GAURAV MISRA

Lenny Rachitsky



_— Gaurav Misra * Lenny's Podcast

Gaurav Misra - YiEXT B8

Lenny's Podcast: Gaurav Misra (CEO of Captions)

- Bilingual Transcript

=E&. Gaurav Misra (Captions BHEHITE) - PRWIEMBIES

[00:00:00] Gaurav Misra
English:

There's rarely a time like this where so much is possible. Even like five, seven years ago, it's so hard to
start a company. Everything feels like it's done, someone else is working on it. Suddenly, it's a time, right

now, which I've never even experienced, where everything you try just works.
FRCERE:

ROBEIMEXFNEZ, BAXAZAEN. BMEREL. tFa1, QIR IFEEEE. REMBFFEHELS
AT, HEHNANEEMR. RAME, BTHEXMEMREHINHEN, FREHOES—HFUFEERN.

[00:00:14] Lenny Rachitsky
English:

With people constantly hearing about all the things happening. Is there any tools or processes or
approaches you've figured out to help stay focused?

FRCERIR:
AMIFERIREISMFEEELR L. (FERBEEHTATA. REXGEREHESRHTE?

[00:00:21] Gaurav Misra

English:

Our engineering goal is every engineer should ship a marketable product every week.
FREiE:

BINIREENE: BUIRRNSRHMNZLT— NREEHZHT HE (marketable) BY™ .

[00:00:27] Lenny Rachitsky



English:

I love just how wild that sounds. How do you maintain quality and make it all cohesive?
FEiE:

BRERXNMTERBRENEE, FAgSEREHBERAIERATZERR—HE?

[00:00:31] Gaurav Misra
English:

I actually think as a startup your job is to take on technical debt because that is how you operate faster
than a bigger company. Bigger companies don't take contact technical debt, they pay it usually right
away, or they're paying back technical debt from the days when they were a startup.

FROCERIR:

HELINA, FA—KMEIQE, REVERSEMERER AR (technical debt), ENXZBIRLERABIZIEER
HIRIR, RABIBEAEIERARS, MIIEAZEMEE, BAMZEEEMIFLIFERIR TR,

[00:00:45] Lenny Rachitsky
English:

Is there anything else that in how you operate and the way you build product that you think is really
unique and interesting?

RSz ERIE:
FERIIBEEA M= SWEART, TEFARIANIEEREEE B SE?

[00:00:50] Gaurav Misra
English:

We have what we think of as the public roadmap. This is basically what people have asked us for. There's
all these surface areas where we receive user feedback, but these are all features that every competitor

knows about. If a user is asking us for it, they're asking everybody for it.
(00:01:04):

It's not going to be a game changer in terms of winning against your competition. So we have a second

roadmap which we think of as a secret roadmap.
FRERIE:

BITE—TFABH “RFRLE" . XEX ERAPERFNEHIRE, RITESTEERERAARE, EX
LRSI RENFHEE. MRAFERIHREEX, WItEIEE AR,

(00:01:04):

ERMRENFAE, XENEFAZENFEAMNVBEEE. FRARIMNEE - MREE, KRRz “WER

[00:01:15] Lenny Rachitsky



English:

Today my guest is Gaurav Misra. Gaurav was an early employee at Snap where he led the design
engineering team, which he explains in the conversation. He's also an engineer at Microsoft and a couple
other companies. Most recently, he's the co-founder and CEO of Captions, one of the most successful and
cutting-edge consumer Al products, which lets you generate and edit talking videos with Al. They have
over 10 million users and have raised over a hundred million dollars.

(00:01:39):

In our conversation, we essentially do an archeology of how a modern Al oriented startup operates,
including how every single engineer at their company ships a marketable product or feature every single
week. Why they have a secret roadmap, in addition to a regular roadmap. We also get in-depth about how
Snap as a product team operated. What he's learned about what it takes to build a successful consumer
and social app, why they had no PMs and how designers ran the show, which may or may not have been a
great idea. And also what happens in a world where Al video is so good that you have no idea if it's real or
not. This episode is for anyone that is building a product on top of Al. If you enjoy this podcast, don't
forget to subscribe and follow it in your favorite podcasting app. And also, I just launched an insane deal
for subscribers of my newsletter. Every yearly subscriber now gets a year free of Notion, Perplexity,
Superhuman, Linear and Granola. Learn more at lennysnewsletter.com. With that, | bring you Gaurav
Misra.

AR ERIE:

SRIEER Gaurav Misra, Gaurav & Snap NIRRT, WSS RITTREFAN (MSENEFHEREX—
R)o MEBERBRMEM/IRLFTEEIREM, &if, 2 Captions HEX&GEI1E A CEO, Captions EHHI
BRI, RECARSEBRSR A FFRZ—, TREILLIRFIAE Al £ERFMEEE A BN, ti1AEE8E 1000 58
P, BEEEE 112%ET.

(00:01:39):

FEZERNIER, RMNEXLEW—KIUK A SREPCIATNEEARNH#HITT —R “EHHAR" , SFEM(]
RENE—UIRIMNEERAAE— N AEHEN"RIINEE, ATART BMBLESS, MITEE— I WER
“%E, BITERNRITT Snap =@mEIPARIEEA R, tFER THERIAVERENHERNARTENA, A4
HIEEEE~=REE (PM) MUAIGIHTNARIESSE (XgE—MFER, AIgERE). Lthit, FHI1E
WL TR Al FRFEILRD AR ER, HREEEH 4. X—EEEGEMEEET AIEEFRBIA. MRR
ERNXMEER, JISTEITRAFHXFE. B, ERNAFKNER (Newsletter) ITHREFEL T —MRIENM®K
B NESMNEEITIHES A LR EIRE—EMN Notion. Perplexity. Superhuman. Linear #1 Granola, &
%(5 8381518 lennysnewsletter.com, &, LLFEAIWGD Gaurav Misra.

[00:02:39] Lenny Rachitsky (Sponsorship)
English:

This episode is brought to you by Brex, the financial stack used by one in every three US venture-backed
startups. Brex knows the nearly 40% of startups fail because they run out of cash, so they built a banking
experience that focuses on helping founders get more from every dollar. It's a stark difference from
traditional banking options that leave a startup's cash sitting idle while chipping away at it with fees. To
help founders protect cash and extend runway, Brex combined the best things about checking treasury
and FDIC insurance in one powerhouse account. You can send and receive money worldwide at lightning
speed. You can get 20x the standard FDIC protection through program banks and you can earn industry-
leading yield from your first dollar while still being able to access your funds anytime. To learn more,
check out Brex at brex.com/banking-solutions. That's brex.com/banking-solutions.



AR ERIE:

KNETEH Brex %8, Brex @XES=HKNRZFHVCIATFME —REFEANERIAEMK. Brex RAHE
40% RFIRI AT R ERNMEFER, FbtIE T —MIRITHK, T EFEBEIBAMNE—ETHRIRE
ZihE. XEERVRITIEREATE, FRBITIUVCIATNNENE, FNBEIZMERERE. NT
BEEIBIIR ARIPIEHIEKIEE (runway), Brex B EKF. EFESH FOICRIENMAESE—TRAN
KPR, fRE]LALAA R AR AV EE 2 ICERIRWIT R, RA] LB S1FIRTTIRTE 20 (2476 FDIC BURIP, F
BEMNE—ZxcEmMeEBIETULIAEHNKE, ARNMERNRERNEE, MTHEZER, FiHNE
brex.com/banking-solutions,

[00:03:36] Lenny Rachitsky (Sponsorship)
English:

This episode is brought to you by Paragon. The integration infrastructure for B2B SaaS companies is Al on
your 2025 product roadmap. Whether you need to enable RAG with your user's external data like Google
Drive files, Gong transcripts, or Jira tickets, or build Al agents that can automate work across your user's
other tools, integrations are the foundation. But building all these integrations in-house will cost you
years of engineering, time you don't have given the fast pace of Al. That's where Paragon's all-in-one
integration platform comes in. Build scalable workflows to ingest all of your user's external data into your
RAG pipelines. And leverage, ActionKit, their latest product to instantly give your Al agents access to over
100 integrations and thousands of third-party actions with a single API call.

(00:04:24):

Leading Al companies like Al21, you.com, 11X, and Copy.ai are already shipping new integrations seven
times faster with Paragon keeping their engineers focused on core product development. Ready to
accelerate your Al roadmap this year, visit useparagon.com/lenny to get a free MVP of your next product
integration.

AR ERIE:

ZAETIEH Paragon 28, B2B SaaS ARREMEMIZIERE S BEFINIR 2025 £~ mREE? TiLIRES
FIAAPRIMNBEIE (40 Google Drive Xff. Gong #RZE Jira T8) B RAG (IZRILERERR), EEH
B AP EttTABMHITESH Al Bk, SlElEEM, BERNSBWEMEXEERBERBENT
12adiE], EEREAINRELR, MKERLZHIE, XFiE Paragon 25 UEMTENARZ M. WEAY R
MIER, KAFPRFMEIMNISUERENEIIRAY RAG BB F. HHBMII&MEYFa@m ActionKit, &I ED APl
FAIZBMILARAY Al B REIAISIR) 100 Z MM T N E=5127F

(00:04:24):

Al21. you.com. 11X # Copy.ai F4EH Al REIEL@IL Paragon BHEMRNAMRERS 7 tfE, 1LA1]
NIRIFEFFZOFmAR. EFFIRIRSER Al BRL&E T15? 358 useparagon.com/lenny JREXR T —
MR BI R 2E MVP,

[00:04:50] Lenny Rachitsky

English:

Gaurav, thank you so much for being here and welcome to the podcast.
R EE:

Gaurav, FEERGIRAER, WOUEREIER,



[00:04:53] Gaurav Misra
English:
Thank you. Thanks for having me. Excited.

FRCERIR:
. BashEETR. HIRME.

[00:04:55] Lenny Rachitsky
English:

| very rarely have early stage founders on the podcast, but | wanted to chat with you because you're at the
center of so much of what is top of mind for a lot of builders these days, Al and video, and just consumer

and social apps.
(00:05:11):

Also going viral and finding new marketing channels. So | think there's a lot that people can learn from
the way you approach product, the way you've built product and the way you just think about where
things are going. So again, thank you for being here.

FRCERIR:

HRDVBIBFHMBRAEIBARIES, BRREBMEIE, RAMELTHESHSFHRERIENTRPO:
Al 53R, HBRRSHRZN A,

(00:05:11):

EEIAELUR FHHVEHERE, FAABOAR AT MR T~ mi AR WS mpy7E AR IR R
KEBNEERZRRS, BRBRGIREIEIR,

[00:05:26] Gaurav Misra
English:

Appreciate it. Honestly, it's an exciting time. | got to say like there's rarely a time like this where so much
is possible. In normal times, if you think about even five, seven years ago, it's so hard to start a company.
It's so hard to come up with an idea. It's just like everything feels like it's done, someone else is working
on it. Orit's like, oh it's been tried three times and failed three times. And suddenly, it's a time, right now,

which I've never even experienced honestly in my career, where everything you try just works.
(00:05:56):

There's so many possibilities. There's not enough people in the world to work on them. Honestly. There's
more things that can be done than there's people available to do them. It is just such a rare thing. And
honestly, it's not going to last forever. We are going to catch up to this, but just feels lucky to be part of

that movement. It's awesome.

FRSCERIF:

EERE, HAWR, XB—PSAMENNR, BOTH, BROEGIEXERFIEMNRZ, EFEE
HA, tbwnE. tERl, oAEEM, BE— 1 EFEM, BE—HEEWiud T, HEAEER. HER

B, B, XBEEFWHI=ZRT, KT =R . MM, mERE, BRRWEERMREHIXFREZ
RERNE—HEMUF RN,




(00:05:56):

BAZHAREMT, R ESHERBHAFETHXLETF, HWERIE, EMHNEBLERHXEENATES,
XERAFELT, MAERR, XFRXKERHETE. RINREXSH EXRE ERFIME), BITEEE
NXIHEEHH—E D REIRFEZ. XXET

[00:06:17] Lenny Rachitsky
English:

When you said everything is working, | think what's an important distinction there is the building of the
tool works. The tech is now there to build all these things that have not been possible before. The thing
that is increasingly, difficult, and | want to get your take on this, is getting anyone to pay attention and
stick with your thing because it's so easy to build stuff and everything is just awesome and interesting. It's
harder to get people to pay attention and stick with your product.

(00:06:42):

So | guess is there anything there, you've learned that you've built a number of successful products. We'll
talk about Snap and what you're doing now, about just, | don't know, what you need to think about these
days to get anyone to pay attention and then stick around.

FROCERIR:

HIRRE “—UERRERY B, MIAAN—ITEENXFIZ: WEIAXGHERNT . RENEABEREUTE
AR AR RESE MBI AR PH, BHREIMENFR/E — REIRIIRIEE — WAL ANTREH B T RERIRBY
. RAANMEMBARAREZ T, SHEAREERBRE. BREE. LAMNXIHTERERMEET

(00:06:42):

FRIAFAIR), RESME 7RSI m, REETHA? HANISHE Snap MIFMEMNER. EHSHIR
T, ATIAMKEAB TR, FEZRERFA?

[00:06:54] Gaurav Misra
English:

Yeah, | mean honestly it's a great point and | think there is a lot of hype obviously, and part of it, that's
what's driving a lot of this growth for a lot of companies. And I think from a user acquisition/marketing
perspective, in a world five or seven years ago, if you were making something novel and you went to users
and it was like, "Oh, we got something better." People are going to be like, "Well, whatever. Everybody
says they got something better. | don't care." But today, and this is not probably the way you should do it,
but you can go and just say, "We've rethought this thing with A" And a bunch of people will just be like,
"Well, how?" Or "Maybe I should check this out."

(00:07:33):

They'll just try it. Obviously, you have to deliver on the promises. If you don't deliver, people will come in,
they'll play around a bunch and then just leave. But if you can truly deliver on the promises, there's great
opportunities to require users at scale. So | think that's slightly different. And | don't know how long that
lasts, but it is definitely a different time from that perspective. | do think also at the core of building
products is solving problems. | think a lot of people sort of get caught up in this, well, it's cool and people
will come for the cool right now. People will come in and be like, "Well, let me check it out. It's cool."

(00:08:11):



But at the end of the day, if you're just building a playground and people play around in the playground
and then they leave after playing around, it's not a business. So | think that is still key. You have to be
solving real problems.

AR ERIE:

B, XHIREMRIFNMR. EAMEERSIE, XE—ERELEDTIFZQAENER. KAFREHM
EHNAERE, TH. tFE, NRMET —ERFNABEZHAAR: 9%, FNNEEFHERA" A=
W “HE, BEEIE, SPAEBRECEERH, RAETF.” BESR—RAXATEFBREFNME—RA
DE#ER: ‘BB A ENARTEXNHE.” AR—BAMIEES: “B? BAME? * HE “BFREEE
B

(00:07:33):

tMNsBERiH. HA, MOTRMAE, WRMAZRI, AERET—BMET. BNRIREERLE I &
i, MAERNNESAMKRRANAF . FMUKINAZLEHBERE, REFMEXEFEZA, EMNZITAE
B, XHER—IAENRR. HBINABWEF R ORRAE, RRESRZANTIET “XRE
MBEREZNT BE kK

(00:08:11):

BRARER, NRMRRAZBET —MERT, MIEEAR—IME, BXMAR—HER. FIUZOKAK
T RTARRE LR A,

[00:08:25] Lenny Rachitsky
English:

As we were talking, I'm thinking about every day there's something that would maybe a few years ago be
news for a year. Holy shit, this is now possible. Now it's like every day something like that happens and
then we're like, all right, so what | think about is like, we'll have AGI one of these days or super

intelligence and everyone's going to be, "Oh, amazing." And then, "Okay, what's for dinner?"
R EIE:

HENORE, HEE, RESRKLKENFR, E/LEMAERE—BFENANE, b “XW, XEAKI
T . NARRESRABEXRMIER/LRE, ARFNNRNZ: W8, BRETRE? * HER, BIFHRIEK
1SSET AGI (BAATIER) WBREE, ARORNZE: M, X&FT.” AREEENR: “178, Bk
iZHta?”

[00:08:46] Gaurav Misra
English:

Isn't that already happening? Think about, in a way, | self-reflect on this sometimes if like, you've seen
Iron Man and stuff, they have the J.A.RV.L.S thing and you've seen Interstellar and they have the TARS
machine. They're talking back and forth with these things like bouncing ideas. That is science fiction.
That's literally science fiction. Okay, it's not perfect, but it exists in a way that nobody could have
imagined. That's science fiction has become reality and | feel like nobody cares.

(00:09:18):

In a way, you would've expected the world to be turned upside down, but it feels like almost in a way so
slow and people are like, yes, adoption is happening, but | feel like it's almost a shocking development in

away.



AR ERIE:

XMEREELERETE? BBE, WENSRE: RET (WHKK), 115 JARVLS; (RED (EfRF
H), 18 TARS Hlgg Ao MM ERFREIXIE, MERE BEMLINR, TENEHBLINL. 7
1B, MERAIERTSE, BEU—MEAEBRNANEETEE, BAOBKEM TR, BRBEFELKARLE
EF=0

(00:09:18):

AEMREEL, MANANERIBRTE, EREIRANREE, AKET 28, KRBEART™ , BFK
INAXERMREE EELR— 1< ABRIRIA R,

[00:09:31] Lenny Rachitsky
English:

It feels like you guys have done a good job staying top of mind and continuing to get people excited
because to your point, there's so much happening. How do you get people to continue to be like, "Oh,
okay, wow, what their building is actually is interesting and continues to be interesting."

(00:09:45):

Anything you've learned about just what it takes to stay top of mind and continue to pull people back and
get people re-excited over and over?

AR ERIE:

RERIERE R EEMFLLAMIHE T EWHEREG, BAENMAR, RERENSEBERS T, ROMALL
MFEGEF: 1R, I8, &, WHNRARIEER, mME-—ERE®.”

(00:09:45):

XTMARIFREE. FERSIAREFHILMI] AR —REE M, RFERTHA?

[00:09:51] Gaurav Misra
English:

Hundred percent. | mean, | think honestly it just comes down to not just Al for the sake of Al or Al for the
sake of excitement or hype or novelty or whatever that is, it's actually effective Al like Al that solves real
problems, practical problems. And the fundamentals haven't changed. In a way, there's three steps to
building products. You identify a user problem, you apply some technology to solve that problem, but
then finally you have some mechanism to find people who have that problem. If you can do all three of
those things, then in any environment you can create great products. But | think right now what's
different is so much is changing on the technology side that you can create products that could not have
been created before and solve problems that could not have been solved before. And that's creating the
opportunity.

(00:10:45):

And for us, especially in the video space, it's truly endless. We've just begun, our goal specifically for
video is not to build professional tools. We're not building for professionals at all. We're building for the
person who could not have created video before. They didn't have the tools, the skills, the means to be
able to create video and now they can because they're able to jump over that skill gap or that time gap.
Maybe they're business owners, they don't have time, they want results, and honestly a lot to solve there
just tons.



AR ERIE:

BAZERR. FIANIFRER, FEANT AITIAL, HERTHERE. WIE. HEEMB AL ELNE2EHH
Al, BNRERR/RISFRIRIERRY Al, BEARERENT, EMEEL, WEFRE="PE: RIAFEZE, NAX
M ARRBRIZAE, RERE—MIEIREEIEZPENA. NRMEHMEIX=R, BATEEEFETIREBE
BIEHAHARI ™ m. ERIANMENFTRZATET, RARRNTEMMLZIR, UETFIRATLEHE L LFITEE!
ERYmn, BRRARITERRRIEE, XMV ST,

(00:10:45):

ARG, FRIREDRTE, XENBLXFT LR HNARINIFIE. HAA5RLSHREBIRTE0E
TWTHR, FNREFZAZWATHEN, K2 AL URITEH ERMIALEN, IURIREL
B, KEEHFERRFBIFEIR, MIMEMINITTLLT, HAMIIEBEERESDESE, BIFfilEEl
x, &EHE, BERELR, BAR, BEEXRZHREAFTER R

[00:11:20] Lenny Rachitsky
English:

Solve people's problems. Easier said than done, but it's a good reminder. In the end that's all that
matters. Something that | always think about with people in your shoes is just how do you not get
overwhelmed and how do you know what to pay attention to? How do you stay focused?

(00:11:36):

Any tips there for folks that are just reading every day, a new announcement, and then just like | just, how
do 1? What do 1 do? There's too much.

FROCERIR:

FBERAIBRE, REREZUMERE, EXE—MRIVEE. FRER, XATRREEN, WTFLTFRX
MAUBENA, B—EHEER: MNERREEEEER? RINAMEZXEFA? RINAREEE?

(00:11:36):

MNFBESRIRFFAETHREEENAN, MEFARNIG? “FTZELAN? REMHA? EEXET.”

[00:11:44] Gaurav Misra
English:

It is the new problem of product development in a way. There's too many possible paths you can go
down. There's too many ideas, there's too many things you could do. And | mean obviously, prioritization
is always an important skill set and has always been, but it's become an even more important skill set
right now because you have to figure out what not to pay attention to. Our general framework for it is to
look for user demand, and actually the easiest way to check for user demand is to just see what has
virality.

(00:12:10):

Usually, what has virality and what people want to share and talk about, there's something at the core of
it that actually is interesting. Now, it may not always be interesting in a way that's like maybe it's a one-
time use case. Maybe it's not something that people would do repeatedly. Maybe it's not something you
could build like a subscription business off of, but oftentimes there's some things, some core element of
it that has resonated with people. And if you can identify that core and then mold it into fitting into your



business, it's actually a great way to identify what actually works. And we have these tools right now. We

don't have to build anything. You can just kind talk about it and people will share it, share the idea.
(00:12:49):

And you can measure how well the product might be received even before you built anything. So it's a
great tool we use for prioritization. We spend a lot of time on social media. Obviously, our app is often
used for social media, so a lot of our employees will spend a lot of time on social media. We look at what
the trends are, what's happening, and based on that we can get a pretty good read of what might
resonate well with people.

FRSERIE:

XEEMEE LRFSALXEIRMFEZ, MAUENBRERSZT, RFKET, EMNSEELZT. B
A, WEMKLR (prioritization) —HER—MEENEE, BNETELEEMEE, BAMSHFERWLR
ARZEXT. BINBRAERESIHAFLER, MOERAFREREEENAEMEEAARBARERSAE
A (virality)o

(00:12:10):
BE, BAERsEAEEN. AMMIERZIENNENARA, HZO—EARLHIEABNARAE, HA, ©a8eH
REEBMHEAGEB HIFEREN—RENEAS, BFAIFAEEFEH, FRTEETIEILITIH

W55, EEE, ENFEZOTRSIRT ARG, MRIMERAILB ML, AERREBERESIRILS
MR, XERFRLERIRFGTARERMNGF A ZE. RITAEMEXLETR, BEETEFEMRERAKRA, RRE
Biiee, MIME2EX M.

(00:12:49):

MEETJUENREMRAEZA, MEEFmIRILREE. AUXERNBTFHEMRLREN—MREFNT
B, HMERZNETEHRER L B, BIMNYBEERBTHRERE, FIURINESZRISRARERN
[BITE EE. HITIRES, MREELKENES, HELRIPEHERTATESSIRANIIHEL,

[00:13:15] Lenny Rachitsky
English:

So as a leader of a company with people constantly hearing about all the things happening, is there any
tools or processes or approaches you've figured out to help people continue, stay focused, not get excited
about every shiny new object and actually ship things?

FRCERIR:

FA—RRARNTE, BXNRIFHAEZIMHHSHER, MEREEEHTATA. RENGERTEHK
RFRFLE, FTRE— “WREEY B%, AEREERARGBER?

[00:13:30] Gaurav Misra
English:

| mean honestly, it's all about incrementality in a way. | think we do aim to ship every week. Our
engineering goal is every engineer should ship a marketable product every week. And so what's a
marketable product is a product that you can show to users and the user might subscribe or pay for the
app just for that or come to the app essentially just for that. And that's why table stakes features, let's say
we're talking about word processor or something. If you had auto format or just table stakes stuff like
justify alignment or something, no one's going to come to your word processor for justify alignment. You



can market that because it's obvious, of course it exists, but if you did something unique that nobody else

has done, you can go and show that to people and people will come to your app just for that.
(00:14:22):

And even if your app doesn't have a lot of the obvious stuff, maybe it doesn't have justify alignment,
people will jump over that just to use these new tools and new abilities that you might be building and
marketing. So we try to do every engineer one marketable feature per week, and a lot of that stuff may
not work, but a lot of it does work and we can figure out obviously, where to put in more effort, things
that start to work, we double down on those things, build more. People often complain because think
about it, in one week where we're shipping, it's not complete, it's MVP, truly.

(00:14:57):

And we slice the hell out of it. We take the design and we cut, cut, cut until we can really say that it's going
to be useless if we cut anymore. We get that out and people come in. And if things are going well, people
will use it despite all the problems that it might have, and now people will complain and we'll have a list
of problems and we know what to do next. That's a starting point essentially. As long as we're shipping
one a week, we get a ton of volume of features and products and directions we're releasing, cut a lot of
that. What remains expand from there. So it works really well, and it keeps people focused.

FRCERIR:

BRM, XEEMEE LT TIEE (incrementality) s HINWERESALXT. RINNWIEBRE: SUT
MEBAMNZAH—TEEMHET MENS~@m. P8 “BE&EHZEE MENTR" , RERATURAFE
T, BRARRNATXNINEMITRASMAEE, NESRLMEN T X NS KERHINA. XmENt
LB “N17%5F” ABITNEE (table stakes features) —LbUIXFREBREMBNRAMIITARA —&A
N THFEERBIRHIXFA IR, (RAIUNERE, AANCENEFE, BMRIRMET —L3) A EI R
15I08E, RERTAANE, il Attmk,

(00:14:22):

MR AR ME Z EMZ WAVThEE, bR BEXTTIEE, AMTERZEX—=, RATERIREEEEMN
EHENXLEHRTAMMEN. FAUENESRAILSUIRINSAM— I IEHENINEE. HPRZAERTAE, B
REZHITER. RIAIUFEREVERANEZIE N, WHBEINRAMEBEN, MEEZ, AIEE1E
7%, ERERE, —ARAGEHNARAEESTE, BREEMN MVP (&R/NA1THMME).

(00:14:57):

HEiaREMEETE. BIZI&t, AER. . &, BEIE(TER “MRBRMEZET” Ak, &MEE
EfmHE, BR#HXRT. RFERARY, REGRZAM, AMIERAE. REANKIER, BITMET—

EEER, BRMAET FT—PEMta. XERLEE—TER. RBRNSARG—T, BRITMZBEREN
RHE. FmMAE. TiEXE7D, RTHRET R, XMRIEDT, MARBILIARREEE.

[00:15:37] Lenny Rachitsky
English:

| love the simplicity of that. | love just how wild that sounds for a lot of companies | imagine. Every
engineer ships a marketable feature or product every week.

FRCERIR:
HERXMEREE, REVKRXERSAFDFERESZRE. SULRERNESALH — A EHNINEEN~

=]
ARo



[00:15:46] Gaurav Misra
English:

Yes.

FRERIE:

=0

[00:15:48] Lenny Rachitsky
English:

There's some people listening to this and are just completely stressed out by this idea and there's some
people listening who are like, this is exactly how | want to work. This is how every company should build.

AR ERIE:

IXBRIENAER, BEAFTRESBXMUEREENER, MBE—EANEER: “XEERBENIFER
Mo BRABERIZXIFE mo”

[00:15:56] Gaurav Misra
English:

Yep.

FCERE:

R o

[00:15:58] Lenny Rachitsky
English:

How do you maintain quality and make it all cohesive? | imagine that's the big trade-off. Just, any tricks
there for folks that want to maybe start operating this way.

AR ERIE:

fRINAIER B HHEREANERMS? FRXBHRAIINE, W TFREBRIHXMEELANA, B ARE
ng?

[00:16:06] Gaurav Misra
English:

Quality is not something you compromise on most of the time. | think yes, there's strategic compromises
in quality, but most of the time what you want to do is have a bar for quality where people should come
in and if they're using the feature, it should work, right? Of course. And the way to cut down on time, and |
think this is a mistake people make a lot of the time, is when time is being pressured downward, a lot of
times engineers, PMS, designers, they will cut on quality rather than cutting on scope. And actually you
can cut on scope. It's actually, the method that we use is we look at every element that's going to take
any time to build and we just say, what if we remove this? Is the product still useful?



(00:16:48):

And we keep repeating that until we remove whatever's left and we say it's going to be useless at this
point. And that becomes the one-week project, right? It actually really works. It narrows down to the core
of what you're really trying to ask. So for example, let's say we wanted to build something to add an
image on your video or something like that, and this is a really basic idea. | just made it up right now. And
you might imagine a design in which you import your image from your camera roll, but before it lands in
your video you might want to remove the background. You might want to change the hue and saturation
or something like that. And you might expect a designer to design all of those features and you let it
design, but you really quickly realize that you can cut all of that stuff.

(00:17:38):

You can cut the background or you can cut the hue saturation. All you really need is pick. And then there
might be a picker. We need a picker with a library, with a lot of different type. What if you want to pull
from the cloud? What if you want to pull from the drive or something like that? Cut all of that, right? And
essentially come down to the core, which is just native picker from the camera, lens, straight in the video,
no Ul. And that is already, that should be useful. If that's not useful, then anything else built on top of that
is also useless. So that's how we might go about it.

FROCERIR:

AKEZHNE, RERAFBTZNN, BEASEHRENREZ, BBEMERRE—TRE Mh: NRBFE
FXANIhEE, TRMEEERETIE, ME? HA, EENENAZE —HRIANXBAMNBIEHNEIR — HBIEE
B, TEM. PMigHMEFEARREMAREIREE (scope). EfF L, REIZEIRSEE. FHI1ER
NFEZEE: B FENEWENTTE, AG0E: “NDRENEZEXNE? =REERE? 7

(00:16:48):

KIMNAHEEXMNERE, BEFFR THNARBANREEEMIERSZET .. XMERD “—AmMB” . XIEFEX,
EREILIRE FFREERRIERNZ O, H1i0, RigHEIMEH—NMEMM_ ERME R I8, fRelgexigB—1
®’it: MEMSEANER, BEBRANMSGE], RgBEER. AEEENIENE,. fRelgeibigitiigitFiaxX
LEI08E, (BRRRSRIREIX LA AT LUIRRI,

(00:17:38):

Rl EE R, KEGIANNE, MEERENRE “ZE . AGUREEE— N HENZEZE. IR
ENTIRI MR IELEIE? £, RZLDEIZO: BRARARAFEEREMIEESE, BEBAMM, KEE
Sh Ul XEGNZEE AN, NRXEEH, PBATE LEHENEAEMABLBESLAN,. XMERNN
(658

[00:18:12] Lenny Rachitsky
English:

That last sentence is so key to this. It's the core idea of ship small iterative features before you invest a lot
in something to figure out is there anything there, is this worth spending weeks on?

FRCERIR:

REBAIERXET. XMBHOER: ERAKRERHZHE, KEH/NHNERIE, BEXITHRARER
17, REESR/LENEZEM.

[00:18:24] Gaurav Misra



English:

Totally. And | think the coolest part of this method is the first thing that the users will come in, they'll use
the thing, they'll import images and the first thing they'll complain about is what bothers them the most?
Is it human saturation? Is it background removal? Is it picking from the cloud? You'll just get the most

complaints about that thing.
(00:18:43):

People will be like, and people will be honest about it or they'll be like, "This sucks. It doesn't even have
background removal. What kind of image thing is this?" And you have to take that feedback and just next
week you can ship in a single week all the things that the user's complaining about.

FRCERIR:

TRIEf. TNNXMGEREIMSET, AP#RERIER, tiIEAEBN—ERiLMtiIRERLM
. =BIRENE? BEER? ERIMERN? RERBEIX TR R&ZHRIF

(00:18:43):

AMIZRIESE, MIRR: “XXET, EXERERE, XEWIFERINEE? * MERXERE, ARTE
TR, fReLA]LUAR—ERYE %A P REFTEINEE.

[00:18:59] Lenny Rachitsky

English:

And then they're like, wow, this team is shipping like crazy.

R EIE:

ARMIMEERT:  “H, XTERRBHENEEEERNIE.”

[00:18:59] Gaurav Misra
English:

Yes. Exactly.

R EE:

Y, Ko

[00:19:01] Lenny Rachitsky
English:

Solve all my problems. So responsive. This connects a common sign of product market fit, which is when
people are complaining about the thing that means they actually care enough to complain and that's a

really good sign if they're complaining about something.
FRZERiE:

“BRRT HBIFRBRE, MEART.” XERET~ahizlie (PMF) B— 1 ERER: JAMHEBENK
iy, BREMIRBETA AR MRMIIERS, BEEE MRk,



[00:19:13] Gaurav Misra

English:

It's very true, very true. If nobody complains, it's almost red flag.
R EE:

FEER. MREBEAEL, BRMEMERES.

[00:19:18] Lenny Rachitsky
English:

A lot of this is turning into an archeology of a modern product team and startup. So | want to keep
digging. This is not where | was planning to go, but this is awesome. | love that this approach of every
engineer shipping something every week that's marketable connects directly to where | started this

conversation, which is how do you stay above the noise?
(00:19:36):

And part of the answer is just ship stuff constantly, and just continue to impress people. Like, "Here's a
Look at this thing."

new amazing video feature.

FRCERIR:
XENERE A BEAMTIQBH “EE” T, RERERE, XREATEHEARITNGR, B

AET, HENXM “SUIRMEALHBAIEHINE" A% CEHERN T HFIRIERER: MAMES
R Em S ?

(00:19:36):

EREN—HBOMZ: FEIRHBRE, FEGANETRZENR. thin: “F, XR—MEARFARINEE.”
BEXN

[00:19:43] Gaurav Misra
English:

Exactly. Yep. | think it's definitely key, right? And there's enough area and enough scope for that to
happen. | think truly in normal times it may not be possible to create that much roadmap that quickly,
but | think because there's so much innovation underlying all this, there is that scope available. The
roadmap almost seems unlimited, just truly.

FROCERIR:

R TINNXBLIEXE, MEREERBITINEEILXMELE. TTEINE, AJRETEAXARME
EHRXAZREE, ERNNEREEXAZEH, IMNTEZEFEN. REABEEER/IFELRE, EiY

[00:20:07] Lenny Rachitsky
English:

Okay. The other question | imagine people would be wondering is how do you work on longer-term
projects that take many weeks? There's also infrastructure, | guess, back-end stuff. So maybe answer
those questions.



(00:20:17):

How do you think about long-term stuff and then how do you deal with back-end stuff that isn't a feature
that anyone would care for?

FRZERIE:

o HBANVERE: MMIANEAEREFTEZFLANKAIE? REEMILHE. FiRZLRE, (R
EH— T2

(00:20:17):

RINAIEEKEAESS, URIIELIERLERF A gEH A EERNERIE?

[00:20:22] Gaurav Misra
English:

Yep. Usually, we'll dedicate time to that separately. For example, usually Q4 for us is infrastructure
quarter. We just go and build all the infrastructure. Q4 is generally, we've already delivered a ton of
products and stuff. We're feeling pretty good about the rest of the year. Things are winding down.
Obviously, holidays and stuff coming up. And so we spend all that time paying the technical debt.

(00:20:48):

| actually think there's a unique thing to think here about technical debt in general. And as a startup, your
job is to take on technical debt because that is how you operate faster than a bigger company. Bigger
companies don't take on technical debt, they pay it usually right away. Or they're paying back technical
debt from the days when they were a startup, and they took on a lot of it. | mean Snaps, | used to work at
Snap and there was a lot of examples of that over there, and I'm sure it happens at every other company.

(00:21:19):

And we think about it as like, well, is this a problem we need to solve today or is this a problem that the
50th engineer or the hundredth engineer or the 500th engineer can solve? And if it is a problem that a
future engineer can solve, we should use that future engineer now. Essentially, that's what we're doing.
And we're saying we're going to push this to somebody in the future. And by the way, if the company fails,
that engineer will never be hired and all this won't matter anyways. So it's like financial debt in many
ways. Financial debt is taken on to create leverage. It can be a good thing like if you're buying a house,
you take on debt and you can buy something probably more than you can afford without taking on debt.

(00:22:04):

And it's the same thing. You can create products that you wouldn't be able to build with a small team that
you have by taking on strategic technical debt. It's very positive actually.

AR ERIE:

EH. BERMNEEZIISENE, fl, FEEEEERHNN “BiigEE" . HNMEWEFRENELMIL
M. FNEEBERINEERMTAKES M, WEFNRMBERE, FHEFBEWE, BRBLRET. PAUEK
{IFEARER RS B RAZE A o

(00:20:48):

KTEARRE, HE—TRENEZ. FA—KDCIRR, REIREMEAERARE, RAAXZIRIEAQFRR
REVINE. RABAREBREAG, WITEEILZEMRE; HEMIEEREINANETRAR. FUMNE
Snap IfF, MEBERZXEFNMIF, FAESEEMATE—H,



(00:21:19):

BINNREANZ: XB—IENSRUTHERBEE, EZ2—158 50 &, % 100 Z/558 500 & T2)MAT AR
ABE? INRZB— KRR IIZIMAT LARRRAYRER, FAMERMLIZ “BR” BIORROIREM, &RL,
FANBERPEHEL RRIE DA IMER—F, WRATFEAT, PHIIRMBERZHRA, XEHHRA
BEET. FIUXREVSHS. MSHSENT G, ERJURHSE, LLNEEEER, RAILUEEILER
BIRES ELFRYES Fo

(00:22:04):

ARG —#, B ABHBRENRAS, (REIUBARERNEIELRRAT ENEN™ R, XEMHFLZEIF
EIRRAY,

[00:22:13] Lenny Rachitsky
English:

Wow, this is such a cool idea. And where my mind goes is that future engineer may be an Al agent
engineer.

RS ERIE:

I, XMUAKREET . HBEINE, BORENIRIMAIER— Al Eeeld T2,

[00:22:19] Gaurav Misra
English:

Exactly, yeah.

R EE:

=i, =%

[00:22:21] Lenny Rachitsky

English:

Just solving problems, just on technical debt in you.
FRCEIE:

BB IRERRE A e,

[00:22:24] Gaurav Misra
English:

Exactly. Some engineer in the future Five-hundred engineer many years from now will get a promotion
because they solve this big problem that those really bad early engineers created.

FROCERIR:
"o ZEFME 500 FTRMEENFRT “PEAERNEHIRIT B THNERREMRFE o



[00:22:36] Lenny Rachitsky

English:

So obviously, there's a line to this. There's only so much debt you can take on before you become a big
problem.

(00:22:43):

Is there any thoughts on just that balance of just how much is too much and how if it's enough for a net
feature engineer or just-

rhERIE:
B, XBE—FKL. EEMAMMZE], RREEEBERNGES.
(00:22:43):

KTXMFE, RBETARED? ZVEXE? AKX ES EUBL KRR ITEM?

[00:22:50] Gaurav Misra
English:

Yeah, | mean | think generally the rule of thumb is every piece of debt that you take on you have to pay
interest on. So if there is debt that you've taken on, there's 1% or 2% of your time that is going to be taken
away every day in maintaining bugs and issues and restarts and crashes and things that are happening
with that. Because you did it the fast way, something's going to go wrong with it. Every day. 1% of your
time will be taken away. If you take on enough debt, you'll be paying 80 or 90% interest and you'll not
have any time to do anything new. You'll just be paying interest. That's all.

(00:23:23):

And that's when you get into the mode of like, oh, we're just keeping the lights on. We don't have any
engineers to do anything. We're just keeping the lights on. That's the failure case for a startup. So in a
way, you have a technical debt runway. Once you run out, once you've taken on too much debt. And if you
haven't delivered value in that time, enough value to hire the engineers to pay the interest or just pay off

the debt, you'll get in trouble.
FZERiE:

B0, BANBANKEZENE: RAENE—E2RHMENFE. NIRRT, 8REE 1% L 2% BEE
BOHFETELES bug. RERE. ER. FHRFHR L. RAMETRE, SHREE. §X 1% BERSR
To MRIRREARZ, IRATEEEST 80% 5K 90% HIFE, (REUSKEEMIEMIHARE T, REREENF S,

(00:23:23):

BERFHANT “EFIRN” R RBETIRIMEMHE, R2REERIER. XRYLIQBNKRKEN. Frld
EiEE L, (RE— “RAGRE" . —BRREIS, WEMEIKT. MRFEIRRNERNZE SR
MM EREAIREMZEFNSHERGS, RMRBENRFT.

[00:23:46] Lenny Rachitsky
English:

| love that. That's such a nice heuristic of how to think about when to invest in something. | don't want to
go down this too far, but just a thought | have is ... because sometimes there's big technical decisions you



got to make that impact the way everything builds or is built in the future. | imagine those you spend

more time on and take really seriously.

RS ERIE:
RERXA MR, X2—NMEEFNBANAZE, ARBEMIRE, BRAEEXMER LT, BFHEE

B AABERMROTBEEANRARRER, XEEMRKFAENEEL . RBIRFEESREEXLER
gL, HIFEINEMMRRFE

[00:24:02] Gaurav Misra
English:

Definitely. Yeah, | mean I think as long as it's possible for wherever it's like a two-way door, you can do
whatever you want. | mean this is a classic methodology. If it's A one-way door, it's worth thinking about

and sort of doing correctly at least as much as the one-way door would matter to you in the future.
R EIE:

BE. REERH “Wm)” (two-way door, FEEIFEBNRR), (RETLUBEOAER. XELHANREKTT AL, W
RE “BEAY (RAERR), BMEFSRENE, HRABERMKT, EARERREFEERFM.

[00:24:22] Lenny Rachitsky
English:

How much do your engineers use Cursor and tools like that to build? How much is Al helping your team
move?

AR ERIE:
PRI T2 IMES AFEE _LER Cursor 2R T ARIGIE? Al £ 2 AT2E _EEEBIIRITEIBAE# T 1E?

[00:24:28] Gaurav Misra
English:

A hundred percent, yeah. | mean everybody's using it. It's super helpful. | mean even I'm using it honestly.
Yeah, it's a huge multiplier for the team, no doubt.

FRCERIR:
BOZB. 8TABER. BRIFA. BA%, EXRBER. 2L, C2ERBERIERMES.

[00:24:40] Lenny Rachitsky

English:

And is a Cursor specifically. Is there anything else that you guys found useful?
FRCEIE:

B{&ZE Cursor 13? AHHMIRISESF AT AL?



[00:24:43] Gaurav Misra
English:

Yeah, we are using Cursor. Yep. We've tried all the different tools. We were using Devin as well, which is
another, you know? That's more advanced, | guess. It's solving bugs for you.

FROCERIR:
28, FAER Cursors HNZHIEMIA, HMEAE Devin, ARRESRNIKRAE, TREBIMEAR bug.

[00:24:52] Lenny Rachitsky
English:

Yeah, Devin's basically, | think it's 500 bucks a month and it's like an Al engineer that you just chat within
Slack.

AR ERIE:
28, Devin & 28 A 500 £7T, ME—MRALE Slack BEIZIHER Al T2,

[00:24:58] Gaurav Misra
English:

Exactly, yeah. In a way, these are the types of things that us as a startup can do that bigger companies
can't just, you know, they can't just pull in Devin. They have to get 30 lawyers in the room first before that
happens.

AR ERIE:

i, EEMEE L, XMERNENVE QB RBMMAABTMAEINE, MIFEEERSIN Devin, 117
Feit 30 MEIMARINIE,

[00:25:11] Lenny Rachitsky
English:

And they're all called Devin, these are like agents. Everyone's going to have hundreds of Devins working
at their company.

FROCERIR:
mEfb{1#BM Devin, XLEFMEE R, UEENANATEREZAB/LE Devin £ LF,

[00:25:15] Gaurav Misra
English:

Exactly. You can have multiple Devins. | actually heard you can have a manager of Devins who's managing

Devins.
RSz ERIE:

%o RAILIEZ 1 Devine HEZEINIHIRAILIBE—1 “Devin FIE” FREIEXLE Devino



[00:25:21] Lenny Rachitsky
English:

| love that managers are all getting layered, like unlayered and then they're going to have Al managers.
That's the ultimate bait and switch.

FROCERIR:

HERZXIT R, EEREERGE, ARMINSE A FE, XERARN “MRIE" .

[00:25:30] Gaurav Misra
English:

Yep.

FEiE:

=i

[00:25:32] Lenny Rachitsky
English:

Okay. Is there anything else that in how you operate and build the way you build product or set up the
way you build product that you think is really unique and interesting that other people might be able to
learn from?

FROCERIR:

%o EMRMNEEARN. WEFRHNARHARREFR, EEFAMANEEREEEE. BEEMAFEINM
Hg?

[00:25:42] Gaurav Misra
English:

Our process is a bit interesting in that way. We have a design team, we have a PM team. We're very early
on those teams right now. And obviously, we have engineering. And we have all the different surface
areas. So i0S, Android, web. There's backend team, machine learning team, research team. So generally,
when we're developing products, we may start off with a PM first approach where we're finding some sort
of overall issue that we want to take on some new area or pillar we want to take on and then creating sort
of product specs from there.

(00:26:17):

But a lot of times we'll also start the opposite way. We'll first design something without even having any
idea of what or why we're doing it, but we'll design a bunch of different things and then we'll sit down
with the PMs and look at the designs and just go over one and the next and the next until we find
interesting things and ideas that pop out of that.

(00:26:36):

And a lot of times that leads to us discovering things that we wouldn't have discovered if we were just too
focused on the metrics and the numbers and things like that. So it's almost reversing the process a little



bit and starting with design first, but it can often result in finding unique ideas basically. | also think that
we have a unique setup in how we create our roadmap. So normally you have a single roadmap and we
actually divide a roadmap into two different roadmaps. So we have what we think of as the public
roadmap. This is basically what people have asked us for. So there's all these surface areas where we
receive user feedback and we look at all that feedback and people will ask for features. They'll ask for, |
want background removal, | want to undo and redo, | want to upload longer videos, whatever it is, a
bunch of different features.

(00:27:26):

And we'll just make a list of that. And just like anything else, we'll prioritize it and we'll look at how many
people it affects and what the possible markets are and just get it done basically one at a time.

(00:27:37):

But these are all features that every competitor knows about. These are public. If a user's asking us for it,
they're asking everybody for it. And every team has essentially more or less the same list and everybody's
prioritizing it. And yeah, sure you can win a little by extra nicely prioritizing it or winning a little in
prioritization or execution or something, but it's not going to be a game changer in terms of winning
against your competition. So we have a second roadmap which we think of as a secret roadmap. So this is
aroadmap that nobody asked for anything on this like literally, nobody has ever asked for it.

(00:28:13):

And if a user were shown something on it, they might be like, "I don't need this. | don't know what this is."
But given our unique vantage point, our unique understanding of the problem set, the user space and the
technology, we've come up with some special ideas that we think will completely revolutionize how
something is used where we can truly change the behavior of the user. | think that's what at is at the core
of. It's like people are doing things one way if we're able to show them another way. And once they try it,
they never go back. That's what a product is, that's success. And those are the types of ideas that we put
on the secret roadmap. These are things we never talk about publicly, never tell anybody about, and we
announce them and just give them to users and see the effects.

(00:29:00):

A lot of this we come up with through brainstorming. So we do actually do quarterly brainstorming,
company-wide, everybody's included like everybody from. It's not just a product team thing, it's like
engineering, recruiting, everybody's included in. And we all come up with marketing, obviously,
everybody comes up with ideas, we vote on the ideas, rank the ideas, and then the product team takes
over from there and thinks about like feasibility and technology and what the different things could be.
So this is a way where we can take all that noise that people are getting, everybody's browsing social
media, seeing all these different things that are blowing up, these models and advancements and we can
get all that information together and provide a unique internal roadmap where how are we going to
approach and create value out of all of these different advances that are happening.

(00:29:49):

So that's our general methodology. And a lot of times the biggest wins will come from the secret
roadmap. That's the game-changing stuff. It's not going to be the user requests usually that are going to
do that.

AR ERIE:

BATFRAEERX T EREEBN. HMERITHM. PMER (BriXLEEELTRHMNER), SATEETiEH
Pho FATRETFRAEARRRIGU: i0S. Android. Web. fFim. #2EF3. MREM. BEFLR~@mE, K]



AIRERSERA “PM MK M5, BIRIMENEEKEE, WHERNBER R MREZE, ATELEIE~m
Mo

(00:26:17):

BRZNERITEEREEMITZ. RISELZIT—LERA, EEFNEATAEXAY, REGIT—HERE
HZ&RPE, ARG PM A TRERIT, —ME—Mitd, BEAMESRHENEEBR T,
(00:26:36):

RZ0ME, XEELFHZNTAMIBLEMRRTEERNAFMLEZLIMNERA. XEREGERERIFR, Mg
ta, EXEEEKEFMFNEIR. i, FRMNEFIERLZEAEEERENIRE, BEARAIRE—TREE,
MENFEHDI AR — IR “DAREE" , B ELERAERBENENFRAE, RINEZSTIREWERT,
BRFaBEREAER. HHEM. LEERKINES.

(00:27:26):

BMNRFNLEE, GEMRBE—HHEMRLL, BEXAMENTIZESN, AE— 1 — 1T,

(00:27:37):
EXLENRESNRZENFHEBRE, ENELAN. NIRAFARKITREX, tTEEAEAR. S1HENK
MNFEHE, XA TE, MUARNEEZNBEE, B “WEREE" . XMKREELWNREA
FEEARARERT, FEARXEHNEIEKR,

(00:28:13):

MRBTRGAFE, IATEINR: “RAFEXD, RFMEXERE.” EETHNMNBISHAMA,. MaE.
AR EMRANRSIER, RMNBET —EHINRTF, BTANXERFREYRAERMRENERT
i, NMEEXRZAFANTH. FHAAXREZO: AMIIR—HEH, MRF(ERRSZ A, —BEfth
MNERTMBERARET. XMETm, XMEKY. XERBRINNBMEREZREE LNRF. RIIMRAF
Wie, FHEIFE[A, BEEIRHHRLERARERR,

(00:29:00):
XESFRERELMNE. RINNESFTEHTL2ATCENKNXE, SMALEM, FREFGEP, &F
T, 8B, %%, SMARHER, BRINRE. #H&, AEFaHEAEF, FEITE. A%, @83

AR, BITATUBAREMAREE EEFNEMIRE. BROMBEAENSERESER, RE—REHNA
ERRRLRE, REFRMNAOFMXEHRPEIENE.

(00:29:49):

EMERNFBERSG AL, REMNE, RANMAEKEWBEREAE. PEATHRAVBKRA, BEFZE
BFIERHERN.

[00:30:02] Lenny Rachitsky

English:

| love just how calling it the secret roadmap makes it extra interesting.
R EIE:

BER “WEBRAE" XWX, LEIfRERERINE S,

[00:30:06] Gaurav Misra



English:
Exactly, yeah. It's a secret.
FRZERIE:

i, X MEE,

[00:30:09] Lenny Rachitsky

English:

It's a secret. I'm not even going to ask you what's on that secret roadmap. You can't tell me.

(00:30:15):

What's an example of feature that came out of that secret roadmap that's been a big deal for you guys?
R EIE:

BEARME, HREERMTHEIMFEEEMHA, REMEFRSHIFRK.

(00:30:15):

BERBEEABIF, W BEHNEREENINEE IR IRRBEXEKR?

[00:30:18] Gaurav Misra
English:

Tons. | mean, I'll give you an example from a long time ago. One of the first Al features we added after the
app initially took off was this feature called eye contact. So this was a feature where if you're recording
something, oftentimes people who are new to recording a video might read from a script or a
teleprompter or something like that and they might have that off-screen. So it looks like you're reading
and it's not great from the perspective of the video itself or the viewer of the video. So we had this feature
where it basically shifts your eyes to look at the camera.

(00:30:52):

And we were actually the first company to build this. We worked with Nvidia on this. It's actually really
interesting because when we originally reached out to Nvidia about this. They were not sure why we
needed this. And they actually gave it to us pretty openly and were excited about some sort of
partnership of how can we get this technology into something that could be useful.

(00:31:19):

But we saw this creator use case which was unique, and it was one of the ideas that came out of the
brainstorm and we threw it on there, we launched it. It was a huge success. | mean, I'll be honest, the
video, the ad that we made, a social media post that demonstrates this was so viral, it was made in
basically every language around the world. It still till today gets millions of views. We find reposts and
reposts of that thing that other people have created that get millions and millions and millions of views

because people are like, "Wow, this is a great idea."
(00:31:59):

And now it's been copied the hell out of, | think it's available basically on every app you can imagine. For

good reason of course. But that's one of the ideas that came out of it.



AR ERIE:

X%7T. BAMENMRAUFNGF. ENARMELRS, HIMAMEEH Al THEEZ—0fg “BREA (eye
contact) s XMINEERXIFR: HRFRFIWME, MFFESEHANIRIAE, MESRBEFER. NMES
ZMARNAEE, XEFMFEIRSE, MERAF. FAUBEINMET X1 1088, ©EEEBIARIRHER®, LLIREER
—BHEIIERG .

(00:30:52):

EMNEFLERE—RMXPMLE. FNH Nvidia SER T X1 IhEE. REBHNE, HBEINRVEXR Nvidia
B, I FHERINATAREX D, BMITEREABMEERT EA, HNXMELRATEEANGIER
| PR

(00:31:19):

EERNEIT7TXMRFNEHEERY, XRXBMRNEFRFEN—MEZE, RINEEMERALHT. ERARK
RIh. BEM, FHOGERNERIMAMEREAETFELIKCEARKE, LEHEENIERTEMES. BEIS
X, ENBEHELNBRE. RINNEAMBIAFZLNMALERTHNEKRE, RAAMNRRE: ‘&, XEEX
BT

(00:31:59):

MEXNMEELHINET, NFEMBRBINSITNAERNE. 34, XE2AREN (AANEHEER).
BEXFE L BEMERLERNEEZ —

[00:32:10] Lenny Rachitsky
English:

You talked about how you come up with these secret roadmap ideas. I'm just intrigued by this. I'm going
to spend a little more time here.

(00:32:14):

Does your team ever work with an Al LLM to help brainstorm? | imagine that's where things will go, where
you're actually jamming. The Al agent is brainstorming along with you.

FpSCERiE:
RIKE] T NI BX LB R A E N R T BINXRRER, BSHE,
(00:32:14):

RITEAS R Al KRR (LLM) SREEBISKRINRERID? BIFARKS KRR, (RH0 Al S (A —iECEl < E
o

[00:32:25] Gaurav Misra
English:

Honestly, | would like for it to go there. It hasn't gone there yet. We haven't done that exactly, because the
problem is context. And | think just the context of understanding the user, the use case, it's so abstract.
Even right now, | feel like | understand our users obviously, but | can't exactly verbalize why that is or how
that is, a little bit abstract. And | spend a lot of time with RPMs and designers imparting anything that |
understand and I've learned over the many years I've been working on this, how do I impart this to them?
But then it's a challenge because | can't even verbalize it myself. And so it's an extra hard challenge to
figure out how do | put this context? How do | make it available to an LLM when | can't even put it into



words exactly. And honestly, this is probably my own feeling but, and | need to work on this, but there is
something to it.

(00:33:26):

| do remember at Snap for example, | think one of the most unique things about Snap and the CEO Evan
Spiegel was that he had an unmatched understanding of the user. | think years and years and years of the
company's existence past, almost a decade. And nobody understood the user like he did. He would come
up with ideas that everybody would disagree with and we would launch them and there would be hits,
just hits after hits. And nobody would understand why. Everyone would line up and be like, "Great."
Round of applause for everyone, but no one knew why.

(00:34:07):

A great example of that is a lot of this was figured out in retrospect too. I think there was a point at which
Snap declared that they're a camera company and a lot of people laugh at them and said, "Camera. What
are we making digital cameras or something?" Or, "Why is it a camera company?"

(00:34:22):

But | think at the core of it was this idea that Snapchat opens to the camera and that was actually the
differentiator. That actually that small decision was holding the entire company against all competition
because when the moment passes where your friend is doing something funny and you need to capture
it, you're not going to open Instagram or anything else because it doesn't open to the camera. You're
going to open Snapchat because you can capture it right away. And Instagram can never copy that
because all their metrics are going to go down as soon as they do that. So that is a fundamental
understanding. And | figured this out much later, actually, but it's such a powerful idea.

FROCERIR:

BER, FRWFLNL, EEFMEREIR—P, RITELKEEREH, RAREET “£T3 (context),
AP, ERAMNLETXRIFEHRIN. BMERIE, REARSECSTHAR, BRELEHMASTIER
BRATAHEATHER, XAERHER. HERSHEES PMAMIIHTINAR, ERESFERFINARA, B
ETFHECBLETEEE. I, BBXMETXRMS LLMREXRT, BAREEL A ERMEEE LN
XF, XAIRERRTARNRDR, RFEEH, EXHPHIELEE,

(00:33:26):

FIC1S7E Snap BY, CEO Evan Spiegel RIBISH—Rml B BREELSIELENIEMR, QABMILR+ET,
RAGMBETHRBR . RRE—EARBRMPEE, BREFIN—NME—DHAN RABBATA.
ARSHNHRE, BERAMEBERE,

(00:34:07):

—PMREFNFIFRE, REFFEHEEEFTHEN, Snap BEHRHZE—X “BNRA" , RS AKX
HEN? BAIEREHEAENG? 7 HFE NTAEUBIRF? 7

(00:34:22):

BFHIAAZOET: Snapchat —3THRZEN, XA BREFNFAE. XNMVNEIREILBNABEZEPILT
Rz, EAHREAREBCBIEIIERNERIE, RARSEFTFH Instagram KEMN A, EACIHTHREE
o REFTH Snapchat, EARATLAIZENEIRIB—Z, Instagram JKIZTEMRX—m, AA—B{1X4
i, MINFEENSBE TR, XE—MRZINAR, RESHURRAUGTHEAX—RH, BXE—NEE
RARIARE,

[00:35:08] Lenny Rachitsky



English:

I'm glad you talked about Snap. That's where | definitely wanted to go. This is where | was going to start.
So | glad we circled back to your experience at Snap. So the reason | am interested in this is if you think
about social networks like Snap is basically the last social network to have launched and stuck around
other than TikTok, which | don't think is a social network. | think it's just this content platform. | don't
think you're really interacting with people really. And that was 2011 when it launched. So it's been like 15
years since the last social network launch that has worked.

(00:35:40):

And | think it's interesting also because there's rarely been a lot of insight into just how Snap operates.
You were there really early. You're a big deal at Snap. You built a lot of really important features. So |
wanted to spend a little time here, and it feels like a lot of things you learn from Snap you're bringing to
your company now. So let me just ask, | think you may have answered this, but I'm curious if there's
something else here just broadly maybe other than Ev's brain, what do you think was core to Snap being

a successful consumer social product?

FRCERIR:
REMIREET Snap, XIERHIAFEBIEIER. HARITEMXEFRH . FZPARE, BEAMRIR

—'%—
BRI IZMLE, Snap B EZERT TikTok 24, RE—NARHBHEE TR, MHFINA TikTok 2
HRZWE, RRFERRTABTE, MATRENENMALEL. Snap & 2011 £X%H9, BHER, EEL
— PR RZNE LR B EEIT AR 15 E T,

(00:35:40):

MBEREBIZE, INHRDVERNT#E Snap WiBlEA . REFRHAST, £ Snap #RERE, WETIFZEE
Ihee. FRUHBEXEZERYE, BKSIRM Snap FEIMVRZARAEHEE TIERN AT, FAE, X7 Evan
HIARR, fRINJ Snap BARIHBYEBERAL R miviz OB REEHA?

[00:36:12] Gaurav Misra
English:

There were a couple of different things that went well. | do think for a company like Snapchat or Social
Network, the core product market fit can be extremely strong. Essentially, the reason that people are
downloading it, the way that it's spreading, the way that it's inviting friends or sending Snaps or whatever
it is, that product market fit can be so strong sometimes that it can be hard to actually build something
because you actually can't tell if what you're building is what's responsible for growing the thing or if it's
actually hurting it and it's growing despite what you're doing basically.

(00:36:53):

And | think because of that, it actually sometimes teaches people the wrong things. It teaches people that
the contrarian thing that they were doing was right when it was actually just wrong and the company just
grew despite it. And | think some of the things that Snap did well and it needed to do really was to

continue innovating, right?
(00:37:17):

Because for a company like Snap, it has a ton of competition. Social networks are monopolies by nature
and there's a lot of reasons for Facebook or any other social network to stop the growth of Snapchat. And
they tried, they tried really, really hard. And the way that Snap was avoiding that was by innovating. |
think the core of it was the setup that they had, which was very unique. I've never seen anything like it.



I've worked at a bunch of different companies, but obviously there's a CEO and the CEO was very
product-led, his designer himself, but he surrounded himself with the design team. That was sort of the
central team in the company. And the design team was like 10, 12 people. Basically, pretty small, even at
5, 6,000 employees it was that small still.

FRCERIR:

B/LHEMFRIF. HINAXNT& Snapchat RN AT HAHRZMERR, ZOBN~mmHTE (PMF) ®J&E
REER. &BiE, MITHENRRE. SEENAR. BIFFAHA Snap AN, XM PMF BBYRE]iL
MRERIEAMENART, BAREEAEEREENRENT A, EREANCEREMRMEE T BRI T
FATENE Ko

(00:36:53):

FIANERNL, EANSES AMIBRNEZE, ELAMNMUNESHMHBLERERNSEBEEXNR, MEHFL
FEIRERIERY, RARREE “WRIEK” o FIAN Snap MISIFHI—R B ERIUFLEE .

(00:37:17):

EA% Snap EFHNABHIGERNZS. HRXMLEARE EEZ2ETER, Facebook BLE MMM HE LLLIEH
ZFALE Snapchat BYIE K, tITHEZIXT, MAIFELE I, Snap BARXEZTHHGEMZLIH. HIANZD
ETMIRVARLRY, FFEIRS. FMRIDIEMB. HEBERSATIIFL, B Snap 8 CEO BIFETmF
[, ARSI, thitEeHKiRITEINERE, BRRARNZOE. BMEARERNTRATIN, 18
THEIPAMERE 10 Bl 12 A, IEEREE,

[00:38:02] Lenny Rachitsky

English:

Oh wow. At 6 or 6,000 employees. The design team was, you said how many, five or six people?
FREiE:

I, 76000 &SI TAUERY, RITHARREZDA? BRN?

[00:38:07] Gaurav Misra
English:

10, 12 people.

FRERIE:

10 #1112 A,

[00:38:08] Lenny Rachitsky

English:

10, 12. And to add to that, there's no PMs really for a long time. That was before.
R EE:

10512 Ao MB#FT—R, REK—EBNEEETZE PM (FREE),



[00:38:12] Gaurav Misra
English:
For a long time, yeah.

FRCERIR:
=, RK—ERIEESRE,

[00:38:14] Lenny Rachitsky
English:

Big difference.

FRCEIE:

XEXHIARKT o

[00:38:14] Gaurav Misra
English:

Initially, there were no PMs at all. PMs were introduced with monetization. Once monetization was a big
sort of element, that's where PMs came in. Today, | think there's a ton of, or there's an adequate number
of PMs across the company, but there was a long period of time, especially when the innovation was
happening, when there were a much, much smaller number of PMs and it was very designer led. But at
the same time, | think that's slightly misleading in the way that these weren't your sort of average

designers.
(00:38:43):

These were designers who were actually PMs as well. That's what the secret sauce was. They were able to
not just design but also do the PM part which is a big responsibility. It's a lot of work, especially for that
many employees, but it gave the CEO a way to have granular control over what exactly was being
launched in which part of the app at all times.

(00:39:05):

Because he could meet with a set of 10 or 12 people and know every change that was happening that was
user impacting. A lot of changes were being worked on that were infrastructure and types of things that
keep going on in the back end where you're improving ranking and whatever that might be, performance
and things like that. And those were not usually his concern. He was concerned with what Ul are we
adding where? And if you needed to add Ul to the app, you needed it designed. And if there's no
designers in the company, except for a handful who talk directly to the CEO, you create a very granular
control over what's being launched in the company. So everything needed to be approved by Evan. If you
hadn't approved it, it's not going out. So the design team actually held a lot of power in that.

FRCERIR:

RATTERE PM. PM ZReERAK (ZBM) 5IANN. —ERLURAERETER, PMR#HGT. SKABE
BEEARBHEN PM, BECIFNRENE, PMBERD, T2RRITITES. EFEN, ARETXERIRS
M, EARXLERITIIREE @AY,

(00:38:43):



XEIGITIMEFR LB IRE PM. XFAEMIRFTTE. M1 R{XEEIRIT, HEEHRIE PM VRS, XE—MEAMNER
Fo WFRAZRATHATRN, XTEEWRA, BELL CEO BEBME XN AR D A BHNATHITIAER
rYEH,

(00:39:05):

HAMRFENX 10 2l 12 PAFR, feES— N MEmAFRNNEE. BRERZSEMIGH. HRRK. &
BEIRAFLEEHRTT, FLEBBEFEMRON, MXONE: BIEWERMT 4 U1? MREEERAEMN
Ul, IRRAEEIRIT. IRATERT /L INEER CEO LIRNAZINEEHEMIZITIN, FMEI T —M3 25
EIMABHIRAIES, FRUASHSEEEE Evan fitE, FHUEMEATEZE, QITEELERE TR KRNI,

[00:39:50] Lenny Rachitsky
English:

This is awesome. So what I'm hearing partly is, | don't know if this is true, but it feels true that to make a
consumer app that is successful and breaks through, you almost need a singular mind that continues to
stay in the weeds on everything. And the way Evan did that is very close to the design team who basically
ran product.

FROCERIR:

AET. HIFEMMAEER —RFNEXZEER, ERNERRSE —EME—TRIIE. BRI
HBRNA, MLFRE—MEFSRANATNE—KR, Evan MEIX—RB7FER2EMIRIHER, migit
HAE A EEEEqmo

[00:40:10] Gaurav Misra
English:

That's very true. Yeah, it's very true. And he was able to keep the context of the entire app in his head at
the same time. He knew the interdependencies and what we're doing and why we're doing it. And so that
gave him just very granular control over the company's product roadmap.

FROCERIR:

FEER. tERNERFEREEIMNANLT. tAESTIERNEERBXR, MERINERTA
RN ABRX A XLt AT~ mREERE 7 Rz HI 71,

[00:40:26] Lenny Rachitsky
English:

It makes me think about Brian Chesky and Airbnb is a consumer product, it's not a social network, but |
wonder if that's just an interesting insight just for consumer products. They will generally do better if
there's one person with a really ... the right sort of combination of experiences, insights, and just they

continue to run and own every detail.
FRCERE:

XitFA8ZET Brian Chesky 1 Airbnb, Airbnb @EZEER™ M, BAFTEHRNE, ERFFTXEEEHER
FRP—1MEBER: MIRE— 1 ASERER. FRHAEGHA, BEEEHERE—ET, mREES
KRUSEHT,



[00:40:46] Gaurav Misra
English:

Definitely. And also the ability to bring about change, the ability to truly energize an entire organization to
do something that's not just incremental but fundamental.

(00:40:58):

<< Founder mode >>

FRCEE:

BE. ®EHRLEENGES, EEMMHBMAXRM—LERNEEEN. MERFERNTENEENEN.
(00:40:58):

X “BIRARI” (Founder Mode),

[00:41:00] Lenny Rachitsky
English:

Exactly.

A EiE:

R o

[00:41:01] Gaurav Misra

English:

Founder mode. That's what we're getting to, basically.
FRCEIE:

BB AR FAEA LMEEITIEX T

[00:41:04] Lenny Rachitsky
English:

Yeah, ever heard of it. Okay. And then you said that these designers, so | know it's famous that Snap had
no PMs for a long time. Designers were PMs. This point you made about the designers where PME is really
important. | think a lot of people look at this, they're like, "Amazing. We're just going to hire just
designers. We don't need all these PMs. Slow everything down. Just tell us what not to build." Can you
just talk about the level of these designers? What allowed them to be as successful as they were without
any PMs?
FR3zEiE:
=0, R, §F, (REEIXEIZITIT—3KE Snap KHEEE PM @REHRAEY, &iTHIHFE PM. {RIEEIHY
“EITIMERME PM” X—RIEEEE, BRREZABIXEE: “KE7T, BITERBZITIH, FFEPM, PM
[A2MBRE, REHFENNZEGTARMIT” REEWIIIX LG ITHITRIKFELR? Z2AiLilEEs PM IS
SR ANLE AT



[00:41:32] Gaurav Misra
English:

Yeah, I mean | think what was expected from the designers now was not just the ability to design, the skill
set of designing, which all of them were IC designers by the way. And there were no reports, so they
weren't allowed to have reports actually. And so they were designing everything themselves, but they
also had to have the leadership skills to go figure out the roadmap, write all the documents, work with
the different teams, figure out shipping schedules and just know everything, not just the technical and
the engineering part, but the UX and the Ul and the product needs and why are we doing this.

(00:42:15):

The roadmap, there's just a ton to keep in mind. And that means that it was a job that was just highly ... it
was very high workload. No doubt, very high workload. These people work really hard and they were paid
highly too. For what it's worth, they were paid way higher than you would expect designers or PMs or
engineers to be paid with quarterly bonuses and all kinds of things.

FROCERIR:

B, YRNXERITHMVAEREIRITEES. IRER—T, 122 IC (RIITEE) &it)h, ZET
B, RBEBARRTFMNIE AN, FrUb1LIF B Figit—1], ERNMITELARENT], EHERL
E. #EREXHE. SARBEIME. BE.RMIEER, FAETHR U —FANEXRANIRENRS, &8
UX. Ul P@BERUKR ‘BT ABEIAH -

(00:42:15):

BEAE FAXZHNAARTRCERTFERE, XEREXPILENAFRS. EXL8EE, TFEEX. XEALF
FELE, FkBRE. RKIE, MIFKEE TR SRR, PM TN, TEFTERSEFR
FpAEF

[00:43:03] Lenny Rachitsky
English:

That's interesting. And it reminds, people always say, "Why do you need PMs?" There's like someone has
to do the work that a PM does. They're not sitting around doing nothing. And it's important to note the
person that will take on the PME work, they have to be good at it and enjoy it. And a lot of designers don't

want to be doing writing docs and organizing stakeholders and getting alignment and ...
FERiE:

XREB, XiLHREEANBR: “WHAREPM? 7 HLEBEEAEMPMHNIE, PM XAERERYLET
FrEE. EENRE, &iE PM TFHNAGTERAZRHP, MEZQHITHAEEXE. hERZEXE.
B HIRES,

[00:43:03] Gaurav Misra
English:

100%, 100%. That's why it's so hard to find those people who were able to do two things. | actually think
there's an insight in there is innovation between when you're merging craft right between two different
functions. And | do think there's something special about one person doing two different functions or at
least being able to do. And | think a lot of unique insight and innovation can come from that.



(00:43:31):

| actually think on my personal side, | eventually joined the design team. | started at Snap on the
engineering team. | eventually joined the design team over the last two years that | was at Snap. And a big
part of what | did there was create this function called design engineering. And that was actually a
different combination. It wasn't the designer PM. It was the designer engineer. The person who can think
of the UX design it and also build it and launch it, all of those things.

(00:44:03):

And we saw both the ability to take designers and teach them engineering and take engineers and teach
them design as part of that. Obviously, the reason that we created that function was very different. It was
actually to continue innovating as the company got bigger. One of the problems that we identified was
that as the company got bigger and bigger and there's like 500 engineers, 1,000 engineers, 2,000
engineers, 3,000, suddenly it just becomes very difficult to do everything.

(00:44:32):

Everything is a six-month project or a one-year project. Every product is a massive investment of 500
engineers and a lot of time. And so you really have to pick your bets. If you get it wrong, if you are
innovating and trying to create new products and you spend 500 engineers for a year and it doesn't work,
it's a big problem. You're going to be in trouble, especially if we're coming like Snap where everybody
was copying what they're doing so they had to constantly innovate, create new stuff and push the
bounds.

(00:44:59):

| think Evan's philosophy was always he didn't fight the things that were getting copied, right? Stories got
copied pretty much straight up. A lot of things that Snap created got copied, but he was more of the
mindset of like, "Let's expand the pie, do something new and push the boundaries." We'll keep
innovating basically. And so to do that with that scale of a company becomes really hard. And so we had
this idea of let's create a small team where we can go and pretest a lot of these ideas because we had a lot
of ideas and we can't go and build all of these things. So the idea was create a small team of these design
engineers, people who are able to do the entire product design engineering process in their head and can
put together early versions of the product, which we would actually bake into the Snapchat app itself.

(00:45:46):

And we were able to even test, for example, run a test in Australia, see how it's performing. Run a test in a
couple of high schools, just a couple of high schools, see how people behave. And that way we already
have data on how this might perform in a real world environment, but we haven't built it to production
level. It's a prototype, essentially. It's how a startup might build something.

(00:46:08):

The same idea of what we're doing at our company now, build fast, get it out there, get feedback,
understand whether it works or not, and then work with the engineering team to build it at a scale. Once
we understand the product and the dynamics, then it makes sense to put on 500 engineers for six months
to build it.

(00:46:25):

So that was a big part of it. | think the nice thing that came out of it that was completely unexpected but
actually transformational for me in a way was obviously in big organizations, alignment is a big issue.
How do you get everybody on the same page? And a big part of a PM's job is actually to create alignment
and it can be a lot of work because you go talk to all these stakeholders and get them on the same page.



(00:46:48):

But one of the insights that we had, which was unique was as the company gets bigger, you can actually
create alignment by causing internal virality. If there's enough people in the company, it actually starts
acting like a consumer base might. If you share something interesting with someone, they will share it
with somebody else because they think it's interesting and you can actually create virality inside a
company.

(00:47:16):

So one thing that we would do is we would create these prototype products. We would just go into an
area, redo a bunch of stuff, create these prototype products that didn't exist in Snapchat normally, and
then we would just share the build and it would explode. It would just go viral inside the company. Day
after day we would hear from engineers, then managers, then VPs, then eventually from Evan being like,
"Oh my God, everyone's talking about this. Why am | the last one to hear about it?"

(00:47:47):

So it would create instant alignment across the company of this is exciting, this is something that we want
to get behind. And everyone would be asking, "When are we doing this? When is this happening? | see
someone's already working on it." So it was a great way to do that. And once we really understood that
the product actually had good dynamics and we had tested it, it was a great way to get it out in front of
everybody and create this idea of, "Hey, we're all working on this. This is the future."

FRCERIR:

BAZBER. XMENTAREREIERMMBEXMEZHAN. FEKIAN, SIRERMAFREN “F27
MEE—EN, SIFmMaRE. —PARERWIREE, NEZVERNME, XETHIEREZL. REMH
1SRYREM SIFENR T I,

(00:43:31):

MENATS, HEATE Snap WIEE, RERFMATIRITER. HEBEMH—GFRERICIET—
M “23tTH2" (design engineering) BYEREE, BEZ—MASG: FE2KITIMFE PM, MEigitmFRIEZIM,
XMABLREMR UX igit, XEEFRFHEHELHE,

(00:44:03):

BMNFHAILKITMES TIE, WitTRMF IR, HRSEXNRENRER N T EQBZERIHREFCH.
BRI, HATMEAT 500, 1000 HE 3000 & TEITHY, MEMBHEFREELE,

(00:44:32):

BTUHBEHEXEFH —F, BT REFERA 500 B TRMMAENE. FRURBIUERETE. NRIRFHE
T, A 500 AT —FAKHR, BERAMM. LHEHZE Snap IMARBELNRIFHIFRT, ROTAL
BT, RERIAF

(00:44:59):

Evan WEZ—HE: MARULETHIBHRA, Stories WP T, RIMEEEI T, BHNLERE: “UEEK

(THBHHEAR, MR, REOR.” BB EMEREOIH, EEAATME THEX—SR%. PR

1148 BIZ—/NEPA, EFNAXERE, KMNEREAT, EFRELPERME, FEEMELT —1TH
“GITTRIM AMBVNERA, fi1REERFRETREBAN RIS TIERE, MH~SNRHRE, HEEE
% Snapchat M,

(00:45:46):

BIMNEZERTLOHITIN, LMfERAF W MM ERN, HEE/EFMRERFPTH. XERINMET
HRFIETHEIE, MAFTEBEMEIE~ R, XAERERRE (prototype) , BHIIQBMMZE.



(00:46:08):

EXMBJANNMERBMEVINE —5: REWE, KFHHE, RERGE, THREEERN, ARBS5IREHNEE
AMURITR, —BHANIEMRE T ~mMEs, BIRA 500 2 IRIMEFENEEMEZEABER .

(00:46:25):

X2 RA—MRRE. EE—TEEFIENHEMRTHRIRE: ERARS, “WF (alignment) 21
KA, SALFRE AEMFEIR? PM BIRR—E00 TIEREERHIR, XRER, RAMBEMAEH mEXEN

Ho
(00:46:48):

BRMEMT —TREFIER: SRFTAN, FALLEBIFNE “NERSERE" KEMRHEIR MRAFTA
1%, CHEMGE—NEREE. MIRRDET —LEEBNAA, JIARSEBMSSENZE, RAIUEAR
REBHIER B,

(00:47:16):

FRUEN B ERE ™M, EM—ENEE, ARDEREE, EMIEATRHEER. —XKE—X, &=
IFEITI2Vm. 232, VP EERK/G Evan #7EH:  “KIB, AREEWXD, AftAKRHRE—TAER? 7

(00:47:47):

EXREEQESEERBREAMIEIR RRLAXKET, HNEIFXNHB.” KRS “WIMHARHEE
A? ot E4? HBIEBEBEAEFT. XR—MRFHXNFTAERN. —BEHMNBIA~milSREFESET
Wik, MBI CHEFIBARRAHRIL “XMERE, FRIEMEALE" HRNBES

[00:48:17] Lenny Rachitsky (Sponsorship)
English:

Today's episode is brought to you by Coda. | personally use Coda every single day to manage my podcast
and also to manage my community. It's where | put the questions that | plan to ask every guest that's
coming on the podcast. It's where | put my community resources. It's how | manage my workflows. Here's
how Coda can help you.

(00:48:35):

Imagine starting a project at work and your vision is clear. You know exactly who's doing what and where
to find the data that you need to do your part. In fact, you don't have to waste time searching for anything
because everything your team needs from project trackers and OKRs to documents and spreadsheets
lives in one tab all in Coda. With Coda's collaborative all in one workspace, you get the flexibility of docs,
the structure of spreadsheets, the power of applications, and the intelligence of Al all in one easy to
organize tab.

(00:49:04):

Like | mentioned earlier, | use Coda every single day. And more than 50,000 teams trust Coda to keep
them more aligned and focused. If you're a startup team looking to increase alignment and agility, Coda
can help you move from planning to execution in record time. To try it for yourself, go to coda.io/lenny
today and get six months free of the team plan for startups. That's coda.io/lenny to get started for free
and get six months of the team plan. coda.io/lenny.

FROCERIR:

AETBMH Coda #8. HNMASXREEA Coda REEHMEBERZNMLX. FSLHRRESURERREBERR
8, TARNHKEFENTHEREE, UT2E Coda SNfAIFEBIRAY:



(00:48:35):

BER-THE—TIEHER, FHBRREMW. METMAEEEMHAA, UREBEUIREREZRH
B FXL, MAFERENBEIFHAEMKRA, FHAMRNEFEEN—]— MBIE RER2EH OKR EISXEHE
FRE—H#TFET Coda W—MFETIH, BE Coda WIMER 2B TIEZTE], REILIE—N5FARNIT
EFREXHHNREE. BFREVEE. NMARFRIIIEEUR Al BIEEE.

(00:49:04):

EWNFZAIREIN, HEXREER Coda, #Bid 50,000 NEPASE Coda, iHIMFFEMMFTNE T, NERIR
B HRERESNTFTEMSIEEMNYCER, Coda AIUEERELILRMEERMITRIEBERIT. BEXEE
i, 1BILBNAIR coda.io/lenny, FREXFIEIABIHRAITRIEYS A RE I,

[00:49:34] Lenny Rachitsky
English:

Another thread | want to follow up on is prototyping. It feels like that is where a lot of PM work is going is
getting straight to a prototype versus design or versus PRDs. And it feels like that's something that you did
and worked super well. Basically, it's a team to prototype ideas that in theory now you can just build
really quickly with Al. So | think that's really interesting, seeing where the feature's going, just ...

FROCERIR:

BRERENS —MERERREIRIT, REINEN PM TEEEETFEEMFREE, MARERITHE PRD (@M
FRHE) o XINF BRI BMRRGFNER. BEF L, mERIL—MEKEEERE L, Eie EIEA A
BAILMRFIFER, BEXMEEENREE,

[00:50:00] Gaurav Misra
English:

100%. Getting things in people's hands, trying it out. Oftentimes, unless you truly try it out, in design, it
can, in theory, look good with all the perfect conditions, but when you actually use it, you realize it's
actually not that useful, for example. Or when you give it to users. And some of this is intuition, honestly,
just like anything else, but there's nothing like getting something in the hands of users at the end of the
day.

FRSCERIE:
BOZH. BEAXIANFEERER, REER, BRIMREERBT, SNELSHHEL, Bt EERERS

TEEKRRY, BIREMRERN, AU EHLSBAER. HEIMREERGHFN, BRR, XHH
—a#fn=BER, BIFIRER, REFALILBFARFERAEERN T,

[00:50:23] Lenny Rachitsky
English:

| love how many of these things you brought over to your current company, and I'm trying to think about,
one is this idea of just constantly innovating feels like that's informed and tell me what I'm missing, but
that feels like that's informed. The ship market will feature every single week. This idea of getting design,
starting almost with design versus PM a lot of times. I'm curious why you don't even go straight to
prototype in those cases. Is it just the tools aren't there yet or?



AR ERIE:

RERMMEXAZZEHFETMENAT. HER, —BXMHFRFIES, XMFERmT IR “SAX®
FIEHINAE" BIHUE. EBERXMMIZITFE, MAZM PM FRrRZE, REFE, N AEXEBER TR
FEEMRE? BTHEERRAG?

[00:50:47] Gaurav Misra
English:

I mean, | think our shipping process is fast enough that within a week we can get it out anyways. So that
way we just get user feedback, which is even better.

AR ERIE:

FIANBANTNRGRIZELEBIRT, —AZRALILMATEELHE. XERINMEERRESAF KB, MR
Bt

[00:50:55] Lenny Rachitsky
English:

And then the other really interesting thing, I'm trying to visualize that triangle of a product team, the triad
of PM, engineer, design. Feels like you guys at Snap took the corners, not the corners, the line of that
triangle. And you have design engineers. You have design PMs. | imagine engineers were PME already.
They're very product oriented PMs. Did you have a function called design PMs? Probably not.

FRZERIE:

S—HEENE, HEREPHEFREAMN “BK=/A" . PM. ITiEM. i&it. RIEIR(IE Snap BIREH1E
T=1A, MELSETERENNEZ. FRIERITIREMN, Biglt PM. RBIRMASHREPMERSE, 23F
BErmSEN. RISNEEIIM %Kit PM” BYEREEN? AIEERHE.

[00:51:20] Gaurav Misra
English:

| mean honestly, it's interesting.
R EE:

BRY, XEEE,

[00:51:21] Lenny Rachitsky
English:

Sorry, engineer PMs.

FRCEIE:

B, =IE)MPM,

[00:51:23] Gaurav Misra



English:

Yeah, engineer PMs should be a thing, | feel like, or every engineer should strive to understand the
product, right?

FRSCERIE:
=H, BIHE TR PM” MIZMA—MES, WERESMIIRMENZEHERRS R, WE?

[00:51:29] Lenny Rachitsky
English:

Yeah. A lot of companies operate that way. Like Stripe, | think they had hundreds of engineers before they
hired the first PM because | think the engineers were doing what they did at Snap to do the PM work. So it
feels like at your company you don't operate that way. It feels like you have PMs, engineers, designers.
Talk about why you decided not to approach things that way.

AR ERIE:

2, REAFHMEBXFIEIER, b0 Stripe, HBMIERAE—1PMZRIELB/LERIREMT, EAN
TieA&EBT PM B IIE, BEREEMVQE, MIHLETEXRAXMERN, RITEZE PM. TEIHMEHT
o BRI AIRRERRBAMSIN?

[00:51:48] Gaurav Misra
English:

| do think PM is a very valuable function. I think it may be actually, and maybe I'll get roasted for this, but |
think at the end of the day, not hiring PMs at Snap might've been one of those decisions where it actually
succeeded despite that and because someone needs to do that work. If you don't have enough people to
do it, then nobody truly owns it and then it doesn't really happen. Or if it doesn't happen, no one's
responsible, which is not the right structure you want in an organization. So | think though, that being
said, there was something unique to be said about what if a designer had the PM mindset.

(00:52:29):

It's actually the same idea as what if an engineer had the PM mindset and then you get even crazier. What
if the PM had a design and engineering mindset? | think all we're talking about is everybody truly
understanding all the functions that they're working with. Having a fundamental, broad understanding of
the functions they're working with.

(00:52:48):

At Captions, we're actually going even one step further than that. Why shouldn't the PM understand
marketing? | think that's actually the biggest opportunity for PMs to understand is how do we actually
find the users who have this problem? | think that's a big part of solving the problem. I have a unique take
on this in terms of | actually think PMs should own all the way to marketing in a way. And the reason is
that if you think about marketing, it's expanding the surface area of the product, right? It's like search
marketing is just placing a button to your product in Google.

(00:53:28):

Facebook ads is just placing a button to your app in Facebook. It's almost like you work at Facebook. You
work at Facebook, you have a button in the app somewhere, you make a specific thing and people show
up. The funnel begins there and you have all the metrics all the way from the beginning, all the way from



when the user tapped on the button in Facebook and then they went down all the steps and then they

landed on some onboarding screen and they did the thing, they used the application.
(00:53:56):

That's where the journey begins. And all of that is, in a way, it's a product. It's the same skillset.
Understanding users from that point on is | think that's fundamental. How do we not do that today? We
should be. So that's how we think about stuff. But | think the core idea is that every function should
understand every other function deeply as much as possible and maybe even to the level where they can
operate in that function. And that just increases the likelihood that all decisions being made in the
company at the micro level will be optimized for all possible parts of the funnel that different people are
essentially looking after. That's something we think about quite a bit.

AR ERIE:

KHIIAN PM B— M EEENENIREE. 2AKTEFLWIENE, BIFKINAVIRLEE, Snap HETER
PMBEVRE, AJgEE—1 “RENLMKARIN BRE, BASEEAESMITLEIE, NRMFEEEBHIAE
i, MEABEMT, BRMASELE, HEWRELE, LWEARERE, XIFAB— M HEZENRERS
. A, iHRWILL, MNRIGITTRE PM B4, HLSF—LMFRIRE,

(00:52:29):

X “UNRTIENE PM B4 B—Ha0EIE, EEFH—F: R PM BT TEEBAER? FiARBEITTIe
HizbE: SDABNIZEEREMIIFERFIAEREE, MIEXEREEE &M Bl 2R,

(00:52:48):

£ Captions, HMEEEH#H—H, A4 PM RROIZIBRER (marketing) ? FiAA PM R ABINISETIE
BB BATMITEERIAEXNM]ENAR? RIANNXEHRREENEBRAKRID . HXLBE—MIFHNEE:
FINA PM EEMREE LN Zz—EARIEH T, RRETT, NIRMFEZEEHE, cHXEEY BFalRE
R, IE? LLAERER, FEE Google BM—MERITR MmAYIEH,

(00:53:28):

Facebook &t 27E Facebook B —MERIRN BRI, XFIEIRTE Facebook T1E, {RIENFHEFE i
BT NRE, M7 —MIENERA, REAMET.. RIMNBEAFE, RBEMNKLEIEMFRERIT—M
B F =i Facebook ERYIRH, FIESTFAESE, BEESISnmE, ARFIBFERNE,

(00:53:56):

IRIEMIREFIE. MEMBNX LR, X—IHE “Tm” . ENFEERNRELASG. MM =FREFERR
REXEEN, NARMNAEAXAM? BN ZXAM. XMBHNNBELN. ZOESZE: 81EREE
NV RETRERNMIRFEEthERRE, EEXEIT LSRR IERIK T, XIEMT QB EMMREESEBIFERR
BRI BT T HITHU U AT EEM . XEHAEEBE IR,

[00:54:44] Lenny Rachitsky
English:

| completely agree with that take. It's interesting that at Airbnb, Brian was famous for changing the titles
of all product managers to product marketing manager for exactly this point because he's like-

AR ERIE:

BRE2EEXNEZE. BBMWE, £ Airbnb, Brian Chesky BiEFrE ™= mEEBNKENN “‘TREHEEFE”
(PMM), EREFX—m, EAMES—



[00:54:56] Gaurav Misra
English:

Makes sense.

R EE:

HiEE,

[00:54:57] Lenny Rachitsky
English:

... you should be doing the marketing, you shouldn't just be building the thing. And to me, I've always
assumed as a PM, your job is for this thing to grow and to get adopted and be loved.

FRZERIE:

----- RN ZEMESH, MANXEWERE, MWHEXR, H—EIAAER PM, REITERSILXNREEK.
WRAHKER,

[00:55:07] Gaurav Misra
English:

Of course.

R EE:

N Y-
E P

[00:55:07] Lenny Rachitsky

English:

So it's interesting people don't already think of it that way.
FREiE:

FRURER, ERABEAFRX AR,

[00:55:10] Gaurav Misra
English:

| agree.

R EE:

BEE.

[00:55:11] Lenny Rachitsky

English:



But obviously, it's hard to learn the skills of being awesome and paid growth and SEO and product
marketing, messaging, positioning, but | completely agree. That's such an important element of building
a product. You're not just building a thing, hope it works. Goodbye. So | love that that's how you think
about it. And so | guess when you hire PMs, it sounds like you look for marketing instinct and some

experiences.
Fp S ERIE:

BER, BEREMFEIEK. SEO. mmEH. XERY. EUFKERREEN. ERT2AE, XEWE
mAMEEN TR, FRUNBENRA, ARMHECRY, ARMBFAET . FIURERREIXMERE
A HIBHIMEE PM B, eI HERERNBXEN,

[00:55:31] Gaurav Misra

English:

100%. And at least the ability and instinct to be able to learn it.
R EE:

BOZHBH. ELEFFEIERIRNNER.

[00:55:38] Lenny Rachitsky
English:

Yeah. Okay, so I'm going to share one other thing that | thought as you were talking that | think is really
interesting and it comes up a bunch on this podcast and this connects back to Ev and what we can learn
from his success. So Patrick Olson once tweeted this tweet that has really stuck with me, which is it was
around user research and the way he described it is user research isn't go to user research that informs
what you build and then you build that. It's instead you do user research, it informs the mental model you
have as a leader, a product builder of what your customers need and what pains they have, and you
adjust that model in your head and then that's how you decide what to build. And it feels like Ev is very
much that. His head was learning what people need, teens in particular, and it just worked.

FR3ZEIE:

9, HIRHIEN, BRI TS —HIEEEBNE, XEBRPLEWRT, 5 Evan MUIRFENTsEM AR I
FH|+ A\ X, Patrick Collison (Stripe 85 A) BRI —FILEENRRZNEX, B@XTFHFPHRHN, 89
BRZ: BPRRASRMABEMT AR, BARSFTRENA, FREF4. Bk, FEAFPHRRENTZEMR

ERMSERmEEN “OERE , IHRTREANERNER, MERFERBXMER, AGEL
REMBM 4o BIE Evan SIEXEE, HAKR—BEEFIAMN (LEEFIVEF) HFEX, ARMEMT

[00:56:28] Gaurav Misra
English:

Yeah, | think it's very spot on. | would say though Snap didn't like user research as a function for the
longest time. | think there was one user researcher in the company until, again, 5,000 employees, the post
IPO basically. But | think the people that were making a lot of the product decisions and the CEO himself,
of course, were very steeped in how the user behaves and how they operate. They understood that.

(00:56:56):



I do think Snap also had a unique way of thinking about how to determine if a product is within scope or
out of scope of what their mission was. And | think a lot of companies use the cyber framework and we try
to as well, but essentially, the idea at the core was that they want to enable private sharing in a safe way.
So I think that makes it clear that certain things just are out of scope for Snap.

(00:57:28):

It's actually one of the reasons why Snap wasn't the company to discover "short form video," TikTok style
stuff because it was just against the nature of the company to even try something. It was against the
mission of the company. Public sharing means possibly bullying and bad behaviors, which is exactly what
Snap was trying to avoid. We don't want those behaviors to develop on the app. So for example, on
Instagram stories, you can share somebody else's stories to your followers. | can take your story and share

it to my followers. You can't do that on Snap.
(00:58:02):

And there was a discussion about should we do this? No, because it can enable bullying. Essentially,
you're not consenting to your thing being shared to my followers and that's essentially bad. So a lot of it
was done based on this type of pillar-based thinking of this is our mission, this is what we're trying to do,
does it fit within or is it outside? If it's outside, we don't do it no matter what the cost of it is, no matter
how exciting it is.

(00:58:30):

And even on Spotlight, the big challenge was like how do you take something like that and put that inside
the Snap mission? So that was something we worked on quite a bit. Yeah, | mean | think there's tons of
stories about earlier versions. | mean Snap almost had essentially what is TikTok earlier than TikTok
existed and it died out because it didn't align with the mission essentially, but happy to get into it.

AR ERIE:

B0, BRE/RGRE AIHBNR, Snap ARK—ERFEEHFER “BAFRMR" X1 R, HEIATHE
5000 Av EHZfE, RRAEFEFRE—THAPHARR. EREM~mRARIIAN, HAEE CEOFRA, #IF
BT RAPETAMBREST WIEAX—<.

(00:56:56):

AN Snap AT — T mES N EHEEG T EEE —MREFNAN. REQFEAIMER, B
i, {8 Snap WZLERRE: MNFEULRENARALN “AENE" , RUELEEBFEEABHT Snap AI5E
o

(00:57:28):

XWIRRMA Snap REIBREAWM “4@80° (TikTok X&) IR, AAZRBMARATE T ATMNEMNE, 35
BT RARNER, AL EEKRETREMBEEZMARITA, MXIER Snap HEERN, HIIFHEXLETH
ERNZ A B, 51490, 7E Instagram Stories £, {RATLUEBZIARY Story D ZL41REI¥ 22, 1B7E Snap LIRFEE
XA

(00:58:02):

LERITE: BINNEFREMXIIIEE? BRE: £, AAXESEF R, &KL, MHEEREMRINEHE
DELHEIIMNLE, XBRERTIFN, FIUBRZRAERETFT XM “SIHAEBLE | XEHNOESR, X2
EMB, EFERE? MRAFTE, TRANENA, TREBERZEAN, BITEBFM.

(00:58:30):

HEZE7EM Spotlight (Snap RIFEILSATNEE) BY, RARIBEEBRE: WAEXFARTEREHE Snap BIESHRE? )
N TIRZ IR, XTREMABREZEE, Snap JLF1E TikTok I ZRIFLIAE T KM TikTok BYKRPE, B



ENERTFEEMEATT . HRRSIIX,

[00:58:56] Lenny Rachitsky
English:

Yeah, that actually would be really interesting, because interesting that these things are important. It's
important to have these clear values in the mission of the company and to not focus on things that are
outside that. And then you hear these stories of they had TikTok potentially. So yeah, whatever you can
share there, that'd be awesome.

FRZERIE:

28, BEERE®. HEBMONERNATES, FEAEFXIEZINNER, XIFEEE, ARIMNITEIt
{IZAsRATREMILE TikTok B9#EE. FLL, TILIREENZEMA, BREAIET,

[00:59:12] Gaurav Misra
English:

Yeah, | mean, | don't know if you remember this, but there was this product called Our Stories, and
essentially it was MyStory, but it was a public story. And it started off with this idea of campus stories
where you can post to your campus and other people can see it. And that actually started creating a lot of
virality because essentially people would post. There was viral moments truly where people would post
stuff like, "Oh, I think two people fell in love on it or something like that." Those types of things really
went viral and it had really good engagement.

(00:59:47):

But at the end of the day, the problem was that we were against algorithmic essentially ranking of those
types of things. So there was a curation team that was looking through every single one so that there's no
negative behaviors happening essentially on the app. That was just not scalable. Even though it had
really high engagement and was doing well, it just wasn't feasible to have a person looking at every single
thing posted to determine whether it's appropriate or not.

(01:00:15):

It ended up dying out, but it looked like what was an early version of TikTok before it had launched. So |
think in a way though it was a good thing because | think Snap does have a mission and | think it is
solving a problem. | do think there is a bifurcation of social media at this point. There is what you
traditionally think of as social networking where you share things with your friends. And by the way,
remember the days where that used to be the way that apps would go viral. You would share things with
your friends and then they would share with their friends and everybody was worried about friend
sharing and how do you send to a friend and can | text message my friend or whatever.

(01:00:59):

That time is over. Virality now happens through a completely different mechanism. It happens through
essentially algorithms that are deciding whether your piece of content is worth showing to an arbitrary
number of people, and this is the new age of social media. It's TikTok, it's YouTube Shorts and Instagram
Reels and so on. And | think actually it's changing the fundamental nature of how people interact,
fundamental nature of how things go viral. And | actually think from a regulatory perspective, we should
be thinking these as differently.



(01:01:37):

On one side, you have something where you're deciding who sees something and then on the other side,
you have something where the company is deciding which means that it's semi curated, right? It's
actually the company's voice. So yeah, | don't know, should Section 230 apply to that? | have no idea. Or
maybe not. Maybe we're thinking about this the wrong way, so it should be interesting.

FRCERIR:

=W, BFAREMEEILHE, SNE—MY “FEi1HE" (Our Stories) B, AR LEME “HIKE"
(MyStory), BREAHHN. BRTF “REHKE B98%, ReIAHERHNRE, HEMAZBESE, XFHEF-
S RENHFSNERE, AAAREAG—LRA, ENEIRMRSANZ, thin ‘B, BR{SERITAEXE
HBET” Z2HE8. XERFIEBA, B5EKS.

(00:59:47):

BIFRER, PEETFRNRENXEATHTE LR FIUENE-MATEZEMNEES—FAS, U
WBARNA LERBEAEITN. XRELET B. RESS5ERS, RIARYE, BI—NTAZEE—FLXHHIAR
KAMTREEE, XEAITHELRITREN.

(01:00:15):

ERAXITT, BEERKMHER TikTok I RHRE. BHIANMERBEX ERXEBHEFSE, AN
Snap EECHIfER, EEMRA—NEE. TIANBRNEREREZLIT 0. —MEERMLRTNE, R
MR DERT, IMER—T, TIERFURNNAEINSND? (ROZELAR, BEBOZLMNNAR, K
KEEELD WRAE" « MALKESLAR. EFRELEAERAEESES.

(01:00:59):

BIRARBEZEERT, RENRSAERBREIT2RAENNEILE, EXAREERIFELEREMMNNEEEE
BRTATIEHENA. XBHIEEMFEI: TikTok. YouTube Shorts. Instagram Reels %, FHiAHN
XEERTEANESNAR, REEMEINER, NEENAERE, BRITZE5INEHIHE,

(01:01:37):

—ARIRREHREMMIARE, Z—ARAFREEE, XERECEFALTHN, WE? eLfFERRTA
BIRAEE. FLL, Section230 (RE (BEMEZE) %230 %, FEFAEMAFPRBNRE) BENZERT
It? FHAEE, HiFFNZ. BIFERNBZNAEHRY. XZREB,

[01:02:03] Lenny Rachitsky
English:

Wow. All right. Well, I'm out of my depth on the legality decision, so I'm going to not follow that thread,
but | imagine there's something really interesting there actually. So you've been talking about just how
much things are changing and | just wanted to follow that thread and specifically, you guys are at the
cutting edge of what is possible with Al video.

FROCENIR:

o 3708, XFEABARREAET, FIURFITERRBMIER, EREEKPBEDHLELEREBIRA.
RI—EEREEVMENE SR, HRIREXMEZWE, F3RMITELT Al SISTR] &R,

[01:02:25] Gaurav Misra

English:



Yes.
AR ERIE:

=i

[01:02:25] Lenny Rachitsky
English:

It feels like we're approaching and maybe we're there. This world where you have no idea if it's real or Al.
I'm curious, first of all, just how far you think we are from that and second of all, the implications on the

world where you can just generate any video you want.
Fp S ERIE:

REHANERRE, EEEZEETXFE—NMER: R FME—RIMRENEE Al £RBY. KR,
B, RARENEBRIMBREEZIE? X, E—MHUEEEREIINHRE, SEFTARME?

[01:02:40] Gaurav Misra
English:

It's fundamental. At the end of the day, a time where video images, audio can't be trusted actually hasn't
existed for a while. If you think about ... | mean there was a world in the 1800s where there was no video
or audio or images and everything was proven by he said, she said for the most part. And it's possible that
if everything can be generated and anything can be created and it looks just as real as if it were real and
there's no way to tell, then we might actually return to that world where there's no way to prove anything

besides physical evidence or he said, she said.
(01:03:20):

And | think that's scary, but also possibly opens a bunch of new opportunity for someone to figure out
how to solve this problem. I think it's going to be a big problem. | do think today, we are almost there in
terms of creating absolutely photorealistic video. | mean the very recent models, a very cutting edge is
just about ... It feels like a few centimeters away from achieving it, but | do think to fully get there to the
point where it cannot be differentiated at all, it's still a couple of years away.

(01:03:52):

| also think that it is use case driven in a way. | think thinking about Captions for a second, we take a
unique view on what type of video we want to focus on. Video generation and text to video generation. If
you look at it today, it's all silent video. There's no audio and it's often what you think of as stop video or
B-roll, right? You can actually make a movie with B-roll. And a lot of a movie or a TV show or a social
media post or an ad actually is dialogue or monologue. That's actually what it is is people talking to each
other, to the camera, interacting. That's actually what makes true story.

(01:04:35):

B-roll is supportive elements that are showing up to set the scene or something like maybe before the
scene opens, you see a few shots of New York City or LA or something, and then you jump into the room
and now two people are talking. So our goal is to solve the talking video problem. How do we create
video where people are delivering dialogue or monologue or things like that? And that's what we focus on
purely. And there actually isn't a lot of work happening in that area today and it's not a solved problem.
We're getting there, we're getting closer and closer, but today's models actually bifurcate a little bit.



(01:05:15):

So there's a set of companies today that are able to create these types of what we're talking about is
avatar videos. They're using this technology called neural rendering. It's actually not a technology that's
affected by the transformer and diffusion model revolution or the large model revolution, essentially.
This is a technology that existed separately and it doesn't have anything to do with the Al growth
happening right now. It just happens to produce semi-realistic outputs, but it actually stops at some point
because it's not clear how it becomes generalizable in every situation.

(01:05:55):

It has to be trained on people individually. So you might ingest a little bit of video of you and then you can
generate you. And so it's a different technology and a different outcome, essentially. And a bunch of
companies using this type of model, a bunch of companies are doing general text to video with no audio
today. These are large generative models and they have the capability to do more, but that frontier just
hasn't been reached yet. | think there's no doubt in anybody's mind on the research side that it is 100%
solvable. It's just like somebody has to go do it and we haven't gotten there yet. Nobody has had the time
to go and do that yet. So that where we're at, essentially.

(01:06:35):

We're working purely on large generative models for talking videos. So that's our core focus. | do think
though, from a safety perspective, we have a unique framework or how we think about it. So generally
videos divide into two categories. So for us, we think on one side of what is documentation, so this is the
type of video that it could be a personal video where you're taking a video with your friends and you're
hanging out, you're at a restaurant. It's documenting what happened. You had fun, whatever it was, it's
for your memories. And there's a non-personal version of this which is like, oh, it's like a reporter
documenting a crime or something that happened or whatever it is and who was involved, where was it?
Maybe it was a natural disaster or something, and this is for history. We want to see what happened.

(01:07:27):

And there's actually no benefit to Al-generated video in any of this. Actually, all of this, it's just negative.
It's all negative. If we are generating fake versions of reality to fool people, there's just nothing good
about that. And we want to stay away from that, essentially. We want to design products and build
products that make it difficult to use for that particular use case, for anything that falls within that. And
on the other side, you have what we think of as storytelling.

(01:07:56):

Now this could be ads, it could be social media posts, it could be TV, movies. All of these things are
storytelling. They're designed for entertainment, they're designed for fun. And nobody believes if you
watch a Geico commercial, you're not thinking that the gecko is real selling insurance somewhere out
there. You know that this is fabricated and it's for entertainment. And same with reality TV even, right? It's
called reality TV. It's definitely not reality and social media, ads, all this stuff falls in the category.

(01:08:28):

And if we can enable more people to tell stories and entertain other people and get their message out
there, that is pure positive. This is where we want to focus. And a lot of our effort in the product and
design process goes into how do we design products and build products that specifically make it really
hard to use on one side and really easy to use on the other side. And that's the real challenge.

AR ERIE:



XERIRAMERLE, JFRERK, A3, B, SHRAAENHAELELRAKELINT., NRFEE 7%
19 g, REMM. SMNEG, —IAZE "DRER" KR, MR—IERRILIER, EAIRAEEA LUK
BEHR, MEBERNEN—E—F, TEDY, BARMNTERENZLEBNRT SSYIEEROKIERZ
SNFERIERRIE M E BRI 5o

(01:03:20):

HIAAXRAE, Etha]ENBLERLNARRAX NIBENAFBREFNS. HNAXFRE—IKEH &K
SN, SRENELIELENTROMMAEELRRINT . RRRZIEN—LERE, FEFIGH, BIEE
SSMBFRBTLVEXRER. ERIANNBERERITEXINEE, EFE/LFEREE,

(01:03:52):

BURIANXEEMZE ERBRAGIREM, 1848 Captions, 11X FMFHARNMREREFNEE. WML
PR ARLANSRERL, WMRMBRERRA, KZBLXEMM, KESN, BEEIRANBIREMR B-roll
(£$873K) o fREASERILAA B-roll HEERS, BRER. BATE. MR ARMFH SRRA—E 2D KR L23iE
BB, ARERASARIK. WEHREKRIE. Biflo XA BHIEMMAHRENIRA,

(01:04:35):

B-roll 2%Bh7tR, ARXAGR, thlEmSAEe, RERJUKALSRENNER, ARRXTINEE,
A PNATER % PTURINBEREMRA “BEM (talking video) BIIEIRR, FAIINECIZEANITE#FHITIIED
JRAZ RBIRIN? XA NAE R IR, BREX N UREREXRSHNIFEHRT, EEFR—TEMR
AR, FAIEfEET, #kdr, (BSRAREISIIR EHI T —E 501k,

(01:05:15):

MEE—HATEBERIFARN “FA” (avatar) MIf. ilERNI—FUMHEFESR (neural
rendering) BYEAR, AL, XHARETE Transformer Fi BUER B A KRB EHEMARA, XE—FIR
UFENRAR, SMAENANBLSEEREXR. ERFEFEFEXINGEE, BEARLES L2EE, ANE
BB EEESMER TEER,

(01:05:55):

ERIE N AFEITINER. (RAEFEBAN—RIMBCHNMM, RARTCMEERIR. FAIUXERRNEAR, &=
S TFRENER, TE—EAREMERNTE XAEMMN, XLEEAMBEEMRE, ENTEENMEES, B
AT E R R, ERARR, BANRRER 100% oIk, ARBFEEAEM, MBAIEZEI—
F, BEANENBIEHBEHSE. XMEHITEFIR,

(01:06:35):

BINAHERRAT “YWIER HAMRERRE, XRENZOER. A2, NE2BEXRE, #&i1E
— MREFEVIES. BEMMOARME: —LF(VANZE “IBR" (documentation) , LLIMRMAAERTRS
BIFAARLSR, EIERTRENERE, BATEEMIZ, TEIFMAME, LLINIEECRLERAGHEARE,
XEANTHE, BIMBELKET T4

(01:07:27):

EXEGRF, Al ERITSEEMAFL, Khrt, XELZHEN. MRBIERERHMEREF AN,
WEEEAFL. BIFEBFXL, HMNBBRITNHESR, IXERENAGEEREUL, MB—%X
BITARZE “HikFE" (storytelling)o

(01:07:56):

XA R & AREENF. B, B, FIAXEHEHKE. SNENRFNBRMZITN. ‘RAE
Geico I ERRRFARERZEMNTINARRIL, MABEBZEMLT, BATRFR. EASFL—F, RAWE
AT, BENFEIE, HRE. I, MEXEHETFX—%K,

(01:08:28):



MRBAEILESZ NARE. RRMAFEEMNNESR, BAEIRRN. XMERNMNBEXEMSG, K
MNEFRMTIRPREBHEEE: WEAKTNWESR, ILERE “ER7 B—NIREER, mE %
WE X—MRZER. XA 2HEIENE.

[01:08:53] Lenny Rachitsky
English:

That's really helpful. Something that I'm really curious about as you're chatting is ByteDance just released
a really amazing model. | was actually just looking at it where you put a photo in, | think, and it just
creates a video of this person talking in all these different ways. Where does that fall amongst the buckets

you just described?
R EE:

XREFEY. HRFFHZE, FHRBNRLSET —NIERRANRE, ZNAEEE, FER—KRARHE,
EMBEER—EBEX M AUEMHE IR IERT. XEFIRRA R —?

[01:09:09] Gaurav Misra
English:

| think that falls exactly in the area that we're in, which is talking people and that's what they're going
after as well there. So that's actually one of the first examples of a large model that a larger company has
released where it's able to do these dialogue or monologue videos. And | mean you yourself, you've seen
it, so I'm not going to describe it too much, but as you know, it's highly expressive. It doesn't look like an
avatar video. It looks like ...

FRCERIR:

FIANBRER T IHRAFAERTR, B “GIERA" , BERMIEEERNBET. XEFELERRATLHBHNE
HEEBHITIEIIRBIANAERR RO Z— (RECHELTY, HMAZHWAT, BMIFFIN, EFEER
. CBERTGERIVEFAMN, cHBEXE -

[01:09:37] Lenny Rachitsky
English:

Yeah, it's wild.

R EiE:

=, RIET

[01:09:38] Gaurav Misra
English:

And that's because of the technology that's used is fundamentally different. It's just like this is using a
true large diffusion model is what they use. Whereas most companies that are working on avatar
technology are actually using something pretty basic in comparison.

AR ERIE:



BRATFAERBIRAMBE LFAE. thi1EANEEERNBAMEYT FIEE, MAZHMAREFTAKRARE
NEELEZ T EA B AT EE AR

[01:09:53] Lenny Rachitsky
English:

How long has it been since that Will Smith spaghetti video? Just to give us a reference of how fast things

are moving?
HRCERIE:
EEEAIER - EEHICEAFENMIIESZAT? RAEBSE-THUENABEER SR,

[01:09:58] Gaurav Misra
English:

Oh my god, it's been so fast, right?
R EiE:

R, KRT, *E?

[01:09:59] Lenny Rachitsky
English:

I think it's a year.

R EE:

BEE—F,

[01:09:59] Gaurav Misra
English:

Amazing.

FRCEIE:

KA T o

[01:09:59] Lenny Rachitsky
English:

Oris it like two years?

R EE:

HEEWE?

[01:10:03] Gaurav Misra



English:

I think it's probably about a year and a half, two years. Right?
FREiE:

BRAMR—FF2IMEE?

[01:10:04] Lenny Rachitsky
English:

Wow. We'll link to that video and then you could tell basically that video is the state of the art of Al video
one to two years ago. And then we'll link to this other Omni something. | forget what it's called. I'm just
showing what it's like today.

(01:10:18):

Geez, Louise. Okay, final question and this is around something that | know you have a really interesting
insight on, which is that you see marketing using Al video basically as the final frontier of how people will
experience Al is marketing, is seeing it in marketing channels. Talk about why you think that's the case
and just what that looks like.

FRZERIE:

B, BB EBMUANERE, R UEIBER LMZ—RER Al ARREKTF. ARHINIFERRIX
AN Omni HABER (FEFHBEEhAY OmniHuman), EREEEBR— FTHEMNKFE,

(01:10:18):

Ko 87, RE—1EE, BAMERE-—NEEEENLE: MIANEHEPMER Al ES EZANALE Al RY
‘REEE" , IEEEREREEIE. WIRAMARAR, UABERTAFEF-

[01:10:42] Gaurav Misra
English:

It comes back to what we were talking about before where the reality is that no matter how interesting,
advanced and amazing a technology is, science fiction has become reality. We were talking about this.
What was literally science fiction on TV is real now and most people still don't even know about it, to be
honest.

(01:11:01):

My parents live in India and they are the only ones in the neighborhood that know about ChatGPT and
they write these amazing notes to the community just with all these words. And people are just like, "How
did you get so good at writing?" And they're not telling anybody, but there's still a ton of people who
don't even know that these advancements have happened. And so adaption is actually much slower,
even for the most exciting things. Of course, in tech circles, everybody's talking about it, but the reality is
it takes a while to get out there.

(01:11:33):

And | think for companies that are going to succeed, they're going to have to figure out how to market
these products so that they can be the ones to reach all these people that have the problems that they're
now able to solve. And we think about that every day. So on that note, as a consumer product, we spend
a bunch of time and money on marketing our products, and we often use performance channels and all



kinds of things, but about a year ago, we would run Al video in ads and things like that, and we would get
all these comments of people being like, "Oh My God, this is so fake. Don't show me this."

(01:12:08):

And around that time, the technology got just about good enough that suddenly, those comments
stopped happening and suddenly, you could get performance that was even better than actually
recording with a person because you could just try more things. You could just generate 30, 40
possibilities and one of them would win and it would win more than the one creative you can get from a
person. And more interestingly, when you think about localization, you're going to go do that in every
language. Once you discover winning creative, now you have to go localize that in every market and
rebuild it from scratch.

(01:12:51):

It's just a ton. And oftentimes it doesn't perform as well because it's been rethought essentially. But we
found that just translating it with Al was able to get performance almost as good as the original, in the
original language. So this is going to fly to the entire market. | think wherever there's dollars to be made,
saved, it is inevitable. It will be consumed and it will very quickly be a lot of social media.

(01:13:21):

| mean, you could imagine a social network of the future where, and this is dystopian by the way, so
watch out. You could imagine a social network of the future where all content is generated. None of the
people are real. | mean, the algorithm isn't tailoring whose content to show you, but it's purely generating
content that is completely catered to you, with people and everything completely catered to you. | don't
think it's out of the question. It almost seems inevitable in a way, but that's not too far away, | think.
That's actually very possibly real in five years or something like that.

FR3ZERIE:

XEFTHENMNZEITIEHNER: WERE, T—RAZAFB. SHMIZA, BLAOBETR TR, FHITH
EXA, BMENBAOBETRERET, BEXN, ASHAEEEFHE,

(01:11:01):

ENRBEEENE, ISt XEE—FE ChatGPT WA, MITHAEAHXE AL SCRIERBEH, FENIE
1R “URMIEAEEXAE? ” tlgSEREMA. BNEAENAREFMNEXLEHTBELELE, FTLL,
BfERRSTAMENEY, HENREXLIr ELIERFZ, HA, ERREARBEKIL, BEMELRECETE—K
BBl A BERE M AR

(01:11:33):

HiAA, FRLREBRIIN AT MIAF ERNAIEHEXLES M, UEREBHERATLEAE I8 AR RAYR)
BN BIMNEXREBEBREZXNEE, FA—NMEEE G, BIMRATAENENEHRHITEH, AR
EEREE, KAY—FH, HITET SERA W, SWEIRZIFCH: “KW, XXRT, JNAEREX”
(01:12:08):

MAATEARERETE], RANFEET —MaR s, RAE, BETICHEKT . RAE, Al TMRRREELEA
HEEREY, AANMRAUSIAELZ R, REJLI4ER 30. 40 MoJgett, Eh—f=pt, MEMRLLIRMEA

PBERINE—LIEEFSSZ. EAENE, ZTRISL, MEFBZAEMESEM. —BMRERMT —1 T
RIS, MREAES TR, KEHFRER,

(01:12:51):

THREEXR, MERERRAFWMER, HAFREREFHE T, BHNLM, EEHAABE, HWR/LF6E
RERRIESBIKF. FIUXBREERI TG, HiAN, REBERAR. BRAAE, XM2OAN. ERFHR



[TiZiEE, FRRFEFAER,

(01:13:21):

HHERZ, RAMURKRKRNEZIME —IRER—, XBERRSIER, FAUEINO——RETER AR
HUtE3ZMEE, FrERIABERERN. RE—TREA. BEAFAREMERTHIABTSIR, MIBMAEREEN
T2UGFNAE, EANAM—MEAMRERIN. BIANXHIFFATE, ARMEE L, XUFERATE
Zf, HEFXHAFER, AJREELFAAMENE,

[01:14:00] Lenny Rachitsky
English:

What I'm imagining, because it's hard to imagine a social network where it's people because usually we
want to know who these people are. | don't care random sharing status updates, but | can see a TikTok
thatis all Al

AR ERIE:

HERR, AARERR— T 2ERANERNE, HABEFEHNEBNEXEAZE. RAEFEINDZHR
SEH, BRETWLE—1P 22 Al ERABH TikTok,

[01:14:11] Gaurav Misra
English:

Exactly, exactly.

R EE:

R, [ERWt.

[01:14:13] Lenny Rachitsky

English:

Wow, just content tuned to your loves and interests.
FRCERIE:

I, ERREFNEFHBERNAS.

[01:14:17] Gaurav Misra
English:

Exactly.

FRCERE:

Ao

[01:14:17] Lenny Rachitsky

English:



And just random videos. Wow.
FEiE:
REEMRENARM, .

[01:14:21] Gaurav Misra
English:

Yep. Because do you know, you see a TikTok feed, you don't even know who's real or not today, right? It's
not like we-

FRCERIR:
M. EARAIE, (RIER TikTok, REEEHANERESHERIERRE, XWIE?

[01:14:27] Lenny Rachitsky
English:

Right. That's how | would approach it. | would just join TikTok and start uploading videos that are Al

generated.
FREiE:
o MREEK, EMEXAT. HEMA TikTok, FAFFIELE Al £RBITST,

[01:14:32] Gaurav Misra
English:

Exactly.

FRCERIE:

Ao

[01:14:33] Lenny Rachitsky

English:

And then build a whole network of that. Oh my god, the future is wild.
(01:14:37):

Let's go to failure corner. Something that | try to do with this podcast is share moments where things
didn't go well. There's all these stories of everything's going great all the time. All this foundries killing it,
building a billion-dollar company. Oh, so awesome. But they don't know all the things that go wrong. So

let me ask you, is there a story you can share of when things didn't work out? When you failed?
R EIE:
ARESREEI— N TBIME, XM, REXRIET.

(01:14:37):



FATEN “KWAE"  RAEXMEERZHAEN—GERE N EZREHEANIRAIISZ], FIREHZE “—0X
R BIE, QIR AMAARES, BIHZETHNAR. B, X#ET. BAMNFTNERLELENER.
FRIAFARIRIR, (REEDZE—NFRIRAIM. (REW T BIEHRET?

[01:14:59] Gaurav Misra
English:

At the beginning of the company, we actually had a bunch of time where we spent figuring out what we
wanted to do, and | think it's an unconventional story almost in a way because we started off the
company, the first thing we did was build the Captions app. We launched the app. That was the first thing
we did. Took two days to build it. We put it out there and it immediately took off. It was absolutely
shocking because | built it on a weekend. We put it out there, | called my co-founder on Monday. I'm like,
"It's at the top of the app store. We're getting like 600 videos a day."

FROCENIR:

FEREMILZA), FHMNERF LR T RRERFFERNEH 4. TANNXNFR—IFIENHEE, BN
N QB EMFE—FEEWE Captions MA. HK&HETE, BEHRNEHNE—HF. £ETRTAR
B, HIMBELRBHE, ELMAT. XEWNLSAER, BAREFNA—TNERBERN, B—HiTE
EATBEASEIBAN: “ERET NABEER, HMESREAL 600 MISAERM.”

[01:15:31] Lenny Rachitsky
English:

Top of the app store, holy shit.

R EE:

NRBIEEE, K.

[01:15:33] Gaurav Misra
English:

And we didn't do anything to enable that. It just happened on its own. It was almost anti-climactic in a
way because we thought it would be a lot more time spent figuring out the product before that would
happen. And so it felt like, "Wait, this can't be it, right? It can't be this fast. How did this happen?" So we
got distracted because of that, because we were like, "Oh, okay. Well, maybe ... This is cool. It'll work.
That's great, but we got to figure out what the product is."

(01:16:07):

And so we spent at least a year, year and a half thinking about building social networks and all kinds of
things when we should have been working on Captions because there was product market fit there. And
how we figured that out is Captions was sitting on my personal account, so | wasn't checking that a lot.
About a year and a half into the company, as we were working on other projects and stuff, | went back to
my personal account, just opened it, and | saw that there was $500,000 in there.

(01:16:38):

| looked at a chart and it was just growing. The revenue was just growing completely on its own. No
employees, no releases, no bug fixes, no customer support. There was like 2,000 open support tickets



that were unanswered for a year and a half, and great reviews. It's just going completely on its own. And
so that was a clear sign to me. It was like, "Oh my God, you should have been working on that. That
product works."

(01:17:05):

And so we immediately had a meeting. | mean, it was tough to figure out what the right path was at that
point because we'd invested so much time in other things as well, but reset, and we got back on the track
with Captions, and literally as soon as we started releasing the first features into it, it blew up. What
looked like a vertical line at that time became a horizontal line, and the new vertical line was so vertical
that the old vertical line became a horizontal line, essentially. And it's continued since then, which is
crazy. So we basically wasted about a year and a half.

AR ERIE:

RIVEMEMHET, EMEBRARET. XEEMEELEEZEERILARY, ANRINEUNELEXMEZ
g, BEEEEZNEEITES M. PAURREME: “FF, XFURELAE? FAgEXAR, XBEARSE
1?7 FERNMNALS 0T, BAFKNRES: “B, e, hif---- XiREE, EBETT, AET, BRIEFE
BEIEN 7@ 4.

(01:16:07):

FRERNMNETEL—F. —FFXNNEREWEMRZMEZLENEZMARA, MEANEI14ZEFTF Captions,
EAANBEEEE T Fmmizlkid,. VB EALXIAINE? Captions HETEERNNMAKF T, FIUAFKEEAT
B, BRI AAN—FHGE, SFE(EEHEMMERN, HRLEZENDAKS, IH—F, RNEAERE
50 H%ETT.

(01:16:38):

HET TEXR, e—HAEERK KATE2RERERN, RERTHR, REMRELS, KB bugEs, &
BEPX. AKRL2000 MROENERIE, RT—FF, BiFMKART. ExX2EBTERK. NHXK
W, XB—THRRBOES: K, MEZ—BEEX M. XM miTEE.”

(01:17:05):

FRENIZEAT 2. HRBREERVBEZRYE, RARMNEEMEE LBRATAENE, BRIIER
7, [EZET Captions HE L. FEEX L, —BENABLRHBE—HINGE, EMEBLRT. SREEREER
BREETR T KFLL, AAFNEREREZNOLZEE, UETIHNEELBILZ TER T KT, MIRL
[EXMFEL—EFEE, IXARIET . FRUTAIEE LR T RO—FFBdiE),

[01:17:42] Lenny Rachitsky
English:

| love that new way of thinking about a hockey stick moment where not only is it going vertical, but the
rest of the chart is now just flat along the bottom of the axis.

AR ERIE:

HEWX “HEREE KL BFEZEAN AMUBREEEREK, MAEXRNAERBIMEELERM
SO E MR T £ko

[01:17:49] Gaurav Misra

English:



Exactly. Yeah.
FRERIE:
5o

[01:17:51] Lenny Rachitsky

English:

For people that may not know what Captions is, | try to describe it at the beginning and we'll link to it and

stuff, but basically, the reason you thought it was nothing is it just adds captions to a video that you

record.

FROCERIR:

X FARLERTBEARANE Captions BT AN, HAFARZEHMEAL, RKTESHEE. BELLE, RENRERFE
BRI ARFTHRER, ERRBLMRFINILAINFR.

[01:18:01] Gaurav Misra
English:

It does.

R EiE:

s anLt.

[01:18:01] Lenny Rachitsky
English:

Added captions.

R EE:

ANFR.

[01:18:02] Gaurav Misra
English:

Exactly, yep. So | think we wanted

... Our thought was we're going to build a social network, but first we

got to build a creation tool for the social network. And we knew that we wanted to use Al to create video,

and it seemed obvious that, "Oh, speech to text, a solved problem, we should start with that." So that's

why we decided to start with Captions because it was a solved problem at the time. What was funny is

that once GPT and stuff started coming out, a lot of the things that were unsolved became solved very

quickly. So timing was almost perfect.

AR ERIE:

. HANHRHEAR: HNEBRI—MRXME, BEEATIXMIMERZLI—MEIFTR, HIAE
BATER AREIEIST, MENSEREMZUNZE: ‘B, EEEXFE—IEMRANEE, FIMRZMX



BFIR.” XMBAHARKITREM Captions 718, RAEINBPE—TERRNEH. B8ZE, —B GPT
ZRFRFEFBHI, RERBRICBERIRMLDTIMAET . FRARYTIIFETEEN.

[01:18:37] Lenny Rachitsky
English:

And that aligns to something you shared earlier. Just so many of these problems that were not yet solved
are now possible, and the companies that are in the right place at the right time benefit greatly who've
been just waiting for this part.

(01:18:50):

The other thing that | think is interesting about that story is you try to build a social network. | think it was
around high schools and things like that. As we've seen, it's very difficult to build a new social network.
So let me just get your sense. Do you think it's possible for somebody to come around and build a new,

the next Facebook, the next Snap, the next whatever?
FhCERIE:

EXSMZADENMR—E. XAZHKRBRIPAMEERSAIRET , LRI EHIEERD SR
NERHEEK, i —BEEFHFX—Z,

(01:18:50):

BIMREFS—HEBNERE, MEABRI—MHHRNE, RIZEEEL
MR RINEIEEEME, PRAFRBIRITIRAYRERD : fRIAAIEEE ]
Facebook. T—* Snap & F—"MtA4mg?

SR K, EMRAFAN, Bi—
B ARSI — MM, F—A

[01:19:09] Gaurav Misra
English:

| think it's definitely possible. | do think ... Let me tell you something crazy, actually. The social network
that we had at the time, we actually remove it from the app store, so it's not available anymore. But til
today, there are people, there are thousands of people that are using it, posting on it, and all the different
things, which actually speaks to the power of the social network in a way. It is hard to create and hard to
kill. I mean, | think X is actually a great example of that too. A lot of movement happened there and it
continues to work, | guess somehow. So testament to that.

FRZERIE:

?kl}djﬁﬁij‘ﬁjﬁm KR L, EERERFE—ERIENS, RIOTEIEHOBIERZNE, HLBENZABET

, FRUMEELEARET, BEESXK, MERTLANAZEERE. ELEATATES. XEXRMIE
F;J:l%EHT?ixlﬂé%E’\JﬁE. ERMERIL, hiRMERRIL, AN X (R Twitter) 2 —NMRIFHIFIF. BE
RETBAZER), BEMFUREMARULEHE, XMEIEH,

[01:19:49] Lenny Rachitsky
English:

The power of network effects, especially someone once described this so well, they're like Twitter/X. They
changed the brand, they changed the team building it. They changed the URL. Like everything changed
about it except the network effect of the peoplein it.



FRZERIE:

XHMEMEMLNE. BAGERBIEELF: & Twitter/X, 12T &k, BTHPA, 27 URL, XFEMN
—HIEET, BT SREPIARIREM,

[01:20:07] Gaurav Misra
English:

It's true. It's true.

R EE:

=i, BEM.

[01:20:09] Lenny Rachitsky
English:

| just saw a story that they're making billions of dollars. He's actually turned it around. It's actually
becoming a really profitable company.

RS ERIE:
BNEZRE RIS T JLHZET. ftt (Bse) LhFEEHETREE, EEEER—RIEEBFINAT.

[01:20:16] Gaurav Misra
English:

Wow.

FCERE:

|+
I:l:I: o

[01:20:17] Lenny Rachitsky
English:

Yeah. It just came out the other day. So Elon did it. Well, with that, we've reached our very exciting
lightning round. Are you ready?

RSz ERIE:
=0, FILRNIBAER. REEEI T, F, HEX, BITHATIEES ANENABRIRT, ESFT8?

[01:20:25] Gaurav Misra
English:

I'm ready. Let's do it.

R EE:

HEET, T,



[01:20:27] Lenny Rachitsky

English:

What are two or three books that you have recommended most to other people?
R B

MEMNAEEFRSHNR=ZEBEMFA?

[01:20:32] Gaurav Misra
English:

| have to say here that | actually don't read books. It's actually something that | decided on purpose
where | decided | don't want to build my skill in reading, and | want to build it in listening and watching
instead, because | think that's the future.

FRCERIR:

HOFEXEWR, HELTER, XRRFEMEBAURE: RAREFAIRREE, JEBEFRNERE,
NEIANBBA BARF,

[01:20:49] Lenny Rachitsky
English:

I love how intentional that is, and | love how it's a really cool way of saying, | don't read books. The future

isn't reading, but | love that you have books behind you, so.
FR3zEiE:

HERZMZBERNZ, XM “BAER NWEBBENAN. REFZHAR, ERENMIEREAES
Ho

[01:20:58] Gaurav Misra
English:

| do. Yeah.

FRCERIE:

=0,

[01:20:59] Lenny Rachitsky
English:
[inaudible 01:20:59]
FRCERIR:
(%)



[01:21:00] Gaurav Misra

English:

[inaudible 01:21:00] didn't read, they're back there.
FRCERIE:

LIRS R B/ E.

[01:21:03] Lenny Rachitsky
English:

That's funny. Okay, cool. | want to ask more questions, but I'm going to keep going. Lightning around.
Speaking of watching and listening, do you have a favorite recent movie or TV show you've really

enjoyed?
R EIE:

XET. ¥, FHEZRELNREE, BRFHEANBR, REIBMNF, MEEEtAFEESRNELHENLTE
ng?

[01:21:12] Gaurav Misra
English:

I like Silo and Severance. | mean, obviously, | think everyone's watching these. There's a book around Silo
too.

AR ERIE:

HER (FEHIE) (Silo) M (AETIEIR) (Severance), BAAREBAEER. IMEH—T, (FEHIE) BE
REB.

[01:21:18] Lenny Rachitsky

English:

| read that. | read all of them. There's three of them.
R EE:

e, =ZALET,

[01:21:20] Gaurav Misra
English:

There are.

FRCERIE:

=0,



[01:21:20] Lenny Rachitsky
English:

It sucks to watch the show because you know all the tricks that are about to happen, and I'm just like,
"Why am | watching this? | know where this will go.

FROCERIR:
BRINHERIRES, EAMMEREEERERNRT, HEB: “BRAFAEEXD? RNEER.”

[01:21:27] Gaurav Misra

English:

Yeah. | mean, for what it's worth, it does seem like the show is going on a slightly different path.
FREiE:

Tl A, XERIMNFET —FBREFRNELZ.

[01:21:31] Lenny Rachitsky
English:

It is. That was also what annoyed me. Just like, "What the heck? This is made up. All is made up shit." |
don't like that when | watch the show. So two reasons I'm not watching it but.

FROCENIR:

Hast. MHERILFWMABMTG, Bk “BHA? XZHD, 2RER.” RTERERIFEIMEI. FrLFK
BRIMEREAEE,

[01:21:39] Gaurav Misra
English:

Don't worry about it. | didn't actually read the book. My wife read the book and then she told me the
story.

AR ERIE:
FHBL. BRETEES, EREFET BAGILRSBHATIAN.

[01:21:44] Lenny Rachitsky

English:

Okay, okay. | was worried. | was worried. Okay, cool, and Severance. Okay, great. | love Severance.
(01:21:51):

Next question. Do you have a favorite product you've recently discovered that you really like?

R EE:

9B, FNATIEOIE. §F, (AETIEIAR) BRE, T—NEd: FEEEKBERMITAFESKE. 0K
A9 an?



[01:21:55] Gaurav Misra
English:

My favorite product, honestly, is Linear. I'm not going to lie, just because it's so well-designed and it's so
easy to use. | also like Superhuman. | mean, these are obvious answers, but | do use these things every
day and it's hard to create products that you use every day and don't hate. So props for them.

[01:22:13] Lenny Rachitsky
English:

Cool. I haven't announced this on the podcast yet, but this is a good time, whoever's listening right now,
is | just launched a bundle where if you become a paid subscriber to my newsletter, you get, listen to this,
a year free of Linear and Superhuman and Notion and Granola, which is incredible Al app for note-taking

and Perplexity, Perplexity Pro.
FpERIE:

Bo HITGERE LER, BUMERNFEV: ERNINHES T —MASME, NRIREIFEK Newsletter BI11 2%
iTiHE, R UREIRES—EM Linear. Superhuman. Notion. Granola (—FR#ZEM Al £12NE) UK
Perplexity Pro.

[01:22:35] Gaurav Misra
English:

Ooh. Nice.

FRZERIE:

R, KET,

[01:22:36] Lenny Rachitsky

English:

$2,000 in value for the price of my newsletter, 200 bucks, going to that.
R EE:

200 =TT BEHRERME 2000 ETTHIN o

[01:22:40] Gaurav Misra
English:
Damn, that's real value.

FROCENIR:



i, BEEZARONE.

[01:22:43] Lenny Rachitsky
English:

It's an unbelievable deal, and it's a no-brainer at this point to buy a subscription, but this isn't an ad for
my newsletter. I'll keep going.

(01:22:50):

Next question. Do you have a favorite life motto that you often find yourself coming back to, sharing with

friends and family in work or in life?
R EE:

EXR—TLAEUEENME, REITHBERFARIRNERE, EXFTIEHK Newsletter /&, Ffi]4
G TN FERKBTANERS, BIFEELOK. HS5FEREIFREETTIERN?

[01:22:57] Gaurav Misra
English:

| actually learned this because someone else told me that | keep repeating this thing, but | have this
framework of how | want to operate at work, basically. Right? | think | love to compete and to win at the
end of the day. And | think that to win, you have to be the best. But | also think the easiest way to be the
best is to be the first, and that actually is key.

FROCENIR:

HELBAIARK—EREEXTDEFTIREN. HE—PXTURAEIERSENER: HRAERS, H
BERLRY. WNNER, MROARAREFN. BFMINN, RARFNREREGERENN “F— (B
—MEREZHAN), XEFFLERXHE.

[01:23:25] Lenny Rachitsky

English:

And so is the motto the easiest way? Is that the-
R EE:

FRUMEEME “RE8NAZE ? BR—

[01:23:27] Gaurav Misra

English:

That's it. The easiest way to be the best is to be first.
FREiE:

MEXT: HANRFNRERFEMERNE—



[01:23:31] Lenny Rachitsky
English:

Be the first. Interesting. Okay. | have to resist following threads here because | want to make this lightning

round.
(01:23:37):

Okay. Final question, just for fun. What's the coolest, most wild Al video you've seen recently? Is there one
that comes to mind of like, "Wow, that was something"?

FROCERIR:

MRE— REB. §F, REREERERIZHPE), RAXZNER, &E—1 0>, 4BiFn:. fRiLE
SHRES. RMIEEY Al AR A? BREW—TILRERS &, BETAE" ?

[01:23:47] Gaurav Misra

English:

I mean, honestly, | got to say the OmniHuman stuff was pretty cool.
R EIE:

HEB, FHFH OmniHuman (FRBEIRE) KZRAIFEERS

[01:23:52] Lenny Rachitsky
English:

The ByteDance video that we talked about.
R EE:

PR IAIN A BNEI BB F T Bk Eh IR Lo

[01:23:52] Gaurav Misra
English:

Yeah, exactly. | mean, the broccoli talking. | don't know if you saw that one. There was a little broccoli
delivering a little speech.

RSz ERIE:
=1, &, BRRRBNSWIENAZE. TEREEEEE, §—B\EZREAREEEH,

[01:24:01] Lenny Rachitsky
English:

Interesting.

R EE:

Bl



[01:24:03] Gaurav Misra

English:

Yeah, it looked like it was animated by an animator.
R EE:

B0, EEREMGEHEMFRFRIERTIE,

[01:24:08] Lenny Rachitsky

English:

Justimagine being a kid these days and just seeing stuff like that.
HRCERIE:

BR—TUENEF, SREBEBZIXFAIRA,

[01:24:11] Gaurav Misra

English:

| think you're probably just used to it, right? You're just like, this is just normal.
FpERIE:

HRMITFIEEZIR T, WE? ISR EXRIER.

[01:24:13] Lenny Rachitsky

English:

Mm-hmm. It's just like we were saying, AGl is just going to come around.
R EE:

iR, MEFHIHA, AGIHIREXEIR,

[01:24:17] Gaurav Misra
English:

Exactly.

FRCEIE:

o

[01:24:17] Lenny Rachitsky
English:
All right. Cool. What's for dinner? Cool. That's great.

FRsCERE:



¥ B BRIRIZAHA? KT,

[01:24:20] Gaurav Misra
English:

Yep.

FRCERIE:

[01:24:20] Lenny Rachitsky
English:

Amazing. Gaurav, this was incredible. It was so insightful on so many levels. Two final questions. Where
can folks find you and what you're building if they want to learn more? And then how can listeners be

useful to you?
FRERIE:

AT Gaurav, XBEBRIEXBER T, ARZEELEIFEENM, REFR N WRARETHRES, A
DTEME S ERMIREEWEN@? UK, FRAILUAIRRAA%EE?

[01:24:30] Gaurav Misra
English:

Awesome. Yeah, | mean, definitely find me on LinkedIn. That's where I live most of the time. My DMs are
open, et cetera, et cetera. So feel free to send me a message. And | think what'll be useful, | mean, we're
building out our early product and design team, so if Al video is interesting, if consumer apps are
interesting, now's the time to join. We're really small, early, we work together across the team, so there's
going to be no better time to join, basically.

FRCERIR:

KIFT o REKFAILAE Linkedin E#EI3%, FAIONEEERE. ROMERARE, WDLRLES. ET
BAER, RINEEARFBRN~mILITER. L, MRIRRS Al RSUEE, 3HERNAERE, W
FERMARGFI. HIMRR), STFREME, 2EREENE. BAL, KELCMEEFHIMNEH
7o

[01:25:01] Lenny Rachitsky

English:

And you get to ship a marketable feature every week.
R EE:

mBfrEAEEAXH— 1A EHIEE.

[01:25:03] Gaurav Misra



English:
Exactly. | mean, that's the PM's dream. Think about it. Right?
FREiE:

wiE. HE, ARE PMWEAR, BE8E, WIE?

[01:25:06] Lenny Rachitsky
English:

The PM's dream. Yeah, | like that that's a filter. The people that get excited about that, great fit. The
people that are stressed out by that, not the place to be.

FRCERIR:
PMEYEHE, BB, HERXMTIEEE. MILREHENABLENE; WHRBEEHDERWANFEEGEE,

[01:25:15] Gaurav Misra
English:

Exactly.

FCERE:

R tHo

[01:25:17] Lenny Rachitsky

English:

So awesome. All right. Gaurav, thank you so much for being here.
FRCERIR:

A¥ET, ¥, Gaurav, IFEREFHRAIEIR,

[01:25:20] Gaurav Misra
English:

No, thank you. Appreciate it.
R EE:

A, R, IFE R,

[01:25:22] Lenny Rachitsky
English:
Bye everyone.

(01:25:25):



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.

FR3CERiE:
AKRB.
(01:25:25):

R RS ENEIT, INMRERSXETEENE, ®LUTE Apple Podcasts. Spotify SR IEEIRMBE RN B HIT
Mo o, BEERAKRNTIIXEZTITIL, XEEEEHHEHMOMRELAAXIERT., BoIUE
lennyspodcast.com ¥ EIFFE T ER THRELZESE. THHER,



