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[00:00:00] Lenny Rachitsky

English:

Is performance marketing just something every company should be doing?
FEiE:

52 (Performance Marketing) B8 MABEMNIZMAIEEL?

[00:00:02] Timothy Davis
English:

Hot take, paid is for everyone. If you look at the way each platform is doing, Google, you have to scroll
pretty far down to get to an organic listing. Meta, it's almost a pay for play now.

FRCERIR:

FHIL R PTRELL A . (MERHET EEFIE A, MRMRBEZ N FAIK, 7E Google £, fRFETEFAL
REEIIBARRER; M7 Meta £, ME/LFEZRRE “NE LRSS BT

[00:00:13] Lenny Rachitsky
English:

When you take over for an agency at a company, you crush their performance within a month. I'm curious

to what you find they are doing wrong?
FpERIE:

HIMEF—RATNRENGSE, MEFEE—TARAXBRAMMIINLS, HRENE, RAIMMI1E
EMREMREE T ?

[00:00:20] Timothy Davis
English:

Instead of thinking about being on top of the page, and that's like ego marketing, | want to be number
one. | want to be there all the time. It's about showing to the right person as often as possible.

AR ERIE:



REAREEHERER, BEEGE ‘BEOEH (Ego Marketing) —HRUMEE—, HATBSZIHIL
EARE, BRIERXEET, RAaEMEtE “ERNAN" BRI S

[00:00:31] Lenny Rachitsky

English:

Any other tips for people just to experiment with the platform?
R EE:

TFABLENIFIAE T A EMSEIRMIA, EEFARNG?

[00:00:33] Timothy Davis
English:

Each platform is different. The user behavior is different. Make sure you're not too hard on yourself if it

doesn't work. It's okay to fail because we're either winning or we're learning.

AR ERIE:

BT EEAE, BRITABRE. NRKNWKMI, AMECKTL. KKEXHR, HARIMNBARER,
BARHEF o

[00:00:45] Lenny Rachitsky
English:

Today, my guest is Timothy Davis. Timothy has led performance marketing for all of Shopify for the past
two and a half years, and as a consultant has helped companies like Pinterest, LinkedIn, Redfin, and
Eventbrite kickstart and scale the performance marketing teams. In our conversation, we get incredibly
tactical on all things to performance marketing and paid growth, when to start investing, how to run signs
of life tests on each platform, what platforms to investigate and what platforms to bet big on, what types
of companies are best suited to invest big on paid growth whether you should invest pre-product market
fit or not, what agencies often get wrong and what to look for in your investment when you're just getting
started? Plus, what your first three hires should look like, tips for which platforms are most interesting
right now, a peek at Timothy's actual reports that he runs to judge performance, if you're watching this
on YouTube and so much more.

AR ERIE:

SRIEZER Timothy Davis, Timothy T ERFFE—HWMT Shopify 2IKNEERELIE. ERMIA,
i Z#EBf Pinterest. LinkedIn. Redfin 1 Eventbrite ERBEIBEIHT AT LY EHA. ERHRMNBIHIES,
BAVERNRIT SR E NI BIEKWAE LIRAT . ANABRAN. NAEZSTFEIET “EmTR” (Signs
of Life) Mk, MLFEES AR WEEREC. TAENAARESAIMEANGEIGEK, AR~ RmTH7
2E (PMF) ZRIRBMNZEAN. KEVAZEILHAE, URNESZIEHERN? i, BRITESH
FF =B RTZBAAENA. BRIREGSXINFSEIN, WMRIRE YouTube EXNE, FEEEEI Timothy A
FRITHN SN ELIRESES,

[00:01:37] Lenny Rachitsky

English:



This episode is for anyone who's trying to figure out how to kickstart or improve their performance
marketing investment, and | guarantee you'll get something out of this that'll make your life better. 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 future episodes and it helps the podcast tremendously. With that, | bring
you Timothy Davis. Timothy, thank you so much for being here. Welcome to the podcast.

FROCERIR:

X—ERAPLEEERHHAUSHEEEANNAEEN, RRIETaNPREHEEX, NRITERXNMEE,
ST EEBNEENAD YouTube HITHMXE, XB@#RETEETENRT A, AR IBEEEER,
WAE, IEFAIVGE Timothy Davis, Timothy, JEERGSREER, WHRRETH,

[00:02:04] Timothy Davis

English:

Yeah, thanks for having me. A long time coming.
R EE:

HhEEE, BEEAT.

[00:02:06] Lenny Rachitsky
English:

Yeah, I'm really excited we're finally doing this. | actually posted on Twitter for people to suggest
questions for this topic and there's just so much interest in what we're going to be talking about, which
essentially we're going to be diving deep into all things paid growth, all things performance marketing. By
the way, | have a cold. For people, if in case you wonder why | sound a little weird, but the show must go
on. | want to start with just setting a little context for folks that aren't super familiar with performance
marketing and paid growth. When we talk about performance marketing/paid growth, first of all, are
those two terms interchangeable to you? And second of all, what falls under the umbrella of performance
marketing/paid growth?

AR ERIE:

EHY, FWRME, HZAITE Twitter EIESESAXFE, AKNENNBZWIETEERANE, BRESRANRN
HTERERMNSWEH, INER—T, REET, NRAEREFFTERIRIBERIR, ETNEERHAS. HBEANF
AAEX LSRN, HRNKCENEENARIL K, B, XA MINIRRIRER LUEIREY
15?7 HR, SS0EH/NRIEKAEKREPLERNS?

[00:02:42] Timothy Davis
English:

Paid can be a lot of things. It can be online, it can be offline, it can also even be affiliates. Typically, when |
talk about performance marketing, it's about online only, but you could argue offline could be
performing and affiliates could be performing and stuff like that. They can be interchangeable, but |
would recommend if you are talking about it, to specify which one you're talking about. Because when
you do say paid, because I'm in the industry, | would just, "Oh, they do Google Search and they do Meta
and they do things like that." But if you do offline and you just say paid, we may be talking about things,



but missing each other on two ships passing in the night. So | think historically, people, when they have

said paid growth, have been fully focused on just online.
R EIE:

“928" (Paid) BIERZAA. EAIMEL LY. &TH, EEFTLIEKEERE (Affiliates), BEHRHIKIL
‘GRHETH B, IENEAL LS, BRI UECHA THRBEEHLIURESMN. KXW MIATUE
i, EREWEITICHRFABAEEN—1. BAENIERAL, SRER “HE” 8, RZEHEKEE
Google & &, Meta " HZER, BUIRMMANZBLTINRE “HE&” , RITTERMAE—RILE, MK
RRPEIOFEM. FIANMALELE, MR “FHREK i, BETeRET4E L,

[00:02:43] Lenny Rachitsky
English:

Just online. Okay. Got it.

FRCEIE:

QR%tE. 89, BAART,

[00:03:31] Timothy Davis
English:

But | would argue in the last couple of years, you could definitely roll offline into that conversation as

well.
AR ENIE:
BFINAESTELER, RENBAILUEETEDHNAXMTILTEHE,

[00:03:38] Lenny Rachitsky
English:

Okay. So performance marketing, when someone hears that term, it's essentially marketing that you can

measure the performance up.
FR3zEiE:
BAR. PR “GESH" , MEBRNX, NRLEMBIRAIUEEHMR (Performance) BIESH.

[00:03:43] Timothy Davis
English:

Correct. Yes, nail on the head.
R EE:

=i, —ftIli.

[00:03:46] Lenny Rachitsky



(Note: This segment is a sponsor advertisement for BuildBetter.ai and OneSchema. | will provide the

translation for completeness.)
English:
This episode is brought to you by buildbetter.ai... [Ad content omitted for brevity but translated below]

AR ERIE:

ZETEH buildbetter.ai 281, F1E 2020 F Al X2 EtABY, BuildBetter FAMEE BER /L = mEAPARYE E B
£, RHEFSK, BF 23,000 M= REIAESXEA BuildBetter WEHI Al, B, TR~ RIAR. HEH
E. IR TRSIEEMEEIERACAEMNRER, R, CREEXERRERMANTIER. AR LENNY a3R
18 100 E7oiki. LbSh, RS OneSchema B HF, MMi1ZEENF~MEIPAIZIAS NE 2K CSV #U3E, 91 ERP R4
i,

[00:06:32] Lenny Rachitsky
English:

Is performance marketing just something every company should be doing or is there certain business
models where it's like, "No, you're probably going to grow through other channels mostly like SEO or

sales or word of mouth."
FRSCEIE:
SHEHEERATENIZMNEFBE? FRHFELEH IR TESEY SEO. HEROMEFHMREIZK?

[00:06:42] Timothy Davis
English:

Hot take. | would say, paid is for everyone. If you look at the way each platform is doing, Google
introducing Al, plus with paid taking up the first four spots, you have to scroll pretty far down to get to an
organic listing. Meta, it's almost a pay for play now. You have to do promoted posts for people to even see
your content. | would say it does depend on the industry you're in. If you're say, leaning heavily into
influencer marketing, that is still a paid component. You may not be doing Meta ads, you may not be
doing paid search, but that is a paid component. But | would say at baseline, everyone should be doing
paid search. The way | usually explain it to people is paid search is user driven. You have to type in a
relevant keyword for your ad to show. Anything else is more disruptive media.

FRSCERIE:
BEM S BINANERBESFIEA. BERENTEEE, Google 3INT Al, MEMET&LHETHIED

I8, MSEIRAZT BRI EAHE. Meta JLFRT “NERKR BIXT, ROTITHET, AT EEER
RS, S, XBURTIRFAENITIL., MNRMFEERXRMIAEH, BHLBEMHEN D, (ReTEEREE
Meta ImETHERT &, BRKARMEANL. ERIANNERE, SMALZMAFIERT . RBBXIFR
B NBEERE “APRX” 1, APSIUEANEXHNXEIE, RN &7 28R, RItZIMIEMAZ A Z
BF “FHLEEK” (Disruptive Media) o

[00:07:36] Timothy Davis

English:



You're on Meta and you're looking at pictures of babies and cats, and then all of a sudden, you see an ad
for Shopify. You're watching a YouTube video, maybe a YouTube podcast, and then in between, you get
advertisements maybe for Shopify, maybe for Pinterest, maybe for Eventbrite. So all of that being
disruptive media may not make a whole lot of sense for where you are as a business, but | would say paid
search being user-driven, having to type in a relevant keyword for your ad to show, should pretty much be
for just about everybody.

FROCERIR:

EbIN1R7E Meta LB LAIENER A, RAFE Shopify M7 &; HEIRIEE YouTube LT, AEHERET
Shopify 8¢ Pinterest /™ &, XETFHINFEAAIEH A E SR SFAABMER, ENBIEREAF X5hTFK
B, REBAPRANEXXER SA LR, XLFEEHE A

[00:08:11] Lenny Rachitsky
English:

Everyone should do it. Super interesting. There's also the most companies grow through one growth
engine primarily, say word of mouth, or SEO, or sales or paid. So for some companies, paid will be most of
how they grow like say, | always think of Booking.com and Credit Karma and just like most of their growth
came from paid growth online, paid growth. For some companies, it's just like a layer, a small 10, 20% of
their growth. What are signs that you have the potential for paid/performance marketing to be most of
your growth, like say 70, 80%?

FRCERIR:

FPABIZM, XEEH. KEZHABTFTEBI—MEKS|IZBELRE, tbiIOE. SEO. HEW(THE, WELER
FRiR, (TEEEEME KSR, thil Booking.com # Credit Karma, ffi1TAZBIILKRKBL LF8, BT
F—LERFE, (FEIABWLERE, & 10-20%, BWLETREKE, —RABEEBIILAE/SHEHM ALK
F7/ (bband 70-80%) ?

[00:08:47] Timothy Davis
English:

| always say, where are your users? You will have some data that will allow you to understand that say
right now, you're doing really well on TikTok. Some would argue that's an emerging channel right now.
Great. If that's doing really well for you, maybe you take... Because that content could be used on
something similar like Snap, see how that does for you. You could also lean into your Google Analytics or
whatever analytics tool you are using and see if you're already getting users from that platform. If you're
currently managing that, if you don't have a profile on there and obviously, you don't have a presence, it
would be really hard for users to find you and get there. But always look at the data that's available to you
within your analytics platforms and say, "Users are already finding us here. How can we turn that knob up
to 117" And you can do that with paid.

FROCERIR:

BERZ0: FHEFPEWME? (R LUBSHIET EE, thafRIEE TikTok EXRIIRIF. BARRILEITE
B, KiF7, BRARIGE, WiF R IEXLERNBZAELRMIFES (W Snap) Likid, fREIUEE Google
Analytics K EM A THR, EEEEEELERARPMENTEEERT. IRFEENTFE LT2REKSHEFE
%, APRERIIR. E—EEEUEHE:. “BAPRFELEXBRIKNT, BIVEARERXMeHITIRK
(Turnitupto11) ? 7 BIEFEL, RREEMEIX—=.



[00:09:46] Lenny Rachitsky
English:

Is there an example of a company you worked with that's known that as an example of that, where you're
like, "Oh, | see everyone's looking, finding them on Google. Let's go turn it to 11."

FROCERIR:
BREMEEINATGNF? LR RIMAKERTE Google E#fthli], ARME: “IBIHEEAFIRAMRE”

[00:09:55] Timothy Davis
English:

Yeah. So there was a company | worked with a couple of years ago called, Hairstory and IPSY. | know, very
funny. Guy with no hair working on a company called Hairstory, but they were doing really well from a
Google shopping standpoint. But when | started consulting with them, we looked at the analytics and we
actually saw that they were getting a lot of people from Meta and TikTok at the time. And TikTok was very,
very new and they didn't really know what to do with it. So said, "We'll do a small test." We can start on
Meta with just some customer testimonials. Let's see how that does. We'll get interest in, build a funnel,
get retargeting, and hopefully get conversions. TikTok was so new at the time that it was like, "We don't

know what's going to work. Let's just try with what is currently available."
R EIE:

BB, JLERIKAET Hairstory # IPSY, FAEXFIFRRY, — MR EBIAZE—KM Hairstory (k&
F) NRBIE. HEHME(ITE Google Shopping ERIMIRYF. BEAEAMITREZ TN, RNNEET DK
1’2, RMUNEREAFRE Meta # TikTok, BREY TikTok BIEEHT, MAIFRMBEZEAD. FRER: “H
AN ” FA1SETE Meta ERM—ERFIEST &, BERR. Bk}, MBEH (Retargeting),
SEE . HBY TikTok XY, BATFRMEBHAZREY, WREAMRENEMTIHIR.

[00:10:47] Timothy Davis
English:

Then once we started doing it, we started noticing, "Hey, this doesn't make a whole lot of sense from a
creative standpoint." We were missing the mark of what we were using on Meta was working, was not
working on TikTok. So you can't always just take what is currently working on one platform and apply it
to another because it is a different user experience. It is a different mindset that the user has when they're
on there. So that was an example of where we were able to take those instances, look at their data and
say, "They're already finding us here. How can we turn this up a little bit?" And | don't remember the
numbers exactly, but it was pretty exponential.

AR ERIE:

—BFaM, HOMEIM: T8, MEHM (Creative) BERE, XFANE.” FH(E Meta LEMAIKRA,
£ TikTok E5e2F 1T, PRMMRREEERIE— N T Al REREERS—1NFa, ENARGRMAR O
BSTRERE. XMEB—T01F: HNURKE, RMBAEBEERET, ARREMARRAN. HFIZEHILL
FT, BIEKEREHRN.

[00:11:24] Lenny Rachitsky



English:

Okay. So the core advice here so far, is look for where people are coming to you from today, and then that
gives you a sign of where you should start to think about running paid ads, performance marketing on

those platforms.
FRERIE:

BAH. FRAZIEfALERNZOBIGE: MRIAEAMNBMBEREIRE, XSLIR—NMES, SIFIRNIZTSR
ZSEWLET S LRI TR SHMESNEE,

[00:11:38] Timothy Davis
English:

Yeah. And also, there's a saying that my current director likes to use, which is signs of life. You can always
do a very, very small test. You can just put a little money into a platform, see if there's a sign of life. If
there is, then you can pull back and say, "Okay, we have signs of life. Now let's build a campaign around
that." There's no reason to say, "All right, we have a signs of life. Let's now turn it up all the way." Do we
have the right creative? Do we have the right campaign? Do we have the right messaging for the users on
this platform? Then let's take that approach, as opposed to just, "Hey, signs of life, great, go run a
hundred miles an hour." Make sure you're doing the right thing when you get into those platforms.

FROCERIR:

B, BUENRBEWA—MEIM “EamilR” (Signs of Life) s REZAILUEM— MR, BA—R
Rk, BERERARN. WRE, BRENRA: 9, N7, HAERNEEZXI ME— 1 TENEHEERD.
BRYB—BHEIMIUZESERNH, BNERE: ZME? EHREXNG? 3z FaRFANEEEEY
13? EREXMIBILIRITOG X, MAR—EE "“EalR” mEEEH. #NHTEN, BRE—IMES
IEfio

[00:12:22] Lenny Rachitsky
English:

Let's follow that thread. A lot of people run little experiments on say, TikTok, and Snap, and Twitter, and
things like LinkedIn, and they often don't see a lot of results and it's always like, "Hey, did we do it wrong
or is it the platform's not working?" | know it's a very difficult question to give like, "Here's how you do a
sign of life test correctly," But what are some things that you think either people do often wrong when
they're trying to experiment with the platform or that you just think they should do when they're trying to
look for signs of life?

FROCERIR:

55 X IEREEN, 1RZ% ATE TikTok. Snap. Twitter 8 LinkedIn Lf#/h\SR38, FEBRITALALER, AR
UL BRIMGET, ERTFERT? 7 HMERELE —MIEER, BRUAAATESK “EanBR”
B, @EMPLEM T T ? HEIRIAAEIINIZEAM?

[00:12:49] Timothy Davis
English:

The number one thing | tell people all the time is use your own data, start with your own data. So take the
existing customer base you have, load that up into the platform to build lookalikes. From there, you can



do... And I'll use Meta as the example. You can do a 1%, all the way up to a 10%. So 1% match, 2%, 3%, so
on and so forth. What | tend to do is build ad sets, one at 1% because we know that one's going to be
highly correlated to what we're looking for. Then a two to four, and then a five to seven, and then an eight
plus. More times than not, the eight plus does not work, but there have been times where it has, so it's,
"Hey, let's do it. Let's try it." But if you also have a very limited budget because some people don't have
the luxury of having an unlimited budget like we do in some of these other companies I've worked at, just
start with the 1%. See what that sign of life is because you already know that this is so tied to your
existing customer base.

AR ERIE:

R—HRBRANE—HEE: FAMECHHE, NBEEREFG, BARRENEFFAFRIELELRTE, 21
“EKMZA” (Lookalikes)o LA Meta Affl, fREJLUKE 1% F 10% BHEME. REESEIFRN HA:
— M 1% 8, RARMNMEXBIASERSERX; ARERE 2-4%, 5%, MUk 8% L. KEHIFRT,
8% U ERMRRY, ERRUSERE. IRMFHNAREEEER (FERFIN—LERQBBETRERR) ,
ABFM 1% FFi5. BEXHOH “EalR” , AAXBIRRSRNEEF &IEL,

[00:14:02] Lenny Rachitsky

English:

What are these percentages referring to? You may have mentioned it, but when you say 1%, 2%, 3%.
R EIE:

XEFDLEREIEGA? (RRIARET, EREIFAMERET 1%. 2%. 3% BEXE?

[00:14:07] Timothy Davis
English:

Yeah, yeah. So that is how closely tied they are to that user's behavior on the platform. So they're 1% tied
to what they're doing. They're visiting similar pages or they have similar behavior on the platform, so
they're more than likely going to be tied to what that user... They're not going to be that user exactly, but
they're going to be very correlated to them where 10% is pretty wide base that you're going hit.

AR ERIE:

B, XNKRTXEZRQRSMAEAFEFSITHLIEREE, 1% EREMNSRAPNITASE—E, Lt
NI RI AR DTUE B A RINBYIRIE, PRUAMBIIIRERIREFE XK. MINARERERABFAEA, EEXMERS. M
10% NB—NERET ZHIR RE.

[00:14:35] Lenny Rachitsky

English:

| see. So the smaller the percentage, the closer they are, the closer it will look like there.
R EE:

BAR7T. B, ZRMEEE, BREERMBEGMTNAEE,

[00:14:39] Timothy Davis



English:
Yep, there you go.
FRZERIE:

R, X,

[00:14:40] Lenny Rachitsky
English:

How do you know if it's the creative that is failing versus it's just never going to work? Is there something
that tells you that's what's not working?

FRCERIR:
REAFIETR “BM” A7, ERXNRE “RETHE” ? B AETESIFREIREMEL T RE5?

[00:14:47] Timothy Davis
English:

It's a million-dollar question, to be honest with you. Because you could look at some of the metrics that
currently exist in the platform. Click-through rate basically just tells you, are the users engaged? Because
start with the target. You're getting the impressions are there. Is the target right? That should be your first
thing. Yes, the target is correct. Users that we want to see are seeing our ads, but they're not engaging
with it. That would be the first thing. But the part that | think you're really trying to ask is creative versus
the content. Because sometimes depending on the ad unit, you could have a story creative that is literally
the creative has to stand on its own, not necessarily the content that's in it, but something like an in-feed
creative has a headline, a primary, a description, and a creative.

FRZERIE:

ELR, XE—MMEBAERNEE, (RAIUETFEIENET. REZX (CTR) EXELHRFTAFRERES
57, BARBEBIRER: BTRE (Impressions) Y, FRAMNG? XBE—H. IRZREXMNH, B
ABE T HEERT, EMEBENMES. BRIANMEERRNZE “AREM" 5 “RE X5l RARE
[TERABAR, bl Story &, EMAESRBABEIRIIISIA; M Feed A SME SR, [EX. #WANME
o

[00:15:15] Timothy Davis
English:

That's where honestly, the only way you're going to get an answer to that outside of the data that's
available to you like click-through rate, reach, frequency and all those things to pull in more metrics, is a
focus group to understand, "Hey, when you saw this image with this content, what was your result from
it?" Now, you can build a test within the platform to do a control versus a test where say, you take the
creative with the same primary and the same description versus a creative that's just your logo with the
headline and the description and see what the results are. But more times than not, you're not getting the
understanding from the user of, well, why doesn't that creative resonate with you? And they'll give you
suggestions in the focus group. Why does that work better for you than not? So that's a really, really hard
question to answer without having those dialogue with the user to understand that.



AR ERIE:

WEIE, BT RER. AR, SUXFRIR, B—kRFIERNGENERIER/NAE (Focus Group) &
TR "SREIXKERRELXEXFH, (REFARE? 7 S, REAUEFERMA/B N, thilAE
HHXEEARNER, HEE—TRE Logo WEIRELSR. BAZHREE, (MEEMNKIERSHNAR “Att
AW ORFEEHRDG, SRNARSIFRRE. MRASAFPEEMNE, XHEER—MRERIZERE.

[00:16:34] Lenny Rachitsky
English:

Yeah, that makes a lot of sense. How long do you recommend these tests run for these signs of life tests?
And | like this term, by the way. | haven't heard this before.

AR ERIE:

REEE, MRINXE “EadR” MRiETE2RA? IER—T, FREWXME, Ugind.

[00:16:40] Timothy Davis

English:

Ideally, in a perfect world, you're going to hear the word, statistical relevance. Mathematicians will tell
you exactly what that number is. And I'm not going to pretend like a mathematician, but a lot of times, it's
budget constraint. So there could be a VP finance. Anyone like that could just come to you and just say,
"Hey, do you have $25,000 for this test?" You only have 5,000. Just get that information, get that data. You
can then also build an off size off of that. Hey guys, we worked with our Meta partners, we worked with
our Google partners. We put $1,000 behind this test. We know that our impression share was this, our

reach was this. If we were to put $10,000 into it, this is the expected return we can get from it based on the
click-through rate, the conversion rate that we got from the test that we ran.

FROCERIR:

BREEBERT, (MaRE “GitFEEM” (Statistical Relevance) XM, MERSSHIFIFBIINEFT, BR
HERHFR, BUNPEEBURTERG. WESRISHEATESRR:  “XNILE 2.5 5EmTE? ” MiRR
B 5000 %£7T. ABFLAX 5000 ETERIEIE. ARMRAIUEFUIMHEE: FITEANT 1000 £, BRHE
MAAERZ D, MREAN 1 HERT, ETEINREERNEAE, TUENERsEZD,

[00:17:34] Lenny Rachitsky
English:

Got it. Basically, we have limited number of dollars to spend. That'll tell you how long you could run one
of these for.

FROCERIR:
BET. B4 L, FBRRETIRERZ A,

[00:17:41] Timothy Davis
English:

Yeah.



AR ERIE:

=i

[00:17:42] Lenny Rachitsky
English:

Any other tips for someone that's trying to experiment with a platform early on for these signs of life
tests? So one is try a lookalike that is the most targeted version of the lookalike. So 1% you said, and then
incrementally grown and incrementally increase that percentage as you spend more. Any other tips, |
guess, for people just to experiment with the platform?

AR ERIE:

MNFRLERRZIH “EdZR” WHABA, EEAFHAENE? F-FEIZHARBENERMUZR (1%), ASHE
ERNEMZ AT KELF. EHEHIBIIE?

[00:18:04] Timothy Davis

English:

Make sure you're not too hard on yourself if it doesn't work. A lot of times, companies I've either
consulted with or worked at, there was always pressure or there was always a need to succeed at
whatever experiment we put into market. | believe in creating an environment where it's okay to fail
because we're either winning or we're learning. And more times than not, if we put something new into a
platform that we know nothing about, we're learning the bells and whistles, we're learning the
functionality of it. Just know there's going to be things you're not going to understand because each

platform is unique, each platform is different, the user behavior is different. So give yourself some grace,
understand that this may not work. And as long as you're learning from it, you're going to be okay.

FROCERIR:

NR=m, FNBEESKFTL. HEWIHTIEINREAR, SRE—MBAMINNES. EREENZE
E— “RWKRW BIFR, AARMNEARER, BAREFS. HENEAN—TEENHFEN, K2
EFIEHZMINEN 8. ZERAS T TaH2IREN, APTAERE. SEC—RER, BERAERNK
BUEISE, RBIREEMFFES, mKiAH.

[00:18:56] Lenny Rachitsky
English:

| love that. In terms of which platforms people should explore, obviously there's Google, there's
Facebook, Instagram, what are the platforms people should seriously consider at this point?

FROCERIR:

XiET. XFFEHIEE, BRT Google. Facebook. Instagram, IEARIEMIZINEEZEEHLEFEE?

[00:19:09] Timothy Davis

English:



Google for sure. And when we say Google, let's make sure everyone understands what Google entails.
Google is YouTube, Google is Google search, GDN, Google Display Network. There's a lot of things in
Google that you can do. | always say, if you have the creative available, you should really, really be looking
at doing video because video is one of those things that I'm very bullish on. It is doing really well when
you measure it the right way. And as long as you can get that creative and get it consistently just because
you have one piece of creative, if it's doing well, you do need to have that creative refresh, kind of that
flywheel going. Make sure you're doing Google Search, again, user-driven, YouTube, and Meta, and Meta
contains both Facebook and Instagram. And then based on the data available to you, if you do see users
on TikTok, definitely go after those. But if you're just starting out and you just want to get your feet wet
into something, | would say start with Google Search, then get into Meta. And if you have video available,
definitely get into YouTube.

FROCERIR:

Google EEE#, HA1EAH Google @&+ 4: YouTube. Google #Z. GDN (BRTEBRIEME),
Google BRZITE. HEREW, MRIIREEM, —EEEHWM &, KIEETEFIUM. REGSTYH, MR
MIEBY. BIRFAERE—FEM, IRURY, MEEFEENEM, R “EM TR . BERIRET
Google #Zx (FHFIETN) . YouTube #1 Meta (8% Facebook l Instagram) . REIRIELIE, WMNRIRAIA
F7E TikTok £, BRFEER TikTok. BIIRIRNIEESIRK, HIBINAM Google IERFIE, ARG Meta,
MRBMINEM, —EEHK YouTube,

[00:20:19] Lenny Rachitsky
English:

Awesome. Okay. So Google Search, YouTube, Facebook, Instagram, TikTok. What about LinkedIn? Do you
see things happening there for say, B2B companies?

FRZERIE:

X% T, Google #Z. YouTube. Facebook. Instagram. TikTok. #B LinkedIn I8? {R5i1SE X} B2B AEH
FArg?

[00:20:30] Timothy Davis
English:

Yeah. LinkedIn is very expensive in comparison. So just know if you're going into LinkedlIn, it's going to
look almost three times more expensive than other channels. The targeting that's available on Linkedin,
knowing job titles, industries, actually targeting people at certain companies is very powerful. The
example | always tend to use is that | worked at a company called SoftLayer. SoftLayer was acquired by
IBM because they were trying to build out their cloud portfolio, couldn't do it. So they're like, "Hey, let's
do the next best thing and buy this company." But when we were just SoftLayer, we were trying to get
Coca-Cola as one of our clients. And you know those Coke freestyles where you can pick whatever drink
you want and put the flavor in it?

FROCERIR:

2M, L2 Linkedin IEFE &R, fREHIE, Linkedin AR EEREMREN=1Z, EEMNEBINAEIEER
K (REILUARIBER (L. 17, EEEEHMFHEATINR T, BEEN—MIFEIKE SoftLayer TEEY,
SoftLayer [52R# IBM BT, E79 IBM MR\ SEZETI, FUREE T, HEEITEZE SoftLayer,
FEREZETAI ORI NAER. REREIMHEIRBEINL (Coke Freestyle) 13? FhERAILUEIRAIHMNOLRAY
ARF,



[00:21:21] Lenny Rachitsky
English:

No, that's awesome.

R EE:

&, BXREET

[00:21:22] Timothy Davis
English:

Oh man, these are great. Maybe it's a cell thing, but basically, you go up to a Coke freestyle and say, "I
want Dr. Pepper and | want cherry flavor in it." Or you want Coke Zero with cherry and vanilla in it, you
can do that. It's the freestyle you get to pick. The reason they wanted it to be cloud-based is because
there's a ton of drinks in there. So you need to be able to efficiently and effectively say, "This store needs
more Sprite or this store needs more Sprite Zero." Because you have your whole portfolio in this one
machine, so you want to be able to update things more readily. And it was between us, AWS and
Microsoft. And met with the sales team and said, "What do we need to do to win this?" Because it was a
big ticket item for us.

FRCERIR:

AiET o BZ EREILLE Dr. Pepper IIMEMkER, BERRMERNER, IO RFEXENBEET o
B9, EAMEMEXRSZT, tIFESWMEE. "XRNEFEEZER, ﬁBéﬁFm%%E%‘?%o” EAFRE™
mEE—EaNRE, WINFEMEEN. JNRENFE AWS I KREER: “RINEEAMAE
m? 7 EAAXHFATHERZ AR,

[00:22:14] Timothy Davis
English:

And what we found out was they had two concerns about us: it was recency and private security. So what
we did was we found out where the decision makers were. So A, in LinkedIn, we took the anyone who
works at Coca-Cola, we want you to see ads about security and recency. Outside of that, we also geo-
fenced it because you would think Coca-Cola Atlanta, that's where the decision maker sits, but they were
actually in LA. So in LA, we geo-fenced them, and we knew that they worked at Coca-Cola. The next time
the salesperson got on the call with the team to say, "Hey, just wanted to check in." He was like, "Hey,
hey, | get it. Security is fine. Recency is fine. We hear you." That was great to hear because it was
something we were able to do on LinkedIn and we did it in other platforms as well. But we knew we were
able to get not only to the decision maker, but everyone around that decision maker to say, "Hey, these
guys may be the ones we need to go with."

FROCERIR:

BNERMBNER DS RARHFHNE (Recency) MAABERE2M. FREINNBTRES: £—, &
LinkedIn £, FAIHMPAARTORIRHNR TIRBXTRE2MMHFAENT S £, FNETHIEREE= (Geo-
fencing). fRATEEMUIARREE TR =AREEE, EELMIIERZHL. Eer?kﬂ]E;%BEME&TEﬁo TRHEE
TEIET AR, MAR: TR, RABT, REMREHE, HAEHLREE, RIOKERNINERT.” XXHE
T, EAFENTE Linkedin ERNEGETIRERE, EERTRARERDBENFRBEA, LI1RE “XRABETEERM
RIRAELE -



[00:23:16] Lenny Rachitsky

English:

Okay. So just to mirror back what you're saying, you're saying you ran ads on LinkedIn targeting the execs
at Coca-Cola, trying to influence them to overcome these barriers they had to buying to working with you
guys. Amazing. I've seen people do that on Google Search, but I've never heard of... It makes so much

sense to do on LinkedIn and it worked. And did they know that you did this or they're just like, "Oh, I just
changed my mind"?

FRCERIR:

BB, FRURHERZE, fRTE Linkedin EH WA ORIRHNSERKT S, RERMEMAI], HRMWINSIRIIS1E
BIERS. KH##ET 7o WS HATE Google R EXATF, {87 LinkedIn EXAMIFEBEE, MERHT.
B RTFG? TERERT B, HREBREEET” ?

[00:23:42] Timothy Davis
English:

One of them was like, "We get it. We're seeing it everywhere." We actually tried because at the time, we
didn't have an offline team. We actually tried to buy the billboards around the office as well, but | didn't
know enough at the time from an offline perspective of the right people to talk to, how long it would take
to do it. So we were trying to pour it on hard.

FROCERIR:

Heh—P AR “FA1BAAT, FIREEBRRI]” ARENEZEEX IO LIZRAERNT S, BRI
RNEETT SRERE. B2, RINENEAN2H.

[00:24:03] Lenny Rachitsky
English:

That's incredible. | could see why LinkedIn is more expensive. That's incredibly powerful. And is the
advice then that LinkedIn makes more sense for higher LTV, higher CB type of products?

FRCERIR:

ARERBWNT . HBABNMA Linkedin BHR T, XINEEKRBAT . FILUZWNZE, Linkedin EEEELX SN E
(LTV). BEBENH~m?

[00:24:15] Timothy Davis
English:

Yeah, exactly. | would not recommend getting into LinkedIn and my LinkedIn reps may kill me for this. |
would not recommend getting into LinkedIn until you've tested Google and Meta first. Now, you could be
an enterprise level company and it does make sense to start with LinkedIn for sure, but depending on
your audience, | would say more times than not, it would be a Google, Meta discussion before going to
LinkedIn.

FROCERIR:



i B Linkedln WEFLEARSERTE, EEEZNEMNIRAT Google 1 Meta Z &1, FERZit
LinkedIn, %A, MRMREMEWRKRSH AT, M Linkedin FIARBEEN, BXNFRZHA, &F
LinkedIn Z &1, [ZiZ5CidiE Google 1 Metao

[00:24:40] Lenny Rachitsky
English:

Okay. So just generally, start with Google and Meta. Is there one or the other usually? | guess, yeah, which
one would you start with if you had to pick one?

FRSCERIE:
4%, BE M Google #1 Meta FFih, MIRIEEE—1, {REILEHN?

[00:24:49] Timothy Davis
English:

Always Google Search. I'm always going to say, start with Google search, but it's also creative dependent.
If you don't have the right creative for Facebook, it's going to be really hard to convert because users are
just going to either be turned off by what you're putting out there. And then also, depending on where
your user base is. If they're not on Facebook, it's kind of a moot point. But if they're browsing around on

GDN or YouTube, it makes more sense to go there.
R EiE:

KIZE Google R, HE—HEINM Google #RAIR, BEXMEUATEREM, WMRIREKEIES Facebook B9&
7, BERLK, BRPWENT SR, WINETEERFEWE, WRMTARTE Facebook £, RMEEN,
BINRMIESE YouTube, FBZ YouTube BEEE X,

[00:25:15] Lenny Rachitsky
English:

And then you said this insight about video is performing super well right now and you're recommending
people use video. And the key there is you need to be able to make videos, video ads.

FRSCERIE:
RREIFSA SIMERIIEELF, BINARER, XBETIREEEDFIEMRSAT &,

[00:25:25] Timothy Davis

English:

Yeah. You got to make sure you have that flywheel.
R EE:

T, RSHEREBRDT “FEM R o

[00:25:27] Lenny Rachitsky



English:

And the flywheel is just people internally or some company agency that can make video ads for you?
FEiE:

XA KA RIS EREIA S E RE A ARFI(EIRST S RIEN AL ?

[00:25:32] Timothy Davis
English:

Correct. Yep.

R EE:

o

[00:25:33] Lenny Rachitsky
English:

Cool. | guess, is there any advice there of just how to do that or what ads work well or anything there for

someone else-
FRZERIE:
XFEEEISR, HEFAFNMAT SRR, BHARNE?

[00:25:39] Timothy Davis
English:

So yeah. The thing with YouTube is | always say, start with emotion. If you can have an emotional
connection with the user, is going to be way more impactful and way more powerful than anything else.
And to take that further, when | say emotion, I'm talking about comedy, I'm talking about... happiness. It's
not necessarily just, "Oh, we need an emotional connection with the brand." It is just making sure the
user feels something after seeing your ad. Because then, they're more times not going to remember it,

which then they will take a favorable action after the fact.
FREiE:

KT YouTube, FEZH: M “BR" Fin. MRIFESAPELBRER, MRSLEMARAETER H—
T, RENBREFUR. REFF. T—EIFER "mEBERER" , RERRAFPET SREEXM
B FT. RAREMIIERZIEER, BEFERKITA.

[00:26:21] Lenny Rachitsky
English:

That is super interesting. One last question about platforms. Are there any other platforms you see
working for people that are emerging maybe that people aren't thinking about, Reddit, or Snap, or X, or |
don't know, anything along those lines?

AR ERIE:



FRERR. XTransE—Nad: GLREHEMRREFSEMNIHTS, thilReddit. Snap. X Z3HY?

[00:26:34] Timothy Davis
English:

When you say emerging channels, my brain kind of goes to connected TV, podcast, VR, advertising,
audio/voice search, and even Al stuff right now. | can tell you podcasts are doing really well for the people
that | know are able to measure it correctly. Connected TV is also doing really well. You can take the,
again, you're doing YouTube right now, being able to take that creative and repurpose it. But the VR stuff
and the Al stuff, that is stuff that is, | would say, very emerging right now. Because to be completely
transparent, | haven't experimented with those things yet. | kind of like letting other people be the guinea
pig and learning from them.

FRCERIR:

REFTHKEE, RSBREMNED (CTV). #F. VR &, BEEER, EEWNENAIT &, KAIUFIFMR,
TR EMEEMROARN, BRI SRNIFDBIF. KWBMHLAE, (RATLUE YouTube MEMEEE
. EFVRHMAIT &, BRIELTIERIMIIME, AR, HEKSHIXE, HRERILIIALI/NE
B, ARZEBF.

[00:27:34] Lenny Rachitsky
English:

Awesome. Podcast ads. I'm glad you suggested that. I'm a huge fan. Thank you. They're working really
well for a lot of our sponsors and I'm very biased, so you don't need to pay attention to me. But | also
think there's a lot of opportunity there. Okay. Let's talk about when to start investing in performance
marketing/paid growth. So, say, you're a startup, do you have any advice for when it's time to start, signs
of life test or even... And then also, just when is it time to scale to go like, "Okay, let's go big on this."

FRZERIE:

KiET, BE &, REXMFRIXT, RERE SHNLEH. el IR RSEEEFURERE, SR
HEIULY, RRAUFREN. ERHLINAMEERZIZ. iF, WM ARMRFGRNGREH/(TEE
Ko RIGE—FKEIAR, R ARRABREM “EalR” MABHTARN? FARMRSIGZAMRIRN?

[00:28:08] Timothy Davis
English:

If you are a startup, typically, whenever | consulted with them, it was what are the goals, what are we
trying to achieve, and when? Because if you're looking for something quick, paid needs to start
immediate. And paid [inaudible 00:28:24] started yesterday because SEO takes time. SEO, depending on
the market you're getting into, if it's emerging, people may not even know your product exists.

AR ERIE:

MRIRZEIRFE, TBERR: BIFEHA? BRIAHA? FARHMERKRI? MRIHERPERILRYL, FERHE
WAILENF R, TR L, MEEE Wiz “MFR" AR, BN SEO XKET. MABRTIRFEANNTE, MRS
Wmm, AMIBEERRER mFE.



[00:29:08] Timothy Davis
English:

You don't want to build awareness through search. You build awareness through display media-based
type media. When we transitioned all of their money over at the time, and this will age me, before Meta
was a thing, when we transitioned everything over to GDN, that's when the company started really
reaping the rewards. Because we were building the awareness around the product. So, it depends on
what is the demand of your product and market. If you're doing something that is similar to another
product and market, you could do competitor, | call it coattail riding. Say, Lenny, you and | create a
product that is similar to monday.com. We can go out there and just start bidding on monday.com and
say, "See why Lenny and Tim are better than monday.com."

FROCERIR:

FARBIERRZIMBE, MEIZBERTRERRE, £ Meta BEGHIMAINE (XBEET HIFLR) , FHA]
BB REH%E GDN (BRIRBTNGS), RARAREHFIGHKE, RARNERL~RMEE. Frll, XEURTH
IR mAVE K. NMRMMMHEBHRATIZERMS= @, MU Emiza, XMz “BEEFE" (Coattail
riding) . tb¥0 Lenny, IBMM— 1ML monday.com BYF=&n, AT LB R 4r monday.com BIX§EiE, T
HBEE: “BFENAMA Lenny M Tim kb monday.com 847"

[00:30:33] Lenny Rachitsky
English:

Some people use paid ads to drive early growth to bring customers, to help them figure out what to build
kind of pre-product market fit growth. Is that something you recommend? Is that something you'd advise
against? Is that strategy that you've seen work?

FRZERIE:

BEANRMET SREDFHE R, RIFP UEBDMWIFEFR 2B 4~m, B2 87 PMFME" B8
Ko (RIEFXMECENS? ER&RM? R XIHRIERAIS?

[00:30:48] Timothy Davis
English:

Yeah. Product market fit is a huge thing. We've run into some of this at Shopify, and we definitely ran into
this at IBM. So, for the longest time, IBM is, "We're a global company, we should be everywhere." But
when we started looking at the data, it was, "Should we be everywhere?" For example, Africa, we were in
the whole continent. We weren't just in, say, South Africa, or Egypt, or something like that. And the more
we dug into it, the more we realized the biggest issue wasn't necessarily that users weren't interested in
our product and weren't purchasing it, it was because we didn't have a product market fit mainly from an
operation standpoint.

FROCERIR:

MY, PMFIEEXE, FKA7E Shopify B2, 7£ IBM @R, KEALK, IBMBEER: ‘K22
NE, HNNZELRE" BEYER, HiIRE: “BRZTAFRED? 7 LEaEIEN, HMNBETENK
fo ERNARELAIR, RANRERZAFHE, MEXRITEEERELEXE PMF,

[00:31:33] Timothy Davis



English:

In Africa, there are multitudes of different types of currency. There's the franc, there's the rand, there's
the shill, and we were just, "Hey, USD, thank you." So, of course, they weren't converting unless they were
going out of their way to make a way to convert that. So, when we took a step back and we said, "Okay,
where do we want to start?" It was South Africa. That's really where we were trying to get, quote,
unquote, "stronghold" in, so we had to make sure we had the rand available. Once we did that, we started
doing tremendously better because we had a product market fit. They had demand for our product, and

now we were able to serve them, meet them where they were.
FRERIE:

FENERZMET, MENIHRWETT. PRURIEBABRROREBL, SNMNFIKEL. HFMTE—F
W W, FAIMIBILAE? ” EREEIE. RNEERIFRIER, FIUBAZFERIFE=F. —BXXFTH
HoIm, ASIIRIFE, RATKNBRET PMF, IEFRER, MmBAIIEEMUMIINA RSt

[00:32:19] Lenny Rachitsky
English:

So essentially, you're saying probably not smart to run a bunch of ads if it's not working, if you don't have
something people actually want yet in that market?

R EE:

FRUAZAEE, SR mi&ias, HEERIHIELALE, AMRKR S FRAERN?
[00:32:28] Timothy Davis

English:

Right. Or able to convert.

FRCEIE:

X, WELEHKW.

[00:32:31] Lenny Rachitsky

English:

Because conversion is going to end up being really low, no one actually cares about what you're doing.
R EE:

EREARSAERR, SABNEFIREMT 4o

[00:32:35] Timothy Davis
English:

All you're going to do is really annoy the users. Because, say, in the future they are, "Hey, I'm still
interested, but | don't want to use that product because | already tried." It's like, "No, no, you can totally

use it now." "l already tried. | had a bad experience with them." And some users will hold you accountable

to that. One bad experience and I'm just never giving you my business.



AR ERIE:

MRASERAF. RRUEHINENEFTKT, sl “BREAEFXE, ERFTEARR, EhFxiHAd,
FIRRE,” BMEMRIIERT T, A EH. BERAFSIE—FF —RERNKE, SKIZABENR.

[00:32:56] Lenny Rachitsky
English:

Interesting. So, is that generally your advice if you're startup, you're not feeling like you actually have
product market fit yet, should you even experiment with and do signs of life tests, or should you hold off
until it's like, "Okay, it's actually working, let's go."

AR ERIE:

Bil. FRUREIEINE, MRB—XRAGIQE, ERREKEE PMF, BNz “EHZR” Wik, TE2NIZFE!
“WRITEE THEAE?

[00:33:10] Timothy Davis
English:

From an operation standpoint, | always want to make sure those things are tied off. Yeah, it doesn't make
sense to, again, if you have a major budget and you're trying to get awareness into a market, great, yeah,
you can go after a market. But just know that it's probably not going to convert very well.

FROCERIR:

NIZEREE, BRHELDLMREMPE,. MRMAMBERELBREAZE, JUER. BERA, RIERAHE
REXFE,

[00:33:29] Lenny Rachitsky
English:

Got it. So-

FRCERIR:

AT, FRA—

[00:33:31] Timothy Davis
English:

| wouldn't recommend it.

R EE:

BAHEEX AM.

[00:33:31] Lenny Rachitsky

English:



Okay, great. Awesome. Very clear answer. Let's talk about the mistakes that you see companies make
when they're investing in performance marketing. We got introduced through Casey Winters's illustrious
former podcast guest, two-time podcast guest and asked them about you. And he told me that when you
take over for an agency at a company that you've worked with, you crush their performance within a
month. I'm curious to what you see and find they are doing wrong that allows you to be such a hero when
you come in and take over.

FROCERIR:

9%, FEERBHNEE, DA ERAGHEHIEILHHEIR,. HE@ET Casey Winters INIRIRRY, 2T
BMEE., thEFE, SFEF-RATNAENGISE, REFRE—TARILIESEHE. RRBHE,
RAMMNZIRBEMIE T, ILIR—ZFREEM N Wit ?

[00:34:03] Timothy Davis
English:

| think agencies have playbooks. Now I've worked at agencies, | did consulting for a long period of time
and it was never an approach | took. | looked at each account and each company as its own thing. But |
think a lot of agencies just come in and they go, "Oh, this is like AB&C company. And this is what we're
doing. Copy, paste, done, move on." And they're also not willing to get deep, deep, deep into the weeds of
stuff. | may get a little too far into data than some other people. For example, | have ops cadence that
myself and my team follow. So, within that ops cadence, we have things like finance, performance,
structure, keywords, ad copy, quality score, targeting, et cetera, et cetera. And then, within each of those
we have specifics. For example, the keyword subsection is keyword granularity, brand versus non-brand,
search query reports, negative, so on so forth.

AR ERIE:

HIAARENEREE—F “Bl4" (Playbooks), FBAERENMTL, WEMIRAEN, EEMFERR
o HRILENKF . BRABHIAFIRINME, BREABNIMHKEZE: B, XAFIRABC RFRER
%, BERERMIEMITT.” MBMMNARRANAT, KrIEtbs AEGASE. b, RMENE—F B8
Ti&” (Ops Cadence), WEMSS. RI;. £, XBiA. [TEXE. REFD. E0FEF. 8IMHDEHEH
I, LbnkBEREsn EiEhiE. MR vs EEREE. BREIIRE. BERSEE

[00:35:06] Timothy Davis
English:

| feel like agencies don't necessarily get into all of those things every single month where some of those
we're doing weekly, some of those we're doing biweekly, and some of those we're doing monthly. But
they touch the things that they think they need to touch. They turn on automated bidding, they're doing
their search query reports, and then they just kind of move on with their day because they have 50 other
clients they have to get to. Well, what about looking at your conversions? Where are we converting? Have
we tested different landing pages? What is a better user experience that we could be getting users right
now? It's a five-step process, can we get it to a three? Partnering with PMMs to say, "Hey, here's
something that | think could help improve our lead to conversion." Just stuff like that, that they're too
busy with too many other things to focus really, really deep into those.

AR ERIE:

RIFREBNMAZETAMRAZILEAT, MENELEEERAM, FLEESRAM. ITRMARLERF M
MRA: AREHMEN, BERRERE, ARMITINET, EAMWI1EE 50 MERENT, BiLIERE?



BATEMERAR? MXI AR EMDIG? NENAFRRERNKIE? AP RIZEFRERE=S? 57 m
Wmi7EE (PMM) SIEEERRNEER, MITKICT, KEERAHARXLE,

[00:36:03] Timothy Davis
English:

And typically, whenever | managed an agency in the past and | consulted, | made sure that you weren't
stretched thin enough that you couldn't do those things. Because I'm a firm believer in hiring smart
people and then getting out of their way. But each week having one-on-ones with them, just spot
checking things, just saying, "Hey, | looked at this. This doesn't look right. What's going on there?" "Oh
yeah, | do that on this day." "Okay, great. Just making sure you're covered." Because sometimes people
won't scream uncle when they should be screaming uncle because they think it's a sign of weakness.

FRCERIR:

S EREERBIMRMEE 0, REHRBAAFSENKICIIAR XL, R EERAIRBAAN, ARKRF
LT, EERRIMMIT LI 1, ME-LAT: IR, HEIMERKRY, E4bdFE? ” ‘B, FITE
BROE” 47, WERIMIBHTHMIT.” BABRERANBEICRIRBAREKE (Scream uncle), SE1FHE
REERIRI,

[00:37:08] Lenny Rachitsky
English:

So it sounds like basically they just don't have the time to care and spend on all the things that they need
to be doing. And when you've held companies, you actually go deep and you have the time to do it well. |
guess, when someone's trying to find an agency or someone like you, | know you don't do this much
anymore. Any advice for just how to know if they're going to be great? Is it just agencies in general
probably not a good choice? Is it hire someone in-house? | guess, what advice do you offer people that

are like, "Oh man, | want to avoid this."
FhaCERIR:

FRUARFEESR, M RERMEEXENRANPIAIZMIIE, MIMEFHE, RSRNEAHEE®T. NRE
ABHAREBHHGEMIENN, MEFLIRICRHEMIIEEMNSE? BRAENMEERRIFERD? T2
RIZIBAER I L?

[00:37:43] Timothy Davis
English:

Agencies are a good place to get things started. Even when | was consulting, | would, honestly, I'm a big
believer in forward thinking, backwards planning. So, if I'm taking this contract on with this new client,
what's the end goal for you? If your end goal is to have this at performing in $100 million spend, there's
no way one person can do that. So let's create milestones along the way of making sure we're checking in
and saying, when is the right time to hire? Whether that's a data scientist, whether that's a creative
person in-house or replacing me full time. There's no reason that you should be holding a company back.
If anything, you should be helping them get to that milestone.

hSCERE:



REBNMZED BTG, BMERMEEN, HBEF FREES, AR . IRBET—NHEF, K
=08 RAVERBEREMNA? RMTHNEFREREERE 1 ZETBEBHR, B—TPABEFTAFK. FIUKNER
EEREM. ARIZIBHENFER? HARMRZBRBEMAL? HEFARRIZBERARKERE? R
RIBREATNEEE, Bk, REZEMITAZIEN B2,

[00:38:47] Timothy Davis
English:

| would say, agency consultant is a good way to start. Because if you as a business owner, you shouldn't
have to log into, "Oh, | haven't logged into Google in three weeks to look at stuff because I'm doing
payroll, I'm doing HR stuff, and I'm meeting with clients, and I'm doing sales." Start there, get it to a good
place. Create that milestone of, "Hey, when we're spending 50K a month, | need to hire somebody full
time to take this over." And just have that conversation with your agency and your consultant. | think
more times than not, you will have a positive reaction to that. But if you don't, | would say that's a major
red flag and probably someone you shouldn't be partnering with.

FRSCERIE:
RIEBY MR S EFNRS, EAER, (MARZERNITELXTA. 5 HR. DEFMHEHEE, MEZEALER
Google "&/58, FKIMEIRERBH LIEN, ABIKEBIR: “YUEINES/E 5 AETH, BMEEIN2IRN

ARZF.” BEMIFNAENAEBIDZX T, KZHER, MISERRRNE. MRMIINRE, BmE
NEARWETRES (Redflag), HEAMINAERFKISE.

[00:39:52] Lenny Rachitsky
English:

| want to talk about the team that you build over time, but later. But specifically, for this first person that
you hire, what sort of person is this person? Is it like a data person? Is it a person that's just done specific

performance marketing on channel? Or what do you look for ideally?
FZERiE:

HIEEBIEARE. EEEFE “F—1RIT" , WZBHAFNA? BHIEEAT? ERERITREELE
WHISHEHAR? MBRAPRANEZRTAFRT?

[00:40:55] Timothy Davis
English:

I'm a big believer in... There was a book written by Nate Silver called The Signal and the Noise. Are you
familiar with it? So, Nate Silver is the guy who created FiveThirtyEight. And in the book, he basically... I'm
going to use the word art, detailed the art of probability statistics and applied him to real world
circumstances. | liked that book. It's kind of dense. But the thing | liked the most about it was the title.
And just changing the title ever so slightly to signal not noise. So typically, whenever | hire people, | want
to hire smart people and kind of get out of their way. But the biggest thing | want to focus on is what is
your thought process when it comes to data?

FROCERIR:

T ARHEE Nate Silver B9EREF (55 5MFE) (The Signal and the Noise), fth:2 FiveThirtyEight BIBIE Ao
MEBPIFRER T MERFHTHNZER, HARENATIULER, BEABERRR, ERSEREHITE, KB



ERHART—T: B 55" 78 “BF" . ZBAN, BBRBAAFHELMIN=E, ERREENZ: RLE
HEN RS IE R ERFR?

[00:42:05] Timothy Davis
English:

Because | can teach anyone how to do Google ads. | can teach anyone how to do Meta ads. That is not the
hard part. It is the data part that is the hard part because there is so much noise going on in those
accounts. They give you everything, which is great. But you can have someone that's "Oh, but look at the
reach, look at the frequency, look at the CPMs, look at the CPC, look at the conversion rate. Look at the
cost per lead. Look at the cost per MQL. Look at this." Hold on, that's a lot of noise you just said. So what
is the signal and what is the noise? And let's make sure we're focusing on the right signal versus the right
noise. And that has to be a data person because there's a lot of data in these platforms.

FROCERIR:

ERKETUBERANE AR Google &5 Meta I &, ARM, WHIREHIESD, BAKFPEERSZ &
B . TARSBMMAEHE, XRY, BEEARR: “BXME, XK, HX CPM. CPC. ¥{X,
CPL. MQLpEZs---" FF, RRNERRE, TARES? FABKRE? HNNEBMRXEINZEHRES.
FRASE— T AT IEHRIENA, BATEENRELERS T,

[00:42:51] Lenny Rachitsky

(Note: Sponsor ad for Eppo omitted but translated below)
FpSCERiE:

A5 Eppo B, Eppo 2H Airbnb 1 Snowflake R & NI A KHAITIEN FT—R A/B X FE S,
Twitch. Miro EREEEFAE. Eppo BEFEITIMIRLIRE, HiRHEM™IENRE DN,

[00:44:10] Lenny Rachitsky
English:

Everyone | talked to that's worked with you is just like, "Timothy is incredible at working with tons of data
and finding the things that matter." Someone told me that it actually comes from your love of baseball,
that you just go crazy with stats and spreadsheets of baseball games, and players, and things like that. Is
there something there that you could share that is interesting?

FROCERIR:

SMMREEIHIARRIR: “Timothy A EEEHIEHNEIXBERIVENEEAT BN BASFHE, XHE
RTARMEIRARE, RN THEIKLEE. KREENREMRIE. BHA8B0RETUSED?

[00:44:28] Timothy Davis
English:

Yeah. So | played baseball my whole life, but when you blow out your arm and you're as fast as a sea otter,
it's not very conducive for you to continue chasing that dream. But the one thing | always liked was the
stats. Even as a kid when | would watch baseball games on TV, it's like, what's this guy batting? How often
is he getting on base? How many RBIs? Like, "Oh, this guy is terrible average, but he has a lot of RBIs, so



that means if there's a runner on base, he may not get a hit, but he's going to get that guy in." | could talk
about that for hours. But again, that could be another thing where there's a lot of data available, which
one should you focus on?

AR ERIE:

Bl I T —EFEX, BIRFERM, MARBGEM SN, MREHLEY T, EX—HERK
o NEHMEFBIEE, HaXE RRUTERSD? E2XK% /D7 T2 (RBI) 7 bl “BRMUITE
RRIZ, BIRRE, XEXREREZ2 LHEANIMR, MEAT—EEEHRY], BRIBAARERER” FKAT U
HPZ A EF LN, EXREE T AN EXEEHE, REIZKER—1?

[00:45:16] Timothy Davis
English:

And ultimately, what is the optimization you're going to make to the lineup or to where you place fielders
on the field to ensure that we're doing the right thing and becoming as efficient and effective as possible?
As far as dealing with all that data, that is just, | would say, a skill I've learned over time. Early in my
career, whenever someone was like, "Oh, we have this new project. Who wants to work on it?" "I'll do it." |
was always just eager like a sponge. | wanted to get in as much stuff as possible. | did SEO for a portion of
my career. | did email marketing. | did affiliates. And then, eventually, | remember the first time | saw
paid, because again, | was doing SEO where | was like, "Yeah, we're going to do this and we think it's
going to work." But we won't know for about six months.

FRCERIR:

R, RZMARKERTIHTUE, UARIEREAN? LEMIERRZSFNRKE. RUEERH, R
EEWDE, RERGBE—HFRI—T], FHMuD SEO. HIHEH. KEEH, EREFE —IEMAET S,
YESFIETEM SEO, O] “HMNEXAM, RR/EN, BFFATMEAMELR”

[00:46:12] Timothy Davis
English:

Someone showed me the paid platform. | was like, "Wait, you know this is the keyword you're bidding on.
This is how many times the ad was shown, how many people clicked on it? How many... Wow, this is
amazing. | need to get more into this." And that's just kind of where it started. And when | usually hire
people and we go through the interview process, | make sure that they can be data focused. Really, it's
just ensuring that we're focusing on that signal and not the noise. And one of the interview questions |
usually ask is | throw a bunch of data points at them and then say, "Out of all that, what would you do to
optimize the account?" And more times than not that they're just overwhelmed. But the people that I like
are like, " Well, what's the purpose of the campaign?"

AR ERIE:

ZREANGHRETHAT SEE, HIERT: “FF, MAERTHEWNE, MERTTZLR, ZOAR
T, BN B, XXHEFT, RBRANFARXD.” XME—TINHKE. RERBARRE, SHEMWIIZ
HIESAN. HIMAMINSERIER, B “BFXLE, RIWARLKS? 7 KSEAIFHFE. B3
EXHAZRM: “XNEHEHNERZHA? 7

[00:47:02] Timothy Davis



English:

"The purpose of the campaign is to drive conversions." "Okay, well, | would focus here, focus on how
many clicks we're getting, and how many conversions, are we targeting the right people?" Because who
cares about how many impressions you're getting? Who cares about the reach? Who cares about the
frequency? If the goal of the campaign is to get the conversions, that's what we should be doing. If it was
awareness, it's how many people saw it. If it was a consideration, how many people were getting into the
funnel and are considering us from a white paper download or a demo as the product solution that
they're looking for.

AR ERIE:

‘BRI, U, BREXEIREE. BEAE, UARENEBEHNT A" EANMRER2EL, #HE
FRTRE. MERFINR? MRBATHRE, BMEZLAFIT; WRENTZEEE (Consideration),
BMEZLAENT IR, LT HT AR BTN TER.

[00:47:34] Lenny Rachitsky
English:

That's a great segue to the next question | wanted to ask you, which is just metrics that you love to focus
on, pay attention to when you're helping people with paid ads. A lot of people think about CAC, a lot of
people think about return on ad spend, LTV to CAC. | know it really depends on the goals as you said, but |
guess, is there anything that you find is like, forget these metrics, these are kind of the bucket that you
focus on most?

AR ERIE:

XIEFSIHTHBRNT—NaA: FEXENETRETA? BREABREME (CACQ). EXHEHRE
(ROAS). LTV/CAC. HAEXEUATER, BEXKEMEIETEIRIEFLUZEEE, MPLRIREEERN?

[00:48:01] Timothy Davis
English:

Yeah, so for those metrics, | would say, | really hope you have a great finance partner. Shout out to
Courtney and Nick the fantastic finance partners | have at Shopify. Courtney, we're able to collaborate on
those things. Understand, this is the investment we're putting in, this is the expected return, this is the
CAC that we can basically put a guardrail on. You have to be within. So, hopefully you have a really strong
financial partner you can use for those. But as far as the stuff that | focus on, there are things that
whenever we're looking at accounts, we'll kind of hyperfocus on. For example, Google will give you
information about what is going on with your ad copy and how to ultimately show as often as possible.

AR ERIE:

KFXLERE, RREMBE— MBS RiFIKTE Shopify B S5 Courtney 1 Nicko F{i1AJ X
e BAZD, FAERZ D, CACHALEME, EFHRIAXEN, BRINSBEMX T LA, Lt
g0, Google ZRMEXTFIEXENER, HIFRNARAIEMEET.

[00:49:08] Timothy Davis

English:



What I'm showing here is a visual of brand versus non-brand when it comes to expected click-through
rate, landing page experience, and ad relevance. The reason | like building reports like this is because it'll
kind of show you where your hole in the ship is. If you look on the left side expected click-through rate,
75% above average. Landing page experience, 84% above average. Then you get down to ad relevance, a
lot more colors than there are green, only 35% above average. So, for your brand ad copy, the clear
direction you have from the data that's available to you is jump into the account and make it more
relevant. That will improve your ad strength. And once you improve your ad strength, that will improve

your quality score.
AR ERIE:

BUER RS vs IERERAETHREER. BHRERAT SHEX A ENAIMEER. RERMXFH
ke, RATCESIFE “BLENRERNR” . NREELYE, FTUHEREE 715% 5T F9KFE, FHTTAK 84%
BT T, BEISHEXMN, S61R.LD, IE35% 5T F. L, YTFREE&, BHRNARAME:
HANIKF, IREEXM. XSRAT 5% (Ad Strength) , #HmiRFAHRERSS (Quality Score),

[00:50:13] Timothy Davis
English:

And more times than, | think, it's a 12% increase in the number of impressions you can get if you increase
from a below average to an above average for the data that's available here. And then, on the non-brand
side, clear expected click-through rate, you really need to be working on. And that data is also available
here that you can kind of see. | put in red the one for brand, your quality score being at a nine, but your
average CPC is $8. That is very interesting. It should be, the higher your CPC is, the lower your CPC should
be. So that is an investigation that's like, "Hey, here's a signal, let's go do a deep dive."

AR ERIE:

NRMEMNE T FHRAZST T, EREBEMEEM 12%, TIFmEiaAE, BEAMKTERCTSHRE
R, RATEmE T mBanNEs: RETHE 9, BEFY CPCEAE X, XREH, BERESHIHE
&, CPCMiZ#RA M. XmE—MES, RAKINEBEEMRERE,

[00:51:19] Timothy Davis
English:

So just turning that ad off by itself, not only will... I'm a firm believer in that there's an account level
quality score, not just necessarily a keyword or an ad quality score. So, just turning this one off and
removing it from the account, this one ad could dramatically improve your performance. And then,
Google actually tells you what you need to do to increase those strength things. So this report is
ultimately powered by this one. So for your ad strength improvements, they'll tell you, "Try adding a few
more unique headlines or unpinning some of the ad sets. Try including more keywords in your
descriptions or your headlines."

FROCERIR:

RNKEX—PT &, PR REBEFTE WAL NRERSD, MARBXBRX HRH. AL, X
BXANRMENT S, AIRESAIBRAZAERI. Google LR ERHIFIREAM: EMN—LIRFFIIRE, HE
EHRPIINE S X BT,

[00:52:24] Lenny Rachitsky



English:

That was amazing. For folks not watching on YouTube, you pulled up actual reports from, | think, imagine,
past clients, is that what the data was from?

FRSCERIE:
KHET, WTF&E YouTube IR, 1RNIZA BRMEEEZFHNELIREHIE, WE?

[00:52:32] Timothy Davis
English:

Yep.

FSCERiE:

[00:52:38] Lenny Rachitsky
English:

Google Ads data. Incredible. Okay. And so within those reports, you had poor, excellent. How do you
determine when something is going great? Is that something you set, like if it's above this threshold? Is
that a benchmark you have, or is that Google telling you, "This is poor, or this..."

AR ERIE:

Google Ads i, AT, EXLIREEET “E” M “7 . MEAHMAARERINET? RIFLENEH
&, &= Google &iFIRAY?

[00:52:54] Timothy Davis
English:

Yeah, so that's Google telling you. There's sometimes where you'll work really, really hard to take that
poor to an average, that average to an excellent, and there's just not a whole lot you can do sometimes. It
kind of is what it is. But | would argue more times than not, people are not doing those things to improve
their ad strength. So just if you have the change history available in every account, in Meta, in Google, if
people are doing the test to try and improve and get better, great. You have the right people working. But
if not, that's a clear indication that there's definitely room for improvement.

FRCERIR:

B2 Google HIFIMEY, BEMEIRHaARIE “&" TA “F” , 8 “F” T “B° , EENMELENS. B
HiIAA, REHEHRMNIRAEKEZBHRAT S8, MRMEBKFBIREHE, KNE AERETIRAA
B, ARRBRIRIIAT . MIRKH, BEiAPALERATIE,

[00:53:40] Lenny Rachitsky
English:

Something that someone asked on Twitter is for benchmarks around any of the stuff. How do you know
when your CPC is good? | guess you just look at... Do you look at Google telling you it's excellent versus



poor? How do you know if your conversion rate is good? How do you know if your CAC is good?
FRZERIE:

Twitter EBARIXTFEEE (Benchmarks) BRI, {REAFIEI R CPC BEREL? 8F Google AT
“R7 =% “E” 15?7 (RELERWES CAC ERELT?

[00:53:54] Timothy Davis
English:

Yeah, every industry and every company is going to be different, healthcare, lawyers, those are some of
the highest cost and average CPCs I've seen. If | was to compare that industry, say to a B2B industry, it
would not be very good at all. Honestly, what | would tell the user to do, every single platform has
partners available, more times than not, they're kind of like salespeople. | actually really like the partners
that we have at Shopify, because | do feel that they are partners. Shout out to Francisco at Google, and
Sami and Alana at Meta. And Nick, and Sam, and Brian at LinkedIn.

FRCERIR:

SMTUMABTERE, EfF. ERTLH CPCERIZEEN, NREXLITIVEIR B2B I, HIERRME
. ELE, BBNARETFENEENE (BRELE), BAMIENGEE, BHEZIK Shopify BIFR
e, Lb30 Google B9 Francisco, Meta B9 Sami #1 Alana, LinkedIn 89 Nick. Sam # Brian,

[00:54:44] Timothy Davis
English:

They will actually say, "If you give me the five people you consider to be your top competitors, | will tell
you if you are above or below a certain threshold." Now they can't tell you CAC because they would have
to have transparency into conversions. But click-through rate, conversion rate, cost per click, things like
that, they will give you that information because they will anonymize it, so you won't know who is who. If
you say, "My competitor's monday.com," they won't say, "monday.com has a click-through rate of 5%."
They won't tell you that. But they will tell you, "Of the competitors you gave us, you are on par with the

industry."
R EIE:
f=i: “NMRMEEEEMINANREENRENF, RESGFFMPHNSERE Mz EXERZT.” i1+
REEIFIR CAC, ANMIMIBEREIZLEE, Bt BiER CPCEF, eI URHEMRSENEREE.

A& EEH monday.com MRHER 5%, BREFMR: TEMRHOKLETSHTR, RORMLFTAL
FHPKE.

[00:56:02] Lenny Rachitsky
English:

Got it. So the advice is, don't seek generic benchmarks for any of these metrics. You can talk to your rep at
Google, Facebook, LinkedIn, et cetera. And they'll give you essentially the numbers-

AR ERIE:

BERT. FRUEINE: FEIHEANEEME, AR Google. Facebook. LinkedIn BIEFLIBHD, {14
REESENENRTF.



[00:56:13] Timothy Davis
English:

Great summary. Yes, yes.
FCERE:

BERSRY, 2.

[00:56:14] Lenny Rachitsky
English:

Amazing. Okay, going back to the report you just showed, is that a report you developed custom that
gives you, here's the most important stuff to pay attention to? Or is it basically an export from Google Ad
Manager, and...

FZEiE:
KT, EERRIA BTRNIRS, BRRIREEXFLRHNG? EEEEM Google Ad Manager SHAY?

[00:56:26] Timothy Davis
English:

So these are all exports, so that this is just the visualization of the data that's available. This all data is
available in every account. Now in saying that, there are more reports that we get into, like impression
sharing frequency. This is something | tend to look at, that not a lot of other people do. It's not about
showing as often as possible because that's what impression share tells you, and that's kind of like ego
marketing. | want to be number one, | want to be there all the time. It's about showing to the right person
as often as possible.

FROCERIR:
XLEMBSHNBE, IZ2MTARK. FIEHRIETEESNKF 2E86EHKRE. BRItzsh, HIMNESIBRRHDEH

(Impression Share) R, XRHFXEBRZABEHN—R. ERAET “‘RAUgMEMRERT (BEER
MHEEIFIRE, BEREEOEH), MET “RUSMEMEERNART .

[00:57:06] Timothy Davis
English:

Instead of thinking about being on top of the page, you should think about serving the right user, which
can be measured with our click share. And then Google will put us on top of the page, which we can see
through our top impression share. That's what this whole visualization is here for, where | feel like a lot of
people don't do this type of visualization. And this can be done by leveraging all the user data available
on Google, such as demographics, locations, if any audiences, in-market audiences. Testing different bid
strategies and more.

FRCERIR:

SHEEHEENG, FIBERSERMAR, XeTbl@d “REHE (Click Share) kg, REMAF
T, Google BARIBHAHENR. XMEXERIMALHIB. RATLUFIA Google {IRHMBIFIERF



B A0St IRUE. HBRR. BERAER, HNEFRNZNRE,

[00:57:40] Timothy Davis
English:

So the data's readily available, but it's just making the visualization a little bit more digestible. And the
reason that | actually have two here to show is because this is an example of when | was working on an
account back in 2023, where we started making some changes. And you can see that, clearly, our
impression share, | would say was baseline. It didn't really change too much, but look at our click share
going up. Because now again, we're talking more to the right people, not necessarily just everyone,
generic people.

FRCERIR:

SRR, AR ILAMLESE BRXERTRINMIF: XZE 2023 FH—1MKFA, Il 7T —LEFZE, {7
AUEER, RrfEARE, ERENFRELAT. ENENIAEESEER “EHRHAN XiE, MAE

22 Mi%o

[00:58:41] Lenny Rachitsky
English:

This is super cool. | love that you're showing this. And again, plug for YouTube to actually see the charts

you're talking about. | see one more slide on this deck. I'm curious, what's there?

RS ERIF:
XEET, RESWXLRT, BRIREARE YouTube EER, KEZ PPT BERE—KLIITE, BEHA?

[00:58:49] Timothy Davis
English:

Yeah, so this one, I'm hoping you have show notes that we can give a shout-out to somebody. There's a
website called PPC Hero. What | usually tell people is, "Terrible name, great content." The actual website
used to be a little bit more cartoonish with superheroes on it, but now it's, they've refined it. But the
writer there, his name's Jacob Brown. This is what he calls the true competition metric.

AR ERIE:

B, REEMRETENBEHERIIXD. §— 1Mkl PPC Hero, EER: “BFERE, RERE.” BB
ML LI AR ZBREMEE, MERRT .. BBEMEE Jacob Brown g T —MEE, I “BEXRTHIETR
(True Competition Metric) o

[00:59:56] Timothy Davis
English:

And again, this is why | highly recommend we give people the link to the article because this does get a
little dense. So what he does is that he creates four new metrics with the Auction Insights that are

available. And two of those metrics are position above rate when we show, and amount of times they



show and we don't. Added together, and it will show how often a competitor ranks above you in all

auctions you're available for. Using this type of lens is an effective way to identify genuine threats.
R EIE:

HEBEVNBNARKERRXE, BARTEREZ tABREN ““MNIH” (Auction Insights) #2794
Higtr, HRMNE: SRR RINSHERN EEAILLS], Uk FRRMHENLBEREVRR ME—
2, MEESTEMBMEARSENRNT, RENFHERLENME, XA1Z2IR3IEERBYERS %

[01:00:25] Timothy Davis
English:

Not that just, this data can be used to gain comprehensive insights like determining your position and
impression share, but by creating a baseline that you can see how this data changes over time through
different bid strategies, keyword ad copy optimizations and more. This is a very, very powerful one,
because | do know a lot of people are always concerned about, "What are my competitors doing? How are
they doing it? Why are they doing it?" And with all the smart bidding currently available...

FRCERIR:

EANEERMBEVUENRROE, FEET—MEE, MEMUIBNABRENRE. XBRANEEMEL. X
FERA, AARNERSABRELD: “REXNFETH? WIVEAME? ITABRXAM? * ERENE

BEBN IR oo

[01:01:09] Timothy Davis
English:

Using this report will actually identify a true threat, as opposed to making an assumption based on
personalization that maybe you're seeing when you Google a keyword, or using a tool like Semrush that
ultimately is saying, "Oh, this person's appearing above you. Well, let's run this report and see if it's a
genuine threat," as opposed to just maybe ego marketing going on.

FROCERIR:

ERAXMIRGEIRANBENREN, MAZETIRESHE Google BXBRBBENMELER, NER
Semrush ZEXMTRBINKRANR. SHAUL “BIAHERLE” , FTHBE—TXMHIRSE, BERTEE
B T BiRY, R RBIRHI B EOEIFR.

[01:01:09] Lenny Rachitsky

English:

Super cool. And this comes from PPC Hero, is this what you're saying?
R EE:

KEET ., XZE¥XEB PPC Hero, XfAE?

[01:01:13] Timothy Davis

English:



Yep.
FRZERIE:

=i

[01:01:13] Lenny Rachitsky
English:

Cool. We'll definitely link to that. Are there any other tools or workflows that you find really helpful in
analyzing this endless amount of data?

FRCERIR:
%, H—ESLHERR EER. EOMXLELTHFTROHIEN, TERMRRSIFEERANIAHIIERI?

[01:01:24] Timothy Davis
English:

Please, audience, if you are using Al in this way, let me know because a lot of this stuff | do can be a little
manual and can be a little time-consuming. If they've found ways to automate through Al where | can
provide the information that isn't sensitive, that they will make it a lot cleaner, and a lot more digestible,
let me know. But a lot of the things, | have templates that you can load the data into, and it will just
automatically give you the result from it. But yeah, right now, it is a little manual, but if there's a way to
automate this through Al, please, users, contact me on LinkedIn and let me know.

FROCERIR:

BAIAR, WMRIRIETER AIMXLEE, BEFK. AARBNRS TIEERILRFRET, REN, MRBE AR
BT A A BopABIEURE RN X, HHEIEERE. BE5E, 5545 FKR. BRRARSER, BHES
HAFAEHER, EIEERERED. NMRE Al BopbBIA%E, 157E LinkedIn LEX &R,

[01:02:09] Lenny Rachitsky

English:

Sounds like a startup opportunity right there.
R EE:

IFERXAGmE— eIk =,

[01:02:11] Timothy Davis
English:

Yeah.

FREiE:

o



[01:02:12] Lenny Rachitsky
English:

Sweet. Okay, let's move in a slightly different direction. Attribution, what a sexy, exciting topic. So
attribution, basically it's how do you assign credit to a channel and to a campaign, so that you know
where growth is coming from, what's working? What's the state of attribution today? What do you find is
helpful? How do people do attribution well in today's world?

AR ERIE:

4, |ANEE. 3R (Attribution), —PERMERN S AXERIED, JAREHR LRMNARFIHS DEAENRE
BiES), MMAEIEKREME, WENARIVRNA? REFHATERR? AFKIZAFEELFIIA?

[01:02:35] Timothy Davis
English:

Yeah, I'm a big believer and proponent in multi-touch. | fall into the camp of more time decay.
Historically, the research I've done, users tend to forget very quickly where they first found your brand.
Yes, you should get credit because this is the first time they saw your brand or the first time they
interacted with it, for sure, let's give you some credit for that. But definitely not the reason that they
ultimately converted. Linear is fine as well, but overall, | do think attribution by itself is biased. It does not
answer the question of whether the person clicking on or seeing an ad would've converted anyways, even
in the absence of that ad.

FRCERIR:

HEZMSUAE (Multi-touch) BIBRESFFE, HMMT “BHE=AE" (Time Decay) R, RIEHBAR,
BRRRMESIEMNRIZEBELMIFNMEN. A, F—RINZDET, BELHNFERESH
RUAHNE—RE. LMERARBAIL, BE9%KER, HANEFREZEEREN. EXLELE—TZORE: N
REBIXN &, XTAPRFRERBIREN?

[01:03:24] Timothy Davis
English:

This is why numerous companies like Netflix and eBay have done studies to get an understanding of the
incrementality of paid advertising campaigns, whether that's conducting GeoX or Conversion Lift tests at
important slices of the marketing channel. | know eBay was very popular when they did that experiment.
| think it was like 2012. Where they ultimately decided to cut almost all of their brand spend, because
they found that users were already going to find them through organic anyway, so they were just kind of
throwing money out the window.

AR ERIE:

XFE AT A Netflix 71 eBay ERE &M “HEEM” (Incrementality) 5T, Lbil# TR (GeoX) =
#ILIRFA (Conversion Lift) Mik. eBay 7F 2012 FMAIA N RRIFEHE, MIRLREHR/L BN R
R &= t, RAtiTLIARTeNAHED BARRNEMI], B SERSRER.

[01:04:07] Lenny Rachitsky

English:



Okay, so multi-touch is the way you like to think about it. Basically give credits to all of the channels that

you detected the user saw your ad on, and less credit if it was further back in time.
R EIE:
BAR, FRMRERZMR)IR,. LATEMAIAPNRENRRIS, HiEMAZR SRR,

[01:04:19] Timothy Davis
English:

Right, yep.

FRCERIE:

xF, Ko

[01:04:20] Lenny Rachitsky
English:

And in terms of tooling, is there tools you love? Is it stuff you build in-house generally? How do people go

about doing this sort of stuff?
R EiE:
XFIE, (FEHEND? BESANIEME? AR—AREALRE?

[01:04:28] Timothy Davis
English:

Yeah, | don't know if | want to say | have been fortunate or not, but most of the companies I've worked
with, like the big companies of the world, the Pinterests, the Shopifys, the IBMs of the world tend to build
things in-house. So from a third-party tool, unfortunately, | don't have a whole lot of go-tos for that. So
again, either that's a, I've been fortunate or I've been sheltered.

FRZERIE:

BAMEZRFETEERE, KT ALT——Pinterest, Shopify. IBM—@E#HEEM LR, FAUXTF
B=ZHTR, WKEXRZHEE. JRER—EFTREERM,

[01:05:00] Timothy Davis
English:

Yeah, none that I've seen that's like, "Oh wow, that's amazing." | will always say, make sure you're trying
to leverage the in-platform tools because the biggest thing with performance marketing is the signal
you're sending the platform. Because if you are telling the platform, "Oh, | want to get more of the users
that are doing this action," it's going to do a really good job of giving you that. But if that action doesn't
equal business results, you're not helping yourself at the end of the day. You're giving it, again, a lot of
noise instead of the right signal. So try and leverage the in-platform tools. Or if there is a tool you're
using, make sure it does allow third-party integration through the Google, Meta, TikToks of the world.

FRCERIR:



BERENIMIE=ZATHILERRE “E, K#FT” . REEBRNRENNATEEFTHNIA, AASMEH
WXBETHREATEHN “E2 . IRFERFTE: “BEFZMXIEENAR” , FTASERKE, B
MRBBNEHERZETIWSER, FRBERBEIT. MEATEANREREMARES. Fill, RENBAFEEE
TH, IERFRMPE=ATEEES Google. Meta. TikTok ‘REEM.

[01:05:51] Lenny Rachitsky
English:

Then let's talk about incrementality. You mentioned this idea of how do you know if the money you spent
led to incremental growth that wouldn't have happened if you didn't run that ad. Is there any advice
there, anything you've seen about just how to think about incrementality correctly, and not just give
yourself all this credit for stuff that would've happened anyway?

FRCERIR:

AREPEPIZEME (Incrementality) o fRIZREIMIARNIBEENEREEHERT “NRAREMFASKE" BEK, X
FIAEHBBEEEN, MAREAKRILENERIFIITES, REFARIND?

[01:06:09] Timothy Davis
English:

Yeah, | mean, there are many ways to judge the effectiveness of growth overall. Like some of the stuff we
talked about before, brand metrics, awareness, recall, things along those lines. There are also, | know
some companies look at leading indicators like visits, and clicks, or tribute, which of the efforts are linked
to or perceived drivers of actions. Like leads, conversions to prospect, prospect to scale. But really the
results should be coming from either that GeoX or Geo experiment or Conversion Lift. The results of those
experiments should ultimately fuel the plans for what we call IAF, incrementality adjusted factor, and will

allow you to be more precise and how efficient each channel is.
FEiE:

BEERAVENSEZERS. LNBNZrMN@EER. MRE. NRES, BER/RFMWIER, Win
8. REE, BEENERNIZEEMIELIE (GeoX) LR (Conversion Lift) ik, XLTRILHILE
REAZBRUARNFMRE IAF (EERBRE) , LIREREM TREMREITNE,

[01:07:03] Timothy Davis
English:

Ideally, by region, sometimes you just have a holistic of like, "This is how Meta is, this is how YouTube is."
But if you don't have it by region, don't fret, it's fine, just have it by platform. And kind of like what does
that look in practice? When you're running a Conversion Lift test, you intentionally do not show your ad
to some users when you win an auction, and instead Google shows the next bidders' ad. This is your
control group, and adds up to some opportunity costs that is estimated in terms of impression share
percentage, as well as spend holdback.

FROCERIR:
ERBER XY S, NREE, BFTEaWSHIT. SMRRER, SRETERARERANRE, fERETm
REAPRRT & BMEMRRRIETRM), Google ZRR F—IMRMEN H. XMBIRAINRE, X%

—ENZE, FIERTOTRRRMMENTE Lo



[01:07:42] Timothy Davis
English:

And all of the platforms are willing to partner with you on this, because Facebook knows this, LinkedIn
knows this. All of them know that they are very visually-based creative assets that are not getting as much
credit as they deserve. So if you go to any of them, if say you don't have a dedicated rep you can call, and
if you ask for this, more times than not, they are willing to partner with you in saying that, if you're not
spending enough, they probably will not help you with this. Because there are certain spend thresholds
you do need to meet. But | would say at least start there. And also if you're not spending more than |
would say 50K a month in the platform, doing this is going to be a lot more work than you're going to get
result from, you're just not going to have enough signal there.

FRZERIE:

FIETRBEREXAESIRE!E, EA Facebook. LinkedIn #HFIE, REMUEMERINFHIRMET -
MRMREHAMN], BMESETREFAZE, REMELER, MITBERREG. A, MRFREXD, it
AR ZEMR, HAXBRMHER . MRIRERNTFEBNABEZEARE S5 A%, MXMAEENMER,
ENESFER.

[01:08:36] Lenny Rachitsky

English:

So basically don't worry about running incrementality tests when you're starting out.
FREiE:

FRAEZA £, NS BRI OGN,

[01:08:39] Timothy Davis
English:

Yeah, when you're starting out.
R EiE:

Xf, NIED AR,

[01:08:42] Lenny Rachitsky
English:

Got it. Okay. And so basically to understand actual incrementality, every platform has a way for you to
actually test it on the platform, and the team there can help you run it.

FRSCERIF:
BHH. FRUETHRESHNIEEN, SN TFAEEESHINRAE, AR UEFRET.

[01:08:51] Timothy Davis

English:



Yep.
FRERIE:
o

[01:08:52] Lenny Rachitsky
English:

Awesome. Okay. Let's go back to talking about team structure and how to build your own performance
marketing team. So we talked about the first person that you hire and the advice there was someone
that's very, understands how to find signal in noise. So there's that one person, and your advice there was
maybe around like 50K. Was that like an actual threshold that you usually recommend, or is that just like
an example?

FRZERIE:

KIF 7o EEIFAEHMNAHERSNEHEAARIES,. KNP TE-ITRIVZEE ES58F A
REWEREFRE 5 AETARNEA, XB—TEANIRE? ERRZ2NMIF?

[01:09:14] Timothy Davis
English:

Every business is slightly different. | mean, if they're well funded, 50K may not... the threshold may be
higher. But yeah, everyone's different. 50K may be, like if somebody said... If you were to just say, "Hey,
give me a number," | would say, "50K to start having those conversations." Because if you're at 50K, say
for the month of June, great, it's going to take us three months to hire someone anyway, so at least start

the conversations now.
AR ERIE:

BRAFEMAE. MRMEARTE, NEAIESES. BNRFIFERLTET, HRR 5 HET. ENNRIRG6
B&GEET 57, BARGE=1H, FLEEMEZFEERT

[01:09:39] Lenny Rachitsky
English:

Awesome. Okay. What do the first three to five hires look like generally, that you recommend for scaling

internally from its marketing?
FREiE:
BAE. WMRBY KABSEHHEPA, (REFRIRD 3 B 5 MRUDFIRHA?

[01:09:48] Timothy Davis
English:

So the first thing, like we said, someone data-driven that can get into the platforms. The next is going to
be creative. Because | need those two now working hand-in-hand, making sure the creative is matching
the tone and also the performance that we're trying to achieve as a business. And then third would be a



dedicated data scientist, a fully dedicated person. Because they can help you with things like the
incrementality testing. They can help create reports that will ultimately make everyone's lives better.
They will be able to build analyses that as a generalist will not be able to do yourself.

FhSCERIE:

B—, WMAEFmR, —MEHIE. BRLFRFFENA. £Z, EMAR (Creative) s RFEXHNMAZREL
5, BREMENS SR, XEXEWSHAENSN. $=, TMOHENFR ANt REuLE
MM, ZBIEFFE ATRERMNIREG, FHEITES TETRETRE 2.

[01:10:54] Lenny Rachitsky
English:

And in terms of the creative person, is that like a graphic designer? Is it like a marketing person? What's

the actual skill set there?
RS ERIE:
XFEMAR, BETFEmLITIN? EREHEAR? AEANREEEREMA?

[01:11:02] Timothy Davis
English:

It would be more graphic design/branding. The reason for that is because if you have a good marketing
mix, you're going to have... If we keep it to a three-step funnel of awareness, consideration, purchase,
you're going to need to build some brand equity in a specific direction. You're going to need to make sure
you're communicating value, which now you're not being as creative, you're being more directional. And
then ultimately the purchase is like, "Hey, click here, convert now." So you do want to give them the
ability to still be creative.

FRCERIR:

EfmFFEgITMmERR. EAE—P=FK}F NBE. TRE. BWX) P, (REERIGEES, %
BB, EWEMER, EEFRR ‘REXE, LR , BEZRNME, MEEREE. REMEANT
fREVERSEFNEIR, BfRBFRERITHREIL AR RULEIEM,

[01:11:54] Lenny Rachitsky

English:

And they're also writing the copy, | imagine for the Google Ads.
FRCERIE:

BBEMITEETS Google I &AM,

[01:11:59] Timothy Davis
English:

I usually say that should be collaborative. The performance marketer should be able to write most of the
ads, but | can't tell you how many times in my career where I've written an ad and I'm like, "This is the



greatest ad ever written known to man." And it flops because I'm not the target audience. So | think it
should be collaborative, and no idea should be left on the cutting room floor.

AR ERIE:

HEBINNAZNIZZNEN. SHEBARNIZES AR &, BRRNEEFETHRZEESEHT “A
KAEERBERHTE" , ERIMMEW, RARFZETER. FIUMEFRER, EARERFANZEEZS
Eo

[01:12:50] Timothy Davis

English:

Perfect example. | was working with ADT, the security company. We wrote the most perfect ad when
Google Ads only allowed a headline and two descriptions. We got every single value prop in there
somehow, it was amazing. And the ad that it was going against was dollar sign, zero setup fee, dollar sign,
zero install fee. That ad won. It was like that is... No, how did that... It barely uses any of the characters,
and it tells you almost nothing, but it won. Had more conversions, a higher click-through rate. So we took

that, and we applied that with the value props, and it did better. So it should never be like, unless the idea
is don't buy our product, it shouldn't be left on the cutting room floor. Always test it.

AR ERIE:

ENEERMPF. RENRERQE ADT TR BHMNET—1M7XH S, BAIEMEEKEBEHEET. MLt
Mr&l57T: “S0BmER, S0RER" . ERBMERN &M 7. E/LFRABAAFR, KR4, B
RURNREXRES, TERERNEXPNRBMNEEIRES, MREBIFT. AL, BFRIFFOLIERE “5IEHA)
B m” , BNERIZZEENH.

[01:13:34] Lenny Rachitsky

English:

For this first hire, what's the title of this person, usually in your experience?
R EE:

RIEMRAVERLE, XE— PR TRRASKEERMTA?

[01:13:38] Timothy Davis
English:

Lately, it's been growth marketing specialist, growth marketing manager, because they're going to wear
multiple hats. Like at any startup that you're at, you're going to be asked one day to, "Hey, | want you to
do performance ads," and then tomorrow it's like, "Hey, | need you to help me build out this spreadsheet
for a spec sheet that you have no idea what you're doing." So you're always going to wear multiple hats,
so just having a general title like that to start out with.

FROCENIR:

RDEFEM “ERKEHETR” 5 WERKEHFEKLE , HANESRYIR. THEIQE, (RSRAIEER
&, PARAREEEMIRTENENMMER. LTS —NBAKE, FEMRERTBAD T L.



[01:14:38] Lenny Rachitsky
English:

At Shopify, we call it GSD, getting shit done. I'm a firm believer in getting shit done. You should be in the
account, like | mentioned earlier with that ops cadence, we have stuff we need to be doing weekly, bi-
weekly, monthly. The bigger the company gets, the [inaudible 01:14:55] you wind up in more and more
meetings talking about the things you want to do, and how you're going to do it and stuff like that. But
keeping those people kind of sheltered away from that and focused on those things, are going to drive

the best results for you, you possibly can get.
FR3zEiE:

7£ Shopify, FMTEXM GSD (HBF)LDA) . FKE(S GSD. REZRANKFRE, MERZAIRNZET SR,
5A. 8WAE. BRHEAEE)L. AFEX, 2NHEE, AKEEITIE “BRAL” M “Baf” . BikXEA
BRI, TETER, TRENFHERRIFHER.

[01:15:47] Lenny Rachitsky
English:

| love that. In terms of how this team grows, you mentioned when we were chatting, that you wait for

someone to cry uncle, to hire more and to add to the team to kind of avoid bloat. Talk about that.
R EIE:

AET. XFRARMEHRK, RZeREMREFIEAN “KRiE” (Cryuncle) ABHA, LUBRALRBEM, B
AN

[01:16:02] Timothy Davis
English:

Unfortunately, we've seen a lot in the news lately with a lot of tech companies letting go of some really
talented people, and that is, | feel like just created bloated organizations. We, every month, my current
manager, Dean, created this calculator that we look at that says, "How much time are you spending in
meetings?" If you have any PTO coming up, put that in there. Optimizations, reporting, stuff like that to
basically add up to how many days are in the quarter?

FRCERIR:

FENE, ROHEAEERSBRQABHE, RRSEHREZAMARKEMHT. 818, RHZIE Dean Rt
MNA— M itESE: RETZONEAFR? BREKR? k. REZEZLVHE? REEHX—1MFERIIEK
BZVRETFE.

[01:16:59] Timothy Davis
English:

Oh, we're in the red right now for these two to five people. How many quarters has it been that way?
Okay, it's only this quarter. This quarter, we have a summit coming up, or we have a lot of travel because
we're meeting with partners, so on and so forth. So maybe this is an isolated thing, let's go ahead and
wait till next quarter. All right, next quarter, it's red again. All right, now maybe we need to start having



the conversation of, what this new hire will take over, what they will be responsible for, and how much
work they'll be taking on and doing, to replace some of this red that is going on.

AR ERIE:

MRXNPARELTF “OE” MERS (BAafF), RINSEFETIIEZE. IRARE
BREHE, BRAUBESF. IRTIEELRRLAE, PRINMFITICBAT: HiiIh
TEE? MMERRXLE “O6&” XiF,

X—1EE, AhE
Rft4? ggniEzd

[01:18:00] Lenny Rachitsky
English:
And red means they have more work?
HRCERIE:

e BREITEEEBIR?

[01:18:09] Timothy Davis

English:

Yeah. More days than there are in the quarter.
R EiE:

B, TEXRBEL T EELMRKRH.

[01:18:12] Lenny Rachitsky
English:

And so they basically estimate, "Here's how many days | need to do the things I've committed to for the
quarter." And then it's like, "How many actual days do you have this quarter?"

FRaCERE:
PR EE: “TRAFERENZEFEZIX" , AW “SFELHFEZLX"

[01:18:20] Timothy Davis
English:

Yeah.

R EIE:

o

[01:18:31] Lenny Rachitsky
English:

That is very cool. Is that a Shopify thing or is that something you do at your team?



FRSCERIE:
XKEET . 2 Shopify BUEIE, E2IREI B SHIHE?

[01:18:36] Timothy Davis
English:

I've done stuff like that at other companies before, but kind of bringing it forward again, | don't want to
take the credit for it. Dean was the one that brought it back up. It was like, "Oh yeah, | used to do this. |
don't know why | stopped doing it."

FROCENIR:

BUAEFNATEXATE, BEABIRETNF, 2 Dean EFIZLHRKRY, HURE: “WH, HLUFTHEX
4aF, BARRESTIR.”

[01:18:52] Lenny Rachitsky
English:

That is super cool. You mentioned this opps cadence. Is that something you can describe just what this
cadence looks like of how you run?

FRCERIR:
REET . MREIRY “BETZ” (Ops Cadence), BEiEA—TAEAREHARENG?

[01:18:59] Timothy Davis
English:

Yeah. So | love me a spreadsheet. So it's just a spreadsheet. Let's say column A has those buckets | was
talking about a finance, performance structure, keywords, so on and so forth. And then within those
buckets ... Or let's call those ... Everyone loves rocks and pebbles right now, right? So that's your big rock.
Your big rock is keywords. Then within that you have pebbles. Keyword granularity, brand versus non-
brand, search query reports, negatives, so on, so forth. And then within that we say how often we're doing
it.

FROCERIR:

BRBERE. EME—TBEFRRE. ATIRBKRIER: WS, RUEH. XBIEISFF. HNEXLEN “KEX7
(Rocks) s RAKTEE “NaF" (Pebbles), LbMIXEITKIE. BRKE. BEIT. ARRINFIERIT
MR BE. SMALTEEA.

[01:20:19] Timothy Davis
English:

And it allows us to ... If anyone in the organization's like, "Hey, how often are you guys updating ad copy?"
Easy answer. "How often are you guys doing search query reports?" Easy answer. And it allows us to make
sure we hold ourselves accountable to those things. So it's a way to hold yourself accountable, but it's
also a way for me as a manager to go in and kind of spot check that and make sure that they're doing the
things that need to be done in the account.



FRZERIE:

EXIFMRABEEANR: “MRMISAEH—REXE? ” HE “SAB—RERKRE? 7, KEiLZGEH
ER. EMULENBFKAT, BHERFEANSIEHITHE, BERKS EZMBEEET .

[01:20:46] Lenny Rachitsky
English:

In terms of the team, something else folks told me about you is that you're very hardcore about training
new people that you hire. What does people mean by that?

FROCENIR:
XFEPBA, BASHREAXHANZIIEESE “Bx . XRTARRE?

[01:20:56] Timothy Davis
English:

Yeah. There's a book called ... | think it's The First 90 Days, and in it actually has a graph that shows when
the person starts having impact and how many days it's been. And more times than not, it takes about ...
We've all heard it. 90 days for someone to have impact. | want to try and make that 45 days, if not 30.
Most of the time it has to do with learning the culture, learning the people understanding, "Yes, you've
done paid before at this other job, but this is how we do it here."

FROCENIR:

B—ABN (&8990 X)), EEE—KEEREZTHARERFIRFER NI, BEAREIRE 90 K. FHIEHE
E4E5EE 45 REE 30 Ko XEBEIRFIXM. AERSF, UKRAA: “BAMRUAIHI AR, BERK
X)L, MERXF"

[01:21:47] Timothy Davis
English:

And also giving them responsibility early on for something. For example, Kat on my team was hired 8ish
months ago. She was thrown into the fire very quickly. It was like, "Hey, we have this campaign coming up
called additions. Here's everything we did last additions. This is the results. These are your
responsibilities, these are the expectations. Go. Go forth and conquer."

AR ERIE:

HRERBLAMIIFE, tbanFHKEBAR Kat, 8 NHBININERFEHE “Phi#t T A o Fif:  “I2, FEMNEHNUY
Additions B97&s), XE LERPHIEMSER, XERVEREMIE, =8, XERE.”

[01:22:24] Timothy Davis
English:

But what I've noticed is twofold. One, when you're clear in what is expected of them, like, "You are
expected to do this when and you already know how to do it. Great." Or also in one-on-ones, I'll just open
up the account and say, "Hey, this is how | do it. Let me show you the way I'm doing it and how quick it is



for me. And you can learn, even though we're remote, I'm showing you as if you're sitting right over my
shoulder."

AR ERIE:

HERAMR: F—, PHRMHFETER, F=, 1010, RSERITAKFAER: 5, AEXARF
Y, XIFRR.” BARZENR, BERERSUGRLEREREEEE .

[01:23:13] Timothy Davis
English:

So making sure that they're efficient and effective with their time, they're focusing on that signal versus
that noise and giving them responsibility early on to really take ownership of something. You can see that
people are a lot more quicker to pick up things and start getting that flywheel going. Versus, "Oh, hey, go
read this handbook week one. Week two, let me introduce you to the team. Week three." It's like slow
rolling. "We can speed this up guys."

FRCERIR:

BRMINSHF A E, XEESMIERSE, HREULMNFEEIAZEIR. RELMAMNLEFRES, (i
RIRFLBEIEER, MARE—AEFM, EANERSE, F=AF iR, BKIET, RITTURES,

[01:24:41] Lenny Rachitsky
English:

ATT, there was a huge change to the way cookies and attribution and tracking worked online and it felt
like paid ads kind of like, "Oh, shit. That's not going to work anymore. It's over. Facebook is dead." Clearly
that hasn't happened at this point. Just what is the impact that ATT has had on paid ads and
performance marketing?

FRCERIR:
ATT (EREY App IRERIZEPAEIESR) X4k LR Cookie. VARFIEBERF~ETEAFM, HEARGR: “"&E

T, HBITERKT, Facebook BT " BAMAERKI. ATT MY EMEMERERTET A%
Ma?

[01:25:02] Timothy Davis
English:

We were just talking about this the other day because we have ... Full transparency, we have people fully
dedicated to mobile on the team, and | had reached out to Sasha who's on the team and said, "Hey, what
are we doing with ATT? What are we doing scan? All those things? Because has any of our tactics really
changed because of say, low opt-in rates?" And the direct answer | got from her was, "As long as we can
use SKAdNetwork to provide attribution and measurement for iOS, we're fine."

FROCENIR:

FHAMTALRRENS XD BATHANE R IR RTEMIRAIA. Fin) Sasha:  “XF ATT # SKAN (3ERAEVIEAE
2R), FNARBERNAFPEINER/MAETIE? 7 tAHHEREIER: “RERATEF A SKAdNetwork 1
iOS IRILARMEE, TR,



[01:26:10] Lenny Rachitsky
English:

Creatives, how impactful are creative in the performance of ads generally? Is that like, "Holy shit. People
are way under estimating the power of a creative." Oris it like, "Okay, it's like a fringe impact?"

FROCERIR:

=4 (Creatives) W EXRMWTMESZK? B “RAM, ARTERMETEMINE" , ERAERABLEF
Ma?

[01:26:10] Timothy Davis
English:

Way underestimating the power of creative. The best example | can give ... Do you remember Dollar Shave
Club? All right. There you go. You remember it. That was creative. Now the person buying it may have
done a really good job of just targeting males, but | would argue girlfriends at the time probably would've
been aware of it as well. Really good creative should be doing a really good job of telling a story. And if it
does that ... Again, going back to what we talked about at the very beginning, if you get that emotion with
users, whether that's pulling at the hard strings or comedy, it's going to have a lasting impact.

AR ERIE:

&R, &iFBIFIFFLZE Dollar Shave Club, fRE, fRIIFERIZIFE, BMEBRMHIE. RARBEIAR
RRRERREEB TSN, BRERINRESLEEINEE, FNEMMZHIF—MRE. EEFI]FFRI:
NRIREEMEI A A B — L RBT AR RMA R — RS ES AR,

[01:27:07] Lenny Rachitsky
English:

Chuck on Twitter asked, "When someone steals your traffic, say in Google search results and buying up
keywords around your companies, what should you do? Any advice?"

AR ERIE:

Twitter £EBY Chucka]:  “4NREATE Google BRERBIRIRAVRE, KIRATRIXFEE, ZEAD? B4
Bing? ”

[01:27:07] Timothy Davis
English:

Yeah. So that actually goes back to the visual that we showed. The biggest thing is just know that anyone
can do that. You can do it too. But a lot of times competitors could be doing it on accident. And what |
mean by accident is within Google, if you're bidding on keywords, Google will do what's called a close
variant. If you were to do say e-commerce solution, | bet you Shopify shows up as a close variant at some
point. So they could just be mismanaging their account. Don't give them that much credit that they're

doing this maliciously.

FRCERIR:



XX[EETHRMNNABNER. BEERE, ERAZBATUXAMY, RBEAIL. BERZNEZEEXNFELR
B, 7E Google B, MR RFZATFE ™A, Google RILAT “BREELT{KX” (Close Variant), LLIN{RIE “EBREERT
7 , Shopify AIBEREATAREHIN, PRUITAIBEREEEIRGFIKF, FINEMIIEHEHR=MN.

[01:28:15] Timothy Davis
English:

You cannot be, if the brand is trademarked within Google, they cannot use your name within the ad copy.
Google more times than not will disallow it, but they could misspell it. | can't tell you how many times I've
seen Shopify spelled with two I's because Google isn't catching it, but we can always put in a claim to say,
"Hey Google, please remove this."

FRCERIR:

NRIREIRAETE Google AM TR, MIIFRBEE GXRERMMHNEF. Google BEREIL, BffIalfER
WEP . FRITHRIE Shopify BERFN i BY, EH Google &M=, FHATAILAM Google BRIFE KRR,

[01:29:46] Lenny Rachitsky
English:

Al. You mentioned Al. You're looking for Al tools to help you with your workflows and analyze data. | guess

is there anything you've seen Al impact in the work of paid growth and performance marketing?
FREiE:
Alo fREZEITERR Al TEKMBN TIERM DR, R Al I BERIE KM SR EHTE T HAKREMIG?

[01:30:06] Timothy Davis

English:

As always, | go to the partners and | say, "Hey, what are we doing about this?" And Francisco at Google,
actually, he made a really good point. "You guys have been using Al for years now. Smart Bidding is Al. All
of the recommendations within Google Ads is Al. Ad copy recommendations is AL" So it was kind of like,

let's reset the conversation of, "Hey, this has been here. We have been using it." | do think it's having a
huge impact from a content standpoint and a creative standpoint.

AR ERIE:

Hia i EEMNH. Google B Francisco IREET H—m: “MRINEELB AIRZET., EERM (Smart
Bidding) #L= Al, Google Ads BRIFREREIN. XEREEFEE Al,” FTURNMNEZEMEM: Al BEMEET, &
TME—EEA. EFRINNCTUERREMNEMEIE=S T EXNR M,

[01:32:34] Lenny Rachitsky
English:

You mentioned creative. It actually came back to question | forgot to ask. Going back to the team that you
hired to run this sort of stuff, you hire this one person, growth marketer, specialist type of person, and the

next hire is a creative. What's a sign that it's time to hire the creative person?

RSz ERIE:



REIEM, BREE—TRATTENEE. RBETE-MEKERARRE, FTEEMAR. HAREZERA
=M ARBIRIERA?

[01:33:00] Timothy Davis
English:

Yeah, if you're using a creative agency and they're getting you everything you want and you're happy with
it, then it may not make sense to hire a creative. But more times not what I've noticed from creative ...
Creative independence tend to do better than an agency. The biggest difference | see is that matching the
right tone, matching the right creative look and feel that you're going for is accomplished way better in-
house, and also coming up with new ideas that you can test quickly and iterate on versus, "We only have
so many hours with the agency this month."

FRCERIR:

MRMMAEEMAREBENMARABS, BURFFTERA. BRERNEZR, ABEMASER LLAENEMIF
o RANKAET: NEAREEREMIBEREBEEMATNRE, mEERENAFEEHEN. (FFFE
280 XA RENMNEEFHERT T -

[01:34:45] Lenny Rachitsky
English:

Timothy, we've covered so much ground. Before we get to our very exciting lightning round, is there
anything else that you think would be important or valuable for listeners when they're trying to do this
stuff on their own?

FRCERIR:

Timothy, FMTMTIEE S, EHNHDAOHNBREZZE, NFBREZXE SHFHXLEENAR, B
Bt AEERNRING?

[01:35:05] Timothy Davis
English:

Yeah. | said it at one point, but I'll reiterate it. I'm always forward thinking, backwards planning. Just as
you're going through it, "Where do you want to be and ultimately how do you think you're going to get
there?" Because say your goal is to be on all platforms. "Okay, forward think. That's where you want to
be. Now let's backwards plan. "What can we do right now? We can do search because that's only content
and that's keywords. We can do that. All right, now we need creative, but where do we start?" And then
make iterations along the way.

AR ERIE:

HBR—E: XIEE FIERE, R o MBS “RREEGABR? MITEEAM? 7 RIKIREY
BireBE=METE. ¥, XEriEBIR. IEEM: “IERBHA? BIEUAMEBERST S, BAREE
XFEMXEIE. ARKNEFEREM, MBEFKR? * —8 EREHEAA.

[01:37:16] Lenny Rachitsky

English:



Got it. Well, with that, we reached our very exciting lightning round. Are you ready? First question. What

are two or three books that you've recommended most to other people?
FRERIE:
BART. MEHNABRAE, HEEFTIE? F—@. FRANABERSHNR=ABETA?

[01:37:28] Timothy Davis

English:

Daily Stoic by far. A book | read every day. Great By Choice is another good one. And Deep Work.
R EE:

B (EBH%ZE8) (Daily Stoic) , HEXEE, FF (EFEFE) (Great By Choice) 1 CREIE) (Deep
Work) o

[01:37:45] Lenny Rachitsky

English:

Favorite recent movie or TV show that you've really enjoyed?
FREiE:

BRI EREBR S ENRE?

[01:37:49] Timothy Davis
English:

X-Men '97. Thoroughly enjoyed that. | actually never watched RRR when it first came out. Highly
recommend that. The Playlist, which is about Spotify, Welcome to Wrexham and Billion Dollar Code, also
on Netflix, about Google Earth.

FROCENIR:

(XERE '97), FEEIFE. EF (RRR), BIUEE, XTF Spotify By (BMAE) (The Playlist) . (FRIDKEIEF
FEM) (Welcome to Wrexham), &% Netflix £XF Google Earth 89 {12/ 1F2) (Billion Dollar Code),

[01:38:31] Lenny Rachitsky

English:

Favorite recent product you've recently discovered that you really love?
R EE:

RIEAMHEZNTm?

[01:38:31] Timothy Davis

English:



| drink too much caffeine and I've been trying to cut it out and | kind of circled back to this product | used
to use called Magic Mind. It's a little shot every single day. Tastes really good and it does help with focus |
find.

FhSCERIE:

KRR AKRZ T, [EiREME. REMABE—MOY Magic Mind B9~ &, BX—/IVl, ERY, MERK
RAMeEHELEBFER IR,

[01:39:15] Lenny Rachitsky

English:

Do you have a favorite life motto that you often come back to share with friends or family?
FEiE:

BRBERENZELFROANERS?

[01:39:15] Timothy Davis
English:

Happiness is dictated by expectations. That can't be more true more times than not. And this one's
similar to it: You won't see it for what it is until you stop looking through the lens of what you want it to
be.

FRCERIR:

“EREURTIH.” XERSHHEEHERE. BE—TEMNN: “RERFELR REECE2M4F BIE
REEFEY, SNRKEERNFENERR”

[01:40:36] Lenny Rachitsky

English:

Is there something about Casey Winters that people may not know?
FRCERIE:

XTF Casey Winters, B ARRAHERBRENIL?

[01:40:44] Timothy Davis
English:

Casey is really good at tennis, like insanely good at tennis. In high school, he hadn't played in a year,
maybe a year plus. He was still ranked top 10 in the state of Louisiana for tennis players. Insane.

FROCENIR:

Casey FIRITIBBAST, MERFENIT, BTNE—FSRITIR, SRERBHRBMKAREM T &
BT



[01:41:15] Lenny Rachitsky
English:

Timothy, this was incredible. | think this is going to help a lot of people figure out marketing, run more
paid growth ads, figure out who to bring in to help them do this. Thank you so much for sharing and for
being here.

FROCERIR:

Timothy, XXEF T, REGEXZEHREABEFEHERR, BIFAENT S, HHNEZBHAENA. IFE
BRI ZEMEIR,

[01:41:36] Timothy Davis
English:

Of course. Appreciate the time.
R EE:

FES, RIFOEER.

[01:41:38] Lenny Rachitsky

English:

Bye, everyone. Thank you so much for listening. See you in the next episode.
R EE:

ARBI. Rgilor, THAL.



