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[00:00:02] Lenny
English:

Today we've got another very special compilation episode. Something I've been pulling on more and
more with the podcast and the newsletter, in case you've noticed, is failure. Normally I spend a lot of time
researching how the best companies and the best product leaders operate, but you can learn a lot and
often a lot more from failure. And so what we've done with this episode is we've looked at all of the past
episodes we've done and pulled out all the most interesting and insightful stories of failure and turned it
into this very focused episode on failure. | hope that you find this useful and interesting. Let us know
what you think in the comments on YouTube or on lennysnewsletter.com, or just let me know on Twitter.
If you like this, we'll keep doing this. If not, we'll, probably not. Either way, | hope you enjoy. Before we
dive in, here is a short word from our wonderful sponsors.

AR ERIE:

SKRBEINEET I —EKFERINEE. IRMTEZENE, BERENNSERPEREZMIRIT—1 E
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[00:00:52] Lenny
English:

Let me tell you about a 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.



AR ERIE:

IEEBIRNB—FE A Sendbird U= f. XE—1NE R Web MBI Ai&ITHI—IhT0iEE API 5. EEER
ERRTENEARE, mREELXRKBRDBNEN M, @it Sendbird, ®WAILIRANBREKR, =24
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[00:02:08] Lenny
English:

This episode is brought to you by Eppo. Eppo is a next-generation, A/B testing and feature management
platform built by alums of Airbnb and Snowflake for modern growth teams. Companies like Twitch, Miro,
ClickUp and DraftKings rely on Eppo to power their experiments. Experimentation is increasingly
essential for driving growth and for understanding the performance of new features. And Eppo helps you
increase experimentation velocity while unlocking rigorous deep analysis in a way that no other
commercial tool does. When | was at Airbnb, one of the things that | loved most was our experimentation
platform where | could set up experiments, easily, troubleshoot issues, and analyze performance all on
my own. Eppo does all that and more with advanced statistical methods that can help you shave weeks
off experiment time, an accessible Ul for diving deeper into performance, and out-of-the-box reporting
that helps you avoid annoying prolonged analytic cycles. Eppo also makes it easy for you to share
experiment insights with your team, sparking new ideas for the A/B testing flywheel. Eppo powers
experimentation across every use case, including product, growth, machine learning, monetization, and
email marketing. Check out Eppo at geteppo.com/lenny and 10 X your experiment velocity. That's
geteppo.com/lenny.

AR ERIE:

ETEH Eppo #B), Eppo 2H Airbnb #1 Snowflake BIR & AIMAIE K FABAITIER F— A/B M FITHAE
EBEFE, Twitch. Miro. ClickUp 0 DraftKings Z A B & EE Eppo RIXcht{TAYSEEG, SEIOXT FHEhIG K
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EiH. hinl geteppo.com/lenny &F Eppo, ILIRAISLIRERFA 10 1Z.

[00:03:26] Lenny
English:

All right. First up, we've got Katie Dill, who is head of design at Stripe and former head of design at Airbnb
and Lyft sharing this amazing story of how the entire design team at Airbnb basically rebelled against her
soon after she joined and what she learned from that experience.

AR ERIE:



YFEY. B, F(NiEEIT Katie Dill, 2 Stripe BIRITHASTA, HIE Airbnb 0 Lyft B9IRITHHTRA. WFEDE
—MEANBERE . EMAON Airbnb [FARR , BMGITHAER EEBIMAET ‘R , URBEKIBREFHF
FET 40

[00:03:42] Katie Dill
English:

I'm happy to talk about it because frankly, it was the biggest learning experience of my leadership career,
or at least that happened in one moment, and it happened in my early days at Airbnb. So | was hired to
take on the experience design organization, that's basically the product design team, which was 10
people at the time. And so they had been reporting directly to one of the founders and they were going to
start reporting to me. And during my interview process, | learned a lot about what was working and what
wasn't working and some of the trials and tribulations with the design organization and its collaboration
with others. So it seemed like there was room for improvement in how engineering and product
management and design all work together. And there was also really low engagement scores in the
design team. And so | came in ready to go and excited to try to help make some change based on all the
things that | had learned from various leaders and people across the company. And | came in swinging
ready to go, and then about a month into my time there, | got a meeting on my calendar. Thursday 8:30
AM, was an hour and a half with half of the design team, so that was five people, and our HR partner.

FROCERIR:

HEERRBRKKXMSE, AMNERN, XRBEMSEEPRANFEIZR, HEBRELVEREIBLANFEIZTR,
EREEERMA Airbnb IR, HENFEWEBEENFTEARIGITE], BEXEME~MIEITHE, HEXRE 10
™A i lZzaIREZRAEPR IR ATIRY, HNEABRFRLCR. TEHIESR, RTHRTRZXTHL
1T19E. WLETRBNER, UAISITEIIESEMER I ERN—LLE ], Frll, TiE. BRI
faIthE TR eH= 8], MHEHMIZITEARSBLEIFS (engagement scores) tIEER. FRES
ERERBEIN, HEMEREEMNABAZEASHRAIIBEFEINARERBED—LTE, F—HRKMKATIE
EMEST 17, SREBANRAY—1ARE, BRHERLEEMT 12N AMF L 8:30, — /)Y,
SR ARBIGTEMN—FRE (BHE 5 NA) UKRHENI HR &1 KA,

[00:05:00] Lenny

English:

Oh, no. That's never a good sign.
FRERIE:

M, R XBERZMATFIEK,

[00:05:01] Katie Dill
English:

Usually it's [inaudible 00:05:01]. Yeah. And | remember this so vividly. | remember walking into the office
and all the rooms in Airbnb's office are very unique spaces that look like Airbnbs, but of course this was
the one room with all white walls and just a gray flat rectangle table. And | walked into the room and
there were five of them seated around the table and they had a pack of papers in front of them, and they
went on taking turns quietly reading from the papers all the things that they saw that | was doing wrong
and all the things that they didn't like about me. And it was a really hard moment there. | went through all



the usual stages of grief when one hears feedback, which is just immediate want to respond to be like,
"Oh, well there was a good reason for that." And, "That's not how it actually was," and, "This is why | did
that." But luckily | had, thank goodness, | had the sense to just listen and not respond in that way. Clearly,
what they were telling me is that that was one of the things that was missing. And so | heard them out
and took it all in. And regardless of each individual thing, what was very clear was that the missing piece,
the theme that was across all of that is that | hadn't earned their trust. So whether how right or how
wrong what | was doing was is the key piece is that | wasn't bringing the team along with me. They had no
idea that they could trust in what | was trying to build and what | was trying to shape and that | cared
about them and that I had their best interest and shared goals at heart. And that was absolutely my fault.

AR ERIE:

BEHERZ. 28, KICTERFR. RICFEHANQE, Airbnb DAERFIEREEEZIEERFH=IE,
BIRERMEEKE Airbnb iR, BYA, BIEERREENESD, RE-KREKATTR. HEHEE,
A MABLERFE, HRIRE—EHR. MIERREIRER LNRS, TIETRBEMITANRMER
15, UNFIBMIIAERENMSG. BER— T EERMENNZ, REHTRIIRGIEESEIAE K
ke , F—REMEEREK: B, BRAE—MREVEHN” , “FEHIFMOL" , XMEBFHAMTA
B o EFTHE, WXREM, REEBILBCIZMHN, MAZBIFEIN. A, IS FKHNER
ERRBVRFEZ —o FAUEAE TITNAS, 28&E%. AS—HEEANERRK, FERHN—<ZE, R
KEVERD . BFRANTIRRELARSMIINGEE. I, TERMNEEENZEHE, XRETREET
EFA—EFHE. I AMERSA UEARRERZIMBENARA, FRERESXOM], BARMEHE
BN RERZNHER BFREC L. XEXNEHATHE,

[00:06:45] Katie Dill
English:

And in retrospect, as hard as that was, I'm very grateful and very amazed that they could come together
and share that with me. It can be hard to bring feedback forward like that. And so it was an extremely
valuable learning experience and | took from that to then immediately shift how | was operating. And
really a key part in building trust was to listen, to hear out what the individuals on the team were setting
out to do, what they cared about, what motivated them. And so | started to make pretty fast change and
still moving in the direction that was necessary for the org to make the really large impact in how we were
operating, but bringing folks along with me. You can inflict change on people, but if you want to do it with
them, really trust is the key element there. And then a couple of months later, we had the best
engagement scores in the company. So it actually, it did objectively improve the situation and since then
taken that on into next steps in other companies that I've joined and just think about instead of coming in
swinging, come in listening, so that you can really set out to make change that actually has true positive
impact on the folks around you and you bring along with you.

FRZERIE:

E8ER, REYGREYE, ERFERHERIRIMIIERASEREZDZXLE, REXFHRIGEREE
B FRAXR—RREESZHFIZN, FMRREE, AT T RGN BIEEXERDE
TR, IREXEIRARE N ABBR. IR OEURMIINE . FRRFHBMEAEZRENLE, BAMN
RABHRCETEEATWAAFNCEA@R#H, BRABRTEEAR—EE. RETLERMEFESLFIA, B
KB —RTREE, EEMBREPHNXBER. ITARE, RITNRLETDHT EQE&SH. Fi
UXEEN LWHRLET BE. MBBUE, HEMARMABRNEIEEX NI FE—#RMATIEF
(swinging) , BFMifr (listening) , XIFRABEEELENBBAFERRTMNEE, HEEMI]—EE

o



[00:08:04] Lenny
English:

Next up, Paul Adams, chief product Officer at Intercom, sharing the nightmare experience of freezing on
stage in front of thousands of people, having to walk off stage, and then people hearing him curse
because the mic was still on, and then how he recovered. Plus a few stories of building some of Google's
most infamous product failures.

FRSCERIE:
ETRE Intercom WEESZRE Paul Adams, D ZE—XRBERNEZF: EHRTFARNTEES LRASH

(freezing), FEAETH, ERANZRNEXR, AKX THERS, URtERIWNAMED K.
teoh, IFRERDE—LXTFITIE Google H¥E LRI ZBENRK ™ RHNEFE,

[00:08:24] Paul Adams
English:

Some things have happened in work, are very memorable at the time and they don't really scar you. This
goes in the book that have scarred for life. Yeah, let's go long story short, | was at Facebook just over a
decade ago, loved it at the time. | think it was a great place to be at the time. And basically San Francisco,
| did a lot of talks for Facebook internally and externally. Facebook had a keynote slot, always have a
keynote slot at Cannes, the world's biggest advertising festival. And the year prior, Zuck had been
interviewed. He was the speaker, he'd been interviewed, gotten a hard time on privacy. It didn't go well,
as well as they'd hoped. So the next year they asked me to do it, maybe it was the Irish accent that made
the offer come my way. And yeah, | got out into front the stage of the world's biggest advertising stage,
and I'd say | was like three or four minutes into the talk, a talk I'd given, a very similar talk that I'd given
lots of times. And | just froze. | couldn't remember what | was supposed to say. It was the first ever time in
my life I'd rehearsed a talk word for word. Usually, | have talking points and I'd ad lib and things get mixed
around and it's kind of informal. This was media trained, do not say the wrong thing kind of talk. And |
just could not remember what to say. | had some version of a panic attack, walked off stage, | was still
mic'd up, cursed. | was laughing. | was like, "Geez, are they laughing at me. Oh my God, this is..." But | can
manage to turn it around, | walked back out, I'd kind of been disarmed internally in my head, and the rest
of it went well. And | was famous that night out in Cannes afterwards on whatever the seafront, it's just
like rosé everywhere. | was famous and infamous for my performance.

FRCERIR:

TEREEN—LEEEELUNIEERS, EHASENE THE. MXGERET “KEETHE BB —%
KiF5EW, +ZFiHKTE Facebook TE, HEWRHKBERME, BE—NMEENMS. EIHEWL, EA
Facebook 1 7R Z 3N T8V E . Facebook EE4 (Cannes) — 2KZAWN &H——HE—
FHRWFE (L. 51—F, ILRBAREZTTHEE, SEHEE, EERMRAE LB TR, #EERMFHA
7, FRUASE ZEMIliLFE, BFREANBENERZOZFIULRBITIME. T2, RELTE2EKEAN
[TEEE, BHABRAKY=ASHE—X2—MHFERZ R, EERMUNEH —RRAEET. B2
BRRZIET 4. BEREAEPE—AZFERUMEIFEHRE. BERIERS, RARINNEE, ABSELYE
T, HWRIFER. BXRSELTRAEIZINNN. “BRFEEREE NOBMEH. ERSERERZIRT 4.
RUANERIFBEE, ETFTES, FLEFREEEZERN, ERET7T—0. RYUNESE, 08 “KHB, 1]
EXHD? XK, X7 BRGEHETRER, BENETES, RFENREESLHTT, MTHHS
HITHRRIRM. PBREBLEREENHER T, EEENELIVMENRIEETE, BRAABHRIMBEEKLE,
HREBE,



[00:10:13] Lenny
English:

| feel like you lived the worst nightmare that everybody has when they're thinking about giving a talk. And
| think what's interesting is you survived, and | think that's a really interesting lesson is you could freeze in
front of thousands of people, walk off stage, and then it works out okay.

FROCERIR:

HRREBMEHT 8T ANEZEMEANBIENRAIHNEY, SENIMEIRT, XR—TIFEEEXH
il RAIESAEMT AERI R, ETE, EREEREZFILUIERH,

[00:10:30] Paul Adams
English:

And it all happened organically, | guess, or very naturally. But yeah, ever since then, every time | walk out
onto a conference talk stage, still today, | ask myself, | have this tiny doubt in the back of my head. It's
never happened since. But yeah, | think you have to go with it with these things. When life kind of throws
you these whatever curve balls you have got to kind of adapt, and it's not that big a deal. None of these
things are that big a deal. At the end of the day you kind of move on, live and learn. Yeah, but | still hope it

doesn't happen again.
FRERIE:

FEX—IMEEAMAREN, BHE, MBUE, BEISX, SS3RELIWEHRE, BREIFES, MW
FESERA—RIVNEE. BAZEBHEAEL, BRINAMOIRRTXESE, HEFRMRKERXLE
“BILRIKT BY, fREMEEN, XRTAKRTTH, RERFAREZIMATAKRRTT . RAMSUEFH, T
ERES, BH, ERERFEEREBLRE,

[00:11:02] Lenny
English:

| also hate public speaking and | always fear this is exactly what's going to happen to me. And so | think
this is nice to hear that even when the worst possible thing basically happens, things can survive.

AR ERIE:

FUWNRQFEH, SEOXMEZLERTS £, FRUREIEERET RERNER, FHRAEEEN,
XRETIRF

[00:11:13] Paul Adams
English:

You can turn it around. Yeah.
FRCEIE:

RE] ¥ EEN. F/%

[00:11:15] Lenny



English:

A second area | wanted to hear from is your time at Google and there's a couple products you worked on
at Google. Both of them were not what you'd call big successes, and then there's kind of a transition to

Facebook, which was also kind messy. Can you just share a couple stories from that time?
R EIE:

BABITRYE —ME B IRTE Google BIBY Y6, R7E Google 253 /L1 =M, ENHERLEXMIKDI, ABMR
Bk1EZIT Facebook, ABMIIZHBHIEELH. (REEDZIL AR ESERRVELSEMT?

[00:11:31] Paul Adams
English:

Yeah. Similar to the walking off stage thing, you live and learn, and | was at Google for four years. | was at
Facebook for two and a half years or so. At Google | worked on a lot of failed social projects like you
mentioned, Google Buzz, Google, and later Google+. | think a lot of the motivation for those projects
came from a place of fear. It didn't come from a place of let's make a great product for people,.let's really
understand the things people struggle with when communicating with family and friends. That's really,
really try and create something wonderful. It came from a place of fear. And so during those times |
learned | think how not to lead in places. And by the way, | should say at the time in Google, there was
other things happening that were amazing, like Google building Google Maps. Incredible product, one of
my favorite products. | think one of the best products ever made. They were building Android. | was in the
mobile team, in the mobile apps team at the time that Android came out. So incredibly good product. So |
just happened to be in the social side, which wasn't as good.

FRCERIR:

20, MBEETESBES—#, BWHLF, KT Google FTWE, 7£ Facebook FT7T KAWMESF, £
Google, HEB5TIWZEAMMHRINE, FMEMIREIMN Google Buzz, UKEHRE Google+, FIAAXLINH
WRZhHETF “BIR” . EFREERET “UEMNAAME—NMERNFR” « “URMNEEEBRAMIESRA
A/ABNIEL , AREEZROEEFNRA, BRTRE. FIUEBREE, RFERTHERLEMS
“FRZ” WMAMS. IRER—T, KSR LIE Google FEHMBEEMNHFBELRE, L0 Google Maps,
BEAATBNUNTR, BRERXNWFRZ—), RINAREEURRHFNFTRZ— MHIENEERL
Android, Android XfBYEERIHE. B AR FBRIEFEMFH™m. KR EMITEXIIEPI], mHb
NEBITEAR AL

[00:12:37] Paul Adams
English:

And yeah, Google Buzz was kind of a privacy disaster, and Google+ similar. And so kind of halfway through
I kind of published research about groups, and I've done a ton of research. An interesting kind of side note
there is at the time | asked, | was working in the research, in the US team as a researcher, | was being
asked to do a lot of tactical research, like usability study type stuff, like can people use these products?
And | ended up doing a lot of formative research as well in the same session. So I'd kind of say to the team
like, "Hey, I'll do the research, I'll answer your questions, but also I'm going to do this other thing, and I'm
going to take 20 minutes doing that." And so what we used to do is, what | used to do with people was
map out their social network, all the people in it, their family, their friends, how they communicate. We'd
map on all the channels, we'd talk about what worked well, what didn't. And we did this with dozens and
dozens of people over the course of maybe 18 months. And the same pattern emerged every single time,



which was people need way better ways to communicate with small groups of family and friends. And |
kind of look back now and go like WhatsApp, or it maybe iMessage if everyone's on Apple, but really
obvious in hindsight, but at the time, not obvious. And so we kind of tried to build a product around that
called Google+t, but again, it was kind of came from the wrong place. And so halfway through the research
that I've done, all this research had been made public through a conference talk and Zuck and Facebook
noticed, got in touch, one thing led to another and | left and joined Facebook, which was an amazing
thing for me, personally. Facebook was amazing, an amazing place at the time and exciting. And they
were trying to do things for the other reasons, the kind of good reasons, like, "Hey, let's build an amazing
product for people."

AR ERIE:

ZH, Google Buzz ERE—I7RFIKME, Googlet BERZ, EMFRHITEI—FBY, HERTXTF “BA”
R, BT AENHFR. XBE—1EBNEH: YNBREEEFETHARR, HERMEZHEAREH
7R, WA ZE, BEEAMIREREAXE™ R, EREERB—ITHTPEBTRESRREHAR
(formative research) . EEMER: “IR, EIMMHAR, EEMIINEE, EREEHRS—4E, E®
20 DEMEAR.” B HBIMBEIREANREBMAIINERME: BEEEWLEA. KA. BBk, (108, il
SEHFERE, 1HeWEFAE, MERTH, £ 18 1MEE, HITH/L+HMAMT XENHAR. SRESHI
BEEFNER: AMIFEEFNAFRERAMBRANEEHRITAE, MEREELR, BHIE WhatsApp, HE
MBAREERER, AT iMessage. EEEREMSB N, BHNHIENL. FRENSHESX—atbE
—/NE 7 Google+ =&, BEXEIAE, ENHASTH . EERARHTE—+H, MEXLHARBET A=
WERAFT, ILBt&H Facebook FRBEIT, BXARTE, IEMEM, REFHMANT Facebook, XFEHA
AR, BR—HRENSER. HYH Facebook IEEE, B— M AMENMA, MIMESENLEELE S SIER
89, tban “iE, IFHMAMMBTIE—MEANTR .

[00:14:22] Lenny

English:

And this was during Google+ being built? You basically shifted.
R EE:

XZ7E Google+ EEFRHREING? {REAR EZHRBIET

[00:14:26] Paul Adams
English:

Yeah, midway, I'm stressed to even telling you about it. The project hadn't been launched. It was still
under wraps. It was highly confidential. Google had done a lot of things at the time that were the first for
them. | don't know if they've done them since, but things like everyone worked in Google+ was sent to a
different building. That building had a different key card. If you didn't work on Google+, you could not get
in. All sorts of counter-cultural things at the time. And as a result, there was a lot of antagonism internally
for Google+. And so when | left in the middle of the project, leaving with all of the plans in my head to the
enemy, some people saw me as a traitor, understandably. Other people thought | was enlightened. It
depends on who you talked to, but it was the right thing for me to do. But at the time it was a hard thing
to do.

AR ERIE:

R, i, RIFNXEHERF[IEE. SNBBELEAS, EERENEK, BENE. Google HHMH TR
SNUABIM RIS E. HAREMTEREERET, LLFE£5 Google+t WAEBIKET 5 —Hxik.



BHEEBERERIIREFR, WMRIRASS5 Google+, REMERE, HRBERSREWXUNER. £ER, Google
BT Google+ BIRZIRARIBLE, FAUSFKPREF, TERFEFRBITIIRE “BA” B, BEAERE
PUHRAE, XATLIEAE, F—EARTRERET. XBURTIREIED, EXNEREBEERNE. RJE2EY
Bt, BB TIRMERNRTE

[00:15:17] Lenny

English:

| know there's also a lot of scrutiny in what you took with you and the process.
FEiE:

BAE SN FRHEE T T AURB NI REEREFHE,

[00:15:23] Paul Adams
English:

When | left, Google kind of assumed that | was one of the spies. | was quarantined when | told them | was
leaving. They forensically analyzed my laptop, all sorts of stuff like that. So it was pretty intense. Looking
back, | can understand why that happened, but the root cause for me is that the project has been run
from a place of fear, competitive fear, which | don't think leads to good things.

AR ERIE:

HIEFFES, Google BA ERigFHKZEK. HHFIFMNKAEEN, FWBET. MITHHEICSERHET
TEUES M, WIS, FrUESRIFERK. BIEER, HATUEBNTASRERMSE, EXNHFR,
REFRRETFRNNERETHE —RFMRME—IEFH, TANNZXASHRFER,

[00:15:53] Lenny
English:

So one of the themes through the stories you just shared is, let's say failure is... | don't want to make it
that harsh, but just things not working out. And I'm curious as a product leader, how important you think
that is for people to go through if you think that's something that is almost a good thing. And | guess just
is there anything there that you find helpful as a coach, as a mentor, as someone, to people that are

trying to become basically you?

AR ERIE:

MNA D ERRERE—TER, MERY - BARRSHATE, EMEFBERTINF . HRIFE, 1F
N—B2FmAFE, MANAZHXERANRRESZER? MEDIANAX/LFR—HEFE? (FA—RBLTR
I, WNFAEBBRNGMZFHIAN, MBEFTARGEREREING?

[00:16:19] Paul Adams
English:

It very, very... It still is. It still is. I've personally failed so many times. There are two stories and the Google
one is long deep tentacles. There are two stories. I've failed a ton of times like at Intercom. | remember
when | was at Facebook, | was very happy and | knew | wanted to [inaudible 00:16:39] the co-founders of



Intercom and they're trying to persuade me to join Intercom. It was like 10 person company at the time.
But Owen said something to me at that time, which has stuck with me ever since. He said, "At Facebook
you can design the product, but at Intercom you can design the company." And that was extremely
appealing to me, a great pitch. He's like, "Just design the company with us that you want to work in." And
so part of that was a company that embraces failure that says it's okay to try things. I'm a big believer in
big bets, higher risk, higher reward. | don't get as excited about incremental things. Now | haven't said
that, there's of course a place for that too, especially as companies get bigger. But | get excited about big
bets and if you make big bets, you're going to get a lot of it wrong. So a lot of the principles that we built
here at Intercom, on building software, we have a principle called ship to learn, and we've actually
changed it since, still on the wall here. Ship fast, ship early, ship often is what it says now. Used to say ship
to learn. Ship fast, ship early, ship often. It's like in that idea is the idea of failure. It's not going to go right,
and it's going to go wrong more often than not. But if you ship early and fast and learn fast, you can
change fast, and you can improve fast. And that's the kind of culture that we as much as possible try to

embrace and teach people. But it's much easier said than done.
FRERIE:

FEEE, WEKANL. BOAKXKERZR, NABFHENEE, Google BB RIMFIZ, FKIE Intercom
WEMIT TEE R, FKICHETE Facebook BYFRFF L, BT Intercom BIEX & BB N IXENRARFEION, BRI ATR
B 10 ™A Owen SRR T —@iE, —EHENERNMEE, tif: “7E Facebook, fREJLA&ItF™=a; B
£ Intercom, fREILUEITAE” XMBERARSI/1, B—MEERHSHE, Mid: “FE(NT—ERIT—KRIRE
FEERTENREME,” Frl, HPFWN—EoMERI—MEAK. AF=iasE. HREEEE “AWE
(big bets) , BXEEEIR. FHIAEFXALIH G AN, HA, MEXEHEEMA, CEHRARAE
KB, BEMAMIRINGE, MUORETAMEE, FRIILEZHEIR, FIUFEIE Intercom B TRZXTF
REFRRERN, HNE—PERERUNY “UAFRRES]” (shiptolearn), EXRIFENNT, MAEZLEHE: “*®
BEM. RERM. MBEE” o UEINY “UERREES” . XMEINZOMEEZEAY. EBEFEE—
MXIR, MEFFREE. BNRMEAGER. RHER. 2IRF/R, RIMERTZER, #PBHR, XMERK
INIRAGEERIBHAL AN K. BRZ1TH,

[00:18:05] Lenny
English:

Especially when you're in the moment. Like Go damn, it, everything's going to fall apart. | really messed

this one up.
FRCERIE:
THZIREMEPHNINHE, RR8: %3, —UHERRET, BRENEET.”

[00:18:09] Paul Adams
English:

Yeah. And there's a trade-off with quality that people really struggle with. We've high standards of
ourselves. A lot of Intercom comes from a design founder background. We value the craft a lot. We never
want to be embarrassed by what we ship. So there's a real tension there, a real trade-off where people
have these high standards, which we encourage and we encourage them to ship fast and learn and make
mistakes. It's a constant kind of tension that we're navigating.

FRCERIR:



2, MAXEZE—MAMMIFEUENXTHRENNE, RIWECHRSHITE, Intercom BIRZEER
FIRITMHENEIEN. BNFEBEEFZ (craft) o HIVKEFENESEBHRARIIEML. FRAUAXEEE
—MECAIKS, —HRE AMEXESTE (FNEMHX—R), ERNEITERBMIIRELRS. FIHIE
g, XEHN—EELIERN—MELERIKT.

[00:18:38] Lenny
English:

Next up, we have Tom Conrad, who is chief product officer at Quibi and engineering leader at Pets.com.
Two of the most memorable failures in product history, sharing his lessons from those wild experiences.
Tom is currently CEO of Zero Longevity Science, which is a killer business and an app in case you haven't
come across it. I'd definitely check it out. Here's Tom. You brought up this phrase of notable disasters and
| want to talk about that. You've worked at two of the most famous notable disasters of product
companies, Pets.com and Quibi. | think it's really rare someone sees the inside of so much hype and then
such a fall at a company. And so | just want to spend some time in these two areas, and maybe the way to
set it up is just what's a lesson you took away from each of these two experiences that you've taken with

you to future work, and maybe advice you share with people?
FRCERIE:

¥ TR2Z Tom Conrad, ft2 Quibi NEE~mE, tE Pets.com WIEHTA. XEFmAE LHSTAMS
BIFREI, 9D EMXLEERIFRHHIHREFHE), Tom BEIZ Zero Longevity Science 9 CEO, X2—XK
EFENAE, NRMMEERSMIIN App, —EEEZEE. THRE TomWD=E, fREET “BINKHE X
MNE, HEWEXD, RBERRREZNRM=mABIED: Pets.com # Quibi, KRB RILEAEFEH
WMt ERBIIE, SAEXBEQABWMILSIINESG, FRAFARTE ST E)BELX MmN, BiFa LUXEFA:
RMXFREFHRDFNEE T AR UFHEIRFETIERB? FRELIATARIN?

[00:19:30] Tom Conrad
English:

Probably the biggest lesson, it's not really about the specifics of the business. The biggest lesson really is
these things make you better. In some instances, actually | think in both instances, they became kind of
dominoes that opened doors for me in my own ambition and my own sort of professional life that maybe
just wouldn't have opened at all if | hadn't gone to those companies and learned those things and had
those experiences. And frankly, even in the case of Pets.com, like even the high profile nature of it, | could
have worked at one of a thousand e-commerce websites in 1999. And when | went on to some
subsequent job interview or something and talked about my experience, | had never heard of the thing
that you worked on, but everybody certainly heard about Pets.com.

FROCERIR:

AREANFIIFFAZXTUSAT, RANBIIIELER: XELHFILMEREN. TFRLERRT, Kt
FIANTEZXRPNREGS, ENHMAT ZKEEHE, ARIBHMRWERETF TR . MRBLEBLEAT.
RFEIRERA. KREMIALES, XETAIBREAFZITH. BAY, BIER Pets.com, REEZFIRIE,

BTE 1999 F, HAFUE—TREFBSMUEFIEA—RIIE. BORBESMEENIFEE, KEH
20, MRABEBLELRABRIAE, RARRE; EESMASEERT Pets.com,

[00:20:17] Tom Conrad



English:

It's a pretty funny example too of how some struggles are timeless. That was 23, 24 years ago now. And
while as a leadership team, we made, I'm sure, all kinds of mistakes. One of the things that happened was
that there were three kind of over-funded pet e-commerce sites, and we all raised in excess of $50 million,
which is a tremendous amount of money now. It was a tremendous amount of money then, and we all
thought it was a zero-sum game and that we as one player started to spend on promotion or to spend
irrationally on national broadcast television advertising. We all did, and it became this kind of
unwinnable arms race. So there is, | think a fundamental lesson about having an excess of investment can
be its own albatross or lead you to make decisions that maybe would be unwise.

AR ERIE:

XWE—NMREBNGIF, HEARLEEILEXEN, B2 23, 24 FRINET. BAFNAFE, HHEI)
BT MR, BEINLZEN—MER: EZXKMBEIENEYBEMLL, F(ERFSE T 5000 5T, X
FUAER—XEMW, BHRNERRXEF. BMIEIANIXZ—17FTMEX, REBEP—KFHEERE L,
HEEEE BB S EHTIEESENRAN, HMNEMALEIIRIE, XBRT L ERMNEERE.
FREL, FINA—PMRAEMEIIZ: SENRFAESMA—MAIE (albatross) , HESEIRMMEFRERIR

Eo

[00:21:28] Tom Conrad
English:

And then of course, it's just like timing is really important. Chewy is a online pet store. It's worth $9 billion
today. They were a private company and bought by PetSmart and then spun back out. But when they
were bought by PetSmart, they were acquired for 3 billion, biggest e-commerce acquisition of all time.
And while | think it's probably unfair to compare, Chewy who executed exceptionally well over a decade,
grew their business brick by brick, and turned it into something really remarkable. To Pets.com, which
was in a very, very different moment in time and tried to go to market in a really different way. The
critique that is often leveled at Pets.com or at least at the time, was like, this is just a stupid business.
They're shipping dog food around. You could never make that work, and that's just wrong. You absolutely
can make it work. Probably can't make it work when 80% of the country on the internet is still on dial up.
It's really, really early.

FROCERIR:

HA, HHNBIEEEE, Chewy B—HRELEWEIE, SKMNE 0 2E7T. BB —RMLEBELQRE, ®
PetSmart WSS IRIZ HFK, HH1H PetSmart B, #ii&2E 3012, BRENE ELEAMBEHKBRE. &
AFIANK Chewy 5 Pets.com LEIREIBER AF——Chewy E+FEIITIRIFELF, —K—RMEIIIS, H
RHEZR TIEABZF, M Pets.com &F—P2FRAPVHAER, FTRUREAENHRNEANTT, HETHS
Pets.com WHtIFBERZ: “XWSKET, MIIEIASEWR, XKIETRE.” XA HEIRN. RE
MALULETTRE. RRYEE 80% K EMAOXEERKRS EMEY, RAJEELEILETSE,. BRENKE
To

[00:22:25] Lenny
English:

| saw a stat | think you shared somewhere that you took Pets.com from nothing, to a public company, to
completely out of business in 19 months.

FRCERIR:



BEI—IE, HEEMOEIN . {FHE Pets.com MEFE, El L, BEWREHR, —HRA7T 191
Ao

[00:22:33] Tom Conrad
English:

Yeah, yeah, | think that's about right. The other thing that's forgotten in the tale is that we actually didn't
go bankrupt. We shut the company down and returned the remaining balance to the investors, which no
public company had ever done before. And the leadership team just reached the conclusion that given
the way market conditions had evolved, there was just no way we were going to be able to get more
capital into the company. And it was a company that required additional investment to get to
profitability. And so it was better to wind down early, take the money that we had in the bank and get it
back to investors than to just spend every last penny on what was sort of a fruitless attempt to salvage it.

FROCERIR:

BH, HERERSZERXH, RMREFS—MRETHATE, HNEFLEHKER™. HNXATQH, HF
RBRRABEZRELTIREE, XEURNLEHREPMREEL, AFARNTLNLELE, ETHHHRENE
, BMNRETEZBARBDEEESEE. MXB—RBEFTIMNIEA ELABFHNAF. Hit, SHEHIEBRRE
—DHEBEAEFNERER L, FTOREEFE, ERITENRELARAE,

[00:23:22] Lenny
English:

Did not know that. Let's talk about Quibi. What went wrong there? Do you think there was a path to Quibi
having worked out? Any big lessons that you took away from that experience that you bring with you?

FROCERIR:

BIEERHEX—Ro ARFRAIHNEN Quibi PB, AREW T AlRE? fRINA Quibi BEBEMINAIATAEIS? {RMAR
REHFHET HLAEBZHEI?

[00:23:33] Tom Conrad
English:

The kind of miraculous thing about Quibi for me was it relit my enthusiasm for the industry for doing this
work. | had left in, I think it was December of 2018, and | thought that maybe | was just done making
software. | had done it for a really long time, | had done it for twenty-five years or something. And | had
changed a lot. The industry had changed a lot, and | thought maybe | just didn't have the same passion
for it that | had a decade before. And it also seemed like maybe it'd be fun to have another chapter of my
life that was just completely different. And | had a whole list of things that | thought | might want to do.
They were really, they were kind of ridiculous. Maybe | want to be a pastry chef. Maybe | want to be a
landscape photographer. Maybe | want to learn to make bad music to put up on SoundCloud or
something. Really the only thing they had in common were they were all things that | knew nothing
about. People would be like, "Oh, you think you might want to be a pastry chef? Do you like to bake?" And

nmn

I'd be like, "No, | don't know anything about baking." "Oh, you might landscape photography. Do you

take photos?" "No, | don't make photos."

AR ERIE:



MESKI, Quibi RMEFRIMALETEEMRMT X MTIL. XWXPTIERIMRE. F7E 2018 & 12 AEFH
7 (Snapchat), HEHEFESHEELBBRHET . HELM TRKEIE, K 25F. RETRS, Tl

ETRZ, ARFECHEFTBAE+EMANEMAET. MEARESHAE—RTEFRANEERENRER
RAE®E, ;77T —KEXBYHOESE, NEERETEN. OFRBIETER[M, BIFREYTNXRERIM,
WIFHBFEMRIEERAE SoundCloud £, XEZFH—HNHEIMERMNIE—BERE. A=A
‘IR, fREYERIM? RERMIELE? 7 BRI F, FTBIE—TFRA.” B, MERKRER? [ER
RiE? 7R, BAEERR

[00:24:41] Tom Conrad
English:

But | was kind of committed to the bit, actually to the point where when TechCrunch interviewed me
about my departure from Snapchat, | was like, "I'm out. I'm going to do something else entirely." So that
story is very much out there. But a few months after my last day at Snap, | got a call from Meg Whitman
and Jeffrey Katzenberg who were starting up, it was called New TV at the time. And the pitch was, "We're
going to try to take the best of mobile and Silicon Valley and Consumer Tech and sort of weld it to the
best of Hollywood-style content production to build something completely bespoke and purpose-made
for consumption on the phone." They were looking for both technology leadership and product
leadership and wanted to know if | was interested in one or both. And | took the meeting, even though |
wasn't really taking these kinds of calls from anybody. It just seemed like who's going to pass up the
opportunity to have lunch with the two of them? So | listened to the pitch and politely declined and told
them that | was going to be a pastry chef or something. And we kept doing that every couple of months
for seven months. We'd go to lunch, they would give me an update on the progress they were making,
and | would decline the invitation to get involved somehow.

FRCERIR:

ERYNEINERN, EEY TechCrunch EiFFHEFF Snapchat WERY, HKiX: “BATT, REEMEESR
BMNEBE.” FIUBINREEB/RT . BEKRBH Snap JLNAE, FHERT Meg Whitman 1 Jeffrey
Katzenberg FYEEIE, i 1HESIEERIZ—ZKM New TV BIAT (Quibi BIRTE). iTAREER: “BITEER
BB EEBM. ERFEBRENELE, SERISANTMBABHIEESER, TE—ME2EHFN. TR
FHEEMGOTH M. MIEEIHEARALTANFRATA, BNEREETHE 2 —HHEE I,
BEMT2E, REYNKEAS EREEMANXFHEIE, BESHRFMNMIBEAEHEFENNSE? TR
T AAINAE, LRMIELT, HERFMMNEEZYERITZEN, BFTROEIEE, BISEILTBH®
XER—R, B&—REIZFIR, IRAENEHE, MEVELSSHPEE,

[00:26:05] Tom Conrad
English:

And then late in that year, | went to lunch one more time and Meg explained that they brought on
someone to lead technology and they brought another person to lead product, and both of them really
truly for reasons that are completely disconnected from Quibi itself, both of them had left after about six
weeks. And Meg's like, "We've raised all this money, and we've told the world that we're shipping this
product in about a year. We got an awful lot to do, and | really could use some help, and | would consider
it a personal favor if you would come and spend just a couple of days a week helping." She's like, "I'll
continue to look for someone who actually wants the job, but it'd be great if you could help me get this
off the ground." And my wife is a freelance writer, marketing strategist and loves her life as a freelance
contributor. And she's like, "You should do this. Why not? It's two days a week, it's just a few months.
What's the worst thing that could happen? Maybe you'll like it." And I'm like, "No, no. Here's the thing



that will happen. I won't do it two days a week. It will immediately be three days, then four days, then five
days, then six days. | just know myself." And she's like, "No." She's like, "Just on Wednesday night at six
o'clock, close your Quibi laptop and be like, all they're paying me for is for Tuesday and Wednesday and
then open it back up on Tuesday morning. That's all you've got to do."

FRCERIR:

BEFRRLERS R, HNELZT —RFIR. Meg BRI, WA T —TMHRAATANS—ITmhsiA, EETS
Quibi ZBTE2XXNERE, XM PMABMEARLANBEEFT. Megii: “TiFTXAZHE, BE&HFE
RBENAKN—FRERTTm. HRIMNERSIFEY, RENRFERHER, MRMESARIELRIL, RAILE
BERTABNANR.” . “BoBEIHEEREXDITFOA, BINRIRERSRIEX S B EERM AL
T REFE—REHERANEHREN, wRENEHRWNEE, ik “REZEM. "taFRlE?
BRAMXK, BMILTH. RIFHIBERERMTA? BIFFRERE.” Kii: “F, F. IKENRRE: HFER
AR, ESUZER=R. TR, AR, "X, HTHHEBD.” ix: “Faf. REER=B L "Xt
Quibi BYEERN, O ‘MNRAMTHEAZMEA=ZE , AR TAZRLBEITH. MRAFBXEFM"

[00:27:35] Tom Conrad
English:

Well, she's right about most things and she's wrong about this. | fell deeply into it right away, and it was
just so fun to get to build a team from scratch and to design and build a product from scratch and to take
advantage of all of the sort of modern software architecture stuff that had come into being over the
course of the 15 years since we had started Pandora. And I'm embarrassed about some of the what
happened with Quibi for sure, but I'm super grateful for the experience, because I just really fell in love
with the industry again and was reminded of just how rewarding it can be to build something and to try
to put it out there even if you stumble pretty mightily along the way.

FRZERIE:

Y8, WMEASHREBLBEN, BEXI—FLMET. RIZMREEP. NEFFHRARE. MNEFFSE
WITAES G, FFBABENeI7 Pandora LUK 15 FEIMMAIFAEIMARGEN, XENXEEBT . XF
Quibi X ER—LHE, HMILBEED, ERIFERHMXKERN, BACUHERERE LTXNMTIL, HiZE
o, BME—R ERGRE, FFTEHLXB—INRARZABEEM.

[00:28:28] Lenny
English:

Is there something that you took away from that experience that taught you what to try to avoid, to try to
pull towards?

AR ERIE:
BREZAESEELIRT A, IHRMEZERTA, HEZBRAA?

[00:28:36] Tom Conrad
English:

[ think I sort of misunderstood or misjudged companies sometimes by thinking about them really focused
on the product execution. If you find an interesting problem that people care about and you solve that
problem in a really beautiful, elegant, delightful way, that's 10 times better than anything else that they



can get in that same space, they'll tell their friends and all the rest will take care of itself. And so that was
always my ambition. Find a thing that | cared about building, do a great job building it in a delightful way,
go really deep on listening to people and their feedback and iterate your way to success and breaking
through that membrane that we all strive to get across, the really great word of mouth. But | think the
thing I've come to better appreciate is that companies are also, they're kind of a math problem that
describes how you take investment and pour them into the equation, and out the other side comes
returns on some time horizon. And yes, there are variables in that equation that are influenced by the
product that you build and all of the little details and decisions that you make about making that product
great. But if the equation is fundamentally broken or a big swing in and of itself, no amount of iteration
and execution can get you out of the failed outputs of the broken equation.

FRCERIR:

FEFENIIRBHIRAQFE, ARSI TR ET@mAIT. ORMEEIML—PANKONEBAE, HIA—FIE
BEWN. KK, TARRNARBRE, LEEGTHNEMEAREEGT 10 &, AMIMESFEINBER, ®T
MEBMIINERE, X—HRFKEMN: HEFBITENRA, ULARRNABEMET, RNERAL]
BRI, EEIXERM, HRKKNEESEZEBOBER —RENDOE, BRAETERZMTIRE, 2
AHE—1 "BMER , EEATMHRNARKKRERAFN, AE—ENESEEAMS —HmRFER. 209, F
NP EERERMMEN mURRAEF AR FMENATHREROEZM. BNREFANETSMRE LMEHE
B, HERFRZ—PEANTER, BABZHEAMRTHL AR EFAHERIKBER,

[00:30:14] Tom Conrad
English:

And | think Quibi made a bet that you could build an entirely bespoke content library that was sufficiently
scaled to get people to subscribe and retain for a couple billion dollars. It was a huge amount of money,
but we made 70 shows in 18 months, which is more content than all of the major broadcast networks
combined made in a single year. So it was a pretty major accomplishment. And we made a bet that we
would augment those sort of episodic and serialized or Hollywood style shows with a bunch of daily
content that we produce at the level of network television, nightly news, and so forth that would be an
alternative to some of the sort of daily content that you might otherwise get on YouTube. And that was
going to be about a third of the content spend. One super interesting thing that no one talks about is that
all of that content was designed to be made day of or day before it aired. So there was no back catalog of
it, and it was all designed to be shot in these professional studios that we built out, and it was really
expensive. Like | said, it was a third of the investment we were going to make in content, almost half the
investment we were going to be making content. And we launched two weeks into Covid, and we couldn't
make any of that content except literally in the garages of the host's homes. And so we had this thing that
was supposed to seem really set apart from YouTube that literally now was being made exactly YouTube
content, which is sort of like self-produced at home with very little sort of the support infrastructure of
Hollywood.

FRCERIR:

FHIAA Quibi TT—PHE: (RAILIE/LHZETBI— M R2EFNARE, EMERURSIAMITRHHE
7o MR—AEk, BRNE I8 TBERAFIET 70 BEIE, XILLFABEEE BNE—FEHFNRBSHMEE
%o FILUXR—MMES AR HINERT—8: KNP AESHEMNABTRITIRLERSEIITFRIEN
BB E, XERBTHFIEKTAES TEAMNBREHEE, R YouTube EBERBTNEN M. X&D LT
REZHEN=02Z— —NRAKEHBREENATE: MEXERBEIRITRERL S RXIFT—XEF.
FRUGEEER, MASSIRITAERNEZREN T WERERRE, FEHR. ENHFIR, X5T7THRIMNATEK
BN=02Z—, BERI—¥. ERBIENERBEBAMARLRS, BTEERANEESR, RVRETLE



HIEFERAT. FAUBNXNRENIZS YouTube BARRBART, MAAMEKRNARAEBEEM YouTube AA
—E—F—ERBS, JIFRBE RIS FFEMILE.

[00:32:10] Tom Conrad
English:

Now you can argue, | think the content on YouTube is really, really exceptional in this category, and
maybe we were never going to do better than that. But | think what was really fundamentally broken with
Quibi was that the actual foundational equation of can you make enough premium content that's totally
bespoke and made for the service and takes advantage of the nature of the phone, is that enough content
to get people to sign up and retain, and can you do that for a couple billion dollars? And | think the
answer is no. The library has to be much, much bigger and you have to have, like any company, you have
to have sufficient time and energy to iterate on the content format itself. Our roadmap really wanted to
innovate on the content format. And so | think part of what happened is pretty quickly it became clear
that the math was just wrong. It wasn't going to take 2 billion, it was going to take six or eight or 10
billion. And the risk reward profile of betting 10 billion on the format was just more than anyone can
stomach.

FRCERIR:

fREJLASAHS, YouTube XM RFIMABTHEHLIEE LS, BIFRIIKITMAEIELF, BFKXIAN Quibi HIER
AENRBETRTBUER: (RESEGFERBH. TEEH. TRNZRSITEENBFIFENRLERER
B;? XERBFRERLULNMTEMHER? MER/LTHIETMEIX—R3? RIANEREETEN. ABTELY
AARRE%Z, MEGERRE—#, BB EENNBEIEAEZEARNBTEAES. HNNBLEFEZHERN
BRENLELIH. FIURREHDREAR, RRARMAMXERERER. EXFE 2012, MEFE 60 12.
80 {ZHZE 100 12, MAEXMAZIN LK 100 Z89XLEIHREL, BT ERMARNEZEET.

[00:33:20] Lenny
English:

Next up, we've got Sri Batchu, former head of growth at Ramp who shares something that I've thought
about ever since we had this conversation, which is this idea that when you fail, make sure you fail
conclusively to make this failure an actual learning that you can build off of versus just a waste of time.
Here's Sri.

AR ERIE:

K2 SriBatchu, B2 Ramp BURTIEKATA. tOET —EBRNZKURK—EERENRAE, Bt
B HRKRMEY, BRIR “BIERMEY” (fail conclusively) , XHFRKA BER AIRA] UEERELEII, mR
RAFOREERE, TEZ Sri 9z,

[00:33:38] Sri Batchu
English:

Growth experiments in my history are typically like 30%-ish success rate. So the vast majority of things
that you try don't work. And so you want to create a culture where people aren't afraid to take risks and
aren't afraid to fail. And for me, failure is not that you didn't drive revenue, failure is not learning. So it's
really important that you learn when you fail. And so we celebrate failure as long as you're learning, and
you can only learn if you've designed the right test and you failed conclusively, because otherwise | think



many of us have been in situations where there's intuition that something might work and it doesn't
work, and then you end up doing it over and over for years because every time a new executive or
somebody else has the same idea, you try it again. And it's because you haven't been able to design the
test to fail conclusively.

FRCERIR:

ERBENT, BREEHMNFBEEE 30% £6. FMURSRNASHEREZTAEN, Hlt, MEEER
T, IEARERABRL, BAFREB. WEKH, KBFBIRKEHFREN, KRE LEF
BIRAE” o FRBL, KRMHZERAFEER, RBMEFS, HNMERGEEK. MR B RgHT T ERENIR
H OMERKKT B, (RABEFEIRAE. SN, HRENRSZALBEIXMER: BEREFKNEGET6E
7158, EReTR, ARETHRNIEEMRRESEMHXMGE, AABS—HEENEMAE TREEFHN
%, MMEBR—R. XRANIMLEIRITHH—TEELLIR “WIEREK B,

[00:34:31] Sri Batchu
English:

It's hard to do. But at the end of the day, there's only two ways to make an experiment successful. Either
you have a very large N or you have a very significant treatment, which is what you're doing in the
experiment itself. And in B2B, you don't usually have the luxury of large N, which you [inaudible 00:34:54]
consumer. Facebook can get [inaudible 00:34:56] in two hours. A B2B company could take two years to
get to the same number of touch points. And so to counteract that, | recommend people just trying to
maximize the treatment effect, which is like if you have a hypothesis that you're testing, just throw all of
the possible tactics and resources that you think would move that needle because you can always cost
rationalize later if it works. And so just maximize the treatment effect. And if with all of that it didn't work,
then you can say, "Hey, we're not going to try this again because we literally did try everything that we
could to test this hypothesis. And if it doesn't work in the best version, and it's expensive as it is, this is
not worth spending more time on." But if it does work, great. Then you do another version of the test with
half the tactics or whichever tactics you think work better or worse and you optimize over time.

FRERIE:

XRMEME, BIARER, LLERINNERERERE: EAMBIEEANELE (N), EAREIEEEEN
KIFF (treatment) , WIMEBIRELRLFPFAHAIGIIE, £ B2B UH, RBEESE C = mAENAEREMNR
#, Facebook AIEETER/\EYAFLBE RIS B BAVEEZS, T B2B AR AIEREMET BEIXEIRFMALA R =,
ATHIEEX—=, BBWUAMNSE “RXUTFHEER” (maximize the treatment effect) . tHFERWR, WRMR
EEMR—MRIZ, FIBFAEIRIANREENIBIRM RSN ZREMILHAE, RAMRITEE, RUGRALUET
AEEN, FTLL, ARAUFARR. MIRMTX—UIESEH, MIMeaIlii: 12, BIFsFAxt
7, ARABNMNHIEERTAEEURX MIZENGE. NREERFOMAT. ERANXAZSHANER T
7@, BRAERBEENET.” BUNRTHERE, KIFT. AEMRATUBH—MRAMIR, HE—FH%
B, HERBIFNNBREFHRR, HBEREIEZHITRIL.

[00:35:49] Lenny

English:

Is there an example you could share when you did that?
FRERIE:

{REED E—MRX ARG FrT?



[00:35:53] Sri Batchu
English:

Account-based marketing is something that is very common in enterprise software where you've selected
certain customers that you think are high priority and you're saying, "I want to touch them in as many
nuanced ways possible to see if that drives conversion." And this is something I've seen tried many times
where people do it, but they kind of do it halfway where they're like, okay, tried these three things.
Conversion of the control group wasn't higher, and so we think it is not going to work. And then a new go-
to-market executive comes and they have to do it again. They have to do it again. They have to do it
again. It's like a very common one wherever this happens. And so when we did it at Ramp, we did exactly
what | just described, which is like, let's really be thoughtful about the experiment design, both in terms
of maximizing the number of people as well as maximizing the number of ways and types of ways that
we're effectively touching these target customers to show the value one way or the other.

AR ERIE:

ABM (BH#EFEH) EEWRHFIEEEL. MERT —ERAASHEENEERTR, ARR: “HiaE
I RABEESHAR G UAREM], BERTREENRNL.” HRIRZAZHXD, EMIIEERET—F, Lt
AT =85k, KMBAREGENRAS, MEGTAR. ARHRNTHEEXERBH—E, BFH—
B, XMERIFEEE. FTAHIRNE Ramp X HERS, IR T NAERNTGE: IFERABMIZITSE
¥, BERAUBEAY, WESAUMAXLEBRZFIANNEER, MMEAFHEDIERENE.

[00:37:03] Lenny
English:

So what it sounds like is the hypothesis isn't like this email will have a big impact on conversion. It's like

this strategy of coming after customers is what we're testing.

AR ERIE:

FRUABFEER, RIGHAE “XHBAEIWEUFTEERTW , ME “XMRNFFHREE" 4 2HMNEM
A9

[00:37:15] Sri Batchu
English:

That's the example there. And | think for example, if you had the... This kind of framework is more
important for cross-functional, larger scale, bigger tests rather than an email modification. But we can
even use it on a micro example like an email modification where you are like, "Okay, | think this particular
email is underperforming because it's not talking to this part of the customer's pain point or journey or
what have you." And you could just, the simplest test would be, okay, let me make some tweaks to the
text and edit that, and that could be the end of that test. And if that doesn't work, you're like, "Oh, maybe
those weren't the right text edits. Let me do a different text edits or whatever." And that's fine, that's low
cost. It's not the end of the world and it's for you to be wrong there. But an alternative that you could do
is like, "Oh, what are all of the things that | could change about this email in the same test?" Is it the
trigger of the email? Is it the text content of the email? Is it additional personalization? Is it the design of
the email? Trying to think of what are all of the various levers that you think could be wrong and put them
all together to test your hypothesis of this touch point is wrong, and how do | improve that?

FROCERIR:



MEX MR FINAXMERMN FEIREE. AMERINE N —HEANEREER, ERIMNEEATUEE
FREMRAIF L, LbiECERft. AR “HREXHMARIAY, ANERMkEFHXNMEREK
MRIZNER.” ERERAMIAMIBNANE, MRER, WR=ZAH, M B, BIFXESEFY, R\t
Bif.” X, MARME, BT HARHERARE, B —MHER: “XTXIERME, FHEER—RMEFR
HENERZERMA? 7 BMANGID? REXAAG? S MENLID? 21152 {EFEIRIANAIEE
IRV ER A —iE, AMRRIRIE—RD "X MRARBRE , Uk “FZWNAHE” .

[00:38:34] Lenny
English:

Well, obviously the downside of that is you, if it doesn't work, you don't know if it's like, oh, maybe it was
this thing could have worked in the subject.

FRCERIR:

2R, XMBCENRRE, MREKEFR, MAMNEEFEENEMIENR (LbitnE) K20 LUE(E
Ry,

[00:38:40] Sri Batchu
English:

Yeah, so there's always trade-offs on this, but what you're hoping is you've done a complete refresh
where you did all the things that you thought were intuitive that should work. And if it doesn't work, then
you're like, okay, maybe my hypothesis wrong. But you're right. There's always going to be a challenge if
maybe the execution is wrong. And | did too many things potentially in that case.

FRCERIR:

2H, XEEENEN, BRFENZMELM T —RUIKKEN, BARIEIREININIZEERIEFEERMN
To MREZRAIT, BMABMATLINR, BIFRBRIRESMIHEN. EREXNEY, MRATEENE, HEFZR—X
BT RZRA, HESHRIE.

[00:39:01] Lenny
English:

Our next story is from JZ, who is a colleague of mine at Airbnb, head of product at Webflow when we
recorded this episode, and this is her sharing the story of one of the biggest product misses at Airbnb.
You've seen a lot of new PMs, and you've seen these PMs succeed, you've seen some fail. What are the
most common mistakes that you find new PMs make in this experience of helping new PMs get into the
field?

FRZERIE:

HENMWT—MKEERB JZ (Jiaona Zhang) . itEEFKE Airbnb B, REIZAERtE Webflow B mi s
Ao M= Airbnb RAMF=RKIZZ —. RIIRSMNTHNFEREZIE (PM), WML, thilidfh]
KM, TEEEBLHT PM NTTHVETER, MRAMMIIREILENEIRERMHA?

[00:39:27] Jiaona Zhang (JZ)

English:



| think something that is really hard to untrain, but | think every human does it, is you jump to solutions.
And so one of the biggest things | see, not just in my course, but also just as a PM and some of the
mistakes that you make as a PM is the idea of you get really attached to a solution, a way of implementing
something, something that you can see in your head that you want to build. And so that's the first thing |
really want to like unteach in our course. And so a lot of people will literally come in, they'll be like, "I
want to build X startup," or, "l want to do this thing," or, "l am in blank school, and I've been doing a lot of
research on this particular area." And so untraining that and being like, "Hey, we're going to go out there.
We are not going to think at all about the thing that you want to build, but instead we're going to be
focused on users and people in the real world and their problems. And the first step is to understand their
problems and then understand if there's an opportunity here as opposed to, hey, you want to build X
thing for Y person." So that's the biggest mistake that you really have to unteach and retrain thinking
around.

FROCERIR:

HANE—HERELUE, ESPABIXAMY, BRI "BERUFBREER" . HEINEANREAZ—
AMUBEFKRIRIZR, BEEENPM BSLEHNEIR —M2MRNENMERAR. EMIZRLN. HEMR
WMFERENENRATETIENKT. XRRERBFERBIUAR TE BRE. REAEXRE
W RN XELAT” , HE CRREXMHE , HE BREREER, X MEITRMTRS
MR o BMNBYUEXMELE, SFMN]: 98, RMNEELE. HMNT2AEZBMBSHBIRA, BR,
HMNBEXFTELMRRNARFA, URMNBEE, F—P2EEMINEDE, AREXEREAENE,
2 MMEARAENEY 7 X2 EHEFIFBENRKER.

[00:40:25] Lenny
English:

So let's go to the other side of this question. We talked about what mistakes new PMs make. I'm curious,

what's the biggest product mistake that you've made?
FRCERIE:
BENREBNENS —HEH. HINKEITH PM B4, HREFE, (RICENEAN~mEIRETA?

[00:40:34] Jiaona Zhang (JZ)
English:

Wow, that's a good one. It's so interesting. | feel like as product people we're always making mistakes and
we're always learning. Maybe I'll give an example from Airbnb since you and | were both there. And this
one does stand out to me. So we're working on this concept called Airbnb Plus. If you took a step back,
what we're really trying to do is to be like, "Hey, not everyone trusts Airbnb in terms of it's a platform. It's
not like it's managed inventory, it's not a hotel. How do you go in and really make sure that we're all the
Airbnbs are meeting the quality bar?" But | do think we were very solution first, and | think we're also
competitor afraid at the time. So it was during a time where there were managed marketplaces, there
were the Saunders out there, and | think that as a company we're very much like, "Oh, look at this. What

are we going to do in the world of managed marketplaces?"
R EIE:

I, WE. RAE®. RESFEATRA, HNE2EEILHE, SBEFS. BRAIMIETE Airbnb 518, FHFizt
™ Airbnb B FIB, XM FIBRBIFERZ, HESFHRATEZEM—D Airbnb Plus NIE. B—%F,
MNEEEHNE: 98, HFESDAEBEEAIbnb, AANER—IFE, TEXIENES, UA2HEE. &



ITaAIHARPIE R Airbnb FBIRENAZIREMNE? ” BFRIAABKNHNIER “BRARME , MEHREI
ERTEWNF, R “FEERTH” (managed marketplaces) MECHYBIEA, & Sonder XM ATIHINT
ER—RAE, BINENEBER: “BW, THEEEHINHAR, BIBEAN?

[00:41:19] Jiaona Zhang (JZ)
English:

And so we went really hard down the solution space. We essentially were like, "Let's go inspect our
inventory. Let's actually try to manage our inventory more." And really what we should have done is
taken a step back and be like, "What's the real problem?" The real problem is people want to know what
they're getting themselves into. We need to represent the homes a lot better. And | think the other piece
here that's really important is what, as a company, is there strategic strength? And what's in your
wheelhouse? So for example, Airbnb, we weren't that strong in operations. We again, we're this platform
with this marketplace. And so if you don't have that muscle and then you're asking the company, the
teams to essentially build it from the ground up, that's really, really difficult. Not to mention the unit

economics. Are the unit economics actually going to work, even as you scale?
R EIE:

FERNEBRAZLESERF, RMNEALER: “URNELERINNER, LRNBABZMEER
1MER” MEFLERNMIZMHSR—FN: “BEMNRBRMTA? 7 HIENRBEEAITEEEMIINES
B AENIFE, BIISEEFHERXLEEE, RINAS—MEEEENHSE: (FA—KAE, (REEEE
MBRHA? (REVEKIE (wheelhouse) BfFA? I, Airbnb FEIZEAEHAE. KII2—MFE, —
M7, WRIFEEBMHER (muscle) , NERATMEBEMKFABITEE, BEREEERN, ERHIRE
iz a4 (uniteconomics) 7o BMEEMMAMENZ G, BAULFIREERIEERIEID?

[00:42:03] Lenny
English:

Yeah, | feel like Airbnb Plus is an untold story that somebody should tell, and that could be its own
podcast, | guess.

FROCERIR:
2R, BT Airbnb Plus B—MIERBIEFNNRE, NiZB AR, XESHERN—RREE.

[00:42:09] Jiaona Zhang (JZ)
English:

You and | can tell it.

FRCEIE:

fRAIFHL AT Ao

[00:42:10] Lenny
English:



We could tell it. This could be Airbnb Plus the hidden, the story. As you said, the problem it was trying to
solve was people don't really trust, they don't want to even consider Airbnb. Like, "No, | don't want to
stay in someone's home. | don't know what it'll be. It's unpredictable." And so as an outsider, it felt like a
really clever approach. We're going to get them, we're going to make sure they're awesome. There's a
minimum bar. And | guess this is the question is do you think it was just like this is never possible because
we'll never make money as a business doing this, because we don't make that much booking and
investing time, resources, sending people pillows, all that stuff is ever going to be economical. Or do you

think there was a path, and it was just not executed well?
R EIE:

FATRILAH . XATLARY (Airbnb Plus: [RiBVEEE). EWMRFTR, CIRERRNEFZAINMEE. BEFS
F& Airbnbo Eb¥0: A, HABEEINARE, RAMESEMAE, KFATMNT.” FrUER—TRE5
A, ZEERZ—NIFERBENDE: BRINBHEER, BRENRE, RE-REME ZREZ: R
INARXMIRA LB R ATRERINS? RAEN—REW, XFEHKZEBRARE—RARNBITERERIBA
%, MRARE. FR. AEFFMARZEN, KEFZIEF, ERRIMINNHLZETREN, RBHITELR
4¥?

[00:42:51] Jiaona Zhang (JZ)
English:

| think there wasn't really a clear path. | think there was [inaudible 00:42:55]. Exactly. And it was more just
like if you understood, again, this is my point around unit economics, there are things where | think you
have magical thinking around unit economics. You're like, "Well, when we get to the scale of X, it's all
going to work out. We can make these things happen." | think you actually need to really make sure the
unit economics work right at the beginning. So that is definitely one lesson. And | think the other thing is,
and going back to the spirit of what are you trying to achieve. If you're trying to achieve this idea of really
knowing the quality of the place, and for a platform like Airbnb, the right way to go about doing is
through our reviews, through our guest reviews, which are essentially free as opposed to literally sending
out inspectors.

FROCERIR:

HINAFRE—FBWMNRER. K. BEZHNE, MRFEFET —BREZHFXTRULFTN@EOINR —
AREER L, MISHBMUEFRESE “AO%" o a8 998, IFTAE X REN, —IEaiFie
KEY, T AEIXLE,” FINAMREF LEFEHRBULFEEERTFEMEMILN. PAIUAXENZ— T
e Z—HEFRE, DIEWREELMNER. WRIMEEETHREENRE, XTF& Airbnb XIFRFE, EMHRY
HEREI T, BIEENIT, XEXLELEREAN, MARENKRERIZE,

[00:43:32] Jiaona Zhang (JZ)
English:

And | think that the other things are if you can get signal on what are the things around quality that
people care about? Is it cleaning? Is it the, "Hey, I'm locked out." And | think that there are other solutions
besides inspection that then get at that. So for example, it is actually cheaper to go send everyone a
lockbox than to deploy an inspector and go look at your property, right? It is actually cheaper to maybe
do a partnership with a bunch of cleaners in different local areas, and then get that as part of the feat as
opposed to doing inspection. So again, it's really about what are you really trying to achieve? What is the
user problem in each of these areas, and can you target that problem with the particular listing that
you're looking at? And so yeah, | personally don't believe the unit economics ever would've really worked



out. | think we should have known that, or we should have dug into that more at the very beginning, and
then to get very tailored instead of one blunt instrument to solve it all. Hey, we're going to go inspect. It's
like, what is the problem for this listing, and what's the best solution to fix that problem?

AR ERIE:

FIANNEBEMG X, WIRRSERATXTANXONRERNENES? BFEE? &2 T8, HEBEN
VT 7 BRT I E, REEMBRAS R LURRAXERT, FIi, LE8 AT —IEBRHARE (lockbox)
KRR LR EREABERTEER, WE? SARAMKNEEIRIGEUFXR, HIFHIENIEN—E
73, FIREBLLSCMMCEEEER. L, XEZMEE T REIRESSIMAA? £ AR NREZA? R
REST XA TE B IRARRAR ARG ? FRLL, BHADATEERALFFREERE, TANBRNTZNEX—<, X
EERFEMWANRR, ZAEXBNFBEHUNERE, MARA—IMERENTIR (ESHLE) RERFER
Ao NiziF): XTERENREENA, BRXNPENRESREMHA?

[00:44:33] Lenny
English:

Our second to last story is from Gina Gotthilf, who was an early growth leader at Duolingo. She's currently
COO of Latitud, and this is her sharing a wide-ranging and important point about how everyone has both
an A side and a B side to their career, and people often only share their A side. So this is Gina sharing her
B side.

AR ERIE:

HNREIEE SR8 Gina Gotthilf, 4 Duolingo WRHAEK AT A, WHEAIZE Latitud WERIZE
Bo WAZET T ZAEENMR: SETANRUEEREABNBE, MATEERDE AR, FAUXZE
Gina 7E5 Z 489 B H,

[00:44:53] Gina Gotthilf
English:

We are very encouraged in our lives, especially professionally, to talk about our A side all the time
because that's what impresses people. That's what opens doors, that's what allows us to keep growing,
and it's so important. So it means that a lot of what you hear in podcasts and on stage ends up being the
Instagramable version of someone or a company or a country's trajectory. It's just the highlights. And
when | talk about my A side, it's very impressive. | did things like, we'll talk about, | met President Obama,
| worked on the Mike Bloomberg presidential campaign. | helped Duolingo scale from three to 200 million
users. | worked with Tumblr, helping them scale Latin America, Andreesen Horowitz invested in my
company, etc. But between all of those highlights, there were so many B moments that get shoved under
the rug because it's just easier for me and it's more impressive for others. But | really like to highlight
those because | think that most of us have a lot of B moments every day, every week, every month, and
every period of our lives. And it's easy to think that things aren't just not going to work out for us because
we're in one of those B moments if we don't recognize them as moments.

FROCERIR:

FEEF, LHERERVEEFR, BIEEM—EXKCECHN AT, RABRBILANRRZNARTAE, B
%, BULRIMNAMRKNEH, XEBEE, XEKREMEBENZFSLRINEZASR, RELHERTED
A ERXRQBFIENEREERNTL “WERR” (Instagramable version) . ERZEYEEIZ. HIHIKILE A
Y, BIEBLCANRRZ: ENIRESEE, BE53ERR - GEARNEARTIRIES, KEL
Duolingo B9 M 300 F1EKEI 2 12, FEB7E Tumblr TEHEEB (1Y EBHI=™1%, Andreessen Horowitz



R THRHNRFE, FF, BEMEXESHZZE, BXZH BENZKEET, AANEREIFES
%, WAAKREELSAMNKARZ, EXRENRBRAXE BE, BARINARNAKSEAEE—XR. 8—
B. 8—1MAURESHNE—TMEEERS BEINZ], MRHENFBENNEERZ—D B , SRAE
ZINNB IR T o

[00:45:59] Lenny
English:

| love this concept. We're going to talk as you expected about a lot of your A side stuff. Is there any

example of a B side story of your life that would be interesting to share?
R EIE:

HERXMEZ. EMRTRE, RINFKILRSXFIRABNER. BEMRNESED, BREFTAEENB
EHRERIUNE?

[00:46:09] Gina Gotthilf
English:

Look, I think those are the most interesting because they're funny or ridiculous. | had a lot of B sides, and
I still do. For example, | had no idea what | wanted to do. | actually wanted to be. | thought | wanted to be
an actress. | either wanted to be that person in Sea World, who goes like this with a dolphin. This is before
Sea World was canceled. Or | wanted to be an actress. | applied to schools. | didn't get into any Ivy
League. | didn't get into any of the top schools | wanted to go to. When | got to college, | actually ended up
dropping out because | got so depressed, incredibly depressed, couldn't get out of bed depressed.
Ironically, | dropped out of Reed College, which is the same college that Steve Jobs dropped out of. So |
was just destined for greatness. | knew it at that moment.

FRSCERIF:
&, RESIREARREEN, AANCNBATEX, BEoafiE, REERZ BE, NAEHLEE. fiwm, HU
FimeRAEE Mt 4. RELEY—RER, REAERNEFHRAERMNMEREINA FIEE*

HRBIRG ZHNE), BABYRER, HFAIFTFR, B2F LAAEERER, hgE LERRBENTIR
FRo LRFRE, HRZRTFET, AARTFEEN, REMNS, BEEETIRERRIMT, RENE, &
MERFE (Reed College) BRF T, IEREFX « FHINBRFNFR. FAIUEB—ZITHANE, HEIEE
R —&HL (FIXK),

[00:46:53] Lenny

English:

It all makes sense looking backwards, as he said.
FRCEIE:

IE0ftFRIE, [BIEKRE, —UIERSE T

[00:46:55] Gina Gotthilf

English:



Totally. I was dropping out, being like, "Yes, this is exactly the path." No, | was miserable. | thought there
was no path forward. And | finally went back and graduated. The college counselor looked at my
curriculum and said, "What have you even done with your life? There's nothing to show for." And it was
shocking because | was always the overachiever who wants to do the maximum curriculum and ace all of
my classes and do whatever. | did three diplomas in high school, the international, the American, the
Brazilian.

FROCERIR:

TLIEf, RYMBFMMELE: “&f%, XMEREENR.” £, EXHYWEERT .. KuSFa0E
To REBAERERIERENT, AFHSREERNERR: “MXEFIRTTHA? TARREBER” X
IHREIR, BAE—EHZRD “BE” (overachiever), SRBEBRZNIR, E2A, BESHFET=1TXE:
EfrXE. EEXEMBAENE.

[00:47:22] Gina Gotthilf
English:

And so that for me, | think my one learning there that has stuck with me, and | think it can work for other
people too, is that it's not just about doing things that actually matter and learning. It's about being able
to tell the story, and it's about understanding what other people perceive as valuable. | applied to a
hundred companies. | didn't hear back from most of them. | finally got an internship at kind a tier B/C
digital marketing agency in New York City because | wanted to live in New York so badly. And they forgot
to apply for my visa on time. So | lost my visa and had to go back to Brazil, and then | ended up leaving
that organization to go work for another one. And | won't even go into the details of the shadiness of that
company that | worked for, but then they ended up laying me off. So | lost my visa again, had to go back
home, found another opportunity, got fired that time. So there was just a lot of rockiness in my start that |
don't think you would imagine when you see someone up on stage leading a conference for 5,000 people.
That I think is important.

FRCERIR:

PR ESRY, HFEN— N —EFEERNRIIR FIANZIHEMARER) | XFMUIKFUEEEEN
F/MES], EXFRMEHRXNEE, UKERZINANTAR “BNERN" - BFEIFT —BXRQAH, K
ZHERBEE, KREFREALO—RZZRNKFEFITHETEINE, BARKEEELALOT. SR
NS T REBHPBEI. FAIUKRKETEIE, FREFEIER, ERZBABRIMET 5—K. HEBAEH
WIRRATEZRE, EREMITERET. FIUEXEETEIE, FRAER, ERXEKT M=, EFR
BRBFFERT o FRUFKBIED IEEIRY, SFRBEI—DPAES LEFH 5000 ANZINES, (RATGERR XL,
HIAAXREE,

[00:48:26] Gina Gotthilf
English:

And even when | started working for Tumblr, | was like, "This is it. | made it. This is a really interesting
company. This is going to work out." That was super rocky because it was an early stage startup. So for
example, they couldn't figure out how to wire money to Brazil. So | was not paid for six months. And at
one point, me and my colleagues were trying to get money out of the teller to pay contractors because we
had no money to pay them, and we borrowed money from people. And finally they also laid me off
because they decided to sell to Yahoo. And then | had to figure out what am | going to do? No one's going
to hire me. I've been fired and laid off so many times. So this is all before | started an agency to help US-
based tech companies and startups grow in Latin America because | figured | was in this really great place



to make that happen. And it eventually worked for, well-known companies such as Duolingo. At the time
they weren't well-known. They were a tiny little startup. They didn't have an Android app. And that's how
| started working with Duolingo because their head of marketing connected with someone they had
worked with at Flickr and said, "I noticed Tumblr grew a lot in Brazil last year. Can you recommend a
company or an agency to help?" And they said, "This girl." And | was twenty-six. And so that's how they
connected me with Duolingo. And | started helping them grow in Brazil as a consultant. They were like,
"This is great. Can you help us grow in Chile, Argentina?" And | was like, "Yes." They were like, "How about
Mexico?" And | was like, "Yes." Did | know anything about these places, Lenny? Did | know people there?
No, but you can figure it out.

AR ERIE:

BEELIFIEN Tumblr TEEY, FA: “FIRET, HEMNT. XB—RIFEEBHIAFE, —ESHIIET”
EREREHLIFFER, RNER—RFBHMEILAF. Fa, wIEFEREARHLEEA, MURATA
RAETLHE. B—R, FNEFETREMERNBRMSGEAER, AARINTLH®RM, EE3IAET R &5,
EAMITRESRGHER, WIBBERET. AREAERRE . RZEAN? RAZERT, ZRABRMES
TRAZR, X—IIEMREFEH LN —REBEERHR QBB ER B KARENE 28T, FHIIH
BELETF—TIEFEFHNUERENXHE. KL, ©H Duolingo FNRZATMRM TR, HRMEIERLR,
RAR—RHEVLIRE, BERE Android A, XFEFHFIES Duolingo GERIENL: f{TIRYEHMATTAR
7T BT Flickr TEEMIA, . “FERET Tumblr ZEEEAE KRR, REEEFE AT AR RS
fERE? ” AR B NLE.” LTk 26 5. FRMITERXSI%EFL T Duolingo. HFFIAIENEIRIZEE B fth{]
EBAER, . “XiET, REFRNETERN. MREERG? 7 k. “gRE." fbfle: “E6E
Me? 7 Fin: “KEEL” Lenny, FXXLEMT T EEID? HIEAEEAMKID? 28, BIRETLILHILF.

[00:49:51] Gina Gotthilf
English:

And then they ended up asking me to come on full time, do that across the world, Japan, China, Korea,
Turkey, Spain, France, et cetera. And then to own growth, which ended up meaning communications,
social media, government partnerships, anything to grow. And then eventually became an A/B testing
growth engine with engineers and PMs and designers of which | knew nothing about. And even after that,
| left Duolingo five years later, didn't know what to do with my life. You'd think, "Oh wow, you have it
figured out now. You left Duolingo, you have the world in front of you." And I'm like, "Maybe | can finally
go work for nonprofits," which is what | actually wanted to do in the first place. Tried a hand at that. Had a
couple of experiences before going to work for the Mike Bloomberg campaign. Working for the Mike
Bloomberg campaign is impressive. But you know what? Mike Bloomberg didn't win. He's not the
president. So that was not a successful campaign if you really look at it. And yeah, Latitud seems like it's a
really promising path, but there's A days and B days. So it's just a lot of that. And just staying resilient and

believing in yourself and getting back on the horse when you fall on your face.
R EIE:

[ERMITEHREEMN, ARebkmy: BA. fE. &E. tEH, A, ZBFEF. ARARBEMEK
), IRKEEENE. HER. BIFSE, RBEEKNELTE. &EF, EERT—TMHEIREM. PMA
RITIMAMEY A/B MIRIEKEIZE, MBEEAINXE—EREB, BFFHEH Duolingo, KRAFIEXEFZT
fta. fRAJEESAR:  “ME, (RMEBERET, fREFAT Duolingo, HRMEMMT.” MEBHZ: “HBIF
BATFEUEFRENNARIET” , BELRREVBMHEF, RZHAT—T, EMANERR - HEAEHE
EFAZ BB TLERE R, AHEEARIFMERRES, BIRMEN? WEm, R85, FRUNERE, A
HAB—RRMBZRE, BWE, Latitud BERZ—FREMNESHER, EHEABEFMBEAF. MEX
B, R, BEEC, BETMERREEX.



[00:51:00] Lenny
English:

Amazing. That's such an important message. | think one of the threads from what you're describing,
something that | think about a lot is people kind of underestimate how long their career is. There's just so
much time to do stuff and for things to start to work. This going to sound really fancy, but | think Marcus
Aurelius has this quote about how our life is actually very long. We just use it really badly and we just
waste a lot of our time.

AR ERIE:
KT, XB—MNEEEEMNER. MRWERF, REBEZRZM—E2: AMIEERETEACHWRLVEES

ZK. RERBHNREEMSE, LERFGER, XFERAEERRF, ERICFIA - AHPBEE—AIE,
ABRHNOEMELER, RZHNBERER, RETXZHE,

[00:51:21] Gina Gotthilf
English:

| think you're so right, Lenny, and | love that because people are going around being like, "Life is short,
life is short." But that's so true. We waste so much time. But also | think we don't recognize how much
opportunity we have in front of us. And as a 26-year-old, | definitely thought my career was over. | was
like, "I blew it." And looking back, it's funny.

FRCERIR:
HREFMAFRI, Lennye HERXITMR, BAAMNSEER “AEEE, NEFE . BFLHLAML,

HNVRET XZ0E, MEFRAARIMTLKERIRIERNESZ DS, 26 R, HENTF[HRORWEET
BT, 38 “HEMET” . WELEER, #E8.

[00:51:40] Lenny
English:

Yeah, | know exactly what you mean. | spent nine years at my first job at a random company in San Diego
in a startup. | was like, "What am | doing here so long?" And it turned out that was really useful for the
thing | did next. And then eventually, wow, things started to really take off. So I think that's a really good
lesson for people. It's just a long time. This is my fourth career. I've switched careers many times. | was an
engineer then. | was a founder. Then | was a product manager, and whatever this is. Whatever you call this
thing.

AR ERIE:

B0, EReBAAMNER. BNE—PIEETEMTIN—REBEL VAT FTAFE, FHEE: “Bhft
LAEX) X AR? 7 SERIEA, BREFMNBFETRNEFFREER. &L, F, FHRENFGEE T i
UBRFIXINAKZ—MRFIZIN: HEERKER, XEFHAVBEEAPIRL, FHIRSREA: HHITE
i, HIeEAN, HIFREE, FERENXD - FEREAMITHRINEMBIX 4 F,

[00:52:06] Gina Gotthilf

English:



| guess me, too. | was an operator. | was a consultant. Well, | was an employee. | was a consultant. Then |
was an operator, which is a fancy way to say employee at a startup. And then now I'm a founder and a VC
and an angel and whatever this is..

AR ERIE:

HRHBZE. REIHITE (operator), LI, 1B, HYIER, HIME, AFHIHITE (XZ “¢
WABRT” WERRE) . MERKZEIAA. VO KEREAN, LRI

[00:52:22] Lenny
English:

Awesome. Awesome. So | think that's a really important takeaways. Just there's a lot of time to do stuff
and don't stress if things aren't moving as fast as you want. I'm curious, what's a mess-up or a big mistake

maybe that you made or your teammate that was like, "Oh wow, that was a big waste of time."
R EIE:

BT, RUANXZ—NMFEEENET. BEBNNEENSE, NRFBHARTNRTHRNAFR, FEE
AR, FiREFEr, MEIREIPARBERBIRIHAKE, LRSS ", PEISRENE" ?

[00:52:38] Gina Gotthilf
English:

Yeah, look, a lot of things didn't work out. More than 50% of our A/B tests didn't work out. We made bets
that didn't make sense. | will say though, that in the spirit of A and B sides, |, and | think in general, we are
really good at forgetting the B stuff. | talk so much about all the stuff that worked that it's hard to
remember all of those moments that didn't actually work. And the thing that | tend to talk about, which is
this mistake that we made as the growth team is almost like one of those, when you get asked in an
interview, what's your biggest weakness, and you're like, "I'm a perfectionist.” It's like one of those things
that actually makes you sound good because it's the story about how my team really wanted to
implement badges.

AR ERIE:

B, &, REBBELMS. FHIEE 50% B9 A/B MHARW T, BN TI—LEXLEXHNE T, FTIEK
BEYRHE, 25 AEM B EEMH, B URFRIANNKRSHA) FBEKTIE BENER. HKLTREZR
ME, UETREBERLERMAINZ, FMRTHRICHBMEREMEEIR, BREEIRAIERAE MR
RANRREMFA” HEE “BRENTEEXE —XMERESLILRITERERHE, BBRXTHROEIE
BRALM “BE" (badges) INAERIHIEE.

[00:53:35] Gina Gotthilf
English:

And badges was just pervasive in all of the top games. And so it seemed like a no-brainer, but since we
ranked all of our experiments in terms of ROI and return being like how many users we think we're going
to get from this DAUs, and time investments, it never made sense to focus on this because we thought
that the time sink would be too high. So | actually ended up not letting the team run this experiment for
six months so that we focused on lower hanging fruit. So that's a mistake on my end. Then we decided to
run this experiment in the most lean way possible. We're like, "You know what? There's MVEs. There's



minimum viable experiments. We don't have to run a whole badges thing. We can just do something

more simple and actually see if that leads to growth in an interesting way, and then we'll know."
R EIE:

T EINRETE S B PR A BT R LA RE, FIUXEERERS MR, ERTFRNRERFLKRE

(ROI) YFRESEIMITHIR —EREHERNTIANEEF RS DAU (BERF), RAEENERE—H]
RELTETXIELERX, BARIMTANNERERS T, FIUKERLEERNARILEMX S5,
MEEX L “EFaSMR" (lower hanging fruit) . XEEMEIR. ERENTREURBENA BT
XKL, VR “IRAEFS? B MVE (R/NalfTHEsER) . BITAREM— M BHMERSE, RITAILUS
RER, EECRERMABNANHERIEK, ARKINIMAET "

[00:54:20] Gina Gotthilf
English:

And we ran this very simple experiment that was like, you signed up and then you get a badge. And it was
like this girl with a balloon. I don't know, she was happy or whatever. And of course in retrospect, it led to
no results, because no one is proud of signing up. It's not an exciting moment, and you don't even have
badges to collect. You can't show it to other people. None of the things that make badges compelling
were there, but we were like, "Okay, well, we tested it didn't work." And then we moved on. So we moved
on for another, | don't know, eight months and we didn't look back. And then when we did look back, first
of all at that point we discovered that we hadn't been dogfooding, which also was embarrassing. Looking
back, we hadn't been dogfooding in the growth team. We just come up with hypotheses. We were super
careful about prioritizing them and making sure that we were doing the best possible write ups and all
these things. But the dogfooding piece, I didn't come from a product background. | was a marketer and |
didn't really understand the term dogfooding, but when we thought, we had a conversation, we were like,
"You know what? If we had just tested that, we would've all known that this was a super lame badge."
And | was like, "Why are we not testing our experiments?" And so that became part of our practice.

FRCERIR:

BINET 7T — M EEERENER: M7, ARTI— I HE, WELR—IMEEIKNLE, BAME,
RIEMBEERRACD. HA, BEEARE, XKEEAER, BHRASA FH BEER. BA2—1<
AXKERIZ], REELEHETUNE, UREERTAHNIAE. LHEEBRIINNER—1MEEE, B
EAR: 90, FATNRL T, RA.” ARENMASRMFIN T, HNXSTKEE/N\NAKBEXE. 4
HANBREKER, BALURN-EREH#HTT “WMBIRXA” (dogfooding) , XWBRMWEM, EIFEER, 1EKH
AR ERENIEA. FMNIAZBRBRE, FEBFAEMETRALHF, BREHRIIFHIXE. ERFE~ A
BRES, AEWMEHEN, ANHFHEEER “IZBZAR" (dogfooding) XM, BHIEAIITMET, il
FORE: “fREIEMS? MRFENBHSMIRL, KB SHEBNHEBRIS.” FER: “NEARENFNR
FAEIKINE? * FRXM T KA LB —E 7.

[00:55:26] Gina Gotthilf
English:

It's still relevant. | just had a conversation yesterday with engineers at Latitud. | haven't explained what
we built yet, where we're building it. Maybe we'll get there, but | was talking yesterday, [inaudible
00:55:35] at Latitud, and they're awesome. In terms of product team, we have the number eight
employee at NewBank. You might've heard of NewBank, but it's this massive banking fintech in Latin
America. And we have people from other fintechs. And then we have this guy who was a lead PM at Twilio,
and | was explaining to them why we should be dogfooding. And they were all like, "Oh yeah, we should



dogfood." It's just easy to forget stuff like that. So that was a mistake that we could have probably gotten
to the growth that we got to with badges much earlier on. And not only did we get to growth with badges,
but it became this amazing treasure trove of opportunity because once you have badges and people
want them, you can now ask people to do anything. Go find friends, go buy things, whatever it is. And so
we impacted almost all metrics across the company positively, including some we hadn't expected, but
it's easy to talk about a mistake that ended up being a win. So that's why | compared it to the interview
thing in the beginning. But we tried making Duolingo a social app really early on and failed. It was called
Dual Duels. Dual Duels. You could duel.

AR ERIE:

EXESKRKAEM, EXRIGEM Latitud WM, HELBERIIET 4, EWEES. WIFUEZH
2, BFFRIXTE Latitud BIX, tb{iliR#%. T~ mEAGE, F1HE Nubank B9%5 8 SR (fREJAEMTIRT
Nubank, ERIEEANETRERKRIT), TERKBEMEHBEQATHA, EE—1TERE Twilo WEFE
PMo, Fxmfth 1A ATMNERERILA, MIER: 1By, HAIZZASLA.” IHEREZREST.
FREL, SHEINREHHRAVER, HNAATUERLIR, MERNERTER, ERT —MZANNZERE: —

MBETHEEAMIBEES], MMAUBEBRBRBEANE —ZHAR. ZXKA, TiLft4a. RIULFER
TN T ABFMERERR, SE-EHITLKTRER, BRE—TRATRMANEIRRES, UK —FKBE
ELEEIR. ELHEIVERMEIXIE Duolingo MM, BXM T, €M “Dual Duels” (EXAR),
fRA] LOEATH IR,

[00:56:42] Lenny
English:

Very clever.
FRCERIE:

RBELIE,

[00:56:43] Gina Gotthilf
English:

Yeah, | know we were clever, but people didn't use it and we didn't figure out why. We tried making a
Duolingo for schools platform. We couldn't get it to pick up. | went and watched dueling go in China and it
got downloaded by a million people in the first day, and then the app got blocked because of the
government, and then we couldn't figure out what to do. And then everyone rated the app like one star
because it didn't work. And so then we had a lot of trouble actually recovering from that. We launched
Duolingo in India and didn't realize because we couldn't have unless we went there, which we finally did,
that most people set their phone Ul in India to English, because typing in Hindi is hard. And of course
there's a lot of languages throughout India, and we were making it so that when you downloaded
Duolingo, whatever Ul you open your app, your phone was set to, we offered not that language for you to
learn. That was your base language. So we were telling people learn French, Spanish, German from
English, and they were all trying to learn English, so they didn't find what they were looking for and they
left. There were so many mistakes and luckily | think we were able to bounce back from most of them in
terms of how Duolingo was doing today.

AR ERIE:

EHY, FAERANREERR, BAMNMERA, BIMERERENTA. HNEZEM Duolingo REAR, E3&f
fesk, IHEXEE Duolingo EHEMNRI, F—RXKME 100 HATEH, ARNBERABMNRE®RI T, FHINFH



BZEAD. BEBTABLGNBIT—£2, ANEAAT. RNETREBHTMPIREIHK, KIENEL
5 Duolingo BH&EIRE (FRIFRNIFBEME, ERBNVHEET) . MEASHABFNAERAEE,
MENEBOERMAN. ENERERSZSMES, RIHNIRER: SR FH Duolingo B, RIBMFHARLRIE
=, BiEM “FRES" HFEIRIE. FAURNBESFRERFINIRNRENA “BREFEE. AUSF
B EIE , MEMEXER “FRE . MUITREIRBENRAEREF 7. BRIV TXAZHEIR, Fi5
B2, M Duolingo SREVRIKE, HITMAZHKRERFMEITRT .

[00:57:53] Lenny
English:

And our final story is from Maggie Crowley VP of product at Toast, and one of the most beloved episodes
of the podcast. This is Maggie sharing something a little bit different, her favorite interview question
about failure and what it tells you about the person you're interviewing. Plus a story of her own product
failure. Here's Maggie.

AR ERIE:

BAMRE—MIERE Toast B~ MEI S Maggie Crowley, BREXBEEZRIEEMWEZ—. Maggie H
ET7TEREARNRA: MRENWXFEKNER D, URXNHEESFRXFHEENTAGS,
tesh, FefEZ— BN mAKNE. THEE Maggie.

[00:58:12] Maggie Crowley
English:

A question | ask in every product interview is, what's the worst product you've ever shipped? And that's
because | don't think you're a good PM if you haven't shipped something that's really shitty. You just
haven't had enough reps, you haven't done it enough times. And it's not only that you've done it, but that
you can admit it and which one it is. That's so important. | remember... It was so dumb. I'm still so mad
about this that we did this. | won't name which team, which company, I'm not going to call that out, but
we decided we needed to do a rewrite red flag number one of existing product, and engineer who I'd
worked with many times, we had a really good relationship and this person was like, "Yeah, yeah, it's
going to take six months. No problem." Core part of the product, been around for forever. One of those
things that the code is still the code written by the founders kind of thing.

FRZERIE:

BES—AFSERPHIAN—NIRAR: “FRAHENRENFREFA? 7 XZRABKIAN, NRIFE
EWSEEENARA, FMAR— NI PM, XEKRERIVG SRS, MEREZ, ARSI
i, BEEENEMRERINE, HIEHER—1. XIEEEE, KA/ PENEE, RUNEEERFRE
Fo HRREMNEN. BRATT, ERITREMUES~RHT “BEF5” (rewrite) —XBLSEMIIES,
—MIHREESRZR. XA REFNIRIME: “QEH, N TEMERE” BETaiizids, BREE
RAT, REBEZEIHASHAH,

[00:59:07] Maggie Crowley
English:

It didn't take six months. It took two and a half years. It still wasn't done. It almost never... It went on for
so much longer than it should have. It took us forever to get to feature parody. It was the worst project. So
many people rotated in and out of it. Everyone thought it was dumb. Sunk cost fallacy, just the worst. And



it's because, A, we got arrogant and we thought we could do it. B, we skipped discovery. We didn't really
write a one pager. We just went for it. We didn't do enough technical and design research into what the
requirements would actually have to be. And there you have it.

AR ERIE:

SEREHANNE, MEETHESF, MERXEMT. SHENELENKESZ, HI1ET TR EA XD
“ThEEXIZE” (feature parity) . PR LRIEMNTH, THAFEHEE, EMATRFCRE, TUEHREE
iR, BEMEET. FEETF: £—, BINKXHBIET, UANBDHET, £, BINKITHREME
(discovery) , &EF=mEAR (one pager), MEEFATT. HITEEXNEMFFRHITEBIRATNIZ IR
Fo HLRMEXEE,

[00:59:46] Lenny

English:

And did not work out, or was it a huge success in the end and it changed the trajectory of the business?
R EE:

BEEREN, ERARKERRBINFHLE T I S5HE?

[00:59:50] Maggie Crowley

English:

Absolutely not. But you know what? | didn't get fired, so it's fine.
R EE:

BIRH. BIRFIEID? FILWHARR, FrLUEYT.

[00:59:54] Lenny
English:

| feel like I've gone through those experiences and then three, four years later, it's like another... Maybe
this rewrite and redesign may work. We haven't updated this thing in a long time.

RS ERIF:
KSRt AFHTXE, AE=MNER, XSBAH: “GEXREGMEFHIGITEET, BENEAEERXIT
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[01:00:04] Maggie Crowley
English:

Just don't do it. Don't rewrite. If anyone ever tells you to do a rewrite, don't do it. A side-by-side rewrite,
nope.

FRSCERIE:
TR ES, MREAMURES, FIEN, BF “HHES” (side-by-side rewrite), HBXARIT,



[01:00:11] Lenny
English:

Yeah, I've never had... What | run into is once you get too far down a redesign slash rewrite, everyone's
building in that new world, and then you launch, and experiment's negative, and then it's just like, "Oh,
we just got to launch it. We're going to call it back. We're going to figure out how to get back to neutral
someday."

AR ERIE:

EHY, BMRIE - HBENE, —BREEMSOTRETNRB EESOR, STARMERD iR 2
WERE, ARMERT, RRERZBHEN, ARAKMR: B, ZNIEEELREHT, UaBED
AR EEMRE”

[01:00:26] Maggie Crowley
English:

Yeah yeah. Don't do that.

R EE:

5E, ThnERE.

[01:00:28] Lenny
English:

Good times. And that is a wrap. | hope you enjoy these stories of failure. | want to give a huge special
thank you to all of our amazing guests for being vulnerable and sharing these stories of failure in their
career. | hope you leave this episode with a new perspective on how setbacks and challenges and failure
can often be exactly what you need to get to the next step of your career or your life. If you've got a great
story to tell about failure, I'd love to hear it. Leave a comment either on YouTube or on
Lennysnewsletter.com or just DM me on Twitter. Or you could reach out at LennyRachitzky.com and click

the big contact button. Thank you for listening. Bye, everyone.
R EIE:

EIFIBT Y, FILLEER, RERBMRIERXLEXTRAMNHE, REFIREFAENFHNERE, Rijit(i1EN
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