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(00:00:00) Lenny Rachitsky
English:

There's been a lot of talk these days about Al not delivering on the promise that we hear, especially at
enterprises.

FROCERIR:
RITBRZINCHER, AlFHKERRIFRIFEIRARLEHGE, 55— ER RN BT H,

(00:00:06) Jason Droege
English:

These things take 6 to 12 months to get them truly robust enough where an important process can be
automated. Like with any of these major tech revolutions, headlines tell one story and then on the
ground, laying broadband means you need to dig up every single road in America to lay it. Someone's got
to dig up the road or someone's got to run the undersea cable.

FROCERIR:

XERAFTE 6 2 12 MANNEIAEERFEBEE, MMEREERENE ML, MEEAERKARESR—
B, SKEMEHHNZ— TS, MALEH, SREHEREREREAXENS 3K, SFBAE
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(00:00:26) Lenny Rachitsky
English:

Is there anything you think people don't truly grasp or understand about where Al models are going to be
in the next two, three years?

FROCERIR:
XF ABERAERRKR=ZERANELRS R, RANBFARAMIEREREFIEHIEFENT?

(00:00:31) Jason Droege



English:

The general trend right now is going from models knowing things to models doing things. The next
question becomes, what can it do for me? How does the agent make decisions for you?

FRZERIE:

BRI HEEE, REEEN “MEFR" ¥m “MHEHR . EBTRNRAERERT : EEAZMTA? B
REfR (Agent) HNEIAMRIMURER?

(00:00:39) Lenny Rachitsky
English:

Let's talk about Scale and this whole world of Al that you're in, you essentially pioneered data labeling,
trading data, creating evals for labs.

FROCERIR:

LEFRATENED Scale AR ARERAABIEEAS Al 5], (RIB AR LEFE T HIEINE. REBIBURALRECEITFER
4 (Evals) B9%ciml,

(00:00:46) Jason Droege
English:

18 months ago, you would get a short story and it would say, "Is this short story better than this short
story?" And now you're at a point where one task is building an entire website by one of the world's best
web developers, or it is explaining some very nuanced topic on cancer to a model. These tasks now take
hours of time and they require PhDs and professionals.

FROCERIR:

18 AR, MEIFER—MERKE, ARKAZ: “XNIKELBIEFE? * MIE, —MESTREHER
ERTXRHMAFRAREE— TR, HEESAREBEXTEENREFEHYHNER, XEFS
REFEERWNE, AAFEFINET W ALTETM.

(00:01:07) Lenny Rachitsky
English:

I've talked to a bunch of people that have worked with you over the years, and | heard a lot about just
how high of a bar you set for new businesses.

FROCERIR:
HXEFERFRIPIRZEBSREZHAN, EIFRIRISHEILSIEERITEIFE S,

(00:01:13) Jason Droege
English:

From an entrepreneurship standpoint, it truly is about what insight do | have? Why am | so lucky to have
this insight? Why in a world of a million entrepreneurs who are thinking, who are smart, who are trying
everything, why am | in the position where [ likely have an insight that others do not?



AR ERIE:

MENARERE, ZOET: HRETAFRTRER? AftARN=zAEXMRR? EXE—MRAEH
BAREH. BERE. ETERHRSMEYCILENERE, ATATRELT - AIEABMAFRTAESHNEE
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(00:01:31) Lenny Rachitsky
English:

Today, my guest is Jason Droege. Jason is the new CEO of Scale Al. This is the first interview that he's
done since taking over for Alex Wang after the Meta deal. Alex now leads the super intelligence team at
Meta. Prior to Scale, Jason co-founded a company with Travis Kalanick. Before, he started Uber, worked
at a couple startups. Most famously, Jason launched and led Uber Eats, which went from an idea that he
and his team had to what is now a multi-billion dollar run rate business and one that basically saved Uber
during the pandemic when nobody was taking rides. This interview is following a theme that I've been
following through a bunch of interviews, which is the evolution of how Al models actually gets smarter.
Along with scaling, compute and improving the actual model code, much of the improvements we're
seeing in ChatGPT and Claude and every frontier Al model is these labs hiring experts to filling gaps in
their knowledge and correcting their understanding of how things work, and basically showing them
what good looks like in every domain that consumers are using models.

FRCERIR:

SRHEER Jason Droege, Jason i Scale Al B9¥ifE CEO, XZEMITE Meta X5 51 Alex Wang LUK
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(00:02:35) Lenny Rachitsky
English:

Scale was the pioneer in this space. They created the category, and in our conversation we talk about
what is happening at Scale and just how this deal with Meta worked, what experts like doctors and
software engineers are specifically doing to help models get smarter, how the whole market of data
labeling and evals and data training has changed from when Scale entered the market to today, and also
just how long will we need humans to keep helping Al get smarter. We also get into where Jason sees
models going in the next few years because they have such a unique glimpse into the future. We also talk
about a ton of really unique and really important product lessons from the course of Jason's career,
including a bunch of advice on how to start a new business, both startups and within existing companies,

and also a bunch of advice on hiring and leadership and so much more.
R EE:

Scale BXMIUHAIFEIK, MEIET XM A, ERHRMBIFIEF, FINKEIT Scale EERENSERE, UkS
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TIFEIRBAZ R HATERITT Jason WARKLFERENLRA M, I?ﬂﬂﬂﬂ‘]iﬁ%ﬂ%ﬁ%iﬂiﬁﬂ’ﬂiﬂﬁo Al
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(00:03:21) Lenny Rachitsky
English:

A huge thank you to Allen Penn and Stephen Chau for suggesting topics for this conversation. If you enjoy
this podcast, don't forget to subscribe and follow it in your favorite podcasting app or YouTube. It helps
tremendously. And if you become an annual subscriber of my newsletter, you get a year free of 15
incredible products including Lovable, Replet, Bolt, n8n, Linear, Superhuman, Descript, Wispr Flow,
Gamma, Perflexity, Warp, Granola, Magic Patterns, Raycast, ChatPRD, and Mobbin. Head on over to
lennysnewsletter.com and click product pass. With that, | bring you Jason Droege.

FROCERIR:
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Jason Droege,

(00:03:53) Lenny Rachitsky
English:

This episode is brought to you by Merge. Product leaders hate building integrations. They're messy,
they're slow to build, they're a huge drain on your roadmap, and they're definitely not why you got into
product in the first place. Lucky for you, Merge is obsessed with integrations. With a single API, B2B SaaS
companies embed merge into their product and ship 220 plus customer facing integrations in weeks, not
quarters. Think of Merge like plaid, but for everything B2B SaaS. Companies like Mistral Al, Ramp and
Dorada use Merge to connect their customers as accounting, HR, ticketing, CRM, and file storage systems
to power everything from automatic onboarding to Al-ready data pipelines. Even better, Merge now
supports the secure deployment of connectors to Al agents with a new product so that you can safely
power Al workflows with real customer data. If your product needs customer data from dozens of
systems, Merge is the fastest, safest way to get it. Book and attend a meeting at merge.dev/lenny and
they'll send you a $50 Amazon gift card. That's merge.dev/lenny.

FROCERIR:

AETEH Merge 8B, FRmARAMIREEER. EREE, WEREE, SASERMNREERZR, M
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(00:04:59) Lenny Rachitsky
English:

This episode is brought to you by Figma, makers of Figma Make. When | was a PM at Airbnb, I still
remember when Figma came out and how much it improved how we operated as a team. Suddenly, |
could involve my whole team in the design process, give feedback on design concepts really quickly, and
it just made the whole product development process so much more fun. But Figma never felt like it was
for me. It was great for giving feedback and designs, but as a builder, | wanted to make stuff. That's why
Figma built Figma Make. With just a few prompts, you can make any idea or design into a fully functional
prototype or app that anyone can iterate on and validate with customers. Figma Make is a different kind
of vibe coding tool. Because it's all in Figma, you can use your team's existing design building blocks,
making it easy to create outputs that look good and feel real and are connected to how your team builds.
Stop spending so much time telling people about your product vision and instead show it to them. Make
code-backed prototypes and apps fast with Figma Make. Check it out at figma.com/lenny. Jason, thank
you so much for being here and welcome to the podcast.

AR ERIE:

AETIBHA Figma B, {12 Figma Make EIiEE . HIKTT Airbnb BE~REIER, FiFIZE Figma inl
HHER, UREMERAMSET HNBAMNIEELR. AR, KLU EMNEHANSSEGITEEF, R
MG RA H R, XULBEM=RARIELR[EEHES, B Figma URIREHATE2RAREEN, E
FEREMIGIT A ERE, BEA—IMEEE, REFFHERAE. XMENTA Figma FF& T Figma Makes
[FRINMERIE, RRAR U ERAESOIS T ER— N IEETT2NRESNA, ER AR UNE#ITERH
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figma.com/lenny &F, Jason, IFERKXEHMREER, WODRIIEE.

(00:06:08) Jason Droege

English:

Yeah, thanks for having me. Excited to be here.
FRCEIE:

YFEY, EHSMREVELE. REreREIXE,

(00:06:10) Lenny Rachitsky
English:

As | was researching your background and prepping for this podcast, | learned a really interesting fun fact
about you that | don't think a lot of people know. So Travis Kalanick, he had a startup before Uber. It was
called Scour. It was a peer-to-peer file sharing app, and then | think got shut down. You were his co-
founder. This was the early part of your career. I'm guessing there are hours of stories we could talk about
during this experience. So let me just ask you this one question. What's just a lesson that has stuck with
you from that experience that you've taken with you to future places you've worked and built product at?

AR ERIE:

EERARIMMNESHABEMAERZN, HREAMT — N RXTFMHROIEEEBRLEIN, HEBEZ AZBREE,
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BRKEFT . MBMIEKGEIIBA. BR2FNUEENTH. RBEXREHEEHATHRSE. FrUAFRER
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(00:06:44) Jason Droege
English:

| mean, there's so many lessons. | like to pick one. | think that the main lesson is that in business and in
startups, everything's negotiable. | think that's the main thing. Because we were 19 at the time, 19, 20 at
the time, we built this search engine in a dorm room and we were running it out of the dorm room and
our first URL was scour.cs.ucla.edu. These things were not necessarily in fractions at the time, but we
were just being practical. It was basically a project that we had started, and so we built the search engine
and people started using it and we thought we would get in trouble, but it turned out the computer
science department was excited about it even though we had basically parked a domain on their servers
and we were using our own computers in the dorms to serve up this website and product.

AR ERIE:

HINKLEXZ T, MRFZ X, RIANFENRIIIZ: EFLAeNA, —I#Eel UEFH, EHEX
EEZON—R. ARASREIA 19, 205, HMEESEALRTXMERSIE, HEBSEETE, KNI
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w, REBINEFRLEREMIINRS R LET MR, HABESENSBRCRIEEM L~ RIRS.

(00:07:46) Jason Droege
English:

And then, when we got into financing, the financing process was fascinating, and this is where the
everything is negotiable lesson came from, which is, it was Ron Burkle and Mike Ovitz, who are the initial
investors in the business. We were in LA, so we were at UCLA, so we were not quite wired into the entire
Sand Hill Road scene. And as we were doing the deal, the terms kept changing on us. We thought you
went and raised money and it was like, "Oh, we'll get a few million dollars at a $5 million valuation." This
is back when that was actually a series A valuation. And then over the course of the deal, it was like,
"We're doing the deal. We're not doing the deal. Oh, you should give us 50% of the company. Oh, you
should give us 75% of the company. Oh, if you want to sign the document today, this person's going to
show up for breakfast and if you don't sign today and give us 80% of the company, the person's not going
to show up."

FRCERIR:

RE, YENMNENREMNRE, MEAIRERRY, N2 “—UERA" XPHNBRR HEBTGR
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(00:08:38) Jason Droege

English:



It was just completely wild, the things that we saw from day one of what can happen in business, and we
thought there was a way to do things, and at a very young age we realized there is no way to do things.
There is just the way that you can negotiate your way through the world, which I actually think influenced
Travis heavily and then me later heavily at Uber in terms of if you can imagine it and it makes sense and
you can align incentives, then it can happen. But there is no way. And to learn that at 19 or 20 years old |
think was highly imprinting.

FROCERIR:
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(00:09:12) Lenny Rachitsky

English:

That is an amazing lesson. What happened to Scour? It got shut down, | think. What happened there?
FREiE:

XEZ— N TAERNZ, Scour BREAT? HEBEWXFET, ERRETHA?

(00:09:16) Jason Droege
English:

Well, yeah, so basically what Scour was was it was a multimedia search engine and then peer-to-peer file
sharing network. But what it was used for was finding free content. And at the time, the laws were on this
were pretty ambiguous because we weren't, mix tapes were legal, but this was like a hyperversion of that.
But we were eventually sued for a quarter of a trillion dollars. So I guess if you're going to experience
something that's potentially as life devastating as that, doing it when you're, | think we were 21 or 22 at
the time is the time to do it, but it was just this very cold splash of water about how the real world really
works, because the MBAA and the RAA were the ones who sued us, the entertainment industry sued us or
the associations that represent the entertainment industry, and then they settled it for $1 million.

FRCERIR:

i, B8 B L Scour BR— 1M ZEMARRSIE, BREMT ANAXHFHENS. BETERARIHEE
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(00:10:08) Jason Droege
English:

So we're like, "Wait, you wanted a quarter of a trillion dollars and then you settle for $1 million." And of
course they were just trying to drive us in a bankruptcy, drive us out of the market, and these are



established companies. So we're like, "If these guys don't have a playbook to follow, they just make up

numbers, then wow, how should we navigate the rest of our lives?"
R EIE:
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(00:10:28) Lenny Rachitsky
English:

Let's talk about Scale and this whole world of Al that you're in. This is the first interview that you're doing
since taking over CEO at Scale. I'm honored to have you here to talk through this stuff. This is also the first
interview you're doing since the whole Meta deal, which is very complicated, confused a lot of people. So
I'm just curious to hear the current state of Scale, what people should know. For example, what's your
relationship with Meta? What's your relationship with Alex? What is the current state of Scale?

FRCERIR:

JEFRAT%3% Scale LUIRARERRbEY Al R, XZ2/RIBSE Scale CEO LIRIZESHE—RXIF, REFZHZIFIRFE
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(00:10:55) Jason Droege
English:

Yeah, so Scale is a fully independent company. The transaction was Meta invested a little bit over $14
billion to get 49% of the company, non-voting stock, didn't take a new board seat. Alex fills the board
seat. So the board is the same, the governance is largely the same. There's no preferential access to
anything that Meta has. There's no preferential relationship. | mean, we've had a longstanding
relationship with Meta on the data side of the business for a long time and even on some business
development related things to maybe working on things in government together, et cetera. And so, those
might get bigger just as we're closer now, but there's nothing that prevents us from doing things with
other parties and they have no access to anything that they wouldn't have had otherwise. All the privacy
still in place, all the data security still in place that was there before.

FROCERIR:

2, Scale B—RFTEMIMAFE, BRRXZHIERNZ, MetaiRFET 140 ZZETTIRT T AT 49% HIR
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(00:11:47) Jason Droege

English:



And in fact, only about 15 people went over in the transaction. So Scale has about 1,100 employees or so
now, and we have two major businesses. Each of those businesses, each of them has hundreds of
millions of revenue. So we have two unicorns inside the company today that sustains. The business has
grown every month since the deal happened, which I've read, the reporting is not consistently reported.
We haven't talked about it, so this is part of getting the word out and we're excited to continue to build,
deliver data, and do what we did before.

FROCERIR:
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(00:12:20) Lenny Rachitsky
English:

So the company today, independent, its own company. Alex, just to be clear, he works at Meta now. He's
no longer at Scale.

FRSCERIF:
FRUAABMERIIN, SREHCHARE, Alex, A TERMIEN, tIITEE Meta T1E, AHB7E Scale 7,

(00:12:26) Jason Droege

English:

Yeah, that's right. Excuse me, | should have talked about that more.
FZERiE:

B, " 1K, HRANIZZR—R.

(00:12:30) Lenny Rachitsky
English:

| think that's really interesting. So basically, it was an investment. Some people left to join Meta, the
company continues, you're running the ship. Let's talk about this whole space that you guys essentially
pioneered, | don't know best way to call it, data labeling, training data, creating evals for labs. You guys
were at this before anyone even knew this was a thing. | know even Scale pivoted into this market from
other things. | think there was a bunch of stuff they tried with self-driving cars and all these things, and
then it's like, "Oh shit, Al labs need this data." One of the main stories I've been hearing is, and I've had a
bunch of CEOs from this space on the podcast, is that there's been this big shift from the way, from what
Scale had pioneered and had been doing for a long time, which is generalists, low-cost labor training.
From that to now, labs mostly need experts, lawyers, doctors, engineers doing training, writing evals,
things like that. I'm curious just what you're seeing, how that's impacting you guys, where you think
things are heading, what people should know about this whole market of data training data.

AR ERIE:
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(00:13:27) Jason Droege
English:

Yeah, totally. | think the current positioning out there from competitors is just bogus. So I'll start with that
and then maybe talk a little bit about, I'll explain what | mean by that in a second. But | think it's
important to just give 30 seconds on what the history of Scale is and what's the thread going back to
2016. So Alex had this insight in very early days that the important thing to models was data. And | think
he was 19 or 20 years old at the time as well. And so, he's like, "Okay, well what business would | create
around this?" And the business that he created around it was, okay, let's do labeling for autonomous
vehicles, because if you label the data that they have, the cars do better. And then, that wave turned into
the computer vision wave, which we have a relationship with the Department of Defense where we do
labeling for them, and that was in 2020.

AR ERIE:
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(00:14:21) Jason Droege
English:

And then, you move forward and the models have gotten better over this period of time. And so, as
models get better, they need different types of data. So we've constantly been adapting to the type of
data that models need to be successful. And so, then the gen Al wave hit, and this went through the moon
or to the moon. And so, as part of that, that industry is changing constantly too. So it is correct that when
the models came out two or three years ago, | mean we remember using them, they would hallucinate all
the time, they would get basic answers wrong, they didn't know which poem was better, this poem or
that poem. And that was the state of labeling a couple years ago. And things have changed quickly and
we've changed with it. And now the state for everyone, and we've been at the forefront of all of this, is
expert data labeling, more sophisticated tasks.

FRCERIR:
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(00:15:15) Jason Droege
English:

So to give you a sense of what the task was 18 months ago, I've been here about 13 months. So | was
interviewing and | remember seeing it. You would get a short story and it would say, "Is this short story
better than this short story?" And then you would edit it and be like, "Yeah, it would be better if it was
this," and you would give some preference ranking to it. It was pretty basic 18 months ago, and you had
the rise of some experts, but the models were so far behind that they needed just even the basic stuff
they needed. And now, you're at a point where a task is, one task is building an entire website by one of
the world's best web developers, or it is explaining some very nuanced topic on cancer to a model. And
these tasks now take hours of time and they require PhDs and professionals.

AR ERIE:
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(00:16:01) Jason Droege
English:

So to give you a stat to back this up, 80% of the people that we have on our expert network have a
bachelor's degree or greater, which is very contrary to some of the positioning that's out there and some
of the understanding of this industry. About 15% have a PhD that's greater, and we have PhDs on the
network earning significant amounts of money doing labeling, contributing their expertise to these
models. So we've been doing expert data labeling ever since the models need it. | mean, this game is
keeping in touch with the researchers, knowing what they need, coming up with ideas internally. In some
ways, we drove this because we were seeing that the models were not sufficient in more expert ways. And
so, we would go to the model builders and say, "Hey, we noticed that this is a problem. If you would like
to fix it, this cadre of experts can do that for you." So the counter positioning is out there, but | think
that's just what competitors say sometimes. It has nothing to do with reality.

FROCERIR:

IR NIRRT —R . B ERMETD 80% WARBFLHESF, XSIMFHN—EEMMNXMT
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(00:17:02) Lenny Rachitsky
English:

Okay. That was extremely interesting. So what I'm hearing is yes, there has been a big shift to labs need
more expert folks involved in training, labeling, writing evals. You guys are very aware of that and have



evolved with that. One of the, | don't know, allegations | guess in the market is that it's hard to find these
experts. So all these companies have their proprietary network of experts and how they find them. Is
there anything you could share about just how you guys go about that because that feels like the hardest
part is finding these experts and keeping them from other companies?

FRCERIR:
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(00:17:33) Jason Droege
English:

They are hard to find. You have to have many, many tactics. So we get, as you would expect, there's not
one way you do it. The largest way is that they refer each other because when you are enjoying what
you're doing and you are using your expertise to contribute to Al, which is pretty cool. If you're a PhD on
this pretty specific topic and you're using a model and you're frustrated that, oh, it doesn't interact with
me in the way that | want, this is a paid way to have an outlet for that and to make hundreds or thousands

of dollars doing that. And so, a lot of times they refer each other.
R EIE:

TR R, MOAMBRSRERE. WIRFIH, KERE—NGZE. REENHAREMRKES, ENSF
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(00:18:13) Jason Droege
English:

We also have campus programs where we will literally go onto the campus and talk to the professors, talk
to the students, ask about who would like to do this type of work. And then, of course, there's the more
traditional scaled ways of LinkedIn and places like that. But the best ones come from these grassroots
and referral networks. And the only way you get that is providing a great experience to these people,
because these people, they're doing it partly for money, but they're also doing it because they think that
their contribution to the Al models is important and interesting, and in many times it solves a problem for
them.

AR ERIE:
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(00:18:48) Lenny Rachitsky

English:



So something that I've been seeing on Twitter just this week as | was preparing for this is there's the
information headline. This came out and this mirrored something that Brendan from Workhorse said that
over time the entire economy is going to move towards just reinforcement learning and everyone's just
training Al is basically the jobs that will be left. Thoughts on that? Is that where you think things are
going? Is there another perspective?

FROCERIR:
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(00:19:12) Jason Droege
English:

Reinforcement learning is very important, and | think this is a broader comment about the move to
environments. There's these things called RL environments that effectively are sandboxes for Al agents to
play in to accomplish a goal so that they can learn how to accomplish that goal. We've been doing this for
over a year. So for example, you have a Salesforce instance. How does an Al agent navigate that instance?
That instance has data that it needs to recognize, it has configurations. Salesforce is a highly configurable
product. It has configurations, it needs to understand how to navigate. You're asking the agent to do a
business process that needs very high reliability, and then the agent needs to know, "Hey, if | can't
accomplish what I'm going to accomplish, or | think if there's a low accuracy of what I'm about to
accomplish, how do | pop it up to a human being for feedback so | can get guidance?"

FROCERIR:
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(00:20:08) Jason Droege
English:

All of those things need to be trained and there's no alchemy to it. You just have to put the Al agent in an
environment that represents what a human being would be doing. And you can imagine the number of
environments in the world and the number of goals within each environment is enormous. So the
question is, and the research that we have done over the past year to try to be a good partner to our
model builders, our model builder customers, is how generalizable is each individual task or each
individual environment. So if you imagine the world of environments of software systems, configurations,
data types, sizes, user counts, complexities, it's like the permutations are endless. So what you need is
you need a strategy that allows a lab to collect data that is generalizable enough across a broad spectrum
of use cases so that they don't have to collect 45 trillion combinations of what should the agent do in this
particular situation.

FRCERIR:



FrEXLERFRIL, XEFLKEFTAGER, MRFEEL A SEARE—MRINALREIRER, RETLL
PR, R ENFEREURES T FEFHNETEREREARN, FIUREET (XBEHNIE—FNTHA
REMEEZ PRI HFMBEVRR) . S NRMAVESSIFMEHIRIHE 1 (Generalizability) #Na? MNRIRAR
SUHRG. BEE. HERE. IR, BRYE. ERMIRRHR, HIAGREFTERN. FRUMREERN
MR, UREEEBWEE ZRTEEEBERMNSEE, XHEMIMABHN “BAEXME
EBRRTZMAA” EUWE 45 HIZMAS.

(00:21:20) Jason Droege
English:

So sometimes the work and the data is highly generalizable, and by generalizable | mean you have it
accomplished in a simple way. The task might be find the meeting on my calendar for my interview with
Lenny, and the agent goes and it looks through all my calendar and then it pops it out, very simple
example. That needs to be generalizable to any calendar search potentially or potentially any calendar
action. And the more generalizable it is, the more valuable the data is. So our job is to provide the most
valuable data to model builders that accomplishes the goal of making agents as useful as possible for
their end users.

FRCERIR:
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(00:22:03) Lenny Rachitsky
English:

| love that you've been sharing these examples of what this stuff is specifically that these people are
doing, the data you're providing to labs. So just to mirror back a few of the examples you've shared, one
is an engineer building a website, sharing the code essentially with the model. And here's how | would do
it. And in that example, is it just like here's the code or is it a recording of them building it? What is the
data?

AR ERIE:
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(00:22:30) Jason Droege
English:

It could be both. So in some cases, it's just the website and here's an example, and then they design it. In
some cases, it needs to be annotated in such a way that's like, | made this decision for this reason or this
decision for that reason, or here's how | would think about it. So it depends on what the model builders
are trying to accomplish. And so, it can get quite nuanced in terms of what they're trying to train on.

AR ERIE:



MEMBARE, EREBRT, REMEM—NRE, ARMIT#HTIR. ERERRT, FEURMA#H
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(00:22:54) Jason Droege
English:

So it's not like here's a website and then it's created doing websites. It's like, here's a website, here's why
I made this decision, here's why | didn't make this decision, or here's a broken website and here's why it's
broken if they're trying to accomplish, | don't know, a debugging tool for a website builder or something
like that.

FRCERIR:
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(00:23:09) Lenny Rachitsky
English:

Got it.

R EiE:

AR T,

(00:23:33) Jason Droege
English:

Absolutely. | can actually give you an example from, so we have two sides of our business. One, we supply
data to model builders. We sell the data, and then the other is we actually do solutions. We sell
applications and services to healthcare systems, insurance systems, et cetera. | actually think it would
paint a more colorful picture if | gave you an example of one of those because it involves data, but it
involves the use of data, the manipulation of data for a very, very specific goal. And so, one example there
is we work with a healthcare system and health systems have lots of problems. This particular healthcare
system has experts that see very rare cases on a regular basis. So you go there only if no one else can
figure out your problem, and there's a huge backlog. So there's a productivity element to this

implementation tier.
FROCERIR:
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(00:24:27) Jason Droege



English:

So there's a huge backlog. They want to be able to see more patients, they want to be able to provide
better care, and they want to prevent the number of revisits because they want to give the accurate
diagnosis day one and what the treatment should be. Well, to do this today without the help of Al, the
doctor really needs to read 200 to 300 pages of documentation and it's rolled into one document, but in
different formats. And so, if you're a doctor, how are you going to read 200 or 300 pages of everything? So
what they do is they do the best they can. They scan it, they ask a nurse to look at it, they ask maybe a
more junior doctor to take a look at this case. They want to treat the patient well, obviously this is why
they became a doctor. And then, they go into the room and they talk to the person and then they make a

diagnosis.
R EIE:

MERTE, MIFREREESRHA, RESEFHIFE, HFRDEDRER, EAMITEES —RKns HERR
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(00:25:14) Jason Droege
English:

Well, we basically built a tool that will read that document for them and point out the top 5 to 10 things
that they should take into consideration, either allergies that might not be obvious is one example where
we actually, we picked up on an allergy that a patient had that would not have been obvious from reading
the document and that allergy actually would've had a conflict with the medication that they were going
to be prescribed. And so, the Al tool basically pulled out this correlation that would've even been hard for
a human being to do. To make this tool better and better, you get to a certain limit with the models off the
shelf, and actually the people inside of this healthcare system have to do their own labeling.

AR ERIE:
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(00:25:54) Jason Droege
English:

So we talk about labeling for model builders, but we are starting to see the labeling move into enterprises
and into governments because you can only get so far with off the shelf plus rag plus some fine-tuning
based on recorded data. One thing people often miss about these systems is we assume because you
hear these numbers of like, "Oh, this bank in just 200 petabytes of data a year or whatever fantastical
number." What we miss is is that the right data? Which of that data is useful to the models? And most of it
is not useful. Some of it is, but a lot of what we do when we're talking about knowledge work, when we're
talking about making judgment is human judgment based on synthesizing how would this doctor in this
case or how would this banker in this case make this decision and how would they make decision in the
context of their overall enterprise? And that might be different bank to bank, healthcare system to



healthcare system, because of the culture, the objectives, the incentives, et cetera. And so, we're getting
to the point now where we see that digitizing judgment, human judgment, true subject matter, deep
expertise is becoming a bottleneck that we're unblocking for our customers.

AR ERIE:

FRUEMNBAERICHREMBEETE, BRENARBINFEFRENT EWMEAT, EANERBERMN
£ RAG (HOFIEREM) URBFIEREIEN—LMIA (Fine-tuning) , MREZEMRN. AMBEBRBRHN—R
B, HIREIRM “XRIBITEELIE 200 PB #HiE" ZRHRXHFH, RSB BIEMBIKRED? H
RLESENREER? KD ELEZH. BEEA, BIRMETIRTENMAIEN, REHREET
SZEMAEAR: XUEEFXURITRAXMMER TRUMAMRE? EENMEUER TS MAEEIRE?
BT, B HEIERR, FRNRITHETREZENERAETENE. FAURMNIAELRR, &
FIBTH. ASEHBRA . EIERTUERE T WRIRKRFA, ERA—TME, MBMEEATPITRX MR,

(00:27:05) Lenny Rachitsky
English:

That's really interesting. It's like the spectrum went from just low skill generous labor to experts to now
the specific expert at this one company who needs to do this work, this labeling.

AR ERIE:
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(00:27:16) Jason Droege
English:

Absolutely. | mean understanding what, there's this broad narrative. We have two narratives. We have the
AGl, everything is just going to become AGlI, and then there's the skeptics, which is like, "Hey, this is all
bunk, this is a bubble, et cetera." And of course, my view is most things are kind of like there's truth in
between and some of the extreme parts of the extreme probably correct, but the reality is is that it's very
hard to get machine critical use cases in agentic systems where agents are talking to agents to a level of
accuracy that is necessary to accomplish a goal. And one of the main issues is that a one document, think
about the problem of even understanding a document, a document that reads the exact same words in
company A will have a different meaning and importance in company B. So how do you have a system
that knows that? So this is all got to be built. So if you're going to make good decisions.

FROCERIR:
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(00:28:18) Lenny Rachitsky

English:



This is a good segue to this question that is always on people's minds when they look at companies like
yours and the other folks in the space is just how long do we need people to be doing this? At what point
will Al be smart enough to do it themselves? | know your incentives are to say we'll never run out of
people because it's aligned with your growth, but just how should we think about just why do we need
people, I don't know, in 10 years? How long do we need these experts telling Al things it doesn't know?

FROCERIR:
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(00:28:42) Jason Droege
English:

First off, the history of data labeling is a history of new beginnings. Autonomous vehicles do not need as
much data labeling as they did in the past. | mean, Scale is a company that believes that data will always
be important at the point at which you don't need external data, human data in models. | think we've
gotten to a level of advancement in the world that is almost like unfathomable because you're effectively
saying that no new human skill and no new human knowledge is important enough to put into these
models. That feels like pretty far out there. And so, for a business like ours, we're constantly looking at
how do you build operations that can constantly find the new needs and then work with the contributor
network we call the experts contributors to unearth that data, to unearth that information. And
sometimes it's new people, sometimes within our existing base we find that existing people have
expertise that we didn't know about that maybe wasn't useful to a model a year ago, but now is useful.

FRZERIE:
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(00:29:47) Jason Droege
English:

So this is a constant progression of getting more and more data into these models. Yes, we are financially
incentivized to believe that humans will always be in the loop, but that's not just a business belief, it is a
personal belief. These systems need to work for us, and if these systems work for us, then we will need to
be on the loop or in the loop on any of the decisions that these systems make. As to the broader point
around labor, which | think comes up around white collar apocalypse and these things that come up, I'm
definitely on the more maybe practical side of this, possibly just because of my nature, possibly because |
see what's going on on the ground actually in these customers where supposedly this transformation is
going to happen in the next one to two years. And | just think that it might happen. The space is moving
super fast, but I don't think it's going to happen.



AR ERIE:
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(00:30:39) Jason Droege
English:

It is definitely not going to happen in the next year. The idea that it happens in the next two years | think is
very far-fetched, but nothing's impossible here. And long-term, | think that if you go back through, | don't
know, pessimist archive or whatever, these accounts that post, the radio was invented and then all of this
will be eliminated. There will be change, but the change, | think humans are very good at adapting. So |
think what we're underestimating in all of the doom and gloom is we believe in human adaptability. We
as a company are highly adaptable and | think the history of technology has shown that people are
adaptable.

RS ERIE:
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(00:31:14) Lenny Rachitsky
English:

| really like that takeaway. I'm an optimist as well, so I'm always looking for reasons to be optimistic. |
want to follow that thread before | get there, something very tactical | want to ask about is evals seems to
be coming up a lot, especially with companies in your space. I'm still learning a lot about just what this all
is, especially in your market. How much of what you or experts are providing are evals versus other types
of data?
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(00:31:40) Jason Droege
English:

A lot of it's evals, and within enterprise customers and government customers, it's mostly evals because
somebody's got to establish the benchmark for what good looks like. That's the simple way to think
about evals. What does good look like and do you have a comprehensive set of evals so that the system
knows what good looks like? It's as simple as that.



AR ERIE:
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(00:32:00) Lenny Rachitsky
English:

So in the case maybe of the healthcare example you shared, essentially this doctor would be sitting there
looking at all these reports, creating evals that are like, this is what this should be discovering in this

report, in this record. Is that a way to think about it?
R EIE:
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(00:32:15) Jason Droege

English:

Yeah, that's a very big part of it, which is what does good look like?
R EE:

0, WEER—ED, B ABHIRERTA?

(00:32:19) Lenny Rachitsky
English:

Awesome, okay.

FEiE:

KRBT, .

(00:32:20) Jason Droege

English:

I have to reduce things down to simple terms.
R EE:

HIHBHEEE .

(00:32:24) Jason Droege
English:

| didn't intentionally use that word, but these are probabilistic systems and so depending upon... Yeah, so
| can get into some nuance here about the right types of problems that Al is good at solving. So if you



have a human process that is 10 or 20% accurate or 10 or 20% liked, Al is awesome. Because if you get to
50, 60, 70, 80% accurate, you're in the money, you're in the green, everybody's happy. Now, the system
then has to know, hey, for the remainder, how do | make sure that humans are involved for the remainder
of the decision making? But from a net value add standpoint, the humans are pumped in that scenario.

FRCERIR:

HABHERABMAN, EXLEEMERRL, FAUBURT 289, HALURNRN—T AHEKARAE)HZE
B, MRMRE-—TALRE, HERIKFIHEERE 10% 5 20%, BA Al BKET . HAMRIMEEAE
50%. 60%. 70%. 80% BYEMHZ, RFWET, AREF L. WE, RELAME: IF, NFFR TS,
BUARERALSSIFRRIVRERD? EMHEENAERE, ALXEEMER TRIFEHE,

(00:33:13) Jason Droege
English:

If you have a human process, a workflow that is 98% accurate, and you expect an Al system to get you the
remaining 2%, not totally there yet. And so, when | say what does good look like? A lot of the processes
and a lot of the things that people are asking these systems to do and systems for us to build are making
judgments on their behalf. And so, just like we would ask a human being, "Hey, what do you think we
should do in this scenario?" What you're looking for is you're looking for the best recommendation or

course of action given the current information.
R EIE:

MRMBE—NALRERTIER, EHEEZIAT) 98%, MIRIAE Al RAFEIRSTREITH 2%, AEFIEMR
Blo FRIAZIRE “MBAIRERT A" B, AMNERXERS (UREXRBRIWENRS) MHORSERE, H
SERARMINMEFE. MEEMNZE—TA R, MESEXMERTRINZEAN? 7 RIXPVEET
HRifE B4 MM RERINEITEI S o

(00:33:48) Lenny Rachitsky
English:

To you, this is so obvious and to people in your market that | think a lot of people think about Al being
trained on just here's a bunch of data, check it out, learn everything you can from all of human history
and all of written record. But what's wild is basically people are sitting around teaching Al things it
doesn't know, filling gaps. That's how Al is getting smarter now. There's no more real data for it to feed
on. It's just like, here's what | don't know, or here's what an expert found you're wrong. I'm going to teach
you this. And the fact that it scales and that's keeping models improving is so mind-boggling.

AR ERIE:

SRR ZIARE, XEMBL, EHRAARZSARES ANIIGRR “XEFEHE, ZFE, F5x
KAELFABENPEIER" . BERENE, BEESLEEAMNELE—EH A EFNENER, HITH. Xt
EOE A TERNS. ERREEZARMBEHEEE T, UER: "XBHRFMER , HE XEBER
RIREEIMTT, REHIRXA o MXMREBINEUHIFEOHRE, XEESAEUER.

(00:34:21) Jason Droege

English:



Yes. No, yeah, | agree. | mean, like with any of these major tech revolutions, the headlines tell one story
and then on the ground, laying broadband means you need to dig up every single road in America to lay
it. There is the, yeah, it's as simple as that. Someone's got to dig up the road or someone's got to run the
undersea cable. There's always some operational chiseling that's going on in all of these industries. |
mean, if you think about how magical these models are, they're remarkable that if you've been in
technology long enough, it blows my mind even today that they get the punctuation right consistently. |
mean, that sounds like almost daft to say at this point in the market, but if you were to go back three
years and think about that from a technological standpoint, a lot of things that we think are trivial now
are very sophisticated, and it's a combination of, | mean, the real answer is it's a combination of
computational power, model improvement, and data, and all three are getting better at once.

FRCERIR:

2H, RER. MEEMERRARES—1F, XFHEHNE—NEE, MEXRREME, WBKEHEEREMR
FEEAXENE 5K, MEXAEE: BSEEAZER, AEFAEZHRBRELS, EARMEXETI
d, SE-LIZEREN “BHAR T#H1T. IRMBEXEREEZHE, ElMHLIFRIE. NRIME
PHRRFEEBA, BMEESRK, ENERAN—ANTRFSKALZREIRG. FEMNHIMNE, i
XIEATREITERE R 8, EMRFEIZI=FR], MERAERZE, REZNADANHFEENERELERIE
BEZR, HIENERZE: XEitEEN. RESGANMUENE S, MX=&EHEREHT,

(00:35:25) Lenny Rachitsky
English:

Let's follow that thread. You've been at Scale for a long time, CEO for, you said, 13 months. | feel like you
see a lot more about where things are heading because you work with labs on things they haven't even
announced yet. You see more than most people, and | know there's only so much you can share about
what companies are doing, but just is there anything you think people don't truly grasp or understand
about where Al models are going to be in the next two, three years?

FRCERIR:

I FRAN TS E X MER, fF7E Scale FTRA, #BECEO 13 1MH. BEBMMRRKNERNEREERE, ENRS
SRESFLERLEHRRBNER, MEINLASHARZ, BNEXTAREEHNSEERESZNE
R, BRANXRTRER=FAIRENERE, B ARAIELEHEMENIERG?

(00:35:47) Jason Droege
English:

Look, there's so much talk. | think it depends on how much X or news you consume. So | think it's like
what sort of our perspective. The general trend right now is going from models knowing things to models
doing things. And we're pushing the boundaries of knowledge, like the benchmarks that we put out and
that others put out are showing that the knowledge that these models have is getting, it's quite robust.
And then, the next question becomes, well, what can it do for me? And as soon as you get into that world,
that's where the environments we were talking about start to come into play. How do you navigate a
Salesforce instance? How do you navigate a healthcare system? How do you navigate even a weather app
on your phone, and how does the agent make decisions for you?

AR ERIE:

IFE, WEEERS T, XEURTIRERT S0 X (845 SifiE. MERMNBIANRE, Bl GER 2R
M “HEEE BE “UER o RIEEEAMRNASR, B NMEMNEEAGENEENLER, X&



REBERNAIRETRIFERE, ETRNANERTAT . SEAHMAA? —BEHNIBMER, HINZF0E
B IR MARKIEERT . (RUIfAHRME Salesforce SLFI? (RIMAIRIEET R4? BEERIRUANRIEFIL
BRSNVA, UNEEEINAIAIRIERR?

(00:36:36) Jason Droege
English:

We're just getting into the beginning of that. It'll be very interesting to see how quickly that happens. And
| think that's where a lot of the speculation has a wide variance because we're at the beginning of it.
People take different trajectories on how that's going to improve. And so, if you take a trajectory of the
most aggressive trajectory, which is like, oh, it's actually going to be quite easy to train on these things,
and then it's just a change management exercise in the economy, which by the way, change management
exercises are not to be underestimated.

FROCERIR:

BIA NN, BEXAERESZRRFEEER. HIANAXMEBEATARZENEEEAZRNER, EXR
BINELAFESNE. AMIMNBHFREBEARRNTIS . MRIRKEREBHETFE, B Y XLERFEHL
RES , BAFRTHRREBEFTHH “BEEE” (Change management) %437, IRER—T, TEEE
HIBAB N,

(00:37:06) Jason Droege
English:

There's still people in the world without an email address. And so, the adoption curve then becomes a
human and policy issue, not a technological issue. We're not there from the technology standpoint, but |
do think in the next two to three years, if | take the bait and have to make a guess is the technology will
get to a point where it will push the change management and policy makers to say like, "Oh, what do we

do with this because it's getting pretty close?" That's probably two or three years away.
FZERiE:

R EMABANKEREFHIEMIL, Fit, RAMAMER T — P ALNBRFE, MAZRAR MR
AEE, RINERIB—F, BRHTIAAERRR=ZEARN (WNREFERBIVE), BRABTLKERRIXEFE—1H
T eERTEEREMBRAEER: B, RZEXHRAELN? BNEEBLKIFRERZE Te2H)
7o RARBEFEEM=FRIEEL,

(00:37:35) Lenny Rachitsky
English:

There's been a lot of talk these days about Al not delivering on the promise that we hear, especially at
enterprises. There's this MIT study that just showed that there's all these pilots that people are excited
about and then they don't work and companies aren't adopting these tools. There's data showing
engineers are not actually as productive with tools. It actually slows them down sometimes. You work
with a ton of companies implementing all kinds of Al. What are you seeing on the ground? What kind of
gains are you seeing? Do you feel like it's overhyped, underhyped?

AR ERIE:



BREEREXT AZRERIAENITIE, HFEEELR. REETFER (MIT) B—IHRETR, A&
MR B REME, BREEHARY, ARULKERAXETR, TEHIERA, ITRINMEAXETA
FERERFLERS, BRRMEIET. MERELHBEM Al WATEE, MERFEITHA? FREETHA
ERWE? RRFESRIEMET, EEWIRMET?

(00:38:03) Jason Droege
English:

There's a lot of hype out there, and our job is to actually build products that work, that deliver value for
our customers and figure out where the rubber hits the road. And to get a sophisticated, my healthcare
example is one, we do other sophisticated workflows, claims management for insurance companies. This
is a financial decision that's happening, but it's an automatable process. But basically what happens is
the POCs get to 60 or 70% of the way there, and the human mind goes, oh, the rest is no big deal. But it's
like uptime in data centers where every nine is an order of magnitude investment in terms of reliability,
backups, et cetera. One nine is basically a web server in a dorm room like we had at UCLA, and then five

nines is this crazy high bar, but it just seems like a very small movement.
R EIE:

SrEmKERZME, MEMNNIFREEMZEERNSm, AFFRENE, FRHEREIXER.
BEXMERNMIE (LLORENETHF, TERMNMHNEBERTER, IREARERER), PR
SR, BEER2—MAIEHLNEE. BERELRENERE: POC (BRIIE) ST 60% 3 70%, AXHMS
8 R, RTFHEDRAARTTE.” EXMEMIERONTELR, 85— 9" EAEM. EHFHEE
B TMELRE, — “9” EALMEHNE UCLA BE ERVAMH Web RS28, ™ “HEH9” NEREH
o, BEERIAZRRNBER,

(00:38:55) Jason Droege
English:

So you have a similar dynamic going on here where you have a bunch of people, one of the reasons why
the POCs have failed, one, there's a denominator effect because it's so easy to do, "Hey, | spun up a
project, | spun up a project, | spun up a project.”" So it's really easy for people to try. So | don't necessarily
know that the 95% number, | think is a bit of clickbait in a way. It tells the right story, but it is a little bit
hyperbolic because if you take the efforts that happen in the company where they actually get a quality
partner like we are, or if you do it yourself, if you have engineers who've worked with models before and
they put in the time, and I'm talking about months, not like minutes like you see in these videos to
actually get legal approval, policy approval, regulatory approval, change managements like an accuracy
that everybody's comfortable with. If you actually do that, these things take 6 to 12 months to get them
truly robust enough where an important process can be automated.

AR ERIE:

FRUXBHBAEEMNEE: POCKMHNERZ—2 ‘78NN , AAREXSZEEHHET, 18, ZAT
—PIE, XAT—THE” o AMIZREKRFESF. FIURHTHERD “95% KK HNRFE5EMH,
RIFREMIZE LARRITER. ERMRTEDERE, BEERT K. BANRMERLERERAS AT —
il T GRNZXESREN SN, HEBCSHTF, ILBREZENTRMRANE (FHHNZ/LTA,
MABISIEERIN/ L), ZRGEEME. BERIVE, BEHE, #TEFEEE, RERKEAHERER
R, IRMMENXAMT, XEFRAFE 6 2 12 MAF LTS EBEL, MMEREZRZNB K.



(00:40:00) Jason Droege
English:

So | think that's where the hype is right that when you do it, the impact is like, whoa, | never would've
figured that out myself, and I'm one of the most educated doctors in the world as an example. But the
time to get there is just longer than what people are selling.

FROCERIR:

FRUFIANAIERER Z AT T SRR, MEEKXRE, (REERT &, RFIERLZHBFTREERS
MWEEXZ—, BEHRUARTREN . ERZFBPEIRFAFENE, LEAHERNER,

ullf

(00:40:17) Lenny Rachitsky
English:

It's such a good point that it's not only is it easy to try these things, it's just like everyone's doing it so
everyone's feeling FOMO like, "I got to try these things. | got to try all these prototyping tools, Cursor, all
these things." Just goes, "Everyone's doing it," and then you just rush into it and it doesn't actually work
out.

AR ERIE:

EIMMRAXET . AMUBRANZHAXERARES, EENESTABMEMR, FAIUAAREHE FOMO (FEREE
iE), 518 “HEiitixe, siFENEREETA. Cursor ZER . ARNE “BEAARIBEM , AEH
AITRN, EREFHAEE,

(00:40:31) Jason Droege

English:

Easy to learn, hard to master. That's my summary.
R EE:

BEMENE. XMERHN S,

(00:40:36) Lenny Rachitsky
English:

This episode is brought to you by Mercury. I've been banking with Mercury for years, and honestly, | can't
imagine banking any other way at this point. | switched from Chase and holy moly, what a difference.
Sending wires, tracking spend, giving people on my team access to move money around so freaking easy.
Where most traditional banking websites and apps are clunky and hard to use, Mercury is meticulously
designed to be an intuitive and simple experience. And Mercury brings all the ways that you use money
into a single product, including credit cards, invoicing, bill pay, reimbursements for your teammates and
capital. Whether you're a funded tech startup looking for ways to pay contractors and earn yield on your
idle cash, or an agency that needs to invoice customers and keep them current, or an e-commerce brand
that needs to stay on top of cashflow and access capital, Mercury can be tailored to help your business
perform at its highest level. See what over 200,000 entrepreneurs love about Mercury. Visit mercury.com
to apply online in 10 minutes. Mercury is a FinTech, not a bank. Banking services provided through
Mercury's FDIC-insured partner banks. For more details, check out the show notes.



AR ERIE:

AETEH Mercury B8, R Mercury BNIRTTIRSELREZET, LW, RUELTIERBAHEMARL
BIRITIV S, M KIBRIT (Chase) BiIR, KM, EFNAKKT. KLAR. BEZH. ENEIMKREK, #
EEER, KEWERBITHMILFYBEBREREERR, M Mercury £ZFE03%1T, RETEMABEREHEK
¥, Mercury BMERRENMBEARESE— M mP, BIEEHRAF. RR. KEXZY. FIRENZRE
B, TRHRRIVEZMAAEFAXHERMNNEN TR ENMETVE AT, FRFEATFAAZEHFRSNER
NAIENAN, THEFTEEEMERFRNAERNEBERE, Mercury #eeNIRES EHI, IR SEIE
BEKF, BEEBE 20 AR WRAFALAERE Mercury, 408 mercury.com, 10 9 #EIRIE&HIE,
Mercury @—REMEHE AT, TREHE1T. RITARSH Mercury B9 FDIC AFRMNHERITIR M,

(00:41:44) Lenny Rachitsky
English:

Okay, let's move on from Al. This could be an endless discussion about Al, but you've got a lot more
lessons to teach us. You've helped build Uber Eats, you've had a couple startups in the past. We talked
about Scour for a bit. I've talked to a bunch of people that have worked with you over the years, and | got
a lot of really interesting insights into the stuff that you're extremely good at. So I'm just going to go
through a bunch of these. One is your obsession with being close to customers, talking to customers, and
| love this topic because it's something everybody thinks they're great at, and they feel like they
completely understand how this is important, why this is important. They all feel like I'm doing this, don't
worry about... Everyone else is not doing this, but | am. Talk about just what you think maybe people
miss about how this looks when you're doing it well, and just why this is so important.

AR ERIE:

7, IBATERBE Ale XTF AIBITIEAILUESER T, BIRERRZSZWATURL T (REBEILT
Uber Eats, IEBEI/LRIEIAE. BHAINAIT —=)L Scours HRINIRSXEFRSHFHEZHA,
RFETREXTMIREBERNFRHEBRME, BRHE—7%, BEEMUMEEF. SEPXRIAE. &K
ERXXMER, AASTABREGECAXSAMFRY, TTECE2ERXASERE. MTAEE, i)
WIS “HEMXAEE, FHEO--FINEM, BRMT” o WRIHANANEBFFIAERSBIRTA, U
RAFAXMEEE.

(00:42:33) Jason Droege
English:

I mean, | probably fall in the category of what you just described, which is maybe part of the hubris you
need to start anything new. But | mean, | don't think it's a clean process. | think my process is I'm
constantly questioning every single thing that I'm hearing at the beginning of anything. | don't take what
a customer says literally. And there's been a lot talked about on this topic from a product management
standpoint in terms of like, oh, don't do what they say, do what they mean, and look at the real problems
and underlying things. | think the way that | look at it that might be additive to the discussion is | look at
the underlying incentives of the customer. And the underlying incentives of customers are not always

financial. Sometimes it's ego, sometimes it's career growth.
R EE:

HRBIATRE R TIRRIA SRR RN, XMIFRHBEMHTEVFMENHIEN—ED. ERHEZE, BF
IWARB— M TFEFENTRE. RNIER: EEASEEFGR, IRBERMRERAFNE—4F. BF=
FEHEEREARNE, TraEERME, XTFTXMEEELBRZITICT, il “FERMMIRA, Ei



HMNEERER” , Uk “BFEEXNANENKEZE" . HINAEEFZ ARG AT ITICHEF
7, BAE: BMREFNKEHMAE (Incentives) . EFMKEHMHAEEMS LR, BRNEEED,
BRI A,

(00:43:24) Jason Droege
English:

If you're selling enterprise software to someone, there's an executive sponsor as an example, that person
needs to trust that you're going to do a good job for them. How do you get them to jump with you on this
big project? Well, that's part of the journey of not just the product, but what do they need to hear from
us? What do we need to supply them? What do we need to do to actually unlock the opportunity to
implement the product? So | think there's an incentives alignment baseline. I'm a big believer that it's
cliche, but show me the incentive and I'll show you the outcome. | think that's absolutely true. And even
when customers will tell you things, I'll give you an example. I've been out of the game for a while so | can
be open about it, Uber Eats.

AR ERIE:

MRFEAEAHEER WG, tbinE—MITEBIA (Executive sponsor) , BN AZEMEE R AMITHEF
T ALt IEEMFE—ER S TXIAMB? XA NE~mNRE, E6E: MIEEMNKRITXER
BftA? BRINNFEAMINEHRAA? BRIFEBH AT EBEEABEM~™RINS? FIUIRIAAET— I mX
FHEE, WRAGEHUEE (BRAEAMKREGRE) : “AEREHMNG, EMELIREER.” HIANXBEIIE
. BIMERPHIFM—LEE, RAMFRENFIFE, RELBABNTH—ERETE T, PRI IAFIKL:
Uber Eats,

(00:44:06) Jason Droege
English:

So when we launched Uber Eats, | looked at the business in terms of being close to the customer. We
actually couldn't get a restaurant tour. | knew nothing about this industry. So at Uber, my job was to
figure out what other businesses we should get into. And so, we looked at a billion businesses and Uber
Eats, food delivery was the one that we thought was most interesting, which turned out to be right so
good for us.

AR ERIE:

HIATE5 Uber Eats B, FMMIEEFNAREREN T XTIV SE, ML ELEMBRIETER. HIXD
Tdk—FFrH, 7 Uber, M TIERFBRBIMINZSHNPLEEMIV S5, BATHART T DU, Uber Eats
(Shs=ECx) BENVANREBEN, FIERRIBENT, XHHENBEF,

(00:44:26) Lenny Rachitsky
English:

Very right.

R ERE:

FEEH.



(00:44:28) Jason Droege
English:

And we couldn't get a restaurant tour to help us understand their unit economics. And they'd say like,
"Oh, it'd be this percentage or that percentage, or Why do you want to know?" And then we'd go to a
different restaurant tour and they would explain it, but they were a little suspicious of why are these Uber
guys talking to me about how much my ham costs? And so, what we did is we ordered just a bunch of
food from these places, and then we got a restaurant supplier to give us a base catalog, and we just
matched up how much does the ham weigh? How much does the cheese weigh? How much does the
bread weigh? How many pieces of lettuce were on there? And we tried to actually just compose our own
independent view of what's the ingredients cost versus what's the labor cost? And then, we triangulated
what was our ground truth, and then what are we being told by restaurant tours, and then what is the site
guys telling us about restaurant economics?

AR ERIE:

AT AR BT ERRE RN IRFE MR RALFEE (Uniteconomics). fifilxin: “H, A#EXT
BALLEBINEDLL, MATAER? * ARKNERS—1TER, MNSHER—T, EMIIERIFEE: At
AXEE Uber BIRINEIRBOXTLBIARESZ DE? T2, RIMIBVE: MXEMGITT —AERY), AT —X
BTHNBAEN—HEMBER, RIMNZ-3: KESZE? IRZE? BESE? LEAZVRER? i)
HEMZECRINAA: BMEREEZLD, AIRARZLD? ARFNMNBERHNN “HMEEME" (Ground
truth) . BTERSFRNVAR, URINAXRFETEFRFIYEEIT=ARM.

(00:45:16) Jason Droege
English:

And if those things all overlapped, and we're like, okay, we have an insight about what to do here and
how does this relate to Uber Eats? Well, what we found as part of this is that roughly a restaurant pays 20
to 30% of every meal to ingredients, and they pay roughly 20 or 30% to labor, and they pay roughly 10%
to real estate and a bunch of other, anyway, so goes down the chain. But the important parts is what's the
value of incrementality? And so, we came in and we said, "We're going to charge you 30% of the bill." And
they were like, "Oh my God, is this group on all over again? This is way too high. Oh my gosh." And we
explained the economics to them and they were like, "Okay, we'll give it a try, but this is way too high."
And they were right, the real number, the real clearing prices aren't 25%, but we weren't that far off. And
so, when you go to find product market fit or be close to the customers, it's a combination of what's the
most valuable thing. Well, in a restaurant tours case, give me incremental demand. Because if you were to
take a restaurant location and triple demand based on the same labor but you're just scaling ingredients,
you've got a 70, 80% incremental gross margin product.

FRZERIE:

MBEXERAESTT, HMNMRET: iF, FNWFTEMAABETHE. XM Uber Eats Bt AXR? Tk
WM, BTEWIRAKLZMT 20% 5 30% B9BRAEE, 20% 3§ 30% WA TLE, 10% WEHEEE, BXBET: 1§
£ (Incrementality) IMERMA? FREMHER: “HNZWIMKPER 30%,.” f15: “TRXH, XE
Groupon BBEM? XXET.” FKMAMIIAERETEFREE, MilR: “9E, HMLK, EXENKST.”
12X, ERBENEHRRE 25%, ERNBF/ERT. L, SMRILFmhziic (PMF) G
FRE, RORKRESRENENFRA. HETERRYE, SENENRE “ARIEEFR" . ANNRIMREL—
TMERTEAIFAZNBERATERB=F, RZ2ENTBMRN, BAMRMRET —MEEEFRIKE 70%.
80% HY™ amo



(00:46:27) Jason Droege
English:

Restaurant tours would hate when we would say this because it doesn't work out exactly like that in
reality. But because we had that insight, we had confidence that we could go to market with, we need to
charge you this so that the delivery fee can be that. And then, if the delivery fee is that and we charge you
this, then we think the consumers will adopt, and that's what you need to get your incremental demand,
and then we could pay the driver this. And so, you fit this whole puzzle together without totally satisfying,
in the case of a marketplace, you're not totally satisfying any individuals 100% of their needs. What you're
satisfying is is you're getting a clearing rate for them to participate in the market in the case of a
marketplace. So that's one example.

FROCERIR:

BTERNRENZX AR, HARKPHAT2EHE. EERNETHRNEE, RINNFEEOHERTE: &
MNFBWRIFX A4S, XFEERAEEEB DK, NREEFZINKTE, MENBIMEAZ, BBAA]
INWHBESRA, XMESRRGEERTRAFN, ARRINEUTUSLENXAZ R L, (RMBENHEH
TET7 i, MEAETERRE (ENATZHNERT) EEDA 100% WFEK. RAEENZ: RAMITRMET—
T EEHHREER, XME—10F.

(00:47:07) Lenny Rachitsky
English:

Yeah. | love this example as you almost you figure out how to help them with something they don't even
fully themselves know yet. So as you think through their goals for them as if you were them, break down
the economics and then here's the solution versus, hey, what can we do for you guys?

FRZERIE:

Bl HERXMIF, HAMRLFREMIFER T — LB X RTE2RIREINER. (RIGTEMIINEA
EREMINBR, HFEREFTRE, ARGHERAGR, MAZR 1R, BAIEARIIERHFA?”

(00:47:25) Jason Droege
English:

Yeah. | mean, if you walked into a restaurant, they would tell you a bunch of things. They would say, "Oh,
labor schedule is an issue." They would say, "My rent is an issue." They would say, "All these, my
ingredients prices are an issue, that's 20 or 30%." If you could shave off 3% of that, that would be huge.
You might then take that and go, "I'm going to go build a business. It's going to save you 10% of your
ingredients costs." Well, but that doesn't actually get into their head on what's truly important day-to-
day. That might be important for them on an annual basis, but on a daily basis, what are they doing?
They're looking at their numbers, they're looking do people show up. Did | make money yesterday? Am |
going to make money tomorrow? So the urgency, | think the biggest thing people miss when they're
building new products is the urgency of the buyer part of it. You can build something that provides a lot of
value, but if it's not the top thing that the customer is thinking about in their busy days, then you're just
going to have a long road to a small town.

AR ERIE:

B, MRMEA—RET, MIHFR—IES M= "B, HIRNEUE.” “FEENENE.” ‘]
MM NEE, 57 20% 2 30%,” MRIREFHEMINIET 3%, BEEERN, MAIESELE: “KEBEEX



gk, FERTE 10% NBRMAE.” EXFHKEREMRRMIBERXONARA. BrIENEELERE

2, BESXMIESEMta? wiIEENF, EELREALH. XMW TIE? BEXREWED? L, BiAN

Aﬂ]T‘*’JL%F‘unET’”%B’Jrk REXRY ‘BB . MAUMBR—IMMEEREANENKRA, EORER
EFEILRN—RPRABEINER, BAMRIBEE—FETNEOKE (F[EHF).

(00:48:19) Lenny Rachitsky
English:

This touches on just the theme | heard a lot about, this idea of independent thinking and how much you
value that, and this feels like a really good example of that. Is there anything else along those lines of just
why this way of thinking is so critical?

FRCERIR:

XK T HREBNEN—TEH, B “MIBE" ULMRNIENENREE, XEREME—MRIFHHF. XTF
A AXMBLES MK, EHFATEE?

(00:48:30) Jason Droege
English:

| think as a founder's job, and | mean | stretched that term because at Uber we had all of the benefits of
Uber so | wasn't really a founder. | just started the business there. But there are some elements of
founding there is you're looking for alpha in the market. When we started our first company in '97, it
wasn't that cool. It might've been cool in Silicon Valley, but it was definitely not cool in LA. Now, it's super
cool to start a business. So as a result, everyone's trying everything. So how do you get alpha on that
market. If your research is highly influenced by what the world is saying around you, you're not going to
have an independent insight. You have to go off and do your own thing.

AR ERIE:

FIARERIB AR T (Bl KT XMAER, FANTE Uber JZ1=H Uber WFFBEHEIR, FIUBHTEER
ERRIIRA, RREEBERHTIS), EEPHIEEEIBANESR, BMREIHHZPH “BHKE"
(Alpha)o HIA] 97 FRIDE—RARN, SIHRES EHEHATERE, EERCIENTE. WE, e
BEE, ERME, STABEZRAEHE, BAMMAEXNTHZIRE Alpha? NRIREVHAFRRZ FEH ST
SIRHIRN, RMASERINIE. MOIELE, MIfESHNER.

(00:49:14) Jason Droege
English:

And this is why from an entrepreneurship standpoint, | have very strong feelings about what the
approach to founding a company should be and is probably very particular to me. But it truly is about
what insight do | have, because why am | so lucky to have this insight? Why in a world of a million
entrepreneurs who are thinking, who are smart, who are trying everything, why am I in the position
where [ likely have an insight that others do not? And then, why am | the one to do it?

FROCERIR:

EMBATAMEILNAERE, BRMNIDARNGEZEEEERINNEL, XTENERHERFH. EX
HRSEXT: BREHAREE? ATARNL=EEAEIMER? EXF—MRBHREHER. ERE. BT



SRBEHEYRCILENHERE, ATARELT I ARABMAFRTASNERONMUE? AT, A4
HEBNEMXHEHIAN?

(00:49:46) Jason Droege
English:

And the answer might be I'm in this narrow, far-flung place. The other answer might be, | am inherently a
contrarian personality type, so I'm just constantly looking for the thing that's true that people don't
believe is true, which sometimes worked. But then, the second part of that's super important, which is
why do | want to work on this problem for 5 to 10 years? And people get this wrong all the time. They go
and talk to a customer and they go, "They have a problem. I'm going to go solve it." And it's just not a
great way to start a business. You really have to have this burning desire to constantly be questioning
yourself.

FROCERIR:

ERFAERRATXNEE. RZHMS. Z—IERTRRBEREEBER D4 (Contrarian) BIAMRE
B, MUE—EEIFHBEAERFREEAIFEENER, XENREN. EF_HFDBREE, B2 H
FABBEXNEF LR 5 E 10 F£? AIZ2BHEX—R. WENFEFY, ARR: “MNENEIE, &
BEBRE,” ZHAZCIWHGFSGE, MERNSAE—MERIIBEE, A FHREEC.

(00:50:20) Jason Droege
English:

The other thing about independent thinking is is that you can't fall in love with your ideas. And | do not
proclaim to be the world's greatest thinker for what it's worth, this is what you've been told, but is just
part of that is basically throwing away who you are, who you've been, all your ideas for the mission that

you're on, which is trying to accomplish something for our customer.
FEiE:

MIBENS—EZE, MTEELECHRE ZATEPRNER LERFRANEBER, FENANEASTIFE,
XHEPN—EOHEKE: ATIRFAAEBRES BIAZFEREE), B4R LEMFREE. I EREURMR
FrEREEE X,

(00:50:43) Lenny Rachitsky
English:

This is great. I'm glad you went here. This touches on the other theme | heard often about you is just how
high of a bar you set for new businesses. And | think this advice is useful both for founders, as you said,
and also people starting companies within companies, new business lines. So you've talked about this a
bit already, but is there anything more there, just how high that bar needs to be for it to likely work out
when you're starting something new?

FRCERIR:

AET, REXMKEIXE, XK TREBENFOXTROS—PEE, BRI SIRENIREIFE S,
HIANXFRNEIIBA GORFIR) URERBRBEILSELHARRER. (RELKRET L, BX
F “HIRFRMEYR, TEREESEZSSARERTUERY , T AHRER?



(00:51:07) Jason Droege
English:

Look, if you want to give yourself the best chance, and this isn't always how it works, but if you're in my
position 25 plus years in their career, if you want to give yourself the best chance, | think there's two ways
that companies end up working out. And the first way, which is probably the most important, quite
frankly, is that the founder is just a force of nature over a long duration of time. Because you're going to
have to pivot, you have to have that energy to pivot. You have to go years and years and years with it
being hard, and that's probably the most important thing.

AR ERIE:

s, SNRMFELESREFNNE (RAMEHALSZML, BMRIRGE L FIRUAE 25 F L ERIM
), HUARBELRWERHAR. AN, EXMETTEREEREEN, MRIBARSERK N
BAmME—R “BAZ7" (Force of nature) o EANRMMFELE, MOMBRENES, MOATTRENIFER
PEF—FEX—F, XAEEREEN.

(00:51:36) Jason Droege
English:

But the second most important thing is that you can easily educate yourself on what are good business
models, what are bad business models, what are good markets, what are bad markets? And even if you're
this force of nature, having the knowledge, if you're going to go into a bad market with all your energy,
you should at least know, maybe ignorance is bliss because you just throw yourself into it and it just
works out with time. But that's not how | would operate, which is marketplaces are good businesses.
Saas, at least historically, we'll see how this changes, but SaaS, historically, great businesses, recurring

revenue businesses, sticky businesses, network effect businesses.
FhCERIE:

BEZEENEEE, FMAURESMFEIFTARKFNELER, FARFELER, tARFNSH,
AR, BMETRE—RERZH, IRFRELE OGN —NMERNTE, REDRZFEX—R. tBiF
T2/, RAREZEESGHEDP, MENENERERR T . ERF2ENEELSR. BENARZE: WaHH
(Marketplaces) B3, SaaS (BELVMBELE, EARABRELE) 2FEANLS, BEEMBALS. &
FEMEAL S5, LRI 550

(00:52:12) Jason Droege
English:

And if you look at what the top VCs invest in, yes, there is a lot of portfolio building, but there are
similarities in terms of the types of business models that they believe could be worth tens of billions of
dollars. And they have network effects, they have lock-in. They are more valuable at scale, a big scale
than low scale. So if you just take a filter on a new business, this is what | did at Uber, which is like if you
just have a filtering mechanism on a new business, it doesn't take that long to eliminate the bad ideas.
And then, of what's left, you can pick, oh, I'm very passionate about this, even though it might have more
problems than this other thing that on paper looks better. And then, you have to have passionate about
it. But | think people just miss a basic understanding of what businesses even have a chance of being
worth $100 billion.

FROCERIR:



MRMBBEMENRKENTE, B8, RABRSKRIAGHWE, EEMITIANAENERBZETHEL
RALBFEEERMN 2L, ENEEMERE, BAEMEMN. ENEANENLL R EENE. Fr
B, SORIRASHLSSigE—NidiEsd (XFEIKTE Uber FREEY) , HIFMERERHATERKEE, ARER
THERH, RATLSNGE: B, ZRNXPIFEEHE, RECAHEES T HRELEERBFNFAEEES
BEf,” ARMRBANETHRF. ERINAAMNRABRZX “TaspylSAENENE 1000 2E7T7 B9E
AIRRR

(00:53:04) Lenny Rachitsky
English:

So you launched Uber Eats, you figured out this is the place to go and bet. As an outsider, feels obvious, of
course this is going to be a massive success. Of course, food delivery, such a good idea. | know you looked
at a ton of ideas in that process. Can you just talk about what you explored and why you ended up picking
Uber Eats?

AR ERIE:

FRLUREEhT Uber Eats, fRIAEXZEERS FENMA, EA—1TBEIN, XEEXEMZN: SAXREUSE
KN, INERREBNTFER. HAEMEBMNIERART KEWE L, REERKRFRERELIHA, UK
AEREEIRT Uber Eats 137?

(00:53:23) Jason Droege
English:

I am definitely not the smartest person in the room when it comes to figuring these things out. And so, |
keep a very, very wide aperture on ideas for as long as | can until I'm like, okay, everything is coalescing.
And | think there's a bunch of reasons why you have to keep an open aperture on considering ideas that
might seem bad at the start, but you just keep digging and see if you're right that they're bad or you're
wrong. So just as a general philosophical principle, I'll start there. We looked at, we did some crazy stuff. |
went walking around San Francisco one day and | looked down Market Street and there was a CVS, a 7-
Eleven, a CVS, a Walgreens, a 7-Eleven, and I'm like, "How many SKUs could possibly be inside one of
these things that people want and couldn't you just put that into a van and you hit the button on the van
and the van comes around and you get whatever convenience items you have, and they're convenience

items, so why would that be a problem?"
R EIE:

EFERXEREAIE, RENAZEEERIEANA, FRIUFRR AT A MERIFIERE F AN
T, HIRXE 9, —UBELER" . BAAERZERILRSARIARNOSEZ EBLEENEERE
FERERVAROE, IRRABAREIZHE, BEEMIANEITREREXNERE. MUMER— I EEBNEFRN, FHITEMX
BHIE. HINARE—LRIENKRA, §—RKERETASWLEP, FEWHHE (Market Street), BEE—R
CVS. —X 7-Eleven. —Z CVS. —X Walgreens. —= 7-Eleven, #18: “XLEERIREZLANTEEDN
SKU (EETFE1I) ? BEFREIBENRUA—MHEER, MZ— T, BEMAIR, FREZIREENER
m? BRAREN R, XRBMHAREREG? ”

(00:54:14) Jason Droege

English:



And we launched that in DC. We put 10 of these trucks on the road, we put 250 SKUs in them. And | mean,
crickets is an understatement of how bad it was. | mean, we couldn't get an order to save our lives. And
what we realized was that we hadn't really done the research on what convenience stores really were. It
was if you didn't have cigarettes, you didn't have beer, you didn't have Slurpees, you didn't have these
things, for example, you didn't bring people in to sell all the other things. So we didn't know anything
about retail. We were clueless. So that's one idea. We looked at grocery, but honestly the unit economics
just terrified me of all the pick packing and everything like that. | think Instacart did a remarkably good
job at getting the unit economics to a good spot and probably the hardest operational problem you could
tackle.

AR ERIE:

BATEERTSXER 7T XMNHE. 1Lk 10 MXFNGE LR, SWERT 250 1 SKU. £ER, “TAR
2 HARULAEEZEE. RINEBE—2HZFRE, HRNERD, RINHLKEEERRENEIREMN
%o SIRMREBER. 2BEWHE. REBFRK (Slurpees), fREAFTERSIANTEHE, HMELMITEMARRE,
BITNEZE—TFA, T2 XREA—NMEE, HNEARIHREEE (Grocery) , {BIBRM,
DHEEEZ LN PFHEFEEILRBIIRE, FKINA Instacart TEFRFEFIRL AT RIPRESHEMSIES
s, XAIRERIREEN M BRI E R,

(00:54:56) Jason Droege
English:

We did generalized delivery, point to point delivery, what's now, | forget what Uber's product is called,
but Uber Direct | think it's called, where you have something that needs to go point to point in a city. That
was a flop from the beginning because the truth is is how consumers don't really have this need, business
sort of have this need, and in 2014 when we were doing this, no one had this need. But we tried 15
versions of all these things before we eventually just said, "Okay, the food delivery thing is just popping
off on all signals and we can make the unit economics work. People seem to want it. It's a super cool
problem because we can enable independent restaurants with all these tools and allow them to compete
with the big guys. We can take the real estate out of the equation. So you can have a real estate location
that's non-prime, but if you have prime food, then you get to compete." So we're like, "Oh, this is a very
interesting problem and we can really help local economies."

FRZERIE:

N EBSBRECE. =3 RECE, FBIAE Uber M Uber Direct BIARTda, BIFEMM RILARFM A RIxE
B s BM—FIERERNEAMK, RAELBEBEHEEXMER, RIFIgEE, 87 2014 EHRINHXHEE
B, BAEXMER, ERAREMINEZRT, KNZHATXERFEN 15 MrA. REFHINE:  “FE, ML
FeXTEFME(ES L8ERL, MABRITILULRAZFELMB, AMNFEEEE, XE2—MBRENRH,
RAZNATUBXLET AWM ET, iLtHIESAAERES. HNTTLUBIEMERRZHBRE BIER
BN R ESMEE, EREMRNEBYIR—RN, RMEESE5RES.” FURINSE: ‘B, XR— 1 FEE8
B9, FATA] LB IERR) YT,

(00:55:49) Lenny Rachitsky
English:

And this ended up being, if | remember correctly, this basically saved Uber during COVID. Lyft didn't have
something like this. And how big is this business at this point? Anything you share about just how
important this turned out to be for Uber?



AR ERIE:

MRFGICHEE, XRAZERBHEEARIEKT Uber, Lyft sUSEXEN S, XMW SMEMETLZK?
KT e Uber NEEM, B®BEFARUDERNG?

(00:56:02) Jason Droege
English:

Yeah, of course. Well, we launched it in December of 2015 in Toronto and within two hours we had done
$20,000 for the sales. It was crazy how quickly we saw that it was the right idea and the unit economics
were good. And then, four and a half years later, | was at Uber for about six years, but it took us about a
year and a half to figure this out. Four and a half years later, it was about $20 billion. So it was 0 to 20
billion in four and a half years, which is pretty good. Uber was very good at scaling things, but
competitive market. Others did well. We beat a lot of people. Some people beat us. And then, now I think
it's pushing 80 billion, and that's been for another four and a half years since I left. | think COVID turned it
from 20, | left right before COVID, total coincidence, 20 to 50 in a year. So | mean, ride-sharing went this
and food delivery just went to Pluto.

AR ERIE:

BHY, S HNE2015F 12 BEZRZEEHTE, MNNRAEEIMMEERT 2 5%T. HIEEPRER
AXE—NEMNEE, MESRLSFEERIF. IE Uber T T ARLORE, BEINET —FFAFEEXD
MEFE, SRIMIRAERI T 200 27T, FMUAERWEFEFAM 0 1EKE 200 12, XBZHFHE, UberﬂF.%?Ek
MR, EmZRSRHI. EUABHMIRE. RNEMTRSZA, BEATZNT RN RERBEEER
80012, XRERBARMNX —MEFFELIMB, HIANBBEILEE—FAM 20012/ T 500 12, HKEHE
BERIYBEAN, ARITE. 22, MAFEISUNEANRE, MIMEEEER R TEEE,

(00:56:52) Lenny Rachitsky
English:

What luck. Well done.

R EIE:

BSEMf. HEFE=.

(00:56:55) Jason Droege
English:

Luck is part of the game. That's the other thing that's important to realize. Luck is part of the game, so do
not begrudge people for luck. This industry is hard. All these things we're doing are really, really hard.
Luck is just part of the game.

FRSCERIF:
BREEREN—I9D, XREIRIX—SREENS—HE, BREFEN—5, FAUREERPSI AT
im, XMTIRME, FAMHMFIEXEREHIERIEER, ERMIBILH—2BD

(00:57:08) Lenny Rachitsky



English:

Maybe speaking that maybe not. One of your colleagues, Stephen Chau, who | am an investor in his new
company, he worked with you at Uber Eats for a long time. He told me to ask you about the McDonald's
story. | imagine that was just a big milestone, a big moment enough for you guys. So why'd you decide
put McDonald's in Uber Eats and there's apparently a story of how you won that deal.

FRCERIR:

HiFRIiES, HWiFRR. R—IIEZE Stephen Chau (RE2MFHATIMKREE), METE Uber Eats 5RHEE
RA. fitFKim AR FELUFHRE, BBEEFRMIERE2—NEANERRE, NTAMREEZLHFSIAN
Uber Eats? iR X FRINIARSHER ZIEE — 1 HE,

(00:57:27) Jason Droege
English:

So it was interesting, and this just goes to maybe where sometimes ignorance leads you to accidentally
the right answer. So we had launched Uber Eats and Uber had a global footprint and we were the only
food delivery network with a global footprint excluding China. Everything at Uber needed to be launched
globally. That was a very big part of the culture, et cetera, which is a lot of work and you can spread
yourself too thin and cause other problems. But in this way it was good. My vision was, okay, let's help the
little guy compete with all these chains. They have these systematized food systems and food is what
makes a city amazing. And no one talks about the chain restaurant that they visited in Paris. They talk
about the local place that they found and let's be part of that. That's who we want to be.

AR ERIE:

XREE, XIEFHBTERNTNSILREIMBSRERESR. HITBET Uber Eats, i Uber B EIKE
i, HNZHRPEUINE—AELIKETINERS, 7 Uber, FREFRBEHFEERETECEEREL, BEXK
PEEEEN—HD, BARAIFEERKX, ARIILMBENOBHASHEMDE. EEXIMERT, E=2HH
F, HHOBRZ: 18, ILFHNFE N BREXEEWERF. EHEBRFAUNRRER, ERYVA EiLE

TRAFTHERERE. RAZKICMITEEREINENET, ITKBECHRMINAZIAZNE, FITBN
Heppy—#857, BRRIARIE L

(00:58:17) Jason Droege
English:

And McDonald's actually approached us and they said, "Hey, we'd love to do food delivery with you." And
| said, "No." And they're like, "Hold on a second. We have 80 million consumers a day. You don't want to
do this together?" I'm like, "It's not really our vibe right now." And so, | pushed them off for four or five
months until my team is like, "You're insane. These people are going to put marketing behind it. They
really want to do this. They want to lean in." So we actually had, because of that, | think it's hard to
correlate these things, we ended up with this exclusive relationship with them, got an insane number of
customers of... Chains at this point actually weren't really on food delivery networks because everybody
was so worried about the unit economics, because they're so sensitive to the basket size.

FROCERIR:

ZYFHEHLERHIRAT, R TR, BAVEMMRIIGEISE" R “F7 iR “F—T, &IMNEX
£ 8000 HiHHEE, MMAREMEE? ” . “XAXTEHNAEEN” FTREEREETMINIEANE, B
BIFRBEPAG: IR T . XEASRAEHEAR, MIENREMEXT, BeLit.” FRIAKERE, ERA



it (BARBRXEZR/ZEEOAKR), BMRESHNBLTRREEXR, KR THRABMENE.
YREHERERHKBEEEFHFANINENE, AAARBIEELOBEZFIRE, RAERHENZEMN (Basket
size) IFEHE.

(00:59:00) Jason Droege
English:

And my approach was like, eh, figure it out, which is a very Uber culture thing. Okay, the basket's $17, it's
our job to make that work, reduce the radius on the delivery, figure out the economics, maybe mark up
some of the food someplace. There's always a way to figure it out. So we did it and then three months
later the business just started hockey sticking again at a different level. And my team is just like, "Dude,
you were so stubborn on this point," but I think it actually ended up being in net benefit because we got a
great deal with them.

FROCERIR:

MEMGER: W, BERRE” , XIFERTE Uber (I, 1B, BEME 17 E7T, HNNIIErZE
ILERE: SNEEFRE. HTELFXK. BFEREMGRE—RBYNK. SENERRE. TR
T, Z7AR, USNFBRUS—MKFEE “HEKRE UEK. ROEMRIR: i, FEXR EXER
7o' BRINAXEEHRT AW E, RAFRNIMMINREE T —EIFEFEI3 5.

(00:59:34) Lenny Rachitsky

English:

So the fact that you pushed him out helped you get a better deal is what I'm hearing. That's amazing.
R EE:

FRAIRIAZIRYZE, (RIEMAEIMERMBIRER T —EEHFHIRH. KHEF T

(00:59:37) Jason Droege
English:

Yeah, | think that's the story he would be referencing. And then, the onboarding of it was crazy because
we basically went global with them in six months, and at this point the business was less than two years
old. So activating this, | don't even know, an 80-year-old company that expects processes to be in place
and we have two of our office managers in New York managing it. It's just mayhem.

FRCERIR:

2H, FEXMEMBENBIRE. AR, NEIREFERIE, RARNEELEATARRAMBII—ERR
TEK, MARKFMNNVISZSERERS, BPEXF—R (REEFNE) 5580 FHLE. PERETENA
8, MENIENIERPMEALONDLREZETEEXHE, SEE—HELFHF.

(01:00:04) Lenny Rachitsky
English:
I'm still sad In-N-Out is still not on any of these apps.

AR ERIE:



HIEZIRIER In-N-Out iF% EAERIXERN A,

(01:00:12) Lenny Rachitsky
English:

You've touched on this idea of gross margins and margins, how obsessed you are with this. | wanted to
spend a little time on here. I've heard just you're obsessed with understanding gross margins before
going in on anything. Most founders have no idea what they're doing here. What have you learned about
just what people should be paying attention to, what they might be forgetting when they think about just

the feasibility of a business?
R EIE:

fREZE) T EFZE (Gross margins) BIEE, URIMRWNIEZ LMK, FBEXESERE, RITRFERN
EAEBZIEMBHETERENR, KSHBARERNERS CEMMA 4. XTANMEKERNA, UNE
BEWSATHENARIETHA, MFHTHA?

(01:00:33) Jason Droege
English:

Yeah, look, it's one filter like many filters. There are certainly businesses that have low gross margins that
are great businesses. Costco, Walmart, et cetera. Amazon talks about this all the time of there's
companies that increase prices and there's companies at lower prices. But | would say that by and large,
high gross margins combined with healthy churn curves are a very healthy sign for the business. | mean,
think about it. If | were to sell you something and | can't mark it up a lot, how much value am | adding
beyond what's in my hand? And if I'm not adding that much value, then what am | in the business of
doing? And I'm in business of adding value.

AR ERIE:

2H, E, XRABRSTREBFH—1 SAME-LEEFRRIMEIFEFHALS, tbI0 Costco. KR
Fo ISR EERIE: BNATRREKRNTKE, BNABERNTRE. BREW, SHRY, 8EFRESHE
REVAAZE (Churncurves) BIVFZIFERENES. HNEER, BEE: NREARBEF—IKRAE, BRF
MRS, BMARTHRFENILYZI, FEEMT Z0MME? MRFBLBEMBAZNE, BEREEMMT
2% 7?7 BHERNIZZEMNE,

(01:01:26) Jason Droege
English:

It's not quite that simple. This is just a litmus test of when someone comes to me and they go, especially
in a new business, and we deal with this. | dealt with this at Uber, I've dealt with it everywhere. Someone
comes up with an idea and they go, "We can get into this business and | think we can charge this and it'll
get us to a 40% gross margin." And then, my next question is start at a 60% gross margin. Why does that
not work? And they go, "Oh, well, the customer..." And immediately, you short circuit to what the real
problem is. Oh, the customer has an alternative. Oh, okay, well who's the alternative? Oh, it's some
offshoring company. Well, what's their gross margin? Oh, we don't know. You go find out. It's like 20% and
they've been around for a long time and they have scaled operations. And you're like, okay, so your gross
margin is going to go from 40 to 20 quicker than you think, and you're going to be in a world of hurt
unless you do something to differentiate.



FRZERIE:

FEERBAaERE, XRAR—MREA. SEATE—MUEKEIE (FRIREMILSH, KT Uber BIBT, 7%
Rt ERIEE) , M5 “BATAILEAZ DS, BREESHRNTUBXAZHE, XeeitRITAE 40%
MEMR” AREOT—NEAEZ: “M 60% WEFRFR, AtATHE? ” W= B, B &
Feeee” RERUAFEEERESSNREMT. B, ERPEBEALR. if, BAAEEE? B, EEXBERH
BRE, BUWINENREZL? B, FHME, MEEE. ER2E 20%, MEMNELEERAT, BMENK
TE, TRIFZAIM: HE, MNEFRSLLIRERPERMM 40% EE 20%, FRIHFME—LEERUNES,
BNRZEAER.

(01:02:06) Jason Droege
English:

So | take gross margin is just a very coarse instrument, not a perfect instrument to think about, am |
adding enough value? Am | differentiated? It's not perfect, but it's a very quick short circuit filter to even
to see if someone's pitching you an idea, have they thought through this dynamic? Because if the
response is gross margin is super low right now, but here's the dynamic I'm going after. And then you're
like, "Oh, okay." And sometimes it's like, we'll just make it up with volume and then the gross margin will
go negative for a while and you're like, "Wait, this doesn't work."

AR ERIE:

FAUFIANAEFRRAZ— M FEHEBNIER, FERENIE, AXEE: HETHEMT EBHNE? RES
BERNK? EFRR, BER— T IFERENERIIER, EEATLUARNERE: SEARIMREHFE—NEER,
RS EBIXMHE? ANMNROER “WENEFNREBLR, BRERNIBXFNET , BIMRIE
T B, wE . AREER "RNSRHENER" , AREMNXRIFE-—REEENN, FRIERT “F
F, XITF@E .

(01:02:35) Lenny Rachitsky
English:

So what | love about this is just a lens into is my idea good enough if studying, can | keep a high gross
margin? Is there a reason why people in this space haven't been able to have a higher margin?

FRCERIR:

HERNX—R, ERHT—IRA: NRAR—T, ROERTEBIFFRFRITSENR? XN TURRHM
AT FRBESHHRERANG?

(01:02:48) Jason Droege
English:

Yeah, exactly. And like | said, it's meant to disqualify just you're doing these large for larger companies
and everybody has ideas. And so, it's a way to cut through. Do you understand the machine that is going
to need to be in place in two or three years? You might have a 70% gross margin now because the next
question is why can't someone else do this? And if you have an answer of like, "Well, they can now, but
they can't in two years, if we run really fast." Okay, we might have something. If they can now and they
will be able to in two years, you're going to have margin compression.

AR ERIE:



B, 2. PMERIRN, XETHIRERLERFIENRE ERAERRE, 8MABBERE, FIUXZ—
PINAR: FERR=FEEFERIUERNIBENSING? FIMEAIEER 70% WEMK, BT —N@EE: It
LR ARBEMXA? SIRMREZ: 07, MiIIITEaEM, EMRENBF/BR, WERMIIMBAT T &F
B, BRAJRER =k, WIRMTMIEREM, MESWEEM, BAGMIEIGFEESLE,

(01:03:29) Lenny Rachitsky
English:

Along these lines | was just listening to, | think it was the al6z podcast. Alex Rampell | think was sharing
this story about Costco, how as you said, their strategy is actually to keep margins very, very low because
all their revenue comes from their membership. So they have something like 50 million members paying
100 bucks a month and that's their entire business. And so, they don't plan and they don't want to make
money off the products.

FROCENIR:

WEXE, HEENIFT alez BIER, FBZ Alex Rampell S= 7 *F Costco WIiRE, EMFRFrEE, TR
RESSCPr ERFRIFIREFIDE, EAMIFAENBAESRESGAE, Mi1EAL 5000 =5, 8% 100
£, XERMIINeElksE, R, iRITEBREM= R BB,

(01:03:55) Jason Droege
English:

Yeah, that's right. | mean, they're playing a slightly different game, not an expert on Costco, have spent
some time with the company, but they use price as a way to get to scale. And so, they're basically saying if
we discount, same with Walmart, we will get so much volume that we will just take the air out of the room
for all of our competition. And so, then the question of, okay, so if you have a low gross margin today, in
two or three years, once you land one of these centers in a market, why won't your margins to get
eroded? The answer is because we will have already absorbed all of the demand. You try to go to 8%
versus 10% gross margin, which | roughly think is what their gross margin is. That's going to be a really
hard business. If you already have a habit with a customer, they have already built their weekly trips
around you, you already have relationships with suppliers, you already have general managers that know
how to stock inventory, that's not a straightforward exercise. So they're first to scale and then good luck

competing with them.
R EIE:

R, K. BRRRE, tEm—MERERERN. EFE Costco MER, BRENEMAIXRATE,
A HENRIERRIMEN —MFE, MIIBERLERER . RBIHTH CR/RIBBRNL), RITERB[EX
HUtHE, MMLFAERSFNFELERAIE. FALURAERT : I8, MRFSKNENRRRE, B=FF, —
BRERATHIZEM T XERL, AtARNAERSREM? FTRE: BARIMNELRW TFIEHNER. R
B2 8% KIEFEEIH 10% HIEFER (HABUANIBZMITHEFEK), BEE—IIFERENES. W
RIFEZILZFRFAT IR, MIELKERIREL T BANTE, MELKSHNBEILTXR, MELETH
BINAEEREEFNESEE, RAUAE—MERAEIE, FRUMIIRRE TR, ASRIREEMNtIIRZSEEIA
¥Fiz.

(01:04:49) Lenny Rachitsky

English:



Okay. Just a couple more questions. One is there this term that I've heard that you often say and believe
in is this idea of not losing is a precursor to winning.

AR ERIE:

WFRY, BERE/LNEE. HR—1NE, ARRMFEERHEEN—IIRZE: “FhaEmiai .

(01:05:03) Jason Droege
English:

Yes, yes. Tech is a culture where portfolios are built by investors, and a lot of the narrative is controlled by
investors frankly. Founders obviously participate, but this idea that you should just go for it is consensus.
Just go for it. Who cares? Well, | don't know, if it's my life and | only have one moment to take a shot, |
might want to just not just go for it. | might want to think for a little bit, and | think the best entrepreneurs,
| have no data to back this up, but just these are my friend, this is my friend group. | think the best
entrepreneurs and the best business owners look at the risk profile of the decisions that they're making
and they try to make asymmetrically positive decisions all along the way.

FRCERIR:

R, &, RRAR—MHRAENREEASHXK, BXME, RENEESHKRRERTHN, BIBEAS
AB5HSP, B “FRZEF—E IMEERHIR. WFEME, EEFR? EXFHE, NRXIBEN
A&, MERE—REFNS, KAIEAERE “MF—HF . HTEEBEZ—T. RIANARFHNELR
(BSBEHIEXR, EXRERNBRENE), sFHELRMELFXEMMIIFMERRHORSRR, H=
REBRNIEPME “ENFFER” (Asymmetrically positive) BIRHE,

(01:05:51) Jason Droege
English:

And so, oftentimes | feel like we forget about the risk of a decision, and there's more to unpack there
because | actually think taking highly risky decisions and then having it work out is a weird cultural thing
too, because then how do you train people to do that? Because it's a very hard thing to take high risk
decisions and be right enough because it creates a lot of volatility. But it goes back to my comment about
the most important thing in founders, which is just this ability to persevere through. Survival is just part
of the game, and most people just give up before they get their timing right, before they get the right
insight with the customer before they get the right product in the market. And life can change quickly in
tech. You can go from being a dog to being a hero in a very short period of time, but you're on this very,
very long journey, but you have to survive for that condition to be met.

AR ERIE:

FREL, REEHEEHNTIE T RRONL, XERERSALUSHERN, EAKRERFRLIAN, HEEXKER
AR, XWE—MFENXURAR, EAMROENGAIEHERGE? HESRPORRHRTEHRIIE
HBEREIFEREDN, ANEITEEANKE, EXXEETHRXTBARKERRNRIITIE, Bl BFEIKA
BENNe EFERZBHUN—E7, KREBAERTARAZA. EREFERNTARARZA. HEER~mER
WHZRIMEF T . EEHRR, EETURR, MAUERENNBIAMERZ REMERE, BIRELTF—K&
IFE. FEEKMRED, (RUNEFTRA BEFIINRABIAM.

(01:06:38) Jason Droege



English:

And so, then the question is is when you're in a hype cycle, | would argue that we are right now, everyone
wants to go for it and then go for it more and then go for it more and go for it more and you don't realize,
guys, all of our customers are going to be around in five years. They just want us to solve their problems.
We have to be around to solve their problem for them. And so, survival is a precursor to that. So let's not
put ourselves in position that could potentially compromise the enterprise along the way. It doesn't
mean don't take risks, but think about how you calculate it.

FROCERIR:

FREL, WRIEEAET, HIRATFRERET GOANRNRERR), 8TASERF—HE, AGBHE, B, EBF
RRIREL, ), RITNFFAEEERAEXE, WNREBILENFRMIER. HBIEE, 76
AR FrIL, £ERI—IRIEIR. PR, AEILHNBARTREIREREREILAIE, XHAR
EREARER, MEERE(RMNAITEMPL,

(01:07:10) Lenny Rachitsky
English:

I love how clear it is that this lesson and many of the lessons along these lines have come from just failure
and things not working out and things breaking, which is the best outcome.

FROCERIR:

HERXMBEMRE: XPENUARFZEKMBBONERE TR, FHEERFIMUARFER R, MXEERH
YFRVEER

(01:07:19) Jason Droege
English:

If you ever get on the other side of a high reward, high risk decision, it is so painful because you are just
cooked. You are done, and often there's no way out.

FRCERIR:

RMRBRILESEIR. SRERRNOMNIE (KKT), BEREEEH, BARIKRTT. fRxT, mA
B RBIRR,

(01:07:32) Lenny Rachitsky

English:

Is there a story along those lines that comes to mind or an example of that?
FRCEIE:

BREMTABXNEHHGFFIEREFR?

(01:07:35) Jason Droege

English:



Well, this is where it is together on why | try to be so | think you can spend a little bit of time thinking
upfront to save yourself a lot of pain downstream. | had this business not worth detailing it, but after the
bubble burst in 2001, I'm like, "I'm going to self-fund a business. I'm going to build a profitable business. |
want to prove that | can do this." And we had started Scour, which had all the things we talked about. And
so, what | did is I'm like, | was a golfer and frankly, there was nothing to do in tech. So | started selling golf
clubs on the internet and | was making real money and | might've learned more from this business than
any other because | started on eBay and | was 22, and | didn't really understand that my margins would
come down because anyone can do this, but | was one of the first ones to do it, so | was making a ton of
money and then | built this business and then | just failed to recognize | had a lot of hubris. | was like, "Oh,
if I could just buy all the used golf clubs in America, | can be the market maker for prices," and don't
people do that?

FROCERIR:

EMBAFAEBHBE - FIAAFRATUE—<NEERRRE, UMEERRRENREE. HEAI—M
5, ™MERMR, B 2001 FRAKKG, HE: "“HEEFRZM—TULS, RERT—TEANLS, &K
EIERRFLREIME]” HBYFRAIBLEEID T Scour, EHTHNNKEINFIEEE. FEKRM T F4lk? HIAFED
BIRKIKF, BRI, SRR ATIHB. FrUFFIBEN EEEREIKT, HRETEEZAR. &K
MM SHE R AT R 38%, FANFK 22 FRFFIATE eBay £E, HYRHREIERRBRIRAF
BERZTE, ENERAARERXT, ERETEEMMOIAZ—, FRUBRTRSH. ARHEILTX M
5, BFLRIRFFHYFIFERE. HE: B, MRREXT2XEREN"FSRRIATF, HMERNMN
EVETE (Market maker)o” MEEANFER R AMAEING?

(01:08:34) Lenny Rachitsky
English:

I love this ambition. That's great.
FRCERIE:

BRERIME LT, XFT,

(01:08:36) Jason Droege
English:

And it's just like it's madness to actually think about the practicality of that. And so, | just didn't spend the
time thinking and then I ended up in this business. The business was profitable, it got to a couple million
of revenue, whatever, paid me a dividend for a while, but it was painful the entire way.

AR ERIE:

WERE, ZEBGEHATEEERK T, FIURLERMERENERE, ARMBATX IS, WHEE
BB, REITJIEAETHRN, LB T —REENDL, EENIREHBIFERES.

(01:08:51) Lenny Rachitsky
English:

| love the spectrum of experiences you've had. You've sold golf clubs, you're helping achieve AGlI, you
could say. There's also a whole part of your career. We haven't talked about where you built tasers and
body cams and drones and all these things. Also, peer-to-peer file sharing before anyone else. Final topic |



just want to spend a little time on based on this experience is hiring and building teams, something that |
know you have a really strong take on. That I've been hearing a lot on this podcast recently is this idea of
it's more important to build the right team than find the most optimal top talent. Talk about that, why
that's so interesting and important.

FRCERIR:

BERMMEENEHA L, FEIBRRERKAF, WER LR SEREBLIAGl, RIRWVAEREE—HREKITE
WE, M ZRER (Tasers). HURERN. TANFEF, EEEMBAZIMRNRXGHHE, EFXEZ
¥, ZBEREERRE—MER: BEBEMENER. ZNERMLEEERINEZ RROTETRE
BRI — MR BIERNEFALESHREIMRHATERR, ®KIKX1, AtARNEBEEE?

(01:09:31) Jason Droege
English:

As of late, I've developed a more nuanced view of this, which is for certain roles, you absolutely need the
right experience in this current market. You see this with researchers, because the market's moving so
fast, you don't have time to train up some people, so you actually have to go find people either who have
the right relationships with customers that you want to get or you have to, who might not check other
boxes but are awesome at that, might not check the classic boxes that | think you're referencing of they're
a problem solver, they can grow with the company, they have a high trajectory, et cetera. | would say
that's 5% of the roles in the company, but very important whenever speed to market is important.

FRCERIR:

&L, IXNREAETEARNEL: AIRHH T, HTFRERW, RENFEERZN. (RERRA
RE EHMERIX—R, BATHEUKRR, MEREIEFIIFA. ARG RERBLEE ARG IREERN
BERXRNA, BABRESERELHEHA, REMITAEFATEMEEINBLELETE (ECARRIZRY
BE7]. SREHEMRKIEN. BHKNDEE) . RIWXEQERMN 5%, BETIREEXREEN, Xk
LEES:

(01:10:09) Jason Droege
English:

And then, for interviewing, | just interview for three things and | have to interview across all kinds of
expertises, which is hard. | can't be an expert in everything. And so, | reduce it down to just three things,
which is like, are you a curious problem solver and can you articulate that verbally? Can you work across
people? Are you humble enough to work across and are you a good leader? And if you just do those three
things, | think you have a pretty high chance of success, at least in an organization that I'm running,
because the world's changing. So you do need people that are adaptable. So all the experience is not
necessarily one-to-one relevant.

FRCERIR:

ETER, RREE=HF, MARSABESHET WAEHTEH, XRE, RFTEEMENEHEE
Ko FIUFIBERUAZR: MEB—NFHFNREMRED? (REEOKFAFRD? (REEIIINIED? RE
BRBHDEWDIE? MB—THFHAFERD? NRMEHRIIX=R, FANRIBOEERRS, E0ERASH
HAREXF, RAMREE, (FALFEENEIRIIA, FIURENEEAFR—ER—N—HEXH.

(01:10:53) Jason Droege



English:

And then, the working across to your team point, this actually came up at Uber Eats. So when | was
building the Uber Eats management team, I'm not sure if this was mentioned to you from that group, but
whenever | would hire people, | was trying to compose almost like an organism of strengths and then
minimize the conflicts. That management team for the most part outside of some of the operations side,
but for the most part, that management team was the same management team from day one when we
had nothing to $20 billion. I just believed that the team, knowing each other's strengths and weaknesses
and being able to compensate for each other was more important than the classic advice you get around,
"Well, that person hasn't seen this much scale." And you're like, "Well, yeah, but can they learn it?" |
learned it. So you do have to kind of believe in people a little bit, which is my job, not necessarily their
job. And so, | mean, these are people systems. They're not straightforward rules-based things you can

apply.
Fh>CERIE:

KTFRMREINEANER, X7E Uber Eats BYFLtHIIT. HF4HEZE Uber Eats EIZHEIIARY (FAHEABMEIRARY

BEBMED), SHFEREN, RBEZHEBE—EENE—FNRBAE, AREFN AR, BIMEE
HRABIRER RS (BRT BEWRN—EZE)) , MIEN—TLFBEIHE 200 Z22TMR, BEX ERE—H#A. &K
B{5, HIPAAS T AHRILRIER R HREEARRAN, EEARERHATRIN (b “BPNERIXAKWAUR") &
BE. R "B, BM(IEFE? * HBFET. FRURSAEEMZE LEEA, BERNIE, £
—EZMNNIE ENERE, XEBRANRS, F2MAUEANREEMN,

(01:11:49) Lenny Rachitsky
English:

And | especially love this advice because there's all this talk about what skills will matter in this world of
Al doing all our jobs, and it feels like these three buckets are maybe the same thing, just are they good at

solving problems? Are they good leaders? Can they collaborate well with other people?
R EIE:

BRANERXFEIN, ENNEEREZXT A BRARNIENHRE, PEREEEE" BT, BEX
=NMEERRERE RO B REREED? MIRFHIMTED? ]St ARIFNED?

(01:12:02) Jason Droege
English:

Yeah, | don't think that the core rise of humanity, it will change, and | think that these things are pretty
core to how humans have been successful for a long time.

FRSCERIF:
21, B RANAENZORBESNET, BIAXERFAKIEUR—EI ALBIIIIZ .

(01:12:11) Lenny Rachitsky
English:

Speaking of that, I'm going to take us to a recurring segment of this podcast that | call Al Corner, where |
ask folks this question, what's some way that you've found a use for Al in your day-to-day life in your work
that makes you more effective, get more done, get better stuff done?



FRZERIE:

HEX, REANBEN—IEERT, BFZH “ABE . BREREE: ZRABEERITER, FREIT
WREEEA AIBIS T, BELLIRES. TTAE S TRt EFRIRR?

(01:12:28) Jason Droege
English:

Honestly, when | came into Scale, so my history was in consumer and I've done some application level
stuff with government, and this space is moving so quickly. Al is my, | use it as a tutor. As these new
concepts come up, | have a lot of people in the company who can educate me on the nuances of the
technicals of all of, excuse me, the technical nature of the data and the products, but they only have so
much time. And honestly, there's new concepts coming up all the time and | need to stay on top of it.

AR ERIE:

R, HEMA Scale Bt (RNERFERHRRR, WHI—LBNRENKA), XPMTHLARERRT
Al ZIRBY--- - RIBELUMFIT. SFMSHIE, QAEERABRE AR UBIEXTHRIEN~ RV,
BEfpetEER, MERKE, FRSELARS, RFEZERTE,

(01:13:01) Jason Droege
English:

So it might sound crazy, but a large percentage of my job is not dealing with the engineering issues
related to Al. I'm managing an organization, but | love understanding it. It's one of the most enjoyable,
rewarding parts of my job is to learn from all these Al researchers, but they don't always have the time to
do it, so | use it as a tutor. | turn on voice mode and talk to it on my way into work. So | think that's
probably the most impactful thing that | use it for that's also relevant to this topic.

FROCENIR:

FRIAKITEER A BEIRMIE, ERITIENRR—EDHARRES Al BXNITRERE, MEEEE—ER. 8
HENEFC, MFAXE A MRARFIZRRIFPIRSN. RERMBHHIZ—, BRIHFSE26H
BEF, FrLAFAE Al ZERIM. FHE LR EFBIESFHRANER K. HIANXAERERHER A RERMAN
A, BEXPTEEEX.

(01:13:32) Lenny Rachitsky
English:

| do exactly the same thing, especially when I'm prepping for this podcast. What exactly is this? | think
about when you say this, | did an interview with the founders of Perplexity a few years ago asking about
how they work at Perplexity, and the founders said that before, they were ruled, before they ask a
question of anyone on the team, they have to ask Al first. And | was just like, "That's crazy." Now, it's so
obvious. But back then, | was like, "That's an insane way of working. I've never heard of this before." Just
a sign of how ahead of the curve they were.

FRCERIR:

M —HNERE, BIRENREMWESEN,. BaF: “RIREAA? 7 HRXAREN, HEE/LEF
A FHK B Perplexity BIEISE A, BIMEA]TE Perplexity RUAITIERY, BIIAAMN, MTE—FMN: EEEAFAFR



B EAARRZE], @0%kE Al FENHERF: “XXRET.” WEER, XERHA. BRI, RER:
HE—MRIERI TEAIN, HUBTMKRITIRE,” XIERPRT fthii1H B Frd Lo

(01:14:04) Jason Droege
English:

Yeah, | think number two would be I'll take internal documents and I'll ask, what's the most important
thing in this document? And I'm shocked, and then I'll read it and just double check, but I'm shocked at
how good it is at just pulling out. There's so much in organizations that is like, | don't know what you
want me to say and | don't know what | need to know, but we each have our own agendas, and so this
matching of, and so then there's this huge broadcast problem where it's like, of all of the information you
might want to receive, what's actually important to you? And so, | use it a lot for that too.

FRCERIR:
BH, BRE_RE. RSERBXHEELE, B “XOXEPRESNEBRAA? 7 BRIRT AEEK

RE—IBIZX) , EERNELAEBISERET. ARARHERZER, SIABEECHNE, FIUEFEZEEX
By “TREEE . EFBRARRREINGERE S, MEMFEEEE? FIUFZEIEERCRLEXT,

(01:14:39) Lenny Rachitsky
English:

Amazing. That's a really good tip. | use it for legal documents, just like what do they know about what
they're trying to do here for me or against me? Jason, is there anything else you wanted to share or leave
listeners with, maybe double down on a point before we get to a very exciting lightning round?

FRCERIR:

AET, XR—MREFVEN. ZACTREERXM, il “EXERNRHMA2ABRMERFNER? 7
Jason, FEHNEFHINBRREZE], (FEBHABIERBARITRNG? HEBBRBAFE—R?

(01:14:54) Jason Droege
English:

Yeah, absolutely. | mean, | think the really important, the reason why I'm doing this, the reason why want
to spend time here outside of wanting to be on the show for a while and being a long-term listener is, our
long-time listener, excuse me, is there's a lot of amazing work going on at Scale. The teams are working
super hard, we're delivering a ton of value for our customers. The public narrative has not represented
the work that the people here are doing and the work that our customers are doing with what we're
doing for them. And | just think that deserves the respect and reward that all those people are putting in,
and we'd like people to know that.

RSz ERIE:
21, YA, REETFEEN—EE (WERFXENERER, BTEREKBUKE—ESX M T EIESEIFRIN :
Scale EEHITAE T ARHNIIE,. BANIEEES, RITABTFRETEANNE. ARNEHLEEES

R BEIAMIPRBITAE, URENVFFLFBRITAMIRHORAEPMMBI T, FIANFREXEABM
HESHEEMER, HMNFEAMIAEX—Ro



(01:15:34) Lenny Rachitsky
English:

| appreciate you saying all that. With that, we've reached our very exciting lightning round. We've got five
questions for you. You ready?

FROCERIR:
BHRDEXLE, A, HITHENT IFEERHORABRIF T, HELNREERIR, HE&EF TIE?

(01:15:38) Jason Droege
English:

Yeah, let's go for it.

FRCEIE:

4F, R,

(01:15:39) Lenny Rachitsky

English:

What are two or three books that you find yourself recommending most to other people?
R EE:

REE RN AEENR=RBEMHA?

(01:15:44) Jason Droege

English:

Some of this is going to sound interesting. The Selfish Gene is one of my favorite books.
R EE:

BLIFERPIEREE, (BMMERA) (The Selfish Gene) BEHREENHIBZ—,

(01:15:48) Lenny Rachitsky
English:

Love that book. | don't know if anyone's ever mentioned, it was one of the most influential books for me
too. So sorry, keep going.

FRCERIR:
HOERBEL. ATHERTEARIE, EXNERFABEREXMONBZ— B, B,

(01:15:54) Jason Droege

English:



Yes. | think Selfish Gene. Road Less Traveled, I've read more than once. | mean, it's just one of the classic
human psychology book. And then, | think in business, | think Good to Great. It's not the read that you're
going to be most excited to enjoy on a vacation, but it's pretty much right, and | think we should take
advice from people who have analyzed these business problems before because not a lot's changed, but
we keep acting like everything's changed.

FROCERIR:

=, BEE (BRNERE). £F (LB AEMNE) (Road Less Traveled) , iR IE—iE, SRERELHNIA
KOVEFPE, TRl AE, RIAAE (MIFEIZH) (Good to Great) . EREHMIRTEERITEHET X
B, BERF/EAEHE. FIANENIIZREFRL S XLEF M ARNEY, RARSAAHLE
BHRIZERMEFE—BET —.

(01:16:24) Lenny Rachitsky
English:

What's crazy about that book, you look at all the companies they talk about, | haven't read in a while, but
just the whole book is about companies that last, | believe, or maybe that's the other book, | don't know.
But anyway, all the companies that they talk about, | don't know if they're still around. It's so hard for a
business to last a long, long time.

AR ERIE:

BAEPRIERHGET, MEEMIIKEHNAEAE (RRARRT, EBEARMHEHKENQE, HEBE
F—EBH, HEFET). 22, ITKHEHNAEAR, RFMEREEEZVE, —REVELFRKRKY
B ERIARET o

(01:16:38) Jason Droege

English:

| would also recommend Thinking Slow and Fast, that's the... Yes.

R EE:

B (BE, R518) (Thinking, Fast and Slow) , B8Z----- 28

(01:16:43) Jason Droege
English:

Thinking, Fast and Slow. Excuse me, sorry. It's been like a decade since | read it, but just in terms of point
there being human biases are very important to understand.

FRSCERIE:
(B, R518), 8#, RFTCELKE+EINET, BN AE: BRALXNRIIEEEE,

(01:16:51) Lenny Rachitsky
English:



What's really crazy to me about that book and Kahneman in general, someone asked them just, how's
your life been impacted by learning all these biases humans have? He's like, "Not much. | have the same
biases. Knowing them doesn't really help me avoid them."

FhSCERIE:

KXFBAFHH+EE (Kahneman), itEEERIENE, BARML: THTASRENMEXERLE, (REY
EERETHARME? thii: “REBAEM. RESBEEENRL. MEE(IHFEEEEREREN”

(01:17:05) Jason Droege
English:

See, | find myself checking myself. Whenever | get super convicted on something now | will be like, okay,
what is the list of things that I'm inclined to do to try to catch myself? Because | think we're most inclined
to have these bad decisions impulsively, which is what | think the book is largely about. | mean, it's a long
book.

FRCERIR:

BRARKZERNE, BERIFEREREGSH, HIW: FE, ZMRATHERHBESFEREH4, HRF
HEMEB S, AARIANKNREZ Peitth #HiREURE, FEXMEREBNEERS. BE—FRE
A9,

(01:17:28) Lenny Rachitsky
English:

So long. Oh, my God. It feels like that's where Al can help us in the future. Just like, "Hey, Jason, are you

sure this isn't framing a fact or whatever?"
FpERIE:
KKT, K. REIEIXFLZ Al RKATABEBNFATRIM G, #&R:  “IR, Jason, FAEXAEELANERL? 7

(01:17:38) Lenny Rachitsky

English:

Okay. Next question. Do you have a favorite recent movie or TV show that you've really enjoyed?
R EE:

8, TP, R&EBERER5IESINATER T EE?

(01:17:43) Jason Droege

English:

Most of the movies | watch are with my kids, so | wish | had something deep and profound.
FREiE:

RENBTAZEREZFER, MURFERERE —ERZINKRA,



(01:17:50) Lenny Rachitsky
English:

No, kids content also is a very acceptable-
R EE:

T, I ERBEEIFE T LUERHN—

(01:17:52) Jason Droege
English:

The Formula 1 movie | thought was really good. | mean, it's a classic action movie. | don't think it informs
anything in Al or business, but it's good to check out from the craziness of tech once in a while.

FRZERIE:

HOSHER F1 FRENBF (REEHE) ZRH) RiF. ER—MIANIER. HTANNERELS Al BT
KA ABT, EERMRIERH TR AHELERER B HE,

(01:18:04) Lenny Rachitsky
English:

Is there a product you recently discovered that you really love? Could be an app, could be clothing, could
be a kitchen gadget, anything along those lines?

FROCENIR:
MEEERERMHAFEERN~m? JURNA. KR BFE/NLE, EXERF,

(01:18:13) Jason Droege
English:

VO3. Not totally new, but when | was in high school, | wanted to be a screenwriter. | actually grew up in
the Bay Area and everybody was an engineer, but | wanted be a screenwriter. And so, | went back and |
got the first page of one of my old scripts, which not good scripts, but | got the first page. | took a picture
of the script and | fed it to VO3, and | said, "Make this scene," and it got it right.

FROCENIR:

VO3 (—RAIIEMTR). BATTE2EMAA, BERLESTHBIRR, RETIXKK, AE2EIRE
i, EFRGIEHER. FTERXETHUMEHN—TEIZNE - (BATRFEAYE), HRTKRBAEZS
V03, #i: “ERXMIR" , EHMSIEREER.

(01:18:38) Lenny Rachitsky
English:
Wow.

FRCERIR:



|+
I]:I: o

(01:18:39) Jason Droege
English:

| was shocked. | was just absolutely shocked that you could just take a picture of a script. And so, now I'm
thinking about that for how do | use these tools for family videos? Some of the grad tools now with
making live images more active, | think are really interesting. | think they need one more step of iteration,
but | think those are going to be really emotionally life-changing for people because just a little bit of
movement in an image from a grandparent or a relative or whatever you haven't seen in a while, it really

does make a big emotional impact on you.
FRCERIE:

HREF. RE2WEIRT, MEARFTER—KBEIRNRA, FIURERER, NAEXETEREREMN
S E? ME-LIUBHSBADERNIAFEGE, RNNENEFTEH#—PIEN, BRINAXETERME
BERZANNEE, BABREXSHRALKAEANER BEE—RRofE, ENRLIRERERIIBR
i

(01:19:20) Lenny Rachitsky
English:

| love that when you play with these tools, you probably can think about, oh, here's the people that help
train this thing. Here's the people that helped on the problem that it had.

FRCERIR:

HERNX—R: YRGXETAN, (RETESBE: ‘B, XMEPLEEBINEXTE) LA, XMEARLEH
BhfRRE B EERIREIA”

(01:19:26) Jason Droege
English:

| was actually talking to someone who was working on VO3, and | told him the script thing and he goes,
"Oh, actually scripts. Yeah, no, the way the data is formatted in a script, that would actually be very
good." Because they start with set looks dark interior, this character says it in this raspy voice, and so it
gives you all the instructions in the script.

FRCERIR:

ﬁﬁ@“—%ﬂ—’\ﬁﬁvm BAENY, HEFMRIARSE, fthix: "B, HXRIEHILRE. BIARNKESNIERS
BE.” RARESHAEE ‘xR BENER" , HE XTMAGAVINESR , RESE2ELESTHE
A9HE<,

(01:19:45) Lenny Rachitsky
English:

Oh, man, just unlocked a whole new business unit right there. Two more questions. One is do you have a
favorite life motto that you often think about, find useful in work or in life?



FRZERIE:

R, XERART —T2HMBSET. EERMEE. — 12, MELKERERNELRH, BMEER
2. BREEIFREEPREARY?

(01:19:57) Jason Droege
English:

Yeah. The end is never the end. That's my favorite internal saying, and it goes to the comments before
about survival being a precursor, surviving being a precursor to thriving. You got to survive before you
thrive, which is your brain tells you, and along these entrepreneurial journeys, | think this is most
applicable. | mean, this is the hardest journey anyone can go on. If you go on this journey for five years,
you are mentally harder than 99.9% of the population. People don't understand the Chinese water
torture of having self-doubt and having things go wrong, et cetera.

FRCERIR:

BH, “BRRKEFRELR” (Theendis nevertheend), XRREEMMWAOIEAR, XN T ZAIHRHN “4
FRERANIR" . (RUTFTE PR BERE, FEIWIRER, RIUNNXKRER, XERERMALBEZHNRRE
MERIRIZ, WRMEXFHEERF, MAOERRELE 99.9% WAHER, AMIFERPHERIFRE. FE
HESFHRN FKEFE" RBVTE.

(01:20:31) Jason Droege
English:

And so, more tactically, you get this when you're working out like in a day like, "Oh, I'm too tired. | need to
stop." But the truth is is you can keep going and the world's going to keep spinning. So | find in the
moments where it's just the hardest or you have this hard decision that seems impassable and your body,
you're having this visceral reaction to this is impassable, just to remind yourself that I'm going to wake up
tomorrow. This isn't the end. There's another end somewhere. | just find that to unlock me to be like,
okay, there might not be a perfect solution, there might be an imperfect solution, but it's a solution so

let's just keep going.

FRCERIE:

BEARAME, SMRENESBEXMETE: B, ZXRT, H/ETRK" BFELZMMEILME:, HRBIK
25enh, FIURAMERBENNZ], HESFER—DNEMNTEZEEABERE, (REBER=ET —MARGE

RERBTENRLR, FJRRIABFATENSSR, BERNARE, FRLILINHSEE#H,

(01:21:06) Lenny Rachitsky
English:

Final question. You helped create Uber Eats. | imagine you're still a power user of Uber Eats. You have a
favorite restaurant on Uber Eats that maybe people should know about, maybe that you order most

from?
FhSCERIE:

Ra—MEE. REEBNIEIET Uber Eatso FIBIRILFEIRRZ Uber Eats FIEEAF . {R7E Uber Eats EERER
EXNET, HEMRRERZNET?



(01:21:16) Jason Droege
English:

| order a shocking amount of McDonald's actually. Despite my original story, it's the family treat in the
house. | would say that that's probably the top thing that we order.

AR ERIE:

KiFE, RRNZEFTHREIRA. REFRZAHIBIEE, BEEERINRIRERE. HIHIATEER
MNRERZHRA,

(01:21:31) Lenny Rachitsky
English:

Oh, man, I'm worried for your health, but | love, | haven't had McDonald's so long. This is like, maybe |
should give it another-

FROCENIR:
KB, HREBORER, BREN, RELRARIZZEF T BIFHZEHE—R---

(01:21:37) Jason Droege
English:

I mean, more practically we will order mixed greens or tender greens or something like that on a day-to-
day basis, but | think that the more notable, surprising thing is is that despite my initial aversion to
working with a global chain, it's a good treat once in a while. You just shouldn't have it all the time.

FRCERIR:

BNWRERE, ESLH, RITEERSBREVIH Tender Greens 2K, BRUB[EERIR. ESTAR
FHE, RERRVIRBRSEKENESHE, ERRIZ—XHLRE, RZIFFNZ—HIZ.

(01:21:57) Lenny Rachitsky
English:

Jason, this was incredible. | really appreciate you making time for this. I'm really honored to be the first
chat you've had since taking over at Scale. Where can folks find you online if they want to maybe reach
out, learn more about what you're, | don't know, maybe join Scale. Where do you want to point people to
and how can listeners be useful to you?

FRCERIR:

Jason, XX#&FT . IFEREHFMETEISM. BIRRFEMAIMEE Scale FEIE—MIIKITR. WRANEEX
IR, WETHRBEZXRTMRHER, HERIN Scale, AJLUEMERER? (REBARSIAME? IFAREENIR
R AT

(01:22:14) Jason Droege

English:



Yeah, absolutely. I'm @jdroege, J-D-R-O-E-G-E on X. That's probably the easiest way to follow me, keep up
with things and you can shoot me a DM if you like. And so, | think that's how you would keep in touch and,
sorry, what was your other question? Sorry.

FhSCERIE:

9789, S, FHEX LHIKSE @jdroege, XAIRERXETK. THRISRERNAI, MRIMERHEAIUSLT
RihE. FEXMBRFHKANG 8, RS —PRERTA?

(01:22:31) Lenny Rachitsky

English:

If you're hiring, | don't know, where should people go check it out if you are, and then also just-
FEiE:

NRIRIERREE, MINZEWEEER?

(01:22:34) Jason Droege
English:

Absolutely. Just go to scale.com, go to our careers page, and we have 250 open roles. To the point about
we're in business and we're growing, we're hiring a ton of people. Our data business is growing, our
applications and services business is growing like crazy, and so we're going to need a lot of people to help
us on that journey.

FROCENIR:

Yo B scale.com, EHARBEETIE, (1A 250 MFAMER L. EMIKFAGE, HAIE9LSSIEERE
K, HMNEEREB A HNNBIRLSEE K, RINONAMARS WSHERIEER, FRUKXNFERZA
KA BN FA | T X B IRAR,

(01:22:54) Lenny Rachitsky

English:

You guys just signed some insanely large contracts with the government | was reading.
R EE:

BIZFRIIMMBAE T —LXFIRANEE,

(01:22:58) Jason Droege
English:

Two $100 million contracts.
FRCERIE:

R 1 1ZETER,



(01:23:01) Lenny Rachitsky
English:

$100 million contracts.

R EE:

1Z=TER.

(01:23:02) Jason Droege
English:

100, yeah. We didn't sign just one. We signed two in one month, so yes, no, our federal business is doing
well. Our enterprise business is doing well. Our international government's business is doing well.

There's a lot of demand out there.
RS ERIE:

B, 1120 BAARRET—H, —TARETIM. Frll, 289, BB SMFRT, Bl HISR
%, ERRBALSEHIRRG. mHEREER.

(01:23:16) Lenny Rachitsky
English:

Some salespeople are getting some great commissions. Good job. Jason, thank you so much for being
here.

ARBEZEITFENAE, FFESR. Jason, IFHEREIREER,

(01:23:21) Jason Droege
English:

Yeah, thank you. Honor to be a guest here. Super excited to be with you, especially so early in the journey,
or at least my journey here leading Scale.

FRCERIR:
B, RRFEMAXENER, REHEMRRR, [HHIZERMS Scale BRI F HIRIBS R,

(01:23:32) Lenny Rachitsky
English:

Appreciate it. Thanks for coming. Thanks for joining us. 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.

FRCERIR:



FEE RS EHARBEIR, WHARNS S, B8R, &, FERXEIT. MRMRESXATEENE, AU
£ Apple Podcasts. Spotify SRfREREVERNAFITHETH, Ik, BEELGHNNTIOHBTITE, XER
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