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[00:00:00] Brian Chesky
English:

Way too many founders apologize for how they want to run the company. They find some midpoint
between how they want to run a company and how the people they lead want to run the company. That's
a good way to make everyone miserable. Because what everyone really wants is clarity. And what
everyone really wants is to be able to row in the same direction really quickly. And so I basically got
involved in every single detail and | basically told leaders that leaders are in the details. And there's this
negative term called micromanagement. | think there's a difference between micromanagement, which is
like telling people exactly what to do, and being in the details. Being in the details is what every
responsible company's board does to the CEO. That doesn't mean the board is telling them what to do.
But if you don't know the details, how do you know people are doing a good job? People think that great
leader's job is to hire people and just empower them to do a good job. Well, how do you know they're
doing a good job if you're not in the details? And so | made sure | was in the details and we really drove
the product.

FROCERIR:

BEXZHNEBASHBECEEATINAXRIIEHN, MEECBNAEEATNTERNAIEEATZET
HKEMITP R, XRIESNMABRIBENEH Z. AAAREERENEEWMNE. AREEBRENIEEBIR
HWMEAR— PN A A, FILRER LS5 T7TE—MMTH, BEFNSEN: ASEREZXTAT. &
— P AmEIEC “HMER” (micromanagement), HIAANFHMERE (BIHFINARKZEAM 5 “XF
1 ZEIEEXIN. XEATEE M RENRREESN CEO FIHER. XHFEKEESSESFR
CEO ZMift 4. BMRFARTHRAT, IREAFER THEFART? MIBAAFKASENTIEREEA, A
EIRRMIEMF TE. I8, NRMEARTHRAT, REAMEMINMEFRTF? Eit, ZHREDRANA
T, RINEEMG TR T,

[00:01:01] Lenny
English:

Today my guest is Brian Chesky. Brian is the CEO and co-founder of Airbnb, which he started in his
apartment with his co-founders, Joe and Nate, and has turned into an $80 billion global business with
travelers and homes in 220 countries. | was very lucky to get to work with Brian for many years, and my
sense is if you ask people who they consider the most inspiring tech or business leaders today, Brian
would be right near the top of that list.

(00:01:27):

In our conversation, Brian shares an in-depth explanation of what's happening with product
management at Airbnb, which caused quite a stir in the product world when he talked about this



previously. We also get deep into Brian's new approach of how he runs Airbnb, including shifting away
from traditional growth channels like paid growth, and instead betting that if they just build the best
possible product and tell people about it, growth will happen. Also, how the product team now operates
including having just one single roadmap across the entire company and Brian staying very close to every
design and every feature. We also get a bit into his personal life, including how he finds balance and
avoids burnout, how he continues to learn himself so that he can stay ahead of the business and its
growth. This is a very special episode for me and I'm thrilled to bring you Brian Chesky after a short word

from our sponsors.
AR ERIE:

S RBYEER Brian Chesky, Brian & Airbnb WEREHRITEREKGEIHBA. MRIMMEXSLIBA Joe LUK
Nate FECHIABREEINTXRATE, WSEERBRMN—RNE 800 122K, ETER 220 MNE
Ko HIRFZAEES Brian HEZF, HHRRE, WRMEAIANMNERYSHHEAOHRERE WM, Brian
—ERTIEIF.

(00:01:27):

ERMNOIIER, Brian RNEET Airbnb F=@EIE (Product Management) VIR, 2 51K X MER
HNES~RARSIRE T ANNER. FINEENFITT Brian B Airbnb B9 757%, SIRIERARERKSEAEK
RiE, BMFITF: REITSHKRTFWFRHASHAR, EEKMSBREE, tih, HNMEHE T = RE I
EWEEAR, BELARHA—HRE&E (Roadmap), UK Brian EBHIEXE—M&ITHINEE. FHITER
AT HENAEE, SEMNAISRTE. BRRWES, URMIARFEESIURFMETUSIE R, XX
BRAESIFBRFIN—E, ERMBNER &, HESHAER Brian Chesky.

[00:02:17] Lenny (Sponsor: Sidebar)
English:

This episode is brought to you by Sidebar. Are you looking to land your next big career move or start your
own thing? One of the most effective ways to create a big leap in your career and something that worked
really well for me a few years ago is to create a personal board of directors. A trusted peer group where
you can discuss challenges you're having, get career advice, and just gut check how you're thinking about
your work, your career, and your life. This has been a big trajectory changer for me, but it's hard to build
this trusted group. With Sidebar, senior leaders are matched with highly vetted, private, supportive peer
groups to lean on for unbiased opinions, diverse perspectives, and raw feedback. Everyone has their own
zone of genius, so together we're better prepared to navigate professional pitfalls leading to more
responsibility, faster promotions, and bigger impact.

(00:03:06):

Guided by world-class programming and facilitation, Sidebar enables you to get focused, tactical
feedback at every step of your journey. If you're a listener of this podcast, you're likely already driven and
committed to growth. A Sidebar personal board of directors is the missing piece to catalyze that journey.
Why spend a decade finding your people when you can meet them at Sidebar today. Jump the growing
wait list of thousands of leaders from top tech companies by visiting sidebar.com/lenny to learn more.
That's sidebar.com/lenny.

FROCERIR:

AETIEH Sidebar B, RREEEI KIRWEENT—REKR KX, HEEEFHEEW? RARIVEES
BRNGEZ—, URVERNKIFEAENGZE, MBEI— “TAEER" . XE—MEFEHNE
178, (RATLEXENCH IRk, RSRWEIN, HMMXTFIE. FSUWMEENREIETERLE,
ERAUCEZ T FAVERL AT, BRIXEF—NEEH AR, & Sidebar, FRMFEAUSEI ™



%, PWEBEMEXFNRITEHELE, MMRAFAENEL. ZafiaNRENRE. 8TABEECHX
7, FCARE—CREEFN IR FEM, MAEEZHRE. REEREAHTEERT M.

(00:03:06):

FEHREMBENSISWIES T, Sidebar ILRAERENS—TWEERTLEETEAHAMNR G, MRIFEREER
IR, RAIgEERIEEENNHBN TR, Sidebar WM AESZSMERUX—RENRE—IRHE, A
LEBRTENEEFIHERESHIA, MSKIMAILTE Sidebar BEIM{IE? i8] sidebar.com/lenny T f#E
ZERE, REIHTRREMABFEARAMSENFFRZE, #ikZE sidebar.com/lenny,

[00:03:38] Lenny (Sponsor: Jira Product Discovery)
English:

You fell in love with building products for a reason, but sometimes the day-to-day reality is a little
different than you imagined. Instead of dreaming up big ideas, talking to customers and crafting a
strategy, you're drowning in spreadsheets and roadmap updates and you're spending your days basically
putting out fires. A better way is possible. Introducing Jira Product Discovery, the new prioritization and
roadmapping tool built for product teams by Atlassian.

(00:04:04):

With Jira Product Discovery, you can gather all your product ideas and insights in one place and prioritize
confidently finally, replacing those endless spreadsheets. Create and share custom product roadmaps
with any stakeholder in seconds and it's all built on Jira where your engineering team's already working
so true collaboration is finally possible. Great products are built by great teams, not just engineers. Sales,
support, leadership, even Greg from finance. Anyone that you want can contribute ideas, feedback, and
insights in Jira Product Discovery for free. No catch. And it's only $10 a month for you. Say goodbye to
your spreadsheets and the never ending alignment efforts. The old way of doing product management is
over. Rediscover what's possible with Jira Product Discovery. Try for free at atlassian.com/lenny. That's

atlassian.com/lenny.
FREiE:

MELITEFREEREAN, BENEERLEMNBRABRE. MEEEHEEANIE. 5PN
HIE LS, MEBLKETERFREMNBLEEHP, BRICT “BA” . HEXEEFNAE. AENA Jira
Product Discovery, XEH Atlassian A= mEIAITEN 2R TAHFMEBREE TR,

(00:04:04):

@i Jira Product Discovery, {REILUGFIBEN”REIEFIARERE—L, HEEMBITHELHF, KL
RBBLE TR T HBETFRE. E/LNHACNRHSEAMEEXESZEEXTmKLE, MECREWERE
RN TRREINBEEFERDN Jira 2 £, FEENMEEATRARRE. FAN~REHEARNEPAITIERN, MM
MUNZB IR, HE. . A=RE, EERVSHH Greg, RABZERIER AEBRA LAFZETE Jira Product
Discovery B IR, RIBFAR, ZEMEM. MRRHZSARE 10 . SRBFREIKILLEERN
HFILE. BNFREEBEAFRBEER, @T Jira Product Discovery EF KM AT EM . &
atlassian.com/lenny &2,

[00:05:00] Lenny
English:

Brian, thank you so much for being here. Welcome to the podcast.



AR ERIE:

Brian, JFERSIREER. IIDMKEIAREE.

[00:05:04] Brian Chesky
English:

Well, thank you for having me.
R EE:

98y, EHEREIE T

[00:05:06] Lenny
English:

Did you ever think when [ left Airbnb, one, that | would have a podcast and two, that you would be on my
podcast?

FRSCERIE:
UFBEFF Airbnb B, IERERT: £—, Rah—NMEF; £, FaEMERNETL?

[00:05:12] Brian Chesky
English:

I had no idea you would become a podcast host and that you would have such a successful podcast. But
yeah, congrats on everything. This is awesome.

FRCERIR:
HEeRBEREZAA—RBEERHA, MADEXAMT. B, 228, MEIRFIEEHN—T. XX&ET,

[00:05:18] Lenny
English:

| appreciate it. Congrats to you too, Brian. Things seem to be going great. I'm excited that you're here. |
want to start with the elephant in the room for a lot of listeners of this podcast. What is going on with
product management at Airbnb? You made some comments at Figma Config and a lot of people got this
impression that you eliminated product management at Airbnb, and I've heard from a lot of product
execs having boardroom conversations as a result of that. And they were trying to decide should we
remove product management from the company? Should we significantly cut product management? So
I'm just curious to hear from you, what is the latest on your thinking on product management and what's

happening with product management at Airbnb?
FRERIE:

hat. WABRIR, Brian, —IIEERERITF, REXIFEER, REMFABEZIFZIAREXON “Eins LA
WM A BRI (elephant in the room) FF8. Airbnb = REERRELZET +47? fRTE Figma Config
A2 ERRT—ETIE, IHRZARBMREBUET Airbnb W R EIEREE. AMRAREZFREERLEESSE



BATIE, ITXERE: RMNBENEZMNABFBEFTmERE? BB ENIZAEBHIE~REE? Tk
RIFEHBIAITIRERFAVARE, Airbnb W= REBIIRTEW(AI?

[00:05:56] Brian Chesky
English:

| spoke at Figma four or five months ago. | spoke to a room of designers. | then got off-stage. | saw
somebody tweet that said something to the nature of that | said | got rid of the product management
function and all the designers in the room started cheering. So | want to talk about two things. What |
actually meant, because | didn't actually get rid of the people. And also why did the people in the room
cheer? Because that's also a thing we should ask ourselves. And | hope everyone listening to this podcast
should understand where did that place come from, that 5,000 designers in a room cheered because they
thought | eliminated the existence of a function? Because if | said | eliminated the engineering function,
no one would've cheered. It was specifically that function. So | want to talk about what that might mean.
It wasn't the people, it's the way they're working together.

AR ERIE:

MANARIKE Figma A2 EEH. S TLH 7RI, ATEEEINEALMER, ABEZRIRKBUHE T ™
mEEREE, 2HNLIHIEARRIT. FRUFBIXMES. F—, REENEREMA, BABRHLEEN
BIEXEA, 2, ATABERIENASRIT? AAXBERIINZRENEZ, RHRERMXTMEZFHESTA
EREEXEME, M4 5000 ZiIKIHMEEAIAAIEUE T — N EREEMIPE? RAMRIOHIKEUE T TIEEREE, &/A
SRIF, MEIRRXPERRE, PRAFARIRRX ATRERERE T 4o MERETA, METHIISIESE

[00:06:46] Brian Chesky
English:

So we don't have any longer the traditional product management function as it existed when you was
here. But we didn't get rid of people helping drive the product. What we did is we combined what one
might call the inbound product development responsibilities of product manager with the outbound or
marketing responsibilities of product marketing. That's the first thing we did. The second thing we did is
we off boarded much of the program management functions that product managers may do to actual
program managers. A lot of people with the product management title are actually program managers.
So we actually started off boarding some responsibilities to program management. The last thing we did
is we made the group smaller and more senior. So we don't really have a lot of junior product marketers.
So the most senior people are called product marketers, but everyone has to understand how to talk
about the product.

(00:07:42):

So the basic idea is this. You can't build a product unless you know how to talk about the product. You
can't be an expert in making the product unless you're also an expert in the market of it. And a lot of
companies, what they do is they ship a product, it doesn't work, and they say, "We tried that. It didn't
work." And if you say you tried and it didn't work, my question is, was it a bad product, a bad strategy or
bad execution? Maybe it was a really well-made product, but you had no distribution plan. You had no
way to talk about the product. If you build a great product and no one knows about it, did you even build
a product? So that is essentially what we do. We have a much smaller function. The people are much
more senior. They have much more responsibility. The other thing though is that they do not control or
drive designing or engineering. We are a fairly purely functional model. They manage by influence. They
do not have control.



AR ERIE:

FRLL, EANFBEREMEXENEMHERN~REERRE, ERIMNHEERIFED=RIA. BITAHENER
mEZEFMERN “WA” (inbound) F@mARIREFS™mm% (Product Marketing) BY “¥#4M (outbound)
REHIOARESHET —iE. XRRNBHE—HE, FM4E2, RINBECRIFIETRABIARHTNE EE
(Program Management) EREERSRLATHIENNMBSAE, REEEFREELHNALIR LERMESRIE, I
MENMNFREXLRFHNBLATMBEEE, &5, HNENTHEHIRIE, HRESTEHER. FAUKITEERS
VML= RHIHAR. RERNABTATRTIHEE (Product Marketers) , BN ABSKIER NS
= fo

(00:07:42):

BEAEIZ: FRIFRAENMAIKIETm, SWIRTERES @, FIFMREREHINER, TNIRTERIH
EFmNER, REQRMAIZE: XH— 1" m, BBR, AR “HIAIT, KA . WRMRIRAI TR
A, ZPRER: B mAi. RBEAY, E2RITAN? BiFF- RS Ry, BREESRITY, KEKEL
FEmiy7E. WRIMET —MERE = malg ARE, BIREMT =miE? FrAX AR Em2I0IFEe. &
MEVEREERR VNS Z, AREBHARRSE, "REEKAESZ. B5—HFER, WIIAEHEEIRITHRIRE. i)
B—MEHAERERREEE (Functional Model), ftfiTBIEIMAHITEIR, RHITHIL

[00:08:31] Brian Chesky
English:

Now you might ask, how does that work in a company where people can only manage by influence?
Here's the amazing thing. We built and designed a company where you can manage by influence and no
one has to like you. You don't actually have to win people over. Oh, and the last thing | want to say is, why
did 5,000 designers cheer when the people thought | removed the product management function?
Because | want to say ... | don't know if | can speak on behalf of all the designers, but having talked to a
lot of designers, I think designers in the valley are very, very frustrated with the product development
process. Not to say the product managers, but they're extremely frustrated.

AR ERIE:

MEMAERE, F—TREEFWHEENQTE, XEAEBE? #HFMMAET: HMNBILHRITT —X
nE, AXERALBIREMAH#ITEE, MAFFES T ABLERM. REFLABEEZTFEAD.
M, REHERE, ATASANUAKEBCET ~mEEIREER, 5000 ZigitIMEWE? FAFER 3K
FREHRERDEAKRFAAE RN, EESWESZIRIHINRRRE, FIANESEIZITIIN =R LR E2REER.
FEAR. FRHMTREENA, MEXRIZBEIREER,

[00:09:09] Brian Chesky
English:

I think a lot of designers feel like they're compromising. Many designers | know ... Heads of design. Well-
known heads of design. | told them they're not designers, they're design administrators. They're running
a design service organization. Because Silicon Valley often treats design as a service organization. Like
design is catching things before it goes out the door. It's not actually typically part of the development
process. And | think this is not just bad for design, it's bad for product managers and engineers because
we all want to build the best products. And one day you wake up and a variety of phenomenon might
have happened. And if people are watching this from a large company, here might be some of the

characteristics.

FRCERIR:



EREF/RZKITMEFEC—EEZ . FIAMRBRZ KT &I ARA, ABZMRHATRA. KHiFt
i, filf2igiti, MBKITEERR. MIIEEE—MRITRSIE. BAESEEERITEF—TRSSE
o MK RZBEF mEAMRENEX. EBEREALXIREN D FIANXRNIRITAF], 3t

mAEM TR AT, EABENEBRITERGFN™m. B—KRIMEX, AJRSAUSHAKELLET,
MRBEAFEABEATEXT, UTEEEME L4,

[00:09:43] Brian Chesky
English:

The first thing you notice is that these different groups might be running on slightly different technical
stacks. That's the first problem. And they may actually be accumulating technical debt. The next problem
you'll see is that there's a lot of dependencies. So five teams are going different directions, but they all
need a payment platform. And so what happens is that the teams that everyone's dependent on get this
backup like a deli and people are going around the block. And then at some point they just give up. So
then the teams that are dependent on other people say, "Give me the resources and I'll build this group
myself." So instead of five teams going to marketing to get a campaign or to leverage some service, they
start building their own marketing departments, their own groups. So now they're really becoming
separate divisions. And this is where a division comes from.

FRCERIR:

MERENE—HER, XETENENTEESTERERENEAK L. XEF 1R, 1L ErTEE
ERBEEAR L MEIN T —NMNIARFERENKI KR, LNETEANBRELRALXRE, EMIHEES
T Fa. ERME, SPOABKBVBNEAARGARERKA—HFRE, AMNRELEMT. AREED
=, RBFET. TEBERBFIABNENR: “AGHRER, HECEXTH.” L, THRATHEEK
EHBEETI A BEMRSS, MEM(AREIECHERR]. BEshE, REMNERNZER TIRIIH
ZB] (Divisions). XmiE “FllERH" BIEE.

[00:10:34] Brian Chesky
English:

Now, once you have a division, your division is as successful as you are a priority. So now you have to
advocate for your division. So there's a lot of advocacy. If you have dependencies, you've got to persuade
people by building relationships. And so the people that are liked that build the best relationships are the
ones that get the most resources and that creates what we call politics. And so now politics that brood in
the company. And suddenly people gets more subdivided, more subdivided, subdivided. And that creates
another problem, which we call bureaucracy. And that bureaucracy means it's hard to know who's doing
what. People are going in different directions and that creates a lack of accountability. When there's lack
of accountability, then there's a sense that what | do doesn't matter and that creates complacency. And
then suddenly a fast-growing company becomes a big slow moving bureaucracy. This is a general arc that
winds up happening.

AR ERIE:

—BRETEUER, FHNEIHIEMNBURTRBEEREZE. FrAIERG A IRESE L 38BN mo
FROMTESZ B T MRMFERBXR, MMOTBEIEIXAKERIA. T2, BERAE
R BERURFXANAMBRERZNER, X~ETRINFMRE “BUa” . MEBREQBRNIBEE,
RAE, ARRHE—SAD. BAD. XNTETH—NEE, HIZH “BEEX . EEEXERER
MEREEER Ao MIATRBSEE, SHRZFEH. SRZPAFFN, METE—M “RENEFRE



27 MR, MMSRERH. AR, —KRBERKPHQBERAZER T — MR, REBHHEFRERTM. XE
BEIKERERIR,

[00:11:30] Brian Chesky
English:

And then you end up having this situation where a company's done 10 marketing efforts, but no
customer's heard anything. They have thousands of engineers, they shipped all these products, but a
customer can't tell you a single thing you did. Marketing and engineering don't talk to each other. It's not
even they hate each other, they're in different universes. I've always said that the health of an
organization, one simple heuristic is how close is engineering and marketing? And marketing is at lot of
companies are like the waiters, engineers are like the chefs and the chefs yell at the waiters and they go in
the kitchen. In fact, the waiters are the ones talking to the customers all day and they also know how to
sell things so you really want them being enjoined at the hip and you want engineers to be thinking about
maybe how to talk about the products that they're building.

AR ERIE:

REMZBEXMER: /8T 10 XEHE, BEREFFARRIEMER. tIIENTLEARIREM, %
HTFREXEm, EFFAIRAEMEESN—H4E. EFENIRESIERTR. BEEFZMIMERITR, m
RHEMNLAFAENFE. B—EHiX, HE—TMARRRRIN—NEREARAER: TENEHENESES
? FRZQE, EHAGRMERSR, TRMMERET, BIMNRSRAMAN, AEh#EERE. EXE,
RSB RARBBRMNEFARZKRBON, I AEMEERARA, PRUMRENFEMITERES, (RREIRINE
REBZ WEIKIE b T EF RSB Mo

[00:12:17] Brian Chesky
English:

So this is the problem that we had. And also the other thing we were doing is, as you know Lenny, we
were spending a lot of money in performance marketing. | don't think performance marketing is a bad
thing. | think of performance marketing as a laser. Actually my co-founder who obviously you know well,
Joe, used to have this metaphor of lasers, flash bulbs and chandeliers. If you want to light up a room,
performance marking is a laser. It can light up a corner of a room. You don't want to use a bunch of lasers
to light up an entire room. You should use a chandelier and that's what brand marketing is. But if you do
need to laser in and balance supply and demand, then performance marketing is really good. It literally
lasers in. Performance marketing though doesn't create very good accumulating advantages because it's
not an investment. Now if you want to build it permanently, like booking.com, if you have a really high
ROI, now you can have a performance marketing arbitrage business. But assuming you don't want an
arbitrage business, you actually need to be investing. And so we think of marketing as education. That

we're educating people on the unique benefits.
FRERIE:

XMmERMNEFERNEE. BI—HFZ, EWIRHAA, Lenny, HITHREHREE (Performance
Marketing) ERATAEBHE, RTANMREHEZHITE, HIBRREHEERR KiFL, KOS
18N Joe (FREARAEM) BABIC. MOCTMBITMEE, WMRIMEBR=T—1EE, MREHMEHI
ERURREEN— 1A% (RAEBERCRBRENEE. MYZA®RLT, BMEmEESH (Brand
Marketing) . BUIRIFASEFENGEEMUH TEMHTE, MAMREHERNIFEDT. CHLERGENC—FEE A
M, BREFEFAITERFNERMNE, AANEFRR—TKRE, MRMEXAMEILE, % booking.com AR



#, MRMEERSNKRZEORE (ROD, RIMAIUE—THREHEEFL S ERIQIFAEHEFLSS, RSE
FrEFEHITRE. FHit, BIWEEHEAA “BE" , BHEEATE-DEIREFRE,

[00:13:23] Brian Chesky
English:

So a lot of companies don't do product marketing. They do brand marketing, which are ads about the
app or they do performance marketing, but they're never really educating people about new things
they're making and shipping. And because no one's marketing new things they're shipping, there's no
purpose to ship new things. Because you ship new things and people don't know about them or use
them or they're not educated. And so you try these big new things, people don't adopt them
immediately, so then you get more and more incremental. Now what we do is we have a rolling two year
roadmap. We don't even really do an annual plan. As you remember, Lenny, when you were at Airbnb, we
would have three month planning cycles. Now planning cycle is just a budgeting cycle and most people
only spend a week or two on it. Some don't spend any time on it. And we have a rolling two year product
plan. Strategy. Product strategy roadmap that gets updated every six months with releases. We release

products every May and every November or October. Obviously we did one today we can talk about.
FRCERIE:

FRURZ QB A= @™ (Product Marketing) . 1 1mhEEE (KF App B9/ 8) HEMREH, B
MR EERE AT BN EERSEMNZHBRMEY. BAREANLKBIMEDBES, FIURHERSE
MR ET BX. ANMRERTHAA, AMAE. TH, HELAERGH. TEMEZHXLEERNNSE
¥, MIURBIULERA, FTRAMEFEREERT “mEXcd”  RERNMBZ—REIAIMERR L
B, RITEERNEAMEEITL. Lenny, FRIZSIRIE Airbnb B, EIMBE=1TAWitLIER. WMERNITRIER
[R—IHERH, AZSBARE—RMANEZELE, BEAEERENE, HMNE—TRDHMWE~mit
Y. ARBEFI iR RE, BN TMARARBERER—X. HMNSFESBM 11 B 10 BAH~m. B4, &
MNERMEHRT—1, =) LETLERH,

[00:14:26] Brian Chesky
English:

The entire company works together. They row in the same direction. And the product management also
does the product marketing. So they're figuring out how people are going to learn about it, they're doing
the demos, they're understanding the story, the videos, they're figuring out all the customer touchpoints,
making sure everyone understands it. Our product marketing works with communications. We work
months ahead of time on all the different assets. And when we're working on a launch, one of the first
things we'll do is start figuring out what the story is. And the story will often dictate the product. Because
ultimately you have to tell the story to people. But a story also is a really helpful way to develop a
cohesive product. We wanted a company where a thousand people could work, but it'll look like 10
people did it. Sorry, that was a bit of a brain dump, but that is a little bit of a universal theory for how we
develop products now. And | could go into a lot more detail, but | probably will stop there.

FRCERIR:

BIREMREIIE. NBAR— AR ~aERRNBARmmz. FUMIERE AN T #
o, MEMER, MIEEERSE. GIELR, MmIEREMENEFERS, BEREADERER, &
MNE=mmiER S AXBENETF. KNSR/ NAESERENEM. SENESRTE, RINEMHE
—HERRHERZEM 4. BEEEIREF M. ANREZMRBFARANIHRXNEE, BRFHEFLE
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WA RSERS, EXEERLREHNIAETLTREEREL, HAILUAFERA, EREREEXE,

[00:15:24] Lenny

English:

That was amazing. You touched on all of the things | want to talk about. So I'm going to-
R EE:

KET. MR TFRIBERBIKICHIER. FTUKE—

[00:15:27] Brian Chesky

English:

Oh, gee. So we can go deeper and deeper because the rabbit hole goes deep.
FEiE:

MR, X, FRUAFRNTRILAEIZHGR, HAXMETRAF I,

[00:15:31] Lenny
English:

Yeah, exactly. Exactly. So I'm going to pull on a couple threads. The first is this idea of a single roadmap
you talked about. And what this reminds me of is | was talking to another very prominent CEO of a public
company and he pointed out that there's this cycle that he sees a lot of founders go through where they
initially run the show, they're in charge, they tell people what to build, and then over time they're
encouraged to delegate and to empower and it leads to a bunch of optimization work and small thinking
maybe. And you talked about bureaucracy and politics. And then eventually you realize | need to take the
reins again and drive the ship and take back control of what's happening. And it feels like you went on
that journey.

FROCERIR:

T, =i, FMUBITENLNAEATF. BARMFRIN “B—REE" BRZE XUERTERES5S
FEERHLETAF CEO X%, fishthBRIRZCIMASMILHXF—TEH: ROMNEER:2R, A%kE
1%, BIFARZEMA; BEENENHERS, WITRERBHERNARE, SRSET SEREIEMEEEN
RIS B, RIRE T EREXMBUG. REMEIRE, RFBEMEMR, EFMEHBE. BRREMRBENT XK
JiiZE

[00:16:08] Brian Chesky
English:

That's exactly how it went, and that's how it goes almost at every company I've heard of. By the way, |
think that many years ago, | remember | think reading a blog post by Ben Horowitz saying that a lot of
people tell product led founders or engineering led founders to step away and delegate their product to
other people, but suddenly they've delegated away the thing they're best at. The thing that is hardest for
them to replace. So we don't have a chief product officer title, but if we had one, it would be me. |



wouldn't have a chief product officer. | think the CEO should be basically the chief product officer of a
product or tech company. If the CEQ is not the chief product officer then | don't know if they're a product
or tech led company. Maybe that's okay if they're an ops company or if they're a marketing company or if
they're not a tech company at all. But ultimately | think the founder or CEO should be that person.

FRCERIR:

HsEXtE, MERKFRBLFERQBHEML. RER—, HiZFRZEFRT Ben Horowitz BI—FE1#
X, WRREASFTRBREREN TRRRHRENNBAZRE Y, B mERGHIA, BRAZE, e
Ho&EBR., RERNANRERNEET. FRIUEITEE “GF~mE” (CPO) XKfA, BMRE, B
. RARIRUBFETME. FINN CEO BX LV ZRFRBRRARNEREmE. R CEO RE2EFE
mE, BABFMERNEREENR—RT™mIEHREHATE. MRMIIZTEQE. EFEQBTHERER
BRRAE, BHIFREH BRE, FIANEIEAZ CEO X2 Ao

[00:16:59] Brian Chesky
English:

So when we were starting Airbnb, it was probably the three of us. As you know, I think Airbnb was a
unique situation where it was three of us. | don't think any of us was that dominant. | probably played the
closest thing to the role of the people listening, the closest thing to the role of the product manager. But
again, | did marketing, | did design, | did ops, | did a little bit of everything. So | was basically everything
but engineering. And then as we grew, | started getting more and more hands off in the product.

(00:17:27):

And | always remember Lenny there was this paradox where the less involved | was in a project ... Let me
be clear. There were times | inserted myself and dysfunction occurred. That is absolutely true. And that
was just a learning experience for me. But there was this other scenario where the less involved | was in
the project, the more spin there was, the less clear the goals, the less advocacy the team had, the less
resources, the fewer resources they had. And then therefore the slower they moved. And the slower they
moved, the more they assumed it was because | was too involved. Because people assume that our
natural equilibrium's to move fast so if we're moving slow, it's because of an over involvement in
leadership and therefore | would get less involved. | would give teams more control. | would give them
teams more empowerment. And the more | kept giving people what they asked for initially, they may
have been happy, but the outcome of it was always, it seemed weirdly like they got less of what they

wanted. They wanted to move faster so I'd empower them and move slower.
FREiE:

HEATLI7 Airbnb B, KEFRZIAI=DAo WRFRED, FHIAA Airbnb BUERRIRE, BRHMN=TA. &R
IARNPEASEENES. HENAEARRZOAROERNTREE, BRF, REHEHE. Mg
it BEE, FABME—<. FIURT IR, REEALAAHT. BEASNKRK, HAFmRE O MGEF~

fo
(00:17:27):

Lenny, H—EHIZEE—NMFIL: HRSS5WMEHLD - LHWBE, BEMRENNT, ERFETIIEEKRA,
XENBER, BUNERFAIARFIZN, BERES—MER: RS5MEML), RAEMES, BrERE
i, FIRARISEISFmEL, RREESZ, Fit, WNTHEEE. mtbiliTmie, nERSTEENES
5X%7. RAMURGZNNBEATERSERESD), FRIUMRKNBEHEE, B—ERERNAREILE
25, REZRSRL 25, RILBNESEEIN, LM1EZRE. HEBRLAMNENRBENRA,
(A RIRERA D, BERSEHFEMEAI, MISINRMEL, MITEARFER, FRUABRBRNSAMI], 4
RESEIL,



[00:18:26] Brian Chesky
English:

And again, how that happened is what | described. That you end up in a situation where you're delegating
down. So | think that things were getting worse and slower and slower and slower. 2015, 2016, 2017,
2018, 2019. And by 2019 we were spending a billion dollars on AdWords. We weren't really investing in the
brand. We were doing a huge amount of AB testing. | think AB testing is important in times. Actually, let
me clarify AB testing. We don't test blue versus green. We have a control and a treatment like | think we
did when you were here. So we have a design. We might do a holdback occasionally to see how the thing
is working. But if we do an AB test, there has to be a hypothesis. If we don't have a hypothesis and A is
better than B, then we're stuck with B. And that's a really, really big problem, but we can never change it.

AR ERIE:

Bii—R, REXMBERNREEMHFAERE, REZBANTBEERENNGE . FrURIANEREFERL
18, WR#IE, 2015, 2016, 2017, 2018, 2019 &, % 2019 &, FKf17E Google XA~ & (AdWords)
EEFET 10 12%7T. HNARKERERZT M. 8T AKER AB MR, FikA ABNHXBEHRER, &
frl, itFEB—TF ABMid. HMFMREEERER. BMIE—TINRAM—NREA, MEIRERBHER
B, BITE—M&IT, BRARRM—MREMIR (holdback) REFMR. BMRENMAB MR, BAE
—MRIR. MRFNVLBRIL, MALL B, BHXNTMIER Bo XB—NIFERIIEE, BR(TXZT AR

AR
TE,

[00:19:27] Brian Chesky
English:

And then imagine 10 teams doing AB testing. Imagine if you designed software the way you designed a
house or design a house the way design software. And we AB test a sofa. And we said, well, how does this
sofa work? And it seems like with this sofa that we've AB tested people spend more time in the living
room, so therefore people are going to like this room better. But actually the sofa has a relationship to the
end stands which have a relationship to the lamps which have a relationship to the carpet or the rug
which have a relationship to the television which have a relationship to the house and everything else. So
you have to think about the whole cohesive system. And | started realizing that. | asked one person on
your team, somebody you know well, and | asked him, | said, "I feel like | open our app and the product
hasn't changed and four years." | remember saying this, 2018, 2019. And this person described that you
know well as just the way we were doing things. The initial way we were doing things to move fast had

made us move slow.
AR ERIE:

BER—T 10 MHBAETEM AB Mik. BMR—TURMEIZITEF—IFRIHIRNE, HEGKITRE—FIRITE
Fo Bl R#HITABIMIR, AR, I8, XMOERROME? BEXRATXMNIRDLE, MIEETH
MBEEIEKT, FIUAMNSEERXNEE, BXEFLE, DR5AVEX, BLSITEEX, ITESHEE
X, WESBENEX, BEAXSBEIMNEFREM—IIEX. FIURBAZEEEIARNAS. AABRFIREX
—Ro KR TIMEAEN—MA (IREFEHA), Finlh: “HEFEITHARKNN App, ~mAFHLITL”
FICFTE 2018, 2019 FiR I XiF, MXMRABRIAERE, XMEHMMEENS. &N T IRMKIEY
A, RMEFEANZIET,

[00:20:29] Brian Chesky



English:

So what we ended up doing is ... It was now late 2019. | don't know what to do. I'm like, the product is
slow, the app seems to not change, costs are rising. | keep adding more people. There seems to be more
politics. By politics | mean advocating for individual interests rather than the whole company. More
bureaucracy meaning meetings about meetings about meetings and a lot of dependencies. People were
describing working 80 hours and getting 20 hours of productive work done, which is just a crazy ratio a
week. And | didn't really quite know what to do.

FROCERIR:

FRAFRATRABZ - BB=E 2019 FKo HAKEZEAN . HIESTMRIE, App MFRTL, MEEL
Fto HAEEIMATF. MPFAEESZHEE —RRHNBUEREN T T AN ZMAREBIN AR EFR. EZHNE
BEX, ERENTHIMAZ, EERENKRBXR. AMERIZERE T80 /8, BRE 20/N\HEE
HB, XEHIEERT. HENAAEZEAD.

[00:21:03] Brian Chesky
English:

And then right before the pandemic, | meet two people that really affected how | thought about things.
The first was Hiroki Asai. Hiroki now works at Airbnb. He's one of my executives and actually product
design, product marketing design and marketing report into him. And he was a creative director for
Apple. So he worked for Steve Jobs, was basically dotted line to Steve for many, many years. Came from
graphic design. Eventually ran all of marketing communications. In Apple Marketing Communications,
they actually designed the app. They made the app. They designed all the marketing touchpoints for the
store. So it wasn't just ads, it was every brand touchpoint they were responsible. So everything flowed
through marketing. And so marketing became the governing factor that made everything really
organized.

AR ERIE:

MERBEEAR, HBETHMNEERMEEEZARIA. F—1=2 HirokiAsai, Hiroki ZL7ETE Airbnb T 1%,
HEXNSEZ—, Fmikit. FamiZRitERESRWIR. tMERFRAFNLITE N, EAEFX
- THRETLIE, SERERLEEAEFRCR. MHSFEHIRIT, REATMENEHERE (Marcom). £
ERIVEHEREER ], M%K1Y App, ®IET App, R T BIERFMEEHEMRR. FRUNMUNET
&, iasEs— T aEEMR. FHit, —EREEER ). EFEMNTIL—ESHHAERNESEE,

[00:21:52] Brian Chesky
English:

| met another person or got reacquainted a person named Jony Ive. And Jony Ive was the head of
industrial design and Chief Design Officer at Apple. And they described this way of running a company
that was totally different than the way that | was running it. It was basically the way that Steve Jobs ran
Apple from about 1998 until he died in 2011. Apple somewhat runs it this way today, but the services is
turning into a division and they are just so big that | think it's not a one-to-one anymore, but they are still
technically run this way. And | had this image of not being divisional because we were running ... We had
10 divisions. We had a flights division and we had a homes division which was divided to pro hosts and
core hosts and lux and we had business travel and we had a magazine and we had experiences and we
had .org and we had China. So we had these 10 different divisions all going in 10 different directions. And
| created this culture where everyone would be a business manager or business leader, general manager,



which made them want to create many general managers. And so the company kept getting subdivided,
subdivided, subdivided and that made it very, very difficult to turn.

AR ERIE:

HBITES—PA, HBEREHLEIZT—DA, B Jony lve, Jony lve ER2ERMTIIRITFEMEFEILIT
B, i ERT —MHS5HANEELRATE2FAENAR. XERLEREFX - ITTHRHTM 1998 5 2011 FX i
HEBEERNA N, EROXEEMEZE LMXFIETT, BRSMPIIETTER—EWLE, mEMITIEX
K7, BINAFBRE—X—WERER, ERALNEXFEITHN, REARZET—MUZE, MEFERSE W
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[00:22:57] Brian Chesky
English:

And this was all about me delegating responsibility. The problem is if you're running a divisional
company, you're a product-led founder ... What are you doing? Strategy, capital allocation. My job went
from proactive to very reactive. | was reacting to a lot of things. | was in a lot of meetings. Trying to
adjudicate different issues between groups. So then the pandemic occurs and | had this image on mind.
It's like | have this dream that | could run a company much more like a startup. | remember going on a
walk with Joe and Nate in Bolinas. It was October 2019. And | told them | had this dream that | left the
company 10 years ago and they just asked me to come back. And | said, "I was horrified at what | found."
And they said, "Well, what'd you find?" | said, "I found a company that on the one hand had amazing
culture and people with a great mission, with a brand people really loved, but we lost our design roots.
We weren't investing in the longterm. We were obsessing over hitting metrics. We didn't actually have any
cohesive understanding of what we were doing. It was really hard to get work done. A lot of the great
people were leaving and cost was rising and growth was slowing." And that was exactly what was
happening.

FROCERIR:

XeRRANRERNEE. HER, MRMFEE—RFUBHAFE, MRE—Nr"mEELEA - RTEMH
Ta? EB8. BAEE, ZOTIEMNENZR T IFERH. RENMNRZEFR. HREMTRZIWN,. HEHR
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[00:24:20] Brian Chesky
English:

And then the pandemic occurred and we lost 80% of our business in eight weeks. And then suddenly
we're like, oh my God. | remember basically staring into the abyss. And luckily I've never had a near-death
experience, but the way it's been described to me is it's like your life flashes before your eyes and you
have clarity. And that's what happened to our business. We had a near-death business experience and
our business flashed before our eyes. And so suddenly | basically got into action and | said, I'm going to



run it this other way where I'm going to get back involved in the details. And by the way, Lenny, here's the
funny thing. Before the crisis, a lot of people felt like | was too involved in different areas. Once the crisis
happened, guess what happened? People were like, what do we do? We need you more involved. And so |
got more involved.

FRCERIR:

BERBERT, BITE/N\BRKRET 80% HkS, RARBBIIER, KM, HiCFIARER EZRERAR
Wo FIBNE, FAMKRBEIIILELR, B AEBERT, BMERNEMETRIIAL, RRALRFEE. &
MNESEERETREENER. HNEHT RIS ERMIEERLE, ML SERFNE, FRRAE, &K
FHARENTE), i, HBAS—MAHIAREE, REENSSIATH. IRER—H, Lenny, BBNZE: 7
fetlzrl, REARGREFRAMAZERET. —BAE, BREAETHA? AMlz: “BINZEA
M BBEMEZHESS,” TREAEEFTESZ T,

[00:25:05] Brian Chesky
English:

When | got involved, | made the following changes. The first thing | did is | said, everything we're doing
has to be written down and put into a Google sheet. It turns out people couldn't even write down
everything they were doing. | remember one person told me, "We're doing too many things for me to ever
be able to document." I'm like, "What?" But anyways, we eventually got everyone to write everything
down. And | said, okay, we can do about 20% of these things. And so if everyone says, "Oh, Airbnb is
simple. I'm only doing three things." Yes, but you're one of a thousand people. So actually we're doing
3000 things. So instead of one team doing three things, three teams should do one thing. So we totally
cut down the number of projects. We removed layers of management. | wanted to be as few layers as
possible from leaders of the team. We went to a functional model. We went back to a startup.

FRZERIE:

HENANE, BMTUTHE. HENE—GER: BN EEHNES—HFEHLATE THRHMBAN Google Rig
B BERERI, MIBELES TUMNEEHBIREER. HiEFEAGTFR: "BIMBIEBEXRZT, R
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[00:26:28] Brian Chesky
English:

So we said, we're not going to have divisional leaders. We're going to have design, engineering, product
which turned to product marketing and marketing and communications and sales and operations, all the
functions of a startup. | said, we're going to have fewer employees. We're going to have fewer more senior
people. There's a great saying that the best way to slow a project down is add more people to it. And so
we felt like very few employees. We have fewer than 7,000 employees today. As a relative comparison, |
think Uber has 30,000. And it's not to say they're big, it's just say that's how small we are and we've really
benefited from having not a lot of employees.

FRCERIR:



FRAFATN, BNNABIRIFWEHTA. HIVFHRERT. IR =@ &ThrEahs). 88 A
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[00:27:11] Brian Chesky
English:

So we made sure that every executive was an expert in their functional domain. So you know how there's
a lot of engineering managers that aren't that technical or maybe not a lot, but they exist. Or there's
designers, but there's design leaders who lead the people. A design leader's job should be managing the
design first, the people second. That's what Jony did. They're interchangeable. | could never imagine
Jony out at Apple just being a manager of people. He was looking and designing the work with the team.
How do you manage the people without managing their work? How do you give them development if
you're not in the details with them on the work? So the same thing is true. So people had to be experts.
Everyone had to be an expert.

FRCERIR:

Hit, HMNHRSUSEMEHREMIANER, FHEFRZIBELEBHIHFERK, HEHFAS, E
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[00:27:54] Brian Chesky
English:

| stopped pushing decision-making down. | pulled it in. | created one shared consciousness and | said, the
top 30, 40 people in the company are going to have one continuous conversation. Metrics are going to be
subordinate to the calendar. So we're going to have a roadmap. It's going to be a two-year roadmap. We'll
update the roadmap literally every month. People may wonder, well, what if the world changes? Yeah, it
changes every day. So the roadmap's something where the next month doesn't change, but two years out
it changes. It's a rolling roadmap. And by the way, if Ukraine gets invaded and you want to provide
housing for refugees, you can still pivot people and adapt very quickly. We house 120,000 refugees. So
you still keep a reserve of resources to be able to pivot and do things because there's always unexpected
events.

FROCERIR:

HELETRENTH, MBFHEKE. HET—M “HERIR" , WHQBRIEH 30 2| 40 NFHITHLR
BIXSiE. FEARIEARM TR EIR. FRUFI BB —MRREE, —HRMENRLE, RN LFESTAMIEMBRL
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[00:28:46] Brian Chesky



English:

| created this new function called product marketing. We basically described what that is. | made the
group much smaller. | took a lot of product managers, | reassigned them as program managers. | had
many of them trained in actual program management because their roles got much bigger. Program
management at Airbnb is a high status job. A lot of companies, it's like a coordination job. At Airbnb we
said because we're going to do launches, it's high status. We said we're going to do two launches a year
and you can't ship something unless it's on the roadmap. So every single thing in the company, with the
exception of some infrastructure projects have to be on the roadmap. And then I'm going to review all the
work. And so we create the CEO review schedule where | said I'm getting back involved in the project and
I'm going to review all the product and all the marketing. So every project | would review every week,

every two weeks, every four weeks, every eight weeks or every 12 weeks. There'd be a cadence.
FRCERIE:

HKEBTXNMNEA “Tmmin” iR, BMNEF LELKER TR 4. BIEXMEAMERERD. BB
REFRABEHTHANMELE (Program Managers), FiLttIIHE9F 2 AES T LR8I B 51,
RAAMINABEER/EEET, £ Airbnb, MEEER—ITUHURSNIIE. EREZAE, XMEE— 1A
TE, 1EAirbnb, BITRERENEBR AR, FILENMAERES. BIIASFERMRALATSR, FRIEFEREZE
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SEEMENIE. HINFIET CEO HEMNEIR, RAKREENSSIMEH, REHEMEN~RMAER
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[00:29:25] Brian Chesky
English:

And then | had a head program manager that would score all the projects. Either they're green, yellow, or
red. Meaning they're on track or not on track to ship. Whether we thought they were work, we don't know
until after we ship it. But | use the reviews of the work every single week. And the reason there's not a lot
of bureaucracy and the reason you don't need any influence at Airbnb is I'd review the work and if
something wasn't happening, then | would stop the meeting and say, "Why isn't this happening?" And we
would all get together. And so you couldn't have a situation where a team wouldn't collaborate. It would
be like | could then feel the work of an individual engineer.

FROCERIR:

RERE—LEREDNERZE, hRBMANBRI D, BARER. &R, BEARLE, ERRENRSRITY
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[00:29:25] Brian Chesky (Continued)
English:

Because imagine if we're a car company and | see the car prototype every week and | notice there's
something about the tires off. Now | can identify the individual person who was blocked. So every week |
would try to see the equivalent of at least a semi assembly of the entire new product we were working on,
which allowed me to identify with teams the different bottlenecks happening in the company. The
reviews were the thing that allowed us to dictate the pace. And so because we had all these reviews, |



didn't need to mandate people going back to an office. | didn't really care where they worked because |
could track how well they were working because of the review cycle. So these were some of the changes
that we made. We also started really building out much more of a marketing communications and
creative function. We built our own in-house creative agency. So we use production partners, but we
don't use Wieden+Kennedy or ChiatDay or any of those anymore. We actually built our own in-house
agency, so to speak, which is a creative group.

FROCERIR:

BR—TURENE—FRESERE, HEAMESERE, HEIZIBBESRFNH. WERHATLURZ LS
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[00:30:32] Brian Chesky
English:

The creative group does not just the ads but the creative on the product. So we got really, really
functional. We got rid of a function called UX writing, and we combined it with marketing writing. We
said, wait, why don't we just have the best writers do everything? Why is UX writing a separate function?
Because actually the emails, the app, the ads should all be one voice. Now, there may be people that
come from a different background, like there are people that come from UX, but they all roll up to one
function of writing. And writing should not go to design. Writing should go to a function called writing.
Unless you want your head of writing to report to design, then that doesn't make sense. So we really
made a lot of those changes.

FRCERIR:

BIRNARNAR &, BAFRFm NS, FIURMNERFIEE. EEREK. RINBUETRA “BRERE
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[00:31:16] Brian Chesky
English:

Just to round up the question that you asked, | think that way too many founders apologize for how they
want to run the company. | don't know why they do, but | think they apologize for how they run the
company. They basically find some midpoint between how they want to run a company and how the
people they lead want to run the company. If you're a founder, what | would tell you is the problem with
finding a negotiation between how you want to run a company, the people you want, is that's a good way
to make everyone miserable. Because what everyone really wants is clarity and what everyone really
wants is to be able to row in the same direction really quickly. And also if you try to appease employees,
they may not even be there the whole time. So we have entire projects at the company where somebody
advocated to do it, it was a big commitment and then they left and now we're still doing the project they



advocated for. So it really has to be something that everyone wants to sign up for, not just the person

who's there because they might not always be there.
R EIE:

BE—TRANEE, ZIANNEXZSHEBAZAHECERATNAGARIIEM. RANERNATAEE
W, BEISMINABLEER. MNEALREASRNAEEASN TRBNEEEQRZEFHITF S,
IMRRZEIAA, HRERMFHNZ: EMEEQSNARANMAIHNFIRZEH#ITRY, BiLEMATBEENGT
F3it. ANAREERENZBWE, AREERENZEBREMAR - HELIM. ME, RIRIXEER
WL, WIAEREAFZ—EFERE. RIMNATDELEHNERREARNEKBD, BE2—1TEKRBEE, A
FEMEFT, MAEFNEERMNIEKRKNITE. AL, XBETAEETABRBESENERE, MANERT
FIRERRIKIZTFTEAR) LEI Ao

[00:32:17] Brian Chesky
English:

| basically got involved in every single detail. And | basically told leaders that leaders are in the details.
And there's this negative term called micromanagement, and | think there's a difference between
micromanagement, which is telling people exactly what to do and being in the details. Being the details is
what every responsible company's board does to the CEO. That doesn't mean the board is telling them
what to do. But if you don't know the details, how do you know people are doing a good job? People
think that great leader's job is to hire people and just empower them to do a good job. Well, how do you
know they're doing a good job if you're not in the details? And so | made sure | was in the details and we
really drove the product.

FROCERIR:

HEXEZ5T7E58-1ET, REFAREN]: AFERNIZXEAT. F—MAEmDCM “HREE" , &
INNHNER (FRIARKZEAH) 5 “XFEAT ZRZEX3N. XIFATESMEENARNES
2% CEO FifE1E. XHAEKREEERESIRF CEO ZMt 4. BNMRITRARTHRAT, (REAFERTHE
FARE? MPBARFERASENLIERZREA, ARFERMNEMGFIE. T8, MRRATHRAT, REA
MEM SR AE? Fib, ZMERECSARNAT, TAEEEDT~mED,

[00:32:57] Lenny (Sponsor: Eppo)
English:

This episode is brought to you by Eppo. Eppo is a next generation AB testing and feature management
platform built by alums of Airbnb and Snowflake for modern growth teams. Companies like Twitch, Miro,
ClickUp and DraftKings rely on Eppo to power their experiments. Experimentation is increasingly
essential for driving growth and for understanding the performance of new features. And Eppo helps you
increase experimentation velocity while unlocking rigorous deep analysis in a way that no other
commercial tool does.

(00:33:27):

When | was at Airbnb, one of the things that | loved most was our experimentation platform where could
set up experiments easily, troubleshoot issues, and analyze performance all on my own. Eppo does all
that and more with advanced statistical methods that can help you shave weeks off experiment time, an
accessible Ul for diving deeper into performance and out of the box reporting that helps you avoid
annoying prolonged analytics cycles. Eppo also makes it easy for you to share experiment insights with
your team, sparking new ideas for the AB testing flywheel. Eppo powers experimentation across every use



case, including product, growth, machine learning, monetization and email marketing. Check out Eppo at

geteppo.com/lenny and 10x your experiment velocity. That's get E-P-P-O .com/lenny.
R EIE:

ETEH Eppo %8, Eppo ZH Airbnb #1 Snowflake B9 & R IR K EIBATER T —1 AB MK FITHEE
EEFEE, Twitch. Miro. ClickUp 0 DraftKings Z AT & EE Eppo RIXcht{TAYSELS, SEIOXT FHEhIG K
T ARFINEEMRINEREE, Eppo BEMFEEXNRE, RN UEME L TAIEMEINS XAES™IZER
REDM,

(00:33:27):

HITE Airbnb BY, RRERMEBZ—MERNNERKFE, EREHTUBMIGELR. HFRKFEH RIS
mRM. Eppo EEMBEXLINRE, BEEES, ©RBILHNRITAE, AIUSBMTERHEANIIEE, HE5
R UI SKRNRRRI, £EFEENBNIRSE, BireeMABEKN2ER. Eppo EiLIREERIASHA
DELONAE, BE AB L YA E, Eppo ZIFEMIHR THRK, SIF~H. K. MBIBFES. Bl
LANERHEH, iR geteppo.com/lenny T fi# Eppo, ILIRAYSEIREIRF 10 12,

[00:34:15] Lenny
English:

You guys found such a unique way of working. I've never heard of a company working in these ways, in so
many contrarian ways. | think it's going to be a really interesting case study as things progress. Essentially
what you've done is shut down traditional growth channels or at least limited them. Paid growth and
maybe SEO, maybe referrals at least for a while. And you've shifted to let's just make an awesome
product and tell people about it. And our bet is that's going to grow. Do you feel like this can work for
most other products or is there a consumer specific opportunity? What advice would you give to founders
that are thinking about, man, we should try something like this?

FRCERIR:

fRITERE T — Ml RS BIE (R A e BMKRIMH I EMRABURXRAZ RIEFHNHNIEE. MEEREIRHE
%, MAAXRR—NIFEEBNRGFMAR. AL, FXATERNERRE, HIEZLDRETEN—Af
IR, WiFiEHE SEO, MiFEE#TE (referrals), EVE—RIYEREXSF, REET “ULIHNNE—DRER
FaASFAR , BITNEIRXSHRIER, FESXERTAZHEMTRIZ? ERRXRZHIHE
BERVRENZ? WITFRERER KW, Bzt BelsA, REFTAEN?

[00:34:53] Brian Chesky
English:

| think that this methodology can work for everyone, but | don't think you have to be as ideological or
have to go all the way to 100. I still think growth channels matter. To be clear, we still spend money on
performance marketing. We still do measure conversion and we will do some experiments. Think of
conversion and growth optimization as like running a football down a field and think of these big leaps as
passes. You should probably be doing 80% passes, 20% running the ball down the field, and a lot of
companies that do 80% running down the ball down the field and 20% passes. So | think that this
methodology will work for everyone.

FROCERIR:

HINAZMGEZLERTENA, BERTAANMROAERPBARIRFISN, HELITME] 100% HK. FHA
IHNEKRERER, B, RNDATRREHE LR RNNABERAER, a—LRE, B%



A KA UAERTEK) LHIKE, IBXLEER KB RMEIK, (RAJRERIZM 80% RIFIKF] 200% AIHIK
B, TRZQEMHBYZE 80% BYFHEKEEM 20% BIEIK, PRABIANXMFZIEHE T ANEEK.

[00:35:33] Brian Chesky (Continued)
English:

Here are the things | believe. I'll give you a checklist. Number one, | think that the CEO, unless they're not
a product person, should think of themselves as this chief product officer and they should be involved in
the product. Number two, if you're not functional, | would at least think about everyone being really close
together. So here's another way of saying it, Lenny. Every product manager should be interconnected and
know what everyone else is doing. They shouldn't be independently siloed unless they really are running
separate companies or separate orgs and they have no dependencies. | think that every leader should be
an expert in what they're leading. There should be no people managers in the entire company. And when
| say people managers, meaning your only responsibility is people, not the work or not the domain.
Because you can't manage people devoid of their work.

AR ERIE:

UTRBEMBENER. RATF—NER. £—, HIANCEO (RIFMINFAERTRA) NiZEBCEFEFE~ M
B, H253FaF. £, IRARARRES, REVSEZERIUISNMIABEBRRE—IE. Lenny, HHHS
A BT RABRSNZERERE, FEEMAEMAA. IIRRZMIIA ‘NS , BRIEMIENERE
WMIUMRBHALRBEERBXR. ARSI NSEHNZZ2MIIAASTENER, 2R ZE R
B “BALZE” (people managers), HIRMEARIBRIEMIB—IEREA, MASELFERIH. BN
MREERBEIIEEE Ao

[00:36:18] Brian Chesky (Continued)
English:

Imagine a fire chief and they don't know anything about putting out fires. That's crazy. You have to know
the subject matter. People should aim to have as few people as possible on their team. I'm not saying
eliminate people. | mean grow slowly and do not be reckless. Five teams should do one thing rather than
one team do five things. So that's just a metaphor. But people should work together. | think that people
should consider doing launches. You can by the way, ship every hour of every day, but then package it
and tell a story if you want hold the product back. | think that teams should use data, but they should
also use research and intuition. There's a designer called Charles Eames that said you can't delegate
understanding. If you're going to do AB experiments or measure data, you have to understand what it
means. | think that you have to have an intuition. Intuition comes not from arbitrariness, it comes from
understanding. | would make sure that you have engineering and design ideally report to the founder,
product led person. | would not have design under product unless you have an extremely good reason or

the product person is a designer.
FRERIE:

BR—NEMBEK, AN KA—ER B XXRIET . RO TBEZ IR AMNRZIRKE A
o BRARBWEES, HBREREEIE, FEEGHF. NZ2RATHNME—H4E, MAR—TMREMEEHS, X
REANLERE. EAMRZZBEIE. FIANNANRIZEEE “REE" o INER—F, REIUSXE/NIEE
RS, BMRMEEELSTm, BRIECEEERANERE. FANNBANZERLE, EhNERH
RMET. B—UZM Charles Eames A&t , RAREEN “EE” . MRIMEM AB LR EEHK
&, MBIERENSN. HANMBABER. BERHIFREREE, MEXKEERE. RIWERIEMKITE



BERTEEZEELIBA (FREEHHA) TR BASERHREFRIIIZT, BRIErERAETINER,
HEFmATRARF IR,

[00:37:25] Brian Chesky (Continued)
English:

I would try to think about product management, expanding the responsibility and including distribution.
Understanding the customer and teaching people how to tell a story. | would try to make sure that the
product managers are a combination of art and science. | do not think you want purely technical product
managers doing things if they're going to work with non-technical functions. If they're only work
technical functions, that's fine, but they're going to work with non-technical functions, | think that's a
problem. | should make sure that marketing and engineering are interconnected. | would make sure that
you have as few layers between a CEO and other people. If you're a CEO, every direct to your direct
should be a implicit dotted line to you. So | treat every direct to my direct as if they're a direct report. A
dotted line. I don't try to conflict with the direction of my team, but | always want to know what another

layer below me is doing.
R EIE:

AR ETRERE, ¥ AHRIHEES AL (distribution) . EBFEEFPHBANMMAMHKE. KRB IH
REMEBERZAERFNE S, RTANMEEZARARN > REE AN B LR ESIERARREIIG1F
BER. MRMMNIABERAREE, AR, BNRESIERARESGE, HAANBIBRT RIWRE
HNIEE RN, ZHR CEO MEMAZENELERAELD, NRIRE CEO, RTFEN BN ZEFES
LR R, FIUKIE TR TEBEAFERTEMNE, EMEEL LK. RFABSHENNAEA
£, ERZEEMER TEB—FEMT 4.

[00:38:18] Brian Chesky (Continued)
English:

I think you should think of each release as a chapter of a story or like an episode of a TV series. And you
should think of your company in a five or 10 years story. You may not know where you are in 10 years, but
you're telling this ongoing story. And most of all, | would say that everyone should row in the same
direction. If there's only one thing | said in this interview today, actually I'm not sure what it would be, but
I think a good candidate is try to get everyone to row together in the same direction. Otherwise, why the
hell are you all in the same company?

AR ERIE:

HIAANMNZBE—REGEFEREN—IET, HEGBURIN—E, MEZERHAREE—5FH 10
FRIME, (RETBERAIE 10 FEREME, BMEETHRAXMFEHITHERE. REENE, REHS AR
RZEAR—1 A A%, WMRSRXRKIHFRIER—ME, HTHESEMA, E—NMREFHEREZ: B
BT ABBAR— LRI, SN, FOZRATAERER—RQE?

[00:38:48] Lenny
English:

Speaking of rowing in the same direction, you had a huge launch today. | know you wanted to talk about
it. Your winter release. And it is the culmination of a lot of the things you're talking about. I'd love to hear
just some of the stuff you're launching.



AR ERIE:

WEBAE— AR, (RSRE—TNEARNA. FHAERAHEHX
KEINRZEBHER, FRBIAFIRIIAHEI—ERE,

RINBNEELH . XZ2MNIA

[00:39:00] Brian Chesky
English:

Let me just back up Lenny. You know this problem really well. One of the best things of Airbnb is that
we're this marketplace where guests and hosts come together and we have all this unique inventory and
people list it on Airbnb. And every home is one of a kind and we have seven million homes and there's all
this surprise and all this delight. The problem is that every home is one of a kind and you often don't
know what you're going to get. And so a lot of guests have described checking into Airbnb as a moment of
truth. Where when you open the door you find out if the home is exactly the home that you booked. And
this turns out to be a big problem for people wanting to book an Airbnb. And when we survey guests or
people who don't use Airbnb, the number one ... Hotels are not as special, they're not as unique, but the
advantage they have is you know what you're going to get. You know exactly what you're going to get.

AR ERIE:

Lenny, iLFIE—F, RIFETHXNEE, Airbnb REN—RE, BIMNE—TEFNEARENTT, K
MABFREXERIFHIER, AEAirbnb ERXEER. 8TMREBBIR—FL=H, Fl1E 700 5IMER, 7T
TizEMMEN. FEET, ERASTIREBZIR—EZM, (MEEFNEECEREN 4. Hit, REEER
NfE Airbnb fEk Ay “EARRIZI” @ HERTAHIRAR—Z), A REXPNRESERMIITEIA A FHSLIERA,
X3 FAREFRIT Airbnb BARRZ— DK, HHEMAEEZFHAER Airbnb BIARY, HIRE—HEREER
B BERARI AN R4S, EENRBETRNERCIFEMN 4. MBYBIAERF[EM

[00:39:56] Brian Chesky (Continued)
English:

And so what we found is that reliability is Airbnb's achilles heel, or at least it has been. That with hotels
you know what you're going to get an Airbnb you don't always know what you're going to get. And so we
asked ourselves, what if we could combine the uniqueness of Airbnb with the reliability that you've come
to expect in a hotel? And that's what we've done with Guest Favorites. Guest Favorites are homes that
guests in our community love the most. We took 370 million reviews on Airbnb plus millions of customer
service tickets, plus all the host cancellation data and we use all the signal to create the top two million
homes. This collection of two million homes that we call Guest Favorites because the guests rate the
highest. We think combine the uniqueness of Airbnb with a reliability you've come to expect in a hotel
and | can'timagine there's a lot of use cases where you wouldn't want to book a Guest Favorite.

FROCERIR:

FRAFRATA IR, FISEMER Airbnb B9EE55 = (Achilles heel), EBZELVBER, HBEERAERRFIMTA,
£ Airbnb fRAREENE, FTEHNFEC: RIFKANEER Airbnb BV SIREBEEFMREN I RIEES
feskie? XmEilEd “BERE" (Guest Favorites) FRIMHIER. “BERE RHINMEXKITEEREE
BIBSIR. Ff 17T Airbnb ERY 3.7 1Z25%1FH, MEMBHLKERIE, SN ELFAEREREUETITHNE,
A AEXLEES kL 781 200 57N ER. X 200 AMERNESRIIMZA “BEERE , AABEES
HAFDERE. FRIPANXEST Airbnb BURAFEIVEIERNATEN, R EBKRERS R MISATEM
T “BERE .



[00:40:50] Brian Chesky (Continued)
English:

We think that's also part of this broader system of ratings and reviews. You see, as you know, Airbnb is
built on a system of trust and we invented this new way for people to trust one another, at least at scale
through living together certainly. And we felt like the rating and review system could use a little bit of an
upgrade. So we obviously made some upgrades to ratings and reviews. The final thing, and this brings up
another point | might bring up, is we've completely overhauled the host tab. One of the most important
things when you get to an Airbnb is the listing is accurate. But the problem is that a lot of host listings
don't have all the details up to date. So they might not describe perfectly their listing, they might not
have filled up their amenities, they might not have a photo tour. And the reason why as we're doing
research is because they found it was hard to manage their listing. And it was hard to manage their listing

because it was designed as this hodgepodge thing by different teams over many years.
R EE:

FAVAAXWEE ZHN DTN RRH—ERD. WIRFAA], Airbnb B EEEARZ E, BTABRT XM
I ATEEEENH AR, EOSBIHEEFEAMSCEALIN, FRINTFTIMTNRFERTLUAT—
EAL. FRUENEANTRINTNE T —LEohit, Kie—R, X5HTRARERINSG—<, a1
ReAET “BRiE (hosttab). HREA Airbnb BY, REENFBZ—MERRESER. BREZ, RS
BHRIEREBEEMNERH. ITAELETEMEREIR, LA ELIRNE, AIELKERASE. 3]
TERRPLI, RRZMIEEEERERR®E. MEREERZPMUE, ERAANEREZFERREEAILT, K

TP AREIE

[00:41:47] Brian Chesky (Continued)
English:

Oh, here's the other thing, Lenny, when you were at Airbnb, we had a guest team and a host team. We
don't have a guest team and host team. We have a design team. We have a marketing team. We have an
engineering team. The reason we don't break the app into guests and hosts anymore is because reviews
affect guests and hosts. It turns out that almost everything involves connecting the guest and host. When
you have separate teams, they tend to have separate roadmaps that go in separate directions that
become incompatible. So we have product marketers that are responsible for guests and host things, but
the designers and the engineers are fairly fungible and they can move from project to project.

FROCERIR:

R, ®EH—MHE, Lenny, fRTE Airbnb B, BB TEREERM—TEREN. RERNLZEEZFHEAM
BHRET . HMBIRITHE. EREAMNIIZFN. FAIREE App MO NEFRNERENRERRZ, 6N
ZENEIHEEMER. FELIERA, LFFABEFBEEINEREETME R, SMEEIRIIFEI, tilEE

IBERMIUNBLE, AFEANARAR, REEFEFHRS. MURNEARETNERZESH~mHHA
R, BN IR ERN, WITUMA—THBRES— 1R,

[00:42:25] Brian Chesky (Continued)
English:

And then we keep some people, especially the product marketing people on a domain area, but we really
want to make sure that we have designers and engineers covering a much larger surface. And so that's
what we did. We have this incredible new tab called the listing tab that we designed. It's quite possibly



one of the nicest things we ever designed. If you go to my Twitter account, you'll see a little sizzle reel
from some of the design we've done. By the way, the design is a whole new aesthetic. I'd like to make the
announcement that | think flat design is over or ending. | think if you remember the 2000s was dominated
by skeuomorphism. The 2010s have been dominated with the launch of iOS seven by flat design. And |
think we're going to move back into a world with color, texture, dimensionality, more haptic feedback,
but I don't think it's going to be skeuomorphism where it pretends to be a wood grain to reference a
dashboard or leather, but I think it's going to have a sense of dimension.

AR ERIE:

Bt —EA FNRFmmiaAR) BEENTE, ERMNENFERRIRITTMNIEMEBEE 89E
B XN, HMNRTT — ML ANRNAHFRED, W “FBRirER” (listingtab) . X1RATAERETR
MM RERNARAZ— MRIREER Twitter S, (REFI—LRITKITNEEER. INER—4,
EMgItR— e MiER, FEER, HIAN “REHIRIT" (flat design) BLELERFIENFER, JRIRIS
15 2000 FRZEH “UMKIRIT" (skeuomorphism) EFM, 2010 FARKES i0S 7., HRFHIRITE
Fo BWIANBNTREZ P mAEE. S0E. HERMESMERIFHHT, BRIANEFRZEBMRERL
R ERNIMIL, MR—MEBHEERNIRIT,

[00:43:24] Brian Chesky (Continued)
English:

| think the reason why is we're spending more and more time on screens and we want the screens to
replicate some of what we see in the natural environment. Light, texture. | think it's more intuitive, it's
more playful. | think Al allows the development of more sophisticated interfaces. People in Al are
gravitating to image generating art that has got more dimension to it. And so | think that we've really
started to push this more three-dimensional, colorful aesthetic that | think it's going to be where a lot of
interface design is going. And we built this Al powered photo tour where we created our own Al computer
visioning language that we trained on 100 million photos and it can basically scan all your photos and
organize them by room. So that's what we did today. Maybe just to round it up, what | would say is that
none of this would've been possible in the old way of working. We could have theoretically launched a lot
of these features, but really getting them to work together has been key. And Guest Favorites has required
the guests, people ... You have to work with guests, you have to work with hosts, you have to essentially ...

You have to figure out how to communicate to the market. So it's a much more integrated approach.
R EIE:

FANNRRRHNERE LEERNNEEKES, HNAEFSERER —ERNEEAMRHERINAKRA: J
#5802, HUNXEEM. BAE, HANA RATALREERNRE. Al URBANEEOTERERLE
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[00:44:41] Lenny
English:

The designs you talked about, they are incredibly cute. You tweeted a little video of a lot of them, like the
couch with little textures on it. It is really cool. Also, the listing tab. | think people that aren't hosts don't



understand how important the listing experience is to a host. How many hosts are there? Seven million?
Something like that?

AR ERIE:

RREIRAEIRITENEREA R, FAT BRI, EEERZIH, LB IHSEEN/ND LR, BEBRES
REBERITED, HANTREARNATEEREREEFARNERELEE, MAEEZLER? 700 57 £
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[00:45:00] Brian Chesky

English:

There's seven million listings. Over seven million listings.
FEiE:

BT700 5 TMBER. i 700 HTMEIR.

[00:45:04] Lenny
English:

Yeah. And so that's the home base. That's like the small business platform for millions of people. And so |
worked on the host sites. | have a special place in my heart for host features, and | feel like travelers don't
really appreciate the value of that part of the product.

FRCERIR:

EW. FMUBRALRE. BEHEAHANNMIE L FE, HBAFTIERKEIE, PRURNEREEBER
W, WREERITEARNEERBXED ™~ mINE.

[00:45:18] Brian Chesky
English:

Well, yeah, you did some amazing work there. Yeah. The big lesson, Lenny, the other thing we learned is
to create a great guest experience, you need great hosts, and to have great hosts, they need great tools.
And so if you want to create a great experience for guests, it often starts with building great tools for hosts
to enable them to provide a great experience for guests. And so that was one of the theories behind the
listing tab is we're going to build great tools for hosts. They're going to love it. And we also felt like if we
put care in the design of our app, that hosts are going to see that and that they're going to actually put
care into hosting. Even more than they already do. And they do put a lot of care in now.

AR ERIE:

EHY, fRTERR) LT —ETAENIMRE. Lenny, BMNFENFZ—IEZHIIZR: BRIEFANEZHER, RF
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[00:45:55] Lenny



English:

Speaking of great products, a defining characteristic of Brian Chesky in my mind is how big you make
people think. How you push people to think bigger. Memories | have of you is in meetings, we present our
goal and you're always saying, "How do we 10X this? What would it take to 10X this idea?" And somehow
we often hit these crazy goals after you 10X'd them or sometimes just double them. What have you
learned about just the power of setting really ambitious goals, but also finding the balance with not
demoralizing people if they don't hit these really ambitious goals?

FROCERIR:

WEIB AR, EHOF, Brian Chesky FI—NEBRFEMZ MMINAILLANBEREIZ AR, RIAHEEIAL]
FRRFEKR, RiZZHNFESNE, SERNBRBEGRN, FE2H: “HITEEXN K 10 F? X1
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[00:46:32] Brian Chesky
English:

As you know, there was a saying inside of Airbnb, it was add a zero. Add a zero at the end, which is to
imagine something you order, imagine it bigger. The exercise isn't necessarily to say if people say they
want to hit a goal, | say, okay, | added a zero, you have to hit that goal. It's more the exercise of what
would it take to be 10X bigger or do something 10 times better? Because what you find is when you push
people, they will sometimes think about the problem differently. And one of the best ways to get unstuck
from a problem is to imagine a 10X scale or 10X better or 10X faster where you can't do the current
process to do it. You have to think differently about the problem. And to think differently about the
problem means you have to deeply understand the problem. And to deeply understand the problem, you

have to break it into its components.
FRERIE:

SNfRFRAL, Airbnb RERE—EIEN “MITNE" . EREMDE, BMERKIMAAERIRENIREER, XM
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[00:47:22] Brian Chesky (Continued)
English:

And we might call this first principle thinking. What are the foundational elements that comprise this
problem and how can we reconstruct them? So the first thing is | think by adding a zero, at least
conceptually for teams, that helps them understand a problem. The second is, | think one of the most
important things for a founder or leader to do is set the pace of the team. | think the pace of the team is
one of the most important things you can do. And that pace is sometimes governed not by how hard
people work, but how decisive they are. If you want to improve the speed of a company, then make faster
decisions. And fast decisions come from a bias of action. If we're in a meeting, we don't just say, "Okay,
let's circle back on this next week." No, we'll have it done by next week. Let's stay in this meeting until it's



done. What are you doing? Have a bias for action. Who's responsible? Okay, what are you doing? Okay,
let's check in an hour. I'll call you in the morning. Okay, how do we do this? And so you end up getting
three months of work done over that period of time.

FhSCERIF:
BT R “E—4EEBEBA” (first principle thinking) o MR MEBMWEMTER N4, HilMEE
MWEN? FAIUE—RE, RiAAED “M1MNE” (BELESSEXEARMS), GBFtiERRE, s

B, WANBIBARASEEMENREENFRZ —MRREAMNNTR, FIANFANTEZIRFrER&
EENERZ— MEMTRENAZHANIFEZENRERN, MIHEMNNRAEEREN, WNRIME
ERARMERE, BMERMERE, REREKE “TohEeF" (bias of action). MRBAVEF=, KF
[BW: B, BTABRKTEZDN.” X, KN TARBIREHT. LBEIFEXTINEEERITR. R
M A? BEITHRE. WRR? §&F, MEMTA? &7, —/\HERE—T. RBRLMITEIE, &, i)
EAMXN? T, (RERAEBERIEIETR T =BV IEE.

[00:48:18] Brian Chesky (Continued)
English:

But the last thing I'll say about adding a zero, Lenny, is | remember there was a story about a great
basketball coach named John Wooden. He was one of the winningest basketball coaches, | think, in
college basketball history, perhaps the greatest. And someone asked him once ... I'm going to paraphrase
what he said. What is your secret to success? And he said, "That | just asked my players to do their very
best." And | remember thinking to myself, that doesn't sound like the secret to success, asking people to
do their best. But there was an implicit thing that he didn't say, which is that he saw potential in people
that they never saw in themselves. And so the role of a leader is to see potential in people that they may
not even see themselves.

FRZERIE:

XF “MNZT" , Lenny, &EFEWNE, KISFEAE—TXTHARBEIXEL John Wooden BiZE, fthEKX

FEKE ERMRERZSNEEZ—, BIFRRHAI. BAGREM - AR —TMBE: (REIIEIMIRE

fra? iR “HRIBERFKEZRNMA.” FSFHEOE, BEXRANRAOMAFERSEREIIEIMIR,

BftE—aEaRRR, BE: HEANS LBETRIIECSMAREREEINE . Fill, ASENABME
FANE LB CEEEHLRERRE,

[00:49:04] Brian Chesky (Continued)
English:

When | tell somebody it's not good enough, either I'm saying, you're not good enough, or | believe that
you have more potential than you're showing me. So in other words, you can push a team and they could
feel demoralized because they can feel like what they're doing is not good enough if they have a fixed
mindset or you create a growth mindset organization where the more I'm involved, the more | say you
can do better, it's because the more | believe in you, and | know that you have more in you. And the way
to know if a team could do better is if they're life dependent on it, could they do it? And Andy Grove used
to say that there's competency and motivation. And motivation is if they're life ... Not literally dependent
on it, but if it was a crisis or if it was a defining moment in their lives. | think the job of a leader is not to
make it life and death, that's too far, but to be able to motivate a team to see potential in them that they
don't see in themselves, and to really push them. To set a tempo, to break something down to first
principle thinking. And if you do that, then I think that's going to be the opposite of these slow moving,
soul crushing bureaucracies.



AR ERIE:

HREFEA XERBLF B, BARERER “MABY , BEARKBEGEFRABHEBILIRRRARNE
%o WANER, (RAJLMEEI—THER, MRMIEE BERB4L” , tilrgzRE0EARk, RAtiERFE
CHTERBY; BIIRMEL— “BKERE” MNALR, RE5FES, RRMFITUMEET, BRRARK
HARGEIR, RAEMEEEN, A —MENEERMISEFNG LR MRXXAREMITAESD, thiTaEM
F)g? Rid - EX (Andy Grove) Bi%, BRENMEHNZD. BIHMBMRMNINES - FRFEEX L
BOMR, MRIMRXE—NMel, HEXZMIESFHIRESEIZ. HIIANAFENTEFZILCTMETE
RRNE BREIDT), MEEBHBHENEEMIIECEFINES, AEREHEMM(]. RETR, BEY
DERNF—HERERLE, MRMXFM, BATOANXGSHLERIESE. EARRHE ENIEAER.

[00:50:06] Lenny
English:

I've definitely been through that where you set a crazy goal and then we ended up hitting it. And so I've
seen that myself. With some of the things you've talked about of say, do it now, we're not going to wait
another week to circle back and this stuff you talked about of taking on the CPO role, not having a CPO,
and also all these launches, it sounds like a lot of work and a lot of hours. What have you learned about
avoiding burnout and creating balance and also just helping people on your team avoid burnout and
creating balance?

FRCERIR:

HHLEHIPMER, MRET —MRENEN, REHNEAERT .. FAUARFRIIES, XTFIREZER
AL, thl “TERM, FEBSF—EBINL” , TFIREE CPO . Fig CPO, UKFMEXRELHR,
IFERTEEER, HERK. XTFERBIRUER. QIETH, UNFEBNIREIEFAR R BERESH IS TE,
RFETHA?

[00:50:34] Brian Chesky
English:

First of all, | want to give you a very surprising learning. | weirdly now, the more | get involved ... This is so
weird. The more in the details | am, the more time | have on my hands. That's a paradox. And | want to
explain that paradox. It doesn't make any sense. But when | explain this process to people that | would be
in the details, we'd have one shared consciousness, | would review everything, we would do endless edits
of even the press release, it would seem like | would be working 80, 100 hours a week and that people will
be disempowered and that no one would want to do anything. And | got just the opposite. Here's what |
found. If you decide to be in the details and get very, very hands-on like | did, it might be a lot more work
for about one to two years.

FRCERIR:

B%, BRSIFE—TEESANRINELR. FENE, RERSES5F/ES - XHEBRFE, RERAA
T, HFRHRERMES, XR—MFIL. HEER—TXMFIL. XMERELEE, BHHEANFE
EPERE—HZAANAT, BIMNIZE-—THERIR, HEFE—Y), RSWNEEHERSITERILENENR
—HERZSAEIE 80 E 100 NB, AMSWETFNS, RARHME. BREINERGEER. UTE
BHRI: MBRREGHR—HFRNATHFEAIFN, KOE—ERFRIFESARTS,

[00:51:20] Brian Chesky (Continued)



English:

And so for one to two years it was way more work than the old way. But once we turned the corner,
suddenly everyone started rowing the same direction. Suddenly | didn't have to be in meetings anymore
and people would do what | wanted them to do if | wasn't there. And by the way, that's what the culture
is. They say the culture is what happens when you're not in the room and the brand is what people say
when you're not in the room. And so that became our culture. Suddenly there was fewer conflicts in the
company. There was less turnover. People were rowing in the same direction. That | wasn't reacting.
Before, | would get 10 surprises and nine were bad. Now | get 10 surprises and nine are good. And you
don't really have to do anything about good surprises, only bad surprises. That | used to have to
intervene in projects that | wasn't involved in because they were going off in the wrong direction and by
the time | got involved, | was associated with dysfunction, but | only got involved because it was
dysfunctional. It wasn't actually going well. And then it was three times as work to fix something because
we weren't involved in the very early stages. So | was much more involved. | had a lot less time on my
hands initially, and now | actually weirdly have a lot more time on my hands.

AR ERIE:

FRAE—EIREE, THREXIAARAKRTZ. E—BERINEITEHRR, RABSMAGSHBHAR—ISRLY
o RABKAFEBSMPBAZZINT, BEHAED, AMESEBRENEEEME. IER—F, X5
BXo MRS RAERBENLKENSES, mEmESIRAEERENAMTKEHRNT. XK T
FATHIS M. RAE, ABRIFREALT, ARBKELT, ARESBEHAR—T MBS N RFBEHKED
Rz¥go WARD, FHUE 10 MRE, 9 NEHRY; WMERHKE 10 MRE, 9 TNRHFN. MFEFHIRE, MAFTEM
FaE, IFELERFNFEE. UFHASATIRLERLSSHNHE, RAENRET A, MAKXRTAN
B, HHS “ThRERIAT KRET i, BEENANXNERENEKRAT, AFRENEERIRF, AREBER
HENTFERERN=E, BARNNLKBEERHNERSS5. MUKRS5RFES T, BYOEFEHNEEDRF
%, EREFENE, RFENHERMSZESZT.

[00:52:33] Brian Chesky
English:

But to answer your question on burnout, | think is another very good question. | do not think | am the
poster child, at least historically, of work-life balance. I'm 42 years old. I live with a golden retriever. | don't
yet have a family. And if you asked me when | was in college how | thought my life would be right now, |
probably would've thought the inverse. That I'd have a family and 1'd one day run a company. And | did
things in a slightly different order. But one of the things I've learned is that there's this temptation to work
more and more and more hours. And sometimes you need ... Let's say an artist, you have to step away
from the painting. And you actually start getting more derivatives, slower and slower.

FROCERIR:

BEEFXFRLSSHTE, RANXES— M ERFONE. BRANBRIESEEPE0NLE, 0
NFELEFRR. B2 T, A—REEIEREE—E, TIEARRE. NRBNEREAFHAR, B
BRNENEELRIART, RTRLBIEARNBR: BEE— I RE, §—R2LE—RAH, BRL
MBS R RISIRFR T XEE, ERFIN—EER, ANBE—MARETIFREKNE. SN
B HEERR—H, (FUFMEEIRE—F. FURKIR AT SHRETE, FERE,

[00:53:13] Brian Chesky (Continued)

English:



And so | basically have tried to make it a practice to step away from the work. And so here's some of the
things | do. Every other weekend | don't really work at all. And then every other weekend | work pretty
intensely. If | had a family, it would probably be more like a day of the weekend I'd work more intensely.
You wouldn't be a parent every other weekend, but I'm not so it's a little different. | usually make sure |
exercise and | never miss a workout. So | usually wake up, I'll do 20 minutes of morning cardio on a
Peloton. I'll go to the gym three or four times a week and do weights. I'll basically do cardio just about
every day. | make sure that | eat really healthy. | have a classic bodybuilding diet of five to six meals a day.

So | try to make sure | do that. | try to make sure | get a fairly good amount of sleep.
R EIE:

FAUFKREA LR WA —MMTERHBERIBR, UTEREN—EEE: S8R—TAXKTEAIE, AR
S—TMEXRBZEESREMIF. IRFERE, AIRERRARN—XEREILF. RAESR—TAR
FERE, BREERE, FMUBRERTE. REEHERECHERIE, MTRE. HEBEKREXTE Peloton
AR ZE L 20 D REIER. REAZZNXRIEMAEIIEL. HEL LEXRBHMEREH. HHRINE
FERE, XRBEANREINR, SRAIAE, ABNHRUEIRX—R. HBBEHHRE FEER,

[00:54:01] Brian Chesky (Continued)
English:

The other two things | try to do is have really healthy relationships. | think one of the most important
things that will govern how happy you are in your life is your relationships. | think the three things are
your health, your relationships, and your work. Those are probably the three most important things. So
as long as you're healthy and you have meaningful work, the last is relationships. And there was this
Harvard study. It's the longest study on human happiness. | think it's 85 years old. And the question was,
what's the secret of happiness? And of course they weren't expecting to have a single answer, but they
got one. And the answer was, the secret to happiness, if there is one, is healthy relationships. And | had
found, Lenny, that over the time of being an entrepreneur, | had gotten totally isolated. It was almost as if
| didn't have friends. | had friends, but | didn't keep in touch with them. And every time | reached out to a
friend, | had to get them up to speed on my life. And if you have to get people up to speed, you're not
really keeping as much in touch with them. And so | started making a practice a couple of years ago to
make sure that | have a group of friends that I'm constantly in touch with, including old friends.

FRZERIE:

RERMHBINRGEZREFERROAMNX R, NN RER—EZRRBRNRERZRRZ —M2IRIARR
K&, WINN=ZMHERERE: #R. ABFXRENIF. RETERREBEEEXNIME, KEMERARXR.
MHEAFE IR, BRXTAREE/RERN—THE, F47T 85 F, REE: FROMREMA? =R,
IHKIEERIE—NER, EMIIFET, FTRE: @R WREENE) MERENARXR.
Lenny, HAMEAN—REWR, HEERERHER, HERTLMIT. mFEHLERR—1F. ZERLK, B
HRMMIIRTER R SREKRPE, HBFILAN T BRI, WRIRGTULFIANT B, HERIRHAF
RERERFKR. FMULERRFGRFE—TIER, BREAE—HEERANAR, SEFERR.

[00:55:03] Brian Chesky (Continued)
English:

So I have a group of high school friends, we have a group chat and we take one to two trips together a
year. | have a group of college friends, we have a group chat. We take probably a couple trips together a
year. By the way, doing Airbnbs are great. We all get in a house together and it's like your opportunity to
have a shared experience. And if you don't travel with your old friends, you'll have only old stories to talk



about and then you say the same old stories over and over. So you want to be able to have new shared
experiences. When | stay here in New York City ... I'm in New York right now. That's why you don't see my
typical background. | stay in my sister's apartment. So she's got a two bedroom and | stay in her house
because | like to see her. And I just make sure | spend a lot of time with friends. And of course we travel.
Traveling is what | do with a lot of my friends. And then | like to draw and read. So | try to make sure it's
health, work and relationships. And | try to make sure | have a balance of each. And you might call family
relationships. I'm single, but that would be another version of it.

AR ERIE:

BE—BSTHAA, HNE-ITEW, SEEXZRT—RR. RE—HAFPRR, WE—IEW, SEXMH
—IECHRITILRe IREIR—4, {£Airbnb X# 7T, HMNAREFE—HEFE, XZREHEFENNZ. MR
AMERE—ERTT, MMRABZEFTOREFATLU, AE—EBX—BHESERLERE, FRLURHEREM
HERK, HEFEALITE - RIUERETLY, IMEATAMLKEIRHAENE R, RETEREEHR
BE, E—ITREE, REFEHRBENFEL M. KHRERSHEMBPEE L. HA, HMNEIK
17, RITREMRSEPBE—EMHNFE. ARHERNEEM IR FAIARSNHERRE. TENARXRNT
o MBATLUBRERAN AKX R, HERE, BIRES M.

[00:56:02] Lenny
English:

| heard you say along the same lines on a different podcast about how when you're really busy, you didn't
have time to reach out to anyone and they never thought they could reach out to you because they
thought you were so busy.

FROCERIR:

HIFRES — T EE L BRI RMEE, XTFHRENRICEH, RIHERRAEAA, MEMTEMLEIEKR
R, EAMIIEFIRRITT .

[00:56:12] Brian Chesky
English:

In the old world, | was reacting, so everyone thought | was busy. So the people | really cared about, a lot
of them said, "Well, he's busy so he'll reach out to me when he's not busy." But here's a problem. | was so
busy that all | was doing all day was responding to people. And so if people | cared about didn't reach out
to me, | was dealing with incoming. | could barely deal with the incoming. Now that was a mistake. But |
was reacting. By the way, here's another lesson for founders. A lot of founders spend their time based on
reacting. So people will email them and they'll wake up and they'll respond to emails, and suddenly their
email sets the agenda. People ask for meetings, and suddenly the meetings they take are based on the
people who email them. Versus here's my strategy and then over the next year, what are the relationships
I need to have and the meetings | need to take to be able to execute this strategy?

FROCERIR:

FEIARERXT, H—EERBNY, FIUSPABRERRRIL. REEXOHAR, REASH: “998, iR
t, FMATHRMEIEKATRN.” BREE: RITEBXMBEREN A FAIUMNREXOHIARKRTE, F—
BEELAEFKHMEEINGE, RLFLELET, BE2NEIR. ERIREBERDNEN. IRER—6, X246
B ARS—1EI: RSV ANIEEITEERBIN N Lo AMNEMIT LB, i EESRLEIERH:, SRIARERM
RETMINBRE. AMIBERAZ, RABMIISMNSIINEE T LML T . MERBBIANIZZ:
XERBEES, ERETRO—FE, ATHITXNHE, RFERZUMEXR, FESMPLZN?



[00:57:05] Brian Chesky (Continued)
English:

If my life were to end in a year or in 10 years or some time horizon that's shorter than | expected, who are
the people | would've wanted to make sure | spent time with? And if you imagine that your life is finite,
because it is, and you imagine you're not going to be here as long as you thought you would be, because
it's possible, it would completely change how you prioritize your time. | think suddenly you would start to
say no to things and you'd say yes to other things. | now try to say no to what I call fake work, which is
things that feel like work, but they don't actually move the ball down the field. And | really try to say yes
to the work that's very meaningful and people that are very meaningful to me. So yeah, it's a really, really
good insight. And by the way, that metaphor, Lenny, but it's true of companies too. You can sometimes be
... You don't want to only spend your time reacting or spending your time with the employees reaching
out to you. You do want to do some of it, but then you're rewarding only one type of behavior and the
introverts or the people that aren't reaching out to you aren't going to get any attention.

FRCERIR:

MRBHERTE—FRTERALR, HELRTHPNERE, REVHFRENEFBHEHARIE? NRFERES
BHEMRY (FLHILNL) , BRIRAIERUNBIEEBAA (XT2EHEE), XIMEAZEIRAFTIEE
MALB TR, FERABIREZAEMNELERRBR 1 , 5 —EFR/YR " . WAESHWRIBN “E
BRIfE" (fake work) A, BIARLRTIGRIE TIHESSIR LHBHEIHRNER. RENSHNIFEEEX
MIMNBREEEEXBHARR. I, B8, XB—MIFEFHNLE, IRER—a, Lenny, XEERMA
AER, (RERS - RAERENEERNY E, 5&ERENETEIRLEMIFNRTE b (RBEE
BH—aD, ERFRIARET —M1TH, MAREMERRARICEESIHIRRAMBREERIXE,

[00:58:14] Lenny
English:

Just one more question and then | have a quick fun question at the end. | know you have to run. If | were
to ask people who are the most inspiring leaders in tech and in business in general, | think you'd be right
near the top of that list. You've been through a lot of ups and downs, you've learned a lot of lessons along
the way. What have you found has been most helpful to helping you continue to grow and keep up with
the business, the way the business has grown, the scale and just to take on this leadership role? Is it
coaching? Is it reading? Is it other mentors? Something along those lines.

FROCERIR:

Re—NEE, ARREE—EEAEIER. RMEMFET. MRFEAMDERREAMBRARREA
DB, BOANIR—ERTIEF. (RERTRZER, —BEFITRZHI. MEAMH ATIREFERK.
REWVSZREMEHABEXNTASACREELY? BHAWS? BHR? ERHEMSIN? SHEZXMIK
i

[00:58:46] Brian Chesky
English:

You ask really good questions. And by the way, thank you. I'll share a few thoughts. | was with Sam
Altman probably a few weeks ago at dinner, and | told him, "I still feel like I have a lot to prove. | haven't
made it yet." And he was really surprised. He's like, "What are you talking about?" And | didn't even
realize that he thought that was an absurd notion, but | said, no, | haven't made it yet. It's not to say I'm



not grateful or | feel like | need to get somewhere so that therefore I'll feel worthy. But | have this
beginner's mindset that the bigger | get, the more a beginner | tend to feel. It's a weird feeling. | think
when [ first took off, I think | thought | knew everything or | knew more than | certainly did. But then you
get past some peak or you go into this trough where you realize, oh my God, the moment you get to some
frontier of knowledge, you start to become a beginner again and everything is new.

FROCERIR:

fRIBIEERIEE L. IRERE S HOZ/LREE. ABLERFAM Sam Altman —iiEizieRk, &Rt

‘RNARSREERSABEEIR, LR I WB.” MIEBIRG, R “RERMAR? ” REERE
IREMREIXMRARRE, BRI, 7, HELH. IAFERBEAN, HERLFIRFERIETS
EXRRIESENE. BERE—F “OFELLX" (beginner's mindset) , BIFEMFHA, REFMEEE
SHEMIFEE, XE—HEHFENBRE. BRUERESN, REURNRTHAFRA, HEZ DR RMENS, B8
YR E P BRIESHENR AR, RIFIRE, KW, HMEARNIRNENEDLGE, (RXEFENTHFEE,
—tER R T,

[00:59:49] Brian Chesky (Continued)
English:

And so | think the first thing | try to do is to be a beginner. Pablo Picasso had a saying. He said, "It took me
four years to learn to paint like Raphael, but a lifetime to learn to paint like a child." And so I've tried to
always see the world through the eyes of a child. And | think one of the key characteristics of a child is
curiosity. To see everything with fresh eyes. To not have too many judgments. When | was trying to figure
how to run the company, | studied the history of divisional organizations and | studied Steve Jobs, but
also studied what Bill Gates did. And | studied Alfred Sloan at General Motors that MIT Sloan is named
after. And actually the founding of divisional companies, which | believe was DuPont. They were making
powder for gunpowder. The war ends. What do we do with powder? Turns out powder can be used for
paint, but the way you sell gunpowder and paint are different sales channels so they created what we
now know as the divisional structure.

FRCERIR:

FIABIANRZ R E -G EMBRAN—MIFE. ENRE—GRE: “RETHERBERFGAER,
T —FEFHEEFE N EF.” FIUR—ESNTEIRFHNREEHA. HANBEFH—DXBIFERZLHT
BFiho AMENIRCE—Y]), FEEXRZHTH, SRREFIBNFAEEREQTN, HMART FLEHIAREY
s, ARTEFX - 7o, BHRTHR  SXNEE ZARTERAENMRBER - Hifz (Alfred
Sloan, FEETHEFFRMEUMGBEN) . EfiFL, FBUEFHQBNIZERIANZRHEBAR, M5
ERSEANEAR, BPFERT, MREAD? ERAIMARAUARMECHE, BHENGNRRNRERR, T
RIS T Bl IIREFARIRY R AL BREEH,

[01:00:46] Brian Chesky (Continued)
English:

So I try to understand the sources of things. | try to learn. | try to be shameless about reaching out to help.
| think that a lot of people are afraid to reach out to help because they think other people are busy. The
biggest honor most people get in their lives, or one of the biggest honor is when other people ask them
for help. Because we all just want to feel useful. So don't feel ashamed to reach out to something for help.
It gives a lot of them great honor. And | think you don't need to reach out to people 10 years ahead of you.
They can just be people a year ahead of you. In fact, an entrepreneur getting started, | might be less
youthful than somebody two years ahead of them that knows the latest distribution channels that | have



forgotten. So | think that that is the key. It's learning, it's growing, it's curiosity. It's constantly having that
hunger and that fire to always want to be better. To feel like | haven't made it yet. Because the reason |
say | haven't made it yet is because if I've made it, then I'm done. And | want to feel like an artist. Bob
Dylan used to say, "An artist has to be in a constant place of becoming and so long as they don't become
something, then they're going to be okay."

FROCERIR:

PRI EIRBEYRR.. RENFES. RENEERKREIKREY. HINNRSAEHIKRED, EAf
MNREREINARIT. REBA—EFRBHRAREZ—, MENABMIIFTREY. RARNSEZRIECE
BAN. FTUARENIKEBHREIENL, XZLREATREANRER MEFIANNRAFELILIR 10 F
BN, TR ARBMAIR 1 ERNA. FEE, WF—THESHIEIEER, FAIsERM—DAemIH
F. THRRFESCHEMPARENAEER. FMUBREF/IMEXRRE: FI. HK. 0. FEREAR
MIBEMANE, SRBERTEN. BEBSERMI. AARRKELRINERZ, WREMNT, B
MERT . BERKBSHENZAR, 7 - BEBY: “CARGILF MR L KRS, REM
Midx TR FMERA, WinzLE.”

[01:02:05] Brian Chesky (Continued)
English:

And so you have to always be evolving, learning, growing, and the canvas keeps getting bigger. The
mountaintop keeps getting higher. And | feel like I'm just getting started and | hope that ... | don't know
how long you intend to do the podcast, but | intend to do this for a long time and if you do or whatever,
we'll definitely want to have talks. And | hope years from now, Lenny, | hope 70% of what | said | still
believe, but if 100% of what | say, | still believe then | probably haven't learned very much. And so if 90% |
say | don't believe anymore than I'm delusional and wrong. But | sincerely hope that | retract it or change
or modify a few things | said today in a few years, because that will mean that I've gained more wisdom.
And so how do | do that? By being curious.

FRCERIR:

FRUMROAAREE L. F3 . MK, BEfRIEREA, LESERES. ZEFIHRARNIFFIE HARERT
BOXMERZA, BRITEEXGEMRA, NRMREHAENTE, BNEEERTM. Lenny, HFRLE/LF
&, HSRHAIEEHR 70% FNAMBE; BIUR 100% HREEEE, BHAELIFITAKRE, R 90% FH
HABERET, BEUNEZEEERN. EREBMALENFEFRERIME. LBHEXSRREN—LEE, BN
PEFRERRETESHES. HLEAMIE? BIRFFE .

[01:02:59] Lenny
English:

That is beautiful. It reminds me, you mentioned Sam Altman. There's a tweet that he put out a couple of
weeks ago that I'll read real quick. "Many people have reached out to offer help and advice over the past
year. No one has gotten close to Brian Chesky in terms of delivering. He will take a midnight call at any
time, put in hours of work on any topic, answer difficult questions correctly with clarity, make any intro,

et cetera." How does that feel to have seen that?
AR ERIE:

WIS T o XILFHABEIMIEEIR Sam Altman, fhE/LEIRIA T —5HEY, REFR—T: "TE—FE,
RZAERMEEMEN. EHRITHHEE, 2B AR Brian Chesky, fthERSZITFREBIE, EEMIE
B ERANSUNSE TR, BHUERLE SR, SIFERAK, FF." BEXEMREHARKE?



[01:03:23] Brian Chesky
English:

| had no idea he was going to do that. And | just want to say | think Sam is obviously a once in a
generation founder. | think what he's done with OpenAl is extraordinary. And when he launched ChatGPT
I had known him for a real long period of time, and | knew a sense of the journey he was about to go on.
And | think that he was very deep into the technical part and then research part of OpenAl. But it turned
out there was a product, a design, a marketing, a leadership, a sales. So there were all these other
functional responsibilities. And so being able to just play a small part in giving some advice when
necessary ... And he would take what he wanted and discard others. But | think, Lenny, maybe this goes to
another thing, which is all | tried to do with Sam was what other people did for me.

AR ERIE:

BRSSBIMS A IFER. BRBW, HIAN Sam EAZRX—RKAREE—LHEIBA. RINAME
OpenAl FHEI—RIEFLEY. &% ChatGPT BY, HELINRMRKAYET , FEERZ EIMENKEE LR
2o FINAMZHETIERE RN OpenAl BIRAMARE Do BFLIER, B~ m. &Kit. EH. 987 HE
FFrEXLEHMAERAEIRS. FLL, REBELCERRHE—LEEYN, R—afdzh - thaRAtBEN, &
FHEHMB. BF, Lenny, HIFXSNE—HE, BEHX Sam FrdrI—1], ERHIAE AT,

[01:04:13] Brian Chesky (Continued)
English:

Before Y Combinator, there was a person named Michael Seibel. He's in Y Combinator. And he used to
meet with me and give me advice. And he wasn't an official advisor, he wasn't an investor. | didn't hire
him or anything like that. He wasn't on my board. And | asked him, | said, "How do | repay you?" And he
said, "Well, | want you to pass this on to other founders." And | would meet with a lot of people in the
valley, and there was just this incredible culture of generosity that we all were going to win if the
ecosystem was healthy. And the ecosystem would be healthy if we all helped one another. And you pay it
forward. | think that it's just one continuation of the valley of people helping one another, learning from
one another. And | also feel like | learned by teaching as well.

AR ERIE:

7E3# N\ Y Combinator Z&i, H—M AW Michael Seibel, 87 YC T{E, MIUFIRE WEHFLBEEIN. HF2
EREE], FRERE, WLEMM, MEAERNESARE, HioM: “BZEARSBMR? 7 id: “BE
EREXLELAEMABA.” RERSISERZA, BEE—MSARUBENREXK: NRESRESR
R, BiM=R. MIMRKNEABEER), ESRAMEE. XpE “NAHBE" (payitforward), FIAAX
QAEREAANEABER). BMEFIN—MIES, FRUNSHREZIANIEPRBESRT R,

[01:05:03] Lenny
English:

Final question. When someone joins Airbnb, there's a very longstanding tradition of sharing a fun fact
about yourself. It might be the longest standing tradition. It's always tough on the spot, but I'm curious,
Brian, if there's a fun fact that you want to share about yourself that maybe people don't already know.

FROCERIR:



RE—TEE. HEAMNA Airbnb B, B—1MEREEANESR, MR E—TXTIRECZH “BF" (fun
fact)e XFTRERRIEAMELST . HIHBEERME, BRREFS, Brian, BREFAARRITEEFNENXT
RAVEBEREN=?

[01:05:18] Brian Chesky
English:

Yeah. A fun fact about me is that | actually spent most of my life as an artist. When | was five years old |
remember my parents take me to the Norman Rockwell museum and | would sit in front of his beautiful
illustrations. They're really paintings | should say. | shouldn't even call them illustrations. And | would try
to reproduce them. And | got obsessive with art. | remember when | was maybe in elementary school, |
asked Santa for poorly designed Christmas toys so | could redesign them. When | got older, one of my
friends, | went to his house ... I'm going to say | was eight or nine years old. And his dad was basically
redoing his deck, but his dad decided to design it himself. | think maybe he was an architect. So he had
this giant dining room table, and he had this vellum paper and he had a T-square and a drawing triangle
and a protractor. They were really cool looking tools, and they were basically floor plans and architectural

drawings.

FRCERIR:

Bl XTHHN—TBEZE, RESNFTHALIHEELZE—NEAR. HRIEFEFH, REFHREEE - &
EI/R (Norman Rockwell) 1418, HaLAEMEWNEEN —HN AR HE, EEFZMEE, &
FERARBE]. HNEARFEEHE, HRISEAEENFR, HAZHEAZRLE RiHhE" NEERA,
XEFEFRMAUETZITEN]. HEEKR—R, E—THRRK A/ NFE, WEBEEMHMES, EE
BREBCKIT. REMAERE—2EHAM. E-—KEXNER, LEAWHEFTRER, TETFR. 2EA=A
IRMERL. BETEBEKESET, BEF LS FEREMNEZRELR,

[01:06:15] Brian Chesky (Continued)
English:

So | got into architectural and landscape design when | was like eight or nine, and that led to my interest
in architecture. | went to RPI when | was in freshman year of high school to do a pre-college program.
Then | got into more and more drawing and figure drawing. Then | got into a film and animation. Then |
got involved in environmental design. | realized that if you buy stock in a company, you could get these
cool glossy annual reports. This is when the internet was nascent and people still mailed the annual
reports. As so | got my dad to buy a few shares at some Disney stock. And | got these renderings and he
had a report of theme parks. And | started drawing and designing theme parks in communities.

FROCERIR:

FRAFRTE/\NZ BRLE £ 7 ZRMKIVIZIT, X515 T HRNBROMEB. 8—WEHET RPI (EH#HETF
Bt) SMAFEFRINE, ARRERERANMFEILEMAGEE, BERERTEENDE, ARHEE5T
HiRigit. REIRFMRMRET —RABHKRE, RERFEBLEEIZICBNFER. B EEMMIED RIS
£, MIEEMFER. FAUFILREXTURETEHRE. HRFETHREMRE, thE—XTEELE
RS, TRAAREMXEEEMILITERAARE.

[01:07:00] Brian Chesky (Continued)

English:



And | was at this private school actually for hockey. Because | had this life where | was playing ice hockey
and | thought | was going to play college hockey. My dad was really into it. | was really into it. And | had an
art teacher in high school at this military school. That's another fun fact. | basically went to a military high
school.

FRCERIR:

BREANTE—FIRAILLFER, HERNTHKIK, EARARBEERZITAIK, BUARSEITKRF KK, HE
RN, BREREN. ERAMEZFUERE, HEMEAEN. RS —1BFE: RELLENR—FES

=R

[01:07:21] Lenny
English:

Wow. | did not know that.
FRCERIE:

M, FARIARIER

[01:07:22] Brian Chesky
English:

And at this military sports academy oriented high school, | had the same art teacher from eighth grade to
11th grade. And that's not a good thing, by the way. | don't say it as a good thing because | was not
diversifying my skills. And so | leave this high school because | wanted to pursue different interests than
hockey. And | transferred to my public high school late my junior year. And imagine transferring to a new
public high school late junior year. And | meet my art teacher who changes my life. Her name is Ms.
Williams, and she sees my artwork. And by the way, my mom was nervous about me becoming an artist.
She used to tell me, "I chose a job for the love, and | got paid no money. So you should choose a job that
pays you a lot of money." And | said to my mom, "One day, I'm going to be an artist." She said, "Oh my
God, you chose the only job where you're going to paid less than a social worker." So | think my parents,
they were supportive of me going to art, but they were very nervous. And then Ms. Williams told my mom,
she said, "Don't worry. He's going to be a famous artist one day." | wasn't going to become a famous
artist. But what that did is | think it gave everyone the confidence for me to pursue art.

FRCERIR:

ERFREEEFRNESTST, BMN\FRE+—FLHBRE—IERE, MER—, XHREHLHF
X, ANENEELEZHEN. EREABATHET, ENFEBERKIKINIHE, HESZRERTE
AT —FRIER. BR-TESZRERNEZI—FIFNAILER. EB)LRET THAER—ENEARE
I, swry Williams 24, #EE T HEER. IRER—0, HELRVHRAZARREK. HENKR:
Tk T —trhFARERERN, SREMHEIR. FRUURRIZE—REMRA BRI IIE." Hxin: “S2BH—X,
REMA—BZERE" wifl: "R, fRETH——"P R THRSEDRERL” FrUAFOA N TR B RIASTHF
BFEZAR, BIFEBD, AT Williams ZEEHIFEG: “GHEL, EE-—REMAZBZHNIARAK” HHE
BRAZERNZAK, BRTELETEMARGD, EEEEKRZEAR,

[01:08:31] Brian Chesky

English:



| ended up being a winner, there were multiple winners, of a national art competition, and | had my
artwork displayed in the Rotunda Gallery. That then led to me getting a scholarship at the Rhode Island
School of Design where | ended up going to RISD. It's like MIT for design or whatever. It's a prestigious art
and design school. But | got to RISD and | realized | was born 100 years too late for what | wanted to do,
which is draw and paint. And | felt like at that point, photography and now Al generated art, but certainly
even back then, photography was replacing a lot of the skills that | had. And that's when | was in my
freshman year of college and | learned about a field called industrial design. They said industrial design is
the design of everything from a toothbrush to a spaceship and everything in between.

AR ERIE:

BELARAT —NEEZARENRMEE (HRE/UERME), ROERE Rotunda BFEL. XiLHREF
TEERIRITFER (RISD) MRFEE, HRLAET RISD, EMGRIRITRNHEIETL, BR—FAMEZERENZ
A5igitFh. B3FKET RISD FRIRE, WFHRBMHNERE (LE), HBRHEET 100 F, REFEBDEE
=, BY (MERAIENZEAR, BHNEERR) EENARBENRS G MERA—ER, HTHEE—
I “Tkigit” B9, iR Tlkigit@igit N RIEIF B SAELURE BB —1,

[01:09:26] Brian Chesky (Continued)
English:

And really, Lenny, maybe just to round out the story, because that was a fun fact, but I'm just ... And this is
the pre founding story that | never tell. | don't think | could have ever done what | did if | wasn't an
industrial designer. | think industrial designer is different than a graphic designer. Because an industrial
designer, you have to work with engineering in your training. | worked with mechanical engineers,
electric engineers. You have to understand manufacturing. Industrial design's very accountable to sales. If
you design a building, an architect, and you design an office building and the office building doesn't get
leased, the architect's usually not on the hook for it. But if you're an industrial designer and you design a
product, it doesn't sell, you're on the hook for it. At least people assume you didn't design a good
product. So you had to understand marketing and strategy.

FRCERIR:

Lenny, ATIBXNEEHT, BAXIAZNBE, B XEHEMKRFIHLNLFIE, MREFR—BITWE
M, HARINAREMBIFEFAEB—]. TN TUIRIHIS FEIZTHARE. EAERNTiRH, RE
Grps TEEIIEF. HESVMIREM. BFIRMEMFE. HReR7TREE, TWigitHEFEER
o MRMFBRFM, &IHT —HDAE, IRNIHBEFRLE, BRIMBEAFTENR. BURMEILIR
W, g T =N mAERAEE, MRFEhiR. ELDAMIZANRLZITHFTMm. PRUMRGIT FBEHM A
B&o

[01:10:11] Brian Chesky (Continued)
English:

And so that became this gateway. But | didn't really want to make items and objects my whole life. At
RISD, the biggest value | got in addition to learning industrial design was | met my co-founder, Joe
Gebbia. And the day of graduation Joe looks to me, he says, "Brian, | think we're going to start a company
together one day." And | had no idea what he was referring to. So | moved to Los Angeles where | work as
an industrial designer for two years when one day | got a package in the mail that changed my life. |
opened this package and it's a seat cushion with a handle on it. And it's a letter from Joe, my friend from
RISD. He said, "I started a company and everyone in San Francisco ... | live in San Francisco and all these
people are starting companies. You should come here." And this is in 2007. YouTube had just come out. |



had seen all these Steve Jobs keynotes finally on YouTube. | didn't know who he was. I'd never heard his
voice before YouTube. And Apple had this renaissance and Google was on fire and Facebook was taking
off. And it felt like the gears of the world that were turning were in San Francisco.

AR ERIE:

FAAXER T — A0 BEHFRE—EFREEYR. ERISD, BRTEITIILIT, RREBHRANEZBE
THEHE SR A Joe Gebbia, FEWHK, Joe EEFKI: “Brian, HBEEFE—XHEa—kEIHh—KA
gl.” BANTEAMEMEIETA. EREMEELNY TRENT N, BEE—REREI— 8T HK
—4NER, BITAERE, EAE— N FIEFHNERE, BE Joe (K RISDHWAAK) FRHN—HE. id: “&
FT7—RRE, BEWHESMA-BEEHEL, XBFREATELL, REZEKX)L.” #BE 2007 &,
YouTube MIHIN, FHLXTFTE YouTube EFBRITEFX - FTEHIBERVEH. 7 YouTube ZRIFEREEARFEM
i, WETEMNES, HRNEREESN, ARWMBFXK, Facebook IETEHRE ¢, RN RMISKIEEIRE
(ITE=37

[01:11:18] Brian Chesky (Continued)
English:

And so one day | go into work and | quit my job. My boss is dumbfounded. And | pack everything in the
backseat of old Honda Civic. | get to San Francisco and Joe tells me the rent is $1,150. | don't have enough
money to pay our rent. This design conference is coming to San Francisco. All the hotels are sold out. We
said, what if we turned our house into a bed and breakfast for the design conference? I didn't have any
beds, but Joe had beds and we called it Air Bed and Breakfast.

(01:11:45):

So my fun fact was | was an artist and designer before Airbnb. Really an artist, at least how | thought
about it. And | think that's maybe one of the things that makes Airbnb different. Because there's not a lot
of designers or artists running Fortune 500 or S&P 500 companies. And | think that intuition, imagination,
design, curiosity, | think we need more of that. By the way, | think the people listening, | think everyone
on this, listen, you have these qualities. But | think that a lot of companies, it's like we're a body and the
companies are cut off at the head and they're disembodied from their heart, and they're often really
biased towards one side of their head. And | think that some of the greatest scientists played musical
instruments like Einstein. | think that being a whole, well-rounded way of thinking about the world is
good. So anyways, that's my final thought.

FROCENIR:

FRE—RFZELY, BT IR RNERIFRT . RICFAERAEEE—MIBFHBENEE, HETIHE
i, Joe HiFFFEMEZE 1150 T, FiRHAXEH. HNIEZIEED—MRITAS, FIENEEEITHT.
i1, SNRFANVEEFERIZITAZHIER “RAMEPE" (bed and breakfast) Me? FigBIK, 1B Joe BF
SR, HMNHBEMM “FSAMEE” (Air Bed and Breakfast)

(01:11:45):

FRUARBIBEMZ: 7ELI7 Airbnb Z /1, RER—BZARMIRIT. EDERER, RERLETNZEAR.
INAZBIFZLL Airbnb SRARMREZ—. EAEME 500 525457 E 500 BAFH, HEBERZIKTHITHZ
AREIEME CEOs FINARMNFBEEZHER. BRD. KIHBMIFEC. MER—, FINNEEMXITHE
ENESPASREXERR. BERIUNARSATMEGE—TBME, KRKIET, SORDET, MARERAKX
MEVR—, AN —ERFANHMZERBIERRE, LWNERHE, TANBEE M2, 2ENEEH
ANAFREHTSE. 22, XMERNRE—=E.



[01:12:37] Lenny
English:

| love that fun fact because it almost explains everything you've been talking about, which is rethinking
the way companies can run, doing things super differently. So | really appreciate you sharing that. | also
love that it transitioned into the creation story of Airbnb, which happens a lot at Airbnb. People hear that
story over and over because it's so interesting and so important. Brian, | know you have to run. Thank you
so much for being here and being generous with your time.

AR ERIE:

BREXXNESE, AAE/LFBETMHRIAEEN—T): ERERZEQRNEEAN, U FENAIHE.
EERBRD EXLE, RBREREBERAILIEET Airbnb B98IVEE, X7 Airbnb &8 A%, AMI—BX—
EHIFXNMEE, AATCNMEEBEEE, Brian, RAEMSET . IFEREIREER, HIREHD =RV
8o

[01:12:58] Brian Chesky

English:

Thank you, Lenny, and congratulations on everything you're doing.
FRCEIE:

BHSR, Lenny, fRBRIRFRRAEY—1,

[01:13:01] Lenny
English:

Thanks Brian. Bye everyone.
(01:13:04):

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.

FRZERIE:
5138 Briano KZXKB W,
(01:13:04):

EE BB, MNRERESEETEENE, AJLUTE Apple Podcasts. Spotify EEIRHIER App LT
o tboh, FEBATINESHE TITE, XEEEIEHEBEMARIKESEE, EFTLUE lennyspodcast.com
KEFFEETER THRESZES. THEHER,



