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[00:00:00] Lenny Rachitsky

English:

Everyone's always complaining SEQ's dead, it can't grow. Word of mouth is so hard.
FEiE:

ARSBEIEARSEO BRRT, EBIEKT, OBEEETFIFEEME.

[00:00:03] Brian Balfour
English:

All of the ingredients for new distribution platform are essentially happening. My prediction, the new
distribution platform will be ChatGPT. There's a bunch of signals that they're about to launch that.

FRCERIR:

MAAFELRNMERRELS LAELAE T, HHTNRE, NI LZFEREE ChatGPT, BRZESE
BAftb A I BMRE X N &

[00:00:14] Lenny Rachitsky

English:

This is a huge opportunity for companies to get on it.
FRCEIE:

WNFRERY, X2—TIANBHNEXNE.

[00:00:16] Brian Balfour

English:

It ends up being a prisoner's dilemma. Don't trick yourself into thinking that you can't play the game. The
cycles seem to be getting shorter and shorter, so you actually have a smaller amount of time. If you don't

do it, your competitors are going to go to the new platform and your customer expectations change.
There is no opting out of the game.

AR ERIE:



HXRLRB T —1 “NERE" o FAEBEMEAMIAAIRA UARTTX N BEHNFRSEREE, Frd
REFMABRMREELD T, WRIRAEM, MOREFNFRIZEHTE, MRNEFAALSEZEZ. &
XANELR, 2R HIE,

[00:00:31] Lenny Rachitsky

English:

This is the opportunity to disrupt an incumbent.
FRCEIE:

XE—PMEHEBMEEX (Incumbent) ¥,

[00:00:33] Brian Balfour
English:

If you're a late-stage company, you place multiple bets. For startups, it's a totally different ballgame. You
have to choose one and go all in.

FRCERIR:

MRMRB—REHRE, MEHTZHTE. EXTFILIRRRY, BRTe2RE. FOER— SRS
71 LLiE

[00:00:40] Lenny Rachitsky

English:

Think about companies like Zynga that grew on Facebook and then became massive companies.
FEiE:

TEAEABLE(GR: Zynga XEFRIAT], EA1TE Facebook ERZKIEER, ARFTMT Ek,

[00:00:43] Brian Balfour
English:

Building a great product is one of those things that's necessary, but not sufficient. And actually the
separation is between those that build really great distribution.

FRCERIR:

HE—RMEFN"RmEVEELEY, BHATD. Lk, EENEBETETREEBEIERESARE
(Distribution) BIA.

[00:00:52] Lenny Rachitsky
English:
What would be the backup if not ChatGPT?

AR ERIE:



NRAZ ChatGPT, FXRARSEMTA?

[00:00:54] Brian Balfour

English:

My hypothesis of who's best-positioned would actually be...
FRCEE:

XTI TFEEAUE, BORIGEHLE -

[00:00:59] Lenny Rachitsky
English:

Today, my guest is Brian Balfour. Brian is the founder and CEO of Reforge, a company that I've been a
long-time fan and advocate of. Historically, Reforge has focused primarily on teaching courses on product
and growth, but more recently they've transitioned to building their own products, including a product
called Reforge Insights and a bunch more really cool stuff coming very soon.

(00:01:18):

Prior to Reforge, Brian led growth at HubSpot, and over the course of his career, he has seen the rise and
fall of every major distribution channel, including Facebook's ad platform, Google Ads and SEO, and the
Apple App Store. Based on what he's seeing, he is predicting the emergence of a brand new and powerful
distribution channel that will likely arise in the next six months, centered most likely around ChatGPT. It is
really rare for a new growth channel to open up. It's been a long time since the last one appeared, and the
people who recognize this and hop on it early are the ones that reap the most rewards. So this is a huge
deal.

(00:01:54):

In this conversation, Brian shares what he's predicting, what he's seeing, why this is a big deal, and what
you should be doing about it right now. | highly recommend you listen to this full conversation and
discuss the ramifications with your team. If you enjoy this podcast, don't forget to subscribe and follow it
in your favorite podcasting app or YouTube. Also, if you become an annual subscriber of my newsletter,
you get a bunch of incredible products for free for one year, including Lovable, Replit, Bolt, n8n, Linear,
Superhuman, Descript, Wispr Flow, Gamma, Perplexity, Warp, Granola, Magic Patterns, Raycast, ChatPRD,
and Mobbin. Check it out at lennysnewsletter.com and click Product Pass. With that, | bring you Brian
Balfour.

AR ERIE:

S XBZER Brian Balfour. Brian 2 Reforge BY8I#5 A3k CEO, HEKHAUR—HEXR QAN LM ZHF
E. MAELE, Reforge FEZFTHIRRIGKIRE, EREMIIEEEFIEMERCN~m, BF—™
%79 Reforge Insights B9 fa, T B EZIFFEEAVRFERNIGHH,

(00:01:18):

7263z Reforge Z &, Brian 7£ HubSpot RSIE K TE. EMMERAES, MIIETE8— 1 EEDAREN
%, B1% Facebook ["&HF &, Google &M SEO, UNFERNARE, RIBAIER, MFUUERKSDT
BARARBEII—M2i. BANSLERE, WREJEES ChatGPT B, MANEKREEFBRIEEFENH, B
B REEMESLE TRKNE, MABLEBRIRIX—SHREMANABRERFEENLEIR, FILX
=—HKSE.



(00:01:54):

EXRXIER, Brian 2Z T AT, MBYFRILFRE. AT AXBREE, UNRIMRIENIZMLETA. FKBFUE
WARIRSEX ST B E, HFEMHANIEERZ M, NRMPERXNMER, AISTEBRANRBREN AR
YouTube EiTiEMXF, thoh, NRREARNEBANEEITRE, MERE—FEREFEA—RIFTATRIN
FmBIHs, B8 Lovable. Replit. Bolt. n8n. Linear. Superhuman. Descript. Wispr Flow.
Gamma . Perplexity. Warp. Granola. Magic Patterns. Raycast. ChatPRD # Mobbin. i& if ifl
lennysnewsletter.com # i Product Pass &, FmE, iLF{I¥XIE Brian Balfour,

[00:02:32] Lenny Rachitsky
English:

Today's episode is brought to you by DX, the developer intelligence platform designed by leading
researchers. To thrive in the Al era, organizations need to adapt quickly, but many organization leaders
struggle to answer pressing questions like which tools are working? How are they being used? What's
actually driving value? DX provides the data and insights that leaders need to navigate this shift. With DX,
companies like Dropbox, Booking.com, Adyen, and Intercom get a deep understanding of how Al is
providing value to their developers and what impact Al is having on engineering productivity. To learn
more, visit DX's website at getdx.com/lenny. That's getdx.com/lenny.

(00:03:16):

This episode is brought to you by Basecamp. Basecamp is the famously straightforward project
management system from 37signals. Most project management systems are either inadequate or
frustratingly complex, but Basecamp is refreshingly clear. It's simple to get started, easy to organize, and
Basecamp's visual tools help you see exactly what everyone is working on and how all work is
progressing. Keep all your files and conversations about projects directly connected to the projects
themselves so that you always know where stuff is and you're not constantly switching contexts. Running
a business is hard. Managing your project should be easy. I've been a long-time fan of what 37signals has
been up to and I'm really excited to be sharing this with you. Sign up for a free account at
basecamp.com/lenny. Get somewhere with Basecamp. Brian, thank you so much for being here and
welcome back to the podcast.

FROCERIR:

AT BB DX 2B, XE—TMHMRMAARGITHNALERIRTESG. NTEA BNRKENLE, ARFER
WEN, BIFZMSERUEZZENE@, thil: METARY? elSNARERN? JRTATERMN
B? DX OIS ERMET N X—H TR HIENIEZR, #@id DX, & Dropbox. Booking.com. Adyen
Intercom X#FEMATIBEB RN T ## Al A AF L ERENE, UK A XNIRE~=HNEM, RTHREZE
£, 151518 DX Wik getdx.com/lenny,

(00:03:16):

ZSH#AT5 E B Basecamp #Bf, Basecamp 23R H 37signals WEZBEMNIMBEER S, AZHNEEEAR
KBLNERE, BELELXEBSAEE, (B Basecamp HliEMESAEB—#. ELFEE, 5F4HSI,
Basecamp At TERERBITERBIE D AETMTAURITE#HBUMA,. BRAEXTHENXHAMIEER
BEMBASXE, XEMRMEENEREEM, MATEAMINIR LT, KEVSEKREET, EEWME
RiZE R R, FEKALR—ER 37signals BI#22, BEMESARDEXT. 7 basecamp.com/lenny JEff
REEWKF . F Basecamp BXfi# R, Brian, IEREGIREER, YODEIEHEE,

[00:04:09] Brian Balfour



English:

Yeah, thanks for having me. Excited for this one.
FRCEIE:

9FEY, BHETEIE. BITRIIEREATT.

[00:04:12] Lenny Rachitsky
English:

I'm really excited to have you back. We're just going to dive right in. Essentially, you've uncovered a really
important trend or insight about how products are going to grow differently in the future, how growth is
changing, and this is something that | think a lot of people need to hear, so | asked you to come on to
share what you're seeing. | also think this is just very timely. | think you said you're going to say in the
next six months things might significantly change, so I'm really excited to do this. We're going to spend
this whole conversation on this insight. To set us up, what is just the big idea? What's the high-level idea
here?

AR ERIE:

HIREHIFREER, FANERVINER, BER L, (RERT —PRFART@RERSGN. EROAECHEE
BEHRR, HWANANRZABEERITXD, FAURBMREDIZMOFAL. HBREXIFEREN, HEREER
o, FETROATBE, BRIRSKEERTN, MURRME, BITEAEIMERTIEXNRE. A
THIE, RNAERTA? BRENZOMRZTA?

[00:04:45] Brian Balfour
English:

Just like you, I've spent my whole career just really passionate about startups, figuring out how to build
products that win, that emerge in new markets, and one of the things that | have learned over time or one
of the things you hear a lot from a lot of folks is, to win, you have to really build a great product. A lot of
advice boils down to that. And one of the things that | feel like I've banged my head against the wall in a
lot of ways in my career is actually telling people that building a great product is one of those things
that's necessary, but not sufficient, and actually the separation is between those that build really great

distribution.
(00:05:26):

So this general partner, his name's Alex Rampell, he's at Andreessen Horowitz, actually wrote this blog
post 10 years ago back in | think 2015. In the essence of the blog post, he basically says one thing, which is
that startups is a game of trying to get distribution before the incumbent can copy. It's this kind of
concept of escape philosophy.

(00:05:54):

On that note, which | think os a very good summary of what you're trying to do in a startup and
distribution, is that we're right now living in this environment where that game of startups getting
distribution faster than the incumbent has gotten way harder in a lot of ways, and in some small cases
has gotten a little bit easier. But if we think about this, the way that it's gotten harder and some of the
things that probably a lot of founders or folks working on the growth side that probably feel is that, one is



that incumbents can copy faster these days. That window that you have to get that escape velocity has
actually shrunk. It's decreased.

(00:06:34):

The second thing is that a lot of the organic distribution that we've had, especially over the past few
years, has really shrunk as well. Everybody's talking about the decline of SEO and clicks declining, but
you also see it in some other cases. A lot of these social platforms don't really let you send as much traffic
to sites. LinkedlIn just changed their algorithm, which has really dropped organic distribution. Obviously
the Twitter-to-X, transition that happened, right? TikTok's almost always been like that.

(00:07:06):

And then the third way that it's gotten harder is that Al's really good at writing software and code
generation, and so everybody's feeling this infinite increase of competition, especially at the startup
level. YC is pumping out six of the same thing every single cohort. That's what it literally feels like.

(00:07:23):

So it's gotten way harder. This game, this escape velocity game has gotten a lot harder. It's gotten easier
in some very exceptional cases like the Cursor or something where Al has been like the spark. | know you
wrote the blog post about the race car engine, and | think you said there's the spark plug in the engine. Al
really created that, a new type of spark, a new type of interest of early adopters to fuel some new players
in a short period of time. So it's amazing to see something like Cursor overtake market share of
something like GitHub Copilot in nine months or less. That's how fast it happens. It's kind of crazy.

(00:08:01):

But the main thing that people need to understand is, okay, well, if that's the game I'm playing, how to
get to escape velocity before the incumbent? What are all the ways to do that and to really figure that
out? There's multiple ways that this can happen, but one of the major ways, one of the major, major ways
that we always see is that this can happen when new distribution platforms emerge, because when new
distribution platforms emerge, startups are usually the fastest to take advantage of them. It's slower for
the incumbents to move. It gives startups this opportunity essentially to play this game.

(00:08:39):

Casey Winters wrote this blog post about two years ago, maybe 18 months ago, about the Al technology
shift. His key point was the Al technology shift has been a technology shift that has not come with a
distribution shift yet. If you look historically, we've had a bunch of technology shifts from the internet to
the cloud to mobile to social, all of these different types of things. Some of them come with new
distribution platforms, new ways to distribute products, and some of them don't, but the most powerful
ones, the most impactful ones are the ones that do come with these new distribution platforms. His
second key point was that these two things don't actually happen at once. Usually you get the technology
shift, then you get the distribution shift a little bit later.

(00:09:25):

Now we're a couple years from that post. We are a couple years into Al technology shift, and one of the
things that | am seeing is all of the conditions, all of the ingredients for a new distribution platform to
emerge are essentially happening. So | think we're at an inflection point where we're going to see this
emerge really fast.

(00:09:45):

The key thing for everybody to know is that as new distribution platforms emerge, they follow the same
four-step cycle and it's a game that you're playing, that everybody's playing. Just like any game, you need



to know the rules of the game. You need to know the steps of the game in order to have any sort of
opportunity to win. That's the thing that I've lived through once again, both painfully and also in good
ways, and is something that I'm keeping my eye on and something that I've been talking about. Before
we go into that four-step cycle, | figured I'll pause there to see if you have any follow-up questions on that.

FRCERIR:

MIR—1%, HBDRAEERME AR FZAERNE, ARNEITERM~ R, NEAEHDREAmLE, 1F
HN—4E, BRFEEMARN—HER: BR, METHTE—RHEANTm. REBWERAENX—R.
BEZRNRVEES, RBRTECHERSHEEBAEME, AAR—EESFAMN], TE—RFEANTRELE
&, BHATS, EENDKIRETRBEREZIEREDARE (Distribution) BIA.

(00:05:26):

Andreessen Horowitz B9& 1k A Alex Rampell 7£ 10 FFj (K% 2015 F) BEEd—REEX, BXHNZOMRE:
VEIARIELR - “GUEELPNRRZAREDARE” WER. XE—M “RIZEE" (Escape
Velocity) RIE,

(00:05:54):
XFX—=, WARNERFMBLE TR EZRENKR. KNMMWEMLNIFEE, FTLIRBLEXSE
RIRFOARENHFRERLZFEAEEEET, BEATERIDHBERTEEET, IRKNBEZ-—TTHNRE
&, RZEIMATIEKARIERREER: £—, HENELMNEBREFRT ., FREFRERENETORAE
PR 48/ N7 o
(00:06:34):

B, SENFERNBENRZENSE (Organic Distribution) REWMKIEE . ARKEEIXIL SEO HW=E
MREENTE, BEHEMAEDBEER. REUXTEFBAITFIREINIMNIGLKEIAZRE, LinkedIn N
NIER T &%, KIERETEND R, BAKEE Twitter B X B9, IPE? TikTok JLF—EEE X,

(00:07:06):

FZNTHNERR A EEREBEBRKEREMNERNIE, FIUSNASBRZETRSNERIEM, LEREMER
BEH. YCB—HfEEA N —E—FNRAE, XMEUMENELEZ,

(00:07:23):

FRLURR B EMLZ T, XMRRRENHFREEES T, T LIFEBRHNORFIPEERLT, il Cursor, Al
MER— MK BAMEMREEXTFREESIZNEX, RA5IZEBANEE, AlBLELETAMAE, —Mik

SIRHEIRAEREGE, EENBRANRRTIERT 1. BEIK Cursor XEFRImEAREIN A BB EI 2R
FLITEX T GitHub Copilot 738, ERLARN. EEMERX AR, FEHMIE.

(00:08:01):

BANFEERROZOZ: B, NRXMESHETAVF —NRTTEE R ZANARIRRIEE? BWLLTF AR
UKRIX—=? BRZAN, EEF—IREIBNAN, MBIAFMNO XTI, RANLHFa LI,
VEIARBERRNER. RAFMAENN. BXTHRIE. X467 AR 7RI =,

(00:08:39):

Casey Winters FRYMEME I —RAXT Al IRARZEE, WHIZOMRZ: Al KRAREBFELREHIE
DRFERRE, EEHE, RIMNEHIMNERENEIR. 2Bch. BHRHNSMEAREE, Hop—LHRTH
MWD RFEMDETmBHAN, BEWEE, E&REX. BNKRRATHNEREFHFEEHD KT arIHRE, i
WEZITMRE, IREBFEFAZEANLE. BERBERARE, HEAEDKEE,

(00:09:25):



REEERRXEEBEIE/NET . HMTHNAIBARKREBETY, HEFNE, oA FELIMBRERN
MEREAR LHMEZAEE T, FIUFANENELAT MR, RITEEEIXMFaRRIER,

(00:09:45):

ARFENMEHXER, BEHDAXFENEI, ENERRAFHNEMERER, X228 N AR,
PIREER—1F, MEBEETHEXANUNTRE, ZEVNZRYE. XERBREHINER, BEBEHH
ill, HERNER, XWERR—EEXIMKIEHNER. ERNENBEMERREIT 2, HBEEFE—T,
BEMRERB ARSI,

[00:10:24] Lenny Rachitsky
English:

Okay. This is amazing. Essentially what you're saying is we follow these ways to grow, there's SEOQ, there's
paid growth, there's sales. All these channels have been around for a long time. They're extremely
saturated. Everyone's always complaining SEO's dead, it can't grow, the SEO, anymore. It can't grow.
Word of mouth is so hard, there's so many amazing things now that's hard. Paid is so hard. It's just all this

money just-
FRCERE:

XiET. BXRELFHUEERR, BINIMTXLEE KSR SEO. MEEK. HE, MEXLEREHELZFER
AT, MERERM. SMAGERSSEOL T, &EBET SEO KT, AMEHEBRYE, MEMBHIKRA
XET. B EWIRE, ERGE

[00:10:24] Brian Balfour
English:

Tax arerising.

R EE:

REMA (CAC) ELH

[00:10:24] Lenny Rachitsky
English:

Exactly.

FSCERE:

o

[00:10:49] Brian Balfour
English:

All these things. Yeah.

R EE:

FrEXERER, 2



[00:10:50] Lenny Rachitsky
English:

So all these saturated channels, and what you're saying is there's an emerging new channel that has not
yet been saturated, and this is a huge opportunity for companies to get on it. And you'll talk about timing
because it's a little tricky to even know exactly when to go big on this.

FROCERIR:

PR EEREEIAM T, MIRFTREIRE — M. BEARMHEIHRE, INAFRRRZ—TEXRBNZ,
TR REIBHRE, RARERREFARMRZAREERNALE 2.

[00:11:05] Brian Balfour
English:

That's right. Yeah.

R EE:

Ao

[00:11:06] Lenny Rachitsky
English:

But that's a huge deal. This has been a long time since there's a new way to grow that you can actually
use as a lever for growth and not just hope for the best. Okay.

FRSCERIF:
BEXE—M4AE, BERRAEE BN —MRE] UEEFENIEKEITT, MAMUXEESHEEART. F0,

[00:11:15] Brian Balfour
English:

Yeah. That's right.

A EiE:

Y, Ko

[00:11:15] Lenny Rachitsky
English:

Before you get into the cycles, do you want to tease what the answer is, just to give people a little hint, or
do you want to keep it secret?

FRSCERIF:
FEIRHNBINHRZ BT, FRELEE—TEEM? AAT—2iRR, T2ERFEM?



[00:11:23] Brian Balfour
English:

Well, to be clear, okay, so my prediction, we don't have a clear winner yet. My prediction of the new
distribution platform will be ChatGPT, in some ways that people probably already think it's happening in
some ways that it won't, but the thing that is less important or that is more important than whether |
have predicted the exact winner correctly, the thing that's more important is to understand the cycle and
evaluate how to determine where you want to place your bets and how to place those bets, which | know

we'll talk about.
(00:12:02):

| could be wrong about the ChatGPT prediction and what's going to happen there. | think there's going to
be two parts of it. There's going to be what they do with a ChatGPT search experience, but | think the
bigger thing will be whatever they do with launching a third-party platform on top of ChatGPT, there's a
bunch of signals that they're about to launch that, I'm pretty sure it's going to be ChatGPT.

(00:12:25):

The thing I'm way more sure about is that some new distribution platform will emerge and it will follow
the same four-step cycle. That's the key. Could be wrong on the first piece, | am very confident on the
second piece.

FROCERIR:

IR, HER—R, BENTNR —RABMNEKERERNRRX — RN LK T ERZE ChatGPT, £
LHE, AMIATREEARTEERTRE, MEF—LEAENRR. BHELETFRESERITNTRR, EEEN
SREREMXMEIF, HHEAREEWE FEURMETE, HNFIIITEXT,

(00:12:02):

X TF ChatGPT BUFMIARIBEZ R EM4, HAERHE. HAASERTED . —PEMI17E ChatGPT %
&3 _EREhIE, BIRINNERRBIERZMIITE ChatGPT Z LIEHNE=AT 8, BIRZESREBANIBENGH
HiX, HIFEREZRZE ChatGPT,

(00:12:25):

REWENRE, EMHNDAXTFaRaEN, #EAEERRAFHENMERER, XX, F—RAAER
&, BEE_RIEIFEEED.

[00:12:40] Lenny Rachitsky
English:

Okay. Excellent foreshadowing. | completely agree, if it's anything, it would be ChatGPT at this point. Let's
get into it. What are the cycles that platforms generally follow?

AR ERIE:

9FHY, TEREHE. RTeRE, MRRAEEFATFERIE, B—ER ChatGPT, iLHNFFHIE, FaEE
BIENETREMA?

[00:12:49] Brian Balfour

English:



Yeah, and I'll give some examples of this, but let me explain the four steps of the cycle first and then we'll
go through a bunch of examples of all those individual steps. The four steps are essentially, one is | call a
Step Zero. It's the conditions of the market have been met. Step One is about a moat, Step Two is about a
platform opening, and Step Three is about the platform closing for control and monetization. Let me
briefly explain each one.

(00:13:20):

Step Zero is about the competitive market being met, the conditions being met, and there's a few part
piece of this. One is that typically what happens is that there is consensus that there is going to be this
new huge category. Think social, think mobile, like all those types of things. In this case, these Al like chat
platforms, like a ChatGPT or a clock. There's consensus about that, but there's no clear winner yet. We
typically have somewhere between five to seven major players really battling it out and they're all looking
for what is the edge? What is the thing that is going to help me win? Because all of these dynamics, in all
the history, they either end up in monopolies or duopolies, and so the stakes are really large and so the
competition is fierce.

(00:14:13):

That's Step Zero. | think we could all agree that we are in that mode right now. We've got OpenAl battling
with Claude, battling with Gemini, and Google with whatever Meta comes out with their new team, so on
and so forth. There's huge amounts of capital, there's consensus, all the types. They are in a fierce
composition. That's Step Zero.

(00:14:36):

Step One is then these players, somebody essentially identifies whatever the moat is, the thing that is
going to help build them defensibility and help them hit escape velocity and become that monopoly or
duopoly in that single category. Once they figure out what that moat is, then they need to press the
advantage. They need to figure out how to gather that moat as fast as humanly possible. It tends to be
that you can't do that by yourself, so you need the help of an ecosystem in order to gather more of that
moat.

(00:15:12):

That typically comes down to third-party content creators or app developers and other businesses. So
they all establish a third-party platform that has some incentives built in, and usually the value exchange
is, hey, you develop on top of my platform, you add more use cases, more engagement, all of these things
to my platform, and in exchange, I'm going to give you something in return. Usually that thing that's in
exchange is, I'm going to give you some new form of distribution for your application and for your
business.

(00:15:48):

But what essentially happens over time is that we go into Step Three, which is the closing period, which is
at some point, all of these companies end up starting to lock down the platform. This tends to happen for
reasons of monetization and growth. They either competitively don't want somebody to use their own
platform to disrupt themselves. We saw that in the early Twitter days with things like Vine and Periscope,
shutting those things down unceremoniously, or they need to find ways to monetize at a deeper and
deeper level because all these companies, they have to grow.

(00:16:32):

Google's the classic example here of just more and more real estate has either been taken up by either
ads or their own first-party applications. That's the key is they close it down by doing by one of a few
things. They either shut it down entirely, two, they develop their own first-party applications to absorb



the highest use cases, or three, they artificially depress the organic distribution that they gave you in the
step prior to push you towards paid mechanisms in order to monetize. | think we should go through
multiple examples here, but that's the core essence of the four steps. I'll pause there.

AR ERIE:

78, BEF-EMF, BiLREER-—TEANENTE, XONTROFE: HMZA “$TL” BHH
FHEP; F—HRXT A" ; BTIRE “TFEAK ; BZIRE “FEXHAT LUATERNER, it
HEEEERE—TE—

(00:13:20):

BT ERFHIFRGAR. XEE/LNED: —BEEARZAMILR, IANBHIA—THNEXRES. B
B, BohE, EXMERT, MEL ChatGPT 5§ Claude XM AIIXF &, AREHIR, EBIEEEHH
MmK. BEE 5 7 PEERRTHFUER, MNESMEIE “NE” BH4? tagfBRkm? FABLELRR
BHIXEDT, RERBATMZER, BATMWKEL, FMUEEIER, REREHIL

(00:14:13):

XMEEEL, HEKNEBRZMEMRLTFXMER. OpenAl 7241 Claude =}, # Gemini 3}, Google hiE%
71, iF Meta WHEINEFF. BEMHEZL, BHIR, RFAM/L. XMEEED

(00:14:36):

BT, XEGRPEANRZET “PHEA" B4, BIREHBIMIIRIIGMEE. KEIRREEH L%
A ZErE KR EN KA. —BMIIFFRIPHART A, RERT ALE. MFERARERMARR
oAl BEMTIEIRETK, FERESRRNE,

(00:15:12):

XEEIRE=ZFARCEE. NAFREMAEMEW, Fit, MMRLT —NMHEERMINFNE=5Fa,
BENNERRE: B, MERNTELAR, I ENTEENESZAANS5E, FAKMR, Rathfi—E
B, BEXTEIRIME AR B SRMH—MHEI 2 & H T

(00:15:48):

BREERENHRE, AR ESEXENBRHINTHENE=S, Bl “XFHR" . EXNHER, FIEXEQTRHFF
IEHETE. XBEESHTFERANMERNRERE, BEARKHTRSER, FRILIAFAECHNTERAERS
(B R Twitter IABEIT, IIZEFRRBBMXHAT Vine H Periscope) ; BARMITFERIIERE
ROZMAN, ANREXLEATELILK,

(00:16:32):

Google @X A HMNEHGF, BRESHTUETER SHMITECHE-—FNBLE. XBET, tilEd
UTWMARZ—XATE: 1. T2XH; 2. ARECHE S NARRKESMVASL; 3. ANERZAIS
FIRNEND %R, BEMREEMENGIUSERNEDN, FIANKNNZSZEN6F, EXHEE T RO
. FAFEXE.

[00:17:12] Lenny Rachitsky
English:

Awesome. So it's essentially figure out what's going to make, create defensibility long-term with your
moat, bring everyone in, "Hey, everyone, welcome to Facebook," everyone joins Facebook and then,
okay, and all the developers build on Facebook to bring in more people on Facebook and then they're
like, "Okay, now you got to pay. There's a toll," but you love this so much and you're so hooked to all your
friends that you're here, you may as well stick around.



AR ERIE:

KiET. FIUARER: FHERMTAEETIFHACISKEARESE, IBAKEALER, TR, &, WDRE
Facebook” , AREMAT . Afa, FIBFKET Facebook EHiE, KSIEZAMAN, BEFAW: “WF
T, MEMNENHERT, XEEXRE.” BRAMIRERXET, MEMNBAREBEX, REARFF, FRURR
REE ¢

[00:17:35] Brian Balfour
English:

That's right. That's right.
FRCEIE:

R, MR,

[00:17:35] Lenny Rachitsky
English:
Amazing. Okay, so yeah, a few examples would be great.

AR ERIE:
KWEFT. T8, B MIFRREEEM.

[00:17:38] Brian Balfour
English:

Yeah. You just hit on the first one. This is the first one that | always think about because this is where |
learned about this cycle very early in my career. One of my first companies was during the Facebook
platform boom, social gaming, all of those applications, and | lived the full cycle in a very short period. |
lived the glory days and just the absolute horror days, and it was very painful, but this is exactly what
happened.

(00:18:06):

Let's go through the four steps. Step Zero. Facebook was in a brutal battle with MySpace, Friendster and a
few others. People forget this. People forget that there was actually a bunch of competitors at that time,
and in fact those competitors were bigger than Facebook. They had more users back in 2007 when
Facebook launched their third-party platform. But one of the key things is that Facebook was very early
to the insight about the direct network effects in that there's going to create real lock-in that the more
friends, the more of the global network that was on there, the more that it was just going to feed and hit

this escape velocity.
(00:18:44):

At the time they launched their platform, I think they were maybe one-fourth, one-fifth the size of
something like MySpace or even Friendster, Orkut, these are some of the names at that time, but they
opened up their third-party platform. What was the value exchange? They went to third-party developers
and they said, "Okay, we've created this canvas," they used to call it the canvas, and they were like, "You
can put anything in the canvas that you want: an app, a game, whatever. You can monetize in any way



you want. We just want this sidebar real estate on the ads. That's what we're really interested in." There
was this mad gold rush on that Facebook.

(00:19:24):

Oh, sorry, the other part of that was, "Not only will you put it there, we're going to give you access to all of
these notification channels and feed to get distribution for your application." That was the other piece of
it. You had this mad rush of developers coming in and you had this huge social application, social gaming
boom. People just grew incredibly virally very fast, but eventually, essentially what happened over time is
they kept peeling back that value exchange.

(00:19:52):

They first were like, "Ah, actually those dollars that you're making inside that canvas area, well, we want a
percentage of that." So they changed that. And then they figured out their ad systems and then they
started peeling back. They started suppressing access to all of the organic channels that they had.
Eventually, they went all the way towards absorbing the highest use case into their own first-party
platform, things like first-party applications, things like events, photos, all those types of things, and
basically shut down the platform for dead.

(00:20:30):

These companies that have basically built on top of this platform, the other thing is by the time they
started closing all those things down, all those competitors that we talked about, they were so far ahead
at that point because they had built off the back of all these developers coming, adding use cases,
bringing more users onto the platform, identifying that moat. They were so far ahead, it didn't matter. It
didn't matter what the other folks did at that point, and that's what really gives you confidence to start
closing down. But there's so many other examples of this if we go through it.

FRZERIE:

20, RNIGFREIT E—1 XREREERINE—NMIF, BARERUIEERHMFETXNMER. FHHY
E—H AT 2 —27E Facebook FEERIH, MAAZBENMBEXRNA, RERERNNEIRNERH T TEHRE
. HEMTIEENATF, EHTAEMNESHIWAF, FHEDS, EXERRENER.

(00:18:06):
UBERNMNE—BXENTE, FED: Facebook HBYIES MySpace. Friendster X F#HTIEZUE . AfS

TE—R, STENHLAERZSZSFXNF, FEEARLENFLE Facebook BE K, 2007 & Facebook #HFE=
BEar, #NBEFRES, BXRET, Facebook REMBERETHENEMN, BNESZHNAR. EZHE
KB LB EERERNMERN, MMEEARIRRIERE,

(00:18:44):

EMIHEE AR, MIEAIEERH MySpace. Friendster ¢ Orkut S Z—sHEH 22—, BMIFRT E=
FEE. MERBREMTA? IIRE=ZAFEER: “G8, BB TXN ‘@ (Canvas), {RElUEER
EREFIREENRA: MA. FXEE ReIURAERAREN. RINIBEMB=T &0, BERINE
[ERNMER,” T2 Facebook EHI T HRIFHIAS Mo

(00:19:24):

B, 88, Z—8HaR: “RANELUERAERER, FNESILIRGRMAEHERNREMESR (Feed), B
MBNARBO R, X2F—R. TRALXEERMNE, LM T ERNARZNAMLERHH AllETRm
SRS KERIR. BIEEBERER, AN EAXERNZMITAETUREABF N EIR R,

(00:19:52):



MATE LW W, HSREEAKIERAARLS, RITEHML.” TE2MMA TN, FEMIIZETT &5
&%, FRWEIRIR, tITFBERXMAEENRERAR,. &L, lERTRE, FeEMAAGIKRKEIS
EI:E"J%_H:FLDAEP) tbﬂﬂ%_ﬁmﬁﬁ\ 5EEjJ\ /Eﬁ#l-%: EZIKJ:?EEFE“%%‘J?ETO

(00:20:30):

MNTFRLEMEEFEZ LNRRKRR, 5—HER, = Facebook A XHAXLERARN, tIELEEFRLT
HINREIVALERSENF T, AAMIEPAEXEFALEMA. BMABL. HREZHF, RANHIE TP
Al GEXEZT, UEFEMAERIRMAAEREMRET, MXERILMBEOHBXFATEHE
o MRBMNULH TR, EERSHMBIGIF.

[00:21:02] Lenny Rachitsky
English:

Just before you give other examples, just something I'll highlight here. One is the moat they identified in
theory was the friend graph, | imagine?

FRCERIR:
TEMREHMAIF 2R, FERA—<. FBMIMMEL LRAIEAPRTRE “PRXZEE” (Friend Graph) ?

[00:21:02] Brian Balfour
English:

Yeah.

FCERE:

108

[00:21:10] Lenny Rachitsky
English:

Just once we have all your friends, you're not going to want to go anywhere. | imagine it's also important
to note, this is a natural thing that would happen if you build the thing and it grows and you're like, "Oh,
maybe we should change strategy." | imagine not everyone even knows this is what will happen and they
organically evolve their strategy, or do you think everyone's just like, "This is now going to be our plan,
Step 1,2, 3,4?"

FROCERIR:

REFMNEETIRFAENBRR, M) LEFRET. HBEE—RREE: NRFEHT—TERE, EMK
T, RBRMERT "B, BFRMEAEERE" , XUFEREARKREN. BBEHTESIABNES L EXM
£, N2 EAMAMELTREYN, ERIFNANARELRCOERE: “XMmERATEITR, F 1. 2. 3. 4
2

[00:21:32] Brian Balfour

English:



| think a different version of that question is | think some people could sit here and interpret this as all
these folks are evil. That's not what I'm saying. That's actually not what I'm saying. | want to be very clear
on that, because | think this cycle happens because of competitive and capitalistic dynamics and
pressures. It's the same environment that enables creating amazing new companies here in the US.

(00:22:01):

And there's two sides of the coin. You go through this cycle because it's a competitive environment.
You're trying to figure out how to beat competitors, and this is one of the strategies to beat competitors.
But at some point you just have to continue growing. You have to grow those dollars. The market does
not reward flat companies, if anybody's noticed. You have to keep growing, and so they have to keep
finding ways to grow as well as prevent their own disruption. TThey can get so big and they can give
access, so much access of distribution to new developers, they don't want to enable their own disruption
as well as they need to keep growing.

(00:22:38):

My guess is anybody who is sitting in their shoes owning their platform is going to follow the exact same
playbook and the exact same reasoning. Look, sometimes it happens also because it actually is the best
thing for the user. Facebook's channels did get super spammy and all of those things, and that was part of
the reason they'd play this, but let's be honest, it wasn't the only reason. A lot of it was for these other
reasons. | don't think it's evil. You just need to know how to play the game. That's competition, that's
business. They're playing you, so you need to play them. That might be a little sadistic or something, but
that is business. You're in a game of competition.

FR3ZEIE:

FIANZNMEEN S —MREE: BEATJEREGEXEARTEE. BHAEXTER, BEBHERES. &
INARNMEMNEEREANZT S BEAEXDENE. ERXMIFRILLEEREELEDL S AR AE,
(00:22:01):

EhERE. MEHXMERBRAANRERER, MAEBSIELEKNNF, MEXMISERNFHREZ— B
TR, ROTIFEIE K. ROTUEMBN. MRBENEEET, MHRARMIEFARBIAT M, REHAF
BB, FRLAMEI AR FHIE K S0E, FRRPLLEE SRR, tiIZER[MItEX, 87T HALXENLES
D AR, MIEEARILE CWEE, XFERFERK,

(00:22:38):

HEBENZ, EALEMINIE. AETENA, BIEBRTESEBNEEMNZE. fE, ANXFHMBER
NP &IF. Facebook WREMLERFIFELIR (Spammy) , ABEMAIRIITEHRIE D RE, EERR,
BAEE—HNER, RAEELRHTFHEHMER. HRANAXRBE, MIAFERENETTX DI XFE
R, XMBER. MNERAR, PRUREFEF AT XIFRERATEE RAE, EXMEREl. RATF
— R FEEE T,

[00:23:23] Lenny Rachitsky
English:

Essentially, the incentives are pointing you in this direction. Capitalism, they say capitalism works, and so
it'll pull everyone in this direction even if maybe they want to avoid it. Let's do a couple more examples.

FROCERIR:

AELE, BBNEHERTXNAE. BXREX, MIRBEEXNTERE, FILESBES TN ABURXNER,
BREML AT REAREEFT . LEFRATBELMIFo



[00:23:33] Brian Balfour
English:

Yeah, we'll go through them quick. | think everybody's probably... Google's an interesting one because it
played out over a much longer period of time. Facebook happened over the course of about in five-ish
years, something like that. Google did it very slowly over years, but same thing, early massive
competition against Yahoo, | don't know, AltaVista, Lycos, you name them all. That was even before my
time. They were first to really identify these data moats and incentivizing essentially web developers,
content folks to optimize for their search algorithms, create this great distribution mechanism.
Everybody's building content and everything for them, but over time, slowly but surely they did two
things.

(00:24:19):

One is more and more that real estate became ads that they were monetizing, so they're suppressing
organic distribution in order to push people towards the ads, as well as absorbing a bunch of the highest
value first-party use cases, things like travel as an example, or even restaurant search and all those types
of things. The former Yelp CEO and founder has been out there saying a lot of things about these
practices. So, same exact cycle.

(00:24:48):

Mobile went through the exact same cycle. iOS created a new distribution mechanism. They had a ton of
competition among different phones when they first started on. They found the defensibility was more
about the apps, the data and all the developers, created the App Store, all of these types of things, but

over time, we've seen more and more restrictions there on that front.
(00:25:09):

And then most recently, we've seen this happen in smaller places, too. LinkedIn, as an example, first went
through this wave with company pages. They were like, "Ah, companies, come on, promote your
company page. Bring in more users, all that type of stuff, and then get all these followers." And then of
course you get almost no distribution now through your company page because they're pushing you
towards ads. And then they recently just did this with personal profiles, too, which is they really boosted
distribution for individuals to create content for that platform. They then introduced the thought leader
ad format, a way to monetize those individual posts, and now you've seen them really pull back on that
organic distribution.

(00:25:52):

So this happens in big forms and it happens even in smaller use cases as well, but once again, the steps of
the cycle are exactly the same. The key part about this, too, is that the broad trend is that the cycles seem
to be getting shorter and shorter and shorter and shorter, so you actually have a smaller amount of time

to play the game.

R EIE:

FH, BIMREZE—T. HBARATEE - Google ENEBHFIF, RACAENNEEEEKSES,
Facebook KA LK ETERAFEAMNIEE, Google WERERZFERIEHTH, BBERR—HN: RS
Yahoo. AltaVista. Lycos EXFHINTF. BEEREHNITZA. II1RIIRFIH T EIEFEGT, FHEE

Web FREMABEEEHMMNNRBREZHITMUL, BT —MRENDZNE. STABENMIIE
N7, EREENENES, MITEEMBEMS T HEE,

(00:24:19):



—EHREZNTTE T EEMR T I AKRZINT &, FrUENENSZEEANERT S, Z2RE
T—RIRSNENFE—HFBM, L. BTEEF. Yelp BA1 CEO FEIGA—BHRE QTP XEMIE,
FREL, Se2lRFRER.

(00:24:48):

BEpimthEfh T RFRITEIR. i0S 8IS THEID &Gl RIFFIRET, FRFNZEZSFEHIL. WILMBEEE
ZETRA. BIBFMEFAE, TREIET App Store F5%, BREEMEINHER, KITEIAEHIREBR
%,

(00:25:09):

RiL, BINE-LERNNTHBERTXMIBER. U Linkedin A, EBREZHTABER (Company
Pages) BUR®. ffilii: “IR, QBM], RKETMRIINER, TREZHAF, KEWL,” A, WERN
QB ETVLFERIEAD %R, EAMINEE S REMITHMAZRBXATFT tIRKMRES T A
EFaLEFRBNDAE, BREHRET “BRGHSTF" (Thought Leader Ad) RBIUREILXEN ADEF,
MEMEIMIELF I REHIREN DK T

(00:25:52):

FRURMIBREEREEATFE L, BREFRRNIABGIR, BXRE, BRNTRETeMEE. XBET, K&
BERXEFHINFEFAGIE, PRUIRETE R BBE] SR EZE DT,

[00:26:11] Lenny Rachitsky
English:

Okay, and the big a-ha here is, yes, this will end maybe not great for you, but there's this magical period
when they're open to customers and users where you can grow like crazy because they want everyone to
come and they give you a distribution. What you're saying essentially is ChatGPT, potentially some other
platform, maybe is about to enter this moat.

FRZERIE:

4PRY, XEMZOETE (A-hamoment) 2: Z2HY, ERXMRKRATEERKRYLY, BEMIINZFIARFKE
BRI, RALURIEE K, EAMIIREARER, HERLMROKE, RAR LR ChatGPT, HE
HBEFS, FIBERDRHNXT P BhEko

[00:26:35] Brian Balfour
English:

Yeah. Well, before we get to ChatGPT, | think the natural reaction when you first realize this is, "Screw
them, I'm not playing that game." That's what | feel like most people, how they react. Because the
unfortunate truth is that a lot of companies don't predict that last stage and end up in a really hard
position. So many companies got completely killed during the crash of the Facebook social platform.
Apple's 30% tax basically destroyed a bunch of types of applications and business models because you
feel like it just wasn't margin-effective. So many companies built on SEO loops that are in serious, serious
trouble right now if that's their only channel. So all these things.

(00:27:33):

| think the natural reaction is, why would | play this game if I'm a startup or a company? You can even see
this with ChatGPT, as an example. They just launched these deep research connectors. One of them was
my former company, HubSpot. If you sat inside HubSpot and you were just thinking in isolation, you



would be like, well, why would | want to make all of my data accessible through ChatGPT and have all of
the usage you start to accrue there? That doesn't really make sense in isolation. But we don't operate in
isolation. Once again, we operate in a competitive environment.

(00:28:11):

What's going to happen is that if you don't do it, your competitors are going to certainly go to the new
platform and your customer expectations change, and you have to rise to those customers' expectations.
They're going to start expecting you to be in these new experiences and all these things. It ends up being
a prisoner's dilemma, which is, there is no opting out of the game. You have to play the game. So it's
better to be early than to be super late to this game, especially, especially if you are a startup. That's the
key opportunity.

(00:28:51):

We will talk a little bit more about how to play the game more, but it's better to be early as well as, then
the key, the harder part about it is anticipating that last stage of the cycle and figuring out how to
sequence away from something before that last cycle comes. | think that's the key part, but let me pause
there and then I'll talk a little bit about ChatGPT and some of my reasoning behind that.

AR ERIE:

EH. TEIKE ChatGPT ZAT, HBHME—RTIREIX—<B, BRANKRNE: “EMI1R, BRI IE
Xo” RRBAZHRABEIXARN. BAFRENERLE, REARLKENMERE—TME, REBATIEE
SRR, Facebook t132F & AR 5HAE], REABMREIA T, FR 30% HMER LgER T —HN AR
MEEN, EAFERRAERE, RSEIE SEO BIF LHAE, MRPBEMIE—RE, WEELT
IFE BRI,

(00:27:33):

KIANBANRNE: NMREE—XPEIAB B, BATAETLXNER? L ChatGPT A, FEZERE
BX—fm, MAININI#EY T REMREREZSE (Deep Research Connectors) . EFZ—FMEHKMWEI AT
HubSpot, SNR{R27E HubSpot NERANILMBE, RRDiF: ATAELL ChatGPT A RIKFAEIEIRE, LFR
BENERSHMAGREBERTR? M REXAHLLEE, BRIIFAEREMILIEE, BREE, RINLTFERF
1%,

(00:28:11):

RaRENE, MRMAAMY, MPOREFNFEEIENTE, MIRNEPTERNE, RETUREX LT,
IS FHERARMRERLERAEF . XRLTNT “WERR" , U2k, REERN. ROATTXD
WX FRATEXNELT, EANBELBANGEY, TERWNRMFE—RIEIRE, X2XEHN=.

(00:28:51):

HMNEBZRRWMATXNRE, ERANBEEFH, MEXBEERNHBIEMNBFNRE—TME, H
BEERE— AR ZAEFEE. HIANXZZOED. &EFE—T, AFKHK ChatGPT LIKkEE
[EHI—LEiZ 4,

[00:29:12] Lenny Rachitsky
English:

Cool. So what you're saying is not only is there going to be this big opportunity to grow, if you don't take
advantage of it, somebody in your space will. It's not only there's an opportunity, but this is something
you need to do because you might miss the boat.

(00:29:26):



| think about companies like Zynga that grew on Facebook and then became massive companies. If they
didn't do that, they would've missed the boat, someone else would've eaten that lunch. | don't know, I'm
thinking about the Technology Bros podcast on Twitter right now, TBPN, where they basically figured out
on Twitter you can create this livestream and you see it all day in your Twitter feed just like, hey, they're
broadcasting, and it's a really cool distribution channel.

(00:29:49):

| think there's a big call to arms here almost of just the opportunities emerging and you basically need to
pay attention. You can't opt out.

FROCERIR:

fo FAILMRNERRE, FMNE—ITEANERIE, MENRGFFABE, MAEIEBNESAEIFAE, X
MIR—M=, MERROAMNER, RARAESEIX#EE,

(00:29:26):

BAEE T % Zynga XM AT, ©f17E Facebook EREHMNESL, MREITEBAM, MEINS, 3
ASBECINEE. B2 T Twitter £BY Technology Bros &% (TBPN), 1AM Twitter LRTLAGIEE
Bi%, MEXRPEEEEREFIMIE B, XB— M EEENSARE,

(00:29:49):

BHIAARXNFR—D “BASE” | IEEEW, RETKFE. REEESEN

[00:29:58] Brian Balfour
English:

That's right. That's right.

R EIE:

R, MEXF.

[00:29:58] Lenny Rachitsky
English:

Awesome.

A EiE:

KET o

[00:29:58] Brian Balfour
English:

Exactly.

FRZERIE:

IE2nit,



[00:30:00] Lenny Rachitsky
English:

Okay, so let's talk ChatGPT.

R EE:

9F8y, BRFAIHKIHK K ChatGPT,

[00:30:02] Brian Balfour
English:

Look, let's go through this cycle. Right now we're in that competitive environment. Like we said, all those
players we talked about, ChatGPT, Claude, Gemini, all these folks, they are battling it out. We've seen this
with the Talent Awards especially over the past month or so. There's no clear winner yet, but there's

consensus around the category.
(00:30:25):

The second thing is then, okay, what's the moat? Has the moat been identified? And who seems to have
identified it the first or as furthest along? My hypothesis, and | think there's a lot more consensus around
this now than there might've even been three months ago, is that the moat is about context and memory.
These models by themselves, if you compare them side by side, they generate the same result, and so the
actual difference-maker is which one has more of your context, because it's the context plus the model
that produces the best output, and then that starts to accrue to this loop around memory. The more you
use it, the more it's able to store a memory around you, which feeds more personalized context, which
produces better outputs. It ends up being another one of those flywheels, another one of those loops.

(00:31:16):

If you look at who's farthest on this, it definitely is ChatGPT. They were the first ones to memory. They've
been investing a lot in these different types of data connectors, essentially context connectors, gathering
all of this context, so you can really start to see it in the usage.

(00:31:37):

The second thing is, and one of the pushbacks I've gotten on my prediction has been, well, what about
Google and Gemini? They have so much distribution through Chrome and all of this other stuff. Deedy
Das, who's a VC at Menlo Ventures, actually published some good data on retention of all of these
different ones.

(00:32:00):

| think the second reason | predict ChatGPT is if you look at history once again, it was never the person
who had the biggest distribution at the moment of time. It was the one that had the best retention and
engagement. Google had the best retention and engagement over the others. Facebook was smaller, but

had way better retention and engagement over the others, so on and so forth.
(00:32:22):

The data that Deedy published clearly show that both the retention curves, which | know you and | have
both written about at exhaustion, level off at significant portions higher than all the other platforms, as
well as those retention curves have been shifting up dramatically over time, you can start to see the
effects of memory. They have the very elusive smile curve, the ones that you just like. I've seen all of



those dynamics very few times in my career, and they tend to be the folks like Slack and all of the big
winners. It's just so elusive

AR ERIE:

g, IERNE—BXNMER. MAERHNATRZRIFR mEKI1RA, ChatGPT. Claude. Gemini XLy
KIEEHH. LEREIE—TBEANAA FFHTMERLFR, BaEKEBRHARER, BEARNXITE

ABEHIR,
(00:30:25):

BHER: PEARMA? PEARIRRIERTID? EMFRAIRFIEE, REEFRT? KRR —
MBEFIAAMENHRE=TBIES /[ Z—IFEHAET “LTX” (Context) # “i212” (Memory), X
ERAAFMBHALLR, ERNERERS, MUEENKIETH—MEEMRESZHN LT BAR ©
TX +EE” AT REFHEL, ARXFHERR—NERICIZHNET. (RBEES, EMEREEX TR
H9IEIZ, MIMIREEMEMR LT, FEEFEL. XELERTHZ—1 ke, 5—IMEH.

(00:31:16):

MRMFEBEEXFEESRIT, BEITZE ChatGPT, MI&RLHELIZIZINEE. i1 -BEERASMEIEERE
28, AR EB ETXEES, WEAMAXE ETX, FRUIRENEMNERBRPEENER,

(00:31:37):

Fm, REEIN—IMRIERZ: BB Google  Gemini I8? ii13@d Chrome MMEMARBEEAND KX
=, Menlo Ventures BYX#% Deedy Das &7 T —EXFXERFET & BEENEIE.

(00:32:00):

FIN ChatGPT WE—NRER, MRIFBREHASE, RRXRMKAZBIELRAERADLENA, M
BIAERFEFENS5ERNA. Google HNNEEFNSS5EBI T HMIIF, Facebook HEIFMIREE), B
BENMS5ETBHEMMNF, LUk,

(00:32:22):

Deedy K HVEIEFZMET, BEFME (RABMRFZMEIRZRT) BTFRNLHIEZSTHREEMT
8, MEXERFHABENENEEZ—EEARLE, MEUFREIICIZHN. WIRERMIERERH
“PhscrhZL” (Smile Curve)o TEFRMVERWEES, HRODEXMENE, EITEEHIER Slack XEFEHAR
RE Lo XAHRFT

[00:33:04] Lenny Rachitsky
English:

The smile curve, just to people who don't know what that is, is essentially retention goes up over time, it
goes down a little bit, and then you come back to it and you use it more.

FRZERIE:

“MRHL” , ABEFNENABRE—T, ARELEREFXENENEEM LA EXTE—<, ARIRXE
KHAESUERE,

[00:33:12] Brian Balfour

English:



Yeah, that's right, and it's usually the result of some type of network of factor or something else, and it's
an early indicator that that platform is on a trajectory to hit escape velocity.

(00:33:27):

The third piece is that, and they haven't really hidden these, but there's all sorts of signals that they're
about to launch a third-party platform. They've been hiring for a bunch of roles. I've seen multiple
postings on product manager engineering roles, all that kind of stuff for, quote, unquote, "agent
platform” and all those pieces. It feels pretty inevitable that one of these players will need to launch a
third-party platform in order to serve all the possible use cases on these tools. There's going to be some
value exchange, which is like, hey, for your agent to be effective, you probably need access to the context
and memory and distribution, so there'll be some value which is, "Integrate to us and we'll give you those
three things which is going to drive more users and more usage," and we're going to go through the steps
of the cycle.

(00:34:21):

You can already see this. They're starting to form preferred partnerships with some of the bigger players,
which paves the way for smaller third-party players. It lends credibility to the platform. It's like, well, if
HubSpot and XYZ are doing it, then | should probably do it, too. It's like that type of mentality. But that's
why | think out of all of these platforms, ChatGPT has the best shot right now.

(00:34:47):

And then, a bunch of folks are always like, "Well, what about Claude? | really like Claude. | use Claude."
Well, the problem with that is | think ChatGPT at this point has at least a 10x difference on MAU. If you're a
developer and you're comparing those two platforms and you're looking at it and you're like, "Well,
ChatPT has 10x the number of users and better retention engagement," it's like, what's the logical choice
of which one you're going to prioritize your scarce resources on?

(00:35:20):

Those are just some of the reasons that my prediction is on ChatGPT. In the blog post that | wrote about
this, | actually then played my own devil's advocate and said, "Okay, here are some reasons why it might
not be ChatGPT," but | think we're in that part of the cycle. That's my prediction. | might be wrong in the
prediction of ChatGPT, but | really think, | feel very confident we're going to see this cycle play out again.

Fp3CERiE:
=1, B, XBEEREMNMEAMNFIEMRAENER, EEFEEATERIRERENE ARSI,
(00:33:27):

B=HDE, MNHLEEEREXLEETE, SMESKRBMHIKBHELE=FFE8, M —BEEEE—RS!
R, HREIIZNTREEMNITERUNEE, BMEFMFMEN “GaETa” (Agent Platform) 28,
RUEXEGTRPNE—TMUATERLE=7TE, WABXETRLFAEFENAG. XERZBNER
?ﬁ, tean: MR, ATILRBVERREER, RAIERFENRLTX. BIZHDAXRE, FMUSEXFNNEE
K. BARA], BRZAMX=FRA, IFHETREZSAPNERE" , ARFINIBEHEIFHNENT R,

(00:34:21):

MEZAIUEIRX—R T, IARS—ERAmRBIUBESFURHXER, XNNEE=ZSRKEFT T ER.
XAFSEMTAEE. 2. “BEA HubSpot MIEREATEEM, MBHEMZM." MEBXMOE. XFE
N AFIANANEFRBEXLEFEH, ChatGPT BRIFH &K,

(00:34:47):



e, RZAEER: “BF Claude B? FKIREK Claude, F—HEMA.” T, FIAA ChatGPT BAIE
AEAF (MAU) EZEDE 10 FRER, IRMFER—MHLE, EHHRXBENTE, REE ChatGPT H 10 &
WAFE, MEBEFEFNS5EEL, BABELNEREEMTA? MSBEHRREBRLTRNEIHE —?

(00:35:20):

XEFERIN ChatGPT WER D RE. ARSHIXTXNEEMEXF, ZETECHREAR, !
g, XEE-LEIEEARE ChatGPT HIRE" , BRINARNELTFEIRNI NN XERHROTW. FHX
F ChatGPT BTN AR, EHIFEHRERITZBIXNMENBR L&,

[00:35:45] Lenny Rachitsky
English:

Two follow-up questions here. One is, what would be the backup if it's not ChatGPT? It sounds like it

might be Gemini or Google?
R EIE:

XEEWNEE—. £—, MRFE ChatGPT, FEARRZIE? IFEERAIEER Gemini 5 Google?

[00:35:51] Brian Balfour

English:

My hypothesis of who's best-positioned but is not executing on it right now would actually be Apple-
R EE:

BORIEE, ATFEREAUEEEMIBENITX—RBRNELEER —

[00:35:59] Lenny Rachitsky
English:

Whoa.

FRZERIE:

=+
I]:I: o

[00:35:59] Brian Balfour
English:

... because through the devices, they basically can see everything. They have the ultimate view into your
context. They're sitting at that level But | don't know what they're doing. From an execution standpoint,
maybe they're going to surprise us with something crazy magical, but we haven't seen any external
signals around this. That's probably just based on what real estate and where people live in the stack
would own.

(00:36:34):

And then, I think right behind that, | would probably put Google because of owning the context of things

like email and the distribution points of search and Chrome and Android and those types of pieces. A lot



of people point to them, but my experience with all of their products, going back to the retention
engagement thing, is that if we could take a look inside their metrics, | think what we would see is a
bunch of fly-by users in their mouse. They're sprinkling the Gemini bucket everywhere. I've literally
clicked on it accidentally multiple times. My guess is a huge portion of their mouse is exactly that of
what's happening right now. Look, they just acquired a very talented team from Windsurf and from-

FROCERIR:

------ Fr@digg, tilE4 LEER -1, iR LT HRBAERAA, MNLTFBIER. BHAH
BRNE#A 2. MBPITHAERE, BIFIISA—ERESFNARAILRNKIZ—IR, ERMNELKEIE
EIHEXEIIMNGRE S XA RENXZE T 1TE R AR FRFR SRRV A 7 1 BB YRS al,

(00:36:34):

RiE, EREENIIANFIEER Google, RAMITHAERFHAFFIYH LTI, UKEER. Chrome,
Android 3 % = REAFBIFM], EREZMMEINAEFRHZE, EARBEFENS5ENEE L, NREE
ERMIIAAEET, RINARMNSKBIAEAR (MAU) EBRZ “BI” BIBFA. M1 Gemini BIA
AFREINEHE. HF/UREBERNOREEN. BRMIRA—E80 MAU IERXMIER. A, MIINIRIM
Windsurf 85 T —XIJFEB A ELHIFA -

[00:37:30] Lenny Rachitsky

English:

And just the team. Just the team, part of the team.
FRCERIE:

[ZERA, HMB—E7.

[00:37:31] Brian Balfour
English:

Yeah. We'll see. Things are changing dramatically on a week-to-week basis, so we'll see if they're able to
press those advantages in a very clear way. But | think the window is very small for them if ChatGPT plays
their cards right, because they clearly have the escape velocity right now. If they just keep pressing that
advantage in the right way, | think it's going to be very hard for Google to counter in the amount of time
that's left

AR ERIE:

. HITRHBUR. BRSRAESMERERE, FURNEEMWIIRSEUEEBERING T AXEMS. B
gN2R ChatGPT (RE&1SE, FINA Google WEOHAIEE /N, E ChatGPT MIEEABLASE T HREE., R
{4 UERRY A 08 AL, FiIkH Google TERI FRIBSEI2RME R o

[00:38:00] Lenny Rachitsky
English:

On the Claude piece, I'll just throw this nugget out, | had Mike Krieger on the podcast, Head of Product,
CPO, at Anthropic, and asked him just, "You're losing to ChatGPT. How do you approach the future of
Claude?" He very specifically said, "Yes, they've caught lightning in a bottle. This is just going to win
based on what I've seen at Instagram. So we are specifically focusing on what is Anthropic and Claude



incredibly good at, which is developer tools, coding, backend stuff." So they're actually leaning more and
more into that. If you've seen the revenue recently, they're making, | don't know, approaching 10 billion a
year or some crazy amount of money. They're actually doing super well, just in a different use case.

AR ERIE:

X F Claude, ERZ—"1/El. FHEiF Anthropic IF=@HAEA (CPO) Mike Krieger L%, fmlftt: “IR
{1E%i%s ChatGPT, fRUIMETRF Claude BIRR? ~ MIEEBHHME: “E8, MIMET THRENI S
(Caught lightning in a bottle) » 1RIBFKTE Instagram ALK, X IFESm. FIUFENIZITEETF Anthropic
0 Claude TR EIBKRMIE, BIFAETR. HENGHIME.” FrMIEMR bR TR AR NR
RETRANEW, iIIESENRANEL 100 1Z2%7T, HERXNMNRAXEF. tWIIEFRERNAGRELBIEIESE
%o

[00:38:40] Brian Balfour
English:

I'm glad you mentioned this because this brings up something that we skipped, which is, there are
smaller platforms that have existed and will also emerge in this environment as well, and that's what
you're alluding to. This tends to happen is things end up growing into more niches. Even if you look at
social, like LinkedIn emerged as a subset of the social world, but even on these smaller platforms, these

new distribution channels, they go through the same cycle.
(00:39:12):

I'll give something, really a very opposite example of the ones that | gave. Look at the platform Udemy.
They are a platform for course creators. | don't know if most people know this, but when they started,
their rev share to creators was something like 80% to creators. They started very high. That brought on all
the course creators, got their whole marketplace going, so on and so forth. | believe it was about a year
ago they announced that they're essentially pushing that rev share down to somewhere between 15 and
20%.

AR ERIE:

BRAFMRIIX—=, EAXSIHT NI —MER: EXNRF, ELFEEHBTRSHI LB
MF¥E, XMERFETN. EELXENRRE, SVRLSAEAINIA (Niches) k&, BMEMRBEHLR
s, Linkedin 2 FAMRZHRHN—PFEEIMD, EREEXERNNTE. XEHFNSLAREL, €]
HEZHRFRER,

(00:39:12):

BE—ANRZARNTEERNFGF. HFF Udemy T5, 12— EMARELIEENTE, FTFMERS
HARTRE, IIRFEE, LEFERBADHALNRE 80%, EFIFERT. X5 TENIREZSIESE,
UBIHIEHRER, FF. RISEALN—Fq, tIEHRERLEBSMELHIREER 15% B 20% Z 8l

[00:39:48] Lenny Rachitsky
English:

Wow.

FREiE:

=+
I]:t o



[00:39:48] Brian Balfour
English:

They're somewhere at 25 and 30%. Another example of they close down organic distribution in order to
monetize, all that kind of stuff. The same thing will happen in this Al world. Cursor, it's very clear Cursor's
on the path to also probably create some type of agent platform for developers. That'll be a smaller
ecosystem to play in for some products. It feels like everybody has the same strategy at this point is
everybody wants to launch an agent platform. | imagine some of these other horizontal productivity tools
will do the same thing, maybe like a Notion or an Airtable or a Monday.com or something like that.

(00:40:31):

There will be smaller platforms that will emerge, and they will follow the exact same cycle that I'm also
discussing, but in terms of the biggest consumer one, that's where | think ChatGPT has probably the most
escape velocity and others will focus on different areas. Just to be clear, | love Claude. | actually use both
Claude and ChatGPT-

FROCERIR:

IMAEAMBETE 25% 2 30% £H. XBESF— AT ERMXABHA LG F. BFENSBEEILETAIHA,
Cursor REAZIEETAFALECNEEMSRATENER L. M TFELE=REKR, BREB—BRIDHNESR
Fo BRUMEESNTANRRBE—F: SPATBHEERETE, BEEM—EKkTEEFHTRABIXAM,
Eb4n Notion. Airtable 3% Monday.com 2 269,

(00:40:31):

ZERNHFELEI, EfNEREITENTL2ERNERT. BESKKIERRKFETE, FHILA ChatGPT
BERBHRREE, MEMAZZTETARGE, FE—T, HENR Claude, FSEFR LB Claude
ChatGPT—

[00:40:58] Lenny Rachitsky
English:

Same.

FSCEiE:

Hb=Z,

[00:40:59] Brian Balfour
English:

... for different things. | have lots of love to go around for all these tools. My prediction has no bearing on
which product | like the most right now.

RS ERIF:
------ BFARANERS, BXETAEHMEETFR. RTINS RNER SRR RT*,

[00:41:07] Lenny Rachitsky

English:



Also love Claude. So the key point here you're making is that there's almost a number of distribution
channels emerging. Many of them will be niche. | think of LinkedIn. LinkedIn for me has a very targeted
audience, for folks that listen to this podcast. Even though it's not, | don't know, Google or Facebook or
whatever, it's still incredibly valuable for this specific thing that | do.

FRCERIR:

HBER Claude, FIUMMERXERENXERE, IFE—RINDZAREETLEN. HPFZREAD TN
B, FHAET Linkedin, 3F KW, Linkedin HEEEREENZRX, MEBEMXIMEENA, REEFRK
Google 8% Facebook Af#¥, B FIEMANXHEERN, EMAIFEENE.

[00:41:30] Brian Balfour
English:
For sure.
R EIE:

Hasso

[00:41:31] Lenny Rachitsky
English:

| think this is even more interesting that there's going to be a number of distribution channels that
emerge out of this whole Al wave.

(00:41:37):

The other thing I'll note real quick, you mentioned this idea of everyone's building agents. | just had Brett
Taylor on the podcast who's building Sierra, and he made me realize why everyone's building agents
partly. One is because the outcome-based pricing that you can charge with agents is incredible because,
one, you can actually attribute their impact on your business's ROI. You can actually see this is saving an
agent $15 because it solved the case. And it's attributable and it's autonomous. It's just doing it on its
own. With that, you can charge per outcome. You can say, "We'll charge you a dollar," every time it solves
an issue. So the monetization opportunity is huge and the margins go up like crazy.

FpSCERiE:
KIANNEEENE, EX—KAURBFSHIMZ 9245 RE,
(00:41:37):

S—HEBRRE—THE, TMRIATEMABEWEREEREK (Agents) . FRIEFT IETEIIRE Sierra B9 Brett
Taylor L%, MitEBIRFATAKRREBEMSER, BOFEERZ—=: Rl LURER “BEFERNEN”
(Outcome-based pricing) FFRBIRA. BRNE—, RAIUEEFRENM WL SKEERRE (ROI) HIFM, R
AIUBEXTETALER 15 £m, AAEMRTES. MEERAFEN. BN, eBSETE. Alt,
RAI LR R ER, (RATLAR:  “ESfR— MR, FATWR 1 ET.” FRUEIEEX, FlERbRKK,

[00:42:19] Brian Balfour
English:

Can I just ask a question about that?



FRSCERIE:
FKAEFLILE RN a2 ?

[00:42:21] Lenny Rachitsky
English:

Yeah.

FASCERE:

hY 74 [
S

[00:42:22] Brian Balfour
English:

Do you think that has longevity in the sense that... That makes sense in the current environment that
we're sitting in right now because people are comparing these outcomes relative to what it costs them
today with pure humans. But once again, competition comes in at some point, and so that feels like that
creates a pretty ripe opportunity to undercut and come into... and then you have the disruption theory
playing out as well. It obviously depends on the infrastructure costs and compute costs to run these
things, but I just wonder how much of that is temporary versus something that'll be long-term.

FROCERIR:

RAAREFAMG? FHRRETXREEE, BAANBERXIEERSERAEATHRAERTTIHR. B8
BRI, REFBRESINN, FIUXBREGRE— T EERANNE, LI ABIRNEZFEN - REIFME
BIHEEL LE, XEARATETXERANEMISERANITERL, ERIARFITXESAIEELRE
iR, T2,

[00:43:07] Lenny Rachitsky
English:

So you're saying that dollar will come down to 50 cents, 25 cents, or you're saying someone's going to
come with a whole new business model and disrupt that whole approach?

FROCERIR:
FRUMRZ AR 1 RTaMEE 50 293, 25 %5, BRHBASHEEMHEIRLHI, MBENSE?

[00:43:15] Brian Balfour

English:

More the first, yeah. It's just competition erodes that away, essentially, right?
R EIE:

BZERE. ARL, RESRMEMERDFE, *HE?

[00:43:19] Lenny Rachitsky



English:

Yeah, that's a good point. So margins will be higher for a while, and then they'll come down.
FEiE:

=0, FMR. FiUFEREE—BNERERESA, AR TE.

[00:43:24] Brian Balfour

English:

Unless there's something else that creates a durable pricing power, right?
FpERIE:

PRIFE Eth R AR RE IS ARNENIN, XIE?

[00:43:31] Lenny Rachitsky
English:

Yeah.

A EiE:

=8

[00:43:34] Brian Balfour
English:

That's probably the second piece of this. Yeah, that's probably the second piece of that hypothesis, | feel
like.

RS ERIE:

BAgERX MRIZNE D, HREEXF.

[00:43:38] Lenny Rachitsky
English:

Yeah. | guess the opportunity there, the moat would be the data, similar to how Cursor is collecting more
feedback on what people want in their code suggestions, maybe in theory CRF and has more and more
data over time, and there's this network effect-

AR ERIE:

B, HBIMEONS, HERPEA, FR2EIE. FIUT Cursor IAIREES X T AMTHABRNBITFRKR
1%, Lt Sierra [EENEREBIEHREZ IR, M EXTMNERN

[00:43:53] Brian Balfour

English:



Yeah. That's right. Let me revise that. | believe in that as long as it's paired with-
FEiE:
B0, &, UHEBE—T: BBEHEMEN, REECES—

[00:43:59] Lenny Rachitsky
English:

Some moat?

FRCERIR:

FARIP A ?

[00:44:00] Brian Balfour

English:

... this second piece. Otherwise, it gets competed away.
R EE:

------ XEZHH. BN, CHEWSSE,

[00:44:03] Lenny Rachitsky
English:

Good tangent. Okay, one more question. What is your prediction on timeline for when the opportunity
appears, and what do you predict, as of the day we're recording, what do you predict will be the next
couple things that ChatGPT, and let's just focus on that, releases to start to open up this platform to get
everyone in there?

FROCERIR:

RERBHEIMNEG, 789, BE— A, RMTISHIPEEILE TATN? &ERINRENSK, RN
ChatGPT (BAMEETE) BETRSEGW/UERERFEFBXNTE, WRIIAKIMN?

[00:44:26] Brian Balfour
English:

Well, look, I'll first give the disclaimer that | feel like any thoughts on timing in the Al market have been
very hard to predict. It's always shorter. That's where we should buy us. It's always shorter than you think
of when something's going to happen. That's what it's felt like from the seat that I've been sitting in. But
my guess is this: we're going to see the next major steps of this play out over the next six months.

(00:44:57):

| think we just saw one of the pieces drop around this, which was, ChatGPT's recently launched Agent
mode. It's kind of a general-purpose agent, and | think that starts to introduce all of the users to using
agents and they're figuring out and placing it in the different tiers and business models, all of those



pieces. But it's likely that no general-purpose agent is going to fulfill all of the infinite use cases
successfully. There's two reasons for this.

(00:45:30):

Users struggle with horizontal tools. They can do everything, and that's exactly why they struggle to
adopt, and so they typically need more specific entry points. But also, the more specific use case you get,
sometimes you need specific Ul, specific data, other specific ingredients to properly fulfill that use case
for a given audience. | think their Agent mode was a step in this direction.

(00:45:56):

What | would expect to see play out next is that they will either launch, they will announce the platform
with preferred partners, or what they're going announce first is basically a set of preferred partners, the
guinea pigs, an initial 10 to 20 folks that are bringing agents to their platform. What that does is
essentially, once again, it's a credibility card. You do special deals with some brand names to give the
platform credibility, and it creates this desire from everybody else to come on to the platform.

(00:46:37):

And then the step after that is starting to opening up the platform. This is where we'll really start to figure
out what this game is going to look like because they basically have to define what the value exchange is.
What are they giving you access to, and what are they incentivizing you with to come onto the platform?
That's one version of it.

(00:46:58):

The other version of it is just the replacement to search. You can also see them starting to make more
moves here, which is deeper attribution in some of the results, those types of pieces. They're bringing in
shopping. That's one of their recent announcements as well, native into the Ul. Essentially they will form
new monetization mechanisms around that stuff as well. That's actually going to be very important
because, going back to the moat around memory and context is that they will want to incentivize as many
people to their free tier as possible, but given the cost of Al, they have to cover it somehow, so they're
going to need some monetization mechanisms. The more that they can cover that free usage with things
that aren't subscriptions, | think that probably also feeds the moat.

(00:47:51):

I think those are some of the next steps on two different vectors, more of a third-party developer platform
and more of the content, whatever you want to call it, AEO, GEO. | don't know what acronym is we've all
decided on yet. Let me know if we have. | think those will be the next steps that we'll see.

(00:48:13):

Now, that's what | think for ChatGPT. | think the thing that we should talk about is, essentially what |
would advise folks, especially startups, is you're placing bets. At this part of the cycle, you're placing bets.
The winner is 100% guaranteed, as | mentioned, and so you essentially at some point will need to make
some decisions about where to place your bets.

(00:48:37):

In the Facebook days, all those other social networks, they also came out with their own platforms. i0S
had Android and some failed initiatives from Windows. | don't even remember what that platform was
called. You can look back and whoever placed through... the iPhone was actually a very, and iOS is a good
one, which is, if you had only aligned your bets to Android, you probably lost. If you somehow found a
way to play on both ecosystems, you could be a winner. But if you only aligned to iOS, you could also be a
winner. You had to have iOS as part of your betting strategy in order to win.



(00:49:21):

Everybody right now, you're probably at this cycle and you're trying to figure out, well, everybody will
need to figure out where are they going to place their chips. How are they going to bet? Depending on
how you bet really depends on what your current position is in the marketplace. If you're a late-stage
startup, let's start with that, or a late-stage company, you can afford the luxury to place multiple bets and
spread your chips and wait it out a little bit to see who the winner is, and then really throw your muscle
behind that winner. You have that luxury a little bit. But the risk of that, the risk of that is that sometimes
the incumbents wait too long to make that decision, and that's the key question they will need to answer.

(00:50:08):

The key question for startups is totally different. You don't have the luxury to spread your chips. You have
to go all in. You have to choose one and go all in. You have scarce resources, scarce attention from the
market. It's a totally different ballgame. Higher risk, higher reward, for sure. That's part of the betting
strategy for startups. That's what you have to do is you have to figure out your betting strategy, and then
we can talk a little bit about how you might evaluate and pick the right course for you. That's where we're
all at right now is we just entered the casino, we just put some cash in for some chips, and now we've got
to figure out what tables and where to place those chips.

FROCERIR:
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(00:44:57):

BIARBNININER 7 EP—SRBEE, I ChatGPT S #HA “BieFiE” (Agent mode). EF
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(00:45:30):

AAR¥ESZEI “KFIA” (Horizontal tools). EAMTAEEEM, MXERAFMEURANRE, FRUfthilE
EREBAKNTIAR. Itt5h, BOEARE, BRMMEFERERN Ul BENSENEMSERSR, THEX
RERRZEREZAG. FINAMBIHNEERERAZHAX N LRELB—F,

(00:45:56):

BIHETREZEAENE, MNEBEAZABFEHEREEGHEUH, HEMNEXEGTHNE—HEXEGIEN
f#, R “hER" , &8 10 20 MREEEESINETFEaNA. AR LBRE—K “FE8 .
B 5—ENAmEERSHRR SRR T TREES, XIHEKHEMAEAMATEH0RE,

(00:46:37):

ERZENTBERBFBTARFE. XNFZN]FSIEEFRFFEXTIIBREEHAESF, BEAMIIEZR LY
FEXMNMEIRET A0 B IRFRA AMIR? IR AMBIRIIATE? X2EP— R,

(00:46:58):

S—TMREMZRRVE M. (REAUEIMNAREXERNESTH, HIE—EERPMAERER
B9, MBTEESINGYITIRE, XBBMINRENAEZ—, BERRNER Ul . ARL, tilthaEZXE
RATAFNZIMNG, XEFLEIFEEE, RALOEIESISIZA L TR, WIIsFE2HR RS
MAERRERER, BEEE A BME, WIOAUREMSNESNA, FAUAMIEE—LTIANG, il
REETIRTRN AN BERBEAME, FIAXAREHEAET B A,

(00:47:51):



RIANNXEZR N TELE LN T—F: —IPBE=ZAALREFEE, Z—1ENBK, FTEMREATNTE,
AEO (AI5IZfiitk) &2 GEO (EMI5IZEML) . BRFMBARKRBAEAWIES. RIANXLERZHITE
EEUB"J—F_io

(00:48:13):

XX ChatGPT EZE. HIANENMIZIVICHZ, FRLEAN] (LHREIAR) BNE: RMIEET
Eo EBIFBIXADHE, RITEZE T, EMFIREIB, MEKZE 100% HEN (ELERK), FIUMELATEE
AR EERUREEME TiE.

(00:48:37):

£ Facebook BYf{, FREHEMthtZMLLBEL T BT S, i0S A Android, iFH Windows —£XKHE
o ARETLAEESLE, EHEERET - -iPhone SEFR ER— M EBIFHIAIF, MRIRIRILEIFTE Android £,
fRATRERI T o SARIRIBIEEMNES RS LEIT, (RAIRERMRK. BWMRIRRIFEIOS, RBAILIBNRE,
fRIBZHE i0S 1R AR E R —EB 0 7 e

(00:49:21):

MESMARBSRLTFXNMERS, HAEREFEFRZEEERERE, NEKE? XBURTIRERIZETHT
MAIE. MRMFE—XEHVCIABHGEHAE, MAUEEMHAITZHE TE, 28EE, NE-—THEER
K, RAERENZHBIRR. ME—RZXHES, BXRET, BNEXFFHARNNEIARKT, XZM1]F
e EIR=S: P Sl

(00:50:08):

VeI ABRIXRERAN L2 AR, REBDHEFENES, MeMes Ut ReFuEE—71He7 M. R
MRFER, X IEER. XRTE2FEANIE NEES, ORES, XEEEN. XEVEIQBKE
RN —EB7. XFLBIRGIUGEY: FBRIMAVIIERER, ARTANA LUK M EFERE SRR,
AR HANMERRE . INHMET, NIRRT —L50, NERFAREMIKREF, FHEM) L.

[00:50:56] Lenny Rachitsky
English:

I love this analogy. Just to be crystal clear about what listeners should do, what founders should do, what
product teams should do, the advice here essentially is integrate with ChatGPT, maybe Gemini, maybe if
Apple has something, actually integrate with what they launch. It could be a login thing, could be a search
thing, could be a connect and suck up your memory in context. The advice here is you need to do this
because this is potentially the way that most companies will start to grow and your competitors may
overtake you.

AR ERIE:

HERX ML, ATIERR. SIBAM~mEAEERREE, XENENAHER: 5 ChatGPT &£, 8
YIEHE Gemini, MRERELTHA, BEEM. EAER—TERIEE, FRRE—MERINE, AR
MERAHRUIR ETXISIZBIEE. XEMEWE: RETXEFM, RAXATEEASHRATRKIE KT
L, BNRHIRSNF A RESBETR,

[00:51:30] Brian Balfour
English:

Yeah. If we had to really simplify it, it's essentially, play the game. Don't opt out of the game. Don't trick
yourself into thinking that you can't play the game. That's number one. Number two, no matter who you



bet on, just make it a focused bet. Because if you look back, all the failures are the ones that tried to play
multiple games at once with scarce resources, and that just tends to never work if you're an early-stage
startup. So those two things: play the game, put a focused bet.

AR ERIE:

El. MRBREEN, BRI NBIZXDER. FEERH, FEERBMAMINAFRAT. XEE—=o
FR, TIRRIFTE, MERE. AARMIE, FIERNAKESREREERREZNER N AERNTS
NI, XN TFREAMEIARHRRLFITAE. FIUMERER: N, TERT.

[00:52:03] Lenny Rachitsky
English:

This episode is brought to you by Miro. Every day, new headlines are scaring us about all the ways that Al
is coming for our jobs, creating a lot of anxiety and fear, but a recent survey from Miro tells a different
story. 76% of people believe that Al can benefit the role, but over 50% of people struggle to know when to
use it. Enter Miro's Innovation Workspace, an intelligent platform that brings people and Al together in a
shared space to get great work done.

(00:52:29):

Miro has been empowering teams to transform bold ideas into the next big thing for over a decade.
Today, they're at the forefront of bringing products to market even faster by unleashing the combined
power of Al and human potential. Guests of this podcast often share Miro templates. | use it all the time to
brainstorm ideas with my team. Teams especially can work with Miro Al to turn the unstructured data, like

sticky notes or screenshots, into usable diagrams, product briefs, data tables, and prototypes in minutes.
(00:52:58):

You don't have to be an Al master or to toggle yet another tool. The work you're already doing in Miro's
canvas is the prompt. Help your teams get great work done with Miro. Check it out at miro.com/lenny.
That's M-I-R-O dot com slash Lenny.

FRCERIR:

AEATIEH Miro 258, X, WBAEIEEEDTHEN A FEEKKNNIE, fhET KENEEMZ
18, {8 Miro RIEM—TTAZEETRT AEMER: 76% ARG Al J UEMIINAGRSE, B8 50% AR
HEAEERE, YOERA Miro B9 Innovation Workspace, X2—MEEET A, BAMAI BEE—IMHES
BH, HESERHEANI(E.

(00:52:29):

TZEK, Miro —EEBEFMNGRBIER U T—IKREN SX, tITEIRKAIMABLNES
HE, ERLFRERENTINRING FEFHNEEEZEDE Miro Rk, Fth—BERCHMER—ELmX
Fo HALHRILFIA Miro Al, E/LA#HRREENBESEEHNUEBERECATHENER. ~mEik. 308
xMNRE,

(00:52:58):

RAEEMRN A KF, BAZFEYHREBZ—PITE, R Miro B LEXREWMN T EM 2R T
(Prompt). EEBIMREIEIBARE Miro SEREABIIIE, 3EIAIR] miro.com/lenny &,

[00:53:14] Lenny Rachitsky

English:



So you were Head of Growth at HubSpot for a long time, and you gave that as an example, HubSpot, why
would they integrate, why would they give away all their data so that ChatGPT can suck it up, and you
never have to go to HubSpot, you're just working through their agent. Would you at HubSpot be like, "Yes,
we got to do this. This is the game we got to play"?

FRCERIR:

RE7E HubSpot BT REEINIEK AT A, FET HubSpot Uil F: MITATABER? ATABRH
FRrE%3ELL ChatGPT TRhUt, MMmitEAPBMAEZE HubSpot, IEEBIEAEATIE? WMRIREE HubSpot,
R “BH, BIBIXAM, XMERNEBLAL 15?

[00:53:31] Brian Balfour
English:

Yeah, 100%, and that's exactly what | think you see them doing. Look, to be very clear, | have not talked to
anybody at HubSpot about this. | have not talked to Dharmesh about this, but Dharmesh | think has also
published about this. The right thing to do is, essentially, even though you understand how the cycle
plays out and you don't necessarily understand what your exit strategy is once you get out, it's better to
be early, know that you need to figure out an exit strategy and figure out that exit strategy along the way
versus waiting and then being super late and then know what the exit strategy is.

(00:54:15):

| think that's exactly what you see them doing. They're trying to be as early to this stuff as possible. | think
it's a pretty smart play, even though we might not necessarily see what the exit strategy is out of this cycle

for them.
AR ERIE:

B, 100% = BIANMIMEBNERMIEME. FE, BE—T, FH&HM HubSpot WIERIABIX
4, Bi&# Dharmesh %3, B3I/ Dharmesh B R RIMXHWXE, [EHMOER: AL, BMEREBETRE
HZAEEIER, BMEMREFR—EMERLRRZNA, REABBILBNGEEF. NG, MEECEEFER
HERBHEIREFEER, XIbFF. RERE. ARA BB REERIT,

(00:54:15):

ﬁiA?UiXIEET’TEEUT@ﬂ‘]T‘ME’JQ I EXERTREFEMSS5HP, RINNXE—MELIRBESD), RERK
MErIER—EREE HANEX MERFPIRHERBE M 4o

[00:54:34] Lenny Rachitsky
English:

Going back to that amazing quote that you shared at the beginning of the conversation by, | think it was
Alex Rampell?

RS ERIF:
EIZIRIEF AT 2 ZMAAREFAER, FHAERE Alex Rampell RAY?

[00:54:40] Brian Balfour

English:



Yeah.
AR ERIE:

=i

[00:54:40] Lenny Rachitsky
English:

Of that startups win by finding a distribution channel before the incumbent copies them. What you're
saying here is this is the opportunity for startups to disrupt an incumbent. This is the opportunity for
someone to disrupt Salesforce, | don't know, ServiceNow, all these guys that have been around for a long

time.
AR ERIE:

BN¥IRI AR B EELI B2 HIIEI D KA REFRRME, (MEXEFMRNE, XERVLIATEEEXLNNS, X
S A Salesforce. ServiceNow HXLEEZEBAMNATINATFN S,

[00:54:59] Brian Balfour
English:

Yeah, it's going to be one of the major ones. Now look, you've already seen players that have been able to
hit this escape velocity, the Cursors and stuff of the world. Once again, there's multiple ways to hit that
escape velocity, but this is one of the major ways to do it is to basically hitch yourself to a new platform.
Look, you did it yourself, actually. You hitched yourself to Substack super early. You took a focused bet.

AR ERIE:

2H, XBEREBENNEZ— 1E, MELEBFEENREB KRB XMBEEERET , bl Cursor ZHKH, B
Rogl, REREREEZMAN, BEER-IEEAAREES LHIEECERE— T HTEa L. HERES
HWXAMT . (MREMIBE SHESFERE T Substack £, fRET —MEERRE,

[00:55:27] Lenny Rachitsky
English:

| was going to say that.

R EE:

HIERHEX

[00:55:28] Brian Balfour
English:

Yeah, yeah. | don't know why that just hit me, but you took a focused bet and you've benefited from itin a
disproportional way than those that came later. | think that's actually a great meta example here as | sit
here and think about this.

FRCERIR:



W, HAMENTARABEXD, BT —TNEENRE, HFEMNFRETLLEREZFSHRRELS
Ak, HHMAEXEREX MR, FIANXERLER—MREFHTHIF (Metaexample).

[00:55:44] Lenny Rachitsky
English:

Yeah, that's actually the way | thought about when | was moving to Substack. | feel like there's this wave
rising and | want to ride this wave, even if maybe it's not the best place or they take a cut, all that stuff.
But it worked out really well.

FRZERIE:

Y, ZiFEER Substack BY, FHLEXARH, RRFHE—IRHEENME, FBEXBR, BMEEHER
BRI, HEMIZHNEFS. BERIEET.

[00:55:55] Brian Balfour

English:

That's right. | think it worked out very well.
R EE:

w5, BIANERERHE,

[00:55:58] Lenny Rachitsky

English:

It worked out really well. To be honest, it felt like it was too late when | started six years ago.
FREiE:

FERALIRF, EBEY, NEMRFBRIINE, BREEEXM T,

[00:55:58] Brian Balfour
English:

It felt too late?

R EE:

UK T?

[00:56:05] Lenny Rachitsky
English:
Yes.

FROCENIR:



[00:56:06] Brian Balfour
English:

Oh, say more about that.

R EE:

MR, ZiH.

[00:56:07] Lenny Rachitsky
English:

It always feels too late, | think, to people that join... Silicon Valley, or sorry, Marc Andreessen has this
famous quote. He's like, "I came to Silicon Valley in the '80s. | thought it was over, | was too late. | missed
all the opportunities." That's fair. There was just a lot of newsletters. They were doing really well. Millions

of subscribers. I'm like...
FRSCENIE:

HIANAFTFMANBNARG, SEEEKM, S \#, Marc Andreessen EAIR S, fid: “F 80 FLXK
FEES, RES—UIHMERT, HFELABT, BITHREINR.” XREE. YNELERZNEENT, ©
1S IEEY, BHERITIRE. EBMRE --

[00:56:24] Brian Balfour

English:

And what do you say to people now who want to join Substack?
R EIE:

ABIRIRFEXS ABLEABAON Substack BIANEANR?

[00:56:27] Lenny Rachitsky
English:

"Learn from this example." A lot of times when people think that it's too late, it's definitely not too late,
and it's always only just getting started. Especially if you're on Twitter all day listening to podcasts like
this where we're surrounded with this bubble of everyone talking about something, when in reality, 1% of
people know anything about what you're hearing about every day.

AR ERIE:

MENMIFRFES]” REMEIANMPANKRT , ELLIARE, MBEEEANNFFG. [SaIRMRIFEX
BIE Twitter £, IFERXFESR, FMRXM “SPASETIRERESE" WEAEESE, MINEF, RE1%H
AREIRERITEIBARLE R,

[00:56:45] Brian Balfour
English:

Yeah. Yeah, that's so interesting.



[00:56:47] Lenny Rachitsky
English:

Okay, so coming back to the advice, say someone is sitting there and talking to their manager like, "Brian
just shared all this mind-blowing advice. We got to pick our battles, we got to pick our platform," what
would your advice be for them to decide where to place their bets?

FROCENIR:

978y, EEEN E. RISE AL LERMITNEZER:  “Brian RINIDE T XL ABRMEIN, HI1FEE
17, EERETE.” (AT ABNKREEMETE?

[00:57:06] Brian Balfour
English:

| think this is a great question because, once again, put my personal prediction aside for a second, and |
would encourage everybody to think about it from first principles from who their audience is, what their
product is, what stage of company they're at, their current strengths and weaknesses, you got to take all
this into account, but if I had to boil it down to a few criteria, the main things | would think about is, when
you're looking at new distribution channels and new platforms to choose on, one, going back to what we
said before is the better signal is retention and depth of engagement of the users on this platform than it
is pure user level like MAU or some other number of signups, one of those vanity metrics. Look at that
number one.

(00:57:51):

Number two is, there's some element of user quality and ability to monetize the users on this platform. |
think the starkest example here would be iOS and Android. Even today it's something like Android has 70-
some percent of devices, but only 30% of the market share by dollars, and it's the exact flip for iOS. It
goes back to what we were talking about earlier, which was, if you bet on Android only, you probably lost,
but if you bet on iOS only, even though smaller user base, you were still able to parlay that into a win

later.
(00:58:31):

The third thing to look at is, as these platforms emerge, just analyze what the value exchange is. What are
they giving you to incentivize you to develop on their platform? All these platforms, it's a bit of a game of
whoever understands the rules and how to arbitrage the rules the best tend to be the ones with the edge
and figure that out.

(00:58:58):

And then finally, fourth on my criteria would be pure scale. Obviously, even if you have those other three,
but there's a 200x difference in scale and momentum, obviously you probably have to choose the bigger
platform.

(00:59:20):

But last but not least is as you go through these criteria, these are how you think through entering the
game. Once you enter the game, then you immediately need to move to starting to think about how do



you exit the game. Knowing once again that that last step is going to come at some point in the future,
that there's going to be some closure for monetization, then that's where you have to start thinking
through your strategy to exit.

(00:59:47):

That comes down to things like, okay, well how are you going to own an important part of the user
experience or workflow? Or how are you going to accumulate specialized data in context that the major
platforms don't have? Or how do you create different types of micro network effects? All of these types of
things. So just once again, there is the entrance criteria, but once you figure that out and you feel like
you're in the game, you immediately need to move towards, okay, what's my exit plan here, knowing this
is all coming.

AR ERIE:

FIANZXZ—MREFBRE. BREAE, TBETANTNER—Z, HEMEIAME—EREBHLERE:
RREE. FmEtAa. 2RBRLTHAMER. BRINKEERT 4. RERERAEXE, BMRHLITFE
JARANRE, REBEZETER:

L. EEEMNZENRS, EFNESERTa LAPNEEXNES5RE, MASAFNAFIE (40 MAU S0E
MR RERIEIT) o XBHE UMY,

(00:57:51):

2. BRREMTEZFE LTMAIEE. REBERFFZ i0S M Android, BIfETES X, Android #ET 49 70%
MiggE, ERESTITENTHHENA 30%, M i0S EfFER. BEZIFENMNZAIWRA: MRIFRIFFE Android,
fRejgEfa Y ; BMRIRRIFEI0S, REBFER), (RLARRKERRULNEREIMR,

(00:58:31):

3. MEXLEF H I BIMMES R, LR ARBBIREMIINTE LHL? rEXEFTafERE—T
WXy, ERIZEMANH RERFAAMNHEITER (Arbitrage) , ERMEEREME.

(00:58:58):

7

4. SERFRIAIIE, BAA, BMEMMEAERI=ZT, BWNRMEMPB LA 200 FHEE, (RAERERTEFEANT

=1

(00:59:20):

REERAHFEEN—RE, HIMBIXEREZEINE “NB” &, —BIR#NEX, MMEEILABE
W ‘BT . BRRIA, MERE—F (ATTIUMXHAFEE) BREXIR, MMMSAHFRBEMAVREER
B&o

(00:59:47):

XIFAER . MBINARERFR AR THERNERND? HEMBUARERFEFSENT WHIEN LT
X? HEMMALLETREEMMEMEZRN? PR, BREE, BARE, E—BERNG, MEIZAFIE
BRI, RAMRMER—REZEIR,

[01:00:22] Lenny Rachitsky
English:

It's interesting that another way to think about this model you've described as building, the strategy of
building on top of LLMs and becoming a GPT wrapper. Because essentially this tech allows you to, say,
create a cursor that is incredible, and then you could argue, oh, you're just going to be this wrapper, and
they're getting all the money here, everyone can copy you. What's your defensibility long-term? The



answer is, what is the moat you will build over time sitting on top of this thing that will make you more
and more valuable on term and not have to rely on this thing? It feels like you could use the same
framework for building a GPT wrapper business, to use that euphemism.

AR ERIE:

BFENZE, MERNXMEENS—MBELAR: 7 LM (KIESEE) Z 2R, BIRA—1
“GPTER" (GPT Wrapper)o, EAZBR EXTURARAFIREIE—E Cursor XEARRI RN~ Mm, BIAR
AN B, (RRENER, SEMIRE BRE T, EEEER MKEIREIEER? £R2: BE
BRIERS, REXERAZ LR T HASPER, FREFEREENE, MABKRTRERE? &
{RE] LRI RESSRIE— “GPTER U (AXNEBRIRE) .

[01:01:02] Brian Balfour
English:

Yeah.

FRCERIE:

=0

[01:01:04] Lenny Rachitsky
English:

Say someone is sitting there today. Is there anything they can do to start making a bet? Is it simply
creating an MCP that allows LLMs to suck in your data? Is that the one thing you could do today? Is there
anything else that's available today to start using these platforms, or is it just a little too early and they

haven't released the good stuff yet?
FZERiE:
RIEBEASKLTER) Lo tINIMERMEN ARFWBTED? NNELIE—D MCP (HRE ETFXXHN), ik

LLM IRUSIREVERIEIS? KBS RME—REMAIED? B8 T ABEMMAR AR LU RFAXETS, T2
FEXRR, tilEERmEENITREA?

[01:01:25] Brian Balfour
English:

It might be just a tad too early. We're right on that edge. Some of the questions I'm asking myself is, I'm
going through all of these players and where our customers and target audience live, and I'm asking
myself the question, okay, if this player launched some type of platform, how would we evaluate it? So on
and so forth.

(01:01:51):

You can also try to cozy up to these folks. | would place a large portion of my net worth right now that if
we could sit in the OpenAl offices at that front desk, that they are having meetings with potential
preferred developers talking about this, we could probably sit there and log it. | do think some people are
going to be in a place to develop preferred relationships and make a note. If you're in that spot, then you
should definitely play that card. A lot of early-stage startups will be in that place.

(01:02:30):



Other than that, | would say, once they launch these platforms, you can't do much else, so you really
know what the value exchange is and what they're going to expose for you, but also just be prepared to
turn your strategy on a dime and go all in. | think that's probably one of the hardest parts of this is that
these things emerge and you have to capitalize extremely quickly. A lot of times, it's hard for leaders to do
that because they don't want to create a feeling of whiplash into the unknown, and we've got all these
projects in play. You know all the things. | think that's probably the last part of what we can be doing right
now versus just staying on top of everything as it emerges.

FRSCERIF:
FIRERTEMEBE T —E 8, RITELTFiNE, RECH—EAE: REEREBEFREXEIRURKRITNES

MEFZREME, BEMNECS: #E, IRXIMTEXRELHTEMTS, BIISNETEEE? F%.
(01:01:51):

R URHAERIXEN, RAEHERRA—BIIRITHE, WRKTELTE OperAl DAEWMFIS, K
MNEBAMNEENBAENEEAAEFZIVIEXAHE, FHTIANBEASATEIEEXANMUE, WFR
RETFARNMIE, BIRENNIZITX K, REFHVEIATMRLTRBMIE,

(01:02:30):

PRtz 5h, BN, EMIMEXNAHXEFTEZE], MEFTXS, BARFHMENERRIKRETA, UK
= AIRFABRT 4. BRI ESR, MBITARRBH DU RUNAXFTEERENIIZ—: X
RA—BHI, ReFREREMEN S, RENE, ARSEREHEIX—K, RAMNFRILEAZRE—
MUREARMBIRIZIES (Whiplash) , MEHENEEXAZEEHITHNE. (REN. FIASXATEERIIINE
REMEYERE—EBD LI, IIMNRBEYIRE—YIHERE,

[01:03:14] Lenny Rachitsky
English:

As you were talking, this reminded me, | recently noticed that ChatGPT is driving me to my newsletter
more traffic than Twitter, and | feel like that recently shifted. | didn't even know this was a thing until I just
started looking through my referrals. I'm like, "ChatGPT? What the hell is going on there?" It's like a
different version of what you're talking about, but essentially, in theory I could block ChatGPT from... |
don't know. I don't even know if I can from... including all my stuff.

AR ERIE:

HIRRiEe, XitHEE, R&EEEEE ChatGPT HIMIBIEEINHERIBEL Twitter £E %, /X
RO RTH, HEIRFRERHEETHKR (Referrals), HAMEXMHF, FTOB: “ChatGPT? XEIRZEE
EE? 7 XMERIRFIRNSE—MRE, BARFRL, e EFHATLFHELE ChatGPT - FAKE, HEEFHI
HEETNEEALEE B A FIBERIAR.

(B

[01:03:39] Brian Balfour

English:

You can in Substack now, yeah. | just saw that setting in there.
R EE:

IMTETE Substack BRILAT . HENIBFFBMEE.



[01:03:42] Lenny Rachitsky
English:

Okay. Oh, interesting. That's the similar kind of decision is, is it better for me for it to be recommending
my stuff and telling people, "Hey, go check this thing out," or is it better to block it off? | think, per your
point, and this is the way | felt, take it all. It's good. In that, it's better that it's from Lenny's newsletter
than something else. So someone else will come in and eat that market share.

FRZERIE:

GFEY. B, Ail. XMERMBUREK: BILCHFEHNRAHSIFAN B, ZFEXT Y, E=28EH
WEE? WikAy, EWMRAS, XBUERNBR: 2EEE, RXFR. BASHILARETZHE, Rk

TMEFRE “Lenny's Newsletter” o

[01:04:06] Brian Balfour
English:

Yeah, that's right. If you don't do it, somebody else is. | think that's also what all the major media
publishers are really contending with right now.

FRSCERIF:
2, &5, MRERM, IAMEM. FRIANXEEBFIFIE T BEE B ARE EESE AN AIBER,

[01:04:18] Lenny Rachitsky
English:

| guess | need a licensing deal with New York check. Anyway. Okay. | want to go on a totally different
tangent. We weren't planning to talk about this. | know that | said this, we're going to be fully focused on
this one topic, but there's something you mentioned to me before we start recording that | think will be
really interesting to a lot of people.

(01:04:34):

You guys at Reforge are now building actual SaaS products that people can buy. It's not just courses. |
don't know if people know that, but let's make sure people understand this. There's actually products for
product teams, so maybe just explain that briefly, but the thing that | think is really interesting here is you
work with a lot of companies now selling them Al tools, and you have noticed a very big difference
between the companies that are really good at adopting Al tools and seeing gains from them from those
that don't. Talk about just what you see there, and because this is in theory going to be really helpful to
companies that are struggling with adopting Al tools and seeing gains.

FROCENIR:

BREFTEN (AARR)Y KM FEEE, BREEI— N E2FENEIMNE. RITRAZITERX
1, BEHERAIERNNEEITX—NEH, BMERSEREREIN—4E, RITRSAIRGE,
(01:04:34):

711 Reforge MIEIETEMIERANTAI LA EEYSERR Saas = ih. AR B IRE. HEAHEAREEHEX—=, 8it

BINHERAKIER: NERLEER~ AT @R, WIFAUEEREE—T, ERUANXBEFEEBHN—
B, MAAENRSAREME, AWIEE A TR, (REEFMMEERKRXA Al TEFMNPRGR AT SHLERE



KRB ZEFEEANES. WIKIMRBFAIIFTE, AR EXWILEEFRA Al TREHRENU 75 EiEHLAY
RE=IFEBE,

[01:05:09] Brian Balfour
English:

Just to quickly explain that transition so it makes sense for people, which is, | started Reforge just with
the interest that there was all these incredible leaders out there growing on the front lines of some of the
fastest growing companies and they have all this amazing knowledge and | wanted to encode it in useful
and practical ways for others. That took the form of courses and content and product, all that kind of stuff
at the beginning. Along the way, everybody kept asking us to essentially build the tools to implement
what we taught. Because with anything, you can learn as much as you want. You can listen to my podcast,
your podcast, Lenny, whatever, as much as you want, but if you don't actually put it into action and
implement it, then it's not really going to create value.

(01:05:56):

People kept asking us to really close that gap and we said no for the longest time. And then about a
couple of years ago when Al really started to inflect, it really created this moment that, oh, wow, now
there's this opportunity not just to encode this knowledge into content, but also into the products, the
software, the tools that we use ourselves. So we started to take a really big bet on that and started to
develop this new platform for Al-native product teams.

(01:06:22):

The first product we launched is called Reforge Insights, which acts like your Al product researcher,
aggregates all the feedback from all the sources, uses Al to analyze it, helps you explore it, but also will
start to identify what are the gaps, the things that you don't have in your feedback today and auto-
generate the research to go gather all those new insights, so complete the full cycle. We're going to
launch two other major products as part of this platform before the end of the year, but we'll save that for
some future episode.

(01:06:53):

So that's been our journey. We've seen inside companies that are going through this transformation from
two perspectives. One is obviously selling in that tools, but the other perspective is, for 10 years,
companies have been coming to us to help them try some sort of transformation with our learning
product.

(01:07:15):

Most companies are not coming to us to just throw a bunch of courses in front of, they're trying to solve
some big business problem, some transformation. Now that used to be things like, we've got to figure out
this growth thing, or I'm going from sales-led to product-led, or | have more project managers and | need
to transition to product managers, something like that. There's some business problem, they're going
through some transformation and they saw us as part of that transformation and we got to partake in
quite a few of those types of transformation.

(01:07:50):

Now of course, the transformation that everybody's going through is, okay, how do | become more Al-
native? How do | adopt this stuff? We've seen a pretty wide spectrum and from both perspectives of how
companies are approaching this. I'm sure everybody's seen that Al, we've been calling them the Al
manifesto memos from CEOs out there that proclaim, "We are now Al-native," in some grandiose way, but



behind the scenes, there's actually some incredibly stark differences in the actual teeth of what backs up

those memos and backs up those executive decrees that we should all be Al.
(01:08:43):

Just to point out a few of them, which is, one is that | think the most impactful thing that you can do is
form really hard constraints. There's other parts that's like, okay, you want to communicate this, you want
to establish an owner of who's going to drive this, you want to build an incentives and rewards, and you
see this all playing out in things like building it into your career ladders, or some people are starting to
introduce this as questions into their performance reviews, all those types of pieces. But the thing that is
actually moving the needle are the companies that are defining incredibly hard constraints.

(01:09:30):

One company that we worked with developed this constraint that they benchmarked against other
companies of their revenue size and the team sizes for those stages, and they set a benchmark that we
will be one-fifth, each of our functions will be one-fifth the size. What that did is it created a constraint
that you couldn't hire above that level, and it forced people to essentially find ways to adopt Al and do
things to replace that. So that was one.

(01:10:01):

You've seen these other ones, | can't remember from what company, that might've been Shopify or
another, who was like, you are not allowed new headcount until you prove to us that you are not able to
accomplish this with Al. That's another hard constraint. But you also see these other constraints on a
smaller level, which is executives saying, "I will not do a product review or review a PRD unless it comes
with three prototypes." Something like that. That's the hardest one. Those are the biggest constraints.

(01:10:33):

| think the biggest change that I'm seeing is, and the things that separates out the top few percent making
this change and everybody else is essentially making the hardest decisions, and that hardest decision is
going to come down to exiting people. In every transformation, what we see is essentially three groups of
folks. We call them the catalysts, the people leading the charge, the people who are experimenting, doing
this on their own time, all that kind of stuff.

(01:11:07):

You then have what we call your converts. These are folks that will make the transformation, they will
adapt, but they need structure, they need permission, they need a clear outline, they need a clear plan. |
don't say this in a negative way, it's just that that's how some people operate. That's where things like all
the things that we were talking about before, which was the decree, the permission, the clear budgets,
the rewards, all of those types of things.

(01:11:37):

But then, inevitably you have a certain percentage that are anchors. They're dragging their feet, they're
silently creating friction in the background and all those pieces. There's a big difference in how I think
companies are treating and thinking about their strategy for those folks. One group is like, ah, we're going
to work with them very passively. Others have set a hard deadline. They're either going to make the

transformation by X date or we're going to exit folks.
(01:12:13):

A lot of people look at this as being really harsh. | think a lot of people would think that, especially
individuals, but let me explain it from more of a CEO perspective. A lot of these companies are seeing this
Al transformation, the ones that are taking it more seriously, as this isn't adopting new tools, this isn't a



light change. This is a fundamental culture change of how we operate as a company. You can't have 20,
30%, whatever meaningful number of it is of your company trying to operate in a completely different
way, in a completely different culture.

(01:12:48):

Cultures thrive on density, and that's why there's sometimes the best ones feel like cults. As a result, from
that perspective, it's like, hey, for us to be successful, for this to be the best thing for all employees, we all
need to be operating around the same culture of principles and stuff. If that's not you anymore, then
we're defining a plan to exit it.

(01:13:16):

I would say that less than 10% of companies we see are taking this hard stance, but | would say they are
probably the ones that are farthest along getting the most adoption and are seeing the most results of the
ones that are taking those hard stances. There's a bunch of other stuff | could talk about, but that's the
high level of what we've seen across a bunch of different companies.

AR ERIE:

ATIRRIER, HIRBBE—TXNEE, KL Reforge EANKBIEXAZMBNASEET LK
RRO AT LS, MIIAERANAIR, HREXLENRUERAESANANEELEMA. RIOXKRN
RIRE. AR~ @, AXNEREFR, AR—EERZBNEWBIARLREANPAENANE. BALLHFHAE,
fRAILLFEIRS, (RATLAIAIRAVIEES. Lenny B9IE%, (BUIREFETH LM, EMFIEELIENE.

(01:05:56):

MI—EEXRENFEXNEE, ERNERK—RNEIREELT, BERAORE, 4 A BEFRER
B, EEIETXHE—TZ: B, E, MENMBENIFRIRKEEHAS, EFUREHEINE SERN
s REMTIAEF, FRURITAREXAE TAE, FHEN AlREF@ELN FEX TS,

(01:06:22):

BATELRIE — N mil Reforge Insights, ERMKIRE Al =@RARR, CEKBPIERRIIRGE, (EH Al
T0Mh, BERAR, EFRIRNIRETNTZE, HEMNEMARAREREXLHAE, MMTTHRENE
o HMTEEFERBFNZTEN—HBIHLSZINRIEE"R, ERNEEUEHTTEBYR,

(01:06:53):

XMERKINNARE. BIMATNRERI 7T AN EEHITHXMER, —BHEXETAR, 53— HAE
&, 10ER, AE—EXFKNESF S = RREENM TEHTEMEE,

(01:07:15):

REHABRBINARRBATIEB—MRENA R T, tIIRBRRAENEANL S RAFFFE, SEAER:
RNERBBEREKEREALSE, AEREMNHERDFEE™RRE, REREEZNNBRLIEZTERR I H
218, MIEEREMEE, HFERIMNANERN—E7.

(01:07:50):

WE, SR, STABELHINERER: I8, HOAERFEMAIRE? HNARAXLERA? RIIEETIE
BIOZEFHE, URABRNBXGENMETRSTE, KHEARENIRBLE CEO ZHE “AIEE" , MAEK
MARNEN “BNAEBAIRET” , BERRE, XEXEESIRMTHGBTHLRGHENEEREZF.

(01:08:43):

FBHERNR: F—, RUNMEFRNSREZWONEEMZIRE BOR" . HEOaE: M@t
=, MEWME—NMAEA, FEZILHFMREHIG, REEERIMBREITHERERIXLE, EBHIERFR
HYBARLETE X T TRELIRBI AT,



(01:09:30):

EMNEEN—RRBHET XEFE—NANR: MIRBERFBRANMENEM AT RERNIIRISETEE, RE
MERENMNEBNRESIMRREREENERZ—- XEET —1YER, BMRIFEERIBBEZKTFHAR,
XBEANTSAFIER Al NAEERERATT. XREA—

(01:10:01):

REIEEME, HAICEEWRAF T, AIEEE Shopify HEMAE], MITME: BRIEFEKINBERMRIEE
F3 Al ST IR, SUARAFIEMHR T XBS —MELOR, BERNEELIFBERIIXELR, thin
SER: RIFME=NRE, SNHFAHITmITHEEE PRD.” #EIltE, XZ2&EEN, BEREANY
Fo

(01:10:33):

HIANBRBENEARNEN, URKDBIMROBE S Z/IHEABMT, ETFEEME T RBEINRE. M
BT RBREAVRERLVILE N “HR” (Exiting people) . EE—RIEEAP, RITEX LSBT =LA IR
2R “EsR” (Catalysts), BPABEETSOMsE. FIMLRESEHITRIZAIA.

(01:11:07):

Riae “HUE” (Converts)e XEAZHITRE, MSEN, EMINFELEH. 1T, BWBIANM T
o MRXAWMHRARNY, ARELEANEEAXMBRXF. XMERNZAKREIRABL R A LIZERM
7 8. WAL, BBATE. RhEFES.

(01:11:37):

BE, FalgRits, (REB—ELLFIR “BEE" (Anchors). fiTE/ERE, EEAMAFIEER. RIANRF
WRFXEARRBERARE. —RQBBRIVERNN; Z—RABANIKETRHR: BEAEXEHERTR
®E, BEABIREH.

(01:12:13):

BZNIANAXRIREE, THENA. BiLFHEM CEO NAEXRMBR. BEZRENRXR AR (FBLEINEMFEE
HAT]) MARNEERBHFILE, BAREMNNNRE, MERNL2AEEAXNEERIXHEE, RFEILA
8 20%. 30% FERMEEXFNAREURERENAG. EREFRBXXEHIETE

(01:12:48):

XHE “BE” £17F, ZINBATAENRFHIXERTTETE. i, NXTMREXRE: 1B, ATIERIK
I, ATHABERIRYT, KNBEZESBRNXXURNIEZE. MRFRFBENLZMN, BATATHEE
—MERBEFBH R,

(01:13:16):

=W, HNEBEINRBRE 10% B ABRXMEELY, EM]ATEEERSKI. RARK
EHNQRE. REAUKRES, EXMERNEFBDARNFEINSELER.

. MR

m

[01:13:37] Lenny Rachitsky
English:

That is incredibly interesting. I'm glad we went there. | have a newsletter post coming out soon, probably
before this episode, that touches on a lot of advice along these lines. | am excited for you guys to keep
seeing these insights into companies and sharing more of this because this is | think what a lot of people
are looking for, just like things aren't quite clicking at our company. We keep hearing everyone just
getting so much more productive. All these companies are running more efficiently and it's not working
here. I think that's the kind of advice a lot of people are looking for, so thank you for sharing all that.



FRZERIE:

XEEAE, REXENDET XD, RRRELG—FNEEN (AEAERLR), HPbkTRSEM
BN, BRMEFNERERNT BEXERTHNZEEZIE, FABIAAXERRS AETHE: Afta
HIMNABRREARNEN? BN —ERRARERIBEREETNT, FIEXERRBTRESNT, BERIX/L
T8, WANXERRZATENEIN, BHERIDE,

[01:14:09] Lenny Rachitsky
English:

Brian, is there anything else that you wanted to touch on? Anything else you wanted to leave listeners

with before we get to our very exciting lightning round?
R EIE:

Brian, @A AMBIREING? EHANRIAFEBEHNNBRREZR, TETABELITREIG?

[01:14:15] Brian Balfour
English:

Well, actually, just a couple more points on this topic we should go. There's probably two more things |
would say about this. One is that, if you're a CEO listening to this, | would say that most CEOs or most
executives are incredibly disconnected from the actual Al adoption taking place inside their companies. |
think a lot of executives who have done these decrees and all that kind of stuff think it's happening
naturally, but we talked to both groups. We talked to tons of end users and we talked to tons of

executives.
(01:14:49):

The story we hear from the end users, the PMs, the eng, all that kind of stuff that we talk to using all this
stuff, one of the main questions we ask them is, if we're talking to somebody who's picked up a
prototyping tool, say, "Well, how many other people on the product and design team are using this?"
Almost 90% of the time it's like, "Ah, it's me and this one other person," and everybody else hasn't taken
it up. So there's a huge disconnect.

(01:15:17):

We heard one story, and | can't say the name, but it's a company we all know. It's a major tech company,
a tech-forward company. CEOQ's been out there talking about being Al-native. We talked to one of their
principal PMs. Person was early to the prototyping tools. This person shared a prototype with the
designer, the eng manager. The designer and eng manager escalated it to the VPs. It caused this whole
conversation. Month later, it was still stalling out. This PM happened to then attend a happy hour where
the CEO was at and approached the CEO and told the CEO about the experiment that they were running
with prototyping and stuff, and the CEO was like, "This is fantastic. Where is it at right now?" He was like,
"Oh, well, X, Y, Z happened." The CEO had no idea. And then the CEOQ is like, "Okay, let me take care of it,"
and then the next day, it happened.

(01:16:18):

So one is that you have to go to the ground floor on this stuff. Some of the best companies like Shopify
and others are measuring actual adoption and usage. They've gone to the extreme on that front to get a

bunch of signals and close to the ground. It just goes to show that this is... | don't think we want to talk



about going founder mode, but the reality is it's not just about getting into the weeds of your product, but
with something this sizable, you got to get into the weeds of the transformation to really understand
what's going on and adopt it. That's point number one.

(01:16:58):

The second point | would say is Fareed, we do this podcast called Unsolicited Feedback, Fareed Mosavat
had this great quote on it. He was like, "Look, your output is constrained by the slowest part of your
system." That stuck in my head because it's absolutely true. If you think about Al adoption as a system,
there's all parts of the system that could be slowing adoption. It might be that people don't feel
permission or they don't have the budget or they don't have the knowledge, all these types of things. In a
lot of these cases, it's things like IT, legal, procurement are the slowest part of the friction and are setting
the pace of all of this output.

(01:17:43):

You can also see this in just product teams. There's been all this talk about product managers are
becoming the new bottleneck because engineers are speeding up. Well, that's because people are
speeding up one part of the product system and not the other parts, which makes sense. They adopted all
of this tooling for engineers because they're the biggest head count and the most expensive and all that
type of stuff, but product is an output of design, PMs, and engineering. The system is there not to produce
code, it's to ship product, and shipping product is the function of those three things.

(01:18:19):

If you just accelerate one part of the system, you're just going to move to the bottleneck to another part
and your actual product output, the output of the system doesn't accelerate, either. | think people have
to really understand those two things: what is actually happening on the ground floor, and what is the
slowest part? What is the thing that is causing the slowest part of the adoption? Just attack them
ruthlessly if you're really serious about making this transition.

AR ERIE:

HIEXTXMEREERR. F—, MRMRZBEEMXMTERN CEO, HBRAZIK CEO HEESQATRHE
FRRER A RBERTEERT. ANRZSLHTHTNSERTEREBARE, ERIIMRLEHID: &K
MARENZIHAADE, HAXENZEII,

(01:14:49):

BIIMEmAR (PM. I2M%) MEWIMNKEZ: SRMNED—FRERRETIANA, “FoiligitH
MREZXEZDAERAXN? 7 JLF 90% MEERENEERZ: ‘W, mEMII—TAN" , EtbAiEeFia
o FRUAFEEARBIBT,

(01:15:17):

BT — 1N E, BRFEREBT, ERZRNNBEN —RARE, —KEARMENLE, CEO —HEINA
WL Al RE. MMM —UERE PMEITH, IMTAREMRFARBRETIAT, tEREDZLTIRITHID
MIFRLE, RIHMANTRESBEXME ERAT VP, X512 T —17Ki1TIe. — M AR, FRINHAEHERF,
XAU PM BET5E00T — CEO WIEZRIRRESIEER, fEL A S CEO T EEMBVERRK, CEO X!
‘RAET, MEHRIPT? 7 ik “B, RETEXRSE.” CEO 2R B AR CEOWR: “4F, HXK
" BIR, ERMDAT

(01:16:18):

FRASE—mE, IRBIURNERE. & Shopify XEFERN—EMF AT EEEHELRAIRABIRNERRBR. tiilE
X—HEME TR, UWRBRAEESHWAME, XA - HARKIEIEBEN “Iis AER” (Founder



Mode), BMKLRE, XAMNKFARNTmBIAT, WFMLERNEE, RUTRNEENAT, FERIET
BERETHAHEDRA, XRE—Fo

(01:16:58):
%2, A Fareed Mosavat 7 — MY (FRiFERBIREY (Unsolicited Feedback) HYIEE, fhiEEmi
T—ARENIE. THFERETRAPRERIENED . XUIERRNERNNEE, RAEESLITIER

B, WMRIRE A RBEFE—IRSE, REANS T HOMAIRRERARE, AIERRANZFLKETA, HER
BIRE, EEMIR. ERSBERT, IT. ES. XKMBERNRANESD, RETHAEFHNTER.

(01:17:43):

T MBI RERRIX— R, HEBERICTRIBEETRATNRI, EAIRTNERETRT. BEA
ANIET F=mBRLEN—NE7, MRBEMEREMES, XREE. I IRMRBTREXETA,
NIEMAHBRSZ. &R, EFmERit. PMAIIENEESH,. REANEFEFAENTFEAN, MEA TR
=, MRXA~mEX=E R,

(01:18:19):

MRMRAMFBRGEN—TE D, (RRABIBRMEBET S—NE07, MEFN~m~E (RENFH) AR
Mk, BANAMNBGIAEERBEIRGE: BRIRETAENA? RIENHFDEBE? BEHASBRTRAIRE
PERIENERSD? MRIRENBTAX MR, B EX LRI,

[01:18:47] Lenny Rachitsky

English:

What a wild time we're living through. So much changes.
R EE:

BINEEE— T ZARENN. TURRT,

[01:18:48] Brian Balfour
English:

Itis a wild time, yeah.
FRCERIE:

HasE = MR BB,

[01:18:51] Lenny Rachitsky

English:

All these ways that we're all so used to, okay, this is how we do it.

R EiE:

FIEXLERIMNIUANENAN, BLE “FE, HIMBXAHN” MEEELZ.

[01:18:54] Brian Balfour

English:



Yeah. It's exciting and exhausting at the same time, man. That's how | think about it.
FEiE:
M, XEELAHKBEXIULAGRNR, BMEX AN,

[01:19:00] Lenny Rachitsky
English:

Such a simple way of describing the road.
R EE:

XX ERERFRAFE () SR AR

[01:19:02] Brian Balfour
English:

Yeah.

FCERE:

108

[01:19:03] Lenny Rachitsky

English:

Oh, my God. Okay, Brian, is there anything else before we get through our very exciting lightning round?
R EIE:

KMo 4787, Brian, EHAFKNTIFEEFRIARRIRZZF], EHFIRG?

[01:19:08] Brian Balfour
English:

That's it. Let's do lightning round.
R EE:

BT o FHIQiA RN,

[01:19:09] Lenny Rachitsky
English:

Here we go.

FRCERIE:

KT



[01:19:09] Brian Balfour
English:

Zap, zap, zap.

R EE:

e, e, K,

[01:19:11] Lenny Rachitsky

English:

Ding, ding, ding. All right, Brian, I've got five questions for you. Are you ready?
HRCERIE:

0T, 0T, 0T, %F7, Brian, AR NEARIMR, HEHF TI5?

[01:19:14] Brian Balfour
English:

Let's do it.

R EiE:

FHIAE,

[01:19:14] Lenny Rachitsky

English:

Okay. What are two or three books that you find yourself recommending most to other people?
R EE:

78, MMERERABRENR=RBEMFA?

[01:19:20] Brian Balfour
English:

My God honest answer is that | have not had the time to finish an entire book since | had my second child.
From a complete book standpoint, | have not been able to... Things that | actively read on a regular basis,
just other content out there that I'll throw out there is, gosh, Jamin Ball from Altimeter Capital writes this
great newsletter called Clouded Judgment, which is mixture of market thoughts as well as market stats.
That's really useful to help me keep a pulse on the market. | was just reading through some stuff from NFX
that's been pretty good lately on all of this. | know James Currier and I, we lived a lot of the same cycles
through social and stuff, so | tend to identify with that. | don't know, those are two things that | love

reading.

(01:20:19):



Sorry, I'll give one more shout-out to a different podcast, which is from two guys at Spark Capital, Nabeel
Hyatt, which | know from my early Boston days, and Fraser, sorry, I'm blanking on the last name right
now, who was Head of Product at OpenAl, and they've got a great format where it's just those two riffing
on some ideas and stuff. | highly suggest that one. | like that one a lot.

FRCERIR:

BERBENEEZR: BMNETEZIINEF, HMENEET—24APHT. NEEBPENAERE, LR
BE-- AR FIEMNAA, RaEFE—LHMASA: Altimeter Capital 9 Jamin Ball 5 T —{3 R R HEIT
N {Clouded Judgment), &&7T AT EMHIAFRITEIE. XWHIBETIZREEEER. RROAER
NFX —LEKF, XTFXEEFFEESERE, A& James Currier IFKZH TR ZHERMNLEZELR, FRUE
REHE, XERHREVIRIHEE R,

(01:20:19):

TR, REEHES—MER, & Spark Capital IR MAMEY: Nabeel Hyatt (FRFEEFLTWMRLIAIR M)
Fraser (¥, BRRAT T p9%), 2 OpenAl WETF~RiHR A, TN ERE, MR DABRNTIE—
AR, FoRZUEEAT, HEEW.

[01:20:45] Lenny Rachitsky
English:

Here's my reading tip that has changed my reading habits. Bryan Johnson, the longevity guy, he has this
advice for better sleep, which includes, before you go to sleep, read for 10 minutes in bed.

AR ERIE:

XBEH—NHT T HESIBA\ET, BRKEFR Bryan Johnson B— e EERAVEIN . FENRITER LIE
10 3+,

[01:20:58] Brian Balfour
English:

It does put you to sleep. | don't feel like | retain anything that | read that close to bed, though. Do you feel
like you retain it?

FROCENIR:
XHSCREERR, ERBEEFERNIZMRAR A AEIERE. RIESFIREEISED?

[01:21:05] Lenny Rachitsky
English:

I do, I do. I'm reading fiction. It's nonfiction. Sorry. You want to read something calm, not like I'm learning.
I'm reading fiction and it's really nice. Knowing that this is going to help me sleep better makes me
motivated.

AR ERIE:

FEEIC(E. BEB . B, FNRIFEWR, M. MEIZIR—EFFHIRA, MARHRMH “HWEFS” BK
o HAEBIR, BUEREL. MEXEEHERESELT, HMBNER.



[01:21:17] Brian Balfour

English:

There's an incentive. There's a reward there.
R EE:

XA, —FhRE.

[01:21:19] Lenny Rachitsky
English:

The reward, yeah.

HRCERIE:

=0, X

[01:21:20] Brian Balfour

English:

They're talking about rewards and creating behavior change, yeah.
FpERIE:

BRI REANCNSITHRE, ik,

[01:21:23] Lenny Rachitsky
English:

Exactly. The reason to do it is this whole thing is you want to get to low resting heart rate, and that helps
lower your resting heart.

FROCENIR:
i XAMNRERMBARZIRENFHEOER, MXBETRERFEOE,

[01:21:29] Brian Balfour

English:

I've got some other sleep tips on that front if you want to go down that path, but we'll save that for you.
R EE:

KRR E Hth—E2I, WRIEINE, BRIBELUEE,

[01:21:34] Lenny Rachitsky
English:

Please, for the third podcast. Okay, next question. Do you have a favorite recent movie or TV show that
you really recently enjoyed?



BRIFIRIER, 789, TRl FRIBERERHESWNRIEREEBIE?

[01:21:40] Brian Balfour
English:

It's not new, but | just rewatched Silicon Valley that | hadn't watched in a number of times. It's painful
because the first few seasons, | went through almost every one of those moments in my first startup, like
hiring the gray-haired CEO, the funding falling through at the last second, all the crazy stuff, but going
back and watching that, there's just some extra nuances and stuff that | feel like they wrote really well
that | thought was really good. I've really been watching that.

(01:22:16):

The other thing that I've watched is just more of a just pure entertainment, calming thing, turn the brain
off is Owen Wilson's new show on Apple TV, Stick, which is about him as a former professional golfer and
all that. I won't ruin the show and stuff, but it's a very nice calming, little bit fun type of show.

AR ERIE:

BATEME, BHERERT (BER) (SiliconVvalley), RELETH/LET. EXMEIRES, EAFIE
ERE-ZVEAR/VFEHIE—1BE: LLNERA—ITBLXEER CEO. MEAERE—WEWR, UKFE
BERENE, BOEXBE, RAMMNEFEET, BRSFTIMIAT, R —HEEX,

(01:22:16):

F—EBRERRIARZEN T IRFMBAL, AT, =2 Owen Wilson 7£ Apple TV LRJFEI (Stick), HHZ
fEA—PRIERIE/RRIKFRIREF. HARESE, ERE—HEEFE. EREEHE.

[01:22:40] Lenny Rachitsky
English:

I've been seeing that on my Apple TV. Maybe | should check it out. Good tip. Do you have a favorite
product you've recently discovered that you really love? It could be a gadget, it could be a app on your
phone, it could be something in your computer. It could be nothing at all.

FRCERIR:

FBTE Apple TV EBETY, IFiZEE. RN FREERERMIAFHIERN~m? AAIULE—MNI
B, FNNA. BRG, HEFTAEHLE.

[01:22:54] Brian Balfour
English:

You can't seeit, but | just changed my whole setup. Now | have a UltraGear super-wide curved screen with
avery nice standing desk from, | believe it's called Ergonofis. Er.

AR ERIE:

REARN, ERNRTEEDQNIRS. WEHE— UltraGear BREHER, &E—NMEEBNARSE, &8
sah&l Ergonofis.



[01:23:13] Lenny Rachitsky
English:

Ergonofis?

FRCERIR:

Ergonofis?

[01:23:15] Brian Balfour

English:

Yes. | think it's Ergonofis, E-R-G-O-N-O-F-I-S.
HRCERIE:

=M, KR Ergonofis, HE R E-R-G-0-N-O-F-I-S,

[01:23:21] Lenny Rachitsky
English:

All right.

FRCERIR:

9789,

[01:23:21] Brian Balfour

English:

It's a very nice, sleek standing desk. Very stable, very quiet. Very much enjoy.

FROCENIR:

XE—TMFEERR. BHEHOARESR. FER, FERFH. ZRRER.

[01:23:29] Lenny Rachitsky

English:

Excellent tip. And the curved monitor, very cool. Okay, two more questions. Do you have a life motto that

you often come back to and find useful in work or in life, something you share with folks, something that

you think about when times are hard or just generally?

FRsCERE:

RENEN. HEEREURE, 77, RERNHNE. MEREFTANERSEEAEERER, HRER/ET
EREEPREAN? NEZMEENZLRIAN, EERMENERTRIBER?

[01:23:42] Brian Balfour

English:



Look, it's a little cliche at this point, but it's somewhere around here, | used to have the quote printed out
about the man in the arena. Especially in times like this where so many things are changing and there's
so much competition, but so much opportunity for great, | really both respect and enjoy the game and
spending time with folks that are in the arena figuring this stuff out, tinkering with things. That's what |
keep coming back to, especially been at Reforge for 10 years, that's a good portion of my life, and we've
gone through some great periods and some tough periods, so | tend to come back to that.

FROCERIR:
W&, XMEREERMKIDRIET, ERUMEBEXT “REHFHIA" (The Man in the Arena) BIZFED
HRMEENHL, 53 REREXMAYIRIE. REFUEXTHHEAVEBHNN, RENREEHEZRXTHH

X, ENMPLEERRIFER. FBHYARE—E. XERELERLER, 5327 Reforge 57 10 F, E
BAERRAR—ER, FMNEHIIREBEHIR%E, FrAFMETFEYIADE.

[01:24:30] Lenny Rachitsky
English:

And that's what always separated Reforge from so much other content and advice is it's people in the
arena sharing their wisdom, not just a bunch of influencers. It's sad that Chamath made that quote so
cringey.

AR ERIE:

XrhE Reforge IBR X FHEMABTHEZNIMS . ERERIPHAZELZES, MAUXE—EMI, A
& Chamath 1EBBERIERSA RILAMEM (Cringey)o

[01:24:41] Brian Balfour

English:

I know, | know. That's why | said it's a little cliche cringe right now.
R EE:

BAE, B, PR RIMEITRERE 2RISR B BN,

[01:24:47] Lenny Rachitsky
English:

Screwed it up for everyone.
FRZERIE:

HEXAEELRT .

[01:24:49] Brian Balfour
English:
Yeah.

FRCERIR:



[01:24:49] Lenny Rachitsky

English:

Final question. Brian, you don't know this, but your parenting advice on Adam Fishman's podcast-
R EE:

BE—NBI, Brian, {REJBEARHNE, {R7E Adam Fishman B&Z LA ENE) BN —

[01:24:54] Brian Balfour
English:
Oh.

AR ERIE:

M,
[01:24:55] Lenny Rachitsky

English:

... really impacted my parenting philosophy, specifically this line you had about independence.
FpERIE:

----- BRI T ERME) LB, [FARIMRXTF IR BERERIE.

[01:25:01] Brian Balfour
English:

Oh, yes.

FCERE:

M, 2,

[01:25:02] Lenny Rachitsky

English:

I'd love for you to just share that insight about how you think about raising kids,
FRCERIE:

BRBILFDZE TR FIRNEE LT TR LR,

[01:25:08] Brian Balfour

English:



| wish | could remember where | grabbed this from so | could attribute it properly, but basically, the
philosophy is, if you think about going from when they're born until they're essentially 18 and leave the
home, your job as a parent is to essentially make them more and more independent. What that involves
is continuously looking for opportunities for them to make even bigger and riskier decisions for
themselves as they grow up and you're there as a support to those decisions, but letting them make
those decisions on their own so that by the time they're 18, they are a fully independent person able to
think through those decisions themselves.

(01:26:03):

Now, look, my sons are young. They're five and three, so it's not like I'm having them make life and death
decisions or where we might buy our next house or stuff like that, but it's even small things at this age of...
My oldest, five and a half, is really starting to learn and get curious about money and how you spend
money and where new things come from and how you earn money. Rather than just buying things for
him, he's got money from his grandparents and stuff saved up, and we can be like, "Okay, you can buy
that thing, but you're going to spend this," and try to teach him the consequences and all that kind of
stuff, and then when he breaks something...

(01:26:50):

It's just small things like that, but thinking about the time from zero to 18 as this spectrum of
independence and being a supporting role in what you're essentially doing is you're trying to move as
many decisions, the percentage of decisions you make for them down to zero by the time that they're 18.
That's something that I've kept in the back of my head since really seeing that.

AR ERIE:

REZHERICTREMT) LEEIXERIER, XEFERIFERLL, BEEAL, XMEFE: NRAEEEMZFEH
FEIMA] 18 S EARXERAE, REARBSHN IR LRI TS EREMRT. XBFEBEMITHIMAK,
FEFFHANZILMITECEMER. EEXRAURE, MIREAXLERENZHFERFE, ERLMIIBS MR
o XAFEIMA] 18 FHY, MTMEB—TTRIRILMA, EBEHCBEXLERE,

(01:26:03):

WE, BBOILFNEDN, —PES—P=S, FIURFZILMIIBRETRKBIRE, HERE T —ERBFXW
Jlo EEMAIXNELD, hE—ENF, RESFHKR) L FHETRREGFE, FHREEATEN. RAZM
W) LRE). B EABE., SHERGMIARA, thEMEBRXEH) LTI, RHINATLOR: “4F, RAIE
BIFRAE, BREREXAZE , FAEHRMERZEN, EEAMFFRAEN -

(01:26:50):

MEXENE, B0 2 18 FEF—T “MIL/ g , MIMMEFAR, MERLRESHRIREMIIBR
ERILLHITE 18 ZEIEEIT, BEMBERIMMRE, BR—EBEiEELE,

[01:27:19] Lenny Rachitsky
English:

Thank you for sharing that. | know | didn't tell you that | was going to ask you about this, so that was a
beautiful way of summarizing it.

FRCERIR:
BN DR, FAMBIHZIRI ST IFMEAZRXT, FAIUXR— T EERENEE,



[01:27:25] Brian Balfour

English:

Yeah, | couldn't remember that whole podcast. | had no idea what | said, but-
R EE:

=W, BT EEREERET, K TMERITHRTHA, BR—

[01:27:25] Lenny Rachitsky
English:

I would say you nailed it.
HRCERIE:

BARVRDEERIL

[01:27:28] Brian Balfour
English:

... that's a good one, yeah.

R EiE:

------ PMEBTENMINE, 26,

[01:27:31] Lenny Rachitsky
English:

Brian, two final questions. Where can folks find you if they want to reach out and where can they find the
products you guys offer? Whatever you want to plug. Also, how can listeners be useful to you?

FROCENIR:

Brian, mER M, WMRAKEBEKAR, SJUEMELRIR? EHMET LRI R~ m? MEEE T
LA e FIN, DA LA S B R?

[01:27:41] Brian Balfour
English:

Check out reforge.com. Check out our new products like Reforge Insights. They're on the website. You can
find me personally, my writing, including a bunch of the stuff that we talked about today now on
Substack. Just recently moved. You can either go to my website, brianbalfour.com, where | have some
info or just the blog.brianbalfour.com where all of my new writing is taking place. Those are the two

major pieces.
(01:28:08):

Last but not least is that, as | mentioned, Fareed Mosavat, who | used to work with at Slack, we have this
fun podcast. The two of us get on there and riff like we were having dinner every couple of weeks about



different product and strategy types of things. It's a fun format for us, so if that's something you enjoy, it's

called Unsolicited Feedback, where we give feedback and advice to nobody that ever asked for it.
R EIE:

1EI41A reforge.com. BEEBNIMHF~M, Lbi0 Reforge Insights, #BEMIL L, RATLLTE Substack £ EIF
PMANBINE, SEBISKEINABIAT. ENRIIFBE, R UEFKIMILL brianbalfour.com XEY
S8, WEHEIEZE blog.brianbalfour.com, EFIENMXESENRE. XEMMNEERE,

(01:28:08):

REERHEEENE, ENHKEIIN, HMGE Slack £FEH) Fareed Mosavat 1 7 — PN EBIEER. FHI1ESR
JIARSRE—R, GIZEIR—FEIEGTHEARRN~RMKER#R, XHE(FREE—MEEBENFX, NER
REMXFHNE, B (RBEBEXRMNKRIR) (Unsolicited Feedback) , FA17E EEmAARLE MR ERIT R IRAIA
R RIR RN

[01:28:36] Lenny Rachitsky

English:

That's amazing. Perfect title. Brian, thank you so much for being here.
R EIE:

KiBT, STRIRH, Brian, EERRFIREER,

[01:28:36] Brian Balfour

English:

Yeah, thanks for having me again. This is great.
R EE:

9FEY, BRRETEE. OREMSRAC.

[01:28:43] Lenny Rachitsky
English:

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

FRCERIR:

BRI, &, FERXHEUIT. MRIRGEF[XNEATEENE, RILATE Apple Podcasts. Spotify SURERATHEZ N
AT, Lo, BFERARIMEIIFTETITIL, XEEEEMHMARLMIMEER, R UE
lennyspodcast.com #EIFIEEHITTEHR THRESZER. THTEL,.



