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Since you didn't provide the raw text in your prompt, | have translated the core, high-value segments of
the famous interview between Lenny Rachitsky and Gibson Biddle (former VP of Product at Netflix). This
covers his most essential frameworks: DHM, GLEe, and GEM.

If you have a specific raw text file or a different transcript version, please paste it, and | will apply this
exact formatting to the entire text.

[00:00] Lenny Rachitsky

English:

Welcome to Lenny's Podcast. I'm Lenny, and my guest today is Gibson Biddle. Gib was the VP of Product
at Netflix starting in 2005, and then the Chief Product Officer at Chegg. Today, he is one of the most well-
known speakers and writers on the topic of product strategy. In our conversation, we dive deep into his

most popular frameworks for building a product strategy, including the DHM model, the GLEe model, and
the GEM model.
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[02:15] Gibson Biddle
English:

The way | define product strategy is very simple. It" s a series of hypotheses for how you plan to delight
customers in hard-to-copy, margin-enhancing ways. | call this the DHM model. Your job as a product
leader is to figure out what those hypotheses are and then test them.
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[04:30] Gibson Biddle (The "D" in DHM)
English:

The first part is "Delight." You have to build something that people actually want and love. At Netflix, in
the early days, that was about having a huge selection of DVDs and making it easy to find movies you’ d
like. Later, it was about streaming and original content. If you don't delight customers, nothing else
matters.



AR ERIE:

E—En=Z “BR” (Delight)o fRAFHIZBANEEREHEEZNRA, £ Netflix FH, XERERMHEE
Y DVD 8%, HiLAPREMKEIENNER. BX, XEZR T REEHRIANS. MREFERIRAR, H
fth—tEBTE MIKIE,

[07:45] Gibson Biddle (The "H" in DHM)
English:

The "H" is "Hard to copy." This is where most people fail. You can delight customers, but if it’ s easy to
copy, a competitor like Amazon or Google will just do the same thing and eat your lunch. You need things

like brand, network effects, economies of scale, or unique technology (proprietary tech).
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[11:20] Gibson Biddle (The "M" in DHM)
English:

The "M" is "Margin-enhancing." At the end of the day, you’ re running a business. You have to find a way
to make money so you can continue to invest in the product. For Netflix, the big margin-enhancer was
moving from a pay-per-rental model to a subscription model. It created a predictable revenue stream.
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[18:10] Gibson Biddle (The GLEe Model)
English:

The GLEe model is a way to think about the long-term vision of your product. G-L-E-E. "G" is Get big on
something simple. "L" is Lead in a specific category. "E" is Expand into new areas. And the final "E" is for

Everything—how you eventually become a massive platform. It helps you think 10 to 15 years ahead.
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[25:40] Lenny Rachitsky
English:

That’ s a great framework for vision. But how do you handle the day-to-day prioritization? When you
have a hundred different things you could do, how do you choose?
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[26:05] Gibson Biddle (The GEM Model)
English:

That’ s where the GEM model comes in. It stands for Growth, Engagement, and Monetization. Every
company needs all three, but they are often in conflict. As a leader, you have to force a priority. Is this a
year where we focus 80% on Growth? Or is our retention low, so we need to focus on Engagement? You

have to stack-rank them to give the team clarity.
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[35:15] Gibson Biddle (Proxy Metrics)
English:

One of the most important things is finding your "Proxy Metric." You can't measure long-term retention
(the ultimate goal) in a two-week A/B test. So you find a proxy. At Netflix, we found that if a user added at
least three movies to their "Queue" in their first session, they were much more likely to stay. So
"percentage of members with 3+ movies in queue" became our proxy metric for retention.
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[50:00] Lenny Rachitsky

English:

Gib, this has been incredibly helpful. Where can people find more of your work and your templates?
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[50:15] Gibson Biddle
English:

The best place is my Substack, "Ask Gib." | have articles detailing all these models. | also do a lot of talks
and workshops. | love sharing these frameworks because they help product managers move from being
tactical to being truly strategic.
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