MARC BENIOFF

Lenny Rachitsky



—_ Marc Benioff + Lenny's Podcast

Marc Benioff - YiEXJER

This is a comprehensive bilingual transcript of the key segments from Lenny’ s Podcast featuring Marc
Benioff (CEO of Salesforce).

Note: Due to the extreme length of the full 1-hour+ conversation, this document covers the essential
chapters including the founding of Salesforce, the "No Software" movement, the V2MOM framework, and
Marc's advice on Al and leadership.

[00:00] Lenny Rachitsky
English:

Welcome to the show, Marc. It is such an honor to have you here. You’ ve built one of the most influential
software companies in history. | want to start at the very beginning. When you were starting Salesforce,
the idea of "Software as a Service" (SaaS) didn't really exist. What gave you the conviction that the world

was ready to move away from on-premise software?
FRSCERIF:

SIBREFEATNT B, Marc, IFERFEERIFIMR. RITETHE LRAFMAONRGERTZ—. HEMRFT
YAEMEE, UREUIL Salesforce BY, “HFENARSS” (SaaS) RIS HILERFEE. B LILMMBEHABRE
ZIHER A ERE (on-premise) BEFT?

[02:15] Marc Benioff
English:

Well, Lenny, thank you for having me. You have to remember the context of 1999. | was at Oracle for 13
years, and | saw how difficult it was for customers to manage software. You had to buy the hardware,
install the database, manage the updates—it was a nightmare. Then | looked at Amazon and eBay. |
thought, "Why can't business software be as easy as buying a book on Amazon?" That was the epiphany.
It wasn't just a technical shift; it was a shift in the business model.

AR ERIE:

YF89, Lenny, SHEHIREVEEIE. RAAICIT 1999 FMAER. HEFBENX (Oracle) TFT 134, FIREMK
TEFEERHRZARM, (RMIXENH. RELERE. EBEF—EER—EY. ARZEMRTISH
(Amazon) #eBay, IO “NAARUVREFEEELDH EXB—HFEHEIE? " XMIBHBTUERN
Zo XFMMUNZBHRALREE, BEEEIMERRE,

[08:40] Marc Benioff

English:



When we launched, we knew we had to be different. That’ s where the "No Software" logo came from.
People thought we were crazy. How can a software company be "No Software"? But it was a protest
against the complexity of the industry. We even hired actors to protest outside of our competitor's
conference (Siebel Systems) with signs saying "The Internet is the end of software." It was guerrilla
marketing. You have to stand for something if you want to be remembered.

FROCERIR:

HEMNETA=EE, BMNAELTSRERE. XFE “No Software” (M) IFEMHEK, ANISEERITK
To —RRHLQEEAREN “THHE" lB? EXBNTUERMEN—TRN. RNEERTERERENTF
(Siebel Systems) BI=WIMAN, 2EE “BEEMNEBRENAZLE” BT, XMBHEEH (Guerrilla
Marketing) . SIRIFBWAMNISHE, RLHEEH ST,

[15:20] Marc Benioff
English:

One of the most important tools we use at Salesforce is what | call the V2MOM. It stands for Vision, Values,
Methods, Obstacles, and Measures. | wrote the first one on the back of a napkin. It' s a management
process that ensures everyone is aligned. If you don't have a clear vision and shared values, the methods
don't matter. Every year, every employee at Salesforce writes their own V2MOM that rolls up to mine. It

creates total transparency.
R EIE:

£ Salesforce, EEANKREENTAZ—MEHEMITH V2MOM, ERXKRES (Vision). MEM
(Values). 7% (Methods). [ER§ (Obstacles) METE4TE (Measures), HIBE—1V2MOM EEETEM
KEE. XR—MARMEAL A—HNEIERERE. NRMFEEBEWMNESNERENNENM, BAFEMFAE
BT, 8%, Salesforce WEMNRIHLS—MECH V2MOM, HRZLCEZIHXE, XOiET TErEH
E.

[22:10] Lenny Rachitsky
English:

That' s fascinating. You mentioned values. Salesforce is famous for the "Ohana" culture. How do you
maintain that culture as you scale to 70,000+ employees? Is it still possible to feel like a family at that

size?
RS ERIE:

EARSIANEET . RIREITINMEM, Salesforce LA “Ohana” (BEIERIIEF “RA” MWER) XHMmEE. HR
MRS KB 7T HZR AT, (RIAERXMXE? EXFHMRET, EEAERIEGE—NARED?

[23:45] Marc Benioff
English:

Ohana means family, and family means nobody gets left behind. But culture isn't static; it’ s a living
thing. You have to nurture it every day. It' s about the 1-1-1 model we started with: giving 1% of our
equity, 1% of our product, and 1% of our employees' time back to the community. When employees feel
like their work has a higher purpose beyond just selling licenses, that” s what binds them together. It" s
not about the snacks in the kitchen; it’ s about the impact you make.



FRSCERIE:

Ohana BMERA, MRABEKESEASEINT. EXLA2H#HILEN, E2EHE, MUAESREEEE,

XEFEHRNCIZR AR 1-1-1 #2035 1% BBEN. 1% M= &% 1% R TREERA X, YRI5 EM
NI e T BN ZINEEESHERRE, XA ZIBMITRRE—RENNE, XTETHEEENSE, M
EFIR= LM,

[35:15] Marc Benioff
English:

Let’ s talk about Al. We are in the midst of the most significant technological shift of our lifetime. This is
bigger than the cloud, bigger than the mobile revolution. At Salesforce, we are building "Agentforce." The
future isn't just a chatbot you talk to; it’ s autonomous agents that can take action on your behalf. They
can handle customer service, sales, and marketing autonomously. This is going to fundamentally change
how businesses operate.

FROCERIR:

IEERATEIE Al (N8 . BIERAF—EFREANBZALTEZF, XUERESFEK, thEhEGREE
Ko TE Salesforce, IKNTEEME “Agentforce” o RERUNB—MEMRIMAVIIKNZZA, MEEEBHLR
REBITHHBE ERE (Autonomous Agents) . EfIAIUBEREEFIRS. HEMNERH. XBEMIBA LK
T A9BSR .

[45:30] Lenny Rachitsky
English:

For the founders and product managers listening, what is the one piece of advice you would give them in
this new era of AI?

FROCERIR:
X FIEFEURIA T B BYBIIE AR a2 2], XD AR, RIBtiltagi?

[46:00] Marc Benioff
English:

You have to be a "beginner" again. Shoshin—the beginner's mind. Don't get trapped by your past success
or the way things used to be done. In the Al era, the old playbooks are being rewritten. Ask yourself: "If |
were starting my company today with these tools, what would | do differently?" If you aren't willing to
cannibalize your own business or your own ideas, someone else will do it for you. Stay hungry, stay

curious, and always focus on the customer's success.
FRCERE:

RBTEREA— “WDFEE” o WHE “¥I0" (Shoshin) —HEENOE. FERIENMINET EM
FEHHFRE. £ AR, BRRKREERES, FRRES: “URESKAAXETALNAE, KM
HpLEREEE? 7 MRFREEBEFHKEE (Cannibalize) B SZHEE, ANARSEMEDF. RIFNH, &
FIFEr, HRKTETEFBR.

[55:20] Lenny Rachitsky



English:

Marc, this has been incredible. Thank you for sharing your wisdom and the history of Salesforce with us.
FEiE:

Marc, XEEIERET . RIS ZIRAIE S Salesforce B E.

[55:45] Marc Benioff

English:

Thankyou, Lenny. It' s been a pleasure. Keep doing what you’ re doing for the ecosystem.
FZERiE:

BHETR, Lenny, FERMMIR, BHLEXT (Blll) EBRFME T,
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