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[00:00:00] Elizabeth Stone
English:

We can't really have any of the other aspects of the culture, including candor, learning, seeking excellence
in improvement, freedom and responsibility if you don't start with high talent density. And in some ways,
it's very reflective of Reed Hastings as founder of Netflix. So when he founded Netflix and grew the
company over time, it was with a belief that there could be a different approach to building a company
that would make it a place that people thrived in and loved being and would feel different than other
places, both in the quality of that talent density, but even more importantly, the excellence and the
outcomes. And that that's where people would derive a lot of sense of fulfillment. So it is very deeply
seated at Netflix from its original days. And in order to do that, you have to really hold yourself to a lot of
stuff that doesn't feel like natural human behavior.

AR ERIE:

MRFMEAFZEE (High Talent Density) 8, HIMEEZEERBEUXUNEMSE, SFER. F
3. BREHN#HD ., BRS5HEE. AEMEEL, XIFEEEMT Netflix SIIBARE - IRHTEH (Reed
Hastings) BYIE&. el Netflix HREERBNEBRRATN, MREATUE—FMHAENAAREILIA
8, ILEMRA—TANEBELE. AZSLEP. HFARTESATENMSG. XMRENMUEREATE
ENREL, EEEMNEANTEEENMR L. tIANXA BAMTREERMMBEBS. Ft, XHIER
Netflix BIXZ Z IR TR MATHEIX—R, MOAERSLTETRERES, MXEBRFEHFTE
AR B AEE.

[00:01:06] Lenny
English:

Today my guest is Elizabeth Stone. Elizabeth is chief technology officer at Netflix, and as far as | can tell,
the first economist to ever be named CTO at a Fortune 500 company. Prior to this role, Elizabeth was vice
president of Data and Insights. Before Netflix, she was vice president of science at Lyft, COO at Nuna, a
trader at Merrill Lynch, and an economist at Analyst Group. In our conversation, we cover a lot of ground.
We talk about how an economics background has helped Elizabeth in her career and why she expects to
see more economists rise in the ranks of tech companies. She shares some of her secret sauce for rising
so quickly at so many companies so consistently. We delve into Netflix's very unique culture of high talent
density, radical candor, and freedom and responsibility. We also talk about the structure that Netflix has
for their data and user research teams, which she believes is a part of Netflix's secret to success. We also
get into what biking and triathlons have taught Elizabeth about life and how she brings that into her work
and so much more.

FRCERIR:



SENEREFWHH « §1@ (Elizabeth Stone), FIEFHHZE Netflix WEFERARE (CTO), EHFTA, ME
BRI AME 500 32 A7) CTO NEFRFR, HEMALRMZE, FINDABESIES ARS8 EMA
Netflix Z 71, BB Lyft WBRIFESH. Nuna WEEIZEE (C00). EMIEZH (Merrill Lynch) KI5 5
UKz Analysis Group I FR. EHRMNBINEFR, HANLIRTTIZ0ER. HINNETEFFERMOFAER
FIWTENREE, URATATFITSEINESERZRERKATEH. HPETBHSESHRABML
RFEEFEBFAN—LE “BR” o HIPRNRITT Netflix IEBIRFNXNE: SAABE. #i#EH (Radical
Candor) UKBHBSHEE. HTEHKET Netflix IEMA A HRERIZERNE, Ik Z Netflix BIIBIFLIR
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BEAR,

[00:02:08] Lenny
English:

A huge thank you to Ali Rao for introducing me to Elizabeth. If you enjoy this podcast, don't forget to
subscribe and follow this podcast in your favorite podcasting app or YouTube. This helps tremendously

and | really appreciate it. With that, | bring you Elizabeth Stone after a short word from our sponsors.
(00:02:26):

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, 1SO 27001, HIPAA and more with a single platform, Vanta. Vanta's market
leading trust management platform helps you continuously monitor compliance alongside reporting and
tracking risks. Plus, you can save hours by completing security questionnaires with Vanta Al. Join
thousands of global companies that use Vanta to automate evidence collection, unify risk management,
and streamline security reviews. Get $1,000 off Vanta when you go to vanta.com/lenny. That's V-A-N-T-

A.com/lenny.
(00:03:18):

Let me tell you about our product called Sendbird, the all-in-one communications API platform designed
for both web and mobile apps. In a world saturated with multi-channel communication, product teams
are discovering the effectiveness of in-app communication. With Sendbird, businesses can elevate their
in-app experience with decluttered and branded communication featuring Al powered chatbots, one-way
messages, chat, video calls and livestream capabilities all tailored for commerce, marketing, and top tier
support. Forward-thinking companies such as Hinge, Patreon, Yahoo!, Accolade and more use Sendbird
to build in-app communication experiences that drive engagement, conversion and retention. In-app
communication has the highest conversion, highest engagement, and highest satisfaction of any
communication channel. And when it comes to investing in this channel, trust Sendbird to take your in-
app communication experience to the next level. Start today with Sendbird's free plan. And as a listener
of Lenny's Podcast, you'll get an additional two months of unlimited usage and access to all premium
features including creating your very own generative Al chatbot. Visit sendbird.com/lenny to begin your
free journey. That's sendbird.com/lenny.

(00:04:36):
Elizabeth, thank you so much for being here and welcome to the podcast.
FRZERIE:

JEE R Ali Rao BRI B M AL TR, MRMERXMER, ST ERRERVEZFNAK YouTube £iT
X E. XWNFZBERKER, FERG. EATHEMBNEENAR, REANRERFEWDSA - @B
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(00:02:26):

AHAT B Vanta 2B, HHNIIRRATAEIMANTLLEKEN, FHERRTR/ER. IE, RaLlEd
Vanta X— M EERIFERE. RIEFFFEE, HENTER SOC 2. 1SO 27001, HIPAA F&#IAIE, Vanta
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(00:03:18):

IR EIRN BB 5 Sendbird, X2—NE R Web B EIN Ai&iHH—IEREE APl £45, EEREE
ERMtt AT, =REAMETELRNARBENBNM. &8 Sendbird, ®IVAILLEISEE BHE mERIR
FBERANAREL, ThReEHE Al IRchiEIRMZEA. REEPEE. BIX. MSUBIEMEREINE, 28E
b, EEMINAESZIFESES], Hinge. Patreon. Yahoo!. Accolade FgifEM ABEMER Sendbird H3ERN A
RBEAN, DS 5E. BUXRNBEE, EMERERER, NANBENHELE. S5EMNHRER
ERElN, FREAX—ERERN, BEE Sendbird, BN ARBEARREAZFHKF. SKHRARER
Sendbird 9% 28itXl. £/ Lenny's Podcast B9IRAR, {REGRBEIMNANBINEIRERN, HAIUERMES
KINEE, BIRRIEMRESHEMT Al BIXNIEEA. 48 sendbird.com/lenny FHIGIREY G2 ZR HRAZ.

(00:04:36):

RIS A, FRRERERIXE, WIDREAEER,

[00:04:41] Elizabeth Stone
English:

Thank you. Thank you for having me.
FRCERIE:

B EHERRIEE.

[00:04:43] Lenny
English:

So when we booked this conversation, you are VP of data in Netflix. And since then you got a promotion,
you're now the CTO of Netflix, which feels significantly more fancy. Question for you, what is life like now
that you are CTO versus VP of data? How is it most different? I'm imagining more meetings.

FROCERIR:

HEANFLOORKIER, REZ Netflix BIEIERI S8 MIBARIRAIRT, MAER Netflix 89 CTO, XIFEER
BERRISZ. RIRNEE, IEEME CTO MZaEARERIS S8, EEFFHAZN? REANFRRMTA?

HRBEWNEEEZ T,

[00:05:01] Elizabeth Stone
English:

I would say the biggest thing that changed is probably the amount of context switching and the degree to
which | feel behind or | have a lot to learn. And | felt like | had a lot to learn in the VP of data and insights
role that | was in before in part because we cover a lot of different areas of the business and there's
always people to learn from, but the engineering organization just takes that to 100 basically. So more



people to get to know, more problem spaces, aspects of technical expertise that I'm just not as deeply

familiar with. And yeah, a lot more meetings.
R EIE:

BRRGANTH AT LX) (Context Switching) BUSAZ, URKBRIZEREEFINFEZZ,
FEZAEERES ARESZHN, BMESERSAARY, BoREEHNEBRZ VSIS REIR, 2
BAUFEINA, BEIRAREAR HBXHFESBERAET 100 F. BEZHAFTERINR, ESHET
B, URBEABARNAENERARZ LA, U, SWEHESZTRS,

[00:05:41] Lenny

English:

I imagine many higher stakes meetings as well.
FRCEIE:

BRELERZNMNES. EEENRIN

[00:05:44] Elizabeth Stone
English:

Yes. So thankfully not a lot of meetings that Netflix feel like now you're really in this scary room, but it
does feel like the role has more consequence, which is actually an exciting thing.

FRCERIR:

BH. FIFTE Netflix, FHRBEZDRWILREFEREH T —NMEMEGEE, EFfSKERIEEX T AEAIENSR
FEE. FMEX, XEHFLER—HLAXENER.

[00:05:57] Lenny
English:

Kind along the lines of what you just talked about being a CTO. Your background is actually unusual.
You're a trained economist, you got a PhD in economics. And from what | can tell, you're the first CTO of
Fortune 500 company that is an economist trained in economics. First of all, is that true? | don't know if |
think that's true, but you tell me.

FROCERIR:
IERRIZA $2 2189 CTO &, MFNERELRATH, MB—RIRIIIGHNEFFR, BELFAELFL
EIFAA, fREME 500 BATRE—(URILEFFYIZE CTO, B, XBEMNG? RFHEXEERENR,

RREIFFK.

[00:06:16] Elizabeth Stone
English:

| have not checked the list. That was one of the things | did not do after getting the title. It might be
unusual. I've heard a lot of feedback on that, so | don't know if I'm the one and only, but | will definitely
say it's probably unusual.



AR ERIE:

BHEREIRE, ZERXMKAE, RREMXMHE. XTEHBERFTIE,. RRATREXFXAENR
5, FIARAEREERE—HN—T, EREEIRXHERLD W

[00:06:30] Lenny
English:

Yeah. So | guess the question is just, do you think this is an anomaly and going to continue to be really
rare? Do you think this some are going to see more at tech companies? And generally do you think tech

companies should hire more economists?
FEiE:

B, FTUBBRIAET, MINAXB—MIFIHSBEFTNTED? MINARRERHE AT SEINELXE
BUIERIS? BRIKE, RIANRKRABNZERAESHEFFERD?

[00:06:41] Elizabeth Stone
English:

Yes to the last question. That's the easiest of it. But one of the things | observed even with the focus on
data science where I've been deeper for a period of time is that economics is a flavor of data science. So it
is a set of technical skills for sure. It's a way of framing certain problems or solving challenges.

(00:07:06):

And so when | was first switching from economics into tech, it was before there was a lot of sort of the
frenzy around data science that we've seen more recently and it was harder to make that argument that
economics is a flavor of data science and maybe complimentary to other versions of data science. And |
feel more strongly about that now that I've seen it up close. And so maybe by extension | would say just
like | think data science can be helpful for a lot of different problems that you might not immediately
think, "Oh, this is something that we should bring data to," | think that economics is generally valuable
for a lot of different challenges and it's a useful perspective to add to things, especially in a business
context and especially in how we want to simplify problems in a way that makes them feel tractable.

(00:08:00):

So | feel like that's been a benefit to me to have had that type of formal training and then bring that
perspective or way of thinking to different roles. And so | don't know that many people at Netflix think of
me as an economist, but | find it comes out in the way | think about things. So to the extent that that's
true generally, | think it's useful in a lot of companies. And | feel like even since | made the switch towards
tech, I've seen it become much, much more common to think about the value of having economists on
teams.

FRCERIR:

EEEN. BEEPRERED, ERMTRIN—K_Z, BMETIORM T —EKRATEVEL
HMWBHIERZH—F “KIK” . ERER—ERAKEE, B—MRERESFAI

RE— M RAIBNER
ERIFAY, fFF
B75 =o

(00:07:06):

FRASRERAIMEFFRARITIE, SIESARRIDXFENEERFOLER, RRREIERZFFER
HERZN—H, HERCENEMREBIERFHH 7. EEEENRZE, HIREMIRE R, Fit,



SIFRTLUER—T, MEFINNEBIERFRIUBERARSIRAEAZLAERE "B, XNizAEERER
BRI —, TNAZEFENTIHZSFARIRGEZRRENE. ER—TIFEERNMA, CHEREBLE
=T, URERNMNEBEEGUDRERER[IZTRIE (Tractable) B,

(00:08:00):

FRUE R SEZIXMERNE, AERXMAAIBELSRAEANTEANAEER, WHERHE—MHRAE. KFH
ZE Netflix BZ D ABHYBEFFR, ERAAXMERIERETRTBEZREN SRR, MRXMEEER
I, WANERNRZABDNMAER. MERRREE, BMEERARBKITILER, EEFEFAMPIIANZEFERIMN
EELERFEREEEBT

[00:08:32] Lenny
English:

Just to pull on that thread a little bit more, is there something very tactical or concrete that you can share
that you find helpful with that background that you found helpful in your career?

FRCERIR:
BRNRN—T, BREFAIFEAKHSHFMENARR, SMESXMEREMIVIREEFIEEETRE?

[00:08:42] Elizabeth Stone
English:

Other than the dismal dry science of it all? So one example would probably be in an understanding
incentives and thinking about unintended consequences. | think that that is true both in terms of internal
leadership, so being part of a management team that's thinking about how do we clarify priorities or
motivate a company or define the problems we want to solve. And then part of it is more externally
oriented. How do we want to think about what Netflix is to consumers and how we want to think about

competition?
(00:09:24):

There can be a rational way of thought, which is one version of economics of shouldn't rational intelligent
people behave in the following way. And then there's the, well, if given certain incentives, what might you
see that we didn't think was optimal or we weren't expecting to happen but could be a consequence or
repercussion here? And so | think that that type of framing, | don't know if it's unique to economics in a
way because it has elements of psychology to it as well and planning ahead has become really useful for
thinking through cause and effect. So that has come up in a lot of different spaces in Netflix and in other
roles I've been in.

FRCERIR:

BRTER “EEIENTIE" KRZIN? — M FEIRER I EENE (Incentives) HVIERFRLUARM EIMNGR

(Unintended Consequences) MIB%, HIAAXERIASHAEIEEER, tLUEABEREN—R, B
EINAIERML IR BRI ABRREXENERANEE, S—BRWEREINE, LLINBHITINAERF Netflix 3t
HEBEENEX, UNKMNINFAEFRES.

(00:09:24):

B—MEENRESN, XEEFFN—TRE, B “EHBERNAEERRZUNTARITER? 7 Al
EEF—MER, BERENHBT, (RAESEIPERIPAANRZRRMH. HERITLKTREIZ LK EER
REFENERIRE? BIANNXMELER —BARTHEECRSNRTEFE, ENctaaoEFE R
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[00:10:08] Lenny
English:

| was looking at your LinkedIn and looking at your career over the years. It seems like you've had a
meteoric rise at four different companies. And I'll just walk through them briefly. So at your first job, you
went from associate to vice president in three years. At the next company, Nuna, you went from manager
of data science to COO in two years. At Netflix you went from VP to CTO in three years. | think that's really
rare. I'm curious what is your secret sauce to being so successful at so many places and especially in the
context of what advice can you share with folks earlier in their career?

FRCERIR:

HETIRM LinkedIn, BT RXLERNIRERE, BERMENKARNABDHER 7T RERNTERE -
K PRE—T: ERNE—DIES, RE=ERM Associate HEITEIEH. T F—K2LE Nuna, {REM
FAMNBIBRIFZEAET COO0, 7E Netflix, IREZFAMBISHEFART CTO, HINAXIEERL. HKEBH
BIREX AZMSEBEEMLL RN B EAN “WiR” BHA? RN FRLELFRIVAEERHHA, RE
FHABNATUDZ?

[00:10:46] Elizabeth Stone
English:

This is one of those questions that sparks the reflection that | wouldn't normally do, so that's great. |
really don't think of it as a secret sauce, but maybe | can walk through some of the things that I think have
been instrumental. As you listed that out, it sounds like the two to three year point is the real sweet spot,
so maybe there's something about that timeline. But | think some things almost feel trite in how | would
say them, which is I'm very dedicated to the work and to the teams I'm part of. It's been part who | am for
a long time that | give everything I've got to the job that I'm in. And | think that dedication and that | get
joy out of that has mattered. It matters because | enjoy what I'm doing. | do the best work | possibly can,
less so for myself and my own ambition and more so because | think of myself as being part of a team and
so | really need to deliver for that team.

(00:11:52):

| think that framing in my mind and that motivation has helped me in a few fronts, which is the way in
which | build partnerships with people | work with that | really care about setting other people up for
success and being someone that people want to work with, so | learn from them, they learn from me, and
we get better outcomes for the business together, | have found that part of that is being someone that
people can leverage to translate from technical to non-technical and non-technical to technical. So that |
do think has been a relative advantage in my role. So while | was often sitting in more technically-
oriented teams, a lot of the advancement in my career was to roles that required that type of
communication fluency. It grew out of being able to partner with people across the businesses who
didn't necessarily have the same background, but where we needed to really connect spaces so that we
could be more effective.

(00:12:57):

That was something that | think really the training for that came from analysis group where it was a very
quantitative set of work that we had to find a way to communicate to judges and juries for economic



cases. So that was something that was trained in other roles and I think I've been able to leverage. I'm a
relatively introverted only child, so | observe a lot, which means that | learned from other people. And in
each of these roles | have tried really hard to watch what other people are doing, think about how could |
learn something from them, whether it's the thing that | want to be able to do myself or it's the thing that
I think, "Oh, that doesn't quite fit or feel authentic with my style." And I do a lot of that introspection. So |
have been surrounded by amazing people in all these roles and | have a feeling that | learned a lot by
osmosis and observation and then have been able to leverage that to be stronger in the roles | was sitting
in.

AR ERIE:

EXE2— TSI AR FRAZHNRENEZD, XRF. RENTANBRA “WiR” , EHFHAURE—T
BIANERXBIERANLESE, EMRFIHOAE, RE=ZFEMFE2— “HEL , IUBITFXPEEILE
BLEE, BRIANEEZEERHEKRIEEF[ELERITDERE, BRERNTENFABERAMNIEERN. KEU
¥, RUERN—EHBOMEBSN L TR IERRAE, RUAXMHRANURBMPRENRFIFEERE, XRE
B, ANEAZHRAMMNER. HREAEMEIRE, SERZNTHECHRNET O, FNREHTRIES
SEFEIA—5, FrUFROANENRZHES.

(00:11:52):

BIANXELEERMDOENNAFEEN TR —ERESRAFELSERHEXRNAR, HRENRERMM
BN, HEANRA—TARBEHENA, ZEFRAMNZES], wtEFRFES, FNEENLSEISEFH
BRo HAMEP—EDBHA—MEBRMBABGENIAN, EHITRASIEEARZEN “BF . HIANXE
HIEENABFE—TEMNMAE. BAKZESAEARREHE, EFXRRLEEFIITFSEAEEETHRLE
FEXMDBRPENAC, XRTRBSUSHTFERTE2TENAGE, RNFREZFFERMILURSH
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(00:12:57):

HIANXEES RV ELERB T Analysis Group, BBEFE—EIFEEMHNIIE, HNLITREI—MAEARKH
ERGEFEMNEENMEFEE. XMEHEHMABHHEETHRE, REREBRFMIAE, RE2—
BHABRNREFL, MIUAENRRS, IBREXRAUAFES, A8—TAEH, HEIFESIHMARZIA
BUCE, RERALMBIIE EZ2H4, TIERHRECREMNE, ERHET B, BAKEEHRIBRE
MERHINE" B9F. BT RSXENRNE. FREXEREHR, HBLMEMFHA, BREFHELEE
AUMMTRFETRS, AREBFAXEERNRULLETRFER,

A

[00:14:00] Lenny
English:

| took a few notes here. A few things you mentioned is just like, dedication, essentially working really hard
and taking your work seriously, being part of a team and setting other people up for success, translating
complex tech language and problems to non-tech people, and then being really good at observing and
learning from other people around you. Is there an example or two that you could share of some of these
to make it even more concrete for people? Like dedication. Is that just like working many hours, being
part of a team? Anything along those lines to share a story maybe to help people put this into practice.

FRCERIR:
BEXEM T —LEL, MRIN/LREE: 8N (Dedication), A EEBBATIEHIAEMFIME; fERE
AR —RFAFMBMA; FEFRIKARESHREERLIFRAAR; URFEEBRUENRBENOAFES, R

BERRENZE—RMIF, IEXEQWAKKREAF—LE? bl “BN” , XUXZHEIIEREKE? XZ2(F
FNENN—REEMRIL? BRE RN E ] AT B A SIEX KR ?



[00:14:35] Elizabeth Stone
English:

No, and it's a good clarification because the dedication piece really isn't about long working hours. It's
more about how much | care about excellence, | guess. So giving it my best in those situations. And that
might not mean that | work really wild hours or | work weekends or I'm the one who's willing to sacrifice
the vacation. I've actually tried to avoid setting that as an expectation, but more that | hold myself to a
very high standard.

(00:15:13):

So an example would be, especially as I've gotten more senior in roles, there can be an expectation that
it's okay for other people to wait on me. So whether it's the timing for a meeting or providing input on
something or reviewing a document or following through on something | said that | was going to do, and |
really try to avoid that, which means that if someone sends me something, | try to be very responsive
about it. If  know that | said I'm going to do something, | follow through on it in the timeline that | said |
was going to do. If | have a meeting, | try to be on time to that meeting.

(00:16:01):

Those are all flavors of dedication to the work that show up in, "Oh, it seems like Elizabeth works really
hard," but the motivation factor is other people are relying on me and | want to show up for them. And so
that's when | say dedication and it's related to the second point around showing up well for the team,
those would all be examples of | feel urgency in responding to people and doing high quality work.

(00:16:27):

For the other parts of technical to non-technical, | think a great example is actually a very timely one at
Netflix, which is, we are making strides to offer live content types. So live events, live TV shows. We
announced this week that we're going to be hosting WWE starting later this year and early next year, 2025.
That is easier said than done. | know that there's a lot of entertainment companies that have live content.
But Netflix has really been in the streaming content business, so live content is something new for us and
it's something that's going to require a really close partnership between our content organization and our
products and technology organization because there's a content strategy to it, there's a business strategy,
there's a technology strategy to it. A big part of my role is, can | explain how we're going to approach
those technical problems in a way that builds competence with the content team? Can | try to understand
their content strategy in a way that sets the technical teams up for success and we understand what we
need to be able to deliver on here in terms of requirements.

(00:17:46):

| don't think 1'd be able to do my current role well if | wasn't able to do that type of translation for
something that's going to be a big bet for the business and something we want to invest in jointly. And
then to set my partners up for success in that. So | am going to do everything | can to make sure we
deliver well for my content partners because | feel like that's what's best for Netflix in the business.

FRZERIE:

T, XB—MREFNES, BN ‘BN BENFREKNEIE, B, eESMXFTHNBERIPNTERE
B, UMEBAEBLERR TREAKANE . XAEHAFERERERIMYE, HERAKRIIE, HERERME
B RAIRIA. FKFF E—ERERZEXEIRENT, EZHERNECEREES.

(00:15:13):

EA00lF, CHEISRRUERESN, AgaE—Mil, BRI ASFRIEFRIAN. TIERZINEIY
8], FRNEFRMER, NEHAXY, HEBTHAERHNE, RBIBNERILIAF. XEKREN



REANGRATHRA, RIREREMN. MRBAERRETEMRSE, RIRBAERERETTH. Wl
REZW, RIREBERS.

(00:16:01):

XELENTIERANRIL, AN ‘B, FWPEEERIEEESSN” , EHRREIIATEKBEK, &
BAM7RE FAILERXIRAN, ES5E-S—ABRNKRIEGE—FBX, XERESHREMYMAFTT
B s B E TR R B B =AY+

(00:16:27):

ETRASIERARZENES, FRIAAN—TIEERENGIFIE Netflixo BITEETBNREEBATEE, It
MEREEDSN. BEEBUTE. RMEBER, BNSERLERBEMNBESEY (2025 F) FHEAED WWE, Xt
ERAZMERE, KNEGREZBERLAFAMBEERENS, B Netflix —EEFTFREFSBILS, FRUERERN
BRENRIAZHESY. XFERMNNASTH SR ERASIIZERIZIEEEENSE, BAXTRA
AR, WSHEERMTAKR, BAGHRA—EHOE: KRETHEBERITSNAMIEXLER ANE#, MMEIL
ABEPANGEL? RESENIEBMINRNAERER, MMLRARMGTES, HiLRNMBEESRAEHKA]
RERXMT 4o

(00:17:46):

NRFAREAX M S5 ENEAREM AR ELEIR BT E M Xt “BE" TF, RBHTZMERR
MAt, AREXTIRBPEMZINGIEAF. Eit, RIR—IZNHERNNIATSEUHRHRIFHIR
i, EAFEEEXI Netflix Bl 55 B H=5FHY,

[00:18:09] Lenny
English:

Amazing examples. In terms of life content, | think about the Love is Blind. | think it was for premier,
whatever, reunion that we got sucked into that show. So good job. And | think there were some issues
with that, right? That reunion streak.

AR ERIE:

BENFIF. RIEREANS, FERIT (EBAE) (LoveisBlind), HENEEHMESERIFIERE, &I
WP TERSI T, FRF. FIFRICHEHRHET LR, WE? BIERFENER.

[00:18:24] Elizabeth Stone
English:

Well, yeah, that was about a little less than a year ago now. So the amazing thing about failure is you
learn a lot. We learned a lot. We've taken notes on it and we had a couple successful events after that,
including the Netflix Cup last October. And we've got some exciting events coming up. So | think that's
something that strengthened us, but did reveal that we're tackling a hard problem.

AR ERIE:

13, B, WBEALFE—FRINET . KMEHFURIMAETMEFERS, HNFHTRS, MTIER,
EZBFRNZED T TURBIHIRES), BIEEFE 10 AR Netflix 1, HANEB LS AHEEREIEEIR,
FRAZOA N B EILENERERAT , EUHIERT HNEERR— TR,

[00:18:50] Lenny



English:
Yeah, the Twitter feeds during that, Love is Blind premiere were hilarious. People are pissed.
(00:18:57):

Okay. And then in terms of the, keeping a high bar for yourself, | love that. | think about a quote that...
There's a VC, Ann Miura-Ko, at Floodgate and she did this interview with Tim Ferris. She shared that her
dad always asked her, "Are you doing a World-class job with this? Are you doing a world-class job with
your homework? Are you doing a world-class job with your piano recital?" And that's the bar that he
always had for her. And | feel like that's a really good way to think about work and life in general if you
can.

FpCERiE:
=0, LY (EEBIAE) SREREN Twitter SIS XIBR T, AT#SIET
(00:18:57):

. XTFHNECKRESIVE, HEEMX—H. FBET—1E - -Floodgate BIXLIEZE A Ann Miura-Ko 72
B2 Tim Ferris RO ZET, tRXFEERM: “REXHE LBISSHRLENG? FEELBIESEEREK
3?7 RN ERSERENIG? ” ABERM—EAMISENIRE, KUEF[MRATUNIE, XRRETIEME
SEREER .

[00:19:28] Elizabeth Stone
English:

Yeah, my mother used to describe to me, probably still does, though it required more repeating when |
was younger, that the last 5% is the 5% that really mattered. And so it is that framing of the extra effort
you put into something to make it world-class or to make it excellent. And so | do like to push myself that
way and | hope it sets a good example for other people too. It's very consistent with especially the
company cultures that | tend to thrive in where that's the general expectation of the culture. So you don't
feel like you're doing it alone, because then | think you can start to feel frustrated by that.

AR ERIE:
=M, REEUNMENRIER —IETETRENR, BEATR/ N EEEMNEEFEZR—REH 5% 7 2EIE
EREERAM 5%, XeN T it EGERTHREN S KM HNETIE N, BBARENXFEEED,

HEREXENMMAMILER. XSRFEETFEERPRRIABDXLIEE K, EARSUHEERR, X
BMMARERNERLL, SNIHIANIRAIEESEILEEIAR,

[00:20:15] Lenny
English:

| know that this is a big part of Netflix culture and | want to get into it. But before that, I'm curious just
what that looks like with people that report to you. How do you help them level up in this skill of having a
really high bar? And an example I'll give as you think about maybe an example is the way | described this
to my PMs was, you want to have this aura that you've got this that, "If you give Lenny something, he's got
this. He's going to follow up, he's going to close the loop, he's going to get it done. If he can't get it done,
he'll tell me, | feel like this thread will not disappear. He won't drop this ball." Is there anything that
you've learned as a good way to help someone learn this kind of skill, understand why this is so

important?



AR ERIE:

FAEXZE Netflix XICHIEZHAME D, FERNRWN—T. BELZE, HEVNEXEMFRTES L2IM
RIEY, RINEZEBNIBITRA XM “RERSIIE BIRKEE? SIRBEFFE, REMEIZESHFF:
AT R~ mEE (PM) BXHHAN, MEA—f “ReigRE” NS17, B “NMRFBEHERS
Lenny, fHEEISTE. MZIRE, SHF, FLEMT. WRMMAE, EHFE, RESXGEFRERAK
8, MARERET.” MEREFIMNAEHEE, EEMFIASSIMEEE, HERATAXNMEEE?

[00:20:53] Elizabeth Stone
English:

It shows up for the people who report to me, is one part example setting. So if | don't do it, why would
they do it? | treat that very seriously that we should all be held to the same standards.

(00:21:12):

And as a second thing, | give feedback when it's not up to the standard. So | think one of the things I've
observed especially with people on my teams is that the expectations aren't always clear and you can't
assume that they're clear if you don't share them. When something's not meeting expectations or really
showing up as excellence, | think it's a combination of both giving the feedback on that and being direct
about it and being specific about what would it take to get this to the bar that | am expecting or to show
up in the way that I'm expecting.

(00:21:55):

And then the third and probably most important thing is help them fill that gap. So that would mean...
Let's take an example. It certainly has happened frequently in many jobs. A document is okay, it's not
great, it's not going to be easy for people to follow, it's not as crisp as it could be. There's things that
would strengthen it. | can both give the feedback on that to make sure like, yes, it's going to take another
round of iteration, yes, we're going to have to work another week on this and not be done with it, but
pushing people to get there, and then jumping into the document and helping.

(00:22:32):

So | feel very strongly about, and that's kind of what | mean by setting an example of like, "Let's work on
this together," and then through that, help people uplevel themselves so the next time around they know
the expectations and they've had help getting there in the past. So that's probably happened a thousand
times in my career where | jump in with both feet because something needs to be better and | think the

teams are better for it afterwards, or | hope they are.
R EIE:

FTFRBCIRBOARG, XEWE/LNAHEH. F—WMILEE, MRBEAXEM, MNATAEXEHR? FIE
BINEMRIX—=, BIFRAIER ZE TR,

(00:21:12):

FIRE, HELEAFIMER, BReEEHRB. BMRIN—RE, LHEEREMNNAS L, FHEHFE
AW, WRIFRDZ(REITE, FMAERIZESEMN. HEHBLE RTINS EE R H ST,
KN ZEEWMR: —ERERGHFREEE, —REKRAREMT A EARTKIPENINE, HEURK
HAZHAXEMW,

(00:21:55):

F=m, LEREEN—R, SHBMINENER, XBKE M7, XERSIEFHEERE: —
XHEER LA, BRBHE, FEZILAER, TEE. BERAIUMNRE, RTURERE, BER 2



1, XEEFHIT-RIENL, BN, BINLEEBRE—ANE, FEEMXFLER" , FHEDAIDLEEIEIRNE
B, FBES53IEPEIREEER.,

(00:22:32):

KRB =AM, XMERFARNIMIIEFNER, il UERIT—EXTHRXD , AEESX NI, B
MBRABES, XEFEFRMUIIMAETSHENA, HEUAEEES AT TEANER, EERNREES, X
MERAREREL—FR, BE2SOLEANEP, AAREARBAZELFEY, BINNBANZE2ALERE
%, HEZRALEMLL.

[00:23:00] Lenny
English:

| think that's such a good framework just to kind of mirror back what you said, "Set expectations that the
bar is going to be really high and here's what I'm expecting from you." Give them very specific feedback
on where the gap is and then help them fill that gap. | think a lot of people may feel this and hear this and
they're like, "Oh man, | don't want a manager that's like this high of an expectation person and it just
feels really stressful." But I've had these managers and | feel like that's when I've learned the most and
leveled up the most, is having someone that had really high expectations and then helped me
understand, "Here's where you're not doing as well as you can. | know you can do better. Go back and
work on this." | know that sounds annoying, but | think in practice it ends up helping you most in your

career. | imagine you've seen a similar result.

FRCERIR:

HREXR—MIFBFIESR, REIMRR: “REMEZIFESHTNE, HSIFMIIZREVERE.” SM(3FEE
BANRIGE, EHEEREME, ARHEMITENEE, HBRSARIIXEFAESTEE. KW, HAFE
B THEEXABNEE, XENKKT.” EREEIXHNEE, RESEERFIRS. BARRNE
EF—B—THERSNA, AGMERER: “XBEMEFERBIT. RAEMREMSEN. BEBHR”
FANEXITEEHRBRMA, EFEINATEREF, XREFREOREEEBRA. HEMBEET RMAER,

[00:23:45] Elizabeth Stone
English:

| think so. | mean you'd have to ask some of the people on my team. So | might look at it differently that
they look at it.

FROCERIR:
HEEN. FEMFERKERENAN. HERWAIENMIIEZINF—1%,

[00:23:51] Lenny
English:
[inaudible 00:23:52] differences.
FRCERIE:
(AARB) EFo



[00:23:53] Elizabeth Stone
English:

It's a hard skill because it's not always easy to give feedback, especially if you feel like you know
someone's put a lot of effort into something. And so | give a lot of thought to how | deliver that feedback
so it feels like we're on the same team and I'm trying to help them be successful, not to help encourage
failure. And that's where | think that third piece of the framework of jumping in to help can make people
feel like, "I'm in a safe space. My manager wants me to be successful. My manager's helping me here." |
do often do that behind the scenes. So maybe that's another flavor of this, which is, | don't do it live in the
big meeting in front of all the people where the presentation doesn't go very well. | do it afterwards
where it feels like a safer space to say, "Here's a way this could have gone better. Let's think about this
differently next time." So it gives people a little grace and a little bit of an ability to absorb that feedback
without feeling like it's kind of on a stage.

AR ERIE:

X —IRMENKEE, ANRERBRAFTSEEHZN, LHRIAMRBEABZNHTRSE M, FRUKE
TRZBOBEREWMAGARS, ILNARFIHRNEER—TH, RI2ESHEMIIKD, MARENK
KW XMEBHINNERPE=IH—FESSREED—ER, ERILANES: “BATF-—1T%=2
RUIF iR, RNVFIEREHML), RPFBERRER.” REEEREXF M. FALUXAIERS —MXE, Bl
CREFMBASEINARINE, HRTHTEFNIFN LSRG, REEFEEY, F—TRBREEZEH
wEiR: “XERAMAUEEEFNA. TRILENMR MR XA AIE—<EmE, iLibila6e
W%, MARTESEREREBRZ THREF,

[00:25:02] Lenny
English:

Another thing someone may be feeling when they're hearing this is like, "Oh my god, it's going to take me
so many hours to just get it to a place Elizabeth is happy with." And | know you said that this doesn't
mean necessarily many hours. Do you have any advice or thoughts on just how to avoid burnout and
working all the time, but also keeping this really high bar and high expectations?

AR ERIE:

7 XE, AMIATRESENS—MRER: "X, EBXAFWIERBORE, RFESDNNEI" K
MEMRIXF—EETREERRSHIE, XTNMERRWESMITRIENTE, RXERSFRSINE
FMERZE, RBEHABNERAL?

[00:25:21] Elizabeth Stone
English:

It truly is not about time. | even found myself in a meeting earlier today saying, "If we're clear on the
objectives of something, it might be that the last 20% of polish on the document is a really bad use of
time. So if we're going to come together to talk through..." Like quarterly business review was the
example, what were the highlights? What were the low lights? What were the learnings from the quarter?
Where are there places of misalignment? The reason we're doing the quarterly business review is to have
a really candid conversation about how we think things are going, to have a debate about things where
maybe we're stuck. It's not to have a perfectly polished document for that conversation.

(00:26:08):



So my feedback in that instance would be, | would much rather have someone spend the time thinking
about what's the conversation we really want to have? "How do | tee that up?" Not, "Could | spend
another 20 hours to make it look like everything's perfect in this document?" And so | think in that sense
it's not just excellence, like you wrote the perfect document, | should probably be careful to not use that
as the only example, but instead we really got to the outcome we wanted to get to because we were
thoughtful about it and we put a lot of energy and time and iteration into making sure we got to that

outcome.
FRSCERIE:

XENSHETLX. BSKRBPLEMBEREETE—AINEWR: “NRFBNHEGSHNEIRNERR, BAXHERE
20% RYEB R R ERERNE, MNRFNNRE—FKITIL " UFEEWSEE (QBR) A, EREMFA? &
BEMHA? REENWRENA? MEFESE? BIT#1TEE L SOMNERSRIRHITIERINTIE, 3
TR RERM A HITHRL, MARA TBREEEE—H TR DBIIE.

(00:26:08):

FRAEHRMERT, BRIRIREE: BTEEATENEERE “BRINEEEH#HITHMNEEMHA? BZz0fF515? 7
MAR “FREEREEBE 20 NMNILXM B ERTELR? ” FAIFIAA, MEPMEX LR, S#ERA YR
BEH—MREENXE—ENZAD, FEBEENE—NHF—MEEARITRBRAE, AT KENE
5. HEHER, BERIEEXETERENESR,

[00:26:43] Lenny
English:

And is this an example where you gave someone feedback that they spent too much time on the polish or
is this earlier? And to give the pyramid of this framework you kind of shared of set expectations, give
specific feedback, help them fill the gap and then do it in private, is this the expectation setting in this
example or is this feedback you spend too much time on this?

FROCERIR:

EXE—MREFHARBIRMIIERE LT XSHENGF, EEEFRMERNEE? BRIFDZNRMERS
FIE REWMM. fHAKRR. BERMER. ATHT, EXMIFH, XBEBT “KREMH , &
“REX EEEXZEE T BIRIR?
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=
=

[00:27:01] Elizabeth Stone
English:

This is expectation setting. So one of the things in my new role is that there's some practices that the
team has had where they're trying to understand, Are we still going to have those practices? What's going
to be the same versus different about those things?" and get an understanding of my expectations. So it's
great that people ask that question so that | can be clear about, "Oh wait, if you're on the last 20% of this
polishing the dock, I'd rather spend time over here. And here's how | would like the conversation to go so
we all get something out of it instead of it feeling like it's just a leadership reviewer on my behalf." So in
this specific situation, it was setting expectations ahead of time so that we can set everyone up for
success.

FROCERIR:

XEBIRETH. ERETHACRE, HANIEZE-EIMRME, MITATHE: “HNEZIRBILMED? I
ERBIAE, MEIBFAFR? 7 H7THEREOTH FAUAKRXNIRRE, XFRMAURR: “BE



F, MRMREBXERRE 20% BiEeE, RTRENEEENL. RBEMEXIFHTT, XERNEEBFE
R, MARBRREXABARZHTHASEFE.” FIUEXMIFERB LT, BRANKENH, UELEDAL
BERX o

[00:27:44] Lenny
English:

Awesome. Okay. So we've kind of been talking around this, but this is an important part of the Netflix
culture. Just broadly, Netflix has a really special and unique culture. Even though it's been around for |
think over 25 years now, it feels like the culture has come up many times. There's that initial culture deck
that came out that blew everyone's minds. There's a recent book, No Rules Rules | think it's called. And it
feels like Netflix has done a great job at maintaining its culture.

(00:28:10):

It feels to me there's these three important elements, and maybe there's more. One is very high talent
density and a focus on high performers. Two is candor and being really direct. And then three is giving
people freedom and responsibility and getting rid of useless processes like vacation time and things like
that. So maybe just to dive into that first one of high talent density and this focus on high performance. |
guess the question there is just like, what does this look like in Netflix? And | imagine part of it is hiring,
part of it is performance reviews. And then just why is it so important? Why is this such a focus on Netflix?
What happens when you have such a high talent density?

FRCERIR:

XET, 1F, BIT—EEESXMERE, BXE Netflix XUHNEBAMID. SBHIEH, Netflix E—FhIEE
FRI BN, RETESRFET 25 5%, BXMXUMNTREZRIER. ROBDILFIE AKXFRAIX
1€ PPT (Culture Deck) , EBE&IEAZAI (F—&) (No Rules Rules) BYH5, BT Netflix TELERFE XL
ESIEE .

(00:28:10):

EHER, B=E1TEENTER, WFEEESZ., —EMENATZEENMNSERENX T, Z2ERNER,
=RBFANMNBHRESRE, HECEREBRIEIZENTAREZE. BA, IERMNERANRITE—R: BATEEM
HWEEMHIRE. FERNE, X7 Netflix RARHAEN? BE—BHEBE, —HREEXFh. R4
XUMEE? A4 Netflix 0t X FEX—=? HEEBNLEENAABERNSZETFA?

[00:28:51] Elizabeth Stone
English:

It's just so intrinsic to who Netflix is as a company. And in some ways, it's very reflective of Reed Hastings
as founder of Netflix. So when he founded Netflix and grew the company over time, it was with a belief
that there could be a different approach to building a company that would make it a place that people
thrived in and loved being and would feel different than other places, both in the quality of that talent
density, but even more importantly, the excellence and the outcomes and that that's where people would
derive a lot of sense of fulfillment. So it is very deeply seated at Netflix from its original days.

(00:29:37):

A big piece of that talent density is definitely hiring. So who are the people coming in and joining the
team? But a lot of it is, we can't really have any of the other aspects of the culture, including candor,



learning, seeking excellence and improvement, freedom and responsibility if you don't start with high
talent density.

(00:30:03):

And so in some ways it's not the end, it's the means to the end in what Reed and the rest of the leadership
team has been trying to build. And so in order to do that, you have to really hold yourself to a lot of stuff
that doesn't feel like natural human behavior. What | mean by that is giving the feedback, this gets into
the second bucket. So giving feedback, being candid around your expectations when they're not being
met, what could be better in helping people improve, and be able to receive that type of feedback
yourself in order to keep talent density high? Because no one comes to Netflix as a perfect human being
and stays a perfect human being the whole time. We all have ways that we could grow and improve. And
so in order to keep that bar high, you have to be willing to have those types of very uncomfortable
conversations. It's an uncomfortable amount of candor and feedback in order to keep that bar high.

(00:31:10):

And then the other piece of it is another thing that doesn't come naturally to humans, which is making a
call in pretty timely fashion if someone's not able to meet the bar, and to say either, "I don't think the role
you're sitting in is the right role, or | don't think that Netflix is the right place for you," and to make that
something that is part of best practice to get to a point where you could make that decision. And that's
where we refer to the keepers test, which is really just a mental framing to make sure we hold ourselves
accountable for this. Where if I'm asking myself the question, "If this person on my team came to me and
said, 'I'm leaving today. | have a different opportunity and | would like to take it,' would | do everything |
could to keep them at Netflix?" If not, then | should be having that tough conversation about, "Should
you really be here? Are you in the right role?", if | might be a little bit relieved if you said you were leaving.

(00:32:20):

The reason the keeper test and that question is useful is because no one wants to think that way. It's very
hard to say to someone, "I think this isn't the right fit. | think you should move on from the company." So
we have to introduce some of those reflections in order to encourage the behavior. And we also then
want to get to a place where when you're having that tough conversation, people aren't surprised by it.
That is easier said than done. But you can only get to that conversation around, "I don't think Netflix and
you are the right fit for one another" if you've been giving feedback along the way. And so it feels like in its
most ideal state, it's a mutual observation. In practice, it's not always that smooth. Obviously we are
humans. But that all feeds on itself in order to make sure that we're really holding ourselves to what we
say our behavioral norms as part of the culture.

FROCERIR:

XIEZE Netflix (FA—RABMNARFE. ERMIEEL, BIFREFNTEIIEARE - IRETEHIES. el
37 Netflix FBERt B R R ABR, MR EATUE—MARNASRAREILAT, iLEMA—TAESZEDLE.
AEZERER, FARIESATENMS . HRENMUEREAAZENRE L, FEERNZHIESHAY
R L, tIAAXABATBERGERRMBRNMSG, Fit, XMIEZEH Netflix 1L ZIMRRFE.

(00:29:37):

A?EFE’\J?Ej{ MR HARHEE, BT AEBNAFENHNMAEN? ERAEEL, MIRFTMNESATEBEFF
» BT ZRERA R XUNEMAGE, SFER. F3. EBREEN#HEY. BRES5RE.

(00:30:03):

FRILERMIZEE L, EARER, MEREENAFANRENENETNFR. ATHERX—=, MBAER
ZHEMBRERES, MXEBERFEARTEALNBEARE, BNRRZRERE, XPRETEZITE
B ATRESAZARE, MEERMERIE, HMIARETIIHRIFEN, ML &R #H AR AR



&, FEMMECUEEBEIXMKRE. F2EABUTENAEN Netflix F—ERIFTEN. HIIEHERK
KMHATHITE B, ATRESTE, REFBBHITHREFEFTREINIE. AT RESTE, FER
Bl—f “LATE" BUBIRA R IIERE

(00:31:10):

F—EDBRAENERKNERE, BRENREALELETE, ERMELIRE, Hi: “FIANMRIERN
RAUAREE" , HE “HiAA Netflix REGIR” o EiLXFMOERNRESTEN—E05, MTAERMLEXFRY
RTE. XFRBIATFTRE “BENIA” (Keeper Test), ?—BTJ:R% MRBLENELSR, UHAREINMNIERSR. K

KMES—NRA:  “NRFHPAPRIX DN ARIKIEK , SREERT, FETS— M=, HEEA
W, BRIBRENEBMBIE Netflix 15? ” NRBFREEFTEN, BAKMMZHITARIERNITIE: “RE
BN ZEBEXENE? FRERAIEES? ” —NRFERIRERE, BRMERE—REREIE,

(00:32:20):

“BENS" MBNIBZFAAER, RRNEEARERERE, MEAR “HWREXFEE, HRESIRN
ZBEARTE" BIBEMEN. FAURNBASINXLER BREMZMITH. FMEFEEREXFE—MRES: B
it ??%B/AXER’EE’JRJ‘IEET, XTB#TAE‘ZEU:‘%O HIREERE B R, BRELR—K EERERHIER B
BY, fRABE#HIT “FiIAA Netflix FURFREE” XHFRIXIE, PR, AREBBPIRST, X2—MWRSHERN
o EREF, EATEERIARF], EZHINBAL, EX—LEEAEMAERN, UHRKINEEETH
BRI —ER D BT /0N,

[00:33:17] Lenny
English:

How is that operationalized? Is that just mental model that you should have in mind? Or is it like every
quarter you should go through this exercise? Is it part of the performance review process? How does that
actually operationalize at Netflix?

FRCERIR:

XEINEHRIERR? XRBIRNIZICERFENBLEREG? R RSN ZEMENZHIT R FHES?
ERSRIHEIZN—EBIM3? 7E Netflix B UENEIERY?

[00:33:29] Elizabeth Stone
English:

It's definitely a mental model. So when we talk to managers about what does it mean to be a manager at
Netflix, it would mean you should be with some frequency asking yourself this about the people on your
team. People ask me frequently, "Am | passing your keeper test?" So it becomes part of a regular manager
direct report, one on one. And it is just another way of saying, "Am | meeting your expectations? What's
going well? What's not going well? How are you thinking about things?" And that can sometimes be a
very awkward conversation to have. So in the middle of a lot of like, "We have to talk about this project or
that deliverable or this thing that's happening," to take the time to step back and just say, "How am |
doing?", can feel loaded sometimes. And the keeper test, while it feels like a very heavy concept, creates a
lightness around being able to have that conversation regularly. So we do operationalize it. A point that
you made, I'll just clarify, we don't have performance reviews.

FROCERIR:

X EB—NEERE, FRUAYRINANKFRIBIPXICTE Netflix YRIEBEERE AR, XBEKERMNIZZLERES
X TFHABAR RN, fEEANTE: “HWEIMRHNBENNTIE? 7 FRUERTRENTEZE)EL 1



3 1/AEN—EH. XRABF—MiE, BERER: “BRAIMRNTARETIE? MLBRLT? MLMSRE? 1S
EABH? 7 XENATER— N EEREBMAITE. Fi1e “BINBEREXIME. BN RAYHIETELENX
HE KRR, ERER—FR—a “BRIWEELAE? 7 , BNKIEARSEHNRK. m “GEUR 2
AITRRE—MENENHSS, BEEAEHSETXMINIENET —MEMNR. FAUENBIEIREE. XTFMFR
REN—=, BBE—T: BITRBESXTE (Performance Reviews),

[00:34:33] Lenny
English:
Oh, wow.

AR ERIE:

[00:34:34] Elizabeth Stone
English:

So we don't have a practice that a lot of other companies do where we would think about reflecting on a
rating of how things are going. We do have an annual cycle of 360 feedback where you request and
receive feedback from a lot of people, but it's not an input to some output, it's just for the value of the
feedback and to make sure we're keeping that muscle. And we have an annual compensation cycle where
we reflect on how are people doing? And so you think about performance as part of both promotions and
as part of compensation, but in that way it has to be part of the day-to-day and part of the operating
rhythm because we don't create a process where that would come to the surface.

FRCERIR:

FRABANTRBGREEMARDBENEE, BIRBHFLE—MNTD. HNHEE—TEE 360 ERIGEAH, R
ZARZABERHARRRE, BEXHFRANTFEEMERIEAN, MNXEANTRBERSNE, HHERRK
MNERFEMIE. FNEE—TEEFMEH, RMNIRBAKOERR. Alt, (RSFEIENEFA MM
—EBRER, BEEIXMAN, EUTMRNEBEEEFNEETEZN—&D, AARITLEEE—EiLS
RF K ERYAAR,

[00:35:20] Lenny
English:

Interesting. | didn't know that. So the idea there is just ongoing, like the whole... So what many people
dream of, no performance reviews, we'll give you ongoing real-time feedback. We don't have to wait six
months. | feel like people talk about this but rarely do this, but that's how you guys operate.

FRZERIE:

REB. HURMARE. FMAXERNESMEFEN, MERSAZEIME. RESITHE, RITRAIREF
SRERIT. HMNAFEFAATNA. HEB/AMNERZT, ERDEAENXAMY, EIR{IMEXIFIEIE
A9

[00:35:36] Elizabeth Stone

English:



In ideal.
FRSCERIF:
EFERERT,

[00:35:37] Lenny
English:
In ideal, yeah.

R EE:
EERERT, Z/%

[00:35:38] Elizabeth Stone
English:

In practice. It's like you have to keep reminding yourself, "This is our ideal" because it's really easy to rely
on the annual 360 cycle. And all of a sudden | do get about 300 pieces of feedback. And some of those
things are on things that happened six months ago and | think, "Oh, | wish you had told me this at the
time, that would've been more living the Netflix culture." So we have to push ourselves to do it that way.
But yeah, that is if working well, it's very timely direct feedback. The 360 site goal is sort of the annual
check-in on, "Let me get the full picture. Let me be able to distill some themes. Let me tee it up for a
conversation with my manager." And then it does remove the sort of crutch of an every six month
performance review or something like that.

AR ERIE:

ELEH, MEATRERESS: “XERINMNNERRT” , RARBZMIKHERE 360 ERHEE. KA
zia], FHKRWEIT KL 300 F&if. HRFEERXTATAMRKENSR, RW: R, HEFLEMIH
MEIFT, BAENTE Netflix B9, " FrUATAIBHRER SUXMANTE. B2, B8, IREER
47, EMREBLNNERERDB. 360 ERRNETEGEFERE: “URTHEE2R. ILREBREL L
FH ULRANSEENINEMT ES.” ARCHEBRT 8N TB—REIHEZ R B .

[00:36:31] Lenny
English:

When you talked about this example of someone asking you often, "Am | meeting your keeper test?", it
makes me feel like someone's just super nervous. They're like, "Am | passing your keeper test?" And it
makes me feel like it could create a culture of just like a lot of stress and worry and this hunger games
mentality of like, "I got to compete and worry and | might die or get fired any day." I'm guessing the
solution to that is partly cultural. This is just the way we work. You don't need to stress all the time, but
you may be let go if you're not meeting this keeper test. How do you avoid this just constant worry that
you might be fired any day and that you may not be hitting the bar?

AR ERIE:

HIMKXEBAZLERM “F@EIMPYBENWRTID? 7 XNMIFE, BREFBTIATEBRE K. XiLFHEE
AR E—MERBENMBMLBIXL, —F “NEER" B0, bl “HaFT RSB, KrIEERS
I HHERERET o BRBBRAR—SNETXN: ZMERNVIEAN. MAFE—BERIIEN, B



RIFAFEBENLNER, RAESIWER, (RUIfEEXM “FErIaERARRE" UK “FIRER AR EIR A"
AURFERABIR?

[00:37:08] Elizabeth Stone
English:

In my personal experience, | have felt a lot more at ease by having these conversations than by not having
them. So in many roles I've had, | haven't been sure how | was doing or things | could be doing better on,
and | didn't quite know how to get that information. And that made me feel much more stressed or

nervous or at risk than having it be part of the culture to have those conversations.
(00:37:45):

So the thing that | think can be nerve wracking, and | feel it myself, is the high bar for excellence at Netflix
and if we're doing this while you're surrounded by amazing people. And that can feed a sense of, "Am |
doing well enough compared to how everyone else is doing? | know the bar's high." For the most part,
that can drive people and in a good way, but in some ways it makes people nervous. And that's where |
think it's helpful to know we expect to have these conversations so you can just kind of let your shoulders
relax a little bit of, "Yes, the expectations are high, but my manager says I'm doing a great job, or my
manager says I'm not doing a great job, but they gave me concrete things that | could do better." And so |
think knowing is better than not. And so in that sense, it's the culture combined with the conversations
around performance | hope take a little bit of that stress out of it. But I've certainly heard it a lot that
without that conversation, people can be nervous.

FRCERIR:

MBETALRMS, #ITXEMEEAHTXENFLHBEBNE S, ERETINTFZHET, RTHE
BOXRWMM, HEWPLESEAILUMISELN, REAXFRMARIMXESS, XiLHBRIEXEEEN
XUHN—MAEMENER. ERKIFTHCHNE.

(00:37:45):

BIANEEILAZRKN —RB SBEXMRE —=F Netflix W 2HENSRE, LHESRFDLEREMNRS
BIARS, XATRERBAE—FREDE: “MAAMELL, BMISBITFS? FMEMERS.” ARZHBRT, XL
—TF A NEEALN], EEREFEERIEARK. XMEANTATIAANNE KNS AEXLENE 2
BEHMY, XFEMAUEHNER—TEE: “28, MRS, BRNIERBMGRET, HEKHZENR
RSB, Bftfle T HREERDHEN" FIUFIAAE SLEAREF. MZXPMEX LR, XKEE
FHMEIIE, RELRARE—LEN. ERHILELERD, MFRLEXMIE, AMISREEK,

[00:38:49] Lenny
English:

That's such a good point and such a good example that | feel like every company wants to have a high bar
and have only high performers and keep the bar really high for every person they hire. I'm curious, | know
this could be its own podcast and book, but just in terms of hiring people that are amazing and keeping
this bar of excellence, is there anything you can point out that might be helpful to other companies hiring
to help identify amazing people and make sure that bar stays high? One thing | know is you guys pay a
top market for salary. | think that's one unique thing about Netflix, is we just pay people. So maybe that's
an part of this answer, but just what advice do you have for people to keep a really high bar in their

talent?



AR ERIE:

X2 MREFPMRMMF. RAFERQTVHBIRESINE, RBESSMAT, ARETEANARER
BHER, HRBIME —RAEXAF A UMN— R EHE R —F B —EREAFAT HRIF SR
ERHE, REREFARUEHN. WEMATBEEEMHNZEI, UEBERRINE AT HREITERER?
HAEN—RE, MIZAHHINENFK. HINAXZE Netflix WIREGZ 4, MBLHKRT. FRUXAIERE
EN—E7, EXNTORRSATNSIIE, REETARIN?

[00:39:33] Elizabeth Stone
English:

Yeah, | mean on the compensation point, we pay what we call personal top of market, meaning we want
to be highly competitive in the pay, but we don't want pay to be like the golden handcuffs of Netflix sets
market rather than paying people a strongly competitive compensation. So | think that that is important
for attracting and retaining talent and has been a big part of the culture, but almost more importantly, we
hope we don't have to rely on that to want people to want to be at Netflix or for us to be able to assess
whether people are going to thrive at Netflix.

(00:40:20):

The way that I've thought about hiring with that context is we know we're going to offer you very highly
competitive compensation, but are you going to come to Netflix and help us identify the right problems
to solve or new ways to solve existing problems? And that's a different way of hiring than you might think
about, especially at scale where you're saying, "Does this person have this skill, this skill, this skill? Check
they're going to fit in this box and they're going to deliver this work that | need them to do." I'm being
intentionally simplistic. | recognize a lot of people don't hire actually that way. But at Netflix we try really
hard to say we're looking for the new perspective or the person who's actually going to make us stronger
as a team. So thinking about additive skills, additive perspectives, people who are going to push our
thinking on something. That tends to help us with thinking about talent density because you're
constantly introducing people to the team who uplevel.

(00:41:25):

So then the questions you have to ask in an interview might be different because yes, we're trying to
assess do you have the baseline skills to be successful here, but we're also looking for the things that
make people exceptional or even stronger than the team we've got. And then you think about making the
magical teams comprised of all those amazing minds and what can you get out of that. And that feels like
more that the talent density and practice.

FROCERIR:

R, XFEFM, FNANIERANFMBN “DPATZRSMN” (Personal Top of Market) , XEKREHNIFE
FHEINMRAR S, BENFHFEFIMER Netflix REREM “EF#" , MEXNEBRTFIAVHRM. ik
NEWNTFRSIMNBEAFFEEE, LEXUHNEZAME D, BEEERNE, HlIHERLUIKI K
ST AN Netflix, 20#E LUERFE AR EEEE Netflix 2 AR,

(00:40:20):

AXMERT, HEZHENANRE: RITNESNRRERARSNFHM, BIRESZKE Netflix HEEB
FADRAHIEMEYRE, WERZIBRRIE ARG E? XS5RAEBENEELARNAR, LEEEANR
B, RAJRERIN: “XPTABXIUKEE. AUUAER? 0BT, MRS EXMEE, EEHETMI
FEMIMIAILIE.” RXBHEENT, RMBRZ AL EHAFBEEE, B7F Netflix, HMNFELMT
BRI A, EPLEAERILFNEAAETERANA. FRURNZEE “NERKEE" (Additive Skills) .



NEERA” , URIBLEHEMNENBENAN. XEFEPDTRIHRAASTZE, RARREEREASINGE
RABMKTHA.

(00:41:25):

Hit, REERXPREERNREAIEZEAARE, BABARNETHEMEBESASEXERIINEERKEE, B
FATBEFHIBEIL AL EERZE. BEELRNNEEERN KA. ARMREEEEMMEXLES B BAMAY
BAERN, URIMEMPFEF A, XBRUEGRREFHIASTBE,

[00:41:50] Lenny
English:

Got it. So the advice there essentially is, don't look for someone just simply great. Look for someone that
raises the bar for the whole team, brings in a whole new perspective.

FRSCERIE:
BT, FTUBNEARLER: REIH—MIBHA, ER—MERSEMEMIE. HREFMAEHA.

[00:41:58] Elizabeth Stone

English:

Yes. That's a great way to say it. Yeah, it's a good way to say it.
R EE:

W, XMLERE, BN, BERFRIF.

[00:42:00] Lenny

English:

| think what's great about this idea of just maintaining excellence consistently is that the best people
want to work with the best people. And as soon as there's one person that sucks and the company allows
for that, it just brings everyone down because they know, "Hey, we can be okay. We'll stick or no one's

going to do anything about it." And when you make it clear, we only want the best and only hire the best
and only keep the best, it keeps the best there, right? | imagine that's part of the strategy.

FRCERIR:

HIANXMIFEFRTFUNIESRFNMEET, RUNFHABNREFTHA—ELE. —BHIRN—RIE
BOAMARXAFEEE, RIBREASLTK, EAMNSRERF: 9%, HMKRWFFHEAL, RIEZ
AZE” SRR THRNIABZRGN. RBREFN. RERIFNE, MEBRERERMBHIAN, WIE? HF
X R —EB 57

[00:42:29] Elizabeth Stone
English:

Yeah. It's definitely the goal. And | think understanding that having gaps in the team and people's skillsets
or their behavior can be really toxic for other people on the team. So it's a cost.

FRCERIR:



. XEXNZET. MAKINANERIRE, HAPEERKEERNITHREXHERAE A5 KR AT ERIE
BESEN. XE—MAE,

[00:42:42] Lenny
English:

This episode is brought to you by Xplo, 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 on your roadmap, but

the struggle to prioritize them is real.
(00:43:01):

Building analytics from scratch can be time-consuming, expensive, and a really challenging process.
Enter Xplo. Xplo is a fully white labeled embedded analytics solution designed entirely with your user in
mind. Getting started is easy. Xplo 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
Xplo'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

xplo.co/lenny. That's E-X-P-L-0.co/lenny.
R EIE:

ZREATEH Xplo 28, EREMARF N2 HAEER S MHBUHERAN AT E, (RBAFREE BEERN~ 5
PREIEZHNERR. REMI? MESRET ZXESWEXLEINE? FAFRATEA, (REVEEZES ]
BEERZILIEER, BRAHIFHIREEE,

(00:43:01):

ML FFIaMR S THEEFTREBERERI N B 58, MER— MERENKSIERIEE. Xplo R4, Xplo 2— 1M 5£H
#r (White Labeled) BIBRAR AR AR, REUAFRAFOIEIT. NJIFEEEE: Xplo AT LUEZEREM
XABBIEENCE, SEEMEREINEE, RAIUE/LAFREEHIGITHURRER. E&MEE, RFEd
—INEERE R BRI ERIRSIR S RN BRI ER R AR, &ENESE? (RNRZL AP AT LUER Xplo BY Al
IEE4E Ak B SRR EFNERIR, MMMIERR ZRFAMMNE A HIEIER, T/ RABWEHFBRATE BN &K
I, 41a xplo.co/lenny ENA] G2 & i A,

[00:43:54] Lenny
English:

So | asked on Twitter what questions to ask you. And there's a great question that came in from Nan Yu.
He's the head of product for Linear and he asks, "What practices does Netflix do that other companies
should not attempt to do because their talent level is so much higher than other companies?"

AR ERIE:

FTE Twitter LIEET ZRIRAYEIE, NanYuie T — P IEEZEBEE, f2E Linear W mAa= A, fia:
“Netflix FPLEHEZBRHM AT RN ZZHER AR, EA Netflix IAA KFLEEMATERFE? 7

[00:44:15] Elizabeth Stone

English:



That is freedom and responsibility in a nutshell. So let me explain that. It's a good question. It's kind of
related to what | was saying earlier, that talent density is a prerequisite for a lot of the other ways we
operate. So if we want to create a work environment where we are not prescriptive about how people
solve problems or the scope of problems that they could tackle, assuming they're highly impactful for the
business, and we don't have a lot of process around that work, so think about being able to make large
innovations to our engineering systems or introducing new ways to think about metrics and
experimentation, we get a lot of those things because we give people the freedom and the space to
explore and question things and experiment in a way with solutions. | think that that would be very hard
if not dangerous if we didn't have a high talent density.

(00:45:32):

It's really not a top down do A, then B, then C. Even in how we go through some of our planning processes
or thinking about how we think about priorities, there is a lot of room for contribution across all levels of
the team and that requires talent density. And then there's things like you have to have amazing people if
you're not going to have really strict guardrails that would influence the consumer experience or business
stakeholders experience. We do give people a lot of responsibility on those things. So | think the lack of
process and prescriptiveness is all hinging on we've got amazing people who are smart, but even better

have strong judgment.
R EIE:

BMEZ, e ‘BRSHEE" . ILHER—T. XR—MFR#E. XS5HZrMRNEX, BAFZEZFE]
WEHEMIZEA RIATR. MRBATELNE—DITIEIFR, X ANTGNRAERRRIEL 15T LA R YR EEE E
MIE (RISXLRBNIVSEEARM), HAEXETFARLRERSAE—LMW RN ITRERRHT
EREH, HESINBZRRARMLROFH S EZ—RNZAUERIXE, RERAKINSG T AMBEBAMZEE
BRR. RRAZHFRG R, FANNRLEBATEE, XEMEFER, WRIFEEE,

(00:45:32):

XENAEIME LM T “TMA, BB, ARMC . BMEERINNANIEHNEERLENFHR,
AEREBERANTHTE, MXFBBEAAEZE, LI, MREFTEIREREPIZREmE R E R
SHmBEXRENGRR, MMBTHHERNFHIAT . HMNEXESBELET T AMNRANEE FRUAFIAA, &R
ZRENMEE TR TN AE &R, BEEE2NERERAFIEIBIATL

[00:46:18] Lenny
English:

This is kind of what you always hear from people giving founders advice is, "Just hire amazing people, get
out of their way and let them do their job," which is often not a successful experience. What are examples
that either things that came out of this freedom, | don't know, products or features or ideas that came out
of this or policies or processes you don't have that everyone else might have? So | know there's no

vacation time, there's unlimited vacation time, | assume. Is that still a thing? Unlimited vacation time?
FhERIE:

XAEREANGLIBANRIN: “RERMUBHA, 3EMIIEE, itiIEESHNIFE , EXEEFE
— T ERIINEZR, BRE—EMF, BRTXMBEBEMER? bl m. WEsEE, HERMITLEER
bR EEERIBERERE? HAMEMRITLBEBEN KRR E, FIBELRAARR? WELIZXFE? TRAAK
&2

[00:46:48] Elizabeth Stone



English:

Yeah.

[00:46:49] Lenny
English:

Okay, cool. All right, great. And | know performance reviews, you talked about that. So | guess in either
direction, is there an example of something that came out of this freedom or some process that which
surprised people that you don't have or a framework or system?

FROCERIR:

8y, B KT, HAESRITE, RRIAKET. FIUESE, TIEMBNARE, BREFTAGFERT
XMEH, HESRMILENEMRIE. ERIRTEANTRINRG?

[00:47:05] Elizabeth Stone
English:

We've been able to deliver... I'll speak to my own team around innovations in our content delivery
network or innovations in encoding or innovations in discovery and personalization. We're not driven by
some leader saying, "I think this is a priority." They were driven in many cases by individual contributors
who had great ideas for innovation. So a lot of the stuff that Netflix has succeeded in, came from creating
space for people on the team. So there's probably thousands of examples of product features and things
like that that came out of creating this space. And right now, the trick is finding the sweet spot so that we
can operate efficiently at this type of scale without snuffing out some of that, what was kind of the core

beauty of the culture.

AR ERIE:

HNNBEREBRAT - URECHEAN NG, ERBTDEME (CDN). FECIHSIERS MEKEIFAEH. &
MNARHEENASH “TIANAXZMER” KEDN. FIFZHERT, ENEHEBHREFBEN AR
Z (IC) =EIHY. FrLL Netflix RINEVRZ AR AR T AR G EIET 8. AJREBMT LA M= mIeEZ Ky
BlFRRTXMTENEE, MIE, REETHRE—TFER, ERNEBEIMRRTEREE, BIFX
TR AP ABEAZ ORI EIFH B

[00:47:55] Lenny
English:

Maybe a last question around just the culture. We talked about candor a bit. I'm just curious if there's an
example that comes to mind of an example of candor that you recently saw or had to be the candid
person that might be interesting to share where it's like, "Oh wow, that's what you mean when you say a
culture of candor."

AR ERIE:

KX wmE—NEE BA1REIT B, HREFFRMEPIEEE—TREFEN. HEMAEAIRIAGE
WEYGF, DELRAEIRER, LARKERF: "W, XREIRFTRAERSUIER”



[00:48:15] Elizabeth Stone
English:

There's a couple things that come to mind. | am generally a transparent leader, meaning | share
information freely and openly. It's part of the culture to context, not control, which means part of my job
is to make sure that people have the context they need to do their jobs well. And in practice, that means |
take notes in leadership meetings and | share those notes with the whole organization. And that is
sometimes it includes candor around reflections on things that aren't going well or problems we need to
solve. Sometimes it's just letting people know, "Here's what leadership's talking about so that they have
a sense of what's top of mind." But it's a version of transparency that | feel strongly about, doesn't exist a
lot of other places. | think it's a version of candor too in being able to share... | can't always share every
detail of everything that we're talking about, but | do try to share things that probably push the boundary
a little bit in the team, feeling like they understand what's happening across the company and what I'm
thinking about.

(00:49:22):

And then there's a second example that comes to mind, which is, until two years ago, individual
contributors didn't have levels at Netflix. So all engineers were just senior engineers, all data scientists
were senior data scientists, and we did not have a leveling system. We introduced IC levels two years ago
almost exactly. And it was a big, big, big shift because it was seen as something that was sort of sacred of
it. A lot of people came to Netflix because we didn't have it. We didn't have process around promotions.
This is probably part of why we never had performance reviews, because promotions really weren't at
play. And it gave people a sense of freedom of not having to worry about that type of structure. But when
you get to a scale of an organization, we needed some type of scaffolding to say, "We want to talk about
how we compose teams. When do we need the person who has 30 years of experience? When do we want
to have a new grad?" Because that's what the work requires. We didn't have a language for it.

(00:50:27):

So I introduced Levels a couple of years ago and we had quite a change rollercoaster is the only way | can
describe how it went.

AR ERIE:

HRETHS. HBER—ERNINTE, XERERER. AFMIEER. XUHN—0R “RHE
=, MIFEH" (Context, not Control) , XEMREFRILIEN—H D EMRANAEMIF LIFFIRENERER.
EEEF, XERERIERIASESIVNELD, HEBMANEXLEER, FYXSENHBRFRIRFNE
BHENBERRNAFAFIERERE. BRNIARBIULARINE: “XEAFEEETEHNASR, XFEImMEER
REFAREFZE.” XE—MTRERMIERE, ERSAMMSHAEFE. RIAAXBE—FER, 8
BRZ- - BRAREEDERMNTICNE—AT, EERBLZRSF—LEAIESHHRRUANERA, iLtH
AR T AR EER ENFBUKRKERE 4.

(00:49:22):

HREMEZAOIF2, BEIRMERT, Netflix WPMATEE (C) 2BREK. FRANIREMEBRZE “B&T
BT, FrENRENERERE "SREENER" , RITKERERS. HNLFMEREMSIANT ICR
o XB—TIFE. FEANRE, FAXWANEHFHZERTRIEHNFRA, RZAK Netflix MBRNZKATR
BR%. HNVRAEXTEANMZ. XAREERINIMREISHIHENHIRE, AABARNFEEEE
BER. XLAM—MBERK, TREORMENL, BHARKRE —EMEN, HIFEEMEFRFINIE:
‘BRI INEERE . BT ARMBERE—1E 30 FLRMAN? RITTANBRRE—NELE? ” BAX
XETLEFRERR, FHf1HERAXTES KiEik,



(00:50:27):

FRUABRTEILERISINTRE, BEHT—HEANEE — “DE" AR IEZHIE—F .

[00:50:38] Lenny
English:
That's a good phrase.

FRCERIR:

X ME AR

[00:50:40] Elizabeth Stone
English:

Yeah, it was sort of like being the tumble dry machine for a few months, and so really talking through it
with the team. That's just context and backdrop. For an example of candor recently, which is, we had kind
of a postmortem or a retro on how has it gone with IC levels. So it's kind like wells, not wells. And | would
normally think in a lot of cultures it would be like, "Well, we got past that change. We're living that
change." Don't reflect on it. Because that kind of opened some of that early debate. And | felt differently
about it. | think it's a good example of being candid about, this was a big change for us. It hasn't all gone
perfectly. There's a lot that we can do better in how we implement levels at Netflix. And | would rather
share that information than pretend it's all gone swimmingly and we achieved every objective. So | think
that I try to build examples like that because | do think that level of candor and reflection helps build the
sense of community and trust across the team.

AR ERIE:

20, BILTBERERERBRTIE—#F, EMENRINGE,. XREER. XTHREBEN—MIFE,
A ICREMKRERRHEIT T —R “E&" H ‘B . MEROMMLEMSIT, MEMISTEF. EREX
ke, MIBEEE: “FE, RIELEITHRIEE, HRIEEENE.” FEBEAREET, ENIRAEE
IEMSI ARSI, BREFRANEZE. RIUNAXZE—MEEOEFHF: IFNFINKZZE—TNERNE
£, EHIFTELIR. TE Netflix MAIKEIRE S E, HIMNEBERZSAIUBBEFHMG, RTEIEXLERE
B, BARBRE—VERIRFHLITFAEBIR. HEHAMIIXFRNERE, EABRIANXMEZERBRNRE
BETEENEAFEILAL X EMEER.

[00:51:44] Lenny
English:

That's an awesome example. Kind along the lines of that, but also this category of freedom and
responsibility, something Netflix innovated long ago, and I'm curious if this is still a thing, is this idea of
Chaos Monkeys, which essentially are a program that runs on your infrastructure that just kills random
processes and things and just to see what breaks and make sure things are stable when things actually
start falling apart. Is Chaos Monkeys... Was that what it's called? And then is that still a thing? Is there still
some Chaos Monkeys running around the servers?

FRCERIR:

XE—MRENGF. IREXTER, BT “BRSHEME" S, Netflix RAURICIHERT —H#KAE, HRE
FEMERTEETA, BME “BEERT” (Chaos Monkeys) . EABER—NEMMIEMIGH LIETTHE



FF, BEHREHENAA, IRATEEMELRE, HHRIZTFEENFBERINARZREN. M
SRR 15? MEEER? RSBELE RAKRT fEELEE?

[00:52:19] Elizabeth Stone
English:

Not unbridled Chaos Monkeys. No.

R EE:

FEPHAZIEFIN REHRF To 2B

[00:52:22] Lenny

English:

Okay. Contains chaos and niche.
FRCEIE:

YFIE, RITRVEM.

[00:52:24] Elizabeth Stone
English:

Bur no, we carry too much responsibility, speaking of freedom and responsibility for the member
experience to inject pain, though we do do a lot of experiments to test resilience, and that does probably
mean injecting things that we're not quite sure whether A is better than B. And so that happens across
engineering systems really at scale. But it is not for pure chaos, it's for intentional learning and so we can
avoid making bigger mistakes. And then as we go into new efforts like cloud games, we have a beta that's
out now, Live would be another example. We do try to come up with intentionally low profile examples
where we can test the bounds of our systems in a way that's unlikely to damage the member experience.
But that's less randomness, more by design. And so we're doing that in a few places that feels mostly
good engineering practice so we can understand when it's really showtime and we're going to really test
our systems, will they be able to perform like we want them to.

FRZERIE:

T, REIBBASHEE, HNNIRFERAEBTRXZHRME, TEREINES. RATNHILEHTRSLIEK
MiAFNE (Resilience) , XATRERMREIN—LERNTAHE A BELL B BEFHIRA. XEBMIRERAFHEX
MEHITH. EXHAZATAERRE, MEATERIRNES, NMERLEANEIR. HHINENTIF
% (BRIEENRF) HEBRSHIIN, RIZZHRIT—EMANES, EFRAAUERERGEENER
TUARFERDF, EXELD THNE, ES2RITEFN. RE— LA, XBREEGEZREFHNIE
KB, XEFRAIFEERD, SHEIEEN “RENE" HAERAFRH, EIEEENEIFEMIET.

[00:53:42] Lenny
English:
RIP Chaos Monkey.

AR ERIE:



B SRR R

[00:53:45] Elizabeth Stone
English:

Yeah.

FRCEE:

=0

[00:53:47] Lenny
English:

So kind along these lines of data, so data itself has always been at the heart of Netflix. My understanding
is the way the data team and the insights team is structured has been one of the reasons Netflix has been
so successful. And that's the team you led before you moved into this new role. Can you just talk about
how these teams are structured and why this structure is so effective?

FRCERIR:

& SR MEE, BIEASZ—EHR Netflix B9l FKEVERE, HIEEMNTRARERZEEGTINZ Netflix
SR REZ —o BRRIRFER NFTIRL Z FIATHIE A REEKIXX EF AR INAMERE, URkATTAX
MZEF YN BRRD?

[00:54:14] Elizabeth Stone
English:

Yeah. | certainly like to think of it as being special. It's unusual. | can explain why. So the scale of company
that Netflix now is very often data oriented teams are embedded in other parts of the business. So it
could either be they're embedded in a business line like ads or games, or they are organized more
functionally separating data engineers from data scientists, from analytics engineers, from consumer
researchers. We've resisted that and kept a centralized team that is both functionally diverse. So across
all those types of functions that | just described and works on nearly every area of the business from
within the team. | sort of understand why a lot of companies move away from this because it really does
require basically extraordinary partnership that we would have people working on data problems that
don't report into the teams that are relying on them.

(00:55:30):

But the benefit we get is we get to think about our functional expertise. So are we really world's best data
engineers, world's best data scientists? And how do we continue to be ever better from a functional and
technical perspective? It gives people better career paths because there's more mobility across the
teams. It feels like a team that has a functional expertise with a lot of different problems to solve. And so |
think it enables more cross-pollination of ideas in a way.

(00:56:03):

It also allows us to be really objective. That is probably the most important thing, that our job is not to tell
the story that someone wants to hear with the data or to solve the problem that someone thinks is most
important. It's for us to have our own perspective about things. | think that that uplevels the whole



organization because it means that we're able to be truth tellers or to be curious in a way that might not
fit if we had a different organizational structure. We have to balance, that would be a good partner,
deliver on the things we agreed were priorities, be flexible with how we're spending our time, but it gives
us agency and responsibility beyond that. And | feel like the team takes that very seriously. So I've seen
examples of that in how we bring data to a lot of spaces, including how we partner with engineering on
data-related topics or how we partner with content that I'm not sure we would've gotten to if not for
having that kernel that's sort of a center of excellence around it.

AR ERIE:

. REARSWIANERTIN. ERAFE, RUUBREERERE, £ Netflix MENIRT, BEHIESHN
BIASHWIRAEWSHEME D BEARANI HHHEFULSED, BEAKIREAR, BEEIRN. HUE
MER. 2IMIRERMAERERRAZD . FABHEHE T XML, ®KFT —MRESHERFOLEN. 1B
FER, WET RNAMARNFAEIREE, HMERBALFE ML SMRRMRS. REREBATARS
REFBRAZMER, AAXHIFEFEANSIEAHEXR — LB IBHIEREE AR B &I E AT
o

(00:55:30):

EENMABHFLRE, HBMNATUTFFERNVIREZ AR, b, BNENSHR ERIFVEIETIEM. &
FRVEIRRIFERID? HINTMAIMIERBEEN R AAERETR/EY? ENARM T EFMRWER, RARMKZ
BB EZHREIM, XBRUEMG—MAE T WEREENIR. BEMRFZARERBNAN. Fit, FIARCEE
IZE E(E#H T B “BRIIAM (Cross-pollination)

(00:56:03):

EEAFRINFFEENEN,. XUHEEREEN—=: BITNIERZRHBEHEINARIHNEE, HRE
ERRFNANAREENRH,. MBLEIMNEVNEE . HIAANXIEATENMMENKE, AAXE
BRERNEBRAN “BERIFRE” , HEU—MMONRRBARRAREETEMTERNA RRFFT D K
M M—MNMFNEENHE, RERINBENMRERES, RIELHHNE, BRIz, EXEFTE
MNEENMNREE. BREHAMIEEINEMITHTI—R. RERSWABLER T XMGF, SIFERITOEMEE
MEXIEASTIEESEE, IBEBRNNASERBBIIEE. IRFEEXIEFE—NMERN “SHFPL” WIZOE
PN, HEAMERKSTEEMEIXL,

[00:57:10] Lenny
English:

And it's Data and Insights, that was the team that you ran. Insights, is that describing user research or
what does that have function actually?

FRCERIR:

BRIFZEIMSH “BIESRER" H. XEM “FAE” (Insights) EEAFMRE? XMREAKEMAA
AY?

[00:57:19] Elizabeth Stone
English:

So part of Data and Insights is a Consumer Insights team that includes a lot of different flavors of research
really. So in some ways, consumer is even a misnomer because there's parts of the team that do internal
research, for example, on tools and products for our studio productions. So that's more of a user
research-oriented versus consumer. And then the parts of that team that are consumer-oriented do



things all the way from content screenings to make titles the best version of themselves before they're on
the service to more traditional UX research to think about how can we deliver the best title discovery
experience or how can we think about things that improve accessibility? And then that team has a global
remit. So there's also teams that are more local or regional expertise in understanding consumer needs
and entertainment.

(00:57:12):

So Consumer Insights and a team, formerly known as still kind of known as a shorthand, data science and
engineering, combined together to create data and insights probably about two years ago. That's another
piece that's unusual. It becomes truly a full-stack data and research expertise. And so we could tackle a
problem like, what's the right way to think about recommendations and how best to surface them in a
way that combines attitudinal research, qualitative and quantitative with behavioral research on more of
the data science, data engineering analytics side.

AR ERIE:

WIRESHE" HN—8aE ERERTE" B\, eLFLEs8TIHFSTREENHR. EEMEEL,
GHEE XMIEEERIRT, RAEMNN—E2 AEREMAE, Bl xE&IE s TAEM~mHR. i
UBERETAPARMIEEEERR. MENFEREERENSS, TERBERETMABKRIR (L4
IEmEEIRERS) HESRRNAFGE (UX) MR, BENRHRENERLIEE, HENRSS
A% Itsh, ZHEIMRB2IKIREE, WA —LHNARERYMIXIECERE RRFRT LR,

(00:57:12):

ARAFWER], HEERTREANS EIHREN EENRETRR) “SERFES5IE NENNEH, AMT “HE
5RE" Hk. XBF— M AFERMS. BT —TEENSKBUBNAR T WER. Fit, FHiIaTL4%
B “BEEFNERSNURMNARIFMENENT XFNEE, FEENEENTSEMRSHERFE. &
EIRD A EITAMRES SER.

[00:58:51] Lenny
English:

It's super cool because | think it's really rare that what people think of user research is within the data
org. And | think that might be a solution to some of the backlash a lot of user research teams get where
they're like, | don't know, what are you guys doing all this anecdotal evidence if it's under the same org. |
feel like that leads to a lot more credibility and avoids this like, "Oh, data's telling me this thing. This user
research team is telling me this thing. What should we do?"

FRCERIR:

XEBRE:, RATINANMTERANNAFARRLOIBERIESE IR BIANXFIERBRITS A HRE
AEENAERRN—HSE—AIENSERE: “HANE, RIEXEEHEIEE (Anecdotal Evidence)
REFHA? 7" MRE(TEE—THIIT, RRSXIERESHAEE, bl B, SERSIFRXM
£, MAFARBEASIFRBGSE, FINZmEN? ” IMEZ.

[00:59:17] Elizabeth Stone
English:

Yeah, | mean, Consumer Insights is one of the newer teams for me; it wasn't in my background to lead a
team like that and not in my individual training, but they are critical for making sure we keep a consumer
orientation, a member orientation on things. | have loved to watch the teams collaborate on problems



because we talk about it as a superpower internally in combining those skill sets. So | think the Consumer
Insights team at Netflix has had a lot of credibility in a certain area of expertise and we took it to the next
level by combining it with other functional expertise. So it's not required in every problem space. So we
try not to overdo it and say we need to be collaborating everywhere because that just feels like the wrong
expectation, but we try to make the most of it in spaces where we really benefit. So yeah, it's worked out
really well.

FROCERIR:

2H, HBEERREMNZREZ BRI ; ASXENEARARERNERIOANINIEGS, BT
BEKMNFIFLUEREANSE. USRATAEXEE, ZIFESRARANNFMEFRRIE, EAER
2B, BATRXMIREEASTR—F “BaES” - FINA Netflix WEERERREMEREZ LUEEERERE
RIEE, MENMEIRKESHMIRETLIIRES, FEEART —MHIKE, S32, HAEE N EEM
HEFEIME S, FIUEMNRERNIE, AERESMMAEHNE, RAMREEZRISLFRAITNHEL, B3]
FHERERHNTETSFABE. AL, 28, MREEF.

[01:00:12] Lenny
English:

Awesome. Okay. | want to ask two more questions before we get to our very exciting lightning around.
And they're both skills that [inaudible 01:00:08] have told me you're very good at. One is that you are very
intentional and thoughtful about staying close to individual teams and individuals within the company,
even though you're higher and higher in the org. I'm curious how you do that, how you actually practice
this skill of staying really close to teams at the bottom of the ladder and individuals that are working on
things on the ground basically?

AR ERIE:

AET . AHEANLSANEBEHNRABETTZE], FHEREBNEE XM MR ASFRIFIFEBRN,
—=REMELARFIRUERES, ERIFEROERZMSQTANE TN ARERR, HREAN
BIRRNEHEIR, RIOAEIXIMEERRAN—ETEARRERZRKRBREE?

[01:00:45] Elizabeth Stone
English:

A lot of it is how | spend my time and fighting to preserve opportunities to connect with people. So
examples would be, | still have biweekly office hours, people sign up for slots. It can feel a little like speed
dating for 20 minute slots, but | get to meet a whole bunch of people and hear about work, hear what's
top of mind. People book them out many months ahead and it's just an opportunity to stay in touch. And
then | do Ask Me Anything sessions with teams of different sizes depending on how intimate we want it to
feel, but truly anything is fair game as a way to get to know me as a person, for me to hear questions, to
try to be candid about what | can answer or can't answer. And so those things have helped me maintain
connection, but both of those examples are about making the time for it.

(01:01:50):

So what | have found as my role has changed is that it just wouldn't happen if I didn't make it a priority.
And then through those types of sessions, | do think | become or | hope to become more approachable so
people know, "You can send me a Slack message, you can send me an email. Like | mentioned earlier, I'm
going to respond to you as quickly as | can because | want to hold myself to that bar." And so that builds a



flow of communication between me and the team that | really value... | don't think | would want to do my
job if I didn't have those points of connection, so that helps too.

AR ERIE:

RARREE LEURTHRIMADEHE, UNREHEMEAZRONE. FlM, HMARBESRE XN “Ha
Bti8)” (Office Hours) , ARATLUAFALIBIER, KRBT HREK 20 DH—HE “REANR" , BRENIRZA,
IR fIE TR, TREMIIEXONER. AMMITEANF/LTETY, XRZ—TMRIERANNSZ. LI, K
ERRIEFRBRENTER, STAEAMRNERET “BRLE" (AMA) 31, ERNZEMEEE LU, X2
THREXNANAR, witHERTEE, FEHEHTEEREDNZHAEDNENAT. XESEHEPHRE
REXR, BXMMIFEXF “BrhetaE” .

(01:01:50):

ELRMBEARABNTH, MRERAFIBEEAIMESR, SMEAMFELE, BIXERT, ERFECER
FERFLELE —FMFZEAN, XFEAKRMEAE: “MROILILATL Slack HE, TJULTHLEBE.
BEZEREN, RERREEMR, RARBRIBMIE" XERSHZERIL T —MRIEFTEENDE
Mo MNREEXLEERES, HERASBHXMDIIE, FTAXtEERL.

[01:02:24] Lenny
English:

And you also send that email to everyone after every leadership meeting, so they're like, "Oh yeah,
Elizabeth."

FRSCERIF:
MBMMERMSERNEEHSAFIE ALY, FIUARSHER: B, 2FW7PA.7

T

[01:02:28] Elizabeth Stone
English:

Yeah, they hear from me. Yeah.
FRERIE:

T, fiIREIREIRBIAES,

[01:02:31] Lenny
English:

Kind of related to this, so we have a mutual friend, that's how we got connected. Ali Rao, she was a data
scientist at Airbnb, now she's at Uber. She had a question that she wanted me to ask, and it's about how
good you are at being present. So her question is something she's noticed about. "Something I've noticed
about her is how 100% present she is no matter who she talks to. Do you have any advice for people to
get better at this? Because it's so hard in the day of email and iPhones and Slack." Her questions like,
"When does she respond to stuff if not sometimes in meetings?"

FRCERIR:

5ikEx, BINE— " HENRLR, LEMIERIIKAT—EN, AliRao, MEE Airbnb WEIERIFER, ME
£ Uber, tthE—NRIEARILFKEIR, BXFRUOMAMBEIMLEE (Being Present) B, MpVE@E: “BF



BRI —=E, TIEMIERK, tEfEEME 100% WEF. X FMEEXSEBISELT, (RETARIND?
EAEREFHF. iPhone M Slack ZERFBIBI, XXMET.” WHERIZ: “WRAEIWNFHZ=LEE, it
LHHEEEEEE? ”

[01:03:05] Elizabeth Stone
English:

| actually think I'm the most present when I'm having conversations like this one. | do preserve a lot of
time to have one-on-one conversations where I'm genuinely curious about how someone's doing, how |
can help them, what they're excited about that's authentic. And so while my EA would probably cringe at
saying | like to spend time doing a lot of those one-on-ones, it is relatively easier for me to say the human
connection is part of what | enjoy about this. | think that that's true for a lot of people in what we get out
of work and life, but | try to live that in those meetings. I'm probably not as good when we're talking
about meetings of 30 people and I'm multitasking, so I'll admit to doing that for sure. But | think the one-
on-one conversations | treat as being pretty sacred.

(01:04:09):

One of the things I've noticed that helps me continue to invest in that and maybe is helpful for other
people is some of my greatest friends and connections, including people like Ali, are people | met along
the way professionally. So | worked very closely with Ally's husband, Keith Henwood, at multiple places,
both Analysis Group and at Lyft. And that means that it's created opportunities and it's been points of
connection. And so you get back what you give basically.

(01:04:45):

There are people in my life who are part of my life because | worked with them or because | crossed
paths. And | like to think that if | can make a positive mark on them, it'll come back and be at some point
too. So | think to distill that is that | truly enjoy it. It's what | get out of especially work. And then it's my
community. And that's served me really well over time. And so | have given people advice of, "This is a
small community, think about what you're investing in other people because that will matter down the

line for yourself too" and | try to live that myself.
R EIE:

KPR L, BUEBEHITEIEXFNNEN, RERTIEN. ERXTERB TRZSEENATT 13X 1 R, EX
WHRERMT TN HF IS EARE, FKeEMMEEENMh], MUkiIdHARE M, BAKNITHEIE (EA)
ITEIF IR SR EMIXAZ 1 3 1 AlgeaRXEISE, BRERNR, ASAZBHNEZRRES XM TIEN—
. FINAXIFRZ ARGRE L, XRFHENTMITEMEEFRRENARA, BBNEXESNAFERITX—
Bo HEINE 30 MNAMBESESLHER, HATEMSEESIAY, HAAKRBISABEMS. BEFRIE 133 189%
EEEREXE,

(01:04:09):

HIEBFE—eeBMEFERN, BIFNEMAtLEER, PR —LREFNVARMAK (B1E4& Al X

BIA) ERHEAEHLEIRN, FES5 Ali B9k Keith Henwood 7£ Analysis Group 1 Lyft BZ&H#E, X
BEFETOETHS, RNATEER. XL, REHAAMSBETA.

(01:04:45):
REGPHN—LEAZFAUBRABREEN 37, TRERARBESMITHEXEIRE. BEWIAL, NRKEES
18 TRRRAVENIE, XMHRREKEENNZIERLE K. FIAEE—T, RENRERXMNEE. XZ2EM

TRRIRFRIRA, BEHMHX. FEEMNERERS, INFIFEEm. MUARLANNENE: "X2—1
RIWEF, BRIREIIAS ERANTHA, BARKRLRECHRER.” RUESHEITE—Ro.



[01:05:22] Lenny
English:

Yeah, that's such good advice. There's kind of two things that come to mind there. One is treat people the
way you want to be treated. Someone once said that maybe. And | think you've come back to this a
couple times, this idea of just pay attention to what gives you energy and that you're good at and just

almost double down on that. Just make that more and more of a superpower.
FRCERIE:

B, XEBWXET. FBETHR. —RRIEFERMNFERFENFIIA, AJEEARIXE. MAKKISFMR
BELRRERX—R, BIXEILRAIREERIMMBRNER, ARMERN. LEERERAIREIEET.

[01:05:41] Elizabeth Stone
English:

Yeah, that last part resonates. It's been a big part of my personal and professional practice to reflect on
how I'm feeling, what I'm excited about, what I'm enjoying. | do think it helps me be more grounded,
which maybe helps me be more present or helps me be a better manager or leader. That might be part of
the secret sauce too, but it is part of my practice.

FRCERIR:

B, RE—EDIETHRIHL, REBECHRER. XERNMEAE, —ERHR T AMER LB EEHMER
o BBZNAXEHTFHEMMBELM, XBIFREILLREMETE, HEEPRANBIFNIZERNTE, X
AEEE WK B—80, BEMHKEREEN—ED.

[01:06:11] Lenny
English:

| can't help but ask, is this an actual practice? Do you do this on a regular basis or is this just something
you think about like, "I should reflect back"?

AR ERIE:

FRRERR, XB—MEFRHEID? FIERXFE, TRARMBREE BN ERE—T" ?

[01:06:18] Elizabeth Stone
English:

| wish | was so advanced to say | meditate and | create all this structure. It's more that | think | mentioned
maybe I'm an introvert, so | do spend some time alone. That's how | recharge. And early mornings,
especially people who know me sometimes are horrified at the time of day | send emails, but early
mornings are a quiet time for me where | do try to have a daily check-in of just how are things going, why
am | feeling anxious, why am | feeling excited. And it's kind of a muscle you build. So while | don't write in
a journal, I don't have a meditation practice, | do have a time of day when I try to keep it protected from
other things so that | can think for a second.

FROCERIR:



BREZHESRIGKZEBRHBIL TEXELEN, EZHNE, ENFIRRP, KAIEE—TREHA, i
UFHMHEEEEL, XRHABHAN. FE—LERINRKBIABGN B KEHEIBEIFE—F
ENFRARRLFNIIE, RIZHHAITEAERNE: FHEHRUOMA? HATARIER? FHATAREIN
&w? EMGEEMRBRELROIA, BAKRFEHIE, WKEEERIN, EXRHIERE—BRHEZREFRT
m, XEHEMAUBERZ,

[01:07:05] Lenny
English:

What | think about there is Jeff Bezos has this approach in the morning. He just calls, he putters around.
He has no meetings until | think 10:10 or something. He just wants to putter around, read the newspaper,
see what's going on in email, which I'm trying to do. | really like that. That feels really good. I'm just going
to putter around. | have no responsibilities in the morning.

FROCERIR:

HERTARK - IEHT (Jeff Bezos) T EMIMIE, iz “WH” (Puttering around). ftf7E 10 = 10 97k
AZHARHHEARIN. thRAENE, EiERE, EEMERERET 4. BRUESEAXEM. RENEENR
AEE, RBUIERW. HREBEWNE, B LESHEEMRE,

[01:07:22] Elizabeth Stone

English:

I've never heard that. I'm going to adopt that language.
R EE:

FIE RIS XM E. FREERAX M.

[01:07:27] Lenny
English:

I'm just puttering and puttering. Elizabeth, is there anything else you wanted to touch on or leave
listeners with before we get to our very exciting lightning round?

FRZERIE:

CRRTERE, N, FNDH, EHANBINEBEENNBRIATZA, MEAE AR THBLITARE
ng?

[01:07:38] Elizabeth Stone

English:

No, I'm ready for the exciting lightning round.
FRCERIR:

2H, RESFHNGENINBILT



[01:07:40] Lenny
English:

Well, with that, we've reached our very exciting lightning round. First question, what are two or three
books that you've recommended most to other people?

FROCERIR:
9%, MARNTHENT IFEEFHNBR, BN MEAABERSHM=EBEMHA?

[01:07:50] Elizabeth Stone
English:

It's probably a little recency bias, but I've been recommending What | Talk About When | Talk About
Running by Murakami, which talks about introspection about the similarities between running and
writing as sort of flow states and very meditative things. So | had read some of his fiction books and the
autobiographical reflection on these types of either professions or hobbies I think is very insightful. So
that's one. And then one of my longtime favorite books is A Fine Balance by Mistry. And that is just a great
story of human complexity and challenge and relationships. So I'm drawn to both books and TV and film
that are about humans.

AR ERIE:

AgEE—R “EERE" , ERERE—EEEGN LEWE (SFOREPRHREMFL). BPRETXHEISH
SEZEAMZANRE, INAENSBEFRM “OR" RS, RIEEEEEREEHNFR. Fidhag—=L/)
W, REFXMMRUFERFNEEAIREBIFEEL M, XBE—x. F—ERKBURKRERNBES FI
ORETRE (Mistry) B9 (R EYT%) (AFine Balance) o BR— MR FALERME. EMXARNEKREK
F. WREBHEXT N BBFE. BUNBRFARS.

[01:08:43] Lenny
English:

Speaking of TV and film, this is maybe a high stakes question for someone that works in Netflix, do you
have a favorite recent movie or TV show?

AR ERIE:

WREIEBAIAMERZ, XTF7E Netflix TERIARN, XAJgER— M KILRSHRE: RELERENAIERHEMN
TEME?

[01:08:52] Elizabeth Stone
English:

I'm not going to name all Netflix. That feels too much like an advertisement. Film, Triangle of Sadness is
phenomenal if you haven't seen it. And then I'll go Netflix for TV, Beef was | thought hysterical. I'm an Ali

Wong fan, but also just a pretty unique storyline.
R EIE:

EAR22W Netflix B91ER, BIREXG E7T. BEA@E, (RIE=M) (Triangle of Sadness) FEHE, Ul
RIMEEESRIE, BMAEHKIE Netflix 19, GRIEA%E) (Beef) HitfRIEEBHE. HEEMM (AliWong)



HUKYLZ, MESREBTHIERIRT.

[01:09:18] Lenny

English:

And | think they just won a bunch of Emmys.
R EE:

BRMIINET - EE,

[01:09:20] Elizabeth Stone
English:

They did.

FREiE:

=21,

[01:09:21] Lenny
English:

Amazing. Good picks. Next question. Do you have a favorite interview question that you like to ask
candidates that you are interviewing?

FRCERIR:
XIET, &R, T—1RE: EEREEAN, fERERSRAREE?

[01:09:29] Elizabeth Stone
English:

High talent density. I'm usually looking for the person who would be better in my role than | am in my
role. So | often ask people what would their priorities be, what would they do differently if they had my

job.
FhERIE:

ZRIABATZE, HEBEBEIHARLEERNRM  LERMISEREFHA. FRUAZEEERAN]: MRERATILT
HEUE, MIINRERZEMHA, HNEMHBERRBNZ.

[01:09:45] Lenny

English:

Next question, do you have a favorite product that you recently discovered that you really like?
R EE:

TN REEERBRRTAFEER. OKFH~m?



[01:09:52] Elizabeth Stone
English:

So while | carry the CTO title, I live a pretty analog life. So my most recent product is a Fellow pour-over
coffee maker, which is actually part of my morning ritual, which I'll now call puttering around, where |
take great lengths in my coffee-making process because I find it calming. And then it's not a recent find,
but I have to shout out that my Peloton is probably the favorite product | own.

FRZERIE:

BAFEE CTO BIKE, ERIEHEY RN (Analog) MEE, ERIAEN~@mE— Fellow F Ak
T, ERMFLERRERNAN—IR —RIEMZA W —RIERKEEIRHIHEE, EAKESXEE
BT B, BATERIELIN, BHRLHRE—T, Peloton ZhREETREEHMENRENEIT Mo

[01:10:22] Lenny
English:

The bike or the treadmill?

[01:10:24] Elizabeth Stone
English:

Bike. I'm a recovering outdoor cyclist, so it's also kind of questionable if | can even admit to this, but
that's why | would admit to | love the Peloton despite being ideally an outdoor cyclist.

FhSCERIE:

B, AR EEMEFHFINGTE, MUANZI—REEERIUATE, EXMENTARIFINKE
X Peloton, REERIER THESKFINGTT.

[01:10:39] Lenny
English:

| have questions about your cycling, but before that question, do you have a favorite life motto that you
often come back to or share with friends or family that you find useful either in work or in life?

AR ERIE:

KT MNBITHRERRZ, BERZH, MELKERERPWAERS, BMEETENSFERDE, BREHE
TReEEPREARY?

[01:10:50] Elizabeth Stone
English:

My mom said something to me that has stuck with me. | don't know if I live it very well, but the phrase
was, "Something good happens every day." And the reason she said it was because she was encouraging



me to be more mindful about enjoying the small things in the day-to-day rather than letting myself get

caught up in the busyness.
R EIE:

RBEXNFRI—01E, —EONEZRNREE. RFNERRTRITHRY, BaER: "SXBEEFX
7 MZFAUX AR, RRAMESMZREMEOCEREEEETPHNE, MAZILE CBNITERZH,

[01:11:13] Lenny
English:

Beautiful. Final question. You're a big biker and triathlete. | am curious what that sport and time has
given you in your career or in life. What benefits have you found from spending so much time and energy,
running, biking, being an athlete?

FRZERIE:

XET. &Ra—NE. RE—THRNBITEMKAZIUEE 5. HRBNEXBUSEHAIRNRIET B4 7REY
R EESREEFRT 4. MRARASKEANNEERY . BT, M—RizmRd, FRETHamgs?

[01:11:32] Elizabeth Stone
English:

Certainly by mental resilience. So while those sound like physical strength, I've found especially
endurance sports are much more mental and how you go through the highs and lows and sustain and
then coming back from challenge. So those sports have had their highs and lows and from the lows I've

really learned how to recover and bounce back. So those feel like universally applicable skills.
FREiE:

HABOEHNE (Mental Resilience) . BAXLITERGEARTE, BERAMLERMAEH, BELHNROE
EREZE, XFRMAEISHAMES. R, URMAIMBISRTIRE, XLt ERERR, MES
FREEFRTOAMEM RS, HEFXEREBIERRIREE.

[01:12:04] Lenny
English:

You have such an interesting mix of athleticism and then Netflix, what a good balance for life. This is going
to give me permission to go watch Netflix recording this on Friday afternoon. Elizabeth, you're awesome.
Thank you so much for being here. Two final questions. Where can folks find you online if they want to
reach out and maybe follow up on things? And how can listeners be useful to you?

AR ERIE:

RBE ML EBEVIZEIEENH Netflix TIENE S, ERTENERETH. XBTHALTFRETEER
Netflix 8932, RWHA, RAET. FERPIRER. KEM DR NRARKBEKRARHRE—LERE,
I LATEM R ER? IRARITRE AR A2

[01:12:24] Elizabeth Stone
English:



You can always find me on LinkedIn, so definitely reach out or ping me if you have questions or
comments. | think the way the listeners can be useful to me is being maybe curious about how they can
show up even better in their lives now that we've done this reflection on Netflix culture and how we show
up for other people. | would like to ask listeners to pay that forward to people that they're working with
and how they show up for them.

FROCERIR:

fRZE R IATE LinkedIn 333, FRLUNREEESEITIE, REKEZER. HIANNAREZZHNLRZ, BFEA
FHANBER Netflix XULURINTMANFMAEITTRE, BABIFALUFE—TNNAZTECHNERRRIARF
B FABIARMTHEXMEREEALMINNRESE, BEMAEF Mt ARESS.

[01:13:02] Lenny
English:

Amazing. | love that. If you end up doing this and you're listening, maybe leave a comment on YouTube or
in Substack with something that you haven't covered about yourself. Elizabeth, thank you so much for
being here.

FROCENIR:

KiET . HRERNXNEN. MRIRENXAM T HEETWR, HBIFAJUTE YouTube ¢ Substack &=, 7
E-ERELREINXTIRE CHER. FWPA, FERSRER,

[01:13:16] Elizabeth Stone

English:

Thank you, Lenny. | hope you have a great weekend.
FRCERIE:

BHEHR, Lennyo FARBEIRM IR,

[01:13:18] Lenny
English:

Same. Bye everyone.
(01:13:20):

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.

FhaERIE:
Ht—H, KB,
(01:13:20):

BRI, INRIRESXHTTEEMNE, JLUE Apple Podcasts. Spotify iR EIRBIBE N A LT 15
B, s, BZRAEMNITFIAE THIL, XEMAMBOHEMITRLNEEZEERE. RITUE
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