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[00:00:00] Lenny Rachitsky
English:

| love that you have very strong opinion about this, which is just the state of the product management
career and how most PMs are not that great.

AR ERIE:

BREMIFXHFEIFERINMR, EREXTFomBFBRWIVKNEZE, URATARZHPM (PR
) HIMiSH T HE.

[00:00:08] Shaun Clowes
English:

Why is it that product management is still such a relatively undeveloped discipline? We're like 15 to 20
years into this, and so there's something about the current state of product management that isn't
getting at the truly important things, the truly value-added things. If we were doctors, you'd be like,
"That's totally unacceptable."

AR ERIE:

Nt AFREBRESNHAR—TEMARANZER? HNELRRET 155 20F7, BIRFEABTLERAR
BRI EEEE. HIEREFEEENTD. NRENZEEE, IMRUVEBRKFSHINAZTEFATER
B9

[00:00:24] Lenny Rachitsky

English:

What's the answer, Shaun? How do we solve this problem?
FREiE:

EZEMH4, Shaun? RATZMARRXANFE?

[00:00:26] Shaun Clowes
English:

In everything always talk from the customer's perspective, from the market's perspective, from the
competitor's perspective, the very small number of PMs do that. They get dragged into internal politics,



they get dragged into scrum management or scrum execution or product delivery, and you just can't win
that way.

AR ERIE:

FEREFEREL, MBHANEFNAE. THNAE. RENFHNAEL.L, BRI PMEREIX—x~. i
MNEEREANRSECS, WEN Scrum B, TR~ @ISR, BIEFMERS TH,

[00:00:40] Lenny Rachitsky
English:

You kind of have this hot take that the way Al will most impact product management is data

management.
FRCEIE:
ME—MREFNNR: AN REEEMRANASUEEHIEEE.

[00:00:45] Shaun Clowes
English:

Well, you've got this synthesis machine, which is this LLM thing that's going to help you do synthesis, but
if it hasn't got all that data to do synthesis on top of, it's got nothing. And so that means that LLMs can
only be as good as the data they are given and how recent that data is.

FRCERIR:

=i, MBT— “GENE" , M2 LM (KESER), ShBMHATERSS. BNRLERBIHIE
HESS, EM—TEL. XEKE LLM BRI _EREVR FERRHABUER 2 R BRI R,

[00:00:58] Lenny Rachitsky
English:

In the future, if you can easily clone a B2B SaaS app like Salesforce or Atlassian, what happens to these
businesses long-term? Do they just become, are they all in trouble?

RS ERIE:

ERFK, tNRATLURINTEES Salesforce 5 Atlassian iX#¥89 B2B SaaS M, XERIHKEFISSERE? ©
MN=ENEIED?

[00:01:06] Shaun Clowes
English:

People really underestimate where the value is created in these applications and they just kind of get it
completely wrong.

FRSCERIE:
MMIERR G 7 XN AehEMENIZORE, MileEE T AM.



[00:01:17] Lenny Rachitsky
English:

Today my guest is Shaun Clowes. Shaun is chief product officer at Confluent. Previously he was chief
product officer at MuleSoft, which is a billion-dollar business within Salesforce. Before that, he was chief
product officer of Metromile, a public auto insurance technology company. And prior to that he spent six
years at Atlassian where he ran the Jira agile and also built the first ever B2B growth team. He also
created two of the most popular Reforge courses, one on retention and engagement and one on data for
product managers. Shaun is awesome because he's both very tactical in execution oriented, while also
being very philosophical and insightful about the craft of product and growth. In our conversation, Shaun
shares why most PMs are not good, what it takes to become a good or great product manager, how he
thinks about his career, like a Bingo card and why he indexes towards finding very different roles for every
new job that he takes.

(00:02:12):

Why good data is the most important ingredient in Al tools and for product managers working with Al.
Also, how to build a great B2B growth team, what he's learned about doing B2B growth and his really
interesting take on how Al will and won't disrupt Saa$S tools out in the wild. If you enjoy this podcast,
don't forget to subscribe and follow it in your favorite podcasting app or YouTube. It's the best way to
avoid missing feature episodes and it helps the podcast tremendously. With that | bring you Shaun
Clowes. This episode is brought to you by Enterpret. Enterpret unifies all your customer interactions from
Gong calls to Zendesk tickets, to Twitter threads, to app store reviews and makes it available for analysis.
It's trusted by leading product orgs like Canva, Notion, Loom, Linear, Monday.com, and Strava to bring
the voice of the customer into the product development process, helping you build best-in-class products

faster.
(00:03:07):

What makes Enterpret special is its ability to build and update customer-specific Al models that provide
the most granular and accurate insights into your business, connect customer insights to revenue and
operational data in your CRM or data warehouse, to map the business impact of each customer need and
prioritize confidently, and empower your entire team to easily take action on use cases like win-loss
analysis, critical bug detection, and identifying drivers of churn with Enterpret's Al systems Wisdom.
Looking to automate your feedback loops and prioritize your roadmap with confidence like Notion, Canva
and Linear, visit E-N-T-E-R-P-R-E-T.com/lenny to connect with the team and to get two free months when

you sign up for an annual plan. This is a limited-time offer. That's enterpret.com/lenny.
(00:03:54):

This episode is brought to you by BuildBetter.ai. Back in 2020 when Al was just a toy, BuildBetter bet that
it could cut down on a product team's operational BS. Fast-forward to today, 23,000 product teams use
purpose-built Al in BuildBetter every day. First, BuildBetter uses custom models to turn unstructured data
like product and sales calls, support tickets, internal communications, and surveys into structured
insights. It's like having a dedicated data science team. Second, BuildBetter runs those structured insights
into workflows, like weekly reports about customer issues, contacts to where PRDS, and user research
documents with citations, it even turns stand-ups into action items that automatically get assigned and
shared into your tools. Plus, with unlimited seat pricing on all plans, BuildBetter ensures everyone at your
company has access to this knowledge, truly no data silos. In a world of Al demos over-promising and
under-delivering, see why BuildBetter has a 93% subscription retention. Get a personalized demo and
use code Lenny for $100 credit if you sign up now at buildbetter.ai/lenny. Shaun, thank you so much for
being here and welcome to the podcast.



AR ERIE:

SXHIEERE Shaun Clowes, Shaun & Confluent WEFE=@mE (CPO). LtAl, B MuleSoft 89 CPO, #F
& Salesforce [E FH—IH{ZETTRI S, Fibza, MR LTAERKREE AT Metromile B9 CPO, BF
fi, fthiE Atlassian TET /R, fass JiraAgile, HEIL T ABHE LFE— B2B KA, MFESIETHD
B INIMHY Reforge IRT2: — P BXTBESE5E, 5— 1M EXTHaFENIIES M. Shaun FFEHE,
RAMEEEFEHRTERNEAR, XW=RAEKNZATERZNEZEEZMNME. ERHNMHEFR, Shaun
DETRAFAKRZEPM REMTE, RAREHEE PMBEARH4, A “BERE —#RBERE
B, URATAtESHHR IERESMETIHREATENREE,

(00:02:12):

IR KD T A ARBEEIER Al TEMER A B PM REEMERERN, I, TEMAEIHER B2B 1K H
BN, fth1E B2BIEKAEMVEL, MUMRMEXTF AlRKafE (URF@E) BEINE SaaS TANEBLE, R
RERETEE, JISTHEEBNEENAD YouTube EITHMXE, XEBEETRRTENRESR, B3
KT BEBEXER, THE, EEHNIKID Shaun Clowes, ZsEEH Enterpret B, Enterpret i— T IRFRAENE
FEE—M Gong i@i%3) Zendesk T&, M Twitter s FEINBEENIE, HEHETEHI . ©FF
Canva. Notion. Loom. Linear. Monday.com #0 Strava &4t/ mEPAKIEH, BEFHNEZSIAFTRIF
RidFE, BHREIRITIE—RF G

(00:03:07):

Enterpret BU455| Z AT FEREMEHEMHMIER A AIRE, AU SEESAR. REBIER,;
EREREFARS CRM FEIECEFHNMANNEERIEEEER, BESIMERHERNUSEmH B EHBE
Lok, EEREEILENMFINEMM BTS2, X Bug fMIURIRFREIRIEZERM]. BE% Notion.
Canva # Linear —#* Bt RIRTEIF H BEHIM K ERLEINS? 58] enterpret.com/lenny BXREIPA, FEITXI
AIRAE B R, XERIILE,

(00:03:54):

A8/ BuildBetter.ai #B, F7E 2020 £ Al R 2N EtERS, BuildBetter FAE E gL 7= f F BABIIZ E B
E, R#HFISEK, §XKF 23,000 M= RHERATE BuildBetter R{ERE A Al, B, BuildBetter FFRBEENXIE
B AREM AR (W RMBEERIE. XIFTH. REBMET) RUAEHMRE, MERE—1 %R
HEHERIFEIPA. HIX, BuildBetter XL RERZMATIER, WXFEFAFNAER. PRD HREBUKLT
SIRMNARAXE, EEEEFESEVANENSRHARZITARNITEm, th, FREARIIRETIR
FBAIEN, BMERATESNAZBEEIFNXLERIR, BIEEREIEINR. 7 ADETREERENEURGHNMN, &
E It 4 BuildBetter #5 93% TR B EE, ILANAR buildbetter.ai/lenny SRBUERHERA MR Lenny ¢
BY 100 &7kl Shaun, IEEREHREER, WIMRIEER,

[00:05:12] Shaun Clowes

English:

Thank you, Lenny. It's really awesome to be here.
R EE:

BHER, Lenny, REMAEREIXE,

[00:05:14] Lenny Rachitsky

English:



I've had you on my radar for a long time and | am really excited to finally have you here and big bonus
points for having a very beautiful, sultry Australian accent that always helps with the ratings, | think. |
don't know if it's causal, but it's correlative.

AR ERIE:

BREMRRAT, IFRHETEEIREIR. S5, RABNEAEESEHIERVRAFNTOAZFTELEMNEAMO T, i
FXMBMRREER. BATNEREEERRXER, BEaE2HEXMEN.

[00:05:28] Shaun Clowes
English:

I'm glad to be a bit of a curiosity.
FRCEIE:
REXERNARFTHINR.

[00:05:31] Lenny Rachitsky
English:

So | want to start with something | totally believe and | love that you have very strong opinion about this,
which is just the state of the product management career and how most PMs are not that great and how
there's a big opportunity to level up. You just talk about what you've seen there and you're just thinking
here.

FROCERIR:

HBRM— PR EFRIERTIE, RERERMIUEIFERNNIMNR, BRI~ mIIRRWIR: St
LARZHPMARIAMRS, URATAXBEEEERNIEATE, KIKIMFIE B IRFIRE B E L,

[00:05:51] Shaun Clowes
English:

Yeah, it's honestly a big conundrum for me. | think it's actually part of... It's grandiose to say so, a bit of
my life's work. Why is it that product management is still such a relatively undeveloped discipline? We're
15 to 20 years into this thing. You would've thought that it would be less random than it is. The outcomes
are random, the behaviors are random, individual performance is random, seemingly. And so there's
something about the current state of product management that isn't getting at the truly important
things, the truly value-added things, the right way to think about problems, the right way to think
through problems, the abstract reasoning that's needed, there's something that isn't working about it. |
spent a long time trying to put my finger on it and then be like, "How do you reproducibly reproduce
that?" Reproducibly produce people who can really be really great product managers.

(00:06:39):

The thing is that if you think all the way back to it, | spent a long time as an engineer and people always
talk about 10 times engineers and | wanted to be a 10 times engineer. I'll leave it to others to decide to tell
you whether or not | was or | wasn't, but certainly | wanted to be and | tried to be a really great engineer.
And it must be true that if there's 10 times engineers, and | would argue they definitely are, they must be
10 times product managers too. But at the same time, those 10 times product managers, because



product management is ultimately about leverage, so it's about helping other people have dramatically
more impact than they would if they were unorganized that they didn't have somebody to organize the
goals and what we're trying to achieve, then that means that a 10 times product manager has 100 times
return or more because they're 10 timesing the return on 10 times resources.

(00:07:23):

So the outcomes are so wild, like wildly distributed and the benefits are so good that you would've
thought that it would've behooved us. There would've been a way that this had evolved and improved
and really gotten way crisper than it has, but here we are. I'm not saying that we haven't gotten better, we
100% have, but I think we could all say that we're not reliably producing 10 times product managers
every day of the week.

AR ERIE:

B, XNBHKRFHEE—TEANRE, RRSXEEATUBERHKEEFTIN -8, BEAXARBERR
Ko N AFmERMAR—MEXNARANFER? HNEBLRT 152 2057, (REUNESLEIMEEEM
7, BIlE, EREMIY, THEMIE, TARIMUFEIMRINN. L, BRfN~mERRRG, B
FOSKEMNEEEZO. BERENSS, LNBZERENERSN. RARIRNENENZE. ENHRE
B h—XEFEBE TEH, HETRKEEIRERGESRT, ARRE:. "N EIESMEFRLY
HIEFAR~REE? ”

(00:06:39):

EAREEsR, HMTREKNENIRM. ASEKLE “10 FRIREN , REZBRAHEP—R, EFHIIK
BAZE, B AETN, ERBWEEHEEN—RINRIREN, BRAFE 10 FERIRM (FIANENE
), MABABEE “10 FER~mIE . AN, BFFREEAREEXT I B—REBASTE
EEXARRT AT ZSHEMA, MRLKEARARBTHNER, ARXMEZ—HE—XERE— 10 F&F™
mEIRREHR 100 FFEEEZHEIR, RAMINEER 10 FHRRKZEEREAK 10 &,

(00:07:23):

FRUL, ERMD MmN, FROK@mBMLER, REUAXMIWNIZELHLFIFERR. FES
MY, BELHIFML. RABRBNLEHY, RINENHT T, BERBAKBIAR, BINMEETEMR
FEREIREHIZTH 10 (FERA M,

[00:07:49] Lenny Rachitsky
English:

| love this point and it's especially painful that when someone works with a PM that's not great. There's
just this meme of why do | need PMs? PMs are useless, PMs suck, and it just creates that no one's ever
like, "Engineers are useless or designers are useless." But there's so many people are like, "I don't need
product managers on our team. Never hire a PM," and it just sets the whole profession back.

FRCERIR:

FREFREX—R. LHEHERIANM—1FEN PM ESN, BMEEEREEN. NEE—HMMEN “Ata
HEEPM? 7 . PMKRA" . PMRE" . MRRBEAZR “ITRINEA” = RitigA” , BAER
ZAN “BNEANAFTE~mEIE, TH3EPM” o XILBEMRINEZREERT .

[00:08:12] Shaun Clowes

English:



When | first started out in PM somebody, it's obviously a chestnut, but he pointed out that realistically
when you're a product manager, your job is to say no to 90% of things that get brought your way. And so
that kind of makes you the bad person pretty much from the start. And so you're saying no to 90%, so you
can say yes to 10% and that kind of puts you behind the eight-ball right at the very beginning, and so you
have to very quickly get runs on the board. You have to prove to have the right insights, to have the right
data, to make the right decisions or you don't get another go, you don't get another swing at it. So it
makes sense that product managers are the easiest to single out and criticize, but that is also what makes
it the funnest thing.

(00:08:52):

If you think about why do we do this? Somebody once asked me, "Would you retire? Why do people do
what they do?" Because certainly at some point it isn't just about the money and at the end of the day
product management is so damn fun because it's about trying to figure out an edge. It's like trying to
look at the world, find the portion of the chessboard that isn't occupied, but that is valuable and find a
way to get into it, invade it and destroy it. It's decisions under uncertainty and that makes it unbelievably
fun. Really, really painful and very frustrating and very hard to convince people, but very, very fun. So in
equal measures basically.

AR ERIE:

LIERNIFFAM PM B, BEASFR—NEEERNERE: FAFRERIE, FIWITIELRMRLER23 90% £k
EBER RN o XIHRMN—FEMIET “BFAN” BB, RIEL 90%, AT EEXHR 10% HIEEEMEER
‘B o XiHTMETMEMATFEE, FRLURBIRRMEES: (get runs on the board) ., {RATHEBE S
B ERIVCAZR . [EHREIE, HEEMEERIIRE, SWIRATEENEBIR—RT. I, =REER
B WL RIITREEIEN, BXMIERXS TIEREGHBIMA,

(00:08:52):

BRENAHABFTXT? BARIHK: “MRIBHRIB? AMNAFARIE? ” BT —EMER, XRNX
BNT e FRER, "mEBEEZFIUEBEER, EANERETFH “MB” (edge). MEMEHR, 7EH
2 EHREBBRE R SIBERAENENXE, AREDETIN. STAHPEBE. XEFHEN THRE, X
IHELRELERB. BAIRESES. SABRBEMRUGRMA, BLEFIES. FEERR. BEXLER
HEREFHEF

[00:09:33] Lenny Rachitsky
English:

What's the answer, Shaun? How do we solve this problem? | know you said it's your life's work. What do
you find actually helps most in helping PMs level up and become say 10 X PMs?

FROCERIR:

MERZM 4, Shaun? FEN1ZUWAFRRZNEIE? FAEMIRXBREENSE W, REAMH AR EREEEREE)
PM #Bt, REOFFIBRY “10 {33k PM” ?

[00:09:43] Shaun Clowes
English:

I think the most important thing and the chestnut that | repeat to everybody is that at the end of the day,
the time you spend looking inside the building doesn't really benefit you very much at all. And Steve
Blanken, people used to talk about you should be spending 80% of your time thinking about things going



on outside the building. You might not be outside the building, but you should spend 80% of your time
thinking outside the building. And | would say that very small number of PMs do that. They get dragged
into internal politics, they get dragged into scrum management or scrum execution or product delivery,
like elements of the delivery thing and you just can't win that way. You just can't win that way. You can
never get an A because you're fundamentally not solving the job. The job is not about execution or
anything, it's about finding reliable, differentiated value that you can uniquely deliver into the market.

(00:10:33):

So | would say if there's one thing, two things | would say actually that | generally guide product
managers to do, one is to always start from the point of view outside the building in every document in
everything, always talk from the customer's perspective, from the market's perspective, from the
competitor's perspective, and the people who listen to me on that | would say get better almost
immediately because they're starting from a place that's easier to understand and then secondarily be
data informed.

(00:10:58):

They use all of that view of the world, but don't just make up a bunch of statements, support that
statements with anecdotes and bits of data. It doesn't have to be a treatise, but convince everybody of
what the world really looks like and what the opportunities ahead of the company looks like and good
things happen to you. And all of a sudden you go from a world where nobody wants to help you get
anything done to where everybody wants you to win. They want you to win and they may not give you
everything you want, but they certainly will try because they're like, "Well, of all the bets we could make,
this is a good one."

AR ERIE:

BANNREEN—=, HREREMNARRN—@EIE: JIRERK, REE AR WEXHMRLTEEE
fEfEF4b, Steve Blank LAETE S, REIZTE 80% HIRTEBE KEINLERMFR. IRARTREEAEE, EIREY
BRI 80% FTEARMEIN. BIHAIRDE PM BEHEIXR—=. MITEHENREBBCE. Scrum IR, HITE~
mRIFBEET, XFERRA TN RKERFAE A, RAMRIKEERRZORT, X TIERNZOFZE
HiT, MEFMERFHMLTHIN. TENERKUNE,

(00:10:33):
FRLA, SARILFHLE PMADNEIN: F—, EEAXHE. EAFEPR, BEMN “KREIN NBEELREL, NEF.

w7 RENFHAERE. MR TENUHANNFIFRZHERT, HAMTIK—NERZRIERNE
Rib&%, =, BUHIEN#KYE (data-informed).

(00:10:58):

FIAMHRAMNE, EFREZIMBE=RNFR, BEARMBIERSE. FTREEAKEXRIE, BEILAKE
EHFRESENER, URATEMNNSERE. XFFEMEREIE. RAZE, REIM—TRABZERD
FEMIFR, TR MARBHELEMRROFR. MNFERR, BAT—ERAMEBEN—T), EMIIZRNHE
i, EAMIRG: “FEFRERIMNETUTHEER, X—MEERREL.”

[00:11:30] Lenny Rachitsky
English:

| imagine many people listening to this are thinking, "Oh, | am that person. | talk to customers all the
time. I'm always interacting, looking at research, putting data together." And what you're saying is you're
probably not doing that enough. Is there anything that you could help someone recognize of, "No, you're
actually not doing this enough and you think you are but you're not."



AR ERIE:

HERZIARETESIE: B, BMEBFHAW, REENEFFAYPX, —EXEED, BRRKS, BEHR
" BINERE, MIMEISRIEERS, (REFANEELEARTIRE: “F, (REXBEAE, (RREB
AT "

[00:11:50] Shaun Clowes
English:

It's one thing to say you're spending a lot of time looking outside the building. It's a whole other thing to
hear from the places you don't normally hear from. So avoid availability or confirmation bias. Most of the
time people go talk to the people they always talk to and they learn nothing particularly new. They don't
synthesize the results that they got from that conversation. They don't seek out the counterfactual, they
don't seek out the proof that they're wrong. They don't analyze what their competitors are doing and
figure out what that must tell you about the market. They don't bring back the data of how their product
is actually being used versus how people say it's being used. It's like all data and no analysis is not very
useful. Everyone can bring back an omnibus edition of random stuff | heard on a Tuesday, but the
competitive advantage is extracted out of figuring out what other people don't see, figuring out where we
are wrong, figuring out where a well-placed bet could have dramatically outlandish returns.

(00:12:49):

And so | think firstly, people often say that they do a lot of this stuff, but they actually don't because they
don't have any structured way of doing it. So what they really mean is every now and then | get in a
customer call or every now and then | get stuck into an escalation. And so they're kind of conveniently
bucketing it. So firstly they don't do it in a very structured way, then they don't bring back analysis, they
get true insights from that thing, so they don't really gain very much at all. It's just more activity, no
outcomes. People do far too much activity with not enough outcomes and there just isn't enough time in
the day to do that to be successful.

AR ERIE:

WECSETRENEMEINEE—EE, EMNFFRIFFIEZIMASRBESRS—E%E. BER “HE4E
RE" B “WIAMRE" o AZHRR, AMRAZBREZMBEEEALDR, FAREMIATE, M FAEEIEN
ZR, TIHRREIEE, TFRIERECHEHIRVIEE. I ADMRFRFERTA, BFRBEXRRT T
Byt atass, iR EE~mEirERBRIHRE, MRABWANEAR. RERELEDTELAN. EF
AEgEFRE— 1 “AIREINEMRE" LL, ERFMNBERETRIANABTARNKRA, LMW EHE
T, RMPET—PEEERFRARER,

(00:12:49):

FRUFKDES, B, MIBRECHMTREXETE, BHELSHE, RAMITREERKING X, thilFmBe

‘" HRZ “BRENNEFBEIE RE “BRLAEMIF . MNIERFEXEFIFERT, RARZ
S EE, MITHERERZNDHNEENFEE, FRUETZHABER, XRABEMTEHE, NLEF~
HER, AMMT XZSEREDD, FFHXRD, M—REIBEIRAFEILIREXT S TVRFAI.

[00:13:24] Lenny Rachitsky
English:

You as a product leader is at the Venn diagram center of the sweet spot of where this podcast has been
going recently, which is product and growth and how Al helps you with all these things. And so to follow a



thread there with synthesizing and understanding what people are saying, user research and surveys and
all these things, have you found any tools that you and your team have found really useful to help you do
this more efficiently versus traditionally just manually going through all the stuff and finding patterns?

AR ERIE:

FA—RFmASE, RELTAREERXEERNICL: Mo BRUR AlNEEEXE T, IREX
TR, XTHERERAFRE. BARPMRRMBAES, MAMNENNERERRTARIIFANIA, Ltk
SRF TRIBENSEINEESN?

[00:13:55] Shaun Clowes
English:

Yeah, so firstly, stepping back a little bit just into the motherhood and apple pie portion of qualitative
research or whatever, | find that most people don't even understand or don't start with a rigorous
foundation in what they're going to need to do to get the answers that they want. So for example, your
listeners have probably heard about the Nielsen number before, but basically the idea is that once you
interview between 7 and 14 people, you stop learning new things. Less than 7, you don't learn enough,
more than 14, you start learning anything new. And so if you interviewed two people, you probably don't
have enough data. If you interviewed 22, you probably had too much, so they don't even right size their
efforts. So that's a problem. So they don't start that way. Then they go into these conversations asking
leading questions, which really are designed to get the customer to say what they already want to be
true, which is so they haven't done enough research or they've done too much and then they've blown
up all of the results before they've even heard anything.

(00:14:48):

If you don't right size your research and you don't set this up to learn, then you're going to lose. No
amounts of applying LLMs or any type of kind of structured reasoning is going to help you. Because you
just basically you're reading back what you want to hear or some weird summarized version of what you
want to hear. But stepping back from all of that, what I like to do specifically getting to LLMs is | think that
we live in just the most amazing time for product managers right now in terms of being able to analyze
vast quantities of information and see the common threads. And so let me give you few examples of that.
One might be you can do a bunch of customer interviews, you can put a bunch of customer interviews
into ChatGPT and you can say, "Hey, ChatGPT, this is my strategy. Tell me where my strategy does not fit
what these customers talked about."

(00:15:40):

It's all about the not, not where it does, where it does not. People spend far too much time looking for
what they're hoping to see, not for what they're not looking to see. So you can literally ask ChatGPT to
help you find where the customer is probing at the edges of what you're trying to do, where it's wrong,
where what you're saying is not what they believe. And you can ask it questions like that. You can ask it
what your customers are saying would better fit what your competitors are saying. So you can basically
say, you can copy and paste one of your competitor's positioning documents into ChatGPT and say, "Is
this a better fit for what they have said than my thing?" Which is you can summarize your own strategy,
you can take your competitors but public documents and you can ask it to summarize what their strategy
probably is.

(00:16:22):

And it's actually supposedly good at that because mostly your public documents are actually a summary
or at least they're derivative of what your strategy is. So it will give you crazy insights into what other



people's, literally their product strategy at times creepy like, "Oh, they will probably do this, they will
probably do that. It's more likely they would do this than they would do that." And so normally that type
of insight was hard one, it took a lot of sweat work. You basically get to read a lot of stuff. You kind of had
to use your brain as this big summarization machine and eventually you knew what you felt about all the
things you had read, but you couldn't summarize why. LLMs let you get to that really, really, really quickly
in a very structured way, but only if you push at the edges, provoke the answers you don't want to hear,
provoke the problems, try and prove to yourself that you are wrong, | think is the easiest way to start

trying to use some of these tools.
R EIE:

7. B, B—FiH, EEMHAXEEMER, REAMAZSHUAEERIER. EBREEN—TENE
BEFFIR S REVI TR BN E R, B0, IAARAIEENRE “B/R#HFEHF" (Nielsen number), BEAW&A2E: —B
RIFRT TE 14 DA, FTRRELEFIFHARAET . LF71MEERE, 2F U NMIFBRES. ORMBRIFET
24, BIBARE, WMRMMIFHRT 221, AgENEkT ., REABEZERMENEIAZRZANIE, XE—10
o s, MEMERERSISMRA, EFEILFFRREMIERNIE L, BEARRARE, BEARRE
E, ERERIEMELRGRIMEEHSRT .

(00:14:48):

MR EEAARME, R “F3” RENFEERR, BREERIXM. TIEHAZ D LLM FEEHHEE
#EH, RAMRIREBEEEIRERNIE, HESIRBIFAENEM Al BER, BEEZ LLM, FRIANMER™ R
FIBR@WEFNNL, RARMNESMEEEEHAMER SR, #/LNMIF: AT UIB—HEFIFIKIEREA
ChatGPT, #AF¥t: “PE ChatGPT, XEEMHE. HIFH, HHVMEREMLM S S5XER PN AFT.”
(00:15:40):

BERET ‘AF , MAR ‘T8 - MIETAZHESFHRMNNEFEFINARA, MARMITEERNER
P FRATLALLE ChatGPT BRI E P EMLEIA SRR AR, WERE T, MEMIINARMRINNE, FiE
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(00:16:22):

AIEXAFERIMFA, BALAXEBERHBNETZHITE. ERARHREXTIAFRARNKIERE,
BENEEITSAEFRANMD, thil: “MiTeIsEMXA, TeEMA, A % B BUATaEMEKX”
LEIXMARERIRE, TEAENES, FEEEESHRA, BANERAELSEN, REHRE—FER, A

WAENT A0 LLM ILREELUER UG RRIRMAZIX—F . BRIREREHRNS, KehABL(RRERIFE
WEZR, Pkonied, REIERBCEHEN. RNNXBARERAXETARERSE.

[00:17:15] Lenny Rachitsky
English:

| love that. And it sounds like in your experience you're just using straight-up OpenAl, ChatGPT, Claude,
not any specific tool for user research for this specific use case.

AR ERIE:

KiET . IMEREIREZLIT, (RREEIEMA OpenAl. ChatGPT ¢ Claude, MARH XX MFERGIFER
ZIIMARHRIR,

[00:17:26] Shaun Clowes



English:

No, mostly | find that the straight-up LLMs themselves are good enough and we do have some internal
tooling that we built around, | don't know if you've ever had Sachin Rekhi on the show, you may have. He
was a product leader pretty well known in the gross community, and he was a leader at LinkedIn for a
long time and he used to call this concept a Feedback River, and he basically said that really smart
product managers are constantly swimming at a Feedback River. They set out to surround themselves by
Feedback River and | really deeply believe in that. It's like, "Okay, how can | surround myself with user
interview data, with direct customer feedback, with NPS data, with competitor information?" Like I'm
always trying to wash myself over with information. And where I'm going with this is that LLMs and

tooling based on it can be exceptionally good for this.
(00:18:20):

So for example, at Confluent we get a ton of inbound customer requests, as you can imagine coming from
the field or directly from customers. We use LLMs to take in those asks to summarize what they're about,
to find other asks that are like that one, really in a compelling way, a real way, like a semantic way, not
other words, exactly the same, are these the same concept? So that we can look across all of the inbound
demand on us and say, "Well, the most popular idea is this one and is getting more popular. The least
popular idea is this one. It is getting less popular.”" In a really deep rich way, even across hundreds or
thousands of pieces of inbound feedback. | think it's a really great time to be a product manager if you
can put these types of tools to work, but they don't do the job for you, they just help you do these things
that are intricate in that job of finding the gaps, finding the opportunities, finding the common threads
without necessarily having to do all of it just inside your wear-wear, just inside your brain.

FRCERIR:

=R, HAMEER LLMREBTF T, BITHEIRERXMIRT —LRHB TR, FMEMREEIET Sachin
Rekhi £ETH, MR KHXBERNTmASE, B Linkedin BESE, MBRE—MIZN “RikzA”

(Feedback River), fiiERAN~mEBEERERKRZAR, WIZARRMILECHRIFEE, FREX
—R. HEM: “WMMALECHAFINKEE. BEEEPRIE. NPSHIE. REXNFEEFMEE? 7 RERE
RELBDUREEER. M LM RETETEEXAERRREHE,

(00:18:20):

{540, 7£ Confluent, HMKEIBENZFFIBER FHMER LLM RZBXEBR, SEZORAE, FLUEXK
MARN (MANEBXFIFLE) HEEMBIER, HEHENEERTFRE—MIE. XEFRITMENNFIERN
NEBRHAFHER: "SINLHRERXT, MAREELA; KARLBERT, REFE TR BIfE
EXNRTLEAFRE, BERFSRZMFZHRR, NRMEFAFXETR, RESMTmEERNAITH
Mo ENFASBEIRTTRINE, BREBIMRMERLEIHER. NSNHERRNERRT, MALEEMIAME
T,

[00:19:21] Lenny Rachitsky
English:

I'm going to stay in this Al river that we're in right now and ask a couple more Al-related questions. And
this may be what you just said, but I'm curious if there's more here. You kind of have this hot take that the
way Al will most impact product management is data management and data versus models you're
building or anything else. Can you talk about what you've seen there?

FROCERIR:



BRBSFHE A XFAE, BRI MEXRE. XATEMMRNIARNEX, ERRFFESEEREIE .
ME—TRANNR: AT RERENEANANEHIEERE, MARMRHWEINRIEFEHMKRE. EIRRIR
XS ER AES?

[00:19:40] Shaun Clowes
English:

Yeah, | mean, | think there's two implications for people as they're building products based on Al and as
they're thinking about Al in their workflow. So let's start with the first one, because that's how product
managers do product management things. You just asked this question of should it be specific tools built
to make Al easier for product managers to use? Or is it in fact more general models being put to work? At
the end of the day, these models are very, very, very smart, but they're also insanely dumb and everyone
knows that, insanely dumb. In other words, they really only know what they were trained on or what you
bring to them right at that moment. In that millisecond, and then they will forget it immediately. And it's
very easy to convince yourself that isn't true, but it is actually what really matters. And let me add one

extra piece that makes that really important.
(00:20:28):

At the end of the day, information has a decay rate. So think about customer feedback, it has a decay rate
or what your competitors are doing has a decay rate. So any new piece of data decays in its value to your
decision-making very, very quickly, very, very quickly. You can plot your own decay chart if you want to,
but the answer is very, very quickly. And so when you think about the job which is synthesizing all of this
very complicated information to make good decisions, what does that mean? Well, you've got this
synthesis machine, which is this LLM thing that's going to help you do synthesis, but if it hasn't got all
that data to do synthesis on top of, it's got nothing. And so that means that LLMs can only be as good as

the data they are given and how recent that data is. They're ultimately like information shredders.
(00:21:11):

They are limitless information eaters. You can never have enough information to give to an LLM to truly
gain its value. The more things you give it, the better it gets. Broadly speaking, that's just not perfect, but
that's close enough. And so what that means is as an internal product leader or putting LLMs to work, you
need to figure out how to bring as much information about customers or their asks or your competitors,
all of it. How much can you find all of it and bring it together and give it to the LLM either in your tooling
or even in just copying and pasting or whatever your flow is going to be, that's one thing. But then if you
take it beyond that and you go, "Okay, well now I'm a product leader and I'm building an app and | want

to put Al in my app, what will make my Al experience really great?"
(00:21:57):

It's definitely not going to be the models because these models are mostly going to be somewhat
replaceable. And you could say, "Okay, well, is it going to be the prompts?" Maybe, but certainly good
prompts are better than others, and that's kind of an ongoing investment you'd probably want to make to
ask better questions to get the LLM to deliver better answers. But it's obvious that the real answer is the
context, all the context you're going to give it, all the data you're going to copy and paste. And so if you
think about, let's say I'm building a, | have no relationship to this, but let's say | was trying to build a
human capital like a HCM bot, like an Al bot. Let's say | was working at Workday and | was trying to bring
an Al bot. It's pretty obvious that the smarts of the bot would really be related to all of the employee
information, but not just that, it would be the benefit's information, it would be the legal situation in the
country where that person is currently working.



(00:22:47):

It would be the company's policies and procedures that apply to it. So you get what | mean, by about
these kind of the jumps of logic and the jumps of data and the way data is all linked together. If you want
to have a smart Al experience, you'll convince yourself that all | really need to do is get a model and wire it
in and I'll build a little pipeline that will suck some data in and it will whack it into the LLM. And if you
think that way, you're going to be very sad, very, very sad for a very long time because you are constantly
going to be wrestling with how do | get data to this thing? How do | get good data to this thing? How do
we get timely data to this thing? How do | get well-structured data to this thing?

(00:23:21):

And so it's a data management problem. It's getting access to good data, getting access to high quality
data, getting access to timely data and getting it to the LLM to get the LLM to make a smart decision.
That's where 90% of the calories go. Maybe it's a bit like Einstein's thing, "It's 10% inspiration, 90%
perspiration." Nobody wants to hear it. Everybody wants to just think about what these really cool
models and how smart they are, and the next one will be even smarter. But really it's just the hard work of
getting really good data to the LLMs to get them to do good things.

FRCERIR:

B, NN TFEEWE Al F=RSEELERPERE A BWAKRR, BRINEENER. B PM MNEH~ &
BIEGE, RRIZA R, BZAENAPMIRITINAI TR, TREEMABEAKE? IRER, XLEEEIFEFR
B3R, EWMRHBE —ARBAEX—R. REER, ENIMEINFEEENKRA, NERB—BFEIRLS
ENFRA, ER—=2M2ZE, ERMIULTIE. (MEEZHKRE SEENHFNL, BXAEXE, TE—1IFF
EEENR:

(00:20:28):

EERAREEN, EPRIR. RENFHET, ERFBIENRARNMEHIRRGTR. RATUBE— TR
HZ, ERME “FBR" o AL, SMPNIEREEEEREERMRERE, XERENHA? RET—1
LLM 254128, BMRKEMREHEES, EM—TEL. LM NRI LREURTHIRENREM L, €]
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(00:21:11):

ENRLERNEEEREE, MKELES LM ZEHEBNEERETENNE. L215H%Z, SRWHF. Frll
ERNFEROSE, REEENMELXTER. K. E2WFHREEELCRERBELA LLM, X228 —5. B
—5, MRMRIBEEFANARN PM, BIENBEMANAI, TA4BEit Al FIERTISH?

(00:21:57):

ST ERE, RAREERAREE LEAUERRN, BERTIE (Prompts) 13? tBiF, FEIRTIAHKE
B, XUEFEHERANN, EEENEZEREARE “LTX" (Context) — R IRIRA ERIFIE IR,
{Ri&FE Workday AR —TANZEIR (HCM) Al#lEEA. XM AREERREEIATERRIMSDRTIE
B, MMk, 2ERFMER. ZRIAEERERINRL. AFNBRMES. HEZFIFBEN. NRIRRE
RARABENMRE, BMERR Pipeline IBBUBEAEMITY , BRUEZIRRE. (Re—HHUET: MR
HIERGLE? WARFEURE? AR KRAIRVERIE? e EaLrIEiE?

(00:23:21):

FRLUXB— N EREENE. KRR, SRE. MBEEHRFHNEEHZLS LLM, iILEMHEEEARER, X
72 90% BIFENFTE. XBERGEEIEHMN:  “10% R E, 90% BFK.” EABITXA, AKEBREIT
R SEE 2R, T—MRESER, BROTEELEEFHIERS LLM, ILEFERE,.



[00:23:51] Lenny Rachitsky
English:

It sounds really obvious as you make this case. It makes me think about at the Lenny and Friends
Summit, Mikey Krieger talked about how he had the two types of PM groups within Anthropic. One was
focusing on user experience product and the other was working on the model research side, and they
realized that all of the success came from the model research work, like making the model and the data
they provided the model was where all the value came from, not just optimizing the user experience and
they're just putting more and more of their product team on just that versus tweaking UX and buttons
and things like that.

FRCERIR:

RXA—, BEBLEREMS W, XitFHEEE Lenny and Friends IE< 1, Mikey Krieger #2ZI Anthropic
REBEFM PM BN —MXFRAFPAR, B—MXEERRR. 1AM, FENRERTFERERRTIE
— B R R AR AL IR B NEIE, XA BNEMTE, MAMUXERCARFR, TEMIE#EREZH~
mEIGANFIXAE, MAEERE UX F%H,

[00:24:27] Shaun Clowes
English:

Yeah, exactly right.

R EE:

A, IERMIL.

[00:24:29] Lenny Rachitsky
English:

Something sort of related, I'm just going to ask one more Al question. | don't want every talk to end up
being just all Al, but something that's kind of been a meme recently, and | know you have a perspective
on this, is that Al makes it really easy to build products. So in the future, if you can easily clone, say, a B2B
Saa$ app like Salesforce or Atlassian or whatever your favorite B2B SaaS app, what happens to these
businesses long-term? Do they just become, are they all in trouble? Are there going to be 100 Salesforce
competitors? What's your sense and prediction on what might happen there?

FROCERIR:

EE—MEXNRE, BERRE—1NXTAIWNE#, ERRILSREEHRTR A T, REEME, FHtH
BRI EEZE: AILAR=REGRESS. BATERRK, WRATUERE— B2B SaaS A, bl
Salesforce 8% Atlassian, XM IHKERGIZRIA? ENIRMBARME? SHI 100 4 Salesforce HFEFIF
F5? AR A?

[00:25:03] Shaun Clowes
English:

Yeah, | think it's really weird. | think people really underestimate where the value is created in these
applications and they just kind of get it completely wrong, and I'm not sure why that is. So if you think
you bet. So | spent a long time at Atlassian, so | worked a lot on Jira, which many people know, and |



spent a long time at Salesforce, so | spent a lot of time in the CRM ecosystem, the marketing ecosystem
and all the rest of it. If you want it to be not charitable, you'd step back and you'd look at all those
applications and you'd say, "They're all just forms on databases." You'd say, "The Jira is a form on a
database, Workday is form on a database, so Salesforce." They're all forms on databases, all vertical SaaS
or business SaaS is ultimately forms on databases. And you're be like, "Well, how hard can that be to
replicate?"

(00:25:45):

And the answer is unbelievably hard, unbelievably hard. And people just think, "You totally get it wrong."
Because it's not actually just about the data model. So if you think about, if it formed some databases, it's
these beautiful user experiences that sit on top of data models. So whatever the object is, it might be a
customer object or a campaign object or an employee object, you could say that, "Well, there's some
elements of lock-in in the object, the object itself, like the fields of the object." I'm like, "Pretty boring.
That's not very interesting." But sure, maybe. Certainly there's some value in being the system of record
like the default that everybody uses. There's definitely some value in the UX. Like, "Well, | want to be the
best HR-facing applications for working employee data." Yeah, there's some value there, but the real
thing just staring at everybody in the face isit's all about the business rules.

(00:26:35):

That is what drives the lock-in because why do you buy Workday? You don't buy Workday for its out-of-
the-box configuration. You buy Workday because you want to configure it to be Lenny Inc's HR processes.
It becomes Lenny Inc's Workday. It's not Shaun Inc's Workday, it's Lenny Inc's Workday. And actually the
longer you have the software, the more it becomes that, the more it becomes less and less like Workday
and more and more like your specific company. Which makes sense because it was built to be configured
to meet the needs of any specific company, and every company is their own precious snowflake. And as
that happens, those configuration pieces, the bit that makes the application native and a fit for your
organization makes it a fit for nobody else's organization and also makes it a black box to the point that
you don't even understand how it works anymore.

(00:27:20):

If you went to, for example, Salesforce and you said, "Hey, could you define all of the processes by which
software was sold inside Salesforce?" They couldn't tell you that without reading the code of their
Salesforce instance. That's not a proprietary secret. That's obviously true because over time, that's
literally how sales happened. There is no other way to do a sale other than through their internal tooling.
And so what that means is that it's not the Ul that matters and it's not the data model that matters,
although those are both very useful. It's the years and years and years of evolution of the underlying
workflows of the product to support the customers, but also the customers evolving those workflows to
make them work the way they do. And so how does that impact Al companies? You could say, "It's easier
than ever to build forms on a database application."

(00:28:09):

And so I'm like, "Yeah, okay, that presumably drives the incremental value of every new one of those to
zero, right?" So probably leads to more power to the existing winning systems of record because there'll
just be a gazillion competitors who would just more form some databases. So like, "How would you ever
choose between them? You may as well just go with the winner. Nobody ever gets fired for buying
Salesforce or whatever. You may as well start from the kind of the premier vendor." That's one element.
You could go the other way and you could say, "I've heard a few people mount this argument,” which |
think is really interesting that at the end of the day, agents are going to take away most of the use of that
user interface.



(00:28:44):

So let's say for example, your Salesforce with Service Cloud, I've heard people say, "Well, a lot of those
service agents might end up being replaced with agentic workflows. That will mean that there is no
person operating the UL. If the Ul doesn't even exist anymore, then why do you even need Salesforce? We
may as well just have raw database tables on who even needs forms of databases, you can literally just
have databases." But that also doesn't make any sense either because the agents have to operate against
the rules of the system and the rules are defined by the business processes. So think about Salesforce
without a head. Imagine Salesforce had no Ul, it would still have those business rules that | was talking
about. And those business rules are what define what the agent should do. They're almost telling the
agent what it should do and how the world can operate, what is possible, what is allowed. And so from
my perspective, this idea that this just completely destroys the differentiation of these kind of business
process Saas applications just seems like a fantasy, a crazy fantasy.

(00:29:42):

The only way | could really believe it is if you said, "Well, you could have a new startup that introspected
all of the rules that are configured into a Salesforce to try and reverse engineer what your actual business
processes are and then kind of operate on top of that." But the best place people to do that would be
Salesforce themselves or Atlassian in Atlassian's case or Workday in Workday's case. | just can't see a
world in which this... | think one of two things could happen. All this moving to Al makes those
applications even better, even more unassailable, they basically get stronger. It makes us stronger or it
could enable some new level of applications that come from a more platform based thing, so less a
domain specific thing like you ACM or ERP or engineering or less of the domain specific stuff.

(00:30:36):

It could enable a more platform like play where you have more business objects and business objects
have rules. And you could imagine a world in which there's kind of a whole evolution of new more
platform like SaaS applications that do more than one business function worth of the business rules and
the way things move around in the enterprise, but that doesn't exist today. So you could say that that
could exist and it could say it could be way better than we've ever thought of because of Al. Or you could
say that the rich are going to get richer. The most likely outcome is that the currently dominant
companies are going to get more dominant, but | don't think this idea that it would just cause a spring up
of a whole bunch of new apps that will more easily challenge the incumbents makes any particularly, it's
not straightforward to me how that would happen basically.

FROCERIR:
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(00:26:35):



XA BWENMERNRE. RATHAESE Workday? FEEREA T ENHEERER, MENTIEEEER
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(00:27:20):

Eban7E Salesforce &R, SNRFRIA: “Salesforce AEHEMGMMMBERERMTA? 7 WRAEZMATABN
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Ba, B—TMRFENLGNMERETE, WE? IKMSIULREN EREK" EBKR, BASELH
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(00:28:44):

Eb 90 Salesforce B Service Cloud, BEAWRS AR EHW Agent BXMK, UIJBRT, BAFAEEE
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(00:29:42):
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517, BRERRNMXGEHEIE Salesforce. Atlassian 2 Workday B 2. FHINANRERFATEE: Al X
L ATEERA. BERAEN, HBCEET MERENTEANA, FEREBRFRHEIH (W0 HCM 5
ERP), ML SHRFAMUEEN A HBEER. BEXESKEREFEE. FIl, BEARREER, BEAR
HIMFNMKFEBRENTE, BFIAS “—HEH App BB E X" BREHFINE,

[00:31:18] Lenny Rachitsky
English:

Wow, that was extremely fascinating and there's so much there. | can go in so many directions. One is |
thought you would actually go in this direction, which is distribution advantages become even more
important if it's easy to... Like today, | could sit there and hire team clone. Salesforce might take a while,
but | could copy it, but by the time I'm done, they've evolved, they're moving, they're adding features,
they're ahead, right? You're skating to where the puck was. And so if that's the case, one of the
advantages, one of the ways to get anywhere is to have some kind of distribution advantage. It's one
thing to have Salesforce as a product clone, another to get anyone to know about it, to adopt it, to sell it,
procurement, all that stuff. Do you have a sense of distribution advantages being even more valuable in
that world?

AR ERIE:

E, XXSIANET, EEEEX. EAUMNRZAAER. EP—12, BUARKED “9ARE”
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KIKBEEB IS, MREXEF, MINXBZ-—MERBEEMD AN, REF@mE—EE, L3IAXN
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[00:32:05] Shaun Clowes
English:

Yeah, | mean, it certainly makes sense. Ultimately, at the end of the day, distribution is always an
advantage because the hardest problem is to even be in the consideration set for any given problem. The
world is full of problems. It's just when people have that problem, they firstly don't think they're going to
solve it at all. And when they do think of solving it, they don't think of you. So distribution is always an
incredible advantage. But again, in the world of Al, it seems like distribution is more likely to get hard
than easy. So if you think about, for example, diminishing returns on cold email because cold email is
getting easier and easier to send even worse spam, it sounds better, but it's effectively causing everybody
to become desensitized to everything. | don't know if you've noticed, half the LinkedIn charts now are all
basically clearly LLM generated spam.

(00:32:50):

| mean, to some degree it's actually worsening the signal-to-noise ratio. And so | think that a lot of the
breakthrough distribution mechanisms that startups often use seem to be getting more crowded just in

nmnn

general and more expensive. That doesn't bode well for, "I'm the not as good Salesforce," "I'm the not as
good Salesforce, but I'm cheaper." It has to be something different. There has to be some angle upon
which you are materially better. And what | saw happening and what I've been seeing happening, and |
think it's been really interesting is a lot of modern next-gen applications bringing data as a first-class
citizen into the workflow. And | think that that's pretty compelling. So if you look at the next-generation of
applicant management products that deal with inbound job applicants, a lot of them now like the latest
core ones, they include your time to fill data, they include outcome data of who's got the best hiring
outcomes, who over what period of time has the worst attrition, literally all the way back to the

interviewers and where the interviews were in the interview cycle.
(00:33:58):

So basically embeds data into the whole life cycle. So | think that there are these ways in which startups
can bring these experience benefits by just bringing a different approach to the world that does enable
them to capitalize on traditional disruptive innovation. At the end of the day, this is just disruptive
innovation. It means that most companies have overshot the utility like the average utility, so you can win
by meeting the average utility and being different, meet the bar and be different. Meet the bar and be
different is the way to cut through. So that makes sense if that's a half decent playbook. But even for
those companies, now they're going to have all these Al competitors who are using Al to engineer faster,
to build a competitor just like them as quickly as possible and start jamming it into the channel. And it's
going to be interesting to see how this whole thing evolves. It kind of got race to the bottom
characteristics around it. You're probably right, the distribution is still the hardest part in software,
particularly when you're getting started.

AR ERIE:

B, XEAFEE, ARERK, DAKEEME, RARENRBEZHNBFRRAEN “EE88" . i
FEEIRZ R, BIATERIEN, BErgERASEERR; BMERFER, BRFRER FIUNERE
REMB. BEAIRK, DERUNFERERMIFESSH. L2 EaNERF (Cold email) , EJy Al LR IILRER
HERFARE S, BAWERESRT, BERFLUSTIABYXLEEHET. FHEMRERSER, WE
LinkedIn E—¥IFASERAERZE LLM ERRTIRIE R



(00:32:50):

EEMIEE L, BERICETETN. YEIABEEBNREMES AN ETSHREAFTMER. XPLE “MF
40 Salesforce FEEFEE" HIRAERRFABHTF KL, MRBMERRE, BDAEENMEE LBHLRENE
. EMBIN—NMEEBNESDS: RZURAT—REARE “8E” FATERPHN “—FLIR” . XIEBRS]
Ao LEIITF—RIBEEERS (ATS), Efla88 “BEHERGFMHENE" #iE. BEXRHE (EBHAKRI
=RiF. ERREAERMR), BEEREHIELENmLARNAEIFT,

(00:33:58):

TIEHIBIRAN T BN S AR, 18I AT LA XM AR R KA ERLR, NMAIBERR “E
BMOFT o KZUBRARTELKBEH T FII9MA, FRAUREILUAE HEFIBAHME “‘SXFE" KK
M. RERERESARARE, BRREIZE, IRXZ—MEERENEIA, BMEN. BEIFERXLENT, WE

HEEXN Al ZENF, WHEFAAERMTREY, DERE-—EUNTRHBRARE, XZIBELEH—T &
%% (race to the bottom). fREJEERXHY, DRMKARRMHITIRMERIES, LHENED .,

[00:35:00] Lenny Rachitsky
English:

So if you have some kind of clever and fair advantage, it feels like that becomes even more powerful. Say
have a platform of an audience or something like that. You mentioned this ATS product they really like. Is
there one you want to give some love to that you think is really cool that you like or you want to keep it

anonymous?
R EIE:

FRUNRIRE R MIRBAE AFHIMNE, ETFERK. WNRABERRFEZERN, RER TR MRRERE
ATS @, BAFS—TER? TERRIFER?

[00:35:16] Shaun Clowes
English:

Yeah, it's Ashby. It's the one all the cool kids are talking about now. And it's funny because people literally
talk about it in comparison to all, even the last generation of modern SaaS ATSs or whatever, and they
talk about it in glowing ways because of the way they put data inside the actual workflow. So the actions
and its outcomes are directly tieable to each other in the application you're doing the work in. | think

that's a pretty compelling user experience.

FRCERIR:

= Ashby, IEBEFEHTIXKILE. BEE, AMIZEMLE—RIN SaaSATS LR, HHHhE, EANEEBEE
ot 7 LR TIERF, (RENARMANRENS-ENEREEREXEN, RIANXZ—MHIEERSIANER
K58,

[00:35:41] Lenny Rachitsky
English:

So just to maybe close this thread before | move in a different direction, this point you're making about
how valuable data is and how that's at the core of being successful and differentiating in the future,
especially with Al tooling and products, any advice you'd give to someone that wants to do that? Is it just



make sure you have a, is it half proprietary data? Is it like make it a first-class citizen? What's the advice
you'd give to founders who are trying to do this, which you're suggesting?

AR ERIE:

FREBZ—MEER, 24— T MRIFETHREERKBEMERERNZOMNE, LEZE A TANS @
Fo MFRAXNHRASANA, REFLAEN? EHERELEME? EEFEFN “—FaR™ ? f24
SR AMBIEIBA AR

[00:36:08] Shaun Clowes
English:

Yeah, I, think at the end of the day, it's kind of all of those things, isn't it? If you have first-party data but
you can't bring it to bear, then it's not very much use. If you have third-party data and you bring it to bear
in interesting ways, the problem with data is we're all surrounded by data all the time. So the data's
everywhere. What really matters is the right data at the right time in the right place because we're all
humans. And so to me, there are obviously data advantages and there are even data network effects if
you can end up in a situation where you have very valuable first-party data. But in any case, it's still about
being able to bring the right data at the right place, at the right time for those users, for them to be able
to get advantage from it.

(00:36:48):

A little kind of segue | guess on that one is | know | spent a lot of my career, weirdly, actually I've been a
product person for a long time, but weirdly I've ended up inheriting data teams. So I've actually run data
teams at a lot of different companies, which is weird because product managers don't normally own data
teams. | think | have just a really massive affinity for data. | used to call myself data-driven, it was kind of
my jam. And in hindsight, | look back and | think data is the opposite. Data is more like a compass than a
GPS. If you look at data as a way of giving you the answer, you're always wrong. You're always wrong or
you're slow. Wrong or slow or sometimes both, because mostly data doesn't give you the answer. It just
tells you if what you just said is ridiculous or there's potentially something there.

(00:37:44):

So it's more like about disproving whatever you think and you end up being slow because if you try and
use data for everything, your brain is ultimately a data sifter or whatever. So the reason your intuition
tells you something is because you've seen a ton of data that tells you that this is the most likely answer.
And so being data-driven, being data obsessed is it's something you can easily overdo very, very easily
overdo. So it's about right-sizing data, having the right data at your fingertips, having the right kind of
view on data rather than trying to expect data to give you the answer or trying to use data as a weapon or
trying to use data as a way to force people to believe you or to go in your direction. But data is kind of at
the center of everything and about how to influence and be successful in products you're building and

arguments you're mounting internally and everything else.
R EIE:

FANFREREXERZENLE S, NRMEF—FURELTEZLIZFEER, BEKH. MRIREUEEBIT
NAMABE=ZFHIE, BBRIF. BUENREAETTRIMMEERT, EXLAFE. EEEERNZEERAINIE.
Rt SREERBEBIE, RARIMNBEASL. WHFKR, SURMLBEHIEFE, NRMAGRENENS—
FHIE, BEESHARIENEZM, BEXICME, ZOEREERIIEM AP RHEERNBIE, Ltk

o

(00:36:48):



IRER—T, HERWEEFREFEN—RE, BAEET@mA, ERLEXEHERN. RERSAFDNHAF
SHIERRA, XRFEL, FRN PMEEREREERN. BMNBIEEHRANTER. HKUMERECSE &
EIED By, BBERHMIRE, BIMELRER, HEFHREEGRZEERETT, MAR GPS, MRIMEEHIERRE
MIMESR, MERSHE, HERIKIE. BAHE, B4R, HEREREG, ANSEEEFEER, ERE
FIRIR: MNARERARRITE, HEBERSEREN=.

(00:37:44):

FRASIEE Z R AKIENIRIVARZE. MRIRFREMMIE, FETRFRIE. MEIARMAF L2 — 1 HIERHE
2, MNERZAUSIFIENER, SENMELEI T BEME, ANAXIRAIENER. AL,
BUREIRED” B “HiERE” BRESMIk. XBET “EECRAHRIE , LERNKIERFIR, BAELER
HUERENL, MARIEEMIELIRMTESSR, NELBIEIMHBIERIBH ARG EHERHILT—II%
D——TIREBRMMA. TERIm, TRERSHHeH IR,

[00:38:34] Lenny Rachitsky
English:

| love that you went there. | definitely wanted to spend time on here. It's interesting you say that, there
used to be data-driven, [inaudible 00:38:44] data-driven. You created the Reforge course, data for product
managers and also retention, engagement course and Reforge. And by the way, we'll link to these. You're

still helping with these courses. By the way, they're still running. They're awesome. People love them.
R EIE:

BRERMKRTX D HASAWMIX D, REW, MUEIE “SIEEE" B, fR7E Reforge BT (Fm%
BRMIES ) RE, &8 (BES5E25E) R, WER—T, MM E#EER. RIETEDIXER
12, ENTEETT, FEE, ARBRER.

[00:38:56] Shaun Clowes
English:

Yeah.

FREiE:

=i

[00:38:56] Lenny Rachitsky
English:

Great. So we'll point people to those. | love that you're also saying you're like, | think the way you
described it to me before, this is your reform data-driven PM. A lot of people say this, they're like, "Don't
just do what data tells you to do. Use your intuition, use it as a guide." It's hard on the ground to
operationalize that advice. Say to your PMs and your teams when they have data telling them, "Hey, this
experiment is a huge success, or there's a huge onboarding conversion opportunity here." | guess just like
what's your tactical advice to folks that have data telling them one thing and maybe something else
telling them something else?

AR ERIE:



KIFT, BMNSHEELAR. RREKIRZANGE, FRER—" "HAREHHIEERHE PM” . RZEAR
W AERRARKEN, ERER, BHIELE5IT.” BEXRMEFERRYE, SR8y PM HERERIHRER “X
PMERRREM” 3 “WFFISHRURBFERNR” Y, MIRGEHNE—E, MERRNES—E, e
1NN SE NN

[00:39:35] Shaun Clowes
English:

| think the first thing | always encourage people to do is to look at a piece of data. If you're looking at a
piece of data and the result tells you something that your intuition tells you is insanely wrong, like they
probably not right. First, believe your intuition and go and prove yourself right. Don't just take it at first
glance because most of the time it's like Occam's razor. The most likely explanation for something that is
insanely not intuitive is that it's just wrong, that there's a problem somewhere. Now, occasionally,
sometimes you actually will be right. Now those will be paid dirt moments. Those are the moments that
make it all worth it. There are times when you do find the negative goal, you're like, you're staring at it

and like, "This is it. This was the problem. This was the thing we were looking for this whole time."
(00:40:18):

But you have to be very diligent about following it through, really understanding what you're looking at.
Is this data representative? Is this data a good sample of the audience we care about? Is it already subject
to some sort of selection bias? Oftentimes when | see analysis from different product leaders or even data
teams, you can drive a truck through it, literally drive a truck through it. And if you present data with
authority and that data is ridiculous or the analysis is just full of holes, you don't just not get benefit for
that. You lose a whole bunch of brownie points. It would be better not to show up with an analysis that
isn't clear than it would be to show up with an analysis that's dumb. And | see people self emulate on this
actually relatively regularly because they just bring a knife to a gunfight or whatever, they did bring in an
analysis that is just not, it doesn't hold water and they present it and then get shot down live, which is
nobody's idea of a good time.

(00:41:21):

So if | give you a little bit of additional tactical things about that, it'd be okay if I'm looking at a piece of
data, what was upstream of this piece of data and does that look normal? So this thing happened or
whatever, which you're very, very excited about, what happened before that? And does that match what
you think should have been right? So what happened before this momentous situation? And then, okay,
for that thing that you're looking at, what happened after? If you have an idea of what happened before
and after, that gives you some idea of whether or not this thing, is it all worth interesting to talk about?
And then go one click above this data that you're looking at. So it's like, these things, let's say I'm looking
at onboarding success. Let's say I'm looking at onboarding success to second week retention or
something like that.

(00:42:05):

I'm like, "I have found this thing that totally crushes it. This intervention crushes it." If you go upstream
and you find out that this intervention only applies to 2% of the inbound onboarding stream, it's
meaningless. It's most likely just a random aberration. But even if it was not a random aberration, it's not
a useful tool. And so you've got to go up and then you might go downstream and you might find, yep,
they last for two in the second week, but in the third week they all churn. They're basically pointless. Why
are we even talking about this? Or then you might step all the way back and go, "Okay, yes, those people
do get retained for longer, but their average ASP is smaller." Because what we really care about, we do



care about engagement and we care about more customers, but we want to keep the customers at a high
ASP to reach a certain revenue goal.

(00:42:46):

The final goal is happy customers paying us money. So that's what | mean about going a click up. If you
go a click to the left, a click to the right, so before and after and then a click up and you still see the thing
that tells you the story that you want to tell, then now you've got something that's very compelling
because people want to hear about that. They want to hear, "Well, what did happen before? What did
happen after? And why is that outcome happening?" But you have to really do your homework and really
be rigorous about it to avoid fighting fool's gold.

FROCERIR:

BREABMARBNZ: FNHE. IRMEI—THEER, MITNERSIFRXESEIE, BEATEERN
£7. BAMBEMNER, XIIAECENN. FERERE, RAKRSHEXTE “R-RE217)7 RN:
—PMEREARFFEERNER, RAUTEGNEEMECHE T, EITHTHTRE, H32, BREEILIERHE
T, MEEENN. BEME BEEF BN, L HBERER. BNMITERES, 08 W
BE! XMERERE, HIHTXAANKRA”

(00:40:18):

BIRGIEHEE B E iRy, HIEEFMAERINARTE. REEARME? BEAERMNXONERERE? 28
FEEFEMRE? HEEERY —LErnlSEEERERANN SRS, BEFRRBEBS (drive a truck through
i) MRMMHFENHBRT—RBURABLOEREDN, MAEFEGFR, EaREEE. SHEH—
BENDT, FOFET. REFRINEAEXLE “BRAE , RAMIMEEE/NTIESMEs, 2
RASUEREM, EREMIBITSRLRIK.

(00:41:21):
Fril, —LAEMNSARIN: HSRE—HESN, ESFENLERMA? FERIEED? MYUENERRE
My, BHELZERETHA? XFTFEMRNTEAE? AL, EXTMHIERZENTRELZETHA? RIRTHE

THRER, MMEHMXGERSERITIE. 5, MERLE—BXE, LUK EEFFSIS
(Onboarding) BIRNZHE, LURENE_FEBEFHFM.

(00:42:05):

HARERN: “RAUWXINAEHRIFR! 7 BNMRFELREE, KMAXNHEHRBEET 2% B9FHAFA, BE
MELREX, RAUERIZHIRE. IEFZERE, AR TNERNIR, NRMREEE, KUMNEZE
BET, BEEZFA2RKT, BXAMBEEX. HEMBRE—FE: B2, XEABEFREIKT, BH(]
HFHEN (ASP) BIRT. MEMNKREAXOHESNERF USEIMBABT. RLBREILFONEFJi%s
Mo XMBFRRYN ‘WEE—R" . MRMmEE FIRE). ma%E (BER). mtE (£REW), KAEMH
BIRERE, BXME—TEEERBROOER. BREABEINR, RIFTE, #RIE “BAR” SHE
Eo

[00:43:15] Lenny Rachitsky

English:

| love that advice. ASP, what does that stand for by the way?
R EE:

REREN. IMERT, ASPHARMFA?



[00:43:19] Shaun Clowes

English:

Oh, average sale press, [inaudible 00:43:22] MRR or some other revenue metric.

R EE:

B, FHEM (Average Selling Price) , & E MRR (BEEMMN) 2RISR

[00:43:25] Lenny Rachitsky
English:

Got it. This point you made about how a lot of times experiments show positive and then they end up not
being anything, | had the head of growth from Shopify on the podcast, and they do this really cool thing
where they keep holdouts for years of cohorts and then it auto emails them | think a year or two later,
"Hey, check this and see if these cohorts, this is still higher or not." And 40% of the time, it turns out
neutral after a positive experiment long term.

FRCERIR:
BET. fMeEN “RELEREVRERN, REANCISE” X—x, RZAET Shopify BIEKAZFEA,
i T —HRENSE: NS EERFFARBKEANERN “WRA" (Holdouts), ARRARE—RE

[FEEhRERTREE: TR, RE—TXLEE, BEIFHNERBIMERSKRAICSL.” EREM, 40% 15
T, KRB FNEMKEREHEMRTFE (TREEER).

[00:43:50] Shaun Clowes
English:

Interesting. It's really funny because the last time we did something similar, we had a global holdout
group actually that was held out of all experiments. The experiment platform couldn't target that group
at all. So 10% of all people never saw anything ever. So that's be really, really helpful because you can
always compare them against whatever the experience was for any of the same vintage of cohort. | agree

with you. But the other thing is | don't really love some of that thinking process just in general.
(00:44:14):

It's like, "Hey, let's say an experiment does show a temporary benefit. If an experiment shows a
temporary benefit, but that benefit does not persist forever, does that mean the temporary benefit was
never worth it? Or does that just mean the temporary benefit was an opportunity to reach another level
you just didn't capitalize on?" | don't think there's a perfect answer, is what I'm trying to say. | don't think
that the fact that a benefit doesn't last forever means that you failed. But | agree with you that not trying
to understand, well, what has the net benefit been, what has the net lift been is also really important too.
That's why growth is so hard. Growth is part of product is so especially hard.

AR ERIE:

RAE®. &N LREEMTEMNSE, BMNE— “2RMRA" , MIRHREMREREZIN KRTFET
TEAAX AN, Frld 10% BIA P XIEE R EMEMAISLKAE. XIEBEER, ENIRE] MRS ]S E LA
AP EFARITIE, RERIRNEZ. BH—HHE, BARERRH—HEMmIEr B4

(00:44:14):



tban, MR—IREERTEREE, EXMEKEKERHETE, IREEREERREMAESHE?
HECREEREX MR EE B —MLRREFSENNE, RRIMLEIBEEES? ZBRRNE, XK
BREER. BPUANKRDERBRLIKEMARIY. ERET, IRFTEZEHFRENHEAIKRZES
L, BRI, XMEBENTAEKXAM, (FAFm—E7 S K TELHE M,

[00:44:49] Lenny Rachitsky
English:

Marketers, | know that you love TLDRs, so let me get right to the point. Wix Studio gives you everything
you need to cater to any client at any scale, all in one place. Here's how your workflow could look. Scale
content with dynamic pages and reusable assets effortlessly, fast-track projects with built-in marketing
integrations like Meta, CPI, Zapier, Google Ads and more, A/B test landing pages in days, not weeks with
intuitive design tools, connected tracking and analytics tools like Google Analytics and Semrush can
capture key business events without the hassle of manual setup, manage all your client's social media
and communications from a unified dashboard, then create, schedule and post content across all their
channels. If you're working on content rich sites, Wix Studio with no code CMS lets you build and manage
without touching the design. And when you're ready for more, Wix Studio grows with you, add your own
code, create custom integrations with Wix made APIs or leverage robust native business solutions. Drive
real client growth with Wix Studio. Go to wixstudio.com. So you built the first B2B growth team when you

were Atlassian, correct?
FhERIE:

EHEARNT, RAEMRIEREBELE, FHERMENEBR, Wix Studio AIRIREH B EAMIER P B RAEHN
—t], RNITERATURXERN: FADSTENNERZFRENYT BRR, BEIRNENEHEER (40 Meta.
CPIl. Zapier. Google Ads %) IERMEHE, FIEEMMIZITTATE/LRA (MIE/LE) TRZEMDIN A/B
Mit; % Google Analytics fl Semrush TR, THRFNZERNABIEXRISEYS, BIA R
REBRFNFAEMREANDRE, SIEHAEAST, MRMFERABTEEHIMIL, Wix Studio I CMS
IR TR EIEAR. YIREEE ZINEER, Wix Studio FERERIK: FIMAREE. A Wix AP
SIEZEENERKFABANRE VSRS, B Wix Studio IREHE A 1K, 5118 wixstudio.com, =13
IEfZ, {R1E Atlassian BYE I 75— B2B 1B KHEIPA, FI05?

[00:45:56] Shaun Clowes

English:

Yes. Yeah, it makes me feel like an old person, but yes, it was a very long time ago.
R EE:

=N, XIUBRWNFESET, B&8%E, BRRAUFNET.

[00:46:00] Lenny Rachitsky
English:

Slash maybe it's a new thing.

R EE:

FER, XELZMREES,



[00:46:01] Shaun Clowes
English:
Yeah.

FRCERIR:

=0

[00:46:03] Lenny Rachitsky
English:

It's either a long time ago or it's just recently figured out this is a thing that you could do in a B2B is focus
on growth.

FRSCERIE:
BAZRALAINGE, BAZRARSRIIA EIRFTE B2B $gith o] LU L S H %,

[00:46:11] Shaun Clowes
English:

Yeah, it is. So that was around about 2012, and at that time growth hacking was a thing. People don't
really use that term anymore, but in B2C it was a very big deal because people could see Facebook doing
their 10 friends in seven days and they could see this kind of thing that was working for people. And
they're like, "Man, that's amazing." And at Atlassian we set out to go, "Okay, well, do those techniques
work in B2B?" And also, it's kind of obvious now that a lot of them do and that it's worth doing. But at the
time it wasn't that obvious because for a lot of B2B companies, | mean, you summarized it earlier, Lenny,
distribution covers all faults. Almost all ills can be filled in by really great distribution.

(00:46:52):

If you have a really good marketing, a really good ground game, and you're kind of jamming your product
into the channel, you're jamming your product in front of people and you're papering over the ugly parts
with customer success people and services and consulting and whatever, that people will buy almost any
software or you can certainly be successful with a lot of different software. But back in 2012, it wasn't
clear of like, okay, which instead you went at this differently and you've heard them in software that sell
itself, is the juice worth the squeeze? And now | would say that it's pretty clear that the juice is worth the
squeeze to the point that lots of think about this all the time, but it was a bit of an interesting time at that
time.

FRCERIR:

0. BE 2012 FLH, HEF WEKEER” (Growth Hacking) ERIT. MAEAMIFKAXMET, BEZH
B B2C SUH XA BB KE, KKEEF Facebook i “7 KM 10 MFR” ZEXNFRIFERN, HRFKHEHE
To 7EAtlassian, FEHBREBE: “XLERATEB2BMHEAE? ” MEEX, RERABARERAN, MA
BEFEM. EEINARRAE, AANTRES B2B AFFKR, EMMRZAISERN, DAAIUEE—RR. R
BN RIS, JLFFRAREETERRR,

(00:46:52):

RIRERBNVERNMESA, B mBTEHRE, ZFF@E, ARBEFRY. RSMEEHEPAFK
BEF@AFAMSG, AMILVFSEERRGE, HERIRERS FREIVRMHBEER. B7E 2012 F, KHKE



THE: MNRES K, HHFH ‘BB WG, LAFHEL (isthe juice worth the squeeze) %
Hi3? MERIANERERE: EBNE, UETARNE—EHEBREXN @, BEHN, BE2—MEEE
HYIRERETHA,

[00:47:34] Lenny Rachitsky

English:

And that was essentially the beginnings of product-led growth. Is that a simple way to think about it?
FEiE:

BEXERE “TRIEK” (PLG) BF iR, B LUXAERIEMFIG?

[00:47:38] Shaun Clowes
English:
Basically it's now called PLG, but yeah, at that time we didn't even know what to call it exactly.

RS ERIF:
BAEFZ, WENPLG, BYUREIEERMEZEATITEE,

[00:47:42] Lenny Rachitsky
English:

Just growth. So based on that experience, a lot of B2B companies now have growth teams through
investing in growth, what makes a great growth team in B2B? Any pitfalls you often find folks fall into that
you think they should try to avoid?

FRZERIE:

A MK . BETIREREN, MERZS B2B ARMEBEIKRFEKET THEKHEAM. A, 7£B2B I, 4
EHEREKE? RAMANE AL, BWZRERER?

[00:47:57] Shaun Clowes
English:

Ultimately, a lot of these types of endeavors are a matter of balance. So what | mean by that is growth
teams tend to go through a set of phases. Their first phase is proving their value at all. So call that the
gold rush phase. This thing's probably not worth even doing. Why are we doing this, merry band of
people out there trying to prove that there's some growth effect somewhere? So that's the proof of
phase. And so the advantage of that phase is life's good because there's usually a lot of growths to be
found because nobody's gone looking before, so life's good. But it's pretty random because you're just
literally searching across a random search phase going, "Have we tried X? Have we tried Y? Have we tried
Z?" Then once you get that model going, then it starts to be, "Okay, how do we scale this thing? Is this just
a flash in the pan? Do we just find a little bit of low hanging fruit and there's nothing else here, there? Is
this just a project we should have done rather than an ongoing thing?"

(00:48:52):



So you have to make it a system. You have to prove that it can be repeated, and then you have to scale it.
It has to become a thing. It has to become part of your DNA. You have to be taking a PLG lens to
everything you do, all the way from paid acquisition to activation, retention, engagement, cross product
expansion, upsells, | mean, you name it, all the different ways you can grow a product by revenue or
engagement. There's many different ways to go about that. And so you end up having to scale out and be
able to do all of those different things. And then you have to figure out how you fit in with the rest of the
organization because there's other people who build products all day every day.

(00:49:27):

There's other people who sell that product all day, all day. There's other people who market that product
all day, all day. And so growth organizations are in this interesting space, they're in between everybody
else. They're in everybody else's sandpit in a little bit, in a little way, and they're kind of at the edge of
everybody's full-time job and they are very valuable, but they can be complicated because of all those
relationships, and because of the way they sit amongst all of the other parts of the organization. So many
organizations fail because they don't really find much the wins or when they do find wins, it just seems
totally random. Or they do find a lot of wins, but they all can't understand them because they seem like
they're just a random walk through a bunch of potential opportunities. There's many different ways to fail
to fit as you go through your growth phase from trying the ideas to success, to scaling, to
operationalizing.

AR ERIE:

JFRER, XEZHET “FE . BRKEANBEZZH/LITNER. F—MERZIERABESMNE, TURZH
AR o HNARZME: “XF/VETMI? ATAXBEAZERELEIRIAERNEEKMN? 7 X
IR, XPMEBRMIFAR B FRIFE, AAURIRARSIEKS, FRAUZIRERS. EIERMEN, R
SEREBNER: “HF X2 W{ZviE? X2 23?7 —BEXRE, MABHENEZMNE:  “WAHE
? XAREE—NT? BNIZFARRBE T RRENREMENT? XNZE MFENIRETE N —REH
8?7

(00:48:52):

FRURAFHBE RS, MMOTUEPRERAIEER, ARMERNL. SUTM AN AT DNAB—ED. RETA
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BRAL™m. E-m. HEH.

(00:49:27):

BREMRSTF—TEBHNUE: EFAEAZE REXMEE LENT AT, LT ALRIFZL
%o BKENRENE, ERAXLEERNXAUREHARTNUE, BRESEERER. REALAXKER
NEAEPEMERR, HEERET, FERtbTe2ENN. HEMITR 7RSSR, MLEEENTA
m, BEXRMGEEEIENSFEIES . MZHEEEINT), BEMRLNZENL, SMHMERHERERN
TERNALR MR M

[00:50:18] Lenny Rachitsky
English:

One of the biggest memes along these lines is a lot of companies claim there's like just PLG rarely ever
works. You always, either you try it and it just doesn't work or it eventually just peters out, | guess. Any
thoughts on just what are signs that your product has a chance to work, peel product-led growth versus
just go straight to sales immediately and don't even worry about this?



AR ERIE:

XFXMEREMRAE: REQBEMPLGRLEN. BARTKA, BARKMEHKIET, REFE
LT RREB—N = RmBEVI @D PLG Th, MARRZEREMEEE, éxﬁﬁiﬂluigklf‘}\ﬂ’ﬂ%?

[00:50:44] Shaun Clowes
English:

First let's examine the counterfactual, right? So let's start with the opposite of your question and say,
"Hey, how would the world be sadder if we all just gave up on PLG?" We just said, "Hey, there's no point in
doing it in B2B SaaS." The problem is that there is not a natural force that pulls companies towards
thinking about the end user's enjoyment and success early in their journey. There is no natural force,
there's no natural kind of a link force. Why is that? | mean, 101, the buyer is the most important person.
The economic bar is the most economic person. Their needs are the number one thing. They're usually
the person driving the RFP. They're usually the person dealing with the sales organization. So the needs
of the person who you hear are usually all feature-driven and they're not from the end users.

(00:51:34):

And so you're kind of sowing a seed of your own demise if you don't think about that end user. But it's
one thing to say that you should think about the end user, it's a whole other thing to have a system by
which you do that because people pay lip service to all sorts of things. But I'm sure you've heard this one
before, but in economics, people only do what their incentives told them to do. Broadly speaking, that is
what they do, that is what happens. You get what you set out to measure. You get what you give people
incentives to do. If there is nobody in the organization whose true incentive is to measure their end user
success, their enjoyment, their happiness, their retention, their engagement early on, it will not happen.
Or at best it will be a hobby. And so then by extension, if | start from there, then | say, "Okay, let's say it
doesn't exist, PLG doesn't exist and therefore it's a hobby and therefore there will be a bunch of hobby

people who care about this."
(00:52:23):

Then you ask yourself, "Okay, will that mean that there will be many products for which those
experiences really suck? And does that mean that that will be an opportunity for competitors of those
products to be better at that? And is that a differentiated competitive advantage?" Yeah, 1'd say it is. I'd
say it is. And so | just work my way backwards and | go, "Okay, you can say that your PLG investment
might be too high." You could be like, "Well, if | invest more, | won't get any more juice. | can't spend my
life just experimenting in the onboarding. That's not the only thing that matters." And that's very, very
true, but it's very hard to argue it should be turned to zero.

(00:52:59):

And so to me, therefore it's about the balance. It's about, "Okay, how does PLG fit with the other different
ways that | grow in my business?" At Confluent, for example, we have a PLG function. We do grow with
self-serve signups. People who sign up, literally their credit card, lots of them sign up and they're very
successful, never speak to us. We also have an enterprise sales team that sells directly to very big
companies, some of the biggest banks in the world, the people you would definitely know of. | don't think
it has to be one or the other. | think that it's about a balance. It's about getting the motions to work and
for really sophisticated companies, the people who really nail this, it's about making both motions work
together. If you can get a PLG motion work to feed your sales team and a sales team motion work to feed
your PLG funnel when the sales leads aren't ready yet and you can get those motions into playing with
each other, you can make a lot of money.



(00:53:52):

It can be an extremely successful way to go to build a very resilient business. Why? Because you get a lot
of customers and you get a lot of revenue. You can't be that successful as a company if you have a lot of
revenue, but a small number of customers because you're captive, everyone knows that. You can't be
that successful as a company if you have a lot of customers, but not enough revenue because you
shouldn't have enough money to sustain operations. So the magic is in having both, a very large number
of customers and a very large amount of revenue, it's very hard to knock over a company like that. If |
look back on my time at Atlassian, and | think that they shared their most recent numbers, | can't
remember what it was, but it was in the public data or whatever, something 80,000 or 100,000 customers,

something like that.
(00:54:30):

That's a lot of customers. That's a lot of customers. Let's say you're going up against Jira and you're like,
"Yeah, man, I'm going to pick off 1,000 customers from Atlassian." That's a lot, right? That's a lot.
Obviously 1,000 customers is a lot. You only have 19, sorry, it's going to be 89,000 to go or 79,000 to go, or
however many it is to go. | can't remember their exact number of customers, but it's very hard to assail a
company which has a very large number of customers and a very large amount of revenue. And so that
why | think that PLG as a mechanism is incredibly important for almost any type of company, if you can
make the motion work. Obviously there are companies for whom the motion just isn't relevant, but for

those where it does matter, it seems like the juice is worth the squeeze.
FZERiE:

BABIREERERIE. NRESHRELMET PLG, HRSTFTLIERE? MRFKN]YL B2B SaaS HIEKEE
X, REET: ABRERE—MRANNEZREAEX TR IHA A EREZDHERERENI. T2R
B AtA? ANEBLEIRE, XBHA (Buyer) REE, UHAREREE. MIINFREE I, b
{"9Kzh RFP (18#5) , I IMIHE N, FRLURIREINEREE RN, MAERBELHAF .

(00:51:34):

MRIRAREERZIGAF, (MAEREETERBZRNM T, B “FEKXIGHAF” M “‘BiI—ERAEXTIRIEA
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ICho

(00:52:23):

BampED: XEEEKRERZFRNAFRPFRSTERE? XREREKEPBEMEFFNEENFEER
FTzH? XRBR—MERUNREEME? RIWEN. FAUARERER: RN PLGIRAXRE T, HFRUK
mIER, RARE—EFREMFSIS LMER, X &5, BEIREMICIE PLG B A\ IZPEAZE,

(00:52:59):

FrLAF EeR W, KEBETFE,. PLG WS SEEKAEMA L S? LbINTE Confluent, FA1E PLG EREE,
E88FM, REEFRIGEHEEMEERSTERS, MFAREINRIE. RNEIMNBERWEHER, BEEHLLIK
BRANERIT. BRIAAXBARZE—, Me—MFEl. MFEEMRNAE, tIIgeitmHEihRETIT7E:
PLG R NHEFPAIIELR, HEEXTEL, TS ERFEARERIEMISIA PLC K. NREEILXFMIR
RE#, REEBEATR.

(00:53:52):

XE—MRIREIELSHINAR. BTA? BAMRBREEEER, XBEEFHAN. NRBARSEZF
R, MESWAERPHR; MRFFPRZBEBATE, MEZEEREE, BEETRERS. RETEXF—



KNFEl. [EIFEFRTE Atlassian BIBTYE, HIEEAFHIEE ~M1E 8 A5k 10 A&,
(00:54:30):

BRBENZFF . RIRIREPRL Jira, fRYE: “FKEM Atlassian FEIEE 1000 MFF.” 1000 MRS TIE?

BARZEE 87 9T, RERD—FVBEBEZTFNETRANNAT. XMEBNFATIAN PLG HIHEIXLF
EARENATHMEXREE, REFEILEXMENRE. S, BERRAHEFER, BEREER, RAFH
EEFAFE =

[00:55:18] Lenny Rachitsky

English:

That was an awesome answer. | looked up last year and they have 300,000 customers.
FRCEIE:

AENEE. HET—TF, ZEMINELE30HAEF T,

[00:55:23] Shaun Clowes

English:

Oh man, I'm so far off. When | left it must have been 80,000 customers.
R EiE:

K, HEERZT, RBANREZE 8 HE .

[00:55:28] Lenny Rachitsky
English:

They've done good work since then. Also, you're talking about incentives and how the power of
incentives. Charlie Munger has this great quote | looked up just to make sure | get it right. "Show me the
incentive and I'll show you the outcome."

FRZERIE:

MBI RIF. B, (RREITHMMNE, TR - ERE—OES, BERET —THERRIZHE:
“ERFEBIAE, FFAESIFIRG R

[00:55:40] Shaun Clowes
English:

Yeah, exactly right. I've seen cases where a sales team was people trying to get a sales team to do a PLG
motion, and you can beat them over the head as much as you like, you can get into a meeting and tell
them that you really, really want them to do this, but at the end of the day, they're not going to do it. And
the same is true for every other kind of function. It's just the nature of things.

AR ERIE:

o HNIANAEILHEFAEM PLC B, FEMEATOLELD, HEAS LRIAMESHFEMIIXA
i, VARER, HIMBAZEM. HMERESIEE—F, XEXRMEEA,



[00:56:02] Lenny Rachitsky
English:

| have some newsletter posts around the stuff of folks want to dig deeper. Also, Elena Verna had an
awesome podcast episode talking about product-led sales and kind of the combination of these two
things that we'll point to.. Just a whole other topic we can go deep, deep on, but we're not going to do
that in this episode. Maybe just one more question. So you mentioned all the companies you worked at,
so you've been at Salesforce, chief product officer, MuleSoft, specifically within Salesforce, Metromile,
Atlassian, Confluent now, a lot of really interesting and different roles. How do you choose where to go
work and how do you choose which opportunities to take? | imagine you have many options.

FRCERIR:

BE—LEXTXLEARTHBANE, BHBHRREILURIZ. B, ElenaVerna i E—EREBNER, 19187
‘FmIFshEE” (Product-led sales) URXMENLGS, Hil=W L#E IXE—MALURIIRIER, B
HINNSKMABHA T, Bial— M@ FIZR TRIETRFRE AT ——Salesforce. MuleSoft 89 CPO.
Metromile. Atlassian, I7E7E Confluent, XLABIFEEBEEZAHEE, REIWMEEEWETIE, kil
AEFEN=? BBRERZIEE,

[00:56:42] Shaun Clowes
English:

| have to think of my career. So in hindsight, looking at it this way, Lenny, so | don't know if forward-
looking was obvious to me this way. But looking back, my career has been a little bit like a bingo card. I've
always been looking to fill in boxes I didn't have filled because | felt like that would make me a better
professional. It's like if | didn't know anything about that specific type of sales model or that type of
marketing or that type of product management or that type of product or that layer in the stack or that
kind of thing is like, well, if | learn about that thing, | will become more versatile. So actually two things,
it's fun, it's fun to learn something new. It's fun to prove to yourself that you can do those new things and
then it makes you more versatile because it means that any given problem you go up against, you've seen
something that pattern matches to it.

(00:57:29):

It kind of feels like you end up bringing a gun to a knife fight in a way because every problem you look at,
you're like, "Oh, | have seen this from the other side. I've seen this from some other angle, and so | know
that this is likely to work and this is unlikely to work." And so when | joined early on in my career, | was
working for a big enterprise software company, sorry, small enterprise software company that sold to the
Fortune 100. When I joined Atlassian, and like | shared with you, we had no sales force at all actually at all.
Literally nobody to sell the software. It sold itself or it didn't get sold at all. And we grew to have 80,000
customers. It was just pure product. They had growth and just an incredible company. Then it was at
Metromile, which was a consumer company that got acquired, made an insurance product for end

consumers.
(00:58:13):

So they got nothing to do with technology products, like literally a complicated Internet of things device
you installed in your car, but ultimately it's an insurance product that you'd sell to grandmothers in
Florida as much as you would ever millennials. And then at MuleSoft to totally back end software that's
used by IT organizations and a consulate infrastructure that's used by developers everywhere to build
really interesting data-driven applications, data powered applications to do all sorts of things in real-time.
And you look at across all that and you go, "It's all a bit random." But | didn't see it that way because |



learned, | actually was in sales for a bit, so | ran a pre-sales engineering group, went around the world
selling software. So when | joined Atlassian, | wanted to kind of understand what it was to sell software at
massive scale with no sales team, can it even be done?

(00:59:01):

And so | learned a lot in my time at Atlassian. When | went to Metromile, I'm like, "Well, I've never built a
consumer product before." | can say that I've actually built a product that's touched many millions of
people because Jira has, so | felt pretty good about that, but I'd never built one that | could say, "Yep, a
consumer, your average consumer can use this thing. It's so simple. Even my grandma can use it." I'd
never built a product like that. So | got that experience at Metromile, which is really fun. I'd never worked
inside an organization as big as Salesforce or an organization with as good a sales motion. You talked
about distribution earlier. Salesforce is an absolutely insane distribution machine, just an incredible
company with just an amazing distribution network and a fantastic marketing approach that it's like a
PhD in marketing.

(00:59:44):

When you spend your time at Salesforce, you're like, "This company is just one of a kind. It's a one of kind,
and it's so outlandishly good at one specific thing." And so looking back, all of these jobs have been,
when | say bingo card, I've just got an outlandish education in these areas that are not obvious at all. And
once you've seen them, they're like superpowers. They're superpowers to be able to bring that same
experience to bear on things. And so one thing that | really I'm trying to figure out is why often people
don't do that. And oftentimes people stay in a very specific domain. They prefer to stay in a domain or
they prefer to stay in a specific kind of type of company or a role that works in a certain way, like
companies that have the same operating model or they plan the same way or they try to stay with things
that are pretty similar. But it seems obvious that the most likely way to really grow is the opposite.

(01:00:41):

It's to constantly be choosing things that are either outside that, not totally outside the lines. Don't jump
out of a plane if you've never parachuted before. Obviously you want them to be in some way and
adjacency, that you want them to have something in common with what you know, but you want them to
stretch you and change you. | had a really transformative experience many, many years ago when | was at
Atlassian and a guy called Tom Kennedy, he was our general counsel, so chief legal officer basically, and a
lifelong lawyer, very smart guy. | liked him very, very much. But just a lawyer. Just a lawyer, corporate
lawyer, corporate counsel, I'm sure you know what they're like. And really great guy. And | remember, so
mostly in our meetings he didn't talk that much except about legal things. But | remember in one meeting
we were having this vigorous debate about a product strategy question about what we should do. Should
we go left or should we go right?

(01:01:39):

And as usual, he's there and he's mostly just staying silent. And then eventually the conversation's been
going on for 15 minutes and he is like, "Hey, everybody, a year ago we talked about X, Y and Z," and he
proceeds to lay out our product strategy at that time, and he's like, "Just recently we said the following
things, and that was a product strategy, whatever. Now you are saying this. Isn't it obvious that isn't this?
What you guys are saying is not congruent with that, and if you really meant what you said back then we
should be doing X." And again, the room went silent, everybody kind of turned to him, kind of nodded,
and then everyone went, "Yeah, okay, | guess we probably should be doing it differently." And so the
meeting stopped when the GCE randomly mentioned that he deeply understood our product strategy
and he knew enough to be able to contribute in that way.

(01:02:24):



And so the life-changing part for me about that was just this realization that if I'm going to be a really
great professional, the type of professional | want to be is that type of person. The type of person who can
contribute to the whole company in all sorts of ways, doesn't spend all of their time in everybody else's
business, but understands the business and has the mental horsepower and the experience to be
dangerous in all sorts of, and | mean, that in a compliment way. | don't mean that in a negative way, but
to be dangerous in all sorts of situations. | think that when you have leaders like that behind you and with
you, then you're just unstoppable. You're an unstoppable force in business when you have that motion
happening.

AR ERIE:
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(00:57:29):

RRERMGMRETILERE T —181E, HASHMRER—NIE, M8 B, EMSZ—TMAERIXT, &
MEX AT RETT, ARFMATRERTT.” B EERH, HE—K2LME 100 3280/ NEBIWIRGQT TF. M
A Atlassian B, EMFHDZERY, HNVRIKEHEFN, REEEBHE. HNNEKET 8 HEF, BRI2AHH
P, #AEE Metromile, —ZR#UNMEEY CIwAE], MUSERMK.

(00:58:13):

ANARAF@BTELERE, EFRERETEFENEFEMIZE, RARGHT BANEDN, BRLETE—
o EEE MuleSoft, T2 ZE4 IT ARANGRmUY,; MEE Confluent, BLF&EFAVELIEH, BT
BRI HIEIRCINN A, EEXEE, FERREMY, BRHFAXAE, REEMI—BREHEE, EEY
EFTEFR, MIBSIRERMG. FILION Atlassian B, FHABIEME: EEEHERMNNERT, WAAMIESE
B? XENETIE?

(00:59:01):

1T Atlassian 2RI TR %, & Metromile B, FA8: “FMEMIE CIw=d.” BARJiraEMTHERAA, B
BMNEMIT M “EHRDPHEER" BIREF R, FrIKE Metromile 3X1G 7 AL, HEMKEER
Salesforce XARMALET T, &I ABAIEHEN 2. RZEIREIS %, Salesforce 2— MEEK
ERND&NEE, HEIZFANSAWMENEHEFER, BEMEEHAN BFLE .

(00:59:44):

7£ Salesforce T1E, MEBNXRATERIM—FKZ, EEMIEMIRSFEIE, FAUBLNELE, XLETEM
BRERE, UREXERPAERNITIERE TIREFNEE, —BRIEXE, ST “Beeh”
H—EHTR, MTARZAFXAM? AMIEFERHRTFEEEMIETE. HELENLTFRENREE,
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(01:00:41):

BEAMMERBLEETFEX LS. EERMBRIINS. S, WRMMKBEE, 5IEZBE . RAEEH
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(01:01:39):

thERGILERERFEAR. FIRT 15 09%E, AOT: “BEA, —FaRMTIeE X Yo 2,7 Bk
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FENNAR, FRNMENZE X" EPBELE, ARRKTE, ARR:  “FE, HBRNHENIZRD
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(01:02:24):

B—ZILE T o HEIRE, MRFEHN—BIREZWAL, BRMBEABFOAN: —PEUZHERN
BIREHEHEIA. AR —EBXEGEFIARLSS, BMERLS, AERBHNRAONEN, EEMERT
#MEeLAt “WEn” BRAE (BX). HRFOEXHNMISER, RITMEFAIEENIE.

[01:03:06] Lenny Rachitsky
English:

Wow, that was an awesome story and an awesome perspective. It's similar to the advice | always give PMs
of people always wondering, "Should | go deep on a specific subject? Should | just try different things?"
And | find just variety, especially earlier in your career is really powerful, not just to help you discover the
thing you like, but also to your point, just using insights from all these different parts of the product and
internal tools and trust and safety and platform and consumer product side and growth and just core
stuff. The more of that you have, the stronger you get. And | feel like another benefit of your approach is if
you work at just B2B SaaS companies, if you have too many of that on your resume, it's very hard to get
hired a consumer company. And so just having it creates a huge optionality for you if you do, which you
did.

AR ERIE:

I, XTHREMMRRET . XML PMBBIRG. AMNSEULE: "BIBIZFRME NN, EEZRFR
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[01:03:57] Shaun Clowes
English:

Yeah, it's interesting because people used to talk about people who are T-shaped or whatever, and I've
never really loved the analogy because it's more like people are scribble shaped. | mean, there's the
really best people you've worked with, they're more like scribbles than they are T-shaped because of
course you want to be horizontally capable, so you want to be broad and you do want to be deep, but you
actually want to be deep in way more than one thing. Now obviously when | say deep, | don't mean I'm
not able to do the job of our finance function all day every day, but I'm 100% good enough to go three
clicks below the simple financial analysis. | can go reasonably deep in our financials because | want to
and because it's partly it matters. It's important to be able to do that. And so maybe a different way to
think about that bingo card is I've rarely regretted going deep in something that isn't quite my job.

(01:04:51):

I've rarely regretted it. The worst case scenario is I've learned something new that | will never use, which |
guess at least that made my brain slightly more agile. | don't know, there must be some potential benefit
of that. But the very best case scenario is that when | least suspect it at some point in the future it will
turn out to be the thing that matters. It will be the tool that I need, but I'm facing some important
problem and I will be like, "Oh my god, this was worth every cent." And so if you think about it on an ROI
basis, doing things that aren't in your wheelhouse, that aren't the things directly in front of you, the ROI



can really be outlandish. It can be off the charts great, but | guess it's speculative. Because you don't
know you're going to need it tomorrow. You don't know if it's going to be something that's going to be a
regular tool you use.

RSz ERIE:

. RE®, AMIBR “TEAZA" , EERMARERZMEE. REF/MRATELRE “RIBE” (scribble
shaped), REAFEBERANE, BREFRE, BEMALSKFEERLE—NMUSERE, SHRERE
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(01:04:51):
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[01:05:33] Lenny Rachitsky
English:

What's interesting is the bingo card is the analogy. Is there a bingo moment at the end of this? Is there
retirement?

AR ERIE:

BEBNEERFX LR, RESHE “Bingo” BIZING? LLiMRIR?

[01:05:41] Shaun Clowes

English:

Oh, you mean you've got everything. You've got the collectible Pokemon?
R EE:

MR, fRERET TR RR? GRS TEIZ—?

[01:05:45] Lenny Rachitsky
English:

Yeah, you collect them all.

R EE:

xf, 2EET.

[01:05:46] Shaun Clowes

English:



Yeah, | was working with somebody at Salesforce and he'd been there a long time, very, very, very
successful person. Honestly didn't need to work anymore. And he said something that | found really
useful. He's like, "Well, now I'm at the point of my life where | want to work at the intersection of things
that | am good at and things that will be valuable to the company to do." So basically it feels like the
reward of completing your Bingo card is actually to just get to spend more time doing things that are
leverage, that you enjoy and that are high leverage. And so that seems like a good outcome to me. | don't
think most people are going to work and hopefully have some sort of great financial outcome and then
go, "Well, that's it. I'm picking up stumps, I'm retiring." | think for most people, achieving some sort of
financial outcome or some sort of independence or whatever is really just another stage. At that point it
will be, "Okay, well now what do | do? What do | do with my life?"

(01:06:49):

And so that was why | said earlier that at the end of the day, product management is at times the worst
job in the world and at times easily the best. And it's both and it can be both. And so it's hard for me to
think about if | think about the things that are the intersection of what I'm good at and are valuable to the
world, product management is a pretty fun one to do and it's different every day. So | think we're pretty
privileged. For those of you who listen, | mean, obviously your podcast reaches a lot of product people. |
think we're pretty privileged to be able to operate at that intersection, but it's not easy because you got to
show value. It's a very complicated job to show value in and to demonstrate value to the world, and it's
constantly being attacked, like you mentioned, but it's still amazing when it all goes right. When a
product is very successful in the market, it's hard to describe the joy you get from that.

FROCERIR:

FTE Salesforce I —(IRARREHEL, thIFEMI, HEEMATEIFT . il 7T AL HRRHEEXRY
E CHIMELATAERNZE— TR HRREE RERNE N WAIRENENE HRXCRLEIE
FRLL, EFRERFHNRFHESLE: FAIUEESHEEAMIBLEMBEER. XAESITTRNAIE, XK E
MREFWER. HTANNKRSEATEREUSEHEZERR: U7, BRI, BR" MASHAFRR, 11535
IRIRBH— MR ZIBEIR=R): 477, WAERZMAA? HRPAEREAT? 7

(01:06:49):

XN ATZANNR, FmEEEREHR LREENTIE, BNXNERIIFN. EMERE, MRKEER
L “REK B “WHRENE" LR, FaEERFEEEBNERE, MASKEAER, REBFRITE
iz, WFIRARFKWR, (RMIRKZEFmA, BEXTMR LR LIRS, EXHAES, ENRGIIE
BB, E— P AEIREIRENRULIERANERRERDN, EH—YIRF. ~mEthin EARRMINE, AR
REEH USRI,

[01:07:46] Lenny Rachitsky
English:

Kind of along those lines to close out our conversation before a very exciting lightning round, | want to
take us to failure corner. People listen to these podcast episodes and everyone's always just sharing all
these wins, everything's always going great. The CPO of this, CPO of that, just moving on up and people
will want to hear times when things didn't go right. Because those are stories people don't share as often.
Can you share a story when something didn't go right, when you maybe had a failure in the course of your
career? And if you learned something from that experience, what you learned.

FRZERIE:

TERENHEIANCHNBET T 28], BEFARHEN “KKAEE" . IANAEFN, SEIHRREDZEML
20, —YIEMRIFF], MX4 CPO FAEIBRT CPO, BEAKBAAIRIFARLERIE T HISZ], FAAXERERERD



o fREEDE—MRERWEEFRBERITRIEITHIRBZEAIG? DURIRMPZRT HA?

i

[01:08:18] Shaun Clowes
English:

| mean, there's a lot of things that didn't go exactly to plan, Lenny. Very early on in my career, | was still a
developer and | accidentally deleted one of the core systems of the company that | was working at. So
that's going to go down in infamy, but luckily that one's far in the rear-view mirror. That-

AR ERIE:

Lenny, &IEIHHIFITHERSZ T, RIWEERH, RERMFEAAL, BRNOHEET REHN—MZO RS
XEERHUARE, EFRELRRAURNET

[01:08:38] Lenny Rachitsky
English:

That wasn't Atlassian?

R EE:

AR ETE Atlassian & 4ERIE?

[01:08:41] Shaun Clowes
English:

No, that was far pre-Atlassian, but very bad. Yeah, the one | like to talk about, | wasn't directly responsible
for it, but | feel responsible for it. | was at a company and we launched a product. That was one of those
products that in hindsight should have been really obvious it was going to fail, but for some reason we
were all blinded by the potential. It was a product that was about, it was basically to measure the
environmental impact of your company and to help you reduce the environmental impact of your
company by doing, think about it as a power management, building power management, managing the
power drawer of computers, managing the power drawer of AC and all of that stuff. That was the vision
basically. It's like a manage your environmental impact of your business. The idea was pretty cool at the
time, and also it was the right time for that, and it's still a thing.

(01:09:33):

It's still an area of active research and investment or whatever, but it was one of those things, talk about
the wrong company, wrong place, wrong time, wrong distribution. We had literally no right to win, no
right to play, just absolutely no business in hindsight being in that business. And | feel really bad because
I, again, good idea, wrong company. And at the end of the day, we launched the product. We actually kept
the product in market for two years, and the final straw was weird. The final straw was actually when a
customer finally wanted to pay for it. It had been in market for two years, and we found ourselves with a
customer who wanted to pay millions of dollars for it. They were ready to sign on the dotted line, and that
was actually the moment we decided to kill the product because we were like, "If this person signs this
piece of paper, we are stuck with this forever. This one customer will be bound by contracts for however
long or whatever."

(01:10:29):



So we actually ended up killing it. At the moment after two years of failure when somebody wanted to
pay his money for it. And | look back on that and I'm just like, "Man, that was a really big..." | feel really
bad because I'm like, "It should have been obvious. It was obvious and we should have been able to call a
spade a spade and | guess speak truth to power." But instead it kind of got through to the keeper and
turned out to be a real accidental drain on resources for years and just a big mistake.

FROCERIR:

R, FRILTE Atlassian Z g, BIEEMERE. RBUNES—1 =6, BABRFREEATA, BRRZXZIETE. H
NEET—RQBEET—F™m, FEEXR, ENAKESEMS I, EHNENTRENBEHLRIKRT .. BE
—RMEHEBNR L ABIMEE M ™M, BN EE, ZREAEE. BRNTIANIHEEERES. BRE
“BIETVAIFERR  SNXMUARE, NVBI, WEXKAZ RIS,

(01:09:33):

EBREET: \RNtR. BIRNAE. HRNSEARE, BIMRASERINF, EESENZHNF], =
BERBITRARNZMB NS, RERIRER, RABE—" “GCERRETEIRNARE . REHKNER
TrEm, AETLEERTRE., RENSARBEFIR:. ERRAAEZTFE—IEPEMNEKT. mRILTRE
B, —1"MEFPERENHEAETEE, ABFEF T, MENR—Z, RITRERIEXN =M. ERAKIRIRE:
“MEZXNMAETF, RITWKEREET. HIMTEREAREREZFE.”

(01:10:29):

FREL, ERMTRE. KTFEABZLBRMNME, RIHBERT . @R, RESREE, AAKMETZEE
Mm% RE. FAFEFZIERR, MNRASFRREEE. B8R, EA—EEE, KT EZERERNERER.
PBE—PEARHEIR.

[01:10:58] Lenny Rachitsky
English:

So is the lesson there, just be real with yourself? | like that you have this forcing function of like, "Okay,
this is getting for real now." Is it like, "I wish we had an earlier forcing function to force us to make a
decision?"

FRCERIR:

FRUAZIIR “WESEK" 13? HRERIMBIAINBENE: W8, MEDERNT,.” MEFAZER!
‘BREFRABAXMREINEL RN MBOREMTF T2 7

[01:11:11] Shaun Clowes
English:

Yeah. | think if | could do it differently, | might not have necessarily been able to 100% change the
decision, but | should have tried. | mean, it was pretty obvious after six months, this thing was a bit of a
zombie product walking, and the least | could have done is said, "This thing is dead." We could have
called it dead way earlier, but instead we proceeded for another year and a half investing in it. And so
that's the bit that makes me feel like real bummer about it.

FROCENIR:

M. WMRBEEFR, HA—EHE 100% HELRE, BERNEZERR. HLATARMRBET, XRARZT
TPER” BT am. HEBNZR: “XERELWT.” FRMERATURFISMIER, ERAONSZKT—F
Fo XA RBIUBRE RS REIMTS.



[01:11:39] Lenny Rachitsky
English:

It reminds me a recent episode with Raaz who is the CMO at Wiz, and she joined us the first PM and a few
weeks into it with doing tons of calls with customers she's like, "I think | need a quick... Because | don't
really understand what we were building. | don't get it." And everyone's like, "I don't either." And it just,
yeah, the founders just had a vague idea what they're doing, but they didn't really have an idea. And that
just sparked a, "Okay, wait, no one actually does. Let's actually get more concrete." And it helped them
pivot. And now, | don't know if you know about Wiz, but they ended up being the fastest growing startup
in history.

AR ERIE:

XA RIIA—5, EEE Wiz CMO Raaz, MfFASE—1 PMIIAE, MT/LARFEAELR: “H8
HIGEER - EARENFHEBRNEEFA, BEFE” ERARE: “HIEENE" eIARE—T
RERALE, HAREM. X5IRATARNBE: “FF, BARAE, BRITMICECZER." XEBIMbIITM
THEL, E Wiz T HE EERERIAEIAE,

[01:12:19] Shaun Clowes
English:

Yes. Isn't that amazing, right? It doesn't mean it's permanently fatal, but asking that question and going
through that reckoning turns out that came out stronger.

AR ERIE:

BHY, KHHETHIE? IFAFTEREXAMENESM, BRREBNIBHZHBRER, RMLBIIZFER
Ko

[01:12:29] Lenny Rachitsky
English:

Scary, but it turns out it's for the best often. Before we get to very exciting lightning round, is there
anything else that you want to mention or leave listeners with maybe a last nugget, something that you
think might be helpful before we wrap?

FROCENIR:

BATRERITA, EEBELEREFN. AHENNBRZR, THEFTABMNARRNG? KEN—_EEHE
w2

[01:12:41] Shaun Clowes
English:

Maybe a couple of different things that | think are sometimes well understood, but just repeating them |
guess because they're very valuable to me. One is that if you let your calendar rule you, then nothing
good will happen. | know people talk about that a lot, but it's surprisingly common in product
management in particular that people end up ruled by their calendar. And so it's related to that whole
look at spend 80% of your time thinking about things going on outside the business. Easy said, very hard



to do, and if you don't do it, no one's going to do it for you. And so it is really hard to be successful unless
you find a way to force that to happen. So to repeat that, also, somebody said this to me, | never looked
up the quote, but apparently Colin Powell said that if you're making a decision with less than 30% of the
available data, you're making a big mistake.

(01:13:32):

If you're making a decision only after you have 70%, either the 70% or 77%, | can't remember the exact
number, when you have 77% of all the available data, you have waited far too long. And I've always found
that very insightful and it relates a little bit to what we're talking about about data earlier, but at the end
of the day, we get paid in product management to make decisions, good decisions, paid to make good
decisions that will deliver business benefit. And a decision with too little data is fatal. A decision that
takes too long and collects too much data is also fatal. So everything, it's about trying to find the balance
of all of these different things to try and deliver business advantage.

AR ERIE:

BRR, BAARAEHING, ERERVEE—T, ARNElIHRZRENE. F£—, WRIKLBHRER,
MASEHFERE, RAMEBARERXD, BEFREEDR, RALXENBERAREE B, XMKHH &
80% BYRSIEIBEIMNER" BXR. RERBZMERME, MRIRAEHNER, RAZBIRER. BRIHrREBCE
g, BMNRER. F=, BABTFHE FREILL, ERERM - ERIRE) | RIREEREANSED
F 30% BIMBURTE, BRREARHVIEIR; BMRIRFRZERET 70% 3 77% BIIEAMRE, BIRF/RAT. &K
REXRERBRS, BHENZAPNEBIERETE X, FRERK, ~mIIERFKERARMBURRE, MEETHR
W SWEEBIERRAR. BIEXDZHHH, FAA. BERSUELERGH. —IEETIHTE, UM
Ak S5

[01:14:07] Lenny Rachitsky
English:

A great way to circle back to all the things we've been talking about. With that, we've reached our very
exciting lightning round. Are you ready?

FRSCERIF:
XRFBE T RIS KIMMFFERS. B4, HITHENRNBRIAT, HE&EIFT7IE?

[01:14:15] Shaun Clowes
English:

Yes. Let's doit.

R EE:

HEET, T,

[01:14:17] Lenny Rachitsky
English:
Let's do it. What are two or three books that you have recommended most to other people?

FROCENIR:



YFHY. AR ABERZSHR=EAHBZ2MHA?

[01:14:23] Shaun Clowes
English:

Yeah, they oldies but goodies, is probably going to be The Lean Startup that I still find actually really
good. And the key lessons in there | still think are very applicable to a lot of people, particularly the
cohort analysis bit, which for some reason | still don't see people do anywhere near enough cohort
analysis. So there you go, that's my little tip. And then INSPIRED: How to build products that people love
by Marty Kagan and the Silicon Valley product group. That's an oldie but a goodie. | think it's got a lot of
the key lessons of product management in it, even though it's been around for a long time.

FRCERIR:

MELLMER, —&AZ (FFmell) (The Lean Startup) , KRB EKAEER, HPWZOBIIEREE
A, LHZ “B8&2M” (Cohort analysis) #853, AMARMELAMRERS AMEETTZAE. B—FE
Marty Cagan 89 (B"%) (INSPIRED), RALIMRAT, BEEET~mEBENAEZOHI/,

[01:14:53] Lenny Rachitsky

English:

Those are some classics. Very cool. Do you have a favorite recent movie or TV show you really enjoyed?
FREiE:

HEREH, RIIBTAESRHBER I ELED?

[01:14:58] Shaun Clowes
English:

I'm watching a program. | don't get to watch very much TV, mostly at night. I like to watch things that are
extremely light, that just don't at all inspire any element of stress and that are very short. So basically
short and funny is basically my thing. And there's a new program on Netflix, | think it's called Detroiters.

FROCENIR:

RROAEE— I TH. RFEFHEM, BEEBRLE, REXETMHIEERN. 28 EHBRENFRA,
T NVEBEHEIE, Netflix LENMNTEMN (KFEEE) (Detroiters) o

[01:15:18] Lenny Rachitsky
English:

Oh, I've been watching that.

R EE:

IR, HWEEB

[01:15:20] Shaun Clowes



English:

Yeah, it's really funny. | really like that. It's so ridiculous, but very funny. So | like that.
FREiE:

=0, EBRE. RREN, BARTE, BREHE,

[01:15:24] Lenny Rachitsky
English:

The main guy, he's so funny. | forget his name. Tim Sweeney or something like that. Yeah, he's so good.
Good one. I've been watching that, I'm loving it. It's very quirky. | think the New York Times quote on
there is "Very weird," the quote.

FROCENIR:

FAKXET, RTTHNETF, F4&W Tim Robinson 2£K, EBHE, HBEE, BEW, FEHRE. (4Y
BHR) LLERNTMIZE “FEEER .

[01:15:38] Shaun Clowes
English:

It's so weird. In the first episode I'm like, "What is this show?" It's not even clear what time it set in, and

it's very weird. It's really cool.
FR3zEiE:
FERZE. BE—&NEE: “XIRKENE? " BEERFTEFERSEN, EEER, BHIFBE,

[01:15:44] Lenny Rachitsky
English:

Yes. Well, good way to describe it. Next question, do you have a favorite product you've recently
discovered that you really love?

AR ERIE:

o T—MEE: REBREXMFALMEFREFN~Mm?

[01:15:50] Shaun Clowes
English:

Yeah, this one, some of your listeners might be using it, but Glean, it's a pretty well-known startup now.
They recently raised a ton of money. We've been using Glean at Confluent for a long time and it's just
amazing. It's just amazing. | can't describe how good it is. And | don't say this lightly because | think
search, like business search is probably one of the hardest problems in computing. Actually getting it
right is one of the hardest problems in computing. Amazing. It's not often | use a product and I'm like,
"This thing is 10 times better than anything that's come before it." It's one of those for me.

AR ERIE:



B, ARRBERRXRELZEAT, M2 Glean, EMAR—RREBZNVEIQR, MY —KEH. HiE
Confluent A Glean RA T, RMIEXME 7. HELENBEESZH. RFARHOES, FATIANEIERE
HENTERERNRRAZ —. BIEEHNENRE. ROUBFMRELRARS “ELLZaBERREERLT 10
&, Glean XWH KR FLBXAFBIF Mo

[01:16:25] Lenny Rachitsky

English:

What's the simplest way to understand what it does for you?
FRCEIE:

AREENAERE—T eIt A?

[01:16:28] Shaun Clowes
English:

It searches all of our organization's knowledge. So the thing you were just saying before, you're like,
"What does AST mean?" If | had that in a meeting, | just open my new tab, it'll automatically take over my
new tab or just like, "What does AST mean?" And it will summarize back to me what AST means and it'll
give me a link to all the documents inside our company that just grab what AST means and then it will tell
me who the expert in AST at our company is. It's like having a second brain. It's an insanely cool

organization searching.
FpERIE:

ERIERFENABLRNNFAERIR. LLafRRIZA R “ASP BHARRE? 7 MIRBEASMNBIIXME-, KR
FHA—IMHIREDL, WA ASPRHARRE? 7, EMSANHKEEEN, RUEABREAERXCILATE
#, EESFRQBEHEXMURNER, MERAETE IR, XMARICRINERSET .

[01:16:59] Lenny Rachitsky
English:

Great tip. Okay, two more questions. Do you have a favorite life motto that you come back to share with
folks, find useful and work during life?

RSz ERIE:
TN, BERNEE. FEEEFANERS, ZIRERENPZEAIIAN, BEIFREETZEIEEERN?

[01:17:07] Shaun Clowes
English:

| think about this one a lot. When | started off in my career, | was an engineer's engineer. | used to very
much about technical correctness and what computers were capable of, and technical righteousness, the
right answer rather than there is only one right answer and whatever. It's a long-winded way of saying
that | often think about this phrase, which is people don't care what you know until they know that you
care. And so I've realized that really being able to influence people, it doesn't matter about whether or
not you're right or whether or not you're wrong. And at the end of the day, it's first about trust and about



relationships and caring about what each other's outcomes are, what their incentives are, and all good
things sit on top of that. Once you have those kind of foundations, then you can build really good
partnerships and that's where good progress comes from.

FhSCERIE:

BERREX—4G, RUEEME, RS2 MRENTIRERM, EERETEARERME. ITENNEED AR I HMH
—HREER. HEERR, RELBMEXGIE: “BRIEANMERXOMI], FUBIFRERMESL”
(People don't care what you know until they know that you care.) FEiRZEI, BEHEEEMWMA, FHR
MHFER, JFRERK, BAREE. XFH, URXOWANERIEMIG . FAIETFEHELEXMEMZ
F. —BEETXITEM, RRERIRIFNUHEXR, XA BIEHIIIRER.

[01:17:55] Lenny Rachitsky
English:

Wow, that is so good. It connects with Radical Candor, similar in theory of just caring. People need to feel
like you care deeply about them before they take your advice. And it also connects with this parenting
book I'm reading called Listen, that a previous guest recommended, which is all about how your kids
have problems when they feel like your connection to them is weak. And so the solution is to build a
stronger connection for them to know that you cared deeply about them. So this is really, connected so

much of what I've been reading.

AR ERIE:
B, KIET, XM (MEEZH) (Radical Candor) HVIBLRE, ZOEE “Xd o FEANHEZIRIERING,
MNEBRXRZIRRR M OMA T, XU FAERKIEEIEN—RT)LP (M) (Listen), B—UZRIMNEE

WER, BER, HRFREGSIMAEETHEN, MEhMnH, MRS RBETERERE, LtbiIREMR
REFROMA]. XMFBIRIRES REER =4 T H5,

[01:18:26] Shaun Clowes
English:

Yeah, exactly.

FRCERIE:

R, IERIL.

[01:18:26] Lenny Rachitsky
English:

Great one. Final question. You were born in Sydney, folks can maybe guess by your accent. If someone
were to visit Sydney, any tips, anything you think they should check out, favorite thing in Sydney?

FROCENIR:

KEFTo miag— N REEEERE, AXMRHOSHERLFK. WREAEEBRKE, (REFTAERN?
Bftan BBt A REEREIE?

[01:18:38] Shaun Clowes



English:

Yeah, Sydney is a really beautiful city and it's kind of famous for its beaches and it's basically a
metropolitan city. People probably be very surprised when you visit it. It's a very big city, very
metropolitan, a little bit like New York, but New York with really beautiful beaches, if you want to think
about it that way, it's kind of crazy. But there's actually a ton of really cool nature and beautiful things all
around Sydney. And so if you want to do something like off the beaten path, you can actually go to,
there's an area called the Blue Mountains, which is like an hour and a half drive from Sydney, and you can
abseil down a waterfall, which is, well actually firstly you go canyoning through a canyon full of water,
and then you abseil off a waterfall at the end. And if you're looking for just a really beautiful, fun kind of
adventure like thing, an hour and a bit away from a massive metropolitan city, that's my sort of happy
place. Really beautiful outdoors stuff while also next to a beautiful city.

FRCERIR:

KER—EIFEEMAET, LUSHER, B— AT, METHRERIRYE, TIEEKX, EFEEE, BB
42y, BRE “TEMBHRMNAL” . BEALERLSEHNBEARZM. MRMTEBIRFIEN, AIUEE
W (Blue Mountains), BEREARA—MF/NEZEIR, (RAILEIT 2" (canyoning), Ed7mKBIBkE,
R=ENBEL “&BE” (abseil/rappel) TR, SNRFBEBAEH—EIERIZRIM S FHEMNEHE R,
BREN “REREIK ., BELENFIHEM, XEDEMAHET,.

[01:19:31] Lenny Rachitsky

English:

And you said you sail, what sort of sail off a waterfall?
R EE:

RIS “sail” ? H+AarFRIRAGEEMZf LB T 3R?

[01:19:34] Shaun Clowes

English:

Abseil. You might think of it as rappelling. Rappelling, | think. Yeah, lowering yourself down on a rope or...
FREiE:

2 “Abseil” (EFF§). EXEEMRIITATREN “Rappelling” . MEAEFIEECHETH.

[01:19:41] Lenny Rachitsky

English:

Got it. Because when | hear sail, I'm thinking a boat just jumps through over the waterfall.
R EiE:

BAET. EAKIAE “sail” LARMMEEENER LY TE.

[01:19:47] Shaun Clowes

English:



Oh, no, abseiling which is also, | think in the States you guys call it rappelling.
FRERIE:

R, 2 “abseiling” , EEM “rappelling” o

[01:19:51] Lenny Rachitsky
English:

Rappelling, yeah. Wow. Very cool. Shaun, you're awesome. This was extremely cool. Thank you so much
for being here. Two final questions. Where can folks find you online if they want to reach out? Also point
folks to your Reforge courses that you created. And final question, how can listeners be useful to you?

FROCERIR:

PR, B, KEETo Shaun, fRAHT, XRKIFFEREF. FEREIMER. REM DR MRAKE
KRR, EMEATLULEIR? BIMNEBNEA TIRH Reforge IRTE. &f&, AARMEANRERTA?

[01:20:07] Shaun Clowes
English:

Sure. Yeah, so my Reforge courses, you can check them all out at reforge.com, as you mentioned, the
retention, engagement course and the data for product managers course, so love to see folks get some
value from that. Lots of people have been through those courses already and | really get a lot of value
from it because like | said, one of my goals is to help all of us be better product people. | think our
leverage could be massive. Where you can get in touch with me, obviously on LinkedIn, but also
ShaunMClowes on X, if you want to get in touch. And in terms of being useful to me, | mean, broadly
speaking, I'm always open to new ideas. If people have ideas about how to do better B2B, PLG, better B2B
product-led sales, for example, better ways of going about distribution and product-led sales and
product-led growth inside enterprise companies, hey, I'm open to learn myself. We're all in one big
journey learning how to do this better.

FROCENIR:

¥, FHY Reforge IRFERI LATE reforge.com %%, B1F (BEFES5E5E) Ml (FRIEENEIES ). FEKX
KEMFPRE. BEEERZALEXEIRT, RUREAL, RARNBIRMEHEEARBRAETN~@EA, K
MR EREE AW, BERAKMIE, BT Linkedin B3 F, HEHE X (B Twitter) EX3F
@ShaunMClowes, ZFEERFK, K—BEXNFEEIFHARSE. NRAKE B2BPLG. F~RIRHHEE. =
EABBIARBHSEZFNEKATETFNRF, DR TR, HUERMES, HNBEERRRNOEIDXGE
ST

[01:21:01] Lenny Rachitsky

English:

So true. Shaun, thank you so much for being here.
FRCEIE:

HasEutt. Shaun, JFERRBEHREER.



[01:21:05] Shaun Clowes

English:

Awesome, thank you very much, Lenny. It was great.
R EE:

XET, EBRE, Lenny, XRKIERRIR,

[01:21:07] Lenny Rachitsky
English:

Bye, everyone. Thank you so much for listening. If you found this valuable, you can subscribe to the show
on Apple Podcasts, Spotify, or your favorite podcast app. Also, please consider giving us a rating or
leaving a review as that really helps other listeners find the podcast. You can find all past episodes or

learn more about the show at LennysPodcast.com. See you in the next episode.
FRCERIE:

B, &, g, MRMESAETEENE, "TLUTE Apple Podcasts. Spotify SifRERIER N AS
ke 556, BEBATRNNTOHE TITE, XeeBIESIRLIFZA]. RAJLTE LennysPodcast.com %!
FHFMETER TRESER. HTHBR.



