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(00:00:00) Patrick Campbell
English:

The bratty thing here is that real professional ship. At the end of the day, real... | don't care if you're a
marketer or a product person, engineer, ops person, people ops, real professional ship, and they ship at a
pretty high frequency for whatever they're doing. In my opinion, your tempo framework is more
important than your org design. And so if you've ever had a team that seems really, really smart, but
they're always planning or they don't really ship a lot, or you've had trouble where everyone kind of gets
it at the leadership level, but then the team below them and below them seems to be kind of going in a
different direction, you probably don't have enough alignment and you don't have enough alignment on
what good looks like in terms of tempo.

AR ERIE:

XEENEBRRBMA: BENTWATERZT (ship). HEIK, TIRMEBEHIHERAR. FREFE, T8
. ZEARERANER, EENTIWATERHERZY, MEXTRMITHRA A, XOMRHEEIS. £RE
*, fRBY “TIRER" (tempo framework) LEIREY “ARIKIT BEE, MIRMBBEIXHE—ZHA: 5K
REEREIFFIREA, EMINES2EIN, HEFLHAS,; HEMFBIIXIMER: ASEEHBAEER, B
TEOERINMNFERRENABLR, BRAEZENRIIFHIR (alignment) £, LHEE “HARHF
MRATER" X—R ERZHIR,

(00:00:45) Audio (Intro)
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 Patrick Campbell. Patrick is the founder and CEO of ProfitWell, which he bootstrapped and sold without
any funding for over $200 million. I've been a big fan of ProfitWell and of Patrick for many years. He's one
of the most insightful and smartest people that | know, constantly sharing wisdom on Twitter and in his
newsletter, primarily on pricing and retention and team building and all of the elements of building a
successful SaaS business.

AR ERIE:

SRR E Lenny HIiER, EXE, REaRXFHALNF=RASEMEKER, FIMINEMEMMEK LSRN
I RSP ENEREZR, SXMNERR Patrick Campbell, Patrick = ProfitWell B934 A3 CEO, fth
BFHEXR (bootstrapped) , TEREEMARANBRTEABUEE 2 ZETHNBELH. Z2EXRE—EHRE
ProfitWell # Patrick BB L# 22, MEHINENRERM. REBAMAZ—, KEE Twitter A EIRF S
EEE, FEINEN. BE. HABIGUNIEERI) SaaS WEHNMBEEE,



(00:01:19) Audio (Intro Continued)
English:

I've been excited to get Patrick on the podcast since | launched it, and | think this may be the most action-
packed signal-to-noise episode yet. We cover 10 topics in an hour, including hot takes on team building,
bootstrapping, shipping, competitive analysis, user research, and of course, pricing and retention. Do not
miss this episode, it is one of my new favorites. With that, | bring you Patrick Campbell, after a short word
from our wonderful sponsors.

AR ERIE:

BMBEADXMER LK, m—EHREEIE Patrick. HWINAXAIEEREHAINLETERES. ERIEEEN—%.
BAINE—NMDRREET 10 MER, SEXTHEAEE. BFER. XN TE22M. AFHR, HSAEEE
NMBENERFMR, TAFTERIX—&, EERREVNNRIEZ—. ERZHREBBNERENARLE, 1LEH]
3 Patrick Campbells

(00:01:45) Audio (Sponsor: Vanta)
English:

This episode is brought to you by Vanta, helping you streamline your security compliance to accelerate
growth. If your business stores any data in the cloud, then you've likely been asked or are you going to be
asked about your SOC 2 compliance. SOC 2 is a way to prove your company's taking proper security
measures to protect customer data and builds trust with customers and partners, especially those with
serious security requirements. Also, if you want to sell to the enterprise, proving security is essential. SOC
2 can either open the door for bigger and better deals or it can put your business on hold. If you don't
have a SOC 2, there's a good chance you won't even get a seat at the table.

FRZERIE:

AETE M Vanta 288, Vanta BENEE R 2EWRIE, MERWFEK, NRENEWERIHFHEERLK
18, BRABRAIEEEMIAZIZANEHIRIE SOC 2 SRR, SOC 2 BT A E] BRENE SR e RIF
BERYEN—MAR, AMTRIUSFFAMSHEUH (CERREETRLE2ERNEIENMN) BEE. 1,
MREREELFEEFEE” R, ERAREMEXERE, SOC2BRENEFBREXR. EFHNRXHZ21], thrlkE
B SEFRAT, MREEHE SOC 2, RATGEERHIEH EFRE,

(00:02:31) Audio (Sponsor: Vanta Continued)
English:

Beginning a SOC 2 report can be a huge burden, especially for startups. It's time-consuming, tedious and
expensive. Enter Vanta. Over 3,000 fast-growing companies use Vanta to automate up to 90% of the work
involved with SOC 2. Vanta can get you ready for security audits in weeks instead of months, less than a
third of the time that it usually takes. For a limited time, Lenny's Podcast listeners get $1,000 off Vanta.
Just go to vanta.com/lenny to learn more and to claim your discount. Get started today.

Fh>CERIE:

FFigESR SOC2 kG gER—ME RN MRIE, LEEXMFIEIAGMS. BN, ZKEBSR. Vanta MM

4, 81T 3,000 RIRRIEKIATEMA Vanta BESEREIX 90% B9 SOC 2 X T{E, Vanta el AL EELER
(MAZR/LTA) HireeHEIHES, ENARIEBENEN=22— ERENEIRN, Lenny BEHIFARATE

% Vanta 1,000 E£tHLE, REiAin) vanta.com/lenny TRE ZEEBH BN, $XMFAIAEE,



(00:03:02) Audio (Sponsor: Amplitude)
English:

This episode is brought to you by Amplitude. If you're setting up your analytics stack but not using
Amplitude, what are you doing? Anyone can sell you analytics while Amplitude unlocks the power of your
product and guides you every step of the way. Get the right data, ask the right questions, get the right
answers, and make growth happen. To get started with Amplitude for free, visit amplitude.com.
Amplitude, power to your products.

AR ERIE:

AETIEH Amplitude 288, MREIEFERDITHRALAZA Amplitude, BBEERBtANE? ERIAZRES
GRIEHH TR, 8 Amplitude BRI mBVANE, HAES—INERMIES. REUEMNLSUE, REIERR
A, FEEMRINESR, IHBRKEE, RFEFWRMER Amplitude, 15351R amplitude.com. Amplitude, AR
[TV 1=

(00:03:31) Lenny

English:

Patrick, welcome to the podcast.
FRCEIE:

Patrick, JDREIFEZ,

(00:03:33) Patrick Campbell
English:

Thanks for having me, man. Good to finally... we've been texting, chatting for years now and | just realized
we've never had an actual conversation, so this is where the relationship and the friendship ends because
we realize how awkward we are together, | guess.

FROCERIR:

BHHREDEIE, it. REMET - HINBERERE. WXREFLET, HARTRIRKNMKRHAITIEENN
iHo FRUAITE, XBRXZMKEAEMBEEXERXRLT, HARNSAIMRILE—EEZEM.

(00:03:48) Lenny
English:

| highly doubt it. | hope that doesn't happen. I've wanted to get you on this podcast ever since | started
this podcast. It's always been on my list. You're just generally one of the smartest humans and most
amazing humans | know, and so thank you for joining me on this podcast.

FROCERIR:

BARARINE. HEEPASKE, BMKINDXMEZLR, m—EREBR. (RA—EERNRE L, REXK
INRNREERA. &7 RNENAZ—, FRLURSHRSMIEATER,.

(00:04:02) Patrick Campbell



English:

We've got to introduce you to more people, but | appreciate that. | appreciate that.
FRZERIE:

BREFHBMENBLANINRT, FLIEBRE, REZH.

(00:04:07) Lenny
English:

You're a humble, humble man. So usually what | do with these podcasts is | have this one main topic that
| focus on, but | feel like you're such a renaissance man of a brain that | thought would be more fun to go
through 10 different topics and power through them and see your perspective. | feel like you have all
these contrarian takes on things and these interesting insights. And so what | want to do is just go
through 10 topics and just get a sense of what's a big mistake founders companies make in this area,

what's maybe a big opportunity they miss, or just like what's a hot take on this topic. How's that sound?
R EIE:

MRHET . BEEAXEREER, RTETFT T, EREGMIRWME—" XZ2EX2F” , I
FRMREREBEI—E 10 M RENER, EEMINR, SEAEB. REFMNERSERHBEXMRETZNL
BNEBRER. FUREHE, 3—8 10 MEHE, THE—TEIMARQSEXLETAEICHEIR. FIREHE
SHEANE, HEMUWXLEFENBEINR, RIS EAR?

(00:04:43) Patrick Campbell
English:

Yeah, 100%. Let's do it. I'm going to change my Twitter bio to that, renaissance of a brain. That's
[inaudible 00:04:50] for me. Yeah, | appreciate that.

AR ERIE:

R, BRZBEM. ILFATFIEE, HEBIA Twitter BTN — “NZEXANKR o XXF
KRAET. 289, #Hh.

(00:04:52) Lenny
English:

Yeah, just renaissance [inaudible 00:04:55] that quote. That'd be hilarious. People will be like, "What the
hell's he..." Anyway, let's just jump right in. First topic is building your team as a founder or just a leader
of any kind. So here's the question, just what are the biggest mistakes people make building their team?
What are the biggest opportunities people miss when they're building their team? Or just generally
what's like your take on how to best approach building your team as a founder or just a leader of people?

FRCERIR:

1ere, AR, WIREE, A28, “XRUEIEE--" LLWA, iLRMNERFRE, 51
BN AREMRENASENAAZE. FEE: AMIEARFMRLHRAERZMA? #T
MRANZEMHA? HESHHRY, FHEBASMSE, MANEZEMRNRESZBHA?



(00:05:23) Patrick Campbell
English:

You always have to start answers with cliches, and | think the biggest cliche with building a team is, team
is everything, right? If you're listening, you've heard that, you've probably said that to somebody or
gotten mentored on that. And | was told that in the early days of building, and | actually thought it was
terrible advice. | thought it was going to be the product or marketing or something that was going to hold
us back. But | think that although team is everything, and | truly believe that, if you look at most data or
most behaviors that most companies make, this isn't actually how we think or what we do.

AR ERIE:

EEXLEFDEMRIDEIFFIE. TIANARZFANRERNKIDEREAME ‘BAAME—T" , XWE? MR
£, MREERSXEIE, HENINARL, HERZIXAEIES. EHEIWLH, FIABIARER,
YR FREXB TERNEN. RUNBARBRNNZE™m. SHEZENFRA, BHREST, BA “BANME—
1" —RUHDRERR —ENREMBASHABNHESITH, XEEHFRHINEENBE A
(073

(00:05:55) Patrick Campbell (Continued)
English:

Let me give you two fundamental issues. | think the first one is we confuse team by being everything to all
people to accommodating to every single person, and especially in tech the last couple of years, maybe
that's going to change a little bit now, but it was always like, "Oh, everyone needs to be happy." And |
think that's a really, really big misconception because you're not there to make everyone happy. You're
there for some sort of mission and some sort of goal and you want to set up the culture and the teamin a

way that gets to that particular goal.
R EIE:

IFFEHRMRAERE. £—, FMHE “HPmE—Y)" REKT “BHEAEAN" , ZlEa8—7A. LH
RESE/NENRR, BANEATREMNE, BUFESERA ‘B, 8 ABEAL . FINAXE—T
EAXMIRX, ENRNEFEFRRATILE DAL MIEEEN T EMESM BT, REERIL—MXIK
FEIPA, LASEIARMFERIB 7o

(00:06:24) Patrick Campbell (Continued)
English:

And | think the little bit more actionable way to look at this is, | don't think we actually focus on our team.
The average tenure of a manager in tech right now is about 15.7 months. | actually went and looked into
this mainly because we got into hyperdrive about team a couple of years ago. The average time a report
has the same manager in corporate tech is only about 10.8 months, so just under 11 months. And there's
no way that team is everything, or at least we actually believe that when the purveyors of your team, your
management only lasts that long, it's just impossible.

FRSCERIF:
MNEEREMMAERE, RIANRITHEEEEEXIFEI. BT R BHFIYERL N 15.7 M E. &
EIAREIXNEA, FTBEZRNNERRINFERIEXIFNREIG, EREEATS, TERAER—IKZIEN

FigRiE)N A 10.8 M A, HMEARE 11 A, MRMIENEERE. MNEERREREEFXAKENE, AR
RAFETRESEM “HAE—Y) , HERKFIMREFBEX—,



(00:06:57) Patrick Campbell (Continued)
English:

And | think for the most part, people ops is an afterthought. And even if you get into the history of HR,
which we should not do because that's an entire podcast, it's all about reacting. It came out of the labor
movement in the mid 1900s, and it was all about, "Hey, how do we CYA?" rather than, "How do we push
our team forward?" And | think in tech we had the opportunity to do that, but we haven't really focused
on our team as much. So I don't know if | answered your question, but that's the scope of that problem |
think, is we don't actually focus on our team, we don't actually focus on our team in the context of the
mission. We just hire people, hope they're really happy. And obviously I'm generalizing, but if you look at
the stats and you look at what's happening, that's how it shakes out.

AR ERIE:

HIANNTERZHIBERT, ANEREE (People Ops) HERHFAMEIN. MRMEARANDEERENLSE (K
MNAZEXBERY, EAPEH—BERT), FERRNELEXT “‘REM" 8, ERRT 20 tHLhHH5
Tz, Zde ‘I8, FEiTufE%EsR (CYA, Cover YourAss) ? ” TARRE “BTMEIHSIHAMEN#H? ~ i
ERRARNEENESHNERXR—=, BEMNHLKEEELTHANEBHX T, FIURFNERSEZ T REYE
A, BEIANEENZOET: FMRBEEXIEN, KREEEMHERTXEEAN. RIMNRAZRA, AR
REMITFO. BEARESERE, BNRRESITHRENIVR, SRMEXF.

(00:07:38) Lenny
English:

Is there something you've done in building your company that has been counter to that, something
you've learned about? Because | totally agree, people always talk about team, team, team and then that's
often really sucky to work at a lot of companies and clearly they don't care that much about your

experience.
FRCERE:

ELIRABRERET, (RELEMITASHERNERS, REFITHA? BARTEEE, AMIBEFHX
IEHRA. EBA. EFA, EBERZSQBTIHARELRIERE, EAMIIHLBATEFIREIATL,

(00:07:52) Patrick Campbell
English:

So super actionable things that we've done. | think, one, it comes back to the baseline feedback or advice
you've probably received, or if you're listening to this before, which is you can't be everything to all
people, so who are you for? Who are you for and who are you not for? | think really defining that in your
values, and values aren't values unless there's an actual trade-off. And so we had things like optimize for
the long-term. There's a clear trade-off when we optimize for the long-term, you probably give up short-
term revenue.

AR ERIE:

BIMoE —LIeE EEREMNSER, £—, XEE TIRTRIMINEMEIN: (RAEHEEREA, FFUR
FREMERSI? (RESE, TESIH? RIANEBEENEMPEBE N X—R, MH, MNREELPRaIRE
(trade-off) , MEMMASEENNEM, b, BRIMNE—FK2 “NEKBMRL” o YRNTAKBMRLN, 5—
NEEHRIARET, BRTERIRAIRESMEEEHAM N



(00:08:22) Patrick Campbell (Continued)
English:

You also have different types of people that do better at the particular company than not. One of the
more controversial things we did is we talked a lot about behaviors and the one thing that we had is this
concept known as the most charitable interpretation. It's not something we made up, but there's this
idea that basically when there's conflict or when there's some sort of confrontation, the way that you
handle that confrontation was really, really important to us. And the way that we wanted our teams or the
people that we wanted to hire for basically would take the most charitable interpretation of that

confrontation.
FRSCERIE:

FREBENWAERELQAFANRMBIBEMTE. FIMHIHLEREFNN—HER, KIEERBITEN,
H— Mz “REERMER” (Most Charitable Interpretation, MCl) o XAREATLER, EEH
ZOVESRE: HRENRYEMITME, MAERRNARTRITRREXEE, BIHERITVEBAFIA]
BEMOA, BEBXIMHTHLERERNFER.

(00:08:53) Patrick Campbell (Continued)
English:

So Lenny, if you were like, "Hey, Patrick, | like your shirt," and | just didn't like when people commented
on my shirt, instead of getting pissed off, going to HR, or getting mad at you, what we would do is we'd
say, "Hey, the right way at ProfitWell wall to handle that was be like, 'He didn't know, so I'm not going to
bring it up,' or 'Hey, Lenny. You probably didn't know, but | don't really like when people comment on my
shirt.""

FRCERIR:

FRLL Lenny, SNRRYL: “PR, Patrick, HERMBKEZ" , MEBFAERINATILENKER. HF=E
[ B HREXMRE A, TE ProfitWell, IEMEIMEAHNIZER: “MAMEHFENR, FAURFITEREX
HE , HEEZR: TR, Lenny, {RATEEARHE, EHAXENRRIATILCEBME,”

(00:09:14) Patrick Campbell (Continued)
English:

It seems super trivial, but when you have over 20 people, all of a sudden these things start to come up.
And | think most of the time we infantilize our teams where we let them run to HR, we have different
policies or all of these different things, when at the end of the day you're paying an exorbitant amount of
money for very smart human beings to basically do stuff and you want them basically working together
and not having to go in this runaround with policies and people to push things forward.

FROCERIR:

XEERHNFEE, BEIMABEED 20 MAKR, XLERBAEIRAE LR HIANASHIHRIANTEHA “4
ML T, bl —BREmME AR HR, BIESMEER, BIFRER, RUTSENFKIFEAARMSE, R
REMIIENE, MAREBERMASZUY FITHRHERD TIF.

(00:09:41) Lenny



English:

| love that. It reminds me of something at Airbnb where our head of product was always encouraging us
to assume good intent from the other person that just like, "What is the good version of what they're

trying to achieve? It's unlikely they're trying to cause harm."
R EIE:

HEREX D XiILFEETE Airbnb (I—£2F, NN~ mARASRREBHEN] “REHARETER"
Bl: i TAELIBFBIRAZHA? I AKAI RSN AE."

(00:09:54) Patrick Campbell
English:

But the important part is, and this is where you really care about your team, is if you believe that, and it's
okay to have a culture that doesn't believe that, it's not a culture for me, and that's okay, that's the entire
point, but if you believe that, then people who have trouble assuming positive intent or who have trouble
taking the most charitable interpretation, they can't be at your company, and they have to go and you
have to find... And we would have people, and we didn't always defend this and when we started
defending it, everything got better.

FROCERIR:

BXRET —XBRMREEXOEAMMS —MRFEGEX—R (B4, FHEX—RBIXUBAILUE
£, RRFEAH, XERER), BABPERLURIMAFTIEUMLRESHEOAN, MAEBEFRNQ
glo BB, HANUARTEEXEFNA, BIHARSRRFX—REN, BHFNFBREFN, —IIHTF
To

(00:10:14) Patrick Campbell (Continued)
English:

But all of a sudden we would say, "Hey, it seems like this is really tough. This is how we think about
things. This is how we handle this type of behavior here. If that's hard for you, let's find you another job."
And thankfully we're not digging ditches here, we're all working in tech. And so it's "easy", quote-
unquote, enough to find another gig even in economies like now.

FRZERIE:

BINZRAR: 18, BERX (X)) WERFEEE XZHRNPVBELN, XBHANGIBIETHNTG
Mo WMRIRTESRMEER, BHENERIB - ITEE” E=FRNAREZEIR, BNBERKITIW IR
MEMEREIAERESFIFMRE T, HE—MIFEEN 85" .

(00:10:41) Lenny
English:

That reminds me of there's this guy Douglas Atkin, who | worked with for a while who helped us craft the
core values at Airbnb, and he made this point that your values need to be clear, exactly like you said, who
doesn't fit, who doesn't belong. Because if it's everybody, it's worthless. Integrity, trust, everyone wants

that and it fits into that, but it's only valuable if it's clear who's not a fit, exactly how you're saying it.

AR ERIE:



it HBEMNFZHE ST —EEEIR Douglas Atkin, fth B &FEBIFTHIE Airbnb B9 O EM. fthidH—1 M
= NENBITUEH, EMFREN, ERRIEFRSE. ERBRTXE, AAMENEWEHTFREA, BEHR
Z2EME. [EH. 5, SMAHEEXL, EREHERPMERTEERN, EABMNE, ENMRATH,

(00:11:07) Patrick Campbell
English:

Well, we get this fear of that accommodation culture, again, where it starts even in the interview process,
we're like, "Oh my god, we need these hires, we need these salespeople, we need these engineers." So
we don't end up being upfront with these values and these trade-offs in the interview process. And then
all of a sudden you spend a lot of time and a lot of money hiring someone who just doesn't fit. And | think
that's really, really bad for them, it's really bad for you.

FRCERIR:

2HY, BESMBARR IR RESR, IMMEEZENEIRMALT, FIOIZE: KW, &NF
BXEHRT, HNFEHE, RNFEIRM.” SRINEEASEPILEIB RN A LA ERMN
. ARIAE, METRENBNERET —MRE2AEENA. BIANXMMITIEEERE, WHIrtBIEERE
o

(00:11:42) Patrick Campbell (Continued)
English:

And so that was the other thing is we would pull all of this forward into the interview process and talk
about it and basically say like, "Hey, if this is not how you think, that's okay. We're not better than you,
you're not better than us, it's just this is how we do things here." And | think a lot of times we're scared to
do that because we have that founder, that exact fear of, "Hey, we have to get this thing done and the
only way to do that is to do X, Y or Z Z when in reality that's actually going to make your deadline go out

further than actually focusing on alignment as much as humanly possible.
FZERiE:

FRUS—HER, RINSEXERTRMZIEmANT, ARERKRT: R, NRITZMFVEZE, BXR. K
AL, RN, RARFBNIXEMBXAMEN.” KARFREERBINFEXAM, BAN
BIIRAE—MRME: IR, ATV ATRXME, W—HDEREMX. YEZ" , BEfFL, XMMUERN=
HISHE, ERMRATRERARMIIR,

(00:12:00) Lenny

English:

Next topic, bootstrapping. | feel like you're probably in the bootstrap hall of fame. You built a company-

R EIE:

T—1MEE, BFEK (Bootstrapping) . HEBIMMAFMAILIE “BFEXBAE” 7. FEILT —RQH

(00:12:06) Patrick Campbell

English:



Here we go. That's all I've ever wanted.
FEiE:
KT, XIEBHERLKE,

(00:12:09) Lenny
English:

| think you're in there. So you tell me if I'm missing anything, but basically you bootstrapped a company,
sold it for 200 million. | don't know if I've heard of anything like that. So what's your hot take? What are
mistakes people make around bootstrapping?

FROCERIR:
HRREGMIAZ TR MREFRBYIER, BEXLMREFEXINT —RAE, HIU2ZETHNBEL,
BT LIRS R MBIZRES. BAMRKNBANRZTA? MIEBFERNIICMLEEIR?

(00:12:22) Patrick Campbell
English:

The basic idea is bootstrapping is for lifestyle businesses that want to cash flow. Funding is for companies
trying to create a billion dollars in annual revenue. And that answer offends everybody. That answer
offends the indie friends | have, they're going to be like, "Oh, what about Basecamp [inaudible 00:12:43],
ProfitWell?" And I'll tell you, ProfitWell, this was a big mistake. Yes, it was a great exit, we sold for over
$200 million, et cetera, but we probably, if we had taken money, we could have had a billion-dollar exit or

we could have kept going.
FEiE:

BEAMSAE: BFEREEERUERMN “EEFHRNEIE" (lifestyle businesses) ; MEtZEESIBLIHE B!
15 10 ZETFEBRANNAT . XTMEBEBETHEA. ERFETHNRIALAERL, M1 “18, 7
Basecamp # ProfitWell 8? ” FK&HIFFR, ProfitWell BIEZF—P K. 89, BRBREERKI, FHNIET 2
2%ETEE, BNREMNENETH, RITTESRE 10 ZETHRENERY, HEBTUHBREETE,

g
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=)
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(00:12:56) Patrick Campbell (Continued)
English:

And we should have taken money earlier in our life cycle. This was actually a big mistake because we got
hooked on the efficiency and that was great, but we could have moved even quicker than we were. And
hindsight is 20/20, and I'm obviously not crying over this, but it's one of those things that | think that you
have to know who you are and you have to know what your goals are for a company. Our biggest thing
was we wanted to build a big company and we were going after that, but we weren't doing the things in
order to actually make that happen, which is i.e. getting funded. So yeah, that's my hot take and
hopefully | offend everyone. But it's also just the end of the Twitter argument where it's like, "Yeah, it
depends," but that's the thing to think about.

AR ERIE:

BNEZEEGAHNERNERER. XEXENAEIR, RAARITAETRE, XEARYE, BRI
EEHRRSER, EREEREEEZN, REATERENLRF, ERESRENTHED, THRINAE



BT, BITEANBMZEI—KAQE, RITE—EEAXINHRAES, ERMTLEWIRLEREIEESIIA
S, BIREEE. Frll, XMEHBIBRFMUR, FEEEILEME A EXEME Twitter EFIRHLZ R, AN
‘XERTEMER , EXRERFREN—R.

(00:13:38) Lenny
English:

It's interesting because usually you hear from the other end, someone that raised VC money is like, "I
shouldn't have raised money, | should have bootstrapped this thing longer." It's cool to hear from the

other side someone that did that like, "No, we maybe should have raised the VC money along the way."
R EIE:

XRE®, AABREMIAZEINES—ANRE, EMETRRENAZR: “BAZEHN, AL ZEFER
BIFBEAR,” MES—ANESERE, —MAFERNALR: “F, BIETFRNZEIERE SRR

(00:13:50) Patrick Campbell
English:

Well, I think there's a lot of ideas that should not raise money. There's a lot of ideas that should just be
great cash flowing and they can be large businesses. There's large businesses cash flowing tens of
millions of dollars without funding. And | think it's just one of those things that you need your goals, your
model, and ultimately your funding situation all to match. And | think a lot of folks, they go in the
opposite direction where they're just like, "Oh, everything on TechCrunch, everything on Twitter is like,
"Hey, | need to raise money, raise money, raise money." And they don't take a step back and go like, well
thatidea, it's just not a very good business to get money.

FROCERIR:

HANNEREFFRINIZMEN. RE[FRNZMARFHNRERLS, EfMBITURNKRAT. BRS
ARRBERERANERT, BFEERTAENIAERR. FHIANNXKBETRNER. RERI AR RLHR
BRRBALE, BEBRZAERT, MI%EE: “ME, TechCrunch M Twitter &7 T8, RFEER
#, MAH, BRE J MIRER—IR, HEPIRFHARRE—PEGEHRNFLS,

(00:14:37) Lenny
English:

I've been thinking about writing a post on that exact topic, something like, "Your startup probably is not
venture scale," because a lot of people think they could raise money and build a huge business. What's a
heuristic that maybe tells a founder that they shouldn't raise money, it's never going to be a billion-dollar
company?
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(00:14:53) Patrick Campbell



English:

| used to look at it 10 years ago you'd say, "Is this a company that can get to 100 million in annual
revenue?" And now those numbers are all changed because IPOs are happening closer to 200, 250 million
and the markets are all over the place depending on the day. | look at this as if you are going to be that
large company, you need to get to a billion in revenue per year. It doesn't have to be overnight, it can be
over 20 years, it's not something that has to happen quickly, but that's how I think about it.
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(00:15:38) Patrick Campbell (Continued)
English:

And if | don't feel like there's a clear path to that, it doesn't mean | don't raise money. It just means that |
take a step back and really think about that particular idea because when you get on that treadmill,
there's plenty of ideas that will sell for 400 million, 500 million. But then if you're on the funding treadmill
and you look at how much money that founder that exec team ends up getting at the end of it's like you
might have been better just building a 50 million cash flowing business that you're getting more money
from that and you still have the choice to sell it.

AR ERIE:

MRBRF LB BWHRZEARZB IR, HAERER TR, XARERERZR—T, NERERD
RENRF. BN—BERELERMENRIH, BABRSSFREREE 402K 512K, BNRIRERZENED
ML, REIBANSEZNDEINE, FAIEEERIMIRERM—MEMER 5000 HEEMISS, BEFMESE
%, MBMRNARTLLUERESIEE,

(00:15:52) Patrick Campbell (Continued)
English:

So that's how | think about it. It's a spectrum and it's on the margins there. It's not a fixed rule. But the
other thing | also think about when | think about building my next company, we're going to be
bootstrapped for, | don't know what... It's not a timeline, but | had imagined probably the first 18 to 24
months because | don't want to give up that equity for that funding on figuring out the idea. Obviously, |
had an exit so I'm able to afford that and I'm in a position where | don't have to worry about my own
livelihood.
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(00:16:22) Patrick Campbell (Continued)



English:

But I think it's one of those things if you can bootstrap, even if you're going after a funded idea, if you can
bootstrap for the initial ideation and maybe even through product market fit, which is not an easy thing
to do, but that's the ideal time then to raise because then you're just going and you're going for the
fences at that point.
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(00:16:37) Lenny
English:

| really like that very concrete stat you shared and that's exactly how we think about it, that if you don't
think you can get to a billion dollars in revenue a year eventually that it probably is not a venture-scale
business. And | think that just boils down to how large is the market. If there's not enough people that are
going to pay enough money to make this a billion dollar a year in revenue business, you probably
shouldn't go down the VC treadmill.
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(00:16:59) Patrick Campbell
English:

And | think when you think about that, it opens up this world of options for you as someone listening to
this. And so think of it this way, you don't have to have the pressure to create a billion dollars in revenue If
you can take a step back and be like, "Okay, | can create a $10-million business." You're listening to this
and probably you're like, "I don't know." But if you were a director level somewhere at a corporate
company or you're leading product somewhere, you can go create a $10-million business. It might not
happen overnight, it might take 10 years, all these other things. But that's amazing. That's insane.
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(00:17:33) Patrick Campbell (Continued)
English:

Think of 20, 30, 40, 50 years ago, you'd have to have a corner store and you'd have to work 18 hours a day
to build that type of ability or that wealth to then hopefully retire when you're 65 and sell the business for
1X. Now you can build a software company that's doing a million a year, have an amazing life, reduce the



number of hours if you want, or go all in, make it into a 10 or $100-million company over time. And | think
that's amazing and we should celebrate that rather than if it's not a billion, you're failing. But we should
just know our limits. | think that's the thing a lot of people fail out with funding.
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(00:18:09) Lenny
English:

Next topic, pricing. You are probably the most... okay, you're in the top 1% smartest, most experienced
people on pricing. We could have done a whole podcast on pricing, maybe we will in the future, but as
maybe one of 10 topics, what comes to mind as maybe the biggest mistake people make in pricing,
biggest opportunity they miss, biggest hot take?
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Patrick Campbell (00:18:31):

It's super boring, but the biggest hot take is you just have to do something once a quarter. That's it. I've
been trying to teach about pricing for a decade now. I've done a lot of different approaches on this, and |
think the easiest thing is, listen, you have three growth levers. You have acquiring customers, monetizing
them, and retaining them. You're spending a lot of time and money on acquisition. You're spending some
time and money on retention. You're probably do nothing on pricing and monetization and it's because
you think it's this nebulous thing and there are some nebulous aspects to it.
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Patrick Campbell (00:19:06):

But to make it super concrete, it is the revenue per customer. Look at that number, that one KPI, and you
want that number going up and to the right, it's obviously going to go to the right over time, but you want
it to going up over time every single quarter, not as high as your sales volume or your lead volume or your
revenue maybe. But you want that number gradually going up and just do one thing per quarter. The
least sexy thing when it comes to pricing is have a pricing committee. If it's a two-person company, it's
you and your co-founder. If it's a 100,000-person company, it might be 30 people, but really it's only eight
people central to that particular product.
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Patrick Campbell (00:19:42):

And then just realize there's a lot of things that influence that revenue per customer. There's the actual
price, your packaging, your add-on strategy, your discount strategy, your price localization, freemium.
There's a whole host of different things there, but just find one thing you're going to do every three
months, put a calendar invite, let it renew every three months. You're going to snooze it a couple of times,
| get it, I've seen this many, many times before. But just do something, even if it's super small. | guarantee
you it's just like any other thing you measure, as soon as you start measuring and caring about it, you're
going to start to do some stuff, some of it is going to go poorly, some of it is going to go great. Then you're
going to do more stuff, and then just over time, all of a sudden that number's going to go up into the
right. But just do something. That's the basic idea.

FROCERIR:
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Lenny (00:20:24):

I love the simplicity of that. If | think about the pie chart of the things you will do and may change, you
mentioned a few. One is raise prices. One may be lower prices. One's probably change your pricing
model. There's a couple more. | guess, in your experience, where have you found the biggest
opportunities end up being maybe early in the early phase of a startup in that pie chart?
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Patrick Campbell (00:20:47):

The number one thing to figure out when you're thinking about the different pricing pieces, pound for
pound, it's the pricing metric or the value metric. That's how you charge per user, per thousand visits, per
thousand what's its, whatever it is. Consumer companies, it's a little bit harder. Physical good products,
it's really hard obviously because you have that physical good, the physics you can't get over. But the
reason this is so powerful is because if you get everything else in your pricing wrong or not great, but you
get that right, you tend to be okay when it comes to monetization.

AR ERIE:
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Patrick Campbell (00:21:21):

And the reason is because, first, from an acquisition standpoint like acquiring customers, you end up
making sure that you get Disney coming into your product, they're paying Disney prices, and then you get
Johnny or Jane's startup coming in and they're paying Johnny and Jane prices. You don't want them
paying the same thing because obviously the value's different, even if they're consuming almost the

same amount. So this allows you to figure that line out.
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Patrick Campbell (00:21:44):

And then what's really beautiful about it is churn tends to be about 20 to 25% lower because people will
downgrade, but they're using... you don't get this like, "I'm paying for so much and end up not using a lot
of it." It's like, "Oh, I'm using eight seats this month, I'm going to downgrade," or it's just automatic. And
then your expansion revenue's typically double when you're using a particular value metric because
instead of me having to resell you and being like, "Hey, Lenny, there's this really cool feature in this upper
tier, do you want this?" And you're like, "I already use the product, | don't really want this." Instead, | just
go, "Hey, Lenny, congratulations. You now have 100 videos in your account. That's awesome. You guys
must be growing. I'm just going to bump you up to the 100-video plan. Let me know if you have any
questions." It's just a very, very implicit way to get expansion revenue. So that's the thing pound for
pound that's the best.
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Patrick Campbell (00:22:30):

And then | would say if you have a lot of politics internally, which everyone does with pricing because it
sits in the center of so many different teams, | would actually start with a price increase. You should be
increasing your overall price once per year if you're building. If you're not building and your support sucks
and your NPS is low, then don't worry about it. But if your NPS is over 20, which is not a very high NPS,
you should raise your prices once per year. The reason | suggest that is because it gets all of the BS and all
the politics on the mat. You're going to have to collect some data, you're going to have to prove it to sales,



you're going to have to make sure you have the enablement, you're going to have to make sure your

messagingis...
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Patrick Campbell (00:23:06):

But it's a tight enough non-nebulous thing that you're doing versus a value metric where you can have a
bunch of debates about this metric or that metric, and should you give 10 away versus 100 away. It's a
good way to rip the bandaid off. And most companies don't change their actual number that they're
charging once per every three years. So if you haven't done it for three years, you're overdue for it. So it's

a good one to kind of rip the bandaid off.
FRZERiE:
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Lenny (00:23:30):

So this episode already pound for pound | think is up there. This is amazing. I'm excited to get to the next
topic, but first I'll plug. You wrote a guest post in my newsletter about pricing and we'll link to that in the
show notes, and that goes deeper into this value metric and how to think about pricing. So check that
out.

Next topic, retention. So when I think Patrick Campbell, | think pricing and retention. So again, this could
be its own podcast episode, but let's just pick one thing to talk about. What are the biggest mistakes
people make, retention opportunities, or just hot take?
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Patrick Campbell (00:24:00):

The reason | started writing about retention and publishing data on it is because | didn't want to be the
pricing guy. | was trying to basically differentiate myself and then | was trying to be the SaaS guy, but
that's too broad. But anyway, so retention, the hottest of hottest takes, and this is the one to offend 90%
of the list... no, it's not going to offend, but this is a product podcast, that's how I think about it. Product



homies. You fail at realizing most of the time that there are two types of retention. There is strategic
retention and then there's tactical retention.
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Patrick Campbell (00:24:38):

Strategic retention is all the stuff that you as a great product leader, a great product team are doing. Your
ICPs, your time to value, road mapping, the right features, figuring out your mission metric, agonizing
over every little thing, all the paper cuts of being a great product leader. But because you're so focused
and so biased towards that, you miss out typically on this thing we call tactical retention, and these are
things like payment failures, term optimization, cancellation flows, offboarding, et cetera.
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Patrick Campbell (00:25:26):

And if you're past product market fit this area, this tactical retention, it's typically about 25 to 40% of your
churn problem, which is a significant amount, but you don't really look at it because again, you're like,
"I've got to go focus on features, I've got to do this, and I'm going to go be this great product leader."

And so because product is so entrenched in that thinking that that problem can be solved with two
months of work, it's not that much work putting in, basically, a marketing funnel when people's credit
cards fail. Not that hard, not rocket science. Doing offboarding, being really smart with offboarding.
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Patrick Campbell (00:25:55):

And one little tidbit. | looked at two million cancellation flows. We built some products for this, that's why
| have this data, just to be clear. But looked at two million cancellation flows and we found you have
about 18 to 30 seconds when someone hits that cancel button, we found you should ask two questions.
One, "Why are you leaving?" Multiple choice. Don't do the free response. You get one out of 100 great
responses, and the 99 are not great.

AR ERIE:
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Patrick Campbell (00:26:08):

And then the other question we found works really, really well is, "What did you like about the product?”
And the reason that works so effectively is because that person's on a freight train to basically cancel.
They're like, "I'm already done. Oh yeah, this is why I'm leaving." The minute you ask them what they like,
you're basically tapping into this nostalgia effect and you're stopping that freight train. And then when |
have that information, it's great for a product team, it's great to figure out, "What's working, what's not?
What should we do more of? Was this a good customer?"
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Patrick Campbell (00:26:34):

But then based on their engagement data, their plan, whatever, all their firmographics about them plus
their answers, then | can offer up a salvage offer or a pause plan or a maintenance plan or these types of
things. But all this type of stuff, this is really, really powerful. And | always suggest finance teams should
just take this on because product teams are always going to be thinking so much more on the future
rather than fixing this right now. But that's the hottest take I've got for retention.
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Lenny (00:27:00):

That's a great, awesome take. And | want to plug ProfitWell right here, actually. | know you guys offer a
product that does this and I've used it. So | don't know if that's still true, | know after an acquisition,
things change. So | use ProfitWell for my newsletters. | just plug it into my Stripe account and it's the most
amazing free product because it just tells me everything | want to know. And then it's got this cool
feature, you just turn it on and it does these things for you like it tells people, "Your credit card is about to
expire." Hey, this card failed, you should try putting in a new card." So that's a cool reason to check out
ProfitWell.
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Patrick Campbell (00:27:29):

Thanks, man. | appreciate that. And it's actually cool because | think for us, because the fact that product
teams don't really think about this stuff, we stumbled into this whole thesis that could be a whole
episode, which is all the product features are done for you. So what | mean by that is, you noticed this,
but when you log in and set this up, you're not writing emails, you're not setting up the flows. And the
reason is because we have all this data from $30 billion in ARR flowing through our metrics product that
we can study and understand what works and what doesn't.
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Patrick Campbell (00:28:02):

And that kind of stumbling that is useful for folks is what we discovered is this anti-active usage type
product, it retains itself at a really, really high rate because people are just getting the value and they
don't have to use it. And so what we found is a little bonus thing on retention. When we look at churn
rates across different types of products, those products that are workflow products you use every single
day or mostly every single day, or those products you don't have to log into but you still get the value,
that's where the lowest churn rates are, the highest retention. Anything in the middle, it's like death. And
this is why ProfitWell metrics ended up being free because we were just like, "It's terrible to build a
metrics and analytics product. It's so hard because people just don't appreciate how much work goes
into it, therefore they don't retain at a high rate, they're not willing to pay that much," et cetera.
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Lenny (00:28:49):

| think that alone is a really interesting story, and | don't know if we should get too deep, but just to
highlight what you just said, so many startups build an analytics product that it's just a better way to
measure and track all the stuff that's going on. And what you've found is you won't make money doing
that, people don't want to pay for a SaaS analytics tool.
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Patrick Campbell (00:29:08):



You have two options. You go up market and you pretty much become a data product with a Ul or you go
super niche. And even super niche, it's super hard and it's just because, | don't know, everyone's trying to
kill a spreadsheet, and it's like, "You're not going to kill a spreadsheet." All real analysts will do everything
in a spreadsheet. So for us it was we want to give you a clean Ul and then we want to help you get this
data into spreadsheets or email or whatever you're using for your databases, things like that.
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Lenny (00:29:38):

Yeah. | don't want to make this an ad for ProfitWell, but it's like founders come to me with pitches of,
"Hey, we've built this sweet analytics." So I'm like, "Just look up what ProfitWell is giving away for free,

that's going to be a high bar to exceed."
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Patrick Campbell (00:29:49):

Yeah. Yeah. We were going to try to sell it. We were trying to sell it in the beginning, but what ended up
happening is we ran into all this, that's why we didn't.
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Lenny (00:29:56):

All right, back on track. Topic number five, shipping. What have you learned about shipping? What are
mistakes people make when trying to ship faster, ship more efficiently?
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Patrick Campbell (00:30:05):

Yeah. The bratty thing here is that real professional ship. At the end of the day, real... | don't care what if
you're a marketer or product person, engineer, ops person, people ops, real professional ship, and they
ship it a pretty high frequency for whatever they're doing. And so the thing that we thought a lot about is,
in my opinion, your tempo framework, and I'll explain a little bit more of what that means in a second, is
more important than your org design.
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Patrick Campbell (00:30:36):

And so if you've ever had a team that seems really, really smart, but they're always planning or they don't
really ship a lot, or you've had trouble where everyone gets it at the leadership level, but then the team
below them and below them seems to be kind of going in a different direction, you probably don't have
enough alignment and you don't have enough alignment on what good looks like in terms of tempo.
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Patrick Campbell (00:30:56):

And so the way we looked at this was we have to establish mission metric and guiding principles at the
top so, what do we do? How are we measuring it? And how we're going to get there? So for us was we
automate subscription growth. Our mission metric was the amount of revenue that was on ProfitWell
because that was good from acquisition, but it also meant we were doing our jobs. Then how we're going
to get there. We want to be the most helpful brand in SaaS. And then we also we're going to do it for you,
this whole thing that I just talked about.
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Patrick Campbell (00:31:25):

Then what we did is we established that at the leadership level, every org leader, so marketing, sales, et
cetera, they need a framework that fits into that overall. So marketing at ProfitWell was this whole
inbound media, so lots of podcast, video series, et cetera. And the most important part of that was they
needed to determine what good looked like in terms of shipping. So if we're like, "Hey, we're doing sales,"
blah, blah, blah, blah, blah, or marketing in this case, "this many episodes per month, it's this many
product launches per month, this many big product launches per quarter," whatever it is.
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And then your leadership is basically a conversation of, "Great, that's what good looks like, we agree. How
do we close that gap?" And then all of those conversations are like, "Okay, you only shipped one thing per
quarter, we want to do one per month. Why?"

"Well, I don't have enough resources."

We solve that problem or we figure out how to get the more resources, then they're not doing it again.
"Okay, why?"

"Well, there's this problem."
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Patrick Campbell (00:32:18):

And then all of a sudden you start to create this very high output team across the board, and you also
have this alignment so you don't wake up nine months into someone being at your company and being
like, "Well, I think Tim sucks."

And it's like, "Well, why did you just all of a sudden wake up and think Tim sucks."
"Well, he's not shipping blah, blah, blah, blah."

"Well, it's probably an org problem rather than a Tim problem," because again, you vetted Tim. Tim was
at this other company and apparently was a really great rockstar. So what's the difference here? You
screwed up the hiring? Well, maybe because that is really, really hard, but most of the time you just
haven't set an expectation of what good looks like in terms of tempo, and then you haven't had that
constant conversation to make sure that Tim has what he needs in order to ship.

FROCERIR:

AERAIE, RMEILT —2eAuNE~=HER. MEERAETXMHHEIR, AARREEANRATAGERA
BRIEW:  “FRBI18 Tim RBI%.”

BIARIE: IR ASIARIS Tim REE? 7
“ER AR R R,

“BRRATEERARBIRE, MARZ Tim A" EAMEIRE Tim, tEN—HKQBXRNFELE. PXF!
EW? RIMBEATE? BFE, AABARLRE, EASHMBRERNFKAKERT “HE" OIS,
R EEI FFERERAER Tim BB R AFARERNE R,

Lenny (00:33:00):

What was a big learning, | guess, in doing that? Is that just something you built up over time of we need to
create this tempo at ProfitWell?
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Patrick Campbell (00:33:05):

Yeah. Complete misalignment if you don't call it out on what good looks like, just complete
misalignment. Like so-and-so is going and building, they think one product launch per quarter. Or I'm
sitting there and I'm like, "Well, we should have a medium one per month and then we should have a big
one per quarter." Complete misalignment. And if you don't have a way to talk about that, some sort of
nexus to have that conversation, you end up not having it, and then you end up creating this friction and
resentment on both sides because everyone thinks, again, "Tim isn't doing well." And it's like, "That's not

what's happening. It's just the expectations aren't set."
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Patrick Campbell (00:33:40):

And then what was really cool is that you start to find out that the why they aren't hitting what good looks
like is all solvable, and most of the time it's this team isn't talking to this team. "Oh, great. Well, marketing
wants to do these launches, product isn't providing them stuff. All right, let's get these two people
together, have this conversation because we didn't have product marketing or official product

marketing."
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Patrick Campbell (00:34:05):

They have this conversation and then all of a sudden it's like, "All right, Neil, you need to provide one
thing a month. There's so much stuff we've built, a lot of it we haven't announced, you just need to
provide one thing a month. Marketing will worry about how to position it in a way that isn't too far, isn't
overselling it, but also gets us something per month, and you can approve that positioning." And then all
of a sudden you start getting this tempo going, which obviously is the goal.
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Lenny (00:34:27):

Reminds me, David Sacks has this awesome post called The Cadence around how marketing and product
and sales should operate and create this kind of cadence. So being aligned but also offset schedule,
which will link to them in the show notes if you haven't seen it.
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Patrick Campbell (00:34:41):
Yeah, that's great.
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Lenny (00:34:42):

Next topic. First principles thinking. As a renaissance man of a brain, | feel like you've spent a lot of time
thinking about from first principles and in our conversations you always have really interesting
approaches to things. What have you learned about actually implementing first principle thinking, which
people are always talking about. How do | [inaudible 00:35:00] first principle?
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Patrick Campbell (00:35:01):

Yeah, people always talk about it. And there are no good courses that | have found on first principles
thinking. There are good blog posts, but the good blog posts kind of explain what it is, and then that's it.
It's like, "This is what it is, and here's an example." And most of them quote Elon Musk about rockets and
breaking down the different parts.
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Patrick Campbell (00:35:23):

So what | kind of found is there's the five whys, which | think someone's talked before or at least I've read
it in the newsletter before, which is just you keep asking why. Kind of, "Well, this is this way."

"Well, why is that?"
"Well, this is this way."
"Why is that?"
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Patrick Campbell (00:35:38):

| found the model that people who aren't great at first principal thinking or aren't great at talking about it
that kind of helps them unlock is this thing called problem, cause, solution. So | learned this in debate in
college and high school, and it basically is you have a problem that you're trying to solve. Well, you can't
actually solve a problem. So if we talk about world hunger, you can't just solve world hunger because it's
kind of the symptom, it's this problem that exists.
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Patrick Campbell (00:36:06):

Well then | want to break down what are all the causes of world hunger? And it's a little more brainstormy
when you have these conversations with folks, especially again when they struggle with this. And all of a
sudden | could list out all the causes, irrigation crisis, aid not getting to where it needs to be, famines,
drought, et cetera. And then what | can do is | can rank those causes in terms of magnitude.
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Patrick Campbell (00:36:34):

So if we're trying to solve world hunger, and for some reason we discovered irrigation was the biggest
problem, if we solved irrigation, everything would be great, well then I'm going to align my solutions to
all of those different causes. And you get this nice alignment between, well, | can solve a cause, and if |
solve the cause that's big enough and proper enough, I'm going to eventually solve the actual problem or

mitigate the problem, | should say.
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Patrick Campbell (00:36:50):

So that's the framework that | found really, really useful. And also, it's great for using for presentations,
it's great for a mission, it's great for all of these different things because it's a little bit more actionable
than just the five whys, which is more of a way to have a conversation.
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Lenny (00:37:06):

So the way you operationalize this, say problem, cause, solution. You're saying on strategy templates, you
write out, "Here's the problem we're trying to solve, here's the source of the issue, and then here's how
we're approaching it." Can you talk a bit more about how you implement this at your company and the
people you work with?
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Patrick Campbell (00:37:22):

Yeah, totally. So I'll say big, medium and small things, and I'll try to be really quick. So big things it's like,
"What are we facing?"

"Oh, we're going to try to charge for this metrics product. Now there's a bunch of competitors. The
customers don't really care about it."

So we have this problem and the problem is growth. How do we grow a product like this? How do we

grow our company?
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Patrick Campbell (00:38:00):

And what's really interesting about a big problem or a nebulous problem like that is you end up having a
lot of conversations about the problem, which | think is more useful sometimes about, "Well, what are we
actually trying to do? Let's get alignment as much as possible." And then it's like, "Okay. Well, what are
the causes of our growth problem?"

"Well, people aren't willing to pay for metrics. Getting accuracy is really, really hard. Actually, the market

stance," all these other things.
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Patrick Campbell (00:38:08):

"Well, what are some of the solutions?"



"Well, we could do this, could do this, could do this."

And normally what ends up happening is the solution ends up being kind of an approach. So our
approach that mitigated or solved for some of these causes and mitigate the problem was freemium, and
then these paid products that were all pay-for-performance because with pay-for-performance, you could
charge a significant amount more in a market that only has 100,000 logos, which is a really small market.
And so that kind of an example there.
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Patrick Campbell (00:38:37):

Medium and small, let's talk about a support ticket. This person's pissed off. They're coming in, they're
pissed off. What are the causes? Well, there's a lot of different causes that were probably like, "Oh, we
didn't get back to them in time, and then we gave a crappy solution, we gave this..." It just kind of allows
us to look at the problem. And so it's more of a way of thinking on that level. And it's not happening.
We're not going to have an hour-long conversation about a support ticket. But the support folks that I've
talked to about this, they go, "Okay, cool. Why is he upset?"

"Well, we didn't get the answer in time."
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Patrick Campbell (00:39:06):

Okay, my first line is going to be, "l understand we didn't get you an answer quick enough. Apologies for
that." It just allows them to have a little bit of an extra second to think through things and move forward
with that.
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Lenny (00:39:21):

I love that. | love that big example and a small example.
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Audio (00:39:26):

This episode is brought to you by Dovetail, the customer insights platform for teams that gets you from
data to insights fast, no matter the method. There's so much customer data to get through from user
interviews to NPS, sales calls, usability tests, support tickets, app reviews. It's a lot. And you know that if
you're building something, hidden in that data are the insights that will lead you to building better
products. And that's where Dovetail can help.
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Audio (00:39:51):

Dovetail allows you to quickly analyze customer data from any source and transform it into evidence-
based insights that your whole team can access. If you're a product manager who needs insights to
motivate your team, a designer validating your next big feature, or a researcher who needs to analyze fast,
Dovetail is the collaborative insights platform your whole team can use. Go to dovetailapp.com/lenny to
get started today for free. That's dovetailapp.com/lenny.
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Lenny (00:40:19):

All right. Next topic, customer research. | feel like you have a pretty interesting perspective on custom
research, so let's go into it.
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Patrick Campbell (00:40:27):

| think | have the 85-year-old curmudgeonly man perspective on customer research. So here's the thing.
Everything in your business, it does not matter what type of business you have, everything is used to
drive someone to a point of conversion or justify the product or the price that you're offering up. That
customer is a human being you're driving to that point of conversion and it's your job to understand how
they perceive you, how they perceive their problem, how they perceive the world around them, around
your products.
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Patrick Campbell (00:41:00):

We all know this on a philosophical level, but here are some fun facts. So one, only one in five companies
have buyer personas or ICPs, only one in five. So we talk about this all the time, we retweet the articles,
we give the advice, so many of us give the advice. But then we look at our own companies, only one in
five have some sort of segmentation ICPs. And then only one out of 10 companies actually do customer
research or development on a quarterly basis.
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Patrick Campbell (00:41:44):

This should be a continuous thing, it should be a monthly, weekly type thing. Not saying you're sending
up surveys or having all these conversations on a weekly basis, but only one out of 10 are doing quarterly.
So that means the number they're doing monthly is even smaller than that. And | just think that's insane.
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Patrick Campbell (00:42:00):

And when we look at all data, and we have a lot of data on this, and this is something where I've been
talking about customer development for a long time. Everything is better. Everything is better. NPS is
higher for organizations that have customer development functions or even just ICPs or buyer personas,
depending on what framework you're using. Willingness to pay is typically higher. The funnel is more
efficient. LTV to CAC is normally much, much higher. All those growth numbers, you're typically growing
in a much higher rate, like a 15, 20%, not a small delta, 15-20% higher rate. Retention's better. All these
things are better.
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Patrick Campbell (00:42:21):

And the thing that, | think, 20 years ago or 10 years ago you didn't have to do customer development
because, and this is where Keith [inaudible 00:42:30] is just like customer research is dumb or whatever
his famous quote is, but you didn't have to do it because there just wasn't a lot of stuff out there and we
all were riding the wave of the internet. But now the market's harder and harder. So what are you going to
do? Are you just going to keep throwing stuff up against the wall or are you going to actually do the stuff
that all of us talk about doing and actually do the research?
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Patrick Campbell (00:42:54):

And the research is hard. It's never going to be 100% accurate because you're going to have to use your
judgment, but that's your job. And so that's more of a rant, | guess, than a hot take. But | also think this is
one of those things that Al starts solving, especially all this generative Al because now you can just throw
all that stuff into a workload and then all of a sudden you'll get back a lot of the sentiment or all that kind
stuff so you don't even to do the hard part anymore. Yeah, that's my rant.
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Lenny (00:43:14):

Love the rant. Maybe one follow-up question. Why do you think it is that companies don't do this? | love
the point you made of the retweeting, "Yeah, research is great." Writing blogs that research is use useful,
"We've got to do research." Why do you think companies don't do it? And then what's one thing that
maybe they could do tomorrow that'll bring them closer down that path?
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Patrick Campbell (00:43:35):

The one thing you can do, put a number on a whiteboard. You're going to have 10 customer
conversations a month, just 10 non-sales conversations. You're just going to talk to 10 people. Or you're
going to send one survey. And people are terrible at sending surveys. Surveys are actually great. You just
have to be good at sending them. And good, it's not a high bar, it just means that you have 30 to 45
seconds of someone's time unless you're compensating them. And don't send 45-question surveys by
email where the first question is, "What's your email?" Don't do that. But just put a number on the board.
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Patrick Campbell (00:44:09):



| think the reason we don't do it is because it was, quote-unquote, "easy" to get away with not doing it. If
you really think about a funded environment... and some products are so paradigm-shifting that the
biggest misconception about customer research is | have to listen to them. You don't have to listen to
them at all, you just have to understand where they are, and then you're filtering all of that with all this
other data and then you're making a decision and you're earning your paycheck as a product person.
Typically, it's the product person, but also in marketing.
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Patrick Campbell (00:44:37):

So | think it's just one of those things where you could get away with not doing it. Now though, the way
the market's going, you're just starting to see this more and more, you're starting to see more tooling. The
reason you're seeing more tooling is because they're starting to connect it to actually being useful rather
than you having to set up your own customer development program. | think the other reason typically
people haven't had to do this is because there's a lot of brute forcing that's done in startup land and it
only lasts so long.
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Patrick Campbell (00:45:06):

So all of these companies that raise a bunch of money, get the $100 million dollar exit, everyone's
clapping because it's a big number, but cap table screwed, everything's bad. It's a win because it's a win,
but all of those companies are ones who were able to brute force to a certain level and they never learned
how to actually understand their market or their customer. And | think that that kind of story will continue
to happen as long as we have a lot of capital flowing in the market. But | would rather not be that
company. | would rather be the company that gets the $100 million, 200 million exit with bootstrapping,
or builds the billion-dollar annual revenue company because | know my market, | know my customer so

well.
AR ERIE:
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Lenny (00:45:47):

Talking to customers is good, you should do it. Great reminder. People are going to listen to this like, "Yes,
we should do this," and then we'll just move on. And then-
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Patrick Campbell (00:45:55):

My joke when | give talks is, "Only 20% of you are going to do this when | give a talk on it, and so I'm not
even going to talk deeply on it. You 20%, come talk to me, I've got a whole framework for you," that type
of a thing because | think people just nod their heads and they tweet it, and they just don't end up doing
it.
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Lenny (00:46:10):

Status quo is hard to overcome sometimes. We're onto our eighth topic, we've got three to go, and it's on
competitive intelligence. And this touches on a really interesting part of your background that | don't
know a lot of people know.
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Patrick Campbell (00:46:24):

Yeah. So my background, | started my career... | worked in US Intelligence, | worked for NSA. And | was just
a entry level intel analyst, basically, | was only there for just over a year. And what was interesting is you
get taught first principles thinking in so many different ways because you're solving essentially puzzles
every day. Now those puzzles are finding a bad guy or a gal or finding this piece of information. Those are
all the puzzles, but you have to think through how to figure this out. And a lot of those puzzles involve,
"You have these number of entities, how are they going to react?”" And you're trying to predict how
they're going to react, and you're also trying to help figure out how you're going to react or act in the
context of them, so like node analysis, basically.
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Patrick Campbell (00:47:30):

And what's interesting from a startup or a business perspective is | think that don't focus on your
competitors is terrible advice. It's amazing advice for product teams. When you have a competitive
intelligence program or you have competitive intel, | try never to share that with product ever because



products should just focus on the customer, they should not give two craps what's going on with
competitor A or competitor B. But as an overall missive, don't focus on your competitors is terrible
advice.

AR ERIE:
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Patrick Campbell (00:47:50):

And if I'm being charitable, it's just outdated because some fun facts, and | alluded to some of them
before, over the past decade, if you're building in tech, particularly in SaaS or subscriptions, you now
have 16 times the number of competitors if you started a business today, than if you did 10 years ago, and
this is because everyone and their mother can spin up a website, a server, they can drive traffic to that

site.
AR ERIE:
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Patrick Campbell (00:48:02):

So there's just a bunch of stuff in the market. And then because of all that stuff, all these marketing
channels are getting denser and denser. CAC and B2B is up about 110% over the past 10 years. Consumer,
it's up 145%. If you're selling sales and marketing software, it's up 220% because there's just so much
sales and marketing software doing sales and marketing things in the market. And so the other reason for
this is we haven't had a brand new marketing channel since 2015, and that was Snapchat. We have
TikTok, but TBD, depending on how you think about it. But we're going from brand new marketing and
advertising innovation every quarter to basically every five years.
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Patrick Campbell (00:48:42):

My point is, if you are not in a Blue Ocean, you're not in the Peter Teal, go to a market of one, you're not in
those types of things, which is most of us, and even some of us who think we're in those things, we're
actually not, you do have to focus on your competitors on some level. And the levels | particularly think

are a bare minimum, just knowing who they are, having a strategy.
R EIE:
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Patrick Campbell (00:49:05):

So for ProfitWell we never had comparison pages because we very quickly went from a challenger in this
very competitive market to the leader in the market. So all of a sudden we were going to be above the
fray, that was the idea, that was the strategy that we had, which is, "We're going to have a lot of intel on
what's going on with them, why people care about this product." We had white label NPS surveys and
customer development surveys going to our competitors' customers. That's the level. And it was just
automated. It wasn't like it was taking a lot of time, but we just wanted that intel.

FROCERIR:
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Lenny (00:49:34):

When you say white labeled, that means you're emailing your competitor's customers to see what they

think of your competitors, right?
R EIE:
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Patrick Campbell (00:49:41):

Exactly. So we're basically, and we did it as a third party basically, which was, | think one of them was
analyticssoftware.com, stuff like that. So it wasn't like we were spoofing as our competitor because |
think that crosses a little bit of a line. But basically we would have this intel. There's a whole program
here. Basically, I'd have sources... Basically, these customers | knew were always going to stay because
they liked the founder or something like that. | would get on the phone with them every quarter or two
just to be like, "Hey, what are you liking? Why haven't you switched yet?" these types of things, or I'd see
them at conferences.

FRZERIE:
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Patrick Campbell (00:50:14):

So there's a whole program there. And again, it's not like it's distracting anything, it's just | want the intel
so | can predict what's going on, | can predict who to care about, who not to care about. But even then, if
you're a challenger, competitor marketing pages are really powerful. And the thing is, your customers,
especially in a denser market, they know your competitors exist or they're looking at them. Don't
infantilize your customers, help them, "Hey, this is how we compare to X, Y, Z competitor," and be honest



as much as possible. Well, we should always be honest, but be as upfront as possible, | should say, with
where you're bad at and where you're great at, those types of things.

AR ERIE:

FIURE—BELR. BR—R, IAFTZOEERT, HRBEEBR, XFRAIUFNEE, FlEE
BxE, ERERXE. BMENL, MRFERSEE, RENFHLETEIEERK. FEXE, (FNEF (LH
RERSNTTZHR) MEREFNFNEFE, AEBEETZEM]. FEBEFS/N&, EEPMI]: % X2
NS X Y. ZREWFHXEL” , HRATREWS. 8, JIIZBLESE, ERERNE, BRAGEER
i BRRAVFEAR AN

Patrick Campbell (00:50:55):

But long story short, having something awareness and then choosing a particular strategy, and then
depending on your strategy, you might ramp up how much you actually do with the actual intelligence
program.

FRSCERIE:
KiFEiH, ABEXMEIR, ARERIENERE, RIBRENAE, (RaEMAERFERITRIFRN.

Lenny (00:51:06):

This is amazing. Two questions. Should every startup have a former spy on their team to help them
operationalize these ideas? And then two, is there anything else that you found super valuable that you
did based on your training there?
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Patrick Campbell (00:51:20):

We didn't have a formal program, but | love hiring veterans, either veterans of intelligence, so they're
citizens, so they're not veterans from a military perspective, but people who had worked in Intel or
people who were actual veterans of different military branches. There's a lot of reasons for this, but |
think that the intelligence folks, it's a way of thinking. Now you ought to be careful, and this is just purely
my opinion, because depending on how long they were in... the reason | left is because it's the
government, it's super bureaucratic. It was one of the most fulfilling jobs | will ever have, and | was only
there for a short amount of time. But it's just one of those things where it's just so bureaucratic.
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Patrick Campbell (00:52:01):

So the 15-year person there is not thriving, they're not trying to change the world necessarily. They have a
job. So you've got to be careful with that. But yeah, | think there's these really smart people that just think



in a different way. And a broader point is | think it's just really, really good to go to different industries. All
this customer development stuff, you go to any major retailer or any major e-commerce company, they
have entire teams just dedicated to this stuff.

AR ERIE:
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Patrick Campbell (00:52:30):

Hallmark was one of our first pricing customers back in the day before we went subscription focused.
They had 119 people in customer insights and research. And this was one of the reason we were like,
"Well, you guys don't need our help, you've got enough people." But those are great people to hire, even
though they don't necessarily have the actual industry knowledge, they have a lot of domain expertise.

FRSCERIE:
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Patrick Campbell (00:52:50):

In terms of things | learned, I'll put it this way, not to get political, if | was in charge of budget, | would give
so much more money into the intel community. | saw conflicts or heard about conflicts being stopped just
because of intelligence that didn't go hot in terms of war fighting. | think it's one of those things where |
would put so much more money there than the actual other side of the defense budget.
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Patrick Campbell (00:53:12):

And also everyone asks me about Snowden. So again, not to get political, it's a lot more complicated, |
think, than a lot of people think. It's one of those things that the issues that were brought up, obviously
they got really sensationalized, but they're really important conversations to have, but it's not as simple

as, "Oh, stop doing this, start doing that."
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Patrick Campbell (00:53:33):

You don't have to worry about the NSA, the NSA's all outward-looking. You should worry about the FBI.
The FBI are the ones who get a little testy with certain things, and you're seeing that in the court cases



and stuff like that. But just know there's a lot of really hardworking, very well-intentioned people who
you might disagree in terms of trade-offs, in terms of safety and things like that. They're also some of the
most privacy orientated people on the planet, so that's worth a whole conversation. So hopefully | didn't
throw too many grenades in this part.

FRCERIR:
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Lenny (00:54:02):

No, we need more grenades. That's the first time Snowden was brought up on this podcast, so that's cool.
There you go. And this is actually a good segue to the next topic, which is around local strategies like FBI
versus NSA. | think you have a strong perspective that local strategies are much more likely to [inaudible
00:54:19] so we'll just get into that one.
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Patrick Campbell (00:54:21):

Yeah, yeah. Just to give you a tease, I'll tell you what | think of Snowden after the podcast. So the world
doesn't get to know except that I'll tell you what my opinion is afterwards.

FRCERIR:
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Lenny (00:54:30):
What a tease.

R EIE:
ABEBEOT,

Patrick Campbell (00:54:31):

Local strategies. Local strategies, very basic. People like to buy from people, but we as operators get so
excited about the scale of the internet that we forget the basics of humanity. Here's some fun data points,
we did a bunch of studies on this. So prospects who meet you in person, and this is not just for profit, all
the data I've shared, it's all global-level data or segmented depending on how we did it.
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Patrick Campbell (00:55:05):

It's not just our findings, it's like we looked at probably a minimum of 2,000 companies per factoid and
most of the time much more. But prospects who meet you in person have 10 to 30% higher willingness to
pay than those who didn't. Churn for those folks who you meet in person is typically 20% lower than

those folks who have never met you. Expansion revenue is typically 15 to 20% higher.
FRCERIE:
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Patrick Campbell (00:55:23):

And this is not only in hand-to-hand kind of sales, coffee meetings, lunches, lunch and learns this type of
thing, but it's also in scaled products, so products that cost 20, 50 bucks per month. And so my
suggestion is to you, especially in a post-COVID, | don't know if that's the right term, but in a world that
hopefully does not see another pandemic in our lifetimes, knock on wood, do meetups, do lunches, go to
conferences, unless you're Lenny who is not a big fan of conferences. But get out of the office. Make sure
you get out of the office. And the budget doesn't have to be as big as you think. Breakfast and lunches are
super cheap. We would push all of our P2 and P3s to a meetup, and all of our P1s, we would have one-on-
one coffee dates. It's super cheap.
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Lenny (00:56:08):

What do the Ps mean? Is that priority?
R EIE:
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Patrick Campbell (00:56:10):

Priority 1, we want these people to convert, they're very good fits, all this other stuff. P2s are like, they're
probably good fits, but they're just not as big. And then P3s are with a content play, they just love our
content and stuff, but they're not necessarily good fits for us. And so people make the mistake, they push
everyone to dinners and it's like, | don't want to spend all of my money on P2s and P3s.
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Patrick Campbell (00:56:34):

And so breakfast and lunches are cheaper than dinners. Meetups can be extremely inexpensive, get
creative. We like to do barbecue type stuff for, not dive bars, but the unique dive bar, | guess is the best
way to put it. So it's not fancy. People just want to meet people, they want to talk to you, especially if
you're doing content and things like that. The Lenny Newsletter, Lenny Empire Meetups, | see the pictures
of those all the time. There's just an urge to learn from one another and hang out. So yeah, that's the
biggest thing, get out of the office or get out of your desk at home.

FROCERIR:
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Lenny (00:57:07):

Yeah, that's right. You're on Zoom. And you're saying it's not just the founders, it could be anyone on the
team, salespeople, that all works.

AR ERIE:
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Patrick Campbell (00:57:14):

Anyone. | led marketing as part of my role as CEO, and so | do a lot of this and I'm also the one doing a lot
of the content and stuff like that, or the face of a lot of our content, so | did a lot of it. But your head of
sales... and you just have to position this a little differently. If they're going to meet with a salesperson,
it's the same thing as if they get a email from a BDR, they're like, "I'm not going to figure it out. | don't
want to deal with this."

FROCENIR:
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Patrick Campbell (00:57:35):

But if it's like, "Hey, we're hosting..." We're doing these lunch and learns right now. | was in Paris, New
York, and London last week, it's probably why I'm so sick this week, and all of a sudden we did these

lunch and learns. People just want to hang out.

So we had 10 people, we had 20 people at one, 10 people, all priority 1 leads. And then we did these
meetups with 100-plus people at each. Just think of that brand equity. And you just hang out. It wasn't
just me at all of these things. | ran the content, but then all of our sales folks were hanging out and doing
their thing.

FRCERIR:

BMRZ: R, HNEED--7 BNAEREHILEFEFZIS. REAXTER, 4OMRH (AEEX
MERXAREXAENRE), HNNEDTXEFEFIR. MIRBEBRE,



BI—RE 10PN, F—RE201TA, 22 PLEANBEREF. ARENENTEH 100 2ANRS, &
BIRHRIIME R ARRARRE—E. XEFEHDARIZHR—TASNM, HAFAE, MBEMHEEARN
EIRTH R,

Patrick Campbell (00:58:15):

But it doesn't have to be super complicated. It's just those touchpoints that people want. And it's so high
leverage because there are a lot of people who will not answer your email but will come to an event to
meet you or meet someone from your team because it's something to do, especially if you're buying
them breakfast or coffee or something like that. It doesn't have to be something that's extravagant.

FROCENIR:

EARBEAER. AMEENRAZPBERMR. XZIFESIITE, RARSAFZCIREVEREF, TE'T’MI‘]AE
EEMESIRIVIRSIREIRIARL 51, RAXZ—Mi30Es), LEHBMRMSMIZE RIS, £F
L& %,

Lenny (00:58:25):

| love this advice. Basically, it's like if your sales aren't where you want it to be, find a way to meet your
potential leads or someone in your team meeting your leads. That's a very actionable thing you could do
like, "We're not hitting our numbers, let's just go meet some people, find opportunities to hang out in real
life."

FRCERIR:

BERIMEN. BELME: MRMIEETOAZITE, BOEERRIFRBESF, HEILIRRIEFAR
RERMAN]. XB—HIFEEFRFEENSE, il “BINEEER, BROVMEDLA, BNSENEE
ERRE,”

Patrick Campbell (00:58:41):

Well, in the early days, pre-product market fit, this is all we would do too. | would stay at the worst hotels,
| would stay at hostels, but just to get to, "Okay, | want to sell to these people." The best information I'm
going to get isn't in a Zoom or I'm asking them questions, it's going to be like, "Hey." | gave a talk on
pricing because that was a high leverage thing | could do because no one knows anything about pricing,
but they know it's important, so a lot of people want to listen. But then afterwards it's like, "Oh yeah, how

do you think about this? What are you doing for this? What are you doing for..." all of those fun producty
questions. It's just really, really high leverage. And | think it's one of those things that... It depends on your

role, it depends on your stage, but everyone can use something there.

FpCERE:

TR, B ERmaliiza, RiTeEXAMMN, RSERENKE, EEEFEK, IZNTHE
EREIRF: 9l REBRAZAXEAN” REGFINREFNESTEEE Zoom 5%, MEEXNH.
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HRG, AR=R: “BHT, RELAEXN? RN EALERITN? 7 SMHEEN~RRE. XAENZES
. BIANXEUATRNARMME, BTN AZBERMPRH,

Lenny (00:59:21):



Great segue to our final topic. A lot of people spend time on top of funnel driving visitors, driving traffic,
getting the word out. A lot of people spend time at the end of the funnel, closing customers, increasing
within an organization. You have this perspective that the middle of the funnel is maybe the biggest
opportunity these days. Can you talk about that?

FRCERIR:

ERFMSIH T RE—NER. REAEHERTRFIIAE (TOFU), K31HE. 50R. ¥ ANBE. RZA
ErEERHRAE (BOFU), MXXEF. EARRNIY K. MIRIAN, MSKIFE (MOFU) FIRER&AR

M=o REEKIKIT?

Patrick Campbell (00:59:40):

Pound for pound biggest opportunity. So take a quick step back. Demand generation exists for more than
just supporting the sales team. We forget that. So sales and marketing, the past decade, it's all been the
funnel, we're top of the funnel, middle of funnel, bottom of the funnel. HubSpot's trying to make it a
flywheel, but marketers are still talking about funnels. And when you look at the data, it depends a little
bit on the price point and a little bit on the vertical, but 80% of sales and marketing budgets tend to go to
the top of the funnel and the bottom of the funnel. So sales folks and ad-type spend, field events,
whatever it is, that's where it goes.

FRCERIR:

REEMRY, XRERANNS. LENTBR—FE. FXEM (Demand Generation) KFERNNZENT
XPFHEHRN, RMNETEX—R. AIEZN+EE, HENEH-—BEEZKERI: KM, P, Ko
HubSpot IHEIBE LR “ti#” , EEHARMNERILK}. BREFREAI EURTFNHMERMEETSE) ,
80% RSHEMEHMEEERA 7K TRMKR. UHMEHEAR. &%, & NEoFF.

Patrick Campbell (01:00:24):

And the whole point is you're trying to move someone from a lack of awareness at the top of the funnel to
being aware about you and then to a sales combo or a conversion point, if you're not doing sales. The
problem is bottom of the funnel efficiency and top of the funnel efficiency has plummeted the past
decade, just plummeted. And it's not only because of the factoids | was saying before about CAC and all
these other things and so many competitors being in the market, it's just one of those things that the
days of just hiring a bunch of BDRs, not training them, not having them in account-based marketing, not
doing all these other things, those days are not here anymore. Those days are gone. Maybe in some

specific verticals, in specific parts of the market.

FRZERIE:

BORET, RAERLEAMINERY “TRIR” #LH “BIRFMR” , RAEHEANHEMENELS. R&EE,
BETF, BITNHNRGNEDBERR. XTNERAABRZARIVRAERE (CAC) EANZTEXNFH

18, EENPH FEELB—H BDR (LSZSHEKAR). FEl. FMEFKSEHE (ABM)” HAFELZ—ER
BiRT, BEAFERT, HWIFERERETIEEN, EXIFRELE T,

Patrick Campbell (01:01:11):

But here's the other problem. Sales today is so much more about timing than it once was. Because
there's so much stuff out there, it's one of those things where people are waiting until it's the right time.
They're aware of you, but they're waiting. So the question we have to ask ourselves to not bury the lead



any further is do we need to make this river of demand generation, basically what demand generation

works? But that's table space.
FRERIE:

EE—NEf: SRNHELUFERMEREHRR NN . BATELEELRSZT, ANSEINK
AT TR, MfTRLEMR, EMIENE. FIUKMNERECHANER: RNEERFERIL—IFIREMRN B
K 2

Patrick Campbell (01:01:37):

If we want to be even increasingly more successful, that middle of the funnel needs to get bigger. That
pool of users who is aware of you, interacting with you on a regular basis. What if you had leads basically
hanging out there in the middle of the funnel, interacting with you on a regular basis before all of a
sudden their timing was right and then all of a sudden they go to the bottom of the funnel, and even
better they opt into them. You don't have to keep going after them and doing sales processes that are

very kind of churn and burn. So that pool of leads.
FREiE:

MRBAVRIRESEANIRY), KRIAPBRAFTELER, B —NEIREIRHEHSIREBAR . WRIREVE
AEF—ERERIPE, ERSIMRED, BRIRXEVAR, MINRAENFES, EEEMERBE,
BEE? RAFTE—BHEEMIR, BFAFEMRERERANHERE. XMNEBEZF M.

Patrick Campbell (01:02:07):

And so the best way to create pools of leads, freemium. I'm a huge fan of freemium. | used to write articles
about how freemium is terrible, so I'm a big convert. | wrote a book on freemium as well. The thing with
freemium is CAC is still up over the past decade, but it's up a lot less than overall CAC. Customers who
convert from freemium and become paid customers, their retention is typically about 10 to 20% higher
than those who converted from a free trial or converted from a traditional sales process.

AR ERIE:

BUXMEABNRESARE: REEEER (freemium), RE2ERIEENITIIR L, HUAEXEHRE
IMERER, IERIKRELST, E5E7T—4XTENB, RHEEEXNREREAEIE+ERABEL
Ft, BAETETEEARERS. NEEEERCANBEFANAR, HEEXEEMREXAREAHEE
TERRNEFE 10% 2 20%.

Patrick Campbell (01:02:47):

And then on top of that, NPS or CSAT, we measured it through NPS, is typically about double because
they're converting on their own timeline, not on some artificial timeline of a free trial or artificial timeline
of sales. You should still have those things, but | want this pool of people who are aware of me and are
using something of my product because at the end of the day, what better content do you have than your
actual product? Even if you're a big enterprise solution, give them something to interact with.

FRSCERIF:
tEgh, 1M NPS NEFHEEEEEME, AAMIISEIES CHMNEIRELN, MASHRRIXARHEE
ARRINMBEIREEE. (RINANZFEBLEFEE, EREE— IR RH EEERRIBL~RAER

Mo R, TBEARBLIRHNEFR~mEGFE? BMEMEHNEREEWRRAGR, BB —LERUER
BYZR P,



Patrick Campbell (01:03:07):

And then the other way to fill that middle of the funneliis, I think inbound marketing is just becoming SEO
and eBooks. Kieran from HubSpot gets offended when | say that, but | love you, buddy. It's okay. I'm still a
huge fan. And this is just because CAC and inbound marketing has gone up and it's all about a lot of SEO
and we'll see what Al does to that.

FROCERIR:

S—MEFRIFBNGEZ: FHIARANIEES (Inbound Marketing) EZFHEMIVINE SEO MEBFH,
HubSpot B9 Kieran IREX AR AT RERES, BREREMRY, it 2XHR, HNARMRINL, XRZRN
NIEEHRIRERA LA T, MELEXTF SEO, HNEFEE A SREFEMFAFM,

Patrick Campbell (01:03:21):

But this whole thing of inbound media, we got on this train about five years ago, and inbound media is
just podcast video series. When we sold the company, we had eight different podcasts and video series,
all very niche like Pricing Page Tear Down, which was a show about we collected data and tore down
pricing pages, the good and the bad. We had Boxed Out, which was a retention focused show for the
subscription e-commerce industry.

FRCERIR:

B “ANIEEAE” (Inbound Media) X—BEXRA, HRNKAEFFIMFIBMT . NIEEARESBEZNNZR
o HEAIZERTN, HM1E 8 M FRENBEMMAMART, EIFFEH. bl (ENEIFFE) (Pricing
Page Tear Down) , X2—MREKEHFBRENTTEMNLHNTIB. H(1EE (Boxed Out), XZ2—THHIT
FHEBTINEFLTETE.

Patrick Campbell (01:03:44):

So all of that was to build this pool so that people were aware of us. And then over time, all of a sudden
they're like, "Oh, we have a pricing problem, we should go talk to these guys. Oh, we have this content or
this retention thing, we should go talk to these guys." But | think the pool is kind of the future and a lot of
people are still treating it as just this gateway between the top and the bottom of the funnel.

FRCERIR:

FRrEXLEEREANTEILRDT “HF" , LANTIRAZENNEE. EENEER, RARMIZE: &,
HANVEE T EMENE, MZEHAHBAGG, B, HNEEFEE, MZEHRBEAN" TAAXR HF 7
BAREK, MRZANARRIEE SRERRIHRRN— &,

Lenny (01:04:02):
Middle of the funnel is the new top of funnel. We need a bumper sticker.
R EE:

“REPEMERIRITRE o RINF2IECEREM,

Patrick Campbell (01:04:05):

There you go. | don't know if that's going to sell well, but I will buy one, so.



FRZERIE:

i HAMBEXIFFFE, BEREESE—TH

Lenny (01:04:09):

The most nerdiest of all bumper stickers. Patrick, we've gone through 10 topics. Is there anything else you
want to touch on before we get to our very exciting lightning rounds?

FRZERIE:

AN B RIRFREM, Patrick, HINBLWSTT 10 MER. EHNHAOHRABREEZE], (REGHA
BN FERING?

Patrick Campbell (01:04:18):

| think what I will say is this is all still hard. So I'm giving some heuristics, I'm giving some benchmarks,
but your mileage is going to vary. But again, that's your job, whether you're a founder, a product person,
an exec, whatever you are, your job is to take in information, your job is to analyze the problem, and then
ultimately come up with the best solution. And so | think it's one of those things that there's some hard
truths | think we talked about, but then there's a lot of this that you have to evaluate it for yourself. So just
a general, | may come off like a know-it-all, but | understand that mileage varies | guess is the best way...

FROCERIR:

BERNE, X—RARE, HRET-EELAANTEMNEE, ERAFEREAMS. EXERMIIIE
—LRMELIEA. FRIEERSE, MUILEMRRERES. 2TEE, ARKXFHSERRAR. &
M%RE 7T —LRENER, EERRZSABMOARESCHBERET . 22, ZARASTEED “E
T, EXRAHBRAKBERZBFFE.

Lenny (01:04:54):

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

RS ERIE:
8%, MIEHFANBRIVIEEEENNBRRRE, BEAANDABE R, HEEFTE?

Patrick Campbell (01:05:01):

I'm ready. | feel like | need a buzzer.
FREiE:
HEEET. &
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Lenny (01:05:02):

I'm going to add a buzzer someday. Anyway, here we go. What are two or three books that you
recommend most to other people?

AR ERIE:



BUERIMN—18, SV3ER, FEE, RREFLIANR=ZRBEMTA?

Patrick Campbell (01:05:11):

| have read High Output Management probably 20 times in the past 10 years. | read it at least once a year
now. | commissioned a bronze bust of Andy Grove, so that's being done. I'm a big Andy Grove fan.

AR ERIE:

EEENI0FEE, BAMIRT 20 (Z-HEE) (High Output Management) . MEBRSEE/DiE—IE,
HEESH T — L - EX (Andy Grove) HIEHHEG, EEGIER. REMBERN L,

Lenny (01:05:25):
Oh, it's in progress?
FREiE:

MR, EFEHIER?

Patrick Campbell (01:05:26):

Yeah, yeah, yeah. It's in progress. It's not done. I'll send you a mockup after this. But yeah, High Output
Management. Thinking in Bets, going to that first principles thinking. | find that a good book to share with
people so that they can think about things and get on board with that.

And then Powerful by Patty McCord. Anything around HR to kind of break your brain a little bit about
what you think about HR and people ops. That's the gateway drug. That was the one where | was like,
"Oh, we can choose how to design our people ops teams."

FRCERIR:

B, gfise. ERHAMEAMERE, RT (SFFHEE), ©F (W) (Thinkingin Bets), EiF5&%H
—MRIERL%E, RUEEXR—AREFNT, AUDELIA, LZEZIRE,
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Lenny (01:05:55):
Okay, next question. Favorite recent movie or TV show?
FRCERIE:

8, T—1, SERENAIEREMLE?

Patrick Campbell (01:05:58):

| don't have one that's recent, but | watch The West Wing at least once per week, so I've done that for a
long time. | love Sorkin, | think the writing's just so good, so I'll just throw that out.

FRCERIR:

RIEREAEHN, EREHAELE—R (AENZT) (The West Wing) , RELZEHFRAT. RERE
(Sorkin), EEBRIAEER/ARET,



Lenny (01:06:10):

Great one. Someone was telling me there's a podcast to analyze each episode, which [inaudible 01:06:14].
FZERiE:

ZH, BASFRETRELTONE—5%

Patrick Campbell (01:06:13):

It is a great podcast and I've listened to most of them, so yeah.
FREiE:
BENMRFRIES, RARIDEITL,

Lenny (01:06:18):

Okay, great. You're all over it. Favorite interview question that you like to ask because you're interviewing.
R EE:

KF7T, MRART . (RRENNEIRPEZMTA?

Patrick Campbell (01:06:22):

| have a controversial one. I'm not going to be able to go through the entire question in a lightning round.
But what | do is | do a mini... | did all the final interviews at ProfitWell, and we did a very hard culture
check in the final interview. There's a mini case study, it only lasts about a couple of minutes, I'm not
going to go through it, but | asked them if someone in Slack responded to someone sharing something
benign, like some report they found on the internet from McKinsey, they shared it in Slack, and then
someone responded to that with something indirectly offensive.

FRCERIR:

HE— I EREFWRE, FHBREFGERTN. T ProfitWell ASRFIANAE, BMIZHTIEE™
B EZ. B—NLOHEVNEGIERR: i), MREAE Slack EAET —EE@BIRA (FbE
BHN—0RE), AREARET —EEEHE EIRHENE,

Patrick Campbell (01:06:55):

So it's changed over the years, sometimes | say, "Oh, they called it the R word, they said it was stupid,"
something indirectly offensive. And | say, "What would you do, and what do you think the company
should do?" And no matter what they say, | challenge them, and | always tell them, "I've never seen that

at ProfitWell," which is always good just to make sure they don't have a bunch of fear in this position.
R EIE:

XEFRAIBLN, BREIR: @, WA TEMMAERNL, HERIRBE" , BZREHEEIL.
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Patrick Campbell (01:07:19):

But it gave me a really, really good opportunity to talk through our culture, particularly the most
charitable interpretation piece. And | would say there were about 10% of people who had a zero tolerance
policy for whatever the situation was. And | would tell them, | would say, "Hey, listen. We have zero
tolerance for the obvious things, we probably all agree on those." But for this type of situation, we would
ask some questions, we'd want to figure it out, we want to see, there's probably some judgment around
what happened, how long if they'd been doing this for a while, that type of thing. And then we would
make a decision on what would happen. And a lot of times nothing would happen except, "Hey, don't be
an idiot, you're smarter than that, use better words," or something like that. And so that was a good

culture check to opt them in or out.

RS ERIE:
XA TE—MUEFHNEFRINRNRINXK, TEHRE “‘BEENBEE BHD. A4 10% WAL IHMEEITE
NEE ‘BRRB” BE. BEERFMIT: S, NTFEMRZIAWEIR, RINUAZTER, XAREELIR,

BXNFXERER, HNELBE. THRER, FBERETHA, BERRILESF. ARANBMRE. RS
RATGEH AMARRE, RBRE—F: TR, 3ICE, (RILXEEE, MANFREE. " X —MRIFHIXK
Wik, ARKREMITEEEE.

Lenny (01:08:05):

That is very cool. It circles back to the value of culture and values and being aligned within your company
on culture and values. And it's interesting that that's the question you ask, and not something technical
or skill-based.

AR ERIE:

EXXREET . XXEETXUMNMEMNERE, UNRABREERLIRHNE. BBHNZMRREX MR,
A BRI AET EBY ),

Patrick Campbell (01:08:16):

Yeah. Well, | do all the final interviews. So they've already gone through a skill-based and they've done
culture screen already and stuff like that. So this is more of the, here's why you should not work here, that

type of conversation basically.

AR ERIE:

B, AAKRMTELHE, WIELEI T KENKMIT XKk, FIUXBEERE—M “SFRATATZ
AEXETE BiKkiE.

Lenny (01:08:30):

I love that. Next question, what are five Saa$S products that you or your company uses that you love? And
bonus points for ones maybe people haven't heard,

FRCERIR:

HERX N FT—NEE: RRIRNABEEEAR. RREREIE SaaS FmEftAa? MREERE —EAR
RITEH, SBEM.

Patrick Campbell (01:08:39):



That's hard to answer too because at the end of the day, we'd all say Zoom, Google Workspace or
whatever they're calling it these days because those are the things that are so central. I've got to give a
shout-out to Notion, we use Notion for all of our documentation. | use Notion for my personal... all these
things. | know Coda is a sponsor, so | apologize but-

FRCERIR:

XWRMEEE, FERNFLRAREBEIN Zoom. Google Workspace 22, RATHIAIZLT . REHFIIIR—
T Notion, FIFFERIHSERE Notion, F M AA Notion, FXNiE Coda BHBNE, FRUARKEIER, B2

Lenny (01:08:59):

They're both sponsors, and so we're friends with everyone over here. Both are great-
R EE:

ENEEREE, FIUBRINMARBEAR. R IERE—

Patrick Campbell (01:09:02):

Amazing. Lenny's Podcast, friends of all products. Descript. | use Descript quite a bit. | use Descript not
only for... it's like a video recording and editing tool, or you can bring in video to edit. But it's got some
cool features that... | use it more than Loom a lot of times because it just works in my workflow, not only
for creating, but also for those quick conversations.

AR ERIE:

XIFTo. Lenny R, FRIE~mIAAK. -1 2 Descripte HAF A Descriptoe ERXE—MISARHIFN
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Patrick Campbell (01:09:25):

K-Tool. Here's a fun one. This is an indie product, K-Tool. There's probably other products that exist like
this, but I actually really like the interface of it, it's super simple. Basically if I'm online or someone sends
me a PDF or something like that, | can basically choose to send that to my Kindle. So if someone sends
me something | could just choose to send and then | can batch all of those things into a weekly newsletter
that | can curate. So my Sundays and my Monday morning are just spent reading. So | have this weekly
newsletter of someone wants me to review this thing or someone wants me to read this article or
something like that. So | batch that into a little newsletter and it's just a Chrome extension that works

really well.
R EIE:
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Patrick Campbell (01:10:03):



Tweet Hunter, I'm trying to be more on Twitter. | went through lulls, so now I'm trying to be consistent. So
Tweet Hunter's pretty good. It's got some Al fun stuff into it to make discovery better. And then it's not a
SaaS application, but the last one is this Apple Watch Ultra. So | don't carry my phone anymore. | just
don't... | found myself being on a computer, walking away with my phone, going, doing stuff and then just
never being off-screen.

FROCERIR:

B2 Tweet Hunter, FIEEE/E Twitter EEERK, BEFHIRAH, WNEBRFERM. Tweet Hunter
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Patrick Campbell (01:10:35):

So | have this for when 1'm not in front of my computer and 1'm this close to also doing it when | travel to
when I've been traveling, my phone will stay in my suitcase, but it connects if | need to make a phone call.
It connects via Bluetooth, all that kind stuff. But just trying to take my attention away from my phone
basically, so that's, that's been the unlock.

FRCERIR:
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Lenny (01:10:51):

Damn. What a list. That was incredible. I'm going to ask just one more question. What's favorite lesson
from your NSA experience that helps you in life day to day?

FRCERIR:
IE, XBEXET. RERRG A £ NSAWERT, B— I il rE 8L EREEE?

Patrick Campbell (01:11:02):

| shouldn't say everything, but most things are more complicated than it seems. And that's not like a
sinister thing, it just means when that person's coming at you and super angry about something, whether
it's your fault or not, something's there, they're having a bad day, on top of it, you really messed up, you
tapped into a particular emotion that you didn't realize you did. Or hey, there's even the story in the news
about this politician's bad or something like that. Everything's a lot more complicated, and not in a it's
too hard to understand way, it's just you should always caution yourself on believing the first reaction
that you have.

FRCERIR:
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Patrick Campbell (01:11:44):



And | developed that there because there's so many things where... And it was also my first job, so a lot of
this stuff happens because it's your first job, many people may have this experience at a different place,
but it was like, "Oh, this geopolitical thing that's happened. Oh, here's my first instinct, that means this is
bad." They're like, "Well, actually, there's this other thing going on over here and this other thing going
over there, and those are actually connected. That's why this is caused." So that's helped me, one, not
get so pissed off at the news. That's also helped me, | think just as a human, along with most charitable
interpretation, to just be like, "Okay, let me not overreact here. Let me seek to understand and then react
or respond, versus react."

AR ERIE:
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Lenny (01:12:23):

What a beautiful way to end it. Patrick Campbell, renaissance man of a brain. This may be the most
action-packed episode we've had, and I'm not surprised. Two final questions where can folks find you
online if they want to ask you questions, reach out, learn more about what you're up to? And how can
listeners be useful to you?

AR ERIE:

ZASTENLRE, Patrick Campbell, XZEXBAM, XrIgEEHMNBRALFE&ERIN—5%, F—Rt
AESh REFWNEE: WRASKBRREE. KRR T BRRENLR, PIEMEREIR? Uk, WRA U
AR A?

Patrick Campbell (01:12:38):

Yeah, so | am on Twitter @patticus, childhood nickname, P-A-T-T-I-C-U-S. LinkedIn, Patrick Campbell. |
don't check my LinkedIin messages, I'm going to get around to it, it's just there's so much spam in there.
But yeah, you could find me there or just pc@patticus.com, that's my personal email. So yeah, if | can be
helpful or you want to see more of the data or you have this question or that question, we've probably
written or recorded something on some of the things we talked about today, so I'm happy to send it over
and just obviously want to be helpful, so yeah, feel free to hit me up.

AR ERIE:

9FHY, FE Twitter @ @patticus (F/BHRHIZES ), LinkedIn @ Patrick Campbell, {BFAXK%E LinkedIn
Az, AANIREERARSZ T, (MEAILUEZEABHE pc@patticus.com, BBEHNNAMBFE. INRIFKESRE L
T, REMBEELSEHIE, HEBEREARE, RITTEELHSRINABTEINEXRINM, REFRE
KGR, REARFRRIRMEEED, PR,

Lenny (01:13:08):

Amazing. Patrick, thank you again for being here.
R EE:

AT, Patrick, BRBEGHRIVEIR,



Patrick Campbell (01:13:11):
Thanks for having me, man.
FZERiE:

EHEREVERIE, fAito

Lenny (01:13:12):
Bye, everyone.
FREiE:

AKBM.

Audio (01:13:14):

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.

AR ERIE:

FFE ST, MNRETFATTEBNE, BJLUTE Apple Podcast. Spotify SHEERAVER N AT,
tE5h, BFEERAHNTDRE TITIE, XEERAMAEBEMITRZMAEREER. ERILUTE lennyspodcast.com %
AFFERTEN THESERS. THTEBL.



