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[00:00:00] Lenny
English:

We rarely get a peek into what it's like to work at TikTok. What are some core principles or values or just
how TikTok operates?

FRZERIE:

HIVROEMSEERIIE TikTok TYERM AN, TikTok BMLEROERN. HEW, 3EH TikTok RfAE
fepy?

[00:00:07] Ray Cao
English:

The number one thing is context, no control. That's the reason why we're always encouraging people to

see themselves as a business owner.
Fh>CERIE:

SEEN—SI “RBHEIEIE, MIETH” (Context, no control) s XIMEBAMHARITERERMATIEE A
WEEREH (Business owner)o

[00:00:14] Lenny
English:

You give them all the information they need and then let them just do things without specific
instructions.

FRCERIR:
HRMEN, RAMIHEMAIRINREER, ARILMIITEREAGKESHER TEITARIME



[00:00:18] Ray Cao
English:

How do you actually solve the puzzle by connecting all the dots together? Just like how | see some of my
friends, their kids playing Legos, if you don't really see the full picture, you won't be able to make the
Lego as one thing at the end of the day. You have to see the other pieces.

FROCERIR:

RN A R R KA R E? MEREI—ERARNZFIRE—F, IRMTERRNER, RAMM
TEB RSB — B (RUETERIEMBIER,

[00:00:31] Lenny
English:

What else are important cultural values of TikTok, of how TikTok operates that everyone always has in
mind when they're building?

FRCERIR:
XTF TikTok BizfEA R, EEMPLEEENXUNEWRAREWE mETIBARISEON?

[00:00:36] Ray Cao
English:

We always have this mentality we are a startup, we're a young company, we're always hungry for growth.
And a very wacky way is like, "How can | run my second half of my marathon faster than the first half?"

AR ERIE:

BINRARFBE—MOS: HMNB—KVEIQE, —REBHNRATE, RNNELXRBEEERK, —MRERILLE
B RO BRMBEFIRRF LRI FIEER? 7

[00:00:49] Lenny
English:

Today my guest is Ray Cao. Ray is the global Head of Monetization Product Strategy & Operations at
TikTok where he has been for over four years. Prior to TikTok, Ray spent six years at Google helping scale
Google shopping globally.

(00:01:05):

TikTok is interesting for two big reasons. One, it's one of the most successful businesses in history, last
valued at over $80 billion. And its parent company is the most valuable private company in the world, last
valued at over $200 billion.

(00:01:19):

Two, TikTok is quickly becoming one of the biggest advertising platforms alongside Meta and Google, and
generated nearly $10 billion in advertising revenue just a couple of years ago. So for both these reasons,
TikTok is a really interesting business and team to learn from. And I've seen very few podcasts and even
media get a peek inside how TikTok operates.



(00:01:39):

In our conversation, we discuss TikTok's culture, their core principles and values, how they hire, how they
move so fast, their emphasis on working hard, how they do OKRs and planning. We also get into how to
succeed on TikTok's ad network, why you want to be testing at least 10 videos a week, how it's different
from running ads on Instagram, how to make content that does well on TikTok, and so much more. This
episode has a lot of interesting lessons and insights. Obviously TikTok is at the center of a lot of debate
globally. Some people love it, some people hate it. But no matter your opinion of TikTok, there's a lot that

we can learn from their success.
FRSCERIE:

SRHFEEE Ray Cao, Ray & TikTok £BkE b= miiESEERR A, MELTE TikTok TETHFEZ,
FENNN TikTok Z &, Ray7E Google TR T 73, $ASEEE) Google WHTE £ ICEEIRHITAURILY Ko

(00:01:05):

TikTok @R X FEMNEERE. F—, ERAELRMIINBELREFZ—, FE—REEBS 800 1Z%7T,
HBAF (Fnksh) ReXMGERSNMEQRSR, RbI—REEBT 2000 25T,

(00:01:19):

55, TikTok IETERUER V5 Meta Ml Google HETFERNRA FFaZ—, XE/LERHE SRARMERA
100 127w, BEFXMNRE, TikTok 2— M EEERFFINBURFIME. HRVENERZEEHRAEE
RNT R TikTok BIRERIEE.

(00:01:39):

ERNBINER, FANBHLET TikTok I, ZORERVFHMNEN. BELN. NEARESREE. WENIE
BYSRIE, LAKARTAfEIBIE OKR Fitxle BeATERANERIT T 4NAI7E TikTok & MLE LEVISRIN. ATAEE
EOEMR 10 MUSA. 1E TikTok &7 & 57E Instagram BEIARRE. dAFHERZNDHNRNETEE, AEEEIT
ZEBNAIMRE. B4, TikTok fFEHIFZHNNFL, BAEE, BARE. BRI TikTok W&
R, HATEBEEMERRIIFZEEIRS,

[00:02:14] Lenny
English:

If you enjoy this podcast, don't forget to subscribe and follow the podcast on your favorite podcasting
app or YouTube. It's the best way to avoid missing future episodes and it helps the podcast tremendously.
With that, | bring you Ray Cao after a short word from our sponsors.

(00:02:29):
[Sponsor Message: WorkOS]
FhaCERIR:

MRMFERXMEER, BABETIEELEAEZNAS YouTube EITHIMXE, XE#REIRRTENER
FAN, ERNABEEEEKREY. TH, ERHEMENERENER, RTFEH Ray Cao.

(00:02:29):

[(BBhES =8 WorkOS]

[00:03:35] Lenny



English:

[Sponsor Message: Eppo]

(00:04:55):

Ray, thank you so much for being here and welcome to the podcast.
R EE:

[EBIEE S Eppo]

(00:04:55):

Ray, IFERSHFEERTIXE, WIDLREIFNAER.

[00:05:00] Ray Cao

English:

Thank you Lenny for having me. It's a pleasure.
FREiE:

gt Lenny RUEE, XERMIRE,

[00:05:02] Lenny
English:

It's my pleasure. | am really excited to have you here because it feels like we rarely get a peek into what
it's like to work at TikTok, how TikTok builds product and operates, also how to be successful in TikTok as
a business, as an advertiser. So | have all these kinds of questions for you, and so I'm really happy to be
chatting. | wanted to start with a little bit about your time before TikTok, which was at Google and
comparing that to TikTok. So, you're at Google for six years, | believe. Now you're at TikTok. I'm curious on
what stood out to you about the cultural differences between how Google operates and TikTok operates.

AR ERIE:

BUEREH. HIFBIFERNIE, BARFKINRDEET BRI TikTok TIER (48, TikTok 2EHE m
MBIERY, LUIR(EREIFT SEWMATE TikTok LEVISRII. S TRZ RN, REXEMIRM.
FRERFMIRIIN TikTok ZHITE Google RIABERLZAINEE, HIFHS TikTok i M*ftt. fRTE Google 57735,
IMTETE TikTok. FR4FEF, 7E Google M TikTok RIEIEAR L, BMLENWERILIRENSIRZY?

[00:05:37] Ray Cao
English:

Three major things, | would say. Number one is really how these two company thinking about innovation.
So, | think Google has a very strong philosophy of we're engineering lab and that there's a lot of
technology-driven, and a lot of pieces. They are not necessarily always trying to, | would say, cope with
the market even, right? However, | think at the TikTok, | think besides the technology part, we do have a
very keen, | would say, appetite to really understand what the markets really want and also how can we
really service our clients in a better way and the clients here is not necessarily only for advertisers
including our user and also creator altogether. So that's one of the things I think it's very different in



terms of TikTok way of work. It's very customer-centric in a way, and again, the customer here is not

necessarily only for the business partner but also for our regular user and creators on the platform.
(00:06:39):

And the second one is really thinking about how we take approach on product development. So a lot of
times that we take a very rigid approach in terms of product development and oftentimes you see us that
experimenting a lot of different things all the same time. And also we do have a lot of engineering and
[inaudible 00:07:04] project in the backend to really understand how can we optimize better for the
platform. So a lot of time, these are the things that | think TikTok is doing really, really well.

(00:07:14):

The last piece | have to say is the approach for global prioritization. A lot of times that you see a US-born
company go global and oftentimes still they are really rooted with the US market and there's nothing
wrong with it to be honest, because this is the biggest market for them as | would say for East-born
company. | think a lot of times that we can take approach with truly how do we think about globalization
and for example, we launched a lot of product not necessarily first in North America. We launched it in
South Asia for example, for our shopping, really very big initiative internally for shopping and we
launched our really creator fund here in North America. We launched our gaming approach, really
serviced our EUI gaming advertisers. Really, really strong over there. So there are a lot of different
approach in terms of how do we prioritize our go-to-market and also product development. So that's the
part | feel like we're very unique in the market or unique to some of that was the tech company born in
the US.

AR ERIE:
BEITEE=5, $—, BEXMRAFNCIFHEESR. Google B—FhiEFRZIM “TIELWE" BHZE, R

ZHREEHERAESH, IIHASRHBEELETH. AT TikTok, BRTHEARED, KB —MIEDHHR
RSEEAREEBHIZIRENA, URHENNAEREIFRSER —XENEFARUE &, E8ERK]
HAFMEEE. X2 TikTok TEARNPIEEAREN—~: EEREMEE LRIFEUZTFA NFOH.

(00:06:39):

B, BrmARNGE. REME, RIEFRALERN—MIEE™E (rigid, LAEFERE. RFER)
B75%, MIBIRNARELERSFARANARE. KEEEHERSIENBRATMNAEFHMLLTE.
HIAFXLEZ TikTok MSIEE L&A,

(00:07:14):

REa—REfKMARNLELN. REWE, MBI —REEXLLBERAESIK, EMNFREMHARET
XEMT, XEFRHE, BABZMNEANTT. BEEA—KEERANQE, RINERZ2IKLIRIT
RENGR. FlI, FVRZFRHAR—EREILELR. a8y “W4” k53 (TikTok Shop), XZ—
NMEEARBREIE, FEEFRBEIEEL, HNEFICRELTEIFERS, ERONUH AN SEHEHET
EINIBEAR. FNAREHEATT (GTM) MFRALBRALSE, BINERETENME REEX
RNETD LIRS, CEEENTRERETFEENRIRAT,

[00:08:24] Lenny
English:

It reminds me there's this piece by this smart guy, Eugene Wei who wrote a few things about TikTok over
the years and just why it's been so successful and one of his really big points is that TikTok can work really

well in other markets 'cause it's basically... you don't need to know a ton about the market because it's



this algorithm that figures out what people in each market want. Is there anything along those lines
you've seen that just has been really fundamental to it working so well in many different markets?

AR ERIE:

XiLFHAGHE T Eugene Wei 5 BI—LEX T TikTok IXE, 347 TikTok AftAtNitbaZh. fBEI—P izl
MeE, TikTok FEHMTIZIEFFREF, BRRANMAZTEN MM THRXS, BASBIFIESITHIN
ABEF 4, EMBMNES, EEEXRMNRAZREEXASFARTZEIFHIIRARE?

[00:08:51] Ray Cao
English:

The algorithm is definitely helping because it is basically the machine is doing a lot of heavy lifting. That's
actually | think across the board on a technology company today. The difference is actually how much
you are willing to take the heavy lifting over there in the market. By that | mean really sending your troops
into the market, hiring your local talent, understanding the culture and really understanding the behavior
from those users. | understand the machine can do things, but also at the same time that we need to
actually get local talent to fine tune the machine. So there are a lot of conversations about how | would
say technology is able to change our life, but | do think that at the end of the day, | do believe technology
is a tool.

(00:09:34):

So if we do have a ambition to go global, you have to do one more thing is actually take your step into
global. Rather than having the machine do the heavy lifting, you have to really understand in local
culture. | had a fun background for my first job is to really doing go-to market research in the Southeast
Asia area. | think there was only one thing opened my eyes after a year and a half in this career path is
different market have totally different, | would say, culture and these market behaviors are actually
coming out of this culture. One of the fun example | always been using was | was doing market research
for one of the suppliers for toner and also these ink cartridges for Thailand as a go-to market research.
One of the things is always concern to my, at that point, the client was they cannot figure out why their
premium product cannot sell in Thailand and then we just figure out because the quality of their printing
machine and also their ink cartridges are premium and the quality of the paper and everything is very
good.

(00:10:51):

But when you actually do talk to those consumers in those market, the answer is very eye-opening. They
literally told me at that time is | don't care. | don't care if your ink cartridges or your printer is at the
premium quality, maybe the printer | can use, but | can use compatible ink cartridges or toner for that
because my consumer won't care about your printing quality or the majority of my consumer won't care.
So in that case you should not necessarily worried about if you are a premium product, it's actually more

about how durable, how reliable you're able to print things and people can read.
(00:11:30):

So | think these are the insights | think a lot of times it will be neglected from some of clients or the
manufacturers or even the owner of the business because they think that we want to serve this
segmentation, but, however, this segmentation is that big in this area. So that's reason why the culture is
really the key part from the market. If you don't understand the culture, you won't be able to understand
the behavior over there. It's more about that, | think, when we say about globalization or take the
product go to market in a global scheme or even build it apart, you have to get your hands dirty and to
really understand the local culture so that you can understand local behavior.



AR ERIE:

BEEEREEY, RAANBAETRENEETF. HIANISHENRRQARHZL. BXIEFRER
FEEMHIRANZDEN. BRNERZE, BEEREFAEATY, BESMAL, ERIMK, HEIEERE
BRETTH. FMENREFIUMREE, ERENZNFEZIMALR BR” &t XTRAMAFANRZEESEE
REWiE, BRIANAIMBRER, RARR— 1T E,

(00:09:34):

FREL, MNRFESIKUBED, (RURSM—HE: EEBANEXTT. RTILNSETE, MOMEEZ#EY
b, HNE—MIERER, BERBLMTZER. ER—FFNRULEEFR, RIERAHFRFNZ:
FENTZERERENXE, MHZHTHERRTREX K, REEN—MIFE, HBN—RENHER
HNEHRETHNIEN. SNEFARER, AtatiINSkE~RERESERE, RITENMNESREE
BIEREY, HRIKFE LR,

(00:10:51):

EHMEEEMAMERERRN, ERIAEIR. MMIENEESFEK: BFEFE. BFEFRMHNEZEIT
EINEFREEinmE, ITEMNEKAILA, EEERcARETHN FER), BABNEFRFAERITNRE, HE
MABAAREF. EXMERT, FABEOBESETESH S m, EEENEMMNTRESWA. A%,
FTENL RV ARFERELL AT BT

(00:11:30):

FNNXERREEFSRES. HEHEEELFRE, FAMINRESE CBRSENAN ™S, B LA
NMANHHEISMH LB AR, XMBATAXUETIANIRE, MRIRFERE, (RTEEFIRENTT
No FRASZATRIC LKW~ RS IKTIZE, MOTEDFEN, RNTEZXXE, NMEREYHIT
Ko

[00:12:16] Lenny

English:

| love that advice, the way you described it, which I love also is that you kind of have to fine-tune the
algorithm and the product to work in different cultures. Is there an example of how that was done with

TikTok, like a tweak that had to be made or some kind of fine-tuning that happened for it to work in a
different market?

FROCERIR:

HEBERX MW RERIA R — ST/ AR AN~ m#tTHiE. B8 TikTok BIR KA
F? A TILEERANHIZIEE, SOhETERERIAE?

[00:12:32] Ray Cao
English:

Yeah. | think we did a lot of fine-tuning on our user product side to really think about content. So that's
the number one thing going to be super different coming from each of the market and also from each of
the culture. For example in Japan, how do you actually get more content that relevant for the culture? A
lot of people may think, okay, are you guys only doing dancing or doing singing for Japan? The answer is
not. It is actually more food on the TikTok side, like how do you actually introducing new food restaurant
or new recipes and also sometimes that you're introducing a new technology. | would say 3C like

consumer electronics product over there. So these are the content get really popular sometimes in



Southeast Asia or even Japan area and versus in the US as everybody knows that we're starting from
really lip-syncing at a very early stage but now really we're expanding to shopping behaviors and also a
lot of people using us as a main platform to acquire new discovery for the product.

(00:13:40):

So these are the things | think different market definitely deserves and demand different kind of
treatment and if you are able to do this a lot, you're able to find success over there.

AR ERIE:

B, BIANBENERFHETR EBMTREMA, FIRERBTRE L, XREITH. BMXHKZEERR
ARBTG5, BIIER A, RIARISESSSMXUEXNAR? RSAREINA, RIEAEERZER ML
ZNERHAET? EREEEN, £ TikTok HEK, BZHNEXTERNASR, LLMWNANEHET. R
g, ARESNEMKRA, i 3CHEBRF~m. XERNBFERBLHERFEZNL. MEXE, AR
BEHRANNPHARMNOE (lip-syncing) Fia8Y, BIERMNELY REITWYITH, REABRKNIELIHTH
FmEETE.

(00:13:40):

FREL, ARNTHIZAERERRINTFAN. WRIFEMEIX—R, REEETEHHEISEII.

[00:13:53] Lenny
English:

That's really interesting because you could think it's just this algorithm that figures everything out for
you, but I think what you're pointing out is you have to seed it with the right sorts of use cases that that
culture is most excited about.

FROCERIR:

XRE®E, AANANAERUANNBEEZZEMEE—Y], BRELENE, REFBIZXLRBHEBRIIERBGIFR
“FEM” (seed)o

[00:14:04] Ray Cao
English:

Another good example will be creative, so it a very good example how human can work with technology
together. We have a ton of creatives and we have a ton of content so, of course, we use machine to label
those content use metadata to analyze those content. However, a lot of times you can find that when
we're really thinking about how creative can help advertisers? Humans actually make a more interesting
or more, | would say, influencing decisions over there. For some of the verticals we can say that, "Oh, you
know what, maybe we can try a coupon image with a new product like a sticker on the top?" This maybe
actually work better compared to some of the price promotion even. So a lot of things really depends on
how do you actually interpreting the numbers and interpreting the data points but also at the same time
your business acumen is going to be very important here to make a judgmental call for some of the
situation like that. I think we're still rely a lot on both machine and also our own experts to analyzing
those trends and give it the recommendations.

AR ERIE:

S—MFOIFETEEM (creative), XRALRSEKAMIENETE, BRITEBENZEMNRE, LA, HiMfE
FANEE XN XERBTHITIRG, ERTHRBEHITON. AT, JFNBERZMMAREBIT S EHN, AKEEREM



HEEB. EEXMAONRK, WFREEFTI, FATTEIEBN: 9%, SFRMNATUSHERRER £
M—MUBSFMER? ” XPIRELL BARNMBIEHURE Y. FILl, REFBEUATIRMAEARLUE, BRI,
fREVE AL BRER E R M X S H BB IR B E R, HIANTRNNATERAEE LA SEN LT RER D ITEEH
LN,

[00:15:11] Lenny
English:

Awesome. Okay, so there's a few threads I'm going to follow later. You talked about the product
development process, so I'm going to want to spend time there, also about how to be successful in TikTok
both as a creator also as a business, I'm excited to hear your advice there. But | want to spend a little
more time first on just what it's like to work within TikTok and the culture of TikTok. What are some core
principles or values or just how TikTok operates if you had to identify, here's the ways that we all think
about what we want to do and the most important to your day-to-day work, what words and concepts
come to mind?

AR ERIE:

KiET . ZANMEEBHEERNRIT: (MREINF @A LRE, UREASIIEEMEWIFTE TikTok LB
R BERZAN, HBZEREIEIHEE TikTok REBTIERH AR, MUK TikTok B9X{b. INRIRLTiH
E—EZORN. MERHEELN, MAREARIETSRERNTESN, RIBBIMLERCIHER?

[00:15:43] Ray Cao
English:

The number one thing resonating really, really well with me is context, no control. Oftentimes when we
are looking around companies different sizes, we're looking at how to collaborate. Oftentimes we see the
behavior that a lot of people just working on a smaller piece based off their job description. So hey,
you're working on go-to-market and you're working on data analytics, and you're working on this book of
business and commerce, and you're working on auto industry for example. A lot of times that these
human-made silos is actually slowing things down because humans are not, or our talent, they're not
supposed to be categorized into different basket. They may have their own majority responsibility for
sure, but we don't want to cap them into this kind of a box we created. That's really why we're always
encouraging people to think out of the box and think more and think themselves as a business owner
rather than a piece of machine that keep the machine running.

(00:16:49):

Oftentimes that will say context, no control. That means you actually can go above and beyond to really
think about your whole business problem as your own problem and your piece is maybe one part of it to
solve the puzzle, but how do you actually solve the puzzle by connecting all the dots together, we're
encouraging all the people to think like that way and by that | think we kind of mentally break out those
walls. So encouraging our team members to do a little bit more thinking is very important. It's a little bit
more thinking because the think part is very important.

(00:17:23):

And then, now in terms of getting things into behavior or changes or getting to action, then you need to
really collaborate with other teams because we don't want to necessarily creating, hey, you're on other
people's working group now you're actually stepping on other people's toes now. It is not the situation
we're trying to encourage in, but where it's encouraging more is context, no control, think more about



how you can change it and then we you do really actually take some actions, be active. You reach out to
who's supposed to be the owner of that and then have a discussion so then you you're able to connecting
the dots altogether.

(00:18:00):

So that's one thing | think it's very unique to our culture. | think it's very, very important for us to continue
to grow at this speed because everybody have a, | would say, full visibility towards our full ownership to
their mindset, how they can contribute.

FRCERIR:

RILRFEHABN—SE “RHEHER, MIFHTH" (Context, no control) s BEEFRBEMENATE, Ri1&
MBEANOEDIE REHE, AMNRABRIBERMIER (D) AFZ—RIE LbiN, RAZEHHHET, RK
RHIBED, (ROTEEILS, ROFTAETIL. XEARFERN N8 FEIWEEEE, BNATRREIZ
WIFREFRENEFE, ﬂﬂﬂ]élf’*ﬁiﬁﬁ,u\, BREANFRBAITRBEANFIEREER, XMEBNTAFK
MNERRMAKBEEERE, IBEECEFRLSEE, MARHFISREEN—I2M4

(00:16:49):

“URMIBR, MIEEH” BERERAILUBRIRSTEE, BEMNSREEFE SRR, R0 AR 2R
FiEN—F, ERMNEMENARENMETERFAENRKEFE MR, BIXMAN, HRECEL
T T BREEELS. MERGRZEE—RIFEEE, BN “BE XTHNEXEE,

(00:17:23):

Ala, ERBERUATHHREEN, (REESEMEDE. HNAFEER “FHNTIHIABNIIEH, &
BT RARME" XMEE. AR £7RERNEM L, SEEMENE, ARRIRKRITH. £
HEX R AR ARARITITE, NMBREZER,

(00:18:00):

FIANZZHNXUFEERFTHN—Ro WTFRNRIFIMEREERY, XFEEE, RASDAGRIIME
NN EEEERMNFMNEASEIR.

[00:18:16] Lenny
English:

And the key there is context implying you give them all the information they need and then let them just
do things without giving them specific instructions, "Hey, | need you to hit this goal, work on this project,
launch this thing. Here is what we know, do the things you think are best, roughly." Right now, | know it's
not just like anyone does anything, but | imagine that's kind of the implication there.

FRCERIR:

XEMXERE “BIR" , SREMAMIEHFIEZIENGER, AR LMNEREAEKESHERTAEL
B, MARH: T8, RFBREAEXDEN, BMXINHE, ZBXTRE.” Mei: “XEHMNEENE
5, EMIMANRIFNER.” FAMEXFNREMATUEOR, EFRBXMZEFHE X

[00:18:35] Ray Cao
English:

Yeah, | think it's context, no control plus proactive thinking and reactive doing so you have to do more
proactive thinking with these contexts. Now reactive doing means that you need to collaborate, but when



everybody has this kind of mindset, the collaboration should be very smooth because people have the
context altogether. The part that | see maybe some of the other company are facing challenges is actually
there's too many 10s in between and you have people that are just protecting their own thing and
working their own thing and then I'm delivering. But just like how | see some of my friends, their kids
playing Legos, if you don't really see the full picture, you won't be able to make the Lego as a one thing at
the end of the day. You have to see the other pieces. So that's the part | think it's really powerful and
reasoning really, really well when we're really thinking about product development and also product go-

to-market. So it's a pretty full cycle. People have to see this and then they have the context.
R EIE:

2, FIANR “BIRMIEER ML “EmpRE, MENAT  ETRERRE, MEBESHNEHNTE.
m “MNIVATT BERERFEDE, BI85 ABEZIMOSH, DMEREBIRET, BHARRAZREIR. &K
BIHMATEEIRSEEERPERTXRS, AMMNRBRPMTERESHI—IRIIE. MEENARBFR
=F, MRFERRER, MBMTEHR—DEE, MORBEHME D EFmAAMHipE $, X
AR IFEER K.

[00:19:35] Lenny
English:

| love this, and this has come up actually a few times recently when | was talking to the CTO of Netflix and
also OpenAl. They're very similar in culture where it's give people a lot of autonomy and freedom and not
a lot of do this, do this, do this. The key there is to hire very high quality people and very high caliber
people because if not, then things won't work out too great. Is there anything along those lines you can
share just like yeah, the kinds of people you end up hiring and how you hire people that can work well in
that environment?

FRZERIE:

BEWX MM FIEFHK Netflix 89 CTO LUK OpenAl B ABIRBTHIREI 7 X — = fAITRISCILIEEEM: 4
RIRANEENNEH, MABRNEHTEES. XEETHEESRE. BKFHAY, SUXMHRITR
B XRTX—RREHARUSENG? LHIMRMNSBHAENA, URINARREEXMIFRE TEMIIFR
A?

[00:20:05] Ray Cao
English:

| agree with you. So the caliber of these people is actually pretty important to support the structure | just
talked about, and oftentimes | can see some people that with the quality of always curious. Curiosity is a
very important quality when I'm actually talking to my interviewers because | want to see that they are
naturally curious to new things. They want to learn more about the new things and don't really get stuck
with their own things. That's one thing. And the other thing is the discipline because like | said, it is
actually a double-edged sword in this case. So it could potentially introducing some of the chaotic
situation in a company because everybody is thinking everything. The discipline here is actually how you
are really following the guidance on reactive doing, be always thinking about how to collaborating, and
the discipline here and also the rigorous approach here is also going to be very important.

(00:21:07):

One of the good example that is the ability to prioritize because | don't believe one thing is everybody can
do everything. You have to prioritize properly so that you're able to push the right agenda. So | think



that's more of the quality of the people we're looking for is... it is hard, don't get me wrong. It is really
hard to say that we can find everyone like that, but we would love to believe that we can train our
employees like that so that they're able to even do better in their longer-term career.

AR ERIE:

HET. ATBKFRTFZHENTRINENERER, REERIRINARE “BERFFHL 0945
o EEIRE, FHORRIFEEENRR, REFIMNNHEMERANG S, BEFEIHAERA, ML=
EXBi, XEH— HZEB®# (discipline), HANEMFKFR, XFRAZ—IEWIL, NRENAHE
BEMBER, ARISEERI. XENBRAIMENAER “MMERHKT BES, BKEEBZWNAMNE. ™
BRI RIFEER,

(00:21:07):

S—MHIFERMERHFHES. RFBEBSIASEMPIEER, MOAERHF, 7 EEhERINE,
PRI, REBHMNIHHIAAFR. XRE, ENRERES IR THMASXERR, BRNEETUXEFE
FoL, A TERBAERL EERRINFEL .

[00:21:38] Lenny
English:

Essentially what you look for when you're hiring people is making sure they're always curious, they have
high discipline, and that they prioritize well. Coming back to the cultural pieces of TikTok, so the main
one you've shared so far is this idea of context, not control. What else are important cultural values of
TikTok, of how TikTok operates that everyone always has in mind when they're building and new

meetings, making decisions?
R EIE:

AELE, MBEEREENZ: BARETFSFO. SEERUMERHIFML LR O TikTok 9Xk, RERIZ
EWtOZ “BIRMIHTR . REPLEEBRNIXUNERBARENES m. FIWERRIFIGLERE?

[00:22:04] Ray Cao
English:

Yeah, another internal thing that we always say is always day one, we want to make sure that we always
have this mentality we are a startup. We are a young company. We're always hungry for growth. We don't
want to fall into the trap that people may think, "Oh, you guys are very successful in the market and then
you are not necessarily need to worry about your existence anymore." | think it is actually something
we're trying to avoid. We always want to make sure that in our team members always think like, "Okay, if
this is actually a new day for you, | know what other things that you always want to keep in your mind you
want to do." And also to keep that spirit is very important.

(00:22:42):

A lot of times that | can see some of the mature company, they're not necessarily losing the edge of, |
would say this competition or losing the edge of being innovative. | think it's more about some of the
culture has been shifted because you have a lot of new employees that live in your culture. So not
necessarily it's not going to be like the old days that the co-founder is sitting among you, but | do think
this company has a very interesting behavior. | see there is | can talk to anyone at any time via our
internal communication system. | can ping Shuo right now. | can ping the co-founder if | want to

tomorrow.



(00:23:24):

We always keep this kind of mentality internal is that we're still a young company, we want to grow and
you can feel free to talk to anyone. We don't have a limitation for that as long as you have a good opinion,
I would love to hear from you. Is that creating some of the, | would say chaotic situation? It might be, but |
do think that this keeps the company very energetic. People are willing to share, people are willing to
engage. That's very important.

(00:23:50):

| want add one more thing. We just talked about, you asked me what is actually the uniqueness of TikTok
versus the other company. It's very tied up to that is | have never seen a company, the engineering team
and the product team and the sales team are so close. That's definitely one of aha moments | had
because if you're thinking about if your engineer does not really know what the market wants and if your
PM doesn't really know what is actually the client's feedback, they won't be able to get a right product in
the market. They just won't be. And they won't even tell a good go-to-market story to advertisers or even

to our users because they just don't know what the end users are thinking.
(00:24:39):

So I think it's a very secret sauce for us is that our sellers and our engineering team and our product team
and also data scientist team, we're all collaborating really, really closely and that's very much, | would say
a such big advantage for us compared to when a company becomes too big and nobody talks to each
other. So | do hope that it is the thing that we're going to continue reinforce along the years where we'll
continue to grow the company.

FRERIE:

=8, ABERNS—aiEE “BEeld” (Always Day 1), HITEHFRBEXFRIFVEIQBTHNOE. ElE—
REFBENNE, BEEEEK, HIIFAEEN “BNELERH LIEERD), FEEFEEELOLEE B9, X
EERMERTERN, RINNFLEHRRIBARRT: “WRSKEMHN—X, FEEMHNSEBERTA? 7 FEF
XifEHIEREE,

(00:22:42):

RERANRBDRUVRBRET REMBEHCIHFES, ESEXURETRE, RAKRENRIEN. BATK
FEIBFER S IR ARMBERED, EXRAFDVE—MHREBIITA: FAIBIRIENRRREITERREMR
Ao BMEMBULBERLEARE (Shuo), BARWATLIEXRIXSEIEA.

(00:23:24):

HNAFBARBIZMOES: BIMDE—RERAR, HIVAMK, RAUBERERARZR. RSEREHFH
%, AREREEMIF. XSSEARED? AR, BRIAARXILATRETEN. AMIBESIENSS, X
FEEE,

(00:23:50):

HIEEHFTE—Ro RIA) TikTok SEMABNARZL, XS5EFRX: EMRLIPHR AT IRELA. 7~
mEIAFEER ML ER, XRFRALNBEZ— MRIREMAMEHTHREMFA, WRPMAER
PHIRE, MM EAMEEROSm. MINEELTZRA SERAAHTF—IHHHRE, BAMBIFNES
I PR 4o

(00:24:39):

FREL, By “MBRE MEHRE. TR, FailBENZREIMEEZE N E. ERENRERGEER
NERRIENQE, XBHNVEXRNLE . HHREFELERKIIAKT, iSRRI —Ro



[00:25:09] Lenny
English:

What does that actually look like? | imagine people hearing this are like, "Yeah, we're going to make sales
and product and hinge very close." | imagine many people don't actually do this too well. How do you
actually execute that? Is it they report to the same leader, they sit next to each other or | don't know,
zoom next to each other? What actually makes that work?

AR ERIE:

XEARZEARMN? HRAARATEIN: X, BMNBUEENTRERES.” BREAHLMAE. 1K)
BUAEAHITH? BLRLE—TET, ERYTE—, WEE Zoom EMERR? FRZM ALXMERNE
RIEERR?

[00:25:28] Ray Cao
English:

Yeah, | think a couple of things. Number one is a structure. Everything has to go at a structure. So we do
have a meeting structure that we called it... it used to be by month and now it's actually a quarterly level.
We get everybody together, engineering leader, product leader, and also not necessarily only the leader
level. Some of the team members, we're joining the force together to have a big meeting. That meeting is
180 people-ish. It's crazy to have a meeting at that size, especially that there are different kind of
functionality there. But one thing we keep really well is actually we are using a reading format of meeting.
So it's a doc reading. We just read in comments and understanding the context again. It is the doc, bring
everybody together, and then we discuss the things that we want to make a decision with or the things
that we feel is a blocker or things that we need to celebrate.

(00:26:24):

So that meeting structure keep everybody together and consensus, again, not necessarily only for the top
leaders. It's normal for the engineering leader and product leader and sales leader at the company level,
they talk to each other, but we made that happen for their core team members. And the very beginning of
my time here, that was literally getting to the IC level. So it is pretty eye-opening for me to join that
meeting first time because | was get so used to their level of different meetings at Google, but here it's
like, okay, everybody read one documentation and then you just understand what are people talking
about or thinking about. It is intentional. But | do think that that structure is a very big secret sauce, |
would say, not necessarily we invented it, right? We also learned from the other companies. So it is

actually one of the things that we actually deployed pretty well today here to keep that structure running.
(00:27:22):

And the other thing is really feed those, | would say, first-hand market information to our PMs and RDs.
That means we took them out with us. We're just inviting them together to join the force together to meet
the clients and a lot of the company, if you want to meet APMs, if you want to meet the engineering
leaders, it's literally once a year maybe, and also if you're investing a ton with some of the platforms. For
us, | think it's always on to junior PMs, senior PMs and engineering leaders. We invited them together to
these immersion trips recorded to really get face time with our clients, to really feel the heat. They are
actually really facing a challenge by using our own product.

(00:28:07):

So that kind of, | would say, the aha moment is bringing a lot of, I would say, insights to them and also get
them to feel the heat of the pains the sellers may feel. So that worked really well, too. | think oftentimes it



is a battle. It is not necessarily the general, you have to stay in the back, you sometimes have to go to the
front, but we just make sure that the general go to the front quite often in our company to do that.

AR ERIE:

HIANNBLR. F—REM. —IEHCINEER. HNE—MZINEN, URERA, IERKREE. il
BARREABEEE: IEXE. mmEE, MAFNEEELS. —ERANMNKEBIIN, BE—TKY
180 ARYARINEAH, XMARNEBIRESINITERRKIE, BRINFREFRE, ARNRNXA AR &
Mo ARLENH, AXHEETITIE, BRASER. XEBARRBE—E, ARFIMTEFTERRNEDL
PRFSRRERFAMEIE.

(00:26:24):

EMSZWELEATAMILIR, MERMIRTFEE. EQEEE, T2, "aflEETEEARARES, B
FANVLZOER GRS 53K, KRMAEN, XMZRAEZERNET IC (PATRERE) £ol. XiEFRAFR
5, EAABEINRT Google BMELZIANZIN, MAEXE, FMBEANRE—MIXHE, THRARTERMT4. XZ2Z
BRI, BAXMEMAZRNLZAN (BETEMATE), ERINITRIEDIT.

(00:27:22):

FZARBEE—FHHIAEERIRS PM AL (RD), XEKRER(IISHMI—REE. HIDZEMI—ES
NEF., T REZATE, MRFEEN PMRIREEE, lfE—F4—R, BRIEFRERBRATF. BERIDX, 4
& PM. Bk PM M1 TREFELESMBEANFFBEN RERXER” (immersion trips) , SEFEXNE, EIE
‘BZAE” (feelthe heat), MIIEEFRS ERZEZFAEFERAINT™ AR EIRIBE.

(00:28:07):

XM WHERZT AfTERT RERE, tHMNBRIHEARABRIES. XIFEER. XEITL, &
ERRESRHERS, ARNUM LRI, BITHRRENN “BE SFHINENL.

[00:28:36] Lenny
English:

| love that concept of having them feel the heat. An interesting trend I've noticed is there's a lot of Amazon
influence on the way you all operate. It's always day one idea. There's the memo culture you just
described. Any idea where that comes from? Is there like a senior Amazon person that came in and
helped influence those sorts of things? Is it just hey, Amazon's killing in there? I've noticed interestingly,
Amazon has influenced the most companies in all of their ways of working, so it's not a surprise. I'm just
curious if there's anything else there that's interesting.

FROCERIR:

HEW “BEAE" XMIR. HERI—NEENES, RITNEESIVRE Amazon BIEMN, thil “lG4&
Blilk” (Always Day 1) MBS, EEMNIAERIXE (memo) X, MREEXEMNHERNIE? 28
Amazon IS EMAHFR T XL, KEBATEE Amazon BIHCERE? AWM Amazon WRZAEMWIE
EAFREMRA, FIUEATRIN, RREIFTEEETAEBHNNE,

[00:29:04] Ray Cao
English:

I think we have the benefits to standing on the shoulder of all the giants. So we learned definitely always
there when the culture that Amazon was always championing, | think we learned from them. So this is
something that we, | would say, always trying to listen and trying to learn from industry. The dark fashion



is also learned from Amazon, so we kind of studied, oh, this is maybe one of the best practices we can
employ here, how we deploy here. So we tried it, not even mentioned we have the OKR system, so it is
actually a very good learning from our early stage from Google. So all these, | think definitely we do have
some of the, | would say, benefits being the newcomer to the market and then learn a lot of the best
practices coming from our industry peers and really deployed here hopefully successfully.

(00:29:53):

And some of the things that we just tweaked. So for example our culture always day one is definitely very
similar to Amazon, but the implementation of that could be different. And also the context, no control
piece is, | believe other companies may have the similar idea, but for us | think we just really need to
implement it in a way that's going to be fitting to us. | happened to listen to your podcast with the Airbnb
co-founder the other day. He also mentioned that how he break out the 10s. | think it is very similar
approach among industry right now trying to really make sure the team is able to talk to each other
because | think a quote from him, "If your PM doesn't know how to sell the product they're creating, you
won't be able to do your job better." So this is literally how we're thinking about it, too, in a lot of way.

FROCERIR:

HANAFRNRET “WEEANBEL" . HITHEFST Amazon BFHIXK. HINRAZHMIFFHEITIL
F3o XHEXWHER Amazon FIB, HNVAR T XERELBEAREMMEXEZM, LI, FEY OKR
RGRAIZEE LEET Google RHARVERLN, FAMIZNIERE, BB REEREEITHRELREAMI)
Ao

(00:29:53):

LR, BAMEMT LR tbin “akeldl” BIAF Amazon B4, BHRITARETRERR, “ERMIETE”
FHM AT A REMA XML, BHMNUESGECHANESLEIR. FHEIJLRIAT R Airbnb X5 €145 ARIHE
%, thRE T NEHTREIM B, FINAMETLANESIEERM, BENTHEREZEGEBINTE
o SIRMBY—EIE:  “IRIRE PM RALEMEHEMIIEISER ™ m, MM EARIEHEEN.” XTERK
12E BRI E,

[00:30:40] Lenny
English:

| know that you all move very fast and | want to actually talk about that next. And with that it feels like
your value should be, it's always the first half of the day instead of it's always day one. It's always the
morning of the first day.

FRCERIR:

FAERIEFIER R, BETRIFBIIX D, BEMRMONMERRNIZZ “BREN" , MNIZE “BRE
E—RHEF o

[00:30:53] Ray Cao
English:

| think the value, if | put it in a very reactive way is, "How can | run my second half of my marathon faster

than the first half?" So that's how | think about it and how do we really continue pushing for it.

AR ERIE:



MRA—MEERLEMNAARTE, B “HNEEILSAMNEFEREF/LERFREER? 7 XMEHK
HEEAFIN, BERNFEHERIRIS R,

[00:31:09] Lenny
English:

Wow, that sounds very hard and painful, but | like that metaphor. Okay, so let's talk about how you set up
the product org to move as fast as you move. | think there's this idea of just running fast. | don't know if
that's a phrase you use, but just how is the product org set up, especially different from other teams that

you've seen that allows it to move as quickly as you move and innovate as often as you all innovate?
R EIE:

i, XIFERFEFEFERREE, BERIRX L. 57, ARHRNPIRINAMKESRARY, USKIALLR
AR, (R mALREMSIRILIEMEE +ARE, MmiLirIsEMLEREMI TR IFT?

[00:31:34] Ray Cao
English:

Our product teams are setting, | would say, very importantly is global. So we want to actually, like | said,
the number one step is if we really want to do global business, we have to go global. So we set up teams
really across the board in the global locations to really acquire global talent who knows the market and
who knows the competition, too. So we're able to really getting the, let's say jumpstart, in the local
market. So for example, we have the majority of the engineer and also PMs currently located in the west
coast of North America, so Los Angeles and also San Jose. These are the key hubs we have for our tech
folks and also for North America wise we do have our majority of the go-to-market leads sitting in New
York to get closer with our seller and also with our clients at the same time.

(00:32:27):

Also, it is not necessarily only for North America. Like | said, we heavily invested in Southeast Asia, so you
can see that a lot of our engineering and also PM resources are deployed over there in Singapore to
enable them to get closer to our clients over there as well. So really deploy your resources globally and
also focusing on the key markets you want to penetrate. That's the commitment. | think we're doing
pretty good in this case. And the second one is to really, again, | think the PMs and the product team of
settings are oftentimes | would say because we're growing so fast, oftentimes we have to do a lot of minor
team adjustment to catering for that. So it is very usual or common for teams to do a little bit of work on
an annual basis or even on a two years or three year cycle. The stability is important, don't get me wrong,
but I do think that as a faster growing company, we need to consistently to reiterate not only the product
but also our teams.

(00:33:33):

So how can we do reiteration on the PM side, on the go-to-market side, it is actually something that | have
seen this company doing really, really well. Not necessarily we're bonding to one team structure. We're
actually bonding to the market need and we're bounding to the growth we're looking for. So we're not
afraid to break our seams. And actually I literally break out my team last year to make sure that my team
having more go-to-market mindset to actually embedded them with seller directly. So these are the
things that very, | would say, conventional to a size of this company, but I do think that's necessary and

also that's a good mentality for the team to really run faster with this kind of a rigid approach. So yeah,



these are the two things | think very unique to us, | think could also be continuously helping us in the next
phase of the growth.

AR ERIE:

BN~ mEANKES, REEN—KRE "N o EMFKFGR, MRBATEMEIKLS, MAHEEER
2K, BATELRSHILIFE, BETHEIMHINRTRBERNEIKAT . XEH(NMEESHHHRER
oo 5130, FAIRESD TI2)MA PM (I FALRABRE CRIZNMZEME), XEHRNBEARE; MILENTHE
- (GTM) ARAKRSZEAYN, UEERERITHIERNEF.

(00:32:27):

EAMRTFALE. HMNERBEERAEKXR, REIENTRARBBETHMK. FHRRBBELK, HEE
FRIEEBHXETT, XB—MAE. RNNBMNEXLSEMFRT. FoRE, ATERKR, HINEE
FEMFARITHIE. FRZATE, AREWAIER=FAE, BEHKINX, SFEEEERERHTREERE
RELN. BEMEAEZE, BFEN—KRERKHNAE, ZNBEFMEN —FNEAT @, HERE
FAo

(00:33:33):

g0farsy PM #1 GTM HIRAHITIANR, BERATHFIEELEN—R. KNAHETE—MENED, MEHE
FHHBERMEKER. FNAERITRMENLEL, ZFERMFD T HBER, UHERE(ASERNTG
B, HEEBRAREZERILSZH, WFXMAEN QB HRKR, XAEEFELERESR, ERINAXZLEN,
EMOESEELL FIPARRIS E IR,

[00:34:33] Lenny

English:

[Sponsor Message: OneSchema]
(00:35:38):

| know you mentioned earlier when we were chatting offline is when you were trying to build the go-to-
market org for this stuff, you failed in some ways and there's some things you learned from that
experience. What went wrong when you first tried to approach this?

FhaCERIE:
[#BhES{= 8. OneSchema]
(00:35:38):

HICEHNATUREMRREND, HPSYEHEL GTM AR, EELHFEERMT, HFMPRETHI, H
B T AdrlE?

[00:35:51] Ray Cao

English:

Yeah, when | joined the company, there were only two people on the go-to-market side.
(00:35:57):

[Lenny: For the advertising business.]

(00:36:00):



There are only two people and by that time the US and plus, | would say, Europe business together, we're
having less than 80 people, but the business needs to grow and we need to hire really fast. The first
mistake | made was... By the way, the goal is to hiring 100 people in a six month to support the go-to-
market. That is the speed we're into. So that is early 2020 to middle of 2020. So within six months | need
to hire, | would say, 100 people to supporting the global go-to-market structure and build everything.
Then the first mistake | made just at the right point because we're trying to grow too fast and sometimes
as a hiring manager | have to compromise the standard we're trying to hire. So that's the mistakes | think |
made first and | think nobody should repeat that mistake is you need to always run for the quality rather
than the quantity. So it's a easy mistake. You can fall into the trap because the business demands you to
go faster. If you don't have the manpower, you won't be able to.

(00:37:11):

But | would say, believe me when | say this, this is a pain, right, when you have the wrong people on the
team, it's not necessarily going to make you move faster, it's going to actually slow you down. So that's
one of the biggest mistake | made for my first year when | created the team and not necessarily myself
only. So also the managers reporting to me, they're facing the same pressure and then it's cascading
down. So it's definitely the mistakes we made at early stage.

(00:37:43):

The second thing | can think about is really on the context, no control. It is not necessarily I'm born into,
to be honest, because | was trained really like, "Hey, this is your box, finish your work here and then
you're good." But the reason why | value that really the attitude more today is literally I failed at the very
early stage of my time here because | was trying to creating that kind of a very black and white discipline
for my team, "You can do this, you cannot do that." But technically speaking, that's literally slowing
things down because a lot of times you can find that, "Hey, we're delivering our go-to-market strategy
and we're good." But literally what you don't know is your goal is not to deliver the go-to-market strategy.
Your goal is to land your go-to-market strategy with sales together. So if your job only is delivering, no,
you're failed oftentimes because you're not really getting the market context, you're not even talking to
your clients. So that was literally another mistake I think taught me how to really embrace the culture.
Here is context, no control.

(00:38:52):

And the third piece, | think, it's also a mistake, really a hard moment for me as well is, for the past couple
of years now, I've been managing a such big global organization, oftentimes even not myself, my
managers, they don't have time to go detail and to go talk to the clients, which is very scary because
again, if you don't know, you don't hear what is happening in the market, you won't know the details in
the market, you won't be able to take the right movement or take the right approach to go to market or
even give the feedback to the engineering team.

(00:39:32):

So it's very important that the leader at any level needs to be situational. You cannot always down to the
wheat and you cannot really distance yourself from the reality. So you need to find the balance to really
get engaged and also see yourself out there to getting, | would say, getting deeper into the problems, to
identify the problems, and then you're able to perform even better. Because | don't believe one thing is
you are the pure, | was the people manager. You cannot do that because when you do that, you're very,
very at the very, | would say, position to really thinking about your career because you're losing your
competitive edge from the other, | would say equivalent talents in the market.

FRSCERIE:
28, BNMAATR, GTMARIRERE N Ao



(00:35:57):
[Lenny: faZs &Hilk S, ]
(00:36:00):

SERPA, HREEMRUNBISEMSHARE 80 A, BISTFRREERK, FRITFE CEREE, HIEHNE
—MHRZ - IMER—T, SNNEREE 6 TANE 100 AKH GTM. BRE 2020 F EFF, ATHZ
B, fEARBEE, RENIREREIE XRHILNE—1HER, RFIFECMAZEEXTEIR: RBMA
IRRIBERFEMIFNE, XR—TREZEHEANKMN, FHALSEEIRER, KB ADIFMETRE,

(00:37:11):

EEHEEHK, BBEAR—MWES. BIRNAFRKILTHREER, RMEEMR. XERE —FHREHFPARIEH
RAHEIR, MUEHK, RMFCRNSEMEEIREENES, XMEDEATES.

(00:37:43):

FIREXT “BEmMIEEH” . WEIE, EHARREMENXMER, ABARZIENIINER: “XZ2MRH
EHE, ST LIIEMIT.” HMEZFIUNLEEEXMHESE, RRARFEHREAMT. BEXEAFNEIIIEEEE
BOFREE:  “PRAT UM, FEEMER.” EMEALH, XEETHE, REMEFSKLI, 1B, HIIRM
T GTM :REg, BIZMEST.” BXfR ELMHNBEIRFAERMEE, MeSHE &R, MRMRAR
Xft, IRMEMT, AAMREERETIZEE, BEESMERR K. XUFFESTHIERE “BIEMIERE
#” o

(00:38:52):

BN, BRIILHERMERIN—R: EIE/LEFEEBAESIKAL[NSIER, RANMENEZERNEZIENE
EEBERNATENE P RIK. XREAE, ERNNRIFAAEHIZNES, FREMAT, RITEME ER
REE, WIEES TIEFIIR R 5.

(00:39:32):

FrLL, EFIRANGSENZTELS “BIRMNK WNED. (MAESRIELET, UFAEREIL. MEEXE
TH=, BN, RBIAE, XEFERTERMEEF. BAEEMEN “@ENASRKIE . MRIFRE
N, IREREZSE, RAFRRE T LSa14.

[00:40:18] Lenny
English:

| love these stories. | love stories of things not working out, so | appreciate you sharing these things. When
someone doesn't work out at TikTok and they have a bad time and they get let go or they leave, what's
the most common reason other than just they're not good enough? Is there something that just doesn't
stick with people that often leads to this is not the place for me?

AR ERIE:

HERNXLEHRE, THEPLEXTRUNHEE, BETRNDE. SBAE TKTok RMUFE. IEFAFOLHRE
BRSMERRN, BRT “€HFB" Zi, RELNERZRFA? BREFABRRANELEN, MTSH
ti%E “XEFEAR #9?

[00:40:36] Ray Cao

English:



Yeah, | would try to really thinking about this in a different way. | can tell how people can be more
successful here. So | definitely can see we're just talking about people being very curious and people are
very, being nimble. They can be more successful here. At the same time, | think we have to admit one
thing, join a start-up and join a rocket ship is a lifestyle. It is not necessarily a job you are working on from
9 to 5. So it is a different lifestyle and it is not built for everyone. So if you are not able to adjust your
mentality towards some of the work that we are here to do and it's maybe not right fit for you. I'm not
saying that that candidates is incapable. | think they could be capable in the other scenario for sure, but is
the right fit? | think that is, | would say very much towards the situation or the company status in the
market.

(00:41:33):

| can see a lot of people that they left and become very successful, too. So it is not necessarily that, "Oh,
we think you're not good and then you're going to be not good for every single other company." That's
not the case.

(00:41:46):

And one thing, and also this is my team culture | try to create is, I'm happy to say that when an employee
reach out to me, say, "Hey Ray, I'm actually leaving the company," as long as they're telling me that
they're going to a better place or a place that they can continue to grow their career, I'm happy for them
because oftentimes my last question during my interview is, "What is actually your goal in the next three
to five years?" And also I'd be really honest with them, say, "Hey, | don't think this is the job for you
forever. Nobody going to work in this forever. If you can, great. But what is really your North Star?" | think
that's the part that | would love to co-partner with you because | always believe one thing is it is not only
about achieving the company goal, it's also achieving really the career goal or your employee's career
goal together.

(00:42:41):

So | want to creating that culture here as well. So yeah, | think I'm doing so far so good. Most of my team
members when they actually are moving on internally or externally, I'm able to say that, "Okay, that's a
good choice. If | were you, | may probably do the same thing." It is actually a very good culture, | think, |
would love to champion across.

FRZERIE:

BERDNAEREE, ZRAUSFRTAENATEXEERZMI. FEH0R. RIESRENAERZHY. [
B, BAIBIHEIN—R: MA—RAEIQE]. ELE—HF “KET W B—MEFTHN, MANNE—HEANK
AT XR—MARNEESN, HATEEGFEA. MRRTHFABOSRUMNZNIXENTE, BAX
BRIGETEGR. HFBRXEBENLEES, MIIEEMIMETEEREAE, BXBET “TEE" -

(00:41:33):

REIRZABHAEHRERIEERS. FIUHFER “BIGE\ERTT, MEEMATHERT , T2FEX
o

(00:41:46):

TE—=, UERBHEFAPRELINXN: SRTIHRFEMITESREY, REBMIIEEZEFHtSG, &k
dir R REDWAEERM S, REBSAMMTRIES. TEREN, ENRE—ITREBEE: “RRER=INEEF
HNEMREHA? 7 BERERIMEFMT: “BRAAXBITERIMMKENEE, SASIKEEXETE, B
Ry Abik2’ Bir@HAa? 7 BAEZBEMAMHESEUE, BAFEEBE, IFNKFARAT BT, BXF
IXRY 5 THYER VY B A7,

(00:42:41):



BEEXERIIXMI W, BRINIERRRTE, SFHBIB AR RAEEEEIMNREER, F@ERR: X2
— MR, WMRFEMR, HARBIXAM." FIAAXZ—FIEEFHIXL.

[00:43:03] Lenny
English:

On that first point, I'm also a huge advocate of just, "You'll be successful if you work very hard." I know
there's a bit of a backlash at working along and thinking too much about work-life balance. And | feel like
it's actually really important to work a lot and work long hours often to be successful, especially at a

company that's going through this 'cause that's not going to last forever.
R EIE:

KTFE—R, HBIFFHER “SHITEAEND”  FRRERENTFRNEIENSERALEEEFEE—
LR, BFHIAN, BRERY, LHRE—RATERRERBIAE, RAAENENBLZIEFEEEN,
EAZMHE A RKIEFFEE T o

[00:43:22] Ray Cao
English:

| think at the end of the day it's a personal choice. It's very much like a personal choice. If you are excited
about this, if you want to grow together, yeah, this maybe is a good thing for you. And also depends on
the life stage. Some of the people they want to actually getting more family time, | think that's also the
right choice, too. But it just depends on your, | would say, your personal choice rather than if the
company demands that. | mean, | cannot force my team to working long hours. | don't want them to
working long hours. | think it's more about if you are able to deliver, right? If it requires a bit, a longer time
to contribute, | think it's okay, but you'll also get rewarded very well too. So what's get in, what's get out.

So | think it's, again, | do believe that this is the quality and also the value we're evaluating here as well.
FEiE:

FIANNFRERXZ—MDAER, NRMM LR E, BMQF—EMK, BAXREGIR. XHBEURT
ANEMER, BEAREEZHRENE, BEIEMIER. XEURTMAEE, MARATENK, KRR
BHEIAMEE, HEAREMIIMNME. XBETMHESEIMRR. MRFEZERBFERME T, AR
A, FERFEFENER. BRAME L. XUEHNTEAAN—TREANED.

[00:44:59] Lenny
English:

| know you mentioned you do OKRs just briefly, is there anything that you've learned about being
successful doing OKRs within TikTok? Maybe is there anything different that you all do versus how other
companies think about OKRs?

AR ERIE:

fRUIA S E4E 2T OKR, 7 TikTok AEBHIT OKR TEMREFALRFNE? (RMINMZEZSEEATEATE
g?

[00:45:06] Ray Cao



English:

It is definitely a company alignment that we are using OKR as our basically the system to make sure that
everybody is working towards the same goal. | think definitely we have a lot of room to improve. So how
often do you actually see your team able to go to OKR at the end of a quarter and also putting OKR really
two weeks or one week before the beginning of a quarter? | have to say that shame on me. | sometimes
delay it a little bit, but | think the goal is always there to using OKR system as our North Star to drive the
behavior and also to align. Again, it's very important to align on the OKRs because | can see a lot of times
the OKRs are putting in, but they are very siloed and that is not really necessarily helpful for the company
want achieving really high growth. So | think it's very important that we know we don't take OKR as a
shell, but we take OKR as its core is cross-functional alignment, cross-functional goal silo. So these are

the things we're still continuing improving.
R EE:

OKR LB RNTHAREAB B —BHARL. HUNBINEERANSUATE, MEARBIIANTIEERE
£ OKR, HEZEFRAI—FEAELTHE OKR? BRI, FENMIIEE, BHNBBEIRALZIE OKR ER
BEpTTAMXMTTEARE “EIRE” . WTFEEER, ANKAIRZEE OKR RZEMERY (siloed) , XIT1E
REFRERWQB R HFE OKR HF—1M=R, MEREZOMRNBIRENMTHNERIFR, XL
BANLER BRSBTS

[00:46:06] Lenny
English:

Is the way that OKRs work at TikTok, is there an OKR per team and they all kind of trickle up to a company
level OKR? Is it less structured that way and teams decide if they want to use OKRs or not? How does that
roughly work?

FROCERIR:

TikTok By OKR B EAEIEH? B8 MEIEEA OKR HRZLZEARREEIS? REEMLAAME, HEF
BITRERSEEA?

[00:46:17] Ray Cao
English:

The structure is, basically the guidance is, using the key result to evaluating and then you put the steps in
between. So that's how at least my team has been using this. | think the things that we can improve is the
input and output. So the output is very clear, but what is actually the input sometimes is debatable,
sometimes | have to say. And also oftentimes your output is other people's input. Are you able to connect
the dots over there, too? Then that's actually the part that requires a lot of, | would say reinforcement
alignment. Definitely we're getting better, don't get me wrong. We're totally not perfect, for sure. But | do
see there is a lot of, | say momentum, to leveraging the system better. If you know other companies doing
this really, really good, please shoot them my way. | would love to learn from them.

FRCERIR:
BEAPNESRVZERAXRLER (Key Results) #1714, HHERRTE. EORMEANSXAMBY. FHik
NE R #HNZE “RASFH” (inputand output) . HBEREMH, ERANEREEFN. MARSH

&, fREVF=HRERIARRN. REERREIBXEQERER? XFBEARENRIUITT. HNEEZYE, BRAEFR
TR, HEETBIFFAXNRAENE K. MRMAERPRABDHEHFE, 55IFK, FREFS,



[00:47:07] Lenny
English:

One last question here. You do planning, you have OKRs. Just briefly, how often do you all do planning? Is
there a yearly plan that you put together and then a quarterly detailed plan?

AR ERIE:

Ra—TXTIEENRE. R, B OKR. fRIZAM—RitH? BE—NEEITY, AEBHIFARN
FEIHRIG?

[00:47:16] Ray Cao
English:

Yeah, we do have annual planning cycle, but | have to say that our annual planning cycle is the baseline.
We often do a lot of iterations in the middle of the year and also on a quarterly basis that we're able to
pivoting really nimbly to really catering to the things that we see in the market. Some of the longer term
strategy won't change, just like the platform we want to always creating, inspiring and also frictionless
and immersive experiences for users. This won't change, but anything into the core of how do we
realizing that you're always a consistent experiment over there. | cannot speak for the user product side,
but at least from advertising product side that this is always the approach we're taking. And for the go-to-
market part, that's also creating a very different behavior for us because oftentimes if we have a solid and
kind of a static product roadmap, you can do go-to-market relatively easy, | would say, because
everything is planned. But with a environment like that that basically make the go-to-market and also the

product feedback loop much more short and faster.
(00:48:23):

So there's a lot of, | would say, pressure or actually put it nicely, there was a lot of innovative things that
on the go-to-market side. Also on the sales side, the company or the teams need to actually do to make
sure that we're able to catering for that. But again, this is a teamwork rather than only one side of the
work. So far so good, | would say. A lot of things that we've been able to achieve within the past couple of
years has been already proven that this approach has been working for us, but not necessarily they're
always is perfect already, always room to improve, to make sure that we have more structural approach
as well so that the market able to keep the pacing with us. We don't want to overwhelm our advertisers or
our users either. So that's also the other part that we need to continue optimizing, too.

AR ERIE:

20, BMNEFETEAR, EFEHNRZRELE RNEBEFFNEFTEHTIEN, UEREHHELR
ERE, —EKASKRARE, NFHMNBRLBAAFPEEHARE. TEETERANGFEE, XFE, B%
WX — B0 FRIGRTERKRE., HAEARAP R~ m, BEVE &Fmin, H—EEXAM
B T GTM K, XSBTIFEFRITA: MRTRBLERSHSH, GTM ENES, BN—IE2it
eFH9. BIEXMIFET, GTM fF- S RIGREIFE[IEER AR,

(00:48:23):

X4 GTM MISHERPAFRTRARES, HBEHRTRTRZEIFINE, URARKIIEERELTS, XFEFND
E. EIBRINIEMREARTE, SEJVEBEHNRIUER T XMAEZREMMN. HR, HIFAxxE, MENETE,
RNEEEEMUNFE, LHIZEER EENMNNP e HINARBILT SFEHAFRRIEMEM, XtULEHIE
EREMRIER .



[00:49:12] Lenny
English:

Okay. Let's talk about a different topic which is being successful on TikTok. So the way | think about it in
my head is, there's how to be successful is just a regular human creator person. How to be successful as a
business, trying to just create viral content and then being successful as an advertiser, which | know is
where you spend a lot of time. So let me just ask, is there a tip you could share for someone to be
successful, say aka go viral on TikTok? | imagine your answer will be just produce something people love
and want to share and like. But | guess is there anything that could be tactically useful when you're
creating content in TikTok to help you go viral?

FRCERIR:

9%, BAHRMER: AT TikTok LEXIGRIN. FMFREIBEDN=3L: S@eIFEMMRL; Elkanfmad
HIERSXABTRI; UK SEMAML (XRIFRANENRSHMTT). BA, RENBRETE TikTok £iE
TR ARE—ERNT? ZBMORIETER “FIEAMNEEARESIZENAR , BELEHTAMALRNE
FA$I5?

[00:49:47] Ray Cao
English:

I think if | know that | definitely will already become a very successful creator, | have to say. Our system is
very much smarter than | am. | cannot trick the system, but | have seen a couple of good cases. So
number one thing is that you have to really be unfiltered. | mean, you don't really need to be perfect on
this platform. | mean that's the beauty of it. You can be yourself, you can really share the things that you
like. And if you're really master at one thing that you're really, really good at and you want to showcase,
this is the platform for you to shine because not necessarily that we are fully saturated and also all
algorithm distributing the content in a very different way. Some of the other platforms they are, | would
say like a people-based or friend-based.

(00:50:32):

| think for us it's purely based on actually you're creating something that everybody want to see. So let's
see if we can distribute it more. So | think continuously to bring new content to this platform and testing
and finding your own competitive edge going to be very important as a successful creator. And most of
our creators have been doing that. And | can see some of our biggest TikTok stars, they're literally
practicing this every single day. And | do think that creativity and that part of, | would say, getting the

nuances is the key part that to be more successful on the T TikTok community.
(00:51:11):

And the second thing is it's including also for brands as well, because | consider brands as our creator as
well. They really need to embrace the culture and the community here to really listen and understand
what are the user behaviors on the platform to understand what do they like to see. And also the
messages or the presence could be very different from your other media channels, or as a creator, it could
be very different from your other, | would say, platforms.

(00:51:40):

So that's the other thing that it's going to be challenging because for them to shift in the mindset. But | do
think that definitely was trial. Some of the, | would say, our early adopters has already been proven that
when you do embrace the culture here, you're able to acquire a ton of different kind of a user or the



audience to your channel and you can show a different side of yourself as well. So yeah, I've been trying
to do that. | have not really finding my competitive edge | have to say, but I'll keep trying.

AR ERIE:

INRFAEWIR, REEELRTIANAT (5K). HNNWARSILRIERRFSE, RLERNRAL. ERAI—LE
FRIHIZEG, E—, MBAMESL. FMEMH (unfiltered), ERXNMTELIRAEBEBRTE, XMEBEHNHK
Ho RAILMBIREC, REMERNARE. MRMFERGELFEBERHERTE, XMEBMAIHF A,
MBI BTN, MARZDEZRENARIFERRE. HtbTargRET AMRXRZIARKXRN.

(00:50:32):

MENAEERETRE: NRMFEMET AKBENRA, RITMIBESLRALAELZ A, FTL, FEHRMINS.
FETMAHIRZBESHNESRME, M TFRARTNEHEEEXEE, BITRZMREEESRBELSIX—
Bo BIANEIEF AT BRI X HE,

(00:51:11):

F_RUERTmE, BAKREREEEFELFEE. tIFEREXENXXUNLX, HIFFEERFT
N, THEBIEEN2. MBEXECRNESHERNS AN ZSHERERETETR,

(00:51:40):
DENFELZE— M kbl. BFRIANXLEIERZEH. RIMNWEARBECEIA, HRBEXBENXWE, R

RERSIREBRENZ R, ARTHECSTRAN—EH. HBERH, BATKKIRNZEME, ERSREE
7o

[00:52:14] Lenny
English:

Is there an example you could share of someone that has done that really well, either be really authentic
and also embrace the community of a business specifically that has done this really well and has taken off

not as an advertiser?
RS ERIE:
REEZENMIFIE? tbinENRESH B, EREIS SRENERT, BEEXLRANIBIBHEXMAIREIN?

[00:52:25] Ray Cao
English:

There was one creator | remember called Sheba. She's a singer and she is able to caught my eyes because
she was able to basically rap and also during some of the songs cover in a very different way because
she's a minority and she was able to basically using her minority identity as actually everybody was
thinking, "I'm supposed to be doing Bollywood music, but actually, you know what I'm not. I'm doing a
lot of very just hip hop and also the music that people may think like I'm not good at."

(00:52:59):

So it is pretty fun to watch that kind of a comparison or the contrast between a creator and also she's able
to put a lot of original music on the platform to really inspire more people to do the same thing. There's
another music, | would say TikTok creator. So he was pretty big on the other platforms, but the total
approach from him is he's basically changing the lyrics, make it very relatable as a personal life. Because
for example, he can totally change the lyrics from a old Backstreet Boys song or Nsync song to make it



related with his daily communication with his wife. Make it really relatable and fun. So these are the
things | think is very unique to us. If you are able to test and find something new like that, you're able to
find a new batch of audience and even go viral on the platform.

AR ERIE:

Fic’SE—1 M Sheba B9RIfFE. WwRENRF, 5IETHRIAER, RAA—MIERIRFAEIENIRE.
ERDEBIES, ARKARERSHNIZIBERIGNEHNETR, BitRET, wETRZIEEENEETR, TKRT
AMHZIREN R,

(00:52:59):

XMREFEER, MEEFELEAGTRZREER, BBHTERZA. EE—UEREEE, tEHMTS
WIRA, Ef7E TikTok ERHUERRFNIE, tRBERIEEMEEE, Lt BEEB &% Nsync BIZIRM]N
A INEZEFHRENE, FEEMSEEH. XEHRE TikTok FER. NRIRENXFH R EIXMHFRIA
E, {REAREIR S IFRREEELL,

[00:53:49] Lenny
English:

So then switching to the advertising network, a lot of listeners here are thinking about, | imagine,
advertising on TikTok. There's kind of classically been Facebook and Google are the two places to do run
paid ads. Paid ads are a huge growth driver for tons of companies. It's one of the easiest you could say, or
one of the most traditional way to grow. TikTok obviously is emerging and has already emerged as one of
the newer advertising networks. So there's a lot of people thinking about how do | succeed as an
advertiser on TikTok. So what advice do you have for people? One, who's it best for? | imagine TikTok isn't
the best place to advertise for every sort of business. So what sort of businesses are best aligned to be
successful on TikTok? And then just what advice can you share to do well as an advertiser on TikTok?

FRCERIR:

BBENFZBITEML, RESTARTTEEEE R TikTok L& 4%, %4t L, Facebook #1 Google AT E™
HiEH, BREATIMEKSIZE, TikTok ZEABRIBELMAEEZNFHT EME. A, XFIUMFETE TikTok I~
& LEEUSRID, MMEFHARN? F—, eRESTAENEI? FIE TikTok #FREEFBLS. £Z, ATHE
TikTok E#eFr &, REFHARIN?

[00:54:37] Ray Cao
English:

Yeah, | see a lot of really different type of advertisers already find their success on the platform. One thing
that they actually can do that is really due to a couple of things that they're doing. Number one s, like |
said, they're embracing this platform. They actually do a lot of things is TikTok first. | have a couple of
advertisers. They have actually creating their own internal creative team just dedicated for TikTok. So
they actually produce a ton of creative every single day to actually test and learn to understand the
platform and understand the community they are engaging with. So | would say leaning in is the first
part. It's harder, but it is not that hard. As long as you try it, you'll feel that every single day is getting
easier. And also we make a lot of tools to make things easier for them as well. Like creative, we have also a
lot of resources on the platform, the creative hub and also we have creative analytics to help you. So
these are the things that we're able to basically help the advertiser to leaning in more.

(00:55:42):



The other angle to leaning in more is test and learn. A lot of times that people don't know how to really
run ads on this platform. Google is very much search, like search fronts. They are really leading on the
intent graph. And Meta is really on the people graph they're making. | mean TikTok is the content graph.
It's very different, | would say machine compared to the other two. And it requires different way to
optimizing and to leveraging the tools we have. So if you're applying the same logic from Meta or Google
into TikTok, not necessarily you'll be able to see a great success, | have to say.

(00:56:27):

So you have to really get to the detail and to learn how you're operating this platform at the very
beginning. Of course, like | said, we're trying to make things as simple as possible because we strongly
believe that an advertiser's job is to taking care of their own business and our job is to service them. So
we definitely make things a bit easier and along the way, but still it's a little bit learning for advertisers to
change their mindset when they engage with us the first time. And | can see that again, for example, last
Q4, | can see a lot of advertisers taking this approach to really listen to us and understanding what is our
best practices. They actually see a very successful Q4 on the platform. So | do think that if you want to do
more, just do more test and learn with us and to really understand the impact from TikTok.

FROCERIR:

=1, BEIRZSAELEN SEEEBIE TR, BT LHSE. £—, EWMFKFR, tilHExs
F&, KB “TikTok fL5e” (TikTok first) BIKEE, HB/LANBEFREZHET T8 TikTok FIREREI B H
o MMEXRFHEREZMBTUHAMNES), LIBRFEMHX, FIL, “@508&N (leaningin) 2% —
F, XITERREE, EREMGFHEER, MERKUSXTBLRESH. BITURETESZIA, tOeIEFL
(Creative Hub) MEIE2MIH, REBI &,

(00:55:42):

B—MEER MRE5ES” . BSAFEEIMNEE TikTok LB 4, Google TBERETIEER, kT “E
EE®E” (intent graph) ; Meta M@EF “tXEE” (people graph) ; M TikTok @ “WAEL”
(content graph) . X5HIRERTEARNNEE, FEFRBNMRKA. WNRIFE Meta T Google HNEIEE
1ERE TikTok, A—EHERI.

(00:56:27):

FRUMRBBURNGTS , FINARIEX N TR, HA, HNEAESHENRE, BABENEET SEHNRER
e s, MENNRRZMRS M. BATN—EEEL, B SEESIERBIMNHDFERT R,
EEINEFENEE, REFNRIENBIGHERRESRERNT SEEHMIE TIEBMINL S, FrLL, SN,
%53, HIEIEfR TikTok BIRZINT,

[00:57:17] Lenny
English:

Just to understand this point about versus Instagram, | think a lot of people probably run on them on
both platforms and try to see which one's working better. Your point is the same content won't work as
well on one versus the other. So just so people understand what the main difference there is. | know you
talk about there's the friend graph versus TikTok just spreads it all over and anyone can see it. You don't
have to be friends and it's really good at getting content out. So what is it that you would do differently if
you're making an ad video for Instagram versus TikTok?

FRCERIR:

ATEMRS Instagram WX 5| —RZATEERNERNFEH &, MNRE, AENASERNFESL
B RATREATABE, N TILAKBEAEEXS: Instagram BETHARXANEE, M TikTok 2IBREH#RE



FrEAN, *HRERRAR. B4, NRIRH Instagram 1 TikTok 2 3IEIE SN, SBEHAREBMEE?

[00:57:44] Ray Cao
English:

| think the TikTok video, it's more about the backend settings, right? So how often do you actually
changing creatives? | think for us it is actually pretty... you want to actually test more creatives on this
platform and see which one is actually working. And then we also have really detailed guidance on how
do you set up your campaign structure to make sure that you're able to be more successful on the
platform. So these are, | would say, the basic hydrangeas we talked about. You can see these guidance are
very different from what Meta has today or even Google has today because we're just basically different
platforms. And oftentimes you can also hear that we requires a bit more real time react on the platform
due to some of the trends we have seen.

(00:58:30):

So that is the part | feel like if advertiser wants to engage more with really the sales team and they're able
to provide more guidance to you and you're able to see more success there. But a lot of things will be
counterintuitive | would say, because the intuitive you have learned is coming from the other platforms,
but technically we're not. So a lot of things that, "Oh, this doesn't make sense to me, but why don't you
try it?" And we make actually that really easy because we are sharing a lot of, | would say, added credit to
intensify incentivizing our advertisers to try it at the end of the day that hopefully they can see the result
is proven itself.

FRCERIR:

AR TikTok MSRE S X FRAIRE. thil, (REMEMBIMRZE S L? £ TikTok £, (REENREZHE
, BEB—TER. HMNEIFEFANERBIFOAIRE SRTIEE, XLEEAMENS Meta 5 Google 3F
BAR, AATFERBETRR. Ittih, BTFEHTUIR, KNFTEESHILINE,

(00:58:30):
MRMEFREZ5HEFARR, MIEREELIES. REEFUEERERN, RAMFNEERBHM

Fa, BRMNF—1F REHEFEAZR: “XNERHEFAFEE" , BRIMNZB: “Ntafidide? ”
BINEESRE-LEMERASRAMEFAZR, REREREFIIER—),

[00:59:11] Lenny
English:

Got it. | think that's such an interesting point, this idea of testing more, which basically you're saying with
Instagram certain people will see it and that's not going to be shown tons of random people. So you
basically have one shot at getting this in front of the Instagram crowd versus TikTok just tries it, this
explore and exploit kind of approach is like, we'll just keep trying stuff until something sticks.

AR ERIE:

BHET. MXEZEZEMX MR REB. (MHWERBRZ, 1F Instagram £, AR®@
RE—XH=; M TikTok RANE “BRESFA” (explore and exploit) B
HBEMHAR,

BRETARNEAR, RELRL
&, RETRIAHAA, B

[00:59:33] Ray Cao



English:

Yeah, | think exactly like that 100%. | think a lot of times that | think advertising, especially when digital
advertising becomes a thing, so we kind of think everything can be calculated because you have the data,
but the beauty of advertising is never like that. The core value advertising is to tell people don't know you
exist and tell them that what you're doing for them and then creating these demand, right? Discovery is
the core of advertising to me because | was never expecting my wife telling me that what she going to buy
when she walk into a shopping mall, if | know that I'll stop her already. She oftentimes that get out
something different. So this is not planned. I think that's literally one of the behavior | would love to
emphasize more is you want to be open up your door to more consumer.

(01:00:26):

Because we are a digital version of word-of-mouth, | always compare us to that because it is the way that
how the digital era becomes more human because it is actually helping user to discover new things, just
like what they used to do. There's a new place in a certain area, you just go explore. It is just like that. So |
think that's the reason why | think at the very beginning, continue doing this kind of open-minded testing
with us will be a very good approach to get some early learning and eventually that you can refine your
approach. But at the beginning | would highly recommend that just be open up and also take some risks
with us together and we're able to show you how much we can actually benefit in the business.

AR ERIE:

B, BAZBALER, ERF ERA, AMSRE—TIERHE, RABHE. B SW#EFR LTI,
[FENZONMERSIFBLERMBRFENA, REMTA, MMEIERERK. WHFHFKH, “&I (Discovery)
EBENZD. MEBNTEERZFEHBIIRIESIFERNEXRGA, NREFE, KEMELLT (%),
shez B E— LIt ISR, HBRBENE: MNIZAEZEEERFAKI T,

(01:00:26):

HEL TikTok LEE “BFRIVOERE" , RACURFHAEREREAMRL, EBAFRRIHEY, MEA
MR ERFTIMBS —#. FrLl, EFRME, ®REFBROSSEN—ENRNSRNFERENTFSEE. 3R
FUEWATERRIF AN, MBAT—EAE—LEXE, HBiIEEMERXENLSHRS AW,

[01:01:15] Lenny
English:

Awesome. And on that point, that was the other piece of advice you shared is pay attention to the trends
so that you can connect your ad to things that people are already laughing at or finding really interesting.
| feel like Duolingo is incredible at this. Their videos are hilarious and | think they're all just organic videos
and a lot of them connected trends that are-

FRCERIR:

AKET, XFX—R, RAENS—PRINEXTES, XHFMERT E5AMELTRIEHRFTEBNE
TBEXRER, KIS Duolingo EX A EMSIEEL, MNNISRIEERSE, MEARSMEEAREMMN, KiR
4%,

[01:01:34] Ray Cao

English:



Yeah. It's funny you brought up Duolingo because I'm actually now become a heavy user of Duolingo

myself because-
(01:01:39):
[Lenny: Me, too.]
(01:01:40):

| watched the video on the TikTok. I think just basically kids just randomly learn a different language and
make a lot of mistakes and it's really funny. And then | just download the app because | didn't know. I've
been using Duolingo for the past 40 days as a New Year resolution. I'm convincing myself to learn
Japanese.

FRCERIE:

iarg, RAEEIRESRT Duolingo, EAKMELA THITHNEERF.
(01:01:39):

[Lenny: FthE.]

(01:01:40):

FTE TikTok L& T HIE9RSN, FEALRENFIMNERIERSRN, FEEB. AREMTHT . FAHER
¥, REKESLAT 40 X7, HAESZNFRIE.

[01:02:01] Lenny
English:

Wow, 40-day streak?
(01:02:03):

[Ray: Yeah.]
(01:02:04):

Amazing. I'm at 25 days.
R EIE:

B, ELA40KT7?
(01:02:03):

[Ray: ZHY,]
(01:02:04):

[FE, A 25X,

[01:02:06] Ray Cao

English:

Okay, great. We're on par pretty much.
(01:02:09):

[Lenny: Are you in the Ruby league or Emerald league? Which league are you in right now?]



(01:02:09):

Emerald, right now.

FRCEIE:

9, HINEFRZ,

(01:02:09):

[Lenny: {RELA EABKFLSIERERZE? |
(01:02:09):

HIMEEHREER,

[01:02:13] Lenny

English:

Emerald. Okay. | think I'm in Emerald, too.
(01:02:15):

[Ray: So we're on par here.]

FRCERE:

5532, HEHE,

(01:02:15):

[Ray: ABEATAKTAEH, ]

[01:02:17] Lenny
English:

Just to close the thread on this, so you're talking about one of the benefits of TikTok ads is awareness-
building basically more top of funnel. | know you also focus a lot on taking action, not just brand
awareness. There's also a lot of, so maybe talk a bit about that, just like that's also a big part of
advertising and TikTok.

FRCERIR:

EZIIE#R, fRi2Z TikTok T EH—MIBRZUMBE, BUFRFRE. ERMEMEIFEXE “KEITH"
(#1), MAMUXZBREMEZE, XtE TikTok [T HHEEAMERSY, REIIIXN5?

[01:02:35] Ray Cao
English:

Yeah, | think the beauty of word-of-mouth is actually that word-of-mouth leads to actions. So | think
TikTok, we oftentimes people are thinking that, oh, TikTok is really good for building awareness, building
upper funnel or some of the discovery funnel. But | really want to say that we want to prove, and also we
already proved that from the studies we have seen from third parties that we're driving actions at the
same time, and this is literally the ambition we're trying to really talk to out of the advertisers, especially
on the commerce front, that shopping and TikTok shop and shop ads. It is actually the proven points that



we see. And also, this is not necessarily coming off of our illusion, right, because we see there was a

biggest trend on TikTok is "TikTok made me buy it." We have billion level views on that.
(01:03:27):

It's continue growing and this literally inspire us to do this product. Like | said, one of the very important
things here is we drive our product by listening to our user and see the behavior from them and we see
the behavior and now we're trying to capture that and provide the best service to our user and also help
advertisers to reshaping their product. So | do think that this year people will see us more as a full funnel
solution platform rather than only building the brands because we want actually impacting on full funnel
for our advertisers. Again, driving their business result is more important to us.

FROCERIR:

=0, OREENENETERELNTH. AMERR TikTok REEMmEMN R ESRI iR, BHHNM
B, HMNELBIE=FMARIERA, HNBERBERDEN. SEERNSHRASEELENESR, LHEE
FERESSIE, EbUN TikTok Shop MY &. XBLEEETWIE. MEXHIERKNIAIZIN, EN TikTok L&A
HBH2Z—ME “#TikTokMadeMeBuylt” (TikTok ILEETE), XMFEEHRHZRIERE,

(01:03:27):

XTEHEREEK, EHBRNARBXR~m. EWMFHKFG, Flh@IHT AR MMRTHRERN~ @AKo
BATMRTEN T XMITH, WEESHHERE, NAFPRERFIRS, AEB SEEBMIIN~m. FiAN
SEARKBIBNEZHER— “28K” (fullfunnel) BRAARFE, MANNERERILFE. WK
W SERWENRREXEER.

[01:04:03] Lenny
English:

Say a startup is starting to think about advertising on TikTok, maybe they've done some Google ads and
Facebook ads. What do you recommend they plan for in order to just see if this could work for them? How
much time should they give it? How many ads should they run? How much budget should they allot to
just explore this as a growth channel for them?

FRCERIR:
RIR—RA I QB FFIEE FRIE TikTok L& &, MTAJEEELMT Google M Facebook "& 7T, fREZINMEA]

MEHKl, NAXBESEMA? 1N Z4 ZKEE? BE 0N 52 DEZOMERRRXMEKER
B?

[01:04:23] Ray Cao
English:

| would say at the very beginning, the investment will be coming from their leaning into creating a
business account with us. So this is actually how you're engaging with your community. But even before
that, | think just do some research on a platform and be the user as a TikTok to really experiencing it and
see the differences. And then you are thinking about how can you actually connecting your behavior or
your desired behavior coming from a user with your business and then you're creating content around it.

And that's the moment | think this first step is creating your business presence on the TikTok.

AR ERIE:



2, RYNRANZERI—MEIIKS, XRMRSHEXKEMNNGN. BELLZA, TEFE LML
W, fEREBAF AR TikTok, BRENAE,. AEBEMEAFNITA (FURAENTTH) SRS
KRR, HESRELERNS. HINNE—DETE TikTok LRIRBIEITFERK.

[01:05:00] Lenny
English:

And the idea there is just an organic account you create, let's say Lenny's Podcast, which | actually have...
my Lenny's Podcast is on TikTok, so we can use that as an example maybe. So you're saying start off just

creating free business accounts on TikTok and posting videos just to see how it feels and how it goes?
R EIE:

FIUFNERZACE— N BERAREKS, LLMIEM “Lenny's Podcast” 7£ TikTok EREEKS. REUFLE!
E—PRBHEUIKS, KA, BERENME?

[01:05:15] Ray Cao
English:

Yeah. Just see how it feels, right? So maybe some of the videos you don't get any views and some of the
videos, you get more views. At the end of the day you can test some of the advertising products, drive
those awareness and see if it's actually driving impact for you. And then you have to do more maybe
testing with us or AB testing or geo-splitting testing eventually, depends on how big the investment is.
You can see there is actually a directional impact on your business and also we are giving you reporting
and insights on how you're doing on the platform, so you can optimize in towards that.

(01:05:50):

But obviously very important part is trying to get a feeling of the platform by creating your organic
presence and then try to launch the ads account to make sure that you're able to drive more traffic to
your desired destination or to a desired actions that you want user to take and continue refining that.
Along the way, there are a lot of things that you're going to learn. For example, how can you leverage in
automation solutions on the platform and how can leveraging some of the, | would say, creator trends
you detected on the platform and also some of the tools that we're creating to help you to generating
those scripts.

(01:06:24):

So these are all the things that you can learn from the platform. In terms of time investment, | think at the
beginning of the month, definitely it's going to be, | hope it'll be a little bit more intense of learning so
that you're able to get a rhythm in there and along the way that as long as gets become more automated
and also get more understanding towards the business, you're able to actually creating, | would say, more
relevant content for the platforms by leveraging our creators or by leveraging some of your own, | would
say, resources from their third party, for example. So | think, yeah, it takes a little bit a learning curve, but
| do think that the result will surprise you.

AR ERIE:

B, SRR, AJREREMISENE, AEIENERS. ZEMRAUNIR—E S~ mERANS
B, BEREFET REFEME, RIBRANME, (RETLUMA/B NXSitEic oMid. REBEIX L SrEE S
w2, HMNEIRMREIER, BIRHTMHL.



(01:05:50):

EREEN—REBLEAREKSHEN, A& KA, BARE5ISEMRHBIRIEAENTTE,
HAUEHR, EXPIEF, MEFERS, LNNARAENAE. AT BRERZIREE, Uk
RN R HERMAERT R,

(01:06:24):

ERERAL, F-—TANZERRENFIN, BRKEITR, MEREZFEMNN, I ILSHIEFEM
xR WEJL,{LL’—-T:ﬁ'JT’ﬁ%éT’EEE?FUﬁH%E?‘iﬁﬁﬂ%ﬁﬂfﬁﬁ*ﬁ?&ﬂ’ﬂl’ﬂﬁo BRAEFIMML, ERBEERZILMER

tl\"' =
o

[01:07:02] Lenny
English:

And was the implication there, give it a month? Like spend a month of running ads or is that not what

you're saying?
R EIE:
FRUMFRER, E02d—NA? B—MANI &, BX1MEERE?

[01:07:07] Ray Cao
English:

| think oftentimes we'll say a month minimum to run ads because | think it's actually a learning curve for
advertisers to really get into understanding the behavior and the platform.

FROCERIR:
=R, RNBERNELE—ANS, A SEFERERIERT ST AMAR IR,

[01:07:17] Lenny
English:

And how many ads would you suggest, and | know there's not a rule of thumb, but just how many ads

would you suggest they try to run in that month, to give you a real sense of this could work or no?
FERiE:
BIRBNZX—TABZ DI &? BAKEEERE, BEATHIRRESEN, ABEEZD?

[01:07:27] Ray Cao
English:

The more, the better. | would say at least 10 different ad creatives will be ideal per week and the more the
better.

FROCERIR:
Wiy, BERERT, S8AELDNE 10 MRNTEREM, BZET,



[01:07:37] Lenny

English:

10 per week. Oh, wow. Okay. So 40 potentially.
R EE:

BE 101 H, B—TAAEEE 401

[01:07:39] Ray Cao
English:

Yeah, 10 per week. Also, | would say we can see that it is a little bit of, | would like nuances there because
a lot of, "Oh, | don't have that resources," but as simple as possible, it can give you a tool. We have
CapCut as a tool. | created my anniversary video for my wife by using that tool. Don't tell her one-minute
now everybody knows, but she thinks that-

(01:08:04):
[Lenny: She might not listen all the way this long to the end of this episode.]
(01:08:06):

She thinks it takes a lot of time. Literally the production is amazing. We are creating that tool specifically
for our creator and also for our monetizer and the user in general. So you're able to do a lot of, | would
say, automated and customized way in the app so you're able to generate those content on your
fingertips. So it will be a really good help for advertisers that want to be more self-service. On the other
hand, we also have third parties, certified TikTok service providers on the creative side to help you as
well. So depends on the level of how advertiser you are.

AR ERIE:

28, 88101, RAEBARR “HWEKBASZER , BELALRESR, F(1HE CapCut (BIBREIMNR)
XM TR, HAREFHNAFLAIMEREMET. 3SR (K), MR ETRKEE, HIMRIE
BiEA. BMENACIEE. T ESENEBRAFPALTZNIE, (RALFELEMERAT. XNTEER
BRSNS XERER. 5—FHE, RITEEEDINENE=FRSBHRMBFIER. XEURTFIREIMA
1Ro

[01:08:42] Lenny
English:

Is there a most common mistake people make when they try this out where you're just often being like,
"You fool, here's what you did wrong?" Is there something in there that's just like, "Just don't do this
thing because a lot of people make this mistake and then they fail on TikTok?"

RS ERIF:
MIESEREEIEHEIRERA? BEEMHAER “THIM 8, RNEZ AR TikTok EEKT?

[01:08:53] Ray Cao

English:



Yeah, the first one is | can see a lot of advertiser instantly they want to do remarketing or they want to do
a very small niche targeting on the platform because you're limiting yourself. Like | said, it is more about
getting to the rhythm to understand more about platform. So a broader targeting approach is actually
recommended at the very early stage and most of advertisers are already doing that today because
previously | can see for the first two years in the business, especially when we acquire new advertisers,
oftentimes they get on the platform, say, "Hey, | want to do this and that. | want to really refine my
targeting, et cetera." And then we just recommend, "Hey, why don't we do this comparison? You have a
campaign set up like this going on, but this is our recommendation and you can see the difference." And
literally most of them, they'll see a very big difference over there on it.

AR ERIE:

F—mE, REMEE—LRBM “BEH (remarketing) BB NRISEER, XRRFRED.
IEWNEFTR, MREEENZREITRHAIERTE, Hlt, ERHMEK, RTRNUXBE ZHEESR. 0
ERZH EXTHMXAMT . BEVSHEIRE, REFEFA—LRUBBIEBFEANED, KB
ILEMIE, LEREE IR REL.

[01:09:44] Lenny
English:

Amazing. Ray, | know you have to run, I'm going to skip the lightning round, but let me ask you just one
question from lightning round. Do you have a favorite TikTok account that you've been just really loving
these days? I'll share mine real quick and then see if anything comes to mind. There's this lady who |
found recently who does silent baby product reviews where her baby's sleeping in the room and she is
like, "Shh." And then she just goes through 20 different baby products very quietly and it's hilarious. I'll
link to it in the show notes. If you have a kid, you'll love it. Is there anything that you love or want to
highlight?

AR ERIE:

AT, Ray, HAEMRERNE, HMBLIARRETT, EXRIBE—NEE: RELELKEFIERH
TikTok IkS? FADERN: REFRLKA—NMEE, i “TEHEF@RITE , AAEEEFEER, it
—H “W—" , ARIFEENENT 20 M= m, FRlER. HIEHERETENER, NRMTEEF, R
—ESENRH, MBTABHEFRNG?

[01:10:18] Ray Cao
English:

| do have one creator | am actually active following is on. He's a magician. He basically uses very, | would
say, very normal things, just handy around him to make something that look very cool magic. | always
were like, how did he make that? So I'm actually following that and getting more inspiration on myself is
like, "Can | do that? No." | think that's more about my personal hobby to see something like that. It's very,
very cool to see people can do these kinds of tricks by using normal stuff around them.

FROCERIR:

HWIRET —NEIEE, RTERT. tASLIFEEENEERARTLIFERNER, RE2ER:
BEAMEIN? HXEMENT FHRDE, BARFLRE (R, EANBAEENFRAREXMEFIFEEE, X
EERHDMAZE.



[01:10:54] Lenny
English:

Ray, thank you so much for being here. Two last questions. How can folks reach out if they ever want to
learn more about this stuff, if they can, and how can listeners be useful to you?

FROCERIR:
Ray, IFERGHREER. REM MM MRAKEATRES, ZIMABKRIR? UNIFRIIENIRMELEFA?

[01:11:03] Ray Cao
English:

| think feel free to reach out to me on LinkedIn if you want to discuss more about some of the go-to
market challenges you're facing. | think we're facing a lot of, | would say similar challenges every single
day. And also in terms of on the product standpoint, different companies have a different product
philosophy. | don't think we are always right. | was always recommending to receive a lot of feedbacks or
recommendations and that would be really, really nice to have to form these kind, leveraging your
audience, be my community to teach me a lesson sometimes. That'll be even better.

AR ERIE:

MTE LinkedIn EEXHRT, IHCMRIEIGRI DAk FEZNMNESREIREIREEREM. L5, NFmBE
KE, FRAABEFANEE, ERANFNKZE2XNET. FIFEWDRIFMEI, FHERMEBIRIVITREE
&, LI ATRIHE, BNEEATUER—LERA, BREE T,

[01:11:39] Lenny
English:

Amazing. Ray, again, thank you so much for being here. | feel like people don't have a ton of insight into
the way TikTok operates, and | appreciate making time to do this.

FROCENIR:
KETo Ray, BN, RIEFAKM TikTok WIEtEAR T RS, EERGHTHITES =,

[01:11:47] Ray Cao

English:

No, it's a pleasure, Lenny. Thank you very much for having me.
R EIE:

RESR, Lenny, IEERIBRAVEIR,

[01:11:50] Lenny
English:

Bye everyone. Thank you so much for listening. If you found this valuable, you can subscribe to the show
on Apple Podcasts, Spotify, or your favorite podcast app. Also, please consider giving us a rating or



leaving a review as that really helps other listeners find the podcast. You can find all past episodes or

learn more about the show at Lenny'spodcast.com. See you in the next episode.
R EIE:

B, &, R, MRMESEATIEBNE, 57 Apple Podcasts. Spotify SifREIRAEZ N A LIT
o WIEERABANITNNES, XEHPESIARLIMIEA . RAILTE Lennyspodcast.com #HEIFHTIEHE
THREZ, THL.



