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—_ Drew Houston + Lenny's Podcast

Drew Houston - SEX B

This is the complete bilingual transcript of Lenny’ s Podcast featuring Drew Houston, the co-founder and
CEO of Dropbox.

[00:00:00] Lenny Rachitsky
English:

People just don't realize the wild journey that you have been on over the past 18 years building this

company. It feels like there's almost been these three eras of Dropbox. The first era of you're killing it.
FRERIE:

MIAEKERIRE, AIEN 18 FE, MAETEXRQABDNIRFERT —BREARENKE. K
Dropbox JLFZH T =M. SB— A IRIFB MR ITHIESER,

[00:00:10] Drew Houston
English:

For the first several years, it was doubling, 10-xing every year. Taping user counts that we printed out to
the wall, and then running out of space on the wall. Having to put 100,000 users, 200,000, 500,000,
1,000,000, 10,000,000 on the ceiling.

AR ERIE:

ERVNLEE, ARESFHEHE, EEEK 10 € RITHTOERNAPKEWTES L, ERE LM
AT, FNAF[AEL 1075, 20 5. 50 7. 100 /5. 1000 5 AFEFILEIRER Lo

[00:00:23] Lenny Rachitsky

English:

And there's the second era, which I'll just say, everyone's trying to kill you.
R EE:

RERFETEN, ZTZA FrEASERETER B8R,

[00:00:26] Drew Houston
English:

We started getting all the incumbents. Apple, Microsoft, Google. All of them launched competing
products, but weirdly, it was sort of like you see the videos where there's the mushroom cloud in the
distance. You see it. But you don't hear, or notice it. It was also clear that winter was coming.



AR ERIE:

HNFEENRAENERES ER. K. &, WHPHELETRETm. BFRNE, XBREIRENM
PEEITLNEE L (REBEIE, BRAFEES, BREFEER. BRAE, BLEE

[00:00:41] Lenny Rachitsky

English:

It feels like the year 2015 was a pivotal year where things started to shift.
R EE:

&L 2015 FR— I RBHNERT SR, FRABREL K,

[00:00:45] Drew Houston
English:

I'd start to hear a louder set of critics inside, and outside the company. Less than a year later, Google
Photos launches. And not only does it provide a lot of the same value, but they also gave you free
unlimited storage for life. And so, they just totally nuked our business model.

RSz ERIE:

BIFRIREI AT NIMERBARHITE, REI—FE, Google Photos K7 T . ERUIRM T FZERNINEE
NE, TRMTEGRBNTRFMETIE. P, T2 ESR (huke) THIAIREUAR,

[00:01:02] Lenny Rachitsky
English:

You end up fighting wars on three or four fronts against the big kahunas that have infinite cash, and can

do whatever they want.
FEiE:
MEAE=Z A ESHBERE LRI E. A UBEOPIBRRIA RN 1.

[00:01:08] Drew Houston
English:

So it killed Carousel, killed Mailbox, went all-in on productivity. And | wish | could say, "Then, everything
got better." It was the opposite, actually. The narrative completely flipped on the company. Suddenly,
your employees don't want to wear your T-shirt anymore. Everybody's looking to you, and is wondering,
"How the hell did you get us in this situation?"

AR ERIE:

FRUFARIET Carousel, X T Mailbox, @ HBRANBFEFHNTA L, REFEREEN: AR —EZLF
To" BEXEEHER. XTARANAERTERET. RAR, MNRAIABEFEHEATE LogoITMT. &
PABEER, LDEER: “REIRZEABIHHEXMIEHAEY?



[00:01:28] Lenny Rachitsky
English:

Today, my guest is Drew Houston. This may be the most interesting, and most useful episode of my
podcast so far. Especially if you're a founder, or if you someday want to be a founder. Drew shares the
very real talk story of what it's been like to build Dropbox over the past 18 years. Including the ups, and
especially the downs. He shares stories that he's never shared before, the struggles he's been through
that very few people know about, what it's like to compete with big tech, how he's thinking about the

future of the company. And also, what he's learned about himself throughout the journey.

AR ERIE:

SRHERRE Drew Houston, XAIRERRIBEESHAB. REAN—%. FIIBUNRME—REIBA, HE
B—XEFHAEIEA. Drew DE T X 18 F471& Dropbox WE L E, BEELNZ], LHERSNE,
DET—EMKRAFINERE, PERDBANBREFIL, SRKEXRFHER, HXNQBRKHNEE, U
RATEXELIRAZR R B S B WL HIINIR,

[00:02:01] Lenny Rachitsky (Continued)
English:

This is a very special episode that | suspect founders will be studying for years to come. A big thank you to
Drew for sharing these stories and lessons with us. If you enjoy this podcast, don't forget to subscribe and
follow it in your favorite podcasting app, or YouTube. It's the best way to avoid missing feature episodes,
and it helps the podcast tremendously. With that, | bring you Drew Houston. This episode is brought to
you by Paragon. The integration infrastructure for B2B SaaS companies.

AR ERIE:

XE—TNIEBRINET, HRREBAMIERRVEHREREMRFR. FFERE Drew 5RKIDZEXLEHE
Zill, MRFERXNMEE, ST ERIERRAD YouTube EITHMXE, XE#ERIETART BRI
B, UBEEERAER. W, iLFHANIID Drew Houston, ZA<E T B Paragon 8, ©=2 B2B SaaS
ATEIRER PRI 1% o

[00:02:28] Lenny Rachitsky (Sponsor: Paragon)
English:

Is Al on your 2025 product roadmap? Whether you need to enable RAG with your user's external data like
Google Drive files, Gong transcripts, or Jira tickets, or build Al agents that can automate work across your
users' other tools. Integrations are the foundation, but building all these integrations in-house will cost
you years of engineering. Time you don't have given the fast pace of Al. That's where Paragon's all-in-one
integration platform comes in. Build scalable workflows to ingest all of your users' external data into your
RAG pipelines.

FROCERIR:

Al 7E1R 2025 R~ mEREERID? TIRREREF AR RIMIEIE (40 Google Drive Xff. Gong HRis
5 Jira TE) KSIH RAG (H0FRIEBER), ERWEEBERFEMTABRITESH AIRE, EREHE
i, BE, NEMEFMAEXLEEMSHERENTIZENE, MEA CERENSXK, MKBRAZE, X
FiE Paragon 2 5 UEMT & XIF(EREMS . WERY REIIER, FAFNAEINIBUEREEIRE RAG

EEF.



[00:02:59] Lenny Rachitsky (Sponsor: Paragon Continued)
English:

And leverage ActionKit, their latest product, to instantly give your Al agents access to over 100
integrations, and 1,000s of third-party actions with a single API call. Leading Al companies like Al21,
You.com, 11x, and Coffee.ai are already shipping new integrations seven times faster with Paragon.
Keeping their engineers focused on core product development. Ready to accelerate your Al roadmap this
year? Visit useparagon.com/Lenny to get a free MVP of your next product integration.

AR ERIE:

M B M= ActionKit, RE—X API A, BIeIiL{REY Al XIEEIZEDIAR) 100 ZPEMFMBTIE=
F#R{E. Al21. You.com. 11x # Coffee.ai F4SH Al ATIBLR@ET Paragon BHHERMN KT RERST 7
Z, LMW IRBMEBEEIFRLOFEFALR. ESFMRERSEN AIRBREZE TIB? 359
useparagon.com/Lenny, FREXMRTF—rF=mERIIEEE MVP,

[00:03:33] Lenny Rachitsky (Sponsor: Explo)
English:

This episode is brought to you by Explo. A game changer for customer-facing analytics, and data
reporting. Are your users craving more dashboards, reports, and analytics within your product? Are you
tired of trying to build it yourself? As a product leader, you probably have these requests in your
roadmap, but the struggle to prioritize them is real. Building analytics from scratch can be time-
consuming, expensive, and a really challenging process. Enter, Explo. Explo is a fully white-labeled
embedded analytics solution designed entirely with your user in mind. Getting started is easy.

AR ERIE:

24
AETIEM Explo %8, EREMEFF N MMIERS MRBVIEMNREE, MBVBAF RS SEEMRNT
mPEIEZHNERIR. IREMDIAIEE? (RERRET ZRIXE CHEXLEINEE? (FAFRARA, RERE
EhrAIgEELE TXEFER, BRARNNEGHILREME MKFRWEDINTHEERENX SR, MEIER
Akhit. Explo REm4E. Explo 2—15E2B4 (white-labeled) BIBRANDINFRRSG R, TEMAFAH
AEHAIRIT. EFIFEER,

[00:04:08] Lenny Rachitsky (Sponsor: Explo Continued)
English:

Explo connects to any relational database, or warehouse. And with its low-code functionality, you can
build and style dashboards in minutes. Once you're ready, simply embed the dashboard, or report into
your application with a tiny code snippet. The best part? Your end users can use Explo's Al features for
their own report, and dashboard generation. Eliminating customer data requests for your support team.
Build, and embed a fully white-labeled analytics experience in days. Try it for free at explo.co/Lenny.
That's E-X-P-L-O dot C-O slash Lenny. Drew, thank you so much for being here. Welcome to the podcast.

FROCERIR:
Explo AJ LUEREIEM X R B MIEFERIECE. RERLMABINEE, MAUE/LDHFAMEHREMNERIR. &
Endla, IFBEI—NERABRBINRIRIIREMANZRHNAREFS. RIENHDE? MNKRLRFAETLUE

FA Explo B9 Al ThEEE Rt 1B SR EMNERR, MIERRN ZFFIARNE P EIEIERK. T/ RAEEHERAN
STEBEFHDTERR, 7F explo.co/Lenny %Z5iA, Drew, FFERRGHREER, IDRIHER,



[00:04:51] Drew Houston

English:

Oh, thank you, Lenny. It's great to be here.
R EE:

B, HHEHE, Lenny, REMEKEIXE,

[00:04:53] Lenny Rachitsky
English:

| have been so looking forward to this conversation for so many reasons. One, is | feel like people just
don't realize the wild journey that you have been on over the past 18 years building this company. You
told me a few of these stories when we had dinner recently, and | was just like, "You need to come on the
podcast, and tell this stuff. | think it'll be really useful to a lot of people."

(00:05:12):

And then also, | feel like you're just a very real talk founder that isn't afraid to share what's really going on.
| think a lot of founders don't actually tell you the things they're going through. It's always, "Killing it.
We're killing it all the time." So for all those reasons, I'm really excited to have this chat, and this
opportunity to stand with you and hear these stories. So thank you again for doing this.

FROCERIR:

HFRZRERE, F—HIFEHFXNE. 8%, HETAMRELERREREILE 18 FITEXR AT
BPENHT ZARENRE SEKRT—EZBIRE, REFRHTHp—EKE, ZImA: “F—EEL
BEHAXE, RESXNREARIIFEEER"

(00:05:12):

HR, BRABIRE— T EBBREENCBA, FERIZEEKXER. HRERZUNBAHFTEIFMMEINE
KEHWES, B2 “HNMERE, —EHRE" . FIUETXERE, RIFEHEFERXRNIMIREL
TRITXLERE, BRBRGIR.

[00:05:29] Drew Houston

English:

Me too, and I've been a big fan of the podcast.
R EE:

BEE, B—HEXMERTIELKL,

[00:05:31] Lenny Rachitsky
English:
Oh.

AR ERIE:

IS

xo



[00:05:32] Drew Houston
English:

I learned a lot.

R EE:

BFHTRZ,

[00:05:33] Lenny Rachitsky
English:

Oh, wow. | appreciate that. The way I'm thinking we structure this conversation is, as an outsider, it feels
like there's almost been these three eras of Dropbox. And tell me if | am missing something, but
essentially, it feels like there's the first era of you're killing it. Just up and to the right killing it. Dropbox is

on fire.
(00:05:52):

And then, there's the second era that | think fewer people know about, which I'll just say, everyone was
trying to kill you. All the incumbents are coming after you. | like that it leads you to sigh. This is going to
be good. And then, there's the current era. I'll say the third era of just rethinking what Dropbox could be.
Does that sound roughly right? That's a good way to think about that?

AR ERIE:

MR, i, FFERE. FIRBHIMNELEWEXEN: FA—TREIN, 5 Dropbox JLFZHT =M. R
HFE T H4EERE, BELRL, F—MRRIMIBAFAENEE, 55—KMFA, Dropbox AEEM.

(00:05:52):

AREEZTEN, HREMEHALRD, mE FrEASTRETER" N, FrENERELEBTEE
HRR. HEERRTOSK, XRBETROABZTZRER . KEEREHNHN, URELE=1THK, EFRES
Dropbox BR¥K. XITERABUERG? XE—MFHIREHAE?

[00:06:11] Drew Houston
English:

| think that's right. Yep.

R EE:

HBIFRE. 28,

[00:06:12] Lenny Rachitsky
English:

Okay, awesome. So let's start with this first era, and spend some time here. Which is, | think, the era most
people know you for. There's the big Hacker News launch, the demo video of the thumb drive you're
always losing, the referral program everyone's always studying. You're almost the epitome of viral
growth. And so, let's just talk about just things here that maybe people don't know about. Maybe some



moments that are really important to you, memories that stand out to you. So maybe just start wherever
you want to start about this time of the history of Dropbox.

AR ERIE:

KIFTo BENMME—NERFE, ZESNEID, FEXEARLZHAINRRHR. BE LR Hacker
News &%, BN XFE2EE U BIETRIM, BB N AMERARIHEZITE (referral program). R/1
IR RsNIE KNSR IE, L, IEEATIEIARL AT EEREENENE, MM RRIRIEEEZNNZ,
HELLRIBIZRZIBIEINZ,. RETLLM Dropbox 758 HRiX ER B a] O E fa]th 75 FF 84,

[00:06:41] Drew Houston
English:

I mean, | started Dropbox more out of just personal frustration, and it really felt like something that only |
was super interested in as far as file syncing. And focusing on one customer, which is myself. And then
there's the story of me forgetting my thumb drive on a trip to New York, and things like that, and coding. |
won't get into all that. | had a lot of friends who were in Y Combinator, and many friends who had moved
from Boston where | was living out to California. And doing that whole pilgrimage, or kind of maybe one-
way pilgrimage.

(00:07:14):

And feeling a little bit left out, but then also having this idea for Dropbox. And then | think some of the
most memorable things were the moments where Dropbox really felt like it was taking on a life of its own,
or maybe it belonged to the internet, and not so much to me anymore. So for example, we had a lot of
success with these demo videos. First, was just getting into Y Combinator. It sort of worked backwards

from thinking about, "What does Paul Graham do all day?" And my hypothesis was that he just hits
refresh on Hacker News like everyone else. Like me, like everyone else.

FRCERIR:

HEW, eI Dropbox EZEHFMARVERK, HARRERENHELXMERIEH —MABRZHE, RRT
AF—PER, BMEREC. ARMEBNHELAIRITSTH U BHRSE, EHE, TEEHE. R
TR . FHBRZAMETE Y Combinator (YC), RZARMIXHBHERRTWMEIT MM, #HITHM “H
£, HER BIEHX

(00:07:14):

HRIEAWLET, BRNFEET Dropbox BUAEE, HIERMETH—LERNZIZE, Dropbox ARSI FIEE
TECHNE®, HEBFREBTEEN, MABNNETE. 510, HIMWERIMEET EXR. BEXEN
THEANYC, HYNRMEREAZE: “Paul Graham BXEETFHA? 7 BHEBIGE, MGEMA—E, GH—
¥, FEHRIFT Hacker News,

[00:07:46] Lenny Rachitsky

English:

This was you trying to figure out how to get Paul Graham's attention?
R EE:

XZARERNES IR Paul Graham RYEER?



[00:07:49] Drew Houston
English:

Yeah.

FRERIE:

=0

[00:07:49] Lenny Rachitsky

English:

| love that. "What does Paul Graham do all day?" Okay.
FEiE:

EEWXMNER, “Paul Graham BXEIEFMHAL? ” T8,

[00:07:52] Drew Houston
English:

Yeah. Well, my first company was doing online SAT prep, and | was 21 when | started that. But in the
world, there's a lot that Y Combinator has in common with college admissions. You have 1,000,000 people
applying for very few spots. And the more you can get some kind of hook, or find some kind of side door.
That was the thinking, and | was like, "All right. Well, if | can create some kind of viral video, put it on
Hacker News, get Paul's attention, that'd be one way to do it."

(00:08:21):

And that was inspired by a book called Guerrilla Marketing that | had read, which is basically how to do
marketing if you have no money. Which was a good fit for where we were. | say, "We." It was just me at the
time. And sure enough, | made this video that was basically a pretty straightforward screencast of
Dropbox. Showing it working on my computer, and then it hit the top of Hacker News for two days. | don't
think it can really happen anymore, but sure enough, we got a note from Paul saying, "Hey, this is
interesting, but you need a co-founder."

(00:08:56):

Which was a problem because it's clear that the YC application deadline for the next cycle was maybe a
week or two away. So Paul was basically sending me a helpful note that, "I know you're not dating
anyone, but you need to be married in the next two weeks if you want to get into YC." So | ended up
finding my co-founder, Arash, and there's just story after story like that in the early days. So I'd say the
first chapter was characterized by just feels like one moment I'm sort of paddling in the ocean alone on a
little board. The next, I'm just like a hundred feet off the ground on this tidal wave trying to stay on.

AR ERIE:

. BB —RATZMAAL SAT 1HillRY, I 21 S FBMHBT. EERMEEL, YCEARFRIMEAREZH
Em: B 100 A AFBRDENZ T MEEKEIRM “BF" = “W)" . IMnESHRRR, &
8. UFIE, INRFKBEFMEEMBSZIN, &5 Hacker News £, 5 Paul (R, HBE—FE.”

(00:08:21):



XEE T RIS —AN CEEER) (Guerrilla Marketing) MPHEX, BEHNRNRIREHIZEAME
H, XIERESEHNMHHER. Hit B , ELUNIEE A BR, HEHT MR, EXLER
22— T EEBEBEM Dropbox RER%G, BTREERNEM 51T, AIFETE Hacker News EEF TR, &K
REXMEMERAKNTELET . BRA, HITKEIT Paul IR, H: 12, XBEEHE, BREE—BS
Blga A"

(00:08:56):

XA TR, BAT—8 YCHRBERIERHAMRABE—RAT, Fill Paul BE LRELHA—TERNER
BE: “TAEMRIETENR, BMRMEEHYC, MSERTRNMARNLEE.” PAARRLIRE T RS
B9 A Arash, RHABRZXFNEF. FIUKEZIR, F—ENRNRE, i—XREEESTIREEE LIS/
R, T—ZEMEEERRENERRLE, Htasfia(E.

[00:09:32] Lenny Rachitsky
English:

How long does this period last of just Hacker News to something starts to change? How long is this up and
to the right period?

FROCERIR:
M Hacker News R EIERAIRERN, XEIEIFLTZA? XM “—HEL" NIRRT SA?

[00:09:40] Drew Houston
English:

It was the first several years. So | started the company back in 2007. | might have been 24 at the time,
moved to California. And so, I'd say it was first probably seven years from 2007 to 2014 were really that
crazy fever dream .com experience where it's a blur. | mean, basically, get into Y Combinator. After we
finish Y Combinator, that culminates in Demo Day, and getting your first investors. At Demo Day was this
guy named Pejman Nozad who is an angel investor who also owned a rug store in Palo Alto. He runs Pear
there.

AR ERIE:

ERANLE, KE 2007 FQIDTRERAE . HIFEAM 24 %5, METMM. FrLL, FRIWM 2007 F£5)
2014 FMFICFEENERMRITN. NEMNINERNATER, —UI#EREM. K2R, BEXERHANYC,
£5R YC G, 7 Demo Day A& #HIRGE —HIHEH, 7£ Demo Day, &EZFT—1M Pejman Nozad HY
A, HR—BRERAEAN, HNERTREZTRFE RS, MINEEIREZEE Pear VCo

[00:10:24] Lenny Rachitsky
English:

Oh, and he runs Pear. [inaudible 00:10:25].
R EE:

B, fthe2E Pear, [IFFRE]

[00:10:24] Drew Houston



English:

Yeah, and he runs Pear now. He introduced us to Sequoia. He came with us to the pitch, which I learned
later it was unusual. And that was on a Friday, and then Saturday Mike Moritz is in our apartment. But
anyway, so we raised money from Sequoia, and that was a seed round in 2007. So right after we finished Y

Combinator. And then, basically, you start with a pretty narrow circle of what you're working on.
(00:10:53):

| mean, right in the beginning it's just really just coding, and talking to customers. But that circle kept
expanding pretty rapidly. So in 2007, we were just building the first prototype of the product. It was in
closed beta for about a year. And in end of 2008, we launched at what's now TechCrunch Disrupt. Our
demo totally failed. The wifi wasn't working on stage, so a live demo is quite underwhelming. So that
took a few years off my life, but fortunately, we had accumulated this big beta waiting list from basically
doing another version of that Hacker News video.

(00:11:33):

Engineered to be even more viral, and have all these memes, and things in it. But similarly, a few minute
demo video of, "What's Dropbox? And here's moving stuff between a Windows PC, and a Mac. And here's
all these little Easter eggs about the HD DVD encryption key, or [inaudible 00:11:50] who was one of the
first YouTubers. Tom Cruise jumping on a couch in Scientology." This was a long time ago. 15 years ago, or
something. But we put this video on Dig, and Reddit. And our beta waiting list went from 5,000 to 85,000
people overnight.

(00:12:09):

So we got this initial seed audience by chasing that early adopter set. And then, we also figured out these
viral motions around our referral program, and shared folders. And so Dropbox started expanding virally
for the first several years. And then a lot of the engineering that we applied to the product of Dropbox
can't have a bad day when it comes to your wedding photos, and tax returns, and all the things people
put in Dropbox. So we took a while to get the beta right before we felt comfortable opening up to the
broader public.

(00:12:40):

But then, we applied that same engineering mentality to these viral loops. And this was all the era when
social media was exploding, and Facebook, and Facebook platform. All these startups were setting new
land speed records for fastest to 1,000,000 users, or 10,000,000 users. Things like Zynga. And all of this
was built on this emerging playbook of virality, which in turn came from epidemiology. The study of the
spread of viruses turned out to be a good parallel for the consumer internet. Draw your own conclusions.

(00:13:13):

And then we were like, "Oh, there's no reason this wouldn't work for Dropbox." And some of our early
investors, Hadi and Ali Partovi, talked to us about how Facebook thought about growth. And then there
were a lot of great people in the early days who had really fine-tuned, and mastered a lot of that. We tried
many things. Conventional, and unconventional. But the things around virality, and the referral program
really worked.

(00:13:39):

And so for the first several years, it was just doubling, 10-xing every year. Taping user counts that we
printed out to the wall, and then running out of space on the wall. Having to put a 100,000, 200,000,
500,000, 1,000,000, 10,000,000 on the ceiling. So it was wild. And it was super fun, but it was also super



stressful. But going from maybe $6,000,000 valuation in 2007, to $27,000,000 in 2008, to then

$4,000,000,000 valuation in 2011, being on magazine covers. Just that whole experience was wild.
FR3ZEIE:

T, MITELEE Pear, MIBHNNRL TLANES (Sequoia). MFEFHAT—EESITRARE, ERFEA
FEXBRIE. BEAE, ARMEN Mike Moritz (AIHZEMNA) MERAERITNABET., 22, BIIE
2007 EMARZAREFERT 3%, WEMFIE, MAERMNNERYC ZE. Als, BEXLRFBM—TMRNNETF
FHa TR

(00:10:53):

HHNEER, MFBENRREABNSEFARM. B TEFY KSIEER, 2007 F, FITEEWES~ @Y
B—NRE, B#ITT AN —FERNHEANIR. 2008 FK, FHAEMER TechCrunch Disrupt &%, TR
BTRETEERNT, 8L WIfiifTY, FRUIZETRIEE K. BRRERILEFETIF/LE. B=izmE, i)
B BIES — a8 Hacker News fISTFR R 7 AR E 4758 2,

(00:11:33):

BRI EERSEY, BEEAMATREZE (memes). BEFR— NI HIETRMIM, NEA “HaR
Dropbox? &, XE7t Windows PC fl Mac Z[El#aiX 4. XEiXHXTF HD DVD MEZZARVNEE, SHEE
XF&FEH YouTuber Z2— [IARE] BE, BB 7B - REMERFHATBEENRDR.” BRRAUANET,
K 15 Fal. FATEMRALE T Digg # Reddit £, FNBUMILEFRTFE R —KZEIM 5000 AIEMEIT 8.5
Ao

(00:12:09):

FRUFEN BT EZFIRAERERE TRV FRAR. AR, BREESEFITHIMEZEHEEET X
LRSI EREIEI . Flt, Dropbox ERAB/LFEEFRERSNY Ko BAIETMIRELRANT KER
71, &7 Dropbox TERMEARBVIELLIR. MFHFAIRE URAMNTBRNE R FAE R, BARREHEH, P
&7 —EBtElA EENRAR, AR ROEE ZE AR K.

(01:12:40):

RE, FNERFMNIRERENAE T XERSEIFP. BERHLREFIRIFIEIN, Facebook RET &UE
2o FRAXLXEIATEIERIFAEI 100 55¢ 1000 FAFBKIRER, LI Zynga. FREXLEEREILIE HBYHT
MRS EEREBZ L, MXXBEFRITHT. WRSEENARBERAZHBREEKMI—MRIFHIZE
Ebo fREILASH B SR4iL.

(00:13:13):

REFAE:  “MR, RBEIEHXTE Dropbox E1TRE,” FHAIH—LRHAKZEE, Hadi # Ali Partovi, ERFK]
#%1d Facebook BUIAEEIE KN, RHBREZMFNACEHEEHEETXERZE. RIS TRSZRA,
BRNMIEEI, EXTFRENERMEFITINRERERNT .

(00:13:39):

FRUERAINILEE, WSEFHEME. K 10 &, HNNEITINERNABFASMES L, B E&M5T,
MEERTERLE: 1075, 203, 50 /5. 100 /5. 1000 5o HAKIET . BEEH, EHEBLREEI. M 2007
FRLY 600 HETHIfE(E, F 2008 FFAY 2700 57T, BEI 2011 F8940 2%TfhE, EF LT REHE, 2
NEHEEXRIET .

[00:14:19] Lenny Rachitsky

English:



The visual of the user numbers extending onto the ceiling is such a good one. Of just how quickly things
grew. Okay. So let's transition to the second era. So things have been going great, keeps growing.
Obviously, challenges along the way, but it feels like it's just grow, grow, grow. It feels like the year 2015
was a pivotal year where things started to shift. Does that sound right?

FRCERIR:

BRYF—BEMRIXER ENEERART, RS KEEENIRA. &, BRIVENE IR, —i#
RIFF], $5EK. BA—R EBEkEY, EREME—EAEEK. K. 8K, & 2015 F2—1MXEF
7, FRFIRRERE. ImERME?

[00:14:43] Drew Houston
English:

Yeah.

R EIE:

=0

[00:14:44] Lenny Rachitsky
English:

Okay. Yeah. Let's talk about that.
R EE:

9%, BRIATHNENAR o

[00:14:46] Drew Houston
English:

Yeah. Maybe the end of the first era, the start of our teenage years, would've been around 2013, or 2014.
And maybe before that. 2011, 2012, we started getting all the incumbents, or all the big platform
companies. Apple, Microsoft, Google. All of them launched competing products in one form, or another.
But weirdly, it was like you see the videos where there's the mushroom cloud in the distance. You see it.
But you don't hear, or notice it. So it mostly just seemed like nothing happened.

(00:15:27):

When Steve Jobs was on stage in 2011 announcing iCloud, calling out Dropbox by name as something
that will be viewed as archaic. And similarly, we always felt like we were in the shadow of the hammer of
Google launching Google Drive, which had been rumored long before we even started the company. For
the first several years, we were just sort of quivering, waiting for the shoe to drop. And the product's
launched, but you would never be able to look at our numbers and see when that happened. And the
press often writes about competition like, "Oh, it's a shotgun blast."

(00:16:06):

When, later, | would learn it's more of a boa constrictor. But the end of that first chapter really culminated
in us recognizing that we experienced a lot of benefits of being this kind of product for everyone. And in
fact, it would be kind of hard for me to describe in the early days who Dropbox is for, or what it does. It



was similar to what's a phone for, or what's a computer for? And in the beginning, that was a blessing. It
meant that those viral loops would really work. Pretty much everybody you would hit would have a need
for something like Dropbox. Either a personal need, or a work need, or both.

(00:16:43):

But we recognized even back then before competition that, "Hey, people are using us primarily for things
like backup, backing up their devices, or storage. People are using us for photo sharing. People are using
us as a collaborative space at work, and often, in huge companies." And then, we felt that there was a lot
of tension between these use cases. So for example, the ideal file server replacement for an IT admin is
going to look quite different from the ideal consumer photo sharing app. And we also recognize things
like, "Well, we're going to be competing in many cases with the device, or the operating system."

(00:17:22):

When you look at something like iCloud, it's like, "Yeah. When you turn on your iPhone for the first time,
it's probably not going to give you an ad for Dropbox." So we're like, "Hey, we need to address some of
these issues," and expanded to some new areas to diversify. The first two things we did were, after getting
enough complaints from IT administrators asking us what the hell these photo sharing features were for,
we pulled all the photo sharing functionality out into a separate and new app we called Carousel. Where
the basic value prop was phones, to that point, were limited in their storage by the amount of physical
storage on the device.

(00:18:00):

We're like, "This is silly. You should be able to have your whole life in your pocket." So be able to store
everything in the cloud, but have the experience be as if everything were locally there through a lot of
caching, and sleight of hand, and thumbnails, and things like that. So there's much engineering there.
And then, secondly, we saw people were using us at work, and we're like, "Well, there's a lot of different
adjacent workflows." And there was a startup called Mailbox that built the first great mobile email client.
Had a lot of funny parallels. They had a [inaudible 00:18:26]-

FRCERIR:

BN, IFE—RANER, EMERN] “FLOFNE" 89K, 2% 20135 2014 FAhH, BEEFERZA,
2011, 2012 &, FANVHEEMNFABNEREL, HERFMEIAETAQE. FER. M. B8], MWIEUE
ML T RS~ m. BFENE, XMEMREITZABEESNIM: (REFEE, BRAREES, B
KGR E FRUAED B EERERMET AMERE—F,

(00:15:27):

2011 FFFX - FTHFER LA iCloud B, =#&IEE Dropbox, HERFHM NIRRT, EEEM, I
—HEE SR ERI|EH Google Drive WIAFZ T, MXTF Google Drive MZFEIEEKAICID AR ZAIME
T. ERANILEER, BRINRABELE, FEF—RMF&i, =mAkH 7T, BIRKELENKINEERE
HBEWRELER, FEFRIZBIBESEEER “BERRNE — &7

(00:16:06):

BEXRZABE, REEGHBE—F “ABB” (boa constrictor, EEIEHILXTF), F—EMLERRLILTEN]
BRE, EA—™ “BERFMBEAN N7m, BRITERETERSZFL. FXLE, TERHAREMRER Dropbox 241
A, HEBEZRMTAN. EEMUTF “BERFHAN” H “BREFHAN . &4, XB—MES, BK
EFRSEFEEER. LFFBENES N ASE LM Dropbox ER, TR NMAER. TEEKR, £2WE
*H

(00:16:43):



BEEFERZFHAZMANMZIRE: TR, AMMNE2LENBTEN. ENRENEFME. AMARMNSER
Fo MEBENEATENDEZE, MEBEEREARTE.” AE, HMNBRIIXLERMZEFERAK
Ho G140, 1T EERIBEPHXGRSBERLR, SEEERERAAENAEEREATHEE. &Il
FORED 9B, ARZBERT, HMEERETRERARS.”

(00:17:22):

YIREEIK iCloud XEFHIRAR, RSB “E8, HIRE—RITH iPhone B, ERIBERZLARE Dropbox
B &.” FRAFMBER: IR, RMNFEHRXLRE,” HY RE—EHTRUALMZ o, FANRBIFTR
HER: ERENIT EEREBRRF, MRMIXERFAZRIRETHABNZE, RITRAERRLE
ThEEHE R, BT — 1279 Carousel BWRIIFIV A, HZOMEEKE: HRIFHEFERRTIREYIE

=i8lo
(00:18:00):

BT "XXEBT. RMZEIBENEEEHAE,” FIUEIBRERATEAGR, BBIAENERE. &
BROEMBRESKA, ILAEMEGFIBERBEERM—F, XIRREZIEIF. HRX, ZNEEANTIME
REEMRIA], A8 “FIE, BRZAFEREBIER." HEE—KEZN Mailbox IFIEIQE], FLATH—
MERNB IR E iR, BREZEBIAMZL, wItBE— [IFRE]-

[00:18:26] Lenny Rachitsky

English:

Oh, that's right. They're famous for that waitlist.
FRCERIE:

MR, 2. RN NFRFREMER.

[00:18:28] Drew Houston
English:

Yeah.

R EE:

=0

[00:18:28] Lenny Rachitsky
English:

That's a really good point.

R EE:

XL MRIFHI o

[00:18:29] Drew Houston
English:

Which was crazy.



FRSCERIE:
BARIET -

[00:18:30] Lenny Rachitsky
English:
Yeah.

FRCERIR:

=0

[00:18:30] Drew Houston
English:

And so we're like, "I don't know. Maybe this is going to be our Instagram," and so we bought those guys.
And then 2014, I'm on stage painting this picture of Dropbox's future. I'm like, "We're going to help be the
way that you remember your life. We're going to be your productivity. The new productivity suite on your
phone," and all these things. But then it was this dissonance where there were so many things that were
going right, and certainly the numbers, user numbers, revenue numbers. We were sort of accidentally
cash flow positive maybe a year after launching.

(00:19:06):

It was also clear that winter was coming, or that things weren't exactly as they seemed. Then the start of
the second chapter, 2015, I'd start to hear a louder set of critics inside, and outside the company. And I'd
been thinking for a long time like, "All right, man, we're really fighting wars on all these very disparate
fronts." We're with storage. We're competing with the device to back up the device with photo sharing, or
competing with Facebook, Snap, Instagram, Google, Apple.

(00:19:47):

On productivity, we're competing with Microsoft, and Google. And then, there's a whole new cohort of
companies like Slack. And then, there's this experience of one day | am standing on stage talking about
how Carousel, and Mailbox, and everything are the future of the company. Less than a year later, Google
Photos launches. And not only does it provide a lot of the same value, and in many ways very inspired by
what we had done, but they also gave you free unlimited storage for life. Not just photos, but video.

(00:20:24):

And so they just totally nuked our business model in ways that were bad enough in terms of just their
obvious impact, but even worse because it was so easily anticipated. So this became a very public, and
personal embarrassment for me. How could we not have predicted that, or been out in front of that? And
then, that started this period. I'd say that was the beginning of chapter two where it was we went from
the company that could do no wrong to the company that could do no right, which was a big flip. It was

probably early summer, maybe late spring, when Google Photos launched.
(00:21:10):

At first, I'm just thinking like, "Okay. This was a big miss on my part. How do we get out of this? We need
to tackle some of these competitive issues much more ahead on." And then, what's the problem? Well,
the problem is that every incumbent is going to copy your product. They're going to bundle it with our
platforms, and then they're going to kill the economics. And that was clear what was going to happen



with Google Photos. It was very similar product experience bundled with Android, bundled with all of

Google's different touch points, and then free.
(00:21:51):

So that was problematic enough for Carousel, but I'm like, "Wait, this is going to happen with everything
that we're doing. Same thing with Mailbox." | had even pitch the founders to join Dropbox by saying,
"Look, you're going to wake up tomorrow, and Gmail, and Apple Mail, and everything is just going to have
these swipes and snoozes. The Ul, it's not a durable source of advantage. We'll buy that problem from

you.
(00:22:19):

And that's exactly what happened. So I'm like, "All right. Even in theory, how do we deal with this?" And
I'd gotten the criticism over the years that Dropbox is a commodity, and investors in the early days would
be like, "Hey, this is kind a graveyard of a space, and DOA." And | thought, "Well, how do other companies
deal with this kind of competition, and commodities?" So there's a great book by AG Lafley and Roger
Martin called Playing to Win.

AR ERIE:

FRUAERAAR:  “BAEE, BIFXEBARIIN Instagram,” FRENWE T 1], 2014 F, HES LiES
Dropbox RHKHVEE, Fii: “FHITERAMBICEZNSLN. FMBRAMRNESDIR, RFNLEHH
EENES,” BN, BREHIT —MAMIER. BERAERSEBFHERINF, LEHEHE. BRH%. K
No HNERBAN—EGE “BIME” LI THEREIE,

(00:19:06):

BREFAENE, BLREE, B RBRHATEGREEERIE. REE2FEZENFE, 2015 F, KFHEAFE
NEIRIMNERBARRITE, RBETRA: “W@HE, O, BINNENTEILEEATRNGE E1EMN.” EEFE
Jis, EMNS5IEERFEMNEE, ERAEZTUH, FH(]5 Facebook. Snap. Instagram. & ERFZF.

(00:19:47):

TEEFHTYE, BNSHBENAREZS. ARG, BG4 Slack IEMN—HI QB BELRETXENE: 51—
RERIEE S £%3€ Carousel. Mailbox AR —IMAI AR ABIRKREK; RE—EF, Google Photos &%
To ERMURHTRZERANNE, MEERZAFEMBRAZHNMMIENE., BEEENE, MITERHET
KHRENTIREETE. TMUZRRA, EET,

(00:20:24):

Frff IR eER T HRINNBLER, HEEMZINEMELBET, EFEHNE, XEXSEREEZTNE
B XWERWEK T —MEELQXFENTANEMR, HIVEARTEESEMLIX—=, XELBEEETAR? T
B, XEREFEBRT. BRRRBEEENFHE, RIMIMN—FK “FREENRE" TRT “BHTHABFIINL
77, XE—TEKXKMKH, Google Photos RfETAMEVE, tHAJgERME.

(00:21:10):

T, RREER: “UE, XRBEMNEAKIR. RITZWNEEHREIR? H1EEZEIEEARRXLET S0
" B4, MBRHA? MR, 8—1MERELBBEYBRFNTG, MISEFRSBCNTERE, A5
HESREZ T M. Google Photos MIERIREARE : IEBMEMAN~RIAL, IWYPTE Android B, HWYPESRKNAE
fibmrh, ME%#.

(00:21:51):

X3f Carousel RiFEELBWRAIM T, BHOME: “FF, XRREERITMNES—H4E L. Mailbox thE—
.7 HEZEG WA Mailbox BIBIIE AN Dropbox, Fii: “Ir%&E, YREAREER, Gmail. Apple Mail H1FRrE
RAESSEXLEBAEIRINEE. Ul HFRRIFANERME . BIHEXMERMRFRESER,”



(00:22:19):

ELMMERIL, FAAFROAE: TR, BIFEEREIC L, BINZOEEN? 7 XEFERE—ERWIHITFR
Dropbox @ —f AR (commodity), RHNKZEERR: “IB, XMUEBEERNT, —HEME
(DOA),” EM: “HBA, HMASRMARIEXMESMAREMN? ” HBE—7 AG Lafley 7 Roger
Martin ERVRIERH, M (FRIELLEEY (Playingto Win),

[00:22:53] Lenny Rachitsky
English:
Roger's been on the podcast.

FRsCERF:

#:
Roger EdXMEE.

[00:22:54] Drew Houston
English:

Yeah. I'm a huge fan of Roger's. And | was like, "All right. Well, if we think we're selling a commaodity, try
literally selling paper towels." Which is what AG, and Procter & Gamble, and a lot of CPG companies do.
And AG was the CEO of Procter & Gamble at the time. And basically, he and Roger did this download of
how they think about competition, and markets, and advantage. And a lot of it's thinking really critically
about where do you play, and how do you win?

(00:23:28):

So being very selective about the markets you're in, and only being in markets where you can have a
leadership position. And then, being really crisp about what is your leadership position? And so that was
a very timely thing to read in terms of, "All right. Dropbox looks like one product, but it's really
participating in many different markets. And our big risk might be that we're the number two best thing in
each of those markets, which would be a bad situation."

(00:23:55):

Another really influential book was Only the Paranoid Survive by Andy Grove, and I'd been a big fan of
Andy's. High Output Management is another great book of his, which was my introduction to
management. At least, his theory of management. So just loved that book. And then Only the Paranoid
Survive talks about Intel's experience where they actually had something like this happen that | wasn't
aware of, and we all know Intel as the microprocessor company, Intel Inside. At least in the 80s, 90s.

(00:24:27):

But before, they were in microprocessors. They sold memory, RAM. In the 70s, they were running into a
situation where they were really high growth, successful business selling memory. But then, they had
these Japanese competitors that were just building memory faster, better, cheaper. Just on every
dimension. And potentially, also, things like anti-competitive things where the government might be
subsidizing these manufacturers. This feeling not only they might just be better at the game, but there's
also not a level playing field.

(00:25:05):

But meanwhile, you wouldn't see it in their numbers. They're still growing. And just that there were these
weird dissonant experiences where salespeople just suddenly have problems selling into accounts that



used to be a slam dunk, or things that used to work just stop working. And this happens. Blackberry's,
and Nokia's best sales years happened in the years after launching the iPhone. So these things don't
actually change immediately. And so Andy labeled these moments strategic inflection points for a
company, and I'm like, "Yeah. Then, we're definitely in a strategic inflection point."

(00:25:40):

But they were dealing with, "Oka., our whole business is memory. How do we deal with this
competition?" And there's this little vignette where he and Gordon Moore, one of the other co-founders of
Intel, said, "Hey, let's pretend we're consultants to ourselves. What would we do?" And what they
immediately decided was, "Oh, well, we clearly get out of the memory business, and put all of our chips
on this sketchy little microprocessor thing that was much smaller. But very high growth, and potentially
big market." And then they're like, "Well, why don't we do that?"

(00:26:10):

Only problem with that is it's like Google saying, "Yeah. Let's get out of search, and go all in on Gmail, or
something, or YouTube." So it just seemed insane. Andy cautions in the book that, "Look, most of the
time CEOs want options. They want to hedge their bets, but what you really want to do in these strategic
inflection points is go all in one thing." Or as Mark Twain put it, "Put all your eggs in one basket, and
watch that basket." And | was like, "All right. This makes sense to me, but man, this is going to be painful."
So we go away for 4th of July. I'm with my family in New Hampshire. | reread the book, | come back. All
right. I'm like, "Well, we really got to do it." Then, I just killed Carousel, killed Mailbox. Went all in on
productivity...

AR ERIE:

T8, IHKE Roger NilBRM 2, HAE: “WWIE, MRK(NUBECEREZATE R, PHBEFEEX EWE
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(00:23:28):

FRAEMRHANN T ZIFEFEFN, RENIPLRESEASMANTT. AR, BIFERBIRBASHAL
Bft4. EBPIERIRFIXLEIFERN, &8 “4F8, Dropbox BEFRGE—1"m, BEXHFLEST
WEAENHT. KNERANXLAERENESIHZHMAR F2F BRA, BBEE—MERKNBEE.”

(00:23:55):

F—AEEEEWHNBEELE - 8EKX (Andy Grove) B (2B RHIEABELEE) (Only the Paranoid
Survive)s H—EHRERIEHIEBRML, KNS —4EE (F-HEE) (High Output Management) EHEIRE
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Z/DME 80, 90 FRB X,

(00:24:27):

BEANHOESRMHZ A, M1E2REF (RAM) B, 7£ 70 £, MNEZRENLSERKIEDR, FER
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EXANEL, MARSFIFRHEFRAT,

(00:25:05):
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K&, EEMERTHETRSNER, HELZEXE iPhone KEH/LE. FIUXEREBEHAIRLARET. Rid
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(00:25:40):

BEffZSREREE: “FE, BMNENSHEREF. BNzNANNXHRSE? " BEE—NIRE,
AR RIS — (B S BIsE AXE - BE/R (Gordon Moore) #t: “IZ, itENMRIEENIZESHME, A
ZEAM? 7 MNIZENRE: IR, BEMNEAZBRERFIS, EFAERNFEEMREXDYEERKER.
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(00:26:10):
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[00:27:00] Drew Houston
English:

Killed mailbox, went all in on productivity. To some extent, that was a relatively easy decision because
most of our subscribers, 80% of people paying for Dropbox were using it at work. But that meant
foreclosing on photo sharing and consumer and storage and all these things that Dropbox had become
synonymous with and to this day are some of the things that we're most recognized for. And | wish | could
say then everything got better. It was the opposite, actually, the narrative completely flipped on the
company. The press started, we killed these new products, and then internally and externally, the
narrative became super negative. Articles would come out every week or two, like, oh, Dropbox could be
the first dead deck of corn. And then sometimes we've all seen this in tech companies get in this washing
machine of self-perpetuating negative press. And if it goes deep enough, | mean, Uber had this for a while
later, Meta's had this over their history, lots of companies where you just can't get the monkey off your
back.

(00:28:06):

And then because what the reporters end up doing is they basically park their metaphorical van behind
your office. They interview all the people that you just fired and then print everything that they say
anonymously as if it were facts. And there's a lot of truth to what the press were saying, so | can't really
blame them or saying they were being unfair, but it immediately put recruiting into this deep freeze.
You're just in the situation. You've started this company, it's been super successful, and then suddenly
your employees don't want to wear your T-shirt anymore. And frankly, you don't even want to wear your
T-shirt anymore. It's just your pride in your own company takes a big hit.

(00:28:50):

And meanwhile, I've talked mostly about the external market competitive forces, but inside the company
was a mess too. The business's revenue had scaled so much faster than our ability to hire and build the
right infrastructure and operations internally. And so everybody's just panicking and being like, "All right,
well good, Drew, we're not doing Carousel, we're not doing Mailbox. What are we doing?" And the truth
was like, if I knew the answer to that, we would be doing it, but it's just this is going to take some time to



figure out. So it was pretty tough when everybody's looking to you as the founder and CEO looking for
quick fixes and answers, and also just wondering, how the hell did you get us in this situation?

AR ERIE:
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(00:28:06):

AkE, BB ERAIRRmFN “RinE" FEFRNADRERE. MINRAPAEMRNERBA, AR
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(00:28:50):

SR, BNAEZERNZINEHIRFHE, ERERNSEE—EE, WSEAREKEETTED T K
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[00:29:36] Lenny Rachitsky
English:

Wow. So we're going to talk about how you're actually turning things around and the work you're doing
now, learning from this experience. But | have a lot of questions about this part of the journey.

FROCERIR:

. PRUERNFS) LSIEMREir ERNEHZBER, MURMFRMEEEMIIE, E8MNXEREHFRFEN
#illl, EXTXEIREE, HEBRZR,

[00:29:45] Drew Houston
English:

Yeah, yeah.

FRERIE:

8, 989

[00:29:46] Lenny Rachitsky

English:



Just to almost summarize the journey, it's like launch, killing it, viral, find all these opportunities, find all
these big markets. You start three different product lines. There's the enterprise use case, there's the
consumer file storage use case, there's photo sharing, there's productivity, and then basically every big
incumbent's like, okay, great, we're going to come eat your lunch. And you end up fighting wars on three
or four fronts against the big kahunas that have infinite cash and can do whatever they want. It's
interesting the way you described the Apple launch of just like it was this mushroom cloud you didn't
quite see for a while, but the Google Photos launch was like, okay, that was more clear of like, okay, this is
bad news. | know it's always easy in hindsight of like, oh, | should have done something different when
Apple launched this thing. But is there anything maybe you could have done, or was it even possible to
have adjusted course at that point? Or was it like, okay, this is tough and we need time to figure it out?

FRCERIR:
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[00:30:45] Drew Houston
English:

Well, we panicked about the Apple thing too, because that also, that created a much smaller version of
the tempest in a teapot that the Google Photos did. It was just much less public. Or it was just less
obvious that we would be so out position. And actually we were more surprised to the upside when it's
Google Drive launches, iCloud launches, OneDrive launches. And even as they build version two that we
just didn't really notice that much of a problem. And | also studied over the years what happened in
Netscape and companies like [inaudible 00:31:27] MySpace or these other cautionary tales. And
interestingly, Internet Explorer was a thing that eventually undermined Netscape enough to permanently
throw it into a negative trajectory. But Internet Explorer 1.0, 2.0, even maybe 3.0 just weren't that good
and didn't really do anything but Internet Explorer 4.0, 5.0 and all the bundling, that really made a big
difference, or big negative difference.

(00:31:55):

And then another thing that was interesting was, so there's a big time lag where between when these
products launch and when they actually have an impact, because often it's not so much the existence of
the product or it's availability, it's the constant bundling or the constant iteration, or it's the boa
constrictor, in any given second, it's not much tighter, but over the following day, you're in a bad place.

(00:32:24):

But another thing that was interesting was one cool thing that we got to do and moving to California is
you get to actually meet people who had been at these companies. And one of those people was a guy
named Bill Campbell who was at Netscape during that whole period, and | had asked him, I'm like, "Man,
that's really unfair. That sucks what happened with Microsoft and bundling with Windows and all these
things and the antitrust and this and that." And he's looked at me, he laughed at and snorted and he's
like, "Microsoft did not kill us. We killed ourselves." And so that was the other half of what was the
problem within Dropbox was a lot of our wounds were self-inflicted in that we were struggling to keep
scaling and launching all these products. And the Dropbox products had stagnated.



(00:33:25):

And | started to learn the hard way that, okay, yeah, | now understand what Bill is talking about, because
we were hiring all these smart people, but the things we would do as a company would seem really
stupid. And then some of these things were me personally, like yeah, | knew about from reading all these
different things, but for whatever reason, | guess we just kept going anyhow. We were just too confident in
our ability to respond, or we got lulled into this complacency, we were like, " Oh, well." Because it hasn't
been a problem, it won't be a problem in the future.

(00:34:03):

But I'd say there's something about the Google Photos launch that just really set things off kilter. And
then also for me personally, | think, 1'd go from feeling good but stressed out all the time to mostly feeling
bad all the time. And | just remember leaving, really trying to get away from the office for a little bit during
this period, picked my teeth up off the ground. And the good news, | bought a place in Hawaii, so | was

doing that in Hawaii, but didn't feel very good in any way.
(00:34:42):

And then | learned. | had to really figure out a lot of different things for myself to be the leader that could
get us through this. Because mostly what | felt was like, man, | felt like we'd been doing such a good job,
but now, man, if I really screw this up, or maybe I don't know what I'm doing. And then | had to really
reset on a number of fronts. One is | just remember thinking my 18-year-old self would be like, what the
hell are you complaining about? You did it. This is so great, and yet | felt so bad about things. And so I'm
like, yeah, both of those things are true. How do | navigate that? And | think one part that was really
helpful is getting a sense of equanimity basically, and doing a lot around mindfulness and meditation to
distance... One thing that happens when you're a founder and your company succeeds is your identity is
fused with the company. And so it's easy to get into a situation where you only feel good if the
company's... Or how you feel is how the company is doing, and you need to separate that a little bit. So
what that looked like for me is recognizing, yeah, there's really not an easy button that keeps things up
and to the right forever. And most of the entrepreneurs that are my heroes had various periods of
wandering in the desert. Those things instead of just being problems were probably the crucible that
forged the people that they became. So the presence of badness is not necessarily you are bad. And it's
like, yeah, now you're just getting your stripes as an entrepreneur.

(00:36:41):

And people were really helpful during that period. So | mentioned Bill Campbell. He was nice enough that
we just stayed in touch and he would take me out to dinner every now and then. And | would be freaking
out, but | was always surprised he'd never seemed to be freaking out. And mostly he'd just be saying like,
all right, he'd dust you off and smack you and say, get your ass back out there. And he was literally a
coach of the Columbia football team in addition to being a great technology executive and advisor to
many of the great founders that | looked up to. He was really helpful because he helped me believe in
myself even when | wouldn't believe in myself. And then people like Andy Grove who had written all these
books, I'm like, well, at least I'm having this problem. But yeah, then that raised a question for me. I'm
like, okay, I've been through this chapter one where everything's up and to the right, but I ran out of merit
badges or Xbox achievements to collect. | was like, we did it. We got the product to this many users, we
got it to where we got this valuation, or let me back up. So my whole life, or it's common, | think for a lot
of founders, especially if you get good grades and stuff, you follow pretty linear path from childhood, from
first get the right test scores, then get into the right college, get into the right college, take the right
classes, get the right internship, get the right job. And early startup life is like that a lot. It's like, okay, have
an idea. Find a co-founder, get into Y Combinator, get funding from Sequoia.

(00:38:22):



Watch an MVP just in 10 million, a hundred million, billion valuation. And | felt like we'd cleared all that.
And so actually one of the other problems was, | don't even know what Dropbox needs to be and | don't
even know what | need that | want to be in the world. And so part of this was also reconnecting to some
kind of sense of purpose, because if | was really honest with myself, | was like, well, I'm just checking
boxes and advancing and leveling up like a video game or something, but now I'm here. I'm like, all right,
is it just big numbers bigger? It's also not that fun to just launch something that you put your soul into
and then just have it get crushed with these competitors. It's even worse when you're bringing all these
hundred other people who worked on that thing through that meat grinder too.

(00:39:10):

So are we just inventing things 10 minutes before Google and Apple do? If not, what are we doing? And
then if we're really, really honest with ourselves, | think it's hard to argue that no one would've invented
cloud photo gallery that wasn't constrained to your local storage. So | had to really rethink what does the
company need to do. That actually took a longer time to answer than | wanted, but then also just what do
| want to do? And | was like, well, you know what? I'm going to do this.

(00:39:45):

What | ended up settling on was like, look, coming back to my 18-year-old self, | was like, all right, stop
complaining. This is a pretty good situation. You wanted something where the learning curve would be
steep. Here it is. You get to do this really meaningful work to build things for millions of people, work with
awesome teammates. There's always good things about it, and you've chosen this life, so stop
complaining about the burdens because it's really dangerous if you start to resent the job or feel like a
victim because that's just corrosive to everything else that you can get in this spin cycle.

AR ERIE:

HIF(BHEROEREDE, BABLSILAT —7/ N MEN “REBHOXE" , #HE Google Photos B
B, RREIBANT. HEWR, BIHNEHBAREHERIRTB DS FNLARFRML, EhRE, H Google
Drive. iCloud. OneDrive £#BY, HENIRMMERRIIFE, EE LM 1HEE IR, RNEBEEEEMT
AR, XELEFERFWHARIT Netscape BUEE, EE G [IFAR/E] MySpace kEMBIEZE, EBHNZE,
Internet Explorer &42H55 7 Netscape, EHEKABNAEMNE, B IE1.0. 2.0 EE 3.0 HLHSHAL, B
SR AER, BEIIE4.0. 5.0 UREMIRLHE, AHE~ETEARNAEIM,

(00:31:55):

S—HAEBNER, XEFRAGBEFELRREMZEBRANNERE. RAEEEFANAETRNEE
SRR, MERFSNHEL. FRNAN. MEREE—&, TEA—VHEHIBEYPRF/EL, BIT—X,
RRAFBNEIR T

(00:32:24):

TE—HEBNE, RIMMNN—NMFLZRMRATUEELIFLEZEXLEATTEINA. ER—LZ Bill
Campbell, 7 Netscape EATEITHE, FHEZRM: “Ikit, BBXALF T, HEUEE Windows #H46H
€, TEREMBAEZEN, BRIEET,” MEER, BEXT—BR:. “NIEEREXR], ERIMRXETE
To XFLZ Dropbox WEREENSE —=+: HENMWRZHGOS B, EARINNENEESEZEMET KHL
FRFRE XL &, M Dropbox BRI mENEHAREI T o

(00:33:25):

BARBIEENZIAS Bill TRt 4. BARKINERTFAEXLIEBA, ERIMMEA—KABMMEHNERE
HNEFEERE, HP—LEHNOANE, thin, S/, BBIREET R 7 ZMHEL, BHTFEMER, &
BENMNEBRBHFITTET. HRIMNWBCHENENDITITFEE, XERANTXMEHRIELE, 5E: “&, &7
Mg, BEZALEIEERE, UWEHAEsHE=,”



(00:34:03):

B35, Google Photos IR HHASELL—IIEREL T B, WHRIMAMS, EMBERFEENDLKR, TRT K
O BB RE, HICFRRNBEZRENEBEANLRE—S)L, = “RERITIENFE" . FHERRE
BRRXTNET, FIURREERER B, BN AREETT.

(00:34:42):

ARFKAAT, RUMNBECERREZERE, FERMABITEFARNEIEXNARE. AAZINEKRE
BEE: "KW, BEFEIN—EMGRE, BIE, IRZENRRT, HECFRREFTNES SEMM
20" BUAESZIHEENRFR. Bk, RSH/REE, 18FHREH: “REKREESAHA? (RMEET, X
KIET " AMBENRTIEEIERE. FIURMBECH: “BH, XMEFMEEN. HZMAN? ~ HHEEIE
BEEEPHN—REBRET—M “NER" (equanimity), BIESHEBKNAER: - HIFELIBAB AT
EY, RBVB MRS QRME. FMUAREZBA—TRE: REQEFRA R, HEMNOETEEURT
RENRIR, FREEXWED . MEHKR, XERERIRE: HLLKE— “FHKH" giLFHxE—
L. OBPRRERNEWVRAZEDT “ERETHHR BB, XEZHAXAERE, RMAERS
RIEMNIBER. FRLL, EREERNEFEHFAARMIDARERE XRBMREANRLRE B4R dEHH
LR FIHIEERo

(00:36:41):

TEARERETHA, Af148 T HIRKEB). HiRET Bill Campbell, fIFERE, KIT—BERFHRKR, MERESTR
HAIZIR. HEMITHT, EREZIRFTHMFMRIRREE, MASZRER: “FB,” AFHEAMR, LR
IRPEECSR, W “REGDE.” MEESHELLTAF BN L, FNEEHFANEREE, TR2IFSH
REVFBAREIE AR, IFEEEE), RAREERBABEE SR, tMEBEREREL. TERR
- MERXHFETXAZHHA, & FE, EOREBETXMEE” BEEXGHEL T —10
A RELEITE—F, —EH—RBEL, EREZLETTHERN “WME" 5 Xbox Birt. A “FiK
2T, F@mBTRAZAR, RETXMEE” HEULRR—PH: HH—%, HEWRSEBARRERE
W, TEHRMRIRMSY, (REE—FIFFEMNER: ZZIEFNZTRDH, ARHENFHASE, EIFH
R, BHHES, HEFNIFE. RHENAEFBRNL: BNMUE, HPEUA, #YC, AN

(00:38:22):

F%E MVPIXE| 1000 /5. 112, 10 ZW9fh{E. HUERITELTM TAAEXLE, FIUERLES—NRERE:
EZERHE Dropbox Mz A4, BEEFAMEBFEEX MR LRI AENA. FIUXESBRtBERNTE
MEEEMEGR. AANERMEDHE, BERE: “UE, RRABREGITER—HFITEALR. THE
%, BRMEITXE, MEREATURFTREANL? ” M, BRARREH—HE, AREEEHE=ES
STFRE, XHATFI. EEENE, MEHFE—BTNALEBINA—EZFENZD “GRAV

(00:39:10):

Frid, BINRZBEARNERITEE 10 DFEBARANLE? NRAFE, BEINNEMHTA? NIRRT ESIFEH
L, WIANBEREKR, NREERKI], NAMAELZBARRTAMEFEN=HEM. FAIUARBAEHRBER
BREMHT 4. XETHILTHAE KN EERZE. REEE: BEMAA? HE: “REENE, REBEHXHG
$o”

(00:39:45):

RERLHENREZ: &, @E18FMFK, HRWR: “177, HERT. XELRRENRET. (MEERFLH
MFESihe, MEEMER) L. MAUBIFEEEXNIE, MEEHATE M, SHHEARES, XH
FEBEEFN—E, MERTXMEE, FRUGIBESHET, AANRGABSRIPIEXRFECER
£E, BERERE, BIFERAEXMELFRESEIN—]."

[00:40:20] Lenny Rachitsky



English:

What helped you come to that place? Because that sounds like a very hard place to get to and a very
important place. Was that Bill Campbell advice? How long did it take you to go from this is not going well

and life sucks to, okay, let's look at it this way?
R EIE:
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[00:40:35] Drew Houston
English:

| think there were a couple unlocks that were pretty fast, but | think again, this was not like, oh, then | felt
better and we lived happily ever after at all. There were some moments of recognition where | was able
to, | always try to get away from the mayhem or the whirlwind and recenter myself and do think weeks
and things like that. And so those were really helpful because | felt when | diagnosed, well, when I'm on
this treadmill and just firefighting or how did | miss this important thing? It's like, well, basically the root
causes of being on the treadmills, | was too busy firing to aim, and then | thought | would do my aiming
on vacations and things like that. But no, | need to get off the treadmill every now and then and make the
space to really address some of these bigger questions.

(00:41:31):

Because it's not like | didn't forget about them. They just were always below the fold on my to-do list to
deal with. And then until a few years go by and you're like, wait. Yeah, we really were just strategically out
of position. The other way | came to some of these conclusions is a combination of things. So | think
picking up a meditation or mindfulness practice, having therapists personally, having coaches, having
friends and mentors, other founder friends. And so | wouldn't say it was any one thing, but I think you
have to build this whole ecosystem of support around yourself and recognize no one's going to do that
for you. And it's super important.

(00:42:12):

And then to Bill's other point, he was like, yeah, Microsoft wasn't killing us, we were killing ourselves, |
think having to ask some hard questions to myself of, yeah, some of these wounds were self-inflicted. As
much as there might be, | could look at this and say, oh, Microsoft is mean, or Google was mean, or Apple
was mean, but I'm like, | drove the ship towards these rocks. So that's one downside of being founder,
CEO. You can't blame the last guy. | think one of the big questions every founder has to figure out is not
just, how do I have equanimity? What's my purpose? But then also, what am | doing that is destroying the

company?
(00:42:57):

Because everybody's got strengths and weaknesses, but as CEO, both your strengths and your
weaknesses are massively amplified and a lot of blind spots in your personality can become huge cultural
dysfunctions in the company. And so step one to dealing with that is building awareness. And one thing
that floated around the company for a while was the Enneagram, which on the surface is a personality
typing thing like Myers-Briggs. | often describe it as it's like Myers-Briggs, but actually useful. The way it
works is it's a personality typing system. You get a number from one through nine that's your dominant...
Or there's nine types that are numbered. It's similar to Myers-Briggs in that Myers-Briggs has 16 types of
letters like ENFJ or different things. But | find that Myers-Briggs is more descriptive. So it tells you, okay,



you're an introvert, not an extrovert or vice versa. You're judging instead of perceiving. But | could never
really work out what that meant. And so it's descriptive versus predictive or causal.

(00:44:06):

Enneagram I find is the theory that is really about your fundamental motivations. What are you running
towards and what are you running away from? And the theory goes through some combination of your
wiring from your genetics and your early childhood. Your autopilot is fixed after your childhood in that
you just have instinctive responses to things. Now it's autopilot. It doesn't mean it's your destiny. You
could override it, but it's super important to become aware of what are you running from and towards.
And the Enneagram gives you a really good map to do that.

(00:44:44):

And so I'm reading this book and it starts by you type yourself, and I'm rolling my eyes. I'm like, okay, I'm
a seven. What's a seven? And then you read, each type has its own chapter and you read the chapter and |
was like, oh my God, this completely describes who | am down to my core. And | was almost looking over
my shoulder. Who the hell did this? | thought | was a special snowflake, but apparently not. Okay, I'm
listening. And [inaudible 00:45:16] with a lot of my early coaching experiences, which are, you do a 360,
your coach sits you down, they're like, here are your strengths. In my case, it would be things like, oh,
you're really creative and you like new ideas. That's okay. And second, you really love people. You build
great relationships with people. I'm like, okay. Uh-huh. Third, you're really comfortable in chaos and
resilient. | was like, this coaching thing is great. See, yeah, that was my first coach. And then you flip to
your development areas because no one calls them weaknesses.

(00:45:49):

It's like, all right, one is you're bored by routine and really undisciplined. Second is you're really conflict
avoidant. And third is you're intuitive, but you're also pretty chaotic and don't create enough structure for
people so they're mostly confused. And when you pair the two together, you're like, oh, wait. Yeah, I'm
creative and like new ideas, but I'm bored by routine and I'm a bit of a space cadet. All right, you love
good relationships with people, but you don't want to make them unhappy so you don't tell them the
truth basically about things that are difficult to hear. And it's going to be a similar map of things
depending on your personality type or circumstances. But the Enneagram was that map for me to be like,
okay, I've got these things that are genuinely great, but | need to address these downsides of the
company's conflict avoidant, so we're not telling the truth and then making a bunch of predictable
mistakes, or I'm creating this really chaotic environment where people don't know what they're
supposed to be doing.

(00:46:57):

That's a problem. My personality is quite directly, I'm going to torpedo the company unless | do
something about it. The same is true for any founder. And I'm a type seven, it's the enthusiast. It's like,
again, central casting is like a lot of new things and creative and love just interesting things. But then a
space cadet, FOMO, some of the shadow side of it, and every type has a thing like that. So really
understanding, okay then, | was also just frustrated in the day-to-day of my work, I'm like, yeah, I'm not
really getting to do these creative things where I'm too busy firing to aim. I'm missing these bigger picture
things that are really taking the ship way too close to the rocks. Okay. Then | need to then understand
what those things are and either work on myself or hire the right people who don't have those issues or
one way or another, just make it so the company is not so exposed to my personal dysfunction.

(00:47:56):

And so yeah, it was a whole constellation of things like that where it's like, all right, we have to get... |
mean, after this whole tailspin, we got to work. I'm like, all right, first business issues. The most urgent



issues were just blowing all this cash. We need to get the P&L to look a lot better and get out of this land
grab mode or fighting with Google on giving more free storage away or just being in these fundamentally
unprofitable things. And so we did that. We cut the unprofitable parts of the business. We turned cash
flow positive in 2016, maybe several months after this reckoning, and that set the tracks for getting into a
billion run rate in 2017, going public in 2018.

(00:48:40):

We had to come up with a new vision and mission for the company, which I'll maybe save for chapter
three. And then | was also just trying to do things that helped sustain me through the difficult things. I'm
like, well, I am an engineer. As a little kid, | was coding since childhood. | knew | wanted be a founder. |
didn't know | wanted be a CEO, so | backed into being a CEO. And then, so I'm like, man, there's a lot of
tedious things about being an executive. So | was like, I'm going to find ways to automate tedious parts of
my job and learn machine learning in 2016 and '17, and that ended up being really important later on.
But then also it's just coming to terms with my job and what | wanted to do from a personal perspective,
which included things like, oh, I'm lucky in that being a CEO is, | always wanted a steep learning curve.

(00:49:33):

In a lot of professions like in sports or math or chess or certain academic fields, you peak in your twenties
or thirties. CEO's not like that. You can go your whole life and still not be a master. So I'm like, for better or
worse, it's pretty cool that | can do this kind of work. And then | don't really get that much out of just
chasing bigger numbers. The thing that is my favorite thing about Dropbox is looking over someone's
shoulder in Starbucks and seeing if the little Dropbox icon is there. Building something that becomes a
verb, taking some of the pain out of technology, things like that. So really reorienting. Yeah, it's not about
just the external scoreboard just much. It's more about the craft of being a great CEO and building things
I'm really proud of or really making a difference. And so those kinds of things, none of them all coalesce.
It's like this lens that slowly and stubbornly comes into focus, but making the time to have some of that

reflection was super important.
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[00:50:36] Lenny Rachitsky
English:

So much of what you're describing makes me think about founder mode in a lot of different ways. One is
your point about how you didn't have a lot of time to think about where things might be going and how
the markets are shifting, and that has to happen, basically, no one else is going to do that if it's not you.
Also, just this idea of how much of the solution was you understanding yourself better, reflecting on
where you have strengths and weaknesses. Also, I'll mention, so before | had Brian Chesky on the
podcast, | asked you, "What should | ask Brian?" And you asked me to ask him basically about founder
mode, which was the first time | think you talked about it, and now it's like this whole thing. So you've
been in the middle of all that for a long time. | guess just any thoughts on the importance of that and how
you think about that as a founder?

AR ERIE:
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[00:51:19] Drew Houston
English:

So founder mode means a lot of things to a lot of people. So it's a bit of a Rorschach test, but | think parts
of it that really resonate with me are, there's this evolution you go on as a founder where you don't know
what you're doing and everything is new and unfamiliar. And then you're also very involved in all the
details because there's no one else to be involved in the details. It's not like someone else is coding for
you if you're just in your room at home. But then over time, you have to, there's this, Ben Horowitz calls it
the Product-CEO Paradox, where the first way that companies die is from founders not letting go. And so
you need to learn to scale yourself and hand off your responsibilities and operate at a higher level of
abstraction. But then the second way that companies kill themselves is the founders get too far away.

(00:52:23):

And | felt like I had done that. That's a big part of the problem that led to a lot of this chaos at the end of
chapter two, where | was like, oh, man, I'm on this treadmill. I'm doing stuff, but I'm clearly not setting the



right direction. Or people are confused or it's not working, and | was too distant from the product. And
then there's all kinds of issues you can get into as you hire an executive team and get that to function
well. And so | think there's a debate to what extent founder mode is a mindset or a destination. To me, |
think the destination part is pretty important. | think it's like after that learning journey, suddenly you
have this conviction from actually knowing, from having lived experience and navigating a lot of these
things where suddenly it's a lot clearer.

(00:53:10):

You don't have the same kind of confusion or learning curve problem. And then if you start out being too
far leaned in, then you lean out too far. And | think a lot of that founder mode flip is when you're like, hey,
this is not the company | want to be running. | need to be more involved. | need to stop making excuses.
And basically, | also don't want to apologize or negotiate all the time for the kind of company that | want
to be part of and run. So | had that too over time, maybe more towards a chapter three, some of those
elements of... And | don't know if there's a way to get to this destination without some level of pain.
Certainly the Elons and Steve Jobs of the world had big spans of wandering in the desert where they were
not as cool as they are-
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[00:54:00] Drew Houston
English:

... spans of wandering in the desert where they were not as cool as they are today. The things they were
doing weren't working, and they managed things very differently in that sort of post wandering phase.
Suddenly had this level of conviction, and intuition that they might not have had before, or they sanded
down some of their more counterproductive instincts. Again, there's a lot of surface area.

(00:54:27):



| don't know if anybody has a common definition of founder mode, but certainly that evolution, the way |
think about is it is very difficult. One of the hardest things when you're running a company is that you're
hiring all these execs who the only thing you know is they know a lot more about the subject matter than
you do. What does it even mean to bring someone in, bring an exec who had managed a double-digit
billion dollar P&L at Google, and what am | supposed to tell him how sales works or marketing? It's easy
to be too leaned out there where you're not really setting a clear direction. Each founder is going to have
their own things that are easy, things that are harder. Step one is being aware of them, and then being
intentional about, how do | offset those things? Then you eventually get to a point where the learning
curve flattens out. You actually do have some experience, and you can have a lot more conviction about
what the company should do, and where you want it to go.
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[00:55:25] Lenny Rachitsky
English:

Awesome. The way you described it to me, which has really stuck with me, is as a founder, as you said,
you're in there leaning in, doing, on top of everything, micromanaging. Then you lead out, and hire execs
that you think are smarter than you, and delegate more. Then it's like, "Oh, things aren't going great,"

and come right back into it.
R EE:
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[00:55:40] Drew Houston
English:

Yeah. Specifically, it's often well-intended or it's often even not conscious, but as you hire these execs,
and then you also build up an HR function, you get coaches, and things like that, and then the things are
not going well, one thing that can happen is you start collecting all this feedback. People are like, "Wait, if
| can give Drew some negative feedback, then maybe | can displace some of the ..." It's sort of easy to get
into a situation where you're sort of being my to-do list of problems, just weaknesses, and flaws | needed
to work on was super long, way longer than anyone else's. On the one hand I'm like, "Yes, | am wholly
accountable, and responsible for everything in the company as its CEO." That's not wrong. But you can
end up just carrying too much of the water, so a lot of it ended up having to be this pushing back a bit. Be



like, "All right, yes, there are things | need to work on, but that can't be an excuse for my execs to
somehow evade accountability."

(00:56:52):

There's these sorts of systemic things that can creep in for sure. Then you get this feedback, and you're
like, "Now, I'm doing all this behavior," or, "Now, I'm behaving in ways that | don't think are really right."
Or I'm like, "Everything is just negotiated compromise with everyone on the roadmap or on how we
behave or strategy." At some point you end up blowing that up as a founder, and that was certainly my
experience.
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[00:57:19] Lenny Rachitsky (Sponsor: Vanta)
English:

This episode is brought to you by Vanta. When it comes to ensuring your company as 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.

(00:57:39):

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-T-A.com/lenny.

AR ERIE:
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[00:58:11] Lenny Rachitsky

English:



| think this is a great segue to get into chapter three. Basically, what | understand from what you're going
through right now is you're rebooting the team, you're rebooting the core business, you're rebooting the
product. | think it might be good to start with the team. You talked a few times about just how you feel
like you got to a point where the team wasn't shipping as much as you thought you would, as much as
you think they should. Talk about maybe that part of it, of just realizing, "Hey, this part of the business
needs to change. Then we can talk about the product, and the direction you've discovered."

FROCERIR:
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[00:58:42] Drew Houston
English:

My playbook as an entrepreneur is to get really frustrated by something, and then try to solve that
personally. I'll cover the team, and what direction we ended up choosing together. My first frustration was
forgetting a thumb drive, and then wanting to never have that problem again.

(00:59:03):

But my second big frustration was like, "Man, this scaling this company was way harder than it should
have been." Thank God | had people like Bill, Andy, friends, mentors to guide me along. A lot of people
don't have access to that. But | feel like | could have written myself postcards that would've made this a
little bit easier. Or, there are just some things that don't make sense about how you scale a company.
There seem to be things that are really broken about the way we work in general.

(00:59:40):

As | was piecing through a lot of the challenges, I'm like, "All right, what should Dropbox do?" We should
probably not do things that would've been invented by everybody else 10 minutes later. Where are the
problems that are not solving themselves? One problem | felt like was not solving itself was this problem
of being just on this treadmill where I'm like, "I'm working really hard. I'm in meetings all day, emails all
night. Is this it?"

(01:00:08):

First of all problem, no complaints. But I'm like, "This is so weird. Yeah, I'm making huge strategic
mistakes, because I'm too busy firing the aim, and I'm upset at myself about a lot of these things." But
then | look left, look right, I'm like, "Wait, everybody is too busy firing the aim." Everybody is on the same
treadmill.

(01:00:28):

I'm like, "This is bizarre. Who's winning here?" It's like if | was working hard, and the company is
benefiting, then no problem. But I'm very busy, but I'm not really productive. I'm not putting in a lot of
creative input. Then the company's not getting a lot of creative output. It just seems like lose, lose, lose all

around.
(01:00:50):

I'm like, "Why are we on this treadmill?" We know from brain science that people are most happy, most
productive, fulfilled, engaged, kind of everything you want, where we'd rattle off the same list, like when



people are focused, when there's some kind of flow state, when they've had enough sleep, when they
have a sense of purpose. We know all that. Yet we go to work, and it's like this cage fight of who's busiest,
who's gotten the least sleep, who's most inbox zero. Then you look at the environment on our screens,
now, especially after COVID, we live with that.

(01:01:33):

That's where we work. We don't work in an office, no matter what flavor of hybrid you are, you're working
on a screen. COVID relocated us from offices to screens. You look what's on that screen, it's like, "Yeah, if
you wanted to design a working environment that made it impossible to ever focus, ever get into a flow
state, bombard you with just constant interruptions, distractions, and busy work, then yeah, you can
squint and see me even before COVID, but definitely after.

(01:01:59):

But that people are like, "Yeah, I'm really not feeling great." I'm not feeling super engaged because half of
my work is bullshit, the other half I'm just distracted to death. I'm like, "Why is this this? All right. Maybe
Dropbox doesn't have to exist. Maybe we did the thing. Maybe | should go." Maybe I'm ready for the tech
bro ascendancy. Maybe | should be flying cars, space, cancer, climate ...

AR ERIE:
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[01:02:26] Lenny Rachitsky
English:

Ayahuasca.

FEiE:

BEik/k (Ayahuasca, 3IER1E)

[01:02:28] Drew Houston
English:

Yeah, right. But then | would talk to people who were actually working on those things, and they were on
the same treadmill. | interviewed this director of engineering at SpaceX. | was like, "Oh my God, you're
actually going to Mars. This is so cool. How do you guys work together? How are you going to get to
Mars?" He's like, "I don't really understand the question."

(01:02:50):

I'm like, "What tools do you use? How do you work together? How are we going to get to Mars?" The
answer was basically, "We're going to get to Mars through a lot of emails, and a lot of files." | was like,
"Oh, my God." Most of the time, we correctly think about technology as just like force multiplier, like the
amplifier of our abilities. But from another perspective, we're only as good as organizations as our tools,
or tools can become the limiting factor. It's really a problem when the mechanism through which we were
getting work done has gone from being a force multiplier, and amplifier to a suppressor. We are the frogs
in the boiling water where this kind happen one day at a time.

(01:03:36):

All the people working on those things, and there are many others, they're all dealing with the same
issues of, "I can't focus my tools. I'm fighting with my tools." Somehow the tools went from helping us get
the work done to becoming the work, as we layer. It went from 5 of them, to 10 of them, to 500 of them.

(01:03:51):

Yeah. I'm like, "All right. If Einstein were alive today, what would his day be like?" He would wake up. He'd
have to delete a bunch of LinkedIn notifications. He'd get down to work, start writing equations, and then
someone would Slack him, and interrupt him. Then he'd get back to work. Would we still understand
relativity if Einstein were living in that kind of working environment? Probably not.

(01:04:17):

Even just visiting my dad at work when | was a kid, a lot of things were the same. He had a phone, a PC
and an office, but he could turn his phone off. He got 5 emails a day, not 500. He would literally come



home from work with a briefcase, put it down, and stop thinking about work. Then when he would be in

the office, he could close the door, and actually get stuff done.
(01:04:40):

I'm not saying we should go back to the early 90's, but I'm saying it wasn't always like this. The whole
frontier of productivity at the time felt like it was just taking us in the wrong direction. Things like Slack,
which are wonderful tools, also chop up your day into little fragments, and make you cognitively diabetic.
There's a lot of empty carbs in our collaboration, and our collaboration tools.

(01:05:05):

I'm like, "Okay, here is a problem that's not solving itself. Actually, none of our competitors even are
framing the problem correctly. What we should be recognizing is that our ultimate non-renewable
resource is our time, our attention, mostly our brain power, our creative energy. | think as a civilization,
we're going to, hopefully in 5 or 10 years be like, "Man, we took this crazy detour where we basically
hooked up that brain power to this thing that was just burning off half of it as friction with our tools." That

was dumb. Yet no company was even talking about this, let alone fixing it.
(01:05:49):

Then we came up with a new Dropbox mission. It became Dropbox is designing a more enlightened way
of working, because the way we were working is unenlightened, unexamined. Meanwhile, we were
patient zero as the company. No one was doing a lot of thinking. Everybody's kind of busy. Everybody's
bumping into each other. There were a lot of cultural problems. Like that we were faster. Your company
grows, and rises, the easier it is for new people in the company to think they hit a home run instead of
starting on third base. A lot of complacency, entitlement, and preoccupation with things other than our
customers or other than our products set in.

(01:06:37):

It wasn't all bad. | think there were a lot of good things we had to pay attention to. We were scaling up the
business financially. We were getting ready to go public. We had to mature a lot of things, but we lost
sight of the place that money is coming from is from our customers, and the thing they really want is a

great experience.
(01:06:58):

We've been tackling this in a lot of different ways. First is just things like after COVID hit, suddenly the
world is working in a completely different way. We saw this as a big opportunity, not just a crisis. Or once
you got past the crisis part of COVID, there was a big opportunity. COVID kind of wrecked everything, but
we didn't have to put the floorboards back down in the same places. I'm a big fan of people like Peter
Drucker, and lots of people who think about the nature of work, and this idea of we're finally decoupling
work from our physical location. It's a big deal. It's probably one of the biggest changes to knowledge
work in our lifetimes. Or even since Drucker coined that term knowledge work in 1959.

(01:07:44):

It's like, "Cool. For the first time, we can actually design how we work in ways that our parents couldn't,
or the way that most of us just receive how we work from our parents." But like, "Hey, we can actually do
things completely differently." We came up with this whole virtual first model where we're 90% remote,
but then most importantly, we're trying to rebuild the new product stack for distributed work. I'll talk a
little bit about where the new things we're doing, and then I'll come back to how we're rebooting some of
the core.

(01:08:16):



But initially, after COVID, we studied a lot of how other remote first companies had worked. We
synthesized with a lot of primary research of other companies like GitLab, Automattic, and others who
had been doing this for a long time. We collated all that, synthesized a common playbook, open sourced
it. If anybody's curious about this, you could find Dropbox. We've open sourced our virtual first toolkit.
Then since COVID, designing a working model very in line with our new mission with a lot of benefits. It
really works. The employee retention, satisfaction, engagement or offer separates all the things we care
about have been significantly up since COVID. There's many factors to that, but there's a lot that's
working about the model. But really, we're approaching it from a product standpoint.

(01:09:07):

In deciding to turn Dropbox into this lab for distributed work, we're like, "Okay, when you open up your
laptop in 2025, 2030, what do you see?" Hopefully, there's some new stuff or some things that are
different on there. What are those things, and how do we bring them back?

(01:09:20):

One of the first things you lose when you go distributed is context. We get a lot. You get a lot for free from
osmosis. Just, "Oh, hey, how are you doing? How's this?" Or, "Oh, do you have that thing?" But then when
you're remote, then a lot of that gets replaced with endless video meetings, and lots of Slack messages,
which is super inefficient.

(01:09:41):

Also, one thing that was clear across the board from all the successful remote first companies was you
have to be more documented, but then you have a lot more documents. This started turning up very
obvious problems, which is like, "Wait, why do | have 1 search box at home, and 10 search boxes at work?
Why is it easier to search all of human knowledge than my company's knowledge? Why is this problem
getting worse not better every year?" If you think about it, we've got 10 search boxes that you search 10%
of our stuff. I'm like, "We should just fix this."

(01:10:14):

Again, even just as a frustrated user, maybe 2018, 2019, I'm having this problem myself. I'm like, "It's
really hard to find stuff." Plus there's always cool vector search stuff, and deep learning stuff happening.
Even for ChatGPT, I'm going to make a personal search engine that takes us, so | shouldn't have to, right?
If | search for strategy, and the title of the document is plan, it should get it right, and the matching
should be fuzzy. Then I built something like this. I'm like, "Oh my God, it completely works."
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11EENRKRES. EMNB—1TMAREE, RITWARENNBIRTRNNIA, E R TATRERARFIER,
RN ITENSIM D 2L IR A TRINFIZZ, XENER AR, FITMEEKENTE, X#HE
—RXXKELRE,

(01:03:36):

FrEMEXETENA, EEWZHMA, MELERFNRA: "“BELEATEITHRHIE, HESHKHIA
B AR, BERNAMEMIA, TEMEBENTHRIELERT TERS. M5MEME 10 1,



BE 500 1
(01:03:51):

R R, IRERIMEEESRK, MN—XSIEBHAEF? 7 tEEKR, FEAMEE—HE LinkedIn @A,
A TRIIE, FIREHEN, AREBAK Slack HEITkfth, ARMBEZEITER, WMRERATIBERTAR
MRS, FILEEEFERXIEE? AIERT.

(01:04:17):

BEELHINHREBREDNAEZBMI N, REFRHEZ2—HH: tWERE. BRANQE, Bt IXiEER
o fth—XRULEI 5 ERFF, MARE 500 . M THMERIKENSREAXE, HTE, ARELEIREIF. St
EDNRER, AKX L), HEEEEMT.

(01:04:40):

BAZRIEAIZEE] 900 A4, ERBHBERHFSRXEN, HRBENEF NNRGRTEEHEERAFR
BiIRM A M, & Slack XFERWHNTE, WASIBIRABETIAER, LREL SARERE o HATRIUDIERM
IMELRERZRFE T RKEN “TREHKLED o

(01:05:05):

B 9B, XRE—IMREBHBRANRE, FXLLE, RMNVRENFEEHLIBERBREXNET, K
MMZIAIRE], FAIRENAAIBERRERNNEE. HNEE, TERRNNMA. FIBEEERE
2, WIANEA—IXER, RINFEESFI0FRFRR: KW, BMNRTXAK—IER, BALZEBR
ERETXNARAL, MXTMREN—FEENFEANSTANERIRERET, BPRET, AMKE—RQ
AEIKIERX T, EAAREEET.”

(01:05:49):

TR R L 7 #8Y Dropbox {#ds: Dropbox IEFEI&it—HEFEE (enlightened) WIEA . ERFEIZ
ENITEAREBAARN. REHMAW, SLHEN, RIAFAEEME “SSHRAN” . REAHRTRANEE,
FPMABRIT, 8MAMTEMENIE, BREXKRE, LLNFNBEZBERR, BEELARNK, HEIR
BRRGESEBITHT A2, MABMNEZ2HH. KENEH. FRUKRME P 3~ UM EYROEF
YasE,

(01:06:37):

EHF2ERE. HUANERSEFNFERNFEXT. HNEUS LY AT WSME, E&LEH. HMLM
IRZFBEMAER, ERMNZ2ATHEMNSTABERY, MiEEREZNRIRERNIAKLR.,

(01:06:58):

HN—BEUSHLRERAZNEE, BARREERLE, HARAUTEFARNAREE. HITANXZE—
PTERINE, MAXUNEEN. —EMEILTEBNEIMNE, MEaXRERNNZ. BIERITF T, B
B A SERLEHHIRMR. RERT - B®ER (Peter Drucker) FAMBIMLL, i1RELIERZAR,
URBMNATRIESYEUERBIVIE XB—HAE, ARERRINXEFNRIERANEKZ—, &
EZBESRME 1959 FLE “MIRTIF XMAMKRARRIZE K,

(01:07:44):

B KEET. BMNE—RAUBRERTENNIEALSRN, MXIBHNREBIEZHEIN, HERENAZEHK
ARBMREBERAT TEAN. BR, 'R, HIEFLAUBTEFRRANER.” HIHRE TED “EMM
#&” (Virtual First) 83, 3&f190% WHEEZENL, EREBRNE, HNERXEADHRLIEERHTNS
miko HKKIANNEEBOFARA, AEBRZZENMNFESZOLS.

(01:08:16):



=EREZE, BITARTRSZEMTERELATNEEAR. KRITLE T X GitLab. Automattic FKHEIM
FIXTIENRATNMTHR. RMNBEETHREXLE, S5H—E8ANKRE, HFREEAR. NRE ALK
i, PR Dropbox, HNMTELFRTHNWN “BMMAETIAEE” . BRIELCE, EIMEHT—1NEER
SERNMNAEFN IR, HRTRSFL. eENERER: BREBLR, AIREX. KEE. 25EFHK
MRONMBEEIMIEE LH. XBERZAR, BEXMERBELIZTEH, BXLMFL, RMNENTRAES
£,

(01:09:07):

TE/REFR Dropbox TR MINLIFAYSSINZERY, FATE: “GFIE, ZHORITH 2025 F. 2030 FHZE A B
B, MMeBIMA? " RELESE-—EHNARA, E -—LEFRNARAE, BERARMTA? HiTNAEE(]
H[ElsR?

(01:09:20):

HIRAND AN, REXARENFRAZ—ME ‘LT (context)s ADAE, RAILLUETZEFASR
BRFB/RZER: b0 1%, MREEAE? BNEAR? 7 HE &, (RERITFRER? 7 BSRTEDQ
B, REAREEEARERNIAZINFIARER Slack BREAT , XIEBER.

(01:09:41):

te5h, FrERINRYIZIZ LT A B ERA — N BAMRRY IR . (RAENX L, EXFRMEEEZHIXE, XFF
IRRBHIFERENEE, thil: “FF, ATARAERRE—TERE, ERFIHE 10 MERE? Nft4al
REALPIRLEREAATDNNIRES5? MTAXNIESERETTUMAZHE? 7 NRIRFARE,
B;A1E 10 MERE, SMRAEEER 10% AR, 8. “HIIRZBRX A,

(01:10:14):

B, BIERZREA—MARNAR, A#7E 2018, 2019 4, KBS WBEI 7X@, HE: “RAAE
BiRME,” M E—EBRENAERZMNREFZIRALIN, BEETE ChatGPT Il Zal, ErmBM— AR
R51%, RFNIZFIEH, WIE? NRFIEER G (strategy) , MXHEIREZE “Hx)” (plan), ENZIZEE
Hxt, CECRZEARMRY. ARHM T —MRMXFRIRA, B “BEHX, Ex2BR”

[01:10:42] Lenny Rachitsky
English:

You built this yourself, you're saying?
R EE:

REWRIRE ST X?

[01:10:45] Drew Houston
English:

Yeah, it went nowhere for a couple of years, but then after COVID, and after we're dealing with all these
information problems, I'm like, "Yeah, we should be the company that helps you get the right information
at the right time to the right person." | built that little hacked up search engine thing that | made, might
be an ingredient to this.

(01:11:08):

We bought a little company called Command E that was doing universal search, and we created this new
product called Dropbox Dash. Basically, Dash connects to all your different apps. It gives you universal



search. Then obviously after ChatGPT, not only can you do conventional search, but you can ask
questions in natural language, and answer a lot of the questions that ChatGPT can't because it's not
connected to your stuff. If you ask ChatGPT like, "When does my lease expire? Where's that slide from last
year's product launch," can't tell you because it's not personalized. Because it's not connected to your
information. We did all of that for this whole connector platform where we index the known universe of
Saa$S apps, have this kind of intelligence engine that brings all of it into a common representation, and
lets you do conventional search, natural language search.

(01:11:58):

Then more than that, we want to organize your working life for you. Stepping back even further, often it
happens that a company likes to starts solving a problem, and that problem is never permanently solved.
In a lot of ways, Dash is the biggest, best embodiment of solving the same kinds of problems | started
Dropbox to begin with. Because on the one hand, | was talking about thumb drive, but | wasn't, really. If
you think about the higher level job to be done, | was like, "No, the real issue is that it's super hard to find
my stuff, organize my stuff, share my stuff, and secure my stuff."

(01:12:36):

In the beginning that was like my stuff was my files, and the scattering was across devices. Now, the stuff
is tabs in my browser, and cloud tools. But it's a lot of the same problems. We've talked a lot about
search, but then organize is still a big problem. There's no desktop folder or desktop as in the physical
realm, when you're in your browser. It's just this ocean of content that washes by you. Then you get tired.
You nuke the whole environment. But there's nothing to come back to. There's no collection concept.
Files have folders, songs have playlists, links have ... If you're getting ready for board meeting or
remodeling a house, there's no common container. If you have a Google doc, and a 10 gig, 4K video, and
an air table, this is a new problem.

(01:13:25):

Dash also has this thing called Stacks, and has basically smart collections that helps make sharing a lot
easier. But again, a lot of this was an intersection of like, "Yeah, how has work changed since COVID? What
crazy little science projects have | done? Then how should one find, organize, and share their information
in the cloud era? If | were to build Dropbox today, what would it look like?" Dash is first part of the answer.
We're super excited. But we just launched it two months ago, and signed up our first customers. Then |
can come back to just rebooting the core business too. | think one of the big challenges or lessons from
this whole period is that one, is as part of the problem we had with competition, and this chapter two was
external, but a lot of it was internal, where we couldn't organize ourselves effectively. The business has
scaled so much faster than our ability to manage it. First is to recognize this is not an unusual problem.
Many companies, not all, but certainly many, and actually many in SaaS productivity have this
sophomore slump where you have the super successful first product, but then it's challenging to build
the next platinum album. Dropbox has fallen into that category. You could say Zoom, Slack, others.

(01:14:58):

First, it's easy to feel bad about it yourself, but no, you're not. This is actually a very common problem.
Then there's a lot of solutions. People devise lots of solutions to this. Part of it's structural. Your company
has to go from a pretty fun, and stable state of a functional organization where you have engineering in
product design, there's one product, and there's one customer. Everybody's working, we are all in the
same direction for the same team to then when you have multiple products, then you have all these
conflicts. How much should we invest in the core business versus the new thing? Who should have
authority in the company? You try to build multiple products in a functional org, but then you lose
accountability.



(01:15:50):

People are like, "I'm spending a lot. I'm trying to make Dropbox work. I'm trying to make mailbox work.
I'm trying to make paperwork, and all these things." Then you respond by breaking up into groups or
business units. We have a product business unit, product GM structure. Then you have to refactor things
to have a common technical platform, and all the GNA functions. There's this metamorphosis, and
maturation you need to go through that is mega obvious to experienced people. That you're just totally
blindsided by this if you're solving it by trial and error. There's a great book, Zone to Win, that talks about
some of this, what needs to happen internally by Geoffrey Moore.

(01:16:35):

Then there's a lot of cultural problems that set in. We just touched on some of them at a high level. But
whether you're in a company or an empire, a civilization, what gets you to the top turns out to be pretty
similar things. You have this outsider, challenger mentality where you have to eat what you kill, and the
odds are against you. Through hard work, learning, and grinding, you start moving up the curve faster.
But then once you're successful, then there's a temptation to take the foot off the gas or enjoy the finer
things in life or just focus on other things, be it other than what got you there. | think what we
experienced, many other companies experienced, Bill Campbell experienced in Netscape, the success
plants, the seeds of failure in terms of complacency, entitlements, or taking your eye off of what got you
to be successful in the first place, yeah, | went from earning a lot of the early stage startup founder merit
badges to earning the stagnation, and irrelevance merit badge. Now, the turnaround merit badge. Part of
that is the turnaround playbook.

(01:17:47):

Okay, first, it's just getting out of this delusional state where you think you're great, just splashing cold
water on everyone, and be like, "Look, we haven't shipped any. Last three years, the only thing our
customers have really meaningfully seen from our product is a price increase. What the hell are we
doing?"

(01:18:08):

A lot of it is getting back to like, "Hey, we have to focus on craft. We have to embrace a growth mindset
and learning. We have to stop blaming external factors or displacing blame. We have to be a high agency
culture." There's a cultural transformation that you have to personally embody, and be clear about.

(01:18:29):

Then in our case, we had to reboot the whole exec team. We've had all the time getting the right kind of
leadership team in place for the end of chapter two and three. Part of what happens in conjunction with a
lot of the cultural stuff | just talked about, is also you can have this as the talent flywheels flying forward,
and flies in reverse. You have a new set of issues where you get all these amazing people in the company,
but they want to work for Facebook, not MySpace. You start having retention problems when the
narrative goes negative. We start bleeding talents, and then it's also really hard to hire people for the
same reasons. Especially, as | think about where the big lessons from chapter two that we've addressed
in chapter three, the seniority gap is something that can accumulate because much of the talent can fly to
the next shiny thing. What you do in response typically is, you promote a lot of people internally, which is
good for them. It seems good for them in the short term, because they're just getting a lot more authority,
and responsibility quickly. People like that on day one. But it's a problem because suddenly people are
solving problems through trial and error. Things may be new to them that are not new to the industry,
and suddenly no knowns to the industry are unknown and knowns to those leaders. Then usually you can
get around that by hiring a layer of experienced execs or having enough of them in the company. But in
the talent wars of the late teens, we were in the situation as were many companies where, any exec you



talked to with any experience had five offers from fan companies for three times the comp, and a third of
the workload, or 10 offers from pre-IPO startups, and C-level roles. These are offers in hand. The only
thing that really worked to even just keep the lights on was basically giving people double promotions so
that they could justify someone who's a director at company X, making him a VP at Dropbox. Then you
had to do that because they literally had offers in hand of many millions of dollars a year. Otherwise,
you'd just hire no one. That cooled off a lot after the correction in Saa$, after we got more of our vision
straight, and certainly after we've been working on things like Dash.

(01:20:59):
But that seniority gap is really rough. Where ...
FRCERiE:

28, EMET/LE. BEEEZE, ARNVEREXLEERREN, F8: 209, HNNIZMAIRKRE
BhRTE IERR BV BN IEMRY(E B BA EMRBIAR QS " MV NEMAvERS IR AIRER T R —1
B

(01:11:08):

MW T —RMMEBRERN/NAE Command E, HEIETX4& A Dropbox Dash BIHT™= . &4 L,
Dash EIZRFTEMARLNE, AREEBERIEER. BT ChatGPT Zfa, RAMNAILUHITENEER, EaJld
HEREBESRN, HEZRZ ChatGPT TEEIZEM R, HAECEEERZIIRAALKIE, NR;RER
ChatGPT: “EHMEATAMERIER? EFFRAHRINLTHER? 7 EREHFME, BREREMEWK,
HEEEIFNES. RIMABNEEBTEMTHREXLTLE, 517 SaaS MANEBNFEH, HEXMEEE
51%, BAERAEFTA—TMEANRTER, IHRETEMIEENMBAIESER.

(01:11:58):

Mk, HATEEAMARMNTEEE, B—FH, BE—RABDENRFHEMHBR—DRELE, AR Nel=x
EARZWKAER, ERZT5HE, Dash Bf#/RIXEZAEI7 Dropbox BHBEIFEERIEIRAR. &IFAIAIL.
Eh—7FE, HEREREUVE, BHER 2R, MRMRBEESERY “FMMES" (jobto be done),
=W AN, EIENRBZREHREIFHAIRA. ARBIOARA. DERNRAMRPIEHAIRE”

(01:12:36):

4, “BHNERAET BEROXM, 2BEREREL. IE, GRS EVNERENGEIMSERIA, EBR
ZRER—F. HMNKTRZBER, B “AR" MAR—IKREE. SIRENKEFE, LEYIEIIRARE
B “REXHRXR o KEH o ERBFREMIABINEF. ARMRAT, XEMERE, B TRERNG
LHRE. "B R MR, XHEXMHX, REEERIIR, #EE - NRMETESEEFIINUN
KEET, EE—TBRANAZE. MRIFE— Google X4, —1> 10G B9 4K A — Airtable, XE—1
Hie)E,

(01:13:25):

Dash =& —"MY Stacks II8E, BEARLEERES, UPZLREHR/E. BEEF, XRZERE: ‘B
B, BEURIELRETHATN? BEEWLEREN/NEZIMB? A, —NARIZINEIZER. AR
DEMINER? NRFESXKEIZ Dropbox, EREHAEF? 7 Dash BERNE—E 7. HIMEBHET. &K
MENBFENERE, HELNTE—MER, ARBBUAIULREERZOISHED, FIANXENENEX
kBN z—=: RMNEE_EBINZTFREAE R EINEN, BREA—IBDEAIHN, BIENLEE
AL BE D, WESMEAEKRERTED T HRINEERT. BXBINREXHERLNE—, FZAH
(HIELE, EMERZE), LHRE SaaSE=NWMHN AT, HBEXMH “KZTBIK” (sophomore
slump) : fRE—NBERIINER™Mm, BETET—K ‘B&%E ALK, Dropbox miEFX—3k,
R EI LR Zoom. Slack Ft 21t

(01:14:58):



Bk, MMREZALREIBR, BEXFY. XKFLE—TIFEHEHNRE. MEERSBRAR. Ak
HTREZARE, HRA—HMoBEMMEN, MNARLIAM—TEEEEBAERENIRERALR (functional
organization) —EMFETIIE. &m. &kit, RE—1TFafl—1"&F, 8 ASHER— I AEEN—)
THUMBEZ N T MY, (RRBEIREXERR: BRI ZEZROWS ERAZ D, EREYLERAZD?
WM ZEARRENE? MERERERARPHES N =n, BREIREKERZRE,

(01:15:50):

ANiI&=: “BRETIRZ%, HKIEE 1L Dropbox ik, %771k Mailbox iz%%, %771t PaperiBik,” AEMR
R AXERA R/ NEASK SR (BU), HRINKRATERWSET. =R OM (BEI18) 4, ARMRGMR
B, BIUBAMEATENMEN GRA (TTIERE) IREE, MBEELMXMIMTHAH, XHELBHAR
HEEMBUHN, BNRMFAESETXERBR, BEBETSITMNEFRAR. AHBE - BE/R (Geoffrey Moore)
E—ARENBN (BEEEE: mEETS) (ZonetoWin), R T ATRBEERENT .

(01:16:35):

RESHIREZXHR#, BINAESEELMERT —L, BELERE—RAQE. —MFEEE—1XHA
F, IHRE ETEMNEZRFEIESHEMN: FEE—MEINA EEOOE, RER “BRAEERE , MA
MEBHAEMRXL, BEBHNTIE. ZIMNEL, (RABERME LB, E—BREET, M5 —MiE
xR MFHT], EREFPNEGFEY, HERXEIEILRRIINERRUINIER. KIAARINFIERN,
WEZHMABWERE, Bill Campbell 7£ Netscape U [Hid: HINE T TERMBMF, RMWABH. 5N
B, REFRBXIRVILMRIINER. 20, BARESEZEHCILEBAN “TIHE" , THTRE =
WHEXEER WHE. 0E, 2 ‘AEEE NWE. XEF—BomelERmavRg.

(01:17:47):

Y, B, MEERXMIANBSREANRERET, L8 TAKRLK, i “F, Hitaffzgkm. o
EZF, BNNEPMENBN~mPEENE—EEXNEEmEKN. FIBIREFTHA? "

(01:18:08):

RR—EDZEEZ: 18, BIVMZEFFZ (craft) o BANNGITHRIBERKOSMES, HNTBIFLEFTIZI
BERRFEEHRE. BIIBITERL—F BEEM (highagency) BIX,” XEB—FRLTR B EITHEAH
IR AT,

(01:18:29):

REERNNEFFR, RMNFEFEBRENSEHN. RMNETREKNEAEE - EXRENE=ZEREUREGIEN
TESHPA. SENAKRINXUEREEES, ELE—MHE: AAVREIEAFY, LAERER, Is
BE—RYFHEE: ATNBEERZTRENA, B8 Facebook TE, AR MySpace, HEILTHE
B, MMeBIBFN#, AdFERA, BTEENERR, BRECEFEEERE, FISLARBEE=EFHF
RE_EEFAH)IE, “EHEE (seniority gap) BR2RMH, EARZMFAAR YA T—NA=BHFH
=Y. FEBENEMARE: ERIBRKREZA, XIMIIRIEETFE, RPAAREERDAE, RAMIER
REBTEZIINIMRZE. AMIESE—RKBERXEF, BXE2— N, RAARARBAMIEED X ERERR
Ao ITMAIRIGBIENEY, FTURFTEHAIE, RAETILAN “BMEIR HXLEMSERIRK
T ‘RHT . BEMALBIEFA—BEENNESERNETATREEBZHNRZRALRBRXNEH, BE
2010 FRERBHAA KEA, HITFFZ AT —EHELTFXMIEM: MHINERBELENEE, FEHES XK
BAI™ (FANG) B Offer, FKZIRN=1%, TEERMFN=02—; HEE 10 MREELHTEILQTN C-
level BRiIHY Offer, XLEEREEIFHY Offer, M—EELIFATIBEHNAEZER LERABA] “WEEBH , Xt
1A BEIERA: 1L—1ME X 2B EER Dropbox HEISHEEEN, MAEFAXAM, RAMNFEENESE
HFHBE R ETM Offer, BN, FR—PAEBARE, £ SaasS 1TkENA. BINNESTEEN, HFISHNIFHE
ftf Dash 2f5, XMIBERERTEZ.

(01:20:59):

{BIF “AFUE HOREE, EBE



[01:21:00] Drew Houston
English:

Seniority gap is really rough where you need to have enough experienced people in the company who
can then train your high potential people. And again, that sounds obvious, but it's very difficult to do that
in an environment where the talent flywheel is going in your direction and then starts flying away from
you really quickly. And then through the battlefield promotions and these double promotions on hiring,
you can end up a situation where there's a huge voltage drop in terms of people's matching between
what your company needs and what they know how to do. And that also doesn't mean hire only
experienced people either because then you're splicing in a lot of outside DNA into your organism. But
what you want is to keep it roughly in balance. | mean 60-40, 40-60, 50-50, whatever. But your high

potential people also lose out if they don't have experienced people learning from.
(01:22:00):

So that's a little bit, | think that it was a big part of the stagnation. Again, it's not because the people, but
this was something that | was doing to my team. So it's not them or certainly on my watch, but | think it's
a dynamic you have to be careful of like do we have the right balance of people who are super high
potential and talented, but doing their thing for the first time? Are they paired with people who have
been there, done that, this is not the biggest job of their life, and that they can help those people up the
learning curve faster such that the aggregate learning rate of your company is what it needs to be.

FRZERIE:

RHMTERENRRYE, AARFEATDEAEBZSHNELENA, HINTLURIBRLESEAINAT . BRE
i, XFEREMZ N, BEAT YREAFRMR. ARRADEREMMENBERLT, BEMIIX—KIFER
Mo BN NARRT MBENYN WEEA , MREAJEIBEZF—MER: ERRAERERIEHT
RAEBITEXK “BER” (voltage drop) . XBAEHRERERMBELENA, EABFFEEIRIAR
FRIENT ZRISMEE DNA, RAEAERIERIFAEBIFE, Lba060-40. 40-60 3¢ 50-50, MREEBENAA KBEZR
FEMARUEY, WiEaRZHRK.

(01:22:00):

FRAFIAA X ZEFHN— TN ERRR, BREE, XFAERNAREE, MERNZEAFRMBER. FRUR
MR, SARERNERRNREN, ERIANAXZE—MRBALEGENHE: BRINEEE BRASE
N BAEEE—XMXHEFENN" 5 “BEEHT. XHIFMNALEREABRL. FTUEBFEEREAF
SJHIZBIAN” ZIEEVS T FE? XFRABRNEAE IR AR AR T,

[01:22:41] Lenny Rachitsky

English:

Man, | feel like there's a book here of lessons for founders, things that you never hear about until-
R EE:

it, RR/XEEE—XBNEM, 2RLEIHBANZI, BEMRMKRITINES, BE—

[01:22:51] Drew Houston
English:

Mind the seniority gap.



FRSCERIE:
=

[01:22:55] Lenny Rachitsky
English:

That's one of so many. People think about becoming founders, they start companies, "Oh, I'm going to
start a company, there we go." And then, they think about that first part of the journey that you talked
about. And most people don't even get that part. And the best case scenario is you experience a ton of
growth. And then, the way you described it to me previously is you hit the final bosses where showing all
the success and they're like, "Oh, | see there's a big market here. Let's go after it." And you're battling
Apple and Google and Microsoft and Meta, and a lot of people don't think about that and how that's the
future if you do well.

FRCERIR:

ERABRZHFH—D. AMTERAEIIEA, IIRIDRE, “B, REBARRT, FHEE" ARMHITEE
HRIRAZINIRENE—BD. RERABEERDDEHARE, MEFHBERZMERT ERMEK, &
&, MBMZEaREERNIE, MBF7T “REKBoss” | HIFBRTAENND, fi1sH: “M®, &E
AXEBRE—IARMG, ILHNFIRKE” ARMMEMER. S;. B Meta fit=t. RENLEVEX
—=R, WRBEINRIMEET, XMEIREIARRK,

[01:23:28] Drew Houston
English:

Yeah, every time you move up a league, your reward is a stronger and better opponent and potentially
more unlevel playing field. And that's just the way it is. You can't control that. All you can control is how
you respond. And so, you want your company's response to embrace that challenge and use it as a
mechanism to get stronger. Easy to say, hard to do.

FRSCERIF:
M, BUMRAN—IESNEE, RIEHMEEERA. BABNNFE, UNKFTREEMFAAFENZTEIFE,

ELMBRXE, RITEESH. ME—EERINZMMAIN . PR, (REZBIRASMNN S NEMEkE, #
REEANBIFIEBRING HERSS, MERM%E,

[01:23:51] Lenny Rachitsky
English:

Yeah. So maybe just to start reflecting on some of the lessons from this journey, because there's a lot
here. One question people may be wondering is, should | even be a founder? Should | start a company? A
lot of people, there's a lot of pain that you've been sharing of the challenge of starting companies. What
do you tell people that are asking you like, "Hey, should | start a company? Am | right to be a founder?" Is
there any advice there that you could share?

FRCERIR:

Bl PR IFERATRI LI e R BXEREZFIN—LEZ), RAXERRERZANE. AMTAIESZEH— N E=E
B HERZAFZEBAN? RZDATG? AZETRSEUNDABTRBEM . X TFRLERR IR, &K
ZEIMAEIE? TESHENBAIL? 7 WA, FEFARTUSZRRING?



[01:24:18] Drew Houston
English:

| don't know what made me want to be a founder. | just showed up that way. And so, there's probably
some chemical imbalance of some form that causes people to do it, but | had a lot of insecurity about
should | be a CEO? Because coming from the technical side, because | was like, | can do the engineering
and technology, but all I know about being a CEO is | do not know how to do all of those things that CEOs
do, and I do not look like that, | do not talk like that, it's intimidating.

(01:24:46):

So | think first is it doesn't have to be an all or nothing decision. | mean, obviously it's all encompassing
decision to become, to start a company, but you'll have many points along the way where you can keep
calibrating. And | think the biggest thing is, or advice | got from one of the founders of a company where |
worked was | was like, oh, should | be CEO? Should I not be CEO? Should | be CTO? He's like, "Look, just
try it, be CEO, see how it goes."

(01:25:17):

Initially, | thought | was like, all right, well I'm going to get the company to 100 million valuation and the
trend will just be going faster, faster and faster, faster. And instead of just getting thrown off of it, I'll just
hit stop and retire. And | thought that sounded like a great plan. But then, moving to the Bay Area, you
suddenly meet, you throw a rock and hit 10 people who've done that. And what do you learn? This was
just shocking to me because | talked to one of the advisors | mentioned earlier. He's like, "Yeah, the day |
sold my company was the saddest day of my life." I'm like, "What?" As a 24-year-old, and he's like, "Yeah.
Well, I just felt like the company had drifted away from what it was supposed to be and | just didn't like
it." 1 think they're certain in the founder mode trough where you're like, wait, things are screwed up and
it's on my watch, but I'm not really sure what happened and what do | do about it? So | think burnout is
the biggest thing that will kill you. And so, | think that's why these coping methods and getting your own
head is important, but if you do that, then it's also this amazing experience. And then often so many
founders go back and start another company and another company. And you don't have to, but there's a
reason that people do that because there's just a lot of rewarding aspects of it, building great things with
great people that impact huge populations.

(01:26:42):

What | found is that founders keep doing this because they love it in some way, or at least have a love-
hate relationship with it or can't imagine something else that they would otherwise be doing and I'm
probably the same way. But | think to get through that, you have to, Ben Horowitz also said the hardest
thing for a CEO is to manage your own psychology. And we've talked a lot about, yeah, first you have to be
aware of what your psychology is, and then how do you make sure you're not resenting or hating your

company or yourself and view...
(01:27:18):

| think the hardest thing for a founder, challenge is not optional. You're going to be challenged, but the
suffering is optional. You don't actually have to suffer. | mean, look, there's crunch periods or times where
it's taxing, but it doesn't have to be this experience of suffering all the way or burning out or being really
angry and sad all the time. Although certainly, in my experience that | did get in periods where | was just

sad and angry all the time. So you need to figure out how do you work your way out of that.

AR ERIE:



BRAMERTALBREERN—REIEBA, BREMEXF. P, AREMTZINUCEMREGESBATZ
Hif. ERXNTRENZEMLE CEO BREFRER. RARERERALE, HEKAILURE TREMEAR, BHM
Y CEO MME— T f#pii2: FARE CEO MBVARLEEZEAM, HKEFEK CEO, RFHLFE, XiLAEZME

o
(01:24:46):

FRUARIERE R, ZA—ER—T “@FHEL” BRE. HNEERE, EACNQBE—TEHUMNRE,
B—B LMREBERZRAUURHRE, FANREEN—R, AEHRBMURI TEIN—RABHEIBABE
RENBNZE —ENRYLE: R, Rz CEOIE? BEFRH? HZH CTOME? ” fix: “IE, mER
i®, % CEO, BEHRBERMM.”

(01:25:17):

ROEEBNE: FIE, RELATME 1 ZETHE, BREFIMUKHER, AR, RFIWETE, MEE
BIREIERARRK, RESXITERZ MR EERRENIX, RRAKM, FEETRELEER
210 MEIXFMEN AN RFEETHA? IWNBRRFEER, RAZEMNZAREIN—UBRIR, thit:
‘B, FEAFNBREH —EFREGHN—R." FA—1 24 Z80/MAF, FOB: “Ha? 7 fibik:
‘BH, HRRRFBLABELRE T EAZANEF, RFERET” TIANTE “SIIBAERX" BRSH, R
20T FF, FERET, EERNEHRERERN, ERFABERET 4, REEAD? FAUKIAN
‘627 (burnout) BRMBARANKRE. XMENTANNGEMNESECHNBRLEREE, BMNRIRMGE
T, RBIR—RFUNEFR. REBAZEERINEZXK. B=ZRAF. RKUEXAM, BEANTXEHS
2EREN, AAXEFERZSOKFENSE: SMENA—RITEFEANEY), FMEARRIAR,

(01:26:42):

BEMEBAZFILURIFHE TR, BRAMIIERMEELAZE, HEEZEVEMHERTANKR, HEL
FERE TSIt A. HATREEEXF, BEEIMX, REH—7F - ETHRBIRE —CEO &3
MEBEREEECHOE, RITXTRSZ, BN, BAMBATIRIRECIERES, ABRHRMAIZIRIAY
RIFH QB HIRE Co

(01:27:18):
KA ONBAR A REN—RE: REZHIET, (REESZERL, BREEEANEDN, RLF LN

Ho HNERRE, &, SEXENHPRBNNNG, EF—EFERLERE. BERRBEXEEMNEH. BA
ERNEFHD, HEREIBREGHBRAE, FrUREEFBZINAMPELF,

[01:27:47] Lenny Rachitsky
English:

So along those lines, I'm curious, so you've shared a few things that have helped you level up as a leader
and push through that. You mentioned meditation, Bill Campbell, a coach. You mentioned a few books.
What has helped you continue to level up and stay ahead of where the company needs you? Sometimes
you fell behind, sometimes you're ahead. What are some tips for founders that are trying to stay ahead of
where things are going?

FROCENIR:

BEXTRE, HREFSF, MAET —EEMMREANSERAAEIEXNTGE. FERTER. Bl
Campbell. #%, ERET—EH, BT ABPMIFLREAHEETATDHTRVAE? BRIERT, BIRG
7o WFARLEREETHEMEBIEIEAN, FEFAERINE?

[01:28:12] Drew Houston



English:

Well, I think first thing is | think a theme that's carried throughout a lot of these different chapters is you
have to figure out what game you're playing and what the rules are when the game keeps changing. So |
like in addition to the Enneagram or coding, | also like a long time video game player and there's a great
game called, everybody's familiar with StarCraft. It's an awesome game. | think it has many lessons and
riddles for an aspiring entrepreneur, many parallels with running a company. I'll save that for another

one.
(01:28:54):

But this idea, Mindshare is a big resource. It's not actually how much money or economy or land or

whatever or-
RSz ERIE:

i, HINNEL, BEFXERFETH—NEER: (RONFERIFEETT AR, Uk AN R
KBs, MR 2. BFTHEARKEAR, REKBRBFIEN. B—REROERY (EFFH)
(StarCraft) , ARERHE. XEB—MREFREN. HIANENERONEURBRSHIFRH, 5L2ERQ
AIERZEMZL. HEETRBIR.

(01:28:54):

BXMEEZ: OEDE (Mindshare) B—IMEEH R, ERMFLEFAEMBEZ DR, E5FRT. T

[01:29:03] Lenny Rachitsky
English:
Actions?

FRCERIR:

1218k (APM) ?

[01:29:03] Drew Houston
English:

Military. Yeah, it's like you can only do so much or think about so much, your attention, but that's actually
not the big lesson. In StarCraft and other games, there's this concept of there's a micro and macro, and |
would add to that, there's also the meta game. Okay, so what's that? Micro in these games, something
like StarCraft is like, all right, can you click really fast and move your people and build things really
quickly? And it's like the mechanics. Every second, how many hundreds of things are you doing per
minute or how many things are you doing per second? And that's like a conditioning and practice and one
kind of thing.

(01:29:43):

Then, there's the macro game. Well, could come back to the micro, in a product context or in a startup
context, that might be things like, all right, how do I, often the stuff around product design and
technology and distribution. So early founders especially are going to be totally fixated on here's how |
make this great design and here's how the engineering works and here's how we get users and here's
how our sales motion works, or here's how our viral loop works or things like that. And it's very in the
details.



(01:30:12):

And then, there's the macro game. In StarCraft, that might be things like, well, clicking a lot is important,
but overall you're really managing your economy. So do you have more expansions and resources than
the other player? Are you building up your military? Are you getting your balance of the investment in
economy and military? Are you scouting? Do you know what the other person's doing? It's more strategic
and conceptual. So things in the startup realm that would feel more like that are more like, all right, not
just the mechanics of how does this feature work, but more like, all right, what's the business model?
What's the market? Who are my competitors? How do | differentiate myself? How's this all going to evolve
over time as the category goes from super high growth to more mature, things like that? And you
respond, okay, we got to go from one product to multiple products, so then we have to reorganize the
company that way and we blah, blah, blah.

(01:31:11):

And then I'd say there's also this, the meta game, which in gaming is a pretty specific thing. It's like some
combination of the game itself gets updated so that as the creators, they make this unit stronger and this
area unit is stronger, and this ground unit weaker and try to keep this big system in balance. And then,
also as this community of players figures out new strategies and this big repeated game of rock paper,
scissors, people figure out, okay, this one strategy is now categorically better. And it's always this
adversarial thing that's always shifting. And so, playing StarCraft in 2020 is pretty different from playing
StarCraft in 2015 or 2010 because everything, both the players are shifting and the game itself is shifting.
And the game, it's usually not shifting a lot. So it's really more of an ecological effect.

(01:32:02):

So | think it's super important. And then, in a startup context, what's the meta game? Well, I'd say some of
it is just business cycles. So | think you'll have, as you see, there's this boom in the late teens in SaaS and
in tech. There's a bit of an Al boom happening right now. It's not that different from what, or parts of it are
not that different from what happened with the dotcom era in '99, 2000 or the web 2.0 era in 2007 or
others. And then, you have these bust times like 2008 and 2000, 2001, et cetera. So there's a market cycle
thing that often creates similar dynamics where it's like five years ago every tech company was hiring the
maximal number of people that it could. And then, that created one talent dynamic. Now, it's a lot of
companies are keeping high comp flat or negative, so that's just a very different thing. But even those are
cyclical.

(01:33:03):

Then, you want to identify how is this game of business actually fundamentally permanently changing?
So for example, we launched Dash, we usually do a press thing, conventional press, tech press, we got
almost no coverage for it. And yet all the stuff we did on social or going direct was way, way, way more
impactful. And it's not just Dropbox or in tech, but it's also presidential election. All the candidates are on
podcasts. Yes, they're on CNN too, but not really. So that's just a new thing. How do you manage the
brand of your company or launch products, things like that. The nature of marketing is changing. And
that changed when, in 2007 too, instead of hiring PR firms and buying AdWords and stuff, we were
creating these viral videos and we were using math from epidemiology to create these viral loops. In a lot
of ways, Dropbox took that, transplanted that consumer internet playbook into business software.

(01:34:10):

But the thing is you need to understand what game you're playing and you need to get good at the micro.
It's not that the meta is more important than the micro, it's like you need to do all three at the same time.
And so, that's really the hard part. And then, when things are shifting. And the way you know what game

you're playing is to be systematic about training yourself and probably the single most useful, or at least



important to me piece of advice | could give is you have to figure out how to keep your personal growth
curve ahead of the company's growth curve. The single most important impactful thing for me has been
reading because talk about this micro, macro, meta games or abstractions, this is the kind of stuff you can
learn from history.

(01:34:55):

Learning what happened in Netscape ended up being pretty important to what happened at Dropbox in
2014. Learning what happened to Procter & Gamble and selling makeup ended up actually being pretty
relevant. So | think having a broad information diet is really important. And I've collated a list of books
that were really impactful to me. You can find a way to share that. All right, I'd be happy to share that.

FROCENIR:

EENE. B, MEAMRARMRXAZ, ABFBREREXALS, MIVERNER. EXHEIFERARHE,
£ (EfreE) MEMIERD, B “HE" (micro) M “XBM” (macro) BIHE, HREEMLE— “TTiE
%" (meta game), BB A? FEXLRNF, bl (EFFFHE), HUIEME: MESRERT, BEIREYE
i, REFFISHRA? XXFIRIFRTG. S§—Mh, (REDMHBLENoHE, HESDHBILIEIE? X2
FH RIS,

(01:29:43):

RRERBEM. BIEIFRIAIATRNIEER, MiEER: FROALEF R, RAMD L. FHEBAL
HeReTET: ROARBX MR, TRRWNMEE, RNWARIRAR, ZNBNHEEREZNME
5, HEBNVFEREFNAEE. XIFETEDT,

(01:30:12):

BERAREW. £ (BRF$H) P, XUfkR. RERSXAREE, BLFLMAREERMFNES. (REEL
MNFREESHHEMMAR? (RESEY REN? MBS T TEFNERHRN? MESEMER? (RAE
MBI AIS? XERHRRMEMNEEE. e, XEGE: AMEX MM EHE, m2:
BIRAZHA? THEBE? ANREFNFE2HE? RNAKIAERNK? BERENBESEREKZEMHR, X
—IIFAAEE? ARMMERA: FIE, FMOTIME—FRERZ~5m, FURMNBAUZIMEAEAR
g, F%5.

(01:31:11):

RRBWEER Tk (meta game) , XEFURZ—MRAKEIE. EMERBENEZIZEN, CIEE
XD RMER, RPN EFRMUERR, LA MEREAUESS, KERSKAZHNTE. BN, BERRE
FERREHRE, EXNERN “BXEIH BEEEFFR, AMILRM: B, X—MREAETLNEET. X
BRE—NRETTAHXN IR, FrLL, 2020 Fit (EFF#8H) 5 2015 F£5 2010 FHnIEEFRR, RHARKE
T, BHEEHER, BRAEREITEUFK, BESE—HESHN,

(01:32:02):

FRUFIANXBREE, EEIWIERT, FARTIEN? HERHEP—HomEEWEH. f=EE, 2010 F
AR SaaS MEHRITU B —RER, MEEF—K A H#,. X5 1999, 2000 FREEKMER, =& 2007 £/
Web 2.0 BfUHEBAREXF, AGIRIBEEIE 2008 F. 2000 F. 2001 EMEFFE. HHEREEZE
ERMEDZS: LEAERT, BREHRXQABEMERATESHIBA, XEET —MAXHE; WE, REAFR
ReHAEER, IXNETENEIRR. EXEEEEMERN,

(01:33:03):

RE, REIRAEWHERAREEMLESEAE TIRAMRN. KAMNEWL, Fla0, K14 Dash B, BESM
BIEAE AR, BURAAX, BRIVIFEEIFARE, AWM, RMNEACREX LHNMESR, EE
EERRBFNER, CMABKESZ, XFMNELLETE Dropbox HERR, SFnZtb2tt: PREEEAE L
BE. 20, i1t L CNN, BEFBRERT . XIMEHMEY. MUNAEEATRE, NEAH=m, EW



%, BEENAREERTE, X 2007 FHEE: BITEERAMAXARHWE AdWords I8, TIRHIIER
SR, FIARITHREOMSERROEREER, ERSS5E, Dropbox KERE M EMBIEL T H
ME N

(01:34:10):

BXfERE, MBETRAREERMARY, HAEMBEERMNE ATAERTHREHIREEE, MEMFE
FEIMIFX =R, XA BRENED. HFEBELRETKN, THRIREERMFARRNGERRIHIIZLE .
RELHNEEA. HEELDNHERHASEEENRNE . ROUTUIRELMRE D ABK LS5 T A B RIB KA
%o WERKY, REE. RATMON—HERZMNR. FNKREBR. KB, THERTMKES, XL
IR LAMBA R ZEIB R,

(01:34:55):

T f% Netscape RET1+4, Xt 2014 & Dropbox KEMFRLRFIFEEE, THREZNAEMLR, ERIE
BAIFERX. FIURINARET ZNEERRINAFEER, REET —MXNRATMERANBEE, R
ERELK. HEREDR

[01:35:18] Lenny Rachitsky
English:

Absolutely.

R EE:

N VY-
Ho

[01:35:20] Drew Houston
English:

But in a lot of ways, as a CEO, you have to be right about a lot of things, especially and including things
you haven't done before. And | think from that perspective at least, I'd say there's things that are
challenging for your head and things that are challenging for your heart. The head challenge is one that's
more like, all right, how do | cultivate wisdom really quickly? And so, in addition to a lot of technical
books about here's how you do marketing or product or management or things like that. So it could be
around higher level, almost philosophical when it's things like Buffett or Munger or Bezos would be more
on that end of the spectrum. But it's not just reading. | think having a community of people that you can
learn from is really important. And I've also found it's interesting, you learn having stable of people that
are at the same stage as you, couple people, a couple stages ahead, 2 years ahead, 5 years ahead, 20 years
ahead.

FRCERIR:

BERZSE, F7CEO, MRBAERSZSHBLMEN, LHEREEPLEMUMMKEINER. HIUANAEDLM
BIAERE, BLEFBRAIMOKE, BESBERRMIAC. KMPIREEZE: FIE, HMAHREEST
BE? FAlL, BT REXTUNAMER. FaEENT W HEIN, EALR—EESER. BFEZENR
75, LLINEIER. SHEUEREFm, MISTIOE0M—ik. ERNXERR, FINARE—ETLUER
FINHXIFEER, BELKR—MHEBNE: MFBEE—HLTR—MERBA, JLNREMRILMIEBNA,
W2 HE. 5F. 20 FHA

[01:36:23] Lenny Rachitsky



English:
And this is founders, other CEOs?
FhERIE:

XEZEIEA, HEft CEOM3?

[01:36:25] Drew Houston
English:

Other founders, founders and CEOs, exactly, because you'll learn different things from them. So first of
all, when you're in the early innings, you'll actually get more useful advice often from your peers because
they're going through the same thing. So it's like, how do | raise a seed round? You're going to get a lot
more out of someone who did that a year ago or is doing that now. Then if | asked the doc, "How do you
raise a seed round?" He'd be like, "I don't remember. Just build a good company."

(01:36:55):

And you'll see that as you talk to people at different phases. | think again, early stage it's more about the
micro, about the product and distribution, then there's this continuum. So then it's about your business
model and monetization and the financials, then it's about defensibility and maintaining that advantage.
And as you talk to, as | talked to my peers would be more about the product. That was the scaffold |

would see over founders.
(01:37:26):

And then, people that were further out, actually they still knew all the micro stuff and had feelings about
it, but they're almost philosophical in nature like philosophers and just very broad intellectually and
drawing lots of distinctions from lots of different things and knew a lot about a lot. And | think most of the
tenured founders that 1'm, most of the founder CEOs who've been at it for 10, 20 years plus, I'm at 17,
almost all of them read voraciously. So | think combination of reading and community are the most

important things.
(01:38:02):

But then, the last thing is being systematic about it. So in line with what does it mean to keep your
personal growth curve ahead of the company's growth curve? | think one way to do that exercise is think
about is always be working back from, in one year from now, what will | wish | had been learning today?
Two years, five years? And often, those to-do lists are pretty different.

(01:38:23):

So in 2008, | would've been focused on just getting users for Dropbox, but then looking ahead to a year
later, | would've been building the first business functions in the company, and then five years later, it
would be thinking about how do we fight with Google and Microsoft and all these other things. And then,
for my own skills, it would be like 2008 where like how do | raise a scale to venture round and what do all
these terms mean and things like that. But then, how do | be a great leader, great manager, comfortable
speaking publicly, things like that. And the things that are further out are often the most intimidating, but
you also have the most time to learn and you often can psych yourself out in terms of like, oh, this is just
new and uncomfortable. And | did say this is one of the hard challenges. You're always going to have that
feeling of discomfort. And instinctively, what you're going to want to do is run away from it because
you're human. It's uncomfortable to feel like to confront these things that you're not good at or might be
embarrassing or threatening. And so, | think an important part of being a founder is learning to run



towards that feeling not away from it. That's a big part of your learning rate is the extent to which you're
pushing yourself beyond discomfort.

(01:39:43):

And so having that list of a year from now, two years from now, five years from now, what can | start
learning today? And then, recognizing these things, they're all trainable. So in five weeks you're not going
to be a great guitar player or surgeon or manager, leader, but in five years you can put a pretty big dent in
those problems. And people who enter college and leave college often have a lot more relevant
knowledge after those four years. So just having that growth mindset.

(01:40:16):

And I'd say the last piece of it that is also tricky in addition to going from a heart or mindset perspective
going towards discomfort and in addition to a lot of the other stuff we talked about being like how do you
have a sense of equanimity, you're not burning out and finding a sustainable pace. | think the other thing
is often smart people have more trouble learning than otherwise. And there's this great article that |, it's
probably my most handed out articles probably from the '70s or '80s or something called Teaching Smart
People How to Learn. Because what ends up happening is the more book smart you are or the more you
were identified as gifted or intelligent as a kid, the more not knowing something or being wrong, it's not
just not knowing something or being wrong, it's like an assault on your identity.

(01:41:11):

And so, | found that one of the best predictors of an exact continuity of this scale, it's not just what they
know or what they can do, but the extent to which they can actually be aware of their failures and not
blame or dismiss things because smart people have a really fast rationalization hamster. They can
convince themselves that, well, here's how they were technically right even though clearly they were
wrong or clearly the thing didn't work out and they let themselves off the hook. And all of this happens
unconsciously as a protective mechanism.

(01:41:47):

So I think finding ways to take responsibility or always have a mindset of what if | were a hundred percent
responsible for this? What if it was no one else's fault? What if it's entirely in my control? And those things
are never true, but that's always... Or with perfect hindsight, what would | have done differently? And just
owning things ends up being more painful in the short run, but then some painful hours can save painful
years. And there's a great book on that mindset stuff, the 15 Principles of Conscious Leadership, Diana
Chapman and some co-authors, and she's been a coach and friend of mine. She's amazing and it has
really helped me on that front. But really, how do you train your head and train your heart? There's
different things you do for each, but all in service of keeping your personal growth curve ahead of the
company's growth curve.

FRCERIR:

2R, HelA. e98AFR CEO, IERMIt, ENMRIMMIE EZEFRNKRAE, Bk, SIRGSTEEM
BRE, BB MNEITHRERIIESERNEN, FAMIEELAEFNER. thil: “FzWEHTHF
BRHE? 7 M= —FaMIXHERREEERXGENARE, REFIEZ, IRFEA—ITEF: R
AT FIRE? 7 ARSI “HAIEE T, RBIIE—RFLQEMIT”

(01:36:55):

HIRSRTFARMBHIARKE, MEAMX—R. RINBHRESXFHIE, XFFafllnk. ARE—1
ESE: BEXFHURN. TN, BEREXFHEEMERNE. SRSETRKN, ESEXT
mmo XEHELIBAS LEEIBIMN .



(01:37:26):

MABLEFFZMA, ERFREMITNATRERAIENFIZATHESCHNLE, BMIMESREEGEER, iR
HIEET, BEMNIFZAENSYFPAWEAERER, EFZH, FHIANKSHERCIBA, FBLEMHT 10 F. 20
FLLEMBIAA CEO (REBAMT 17 F), JLFFREABERRENREEE, MURENTXNEEEREEN
ES

(01:38:02):

Ra—RERGN. ATIEPARKHLGILTATNMKHL, BIAN—MEIAFRNZ: BEMKRRIHE,
—FfE, BEFEASSXRFITHA? BRERE. AFRER? 8%, XEFNERRIFERE.

(01:38:23):

£ 2008 &, =L XTI Dropbox FREXAF,., ERE—FiG, RETETEUATNE—H#ISIREE; AF
&, REMFASERN. MRFEXRS. WTHRECHREE, 2008 FRFBINAHITHERE. XLERRE
FAER; B2E, REBNARA—BFANATE. FANEEE. NAEMIMETAFEHREFS. B
EBIZNERETRILARE, BRUARSNNEEAFES, MEESRNFRAEMFFRMES S, HRIX
EEMEAEZ — MRESBBIHAETIREIRIE, M, MBkE, RAMEAL. EXHRFER. A6
BN EERMERNES, BERFEFR. L, FAARNBAN—ITEERDEFBEAMET, M
e, RIFIRBRIEE LEURTRESAIZE LHIEE CHRATEX,

X\-

(01:39:43):

FRLL, FIH—%Fa. mER. AFERENESR, BESKAUARFEIMN 4. ARRIRE, XEFFEHZTL
%Y. EARRMASHRABANSMF. IMEEREERE, BRELFARAURAMARRZLE R, #HN
ARFNMBARFENA, ERFEEERWEESHEXIAIR. FMUREZREBMIE KOS,

(01:40:16):

RE—HSEREF, BRTMAALCHOSEERARE, URBITAZINGRETE. FMES. FHARENT
=9, RINNB—HER: BEPRAFEHEBAERES, E—REHEANXE, FJRERIRIABRZNX
B, KR 70 3¢ 80 LK, N (HERBBAMAFES) (Teaching Smart People How to Learn), EAEE
B, FEEPARLMNIEBA, HE/NHERAENBERERIRBANZT, BA “FHEES = “BCE mF
BB FFERICHE, Mk T MRS HIRE,

(01:41:11):

FRAFAI, N—NSEEX TR TRSHEARIREREIRZ—, TUEMNAETANERTA, ™
RUMNESAREE LERIREIE KRN, HEREHREREMLR@E. FANRBARFEE—MERT R
‘GEAER” , MIALLLECHEE, BMEEARE THEBLM, MINERALBEXNE, MmiLEcER
R, X—UIEERFEA—MERIPHIFIZTRIRAZERN,

(01:41:47):

FRLL, BIANBIHRABRENSE, HBBRAFRE—MOE: MREITXHER 100% BRI EE? R
XAZHANERE? NRXTEERMITFHIZ TR? XERIGKEFATELESE, BXHME - HERETEN
FERZER, REMMLRERER? TEAR, AERESEES, BNV NNNEEIUNELENES.
XFXMHOEE —ARRENBIL (FIRWFIRY 15 FREM) (The 15 Principles of Conscious Leadership) ,
{E#& = Diana Chapman fl/Lii & &%, M—EHEENHENAR. IFETFE, EBRAFEL THREKRE
B, BYFRLER, RIMENIRIRBIKRAANG? S—MEMERRNAGE, BEE A T ILIREIN AR KL M
FREWK K%,

[01:42:39] Lenny Rachitsky

English:



| love how tactically your advice is. There's this piece of advice of think what do | need to know a year
from now, two years from now, five years from now, this reading list, this idea of having staggered staged
founders in a community to help you along this journey, this article about how smart people learn and
how to get past this block. So I love just how concrete a lot of this stuff is. So then, just zooming out and
maybe final reflections on this journey, as you described this, it's basically the epitome of the hero's
journey that you've been on here. Things are good, trouble appears, you enter this other land of everyone
coming at you trying to squash you in every direction, battling them, and then emerging now into this
new land with all the things you've learned, coming back to the original idea of what Dropbox could have
been. So | think that's partly why it's so interesting is it's the epitome of-

RS ERIE:

BRERMNBVMLERB AN, (bNBE—F. WE. AFERFEMETF A, BIBE, THXKFREFR
MERBIBIIR ANRES IR, EB X TFERAANME S URINARKERNIXE, RERNXEREHAKIZE, B
4, BMARE, HIFRWNXBREN&EERE: EWMRFHEARN, XBE ERMREHN— “RBEZRK 9%
o EHI—UIERGF, RRGILLIL, fRHENT B0, FrEABES I ARIXEEER, (RSt WNE
HEMRFINFABERAUIIEX Rt b, BT Dropbox R¥IBIBER AT, KEXMEBATATUIL
B8, ER—HI%EF,

[01:43:29] Drew Houston

English:

But we still got to make it fully out of the, we're on our way up, we're clawing our way back up.
R EE:

BEMNDAFTETEELR, RIVEETRALEMNRELE, RIEEEIRLERE,

[01:43:37] Lenny Rachitsky

English:

The dragon's still out there. The incumbents still exist.
FRCERIE:

ERMKAFE, EREXKRATTR.

[01:43:41] Drew Houston
English:

And by the way, it will always be like that. You're never done with that. It's not like you reach the A-top or
you don't have to if you don't want it.

FRCERIR:

IRER—A), BRKEZEXF. RKIELENRTRN. HABRIMAR TTIEMERT, BFRIFRAEBRT
AT,

[01:43:53] Lenny Rachitsky

English:



And it makes me think about, as you're talking, people think about product market fit and something, a
lesson from this journey is just like product market fit is not a binary. You will have it now. You've got it
and you have it and will last forever. It's constantly being broken by other people or if there's something
you've discovered that is a big market. And maybe final reflection on the story you've shared things that
might be helpful to people, just the journey you've been on that might be helpful to founders who are
going through this right now or will probably go through this.

FROCERIR:

IRREIEIL AR, AMNBHKE “TahaREeE” (PMF), MXERZEN—1MEIIZ: PMFHAREIFRES
o HAARBRMIMERBETE, EMBIKEHFE TR, ERMBANAITR, HEBMRFELIT —PATE, B
SFMBEZME. HIFEREBRE—TROZNRERXANEENNE D, FiE2NPEEELZHNAES
AXEREIIE Al

[01:44:20] Drew Houston
English:

| think it's important to remember we're all really lucky to be able to do this kind of work. And the things
that | got out of... When | was 18, the things | thought | would get out of starting company would've been
the things you would think. It'd be like, oh, I'll be really well-known or really rich or build these awesome
things. | think there's benefits to that, but what I've grown to appreciate a lot more is over time is this
thing or the experience and the journey of starting a company can really be of forge for a better character
or there's transfer. A lot of what you learn here is transferable in many different domains.

(01:45:11):

| just had a little kid, Charlie, he's one-year-old, so | know we're both in new dad mode, but I'm like, it's
made me a better husband, it'll make me a better father, made me a better person. And then, | just say,
listen, there's no easy button where things are just up to the right and so don't look for one and don't feel
bad if things are difficult. But ultimately, one of the biggest surprises about being able to spend time with
all these interesting people and founder CEOs who've created these iconic companies is at the end of the

day, they do it because they love it.
(01:45:56):

And so, | think learning to decouple... That doesn't mean they're always having a good time at all. Most of
them use metaphors like Jensen or Eli, like chewing broken glass, staring into the abyss, and yet for a lot
of these people, there's at the end of the day, nothing they'd rather do. So | think finding the gun in that.

AR ERIE:

FKIANNEENREILE, BITEMXMIEENESEE, &K 185K, BUACINDAREEINAAMRIITE
BRNPBLL: BR. TE. TEEZNARA, RIAAXLERIFITL, EREEREIRHER, RERERHN
= QI RBENEHMREZEEN TR N EEEFHRIEER, HEBRXE—MWTE, MEXBEFINELZR
AEFZAETUHE B/,

(01:45:11):

ENEB T NZTF Charlie, t1—% 7, EMER(TLTFT “NMFER” B, BREEXEREBILERANTEHFN
XX, URIUEFEMABFHRE, BRI TEFNA. REHEWR, FE, RE— “GaEKHA" giLEE
KIE—EMA L, FIUUAREERRE, NMRFELERE, UAEREER. ERE, ESEXLEFENIA. B
ERE TS AT A CEO THA, RANIREZ—R: VIREK, MTXFMEEIMMITAEZE,

(01:45:56):



FREL, BIAAZFRMERE - ZHAEREMNZ2IRRFC. MITPHNASBAZEREGRELTTH (Jensen)
siikfE (Elon) ABLFAYLLME, Lbal “IBEFEBIBEIURMN o AMM FXEARNRSERN, BIKK, &E
EEXEEIL M TRSEIE T o FREL, FOIARBEMHBIEHREIRE,

[01:46:19] Lenny Rachitsky
English:

I'm very excited to follow the next chapter of your journey. | am really thankful that you shared these
stories. | think this is going to be helpful to a lot of people. | think this is a story that people study for a
long time because it's common and not talked about much. Drew, thank you so much for being here. For
folks that want to maybe check out what you're building, anything you want to share, where should they
go?

FRCERIR:

HEBHHFEMREN T —IET, RENRBERIEXLERE, HWANXHEZABIEEY. HIAN
EXE—TAMNZARRKEENSEE, BNERESE, BRIVKIKXIL. Drew, IFEBIPIRER. WFRLEREE
BREFETENTRBIA, BHARDZME? MilZEmME?

[01:46:40] Drew Houston
English:

I'm just Drew Houston on all the socials and then we got our new product, Dropbox Dash,
dropbox.com/dash. Right now, it's for companies. We'll have a downloadable version. You could just get
on your phone or your computer soon. But Lenny, this is awesome, super fun, really big fan of what you
do.

FROCENIR:

EFRRBHREAR EIE Drew Houston B EE$X 2l F . F (11X B # = @ Dropbox Dash , ik 2
dropbox.com/dash., BRIERERXGEMN, BiRRSEL TR, RAUEFVIHER EFER. Lenny, X
XET, BREH, BRIIMHBILHL,

[01:46:59] Lenny Rachitsky

English:

Awesome. Same. Drew, thank you so much for being here.
R EE:

X#ET, BtBZE. Drew, IFEZIFTREER,

[01:47:03] Drew Houston
English:

Thanks.

FRERIE:

i,



[01:47:04] Lenny Rachitsky
English:

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

learn more about the show at lennyspodcast.com. See you in the next episode.

FRCERIR:

AREN. IFBRHKIT. MRS XEATEEMNE, AILUTE Apple Podcasts. Spotify SIREIRAIREZ R
FiTiE. tesh, BEEERABINTPRBTIFIL, XEMAMBENHEMIARKIXINIEER, R UE
lennyspodcast.com #EIFIEHITTEHR THRESZER. THTEL.



