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[00:00:00] Alex Komoroske
English:

So much of the way that we tackle problems and build products is this builder mindset. It's like | have a
plan. | then manipulate things to match my plan and make it happen. And this is a way you can create
tons of value. Part of the problem though is it can't possibly create more value than the effort that you
put into it. What | look for instead are things that can be gardened, things that can grow on their own and
that you can direct or maybe give a little bit of extra energy to or curate over, and is a totally different
mindset for it. If you do this properly, it looks like magic. I've been told that this is completely against all
the advice that people get, including products nowadays, but | think it's a very powerful approach that
works in a lot of different contexts.

AR ERIE:

HNRREBITEFRIAR, BRRAEELRTXM “@igF0&" (builder mindset), FitkE: #E—T
iR, ARHRBRASHEYRLERNITHIHERE. XHEIE—MEEEXRMENSN. EREAETT, EFf
SIENMERTRBIMRNIIE. Hk, HIFHHNZRLEALUE “BE” —HETENEY (things that
can be gardened) , EfJEEBEFKEK, MIRRFIIFEN], NEFIMNGT—REE, THE2HITHE. X2
—MHEERRENOE. WRIFMIG, EBERMEREZ. BASFE, XxedE 7T AMNRESINXT
mFFERI, BRIUNAXZ—IFERANTGZE, ERTHEAENTR.

[00:00:40] Lenny Rachitsky
English:

Today, my guest is Alex Komoroske. Alex is one of the most original, articulate, and first principle thinkers
on the future of product and tech that I've ever come across. This conversation will get your brain buzzing
in all kinds of ways. Alex spent 13 years at Google where he worked on Search, DoubleClick. He led
Chrome's Open Web Platform team for eight years, led augmented reality within Google Maps, and
developed a new toolkit to align company-wide strategy from the bottom up. After a stint at Stripe as
head of corporate strategy, he's currently founding a startup that aims to reimagine the web for the Al era.

AR ERIE:

SRIZER Alex Komoroske, Alex E WX F=RfRARREAT RN, RAREH. BEREF

“B—M4ERE” (first principle) HBEEZ —, XAMESILRHIARUEFHA R HEHER, Alex 1 Google
TET 134, 55 Search # DoubleClick B, fth4M1S Chrome BIFF X Web F&RFKIE/\F, AR
Google Maps FRIESRINE (AR) W55, HART—ELWNIAE, BFE T LME—2 L ERHKE, £
Stripe 1BfER L & A SR A—ERET RIS, MtERIEESIN—RILIATE, SEHN Al BLERITE Web,



[00:01:13] Lenny Rachitsky
English:

In our wide-ranging conversation, we cover how LLMs and gen Al will impact how we build product in the
coming years, what skills will matter most as Al becomes a bigger part of our lives, what companies can
learn from slime mold, organizational kayfabe, the adjacent possible, strategy salons, why you should be
thinking more like a gardener than a builder, plus a bunch of productivity tips, life advice, and so much
more. This was such a fun episode, and I'm sure this is going to get your mind thinking in completely new
ways. If you enjoy this podcast, don't forget to subscribe and follow it in your favorite podcasting app or
YouTube. It's the best way to avoid missing feature episodes and it helps the podcast tremendously. With
that, | bring you Alex Komoroske. Alex, thank you so much for being here, and welcome to the podcast.

FROCERIR:

FERENXRTZHMER, HMTLT: KESEE (LLM) FMERR Al SR mE R/ LEN~REES
N, FE AURNETE, MERERTEREE,;, RFFUMN “FE” (slime mold) HFERIHA; HRM “Hl
%17 (organizational kayfabe, s —MAROBAENREMHEIR) ; “MHBETEE” (the adjacent
possible) ; KE&VH,; RAHAMKZEGEERTMARRIEE—HFRE, WIMNEE—RINEF=NFIT. AERY
£%, XE—SFEEBNTE, REGERBAMFLE2MNEE SN, NRMFBERXMEER, NS TEM
FAZX YouTube EITHAXF, X@ERETEETENRGF AR, BHHRNEEER. WE, 1EIFHIIXGD Alex
Komoroske, Alex, JFFEGSIREENR, JYPRINAER,

[00:01:57] Alex Komoroske
English:

Thanks for having me.

FRCEIE:

HHEEE

[00:02:02] Lenny Rachitsky
English:

| love the way your brain works. My brain immediately starts buzzing anytime | start reading some of your
stuff. And one of the more interesting things that you write and do and a really interesting habit you have
is you actually have this doc that you keep called Bits and Bobs that | love, and we're going to be touching
on a lot of the things that you share in this doc, Bits and Bobs, and we'll link to it. First of all, can you just
explain this doc, Bits and Bobs, what's it about?

AR ERIE:

HEBERMPBLAR. SHHFIRHINE, RNARMSULZERER. RENRAEZSREBN—H,
HWRFE—NEEFEBRSIM, MEIMEIFE DU (SHARE) (Bitsand Bobs) HIX#E, HRERE, il
SREMIEFNREANS, RITESENBEW LR, B, MERE—TXIXEE? ERREXTH
LHY?

[00:02:27] Alex Komoroske

English:



Yeah. | think it's like 600 pages now. It's this one Google Doc. Every so often, almost every day, someone
will accidentally add a suggestion like add a space or something because it takes so long to load that
while they're waiting, they'll tap on the screen and then it'll turn into taps on adding a comment or
something. And | take a lot of notes. And people, | tell people when I'm in meetings with them of like, "If
you see me on my phone or typing, that means | think you said something very interesting and I'm
writing it down. It's not that I'm just that I'm disengaged. | try to collect all these ideas." And then once a
week, | go through, | take a few hours and | just reflect to myself and try to find patterns and unpack and
find meaning and things. And | write those down and | started sometime in the past sharing those
publicly, and it's now become a thing | literally can't stop doing.

AR ERIE:

B, REMEAME 600017, EME— Google X, BR—EHE, LFEX, H#EBATNMEL
EARINENY, LEIIn =2 EH, FAXEARKRT, MENERK, WESFENRERRE, SRMEMRT
AL, HICRZERL, EASHESHIFIIA “MRMEBIREFINIITF, BEEKERTSIRRA
RBEEER, REFICZ TR FRENFFNE. HABEWEFRBEXERE" AREBA—R, RIE/LDMN)
R#HITERRRE, SRIHWERN. FEAIHEVHE . RSBXET R, IEXEMHREFRLAASZE
XERR, WEXBENTHEFTRN—MHE,

[00:03:17] Alex Komoroske
English:

| just find someone who was like, "Oh, if you get more exposure for this, if you broke these up into tweets
that you sent out once throughout the day," it's like, | did this for me. I'm happy to let other people see
and peek into my weird mental process if they want, but this is 100% about my own self-reflection. And
it's not designed. | don't want anyone to feel compelled to read it or... In fact, it's designed a little bit to
be, | allow myself to be a little bit illegible. | want people to have to work a little bit with it. And it's not
going to lay it out on a platter. It's going to jump between different things. I'll use terminology sometimes
that is, what are you talking about? And | do that specifically. | don't want anyone to read and be like,
"Oh, it sucks. It wasn't worth my time." It's like, "Cool." It's a 600-page Google Doc of my just unspooled
insights. It's okay for you to not want to dive into that.

AR ERIE:

BAEBXNER: “NRFBILEREESR, MNZBEFRHEXESXREH.” ERNTER: XRRNEC
8. MRIIABFRAREFHNBLEIRE, BRREEDE, BX100% 2XTFHRECHRE. EREEIZE
®ite BRAFEEMARIEENERE, FXLE, ENRHIIRETE—= “BWER (llegble), HFHELER
BUTEROBEER, EAIEAAEERIMKEER, eEFAAFEYZEBERK. HENSIERA—LEILAR
FEXRRHNARE, REREX AWM. BAFEEAERRER: ‘B, XIET, MEGRENE." RNRNE
B RERR X2 600 018, IERIERIBAAER Google X, MIRIFFERNMAR, AR,

[00:04:09] Lenny Rachitsky
English:

[Ad break for Eppo and Vanta]
FRCEIE:

[Eppo #1 Vanta B9/ & 18 15]



[00:06:21] Alex Komoroske
English:

| started it many years ago in the same conceptual thing, taking a bunch of notes. | have a thing called The
Compendium, which is an open source tool. If you look at it currently, it looks like | haven't touched it in
years, but that's actually incorrect. I built this about five years ago. | use it every day. And so | have, | think
let's see, | currently have 17,248 unpublished working notes. And so what | do during the week is I'm
taking notes very quickly in meetings, and then every day or two, | go through and | process them and put
them in as working notes in The Compendium, and this is where | correct misspellings. | add just a little
bit more context so that it will make sense to me if | were to read it in a year.

FRCERIR:

REEFFMFAIBBEMNER, BRZEIE. ZRE—TM (NE) (The Compendium) BFRIER, R
MIMEERERE, BEFGR/LELMIT, BFLHIFMNL. RRNAEFHALTE, NESKEBER. &E
A1 17,248 ZRRBHNEREIR. FX—BANMIER: ANPREIZEIR, ARE—RXAILE—E, £
ENFEAN (NE) FAIHEZEIR, T‘;ZE?JZAQLIIEH%%EBE, BI—RLETX, UME—FEHBIRNEEE
1o

[00:06:58] Alex Komoroske
English:

And also, | built a feature into it that uses embeddings to find similar cards. | find similar ideas from the
past. And then what | do on Friday afternoons is | sit down and | go through all the notes | added that
week and | just click and check the ones that still resonate with me, they still seem interesting in some
way. And then | have a little export thing. | put it into a Google Doc, and while the kids are napping on the
weekends, | just go through them and try to distill them a little bit more in a more long-term format. And
then on Monday mornings, | publish them. And again, it's a deep... For me, it's like | can't imagine not
doing this. It is the place where | find most of my most interesting insights is by reflecting on interesting
conversations from the week before.

FROCERIR:

teoh, HEREBET—1IhEE, FIA “BRN” (embeddings, —# Al AR) RIWBMNER, MMAIEEN
KAEE, ARTH, HILTRINEB—AFMOPAEEIR, WELPERALZTEHE, KAGBHA
Bo ARBE—NTRUIER, BENIKA Google X#, FIREZFIIFIER, HEMEEAN], BENHRENE
KERIRRI. B—F L, HEABEN. WHEKR, XELRNER, RLEFERFIXAM. BIRkEF—FE
BEIXIE, HEERTADREEI L,

[00:07:39] Lenny Rachitsky
English:

As we get into the conversation, people get to see how deeply you think about stuff. Part of the reason
you're able to think so deeply about stuff is you have this practice where you take time to reflect and
share and crystallize. There's so much power in just forcing yourself to write it out, | imagine versus, just
not.

AR ERIE:

BEEMEENRAN, ARSZBEMMHNBYNEEZEZ R, MEBE/XAR, SBORRETMXMRE. 2FHM
LZRNIR. EfRE, BEECFHREFEANNE,



[00:07:54] Alex Komoroske
English:

100%. | find that when you're busy, you're constantly just go, go, go, go. There's no time to do any deep
thinking. Deep thinking takes time and space, and you got to create that space. The mundane, pointless
bullshit will take every square inch you give it. So you got to make that space to sit back and reflect and
luxuriate in these ideas. And when you do, you're often like, "Oh my God. Oh wow, that's one I'll keep."

FRCERIR:

100% &, HAMAMRITEREY, (RERENEMEIL, RIKEREHITRERE, REREZFENENT
8], MRGRENEISIN=TE, FHE. TEXHNUES SFEMEENS—FT=E. FRURGFEH=EST
KRB, TUREXERER, SIRXEHE, MEBRIRN: KB, IMUAKET, HEBRS.”

[00:08:18] Alex Komoroske
English:

And | told people, back at the very beginning of my career, | used to work from home on Fridays. And
people gave me so much shit for this and they'd say, "Oh, you're working from home on Fridays." First of
all, I will line up my output any day of the week. I'm very proud of the impact I've had. Second of all,
Monday through Thursday, I'm in meetings from 8:00 to 6:00 or whatever. I'm just running between. I'm
singing, pinging people and scheduling things and flinging action items. And the one day | don't take
meetings is on Friday, and that's the day | read documents carefully that people had sent me or reflect.
And | think to myself, what is the thing that if | had done it before the week started would've saved me

tons of time and effort that week?
RS ERIF:

AR EENR, HARZEERDR. AMRALERZE: B, MAREXEWHW." 8%, H—AREM
— R HELER[EER, FNECHEMAREBER. HX, A—2AN, ZFMEL 8 RETF 6 REEFF
=, ILEKRA. RHERB. 24%ES. MALRRE—FASHN—X, BERFAIDRSI ALK
TREBENEF. REPEC: MRBEEFFEEET WS, EARXEATERENNBEMEN?

[00:08:58] Alex Komoroske
English:

So for example, maybe in 10 different one-on-ones with people on the team, | had to explain to them a
strategic thing that we were doing or a change that we were making. And the idea and the way | framed it
worked for everybody. Well, you know what? That should probably be a document, right? If the same idea
worked for 10 different people and now in the future there's probably 10 other people that need to hear
it, and now I'll write that document in 30 minutes and now | have it as a memorialized thing that other

people can read on their own time without having to involve me.
FRZERIE:

ENMF, WIFESHEAKERN 10 XRARN——E8EH, ERAEFEMIIBERIEEMOEDSKRET
£, MENBBMRESXNENALEZR BA, RERED? XMWiZEK—©5H X1, WRE—MEES 10
ABR, RXRABEERIN 10 MAFER, HIMERE 30 0HE TR, EMBET —NKAMNIER, HAR
LT E SRR E]ER, MARERNT Ao



[00:09:24] Alex Komoroske
English:

And you also find these interesting ideas sometimes where you look at this problem that you're banging
your head against, you go, "Oh wait, if | will like that, that would've a wildly different dynamic." And you
can only find those when you take a step back. And | find that people, | told someone, | mentored
someone, I've mentored hundreds of PMs over the years and | told someone that at one point and they
go, "Oh, I wish | had the time." And it's like, you got to make the time. All of us are busy and we will always
be busy. And so this to me is not something | do to just for the enjoyment of all. | do deeply enjoy it
intrinsically. It's something | do because | think it makes me more productive and effective.

FRCERIR:

BRI —LEHEENTE, STEN— T EEEERME, FERARIRE: “F—7T, mEHRHKD
AEE, FRAETERE.” RELAMEBE—PH, (RAERKNXLE, HESIHERZTREE PM), RES
IWERAX—=, tilR: B, REEBHEMNE." BFLRE, MuaBthetiEl. HIFFEASRIL, mMEX
EERIT TR, FRAMERKR, XFNNXEBANT RB (BATBLATEEF), EREAFUAIXIULERESH.
EH .

[00:10:01] Lenny Rachitsky
English:

I'm very tempted to go down a whole direction of just how you structure your time and your productivity
calendar and all this stuff, but I'm not going to do that. That could be another episode if | do.

FROCERIR:
HEBRNRN R OA R E., EBEFHABZEN, BRAFTXAM, SWBRFENR—5%

[00:10:09] Alex Komoroske
English:

| do for that for hours.

FRCEIE:

ARER AT LA _E4F 1L )NE o

[00:10:10] Lenny Rachitsky
English:

What | want to do instead is pick on some of the Bits and Bobs that you've been focusing on noodling on
that I think are going to be really helpful to listeners in how they think about product and the future of Al
and all these things that | think are emerging. And the first one is actually that | want to get your thoughts
on how Al and LLMs are likely to impact product development. A lot of the listeners of this podcast are
PMs, engineers, founders, people building software, and you're spending a lot of time thinking about Al
and product development. A lot of your Bits and Bobs have been just like, "Here's what's happening. Holy
shit. This is how things are going to be." So let me just ask you this how do you anticipate LLMs and gen Al
are going to change how products are built in the next three to five years?

FROCERIR:



HEMNERE—LERE (FHRE) EREZNAE, RUNAXEWITREZ=am. Al FIRRUREMHHH
M=IFEEED. F—TRBBFHWZ . AMKESRE (LLM) BNEEmeaAR? XMEFHREIR
2 PM. TR0, glisA, ERmEBRBMENA. (RETRZEERE AlM~mA %, REVRSECEHER
o “KEB, XMBEARENERS, RRILAXMF” PRATARRE, (I LLM MEMT Al ERFK=EE
FRFOFAE~mAES?

[00:10:56] Alex Komoroske
English:

| think they change a lot. | think LLMs are truly a disruptive technology. In fact, | would argue that what
we're seeing in the industry is us trying to use mature playbooks from the end stage of the last tech era in
one that doesn't really fit yet. To me, LLMs are magical duct tape. They're formed principally by the
distilled intuition of all of society into a thing that operates between, a cost structure between human and
plain old computing. So much of how the industry is built presupposes the idea that software is
expensive to write and cheap to run, and LLMs undermine both of these. So it makes it LLMs allow writing
shitty software to be significantly cheaper, not necessarily good software, but good enough in certain
contexts. And also it means that there's certain software now that isn't plain old computing that can be
run cheaply. It's relatively expensive marginal cost.

FRCERIR:

HIANNBEZIFE K. LM BLE—MEB SRR, XL, HANERTLANERE, RINEREEFE
BHMRARE, EAL—TRARRKREIMATUE WHEFKE, LLMBGE “HHRHERT" (magical
ducttape). EMIARELREHSIERIIRE, BITEALMSHERTERAZ BN —MMALEE L, BEl
TR EMERIE “RERSHER, BITERN” , MLMBEBTXMR. LLMILES “=0H" EERE
BEE—FA—ERHNH, EEEEYRTEBRT. AN, cEREXEFRERITENRENEA S
17, EAfRRA RS,

[00:11:49] Alex Komoroske
English:

And so if you're going to do a consumer startup, it can't be based on advertising. It's just too expensive.
Advertising cannot clear the inference costs even with inference costs declining. So | think the way to me,
a disruptive technology changes tons of stuff, all these assumptions you didn't even realize you were
making because you didn't realize it could be any different. Imagine if you were locked in a room for your
entire career, no windows, and you have all these experiences. You're going all this know how. You're
getting this sense of how things work, what will happen. And then imagine that room tilts on its axis by
five degrees. Everything looks roughly the same, and yet now the dynamics of the force of gravity is
pulling in a different direction than it was before. You didn't even think about the force of gravity before
because it was so omnipresent. It never changed that it's just a blank in your head. And now gravity has
changed effectively for your perspective and all kinds of intuition is now wrong. | put this thing on the
table, it's going to stay there, and then it slides off and falls into the wall. All kinds of weird stuff will
happen.

FROCERIR:

i, MRMEM—ZERRDEIAT, EFEET SN AANERET, BERERESTETE, 'S
WAt BERTHEME, MHEKR, SBEERAZHELTHEE, SEBEMEERFIREESEMOR
1%, EAAMRURIREEERSA. BR—T, IRMREIRULEESRXE—TRBEANERE, RRETFR
B2%. MRMNEMEEARNER. AR, BRXMERSMEFT 5 E. —IHEREE—1F, BES



MAMET. MUBMERIES, BAETAFEEMRAEE. 0E, MIBIRARE, ENET, FFRE
MERERET . (MEAARER LUANEREHER, SREBFREITEL EMFENFREIRE,

[00:12:44] Alex Komoroske
English:

And | think LLMs to me feel like that. | can't tell you the number of people who are... At some point at a
year or two, someone came to me, they're like, "l just built a prototype, product that would've taken me
three months. And | can believe it's going to start up." | was like, "How differentiated do you think that
is?" Everybody can do that now. It changes the basis of competition. | think today | see a lot of folks using
LLMs, and LLMs are like a squishy computer. We're used to computers doing exactly what we told them to
do, which is not necessarily what we meant. And only some people have learned the skill of
programming, the arcane magical incantations to make computers do exactly what you meant.

FROCERIR:

(1F LLM M BXMRED . BBABFEZ VD ABRKRZKIR: “BOHMT —NRE, UAER=1TA, Wi
—TFFRRT , HREXER—RAF.” HHRNZE: “MRREXBZSANESRNL? 7 WESDHAHEREL
ERETRSFNEM, SXEEIRZAEGEA LLM, M LLM EE—& “RESNBM” (squishy
computer) . HEMSIRTEBEHRITERN “SF eBHE, MA—EBRITHN] “BE EMHE. RELH
AR T REXMEMINE, LERERRITHIINEE.,

[00:13:24] Alex Komoroske
English:

Now, LLMs can do all kinds of stuff. And they don't do exactly what you told them, but they do typically do
roughly what you meant. | see all these places where people will build products and they'll say 80% of the
time, 90% percent of the time, it's great. 5% of the time it punches the user in the face and they're like,
"Oh, we're going to reduce the number of times it punches us in the face." It's like even if you get it down
to 99% of the time, it's fine. If it punches in the face, that's not a viable product. And so how do you
design your products assuming that this thing will be squishy and not fully accurate and fully work?
People use these things a lot as oracles. "I'm going to have it. I'm going to formulate the answer and it's
going to be a fully fledged answer." And of course, strawberry has been really stabbed at. Gotten a chance
to play with it. They are getting better at some of these kinds of behaviors at great expense. But in a lot of
cases, | instead would rather say, "How can you take LLMs for granted? How can you assume that you now
have this magical duct tape? Don't assume it's going to solve all your problems. Don't assume it's going
to do autonomously be able to give high quality results of every case. But what can you now build now
that you have magical duct tape?"

FROCERIR:

WE, LM BJLMEHER. ENF—ER2RBMIAAY, EBEEABNSMNEE. REIRE~m,
FF& &5 80% X 90% BT EIE RIMRE, B8F 5% WHNEER “ARAF—IZE%E” (BUHITERIR), AR
il : “HMNBRELDEITRRE" EBlRERE, BMEMBEMRLE 99% HitEE R R#E, RBEEZRT
B, XPMAR— AT @m. B4, ARIEXNERAR “WRFH « Ae2ERERT, Rzt
FFm? REANBXERALM “WiE” (oracles), RIFCRERLE —TRENER. HA, & OpenAl HY
Strawberry (ol) BEIEESZHAERXNEE, S ERLETHEIHBIELRT, EANER. ERZBERT,
TR “BAMEZBTXM WHERE , (RNEEMNERMAURMAIINARE? FEIEECHRAME
&, BAEEEEREMBIER THEEGHEREER”



[00:14:24] Lenny Rachitsky
English:

You're a product manager for most of your career. Now, you're a founder. I'm curious what your advice
would be to product managers and people building products in terms of what skills they should lean into,
what you think is going to be matter most. There's hard skills. There's soft skills. There's getting more
technical. There's getting more product business-oriented. Just what do you think people should work
on more and becomes more valuable and what do you think becomes less valuable from a product

builder perspective?

AR ERIE:

fRERIVAEERIAEB 2 B {E)ERE PM, FLERLIIBA. HRBAERR PM M~ miyEERIZI: IR Z N2
LEREE? IRANTARER? BEKAE. ki, EREERA, E2ERE~mILS? M=nZENHE
K&, MAANMERBRRIEENE, PEBFFIBLAEET?

[00:14:52] Alex Komoroske
English:

| think in this early stage, we're in the community gardening phase, not the factory farming phase of this
technology. And so | think what people need most is curiosity and play. You should be playing with these
things and trying out different things and seeing what weird things are possible now. One of my favorite
things, to be honest, right now, it's using Al is WebSim. WebSim is so weird. What a weird idea, like why?
And then you play with it and you realize, "Oh, this is a thing that could only exist in a world where LLMs
exist." And | think these kinds of odd, interesting, weird, provocative, generative things will be where a lot
of the interesting patterns are found because right now we're so used to... If the playbook, if the cost
structures have changed, the kinds of things are now possible, the playbook is wrong and we should
throw it out or at least ignore it to some degree. So it will feel like we are navigating through a whole new
industry that it has in the past.

FRCERIR:

FIANTEEFXDNREME, BRITAFXIEAN “HXEZ” M, AT “TI WHE M. Hit, &
WAANNEFENREFEHFON I O, MRZERXERA, ZRAERNEEYE, ERUEESLIMLE
FIENEE, EXY, RINERENRW AIRHBZ—=F WebSim, WebSim X&FET, XML EERZHL,
BEfmdzE, MERIRE: ‘B, XR—1MREE LM FENEREFREENARAE” Kk, ERX
LHE. B8, RN ERRNEY, 7RANEEENNMS. BNNRKELEHET, UABTTUEME
T, BIZBEDNE, XIBZVEEMEE LZRE, XREMERITE— 2T PiiiT.

[00:15:47] Alex Komoroske
English:

Anytime that an industry gets really, really, really, really, really good at like vertical SaaS, we know how to
execute the crap out of that. We know exactly what to do. It doesn't require that much. It requires
consumption and execution velocity and all this. But vertical Saas, | think, is not the right model of how
you would attack a problem that is an Al native style problem. And | think that those are where all the
interesting things will be. And again, | think a lot of the tactics that we're trying out at the beginning, they
won't work. It'll turn out that they only work 95% of the time, and 5% of the time they punch you in the
face or something. And that means that you have to be more adaptable and you have to assume that a
scrappy thing will be more important.



AR ERIE:

H— M7 EFEEME (LbiNEE SaaS) TISREMAR, FMIFEMETTEMNIT. FHATHTIMAE ZM T
4, XRFEHRITRE, BFIAA, FH SaaSHRAHFTESHR “AlRE" EXpEE. HIAANEBNER
HELAERERE, MB, BIANFENKZNZHNRZSRBEIABAZEZL. ERILIWENRE 95% BEER,
FTH 5% BHEISHAH, XEKREMRGNERBENYE, HFEETIRE “BREERE" (scrappy) WREZE
REEE,

[00:16:28] Alex Komoroske
English:

One of the ways | put this is we've seen a vast reduction in the cost of distribution of information, and
now we're seeing a reduction in the cost of information production. And most of it is slop. And so in this
cacophony, how do you stand out? You stand out by having good taste. | think taste is the most important
thing. You have a perspective that is different from the background noise, different from the average and
that people find compelling. How do you find your own taste and how do you lean into that taste is, |
think, much more important than just generically executing in the way that everybody else could do.

AR ERIE:

BO—MiER: BRINELEBI T ERDAMAENKERRE, MERNERFIEREFHARER. MEFKX
Mo “HIRAE" (slop). AX—RIEHRES, RIARAML? ERZMRE “FmK™ (good taste) .
FINNBREREEN. MAE— M FETERRE. FETFEFREAREILAGKREMA. FiAN, KMHE
FEHCHMK, HGEEMA—FHITTENRITEEERSS.

[00:17:01] Lenny Rachitsky
English:

There's so many threads | want to follow here, but maybe on just this last one, when you say taste, what
do you mean by that? What should people think when they're like, "Okay, | got to work in my taste"?

FRZERIE:

XERRSFERNRITENEE, BARIKRE—T: SRREE “BK B, REMKEFA? SAMNR =B
miR” B, I ZBEFA?

[00:17:09] Alex Komoroske
English:

Taste, one way of looking at this is differentiate from what the LLM would've written if given the same
prompt. How different, how distinctive is what you have to say. And | think so much in large industry, in
large organizations is about fitting into the role. How can you be a better and more efficient cog in that
particular kind of machine? And | think in this new world, what you want to do is how can | become the
best version of myself? How can | lean into the things that | have an interesting perspective on that make
me different? Those are the kinds of things. And now of course, if you lean into something and you're
doing something out there and nobody resonates with it, then it doesn't count. Good taste is something
that is individual and also compelling to others. And so find what things you say that resonate with other
people and lean into that.

FRsCERF:



MmN —MIERESRZ: REV~HS LM EERRTIE TEHNABEE ZANX? FAMRMIEE SRS, £
BYHRE? HIANNTERAT. KERE, REBHEENT "“ENAR” , BNAMAIXEHRERF. Ea
AUSRLLE], (BEMURE, MNZBENE: RNARARFHNES? RMNARERLILRS KFRNEBNR
2?7 S, MRMESNRATSRATERD, BERT. FakER AR, HW2EERSIHAR. FrLL,
EFHIBLEAREESEMARISHARRE, HEFTE.

[00:17:53] Lenny Rachitsky
English:

| love that. Back to the WebSim example, we'll link to this, but definitely play with WebSim. | was
interviewing Dylan Field at Figma Config and this was his... Asked him like, "What's the number one thing
you think people are going to get more excited about in the future that you're playing with now?"
Because he's really good at identifying things that are going to be bigger in the future, and that was his
choice. And it's very hard to understand exactly what it is if you just go there. But basically it's like you
type a URL and it invents what that website is using just Al LLMs.

AR ERIE:

K#ETo [EF WebSim BIfF, FHIEM Lk, AR—EEEIIt. FKE Figma Config i Dylan Field
B, fafth: “FIMEEEN. RARKRRAMNESRHXENRAEZTA? 7 tIFEEKIRFIKRN KBS, m
XEMANERE, MRMRABAHEE, REERTIRZMT4. BEKXL, fBA—D URL, ERMSNEAI
LLM =& H A RIILRI RS

[00:18:22] Alex Komoroske
English:

That's insane, as in. And you can get it to do, you realize as you play with it more, you can get it to do all
kinds of specific things and you can steer it based on the way it uses the context of the last few pages. It
creates a coherent world that's coherent with the things that you have recently seen, because you can
steer it directly and you can watch fascinating people. They'll cover all kinds of wacky little techniques to
get to generate, like generate a game for your kid that's on a specific type. You can do all kinds of stuff.
And I'm not saying necessarily WebSim to me is a disruptive thing. Things that look alien and weird and
yet are compelling, those are what we should be paying more attention to as opposed to take an existing

playbook and slap something on it.
R EIE:

XEERT . SMEH%E, MLIFALLE#SMEENESE, MEIRERLNH ETXRSIFE.
ERIET —TERMHR, SREREEENAARIE—H, BAMAIUEESISE. (RAUEERSEEHIA
BEMEENNRIGLEEEREKRA, LMABRFER—MIERBENER. MAIUMEHE, RHAFZNR
WebSim &S EHE LR, MERBLEERRMAEE. FIREXSIANMNKRA, FBHINLZXEHN, MR
ERENENIUE LEREE,

[00:19:03] Lenny Rachitsky
English:

| love that. Another point that | saw you make about Al and the way it's different from other things we've
done is most of the tools that we adopt in the workplace are collaborative where it helps your team be



better, helps you collaborate better, and Al is the opposite. It makes you individually better. Can you talk
about that insight?

AR ERIE:

REWZAME, £F A, REBIMBET—A: BITEHRRANASHTABRNELN, SERYE
PAIGELF. IEEIRK, T AISIHER, SR AZGER, (RAEHIX N IARIS?

[00:19:18] Alex Komoroske
English:

100%. | think this is one of the reasons is that the question right now of, okay, everyone's talking about Al
and yet nobody's doing... There's no interesting breakout success obviously other than OpenAl and
Anthropic obviously. So is there any value being created? | think it's entirely possible. And Ethan Mollick
who's a good friend, who has an amazing blog who's absolutely worth reading, has pointed out, too, that
this is a thing that make individuals better in a way they might not want to tell their manager about. I can
now do my job twice as fast. And if the organization sees that, they might go, "Wait a second. We should
pay you half this much." They're like, "What if we get rid of some extra people or something?"

FROCERIR:

100% AE. HIANXMEBREZ— IMAERREIEXIE Al, 1BFRT OpenAl 1 Anthropic, AFiXZBERERN
BERINNIN. B4, AlEREIETNEMS? HiAANTEE 8. HRIFAIK Ethan Mollick (fBRIIERIFEER
—i%) iEH, ALEDMAZRER, EXMBAZMITATERARSTIFERN. i, “HIMEMITIERRER
T—E , WRATRMET, AeESE: FT, BRNBAZBERMIF—FIER? * HE HE2FE%
®HT?7

[00:19:56] Alex Komoroske
English:

And so if this stuff is magical duct tape, it's very hard to make scaled, repeatable, large scale things out of
it. It's very easy to do rig the shit out of anything. And so you'll see it being used in the small in a way
that's almost entirely below the level of awareness of the seeing at the organization. The organization
almost won't see it or sense it, and yet it could be adding significant value or just being used quite
heavily. And | think this is one of the things that makes it if everything is happening in the long tail of
usage, then you could conclude, "Oh, it's not being used for anything in the industry," but it's being used
all over the place. | talked to Claude 20 times a day. | just have long conversations with it. | have tons of
projects loaded up with all kinds of contexts on different topics, and | literally could not do the job | do
now without having a conversation partner like Claude.

AR ERIE:

FRUL, SIRXLERAR “WERT , MREACHMEMEN. IEENARTE, BIREZARBESM
BiE. Ak, MEEFIEERNEERAEER, MAKNBRLFERERT. ARRAAFEE, BERELE
EEEEARME, HERIMEER. MRFAENERAIMAERE “KE” 87, MAUgIFHERH “TIER
ARBE” , BEFEEXRLTRE. HEXM Claude 3377 208, #HITKITENXMIE, HERSHEME T &
FENLETX, MRKE Claude XEFBINENH, KEELETHRIMENTIE.

[00:20:48] Lenny Rachitsky



English:

Let me follow that thread real quick because a lot of people are like, "Okay," people keep telling me, "Play
with Al. Use ChatGPT." Sometimes it's hard to see exactly what they can do with it. Can you give one

example of how you found it really helpful or how you use Claude or another tool in your day-to-day?
R EIE:

HRER—T, BARSZSASHR: “FB, AKSiLFEIAl, A ChatGPT,” EENREFSAEFEACHEMMT
%o REEE—1IF, RAAMBMAEEEILFTRNCIFEER, REMREWNAER Claude HEMT AR
g?

[00:21:02] Alex Komoroske
English:

| use it to think through problems. And so like when I'm trying to name a concept or get a handle on a few
different ways of looking at something, just saying, "Here's what's in my brain about this topic right now.
Here's some relevant context." | have a number of projects that just stuff as much of the Bits and Bobs
into the context as | can, which is very helpful. And | just say, "Just play with it. Just give me 10 examples
of that thing," or then, "Critique these ones," or, "It feels like this one's the best one for me. What works
about this? Why is this one the best?" Or, "l want to work at an angle now that has something about know
Helen Nissenbaum's concept of contextual integrity. How would | layer that in?" It's just think of it as
having a extremely well-read but slightly naive friend who is will never make you feel dumb and is willing
to engage you in any particular topic you want to go down.

AR ERIE:

BRATRBE @, NS HRBLE—MEEHE, REBN N TEAAEERREGSEN, Bel: “XFX
NEH, RMERFERXAEN, XREXNERES.” BEE/LIIE, ROl (SEE%) &
FTXE, XIEFEE, B2t “BERLE—T, 4R 10 MIF" , SE PTH—TFTXNLD , TE K
RIEX T HERRRY, EFEME? ATACEREFN? 7 & “BI8M Helen Nissenbaum By “1FIRFEE
M’ (contextual integrity) BESLIN, ZELALER? 7 HEBRE—MEFERERENAR, MXiZFAsit
B EIER, HEBERBFRNRITERIREIRIER,

[00:21:49] Alex Komoroske
English:

So when you talk to an expert like a lawyer or a doctor or something, you know that that time is extremely
valuable. You have a very small slice of time, and so there's tons of questions you don't even bother to
ask. "That's a dumb question. I'm not going to spend $1,000 to answer that question." Whereas if you can
have that conversation, now this is not saying use it for legal advice, but it can allow you to explore
through a problem domain and then later check it with experts and say, "I believe this is a coherent
outcome or a thing that should happen." And they can go, "Oh yeah, that works." So | use LLMs to help
me. It's like getting a, it's like an electric bike for idea spaces. You can just cover so much more ground so

much more quickly in them.
R EE:

HREWRIMREESFSETRE, RAEMINEEREESR. MRABREOEE, FFURSREIMRERE
|, 0 “XZRANERE, HAEBE 1000 ETEEXD.” MET Al, BAFRRRAERENEREN, B
ERLULRERENEHITRE, ARBEAEREZE: “RUANXE—TMEENAR.” TRAEIH: &



i, AI1T.” FrIARA LLM RHBhF. XmEEh “BAxE” B&7T—W “BmB1TE" , MEUERME
BT TE R

[00:22:26] Lenny Rachitsky
English:

| love that metaphor because it builds on Steve Jobs's that computers are a bicycle for the mind. And
that's really a beautiful way of thinking about it, that LLMs are like the electric bicycle for the mind.

AR ERIE:

HERX bR, FACEETEEX - FTHHBD “BREAXARNETE . XE— M FERYHE
A LLM R E A “BeB1TE" -

[00:22:37] Alex Komoroske
English:

I don't think if that's someone else's, the...
R EE:

BRAHERX BARZAATCIRAY -

[00:22:38] Lenny Rachitsky
English:
Oh, okay.
R EE:
MR, 4¥0E,

[00:22:39] Alex Komoroske
English:

| don't know where it came from. Part of my job is a collector of ideas, and so | try to put myself in the
most interesting information streams with interesting people that I've found to have taste, have a
perspective on something. Maybe | disagree with it, but they definitely have a coherent idea. And then |
just allow myself to like, "Oh, that's a really good idea and let me build on that or let me..." | don't even
know where that particular one came, but I'm 95% sure that somebody else said that.

AR ERIE:

HAMEL L, FED TIFMRWERE, FIUKENILECES TREBNERATR, ZMBLE MK,
BRENA. BFRFREMANINR, EMINEEEERNEE ARREE: "B, XBEMFER, it
TEUCE ERELIR.” BENAAER ML mERE, B3k 95% BERH AR,

[00:23:05] Lenny Rachitsky

English:



| want to get to this idea of gardening versus building that is central to a lot of the way you think about it.
But before we get there, | want to touch on another bit and bob that I love that you come back to
occasionally, which is this idea of organizational kayfabe. Talk about what this idea of kayfabe is on its
own and then how this applies to organizations in your experience.

FRCERIR:

BRI “EZ vs. Big” XMMER, XZEIRBLRIZO. BERZA, HEWMEMRE (SHEE) BERIEER
NE— T KRIFZEERNEE, B “HARMHIEN" (organizational kayfabe) . BEMBBE—THAR “BliE
m”, URARIEIREVELE, ERIMANAEALR R,

[00:23:26] Alex Komoroske
English:

One thing | should flag before | dive into any this stuff, sometimes when people hear me talk about how
organizations work and systems, they think I'm being cynical. And | want to be very clear, I'm hyper-
optimistic and | also believe that one of the moral precepts is how do you maximize the agency of real
humans as ends in and of themselves? And so sometimes when | get excited about this, people go, "Wow,
that is so cynical." No, I'm just trying to describe the system as it actually exists. Once we know how it
exists, we can figure out how to make it do great things and how we as members of this system can tweak

and nudge it.
R EIE:

ERNRITZA, HFAFHE—=: BNIANARIBCARNMARLENFAESEN, IRSRRBTHRSE. BFK
HAEE, RERERMN. RBES—TEREN: NASRAREMAKIEALFNENEIHNE XS
(agency) ? PRIASHFCHEMINXLR, ASH: I, XEET.” F, RRAREHRRANELER. —
BEANTETENIVK, RITMEFBRMMILEMMEL, UREARGEMRHIITINAZRBENELE.

[00:23:56] Alex Komoroske
English:

So | just want to flag that before | dive into this. | have this slime mold deck which has gotten a ton of
traction over the years, and part of the reason for that is because it feels like people tell me it feels like
they think they're crazy and it feels like giving a big hug saying, "You are not crazy. Here's why this thing
shows up." And once you acknowledge it, it feels like a bummer to acknowledge it, but once you do, now
there's all kinds of options that pop up. "Oh, given that this thing is way more expensive than it looks, |
can now do this instead. That one's 10 times cheaper. These two options, this one is way cheaper, way

more likely to succeed." So once you see these forces, you see them more clearly.
R EIE:

BB XT “ME" (slimemold) B PPTXAZEREEAN, BRRAETFAMNGIHFR, XittIREES
BN XFGAMN—TIAKRBFE, . MRk, ZMBATASIERXMER.” —BIRFANTISE, =
AREGNNEEAREIL AT, BZEMSHIEMIER, thin: B, BAXGSEHEERESRR/S, PR
AU E, REARE+HZ— EXHMNERF, XTEEREEEGAREMNN.” —BfEFTXES
2, FreeETEE.

[00:24:28] Alex Komoroske



English:

So kayfabe is | think a lens that's useful to understand how organizations actually work. Kayfabe is a word
that comes, | believe is a carny word that is used and applied to professional wrestling and it means a
thing that everybody knows is fake and yet everybody acts like is real. And | think it's one of the defining
forces within an organization, any organization. So kayfabe in the small is optimism, enthusiasm. When
someone says, "We're going to do this thing," you say, "Yeah, we're going to do that," even if | think this
isn't going to work. If you say, "I don't think this think is going to work," everyone loses hope and it
definitely doesn't work. So having a little bit of this is extremely valuable. It's the lubricant that allows
organizations to believe they can do something and to attempt to do it.

AR ERIE:

“BIiEM” (Kayfabe) B— M EEBERARER, AIUEBEBEMARNELEEAR. XMIRTFRIVER, B
BR "ARHBAERRY, EAREESREN—F" . WANEREAEALABHIZONEZ— HREE
By “BANT RIVARMAAGB. SBAR “BMNEBFXHE" B, 2B 95, Hi1—EF , BMEFROE
REXITAE WRMMHR “REB/XTFAE , AREBI/KED, BXEFMENMRKZET. FIL, EE
By “BLEAN” REME, SRILBLEEECRERREHTIETIN BB o

[00:25:09] Alex Komoroske
English:

The problem that you get is as organizations get larger, imagine you are five levels down or something
and you have this project you're working on and you're trying to give a status update to be rolled up to
leadership. And it's currently a yellow, and your manager asks it and you know it's not going to be
presented to leadership and enrolled up until next week. "It's yellow, but I've got my arms around the
problem. | know how to fix it. I'm going to go talk to Sarah. | think we have a solution. By the time this is
reported up the chain, it's going to be green." So if | make it yellow, there's a non-trivial chance that
someone's going to swoop down and say, "Well, what's going on? We have a review," and it will be way
harder to fix, so I'm just going to... A little white lie.

AR ERIE:

BEET, BMEARTKX, RRFEER, EEM—IIE, FE0LPCHREE. BRHEERE “B&" (AN
f2) , fRAVEZIESKIE(R, MIRFERXDIRE TRASRKIASEFE, (R “‘BRANTEEE, BREZE
ERET, HAEEAR. AR Sarah P, MiZBEHR. FE ELKRORE, EEEXRT.” AL, SIRK
WEk “BER” , RAUVESAEABRKTR: “B4AlE? HMNEAZFE" , XRMIILEBAEERR,
FREL, FRUEANRIR “Re” g,

[00:25:46] Alex Komoroske
English:

This is a totally reasonable thing to do. It's a self-defensive thing to do. And it's probably the right thing
for the organization too. The problem is this happens up multiple layers and it compounds. So then your
layer above you does the same, and the same, and the same, and levels up you can be many orders of
magnitude off of the ground truth. And so the kayfabe, the thing that everyone pretends to believe is
true, is obviously incorrect. And the dangerous part about this is it can lead you to make very bad
decisions. And if you as someone who sees this can see that wait a second, the official strategy is
definitely not going to work, you're like, "I got to tell somebody. We're doing work that's going in a bad



direction. It's not going to work." And you go and say, "I think that it's actually not going to work for these

reasons."
RS ERIE:

XTeRHEN, B—MBERFRF, EENHANKGAIENEERN, AR, XMERZEEENM. RE@E
B—EEXAM, BLEAB—FEE—F, BT8R, EEIERELREEREF/LTERT. T2, X “HlA
” —HES M ABBREEERENRAE —EARHIRN. CRZAET, ESBREBIRRE. MR
MEFTX—=, RIRFEASBENTRRE, el “BESFIA, BINERBBERNAAEH, Xk
AT ARMRER: “BIAARXTRE, BHOT”

[00:26:27] Alex Komoroske
English:

And what someone will say to you, this happens by the way, I'm not substituting any particular
organization, this happens literally in all organizations to some degree, is the senior person will say, "Alex,
| agree with you. It's not perfect, but if you hit the ground truth button, if you share that and everybody,
the whole thing will shatter and we can't do anything. And so help me fix it. Don't say the ground truth.
Just help nudge it and fix it." That's a good point. Okay, so you help working on it and then you realize a
month later, wait a second, it's getting worse. We're doing things that's not good for the company. It's not
creating user value. It's not good for the employees. They're burning out. It's just not good for anybody
and it's getting worse. And so if you think you're going to go and hit the ground truth button, before you
do, you'll be flying tackled to the ground by somebody and stabbed in the dark because you will destroy
everything.

FROCERIR:

XBf, BRAZERMR (RER—T, XREEPMEARD, THNEMBEQAR), RUBERR: “Alex, &
ERIREEZE. EWEARTE, BORMET ‘BRRE , MRFELELF, BIREMIERE, i
AR T, FRLL, BR-EBHEE. 3RHEE, RBEERANEEMRTT.” INEXREEE, T2
BT, E—TARMRIMBERERET. BMENENQERIFAL, KEAFPNE, WRIHBFRIEF, AR
HEBS. XIEELFL, MEREEL. MRAEXNEERT “EERE" , EFohFZE, MEAR
fRiMEITE, TERERMSGIR—T], EAIRE%RIE—],

[00:27:13] Alex Komoroske
English:

And so it becomes correct to hold onto this idea of if you acknowledge the kayfabe is false, then you are in
danger of getting knocked out of the game. And so how do you do good things despite the fact that you're
pulled in two different directions? And this increasingly in the limit, it can be good to a point where the
easiest way is if | do, if | hold on this idea, we might create significant value for the company. If | let go of
this idea, | die. So the easiest way to maintain this split-brain thing is to just turn this part off and just
earnestly believe the kayfabe. This has been organizations become zombies, and anyone individually you
talk to behind the scenes will agree yes, it could not possibly work. That turns out that these things work

this way, and yet the entire organization lumbers on.
R EIE:

Fitt, BHr “YURN" TR EMANERE . MRMMAINEREBRN, MMBERBLENER. B4, ERHEHF
SHHANERT, ROAMERNE? ERRHERT, REBNGEMRE: NRFEFFXNMUE, (TR
RECENE; MREKF, BMIEET . T&, ERHFXM “DRAM” KEHRE LT ERE KIEEERIAR



o, HRMEREMAE “BUEN" . XMEBHRTN “BF” (WERE: A TEMREA—IAW, WilHzRE
BXEWNTRE, BBRMAKRATHMET.

[00:27:56] Alex Komoroske
English:

And this is a death state for large organizations. It happens all over the place in any number of different
conditions, and this is one of the reasons it shows up. And | think acknowledging that is an important way
to help navigate and still make good grounded things happen. How can you allow disconfirming evidence
to show up that doesn't kill you, that helps make you stronger? And if it all has to come in one massive
moment that could ruin everything, then you aren't going to hear it. And then it will build up and build up
and build up and build up into a super critical state that could shatter.

FRCERIR:

XRARALAN “FERE” . EESMHERTHRATLN, XMERERAZ— HINARINX—REIFHLE.
IEERENEBLRENXRE, RAMEE “SEAMIEE” (disconfirming evidence) HIl, BARETFEI2(R,
RMIL{RERK? MRFAENEESAE—NARERIE—TINEANZIELR, BAFRREFTEER, FRA-
SRR, BHE#HN— A 88 B AEBIE FRTS.

[00:28:27] Lenny Rachitsky
English:

| was just listening to a couple podcasts, and a thread that came up in a number of them is some of the
most successful leaders, their instruction to their reports is, "As soon as there's bad news, | need to know
as soon as possible. Do not shield me. | just want to know all the bad news as soon as possible." Feels like
that's one solution to what you're describing.

AR ERIE:

HEERTLNEE, HRA—THERE, —E&RIHNASENTENERE: “—BAIFER, HFER
RAE, FEEREE, RRBRRAEFAFEIITNER.” XIAF2IRFrERREN— MR %,

[00:28:44] Alex Komoroske
English:

Disconfirming evidence hurts, and so you won't realize it because it hurts at any given moment. It's like,
"Ugh, it's a distraction. We're just trying to get this thing done." And so it comes from a good place to not
get it, but if you're busy, that's one of the reason you need to take a step back. We take a step back, you're
a little bit calmer. You can absorb this as confirming evidence. It doesn't feel like an existential threat. It's
really easy to get surrounded. If you are very powerful, you will find all the confirming evidence you need.
And if it doesn't exist, it will be created for you without your knowledge.

AR ERIE:

SERMIERE" AR, RABRIRTEIX—R, BAEEANZIEEHILARK, REESF: B, XXF
T, BMNIABEFETF.” FMURIRIERRETRT M “RIEFEDNE BPR, BMRIMRKXL, XN
AMFBERE—TNRE. BE—F, (REELFH, RREXLLRIHERK, MARRSRETEEREM. W
RIMIENE, REZWREE: (RELEFFABMHREEN SEEMIEHE" ; IRAEFE, JAERSERFEERE
FREIEHF,



[00:29:12] Alex Komoroske
English:

And so this is one of the reasons that large companies are radically different than smaller companies. And
one of the traps that you can get into of not realizing this dynamic is happening, and you can make very
bad decisions if you don't understand that it's inherently what's happening because they're all, "Oh, we'll
have some bad actors." No, no, no. If people don't play this game, this game is emergent. It shows up
even though everybody hates it. And if you don't play the game, you are knocked out of the game. The
underlying dynamic that must be true in any organization on a fundamental basis is you can't make your
boss look dumb because if you do, they're the person who decides, "Oh, this person's not performing," or
whatever. And that one little asymmetry, that one little fact, in most cases it does not matter. That one
little asymmetry is what leads to the systemic compounding thing where you get these really weird
dysfunctional emergent things that everybody hates, nobody wants, and yet nobody is in the position to
change per se.

FRCERIR:

EMBARBRS/NARBATRANREZ — NMRMLDIREIZMESERRE, MASEHER, MHIFEE
BRARAR. ZHFZENE “HA” , MEBEANRANRX N, MIMSEE. XMEREE L~
8, REARTSNRE. EHARN—TEAREZER: (RAEILIRHNEREERREE. BAMNRIFXA
87, ITMERNREM “RAFE BIA. XMANBIRWTYE, EAZSHBERTENEXREE, BER
ESBTRAENENMN, KREFETRERER. KA. ANNRIXEAERZENEE.

[00:30:05] Lenny Rachitsky
English:

| love your caveat at the beginning that continues to resonate in my head as you say this. You're not
cynical about, "This sucks." It's more, "Here's what I'm observing. We need to think about ways to get
around this."

AR ERIE:

HERIMRFLBBNER, E-EHERRBEHRLEMm, MAZEBRHMBZFET “XXE=T" , MER XIS
ME, KNFERNERRE” o

[00:30:16] Alex Komoroske
English:

Yeah. Because | think so much pain and misery is caused by us being not acknowledging these
fundamental, inescapable things. It's almost impossible. Entropy is one of those things. Entropy emerges
because there's more ways to go away from a point than towards a point. It fundamentally must be true
in really any universe you can possibly imagine. And so if you're going to fight entropy, you're going to
lose at a certain point. It's like if you are aware of these things, you can find subsets of ideas that do work
despite these challenges. And that's some of the stuff, the tactics | advise are often things that look
playful. They look unserious. They look like, "Oh, you're saying you don't know the answer?" No, I'm
admitting | don't know the answer.

FROCERIR:



2. AARIANRESBENAZHRENBANTRFIAILERARR., FAERHEL. X/LFEARRIEN. /H

(Entropy) MEBHPZ— BZFU~E, BRBRABA—ITRNBRLED—TNRNRES, EEMAIREERR
MFEF, XERESLEHMZMIN, MRMENTE, MWEESKW. BURMBIREIXLE, REEHRE—L®
FEX LR T RARTMBIRZ, HBNH—ERBEEEERREE WU , BERFTHR. A=
‘B, RRRMMAMEESR? ™ A, HREAARFREER.

[00:30:55] Alex Komoroske
English:

And I'm saying it doesn't matter if | don't know the answer because this thing, this very small seed | am
planting is so cheap that yes, | can't tell you for sure this will work, but | could tell you there is a chance
that it'll work. And the downside of this is basically the opportunity cost of planting the seed in this one
moment, and the person who's planting it enjoys planting it so that an opportunity cost really isn't that
much because they get energy from doing it. So who cares? Plant a bunch of these suckers. If one of these
grows into an oak tree, that's great. Don't try to analyze beforehand which seed is going to turn into an
oak tree. If it's super simple to plant the seeds, then plant the seeds. And if it starts growing, then keep
watering it. That's it. That's the thing.

FRCERIR:

BRORRRE, HFTHEZREEXR, BARM TP HFEEEE. BARTEEECERY, BHA
USIFRERRNBINSR. KKEIKMHXNERB—ZM THFEINSRA, MMHFEARSREES, FILL
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[00:31:30] Alex Komoroske
English:

And people sometimes will see this as like, I've been called in my list before because they said, "Well,
you're saying that you don't know the answer to the thing." It's like no, I'm saying | don't have to know
the answer to the thing. If on a systemic basis | let these ideas and then you respond to the ones that are
working that are viable, it doesn't really matter if you didn't know ahead of time which ones were going
to work.

AR ERIE:

BERAMNZELREER, 7. “CFREERFANENENER.” &, Z2RE TEE" MAMEERE. WIFR
MBRGRE, FAFTXERESE, ARNPBETZERNREME RN, BATLER NSRRI EE
To

[00:31:48] Lenny Rachitsky
English:

It's a great segue to talking about this core idea that again informs a lot of the way you think, which is this
idea of building versus gardening, the magic of acorns. Talk about this general idea and then | want to
follow some threads.

AR ERIE:



XIEFF5IH TIRAVZOM =, Bl “@igvs. @27 , UKk “BGFHEN o BWIXNAES, ARRERNR
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[00:32:02] Alex Komoroske
English:

So much of the way that we tackle problems and build products is this builder mindset. It's like, "I have a
plan, | then manipulate things to match my plan and make it happen." And this is a way you can create
tons of value. Part of the problem though is it can't possibly create more value than the effort that you
put into it. And so what | look for instead are things that can be gardened, things that can grow on their
own and that you can direct or maybe give a little bit of extra energy to or curate over, and is a totally
different mindset for it. So it's like a lead by gardening vibe. | don't try to pick the things in the system. |
try to work with what I've actually got and I try to lean in on the ones that turn, | think are going in the
direction that | believe is valuable based on constantly seeking disconfirming evidence.

AR ERIE:

HMNLEBEFNHEFRNARAARZE “BREBOS | HEIY, RRASYRLEI . XEELIENE,
BiREE, EtIENNELRMBIFRNEIE. Bk, HIFHBNEBALUR “EZh” TENKRA, ENIEB
HEK, MIRRFSIT. LTFTINEEHHTHER, XR—MT2AEROE, —M ‘EZHAR" HFRE.
HARERITHERFTNEY), MEFMABIAENRIR, HERTHRETANNERAEERARLRNES, [
B AN B 3 R EIEERAZ E.

[00:32:44] Alex Komoroske
English:

And if you do this properly, it looks like magic. It looks like a thing. It looks like getting lucky because what
you're doing is you're farming for miracles. And so on a systemic basis, | can't tell you which of these
things will work, but | can tell you there's a very high likelihood that one of these will work in a way that is
interesting and transformative. And so if you're looking and finding these seeds that have the
compounding potential of if they work, they would start working at an accelerating rate, then you don't
have to know ahead of time. To me this is, I've been told that this is completely against all the advice that
people get building products nowadays, but | think it's a very powerful approach that works in a lot of
different contexts.

AR ERIE:

RIRBISX, CBEXRMEEZL, RIEZFE, AAREE “BMEL" (farming for miracles) . ERAER
£, HEESFFIRP—IT=mL0, BRAUSFE, RETEEF-—IIU-—HEBEAEREMNSEAE
Mo MRMIHHALAMXLEEGEFNENN ¥ —H—BERIMIMNELRE—RARRAEETL
BER, BAXEE 7 HSIRNTmEIN, BRIANXZE—FIFERANTG %o

[00:33:26] Lenny Rachitsky
English:

Is there an example that you can give from either from something you worked on or something someone
worked on that came or true miss? Because | think people hearing this might be like, "But | got to ship
stuff. | got to hit some goals. | don't have time to sit around and garden and plant seeds. | got to actually
build."



AR ERIE:

fREEZENEIFIS? TIERMSENTMEEZAN AR, FHARARTERE: “EBRESKNRM, FSELBET.
RSB IBEZ. i, HEEREEME BIK 7

[00:33:41] Alex Komoroske
English:

If there's an ecosystem approach, if there's something that if it works, it'll be self-accelerating. So okay,
what you're going to do this thing, we aren't entirely sure what's going to work, but if a developer writes a
thing and somebody uses it, it'll attract more developers, more users, and then this would grow on its
own. Then and it's cheap to do the little example of the thing. It's cheap to build a little open source,
tinker the little thing and just put it there. And if nobody uses it, it's fine. It was fun to build. It took you
three hours. It's fine. If someone does use it, then you just invest in incremental bit of unit each time that
you find a signal that somebody is finding it useful and then you stop if you ever cease getting that
information.

FROCERIR:

MRRABESRENGZE, MIREAGSZS—EMIMSERMNE, i, EMNFHEFAZRY, BONR—1FF
REBETNRA, BART, eMzR3IEZALRENAR, AREHERK. B—MRERRERR, #M—
MRNTABRER/IBRER. MRZEAR, EXR, ARIBRER, RETIHR=Z/E, WREA
A, BAagHRAIERNESH, FMEMN—REN; WRESHKT, FfFELL.

[00:34:16] Alex Komoroske
English:

So | would use this. Anything that is shaped like an ecosystem that has some kind of network effect, and
many things have network effects, have some kind of compounding loop. Compounding loops are not
rare. They are, "Look." It's like truffle hunting. You have to know what you're looking for and find the
dynamics of a thing that if it worked would work at an accelerating rate. Lots and lots and lots of things
intrinsically have this shape. Anything with a network effect, anything where the power goes up with a
number of users, but it shows up in all kinds of problems that we don't normally apply it to.

FRCERIR:

HRREXMAZREEMEBES AL, BENSMUIEMENBFNEY L. EMNERARER, X
MEFHINE, METFEESERMA, HEBH—ESHMSMELERNDE. REFEAR LEBEXM
R EAENERNAREE, EANAREAFSIEMMEMmN AT, etERERSHNNBEFIKEIE
HYREE o

[00:34:47] Lenny Rachitsky
English:

Along the same lines, you also advise people to think more emergence-oriented versus top-down, kind of
what you were just saying. But | think that's another really interesting way of thinking about the same
idea, create opportunities for emergence, bottom-up versus top-down control. You just chat about that.

FROCERIR:



IREXABE, REENANEZHERE FFI° (emergence) M, MARBLMT, MEMRIA RN, &K
INAXBRBER—TMRZNS—1MEEAI: ISRUNZ, BIE ML vs. B LM TR, REEFIENIX
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[00:35:03] Alex Komoroske
English:

100%. I think the emergence is one of the most powerful forces if you know how to marshal it and you
know how to work with it. And the only thing that's hard about it in my opinion is you're going to look like
you aren't very serious. You're going to look like a weirdo. You're going to look like a cook. And one of the
downsides, if you're working on something and you're doing the normal top-down approach where you
make the plan, you execute the plan, even if the plan turns out to not be useful, you produce a thing and
nothing interesting happens, no one can say you didn't work hard. But if you try doing this designing for
emergence and something amazing happens, even once it happens, people go, "Ah, it's luck. Where was
the miraculous moment, the heroic moment where you made that happen? So therefore you had nothing
to do with it."

AR ERIE:

100% AE. FHIANMRMAABEIESISHNFE B , EMBRBANNEZ— EHER, W—HHERTE
TIREBEKRAFBA TR , GMEATRF. WRMRBEFZVBE LM FAI, SIEHIHRT, BES
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[00:35:42] Alex Komoroske
English:

And this was the biggest unlock in my career actually was when | stopped my guts. | was promoted to
director at Google. | was like, "Cool, | never want to be promoted inside of a large organization ever
again." And the freedom to now do the highest impact work, even if | can't make it legible to the
organization, was so powerful and | was able to 10X my impact for the organization because | didn't have
to worry about making it measurable specifically in a way that would show individual work effort. And |
think that's the hardest part. And you have to have, typically what | would advise for PMs, my approach at
Google was 70% of my effort and my team's effort should go on things that everybody acknowledges are
important and useful and create value. Maybe it's boring, linear value, but some kind of value. You're
trying to minimize the chance that any other person in a company will say, "What does that team do

anyway?"
FpsCERiE:

EXELRHIAWEEPRANRIK, YT Google WIEFA NS4 (Director) B, FHA: “XF7T, HBHAF
BEARRBEEAT,” IMABEREANEH, ILHEEMEMDEARNIIE, BMEXLETFEARERHF
A4 “BER” o FEEFMALRMIRIANERA 10 8, HABRABEOMAU—FHERNABSHNLRARENLT
B HINNXBRIMERERD . HBEX PMBEIE (HEHKTE Google BIMUE) : 1§ 70% KIFENHRIEAREBA
INEZE. BAERLEMENER L. BIFRHIENAMNE, EXTENE. MERERRATEBG AR
B RPAZIRZTWRAY? ~

[00:36:32] Alex Komoroske



English:

This, if someone says this about your team, your team is on the verge of death. And so you're trying to
minimize the chance that anybody wants to say that or thinks that it's appropriate to say that by clearly
and unambiguously adding value. You're not saying this is the best team in the entire world, but clearly
they're doing something useful. They're executing well. They're working hard. And of course that team
should exist. Think about it, of course they should. But now once you do this, you have 30% of your extra
time that you can plant all these seeds.

FROCERIR:

NRE AR AN IREVEARN, BIRHIEABIEERZ T . FRRERI BN, BRHteENE, RBRXMER
8, MAFRIABECEER ERGFNVEN, EEIERMMIIEMERNE, HITHR, TS, X, AR
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[00:36:55] Alex Komoroske
English:

You can find interesting little things where maybe a junior PM on the team has an idea you think it's kind
of silly, but they're really into it. And the there is this thing, it could work out great actually. If you tweak it
like this, there is a potential. | could see how that could work. If that PM is going to work on that anyway,
they want to do it anyway. Instead of saying, "No, no, no, we don't have time for that. Be a little bit more
productive over here," say, "Go for it. Here's my concerns. | imagine this part might not work, but this part
is really cool right here." And then if it doesn't work, then they've stretched their agency. They've
executed. They've exercised their agency. They've learned. They've gotten stronger. They've grown. It has
the upside if it turns out to actually work. And worst case scenario, the opportunity cost to doing the
thing that helped them grow and they learn and they liked. So | don't know. Don't try to force it. Don't try
to stop it.

AR ERIE:

REIUAA I —LEBB/NE, LLINEARERIL PM B NMRIESE RBEMITRRABREE, RAILE: HE
XE) R AEREN, MRXAN—T, mBEED. BRARD PM TICWMAHEM, SHIR “KT, HKi1LE,
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MMBRETEEN, FI7T, BKT. WRMT, BRERINZE. RIFNBERBAIZRT /EFELLAE]
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[00:37:40] Lenny Rachitsky
English:

That's a really good example of actually how to go about doing that on your team. The way I've always
thought about this is the visual | share with people is like, you want to create cover fire for your team
where your team's just hitting goals, moving metrics, and then while with that cover fire, you're building
the doomsday bomb inside, protected where no one's going to come and stop you.

FRCERIR:

R —MXFUNAERARP LB —RBBESF. H—BHLKRNEERZ: MENEAENE “@irA”
(cover fire) , ILEIATERITT AR BAR. RFAHEIR, MAEEIPZT, MERBRERE “KIRHRZ" , RER
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[00:37:58] Alex Komoroske
English:

Yeah, because one of the hardest parts about an acorn when you plant it is making sure a squirrel doesn't
dig that fucker up. There's so many things that can destroy it, and just keeping it, allowing it some space
and allowing it some time is the most important thing. And it's challenging to do, but that's why it's
important as a leader to have enough credibility in the organization that people can see that you are
doing useful work to give you the space, to give your team the space to do this truly great work. If you
want to get your team to do good work, there's a million different paths to do that. If you want to get your
team to do great work, there's no shortcut other than to have an extremely high-trust environment where
people lean into their superpowers in a way that adds up to something greater than some of its parts.
That takes time. It takes effort. It's very difficult to make legible up to the rest of the organization, but that
is where great things come from.

AR ERIE:

&, AAMTIBRFEEENHDMEN LEMFBELER. BEXZSHFATUERE, LAETEMNEERE
2. XRAEBEM, FIUEANTE, FHRTREEBNEEEXEE, XFANA ZRAABRREMRE
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RS, B TMIE, XFRHEENES, REMARBEEE, EFEANEYESHILEERN.

[00:38:46] Lenny Rachitsky
English:

It reminds me of something Ed Catmull shared in Creativity, Inc., this idea of the ugly baby, that every new
idea is an ugly baby and nobody wants this ugly baby. Everyone's just like, "Get this out of here," because
every new idea is bad initially.

FRCERIR:

XA Ed Catmull £ (BIEAFD (Creativity, Inc.) FRZEMWS: S/ FOIEHE— “HIEHNE
IV, RABEE, AREBIY WCeFE , B THEIERIBEFTEN.

[00:39:00] Alex Komoroske
English:

Yeah, it sucks. They're just like this ugly thing that barely works or... But this is why what | try to do is | try
to see the greatness, the seeds of greatness in everything. Everyone and everything around me, | look for,
I try to find and see, man, what is the most compelling part of this? And let me lean into that. And so one
of the things | try to do when | meet with people, when | mentor them, I try with it within the first session
or two, whenever | can get a hypothesis, | say, "I think your superpower is..." And | describe to them what
I think | can see them being truly exceptional at.

FROCERIR:

2H, ERER, ME—TRESTHNAERA, EXMBNTARSHESHSEHIN “GANHF . X
TREBENESTANEHE, REMIIFHRRSIARNES, FLULRELM. SHESHIAN, HEEIER—
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[00:39:31] Alex Komoroske
English:

And sometimes | get it wrong, especially if | try to do it earlier, but when people feel very seen and they
feel acknowledged for that, they now are willing, they're going to stretch farther and they're going to
respond to nudging feedback even better because they know that you're not trying to tell them be
different. You're trying to tell them be more, and you now the nudges will feel less like a stop energy and
more like someone who gets me and can help me grow even more. And you can get some amazing things
out of people when you just treat them with the respect. | assume that everyone | talk to, everyone | talk
to is interesting, has seeds of greatness in them, even if they don't recognize necessarily where they are.

FRCERIR:

BENRSEER, LHERETERN, BIHAMNRIBCHK “BR” HRKIARTR, IIzBEMHES, ¥
RIFHERELZES. RAMIMERAZEERMAN “RE” , MESEXMMN] B o X, ReviE
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[00:40:08] Alex Komoroske
English:

Someone described to me actually this morning in one of my little dirt clubs | run about they help
facilitate about treat everybody like the Buddha. I think is I'm messing this up, but this notion of imagine
everyone you talk to is the Buddha, in a Buddhist mindset, and how do you see and find those seeds of
greatness and treat everyone with respect intrinsically as an end of themselves. This is one of those
things that you do to be a compassionate human. It's also, | believe, a way to maximize the amount of
value, direct and indirect value, that's created. So it's one of those win-win-win-win-wins where just it's
the right thing to do as a person and a member of society, and it's also the thing that can create a lot of
business value and create real value in the world.

FRCERIR:

SREBLAEREBTH—NMEREE, BARIE “GUEFHE—HFNFTFEIN . AERBRMAZKHET
AERZ2fre, BHRBEHNOSELDMMIE LNHERHF, HEBSMARFENENESRESE, XFNEH—T
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[00:40:49] Lenny Rachitsky
English:

[Ad break for Coda]

R EE:

[Coda B9~ &R 1]

[00:41:57] Lenny Rachitsky

English:



Coming back to a phrase that you used earlier, slime molds, | want to spend a little time here. So
interestingly enough, the first time | heard about you and what got me interested in your stuff is | did a
newsletter post with the company Perplexity about how they build product. And as they were describing
how they organized their team, the co-founders described they organized like slime mold, and he linked
to your deck about slime molds and | was like, "What the heck is this?" Can you just briefly describe what
you mean when you talk about slime molds and how slime molds are related to the way companies are
organized and how they should think of the organization?

AR ERIE:

EIRRZEREIBN—1NE, “FE™ (slimemold). HE—RAHIR, SEFNFKLS Perplexity REIE T —RX
FHATNETEF RN E. ERAFALRSRE, SR ARMIEG “ME —H#AR, HEEITHRXT
FREIRY PPT, HEEA: “XIRIBALAR? 7 FEMEBER—TRARN “ME RHARERNLE? 527
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[00:42:32] Alex Komoroske
English:

Yeah. The main thesis of the slime mold deck is that the core dynamic that makes organizations hard to
navigate as they get larger, even if you assume everyone is actively good at what they do, actively
collaborative and actively hardworking, is this emergent force or coordination of finding the subset of
projects to work on when everyone's super busy that everyone agrees and commits to and actually works
on together. And finding this coordination cost grows with the square of the number of people who are
working on that thing. And so what companies typically try to do is fight this or ignore that it exists.

FROCERIR:

2H. BN PPTHZOERE: MEARTEKX, BERIEKEMARMNLE. MEELEH, RELENEITKAR
‘DA o BITERKEREITREY, WMAHRE—NAKEINE. FEHLRZSHNHE FiE. XMiRM AR
ESSAEHNTATMERK. 8%, ARIRENRXMAIE, HEREERTFT,

[00:43:06] Alex Komoroske
English:

If you're going to fight it, the one way to look at this is think of a company like a vehicle. When the
company is very small, you can drive it, you can steer it like a sports car. As a founder, you are allowed to
steer. Everyone acknowledges you are allowed to steer. They're never, "Why is he steering it that way?" So
you, a founder, can help navigate an organization around an obstacle the organization cannot see or
comprehend itself. The problem is as you steer, as you grow into the size, your organization goes from a
sports car and you grow into the size of a big rig, if you drive a big rig like a sports car, you're going to be a
danger to yourself and others on the road and you're going to grind the engine. And so you got to drive
the car that you actually have.

FROCERIR:

MRMFETME, ATUBRARRBRK—HE, QABRNE, MEIUGHBRE-HFBRE, EALIBA, REI
Bm, AREINAIX—R. RAIUHAARRICEH BT ERENER, REE, MEMET K, REARM
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[00:43:41] Alex Komoroske
English:

So what | see a lot of things happen in large organizations, that people are just trying to ignore this fact.
And when you drive, by the way, a car, your vehicle, like a big rig, when it is a big rig, people go, "Oh, it
means to go slow." No, no, no. It means pivot less. It means have a little bit more... Be more intentional
about the times that you adjust the steering, invest more in program management, invest more in
processes, give a little bit more slack in the planning process to absorb any kind of surprising things that
you can still all reach the product launch at the same time.

AR ERIE:

ERQAEE, HEIRSARBBMAXITEL, IMER—T, SFEEAERRE—HFEEN, AISERF "X
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[00:44:13] Alex Komoroske
English:

The other option you can do is you can split your thing up into a series a swarm of sports cars, individual
sports cars. And the downside of this, you'll get the autonomy and strengths of the bottom-up, the
downside is other people will externally will look at it and go, "Well, that team and that team clearly
didn't talk." You'll say, "Yep, yep." You have to decide how bad that is for you. Apple has chosen the
former. It's very important to them to have the illusion of perfect coherence in their products. It worked
very well for them. They executed marvelously. And if you also picked the exact opposite thing, everyone
else is like, "Yeah. There are like 15 different ways of doing everything. They clearly don't talk to each
other." But it allows the overall swarm of the AWS product suite to be very powerful and anti-fragile or

whatever you want to say.
FRCERIE:

S—MERERARIFD AN —EHIRIUNEE, XFMHFLEREE TMENEEN, FLARINTZELX:
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&, MR, ERFTRTENERMEREXER, WIIRTEEELE. MNRMERERNSR (K
NAWS), ARZGERF: “BHEEE 15 MARNME, MIEAERER” BXik AWS B~ mEMHGER
—tFRAEAER “RAESHME .

[00:44:52] Alex Komoroske
English:

And so slime molds, | think, is acknowledging that organizations are, especially ones that focus on
autonomy and agency of their individual employees, which is a lot of tech companies, they are more like
slime molds than we realize. And if you fight that fact, you're going to have a bad time. And if you
embrace it, then you can start realizing slime molds are actually kind of amazing. They can find solutions

to problems you didn't even know you were searching for.
R EIE:

FREL,  “HE” BIEMEAIAESR (TEHERLRFARTAEIMNRKAR) ERINBKRNEGEE. WRIR
MIXNER, RIRES; NRMFARE, FIRAMEELRHE, cSlIERETEERETIREIECH
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[00:45:15] Lenny Rachitsky

English:

Alex, you have the best metaphors. | don't know how you do this, but they're so evocative and correct.
R EE:

Alex, fRAEKRITLES T, HFMBMRIBEAMEIN, BENFEERREER,

[00:45:21] Alex Komoroske

English:

| can tell you that the process | do if you're into it.
R EiE:

INRIREHE, HAIUFIFFERNREIRE,

[00:45:23] Lenny Rachitsky
English:

Please. That would be incredible.
R EE:

B, BRET,

[00:45:25] Alex Komoroske
English:

| think by talking, I'm an external processor, | literally can't think if I'm not talking. And so | make sure |
have as many interesting meetings as | can, and that's where | discover what | think, by talking to people.
And the test is if | say a frame, something that the person goes, "Ooh," or like, "Ooh," they go, "Aha,"
that's a win. That's a mark that's a good one. You're just randomly casting about. | find one. And then if a
different person also has a similar response, if a person in sales and a person in engineering both find the
same idea interesting, that's a very good sign that lots of people will find it interesting, how diverse in
terms of background skill sets, perspectives are the people who resonate with the thing you're saying.

FRZERIE:
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[00:46:08] Alex Komoroske
English:



The intuition of this is if you find in a social network, you want to see what's going to go viral, if something
is shared and it's shared within, so the people who are at the beginning are all highly densely
interconnected in the social graph, then the implied ceiling is relatively small. You only know it works
with that audience. But if it's people that are very different subclass and very little overlap, they both find
it interesting, that implies a much larger max audience. So you're looking for ideas that resonate with the
diversity of people. And then once you find them, each time you get something like that, you invest a little
more time in it and you think a little bit more about framing it the next time.

AR ERIE:

XEENERR: FHXMEFR, MRMFBEFARAZIEL, NIRERESEESHEFERLRE, Bept
RIEEDN. BUIRMITEARE. IFLEXENFHFHRREFEER, BHBACHEEANBER R FILUFES
EES S AR RIS R, —BHET, MRZERNETEE, BE T RINARKEFET.

[00:46:42] Alex Komoroske
English:

| haven't done this during this chat, but in most conversations, you'll see me as I'm talking writing down
stuff like, "Ooh, that was the best formulation of that one so far." And so you keep on coming back to it.
You keep on tightening it and seeing how, watching how it's responding and referring with different
people through like, "Where do you get these from?" It's like | got thousands and thousands and
thousands of little examples or metaphors or whatever that's sick.

FRCERIR:

BAXRMRELXAM, BERSHENIER, MEBHE-LR—®BIZ: ‘B, XEEFAALENBINAR
FHIRR,” ARMREFELEME, FEEEE, WRAEANRNE. A& “RAE) LERXERe? ”
HIFE T £ XA+ 2R3k

[00:47:03] Alex Komoroske
English:

One of the benefits of metaphorical thinking is you connect nine of the 10 dots and you invite the listener
to engage with the argument to connect that last dot. This allows you by the way to say very controversial
things, because if you say connect all the 10 dots and it's like, "Oh, that's the official strategy," then you
are instantly a dangerous thing. Whereas if you leave one dot unconnected, people can go connect the
dot and go, "Oh my god, | think that applies to us." You're like, "Oh my god, what?" "Yes, that's why |
picked that." But to counteract this because now it's less obvious to people that's correct, you have to

make the metaphor evocative and interesting.
R EIE:

REBREN—MFAE: FEZET 10 PTRF 91D, AEBBARSESERERRE—TR. IMER—T, X
RELLIRH —LEIEEERINRIE, MRIFME 10 MReEL, BER "“XmEE A anEE" , ARMRIIZImE
RRER. BURME—ITRTE, AMIzE2ELHRF: “XB, HESXHAMERN]! ~ RSEFER
o “REE, ERIE? T BN TIRMMMXMARENE, ReditiRmE BRI RNEE,

[00:47:39] Alex Komoroske

English:



One of the reasons that slime mold deck got so much traction is partially because slime is gross, it's bad,
and yet it's talking about why slime is good. And so that has this instantly subversive thing. | only know
this after the fact of trying to figure out why did that deck get so much attention of all the things I've
written.

FRCERIR:

BT HET PPTEANREZ—Z, “#HR BELARFSEO. 7, BeilETieATARERF.
XEB—MRANTENL. RBREFEDMATARRALZSNHEMFREERAIS A FIREX—R8%

[00:47:56] Lenny Rachitsky
English:

It also is all emojis basically, which is not how you often read a deck. It's very beautifully made. | love that
you've been talking about the way you think and come up with ideas is by talking to people and having
conversations. We also talked about how you write in this Bits and Bobs approach. | asked someone that
you worked with at Stripe what to ask you, and she said to ask you about strategy salons, which feels like
a good avenue for this sort of thing. Can you talk about what these are and how you set these up?

FROCERIR:

MERN PPTEA L2RXREMNS, XRAFE, MEFEEER. HERMREIFEIRXREEM=ERE
AN FATBEN T IREY (ZHRE) B1FiE. FiEE—LIRTE Stripe BIFIEHE ZRRH 4, fixiLFin)R]
“ExBEIOR” (strategy salons) , XINFBH=EXKEENGFIRR. REEIMIIABR A URIMBINAARR
ng?

[00:48:26] Alex Komoroske
English:

So these | also call now nerd clubs, and these are my secret weapon. And | have a blog post. | started
writing right before my second kid was born, and then he was born three weeks early and | just lost the
plot and now it's like a 40-page draft of a thing that I'll probably never finish. But I've used this tactic. |
discovered it many years ago as they strengthen some of the techniques I'd used in open source
community organizing.

RS ERIF:
XERMELY “BRFEKRE” (nerd clubs), ENRHKMNMEZRSE. AEETEERZINEE, BERFEZ

MEFHERRE R, EREBEFEFTZA, FMEXFILST, RERIZ— 40 TNER, HJHEKTTR
T . BR—EEAXTRE. REZSFREMBEFFRTKARKIGIAINERN,

[00:48:58] Alex Komoroske
English:

The situation was | was just joining a new team at Google. I've been there for many years, and there was
at the time 12 different groups working in different aspects of this overall problem domain. And in classic
Google fashion, they added up to significantly less than the sum of their parts, as in not like, "Oh, we'll
see which one works," but, "These two things directly undermine each other. If you execute both of these
strategies, neither can work." And | knew that if you try to do pairwise executive reviews on this very



complex, ambiguous, open-ended problem, you would get really expensive pageantry that would
obscure more than clarified.

AR ERIE:

SETENIMAN Google FI—MHTEI. ARBYE 12 M ARERV/NATERIEFE —NMKIEENREFEH. &R Google
BB XA, MINEENFEEDZM. FERM BT R , e “XWIEREEZRLDERS, W0
KARNELHIT, WBIEBEAT” o BFE, NREFWXHER. &, ABENERH#IT-—H—HNESEFE,
ARBTH—BEN “BUARE" , RMILIEAEER,

[00:49:17] Alex Komoroske
English:

So what | did was | created a secret group that | called Navel Gazers was the original one, and | wanted
people when they hear about it, | want people to go, "That will be a club for nerds." They're like, "Yeah,
do you want in?" And so this means that only people who intrinsically want to be in it for its own sake
come in. So you get only a positive "yes, and" kind of energy. So then within these groups, you say, you
set the norms very explicitly and say, "This is a collaborative debate environment. This is only 'yes, and"."
If somebody says a thing in this group that is optional and secret and completely off the side of anything
that matters, if they say something that you think is an actively dumb idea, you are free to not engage.
Just leave it. That's fine. Because nothing's going to happen. We're deciding anything interesting or

important here.
FRCERIE:

FRAFR B T — BN, = “NRBE” (Navel Gazers, REAITEMFENA, MAITH). BHE
MIFEXNRZFREE: “BEERDBRFERS.” ARHRE: X, FEMANG? 7 XEKREIEH
LRGBS TR, XFMMEE T —MRARE. “28, MA" (yes,and, EIMFERN) BY&E
2, AR, RSEMAE: XR2—IMERNEIE, RER 28, MA” . MREARET —MFRER
RENRE, RAILUERFRER, BEXR. XKXR, RAARNEXEHFMMERERE,

[00:49:57] Alex Komoroske
English:

And if you want to engage and you don't like it, a productive way of doing that is saying, "Oh, that's so
interesting. | would never would've thought to apply that lens. | typically would apply this lens to that
kind of problem. | wonder if that applies here." And by saying, "I wonder," you make it about you, not
them. And so that person can choose if that's an interesting thing to build on or not. This sounds by the
way very non-rigorous feel like, "Ah, how can you possibly get rigorous thinking in the 'yes, and'?" It turns
out there's limited amounts of time and so people will choose to build on the things they find most
interesting. This is interesting things are surprising and potentially valuable. And so if lots of different
people in the group are building on the same idea, that's a good sign there is something very interesting
going on.

FROCERIR:

MRMESSERFENT, —HERHNAXER: B, XEBT, ZENLKEBIABITNA. REEZAX
TMIABEXXRAE, RERERSHER? 7 Bl “HRER" , (MEEESIRATES, MARKEXNH. X
BEXHEUBITRERSHLARN. XITEHRAIERE™E, BFLIER, ATHREER, AMIzBRERFE
RAEBIERE ERELIE, ENRLEEESANRFEEERAENEN. MR NAERS ASEITIEER—
%, BUE—MES, RAXEEAEXNE,



[00:50:35] Alex Komoroske
English:

The third thing you do is you dribble in new perspectives. Every one to three a week, if you put in lots of
new perspectives, once the norms can all scramble, if you have one in five people who all have a very
particular kind of personality can mess up the norms, and so you're trying to minimize the chance you
add a jerk. It takes one person to poop a party and go, "What are we even doing here?" You want to
minimize the chance that happens. But second or thirdly and more importantly, you want to have as
people with as different perspective as possible added into the group. And so this is what Ken Stanley
might call, for example, novelty search. You're novelty-searching through the different perspectives in the
overall thing.

AR ERIE:

BZHEZRESINFAA. BASIN—E=ZMIMNG. WR—RIINKZE, RENISEAIEREIE. NRA
PABE-TMERTIENA, SARBIARE, FIUERERZEH TR . RE—TAR “BEXLF
WEE? 7, MEESIEENIKN. EEERRE, MESIARARAESHFUNA. XFiZE Ken Stanley Friitsy
HAEIEE" (novelty search) , fRTEEIRERIRAHITIER,

[00:51:10] Alex Komoroske
English:

When you do this properly, you get something magical. You get a group that people find intrinsically
valuable for its own sake and just enjoy participating in and find meaning in, that also stochastically spins
off changing insights for the surrounding context because you're searching through these ideas in a low
stakes environment where the ideas that lots people build on, they go, "Oh, you should write that down."
And this is like an idea lab, what everyone will call an idea lab. And this creates amazingly interesting
insights. You just can't force it to do anything. It has to be a bottom-up and emergent, which means if you
try to steer it towards an outcome, it won't go. But if you do these, they are amazing places to riff and to
share ideas and half-formed ideas. And this is anywhere | go, | terraform the culture around me and create
these, because | need it as a place to experiment and try out different half-formed ideas and build on
them and be inspired by other people.

FRCERIR:

RTINS, FEMERE. (REEE—NLRRBRIAFRFNBEREXRNA, FNESREN~E—LEE
REIRB R, EAME—MENEAIFEREREE, YARBAITTEEIREY, IBAR: &, (R
ZBXNE TR XpLEFTiBH “QIRKRE" . BREFERANILE, ERFERECH. EXAZET
mt. BRRBIE. MRMMRAESIFEEREMIELER, EMRUT. TIEREZME, R BEBIRIX
MUNESR ST BIERIX, EARFE— TG RERALERANRE, HAMBAIERSR o

[00:52:03] Alex Komoroske
English:

And that is one of my secrets, strategy secrets that I've been doing now for probably 10 years ago is when
the first one started. And there's now | can count eight or nine of I've started over the years. Some of them
emerged. So many of them are still at Google. And | think it's like they're just wondrous environments
that | think create a lot of value.



AR ERIE:

HXEHNEBEMEZ—, RELMTAM 10 FT. HEAFIDT/\NATXFHNE, BEBBATME. RS
INABITERRPATE Google B1T. FHIANENREIEEANERNHETIFR,

[00:52:21] Lenny Rachitsky
English:

And | love it's a perfect example of your approach of emergent properties, letting things emerge versus a
top-down, "Here's what we're doing and here's what we're talking about here." If someone wanted to set
this up within their company or within friends, any advice? What are some constraints and ways of setting

it up for success?
FRERIE:

HERZXMIF, ExFERTIRILEY) BRI 5%, MARELM FHME “HRMNEWHFA™ - W
REANBERDRAREZILXFRNE, RETARI? BWMELORFAIIE]?

[00:52:37] Alex Komoroske
English:

Communities are all about momentum. You want to have a space too small, a time too short. If you have
a big cabinet space of a lot of people in it and no one's talking, people go, "I guess this is the place where
we don't talk," for whatever reason. So what you're doing is you want the smallest seed of people that
you know are going to be actively engaged. So maybe there's four of you that already talk over lunch and
you talk about whatever topic and it's always really interesting and generative. Cool, get that group
together and do a thing. And then incrementally add people who you think are going to like that already
as it currently exists. And then you need to feed it so you want to make sure that it never dies.

FROCERIR:

HEERZOTETF “BK" (momentum), TEE/), BHEIEME, MRMFE—NMRANEAE, EEERZAER
ABE, ARMERT “XMAMEBFRIEN" o FILl, MEMSNE “MFAR" Fa, SBREEESRIK
258 A0 RN NAEBEEFENP—LEEEAEDR, PMBXWAPARTE—R. ARZFHEMABLMR
IAZERRMBERENA. BEFFE RFT ©, BREFSHIE.

[00:53:09] Alex Komoroske
English:

And a community with no people talking is definitely dead. A community with one person talking is
already dead. You don't realize it yet. And so you're trying to maximize the chance that there's an
interesting conversation even when you as the facilitator are not there. This takes some active policing by
the... Like a garden has a gardener, there's somebody pruning back and saying, "Hey Jeff, just so you
know, | think that came out a little bit strong to Sarah's idea and maybe next time add 'l wonder' to the
front of that statement," or whatever.

FRCERIR:

—PTRARENHEXEERERN; —TRE-TARENEXHESIHERET, RRIMEKTIRE FrURE
mA “BMEMRRED, BEEBMELE" BHE. XTE-LEXHNHER. REEEFEET, FEGA



EES, LA TXNEAR: D Jeff, HRESIRNIA X Sarah WEINE 24T, TRIREEFRMDT
FE

[00:53:35] Alex Komoroske
English:

The other thing that you do is when people reach out to you and ping you, they go, "Hey, let's think about
this thing," and you go, "That's a really interesting idea. You should share that in the group." And then
they do. And then you engage in the group and say, "That was really interesting," little emoji response.
And people who didn't watch the interaction assume that Sarah just decided proactively to stick her neck
out and share that and that it worked. And so this becomes a self-sustaining norm in the community. And
it's not a secret. It's not if someone asks, "Yeah, | told Sarah to share that," but people watching don't
realize that. And so it becomes a place that people do take risks and feel comfortable sharing.

FROCERIR:

S—HEZR, SEALTHRAEP—NEFEEN, MR “REEXET, FRZLFEFERE.” Sti1LHFE
&, IRUZAEBRERR, ZMNKRER “KEBT” . AKEELTRROAZLUN Sarah EBA B EHY,
BRATHT. IMZTAHXE-—MBERERNNC. XAFZMHARE, MREAR, RIFIAZHKIL
Sarah %8y, EEMEBERIRFEIX—R. T&, XEMER T —TMTARBREEMR. RTOERMTS,

[00:54:07] Alex Komoroske
English:

The other thing you do is once a week or so, you want to make sure that you never propose something in
the group that people go, "Eh." You always want to do a thing people go, "Yeah." So what you do is you
see that if you're talking to other people, you say, "l wonder if we should have a live conversation every so
often, right?" The chats were so fun, but it goes, "Would you come if | did one?" "Oh yeah, | would."
"Okay, great." So now | say, "Hey, a few of us are talking. We're just going to do an experiment. We're
going to have an hour-long conversation over lunch on Wednesday. Anyone in the group is free to come."

FRCERIR:
H, RAOBE—RX, MEBRRENNEBEARBIMA, PRURIALTRILTAD “BREBRINERE

BRETERITIE? ZRNIXRER, WRIEDH—, MEKE? ” IRMIIRE, RAI/FR: I8,
HNLEET T, TEA=FENEEN—NRKEETHe, WDAKEM.”

[00:54:33] Alex Komoroske
English:

And then what you do is you make sure it always has quorum because if it doesn't have quorum, then the
thing, it looks like the community's dead. And then what you do is you send FOMO stuff afterwards. So
you say, "Here's my notes from the thing," or, "Thanks Sarah, Jeff," blah, blah, blah, blah, "or an amazing
conversation. | thought the insight about," blah blah blah, "was so ridiculously amazing." So you want
people who were in the group who didn't come to feel like they missed out and to come to the next one.

FROCERIR:

RRMEHRSEDHBEEBIASM, SNHXEERMEIE T —1, FEHERRE, MBS “HREE
& (FOMO), fReR—L%Eid, B Y. “PHst Sarah M Jeff, NIABIIEREET, BIXFEENLHE



BEET.” XtF, PELESMPUAMSRFECHEITHRA, TRMEER,

[00:54:57] Alex Komoroske
English:

And so you're constantly creating these kinds of vibes to how to do it. You can't do it if you don't have
somebody with a lot of energy. I'm typically the seed crystal for a lot of the groups I'm in to start them off
because | have a lot of energy, and | like, anything that people have to say that | think is open-minded or
interesting, | like building on and "yes, and"-ing and that kind of gives the foundation that it can grow.
But look for the people who already roughly want it. Don't try to convince somebody who doesn't want it
to want it. They will not. They will ruin the whole thing.

FRCERIR:

MRBEREEEXTRE. XFE—MREATHHIAN. RBEEXL/NARN “&M” (seed crystal), ENFK
BAERE, MESRENANEERE AL LE, EEFRPBLEARMEEIMFENIA, FERXE XK
BERBMBIA, WNERTENRE.

[00:55:30] Lenny Rachitsky
English:

| just love this playbook for starting to build a little bit of community within a company. Have you written

about this by the way? And if not, you should write a whole post about this.
FZERiE:

BAERNZXEETARNSRILIMXNEUET . INER—T, MEIBEXNNERD? IREE, MRZE]E
_%o

[00:55:37] Alex Komoroske
English:

| have. It's a long essay and it's just not, you can see it in Bits and Bobs. If you gave the Bits and Bobs to
Claude and said, "Please write a thing about nerd clubs and essay and the style," it would do it because
there's a lot of the pieces are in there, it's just not factored out.

AR ERIE:

BEE, B—REKX, ME (FHEE) B, WRIRE (FHREX) R Claude, LET—RXT “BRFE
KRB WXE, ERREHRE, AAMENEMETER, REEKBEEM .

[00:55:52] Lenny Rachitsky
English:

| see you writing something down right now, which tells me you just articulated something in a new way
that you want to say.

FRSCERIF:
KEZRIMEEEICHRA, XiRBIMNIZA X A—FEI AR RA T —EREiHAIE,



[00:55:52] Alex Komoroske
English:

Yeah, that's right. That's right.

R EE:

w5, IERIL.

[00:55:59] Lenny Rachitsky
English:

You mentioned this idea of constraints of time, and it reminds me of something that you shared in one of
your Bits and Bobs around productivity. You say that if you have two hours to do a five-minute task, the
effort to do that is impossible and instead you should flip that. Can you talk about this insight and how to
be a little more productive?

FROCERIR:

fREZE] T BHEIL RS, XiLHBEMRTE (FHEER) EREN—PXTEFNIHMR. MIRMRMERD
N EB—TEDWHEES, BILFERATEETHREY, RZREHK, REEMIIXNLRUNRMNAZSESSR
ng?

[00:56:15] Alex Komoroske
English:

Yeah, | think a lot of the trick to productivity is to play yourself like a fiddle and figure out how you work
and what gives you energy and set up your day to structure it that way. So | find every time you start a
task, there's an activation energy, especially a task you don't really want to do. And then when you
complete it, there's a boop. There's a little burst of energy. So if you do this properly, you can get small
things that are extremely easy to knock out in 10 seconds of effort, and then you do one that takes 30
seconds of effort, and then you do one that takes a longer bit of effort. But if you give it too much space,
it's harder to do.

FRCERIR:

ZH, TANNEFHHNREETHRIEFRE—1F “BF FEC, FERMNIEARMEERR, HULR
HHREVHR, BRAMBHIB—DESEFE E1LAE" (activation energy) , LTHEIBLARFEMAIES. M
HirEMEr, SE—/NRERREA. MRMIHFE, (RAILKLE 10 WHMEE—HNE, BiE 0 MMEES
—f, RAREMERNE. BNRREEARSHIE, RMEEFIA,

[00:57:01] Alex Komoroske
English:

So you almost want to find, "Okay, listen, | got 10 minutes. | got to do this thing where | figure out how to
add, do this thing in gusto that I've been putting off. Ten minutes should be enough time to do it and
structure it. So okay, right now is the only time | have to do this, to do it." And another trick is | use one of
my original media messages actually, one of the original public ones is about always rules are better than
sometimes rules for self-control. And so if you're going to diet, "I'm going to skip lunch every day." Like



holy, you haven't full thought on that at some point like a day with a big executive review, "I really need
to make sure I'm well-fed before | go into this review," or something. And now you've broken the streak
and now it's over.

AR ERIE:

FRURERIFEIFECS: “IE, HRE 10 08, HLTEBRHETRANEDT. 10 0HEB T, WEEHK
ME—BEMXHEFEREL” S ITE: EEHEESE, “SF7 MWALT A" M. LbinEe, wFR
R “WEBRBALZFIR" , XRERF, AARXETEERN, MRETESHAIZIE, —BIRITHR 7 ELS
BR, HEIMmERT.

[00:57:50] Alex Komoroske
English:

Whereas if you say a thing you know can do, "I will not have a dessert unless it would be socially awkward
for me to not eat it. For example, in a small environment where somebody made homemade dessert and
all of us are eating it, I'm going to..." So very clear black and white rule that you can hold on forever. So
for example, since the pandemic started, I've done a Peloton workout every single day since the
pandemic started.

AR ERIE:

Bk, MREFIE—MREMEIBAN, tbin: “BRIFFEIEF/ARKIL (LLIENR=LE, TAFRFHT
HR), BUHERIZHER" XB—NIFERBIEDZBRIAN, ATLUKERF L. 2NMIF, BRIEAFSA
LUK, HEXE=#HIT Peloton 25, MBI,

[00:57:56] Lenny Rachitsky
English:

Wow.

FSCEiE:

|+
u:t o

[00:57:56] Alex Komoroske
English:

And now once | do start going back into the office, if | had to commute into the office, | would sometimes
do a meditation to check the box for that. But if I'm not commuting and I'm not deathly sick, I've done a
full workout since then. And the idea each day of is today the day of all the hundreds of days in this streak
that is the worst or the hardest for me to do this thing? Is this the day? No, of course it's not. | will do it.
And so that keeps you in this streak that makes it harder and harder to get out of it. And in some ways, of
course you can torture yourself in an unproductive way like at a certain point maybe you should stop that
streak, but | think those kinds of structuring help you get the things done you want to get done.

AR ERIE:

RENMRKEZODAE, BHR ERIMIEBRRTRIRNES. ERERFTAEHERESR, KM=
TENRE. SXEHIMEC: AELRET/IBXRNIERE, SKXENERE. REFKN—XE? B2



RBo FMUBRERZEM. XMESLMEILMEREERF. S8, (MFEEEHMEES, BEEEMEEL, X
MEEFYRE R RTE A AR AT SR

[00:58:38] Lenny Rachitsky
English:

It's like the Seinfeld trick of productivity where you just keep track of how many days in where you've
done something essentially.

FhaERIE:
XFttgE Jerry Seinfeld WEFH#MIR: EHH LEEX, AEHEIBIESR,

[00:58:45] Alex Komoroske
English:

Yeah, exactly. And | think people don't give those kinds of tactics enough credit because there's lots of
little social tricks to yourself and others. This is when you have other people who are depending on you
for something and will know that you didn't do the thing, that were so much better. So just little tricks like
this help you be wildly more productive.

FROCERIR:

e FINNAMNMXEKITENRE, HANESHUAER—L “HNFR” FEEY. LHRIHIA
IR, BNBIRLMESN, MRIEW. XENRITEIHRER/RESN.

[00:59:02] Lenny Rachitsky
English:

Actually, | want to go back a little bit. I'm curious what you wrote down when we were chatting earlier
that you thought was a good articulation if you're able to share, if it's interesting,

FRCERIR:
HROEERA B MER. HREFMEAAETTHA, RGRFSHEEEEIE, EHE—TT?

[00:59:11] Alex Komoroske
English:

| wrote down, and the reason | wrote it down is I've never... And by the way, | collect everything even once
| think are maybe onto something. So | wrote down, "A community with zero people speaking is dead and

a community with one person speaking doesn't yet realize it's dead," is what | wrote down.
R EIE:

HIETHT, EABRUIMMEXATED, RER—T, RIWEMBHRZE. HEHNZE: “—MRARIERN
HEREZERN, M—TRE-TARENHRELZEIRFBCEEE T

[00:59:24] Lenny Rachitsky



English:

So fun. | love this practice that you have.
FREiE:

XEERT, HERIMRXMIIR.

[00:59:28] Alex Komoroske
English:

By the way, the reason | can do it, | can type insanely quickly. And in undergrad, | wrote my thesis on the
emergent power dynamics in Wikipedia's user community and | did 150 hours of interviews with different
editors in Wikipedia, and | transcribed them myself. And so | got really, really, really good at | can just pipe
an idea straight into my fingertips and still listen to other stuff. So that's another superpower is I've just
constantly, I'm able to capture it very, very quickly. I've written notes that are at least good enough for me

to clean up within the next day or two into something that's more stable.
R EIE:

IRER—T, FHZPAUBEMEIX—R, BRAFITFHRR AFNFINIEXEXTEEBR AR XN IE
&, HWT 150 /NEIBIRIFFHFEBRR. FRURER T —HAE: ge—aRAIARIE, -8R ZERREIE
RITHFR, XZHROFZ—UUERES], FAERRMBRER K FKIZ THECELVERRIERT-—ANRAEIEENR
EREIERHIAR,

[01:00:04] Lenny Rachitsky
English:

Is there a way you built this other than... Was it just you did it and you had to do it and you just figured out
how to move fast?

RSz ERIE:
BT 4S, RERIMMIRD? 2RI 2R BT, FFIUMFES T NETR?

[01:00:08] Alex Komoroske
English:

| just realized later that | could type really good, really fast. | could just pipe it straight through to my
fingers and it worked. And, | don't know, | don't know if | hadn't written my thesis, would | have
discovered that? | don't know.

AR ERIE:

BERABIRIBHFXEX R, RAIUEBREREERIFIE L. HAMENREERRIEN, REIF R
RIXAEETTo

[01:00:22] Lenny Rachitsky
English:



| feel like everything you do is on super speed, the way you think, the write and get stuff done. There's a
lot.

RS ERIE:
RREBMENSHSHISBSEN: MNEE. SEINSE., XEEASHN-

[01:00:30] Alex Komoroske
English:
... a lot of compute.

FRCERIR:

[01:00:32] Alex Komoroske
English:

... when you're feeling productive, you're unstoppable. And so just how can you be in your flow state as
much as possible? And there's things that absolutely completely grind me to a halt, and | just make sure |
invest my time in situations that don't have that characteristic. So when | work on something that |
believe could work and have a big impact, | can't stop. Sometimes I'll wake up at 4:00 in the morning as
I'm typically an early riser and I'm just like, "I'll write this thing." The meeting starts at 7:00 and | just think
there's an idea that's really cool here and | let myself lean into those kinds of when | have the moment.

FRaCERE:
HIRREIREY, REZRAEN. FAUXKBRMARAESZMLT DR RS BEZIULHMEEH,
R

REREBAPLERER. SRM—EFRIANTTEEEREMBIEN, ZREEFTHRK ARFTER 4 [ER
(HIBFE) , O “HEBEXNETR . BME7mmBR, RBRRTENMRENEE, HME2808K%
No

[01:01:05] Alex Komoroske
English:

| also find that often if | have an idea and | just have itching to write it down, if | can write down 30
minutes and get a very rough of it in one place, now it's easier to clean it up later. But that first act of
creation, | do it whenever the muse hits because it's 10 million times if it's like, "Oh, write that idea down
later," you keep on delaying it, delaying it, now it's a month later. "What was the idea? How did that work
again?" It's gone. And so | just try to capture the interesting insights. It's like a butterfly collector. The
butterflies are going by, | try to collect them and put them in my collection as quickly as possible.

FRCERIR:

BIERI, MRFEMEHBEE K, RERL 30 DHENER, UEBEERMNEZST .. ERINEIE
TH, F—EBERREIRRTR. ENNRR “UEBE" , fMa—HiE, —MARMRMTST ML
RRHAT. PSS EBI IR, XEISEHR, SR O, RERRIEEIBNTER,

[01:01:38] Lenny Rachitsky



English:

Or garden as one might describe it.
FREiE:

HERMHED, “REZ" .

[01:01:40] Alex Komoroske
English:

Yeah.

FR3zEiE:

=0

[01:01:43] Lenny Rachitsky
English:

This touches on a quote | wanted to talk to you about. | think you described it as your life philosophy. "Do
things that give you energy that you are proud of." Talk about that.

FROCERIR:

IR BT FAEMMPB—aiE, REBCHERNRNEFRTE . “MALELireEE. BiLfBIIERE
Fo" WX,

[01:01:54] Alex Komoroske
English:

So to me, it's the combination of when you're doing something you believe in and that gives you energy,
you are 10 times more productive. And you also, the effort that you are doing is its own reward. And so
you are indefatigable on that topic and you go for much longer. So finding the substance of things that
align with you that give you energy, then just it's like infinite energy. It's like they give an opportunity cost

because it energizes you more than the opportunity cost of the time to go spend to other things.
FREiE:
MEKIR, BIR—HIRBERRERLIREEENEN, RIINEIRS 10 &, ME, RMYHHNEHESMER

o MMIERFNEE, BEFRFEA. FTL, HREPLESIRREG. ELIREENEY), MERE T ERER,
EflH R ETEIRE BRI SN,

[01:02:21] Alex Komoroske
English:

And two, there are ways to give yourself energy, like for example, playing a video game, or there's any
kind of mind-altering substance that might give you that like, "This gives me energy." Those are not
things that I'm not saying do those. I'm saying what are the things that you'll look back and say, "I'm glad
| did that. I'm proud that | did that." And if you take the perspective of a 10 years on looking back on each
decision and thing that you're doing, and imagine seeing this decision played in front of 1,000 people



whose opinion you care about, your family, your friends, your role models, would you be proud is a good

sign of life that you're taking a broad enough perspective.
R EIE:

HR, BIRZHMALIREE, LLNTUFNHELENS, ERAZERBLE, HRNEBLEMELERZR &K
BEXEMTHGE, RAKBIER" WE, NRIMIEE 10 FENAAFRMRIENRE, BRXNRERT
£ 1000 MRXOBIA (RA. BBk, 51F) Erl, MESRARIIBER? XE—MITESRBERBE I
ANRIFES,

[01:02:55] Alex Komoroske
English:

When you're busy and in the moment, it's so easy to say, "I just got to do this one thing that's probably
not great to get this thing done. And once | do it, it's going to suck. But once | do it, it'll be fine." And then
you find yourself doing it again and again and again and again and before you know it, you've lost who
you want to be and you're now a husk of yourself. And so | think those two pieces lean into where you find
energy, where you specifically find energy, your superpower, the thing that you intrinsically enjoy doing,
and just make sure it's something that you are actively proud of and that helped make sure you don't
take a bunch of shortcuts.

FRSCERIF:
UORITEREY, BASZMN: “‘BREEMXUARATFNERITETR, BARGEE, BHEMTFT.” RS

RE—RX =MW, FHMARGER, REARETBERK, ERT—1NER. AL, BREIRMS: RAEES
fREEE. REESMHERT, AHREBIILMFBIIERNE, XeEMLLRA T ERZMERE .

[01:03:29] Lenny Rachitsky
English:

Along those same lines, | think a lot of people have heard a version of this quote, which is, "New things
that give you energy." So one, | love the additional piece of it is, "and that you're proud of." Two, you have
another quote that | love that makes you think deeply about stuff, which is, "The secrets of life is things
you've heard a million times already, you just weren't ready to hear them." Talk about that insight.

RS ERIE:
IFEXMER, BEAMT “WAMREEENSE X Mid, Bk, REWMMNEG “BitfrER" . X,

MEES—AILFRBHIE: “EEMMEBEETREMELKAI—BRHRNE, RERZAEEEFERE
Efile” B A%

[01:03:53] Alex Komoroske
English:

So this | call the Hallmark card fallacy, which is you discover at great effort some deep insight that
resonates with you and makes you see the world differently, and you want to share it. Insights are
naturally viral. You want to share them and you go tell someone, it's like, "Guys, guys, the point of life is
the friends we made along the way." And people go, "That's from a Hallmark card, man." And to you, it is
you now possess the knowledge, the emotional intelligence to understand why that phrase has been



shared so many times. Before, you heard it when you weren't ready and now it becomes a trite, "Duh,
everyone says that. That can't possibly be a meaningful statement."

AR ERIE:

Rz “BRBL” (Hallmark card fallacy) o fREERBEHITAI T —MRZNNAE, TiLiREHANGLHE
T, IRERNFED R, NBREERANGRENE, MEBESFIIAL “OH], AENEXET R EERH
AR.” BIASW: “BRRBEFLHFRERE, ER.” EXRKR, MIERE T EERIENEREMNT S
REFLRFER. URIRIFNIHEE R EELF, FRARTETAESE: U, ARBXAR, XEELKEX."

[01:04:30] Alex Komoroske
English:

The reason people keep on saying it is because it's meaningful. And so | think that having that space of
recognizing it, that when you have these epiphanies that come from different leaps in vertical
development or the ability to, when you stare into the abyss and make it through the other side, you
realize and learn a bunch of amazing things that you want to pass on others, and it's just really hard to get
them to find it.

FROCENIR:

ANIZAU—ERE, ERNEENEEX. HIREHTIAMB YR, H&ESMEILRRFRINELRE, R
FTEXEGIE, FRRSBERAGHIANRAGE, BRELABIIZITE,

[01:04:53] Alex Komoroske
English:

| find that that's one of the reasons | try to write things that are or share ideas that are like little seeds that
you can shoot into someone's brain even if the soil's not ready for it, it's rocky or craggy, at some point in
the future, if something goes through there and opens up a crack, that's sitting there to grow into an idea.
One of the things that makes me the happiest is when someone I've mentored years and the years in the
past, they go search me out years later and say, "Alex, | just want to let you know, you probably don't even
remember talking to me, but that Tuesday at the building, the no-name cafe or whatever, on Google
campus, you said something | was frustrated to hear in the moment | didn't understand it. And | just want
to tell you, thank you because | finally understand what you were trying to tell me. And | realized that that
influenced me in the decisions." That to me is one of those meaningful things | can hear.

FROCENIR:

EMEATARZHAE LR “NHF" —HFR0RE, BENSTHINABNKR. BEREHNTIEEESIT,
BfERRERAES, BERRNENNZ], MREMT —ERE, BIHFRIEBEERLST . LHEFFO
MNEZ—, MERZFMHESIHWAERAUGHREFK, H: “Alex, fRATEEFRIEIFIT, {BTE Google EIXAY
KAMHEE, RiXNEAIESRILIRRERXRES AR, ERRELTHAT. BEIRIIAIERN T AR
R MWK, XEBREITAIE.

[01:05:41] Lenny Rachitsky
English:

Man, that must feel so good to hear those sorts of closing the loop on something long ago. The point you
make about cliches that you've heard a million times actually finally feeling right and profound, | had this



very experience. | did a psychedelic trip with some friends a while ago, and at the end of it | was just like,
"Man, love is all you need. Love is all you need." | felt that so deeply through the experience and | was
telling people, they're like, "Shut up."

FhSCERIE:

RUB, IrEIXMEENTNRIF—ERERE. XTRLERT —EARBRDGERLILRREIRZ, HZEE
WEMBER. FAMBHRAREIR T —REREKI, SREHEOUE:  “hit, EM2IRFAIEEN—T)."
ERRAELFRZMBR R T X—=, BHFZEFIIAR, #IIRIH:  “HAREE"

[01:06:16] Alex Komoroske

English:

You telling, oh, do you just do psychedelics? Yeah, it's funny.
FREiE:

fREW, B, (RNEERLIF? mBe, BERR.

[01:06:19] Lenny Rachitsky
English:

Yeah.

FRCERIR:

=0

[01:06:19] Alex Komoroske
English:

| have a lot of folks in my broader space who obviously have used it. So | never personally have myself,
but | find there's various ways. The transcendent mindset is this feeling of being part of something much,
much, much larger than yourself and losing your ego in this thing. There's different ways of doing it.
Some people will find it in hiking and being out in the wilderness alone. Some people find it being at a
concert and thousands of people perfectly in sync to this thing. Some people find it in religious
experience. Some people find it using psychedelics and others to help get there. But a lot of it, it's that
same just being willing to be in awe.

FROCENIR:

FINRHRZATAT, FTANLHAL, ERANEREMAXALLAZBIER . IBM “BANOLE 22—
MREZECERTLEAEVN—HD. ASHBERNREE. BABIIRERS, BABITEERZESHAR
T, BABIREAE, WA NETRIF, BB —H0: BRERR MR

[01:06:53] Alex Komoroske
English:

There's so many times that people feel the feeling of awe or wonder or curiosity is treated as a not very
serious or childlike thing. And | just don't get that because that is how you are open to disconfirming



evidence. It's how you see beyond the current limits of what you... Your ego gets hurt when you get
disconfirming evidence. You don't want to hear it. And so you'll construct the world around yourself to
not get that disconfirming evidence. But disconfirming evidence is what makes systems strong. It's what
makes you strong. And so how do you put yourself in the situation to get that information and really

receive it?
RSz ERIE:

REmHE, MR, FHRFRBAARTRAHENRT RAEEIMEL, FAXEZIRN “ENEIEE
REFABRBNA. ESRELMEZLHANBER. SWEIREILEEN, MNBESTH, RA8R, FERESWE
— P RRXEIHEN R, EREIHEERLRAMNIALZRRANERER, L, ROMALECES TREER
HEIEREXLE(ESREM?

[01:07:28] Alex Komoroske
English:

And part of it is just coming in terms of the fact of early in my career, someone called me kooky a bit. Oh,
man. | must be embarrassed. I'm like, "Okay, fine. Yeah, I'm kooky, whatever." I'm totally at peace with
the idea that some people track me as kooky and not particularly serious. | think people who watch the
work that | do and the indirect impact it has realize that I'm doing something that is working even if they

don't fully understand how it works.
R EIE:
BRRETFEIIE, RUEERH, BARERER “G1% (kooky)., HAENARERESREFHEL, BRERS

W IR, RMEDIE, BIREAK.” REEEREEAUNRABETREGE. FIANIPLERTRIIIE
REEEZMHASEIRE, RNGERRYE, BEMNFAT2ERRIEERE,

[01:07:53] Lenny Rachitsky
English:

To start to close our conversation, | want to throw out one more seed that might land with someone in
the right time. You have this concept of the adjacent possible, which I think is a really powerful concept.
And it's basically argues that a lot of people jump to big bold ideas, and instead the better approach is
think about what's a constraint you have and lean into the constraints and use that as a guide. Can you
just talk about this and how this might inform how people think about product and strategy?

FROCENIR:

ELERMNIER], HEBET—FMF. ME—ITXTF “HPAEE” (the adjacent possible) B, FKIANE
FHEERER. EINNREAMBTEREAR. KENERZE, MEFHNSZRERZMEIRNIR, HFAAXELNR
EN5IF. fREEIENX D, UREIMABEANBE = milikbgg?

[01:08:20] Alex Komoroske
English:

Sure, yeah. The frame is the adjacent possible, which is | believe comes from design thinking. I've found it
from designers in my life who are the ones who would just speak to it. And the adjacent possible is a set
of actions that you do, that you can do. They are right in front of you that if you do them, they would
work, almost certainly work. In the tech industry in particular, we default assume that the adjacent



possible is like this and then flying leap to something. And in reality, the adjacent possible is quite small.

It's within arm's reach.
RS ERIE:

LA XMERM 48R , RBEERTIRITBE, HEMBIARILITITAREIRERY, BPTEER—
R YI(RIEFLRERERBYITED, CENTPEMRERT, WMRMREM, LFEEIMI. ERHRITI, HEMIRFRIK
BBETBER— N EARRYXEX, BEfFLE, BIFED, MEMFEIRAMT.

[01:09:11] Alex Komoroske
English:

And people will say, "Oh, you're being nihilist. You're limiting your potential. You're saying don't do big
things." But when you recognize that your adjacent possible is relatively small, you realize that you
actually have full agency to pick within the subset that is within your reach, and your actions matter
because you take an action and now the world reconfigures and now you get a next set of actions and it's
based partially on the action you just took. And so if you slice this thing up and you have a coherent
worldview and you have a principled approach, you can arc to wildly different outcomes than look like
they were possible while at each point, each individual action is safe and reasonable.

AR ERIE:

MIEW: “MMRELXEXT, RERGES, MERFEBASE.” EHRFIREBLEAIEENBNE, =
ROMETRBETENEEN, JUERFAIRBSEER#ITER, ROTHEXEE, RARERN—1T
&, HARNIENLE, ARMERET—ATHNS, MXIBIBURTIRNINISENRE. NRIMICEIEIFE
., BEERNVHFADWMERN, FEEd—RILe. SENSRE, REER—MEIERERRAFAIEESE
MR BT

[01:09:50] Alex Komoroske
English:

And this allows you to get rid of a lot of the risk and still be exposed to all the upside. And so the risk

comes from trying to jump too far ahead in an unknown environment.
R EIE:
XIHREERBEARE XL, FERFREFRENLITZE. KEEERFERMFREPIXEBS T,

[01:10:02] Lenny Rachitsky
English:

Is the general advice if someone's working on trying to figure out the roadmap, trying to think about what
products to build is the advice, don't be scared to go a little incremental versus what people are always
pushed, to do bigger.

FROCENIR:

FRURBVRINGE, SANEFEREZERBEWREFATREY, FEZERXREHHFR (incremental) WP E,
MA RGBT W ERIBEIEEMAR?



[01:10:13] Alex Komoroske
English:

You need both. So if you only do incremental, you will follow the shortest, the steepest gradient in front of
you. So UXR says a user wants to do this and you'll do exactly that and you'll end up random walking
through the thing. So you need coherence about where you're going and the way you get that is by
creating a North Star for yourself. It should be in three to five years in the future, it should be very low
resolution. It should describe a thing that every single person who reads it who has any kind of
knowledge that might be useful or relevant agrees that it is plausible.

RS ERIE:

MEERELE S, MRMIABGIER, (RRSBRERATREENEE. LLAARER (UXR) HAARBEX
T, MR, REMRSEMEMRNEE. FIUREENBREERMG, FEENBSRE—T “tRE”
(North Star), ENZEZEHAFRNER, FRELEH, ENZLIEMRIEHARETE "8 .

[01:10:51] Alex Komoroske
English:

And that if you got to the end point, everyone would high five because if it's going to be a thing, they're
like, "I guess that could work." At the end we'd be like, "Oh yeah, neat." That's not worth it. You want
another story would be like, "Yeah, great. Wow, we kick off. We changed the way this entire industry
works," or whatever. And now this is your North Star. North Star should update, but it's because it's far off
in the distance. It will update. It will slide up across the sky a little bit. It won't be jerking around. You'll be
arcing slightly differently. And then what you do is you look in your adjacent possible and you look for the
thing that has the steepest gradient that pulls you towards your North Star.

AR ERIE:

MRFARRBARRAZ R X MIR—R B, BT , BMAER. MNMIZERBMILARGERKET:
KET, BAIRETEMTUNEELR! 7 XMEMOILRE. tRESMHERERHE, ERAERE, €
RAZBEEAEXRTPEIERH, MAZRZIR. AE, REME “48CA6E" FIFHATERIRSIRILRE
Y ERBEIETRRE

[01:11:31] Alex Komoroske
English:

And then they keep on repeating. That's it. But you need both. Because if you only do incremental, then
you'll end up random walking into a corner. And if you only do the long-term, you end up dreaming big
and designing castles in the sky that are impossible to actually manifest.

RSz ERIE:

ARTEES, MEXMF. BMRERFR. BAMNRIEHE, MSEHTHAR; MRIABKHE, FERER
SBRTELIA T FHEE,

[01:11:45] Lenny Rachitsky

English:



To give you a metaphor from an experience | had, | did this silent meditation retreat once, and a big part
of Buddhism is to not cling to a specific outcome and not have a plan in mind and be sad if it doesn't
work out. And so | asked them just how do you achieve success and want to be successful while not doing
that? And their metaphor is point your card in a specific direction that you want to go. Just point your
card in that direction, essentially in your example of North Star, and just start walking. Don't figure out
this is exactly the path 1'm going to take to get to this end destination.

FROCERIR:

DE—NHENELHEENE, ZSMI—REE, BHEO—MLOMKRZBTHETHENER, FEMLE—
SERBVITRY, BMRKT SREE. KRN MRFXEFE, MAEEEKRIN? MItRERE: BIRRZEXE
ERBENGE. MEIREALIRERF, fHEDE, ARFRE. FERERHITELIRESNE—TH

b4
=o

[01:12:19] Alex Komoroske
English:

Yeah. And you'll know after the fact, you'll say, "Oh, | curved a little bit or I had this little jog than there."
And you'll say, "Ah, it would've been more efficient." But we're so focused on efficiency of not wasting
effort that we ended up doing nothing at all or doing very dangerous things that don't work. So I'm much
sure that | have a path that's slightly inefficient because we're navigating unknowns and we couldn't
know no point.

FRCERIR:

", FRIMEAI: ‘B, BET—RK, HEEBEHTNE.” (FRRT “FTRAUESH . BRIIK
WET “TRERN SN, UETRAMFAEWEY, HEMTFEBLERALTHNE. RTRER—FHEH
RMBEE, BEAFNERRRA, FAERA—T.

[01:12:56] Alex Komoroske
English:

It doesn't matter, and we don't have to do that analysis if we believe that the order of magnitude is of that
thing. It'd actually be we had spent all the time to get the illusion of precision, which at great expense,
and then it's the people say, "Oh, I'm data-driven. | want to really run the analysis to ground." There's
tons of stuff you can't know ahead of time. So if you're getting a false precision at the beginner, that's a
comfort blanket. That's just helping you feel like there isn't uncertainty. There's uncertainty everywhere
all the time. And trying to ignore it by trying to pin it down with fake numbers that you just made up for

yourself at great expense is a really bad idea.
R EIE:

MRBAVEEHELZNY, BEAFNIIMAEET . HNNETERREBHDEZER—F “BHHERE , A
i “FRHERENE, HELBDITHE" . BEERSIEZMMATEZNERN. WRIREFIBIIERE RIS
Ha, MR KR , ILRRFLEFHES. EFHEELTLAFRE, KEASIHNANEEERET
KEEE, B— T EEERENER.

[01:13:48] Lenny Rachitsky

English:



That's really freeing. | noticed again, you were writing something. I'm again curious which you wrote
down that you thought was insightful.

RS ERIE:
XIFRRRIL AR, FEBIMMXESTRAT, REFFMFIET T4

[01:13:54] Alex Komoroske
English:

I actually this time | was not writing did something down. | was checking a thing | thought you might say
that was going to reference was Tim Urban's, "Happiness is the reality minus expectations.” | always get
that backwards, but have you heard this frame, that happiness-

AR ERIE:

HIEXORFREIRKRA, RBREE—INHUNMZREINSIA, F2E Tim Urban B9884):  “=RFFISLME
Fdl.” HERIER, MRIMEXMED?

[01:14:07] Lenny Rachitsky

English:

Let's get into it. Yeah, we're not going to get this. This is great.
R EE:

HPEXANIE, X1RHE,

[01:14:09] Alex Komoroske
English:

"Happiness is reality minus expectations," and this is Tim Urban. It was from Wait But Why. And | think it's
a very simple distillation of it, of if you set your expectations super high and it comes in and it's amazing,
but it's below it, then it's a net negative. So the easiest thing, reality is hard to change. It's not impossible.
It's hard to change. Your expectations are super easy. So just change your expectations. Hold it lightly and
don't say, "Oh my gosh, this is going to be my kid's birthday. She's going to remember it. It's going to be
the best birthday that she ever had and we're all it's going to be perfect." Because then when it doesn't
go perfect and it starts raining that day, you're like, "Gosh." You get all worked up. Just say, "No, | want
spend this day in a way that | can look back on and remember fondly." And that will include, yeah, it
changed.

FAsCENF

“EE=-IE - TE” , X2 Tim Urban 7£ Wait But Why R EER, XE2— M FEREMNELE: NRIMIETR
HIERShS, BMEERREEEETE, MESRZHEAEN, NERENRE, EMPAIFESHEE. i
B, REREMATE, RSBEMR0E, F&R: “KW, XRHZLWER, h—EEXITiEE, XBMN
BUIERTENER” BA—BETHRHELTZF, FMEIFER. RNZR: “FEU—FUEERER
SRENARAEIX—XK.” BMEHIIZETHRXR.

[01:14:54] Alex Komoroske



English:

One other piece of advice someone gave me that | really like is try to feel the emotion about the story
that'll make you feel in 10 years. So if it's funny in 10 years, try to see the humor in it now. And this one in
particular was a friend, their newborn would, every time you changed her diaper, would poop. That was
only... And when they did it, it would often be projectile. And so it was like a trap. You change the diaper.
And it was like, what are you going to do in that situation? And then they're just like, "It's going to be a

funny story in a few years, so let's see the humor in it now."
Fp S ERIE:

HEEERNSZ—TEINZ: HER 10 FRIRIEREFH THELE. IRXMAE 10 FRMERRER, A
MIAEAELNENYUBRR. RE MR, WINEFESRRRGHSAR, MAZKEEHSPRN. XEEK
Maft. EXMBER TIREEAD? MmE: “JIEFEXZEMEBNEE, FUIEMILIERRENWY
RAPE,”

[01:15:28] Lenny Rachitsky
English:

That's funny.

HCERE:

=
Eﬁ/%'\ﬁba\o

[01:15:29] Alex Komoroske
English:

... you're not spraying poop on her. And | think that that kind of perspective is really, people sometimes
hear this as, "Oh, you're saying don't dream big. Don't set high expectations. Don't expect more and be
okay with mediocrity." That is not what I'm saying. I'm saying hold those expectations lightly. Allow them
to change. Be willing to be convinced by different things, and seek something great. Seek something that
you can be truly proud of and that feel very authentic to yourself if you achieved.

FROCENIR:

------ REEHEMS L51T. TANIMABREE. AMTERZREN: ‘B, MBRFERZAZHE, £
BERHE, BLTTE.” BFAERITER. HERE “BELHE , AFHNRE, BERFRENEYLR
Ax, FHIERFBAKBT, EXBLE-ELNEILMEEER. BiLRRIELBHBIFRE,

[01:15:57] Lenny Rachitsky
English:

Alex, | feel like | could talk to you for hours. | can't believe it's already been almost an hour and a half. So
just to wrap things up, is there anything else that you thought would be fun to share or maybe a piece of
wisdom you want to leave listeners with before we get to a very exciting lightning round?

FROCENIR:

Alex, FITSFAERIRIN LTI, FREHEEEER—MF/NET EENBEAONREREZEZA,
EEHAEBNENE SHBLRITARG?



[01:16:13] Alex Komoroske
English:

I think we covered it. | think we covered a lot of that. And again, we could go on for hours and hours and
hours and hours. | could just do a random... | can feature The Compendium where | can pull up a random
idea, and let's not do that.

FROCERIR:

HRENNEBEUFERS T, BN TRSZ. A, HNAU—ERTE. HEEFALUM (PE) EEHlm—
MREAHEKE, BIHANEZHBEFET

[01:16:24] Lenny Rachitsky

English:

Okay, amazing. Well, Alex, with that, we've reached the very exciting lightning round. Are you ready?
R EE:

KiET o Alex, FBINTVENRKRBRIE, HEFHFTE?

[01:16:28] Alex Komoroske
English:

| am ready.

R EE:

BB T

[01:16:30] Lenny Rachitsky

English:

First question, what are two or three books you've recommended most to other people?
R EIE:

F—NEE: RENABERSHR=_EBEMHA?

[01:16:33] Alex Komoroske
English:

Origin of Wealth by Eric Beinhocker, which is great. It's about a complexity economics, why the traditional
economic model doesn't work, and also why it takes an evolutionary lens on what kinds of business
plans work and how companies execute them. That | found my entree into a lot of the systems thinking
and | thought it was just absolutely brilliant. And the other one is The Elements of Thinking in Systems,
which is short, easy to read, very approachable. In fact, if anything, people think of it as not serious
enough because it's too easy to read. It's one of those books that when you read at the beginning you'll
say, " This sounds right." And then later, years later, if you read it again you'll go, "Oh my God, that was
so... | wasn't ready for that yet, but that is totally the way."



FRZERIE:

—2Zx22 Eric Beinhocker B9 (I E/ECIRY (Origin of Wealth) , IEEE, THHBREREFE, ATAEHER
FREBTARE, HAHMHNMAREFTAENEWITRIRERT. XREHFANRZBLENGIE, ZIANTEIE
BIE¥. B—ER (R42Z%E) (The Elements of Thinking in Systems) , /&8, BRZE, FXLE, &
EARBEXRFRT UETFAB™R. EEESHBMYNILNET “FEIE , IFEFERIRN “KM, FHHET
WZERFNEXLE, BXAREE B,

[01:17:21] Lenny Rachitsky

English:

Next question. Do you have a favorite recent movie or TV show you really enjoyed?
R EIE:

TN &EERERIESNATER I ELE?

[01:17:24] Alex Komoroske
English:

For me, | was thinking about this, it's The Green Knight, which | watched | think a few years old. It's about
the Arthurian legend. It's a challenging movie. In fact, when | watched it, | was like, "I dislike this. | do not
find this interesting." And then | couldn't stop thinking about it and it helped me. I think this is one of the
reasons | like to write in parable is a parable is open-ended. It encourages and requires the listener to
engage into the idea and play with it and see how it affects them and how they affect it. And so for me,
The Green Knight, again, I'm not excited to watch it again, but | found it to be the most impactful movie
I've seen in the last couple of years in terms of amount of thinking that it caused me to do afterwards.

FRCERIR:

HRTH, B (BKREL) (The Green Knight) s XB—MXFUZEEERNBR, BEMIEN, FLE,
HNEHNHERRT “BRAER, XRER” . EETRFINLEFLEEZEC, RIANZMERENAESSIF
MWRE: BERARIAN, EXMHABRFARSE5#HK, BARFCEBE—E (FKHEL), BERKX/FE
TR ER BRIE R

[01:18:04] Lenny Rachitsky
English:

Wow, that says a lot. Next question, do you have a favorite product you've recently discovered that you
really like?

FRCERIR:

i, RS, T—MEE: RIARERRLAEIER~m?

[01:18:10] Alex Komoroske
English:

To me, | think the answer for me is WebSim. It's the one that | like playing around with a lot. And I've said
it before, | use Claude 20 times a day. | find that it's almost impossible for me to imagine doing work. |



mean of course now I've got to use Strawberry and see how that feels, but yeah.
FRERIE:

JFEEKW, BRE WebSim, KIFEENRITE. BINMEHKZATREIN Claude, HEXHA 20X, TEBRE
BEEATIE HA, MEHWLERA OpenAl B9 Strawberry (ol1) #&E7T,

[01:18:28] Lenny Rachitsky
English:

One use case of WebSim that | found really fun that | used with Dylan is if you do Gmail, if you give it
gmail.com/someone's name, it just comes up with what their email looks like. And could do it for famous
people, like for Patrick Allison or whoever, and it's like, "Wow, that's really good."

AR ERIE:

##0 Dylan ¥ WebSim B NMREBHVAZE: MRIRBEAN gmail.com/EMABRF, EMSERIBN ABIHR
faRmE. Reblud—Le® A, tbad Patrick Collison 22y, MRIFAMET,

[01:18:45] Alex Komoroske
English:

The elements are really good. One of the things we played around with is having a thing that generates
fake data of arbitrary schemas, and | just write a short backstory of a person and then have it generate
data that fits in this fictional user person's world. And it's just amazing the kinds of stuff, the coherence it
has with, it's weird and it's very specific to that story, but elements are just so, they're like these little
holograms of all this information of humanity is interesting informational package, this little thing. And
all kinds, it's like a mirror that different things reflect back out of it at you. And it's shocking sometimes to
see humanity reflected back at you.

FRCERIR:

ENTHEBFIERT. HMNFHASULEERERERANEREE, HRAFE—TEENAMER, ESMEENR
AT EMEROEIE cHERMIFERRA, RARERERE, ERETEMEGRAXGEERNHELE
E. EfR—EREF, RFELESMWARE, BEIIALISRRRIIER, RIEEERN,

[01:19:29] Lenny Rachitsky
English:

It's like a zip file of all human knowledge.
FRCERIE:

MEEE AEAIRNES .

[01:19:31] Alex Komoroske
English:
Yeah, yeah.

FRCERIR:



o

[01:19:32] Lenny Rachitsky

English:

Amazing. And it's because it's trained on all the things we've written, right?
R EE:

AHE T, XERANEREKNSIMPIERALIZHER, IE?

[01:19:35] Alex Komoroske
English:

Yep.

FREiE:

=21,

[01:19:36] Lenny Rachitsky
English:

All right, two more questions. You have a favorite life motto that you often come back to find useful in
work or in life?

FRCERIR:
%, mERNEE. MERETAEEAH, BIRELFREEFEERSER?

[01:19:43] Alex Komoroske
English:

| guess I've said too, this is cheating, but | said too, the do things that give you energy that you're proud
of, and the happiness is reality minus expectations | think are really simple clarifying words to look like.

AR ERIE:

REZRTRTT, BABREE, EREBRMa: “MALksreERitiERNE" , Uk “=@E =1
K- FRHER” o FOIAANXEIEIEEELRAT

[01:19:56] Lenny Rachitsky
English:

All right. Final question. You can go in one of two directions. One is what's something that you are going
to add to this week's Bits and Bobs that you're thinking about right now that we haven't talked about? Or
just go to your Compendium and pick a random thing and see what comes up and share.

AR ERIE:



o Ea—TRE, RAINZE—: —BRZE—MHRITEMALE (FHRE). BRNNELMENE; —2X
fREY (RNE) ERFNK—TMERZE

[01:20:11] Alex Komoroske
English:

Okay, so this is the... I'll just read this off. This is written a year ago. "We've forgotten a world without
aggregators. Non-aggregator ecosystems make it so participants don't have to fear empowering their
overlord, where that you have to worry about each bit of action you're doing, the aggregator is getting it
more and more powerful. MySpace was the Wild West. Facebook made it so you can't change the CSS,
which was better for users, containing some freedom. Aggregators make sense in the late stage of an era.
At the beginning, they curtail too much exploration."

FRSZERIE:
3, RERE—E—Fg5MNER: “BIEB&siET —N&E ‘%é " (aggregators) WY, RS
B[RRI ESEBEFHBORT ‘FE N, FHEOEHEHNES—MIoHBEILRESELEER K, MySpace

BT EFFaal; Facebook iLfREAIEER CSS, XMAFERYT, {E'J@BE?E THH. ReEERANERREER
XY, BEDH, ENSREXZHRER"

[01:20:42] Alex Komoroske
English:

That's just my random reflections. | don't even remember what conversation that came from originally,
but of the power of... | am just so obsessed with the idea that we are in the late stage of this current
technical paradigm that we're in and so many things we feel like we figured them all out and nothing can
be any different, and | don't love this outcome that we're in, the idea of you're... Just one quick framing.
To me, if you ask somebody on the street to tell you what the canonical piece of software is, the answer
they'll give you is something like Instagram, which is to say an app, which | think is a shame because an
app is monolithic. It's one size fits all. It's not decomposable. It doesn't meaningfully interact with
anything else in the broader ecosystem. And it's also only allowed to exist if some of the largest
companies in the world say it may exist, which is insane to me.

FROCENIR:

XREZENBIRE, ﬁ%lﬂ‘iﬂ SRVESEIERN, FRIFEBFET—NME: BRINELTFHFRAEXH
[GHA, REERENNREBELERT, FAELEK. BAEXRMWENEHE. FMIF: WRFREBATAZE
BRI ER {4, ﬂﬂﬂ]_lﬁ"é%ﬁzelnstagram XiER “App” o BEEXEER, FH App BHAN. BE—H. 7F
Al DR, ERSESREATNEMBOFEBERXNER, ME, ENFERBRTF/IRAATNEFT, X
EHRERENITE,

[01:21:26] Alex Komoroske
English:

To me, software is alchemy. It's the ability to extend human agency beyond ourselves to create
something that can then combine with what others have created in unexpected and unforeseen ways to
create this commentary of possibility of human agency. And somehow in the past decade, we've become
convinced that all of this potential should be squeezed into about a dozen little boxes on your phone. And
now with the power of Al, everyone just is default assuming that what's going to happen is we're all going



to be locked inside of a box with a super God Al Clippy. And the only thing that people disagree about is
which Clippy is it going to be? Whose Clippy is it going to be?

AR ERIE:

MEK, RHER HFEEAR” . BBV BAXBEERIES, QISHESHARIEYUERRINSANESH
R, BAEIETFE, RNEZAEEPMERNBNIBMIZEFFEFINENB L NNERE, REET A, K
KRMIANNRBRIRZRHNSHEUE—TEFE, EXN—NER A R “EIFZ$EIF" (Clippy) o ARM—HIFIER
[QE: WREXRW “EZE” ?

[01:21:57] Alex Komoroske
English:

That to me is bonkers. | don't want that world at all. | want a world where we use this magical duct tape
to escape the box, to allow software and humans using it to lean into their agency. And | think
aggregators are amazing in an environment where you have a safe environment to have all kinds of
interesting stuff that can't be fully open-ended because the aggregator can't allow it to escape the
possibility of that ecosystem. And so for me, one of the reasons I'm excited about LLMs being a disruptive
technology is | think that it allows us to get out of this monolithic sense of whatever. We're all just
beholden to a decreasing number, very powerful organizations, and lean into everybody being able to be

creative and collaborative and exercise their agency in a pro-social way.
R EIE:

XEFRERNKRET . F—R/UARERFNHF, RRE—IRNFAXM “HaFRs RESFHIHRA,
IR MAREAEE M. BREEARENRETRE, BElIFTEATEMBLEESRARIAIEMS. L
B LLM XTEEMERARIINENRRZ—R, FIANCEILRNBERZME—RRE, FEXHITIRDHK
SBARAR, MEILSMABMEU—MELIHLRNLIFLNED. #HITMMEHITEREN.

[01:22:41] Lenny Rachitsky
English:

Wow. Well, you blew our mind as a final element of this conversation. Alex, thank you so much for being
here. Two final questions. Where can folks find you online? Where do they find stuff you're working on if
they want to read more and follow the stuff you're thinking about? And then how can listeners be useful
to you?

FROCENIR:

I, EMENRE, MX—REETH]. Alex, FFERERER. REFMNIH: AKAIUEBEREIR?
MRBRBSIRHIE. KEMOBE, ZEWPER? LUK, IFARAORZEEIR?

[01:22:58] Alex Komoroske
English:

Komoroske.com is where. My husband gives me so much shit for it because it looks like it was designed in
the early 2000s, which it was. | link to all the different posts there. If you click, there's a Google group, but
now where you can subscribe to my updates whenever | post in the Bits and Bobs or any medium article,
that's a good way of taking touch as | publish stuff.

FROCENIR:



BJLAZE Komoroske.como HIKEHEHER ML, RAEEFERGKE 2000 FAMIRITH (FLBHEN
b)) o HAEBBHFEZTFAENNE. FEILUIA— Google /A, ITHEMN (SHAE) 3 Medium XENE
W, XRRFKRIT .

[01:23:16] Alex Komoroske
English:

And then the way that Google can be useful to me is | have office hours on my site that are open to
anybody to join in. | am continually, they're booked off in a few weeks in advance, but if you find
something that resonated with you or that didn't, or you think is interesting or, "Oh, here's a parallel. |
don't know if you've thought of it before," just reach out to me. And | love, love, love talking to people,
interesting people especially who have life experiences and backgrounds that are different from mine. At
one point, a magician showed up in my office hours and described and said, "Hey, this tactic you're
talking about in your Bits and Bobs, that's actually cold reading. That's what psychics use." And | would
find all these crazy connections they'd never occurred to me before. And so people just reaching out and

sharing ideas and | love.
R EIE:

EFARIMAERH: BOIML EF “DRBGE" (office hours) , EAMATAUTL, BABEEZIRFILEMR
29, BNRMENFELERNBTEHE FUgHE), HEFEBHELL, WLKRERK. HIFFERESEBHARE,
THEBLEERMERSHTE2ARANA. B—R, —TERNMRIFHDQE, ¥ 8, f7E (THE
) BRBENEREE, HEmME RIEA (coldreading), RIFFLZAATHY” HERERMX LT MAKET
BB B Ro FRLL, ARREBRRRDERE, HIFEWL,

[01:23:59] Lenny Rachitsky
English:

Alex, you're awesome. This conversation was exactly what | was hoping it'd be. My brain is buzzing as |
expected. Thank you so much for being here. I'm excited for folks to listen to this and to learn from you.

FRCERIR:

Alex, fRAET . XAFETEEE T IHREVFAH, HBOKRMIEMFTRNRAE . FERERGHRER, HRIFAK
B XET BHRIIRFE S,

[01:24:10] Alex Komoroske
English:

Thank you so much for having me.

FRSCERIF:
R REHEIER.

[01:24:12] Lenny Rachitsky

English:



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

FRSERIE:

BRI, &, FEERXHUT. MRIRHEFXETEENE, FILATE Apple Podcasts. Spotify SR ERATHEE
AHITHE. Lo, EFERARIMNTLHB T TIE, XEMAMBHEMTREAMXNMEER, RAIUE
lennyspodcast.com #EIFHIFIE TTEHR TREZES. THEWL,



