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[00:00:00] Dalton Caldwell

English:

Seeing everything people apply to YC with. People all have the same idea.
R EE:

BIAKBIE YCHARBIE, RRMANREELEKE /R,

[00:00:04] Lenny Rachitsky

English:

One of these themes is simple, pragmatic advice. Sell shit, make money.
FEiE:

Hp—NEHEE R, SR =Hrm, REIEK.

[00:00:07] Dalton Caldwell
English:

One of my mantras is just don't die. Being coached and being reminded of the fundamentals and basics
puts you in the right mindset.

FROCERIR:
HRHEARZ—ME Pt . ERIESHRIRENRLERER. RZONED, EILRERIFERROS.

[00:00:15] Lenny Rachitsky
English:

You have this concept of tarpit ideas.
FRCERIE:

fRigH T —1 “SmIAiE” (tarpitideas) B



[00:00:17] Dalton Caldwell
English:

Seems like an unsolved problem. You'll get all this positive feedback from the world and people have
been starting that startup since the '90s.

FROCERIR:

XEERGZNRBRANRE, MITEIMREIMRARBIRE, EXMEFELEM 90 FRER—BBEAEZHXEE
N25I=

[00:00:23] Lenny Rachitsky

English:

Recently you put out a request for startups, 20 categories of ideas and the YC wants to fund.
R EIE:

RIERERT —1H “DIBIATEES” (Request for Startups), FIHT YCRBEZHENN 20 HKBIE

[00:00:28] Dalton Caldwell
English:

We're trying to mix up some of the information diet about what kind of ideas people might be
contemplating they are currently.

FROCERIR:
BITLESRZE—TANBAEEREMNIEERE, FE-—TAXKH “EERIE -

[00:00:33] Lenny Rachitsky

English:

A lot of people say you're the king of the pivot.
FRCEIE:

RZANRMRE “BERZE” (king of the pivot).

[00:00:36] Dalton Caldwell

English:

A good pivot is like going home. It's warmer, it's closer to something that you're an expert at.
FRCERIR:

—RIFNEEREARER, EERE, WEETIRAMERKATEH,

[00:00:41] Lenny Rachitsky

English:



Are there other patterns you find across startups that do well?
FRZERIE:
FEARLRMHEENTLIRT R, MELM T HMHAZERG?

[00:00:43] Dalton Caldwell

English:

There's a lot of founders that come this close to it, all being over and through sheer will just keep it going.
R EE:

BRZOMBAGBHRRWN—F &, BEEMBNEES], MIERET TE.

[00:00:54] Lenny Rachitsky
English:

Today my guest is Dalton Caldwell. Dalton is managing director and group partner at Y Combinator where
he's worked for over 10 years across 21 different YC batches, including working closely in the earliest days
of Instacart, Retool, Brex, Deel, DoorDash, Webflow, Replit, Amplitude, Whatnot, Razorpay and 20 other
Unicorns. Prior to Y Combinator, Dalton was the co-founder and CEO of imeem, which was acquired by
Myspace, and Co-founder and CEO of App.net, which was an early ads-free competitor to Twitter. Dalton
has seen and worked with more startups than nearly any human alive and in our conversation we get
incredibly tactical and deep on the startup journey. Why it all comes down to simply not losing hope and
not letting your startup die. What to do when your startup is struggling and how to know when it is time

to give up. What makes a great pivot and signs it's time to pivot. How to actually talk to customers.
(00:01:50):

Why every single startup goes through a point where they feel like all hope is lost. Why investors say no to
startups. What most often leads to startups failing. Why you need to avoid over-delegating early on. Plus
startup ideas that you should avoid. And also 20 ideas Dalton is looking to fund. Also so many great
stories and lessons. This episode is action packed. With that, | bring you Dalton Caldwell after a short
word from our sponsors. And if you enjoy this podcast, don't forget to subscribe and follow it in your
favorite podcasting app or YouTube. It's the best way to avoid missing future episodes and it helps the
podcast tremendously. This episode is brought to you by Eppo. Eppo is a next generation A/B testing and
feature management platform built by alums of Airbnb and Snowflake for modern growth teams.
Companies like Twitch, Miro, ClickUp and DraftKings rely on Eppo to power their experiments.

(00:02:45):

Experimentation is increasingly essential for driving growth and for understanding the performance of
new features. And Eppo helps you increase experimentation velocity while unlocking rigorous deep
analysis in a way that no other commercial tool does. When | was at Airbnb, one of the things that I loved
most was our experimentation platform where | could set up experiments easily, troubleshoot issues, and
analyze performance all on my own. Eppo does all that and more with advanced statistical methods that
can help you shape weeks off experiment time and accessible Ul for diving deeper into performance and
out-of-the-box reporting that helps you avoid annoying, prolonged analytic cycles. Eppo also makes it
easy for you to share experiment insights with your team, sparking new ideas for the A/B testing flywheel.
Eppo powers experimentation across every use case, including product, growth, machine learning,



monetization, and email marketing. Check out Eppo at geteppo.com/Lenny and 10X your experiment
velocity. That's get E-P-P-O dot com slash Lenny.

(00:03:46):

This episode is brought to you by Vanta. When it comes to ensuring your company has top-notch security
practices, things get complicated fast. Now, you can assess risk, secure the trust of your customers and
automate compliance for SOC 2, ISO 27001, HIPAA and more with a single platform, Vanta. Vanta's
market-leading trust management platform helps you continuously monitor compliance alongside
reporting and tracking risks. Plus, you can save hours by completing security questionnaires with Vanta
Al. Join thousands of global companies that use Vanta to automate evidence collection, unify risk
management, and streamline security reviews. Get $1,000 off Vanta when you go to vanta.com/Lenny.
That's V-A-N-TA dot com slash Lenny. Dalton, thank you so much for being here and welcome to the
podcast.

AR ERIE:

SRXHEERE Dalton Caldwell, Dalton & Y Combinator (YC) WES 2K EFHFEF SN A, fh7E YC ITET 10
%%, 857 21 N FREM YCHLR, HTE Instacart. Retool. Brex. Deel. DoorDash. Webflow. Replit.
Amplitude. Whatnot. Razorpay UMHEM 20 ZRMAHS ATV CIHSMINEZRSE. EMA YC ZHI,
Dalton 2 imeem MIEX & BIIA AF CEO (3Z QB Myspace ) , 12 App.net FIEX & BI%A A F& CEO

(Twitter RFEANET SR £ F). Dalton WEHEEIHMEI QB AIRELL R EEMAB L. ERNTHIE
B, BITRRANRIT SRR RASAENAT, ITA—UREBFENTBRFFE, TiLEHNAQESE
2, HIFNABIBNRIENIZEAT, UNIMNEAREFABIZHEFT. TARKINER, UNERENES,
WA RIS &P 3%,

(00:01:50):

AT ABE—RUE ATWBRER—MERIILENEZ, ATAKRBRESH/PDEIATR ‘R . FARESHE
WERK, ITAMKEERRERAIERN. i, EHIREIZEFREILAR%, UK Dalton ZBEZBNH 20
MR, EEFSEENRENEIN,. X—EKFEH#H. ERTHRBBENEENEARE, FINTFIMDE Dalton
Caldwell, INRREMRXMER, S TENAD YouTube EiTH, XE#REIRKTENRT AR, B3
HAVEEBIE K. 4s8EH Eppo #B, Eppo 2H Airbnb #1 Snowflake B9 A AM AL KHFPAITER FT— A/B
MIXFITHEEEIEF &, Twitch. Miro. ClickUp #0 DraftKings AR #B#F Eppo RiFITLL,

(00:02:45):

IO FHNE KA T B IIAEN RMNERBMEE, Eppo BEFEBNHMESLRE, FNIIEMBLTATE
RBI™ERE D, HIKE Airbnb B, REERNAABEZ—RERITNIRTE, HKIUBSEMIEESL
1. HFRBPEHDINER. Eppo NMNAEMEIXLE, FIRBFEMSAITHE, FIUBREHENIENE, HigH
SEN VI AR ANIRE, BRERMANSER. Eppo FEEILIREMSEIAD ZXRKN IR, HE A/B
Mt X8 L, Eppo I EMIHENER, SFFR. K. NMBESI. TUMGBEEHE. HiR
geteppo.com/Lenny, LL{REYIEIRERRF 10 13,

(00:03:46):

AKEXEH Vanta 2B, EWMERABMEMANET 2L, FERRMELFER. WE, RATLUET Vanta X
— M EARIFENE,. MSEFEEFHBRISEA SOC 2, 1SO 27001, HIPAA F&MIAIE, Vanta Hi7RALRIE
EEBFEEERFERITE MY, HIREMBENG, s, RETLLET Vanta Al BEEE R2REEIR
%, TEBUNREE, MALIKETHER Vanta BohlEIEHE. S—XREBHECREHEN AT, 1h
18] vanta.com/Lenny BIEIZ % 1000 &7thILE, Dalton, IFERSREER, WILKEIEE.

[00:04:45] Dalton Caldwell



English:

Yeah. Thanks so much, Lenny. I'm really excited to talk to you today. It's been great.
FEiE:

89, IEERXE, Lenny, SREEFTIIRIKIEE KE. XKIET,

[00:04:48] Lenny Rachitsky
English:

So to prep for this podcast interview, | asked a bunch of founders that worked with you during YC what
advice you shared with them along the journey that was most transformative to the way they think about
product, the way they think about building their startup, the way they operate. And there's a bunch of
themes that emerged and I'm going to touch on a number of these themes. One of these themes is just
how often you get to very simple pragmatic advice and how much of your message is just sell shit, make
money, don't run out of money. Why do you think founders need to hear this advice, which is seemingly
simple and obvious?

AR ERIE:

NTEEXRK, FART —EE YCHRSREEIRIEImA, meiIERIIiEH, (RéG IR
iR E~m. WEARNMNEEARNFARA . RELEHT—LFH, ETIRRE—RW, EF—1EH
MEMEEAHIFEERSLNEY, MEZOEESEEME: BHARA, WEK, 51L5%E. MmAttail
NENEAFEIFEX LB E R E M5 LAZINIE?

[00:05:22] Dalton Caldwell
English:

Have you ever seen in NBA basketball or college basketball where they have the coach mic'd up and it
shows what they're actually saying in the huddle? You ever listen to what they actually are saying?
They're like, "Okay, we need to really focus and get the ball and win this game." If you actually listen to
what the greatest, smartest, most successful athletes are talking about, if you listen to what Tiger Woods
is saying to his caddy, it all sounds like pretty mundane stuff. It's not like what Tiger Woods is talking
about with his caddy is some impossible to decipher jargon. It's like, "Yeah, you really need to keep your
head down on this one." It's things like that. And | think the reason this is true is that even if you're in the
best in the world, being coached and being reminded of the fundamentals and basics is what puts you in
the right mindset and that you already know everything, right? You're at the top of your game if you make
it to the elite levels of being a startup founder or basically doing anything that's really hard
psychologically.

(00:06:33):

And so yeah, one of my mantras is just don't die. Just keep your startup going. Just keep going. And | say
that over and over again and honestly, that is often what people tell me is the most impactful thing | said.
It's not that | said some Ninja 5D chess mood that they never would've thought of before. It's just the

constant affirmation that continuing to keep going and doing high quality reps is the game.
R EIE:

RERBEET NBA RARFENE, S LHFEZRN, FABRTUNTEEFER—BRIE? RImIthf]
BIRERAAE? iR 9%, BNFEEFIEES, B, RIXHHER" NRMRERBLERAHK.



REEPA. REXIIBVEEISITENMt A, EEUIZRAE - MM MBBVIKERRIE, IMEREBIRT K. MEMIKEWRIFH
AR AREEENARE, MEGR “X—FHRERNSRKETEX ZEKr0E. FIANZFRUML, fRAEME
REHR ERTMRHA, BERESHRIRERLEEAINMELMEIR, FEELMENERIRS. ELMEZA
BT, WIE? NRIREXFFLIATIBAXTERES, HEMFEAOBEDRANIE, RELL
FERIERE T o

(00:06:33):

FRUL, BBEARZ—E “FI5tiE o ILRNARETE, #5E#H, R—BX —BHESEXAIE. EX
W, AMIEESFH, XRHRAINKREFZMANIE. FFAE2ENEET HAIIMKBIN “BERAELER
H R, MVNEFEMEE: BETE, RESRENEELS, XM,

[00:07:04] Lenny Rachitsky
English:

| know that you'd give a talk that's exactly called that, How Not To Die. Just to pull on this thread a little
bit more, what is the general advice you share there for people that also don't want to die?

FRCERIR:

BAEMEE—NEIEHR, EEMM (ARE). IREX MERFERN—R, N TFREBRELATEH
BN, BRSO ZMERI?

[00:07:14] Dalton Caldwell
English:

The way to summarize that is if you look at all the startup stories that we have at YC and all the
companies we funded over all the years, the underlying theme is that rationally the founder should have
given up at some point. And so again, let's talk about Airbnb, obviously something you know a lot about.
They probably should have shut down three or four times before they got into YC. It objectively wasn't
working. They were basically ruining their lives, they were disappointing their parents, everything was
wrong and it was a purely irrational act for the founders of Airbnb to keep working on their goofy startup.
And again, that's just one story. If you look across the portfolio of YC and non-YC companies, there has to
be this irrational intention to keep going even when the world tells you it's not working and you feel
completely defeated. And you likely have to go through this many times and have these near-death
experiences. And then you get lucky and then you look like an overnight success. Right?

(00:08:26):

And so that is the theme that is a summary and | provide lots of data and lots of stories there, but this is
one of those things that the longer | have this job, the more | really, really believe this is true.

FROCERIR:

LU SEE . MNRIMIE YCFREME) W EMENSERBMHIFAEQE, (RRAU—MEENEE—M
EERES, IR AR MRZAIZKFN. HAIEWE Airbnb, REERT . EFHN YC ZAT, b 1rI&E
FZEAZIRT, EMLWH, SERETRE, MNEFALREREECHERSE, ILREBRE, —HES
To Airbnb BIEJIE NBFHEARD “RE” BICIWIE, AR —MIFERERITH. MXIAZEP—THE, 0
RIFE YCHIFYC REINKRAAS, MEAIWBAE—M “FEENEE" ZEF, AEetRESSFRXT
&, BMEMBEGRER, RAIBKFEHRSRXM “WMILEE" . REIREVREL, BEKXME—EK
Bo FIE?



(00:08:26):

Xz ER. HiRMTRSBIEMRERMLIE. HEXPITIEEA, MEREXEREE,

[00:08:39] Lenny Rachitsky
English:

What's your advice on the flip side of that where there's a lot of startups, especially these days that are
just super struggling, have been added for a while, there are mental health challenges, they'd be very sad
if they had to shut this thing down, but often it's probably the right move? What's your advice to folks on
deciding, okay, actually does make sense to give up in this case?

AR ERIE:

BRrIKGE? REBRZSVIRBELTRERLD, BEEREFT—KHE, @inORREEHkE, MRX)
AEt=IFEMT, BEEXS BIEMER. N TFBEEFLULE “NERFESRE NA, MEFAE
w2

[00:09:01] Dalton Caldwell
English:

| think this is a nuanced question and it's hard for me to say something on a podcast that'll actually be
useful to people, but here's a couple of thoughts. One, are you still having fun? Do you still enjoy doing
what you're doing? Do you enjoy spending time with your co-founders? Is this actually a fun thing you're
doing? And if the answer there is yes, | would tend to lean on the keep going. And then if it's more of,
wow, this is actually profoundly affecting me a negative way and my relationships with people in my life
and | don't really want to work with my co-founder anymore and things like that, then | would lean on the
probably don't do it anymore. Something that a lot of the folks that turn it around have in common is
they actually do love their customers and they love their product.

(00:09:51):

And again, in the Airbnb story, again, you know it really well, but they really liked Airbnb and they liked
working with each other and they liked the first host that they met and they knew all their names. You
know what I'm saying? They loved their startup even though it was going bad. And so that's to me a signal
to keep going is that you really, really love what you're doing and the people you're doing it with and you
love your customers and you love the problem. Versus where you're just like, "Yeah, | could care less
about any of those things. I'm just having a bad time." Harder to be encouraging in that situation. And
this is a fixable situation. You can make it more like the thing you love, can't you?

FROCERIR:

XE—MRAWHEE, RRERFESE—TINREABERNRI, BERE/LREE% F—, FERFHE
BI5? (REERIREEMEEREDR? (RERMENARFESED? XENE—FILRAONERL? MRERE
BER, RZMETFRMUREFTE, BNRERLZ, XHGFELTEAMEMEMM TIRVEE. REIARX

%, MEEFEBMNSUAHRZET, BARSHETENRINET . RERWABHIASE—NHER: #{]
BRVAEMINER, REMIIBm.

(00:09:51):

G2 Airbnb BYEZE, {TERRERX Airbnb, ENMWILEE, ERMITERINE—HMER, BEEICR/AEA
MEF. MARRNERD? BERTELR, tIEARAZECHQAE. FMUNERY, BETENESEMR



BEWARZIRAMEEIE. RBE. REEF URMREERRNEE,. Rz, NRMEES “BREFTETFXLE,
BRARIRFRES" , BMEMERMASET, MAXMBERZTUBEN, FALUEERRERMTAZNSE
W, ~Eng?

[00:10:34] Lenny Rachitsky
English:

Yeah. This is actually very practical and great advice. This is something people can sense, "Okay, am |
actually enjoying this? Do | want to keep doing this?" Versus, "Man, such a drag that | have to keep
running this startup." Is there anything you could say to folks that are just like, "I can't stop because it'll
feel like | failed"?

FRCERIR:

B, XWHRIFESKEFNEN. XBANATLURNE: “HENERHPIE? JBLLT? " MARE
K, BEXEXRAREEESMITE.” MNFIRLERT “RREETR, AABBEERERNT” BIA, R
B AR8HAG?

[00:10:50] Dalton Caldwell
English:

If it's really going poorly or if you're having a really bad time, it's no big deal. No one will remember that
you shut down your company probably in 10 years or 20 years time. As long as you have integrity, as long
as you're an honest person, as long as you handle yourself well through good times and bad, people will
remember you fondly. We have such a short life. There's only so many years we get to have our careers,
doing something that makes you miserable and the only reason you're doing it is to avoid losing face and
you know in your heart is not going to work, | don't know, that seems like a pretty big opportunity cost on
literally your life. Right?

FRZERIE:

MRBRENRE, HEMIT/REES, BHRAAKRTTH, 10 FK 20 Ff5, RAZBEMRXET —RAQ
Bl RBMRAAEER. WK, TRIVRZEREELIBIFE S, AMIRSHRIR. AEER, RIVEEBMIBA
LF, MEB—ALMEENE, MNEANTEF, MERROCRLARNEEITARE, RESXMRHAERTE
EXBNEMA. FIE?

[00:11:30] Lenny Rachitsky
English:

Yeah, that's exactly what | tell founders all the time. Life is short. There's no need to force yourself to work
on this. And | really like your point of just, is it still enjoyable? Do you like working with your founders?
Following this thread of the struggle training a little bit more, one of the founders that worked with you
during YC, his name is Danny Alberson, shared a story how during one of the batches of YC, one of the
founders raised his hand and asked you, "What is wrong with our batch? Everyone is struggling, nobody is
doing well. What have we done wrong?" And you shared a story about Brex that made everyone feel a
little better. Does that ring a bell and if so, can you share that?

AR ERIE:



&, BEEEXFEIFEBA. AEEE, RUBEREBC. RREERMREN “BERAER" M ‘B8
EXEGUN XFR. IREXD “BiL” BiE#, —(ufE YC #ESfRE1EIRIeIE A Danny Alberson 3E T
—ME ER-BYCH, BMRIBAEFER: "BAIX—EBREAT? B8TAEBERIL, "RABETF. &
MMBEEHATIR? 7 RARMRAET —1TXRT Brex i E, LARBRFZT. FEIZRFD? EDE—T03?

[00:12:08] Dalton Caldwell
English:

That definitely happened and | think the story is the story of the Winter-17 batch. And in the Winter-17
batch, | funded something like, | don't know, 35, 40 companies in my group. So we subset them into
groups. So it wasn't a lot of companies and | knew all of them really well. And founders can't help but
compare themselves with other founders all the time about who's doing well and who's not doing well.
And there was this one company in my group, this batch, it was called Vyond, that was their name at the
time and it was a VR headset thing from these Stanford dropouts. And they basically showed up to group
office hours and were just ashamed and they're like, "Our idea is horrible. We might want to shut our
company down. This is really embarrassing." | had to beg them to not give up basically. And if you
would've asked people in the batch what the worst company was, | think they would've said this one.
Again, not because they were bad people but the founders themselves seemed despondent about how it
was going.

(00:13:13):

And then funnily enough, this is in the story too, there was another startup also in my group called
Cashew, which was this P2P Venmo, excuse me, in the UK and it was going really poorly also and not
growing. And so if you just took this snapshot in time in the middle of the batch of who is definitely not
doing well, it would clearly have been this Vyond company and this Cashew company. And so to cut to
the chase, Vyond changed their idea and got really excited about it and renamed to Brex and this was
Brex, which is like a decacorn. And Cashew changed their idea and renamed to something called Retool.
And so out of my 35 companies, the ones that objectively seemed the worst in terms of everything is
going bad, were by far, in retrospect, the most successful companies in that group.

FROCERIR:

HBSSBEXARE, A2 2017 FLF (W1T). A —E, FZATRHNARALE 35240 RRF. HIZE
REDBNA, FRUARNMBIISIABRT #E. IBALBEREZECHIALLR, BEMET, #HI
. HABE-—RAFTENM Vyond, BH/LMEMEREBRFEMB VRXET B, MITRSMNAD QB(E
(office hours) BYELR®SR, R/FEER, H: “BIIWEIBEXET, HNNEXITT, XXEMLT.” HE
K ERREMITAERF. MRFERBB—EHNABRQBRE, HRARBIREX—K. BAFER 1t
IATRYEF, MmEelisABCHIPREEILE,

(00:13:13):

BBNE, RABEFEES KW Cashew HHICIATE], HMAIZRERRY P2P M (M Venmo) , LIS
B2, =2REK, FI, MNRREEEPHE—RIERTIT, BEAMRE Vyond F Cashew, ZERIE?
Vyond LT EE, HETHER, BN Brex— R RIENBRILAE Brex, i Cashew AT, 24
&7 Retool, PRLL, I35 RAFE, SANERRRERE. RAIMHNAE, BEEXLE, RMEB—AHP =K
Ih8Ys

[00:14:08] Lenny Rachitsky

English:



Wow. Wait, so you're saying Brex was a VR headset company?
FRZERIE:

. FF, RE Brex RYIZ—KM VR kENAQF?

[00:14:14] Dalton Caldwell
English:

They thought it was really high-tech. They want to do a really high-tech startup, and so they're like,
"We're going to build a new VR headset." And yeah, they were good programmers, but they just didn't
know anything about optics or the things you might want to be an expert in to build a headset.

FROCERIR:

SR — I RAREERSHENLTE, FILUREE—THEI VR LB, BAMITRRENERFS, B
FHHIEXEMEN T LR —EFE,

[00:14:26] Lenny Rachitsky
English:

Wow, that's an amazing story. It's a great segue to just another theme that emerged from talking to
founders about advice that you've shared. A lot of people tell me you are the king of the pivot of helping
people figure out how to pivot. I'm curious just what you've seen makes a good pivot.

FRCERIR:

B, XWEXEFT. XEFSIHTH—TEH. RECUBAZBREGIMRE “KREHZE" , FHHEBERKEARE
RERGR. HREBME, ERER, FTAZMINREEE?

[00:14:45] Dalton Caldwell
English:

Usually a successful pivot gets warmer instead of colder from what you're an expert at and somehow
builds on what you learned on the prior idea. Right? And so in the case of Brex, it was they had worked on
a FinTech company in Brazil when they were younger, and so I'm like, "You need to work more on the
thing all about and not the thing nothing about." And that was what worked for them. In the case of
Retool, it was the same thing. They had built similar internal tools both at their internships as well as for
Cashew. They had all these dashboards they built to operate their Venmo competitor. And so they knew a
lot about what to build in the case of postprod, pivoting and through idea, they knew a lot about
analytics and had strong opinions about it. And so it was much closer than what the original idea is.

(00:15:41):

In the case of Zip, Rujul knows a lot about a lot of things and he knew a lot about the crazy picture and
process at Airbnb because he worked there. A good pivot is like going home. It's warmer, it's closer to
something that you... And it never occurred to you that this thing you know all about would be a good
idea or maybe you consciously are like, "I don't want to work on this because burnt out on it." Sometimes
someone has to get over this barrier they have on why they don't want to work on a certain idea.

FROCERIR:



BE, RNWERERTE ‘B MAR ‘B2 —HiEl, EEEariEknNgE, HEEEMEEL
BAUTMRMEI—MIERFENARAZ L. XU Brex A, i 1FENEZEAMBSEMERAT, KSRt
1 “RIIROZMRN T IR ENS, MAR—BFRBNE.” XHRMT . Retool thE—#, M{1ESESIHAEILL
K7y Cashew A& mET, #MIEMHATLTR, ATEERMEKRLA, wITHLRTRESNERE, PRt
MIFEBRZMEMT Ao

(00:15:41):

BE Zip, SISBA RujulBE2A4, MBARRNETE Airbnb TF, thIFETHBEERNRE. —RFHFEER
BRER. EERER, BREMABNRE. AIMRMAEMRBIFAENABZENFEE, HEREN
BRF “HAEEXD, BARBLEMR T . AiHE, AMMNFERRIMOERER, ZERPIMELESEN

%o

[00:16:18] Lenny Rachitsky
English:

These are amazing. | like how modest you are. I'm like, "Oh, here's a big idea." And then you just give very
tactical items to look for. So essentially a good pivot in your experience is you're getting closer, warmer
towards something you have actual experience in, and two, it builds on something you've done. Can be
essentially the core idea of a pivot, right? Where you're...

AR ERIE:

KiET . HEWRMBGERD HAUNMRESHE—NEANIEL, ERIFGHTIFERFIEARR. FRLREMR
ML, RIIMRERR LR $— EROMAERNMFEENTE; $=, BURRELMINERZ L.
XEAR ERERENIZOELE, MHE?

[00:16:38] Dalton Caldwell
English:

In the example of Segment, which is obviously a really big successful company, they started with
something to tell your professor you were confused in class. It was software that they sold to universities.
And then they ended up pivoting to something like a mixed panel competitor after two years and it's
because they learned about how analytics works running their first idea, okay? And then no one wanted
to adopt their mixed panel competitor. And so they were like, "We should make this JavaScript thing that
you embed on your website that can send events to multiple endpoints at the same time so that way
people would be willing to try our mixed panel competitor side by side with mixed panels to show that
it's better." And then they were like, "Oh yeah, no one actually wants that. They just want this JavaScript
to send events to different locations." And so there's no way those founders could have started with the
final idea. You get what | mean?

(00:17:30):

There was no universe where they would've made up the idea for Segment because they didn't know
anything about how analytics worked, but because they were grinding for multiple years and became
experts on these things is a side effect of their earlier ideas. They ended up with really good unique
insights.

FROCERIR:

A Segment Affl, XB—RIFEMIHNAF, MIRMHHNI—MLFEDRE LEFBIRE SIAFIERIR
t, ELEKF. MERE, WIREHEM Mixpanel NRSMWF, BAEESTE—IHEN, WIFSTHED



MREARLE, EREABBHMNNSHFIR, FEMITEA: “BAINEZE—ERERAMILER JavaScript L3,
AL RIIHBE M RE R Z T KR, XEFEANFBERIAIBNITEMN Mixpanel HHHAAE, MMARIENINELT.”
a2, HSGARERITOHIR, iIREEXKEEERIELEEIRREMS R JavaScript £
18.” XEBIAARAIRE—FEMBRIRANLIE. (REARKMERG?

(00:17:30):

EEMAFITFHE, MIIEMATEETAL Segment WRF, FAMNERIRERED . ERAMIIELET
NVE, FAREIEN “BIER” , MITXSENER, &%, WIRETIEEREERZB RN,

[00:17:45] Lenny Rachitsky
English:

| think that's a really important point there is you don't need to necessarily have that experience before

you start the company, could come from trying to build the company.
R EIE:
BRI/ —RIFEEE. (M —EZ2EATRMBERERZR, KRBT WAIREFIRER,

[00:17:51] Dalton Caldwell
English:

Exactly.

R EE:

R o

[00:17:53] Lenny Rachitsky
English:

A big question people are always wondering is, should | pivot? Is this the time to pivot? Should | keep
trying this idea? What's your advice there of just, okay, now you should really be thinking about
something else?

AR ERIE:

ANEBULEN—PKRAERZ: FizFEES? NERRENNILE? 2SR BHEXMEL? XT “taldy
RZEIEZ BN AR , (REHARN?

[00:18:02] Dalton Caldwell
English:

Again, this is one of those where | like to give very bespoke nuanced advice on a case by case basis to the
folks in YC. But again, just to give you a preview of how | would think about it, | would look at how many
more ideas the founder has on how to make it grow. If it's not going well and you're out of ideas, that is
usually a good time to pivot. But when you have half a dozen or a dozen really good growth ideas that
you haven't tried yet, try them. Right? Hey, give it a shot. Again, in the Airbnb story, right? They tried all
sorts of stuff including cereal and conventions. They had a bunch of zany ideas on growth and they didn't



run out of them. And so | think when there's still gas in the tank on an idea that might be a reason to stay
the course. And when literally the founder is like, "Yeah, | don't know, | guess maybe we should pay
influencers or something." When that's the kind of ideas they're coming up with, that might be a better
sign to pivot.

FRCERIR:

B, £ YCHRERREARXBRALIFEERCHEN. BE2H%RE, RIBLBATEZLXTHERNS
Fo MIRBERAYEMBELTI R, FBERRENEY. BUNRMEF N MEEH/LNERIA TG KT
5, BmERH. "R, LEMIE. EF Airbnb BEE, IIZXT&MEZE, BEZZFMNAARES
Wo HAITERZNAENEKRF, MEBREAS. FUKGER, IR—IMEEE 8 , BMEREE. m
NREBABLCTEENR “, FHAME, WiFHlNZRMAFEE" XMy, BrIEmRRENES T,

[00:19:03] Lenny Rachitsky
English:

That is incredibly helpful. Coming back to Zip real quick, they went through I think six different pivots
before they landed on this idea that is now a billion-dollar business. Is there anything from that specific
journey that you find really interesting? Because they went in so many different directions like
accounting, marketplaces and-

AR ERIE:

XIFE B, RELEZ Zip FF, MNERKHBEXMMEHZETHNEITZE], ZH7T KLYV TER
BE, EBRNIEF, B2ILFEFEEBNE? RAtIZEHIREZER, kzit. F6FF.

[00:19:18] Dalton Caldwell
English:

Yeah. I think in the example of the Zip founders, they were both such great experts and | knew Rujul really
well. He actually worked with me at YC as a visiting partner. And so | was really close to Rujul and he had
done this marketplace called FlightCar when he was younger, which was raised a series B, it didn't work
out, but it was a really cool company. And | had a lot of confidence in his competence on running a
business and executing fast and just having great instincts. He really knows the fundamentals and the
problem was they weren't as clear on what market to go into, is still with me. And so | actually suggested
to do something in their case, again, this is very bespoke, but my suggestion was to start by looking at
what companies are publicly traded and/or owned by private equity that are large and that also are hated
by their customers, and to try to intentionally find where there's a knowable big market within

incumbent combined with the software is horrible.
(00:20:29):

And they did that. They basically found out about all this procurement software and what the state of the
art was and that was the prompt. Again, maybe he told you this, that was basically the process.

AR ERIE:

BH. Zip NI AFIEEZ W, FIFEETH Rujul, tBE YCIEEDHREMUA, tERERMHHE—Y
FlightCar BViHZEF &, BElT B¥, BARGEEN, ERE—RRENQE. HXMEELS. REHRITHIEE
HUKRERIFEEED. tIEEERAD), HBAETFUNENTHEZENB D7, PRARSMIINENE
(XBIFEERUE) . REEPEMEER. ELTHARLESRIFENQR, EXERTREF B
R o SREIHR—IEBENEATT, BEBFEHESL, EMIINRHESEET



(00:20:29):

1R T . IR T RWREX MUK, THTIARK. XMERTBLER. LIFHRFRT, XMEER

Tz,

[00:20:41] Lenny Rachitsky
English:

He did tell me that. | love that example and piece of advice so much. | don't know why more people don't
do this. Basically find a large incumbent with very low NPS and try to disrupt them. So straightforward.

FROCERIR:

iSRRI M. HAZRZXNMIFNRNT . HABENFTAREESHARX AR BELEH—T NPS
(3HEFE) RENABEERAE, AREMEBEE. XEET

[00:20:54] Dalton Caldwell
English:

Yeah, | mean, | can't promise that works for everyone, but again, in the very bespoke situation with Rujul,
it worked really well because he actually knew exactly once he locked in on that prompt, oh man, heran a
masterclass. They did an A-plus job, was really good.

FROCERIR:

BHY, RFRFRIEXNESDAEER, B7E Rujul BERFIFHRRRE —Bt3ETRNAE, XM, thEE
RAEFRBEAMR. MM IFEDSHE,

[00:21:12] Lenny Rachitsky
English:

Also Lou, his co-founder, credit to him too.
R EE:

BEEMBSIA Lou, HBINARENZ,

[00:21:14] Dalton Caldwell
English:

Of course. Sorry. Yeah. We got to give Lou the shout-out. Lou did an amazing job. | just didn't know Lou as
well before he did YC. But you're right, we got to give Lou the credit.

FROCERIR:

YR 1, 28, FANLITURE Lous Lou MiFIEEE. RRZE YC ZRIFAERTH#E Rujul BRI T i, (BfR
EXHY, Lou IHFRFI&,

[00:21:22] Lenny Rachitsky

English:



| was watching your chat with Michael Seibel talking about pivots and either you or he used this phrase of
you want to move towards the mountains in the desert to find the gold of a new startup idea versus the
middle of the city. You're unlikely to find gold in the middle of San Francisco. Is there anything along
those lines that you can share?

FRCERIR:

FHE TR Michael Seibel WL BRIASA, RIIFEART — DLW REIZEDERHRLEIHELE!
BH ®F , MAREHHTFC. MAKXARERESUSROREET . XTFX—R, REFTARTUSIER
n5?

[00:21:41] Dalton Caldwell
English:

Yeah, | think maybe this pertains into what we see from applications and interviews, which is from where
| sit seeing everything people apply to YC with and what they interview with and whatnot. People all have
the same idea. Basically imagine this, imagine your information consumption where you're listening to
the same podcast, wink, wink, you're reading the same people on Twitter, you're reading the same blog
post. Basically you have the same information diet of all these other founders and you're friends with all
the same people. Does it seem surprising then that you would all end up with similar startup ideas or
similar philosophies on what makes a good startup idea? Of course you are. So this is the metaphor on
cities is that if you just are following the same principles and have the same information flow into your
brain, you're going to come up with the same ideas with everybody else.

(00:22:37):

And so the prompt here is to try to go more off the beaten path either from your personal experience, like
in the case of Brex and Retool or Whatnot. There was no one else trying to build marketplaces for Funko
Pops. Go deeper in your own personal interests or experience to find something that just your exact peer
wouldn't come up with in exactly the same way. And again, the Zip example, | don't think other people
were trying to build wonky procurement software. That was not an idea that we saw much of. And so
again, the prompt to people is try to mix up what your information diet is or what areas of expertise you
have and mine that well, versus just having all the same thoughts as everybody else. And so again, let me
give you one more example.

(00:23:24):

A few years ago, startups around trucking were super new and fresh because no one was doing them and
they worked really well and then it became completely conventional wisdom to do trucking related
startups. I'm not trying to diss anyone, but you'll see things that become fashionable really quickly
because someone found success in this unfashionable space and then it becomes fashionable.

AR ERIE:

28, X5HNERBFNERPEINERLERX. NENBEE, AKHFBYCHRFHBARNR. BR—T:
RIFERIFRIEER (BZABZER), XEE Twitter EEHFMIA, BRERFNEEXE, B L, (RMEMEIBAR
“EERIET 28BN, BRBEHRES. B4, MIIELFEEMBEWEESAEMBNENR, XEFEG? —
AR, XEE “WHH” Btk MRMEBEEENERERN, KRRRRERFNERR, RSB A—FE
=Fo

(00:22:37):

FRLL, XEMNENRZHAE—LE "ADBFEE" Bk, EARBIMRIINALL, LI Brex. Retool 8 Whatnot
(2832 A8 Funko Pop BMRZZFB) o RANZERDARKBHER, EFHIBLEMRNERARZLU



EFHLNBEBRE. BE Zip N7, ZATANIREEMAESREAMERNREIRGE. BA2—TE
REIRFo FREL, BBVENZE: FHAZEMNEERE, HEREMBIZLITR, MARAZTR. BEIH
F: JLER, XTREZRIEIABFEEME, FgAl, BMREREF. BRIR, MEEHEXLL A
T BiIRT . BRARTERME, ERIANBERAZRERERFRT, NBENEAEENTBLLIHTE
ST Ao

[00:23:45] Lenny Rachitsky
English:

This is a good segue to something | definitely want to spend time on, which is you have this concept of
tarpit ideas, which are essentially ideas people all gravitate towards and get stuck in and either pivot into
and then can't pivot out of or try to pivot out of. And essentially it's just consistently bad startup ideas
that people continue to try to start. Can you just talk about this and then what is examples of just bad
startup ideas that people should stop trying to start?

AR ERIE:

XIEWFSIH T HAFERWH—MER, MIIMRELE “FBiE” (tarpitideas) XEMRERSITARAA,
BARHEGEMERET, BAREHAXEARK, BABBRHRINRE, FAhL, XEZAMNRHZHN—ER
WEYRII = Fo (REEHIENXIT? BPLZANMIZFLRHN =xF" ?

[00:24:10] Dalton Caldwell
English:

For people that are familiar with this terminology from us, sometimes they get defensive and don't get
what we were saying. By definition it is only a tarpit if it seems like it's not. If it's just a regular idea that is
hard, that is not a tarpit. The weird aspect of what we call a tarpit idea is an idea that a lot of people come
up with and then it seems like an unsolved problem and you get lots of positive feedback for. Right? And
you have a really good set of arguments that it's a really good startup idea. And that's different than a bad
startup idea. Do you get what I'm trying to say? A bad startup idea is, | don't know, something that is
obviously bad or something where you just can't get any positive feedback on. But some of the most
common tarpit would be something like building an app to coordinate with your friends to decide where
to go out at night or where to meet up with people, which is really, it's coming from a good place. It's a
good idea.

(00:25:10):

If you ask your friends, "Hey, would you like an app for us to coordinate to hang out more so we can be
friends?" They're like, "Yeah, | would love that." You'll get all this positive feedback from the world. And
man, people have been starting that startup since the '90s and so you can validate it. Part of being a true
tarpit is that you can get good initial validation. Do you get what | mean? And so anyway. And honestly |
worked on tarpit ideas myself as a founder, which is a music discovery. This is something | did in my first
startup. Music startups are hard and trying to be like, "Oh, we're going to fix music discovery." This was
classic things where you can get lots of positive feedback and even get users to work on those things, but

there are aspects of it that make it a very hard idea. So does that make sense?
R EIE:

PEBRMNZ I ARNENABERZ~EREOE, ZAARIMNHNER, RIEEX, RES—MUE “BEXTEGIN
B, EAREBET. IRAR—RARMELMNEERE, BAZE BT FHNNBRZAET: RZA
HEERBEE, EBERGIKRBRNER, MAMSBIRSEERG. MEE—BEESZERIIAXZE MK



HEIE. XM “ERF FR. ERFEPMEMZRITAE, HERKALMERRBHRE. &% ISR
fitkan: —ERA IR £ AW LisESE) LIV ERY App. A RIRYF, BRIMFER.

(00:25:10):

RIRIAARR: “IR, (FAEEN App BENZERIG? ” MITEERR: “A&FT, REE” RBILER
MIEERD. BZ, XMW, M0 FREMRBEAEBITT. FERN—SORHIERZIRESIRENNTR
i, fREARFZMTRNG? ELH, HECHBARBMIERATE, B2 “FRLXM” (music
discovery)o XRHFE—RATMEY. SRECNIRYE, HE “BRERLMEEZ SHENEMIT, RER
ARERIGEERF, BEERRERILERMENRD. XEEEFED?

[00:25:59] Lenny Rachitsky
English:

Absolutely. I'm also guilty of this. | had this startup called Localmind that allowed you to talk to people,
check-in in various locations around the city, on Foursquare and Google back in the day and asked them,
"How's it going?" And everyone when they used it, they're like, "Holy shit, this is the most incredible thing
I've ever seen. | could see what's happening at this bar that I'm about to go to." And then they never use it
again.

AR ERIE:

TLEMR, FWIETXME, RUFE DY Localmind FIBIAT, itfREEFMEHTR MEAZE (YA
Foursquare 1 Google) FIAEIXR, (@] “BBLEAE? 7 KXAMMEEIFEE: “XW, XREIIKRF
AIRINHART, REFIHREZNEERERAAER.” RE, tIHBHEFAT.,

[00:26:19] Dalton Caldwell

English:

Do you remember when Foursquare clones was all anyone worked on for-
R EE:

{RIZIC1S HBYPRE AEBTEM Foursquare RYTefERRAS?

[00:26:21] Lenny Rachitsky
English:

Yeah.

FRERIE:

1%

[00:26:21] Dalton Caldwell
English:
Years?

FRCERIR:



BT F

[00:26:22] Lenny Rachitsky
English:

They told us Foursquare is going to own this. There's no way this idea you're building is going to be its
own thing. And now, yeah, Foursquare is a B2B business.

FROCERIR:

LB AR Foursquare 408X, R NHRARAIBEMIIEE, MITE, Foursquare B4
TR 7T —Z%K B2B AT,

[00:26:30] Dalton Caldwell
English:

Yeah. And all the Foursquare clones, if they didn't pivot out of doing what they're doing, wouldn't have
worked. So anyway, that's a tarpit, is just something that's super appealing and a lot of people do it. And
then you can get validation and that's why is a tarpit, is it draws you in and you get stuck because it
seems like it's a good idea and you get all this positive feedback.

FROCERIR:

IEEEI‘JO Fﬁﬁﬂg Foursquare ?EF%H&; 9[1%%57}7[:5?@, %BZ:EJLH\EE}ZI}JO IE\Z, ﬁ%ﬁ%%i&iﬁ- E*&Eu}i%lﬁ’ iE
Z AN1EfM, MEREEREIRIE, BIRRR#E, ILRBEER, RAEEERGMFER, MERGREE.

[00:26:50] Lenny Rachitsky
English:

Along these lines, | was talking to a founder recently and she's asking me, "What causes an investor to say
no to you when you're trying to raise money from them?" And | know every investor has a very different
perspective on what turns them off to a startup, but is there anything that you find is just like, here, if you
do these things, investors will say no.

FROCERIR:

IS X MER, HEEM—ULIBATIR, k. “HRZAMAR, BHASBRAEWNFRRE X 27
BAESMAENVIRARANREREAE, BRELALXN—LEANME? b, MRIMRETXESE,
RAREBESEL,

[00:27:09] Dalton Caldwell
English:

Maybe my best advice here is for founders to put themselves in the shoes of investors and just imagine
what their life is like and how if you are in their shoes you would make decisions. And so given this
framework, a lot of investors just don't make that many investments and as per what we talked about
earlier, life is short. And so there's lots of things that an investor that in their hearts thinks it is pretty good
and they're like, "Oh, I like this person and | like their pitch, but | only am going to do a few investments.
And so even though I really like a lot about this, I'm going to say no." And | often think that founders think



that there's some secret truth that's being held from them on why someone says no or they want more
feedback. "I need feedback." That's like, well, the feedback is we didn't want to invest and it really is just
that.

(00:28:05):

And so | think if you put yourself in the shoes of an investor of like, "Hey, | only could do a few of these a
year, | have very limited budget." They're really just trying to pick the things that they're either personally
most excited about or things that they think can be truly phenomenally big in some way. Or again, | know
you do investments too, so it's that you only get so many shots as an investor. And so anything that
doesn't seem like this is the one, this is the one | want to do is a no. And that that's actually why they're
saying no versus, "Oh, you had a bad zoom setup or something. Oh, we didn't like what color your shirt
was. We said no." I don't think that's how this actually works.

AR ERIE:

BRRFNENZLIBANZRIUBE, BR-TREENEE, URNRMEZEMI], MSWEHRE. £
ERT, RERBEHLBSFRNMEHARSZ, ENRNZANRE, AETE. FRURZHE, KREEROH

BERIEX MM B, I “WERXTA, BERMIIAEHR, EXRSFRR/LIIE. AUARER
RERXD, RERERR.” SIBARERSEREAARATSANRE, REVEESZRIF. HLRIFUZE

“‘BITAER” , (UEmE,
(00:28:05):

FREL, MRMUEERBENAE: TR, R—FERER/LD, FEER.” MWINENIZEIERLILMITA
XA, REMITANEMEREEARNDTIE. Lenny, RMEMBHKER, REEHFIONSEERN. I
B, ERAEERFTER "“MEET” WHE, MEREL, XAZMINRAFANEERRE, MAZEN “fReY
Zoom BERAFE" HE “BITFAERIFWEZHER" o KEMERHIEMILL,

[00:28:50] Lenny Rachitsky
English:

| think that's such a good piece of advice that it's not necessarily they don't believe in what you're doing,
it's they have better options and they're waiting for something that hits the higher bar because they have
a lot of options.

AR ERIE:

R NBWKET . F—ERMINABER, MEMNBEBIFINESE, MIEFERNIEESHHE,
EAMNBNEERERZ T,

[00:29:00] Dalton Caldwell
English:

Yeah. Because again, if you ask someone or put yourself in the investor's shoes, wouldn't you be making
decisions the same way? Usually founders are like, "Yeah." If you do that exercise, a lot of this starts to
make way more sense.

FROCERIR:
B, ENMRMMRARDE, MEEFMEFNRED? BENBARE: “28." —BEMTXHEESL

1, REERMERSES T,



[00:29:14] Lenny Rachitsky
English:

Specifically when you're evaluating startups. | wasn't going to go into this, but | think it might be
interesting, is market size. How do you think about the importance of large TAM as an investor YC?

FROCERIR:

BRI QR, RAEFBEXT, ERRSAIEEEE, BMEHIIE. 1FA YCREE, (RIOF
BRATAM (B8]FutHiy) HWEEME?

[00:29:25] Dalton Caldwell
English:

| think it really depends on what stage you're investing at and it's absolutely critical the later stage you
get. Right? If you're going to invest in a very high valuation, it is really important. The earlier you go, the
less it matters. And some of the most phenomenally good startups, if you were really pedantic about it,
the TAM would be tiny. The TAM of Uber would be nothing, right? The TAM of Airbnb would've been
nothing. Tl funded Razorpay, which is | think the largest payment processor in India, and the TAM of that
was tiny because no one was using credit cards in 2015 in India. So you had to believe that the size of the
credit card industry in India would 100X. Well, guess what happened? You know what I'm saying? So I'm
not saying that having a large market someday doesn't matter, of course it does eventually. But trying to
be super pedantic about market size when it's a pre-seed company or someone applying to YC, it's just
not something I'd put a lot of thought.

(00:30:34):

And again, Whatnot. What's the TAM of the collectible Funko Pop industry? | don't know. | don't think it's
that big, man. | don't know if you did that analysis when you invested, but I think is pretty small, but |
wasn't worried about it. That was the last thing | was worried about.

AR ERIE:

BINAXEURTFIRAMEL, BEGH, TAM#EXE, MRMEURSHGERSE, cFEEE. BHRH,
MHEAEE, —ERERTINYICIATE, NRMFHNIFEERE, B TAM SEMAEE. Uber HBTHY TAM
JLERZE, 33IB? Airbnb 82, FKEBIT Razorpay (ENERAMIZTAMIER), 2015 FENER TAM 1R/,
AYEABRER . MATEEENENERRTILSEK 100 5, ERE? FEN,. BFRRBHATIHARE
E, REETEE, BEMFIIRIAE YCME, 3oUEmHERRRTEENE.

(00:30:34):

HB%& Whatnot, Funko Pop BiElmiTILHY TAM EZK? HAHE, HUELEZ K. Lenny, BRAEREEN
BEEMEXN2, BRIANERD, BEE—StBREL, BEREFELNE,

[00:30:49] Lenny Rachitsky
English:

It makes so much sense that at YC you don't think about it that much because of, as you said, many

startups pivot anyway. So if you like the team-
R EIE:
XRBEE, £ YCIAMIAKRERBXD, EAEMFRRR, REATREHSEE, PRUMIRIRETFEA—



[00:30:57] Dalton Caldwell
English:

Yeah. And I'm not saying it's not important, it's not... And the things I'm worried about is like, hey, how do
you get users? Hey, how do you grow? Things like that. Are you making something people want? Those
are the things I'm really worried about as opposed to, ooh, | ran an Excel model and I'm worried this
might not be a big enough TAM. That's not the top of my list.

FRCERIR:

Bl HARREAEE, RE - HEHAOHZE: 1R, REARBAR? REAEK? REBEAMNBERN
RAM? XEAZHEEBON, MAZHED Excel RESAFIE D TAM REKR, BAEHNMLEIEIT.

[00:31:15] Lenny Rachitsky
English:

| think it's important to acknowledge that a lot of investors are very... YC | think is unique in a lot of ways
where you invest very early and you help people through this journey. A lot of investors are very focused
on TAM, so you may find you're getting turned down because they don't think there's a big enough
market for you to build a big business, right?

FRCERIR:

RIFBERBERKIN, REKRRE - YCHERZLEZMSH, MIRRFRIFER, HEMFHMIINK. BRZKREA
EWLIFEXRE TAM, FRLURRIRERENMIREISH A BAMEEREL, XE?

[00:31:32] Dalton Caldwell
English:

Yeah. Or that you're asking them to believe a crazy leap of faith that, again, they could say, "Well, it's
theoretically possible you'll be able to sell more than Funko Pops, and | understand that that is your
pitch, but | have other opportunities that are less risky." You know what I'm saying? A lot of founders
make the argument that the TAM is big, and you can say, "Wow, that's a really interesting argument and
I'm not going to argue with you about it, but no, I'm not going to..." And so again, it's hard to get someone
to engage in a debate about TAM even if you have some proof points. Ultimately, a lot of investors just
don't like that risk. Fair enough.

FRZERIE:

Bl WEMBRMAVHET RN B o 1= “EiC LIREASEAIAESELFRT Funko Pops
DUSMORTE, FRIBARRAVIREE, ERBEHEHMXREENNIR.” FEZNERE? REEILASEHL TAMR
X, BRRERY: &, REEBONS, HAERRFIE, BRERFK.” P, BMEREIHE, BRMELK
HESS5XT TAMBIBHE, K&, RERFFBIZFERIMNL, XRATF,

[00:32:15] Lenny Rachitsky
English:

Fair enough. Going in a slightly different direction. So someone else that worked with you, another Lenny,
Lenny Bogdonoff who started a company called Milk, and then he was head of growth at OpenAl for a bit.



He asked me to ask you about things product leaders and startups should watch out for. Does that ring a
bell?

AR ERIE:

AT, #MNAR. B—UES{RE1EEM Lenny (Lenny Bogdonoff, Milk B9RITAA, EE OpenAl 1
B/A) LERENER, =RASENVCIABTIRIZEIGMLEEIE? (REEIRIG?

[00:32:35] Dalton Caldwell
English:

| don't remember the specific office hours, but | understand the question and | of course remember
Lenny. | think that the advice that he's referencing here is just how important it is to not overdelegate and
for the founders to stay close to things, as well as watch out for the trap of hiring super senior people with
fancy resumes, really early in a startup. | think that's what he's referencing there. And again, this is
definitely one of those very basic things that we find ourselves repeating a lot where they're like, "Yeah,
yeah, | get it. Don't overdelegate. We get it, Dalton." And then two years later they're like, "Wow, we
overdelegated. We need to go clean that up." So that is probably the best product advice. And the folks
that are really great at product, the founders that are always deeply in the weeds on product and still care
a lot and are still talking to customers, no matter how late stage it gets, again, I'm sure you experienced
this in Airbnb culture, but you can't delegate caring about your users and you can't delegate caring that

the product is great. That is so critical.
R EE:

KA RBEEFNDANET, BHARXNAE, HBIERT Lenny, FEMIENIRE: FTEIERN, SIBAE
ENEN, URBZEGEIRZHMEABLEEHCENTE. HBXMEMENRE. FF, XERINE
FEENEFRNZ— eIIRAMNZER: 171717, HANET, IEERN.” ERMERMNIBERLR:
B, BAMRNEET, AEFERIGERF.” XARRRIFNTmEN. BEEEEBKTRIA, BRELE
NERRBREIT AMERERARNAT . KEFmASELARIKBEIBAN, T EREN. HABEIRTE Airbnb BIX
R ERET : (RAEER “ROBF” BIRWE, REFEIE “BREREL BRNEE, XKRXET.

[00:33:36] Lenny Rachitsky
English:

To make this even more real, what is it that you see them do? It's they hire a PM too early, they hire a
senior salesperson too early, what are the-

FROCERIR:
NTERG—R, FEIMIIEKMTHA? EXREATREE (PM), EEAFRERARRHEE?

[00:33:43] Dalton Caldwell
English:

Yeah, | think that you get pushed often by investors to hire executives or to scale the team or you raise all
this money, you got to spend it, you got to show you're serious about growth and building a world-class
organization, whatever, stuff like that. And so you end up with super nice people with super shiny
resumes from big tech companies. "Oh wow, they did this amazing thing at Google." And then they hire
them and then you wake up one day and you're like, "Oh wow, everything went wrong." It's not really



anyone's fault, it's just that you took your eye off the ball and this is what happens to first-time founders a
lot.

AR ERIE:

. RAELEZRRIMEMASEXY AEI, HEMBT —REZRQLIISEE, MUILIERRIRIIEKMEIL
HRLARBNEN, TERIFHK T —LEBHREZRR. KEA A, “HE, fth7f Google T XA T FiLhY
E.7 ARMET M), EREXEXRLKM: “XW, 2EET.” A —EREMANE, RRMRAEXIZ
DT, XTEF—REWBICIIBAS EEERE,

[00:34:24] Lenny Rachitsky
English:

How do you as a founder then have time to do all these things? Is there any guidance you give just like
don't overdelegate, don't over hire? But also, you have 24 hours in a day? Is it just find the time, prioritize

well, or is there more to it?
FhCERIE:

fERelsA, RIBENEMAEXEE? [RT “FEIERN M “FEIERE" 2I, FEEHAES
15?7 EE—XKRE 24/, BNREFE. MiFhESHF, E2EFINEIT?

[00:34:39] Dalton Caldwell
English:

I think if you just care a lot about your customers and you care a lot about the product, your instincts are
pretty good on what to spend time on. And so for example, spending tons and tons of time hanging out
with investors and networking, it's probably the thing that | would be cutting. You know what I'm saying?
It's what we talked about earlier. If you really love what you're doing, no one needs to tell you how to
reprioritize your time. Your intuition will be correct on what you should be spending all your time on,
which is being obsessed with product.

FROCERIR:

FIANMRMENFEEXROFF N~ m, FNERSSIFRZICHEEER) L. i, RRENERREER
E—ERIEMLR, JRMEHELINENE, RERNERE? MEHNZERN, NRIRERNRE RS
ME, RARERROAEFRDEE, RBER RS SIMMENERERZEME — W& T m.

[00:35:12] Lenny Rachitsky
English:

I love that advice. This episode is brought to you by Coda and | mean that literally. | use Coda every day to
help me plan each episode of this very podcast. It's where | keep my content calendar, my guest research,
and also the questions that | plan to ask each guest. Also, during the recording itself, | have a Coda page
up to remind myself what | want to talk about. Coda is an all-in-one platform that combines the best of
documents, spreadsheets, and apps to help you and your team get more done. Now is the perfect time to
get started with Coda, especially its extensive planning capabilities. With Coda, you can stay aligned and
ship faster by managing your planning cycles in one location. You can set and measure OKRs with full
visibility across teams and stakeholders. You can map dependencies, create progress visualizations, and
identify risk areas.



(00:36:02):

Plus, you can access hundreds of pressure-tested templates for everything from roadmap strategy to final
decision-making to PRDs. If you want a platform that empowers your team to strategize, plan and track
goals together, you can get started with Coda today for free. And if you want to see for yourself why
product teams at high-growth companies like Pinterest, Figma and Qualtrics run on Coda, take advantage
of this special limited-time offer just for startups. Head over to Coda.io/Lenny to sign up and get $1,000 in
credit. That's C-O-D-A dot I-O slash Lenny to sign up and get $1,000 in credit. Coda dot I-O slash Lenny.
Okay, so one of your current colleagues, not former colleagues, Gustav, was on the podcast previously.
His episode is, | think, the fourth most popular episode of all time currently, so no pressure.

AR ERIE:

HERXNMEN. #A%MH Coda %8, HEIAERN, HEXEA Coda KMYIBFHNE—5K, REPEEERS
BA. BEEMRURFITENESMZENEE, EREIEF, ZEITH Coda THRRES SEMHIAE.
Coda B—1"EZ65—FA, S5 7XHE. RBNNANMLR, BRNEESRE. WERFIEER Coda K
EIH, LHREBRABMLIINE, @Y Coda, RAJUE—TMSEEMIER, RSP E—BHMRZ,
fRAJ LUK EFHEE OKR, ILHIPAMFmAAXERE BRI NI RATLRGHRBK R, QI FEE MR
AR X 1,

(00:36:02):

tesh, fRIER] LAAREE MR REMNHAER, MEMBREEREERLRRET PRONAHEE. SRR
BE—PElLANHERESIERE. AVHREREFNTES, SRMAIUREFIEFER Coda, MNRIFEFREEER
A+ 4 Pinterest. Figma A Qualtrics FS1E K AR mEIPAERTE LA Coda, EHUEX ML IHIEI AR
BYBREY /LR, A1) Coda.io/Lenny SEARBNATIRTE 1000 ETHIRINEE, 7, MMENREE (F2FIFEE)
Gustav Z gt EdXMER, MHI—EBFIRHE LEMEZIGLR, FRU3IEEN.

[00:36:54] Dalton Caldwell

English:

Oh, Cool. Okay. | don't know if | can feed with that. All right.
R EE:

MR, B, §FME, HAMEIAETReEIM, T8,

[00:36:56] Lenny Rachitsky
English:

I think you can. So | asked him what is often the most common reason a startup fails? And his answer was
they don't talk to customers, they don't find product market fit. They nothing else matters if they can't do
that. And so his advice is talk to customers more often. So two questions here. First of all, just is there
anything else you would add to why do startups fail? | know we talked about some of these already, but
just what comes to mind there?

AR ERIE:

ISIRAT L HP St ABRMERERNRERHA? BEIER: MIIFR5FARIK, HAEFmm
HE (PMF)o MRMAEX—R, Ht—IEHAEE, FIUMHBNEEMEMSZFA K. HERIR
A Bk, XT WEIRABAFAKRK , (REEHFAEMRENG? FHAEHNELWT L, BEEEH+AR
Bp9ng?



[00:37:23] Dalton Caldwell
English:

| completely agree with what Gustav said, but to look at this from a different frame, | think is that the
founders lose hope. And when you and your heart is like, "Yeah, we're failing." | can see it when I'm
meeting with a founder, when they resign themselves that they're failing versus. First is when like, "We
got one more move in us. We got one more try." You can see in their eyes when they feel like there's more
ideas or there's some last ditch Hail Mary thing. It doesn't always work, but it's almost like you have to
not accept that you're going to fail. And as long as you don't accept that that's going to happen, there's
usually a lot more moves you can try to save the company. Maybe it's to get profitable, maybe it's to do
some other zany thing, maybe it's to launch a new product.

(00:38:17):

And so it's pretty rare, | would argue, that the cause of death is that they had lots of firepower and they
were feeling really positive and they just ran out of money. That's actually more rare than founders think.
It's much more common that they still have some money left. I'm not saying a lot, but some money and
they're just like, "Yeah, I'm done. I'm out of ideas. | don't want to do this anymore." And again, fair
enough. But do you get what I'm saying? | think founders are afraid that they're going to run out of money
and that's why they're going to shut down. And it's way more common that their idea doesn't work and
they have a big fight with their co-founder, and then they can't agree on what to work on, and then they
just like, "I don't want to do this anymore." And they shut down. That is the most common cause of
death, is something that sounds like that story.

FROCERIR:

HKE2RBE Gustav HiitiE. BEMB—1MHESE, HIANREARCIBARETHFE, HFRALRRET ‘B0, i
ERMT” B, KEEBLR. HELECIEAR, REFBHMIIZEZIAG T, EEXNE “BINEE—1E, &
1R —K” o RETUMMIINEREFEER], MIEERELEHRT, XELERE—HNE. XH
REBEN, B IFOIELERZRIY. REMRFEZRY, BEMEEREBHAUSAELH LG, 1
WEXLIZY), WiFrEMERIENSE, BIFEAHH™am.

(00:38:17):

Kiln, BLVBERABZRHEANHATE. OSTRIRANRA S T MEFN, XL ABRNEDNESZ, BF
IMERE, NFEEERE (£%, BFH), ARMNNE: ‘BT, HET, HREERT, ETEEMH
T XWRIERE. BRAERNEEL? Slis AFREEHSHEHR, EXFLEELNE: IRTHE, M8
IKAKID—28, BEMITIERBER—, AFERE “BRETT” , FEX ). XAZRRENHNIEHA, i
RGBS

[00:38:59] Lenny Rachitsky
English:

That is so interesting. And again, this comes back to your core advice. Don't die. Just don't die. We talked
about this already of just sometimes it's actually okay to die. And | guess just to refresh that lesson is if
you're not having fun anymore, maybe it's okay-

FROCERIR:

KEERT., XXEETIROZOEN: 515, RBRFEMT. HNZaEEd, Bidg “tie” HLtig
KR, HRER—THIHI: MRMABREFERT, HIFKFHITU




[00:39:16] Dalton Caldwell
English:

Yeah, you're out of ideas. You're like, "I'm done." If in your heart that you're done, you don't have to keep
going through the motions. No one benefits.

FROCERIR:

BH, MRMLKERT, OERT “RFRT” . MRMAOLELZRFT, MKBEBHITTF. XMEERKR
g5k,

[00:39:23] Lenny Rachitsky
English:

And you've also seen enough cases now, you've shared a few of these where all hope was potentially lost,
but they kept going and then they turned into a huge success story. And | think most people don't see
those examples. | guess is there anything you can share just how often that happens, how often you see

that turn around?

FROCERIR:
MERIREERM, MUADET LD, BERFENZLEFENATRFT TH, RERRMI. ZHBAS
BNERIXERF, (REEDE—TXMIBRAERIIRG? (REEB XM RIZD?

[00:39:41] Dalton Caldwell
English:

I would argue that if we define it as the company had a near death experience where it was going poorly
and the founders seriously wondered if it was all going to be over, a hundred percent of the time people
go through that where the founder's like, "Yeah, | guess we're done. | guess we should pack it in." And at
least you feel that way at some point in your startup journey, man, everyone goes through that. And
again, there's gradations, people that actually truly got down to very, very hard situations. It's still a high
percentage, maybe 50%. | mean, you can ask founders, there's a lot of founders that come this close to it
all being over and through sheer will just keep it going.

AR ERIE:

AR, WRFAUE “WLAER” EXA: ARZXEFRE, SIBATRMTRES —IMELRT, B4 100%
BE I EMZEHX MR ELILKENENNZ, MEERRRT “FRERNBRET, Z8UKT” . 81
ANBBRER. S, BEBMATR, BEABIBATIRERENR, BENL, HKARS, AEH
50%, fRAJLAEMEIBEIIAAN, BRZUBAEBURTERE—LZE, 2RETET T,

[00:40:21] Lenny Rachitsky
English:

That is really empowering, | imagine, for many founders hearing this of just knowing every single founder
goes through, okay, | think it's actually over. Following on this real quick, the advice that Gustav shared,
which is about talking to customers. I'm just going to keep trying to pull wisdom out of your head. Do you
have any advice for just how to effectively talk to customers? We're always hearing, "Talk to customers.
Build things they want." Easier said than done. You get a lot of asks. You get one customer asking for a lot



of stuff. There's a big company that's like, "Build this thing, we'll pay a million dollars." Just do you have

general guidance of just what to pay attention to and what to build versus avoid?
R EIE:

XMRZIEFRATENIBARRIEEENE, ILMNAEREENEIBABEZRT “HRESTENTT ™ BN
Zlo RBERH—T Gustav XF “S5FFRIK” NEIN. BITEHASEBRMMNES. XTUNABRMESEFR
B, MMEFARNE? HNZRE ‘58RI, HUWMNERNKRE" , BNS1TH. MIBEIRSEKR, &
MNEPABBE-—KHERA, AEEPAQTNR ‘X1, HIN—EL" . MBEFLABANES, SFAR
BREFA. BWEAA, URIZEFTAE?

[00:40:57] Dalton Caldwell
English:

Yeah, | think when | talked to aspiring founders about this a lot, they're like, "Yeah, yeah, yeah, | talked to
customers. We get it. Cool." And I'm like, "Cool. Well, how many customers do you talk to?" And they're
like, "Well." And they get really quiet. And so | think this is one of those things like, hey, you should have a
healthy diet and exercise every day or whatever, where people know it and that doesn't mean they do it.
And so | think to start with, you have to get out in the world and talk to people in person. And you can't
just hide behind your keyboard and call that talking to customers. Right? | think a lot of folks, the
inclinations are to build a landing page and buy some Instagram ads and try to get people to sign up for
something. And again, maybe that's something, but | think a lot of the reason people do that is they're
just shy and they don't want to put themselves out there because it's a little awkward to go talk to
people.

(00:41:49):

And you have to set yourself up to go out in the physical world, get people to meet with you, get them to
take you seriously, show them a product you're building. And so again, it'd be very tactical here. You can
do a self-assessment. In the past month, how many in-person physical meetings have | had with potential
customers? Maybe you've done a lot, | don't know, listener, maybe you have, but it's shocking how many
companies | talk to, they're like, "Well, we're focused on raising our pre-seed round before we talk to
customers." Things like that. And again, | think the core, core thing going on is just social anxiety and
looking stupid. And | think you just got to get past that. You just got to start doing it until it doesn't feel
bad anymore. Think about how stupid the Airbnb founders must have felt. They were like, "Hey, you
should rent out your house and I'm going to come and sleep in your house, and here's an airbag."

(00:42:51):

The whole thing is a little awkward, right? So you got power through the awkwardness of talking to
people, and once you start doing it's actually fun. And so once you get used to overcoming this
awkwardness, | think people do much better at talking to customers.

FRERIE:

2, URMERANEIMBATIXNE, 125 “FEsE, BEF®RK, Bi1E.” Ham: 6B, 36
RIRZ VDANEFENE? 7 RABRMITHMART . HEEXHE “BERANEXEs —#, ARHME, BF
REBEARREM. Bk, MATEHRDIHER, ENEMARIK. AREREREREE, AEETY ‘5%
PR%E o BRZAMBETFM—NEMDT, E£R Instagram 75, XL AFH. XFERE, BHIAAIES
AXAMBEANEE, MEIBECOHEE, RAERMEEARIEE SEMm,

(00:41:49):



RTGRE B SHENYEE R, GARE, ILMIPARNER, BB RREEWEN~m. XEENIFE
AR AU — B RTE. AEEN—TRE, HEBEFPHT T ZOREMNENYERIN?
WIFRHTIRS, HANE, BiLREBZENE, RUIHREATNZNR: B, HMNELTITTFEREF KA
FCRREIM RN, ML, FHIANROERALRHREENBER. ROARRX—R, FEHEHK, HE
THRESHER. B8 Airbnb HEIISALRIESEM. I1%: IR, RMIZEEFHEER, REEMKE
W, XJIBNMRER.”

(00:42:51):

BEFEHRED, WIE? FAUROARIXMER, —BERFEHT, EXREE, —BRIMR 7T =RXiE
, MESERRKRAERMITHES,

[00:43:08] Lenny Rachitsky
English:

When someone does this self-evaluation, is there a heuristic that tells you this is enough? What do you
look for? Is there a number? How many per week? How many per month?

FRCERIR:

YEANMXTERITEN, BRETARAANITERSIFMEI] “XELRBT” ? RXEHA? B—1ARF
HMEFE? gAZR? §RZLR?

[00:43:17] Dalton Caldwell
English:

Yeah, | don't know if | know a good number. | think it's look at your calendar and there should be 20 or
30% of your time that the calendar says something like customer meeting, customer call, meeting with
who, meeting with this person. And when the calendar is not that or it's all... Again, what you're actually
doing is just buying ads to try to validate your idea, | don't think that's talking to customers. | think that's
something else.

FROCERIR:

HAMEERE— T RENRF. RETHRNZEMNBH, NMizE 20% 2 30% M EREE “BEF S
W . BRHEIE . ‘SEREILE . MREBLLRAEXE, HELRE -BiR—E, MRMRIAREX &
RIMIERE, HTANBREFFA XK. ABZRIBRE.

[00:43:46] Lenny Rachitsky

English:

That's an awesome heuristic. So roughly fifth of your time at least should be talking to customers.
R EE:

XE—MEENIRE, PIUEDES Z—HRENZEESEF XK L.

[00:43:51] Dalton Caldwell

English:



Yeah. And again, it depends on the idea space you're working on. Some are more, some are less. So yeah,
it should be a fair amount of time. And nothing substitutes for an actual conversation versus just staring
at analytics dashboards.

AR ERIE:

B, SR, XEURTIRFAARME. ANZ—xR, BNV —R. 22, MixSEHES—80E. KA
BEBNELENME, IIEHEDINNURERTITHN.

[00:44:02] Lenny Rachitsky
English:

Makes so much sense. So the Airbnb is a classic example of they went to New York and talked to their host
and things like that. Is there another startup that comes to mind that did this really well, that found just a

really cool way and hustle to talk to customers?
R EIE:

REEE, Airbnb 2 1MEHEIF, MIELALOMERIR. REEREIHEMMFRIFIIYIEIATIE? ARLE
SRENAREHIES TP RIKNATE?

[00:44:14] Dalton Caldwell
English:

Well, again, some of the companies we talked about, | mean, for Brex, they were just talking to other
people in their batch and that worked extremely well. Same with Retool is they just sold it inside of the YC
network. | think with Zip, they were just beasts at getting companies on calls with them to ask them
about procurement. And | think they had way more than 20% of their time. When you looked at their
calendars, oh man, they were talking to customers a lot to build their first product and pre-selling it
before they built it. Same with PostHog | guess that's a different go to market. They launched this open
source thing to start with and their calendars are filled with people that were trying to implement the first
open source version of PostHog or were so excited about it.

(00:44:59):

And people on Hacker News were excited about it and they had this huge influx of people that were
excited that PostHog existed and had lots of feedback and web reports. It wasn't always positive, but they
never lacked for people that wanted to talk to them once they launched that, which was very helpful.

FhERIE:

Mz aiREN— L RS, bl Brex, MIHNMEMRENEMATIIIR, MERITF. RetoolBZ, it
1EZETE YCRNEABEE, EF Zip, MIEER “DKIFE” , RIENALBDASERIRWRIE. FEM(TE
HIBYElIZAB 20%, EftIRBR, KXW, ATITEE— 1 ~m, —BEENEFEE, EEEFaERZ
BIFLFFETRE 7o PostHog B2, |RAMMNNHFNTIZREARAR, MLk AkH T HERE, BRELHHTBE
ZBE PostHog FFIRhRE 3T LR EISEHI A

(00:44:59):

Hacker News EBIARME, KREMABN, 3 PostHog UIEIEREEIMEN, FHIRM T AERFMIRS, RIF
HAZREAEN, BENETRE, MITMNFRERRMIIRHA, XIEEEEM.



[00:45:17] Lenny Rachitsky
English:

On Zip, | actually have a lot of their story in one of my series on how to build a B2B startup. And what they
did actually, as you know, is they just called, DMed people on LinkedIn and ask them for advice on, "Hey,
we're trying to understand how you enjoy your current procurement products.” And then they ended up
being early beta testers. And | think they did hundreds of these. They just-

AR ERIE:

KT Zip, FE “WNMEEE B2BHIEIAT" RIIXERE TREMIVEE, EMRAIA, ITHRMEER
fTEEIE. 7E Linkedin ERFREBREEN: IR, BITATHE-—TRNBENRU~mEFTAEE.” AEXLE
AT FHRNAAR . HAMII T LERZXFNRR. tiIRE—

[00:45:38] Dalton Caldwell

English:

Oh, yeah, no, it was a numbers game. They were just grinding at this. And so yeah, that was very good.
R EE:

MR, 28, BE2—IWEREN. M —EEE. FrLL, BMISIEET.

[00:45:43] Lenny Rachitsky

English:

The other classic YC stories, the Collison Collision, | think it's called or the-
R EIE:

F—1MEHM YCHWER “Collison fiff#E” (Collison Collision) , FEM—

[00:45:47] Dalton Caldwell
English:

Collison Install.

R EE:

Collison &% (Collison Install) .

[00:45:49] Lenny Rachitsky

English:

Oh, Collison Install. Okay. Can you tell that story briefly?
FREiE:

M2, Collison &%, 178, BEBFEIHHBRTHRENLD?



[00:45:53] Dalton Caldwell
English:

The Collison Install is what often happens with customers, is that they say, "Yes, | want you buy your
product.”" And then they do not implement it, they just go quiet. There's no implementation and this is
very bad if you're selling software to someone. If they never implement it, they're going to churn. You
basically failed on the one yard line, okay? And so they developed this tactic to be like, "Oh, well, I'm at
the neighborhood, I'll drop by your office to help you implement Stripe and just create..." Again, it was a
little awkward like we talked about earlier, but you would be like, "Yeah. I'm in the neighborhood. How
about | drop by?" And then they would show up and they'd be like, "Cool, cool. Can pull up your text

editor?" "Oh yeah, cool. All right." "Hey, can | drive? Can | have the keyboard?"

(00:46:43):

And they would just install Stripe into the customer's website, smiling, being charming guys. And they'd
be like, "Oh, that's cool. Okay. Well, can we roll out the website now?" And they basically would not go
away until you finish the implementation of Stripe. And again, it was actually helpful because they were
doing all this white glove service to get it implemented. That was very effective. And | think the takeaway
from that story is even when you get a yes, you're not actually done with sales. You have to finish the last
mile to get the thing implemented. And they were very good at that.

AR ERIE:

“Collison RE” #HWHEFFRELHN—MER: 1R 7, FTEXMFO~m” , AEMKTXT, RE
REBE. MRIRBZNHR, XIEEEHE MRMWIFIHE, MIAK, FEELRE R —HERKT
FRMANART —FpiAR: 18, RIEFEMNE, KIREERDRIEFIREZE Stripe 18" FEIRATZ AR,
XAREW, BRI W, REFENE, ZEIEE? 7 ARMINMENGERT, ¥: “E, s8R
AUfCED4RAEERID? ~ “IREFRY.” IR, BEILISRIR(EID? BELI”

(00:46:43):

=Mk E. REBIMEREZ L Stripe RERIWILE £, AFR: “BRXET. 77, HiMTELL
Mt 7rg? ” B L, FBRIFIRTEAT Stripe BUEE, SNMIILFEH. XHLREEL, FEAIHRETX
M BFET ANLEMNRERS. XEEEWR. XTERENBTRE: BEFPRT 7, HEERELER.
RsFEmERE—RE, itFmEERER, MilIFEERX—~,

[00:47:18] Lenny Rachitsky
English:

That was an incredible story. And now they're, | don't know, a hundred billion in business and that's how
it all begins.

FRSCERIE:
BESMNFATBINUNHRE, MEMIIR—RTIZMENLT T, M—UImSXEFEN,

[00:47:24] Dalton Caldwell
English:

Yeah. | was an early Stripe customer at my startup and yeah, Patrick would... We used Google Talk at the
time. Patrick would be sending me messages on a weekly basis just checking in. And so again, it's funny



how successful these folks get, but yeah, Patrick was very hands-on with all of his customers and was

extremely available. | can say that because | was one of them. Yeah.
R EIE:

=8, FHENESZE Stripe WERHAE P, Patrick HEf%=----- A AEI A Google Talk, ftERAHSLHLEE N
5N, BEXLEAMEXLRINEEB, 18 Patrick HESHHENFIERFEFENEN, WEEFm, FHATLUER
X—m=, BAEMEEPZ—,

[00:47:47] Lenny Rachitsky
English:

I'm sure he had social anxiety going through all that. That wasn't a comfortable thing to do, just keep
pushing people to install your software and deploy.

FRSCERIE:
RS EMEMXEEREEHRTER, —ERIENARERGENIE, XENF2ETIRNE,

[00:47:54] Dalton Caldwell

English:

Oh, surely not. If you want your startup to work, this is just what you got to do. Comes with the territory.
R EE:

IR, SEAETFAR. BMRMFBILATKLY), XMEBIRBAMBY. XEeIIEI—E .

[00:48:01] Lenny Rachitsky
English:

This is going to be just a way broad question and | don't know if you'll have an answer, but just are there
other just patterns you find across startups that do well? This is maybe the $64 million question of just
founders and what they do that ends up leading to success.

AR ERIE:

XR—TMEREEZNEE, RFNEMEEEER: ERERIHENNEIQTH, RELI T HMWRIE?
XA RER A MNMEEMBVERPIR: B AM T FAREIE T KIN?

[00:48:15] Dalton Caldwell
English:

| don't think personality types matter as much. I've seen very quiet people, very extroverted people. You
name it. I've seen all sorts of personality types. So for me personally, | don't think there's a personality
type that people should copy and be like, "I need to be like this person. | need to be Steve Jobs. | need to
be Elon." I don't really believe in that because there's just so much variation. Tony from DoorDash is so
different than a lot of folks, and Rujul is so different and Grant from Whatnot. These are all very, very
different people. Patrick is a different kind of person. Ryan from Flexport. These are just very different
personality types. But the thing that | would argue folks that build really big companies have in common



is they just really want it and they really believe in themselves and they really believe they can make it
work. And that they're somehow deep in their internal psyche, there's something that's like, "I'm the one
and | won't accept this not working."

(00:49:26):

And even though objectively there's all this data coming in, this isn't working, this is bad. My employees
want to quit, my executives want to quit. Whatever it is. Somewhere deep down in there, they're like, "Oh
yeah, I'm going to make this work. This company is going to be big." And they just believe. And it's almost
like that internal gravitational force inside of them is so large, it warps the world to bend to that will. And
people start to believe it because they believe it so much and they convince their employees to believe in
and they convince everyone around them that this is going to happen for them. And so again, this is not a

personality trait. I'm arguing this is a core belief.
R EIE:

BERANAMRLEELEE, BUTEERHHOA, LRTEBIIEBPIA. STHEREBE. FAUNEDAER
B, BRIARNANRZERGEMSFENMER, il “BREEFTHEHN X “BEGIHR . HFAEH—F,
EHAERKXKT,. DoorDash B Tony. Zip B9 Rujul. Whatnot B9 Grant, ftfi1ZRIEE RE. Stripe B9
Patrick. Flexport B9 Ryan, M&iE%R. EBFKIAA, BBERIFEALRANANERRZE: MIENIEEEER
In, TREES, RIEBCEEMM. EMIINRNRL, B—MESR: “BREBTA, RERERRK,”

(00:49:26):

EfEEMBIERAXITAE, BRRIE, RITAHR, SEREA. FRORL, MIMEARRF: “F, H=
RERN, XRQBEMK” WITMERE. XMAENSINFZMLER, UETHB TS, HHERERTMH
MNHEE. RAMITNLEE, AENA. RTHEFEEE. I, XIRXFHER, X Z0ER.

[00:50:10] Lenny Rachitsky
English:

So interesting. And it connects so much to what we've been talking about. Just don't die. Don't lose hope
in what you're working on. A founder hearing this might feel like, "Man, | don't know if I'm so convinced
this is going to work." In your experience, how much of this is internally, they're so certain and convinced
versus externally, they need to show this confidence?

AR ERIE:

XEERT. XMIELANE “FU5E"  “BREFE" EBHEE, — PRI AREXETRESE: KW,
BRAMERZSENIBAMRIEXEER.” RIFMFNEN, XMBHEEZIERRNENELRR, AFLEIMNERI
HREBE?

[00:50:31] Dalton Caldwell
English:

Well, I think it's internally they're convinced. Yeah, I'm not sure it's external. But, and this is the big but,
no one has this at the early stages when they don't have a good idea and they don't have customers and
it's objectively not working. And so again, | know a lot of founders are like, "Well, | don't feel that way. Oh
no, maybe I'm an imposter and | shouldn't do a startup.” Well, of course you don't feel that way if you
haven't talked to any customers and haven't built a product. But what usually happens is you pivot to a
good idea where you start with a good idea that you care about and customers you care about and you
launch it. And the better the product does, the more obsessed you get with your own company.



(00:51:12):

| think in the case of Stripe, | don't want to tell Patrick's story for him, but I recall him saying at some
point he wasn't as sure that Stripe was going to work until they were a year or two in. And then once it
started working and then they really believed in it. But it wasn't like he woke up one day and like, "Stripe
is the thing. It's going to work." | think you build conviction and you have this network effect virtual cycle
where you get work conviction. The more customers reflect back to you and data reflects back to you that
you're on the right track.

FROCERIR:

HINNBAER, RTHREMRIURETER, B (XR—NMRANEKN), ERHMER, SMEEFRF.
RAEEP. EULTARENR, RASZEXMHE. AIUBRNERSMASE: “FTXMRTE, &7, WiF
BRENEME, HAZe.” NRMEKREFEE, T~ m, (REATIEXMRTE. EBERKENE
mE REREET M FRF, HEMM—NMERONFRFNERFR, AR&RT. Faiilisy, (R
T B EBAE,.

(00:51:12):

LA Stripe Afl, FAEE Patrick BBV E, BHICF/MHERI, BEMT —MER, A WS Stripe 8E
. —BEMFiRiE, MIARIEEE. AFRRMRRERIERS “Stripe MEBMRikzF, BERE
B o WIANGERRZFHRILMN, XB—MEEEF: FFNRIEMEIEIERIRETERNNE L, MMigET
REVIERo

[00:51:45] Lenny Rachitsky
English:

This is exactly what Scott Belsky shared in our episode when | asked him when to pivot is, do you have
more conviction this is going to work or less conviction over time? And so | like that connection we just
made there. Okay, so we've talked about all these way startups fail, bad ideas, tarpit ideas. | want to go to
the flip side and talk about good startup ideas. So recently you put out a request for startups, which is
essentially 20 categories of ideas that you want to fund, that YC wants to fund. Can you share some of
these ideas that you're excited about? And basically you're looking to fund and looking for founders to

work on.
AR ERIE:

XIESE Scott Belsky EHAAB—RENZERY, SR ARMRZIZEEN, . “EEEHER, REE
DEIEBTIERMEE 7?7 HERXDKEK, 7, HNPTERW. ERF. Fl. RBUNKRE: T8¢!
ImFo RIEMRERT 0 “DEIRBIEESL” , FIHT YCEEEBRY 20 £EIF. REDE—LILIHER
EIS?

[00:52:21] Dalton Caldwell
English:

Yeah. And so we put out the request for startups just to inspire people to maybe apply with ideas that
aren't the ones that we always see. It's not prescriptive like we will only fund ideas on this list. It is not
that at all. Remember what | talked about earlier with information diet? We're trying to mix up some of
the information diet about what kind of ideas people might be contemplating. There aren't currently. And
so a couple of the ones that we put out there, | made one about ERPs which is enterprise resource
planning software. And | did that because | get so few applications on that and they're usually pretty



good. And | just would love to see more people look at that and learn about what the ERPs are, just
because it's so rare that people apply with that. And now | have a feeling we're going to see a lot more
applications working on that. And so it worked as intended, which is to introduce this idea space to
founders that didn't even know what an ERP was. Now they'll go learn about it.

(00:53:16):

Another one is we'd like to fund open source companies. And so that's one of the RFSs where if more
people apply to YC with open ideas, | think we'd be pretty excited about that. Maybe founders didn't
realize that that would be something we want to fund. Same with space companies. Yeah, we've had a lot
of success with space companies. Several of the folks that are actually going to space right now that
aren't SpaceX or YC companies. And so | think sometimes founders feel like those ideas are too bold and
ambitious, but no, I'd love if more people apply with space companies. And so think about it that way,
where we're trying to put out of idea spaces that perhaps someone subconsciously filtered out as what
might be a good startup idea. And hopefully that creates a new set of startup ideation for the person.

FRCERIR:

El., ERIMNEAHBXMEELTERATRERAAM], LN AZELERHERERINER THRF. XHREREHGIM
B, F2in “BMNIBRIZRELHNRF . BFE. FIEBHRZARHN “EERE 15?7 HITEHTE—TALM]
BEMOIREE, b, BET—1XF ERP ((RUZFERITRIERME) B9, ZFAIUEXA, BERAFEEIFNXSE
BEXLT, BEBEREBRE. RELEELAETHRERP 24, EARLVEARBEXD WMEKIEEN]
SEIFELZXFENEE. XAFTEWN: ABLEZERHAE ERP 2 ANBIBANBX N, MEMIIS
EF3I7T,

(00:53:16):

SF—1TRAERERE. MREZANFEFRCIERIEYC, BINKIEEMET. BiFeIB AERIRFFINBARX
o BEXZEAT. BINEXTTHBNETRZNY, UEE/LREEFEATARANAE (BRT SpaceX) #t

= YC HEM, BREIBARBXERERER. KFOFHHT, BHER, RELEBINESKTLBNHE,
FREL, AR BEILERI R ANTER IR BRI UR SRR, FEEHLRE—E2HmpellmE,

[00:54:08] Lenny Rachitsky
English:

And we're going to link to this page in the show notes for folks that want to explore. I'll give a couple more
real quick. A way to end cancer, no big deal. Spatial computing, new defense technology, bringing
manufacturing back to America. So a lot of hard science, deep tech stuff, which is maybe a new... | don't
know. | imagine you guys have invested this in the past, but it feels like trend.

FRCERIR:

BINSETENBEN LR, RERETIEA: KERENTZE (NE—H). ZEtE. HEERRA.
BHEWHRIEE, REERNFMRBKORAE, XBEGENHEE - BATMEMRIIS AT, B
ERRERET .

[00:54:30] Dalton Caldwell
English:

We totally have, right? So these aren't like, "Oh, we've never invested in these before." It's more of like,
"Hey, it'd be cool if we saw more applications along these lines." It would be nice because it currently
feels a little bit under... There could be more startups working on this stuff.



AR ERIE:

AR, FIAXHARZN “BAIUBIMRRE” , MER “WREBINESXSENFIBRMAE T -
EH B X LR BRANTE, WZEESVRIQABEEXESES .

[00:54:46] Lenny Rachitsky

English:

Yeah, instead of the tarpit ideas. A couple more real quick, better enterprise glue.
R EE:

B, MARBLE ML, BRI B “tlkiK” (enterprise glue)s

[00:54:51] Dalton Caldwell
English:

Yeah, | like that idea.

FEiE:

=0, BERX =T

[00:54:53] Lenny Rachitsky

English:

Say more about that. What does that look like?
R EE:

ZHEXAS, AR AERy?

[00:54:55] Dalton Caldwell
English:

The software to connect all these business systems is usually pretty brittle and janky, and there's been
lots of good startups founded to solve this problem. | think there's still a lot more room for improvement
and likely LLMs will improve. We'll probably be able to create better and better glue so all sorts of
software systems can talk to each other. And so again, very broad idea. But yeah, | think we'll see a lot of
very successful companies where that's the kernel of the idea they start with.

FRCERIR:

EEEMISEZGNREBEEIFERSBZERER, RBAEZBREZMBHNCIQBETARRAXNE, BFEINAN
BEARNU#TE, EXNESEKRE (LLM) BARE, HIARIEEHERETS Bk , IEMRER
SREBIIAIT IR, XEB—MREZHEZE, BRINABNSBIRZMIIN QB UEAZOLIZRED

[00:55:20] Lenny Rachitsky

English:



Awesome. One last one. Small fine tune models as an alternative to gigantic generic ones. Yeah. Sweet.
And so we'll include this link in the show notes and folks can click on each of these and there's a lot more
explanation of what it is you're thinking about there. Awesome. Okay, just a couple more questions.

AR ERIE:

XiET. &a—1: ANEMREREEAEREARE, 78, BIEEZBRETENAE, ARAUR
TERFAMRRE. 7, REEE/LNEE.

[00:55:37] Dalton Caldwell
English:

Yeah.

FEiE:

a5

[00:55:39] Lenny Rachitsky
English:

One is just your background. So from what I've read, in the early 2000s, you were basically hanging out
with some of the biggest success stories of today. Folks like Zuck and Reid Hoffman, Sam Altman, Elon,
Sean Parker. This is before they really became anyone and they all became very successful. I'm curious
just looking back at that, what you've noticed is consistent across these folks that ended up being really
successful over time.

AR ERIE:

— I BRTFIRNES. EHFTA, 722000 £R4H, REX ELEMHASEMIIN—BNRE—IE: LeB®.
Reid Hoffman. Sam Altman. SHi5. Sean Parker, BRI B ZEIINE, BlidLE, RRIEEXLEREK
ERINMAS EBHHAHFES?

[00:56:06] Dalton Caldwell
English:

Back in 2003, being in Silicon Valley and being interested in startups, it was a really small space. There
just weren't that many people that were into this stuff. And so | remember | cold emailed Reid Hoffman
when LinkedIn was 12 employees and he just responded and he's like, "Oh, let's have lunch." He was just
a guy and everyone else that was doing, | guess you could call it social networking, that was the people
that | knew. There was a few conferences you would go to and there'd be 30 people there. It reminds me
of stories about the Homebrew Computer Club. I'm not saying this is as cool. But when | read stories
about what it was like when the Homebrew Computer Club existed, it was a very small number of people
that all knew each other that were real weirdo outsiders that were into this stuff, okay? And so that's what
in the post.com boom Bay Area startup scene, that's legitimately what it felt like.

(00:57:03):

And so I didn't think a lot about the personality traits of these people. Again, they were all pretty different
people, but what they had in common is the folks that are now the really big names just had a lot of
staying power. Right? So when | met Sam, he had dropped out of Stanford to work on Loot, which is



hilariously a way to find people around you to hang out with. An interesting theme here, huh? He was
cool. He was this really young guy and he just did that. It wasn't huge. And then he got into other stuff and
ended up working at YC, ended up getting involved in hard tech and has now reinvented himself as the
big mind behind Al, which again, awesome. But if | think about who he was back in the day, yeah, he was
a 23-year-old working on a thing for feature phones to find friends in your neighborhood.

(00:57:58):

Their customer was Boost Mobile. | bet you could go find the commercials for Loot that Boost Mobile put
out on YouTube. Those are actually pretty funny. Have you seen those commercials?

FROCERIR:

7£ 2003 &, SAEAHMEIWLZXE, BE—TEBNHNEF, HREEDATXLERNE, KidFH
Linkedin RF 12 8RATH, KL Reid Hoffman &7 —+2#BH, EEET: “MR, —&EIZFIRE,”
RNRENEBEA. FHINRHEMALEEMFTIEN “HRXME” . SMEESM—LER, WFBH 30 Ao
XitHAEE “BHTEVESRE” (Homebrew Computer Club) BIEE, HARIRBENIUNEIB AR, B
MRERTIRG: —/EBEEEMEIAREY “IZM” BIPNRE—ERXLERAE, TERMEARRENIXEIWE, '
KIE R ABHE,

(00:57:03):

PR SR E AR XE AR, &S RA—F, BERRARRE: BEREHOARAMEERIR “F
AT o HIEME Sam Altman B, thNIMETERIRFEM Loopt—1RKHIE, BEE— 1 FHAERRKE
=MV, BBNER, WIE? tRE, BTEREA. BIMHEBSEFER. BRMEZKTHINRAE, X7 YC
T, Fb iRy, MERT Al TURHNTEAY, BREYE, REN 23 5HNFERA, TRIEF
FEA—MSHMIF RN IT A,

(00:57:58):

117189% F 2 Boost Mobile, FITMEIREETE YouTube 3% Z] Boost Mobile 4 Loopt AMI &, FEEHEE. R
Aidng?

[00:58:06] Lenny Rachitsky
English:

No, but I'm going to go check them out.
R EE:

REY, BRITEEERE,

[00:58:07] Dalton Caldwell
English:

Anyway, it's pretty funny. So yeah, that's the real story. And then, yeah, | remember | was in downtown
Palo Alto at the time, and some of the folks | was friends with were friends with Sean Parker, and this was
actually before Sean Parker went to Facebook. He was part of Napster. And so one of my friends was like,
"Oh, we need to get my friend a ride to the airport." And so | ended up giving Sean Parker a ride to the
Oakland Airport. And again, what was he like? | don't know. He just basically sat in the back seat on the
phone the whole time. But again, my point is | wasn't like, "Wow, these are going to be really big
successful people that one day will be important in the world." It just felt like a bunch of nerds that really



liked the internet and computers, doing things that they were interested in and were just obsessed with
this.

(00:58:57):

They weren't like, "Gee, should | move to New York?" Or, "Maybe | should go to law school." It was people
that were very bought in to staying working on internet companies. And so you'll see these folks just
reinvent themselves multiple eras, right? Okay, like Reid Hoffman, he worked at PayPal, right? And then
he did LinkedIn and then he was a VC. He's had all these different eras where it's the same person, but it's
almost like a different figure, right?

FROCERIR:

B2, #ERRN., XMEEENHE., HEICFINHEMTRETFRL, HH—LEAAKIAIR Sean Parker,
ABEMZ Facebook ZHIMIZE, fZiEYZ Napster B9pLSI. F—TAAKN: “18, RB/EMBERENG.” &

IFFEIX Sean Parker K7 Rz =#17, MEHNGARE? RFMNE, MERLLRBLEREITRE, ANER
B, RENHLRST H, XEANFRSEARBERNARAY” . SNBERE—ERE RN ERNE
5, AHESRMENE, HAMNIIFERE,

(00:58:57):

1A= "W, HERARBZMEIAL? ” HE "“RRFABREZREFR? * 22 ORAFIEERMIT
WHIAo MMEBIXEAZRTZ AN BEREZE, tbi Reid Hoffman, fth5tE PayPal Tk, AEEIDT
LinkedIn, $Z&MTNRR. tEH T AERMER, BARE—TA, BEEHT2FE,

[00:59:28] Lenny Rachitsky
English:

There's a lot of interesting lessons there. One is that your career is long and you'll have the opportunity to
do many things and you can continue to shift. In my example, this is my fourth career, | realized. | was an
engineer, then a founder, then a product manager, now whatever this job is. And | think that's really
common. | think the other, again, is the personality types point, which | didn't comment on, but I think
it's so important that you can be super introverted and be super successful. You can be super extroverted
and be very successful. And | think the key there is use your skills and strengths to achieve the same
things. You don't have to be the amazing presenter on Steve Jobs type stage. You can do the same thing
in a different way. And then the other point there is, again, coming back to you just need to be really
excited and enjoy the work you're doing because that'll drive you forward and make you be successful. So
| like that the story is a summary of so many of the things you've shared so far.

(01:00:21):

There's other two other fun stories, maybe pick one. The other one is you sold your startup to MySpace
and your job was basically to save MySpace. And then the other is you're the reason Andreessen Horowitz
missed out on Instagram and couldn't invest. So which of those would you want to share?

FRCERIR:

XEERZEBHET. F—, RIEERK, MENZMESZE, HFEAIUREEE, URAG, HEIRE
XERNEOGR T HHITEM,. elsA. R, NEEMXHIfF. BAREXREE £, &
EEREERNEE, BATNAKTIE, ERNAXRER: RIUIFEAEERD, BAUIEEINEER
. XEZFBIMBKEENMMABEERAMLET. FRABIFEHATHHBMESZHARM, MEUBAFRNGR
WERENE, $=, TREFP—xR: FEENECAENERIIMENER, FENBEREIRETEFFER
INBEN . HERXTHE, ERETIRZADENREZMR.



(01:00:21):

EERNEENRE, E— DB, — N2 MBI REELT MySpace, MIFNIEERERE “BRIK”
MySpace, B—12&: RE Andreessen Horowitz (al6z) f5id#&# Instagram HRE. {REHEH—?

[01:00:41] Dalton Caldwell
English:

Well, it's the same story. And the way that it's the same story is my second company... Basically, | sold my
first company to MySpace. It was the music company that | worked on. And they recruited a new CEO who
was formerly the COO of Facebook called Owen Van Natta. So again, hilariously part of the same little
circle of people. And Owen was like, "Okay, we need to fix MySpace. Rupert Murdoch's got the juice. He
wants me to fix it. We're going to do it. So come up with some ideas." And the best idea that | could come
up with at the time was doing something around mobile photo sharing, something like Twitter, but for
photos. And | figured with MySpace's user base, that would work pretty well. This was in 2010, so it was
right as the App Store was getting big, and | had a lot of success in the App Store with imeem. It was one
of the top downloaded music apps. And so | was like, "Wow, the App Store was really good." And | was
really into apps being the thing.

(01:01:40):

And at this time, Facebook was a little early on. They were trying to do cross-platform mobile apps, if you
recall. And their apps were not great. This was, again, ancient history. So that was my plan. And then
immediately Owen Van Natta was fired, and so | didn't even really get onboarded. And so | just left. | think
I worked in MySpace for a month because the person that acquired my company got fired and | think the
whole word chart got fired. | didn't even know who to talk to. It was really great. It was a great experience.
You know what I'm saying? | wasn't really sure who my point of contact was at that point. | don't think
they knew either. It was just a mess.

AR ERIE:

HEXZR—ME. BNEZRQT B L, RIBE—RAT (—REBFRRQE) =47 MySpace, ]
BT —N# CEO, P Owen Van Natta, fthLLET2 Facebook B9 CO0, XM, X2R—1EBFHIA. Owen
W U, HNBEEE MySpace, B8R4 - MZRATIHE, tELEEE. RINEXFT—17, BaFE
g, FHNERINRFEREHEMRRASE, EMBHRIRHN Twitter. FDEEFIA MySpace IR E#,
X=BEM. #ZE 2010 &, App Store MIFFIEIHEA, FHBY imeem 7E App Store BRI T E RN, B THER
BENERNAZ—. FiF YIS App Store BIRTE, HKIFFEEI App.

(01:01:40):

LY Facebook &R MII R, IARIFFIEE, MIHNESRMEFANBINE, AREE, XEEHRE
FE7T. XEEMITE, %R Owen Van Natta RIRIMEMEET , REERKERXANR, FREMET. &
£ MySpace KEIR&FT—1H, EAKRBELFNIARFTT, BNMAREHEIET . REEZFRME ZIER
iH. BR—EREENARR GRRH), RERMNEEND? RUNTLFAMERNNEARE, HEMIIE2ER
E, BE—HE,

[01:02:16] Lenny Rachitsky
English:
Just message Tom.

FROCENIR:



Bi%4 Tom & EEM (MySpace 838 A) .

[01:02:19] Dalton Caldwell
English:

No, no. He was long gone. Seriously. | know you're kidding. But no, literally, | don't know who was left at
that point. Tom was long gone. And so | was like, "Well, I should just do a new startup and | should work
on something like what | was thinking about." And | ended up starting the company and quickly was able
to raise an angel around because people remembered my company from the first one. And the major
investor we had was Andreessen Horowitz. This is one of their first board seat investments, like Marc
Andreessen was on my board. And again, | have my own set of stories about that, but it was interesting
experience and we launched it in... | think we got half a million or a million users. You can go find tech
print articles about it. We launched on Android and iOS and it was mobile photo sharing, and actually it
was growing pretty well. Okay?

(01:03:11):

And then what happened is there was another portfolio company called Bourbon, which was originally a
ForceWare clone that was built by these two guys. And they decided to pivot out of that and into what...
Which was pretty similar to my thing. Again, fair enough, that's just how this works. And they did
something smart. Again, this is just me talking, | don't know what their version of the story is. But what |
think they did that was smart is if you looked on the paid app store charts, the number one app was
Hipstamatic and Hipstamatic cost money. And what do we know about what people want? They want
things that are free that cost money, right? And so they basically built a pretty legitimate knockoff of the
Hipstamatic filters, combining it with a social graph, and they launched it and it pretty quickly took off. So
of course this is Instagram, right? And so it took off really quickly and that was a wild experience for me to

be like, "Oh, this seems familiar."
(01:04:07):

And basically because Andreessen Horowitz had invested in my company, was on the board, even though
they were investors in Instagram, that was a conflict and they didn't do the deal. And then for whatever
reason, this became a big source of Silicon Valley gossip, which was like, "Wow, | can't believe this
happened." And so it was just a really weird experience for me as a founder to be right in the middle of
something that became culturally so important.

FROCENIR:

AR, ERET. HEHN, RMETEFRE, EUNENFHELRE TE, Tom BEMBEHFT. FTEHE:
“4FiE, ZEZESHBE—R, MEZEIENBIRE” KD T A, BRMEET RER, RAKRKE
BRERE—RLE. BINEENREER aloz, XEMNRENESREMIRERZ—, Marc Andreessen FLTE
BNEERE, XTBIMERERZHE, IBR—EBREBNER. BINEHT MR, KRS 7T 50 5% 100 5H
Fo {RIMTEXRREIL BB R MORIEIRE, Ff17E Android #1i0S £E&7%, MEsHRBA NS, MKEETHERE,

(01:03:11):

Z£RBERETHAR? alez RUB—K AT Burbn, RHZMMNIMEFHE Foursquare iR, ftiTTRES
B, MHREIRE - MENIEE R, XRAFE, SlMBXE, il T —HEENE (XREBRNEE,
BAMBEMAIIAARA) : Y ERNAESENE—R 2 Hipstamatic, EREEEN. MBEINMNEAMTEEH
A7 TR ERENNBRE ™R, TRANEERLMT —MEEESRHN Hipstamatic BHEHmqm, HESTHR
B, i&H7T, RAEDEELD, &iE, BHI Instagram, S CEIEFR, WEFKIFPE—ERRITNE
A 1R, XELRRERH”



(01:04:07):

BAE, FANalez BERTHRNARNHSEESERFEM, REMITER Instagram WRHRAE, BEFERS
R, FrLAtTiRBERR# Instagram [GRAVEERER . HTFEMERR, X TESE—K/\E: I, EFEEE
RETEME,” (FA—REIBA, BRAXF—TEREBEAXUEWANEAFO, BRERNRELY,

[01:04:37] Lenny Rachitsky

English:

I imagine there's a bullseye in your back from a16z for a little bit.
R EE:

IIF alez HEFEIEERE = “IBIR” R

[01:04:42] Dalton Caldwell

English:

Oh, I don't actually think they care. | don't think they held it against me because what did | do wrong?
R EIE:

IR, JARESMNNTEF. HAEFMISER, BEAFKMET TAlR?

[01:04:50] Lenny Rachitsky
English:

It's true.

R EE:

b =N

[01:04:50] Dalton Caldwell
English:

| started a company. You know what I'm saying? Obviously there was some frustration, but | was guy who
had a company that they invested in. | don't know. | didn't feel didn't much higher for them. | think this is
just how life works.

RSz ERIE:
ﬁ/

/

O

/

BEINT —RAF, FEHNTRG? EASE—LEHKE, ERIAZRMINTKREN—KQFNLIBA.
BTN FZBEFABE. ARFEEREX .

EEE

[01:05:06] Lenny Rachitsky
English:
Yeah. | wonder if they changed their conflict policies after that at all.

hSCERE:



. REFFERZEMINE LB EAR T PRIEER,

[01:05:10] Dalton Caldwell

English:

I don't think so. | think this has happened multiple other times, but those aren't my stories to tell.
R EE:

BREEE, BREXMBEERELEIZR, BERFERNHE, HRFTHT.

[01:05:17] Lenny Rachitsky

English:

And by the way, | don't know if you mentioned the name of your startup, it was called PicPlz, right?
FREiE:

IFER—T, BAMEMNAELSERIMFEBRATNEF, M PicPlz, 3fE?

[01:05:21] Dalton Caldwell
English:

Yeah, it's called PicPlz. Yeah.

R EiE:

ZEEE"J ) DLI PicPlz,

[01:05:21] Lenny Rachitsky
English:

Great. Okay. So for the final phase before we get to very exciting lighting round, | have these two
segments, recurring segments. | have failure corner and contrarian corner. We can do both or we can pick
one or the other. Failure corner, share a story of a time in your career where you failed and when you
learned from that experience. Contrarian corner, what's something you believe that most other people

don't believe?
FRSCENIE:

KEFT. FHENHMACHABRZE, BIMERITEERT: “RKEAE" M FEAMKEE" o FAIA
LAERM, Al llkE—1 “KRMAE" BHEMERVEERN—RRKEHUKRZEHN. “FERUWRA
B BAE-MRREAREASEAHTINEHIM R,

[01:05:45] Dalton Caldwell
English:

Yeah, | think for contrarian corner, | know where | would start and I think it's relevant for your listener. |
think this is relevant to this and you could argue this isn't contrary, but here's what | think. | think growth
and growth hacking and doing all this analytics, A/B testing stuff, is a total waste of time for very early



startups. And that one of the weird things about having lots of startup advice on the internet, again, this is
one of the reasons we started making videos at YC, is a lot of the advice was catered towards later stage
companies. Like, "Oh, here's how you set up your board and here's how you motivate your sales team." It
was all aimed at series A, series B founders, and not for seed stage founders. The problem was seed stage
founders would consume all the later stage advice and get really confused.

(01:06:35):

And so the anti-pattern | see is there are lots of founders that are very familiar with your awesome work,
which again, | really recommend, | like it. But when you have no customers and you're reading Lenny's
guides on how to set up split testing and how you did growth at Airbnb, oh man, that is so dumb. That is
so not helpful. And so you see this inclination away from getting a first customer, getting one customer
and talking to that person, and instead they have all this really complex growth hacking theory. | think
this also happens if you worked in big tech where your product already has scale. And so if you work at
Facebook and your job is to launch new little features, yeah, of course you should make heavy use of
analytics and A/B testing and split testing and feature flags. Yeah, yeah, yeah, makes sense. But when you
have no users, what are you doing? So do you think that's contrary? What do you think? I'm just trying to
argue this advice applied to a startup that's too early is actively not helpful.

AR ERIE:

XF FERUR" , BEM—DIHROARBEEEXRFIR. RAIESFAHAXHRIEER, BFIAN:
NTFIRFEARAIEI AT R, FriBpvEK. BRKEE. BEDH. A/BIIIHNXLERA, T2REREANE, B
KM EBERENEINEN (XBERNTE YCABRMMNEREZ—), BRSBNEHNEHAB. b
“WMEAREERER" . “NEHBHEEENN" , XEHIFX A, BREIBARN, MARMFR, REE,
MR ATRE T FREXEEIEN, EREFIEEEZ.

(01:06:35):

BREIN—FMRERZE: BRELIBAIFEREM (Lenny) NAFER (REMREE, RBREW ., BHMR
—MNERPELER, {REATERE Lenny XTFAMIREHFZMIR. Airbnb HES2INAIMIEKBIER, XM, ARAE
7o BB—REMEKE. RERBIANFTBXINMREME-—TEFL. NASH—ITEFLRK, MENERTE
REVERBEREL, NRFEAR IED, XMBERETSZRE, RABENTRELBEMR T WRMRE
Facebook TfF, fREVI{ERAM/NINEE, FIRIANIZAERERDM. A/BIXMINEFX. EHIRKBERF
B, REFHA? MESXBEIHFERMRE? ZFRE2/Y, EXEERNVAZIXERHNATS L, KirLER
ExXwmHo

[01:07:38] Lenny Rachitsky
English:

| think it's contrarian for many people. 100%. | also 100% agree with it. It makes me feel like | need to, at
the top of my post, share here's who this is for. If you're earlier than this, ignore it. If you're later than this,

ignore it.
R EIE:
BRF/MBRZ ARFAXHERIFER. F 100% AE. XitREBRNIZEXEFLTH: XA HEEN. W

%
E4
RIFEZEIXTINER, 1B2B%; MRIFELET TN, HiFZE.

[01:07:49] Dalton Caldwell

English:



| mean, again, I'm not saying you do anything wrong, but imagine if the OG Airbnb founders took all of
your current advice and applied it when they had four users and they knew their names and they were
trying to run complicated growth hacking split testings.

AR ERIE:

HAZBWIMMEAX, BRKR—T, R Airbnb BEIIEATERE 4 THFA. BMEMI]EFHEE, MEIRR
ERENEREREKEZHFINK, B4R

[01:08:03] Lenny Rachitsky
English:

Yeah. Maybe just to clarify when you talk about growth hacking. So obviously when you're starting
something, say a consumer app, you need to get a bunch of users somehow. What's your sense of just
when you say don't do this sort of thing, but this is okay? What falls in those buckets?

AR ERIE:

B, WIFAILUEE— TR “BREE . BA, SFFBHE—ERRNAEN, (RBKFEUREMER
REAF. EIRER, MEREFZMB, WMEIATLURY?

[01:08:20] Dalton Caldwell
English:

| think it depends on the idea. | think in the case of Whatnot, it was consumer app and they needed to get
users. But they were very intellectually honest on the metrics for how you get a marketplace off the
ground. And they didn't just go dump all their money into Instagram ads. They effectively knew they
needed to focus on buyers and on the buy side and build momentum on the buy side. They really
understood marketplaces. And so for consumer, | think it's having a sophisticated view of how you get the
consumer company off the ground. | think if you look at the Facebook story, them getting a hundred
percent penetration on the Harvard campus first instead of launching overall. Again, good strategy, would
recommend that strategy. So again, the way to extrapolate that is know what your comps are of what
companies you... Or type is, and then look at what they did on the zero to one and ignore what they do
today. Right?

(01:09:20):

Don't pay attention to what Facebook does today if you're a brand new startup founder, pay attention to
Facebook when they were getting their first thousand users. What were those tactics?

AR ERIE:

FIANAXBURTEIZ. A Whatnot Afl, ERERENA, FEAF. EIXNNRBSH—NFEHHER
FERSE. ITRBBELMME Instagram [~ F L. tITEZMAMEFTEL T TERE, EERFEILE K.
IR ETET . FUNTHEER™ M, XEENTUNRABHAEE—ERANLAE, FE Facebook B
WE, % ERBERESKILT 100% WEE, MAREEEN AT, XB MR, HEFXMERR, i
BL, M ZB957ER . WEWREIMIR AR, BMIE “M0E 1" MEBET 4, BEBMAMNSKEBMTA. Xt
ng?

(01:09:20):

MRMZ— 2B A, REXE Facebook SXKEM 4, EXF Facebook 3XKEXAE]T 1000 NHEFAT
FabiR.



[01:09:28] Lenny Rachitsky
English:

| feel like this should be its own episode where we just go into how to get your first thousand users. | know
there's a video actually we'll link to that Gustav made with YC's advice on how to get your users. Did you
want to visit failure corner or not? Or shall we move on?

AR ERIE:

BRI URRME—E, T IHIMIRENE 1000 MAEF. FAE Gustav T — DX F YC E I ANEIZRENA
FEISH, B2 iR, (MBI “XWAE" 15?7 EERA 1447

&k

[01:09:43] Dalton Caldwell
English:

| failed at tons of stuff. As an investor, | make lots of bad investments as well as good ones. | think in my
startups | pivoted a lot and a lot of things | did didn't work out. And so again, | just gave you a specific
story with PicPlz, right? You just heard a specific story there. | guess what | learned is that you just can't
let it get to you too much and you got to keep going. And that if you keep going, no one really remembers
those as much and it doesn't really define you. Fear of failure shouldn't dominate all of your thoughts.
And instead you should use your energy and positivity to keep trying to do good work, right? Because
back in the day, if | would've been like, "Well, | guess startups aren't for me, | guess tech isn't for me." |
wouldn't have had a career doing any of this stuff. | wouldn't be working at YC, | wouldn't be advising

companies, right?
(01:10:36):

So I always had to have in my life a lot of optimism and energy and use that energy and motor to keep me
going. And it served me really well, right? Even if lots of stuff | tried didn't work and continue to not work.

Again, obvious stuff | know, but yeah, that doesn't mean it's not true, even though it's obvious.
FhaCERIE:

BRMI TR, FAKREE, HRIRZETE, BRIFHE, FehlE, HEREIRZR, REZEHE
KWTo WAFHT PicPlz N E, BUB—TEENAIF. HFFNE: MAEILRBIEITHIR, RO
GirpiEt. MRMREBEFHFTE, RARECEBPLERK, KMHREEXMR. WRMESERE SHERE2EHRE
&, MR, MNIZFBIRNEEMMRMEREZAMEBFNTE. FNMNRIERERT T, EXREWFE
B, BRETESR , KF2BUENRLLEE, F27E YCIE, BRSAARRMEN.

(01:10:36):

FRUERBAEFEERHRUMES, HARBXMEEFEANENTT. XNKZREEY. BMERZHNRSERA
R, WERERALN. RAEXLEERREMSZL, EEMBRAHATAREFRZEE.

[01:10:58] Lenny Rachitsky
English:

| feel like that's a recurring theme here and | love that it's another version of just how not to die. There's
the startup itself that shouldn't die, and then there's your just drive and motivation to keep going and try
new things when things don't work out. | love all the recurring themes and messages for people here.



Dalton, is there anything else you want to leave listeners with before we get to a very exciting lightning
round?

AR ERIE:

(RIFXB SR — T RELMHNED, HERXMREH “WNERE" . FAMUEBRBFEEE, REVEIHM
SR EMIRRMEBRZIE, HERXERELIAESE. Dalton, FEHNABRZH], REBHARE
LR AREING?

[01:11:20] Dalton Caldwell
English:

Yeah, | guess the final thought is if someone wants to do a startup and doesn't know where to start, just to
give you permission to talk to potential customers and try to pre-sell something before you write code
and have those conversations. | think so many folks don't know where to begin on starting a startup, and
my tactical advice is start doing customer validation first versus building a PowerPoint deck, versus trying
to raise money versus all these other things. | think a lot of people don't use that strategy, and basically if
you find people that are really excited and you do line up customers, that is a great green light that it is
time to do a startup, right? That can get you down the path. So yeah, I think that's my final advice.

AR ERIE:

2, &EHEER: MRBANBCIEREMR) LG, 8 “HE RENMBESTARIR, E5RBZ
AERAME—ERAE, REAFNECWHE-—TZMAA, BRNSREWE: SHEFARIE, MAZM®
PPT. ZiARMRMEME, REATHAXNRE. BFAL, IRMRADAMNENRME, HEMEBSHGTTE
P, BsmEtlreEES. XeEHiRE LEN. XRERREHEN.

[01:12:09] Lenny Rachitsky
English:

And then with that, when does the building come in? Is it build it while you're talking, build it before
you... It depends on basically-

FRSCERIF:
B4, HARMEFFAWERS RR? SUIhal, E2E - XEURF—

[01:12:15] Dalton Caldwell
English:

Build it once you have some conviction and then you're like, "Oh, | think | would have a customer. | think
that at least one person would use this thing | want to build. At least one."

FRCERIR:

—BRETER, BT B, RERIE—EF, RBELSE-PAERAREMOIXNRA" , BUASR
o ELBE—TARIT

[01:12:23] Lenny Rachitsky

English:



I love it. | love the simplicity and pragmatism of all of your advice. Dalton, welcome to the very exciting
lightning round. I've got six questions for you. Are you ready?

AR ERIE:

KiET . RERMAABERNFNERMSSE, Dalton, YIREHEHAOHNINBR, FKE 6 Mo, HE&FEFT
ng?

[01:12:33] Dalton Caldwell
English:

Let'sdoit.

R EE:

FHIAE,

[01:12:34] Lenny Rachitsky

English:

What are two or three books that you recommend most to other people?
FRCEIE:

REREEFL ANR=EBEMHA?

[01:12:38] Dalton Caldwell
English:

| think a lot of founders are afraid of doing sales and they don't know how to do sales, and they think they
need these really experienced sales coaches and they need all this training, and I'll be like, "Well, go on to
Amazon and find the most popular sales books like Getting to Yes that everyone reads, and just read
those and that'll get you 80% of the way there." You know what I'm saying? They want to hire someone
for millions of dollars to give them sales coaching. I'm like, "Well, have you read these really basic sales
books?" And they're like, "No." And so | think that's a low cost way to go on Amazon, Getting to Yes and a
few other of the top sellers, | forget the names, and just read those, and that is your crash course on how
to be great at sales.

FROCENIR:

R RZEVBASIEMEE, BAMEEAY. WINESRFEARNHEERENKRER I, HIW: Bl
DRI RIENEERE, s PAEBRIR (XF7) (Getting to Yes) , RFEXEARFAEEEE 80%
To" REFRMERE? MER/LEHBAMEERS, Rl “MRIXEREMOVEESRD? 7 (]
W 98B FIURBELSHEAR (KFD) MBI GHEBEMSRENGN, BRIMANEESF
B AR IR

[01:13:16] Lenny Rachitsky

English:



Awesome. There's also this book called Founding Sales that | imagine you're familiar with. Pete Kazanjy
was on the podcast talking about that and that's something | always recommend because it's just like,
"How founders can do sales."

FhSCERIE:

KiET . B®BE—ZAMN (Founding Sales) BIH, BABIRIIZFAE. Pete Kazanjy BERZENT, Hb—HE
%=, ENEHHMZE “SIBAMEMEHEE" -

[01:13:26] Dalton Caldwell
English:

Start there.

HRCERIE:

MIBBJLFFR.

[01:13:26] Lenny Rachitsky
English:

Start there. Great. We'll link to that. Do you have a favorite recent movie or TV show that you really
enjoyed?

FRCERIR:
MBR)LFFIE, KEFT. FM=M LR FREETAIFESREVER B BAREID?

[01:13:33] Dalton Caldwell
English:

This may be warping what you're asking for, but | like to watch old shows a lot, and so | keep rewatching
The Sopranos and the Wire, and it always is different to me every time and things like that. | think here's a
silly answer. I've been really enjoying watching old episodes of Columbo, which was a television show
from the '70s and '80s. | don't know why, | don't even know if this is destructive, but for some reason, I'm
really into that right now. It's very old episodes of Columbo.

FRCERIR:

XARFABMBENER, EREREER. REREF (RERIK) (The Sopranos) # (k) (The
Wire) , 8 XEMBEMNRER. XEEMRENER. RREFEEREFERY (FHRAEHR) (Columbo), AR
70, 80 FAHIR. HAMENA, BEEFMEXEARRENE, EHTFEMRE, HIEFERZ D,

[01:13:59] Lenny Rachitsky
English:

You're an old soul, Dalton.

R EE:

Dalton, fRENERE,



[01:14:01] Dalton Caldwell

English:

| guess. | don't know. It just feels like a time machine to a different time when | watch these things.
R EE:

BB, FARE, BXERARTEMEYL LT RBES— IR,

[01:14:06] Lenny Rachitsky

English:

Definitely, maybe one of the most unique answers yet.
FEiE:

MR, XAERBRRBENERZ—

[01:14:10] Dalton Caldwell
English:

Fair enough.

R EiE:

gFIE,

[01:14:11] Lenny Rachitsky
English:
Columbo.
FRscERE:
(FRIRETIEIR Do

[01:14:12] Dalton Caldwell

English:

Well, again, | guess I'm not trying to give you an answer where | sound super clever-
FRCEIE:

978, ZAERLEH—MTERRIEANER—

[01:14:15] Lenny Rachitsky
English:
No, | love this.

FRsCERE:



e
[

i

oy
A

r, HEX

[01:14:16] Dalton Caldwell

English:

I'm telling you the real answer. So that's actually what I'm watching.
FRCERE:

HERMHUBELRER. HAXEEX,

[01:14:19] Lenny Rachitsky
English:

It does actually sound very sophisticated and clever. Do you have a favorite interview question that you

like to ask, | guess founders in this context?
FREiE:

HITERASRARE. RIEH. (FEFAREXRNEIAREG? X MER TV IZZR e AR

[01:14:28] Dalton Caldwell
English:

| don't really believe in trick questions, and I think | just start with, "Hey, so tell me about what you're
working on." Or, "What have you learned since you started?" Again, none of these are trick questions, but
| think you can get the most honest and interesting answers by asking the most straightforward basic
things and having that be a blank slate for their answers to draw on. You know what I'm saying? So | like
the most simple prompts and let them take the conversation where they want to go.

AR ERIE:

BRARENHIARE, REEIU TR, BRRRRETHNE HE "BMFREILLEE, RFRTHA? "
g, XEHAEMEAR, ERANBEIRNRER. REANAE, AEMWIMNZEA, MERIRNE. RER
MEZ, REXRNERG? RERREBET, LI ESIENS .

[01:14:56] Lenny Rachitsky
English:

| know this probably is a very big question, but just what do you look for in their answer that gives you a
sense of this is a good or bad answer?

FRSCERIF:
XATRER—MEAMIER, BRMEIINEIZFIHAA, RAMXE—MFOETREHEE?

[01:15:05] Dalton Caldwell
English:

For YC interviews?



FRSCERIE:
5 YC mitrg?

[01:15:05] Lenny Rachitsky

English:

Yeah. And | know this is its own podcast episode.
R EE:

M, FRABEX NPT BIRH—E.

[01:15:08] Dalton Caldwell
English:

| think evidence that they actually have thought about it. As per | said earlier, that they've done research,
that they have opinions, that they care about it. Right? Sometimes when people answer questions, you
can just tell that it's really superficial, and they haven't put much care or soul into their answers.

AR ERIE:

FIANZ “IHRBEL” BIEE. EWMEZERE, MdmR, B8, #EENEF. B
AEIZERZDET, (RERREIFFERL, MITKBEEERFRAXRSHOERRH,

[01:15:31] Lenny Rachitsky

English:

Awesome. Do you have a favorite product that you've recently discovered that you really like?
R EE:

KT, REEESBE RN AIFEENRIEF = mEAE?

[01:15:35] Dalton Caldwell
English:

| like my Oura ring and my Apple Watch and all that good stuff. I've been a fan. There's a YC clinic called
SiPhox, S-I-P-H-O-X, | just sign up for, and they do at-home blood testing. And basically I'm trying to sync
that at-home blood testing thing into all my other devices. | don't know. | really enjoy all the stuff that
Apple and other startups are working on and YC companies are working on around personal health. And
so yeah, those are products I'm into.

FROCENIR:

FERFHY Oura AFEH Apple Watch, F—EHR#KXLE, H—ZM SiPhox B9 YC AT, FHNIEM T, bl
BRMAREN, FEZHIEEXMCHHIERD BIFZMERIRE L. HIFEEWX Apple UREMAIEIQE (&
EYCATE) ENTABRMSFMENE . XERHEMBRI& Mo

[01:16:05] Lenny Rachitsky



English:

SiPhox. Okay. And wait, then you do a needle and stuff and you take your own blood?
FREiE:

SiPhox, F%, HIRGATHILE S EUMAG?

[01:16:09] Dalton Caldwell
English:

It's this little tiny needle. It doesn't hurt at all. It takes a few drops of blood and you do it at home and you
mail it in and then it has all these blood tests. It's actually really cool. Yeah. It was one of those cases
where | saw it and then | later was like, "Oh, wait, that's a YC company." Basically, | became a customer
and was pleasantly surprised that it's a YC company.

FROCENIR:

B—IRIFFENWEH, —KBFE. BULEL, £X7K, AEFOZE, mESFHSMHMERLIKRS. ENR
Fo BB THINER, ERAKXM: “BEE, XB—RYCAH,"

[01:16:35] Lenny Rachitsky

English:

And I think | found it. So it's S-1-P-H-O-X health dot com.
FpERIE:

HAEFHIZEIT, = siphoxhealth.com,

[01:16:38] Dalton Caldwell

English:

Yeah, it really rolls off the tongue, right? Yeah, that's the name of it.
R EE:

TR, BFRIRO, XE? 2B,

[01:16:41] Lenny Rachitsky
English:

Very cool. Okay, | see the little needle. Okay, great. Go SiPhox. Okay, two more questions. Do you have a
favorite life motto that you often come back to, find useful in work or in life, share with friends?

RSz ERIE:

RES HBIBRNG T, XET, UM SiPhoxo &EMNREE, MERKEFALEREN. REXNITIFEE
ERERANERR?

[01:16:55] Dalton Caldwell



English:

Just check in with yourself that you're having fun and that you enjoy what you're doing. And if you don't,
you should probably make a change, whatever that is. And again, if you're a founder, you're in control,
right? You can change your own company. But | think a lot of people go through life and they don't ask
themselves this question, am | having fun? Am | enjoying? Do | value what I'spending my time on? And |
think that you just can go back to this over and over and over again as a good prompt on how to decide
what to do with your life.

FROCERIR:

ZENINES: AEERFEB? HEEERREEAMNE? WRFZ, MAURNZMEARE, TeB2H
2o BY—R, MRIRZLIBA, MEBBEIEEIN, MIE? RE]URBIRNAE, EBHREFREAFRLEEPMFR
FEESX M@ : HFOE? HERE? HENEHNXEZEEMNED? HUNNXR—MRIFNETR, JMRk
ERAFREMEEIIRI—E,

[01:17:29] Lenny Rachitsky
English:

Easier said than done to change that in many cases, but it always starts with realizing, okay, this isn't
actually what I-

FROCERIR:
REMEAZERANZITHE, E—IEFBTRIRE: “FE, XEXAEHRBEN—

[01:17:35] Dalton Caldwell
English:

Yeah, and bidding to yourself. Yeah, I'm not really enjoying this, and then trying to be like, "Well, how can |
fix it?" Having that conversation with yourself.

AR ERIE:
28, XESHE. AL ‘BHAAEZXN , ARSREE “RzOAEEe? 7 583 #TXENMHE,

[01:17:42] Lenny Rachitsky
English:

Yeah. It reminds me of a Steve Jobs quote where you wake up day after day, it's okay to wake up some
days being like, "I don't want to be doing this." But if it's every day and continues to happen, then that's a

sign you should change it.
FREiE:

B, XiLHRBETHHN—1E: MRIMASE—BMEER, BFREST “BABMXD &XHR, ENREX
WxtE, BFEAE, BRBMEBEENES T,

[01:17:53] Dalton Caldwell

English:



Exactly.
FRERIE:
5o

[01:17:54] Lenny Rachitsky
English:

Final question. You and Michael Seibel have been doing this incredible podcast together. If somebody
wanted to check out the podcast and dive in, is there an episode that you love most that you think they
could start with?

FROCERIR:

&E—Na#. fRH Michael Seibel —HEGF—TIFEHIER. MREARERF, FERENRP—E? R
RASHATRT LAMM—E 7 45?

[01:18:05] Dalton Caldwell
English:

It depends. Some of the episodes are more for folks that already have a startup and they're dealing with
problems. | don't know. Some of the episodes about investors or things like that. It's very clear that the
audience for those is current startup founders. And there's a lot that are just more life advice, how to
make decisions and think about. And those have strangely become very popular and gotten a lot of views
with non-startup founders, which is a pleasant surprise. And so I'd recommend those for folks in the
audience that are not currently startup founders. | don't know. Life tips from top founders, | think is a

good-
FpERIE:

XEURFIIR. BEEMEENNABENLHEIGRMLIBEAN, thNXFREEZNIEH, REE, PLZ
REMEEIBA. FERZERXTAERN. MAMAEMBEAXN, FENE, XEEHREIECIBATF
EEZTRE, BRERS, XILBEIMRIRE. FAUAKRSEIECIBARNITREFXL, thin (EKeIE AL
SEEEIY) (Life tips from top founders) FLERE.

[01:18:41] Lenny Rachitsky
English:

Oh, from billionaires? Is it that one?
FRCERIE:

R, BXTFZHESRIAED?

[01:18:43] Dalton Caldwell
English:

Yeah, yeah. | think that was pretty popular. So what I'd be looking for is diagnose, am | a current founder
and | have founder problems? Or am | just looking for general philosophy type questions? And I really like



those philosophy ones. We have one for high school students, the audience is, here's advice for high
school students that are interested in startups. Here's some tips that you should be thinking about. Again,
pretty narrow target audience, but | love that episode because we're really trying to speak directly to that
audience and | think it's pretty good advice.

FRCERIR:

X, Xo BB—EBRWL. FAIURSEWNIARFTEFRIZE: ZRE2EIGRENEIBANLG? TERIARBIAIAEE
MEFEE? B TAFEERTFEN, RITEE—ERTESTERN, SHEX BB SHERE
Wo BARARE, ERRENXB—&, AARNSEERSHBIEENE, MERIFRRFTE,

[01:19:13] Lenny Rachitsky
English:

Dalton, you are wonderful. Thank you for sharing so much wisdom. This is action packed. I'm really
excited for founders to listen to this. | think it's going to make a big dent in a lot of people's lives. Two final
questions. Where can folks find you online if they want to reach out and follow up on some of this? And
how can listeners be useful to you?

FROCENIR:

Dalton, fRX#ET. BSHRDEXAZER. X—ETEHH. RIFBHMHEBANERREIXLE, FEEXS
ERZANEE. RERNEIH: MRAKBEKRAMEXEES, ATUEMEREIR? TREAIRELES
Aa?

[01:19:27] Dalton Caldwell
English:

| am on Twitter/X.com and Dalton.C is my username. And also my LinkedIn is pretty good. It's pretty
popular. | don't know. Just search for my name on LinkedIn. And yeah, I'd love to see you all there. And
then how can folks be helpful? | mean, honestly, it's just great when folks want to apply to YC and do a
startup. And so feel free to dive into other videos and apply to YC. And something that's really special
about my job is | get the privilege of getting to fund companies that they already know me from videos
and they're shocked that I'm exactly the same as... Effectively, they're like, "Wow, you're just that guy
from the videos I've been watching, and it's so cool that you're just exactly like you seem in the videos."
And so basically, yeah, if people like what | have to say and they like the videos and apply to YC, | would
love to fund their companies.

FROCENIR:

FH1E Twitter (X.com) £, AP & E Dalton.Co FAJ Linkedin BEERM, HEEERRBFMIT. BREREEMH
BEREAR, EFAKEBEMNTA? LW, MRARKEBERIE YCHFBEL, BBMAET. FAILUEHENE
B EASAFH RS YCo BTEP— MRS R, BREZRMBLEEIMIANREN AR, i1z
BNSRIFF: I, FRSIARIDA, (REAMMIAE —E—F, KEET.” Fill, MNRARERZEHIM
=, EWERANB9A8RA, BBFRERIE YC 1B, HEREZBIMRIINAE,

[01:20:21] Lenny Rachitsky
English:

Dalton, thank you so much for being here.



FRZERIE:

Dalton, FEHERSIRAENR.

[01:20:24] Dalton Caldwell

English:

Sure thing. Thanks so much, Lenny. Appreciate it.
R EE:

RIAE, JFERE, Lenny, 1RIEIER,

[01:20:26] Lenny Rachitsky
English:

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

learn more about the show at Lennyspodcast.com. See you in the next episode.
FR3zEiE:

ARB. FERGKIT. WRIRTTIFSENE, BILUTE Apple Podcasts. Spotify SUREIRAVER AT,
te5h, FEBATNITONE TIFIL, XeEFBEMITARILEIFKAT. RAILIE Lennyspodcast.com K EIFFETE
HTERTHESERS. THR.



