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[00:00:00] Hamilton Helmer
English:

Warren Buffett famously said, in business.
R EE:

e - BIEFBEE—ORE, AERT.

[00:00:02] Audio

English:

I look for economic castles protected by unbreachable moats.
FRCEIE:

RIF A Z AL R R ARV A PR IPRE TSR

[00:00:04] Hamilton Helmer
English:

Power requires a benefit and a barrier, so he's taking care of the benefit part by saying a castle, you have
to have a pretty good understanding of why it's a castle and not a shack.

FROCERIR:

“H8” (Power) FEAFE (Benefit) MEEZ2 (Barrier), BIFFFRE “WE” B, thLfr ERELIEU
mAVER Y. RAIARE BRI, NAECR—ERE, MAR—EIEMERNKE,

[00:00:15] Lenny Rachitsky
English:

Soin a lot of decks it's like, "Oh, we have the most amazing team. We move the fastest." You mention how

rarely is that actually a power?

FRCERIR:



AERZBMATRIBR, AMIER: B, HNERENE, BHToHRR" MREE, XERAESLRDE
HIEMm—h “NI8" ?

[00:00:20] Hamilton Helmer
English:

You're on a treadmill and if you stop running on that treadmill, you get creamed, but it's not power. The
things that drive operational excellence can be mimicked.

AR ERIE:

RIGERT I L, MRMREFELEFRE, (MMsEREE, EXHFAR “HE” . KohizE=# (Operational
Excellence) BYABLERZRERI LAMARIAHY,

[00:00:30] Lenny Rachitsky

English:

Let's actually talk about achieving these powers.
R EE:

ABFARIEPIIFEERIGXE “HE”

[00:00:32] Hamilton Helmer
English:

There's a thing called power progression. There are times when certain types of power are available. The
path to power is where the rubber meets the road.

FRZERIE:

B—MARAME “HE8E#H” (Power Progression). EARRBIMER, REAERENNELZAIREN. BiE
HEZRBARHEIENLEERNMT,

[00:00:44] Lenny Rachitsky
English:

Today my guest is Hamilton Helmer. Hamilton is a legend in the world of strategy. He's the author of 7
Powers, which outlines a framework for identifying and developing sustainable competitive advantage. It
is widely considered to be the best book on strategy and people like Patrick Collison, Peter Thiel, Reed
Hastings, Daniel Eck, and so many more leaders credit the book and Hamilton's teachings for helping
them build durable lasting companies. In our conversation, Hamilton shares what sources of power
startups can start developing early, which types of power companies often think they have but they don't,
how power relates to strategy and moats, when to start thinking about power as a startup and also what
individual product managers and non-leaders can do about these insights about power. Also, how
Hamilton sees Al impacting various entry and the sources of power. He also gives a preview of his new

book that he's working on currently and so much more.

AR ERIE:



SRNERBNERW - #/RE (Hamilton Helmer) . XZ/RME S ANEFTAY, tE (THAHE) (7
Powers) —HHEE, ZBERT —MRIIMALIHFEZTHMBIER. SHRIIZINABX T HENRES
E, BMEFER - B2 %K (Patrick Collison) . 1§ - & /R (Peter Thiel). B - IGHTEH (Reed
Hastings). f3/E/R - #k52 (Daniel Eck) FERZMFEERFEILIFA LTI T F XA BN /RIAIE
Fo ERNFHIER, NBRMHDZTVEIRF T URAFALNE KR, WLEXINHER AT EUNAE
HIARAR, HEWNFESSEEMPEAEXEK, VAR RNZAREENE, URMAFREREMIEASE
BILUANMAIRI XL X FAEMN MR, b, NBREEXE T Il EIERE Al SDEN IERM D ERFEHRM, th
EME T BREEESHHE, UREZEERE.

[00:01:40] Lenny Rachitsky (Sponsor Segment)
English:

With that, | bring you Hamilton Helmer after a short word from our sponsors. And if you enjoy this
podcast, don't forget to subscribe and follow it in your favorite podcasting app or YouTube. It's the best
way to avoid missing future episodes and it helps the podcast tremendously. This episode is brought to
you by WorkOS. If you're building a SaaS app, at some point your customers will start asking for
enterprise features like SAML authentication and SCIM provisioning. That's where WorkOS comes in,
making it fast and painless to add enterprise features to your app. Their APIs are easy to understand so
that you can ship quickly and get back to building other features. Today, hundreds of companies are
already powered by WorkOS, including ones you probably know like Vercel, Webflow and Loom. WorkOS
also recently acquired Warrant, the fine-grained authorization service. Warrant's product is based on a
groundbreaking authorization system called Zanzibar, which was originally designed for Google to power
Google Docs and YouTube.

FRCERIR:

EREREBENERENARE, BEREERNEZ/RE - fi/RENIFK. MREERETEE, BFAETICELE
ENHBER A YouTube EiTRMX T, XRBRESIRRTENRES, BHEBEEEE AR, &%
TIEHH WorkOS RG22, INREEFEIIE SaaS A, RELENEFLSFIREREWEKINEE, 90 SAML &%
IEA SCIM FEE. XFhZ WorkOS AR ZH#, TEELLEIRR B/t AN BARMEIIhEE, 18 API 5
TR, LSRR GHERBNIIEMINENF L. NS, HERLEEH Work0S 2 #, G1F
S eT BEZAZERY Vercel. Webflow #1 Loom, WorkOS &xifmid e 7 4% E1R AR SS Warrant, Warrant B9/ &
BT R Zanzibar WHAEIHIRINARS, ZRFRIEN Google i&itHY, AFZHF Google Docs 1 YouTube,

[00:02:42] Lenny Rachitsky (Sponsor Segment Continued)
English:

This enables fast authorization checks at enormous scale while maintaining a flexible model that can be
adapted to even the most complex use cases. If you're currently looking to build role-based access
control or other enterprise features like single sign-on, SCIM or user management, you should consider
WorkOS. It's a drop-in replacement for Auth0O and supports up to 1 million monthly active users for free.
Check it out at WorkOS.com to learn more. That's WorkOS.com.

FRCERIR:

EEFEANEINE THITREENMCER A AIEE, FNRITTRBENKEFAHNRERE, MREEH
EFRNBETAGHNHRERSEMELYIIE (MERER. SCIMBAFEE), ENZEFE Work0S, €
T AuthO MEMEBNARBRA R, HREXZIFEIX 100 FAERKAF. 18 WorkOS.com THREZER.



[00:03:13] Lenny Rachitsky (Sponsor Segment Continued)
English:

This episode is brought to you by Vanta. When it comes to ensuring your company has top-notch security
practices, things get complicated fast. Now you can assess risk, secure the trust of your customers and
automate compliance for SOC 2, ISO 27001, HIPAA and more with a single platform Vanta. Vanta's market-
leading trust management platform helps you continuously monitor compliance alongside reporting and
tracking risks. Plus you can save hours by completing security questionnaires with Vanta Al. Join
thousands of global companies that use Vanta to automate evidence collection, unify risk management,
and streamline security reviews. Get $1,000 off Vanta when you go to vanta.com/Lenny. That's
Vanta.com/Lenny. Hamilton Helmer, thank you so much for being here. Welcome to the podcast.

FROCERIR:

AETEH Vanta HEET. TFRFRAEMENARELRAE, FHERIMSTR/ER. UE, EoLhEd
Vanta X— M E&RITEXE. REEFEE, FBE TR SOC 2. 1SO 27001, HIPAA ZFE#MIAIE, Vanta
ML EEEETAAUBEHSEREANER, R REMBERX, I, EFaLGEE Vanta Al 525
Z2nE, MMTHEBVNEEE, MASEKBTXHER Vanta BohEIEHE. S—XRBEHEVLEHE
B AT1T5, i vanta.com/Lenny BIE]Z 5 1,000 £, SXNZB/RER - #/RER, IEFBOSIREEREIX
2, DRI FEE

[00:04:12] Hamilton Helmer
English:

Hi Lenny, a pleasure to be here.
FRCERIE:

{R4F Lenny, REFREIXE,

[00:04:14] Lenny Rachitsky
English:

It's even more my pleasure. | want to start by talking about when power becomes important. When do
you recommend founders start thinking about power in terms of pre-product market fit, post-product
market fit? Is it worth spending time thinking about power early? Obviously it's good to think about a
little bit, but how much and how seriously should founders be thinking about it before they found
something that people actually want?

AR ERIE:

XEHHRE, FEEN THE" ANEREERE. MBNBATAERFIBEEE “HE” ? BEFmS
miZHE (PMF) Zgl, R22Z/E? RHEREIRE “HE” ERE? B, BE-—TE2EHELN, BEHRE
MIEEREZENRAEZE, SIBANZRASZ VS, ZINEMEREE?

[00:04:38] Hamilton Helmer
English:

One of the things that has really surprised me in the last five years has been that my understanding of the
answer to that question has changed. And before | thought it was you do product market fit and then you



do strategy, and if you try and put strategy before product market fit, it is not much you can do with it.
That's wrong. Actually, | mentioned before one of the great pleasures for me in my work is being able to
talk to company founders and one of the things that has surprised me is that conversations with them,
even at an early stage about strategic matters have a richness and relevance to me that was unexpected.

FRCERIR:

ASENREER, B—HFIULRERIRT, BUREBRNXNEENIBERRET TN UFIHINA, REIZTMS
FmS5mHRE (PMF), AEBMERE; MRIFXELEEKE PMF 281, BIREHFT 4. EBRIHE
B, SKRRE, HZAREE, HIFPEANTBZ—MEESATLIBARE, ILHIFFNE, EIETTEH
FrEg, ST BRI EAEEERARENFEEHEMNBEXML,

[00:05:41] Hamilton Helmer
English:

And founders are practical people. | mean it's very hard to do what they're doing and they have to be
extremely focused and choose what's worthwhile spending time on. And so in observing their reactions
and that dialogue, | could see that there was something going on that was meaningful to them. And this
second book we're working on, we'll tease out why that's so more, but the answer to your question is
when should you thinking about this? The answer is always. And that's an odd answer. And so even
before you have product-market fit, it's worth thinking about strategy. Now it's not strategy in the sense
of this fully articulated strategic planning, we're going to do this, these are going to be the competitors,
this is how we're going to answer them. This is how we'll price. Not like that at all. At the earlier stage, you
can imagine wildly more degrees of freedom and the questions are of the business propositions that
you're thinking of in trying to get to product-market fit, what are the underlying characteristics that might
tilt them towards the availability of power or not?

FRZERIE:

B AR S KBIA. R, MMM EETHNIFIFER®E, MMNLARETE, FERESENENE
5. Hit, BIMREMIBRNAAIE, HEBRZIFERAMMIIKREERXE. HMNEEENEZELH
SE—TRHEHPHER, EBREZMRHEE: FARERZEEXN? ERE: KT XBR—1MHENER. i
B, BERRE PMF ZH1, HEMESES, 44, XENTEIRMTERER SRR — b EEA
. REXNFRiE. MAN. WOEAEN. TE2AEMF. EREME, FAUEKBEARZHNEHE, 1
BT RN TEE PMF T BENL S KR, MEBEHIEANERIILTMMARTRE “HE" , HEFE?

[00:07:10] Hamilton Helmer
English:

And those actually are meaningful conversations and certainly by no means certain. You're tilting
probabilities, you're not creating a determinative things. And then later on, once you've already have
product-market fit, then you have to understand your source of power to understand what competitive
position is because then you have to establish that. And then later on in a more stable phase when you're
in a stability phase of business, you have to know what your source of power is if you have one, because
you have to know how to defend it. And then also it is also the foundational knowledge that you need for
if there's another step. Because another thing that's quite surprising about iconic businesses is they often
have a second act or a third act or fourth act. | mean think of AWS or Intel going into CPUs or Apple going
into iPhones, all not the origin of business. And that's actually common, not unusual, and that's starting
the process all over again.



AR ERIE:

XEMELFR EIFBEARN, SR, ERBIFHE, MBEMRRER, MARELIEHENEY. E, —B
fRIR1FT PMF, {RERDIN T BBAIRBINENRIR, DIRRRRRRSMAL, EABIRS I M. BiEE,
HISHENBRENMN RN, MRFAEHEXRR, MOTNECEHA, RAMRSIENAERE, It
5, ZBRMRBMABIEE FT—PAFENEAMIR. BAGEEELHN—MLANRFNRERE, ENNEEE “$
TR BZERT HE "BmRT . B AWS, sERRRIN CPU G, SEFERHEDL iPhone, XL
FRISHER. XEXRER, HAFFEL, MBPBHREBTIEXEEHALH,

[00:08:24] Lenny Rachitsky
English:

Awesome. You mentioned this word strategy. | want to set a little foundation here. How does strategy
relate to power when people are thinking about these two concepts? And then do you have just a nice
definition of what strategy is? Everyone's always just like, "What the heck do you mean when you're
talking about the strategy?"

FROCERIR:

KIET . RMRET “GUBR” XM, HBEXET &M, SAMNTBEXMMMIZE, &S “NE” zZiEzE
TAXRR? B, MEFERALERT—MEENEN? 8MABRER: “HFKICHKIEEN, RBIKEHEMT
/A? ”»”

[00:08:41] Hamilton Helmer
English:

As | said, I'm a concept person and so when you develop concepts, you have to be very highly constrained
by their usefulness. I'm a great fan of the great mathematician, John von Neumann, and he had a view
which really irritated a lot of mathematicians, which is that if mathematics wasn't guided by what was
useful, it would become, | think the word he used was aesthetic to aesthetic. And so any concept
developments like that, it needs to be guided by usefulness. And so in dealing with strategy, the question
is what domain of things do you want to include in that conversation? Because the term is ubiquitous in
business. | mean do a Google search sometime. I've done one recently on Google Scholar for the word
strategy and you'll get a million, I'm not exaggerating, a million hits. And so strategy for some people
might mean everything that gets to the pile, it gets to the top of a pile in terms of what you have to do
that year.

FRERIE:

EMEFR, HE—EEMSNA, FIUHGEAAERN, MORZIE “GAN NEELYER, BEMFK
WERYH <) - iBKE (Johnvon Neumann) MEBSHMZ, thE—MUAILRSHERBIINA, BHE
MRBERUERMENIES, EMTE—REBMANAR — “BFHEEN . FHit, EARMHER
EMBEUERAMANSE. EAIEHEEE, REET: FEENETESMLESHNATRE? B MaERL
PRI, (REIUEBTUEER—T, HRRIAE Google FARIER BT “Ml” XMF, MEBI—BHMNE
R, BEEK, B—BAD. FIUANELARKN, SEEAIERRER—FIRBIMHFIEEESE,

[00:09:58] Hamilton Helmer

English:



Everything is... And that's a perfectly legitimate definition, but what I have found is that there is a very
important narrowing that makes it much more useful. So that's coming back to what | was saying
[inaudible 00:10:17] makes it much more useful to the business. So my view is that you want to focus, it's
very useful for a business to focus on the fundamental determinants of business value and that's an
arbitrary choice. It could be something else, but | can tell you from decades of business experience that
that narrowing is very useful. And then so once you make that... Once you reach that understanding, it
tells you some important things. So if you understand what drives business value, | mean if you do the
math of it right, it's NPV of cash flow, right? Expected cash flow. And what that tells you is that strategy is a
long time concept. You're looking far out in the future.

AR ERIE:

FRIEEBEHE - XEARAR— M RE2FENEX, BERLRM, #TMHEBEEN “WE" aFHERESR
o XXEETHMA R, XRLEMISEERD. HHMNRE, BUEETFT “UWSNHNENRFRERER"
REEERN, BAXZ—TEUWRNERE, WAIUEHR, ERER/L+ENHLEZE, IMBEFEER.
—BRAR T XMIERE, EMaEIFF—EEENER. ORMFEFETENLSHENRZE —NRITHEIER
BiE, MERERVAIME (NPV), MWIE? FHHANRER. XHIFHN], SBE2— KBNS MEEREE
AR K,

[00:11:10] Hamilton Helmer
English:

So think of Pearl Harbor, Pearl Harbor for the Japanese was this enormous tactical success. They just
destroyed the US ability, naval ability in the Pacific Ocean and the worst possible strategic move because
it completely solved Franklin Delano Roosevelt's problem of how he could get the US citizens on board to
attacking Hitler. The strategy of it was US's industrial might would eventually win the war and population.
And the difference there is time constant, tactical short, strategy long. And so if you focus on value that
narrows what you think about and allows you to get rather concise and offer up advice to founders about
what they need to pay attention to.

FRCERIR:

BRPRESH. WEHEARE, BHRER—REXRBISARRI. ITHERTXEENFFNEERS, BEX
W REREENHEEE, ANEYNRBRTE=RM - B - PHENFULEEQARIFHRFFH%E
Ho MELBE EE, RENTUIAMAORLERFHF. XENXFIETREIER: SAREH, A2
KEARY. EE, MREFEETFMNE, XSWREMFRNBECE, ILREEEE, HEMIBARTEXINERR
HEW

[00:12:09] Lenny Rachitsky
English:

So then how specifically is power informing strategies? Like the way you think about it, focus on your
power and that will inform your strategy?

FROCERIR:

B4, “HE BAEZNFARMAEE? RRMHBE, BLETMN “HE” , ARXIRIFKIEFIRE
GBS ?

[00:12:17] Hamilton Helmer



English:

Earlier | talked about these economic structures that provide durability of return in terms of refuge from
withering arbitrage of everybody who wants to eat your lunch. And so that's what power is. So you have
to understand what is an economics? You're asking me questions that get pretty deep into theory or |
hope you don't, this is too conceptual. But you have to say, you have to understand how competition
takes place and say what is it that creates some kind of refuge? And what it is is there's something in what
you do that gives you either a cost or price advantage over others. So let's say you're lower cost and that's
the benefit. And the barrier side is that there's something that is durable about that that makes it over
time that you can't, the competitors can't take away from you. So benefit and a barrier, we call it the to be
or not to be test. And if you have that, you can think of that immediately translating into a value because

that will give you good margins out into the foreseeable future, which is what you're after.
R EE:

FLMRERRE T XELFEN, SMRHTRKRNFAYE, ILRRRBLERIBMRIRBEIIAN “E484%E
F” o XME “NE” o FIUROIIRRIARZFF? AR RRRNER, RREFZAHR. B
MR FIERESRNAREN, HARE: BHAETEM “BXE" ? EXRE: EIFFIMNERES, A&
RAILIRECAARBRAEHNEME . RIRIFRAER, XME “WaE” . m “B2" SElE, XMALER
BRAML, BENERERS, RENFEEFESTE, WmiEz2, RNz “EFEIRIGME" (to be or
not to be test) . WMRIFAAE XL, RAILUANERIZENEZRAANE, EAESETMRBIRRAMEERIFH
FEE, MXERIMAMERE,

[00:13:44] Hamilton Helmer
English:

I don't know if that's... We're getting into the weeds here, but that's what it's about. And so power is those
structures. Let me give you a quick example. So one | use in the book. So Netflix with scale economies,
they have more subscribers. The cost of their content is a very large fixed cost, about 50% of their cost
structure every year. They can take that fixed cost and spread it over more subscribers so their cost per
subscriber is less versus somebody with fewer subscribers. So if they face the same prices for
subscriptions as their competitors, they will be more profitable. And that's a scale economy and that's an
example of a type of power and a common one I'd say. But these things are hard to achieve, right?
Because there's the holy grail.

AR ERIE:

BRAMERXES - HNERRNATT, BROmEXE. i “HE” mERLLEH, LA IRENE R
BGlF, LEREREBERIHN. Netflix HBEMREF (Scale Economies), MITEELRITHAR, tiTHIR
BRAR—IEARNBIERA, SFLSEMELEME 50%. MITRILREXBEEME D MHEIEZITREAEF
5, Rittf18™APRAARLEARARUNESNFER, ORMUNERS RSN FEERITENS, i)
MEEEMAE, XMEMREF, B8 “HE” N—MEE, UERERN I, EXLERARESLI,
E? EAABRLRE T,

[00:14:47] Lenny Rachitsky
English:

So let's actually talk about achieving these powers. Essentially the argument here is your power informs
everything you do because this is the thing that'll allow you to stay durable and competitive and last.



There's seven powers. We're not going to talk about all of them. If you want to go understand each of
them, go read the book.

AR ERIE:

BIEATRIKRIAREXENE, ARL, XEMNERZ: M “NE” RETIRFMMEI—1], EAXZILIR
FREFHA. REANKBEAROXE. —HEEtMHHE. HNFE——118. MRARETRES—M, AIUE
AR Ho

[00:15:07] Hamilton Helmer

English:

Yeah. Let's not. That conversation always goes too long.
FEiE:

=0, e, BBMEREESWAA.

[00:15:08] Lenny Rachitsky
English:

Yeah, exactly. So what I'm wondering is, okay, so say you're looking at this list of seven powers and you're
a specific type of startup, do you have a heuristic that tells you here's most likely the power and set of
subsets that will most likely be an option for you? Like B2B SaaS companies, is there a smaller subset?
Probably one of these has to be one of your options versus B2C.

FROCERIR:

o FIUFAARENRZ, RIRIFEEXCMAENER, MRE—RIFERENMEIQE, (RELE—ME
RANGAEAUSIFEIBA: XERAERMNVAERIR, NEW—HFERKREMMNIRBIERE? b0 B2B
SaaS 1), BEE—TENWFE? EPF—NMRAJEZIREILEDT, M B2C NARE.,

[00:15:32] Hamilton Helmer
English:

That's a great question Lenny, because | think the path to power is where the rubber meets the road and
it's very complicated and nuanced. But I'll give you a few thoughts along it and frankly our next book, the
Second Invention, that's what it's about. It's about power, the entire book.

FROCERIR:

XE—NMEEENEE, Lenny, RAKIANBETHENREABEERHMS, SIEEEXREFHY, BEFKT
PUAIR—LEBER, BRI, BRI T—2P (EZX%KE) (The Second Invention) HHFEX D EBARPER
EFitieanEFRE NS,

[00:15:56] Lenny Rachitsky
English:
[Inaudible 00:15:56] I'll try to read it.

FRCERIR:



(B RERIE.

[00:15:58] Hamilton Helmer
English:

So in a book there's a thing called power progression, which says there are... It tells over the cycle of a
business, there are times when certain types of power are available and the converse of that is times
when they're not available. And so there's some that only are really available in when you reach a stability
phase of a business pretty far out there.

AR ERIE:

EBPRE—IERNY “NEEH" , CRPATEEWHNERERS, REXMNWHEFERENHRAIREN, &
Z, ERENEHNERTREN, Alt, BENERFHMATWSHRENR (BERREH NARER
Ao

[00:16:25] Hamilton Helmer
English:

And so if you're starting a company, take those off the table. So those two are branding and process
power. So often | find that there's a confusion about this because brand recognition for a startup may be
incredibly important, but you can get brand recognition by buying an ad in the Super Bowl. That's not
power, that you paid for it. So take branding and process power and process power is really operational
excellence on steroids and usually is imitable, so it's usually not.

FRCERIR:

FRUL, MRMREFLID—KAF, LEXLEHRFE, XMEMRE “@mE” (Branding) M “RENE”

(Process Power), FEEAMANIMILHEIEZ, RANTFEIATRKY, mEMZERTEREEE, BfR
AJLUBETEBRBE SRRFNEE. BBFRE “NE” , BRIMEHLRN. FRUHFRETIRIENE. &
RAELFR ERIGEMRVIZE S, BEZALURMAN, FMUEBERHRIE,

[00:17:05] Hamilton Helmer
English:

So take those off the table and then a resource type of power, which is you have something that is of
value that if you transferred it to somebody else it would be of value to them, but you own the rights. So
the barrier is law for example, or lack of knowledge from others. And there are classes of businesses that
are like that. So prescription pharmaceuticals, if you are the first person to come up with Viagra, that's
worth a lot of money. If you took that license and gave it to somebody else, it'd be worth a lot of money to
them. But that's a different class and it's usually not the types of things that I'm dealing with and it's
obvious to everybody. So the key challenge there is can you invent a pharmaceutical that's effective for a
large market. So you can take those three off the table and that then leaves counter positioning, scale
economies, switching costs and network economies.

FROCERIR:

HffiEXE, AEREE—M “BREANE” , AMMAEEMENENRA, MRFBERILAHIA, Wi1E
BiME, ERABPMEN. XENEZAEEEE (WEF), HEBMANIMIREZ., BETUIMIXEFN,
Ebanse 585, MRIFRFE—TRBEALA (Viagra) BIA, BRIFEESR. MRIFBIBMFAILFIA, bl



BEMNE, EXBETAENES, BEFSHRAENBPHEL, MAXMENARGEBREMSZ L. BEHX
BIER: MEETELZRAE MU AT HERNAY. FILRELIEX=MERE, ITHME: RAE
(Counter-positioning) . &L, YHREAHINLELE .

[00:18:13] Hamilton Helmer
English:

And the important thing to keep in mind there is that they're sequenced. So almost every startup that you
want to deal with starts with counter positioning because remember what product market fit is primarily
is a substitution. You are coming up with a way to satisfy a more or less existing need in a novel way that
creates more value. Now sometimes you tap into entirely new needs, but it's not so often. | mean Amazon
was up against brick and mortar stores, Google was up against Yahoo and so on, and so you're usually
substituting and that substitution, so your competition at that point is functional competition.

FROCERIR:

XEFBIEENEE—RE, ENRBAXENFN. NFES—XMEIAHEN “REEM" FiaE. EHNIE
iBfE, mmE5mHLE (PMF) wREE—HM “BR” . (REEA—MESESNENFHIALN, ZRE—T
HEHVELFENFER. BAERMILR/ESHIER, EFFTEL. TDHREBIRIARE, S
MRHREFF. FTUREESEMEN, MR TMRNEFEIENER S,

[00:19:19] Hamilton Helmer
English:

And if you don't have counter positioning at that point you're pretty high risk from an incumbent who
already has the capabilities necessary to do that. They just have to extend their product or do this or that,
but counter positioning is the refuge from that. And then you go into the other three types of power scale
economies, switching costs and network economies, and those depend on your scale relative to
competitors. This is pretty cursory, but that's what I'd say. I'll focus on those four and | would recommend
that you think pretty hard about whether you think you have counter positioning to start.

FRCERIR:
MRMREBENZE “RAEMN , BAANELASUEENNMEEL, RHURNKREIEES. HIIRFERY
B—Trm, HEMRXMERIBNREEFT IR, MREEMRSETF XX LBERE, #E, (RRHENS

SN=MNE: MREF. UHRAMMEEF, XERRATMENTRENFHIMR, XiRSLLRER, B3
SEWREXOM, HRZBWIMARRE: EHGR, (RESHRE “RAEML” .

[00:20:08] Lenny Rachitsky
English:

Awesome. | actually want to double down on that thread, but just to summarize, | have the list here.
Basically you're saying if you're an early stage startup, the four to really that are actually potential powers
for you at least early on, counter positioning, which your point is you could just start with that. That's
essentially positioning and business model design, which happens at the beginning and then you can
start to think about network economy, scale economy, switching costs as powers.

AR ERIE:



KiET . HERANRIT— T B4—T, AXBEE—MER. MEXLER, MRFE—REHICIQR, =
DERH, AERBEBENENDOME: RAEM (REMREMEUMEREMX NG, XAREREMME
WARTIZI, REEH), ARIRAIUFAEENEBLEFT. MREFMIIRREIENEENIE.

[00:20:33] Hamilton Helmer
English:

Right. And you've done the right thing by not having me go through and define each of those. But your
listeners will need to go back to my book and see what those things are to get... We're going through the

shorthand as we should, but all of what we've said won't be completely obvious to them.
R EIE:

R ML BZE—MBRXEENX, XMFRY. ERIARAEFERXERZNS, EEXLEIREM
20 HNME BN ERERE, XWNHRITKRREA, EXNMIIRREIEH T2 2 Lo

[00:20:54] Lenny Rachitsky

English:

Yeah, | think a simple Google search | find just gives you a very simple definition of these.
R EE:

2H, REFEHBENSRERMEL L — N IFEERIENX.

[00:20:58] Hamilton Helmer

English:

Yeah, that's right. There's some people who have done some really good summaries of this.
R EIE:

B, BEANXEM T IFEFNES,

[00:21:02] Lenny Rachitsky
English:

Or ChatGPT, even better in a lot of cases.
R EE:

80#& M ChatGPT, ERZBERTEEELH.

[00:21:05] Hamilton Helmer

English:

ChatGPT if they get it right sometimes | find they hallucinate.
FRCEIE:

9N ChatGPT Xt 7 8iE. BRNEAMENSFELIN.



[00:21:12] Lenny Rachitsky
English:

Hallucinate an eighth power. You mentioned how some companies think they have a certain power or it's
common to think you have a certain power. If you look at every startup deck, there's always like, "Here's
our moat, here's the way we're going to have barriers to entry." I'm guessing in almost every case they're
delusional about the power that they actually have and the power they think they'll have. Do you also
find that to be true that often founders are wrong about how much barrier they've actually created and is
there a power you often find most wrong and mistaken?

FROCERIR:

LAREHE/\MHE (K. MRABEQSEUNAERMNE, AEXIMEEREE. IRFES—HIEIQ
AT, SRBEERM "XIFRNHIFEGT, XBRNEVENIE BRT. BRBE/LVFRERRT, (]
NFBSKRMBENNEURINBRENHETIBE LR, MEBSHRIM, SIBALE IR T HIIKREL
HEEZ? BRAMMHERMANKRE ZRIRBRIZAN?

[00:21:43] Hamilton Helmer
English:

Yeah, so | agree with your observation, but | don't want to be unkind. So | mean there are two things to
keep in mind here in terms of making people feel better about that incorrect slide in the deck. One is that
founders have to be optimistic. | think it's an important quality that they maybe understate the risk a little
bit, but they're so committed to I'm going to do this thing that they go through that and that may give
them an advantage over a large corporation trying to do the same thing. The other is that despite the
name 7 Powers, which makes it sound like, oh, you can sort this out. Actually understanding whether or
not there is a type of power in place is hard. | mean | did it with my colleagues here at Strategy Capital and
we're looking at a well-known company, it might take us weeks to answer that question for a single
company.

AR ERIE:

=0, ZRRMMHIMNE, ERFEE/AZE, ATIUBEEHBESHINTFNALERZ S, BHRE
ZidfE. F—, SIBARTEM. HIAAXZR—MHEENRR, MIAESHEMEHRKGE, BIImtksaF
“BREMRXHE , UETEFEA, XAttt EENIEHREESENAATNAERS. £, R
ERRZU (TRHAOE), WERGFEGMT—IRMREES, ELMLBANMEMNERTEEFERIFEREN, &
0 Strategy Capital WEIE(1ERAR—RME AEN, oJaERE/LAEREA ERZXTFX—XATNAIER,

[00:22:47] Hamilton Helmer
English:

And it comes down to the hard part is industry economics is what really are the economic relationships
and it's very hard. So with those caveats that... Give them some courtesy, I'll say some of the obvious
ones are | mentioned before, people sometimes think they have branding power, but another one that |
think I've heard you mention is people often think that they get scale economies through data. And I'd
say that that's possible, but it's rare. And the reason it's rare is not because there aren't scale economies
in data, but rather that the range of scale that the existing competitors have are often large enough to be
able to put them in shouting distance of each so that the differences in their cost per unit is not that great.



AR ERIE:

RENSAETTULERFE —RREENZFXAZRMHA, XIFEERE. EXLEFRET, TR, RIik—
LHENRK, HZZriRIE, AMIENESTECEMENE, Z—THRAFRIEHNIRKZE, AIEEIAN
1A OB RIER I AMRE ST R, XWLEHE, BEREL. FRNREFZRRANBFEREMESZ
7%, MERNNERFNFOMEBEELEBA, RItZENEBERMZE, SRBUKRENERHLE
BLEE,

[00:23:50] Hamilton Helmer
English:

The curve flattens in other words, which is typical of any, because the most common scale economy is
you've got a big fixed cost and you prorate that. And as you get more and more scale, the percentage cost
advantage of a fixed cost advantage like that goes down and that often. So that's a pretty frequent one
that we see. We laugh whenever we hear somebody say they have a flywheel, which gives you the idea of
network economies. There are often flywheels, the ones that really are material, are rare. The key thing
here is materiality, not whether the flywheel exists, but whether the effect is strong enough to really tilt

returns.
AR ERIE:

WAER, AT TET. XECAMELFPHRRAY, RASRELHMEZFTZME —EEANEEMZE
FHHRITO M. BBEMEERER, XMEEMSREFRORAEMEB DRI TE. XEHNZERENE
To BEBNMEIBARMIIE—" ¥ (Flywheel) B, HITHRK, AAXBERBTREMEZEF. i
ML EREE, BEERSR “ERME” (Material) BARLD, XEMNXBETFTERE, FEF VRESHEE,
METHMRESERAZEUEIERZERE,

[00:24:39] Lenny Rachitsky
English:

| was actually going to ask about that one because in software and social consumer products, network
effects is always the pitch. Once we get big enough, we create this huge barrier. You mentioned just now
you often find that's not actually true. It's rarely something that'll become a barrier. Is there anything else
you find with network? And | know your power is called network economies, not network effect. | guess
just to be clear, are these the same thing in your mind with different words?

FRSCERIE:
KRERRXD, RATERGEMASEHESRT, “WERN" S2ZO0ER, —BRINTNES K, HiIEEE

TEARWEZR, RUIARE, MEFERMXHELHARRIL, ERIVERIEMNERZ, XTME, MEBHAX
WIE? JABEROAEN “MEELFK , MARE “WERE" . FEAH T, EROF, XHMIZEE—[E
F03?

[00:25:02] Hamilton Helmer
English:

Yeah, kind of. | mean | have called it a type of power. So for me it's only those things which clear the
significance barrier, hurdle rather that they're a large material. And so there are lots of things that | would

say have network effects but not network economies.



AR ERIE:

BH, EXZ, TIBEMAN—M “NE” . WIFKR, RARLEEIT “BEEME " NENAER, B
REMNVNERERNERERM. Flt, BRERAERIVENEENEUL, BEHFEEMEZZT.

[00:25:26] Lenny Rachitsky
English:

Oh, interesting. Wait, can you speak to that? So there is a difference between these terms, network
economies?

FROCERIR:
B, Bil. FF, REeFRiRID? MUXHIARIEZEZEXANN, WEE5T?

[00:25:30] Hamilton Helmer
English:

Yeah. So for me the difference is materiality is that whether the value benefit is large enough to engender
a price delta significant enough to give you materially different margins into the future.

RSz ERIE:

260, WEIH, RIUET “SHEME — DN EREETATEUSERENNEE, NTIERTIIMER
SR ERRFIEE,

[00:25:50] Lenny Rachitsky

English:

Basically, does that network effect have an actual impact on your business and your ability to price?
FREiE:

BEARLME, XHNEMNEEX R SHEN eI =4E T Efrsin?

[00:25:55] Hamilton Helmer
English:

Yeah, it's not an impact, it's a material impact. So it could have... If it's a penny to your bottom line, that's
one thing if it's a billion dollars or something else.

FRCERIR:

=0, FREENFTM, MELRMNEm, MRERAMREFEENT —2%%k, BE—EE, NRE+Z
;TE: gBIT‘jI:E%_EI$To

[00:26:06] Lenny Rachitsky
English:



Wow, that's actually really interesting. Is there an example of a company that comes to mind, they had

network effects but not network economies as a power?
FRERIE:
+, XERNRE®E, REBZMNFF, ERQDBENZUL, BHEERAERKA “WREF XM

5?

—

[00:26:12] Hamilton Helmer
English:

I think you could turn almost anywhere and get some modest network effects and any platform business
would probably likely have some modest network effects. You asked me earlier and you sent me about
Uber and Lyft, I'd say that they probably have network effects involved but not network economies.

AR ERIE:

BRERIRILF R ERRE R B — LSS RIMAEN , EfRIF &S5 rTREERE — MG HIME ML, RZATRI T
XTF Uber M Lyft 9%, HIWRENAIRESRMBM, BEHFREREZLT.

[00:26:40] Lenny Rachitsky
English:

Wow, that's interesting. And the reason you're saying they don't have network economies is because
they're still so competitive they still have to spend so much money to stay ahead and so the network is
not-

AR ERIE:

i, XREB. MZPALURENTREMEZEST, RRNCIMNARSMLEZ, BIRANKEZET EREFF
%o, PRUAMSEHRE —

[00:26:51] Hamilton Helmer

English:

Yeah. Right. The advantage that they get, it's not material. Right.
R EE:

B, 2. ENRENMBHAERLRIE,

[00:26:59] Lenny Rachitsky
English:

Wow, that's so interesting. Along those lines, it's so interesting to see Uber and Lyft these days. In theory
they both had some sort of strong network effect. | was just looking, so Lyft is 5% the market cap of Uber.
Is there a lesson from just what it is that allowed Uber to just win and kind of run away with the market
essentially?

FRCERIR:



I, XERRT. WEIX, FIMTERY Uber A Lyft REE, L LENEERMBANNEEN, KRAET
—T, Lyft WH{ERE Uber B9 5%, Uber REEAAR T, HEEX EBATHF, XEFEHFAH/IG?

[00:27:25] Hamilton Helmer
English:

I'm not entirely sure, I'll take a guess, but take it as a unformed guess. | haven't really studied it carefully. |
think that over time there, if | had to guess, 1'd say they're probably modest scale economies in the
business. And over time Uber has just very successfully played a war of attrition. And that's both been in
how they run their... They made one initial misstep, which is they misdefined their business. They said it
was international transportation and it's not. That business is extremely geographically specific.

FRCERIR:

HAKHE, FH/—TF, EXRIAZNFHANFN, RELFAATD. NRFRFRE, BIANREERER
WS, XM SHEIREFEREERIAREE T, M Uber IEFEMINIT T — 17 AREFEM. XAMEMIIRIEE
ARLE &AL T PR, BIHERMENX TS, MIBIANXEERERELSS, BEXFR, X
Ak 55 BB RIRBVHIBRFFRIE

[00:28:14] Hamilton Helmer
English:

If you have a great position in the Bay Area, it doesn't help you in London. And so their forays into China
and everything really didn't make, but they pulled back on that, focused down on understanding their
source of power, which was a geographically specific scale economy. And then they've done interesting
things like Uber Eats where they've tried to utilize the platform that they have to get other opportunities
for the one side of their platform, the drivers. And so if | had to guess, I'd say it was a well-played war of
attrition with modest scale economies.

FRZERIE:

MRMAESXBELEMU, XNRECHNIWSELE. FRUII#HEREFMNZIRAAZEMNT, Eft
Mk F, LTETEBEMIINNERR, EMFEMERKIEBIMRES, AEMMIMET £ Uber Eats XIFHE
MERE, KEFNBRETanTan—N BN CIEEMNZ. FIUMRILLER, REWRXB—HITERE
SEUHFEL, HAMEMEEIMESER,

[00:29:02] Lenny Rachitsky

English:

And is that attrition coming from a source of power or is that just like a broader, more strict?
FRCEIE:

MRS RTEMNE, ERUNE—ME 2. EMaHIRE?

[00:29:06] Hamilton Helmer

English:



Yeah, it only works because there are modest scale economies. If there weren't any then if they did all this
stuff, they'd still have a global and see.

AR ERIE:

B, EZFUERERNEFEMSENMRES . MRLBEMREF, BEMIISTRERXES S, KRATE
IR R HE.

[00:29:16] Lenny Rachitsky
English:

Got it. Let me go in a slightly different direction. We've talked about power, we've talked about strategy.
There's also, there's this word moat that comes up a lot. Everyone's always trying to build a moat. In your
mind, is a moat equivalent to a power? Is there a difference when people talk about these two?

AR ERIE:

R T, NN EE. HINKETHE, K27 &R, 2E—MIEELIM, BmE “PEea” (Moat).
BOANESESHEIULIPEA. EIRER, FHAERTAERD? JAMNKICXMERN, BtAX7E?

[00:29:30] Hamilton Helmer
English:

Power requires a benefit and a barrier, you have to have something that you do that gives you a better
outcome than your competitors, lower cost or higher price, and then something that makes it impossible
for somebody else to mimic that. So moat is the second. So it's not synonymous with power because you
can have a moat around a very undesirable piece of property and wouldn't get you far. But I think it is
pretty synonymous with barrier. | think Warren Buffett, Charlie Munger, | admire enormously. | think | get
credit for popularizing those concepts and | think the way they think about it is good. I'd say that 7
Powers is probably more systematic and comprehensive in saying that. | don't think. This is wonderful. |
don't know if you've read any of the Microsoft antitrust literature that came out of their-

FROCERIR:

NEFBEWR=MEZR, RO —EEE, ITRABRSFNFEFNER (BEROKREHESHNE), AR
EER—LERAILNATIER. PR “PiHA” ENERE (B2). E5NEFERXIE, RAIRAIUE—
REXNERNTHEBIZIREA, BTAB. BRIAANES “B2” BAERNME. HIFBRMAE - BIE
RAEE - 8. RAANREERXEMSHTEE—R%E, RREMIINEZEARRT. R (THHE)
IR LAIEE RS, B2H. XRESR, AFMERERERIMRNRZIZEN—EXH—

[00:30:42] Lenny Rachitsky
English:

No.

FSCERE:

B

[00:30:42] Hamilton Helmer



English:

...lawsuit, but there was a communication between Bill Gates and Warren Buffett where Warren Buffett
was saying why he couldn't invest in Microsoft. He just didn't understand it. And so that meant the idea of
network economies and what the moat was there he didn't understand. But | think the concept of a moat
is a good one. The idea that you have something that gives you a refuge from competing forces.

FRCERIR:

------ ERRZIFIAR, LR - ERMAE - BIEKZEEIRR, BIFEFERT I AMTERARMK. tRE
FEEE, XERSHFEENFZLFMES, BREEBENPHARMT 4. ERIANFHABRRET,
BMRABERMARA, REILAERSFHERRRFEF.

[00:31:14] Lenny Rachitsky
English:

In terms of Warren Buffett, | found the quote about moats. Warren Buffett famously said, "In business, |
look for economic castles protected by unreachable moats."

AR ERIE:

KTAE - B3, RBEETHBAXTIFTNES. BIFEFER: “ERlh, RIFHHOZIRLRERAIH#E
B3PI P R IP BV ST ER

[00:31:22] Hamilton Helmer

English:

Right. And so he's taking care of the benefit part by saying a castle.
R EE:

R FTLMtER “WE” XMEERE T WmAIER .

[00:31:27] Lenny Rachitsky
English:

Right. He's got it covered.
FRERIE:

xf, ftEREEIT,

[00:31:29] Hamilton Helmer
English:

But one of the tricks to understanding power is you have to have a pretty good understanding of why it's
a castle and not a shack. So I'll give you a Netflix example. So a company | admire a lot, and I think if some
of the things that they had to do to develop their business were so important for their business that don't
guarantee a castle. So for example, Ul development, it's been an enormous amount of resources on
trying to get just the very best Ul, | mean a zillion AB tests, all kinds of things. Their recommendation
engine, everybody's knows the story about how that went, their interface with the content world and all



this. So those things are important. They're things they have to spend a lot of time and resources on, but

they can largely be mimicked.
R EIE:

BERHEN—TRER, MUTEEBTRBNTLACR—EHEMAZ—ERE. HBE Netflix 8951 F. X
E—REEBRMAIAF, TUNAMNATRRUSFAEHN—EEEFEEE, EXERBEHTERIDAE—
BEER, 190, UIFAR, IRANT EXRZRRKITERIIFHN Ul, T THR AB Mid. BEMIIAHEESIE,
AREAERNERE, URMNESATEANZOEFE, XEHRER, BHINBIURNKENEZE IR
73, BEMNERARRE LZ A UBIRTE,

[00:32:31] Hamilton Helmer
English:

So when Netflix in an earlier phase was fighting Blockbuster, when Blockbuster finally threw in the towel,
said, "Well, we done. Well, better do a mail or a DVD business." If you look at the Blockbuster site, their Ul
site, you couldn't tell it different from Netflix. They just copied it. And so all that thoughtfulness about
which things you put first and how you structure it and all that to make this suitable was mimicable. So
that's an understanding of looking at the properties you have and trying to figure out if they're a castle or
a shack.

AR ERIE:

Y Netflix TR HAMERSEME (Blockbuster) =&Y, HEMERLZINEHG: “FE, Hila7T, FKiE
ZEfH#RE DVD WSSIE,” dIRIRE BB RRIMLL Ul, (RIRADRHEM Netflix BHAKF. iIEZRD
To FRLL, XTFWMERARERE. WANREHSHAENTILRARRNRBE, B2 LUEHN. X
ERIMEIRAENAER, KAMENHEEZWE.

[00:33:06] Lenny Rachitsky (Sponsor Segment)
English:

This episode is brought to you by Paragon, the embedded integration platform for B2B SaaS product
development teams. Are your users constantly requesting new integrations with other SaaS platforms
that they use? Unfortunately, native product integrations take months of engineering to build and the
maintenance never ends. Paragon enables your engineering team to ship integrations seven times faster
than building in-house by removing the complexities around authentication, messy third-party APIs and
debugging integration errors. Engineering teams at companies like CopyAl, Cinch, TLDB and over 100
other SaaS companies are using Paragon so they can focus their efforts on core product features, not

integrations.
R EIE:

AET B H Paragon AEE, ERE N B2B SaaS FmALANITENHRARERFE. EHAFRREEE
ERSMERNEM SaaS FEHITHER? FENE, REFRERTENANIREFL, MEKFIIEX
FT1E1E, Paragon @I EMREPINIE. ZELMIE=T API FIEIREMEIREE RN, BN IR TEMR
ARELLREBREIREE. CopyAl. Cinch. TLDB % 100 £% SaaS AT TiZFIFAEBTEEF Paragon, X#¥
IR LB F Fi% O = mIEe, MAREN.

[00:33:53] Lenny Rachitsky (Sponsor Segment Continued)



English:

The results, their shipping integrations on demand, which has led to higher product usage, better
retention and more customer upsells. Visit useparagon.com/Lenny to see how Paragon can help you go to
market faster with integrations today. That's use paragon.com/Lenny. So let's take this concept of 7
Powers. A lot of people listening to this are just like individual contributor product managers on teams
building new products or iterating on products they already have. What do you suggest they do with this
knowledge of there exists these ways to build benefits and barriers? I'm working on say a new product.
What do you recommend they do? What's something they could do this week, next month to infuse these
lessons into the products they're building?

AR ERIE:

ZRE, MINATUEREXNER, NMRESTFaFRAEX. BEFXNETFREW., /A
useparagon.com/Lenny, T f# Paragon SNfaIESBI GBI SERNEIRMHNTIT. BT, LFEINEE (THHE)
R, REZMARAEIZEANFHNNARTHRE = REIE, EEMERFRIERNE~ M. I FXEXTE
TWERMEERW G E, RENMITNEF AXLEMIR? RIEKRETAL—N~M, FENKREAHM? EXD
BT MA, HeeMert ARG XEHIRNR K EEEN~=RP?

[00:34:41] Hamilton Helmer
English:

I'd say they're a few and it's a little bit different. I'm not a great fan of the strategically driven organization
because that idea, because it fuzzes over how this knowledge is useful at different stages in the business.
And so for somebody in that position, say a product manager in an existing successful business. So it is
important in terms of just understanding their business to know what their source of power is because
they... And that can inform them about what it is that they're working for. And also they may see things
since they're down in the weeds, they may see things that are important to that that they need to bring to
other people's attention. Because they're the ones that really have the knowledge of what the heck's
going on. There's another aspect | mentioned before, this idea of transforming, of starting up entirely new
things. And usually... | wouldn't say, usually | say it's not uncommon for ideas about that to bubble up

from down below.
RS ERIE:

BEENR, MABERERERRE, EFLHER “HEEIRHEAER" XMER, BAXMUERM T XLEIRE
WSEREMERNAR. NFLFBMIENA, LII—XEWMERWFHN~REIE, TRISHHERR
MNTFEFVSEXEE, AAXAUSFIIENEREN 4. I, BFMITRAN—L%, JIAkRN—LE
MABEXBEENFR, AFESIEMARNES. BAMMIAREETHRIRAET HABNA. EEKRZAR
ANSE—NAHE, BRENEHEHEYNEE 8% —RFIWERE, BHFFEL—XXBESMNERE
AR,

[00:36:03] Hamilton Helmer
English:

And so that's another source. So let's separate a business into three phases, origination, takeoff, and
stability. So the answers I've given are more in the stability phase. In the takeoff phase, let's say you've
launched a product, you've gotten customer traction, now you're in a phase where there's just very rapid
growth, probably other entrants like you, what are you facing? What you're facing is remember that
underneath all of this is a change in technology. That's what made the product market fit possible in the



first place. But that doesn't just stop. That if you're in a technology wave, often there are all kinds of
offshoots both for you and the compliments to your business and everything else going on at the same
time.

AR ERIE:

FRUBRR S — KR, LB S RN=1FE: EIRE. B VRNRER. RN LENERBESHIR
T EEE, RIRIFELERH T m, R TEF BN, UEEATESREKME, ATREEEHEMER—
ERRSEHN, MARIZMA? REKRNZE—FEE, XI—VNRERRANEE, XIEERNER
mEmHLENRE. EEEFRRFLEL, MRMALTFEANREF, BESTELMOZ, TIEBXWR. FIREY
B R, EEENAENEMER,

[00:36:59] Hamilton Helmer
English:

And to win at that stability phase, which is really a market share win, you have to be aware of those and
understand, okay, we have to incorporate this new feature. Or maybe now things have gotten to the point
where this new market segment is, our product is attractive before it wasn't. This is meat and potato stuff
for somebody at that level and it may well be the decisive element in terms of whether you win that
market share battle with the other contenders. And so you have a very, very important role at that point.
And so I'd say the first thing to do with your question is to make sure you think about the different phases
of this and then ask what those responsibilities are.

FRCERIR:

ATEBINEIRY (XEFRLERHZHT ), ROAFTIRFIXETWHIEMRE: FIE, FRITGTINNZ
EE. HE, UIFNARREERRIAENMNAD T, HNV~RURIEERSN, BREET. XFHBI
LRNRTHRE, XEMPRREES, RIZONIE, MEAXRAEMNFESEESHMESENTZHTS
FEFRMAREERR. Eit, F—< L, MEEFEFEERZNAE. L, HXREIRE, HER
MWE—HER: BRIMEZ TUSHREME, AEEREXEMERMNNYIREET 4o

[00:37:51] Lenny Rachitsky
English:

What about for people that are just trying to get better at being strategic, thinking strategically something
every product leader is always encouraged to do, become a better strategic thinker, build as muscle of
strategy, what do you often advise to people just get better at the stuff? Obviously read your book.

FROCERIR:

BANFALEIARIRS RN, FABRERENAR? XREEN T mASERBREHEMNE—RAE
RSB B EE, IRIRMEIAR. MEBESBNANREXAENESND? B, BMRNBEEPZ—

[00:38:09] Hamilton Helmer
English:

Read the book, and then have conversations with your colleagues about the topic because as you
internalize what that means and how, have conversations with them about do we really have this kind of
power? What's going on here? What's important? What isn't. Those conversations tend to allow you to get
a better grip on things. | mean in the case of Netflix, Reed actually had me come in and train the top a



hundred people in Netflix and strategy. We actually ran classes in the company, but that's unusual I'd say.
And | didn't have the book yet. And so | think the book gets people pretty far down that path already.

AR ERIE:

BERAH, ARSRAFEMXMERHAITIM. SMALTENEXMGER, ZMMEITE: HMNENREX
MOED? XERETHA? AAREEN? FAFREE? XEMETFEILFREFEIREF/, L Netflix
5, BfE (Reed Hastings) SEFR EBIFEFHZEL Netflix 957 100 BEEF L. RITENERARNEATIR,
BHEFHBBEAIH. ARNHELERER, MURERIES TXAH, ELEILEANEXFR EERFRT
To

[00:38:55] Lenny Rachitsky

English:

And you don't do that anymore, | imagine if someone wanted to do that today, not an option.
R EIE:

(RILERBHFEBFFII T IB? FRRMRIMERARIBR, NIZZNETo

[00:38:59] Hamilton Helmer
English:

| sadly don't have the time. | mean | do often do fireside chats at company meetings and that kind of
thing, but not a full-blown course and I'm not teaching at Stanford anymore either. And so | don't. |
enjoyed that immensely wonderful people to work with. But sadly | don't have the time.

AR ERIE:

BIBMERHRENE, HEiR, REBETABSWNEMPDIREZEYN, BEFRBARTENRIET, HBARE
BRI BT, FIURABMT . RIEBERIRIIC, SIERAERRE. (BrlERiHsiLitia,

[00:39:23] Lenny Rachitsky
English:

You're about to get a lot of requests for fireside chats. | hope you're ready. You mentioned Al at some
point in our chat. I'm curious how you think Al is going to change your 7 Powers framework. Do you think
defensibility goes down in general? Will certain forms of power become more important or harder to
achieve? How do you think about Al?

FRZERIE:

RATRER RIS UL EI —AEIPIABGEREIE, REIRESET T, MEBIETRET Al. FIRFEFIRINN ALY
IR ZARE) “THAE" 1EZR? RANABERNPEER TRED? RELANNECTFEEREEERRIT? R
ELE AR

[00:39:44] Hamilton Helmer

English:



Yeah, it's a great question. | mean we're all in this phase of wondering exactly how generative Al is going
to play out. My own view, currently | don't see any change in seven powers from it in terms of an eighth
power or something. But the issues that it brings up, like scale economies, | mean think of scale
economies. If you have a fixed cost of trying to develop a model of a billion dollars or something or
network effects, will Al models develop so that they learn in a way that for one user's interaction helps
another user's interaction? That would be a powerful network economy. Or if it learns, if you think of if it
learns about you and becomes a better psychiatrist or something, then that's a switching cost. So all

these things are relevant to which business models will work and I find that useful.
R EIE:

B8, XB—MFE. HMNMEMBLFHEVNERR Al RESMAL BN E. BTANRRE, BRiEER
BEERS "THAOE" HRAANRE, tNFES/\MAOEZ L, B3I AR, LINMREN—E8R
B, MRMGAR—TREFE 10 ZETHEEME; HENBYN —A EEEERRRIXMEE: —1TH
FPHRXEZIEEHSZ—IAFHRE? BBREBANMEZE . HEMRETHMR, TR T —PEFHIOE
EE, ARSI A, FRUFMEXERSMERIRIERMERX, HEFXRER.

[00:40:51] Hamilton Helmer
English:

But | think in general, the way | think about it is it's a standard form of potentially very powerful
technology that is being introduced into the business world and just asking how that plays out. |
currently tend to think of that there's three types of plays. There's the company that's the technology
play itself. So if you think of microprocessors, it would be Intel. There's the companies that wouldn't exist
without the technology. So for semiconductors it would be Microsoft. And then there are the companies
that utilize the technology, but it had existed before and after. So for semiconductors it would be

automobiles. They used a ton of chips, but there were still cars before, after.
FhCERIE:

BEAKR, HNEEZE, ER—MHRSIAELHREY. BEREBAITERATN, HMNIZERNRCU
fEZE, BREAETANE=ZME55R. F—HERAETIHNAR, LLNFHMLEENARNERSR, F
RNRLKEXTRARAZFENAFE, LNFSERFABMNR. B=MEFAXTEANATE, EXLEAF
ERAHMBIEEHEFE, WFSERARNSETL, "REERTRESH, B5HHIMFEHERE.

[00:41:48] Hamilton Helmer
English:

And so I'm of the view, I'm very much uncertain at this point that generative Al, its biggest impact will be
that tertiary class. It will be used in a lot of things that existed before and exist after, but are made better
by it like semiconductors and automobiles. And so it reminds me, if you think of really big technology
shifts like this, it reminds me of electricity. When electricity came, you could completely reconfigure a
factory floor. You no longer had to have... You could have the power source essentially at the operating
unit of an operator. But that took a lot of redesign, incorporation, investment, learning, complements, all
kinds of stuff. | tend to think this will be more like that. There will be some pure cases. People will want to
have them write their term paper with ChatGPT or something. But if you think of businesses, it's hard for
me to think of a single functional area in a business that with redesign couldn't benefit. So accounting,
HR, R&D all have uses of this but requires incorporation, which is always troublesome.

FROCERIR:



FRUFOAN — BABRERAAE —EMR Al RABNEMERETEE =X, EFRATIFZREEHEE.
BREMTBFEEFNEYF, MEFSEZTAE. XUERBRT —LEERNKATE, LB, HBHH
WY, REIUMREHREEL FiEl, (RABFE - REX LAILILEIRERMUTIRESET. EXFEKX
ENEMLt. Ba. KA. F3. BdmFESF. RAET AN A EZEXE, SASE—LAENEFG, t
SNANTAEA ChatGPT BHARIEX, BIIRIREEE L, HREEEEWHERNRERIELEIERRITER
EEMPRm. =it ANRR. MREEERARZM, BFEES, MESLSERMMY.

[00:43:30] Hamilton Helmer
English:

And so that's my view. But there certainly will be businesses that couldn't exist without it. And there's
some that are coming up and some of those are in fact the businesses that empower the tertiary need,
they're the ones that bring in. But if you go back, this will date me, but if you go back into business
history, back in, | guess it was the 90s, there was this thing called business process re-engineering, the
idea that you could take a computer sensibility into business processes, redesign them and get these
monstrous cost savings. And it was a gigantic consulting opportunity for people. Whole companies got
developed based on that and it feels more like that to me, but it's very interesting. | could be wrong, but it
feels different than crypto. It feels like there's more of a real ultimate use case. | mean, if it really is true
what they say that a 50% improvement in programming efficacy is not uncommon, just that proposition

alone is worth an awful lot of money if you think how many programmers are in the world.

FRERIE:

XMEKNEZE, HA, BESE—LRBEMLEEEFENEL, HEhHRT -8, Hh—SEXrERAE
=XFRRMZFFE W, BUNRMEFELSE (XSRBHROER), 790 FEXK, B “WISREEAR"
(BPR) MY, HZOBBEBRITENBLESIALSESRE, EMSTENHRBEAMNBRATH, XA
FRE—PEANE NS, BIABEMETIAREER, MEKH, Al XREEGIRE, XIFEEFE, HBA
BEEE T, BERRNMMBLEHARE,. ERUEEELSELN. KRNAF. HEUW, NMRMITTN “REMERE
= 50% HAER" BEN, AEX—esdmthEER, BEHR FEZ DEFRA,

[00:44:56] Lenny Rachitsky
English:

No question. You mentioned eighth power. | just want to check, is there an emerging eighth power you
wish you maybe would've included or maybe added in the future that's like, "Oh, maybe this is on the
edge," orit's like, "Nope, we got these seven?"

FRCERIR:

EXER, MIREITH/\MAOE, RRABWIN-T, BEREAAHNE/\MNERREFHITZEEHE,
SERRKATREAIAY? Lbin “BE, BFrXPATFHE” , TR “F, MXtMT” ?

[00:45:15] Hamilton Helmer
English:

It's a great question. I'm always looking for it because if you find it it probably means it's so obscure
there, it'll also be a great investment opportunity. We're looking all the time, but so far, no. So far I'm
pretty satisfied that seven is an exhaustive set, but never say never. That's an empirical seven, not a
theoretical seven.



AR ERIE:

XE—NFRE. H—EHEIH, AAMRMFKET, BARERECERERW, IR —MUFREN
=o BAl—HEHK, BEIBRAL, ©&%8. BRHEIREXItMHER—RENES, BEXEZFERX
. XEETAPRSLSHNtM, MAREICHESHIEM.

[00:45:37] Lenny Rachitsky
English:

If we start seeing you making incredible returns, you've clearly found an eighth power [inaudible
00:45:41]-

FRSCERIE:
MBBRANFHIEBINRFEBIZANEIR, BEARRKIITE/\MHE (5),

[00:45:41] Hamilton Helmer
English:

That's right.

FZERiE:

Ao

[00:45:43] Lenny Rachitsky
English:

| want to close one thread on a power that you mentioned that is often a pitfall, which is around process
power and basically execution. A lot of people think so in a lot of decks it's like, oh, we have the most
amazing team, we move the fastest, we're earliest. You mentioned how rarely is that actually a power
actually being able to execute and create a process that is an actual barrier? Can you just talk a bit more
about that to help people understand okay, it's probably not our power?

FRCERIR:

BRERXTIRREN— T EENNBHNNERNER, B2 “RENE” , BEELMERNTN. REAE
HHIBPREE: B, RITERENEI, HNTHRR, BHMNREEN. MREE, EBHITHEOEZ-TELE
RURIZEE2HSURDEERA—T “HE” . REBZRRX—RIG, FiLANIBE “FE, XAEREHITH
HNEFXIR" ?

[00:46:09] Hamilton Helmer
English:

One of the great thinkers in strategy was this Harvard professor Michael Porter, and he in probably 40
years ago, made the very controversial statement that operational excellence is not strategy. He got a lot
of people of the Harvard Business School faculty really mad at him because that's what their careers were
about and it sounded like he was dissing them. But the point he was making was when you get to this end
state, if you already have power that things that drive operational excellence can be mimicked because
you can hire a consulting firm who has best practices, knowledges that come in and get you up to snuff.



You can hire people from your competitors who know how to do it better. And that's true, but it's also
true in this takeoff phase in a business that we talked about before, when you're trying to attain
competitive position, operational excellence is everything.

AR ERIE:

IR ERBRER 2 —BRHBAFEBIZETRR « K5 (Michael Porter) . K29 40 &g, ftART —1NES
BEHUNER: ZEZHRR4ME, XiIE#EERNESHEESMIEREES, BABIMER L EER
£, IMERMEERERAMI]. EMERANNAE, HFAIRELRSEN, MIRFELBETHE, BAR
Mz E SHNEZZ A UERGER, AR UBIE—FRIAERELERAIRNE QB REMRIAIR. R] UM
REWNFRBEEERENAMEETNA. XBER, BERNMNZANKANLSETIME, SRIERERS
ibEt, EZEREME—.

[00:47:14] Hamilton Helmer
English:

And so if you think of strategy, not statically endpoints like Professor Porter was, but if you look at
dynamically how you get there, operational excellence is essential for a strategy. So think of those things |
mentioned before about Netflix, about their Ul and recommendation engine and so on, or international
rollout, all those things. They were in a battle to get more subscribers than other people and those were
critical for that. But in themselves, they're critical in attaining competitive position, but in themselves,
they're not sources of power typically, unless there's some very tight considerations here or very
demanding considerations for the... Unless if they have to be material, but they also have to be opaque or
some way people can't easily imitate them. Either they don't understand what's going on or they might
be opaque. So for example, think of TSMC. So when they put up the latest fab and get that operational,
are there a lot of steps in doing that?

FRZERIE:

FRUL, SRMAGRAFEIRIBEHSHELR, MENSHEMNAZERE, T8 S FABKRELR
b, BRI Z AR EIRY Netflix B9 UL #5F5|%, ERERUHET FF. 1SR ETSTLHIIAESHIT
AP, MXEXNTRAX—BREXER, BMELFMNES, ESfINTRERFMUEXEE, BEBEFZE
HERR, FRIEE-LEETTHNEE - BFRIFENFAMXEELRYE, MEXOAZFERY, HEANLE
BR51E M. BAMIIFERLAET 4, BAZREXAFEFEHEN, FM, BESIRE (TSMC). Hfthf1EiL
EMNRE HRNZEN, HhESEREPE?

[00:48:43] Hamilton Helmer
English:

They know how to do with their staff is trained to do it, but it's not documented necessarily and you can't
imitate it. Then maybe they have it. | don't know if they have process power or not, but it takes that level
of complexity. In my book, | use the example of Toyota and a car manufacturing is complex enough that
you can have this opacity in terms of material steps, but it's not common. So if you're in a stability phase
of business, you're stuck with this funny thing, which is most of your day is on those issues and it should
be because if you don't do it, a competitor can and they can end up better than you. And so you're on a
treadmill and that's the way business is. That's fine. And if you stop running that treadmill, you get
creamed. So you got to do it, it's most of your day, but it's not power. And there are those rare cases
where it's so material and so inimitable that it can be power, but they're rare.

FROCERIR:



i TMEEAW, IR IELIBIINEEAMR, EXF—ERICRESR, MUETERN. BAL TR
BEXMAOE. HAMEMNEEERENE, ECHFERMEENERME, ERNBHR, KUFARAFG, "/E
HIERBESR, UETEXRI B LAIURSXMASEHE, EXHAER. L, MREGTFILSHRER
B, fREBA—BERNREM: (R—RPAIIEEIERAMIEX LR, MEENIL, RAMRMRFMY,
REXNFREM, MWNRASLIFMPISEN. FILURMEERI L, BlmMEXEF, Xgn#. MRIFFLE
BEh, IRMRT®. FRARBIUS, XZMIIENKED, BERRE “NE" . REERIUERT, et
EERMEXELURT, FEMANNIE, BIRRER.

[00:50:02] Lenny Rachitsky
English:

| like the heuristic that if you haven't written it down or you can't describe it, that might be a sign that
maybe process power is a power of yours.

FROCERIR:

HERXTBRAGE: MRMEKIEET TR, REMLERAE, XAER—MES, RERREHENRF
EIMBHEZ—,

[00:50:13] Hamilton Helmer

English:

Yeah. And there isn't a consulting firm that offers to bring you up to speed on that.
FZERiE:

Tl MESAEMHREBAT ERAILIFEX 7 ERERE LIRS .

[00:50:20] Lenny Rachitsky
English:

They'll make you more like Amazon as a service. Kind of along these same lines, you talk about how the
only things that create value in a company are power, market size and operational excellence. And | think
hearing that will blow a lot of people's minds because they think there's so many things that contribute
to the value of a company and you whittle it down to these three things. What can you say about that
insight?

AR ERIE:

izttt “LIFEGRISH” HRS. AERFNER, FRIE—RQEP, E=QIEMENKRERZ: 7
2. THMRMIZE S, HRAFXINFIULRZAKRIZ—IR, RAMITANERSERERTRABTNMNE,
MITBERERE T X =, XTFX MM, MBETARIHE?

[00:50:47] Hamilton Helmer
English:

So I'd say they're right and I'm right. They're right because there are this incredible... | mean business is

really hard and there are just a multitude of things you have to pay attention for. I'm right because all



those things fall into those three categories. So it's an exhaustive set and it simply comes out of the math.
So we're both right I'd say.

AR ERIE:

X, FBEXNET. MMM, HABWHLEERE, EEHNEFFTEX L. RENH,
ENPEXEZBEREAMIIAZ=ER, FIUXR— I TENES, XAFERMBFSEPFIEN. PIUZK
RS HAEBXS

[00:51:16] Lenny Rachitsky
English:

Final question, the intent of a lot of your work is to empower founders. I'm curious if you've noticed any
broad economic trends or shifts that you think will make life easier or harder for founders in the coming

years?
R EIE:

Ra— A, MNRZSIENBRNEMEN THELIBA. FKRIFE, MESEEEEM ZHEFEBNE
T, RANREEBRIUBIBATERKLENEEERERZEEERME?

[00:51:32] Hamilton Helmer
English:

Personally, | am very, very concerned about the debt trajectory of the United States and of many
countries around the world, but I'll pick on the United States, but it's a trend going on everywhere. We're
on a trajectory for this extremely high indebtedness. And so if you think about the last 30 years, right?
There's been a crisis about once every 10 years. So there's the dot-com bust, there's the financial crisis,
there was COVID. Nothing makes me think that the frequency will be a lot less. | don't know what, who
knows? These are all uncertain events. But imagine if we got to one of those and we had no dry powder
and dry powder for us is the ability to heavily deficit spend take on debt.

FROCERIR:

MMAME, HIEE. FRBEOXEURSKIFZERNGESNDT. ZUXENF, EXR—TMEEBES. &
MNEAF—MEEAGRRME L, MRMRERIE 30 F, KO9E 10 FMaRE—REN: EEMNBERKRE.
TR, FERE. KREEAERILHEEIMARZMER. RANEIREMFA, ERNER? XEHER
REZMH. BERKR—T, MRFZNBEHP—IEH, MENELRE “HHE" 7T —XEHINRYR, BHAME
BITAMRFFZ M. AIBGSHIEE .

[00:52:52] Hamilton Helmer
English:

And fortunately our government did that in both the financial crisis and in COVID. And because that
people had jobs. My own view about the financial crisis is that if we hadn't done that, plus having Ben
Bernanke as the head of the Fed, we would've gone into another great depression. It was that ugly. So
this current debt trajectory, you don't know how long it will take exactly when, but eventually that will
mean we will not have dry powder. People will not respect the credit worthiness of this country. So that
worries me a lot. And it utterly will affect the idea of company founding because if you get into a crisis like
that, the capital markets lock up and it gets very difficult to do anything.



AR ERIE:

FiENE, RINNBFESRCTMHfERBEHEESIAMT, BEAMRET IF. ZTANERETNNE
AR, MRBANHEELEWEFY, BINLE - BRE=BERKEERE, RMRNIBAS—IKFF. LB
ML AR ATERS. FRIABRIBNESINE, (RAMEARKNARRSHRE, EREAXTEERERIFRE “#
%" . MIBABEEXTMERNER. XiLHIFFEE L. XENZHMAT LD, FAMRIRBABENLE
M, BEMIMEREE, BEASBHRIERFIFERE.

[00:54:18] Hamilton Helmer
English:

And to really stretch my credibility here, I'll opine on just how hard a problem this is to solve. The reason
this is so difficult for this country to solve and other countries is that it is right at the crux of the delicate
dance between capitalism and democracy. So if you think about the problem, of course that's driving all
this is entitlements. There's discretionary spending, certain recovery programs and stuff, but those can
go away. The underlying trend that people just can't get their arms around is entitlements. And anybody
who looks at the numbers can see that. Every economist knows that. But that's not an easy fix.

AR ERIE:

AXE, REEEXEENN, RRXNAEE SRR, X DERKNEME K Z A UL RX AN R,
ERAEELTRETEXSREZEHVEZNZD. WRIRBEZNEE, RepX—INHAR “BFsZh”
(Entitlements), BAFBEHBEZH. FEEHITIE, ERLEEAUBEN. AMTEEENREESE
BAZH, ERESIENAREELR, SMEFFRBNEX—R. EXHAZ— B SR,

[00:55:30] Hamilton Helmer
English:

And the reason it's not an easy fix is there are two opposing views of what's going on, and there's no way
to resolve those two views. One is that capitalism is rapacious and results in more and more inequality
and the government has to do something about it. And the other is that the government is on a path that
is creeping socialism that will undermine our freedom and economic sufficiency. And the poster child for
the rapacious capitalism. One is, | don't know if you've seen the recent analysis of inequality in the United
States just came out, much more robust analysis. And it said that basically inequality in the last 60 years
of the United States is unchanged, but that's post-transfer, post-tax inequality, which basically says the
amount of taxing and transferring going on was about right. So it says that the amount we're spending is
about right from that perspective, that it compensates for the other inequities and we should be

spending that much so we should tax more.
R EE:

ZFRLGELRR, REAFERMEZAERINR, BLERM. —MURIANREENERZERN, FHTH
KEZNATE, BFBARRITH. Z—MURIANBFEEE—FAHNESESCER L, OFRFHA
MERMEFER. XTRERAFETXNWHEBERG —RANEREEEIREXTEERNTFFNOM, B2
—NERENSF. Eied, 33X 60 FXENFAFHFENLELEN, BBE "BRBXNE. AHE" BFF
Fo XEA LRFABRRNHIRAMEBEZAMEZEEN. FIUMBITNEES, RITNXEIRESER, B4
27T HMARF, BNNIZZHXAZ, FrUFINZS .

[00:56:30] Hamilton Helmer



English:

And the poster child for the other point of view of the dangers of government is the steadily increasing
without interruption percentage of the economy that is government. And to levels that 75 years ago,
people would've thought absolutely impossible. So there are these two views about what's going on. One
is that we're compensating for the normal inequities of capitalism, and the other is that we're headed
down a path to socialism and ruin. And that leads to a deadlock, which is you don't tax anymore and you
don't cut spending and that leaves deficits. So anyway, a long, long rant, sorry but that trend is extremely
politically difficult to deal with and extremely threatening and that concerns me immensely.

AR ERIE:

MB—MXTFTEAERIENAMMRZ, BRELFPAISLAIEREERD LA, KET 75 FaAITA
NENARFTRERIK T, FRUXRTFIRERMEZE. —MERNNEEFMEREREXEENDEFL; 5—MERK
MNEERHEZEXHRK. XSHTER: BAENREK, BRERAFS, ERMERF. 22, EMFKBE
TXAR, BX—EBEBE ERELAE, BRERM, XiEFRRBEME.

[00:56:32] Lenny Rachitsky

English:

Not to leave listeners with a very sad state of affairs.
R EE:

BATRAI AL AR E X AEMBIBEELE R,

[00:56:36] Hamilton Helmer
English:
Yeah, sorry.

AR ERIE:

[00:56:37] Lenny Rachitsky
English:

No, no. | think this is important. | think it's important people think about this and know these things. Is
there anything that gives you hope? Is there anything that gets you excited about either for founders or
anyone in general, just to leave folks with maybe on a happy?

AR ERIE:

T Ro RUNXRER, AMIBEHTHILEZBEREE. BRETAULGRRIFTENER? BREMFAILL
R BIIB A ENEARBREIENENR, BELLFALURCIMELER?

[00:56:50] Hamilton Helmer

English:



Yeah, | mean, | am an optimist really in a way, and | do. There's a famous Austrian and eventually
American economist named Joseph Schumpeter who wrote this wonderful book Theory of Economic
Development way back when over a hundred years ago, where he took the unusual view of saying that
the vitality of an economy depended on entrepreneurs. And | ascribe to that. | think that creativity and
action are the ways society and people advance. And | think the US's and a free society has huge
advantages in that. And | think that | feel very lucky to be in a place I'm in Silicon Valley, but to be in a
place in a country where that is vital and active and | think that's ground zero for me. And so | think you
see that alive and well, | think. And there are people that are very Enthusiastic about that as | am.

AR ERIE:

BHY, HREEMEE LRR—TFRMEXE. B—(UE[NEMAFTEELFFROZX - BRI (Joseph
Schumpeter), tE—BZFME 7T —ARENS (EFREEL), ERPRET —ITTEAFENUR: &£
FEVENEUR T AR, RIFFBIARRX—R. FINNENMTHRHSHALZHTHAR. FHINNEENE
HUHREXLEAEEARE. RRGEHCIEEZCRINES, FR—PXMEKRALREBERHNER,
KRR —TINER. FIANXFEHKARE, MEBERSAGR—HEMNIETHERE,

[01:00:12] Lenny Rachitsky
English:

Beautiful way to close out our chat. Is there anything else you want to share before we get to our very
exciting lightning round? Is there anything you want to leave listeners with or any last tidbit of advice?

FRCERIR:

EXRERKNNKIENEGF AN ERINVENFEREHANBRAEZR, MEEFARIENG? Bt AEE
LRI ARBYIE S ER /S BRI ?

[00:58:22] Hamilton Helmer
English:

I alluded to it before, but just that remember, action is the first principle of business. You do stuff and my
book is very oriented towards that. The idea was not to tell you what to do, but to give you guideposts
while you're on that journey. People that are enthused about it, | encourage you to do stuff. That's where
it all starts and | can think about it and maybe help a little bit, but it's mostly doing stuff.

FRCERIR:

HZEREE, BiFicE: THRRLNE—RU, MEEHE, HNBHRULNSAN. KNNRFEE
IFREMB 4, MREMRATHREFAIRREEIR. WFREMIEFRFABHIAN, HERIRIIETE. BA
U8, FAUBREHREHR—<EEL, EROERETITH.

[00:58:59] Lenny Rachitsky
English:

I love that point so much. It was something | was going to touch on but | didn't get to is just there's so
many people that just sit around and theorize about a strategy of their business, especially in their early
stage. Here's our grand master plan, here's an amazing strategy or just read about startup ideas and don't
actually try it. | love this final note of just try it. Just do it. Don't just sit there and-

FROCERIR:



RIFBERNEX—Ro ?JEZIGE*E?;E UTEiﬁm HHE, BAZARRLERBET KIS, LHEEFHM
B tbal "XRIAHEFHERE" | — PN T RER&EE” , RERIBARNL RFMAERH. HER
XEENITRE: 22, &, FER %’s%?‘ﬁﬂi—

[00:59:18] Hamilton Helmer

English:

Yeah, yeah, just do it. And life is full of surprises. You'll end up in a place you didn't expect.
FEiE:

2R, E1TEE, EERBTIRE, MRAIFE—NERFIRBMTS,

5

[00:59:24] Lenny Rachitsky
English:

Amazing. Speaking of ending up in a place you didn't expect, it's time for our very exciting lightning
round. Are you ready?

FRCERIR:
AHET, REZATEARRBMS, RERHAENEERENNBRRERE T, HEEF TIE?

[00:59:32] Hamilton Helmer

English:

Oh, sure. I'll do my best here. I'm not very good on lightning.
R EE:

R, SR, MERNMA, BFAKEBEKRNE,

[00:59:37] Lenny Rachitsky
English:
First question, what are two or three books that you've recommended most to other people?
R EIE:
— A, R ABERZHNR=ABEMFA?

[00:59:42] Hamilton Helmer
English:

One book that is extremely wonky, and | can only take it in very small doses, but is magnificent, is one
called The Road to Reality by Roger Penrose, who's this brilliant mathematician. And it will be very
daunting for anybody unless you're a deep math person, but his brilliance in erudition just shines
through in this thing. And it's an amazing book. | would say there's another book, boy, | wish | could
remember the name. Maybe you can get the name of the author called Gene by this geneticist. And | think
he's a Harvard Medical School professor that's about the history of genetics and he is an absolutely



luminous writer. | mean, it puts me to shame. I'm embarrassed when | read it because | think how
pedestrian my writing is and incredibly knowledgeable about the history of genetics and | think that's
such an important topic. So those are two that | would recommend highly, fairly wonky, but | like them
both.

FRCERIR:

E—APIEERR, HERREE—RR, BEIEERF, W CBEFIMELZE) (The Road to Reality) , 1F&
BRAMERTNR - ZFH (Roger Penrose) . FRIFMRERRHFENE, TMNXAPRILAEMER, Bt
WA ENBZERPRELE, XR—ATAENR. B—FH, XM, REEREZERT. LIFREESE
EENRT, W (BEA) (The Gene), FER—IEEFXK, REMBRHEERNAIR, BERXTEEER
SR, MR—UIFEEAENER, BN PILIRBRIERE, RESECHXELRTET., M EEFEHEH
TRERERZ, BINAXB— N EREENTH, XA PRBEEHRT, RATERE, EREEW.

[01:00:56] Lenny Rachitsky

English:

| love them. The author, I just looked him up. Siddhartha Mukherjee.
R EE:

BRERNXLERE. HET—TMFE, BFE% - BRrE (Siddhartha Mukherjee) o

[01:01:01] Hamilton Helmer
English:

Yes. Just amazing. You read it and you go, "How did he think of that phrasing?" | mean, it's just, he's

amazing.
Fp ERIE:
BH, KTRET, REMNHESR: “hEEABEIHRELNN? 7 MERE,

[01:01:10] Lenny Rachitsky

English:

Do you have a favorite recent movie or TV show you really enjoyed?
R EE:

B2 B3 SRR S B E?

[01:01:14] Hamilton Helmer
English:

I'm a huge movie fan and have been all my life, and I'm particularly keen on animated films. But the
movie that I've recently seen that | liked particularly it was American Fiction. | thought that was... It didn't
make any of the easy choices in a movie and as a result was just incredibly interesting and thoughtful |
thought.

FRCERIR:



RR—MBATK, XEFEHR. BREHNERDELER, ERREEN—BRIIERNERLE (KE/NERD)
(American Fiction) s ZRRFE - ERBEEBHEMFPEEEABTZNRBE, ERURFEEBASIAR

ICNO

[01:01:39] Lenny Rachitsky

English:

Do you have a favorite product you recently discovered that you really love?
FEiE:

MEEERBERMT AFEERTm?

[01:01:43] Hamilton Helmer
English:

In my office, just this last week, we actually put a Persian rug in our entry room, and this is what's called a
Farahan Sarouk rug and it's 150 years old. And it had an effect in me that | didn't expect, which is it is a
work of great beauty. And it was before, it was all hand-done before machines. You get all this wonderful
variation of the actual icons in the rug and the different dye colors. And | find that every morning when |
walk in, | go, "That's really beautiful," and it's uplifting and it shows you the importance of, or the value of
the quality of art. | mean, just blows my mind actually. So that's probably not the usual product

discussion that you get.
FpERIE:

PMELRE, BMNEDLAEHANOLRT -SRI, XZ—M0 Farahan Sarouk By, BEH 150 FH
E£7. ERAE—MEEFINEM, ER—HREBENZAR. EREFIHIEN, ENRFRZEL R
AU EEREFHFUHNEUNAROREEE, RANESRELEHDAE, BB “XEEX” €
iEACERN, BRT ZAMRNEELTMNE. XEIERAFRR, XAJEFRIMEE NI~ &Y

o

[01:02:50] Lenny Rachitsky
English:

No, | love that answer. Recently we've had some really unique choices. One is a very nice Mercedes and a
Rivian and a minivan recently. We've got a lot of very nice things.

FRCERIR:

T, HERZNER, SERNFET —LIFEBERF0ER. BIFEHEREH. Rivian, RIEEEAET
RITEEE, HNRFETRSFFRDE,

[01:03:00] Hamilton Helmer
English:
Oh, that's great. I'm a car guy too, so | didn't answer on the car question.

AR ERIE:



MR, BRIFT. BRERTIEENA, FIUFORIESE,

[01:03:05] Lenny Rachitsky
English:

Oh man, I love that. We have Rory Sutherland coming on the podcast soon. He is one of the leaders of
Ogilvy and he has a whole thing about how buying a home is the best value of art to buy art if you live in a
home that makes you feel inspired and is beautiful.

AR ERIE:

K, REXX D, FE - FE= (Rory Sutherland) RIRMERSINBER T, MEBRENASEZ—, B
—EER, ANEERWEZARNRENERN —NRMREE—MLRRERBHLBEWIRE.

[01:03:20] Hamilton Helmer
English:

Yeah, I'm a big believer in that. | mean, | think that your place and how you connect to it has an important
grounding effect. And then before | talked earlier about creativity and | think surrounding yourself in an
environment that stimulates that is really important. And so | couldn't agree with him more.

FROCERIR:

B, WREX—R. RUNFEEMSURMFESENERZAEFERN B (FA. HZAKETEIE
71, BARILBCES T — TR ENNIMREFIFEER, FIUFKTEREMIIM R,

[01:03:51] Lenny Rachitsky
English:

Two more questions. Do you have a favorite life motto that you often think about, come back to share
with friends or family?

FRCERIR:
EERDRE, MERETANEREREERE, AESNELBPRMRARN?

[01:03:58] Hamilton Helmer
English:

One is what Clint Eastwood's advice to actors, which is don't just do something, stand there. And so there
are a lot of things that are long-termish with low signal to noise. And you can often just do a lot of stuff
that you think makes a difference, but it really doesn't. And so that's one. The other one which is
somewhat more profound | think was one that | had a famous Sri Lankan journalist was a mentor of mine
and very dear friend, and he had a favorite expression that | adhere to all the time, which is everything is
always about something else.

FROCERIR:

— PN ERMEF - FEFERE (Clint Eastwood) AERBEIN: “FERZM=4, WWEIE,” (Don'tjust
do something, stand there.) B RZEBEKEN, BERLEER. MEESWEZMIAANIBERIEANSE



, BERFREHZE, XRHE— F—TMRIUAERZN, BEHHN—MSN. WERENPR——UZEN
Hﬁi figE —MERE 'XE’J MiE, BR—EHETE: BEEXTFMY (Everything is always about

something else)

[01:04:49] Lenny Rachitsky
English:

Wow. Deep.

FEiE:

i, RERE,

[01:04:53] Hamilton Helmer
English:

And that's so true if you're dealing with this power stuff when if you really dig down, everything is always
about something else.

FRCERIR:
SIRAEXEXT “HE” NHEN, XIFFEER. MRMENRIZTE, AEEXFMY.

[01:04:58] Lenny Rachitsky
English:

Speaking of power, final question. People that have a lot of power are leaders in the world. I'm curious,
do you have a favorite historical leader?

FRsCER

WRENE, RE—TRHE. HFEEANENABERHERNGASE. RREE, MELKERERNHLAF
A?

i

[01:05:07] Hamilton Helmer
English:

So yeah. | have some that | admire a great deal. I'm a tremendous fan of Winston Churchill's. Most really
great people are quirky and he qualified. There are things you could say about him that you might not
have liked that so much, but he was a genius and had great fortitude, human sense. He understood
things long before other people. I've give him high marks. Some of the great artists | admire enormously.
I'm reading a book right now on the last 20 years of Michelangelo, which wonderful book actually, and
which is a very interesting period because in his first 70 years he finished up all that, he wasn't going to do
sculpture anymore. He just finished The Last Judgment, which was the wall of the Sistine Chapel.

FRCERIR:

2H, BENMUIFERMBOA. HERHFW - EERBENL, RSBHEABERGE, tBRF XF
ftt, RAJRESRIM—EMRABAERMT, EMENRA, ABEERNBRNFMAIKT, ftitsI AE R HE
REY, FAMRSENTN. EE—EFRNZARFBIEER M. RETR—ARXTRABET R/G 20 FHY



B, BR—HARENB. B2 —TIFEEBNEE, FANEMT0 5 201, ELTH TFRERRR, 4iTE
TEMREET . thNIRISTE Y AATERESE LA (&EBIEH).

[01:06:08] Hamilton Helmer
English:

And | think the last major fresco he did. And a lot of his friends at that time, he was exiled from Florence
and living in Rome and he had this Roman community and a lot of his close friends that had recently died
or had difficulties. So he's at this inflection point in his life at 70, which in those days was very old, and yet
he went on to do some of the most remarkable architecture in the history of the world. And so you've got
to admire that. | mean, just doing that, which is that rare second act. But | think for world leaders,
Winston Churchill is very high. I'm a fan of Teddy Roosevelt, | must say too, in this country.

FRCERIR:

HEPEMERE—HETENEE Fm. YRMHNREZPR —RESLFERE, FEFTIE—HREFEE
AR BIEER AN T 8B TRM, FrUMTE 70 ST AERNRTR (ERTA 70 SBELIFEET), AMm
AR EISE T HRHE - ERSUHER, MARFARME—R. HEW, EHEX—<, BEFRH
‘BIRE . BEXNTFHRAMEA, EEREMARS. FELIHR, REARS - DHE (Teddy Roosevelt)
HIRY 2L,

[01:07:00] Lenny Rachitsky
English:

I love that. Hamilton, you are wonderful. | feel like we have helped a lot of people up-level their ability to
think about strategy and moats and power. Thank you so much for being here. Two final questions.
Where can folks find more online if they want to dig in further, and how can listeners be useful to you?

AR ERIE:

HENXEDE, NERW, MXET. REFHRNERSARATRELIE. PHAINNENEN. FE
RGREEREIXE, REMNRE: MRAKBH—DZRINAR, ATUEMELRIESZEE? URIFARRTLN
fRIFEBhR?

[01:07:15] Hamilton Helmer
English:

Yeah, so as | say, I'm an idea person and I'm about trying to empower company founders, and so only
thing | can say is read the book, spread the ideas, start your own company. Those are the things that
would make me happy.

AR ERIE:

R, EWMIFE, HE—MEERENA, REHTRELQTEIEA. PRUKRE—RERRZE: BBEH, %
XL, QIMRECHIAR, XEMZRELFRERKIER,.

[01:07:37] Lenny Rachitsky

English:



Amazing. Hamilton, Thank you so much for being here.
FRERIE:
KHET, XNEREM, IEERKRGHREER,

[01:07:40] Hamilton Helmer
English:

Great. My pleasure, Lenny.

R EE:

XEFT, XEHMRE, Lenny,

[01:07:42] Lenny Rachitsky
English:

Bye everyone. 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 Lenny'sPodcasts.com. See you in the next episode.
FpERIE:

BRI, &, FERFARKNKIT, MREREETEENE, BILUIE Apple Podcasts. Spotify SEEIRAVIE
BENARITHE. I, BEEERARIMNTIHBTITIL, XERAMEBEIEMTRILIIAEER, B UE
Lenny'sPodcasts.com #EIFfERHATEN THRESEE. THTEL.



