Give me your Venmo QR code, it's on [inaudible 00:37:09].

FRCERIR:
REEMA? Z03? IR Venmo "B T

[00:37:11] Lenny (Sponsor Message - Repeated)

(Note: This is a repeat of the Jira Product Discovery sponsor message from 00:01:44. Translation omitted

for brevity as it is identical.)

[00:38:32] Lenny
English:

Getting back on track. Another important part of the book that you're writing is around onboarding. And
something that I talk a lot about on this podcast is just the power of onboarding and how impactful it's to
retention and so much of the eventual success of your product and how customers use it. And so I'd love
to hear just your advice on what you think is really important, | guess why onboarding is so important in
success and PLG. And also just what tactics have you found to be really effective?

FRCERIR:

EIEIEH, (MEESHPES—INEEENIDEXT “HF3518” (onboarding) s HEXMEFHEZEREFH
FEEMHE, UNENEEF. CRELARNUREFPIEFER~REZANEN, FFUKRRBREIFIFRAVE
W, fRANARFAAZEEETEN? AMTAHFIISE PLC WATHRIILEXE? 1o, (AL EREIEEE
B9?

[00:38:59] Oji Udezue
English:

Let me talk about a few fundamentals. Onboarding is a substitute for sales and all these account
management teams for millions of customers. The task is how do you make it approximate a human and
how friendly a human is and how approachable a human is? Because if you can do that, then you can
process thousands and thousands of customers very quickly. Onboarding is an exercise in understanding
the mindset of a buyer, of an evaluator. It's nothing more than that. Meaning that the province of
understanding is social psychology, it's not really product, it's biopsychology. And guess who knows a lot
about this stuff, it's people in the offline industry. The people who stock shelves, the people who provide
inventory online and so on and so forth. They are extraordinarily good at this. So the reason I say this is to
divert people who are [inaudible 00:40:00] to really find where to source their inspiration from for
onboarding, first of all.

FROCERIR:

ERBRNVNERRE NTFHRELARFARE, MFSISEHENMEEREEEANNERR. E52: RN
ALEREF—TMEAN, GEA—FRF. FHIEAN? BNNRIREMEIX—R, (RetfeirsRiEmAIERT
ERNER. #MFSISE—MEEIR. HEEOSHES. NLME. XEREERIEHELROES,



FRLEFMm, MEEYMOER, BRIEREXL? BATTWAA. BLEERERMOA, BLEEN ERMEE
FHAFE, WIREEBRXD. RZAUXAR, BATISAREIHHMFIISRBEIEKRR.

[00:40:06] Oji Udezue
English:

If you think about this as intentful in that way, which is people come not knowing anything about you and
in a progressively developed confidence that you are the tool of choice, you then have to break it down
into how does that journey go through a mind, the average mind anyway, and how do you assist each
part? One is value proposition, understanding, one is trying to see if it's simple enough and provides
enough value. One is kicking tires and one is making the choice that this is something I'm going to go
forward with. How does your onboarding support hit all of these things? Now | think there are two parts
of onboarding. One is mandatory, the setup, it has to be spare. | try not to make it more than three
screens, but it's about how do you say what this does and provide the essential setup that your customer
needs to be successful?

AR ERIE:

MRIMMZNEEE R EBE —BANRBIHENR—TAA, ARZHELE “MRmEEEIA” BNED
MG E DR XMIRESNAEIAM (ELBEBANKR) 89? RUOFHEIENFT? —ZE
BMEXK, —ERRECESEBEBHREMEBMNE, =2 “WHA” (kickingtires), MRMHIRE “Xit
EREANKRA . FEMFIISNABEMEXERT? ZANFHFISRARED. —= “EHME" BNR
B, wiitEE. RREFBI=TFS, ERET: MOARBXEMIAN, HRESFRIIFZENLER
B?

[00:41:05] Oji Udezue
English:

At Calendly, for example, we asked them about connecting their calendar and setting some defaults. Is it
9:00 to 5:00 or whatever that is? Those two things set up all the future success. And if we made it optional,
more people would fail. So it's information and the essential setup, and it should be as short as possible.
Then there's a whole other set of things that should be optional because they're not necessary for
everyone to be successful, but they're beneficial if people are curious. And also, it can be what we call a
random access, so people can get back to it any time they want, if they're feeling help. And so if you
divide onboarding into those two things and then figure out what to put in one and what to put in the
other, | think you can be quite successful. And this is just the tip of the iceberg that | get into in the book.

FRCERIR:

{51407E Calendly, FEfI&@RMINERBHHKE—LRIAME (LLINR 9 =2 5 RIEEFIR) . XMHFEHERFK
HIPRBRINETE 7 &ft. MIRFNNEXIGNAE, BEHAZIKK. I, EREEMVENRE, MANZ
RejgEfE, AREBEZ—EFRANZE A" B, BNENFE2SNARFIBEN, BMRAEE, €
MNEEm. ME, ERUEMBEN “BEHER" , AMIUEEAFEEEDHRERES, MRIFEHF
SISDEXRERD, ARREEMLERHE D, WEBREFE D, RNAMIFEEHL. XRZHED
SRiRITAYK L — .

[00:41:56] Lenny

English:



Are there any examples of really big onboarding wins, things that really helped with conversion or
activation that come to mind?

RS ERIE:
BSEH A3 RINEHRFES I SEG? thinARL B IF AR S i LR ESE MG F?

[00:42:01] Oji Udezue
English:

Well, I think keep it short is one big win. The fewer things, the better, that are essential, that everyone has
to go through. It's unclear if all those clickthroughs go here, go here, and all those things work-

FROCERIR:

1, JIAN “REFERE ME—PERBMF. KL NABEHNLED BT, BRERERARLE
‘RXE. RBE” M5ISREENEN

[00:42:16] Lenny
English:
The wizards, yeah.

RS ERIF:
RIRBERRLE “Am8” (wizards) X3S, XE,

[00:42:18] Oji Udezue
English:

Yeah. The wizards have had, in my experience, limited benefit. So much as just directing people to the
one thing that they need to do post mandatory onboarding. Having examples, not 10, one or two of what
good looks like is particularly powerful because it's mimetic. People see, oh, okay, this is exactly what I'm
shooting for, is very powerful. In terms of trial and conversion, letting people understand and being very
clear about where they are in the trial cycle, whether you want them to pay for it now or they need to pay
for it later, after seven days. Having them understand that really clearly so they know where they are
versus they feel like they're completely at sea, | think is very important for conversion.

FROCERIR:

20, RIE\EFZNZE, MFA3ISHERER. FUEEZSISANETREFSISEEMEG ‘REEN
£ . BETA FR 101, —MIHIT), BT "“WOEF B4, XENER, AACEEEGE. A
NEzE=E: B, 7, XIERHFBERINYR.” XIFEED. ARABMENIE, LATEREM T #
BoATHARBNEB N, RMAERENS, B2 7 XREA T, itTEMERX—<, MEECHL
15, MARRREGEANEBEERAH, HAANXIHNELEEEE.

[00:43:07] Oji Udezue

English:



| think there are a few things like that, but | also want to mention that it's different for every product.
Depending on where you are in the quadrant and the amount of augmentation and problem solving and
how sharp the problem is, you might want to adjust your approach. And this is the kind of thing that
there's some fundamentals, but it's not necessarily this one size fits all. In fact, at Typeform, we're trying
to maybe invent a new twist on freemium just because of some of the things we're seeing for our
particular customers. And so yeah, these are for me, some new learning as well as | go through each
different product.

RS ENIE:

BREREMHNBBELALG, BHRBERE, ST RBEAEN. BURTRERRFNMUE. ERIEE. 7
BRERB VAR RIBIRHIEE, RAERRFRBIRNGE. XBTHRMEAEESRE, EHIF “—HEEe
BX" BEB. FEL, 7 Typeform, HITEZHERFIEERN (freemium) EItidffets, ERENHK
MMBEZFRE BT —ERA, L, WNEER, SER—NFTENSSHE—XHNF .

[00:43:49] Lenny
English:

Along these lines of onboarding activation and getting a user activated is really important. And I'm
curious, do you have an example of what an activation milestone was at Calendly or Twitter or a

Typeform? Just to give people a sense of like here's a good example of an activated user milestone.
FRERIE:

IEHF5 | SMBENIER, iLAFR “WEE FEEE. RRIFS, REEFEMHIFIHEETE Calendly. Twitter
5% Typeform, #EEERE (activation milestone) BAM? FiLARM “GARFNBERAFEREE" &
M=o

[00:44:03] Oji Udezue
English:

| think this goes back to people, the Pendos and the Amplitudes of this world. You have to think through
your aha journey. Like at Calendly and also at Typeform we have three thresholds of increasing
activation. And we just try to make sure that people go through each one as many people as possible. And
frankly, we try to figure the drop-off between the increasing definitions of activation. So at Calendly we
want to make sure you've created your first meeting. But then if you've created five within a week, that's
really much more powerful. At Typeform, it's really about have you published the form and have you
gotten responses? And have you gone to look at what the responses mean in the insights page, for

example.
FRERIE:

FIANXEEEIR Pendo 1 Amplitude XET AFFKERNRA L, ROBEIRB “Aha fikiz” (IREBIZIK
#2)o. Lban7E Calendly #1 Typeform, 1B =MEERVECE M. HKNNRABRENHRRIAESHAEIES—
i BRI, BNSHBEREREEX ZERRAZE, £ Calendly, HMNEHBRIFIZTE TS B
MRE—BAREIRT AT, BHEREMSFSSZ T £ Typeform, OET: MRAHERETIH? REIEISE
TR REREE TR THEEXELNERRETA?

[00:44:52] Oji Udezue



English:

At Twitter it is are you following anyone or are you being followed? Because that verb, follow, is the way
you start to construct your informal community. Remember what | said is Twitter is for people who want
informal community around a topic that is not... Facebook is about who do you know, Twitter is about
who do you want to know? Who's passionate about what you're passionate about? And so if you haven't
set up your follow graph at all, you're not going to really activate. It's not going to be compelling for you.

FRCERIR:

£ Twitter, BUEISIRE: IRFERNATID? SHEBAXZEREG? BAHy “XiE” (follow) XAEhRZIRFFIEE
BFEEXHXBGN. BERHRE, Twitter EAMEREREMERZIFERNEXBIANEER -
Facebook @%xF “MRIAIRME” , Twitter EXF “RAEINRIE o EXRMMFARNBYLTHERBE? FIL, MR
RRAZBRIEIRAIXEEE (follow graph) , RIUKBERLERSE, XPFEMREMLERSI .

[00:45:23] Lenny
English:

Awesome, those are great examples. It's funny hearing that Twitter activation milestone out of context
sounds, so creepy. Have you followed anyone or is anyone following you?

FROCERIR:
XET, XEFFRF. BBNE, RBEIERR Twitter NBCEERMITERBEREBRA . “MRIRIR

(follow) FWATIE? BAERERIRIG? ”

[00:45:31] Oji Udezue
English:

Yeah, because a lot of people go in and then they tweet into the void or they don't feel like they have a
voice. But that's not the most important thing. Most important thing is are you getting content that you
are interested in that makes you want to come back and see more of it and follow is a huge part of doing
that.

FROCERIR:

2H, AARZAEEZFRBRNERT A, HERTHCRKBEAEN. EXHTRREEN . REENZEM
RERFTRABIAR, LMEEXREIES, M "X BRIAX—RBMZO.

[00:45:47] Lenny
English:

Yeah. Just on the point of Twitter, | don't know if this goes anywhere, but it's crazy how it keeps going no
matter how much destruction is happening all around, employees-

FRCERIR:
Bl XTF Twitter, HAMEXIERZSIRAS, BELAKENE, TIEARRKETZLVWF, RTARAKTS
b—ERAEEIET.

[00:45:58] Oji Udezue



English:

Oh, you want me to talk about that? Because | want to talk about this.
FEiE:

MR, (RARLEFRENENXG? FIEAREEIX A,

[00:45:58] Lenny
English:

Please, let's do it.
FRCERIE:

B, FHIEE,

[00:46:04] Oji Udezue
English:

So one of the things they, | don't want to say they, one of the things | learned early on is network effects.
Network effects, let me define it. Network effects is when you create value for passive members by other
people joining the network. So | am by myself, | have done nothing. I'm at home, chilling, but one person
joins the network and immediately | gain benefit, okay. So think about Facebook. If there are eight billion
people on Facebook, it means that all of a sudden | can reach everyone on the planet. And so the more
people on Facebook, the more it's valuable to me regardless of my effort. That's network effect. If I'm into
Word, word processor, Microsoft Word, and the more people who use that file format, it means that the
more Word documents | can read.

FROCERIR:

REHFIMNERZ—ME “WEMN" (network effects) s IEEREX—T: MEMN 6L EH M AIMNMSE
B, SAEIRRCIENE, thiFE—DAFTE, FAaEM, ERKE, BEREE—NTANMAMLE, FHiLzl
MBEIR . 2848 Facebook, IR Facebook £& 8012 A, XEFKERKIR/ABI A LIEX R FHEK ERIB—D A,
Frll Facebook EMIA#MZ, MERENEMRER, TLHKEREEH. XMEMBR. WRFEKA Microsoft
Word, ERXMXHEIXNANEL, SEEKEERIEN Word X i4FLEZ,

[00:47:05] Oji Udezue
English:

And so | did nothing, so by increasing the people adoption of Word, | gain benefit. Network effect, that's
what it is. So Twitter and then this is the mental model of critical mass, network effect is about critical
mass. You hit a critical mass and sometimes that's not mathematically defined, and then you've hit
network effect because people want to come because people are already there. So Twitter has hit critical
mass and lots of your favorite social networks. Network effects is a feature by itself, and it's the most
powerful feature. A good way to illustrate the power of network effects is Twitter did not die because
Threads came about, that's the power of network effect. In fact, the last telegram was sent in 2016, over
100 years after it was invented because of network effects. It had to be manually closed down.

AR ERIE:



Bt A, E@EIEM Word BIRBAR, HRET . XMEMLEML. Twitter 2L, XFK “Ia5F
TiE” (critical mass) BYBLHERE, MEBMVHZOETFIRFAE. —BEfEAFIRFARE (BNXAERFLR
MEEN), REAAE T BN, RAAMTERZERAEMABEERILT . Twitter MIFZIRERAIFLIZ ML
AT IRFARE. MEMNEIHIE—1IhEE, MARKEANINEE. RAMEZMNIEN—MFHIFE:
Twitter 72 BE A Threads B IMMILIE, FLE, RE—HBIRET 2016 XY, AREKPA 100 ZF
&, REMEMERN. CBIEFEKH,

[00:48:03] Oji Udezue
English:

| believe Friendster is still alive, so we have to be really clear that it's really hard to kill a network effects
business. Now how do you actually accomplish it if you were to accomplish it? Well, the revenue side of
any social network is vulnerable to attack. So for example, if advertisers stop being on Twitter, for
example, they're not gone because again, network effects affects them. They want to go where the
eyeballs are. But if for some reason they disappeared, while the people will continue to come, the ability
to have money to improve the network will disappear. And that is a negative spiral. What is very, very hard
to kill business, it's hard to kill software that's reached network effect, although you can kill businesses
that have reached network effect.

FRCERIR:

FAB(S Friendster BARES, FIURITOIERE, BERTE—TEEMNBMIANLSZIFERERN, B4, W
RIMBLIME, ZEAH? EAHZMEHNBNFEE ZRER S, fId0, MR EBHFLETE Twitter iR,
IHLKERERH, AANERNEFRINE ] 8 ERREPMS, BNREATEMRE D]
HRT, BARFIMER, EUANSNRAZENTER. ZR—MOEERRE. BARERTTIS, BEX
SEELIR RSNV B IFE R, REMAIURIEELEEIMBM AT,

[00:48:56] Lenny
English:

That's a really important and interesting insight. | think what's even especially interesting about Twitter is
Elon and the team have removed every other benefit of Twitter, like the brand, gone, employees, 80%
gone. Every part of it is being cut off, except for the network effects, and so it's a really cool case study.
Dan Hockenmaier tweeted this, was a previous guest, of just like it's a good case study of what is just the
power of just network effects.

AR ERIE:

XE—TIFEEEEEBNILRE. RERT Twitter KRIBERRHN—RZ, REMMHIFEET Twitter B9FFE
HL%, thinmEgT, 80% NRIKRT. S—MBOEWIIET T, MIRE T TMEMA, FrAXE—1 Ik
BEENRGIAR. HZAIRIER Dan Hockenmaier ZIEFS, Xt @MU EMILEZE G,

[00:49:19] Oji Udezue
English:

That's right. | did a really interesting course at Berkeley Business School, asked about technology
companies and so on, and this is a perfect case study on network effect. The best I've ever seen. It is
incredible.



AR ERIE:

i, RAEMARABZER LI—TIXTREARAFNIFEEBHIRE, XMEXTMNEBRNITRELHF.
FILIRIRGFIER, BEARRTRN.

[00:49:36] Lenny

English:

Yeah, it's wild Threads isn't able to get there quickly, unlike what it felt like initially.
R EE:

MW, Threads REEGRABIEAVAEDRAZANMEE, XERIEHN.

[00:49:43] Oji Udezue
English:

Threads will prosper, | believe. And again, it'll just be another click for advertisers who understand the
Facebook marketplace versus Twitter ad marketplace is much harder to access. And so | think the way

Threads wins is the revenue spiral versus the pure activity spiral.
FR3CEiE:

IABIE Threads SEREFR, MH, X FILTHE Facebook ["HHIZHIAKN, XRAREZR—TRFNE,
i Twitter I~ EHIHERHNE L. PRLFKIAN Threads KB A HXZEE “WNIER" , MAZEEN &
ERRENE” o

[00:50:02] Lenny
English:

Interesting. Where essentially they find ways to, even with lower base, generate revenue, which drives

advertisers, drives more investment.
FhCERIE:
B, Wi, BMEESR, MBI EWMARNAE, NMWksIT &8, FeESRE,

[00:50:10] Oji Udezue
English:

Correct, correct, correct.
FCERE:

=i, TEIER.

[00:50:11] Lenny

English:



Awesome. All right. That'll be fun story to watch. Kind of along those same lines, | want to chat about
virality a little bit. You worked on some of those viral products out there in B2C, | guess Twitter is an
example, but also in B2B, which is really rare and interesting. And | know there's no silver bullet for
increasing virality, but everyone's always wondering, how do | increase the virality of my product? So I'm
curious, anything you could share, any tactics that you've seen work to increase the virality, especially of
a B2B product?

FROCERIR:

AHET, X2~ TEENHE. REXNRE, HEWH RS1E" (virality) . RES 53— B2C Y
mEITm (K Twitter) , E5553 B2B (g, XIFEFNEEB. HAMEEINKSELERAVH,
BN ASER: FZMEAEIN~mBREE? FIURREES, METARTUSENE? BREFTAMRLI
Y. BEMEANAEIERIRES, 15525 X B2B M mBy?

[00:50:36] Oji Udezue
English:

Well, as is my style, | want people to understand what virality is in the first place because | think people
have misconceptions about it. People think virality is some Hotmails tag at the bottom that says, we'll get
a free account. Virality is really when the word of mouth of a product is high quality. That's really the
essence of it. Let me rephrase that. It's when customers market your product. And that is incredibly
powerful, but also that's incredibly actionable, if that makes sense. There are products who try to be viral
just for what | call synthetic virality that fail. Because in the end, if you're synthetically viral and people
get to the product and it sucks, that's it. That's the end. Even Hotmail, for example, people talk about the
viral tag. I don't know, you know what I'm talking about? Because I-

AR ERIE:

REBEBINE, ZRELABLANERTARRENE, BARETAKM LT IRE. AMBANBSEMRZ G
Hotmail [REBAR “REXEBEIKF” IR, WBMEENSXETmN ‘ORRERS” « XA BE. it
BRDUE: MR "FRAERMEETR - XIFERA, MBIFEEGRES. BE~mA T HARE
ANEREMN MIWELD, SREBRMT . FBAFRER, WRMBAEEL, MANEKR~mRIE, BB
LR T BMER Hotmail, AISICH-MREBIFE, MAERERTAB? FEAFK—

[00:51:32] Lenny

English:

Absolutely, at the bottom, yes [inaudible 00:51:34].
FREiE:

B, REPBIBIIRE, =28

[00:51:35] Oji Udezue
English:

Well remember, it wasn't just that. It was one of the first webmail things. And webmail was revolutionary
because you didn't have to have a POP3 client and lose your email across multiple devices. It solved a lot
of really good problems for customers at the time for email. And so when they arrived from the free
account, it was like, holy crap, this is amazing. And so let's do that. Uber doesn't have any weird viral



traps, but it compresses the workflow of getting a cab so much that it's viral, if that makes sense. In fact, it
was this time where Austin kicked them out for and other apps came in and filled the void, and then it
came back after the year and just crushed everybody. There was no campaign, it was just viral by itself. So
that's what virality is. So then the question is how do you increase it?

FRCERIR:

B, FMUXERMIE. ERRFH Webmail (MITIHEH) Z—. Webmail 2EmEH, ENMRAFTE
POP3 EF i, WASHESMRFEERMG. SRRT HNEFHETANREER. PRSI &I RENK
PoERES, RIRIF: “XKEB, XX#ET.” Uber U BEMEFIENARSHM, BEERAMERETITENIE
i, UETERBATHREM. FXL, ARNERATTHIE Uber fET, EtNBEREA#TER, E—F/F
Uber [@)3, BEEBETFEAN. KEEMEHEERN, EMEEAELN. XMEREE. BARTRT, WM

HEme?

[00:52:30] Oji Udezue
English:

Well look, fundamentally build a great product that solves a sharp problem and build it really well. If you
do this, this is the bedrock of virality. If you don't do this, there's no viral tactic that will work in a
sustained way. It will fizzle. But if you do this, you can lay on synthetic virality strategies for referral,
strategies for coming back into the app and creating an account. Remember before Calendly, there was
Acuity scheduling, there was other things. The difference was Calendly was so well-made, so simple for
schedulers, so respectful of schedulers' time, not just the creator's time that the virality worked. It did not
work for others who sucked. Xted Al and other places, they weren't that good. You have to be good to be

viral.
AR ERIE:

&, MRALR, BITE— T RBRARRAENGRTMm, FBEMFIFEET. IRMMHETEX—<, X5
BREENER. RMEAE, ERSRBELTEFEEZN, RS-, BURMRMET, RAU
BMANEREREE, LNEFENG. 5ISAFREINAHIZKF AR, 2, 7 Calendly 21, BEET
Acuity Scheduling FT &, XHI#ET Calendly iSXWF T, MAEERRIFEE R, IFEEEFEERE
(FMURZBREEERIETE) , FRLURERNEER T, MAMMSIENTIAMSEN. Xted Al ZEH, ENFTH
%o RTREEYF, A RERBEREM,

[00:53:33] Lenny
English:

That is such an important insight, that everyone looks at Calendly like of course you're sharing calendars
with everyone, it's going to go viral. That's like what a cool trick. But your point is so interesting that
there's previous versions of that, but the product itself wasn't great. The experience wasn't great. It was
too complicated, it didn't work, and that's what made it so viral.

FROCERIR:

X2— M EEEENIME. 81 AF Calendly #ui1F: “HAM, MIEHRSELEITA, EBEESEL
XITERENMREENRRIG, BRNUSREER: ZaimMBLXMUNRE, EF-REF R BEF, FREE, K&
¥, AU, M Calendly HpIHIERE N EIR™RMIF T .

[00:53:52] Oji Udezue



English:

Yeah, there may be several things | think affect virality. But | think that this is the nugget that people need
to take away, that is the foundation of bedrock of all of them. Customer support actually affects virality. If
you have fanatical customer support, people will love it. Viral tactics like the page that says, oh, get an
account, and so on. All these signing documents, Calendly and so on and so forth. Network effects as in
Calendly, you have these green dots. If you and a person have, Calendly tells you when you're free, all
network effects, really high quality execution, synthetic virality all contribute to net virality. But the
fundamental is exactly what we just discussed.

AR ERIE:

2H, ANNBNHEEREREE. BERNNIXBARFRCENZL: ERMEXERANEG, TP
B LRSS, IRMMEERNEFAXE, AMIzELE. BmEXRE (LbER “REKF” BRI
H). EEXH. Calendly %, Calendly FHIMEZH YT (LLMBLER), WRMENS —PAHLE
Calendly, ESEHFMHARMEET, FIAXENEMN. SRENNT. AESHRFSEHENR T RLHNKRS
Mo BRARREERIINAITIERT,

[00:54:38] Lenny

English:

Just got to get it all right. No big deal.

FRCERIE:

QBB EREMNMIT T . REAKXRETTH. (RRES

[00:54:42] Oji Udezue
English:

Build the best product possible, honestly, if you want to be viral. Slack wasn't even viral, there was no
synthetic virality. Slack couldn't even connect to organizations for the longest time. Why? You could be
working on the third floor and so on, using Slack on the fourth floor, and you would have no clue. There's
no way to share it with them. But what happens when you went to lunch? People are like, "We got Slack
and this is amazing." And people on the third floor are like, "Holy shit, when can we get it?" Boom, boom,

boom. Great product first is virality.
R EIE:

EX, WRIMERBRSE, MEITERAERTFNTm. Slack RMEEFERENN, KEEMAEHKS
FE, ARK—BEEE, Slack EELEZEERRAR, ATA? (RETERE=HIIF, MEENATR
Slack, fRIT2ARE, WLEMMIINE, BAMELFRNLETHA? Afl&ii: “F&IIAT Slack, X
HET.” ZHHAMINR: KW, HHARMZER? ° 7, 1, . FANTREIMEREM,

[00:55:14] Lenny
English:

Seth Godin has this phrase they always come back to, if you want to make your product remarkable,

something people want to remark about, and that's basically the core of word of mouth.

AR ERIE:



Seth Godin BAIELEHIEE : MNBFEILIRMFER “S#” (remarkable), EEILERAANTEE “GFig”
(remark) B9&A, XEXEFHREOBRHZCO,

[00:55:23] Oji Udezue
English:

Yes, yes, yes.

FSCEiE:

R, Ko

[00:55:24] Lenny
English:

| was watching a talk you did on this kind of topic and you had this great phrase that you sort of touched
on, but I think it's so good, and | just want to make sure we highlight it, which is that virality is customer
augmented marketing.

FRCERIR:

BEEIRXFXMERN—]EW, FRAT—MRENEE, FRRIAHEREDT, ERIANEXEHRT, HA
HARIA—T . mEMUME “BFIEREEHE" (customer augmented marketing) o

[00:55:36] Oji Udezue
English:

Yeah, | think it is the thing that | started with first. It's when your marketing is essentially done by your
customers because what it does, it affords you the ability to spend less on marketing. And you can either
uplevel your marketing execution or save money that you can put in the product. Atlassian spends maybe
like 10, 20 percentage points less on marketing than the equivalent competitors because it's viral and
also because it's network effects at this point as well, say Jira. And so it's customer augmented
marketing. Your customers are either forcing other people to adopt it or shaming them into adopting it or
FOMOing them into adopting it. So yes, virality is essentially customer oriented marketing, which gives
you options.

AR ERIE:

B, XMEH—FRRN. SIRNEHRERLBRZEFA T, BRIV EREZ M. RAILUREAEH
W17, HELRETHHERAEF@mSP, Atlassian FEH ERZHEJRELLAXZ ST FL 105 20 MES =,
ENERERSE, MAK Jira IMF=RREEEEMEMN. FAIAXMEEAIEBREEH. MNEPEAE
SBIBAIARBE, BAEEL “EF HHhiE “BRUBE (FOMO) REFEHINARBE. FALUEN, KE%
FEERUEFPNTERNEHE, ENMREHRTESER,

[00:56:28] Lenny
English:

| love that phrase, I'm going to use it now. | have just a few more questions before we get to a very exciting
lightning round, and these are kind of random two topics that | wanted to chat on. One is this concept



that you call forest time. It's a post you wrote about the importance of forest time. Can you just describe
what that is and why it's so important, and then also just how to do this?

AR ERIE:

BRRERZMIET, BRUEMBEFIEAC, EHENSAMENANBRRERZE, REB/LMEE, MK
R RENIER, — R “HRMETE” (foresttime) BIMER, REE—RXTFHMETEEESNNE,
R — TR A, AHACHMLER, LURIMNAEEED?

[00:56:49] Oji Udezue
English:

| operate, I'm an operator right now, meaning that I'm building things, | work for a company. But | also
advise and invest, which is different. When I'm advising, I'm looking from above, from outside, | have a
bird's eye view and I'm able to say, "You know what? This will work. This won't work. What have you
done? Can | look at the results?" And then cycle the advice based on what you're seeing and what I'm
seeing. When I'm operating, I'm building a team, I'm hiring, I'm managing all the things, Alina, shout out
that hates sometimes. And that's what I'm doing. When you are operating, you have the tug of war. It is so
intense that you don't have the attention to have a bird's eye view constantly.

AR ERIE:

BRIMER—RIZEE (operator), XERERTEWERA, RENRBILIE. EREMIARNNKE, BEFRE
B, SFMREY, JEM LS. MIMNIIIER, HIRBESEOA, FeeR: “RAER? XMIEE, BNMT
Tl fRETHA? HEEBBELERT? ” ARRIEMRKIFILBEF AHEN. MHKIEER, HEHARE. B
B, EERMENE (MERITRXER Alina BH) . XMEREEMBNE. HRATZERSH, (REAF—FH
NIEE . ERWMEZL, UEFRERERNENZFRSTSEAA.

[00:57:39] Oji Udezue
English:

And so forest time is the idea that you make time within your week, within your month to see the forest
for the trees. Most of the time when you're operating, you're seeing the tree, which is the problem in front
of you. But sometimes you need to see the forest, so you can figure out it as an alternate path, different
from the one that you are currently on your campaign. And so it's time to elevate, to get some bird's eye
view, to see the entire landscape and see the alternative paths through the current problems that you're
escaping. And | think that it has to be very intentional. And intentionality there is, | have published a
workflow, a document that helps you make that step to make that elevation.

AR ERIE:

FRUL “Z#iBdiE)” pALER, MESASEAMLE, A TEBHFMMBERBAMNA, XSBEHRIREE
B, fREZEINE “B , BERAIFVAKRE, EERMEEERE “ZM” , XEMRAERE—FEARE, &
ETFREREEHITHGK. FAIUAXRRERABE. RESHAA. URBEMREH I ARG FAEAREZ
HUBSEl, FINNAXBABIFEBERIRNTN. XMRIREIE, BEAH T —PILIEAXY, BEIRTERXMS
EREEF.

[00:58:25] Oji Udezue

English:



Like what are the issues? What are alternative ways to solve this potentially that I'm not seeing? Et cetera.
And what | try to do is | try to create that forest time for my executive team as well because it's not just me
that suffers from this, it's most everybody. In fact, it's most PMs because PMs are so influential that the
spoke of the wheel of product creation and product development that we often, it's a sine wave. You are
discovering and shaping problems and then you are commanding and captaining execution. And it's
endless and they're endless meetings. And so you need to create time for forest time, for elevation. If you
don't, you'll become less effective over time. It's just attrition.

AR ERIE:

tban: EFEMLRE? EPEHKEINERBRAR? FF, BFXNES, BEHNBRNSERMEIEX
M CBAESET , RARMNER, JLFFREASBIBARSR, XL, AZHPMEEMLL, FA PMEmMAE
R, BFmblEMALRKE LRES, RNEELT—MEZERRE: MELXRMBERZR, ARIREEEM
AFHIT. XBELIRR, EEARTHNS. FALUREERN “BZMetE” M “SERA" ehiEE. WRIMRA
XEEH, FEERTEIRTHERS, (REVMRZMER. XA AFE.

[00:59:14] Lenny
English:

And then just to make it even more concrete for people, what are examples of forest time? Is it taking time

off? Is it advising on the side? Is it-
R EIE:
ATIULARKERH, HFMEBENERKGFRHA? BRERE? SMERIAMLE? T —

[00:59:20] Oji Udezue
English:

Itis taking a day off at the end of a month, a full day or two days. And instead of just playing golf, although
that's fine, it is doing a workflow, worksheet to survey the forest specifically. And sometimes managers
are like, "Wait, you're giving people a day off when they should be working harder and harder?" And |
think it's completely worth it. It's not about working harder, it's working smarter. It's about seeing more
options than you see. And so I'm very happy to give that time to product managers, to product executives
or design executives or engineering executives.

FRCERIR:

REARKE—X, TEN—XKIFEXR, MEAFREITESREK (BABHIT), MEBBI—PIIERIIERFK
ZIIEM “BM” . BRZENSE: “FF, AAXKNEZESHIIENER, (REASGMIIKER? * HIAA
X2ERF. XABXTESZHHTIE, MEERAMIIE. ERXTEILMBNEINESER, Fild
BRIERREIEXERMNESREE, FaEE. RITFERTEEE,

[01:00:01] Oji Udezue
English:

Because | think that if they do it properly, then we'll have better execution in the long run. Let's put it this
way, in product development, we aim for maybe like 10% of the time and then we execute and build for
the other side. It's not just, there's more stuff we do. If your aim is off, then you are spending one, $2



million incorrectly of people's time. And so forest time should improve your aim. That's the entire point,

because your aim is a precursor to a huge amount of investment. And so | think it's well worth it.
R EIE:

EABIANMRMIMEEH, MKIZERE, HNBREEFHRITH. XARE, E-mALrH, ke
10% BYBYiEIR “BEE" , PARAR THERATNME. WRIREEET, BAFMEEERMEENE—
MBEAETHAANE. FRIUARMETEINIZIERMN “BEEE” . XERO=, BAMTNEEREEERN
RAWREIR. FTAFOANXIERERS.

[01:00:36] Lenny
English:

| love this. So specifically what you do with your team is once a month, you give them a day to do this

kind of worksheet that you put together?
R EIE:
BEWXA. FRUEEKN, MXREESEIE: 8R4I —XRINERTMIRES AT TIER?

[01:00:45] Oji Udezue
English:
Yes.

FRCERIR:

[01:00:45] Lenny

English:

And then that worksheet is in this post that you wrote, that you point to. Is that right?
FREiE:

BT TERMEMENRREXESE, FIE?

[01:00:49] Oji Udezue
English:

Correct, correct.

R EE:

AEh, R

[01:00:50] Lenny

English:



Amazing. Okay, great. This is very practical advice. | love it. Okay, one last question before a very exciting
lightning round. You worked at Bridgewater Associates, which | didn't know until | started digging into
your past. That sounds creepy. And Bridgewater Associates famous for what? Ray Dalio's hedge fund,
author of Principals and all these other incredible books, and it's a very unique working environment. So
| just wanted to ask about your experience there, specifically one of the craziest things there is just this
thing called dots I think it's called, where people just call out mistakes that people make at the company
and it's public. Is that how it actually was? Any memories of that?

AR ERIE:

XET, XRIFFLAMEN. FH, EHANSAXNENABRIZNZE], RE—NE#, (MBEHKES
(Bridgewater Associates) TfEid, HEIRFRARMFNESEAFE (FERE 2GREE) . HikEEL
TABE&? I - XFEX (Ray Dalio) MIxAERE, (RN REMBENIEE, BE—TERRINIIER

EHEFILHHEIR, KEREIERG? FtAlllizig?

[01:01:27] Oji Udezue
English:

Yeah, yeah. | was a senior management, what's called an SMA, which is the management layer right under
Ray's team. And we were the priests of the Church of Bridgewater. Bridgewater did things like record, this
is public knowledge, I'm not saying anything-

FRCERIR:

e, HENESREER, BHEFTBER SMA, BIRRER - AFKREATHHEERR. HiITMERE ik
# HRE. MKEMREZENER, XRAAES, BT —

[01:01:50] Lenny
English:

Yeah, he writes about-
FRCERIE:

E=m, tEBESE,

[01:01:51] Oji Udezue
English:

... before every meeting. Eventually we created a dot collector, which allows you to rate people in real
time. So I'm just having a conversation with you and before the meeting closes, in front of each other, |
pull up my laptop and | rate you and rate the interaction. And in theory, the idea is that if you constantly
rate people across hundreds of interactions, then you build a picture of them that is fairly accurate,
statistically accurate, that will transcend maybe emotional relationship as wisdom of the crowd idea. So
that's a theory. In practice, it is emotionally exhausting. And like you said, the little creepy, even the
recording.

AR ERIE:



------ EEREWNZE RARNGIET -1 “mUk&ESE” (dot collector) , ERIFIRERLEFI AT, EEINFK
IEEMIRRE, ERWERE, SENAGHNE, BITAECTEMSGIRITD, FAXREMHTD. Bitk, X
MUER: MRMERBRENPREG AT, MRMERT—MEZER. AtF LEHRNE G, X6
HERXR, XUTF “BEES . XBEL, ALED, XEBBRLIFESARR, MARGMRREN, AR
EFRA, ERFHER.

[01:02:38] Oji Udezue
English:

So | think there were things about Bridgewater that | understood intellectually in terms of the purpose
that Ray had designed, but didn't quite work. It's like the way | think about this is the theory of the
principles are really good. The practice and the execution can be quite off and not very human or not very
empathetic. But | will say this, Bridgewater taught me things that | don't think any other organization in
the world thought taught me. One example is Bridgewater thinks of people in three dimensions, their
skills, their attributes, and their values. Most organizations think about people in terms of just their skills.
But it makes sense that people have attributes and values, that people are timid, people are bold, people
like to jump in, people like to stand back.

FRCERIR:

FRAFIA, WFHKHELERA, JENEE LERIROTNIR, EXMBRATT. BEERZ: (R
mwy #IELIFELF, ERBEMNITARERRE, FBAMNK, BFRBRESR, BRONR, FHKBESTR
HREEMEMARBHERTHRE. —MHFR, HAM=ZANEEERFA K (skills) . FR
(attributes) FHMEW (values) o AZHRALRIEERAE, EABWEIERRMNER, BABEN, BAKX
A8, BEAEWHEREME, BAENREMNE,.

[01:03:38] Oji Udezue
English:

All these other things, we think about personality and proclivity. Bridgewater tries to establish and
measure them and also tries to write job descriptions that say, this is the kind of attributes we're looking
for, not just the skills we're looking for. And then of course values. Are you a thief or are you a principled?
And so on and so forth. Now that idea of looking at talent or people in general, both in your professional
life and in your personal life, is a huge addition to me as a professional from Bridgewater. So I'm saying
that there were things | didn't enjoy about Bridgewater, but things that | learned that I've learned
nowhere else as well.

FRCERIR:

FREXEER, RMNMZAERNERE. FKRERIHGEEN], HERERUEARREHAE: RIIFHHOZE
X R, MANXE “KREE” - BATENMER: FENVMIEZRTNERUBAN? FF. XMER/AT
HEBANAN, TIERAERUAETEZMALER, MEFKHLHRNERME, FRUFBN, RAHKE
LEARARFEN, ERFENRAETFIMEERE,

[01:04:18] Lenny
English:

Did you take that to what you do today? Thinking of people in those three different ways and-



FRSCERIE:
FEXEVASTNITERTIZ? UX=MFRENAXEEZA -

[01:04:23] Oji Udezue
English:

100%. in my professional life, in my personal life, when I interview people, | am cognizant of those three
things and | try to extract those three things, because | think it improves your success. Famously, all the
weird skill-based interviewing at Google was only 50/50 predictive. And the reason is Google did not
consider the other two things, | believe. Bridgewater was willing to endure 80% attrition to arrive at the
best people. Now | don't think it works for them because some of their system was not empathetic of
humans, like expecting humans to be computers. But | thought that was a very important insight.

AR ERIE:

100%. FEFBIERWANAEEFR, SEEHAIAN, REBIRIIX=ZLAZIEHRNEN, EAKINAXERS
RRINER, RFTARN, STRBLHENETFTRENEIXRE 50% WFNERE, RBEREMEANKEEES
SRR TKBERR 80% BIRARKIFELRMFNIA. BARAETAAXTERN, EAMIIHRLERS
AKRZHE, MEIEASHBRE—. EFXIANBE—TEEEENRER,

[01:05:08] Lenny
English:

Awesome. Qji, is there anything else that you want to share before we get to our very exciting lightning

round?

RS ERIF:
XETo Oji, EHASANMENNBRZET, TEHALAEHEMG?

[01:05:14] Oji Udezue
English:

In the history of product development, we have basically started to create abstraction to guide our work
versus the Wild, Wild West. So the engineers came up with agile and peer programming and all these
things. The designers have come up with design thinking, design sprints, and combined with research to
talk about how to do discovery of various complexity. And the question is the product abstractions,
because there's code, there's product in this business. So the product and business layer, what is our
abstraction? What is our crucible for organizing our work?

FRCERIR:

ErEmARNRES, HMNEX LELFRIEZMKBSHKIESRNNIE, MARGURBERELLE. T
RIMIRE T8EF L. SXRES. KITMIHRE T8t B4, &itmRl, FESMRRINeMAHTEM
EREEN ‘RW . AEAZTF ‘TRER” , ARVSHEENRE, BE~mR. BAaE~aMLSE, i)
BHREMTA? BAMNARITIERN B Bfta?

[01:05:52] Oji Udezue



English:

We don't even have one. We don't have a name for it. And so the idea of a part system is that there's an
abstraction above agile and design thinking that we have to pay attention to build solid organizations
and to execute well at the product and the business layer. This is a co-creative framework with me and
Ezinne. And the idea here is how do you construct a good product system? And literally, you could boil it
down into a checklist of the systems you need to build a really good cohesive R and D organization. So |
think that's the tee up. I'm going to have to leave you thirsty because someone else is probably going to
go deep into it.

AR ERIE:

BIEESE—NMH—HFE, T “TmAESL” (product system) HWARERE, EEENIRITRAEZ £, 7
— M ENBFARENHRE, UERIRENARHES @M SERITRIF. XEHM Ezinne HELIEN—

MER, OBRE: MUANE—MIN~mAR? FELE, MAURKEEKA—NESR, FIHET—

HIEEHH. BRBEANMEAALFIFBNRG. XMEMS. HFAEIXF, BAUSFAESZEINARAR

X MER

[01:06:35] Lenny
English:

Amazing. And that's your wife that you mentioned who you are co-creating this framework with and who

we're going to have on the podcast in the future.
R EIE:
KT o (MREIRIBBMAARERIEX MERBIAMBIRNEZEF, BIMUGEHEIIFHHKER,

[01:06:40] Oji Udezue
English:
That's right.

FRCERIR:

Ao

[01:06:41] Lenny

English:

What is it like being married to another product leader? Would you recommend?
FREiE:

MBI mAFELIRE T ARR? REEEFD?

[01:06:45] Oji Udezue
English:

100%, you can have really productive conversations and you can redesign other company's applications
in one conversation in the evening.



FRSCERIE:
100% 7, fRITATLUHITIER B HAME, EETUER EN—MEEPRERISHTHE—R AT H,

[01:06:57] Lenny
English:

Amazing. Well, that was almost the lightning round question, but | moved it up earlier. And so with that
we've reached our very exciting lightning round. Are you ready?

FROCERIR:
KIET o XAKRAA LI T, BRRFFT. Ba, HMNMEENSAHKERRBRE, HEHFTIS?

[01:07:06] Oji Udezue
English:

Yeah, I'm ready. Let's do it.
FRCEIE:

HEEWT, FHIEE,

[01:07:07] Lenny

English:

Okay, great. Let's do it. What are two or three books that you've recommended most to other people?
R EE:

8, . MR AEERZHR=AFBEMHA?

[01:07:13] Oji Udezue
English:

There's one business book that | recommend, | think it's called The Halo Effect. It's basically a book that
lets you call on all these business books that tell you all kinds of stupid shit. It is how to deconstruct what
is important in a business and self-help book and what is not important and what is just circumstantial
storytelling with random facts and form-fitting evidence. It's called The Halo Effect. Read it. Why do you
need to read it? Because garbage in, garbage Out.

FRCERIR:

BHE—ABLH, W GEFRRE) (The Halo Effect) s EEAR EEB—ABELLRIRIRARLER N ) BRI B AL FHRY
Fo SHIRMAAEEL BN FBETMEREEN, PEEAEEN, MEREHHMENELNERIE
ERBARSE. KR OB . ATAER? Ey “hitkit, k" .

[01:07:45] Oji Udezue

English:



People were amazed at the Outlier Effect, Malcolm Gladwell, and then people have been tearing it down
for 15 years now. But everyone ingested it and thought it was the most important thing. But how do you
know what's important to take away from them and what's not? The Halo Effect will help you. And then
the other thing is, | read for pleasure because | read a lot for work. And so science fiction is the thing.
There's lots to recommend, but | would say that people should either read Dune, Frank Herbert or
Foundation by Asimov. If you haven't read those two things and you're a science fiction person, you really
should. The world building is incredible. | understand Tolkien and fantasy, but the science fiction side of it

is those two books.
RS ERIE:

ATEXNSRENE - MAEE/RY (FR) BEIRN, EIX 15 FEA-EEFRFE. BEE8TASRKRET
E, HFIANERREZN, BIRNAMNEZMRREMTA, FERRAA? CEHRRN) 2FfR. Hi, AR
TERBAS, RTFHATHEMAR. BONMNIBRNRE. BREHESE, BERIVANTZREH=5
FiARER (VE) (Dune) SFIFAERKXR (Eis) (Foundation). WMRIRBMILIRENG IS XSS, AIRE
A%, Ht SRR ANANIL. FEFTRENEFLITE, ERAOXXENFIERSZRES.

[01:08:32] Lenny
English:

There's also a TV series of Foundation now, which | can say recommend absolutely. But it's a beautiful

show.
FhSCERIE:
WMEWLE (Eith) BMET, RENHEE, HBERE.

[01:08:39] Oji Udezue
English:

Yeah, no. | haven't watched Foundation yet. | just felt super weird watching it after reading it. And | could
only make it through three quarters of Dune. Well one, but I will make it through them. | don't expect
them... The books are glorious. If you love prose, the books are, man, crazy. But | will get through them
eventually.

AR ERIE:

wRE, ETREEBERIRIEEN. RRETESZ=M (WE) (BE—8), EREFTN. RTEER
B REXIRIET . IRIFERNEXROINE, BEBHERARET . ERERESETENN.

[01:09:04] Lenny
English:

I've not actually read Dune, but the movie was incredible. | played the video game Dune where you're just
mining spice all day and it's just stuck in my brain forever. Okay, next question. What is a favorite
interview question that you like to ask candidates that you're interviewing?

AR ERIE:

BELZRE (VE), BERXET. Hind OVE) #UHEk, BXEEXRY, PEEKTZBEHREE.
8, T—1E, REIREEARERENETZMHA?



[01:09:18] Oji Udezue
English:

| try to ask two. | feel like it's going to give people a cheat sheet when I interview them. But | try to ask two
questions. So I'm not a person who does favorites, so it's hard for me to pick favorites. But | ask people to
introduce themselves and | think it tells me a lot about them, how they tell about themselves, what they
say about themselves and the content of it. | ask people about the things they think they're truly great at
and then I ask people the things they think they need to learn. The latter too is about their professional
skill, their craft. | think it tells me a lot about how they communicate, it tells me a lot about how
thoughtful they are. It tells me a lot about what they're proud of and what they lead into. And those kinds
of things are very important to me.

FRZERIE:

HEERFE D RESXILMUERKERARYE YL o BRAEWE “REX , FAURENR. BR=
BAMNNEES, RINAXEBEFERSXTHINES . wilnFErEa S, iR TH4, UKAEE
B, HzPMTANEEEEERTA, ARRAMITANBEESRTEFIF 4. BEXFMINTIRENF
2o HINNXBERBMIIFDBA . BERE, URMIIZILUARMRANENBMSG . XENERFTIFEE
=

[01:10:10] Lenny
English:
What is a favorite product you recently discovered that you love?

AR ERIE:

[01:10:13] Oji Udezue
English:

| have been optimizing my workspace a lot. So I'm on a kick right now where | use Windows. | was in the
Windows PM and | still have my Windows box. But a lot of people, we use Mac at work and I've used Mac
for the last few years. So even though | switched between them, I've spent a lot more time on Mac and my
Windows experience is completely optimized. It is perfect. But Mac, I'm like the Windowing sucks, there's
all these gaps | see. So I've been trying to figure out how to dial in my Mac experience.

AR ERIE:

BERbf—BEERMHUBENIETE. BUEESEKTER Windows, FE =2 Windows By PM, IEXH
Windows BN, B Z AEIEFMER Mac, 3 E/LFEH—BHER Mac. FIURE &Tﬂﬁ%lﬂtﬂ?ﬁé x=
Mac LRI EIE %, MIFKH Windows AR BLEZEMHLIFT, FEBRE. BXTF Mac, ERFEOBER
1=, BRZ0RME. FRUE—BEESRNEETEIKN Mac K5,

[01:10:49] Oji Udezue
English:



| hate the activity monitor, sucks. What's a replacement? The sound. It doesn't support sound through
HDMI or sound through... | don't know, just some weird setup. So I've been optimizing that. One
particular product that | like in the context of that is Unlocks. It's one man product that allows me to just
look at my phone and log into my Mac when | walk up and then locks it when | walk away. And it'll
actually detect my proximity. So it'll start the login process while | get close. | think that's incredible and |
feel like it improves my productivity.

FROCERIR:

HRERN SRS, KMEAT. B ABARE? 2EFE, efxi el HDM BHEERE - BZE
—LEHFENKE, MUE—EER K. EXTNERT, FHHNERN—1mM Unlockse XEB—MHRIIFX
EWFm, CUERIAFE—RF, SREONMERER Mac, SREFNEZEEIBE. ©EMHF LR
RUBERS, HBEEMAIBERIRE. HREXXFABNT, ERE THHNEST.

[01:11:26] Lenny

English:

Very cool. Sounds like a lot of haterade for Macs over here.
R EE:

RES. IECSRIRXT Mac BARDIE S,

[01:11:30] Oji Udezue
English:

Well, for someone who uses it a lot, no, | think pros and cons. I'm no longer paid by Microsoft, so there are

things | don't like. But there are also things that the Mac isn't perfect either.
FZERiE:

ERA—IREFERENA, &, BEBEEMNES. BWEAREHHNIERT, FIUEBERBRAEZENR, B
Mac B HARTEE,

[01:11:42] Lenny
English:

Yeah, indeed. What is a favorite life motto that you repeat to yourself or share with other people, either in
work or in life that you find valuable?

AR ERIE:

L. MMBRBEFALENBESRISMADENAERS? TRREIFERERER, MESRENERAR
o

[01:11:52] Oji Udezue
English:

I've taken to saying that there's more knowledge outside my head than inside it. And this is a plea for
curiosity. | have three main things that are my North Star personally. Obviously when | say personally, |



mean everything professionally. Which is originality, curiosity, and wisdom. And so this thing about
there's more knowledge outside my head than inside my head is a plea for curiosity, it's a plea for
skepticism. It's a plea to be humble about what you know, no matter how old you are, about the world
around you, and always be listening for more. Even when you know something, let other people speak
because they might add 10% more to the 90% you know. And so being an active listener is very
important.

FROCERIR:

HER:  “HREINIRNRLERREN S X2—FFa O, RBE= M OBALIER (SABEE
BRUETE) . ReItE. FHOMES. PR “MIMNIRILRLERAZ” 23 a7 OM TSI, SR
EXNFAARIRE, TIRRSAERL, MEXNEABENUFRITRE, HREZMAES, BEREEMET —E
15, MEILFIARIE, BRMIITESAIRER 90% B0 10% AU LR, FrlL, M— P TR HrEE
BEE,

[01:12:48] Lenny
English:

Beautiful. Last question, you are from Nigeria. What is a Nigerian food that you think people need to find
and get ASAP?

FRSCERIF:
XET, BE—NEA, FRERBFT, RANAMINZRRESXNVEAFTEEESHA?

[01:12:57] Oji Udezue

English:

I'll recommend two, depending on how familiar you are. So if you've never had fried plantain with beef
stew-

R EE:

ESRBIRNAEZEEERM, NRIRMKRIZE “VEXERMFA” (fried plantain with beef stew) —

[01:13:06] Lenny
English:

Oh man, that sounds great.
FRCEIE:

KIB, OFEERAET

[01:13:08] Oji Udezue
English:

... then you should stop what you're doing, stop work, whatever you're doing, find your next Nigerian
friend and go get some, okay? This is the food that most Nigerians will basically trade years of life to have



access to, okay. So that's what | would say. And then the second thing is if you want to be in the in club in

Nija, as we call it, you got to try pepper soup.
R EIE:

------ TRIREL%E T FEM—Y), BIETIF, FEREMIA, FHIRBRNTRRHERAL, F13? XR2AS
HEERITAREALESHERMNER, XRE—F. FTMRE, NRIFHENBIFRNEEHNT B
RA” ARES, (AL 487" (pepper soup)s

[01:13:48] Lenny
English:

Pepper soup.
HRCERIE:

EAH 7o

[01:13:48] Oji Udezue
English:

Now, if you all are not into spicy stuff, I'm sorry, the door is close to you. But pepper soup is really... And it
is amazing. It'll make you sweat, but it's delicious and you should give it a shot.

FRCERIR:

NRIRAEIZER, B, XBIIHMRXAT . ERHHENR - KHE 7. EXILIFRT, BIFEEK,
RN =R —To

[01:14:05] Lenny
English:

0Oji, | think we've solved many people's sharp problems. | really appreciate you making time being here.
Two final questions. Where can folks find you online if they want to reach out? And how can listeners be

useful to you?

AR ERIE:

Oji, HRHNEBLBRTRZAR “REEA" o IFEBGIRHIGEREIXE, REHNEIH: MRAKEE
BT, AILITEMBEHRER? WUIRIFARE LU IR A2

[01:14:16] Oji Udezue
English:

| publish on Substack when | have time, you should check it out. It's usually all about things that are
beneath the surface. What's behind the thing. | believe that's how you'll find it. I'm on Twitter as well, so
you can follow me because | will talk about products. How you can be useful to me is go follow me on
Twitter, sign up for updates on the book. If you do, I will draw from that audience to help name the book,
to help design the cover for the book. The book is intended to have a freemium because | want this book
to be available to people in Africa and India, across the world.



FRZERIE:

HEZTR7E Substack ERAERNE, RAILEESR. BEEXTEYMRKZTHARA, BEENRE. FHEEIR
REFREl. FtBTE Twitter b, fRAILAKIER, RSWHIF G, MAJUFEZRBE: & Twitter XixF, 1T H
RUEHT. MRMEXEMT, REMZRPERERRERHR. KiTHE, XABITEXRA “RREE" &
X, EARFLEIEN BNEURSERHABREREE

[01:15:29] Oji Udezue
English:

So there'll be a free version of it and there'll be premium versions with more tools, more help, and maybe
even interviews with luminaries that you care and love as well. And so hopefully that will fund the free
side of it as well. So come in, become part of the party, maybe join a pre-read, an early draft read. That is
the best way you can help. So this is a call to all PMs and people of goodwill.

FRCERIR:

FRUEE—1NREBRAE, HEEE8FELTH. BLEM. EE08REENRIBAYH RN ERE. &
BRELUIL BB R EEhR. FrLL, FMAZNIE, BiFaTUSminEs RHEERTIR. XESMReERENRIFER,
XEXFE PMIEEALTHNSE.

[01:14:36] Lenny
English:

Amazing. What a great answer to that question. I'm going to go get some pepper soup and some plantain
beef meals. Thank you so much for being here, and I'm going to go get some food.

RS ERIF:
KET, XPMOEEF, REEXFSPHINVEAESRNE T, IEERSREER, REEIZKRA T,

[01:15:41] Oji Udezue

English:

All right. Thank you, Lenny. It was super enjoyable and love hanging out and God speed.
R EE:

89, BHEMR, Lennyo HMERFAC, HM—IIIRF],

[01:15:48] Lenny
English:

Bye, everyone. Thank you so much for listening. If you found this valuable, you can subscribe to the show
on Apple Podcast, 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.

FROCENIR:



AREN. EBXGFURIT, WRREFEXEATEBMNE, BILUTE Apple Podcast. Spotify SiRERAIEE R
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