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(00:00:00) Lenny Rachitsky

English:

So you've built one of the largest and most respected data teams in all of tech.
FRCEIE:

RBIUHMNT T EMRKFIRER. RZHERNEIERAZ—

(00:00:05) Jessica Lachs
English:

For me, analytics is a business impact driving function and not purely a service function, not just
answering the why, but answering the, "What do we do now that we know this?"

FROCERIR:

MEFKY, SR — MRS MEVEREESR]), MANNE—TMRSRE. ERRZREE “AtA” , &E
EE “BEATKNE T X—=, WEZELAN? ”

(00:00:15) Lenny Rachitsky

English:

One of your colleagues told me that you are incredibly good at defining metrics.
A EiE:

RN—IEESIFEK, FIFBEKEXIET.

(00:00:19) Jessica Lachs
English:

Retention is a terrible thing to goal on. It's almost impossible to drive in a meaningful way in a short term.
Ultimately, you want to find a short-term metric you can measure that drives a long-term output.

FROCERIR:

B BEX (FNENRERERN. ERER/IFAATRUEEXNANERDE. &L, MFEHRE—1F
M ErEpiEERietT, KIKEhKHEIRY to



(00:00:32) Lenny Rachitsky

English:

You mentioned the early team. | felt extreme ownership.

R EE:

RRE 7 RHANEIRA. RREAZE THREBAIEASEIR (Extreme Ownership)o

(00:00:34) Jessica Lachs
English:

Yes, you are a data scientist, but your goal is to figure out what's happening. And if that means that you're
going to pick up the phone and call customers, then that is what you're going to do to roll up your

sleeves.
Fh>CERIE:

2H, MER—RHENER, EFNEREFERRET 4. MRXEREMFEZREBIFELATAITHIE,
BAFRBEEMFET

(00:00:48) Lenny Rachitsky
English:

Today my guest is Jessica Lachs. Jessica is Vice President of Analytics and Data Science at DoorDash,
which has built one of the biggest and most impactful data teams in tech. She's been at DoorDash for
over 10 years and was the first GM at DoorDash responsible for launching new markets. Previously,
Jessica founded GiftSimple, a social gifting startup and began her career in investment banking at
Lehman Brothers.

(00:01:11):

In our conversation, we go deep on how to build and scale your data org, including why a centralized org
model is so effective. What to look for when hiring data people, how to pick the right metrics for teams to
align incentives and drive the right sorts of outcomes. Examples of how the data team at DoorDash has
helped the business make better decisions, a bunch of great stories about the early days of DoorDash and
a ton more. If you enjoy this podcast, don't forget to subscribe and follow it in your favorite podcasting
app or YouTube. It's the best way to avoid missing feature episodes and helps the podcast tremendously.

(00:01:44):

With that, | bring you Jessica Lachs. Jessica, thank you so much for being here and welcome to the
podcast.

FRCERIR:

SRIEER Jessica Lachs, Jessica i DoorDash It SEIERIF RIS E, DoorDash #iL 7 BT R MIE
BA. #MHRENEIERMNZ—. M1 DoorDash T{ET 10 2%, =& DoorDash WE—(I2EE (GM), f
BRFHEFTIg. bz, Jessica B3 T#ALMIICIAE GiftSimple, HEZEE57%E (Lehman Brothers)
FFa T thEIG R TE

(00:01:11):



EFAMBIES, FNPRRARN M AEENYT BREIEAR, SFEAtASEFRARENLEER. BEHE
ATHREERA, WOEABERERBITEIRIAX T A M HEEh IEMBIZER. DoorDash #IERIFASIAIFEES
A SHELFRTBIZS, X TF DoorDash RN —RINEFKE, UNEZAR. MRMFERXMER, 7!
TTEEBREENAE YouTube EITHEMXE, XREEEIRRTENSHF AN, EHBTHRAEH.

(00:01:44):

IMTE, 1LFNIWGD Jessica Lachs, Jessica, IERREBMREER, WIDREARER,

(00:01:55) Jessica Lachs

English:

Thank you so much for having me. I'm very excited to be here.
FEiE:

IFERETBIER. HIREHERIIXE,

(00:01:58) Lenny Rachitsky
English:

So you've built one of the largest and most respected data teams in all of tech. I've heard from a number
of people that look to you for advice when they're trying to build and scale their data teams. And then
DoorDash in particular is an incredibly complex business. There's three or maybe even four sites to the
marketplace. There's this operational element. From the outside, it just feels extremely complicated and
wild. | imagine from the inside it's even more wild. Let's talk about some of the things you've learned
about building and scaling the team. You have a fairly contrarian perspective on how to structure data
teams. This was referenced when we had Elizabeth Stone on the podcast too. She approaches data the
same way. So I'd love to hear just your take on how to structure data teams within companies.

(00:02:42):

This episode is brought to you by Webflow. We're all friends here, so let's be real for a second. We all
know that your website shouldn't be a static asset. It should be a dynamic part of your strategy that
drives conversions. That's business 101. But here's a number for you. 54% of leaders say web updates
take too long. That's over half of you listening right now. That's where Webflow comes in. Their visual-first
platform allows you to build, launch, and optimize webpages fast. That means you can set ambitious
business goals and your site can rise to the challenge. Learn how teams like Dropbox, IDEO, and
Orangetheory trust Webflow to achieve their most ambitious goals today at webflow.com.

(00:03:30):

This episode is brought to you by Anvil. Their document SDK helps product teams build and launch
software for documents fast. Companies like Carta and Vouch Insurance use Anvil to accelerate the
development of their document workflows. Getting to market fast is a top priority for product teams, and
the last thing that you or your developers want is to build document workflows from scratch. It's time-
consuming, expensive, and distracts from core work. You could stitch together multiple tools and manage
those integrations or you can use an all-in-one document SDK.

(00:04:04):

Most product managers will tell you, "Paperwork sucks." Anvil's document SDK helps teams get to
market fast, incorporate your brand's style, and give you back time to focus on your company's core



differentiated features. For your users paperwork often starts with an Al-powered web form styled and
embedded in your application. From there, you can route data to your backend systems and to the
correct fields in your PDFs via API. Complete the process with a white labeled e-signature. The best part
about Anvil is the level of customization their SDK provides. Non-technical folks love Anvil's drag-and-
drop builder and developers love their flexible APIs and easy-to-understand documentation.

(00:04:46):

Build documents software fast with Anvil, that's useanvil.com/Lenny to learn more or start a free trial.
That's useanvil.com/Lenny.

FROCERIR:

REBL T HESFAMRERAR. RIERPVBIERANZ — HRRZ AN, St(TRERIINT REUEFE, #B
ZMERIREW, DoorDash ZHZ—MREERMI S, XIMHZE=ZNEELNEE, FETERENR
Fo MINGEE, ERBEIFEERERE. ZBEMRBEEEERIT. IERIMRRIRERILNT BEANSEFE!
E’J—‘““Fﬁo KT AHEZHRER, FE—MMES “RER” BIWR. FATEI5 Elizabeth Stone ET B
RENEX—=, tESEENABRE—1F8. FRUBERIRIRIRY 2B RS ARSI AR E .

(00:02:42):

AET B Webflow 8581, AREBEAAKR, MBIT1LIELR. BITHFEMMLEFNZE—MBESER, ENIZE
RIREHFE U B GBS P Eh S — 8 7. XREULEIR, BXBEE—HIE: 54% WASERTMIIEMFEN X
K, XBITMEEEWATEN—¥A. XFE Webflow KEFFHIMA, TR ET S A IFIRIRE
WE. KEMRUEMIT. XEKREMALLIEERFENLSBiR, MWL EEB N Pk . 158
webflow.com, Tf# Dropbox. IDEO #1 Orangetheory ZHBAIN{AE1E Webflow LI IR ZFHHIE Ko

(00:03:30):

AETEH Anvil 258, {18944 SDK #BI~= mE BAIRIREEF & B X443k %. Carta #1 Vouch Insurance
ZATMERA Anvil RIDREXETIERNA L, REFATIZERBEANEERES, RAFHFLARETE
VLR MK TFHIE M TR, XX E5H, FE2BIZOLENE . RAUBEZNTAHERE
XLEEERR, A LUERE— A RIS SDK.

(00:04:04):

REYREBHMEEIRMR, “XRIIERER" o Anvil BIXH SDK EBIFIVIREFH N T, RINIREMEE
K&, HitfrEEZHELZETFTRRNZOERHINE. HTFIREBFARR, XBITEEFEET— T IRANEK

FRIZF Y Al IREHEIMITIRE, MABE, (RAILUED API SEIRERBEIFIHARSAHM PDF PHEHFE. BTH
R FERTRE NI, Anvil REMSETH SDKIRENERIKEE. IERARARER Anvil B9EHRIE
B, AAARMNERMITRIEN AP 05 T IR,

(00:04:46):

fEA Anvil RERMGIESERE, iAhiR] useanvil.com/Lenny T #RE 2= B AR & .

(00:04:59) Jessica Lachs
English:

There's two main things that | think are important when you're structuring a team. The first is | believe
that analytics should have a seat at the table just like engineering and product and the business folks, the
operators. For me, analytics is a business impact driving function and not purely a service function. |
think there are analytics teams at other companies where they are answering people's questions, maybe
even through Jira tickets, we're building dashboards. That was never really of interest to me. That wasn't
the team that | wanted to build.



(00:05:35):

For me, it's about finding opportunities, about having a point of view on the decisions that we should
make, not just answering the why but answering the so what. "So what do we do now that we know
this?" And so that's definitely one thing as far as my point of view on building a data team. | think the
second thing which may be a little more contrarian is | think there are people out there who think that
analytics should be embedded into business units. | strongly disagree. | believe a central model, a center
of excellence is superior and I'm happy to talk about why, but that's something that | feel quite strongly
about. We've tried it or | shouldn't... well, we've experimented in the past with the alternative, so putting
it into a business unit and it's just much more problematic and | think the value you get from a central

model is far greater than some of the things that you might lose.
R EIE:

TR, TANNERHFFEEEER. £—, FREIMEAMANZERRE LSE—EZH, mEIRE.
Pl SEEAR—F, WHEKR, DR TR SZMEVEREE, MANIXB—TERARSIREE.
FEFLERFMOTENRRERZEANRRE, EERET Jira THERQBIE, HEIABREMNRE, BIX
LEMRARREE, BRI ILE A

(00:05:35):

FEFR, PMRXTFERUNSE, XTFXMRINMZMBENRRFENR, FMERE “At4” , RELQE
‘BERE" o “BEABRNMETX—R, BEIPZEAN? 7 XRRXTEIHIEFAPANE — M=, FZ
RAREEASENY: BENAARTARRIZIRARIZ N SSER] (Business Units) Ho FagZIRIT. FHIAA
Eh#ER (Central Model), Bl “s#e0” (Center of Excellence) , RE MM, HRERERIXKERR, B
b RZIERRI, BIIEEESRAT —HERLHE —F—HMAER, BHESWARBANLSE], ER
MA%5%, RIANMEPRIREPRENNEIZ A TFIRAI LR ENRE,

(00:06:36) Lenny Rachitsky
English:

Yeah, let's definitely talk about it. And just to make sure people understand, when you say central versus
embedded, is that in terms of reporting lines, in terms of their goals?

AR ERIE:

E0, BIN—EEZWWX . ATHERAXKER, HMFED ‘9" 5 “GARX” B, BBLIRXA
(Reporting Lines) 2 t{IBIEHR?

(00:06:44) Jessica Lachs
English:

It's a great question. So mostly it's in terms of reporting lines because | think on the goal side, that is
something where we have the same goals that our partner teams have, and | think that that's actually an
important part of a successful central model. So when | say central model, it just means that for
marketing analytics, marketing analytics is part of the broader analytics team. It does not sit and report

in through marketing. Just to clarify.
R EIE:

AR, FBRELHEXRSH. AATEBEFAE, FMNSEFEAHBAMNBERE—HE, HIANAXKEFLR
RHEFRXERNEZAERID. FMUSRRIEPRREN, ENERE, tLNHHDHF (Marketing



Analytics), ERENARDHHEN—E7, MABERZREHHER TR,

(00:07:13) Lenny Rachitsky
English:

Got it. So the reporting functions at some companies, there's the head of marketing or some partners to
the head of marketing where the data, say, analyst or biz ops people or data scientists would report
potentially to them and that's it. And they're not as connected to the core, to the rest of the data team,
the rest of the analytics team versus-

AR ERIE:

BET. AXREAQT, CIRMERXFR: mEEIESMUA, BEIRIM. LSEEARTEERFERA
e EEAMI TR XHEMISZOBIERASEMDTENNBREMAIBARET, MAELLZT—

(00:07:30) Jessica Lachs
English:

Exactly. Yeah.

FRSZERIR:

R o

(00:07:31) Lenny Rachitsky
English:

Yeah.

FRZERIE:

=i

(00:07:31) Jessica Lachs
English:

So you'd have a bunch of smaller, of course, data teams that sit embedded within the functions. And |
understand why business leaders like that. You're embedded within the function, so you're a part of the
team. That ownership, that camaraderie that comes with that, | think you can solve for that. But | do
understand that that is a benefit. | think the other benefit of course is the business leaders control the
roadmaps so they get to dictate the work. They know that they have help and resources in that area when
they need them. So that certainty, that control, | totally understand the value there, but | think that those
are two things that you can solve for if you know that those are the biggest issues with a central team. So
for us, we have a central analytics team, but we are divided up into pods that map perfectly with how
product engineering, operations marketing are structured as well.

(00:08:33):

And so our team de facto has these folks embedded with our partner teams, even though the reporting
structure is up through a central org through me. And that helps the team to feel like they are one team,



both in terms of the analytics team feeling like it's one team, but also to use the marketing example, the
marketing folks are one team and because the analytics shares the same goals as the marketing leaders,
your incentives are aligned to work on the most important things and your success is their success and
vice versa. So | think that that's been really a happy medium, but still preserves all the benefits of a
central org. And there are a lot of them.

FROCERIR:

FRUUMR SR —HEBCEES MR IR N R HIERN. RIEBAT AL SASERXIMIER, RERNTEEREESR
I, PREMREZREIARN—5R. AMIIBREMBEZMRASAE, FIANEEUBERY, ERHILIERRIEN
— MR F—MERIAR WS AT LUEHIERLLE (Roadmaps), FRAMMITAILURE TIEFRR. fthiiIxIE
AEFEREZMNEIMAEMNZR. XMHEEMZE ], Re2BRENE, BNRMFMEXLEZEHR
NEASRARIEE, (REFTUBRENN. MENKWR, HNE—ITSERNDRE, EFRIIETHT—P1
NGIPA (Pods), XENDAEmIE. ZE. HIHEBENEETENN,

(00:08:33):

Fitt, FHNBIFTESEE L (defacto) BRERATESIEKHEANGRR, RELCKREHED LBIEPARTIRS
o XEBTHNRBREEMIIR— N BAE—EELWEHNREZ— M EE, XUTHEHEAF, itHHAR
RBEIZ—1BE. BNDMARSHHASERLZARNER, MEEBIEEXNTTH, KRBEHREEN
F15, REIBIIMEMNMTY, k2R FIUFIAARE—IFERENTHAR, RMRETEFRA
LR, MBEFLEEZ,

(00:09:23) Lenny Rachitsky
English:

| want to hear about them, but | think something that some people may think when you say essential org
is like a silo data team that sits there and they're like a service org a little bit within the company. It's like,
"Hey, | need some data help." And you try to convince that, "Hey, | need some help on this thing." And
that's not what you're saying.

AR ERIE:

HEIRITX L&, EFINNGMRER “EPRXAR" B, BLEATESBE—NMIILZNBIERR, LERE,
BEREATAMHIMRSH. fEE, TR, RFE-LEHELENER” , ARMEERERMAEN, 1%, &
EXHELJFBEENL o BIRRNAHFRZXMIET.

(00:09:41) Jessica Lachs
English:

Oh, no. No, no, no. That job seems terrible. | don't want that job. No, to the earlier point, we have a seat at
the table. We are business partners, we are thought partners with our product counterparts, with our
engineering counterparts, with our ops counterparts, and we again, share the same goals and have the
same initiatives that they do. And it's just our job to come at it from a data-driven place. We bring to the
table insights on things that we've noticed, deep dives that we do to understand the problems that we're
trying to solve better. If we need to grow, what are the most efficient ways to grow? What are the trade-
offs that we have to make? Where are their pockets of opportunity? That is what | expect my team to be
able to bring to that table, the proverbial table, that we want to see that. And in order to earn their spot,
that's the deal. We get the seat at the table and we need to earn it by bringing opportunities that we all

can go and go after.



AR ERIE:

M, o &, &, o BHIEMERICERT, KRB X, EENABR, BMERRELEE—E
Zie BAIRBUSZUHE, BFm. T8 BERFENREUMN. BR—RK, HNAZHEENET, HEHEER
Bile HMNHNIIER/EMBIERDHAEL L, HNERENURINRER, BLREEZE (Deep Dives) K
B IEE R ERRAAE. MRBNNFEER, REMHANRHA? HNFBEMEPLENRE? aRE
ME? XKL RMIBAEFTEAK “RRKE" EHFRB. ATRSBNELL, XMEXS: HIVRET
AL, EFRMNBEELHRARAUHLRERI IR E SR MNME.

(00:10:52) Lenny Rachitsky
English:

Awesome. So in a sense, it is embedded. They're embedded in cross-functional teams across the org, but
they report up to essential org to you essentially in the end?

FRCERIR:

AETo FMUMEMBX LR, ERRARN. WITBMATEBMELRNBIRERANT, BRKZTRGEPHA
4, WMETIRSGIR?

(00:11:01) Jessica Lachs
English:

Yeah.

FRZERIE:

=i

(00:11:02) Lenny Rachitsky
English:
Cool. What are some of the benefits of this approach?
R EE:
Bo XM EBMLELFRL?

(00:11:05) Jessica Lachs
English:

Oh, there's so many. Okay, so the first thing is a consistent and high talent bar. I think this is something |
saw when we would have some pockets of analytics folks embedded is having a consistent bar for talent
in terms of what we're looking for, what are the technical skills, what are the soft skills? And being able to
evaluate candidates with that same bar, using our same rubric. You just get more consistent and higher
talent in my opinion. I think that's number one. Number two is actually growth opportunities. So if you're
siloed, you may be the most senior data person within... | keep picking on marketing. But you might be
the most senior data scientist within marketing. Where do you go from there? | think when you have the
central org, you're able to see if there are growth opportunities in other areas within the company.



(00:12:04):

And so that really helps folks to stay engaged because they can look at new problems if the problems
they've been working on for several years are getting maybe boring and they want something new,
there's an opportunity, move from marketing over to merchant analytics. And then | think similarly, if
there isn't a promotion or room to grow, if you want to be a people manager and there just isn't a people
management role within your functional area, well, you've got 10 other ones to look at and maybe there
is that opportunity. So I think it helps with the growth opportunities for the team, which helps to retain
talent. So that's a second thing. The third thing is just consistency of methodologies and metrics. So you
don't have sales that was as defined by one team and sales as defined by another team. You just have
sales and everybody is using the same metrics, the same methodologies, and you're able to improve your
methodologies with input from more people.

(00:13:10):

And rather than recreating the wheel, building the same churn prediction model on six different teams.
You can instead build one and have the input of six different teams. | think that's definitely another
benefit. Also helps you just scale because you start to see the same problems across teams and so you're
like, "Ooh, this is an issue that we need to get ahead of. This is something we need to automate," or, "This
is something that we need to improve upon,” or, "a problem that is going to grow as our business, as our
teams scales." So | think it helps you see around corners a little bit more.

(00:13:45):

And then just lastly, there's a team culture brand. I think that's really important, not just externally for
recruiting top talent, but the team is really proud to be members of the analytics team. We have a unique
culture of learning, of sharing. You have someone you can go to talk about your challenges. You have
someone who can peer review your work. | think just having that team culture that we have is really
important. And it's a lot harder to get when you have the individual silos, particularly in an earlier stage
when it's a smaller team, you just don't have as many people around. Everybody wants to have friends at
work and we're creating an environment where they can find like-minded data nerds.

AR ERIE:

B, XZ7. BARK—BESVENAA MG, HEAMADTARBEESLN, RERF-—BHATITE
— BERNTFHRAAFER. RARKENRREE. BIEPEE, KA UBREFIRENTERKITG
fREN. EHRER, XHFMERTE—H. EBRLHAT. ZRF—R. F_RERKISZ. MRIFKANIL
EFEANERN], RATRERTHE (REZHHHES]) BERARVBEART, ETRIFEEEM? MEEFR
PRSP, RA]UERATREMTRBI R K=,

(00:12:04):

XEMTRERINSS5E, AANKRMENLETLEREFNANERSEN T, BEZHAHKRA, WITATUM
TIDINREEF 2. FF, MRLKEEATE, HEMBMEREMRAENRETIEREEERL, RiE
BEM 10 MURAIUE, WIFRERBNR. FIUAXEBTFEMNRLRK, MMEEAZT. F=REHEIL
MBI —E . MMARBE—THNNEXE “HEH ME—TEREXNTERENRR. 2/8RE—
N HERT EX, ARERBENETNAGELE, HERAILEIES ABRNRHX LT XL,

(00:13:10):

S5HEEARTAENENEEEERF. B/ MEERRRTUNER, FWORI—1, HFEETHNRNE
o XEMNESZ—MIFL. XUBEBTMERL, HAMABERRRAMNFERBRNEE, REFIRE:
‘M, XB—MENFERABRNEE, XZRNFBEEMNUNARA" , HE “XZME L SNEREY
AMSLRENER" o FRAERERIRE RN RERI DL,

(00:13:45):



Ra—RERNXtmE. WNAXIFEEE, FNEMNIMEETRRAT, HREAHEENE DR
—RMEEER. HMNE—MEEFNFEINDEXN. FEFTUFENNSR, BRIURRH#ITEITIEEH
(Peer Review) BYA. FHBEXMEAXKIEFEEE, MARGTIIDRSE, XRMESLH, LHEERHE
MEBNEY, (RABEKBEBRAZA. STABBELFRPERR, HNEET — PR, Lt EISREE
BH “HIEE" .

(00:14:33) Lenny Rachitsky
English:

It makes me think about Airbnb's first data team. | don't know if you know Riley Newman well, but he
built Airbnb's first data team and it was actually an analytics team. They called themselves the 'A-Team'
on the point of culture, and that always felt a lot of fun and they loved being part of that team.

FRCERIR:

XiLEAEE T Airbnb B —XEHIER. HAFBIRZEFAE Riley Newman, EILT Airbnb BY5—32#K
1EEIRA, LR EBRB—< A HEI. EXWKSE, WIFESA “ATeam” , XIFERZEREE, iR
ERA A EAY— 50

(00:14:33) Jessica Lachs

English:

Yeah. We have the same, but now | feel a lot less special for coming up with that name.
FpERIE:

B, FETB—#, BIARREEXNZFEBARNT ().

(00:14:55) Lenny Rachitsky
English:

Oh, you called it A-Team also?

R EE:

MR, R A-Team?

(00:14:56) Jessica Lachs
English:

Yeah, we got the A-Team, yeah.
FRCEIE:

T, FIBAE A-Team,

(00:14:59) Lenny Rachitsky

English:



And then | think they moved away from it when there was a push. Now we're data scientists, we're not
analytics or analysts. And that was like, | don't know, 10 year ago, like [inaudible 00:15:08] data science.
We're data scientists.

AR ERIE:

[ERFBMNEFT T XIIE, FASRE—RER, ARESR “BIZHREHNFER, F20HM” . BEKX
2910 FRINET, AREBRBLIIERFER,

(00:15:09) Jessica Lachs
English:

We'll always be the A-Team.
FRCEIE:

ik izEB =2 A-Team,

(00:15:11) Lenny Rachitsky
English:

There's so many threads | want to follow here, one that's a tangent, but something that | think a lot of
people struggle with is you talked about how you want your data team, your analytics team to be
proactive, to find opportunities, to give you ideas, to help you figure out what to build, not just answer
questions. At the same time, there are many questions that teams need to get answered. Do you have any
advice for just how to set up a team where they both find time to explore, dig, show opportunities and
come up with big ideas and also, "Hey, we just need to figure out the funnel conversion on this thing," or

"Hey, what do you think? What's happening in China right now?" Thoughts there?
FZERiE:

XEARSBERNRNHIER, B—NEINE, EFHIANRSAMEALSFIL: MRERIREZRIBIER
PA. DITEIRAEEEIR), ERINZ, RERE, BIRHEEMENA, MANRXEEZFRH, ESLtRE,
F\BRARZREFTERE, A FOFARZ—IMEHNRBEFARIN, iLIEREBLREIERR. 2E. B
TEFREARE, XERM 18, RINFEFBFRXMARAENRHIERUE" HE R, MESPERETL
ETHA” XEXBEBK?

(00:15:47) Jessica Lachs
English:

Yeah, such a good question. | think it's something that never gets easier. You have to be very intentional
to carve out time for exploratory work for deep dives because as you mentioned, there are always more
questions and more work to be done than hours in the day. And so | think being intentional about it and
setting goals for your team around finding these insights through self-directed work is an important
mechanism for holding ourselves accountable to that goal because it tends to be the first thing that goes
when you get a lot of inbounds, you're like, "All right, well, let's deep dive on something that | don't know
if it's really something. It could be high RO, it could be low ROI, | don't know." So the expected value is
lower than this known thing that | can deliver and make someone happy.

(00:16:42):



So | think to prevent that time from just slipping away, you really have to be intentional. We would do
hackathons for our team to carve out days to just go and look into these really interesting things and find
opportunities. And | think we have the support of our business partners because so many great insights
have come from these deep dives and it really has been some of the work that drives future roadmaps. So
they're always really great at allowing us to have this time and actually encourage us often to have this
time for some self-directed work, to go find the next big opportunity.

FROCERIR:

BH, REXET. MANAXKEFRZEREZ. MOAIFEERIRMANREE TENREZTREE LHeta),
FIESNARFRIR, R TIEXZLERE %, Eib, FINAERIRMAIIRE B, LEARBIEETEEANR
A, BLBEIMTZERATHNEENS, HAHMKEIRERTKRE, RRETFFEEFE— M RIEHEN. R
SR R, LEEMRANAR TN ETHERSENENRA, ERRADRE (RO FIEERS, e
RERIR, FAAIE.” FRAERFEANEERERIEALRIZIZAHILABEHENESER.

(00:16:42):

AT HIEXEREIAERE, MBTIEEERIR. RIS NEANENEEN (Hackathons), TiJEHIXEY
B ERARBLEEEFTBNEBEH IS, HNFETUSESFENHNSZT, BATSHRIAREREXE
REEHE, MEXLETERSERE T ARRHBELE, FIUMIE2RZFHRIAEXENE, EELEHHEK
MN#TEEHAR, EFHT—TANZ.

(00:17:23) Lenny Rachitsky
English:

If there's no answer that comes to mind, that's totally cool. But is there an example of one of these
insights that someone on the data team came up with that led to something big for DoorDash that you're
able to share?

FRCERIR:

MR—FERNERBERR. BEREXFE—TMIF: KFEEAMBEDNARE T —1MHEE, &%L7 DoorDash
HRTERFM?

(00:17:35) Jessica Lachs
English:

So one interesting example was from a hackathon we did a couple of years ago where we were looking at
referral as a channel for consumer acquisition. And when you compare that channel to others, it was
below average in terms of the engagement you'd see from consumers who came through that channel
and the payback period. And rather than just lowering spend on referrals and moving right along, we
really wanted to understand what was happening. And so during the hackathon, we did a deep dive into
referral. We actually tried referring each other. We tried committing referral fraud, creating new accounts
to get around rules. And we uncovered a lot of fraudulent behavior through this deep dive. We ordered so
many cupcakes to the office. | remember using referral credits because you had to place an order to be
able to get the referral bonus. So we would create the account, place the orders, and we just kept
ordering cupcakes.

(00:18:39):

And what we noticed was that referral as a channel was a bit misleading when you would look at the
average in terms of payback and that it was really a bimodal distribution and you had one group of really



great consumers who were referring other really great consumers, and the payback on those consumers

was really strong. In fact, if that's all you saw, you would spend a lot more on that channel.
(00:19:08):

And then what was happening was you had this other group of consumers that were not as good people
who were posting referral codes online and getting people who were just in it to get free discounts and
credits. And we had at that point in time, pretty lax fraud rules. And we didn't have caps on these things.
All of which came about from this deep dive where we found that this group of consumers was really a
drag on the efficiency of this marketing channel. And so | think that's an example of a few things that we
like to do at DoorDash. One being these deep dives and taking the time to really understand the problem
and then ultimately make a bunch of recommendations for what we should do, including better fraud
checks, caps on referrals, et cetera, et cetera. But also how the average can be incredibly misleading. And
so looking at distributions and trying to break down what you're seeing to find ways that you can
optimize in ways that you can gain in efficiencies.

FRCERIR:

— N EBNGIFREILERMBRNEDN—REZNL, SRRITEMRR “HE (Referral) 1ENREVEHEERE
FIRR. SHMMREAEL, BIEGFEFRESENNERENSSENEAEL (Payback Period) #BRTFFI97K
o BATKBEERMEBHEMEARTE, MEBFREETHRRET T4, FAUERFNEE, RITHHEER
B#HITTREEZE. HMNEESIWERESE, ZHHTHEERE, IBFKARZIMN, BIXRFRE, &K
MN&RMT REBEIFTN. HNEDAEITTBRSHMER RICTFLARNNTREEGERMLSATE, L
HACEKF. T8, ARFEHITRFER.

(00:18:39):

BIVERE, MRIABEFSAHNTINE, EERENKERRARTRTUEN. EEFRLR—TNIEDH
(Bimodal Distribution) : BE—8FENFRERBETHFEMMABIVEEE, XBH ANEEEFHRIEEIE.
FEX L, MRMRABIXIOHE, MEEXTIRERAESHT,

(00:19:08):

MA—BHEENZIAL, MIIEHEFEELRIINLE, KIBEREFEFE. EREROMIRIOA. HERK
ME R ERVEMN LA, WRFIR LR, FIEXERMEFETFRRRE, BITRKIMXEDHEETEHLRT %
EHRENONE. RNNIXZ—MREFNAIF, BT KN DoorDash ERMEILHE: ——BHITREZE
HER B HIERARE, RLRE—RVEN (BEEFNEIFRE. #FLRE) ;| —ERIREITYERE
REIRFE. FHit, 2MRDHER, AZAIFRAPAEIREE, LEEIRUREERENTG %o

(00:20:21) Lenny Rachitsky
English:

That's an awesome story, great memory to come up with that one. So this is a really good example of a
way to carve out time for the data team to think long-term, think look for opportunities, find big ideas. So
the hackathon is one idea. Imagine many data people are struggling often to push back on asks that are
just like, "h, we need to know. We just need this one thing. Here's a question, just answer this one
question part." Do you have any advice to data to get better at pushing back? Sounds like a bit of cultural
like, "We have time, we need to work on these bigger things." But just any advice for data leaders or data
ICs to find time for these sorts of things?

FRCERIR:

EXTMWRERET, SIREIERIXABR. X2—MHSIEFRABLIEEEZ KA. FERNSMERRERN
BEGTF. REMZ—TET. HRRSBIEARZEETELTIREGBERL, tbmaIAR: 1B, RINFE



MEXT HNMFEX—HF. XENEHE, BHEE—T." MAHEARMEEFHIBELTEREGHARN
13? IMERXAREXUEER, thil “Bi1EE, FMNFELEXEFANERF . EXNTHRIEASER
HIEDATEE (10 KK, BHARNEEREMI XK BELRELD?

(00:20:59) Jessica Lachs
English:

Yeah, saying no to someone is never fun. | think as a self-proclaimed people-pleaser, you don't want to
say no, especially when it's something you can do and you know that you can very easily with maybe an
hour's work, make someone happy. | think it's really important to establish a culture and for leadership to
really establish the rules of working and that operating model so that some of the junior folks aren't
forced to always have to say no. And | think one of the ways we do that is through our goaling. So because
our goals are the same as our business partners, we're able to pretty easily say, "Hey, we've got a limited
amount of time. These are our goals. What are the most important things that we are going to work on
this week or this month in order for both of us to hit our goals?"

(00:21:49):

And so when something comes up to be able to say, "Hey, this data poll that you want me to do, is this
more important than these other three things that | was going to be working on? Yes or no?" And | think
sometimes people don't necessarily realize the trade-offs, and when you make them apparent and you
put them front and center, they realize that, "Oh, actually, you know what? That asset's not important.
That can wait." So | think that that's definitely something | would recommend, which is always share the
trade-offs. Don't suffer in silence with, "How am | going to do all four of these things?" Bring it up and say,
"Hey, this is what | was planning to do. If you want me to do this extra new thing, then one of these other
things is going to have to drop.

(00:22:36):

| personally don't think that your ask is more important than these three things, but maybe there's new
information, maybe there's context | don't have, so let's talk about it." Rather than just being like, "No, |
won't do that." That's not a great approach either. | think having the conversation and constantly
reevaluating your prioritization to make sure you're working on the most important things or your team is
working on the most important things is really good hygiene to have with your business partner. So some
teams do that through a weekly standup like, "Here's what we're going to do this week. Do we like this
prioritization? Do we not?" Some folks do it less formally than that. | think you got to figure out what
works for you. But to the earlier point, it's a conversation with your engineering partner, your product
partner, your ops partner, you're all on the same team, you're all trying to achieve the same goals and
you're all incentivized to have your analytics team working on the most impactful things.

FRCERIR:

B, BENAMKRZHRRNE, (FA—DEIAR THFEAR , (RARESR, LEHERABRIIREEME
BES, MEMMERBE—TNEREELFIATFON, ZIANNBI—MXUIFEEE, AFEFERILIF
MUFMIEERN, IHENRRTIRABHREERRF. RNEUX—KGEZz—2E8TIRE BT ENHEA)
WERSUSEFENHFNBER—, RINTLREMRMIE: T8, HINEAER. XEZHRNNEBIR. AT
IFRNNSEEAKBER, XANXTARNEMHREENSZBRHTA? 7

(00:21:49):

FRUSEFERLIET, RAyLie): 0%, REZRMBOXMRIERRN, BEEREHVEBNSIN=HCHFE
EE? BERARE? 7 BIARENAIHEERIRIERNNE (Trade-offs) , HIFEXLENEIRTESE L
B, 1aS0RE: IR, EXPIBREMWAEE, AJUFES.” FIUBRENHETHN—RE: KD ENE.



RE—PABRREAR “RREABXEGEERM T BE. BEREFRHGR: TR, XBHERITIIEME.
INRIRBL B BRI R, AR R PR ERMFE T

(00:22:36):

ETAURFHBERGEX=ZAFEE, EEFERFNENHEENER, FAUIITIEE” XEEZR
R, B BEFESZ. HNEIMEHFHERITEMEE, URFRIRRRBENEMRERNER,
BEUSUHFRBREFXAN “DEIR . BEFANEIERUGSKMXESE, thil: “XEBNFAEM
Y, XPMEEBARSTINAIG? 7 BEANWKIRALER. MEEXIEEGHECHNSRN. BEENARR, X85
T2, . BERHSE, RIER—TE, BIR—8, ARBEDILDITENEMRERMAONE

15o

(00:23:32) Lenny Rachitsky
English:

This advice is great for any role basically. And if | were to summarize it to a couple words, it's just prioritize
and communicate what your priorities are and then align on the trade-offs of shifting your priorities.

FRCERIR:

XA EWER FERTAEMRG. MREA/LMARELE, BRE: BEMRLR, WBIRHNMER, AEMK
LRI REINEA R —E,

(00:23:45) Jessica Lachs
English:

Every once in a while you just throw one over and say, "You know what? This is quick. I'll do it." At least |
do. | think sometimes just knock it out, build some goodwill. | think that that's also important. But
usually it's not something you can do in five minutes and in that case it's that ruthless prioritization for
sure.

FRCERIR:

BRIRB A LRGN :  “RAEE? XPMRR, FIRFHT.” EORIXAM. HIANERIRFTR—ENE
REIIGFRE, XMREE, B@ERAT, EEFABESHMERERN, BIER TROIHITLENMLTR
HFFo

(00:24:05) Lenny Rachitsky
English:

And then there's also the side that you talked about of just show that you can provide value doing these
things that are longer term, like prove your worth. "Hey, look at all these opportunities | found for our
team over time, | should keep spending time on these other areas," versus the on fire stuff.

FROCERIR:

EEMRENS—E, MERTIREMXEKIEEIERMENE, IERMNMNE, thn: IR, FHRXEKRE
B AEAKIBIFIEXEN S, RN IZBRSEEXEMIIRANNE" , MARRGEIRLEANREENZE,.

(00:24:18) Jessica Lachs



English:
Exactly.

AR ERIE:

R o

(00:24:19) Lenny Rachitsky
English:

When you're hiring people for your team, I'm curious what you look for and you think is incredibly
important that maybe other people aren't prioritizing as much. What do you focus on when you're hiring?

FRCERIR:

HIRNEABIEAA N, RRBAMEMREBEENA, URIMRAAPERSRIFEERER ARTERBAEM. (RE
BNEREMTA?

(00:24:31) Jessica Lachs
English:

Yeah. So everybody needs to have a certain set of technical skills. | think that's a non-starter. We have a
technical bar, we do a technical screen. So | think that's table stakes. There's some really unique
characteristics that I've noticed when | look at some of the top talent that I've had on the team or have on
the team. | think the first thing is just curiosity. You can't teach curiosity, or at least | haven't found a way
to doit. If somebody else knows how, please let me know. Somebody who is just self-motivated to pull on
the threads when they find them. So they don't just answer a question. They're like, "Hmm, this thing
seems a little odd. I'm going to dig in and look. Even though | could say I'm done, | answered the
question, | did the thing | was going to do." The person that has that curiosity, something seems off,
something doesn't really make sense and goes and proactively looks into what that is. That is just so
valuable. So | really look for that curiosity and that self-motivation to do it without being told.

FRCERIR:

2. BTABTEAE —ENRAKE, XEEM. RNEEANIE, SEITEATRIE, X “ANHF -
BEZRMREP—LETRRAZTE, HEIT —LFRERIFHER. TANNE—RR2HFF 0. FHOEES
HRE, ELORERZEGE MRBEAMEELH, BEHFK. %‘t*ﬁﬁﬁﬁmﬂﬁqﬂ“&ﬂ%%}:AﬁD’Slllﬁﬁ%ﬁm
BN MARZBREIEZE 1R, =@ B, XEFEEKRERFER, HBREZE—T. AKX LRI
TERKMT T, BERERREE.” PHEEEEHFO. BEMEAN. EETEREDEZRRHIA, FBEX
£ T FIUFAFEREXMF A OMA T2 B iR E R,

(00:25:39) Lenny Rachitsky

English:

How do you test for that? How do you do that in an interview and get a sense of if they're good at that?
R EE:

RINEIMNIR X — =7 EEIRP AR S ERX?



(00:25:43) Jessica Lachs
English:

One way you can do it through the questions you ask is have something that is not quite right within the
case that you're presenting and see if people notice first and foremost. And even if they don't, if you point
it out like, "Where do they go with that?" | think that that's something that you can test for. | think you can
also ask for examples that for these folks typically will highlight this, they'll talk about, "I noticed this
thing, and so we decided to investigate." So | think that there are ways that you can get that signal
through the interview process, but it's really hard. | think testing for hard skills is a lot easier than testing
for soft skills. And | think in some of the questions we ask, we'll ask a question with the idea that we're
assessing something separate than what the question is necessarily asking. And | think that this is one
example of where that really works.

FROCERIR:

— MG EREMRERNEGPIMA—ER RS, BENARETEREETE. BEMITCERE, 3
frighiskes, BEMMNSNARN, FINAXZALUNEN, REALOEANZES, XXNEEZRE: “BE
BEITXME, FAUKMTREFE—T.” HUNTEERIEFENEZREZIMES, EXHERME, ik
RELENH AR BER 515 %, ARANNRN—LEREF, BiIaHFEHEEMSRNENERR, MBI REEsS
BINFATREH ARG F. RIANXRE— N IEEERBGF.

(00:26:47) Lenny Rachitsky
English:

You said that you give them a case. What does that look like? What is the actual approach to how you do
this interview?

FRSCERIE:
RIRIRSAMIT— 1R, BBRALERN? MEXMHEIENEESEERA?

(00:26:52) Jessica Lachs
English:

Our interview process has in the early stages a coding exercise. So we do our technical screen and a
shortened version of a business case. So real world problem solving. Typically, it's something actually
from DoorDash history, like a real problem that we had to see how people can problem solve on the fly. |
think that that's an important skill to be able to have, which is, how do you take a problem, break it
down, talk through it. A little bit like some of those consulting cases that you hear about, but something
that's really rooted in real problems. And | think you can learn a lot from those types of cases where, yes,
you get to see how people handle ambiguity and structured problem solving, but ultimately most people
get something wrong. They make an assumption that's wrong because well, | would hope that the
interviewer knows the business better than the interviewee.

(00:27:56):

And seeing how people react to being told they're wrong is a really important signal in my opinion.
Seeing how people respond, how they're able to take new information and pivot, how they're able to
make a decision. So that's another thing that | like to see in cases where, hey, you may not know the real
right decision. You might say, "Hey, | could see it going one way, | could see it going the other way." But |
always push people to say, "If you had to make a call right now, what would it be?" So are people able to



have a point of view without full information because that's life. Sometimes you have to just pick a
direction and make a decision even though you don't have perfect information. So | like to see some of
these softer skills and how they manifest throughout a case interview, even if it's not specifically what I'm
asking with the literal problem we're solving in the case.

FRCERIR:

HNVEARIEERRNERE—MRIZS S RNSHITERATE, URk— M ERRL SRS BE
R RIS TRV, B Z DoorDash A5 EESEAETRYREE, LU ANTINMEDARRBIE. FIAA
XR—IMEBNRKE: MARZH—NEE, FERIFFEFBHMIER. BREMRFEINIRESHATNEGE
i, BERFRRERTERLRAEN. BIANRAIUMXERAFZRIRS: R UB B AT EER T
(Ambiguity) FHITEMLNEERER, BRE, REHAMIILHE, MISMEERRNRIE, BARFER
HELLVEEET#I S,

(00:27:56):

FHEXR, ARAMNERSNEENNRNE-— M FEEENES. HOAEN, DNRKEHESH R
AE, URANEHERR, XRHERFPEREINS—HE: 1R, MAEANERLEERIVAE, (RAJEE
W ‘KRB UEXUE, BAUERAE.” EREERER: “WRFMELAMURE, (REEH
N7 MIREREGRITENERATRHENR? RARMEEE. BRRAHIERE TXERNER T
FE— 1 ABRHEERE, FIARERURX LR EERGIEIAP2WMAEINN, BEXH R HEFRRB
BAFHEDENEERNNE,

(00:28:57) Lenny Rachitsky
English:

Along these lines, but in a different direction. You don't actually have a deep data science data
background before you got into this stuff. | know you had some art background, you had an art portfolio
back in school, and | think a lot of people wouldn't imagine that for someone being head of analytics for a
company like DoorDash. | don't exactly know the question, but | guess is there anything there that you
think would be interesting for people to know or hear?

FRZERIE:

& XNER, EIRNGR. EEANXMURZE], ML EHRERENSERFESR, ZNEMRE—EZ
AER, EFREETZAERE. RBREATEELRK DoorDash XIF AR N TATASEXFNE
Ro BAHEZEAR, BRENMEXTX—R, BRETAMRISESART FHRATHIRNE?

(00:29:24) Jessica Lachs
English:

Yeah, it's funny. | joke that | have a job I'd never be hired for because | don't have a traditional data
science background. And | know that Elizabeth Stone on her podcast with you talked a lot about her non-
traditional background for a CTO. So hey, maybe there's something to it. But | became a data scientist out
of necessity. | completely self-taught in terms of SQL and Python and | did it because there was a need at
DoorDash for someone to help figure out what the right goals were, how we set those goals, how we were
performing different markets early in the DoorDash story, so 10 years ago at this point. And | think | just
gravitated towards that type of work and Tony recognized that superpower in me even though I don't
have that formal training. So yeah, I'm a bit of an artist for fun, but | guess a data scientist in practice or
for career.



(00:30:31):

But | think that that non-traditional background has been a great thing because I'm able to hire people
who have the technical skills that | don't have, the folks with PhDs in statistics and the data scientists,
machine learning and otherwise. | am able to hire those folks and yet keep them really focused on driving
business impact because my background was on the finance side, and so I've always been a pragmatist.
And for me, the purpose of our team is to drive business impact. And so the mix between the technical
skills of the smarter people that I've hired, the smarter than myself, and my grounding in driving business
impact has been a really great partnership.

AR ERIE:

1, RE#E, REARKYR, NIRBEVBRINEXMNIE, BREEFSKEA, BARSEEANEER
FH=R. HHE Elizabeth Stone TERAVEZR P HIKE T ithERN CTO WIFERE =, FILL, MR, BIFXEAH
LELTE, RRHTHEEARANIBRFERN, A SQL # Python T22BFH, EXAMERNEHN
DoorDash EEBARFBERERMNBEMREMHA. MEIEEXLEBR. UREIMNEREHTZNRRME, BE
10 g1 DoorDash NIEZ HIBHR, FHEHR WXL TEWRS|T, M Tony (DoorDash CEO) EFHE LAWY
XiiBae1, REBEERZIENFI. L, B8, RURENZEAR, BEXBRMRWEEFEMHIE
BEZR,

(00:30:31):

BHIANAZXHIFERAERE—HEE, BAKEBREABLEAEHFAFESHEAKENA, LIRS
T, MBFIHERFRE, KERAXLA, RANLENEIFEDIVSEH, AARNEREEHAE
B, FRABR—ERINSKREXE., WHHKR, BANEFENENMIEMLSRm. Fit, HEMARLEIERE
BRANKAANT, SHREETRSEMNSZLSERES, AT —MEBENGEXR.

(00:31:21) Lenny Rachitsky
English:

That's quite an inspiring story for someone that is just starting out and doesn't necessarily have a lot of
experience in data, but also just generally. | think this is a really cool example. You could be successfulin a
field that you don't have a ton of background in. I'm curious what you think it was in you that allowed you
to succeed in this and get to where you are today. What do you think you did right or what is some habits
or ways of thinking that you think helped you achieve that?

AR ERIE:

MFRENES . F—EBRSBUIBZENA, BEENRBEAKLR, XHBE2— M FEMSHRE. XTI
BENF REUE—MUEEREERITUREGEMRI. HRENE, MANECE LESHARRILMER
RETEX N UREVS RN HERISKR? MEFMMN T4, HEBEMEIRHBLS X BRI TX—H
52

(00:31:52) Jessica Lachs
English:

First off, | have imposter syndrome like everybody else. So it's not like | have this crazy sense of
confidence of like, "Oh, | can do anything." | definitely have the same doubts that others have. | think part
of it was probably not even realizing what | was doing. When you're at a startup and things are moving
quickly and you see a problem, and I've always liked solving problems, so | was like, "All right, how do |
solve this problem?" It was like, "Oh, well, | need access to the data. | don't have access to the data. All



right, I'll ask an engineer to get me the data. Well, this isn't going to scale. | can't always bother an
engineer, so how do | figure out how to get the data myself? Well, let's learn Python." So | think it
happened organically and | don't think | realized at the time what | was even doing.

(00:32:41):

And then | think if you think about things from first principles about what you need right now in front of
you to unblock yourself or solve a problem, and you just focus on that instead of thinking about a global
org that you're trying to build. | think that that helps. So for me, it was always about solving the problem
in front of me the best way | could. And if that meant | needed to hire an engineer to report into me
through the finance org, then that was what we were going to do and nobody was going to tell me |
couldn't do it. So | think it's a belief in yourself, and ultimately it's just my desire to solve problems and
figure out what has to get done is, | think, ultimately how it came about.

AR ERIE:

B, BNEMA—#FHRE “BER/MBLSIE” (Imposter Syndrome) . EHAZHMHEBRIBE. 57
‘MR, HEFAAREE" BA. HREXBEMBIA—FNERNRER. HIUNNSDRRATERHEFNEELZZIREE
M4, HRE—KMEIQE, FERRERR, REHT—NEE, ME—EEREREDH, FAUKRS
B WIE, HZEABRXNENF? 7 AREKIM: B, RFZHEHE FRENR. FE, HHNITE
MR EEE. EXFAHELE, RSN IREN, PAAREATEECEEHIE? 178, F% Python 1E,”
FRUAX—1ER R BATMARER, HEBHURNESZIZIREESEMT 4.

(00:32:41):

kA, WMRIRME—MERE (First Principles) th’k, BEMRMEFTEMH ARDBERIEREAE, HTE
Fit, MARERMREBERIL — M AFNEIKASR, XA, MHEKR, ERBXEAREBIINRGT
FARRAINET, IRXEHRERFTERMB—BIILREMHEMSARTERCR, BHRNMXAM, ZA
REEIFHAEX A AL, XR—MHXWBESHELD, FREK, BHARDAMFERBLMTHTARNE
2, el 7T X—1

(00:33:30) Lenny Rachitsky
English:

| love that so much. There's so many elements there that I think a lot of people can learn from. | feel like
there's also this underlying current of you're just motivated for this to work. You wanted DoorDash to
succeed, and you're just like, "I will do what | need to do to make this happen. | need to solve these
problems. I'm not going to overthink. Do | have the skills necessarily to do these things [inaudible
00:33:48]?"

FRCERIR:

HAERXRIET . XEERSERFINTER. RBEEE—BENDH, MERIEEFEXHEREN.
fR#%EE DoorDash 11, FRUMRSHR: “HER—IENIULERLRI. RFBMRAXLRF, RFAIERERK
R AEMXEEIREE"

(00:33:48) Jessica Lachs
English:

Yeah, | think I'm competitive. | think that a trait that you find in a lot of early DoorDash folks and current
DoorDash folks, to be honest, just wanting to win and being willing to do whatever you need to win. So
roll up your sleeves, do something that's not your job. | think back to early days of taking out the garbage



on Saturday nights because it needed to get done. | think that that was something that is ingrained in our
culture from Tony Xu, from our founder and CEO, and | think that really resonated with me, and | feel like
I've always operated that way as well. And | think that that helped me in my career to be able to do what
I've done without really thinking about it too much.

FRCERIR:

20, ARFHRREREFRIR, WKIE, XZIMAERSZFH DoorDash ZITMMAEMNS TH LEAEF RN
Bi: MERER, FEREANTREMEATEHNNS. FMUSEMF, B—ER2MRRITENE, REEE
PHIE e EAEINIR, RANIRETEE AR, HIANXZMIKNTRIEII8 AZ CEO Tony Xu ABEARIEF A
XURWARA, XiLFHEETHE, BEFHRE—EEXFITEN. FIANXERBRLEERETH, ik
FAEB MR B R M TT R TP B — 1o

(00:34:40) Lenny Rachitsky
English:

Are there any other memories or stories of the early days of DoorDash that would be fun to share?
Something that sticks with you of like, "Wow, | can't believe that's what it was like?"

FROCERIR:

EH4XTF DoorDash REAMEIZEHHRERI UDED? BB AILLMRESE “H, EFRBHEESRZEIF
E/\J” ?

(00:34:49) Jessica Lachs
English:

Oh man, there's so many, including so many mistakes that we've made. But | think something that really
stands out to me is before | moved to the analytics area, | was actually a GM. | was the first GM at
DoorDash and | was in Boston in 2014 launching the city of Boston when nobody knew who we were. And
we would wake up early in the morning, 5 A.M. and we would go out, it was the winter of 2014. We'd go
out and we'd hand out promo codes consumers outside of the [inaudible 00:35:30] in Boston, and these
promo cards would be attached to kind bars so people would take them. And the whole team, it was a
small team, there were four of us, but the whole team would go out in the morning to do this. And | think
back to our sales guy, shout out to Joey G. So Joe Graccio is our sales guy in Boston-

(00:35:47):
[inaudible 00:35:47] Joey G.
(00:35:51):

And he was gold on signing merchants on the platform. That was how he was gold. His compensation was
tied to that. And yet in the morning when we would go out, he was with us handing out promo codes
because he was part of the team because he wanted to win. We wanted to grow the business. And | think
that that is just a great example of the culture that Tony and the early employees and Stanley and Andy,
other co-founders really instilled in all of us early in those days. So | think that that ownership, that
extreme ownership of the outcome is definitely one of the things.

(00:36:32):

| think the other is just being very customer first. And | say customer, | mean consumers, dashers and
merchants as all being our customers. And the first time | ever went to the office headquarters in Palo



Alto, which at the time was in an animal hospital. The first time | went there, there was a huge site outage
and the whole company, it was like 20 people at the time, the whole company jumped online to do
customer support, to answer the phones, to make sure that folks were getting refunds for orders that
weren't going through, make sure the orders that were out there were getting delivered, just dropped
everything and hopped on to do support.

(00:37:15):

And | was brand new, didn't really know how to use the tools, and so it was like, "How can | be useful?"
And so back in those days, we used to order dinner to the office using DoorDash. And so in order to
preserve about three dashers who would've had to deliver food to us, | was like, "I'm going to go out, go
out dashing, go get everyone pizza so that we could feed the masses doing credits and refunds and do
what we had to to make sure that we were serving our customers well." And | think that night was one of
the largest refunds as a percent of our bank account that we had ever given out. And | think Tony, there
were two examples that he's talked about where we just gave a lot of money back to customers because
it was the right thing to do because our service failed and we wanted to do right by them.

(00:38:06):

So | think that those are two stories that stick out in my mind and really highlight culturally what makes
DoorDash unique and what | think has been a really important part of our success.

FROCERIR:

BRRE, XZ7, SERIVEINEZHEIR. BLBRNKREIN—FER, ERFIITRZE], HEMFL
B—REEZE (GM), F=2 DoorDash UE—1iI GM, 2014 ERIE KT WA TN, HUEEAERIIZiE,
BIRBER 5 miLK, R 2014 FHEXK, BINSHELBTTHEBERMER, XLEMEBILTE Kind 88
2L, IFEAMIAEE, BIHAR—SRIEEMA—8XELBLRAHBDEMXGE, BEETH
IMEER, M Joey G (Joe Graccio) B, MERHRINIEKLTWMHHEE R,

(00:35:51):

R EZIEIR (Goal) BFHNAF ANEFEE., MHNHFMESIIESHN., AMESRE LHIMEEN, thESAEK
MNE—EANER, RAMREANN—R, RAMER. HiTEiLLSERK, FIAAXFHE Tony. FHHETI
% Stanley. Andy FEX&EEIEALNERTFEIIAEAS LRSI EES T, XMUERN “RERER"
(Extreme Ownership) #3F@X$EZ—,

(00:36:32):

S—HEME ‘BREL . RENEFRBIEERSE. 827" (Dashers) MEF. HEREWER/RIENE
HHAZER, BELHNEE—RIMERE, HERENERERE, NLLETKERKE, SRNE2ATKRE 20
NN B AILZ LEMER, EEIE, BESHRIITEREERR, REMEZIFENITEREERE, AXKBT
FEN—EZEER.

(00:37:15):

KEREMA, FXSEARLETAH, FRIUEE: “BREAABEELIT? 7 BEHERKIISIIRA DoorDash FHA
EiTHE, ATETHBENERELRIEZENER, Hii: “BRELEMWP (Dashing) , RHEARAKER
" XEARKME—ILRIERFR—IAZ LR, BRITEEERERRSTFER . FiCFIAXE LK1 AHINRRRER
HENVEBITRKP RTELGIRHE LRENZ—. Tony BIREEFHENMIF, HNATHERNELEFRTRE
%%, RARNMNIRSEIM T, HITB*MEMAT,

(00:38:06):

XA MHE—EENERNREE, ENIRET DoorDash 1EX b LAV, HINAXBEEHATRINAIXFRER
7o



(00:38:20) Lenny Rachitsky
English:

It reminds me of the story that Tony and all the early employees, and | imagine you did this just like,
"We're dashers," it's like a rotation where you dash for a while. Is that part of the culture?

FROCERIR:

XILHIBE T — P E, Tony HIFFERMRT, HZBRBHET, ME “2REEE" . XB—MRKEE, AR
HEXRE—ERIEINE, XEXH—E72013?

(00:38:32) Jessica Lachs
English:

Yeah, so we have a program, a WeDash program, and Keith Yandell, who's our chief business officer, did
your podcast last year and he talked about this. But four times a year all the employees go out and go
dashing or do customer support, and it's part of our culture that | love. | actually go pair dashing, so | go
together with one of my colleagues. We've done it for years now, and it's a fun thing that we do together
four times a year. Actually, usually more than that. And it's important because you get to use the product,
you build empathy with all the audiences. | think all of us order DoorDash a lot, so we've built empathy
with consumers. But being able to go and understand what it's like to go out dashing and when you're in
the restaurant going and talking with merchants and seeing the experience from their point of view, |
think it's just incredibly important. And of course we find a lot of bugs like, "Hmm, this doesn't work the
way it should, let me report this." So I think it's also just great for catching bugs in the product.

FROCERIR:

=0, HEMNEBE—10 WeDash IH, HEIHNEE WS E Keith Yandell HF LB ENIREIE, SFM
R, FERIHELHEBRERERER, XRREEERNX . BEfrLR “EHBE” , BIMN—UREE
M, RIBEREFILET, BFIR (BEEZ) —EEHER—HREBNE, XREE, RAMAILE
BERG, SESREILRED. BRENAEATBEKLEIT DoorDash, FAUAEITIEEERERIED,
BEEBETHRBBERMH AR, ZETNAFEIX, MIMTTNAEEERR, BIAAXREEE, 42, Bl
KEIIEZ Bug, tbil: I8, XATHEESAZTIATIE, HRELIR—T.” FrLLUXX &M= & Bug tLiRBEE.

(00:39:43) Lenny Rachitsky
English:

This episode is brought to you by Attio, a radically new type of CRM. There's a world where your CRM is
powerful, easily configured, and deeply intuitive. Attio makes that a reality. Attio is built specifically for
the next era of companies. It syncs with your data sources, easily configures to their unique structures
and works for any go-to-market motion from self-serve to sales led. Attio automatically enriches your
contacts, syncs your e-mail and calendar, gives you powerful reports and lets you quickly build Zapier
style automations.

(00:40:17):

The next era of companies deserves more than an inflexible one-size-fits-all CRM. Join modal, replicate 11
labs and more, and scale your startup to the next level. Head to at attio.com/Lenny and you'll get 15% off
your first year. That's attio.com/Lenny.

AR ERIE:



AETIEM Attio BB, XE—TE#HB CRM (BRPXABERSR), AEBOHRE, (R CRM NMiZEINEE
BAR. ZTREEREERN, Attio iLXATIE, Attio EAT—RABITE. ERESIRIIBIEREY,
BRIECE SNBSS, HERTMEMRSIEEETSNEMENTT (GTM) KX, Attio ZHEIFE
REVBXRAGR, BESIRBBEFEHANBRN, RHBANIRE, FHILRRERZ Zapier K&K BRI

(00:40:17):

T—RATFMZZRTERE. EAK CRM. A Modal. Replicate. 11 Labs HFATMITSI, EIREIIE!
NEHWRFEIFNIKTE, 58] attio.com/Lenny, EERIZER 15% B9,

(00:40:39) Lenny Rachitsky
English:

| want to come back to a thread, something you mentioned where you and a lot of the early team had felt
extreme ownership over the company and that's why a lot of this stuff happened. For people, every
founder, every product team, they're going to like, "Yes, we need that. Let's make sure everyone on the
team feels extreme ownership." Is there anything that you think that the early team did to create that or is
it hiring, just pick people that will have that feeling already, or is cultural?

FROCERIR:

FHREEINAB—MER MEEMANRSEZHEAULSENABEHE REFERE" , IMBNFARETX
LASERBANKE. WTFETEIBA. SN mEANMNRE, MIEH8: B89, RNFEXD. iLHNBERE
AARBIE N AEBERBEER." MIANRHEE T aREEXMRE? 2FEE (REBLELAEXM
REIA), EREXNEIR?

(00:41:05) Jessica Lachs
English:

| think it's both. It's definitely cultural. | think it comes from the top and | think that Tony exhibits this
extreme ownership and looks for it in others. So | think that helps. But | think even today | expect of my
team that same extreme ownership over the outcomes. And so I'm more interested in our team figuring
out how to solve a problem than the box that someone fits in like, "I'm a data scientist and so | only do
these things." Right? It's like, "No. | mean, yes, you are a data scientist, but your goal is to figure out
what's happening, and if that means that you're going to pick up the phone and call customers, then that
is what you're going to do." And | think that expecting that and setting that as the norm for the team, this
ownership of the outcome is something that we continue to do at DoorDash and instill in everyone
whether you were early or just joined last month.

AR ERIE:

HINNRERE, XEWNEXUEEN. HNANERESE, Tony BT XMIRHGEERK, HEMAZ LEIHK
X, XREHEH. BRMEESRK, HINARERNFAXERAERFHRBFER. HERHBHZE
FAIBIE AN ERRR B, MAREABEERTRMAE, bl “BR2HERFEK, FrUFR X LE
£ o A, BAMHERHIENZER, BMNENMEFERAETHA, IRXEREMFEEZEBIELEF
THIE, BMMEXAM. FHiINA, BXFWERITERENERIIEMEAE, ZIXAT7E DoorDash #54x
EMEES, HEaLE—TA, TRERFHRIEZ EMBRINGR,

(00:42:16) Lenny Rachitsky



English:

Is there an example of that that comes to mind of someone practicing extreme ownership, like a data
scientist calling someone or something along those lines?

FRSCERIE:
BREFAFFILIRENKRZ? LR N ERIFRIESITRIEHE A BRI TR R ERRGIF?

(00:42:16) Jessica Lachs
English:

Yeah, so | actually had a meeting yesterday morning with the team that's working on some of our
affordability initiatives and we had shipped something that we expected to work, and it didn't. And
instead of, "You can dig into the data," to understand the segments of consumers that you would expect it
to work with and those that it wouldn't, of course we did that. But ultimately it was like, "I don't know
why." And that's where qualitative research is superior to quantitative research, it's asking for the
context, to actually talking to people to figure out what was the motivation, what worked, what didn't for
them. And so the team, data scientists included, just sat and made phone calls. And so they were talking
about what they found from those phone calls and that's going to inform future decisions. And | think
rather than saying, "Well, that's what the qualitative research team is supposed to do," it's like, "No, no,
no, that is what our team, anyone's team is supposed to do because that's what's needed to unblock us

from this next test that we want to run because we need to know what we are testing."
(00:43:23):

So | think that it happens every day. | think | really love when | see team members go outside the
traditional bounds of what a data science role might be and do some product management work, do
some engineering work. | think that that's part of what keeps the job interesting. | think it's part of what
makes our team special is that that is not only allowed, it's encouraged, and probably also a reason why
we've had folks who've gone from my team to the product org and to the ops org and to the finance org is
because they get to do and experience parts of that job and get a good sense for what that's like and then
realize it's something that they love. So | think it's definitely something we encourage at DoorDash.

AR ERIE:

B, LR LEFFRE EENIFMAZT “AIiBH” (Affordability) BINMIBEIAF R, HI1ELT—1I08E, &
KRR, ERAMLE. FTEEHIERTBPLREEREEN. MELH (RINIAMTXLE), &E
HNER=EIE “BRAMEATA” HNEZ. XFMEEMMZ (Qualitative Research) LFEEHRAIM !
WRER, BESARK, FERMIMNNHNEMFA, AadtWiBER, takB. TERENH, SFHE
MEFER, MAERBITEIE, MINHET MBIERLROER, XBARRORERESE, Hikh, 5HR
BRREMARENZMEIE" , Fa0R K, BIRIFATE. ERFAASZENE" , BAXZNTHERK
MTTF—NRBEERS, FMNFENERIENR 4o

(00:43:23):

HIANANZMERERBELE. KRIFFEREIFANAGREBIERZABHERARR, M- LT REER
TREAENIE. RANXERLTFRIFIEBHNER. XBEHNEFHIIMT | XAXEWRAIFR, M
BRWERN. XAIEBEATARNBERZHIMEBEALET ~m. BEHVSEI], EAeiIENs
FIEXETIEN—E, TRIERMAARN, ARRIRIBEMITAZNEB. PILUXLX ZHKAE DoorDash
Bl E



(00:44:17) Lenny Rachitsky
English:

| love that. | want to move in a slightly different direction. One of your colleagues told me that you are
incredibly good at defining metrics, which is so important to get right for a business, especially when it's
complex at DoorDash. And | hear you're especially good at finding the right metric to drive the right
incentive, especially when the business is really messy and things like that. So I'm just curious what
you've learned about how to pick good metrics and align incentives well.

AR ERIE:

BRRERZXNT. HBMANAE. MO—URFESFHE, MIEFERKEXER, XNFILS (LHEE
DoorDash X EZ&ENISS) RAEXER, HIMRIMFFHERKELSIEERELBIER TEIEHRAVERRIER)
MR, PRIAFRARIFES, KT AMAERGFRIEIRH XA ERE, RFEIT HA?

(00:44:45) Jessica Lachs
English:

I've learned a lot of things about metrics, mostly from bad metrics. | actually think you learn a lot from
picking the wrong metric. Ultimately, you want to find a short-term metric you can measure that drives a
long-term output. So people always talk about, "Oh, we want to drive an improvement in retention."
Retention is a terrible thing to goal on because it's almost impossible to drive in a meaningful way in the
short term, and yet you want to be able to experiment and iterate quickly. So what are the things that
drive retention? What are the inputs? So | think it's really important to find the right inputs, and then
through experimentation test whether or not those short-term inputs are driving the long-term output
that you're looking for. | think that's one thing. | think keeping things simple is another thing I've learned
over the years, maybe it's data scientists, but they tend to love these composite metrics with a

coefficient.
(00:45:44):

"We're going to wait this input at X and this input at X+2." And then you end up with a metric that nobody
really understands that doesn't actually mean anything. And you're like, "I don't know if a 0.1 increase is
it a lot? Is it good? Is it bad?" So they're just hard to work with.

(00:46:07):

And so | always encourage folks, just pick something simple, even if it's not perfect and your composite
would be more perfect. If people understand it, if they have an intuition around it, if it's something that
people can talk about across the company, it's going to be a much better metric in terms of driving real
outcomes than your made up composite score that nobody understands. So | think keeping things simple
is also really important. And then | think the last thing I'll say is it's important to understand how metrics

across the company equate to one another.
(00:46:43):

And so we spend a lot of time quantifying things in terms of a common currency. So for example, if | were
to lower price by a dollar, what would | get in terms of, we'll say, volume? Well, what if | lowered delivery
times by a minute? What do | get for that in terms of volume? And so now you can make trade-offs
between maybe your marketing team and your logistics team because you have this common currency
that everyone can talk about. And so we've done that. We've tried to quantify all of the levers of our
business, price, selection, quality in common terms, so that if we have, say, a dollar to spend, we know
what we get depending on where we put it, over what timeframe. | think that that helps us make



decisions more quickly because we know what our options are. We know we have our inventory of things
that we can do, short-term, long-term, and what we get for it. So it definitely helps us to make decisions
more quickly and hopefully better decisions.

AR ERIE:

KT, BFHTREZ, ABDEMERNIETFZERR, KL, BANNEBETRZINARAES,
R, (FREAERE— PRI LUGERVEEER, TRIEmKBRNSH. AMIE2H: M, HMNERSEFEEX"
BEXE—IMREENESN, BANEEHRRVFARRUERXNARNEEE, MIRXFERIRELIEHNIX
o WA, WHBFHNEREMHA? AN (Inputs) BHA? HIAAKEIERVBAFEERE, AGHELLR
M XELEFFHMA RS ENERSAEEN KT H. XRF—R. B_REREER, XEFRBIELR, B
FRHBERZROXE, MIESRHTERBNESHEIR (Composite Metrics) o

(00:45:44):

Eban:  “FHINBLEX DR XBINE, LM X+2 BINE,” REIRFEI— MR AREEERR. LB %R
EXBfEtR. R "B 0.1 B21E? BIFERN? * XMIERRENA,

(00:46:07):

FAILEREREMAR: ENEEN, WHERTE, WRIFNESEREIC LERE. NRAERERE, X
EEER, IREELRARHEINIENARA, BAERDEFERSFE, ESLRAERNESHIHENE
Z. FMURFBBEREFEER, Re—RE, BRLATRREERZERNEEFNE.

(00:46:43):

BIMNETRZEEIA “BAKRTH" RELEY. FIW, WRKEN 12T, KERFSITRE? NRBIEE
XRYEIZERE 1 0%, NBERTSZIITRE? IWE, (REAA UEHZEANYERE A Z B#1TIE, RARET
AREITTICHEAG M. KMNEBELMEITEX—R: ZHABERREENWSHFABEIIF —NMB. EF &
2, XHMRFANE 1 2B, RMTERERERFAMS. FTENEREFEHA. XAEHTFRITERM
RS, RAFNAEPIARNED, MERNEMAVERNKIEBIERE, URERET 4. XiLEH
BAVMHER, BIFRIRER,

(00:47:56) Lenny Rachitsky
English:

| could see as you talk about this why this is so important in a marketplace, especially a multi-sided
marketplace where there's always trade-off decisions between supply investment and demand growth
and dasher growth. | don't even know, my brain would explode trying to think about all these things, so |
get exactly why this is so important to business. Okay. And then in terms of the simple recommendation, |
think when people hear like, "Yeah, keep it simple," they're like, "Yeah, yeah, we're going to keep it
simple." What are some things that point to, "This is not simple," that tell you like, "No, this is way too
complicated. You should try to simplify this metric even though it's not ideal. It's not the perfect metric,
but it needs to be simpler."

FRCERIR:

IR A, FREEIRMRATAXENATE (Marketplace) FIMLEE, LER— 1 ZiHHy, BEEMNE
A BRIBRMIE IR K Z B S, HRBEXERNAREBEIRIFT, FIUKRTEERA A IS
LERE, XT “RIEFEHE" B, FEIANRE “®REEHR" B, 1R 171717, RNSEREE
B, EAMETRIIULMER “XAER” , HEILMR F, XXERT, RNZEUXMER, BIEE
B, A5k, BEBAEFR" ?



(00:50:56) Jessica Lachs
English:

Yeah. So we had a score for merchant health, which we tried experimenting with, which was a
combination of factors that we had found would lead to a merchant being on the platform and getting an
order. So we wanted to make sure that the merchant had active hours on the platform and had images
and had a full menu that was accurate and robust. A number of different inputs. And we created a
composite that weighted all of these different inputs. And then we were like, "What is our merchant
health score?" And you were like, "It's 0.35. It's not 35%. So what is that, that 0.35? | don't know what it
is." So instead of that, we said, "What are the most important factors in order... First, let's measure how
many of the new merchants are getting an order within their first, say, seven days on the platform.

(00:51:57):

And then let's look at how many of our merchants are doing these things we know are important. So
these inputs. So let's goal our team on getting merchant photo coverage up. Let's goal the team on
making sure that we have open hours, accurate hours." So yes, someone might say it's simpler to have a
composite metric, but it was so hard to understand what it was and how to move it that it became
meaningless. And ultimately moving to something that was simpler to understand, even if it meant
having three metrics instead of one, it ultimately was better for the team because folks knew what they
were trying to move. And so yeah, maybe we missed number four, five and six on the list of things, but
you got one through three and that's 95% of it anyway. So once we get success with that 95, then let's talk
about figuring out the other 5%.

FROCERIR:

M, EMNGEALE— “WHEES” (Merchant Health Score), ERBAIAIMEEILEF BEFEHR
BITENIMHARNAS. HMNEBRBATFELAERNK. BER. BEHEFENTERS, X2—
HARBEN. KINEET —MINFIAEXERANNEGIET. ARHNA: “BINEFERIZZD? 7
FIMEIZER: “0.35.” EFRRE 35%, FILAX 0.35 FIREBHA? HAME, FRHEMNLETHOE, FiR:
‘REEBNERZEM4A B, LHENGEEZVHBRFENT TR 7 RARETITH,

(00:51:57):

A, LRNEBEEZLOBFAEEBERINPANEENER, UmEREmAN. LRMERABBREENR
EEPRABEX, RENBRELHEER” BAEAIRBE-—1TESETERSSR, EENEREIERE,
KRR, EMERELEEX. &L, RAERZEFNAA —IEXEREE=MEmMAR—P—
MEPARG RMEY, RARKNEE BN T4, B8, WIFRITFETHIRLNE 4. 5. 6, BIR
fRIVET I 3T, ARFLBLRET 95% BIFM. —BEIRAIEMR 95% LEIF T AZh, BEIERITHY 5% AR

iRo

(00:52:55) Lenny Rachitsky
English:

It's so funny because this is exactly what we went through at Airbnb, we had, we call that a healthy host. |
led the host quality team for a while and we came up with this healthy host metric that was six factors of a
host, like the cancellation rate, the review rate, their response rate and things like that. And then we're
just like, "Cool, let's move this, let make more hosts healthy." And then you end up like, "Okay, which one
do we focus on?," And, "Oh, what about all these others?" And we ended up basically focusing on one at a
time. And so let's just make that the goal for now and then rotate through the different biggest [inaudible
00:53:28] opportunities to move. [inaudible 00:53:30].



AR ERIE:

XXEBT, RAXERHKNTE Airbnb £2F:38, FHEE—N “@EREAR" HIEIR. KOS —EREE
B RERERA, FiHEH T X MEANNMERAMBERE RIS, tLMEUER. FNHER. MEXREF, AR
AR B, ULBAVESXANER, LESEREFRE.” EREREEM: “WE, RITZETETH—
™7 UK MR, BEMBLERRELN? " RERMNEBEXLERTERRLTET—TRER. HINMIEHRMIR
HNEFIER, ARKRLGERFNRANER.

(00:53:30) Jessica Lachs
English:

Exactly. | think in hindsight for the example you give, which of those six things are actually the most
important? And if you're able to then quantify which one matters most, you work on that one first and
you materially move that one and then you work on the next one. You want to move them all. But being
able to prioritize and know what you're going to get for a 20% improvement in, say, your cancellation
rate, that's where analytics | think can add a lot of value. Because yes, ultimately you'll get to all of them,
but the way you do that and the time can have a meaningful impact on your growth. If you can target the
most problematic things first and solve those, you get more bang for your buck and that compounds over
time. And so doing the things that matter first and most quickly is a competitive advantage in my opinion.

AR ERIE:

Rito BRER, EFRENAIFH, BRGZEN AT EREERN? NRFEEUH—TREE, RIMAK
RA—, BEERMHER, ARBRE T RUABEIFIERIEN, BRBMEMN TR, HAERH
KIZE 20% BEHRM 4, XERDHELIEERNERMS. RASAMEKEXIVIEFRFRE, BREN
ARMBIIE KB ERFM. MRIFELEERMFBNEB/HBREN], MORAFHEEES, MAX
MM RSHEHETEER, EHREKR, kM. RUBEREENER, mE—MEFNAE,

(00:54:21) Lenny Rachitsky
English:

The other thing we found along those same lines is rotating between different metrics is so not efficient
because you get good at, "We're going to move this metric." And your team's like, "Cool, we totally
understand this lever," like cancellation rate. We become really smart at cancellation rate and then three
months later, you need to switch to response rate and they have to learn a whole new paradigm of how to
think about it. And it's just super inefficient. So we found basically, just keep a team on the metric until

there's no more opportunities and give another team one of these other metrics.
FRERIE:

BNEMNS—HFE, AFEETZEEREIFERME. RNIMER “HEXNMER i, AR
5 B, RNTE2EBXMMINF (CCMEUER).” RIWNEUEXRTRIFEREE, E=1AR, MEERHRE
EEXR, ARMGRFEI—ELHHBER. XBERRE. FPAIAFKINER, BE ENZiE—MEAMKGEE—
1B, BEIRBEZEATE, ARBIEEMIERRSHIHIER.

(00:54:50) Jessica Lachs
English:

Yeah.



AR ERIE:

=i

(00:54:52) Lenny Rachitsky
English:

So many lessons. Okay. And the first thing you said on how to pick a good metric about this idea of short-
term metrics that have long-term impact. How did you phrase that again?

FROCERIR:

EXAZHI . MIRHXTFUNERIFETNE—R, BXTREEKBRMBERET. RRIZAXEEA
TiARY?

(00:55:02) Jessica Lachs

English:

Yeah, so we find proxy metrics for long-term outcomes.
FRCEIE:

TR, HFHKILERNAERERR (Proxy Metrics)o

(00:55:05) Lenny Rachitsky
English:

Awesome. It's similar to the simple metric, and it all comes down to, again, just like the metric should be
something probably, you can move, you can understand, that's close enough to this ideal, perfect metric,
but isn't necessarily the entire ideal. Okay, awesome. Anything else along these lines of just picking

metrics, working with metrics that you've learned that would be worth [inaudible 00:55:28]?
FEiE:

KiET . XE5EREREM, TRERERE: BIRNIZESIREHD. EIERN, CRBEIMB BB, T=E
B9ErT, BAR—EFRFEMRINTENEREE, XIFT. XTEFETMNAER, EEFAMFEINERSD
ZRg?

(00:55:27) Jessica Lachs
English:

With metrics, we are often looking at the average, and | think we talked about this a little bit earlier, but
making sure that you're looking at the edge cases and your fail states is also really important. And so we
often will set goals actually and create metrics around those edge cases. So like the disaster deliveries,
the ones that go terribly wrong. So we have this concept of Never Delivered, which is orders that are
never delivered. We're really great at naming things at DoorDash, and they're very rare. And so if you were
just looking at the average effect or the average consumer experience, it would never come up. If you
were just measuring quality based on average values of delivery times and lateness [inaudible 00:56:18],
these wouldn't show up because they are so rare, but they're terrible. They're terrible experiences for
consumers. They lead to churn.



(00:56:27):

They're incredibly expensive because you're refunding an order or repurchasing food and having to send
another dasher to deliver that repurchased food. So they're very expensive, they're costly from a
consumer experience standpoint. And | think if you're not looking for these fail states, they are often
missed. So | think when you're picking metrics, yes, you want to improve engagement and you want to
improve conversion, and there's a lot of things that are averages overall that you want to move, but it's so
important to find these edge cases in these fail states and actually set concrete goals around eliminating
them because it can be really powerful.

AR ERIE:

MFIENR, RINEEEFHE, BMZaiEdX—=. BRFERIREZIRIFER (Edge Cases) FERMBLIRE

(Fail States) HIFHEEE, Ak, FH1LPr LR EESXERIHEENILEBITHAIEIEIN. LLiIARLFEREETR
BIEDIX. FAIBE—MES “MEKIXE” (Never Delivered) , ENiTEMKIXZ, 17 DoorDash FEFIE KL
& (8), XMEREEEN, FAIUNRRREFIRN K FIIEEERR, ERKERAEME R, NRMIIR
BIOXNEFIEENFERGERE, XLENIARAE, BACSNKELT. BENKERET, Dk
ERNERENGER, SSHAF K.

(00:56:27):

MBEENNRNRERS, EARERR, HEBERX—HEY, ERBR—ITIEREEX. NEBRERIRE
AEXRE, EMMNBEARE. HANMNRMAEHIHXERBRE, ENEESHRBEE. PRI IREEER
B, B8, MERES5EMNRUER, ARZBETIETEHER, EREIXERFBRMNKBIRSHELSH
BRElTRERKB, BIFEEEN, ANIXZTEEANNE.

(00:57:11) Lenny Rachitsky
English:
So the tip here is actually make that a goal like, never deliver at some team, just keep cutting that down?

FRCERIR:
FRAXERZINE, SEfFEBXMRA— DB, EIERERMEASR “MKRIZBE” , FEIFFEXDERIE?

(00:57:17) Jessica Lachs
English:

Exactly. So we have part of our quality analytics team and we have product engineering and ops on it as
well. Their goal is to eradicate Never Delivered. And in order to do that, you have to understand why they
happen. Sometimes it's human error, sometimes it's fraud. And then figure out ways that you can prevent
them, that you can fix them while it's happening and ultimately just get rid of them from the system. And
you're never going to completely get rid of them, but you can make a meaningful impact to make them

even more rare than a fraction of a percent.

FRCERIE:

Bi, BINNREDINESRE—HOAN, EEFm. IEMEZEARSSHP, MITHETMEREE “MK
EIX o ATHERX—R, RBITIBRATASZREXMER. AREANEIR, BRNENRE ARBNEM

e, EREMBEEN], HAREBENMRERER. KIZELZETEEREN, BIRaU=ELRRERN
i, LENERZERNVEETL,



(00:58:00) Lenny Rachitsky
English:

Yeah. And | feel like people may be hearing this and like, "Of course, why would you not focus on terrible
work experiences?" But | think in most companies, they look at the big numbers, they look at the
averages as you said like, "Oh, it almost never happens. Why do we even spend any time on this?" And
your point is, you should actually spend time on these really terrible experiences, even if it's a tiny
portion of your business. | guess maybe share why that's important. Is it just because that has trickle-

down effects on the brand?

AR ERIE:

B, HREFANAEIXEAIERSA: “HRAT, AFARKEILERBENGELRE? ” BEAZSHRAF, ()
RERY, BFHE, mEMFREN: B, XNLFMFRERE, RNATAEEX LERRE? 7 MRS
B, BMEXR GWSHRNERSD, REBRIZEXEREIERHARLE ERNE, (REDE—TAFAXREE
15? (RN EX mEEEDRNIG?

(00:58:27) Jessica Lachs
English:

Yeah, | think it's a couple of things. So just because something doesn't happen frequently doesn't mean
that it's not important. So the Never Delivered example is a great one in that this is leading directly to
churn and it's also costing a lot of money far more than its frequency would suggest. And | think the fact
of the matter is is when you have things that cause churn, you're losing all of that consumer's subsequent
orders, and that is not necessarily observed. You're just seeing one bad experience, you're not seeing all
of the lost orders because they're lost. And so | think that sometimes this is an area where the data
doesn't show you the full picture. And being able to quantify the impact on engagement, on profitability,
will make it stand out as something that really, that you would maybe miss if you weren't really looking
forit.

(00:59:25):

And then | think the other thing is with something like login errors, sometimes you don't see it in the data
because people can't even get into the data. If you're not able to log in, you're not making any purchases,
you're not ordering, and so you may not see it in the data that you're looking at. And so that's also
something that | think is important for data folks to think about, which is what data don't we have? What
data might we be missing? Where might there be opportunities and things that we actually need to
identify and fix that we may not see? Because in this case, with login failures, they're not able to log in.
They're not in the denominator, and so we're missing out on them from the data set entirely.

FRCERIR:

=0, BUANBNRRRE. 8%, EEFERERRFEHATIMMKREFERE, "MRER" 22— MRIFHIH
F, cEESBAPRK, MEERNEHRRTEHLAEMRMETRN. FRE, SREFESBRKMH,
MRENRIZERERSFABITER, MXAEBIEPA—ERKURE, MRABIT RERNEE, E
IR AL RN RRMBRIT R, FRUBIANEREXESE, SEFHERIRRTER. EBEKENS
S5EMEFENNTNE, FLEHAME, RARNRAZZIHMIEIHRER.

(00:59:25):

S—HERERERER. ARMEREFEREE, BNANEELEZENRSETEHE. IRMRTEER,
MIMAIWE, R TR, FRURERRBRIERAIEREERIXERAF, XURFIANNKEARFTERS
MEZ—m: HNKEWMESIE? NIRRT WLEkiE? AMERIERF LFZIRIFAEENNZHA



B, BEMNEARARN? AAEERKMBBERT, MNLEER, MAEDEE, FrUI(Te NBUEESHE
KT o

(01:00:15) Lenny Rachitsky
English:

Just a couple of more questions. There's one that | skipped that I'm just going to come back to. It's
completely out of nowhere, but | think it might be interesting is about a global data org. So you run a
global data org, you have data scientists and analysts and biz ops people all over the world, not just the
US. I'm curious just how is it different managing data people in different countries versus just the US?
What's a big difference?

FRCERIR:

EERELNEE. B—1HBER, HERERENR, XERRA, ERUNANXTE2REEARERAZRE
B, MEBEE-—T2XBUIEASR, MPBERFR. aWEALSZEEASBHRTRSM, MANNEESE
E, HREBNE, EEFTAERNBEARSREEXENASBEFARE? RANKFIZTA?

(01:00:37) Jessica Lachs
English:

Everyone always asks about the differences. What | am surprised by is how similar things are, how similar
people are, the data scientists themselves, but also consumers and dashers and couriers, as we call them
at Volt. There's a lot more similarities than differences. | do think that when you built a business in the US
and then you introduce new countries, having different currencies and different languages adds
complexity that you weren't necessarily familiar with. | think similarly in EU countries versus non-EU
countries in Europe, there's different regulation. So that adds a fun layer of complexity. So | do think that
it adds complexity to the problem set, but ultimately so many of the problems are the same. It feels a
little bit like going into a test having seen the answer key. And so for me, there are problems we've
encountered at Volt through Volt analytics where I'm like, "Oh, we've had a similar problem.

(01:01:49):

I have an instinct for what the answer might be. Let's still test because there could be differences cultural
or otherwise, but | feel like | know where we're going to end." And then sometimes there are problems
where it's new for one reason or another, and it's exciting because you're like, "All right, let's see if things
are different here." Let's see what ideas might work in a Volt country that don't work in a DoorDash
country and vice versa. So | think | tend to focus more on what's the same, and then I'm pleasantly
surprised when | find things that are different because that keeps you on your toes and keeps things
interesting.

AR ERIE:

BPrASZEX ILFIFRFNZE, FHERAWLARMN, ABMEAN-—TRREENFRES, E2HZE
E. =R (TE Wolt BAMZ WEES) . HINZRIEZTER. HWKIAN, SMERERISAFIIA
MEXRN, FENEHMES IEMRZAR—ERENESRE. B, ZN, REERSIFRBERBE
MEBARE. XIBMT —EEBNERE. FIURINAXIEMT ENEREE, BARER, REETHE—
R, XBEARGHEEREZSME . WHKW, £ Wolt DFFBEIRIRE, KM R, HiTE2I
EAaYia)E. "

(01:01:49):



BNERAERRHAE—MER, HNNAZNK, RATERFEXCHEMAENESR, BREREHIELS
22 4. ERERBIFAAERERMESHMNRE, XRSAME, BAGRESE: 9B, itHRNEEX

BEREEMAE." BEWLETE Wolt ERITIFERIIEIATE DoorDash EXRITHE, RZTMA. FRUFEHRTE

ZWXIERR, YHAUFERE, RERBEFE, HAXEILMEREER, LEREFER,

(01:02:31) Lenny Rachitsky
English:

I'm going to take us to Al Corner. This is a segment we have in the podcast where | try to understand how
people are using Al in their day-to-day and in their business. I'm curious if you've found some really
interesting way of using Al ideally in... you can go in either one of these directions, and how you or your
team work day-to-day using Al tools to make you more efficient, or integrating Al into your product,
making DoorDash better.

FROCERIR:

WMEEN “ABE . XRHNBFHN—IHT, HLETHRANEBBEENLSHIMAER A B, KR
BHEREERM T —LIEEEN A ERA. RAIUMBNAEREEK: REIRFIERA B EFEEER Al TAX
REME, HEWMEF Al £ EImHit DoorDash EFELF.

(01:02:59) Jessica Lachs
English:

Yeah, | think that there are opportunities in both. I think one of the things I'm really excited about is
actually the former. So in helping to make the team more productive, we do something called Office
Hours at DoorDash, the analytics team. And it's something that we started eight years ago, and it was a
way to provide support for teams that at the time we just didn't have the bandwidth to support. So we
would go, in the early days, we'd go sit in a room and we'd say, "Come on in and we'll help you with
anything you need help with. We'll help teach you SQL. We'll help look at some of your work. We'll be a
thought partner. You could just come learn what we're working on." Whatever it was. We would do two
hours every week of Office Hours at different times to be friendly to different time zones.

(01:03:52):

And | think one of the things I'm excited about is being able to really empower some of the folks that are
still coming to Office Hours for one thing or another to be able to use Al to help edit queries on their own
for example, to be able to say, "Here's a query. | want to make this. Please adjust this to our grocery
business so that | can see the GOV for grocery." And so working to build these tools that will help not just
our team in terms of time saving, and also to be honest, folks are going to use it on our team, but really to
be able to empower non-technical users to be able to do things on their own and not have to take up
bandwidth for the analytics team.

FRCERIR:

ZH, WNAXBINEREBENZ, RIFEBHEN—REFLE2E, BEBRSEMEH. 7E DoorDash
DHTER, FITE—NY “DRBFiE" (Office Hours) B9ESE. XRFHA/\ERIFIBMAY, LN THIBL
BITRB RBHEREFINVENRHEY ., RHRNSLE—TERZER:  “#HRE, H(TETUBIRERER

E)E, FEATRTLAERAR SQL, FEIREIIERR, MIRBVBZ UM, HEMRIAZBRT BHNEMTL.” SAKN=
LHFNNE, FERRNEEEUBRHAREX,

(01:03:52):



EHENRE, FREBRERERNSMHRERSN “DAE" A, itt1EFA Al B 2EBRERE
o FIg0, MATRTLAN: “XREMETIRER, RELIMXNIEE, BERIBEFHERZREWSE (Grocery
Business) , X#FHAEREIZRER GOV (SITEME) " FRLL, HNEEMEXLETR, IR T
aifiE (XY, RMNERNAEZAE), EEZRHZEMEIRARR, iLtIIEMIITRES, MALEA
DI PARYH B

(01:04:40) Lenny Rachitsky
English:

So essentially it's a chatbot that anyone in the company can talk to you to get advice on how to write SQL
queries, query data and things like that?

FRCERIR:

FRUAR EER—TIIRNZEAN, ATRENEAMAHLATLUBIERESXTNEES SQL EiF. ERHESFAE
AYEEIN?

(01:04:47) Jessica Lachs
English:

Yeah.

FREiE:

=108

(01:04:49) Lenny Rachitsky

English:

Is there a clever name for this chatbot per chance?
R EE:

XPHEAERETAERNEF?

(01:04:51) Jessica Lachs
English:

So it's not clever. It's called Ask Data Al, and that's named for our internal Slack channel that used to be
the open Q&A for people to ask data. So it's not at all clever.

AR ERIE:

—RBRER, B Ask Data Al, FUFKAERRI— Slack ST@ssRAY, BR-ME LUFIRLZE A SKIE) #44E 18] =
HNAFREX. FALE—RBAREHE.

(01:04:51) Lenny Rachitsky
English:

Butit's clear.



(01:05:07) Jessica Lachs
English:

But again, it goes with the theme of very, very specific naming conventions that we have at DoorDash;
Never Delivered and Ask Data Al.

FROCERIR:

BR52)H, XfFA DoorDash IFE. IFEEARSBRMES, bl “MFKIXE” M “Ask Data Al” o

(01:05:18) Lenny Rachitsky
English:

| love it. Just clarity above all else. That's something I've learned from an editor that | work with. Jess, is
there anything else that you want to share or leave listeners with? For folks that are trying to build their
data teams, make their data teams more efficient, is there any final wisdom nugget you'd want to share?

AR ERIE:

HERZ, BMiET—t. XBFM—NUSGIFRREMEFEIN, Jess, BB AMBDZRBLITREY
15? Y FBLEHAERIIHIERIN. REHIERARKERNA, MEFARENESRED?

(01:05:39) Jessica Lachs
English:

| think the only thing that | want to reiterate is that you don't necessarily need a formal training in
whatever it is you're building. And | think that also goes towards the folks that you hire onto the team.
And so | mentioned earlier that we've had a lot of folks go to product or go to ops from the team. What |
didn't mention is how many folks we've actually had join the analytics team from partner teams. So
whether that was from engineering or from our ops team or marketing or finance, we are a net importer
of talent as opposed to a net exporter of talent. And | think that that's because my own experience
coming over from operations, from being a GM and making that transition into analytics, | find that I'm

drawn to other folks who want to make a similar transition.
(01:06:39):

Now again, you have to have the technical skills, and most of these folks have acquired these skills on the
job, whatever job they are doing at DoorDash before they transition to the analytics team, or they had
maybe some formal training in school. But | love seeing the folks that make that transition and actually
want to join the analytics team, even if they're not a career or data scientist. | think it creates a really
unique environment where you have folks on the team from different backgrounds with different
expertise who can teach each other things. So | can teach you how to build a discounted cash flow model
in Excel, and I can learn how to make kick-ass slides from someone who has a background in consulting.
And | can learn about common gotchas in statistics from someone who comes to us with a Master's or a
PhD in statistics, and we've got our econometrics folks and we've got our economists. We just have a
group of people with different backgrounds who can all teach each other how to be better. And we're not
all carbon copies of each other.



AR ERIE:

REEFN—RE. AT —EFEMRETHENREZRIIEREL. FINXWERTFIREMREIE AR
5o HzaiREE, RMNBERZHERETFRIEEN 1. EFLRINE, ERLEEZLANGERFR
PAMIANT Z47HEIBA. TEBREB IR, iBE. mHERMS, RMNBAAEH “F#&EOE" , MAR “FH0
E” . MAAXZEAANKECHER—MIEE. M GMETEIDRTE, HAMBEIWALBEHITEME
BB L PERRIRS o

(01:06:39):

LA, MOTMEERAKEE, MXEAFHNASEHETE DoorDash R ES)1FXLEREER, HEMITEFR
ERI—EERXE). ERERNEIPETMEEAEEMADREABA, BEIMEMITFZER L EHIERF
Ko HUNAXEET —MIFEIREFNIFE, ARMEHEEFTRNERMETRK, ATUEAFS, i, HATUHK
fRUOMEITE Excel I METITIMER, RAUMESAERBIABEZIMAEFIEBERZINTR, HATLUME
HEMEIHELREFLIRHZFOELREMH. BIEEHELFALTRMNEFTFER. HMMEXF—HE=R
BEFRHA, BEBSNAREEN. KFRRILEIEENH.

(01:07:55) Lenny Rachitsky
English:

What I'm hearing is you try to optimize almost for a lot of different complementary skills and very
different backgrounds almost.

FRSCERIF:
BRIINE, MR FEEERUEIMHARNEIRENIEETRANS S,

(01:08:02) Jessica Lachs
English:

Exactly. And also people who have experience at different size companies. | think | love folks from
startups who have that hustle and grit, but | also love folks who've seen what scale looks like and can
help us see around corners as far as what problems we will encounter as the business is growing. And |
think it is not just about a diversity of skill and a diversity of background, it's also diversity of prior
company and stage. That can be really a unique way to think about structuring your team so that you get
the best of both worlds.

AR ERIE:

Rito BHAEARAMEATIEINIA. ZEVWKRBCIQE. HEBRHZMIIBIA, EHBERRLER
AHRIEERIA, MIEFR RN SERIBPZBEINRT, FINAXFERENERNSHE,
HWRBZARBELMM RN ZF L. XR—EEMNRRESR, ILReEEREHE,

(01:08:40) Lenny Rachitsky
English:

Amazing. Well, just when you thought we were done, we reached our very exciting lightning round. Are

you ready?
R EIE:
KiET o MAEMRUATNBERII R, FITHNT IFERIHBVABILIRT, HEEF TI5?



(01:08:47) Jessica Lachs
English:

lam. Let's do it.

FRCEIE:

HEEET, FHAEIE,

(01:08:48) Lenny Rachitsky
English:

Let's do it. Okay. First question, what are two or three books that you've recommended most to other
people?

FRCERIR:
8o F—NEE, RENAMERSHIR=EBEMHA?

(01:08:55) Jessica Lachs
English:

| tend to read fiction, particularly historical fiction, and | love spy novels. So | think my brain is always in
problem-solving mode even when reading. A recent book that | read that | enjoyed was The Rose Code by
Kate Quinn, and it's about women code breakers in World War Il, and | really enjoyed that. But rather than
recommending a book... | guess | did just recommend a book, but rather than recommending another
book, I am going to recommend the Libby app and supporting your local public library because I love the
library and | love Libby, so I'll give that as my other recommendation.

FROCENIR:

R TFRNG, THEHENG, HBEWRENR/ L HABBMEERIR, TERM LT ERERR
Lo RRILRIHRENRN—ZAHZE Kate Quinn B9 (BIRZEE) (The Rose Code) , #HIE — HERBIAY ZIEHK
F5, RFEER. B, SHEFES—FB- BAKNRHSET T —&, BHREEHT Libby XN
A, HXFHREMNAHEBIE. RARREEBE, BHRE Libby, PRUAXEHHS —MER.

(01:09:37) Lenny Rachitsky
English:

Beautiful. Very on brand with sharing economy, company stuff. Libby. Cool. Okay, next question. Favorite

recent movie or TV show?
RS ERIE:

AHET, XEBFEHZELFATNNE, Libby, B iF, TR, ERERNBHHBATE?

(01:09:46) Jessica Lachs

English:



Yeah, another one. | don't actually watch a lot of TV, definitely don't watch a lot of movies. In fact, haven't
seen some of the movie greats. | get yelled at a lot by my friend. "I can't believe you haven't seen that." |
tend to re-watch things, so series from the past, over and over again. | think it's just like how I shut my
brain off. So I've recently re-watched The West Wing, which is one of my favorite shows of all time,
probably for the 50th time.

(01:10:15):

And Alias, which was a Jennifer Garner series from the early 2000s. Also, Spy. So I'm noticing a theme. |
think I really love the spy genre. But yeah, I've watched those. They're both great, but not at all current.

FROCERIR:

XEBF e HELAELAEBM, EAELAEFRR. FXLL, RELUNBEARARELEL. HEERA
KA “HEABEGEMRALKEIRDN! ” RERTEERRR, —BX —EMEIENRIE. HEXTEER
XARMBENFN. BRREEEFT (HENZE) (The West Wing) , XRERKRENMEIZ—, AHET 50 B
To

(01:10:15):

1®E (XEiEik) (Alias), #BZ 2000 FHHHEA Jennifer Garner EIRME, BRENREM, FAIUAKEAIR T —
MR, HENREREREFm. 28, BETXE, ENESEE, E—stFH.

(01:10:33) Lenny Rachitsky
English:

Perfect. Perfectly acceptable. Do you have a favorite product that you recently discovered that you really
love?

FROCERIR:
&R, TR ER. MR XItAFEEZN~m?

(01:10:39) Jessica Lachs
English:

This is a bit of a curveball. So Korean sunscreens. So | burn really easily, so | have to wear sunscreen and |
love Korean sunscreens. | was introduced to them by a friend of mine, and they're just far superior to
what we have in the US. So | highly recommend people give Korean sunscreens a try, particularly there's
a Beauty of Joseon on branded sunscreen. It's just amazing and is delightful to wear, which is important
when you have to wear it every day.

FROCENIR:

EMEREAER: BEMESR. ZRRREZ0WG%, FrURQIURNETE, RIEFESNBERIEE. 2—
PERERNEBLEIEE, ENENLLENEREEXENGF RS T FIUEBRNBNAKINIABERE, 532
— MY “FAEEXL” (Beauty of Joseon) Bymhd. EXET, FERBIERERN, XN FEREBERNHARRE
8%

(01:11:09) Lenny Rachitsky

English:



I've been trying to wear more sunscreen as | age, and so this is a really good tip. Was that a brand you

recommended?
RS ERIE:
MEERILK, MESALZREARE, FIAXE—NEEBTFHEN. REFBRNREMAA?

(01:11:15) Jessica Lachs
English:

Yeah. So Beauty of Joseon is the brand.
R EE:

=8, SN Beauty of Joseon,

(01:11:15) Lenny Rachitsky
English:

Beauty of Joseon.

HRCEIE:

Beauty of Joseon,

(01:11:18) Jessica Lachs
English:

There's another brand, Isntree, which also has a great sunscreen. But I'll be honest, almost every Korean
sunscreen |'ve tried is great.

FRCERIR:
EE— 1 mhEl Isntree, PATEHRRE, BRSLE, HXIH/VFRAEHEHREERRLE,

(01:11:28) Lenny Rachitsky
English:

Okay. I'm Googling this as soon as we get off. Do you have a favorite life motto that you often come back
to and share and or share with family and friends even more [inaudible 01:11:39]?

FRSCERIF:
8%, B—REMEHE, FESEHAZLEEREHDZARAPRNAERERE?

(01:11:40) Jessica Lachs
English:

I do. So there's a John Steinbeck quote, which I'm not big on quotes, but I like this one, which is that, "It's
a common experience that a problem difficult at night is resolved in the morning after the committee of
sleep has worked on it." | find that that's something | really live by. First off, | love sleep and | try to get as



much of it as possible. But the other thing is that if I'm stuck on a problem or if | am writing a response to
something like a tense issue or an emotional issue, often | find that if | put down my thoughts, go to sleep,
check it in the morning, | end up with a better outcome. So all of a sudden you have a new perspective
and clarity on a problem you were stuck on, or you realize that you weren't clear in the way you were
communicating your thoughts because you were emotional about something and you're able to put
together a much better response to an e-mail or to whatever problem you're handling. So sleep can solve
lots of problems.

AR ERIE:

B, 495 - #1B01% (John Steinbeck) B—&iE, HANEAXKERS, ERREXX—G: “— I EHEH
2R, B EREURNEE, £ BREERS IFEIENFE-XFELEFEEIMmAR" HATKHEEX
BREER, Bk, RAZEER, HRAUERZE, X, IRFRENTRFERET, HERERE —LERIKNE
ZUpnE, HBEIRN, MRARTRELER, F-RXELEE, ERIEH. KAZE, FRWBIE
WARRREA 7T AMBWE, HEMBIRFZARNBEMNMBTERGAEEM, MimaexsebHFER
IR BT RIEIR,, FRIL, BERRBEARRIRZ AR,

(01:12:46) Lenny Rachitsky
English:

| love sleep as well. I'm always telling my wife, "Let's go to sleep." Like, "Okay, I'll be there soon." I love
that advice. Okay, two more questions. Who's influenced you most in your career? Is there someone that
comes to mind?

FRCERIR:

HOAEER. REBRAEFU: TAIEREE.” RERXTMEN. ¥, REHNEE. EXNREVERLEE
FIERA? BREIHE?

(01:13:00) Jessica Lachs
English:

So | think two answers, a multi-part answer. So | think first my career has been in male-dominated
industries and I've worked with just some incredible women who've really influenced me. When | was a
banker, there were two senior bankers, Vanessa Roberts and Gina Tarone at Lehman Brothers where |
worked. And they were just so incredible. They were just so good at their jobs and | found that really
inspiring.

(01:13:29):

And at DoorDash, Tia Sherringham, who is our GC, and Liz Jarvis-Shean, who leads comms, are just
dominant in their fields. And | think that that's really empowering and have been big influences on me to
just see strong, powerful women kicking ass and that helps me believe that | can do the same. So that's

one answer.
(01:13:54):

And then the other answer, sort of cliche, but my parents. My mom was a statistician at the UN before she
got married, and she actually chose to stay home and raise three children, so I'm the youngest. And when
I was in, | think it was elementary school, decided to go back to school, switch careers and become a
nurse. And so the fact that she embarked on this completely new career in her forties after 15 years as a
stay-at-home mom and my father supported this. | think that that was really, really influential and was



probably the first time | saw that you can do whatever you put your mind to, no matter your age, no
matter your circumstances. So that was really influential and | don't think I've ever told her that. So hi,

Mom.
FRSCERIE:
HERWINER, 84, RNRIAEE—BLTESETSNTL, HES5—LETT FENIERE, miTRR

ETH, HBREFEXEMIBITREY, BMALIZREITE Vanessa Roberts # Gina Tarone, i 13EE H
&, TIEe I8, XL RAZE XK.

(01:13:29):

£ DoorDash, T THIE AR (GC) Tia Sherringham AR AXH Liz Jarvis-Shean & B AR IEE
i, BEXLRBA. BRANZERKEFR, XLHTERERNAE, ILREERLERE. XBE—F
%

(01:13:54):

F—IERABRERELER K, PUEBRNRE. RBEEEMNEKSENATER, ERLEFEERIES
=T, BRI, AR LENFHIE, REERRE, JRITRA—BiFt. MEMT 15 EREEXA
&, E40 ZZRART 2MBRNAETE, MBRFIFEZHM. FIANZIHHERMZK, XAEEHRF—AE
IRE, TRFRAN, TIRMRIME, RBTERD, MEEMRERNE, INBEIWRIT, FHBEMREF
dite FRLL, B8, 1343

(01:14:44) Lenny Rachitsky
English:

Hi Mom. Thank you, mom.

R EE:

bE, 8995, HHEMR, 1Bi5.

(01:14:45) Jessica Lachs

English:

Yeah, | think that was influential for my career. Definitely.
R EIE:

R, XEXRE T RV,

(01:14:49) Lenny Rachitsky
English:

That's a beautiful answer. Fun fact, | worked with Liz at Airbnb. Your person you just mentioned in the
comms team.

FROCENIR:
XR—MRENEZ, IMER—T, FKLFITE Airbnb # Liz 53, FE2IRNIA1ZEIRY 2 X E BARYARL,



(01:14:57) Jessica Lachs
English:

[inaudible 01:14:57]. She is great.
R EE:

AR,

(01:14:58) Lenny Rachitsky
English:

She's amazing. Final question. So when you joined DoorDash, imagine it wasn't obvious that it was going
to work. | imagine it was still like, "This was a crazy idea. Maybe it'll work, maybe not." Is there a moment
you recall where you're like, "I think this is going to be a big success? | think this is actually going to work

out?"
FRSCENIE:

wifRSCiRE. RE— MA@, H{RIA DoorDash BY, HEHARHAFMEC—ESKS. HBIARKKIERE
T XR—MRENEE, ®IFT, BIFFT . RESLEHEERA—ITHZ, ILRRERT “TWANXIBEE
REIRLTN, FINSXEBVRER ?

(01:15:14) Jessica Lachs
English:

To be honest, | went into DoorDash because | wanted to learn for the experience. | thought it was
interesting, problems with interesting people. | never thought too much about whether it would work. | of
course wanted it to work and was very competitive and wanted to win. | think there's two moments that
stand out. One was when the third party market share data showed that we had become the number one
player after, | think we started at number four or five. And | think that that was really exciting to see the
trajectory and to see us gain in category share. That was exciting. | probably didn't see it until months
after it had happened because we don't spend a ton of time focusing on it, but | do remember somebody
wanted to include the graph in some presentation, some sales material, and we're like, "Oh, we're
number one. That's incredible. We used to be number five." So I'd say that that was one.

(01:16:17):

The other one that stands out was, the first talk | gave in a lot of these startup talks in the early days in
Boston, and I'd asked the audience, "How many of you have used DoorDash?" And there'd be like three
people who would raise their hand. And then it was a few years ago, maybe 2018, 2019, and | was giving a
talk and | asked the audience, "How many of you have used DoorDash?" And almost everyone's hands
went up. And that was actually pretty memorable for me because in my mind, we were still the small
startup that no one had heard of where | had to over enunciate the D's in DoorDash. So people didn't
think | worked for Jordash, the nineties' denim company. And so that was pretty meaningful to me when
just so many people had used the product or were consumers of DoorDash. It was pretty exciting. And |
still get excited. | saw DoorDash mentioned in a book recently that | was reading. It was like, "We're in the
book." So those little things when you become part of the cultural lingo that I think are really, really
special.

AR ERIE:



ZXLii, AN DoorDash BATF LK, KIGREER, EMEEBNA—ERRNE. BEMERSZEERE
BEEHY. BEAFEERY, BEEREERIR, BER. AR TNZILRONRZEZ., —MEHE=FT17
MEBEERENRNE—ZHEHR, FICERNNFRNHEENHERL, BB MEKNTLUARIEE R
KM LENEH, ENRSAME. RAIERESBELRE/LNAEAEIN, BARINARERENEXFEX
™o BEICEEABREEMETXRAEEMEFMARIER, HINHEE: B, EMEE—T. KA
BT, BIURIAIRER.” XEEP—MEZ,

(01:16:17):

5—1HZIZ, RPHEETETWSMESMRIATIHE, KEMAR: “RI1HPEZ D AZERE DoorDash? ” &
RABIRBE=PAZEF, AAGJLER, KHEE 2018 3¢ 2019 &, FHEMUEHBIRMAR: “MRIITPEZDAEH
i DoorDash? ” JLEFB ARSI T F. BRERKGHIEERS, BATERNKEE, HIMHAZRBIZARR
Sa/NIel AT, BREEEISENE DoorDash A D MIAE, URFIAUAKRERR 900 FRNFFHELTE
Jordash TE. FALEBRXAZ AFEREKNN~GE, A DoorDash BEZEER, WHERIHENEKR, KE
MENASREIME, RFERERN—EAPELRET DoorDash, FHE: “IE, HNTHEPET,” HIREANXK
EBEWN—E2E, BLENATENIEERT.

(01:17:33) Lenny Rachitsky
English:

Well, I'm a very happy customer of DoorDash. I've never had a Never Deliver. It's always there, sometimes
a little late. Usually it's perfect. Thank you for everything you do. Go team DoorDash.

(01:17:44):

Two final questions. Where can folks find you online if they want to follow stuff that you do? | know
you've been doing more writing on LinkedIn and things like that, so just help people understand where to
find you and how can listeners be useful to you?

FRCERIR:

2 DoorDash IEBEEF, BMEKRBELT “MEXR” ., EEEERE, BRNG—5, BEERTE, i
{RUITFRAI—t]]. DoorDash EIBANNHE!

(01:17:44):

REMNRE. IRAREX IR, ATUEMERIIR? RAMBIREETE Linkedin EETRZARA, Fi
LUBHIFARKEMERTLHLEIR, UK A LUAIREGESA?

(01:17:55) Jessica Lachs
English:

Yeah, so as you mentioned, to find me LinkedIn, | don't have a huge social presence, but | am on LinkedIn
and | am currently writing a series of blog posts about my experience building a global analytics org at
DoorDash. Some of the lessons I've learned over the last 10 years. So definitely check those out.

(01:18:16):

And as far as your second question of how listeners can be useful to me, | guess read the post on LinkedIn
and I'd love to hear what people think, whether you agree with my point of view or not. That being said,
be nice. | want honest feedback, but | want kindness as well. So yeah, just engage with the content and let
me know what y'all think. | think | do have a broader ask, which is just to encourage folks listening to
TruthSeek, something | take seriously at DoorDash. It's a company value. But there's a lot of



misinformation out there and it's often up to us as individuals to figure out what's fact and what's fiction.
So | have a plea for folks to do your best, to search for the truth and speak the truth, and | think we'll all
be better off for it. And of course, use DoorDash.

FhSCERIE:

TR, IEWRIREIRY, BILATE Linkedin . KB RZHIMLRIEARK S, BFIFIXTE Linkedin £, FE
AIEES—RINEENE, XTFIKTE DoorDash BII2IKHNALRREZLN, UK E 10 FFRRM—LEH, K
R—EBEEEE.

(01:18:16):

EFIRREARBA 4, REMIBEIRIEIL LinkedIin XZB, BREBERNIFARNEE, TICMMERERERNW
Ro A, BERIFERE. RBBRILNRE, BHUEBARERER M. T, BZEE, IEEFERIINE
Ho BEBE—NEI ZHNER, MEBERITRE “FE” (TruthSeek) , XEHK7E DoorDash IFEFZFH—1
REMEN. BEIMEERZERES, FERERINTIAEHEIEN. FMIURRIBARRNEIKERE. #i
HEME, BERNBELTEET. SR, £BMEZHA DoorDash,

(01:19:13) Lenny Rachitsky
English:

Of course.

R EE:

BEHA.

(01:19:14) Jessica Lachs

English:

Yes, there are three things that listeners can do.
FRCERIE:

B8, AARATUSX =4,

(01:19:18) Lenny Rachitsky
English:

You're at DoorDash.com. That was awesome. | love that last point as well in addition, to use DoorDash.
Jessica, thank you so much for being here.

FRCERIR:

FL7E DoorDash.com. X% 7T, BR7T H DoorDash, FtIAEEERIREREI—m. Jessica, JEERIHIREER,

(01:19:27) Jessica Lachs
English:
Thank you for having me. It was a lot of fun.

AR ERIE:



HEhEIEH, ISR C.

(01:19:29) Lenny Rachitsky
English:

Same for me. Bye, everyone.
(01:19:32):

Thank you so much for listening. If you found this valuable, you can subscribe to the show on Apple
Podcast, 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.

FhaERIE:
KR, KXKEW.
(01:19:32):

EEREURIT. MRRESEPTEENE, TLUTE Apple Podcast. Spotify S{REIRBER N AT, Lt
oh, EEERARITOHE TIFIL, XEERAMEBENEMIFRLZINXMER. {RE]LTE lennyspodcast.com %
FFMEETER THRESZERE. THTHE L.



