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[00:00:00] Benjamin Lauzier
English:

| think when you're running a marketplace, you tend to sit in your ivory tower a little bit, looking at stats
and thinking like, "If only we could get people to do X, it'd be better for everyone." | certainly did that in
my career. | think that's missing the point that we're humans, and | think sometimes we act in ways that
are non-deterministic or counterintuitive. But my take is I'm a huge believer in market forces and
empowerment, so provide guardrails for what a good experience is in your marketplace, set a clear bar
for quality, and provide the right coaching and tools for supply to be successful, and then take a step back
and see where the gaps are and invest more in hands-on tactics just to close those gaps more specifically.

AR ERIE:

HIANNBMREE—WLHE (Marketplace) B, FRESAR/YTE “RFE" BHRRE, ITEHITHEIEOE:
‘BREHNEILAFAEHERS, WAREBIEL.” EHROIRWLEER, FEHIXAMIT, BRINAIXBEE
T—TER, BMERKNZAZE, ENZIINTARIFHEENHEEERN. RNURE, RIFEREHT
HEMMWEE. Fit, REZATHFHRFAEEM P12 (Guardrails) , IRERMBIGRENE, HAMELEN
REIINIESNIR, ARERE—F, UREBEENE, BHHEMRAESHALTIREERIFHIXLER
RBYEEE,

[00:00:47] Lenny Rachitsky
English:

Today my guest is Ben Lauzier. Ben was VP of product and growth at Thumbtack, where he rebuilt the
product team and Thumbtack's growth strategy, re-architected the revenue model, and helped 3X
Thumbtack's growth within three years. Prior to Thumbtack, Ben was at Lyft for over six years, where he
was employee number 30 and led product and growth for the driver's side of the business, and at one
point reached 1% of U.S. workers driving for Lyft every month. He currently spends his time advising
marketplace teams and founders, teaching a reforged course on marketplace growth, and most recently
started a healthcare company called Nurra that connects you to a care advocate to help you navigate the
healthcare system in the U.S. In our conversation, we go many layers deep on the many key elements of
building and scaling a marketplace business, including what to focus on pre-product market fit, how to
know which side of the marketplace to prioritize, what product market fit looks like, how to track
liquidity, what causes most marketplaces to fail and how to avoid that.

AR ERIE:

SRIEERZ Ben Lauzier, Ben BF Thumbtack = R 5 KIS, EHREMELT = HmEARFIEKSE
B, EFWETEWIRE, HE=FRNEE) Thumbtack LM T =Z# &, 7N Thumbtack Z#i, Ben 7E
Lyft TIET"EF%, BABINE 30 SRAT, ARENEN~RIEEK, B—EXNEXE 1% WS AOSAR



Lyft %, BRI, tEAFREHHEMEL AR ZEE, 7 Reforge BIRWLHHIEKIRIE, &EEL]
N7 —REN Nurra NEFTRERE), EERAFRSIFIEESE (Care Advocate) BXHRIER, HBHENMEZ
MXEET RS EHENBMER, FIERNREENT BT L SHTFZIRER, SETRE
mhipLE (PMF) ZRINKEMRA. WMAEBEMRTEETZEH—MN. PMFERERI. MEEERREME
(Liquidity) , UMSBASHRAHIHKBBRE X8R5 %o

[00:01:43] Lenny Rachitsky
English:

And a bunch of examples of really clever growth strategies, especially on the supply side, and some really
interesting stories about how Lyft was able to compete with Uber early on with one-tenth of the
resources. As a bonus, Ben also shares insights into how the European product market is different from
the U.S. product market, and what he encourages European companies to change in order to operate
more effectively and be more innovative. This episode is for anyone building or thinking about building a
marketplace business. If you enjoy this podcast, don't forget to subscribe and follow it in your favorite
podcasting app or YouTube, it's the best way to avoid missing future episodes and it helps the podcast
tremendously. With that, | bring you Ben Lauzier. Ben, thank you so much for being here. Welcome to the
podcast.

FRCERIR:

HNEZDE—RTIIFEEAEKEREZEA, FEEMHEM, UR—EXT Lyft RENAIU+2Z—HE
RS Uber REBEBHE, L, Ben ERETXTFRNT@mHHSEETHESRNRME, UKkibEFRUM2Q
B B U EBROIE (R R S CIFEE . AT B @S M EEMESE BB ATHZ I SHI A
MRMMEBRXMER, BAETICELEARERENAN YouTube LITHMXE, XERBREIRKTENER
FAR, WWNAEEEEKRER. ME, LN Ben Lauzier, Ben, IFEREFIREER, IEREIAREE

[00:02:29] Benjamin Lauzier

English:

Thank you so much, so good to be here. Thanks for having me.
FROCERIR:

R, BErkRIXE, s RNEE.

[00:02:32] Lenny Rachitsky
English:

It's absolutely my pleasure. Okay, so you are one of the most knowledgeable and experienced product
leaders in the world on building and scaling a marketplace company, and so | want to spend the bulk of
our time talking about and essentially extracting as much wisdom out of your brain on how to build and
scale a marketplace business so that founders and teams that are struggling with building their
marketplace company, or just thinking about building a marketplace business, can save a lot of time and
a lot of pain. How does that sound to you?

FROCERIR:

XERRTE, 89, MBHF LEMENT BRIATHARLTEKARIR. EREFENTRASTEZ—
Hit, FBRIBRHDHEERERITXMER L, AEERMMBOARPRIRAERSHES, X TFURHEN



RIS, UEREETENILFILNEIEARER, HERFBREZEEXIMISHA, AJUTERERN
BRI DETER, RIEFEARE?

[00:03:03] Benjamin Lauzier

English:

That sounds amazing. That's a high bar, but | will try to live up to your expectations.
R EE:

ITEERAET . BAXMUERS, BRSEEFIIRAVERE,

[00:03:08] Lenny Rachitsky
English:

I'm confident we will hit that bar. Let me start with just setting a little context, and for folks that aren't
super familiar with what is a marketplace business, they hear this term marketplace company, what's the
simplest way to understand what makes a company a marketplace company and a marketplace

business?
Fh>CERIE:
EEEOBENERZBMrE, ERLEE—SE R, WTFPLERKAEMHABNAHIHISHAFRR, 1]

ZLEWRE “Marketplace Company” XM, EBfE—RABETFAHTHLSHEEREANEMHA?

[00:03:24] Benjamin Lauzier
English:

| mean, like you mentioned, | love marketplaces. | think I've been building and scaling marketplaces for |
think almost 15 years now, and | feel like they add just such a fascinating dimension to the challenge that
we work on as PMs, and it's this hidden dimension that you uncover when you work on marketplaces.
And | think on paper what makes a marketplace is pretty straightforward, it's two or more sides that are
distinct from one another, and they provide value to each other, and then you have an intermediary
trying to facilitate that exchange of value in the middle. So, that's pretty simple explanation. I think in
practice it's always a little bit more nuanced on the fringes. You have all those interesting dimensions, like
how involved is the intermediary defines how managed the marketplace is. So, something like Craigslist
is super hands-off, unmanaged, and something like Lyft starts to be more into the semi-managed where
the platform significantly shapes the transaction in this exchange of value. So, | think that's how | see it,
but there's all those fascinating variations of marketplaces, | guess.

FROCERIR:

IEWNIRREIRY, HAFEREWNETT. FERELWENT BXEHHIR 15 F7 . RREFEARIMERNm
212 (PM) FREIGEIPREIEM T —PIRANLEE, ZXZRMELERLTZNA S A MPREEE. KEiLL
W, WAHHHHRIFEESE: EERMIHESRILBRIOME, SNERREHRNE, AEE—1THEA
(Intermediary) 7EFEIAER#XMNERMR, XB—MRERHNER, BEXESR, ST EE4A
WEN. MIBIRSBBHOEE, LLNPEANSE5REEEXTZHIH “FHERE" (Managed degree),
5140, Craigslist @c2MFH. IFHEER; MK Lyt IENTFENEFTHHREER, FASEZMBENERTR
PHRZ IR, XMERNEE, WAHHERSEANTRE,



[00:04:25] Lenny Rachitsky (Ad Segment - Eppo)
English:

This episode is brought to you by Eppo. Eppo is a next generation A/B testing and feature management
platform built by alums of Airbnb and Snowflake for modern growth teams... [Ad content omitted for
brevity in translation, but kept in English as per instructions] ...Check out Eppo at geteppo.com/lenny and
10X your experiment velocity. That's get E-P-P-O dot com slash Lenny.

AR ERIE:

HATTE A Eppo #B), Eppo 2H Airbnb #1 Snowflake BIR & AT KFABAITIER F— A/B M FITHAEE
EBEYG (rERBEE) - 1Bi5108] geteppo.com/lenny & Eppo, iHERISLIOEREIRFA 10 3,

[00:06:52] Lenny Rachitsky
English:

You've mentioned managed marketplaces and just how that becomes something marketplaces start to
think about more, | want to get back to that because a really important point. But just to even clarify this
point, a key part of a marketplace is that the company doesn't own the supply. That's in a sense what
defines their marketplace versus they're just selling stuff.

AR ERIE:

RIREI THER ™ (Managed Marketplaces) , URXIMAIRE AT IRE ZBERRH, HREHEBREEIX
—m=, AAXIFEREE, BATH T BE, WITHIHN—PMXBEHBRELRHTHEMRE (Supply). MEFH
BX L, XMEBEX “Wia™hz” 5 “BATERA" BIKH,

[00:07:12] Benjamin Lauzier
English:

Totally. Yes, yes. And | think again, you have companies that claim to be managed marketplaces, | think
depending on how you want to look, with investors perhaps, you'll pick one angle or the other, but that's
where you get into gray waters. But yeah, the marketplace implies this concept of two independent and
supposedly autonomous parties that you help connect and provide this exchange of value for them.

AR ERIE:

T2EH. 2. MAHKINAN, BEQAREMECERER T, XBRTIREAMBTEEE (BIFRATH
RAEER), FERHDP—MEE, EFMSENKEME, FF, WAHHHERETXHE—MIZ: R
MR BENBENET, REMWITEIIRRH M HRHNESIR.

[00:07:40] Lenny Rachitsky
English:

Awesome. Okay, so let's come back to that, because that's a really important topic and it's something
that every marketplace trends towards or thinks about is just like we're going to control the supply, we're
going to manage it, we're going to maybe own it in the future, but let's get back to that. So, you work with
a ton of marketplaces, you've built a bunch of marketplaces. What do you find is the biggest struggle to
building a successful marketplace business? The most common problem people run into.

FROCERIR:



AiET o 9789, LRNEREZENER, RABZ2—TMEEEENEHE, SMIRNATHEHERTHE
“BEERIMG, EEME, RREETRABMHEE" . B4, FERENNLHHEED, HHEIR
%o RANEERINBIRIAT IS ERABREZTA? AMIREBENREEMA?

[00:08:05] Benjamin Lauzier
English:

| think there's two types of challenges, | guess there's when you're talking about creating a marketplace,
and then there's when you're talking about scaling a marketplace. For creating a marketplace, | see many
founders that are pre-product market fit, super eager to nerd out on marketplace dynamics. They're
super excited to launch a marketplace, we all are, and they want to talk about supply and demand, they
want to look at all kinds of ratios. They show me economic papers and ask, "How could we apply this
principle to my company?" And here, my advice is generally always, "If you don't have product market fit,
and if you don't have a good enough growth strategy for at least one side of your marketplace, just forget
about all this marketplace stuff." Focus on this core exchange of value, go deep with one side of the
marketplace and see if you can rely on some crutch, some hack for the other side for time being. And you
see companies like Airbnb and Thumbtack doing this with Craigslist pretty early on to jumpstart their
growth as just countless examples, but don't get distracted by this shiny and cool intellectually
challenging idea of working on the marketplace, and nail the basics of your product market fit at first.

FROCERIR:

BINARE D AL —LRBXTF QIR Mm%, F3—LRBXTF YR W5, ECIEME, REIRSLT
PMF (F@&mi7LEE) ZaifeleA, IEBBLEEMMIANA (Marketplace dynamics) . {13 BE&—h
HREINME, HIEB2WLt, B KSHANER, BEZME, MINARBEFFICXFHR: “Bild
X NRENAIBRNAT? ” #XE, BNRIEELSR: “NREELEERE PMF, MIRIFEEE AT
FHED—MIFIE L BB IFRIG KR, BRASEXE T NRAR.” TEFRONNERIR, FAE
EHEZN—MN, BEES—MNSTAUUERKE—L B8 HEEFFE (Hack). {REFEI Airbnb
Thumbtack RHAEFFIA Craigslist REsHE K, XEFENFIFHRFHLE. FERXMA=. BEIZBEREEE kL
B “BRRmm” BRERD L, BAREITI PMF BER,

[00:09:13] Lenny Rachitsky
English:

So, just to spend a little more time there to make this even more real. So, you're saying that pre-product
market fit, before you find that anyone really wants what you're building, focus on figuring out a way to
grow one side of the marketplace. So, maybe just two quick follow up questions. How do you know which
side to focus on initially? And can you give an example, | think Thumbtack may be a good example of this,
of how they did that?

AR ERIE:

NTIX—SEEEK, BIBSERE. (REWRTE PMF 251, ERAMENE ANBESROENAREZE, &
TATHEIERKTHEP—MNTGE BA, RERNEENELRR: RONARERTINZXEB—M? R
BEZEMEIFIE? AR Thumbtack FIgEE A TANAH E] X — R BI— D461 F

[00:09:38] Benjamin Lauzier

English:



Which side to focus on is there's different approaches to this, but generally people will pick the hardest
side. And so, I'll take the example of Thumbtack, because we're going to talk about it. So, Thumbtack is a
home services marketplace to help you find plumbers, electricians, and the harder side there was
demand. There's supply, and you can look for, you can open the yellow pages, you can find plumbers
somewhere, but the hardest question was can we go out there and can we find people who want to do
something in their house, who have projects that need to be done? What is the core growth strategy for us
to acquire those people, to find them? And what kind of retention can we create? Can we create a
delightful experience for them to come back to our platform and want us to take care of their home for
them? Pick the hardest side is my advice. And then, how some companies do this, again, | think there's a
lot of different ways to do this, but a common advice is find a way to jumpstart one side. Find a way to
hack one side, play one player mode is what it's also called sometimes, but try to find a way to tap into
existing channels that have one side of your marketplace already latent. And so again, you have countless
businesses that if you've been built off of Craigslist, | think Thumbtack was partially one of them, and the
idea was like, "Hey, we can find all those great pros on Thumbtack. When we have someone who wants a
job, 'Oh, you want your kitchen remodeled?' We can, behind the scenes, go and post a job on Craigslist
and then we'll bring on all the contractors who are browsing Craigslist looking for jobs, we'll bring them
to our platform." That's an example of how that you worry about the core value proposition of can we get
people to come back to the platform? Can we create this delightful exchange of value? Are people trusting
us? Do we have the right checks in place to make sure that you are hiring the right person? What will
make you come back? And once that's done, then you can focus around how do | build a flywheel on the
supply side, and how do | manage and how do | make sure | have enough plumbers per market, or
something like that.

FRCERIR:

KFRAH—M, ERENAE, EBBEEAEE “SHEN—M" o FIL Thumbtack 7, BAFFKNTZHE
Bo Thumbtack @—MRERS T, BEMRKKEL. BT, MBEREN—MIBHERM (Demand). #
LRI, RAIUBIEDUXEIKEL, ERMENREE: RINESELEHRIBLEREREMSTA. B
ERERMPIA? FITREUXLE A IR OEKRIEETA? BITERIEHAENEE? K-S
plhiE—MEH AR, tHITEEEZENNTS, ILRMNAMIHTERS? BNRNE: EESEA—
Mo, ZEFABINAMEX—=, BREFZE, —PIERNENERIBHEP—MNSZE. KB B —0
7%, BB “BHER" (One player mode) , A EI—MAETNBEBREMRHZ—MNMER
B, B, BEMEIREILRE Craigslist Z £, FA8 Thumbtack o t2u0tt. HRNEER: “I18, &
{I"TAI A7E Thumbtack EIXBIFIEXLEMEFN T WAL, HEANBERSH, tbin FREEERRE? ° FHITTU
G B & Craigslist R — 1N I1E, SARFIEARLIETNIN Craigslist v TIERNABEHR RNV FEE L7 X7k
B—MF, HEREOZIE O OMEEK: FHINEEILAMNEBEREIFEEE? KRS MR N ERIRG?
MNMVERERND? RSB ERNEENGRBRIRERT ERBIA? FAKILRER? —EXLERRT,
RRLA AR EFUEITE ML MET ¥, URIIFAEEHRES I HE EBHIKEIEFS.

[00:11:53] Lenny Rachitsky

English:

When you say find the hard side, how do you find that? Any advice you can give founders and teams?
FRCEIE:

HIMRE “HREISEEN—N B, ZWMEHREIE? (Rees eI AFE A —L2Ig?

[00:11:58] Benjamin Lauzier



English:

In general, | would say intuitively the teams know, especially the teams are in the weeds, they know. They
know, "Well, yeah, we can get X. But what we really struggle with is getting students to look at this."
That's your sign. And | think sometimes it takes someone else to make you think about it, to reflect like,
"Actually, yes, you're right. This side is obvious. We know how to get it, we just don't have the right supply
for it and we don't know where to find the supply.”" Boom, that's the side that you should be focused on.
Then you find a way to add source to demand, subsidize it, find some other way, and focus on this side
that you have no idea how to grow. You should have a reliable growth strategy for the side.

AR ERIE:

BHRR, FIANBENEERMENE, FEBERN—ENEN ®IANE: 18, 2289, RTUEE
Xo BEMNEEFILBBIULFAENKEXD.” XMEES. HWANERFTENAREMRREE, iLrRE: “F
KL, B8, REXNE. X—MRAE, HITEEARE, ER(MMESLEAENME, UAMEEMEK
Hig,” B, BMBIMRRIZKEN—M, ARREBDEIEER. BEMESEAMGE, TETFRMrTER
FEINEE R — Mo R ZABR—MIE L — M E] FERTIE KRR,

[00:12:39] Lenny Rachitsky
English:

In my experience, it's almost always the supply side is what you need to work on, because once you have
awesome supply, people are going to be really excited to tap it. Like Uber drivers, Airbnb homes,
professionals on Thumbtack. Is that your experience too?

AR ERIE:

RIFHRIVER, LFE2RBMHEAM (Supply side) BIIREEZ NN, AA—BRE 7TIRENHELS, A=
EEMEMAFEHRTE. tbil Uber B4l Airbnb EIE. Thumbtack ERIE I AL, fREVEIEHXIENT?

[00:12:54] Benjamin Lauzier
English:

Yes. | would say supply is the hardest side maybe like 80% to 90% of the time. Yeah, | totally agree. | was
trying to think of counter examples, but | can't think of one. | just know that there are.

FRZERIE:

M, BEWRMLMIEARL 80% B 90% WER T ERMEN—Ml, B8, KRB, RiAEE—LRE, E
FRARHF, HRANEEEFERDG,

[00:13:05] Lenny Rachitsky
English:

There's one | know, which is Rover, based on research | did, because it turned out it was really easy to find
people who want to walk dogs and watch dogs for 50 bucks an hour or whatever. It was a very easy value
prop, and so they had a waitlist, they had just so many people. Also, TaskRabbit is the one | know about

where they had so many people wanting to be taskers, whatever they call them-

AR ERIE:



HAE—, FLZ Rover, RIFFHAIAR, FRIEAREIERUE/NE 50 EnAEEMNNKERNERIAES
BH. XR—TIEREERENMEETK, FRUMNERMZE, AZF2. FI, TaskRabbit B2 FHKAERT—
N, WBEHXZABRHA “Taskers” (ESHITE),

[00:13:24] Benjamin Lauzier

English:

I was going to mention TaskRabbit as well. | heard of that as well, yeah.
FRCEIE:

A IEAEIR TaskRabbit, BB, B8

[00:13:27] Lenny Rachitsky
English:

Okay. And then you talked about there's a core part of figuring out how to grow that part, how to grow the
hard part, generally the supply side. You shared a couple examples. Are there any more clever things you
recall that you might be able to share of just ways people grew supply early on that could inspire people
that are trying to figure this out right now?

FROCERIR:

. ARIRKET FRRMAEKIB—ME %08, BNNEE KEENED, BERHSN. (ROETL
MIF. (RIFIERETAEERIMARTUSEN? XTAMNBAERELHNAN, JUBERIBENFIERE
ENIPANG

[00:13:46] Benjamin Lauzier
English:

Yeah, | think there's a couple of common tactics | would say pretty early on that | think companies rely on.
So, we've talked about jump-starting one side of the marketplace with, it may be with Thumbtack and
Lyft, also leverage job boards. You have also a lot of companies building value added services pretty early
on as a core way of retaining supply pretty early on. Like let's build a really compelling basket of value for
this supply, and this is going to be the thing that appeals everyone. So, OpenTable did this really well with
all the restaurant services, other things that I've seen people use really well early on or converting your
supply into demand or demand into supply pretty early on, so Lyft, we tried that. It actually didn't work at
Lyft, but I know other marketplaces have been pretty successful with that.

FROCERIR:

TR, HEF-LERHARKRMNE LR, AN1KET Bahmhiz—N, Ll Thumbtack # Lyft, E=&FIA
BERR. TERZSABERFHMWEBIEERS, FABEHRENZOAFI b0 LALLM
Z—PEEEARSIANNNER" , XBERSIFFBEABRAKRAE, OpenTable FRTRS A EMISIEEL. kL
TANERHR R I HA R UATR, IFJ/REMAME, 7 Lyft, BMNSHIXD, B yft &=
M, EFRMEEMIAHHEXTS EIEE RS,

[00:14:44] Lenny Rachitsky

English:



Just to make sure people understand that one, it's a really interesting one is, in the Lyft example would be
convincing drivers to become riders, convincing riders to become drivers, and mostly the latter,
convincing riders to become drivers.

AR ERIE:

NTHRARKERX—=, XZRE— M EEBBNRE, £ Lyft flFH, mERRANKARE, HARFEERK
HEW, EBREE —HAREEMAEN.

[00:14:55] Benjamin Lauzier
English:

Yeah, exactly. In our case at Lyft early on, we had a waitlist on the demand side because we just couldn't
onboard enough supply. And so, we had this idea of having a pop-up. Instead of saying no drivers
available, it would be like, "Hey, sorry, all the drivers are taken. People are making 50 bucks an hour right
now, do you want to hop on your car and drive?" And we had some conversions, but it felt a little
distracting to the overall experience and it wasn't a huge driver of supply. But | know that for Uber it
actually was. | think they had a relatively meaningful amount of supply coming from [inaudible 01:15:27]

FROCERIR:

2R, K. TE Lyft R, HNEJBRMEMRGRE, RARNTEEERBEIMHES, FRUIRIERT —1 5%
BHNERE. SHiR “2AUANEN , FR: IR, 8\, FEENERSHE T MEATE/)EFEER 50
x50, MRALEFEEFEL? ” RVBEE—LEK, BRENBEKESSTIN, MEAEHFERHANEERK
71, {EFFEFS Uber K, XHKAM. HBMIEHEI—SAELRE[FFEL

[00:15:27] Lenny Rachitsky
English:

Wow, how does that make you feel that Uber figured out a better way to approach this and made it work?
That doesn't feel-

FROCERIR:
1, Uber 2T BHFHAEHILERYT, XiLRETEINMA? XBEFAX—

[00:15:33] Benjamin Lauzier
English:

And it's a different audience. You would think that the Lyft passenger and driver is more likely to flip back
and forth between the two. | don't know, | don't know. [inaudible 00:15:47]

RS ERIF:
MAZARE, FEINA Lyft WRZMIVEEATEERE Z AR, HAME, BAE, [FFRE]

[00:15:46] Lenny Rachitsky
English:

Yeah, a PM at Uber outdid you guys. Oh, no.



AR ERIE:

%ulﬁjs Uber E’g_ﬁ\ftl%ééigﬂiﬁT'fmﬂ]o I]Eﬂ: ;Fo

[00:15:50] Benjamin Lauzier
English:

Yes, on a couple of other things.

R EE:

=0, FEMAHFELEBER,

[00:15:52] Lenny Rachitsky
English:

Interesting.

FSCEE:

Bil,

[00:15:52] Benjamin Lauzier

English:

And we outdid them on a few other things [inaudible 00:15:55]
R EE:

MmEAERINUHE LB T /1[0

[00:15:54] Lenny Rachitsky
English:

Okay, okay. That's right. So, essentially what we've been spending some time on here is just when you're
starting a marketplace, figure out which side you need to drive, because that's what will unlock this
opportunity. There's a hard thing that nobody's ever done before, and most of the time it's build a bunch
of supply that nobody has done before, and there's all these tactics to do that. And all of this is, as you
coming back to the main question | asked, we've gone on this awesome tangent, is pre-product market fit
before you even know this is a thing. Spend time most of the time building supply to see if demand,
customers actually want this thing. Right?

FROCERIR:

9, %o i, FILL, AR ERMNEXEITICHNZE, HRBE—MIRATTE, BEFFRIRTEREM—M,
ENBEA BN KT, B—HRAMSHES, RSYEHRMBRI S ARILINMHS, BREEK
AR —m. FrAXLE, BEFRENER GEMNAHETT), BEE PMF ZE, EREEFHEXZS
AI{TZAl. AEBDBEEARLMS L, BEEFKN. TRESENBEXTRA, MHE?

[00:16:34] Benjamin Lauzier



English:

Exactly. And then | think there's a different set of challenges. The other pitfall that | see is, so pre-product
market fit, people tend to be distracted by those marketplace dynamics like we talked about instead of
doing what we just talked about. For companies that have some sort of scale and product market fit, to
me the place where | see people getting tripped up most often is the concept of marketplace liquidity or
how to match the health of a marketplace. To me, liquidity is how marketplaces win. It's this measure of
your ability to match buyers and sellers efficiently, it's how quickly and efficiently people can find what
they're looking for on your platform. So, you can picture a Venn diagram. One circle is this is what supply
wants to sell, and another circle is this is what demand wants to buy, and your liquidity is the overlap

between those two circles.
AR ERIE:

. REHRINNZES—EH. REINS— M EME, 7 PMF 281, AMFESERIXEINLTS
BB, MAREHMBENINAKENE, WTFELE—ENEM PMFHAE, HREIANRERLE M

= “mizmsh4” (Marketplace liquidity) BIBES, EWMAHEHHNRERT. FEFRH, RoitEEN
BHIHRBNXE, CREEMEMOREZIRMERNVES, BRANEMHNES EXRIFAERENREMK
K, R UBR—NFERE (Venn diagram) : — M EERHLAMBEMNARTA, S— 1 EERHRMEZNZR
78, {RERsEm X MEE 2B %,

[00:17:26] Benjamin Lauzier
English:

So for, let's take the example of Lyft or Uber, because we talked about them. It might be for all the people
who open the app with the intention to book a ride, how many of those actually turn into a ride? And this
metric liquidity, it's a direct multiplier on the efficiency of your marketplace. It's literally at the center of
your vision, it's why you exist as a marketplace is to connect the two. And it's also the ultimate
engagement loop. The more supply you have, the more choice people have, the better the services, the
more likely it is that it turns into a transaction and the more likely it is that they come back. And so, it's
really this incredible circle. And what | see is people missing how critical this component is in the
marketplace, struggle to define it for the business, and most importantly struggle to build an actionable
playbook against it. Like, "Okay, how do | manage this? Okay, it's important, but what do | do about it?"
Basically.

AR ERIE:

A Lyft 8% Uber Afile MzptErIaERIE: EFTBHEMUEEEITF App WATH, BZLARKLENITETE?

REDEXMERZ RN R RNERE RS EHIRMREBRENZO, REA-THEHEENRRMLEEER

&, EEAMHNS5EIF (Engagementloop) : #4A#%, AIEEMES, RSB, MEERRERK

AR5, IEHEERERRAM. AL, XENZE— A BNHNER, REFNZANZE T X—HRK

MAEDZPHXEE, BURELSPEXE, REENZE, B#UBSZCEHE-EJRITHNEE
(Playbook), B LFE: “HIE, FZMAEEXT? RMBECREE, BRRELAD? 7

[00:18:21] Lenny Rachitsky
English:
Is there a metric you recommend people specifically look at to understand liquidity?

AR ERIE:



BBt atstn2 iR EFE AT ARIEE R IERT?

[00:18:26] Benjamin Lauzier
English:

| think the metric that | like the most is a predictor of liquidity. So your liquidity might be, it's typically a
measure of demand utilization. It might be looking for something on there, maybe how many of those
searches with intent actually turn into a transaction. So, it's your field rate of your intentful demand
typically, and that's really indicative of the net output of your marketplace. And so, that gives you a sense
of the health of your marketplace, but it can be influenced by a whole bunch of different factors. So, if you
think about for Thumbtack, it can be influenced by if there's a snowstorm out there, if the competition is
bidding, there's a whole bunch of exogenous factors that come into play. And the metric that | think is
slightly more actionable is a little harder to define, but so much more helpful in my opinion.

FROCERIR:

HIANRRERBIETE RN TUNER o MERMEEEREEFT KA BROIET. ERERRETS
IR, BZVHEREANEREXARUANTRE. i, BB “BEENFEX" pERE (Fill
rate) , XL RERBRTHIZB A . XEEILIRBRAITIZMEERR, BERRE—KRERERRIZM. b
g07E Thumbtack, EREEREISMNEREERENE. RENFESAERNEF—RIINIERBRM. FHIANTERH
BEMREENEIRRATHEEN, BEREREGHE,.

[00:19:19] Benjamin Lauzier
English:

It's what | call a market health metric, and this is basically think of your proxy that is the best predictor of
your liquidity. So, I'll use the example of Lyft. You have your liquidity is your demand utilization, it's how
many app opens turn into a ride, and what predicts this? What will predict you and deciding to book a
ride? For Lyft and for Uber, it was ETAs. So, we knew that if the closest driver was at least two minutes
away from you or closer, then we had hit a ceiling, you were more than X person likely to convert and
book a ride. If it's more than two minutes, if it's five, then maybe you check at Uber, maybe you walk,
maybe you take the bus. If it's two minutes, it doesn't make a big enough difference, you're just going to
book the ride anyway. So find this threshold, find this predictor that tends to plateau that correlates
strongly with retention but with also the transaction happening, and that's the metric that you can
predict. That's a metric that's so much more actionable for teams to work against. If you're a supply team
now you can think of, "Okay, I'm adding 100 supplies into the platform. | want to know if it's actually
reducing ETAs in this case," or | can look at correlations like this and limiting some of the effect of those
exhaustive factors that | mentioned.

FROCERIR:
XEERFIRE “HinREEN , B EREINERETNRMNIENRIEENR (Proxy). HERA Lyft
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PNEAARFERIET. MRMMEMHESEN, WEMAILR: “FE, ZEFEEMT 100 ML, FEE
XEDENEETXMER TR ETA.” SERFTUMBXERXNE, HIRFIFIREIBARLEINBRZRIFM,



[00:20:38] Lenny Rachitsky
English:

Awesome. So, essentially watch fill rate is the term used that a lot of people love, which is just people
with intent converting. So, the Airbnb example is exactly the way we did Airbnb is we looked at people
that are searching with dates as intentful users, and then how many of them convert to a booking. So,
that's basically what you're trying to get to, and your point here is that's kind of the output metric. That's
what you want to move, but in order to move it, there's something that is the biggest lever to moving fill
rate. And in your experience, and I've seen this exact same thing, it's usually amount of supply. Do you
have enough good supply? And so, in the case of Lyft is do you have enough cars? Do you have enough
homes, do you have enough plumbers on Thumbtack? And that's usually where you can actually impact
fill rate. Sweet.

FROCERIR:

KiET . FLL, ABiEXE “HE7EZK" (Fillrate) B RZASRHAIE, BIBERENALRETH. Airbnb Y
BIFIEZRNH Airbnb WA HAMTEFERRRNARANERENAR, AREEFEZDAREATH
To FRLL, XEALMZBMBERINER. MRS, XE—M “FHists (Output metric), XZRAR
BEBvtEts, BATHBSE, FE—IEBMERTRNRAIT. RIBFNEE FHtbRIT2BRNBER) , X
BEEMANKE, MEDHERBNMRMS? 7F Lyt RGP, BREEEEBNE? EEHEEBNEF?
£ Thumbtack EREBEBAIKET? XBERIMEERTIMETRIMS, R

[00:21:25] Benjamin Lauzier
English:

Yeah, exactly.

FRCEIE:

T, =,

[00:21:34] Lenny Rachitsky
English:

And that becomes the goal of the team, that becomes the focus of the company, basically drive that up in
all the little markets you're in and all the categories you're in.

FROCERIR:
X T EABIBMR, T QBMNER, BX EMEEIRFIENFIE A TiHMFE LR PR X MET.

[00:21:34] Benjamin Lauzier
English:

Exactly. Yeah, completely.

FRCERIE:

o BHY, STTRIEM.



[00:21:36] Lenny Rachitsky
English:

Awesome. You mentioned this idea of product market fit and the things change, pre-product market fit,
post-product market fit. Classic question, I'm curious if you have any insights here, just what tells you
that you've climbed that hill of product market fit, that you might have product market fit, or you
definitely have product market fit in a marketplace?

AR ERIE:

KiET . fRRET PMF XPMER, UKRTE PMF ZEIMIZEEBIMAEN, SHRE, FRIFFREXER
DERE. FABREFIFELNCI T PMF BYABEELL? ENAHZR, TABRKPBIFFAIERE PMF, SES
EE PMF?

[00:21:55] Benjamin Lauzier
English:

It's hard because to me, the two are most independent. Maybe this is a hot take, but | feel like product
market fit is independent of your marketplace dynamics. You might have a great product, and it provides
amazing value to both sides, but you have yet to crack the flywheel on the supply side for how to bring
those people. You don't have the right product channel fit, for example. And so, this will have a massive
impact on the dynamics of your marketplace. And so, to me, my answer would tend to be pretty classical,
it would be like measure your product market fit the way you would for a normal company. So yeah, it's a
bit of an art more than the science, but | like the classic if we were to take this product away, what
percentage of users would be significantly disappointed or have no other solution?

AR ERIE:

XIRME, AANEFKR, XREETRAEE LRI, BIFXE—MRENUR, BHEE PMF S{RETE
NSRBI, RAIEEB—NMPANTMm, ENNGERETIRABNNE, BIRELERAEMLE NN
FIXEARTCR, FII0, MELEREIGENmRELE (Product channel fit) o EIFRREITHZHENE %
EXREM, FrANTERY, FHEIZ METFLREH: GEHEEBATIFEER PMF, I, XEZE—
MTZARMIERE, EERERBIFANVL: MRBNZEXN "M, BOZZONARIBEFRRE,
HELSBHMBENLE?

[00:22:50] Benjamin Lauzier
English:

So, questions like this | think go to the heart of how valuable is your solution to users, and you can do this
on the supply side and the demand side. | think here my advice is typically to consider that you have two
product market fits essentially. You want to make sure that you have a compelling enough value
proposition on both sides of the marketplace, and very often at the beginning you find product market fit
on the demand side, but you realize it's not compelling enough for your suppliers because your margins
are too high or something like that. So, realizing that you have both those things, but | think you can

measure them in a way that's relatively traditional, and that's independent of marketplace dynamics.
R EIE:

FOASXZE LR R T IRBAER S R AP NERZD, RAT LR HEGMFFRMERHX NN EXE, &K
MENEER: AR ELREZEME B PMF, REHEREDHIRNUEEEBIIANTENMNEEK. &
BEFRE, REFRMIKET PMF, BRFIRIENHEEABERSIS], JERENREMARSZE



B PRI, BRIREMRENAEXMIFRE, BRINAFAIUABMNERNASARGEC], X5MHET2E
JRITAY,

[00:23:27] Lenny Rachitsky
English:

| love that. We actually just had Sean Ellis on the podcast talking about that exact survey, the Sean Ellis
test of asking people how disappointed would you be if they left, if the product didn't exist. And I just love
that you keep coming back to this point that | 100% agree with, that most of the challenges you have with
a marketplace business, 90% are the same challenges you'll have with a non-marketplace business. And
people over-focus on, "Oh, | need to think of this like a marketplace, and all the marketplace science
behind all this stuff." And really it's all the same stuff every founder is dealing with product market fit,
except you have two sides of it growth strategy, but you have two sides of it. So, | love that you keep going
back to that.

AR ERIE:

HEERX MR FATRIENE Sean Ellis Ei3#E%, #ICHERIMAZ, BI Sean Ellis Wik ——@m Af140
RERAFET, MEEZRE, BIFEENRRMEEX—=, 3 100% BE: RENLTIZLSHBES
R ZEkE, 90% SIEHFHUISHRGR M. AMTIEXE 8, BEEGAFHH—HEE, ARy
EMFEHmHRE" . Lhrt, XMEENOIBATMESRIENSEE, bl PMF, ARIREFRMIE,; Lbang
KHEBE, IRIRERMIE. FAIURRERIR—ERIAX—S=,.

[00:24:10] Lenny Rachitsky
English:

Something that | definitely want to touch on is when people are thinking about starting a marketplace
company, what are signals that a marketplace is a good model for the idea? Because | think a lot of
people come into and be like, "I want to build a marketplace. Oh, I'm going to connect these two sides.
It's going to be great," and there's no marketplace in this business, in this vertical. What are signs that
marketplace dynamic and a business model is right for an idea versus no, it's not?

FROCERIR:

BREBERWNN—=Z, HANZEYD—KWATHARN, EMEESRA “Wahy” 2ZEEN—
FRE? HARRFRZAEGNSA: “WEE—IH7. B, RBEEEXME, XSRE" BEX TS
HEHMAEELHKETINTE, BMETREATIHNSNXMEHURNESENRE, MPLETRE
BARES?

[00:24:40] Benjamin Lauzier
English:

No one ever say like, "Oh, I'm going to build Airbnb for X," it's not something that people say. | think the
signs that come to mind are one, higher fragmentation. | think you want this long tail of buyers and
sellers without a handful of big players controlling the market, because this is where you can provide
value by doing this job of aggregation. | think you also want a relatively uniform set of needs. That means
that it can be, like your supply can be commoditized to some extent. This is what's so tricky, by the way,
about services, service marketplaces like Thumbtack, because unlike eBay, where sellers, they just want
to sell very clear and distinct inventory, on Thumbtack you have electricians who only want certain types



of jobs, but they only want it if they're available that day. And they might take a job and cancel it because

something better comes up.
R EIE:

MERASEIR ‘B, HER X TAM— Airbnb” 7, IRBANKRENE. BEINTRELE: 2EE
F1t (Fragmentation), RFEEHBEKEMNERMER, MARHDH/L N KERIEHITT, EAXERTEE
BEREESTERENE. HX, MERFEEMNFE—NER. XBEKREMRNELAEEMEE LATUW “Bat”
(Commoditized) . IREHR—T, XFHERSZSLEMHH (%0 Thumbtack) MEFFEFHRE, FAR%E eBay, 32
RIEEIEEEM. MIFHER; 7 Thumbtack b, BT RABFFERBNIE, MEREEMIIERESHN
7%, tilaIsERET—NE, ABRRALIT BFHEMEUE.

[00:25:34] Benjamin Lauzier
English:

And so, this makes for a very fuzzy definition of supply, and you have very different set of needs. One
electrician wants something, the other one has a very different perception of the same unit of demand,
and that makes it very, very difficult. So, it's feasible, but | would say that is not a compelling attribute for
building a marketplace. So, a relatively uniform set of needs. And the last one I'd mention is a high
enough bearer in the matchmaking or the creation. | think how hard it is for people to find each other
today, and how much effort do they have to put in to vet each other, | think is another great sign. The
higher it is, the bigger the opportunity because it means you come in, implement the right processes to
simplify this exchange of value.

FRCERIR:

Fit, XSEMLHEXIFEERM, MEFRBERER, —TBIREREWE, S— T BINE—RES
WEZEARETERE, XESEELFFREFEER. L, BAFT, BERSREXHAFEHEILH TN —
MRSIABEMS. FrLl, FEEXNG—HFER RE—KRE, HRE (Matchmaking) SeIEIREHEFER
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[00:26:24] Lenny Rachitsky
English:

Awesome. I'd love to know if there's any examples you can think of, of bad marketplace ideas that people
have tried, but I'll summarize the three points you just made, which I love. So, these are signs that this is a
great opportunity for marketplace business, that there's a lot of fragmentation on both sides. There's not
just a small number of companies or customers on one side or the other, because if there are, why do
they need you? There's five airlines or whatever, you don't need a marketplace to match with an airline.
Then two is there's uniform needs, the needs are basically consistent. | just want to stay in a home, | want
a car to take me somewhere, | want a plumber. And then there's a barrier, there's complexity to the
matchmaking and helping someone book the thing, work with them. Finding a car, | imagine is like, I'm
not going to just flag down a car. There's challenge there. I'm not going to just go and ask someone, "Can

| stay in your home?" There's challenges there.

AR ERIE:
KET. HEHEMEEREET—E ANBIXIAERNTIZEE, BRERE—THRNARIN=5, &I
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Z—HFENR, BREXELZ—EHW. RRVEE—IK, FEE-RMEFHEZEMMS, FRE—TKEL 3.
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[00:27:19] Benjamin Lauzier
English:
Exactly.

AR ERIE:

R o

[00:27:20] Lenny Rachitsky
English:

Awesome. Are there any examples of companies you've seen that are just like, that will never work as a
marketplace, or here's a funny example of a marketplace that tried to be a marketplace and it's not ...

FRCERIR:

KIET, BREMUTHARGF, HFHE AT RITEIEAATHER , REGEE— EELH)
T, EAHHRERNTHEENT -

[00:27:29] Benjamin Lauzier
English:

| don't have a great example of that, but | can give you a tangentially related example of a marketplace
that | don't want to throw anyone under the bus. | respect the company and the effort, but Sidecar at the
time was another ride-sharing company competing with Lyft and Uber, and there's, I'm sure a whole
bunch of lessons there. They ended up closing, but | think one really interesting direction that they took
pretty early on to differentiate themselves was, in my mind perhaps very naively a mistake, they decided
to give complete control to the user where as a user you had a whole bunch of filters. You could decide, "I
want a car that's at least 2015 or newer. | want a driver that's at least this or newer." And so, | think the
theory was reasonable on paper. It was like, "Hey, let's give people more control over it."

AR ERIE:

FEER R HERGF, ERAUSMR—NEZAXBGF. HARRAFEREAA, HREERR AT
HE57, {BEEIR) Sidecar % —R5 Lyft Ml Uber THHIMANZEAT], BABGEHMERRZH. WII&RZEH
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[00:28:29] Benjamin Lauzier

English:



But you have those other players out there, you have Lyft and Uber, and people feel forced in this
standardized experience, "We're going to compete by giving you the choice, you get to decide the
experience that you want." | think in reality, it just fragments your marketplace even further, and you
have this hyper fragmentation in your marketplace, and | think it hurt their SLAs quite drastically. If you
think about the ETA, when you ask explicitly you're like, "Yeah, sure, | want a newer car," and you slide it
to 2020 not realizing that you just lost 10 minutes because now we had a great driver, but they have a
Honda Civic from 2018, and it's not the special that you wanted. So, | think people who build
marketplaces tend to want to give a lot of control to the users because this is what users want, or this is
what comes up oftentimes in user feedback like, "Oh, we have those two distinct group of users. Those
ones, they really want new cars. Those ones, they don't want new cars." And so, naturally you have a
product team that builds the toggle to get the new cars, and | think the mistake is that you unknowingly
fragment your supply in a way that has a much more meaningful impact on the health of your
marketplace than you suspect.

AR ERIE:

BINEEEEMITR, b Lyft 70 Uber, AMMFERRMAREBIAILFREREIRKED, Sidecar 18: “HfIE@I 4
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[00:29:43] Lenny Rachitsky
English:

| think this is another awesome example of don't over listen to users and do what you think is going to be
best for the business, and this is not even a marketplace lesson. It's just generally you don't want to give
users more options than they will need to be successful and happy. And | think Sidecar did that because
they were trying to differentiate from Lyft and Uber, like, "What can we do differently?" And they're like,
"Oh, let's give people all these options." | think they even let drivers choose the price that they're offering
their ride at, which made it extra complicated. They're like, "Oh my God, all these cars at different prices,"
but | respect their attempt because they were just the third wheel, no pun intended.

FRCERIR:

HINANXZBHZ—MRFNGF, RAFEIERMAR, MBEBIRAANLSEEFNNER. XEEFRRE
RiAH N, BEFRR, RARLRPREEIMITRSARIIAMIRFFAFLED. 38 Sidecar X HE
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[00:30:21] Benjamin Lauzier
English:

Ironically, it's almost the opposite advice that | usually give to companies who struggle with market
health, it's if you have different verticals, try if possible to open up your supply walls. Your user is telling



you like X, but try to give them something that is tangential to what you think they want, because odds
are that they are actually fine with it. There's this amazing example from Thumbtack, it's the smoke
machine example. So Thumbtack, now they specialize a little bit more in home services, but a few years
ago they were also doing a lot of events. So, you had DJs, you had photographers, and a lot of people
were hiring for wedding DJs on the platform. And one of the checkboxes was a smoke machine, and it
turns out a lot of people are checking this. You're like, "Yeah, hell yeah, | want a smoke machine at my
wedding."

AR ERIE:

WRNZE, XNFSHBELBEETHRRESEFILNQABNENER. ZNRNE: NMRGEFRNER
quE, RAJgEZREITRELHNERE. FRNAASIFFERE X, BlEsti—E5MANtiTRENETINAR
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[00:31:14] Benjamin Lauzier
English:

And unknowingly to them, obviously, only 5% of our DJs had a smoke machine, and so you would carve
out 95% of our supply. And if when we talked to users, they were like, "Oh, no, no, | don't care that much
about the smoke machine. | didn't realize that this was automatically going to remove half of the supply."
And so, work on ways to make this checkbox affect the ranking but not the actual filtering is a great
example of how you can listen to your users and tweak the experience, but simplify their cognitive load
by knowing like, "Hey, we know you prefer a smoke machine, but we're intelligent enough to know it's

probably not a deal breaker for you."
R EIE:

BRFEATHIE, HIRE 5% 8 DI BREN, FRLRX—AERHRRT 95% Bttis, HEINSAEPRH
B, ffil=i: ‘B, &, X, ZEPBATEFREEN. ZRRFIRIXZBHBH—FULMESE.” Fit, 8
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[00:31:54] Lenny Rachitsky
English:

| love that example. The other thing that | think is important to talk about briefly is when you're thinking
about building a marketplace, a lot of times they fail because the business model just doesn't work. |
think about a company like Cherry that tried to do Uber for car washes, and in theory there's a smart idea
of I'm going to just do on-demand car wash. The problem is no one's going to pay what it costs to do that,
to a car wash person shows up and washes your car. | think cleaning is another example. There's also just
like going-

AR ERIE:

HEXBMIF. BIANS—HEZEFTEEENENER, SMREERE—INAHZHY, REEENIX
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[00:32:26] Benjamin Lauzier

English:

AER, RBEARBREXMLRET EIMTARAENSERRM D, FRKE

Exec is another one that comes to mind.

FROCERIR:

ﬁﬁg §IJ T ExeCo

[00:32:27] Lenny Rachitsky

English:

Oh Exec, yeah, where it's just like someone come does stuff for you.

AR ERIE:

IE Exec, EBY, FAERIBMILARERDEHARSS.

[00:32:32] Benjamin Lauzier
English:

Something, yeah.

R EE:

=R, R,

[00:32:32] Lenny Rachitsky

English:

Yeah. And so | guess, is there anything you want to add there? Just like this is another reason your

marketplace might fail? And maybe just let me expand on this question. Just what are the most common

reasons marketplaces fail in your experience? And | think it's important to say most marketplace ideas

fail, just like most startup ideas fail.

FRsCERE:
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[00:32:49] Benjamin Lauzier

English:

Yeah, most ideas period fail, | think. Yes.

AR ERIE:
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[00:32:51] Lenny Rachitsky
English:

Most ideas period fail, same. Coming back to most of the things you're going to struggle with are the
same things that every company struggles with outside of marketplace. So, let me just ask, is maybe
specifically within marketplaces or even just broadly, what are the biggest reasons that marketplaces fail?

AR ERIE:

REHIEHRZRM, AR BEERA RN, MEERNASEHRILESHHZINERABFMEIGFRILE—
R BB, LA, BFREIIHMNNATE, HEES 2, THRMNERREZTA?

[00:33:06] Benjamin Lauzier
English:

| think a few things come to mind. One is this concept of liquidity that we've talked about. So, you need to
kick off this flywheel, you need to build enough of that density within your marketplace. And depending
on the business, you can take a lot of time or money, and without the right diagnostic framework you can
end up running out of both. And so it's like, that's the same one, and | felt this at Lyft, I've seen this at
other companies, this rush like, "Wow, we have to get to this point, otherwise we know it's a losing battle
until we have enough density for both sides to have a good enough experience." The other one that | see
is ignoring one side. So, we talked about doing that when you're early on, but | see a lot of larger
companies operating for too long as one-sided businesses. Many large marketplaces only thinking about
their demand side funnel.
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[00:34:01] Benjamin Lauzier
English:

So they run ads, they get clicks, they turn those clicks into dollars, and they try to get enough supplies
that intuitively the experience is good enough for users. And my advice is, if you're doing this you're
missing out on half of your business. And the trick is marketplaces are very laggy, so once your network
effects start to die down it turns into this moment of panic of, "Oh shoot, we forgot about half of our
users. We forgot that sellers are people too, and they're all leaving, and now we need to completely
transform our product to save the ship, and to create a compelling value proposition on their side." So,
that's the other thing that | see is businesses realizing that they are marketplaces with true marketplace
needs too late in the game. And the last one is quality. | think we talked a little bit about the quality
before, but it doesn't mean that you always need to have the best quality in your marketplace, but being
a marketplace implies a level of curation.
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[00:34:58] Benjamin Lauzier
English:

You need to be intentional about the quality that you aim to provide, and | think a lot of companies don't
have necessarily that intentionality and you have this constant push of supply, "If only we'd lower our bar
a little bit, we could get more supply.” And so until you end up, we've all experienced this at some point,
you found some e-commerce website, you look for something and there is also like, "Oh my god, this
looks super shady," because all the sellers don't look that great. That's a quality problem. And so, you
need to be intentional about your quality and | think that's another area where companies fail.
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[00:35:31] Lenny Rachitsky (Ad Segment - Vanta)
English:

This episode is brought to you by Vanta. When it comes to ensuring your company has top-notch security
practices, things get complicated fast... [Ad content omitted for brevity] ...Get $1,000 off Vanta when you
go to vanta.com/lenny. That's V-A-N-T-A dot com slash Lenny.
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[00:36:23] Lenny Rachitsky
English:

Kind of as a segue from that idea of quality, | want to talk about managed marketplaces, managed supply.
So, | think the reason quality is such an issue for marketplaces is because you do not own the supply and
control the supply your marketplace, you're not just selling something, quality is innately going to be a
challenge. Airbnb doesn't own homes, Uber doesn't employee drivers. They can't even legally tell them
exactly what to do because their contractors, so quality is always this ongoing challenge with
marketplaces. So, there's always this push towards making it more of a managed marketplace. We give
people a lot more instruction, maybe they own some of the supply, maybe they invest a lot in training, all



that kind of stuff. And in a perfect world, not unlike an idealized world, quality will be best if you own it.
But then you're no longer marketplace, your business model sucks. | guess just any thoughts on
marketplaces that are considering becoming more managed? Any advice on when it makes sense to
move towards that spectrum, and how far to go?
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[00:37:27] Benjamin Lauzier
English:

| think when you're running a marketplace, you tend to sit in your ivory tower a little bit looking at stats
and thinking, "If only we could get people to do X, it'd be better for everyone." And | certainly did that in
my career. | think that's missing the point that we're humans, and | think sometimes we act in ways that
are non-deterministic or intuitive. I'll mention another example, but we'd originally sell leads to pros like
plumbers and electricians. And of those leads, obviously only a fraction would turn into actual jobs and
revenue for those pros. So, we also saw that those pros were always great at converting leads into jobs.
And so, naturally we thought that we could provide a more consistent experience for customers and for
pros by improving their ROI and selling bookings directly to those pros. It's a common marketplace move,

going from some version of lead to a direct booking.
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[00:38:22] Benjamin Lauzier
English:

And digital, great. We knew we were going to improve their ROl by something like 20% maybe, and we
launched this and pros hated it. They hated it because they actually subconsciously, they liked the thrill
of the sale. They loved this contact with customer, and they sometimes completely overestimated their
ability to close the customer. They were like, "You took all those phone calls, they kept me busy. | felt like |
was hustling, | was about to close this customer." And so, no matter what the data says of like, "Oh, we
increased their earnings by 20%," the pros don't feel this way and it's the right to feel however they want.
And we saw the same thing at Lyft when trying to make driver earnings less volatile, we had to fight a lot
of that perception and a lot of that peak end effect. So, my call-out here is any attempt at control can be
really tricky and backfire in ways that are unpredictable.
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[00:39:12] Benjamin Lauzier
English:

You also touched on employment classification. In the U.S., when you talk about controlling supply, all
the lawyers are like, "No, no, no, that's not something that we do." Because if you control your supply,
then there can be legally classified as employees and be entitled to a whole bunch of benefits. So, my
take on this in general is I'm a huge believer, and it really depends on the type of company | should say,
obviously, but my take is I'm a huge believer in market forces and empowerment. So, provide guardrails
for what a good experience is in your marketplace, set a clear bar for quality, and provide the right
coaching and tools for supply to be successful. And then take a step back and see where the gaps are, and
invest more in hands-on tactics just to close those gaps more specifically.
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[00:40:02] Benjamin Lauzier
English:

So, lots of coaching tools that Lyft, Uber did it, like most marketplaces provide some sort of coaching. You
have a review system perhaps, you have stars for your sellers, for sellers who fall below the threshold
then coach them, provide them the right tools, the right guidance, what is the standard that you have on
your marketplace and help them meet that bar. And for people who fall through the gaps that you have,
then that's when you invest in more hands-on tools. And this is one of the things that we did at Lyft also
with the rental company that we spent up. I'm happy to tell you more about that, that's interesting.
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[00:40:40] Lenny Rachitsky

English:



I'd love to hear about that. Before we hear that, is there any marketplace that has been very good at
upleveling quality without becoming managed, that did this really well that you can think of?

AR ERIE:
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[00:40:54] Benjamin Lauzier
English:

Yeah, there's a talent marketplace called Toptal, and they are specialized in this. They have a really high
bar for quality, they claim to only have the top 1%, top 3% | believe, of talent there. And they have a really
amazing set of checks and processes. This funny story from them, but apparently they advertise
something maybe a 3% pass rate for their talent, so they only on board like 3% of the people who apply.
And allegedly their actual pass rate is even lower than that, but they thought that if they actually
advertise the actual number it would sound fake. And so, they actually say 3% because 1% would sound
like too ridiculous and it would discredit their talent. So, they're one company that does a tremendous
amount of work for vetting quality early on with a ton of different checks, but also maintaining that
quality. So, throughout with the right coaching tools, with education and things like that.
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[00:42:06] Lenny Rachitsky
English:

That's a really good example. And so, basically they just vet and only approve high quality supply in their
case. It's mostly engineers, right? | think on Toptal?

FRCERIR:

XE—NERFNEIF. Frl, EX Lt IR EERHRMNESRENMLS, EFMHMNERT, FEEIRE
i, X$IE? FKA8 Toptal EEEETRIH?

[00:42:16] Benjamin Lauzier

English:

Correct. Yes, it's mostly engineers, designers, | think.
R EIE:
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[00:42:18] Lenny Rachitsky
English:

Which you can only do if you have so much supply that has so much interest in becoming part of your
platform, but that's a really cool example. Basically it's just only allow really high quality supply. Let's
hear this rental car story, so this is Lyft trying to do rental cars, right?
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[00:42:32] Benjamin Lauzier
English:

Correct. Yes, yes. Yeah, so this is a little bit of context. | was leading the driver's side of product at Lyft, and
General Motors had invested half a billion dollars in our last round of funding. And this was Christmas
Eve, I'll always remember, | got a call from Lyft CEO and General Motors CTO, and we decided to build a
rental company essentially. And the reason for it was really fascinating. GM had all those vehicles that
were coming off of lease, and that they were forced to sell at auctions they didn't really know what to do
with. And from our perspective, we had this massive supply gap. We've talked about this before, but we
had this huge supply crunch, we were growing super fast and couldn't hire drivers fast enough, couldn't
onboard drivers fast enough. And when we looked at the market, we realized that 50% of the job seekers
and welfare recipients in the U.S. don't have a car.
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[00:43:26] Benjamin Lauzier
English:

So, that was our supply gap. This was a huge pool of people that we just couldn't tap into because they
didn't have a car. And so, by renting cars we could essentially manufacture our own supply. We could dial
this up and down, we could be very surgical about how many vehicles do we bring in, which markets do
we bring this in, at what price? We could even offer to pay for the car if they drove 30 hours a week and
completely transform the lives of those people, now we allow them to have true mobility. They can go
buy groceries, they can go take the kids on vacation. So, a huge win-win for everybody with something
like this. And | think in few months we had built a rental company from the ground up, and within 18

months | think we were the fourth-largest rental fleet in the U.S.
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[00:44:10] Benjamin Lauzier
English:

But all of this stemmed from this gap that we saw of like, okay, it's not about controlling the drivers in
general. It's about like, okay, we want to be surgical. We want to control the quality of the cars on the
platform. So, we talked about that, that's a great example. In the markets where we thought the vehicles
of quality was too low, we knew we could onboard more rental vehicles that were more recent to raise the
average age of a vehicle on the platform. So, it gave us more control in a much more surgical way, | guess.
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[00:44:44] Lenny Rachitsky
English:

So, it's not that you are launching a rental car service, the idea was add supply and give drivers a car so
that they could become drivers.
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[00:44:54] Benjamin Lauzier
English:

It was a bit of both. We actually launched, it was we had vehicles that drivers could rent from Lyft, and to
drive on the platform, and also to drive for their personal needs essentially. But yeah.
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[00:45:10] Lenny Rachitsky

English:

Got it, okay. And then, did this actually work and have impact? Was this a good idea?
R EE:
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[00:45:16] Benjamin Lauzier
English:

Yeah. Yeah, it had a tremendous impact. Like | mentioned, | think we scaled this exponentially to become,
| think again, the fourth-largest rental fleet in the U.S. because it was so effective for us, both because we
had the right amount of control, but also those drivers were incredibly loyal to us. We had a whole bunch
of other incentives that we could do, we could offer to pay for the car but only if you don't drive for the
competition for Uber, and only if you drive at least 30 hours a week. So, this again provided us with,
again, much greater retention, much higher engagement, and was a real incentive for us but also for the
drivers.
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[00:45:59] Lenny Rachitsky
English:

Awesome. And maybe the reason it's most interesting is this is along the spectrum of a managed
marketplace. It moves closer to you guys are paying and covering costs of cars. It makes it less just like
this simple, highly efficient marketplace.

AR ERIE:

XiET, BIFERBEBNRERTT, eRTRERTINE L. EERETMIITEHAERENS, XfE
REFRBRNE— I ERE. 5T,

[00:46:15] Benjamin Lauzier
English:

Exactly, yeah. It's the marketplace version of maybe your black car fleet owner has their fleet of vehicle
and they have people. So, this was the marketplace version of doing that.

FROCERIR:
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[00:46:26] Lenny Rachitsky
English:

And it's also just a differentiator, because GM and you guys were close, and so you had this lever that say
Uber didn't have. Amazing. Another area that | know you spent time on that I think is really interesting,
and | think it'd be helpful to people to hear is the mentorship program, and the ambassador program that
you had at Lyft, and how that helped you scale much more quickly than other folks were able to. Can you
share that story?
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[00:46:52] Benjamin Lauzier
English:

Pretty early on at Lyft, this was 2014, 2015 maybe, Uber was basically 30X our size. They had 30 times
more revenue, more people, more liquidity, everything you can think of. They were growing like crazy,
and we had a bit of this existential moment, as you can imagine, where we were wondering how we're
supposed to compete with that. And we had to be super clever, everything that you did at the company
had to be 10 times more efficient per person than the competition just to survive. That was the bar, just
not to die, and put a lot of pressure on us but we basically found a clever way of onboarding drivers at a
fraction of the cost and resources. So, let me give you a little bit of context on how the onboarding flow
worked. So, at the time, the last step to get onboarded as a driver was after you background check and
your driving record check came back, you had to do a visual inspection of your car, a quick test drive,
some light training, and we would check your documents.
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[00:47:53] Benjamin Lauzier
English:

We would check that you are the person with a driver's license and all those things. And Uber at the time
would launch a team on the ground, they would go and open an office and they would have DMV-style
group onboarding sessions and car inspections. And we did this as well in our first three to four markets,
but you can imagine the overhead and the lead time. You had to go and you had to find office space, sign
the lease, hire employees, you had huge, huge lead time. And we thought about it, and at the time a huge
competitive differentiator for us was our brand. As a passenger or as a driver, why would you use a
platform with lower liquidity? As a driver, you had lower earnings guaranteed. As a passenger, you had
longer wait times. Why would you use a service like that? You do because of the brand, because of its
values, it's how it makes you feel.
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[00:48:41] Benjamin Lauzier
English:

And so, we had the pink mustaches at the time, we had this very strong brand identity. | think a lot of that
has been lost now, but we also had this amazing community of drivers who were fierce advocates for the
brand. And so, what we did is leveraging this community and building essentially a soft onboarding
supply engine where we would pay our best drivers $35 per mentor session, and a mentor session was
essentially replacing this onboarding flow. So, it was basically another driver looking at your vehicle to
check all your documents, take photos of your driver's license and all that stuff, and take you on a short
ride along. And the benefits of this were absolutely mind-blowing and kind of unexpected for us on all
sides. First, the mentors were our very best drivers, and they were evangelists for the brand. So, what they
did was they would share personal tips on when and where to drive.
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[00:49:34] Benjamin Lauzier
English:

Oftentimes they shared their contact info. And this created tremendous leverage and social proof for
those new drivers who were on the fence about taking strangers into their car. It's actually quite funny
because we had the brightest minds in the company writing the best marketing emails and copy, like,
"Hey, hop on the car and drive this Saturday." And you had all those drivers and all those mentors like,
"No, no, don't listen to those Lyft guys. Here's what you should do. Go on Tuesday at 2:00 PM, text me, I'll
tell you where the good spot is, and this is how you're going to get rides. This is how you're going to get
rich and make a lot of money." And this recognition lever was just so much more powerful than anything
we could be telling you. And so, very, very efficient activation lever for the new drivers. For us, also
incredibly scalable.
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‘IR, XREREFEFERE,” MALANMSIHSE: “F, T, 30F Lyft BRERKAY, REZXFEMS: B
TF2RE, KEELATK, RSEFRFMERIFMTS, XFRMERER, XHFMRAEEM, A" XK
BETBIARALAT LA SR IREVE AR EEER AT Zo PR, XIHENRRBIFEIFE SREVECEIL
Mo WENRE, EHLEERSNAT Eit.

[00:50:22] Benjamin Lauzier



English:

We could fly a small team to rigorously vet and onboard maybe like 10, 20 top drivers, and then they'd fly
to a different market, and we would let the rest of our drivers be onboarded by those mentors. And even
for those mentors, for those top drivers, it was an incredible recognition lever. For them, if you were a 4.9
driver, you had enough rides, you had a chance to make it into being a mentor, and this provided
additional earnings opportunity for you. If you did two mentor sessions in an hour, you could make 70
bucks an hour. You could take a break from driving if you're tired, and just do some of those. It felt like
getting promoted at a job. And so, it actually had a huge impact on the retention of our very best drivers,
which was unexpected. So, a lot of really, really interesting benefits, and we actually lean into this and
built a couple of really fascinating variations of this for a while, but this allowed us to match most of
Uber's footprint with a 10th or a 20th of the resources at incredible speed, | guess.

FRCERIR:

BATAT LUR— DB E =B R ZFBE KL 10 F 20 BILRAN, AR YES—1 M7, FTHENR
HXEFMRATNR, EENFXESM, XEMFEVER, XBE—NLAEUAEFHINTITTF. 3t
ik, MRIRE—D 4.9 PEW, BEBHITE, MMBNSKASIN, XAMEMHRTFIMIBAIZ. W0
RIR—NIHEFRR SN, RE/NEIEEM 70 £7T. MRMMAERT, AILUAKE—T, B/IHRMEN. X
RMEELERRETEAH. I, EERENBNEMNFEINNEEFETET EXREM, XBEHZIHMN. Fi
B, BRZIFFIFEEENTLE, BANEKFLDRNARTX—R, HELEM ERET I NESEARNZE,
XERNEBUTDZ—H TP Z2—HFR, URANERELE Uber BIRERIHRE.

[00:51:21] Lenny Rachitsky
English:

That is an amazing story, and it's such a great lever that | totally agree, | don't hear people using and |
wonder why. So, what I'm hearing is it was cheaper, the drivers were making money. | imagine the drivers
trained by the mentors ended up being better drivers, that's what we saw at Airbnb, hosts that came in
through a referral ended up being better hosts, for whatever reason. And you're saying basically, this is
what allowed you to compete with Uber at a much smaller scale and much less money raised. Amazing.

FRCERIR:

XE—NMREANHE, XB—NEEHNIIN, RT2FEE, WREAMARRED, RUEEATL. UK
IFEINE: EEEE, AVERD%R. BFEBHSMEINANSELSRAEFIIEN, XIEZHKE Airbnb
BN —@BIHEESEMANERRERATEHFNER, FEHTHARR, REXLERR, XFMBILIRIE
MENFZ . RADRFZHBRTES Uber RENRE, KHET T,

[00:51:51] Benjamin Lauzier
English:

Exactly.

FRERIE:

Ao

[00:51:52] Lenny Rachitsky

English:



You said there's a couple of variations. Is there anything interesting there to share, just things that you

built as a follow-up based on the success?
FRERIE:
RRBNNEER. BEHABBRIRIUDZE? MERTXRKY, MIESETHA?

[00:51:58] Benjamin Lauzier
English:

So, the next step in that journey was basically we were growing like crazy, but now we had cracks in like
the activation phase, but now we had a whole bunch of people dropping off in the funnel before
activation. So, they didn't enter their SSN, they didn't enter the right info for us to run all those checks in
the previous steps of the onboarding flow. So, we built a team of hundreds of account executives, and
their job was just pick up the phone and call those drivers. And so, we had the same aha moment of like
could we get some of our best drivers to do that for us, and empower them to be a part of this? And so, we
did this and we launched another, like | said, role. We called them recruiters. And so, as a recruiter, as a
driver, you could just, if this was quiet on the road, you could just hop on your phone and you would have
a mini sales dashboard where you could claim leads.

AR ERIE:

ERERENT—F, BEXEBRABIMMEKERRT, BEAEMELHINTRE— B —KHEATEREFN
RAPRET . ITERBERALSTELSE (SSN), BRERMAERNGE2ILRNENRBENG L #1TIE
B, T2, BIBIT—THEBERZTFEIE (Account Executives) ARBIERA, TN ITIEtER 2L EIE
HXETNITEIE, T2, RITFETRAEN “GIE Nzl HNIEREL—ERAFNINBRINIHXH
£, HENMISE5EFR? FERERINXEHT, BETS— AR, BI1FRZA “BER” (Recruiters), 1EA
BER, MRMRERLDSE, MALUTHFN, REE—MREHEENRE, JUEBREIBEE.

[00:52:49] Benjamin Lauzier
English:

And this was a driver who had dropped off in the funnel, and you had a telephone number, you could just
call them and text them. And same thing, those guys were outperforming our very best of trained
salespeople, because it's not like, "Hey, it's Ben from Lyft. Hop on the road, please." It's like, "Hey, my
name is James and I'm a fellow driver as well. Lyft told me that you have a incomplete application. Do
you have any questions? Do you want me to come to your house, we can do this together?" And we would
pay them 20 bucks per person that they converted to activation. And so, something incredibly scalable for
us, another way for us to reward and recognize our best drivers. And it also provided a really interesting
way for us to smooth out the supply and demand. The problem with a marketplace like Lyft is that you
have this big spike. Everyone wants to drive on a Tuesday at 2:00 PM, but everyone wants rides on a
Saturday at 2:00 AM. And so, how can you manufacture demand during those low utilization times? This
was a great way to do that. Now you could wait on the road and still make money while just sitting in your
car while waiting for the next ride. So, this was another iteration of this model that was really cool.

FRSCERIF:
X SERIPRENEN, FEMIINEIESIE, o UEBAMITTERIEHAEE. A, XEANRIMGL
FRIVNEEZNTAREE AR, BAXATHEZ: “12, B2XA Lyft B¥Ben, BFLRFEWE,” ME: “1E,

O James, HBE—RBFM. Lyft HIFFKZIREIFITELIET. MBEMARELD? RERILHEMRR, Fil—ik
FERIS? 7 BRA—TARE, RITMALAMI] 20 £ot. XWENRIEBRAYT RER, BREIRNTRFHAINA



MBEENHS—ME RN, EXARNREHT —MIEBREBIAARTBMRE. & Lyt IFNHHHERTETE
FEANEE: 8SPASRBER-TF 2 27 %E, EETASBERNZE 2 RIT%E. BA, RIOEEXLER
FIARER “FlE" FR? XR—MRENTGE. WEMIUER LEFF, LEEEFT-RHNRNITER
Ho FILL, XRZEEHS—IEEERE,

[00:53:58] Lenny Rachitsky
English:

Amazing. That is so cool. | just know the feeling of being on a team, coming up with this idea and the
thing working must feel so great. Just like, "Holy shit, look at this. Look at all these cool things that we
can do with our supply." Something | wasn't going to get into, but it might be interesting just to hear if
you have thoughts on this. So, I've been a huge fan of Lyft from the beginning, | used Lyft the very first
weekend it came out in San Francisco when there was like five drivers. It was like a beta test, | was friends
with someone that worked at Lyft early on, and it was just like, "Man, Lyft's the best." | was like all Lyft,
Uber sucks, | hate that. | want to give it the fist bump or the mustache. So great. Today though, | was just
looking at market caps. Uber is worth $150 billion, Lyft is worth $5 billion. I'm curious if you have

thoughts on just, it feels like Uber has won at this point, and | don't know where Lyft goes.
R EE:

AHEFTo XKET. RERSAMELAAPRE—TREHLERTVHREE, —EIFER. MEIE: "X
W, EXT. BEHRNTUNBRNIMALEMXASENER.” B—HERERKITERK, BIRFIRERER
RESRAE, BEM—FEME Lyft Bk, Lyft ZIHESLEENE—TMEAREMAT, SNABRERT
Blfle BEABE— Beta MK, FHANFMRHE Lyft TEMARR, HETERE: “Uit, Lyft E&EEN.”
BEMTEXH Lyft, 521§ Uber RIZ, HITRE. BBLE— “WZE” SELEMEF. KET. BSXK,
KB TEMIE: Uber fifE 1500 1257T, Lyft #i{E 50 12%€7T. HRFEHIIRMUEBFAFE, BH Uber X —
REBERT, RAANE Lyft ERMAS.

[00:55:15] Benjamin Lauzier
English:

Yeah. | think it all went south when | left the company. I'm just kidding. No, and again, | have to call out
the fact that | haven't been close to Lyft, and their business and strategy for many years at this point. So,
take this with a grain of salt. This is my very naive perspective, but | think to me, perhaps the biggest blow
to Lyft's business was somewhat inherent, like the vision. Lyft's vision was always anchored around
transportation, people of transportation. The founders were deeply passionate about moving people,
they were passionate about transforming the way people move around in a city. They wanted to just
change how cities are designed, how roads are designed. And so, that meant investing in dynamic
shuttles and things like that, and there's a lot of experimentation that went to that. But it also meant that

Lyft never invested in things like food delivery, or goods and parcels, and things like that.
R EIE:

. HR—UNZERBARFAELEEN. Ak, 7, BRREE, RELRSELEERMT Lyft RE
SHMRBET . FILL, IERHRBSERHNUR. XRHIFERENEZX, BHINF, X Lyft WSRABITEHE
KiEE ERAREN, HNER. Lyt NEREXWEERBEH. AWEH L. IBANBEEATHRE,
TARFREANER T REEEHSE N tITAREHHEIMI SR, ERAIRIT AR Alt, XERER
RFIBMEZENFY), NLMTRSZKE, BHEKRE Lyft ANRREBIINE. BYHNERBEZENE

15o



[00:56:26] Benjamin Lauzier
English:

And | think that crushed them during COVID essentially. | think Uber had, | think at some point their
slogan was moving in bits and atoms, or something like that. But | think it implies this notion of being a
logistics platform for assets in the world, for transporting people, for transporting things, for transporting
... And | think they built, they invested lot in trucks and food delivery, and all those really exotic things
that Lyft had never any intention to invest in. Not even because of the lack of resources, but because this
was in part a distraction from our vision. We wanted to change how people move around in cities, we
wanted to reinvent public transportation, we did not want to be a DoorDash competitor and help you get
in donuts during COVID. And a huge part of it also was leaning heavily in shared rides. And so, this was
like, again, how do you reinvent public transportation?

FROCERIR:

BIASXIE COVID a1 E A EEHIE T Mhfil. FA8 Uber Z/LMAIR, M{IMWOS R “EHASMEFHEE” 238
B FIAAXBE TN —ITE2KEFYRTEMS, BFERA. T, B FEBMITEZIIH KA
TREFRE. SPRUNFRERE Lyft ARITERERN ‘B Y. EEFZRNRZHER, MERAXEX
MIZE LRE T RNHER. BIVERZBANERTRNBHAR, RIVBERLKAIHLE, RITFEEA
DoorDash By £t F, 7 COVID HAEAEMRIXEHHE. HPRA—MAEETEERAHEZRE (Shared
rides)o FLA, XXZRNEE: RIMAEHABAHIE?

[00:57:28] Benjamin Lauzier
English:

It's like every car is a dynamic bus, and now there's a bus line. The bus line is always running, it's always
by your house. So, a lot of our investment | think in thinking went in that direction, and the last thing that
people wanted with COVID was to be in a car with five strangers, but what people wanted is food
delivered to their house. And so, | know that the business had a huge blow during COVID, whereas | think
Uber was able to rebound much more quickly because of how diversified the business was. And so, it's
funny now because | think Lyft actually killed shared rides, which was just so core to their identity. They
were the first ones to launch this. And so yeah, the new COO | think killed the shared rides, which actually
I'm really sad about. But yeah, so | think it indicates a very different vision now, a very different direction
for the business. And yeah, that's my take, | guess.

FRCERIR:

MEEMELZ—MHSEL, WEET —FEBLXL, BXE&—HAEET, SREMRKIIH. FrlAIFKIANEA]
MWRZKANTBEHAER N AELE, T COVID BB AMMEARENMEMNEMNEEAFE—REE, Af]
PENSILRMIEEIRE. FrUFRFE ST COVID HEER T EAITH, MIINA Uber BEBERMRHE,
RENHIVSEEZ . NEREEH, EHEE Lyft LR ELEVETHERE, MXB2MNSHHZO. it
MNRFE—MELHXNINEERY, FRUUER, FAAHFE COO BUE T HERE, XHESLIIREREIN, BERY, FHiA
AXRATREEAREANERR, USHRAETERE T XMEHNEX.

[00:58:19] Lenny Rachitsky
English:

Interesting. So, essentially COVID really effed them because their strategy was always about
transportation, and when nobody needs a ride and people want food, strategically Uber made a really
good move expanding into food delivery, which | think was a bigger business than rides for a long time. |



don't know where it's at today for Uber, and Lyft didn't have that, and it's hard to recover from a time like
that. So, it sounds like it's a combination of strategy was pointing Lyft in a certain direction, and
circumstances in the world just made it really hard-

RSz ERIE:

Bl FrlA, #FiL COVID ERBMIRIET, EAMINBRBIAESRE, SRARTEITEMANTER
W8S, Uber HZESMEGURELEE ER— M IFEFIVEE), FBERK—BRNEEIZIVSEEITEISZEE
Ko HAKIE Uber ERPRTINM, B Lyft 'BIMULSS, REMIBENESEIMET R, FrLL, IMERZR
B LyftiEm T XN AE, MtFREBILETEEERE—

[00:58:50] Benjamin Lauzier
English:

And losing me me.

FRCEIE:

BEBERET Ko

[00:58:51] Lenny Rachitsky

English:

And losing Ben. So, you left in 2019, March 2019, and is that when they went public?
R EE:

WHKRET Beno FLL, fR7E 2019 F&FF, 20194 3 B, EMA] LHAIBHETG?

[00:58:52] Benjamin Lauzier
English:

Not for the IPO.

FRZERIE:

REANT IPOs

[00:58:59] Lenny Rachitsky

English:

Yeah, and it's all downhill from then. And then-
R EE:

0, MBBLAEMARE KRBT, AF—

[00:59:03] Benjamin Lauzier
English:

I'm telling you.



AR ERIE:
HEIRIRIE,

[00:59:04] Lenny Rachitsky
English:

... during COVID actually, when there was a big bump, which | think when people started riding again, and
then it went down again. So, | think there was a correlation there, so there we go. That's the thing, don't
ever fire Ben, don't let Ben leave. That's our take on it.

FROCERIR:

------ SEPR_E7E COVID #AiE), BAEIT—1MERNRE, HEBRANERHBITENRE, AREXTET. il
BIAAXEPEFEEXE. FIAEICHE: KT ERE Ben, FEiL Ben B . XME2HIINE X

[00:59:16] Benjamin Lauzier
English:

| was not fired, yeah. Just to be clear.
R EiE:

HRWERRE, 2. EE—To

[00:59:18] Lenny Rachitsky

English:

Okay, just different ways you might leave a company, don't let it happen.
R EE:

78, ARBAQENARLRAME, 3itekE,

[00:59:23] Benjamin Lauzier
English:

| know, I'm kidding.

R EIE:

HHE, BAER.

[00:59:25] Lenny Rachitsky
English:

Okay, so there's two more things | want to spend a little time on before we close up. One is your work in
Europe, so you're a product leader in Europe, and | want to hear a little bit about what it's like to be a
product person in Europe. And then two, | want to hear about the startup. So, at this point no one can
actually fire. You have your own company that you're running, and | want to spend a little time here.



Usually we don't spend time on this sort of stuff, but you're working on something very cool that I think is
going to be really helpful to a lot of people in a really meaningful way. So, | want to spend a little time
there. But before that, so you're living in France now. Before you started your company, you were
interviewing for CPR roles in France, you work with a lot of French companies, European companies. I'm
curious what you've noticed might be different in the cultures of tech companies in France and Europe in
general versus the U.S.

FROCERIR:

g, AERZE, TERGEREERMENH, F—RMERNMNIIE. RRERRMOI—U~”mAT
&, ZEAAERMNE~RARTARTE. £=, FARAMITLIQR. EX—RLE, RARRBEMRT. R
FEEECHRR, RBEXEERME. BERNAENEIIXESEE, BMEER—IFEENES, &
IRERU—MEBERXI AN REAIFEERER . FAUBEER) LB, BELZa, RIEEE
EE. ERIDABZE, (REEEERE CPO BRI, MREREZZELQE. MNABEET. RRFHIRER
FZEMEBNRUHBIRR QB X U S EXEB ATFE,

[01:00:12] Benjamin Lauzier
English:

It's been really fascinating, | think. So, my entire career has been in the U.S., and I'm just starting to
understand what that European and the French market in particular looks like. And my read so far is that
product management has really exploded | think in Europe in recent years, but the market dynamics are
still quite different. In the U.S. I think you have this inherently very liquid and dynamic market. | think,
this is my interpretation of it, but | think it leads to greater ownership and accountability for people and
product at all levels. So, product managers and leaders, they join a startup and you're immediately in
charge of a relatively meaningful piece of the business, with genuine autonomy oftentimes. It doesn't
always happen, but oftentimes | think that's the case. And if things don't work out, well, there's this

expectation that you'll be managed out.
FRCERIE:

BINAXENEEREA. BNENREEBEEEEY, RANNFETERONGT, [HSEETHH. 2
Brinlk, BNEER, FREEENMNEERBISIBIEIEK, EHHshSNAEERR. E£XEH, KL
AEAE— M REEZAERDMENFZHNGT . XEERNEE, BERIAAXERTZNTBERNARNRE
HEEAWFRENR (Ownership) FasEH (Accountability), FFIL, ~=RABIMMSEMAN—RILIAF,
RN RISHENEEN—I5, BEREEENBEN. RAHFHIEZRRNL, ERIANBEDXE. 0
REBHEARF], BAMSEMRE “” (Managed out) EYFIHA,

[01:01:09] Benjamin Lauzier
English:

There are countless memes on LinkedIn about the tenure of CPOs at tech companies to illustrate that. |
think in France the market is much less liquid, so it's incredibly difficult to change jobs, and it's very
expensive to fire someone in France. So, it seems to lead to two effects beyond the obvious job security.
One is, | think PMs tend to have less autonomy and ownership, and a little bit more like
micromanagement. And there are also less business owners than they can be in the U.S. And | see
founders and managers struggling to let go of control a little bit more, again because it's understandable
in a way, you don't have as much of a control as you do in the U.S. And so, you see a lot of really
fascinating effects.



FRZERIE:

LinkedIn EBETHXFRHZ AT CPO EHAMEERIEAX—R. HINNEEE, THNRIMERSZ, FrlL
MTEIEEEY, METEZERE— N ANREIEES. I, BRT2M2 LHERLERESS, XINFESHT
MM, —&, AN PMEAFRERLVVEENFFAEN, ELZHEHMEE (Micromanagement).
B, 5xE#EL, XBER “WEmaEAN" (Business owners) iDL, REFICIAANREIIEHBA, XE
REMiZE LErILUERN, EARAEREEEIHEREIRASIZEIN. I, MEBIRZIFEXRANTR.

[01:01:55] Benjamin Lauzier
English:

You have startups who tend to wait a little bit longer before hiring, especially in product. The art of
product a little bit less of a thing. You have a lot of amazing PMs in France, but the recognition of the craft
is a little bit different outside of the people who practice it. And you have a lot of real interesting
outsourcing also, you see startups and companies of all sizes actually relying on great product studios,
like Mozza, to build end-to-end products from the ground up. So, something that's been really, really
interesting. Another side that | see is this dominance of business over tech in France. There isn't as much
of a cult of technology and software engineering in France as there is in the U.S. And so, the French Ivy
League schools are business schools, like HEC, and the most highly valuable skill that you get is soft skills
around management and business. It differs from the stereotype of the CS degree, Stanford dropout that
you have in Silicon Valley.

FROCERIR:

PEIARFRESFFERNEAFHEE, CARES MM, “TmZAN” EXEEBARER. ZEER
ZNFER PM, BERTMIEZIN, SIMERXITFZRNARTERERE. (RESEIRZIFEGENLSING,
MEBFZMHARND AR M AR LG LK TAFNTRIIEE (40 Mozza) RMKFFIRME R HEY~
mo XHEMIFEFEGHE, REINS—EREE “WSNTFEAR" NWESMAL, FEE, WERAMRGIE
MNRFNMEEERBARET. ZEN "BSERER EEFMk, LI HEC, MRABHNRENENKERRREE
ML SSBYERE AR, X SR “HENF. FHEERFE" NZREIK TR,

[01:03:25] Benjamin Lauzier
English:

And | think because of a few of those things that | just mentioned, less liquid job market, but also less
liquid financial markets, the last thing that I've observed that's interesting that's also around ownership |
guess, is equity is much less meaningful in France. So, of the product leaders that | talked to, most of
them consider their equity to be virtually worthless. None of them know of anyone who's made a down
payment on a house thanks to their sort of equity. So, it's seen as a nice bonus, but it's not the token of
ownership and the promise of future wealth that it can be in the U.S. when you join a startup. For exec
roles, | think it's often sub 10% of their total compensation, whereas in the U.S. it's very often more than
50% of your compensation will be equity. So, that's been interesting in terms of the dynamic, but it's also

been real interesting to just see how vibrant the startup culture is here in France.

R EIE:

FIANNBTFENA RN — RN T, URREERENERH —RURIIN&RE—
HHEBENELSMENEX, BBMERN (Equity) TEENEXEIMGS, ERRKIN=RATER, K

ZHNANMBIIRNERNLF—XRE, MHgE NNRiIERENRNMAFRERES FEIR. L, ERAN
—HARENRE, EEFEREXENMADEIAT NI, SFFENBRIEMARRY EEE, HFRER,



FERNEEREIHSFHID 10%, MEXE, RREESIRFFMAEY 50% L. Frl, XM&SIEEER, B
BIZFERXRENRIXX Rt FRE DR ENRER,

[01:04:03] Benjamin Lauzier
English:

You have a truly exciting innovation happening, especially in Al. You have a lot of French companies at the
forefront of this, like Mistral Al and Hugging Face, and things like that. And also how it's been exciting to
see how the government is leaning into that as a catalyst for this innovation. | think the French
government has dedicated something like $2.5 billion in funding to support French Al excellence by 2030.
So, they're running a lot of internal government incubators to try to disrupt some of the government
functions from the inside, and they're hiring top talents to do that. I've met some of the people working
on this, it's just really fascinating. It makes me super excited about what a federal startup task of
reinventing [inaudible 01:04:38] would look like. So yeah, it's been really exciting to see the whole space
and how it differs from the U.S.

FRZERIE:

XEBETEAERESAMERNEH, FRIZRE A WUN. BRZZEQBLTANE, LLi0 Mistral Al #1 Hugging
Face FF., HEIBUFINAFEEENCIFHBELTES ANE, HRZEBRFEAEKL T KL 25 22 THAE
&, AT 2030 FHVEE Al SRl FRLL, TEESTREBFAEMKS, HEMAEREE —LL
HUATERRE, HAMEETNRAT . I —EMEXIMITIERNA, ERIFEEA. XitERXEHABIRAE]RN
BEAVEIES SR A FREBR T, T, BB INTEUNRESEZENERENRER,

[01:04:45] Lenny Rachitsky
English:

Fascinating. So, | know there's also Al regulation that feels really strange in Europe, but think that's EU

based, not like France specifically.
FpERIE:
HA. HAEMNRY Al lEE R MREE, BRUNBEETHREN, MAZEIHER,

[01:04:46] Benjamin Lauzier
English:

Yeah.

FCERE:

108

[01:04:55] Lenny Rachitsky
English:

Yeah, that people are not excited about. There's just a lot of fear of Al, and so there's a lot of regulation

talk in Europe.

RSz ERIE:



2R, AMMUEHAME. Bl Al BRSEE, FIUERSXTHEERNITIE.

[01:05:02] Benjamin Lauzier
English:

I'm a big Android guy, and a lot of the features like Gemini and all this is only available in the U.S., and
now that I'm in France | see the difference a little bit.

FROCERIR:
HENRENR =R, RSIVEELLN Gemini ZXWBERIREXE TR, WERTEE, HEBRRE—<E

=
F+o

[01:05:12] Lenny Rachitsky
English:

Interesting. So, the cultural differences you spoke of, do you think they're rooted in the fact that people
don't move jobs often, or is it culture? People just don't learn to work in the way that people learn to
work in the U.S. in the product role? What do you think is the root of why things are so different?

FRCERIR:

B, FrLL, RREINXUESR, MANENRETANFEERLIEX—FR, EBXUEE? ARER
BF2UEBRAEFRABTHNIESNRIE? MIAASBINLEXZRNRIREMHA?

[01:05:35] Benjamin Lauzier
English:

I'm not quite sure, it's a good question. My take, and | think this is I'm sure very naive and reductive, and |
know this is one of my core principles, so I'm sure | also have a tunnel vision on this a little bit. But to me,
one of the biggest difference that | see is really around this concept of ownership and accountability.
Whereas in the U.S., and again, | saw it, I'm sure you saw it at Airbnb, you see it at a lot of companies, not
everywhere, but a lot of companies will hire you, give you a big chunk of the business, and it's up to you
to prove yourself out. Where you have six months, you have a year, it's up to you to show impact. | think
the French employment model is less conducive to this type of dynamic, because employment is much
more rigid.

RS ERIE:

HAKHE, XE—MFR#E. ZNEZ (RBEXIFEXRELEL, MARMEXZRIZORENZ—, Ff
UHEBEREXSEEE—RBEAET) 2 NHEKR, REINRANERZ —HEEREREMENMER
HIREES, MEXE, EMNREIN, HEEHREArbnb LERT, HRERZQEEEED (RATIEIRE
B), REQBZEMMR, Bii—KRI1S, HIRESEIERBE. MEARTA, RE—F, HIRREREW
1o HUNZENEAEXNAFARNEHNTFEMDE, RARAXZEELEZS

[01:06:20] Benjamin Lauzier

English:



So, you have much less of this hire now and prove yourself out, it's much more of prove yourself
beforehand. And if you've made a bad hire than as a founder, you become perhaps a little bit cagey about
your vision. You want to be more hands-on because you made a bad hire. It's not like someone perfect,
then he'll make you work but it means you'll be more hands-on in the work of PMs daily, and perhaps
we'll think like, "Oh, maybe | don't need product managers who want on my vision, I'll hire project
managers," or something like that. So, it's perhaps slightly more conducive to those types of dynamics.

FROCERIR:
FREL, RRDVERIXM “cRMBIIRAES” BER, EZHR “FRIEFBAS” . IRIFENIBARBET
N, fRAIRESMRNERETARTOMM. RABHET A, MEESMENEN. XFGBE—1TEN

A, EILRRFIE, XEKRERIFEZMWES5 PMAIEHELE, UiFSE: 1B, UiFRAEEEEmRRK
BEN~REE, HENMBSIE (Project managers) #1777, FILA, XolfEfERERHFE XL

[01:06:53] Lenny Rachitsky

English:

And you're saying that's in part because it's harder to fire people in France and in Europe?
R EE:

RBWXER D RE AT EEMECGNE R EAN?

[01:06:58] Benjamin Lauzier
English:

Yeah, | think so. It's not just about firing | think, to be clear, | just think it's culturally the market seems like

a lot less liquid and dynamic.
FpERIE:

=8, BB, FEF—T, RINATNNEHRENRZ, RFRBREMXL L, mHMNFRZRENIENE
7o

[01:07:05] Lenny Rachitsky

English:

So, people don't move around as much, they stick around for a long time.
R EE:

FRL, AR EARSN, SRR EL,

[01:07:10] Benjamin Lauzier
English:

Yeah, exactly. Yeah.

R EE:

T, ", 2



[01:07:11] Lenny Rachitsky
English:

Got it. And it sounds like there's also just a cultural difference of founders innately are much more, "I am
in control, and I'm not going to hire people and trust you to take this thing on. I'm just going to run the
show." It's basically Paul Graham's founder mode is already instilled in everyone.

FROCERIR:

BET. WEXREE—FMXLESR, SIBAXREREMAT: “BEE—T, RFAET AREERILIRE
F, REER2E,” EALRT - #8EFEE (Paul Graham) Friifd “CIA AER” (Founder mode) BZ&IR
BESMAOHRT,

[01:07:29] Benjamin Lauzier
English:

Maybe yeah, maybe that's a little bit. And | think also it's this culture of business, so very business-centric
sort of culture. And again, it makes sense, the markets, you have less venture capital, you have less equity
in the financial markets as well. And so, when you raise funding you need to have a strong business case.
The business case is at the center of your habits. Whereas | think oftentimes in the U.S. you have, again,
it's a little bit stereotypical, but it's a very tech or product-centric view of the world, or it can be a very
tech or product-centric view of the world where it'll be like this product, this is the vision of the product,
and sometimes even the business model will follow. And in France, | think the business model has to be
front and center perhaps for you to be able to raise venture capital for you to be able to even exist. So, it
means it attracts a lot of business minded entrepreneurs, much more so perhaps than tech-minded or
product-minded entrepreneurs.

AR ERIE:

WIFE, HiFE—R. HANXBE—ME LM, FELLSHFO. XUEEE, RAHH EXKRIZE
BD, ERHPHRREERD L, HIREEN, MEEE—BAREWEA (Business case)o @ik
HHZBRIMBZD. MAEXE, BABRZIRENR, EEER—MIFEURARE~mAP ORI, HE
B ‘EmErm, XMEFaNER, ANEERURERNSHEZMR" . MEEE, FIANBURITHIRE
B, MIFXF R REFRIINNKRE, BEEFREFTE. XEREERS| TREAFH I KMAIEIVEK,
AL BB RARKIN S~ kMBI BV R 215 %,

[01:08:29] Lenny Rachitsky
English:

Got it. If someone wants to help their company in Europe and France operate more closely to the way
companies in the U.S. operate, do you have any advice for them? | know you talk and work with a lot of
companies in Europe, what do you help them change and see differently?

FROCENIR:

BAAT. MREABEBMIERMNIEEN AT UERIEXEQRIEENAGRIEME, REMINEFAEN
13? HEALEMSREMNATRARMEE, (REBMITRET 4, ittI1ER T HAFRERIKRE?

[01:08:47] Benjamin Lauzier



English:

Yeah, it's a great question. | haven't fully cracked that, and think it's a really hard question. I'll give some
sort of small pointers that have helped at least some of the companies that I've talked to. But the one is
equity, | think there's a desire from a lot of the founders that | talk to, to give equity to employees, but
because it's not in the culture yet | think employees also have an under-appreciation for equity. Like,
"Well yeah, it's nice, but | don't know what's going to happen. | just work for the CEO anyways." There's
less of this sense of, again, ownership that you can have in the U.S.

FROCERIR:

B, XE— 1R, HELBETERMEE, RIANXZ— N EEENRE. RSRE—L MR, X
BNEDWBERRIN—EQEBFER. RN, ARKINRZMABRELE RN, ERAX
WRBERXL, FIANZINRNNEARZELRBE, mk: B, 289, BiIF, ERFNEIREMS
%o RIEFRRZN CEO#TT,” XERZAMEXERERERIFMEIRE,

[01:09:22] Benjamin Lauzier
English:

And so, | think leaning into that and investing in education around equity, the case is also in the U.S., I'm
convinced 80% of people just don't fully understand their equity. But | think leaning into that, especially
in Europe, to help people understand the value of their equity, help them by telling more about the story
of the business, the trajectory of the business, why it matters for their future equity. | think anything
along those lines | think can help cultivate this greater ownership mindset, | think for people. And then
yeah, | think another big piece again is, at least to me this is a big recipe to successful product teams, is to
develop teams that revolve around this concept of ownership and accountability teams that are clearly
owning a huge, or it doesn't have to be huge, like a slice of the business, not feature teams like shipping
maybe guests, but teams that have clear accountability with consequences, but also clear ownership and
leeway to do their best and to thrive.

AR ERIE:

FREL, FIAAMNZIRNE RTINS, EXEHZ0Lt, FKiHE 80% BIAHRTEIRAEMI MR B3
INRTERGN, RABABEANERRNNE, BIHREZXTUSHHRE. WSHHT. ATAXHt
MARFKHRIREE, XLEREBPIAER. FIANEMXLIHBEEEBIIERBRIFAENOS. RAE, Hik
AF—TEENED (EOWNHEKRXZMINZmEIAN—KRMWIR) 2. BIESPAERMNIRSZHSE
FAo XLEHFABHBABLSH—AIR (F—EBRK, EER—RTENWS), MABRRAREHBENINEE
B “ThEEHIRN” , MEMBEAMERISESH (HEER) UKPBHIAENMRM, iLtiERAOMAHZED A
o

[01:10:29] Lenny Rachitsky
English:

Again, | usually don't spend time on this sort of thing, but I just think that what you're working on is
extremely cool, and | think it's going to be really meaningful to a lot of people. And so, | just want to
spend a few minutes giving you a chance to talk about what you're working on now. You started a
company, is this your first company that you've started?

FRZERIE:



BREE, ZBEEAEHEIXEES, ERERNIANMEREHNERIERE, METIANERRSZ ARG
FEEEX. AL, HRELOHAEMFR— IS KRMAIMEETHNES. FIHT —RKRE, XZIFREINE
FE—RATG?

[01:10:45] Benjamin Lauzier
English:

Itis, yeah.

FREiE:

=108

[01:10:45] Benjamin Lauzier

English:

First real company. Doesn't accept projects, but first company.
FRERIE:

F-HKELENRF, FREEYE, MEF—KRAF.

[01:10:48] Lenny Rachitsky
English:

Yeah, there's a LC, there's a C corp, or yeah, it's like filed. There's paperwork. Amazing. Talk about what
you're building, how people know how to find it if it's right for them.

FROCENIR:

M, BLLC, B CCorp, HEELEMT, AXPIIF. KiFET. RRIMFEMEMFA, WRANEFESH
S, ZUfEHREIE,

[01:10:59] Benjamin Lauzier
English:

Yeah, | have to say entrepreneurship has been a very humbling journey. | think the zero to one is way
harder than anything us have done so far, and | feel like when you're used to building and scaling
products within companies, you take for granted, at least | did, | take for granted that the problem space
has already been validated. You have some brand equity, even if you launch a new vertical, there's an
existing user base, there's a validation of the broader problem space. | think going to truly zero felt, at
least to me, super overwhelming and lonely, but also super exciting with tons of condensed learnings. It's
been areally interesting journey. So, what brought me there is my wife started to have some health issues
about three years ago now, it's partially why we decided to move to France last year just for a couple of
years.

FROCENIR:

B, HRIURENE—RIFE L ARERRIZ. FIAJIM 0 B 1 LEEATZIB A LEFr R E R B E 2R
%, HRBHRIE T ELERNIWENYT B, MIIAANEMMEA (ELHREXNEF), AAREZEES



RETHWIE, fRE—LmhEEr, BEREL T —MNEETE, WERENARE, ANEN ZiAE<E
BI3UIE, BOANEIERZZE, EOXFKR, BRIIFBEEMMMIER, ERIFEFLSAME, BERENREF S,
XE—RIFBEBHRIE. EFTERAAERFTIXEN: REFRAO=FaHRHI—LERNE, XBEH
NEFREREZEELENEB D ER,

[01:11:47] Benjamin Lauzier
English:

And she's had this undiagnosed condition and chronic pain, and we saw just how much of a nightmare it
was to manage her care and to navigate the healthcare system in the U.S. So, we'd wait three months for
an appointment for a neurologist, then did see her for maybe eight minutes. Average appointment time
in the U.S. is between 10 and 12 minutes. They'd dump a bunch of jargon, say like, "Hey, tests all look
normal. Sorry, you should just go see this other specialist instead." Would wait another three months, see
another specialist. And with a lot of anxiety, a lot of pain, as you can imagine, all those things, you have
another eight minute slot with someone and you're like, "Oh, why didn't the neurologist do this test? |
can help you, let's make some sense." And so, it ends up being incredibly isolating. The whole time we
just felt completely alone.

FRCERIR:

thBE XMARRIZEREM B AR, HITFREE T EXEEBMNPENNNET AR S AN—IE
¥, BNES=NBARNFHEREE, AREERIEREM/ \D%. EERITFIHRIZEIETE 10 E 12 5%
Ziale IS —ERE, W TR, RELEREEREBRER. @8, MUEEESZ—TEREEL.” AG
XEBE=TA, BEH—TETREL. FAIUER, HEERENKRENREE, MXFET SN \DHEMZ
Mz, REE: MR, ATAHEREETHXMUE? FHEERMR, LINIEBRE” Tl X&EZILARE
REIL, BNIRER, RVERETLMIEE.

[01:12:32] Benjamin Lauzier
English:

It was just like us and Google, we felt we kept getting conflicting advice from doctors, and | was spending
all my time researching specialists, what solutions to consider, spend all my nights reading through
research papers to [inaudible 01:12:48], "Hey, what is the academic consensus on this particular
treatment that the doctors don't seem to know about?" And throughout this whole process it felt like no
one really had her back, no one within the medical system was fighting for her the way that your family
doctor might have fought for you 20 years ago, knowing everything about you and being like, "Lenny, let's
talk about this. | know your uncle had this," or there's this sort of a sense of advocacy that came from
your family doctor that just doesn't exist today. It's not uncommon for doctors to have thousands of
patients that they see just a few minutes each year.

FRERIE:

QEHNIM Google, HANBEFMMEERBBIEEFENEN, REAENEMRER. EERHABRS
=, BHRAERIEATICXAMAFRE]: 92, EEIMNFERAENXMSETEZNERLRZRFA? 7 £
HiE, BISBARLESF, EFRATEEAG 20 ERNREEEIHE MM —IBHEESE T IR
M—, sit: “Lenny, BEATKKXXA, HMEFRMMEIXNMHE,” BHREREEEN “BSR”
(Advocacy) ESREEREET. EESFERTLAMEA, 8MEAREB/LSH, XHFREN,.

[01:13:19] Benjamin Lauzier



English:

And so digging into this, we just realized it's not an isolated case. You have nearly half of Americans have
at least one chronic condition, or have to deal with some sort of complex health issue largely on their
own. You see a lot of those large online communities revolving around chronic conditions or chronic pain,
and trying to make sense of it and advocate for themselves. And | think | want to be clear, in my mind the
problem is obviously not about the practitioners, it's systemic. It's just growing financial pressure from
private equity firms, it's just countless other factors. But you see the physicians being overwhelmed,
overworked, burning out, and you see that pressure just only increasing, | think. So, | basically spent the
next six months just talking to hundreds of patients, and doctors, and experts, and what we built is

basically a platform to help people fight for their health.
FRERIE:

RNARGE, FMNRREXHFNR, E—FHXEABEED—MERER, REFFFERLEACVER
MERNEERNE, MIBEIRZEZEERIEERBENARELHX, AMIXEEEXREHNESFEN
mo HEBRH—R, EREXR, WAEATETNLE, MEBEALMEN. XREXREMSKRNAF] B mE KA
MBEH, UNRTHEMER, EREIEENFEER. IEFR. RIES, MARIAAXMEARER
BTN, FRLL, HEALEETETRSTANESHAEREE. EEMTRRK, RIHWEHNEELLEZ—
EEIANE CHBREMANTF &,

[01:14:12] Benjamin Lauzier
English:

And so, we want to close the gap between patients and the healthcare system. There's this critical layer of
the system that's missing, | think, people are navigating life-threatening or debilitating conditions largely
with Google, and at some point you just get tired of fighting for yourself. So, we connect people with
complex conditions, typically with their own health advocate. So, it's essentially like their own health
assistant. They're available 24/7 to help you navigate your care. So, we find appointments for you, we
help you prepare your appointment, we make sense of a diagnosis, of test results. We spend hours
researching solutions and potential treatments, and just more generally we do everything we can to help
you just better advocate for themselves basically. And now we launched in the U.S. a early version of this
few weeks ago, and the engagement has been really, really, really mind-blowing so far.

FROCENIR:

FREL, B4 NEESETREZEINERE. HINNRRFRET —PMXRE, ANEEE Google KNI
REMBBANER, MERXTEZ, (RRERRET NECME. I, BITBEEEERKRHIASHIIES
HIERIESE (Health advocate) EXREHK. XAF EMERMINE SHREREIF. ] 24/7 2XRIREL,
EERIRIPIEES, BN, BIREEMNZ, BIRERZRERMOELR. BMRBNRHR
RRFEMNBTETE, Bz, HNR—UISHEREF N E CFING. LARMKIIEXRERELT
— M RHRRAE, EIERINLE, 25EENIFEIFEERAC

[01:15:15] Benjamin Lauzier
English:

And we're helping cancer patients, people with a lot of those niche chronic conditions, and literally
harassing the doctor's office like, "Hey, we still haven't received that referral." All the things that you just
get tired of doing when you're dealing with so many appointments, and when you're having to manage a
condition like this. And our mental model is what would we do if this user was our partner or our parent?



You'd likely spend all night combing through research. You'd call all the providers in the state to be like,
"Hey, who has an appointment?" Because there's no PT available for the next two months. We'll find you
a PT available sooner. So, we're building the engine to do that at scale essentially, and make people feel
like they're not alone and that someone is fighting for them.

FRCERIR:

BIEESEBEERE. BERZ/IREMFENA, EESE BRIV BEEDRQE, thil: 08, HEIEEWK
FMBHIEIER,” SIMBEXAZTY. FEAEEXFHREN, XEBZRZREEMBER. HIH0E
REZ: IRXTMAFRRINVHETRE, RNZEAM? (RAIRIEMRIELHAR., ML MNAENEST
HADFTERIER]: IR, WATM? 7 AAETRORTAELKARTANIETE (PT). HMNSAIRREIERES
BUERST M. FRLL, FAEEMZE—PAMESIX—BIFN5IE, LAMNREIBSHAME, BAFERMEIIMm
fi%o

[01:15:45] Lenny Rachitsky
English:

Super cool. It's sad that we need something like this, but we do, because the healthcare system is so not
ideal. And so, it's basically someone in your corner that's just, it's like in the inside that knows how these
things work that is there to help you through the process. What's the company called, where do people
find it?

AR ERIE:

B, HMNBEXFNRASRERDN, BHNALFE, AAETRERFERT, U, XEEA LRI
FEIRX—IHA, MER—TTEXEZBEEANNAMAL, EREBPMEEREBTIE. ATMUFASE
F, AMIEMERIUREE?

[01:16:03] Benjamin Lauzier

English:

Yeah, it's called Nurra Health, and our website is Nurra, N-U-R-R-A.me.
FREiE:

=M, B Nurra Health, FETHIMLEZ Nurra.me (N-U-R-R-A.me)o

[01:16:09] Lenny Rachitsky
English:

Awesome, and we'll link to it in the show notes. And just to be clear, I'm not an investor, I'm just excited
about this thing. | think a lot of people need this. Just to loop back to what we've been talking about, it's
not a marketplace. How would you describe this business in relation to marketplace companies?

FROCENIR:

AET, BNIBPEERITENAT. FE—T, RFRREE, RRABHXHFREE, RIANRSZA
FEXT EEIFRMN—BERECHESR, XEFNERZ—TWEHH. FIWNEERXB S S5RIATHIHAE
HIXFR?



[01:16:22] Benjamin Lauzier
English:

We're ignoring the marketplace dynamics. I'm following my own advice, and I'm one jumpstarting one
side of the marketplace, the health advocates were like jumpstarting this side for now, and we're only
focusing on what I think is going be the hardest side for us, and it's going to be demand. How do we find
those people? How do we create the right value proposition for them? So, that's what we're focused on.

FRZERIE:

HMNMEBIE T Hiphs. RETEREKECHEN: REERHHZN—N, BRRERHRRETFEX—
W, HMNIAZZFFTHIANNEANIRREERT—M, BREFRM. FHITMFEHEFLEA? A EAMAIIENE
IEMBMEER? XMERNERIRERN,

[01:16:44] Lenny Rachitsky

English:

And so, in the future there may be a marketplace component, is what I'm hearing?
R EE:

FREL, HIREINZE, REKARIBERBNATHZRIMS?

[01:16:49] Benjamin Lauzier
English:

Yeah, exactly.

R EIE:

T, =,

[01:16:50] Lenny Rachitsky
English:

Interesting. Very cool. Ben, is there anything else that you want to share, mention, leave listeners with
before we get to our very exciting lightning round?

FROCENIR:

B, IFHEE Ben, EHANRMNIFELSAHEHRNELR (Lightninground) Z#l, BEFTARNE. R
BRI ARAING?

[01:16:59] Benjamin Lauzier
English:

No, no. Thank you.

R EE:

BBT, EE.



[01:17:01] Lenny Rachitsky

English:

Well, with that, we've reached our very exciting lightning round. Ben, are you ready?
R EE:

Ba, BATHNTIFELSAMENRNELR, Ben, HEEFTE?

[01:17:06] Benjamin Lauzier
English:

I'm ready, let's do it.

FEiE:

HEEET, FHAEIE,

[01:17:08] Lenny Rachitsky

English:

All right. First question, what are two or three books that you've recommended most to other people?
FpERIE:

F8. MR FRNABERZSHNR=ABEMTA?

[01:17:14] Benjamin Lauzier
English:

I'll give you books in different directions. One is Misbehaving: The Makings of Behavioral Economics. I'm
really interested in behavioral economics, | love this intersection between economics and human
psychology. It's a great analogy for product, so that's a great introduction to this field. The second book
that | recommend a lot is Range: Why Generalists Triumph in a Specialized World, by David Epstein. I've
always felt curious about a lot of things, but it's made me feel like I'm decent at many things but I'm good
at nothing. I'm very good at nothing. And so, even in my career | see all those pianists who are like
machine learning gurus leading conferences on weekends that are contributing to think tanks, I just felt
like a generalist.

FpsCERiE:

BRAMEENLINFTAZAEANB. F—FZ (FHEIRWITAY (Misbehaving: The Makings of Behavioral
Economics), EMITALFFIEBERME, HEREFEMALXLEFZNTE, XEXN=HRH—MRFE
b, FALER#HNZMEN—MEFHINITEY. FZABREEEENHE (CEE) (Range: Why Generalists
Triumph in a Specialized World) , &= David Epsteine H—EXEZHBREGTFE, EELHEEREK
RZEE, tEERTEAER. RTAMTEE, L, BMEERNIREEF, REIBLENBFEIKR
m—#8 PM, BREFRN, RAEEMEER, BRRERFEIE MBS,

[01:17:55] Benjamin Lauzier

English:



So, if you feel this way, this is a good book to make you feel a little bit better by yourself and your
imposter syndrome. At least it did for me. And last one, nothing to do with business, but Immune, by
Philipp Dettmer. This is the creator of the YouTube channel Kurzgesagt. | don't know if I'm pronouncing
this right, but it's a science channel. If you're even remotely curious about how your body works, how
your immune system works, it's an amazing book that's really, really fun to read, super entertaining, and
just great biology and fun book, | promise.

FROCERIR:

FREL, SIRIRBERXMED, XB—AEILMMECH “ERELSIE” (Imposter syndrome) RETIHF—mBY
FH. ELMKAKRZBXF. RE—FSWSFEX, & Philipp Dettmer By (&%) (Immune), fthZ
YouTube 573& Kurzgesagt BIBIIA A e FARERHAEWNAX, BE—TIRFIME, MR B AWMAEE. &

HREXE—FEBIH,

[01:18:26] Lenny Rachitsky
English:

I've been trying to get the author of Range on the podcast, | have not had success yet. So, if anyone knows
him, his name is Epstein? Is that right?

FRSCERIF:
B—EEE CEE) MEE BT, Bi&mI. NRE ANRM, #thi Epstein? 3305?

[01:18:34] Benjamin Lauzier
English:

Yes. David Epstein.

R EE:

=, David Epstein,

[01:18:36] Lenny Rachitsky
English:

David Epstein, please connect me. | would love to have him on the podcast. | really love his message of
just, basically it's the most successful people, or is it that you should be a generalist or that you can be
very successful as a generalist? Is that the message?

AR ERIE:

David Epstein, B##5|%. HRBBMLER, RENRERMWHMNR, BEXLEZRKMIIBAN, HEZIR
RZp B, ERBEAEA WEIUIFERTN? BXNEELE?

[01:18:50] Benjamin Lauzier
English:

You can be very successful as a generalist. Yes.



FRSCERIE:
ER@EA IR UEHEE . 2/

[01:18:51] Lenny Rachitsky
English:

Yeah, great. | completely agree. That's been me too. Next question, do you have a favorite recent movie or
TV show you've really enjoyed?

FROCERIR:
2H, KT, RReRT. FEEXF,. TR MREEREEIERETER S ERR?

[01:18:58] Benjamin Lauzier
English:

TV show? | haven't seen anything lately that's been mind-blowing, but I'll share an old new one. I've
rewatched The Last of Us recently, and it's an old favorite. | love the TV show. | like the game, | played the
game many years ago, and love the TV show

RS ERIE:

BAE? RRLCKEITALANFENERA, BROZF—" “BHHE . HEEERT (REEEE) (The
Last of Us) , BRREMIERE. HEWNXERE. HEWRINI, REFFHUD, BIEFESWXERRE.

[01:19:12] Lenny Rachitsky
English:

When the heck's the next season coming up? I'm excited for that. Because | know the game has more-
FREiE:

T—FRRMAAREL? HRAT. AARNERNEEESAR

[01:19:12] Benjamin Lauzier
English:

2025.

FR3zEiE:

2025 4,

[01:19:16] Lenny Rachitsky
English:

2025. Oh man, so long. Okay, good to know though. Next question, do you have a favorite product you
recently discovered that you really love?

AR ERIE:



2025 F, KM, KAT. B, MET, T—Na#: MREARAIFEERNENTmETA?

[01:19:25] Benjamin Lauzier
English:

Maybe a little bit behind the curve on this one, but I've been loving the Arc browser. | don't know if you
use it, but it's been-

FROCERIR:
EXFERKAEERERET, BER—EREWArc HIKkR, KFREMESER, BE—EH—

[01:19:32] Lenny Rachitsky

English:

Oh, I love Arc. It's my number one, my main browser. Absolutely, | love it.
FREiE:

MR, FE Arco ERFBIEIE, HAIENRE. BHER.

[01:19:36] Benjamin Lauzier

English:

Amazing. All right, so yeah, you know all about it. Yeah, it's been really fun.
R EE:

KIET. 7B, ERMRTE. B8, EENRER,

[01:19:41] Lenny Rachitsky
English:

Yeah, just the onboarding of the Arc browser is such a lesson in onboarding. They do such an amazing job.
It's like that alone is a great thing to do as a product person, just see how they do onboarding.

AR ERIE:

T8, Arc JISTSERINERARE (Onboarding) EERE—ENRARRER. MIMIEXET, (NMXEX—R, fFA
o ARMEREEEMIIREAMNERRREN,

[01:19:52] Benjamin Lauzier
English:

| was like, I've been using Chrome for 12 years, or | don't know how many years, it feels like such high
friction to change my entire life. In eight seconds it was done, it felt like home. | was like, "Wow, this is
way faster than | expected."

AR ERIE:



BE, REBLAT 124F Chrome 7, HEFMEBESZDE, RERNBNEEIEREBHER. SR/ \ Wt
BET, BRUEGEHEI TR, HA: 1, XLEBRNEREFZ.”

[01:20:05] Lenny Rachitsky
English:

Two more questions. Do you have a favorite motto that you often come back to or repeat yourself, share
with friends or family?

FRSCERIF:
BEANE, (RELRE—OKXEEREHNEE, HOFAPRKIRANERE?

[01:20:11] Benjamin Lauzier
English:

| don't have anything particularly philosophical, unfortunately. | lived in [inaudible 01:20:16] for a few
years. | live now in the French Alps, so | have a frame with a John Muir's quote, "The mountains are calling
and | must go." | feel like this is, it's my grounding place. The mountains are my happy place, and so |
don't share that work often. | don't peace out in the middle of meetings like, "The mountains are calling, |
must go." But it's been a grounding motto, | guess, for me.

FRZERIE:

BRHE, HRBTAENEREENE. REMTBIET/LF. BRAEEEZEMRESHU, AUEE—
BHE, EEEELNH - 2/R (John Muir) MBS “KIEMMKE, BHUAHE,” BIEEXMEHNIAE. K
LBFEIREZHM, FIURASEEELFEROEX D, RAESWFBRANR: “KLUETME, Fopdd
R REBE, BREENR, XB—AILHBEBSEAELA .

[01:20:38] Lenny Rachitsky
English:

That's beautiful. My nervous system relaxes just hearing that quote, and | know you live in a mountainy
part of France so you've done it, you've listened to the call. Final question. You live in France, the
Olympics were just in Paris. Did you go to any of the games? Did you watch any of the games? Anything
stand out to you about the Olympics that were not so far from where you are now?

RS ERIE:

AET. NEIXDERBHERAFEHBILT . HAEMEETEZENLX, FRUREBEMEIT, RIFMT IR,
Ra— TR RMEEEE, REINNEERET. MARFETE? HEFTHRGD? XTERAEERN
WHRENRIZE, Bt AILRENRRZIBIG?

[01:21:02] Benjamin Lauzier
English:

Good question. | did not see any live events, unfortunately. Perhaps the highlight for me was I'm a big
mountain biker, but in the biking realm | love the Men BMX event where all three men on the podium
were French, so this was a great moment for France.



FRZERIE:

i, BRE, HKEMGEEMILFE, WHEKR, SRAERE—RE2E—THERUMBTEREFE —
EETEMEN, RERFFNEE (BMX) LbFE, SRe EN=ZREFREZEA, XIEERRTZ—MHEKX
AR ZI,

[01:21:25] Lenny Rachitsky

English:

I didn't even know that was an Olympic sport. So, it's a BMX, like dirt bike kind of race.
R EE:

BREETHEPEBRIZIE, FIUIBE BMX, GHEEFBITEIFRILEE,

[01:21:32] Benjamin Lauzier
English:

Yeah, yeah.

R EIE:

[01:21:33] Lenny Rachitsky
English:

So cool. Amazing. Ben, thank you so much for being here. Two final questions, where can folks find you
online, and what else are you doing that people can check out if they want to learn more? And how can
listeners be useful to you?

AR ERIE:

KBET o KT, Ben, IFEREHREER. REF NI ARETUEMEELILER? MRREEHMERFE
WARRTHE, PIUEMEEER? RF AR I AEEE?

[01:21:46] Benjamin Lauzier
English:

Yeah, you can find me, two things that are perhaps helpful for people out there. One is | have a Reforge
course if you're curious about marketplace, if you want to dig deeper into marketplace growth, | have a
course on Reforge. We're about to do our fifth or sixth cohort I think now. It's been going really well, we've
been working with tons of really, really cool marketplaces, going much deeper into some of the topics

that we just talked about. So, if you're interested in marketplaces, | would say check this out.

R EIE:

9Py, fRETLAREIFR. BRHERRENARERER . —FFHE—1 Reforge iR12, WMRAWILAH RN,
BRNARHIHIE K, FTE Reforge B—11iR. HBHANNMEEZFGERNERIT . #E—EHELE, i)
SXREFEENTZENE, RANRTTRINNA KRB —LEEFR, L, NREINAHIZREKE, REINE
g =P



[01:22:13] Lenny Rachitsky
English:

And on that real quick, is the customer ideal, is it founders or is it like PMs at larger marketplace
companies? Who is this perfect for?

FRSCERIE:
REF—A, BENEFPZUBA, TEAETIHATNPM? XREFIHE?

[01:22:23] Benjamin Lauzier
English:

We've had both founders and PMs, and like a heads of product, but it's my strong recommendation it's
people that have product market fit. Per our conversation, if you don't have product market fit, wait a
little bit before enrolling in this course. Focus on your core business before worrying about the
marketplace dynamics aspect.

AR ERIE:

HIEEB LB ABLE PM, BEFRATA. BHBIZNZILELEE PMFBIA. RIEFNTAKIE, MR
RSB IRE PMF, 5E—RIEBIREX IR, HEOTHHSHEZA, T ETIREZOS,

[01:22:44] Lenny Rachitsky

English:

And | cut you off, there's something else you were going to point people to?
R EE:

BATERIRY , (RRIA R BRAKEFTA?

[01:22:47] Benjamin Lauzier
English:

Oh, and just Nurra, the company that we're building. Anyone that you know, or if you yourself have
chronic or complex conditions, and if you feel like you need help managing your health and navigating
your care, would love to help or share what you need, and how we can help you. And our website is

Nurra.me, N-U-R-R-A.me.
FR3CERiE:

18, AEHE Nurra, BINEEERINAT. NRIMINREAA, REMECEFEMRERER, NRIRE
FEBERBRMEMIFIEAESTERD, BIVERRRMEER, HE S ZMHNTERULEHNNAEERSZIR. &
1M G2 Nurra.me (N-U-R-R-A.me)o

[01:23:09] Lenny Rachitsky

English:



And then how can listeners be useful to you?
FRERIE:
AR AR AR BT A fRIR - A 5B ?

[01:23:11] Benjamin Lauzier
English:

If you have advice, if you know anyone in the space, if you're interested in learning more about this, if you
have advice, if you have learnings, if you know anything about this | would love to hear it. If you have hot
takes about marketplace, if you disagree with any of what I've said, I'd love to also hear it.

FROCERIR:

MRMFER, MRMINAXNMURBNEAA, IRMFEMBTRES, NRME LS, MRFMEXTXT
HERERERE, FRBIAF. WMRMMNIGATHERAHLE, RENRMAREFRIRNEME, HLRER
0o

[01:23:25] Lenny Rachitsky

English:

I love it. Ben, thank you so much for being here.
R EE:

FENR. Ben, FFERBFREER,

[01:23:30] Benjamin Lauzier

English:

Thank you so much for having me, it's been a dream come true. Finally, I'm on this podcast.
R EE:

EBREMTIBIEH, XERTENE, £F, HLTXMHER,

[01:23:34] Lenny Rachitsky
English:

Same. Same for me, Ben. 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.

FROCENIR:



Hth—¥, Beno B, Bfi, IEFFERGUNIT, WMNRIREEXBEBEMNE, vILTE Apple Podcasts. Spotify Z¢fR
EVHBENALITRATE, tih, EFEABINTIHE TiTFIL, EAXHITEEEBEMITRILEIARE
&Ko {REILATE lennyspodcast.com i EIFIEFATER THESZXTATENGER. THHEL.



