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[00:00:00] Gustaf Alstromer
English:

If 1 drill down what makes companies fail, it's quite simple. It's just like they don't talk to users, which
means they don't find product market fit. And if they don't find product market fit, nothing else really
matters. What mistakes do people make is like it is all about that. It's all about talking to customers and
learning that you're building something that's actually useful. YC Slack headline is make things people
want, and it's still true and it's always going to be true.

FRCERIR:

MRBRNBFRABRMNRER, HELIFEER, BREMNFRSRHPIRN, XEREMIIXFRE~RHIHR
BE (Product Market Fit) . SNRILAF =@ IR EE, HtERASBEBLXREE. AMISLHAEIR? &%
DRMETFL. XBETFSEFRK, HTHRIFEEMENARABIEERN. YCH Slack it@E “GhEA(]
BEMRA" (Make things people want), XETEREIE, ¥RKkiTBREIE,

[00:00:30] Lenny
English:

Welcome to Lenny's Podcast where | interview world-class product leaders and growth experts to learn
from their hard-one experiences building and growing today's most successful products. Today my guest
is Gustaf Alstromer. Gustaf is a group partner at Y Combinator where he's been for almost six years. Prior
to that, Gustaf was at Airbnb for over four years where he started the original Airbnb growth team and
where | was very lucky to get to work alongside him for a number of years. Gustaf is also at the heart of
YC's increased focus on climate tech, and in my opinion is one of a handful of people who've had an
incredible impact on the increasing amount of investment and people flowing into climate tech.

FRCERIR:

SRIMRE] Lenny IR, EXE, BRI HAENF@RASEMEKER, FIMIEEMERIEKYSRM
N R REFEEHRKNERE, SRNERER Gustaf Alstromer, Gustaf Y Combinator BIE{E &k A
(Group Partner) , BEBBEEBLTET R/ANFE, TEULZHI, Gustaf 7£ Airbnb TETNEZ, MelET &4
B9 Airbnb IEKHFA, BREZERESHMEESE, Gustaf BE YC AN SEEHE (Climate Tech) FX35FR91%
DAY, EEER, tMROBLNERERS SR EIEMAMAT BATEEAFMHIAZ—

[00:01:10] Lenny

English:



We chat in depth about what's happening in climate tech, why things have shifted so much recently,
what's new and exciting, and how to think about the space if you're hoping to make the jump. We also get
deep into Gustaf's experience working with over 600 startups over his time at YC. We talk about what are
the most common mistakes that early stage startups and founders make, what advice YC partners give
founders most often, the most common attributes of successful founders, the importance of having a
technical co-founder and why that's the case, so much more. | guarantee you will leave this episode
smarter and more inspired and | can't wait for you to hear it. With that, | bring you Gustaf Alstromer after

a short word from our wonderful sponsors.
FRERIE:

BITERNRITRERS IR EERENSESE. ATARAEBRLRETNLANTK. B E S AN
R, UNNRMEBRSX—MHZNEAEBE, FIEFRNRIT Gustaf 7£ YC HAjElS 600 ZKHEIAT]
BENARR, HNKITHEVLIQETFMENIBAREILHEIR. YCEUARBACBANEIN. RIILIBARNERE
R, HERABSCIRANEEMRERR, ¥%, RRIMEXPTERSESEERS. BEBA, HE
ARFFRILIRIIAEIE. ERSERIAFEEENERET &5, 1LIEIIXD Gustaf Alstromer,

[00:01:53] Lenny (Sponsor: Linear)
English:

This episode is brought to you by Linear. Let's be honest, the issue tracker that you're using today isn't
very helpful. Why is it that always seems to be working against you instead of working for you? What does
it feel like such a chore to use? Well, Linear is different. It's incredibly fast, beautifully designed, and it
comes with powerful workflows that streamline your entire product development process from issue
tracking all the way to managing product roadmaps. Linear is designed for the way modern software
teams work. What users love about Linear are the powerful keyboard shortcuts, efficient GitHub
integrations, cycles that actually create progress, and built-in project updates that keep everyone in sync.
In short, it just works. Linear is the default tool of choice among startups and it powers a wide range of
large established companies such as Vercel, Retool and Cash App. See for yourself why product teams
describe using Linear as magical visit linear.app/lenny to try Linear for free with your team and get 25%
off when you upgrade. That's linear.app/lenny.

AR ERIE:

AHATI B Linear $4Bh, X, RIIEERMNRBEERTAR (Issue Tracker) HARFH. ATATEREREL
FEFRIEX, MAREREIR? AT ABEREGE—MHIB? Linear AR, ©ERERR, RitiEE, HidER
ABNITER, AUEMMNREEREIEE R EENEN R AE12, Linear 2 RIIARHEEMNIIES
XM, AP EE Linear WRERE SR ANRETIER. S¥Y GitHub S/, BEEIEHNHEN “FARR”
(Cycles) Ihée, URILFIEARFREFZHANBETEEH. BMs2, EMEFH. Linear 2HEIQARMNEIE
TH, #3 Vercel. Retool # Cash App FAREMARBIRMENN. FEEEBEBENT AT REEERER
Linear & B A —# B, 5 linearapp/lenny R & XA, ALKNAEZZ 25% WiTiH. Mit=2
linear.app/lenny,

[00:03:02] Lenny (Sponsor: Eppo)

English:

This episode is brought to you by Eppo. Eppo is a next generation A/B testing platform built by Airbnb
alums for modern growth teams. Companies like Netlify, Contentful, and Cameo rely on Eppo to power

their experiments. Wherever you work, running experiments is increasingly essential, but there are no
commercial tools that integrate with a modern grow team stack. This leads to wasted time building



internal tools while trying to run your experiments through a clunky marketing tool. When | was at
Airbnb, one of the things that | loved about our experimentation platform was being able to easily slice
results by device, by country, and by user stage. Eppo does all that and more, delivering results quickly,
avoiding annoying prolonged analytics cycles, and helping you easily get to the root cause of any issue
you discover. Eppo lets you go beyond basic clickthrough metrics and instead you turn north star metrics
like activation, retention, subscriptions, and payments. Eppo supports test on the front end, the back
end, email marketing and even machine learning clients. Check out Eppo at getepo.com. Get, E-P-P-

0O.com, and 10X your experiment velocity.
R EIE:

ZAHATIEH Eppo #5Bh. Eppo @ H Airbnb REAIMAIEKHPAITIEN T —H A/BMXFEE. Netlify.
Contentful #1 Cameo FA BT EKH: Eppo RIREpMAIAILL, TILIREMET(E, BITRINH T RHE
Z, B gEml TRESMAEKEAMNNEAZRTZESER. XSERANTRENENERNBIE], HE
RE@ETRENEHE T ARGITRK, HIEKE Airbnb B, REEWNHANTWLL TSN —a T B RNMIRIE
#. BXMAFRMEBINESR. Eppo T TX—IEEES, TRERERMNER, #RMANEKS AR,
FHEMMEMILELZIMNEANRARE, Eppo it FBHEERNSEERIENR, BmMXTRE. 8F. ITRMNZGE
bk EEfF. Eppo ZiFaIm. Hin. WHEHEEVSRFEIRTFPImMIR, FiHR getepo.com (G-E-T-E-P-
P-O.com) &%& Eppo, ILFRAYSLIOERERFA 10 3,

[00:04:15] Lenny

English:

Gustaf, welcome to the podcast.
R EE:

Gustaf, IBRIEE,

[00:04:17] Gustaf Alstromer

English:

Thank you, Lenny. Honestly, it's so great to see you. I'm excited to be talking to you.
R EIE:

BHER, Lenny, ERR, MEMRKLFT . REHAEMIRITR.

[00:04:22] Lenny
English:

I've been looking forward to this conversation for a while ever since we booked this. We worked together
at Airbnb for many years. | was really lucky to get to work with you before you moved on to bigger and
better things at YC. Speaking of Airbnb, you once tweeted about how special an experience that was for
you, and | think even more interestingly, how many of the people that have left Airbnb can't find another
place that's as special that just like that bar has been set too high. And so my first question is just like,
what do you think it was that made Airbnb so special? Why was it such an important experience for you
and other people? And even more importantly, just what is it that you take from that experience that you
bring to startups that you work with now?

FROCERIR:



BMENAIFZE, B—ERIAFFXORAIE, FHI17E Airbnb £EZF, EFEYCEREFANE WL ZET, &
BEREMM—IETI(F. RE Airbnb, REZLERBEREHMMKRSZ AN, MEEEGEBHNE, REEHF
Airbnb B AR A EISZ — P EIFERIBIMTS, METTFRIRERS T FAMUENE—NREZ, RAAZTA
ik Airbnb JNEEASR1? AT AEMMRMEMARREMLEENEZRH? EEENE, RMIBREHFRIT
4, FEETIRRESFRTILI QT H?

[00:05:02] Gustaf Alstromer
English:

Yeah, it's funny. | think this year in a couple of months it'll be 10 years ago since you and me started
Airbnb.

FRCERIR:
EH, RE®. FEBI/LTA, MEIRMIBAN Airbnb 89 10 AF T,

[00:05:07] Lenny
English:
Wow.

FROCERIR:

|+
I:l:I: o

[00:05:08] Gustaf Alstromer
English:

It was 2012. The reason | treated that was | asked everyone that I'd met after Airbnb, because | had this
experience of like, this was the highlight of my career up until then, at least being in the team like that
and | asked everyone, "Have you found anything better?" Besides maybe one or two people, | haven't
heard anybody say that they found something better. And they all missed that dearly. | thought a lot
about why that was the case, but | would say Airbnb did not feel like a normal job. It felt like more like a
group of friends trying to just do something together and we were friends. At least in the beginning it did
not feel like this was a job. It was sort of like an ongoing project and an assembly of amazing people. |
think in the end we managed to build two things, like a really successful company, thanks to Joe and Nate
and Brian just for starting this. Without them there would be nothing to build.

FRCERIR:

B=E 2012 Fo, RABFHBFNRER, REIE—NEEF Airbnb FIBEIFIA, EAREXMREN: E0E
HEY, ERFE—THNERRREENSRZ, RiEEMA “MREIEFRMA TIE? 7 BRT AIEE—H
RSN, BRIEMARIIERET BT, & IEE TSRS . ZBETREATATEE, HER
Airbnb BREFRG—HEBN LI, EEGRE—HAKRE—ER-AA, MENBERRR. EVEFEE

i, BREAEBZREL. EERR—NMFERITHIE, —H 7T AENAREE—E. HIANRERNKINE
ATEHANRA: —NRIEERNNAE], XERE Joe. Nate Ml Brian I T E, EEMNIFMI MBI,

[00:06:04] Gustaf Alstromer

English:



| think people don't like to use the word family, but | feel like that way because when | go and meet with
Airbnb alumnis from that team. We have a very special bond that reminds me of close social connections
more than anything else. It does not remind me of coworkers. | asked myself why this was the case. The
best answer | have is probably we brought in a special type of people. We had very diverse backgrounds.
A lot of us was former founders. Not many of us were career people from the technology industry of the
early days, not many of us.

FROCERIR:

HEBAMIFERR “RE" XM, BHRAEERFRE, FNHFZIEBTHEAR Airbnb AR, 1z
BB —IFEFARNAT, XUEFRBINREBNLRXR, MABRAEXR. RRBSHTAZTXE, FKEE
MUENRIFERFAERRINBE T —BHHNA. HMNERIFESHEL. HNFRSALGEEZLWA. &
S8, BPROEAZBIAEERRIT I FTHAVER I EZE A

[00:06:37] Gustaf Alstromer
English:

| think that bar that we set, the first, | believe when | joined there was probably five or seven PMs and
there was 30 engineers or something and you joined a little bit before me, those people set the bar or set
the standard of what we were looking for afterwards. | think it took a long time to change that narrative. |
mean, eventually you have to hire people that only had big corporation careers, but | don't remember we
did that for a long time. When | actually read my goodbye note recently, my words there still means a lot
to me and it means sort of like you're trying to reflect on exactly these things on like, building a great
company that became successful and being part of this sort of family of really close friends.

FROCERIR:

BIANRBNSERRME—HMARKERBESF 71 PM, 30 MNEAWIREM, FEERE—RMA—
BLENIRE T HNERIHATIRE. BIARETRENEASNEXMNE. BNERRE, RAMTEFE
FRBEIBEARTRUEENA, ERIEFRINER—ERBEZELERFMY. SRRITRFIHZOBFREN, A
EXFHBERRDARXER, ERRTHXERBHRE: BU—REIBGERAE, HRAXTHEE
RAREHRREY “HRE" B—5Ro

[00:07:21] Lenny
English:

So it sounds like if you had to boil down what Airbnb did, it sounds like hiring was the main piece that
impacted the way it turned out just like the founders being very specific about the type of people they

were hiring.
R EIE:

FRUARFECSR, WNRIRABIUZLS Airbnb T4, BENFEEMEXAERNETERR, MEEIHEAXMIE
BB EREIEE DG —

[00:07:32] Gustaf Alstromer
English:
Absolutely.

FROCERIR:



IR

[00:07:32] Lenny
English:

Is there anything that's like, | don't know, a take away there of just what you recommend to founders, like
hiring. People know, be very careful who you hire. The first, | don't know, 10 people will impact the
culture long term. But | don't know. Is there anything just abstracting away there of just what to look for
in that first batch of hires?

AR ERIE:

BREMT AT USSRV AEIIBA? LHINEE, AKEFERIFE/ NOMEFEMIE, 51 10 PAZKE
X fbo BERItZIN, EE MR THINZTF R AFRER?

[00:07:50] Gustaf Alstromer
English:

It's a tricky one because | would like to say that all the things that we did were the cost of the outcome of
this, but that's not really how the world works. Some of the things we did work, some of the things that
we did did not work. It's hard for us to actually disentangle what those things are, but | think we can talk
about the things that we did. First of all, we made sure we hired people that were really excited to be
there, right? They wanted to build Airbnb and they were really excited to work on Airbnb. That was the
most important thing. Of course people had other offers, but | think you can figure out from those offers
are you excited to be here or not. So that was probably the first thing.

FRCERIR:

EXE—TNRFNREE, FARRBREKNFAME—TIHESBXNMERNRE, EHFHIEMILEE FiME
M—EEERNT, —EWRE. FMNREREEEFPLERIXRAR, BRENTLUXKRENNRINE, BFE,
BINAHEREANAZERNSEMAND, WIE? 18R ig Airbnb, X7E Airbnb TEREIFFEMET, XBRE
2, A, AMISBEMHOFAEN (Offer), EIINNIRATLUMXL Offer shAiTh 1R 5 BRI X B

=R

y_< HI iXEJ Hbm%_llﬁ\\o

[00:08:30] Gustaf Alstromer
English:

The second thing | think is trying to understand the true motivations of the people that were there, like
lower, "Why are you here?" We did something we call culture interviews that I think the founders have
written about or there's probably content online about this. We did a lot of culture interviews early on to
try to figure out we got the people that were there that mapped our core values and were really excited to
work on Airbnb. | think finally, | don't know how this happened, we did pick people from diverse
backgrounds. Most startups don't have most of the PMs being former founders, but | believe that was the
case for the first 10 or 12 or 15 PMs at Airbnb. A lot of us were former founders. | think that that made a big
difference for how you make decisions and how you get started on things.

FROCERIR:
BIRBANZREERANNESS N, LLINRE “RATAEXE? 7 R T —LRmAmA “XUE”

MER, RECBATIEXINE, WENZHERT. HNNERHETRENXLEE, HEBFRBENHA



FERMNBZONEDR, HEXE Airbnb THRERFHAE. &5, RTNEXBEARERN, HMNBHEHETE
REFHAN. AZHALIATH PM HAR2ERILIIEA, EFAEE Airbnb BIET 10 £ 15 4 PM EEXFME .
FATHRZ ALFER IS ke B FIRANAMEURTE AR AIAIFF 46 MR 187 £ T BERBIR .

[00:09:21] Gustaf Alstromer
English:

I think I actually see this a lot in the Airbnb founders. They really care about the time at YC and they tried
to recreate YC inside Airbnb a couple of times with demo day and with so new products completely
isolated from the rest, starting with doing things that don't scale and talking to customers. So | think that
that experience had made a big impact on them, but it's hard to say just these two things go and apply
these things. It's actually kind of hard to say, "Well that will work at it as Airbnb." | think that's a really
tricky question to answer.

FROCERIR:

FSLFR ETE Airbnb SIS A B EXEBEIX—R. fIIFEEET YC MRS, HRIHATE Airbnb REEZXE
WYCHIRT, tbanzvERB (Demo Day), it~ mse2IRIL FTHEHMER], K “MARLETEMIRIEISERE"

(Doing things that don't scale) M5&FRZHKFFIA. FILEIANIBEREZH I IMRA, BRERIEN
AXMREIT, BRMER “X7E Airbnb 17188, EAMEIT » XE—NMREEZHIR,

[00:09:51] Gustaf Alstromer

English:

The last thing | would say is Airbnb had an incredible business model, an incredible business from early
on and it was hard to fail. What | mean by that is it's hard to fail with a company. You can fail with
individual things inside the company, but a company was still going to succeed. | think we all felt that. A

lot of companies don't have the ability to take risks like Airbnb did early on because they don't have

something that's so obviously great.
FZERiE:

REHEWRNZE, Airbnb NEHFAE < ARLUEEHELEILS, RERK. HNEERZE, ARNBER
MRW. MAIBESEARABHRLERAEEE LKW, BARAKRASH. FBHENLRMERETEX—Ro.
REATLBRESGTHIRT Airbnb S, RAMITLERTHEMS LHHERm.

[00:10:18] Lenny
English:

That's a really interesting point on the last piece that you may have the most amazing culture and hire
incredibly well, but if the company doesn't work out, it's not going to be looked back as like, "Wow, that

was an amazing experience, but we failed."

AR ERIE:

RE—RREER. MARHEERENXL, BEEMIFIEEY, BMRABRMA, AEFNBASRERS
‘I, BE—ERFWHEF, BARIMNKKT” .

[00:10:30] Lenny



English:

Yeah, that's interesting. So you mentioned YC and this kind of is a good segue to where | want to focus
most of our time. You mentioned that you've worked with over 600 companies at this point, which is
absurd. It feels like it's you get some statistical significance on takeaways at this point of what works and
doesn't work. So | have just a bunch of questions about your experience working at YC and with all these
companies. The first is | think about this quote that Elad Gill tweeted once and he wrote, | think, a post
about it. Elad Gill is a legendary angel investor. He said that starting a company is an act of desperation.
You're either desperate to change the trajectory of your career or you're desperate to make a bunch of
money, you're desperate to achieve some kind of mission or build a specific product that you're just like,
"I need this to exist." I'm curious if you agree with that sentiment and then | have a follow-up question

around that.
FhSCERIE:

=0, RE®, FREI7T YC, XIEFALUTERIFRBESITCHIEH, RIREIEFALEIRESLM 600 ZHKATE
B, EXIRAT . BORERIMEN “HATTER. TATTAE NEREELABTRIUTFERENT .. MUEER
ZXRFRE YC TEUREXEATSELEMNE#, F—NMa@EXT Elad Gill BERAIHN—FKIHES, e
RAEE T —RXE, Elad Gill 2—IEHFNREREA. idehlbE— “@EZ2” (Act of desperation),
MEARBERTIRRNINT, BEAREEMRAK, EARBELNEMEGRWEEMINE “UDAEE B
BEFm. HERFFMTREREXMUS, AEREE— M EEEE,

[00:11:20] Gustaf Alstromer
English:

Yeah, actually | haven't heard it before, but you know me, I'm an optimistic person. | think it probably
reflects on my view of this question, but | would say desperation sounds like a negative place that you're
starting at. | actually think that most people to start companies start from a positive place. But the

motivations, | agree with what he said, can be very diverse for successful founders, right?
R EIE:

B, HSEFHRUANZITEXME. BIRMERK, HE—TRMEIA. XAERMRTHENXPMEBENE LR K
B, “BE” ITERGERE—TAENER. EERFELINARSHILHARK—IRRAES B, BX
Faptl, FEEMFRE, BIhEE BTN AT LAIRE Z4E1E, IE?

[00:11:41] Gustaf Alstromer
English:

So we actually asked this in one of the early Group Office Hours sessions. We asked them, "Why are you
doing this?" And we don't want to hear an answer like, "l found this niche of the market.' That's not the
why. The why is like, "Why will you come in and work late after four years when you have no money left
and everything's going to shit?", right? Then the niche market is not the answer. There's something
deeper than that. We've learned that it varies a lot for people's motivations to start companies. Some of
them just want to solve some technical problem that they feel are passionate about solving. Some of
them want to prove themselves in front of others or prove themselves towards themselves. Some have
grand really important motivations to change the world and they will say things like, "I want to give
everyone water or | want to solve climate change or | want to democratize publishing." You can imagine
any number of large ideas. Some people just want to start a big company and just want to be successful.

FRCERIR:



FANEFHEIR “NAF\ESE" (Group Office Hours) SREASREIEXMAIE, HAlEthi]: “RAFAEXA
g2 7 BAIARBIRENEN “HEAIMT XD ™TE ZRXNER. BRAE “FHA" - EEN “AFA” 2:
NLERER, HRKERT, —IHES—HEN, MEIETRMM? ~ BEHE, AOHIMAIEER
7. —EBALHXERENFRA, FNILMAMNCIUNENERER BEARZRFERE MU HRIBEIR
R, BLABENAEAERES, HERBCIER. BEABRTHIANEARN, Wiz “HA&
IS TABREB LK HE BEBRIREN HE BRLHRREN o (RAMUBKREAERIERZX.
BEARRRED—RARATE, R2BIRIFAI.

[00:12:44] Gustaf Alstromer
English:

It doesn't matter, in my experience, what your motivation is. | don't think either of these motivations. It
sounds like some of them will be better than others. In my experience, it's not the case. The motivation
will change over time to just running this thing, right? Like once something becomes big, it's hard to think
every day about exactly why you got started because the motivation is just like it can be fun and work on
boring things because it's fun to build something big. Everything doesn't have to be shiny and big and
grandiose because there are many ideas that are "boring," but just the idea of running the company
becomes the motivation eventually.

FRCERIR:

RIBEBRAVEZR, FHBNEAAHAEER, BRANXEDHFER 20, NERIFGELILEEMIE
9, BEREFRHFENL. BENENHER, shEESETH “RGEXNGE &5, —BEFBMKT, FR
EREBITNTAEFR, FANERT : BMERLELTUNSEELREE, ANETI—MREAHNE
KTEFMREB. HEFMBEFRHBLAZ AR, ZAMERY, BABERSBEIBERR “TH” , EREZE
REIRRRF A T 7o

[00:13:17] Lenny
English:

That is really interesting that one of the main things you look for, it sounds like when you're interviewing,
is how strong and durable is that drive to build this company. Is that what you're saying?

FROCERIR:

XREB, WERFERREIHNEERRZ—, MEXMRIARNNRDNESZRE. ZHA. BXTER
ng?

[00:13:26] Gustaf Alstromer
English:

It's actually kind of hard for screen for motivation, | would say, in interviews because the purpose of this
kind of Office Hour question is to highlight why someone is there and highlight the diversity of reasons
people are there and sometimes even highlight from one founder to another co-founder why they are
doing this. They might have never talked about this. Actually, surprisingly, often founders have not talked
about why they're doing this. And just knowing why someone is here really helps with conflict resolution
for example, really helps with understanding why someone is there on a certain day or something like
that. So it's not something we screen for as much as | think we try to help founders discover this among



themself and really know this about themself. I've just accepted that the motivations to start companies

is widely diverse.
R EIE:

WLIE, EEIAAP SN E SR, X Office Hour RIEMBEMEAN TIBTREANTAER)L, BRAL]
BZEE, AREERULKSGEIBAZBERTBNLNTAEXAM. MITATEMRKIEIX T FE
£, LAREFNE, SIBATELEITEIMIIAFTAZL L, TREANTATEXE, NTFERAPREES
e, tEMTEREATERORS. I, XEEEERNHEENKRE, FORSHNXZERELIBAS
HREAMARIETHEECHARRE. RELKERT LLMNERESHEUNX—FEL,

[00:14:13] Lenny
English:

Do you ever discourage founders from starting a company when you see that maybe it won't be a durable
kind of lasting motivation or whatever other reasons just knowing how hard starting a company ends up
being?

FRCERIR:

YIRBEENANBORIERFA, HELTEMER (EEIVESHE), (RESEEWEIEIBEATEE
Ak?

[00:14:23] Gustaf Alstromer
English:

It's a good question. | would say sometimes if someone doesn't have a motivation or don't know why
they're doing this, they're doing this because they read that it would be a natural career step. So a good
reason to not start a company is if you think of starting a company as a career step. Well, it is not. Because
if it's successful, it'll be your entire career. It'll be 10 years most likely. And if it's not successful, then it's
not something that people generally aspire to start. So non-successful startups. So | think people will
start companies because this is sort of something they want to put on their resume. They have not

understood what startups are or why you should do them.
R EIE:

g, i, ANMRENLEDNREFMENTABXAM, MINRARENRIIXZ—M “BAR
WHE” AR B4, FeIUB—NFERAMRE: NRIMBENVRNEE—TRUTE, FXLE, EFR
Bo ARNMRINT, ERBIRBIRLAEE, RATERE 10 F, MRXMT, BEARAEEEEHENE
Bo FRAFIAA, MRAMNEWRBATEEHLF—E, BIIEKEETARTEIQE, HENTAEE
Ao

[00:14:58] Gustaf Alstromer
English:

Sometimes you can screen and kind of figure this out, but sometimes people don't even know why
they're starting a company when they get started and it kind of gets figured out along the way. And that's
okay. | don't want to discourage people who don't know exactly why they're starting this company just to
start a company. They might figure out along the way and find the true motivation after doing this for a
little bit or finding that it's really fun.



AR ERIE:

AR BT HELNE—=, BENAIEARNEERNERS S ATAZE, MEEIRHEHFH
BB, X&XF. ZABNXNERAZEATNEBREAIBMANT MITTESIEIEFHEIER, T —
SEYiE A MEIENES, HELXNXENRE®E,

[00:15:21] Gustaf Alstromer
English:

| think | discourage people to start startups if they have so many other things that are important than
their life that are more important than the startup. So if there are financial constraints or family
constraints or relationship constraints and they are going to trump this, then yeah, you should think a
second time perhaps because startups are hard. They're much harder than a normal job. Equally hard if
they're successful or failure, right? There's no middle way, we're like, "Oh, my company is doing great so |
can chill." That doesn't work that way either. So | don't really discourage or encourage people, | just want
them to have all the information.

FROCERIR:
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[00:16:03] Lenny
English:

You mentioned YC Office Hours and | had a question around this. I'm working on this piece where I'm
interviewing a bunch of B2B founders of companies that are doing super well and | asked them a few
questions like, "How'd you come up with the idea? How'd you find your first few customers?" it's
shocking how many of them bring up a conversation in YC Office Hours as the most pivotal point that set
them on the trajectory that they're on now. I'm curious what happens in these Office Hours? What are the
most common pieces of advice that you give or maybe most surprising pieces of advice that you give in
these Office Hours so that people can get maybe a glimpse into these conversations you have?
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[00:16:43] Gustaf Alstromer
English:

So at YC we have two type of Office Hours, two of the common ones. We have regular Office Hours, which
is usually a one-on-one or basically the founders talking to me, or me plus another partner. They happen
every week or every other week throughout the entire program. And they happen years after the program



on the regular basis. Then we have Group Office Hours, which is you and six or seven other startups
talking to us. They have [inaudible 00:17:07] a little bit different purpose. So the goal of the regular Office
Hour, | always ask the question, "What's holding you back from moving faster? We don't want to hear
updates, we don't want to hear strategy questions. We want to understand what's slowing you down or
what's holding you back from moving even faster. You generally have a specific goal."

FROCERIR:
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[00:17:27] Gustaf Alstromer
English:

And | think that question of what's slowing you down or were holding you back crystallizes the priorities.
There are only so many things you can do as a startup and there are only so many things that matters at
that stage. And by asking that question, we can start digging into, "Okay, what's the goal? What are the
things that drives towards that goal? What are the things that's slowing you down towards that goal?"
Usually, the founders don't know what's slowing it down, so the conversation and us probing questions
actually leads to us or them discovering what it is just slowing them down.

FROCERIR:
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[00:17:59] Gustaf Alstromer
English:

In the Group Office Hour, it's a little bit different. The Group Office Hour holds a couple of different
purposes. One of them is if | think back on Paul and Jessica's motivation to start YC, this is a surprise to
them, but starting a company is incredibly lonely. You can't really lean on your employees and say, "Hey,
I'm feeling really shitty as a founder today. Everything is going to shit." Employees isn't going to take that
well. So you lean on perhaps your investors, but they're not really available. But what you can lean on is
other founders because they're all in the same situation. It's sort of like when you ask a founder the
question, "How are things going?", it's so emotional for them to answer that question because it's never
going well, right? It's never like, "Oh, everything is going fantastic." They might say that, but everybody
knows all founders, when they look each other's eyes, then no, that's not the answer.

AR ERIE:
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[00:18:48] Gustaf Alstromer
English:

So founders have infinite number of problems that they're thinking about all the time, which is why
they're allergic to the question, "How are things going?" But when YC started, we put all the founders in a
group together in a room and they started learning that all founders, all companies are broken in some
way, right? They're all having these massive problems and they're all feeling that anxiety when they hear
the question, "How are things going?" And just hearing other founders explain their problems, perhaps
solving their problems, is a really good way for yourself to both feel motivated to do it yourself and see
how problems get solved when other companies are having similar problems. Nowadays because of the
scale at YC, we group companies together that have the same problems or the same area that they're
operatingin.

AR ERIE:
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[00:19:30] Gustaf Alstromer
English:

The second thing that Group Office Hours do well is accountability, right? We ask you, "What were your
goals? What were your goals for the last two weeks? Did you hit them?" And then that gives founders
accountability because founders are competitive. They don't want to look bad. They don't want to come
back after two weeks and say "Nothing worked," or at least like, "We didn't learn anything." They want to
learn something and make progress whether it's positive or negative.

FROCERIR:
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[00:19:54] Gustaf Alstromer
English:

Group Office Hours to me is the most magical moment because it really creates this very intense three or
four month period. Founders often come back to us afterwards and say, "Hey, we want to do that again.
We don't have this really intense, really productive period. We don't have a program exactly. We have
other programs, but we don't have anything exactly that mimics that experience." But we do encourage
founders to continue with Group Office Hours after YC. Many of them do and many of them, ad hoc,
continue to meet for years in this group setting where they ask the same kind of questions to each other,



to hold themselves accountable, to learn from each other, and to just have someone else to lean on. |
think this was unknown and somehow the world didn't know before that starting company is super
lonely and you have all these anxiety. By just talking to other people who have the same problems, it's
just one of the best thing you can do.
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[00:20:45] Lenny
English:

There's so many things that come up when you talk about this. One is | had a startup at one point and we
worked in the coworking space. We joined the coworking space because we're like, "Oh, we'll meet other
founders. It'll be social, we won't be alone." But it turns out everyone's just heads down, headphones on,
"I don't have time for anything. | just need to work." It's like a microcosm of that experience that even if
you're surrounded by founders, no one has time to do anything. They're just working.

FRCERIR:
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[00:21:09] Gustaf Alstromer
English:

You got to schedule it and force it and put the laptops on the floor and the phones on the floor and you
just sit there with pen and paper. That's how you have to do it. We tried to mimic that as much as we
could over Zoom. But honestly the best experience of this was in person, in a ring, in mountain view with
no computers and everyone just paying attention to everyone. That was the best experience. Yeah, that's
what | remember is one of the most meaningful parts of YC. | didn't have it myself when | did YC, but now
everyone has it.

AR ERIE:
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[00:21:36] Lenny

English:



The other thing that's made me think about is someone tweeted once, "Don't ever ask a founder how

they're doing or how it's going. It just creates all this anxiety because nothing's ever going great."
R EIE:
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[00:21:44] Gustaf Alstromer

English:

Don't do it. Everybody looks at each other's eyes and they know that they're allergic to that question.
R EE:
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[00:21:50] Lenny
English:

That's hilarious. So just to summarize the questions you said you asked, the one is in the individual Office
Hours, is what's holding you back. And then in the group setting, what was the question again that you
asked?

FRCERIR:
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[00:22:01] Gustaf Alstromer
English:

What are your goals for next two weeks and what were your goals for the last two weeks and did you hit
the goals? And if you didn't hit them, what came in the way of hitting the goals? It's very simple. That can
uncover lots of problems that other founders are having exactly in the same way. Just by talking about
the things that held you back or the things that allowed you to hit your goals, uncover something
material for the other seven companies doing that in the ring.
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[00:22:26] Lenny
English:

If you kind of zoomed out a little bit and thought about the startups you've worked with, what would you
say are the most common mistakes that early stage startups make broadly?

FRCERIR:
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[00:22:36] Gustaf Alstromer
English:

There's so many. | mean, this is how I initially learned about startups, by searching for that on Google and
landing on Paul Graham's articles because he kept-

FROCERIR:
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[00:22:45] Lenny
English:
Wow.

AR ERIE:
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[00:22:45] Gustaf Alstromer
English:

| think I've written many articles about this topic because it is so common. So this topic can go on forever.
But if | take the most recent experience I've had in YC, | would say startups fail, one, because they don't
talk to customers. And if you don't talk to customers or users, you don't actually know what's important.
If you don't know what's important, it doesn't matter what you build, it doesn't matter kind of what ideas
you have in your head if you don't actually know what it is that you need to build and you don't validate
with customers. That's where a lot of the failure stems from. A lot of early YC for us or early part of the
program is us pushing and probing founders to be like, "Tell us about the conversations you've had with
the customers. What did you learn? Can you show us the organizations?" Or like all these questions, like,
"What are the software they're using? What are they paying for? What problems do they have? How are
they describing the intensity of that problem?" So that's what we spent a lot of time early at YC.
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[00:23:43] Gustaf Alstromer

English:



After that, | would say one of the commons mistakes in... I'm not talking about generally startups here,
I'm talking inside YC. The second most common thing | see in YC is people are just afraid to talk to
customers. They're just not trying hard enough to get in front of customers. | think this comes from,
technical people tend to think that software is just sort of solution to everything. But really what you
should need to do is to talk to someone over Zoom or over phone or in person, even better. People are
just afraid of doing that and they're afraid of being rejected. These are common, people that want to
build good products are just really afraid of people saying no.

FasCEY
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[00:24:25] Gustaf Alstromer
English:

The problem is, which anyone who hasn't done sales before that joined YC, they realize this, is that if you
take the average customer group in the world, 90% are not early adopters. It doesn't matter if you have
something new and cool, they're just not interested. They are not incentivized to take risks in their job to
try something new. They're just incentivized to not take risks and just continue what they're doing. Those
10 percents are the early adopters. They're The ones that you actually want to reach. But that means you
have to reach 10 to find one. And then you convince that one person to get on the phone or a video call
with you. And that takes work and it takes a lot of work. | think people don't really think of this. This is
common knowledge, basic stuff for salespeople, but founders should never done sales before just get

surprised by the percentages and the sort of what it means to do this.
R EIE:

BFETF (EEEHIHEENANMA YCERERIREX—R) . NRMFEHF LEENEFEE, 90% B2
PHIXAE (Early Adopters)o FNEREMAMEEIZNARA, MITMERRNE, MIEIERREHNNE
BRIIRAMEY, NN EFEM, BREMMIETMIE. RITH 10% 4 2R2HXRBE. W1 2IRE
ARSI AN, (EXERE M IIEAR 10 MAZBEXE 1 D RABRIREER AR AEIRI BIFH MRS,
XFEBIE, MARKENIF HINAANIHLKBEEEEZRIX—R. XNHEEARRRZFEIRMERM, B
LARTZ MO 1 E R BIIE A S AXEE L I LAR A 4 S I3 R E 1R

[00:25:12] Gustaf Alstromer
English:

If I think of more generally outside of YC, so these are two kind of things | experience within YC, but | think
generally outside of YC, | would say the two most common problems the same one is not talking to
customers, the other one is not being technical and not knowing what it takes to build successful
technology company. It means having technical founders and it means being able to build the first
prototype. This is something we screen for when we interview people in YC and we aren't accepting a
whole lot of team that don't know how to build or get their first prototype built themselves because we
know it is a super common value pattern.

FRCERIR:
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[00:25:50] Gustaf Alstromer
English:

| can go on and on and on and on for this one, but honestly if | drill down what makes companies fail, it's
quite simple. It's just like they don't talk to users, which means they don't find product market fit. And if
they don't find product market fit, nothing else really matters. What mistakes do people make is it is all
about that. It's all about talking to customers and learning that you're building something that's actually
useful. YC Slack headline is make things people want, and it's still true and it's always going to be true.

FROCERIR:

XTFX—RFEAU—ERTE, BELR, IRFERNEINABDRMHNER, HLRER, MEM(FT58F
R, XEFREMNHIAI=amiEREE, IREFIFamiaReE, HtETSEHREXEE. AL
MEIRETETI. XBETESFFARIK, HTHREIREEMENARERIIZERR. YCH Slack iRl “gliE
MEENRE" , XUEREE, FRKTREE.

[00:26:23] Lenny
English:

This is really interesting and good advice. It's interesting that... Like, "Talk to customers," people hear that
all the time. They're like, "Of course we're going to talk to customers. We're going to do that of course."
And your experience is they know this but they just don't do it probably because they're afraid. Maybe

also because they think they already know what they need to build and it's like, "Yeah, we're good."
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[00:26:41] Gustaf Alstromer
English:

And you have all these validators, right? So the people are validating that even if you don't talk to
customers, why has he accepted you? This investor invested in you. This investor said you were great, like
blah blah blah. All these different validations that you confuse with product market fit, right? We have to
remind everyone on the first day in YC, "None of you have product market fit because you probably
don't," right? Almost nobody has. Because people confuse this external validation with the thing that
matters the most, which is talking to customers and learning what matters. It's just like a thing that just
keeps coming back. Some get really good at it. And that is the source of successful startups, is when you
really get good at this.

AR ERIE:
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[00:27:21] Lenny
English:

It reminds me coming back to Airbnb, one of the most important moments in Airbnb history was Paul
Graham telling the founders of Airbnb, "Where are your customers?" And they're like, "Oh, they're in New
York" and he's like, "Why are you talking to me and not in New York right now talking to them?" And they
talk about that all the time.

FROCERIR:
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[00:27:35] Gustaf Alstromer
English:

Yeah, it's absolutely true. | think he wrote the article Do Things That Don't Scale as a learning.... The
learning there was the Airbnb founders doing the trips to New York and learning about how to build
Airbnb, which is a very counterintuitive idea, which is when you have to spend the most amount of time
with your customers. | think Airbnb is sort of one of the best stories inside YC of doing this well.
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[00:27:57] Lenny
English:

This also reminds me, I've been talking to a bunch of founders recently. | asked them, "How many
customers have you talked to help figure out this idea?" So just the other day it was 150 financial CROs
that they talked to before they actually started raising this round. Another company, actually two Airbnb
guys that started, they actually ran ads | think on LinkedIn to find specific people to talk to and that
specific role. And they talked to probably at least 100, maybe 200. So there's a strong correlation there.
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[00:28:26] Gustaf Alstromer
English:

Yeah, | think that's the volumes that people don't expect. They think they might have to talk to five, but |
think you have to talk to 25 to 50. That means you have to reach out to a lot more to be able to get to
people that are potentially early adopters. Those ones you talk to are also the ones that become your
customers. So you are already doing most of the sales by just doing this work anyway.

AR ERIE:
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[00:28:45] Lenny
English:

Do you have maybe one tactical tip you could share of just getting over your fear of talking to customers
or just holding yourself accountable to actually doing it?

FRSCERIF:
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[00:28:55] Gustaf Alstromer
English:

Yeah, | tell this story, | actually told this story yesterday. So remember when you sign up first service that's
a cool service and you hear about in TechCrunch or something like that and then you realize you already
signed up a year ago, right? And then from the founder's perspective, you sign up to something you never
used it. So the founders who build those services, their inclination to think is that "Everybody hates me
because they sign up and they never use me." They never use the service. The fear of that is that basically
the fear of rejection. So if | put my thing out there and most people won't use it and they will tell all their
friends how shitty this thing is, you should never even sign up for it, that's the fear people have, but the
truth is that people sign up for it and be like, "Oh, I'm busy. | got something else to do." And they actually

don't remember or care.
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[00:29:43] Gustaf Alstromer

English:



So whenever you sign for something that you signed up a year ago, think of yourself that that is the
common customer experience, which is that you just sign up for a lot of stuff you don't even remember
you. You never have this, "I hate this thing' reaction. You always have this like, "I'm indifferent to this
thing. | don't actually care to even complete the sign up flow or try it out," right? I think that's the thing
that people need to remember, is that the worst thing that can happen to startup is not that people hate
what you're doing, it's that they're completely indifferent to what you're doing. It's not the worst thing,
but the most common thing that happens is people just is indifferent. But it doesn't give you a second
chance. Let's say, it always gives you a second chance and you really need to internalize that people have
busy lives and if people don't actually use what you're building, that's fine. You can reach out to them a
year from now or six months from now or two weeks from now and they probably will if you make some
improvements.

FROCERIR:

FREL, SSRRMESEMT — P —FEEMIREN, RESCXMESEBNEF AL IR TRS
R, BEEHRERT. IMMARASE “BWRZFRA RN, 20T —M “BNXARABLR" IR
To MEEREFRESTA T EMAEXZIH—T, WE? TAAANFEZIEENZ, VEIATAEBENE
ERENERAZAM DY RIMFAENERS, MEBMIIXNFFAEHERTELTRE. XEATEREN, BERE I
BRAMBANLRER XD, EXHAEREMEKAFE R, TR, FEREEXNEH, MENEER
X —=: AIBEERITER, WIRAMIKBEREERREENAA, BEXR. RAUE—FE. ~"1TARE
M A RBREAM], MRIRET -k, wilamgzzit.

[00:30:37] Gustaf Alstromer
English:

| think people just have this fear that, "If | get a lot of rejection, that means everything is bad." But the
rejection should be put in context to the early adopter idea and that most people who don't care are not
early adopters, who don't want to dig into new things. And that the more narrow of a solution you have to
a specific problem, the fewer people actually want to dig in. But that's where you have to start because
you cannot build the whole thing right up front and make everybody loves you. That doesn't really work
that way.

AR ERIE:

HIAANANKRABE A “NMRFERRZIELE, PUERE —IERER.” BELNZEE “FHXA
E NERTE, AERFEFHNAATERIRAE, M TEMEHHEY. MEMHIISERBIRRTS
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[00:31:07] Gustaf Alstromer
English:

Even Airbnb was like air mattresses or staying in someone's homes when they're home. That was not the
complete solution of Airbnb. But there were early adopters who dug in and be like, "Yep, | like that. | like
those two things. | want to have people stay in my living room in my mattress." But that's not what Airbnb
is about today, and a lot of those things were unknown at the time. But | think people are just afraid of
rejection and you just need to overcome that fear and just learn that there's nothing that's really that bad
that can happen when people don't use the service or sign up and don't care. It's not really that bad.

FROCERIR:



BIfE=Z Airbnb, EHHERERREHENAEREETMIIRE, BBHRZ Airbnb NZBRALE. BF
—LERERAELMATHE, T B, HEWR. HENXMR. HRLAFERNEFTREL” BXH
F=5 KR Airbnb, HEMRZHFIMEARMN. EHIANANRZERIESL, MEERRIWLE, H 78R
HANNERRSZEMEREFH, HKBTAREEENERERAE. BRZBAE.

[00:31:42] Lenny
English:

It reminds me of a quote that | always love for Mark Andreessen, that everyone's time is already allocated.

They don't have space for your product right now. They already have plans for their day.

AR ERIE:

XitFHBEEHR —BHREEWE Mark Andreessen (9—a)iE: 8 NMANKREEHEZ BT T, MINMELETEE
BRI . MITBERLHIT TIX—XK,

[00:31:42] Gustaf Alstromer
English:

Totally.

FCERE:

TR IEH,

[00:31:51] Lenny
English:

And it takes a lot to convince someone to pay attention to anything. | guess that just comes back to why
it's so important that your product is solving a real pain and not just a nice little toy that is better than
what's out there, but not so much better that you're like, "I need this right now." So maybe just along
those lines, do you have any thoughts on just the importance of that pain and just how critical that is?

FROCERIR:
BRBREAXTEAEBERFTRZAHREE N, FEXXEE T AT AMK~RFRELHNBERILES, M
FMURZB—MEMEF R — KRR NRR, FRERBUILALRRTS “BRIRERAFEE” - L, BEXTR

B, i “Bm” NEEMUNENXBREERTAEE?

[00:32:15] Gustaf Alstromer
English:

| actually recorded... I'm happy of these videos, but I've recorded two videos on YouTube as part of YC
Startup School last fall. You can go watch them on YouTube right now. One of them is how to talk to users
and the other one is how you sell or how you use sales. The one about talking to users, | think there's a
difference in asking someone, "Do you have a problem with X, Y, Z? Is this podcasting setup working for
you?" And people say, "Yeah, it's kind of working." But if you are a podcasting setup experts and you

watch people use some other thing that's really shitty, they might also think that it's pretty good. But you



have to watch them do it. And the best way for you to figure out what is the intensity of the problem is not
to ask them but to watch them or to watch them solve the thing that they do.

AR ERIE:

HKRFFERFNT - HXEARBR, ZFEMRFZAIFN YC eIk F P (Startup School) EI—&R71E
YouTube ERHIT M. (RIMFERLAILAE YouTube E&, —MEXTFHASHFARY, S—MEXTF0MH
HE, XTE5RAPXR, HIANREAN “IREXYZ FEEREE? XMERIREMTERGE? 7 MEFNRE
B, AM&H: B89, B17.” BNRMERFRETR, MEEAVER—LIFEENKRA, ila]
RERTTISHELF. BIRBINEMITIRNE. FRRNETERENRGFHETZRMA], MEMWREMI], Wt
{IanfeI Rt ] ETE BBV EIR.

[00:33:06] Gustaf Alstromer
English:

You know how a lot of non-technical people don't know how to automate things? So they will do the
same thing in Excel like a million times by just tapping because that's the only thing that they know and
they're not technical enough to write some kind of script to do it, and you just have to watch those people
to just feel the pain. You can't actually ask them how difficult is it to do X, y, z because they won't even
know that it's that difficult to them. So the best thing I've learned about how to discover the pain is to
watch people, have them screen share, have them walk you through their daily workflow about the area
where you're doing some discovery. That is the best thing.

FRCERIR:

RAERZERARAZANEIR B EHEZ? FrUMBIIZTE Excel PEERFNRFE—EAR, RE2FER
i, EARZMNME—RERNTE, WIREEBIIRARENESTEMEIA, ROFIEXLE AT BERZ I
MEE. RAREERRMINMXYZ EZMH, EAMINEERMEXINMWIIREE S, FIURFENLIER
MR FZEMEMEAM], ILUNAZER, ILMNHREBMINEMREERRNIUANBEE LIFRE. B
BRI .

[00:33:43] Gustaf Alstromer
English:

I'll give you another example. So there's a bunch of waste companies that are doing EV charging for
electric cars and they're like, "What are the problems in EV charging?" And | was like, "Just rent an EV and
go and charge at all the non Tesla chargers and see what they say, see what you experience." And the
truth is that it's just like garbage. A lot of EV charting systems are just so shitty and the apps are terrible.

You just have to just use them yourself to know how bad it is.
R EIE:

BBSIIRENITF. B—BEIASEMEMNSE (EV) B, thile: “BihSFErmBBtAaE@? ”
it “ERWEDE, AFMENIESHRRERTE, BEMIIEAR, BEMIERE.” FLE, BEE
BAR—1%. REEMNETBRAIFEL, App BHME—HBHR. MBITFEEER, THECESER.

[00:34:13] Lenny

English:



It's cool how often it just comes back to, "Just go do the thing. Do things that don't scale." Classic YC
advice. | want to come back to something you mentioned that | want to pull a thread on as the technical
co-founder, being technical early on, just to cover that. So | know YC looks to... Having a technical founder
is an important variable in you're deciding to accept a company. Say someone doesn't have a technical
co-founder, do you have any advice for what they could do, like what often can work?

FROCERIR:

REERE, RARKSZEEE “KMBHE, MBETERKNERS" . SHEM YC R FBEEIIHMEEIR
— PR, BRERNRIT—TFTXTFRABKRSGEIISANRE, BRHEERAENNEREN, FAE YC ERERE
—RAFN, HERKRUBAR—ITEENEE. REENKERARKGEBA, RUENEFARIN? &%
ARG ETRE?

[00:34:41] Gustaf Alstromer
English:

Yeah, | think the first thing is to understand the value of technical co-founder. So some people who are in
this situation where they have an idea of something they want to build and they don't have anyone to
help build them in building it, | had a friend Paul who gave this incredible quote, he said, "I have an idea
for a song, | just need a musician to help me make it," right? That's kind of similar to how it is with
engineering. If you view output of engineering as like, "l just have an idea for a song, | just need someone
to actually make it for me" and then you're not valuing software engineering or mechanical engineering
or any engineering skill set deep enough, right?

FRCERIR:

B0, WANBE—HEREBEAKSIBANNE. BEALTXMEM: 15— MR RBENR
&, ERBABMIER. HE—TAK Paul Rd—aREE, tii: “BE—IXTREHEE, HRF
E—TERRKBRLEMER” IMITRETENERREG. MRMBIEFHERF “RREE— XTI
8%, RRFTEAAERILBEMER" , BAMMRETIE. MR ERIEKRENNEERERSMAE
xR, FHIE?

[00:35:17] Gustaf Alstromer
English:

The truth is that the engineering part is the really hard part. The first thing | would say is you need to learn
how to value the engineering piece. Let me give you an example of how you don't do that. You applied to
YC and you have 90% for yourself and 10% for the engineer. You're basically saying that like, "Oh, the
engineering part of this company is only worth 1/10th of me. I'm the non-technical person." So that to me
is a signal that you're not really valuing engineering.

AR ERIE:

ELE, IEMNFTREERENED. RERNE—RE, MEEFINAEAIREND. LHRENREH
Fo fREAIEYC, fRE S & 90% BB, 25 TH2M 10%. 1’]"§Z!SJ:ET_1H. ‘B, XRATIEDREK
B+02—, MERIPIFRAAG” WHEFKR, XME—MES, RBMHLIEREENILRE,

[00:35:44] Gustaf Alstromer
English:



Okay, so how do you go out about and find someone? Well, the truth is that there are a lot of technical co-
founders. The technical people, they also want to find business co-founders. They don't want to do other
part. They don't want to do sales and they actually don't really care that much about fundraising. They
just want to solve the problem. And that's fine. We built something called co-founder matching where
those funders can meet, but if you don't participate in that, you can just start by asking the best technical
people that you know. "Are you interested in starting a company with me?" Same thing with rejection.
Many of them will just say, "No, | have a great job, I'm really happy." But some of them will have thought
about starting a company for a while and was hoping that someone would come and ask them to do that.
So you have to remove your fears and go and ask the best people.

AR ERIE:

5%, BAMZNAEIHXENAR? FLE, BRZBENEAREKSEHBA. BRAARBERISBEKEEIE
Ao T REMB—E87 TIE, FREAMEE, HLURKXETME, MIRBRRAM, XEXR. FITEIL
T—1 M “BX&eIALE” (Co-founder Matching) BIF&, iEXLRIBATUNE, EBHNRIIAS5H
A, AR UMIBIEIRIANRMNRABHRARARFG: “REXNBME—REEWLD? ” EFESEIRELS, il
WiFZ AR ‘K, BE—HERENIE, RBFO” BEP—LEATEBEEENLRAT, EHFEEA
SBIEMA . FRMRATUERRRE, ZiaRRMFHIA.

[00:36:29] Gustaf Alstromer
English:

The reason you want to have a technical co-founder and not a hired engineer or not a hired contracting
team is because so many of the decisions you're going to make are technical and so many of the
iterations you're going to make relies on engineering. And if you don't understand that, you won't
actually make the right decisions anyway. It's not like service. You have an idea for a product, you build a

product and you're done. There's infinite number of iterations in that process.
FRERIE:

MBERXARKG LB AMAZEANIREMIINEANNRERRZ, MEEBRHRZSREBEXAMEYN, MBEE
WMRZERBEHMT TR MRFAERX—R, FELCMAEBITEMEERBIRE. XINMREHRRS. 1R
B miViE, M7~ m, ARMERT .. EXNIEFELHRIIER.

[00:36:54] Gustaf Alstromer
English:

And then finally, | would say a lot of people learn how to code themselves, right? So there are a lot of
places online that you can learn the skillset that takes to build a prototype. You might not be the best
engineers. So there are many successful startup founders who are not the best engineers because they
stop coding when they hire three or four engineers, that's fine. But you need to be sufficiently good that
you understand the value of engineering and that you understand that the best way to solve most of the
problem is with software. There are a lot of founders who just, for whatever reason, study something else
that doesn't have to be a conscious or very precise reason that you had when you were 18 or 19 and then
you're 25, you're like, "Oh, I wish | know how to code" and then just learn to code and they learn how to
code. It's not that more difficult than that.

AR ERIE:

&ia, BERRZEAREFREN, WIE? WLEAERSMSAIUFIWEREFIFIIRKEE. (MAEFSHRAR
R TREM. REMINVAI AT IR AHFCRRGFNIREN, RAtIERET =ZEMIRRMEMELS



KRBT, XgKFR. BMRFEEEBMNS, UEEFEIRENNE, HIERBARSHRNINRESXZN G B
REZBARNZMERERTE 185 19 FRFTHINEL, BT 25 508 B, REFERZRWE , AW
EFT. HEBERKRPIPAM,

[00:37:42] Lenny
English:

Have you ever seen a startup work out if they had a contracting firm, like engineering firm build a
product? Does that ever work or were you just like, "No, do not ever do this"?

AR ERIE:

MRS ENLIATEIIEAT (LLINIRINEQRE]) WEFRARERINNG? XITEED, TR
R, KEARBEXEE ?

[00:37:53] Gustaf Alstromer
English:

Basically, | can't recall any specific ones where people have a contracting firm but I've recalled founders
where let's say you had two non-technical founders, but they valued engineering and they had an ability
to build a team of great people that were not co-founders and they gave them equity and they become
successful. There are many examples of that | would say, but | don't remember any specific examples
where you had a contracting team building the whole thing. | think the reason for that is it takes more
than just sort of riding a spec to build a product. You can't actually spec yourself to a great product. You
have to just be part of the iterations yourself. That's why I think someone being the engineer, having the
idea of what iteration looks like and just doing it is how you do things.

FROCERIR:

BEX b, BRNERENREGHNABRRRINE QBRI BHIZTEELLBA, LWIERMNERAREBA,
BfMEEERTE, HEBRNEI—ZHIFKEGOIMAAMBINTE, SIIRN, KRLRET RN,
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[00:38:38] Gustaf Alstromer
English:

| think that the cases where I've seen non-technical founders make this work is that they have really good
engineering teams who feel like they're founding team. It might not be co-founders per YC-7 definition of
having 10%, but they feel like they're the bonding team.

AR ERIE:

ARSI BRI ABIIRIZRS, RERAMIAEIFEMNFTHIERN, XLEFARTE M2 LA
HBAo #RERYCHEX, MIATEERZIE 10% RIZHIEXSEIEA, Eii1RTEA SR 0ER.

[00:38:52] Lenny

English:



This reminds me of a story of just the recent podcast interview | did with the CPO of Calendly. She talked
about how when Calendly started, they actually had a Ukrainian dev team built the first product. Not only
did they help them build the first product, they actually ended up driving all the growth initially because
they saw Calendly and started using it within their firm.

FRCERIR:

XL HABEHRIIK Y Calendly CPO FI— PSR, iK% Calendly RIFFIaRY, SKirLRit—1MER=HF%H
AT E—1N"mm. T RNNEEWET E—1"m, LR LRYPMEIEKEZHEMINIERIN, (]
2|7 Calendly HF167EH CHQBIREMEAE,

[00:39:14] Gustaf Alstromer
English:

Wow.

S EIE:

B
I]:I: o

[00:39:14] Lenny
English:

And then everyone that they knew started using it and spread within Ukraine and they actually continue
to work with that firm. They're still the [inaudible 00:39:20] team for Calendly or some part of it.

FROCERIR:

REMITAMRNENABFRERE, HESRZEHT. L LMIIIMEREMIBR QGG tMilnAR
Calendly B9iZC\EIA S E A —ER 530

[00:39:22] Gustaf Alstromer
English:

Wow.

FRCERIR:

£
I]:I: o

[00:39:24] Lenny
English:

Yeah.

FCERE:

108

[00:39:24] Gustaf Alstromer



English:

Wow, that's cool.
FEiE:

i, BRAEET

[00:39:24] Lenny
English:

There's a success story.
FRCERIE:

XE—MAIhZEM,

[00:39:26] Gustaf Alstromer
English:

| mean, | would say it's certainly the case that in some countries people have other jobs while they start
the startups, so like the engineers. In Ukraine for example or in Eastern Europe, it's very common that if
they start their own startup, they actually have a full-time job as a contractor while they're starting the
startup because that's how you pay the bill because often you can't raise money. And that's fine too.

AR ERIE:

B, EREER, AMIECILNBEZBEEMIE, TRIMERMitt. fNESR=0RE, FEEHE
BRE, WRMMNeINECHAE, FEWAIIKIF LEE — 2R EIE, BABEAWENGI,
RERHFRER. Xtgn,

[00:39:46] Lenny
English:

Amazing. That's some hustle.
FRCEIE:

XiET. ERBHHN,

[00:39:49] Lenny (Sponsor: Pando)
English:

This episode is brought to you by Pando, the always on employee performance platform. How much do
you love the performance review process? Yeah, it's time-consuming, subjective, biased, and there's
rarely any transparency. With the rapid shift to distributed work, it's a struggle to create the structure and
transparency that you want to help your employees have the highest impact and growth in their careers.
Pando is disrupting the old paradigm of performance management, including a continuous employee-
centric approach so employees stay engaged, see their progression in real time, and know exactly when
and how they can level up. With Pando, managers can leverage competency-based frameworks to
effectively coach and develop their teams and align on consistent growth standards resulting in higher



quality feedback and higher performing teams. Visit pando.com/lenny for more info and get a special

discount when you sign up and reference this podcast. That's pando.com/lenny.
R EIE:

ZHEAT B Pando B, X2— “AAEL" MRISNTL. MESENSMILRIE? 21N, TR,
M. BRI, MELFEEEHE, BEEADHRATENRRET, BIIREENEHRINSEREUEERT
FRE ERFERESFMAOMEK, BT —Wkkl. Pando EEEIEIRMSEIEEX, KAURIAHN
i8R 2%, ILRTHRIFSS5RK, INEFIEINHD, HAHTIMERNURIAEH,. &3 Pando, FIEA
DA BETFRENMERE SIS SMERAN, HAE——RIEKITE, NMTRESESREMNRBNESSN
BIHEBL. 317 pando.com/lenny THEZEE, HEIMNRELRAERTUREHIFN, Wit
pando.com/lenny,

[00:40:47] Lenny
English:

| want to zoom out a little bit and ask another big question and see what answer you have for this. If you
just think about the most successful startups in YC or even just the companies you worked with, if you
had to pick just one or two attributes of what's most common across successful companies, what would
that be?

AR ERIE:

BEEHEN—R, BR—1MKE@, EERETAER. NRFERE—T YCREIHFILIAE, HENNE
REEINQE], MRRBTE—R IR ABREEBNHEERR, P24

[00:41:04] Gustaf Alstromer
English:

| would say the most common reason that I've seen founders succeed or companies succeed, it comes
down to the founders and characteristics of those individuals. The most important characteristics of
those individuals are they're really determined to win and they don't give up when things are hard and
they have an internal motivation that's just really infectious to people around them, which is how they
end up building really good teams around them. People are actually going to want to go and work for
them. | have numerous examples of people like this where the CEO or one of the founders are just really
inspirational people.

FROCERIR:

=W, FRATEREIE AR QBRI RSMARE, 1FRERETTEIBARENAZR. XEAREZHE
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[00:41:42] Gustaf Alstromer
English:

The second thing | would say is they are technical. So that's kind of like they're technical enough. If |
would grade companies on a scale of technical to less technical, more technical founders are more likely
to succeed, | would say. And then | would say they figure out how to talk to users and move fast early on



so they don't wait for permission from their investors or from YC or from someone else to make progress.
They're like, every day or every week there's continuous progress. They're not doing this for someone
else, they're doing this for the customers. They're not doing this for the investors, that's for sure. The
investors are sort of in the way more or less. And they're just naturally focusing on the customers.

FRCERIR:

BIRESWARBEATR. EMBRMITEBERK. IRBERASESRLERTA DR, HIWRATRE
SREVBIIR AR RIRER . ARFRN, MIMEBMASEARRHERRIRETE, FUBIIASFFREA
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[00:42:29] Gustaf Alstromer
English:

Finally, what | would say is the skill that's really attributed to great founders is excellent communication
skills. So the ability to communicate really complicated ideas clearly, to enjoy the communication part,
right? Enjoying communication is often kind of correlated with enjoying doing fundraising, which is an
important part of some companies' success. Not all of them, but for some of them. | would say
communication or storytelling is part of the same arc, right? And those are part of the same thing that
actually motivates people around you. If you can communicate why you're building, what you're building
and why it's important to the world, tell a story about that, that can motivate people around you to just
want to follow you. | think it's rare that I've seen founders succeed where the founder isn't in some way
an inspirational person or someone that is a good communicator. Most of the time, you at least have
respect or you somewhere know that they're going to succeed, right? And that is what inspires you to be
around them or be on their team.

FRSCERIE:
BE, HARGAEIBAEEESNNERSHAEEEE. BEMMERAERIEEMEEH, HEAZEZWIEN

diZ. EXRNBEESERMBEXK, MURARREQTRINERANED. HIFFFEARE, EXNRER
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[00:43:33] Lenny
English:

That is a really cool list. So just to summarize, one, they have the strong will to win, and with that they're
inspirational. They kind of pull people along and get people really excited. Two is they're more likely to
succeed if they're technical and can build a thing. Three, they figure out how to talk to customers, don't
wait, just start doing it. And they're just obsessed with that versus what investors want them to do and
they don't want to talk to the investors to make time for the customers. And then excellent
communication skills, which comes back to the first. They're able to story tell and get people excited. Is
that right?

AR ERIE:

XEB—IIEEFNER. BE—T: $5—, WIERNBKRENR, HAEILABRRT], EFDHAMAR. F
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[00:44:06] Gustaf Alstromer
English:

Yeah, | would say those are the attributes of successful things. To be a super successful company, there's
something else that have to happen. Those things are not things you can put on a list because they are
the outliers, right? If you look at startups on a typical YC batch, there'd be a couple billion companies.
Those are the outliers. They'll almost certainly have all the things that we've talked about. Many other
companies in the batch will have that too, but then what makes someone a true outlier is something that
is unknown. That's why so many investors said no to Airbnb when they were not trying to raise money
because that was an outlier idea. It was an idea that was not logical and did not make sense to most
people. Those kind of ideas, the ones that end up succeeding often don't make sense to people. There's
some reason that no one has done this before because they're just not natural next step of the world.

AR ERIE:
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[00:44:57] Lenny
English:

That's a great segue to a question I've been meaning to ask, which is, how good are you at predicting in a
batch which startups are going to be the monster hits? So maybe like you and then just generally YC, how
good are you all at knowing what's going to work out, is going to be the next Airbnb or Dropbox?

FROCERIR:
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[00:45:14] Gustaf Alstromer
English:

| think the truth is that we're not very good at knowing what's going to succeed. Certainly we cannot
figure out who's going to be the really successful company in the batch. That's not possible. What we're
good at is knowing what failure looks like. What we sometimes like to tell founders at the beginning of the
batch is like, "If you fail, please do it in some new exciting way. Not one that we've seen 100 times."
Because we have seen people fail for a large number of reasons. The best way for us to sort of not predict,
but the best way for us to make more companies succeed is to tell them how they might fail, right? Be
very direct and honest with them and say, "You doing these three things, these things are likely going to
lead that you won't succeed." And if we do our job well, most people get that feedback and they're on the
track for succeeding.



AR ERIE:

HIANFELRE, RNHNMERTAEZMNI. HNEELERE —TMURFIEZHABKEERNNQF. A
AN, BMERKBIZIRG “RMKAAE" . ZMNERNEREHRRFBEGIFEBA: “WRERK
T, BU—MEEL. SAXENARERY, MAZEINELNE 100 REVERHH,” EAEMNLIANEAEHE
HRRERK. XHEARE, SHREMN, FNRIILESATMNNRFEEESIFMIIAEIMMR
M, XPE? JHtIAFEEEMMSE, i “MERNX=HFRATESSBIMTEND.” MR TIEMSLE,
REBABEIRIBEMEE LRRIIRHIE,

[00:46:06] Gustaf Alstromer
English:

Now, which of those companies end up becoming the best? There are so many things that are
uncorrelated to being the best, and it's the things that people don't like. I'm in a hot industry, | was
writing up on TechCrunch like, this investor started talking to me. You'd be surprised how many of the
things | just mentioned are uncorrelated to outlier success, right? That's why it's so hard to actually do
this. | think people really want these questions to be answered. People really want to believe that you can
pick really great companies at the seed stage, but everything I've learned from the plus 600 companies
that I've worked with is that it's just not that easy and it's maybe not even possible and certainly not
possible when you talk about finding the outlier companies. | don't think it's that easy. And if it was easy,
then we would accept a lot fewer companies. We just accept those ones, but it's just not that easy.

FROCERIR:

B4, XEQFHRP—TRELZHARTN? BREZBESHN ‘KRIF BFEXH, MXEFERAIFE
KHo bl “HAE—NRTITL” o “FRLET TechCrunch” « “XMERAFBRBEIKXT o MIFFHE
I, ZNARINRZSZRESBEHMNEFERD, WIE? XMBANFARXGEMERI A FIAAAL]
BENRBFEXERFNER. AMENRBMBERATUEMFEMERELFERANAE, EXMGEIH
600 ZRLQB]PFFEINE, XKPBAFE, BEEFAJREREFAEN, LEREFHEHATN, ANAAXRE
o MRAZHE, BMNRBHQBMELRFS, RINIRIILEMTT, BFESLHIFMIL.

[00:46:59] Lenny
English:

Do you have a sense of which ones are likely to work out better than others? Or is it just like, "We have 150
really unclear, but one of these, hopefully."

FRSCERIE:
REBRERTEIHLEAT AT RELL HMMEEX? T2 “Fi1E 150 MRKHEN, BFELEHP—MEER ?

[00:47:09] Gustaf Alstromer
English:

One good indicator is if each new Office Hour there is really exciting new stuff, right? We're not talking
about the same thing we talked about two weeks ago or four weeks ago. They've already done that stuff,
right? Like, "Oh, | was trying to sell to these three customers. Well, they already bought it. I'm not actually
talking to seven others." And now we are talking about a different price and different product because

they're like, they want more of what we're doing. If I'm experiencing that, and that's like a consistent



trend, then when people draw this revenue graph of this 10% weekly growth rate kind of situation, those
are the companies that we attribute that to. It's like if you're able to make that progress on that short
amount of timescale, you are on track to do something well.

AR ERIE:

—MRIFIEIRE, WMREX Office Hour EL AMEIIER, MWIE? FAIFBERCHE msE fxd
MREFHER. MIELEBLEEMSTT, WE? thil: “B, RZABERAEZLX=18F. 18, t2
2X7T. RUMEHEKENMBIMENL.” BAERNNEREABNNRNFRN~0, AAZFBEES. NRK
FREAX—R, AEXR—MHENES, BAGANBHAFEEKE 10% BRNRLE, SEXERE,
NRIREETEX ARERVRY B S E S ARFRIE R, RELETERIIRME LT

[00:47:51] Gustaf Alstromer
English:

Now, a lot of other things have to go well for you to ultimately be able to succeed, but progress on this
weekly or biweekly timescale is a really good indicator of someone who'll succeed. To me, much better
indicator than | am in this market or I'm talking to this investor or something like that. But those are
much worse indicators of someone succeeding than I'm making progress and it's pretty fast clip.

AR ERIE:

R, RABRIEFERSEMER, EXMUUBINE N RAUREEREEESMINNIREET. WK
W, X “BEXMHH” S BREMXMREAK BHFSE. BENTWEREZAN “KETRGH
&, MERERR .

[00:48:17] Lenny
English:

Interesting. And so what I'm hearing is at the beginning of a batch, we're just in a bet on a bunch of
companies that have a lot of potential founders, technical maybe, they have the strong will to win and all
these things. Through the batch, you're looking at the companies that are exceeding your expectations

week to week in terms of progress that they're making.
R EIE:

RERE. FAUFIREIRIE, E—THURFGE, MITRZ2ER—FHERNNEIBA—BIFERAR. Ba3l
FUKRMREFST. AR MURIRESR, (MIESHIEESAEE LBH IR A,

[00:48:34] Gustaf Alstromer
English:

| mean, sometimes it could be different reasons that people are not making progress. But if you are
making continuous progress, and | think Paul and Jessica said this, this was true early days in YC, if you
are hitting your goals and you're making progress continuously, if that continues, that's a really strong
correlation to some success. But again, going back to the question, can we predict who's going to be the
best ones? No. And that's why we really focus on trying to meet people not to fail. Especially good teams
can't fail. If you have a really talented team who's really technical in how to build a product but they make
some other basic mistakes, like not talking to customers or something like that or trying to build
everything all at once, | feel like it's our responsibility to make sure they don't make the basics mistakes



that we've seen many times. We need to help them at least make some spectacular mistake that we
haven't seen before. Then that's a high potential team. If someone's on a good track for a decent idea but
they're still early, that's a really good potential.

AR ERIE:

BEREZE, BRAMIREHRAEERENRE,. BNRMEFLEGHRE —HME Paul M Jessica 7 YC
BEMIEE —MRMRERMETHIBIEIGHE, IRZIMBRFETE, XE5EMEINEIFERNEX
o EEFFRNEE: RNETMNIESEBRIFAIG? FEt. XMBANMTARMNEEZT EFEIAN “FEX
W o THEMFHHAMNRERK. MRFE—TEEEA L. ENEFRALEFEEBRARLANER, Eft
Y7 —LEMER, LIRS EARK, HERE—REBNERERA, RESEHNNIERZHREMITR
EALERAN NI TERBIRERE IR, BAFEEEMINT, EEMITC—LEIANTUAFNL IR T B9HE
iRo BAR—IEBAINE. WREAET—DREREE, EXEEBNNEL, BATLTER, LI
BHEEIN.

[00:49:30] Lenny
English:

I have kind of a fun question that | wanted to try, which is kind of connected to this idea around attributes
of successful founders and companies. So | had this founder friend named Flow, and he was asking me
recently, "If you had to think about the most successful founders, which attributes do they have?" And he
kind of gave me this list and it's kind of like two ends of a spectrum. So | thought it'd be fun to just go
through this list and see, in your experience, which end of the spectrum, if any, are associated and
correlated with the most successful founders. Does that sound good?

FROCERIR:

HE— T HRAENRERN, XE5RMEIBANRFNRERAX. HE—1MU Flow NWElis AL, fth&itia
o “MRMEE—TREIINEIEA, INEEMERR? 7 thia TH—0BFR, BRECIENMIR. FrlX
BREI—BXOBERSRER, FEREMNER, XENH—H NREMIE) SEMIHCIHBAER
Ko WK EARE?

[00:50:01] Gustaf Alstromer
English:

Sure. Sure. Let's do it.

R EE:

YR, KA, FHEE,

[00:50:03] Lenny
English:

Okay. So the first is speed versus quality. Is there end of the spectrum where you find that most successful
founders are either speed-focused or quality-focused?

AR ERIE:
F, F—PE FE” W ‘FRE” . METLKIUAZHRIINBABATIEERE, BEATEIEHE?



[00:50:10] Gustaf Alstromer
English:

Sometimes founders ask us this question, "What should | focus on? Growth or retention?" And the answer
is, they're asking us for permission to not do one or the other. The truth is, to succeed, you have to do
both. I would argue that speed versus quality, there's different level of speed and different level of quality
at different stage of the company. But the truth is that you always have to move fast and you have to
understand what the meaning of quality is, right?

AR ERIE:

BHRBAZEEN]: “BNZETETFHA? BREZEEF? " BXRE, MWINELEEBERIATRIFRIIFMS
Hfiz—. FXE, BY, REARERD. BANNEESHREELDNAFEMERERERIKF, BFEE
B, RETIRLRRFRETE), HEMOIIZRHRENZ N, HIE?

[00:50:35] Gustaf Alstromer
English:

So | think | actually don't see that as a spectrum, but | would say if you move fast with talking to
customers, you'll build something that have potential having quality because you know a lot about the
problem. | think when people think about quality, they often think about, "What is my personal definition
of quality?" | have a bar of quality, but quality to me of a good product idea, a good startup idea, has
more to do with the customer think is valuable. And if you move fast by talking to customers and having
customer learnings and know the problems, then you will actually come up with something that's high
quality. So they're not at a spectrum to me.

AR ERIE:

FRABRRINAXZ—TIEE. FEY, MRMESEARRAETHLR, MUSWELAESEREBINAR
7, AAFRNERTBESZ. RIANIAMNBIREN, IFERINE “BIANRENEX - BE—
PREANE, EXERER, —MFTREE —TNEFRNEEENRE, ESHEURATERIANFTAREMN
B, MRMMBISELRK. KT RIEH T HERERRETH, BAMRASMHSRENKRAE, FIL
MIHEFW, ENRESCEEIRR,

[00:51:11] Lenny

English:

All right. Let's try another one. Confidence versus humility as a founder?
FREiE:

4, BER— fFRRIBA, “BE X SRE” ?

[00:51:16] Gustaf Alstromer
English:

| don't think that they're on a spectrum. | think that learning to predict confidence as a founder is critical
going back to this communication piece of motivating people around you, right? | wouldn't want to join a
company where the founder's completely not confident in their own idea, right? Because that is going to
shine through. An investor isn't going to want to invest in someone who's completely not confident in



that idea. So learning to first build your own confidence for what you're working on and then predicting
that confidence to the people around you | think is critical. A lot of people will have doubt around you.
And if you're not predicting that confidence, it's not clear that anybody else will if you're the founder.
You're the one who's have to do it.

FRCERIR:

HRURENEERR. HNAFIBRABEFARBAZEXREE, XXEE T HMEEANDESD, 3
IE? HABMA—REBAN B CETEREOHNAE, WIE? HARSEEFEN, RABLAZBKRE
— P WBESRETEREOHA. Fill, FLERRLNECHAHEFERIED, ARRKXME O EESEER
A WINAREXEEN. AESARZANERM. MRMEARIMEIMEC, FRLIBA, REEEINAZ
RILER, (ROTRARHREIAo

[00:51:58] Gustaf Alstromer
English:

| think that you can predict that confidence while having a strong sense of humility towards the people
around you. But | think when it comes to startups, learning to have that confidence is an important piece
of the early days, right? And especially if you're building something that's very difficult, that takes a lot of
work and a lot of money, protecting the confidence that you will succeed is critical for everybody that's
doubting you. And those doubting you is a lot of people around you, right? And you just need to have an
unnatural amount of confidence to prove them wrong. | think, again, this is not on the spectrum with
humility. In fact, the most successful founders are often the most... You cannot inspire people around you
if you don't have a strong sense of humility. People don't actually want to spend time with you, which
means they don't want to work for you or invest in you. Again, you need both, but they serve different
purposes when you get started.

FRZERIE:

FIANRA UERIEONER, WMEABRARSRIINFEDE. BELNAE, FIFEWMEOEREM
BREVEBRARMED, WIE? FAIRMRMFEETWE—LIFERE. FEAETFNREHRA, REF “RSK
" MEONTE—TMTRIFHARGHBEEXREEN, MITPRIFHARERSIMRARNA. FRE—M &8
FIE” NEOKIERMINZEN. HWNAXSHRBHRTRR, FLLE, KRIPNLIBRARERR - MR
RERNFDR, MIMEEZREBAENA. AEKAENMRFE—E, XREREMNFRAMRIESREA
fRo B, MEMBEER, BElELWAHRRS TARERNERN.

[00:52:48] Lenny
English:

Tough gig this founder life. You got to got to be everything. Let's see if there's a big difference in this next
one. Execution and tactics versus focusing on strategy and kind of higher level stuff. How deep do
founders go that you find that are most successful?

FROCERIR:

IIRARITEARR S, MSEEEER, EET—ITEEARAK: “RITS5H8AR" X “TETHRNSES
5" o IRAMEMINNEIIRAZRNEIT ARRE?

[00:53:02] Gustaf Alstromer



English:

So this one actually | have a strong opinion about. | think that the reason that we talk about strategy a lot
is because it goes back to business school. The origin of business school was to teach people to join the
corporate world. And in the corporate world, strategy matters, right? So when you join a big company,
you're employee number 2,010 or something, then you probably might have a business school job where
thinking about corporate strategy is an important thing. When you are a small startup, strategy does not
matter because there's not that much a strategy as about. Maybe later on you might be fruitful to think
about strategy, but strategy kind of assumes that you can do multiple things at the same time, which
small startups cannot. They can just do one thing at the same time. So execution is the thing that matters

for companies.
FRERIE:

XFX—=, HHEERBOMS. HRINARNZPIUEE R, BEAXFTLUEREIEFER. BFERHN
EREBANTNAMAEIL R, FRIR, SRREE, WE? FIUHRMA—KARF, RE% 2010 57T
ZEN, RARSE—NBEFRERNIAE, BEQRHRRE—HEENER, EHRE—NETLIAF
B, SEEHAEER, BARBHASBAS. BFUERELBEIBIER, BaBERMIZE ERIZIRATLL
ERHZHE, T/NEDEIATHAE, T —RREEM—HF. FIUNRERE, RITTEREEN.

[00:53:51] Gustaf Alstromer
English:

Whenever someone wants to have a strategy conversation, it assumes that they don't understand their
priorities. The priorities is always a list from top to bottom where there's one thing that's more important
than the others. You can't really have a strategy session about the other things because there's only one
thing to work on. So to me, a clear answer here is the good founders are execution-oriented and they just
continually have one priority of what they're trying to go for. And then they're just hitting that priority all
the time and then new priorities will come up and you don't really have time to have a discussion about
company strategy. Company strategy also assumes that you have product market fit because you already
have something that's working. If you don't have that, then getting to people wanting your product, that
is your strategy. You don't have any other strategy.

FROCERIR:

BYHEABHITHEEIERN, MEREMIIRTRECHNER. RARBERR— M ERITHYIR, Hf—
HEHEMEERE, (RAZEEHNEMEBFHTHRIENIE, AARE-HEFERE, PRUXNTEKNR, &
1R MBHBARRITSEN, MITBERE— N EESHERANEEMES. M —BEEREBME
5, ARFHNESIEN, FRARFEINHEQF MR, ARGBRERRMEZE T~ mmaRaE, FAMR
BERTETZAERNAA, MRMFELERT, Ba LAMNEBEMO~R" M2MBAE. FeEI8
BB

[00:54:36] Lenny
English:

Awesome. Okay. We found one that's quite different one on the spectrum or the other. How about
autocratic and kind of like, | don't know, | think of Steve Jobs-like versus kind of consensus, collaborative

driven, if this is a spectrum at all. And then where do you find founders might fit that are most successful?

AR ERIE:



KET. 8, BIMRE T —MERERBERBERN. B4 “WMETET (LLLFX - FTHEEAM) 3 “H&
IR MEIRED” IE? MNRXBRE—MICEENE, RAIRMIIBEIBAERRETH—X?

[00:54:53] Gustaf Alstromer
English:

| don't know if | have an answer to that question because | think when you work at early stage, you might
look different than when you work at late stage. | don't spend a lot of time with founders that have
thousands of employees and hearing how they are in the... When | talk to those founders, | talk to them
one-one-one and | only hear from their perspective. So | don't actually know how they're peering in a
large corporate setting. But when you're a small company, you're three people or five people or 10
people, you cannot be an autocratic decision maker. The founding team have a founding team decision
making dynamic that could look different. Sometimes it's like everybody decides together on everything
and sometimes you say, "I have my area of expertise and you have yours. We split it up, the decision
making." Either of those things are fine. | think you just have to have a process so you don't rehash every

decision after you made them a million times.
R EIE:

HAMNEZNIEREREEESR, RARUNGERBNERN TSNS EHMERTETE. HREER
ZHEISHENTRRTINLIBAZE—IE, IAMIERMIFE TR SRSPLECIWAIRIXEY, B—X—
B9, FRFEMIIEIM R, PRARESEAREMITEAR B IFEHERI, BHRE2—K/NAQE, RE=1
Ay EPATADAR, RAFREM—MRETZ1TRRERE, SIBHE—MRIREIZS, AIREBRIERSFER,
BREAREFEREMBEERE, ARER “HWERNTULIE, REME, HMNPITREK" . XA LER
Bo HWINARABEE —MRIE, XEFMAFAIEMTRERXRETIE—BH X

[00:55:42] Gustaf Alstromer
English:

I would say the thing that matters the most at that point is to be willing to adhere to the process that you
and your founding team have come up with. Your individual nature could be different in a different role in
a different company. But for a startup to work out, you have to have a specific process on how you make
decisions. Those are on a very short sprints, like weekly or biweekly. And everyone needs to feel good
about decisions after the fact. At least they feel good about the process. | don't think that you can just
decide... You can't also be fully collaborative, everyone gets decided about everything. So small startups
agree on how they decide together. So after that, everyone just follow the process. That's usually how
things work out.

FROCENIR:

HEW, AR—R EREENRERETHRMIRBEIIEEARIERRE, MBI TAMREFRRNATE. FE/
AERARSBAAR. BATILEIABMT, RETHE—TRERARRE, XERFEEZEIFEEN
ARIEERMER, (EINSANERAE. ERENMASFTENRERIHR, REZDWREREFS. HF
IAMRAURE—PNRE, BIRERETEME, BT ANREMBEEE. FAIUNEYRIATIMNAHRE
RRER—H Zfa, RRIAB/EFRE. BEFBEMESXHFFERN.

[00:56:27] Lenny

English:



Okay, | got one more. Cares more about the product or cares more about the distribution and growth
strategy?

RS ERIE:
8, BEE—. BXRO ‘TR EREXRD “DRIMEKER” ?

[00:56:33] Gustaf Alstromer
English:

Well, there's a lot of assumptions built into that, | would say, because caring about the product to me is
caring about the customers. Sometimes if | would say something like, "Oh, great founders care about the
product,” a lot of founders misinterpret that as in my personal perception of the product or my ideas of
what the product is. And that's wrong. The right perception there is the expectations or the use of the
product from the customers. So if you are meaning focus on the product or cares about the product in
that sense that your customers care about, then absolutely, | think that's a really, really critical, important
thing to have early on, like talking to users, doing things you don't scale. Once you get big, if you don't
figure out a scalable distribution strategy, you won't succeed. And those are different for different
companies, but they're not doing anything that don't scale.

AR ERIE:

B, RERXEABERZRIR. BANEKR, KOF@AEBROEZFF . BMNREKR “HRIEIWLARDO™
m o REUBAZIREBA “BPANTRNEL R “BNTRIAANERE . BEHEN. EMRRVIEFEN
ZREP N mEERERE . I, MRMENERETPXONBEX LT FTFmBRO~m, BAL
MNEXE, HNNXERHARIFFIFEXRNEEN, LLNSAPARK. ML EMRENER. —BIRME
KT, MRMMLFRRAT BND AR, MBASH. FEQBNDARBETER, BENFBEMIR
LETEMRIUNER,

[00:57:27] Gustaf Alstromer
English:

Doing things that don't scale is not a scalable strategy. Eventually, something specific will be the things
that work for you. If you're lucky, people will talk about your product and you'll have organic growth. But
in many cases, that sales, that is some kind of consumer distribution strategy. You can't start with that.
I've seen a lot, and this is when | had to reset my thinking coming from a growth team joining YC, is you
can't start a startup ethic with a growth team mindset because that is just scalable things all the time.
And really what you need to go back to is doing things that don't scale and unscale your way of thinking
about customers. But it's really useful to have the growth mindset once something is working, right?
Once you have thousands of people signing up everything every day, well how do you get to 2,000? Well,
that's probably something that looks more like this thing that the growth team would do or distribution
team would do.

FROCENIR:

WARLETEZMRUNEBEHATE— I BHIERR, &L, SE-LAFNRAMTER. NMRMEIEHIE,
AIEBLMBT=am, MESREEIUER. BERSZSERT, BEHE, BEMEERED LKL, RAEEMER
NG, BIUERE —XBERMEKEMA YC B AEE BLMNM S — R EREIEKEAANOEE
Fiathll, RAERENEZZRERT BNER. MREEREL TN MAILETLTEZMEUNES, H “EM
RI” MBREEFHNAEN. E-BERBETESR, AEEKRAENMIEEER, WE? —BREXERTLAHN
NiEM, BARIMAAZIRT? ARAIEBREREGREE KA D ZBNZ#HBIES,




[00:58:21] Gustaf Alstromer
English:

| would say everyone has different experiences of this based on their prior experience, right? So if you
work for a company that was infinitely successful, then you won't care so much about this. If you work for
Google, you'll never even think about this because distribution is just the website. But if you work for a
really small shitty product, then you think a lot about distribution because that's natural to you on how
you succeed. So | think at the end of the day, talking to customers matters the most. That is what it means
to care about a product to me. And then distribution is something that you will definitely invest a lot in

once something is working.
HRCERIE:

ERF T AREAENZN I EERFEE, WIE? MRIFE—RREMNOATLIEL, RAERZ
BATEF XN, WRIRTE Google TIE, MMEEXZASBEIXD, AANKMENUELRS, BIRIRE—NIE
B RENFmLEIE, (RASIFEEZEOK, BABRZIMEIINBEAL. RURRFARER, 5%
PRXFER, WHFKR, XMEBROF@IEN. MAXMNZM—ELXRMELERBRZNG, SESRAKRE
VAL E

[00:58:53] Lenny
English:

Awesome. All right. | have probably a hundred other questions | want to ask along these lines, but | want
to make sure we get to another topic which | know is near and dear to your heart, which is climate tech.
So my understanding is you're instrumental in pushing YC to focus on climate tech as a focus area. |
believe you led the charge on their initial request for startups | think is the term where you all put out like,
"Here's who we want to fund." | think you've mentioned you funded a couple dozen climate tech
companies and the last few batches, is that all generally correct?

FROCENIR:

KiET . 3, BEXERBRHEAATLEE—BNEEER, ERSHREINEDNZS —IMHMEREERONE
B, BEIERE (Climate Tech) . #EHTHE, (REHEDH YCRHURBHXFNERFR L EAE T XEIF
o BHEEMRESTHIIRTN “EIABIEESL” (Request for Startups) , BIRZIRIILH “XEBHNEH
BIRMR” B9ERT, BBIMREIEEIS XL MURFEB T I +RIUEEHRRF, XEARBIERD?

[00:59:24] Gustaf Alstromer
English:

First, request for startup was actually Sam Altman and a few other folks that was kind of that one who
drove that. The second one that we wrote into our actual request for startup, | wrote that one, was carbon
removal specifically focused on. And then naturally the people that apply with climate tech ideas get in
my reading queue of applications and | read them and | interview them. Not all of them, but many of
them. | think today we funded over 130 plus companies that are focused on climate tech in some way or
another.

FRCERIR:

B, RMEEL KR LR Sam Altman FEML N AR, HAESSMESELHFENE -1, HHMER
SH—1, B8 “HiEFR” (Carbon Removal) B9, FAIFBEAMAM, BLEHEUREHAERIBTHN



ARMSHNBRNRIFRRAY, ZIFRAFEmERM]. A28, BEREZ. RBSXIEMNELR TESD
130 RUEM AR ETERIRBI AT,

[00:59:53] Lenny
English:

Wow.

FSCERiE:

|+
I:l:l: o

[00:59:54] Gustaf Alstromer
English:

The trend line is that really ambitious people who want to start companies in this area. Some of them
want to start the companies because the climate tech is the number one problem, but they don't view
this as a nonprofit. Now | want to really make this as a distinction. People somehow think that starting a
climate tech company is doing good for the world, but it probably doesn't have a lot more than that. The
truth is that the world have decided. Because climate is one of the biggest problems that we're facing, if
not the biggest, we've decided that we are going to stop doing the things that we're doing and we're
going to change our entire energy system and change all the things that we do that emits carbon. And we
have just decided, governments have decided this. The question is how it's going to happen, but this
decision has been made.

FRCERIR:

BHE, FEEHFONABREX TR, HMFELEANERASERKZEXLSHE, EffIHFEE
BERIFEFNF L, NEFRBY—IXD. AMIERFBUDIEREHR QAR IAZENUMFRMGTFE, FRibzsMaI8E
AT, FRE, HRELMHETRAE. AAERRNEIRNERREZ— WARFERARIE), HE
ZREFLIERNETMBOERS, HNTBABRBIERRS, NEFREHIRHEITN. BRITELKRET, SEK
FEELRET. MEETOMER, EXNREBEMET,

[01:00:42] Gustaf Alstromer
English:

In that transition, we're talking about trillions of dollars of money moving from things that cause climate
change to things that don't. The scale of this transition is not something we've seen recently. Like
software is not that big in comparison. It actually is much smaller than this transition. So | think if you
look at something like Tesla, which now has, | don't know, $600, $700 billion market cap, that's just one
company that currently provides a couple percent of all the cars in the United States, new cars sold. And
that is already one of the biggest companies in the world and has now the biggest, richest person in the
world. We've only seen the beginning of this. The economical motivation be behind the decisions that
people are making are just as strong as | want to fix climate change because this is just a really good
business. This change have attracted a large set of software founders that you and me know that listen to
this podcast that said, "My skills is relevant here. There are a lot of things that | can do. And if not, | can
learn those things."

AR ERIE:
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[01:01:43] Gustaf Alstromer
English:

But most importantly, the skills of working for startups is really, really critical to join this transition. A lot
of them have started companies or joining companies. | still get an email every week from some
accomplished software engineer who asked me "Which software companies should | work for to fix
climate change?" And I've gotten those emails for two or three years now. This thing just attracts really,
really ambitious people. It's not stopping. It's accelerating. | feel lucky to work with so many of these

great founders because they are uniquely interesting people.
FRCERIE:
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[01:02:16] Lenny
English:

I've noticed exactly the same thing of just how many smart, driven, amazing people are like, "I just want
to move to a climate tech company. That's all I'm looking for now." Just to give you credit, | feel like you
are ahead of the curve on the shift that's started to happen and pushed YC to focus on this really early. |
always think like, "Man, | know Gustaf and | feel like Gustaf has made such a massive impact on the
investment and focus in startups on climate." And so | just want to give you huge props for doing that and
being so at the forefront of a lot of this.

RSz ERIE:
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[01:02:50] Gustaf Alstromer
English:

Thank you. | mean, sometimes 1'd say that it matters to someone who has the credibility of YC to start
accepting these companies. It does matter. | remember when | spoke to Diego from Pachama in 2018
when he was starting Pachama, we were whiteboarding in YC. He was a YC alumni starting a different
company. The word climate tech did not exist. People were unsure if investors would fund companies like



these. Pachama's raised $60 million to have, | don't know, lots of big customers, lots of employees and
it's clearly doing really well. But | think at the time of 2018 it was kind of unknown. One of the reasons it
was unknown is we had this previous bubble, clean tech bubble, in 2008, 2009, 2010 that didn't work out
because of a number of specific reasons and investors were just afraid of funding things because they had
some scar tissue or scars from this previous thing that happened.

FROCERIR:
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[01:03:46] Gustaf Alstromer
English:

Now that turned out upside down. The number of new investors that are investing in climate tech is as
big of a trend as any other trend we've seen in the last decade or two decades. There's just an enormous
focus on the investing side. Most recently, me and another guy, David Rusenko, wrote this request for
startup, a new updated, very detailed list of... | hope we can post it in the show notes, a very detailed list
of ideas or areas where we think it might be worth looking If you want to start a company.

FRCERIR:
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[01:04:18] Gustaf Alstromer
English:

Now, we don't know what good ideas look like. We don't know. But we can tell you where all the areas of
opportunity exist. We should go and look for good ideas. We wrote this because in response to all these
people that come to us and say, "l want to work on climate tech. | don't have a good idea because | don't
have any specific experience in this stuff." And then we're just like, "Don't work on these three things but
go and work on any of these 25 directions." It already has generate a good response. | think it'll generate
more response. But | think it's important for YC to tell the world that we look and fund these things. And
that's always been the reasons we had requests for startups, is to let people know that these are things
that we actually want to fund.

FROCENIR:
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[01:04:58] Lenny
English:

I actually moderated a panel a couple weeks ago. This organization called the Climate Draft put together
PMs that are in climate tech. A lot of the questions were just like, "What kind of background do | need to
move into climate tech startup to start a climate tech company?" It's interesting, every single one again
and again just said like, "Your actual regular PM skills is all we need." There's a lot of people already at the
company that are experts in the science and that's okay if you have no experience. They just need the
business experience, how to operate, how to execute, standard stuff that PMs learn. And so would you
agree with that that you don't need to have this deep background in science and climate to move into the
space?

FROCERIR:

JUABHEERT—NAITIE, — D0 Climate Draft BAARBE T —LEESEREHR KB PM, RZ[RERE
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[01:05:41] Gustaf Alstromer
English:

Yeah, | would say if you were working on a software company and even some of the hardware companies,
that's probably generally true. Absolutely. It's much more valuable to have that background than to have
this specific domain expertise background. Those are complimentary. But as a PM, having the solid PM
background is the more valuable piece | would say. Being a competitive PM, coming from a really good
culture of product management, knowing what good looks like, that's invaluable to some of these
companies because in the past they weren't able to hire these people. So | agree with that 100%.

FRCERIR:
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[01:06:14] Gustaf Alstromer
English:

In terms of founders, I've seen everything, right? I've seen people having some domain expertise starting
a company and really succeeding. I've seen people who had no domain expertise and learned everything
they need to know. Maybe they partnered up with someone who had a domain expertise and then
succeeded. I've seen all of it and | actually think that you can succeed in either of these categories. You
don't need the deep expertise. It depends really on all the area you're in. But someone like Pachama,
Diego and Tomas did not have expertise in forests besides the personal experience. They just had a
willingness to solve the problem and it really worked out for them.

FRCERIR:



ETCIBA, FHRIZMHER. FNIETRT WHREIRBACNEHREMI, FtldTe&E AT AR
A, MNZEITHREREMENRA. WiFtlISETLAIRNAGHE, ARRETH. RLIMEXLE
B8, KRR LEIAAMREEM—LPEREMT, MAFTERENT IR, XL EBURTIRFAERGIE. 8
& Pachama B9 Diego #1 Tomas, FR7T NALZRSIN, H2BARMAENT IR, WINREEMAREENE
&, MXESEAftbl e R T B,

[01:06:51] Lenny
English:

You mentioned you have this list of areas you're excited about. | know we'll share in the show notes, but
is there any you want to highlight, just like here's areas you're most excited about and want to fund
and/or are there companies you want to mention that are super interesting and super cool in the space
that people should know about?

FROCENIR:
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[01:07:04] Gustaf Alstromer
English:

We wrote the list and we are highlighting companies in each of the categories. | don't know if | want to
highlight any specific categories, but | can talk about some of the things that we've funded in the past
that has real legs. So here's how | generally think about climate tech. So we have to decarbonize all the
things we do that emits emissions. That means we have to change a bunch of things in the world, change
transportation, change energy, change homes, all of these things, or change how we heat homes for

example.
FRZERIE:
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[01:07:35] Gustaf Alstromer
English:

And then there is carbon removal. Carbon removal is sort of like, well even if we do all of this stuff really
well, it's probably not going to be enough. And because there's an opportunity and there's some
evidence to suggests that we can actually remove carbon from atmosphere in some way or another, a lot
of companies are also working on this at the same time. | would say we need to do both and they're not in
conflict. We probably are going to need to do both. Well, we certainly need to do the first one.

FROCENIR:
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[01:08:02] Gustaf Alstromer
English:

On the decarbonization side, there's infinite number of categories of our society where we met a lot of
carbon, right? So I'll give you an example. Shipping is a really big deal. A lot of carbon emissions come
from freight ships around the world. That's not obvious solution how you would solve that because the
kind of oil that they run on is really cheap and it's a very low margin business and they don't have a whole
lot of incentives to change besides what is coming down regulatory. So it's not a national solution where
someone to be a cool, someone will build a test off ships and it just work out. But the two companies to
be funded in that area, one of them is Seabound who is building carbon capture and removal for ships.

AR ERIE:
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[01:08:41] Gustaf Alstromer
English:

The other one is Fleetzero who build electrical ships. Electrification is on and again and again and again
and whenever it's being applied, turn out to be a more efficient way of doing whatever thing that you
were previous doing with the combustion industry. It is almost no maintenance. It's cheaper to build. The
batteries are more expensive, it's cleaner and it fits the carbon coal you have. There's just a bunch of
benefits there, but there has limitations. Usually the limitations on electrification has to do with batteries.
It's like how far can you go? Now that category is what | call the... Which is a very important kind of critical
one, which is the carbon accounting and sort of the recommendation systems that help big company
account for the carbon that they have and they are giving some recommendations of what you do.

AR ERIE:
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[01:09:25] Gustaf Alstromer
English:

So I'll give you three examples. We funded Unravel Carbon, which is carbon counting software in
Singapore, focusing on Asia, probably the leading one there. There's company called Carbon Chain,
which is focused specifically on supply chain and shipping and raw materials, stuff like that out of UK.
And then there's ANAI here in the Bay area. Who knows how this market is going to play out, but this
market has carbon accounting customer demand right now, right? So all the large companies of the world
have other either promised the government, promised their shareholders or promised the public, or



maybe even the employees, they go into decarbonize. They don't always have an idea how to do it. These
software platforms is like the plug and play "This is how you do it."

AR ERIE:
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[01:10:07] Gustaf Alstromer
English:

And then I'll give you two examples of things you can go into if you don't have any specific domain
expertise and just a good software engineer. There's a company called Enode. They are basically building
Plaid for EV chargers and Plaid for home energy system. So if we imagine that the future of all homes or
future of all charging of EVs is going to be a bunch of energy appliances that are run by small computers,
they're all wifi connected, you can connect to them and do things, tell them to turn on, turn off, turn on
when it's cheap, turn off when it's whatever, all these different things that are valuable for the energy
grid. Then you need a software platform to connect with all of them. And that's what Enode has been

building.
R EE:
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[01:10:48] Gustaf Alstromer
English:

Another related company is called Static. Static is the Airbnb for EV charging in India. The reason that you
need something like that is you don't have Tesla charging. You don't really have public charting in
general. People don't have outlets in their garage and they don't have garages. So you need to build a
new bottom up EV charging system or platform, and that's what Static has been doing. They're actually
building out public charging infrastructure as well, but they have their own app. So if you use a Static
app, they'll direct you to all the Static chargers. | believe that they're the biggest or the fastest growing EV
charging network in India, which is the second-biggest country, if not the biggest country in the world
right now.

FROCENIR:
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[01:11:25] Gustaf Alstromer
English:

So the potential of these ideas, even that they're doing well now is just infinite, such an enormous
market. If you succeed in one of these things, | don't think we are going to have as many gas stations as
we have today and different networks. We're not going to have the same in EV charging. It's going to be a
lot more consolidated around the use experience of the end user and the app they open to do this stuff.
So I'm pretty convinced that there's real big opportunities for software entrepreneurs to figure this out.
There's some companies in the current batch that are focused on this too.

FROCERIR:
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[01:11:59] Gustaf Alstromer
English:

The final one I would mention is Heart Aerospace. We have a Heart Aerospace and the Right Electric and a
few others focused on aviation. Aviation is another big difficult to decarbonize. Heart and Right are
focusing on battery electric planes. So they're basically making commercial airplanes that fly on batteries

and flying electric motors and it's incredible to see.
FREiE:
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[01:12:22] Lenny
English:

What a killer list. We're definitely going to include links to all these companies in the show notes.
Something | was thinking about is, so one narrative violation you mentioned is that there's actually
money to be made in climate tech. It's not impact-oriented market anymore. It might be worth chatting
about why that happened, but the question | want to get to is also things are going well. A lot of progress
is being made. People see climate change and it's like we're dead, it's game over. But it feels like battery
prices are coming down, solar's coming down, wind powers ramping up, all these startups are investing.
So it'd be fun to just hear what's going well and maybe what is there to be optimistic about, but then also,
"Okay, yeah, things are going well, but there's still things that are not going so great and where we need
to double down."

RSz ERIE:
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[01:13:10] Gustaf Alstromer
English:

Two specific things that went well in the last say 12 or 24 months. First one was politics. So in the United
States we got the IRA, which is like it's called the Inflation Reduction Act. It makes sense because shift into
greener energy is going to actually reduce inflation because it reduces energy costs. But it's really a
climate bill, right? It really is a bill that is focusing on onshoring, a lot of supply chain for the green
economy and incentivizing a lot of this change that we just talked about. Whether it's carbon removal or
home energy or home heating, whatever it might be, this bill addresses all of it and is massive. So that's
one really good news. Politics didn't have a lot of good news in the US for a long time on this. Maybe not
ever actually.

AR ERIE:
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[01:13:52] Gustaf Alstromer
English:

The second good news, and it's such a good news that Europe is now trying to conquer. They're not
trying to counter the IRA with their bill because they're seeing some of the battery companies saying,

"Well, I'll actually going to build the next factor in US, not Europe anymore. | changed my mind."
FpERIE:
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[01:14:05] Lenny
English:
Oh, wow.

FROCENIR:

[01:14:05] Gustaf Alstromer
English:

So Europe now has to counter with their incentives as well. The second good news is corporations are
now customers. So maybe three or four years ago you went to a Fortune 100 company and you're like,



"Hey, do you want to buy my XYZ decarbonation solution?" What it's like? The software platform or EVs or
whatever it might be. They're like, "Well, talk to this person on this floor. Maybe they can help you." And
this person was not really empowered to make decisions. That has changed. Now they're like, "Actually,
we promised our shareholders to reduce emissions by 2% every year and we also promised the
government and we promised whatever publicly to do that. So we got to do that." They're like, "Where do
we start? What's the first 2% that we got to decarbonize? Maybe that starts with energy. Oh, we'll change
our energy providers." But they are now showing up as customers, not just with LOIs but paying actual for
contracts, right? Doing investments in these companies because they've all see the future and they don't
want to be behind.

AR ERIE:
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[01:15:02] Gustaf Alstromer
English:

There's financials motivations for this. They want to get access to capital that has some strings attached
to some of these things, but they don't want to fall behind. And then they don't want to be the Toyota to
Tesla, where Toyota said, "We are not going to do battery electric." It's just like they're still saying that
sometimes and everybody else is like, "Tesla is the one we got to copy because that's the one that's
winning." All these corporations are really afraid of being the Toyota. They're really afraid of being the last
one who's not changing and then the world will move past them and then they're going to die. So | think
the motivation here is intrinsically survival and it's really about sort of adopting this because this is where
the world is going.

AR ERIE:
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[01:15:39] Gustaf Alstromer
English:

| think these are the two best news. The thing that | think what... We also wrote about this in the request
for startups. This is not a thing where you can convince everybody to just agree with you. And even if you
did, people wouldn't know what to do. So you have to view this as an economical opportunity and say...
We can't convince everybody that this is going to be the thing that's going to happen. It doesn't actually
matter if you convince everybody. What matters is that sufficient amount of corporations are convinced
that they change their habits. And then you can sell the things you're building to them.



FRZERIE:
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[01:16:09] Gustaf Alstromer
English:

As sort of founder, just focus on your customers and focus on B2B. That's what most people | recommend
to do here because that's where most of the change is going to happen. That's why I'm really optimistic
about these startups and these founders. What they're doing is, in my opinion, more impactful than
someone running a campaign trying to convince some other people that this is a big problem. Even when
people know that climate change is problem, they don't know exactly what to do about it. But the startup
founders, they know.

FROCENIR:

EREBA, RF|FLZETMHER, TFTF B2B. XBEHBWNAZSHAEXEBNER, BARBABIEN
RELERMTS . XN AT XENE QB MXLECIBAFE RN EHRER, MIFAHBSEBELEEA
RE—1DEHNAERRINARZB— I ARBBEEGZMA. BEATESEZUZ N, WithFHINE
ZE A EYILIATEIIE ARE.,

[01:16:37] Lenny
English:

You touched on this, but it feels like one of the biggest shifts is capitalism is kicked in and is now leaning
into climate tech startups and that's-

FROCENIR:
MREI T X—R, BAEKRANRZEZ —MERESENFHEREFR, REERSERRACIQBMHMF, mX

[01:16:46] Gustaf Alstromer
English:

Yes. Absolutely. Absolutely.

R EE:

T, BT, BT

[01:16:48] Lenny
English:

... making a big dent. Well, with that, we've reached the final part of our chat, which is the very exciting
lightning round. I've got six questions for you. Are you ready?



FRZERIE:

------ FETEXRNEME, 177, REX/L, HMNELETHENRE—&D, WMEIFELSAHENABLER
o BANNIAERR, AEFF TIE?

[01:16:58] Gustaf Alstromer
English:

Yeah.

FCERE:

BEEFT

[01:16:59] Lenny

English:

What are two or three books that you recommend most to other people?
FREiE:

MEHREFELIANB=RBEMA?

[01:17:04] Gustaf Alstromer
English:

The first one | recommend, | think | have it here. Yeah, this one. It's called The 100% Solution. It's written
by Solomon Goldstein-Rose. It's for people who think climate change is a problem but don't know what
to do about it, or they're just kind of in despair or think they're like, "Ah, everyone are going to die," right?
There are some books written where the outcome of the book is like, "We're all going to die," but the
truth is that we're not all going to die. This book is trying to cover the 100% of all the solutions in detail,
kind of much more detailed version of the request of Sharp that we wrote. It gets you freely optimistic.
And | give that to anybody who's cared about climate change because it really lays out this from a very
optimistic way of looking at the world. And that's why | recommend that book more than almost anything
else. That's probably my number one book.

FRERIE:

BIEENE—&, BERX/LME. 81, X&, BN (100% f#R5Z) (The 100% Solution) , fEERE
Solomon Goldstein-Rose, EREHLLINARBEZHNE N ERTEZEADNA, HESHLELFHLE
. DS B, BATHMERT WA, BEREHRMGIEHME “BITBERT” , BELHIENL., X4AH
REFMRE 100% HWAIBRASR, BREHRNENIEESHIER. ERILTTEEERM. KRIBEEX
BEAMXOSBETUHA, BATENMN—NMEERUNAEENE R, XME AT AKIEEFEEMERBE
BEEXEAR, XAMEHNEIE.

[01:18:00] Lenny
English:

Amazing. | love that if just a one book, here's the book you got to read. I like that approach. What's a
favorite recent movie or TV show that you've really enjoyed?



FRZERIE:

KiET . HRERXM “NRAP—, MFX—4" BHN. HRERXMGZ, RIEMRIFESRIBREE
MTHEZHA?

[01:18:10] Gustaf Alstromer
English:

Oh, | watched so much. | don't know. | love Emily in Paris on Netflix. | think | have TV serves different
purpose for me these days. It's just like entertainment.

FROCENIR:

I8, FETRZ. HAME, FEWR Netflix EBY (SKFIFEEZEE) (Emily in Paris) . FSINTE B KR
EXRENAE, gEmERR.

[01:18:22] Lenny
English:

Yeah, | get that.

R EiE:

=8, IR

[01:18:24] Gustaf Alstromer
English:

But what else movie do | watch? We watch the Everything All at Once. | thought that was a really good
movie. That was-

AR ERIE:

BEETHABE? HIVET (BRELFH) (Everything Everywhere All at Once) . EISIE—ZPIEELF
MR, e—

[01:18:30] Lenny
English:
Yeah, it might win Best Picture.

FRsCERE:

[01:18:32] Gustaf Alstromer
English:
Yeah.

RS ERF:



[01:18:32] Lenny
English:

We have a drinking game here. People say White Lotus, we drink. And so you did not, that's probably for
the best. Favorite interview question that you like to ask YC founders when you're interviewing them?

FROCERIR:

ANV BN SEREY: RBEARE (BERERN), HmEE, gk, BAERT. REER YC el
I ANRERNEIR PR TA?

[01:18:43] Gustaf Alstromer
English:

What have you done since you applied to YC on your product? What are specific things that you've
accomplished since you applied? Because that usually is a month or two month months ago.

FRCERIR:

“BMIRERIE YC LR, 1REFRLEMT HA? BMEIELER, REATRTHLEEE? ” ARIBEEE—HT
ARIBNET,

[01:18:51] Lenny

English:

That's awesome. It connects so much with what you said earlier.
FRCEIE:

KET . XMIRZATRNIEERS,

[01:18:55] Gustaf Alstromer
English:

| hope the answer is like, "Here are all the things that we did.
FRCERIE:
BRAREERR. "XEFNMMBREEE.”

[01:18:59] Lenny

English:

Versus we just prepared for this interview.
R EE:

MmAE “BMNRARAXREIRAM T EE" -



[01:19:01] Gustaf Alstromer
English:

Exactly. Exactly.

R EE:

AEh, "o

[01:19:02] Lenny
English:

Most out there wild startup you have funded?

MAMINREDT. RRIENE QT EWER?

[01:19:07] Gustaf Alstromer
English:

I think | would say when | stepped onto the hangar floor of Heart Aerospace. | can send you a photo.
Literally, | am looking at an airplane that's being made and I'm like there's no SaaS company's office you
can walk into and you just open your mouth and you're like, "What the hell is this?" There are a few of
those companies that are space companies or airspace companies or something like that where it's just a
different feeling that you fund them and you can touch it. | have a lot of appreciation for things like that
now because they're much harder to do, but when you succeed, they're much more tangible and you can
be like, "I have a tiny little piece in this space rocket or this airplane that we funded or this satellite above
us." I really think that that's in some way a strong legacy compared to some other things that exist and
just replace other softwares. And all these are better businesses, but there are strong legacies.

FROCENIR:

BERSUE LT EHE Heart Aerospace RINEIREY, FHATLURGIR—IKIRA. FEEX L, REEE R
EERIER W, B8, KEREA—XK SaaS RENNRERILIFEEEFRFEKAEER: “XEREF4
2?7 BRANRAR, LWMKEATRMEMRLE, RENENHEFFMIEI&R, BPHRIEETETE
B, HIMAFEMEXELIE, RAENEXEM, EIIRMINN, ENERLNAR, RAILR: “EXTKRE
AT R THNHRATKMXFRER, BERN—NMITH%E.” RERIAN, SHIREMNEEAEMERGFRIR
FafALL, XTERMIEE LR —MIRARER, RABLERGTREEFNER, EXEZRAMEE,

[01:20:06] Lenny

English:

What's a pro tip for applying to YC?
FRCERIE:

B YC Bt AMiRIG?

[01:20:09] Gustaf Alstromer



English:

Pro tip. Number one thing is go to YouTube and type in like... | think there's a video that we've recorded
which is about how you succeed with your application [inaudible 01:20:18]. It's an hour long video that
gives you all the pro tips on how to do it. We told people in advance, "Once you've watched that video,
then see if you know anybody who've done YC and then reach out to them and maybe ask them if YC is
right for you, but also ask them what's important for you to, as you kind of approaching applying to YC,
writing the application, during the interview, what were the things that matter?" Those are probably the
two things | would do.

AR ERIE:

Wik FB—MHERE YouTube R FHEHANNRI— MM, BRTUOFAINRIER, BRE—TKE—)EY
BURRSR, R TFIANT TS, HIMRRIEIFAN]: “BRBNMUIE, EEHFRESINRSMI YCHA, A
[REXAMEAT, [H)ie) YC REESIR, EWRRMIIZERIS YC. TRFEFMNEAIRETR, MERBRRAEEE
B, XABEHRMBIRSE.

[01:20:46] Lenny

English:

Final question, what's one pro tip for visiting Sweden?
R EE:

RE—NAE, EmEREETAWIRE?

[01:20:49] Gustaf Alstromer
English:

First of all, you should visit in the summer. It's a really good time to be there. It's a very different country
in the winter. Try to go outside the cities into the nature and then prepare yourself for Swedes not all
being Americans. They're a little bit more colder and have a little bit more distance to you and they don't
randomly talk to you like I've learned to do here in America. | think you just have to go along with a little
bit different of a vibe than you have here in the US. Most people actually love it. Most people who have
just been, they love it, but most of them go in the summer.

AR ERIE:

B, IRNZEEXRE. BEEMWENFIN. LRNIHRTLES—TMER. AEELET, EHEXBA,
AR OEES, WEATEREEA. MEHLSX—R, SNTERF—ENER, WIFAGREREF
SHVBBEE BB R, RBMMAFTEEN —MS5XETETENTE. AEHREINWARLEBRERAE,
BfNKZEERER.

[01:21:23] Lenny
English:

This reminds me, | wanted to close it, but there's a tweet once about how in Sweden when you go to
someone's house, they don't feed you. It's not expected that you will have food. You have to bring your

own food. Is that true? And what's that about?

AR ERIE:



XA, BABLERT, EEEE—FEEN, THREISMRESIARE, MIIFLFEZHN. AMIFEES
BiRMz, MSECSHIZH. XEENE? RREARE?

[01:21:35] Gustaf Alstromer
English:

It's absolutely true. | actually gave an unconference talk about this topic. The unconference talk was all of
the strange things to Swedish people do and why. If i would summarize it, yes, we do that. | actually
experienced that. | went to a friend's house and they had dinner and | waited in my friend's room while
they had dinner. That was just normal. And why did that happen? | think there's a strong sense of
individual responsibility in Sweden, which kind of reaches over to unfriendliness, [inaudible 01:22:10]
from an American or foreign lens because this is so crazy. But in Sweden it's just like, "Well, you take care
of your kids. I'll take care of my kids." And it's not really a question.

FROCENIR:

S REN, HEMFLEZFIMXMERME—R R (Unconference) Eifto BRI HEIZIHEA
WEPRBEENEBEUNRRE. MRILFRELE—T, 2609, HNBEIREF. BFEFLEHI. RE—THER,
thiiliziRR, HMEMANERIESFE, BEMINEZT. BRIEE. ATAZZE? HINNIRHEEG—FRZU
PTARER, MEEAZINBEANBERE, XEFTARYE, BAXKRET. BERHE, XHnKGE:
IR, (RERIREVIR T, HERPHEBET.” XIREFE N,

[01:22:18] Gustaf Alstromer
English:

| think that a lot of the motivations of why Swedes are strange, one of them is we don't want to be
indebted to someone else. So we never want to feel like... Which is why you wouldn't... For example, if
you go to a bar in Sweden, you don't buy a round, you buy your own beer because maybe you have to
figure out the money at the end of the day, things like that. I think it's just actually quite individualistic
society, but it's individualistic with heart | would say. There's a warmth to it, but it will definitely be
appeared strange to people who don't really understand this. They think people are cold and they're just
like they don't understand that there's actually a heart behind this stuff.

FROCENIR:

HIANIREANZFRLEER, REDNNZ—RENFERFIANE. PAUABMNMRERES - XA AMRE
e, MRIRARERVER, (RARBFARE—, MAXECHEE, FABITFRIRMREEBK,
Bk, HIANNXEFLEZR—TMEIPTAEXHHSR, ERERXZ—M “BRE BWTMAEX. EBRE
BW—mE, BENTFAREEEBEX—RBAKR, EEEERRER. MIPAAAMIRLE, MINIERFEFXLE
EEERELREEREN,

[01:23:00] Lenny
English:

That sounds really smart, to be honest, the system. | would be into it, but | can see how people are very
confused. Gustaf, | can't thank you enough for doing this. This was incredible. | know that people listening
to this are going to leave informed, inspired, motivated, hopefully motivated to move faster and make
more progress. Two final questions. Where can folks find you online if they want to learn more or ask you
may be follow up questions? And two, how can listeners be useful to you?



FRZERIE:

ELY, XPMRRITEREERN, RSN, BHEEBENTAANTZREIRZ. Gustaf, FHKIFERGR
BMXRTIB. XXET . HAERRITTATEIWIRAE. ARBER. KRN, HEEHMIITHSE
R, RSEZHR. REMTAE: MRAKETHRESHRIRELNE, AJUEBEREIR? =, KA
ARG A?

[01:23:27] Gustaf Alstromer
English:

| tweet sometimes on twitter.com/gustaf. The most useful things that | put out is probably on the YC's
YouTube channel. So | record a couple videos on growth, on sales, on how to talk to customers. | actually
send them to people all day long because the Start School videos that we made are a lot of preparation
went into it and it answers most of the questions that people have. So watch those first, | would say. But
yeah, sometimes | tweet other stuff that people can follow. That's fine. How can people be useful to me? |
love hearing feedback from founders, what they're working on. | want to hear kind of questions they have
about their companies. But | want to also really emphasize that to apply to YC, you don't need to know
any of us. You don't need to reach out to us. It doesn't make any specific difference.

AR ERIE:

KB twitter.com/gustaf L &#., HAHNRERANARARGERT YC B YouTube i@ £, HRHIT—
LEXTFIEK. HE. NASEF XXMM, RERIEXLEMRLLIIA, BARNEENLILFRR (Startup
School) TN T AEHEETIE, ERET ANAZHRD. ALK, SEBLMM, HA, BHEK
Wk —LEHMPRA, ARAUX T, EFANMATUARMEAA? BRERFIBANRE, Wit I7EM®
ft4. HERIAMIIT AT E AR, BRAEBIFFREA—S: BFiF YC, MARZINREKNPHNERMA. R
REERRE]. BAEF=EEAMEFENXS,

[01:24:15] Gustaf Alstromer
English:

The principles in YC is that you should be able to become an insider in YC in Silicon Valley without
knowing anybody. That's kind of what the application process is about. So feel free to reach out to us if
you have questions, but don't feel like that's required to be a good YC applicant. It's actually the opposite
in that we read and treat all the applications equally. Thank you so much for listening to this podcast. |
mean, it made me happy you made all the way to the end.

AR ERIE:

YCHRMNZ, MREIZEBERAMREAMANERT, RAES YCHBERA. XMBHRIERENZXFAE. Fr
LUNRIRERE, WDEXRIEA], EFRERF/IXEMN—RMT YC RIBFENLERMG. FXBaERk, Hi=
FEMFIFANRFAENRE. FERGHROTXMER. RER, RERIIRELERFC.

[01:24:44] Lenny
English:

Yeah, extra credit for listening to the end. | also just want to say while you're saying that, it feels like YC is
such a good force for the world. It just enables so much innovation and progress. And if technology is



what drives the world forward, IC is so at the center of a lot of that. So just huge props to what YC is doing

and what you're doing, Gustaf.
R EIE:

0, REREHAESMD. FbBY, K YC IR EM—RIEEE. SN T ZMeIFMHT, W0
REREHE R HNNE, BAYCHERSEBHNFPO. FrLL, Gustaf, JRM YC FREBI—I R,

[01:25:02] Gustaf Alstromer

English:

We feel a lot of responsibility towards that. That's for sure.
Fp S ERIE:

BATAEREIFTEER. XBEEMN.

[01:25:05] Lenny

English:

Allright, I'll let you go. Again, Gustaf, thank you for doing this.
FREiE:

97, BEAEIRIRT . BRZEHER, Gustaf,

[01:25:09] Gustaf Alstromer
English:

Thank you so much.

R EE:

IFE Rt

[01:25:12] Lenny
English:

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.

FRCERIR:

RS, WMRIMEGXETEENE, ALE Apple Podcasts. Spotify SiREIRAEZR N A LITHZAT
Bo o, BERARMNISXABZTHTIL, XREEHEHEMARKIIXININEERT, RATUE
lennyspodcast.com #EIFIEHITTEHR THRESZER. THTEL.



