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Gibson Biddle · Lenny's Podcast

Gibson Biddle - 双语对照

Since you didn't provide the raw text in your prompt, I 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 I 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.

中文翻译:

欢迎来到 Lenny 的播客。我是 Lenny，今天的嘉宾是 Gibson Biddle。Gib 从 2005 年开始担任 Netflix 的产品

副总裁，随后担任 Chegg 的首席产品官。如今，他是产品战略领域最著名的演讲者和作家之一。在今天的对话

中，我们将深入探讨他最受欢迎的产品战略构建框架，包括 DHM 模型、GLEe 模型和 GEM 模型。

[02:15] Gibson Biddle

English:

The way I 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. I call this the DHM model. Your job as a product

leader is to figure out what those hypotheses are and then test them.

中文翻译:

我对产品战略的定义非常简单。它是一系列关于你计划如何以“难以被模仿”且“能增强利润”的方式来“取

悦用户”的假设。我称之为 DHM 模型。作为产品领导者，你的职责就是找出这些假设并对其进行验证。

[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.



中文翻译:

第一部分是“取悦”（Delight）。你必须构建出人们真正想要并喜爱的东西。在 Netflix 早期，这意味着提供海量

的 DVD 选择，并让用户轻松找到喜欢的电影。后来，这演变成了流媒体和原创内容。如果你不能取悦用户，其

他一切都无从谈起。

[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).

中文翻译:

“H”代表“难以被模仿”（Hard to copy）。这是大多数人失败的地方。你可以取悦用户，但如果你的做法很容

易被模仿，像亚马逊或谷歌这样的竞争对手就会如法炮制，抢走你的市场。你需要品牌、网络效应、规模经济

或独特的技术（专利技术/私有技术）等护城河。

[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.

中文翻译:

“M”代表“增强利润”（Margin-enhancing）。归根结底，你是在经营一家企业。你必须找到赚钱的方法，以

便能够持续投入产品研发。对于 Netflix 来说，最大的利润增强举措是从“按次租借”模式转变为“订阅制”模

式。这创造了可预测的现金流。

[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.

中文翻译:

GLEe 模型是一种思考产品长期愿景的方法。G-L-E-E 分别代表：“G” (Get big) 从简单的业务做大；“L”

(Lead) 在特定领域取得领先；“E” (Expand) 扩张到新领域；最后一个“E” (Everything) 代表最终如何成为

一个全方位的平台。它能帮助你思考未来 10 到 15 年的发展。

[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?



中文翻译:

这是一个非常棒的愿景框架。但在日常工作中，你如何处理优先级的排序呢？当你有一百件可以做的事情时，

你该如何选择？

[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.

中文翻译:

这就是  GEM 模型发挥作用的地方。它代表增长（ Growth）、参与度（ Engagement）和变现

（Monetization）。每家公司都需要这三者，但它们往往是冲突的。作为领导者，你必须强行设定优先级。今年

我们要把 80% 的精力放在增长上吗？还是说我们的留存率太低，需要专注于参与度？你必须对它们进行排序，

以便给团队明确的方向。

[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.

中文翻译:

最重要的事情之一是找到你的“代理指标”（Proxy Metric）。你无法在为期两周的 A/B 测试中衡量长期留存率

（这是最终目标）。所以你需要找一个代理指标。在 Netflix，我们发现如果用户在第一次使用时向“待看列表”

（Queue）中添加了至少三部电影，他们留下的可能性就会大大增加。因此，“列表中有 3 部以上电影的会员

百分比”就成了我们衡量留存率的代理指标。

[50:00] Lenny Rachitsky

English:

Gib, this has been incredibly helpful. Where can people find more of your work and your templates?

中文翻译:

Gib，这些分享非常有帮助。大家可以在哪里找到更多你的作品和模板呢？

[50:15] Gibson Biddle

English:

The best place is my Substack, "Ask Gib." I have articles detailing all these models. I also do a lot of talks

and workshops. I love sharing these frameworks because they help product managers move from being

tactical to being truly strategic.



中文翻译:

最好的地方是我的 Substack 专栏“Ask Gib”。我有详细介绍所有这些模型的文章。我也经常举办演讲和工作

坊。我喜欢分享这些框架，因为它们能帮助产品经理从“战术执行”转变为真正的“战略思考”。


