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(00:00:00) Jake Knapp
English:

We would have a conversation with founders, you're saying like, "Gosh, I'm almost embarrassed to ask
this question, but who exactly is your target customer?”" And three co-founders have three different

answers.
R EE:

BINSMENEARIE, REH: “KW, REEERAFERRXNEE, ERINEFEFEREHR? 7 &
REPBEGEIBAL LT =P EATENESR,

(00:00:09) John Zeratsky
English:

After these hundreds of teams that we've worked with, we've seen that there's one failure mode, which is
they don't know what that set of basics are. Then there's this other failure mode where they never test it.

FRCERIR:

ESHETHNEEZE, FHMNEARE—FERBERER, BmEMREAFMERE “Bit” 2fta. AEEES
—MRMIRT, PEMIIMRFHITIL,

(00:00:19) Lenny Rachitsky

English:

Let's talk about the Foundation Sprint. Walk us through the process. How does it start? What are the
steps?

FRERIE:

IEFRATHPEN “EhtHR)” (Foundation Sprint). IEHEAT T E—TFTXMRE. EEIAIFIEN? BAESEEH

7



(00:00:23) Jake Knapp
English:

The very beginning of your project, we recommend this kind of crazy idea that you clear your calendar. So
the core team come together for 10 hours roughly and go through a sequence of activities so that we can
make all of the key decisions together.

FROCERIR:

TEHMENRFR, BB NIFERE SRENRE. BEMNBERER. ROBMEE—RE, KHNTE101M)
BY, STR—RYERD, UERREHRMLAE XEBRE,

(00:00:38) Lenny Rachitsky
English:

| think a lot of people wonder as they're hearing this is why don't | just build something and launch it and
learn?

FRCERIR:
HRRZARBXESFERR: AT ARTERNE—LEARA, XhihE, ARERBRFFIR?

(00:00:42) John Zeratsky
English:

One phenomenon we've seen when teams are building things really quickly with Al is that the more Al-
generated or assisted they are, the more generic they tend to turn out. Put yourself in a situation where
you can slow down and do some hard thinking, some deep thinking about what's actually going to make
your product unique. Going fast can actually slow you down in the long run.

FRCERIR:

BINURE— UK, HEANFE AIREEDE>@E, Al ERTHEBNASESZ, maEERBETE
(Generic), fRRZiLBIETR, #IT-LREM. RENRE, BERTEM ARILLIRAY @AM H.
MKIZHKE, §EERRRMSIEEIREHE,

(00:01:01) Lenny Rachitsky
English:

Today my guests are Jake Knapp and John Zeratsky. The framework that Jake and John share in this
conversation is basically the missing manual for founders and product teams trying to refine and test
their startup or product idea. It's called the Foundation Sprint, and it emerged out of the famous Design
Sprint, which Jake and JZ co-created, and also from working with over 300 teams, building both new
product at startups and also with teams at larger companies like Google, Microsoft, YouTube, Slack, Uber,
and many more.

AR ERIE:

SRIIEERE Jake Knapp 1 John Zeratsky, ffiIEXRIHER D ZHIESR, B4 2 AL XETTEMI
el A~ R B EIE AT~ REINVESH “BREMNIER” . EWFA “EmtHRH” (Foundation
Sprint) , JRE Jake M JZ HEBGIIZMEZR “QITHRI” (Design Sprint) , HiRFM15 300 Z 1 ENE1E



L0, XLLHPABEEIEMIEI AT MEIN, HEIE Google. %K. YouTube. Slack. Uber ERAFEHY
Ei] NS

(00:01:28) Lenny Rachitsky
English:

They published a book with this framework at the beginning of this year called Click, and the excerpt
from that book that dives into this framework is one of my most popular posts of all time and is one of the
rare non-Al posts amongst the top post rankings.

FRsCERF:

MESFEFEVHIR T —ANMBZERNT, BA (Click)e HBAMIZPRNRITX—ERBIER, BE2H
BELREZMUNNEZ —, BERARFTINERZERAIFE Al TEXE,

(00:01:40) Lenny Rachitsky
English:

In this conversation, make sure to get your pencils out because we go through exactly how to execute this
two-day sprint, where at the end of it you have a very clear hypothesis that your entire team is aligned
around that clarifies what you're building, who you're building for, how it differentiates from competitors,
and how to quickly test it with real potential customers. The two days that you invest in a sprint might be
the highest ROI days in the history of your product, and | highly encourage you to do this if you're in the
process of baking an idea.

FRCERIR:

EXRIIER, BSERTFENR, EABMEFEABRNETRITI N AR PR, HPRIGRE, (R
RE— P 2HARLIRIEMRIR, ABRMENERTA. DENE. IRASRENFEDFR, URNFS
HEERBEERER#ETRENR. REARPRANOZXRK, AR~ mAE LRAERKRE (RO REHNK
Ko SNIRIRETEERER— ML, FERZIBIURZEIH—T.

(00:02:07) Lenny Rachitsky
English:

If you enjoy this podcast, don't forget to subscribe and follow it in your favorite podcasting app or
YouTube. Also, if you become an annual subscriber of my newsletter, you get a year free of a bunch of
amazing products including Bolt, Linear, Superhuman, Notion, Perplexity, Granola, and more. Check it
out at lennysnewsletter.com and click Bundle. With that, | bring you Jake Knapp and John Zeratsky.

FROCERIR:

MRMEMXNMEER, IS TEEENBENAR YouTube EiTRMKE, s, WMREAAFKNEER
(Newsletter) WFEEITHE, MAIUEERE—FN—RIINE~m, B4 Bolt. Linear. Superhuman.
Notion. Perplexity. Granola %, i&ifin lennysnewsletter.com # & 5 Bundle & %15, TmE, iEEITR

i Jake Knapp #1 John Zeratskys

(00:02:28) Lenny Rachitsky
English:



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

AR ERIE:

AETIEHH Brex #8. 2XE=RRAEREZ NV QT PME —KEER Brex WERI%, Brex RALE
40% MBI ABEARANMEHRER, Ei1ET —METTEBEIBARSES —ETAARMRITHE
B, XE5EARITEHATRE, FRFBIIULVCIRFNNENE, FERKENESMHER. AT EBLIBA
RIFMEHEKLEFH (Runway), Brex X ZEKF. ER#KEZEHM FOIC RIEHNABEESE—MBANIKF
o REIALMRIRAREELKCEEAAR, BEEERITIRT 20 (5 F15& FDIC BURFE, HME—ETE
TREY T IR ER, FIETRREREEThA R E. M THREZ(ER, 151 brex.com/banking-solutions,

(00:03:25) Lenny Rachitsky
English:

Many of you're building Al products, which is why | am very excited to chat with Brandon Foo, founder
and CEO of Paragon. Hey, Brandon.

FROCERIR:

RITHREVFZ AIEEWE Al F M, XMEATAFKIFESEES Paragon BI8#8 A3 CEO Brandon Foo X
. M2, Brandon.

(00:03:33) Brandon Foo
English:

Hey, Lenny. Thanks for having me.
FRERIE:

IE, Lenny. HBHREIERK.

(00:03:35) Lenny Rachitsky

English:

So integrations have become a big deal for Al products. Why is that?
R EE:

&£/ (Integrations) 3t Al =RRRELTFETEE, XEHNTAIE?

(00:03:40) Brandon Foo

English:



Integrations are mission critical for Al for two reasons. First, Al products need contacts from their
customers business data, such as Google Drive files, Slack messages, or CRM records. Second, for Al
products to automate work on behalf of users, Al agents need to be able to take action across these
different third-party tools.

FRCERIR:

SR AIRREXEE, REE =, 8%, AIFaFEXREBEF IWSHIENLETX, 30 Google Drive X
. Slack /HE 8 CRM 2R, HX, ATILAI=mREKRAF BRI, Al'EaEE (Agents) FEREBE
XERFEE=H TEPRITIEE.

(00:03:59) Lenny Rachitsky
English:

So where does Paragon fit into all of this?
FRCEIE:

ABA Paragon EXHAINEFAREBIE?

(00:04:01) Brandon Foo
English:

Well, these integrations are a pain to build, and that's why Paragon provides an embedded platform that
enables engineers to ship these product integrations in just days instead of months across every use case
from RAG data ingestion to agentic actions.

AR ERIE:

XL AFERE, XMENTA Paragon #ft T —PMRANT G, it TRMEBE/LRA MAZ2/1L1H
B) AIXLEF=mEER, HWEM RAG HUBRENEE se (AR (FRIZ A A,

(00:04:15) Lenny Rachitsky
English:

And | know from firsthand experience that maintenance is even harder than just building it for the first
time.

FROCERIR:
BMEBENPINE, HPLEE—RREEM,

(00:04:20) Brandon Foo
English:

Exactly. We believe product teams should focus engineering efforts and competitive advantages, not
integrations. That's why companies like You.com, AI21, and hundreds of others use Paragon to accelerate
their integration strategy.

FRCERIR:



o HNPAAFRENIZETEENERERSME L, MABEN L. XMEANTARK You.com. A2l
AR E REMATER Paragon SRANEHE S ABEHIRE

(00:04:33) Lenny Rachitsky
English:

If you want to avoid wasting months of engineering on integrations that your customers need, check out
Paragon at useparagon.com/lenny. (00:04:41): Jake and JZ, thank you so much for being here and
welcome to the podcast.

AR ERIE:

MRMAEBRRERE P FENEN DRFZHANIZNE], 7E7hiR useparagon.com/lenny &% Paragon. Jake
Iz, FERRFRITREXE, WDRIFER.

(00:04:49) John Zeratsky
English:

Hey, Lenny. Thanks for having us.
R EE:

%, Lennyo EHSHMRERIBFA ]

(00:04:51) Jake Knapp

English:

Yeah, thanks so much for having us on again. This is always a treat.
FEiE:

=0, EBRBEBEERI]. XEE—HERE.

(00:04:55) Lenny Rachitsky
English:

This is going to be a very tactical conversation. We're going to be going through how to actually execute a
Foundation Sprint. And the reason that I'm excited to do this is you guys shared an excerpt from your
book where you initially shared this whole concept. It's called Click. You shared this in my newsletter and
| was just looking at it, and that excerpt, that post is amongst the top 10 most popular posts of all time in
my newsletter, which is especially special because it's not an Al-oriented, it's one of the few non-Al posts
that are near the top 10, which just tells me how valuable this is to people. And consistently it has sat
there, it hasn't been usurped, it just continues to climb.

FRCERIR:

X E—1HIFE BEELIRMERIME, BATRERARITMASERRHRIT “BhR)” o HZAUMILLREINME, 2
EAMRMNBERBNFBAFDZIORITEHS (Click) HER, BRMATXMR. ZNAET—T, BR
BREZFFENELLURKZILHR 10 RXEZ—. XIFER, BNERRZ A FEH, 280 10 21K



DEHIAFAIENEZ—, XEURBEXNANEZAANNE MEC—EREY, KERNNA, HREEH
ey 8

(00:05:33) Lenny Rachitsky
English:

So I'm really excited to just have a conversation where we share actually how to do this. Let me just start
with the beginning, just a little backstory on how the Foundation Sprint came to be. | know it emerged
out of the now very famous Design Sprint, which you guys also developed. So just give us a very brief

overview of just how this came to be, this idea of this Foundation Sprint.
R EIE:

FRUFRAFE B R E D ZERBIRIES &, ILFAIMET R, Wi “BiAR” BENESR. HAE
ERTHAEFEERN “KtAR” , BERMRIFARE. BRENA—T “BbdR)” XMUEBNASE
B9

(00:05:54) Jake Knapp
English:

Well, maybe I'll start by talking about the Design Sprint part because it is essential to understanding the
Foundation Sprint. And the Design Sprint first developed, | had been working at the beginning of my
career at Microsoft for a few years. Went to Google, which is like 2007, 2008, 2009, and was working on the
Gmail team, was working on some projects that were just executing well, delivering, shipping. But | had
this other project, a side project that had been going on for three years with a couple of colleagues, was
going nowhere, and it looked like their office was going to get shut down after the financial crisis. They
were in Stockholm.

AR ERIE:

gFIE, WIFFRIZSEMN RITHRR] R, RAEEEME “BihR” XE RITARIRVMEERRUEER
HAFF & B9, BEMBRIETJLE, FAF7E 2007 B 2009 FAEET Google, ZHEIE Gmail FIMI{E. &5
TERITRY. BNRXANIE, EREE5— MRS —ERT =ZENa\INE, MELHRE. =/
fetlia, eSS RENDREREMBR KA T

(00:06:33) Jake Knapp
English:

| went there for a week. We cleared our calendars for the week, and we created a prototype of this, this
thing because we decided, look, we're never going to get anywhere. We've tried making the perfect pitch.
We've tried to make the ideal PRD, we've tried to show the ideal design, and we can't. Perfection is not
working. We're not able to align people, we're not able to get executive support for this thing. We couldn't
convince Larry and Sergey and Eric that they should fund this thing.

Fp3CERiE:

BETHE—AE. HNMBEZTH—RANMERR, AXTHEFIET —NRE, EAKRINMRIRE, MREIH
SIRROMOE, KEFRBER. KA ITENERE, SIERN PRD (FRERXE), 2XdER
BRI, BE8ART. BREETAE BITELAREAR—H, UL ERABBENIR. BIT&EHR
Larry. Sergey # Eric 45X NN B & %o



(00:07:03) Jake Knapp
English:

In that week in Stockholm, we created a prototype instead. We decided you know what? Forget it. We're
just going to build something and put it in people's hands, put it in our fellow Googlers hands. And that
prototype was what became Google Meet. It was this video conferencing tool that you could use in the

web browser.
FhSCERIE:

TEEES/RENR—E, BIEMEET —NRE, RITRE: EElE, BINEEHSARALE, BERIA
MNFE, 327 Google BEMFE, A NREGHKMEM T Google Meet, BER— MBI LATER % 23 P EF RIS
ST A,

(00:07:21) Lenny Rachitsky
English:
No big deal.
R EiE:
(FFEsR) W& AR T B

(00:07:22) Jake Knapp
English:

Yeah, it was really cool. | mean, the outcome of that, that's definitely probably the most productive week
I've ever had. But the thing that struck me at the time and in hindsight was, wow, it was so different to
clear the calendar for a week and have the entire focal point of every person on the team be how do we
create a prototype that's so real, that works so well that people will think it's real, that they'll react like it's
real, that they'll want it? And we were in survival mode. We were trying to keep that office from getting
shut down. But the notion that maybe you could repeat that and recreate that is what led me to create
the Design Sprint.

FRCERIR:

T, ERRES. BENEREE—EPREEANN—E, BHRURFRULABRMERANE: F, BFZ—EAN
812, itFRFETANERBERE “NESIB—MNRES. STHILRFNRE, UETFTAMIZIANE
EN. SEEXNRNABEE” , SMBREAF—FT. SHERNLTEFER, KEREBIDQE,
ERXM “BAUESEHBRIMRIV BRUE, (REKREIZT “gitaR” o

(00:07:59) Jake Knapp
English:

So for a couple of years at Google, | start running these one-week programs with teams trying to go at the
beginning of a project from zero to a prototype at the end that we can sort of evaluate, test. And then |
went to go work at Google Ventures. So separate, one of the Alphabet companies we're investing in
startups. | meet John Zeratsky and we start running these design sprints with, well, it turned out to be
over the course of five years, | don't know, couple hundred teams working in the early days with founders,



in the early days of their establishing the product for the first time, trying to build it from zero to one or
launching a new marketing campaign, a new ad campaign, some big high-risk endeavor. We'd get to work
alongside them for a week.

AR ERIE:

FTLATE Google /LR, EFMHEHANSITXLERNP—ANIE, HRXENENHNSHSE, JIAXREE—
NA LRSI ER, ERIFEET Google Ventures (GV), FEZ Alphabet IE FEIJRAMEI AL
alo FEAREFKIBEIT John Zeratsky, FEATAFB—EBITXLERITHR, TRENREE, BITSETKRALE
MHPBA, TEEIEARIIF~mINEHMESMIHBEMS, ZIHTIMM 021, HEBHFINESHESN. [ &5E5
EENRES. BilsMtiT—EITF—E.

(00:08:46) Jake Knapp
English:

And we ended up refining this process into a recipe. So across five days, it's map, sketch, decide,
prototype, and test, one big focal point for each day. So at the end of the week, you've got a tested
prototype and you learn are we on the right track or not? And that's the Design Sprint. That's kind of the
prologue, the backstory to this thing. And then after a few years at Google Ventures, John and | left and
eventually together with our co-founder, Eli Blee-Goldman, we started our own venture firm, Character

Capital. And that's kind where the story of the Foundation Sprint comes in.
FRERIE:

BINREBXNIEBERT —FE “BiF . TAXNEE, 252 #E (Map). EE (Sketch). RE

(Decide). [FEY (Prototype) MK (Test), BXREBE—MLER, FRAXR, REAE T — 2T
[FE, HEETHRRNNEESEETERNIME L, XM “tHR]” , WERENMNENRIE. TGV IIE/LERE,
HM John BT, BERSHNIME KA Eli Blee-Goldman —i2 870 T B S HI KL E AT Character
Capital, X2 “ERtFR” HEFBIMAS.

(00:09:25) Lenny Rachitsky

English:

Okay, awesome. JZ, anything you wanted to add?
FRERIE:

KT, JZ, IREHABHTTRING?

(00:09:29) John Zeratsky
English:

One of our goals, probably our biggest goal for starting our own VC firm was that we wanted to be able to
focus on just the kinds of companies and the stage of company-building that was the most fun to us, but
also was where we thought we could have the biggest impact. And so for us, with our background as
designers, that is the early days, the first couple of months or the first year or two years of building a new
business. And at GV, sometimes we did that, but sometimes we were working with companies that were
already well established.

FRCERIR:



HMIND B SN ATN—1B1F, AJRtEERANENN, MERERBLTETHRENRIREZEE. [
RENEINAEEFERAF NN QB RBEMWEN K. XN TRAEKRTIMEREOBIIRE, BRERIMER—
L SSEIRIL BRI —ME. £ GVH, HKNENRNZXFY, EERNEE5EBEMANAT G,

(00:10:15) John Zeratsky
English:

When we'd come into those companies, they kind of knew what they were doing. They knew what they
stood for. They knew how they were different in the market and how they were positioned. And so we
could help them answer these big questions and solve these problems and test their prototypes with
customers. But when we started investing in truly pre-seed, sometimes inception stage, pre-product, pre-
revenue, pre-everything companies, there was this piece missing at the beginning of that process. So
we'd run design sprints and they would be helpful, but oftentimes it felt like there was a foundational
element of that project that we didn't quite have our hands around. And it was things like, what is the
problem you're solving and who's the ideal customer? How are you different than what's in the market

today? Who are your actual competitors?
R EIE:

HEMNHNBRLERAQATN, MITEBEMEECERTA, NEBCHNIIY, NEACAET LNERKNE
Lo FRAFRATRIIAEBMMBNEZ KRR, BREKEFEHNARE, EYHNABRREEENMFEIE (Pre-
seed), HEZMHMER. Timm. TN, A AMLKENQEN, FNLKMARIZHNFKRRT —R. FITEB1T
iR, BAEEE, ERFERETEPELEEMMENTRENERRS, thil: REIRTARRTARRE?
WEREEEF? MEWNETT~nERAE? (REENRSNFEIE?

(00:10:49) John Zeratsky
English:

And there were these questions that just kept coming up again and again that led us to say, "Hey, we need
to create a new sprint method, something that is really targeted for the very beginning of these big new
projects.”" And so that was what led us to create the Foundation Sprint at Character Capital in 2021, 2022.

FROCERIR:

XLERARMESHI, RERNEIRT: 1R, BNFEBCNE—MIPRIGE, —MEIHIXLEE RN
BRI EMERNAZE.” XMEIRAE 2021 ] 2022 Fja)#E Character Capital €37 “EhtHR)” HERE,

(00:11:08) Lenny Rachitsky
English:

Okay. Yeah, | was wondering the timeline on this. What | love about stuff like this, episodes like this is you
guys have done so much work and done this so many times with so many companies, so many founders,
and have learned what works and doesn't work. You said hundreds of founders, hundreds of startups.

FRCERIR:

BRT, HZAEERXNELZL. RERXEXTENREET, (MIEEMTRELE, AXAZATNE
AR ERET ZR, FRTHARERY, TARTHE. RRIAHEHBEMLIAAN, BERVEIQE,



(00:11:24) Lenny Rachitsky
English:

And you've just spent so many hours studying this, refining it, crafting it, and now you're just here to
share all the answers, save us so much time. Just the ROI on this is incredible for us. So | appreciate you
guys doing this. Let's get into it. Let's talk about the Foundation Sprint. Walk us through the process. How
does it start? What are the steps?

FRSCERIE:
RIIE T XAZHEMR. TEMTEE, HEEEAXENEER, ARINTE T ARERE, XXE1HRIHR

KRALFERBEEIFA. IFBRPRIT ILFAVENEDRE, WE “BoAR" o BHERNEBRE. €2
RIFEN? SBEMFA?

(00:11:42) Jake Knapp
English:

So specifically what we talk about with the Foundation Sprint is it's at the very beginning of your project.
We recommend this kind of crazy idea that you clear your schedule, you clear your calendar. So the core
team, this is the co-founders if it's a startup, if it's a product team inside a larger organization, it's
whoever's in charge of product, it's whoever's in charge of engineering, it's whoever's in charge of design,
it whoever's in charge of marketing, the core leadership team, they're going to come together for, it's
going to be 10 hours roughly, give or take.

FRCERIR:

BAEFRE, “BEidR)” REFTMENSRFH. RINEN—TERIRINEE: BEMNERE. ZOER—
MRZBAEIQBMBEKEGLBA; MRBRATNEN~mEA, MErRmiasiA. IRAFA. RITAFAMN
EHORA —XEROASEREIE, AOFE 10 MIAR,

(00:12:15) Jake Knapp
English:

And during those 10 hours, we're going to go through a sequence of activities, very highly scripted
sequence of activities so that we can make all of the key decisions together and identify the basics of the
project, what's going to differentiate us in the marketplace, and what's the best approach or
implementation path. All of those together form a hypothesis.

FROCERIR:

X 10 VIR E, BITEER—RIISEMAKNED, UWEHEMEMEXRAE, HHEHEHN ‘B
7 . EMNETH LN “E8WM URKREN “THEERE . AEXLEME—E, MEK7T—1" “Rig”
(Hypothesis) o

(00:12:36) Jake Knapp
English:

And then we recommend, so you finish now, that's your Foundation Sprint, you've got your founding
hypothesis. Once you've got that founding hypothesis, then you're going to go and do design sprints, and
we recommend you clear the calendar for two to three weeks at least, so you have the chance to be



wrong about your hypothesis. And we're going to run experiments. And again, the Design Sprint, highly
scripted, calendar clear, emails off, Slack is off. We're just focused on running through these sequence of
decisions, building prototypes, getting them in front of customers, learning about a scorecard that relates
back to the founding hypothesis.

FRCERIR:
STEREMARIE, RAFET “SUIARIRT o BTR, RITEMHT “gitAR” , HRNEDBETWEI=
BBE, XEFMRABNIIERFRNRIKZEIRN. BITRIETERR. B, Rt SEMAKE, &

B2, XM Slacke HMNALZEFTHITX—RIVRR. WERE. BTRAEF, HARESIRERIZEXE
“TaR #ITFES.

I
zs

(00:13:09) Jake Knapp
English:

So at the big picture, it's going to be anywhere from 10 hours to three to four weeks. You're going to run
this detailed script of activities with your team with their calendars clear. And that's crazy, and most
people won't do it. But if you do it, it confers upon you a huge advantage because now you've got
information, you know whether or not your product clicks with customers. And we've seen that be just
such a tremendous signal for is there going to be product market fit?

AR ERIE:

FIUMABRE, BENMEREFE 10/VNE=ARFE, MEHERNEETBRENER FTHRITXEIFMNESD
B, XITERRRIIE, KEBMAFSEM. BNREHMT, ESBFMRERNRE, BATRETESR, R
MEMRNRETRESZEFPFEHD (Click), 1AM, XR—MIREEERE ‘TahinaRaeE”
(PMF) BItRIE(E S,

(00:13:38) Lenny Rachitsky

English:

Okay. That was really helpful. The 10 hours is that specifically, that's the Foundation Sprint time box?
FREiE:

BART, XREHER. B 10/NEEEITE “EtihR]” rREZE?

(00:13:43) Jake Knapp
English:

That's the Foundation Sprint time box, yeah. And it's give or take, right? You might go fast and be done in
eight. And you might have a lot of conversations and have a slightly larger team and might take you 12.
So we like to spread it out over two days, do two four to six-hour blocks.

FROCERIR:

EHY, BRREMARIFEEIR. HARABIAEE, WIE? (RETBEsnfER, 8/NBIRiTem T ; AIEEITIERS,
HEFNMRIER, FE 12/0\8, FIUENERBEDHEIRK, SRHEIT4E 6 /8,

(00:13:57) Lenny Rachitsky



English:

Okay. And then the three to four week-ish, that's including the Design Sprint?
FEiE:

8, A=MRELEAREE, EEE TIZITHRIIG?

(00:14:00) Jake Knapp
English:

That's the design sprints, yeah.
R EE:

=8, BREigitRIavETE,

(00:14:01) Lenny Rachitsky
English:

Okay, awesome.

R ERE:

W9, KIET

(00:14:02) Jake Knapp
English:

One week per sprint.
FRCEIE:

BREABT R,

(00:14:03) Lenny Rachitsky
English:

Okay. This is incredible ROl on 10 hours of work. Basically over two days, you get to have a much stronger
sense of whether your idea is any good. Yeah. Is that a simple way to describe it? You just supercharge
validating an idea?

FROCERIR:

10 /MBS TARRIR AR ORFFEARAAI RN B L@IMKREE, (REaEEa7 R EIRNREREFEE. 7
DI A B EiiRig? m2 “BRINEEERIE" ?

(00:14:19) Jake Knapp

English:



Exactly. Yeah, it's a chance to... In the 10 hours, it's a chance to get clarity about the core of your strategy,
which is something that teams will often go months without really nailing down. And the three to four
weeks, that's a chance to run experiments and get confidence you're actually building the right thing.

AR ERIE:

it A8 10/N\HE, RENSERHEEZL, MESHNEEE/L MRS EEEREX—R. MEAR=N
BE, RENZIETRE, HRF “MHSEMRERNARA" BNEO.

(00:14:41) Lenny Rachitsky
English:

Okay, let's talk about these two days. How do you lay it out? How do you approach it? What should
someone do if they want to actually try this at home?

FRSCERIE:
4%, IEBRATIMINXFE R, FUEIZHE? NETIN? REABEESHEANER, ZEAM?

(00:14:48) Jake Knapp
English:

So there are three phases to the Foundation Sprint. First phase is the basics, second phase is
differentiation, and the third phase is the approach to the project. So again, all three of those are going to
come together to create the founding hypothesis.

FROCERIR:

HARI DN =1MNER. F—MEEE “Bi” (Basics), EZMER “EFf” (Differentiation), E=MEK=Z
“TNEERRE” (Approach), @, X=MEMEEEWR “IIARIL -

(00:15:04) Jake Knapp
English:

So the first phase, the basics, as | mentioned, that's identifying who's your customer, what problem are
you solving for the customer? What's the competition for solving that problem? How do they solve it
today? And what are the alternatives? How else do people solve this? What are the workarounds? Those
are really almost embarrassingly simple things to answer. But when we do this with a team and
everybody's answering, proposing their answer to each question, we see everybody's got a different
perspective. And then when we lock in, the decision-maker on the team says, "Okay, it's going to be this
one, it's going to be this one, it's going to be this one." Now we have clarity and confidence that that's the
right way to go.

FRCERIR:

Bk “BH” , EWNFRRIN, BHE: ERMNER? MMARFBRTARZ? BRZEENTSNF
BHE? N MERNEERN? EMEBRNLTR? AMIEEF2HMBERGE? EWMENEZIT
(Workarounds) ? Xip)iE BRI AL, EIFRNMEAN—EHXHAE, STABHUENRRLHEF
£, MIEAASTANRBEARE. SHEABURRERLRARE “F, mEXT, X1, &EXN B, &
MRIRF 7 BRI B AR ATEBY S Do



(00:15:42) Jake Knapp
English:

So we'll move forward from the basics into differentiation and identify what are the things that can set us
apart from those competitors? And we're going to use the advantages we have. We're going to use our
insight, we're going to use our motivation, we're going to use our special capabilities. These are things,
again, people are aware of these things, they're in tune to it, but we want to get super, super specific, and
we'll go into an example in a second, and | think that'll make it more clear exactly what we mean.

AR ERIE:

ARFAIM “BAE” HN “ERNE" , BEPERAERLENERENFREAML. FIMTEFBREHMN
% BREA. Tz HOTBEFHRED. A, AMIEBRRIXLERAE, ERINBLEF/RAEA
. HERNNZEFENOF, REPIILREFZRINIER,

(00:16:13) Jake Knapp
English:

But going then from differentiation to saying, "What are all of the different implementation paths we
could take here? Let's identify what those are, put a little detail behind them." And then we have a
structured path for people to take so they can weigh that decision, but move through really quickly.
Commit to one, have a backup plan in case you end up feeling like you need to pivot once you start
sprinting on it. And all of that together is going to form this kind of Mad Libs sentence.

FRCERIR:

BEN “ERNM TER: “BITTLURELREEMERERE? iLHRINTRFEXERF, Hbm—LEHh,”
REHENAEIRE— N EWMRIERE, iLIRENRER, BEXEEREHEH, FEEP—ZIKEF, FNES—
NERITR), UBEFEFAREREEERE (Pivot), FAEXLEME—IE, BRM—1NEM “E=HER"
(Mad Libs) 898F

(00:16:35) Jake Knapp
English:

If we solve this problem for this customer with this approach, we think they're going to choose it over the
competitors because of differentiator one and differentiator two. And it's almost silly how simple this
thing is, but really powerful for founders to have that clarity about, okay, here it all is in one sentence.
Now let's go test and make sure this is true.

FRSCERIE:

“NRFENBEDDT XFMHERRZ A XERF BR ZXMNIFE , BITARBNSEERITTOAEEZSNF,
AR ‘ERLED M ESNSE2 7 XNEAARPESEFEAE, BIIAAFRRINIEERA, ERNTEELLIR
RISEMRR: 17, —UEEX—IEERET. WE, LRNENRHBREIEN,

(00:16:59) Lenny Rachitsky
English:

Amazing. Let's look at an example. That's a really good idea. | know you brought some examples. You're
going to do some screen sharing. You're going to pull it up. If you're watching on YouTube, you'll be able



to see it. Also, if you're watching on Spotify, you can see the video. If you're on Apple [inaudible 00:17:11].
But do your best to describe what we're going to be looking at.

AR ERIE:

XET . ILENENMIF, XRMFER. BHMEMRITFH T —LHF. F(1= Lﬁ)ﬁ HZ, EEIAEFR. W
R{R7E YouTube 5§ Spotify LIE, FeEFEEIWIN. 0RIR7E Apple Podcast £Ifr, 15REZ0FMIEVHER,

(00:17:15) Jake Knapp
English:

Yeah, so we're going to talk about this company called Latchet first. This is the first company we'll talk
about. And Latchet is a startup who was in our last group of Character Labs, and we can go into Character
Labs later on. But essentially this is kind of an accelerator-like program that we run at Character Capital
where we invest in a group of companies at the same time, and we run them through that process that we
were just describing, where we start with a Foundation Sprint, and then it's going to be a sequence of
three design sprints after that so that they're testing and refining that hypothesis.

FRCERIR:

Y, AL —=R0 Latchet WAB], Latchet A1 E—HA Character Labs BI—X¥IEIAE], FEEHA]
B LU 4HENEN Character Labs, {BE A _EXZF{17E Character Capital iz{THI— PN RIMNNRBIINE. FHAE
R E—ARE, HEMIIESINAERIRE: SMEMARIFFS, REBELE="0LITHE], DUE1
RNFTERI.

(00:18:06) Jake Knapp
English:

And so it's a great time for them. These are founders who have just started their companies. They're kind
of that pre-seed, very beginning, zero stage. And the progress you can see in those three and a half, four
weeks, it's phenomenal. So let's talk about Latchet. So Latchet, a couple co-founders, Chris and James,
who they had left Substack. They were engineers leading up the growth team at Substack. And they
wanted to build a product for artisans.

AR ERIE:

XM IRIFEE—MEFHIR N, AR ANFFEREI, SFFHFaie. KRABN “SME” . E=HARW
REEBRIRHT BIFRAR, Wi Latchet I, BERIFIELS I A Chris 1 James WIEF Substack, 1% 2
Substack I KFPA TR T A, M8 AFITZE (Artisans) FTE—FF~ o

(00:18:35) Jake Knapp
English:

So if you imagine you're a jewelry maker, you're a painter, you're a woodworker, and you want to sell your
products outside of your immediate community, the physical place where you are, your physical location,
well, you can build a site on Shopify, but you still have to market it. If you do that, you got to figure out
how to reach those folks. You can put your products on Etsy, but Etsy has become quite commoditized. So
you're going to be up against everybody everywhere, and it's going to be very hard for you to build an
identity there, to build a sense of who | am, what I'm all about.

FROCERIR:



BR—T, MB—ITHKED. BRIAL, MEEARMHEXZIMEEm. RAJLUA Shopify #uh, ER{HA
FEBCHMEH, BDZEMEER. MEATUEFmRE Etsy &, B Esy ERZREFERE K
(Commoditized) , fREEMERZMBIAEARS, RERIACHRESH, REME “REE. ROVE

DEAA” -

(00:19:05) Jake Knapp
English:

And so what Chris and James thought was maybe we could use some of the techniques and methods we
used at Substack to help people find other newsletter writers through their community, through
recommendations they make and help out artisans in that way. Wouldn't that be cool? So they were at
that stage, they had a few different ideas about what form that might take, what that might look like
when they joined Character Labs. And so that's kind of the backdrop to this little quick story I'll tell.

FROCERIR:

FRLA Chris #1 James FA7E48: WiFFE118] LAFIB7E Substack A B—LeR AR A 3% — Eb i@ + X F 3
FREBMANTEMEMEMEE —REBFILEE, XEEREENID? H(IINN Character Labs B, IEAFX
MIER, WFEREFRKAAE. UAAKEREW, B/ 1NTENEZ, XMEXNNEENE S,

(00:19:30) John Zeratsky
English:

And there's one really important thing to emphasize about Chris and James that Jake mentioned briefly,
but I think is worth repeating, which is that they're engineers, they are builders. Their instinct is to write
code, it's to build software. And they actually told us that they were excited but nervous to come into
Character Labs where we would be encouraging them not to write code right away, to take this time to
clarify the differentiation, the structure of what they're building, and to validate that with customers

before they went all in on building a particular approach.
AR ERIE:

KT Chris# James, B—RIFEEE, Jake BERET, BHIANEREE: MBI REN, SWEE,
MM AEE RS RS, M. MiI1EREAN], M Character Labs ILfNIBEHE X KK, FABNISSHMA]
FEUNERE" , MEANEEEERNK. BEEWENEN, HESITRAEMBREZALRE AR,

(00:20:20) Lenny Rachitsky
English:

That's actually really helpful context. And speaking of the Substack, Recommendations feature was one
of the most game-changing features for me with my newsletter because it basically supercharged my
growth. So | get why they'd be so excited about bringing this learning to other ideas and to their own
startups. So thank you guys for doing that. And I'm even more excited to see what they're building.

FRCERIR:

XML REREBNE S, 1E Substack, “##E" (Recommendations) LhEEXFE S RIREREITIRIHEEX
TR A NAIThEE, ERAMINE T ALK, FRLAFRIRAE A 4]0t M ar A8 DX Lo L2 06 [ FR B H fth A8
EMB Rk, SRS EXLE, HORAFEIIMIEEMENKRA,



(00:20:41) Jake Knapp
English:

Well, let's take a look. So this board here that we're looking at, this is like their Miro board. So we've got a
big template. And whether you're watching on YouTube or listening to this episode, we'll talk about at the
end how you can get access to this template, which will kind of guide you through the process.

FROCERIR:

9%, ILBRITREER. BINAEEINXMRFZ2MAIIE Miro 1R, FEIBE— N KER. TILIRZETE YouTube L
BRERANEE, REHNBIEFRAKMARIXMER, EXR5|SIRFTTREB MR

(00:20:58) Jake Knapp
English:

But what happens in this first step in the Foundation Sprint, in the basics, as we said before, is that we're
going through a sequence of questions. Who's the most important customer, for example, is the first
question, the very first question that a team needs to answer. And as we do that, just as an important side
note, we're using this tactic that we call work alone together. And specifically the note and vote is this
method where everyone's in silence, in this case both Chris and James, but if you have a team of seven,

it's all seven people be working in silence, writing down their own answers to this question.
FRERIE:

FEEMAFINE—D, WS ‘Bt 2o, ENZHFNR, RMNBEZE—RVIA#, fii0, “EESREEMN
EF? 7 RENFEERZENE N E#E, EXBIRER—NEENHEA, ENMFzR “MERFITE (Work
alone together), BEfxRFEME “BRS5KRZE" (Note and Vote) : EPMAFRFRAR (FEXNMIFHZ Chris #
James, MIRZE 7 AFERZE 7 ™A), FEptE T B I X NMAENE SR,

(00:21:38) Jake Knapp
English:

And then once we've got those answers, the team's going to vote on those. And then one person who's
designated as the decider, usually it's going to be the CEO of the startup, but it could be in some cases,
maybe it's the chief product officer, whatever, however they decide to do it. But one person's going to
say, "Okay, this is our decision for now, and now we're going to move on." And by doing this and using
silence and using structure and then having a designated decision-making process, we can move through
a lot of conversations very quickly and save some of that energy that it requires to make the decisions

that matter most.
AR ERIE:

ER&ER, H#ITRR. ARHEEN “RKRE" (BFERZ CEO, ARNMAIEERE CPO) HiRix: “HF, X
ERNERBURE, MAERET—F,” BIXMAN—FATRA. FRENE. FREHRIMIARRRE —&K
AT LAAEE REMIBERENE, HATHERNELEPLERERIRR,.

(00:22:21) Jake Knapp

English:



Anyway, we motor through customer problem, the capability, the insight, the motivation that the team
has, those are all advantages, and who are the competition. And we get this sort of one-page sheet, the
basics, and it's going to have the answers to all those questions. Who's our customer? In this case,
artisans who want to sell online, but they sort of find tech and marketing to be hard. The problem is sales
growth. If we jump down to the competition, their number one competitor is Shopify, but Etsy is another
way people approach this, as we mentioned. But there's also in-person sales and art fairs or other ways
that people try to get at this problem.

FRSCERIE:
B2, BITREIRERA. RIFA. seh. ARAN. HAAEH (XELEREE) UkEENF. BERI1EEE
—IKETIR, B “BEMX” , TEERENENER, HERF? EXMIFH, SEEM EHEERERAR

MEHRENFIZE, RNARHEE K, RFXNFHE, (SHFZ Shopify, Etsy BF—HMAI, LLINE
BATHE., ZARFHMBERS I

(00:23:05) Jake Knapp
English:

And realistically, if you're delivering a solution, you need to stand out from all of those. And then there are
advantages. We talked about this key one, they built Substack's network growth features, so they know

how to do this thing. So now we've established the basics. We're going to move on to differentiation.
R EIE:

REBRE, WRMEBRE—MERSE, (REEMFEXEETHEAML. RGNS, HINEET XE
BI—m: 14T Substack BIMLRIEKINEE, FRLAMITALEZEAM. MAERIELHIL 7EM, ETHRH
A “ERWE

(00:23:18) Lenny Rachitsky
English:

Before you do that actually, let me ask you a question here. Because | think people seeing this could
think, "Oh, this is like... | know all this stuff, it's so obvious." It's like, "Okay, | get it. | have an idea, | don't
need to do this." Where do you find people most are often surprised by something that emerges out of
this? Is one of these buckets often, wow, this is often not what you expected, or is it generally a lot of
surprises? What do you experience there?

FROCERIR:

EHNT =T 2Zal, HERNEHE. BARETAMNBEXETERERE: B, XEXRHHNE, KEMZN
To HEEE, HAFEHX.” EMEXR, AMIBEERTHTSRENRT? XERRPREE—TEES
B, XReHFER pER? ERRBEZARSIRE?

(00:23:41) Jake Knapp
English:

| think the moment where you immediately start to see value is when everyone on the team is writing
down their answers to these questions. And then people put their heads up and look at what everyone
else has written and they realize, "Oh, that's not what | said," or "I didn't think of that one." Or, "Gosh."
The actual concrete reality of going through with the team and being very transparent and clear about



how we're making decisions too about each of these things, when that basic sheet comes together and

you see the specifics, the specifics are surprising, but it's also familiar.
FRERIE:
BRINANMBILFIEHNNZZEANENATTER, ARIGLEINANETERN, MIIE2IRE: B, KX

BARZERD,” HE “BREBIP—KR." XMEHE—ELZH. MENAREBRTBHANEMERE, 5
“BRR RKCEHRRHEGATE, BEATENLIARGE, SOEARGMERER,

(00:24:02) Jake Knapp
English:

We look at it and you say, "Yeah, that all looks right, but I'm surprised by the specifics. They're not what |
would have written if | had written it down. | might've gotten two of those things, two of the six items on
there." And I think that's what's most surprising. And I think it's also kind of a sense of relief that, okay,
well, that's very reassuring that we have clarity about that and we've made it concrete.

FRCERIR:
MMRBEER: “BH, BEXRMBY, ERNILATRIFT. NRILFZESE, REFEXE, HAER

BERFEPRATL” HINNZMBRLSARFMG. B, XUSHER—AMERER: KF7, HMNWEET
BHETINR, FHBERMEANLT, KiEARRD.

(00:24:44) John Zeratsky
English:

These activities that we do during the basics are impactful for different reasons. | think that problem can
be really interesting because when teams sit down and think about it, it is often less clear than they
thought what the actual problem is. Like, "Wait, what problem do our customers really have that we're
solving for them?" | think competition can be sort of an aha moment when they start to think beyond just
what are the other startups in this space?

FROCERIR:

FAE "Bt MEBRMOOXEES, ERMASERE. HiAN “HE FTNEEEE, EANSERELTHRE
Z8, EERMKLIRREAHAEBIEROBABH. thil: “FF, RMNBRENZTFERTAR
A2 7 NN TR MTHRE®HR WET BZ, RAMNFREE RTXNMUENEMDEIATE, &8
EERFXWF?

(00:25:06) John Zeratsky
English:

If this is an important problem, your customer's probably already solving it somehow. It may be a
workaround, it may be an alternative, it may not be a direct competitor, but if it's worth solving, they
probably have some way of dealing with it today. And what is that? And when you zoom out and you look
at that set of competitors, it can be a little scary, but it is also an important moment for teams.

AR ERIE:

MRXZ—INEENEE, FNEFAARELEURMANBRE T, AIER—TNEZI, AJRgE—1TER
FE, ARFAREERENF, BURXNNRESHER, NIEEEENNGE. BEHATZIE? SRR



F—PEX—EERFNFHN, JRIBIERENR, EXMENRTER—EEAIFZ,

(00:25:37) John Zeratsky
English:

And then | think that advantage isn't necessarily immediately beneficial, but it becomes really valuable
when the teams are looking at differentiation, because startups can't compete with big companies on
scale or on having built-in distribution advantages or having partnerships in place. So they really have to
dig deep and figure out what can we do that nobody else is capable of doing?

AR ERIE:

AR “MB” FOAR—ERILEILY, EHERMR “EFK" i, EXERIEEENE. BATEIQ
BILEEARRBNMR. RENDEABIMENSHFUFXRESZRS. FRUMIGIURNEZNRE: Tl
TIPS AR BN EE?

(00:26:00) John Zeratsky
English:

And so by taking time to sit down and do this almost unnatural act of like, wait, why are we special? And
when we're able to encourage teams to really think about that, it sets them up really nicely for the next

step, which is differentiation. Ideally, based on those advantages.
R EiE:

IR ESTREXMIEF “RER” BITA—FF, RNAFAEN? —I3RMNBZMEAEERZX
—RE, MAT—F “EF]N" TT7RENEM,. BERBERT, ERUNZEETFTXEREH,

(00:26:20) Lenny Rachitsky
English:

What I'm hearing is a lot of the value here is also just everyone has the answers in their head in some way,
but just seeing what everyone else is thinking and then aligning on one is a lot of this value.

FROCERIR:

KPR T AR, XENRZNEET: SMRFEELHEER, BRIEMATRGA, AREMHE
iR, XA BIONEFRTE,

(00:26:33) John Zeratsky
English:

Yeah. It's like thinking deeply and quietly about it yourself and then seeing what everybody else comes
up with when they are able to also think deeply and quietly about it. Then ideally, if they're working with
us in character labs, having somebody who's a bit external to push them and say, try harder, dig deeper.
What really makes you special here? How are you really going to beat OpenAl? How are you really going to
beat Google at this.

AR ERIE:



2. XMERMECHBMRERE, AREEHMAZRFREREZRRLT 4. BEBERT, MRt
{I17£ Character Labs 5&{1&E, ®BE—MINBMARMERMI]: “BEN—R, ER—xR. HRZEMAiL
REXETFFF? FTEEAITTH OpenAl? {RITEEATEX M IUHFTY Google? ”

(00:27:00) Lenny Rachitsky
English:

This whole idea of noting and voting and working in silence. Such a recurring theme on this podcast of
not doing brainstorms in large groups with a lot of people. It feels like that's just dead in every way. | just
had this naming expert on the podcast who names some of the biggest companies in the world, Pentium,
Powerbook, Sonos, Purcell, and that's their approach is they used to do brainstorms. He's like, that
doesn't work. And now they just have small teams sitting quietly in a room working together on ideas and
then thinking on their own. So that's such an interesting trend and | feel like IDEO just created this whole,
we need to brainstorm post-its, and then everyone's like, that's not actually working. Let's stop doing
that.

AR ERIE:

Xt “BREKRE" Uk RERIE WL, EXTMTREEPRELINEFT —FREFHTHHREZASNIHN
REERNTE, REBHARNEEYERIN T, ENRIHI—IFEER, MEAN Pentium. Powerbook.
Sonos. Purcell FXmhEmE, MINBUELRMNLE. MidkpXRITAE, IMEMITRE1L/FPAGRE L
FEREER, FIMIEE, B—EiTit. XE— M IEEHEENEE, Kl IDEO & T M “MhwEHRIMGRY kLA X|
8 X, ARMEARAMABELEH, REABAFEMT

(00:27:36) Lenny Rachitsky
English:

The other thing that | feel as you're talking through this, what I'm feeling this is for founders, there's not a
manual for starting a company. It feels like this dark art of like, | guess | got to find product market fit. And
this idea, it feels like this is almost a manual of everything you need to do to just get the basics of is this
even worth doing?

FROCERIR:

S—HRERRIIHEENERE . HFEIBAKER, ehlF2ERAH. XBERG—T “REZE" , bl
“BRBIEEKE PMF” . MXNAEE, BEMGR—ZFFMH, SFFATHE "XHEE2LESH , (FFE
SR BRI B B T 1%,

(00:27:56) John Zeratsky
English:

Yeah. And that's why we created it because we still are investing in founders who are... They're incredibly
talented and they're smart and they have a background that is going to give them an advantage in
building some particular product. But you're right, there's no manual and we were just kind of solving our
own problem and we believe in this so much and we see the ROI as being so great that this is the first

thing we do when we make an investment.

AR ERIE:



K. XMEHNZENRE. HMNKENLIBGAFEEAE. BB, HERBRILMINEEERNE mY
BENBENER. BIFRREN, RERBER. RMNIABEERECHEE. KNFEEHREX—<, HEEET
EARMRAMOIRE, FMUAXZRRIRAGMNE—HE.

(00:28:24) John Zeratsky
English:

We invest in a company and then we run a foundation sprint with them right away. We run more
foundation sprints with startups than we do design sprints at this point. And | don't think we can ever
encapsulate every single thing that you need to know or that you need to do to start a company, but this
is our best take at what you should do in the early days to set yourself up for success and maximize the
chances that you're going to reach product market fit.

FRCERIR:

HNRE—RRQF, ARLAMMI—EETEM AR, B, RISHEIQEEITHEM PRI ITHHRE
BZ, BZPNNFRNERFELLFENERMOE—4SF, EXZHNINT “FHROZM A A USEE I E bt
HEAWLI PMF BER" NREHE.

(00:28:52) Lenny Rachitsky

English:

Amazing. Okay, let's keep it going. So we've done the basics. What comes next?
FRERIE:

KRBT, 4, #E, HNBL7TMT “Bi” , HTIREHA?

(00:28:55) Jake Knapp
English:

Yeah, so we've done the basics and another important thing that we've accomplished while going
through the sequence of activities and the basics is to boot up the right context into everyone's head so
that we're ready for the main event of this first day, which is differentiation. And I still have very firmly in
my mind, | grew up with a Mac plus computer and you'd put in the disk and the drive and you'd have to
boot up the app that you wanted to run. That's kind of the way our brains work. We have limited working
memory and we've got to have the right stuff in there when we're going to make a big decision, when
we're going to think hard about a certain problem or question, it's important to have the right context
fresh at hand. So the basics is really the context for thinking about differentiation.

FROCERIR:
B0, TR TEMESE, BITERRT —HEENE: B8N ANRETMEBERN “£TX” (Context),
NE—RNERN— “ERN HFES, BERFE-HEE—TEE: FEHEA Mac Plus B, {RSHEHE

BIEHIEENEE, MBRBEITHRER. HNPIAREEXFIEN. HMNNIFSIZER, SRNEHRERR
RIRNBEENAAE, FROPENE. ERNERES. I, “Bit” ERFEEERE “ERNK NG

ZI~0

(00:29:43) Jake Knapp



English:

And differentiation is the heart of what we're doing in the foundation sprint because it goes without
saying perhaps, but we like to say it. When you are making a new product, people want to ignore it.
People want to not pay attention to it, and if they do have to pay attention to it, if it gets in their face, they
want to not try it because we just are all bombarded by so many things and that's never been more true
than itis now.

FRCERIR:

“ERNT BEMPRIEZO. WITXASMRE, ERNESE5RE: JIRE— N~ me, Af4gEnfz
BEE, I AEXEE, MRIFEARH, MITEFAERE, RARNBRASHESRIFT, WELEMILL,

(00:30:10) Jake Knapp
English:

And so we have defenses up to save calories in our brain. We don't want to engage. It's crucial then that a
product has a clear promise that it makes, and that promise is radically differentiated from the
alternatives and that that promise is strong enough that you'll try it and then that the product delivers on
that promise. And so when we talk about differentiation, we're saying, look, we want you to be really
clear on your promise, not the promise you're making to investors about this technology and what's
special about the technology or what's special about the market opportunity, but what the customer at
the center. We've started the basics by talking about the customer and the problem they have and the
way they see the world.

AR ERIE:
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(00:30:53) Jake Knapp
English:

And we want to talk about what you're going to offer to the customer and how it's going to separate from
the alternatives. And so in the end of this next phase of the foundation sprint, we're going to have a two-
by-two diagram that's going to look like a business school one-on-one diagram. And in fact, we often
refer back to this Steve Jobs iPhone introduction slide where he talks about the iPhone and he makes a
joke about it. This is a business school one-on-one diagram, but it's really helpful to start developing your
product with this clarity about this is the promise we'll make to customers at the end, and we're going to
deliver on that promise because we can test and prove that in design sprints. So anyway, we start off, we
talk about differentiators and we talk about classic differentiators, fast to slow, smart to not so smart to
borrow from the iPhone slide, easy to use to hard to use, and so on.

FROCERIR:
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HE” A K518, IREASAARAIRER (f5A iPhone MNZJITH) . ZRASHAES.

(00:31:44) Jake Knapp
English:

And we just start off and have the team, okay, let's just score those up against the competition. Put a
sticky note on those continuums showing where you think the product could be. And usually you'll do
this and maybe you'll start to see there are a couple places where we can stand out on these classics.
That's great. These classics are easily understandable by any customer. We're all sort of familiar with
these kinds of things. So okay, that's great. Then we get into writing custom differentiators. So we're
going to write a bunch of good things on one end, crummy opposite on the other end, and then we're
going to score those. And so for the Latchet story, we'll pick up with Chris and James here. They've
written, well, we could really differentiate on networked versus siloed. Our approach is networked. If
you're using Shopify, you're siloed, or maybe we can differentiate on painless business growth versus

labor-intensive business growth.
R EIE:
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(00:32:37) Jake Knapp
English:

So that might be the specific way we describe the promise of our product. So after evaluating a bunch of
these, writing a bunch of these, voting on them quietly, and then the decider's going to say, all right, |
don't want to choose a couple of these and we're going to try them out. The teams are going to... If you're
running a foundation sprint, you're going to try out a few differentiators. You're going to score against
your competitors. You're going to create a scale and you're going to say, okay, let's be honest. Let's be
tough. Where do we really think we could stack up against the competitors on this differentiator we've
chosen in great detail plotting each company or product one at a time. Okay, so you do that for one
differentiator, you do it for another, you do it until you feel like we've got two that are really strong, and
then you make that business school one-on-one diagram. And so here's this one for says Lyric, they
changed their name to Latchet, so I'm going to edit that real time.

FRERIE:
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(00:33:29) Lenny Rachitsky



English:

| love this. So just rebrand.

(00:33:32) Jake Knapp
English:

Yeah. So Latchet's up here in the top-right corner and we say, okay, look, this is a good differentiation
chart because you've got this quadrant here, this quadrant here, this quadrant here, right? You've got
the... So you're in the top-right and you've-

FROCERIR:
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(00:33:46) Lenny Rachitsky

English:

You've got to be in the top-right, you got to be in the top-right.
R EIE:
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(00:33:48) Jake Knapp
English:

You always have to be in the top-right. And if you see those other three quadrants, the top-left, bottom-
left, bottom-right, those form an L shape and we call that Loserville. So we want to have a way of looking
at the world that puts all of the competitors into Loserville. And then we want to say, okay, if you can
deliver on that and if that promise is compelling to customers. So both those things have to be true. Can
you deliver on it and do customers care and believe that that matters to them? If both of those things are
true, you have a really compelling promise. You have the possibility of a very successful product. So now
we've identified that and that becomes a core of our hypothesis. Is that differentiation true? So that's the
differentiation step.

FROCERIR:
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(00:34:39) Lenny Rachitsky



English:
Before you move on to the next step, is that where you were going next? Just so | could take a-
FEiE:
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(00:34:42) Jake Knapp
English:

Yeah, yeah.

FRCERIE:

T, =,

(00:34:43) Lenny Rachitsky
English:

Okay. Follow a couple of threads. This is so awesome. There's just so much value here. Also, just this slide
at the end here, folks are watching YouTube. This is your deck slide where you show your competitors and
how you're better than them all.

AR ERIE:
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(00:34:57) Jake Knapp
English:

And actually | want to jump on that for a second because we've all seen two by two. Hey Graham, right?
There's a ton of these. They're all over the place. And if you're anything like me, | just ignored these. | just
thought these were pretty much BS up until, well, whenever we started putting these foundations friends
three or four years ago. And | think the reason why usually these two by two diagrams feel like this is just
consultant baloney. This is just like who... It's because maybe one person makes this chart and they do it
quickly because they needed to slide for the slide deck and the audience they're considering, maybe it's
investors. And so often these describe technology or they describe the market opportunity, they don't
talk about the customer's perspective. And the other thing is that they're not proven. There's no evidence
behind the fact that these are true.

AR ERIE:
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(00:35:50) Jake Knapp



English:

So if they did happen to be about customer perspective, it's unlikely that the whole team would've
weighed in on what those differentiators are, and it's very unlikely that we would've tested and proven
that matters and that we can deliver on it. And so if you do all of those things and you do it at the
beginning of the project, we think this has the potential, when we've seen it becomes this, well, this
guiding light, here's the North Star. We need to deliver on this. This is what we have to create. And that
helps you make decisions all the way through your product development cycle.

FROCERIR:
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(00:36:24) Lenny Rachitsky
English:

Just to point people to justification for why differentiation is so important, there's a couple of episodes
that | did that I'll point to in the show notes that just give you more context of why you need to
differentiate. So | spoke of David Plastic who is this naming expert that we just had on the podcast. His
whole thing is when he's coming up with a name for Sonos or Purcell or Windsor, it has to differentiate.
And he talks about this in depth. So we'll point to that episode and this is just like if you're not convinced,
why are we spending so much time in differentiation? Also, April Dunford who's like, | don't know, the god
of positioning. She has differentiation is such a core part of her approach to positioning. And so there's
just so much evidence to tell you that differentiation is a really important step and element of successful
companies.

FROCERIR:
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(00:37:13) Jake Knapp
English:

One of the things that I've noticed about these topics that the basics we talked about already,
differentiation, this notion of you need a foundation for your project. It's a bit more under the radar for
people. | think it's a bit harder for people to immediately see like, oh, we need this. We see the people
who react the strongest to this and have the strongest immediate affinity to this idea actually being start-
up founders, people who are really sophisticated in this challenge. Product managers who are at... We
were invited in to speak at open Al and anthropic about this, and we see the product people, they're
being like, oh my god, this is really powerful. This is the kind of stuff we need.

FROCERIR:
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(00:37:52) Jake Knapp
English:

I think for a lot of folks though, it can sound like this is just elementary, differentiation. Of course we need
to differentiate. The problem is that all of this stuff gets backgrounded. It's something we've thought
about a bit. We assume we're on the same page, we assume we're going to deliver something, but then
business as usual happens, we build a product, we get kind of more interested in the technology and
delivering that, and we end up trying to sell it to customers at the end. We end up putting a coat of paint
on it with a marketing page or sales deck. We haven't actually built from the beginning the thing that we
know is going to matter to people.

FROCERIR:
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(00:38:28) Lenny Rachitsky
English:

One of the most useful steps here that | haven't seen before is just a starting place for how to even start
thinking about differentiation. Everyone's always probably thinking price and speed maybe. You guys
have a really cool just starting list that you showed here. Anything more you can add here for helping
people start to think about ways to differentiate beyond the obvious price and speed. And | don't know, a

couple more.
AR ERIE:
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(00:38:50) Jake Knapp
English:

So I'm just going to jump into another startup here just so we can see what this sheet looks like with
scores on it. So this is a startup called Mellow. Anyway, the standard classic differentiators where we start,
they are fast to slow, smart to not so smart, easy to use to hard to use, free to expensive, focused to one
size fits all, simple to complicated and integrated to siloed. And so you could probably argue there's these
others that should be included or some of those should be taken off. But what we like about this is that
it's a small set. They're easy to understand.

FROCERIR:
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(00:39:31) Jake Knapp
English:

We know customers can understand these and they create a great starting place for your team to think
about differentiation because you can quickly look at this list and start scoring where you think your
product could be on these scales and you know that if you can use one of these, people will understand
it. But it also starts to make the team comfortable with this notion of differentiation. And again, we want
to make differentiation something that all of the co-founders or core team can participate in. It's not just
the job of the person writing the pitch deck. It's not just the job of the marketer or the salesperson, but
we're getting everybody's perspective in on it and this is a great warm up activity before we start to write

our own custom differentiators.
FRSCERIE:
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(00:40:17) Lenny Rachitsky
English:

Awesome. And then again, this is just inspiration for coming up with more ways to differentiate.
Something that is a common question | think for founders is price as a differentiator. Is there any insight

you guys have there? How often do you land on price being a good differentiator with the startups you

work with?
RS ERIF:
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(00:40:33) John Zeratsky
English:

| think price is rarely the most important differentiator. Part of what's interesting about going through
these classic differentiators, these standard ones first and then jumping into the custom ones is that the
classic ones are sort of universal, but it is going to be hard beat the competition on very many of these.
It's going to be hard to build a product that's faster than what Google can build or what OpenAl can build.
It's going to be harder to be cheaper than those competitors because they just have so many more
resources. They can have lost leader products that are underpriced.
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(00:41:31) John Zeratsky
English:

Where | think pricing has become a really clear advantage for some companies is those that are
leveraging Al to solve problems that were previously unsolvable with software. So we have a company
that we invested in called BindWell and they use Al to design precision pesticides. And we ran a
foundation sprint with them right after investing and five years ago you couldn't design pesticides with
Al. It wasn't possible. Even if you had that idea, you wouldn't have been able to build it and now you can.
And so for them, one of the big advantages is yeah, these pesticides, they can be a lot cheaper because it
doesn't require this massive team of R&D chemists to tinker and experiment with things in the lab to try
to create new pesticides. We can design them with Al. So it is more often true in Al companies like that,
but it's very difficult to compete on price in general. And we think we find that it is not as durable of an

advantage as some of these other things.
R EE:
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(00:42:18) Lenny Rachitsky
English:

That is such a good point because historically price has been don't compete on price for exactly what you
said. It's hard to do long term. It's kind right to the bottom, especially if there's incumbents, they can
price a lot lower. But with Al, that is a really often and strong differentiator. Now do this thing like cursor
basically is competing on. You're saving engineering time and it's worth so much money to you.

AR ERIE:
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(00:42:42) John Zeratsky
English:

At the same time, the output of the Al is probably not going to be quite as good as a human process. So it
can be a little bit cheaper for now, but it has to be a lot cheaper. It has to be... I've heard people offer 10X
cheaper than the legacy sort of manual approach to solving that problem as the rule of thumb.
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(00:43:02) Lenny Rachitsky



English:

That's awesome. I'll just quickly reference, there's an episode that will come out before this with
Modobon about pricing strategy and there's a lot of discussion actually on this. Especially with how to
design your price with customers as you're starting your company. Also, the episode with the founder of
Superhuman Rahul, he actually spent, there's a lot of cool context on how he differentiated Superhuman
and it was actually very much on speed. His speed actually. Yeah, speed was where he landed. And to
your point, it was both... It was the Venn diagram of what you said, can we do this and do people value it?
And that's where his research pointed to is people really value this and they were able to achieve it.
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(00:43:38) John Zeratsky
English:

One of the things that's really interesting about this example here that we're looking at Mellow is that you
can see that they were not the best on all these scales. If teams are through and they're being really
realistic about how they stack up against the competition, it's normal and natural to find that you're not
going to be the best on all these differentiators. And that is really helpful for creating clarity in your
positioning and in your marketing because you're not going to show a feature checklist chart that says
you're better at everything than every competitor.
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(00:44:22) John Zeratsky
English:

But if you can drive home one or two things that your customers really care about and that you can be
radically better at, it's going to improve your chances of winning and finding product market fit. And we
find that going through this process where you're not just thinking about one differentiator at a time or
you're not trying to win on all of them, but you're looking across this scale of options and you're being
just really honest about where you stack up can both point you in the right direction in terms of what you
will win on, but also can give you the comfort to say, hey, it's okay if we're not better than every single
company on every single one of these things.
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(00:44:44) Lenny Rachitsky
English:

That's great context. That's going to make people feel a lot better | think. Today's episode is brought to
you by Coda. | personally use Coda every single day to manage my podcast and also to manage my
community. It's where | put the questions that | plan to ask every guest that's coming on the podcast. It's
where | put my community resources. It's how | manage my workflows. Here's how Coda can help you.
Imagine starting a project at work and your vision is clear exactly who's doing what and where to find the
data that you need to do your part. In fact, you don't have to waste time searching for anything because
everything your team needs from project trackers and OKRs to documents and spreadsheets lives in one
tab allin Coda.
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(00:45:36) Lenny Rachitsky
English:

With Coda's collaborative all in one workspace, you get the flexibility of docs, the structure of
spreadsheets, the power of applications, and the intelligence of Al all in one easy to organize tab. Like |
mentioned earlier, | use Coda every single day. And more than 50,000 teams trust Coda to keep them
more aligned and focused. If you're a startup team looking to increase alignment and agility, Coda can
help you move from planning to execution in record time. To try it for yourself, go to Coda.io/Lenny today
and get six months free of the team plan for startups. That's Coda.io/Lenny to get started for free and get
six months of the team plan, Coda.io/Lenny. Anything else on differentiation before we move on to the
third step of designing your approach?
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(00:46:10) Jake Knapp
English:

| think it's worth taking a look at what it looks like when you have a bunch of these custom crafted
differentiators, what that might look like. Because in the case of Mellow, we've got, | don't know, there
must be 25 here. And so they've written purposeful, magical, clear, personal, provides direction, flexible,
human creative, beautiful, and on and on. What they're trying to get at and what we want every team to
think about here is what is a new version of reality, a new lens that you can offer to your customers on the
world. Because a lot of times you're building a new product, you actually have to change the way people
think about what's possible and what matters to them.
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(00:47:09) Jake Knapp
English:

Those classics are often already well-trodden ground where other people have differentiated, they've
already thought about it, but these new particular things that are possible with your technology that you
know is possible with the customer problem, the things that you believe might matter. It's really
interesting to try some very fine-tuned list of sometimes just a slight variation. We slightly change this
wording or the way we describe what's great about what we do. And that is the thing we think is really
going to stand out. And again, you can see even on this list that they've custom written, when we see
where they score it, they're not all the way to the good end of the scale on all of them. When they get
honest and look through, they're like, well actually, maybe we can't deliver on this, but this one we really
can. And this one we also suspect will matter to customers.

FRCERIR:

PBLLMAEFTREEERANARIET, ARBBI T, BFBAIRERA. $3%F REATAERIBIARLE IR FHY
WMEY, ZRIFANATREEN, X —EIFERANTIR, BNRIAZHEEHOMNEL, HEERENNEE
AREIENRE, XFEEEB. XMERNVANBERRAMLNRE. B, BEEENEEXNERL, 1T
SRBFREE—IEMTE, HMITIREHEME, 2&MW:  “FE, BIFXIMENERE, BX—HEHNELT8E
2, mMAKMNFREEFZREEX—TL"

(00:47:43) Lenny Rachitsky

English:

Where did Mellow land on the differentiators they picked and where did Latchit Land?
R EE:

Mellow FRAFFETHLEER K R? Latchet IE?

(00:47:47) Jake Knapp
English:

Yeah, let's take a look. For Mellow, they trade out a bunch before they decided here. So they actually

scored with the competitors on these scales.
FRZERIE:
4, KEE. Mellow ERZLRERMZEIRN TRE, MINEXEZE LS5REW[FHIT 7L

(00:47:57) John Zeratsky



English:

And just for context, Mellow is a tool that allows you to run very simple, very targeted, very useful Al
agents for common everyday tasks like summarizing your email or cleaning up your calendar or drafting
responses to messages. And one of their insights was that there's been so many Al products that have
over-promised about being able to replace all humans and do anything and 10X year productivity, but so
few of them have actually delivered on those promises. And so they have this insight that if they can be
really focused and really human and really high quality and they can deliver on that promise of making
your life better by offloading tedious tasks that that's going to really click with customers.

AR ERIE:

HE—THER: Mellow 2—1MIE, iLfREEZTIFEER. RERBKAN A Sals, KERAEES, NEE
Bt FEEARNEERE, tiIFERZzZ—2: TEHLASH A FmdE&iE, ERERRMEA. TR
BE. 1E@ 10 fFEr7, ERIVEERIAY. FRUMEIETRERE: NREMEIFERE. EEALK. BRE,
HAM “BIHHEMESILEFERY H&E, MEEERSE .

(00:48:52) Jake Knapp
English:

So Mellow lands on mobile first and works out of the box if there are two differentiators and they're trying
to differentiate from Gumloop and OpenAl is sort of a generalized tool and Latchit they're going to
differentiate on...

AR ERIE:

Frd Mellow REZIEFET “Bopfist” M “FHFEEA" XM MERMKSR, HES Gumloop UK OpenAl Xf#
WHATAEXSFFR, M Latchet, MITERMNESKEE

(00:49:10) Lenny Rachitsky
English:

We're pulling it up. If folks aren't watching, he's pulling up the mirror board to show us where they
landed.

FRSCERIF:
BNERRAEER. REEMAMNAAKI], EEITH Miro IREBRER,

(00:49:15) Jake Knapp
English:

Latchit, they're going to differentiate on helps you grow and cooperative. So when they compare against
Etsy, when they compare against Shopify or setting up your table at an art fair, they're going to
differentiate on helps you grow and cooperative. And they think none of the competitors does both of
those things well.

FROCERIR:

Latchet &2 T “Bh/JtEK™ M “WHEIE” o )5 Etsy. Shopify SLZEARBIEFMALLRS, thiTREXAR.
A PANRE REN FRERIHEX M RIS



(00:49:32) Lenny Rachitsky
English:

That is cool. Thank you for sharing that. And to your point, this is where they think it will work. And then
the next step is actually test this in the market, which is where we go from here. So let's move on to the
next step in which is the final step of the foundation sprint.

FROCERIR:

RES, WSO =. EWMMRFAE, XZMI] AN SEREMSG. T—PREHZNIX, BMERINZ TR
B, EEITENEMARNERE—F

(00:49:45) Jake Knapp
English:

So closing off differentiation is a short step that is just to create some project principles that'll help you
make decisions in line with that differentiation. And you were just talking about superhuman and
differentiating on speed. And when John and | worked at Google back in the 2000s, there was this list
called 10 Things We've Found To Be True. And one of the things on that list was fast is better than slow.
And what was interesting is this is a mantra that you would actually hear people using in meetings to help

dictate decisions.
AR ERIE:

B IFPHKEZR—MEENDSE: FIE—% “GERN , SEERMERFEZERKINARSE, RRIA
125 Superhuman LURE R ER K. HIKH John £ 2000 FRTE Google T1EEY, BH—HERN (F1AMAY
10 REHIE), HP—KHE “REE . BBNE, XRT—1MAS, AMIESNPENZAERMENRE,

(00:50:15) Jake Knapp
English:

Well, we're considering this approach to this view or this approach, this approach renders 12 milliseconds
faster. That's probably going to be the one we're going to take. It's going to be a really compelling reason
for us to not go with just the one that renders faster or the one that gets the user to their benefit with one
less click. And this notion that you can have a decision-making guide, we think we've seen it be so useful
for us in those contexts. We think, hey, this is an easy moment. You've got your differentiators kind of
loaded up in your mind. Let's take a second here and just think, what's a principle? How can we turn that
into a principle?

AR ERIE:

Eban:  “FAEZEXMME R, XTAFRERR 12 2, BEATMEXD.” XB2—PMIEEERRIVE
B X “RFKiEm HNESERMERTIFEER. IEFNRFEELKRRTERLR, HRKREEAE:
FARRN? Bl TNfEHEER KL ARN?

(00:51:10) Jake Knapp
English:

So if we take a look at Latchit, they've got help sellers help each other. So if they're trying to make a
decision between two approaches, well, which one of these helps sellers help each other or do the thing



that makes sellers more money? If we're choosing between two things, let's do the one that helps make
them more money. And so then we've kind of moved on. We've got a mini manifesto we call it, which is
that differentiation chart and these principles. And the notion is this page, the basics page was just kind
of the core simple stuff you need to know about this project. The mini manifesto in one page is your
decision-making guide.

FROCERIR:

&% Latchet, INERNZE “BEIEHKEBED” . MRBERMARPMIERE, s “W— P EEREBER
EiE%ER), HEM—TREILERBESE? 7 MRTIE—, FEEEMITHRESEZNEN XERIMTH
T, BIMZA “HRMES" , EEERCERNXLERN, EMRAZMIERTHENZOEE, XK
B SRR IRRR RIS,

(00:51:39) Lenny Rachitsky
English:

This is so cool and this looks like it would take a lot of work, but again, this is just a day or two of sitting
around working through this framework.

FROCERIR:
AT, BERFRMEZIE, BXFERBE—RRITEL T RIZRX MERNIE,

(00:51:48) Jake Knapp

English:

Yeah, you'll get to this in four-ish hours.
FRCEIE:

B0, K 4/NEREMEIX—F,

(00:51:52) Lenny Rachitsky
English:

By the end of the first day, you'll have a mini manifesto that describes how you win essentially as a
company and a startup.

FROCERIR:
BB —RERE, MMIPE—HRMES, ERMEA—RAQEMAEI B AF LR IMNAREE,

(00:51:59) Jake Knapp
English:

Or how you believe it's going to work. And of course, we're going to test it. Now, the next phase of the
foundation is locking in on the approach we're going to start with. So we'll continue the story of Latch It
here, it's easier to use an example than to describe this in the abstract.

FRCERIR:



FEIRMFR AN ERUWAEM. HRA, BMNEEZML. BEMARIPNT— I MEEHERNBEFIBREN “B
27 (Approach). {14242 Latchet B9EXE, BAIFLLHRIEARERF M,

(00:52:14) Jake Knapp
English:

Coming into Character Labs, Latch It had sort of four approaches in mind, but they weren't sure which
one to take. So they might build an app, that's one approach they could take. They might build a sort of
newsletter platform. That's something obviously they knew how to do. They might build a Shopify plugin,
that's a simple way to kind of piggyback on something people are already doing. Their number one
competitor is Shopify. Or they might have to build the full stack. And | think a big question for them was,
which of these and how much do we have to build before there's enough value for customers that they're
actually going to adopt it and we're actually going to get some traction and get this thing going?

FROCENIR:

A0 Character Labs BY, Latchet ixi+2A#IE WO, BRFHEEWR. MITTUMM— App; BILUH—
PMREMUNBBANEES (XEMIHERD) ; aTUE— Shopify il (XREHDMEESHEESZE, £5
Shopify BLSWF) ; HEMITTEFHESERAR. JIIFE, — P KEHR: EPREK? ERFAEIER
EXRABH=EEES|H (Traction) ZHI, HIVEEWESZ/DAMA?

(00:52:52) John Zeratsky
English:

And it's important to call out here that all four of these approaches solve the same problem for the same
customer. And they're all likely to differentiate from the competition in the same ways based on the
unique advantages that the founders Chris and James bring to this company. So these are not wildly
different product ideas or company ideas. These are just different approaches. You have the same
destination in mind, but you say, "Hey, which path could we take?" It's like pulling up directions on
Google Maps. This one's a little faster, this one uses less fuel, this one avoids tolls. What's the right
approach for us to take?

FROCENIR:

XEFERANZE, XWHERFHENR—LETFFERE—EE. EF VA Chris F James BYIRIFMHE,
ENEAREURFENANEMERNK. FIUXEHRREATANTRBQBHE, RABFENKEZE. BRIt
B—ER, BRER: IR, RAINZEWRE? * MBI Google ME EEREL: XFR—=, PFREM, X
FBEFFURER UL, MRRERERIE G IRAT?

(00:53:27) Lenny Rachitsky
English:

And | love the work you did on that first day eliminates a lot of ideas you probably had that you would've
probably spent time building and then realizing, "Okay, this doesn't make any sense. It's just like what
everyone else has."

FROCENIR:

BRERE-—RNIE, AANEHRTIMARRAZIENBENR. REF LY “XRFLEX, MIIANKRA
—IR—1F" BUABLEARE,



(00:53:38) Jake Knapp
English:

Totally, totally, yeah. And we usually see teams starting projects in one of two states. And one state is the
state that Latch It finds themselves in where, gosh, there's a few different ways we could do this. How do
we decide? We can discuss and discuss and discuss, but that could go on forever. So that's state one. We
know there are some options. And state two is we're pretty locked in on one approach already. We think
we've got this figured out.

FRCERIR:

TeEf. HTEEEIEHANEARIERLTFRMREZ—. —HE/K Latchet X#F: XM, BIFJLMHAGE
AL, BARE? HRATAU—EIETE, BEXKTRT. XBRES—: HERE. KE-2: ELUE
T—MERiE, REELBRET,

(00:54:07) Jake Knapp
English:

In either of those cases, we think it's worth taking, again, about four hours-ish to be really careful to lay
out the options. If you think there's only one option to sort of force yourself to think, well, what if this
doesn't work? What's another alternative? Or is there another alternative that we have previously
considered and dismissed that we should maybe reconsider just to make sure? And end with a situation
where you've made a decision clearly about, okay, we've considered alternatives. This is our first choice.
And you've also identified this is our backup plan. So that failure doesn't seem quite so scary when we

start to run experiments. And we're really able to pivot fast should that happen.
AR ERIE:

TIEBWHER, BAEIANNETERLY 4/ NEFAFIHFREET. MRMEF/SIE—TEE, BREES
BE IRXMITEEAD? EEFABNALR? REBERBEUNZBIERGRNLG R, NAEFEEMH
MUBRDE—K? KEELE MRS MEMMRAET “XEEE” , EEERT “X2EOIE -
XA HIRFFIASRIE, KMMAIARIET, MEWMRFE, (REEREILE,

(00:54:52) Jake Knapp
English:

So what we're going to do on the second day of the foundation sprint through this sort of third phase,
which is the approach. Is to identify those different paths, so for Latch It here, they've got a B, C and D
options. We're going to color code those and then we're going to plot them on these charts. So we've got
these different lenses. We call this activity magic lenses. And the notion is, if we had a discussion about it,
and we could ... as investors, if we could imagine like waving a magic wand and putting the perfect team
of advisors in place to counsel the founders on this decision, we would love for them to have a customer
expert, somebody who's just brilliant vision for the product and the customer experience. And they're
hammering their fist on the table saying, "The customer, the customer, the customer, make the decision
that's best for the customer."

FRCERIR:

ERMARIBE X, EMEE=ME “BE" B, RMNEMHIMSIRAXLERRNER. T Latchet, b
B A, B. C. DEMET, HIGENTLE®, ARIEEiERER L. BRINERENAE, M2A “BE



#®° (Magic Lenses), XMER: FAKREE, WRINEEDEN, ERETENFDEAKRIES LA
ANBRER, BIFEE—URFER, T ailZAFRESENTER, MREERFR: “FF! TF!
BF! MNEPRIFIRE.”

(00:55:42) Jake Knapp
English:

And so we'll plot those options on these axes of easy to use versus hard to use and perfect solution to the
customer problem versus this is just an okay solution to the customer problem. And then similarly, we
want an advisor who's going to pound their fist on the table for building something cheap and fast,
getting it out into the market, being pragmatic, get it out there as fast as possible. That's the pragmatic
lens. We want somebody who's going to advocate for growth. What's the way to reach the most
customers? Get it in people's hands as fast as possible, easy to adopt. We want somebody who's going to
advocate for money, for the financial health of a business. So what's going to create long-term value for
the customers? Where's the biggest audience of these folks? We want to look at differentiation. Which we
spent the first half of the Foundation Sprint establishing. Well, we want consider these approaches
through that lens, as well.

FRCERIR:

FRAEANSIBETURE “Z R vs. A" LUKk “TREBRAZFE vs. #ERR" B0kt B8, HIBEAE
—{ISSEHEE, MRHKRFERBIEIRIEER, RREATT, XFE “SEBERE . RITEBRE—(UE
SHERBER: ARERSEF? NALANRREF? FIIEFE-AXEVSBRENME: AgL)E
KENE? RANZRERE? &E, HMNBEL “ERNER" KEAXLERE, URERINEAREIFE
HILBYAR

(00:56:34) Jake Knapp
English:

And so what the teams will do is to plot these options on these lenses. They'll almost always create some
lenses of their own, some custom lenses that matter to them. They might have one about their
conviction. | think there's sort of a humorous one for Mellow where it's like, which founder is like, "F yeah,
that's exactly what | want to build." And on the other end of the spectrum it's like, nah, just kind of the

sort of heat of excitement that you feel. That might be a really important decision point.
R EIE:

FASFHETHREX EBRE L. I IFERZNE—ERTECHNBEENER, tHIIXT “E&" HBE.
Mellow B—RMERBNER: WILIMAZRE “XET, XMERBEEY , MHE—HEUE "B . X
MMEIEE AR — M IFEERIARR.

(00:57:05) Lenny Rachitsky
English:
That feels really important. That feels like that should be one of your ... you call these the magic lenses?
R
RUEIFBER, XNZBEARN-fRUE(] “BEER ?



(00:57:08) Jake Knapp
English:
Yeah, yeah. It probably should be. It probably should be [inaudible 00:57:11]-

FRCERIR:

(00:57:11) John Zeratsky

English:

If we add it, we can call it the Lenny lens.
HRCERIE:

NRFAIMEE, BTUME “Lenny BEiR”

(00:57:24) Jake Knapp
English:

The Lenny lens. Yeah. Oh, that's a good idea. (00:57:28): Yeah, so here it is. And you can see that Marie is
more likely to swear than Ben apparently. But it's crucial, right? And many founders, they'll have different
... one of the challenges is that for each founder, | think, each set of founders, there's maybe a different
way that they phrase what that means. What conviction means to them. And maybe it's as simple as this,
| just feel it, | just know. And sometimes it's a little bit more like, well, it's conviction, but it's also, what's
the data that we have behind it? And that's what forms my intuition about it.

AR ERIE:

Lenny &R, EE. EXE, BA Mariett Ben ERZIRHEN (IEXEREE). EXEXEE, WE? RS
BIIAAN B NREAXRE. BIRER: “BMEREIT, BB~ ERUEER: “XERER,
BHETRINEENE, SUEESTRER.”

(00:58:13) Jake Knapp
English:

So the cool thing about this lens's thing is at the end, you've done all that, you've plotted it all out. And if
you're having a conversation like that, you just have to sort of maintain in memory, what did that person
say? What did that other person say? What's that conversation | had a week ago? Whatever. Here it's all
laid out and sometimes you zoom out and it's honestly as simple as like, "Oh, hey, look, the blue one isin
the top right quadrant of almost every single lens. What is that one? What's going on? That might just be
an easy decision."

FROCENIR:

BIREGAMSET, SRETHAEEG, IRMRAZBOKNIE, MBRESTIARTHA, i2E—EI
iH BERE, —E—B TR ARRRE—SE: 1R, &, BEIEMEI/LFESNSERENA LA, B
BWN? RETHA? XAREEME— T EMSIBRE.”



(00:58:49) Jake Knapp
English:

Sometimes you zoom out and you say, "Oh, clearly like nothing wins in every lens." And that's actually
really reassuring because then you know there is no perfect decision. There's nothing that checks all of
the boxes. And that's going to help us decide. Because now we decide which is the most important lens,
which is the most important viewpoint to take. And you can actually move forward in either way, either
situation you get in where there's sort of consistency across all the lenses or there's not. You either pick a

lens or you just pick the consensus winner.

AR ERIE:

BENRRE—TaRM: "B, BAE—NEFREMESERETHE.” XELBRILARD, EARMESR
BRENRE, RERBEMERHNAR. XSBHRIMURE, EARERNEZREBNER. BIAH
REE, TRERBFABRET -, ERETHEE, REAJUHEH. BARE-—TREZNBRE, BAKX

RS
II:I:II:J:'\:'LRE-EIEJ E'JEM%O

(00:59:24) Lenny Rachitsky
English:

| love that this step answers a question that's been the back of my mind that | think a lot of people
wonder is they're hearing this is just, why don't | just build something and launch it and learn? And why
am | spending all this time sitting in a room? And this to me is a big part of the answer is just spending an
hour or two thinking through, here's the ideas we have. How do they compare on ... how do they look on
these magical lenses? Which makes so much sense. How do they just filter on what customers will love
most, will help us grow the fastest, we'll drive the most money? Things like that. It's such a simple, quick
exercise that will save you so much time building and launching and having to spend time learning. That

is weeks, days, months of work versus a couple hours. It could save you so much over that time.
FRCERIE:

HEXX—F, BAERETHRFE-BEFEN—TENM, UERZAZEN. AFTARTERMRERAEX
BRRF? AT ABTEXAZHEILEREEE? WHERH, XMBERNZO: £—RNNEEZRINNE
BAESE, BRENEXE “BEBRE THRIR. XEEEAEX. Eflf “FP&RE . HBKER . ‘&
B3k FHET2NARIIEN? X2—NER. RENES], MEDEAREWR. ZHNFEIE. B2
LA, IREZELTANIFE, MAERFTE/LNMNE,

(01:00:10) Jake Knapp
English:

And it's also the case that you start building something. It's exciting, you can move fast. It's easier and
easier to see progress now with Al tools. And that act of building and starting to create something has a
momentum of its own that can be hard to stop. And if you're headed in the wrong direction, you can
spend a lot of time building and making progress. But it's just, if it's not progress in the right direction, it's
actually hurting you.

AR ERIE:

MEEREERE, SMFEWERERAN, SRME, #RRR. WEE7T A LA, FHETFERE
BH. XMUEMEIENITARSHFE MRS, REFE TR, MRIRGRET, (RAIGEET KREREEME
M “#HE L, BORTEEHLRANHE, EirLELREGREREC.



(01:00:41) Jake Knapp
English:

And that's why we want people to pause and take this. It's really, as you said earlier, the ROl is high. But it
feels very unnatural to pause when you're so excited at the beginning and ready to go. To pause and say,
"Okay, let's make sure we're taking the right path." But just imagine you're Gandalf, you're Frodo, you're
starting off, you're trying to get to Mordor, it's a long trip. You don't want to take the wrong path. You want
to take the ... think before you start marching through the swamps or whatever.

FRCERIR:

EMBATAENBEZANNE TRYXGF, ENRZEIR, RACREKRS, BENFGBIEEME. &F
AT, FFEREIHFE “REA” 8. FFRAWR: W, UERMNHERETEBRVER L, BR—TIRE
HEXHHTZ, EESHERS, KSR, (RAERERR, AHEFEAFZ, £BRE—T.

(01:01:14) John Zeratsky
English:

One phenomenon we've seen when teams are building things really quickly with Al is that the more Al-
generated or assisted they are, the more generic they tend to turn out. Which makes sense if you think
about how LLMs were developed, they're all basically pre-trained on the same data. And so in this
excitement, in this rush to say, "Wow, look at how fast we can build it." You actually end up with
something that is less differentiated than what already exists in the world. And then let's say you launch
it, and that takes longer than building sort of a clickable prototype. But you launch it because you're

moving so fast.
FZERiE:

BINEBEN—IMIKRE, SHEAFA ANREDZES @AY, Al EREEHBIRIKRDES, FalEEmTRE. R

MRBEZE—TRESERE (LLM) BRUOAALREN, XMAHEERT — BRI EER R EHIE LTIk

B, FRLATERXM “IF, BERIVMFZR” BTN, (RELMEBNARTETEILER EEENARAERZ
S ARRIZMAHTE (XM NI REHNREEREKNE), BEAMRERR, RIERAH T,

(01:01:48) John Zeratsky
English:

And then you get data from the people who managed to find that thing about what they did with it. But
you don't get any data about what they didn't do with it. And you certainly don't get any data about the
people who never found it, who never tried it. Maybe they landed on your website and they're like, blah,
another generic Al-generated thing, that's not worth my time. And so we think it's really helpful to
basically put yourself in a situation where you can slow down a little bit and do some hard thinking, some
deep thinking about what's actually going to make your product unique. And then you can switch into
this mode of like, okay, great. Now let's go as fast as possible and get that out into customer's hands. But
if you don't take this step first, it's actually kind of counterintuitive that going fast can actually slow you
down in the long run.

FRCERIR:

REIRMBBE LI N = mBIABRRIF T X T “MiIM 74" B8R, BRREREXT “MilgMita”
IR, ERBAREXTHREMKRLIA. MRZHXIENANEIE, BIFMI5E TR, AERE:



), X—1FRERAIERBIRE, NMEFSHKERE" PRUZKITIAN, LLBECIETX, Lﬁ—‘ﬂsiﬁ*ﬁﬂ’\]\ P
ENEZ, BERERMTARILIMFN~RR—T=, BIFEEEYPN. EBZE, FBIIRE “2Rei#H" &
X, BERREFAFHR, IRGREEX—F, NKZEFRE, KRRMHEIER, XBILERRER.

(01:02:40) Lenny Rachitsky
English:

Yeah, to build on that, | had this guest recently, Bob Baxley. (01:02:43): Yeah, we know Bob. (01:02:45):
Okay. So he has this really interesting insight. He calls it ... | think he calls it the Primal Mark. Essentially
his feedback is, wait as long as possible to start any sort of sketch or prototype, because as soon as you
start drawing what you're building, now everything you do will be a response to that. And so the more
time you can spend before starting to concept out the solution, the more likely you are to land on
something that works.

FROCENIR:

=0, #R—=R, FHEKXIFT Bob Baxley, tE—1TIFEBBLME, MIFzH “RIBENIE” (Primal
Mark). fiE9#ZORIGE: RAGERMAGEATANEERNRE, RA—BRFaELREWRNERA, RZ
EENES—SEHI2NBIEEBIEIN. FrL, EFEEERRAREZAEHNEES, ReihErlaExRE!
HEBEMHAR

(01:03:18) John Zeratsky
English:

That is super interesting and it is counterintuitive [inaudible 01:03:18]. And I find myself challenged to
think about it in the context of the sprints that we run with founders. But | think one way to interpret that
in the work that we do is that we used to just run design sprints with every team, that was our hammer
and everything looked like a nail. And part of what we found so valuable about doing the Foundation
Sprint is that it keeps you away from ideation for just a little bit longer. And it forces you to think about
why you're unique and the market that you're going into before you get to that moment of creating
something that looks realistic and then maybe being a little bit locked into that approach.

FROCENIR:

XEEEE, MARRER. RAEERMNSEBASTHARER TREXINTH, FIANERINFAEHBT
B, —MERE: RNIUNESMENEBRIETIRHTR], BEHNNEF, BAHMEGITF. MBKEMNLHN
BRI ZFRUENE, RRAEILMEE “WEERALE" NHEIXKT —R. EREMELISHERERR
BESEMARFEH AT REREIR M E R MR ZA], STREMN AR UARREHNB T,

(01:04:00) Lenny Rachitsky
English:

That's such a ... like I love that this emerged out of that. Like you guys were so design sprint oriented, and
it's just like, cool, let's just make prototypes, let's design, let's make it real, let's show people. And that's, |
think, where a lot of people's minds are at more and more. And maybe as a result, and this is almost like,
okay, maybe that wasn't the right approach to start. Maybe it's actually better to think a little bit of what
we want to design and build before. And so just the fact that you guys spent so much of your life and time
on that. And then realize this is actually potentially even more important to do, it says a lot.



FRZERIE:

HERXMEEIR. RIUBABAMRE TR PR — “B, EEMMERE, iLHIKT, LEZESE, B
TENTE” « BRBIAUREZSHABEXARHN, BERLM, BIFBFRARNRESN. BIFERT
MR ZFIEBE—TEF. RITETRASHEMEHTRITIR L, RERIRIX—FAREER, XK
SRR,

(01:04:33) John Zeratsky
English:

And ideas always get distilled down to one thing that people grab onto and they focus on. And I think
with the design sprint, it got distilled down to just build a prototype. Just quit messing around and build
something. But the reality is when you run a design sprint, it's five days and you don't build the prototype
until the fourth day. So you do a bunch of work to figure out how does our customer learn about this
thing? What are the different ideas that we're bringing to what our solution could look like? Which of
those are the most likely to work? And only then at the end of the week are you building a prototype.

FROCENIR:
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(01:05:14) John Zeratsky
English:

But I do think that as that method has become really widely known, people just think about let's build
something. And then once you multiply that times the power of Al, it definitely creates this narrative that
the only way to build something new is to just create the product as quickly as possible. And that doesn't
really match our experience, that doesn't really fit the pattern of what we've seen working best across the
few hundred companies that we've worked with.
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(01:05:44) Lenny Rachitsky
English:

| think this validates in some ways the role of a product manager where the PM's job is to help the team
figure out what should we be building and are we all aligned on what we're building before we start
designing and building? This process is almost like the product requirements document of a company.
Which | think a lot of product people listening to this will feel really good about.
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(01:06:09) Jake Knapp
English:

Yeah, we see this as a great tool for product people. It's a way to give you a structure for leading your
team through those decisions. And a way to give all the folks on a team, including the person who's the
product leader. But the person who's the engineering leader, the person who's the marketing leader,
sales leader, the design leaders, the exact right opportunity to contribute and participate in forming the
strategy. The exact right opportunity as we get into design sprints, following the foundation sprints, to
then make it real. And turn that idea, that hypothesis about what might work into hopefully evidence that
it does work.

FRCERIR:
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(01:06:54) Lenny Rachitsky
English:

| feel like it's actually more helpful to engineers, like non-product people, because | think a PM my brain
would be like, | want to do this intuitively. Whether they do it right or not. | think it's other functions
almost they're like, no, let's just jump straight to design, straight to prototyping.

FROCENIR:
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(01:07:11) Lenny Rachitsky
English:

Let me ask you ... while we're on this tangent, we're on this wild tangent out of this process, but want to ...
this question has been in my mind. Because | recently had a founder on the podcast, Maor, who built this
company called Base44. He built it, it sold in six months for $80 million. And this journey of that is he just
had a problem he wanted to solve for himself, for his girlfriend, for a scouts program. He built it, people
started using it, and he kind of evolved it from there. And obviously he didn't go through a process like
this. Thoughts on just like, is it okay to just do that? When should someone think about, "Okay, | should
actually set aside time to do a Foundation Sprint." Versus, I'm just motivated to solve a problem for my
friends. I'm just going to build it, evolve it, iterate with them, and kind of go from there.

FRCERIR:
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(01:07:58) Jake Knapp
English:

One of the observations from our hundreds of experiences working alongside founders in the early days
of their projects and watching them make decisions and watching them try things and succeed or fail, is
that there are so many founders who are incredibly bright, incredibly capable. They have great insights
about the market, about an opportunity. And yet, their startup does not work out. And there's a problem
with selection bias that we hear from the folks who they were brilliant, they checked all those boxes | just
described. They saw a great opportunity, they were smart, they executed well, they had courage and
conviction, and they did it and it worked out, and it was a tremendous success.
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(01:08:51) Jake Knapp
English:

And | think that the danger in thinking like, "Well, they didn't follow a process, so | don't need to." And
that may be true and maybe you don't need it. But what we believe is you have a better ... this just
increases your odds. This is a chance to get more clear on, is this a good opportunity? To get more clear
on, will the thing | build click with customers? And if you've already figured out that no, this thing's ... my
product has taken off, my product is working. We've actually had founders in labs who they started off
character labs and they said, "l started selling this thing and it's already taking off. | want to stop running
experiments." And we're like, "Yeah, stop running experiments." You don't need to do this if you've got
product market fit, if you've got evidence that this thing is clicking and you have conviction, run with it.
But if you're not there, this is a great path to get you going. And if you're not sure if the thing you're going
to build is going to turn into that $80 million exit in six months, we believe this is a good chance to
improve your odds.

AR ERIE:
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(01:09:59) Lenny Rachitsky

English:



People hearing this might feel like, | haven't heard of any company doing this that has become a trillion
dollar IPO success. What would make me believe that this is the process | should follow versus just, I'm
just going to do what | hear on YC, just build it, launch it, iterate, that kind of thing. What can you share to
give people confidence this is the approach to take?

FRCERIR:
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(01:10:20) John Zeratsky
English:

Well, the first thing I'd say is give us some time where we're pretty new to this. We started Character Labs
about three years ago. We created the Foundation Sprint about three years ago. But more seriously, when
we were creating this method, one of the things that we did was look back across all the projects we've
been involved in and the ones that were really successful, and we looked for patterns. And while those
teams didn't have the Foundation Sprint, they ended up having really clear differentiation and a really
clear view of what made them unique that they were able to build on. And as we ran design sprints with
them, we were able to test and validate against that differentiation. So we believe that this is sort of a key
to success, even if those teams didn't have access to this exact same methodology.

FRCERIR:
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(01:11:07) Lenny Rachitsky
English:

So what I'm hearing is this is essentially like Alpha in starting a company. This is a new process that
companies are just starting to use. You guys are working closely with founders, and it's rooted in the
success of many, many, many companies that you guys were involved in early on and continue to be

involved in.
FRSCERIF:
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(01:11:25) Jake Knapp
English:

Yeah, it's based off of this thing we've seen again and again in the most successful projects. When we're
inside the room in the early days and we're seeing people make decisions, this is what drives those



decisions. It's differentiation. And so if we look back across all of the sprints that we've been a part of over

the years, and John and | have been inside lots of these rooms, lots of these conversations.
FR3ZEiE:
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(01:11:51) Jake Knapp
English:

(Visual description: Jake showing a slide with many white circles representing companies). It spans
across Google, Google Ventures, Character Capital, and if you're watching on YouTube, you'll see all these
little white circles. And each one sort of represents a company that we've seen inside of during these
design sprints. And there are a lot of really great success stories in there. We've had the chance to ... |
mentioned the story of Google Meet and being there and figuring out what is it that's going to make this
thing stand out? That was what made the project finally start to take off. And to this day is still sort of
what animates it. Being inside of the early days of what became Google Photos or Google Trips and some
of the early design sprints, and there are a lot of others on here.
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(01:12:35) Jake Knapp
English:

But honestly, of course, we've also seen inside a lot that it didn't work out. If we looked inside the
greatest hits though, the real smash successes, we looked inside all of those. We realized there is a
common element, and that common element in all of them is differentiation. That there was clarity
around this is what we're trying to prove to customers, this is the promise we're making. And so we've
been on those teams, or we've worked alongside those founders who have this clear idea of
differentiation. And sometimes they're not right. They run the experiments and they change it. But the
thing is, they're keyed into differentiation as being crucial. They're not just thinking about the product
and trying to get the right shape of the product or trying to make it usable or whatever. They're really
keyed in on differentiation and how do we find the right promise and deliver on that promise and express
that promise to customers.

FROCENIR:
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(01:13:28) Jake Knapp
English:

So to explain a little bit quickly of what | mean by differentiation and how this has manifested in products
we've seen, if you go back to the early days of Gmail in the 2000s, if you had email, you were probably
using Hotmail or Yahoo and it worked fine and you didn't have to think about it. And this new product
comes along and you're like, "God, I'm not going to want to switch my email address. What a hassle. Who
wants to do that? No one." Gmail's promise was, hey, massive storage, great search. And as we were
building the product out and marketing and explaining it to people and making decisions inside the
project, we had to continue to deliver on great search. Great search, great search, that was key to
standing out.

FROCERIR:
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(01:14:10) Jake Knapp
English:

You fast forward to 2014, and we're working with this tiny company who's now competing with Gmail,
who's now sort of the market leader people are used to using in their teams. And here's this new
messaging software called Slack, and they're trying to reach new customers. And gosh, switching to Slack
is an even bigger hassle than switching to your email address because everybody on the team has to
switch. Well, Slack says, "Hey, if you believe that having fun and boosting teamwork is important, it's
going to be clear to you. This is a new way of looking at the world." And when they were making their
decisions in their first big ad campaign, their first big marketing campaign, this was what they were trying
to convey to customers. So we kind of see that from the inside.

FROCENIR:
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(01:15:08) Jake Knapp
English:

Another one, we didn't see this one from the inside, but in one that we're all sort of familiar with is what
happened with ChatGPT. It goes from this trusted, | don't have to think about it, I'm going to run a Google
search. To, oh, wow. It's a new way of looking at the world. There's zero clicks, just tells you the answer.
This thing's great. This is also something that we've seen in some of the early success stories from our
own portfolio. So 2019, this company called Reclaim going after calendar management. And most of us
manage our own calendars, most of us don't have administrators helping us out with that. And it's free,
we're in control. Reclaim's argument was, hey, we can automatically, we can use Al to help you focus and
to automatically prioritize your calendar. And that animated enough people to take the plunge and



switch and try it out, that they were able to build up an audience of tens of thousands of users, and

Dropbox acquired them last year.
FRERIE:
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(01:15:46) Lenny Rachitsky

English:

A great answer to my question, you guys well-prepared for those skeptics.
FRCERIE:
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(01:15:52) John Zeratsky
English:

Part of our motivation, our selfish motivation with this Foundation Sprint is that now that we are
investing our own money into companies and we're working with all these founders, we want them to
have that same clarity on differentiation. We saw how important that was to Gmail and to Slack and to all
these other companies. And we want to bring that, we want to give them that same advantage and help
them avoid the pitfalls that all the other unsuccessful teams and companies that we've seen have fallen
into. So that's kind what we're trying to do here, is bring the lessons from these really successful teams
into any team that reads the book and runs this process.
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(01:16:33) Jake Knapp
English:

And the special sauce that John and | bring is that we're obsessed with the sequence of decisions that
you make and how you work together with your team to make good decisions quickly. And that
specificity about the method is something that we do have a lot of evidence behind it working well
because of what's happened with the design sprint and with how many successful teams have run that at
those companies who are trillion dollar or whatever kind of giant ... all kinds of teams run design sprints.
This is that same methodology around how we work together at high velocity and high quality. And it's
just brought to a different part of the process.

FRCERIR:
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(01:17:14) Lenny Rachitsky
English:

Excellent answer. Speaking of the method, we went on the world's most epic tangent. | want to bring us
back. We haven't finished actually going through the process. | think we're towards the tail end of it. So

let's just finish that. What else do you do? So you have this ... | guess, catch us up.
R EIE:
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(01:17:30) Jake Knapp

English:

Let's catch up with Latch It. So as a refresher for you who forgot. Latch It are building this tool for artisans,
they want to help them sell with the community networking features like you might find on Substack. And
they've identified their differentiation, they've identified their approach now using magic lenses. And all

of this is going to come together to create a founding hypothesis. So if we help Artisans solve online sales
growth with a social sales app, and then they've also got their backup plan.
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(01:18:03) Jake Knapp
English:

...or we could build the full stack solution if that doesn't work. We believe they're going to choose it over
Shopify and Etsy because our solution is cooperative and easy to use. In this single sentence, we've laid
bare their strategy, and now they're going to try to find out does that work?

FROCENIR:
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(01:18:21) Lenny Rachitsky

English:



That is so cool. The output of the sprint is the founding hypothesis. | love that the term hypothesis is a
part of this because it's not telling you this will work. It's this is the thing you will now test.

AR ERIE:
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(01:18:34) Jake Knapp
English:

Absolutely. Every project has at its core ... Every new product has at its core a hypothesis. There is a
founding hypothesis. It's just usually not explicit. It's usually hidden, and different people on the team
may have different ideas about what it is. Because it's not explicit, it's very hard to interrogate it and test
it and find out if the different variables in it are the right variables.
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(01:19:00) Lenny Rachitsky

English:

I'm curious what's in that photo to the right as you're showing the YouTube.
HRCEIE:

KIRGFERTE YouTube EERTHABIKERF ER M 4o

(01:19:02) Jake Knapp
English:

Oh, yeah, if you're on YouTube. We did this spread together in person. On Lachit's board, you're going to

see that here's where they wrote it out and took a photo of it and dropped it in, and then later filled it out
on the Miro board.
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(01:19:18) Lenny Rachitsky
English:

Beautiful. It has their old name there.
R EE:
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(01:19:20) Jake Knapp

English:

That's right. Lyric, which it turns out is not the easiest for SEO. There's a lot of lot of Lyrics out there.
R EE:
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(01:19:27) Lenny Rachitsky
English:

There is a lot of Lyrics. | know some Lyrics. Just so | understand, is the next step, the design sprint, and
that's where you actually start testing?

o HEHPRF, T—FmEigitsRl, BmEEEFENILAMER?

(01:19:34) Jake Knapp
English:

Exactly. If we zoom out now we see now they're going to head into a sequence of design sprints running
one after another. Each of those design sprints starts with the founding hypothesis. Then, the team is
going to say, "Okay, what are the biggest risks that ... That hypothesis not being true? What do we need to
assess right now?"
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(01:19:52) Jake Knapp
English:

Going to make a map of how customers discover the product, what that core experience looks like, and
then figure out using that map, where's the key moment for assessing that risk? For them, the biggest risk
is do people even ... Will these artisans even want this thing? Are they actually going to want to have a
community sharing sales platform? They decide the key moment for us to test that, it's actually on the
landing page. They figure we can prototype landing pages that describe the product and learn a lot for

our first experiment, just with landing pages.
FRERIE:
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(01:20:23) Jake Knapp



English:

They're going to sketch solutions. This will be familiar to anyone who's heard about design sprints. Each
person sketching their own proposal for how that key moment should work. Choose the strongest of
those. In this case, they choose ... They're going to actually prototype three things. They test three things
head-to-head against each other, fake brands for each one. They look like three different products.
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(01:20:46) Jake Knapp
English:

Then, this is a really key part. At the end of the design sprint, we've got a scorecard. This is actually a new
innovation. This is not in the [original book]. (01:20:53): Oh, shit. Here we go. Hot off the presses, design
sprint improvement. (01:20:59): This scorecard is going to break down the founding hypothesis. Hey, as
we talk to each customer, was this the right person? Is the right kind of customer for us? Do they have the
problem that we think they have? Was this the right approach for them? Did they choose it over the
competition?

FRZERIE:

Ala, XR—TMEBEXBNED. ERITPRIERE, BITE—D “H0FR" o XERFREZ—THEHE, Rk
FERE, (Lenny: M, BERHES, RITHRINBERET! ) DD FREDEEBRIE. SRINSE8IME
F3ZiKEY: XEXMEIALG? 2XEFFREE? 1B RHMIANBBRNRED? X bR 2 ERRE
15? i l=EERNIMA RS FE?

(01:21:14) Jake Knapp
English:

They're going to test these prototypes head-to-head, and also show people like, okay, here's Etsy, here's
Shopify. Now, out of all these five options, think about, out loud, about how do you compare these? Do
we believe they'd actually choose it? Did the differentiation actually work? Are those differentiators
valuable and motivating to them? Does it click? Our new book is called Click. The idea there is you can see
when a product clicks with one person, and that's a helpful signal. Now, granted, these interviews are
kind of a simulation. It's not like the real world, but they're a helpful signal that we're on track for product
market fit. If we see, gosh, this product just seems to be clicking with customer after customer, that's a
really strong signal. That's when people start to get the confidence that it's time to build.
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(01:22:03) Lenny Rachitsky
English:

That's a really good term, by the way. | feel that's such a good way to describe what it feels like. It doesn't
just click with them.

FROCERIR:
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(01:22:08) Jake Knapp
English:

Just kind of clicks. Yeah. If you look across Latchet's first scorecard, there's a ton of red. It's a lot of things
that didn't work. (01:22:18): The conclusion at the end ... In this last column, there's a conclusion, hey, we
interviewed ... In this case, they interviewed four customers. Well, it looks like this is the right customer. It
looks like they have this problem, but everything else kind of didn't work about the hypothesis. Approach
wasn't working, differentiation wasn't working. There's some mini hypotheses about the prototype itself.
Just lots of red on here, so they sprint again and-
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(01:22:42) John Zeratsky
English:

Just zooming out for a second, this is a team who just started working on this new company. Sometimes
it can feel slow. We talked about it feeling slow to go through all these steps, but they're only a week in.
They've already built three prototypes, and they've tested those three prototypes with four real
customers. They have this super detailed scorecard of here's what's working, here's what's not working.
That's after a week. It's interesting how what can feel slow in the hour to hour actually can really speed
you up in the weeks and months timescale.
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(01:23:17) Lenny Rachitsky
English:

That was such good context, because | was feeling that. To your point, most founders do not do this much
testing, iterating, learning in the first few weeks of their startup.

FROCENIR:
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(01:23:26) John Zeratsky
English:

Yeah. They might spend a few weeks just talking to customers without showing a prototype, and then
they might spend a few months building an MVP, and then they might ... Maybe they're going to spend
some more time talking to customers while showing them the MVP. Maybe they'll do manual onboarding,
something like that. Yeah, that plays out over months. It fits with what founders tell us. Of course it's a
subjective measure, but founders who go through this process with us, they say that they're able to
accelerate three to four months of work into the three or four weeks back-to-back sprints that we're doing
together in Character Labs.

FROCENIR:
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(01:23:59) Lenny Rachitsky

English:

Excellent context. Thanks for throwing that in there.
R EE:
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(01:24:01) Jake Knapp
English:

These conversations with customers are so much more fruitful and pointed when you've got the context
of I know exactly what my hypothesis is and you have prototypes to show them. We have a founder in our
group of startups and Character Labs at the moment. I'm thinking of Maruthi John who comes from doing
sales at Rippling, who had been talking to tons of customers while starting off the ... His company. He
said, "I've had 50 conversations over the past month, but | learned so much more from even the first
conversation when | had a hypothesis and | had a prototype, or a couple prototypes, to show them. It's
like night and day."

AR ERIE:
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(01:24:42) Lenny Rachitsky



English:

That is a great example. This all makes sense. As you guys describe it, you're actually testing something
very concrete that your entire team is aligned behind and actual prototypes, and you've thought about
different directions. You're testing something very specific versus just generally testing at your general
concept.

FRCERIR:
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(01:25:03) Jake Knapp
English:

As we go into the second design sprint for Latchet, they're making some edits to their founding
hypothesis. Now, they're revising a few things, making new sketches, new proposals for what this
solution might look like. They've learned a lot in that first sprint, a new prototype. They've got a
prototype that has more detail now. They are engineers. They're starting to actually write some code and
put some more detail behind the product. It's more robust. Again, they're trying to fix that positioning.
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(01:25:36) Jake Knapp
English:

Here's their scorecard. If you're watching on YouTube, you'll be able to see it. Again, there's a lot of red
here. At first blush, the scorecard is bleeding, but there are some promising signs. There's like maybe a
few little sunbreaks, there's some spots where some of the red has started to flip to yellow. If we look at
the conclusion on the far right, they're starting to believe their differentiation is dialed in, and they're
starting to believe that this could be the right approach. They may be able to get people to choose it to
the competition, even though they haven't done it yet. Those are starting to become yellow lights on the
scorecard.
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(01:26:12) Jake Knapp
English:

Now they'll take what they've learned, and now we're into the third consecutive week of design sprints.
Again, they're going to sort of review that founding hypothesis. They're going to sketch. They're recruiting



a new slate of customers, as they do each week. A new prototype, again, more code in the prototype. It's
becoming more and more robust, more realistic as they're also adjusting the marketing and the
positioning at the same time. All of these things kind of go in concert. The product itself and the
marketing are sort of one as they're moving along, and this is an extreme example of-
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(01:26:46) Lenny Rachitsky
English:

What? Everything is green.
FRCERIE:
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(01:26:49) Jake Knapp
English:

Everything's green. If you can't see it, every single one is green. This is extreme, but it is a pattern that

we've seen again and again. This is a real example.
FROCENIR:

BR7T. BEAINBALAL], 5—THREEHN. XEARE, ERIERINREFINEN, XB—TEREH
BlF,

(01:26:58) Lenny Rachitsky
English:

Wow. How do | invest to get us in this round? This is great. Nice job.
R EiE:

I, HEATBEREX—H? XIFET, T4

IIJ
Rl
ot

Lu

(01:27:03) Jake Knapp
English:

Yes, this is pretty great. We see this again and again. | can share a couple of other boards of ones that are
in progress. We're also constantly adjusting the template so you can get to see a little bit more how
people will edit their founding hypothesis from sprint to sprint. Mellow, who we were talking about,
here's their first prototype, and here's their first scorecard. Lots of yellow for them. Maybe they're a little
bit more likely to use yellow than red.

FRCERIR:
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(01:27:31) Jake Knapp
English:

Then, here's the edits to their founding hypothesis after the first sprint. You can kind of see in red, they're
slightly changing the definition of their target customer from the first week, slightly changing the
problem that they're solving, slightly changing the approach, slightly changing the competition. They've
dialed in, they've gotten more crisp on who are we up against. They've gotten a little bit more crisp, just a
tiny tweak, on what ... How do we explain this to people to get them excited about it? What's the
differentiation? They sprint again, they prototype again. If we just jump down, and just looking at
hypotheses, they learn a bunch. Now there's another slight tweak to that founding hypothesis. Week after
week you're learning, but you're also really able to track exactly what is it that we learned and how does

that affect our strategy.
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(01:28:20) Lenny Rachitsky
English:

Okay, guys, this was incredible. | think we've covered the entire process. | love that you also covered the
design sprint pieces, which isn't part of this book, but is such a core. Clearly these things are very
connected and meant to work together. You go from here's the thing we should be building to how to
actually test it. Let me ask you before we wrap up, is there anything else that you think is really important
for people to know before they start trying this process at home? Is there anything you can point them to

actually try this at home?
R EIE:
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(01:28:51) Jake Knapp
English:

One thing we didn't talk about, we used an example of a company who's not building an Al-first product.
Latchet's building this network community sales platform for artisans. It'd probably be interesting to look
at how people use this when they are building a very technical product, when they're vibe coding



prototypes. That's a question we're getting all the time. What's the influence on this of the speed with

which you can build something?
R EIE:
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(01:29:19) Lenny Rachitsky

English:

That's an awesome idea. Let's definitely do that.
HRCERIE:
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(01:29:20) Jake Knapp
English:

Yeah. Okay. Let's jump in here and take a look at a company again, in our current group of labs teams,
Axion Orbital it's called. The founder, [inaudible 01:29:30], is actually running this whole process solo,
which is pretty cool too. He's a remarkable guy. We have a couple of solo founders right now who are able
to generate ... You can see, just to give a sneak peek, he's generating, when we talk about customers, all
these sticky notes himself and making the decisions himself about which is the right one.
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(01:29:48) Jake Knapp
English:

To ground us in this story, his founding hypothesis is he wants to help geospatial devs solve these sort of
complex workflows with a browser-based no-code development environment. We'll take a look just really
quickly at what his prototypes look like. In the first week ... | can show you this prototype right here, and
it's a marketing page. On this marketing page, there's a link to a video. If | click find out more, I'm going to
see this video. This video is going to kind of hear [him] talking over it. It's going to kind of walk through a
screen share of a very rudimentary version of what this product might look like.
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(01:30:36) Jake Knapp
English:

Now, if you're watching on YouTube and you see this prototype, you might think, "Boy, that marketing
page and the demo itself, pretty bare bones. Not the most polished-looking. This doesn't look super
compelling." He was focusing in that first sprint on the messaging, on finding those people who actually
have that role, testing it with them, and he learned a lot. If we sort of go back to his scorecard, we'll see,
okay, that was a pretty good one. Actually, a lot of green on his first scorecard, but he also felt like what he

tested was pretty incomplete.
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(01:31:10) Jake Knapp
English:

Now, one thing that's cool here, we saw the big leap with Latchet from one week to another in terms of
their learnings and the scorecards. One of the things that's interesting here is to go from [his] first
prototype here to his second prototype. It's obvious he's been able to just build a ton in the next week.
He's using Al-based tools. He's doing a lot of work. He's also just a terrific engineer. Here we've got a
much more real-looking marketing page, very detailed.
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(01:31:38) Jake Knapp
English:

An important thing that he's done here with this is he's built out a lot and created a video of something so
that the product, while not fully functional, you can see exactly how it works. If we sort of play this video,
he's created this demonstration of what it looks like when you type in a query into the engine and exactly
the kinds of results you get. By doing a combination of vibe coding, real coding, all of which is based off of
pencil sketches, we can go back and see the sketches he's doing on paper to define this is what | think
needs to be in there to make this compelling to deliver on my differentiation, and then he's using a
product video so that the entire thing doesn't have to work fully freeform. That's what it can look like
when a team is building something that's more Al-centric, when it's a more sophisticated tool, when
people are going to be curious about sort of the ins and outs of it.

FROCENIR:
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(01:32:33) Lenny Rachitsky
English:

Along those lines, where do you find people are leveraging Al most in helping them through these sprints,
through either the foundation sprint or the design sprint? Is it mostly just vibe coding prototypes?

AR ERIE:
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(01:32:45) John Zeratsky
English:

That's definitely the first and biggest use of Al in sprints so far is in making prototypes that look more
realistic faster. It's kind like having an entire prototyping team on standby so that you don't have to just
make it yourself and sort of piece things together, but you can have a ton of people ready to jump in,
make something look really realistic. It's also really critical we found that while you're outsourcing that
prototyping work, you don't outsource the thinking. You don't kind of skip over the part where you think
about, "Well, what is the actual copy on the website? How do | actually describe what the product is, how
it's differentiated?"
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(01:33:48) John Zeratsky
English:

It's one of the reasons why doing the foundation sprint first and then doing a design sprint can really help
you, because it allows you to spend time working on that harder part of what it means to design and
build a product. Then, once you have a clear view of that, then you can use Al tools to go really fast. In this
example that Jake is showing of Axion Orbital, people get really clever about which parts of this need to
be real, which parts of this can be vibe coded, which parts of this can just be a static Figma mockup. It's
all about kind of creating a simulation, something that looks realistic, that you can put in front of real
customers to help you answer the key questions.

FRCERIR:
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(01:34:14) Lenny Rachitsky

English:



That's a really good point that you're making. Again, it's just a reminder, you'll move faster if you slow
down a little bit at the beginning, that because prototyping is so easy now and just things that look ... It's
so easy to make something that looks really nice and kind of it's doing what you want, but spending a
little time making sure you understand what you're testing and what you want becomes more important.
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(01:34:33) John Zeratsky
English:

We had a couple of teams in this current group of Character Labs where they jumped to vibe coding
prototypes right away at the very beginning. When you generate something using an LLM, using an Al
tool, it looks pretty real. It looks believable. | think there's a temptation to say, "Okay, this is good to go. It
looks close enough that I'm just going to show that to customers." Then what they found was, actually, it
was super generic. It didn't really describe what the product was. It didn't really describe how it was
different because it was generated by a model that is trained on existing products.
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(01:35:15) John Zeratsky
English:

In that second sprint, that was when they really took a step back and said, "Okay, let's think through this
and then shift into prototyping mode." It's definitely helping people speed up, but we also think there's
an important lesson here that while you're outsourcing prototyping, don't outsource the thinking as well.
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(01:35:33) Lenny Rachitsky

English:

| see you pulling something up, Jake, that might be ... | imagine you want to show.
R EE:

Jake, BEIMFEIARA, REMEBET—T.

(01:35:37) Jake Knapp



English:

Yeah, | think it's kind of interesting to see the sketches that went into [the] Axion Orbital prototype that
we just looked at, because they are super detailed. This is ... Doing this level of thought where you're
pausing, you're being really intentional about what does the customer need to know, what needs to
happen for them to find a solution to their problem and within the product, that's a way of doing your
prompt engineering.
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(01:36:04) Jake Knapp
English:

If you end up vibe coding this prototype, but you start off with a very clear plan about this is what the
thing needs to look like, rather than going immediately into a conversational mode where you're co-
designing with the LLM and going back and forth via chat conversation, this is much likelier to yield an
opinionated product that makes sense, that's very clearly defined around the problem that you're trying
to solve, the tasks that need to happen to solve that problem, and the right messaging, the right wording.
It's really crisply aligned with what you know about your customers, what you know about what they care
about.
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(01:36:40) Lenny Rachitsky
English:

That's such a good point. Again, just the concept of the primal mark is ringing in my head as you talk
about this. Just as soon as you make that prototype, everything from that point is a response to that first
idea, versus have | actually thought through what this should be. Guys, we did it. This is incredible. | think
this is going to help a lot of people think through and actually save a lot of time. Is there anything else
that you want to share, leave listeners with? Maybe a last nugget or something you want to, | don't know,
just double down on to leave folks with before we wrap up.
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(01:37:11) John Zeratsky



English:

Well, one quick thing is that we've shared a lot of examples in this conversation. We actually have a
template, a Miro template, that folks can use if they want to run their own foundation sprint. It's the
template that we use when we're working with founders, taking them through these sprints. We do our
work in Miro. Even if we're in person with them, we're usually working in Miro, or maybe working on
paper and then capturing it in Miro because it's just such a great canvas to work on. We'll make that
template available so anybody who's listening or watching can grab that and use it to run their own
foundation sprint.
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(01:37:47) Lenny Rachitsky
English:

That's amazing. You answered the question | asked that | forgot to come back to. Can we give people a
URL? Put it in the show notes, but is it at your ... Yeah, | guess where can folks find it?
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(01:37:57) Jake Knapp

English:

You should find it at character.vc. You can go there and we'll have a page for you to ... Yeah.
R EE:

BJLATE charactervc #52l, RBRE, MBI 0E 2%

(01:38:04) Lenny Rachitsky
English:

Amazing. So easy. That is awesome. That's awesome that you guys are doing that. Obviously you could
also read the book. That goes through a lot of this process, but | think the template is just like a plug and
play. Let's just do this at home. Obviously, if they want to go deeper, they can work with you guys to have
you ... It's such a win. They take money. You give them money and you help them figure out what the
heck to build. What a deal. That's also character.vc if they want to explore that.

FRCERIR:

XiET, BEAT., MMIEXAMERRTF T, ERAARKBEUXRIEREE, BEFMBE T RE, ERIRHM
g2 “BMEEPAR” , ATUEBRERIRE. HA, RIS m)\Af’E, B LURARAT- - X EEENR . R4
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(01:38:29) John Zeratsky
English:

Yeah. Yep.

FASCERE:

=0

(01:38:29) Lenny Rachitsky

English:

Amazing. Okay. Is there anything else, Jake, that you wanted to share before we close up?
FEiE:

KT, Jake, FEERAIIFIER T ABHZRING?

(01:38:35) Jake Knapp
English:

No, just if you made it this far, hopefully your mind and heart is open to this idea, but we know it's a lot to
ask, to clear the calendar and follow these steps. If John and | weren't so convinced that beginnings are
essential to getting your best efforts in the hands of people and to achieving the things you want for your
customers, we wouldn't be doing this. We wouldn't be going to all the trouble. There are simpler things
we could be going after.

AR ERIE:

BB T, MRMRIFETXE, FEMWNXMUEASARSE. ERMNNE, EXEFTARAERILESERR
BHVER, MR John RRMILLEE “FimM FRIRHIRES NREANFR. HTFARFELREFEXRE
27, BEMASMXGET . BIIFHXAKT, EREEERRENEIEA LUK,

(01:39:08) Jake Knapp
English:

The kind of cool thing we've found about working in this way, though, we've focused a lot on finding
product market fit and building your business, getting started, getting momentum, getting alignment, all
these things that tactically are important, that business-wise are important, but another part of it that's a
nice side benefit, that actually maybe is the most important thing of all, is how close it brings you to your
customers, to the people who you're building for. Because you're interacting with them, you're focusing
on them as you plan and you're interacting with them on a weekly basis when you work in this way, and
how close it brings teammates together in a very authentic way.

FROCENIR:
HMNERZMTAEAAREN—RE: BARNKTREXTIHPMF. BS. £, REMNAMES—
BXEEHAMIS FREENSE, EedE—MUFHRIER, EETJREREEN: BILRS5ERP. 51R

NZWEFRBOANESEDE RAREITIEREETM], ELEFESRAMSMIER. R, EHX
—ihIEE BB TULL FIBA AR 53 R B EI A E — i,



(01:39:46) Jake Knapp
English:

We're working together on the most important things. We don't have to navigate the usual social
dynamics of conversations where one person has an idea and they're pitching it. We don't have to
navigate the constant context switches of the calendar that dominates our days. We're just working on
the most important thing. The structure takes care of a lot of the difficulty of the process of what we
should do. We just find people come out of it with renewed motivation, renewed energy, and renewed
enthusiasm around the fact that they get to work on what actually matters to them.

RS ERIE:

HNE—ELEFERNER. HNAFTEZNAM “EAEMUEZHREHRFEE” NEREREE, BF
FENAIIMZERIEBEBVMELRDR. BIRLTEITREEN—HEF. SHURERRT “5A)
B A" BRE DR HNEKMANTRARGE, SHFEESWEH. EEMRBEYT, EAti1LTF6E
TATHMINEEERZNER.

(01:40:21) Lenny Rachitsky
English:

Yeah. It just feels like really fun. Just this part of the process is so fun, and then not having to decide how
to approach it, having someone just give you here's a framework to follow.

FRCERIR:

2, XBEANRE®B. ARNX—H2IFERSIA, MEFFTEHESWNATIN, BAERS TIR—TH
EERIELZR

o

(01:40:29) Jake Knapp
English:

It's like a yoga class, right? It's like, | don't know how to do yoga, but ... (Lenny: Just tell me.) ... Explain to
me step by step.

RSz ERIE:
FGIMINIE, XIB? HAMEEALR M, 8- (Lenny: BEESIFFEMIT) B ST HRK.

(01:40:35) Lenny Rachitsky
English:
Yoga for startups. That'll be the title for this episode.
R EE:
‘Bl AB]RYIM , XIMEARETHRIRE T .

(01:40:39) Lenny Rachitsky

English:



Guys, this was awesome. I'm going to skip the lightning round just because we've gone long. | guess just

where can folks find you online? How can listeners be useful to you?
R EIE:

K], XXET. EAREXR, ZMBIANBRETRT T, &E, AKAUEHEXEIRIT? IFRERMR
Mt A?

(01:40:48) Jake Knapp
English:

You can find me on LinkedIn. John [will] find you on LinkedIn, too. We'd love for people to apply to
Character Labs, or if a founder, apply to Character Labs. Get in touch with us, character.vc.

AR ERIE:

{RETLATE LinkedIn L3 ZIFk, John t7E Linkedin £ FHATIEE D AZKEIE Character Labs, SR 2618
A, BB, BEREFA{]: character.vc,

(01:41:00) Lenny Rachitsky

English:

There we go. All right, guys, thank you so much for being here and for sharing.
R EE:

KIFTo 8, (i), IEEREHRIKEIXEH D ZXLE,

(01:41:04) John Zeratsky
English:

Yeah, thanks, Lenny.

R EE:

518, Lennys

(01:41:05) Jake Knapp
English:

Thanks, Lenny.

FRCERIE:

518, Lennys

(01:41:06) 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 Lennyspodcast.com. See you in the next episode.
R EIE:
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