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[00:00:00] Lenny Rachitsky

English:

You've worked at two businesses that have done incredibly well combining product in ops.

R EE:

RBERKIEERINABLIEL, ENELES~™m (Product) FizE (Ops) AEMISIEFELE.

[00:00:03] Brian Tolkin
English:

Uber always has this mentality and Opendoor does two of the product operations, twin turbine jet plane
where you can fly the plane on one engine for a little bit if you need to, but it's operating most efficiently
and effectively if both are working together.

FRCERIR:

Uber —EF#XIER, Opendoor tB2Mtt. FRIMEEMGEEIRIEBI S WIHNR 5%, NRFE,
RAUE—PSIE X T—=, BEREIREMNEIEN, WIHNETHRENURS 2&5H.

[00:00:17] Lenny Rachitsky

English:

What has having been in ops done to make you a better product leader?
FRCEIE:

EEEMIITENER, BRUNENLLMREA— N EFN~RASER?

[00:00:21] Brian Tolkin
English:

Gave a really deep understanding of how the business actually works. It's a pretty good foundation for
them going on to say, okay, what do we actually want to build in a more scalable technology way.

R EE:



EiLEM I SHKLFREEANE TIFERZIBER. XAZERE “MF, HNATBU—MERT BIENKA
BIVEEMFA” 177 IRE RLavEA,

[00:00:31] Lenny Rachitsky

English:

Something else I've heard that you're very good at is staying very calm under pressure.
R EE:

BERRMMIFEBERKN—RE, EEDTRHFRERSE,.

[00:00:34] Brian Tolkin
English:

I've slept on the floor in China before launching uberPOOL, and when you reflect the stress onto your

teams, everybody tenses out. It counterintuitively doesn't produce better outcomes.
FRZERiE:

fEE uberPOOL Z /1, HEERENNAEEIMIR, SMIEENTRLHENN, SPATBILRFEK X
FER LMFER, BLREHFIFEBFIER,

[00:00:51] Lenny Rachitsky
English:

Today my guest is Brian Tolkin. Brian is currently head of product and design at Opendoor. Before that, he
spent nearly five years at Uber where he joined as employee 100. Before Uber had UberX or uberPOOL or
any shared rides, he actually started on the ops team at Uber, moved into product, ended up leading
product and launch of uberPOOL, and then taking it global. He also started the product operations
function at Uber. Before that function was really even a thing, which | didn't know until the chat that we
had. In our conversation, Brian shares a ton of lessons about building products with a heavy operational
component. Also, how to run great product reviews, how he implements the jobs to be done, framework
and Opendoor's successfully.

FRZERIE:

SRIEER Brian Tolkin, Brian E#iZ Opendoor W= @5i&itfasi A, FEILLZ A, 7E Uber TETIER
F, BREINE 100 SR T, £ Uber #H UberX. uberPOOL SEAHERS Z I, tMESZEM Uber BIiEE
FPAFFIARY, EREZEF=REI], RAMST uberPOOL M= RFAM Ak, HIGHEESIK, fthif7E Uber
Bl T ~mizE (Product Operations) BREE, MEAMZEI, XNMREEEXRAEE, BIFRINWRZEAMNE
X—=, EERINMES, Brian ZETREXTHREAGEEZERSTN=RNER, LI, MED=ZT W
HITHENmITE (Product Review) , LAKAhIN{EI7E Opendoor FINSEHE “FESS” (Jobs to be Done)

HESR.

[00:01:32] Lenny Rachitsky

English:



The story behind Zillow trying to compete with Opendoor failing and then partnering instead. Plus a ton
of great stories from the early days of Uber and Opendoor, and so much more. If you enjoy this podcast,
don't forget to subscribe and follow it in your favorite podcasting app or YouTube. It's the best way to
avoid missing feature episodes and it helps the podcast tremendously. With that, | bring you Brian Tolkin.
Brian, thank you so much for being here and welcome to the podcast.

FROCERIR:

FHMNE=WE Zillow iIXE 5 Opendoor REEXRN, RERMEEERNKRE. IMNEFIFZHKE Uber M
Opendoor RHIMBRHIBEEHE, URESZAT. MRMERXNMER, ST EEBIEENA YouTube
EITHAMXE. XRBREIRKTENRTF AN, BNEATEEEARNER. WE, LI Brian
Tolkino Brian, JFERKGHREER, JEKEIAEE,

[00:02:00] Brian Tolkin

English:

Thank you, appreciate it. Thanks for having me.
FRCEE:

e, AEERS BHERE K.

[00:02:02] Lenny Rachitsky
English:

First of all, just a huge thank you to Kayvon Beykpour for connecting us, introducing us. He said all kinds
of amazingly nice things about you. He also gave me some very hard questions to ask you. | hope you've

come prepared.
AR ERIE:

B, JFER Kayvon Beykpour AFAELIET . MARBEALO, ks T H LI JHERIREER
R, ZEIRELESHE T,

[00:02:12] Brian Tolkin
English:

Terrific. Put me in my hot seat.
R EE:

KT, EFRLE “ALO” g

[00:02:14] Lenny Rachitsky
English:

Okay, | want to spend a bunch of time talking about product and ops. You started your career in
operations. At Uber you actually started on the ops team and you moved into product. You've also
worked at both Uber and at Opendoor, which have both huge operational components. I think it's really
rare that people, one, see a company scale to the heights of Uber and Opendoor with such a heavy



operational component that are still tech companies and also it's really where someone starts an ops and
then moves into product and ends up where you are, where your chief product officer, really successful
company. So | have a bunch of questions here. Maybe the first is just what has having been in ops done to
make you a better product leader? How does that change the way that you operate as a product leader?

FRCERIR:

978y, FRERNEHN~RIEE, RIREREIRTIEE. 7 Uber, REMEEERP, EHREET~m
#B17)o fRI{EBY Uber 71 Opendoor FEREMIZER D . HATXREL: F—, BFI-—XABENLEEE
BRI AT EES Uber Ml Opendoor BREFMIEN, BRARERKRATNREMGE; F=, ROBANEER
T, BEFm, RERIRAENEE —HN—RIEFERINABNEFETME. RUZERZEE. F—
MR FEESIINEZHNALREA— N EFN~mASE? ENASRE TIRMENTRASENIGES
?

[00:02:58] Brian Tolkin
English:

Starting on the operations side gave a really deep understanding of how the business actually works. You
are truly operating it day in and day out and the success of the city is in large part driven by the inputs
that you are putting into it every single day on the ground and whether or not there was rain that
weekend, which was a nice driver of metrics, but talking to customers every single day like one-on-one
onboarding drivers responding to support tickets, there's no centralized support team, there was no
closer to the customer, right? And so | think that foundation actually for really understanding what moves
the business and being super close to the customer actually is a pretty good foundation for them going
on to say, okay, what do we actually want to build in a more scalable technology way?

AR ERIE:

MBERF RN SHEFREIER TIRRIER, MENZHEE—BMEREE, —MIHRIAINERK
RELERTRESXRTME LRRN, BEERRTBINERELE TR (TREERMEKN—1511). 8XE
BEMEPZM, thil—x—#5|SENANE. REZFIR, SRAESETHXEHERN, KEALEEERER
BFATo PR, XMEEERRISREHHREMEZANELN, K LEAEREE “GF, RITREEBU—H
BRY BRMENRATAMEFA" #HT I EEFHNESR,

[00:03:52] Lenny Rachitsky
English:

This episode is brought to you by Pendo, the only all-in-one product experience platform for any type of
application. Tired of bouncing around multiple tools to uncover what's really happening inside your
product? With all the tools you need in one simple to use platform, Pendo makes it easy to answer critical
questions about how users are engaging with your product and then turn those insights into action. Also,
you can get your users to do what you actually want them to do. First, Pendo is built around product
analytics, seeing what your users are actually doing in your apps so that you can optimize their
experience. Next, Pendo lets you deploy in-app guides that lead users through the actions that matter
most.

AR ERIE:

AETIEH Pendo #Bfl, Pendo BME——mERTEMRENAREFNEH UL TE. RETES T
A2 EK A M= mRNENESEIERIG? Pendo RIFRFFIENFIE TAZSE— ST EANFEH, LR
MEIEXTFRAPNAESFREMBXRERE, HREXLERTRZANITH. Wi, (REDUSISAFTHRIREAE



B 1E. B, Pendo B~ mahiiE, EERAFENARNKIRTH, WERLMIINEE, HR,
Pendo AIFREFBENAAER, 5|FAFTRRERNEF,

[00:04:31] Lenny Rachitsky
English:

Then Pendo integrates user feedback so that you can capture and analyze what people actually want.
And the new thing in Pendo, session replays. A very cool way to visualize user sessions. I'm not surprised
at all that over 10,000 companies use it today. Visit pendo.io/lenny to create your free Pendo account
today and start building better experiences across every corner of your product. PS, you want to take your
product led knowhow a step further? Check out Pendo's lineup of free certification courses led by talk
product experts and designed to help you grow and advance in your career. Learn more and experience
the power of the Pendo platform today at pendo.io/lenny.

FROCERIR:

¥%E&, Pendo BETRHRARIG, UEMRMBRMDTANNESLFER. Pendo BE— 1A REER

(Session Replays) , X2—TIFERENAIRCARZIENAR. SXEET 10,000 RAREERE, H—=
HWARDEGEE. V3R pendo.io/lenny ITEIEIZIREIREE Pendo kP, FREFmINETAZWEEEFHE
¥, B, MRIREHFE—FREA USRI (Product-led) BIZ IR, i5EF Pendo H—RFIRZEINIEIR
12, XERIERTATRETRRR, SEHEMIRERWVEEFRKMHED . ZEAE pendo.io/lenny THEE %
F1A3E Pendo A RIGRATIAEE,

[00:05:09] MUSIC
English:

Pendo.

FRCERIE:

Pendo,

[00:05:15] Lenny Rachitsky
English:

This episode is brought to you by Explo, a game changer for customer facing analytics and data reporting.
Are your users craving more dashboards, reports and analytics within your product? Are you tired of
trying to build it yourself? As a product leader, you probably have these requests in your roadmap, but
the struggle to prioritize them is real. Building analytics from scratch can be time-consuming, expensive,
and a really challenging process. Enter Explo. Explo is a fully white labeled embedded analytics solution
designed entirely with your user in mind. Getting started is easy. Explo connects to any relational
database or warehouse and with its low-code functionality, you can build and style dashboards in. Once
you're ready, simply embed the dashboard or report into your application with a tiny code snippet. The
best part, your end users can use Explo's Al features for their own report and dashboard generation
eliminating customer data requests for your support team. Build and embed a fully white labeled
analytics experience in days.

AR ERIE:



AETEH Explo #B), EREARAEF NS HHEIERS U MUNTE, FNAFR T BTN~
mPERIEZINRIR. REMOHINEE? RERTRET B CHBRXLINEE? FAF-RMSE, RIVERLE
EFaeEBREXEFR, BRERNHFHIEEME, MEFIEMEDRINGEEEFEN Y E5R, MAdERA
PebxtE. Explo i, Explo @—&5E£HMr (White-labeled) HIBRARX DA RAE, TEMBFPHNA
Eigit. EFIFRBE R Explo AILUE %ﬂ&ﬂ%?iﬁﬁrﬁﬁf BT HARAREThEE, (RE]LURIRGERFIE
HIRIR, AEEMEE, RAFET—/NNEABRBNURBRIRERANIRNEZBEFFENR, RIENZE, MH&
&%FﬂuﬁmD@omNW%EWEE%ﬁ%ﬂuim,Mﬁﬁ%ﬁiﬁﬂMmgFﬁﬁ%*oEn%WW
AR HERNTTE BRI IR,

[00:06:18] Lenny Rachitsky
English:

Try it for free at explo.co/lenny. That's E-X-P-L-O/lenny. I've seen that a lot of companies, and this was
definitely true to Airbnb, where the product team looks down a little bit on the ops team where they're
like, "oh, we're doing things that are going to scale to millions of users. We're doing these things that are
going to apply to everyone." There's this ops team over there doing a few things that are going to not
scale. They keep asking us for things to build for their one-off ideas. What do you think that product
teams often maybe miss or don't understand about the ops teams that would help them see them in a
different light?

FROCERIR:

7£ explo.co/lenny &R, HEFEZ AT —Airbnb £t 2t — = REIASE 2 E N TIZEHM,
siE: “H, BIMMNEEERET BEHREHLAFRYN, BINEMNAEEHATAREA.” MABLIZERR
FEM—LTEMECNERE, E—EEREITAMNIBRLE—RMENIEFF L IIEE. RIANFEREIEE RS T
BT EFPANWLSE, NREMRT, ST RENRNAEFEE?

[00:06:56] Brian Tolkin
English:

Yeah, it's a great question and | think Uber always had this mentality and OpenDoor does too of like a
twin turbine jet plane where you can fly the plane on one engine for a little bit if you need to, but it's
operating most efficiently and effectively if both are working together, and | think that's really true, right?
The reality is operations teams, local teams, can iterate faster, can scale talking to customers really much
more efficiently, have great qualitative insights, and so if it's seen more as a harmony instead of a
competition, | think that's really, really helpful where it's like, okay, how do we get the insights that are
happening day in and day out in the field, on the ground, whatever that may be, and help us build better
products because of that, right?

FhaCERIE:

MRIFMIRE, FHIAA Uber —BEBEXMINLE, Opendoor 12, FGEIHIRAICRILHS Wl HERS
ﬂFTM%-”ﬁI;“‘&—%)L BREBEMRE, XS KD, FELMHLML, WKERE, BEF. 2#tH
MERREER, SEPHBNREES, HERENTEELE, Frl, NREXEEE—MNEEEMAR

%%, EEETE. XBET: RNNAREPBLESRERM. FIH~ENLE, HABENREOEELT
Y™ an?

[00:07:50] Brian Tolkin



English:

Like a PM sitting in San Francisco can't be in Opendoor's case 50 markets, walking houses every single
day in Uber's case, whatever, a thousand cities understanding the nuances of safety in South America and
it's just not possible, but what you can do is foster a really good relationship and a really good feedback
loop of how people who do deeply understand those things can help give insights. Now is actually the
birth of product operations was that insight as well.

FRCERIR:

Ebin— R EIRES N~ mEIE, RAJEEfR Opendoor RS XRTE 50 M ELMELE, WARIEER Uber F8
BEELT I RHEERREENL2PENANE?, XRERIRL, BIREMBEEFREFNXANRIR
IF, IBRERE T X ERERHARMAE, FXLE, “PmizE” (Product Operations) X—HRRERVIEELE
BETXMRER.

[00:08:22] Lenny Rachitsky
English:

Can you say more on that?

R EE:

REZHHXND?

[00:08:23] Brian Tolkin
English:

Yeah, sure. So, sorry, | should probably define what product operations was. At Uber it was basically this
notion that we had centralized, this was later in my career at Uber, but we had a centralized product team
building stuff mostly in San Francisco, not strictly through the Ross, but at this point around the world,
but mostly in San Francisco and then we had a very globally distributed operations team, and there was a
bidirectional feedback loop that wasn't super strong and that feedback loop was basically when the EPD
teams in San Francisco built new features, how do we effectively put it in global markets and then how do
we effectively get input from global markets to better build features. And so one solution to that problem,
our solution at the time was to start up a new function called product operations who had accountability
and reported into operations but physically sat with and operated much like a member of the product

team to help solve that.
FRCERIE:

¥, 1R, EEIZEEX—TFHARFRIZEE, 7 Uber, XEA FEXE—MEIZ: BIMNE— I EHN™0
HIPA (XZ27EF Uber £ENEH) , TEEIRZLMESR; BRFMNE— T2 HELKNEERM. BN
BRBAFRF R XNAFNZOE: HIHSWKEPD (T, &, i&it) BPAFFAHINEER, Film@
B EER2IXT7? RiIK, BATNEERMEIKTI7IRER 5 LA ESF G INEE? N T #ERX R
A, FBANENARZRI—NEN TmEE” R, wIRsEMIORAME, EEYEUELS
PP E—E, BFAEmBEPAR SR —#F,

[00:09:23] Lenny Rachitsky
English:

Is that maybe the first time there's a... Did you invent product operations as a function?



AR ERIE:

PEERF R BIRERT TmiEE” X TEREER?

[00:09:28] Brian Tolkin
English:

I don't think so because at the time, | believe Google had a function, | can't remember what Google called
it was something slightly different, but | met with a few folks who had been in similar type roles at Google
and a couple other places, so | don't take credit for certainly for inventing IT and other people have
actually dabbled in this model at Uber before me there was just a formalization of it and our actual
building out of the organization, et cetera.

AR ERIE:

HAX AR ENEHHAERE Google EXBRMBIEREET , FAIER Google EAMME, FIREARE.
I L ME Google MMEMMSIEELRMABHA. FIUKEEFIIELRENFHENCE. £ Uber, 3K
ZBAAAZHIZMIRER, RREFEENMHRERIET X MR,

[00:09:54] Lenny Rachitsky
English:

Did none of that. Sounds like you basically helped make it a thing. | know you're being very modest, |
think. Coming back to your point about decentralized operations teams, something I've read is that
search pricing came out of one GM and a market just testing, emailing all the drivers, hey, we're going to

give you extra if you drive on Saturday night. Is that true?

AR ERIE:

IrEERIREAR L RIEMXHFENA. HRBIRNIRE T, BIEIRXFTEROUEERMIMRR, BRI —H
= EEM (Surge Pricing) BF—MEHHEEIE (GM) EHHPHNIK, theaFra IV LR :
IR, MRRENB EHRAE, BASLMREIINRE.” X2EMG?

[00:10:15] Brian Tolkin
English:

That would've been probably a little bit before my time, but that being said, one thing that is true is that
surge pricing for actually quite sometimes all of 2012, certainly 2013 probably, | don't know when we
necessarily switched, was very much a human in the loop system or a very manual system where GMs in
every city would control basically the parameters in which surge would operate and so much of the time
that would need, for example, Monday through Friday, there would be no search, it couldn't flip on, and
then Friday nights and Saturday nights it would flip on from whatever you set, 7:00 PM to 3:00 AM and the
cap was X, whatever the cap was. And then within those parameters the algorithm would optimize for
what the price was. But yeah, GMs controlled whether it was on or off and what geographies were
surging.

FRCERIR:

MATRERERMAZAINET ., EE—RZ2EN: FHEIKN—BRNEE (B120124F, SEHREHE 2013 F
HIRER D BSE], RAHRERMT ARHRYIRY), ISENERAREELZR—D “ALFH 8R4, HERIF
BEFHNRS. SMHHNSELEER HIEHEDSEMESITNESS. fll, B—2ARRHE; BREMEN



B EMEEE 7T REIZR 3 /B, LRIEH X, AXESHCERN, BEARMUEREKNE, B2, FRUREPLE
WX BRSEN, BHSEEEHR,.

[00:11:25] Lenny Rachitsky
English:

Wow, | didn't know that. Was that out of we believe we are better than the algorithms or we just don't
have time to make them amazing yet, so we're just going to help them along?

AR ERIE:

I, ZUAIFNE, XRERNEMNIZSECEEEZERRA, ERRAFNELIEBEEMISEBTE, il
REefc ATHBI—T?

[00:11:25] Brian Tolkin
English:

Yeah, | think it was probably a function of a bunch of stuff, one of which is like, hey, this is a fairly new
concept and it's powerful and dangerous and so let's make sure we understand what's happening. The
second is this belief that local city teams know their cities best and so you might know that an event is
happening, a baseball game gets out and it's like, oh, | know that this baseball game's going to get out at
10:00 PM so I'm going to set surge at 9:45 and the algorithm may not be able to pick that up. And then the
third is the technical constraint of nowadays clearly it's all automated, but it's really hard to build a fully
dynamic, always on geospatially aware pricing system and not just a little bit of time.

FRCERIR:

HREEZMERERFANER. 8%, XE—MELUMOES, SHRBANER, MURINEBRRERL
ET 4. BHR, HEERMETENE T #E KT, (RAENESNER, LIl—HXKBERER
T, fREER L 10 RE7, FRLMRTE 9:45 IREMEEN, MEZYRAIEFBIERIXMER. F=2KAR
%, BANTLEEUN, BEYN, BME— T2l nAAEEAESMETERAMENNEN RS
TAFEEMR, FEAEME,

[00:12:17] Lenny Rachitsky
English:

That makes sense. | feel like you're full of wild stories from your time at Uber. Is there one that comes to
mind of just, | think you helped scale in China, uberPOOL?

FROCERIR:

BEAT. FHISIRTE Uber ABEEH F—EBRZRIITMNHE, BREMMNMREILIRENSRRZI? FKICBIREEE)
P EHE uberPOOL?

[00:12:17] Brian Tolkin
English:
Yeah.

AR ERIE:



[00:12:29] Lenny Rachitsky

English:

Maybe that's the one. | don't know. Can you share wild story from early Uber days?
FRCEE:

WITFMERNIE. REEHNZ—" Uber RHRRVRIEHNEID?

[00:12:31] Brian Tolkin
English:

Yeah, so in the early days of Uber, one fun story is obviously UberX is a random mainstream product but
has a funny, silly name, UberX. This product in the early days was going to be all hybrid and had a bunch
of different potential names. | was not personally driving this, this was someone else on the operations
team, but they built the model for what this product could be and there's no name for it yet, so it was
going to be a placeholder. So what do you put in some placeholder? X. So UberX and then the company
was moving quickly enough, the product got the green light, it launched, and here we are, | don't know,
12 years later, 11 years later, whatever it is and UberX is the name that stuck.

AR ERIE:

¥, £ Uber B, — 1M EBHNRERXT UberX B, ERER—NERT M, BRFEAFTE, I
UberXo £RH, XM= @mitdeHERREMNNE, SARSEFERF. RTARESEXTRE, B&
EREANS —DAMBY, MIHET XN miRE, BfefBiFaF, FUBT —1M&auff. SUFAta
E? Xo TR UberXo ERABKEXRR, F@mAMHEGT, ER 11, RFFHSRK, UberX XPMEF
MXABATET

[00:13:21] Lenny Rachitsky
English:

That is hilarious. I love it. So it was a placeholder. It's like many products start that way where they're like,
this is just the temporary name, and they're like, okay, | guess everyone just knows it this way now we're
going to stick with it.

AR ERIE:

KT HRERXITHF. REIARTEHUN. REFmBEXFEFEY, REAIBMIGIIRIE, SRAR
MIBRT, MXAETET .

[00:13:31] Brian Tolkin

English:

Exactly. It's too expensive to change and rebrand at this point.
FRCEIE:

e FIMEXMER, BEXRFMENRREUHNNREIRET .



[00:13:34] Lenny Rachitsky
English:

That's an awesome story.
FCERE:

EMEXET o

[00:13:36] Brian Tolkin
English:

One that is good about scaling Uber uberPOOL in China is we were launching Uber pool in China and this
was going to be, China at the time was pretty big for Uber, but uberPOOL was not there yet, and so we
were going to launch. And myself and a few other folks were in Chengdu China, which is the first Chinese
market that we were launching uberPOOL in and we were going to be on the ground took to launch. We
wanted to go live at, | believe it was 6:00 AM for rush hour on, | don't remember the day, but whatever,
Monday morning, and so we're there over the weekend getting ready to set up and at the same time we
were doing some data center testing. And so we flipped on all the testing infrastructure and thought it
was going to work and nothing works, and the matching algorithm just isn't working and we're like, oh
my god, now it's whatever, 5:00 PM the day before we're supposed to go live, 6:00 PM, 7:00 PM okay, let's
get on the phone with the US, try and figure out what's going on.

FROCERIR:

KX FEFREHET uberPOOL, BE—MREIFHIHE., HRFKINEEFEHEL uberPOOL, FEMIHAT Uber RiiE
ZRKT, BELEHERS. BMEMLDOATERE, HB2FHNEL uberPOOL WE—REWT. FHi1it
NER—R L 6 SNSIENER E4, BRIVBRMEBRAES, RSHTEHREFONR. HNFBETERENMNI
BEighE, UK, SRTAHFT, REEFERERIE, HI1HEE: “XH, IEEEL L&—
KO TFFSR. 68 THT. FTREBIELAEERIITRIE, ABEFEREETH4

[00:14:43] Brian Tolkin
English:

| remember | slept about 30 minutes that night between 2:00 and 3:00 AM being like, okay, well, we have
to go live at 6:00 AM | think there was some press around it. We were planning on going live and | think we
got everything finally working at probably about five 30 or six in the morning and launched just in the
nick of time. And I'll never forget, we launched, it was great, we monitored, everything was good, and
then we walked out for breakfast at 7:30 in the morning. Everyone sleep depressed, no one slept all night
and we got these pancakes street food things and | have to imagine they were not that good, but in my
mind it was the best meal I've ever had in my life.

FROCERIR:
RICFBRBLHZRIAEER 2 <53 "ZEET 30 28, FE: B, RNBAEF L6 mEsk.” LT
BRGEXE, BINERER L5308 6:00 EAL—IMELER, E&RE—ZIMI L. FXKEFETIE, £k

E—IIEF], HMNEET—=)L, ARERL 730 HERZRER. 8PATHRERR, B, FiI1ETER
ABFL, HRKRPENAIERBANZ, EERININESE, BEXEFIZIRERN—R,



[00:15:25] Lenny Rachitsky
English:
It's like a meal after a marathon or a big hike.

FRCERIR:
ARSI KERS R —E&,

[00:15:31] Brian Tolkin
English:

Exactly. Yeah, exactly.
FRCEIE:

&5, [ERWIt.

[00:15:32] Lenny Rachitsky
English:

Everything's so delicious. This comes up a lot of just these moments that are so incredibly stressful and
hard and leap deprived end up being the best memories and the best stories to tell and things you look
back at fondly. It's so weird how human nature is like that.

FROCERIR:

—IIERBRARDR, XMIBREFERE . FLEREED. B, EEFAENNZ, RARMKT RIFHEIIZHR
BENKRE, iILREREREER. AMRERXAFR.

[00:15:46] Brian Tolkin
English:

Yeah, | mean another one more recent for Opendoor was when COVID hit, physically we buy and sell
homes, and so we were physically going into people's homes and suddenly March 2020 going into
people's homes was not something people were comfortable with. And you look at the real estate data
coming out of China at the time and it looked like coming to a standstill, and so we actually turned off the
core business and we stopped buying homes for a few months. hey, we can't go in and we don't know if
anyone's going to be buying any homes, and so what do we do? And we took those few months and then
came out the other side and had virtualized the whole process. Then it was pretty stressful, right, because
looking at a business that relies on going into people's homes and suddenly you can't do that anymore,
what do you do? So, again, a fond memory to look back on a very stressful time in the moment where it
feels very, very difficult.

FROCERIR:

EM, &IATE Opendoor LE—1MHIF. MERFEBAN, HNNOISEEMESEEE, XEEEHNEHN
MR, AR, £2020F3 8, MIABERIULBEAHRET . BEELANPENEM~HIE, BTl
AFEEHE T o FRATAIRER EXEA T 0S5, FIEXEFNLTA. KT EHEE, EFAMERTEEAZE
B, &EAN? TAFAIILTABEE, RAKMTENRENEMNL. SNEDFEKR, ERRLSEK
T HNSLH, RABITAET . P, XXE—NOSEGERRESL, (B SRRERERMEIITZ,



[00:16:51] Lenny Rachitsky
English:

Just since you mentioned Opendoor, | think many people have heard of Opendoor. Maybe just give a
quick explanation of what Opendoor does for people that aren't exactly sure.

AR ERIE:

BRARIZE] T Opendoor, HBRZAEIFIRIE, BEFRENIBLERKHERITAELFERE—T Opendoor 2
A+ 4R9?

[00:16:58] Brian Tolkin
English:

So we're a digital platform to buy and sell real estate. The core product today is a seller focused product
where people can go online, enter some information about their home, and we'll make an all cash offer to
be able to sell simplicity and certainty. So the product really works for people who want something that is
certain and simple and easy. | don't know if you've ever sold a home, but it can be a very, very, very
successful difficult process with showings and open houses and how to price it and will it sell and all of
that stuff. And so we offer basically a way to skip the whole process.

FRCERIR:

HMNB— P EZBEHFHHRFTE. BRIZOFREERERN: AMIATUELRNEERES, Ri1aEM
Nk, KMEHERENBEL. FAIAX N RIFEESILEERBE. BREMERNA. HAER
BRERIREF, ERFTER—TIFERENIRE, PRHE. AR, EN. BEEFESFF. KELXL
MY — MBS B EBORZR T Ko

[00:17:41] Lenny Rachitsky

English:

So you basically sell your house to Opendoor and it's just like, cool, done, move on.
R EE:

FRrUAfREZS_E 2B 75245 Opendoor, ZAERMIBE T, BEIEMRE,

[00:17:45] Brian Tolkin

English:

You picked your closing date, you move out when you want. Yeah, there's no hassle.
R EE:

fRECIERMIZ A, B ARMERREMTARRE. B8, KB EAMT.

[00:17:53] Lenny Rachitsky

English:



Sounds amazing. | want that. Coming back to ops and product, just to close this thread again, you've
worked at two businesses that have done incredibly well combining product and ops. Are there any just
broad lessons you've taken away from how to make these two teams and functions work well together
and to build a business that's very ops heavy but also offer driven?

FRCERIR:

IFEERAET, HRBBE, OEEEN~@EE, A TERXMER, MEBERKE~nMZELES/RGT
MAR LIRS, XTFFEEXFENERMIREERIFNE, UNRMNAEER—MEEREEXE~ a3,
B ASENEIT?

[00:18:15] Brian Tolkin
English:

The first one we touched on, which is a, there's just got to be mutual respect. Both functions have their
time and their place and their skillsets, and you just don't build big businesses of this type without
respecting the fact that that both need to exist. The second, particularly on the product and engineering
side, is really understanding where and how the technology leverage comes from the business and then
being really focused on making sure generally, especially in the earlier days, you are more limited on the
technical resourcing side than you might be on the operational resourcing side. And so how do you be
really focused on where to invest your time, effort, and energy technically, which is why most of the
engineering effort for Uber was on the dispatching system and the pricing system. That's just where the
leverage was at the time, given the scarcity of resources.

FRCERIR:
F-REANNREE, RmBLITEEEE, MPMREEHEEFENNEY. MUNKEER, NRFEERE LN
HENESE, MRTERIIXMEROABNLS, £, RN TERNIRR, EEEEBRANIF

EF (Leverage) EWSHINIRT, ARRIELTE. BE, LHETRH, RARRLEERRERIR, Fi
B, fRETEAFE T ETFERAR ERNNEL BFAMEENM G, XMENA Uber REIARE D T2 HEEETE
RERAGHEN RS L, RAEREEZMERT, BEATERRABMTS,

[00:19:11] Brian Tolkin
English:

And so | think the second one is being really intentional about where those techs are and then being
really forthcoming and saying, hey, that means all these other places where yes, it can make things easier,
more efficient, et cetera, et cetera. We are okay not investing in right now, and that needs to be an explicit
decision and very transparent. But then the last bit | would say is a deep understanding that the real
world has entropy and it's hard and it's messy for us at Opendoor, we go into homes, someone may not
be home, scheduling may be off, at Uber the driver may cancel the radio GPS. All these things happen,
right? Computers are deterministic, but humans aren't, right? And so building products that have a little
bit more flex or a little bit more fail safes in case those things happen becomes a little bit more of a

paramount.
FRSCERIF:
FAILE—SE, BEERIRMRERARBAS, FHBHMEE: XEKEHMNABALIUTEEEE. B5

M, BEMNMEREFEN. IBAR— T RBHESEHANRE, REe—RE, BRZEFRNLHURZE B
By, EXEXEEER, 7 Opendoor, HATHEAIREEARER, MLIAIREELE; T Uber, SHATREEUH



T8, GPSAJgER R, XEMELE, HEVZMWEER, BAXRZR. AL, HERAFESZREENESZH
PEfREL (Fail-safes) B9/ g, LARMIXLETIMER, MERSEXER,

[00:20:08] Brian Tolkin
English:

One other thing, the last thing | would say is | think that the companies evolve as well. So what | talked
about at the beginning of Uber being very focused from an engineering and product side on the
dispatching system and the pricing system, obviously over time not to evolve now it centralized all of
these functions as the company got bigger and more mature and scale and optimization started to be
more important and expansion and that Petri dish of trying new stuff and the tools got better and the
tech got easier and there was more internal infrastructure. And so over time things can start one way and
shift over time as the business needs.

FROCERIR:

TE—R, BFRRATHEEHNKN. ENAES Uber REAE TN~ R LIEBEITREMNENRS, B
ERFITA. TR, MRUNAKESEEE, XEREEAZRETHBTESD, BET K, ZHMEYH
“UERIT %, TARY, KALESR, AREMREEETE. I, SHETERN—TAFE, HiEE
AV S35 K pERYiEl M 2,

[00:20:52] Lenny Rachitsky
English:

Let's actually spend more time there. You keep saying things that make me want to dig deeper. So at
Airbnb we went through the same thing where there was all these local ops teams driving supply, finding
homes, bringing out the platform, and then there's this tipping point where the product in organic
growth or word of mouth ended up driving more and then orders of magnitude more. So there was no
need for these folks to spend time doing these things. Can you just maybe share an example, either we
Opendoor, when you talk about there's a time and a place and a skillset for ops, how that evolved? What
was the team doing initially and then what did they end up doing as things grew?

FROCERIR:

IBNMNEXESRRE, FRRNABSSILEBRERRZ. 7 Airbnb, EITBEHIEFAIEE. FER
ZAMZERANERME. FHER. #FE. ART—1MeRR, FasSHEIE K OREEF
EHRESRE, EER/IMHRELNER, T2, MABFEXEARREMIBLEET . (REIE—1FF
13? tb407E Opendoor, ZHIRXEIZERHMAMKEERE, ERWMAMEZRN? BANSKPIERTA, BEL
SHERK, RENEERTAT?

[00:21:25] Brian Tolkin
English:

Yeah, | mean, maybe a very easy good example to pick just one part of the Uber process in the early days
is at small scale, actually back when it was Uber black drivers, every driver was individually onboarded in
a 90 minute to a two-hour in-person in the office onboarding with deep setting of expectations. The next
version of that... So that's obviously very ops driven. The next version of that is a small classroom type
setting of three or five or six drivers at a given time. Also, very ops driven. And then as we got into more
mass market products like Uber Taxi or UberX, it was like, okay, maybe 20 or 30 at a time. So now it's a



little bit bigger classroom setting. And we said, okay, let's make a video. Instead of giving verbally the
same presentation, let's just make an onboarding video and that was the next set of scale, but now
suddenly we have a different problem, which is okay, you have to validate all of these credentials.

AR ERIE:

F8, — M IFE R BHENE 72 Uber REIRTEININIERIE. EARBUNE, W2ERE Uber Black 14l
BT, SPMENEBEEDAERER 90 DHEIFR/NRB——ANEFI, RERETL, XEARMEZERT)
B9 T—ThRAZ/NER], —RiF)I3 2 6 BEN, KABEZTEWRR. HHEAHEN Uber Taxi 8% UberX FARAR
i mey, —REJBEEFII20830 A, HELZAT. #EHNE: “F, HIAIE." SHOXKES
EHFETR, NOMNINERT. XERMEUNT—F. BRABIAVER TR RTIUIERTH X LIE
o

[00:22:32] Brian Tolkin
English:

So most driver's license who they are, all that stuff at one person, easy at three to four at a time, easy, 10
at atime, a little more challenging but fine. At 20 at a time, okay, you're starting to run up onto it now you
fast-forward six months and you're doing a thousand a week or whatever, suddenly your system breaks
and it's like, okay, we have reached the point where operational system improvements is no longer
viable. So, you say, okay, we have gone from the iteration stage to the scale stage and technology is
uniquely good at scaling. So now we say, okay, instead of having a bunch of folks around the world taking
pictures of driver's licenses and validating and doing all that stuff, how do we integrate with some type of
OCR technology or auto recognition of driver's licenses that feeds to a system that knows what a driver's
license is or can do automatic validation and suddenly you've done two things.

FRSCERIF:
BIFBE. BMEERSE, — PAREER, ZEPMABT, 10 PABESRETRES. 20 MARTIFAIZH

To R#NTA, NRFEBAZLE—TAN, RERZEHR. XHMSIFIRE: TERANEBELZITIE
To TRIRW: W, BMELEMNERMERENT MR, MRATENRCTEEERSNE.” WEFRKL]

FEULEREMNATERESRBAHALIIE, MEEMES OCR (KEFFHIRG) KANBRBIRAK
A, BEEAN—TEEIRFERHABMEIERNRS, =AAE, R5TlT TS,

[00:23:27] Brian Tolkin
English:

One, you've scaled your system, and two, you've just created a ton of time for what at the time was
probably dozens if not hundreds of people running these onboarding sessions all over the country, the
world at the time to do other stuff. And so now you can level that up and say, okay, do we do more
analytics? Do we do more figure out the next process that needs optimization or whatever the case may
be in that virtuous cycle just continues.

FROCERIR:

B—, MERTRZEHMEL; FZ, RAUNEENELXEBLTEATANEFIINATTE T KERN
8], T UEMANNE. WEMRTLUURARR, i “BNEETUMESDF? HNIREAILUEET
—PMHREMURIZ? 7 XHREBERMXFRFE T X

[00:23:53] Lenny Rachitsky



English:

The way | like to think about this is do things that don't scale and then scale the things that you're doing.
That's the phrase | always come back to.

FRZERIE:
BEWNXEEE: SMBBLTEMELNE (Do things that don't scale) , SAEBIRIREEMNEIEL, X
ERAERIN—miE

[00:23:58] Brian Tolkin
English:
Exactly.

FROCERIR:

R o

[00:24:00] Lenny Rachitsky
English:

This reminds me of a hot take that previous podcast guest shared in a newsletter post Casey Winters. He
talked about that operations is usually, and it's a hot take, that operations is a sign of inefficiency and
over time your job is to squeeze that away and make it product software as much as possible. Doesn't
mean you always get there. Thoughts?

FRCERIR:

it HARFE 2 BN — i = Casey Winters EB X EF R ZN— BRI K. MIRIZEEREBERRIFE,
FEERTEIAVER, (TN TIEMERAIEMEREE, FREEUIFREH. EAT—ELETEX, REA
5?7

[00:24:23] Brian Tolkin
English:

Yeah, | actually don't. Fundamentally, it depends on what the operations is, but | don't fundamentally
disagree, but | think that the right lens to think about it is... And then those folks can move on to the next
challenge. And so there's always another hill to climb. And so I think that was one of the things at Uber
and Opendoor where there's this culture of on the ground experimentation that's really helpful where we
were just talking about driver onboarding may now be solved with technology so you have a few extra
hours a day. How do we get better at optimizing the UberX system? How do you start tinkering with food
delivery? How do you start thinking about higher capacity vehicles? How do you think about better
feedback loop for those manual surge pricing toggles that we talked about? So | generally agree it just
generally free across and solve more problems.

FRCERIR:

HIHEHAF TR MRELR, XBRTFEENAGAR, ERIANEBIABRZ - ILXEAEBER
— k. SBB—EWLEN, HIANTE Uber H Opendoor, B—MIFERmAY “SBISLI” Xk, MBI
MMA 5B, SINANERETURRABRT , FRUMRERZSHT LN, BA, FMNNFAEFHEK



UberX #4t? WA=t obsedlss? MAEEEREHA? NAANRINTICENFoIEHETEN T RBILELY
HIRIRHAIR? FRUBRAGE LRE, XBERN T BRBEREBREZ A,

[00:25:21] Lenny Rachitsky
English:

It feels like a big part of this is making sure the operations teams understand there's more opportunity,
even if this ends up being automated, your job is not going to go away. We're going to find something
new to try and experiment and do things that don't skip.

AR ERIE:

RUEBAR—HD TERHERZERZRRD, BMERERTHRBDINT, IIKARS, (RNIEFRZHER. &
MNeFWHNFVEZR. ZXE, ZMBETENELBNE,

[00:25:34] Brian Tolkin
English:

Yep.

FCERE:

[00:25:34] Lenny Rachitsky

English:

Awesome. Okay. Going a completely different direction.
FRCEIE:

KT 8, HMHRDZE2RENG M.

[00:25:37] Brian Tolkin
English:

Great.

R EE:

§¥89

[00:25:38] Lenny Rachitsky

English:

| hear you're very good at product reviews.

R EE:

BIFRIRAFEEK TR mITE (Product Reviews),



[00:25:40] Brian Tolkin
English:

Okay.

FRERIE:

4FIE,

[00:25:41] Lenny Rachitsky
English:

A few people told me this. I'm curious how you set up a product review and any things you've learned,
any tips for how to run an effective product review?

FRSCERIE:
FNARBRRKRS, REFFMHREWNERESSTEHEMN, REINTHA, REBEFHALABTEM = RTEENR
15?

[00:25:48] Brian Tolkin
English:

That's very whoever mentioned that. But yes, big fan of doing them actually in particular to maybe bridge
the conversations in companies that have ops driven cadences or start out very ops driven because the
cadences can sometimes be different. And so the operational cadences that you might have something
like a WVRA weekly business review may not be conducive to always picking your head up and saying like,
Hey, where's the product going on a slightly longer timeframe. And so | think product reviews in general
for all companies are probably really helpful, but actually in particular for some of the product and
operations led companies. In terms of things I've learned, | think being really intentional about what the
goals are, | think it's okay to say that there are two goals, a goal of accountability and inform to an
audience.

AR ERIE:

REHREIXHENA. B8, REEHETRITEH, FHIRERLEERNFUTELERNATE, RAEE
WHEMTENTEEFERR, ZETE (b WBR BAEWSEIR) rIgERFFIRERARRE: “I2, M
KHNEBEXRE, FelNEARFRARMTA? 7 MUK IANFRITENEARESBEER, LEEX™RHE
EHENAT. ETFEFINERA, BWIANPBERENEEEE, RIAATUEEN BiIR: —2AR
(Accountability) , —RMEZRERE S

[00:26:43] Brian Tolkin
English:

But also most importantly, | think this is the primary goal is to help make the product better, to help the
teams think through a problem and to have that, again, back to our earliest conversation, be a very
intellectual conversation about the work and how to make the product better and not super scary.
Product reviews hopefully are not feeling like firing squads. That's a scary environment to be in and not
necessarily one that's conducive to how do we make the product better. Obviously sometimes the



conversations have to get a little intense, but in general that's what we're shooting for is something that
helps the team go back and think through how to make the product better.

AR ERIE:

EREENE, RUNNEEETEEMICT RMIFELT, BBRNRARERE, EEIBMIEDIRE, XN
ZR—IHR T LIRS mpIREE TR ERME, MARILAREER, FEFMTHEAEILAR
BGREEN TR o BB AFFREMFRH~m. SR, BRNESRBEHI—=, B
BRI, FHEREHEBEEERZ WAL~ mERER.

[00:27:24] Lenny Rachitsky
English:

So the two goals you try to communicate for your product reviews, accountability slash informing people
what's happening, but also just like we are here to make the product better and setting that context. Yep.
Is there anything you'd do specifically to make it not feel like a firing squad? Like you're coming in here to
be attacked and criticized? Do you set context at the beginning of the meeting? Is this just a part of the

culture?
RS ERIE:

FRUURIRES AN N BERE: R/ EkRER, Uk “BINBATILFREE « ATILERG “1TRIA”
(BRI ILEFAMIT) , (RRMEAFARRINED? NESNRIREER? 2R XA —EB
a7

[00:27:43] Brian Tolkin
English:

Yeah, | think definitely part of the culture, but also | am a firm believer in general that the people closest
to the problems also have the best context to solve that problem. And so as a more senior voice in the
room, often the job is probing, asking questions, throwing out ideas in a way that says like, hey, this is an
idea. This is not a mandate, this is a thought. And if there's context missing that would inform the product
direction, then providing that context in not a question asking sense, but hey, this is context that you
might not be aware of. And so | think it's all in how you show up as a leader and what that looks like in
terms of probing and pushing the team on dimensions that they may not be thinking about. And then
understanding that the team is bringing a perspective that you don't have, which is they think about this
problem 40, 50, 60 hours a week, and you might think about this problem three hours a week. So you
bring them a breath, the team brings a depth in haven't been there yet.

AR ERIE:

B, XBENEXUHN—ED. ERERE, RFONFNABEREFRRAZNENREERES. Eit, FA
FEERBBRBA, BNIEEERRR. RF. HERE, HBEHEZER: B, XR2MRE, T=2E
2.7 IRRETREEXMERABNERER, RSRHEXERER, FRURRNAR, MER: T8, X=
fRATRER BRI —EE R PR, XEURTIREAMSEWNARR, WEARTHESFNEBE MR
BV, RNETIRE, HNHRTIRFAAAESHMA: ti1E8E% 40, 50 BEE 60 /NREXNMEE, MR
AJREEE R 3/, RERNE E, BFNHERNERE,

[00:28:49] Lenny Rachitsky



English:
I don't know if you heard Dharmesh Shah's episode or his thing on flash tags. Have you seen this?
FEiE:

EAFERA B Dharmesh Shah BAB—&, HEMXT “AEIRE" (Flash Tags) HVIEIR? fRER
ng?

[00:28:54] Brian Tolkin
English:

| have not, no.

R EE:

&/E, TgEL.

[00:28:55] Lenny Rachitsky
English:

Okay. He has a whole system. So you talked about how as a leader you want people to not take
everything you tell them as feedback as | need to do this. So he has a whole set of hashtags that
communicate how important this is to him from hashtag FYI to suggestion, to a plea.

AR ERIE:

iF. MBE—EXENRS, MAIAREDR, EATSE, MAFENMNIBTRNE— 0GR “BROETXAM”
HR5. FRAMIE—BREMEREAEERE, M #XUESE (FYI) 2 #8i (Suggestion), BE| #2K
(Plea)o

[00:29:13] Brian Tolkin
English:

Yes.

FREiE:

=108

[00:29:14] Lenny Rachitsky
English:

A plea to you.

R EE:

MHREI R K,

[00:29:17] Brian Tolkin

English:



This was actually explained to me. | don't think I've seen the original source, so I'll go back and watch it,
but this was explained to me as I'm actually a big fan. | think that's great.

RS ERIE:
HIAEABRBBRRIXD, RBAREEIRIBEL (HaBEEN), BERIEEEMXNER, HESLAET,

[00:29:26] Lenny Rachitsky
English:

Yeah, just get everyone on the same page. Okay. Maybe one last question here. Who do you try to invite to
product reviews? Do you have any frameworks and ways of thinking of who to invite, who not to invite?

FROCERIR:

BH, MRIULARSFERHIR &, XTXMEAKRE—NIE: MEEZBIFESNT@mITEHE? A AESR
HEREAARKRERBIFIE. FRIFHED?

[00:29:36] Brian Tolkin
English:

Yeah, good question. We, | would say have oscillated over time, but in general, big subscribers of the best
conversations happen when they're relatively small, so try and keep it under 10. Could be wide
distribution of the document. The artifacts created are actually really powerful and they're powerful for
the whole team to understand. And secret power is they're very powerful for new people who are
onboarding to be like, here are the last 20 product reviews, you'll get a pretty good idea of what's going
on. But generally the conversation itself try and be relatively tight. We try to keep it under 10.

FRZERIE:

grimEl. FMBVBUERERY BB, BR2BRE, RINBERIFIMNEREENER/NAEH AT, FIURE
EHITE 10 AT, XHEAUTZ0 %, WEFER T (Artifacts) HRIFEERK, BBTEANHE
B TBE—TRERFL: WTHNRBAKLR, E—FBIE 20 X~miTPHIER, MERRT BRI, ExE
5, HMNRERFHEE, THITE 10 AR

[00:30:15] Lenny Rachitsky

English:

And these artifacts, you mean the recordings of the meeting that people can watch or?
FREiE:

RRRXLE “PHY)” , BEINREGER?

[00:30:20] Brian Tolkin
English:

Yeah. Or just the document depends on what the company culture is, whether you want to record it or
just have the document either way.

FRCERIR:



EHY, HEBXE, XEURTARIXWE, BRREREERRREE, M NEALL

[00:30:26] Lenny Rachitsky
English:

And then is there some specific cadence you operate on? Is it like a weekly product review that people
can sign up for? Does every team, how do you like to set this up the cadence?

EiE:

BLABRKBRENTR? BEA—R. ARALURBNFEITES? STENSRESMG? RERNAMILREX
MTZR?

[00:30:35] Brian Tolkin
English:

Yeah, obviously it scales are with the size of the company. For us right now, what's working well is signup
cadence. We have two slots a week that anyone can sign up for as their product area needs it. And then if
there's something that we would love to see that we haven't seen in a bit, we do a little bit of all in telling
to make sure that the work is generally cycling through on a quarterly basis.

FROCERIR:

2H, XEASHATMRMENL. HEMNBFIHKER, BRREFNZ RIE" . RINSAERIHE, £H
ANERATLURIEE = MU FERIRZ . MRBENNE—RIEKEINRAITE, RIISEEHER—T, UHRFR
BIFER LSETEMEERETHER R,

[00:30:59] Lenny Rachitsky
English:

This episode is brought to you by Attio. A radically new type of CRM. There's a world where your CRM is
powerful, easily configured, and deeply intuitive. Attio makes that a reality. Attio is built specifically for
the next era of companies. It syncs with your data sources, easily configures to their unique structures
and works for any go-to-market motion from self-serve to sales led. Attio automatically enriches your
contacts, syncs your email and calendar, gives you powerful reports and lets you quickly build Zapier
style automations. The next era of companies deserves more than an inflexible one size fits all CRM. Join
modal, replicate 11 labs, and more, and scale your startup to the next level. Head to attio.com/lenny and
you'll get 15% off your first year. That's A-T-T-I-O.com/lenny.

FROCERIR:

AEETTHH Attio 228, Attio 2—Fh2#HI CRM (BFFPXRBIERY), HIEAMRH, {789 CRM ZiZ2INEE
BA. BTEEERAEETMEN. Attio IEXRATIE, Attio TAT—RATNE, ERIUSIRBEBIERRE
T, BMEENERMIRFNGN, HFERTMEMRSEHERMIEMHNTE (GTM) R, Attio ZEZED

EIRNEKRAAGER, ATZROBFEHENBRH, REBANIRSE, HiLIRREWE Zapier KEHIBTHLR
2, T—RARESABLLENRN “—7I1)" CRM BLFRNERE. M Modal. Replicate. 11 Labs FATRKIT
5, BIREVRIE A BIRABIFAIKTE, 15iR) attio.com/lenny, SFE—FRIESR 15% A0,

[00:31:54] Lenny Rachitsky



English:

Adjacent topic. | hear you're a big fan of drops to be done, which is okay, so it's a fun recurring topic on
this podcast. We've had many people that love it, many people that hate it. | love seeing both sides of it. |
love that you find it helpful and you implement it at Opendoor. I'd love to hear just how you actually

apply it at Opendoor, what you've learned about how to apply jobs to be done effectively.
FRCERIE:

HXRIET, HIFRIRE “FHES” (Jobsto be Done, EI#FJTBD) HEZRMELMNL, XREABEF—INEHE
NEEEIET. RINBIZREAZENA, BERZITRENA. HERBEHFHHMA. KREHRER
© B BAHE Opendoor LHET E. HERBIFIFIREAEZMATE Opendoor A ER, MUKXFFEE KB
JTBD, fRFEITH%,

[00:32:17] Brian Tolkin
English:

Yeah. | think like all frameworks, the right answer is to pick your set of frameworks, have more tools in
your toolbox, and then actually understand when and how to apply them. So we try to avoid being a
hammer and everything's a nail. We try to for course the framework if it's not working. But | think what |
really like about it is it forces you to put yourself in the customer's shoes. | think in a slightly deeper way
and be a little bit more empathetic when | think about building at Opendoor versus say building at Uber
or when you are building at Airbnb is we are not... Most people at Opendoor, we don't have homes to sell
every week or every month, nor do we buy homes every week or every month. On average in the US is
something people do once every seven years.

FRCERIR:

M. WIANGPIBEER—, ERNMEREE—EESMRNESR, L TAREEESTA, HEIFIER
AN AR AE]l. RIREBREKN “FEEEET, BEHTAMKRITT A, WRERFEZH, &
FERBITEMA, EREEEXRJTBD N—RE, EEBFEFRUEERFNAERE, RINNXZE—MERERNHE
1B, HIKTE Opendoor MEEF= 5, MELTE Uber 3¢ Airbnb B, ER2ARERI: 7£ Opendoor, FHATAZEHAF
FaERAREAELE, UAEBRAREAXRE. EXE, MITFHESLEAM—RIXHE,

[00:33:10] Brian Tolkin
English:

I'm sure the average at Opendoor is something similar, and so it's a little bit harder to be a customer. |
took Uber every day. You probably use Airbnb a number of times a year. And so in some sense for some of
those companies, you can bill for yourself, you would intuit the job to be done because you're just doing
it for yourself. We don't necessarily have that context. And so a framework that forces us to be really
thoughtful and intentional about how a customer might perceive our product is really helpful. The other
thing that | like about it is the canonical version of it encourages you to think about the context in which
the user's operating or the other things outside of your product that they might be going through.

FRCERIR:

#1815 Opendoor BT FIERMERS, FAIURERSENRYEFRIRT, HIARISXERT Uber, fREIEE
—FMEALUR Airbnb, EEMIZE L, ERLABRAUANECHES R, FERMERN “FMES”
ERIRECHMERF. 187 Opendoor, HMF—EEBMHER. Et, —MEFEHINTREHAE. BFIRME



ZEPNAEGFHNTRNERRIEERR. RERNNFZ I, SHIEREZMIREE R FRLEF
15, HEMINEMRN~mZINTRERZHNEMER.

[00:33:59] Brian Tolkin
English:

In our case, the home buying or selling journey often is a certainly multi-week, if not multi-month or multi
quarter journey with a lot of complexity and a lot of conversations outside of our product. You may be
talking to an agent, you may be talking to a friend, you may be driving around the city trying to find a
house, and the framework is very flexible and encouraging of saying what is actually the job to be done of
this user when they're thinking about our product and what is the context in which they're operating.

FRCERIR:

ERNNEAS, IEAEZENIREERFESHE, EEHEARBNZE, mEErY, BERELEESTSR
ZINFHE, IRAJREEMAR L AR, AlgeEMBARE, AEEAEEHBEEKKEF. XMERIEER
&, EERENER: YEAPZERINN~RE, Mm1EEN “FhES” BH4? MM EEREXE
ASYES: D

[00:34:29] Lenny Rachitsky
English:

I'd love to go one level deeper to talk about how you actually implement it. Do you have templates of, you
have a startup project as a blank, | blank, blank, blank? How do you...

FRCERIR:

REBFN—E, DIMREEZNESHEN. (FEERIRGB? i “fEA—1 [BH], REE FiE, UEE
FRI” XA R0

[00:34:40] Brian Tolkin
English:

I would say we're medium rigorous on template standardization or adherence. So we do have a template,
the standard product review template talks about jobs to be done and has a section for what is the
problem statement and what are the jobs to be done.

AR ERIE:

ERBNERRITELIHRITAIEET “RECK o BMHLE—TRER, AN~ @TFEERRFRER
JTBD, HE—TEWEE “REFR" M “FHMMESZEHA” .

[00:34:58] Brian Tolkin
English:

Correct, pre-filling it up, sorry, pre-filling it out. And again, | think we are not sticklers about always using
that template, but | think the beauty of a template is yes, it sets expectations of what you expect, but it's
also just easier often for people to be able to work off something. And so yeah, it's part of our product
review template and then part of our planning process as well. Because we've used it for a while. | think



there's been an internalization of the culture where people will also just start commenting about it or
writing about it and saying, hey, what is the job to be done here? Or what is the user trying to do? Which is
maybe another colloquial phrase in it. And so, yeah, | think there's a cultural seeping that has happened.

AR ERIE:

R, PSRN, BRRIE, BIHRTERMEROACERBMENR, ERIANERNDLAET: ERET M
Hl, BWILANERZ EF. AL, ERRNFmITEEIRN -7, BERMMIREN—Bo. BN
MNELA7T—RiE, IMXUEZRKLT, AflaFrifiesEE: R, XENTFMESEHA? 7 HE
‘ARARBMAA? 7 (XERESZ —MERNE) . L, TANXMXUBEZEBEHET,

[00:35:49] Lenny Rachitsky
English:

From memory, just what is in this template. So what's the phrasing that you try to use for setting up a
problem?

FRCERIR:
FiLlZiR—T, XMEREMEHA? EE R AFRERERIGE —RE?

[00:35:55] Brian Tolkin

English:

Yeah, yeah. | mean, the specific framing, | would have to go remind myself on the template itself, but
generally it looks like context, problem, potential solution, risks, risks/premortal and measurement of
success. And then we also try to bucket our product reviews by stage. So you could be in the ideation

stage, which might look very different than at the very end of the process. Like, Hey, we're getting ready
to ship speak now forever hold your piece. Those two artifacts will also be very different.

FRCERIR:

BANERRBEEE-RENR, BEBEEE: 55 WA BEBRAE. XKL LUKk “Sa08iF" /Pre-
mortem). AZHEEITE, I, BITERZMEBENT@mITEHATHE. FAIRLTHENE, X5RERE
fEg (bbin “BNERFT, BRIIER, SWMKZRER) THEEERZIIEERRE. XWEFHY
BEBRRER

[00:36:52] Lenny Rachitsky
English:

Okay, awesome. Any other tips or lessons about just working well with this concept of jobs to be done?
Maybe when you come into Opendoor and like, hey everyone, we're going to be thinking this way. Is there
anything there that would be useful to people if they're trying to operate this way?

FROCERIR:

KiET . XTMAIZAY JTBD XMER, BB FAEMBIRIZEEING? Ll HfRIIN Opendoor i :
MBAR, RMNEARAXMANEET,” WFREHBAIHIMEESRNIA, BFARNG?

[00:37:06] Brian Tolkin



English:

Recognizing that correctly implementing a framework, any framework, but if you don't in particular, we
can talk about takes a little bit of time and getting used to and understanding. And so | don't think you
can just like, okay, we're going to make the template and then that makes the content better. That just
takes people's content and they wedge it into the template. It's actually the cultural internalization of
like, hey, this might be phrased as the job to be done, but is this actually the job to be done? Let's talk
about why the customer might be in that situation or not be in that situation. Or | think the job to be done
might actually be something else.

AR ERIE:

BEIRE, EMRIHE—MER (EFI1EZR, LHRZ JTBD) FEMEXENMIER. HFIAANE— MR
RELLABRZY, BRABLAMMERENABTEEHRRE, HEIENXEEXUNAK, LLIIARRZE: &,
XBARKRAFOMES, EEENER? LHRNPDAMGATRSLTRMIENM, HENTARERFIRE
. WERIANEENTFMESHLZEET”

[00:37:43] Brian Tolkin
English:

Or you might say, hey, the job to be done is maybe an early day version would be the job to be done is to
get an offer from Opendoor. And it's like, well kind of, but the broader job to be done might be price
discovery for the customer. And so you can have a rich conversation where it's like, well, one might be a
little bit influenced by our business goals. | don't think you just run around and people are like, yeah, I'm
going to sell my house, but my goal is to get an offer from Opendoor. And so that's like, okay, the
template might be the same, but it's actually the content that takes a little bit of cultural instantiation.

FROCERIR:

FEMAIERYE, FHRANFMESTIEER “M Opendoor SRIGIRMN” . BHL, BFEI ZHNEMESH
REE “MMEAI” (Price Discovery)o XFFRFBERFFRNBINIE: Hp—PaIgeR (LS5 BRI, 3K
FARAANZERR:  “B8Y, HEEE, HEREEE Opendoor BIRM." FRLL, EIRAJEER—HFRY, B
RNBEFECRTTUEM L Ko

[00:38:21] Lenny Rachitsky
English:

Got it. And it sounds like people talk from what is the job to be done that feels like a core part of the way
you think about it. What is the job to be done? Just that language alone feels really powerful. Is there a
resource or a book that you point people to help your team learn about the jobs to be done work? Is there
one thing you find useful?

FRZERIE:

BAET. FEXR “FHESEMHA” BERTMHRNBELANZOIBD. NMNEXTEEIMRENE. AR
BHARBRBRIMEFLEIAFES) JTBD 19? B &BREEFRERNARE?

[00:38:38] Brian Tolkin

English:



Not about jobs to be done. | do a lot more pointing people towards internal examples of where | saw
other PMs maybe do as well or blogs and stuff. But your blog is a column when we pass around, not about
jobs to done, but just about many topics.

RSz ERIE:

KT JTBD a2 HHEERE. REZESISAREBEANSMNAFERS, BEEEMTREEREAME, HEEF L
B, IMER—T, MNBEEERNLEEHANETE, BAFTEREXT JTBD, BRETRSZEH,

[00:38:56] Lenny Rachitsky
English:

I'm flattered. Thank you.

FRCEIE:

RREIR, B,

[00:38:58] Brian Tolkin
English:

Yes.

FSCEiE:

=0

[00:38:58] Lenny Rachitsky
English:

| really appreciate that. | was also thinking as you were talking, you're friends with Kayvon and jobs to be
done on Twitter was quite the journey for them, traumatic for a lot of people. | think it went very far to the
extreme of the-

FRZERIE:

RS, KNAEELSE, (RE Kayvon BBA, i JTBD 7£ Twitter Xt IR E—ERABHBITVER, 3
BEARGEEER “QIFE" . AET/EED T — MR-

[00:39:11] Brian Tolkin

English:

Yeah. | think they're more dogmatic about it.
R EE:

TR, REF/MINERSLESRBFEX.

[00:39:13] Lenny Rachitsky

English:



Very dramatic. And so | guess it's a lesson here, maybe don't take it that far.
FRZERIE:
EEXNEI. PRUREXENHIIE, BIFFEESBAIL,

[00:39:19] Brian Tolkin
English:

Yeah. And | think it probably, and | don't know if Kayvon would agree with this, | imagine he would, the
generalized version of you pick the right framework for the right job and if you say there's one framework
to rule them all and this is the only framework that works and then of course every problem into it, then
we chop.

AR ERIE:

B, FE (FHAHE Kayvon EEEE, BEHERBMUEER) ZEMMRENIZZ: NERHLIFERERNIE
R SIRIRRAB —MERAILGUAFIBESR, XBM—AMEMER, ARBITERSNIENEHEE, BRI
[a)E,

[00:39:38] Lenny Rachitsky
English:

The way | think about jobs to be done is exactly the way you're describing it where it's just think from the
lens of the job to be done for our customers. So for my newsletter, what is the job to be done of my
newsletter to help you become better at your job as a product person building product. And that actually
ends up being really helpful. And it feels like that's the way you guys think about it at opening.

FRZERIE:

F3f JTBD BIRARIE R IRHEARRVABIF . MBEFRHY “FMESS” MAERE, L FIHANEN (Newsletter),
ENFNMESENA? BEMMEN—TMHEFRB~mA, ELFFETELE. XFEBEHLFEEEE
B, RIIXIERRITE Opendoor KIBE 3o

[00:39:57] Brian Tolkin

English:

Yeah, absolutely. And you're crushing it by the way.
R EE:

R, BWE. IER—T, MMEFIEEE.

[00:40:00] Lenny Rachitsky
English:

Thank you. So are you. You talked about, I'm going to go into another question to deflect your
compliment. You mentioned that Uber, there's a million transactions happening every second, it's
massive scale. Opendoor is completely different. You have very few very large transactions. Yeah. I'm



curious how you do experiments, if you do experiments, do you do A/B tests? What have you learned

about just how to think through low sample sizes plus A/B testing?
R EIE:

ahet, fREE. ATEFAIMREIESR, HERT—NAE, {RIEE| Uber B ERBHLRR S, MEEXR. M
Opendoor 5E2A R, XRZERMELEZIE R, FHRIIFEFIRITMMMILLL? RI1ME A/B MIRXF? X F U0
EREFEAENERTEE A/BIIK, REITHA?

[00:40:29] Brian Tolkin
English:

Yeah, very hot topic of conversation. We do A/B test. It is obviously the gold standard. And so we do as
much as we can. Of A/B testing there are parts of our funnel and flow that have more volume than others.
So top of quality testing easier than down funnels, A/B testing purely product or tech features easier than
A/B testing processes, operational processes. But you're totally right. We are not doing hundreds of
millions of transactions a year. And so experimentation can be more challenging. And so | think one way
to think about it is A, acknowledge the problem, which just to say don't, and we've made this mistake
many, many times, but don't just force yourself into A/B testing without running the power analysis and
say like, hey, are we going to get results? What is the size that will detect and what is the runtime of that

experiment?
FRERIE:

B, XE—TEEAMEE. RIHEMA/B N, EEAREMAE. FMURNRATRSMEM. E3HA)
BRI AARRES, BERTRUAELLEMIATI R, LR TUREYNL L RIRS 5 4B maukRINEER A/B
MLLIZERIZN A/B NIXEZ. BRTLIER, HNESELERICRRS, FIUKKREAENRMME. FiA—
MBEAXZ: B, HRAZXPRF A8 (VI RERXMEIR) MBI (Power Analysis)
MER TRLSRITH A/B Wik, Ein): “IR, HNEEINERDG? NN MNERZV? KRJFEETS
A2

[00:41:39] Brian Tolkin
English:

And be honest, is that acceptable? A second lesson here, is there certain experiments that are important
enough and it's hard to triangulate signal in any other way that you may say a six-month runtime is an
acceptable outcome and we are going to start it in June and we will be smarter for it for 2025 planning
and we're going to set it and forget it and we're grateful we did, and that's okay. But the only mistake here
is thinking you'll get an answer in a month when you won't, and then pretending you do and then waking
up a month later and being like, "Well, it was insignificant and this and that." We could have known that.
And then the third thing is, and experimentation is all about increasing your conviction in the problem or
the solution. So the generalized version of the statement is, if there are parts of your funnel or flow that
are low end and you can't run a canonical A/B test, how might you otherwise increase your conviction in
the solution that you're building?

FRSCERIF:

ESOEN . XPNEIRASA LUERE? MR BELREBEE, BREMEEIHMARNRZXIEIE
55, IRARERIR “BITANTERHLUESMER” . Bi16 BFFMA, A7 2025 EMMKIEEEERHE, HI1L
BFRABEET, BERIEAKEZACKXAMT ., X&RH, B—HEIRE: BBE—NAEFRIER, HUN
BEEE, ARREZIT, £RE—MAREBEIRAN “EREAEE” FZ5, HERNEARIUARIN, B



=R RENARZEIMAX R RS ENED (Conviction), FIUAEEMNRER. MRIFAVRIFELE
HHAEEAEX/), TERHEITIVER A/BIIR, fREfEES AT TVIEMMPAIERG RIS 0?

[00:42:47] Brian Tolkin
English:

And there turns out there are a decent number of other ways to do that. The first best, most obvious is
talk to more customers. But there are other statistical techniques that again, aren't as rigorous or good,
but may be possible. You may be able to use observational data, you review with diff and diff, you may be
able to look at sister cities or twin cities. You may be able to segment by geo, you may be able to reduce
your power and say, hey, we're going to run at 80% confidence for all of our experiments instead of this
traditional 95% because that's a worthy trade-off. And if we're wrong one more time out of 10, that's
okay.

FROCERIR:
FELIEAR, TBERZHEMGE. F—MRTF. RAENFER: SMEFADE, HIMNEE—LRITERAK, BA
AR AENET™E, BHRERITH. MEUERAMRSE, EANEESDE (Diff-in-Diff), ATLIMER “WEIkH

™" B WA o (RA) RIS, ARSI, i IR, VKRB RENERE
%9 80%, MARELRH 5% , HAXZ—MESHNE. R 10 XREZHE R, LXK,

[00:43:28] Brian Tolkin
English:

You can do a long-term holdout to match your intuition. And so there's a lot of other techniques to hone
your intuition. There's a lot of other techniques to build conviction and confidence. And so we try to be
very creative on doing that. And then the last bit | would say is if you're not going to get significance, if
there's no other techniques at your disposal, then sometimes you just got to trust your intuition and ship
it. And if that's what you believe, then that's what you believed and you shouldn't spend time trying to
get false precision.

FRCERIR:

fRAE] LU — M KEIBTF4E (Holdout) RIVIERHER. BREBATUBEER, BBERSKARTLUEILE
Do FIUENZREXESEAENE. RERERNE, MRMLTEZATEEN, BRBEEMKRATA, A
L2BERRREEEERH AT E, MRMEEX—R, BMEM, FTERENEEERERVEHE.

[00:44:01] Lenny Rachitsky
English:

| want to spend more time on that last point, but real quick, the power analysis you talked about, there's
people, don't know, there's calculators out there that you could just plug in, here's how much traffic I'm
getting, here's how much of an impact difference | want to see, here's how long it'll take to find out.

FRCERIR:

RBERE—RLZERNE, BEAE—0: XTMREENIINOH, BEARERANE, WMELERZHE
2, MMRFRARE. THNTWES, EMSTFFTESKIEFEHEL.



[00:44:17] Brian Tolkin
English:

Yep, exactly. Totally. And some of the calculators are great where you can also plug in the traffic and your
acceptable runtime and it will tell you the minimum detectable impact and then you can gut check your
own intuition. So you can play around with that.

FROCERIR:

RiE, STRIEW. BEHERIFERE, METLRNREMNIZZETIE, EXEIFR S/ ENRm”
(MDE) , ARREILIELAREES CSHER. RAIUEIR—IH.

[00:44:31] Lenny Rachitsky
English:

Awesome. We'll try to link to one of those in the show notes. So, on the intuition piece, is there anything
more there? Just like how you think about when you run the product team, just how you recommend
people leverage intuition versus not. Because some companies are like, we're just going to trust the data.
| don't really trust your opinion. You don't know this customer exactly. You talked about Opendoor, I'm
not buying houses myself, so | don't know how much | can trust my intuition. Just what's your general

advice to your product team of how to think about their intuition and when to rely on it versus not?
R EIE:

XiFT, BNEZTAETENMAER TR, XTEXR, 2ETABRMNTNG? LS RS mEE,
RIVAIRINA R FEEREIE? EABLERATRN: “BIRBEHE, BAEEMRNDIARR, (RHFRT
ETHER.” {REEITE Opendoor, fRECHAEXE, FIUAMEBEZSARZE LBEER. RX~mEMX
FABEER. ARMKMERETASBEIND?

[00:45:06] Brian Tolkin
English:

So, at Opendoor, for example, 1'd say on the relative spectrum, we're quite data-driven. And then it's
when we come into this challenge where we say, okay, that is another technique or tool in the toolbox. |
think the generalized version of that is customers, products, people can surprise you. And so this happens
all the time for people who build products. I'm sure you've got great stories from Airbnb where you saw
something, put it out there just was very-

FROCERIR:

£ Opendoor, FIAAEMRMILE L, FIZIFEHIREDB. HFNEIPEE, BRINFICERXEELRSE
ENF—MRAR IR, WANEENRER: TP T@MALSIAMRERE. W TFHEF-@mIIARKNR, Xif
BEREERE. HABEIRTE Airbnb —EBRSBEMNKE, XTMEBERRLERA, KHhE, SRNFEL-

[00:45:35] Lenny Rachitsky
English:
All the time.

FRCERIR:



KERE,

[00:45:36] Brian Tolkin
English:

All the time. And so | think there's definitely a humility to say if you can, if it's relatively easy to test your
assumptions or test your hypotheses. That is always better to gut check yourself. And that takes a little bit
of humility to say that, but we've all been wrong plenty of times. But if that's just not on the table, I think
the reality is you can't pretend it is. And sometimes you got to use taste and judgment and then you say,
okay, what is my conviction level and do | have just medium, low or high conviction? And if | have
anything low or medium conviction and it's a decision of consequence, | should talk to more customers,
check it with another person and see if their intuition matches. Something that gets me personally to the
high bucket category.

FROCERIR:

BERE. FIUFOANBIRISRD . RAL, MRVARISIFRENES, BaBIMNEHRROEER S
BEFHN. FANX—RBERD, RARNMPEIRZ R, BORMNARETT, WEMZMAEREETT.
BRIz AmANFIET Y, ZARRAECS: “HHEOKFEZD? R, PEEE? 7 NRELIER
B, BXR—1MEXRRE, BN ZSMEFAYE, HEXS—PAZM—T, EEMNNERRE —H. X
REERILELRAR T ek

[00:46:27] Brian Tolkin
English:

And then | think the last part, which is some part of experimentation is if you just ship something because
it's your intuition or it's where you want to see the product go, do you have a reasonable feedback loop to
understand whether or not you are correct? So that could be customer support or ticket volume or
feature adoption, whatever the case is, it may not be an output metric in the traditional A/B test, but
some more rigorous system that says, hey, | had this hypothesis, we just shipped it for x, y, z constraint

reason for red.
RS ERIE:

Re—&70E, MRMNXENERN~mBRMARTRERA, MESESENRRANRRT BTES
H? XeJReRE X, TREWERAE, TRIBERWNE, EFEREES A/B MHPR~Hists, BF
E—NEMENRFRSGIFM: IR, BRZABXMRIR, BAX Y. ZHRERERNAHTE, EREX
=S

[00:47:04] Lenny Rachitsky
English:

| think that's awesome advice. | agree with everything you're saying. You mentioned this word humility,
and it is a good segue to something | want to talk about, which is Zillow. One of the most interesting
things that's happened in your space is Zillow basically decided, hey, we're just going to do what
Opendoor is doing, they launched it, you're basically frenemies for a while, and then they're like, no, it's
not working. Now you partner and now you work with Zillow on this stuff. So are you able to share what
went down there with the story of what happened, how it went, and where things are at now?



AR ERIE:

RIEX BB ENEN. RReREMNEZE. MERT R XME, XIEHFALGIHEEIRYIER:
Zillow, TEMRITXANE, REBNEBZ—HE Zillow BR LRE: “12, HKITEEEM Opendoor IETEM
BVE.” ] LT &I06E, RIS T —KRIER “TEIRA" , ARMINLI: “F7, XTHE." WER
M7 SRR, EXEWNSES Zillow 51F. MREEDZE—THRETHAR? HENZIWNME, RENE
X2 EFHY?

[00:47:36] Brian Tolkin
English:

Yeah, | mean we do partner with Zillow. Zillow's been a fantastic partner for us and we've really enjoyed a
working relationship with them. | think when you think about it, they have tremendous amount of reach
and audience and all these online platforms have tremendous reach and audience. And we happen to
have a fairly unique selling solution. And so there's a nice, not to use a business school word, but there's
a nice synergy so to speak, between a high intended audience who's doing a lot of browsing and
searching and discovery and starting their process on one of these online platforms and what we offer,
which we transaction services that allow people to actually move particularly on the seller side. And so
there's just a pretty nice symbiotic relationship there with the Zillow's and the regimens of the world. And
so both of those have been great partners for us.

FRCERIR:

2R, FATHASITEM Zillow B1F. Zillow —HRRNMMMIFHEEUMHE, HNEEZZSMINEIERR. LR
BEXMEN, MSAIMIHAEERNMRENNZAR, FIEXEELTOEHINIt. MBHEIMMEIFRE—TH
HERBFNHERRG R I, B— M EFREARY, XZEE—MRIFR “DRMN" | —FREEH
TRENE. BENRR, AEXETE LABRAENSERRR; S—ARRNIEMIZZRSS, sELLA]
HIFSERE (FaI12EA). P, Bi5 Zillow LUK Redfin REN AR Z BFEEIFBIFHEFHEX
Fo XRRATBMERAVBEANSIEUE,

[00:48:43] Lenny Rachitsky
English:

What do you think Zillow maybe underestimated or didn't get about the space that made it harder than
they anticipated? That seems obvious. Of course, let's go down funnel, let's just do it all. And they're like,
"Oh, shit, not working." What do you think they didn't get or what do you think they missed?

FRZERIE:

fRINA Zillow FIBERAE T 4, HEMNXNITRBFAIRHE, SHERBLLMIIFENER? XEERRAE:
HAER NERHEMH, BARETTHEHHT. SRMITAI: 18, &5, T8, RERFMWIMELIEE,
HEEI T HA?

[00:48:58] Brian Tolkin
English:

| guess continuing on the humility point, | won't necessarily pretend to be in their shoes, but | will say the
business is challenging and it's complex from a number of different dimensions. It's not a traditional

software only product, but you have to be really good at pricing. You have to be really good at product,



you have to be really good at the operations. You have to be really disciplined at risk. You have to be really
good in the capital markets. And so you have to put all of these functions together to build a vertically
integrated product. And that's the reality. And so that is something that's been in Opendoor's DNA from
day one because we started with a vertically integrated product. And so we can't deliver unless we have
all of those things. Right? And so | think that's something that continues to help us to this day, is that
vertical integration requires all of those pieces coming together.

FROCERIR:

BEFHFRDNTE, BFSRETBRMNOME, BRITLOR, XTSESNEE FERAERSEME 2
o ERRERNANMTm. MMBAIFEBREN, SHEBERK™m, HAFEERKEE, MOTEXK
=R ERE B, ERAERETTRNER. MOTIEEXEREZRSE—E, WE—TEEBGHNT
mmo XFLEISE, X2 Opendoor NE—RIEMBAERBARA, HAKNMENEERES~mTIERT. FRIE
BEMEXEER, BNRNTERNT. RUNNERSK, XERATEDR]: EEESBERMEXERTE

RyEA
’uz.u\zl:llzlo

[00:49:53] Lenny Rachitsky
English:

That makes a lot of sense, and | think it's a good reminder of there are adjacent markets and businesses
that always feel like, "Oh, we could expand to that someday." Such a big opportunity, this business could
be so much bigger. And then you realize your business is completely not set up to operate this way. Zillow
is very software driven, just | am not going to simplify what they do, but it's a website, very software. And
obviously as we talked about Opendoor, a huge operational component. And then as you said, the pricing
piece and the debt stuff.

AR ERIE:

FEAEE, XRIFMIRET N S -ERINTHMISILRRERS “B, HNSH XKUY KEAR
B” . MeEX, WSHETUBE, EREEMREAI, MNARTEREN T BMHEELRAMILITH.
Zillow BIFFEMAEzH (HABEUMNNIIE, BERRLE NN, FBRAK) . MEMKITTIERN,
Opendoor EEARIZEMSY, BTHEIMEEINENHTIMES/ZEEF.

[00:50:24] Brian Tolkin
English:

Yeah. Yeah, totally. Yeah.

R EE:

EH, TTEIEM.

[00:50:26] Lenny Rachitsky
English:

Yeah. So | think it's a really good reminder that just when you're taking on something completely
different, it may not fit into the way your company operates and partnering makes sense. Anything else
there that's interesting to share around the Zillow thing? | guess one is maybe it was just like, | imagine it
was very stressful. Zillow's getting into it. "Oh, shit what are we going to do? They got all the traffic." Yeah,
anything there?



AR ERIE:

Bl FMUXZ—NMREFNVIRE: MR FAENEYN, ERRATEMARNEELN, XNaFEAS
EHEN. XT Zillow WE, TEHFAEENAUSERL? BBIAN—EEAIRRK. Zillow #1H7T, “Mix
5t, BANLEAN? RESEMIIFE.” SNBEFHAREN?

[00:50:46] Brian Tolkin
English:

Yeah. | mean, it's certainly stressful. | think in general we try to live by whether Zillow or anybody else
being competition aware, but not necessarily competition focused. And the reality is vast, vast in our
space. A vast majority of people still move the traditional way. And so this isn't something where it's like
the size of the prize isn't particularly large enough short or anything like that. The reality is it's the largest
asset classroom in the United States, and if we just stay super focused on, hey, who are the customers
that we serve really well that we talk to every day, there's a little bit of confidence that comes from being
able to stay focused on that regardless of the competitive environment, again, because it's not like the
market is fully saturated.

FRSCERIE:

21, EHBIER. BiANBEIEE, TIE2EXM Zillow F2HMA, RIIPERFE “XI=%, BRUSS
AR WEN, MLERE, ERIMXDME, BASHRANAUERZARBR, FAIUXFRZ—D it
ABEKR” WEHA, ELtE, EHTEEERANEZTET, WREINEFSIBLREE, BE “‘BRIIGEXTH
8. RSEREFNEFLZIE , BATLREHENME, XMHEIHMSFTRIRED. BRERE, BRHHTE
K,

[00:51:40] Brian Tolkin
English:

This is the same thing back in the Uber days as well. It's like transportation is almost infinitely large. And
so, yes, it feels like there's heated competition between Uber and Lester or whatever back in the day, but
the reality is there's plenty of trips that happens and people need to get around sitting in plenty of
different ways. That's neither Uber and more Lyft. And staying focused on how you can develop for your
customer, | think is the best way to focus.

FROCERIR:

XA YFTE Uber NIER—1F, ZBHIH/IFBEMRARN. FIEL, BALIRT Uber M Lyft (SEEMATE])
ZBIRFHZ, BURESRAAENHITER, AMEEMEIFHNLITAN, BEARR Uber BRZE Lyfte ik
A, BETNAAMNEFETAR, BREFHETESRN.

[00:52:11] Lenny Rachitsky
English:

There's a podcast that will come out before this episode with Jeff Weinstein from Stripe who's building
Stripe Atlas. They had a similar experience with AngelList launched a direct competitor to Atlas, and then
they realized Atlas is so much better. Forget it. We're just going to send everyone to Atlas.

FROCERIR:



EXRETHZAISBH—HS Stripe B Jeff Weinstein B93$1E, fthfa Z34932 Stripe Atlas. {1t B RINNE
F: Angellist #H 7 Atlas WEERF™~m, BERMITFZIRE Atlas #3F1F%, T2H: ‘BT, &iE
HEIBARSIRE Atlas 08"

[00:52:29] Brian Tolkin
English:

Really?

FEiE:

H/g?

[00:52:30] Lenny Rachitsky
English:

Yes. And | think it's the same exact lesson that if you just stay focused on jobs to be done, let's say, of
what is the job to be done and do the best possible job, and knowing that the market is much bigger, that
you're not really competing with someone else, another company, it's the default behavior in your case.
It's like people are just buying their house the old-fashioned way. That's the actual competition.

FROCERIR:

B FTOANBR—HE: WMRMETET “BHES" , ROBEIRE, ARRENHEBK, (REENR
EFWFHEHLAZZ—RAE, MEARHN “BIATH o ERMNOERAS, MEANBEDEELSEEF. BA
EHRIENRS,

[00:52:51] Brian Tolkin
English:

Exactly. Yep.

R EE:

Ao

[00:52:53] Lenny Rachitsky
English:

Yeah. Okay. So, along these lines, something else I've heard that you're very good at is staying very calm
under pressure and staying very levelheaded when things are really crazy. This is something that a lot of
people are not good at, especially leaders. They stress everyone out things. You go crazy, they don't
create a good vibe. And then two, something people want to get better. Leaders and non-leader are like
any lessons, anything you've learned about just how to develop this skill?

FRCERIR:

T, IREXNRE, HERRMMIFEBRKEEN TR, ERARERRESE XBRZEA (LH
MFE) MERN. WMLETASRREES, BCER/RE, RIFHANTE. TEEAFELESE R
HREXHEMSES. XTWMAEFXREE, RBTAZRIEIG?

0

i
H &

Al



[00:53:18] Brian Tolkin
English:

| think part of this may have been sharpened in the early days of Uber. Everything felt like a fire drill all
the time. So the only way to operate, but | think you almost hit the nail on the head in the question, which
is a little bit of an intellectual answer of when you reflect the stress onto your teams, everybody tenses up
and tightens up. And so it counterintuitively doesn't produce better outcomes. And so | think the other
reality to remind ourselves, and these are a bunch of mantras that just are helpful in these moments, is
you're never as good as you think you are. You're never as bad as you think you are. And so that more
even keeled demeanor, | think allows you to have a clearer head when you're operating under the
pressure and to think more clearly.

FRZERIE:

X EIBENZTE Uber RHAEGL LR, SRRESHSHEEINE, BERM—NEFS. BIRERE
FIFRFTER, XB2—NMREMENER: SFBEADRMREIFENS LN, SMABIER[IEM. XEER
ERFER, EXHFEAFTESFEBENER, RAASF—IFEREBCHAE (XEREXMNZIEES
BERES) B MKIDLEIREKRHNIBAL, BKTLEMEROBAE, IMETRNOSEILFEENT
RIFBEERIKIN, BEREBR.

[00:54:14] Brian Tolkin
English:

| think one of the maybe least helpful answers, but unfortunately, the reality is you got to be in some
stressful situations to also have the perspective that cycles past the things past. And that remaining calm
is what matters. And so maybe the advice there is reflecting on one of these situations happen, exposing
yourself to them, not running from them and then learning from them so that the next time it comes
around you can say, Hey, I've been here before. I've slept on the floor in China before launching
uberPOOL and thinking we're going to miss a launch deadline. And what were the tools in my toolbox
and my toolkit that showed me that in terms of getting it done or not, and what were the lessons?

FRERIE:

XARER—MFERREANER, EFRENULRE: RUARHI—LIRAEANIEE, FaBahd “—
EEEE" A, ARIREREAHTEREEN., FIUENATRS: YXEERLEN, RBEN], it
BCREBEEEATMASRE, HMPFES, XETREBEIN, RAI: 12, RUFERE. REFE
B AR, HBTLIA uberPOOL AR L AR T .” HNENITEREEWETAEREBET (FEHE
) ? HIRHA?

[00:55:06] Lenny Rachitsky
English:

| love that. So part of it is just go through this experience many times and you'll start to realize, okay, it's
not actually going to be as bad as people may think. You mentioned this toolkit instead of tools. Is there
anything else there that you come back to that ends up being helpful? You mentioned this mantra of it's
never as bad as people think itis, it is never great as people thinkiit is.

FROCENIR:



HERZ MR MU D RAMEZREHXME, ARMITIRE: FE, BRELFAIGANTERBAR
4“iE, fRREY “ITEM MARE—IT R, BN AMREELOHEFEEANARAL? MEETHREOKS:
FBEXERBEATENRARE, XEEEATENARALT.”

[00:55:23] Brian Tolkin
English:

Yeah, | mean, | think exposing yourself to other people's stories or however you may learn is really, really
helpful. So again, whether it's your podcast or books or biographies or one of the podcasts that | love is
Founders Podcast, which talks about historical famous entrepreneurs. And obviously these are elevating
very famous people already, but there's a lot to learn from a lot of these stories as well and understanding
that the journey in pack is nonlinear, it never is for anybody. And so | think being able to expose yourself
to other stories that even may if you don't have those personal experiences and then understanding how
others navigate.

AR ERIE:

1. FiIANILBCEMAIANREFBEIEMHAFRAEIZEEETEDN. THEERRANER, E2EH. &
i, HEMBERZ—= (Founders Podcast), BT EERZ I RIHE, B, XERERERSE
BEEBEMBHIA, BEMXERERTUFERS, LNERRIINEEIIELEN, SERARREBZN
It BMSIRE B RES RN, @I T HRANANKE, ERMIRINAIRMEIRSY, tEEEE.

[00:56:11] Lenny Rachitsky
English:

Got it. So just hearing of other people's crazy experiences and building on this muscle of like, okay,
they've gone through crazy stuff, things work out.

AR ERIE:

BAET. mE@Edrs ABRELRN, RBEECH “IR™ @ 8, tEmIXaRENE, REHFHER
To

[00:56:18] Brian Tolkin
English:

Yeah, totally.

R EE:

=H, TRIEH.

[00:56:20] Lenny Rachitsky
English:

We'll make it through. Okay. | have this note here that | think either someone mentioned about you or
you may have mentioned that product is finding the kernel of truth in a sea of ambiguity and signals.

Does that mean anything to you?

RSz ERIE:



BINZEIER, Fo BAXBEE-FEIL, AREHIARIN, BAEEMESHIN: FaliFmEEEm
MESHEFRIX “BFEMZL” (Kernel of Truth) o XFHRHE HALFHRE X152

[00:56:33] Brian Tolkin
English:

Yeah, absolutely. | mean, | think in most organizations and to do the job effectively, you're going to get
signals from everywhere and good ideas come from everywhere. It may be your CS team or CX team. It
may be a customer directly. It may be a conversation you had. It may be a YouTube video you watched
that sparked an idea. It may be feedback from an executive, it may be whatever. You went out and did a
field visit. You are going to get a lot of inputs around what people think about your product, what people
think you should do next. And | think that the core job is to understand what really matters, right? What is
noise? What is a good idea, what is a suggestion and what is back to the jobs to be done for what is really
going to move the customer forward?

AR ERIE:

2H, BXE. RPERE, ARSHERF, ATEBMARIE, (FREMNSLEREIES, FEEHRE
b, FIRERFAREL (CS) HEFAMAEHEPL (CX), AJREREFEHZERG, AIRERIMI—RIXE, BAIEER
REN—EAUA R YouTube {51, FIRERBSENRIE, WAJRERMEMERNER, MSWEIREXTA
MTAIEFRES G NIRRT =T 2@ AR, BHIANROIFRERTATREEEEN, tARE
B? fABIFER? F4ARRI? BB “FIMES” , FAA BRHEIEREIZFARIHMRA?

[00:57:24] Brian Tolkin
English:

And unfortunately that means saying no to maybe what sounds like some good ideas along the way, but
if you can really figure out this is really what matters, that's the core part of the job. It dovetails even back
to our earlier conversation. In the early days of building tech and ops companies is where's the tech
leverage? Same question, where's the kernel of what really matters that tech can uniquely solve? And
let's go do that and be comfortable with other fires maybe burning. That's what really, really, really
matters. It's a hard discipline.

FROCENIR:

FENE, XEFREEIEFEN —LIRERFTENEIER 1 . BNRFEEEFFRE XITEREE
8", BERERIERZD. XEERHRIKNZANKE: TRERAR+TZEATNEH, KA ERTE
WE? EFNRE: fARREEEZNZL, BERARERAERE? ILHNEEBMHSE, HEZEMMGE
BERTE “BA” . XARHIE. HIE. HEEEN, XZ—MWRMERFNEE,

[00:58:02] Lenny Rachitsky
English:

| love that. If there's not an example, that's totally fine, but when you talk about this finding this kernel
where tech could be highly leveraged, is there any example that comes to mind of that working out really

well?

FRZERIE:



HERZ M MR MRKBEEFIAIFHEEXR, EHMREFHEIARAULIZERITATERIZON, A%
BN FIL RS R 5F?

[00:58:13] Brian Tolkin
English:

I mean, | think back in the Uber days, | think it was like, hey, we're not going to build sophisticated tooling
infrastructure. We're not going to build a centralized growth team. We're not going to build any of that.
Because if you think about the early Uber network from the simplest form, you've got a rider and a driver
and you need to connect them, price the transaction and issue some receipts probably and collect
payment. So it's like, okay, do we do that really well? And until we do that really well, all the other stuff is
noise. It's immaterial how efficiently we answer support tickets. That's not critical. And so now it's super
critical, but in the early days it's not that critical. And even the customer acquisition costs may not be
super critical, in this case it's growing rapidly on the things. And so pouring fuel on the fire may not be
super efficient there.

FRZERIE:

@78 Uber 285, FMHRE: FUREERMNTAEEMISNH, FTRISEPIEKE, XEERH. EHWER
RMEREI 2B E R HARY Uber W48, RE—MREN—1 AN, (REZERMI], ARBEN, AIEEE
FUHEH R, FrLREZ : BIEEXGEMFFEEFE? EHEIX—RZE, Hitt—tIHERE. &k
EXFHTENMRNMAHFTEE, BFAEXHE. BAUETCREXE, BERHLIBAEE, EERERL
(CAC) TEHIHERRRXEN, FANIWSESRE CRIER, FRIUATEIRRNNER, N LRHAEHFTERESN
B9

[00:59:13] Brian Tolkin
English:

So | think that's a very good generalized example. One other tip that maybe is helpful that I frankly
constantly work on and try to get better at is all these ideas and feedback that comes from everywhere,
make sure it's written down for a number of reasons. One, you can then go reference it, but two, part of
the job is making sure the people who present those ideas are heard and respected and know that it's at
least somewhere where it was considered. And then you can look at it all and say, okay, but what actually

really, really, really, really matters here? And yeah, that's another tip.
R EIE:

FHIANNZXZB—MREFNEERF. ZF—TABEREREMNEKDTS (BRRZ—EESINHE) 2 BERIEKES
WEEMRIGEIZR TR REBILR: £—, MUEANER; $=, TEN—92 SHRREHXER
AR EE, MEMIINREELKERT, ARMEITUEMREXE, B ‘49, EXEE
IE. HIE. EEEENRHA? 7 B, X5 — M5

[00:59:55] Lenny Rachitsky
English:

When you say written down, is there tools you find really helpful here? Is it just put it in a big doc that
we're keeping? Is there anything you find to actually operationalize that?

AR ERIE:



HIFRE “BRTFR B, BAAMREEENFANTIAL? BRE—NAXEERD? RE+ABERNEER
BEX—RMG?

[01:00:03] Brian Tolkin
English:

I've seen different companies do it differently, but wherever you tend to try and keep a backlog, whether
that's a Google sheet or your actual backlog in Jira, whatever you use, but at least it feels like, okay, the
context was captured, and the idea is there.

FRZERIE:

BII AR ABERENEE, TIIRIBHBFNEB (Backlog) HKMEM, =2 Google RIKIERZ Jira, RE
BELLARGEE] “BREHHEIRET, BEMERE” #miTo

[01:00:19] Lenny Rachitsky

English:

Awesome. I'm going to take us to a recurring segment on this podcast called Failure Corner.
FRCERIR:

KIET . WEENEEEN—IMEERT: KWHA%E (Failure Corner),

[01:00:25] Brian Tolkin
English:

Okay.

FRZERIE:

a8

[01:00:26] Lenny Rachitsky
English:

Is there a story you can share of a time you failed in your career had a big failure, and how that experience
made you better?

FRCERIR:
REENE— MR A ERRMAHELG? —PERHRK, URIBREHIELREFELS?

[01:00:35] Brian Tolkin
English:

We can talk about the very early days of uberPOOL, and the first launch, if you will in San Francisco. So,
carpooling product, multiple riders in a Mercedes car. And we had this idea that it would be effective for
commuters, this was very, very early days. And so part of the launch was, okay, we're going to beta it with
just some popular commuting corridors with specific companies or maybe the marina to Google or



whatever and try and match people according to what their companies and that's how we'll drive
liquidity. And we very quickly realized that back to what the kernel of truth is here is liquidity is the only
thing that matters. And there just wasn't enough. There was never going to be enough to do this company
based thing. That wasn't the strategy that was going towards from us.

FRCERIR:
FATRTLAEPEN uberPOOL R PHATEIRE ILIRIE—R K. BBR—MHHE~m, —MEMEELZSIRE. i)
HEEMUE, ANENBHESREN FRREBERFLUE) . FAULKHITHIN -2 BMNRE-LH]

BENERLE IS EATHITI, AIM Marina X Google 23F, ZHIRIEABRITAERSE, LULIREDR
stk (Liquidity) . BEAMBHREIRE (EF “FXLMZL): RoT B —SFENRAG, MERNRESEER
BHE, SXMHEFATRNANKTLEE=EBBIREIE. BBHAERIIRIZIE RIS,

[01:01:52] Brian Tolkin
English:

And the reason | don't know if it's a full failure is maybe this is true all failures, you learn from it, you pivot
and you go on to the next thing. And obviously we did that and then spent a lot of our time and effort
trying to say, okay, what are the bounds of liquidity and driving liquidity that we can do to understand
what the most important or what the limits of the product are. So as an example, we launched and
maybe people in San Francisco. Remember this $5 anywhere in San Francisco, we work for promotion,
which is obviously a great deal, obviously costs a lot of money, but the whole idea here is like, oh, okay, if
liquidity is what really matters, if we were to juice that and really drive liquidity, how high can our metrics
get? And then we can go chase more sustainable ways to do that. But it was a interesting fail case from
launching and learning to say, hey, this initial strategy just isn't going to work, we got to go. And any part
of it was a hedging strategy where with a small audience and there'll be a beta population, it's like, well,

this one you just got to go.
R EIE:

BIAIMEXEREYRNKRY, WIFFmRERKEENL: MKPES), AREE, REMT—HF. BAKN
MEX AWM, ERENET KERHMNEERTRNERLR, UKNERERENMYE, U RRIZDO
RIEB D EARIRTEM R ZA0I1F, HIVERELT—NES (B WLMAREZEIES)  BEUTREMMER
B5%TT. XERAFENE, BHiFEKE. EZO0BRE: UIRAMNERERE, WRBNMEIHUEHREIIX
shimhtE, JMIEMEEREIZE? ARRNBEIFHETFENGRN. XB—TEBHNRKESL, BILm
MEIFIRE: 1R, SAIRSEITAR, RIVFMNEF. SRR NRZAREIXHFREE (Beta Wik) £
XMER TRAITARE, R,

[01:02:51] Lenny Rachitsky
English:

| think a lesson there is also don't overthink it, don't try to get too cute. Just like we're trying to make a
perfect beta test versus realizing, okay, we just need a lot more people in it. Also, your $5 promotion
made me think of the early promotions of the ice cream and the bunnies delivery and all that stuff.

AR ERIE:

FEEPHNHIIEE: FBERKRS, FEREHEXR “HB15° o biNidEM—15TEA Beta Wik, MEAFIR
ARMNERRFEESHNASS, LI, RREIN 5 EaRHILRAE T REIEACRR, XRFZEBEHE
o



[01:03:13] Brian Tolkin
English:

Yeah. That was by the way, a example of fully distributed, the benefit of having those early Petri dishes.
Someone a local marketing manager like, Hey, this would be fun. Yeah, that would be really fun. The
platform can support it. And those promotions were fantastic. And it started out, | can't remember if the
first one was ice cream or puppies, | think it was ice cream. But yeah, branched into all sorts of stuff.
Boats, ice cream, puppies, kittens, | think, and all credit goes to local ideas of inspiration just being

focused on trying to grow within.

AR ERIE:

B, RER—T, B2 “TEEPOL B—1FF, BEREBLE HR0" B9FL. ETEMEREEE
W TR, XN, B8y, Wi, Tath R BEREEMERT . HREEE—TEEK
HEMEBE DT, FGEEKHEM. ERY RETEMAT: M. KEK NE. NE. FRERTHEEIATHT
PBETFTAUE R R K.

[01:03:56] Lenny Rachitsky
English:

I love that we've circled back to the beginning of our conversation, product and ops working together, the
benefits of both. Before we get to a very exciting lightning round, is there anything else that you wanted
to share? Any last nuggets of wisdom that you think might be useful to people when they're trying to
build product companies teams?

FROCENIR:
HERBNNER T IHENER: "RiIEENEREZENMNE. EHALSAMENANBLRE (Lightning

Round) Zgl, ®BERARDZENG? WFREEFEMEFRATHEAMNNA, EEFTARBHRIIG?

[01:04:13] Brian Tolkin
English:

This was great. We covered quite a bit of ground. | think the only, | don't know if this is a generalized
wisdom, but something I've been thinking about as my career has progressed a little bit, especially
building out proper organizations, especially as more tools come online, it's very clear that there's
different types of PMs and we spent a lot of time talking about once we can operate in the physical and
the digital or the product and operations worlds. But even within that, there's more technical PMs who
grew up in minute engineering discipline. There are people who came from ops and there are people who
came from design and grew up in a more user experience background.

AR ERIE:

XX#ET, BIIMTRSZ, RANEXBAESENES, BEERUEENLE, F32EWEIEMARN
gz, H—HAERE—MFE: MEESZTANGLIY, RAEFEFEAEXENPM (FmiEE), RITETRS
BHEY e AR REES IR M F 5. T mAIZEH R PM, BEMETEHEF, WBEERKANPM (HETF
TiE¥H), BHSFIEEN PM, REHS TR, BERAFARE R PM,

[01:05:01] Brian Tolkin



English:

And one thing that I've been moved on as is build out the team is thinking similar to a product roadmap is
it's not really about is this person good or bad or whatever, it's is this person's skillset and context to the
problem that is really needed. And so back to that conversation on, hey, where do we get tech leverage?
It's like, Hey, is this person who has this unique skillset as a PM for this problem type? | don't know if
that's helpful, but it's something I've been spending a lot of time thinking about, especially this view job
posting niche view product manager. Or it's actually like, well, how can we be a little bit more thoughtful
about what the actual skillset needs off this type of team?

AR ERIE:

EAREPAE, HFIHN—RE RUFREFRERLE) . XFETXTARHER, MAETX M ABEEESR
GNEREREERMRAZPEFAIFEEN, EEXT “BRAIFERR” B9IHE, XBET: “WFXMEED
A, XMAEIRSKEASH PM Z2EENAER? ” HANEXZSER, BRABLETRSHEREX
NEE, CERNERSEBEESAENR "EETE N7 mEE, KL, BIINMZERANMEZ XTH
PAEIERENKEAGEMFA?

[01:05:47] Lenny Rachitsky

English:

Awesome. It's like a person product fit.

HRCEIE:

KiET. Xtz “AS5=mBILE” (Person-Product Fit).

[01:05:50] Brian Tolkin
English:

There you go.

FRCERIE:

Ao

[01:05:50] Lenny Rachitsky
English:

And | think it's because a lot of companies hire generalists and they're just like, we'll hire someone smart,
ambitious, and with experience and general experience and then we'll put them on different things. So |
think these are two different philosophies and it probably makes a lot of sense for an Opendoor with very
unique type of business, with very specific skills that are necessary to be really good there. Okay,
amazing. Brian, with this, we've reached our very exciting lightning round. Are you ready?

FRCERIR:

BEXZANRZSAEMMEFEE “274” (Generalists) , 151X EBRNEEA. BF L. BERALEN
A, ARBITREFRBRALRIT. HINAXZRHREHEF. T Opendoor XFlk 3R FH TR
. FEREKRESRMTFNARRG, MEXMBEARIFEER N i, XiET. Brian, MEFENIK(IE
EREFEBINR, & TIE?



[01:06:16] Brian Tolkin
English:

Let's do it. Can't wait.

R EE:

FHAE, FANT,

[01:06:17] Lenny Rachitsky

English:

Let's do it. First question, what are two or three books that you've recommended most to other people?
FEiE:

o B—NEE: RENAMERSHR=FTBEMHA?

[01:06:23] Brian Tolkin

English:

Shoe dog, Black Swan, Design of Everyday Things, and for a fun one, Shawn Theron.
FpERIE:

(#%) (Shoe Dog). (EX#8) (Black Swan). (i&it0E%) (Design of Everyday Things) , B*E—&H
#AEY (Shawn Theron) CGE: LA AIEEISEAFFEFIZHBEE)

[01:06:36] Lenny Rachitsky

English:

Amazing. Four books for the price of two to three. | love it.
R EE:

KIET, M=ZABONRELETHEE, HER.

[01:06:40] Brian Tolkin
English:

Apologies. I'll stick to the rules.
R EE:

R, FETAN.

[01:06:42] Lenny Rachitsky
English:

No, no, there's no rules. There are no rules.



FRSCERIE:
AR, ZEMN, XBEEHN,

[01:06:45] Brian Tolkin
English:

There you go.

R EE:

ABELLF o

[01:06:46] Lenny Rachitsky

English:

Next question, do you have a favorite recent movie or TV show that you've really enjoyed?
R EE:

T—MEE: &REAREIRIFE SR BRI EE?

[01:06:50] Brian Tolkin
English:

I like the sports docu ones on Netflix, so Full Swing, Drive to Survive, Break Points, tennis, golf, F1, all of
them.

FRsCERE:

HENR Netflix EMEBLFE, b0 (2HEM) (Full Swing). {(iRiEKR4E) (Drive to Survive) . (B& =)
(Break Point), k. &/RX. F1, FAENEKEBES.

[01:07:02] Lenny Rachitsky

English:

And wasn't there that Nike documentary recently with Ben Affleck?
FRCERIE:

LB EEE—87A - M ENXTFiHRNERAE (B (Air) ?

[01:07:05] Brian Tolkin
English:

There is, which | have not seen. So if it's good, | don't know if that's a recommendation or just an
acknowledgement.

FRCERIR:
=H, BFRELE. IREHFENE, RTMEXBHFEZNIZEHIA



[01:07:12] Lenny Rachitsky
English:

It's worth watching. If you like Shoe Dog, | feel like you'd enjoy it. It was entertaining Michael Jordan,
things like that. Next question, do you have a favorite product that you have recently discovered that you
really love?

AR ERIE:

BES—&. IRMRER (), AREFFIENRN. ERER, HTERR - TRZENE, T—NA=: {F
ROEEAMHEEEZNTmEMA?

[01:07:24] Brian Tolkin
English:

So we just got a puppy and we are about to have our first child. And so all of my purchases recently are
puppies and children focused. My buddy gifted us the Phi collar for our dog, and so we've been really
enjoying that. Another one as I'm getting busier for news and stuff is Particle, which is a great news

aggravation tool, Al news tool.
FpERIE:

FIFFT =/, MERNNE—TEFREET . FAIUARRIEENPIEREHEZERNEZF. T
ET M= PhigamE, FMNAFRAC. Z—TREANRKIEEME-RET, F&AM Particle REF
A, ER—MRENAIFBERE TR,

[01:07:54] Lenny Rachitsky
English:

Cavan's wife's business. | am a huge fan, actually | think it just came out of beta and now it's like a full app
that anyone can download. | just actually installed it yesterday again and | love it. | get these pushes every
few... | don't know, it's like a couple of times a day of just like, here's what's happening. Also,
congratulations | should have said on your pending child.

FRCERIR:

BZ Kayvon EFHNIANE, HKEBENEEML, LHFLENERNK, MNEB—MEMATETUTHNTEN
AT, RERNEHLZE, EEEW. BRERIWENLREE, SRBREET 4. B, EEIZFTMEIRED
Rl Fo

[01:08:16] Brian Tolkin
English:

Thank you.

R EiE:

T



[01:08:17] Lenny Rachitsky
English:

Lucky for you. | have a newsletter post with all the products you should buy, it's called New Parent Gift
Guide for Product Managers.

FROCERIR:
friR=iz, HE—RBANXE, JHTIRIZENFRE~m, W (FaIERFRELERE).

[01:08:24] Brian Tolkin

English:

Love it. | will definitely probably buy all of them.
FRCEIE:

KT, HABSILENEET,

[01:08:30] Lenny Rachitsky
English:

If you don't already have them all. And now everyone's probably sending you their spreadsheets of all
their favorite stuff there.

FROCENIR:
INRIFEZETTRIE REGHETABELRRMIIRERANE) L miERRE.

[01:08:30] Brian Tolkin
English:

Exactly.

FREiE:

o

[01:08:35] Lenny Rachitsky
English:

Okay, next question. Do you have a favorite life motto that you often come back to share with people

either in work or life?
FhSCERIE:
¥, T—Ma, FE%E&R

Ok

MEIANERES, EEEIFEREERSADE?

[01:08:41] Brian Tolkin

English:



Well, mostly just stay curious.
FRERIE:
®, FBE “®REEFIFL .

[01:08:44] Lenny Rachitsky

English:

Stay curious. | love it. Two more questions. Who has most influenced you in the course of your career?
R EE:

REHFE D, BEWR. &EHNRE. ERAVERWAEES, EXNIRIEMREA?

[01:08:54] Brian Tolkin
English:

One of the people who inspired me very early on in my product journey. I've been fortunate to have a
number of very good mentors and obviously we talked about earlier while | was founders of books or me
a lot from other people's journey. But one person who was personally important to me early in my
product journey and very supportive of this guy named Jeff Holden, who was the chief product officer at
Uber back in the day, and is like a young PM transferring into product really took me under his wing. And |
think I'm forever grateful for that, for Jeff, for helping grow my career, but also try to pay it forward a little
bit in terms of people who are going in the career. That was really meaningful for me.

FROCENIR:

AERTmEENRH, B—TALTRRRBER. HREZERSMFHNIIN, SARNNEHIBLELENE
IBARE. EXNHRDARY, FHEBEZEIFHAIAR Jeff Holden, thZHEIRY Uber BEFMRE. 1FA
— P RIEITH~ mBYER PM, tENIFEXET. FoKTREE Jeff WHIRWEENRE, HBESBXM
TR T A, XRBBENRESIIA. BUFKREXEK.

[01:09:42] Lenny Rachitsky

English:

Last question. | hear that your interview at Uber was pretty wild. Can you tell that story?
R EE:

RE— M. FEITRIRTE Uber WEIRZHIFERIE. BEHHBNHEGD?

[01:09:48] Brian Tolkin
English:

Yeah, | can. So, long story short, | was starting a company my senior spring before graduation and we had
to go our separate ways. So | hadn't done traditional recruiting ever. And my buddy called me up and was
like, "Hey, we're looking for smart, hardworking people at this Uber thing. Are you interested?" And quick
side note, | had actually done some very early diligence work on these taxi apps back in 2011, looking at
the time was Uber Cab and Cabilis and Taxi Manage can probably names nothing these days. And so |



knew what Uber was and so | said, "Yeah, sure, | would love to." And so | had the first round of interview
went well, and they said, great. And at that stage is come on onsite, the full enchilada one works, and this
was post-graduation and was helping out some companies but didn't have a full-time job.

AR ERIE:

. KIEREW, HAMELVFHBIEREELN, ERENADEDET . FIUEMRESMZEHABIKR
Bo HAARLIITRIER: “IE, Uber XIATEIBEEER. BITWHA, MEMBIG? 7 INER—T, REX#E
2011 FRITXEIT EREF M — LR HANRINEZ, HBYE T Uber Cab. Cabilis #l Taxi Manage (X&ZF
MEGIHEARET) . FAIUEAE Uber 24, Fi%: 990, RBRERE.” F—HEARIAF, tilEAsT
T, ETRIEL2XWIMIHEIR (Onsite) s YRKERENT, FEB/IRARDME, BXLELIRTE,

[01:10:51] Brian Tolkin
English:

So | said, hey, I'm pretty flexible. How about next Tuesday? | said, great. So we scheduled it and then on
Friday or Saturday or over the weekend | looked, I'm like, oh, Tuesday's, July 4th. | scheduled my
interview for July 4th. And so | called my buddy and I'm like, hey, | am so sorry. | don't want to make
people in on July 4th. Should | cancel? Should | reach out? Everyone's accepted. Whatever you do, do not
cancel your interview. Like, okay, I'll be there on July 4th. And so | went in to the office on July 4th and
there was a very small handful of people there. It was actually launching that day, was launching Uber's
second ever product type, which was Uber SUV. And | had this, | think it was probably five hour gauntlet
interview on July 4th from noon to five and missed my July 4th barbecue. And it was quite the
experience, but | think maybe set the stage for some of the early days chaos. I'm very glad | didn't cancel

the interview.
FRSCERIF:

k. R, HHNERRE, TAZEAR? " IR KEFT. FRANES THE. LERERE IR
®H—FBR: B, AR TR 48 EEMIARE).” RRACEXEET 78 4 B, BERLAKRET
BiE IR, B, RABILARET B 4 BiREKEH. FZEUED? ZEXRMIING? ” ik “AKE
BREBIET. TWE, THAREREER.” REFE, BEMTE 4BE. BREETHAE, REFE]L
M Ao BBRHELZE Uber R HE N F=mIEE! Uber SUVIIEF. HET A 4 BEBAMHSF 12 S5 TF 5 S0
TT—HKZA SN “FRE” iR, #dT7TEXREE, BER—RETHNER, EARHHEILEEE
TTEE, FRRE=HEKEVEER,

[01:11:58] Lenny Rachitsky

English:

And was Travis involved in that interview or is it just-
R ERIE:

Travis (Uber 838 A\) &5T7IREIAG? ERRZ

[01:11:59] Brian Tolkin
English:

Travis was involved in the interview. She was one of the... | think there were four or five people, and the
two who were generally guiding my interview process and Travis and one other person starting that day.



And part of the gauntlet interview was a simulation of the job, if you will. And so some of that was
building some novels on the computers and some of it was writing potential emails to drivers and if she
had the driver come in and you did chat, so | was in this room by myself typing away on the first part,
which was building the model. And | hear him knock on the door and Travis comes in and he just sits
down and says, "Hi, I'm Travis." | don't know who you are, but I'm Brian, and we have a 45-minute chat,
or maybe it's been about half hour, 45 minutes. And clearly I'm not producing the work that I'm supposed
to of the interview.

AR ERIE:

Travis 257, SNABENANAERE, HPRPIEEHTRRE, B8 Travis IZ—TMHRARBA. @
HB—EDRE “TREN . BEBEEMLER, BERLENEEM, NERMSNHARMMEIR. FHH
R—PMATEE R ERREME—ED (B, RIFFEIIE, Travis ETH#HE, LTH: “F§, FHE Travis,”
Y HAFEIRZME, FE Briano” AFIAVIN T AR 30 2 45 5%h. B, HYNHREEMERERK
AUABL T 1%,

[01:12:59] Brian Tolkin
English:

I'm supposed to be building this model. I'm supposed to email it back to the person who sent it to me.
Clearly I've done nothing chatting with the CEO. And | hear a knock on the door and the door opens and
the person sees that I'm talking to Travis, "Oh, continue, continue" and it was very good. Also, pretty
intense conversation with Travis that definitely set the expectations working there.

FRCERIR:

HREZAERR, ARKMALERE. ERAIELLT, HMER CEOMXT. XEARD, AT, BA
BUFRTERR Travis IR, Wiin: TR, fRJ4kSe, #4:." BRRIKERE, BHRIFEHZL BLLBRMNERILT
{ERYFHRE T Ko

[01:13:24] Lenny Rachitsky

English:

And clearly worked out. And Travis was happy. Is what-
R EiE:

BALEREY, Travis UR#HE.

[01:13:28] Brian Tolkin
English:

| hope so.

R EE:

NI,

[01:13:28] Lenny Rachitsky

English:



... limagine.

AR ERIE:

[01:13:30] Brian Tolkin
English:
Yes.

FRCERIR:

[01:13:30] Lenny Rachitsky
English:

Amazing. Brian, thank you so much for being here. We went through everything that | was hoping to get
through. Two final questions. Where can folks find you online, and is there anything you want them to

check out that you might be up to? And how can listeners be useful to you?
FREiE:

Xi#ETo Brian, JFERGPREER. HATITTAAERFERRAENIET, HEMMAE: ARATUEBEETL
HEUR? B AMRBILAKKENEEID? IR IREHA AFEEG?

[01:13:44] Brian Tolkin
English:

Super kind. They can find me online on Twitter, LinkedIn, both just Brian Tolkin, my name. In terms of
being useful, if you have a home to sell, feel free to go on to Opendoor. More importantly, if you have
feedback on the product, but would love to hear it. Otherwise, any feedback on what people liked or
would love to learn more about from what we chatted about would be super great. So I'd love to hear

from you.
FR3zEiE:

RABERT . KKEJLITE Twitter # LinkedIn L FNF, BHiZEIHBIRAZF Brian Tolkin BI7], EF#E), R
RERFESE, MiE Opendoor, BEEEMZE, MRMRMF=mBEMKRE, HEREMIF, B, WRAR
FHENMNSKMPRNBETLAERMG, HBEBRTHRES, WESEFE. REHFRIURINES,

[01:14:09] Lenny Rachitsky
English:

Brian, thank you so much for being here.
FRCEIE:

Brian, IFHEESREER,



[01:14:12] Brian Tolkin

English:

Lenny, | really appreciate it. This was great. Bye everyone.
R EE:

Lenny, IFERBE, XRKIERE. KKE Mo

[01:14:16] Lenny Rachitsky
English:

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.
FRCERIE:

EERSENKIR, MNRERSEBEHEENE, AJLUTE Apple Podcasts. Spotify SiEEIRAIE R N AT
Bo b, BERARENTOAE TIFIL, XERAMEBEHEMITARAARNEIEERT. BIUE
lennyspodcast.com X EIFFEFTER THREZES. THTEBWL.



