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(00:00:00) Lenny Rachitsky
English:

It feels like something has changed internally at Google. Just last week, Google Gemini hit the number
one app in the App Store. | feel like nobody saw this coming.

AR ERIE:

RESIAEEET —LT, FELE, Google Gemini ZEINT App Store MARER, FKIEFEATEZTX
—

"TWO

(00:00:08) Robby Stein
English:

Google's mission around have any information be universally accessible, this very enduring, very
motivating thing, and it feels like with the Al moment, we can actually achieve that more than ever
before. What I'm feeling now is just an incredible sense of focus and urgency. Things have hit a tipping
point where these models are now truly able to deliver for consumers.

AR ERIE:

AN EHZILEAEESMERE BRI, XE—NMFERA. FERHHHBET. BEME Al HANEIE,
FATEE U R RERERESEIMX — BT, HIMAENBRRE, NSE—MLSARUBEEHNET IRMEER. F
BEART —MeR S, XERMERIEEREEERENET

(00:00:26) Lenny Rachitsky
English:

As ChatGPT emerged over the past couple of years, as Perplexity emerged, a lot of people were just like,
"Google is dead. Nobody wants to sit through search results and click links."

FRZERIE:

BEE T EJLE ChatGPT B, LUK Perplexity BUtHIL, REAMER: “BIFEET. RARBER) LBEER
RERARREHEHE”

(00:00:35) Robby Stein

English:



The core Google search isn't really changing, in my opinion. We're not seeing that people come to search
for just ridiculously wide set of things. They want a specific phone number, they want a price for
something, they want to get directions. | think the vastness of that is underappreciated by many people.
Al is expansionary. There's actually just more and more questions being asked and curiosity that can be
fulfilled now with Al.

FROCERIR:

AFREFR, RONBRERHLBEENRE. HNEBIAMTRERNRAKRAREZ. ITEE—MEERN
BIESH, BEEIRANNE, XNEVESH. HANZIMHFIROERRSARGET. AIZEEY Kt
M, FR L, MEFHRMZED Al 7 587 EVIRAITF 2 OHER 7 Hko

(00:00:54) Lenny Rachitsky

English:

You've built a lot of very successful products. You used this phrase: embodying relentless improvement.
R EE:

RITESRZIEERIINT R, MASTXE—IEIE: FEDITHIERFLEME (embodying relentless
improvement),

(00:00:59) Robby Stein
English:

You need to be the physical manifestation of two pieces of things. One is just relentlessness, just
complete effort that is always exerted in a direction of positive productivity. And then the second is make

things better. You have to always make things better. You're never content.

AR ERIE:

MMBERARGENLE. F—REFFE, RKXPFERREFNNARAMLEEHEN. F-2LEHEER
B, ROFUKITERELF, KAHE.

(00:01:12) Lenny Rachitsky
English:

You build and launch Stories at Instagram back in the day is quite controversial because it basically took
what Snapchat was doing really well and then like, "Hey, let's bring it to Instagram."

FRZERIE:

LHEARIE Instagram FTiEFH 3 Stories THRERTRIASRIN, EAXEAR L2 Snapchat SIFRFINRAET
k, REWR: 12, BITIEEFE Instagram £0g,”

(00:01:21) Robby Stein
English:

Not every great thing is going to be invented by you. Facebook probably created the modern feed, but
there's a feed for every single product. At the end of the day, you're just robbing your user base of the



opportunity to have a better product.
FRZERIE:

HES—HHERNEYELABIMAHE, Facebook AJRERIE THARANERR (feed), BIESNTmEHIE
B JAIRERK, WRIFFARAEFHIEN, MRBEXTAFPAE BT~ miINS.

(00:01:33) Lenny Rachitsky
English:

Today my guest is Robby Stein, Robby's VP of Product for Google Search and is responsible for essentially
the entire Google search experience, including the new Al Overviews, Al Mode, multimodal Al experiences
like Google Lens, the ranking algorithm, and a lot more. He's at the forefront of one of the biggest shifts in
Google's history, and has already made a massive dent in Google's trajectory. He's also made a massive
dent in the trajectory of Instagram where he was head of product, and led the launch of Instagram Stories
and Reels and Close Friends, and through that, grew Instagram to half a billion daily active users. He's
also on the founding team of Artifact with Mike Krieger and Kevin Systrom. Started two companies of his
own. Very few people have had this level of impact on two global consumer products at this scale. And
Robby shares all of the biggest lessons that he's learned about building great and successful consumer
products, along with a bunch of insights into where Google is headed in the world of Al.

(00:02:28):

A huge thank you to Bart Stein for suggesting topics for this conversation. If you enjoy this podcast, don't
forget to subscribe and follow it in your favorite podcasting app or YouTube, it helps tremendously. And, if
you become an annual subscriber of my newsletter, you get a year free of 15 incredible products
including Lovable, Replit, Bolt, n8n, Linear, Superhuman, Descript, Whispr Flow, Gamma, Perplexity,
Warp, Granola, Magic Patterns, Raycast, ChatPRD, and Mobbin. Head on over to lennysnewsletter.com
and click Product Pass. With that, | bring you Robby Stein.

(00:03:00):

My podcast guests and | love talking about craft and taste and agency and product market fit. You know
what we don't love talking about? SOC 2. That's where Vanta comes in. Vanta helps companies of all sizes
get compliant fast and stay that way with industry-leading Al automation and continuous monitoring.
Whether you're a startup tackling your first SOC 2 or 1ISO 27001, or an enterprise managing vendor risk,
Vanta's trust management platform makes it quicker, easier, and more scalable. Vanta also helps you
complete security questionnaires up to five times faster so that you can win bigger deals sooner. The
result? According to a recent IDC study, Vanta customers slashed over $500,000 a year and are three times
more productive. Establishing trust isn't optional. Vanta makes it automatic. Get $1,000 off at

vanta.com/lenny.
(00:03:54):

This episode is brought to you by Jira Product Discovery. The hardest part of building products isn't
actually building products, it's everything else. It's proving that the work matters, managing
stakeholders, trying to plan ahead. Most teams spend more time reacting than learning, chasing updates,
justifying roadmaps, and constantly unblocking work to keep things moving. Jira Product Discovery puts
you back in control. With Jira Product Discovery, you can capture insights and prioritize high-impact
ideas. It's flexible, so it adapts to the way your team works and helps you build a roadmap that drives
alignment, not questions. And because it's built on Jira, you can track ideas from strategy to delivery all
in one place. Less chasing, more time to think, learn and build the right thing. Get Jira Product Discovery

for free at atlassian.com/lenny. That's atlassian.com/lenny.



(00:04:49):
Robby, thank you so much for being here, and welcome to the podcast.
FEiE:

SRMEEE Robby Stein, Robby EATERM™REISH, ARBRERN/LFLEEK, SEFEHNA
Overviews (Al#£%). AlMode (AI#EI(). & Google Lens XIFMZIES Al (Al, HIREXES, tATH
BHELRATEZ—HFDE, FEEEWNARNEBRNT=ET EAFM, MEE Instagram K™= R 3R
A, SiSHHT Instagram Stories. Reels # Close Friends GEZERIK), H¥ Instagram HRERF#BET
51Z. fiERZ Artifact BISREIBARN G, HEIDERKE W AT, RIOB ARRER MR SIKHER ™
EFEEXMIZENFM. Robby ROZMAEITIERINERR=RPEINKEELR, URHARE A HRE
A I o

(00:02:28):

EE =X Bart Stein AZARINERINANIER, MNRFERINMER, ST ITH. MRIRE AT newsletter AT
FETRE, FERERE 5RAFABNTRN—FEFEAN, B1F Perplexity. Linear %, Fif A
lennysnewsletter.com g Product Pass, BL7E, iEFEAIRD Robby Stein,

(00:03:00):

(Fr&1FT: Vanta 121189 SOC 2 8B 5hbARSS. Vanta ZBEISMHEN AT IREFRSESFIALE, & Al B
i AIFS SR RIFE . 7E vanta.com/lenny AJ3R1S 1000 E5Tiril.)

(00:03:54):

(r&¥%5: Jira Product Discovery, IT&~mxNE R FAENERS, MBIERATENNE. BENEE
*EMME o Jira Product Discovery It IREFHERXEE, Bt ABMESTMONELE, &
atlassian.com/lenny %2 3XEY, )

(00:04:49):

Robby, JFERKSIRAER, IEHKEIREER,

(00:04:53) Robby Stein
English:

Thanks so much for having me.
R EE:

IFE eI T

(00:04:54) Lenny Rachitsky
English:

This is such a cool week to be recording this podcast. So just last week, Gemini, Google Gemini hit the
number one app in the App Store. | have it right here, it's still number one in the App Store. It's above
ChatGPT. | feel like nobody saw this coming. | feel like everyone's always like, "Google, what have you
guys been doing? You guys build all this amazing tech and why didn't you have anything working in
consumer? Why is ChatGPT doing? Why are all these amazing companies doing better than Google?"

(00:05:20):



So first of all, let me just say congrats on, | know this isn't all you. | imagine you had some part in this, so

just congrats.
R EIE:

XEARBEZFRIRIAE T, SELE, Gemini (BI]BYAIKA) BEINT App Store, HRIMEFREE, EIRA
BHE—H, HE ChatGPT A, HREFRKATHEIX—R. UBIARSER: “SI;, (RIETFTH? RIFL
TXAZRERRAN, ITATHERZZEFHFN? A4 ChatGPT MEMARMFLLAIGF? ”

(00:05:20):

FRAE R, HERRR, RAEXALEIMRNIT, BERBFREESS5HEHPT, HRE.

(00:05:26) Robby Stein
English:

Many, many more people, yes.
FASZERIF:

2H, TERZR/REAZ5T,

(00:05:28) Lenny Rachitsky
English:

It feels like something has changed internally at Google. It feels like things are starting to really work,
especially on the Al consumer side. So in terms of the growth, is Nano Banana the source of a lot of this
recent growth or is there something else?

FRCERIR:

BRESKABLAET LT, BESHEABEEEFERT, FiEE AIERK. BARMEKMS, Nano
Banana (BHAHH—TAIEGREETR) ERIOERKNEEFREFG, E265I09/RE?

(00:05:40) Robby Stein
English:

People are really excited about Nano Banana to be clear, very much so, but | think also people are
recognizing that there's just so many cool things that you can do across the Google set of products and
they've become quite powerful. I'm always shocked, even for things in search, people, we think they're
very obvious. They sit right in the core search experience and then on X, I'll go look and like, "Oh, I just
found out about this Al thing," and it seems very obvious, but | think a lot of people are just discovering
quite how powerful these tools are.

FROCERIR:
BRtHI, AMI#SEXS Nano Banana 3FE4a, BHBIANANFBEEIRE, EA8FN—RIFmPERSZR
EHNFBEULUY, MEENELTREETRA. REERIIRYT, BERERPH—LI6E, HIRZFRA

B, mMRERMERARE, BFREX (R Twitter) £F, Ak B, BAXKIMXNAINE" , XEIE
FREMBN, BHEINARZAARINFLIXETHEERE S8 K.



(00:06:07) Lenny Rachitsky
English:

Now. So to go one level deeper, to your point, there's been all this incredible tech. You guys wrote the
original transformers paper that have powered so much of the innovation and it's just like, "Where's
Google been? And actually, why aren't they building the thing that's winning?"

(00:06:20):

What has changed? Is it just like, okay, has there been major reorgs? Has there been new leaders put in
place? Is there just a new philosophy in the past couple of years that have led to this moment where
Gemini is now the top app in the world?

AR ERIE:

BLRN—=IG, EIRAS, AR—EBEEXLERTBNHE AR, RI11E T = Transformer 1€, R&h7T
XAZ0H, BEARRN: “BSTZEERT? NHAMITEMEBRIRKT=R? 7

(00:06:20):

BRIRE T H4? BT TEANARRWFARIG? B THNARE? E2IE/LEAR THNES, 75H
7 Gemini B A EIkHR B —HINA?

(00:06:32) Robby Stein
English:

Yeah, | mean, look, I've been to Google now, this is my second time at Google, so | started at Google in
2007, done a bunch of things in between, and I've been back at Google now, so | can't speak to that whole
period for many, many years back to today. But what | can tell you about what I'm feeling now is just an
incredible sense of focus and urgency to deliver great products quickly. | think that that is in part
leadership for sure. | think the people who are, we work very closely with our partners at DeepMind and
Google DeepMind. We work very closely obviously across the organization and there's just an incredible
group of people and also an incredible group of researchers and technical thinkers who've been thinking
about this for a while. When you have that energy, and | think the product teams and the tech, the
research groups are working really closely together, we're able to move and we're getting a lot done.

(00:07:19):

| don't think there's any one thing that has happened. | think that a lot of times people ascribe a lot of
momentum to a one time change or a single person. | find a lot of this is actually this compounding effect
when you think about just every month ruthlessly improving the product or the models and just every
day getting better, and then it just hits this tipping point where people just like it, they use it more, they
enjoy it. And that's more of the feeling that I've had is just we've had, | think the right investment and
focus and then it just hit a moment where people are seeing the effects of that now.

FRCERIR:

T, 78, XREREZREARIIET . 2007 FMANARK, PEMIREZFINSE, WAEXERT, FAUEK
FREARIERSENENEH, ERESFHEAENER, PRI FEUEGHTERMEER, BERE
RAERI= M. HIAARXEDAITHASE. K15 DeepMind MR SIEIFEER, B, BINEEN
HLORNZENE, XEE—HAATRNBIA, 2E—HEEXLERFTRANARTARMEARBER, SREE
XTaeE, HFEF@ERA. BARFEARMATNARZESH, BIRETohERHTHIRZ I,

(00:07:19):



BRUNNKETRE—HHENE, REMERAMHEE NN F—RENREHE—TA. RRAXLF LR
MEEMN (compounding effect) , HiREMAMELEMIATRVRE, B—REPELRFEL, ARE
MEEE—NMaR =, AMMFHEERE. ESMERT, XMEROBE: HNBTERORANETE, RS
WMAERT MBI RBIBSZYo

(00:07:52) Lenny Rachitsky
English:

As ChatGPT emerged over the past couple of years, as Perplexity emerged and all these other chatbots, a
lot of people were just like, "Google is dead. Nobody wants to sit through search results and click links.
Why not just get your answer right there?"

(00:08:06):

And it feels like that's not at all happening. It feels like you guys are doing just fine. What can you share
about just the, | don't know, the state of Google search specifically, and then we'll talk about Al Mode.
Just how is traffic going, how is search going considering all these things are out there, and just what are
you seeing in the data since the launch of say ChatGPT?

FROCERIR:

BE&ET EJLE ChatGPT. Perplexity fIEMEIRM AL, REAW: “BIFRXET. RABBERERE
RREE, NTATEEER)SEIERE? ©

(00:08:06):

BREIMBERRIKRE, BEMIMEIERIFN. XTATERNEFIVR, REDFLEFHAIE? HEHR]
RIKK Al Mode, ZREMNABXAZRENTF, REHRMOMA? BRIUSZEAEF? BM ChatGPT KK,
RESIEFER THA?

(00:08:24) Robby Stein
English:

Yeah. Well, what's interesting is people come to search for just ridiculously wide set of things, like all
kinds of things. They want specific phone number, they want a price for something, they want to get
directions, they want to find a payment web page for their taxes. Every possible thing you can imagine. |
think the vastness of that is underappreciated by many people. And what we see is that it's not changing.
Al hasn't really changed those foundational needs in many ways, and what we're finding is that Al is
expansionary, and so there's actually just more and more questions being asked and curiosity that can be
fulfilled now with Al. And so that's where you get the growth.

(00:09:00):

All the core Google search isn't really changing, in my opinion. We're not seeing that, but you're getting
this expansion moment. What we're seeing is a few examples is you can now take a picture of something
and ask about anything you see. And Google Lens, one of the fastest growing products out there, it's
growing 70% year-over-year increase in visual searches, which is already at a massive scale. It's billions
and billions and billions of searching in that way.

(00:09:24):
But you can take a picture of your shoes, say, "Where can | buy this?"

(00:09:27):



Or take a picture of your homework, say, "I'm stuck on question two."
(00:09:29):

And then just take a picture of your bookshelf and say, "What are the books | should get based on these
books?" And Al can help you with those things now, just an example of | think why there's so much
growth left and why we're so excited.

AR ERIE:

0. BBNE, AMPBRERNFRATEERE Z, BRSNS ENERIESH, BERXIMNRANNE, BES
A, MEHRRMHITE. MEBRINEAER. BIANZMHTERRZARGET. HNEENE, XE
HEBENE. AIFERZAEHIEREXLERMTENR, HI&LI AIZH KM (expansionary), FrLASERR L
BHRHZS URI AR Z RN E OME A LUEE Al FEIRE. XM KAIHEIR,

(00:09:00):

TEHER, RONBRERHLBEENRT. HNRBIROERESE, RMEBHTY K. Z/LMIF: (RI
FELa—kEB R, WRRERIMNEMEARAE. Google Lens REHAINEKRRN~RmZ—, MKERERIEK
T 70%, MXBERE—TEARNEHZ LHN—BEHHRIER.

(00:09:24):

REILA—ikEEFROER A “TREREEEIXAN? 7
(00:09:27):

FEE—KELWRANR: “BREEZAT.”
(00:09:29):

HER—TIREIBRE]: “RIFXLEH, TZEFTLAFHHE? 7 A DEAUBRHXES, XIZ2—MIF, 3
AR ATEXASIEKTIE, URATARITNE.

(00:09:41) Lenny Rachitsky

English:

Okay, so you're not seeing the death of search.
FRCERIE:

4%, FRUMRHSBEINERNALE,

(00:09:45) Robby Stein
English:

No.

FRCERIR:

BB

(00:09:45) Lenny Rachitsky

English:



And along the same lines, you guys recently launched Al Mode, which | don't think enough people are
talking about. I think you get there at google.com/ai, is that the right URL?

AR ERIE:

IEXNER, RII&RIE#EDET Al Mode (AIERR), BEBIWVIEXIMHNAZERE S, HBHEHLEE
google.com/ai, ¥f13?

(00:09:53) Robby Stein

English:

(00:09:54) Lenny Rachitsky
English:

Okay, cool. I've been playing with it as we were prepping for this conversation. It's really incredible. |
asked it what is the best newsletter on product and growth and it's very smart. Said Lenny's Newsletter.
So that's my eval.

FRCERIR:

AT, BREARSXHEN—BHERE. BENEAT RN HiETXTFr=amfligKiiFi newsletter Bt
4, ©IEFEEER, ¥E Lenny's Newsletter, XFLRIHITEIRE (58,

(00:10:06) Robby Stein

English:

Fantastic. Okay, one of one, perfect eval.
FRCEIE:

KT o wDIHE,

(00:10:10) Lenny Rachitsky
English:

It's perfect. Also, just if you go to it, there's these recommendations for things to ask it that are just like,
"Wait, how did you know | care about this stuff?" So it's like, "Help me switch to product management,"
just on the front page.

(00:10:21):

I'm like, "How did you know?" And it tells you that it's based on your Google activity. Talk about just what
people should know about Al Mode, maybe what they don't really understand about the power of this
thing.

AR ERIE:



FETER. ME, MRMMIHEABITE, eE-EHFNE, BER: “FF, MEANEBERHROXLE? ”
EbanETI LA “EREREETREE .

(00:10:21):

F REANER? 7 ERHIFMEXZETMIATCER. KKANNIZT ##89 Al Mode IE, HBIFHEH
LM R RIREIRRAZZ?

(00:10:31) Robby Stein
English:

| can tell you there's three big components to how we can think about Al search and the next generation
of search experiences. One is obviously Al Overviews, which are the quick and fast Al you get at the top of
the page many people have seen, and that's obviously been something growing very, very quickly. This is
when you ask a natural question, you just put it into Google, you get this Al now, it's really helpful for
people.

(00:10:51):

The second is around multimodal. This is visual search and lens. That's the other big piece. You go to the
camera in the Google app and that's seeing a bunch of growth. And then really with Al Mode, it really
brings it all together. It creates an end-to-end frontier search experience on state-of-the-art models to
really truly let you ask anything of Google search. You can go back and forth, you can have a conversation
and it taps into and is specially designed for search. What does that mean?

(00:11:16):

And one of the cool things that | think it does is it's able to understand all of this incredibly rich
information that's within Google. There's 50 billion products in the Google shopping graph, for instance.
They're updated 2 billion times an hour by merchants with live prices. You have 250 million places in
maps. You have all of the finance information, and not to mention, you have the entire context of the web
and how to connect to it so that you can get context but then go deeper. You put all of that into this brain
that is effectively this way to talk to Google and get at this knowledge. And that's really what you can do

now.
(00:11:52):

You can ask anything on your mind and it'll use all of this information to hopefully give you super high
quality and informed information as best as we can, and you can use it directly at this google.com/ai. But
it's also been integrated into our core experiences too. We announced you can get to it really easily if you
can ask follow-up questions of Al Overviews right into Al Mode now. Same for the lens stuff. Take a picture
takes you to Al Modes, you can have this back, you can ask follow-up questions and go there too. So it's
increasingly integrated experience into the core part of the product.

FRCERIR:

XF ALERMT—RIERER, HITATUM=NEEAMID RIEM, F—2Z Al Overviews (Al #E4),
MERZATRRERTTANAEZRE Al B, XBPHERKIFEER, SRRA—TBAESEEN, ER
BE#E4aH AL ERNEE, HANEEEREE.

(00:10:51):

FEZEZEE (multimodal) e XRLZBMITIEZRM Lens, XEBF— 1Kk, RESRI App BFTHEMN, XEH
A SIE KR, F=mM=Z AlMode, ERIEIE—IBEHET —i. EARTHNEE LOIET —MinEHRIIR



ISR, ILREIERERASTERANEMER. (RALKREXMIE, eRMIAERMZIT. XEKRETA
wg?

(00:11:16):

AN EREN—RE, CREBRSRAMFIEREFENEE. fId, SRWYERE (Shopping Graph)
B 500 12frEm, ARE/NIER 20 ZREENIME. #EFE 2.5 2 MR, TEFMENERES, EXAR
ENEBRME LT X USINAEREXERS, ILRREERERBEERNZRE. (MEREXLEHBAXT
K" B, ERFEMB—IPSBIOHEAHRBIIRN AR X2 MIEEMNE,

(00:11:52):

{RE] A EMERRARIEIMRE, ERFIAMEXLER, RAOAMEERERE. EEEFENEE, RAUEREE
google.com/ai fEAE, BEWMBELREMRE TRHRINNZOMELESF, FEINMEHR, RATLUET Al Overviews AJIE(F]
THREEZHEN Al Mode, Lens B2—#¥, 1HIKIRF BLBETIREN Al Mode #1TIER, FRLAEIE B @M
AP — A SE R B 1A,

(00:12:24) Lenny Rachitsky
English:

| imagine much of this is wait and see how people use it, but what's the vision of how all these things
connect? Is the idea continue having this Al Mode on the side, Al Overviews at the top and then this

multimodal experience, or is there a vision of somehow pushing these together even more over time?
R EE:

BRERAEELEEEANMTEARRE, ERIRPXLERBZINAMERER? ZITEHLLE Al Mode fERA— MU
JABIRITINEE, Al Overviews ITETNER, Bl LZEFHLE, ERHE—TRER, HBENENEZEEIEER
BB STE—H?

(00:12:40) Robby Stein
English:

| think there's an opportunity for these to come closer together. | think that's what Al Mode represents, at
least for the core Al experiences, but | think of them is very complimentary to the core search product.
You should be able to not have to think about where you're asking a question ultimately, you just go to
Google. Today, if you put in whatever you want, we're actually starting to use much of the power behind
Al Mode right in Al Overviews. So you can just ask really hard, you could put a five sentence question right
into Google search. You can try it and then it should trigger Al at the top. It's a preview, and then you can
go deeper into Al Mode and have this back and forth. So that's how these things connect.

(00:13:15):

Same for your camera. So if you take a picture of something, "What's this plant?" Or, "How do | buy these
shoes?" It should take you to an Al little preview. And then if you go deeper, again, it's powered by Al
Mode. You can have that back and forth, so you shouldn't have to think about that. It should feel like a
consistent simple product experience ultimately, but obviously this is a new thing for us, and so we
wanted to start it in a way that people could use and give us feedback with something like a direct entry
point like google.com/ai.

AR ERIE:



HIANENBNSESEL. 1AM Al Mode AR T Xi#a%, EDWF0 Al FIERIREXIF. BHRIAN
ENSZOMERTmEFEEM, &L, MUERAREZEEMWERR, MRAFEESTMT. X, Tt
RN A, BTSSR LB FI87E Al Overviews FRfEMA Al Mode BIRRIRZEESI T o FREAIRA] LARIRMERT ]
B, EETATEREERA—TNREOERORE, RERIN, ENZSENSERE Al BBR— 1K, A
JRARBILGRNEN Al Mode #1T3REIXIE, X2 ElINEZEA .

(00:13:15):

EVtEE—F. MRMFE—KEBRR: “XBAHAEY? 7 HF “BAEZXNE? 7, EREMTE— AN
e MRIFRNT R, EREIEH Al Mode IR&h, FRATLUEITIHE, FELJ\{TTFFEE%/L.\%: EMEE. RA&E
NizREGE— T —HEEHENRAR, BEAXWEMNKRREENMEY, FRURMNEBEED
google.com/ai XtF— 1M EBZAOLAMMERHL RN R 5.

(00:13:41) Lenny Rachitsky
English:

| recently had Brian Balfour on the podcast and he showed this quote that's really stuck with me that |
think about as you talk about all this, it was by Alex Rampell, this idea that startups is a game of getting
distribution before incumbents can innovate fast enough.

(00:13:55):

And it feels like you guys are finally there where it's like, "Oh man, now here comes Google." | don't know
if I have a question here, but it just feels like there's been all this time for people to find distribution, and
now it's like, okay, now Google is coming.

AR ERIE:

H&a1E Brian Balfour L T1#E, M2 ZE7 —aUIRENFRZIE, HRREIXLERNFHLERTE, A Alex
Rampell 789 : ¥R QAT BEXEEMENEL (incumbents) BIFIREBRZE, LFREDAERE
(distribution) .

(00:13:55):

RGN TEI TR, ARZDERF: X, SFKT” IXAENEE, BREZAARENEE
FHNERE, MIE, SRABRKNIT.

(00:14:07) Robby Stein
English:

What we found is that people are asking these questions in Google. They're trying to get this out of
Google. And so if you can just have an Al that's powerful enough to answer a really hard calculation
someone's trying to figure out, or take a picture of multiple choice homework question for a chemistry
question, people are doing this. And so now that you have this really sophisticated Al that's based on our
frontier models, we can just handle increasingly more and more stuff for people and so hopefully that's
the more natural on ramp here. And then we just need to make it easy enough for people to use, because
these are new products, and people are used to using Google in a specific way.

(00:14:38):

They type in keywords, we call it sometimes keyword ease, but you can actually use natural language in
Google. That's the biggest shift. We're seeing people asking real long, hard, complex questions. You just
don't think, "Oh, | can go to Google and type in what's a great place for a date night? | already went to



these four restaurants. I'm looking for outdoor dining and my friend has this allergy." You could put that
into Google. And | think that's the kind of thing that we're excited to continue to make easy for people.

AR ERIE:

HMNEDMANNHEEARERXE R, WITLENSRSEER. L, MRIRERE -T2 AR Al
REEIFFAEETMESR, HER—KUEAFLAEFERE, AMIRIXAM. REKNE TETIAEE
MEZ AL, BHATAIUAAMBIBEREZHNER, FEXERA—TIEBANALD, RNIAFTEILECRBS
A, BAXEZH~m, MANIMET RENSEREH.

(00:14:38):

WEIAMTAREIE, HATERMZA “KEEAARE" , ERERENAIUTARECABAIES. XB&K
ABHT, HIBIMNMVERFER,. FEH. FEERNRE. RURAIERSE: 8, HAIUEATE
A MEESHNR? RELEZIXWRET 7, HEAFINEMR, MERARNX NI’ " MAEIRE
DB LA SR, XIMEHNNBEHEHE T LERTEEENER.

(00:15:03) Lenny Rachitsky
English:

It's interesting, and we've come around to back in the day there was Ask Jeeves, which was this whole
just ask a question as if you're asking a human and then it'll give you a really good answer.

(00:15:12):

And then we moved into Google just, "No, no, just type the thing you want and figure out how Google
likes it."

(00:15:17):
And now we're back to, "Okay, just ask your question and it'll give you a really good answer."
FR3CERiE:

XREE, BT —BXERT. UFIE Ask Jeeves (REANAIZIERSIE), EHNEIMEERIAA—IER
B, ARELIR—MRIFINES,

(00:15:12):
BERENMENT BREHR: TR, BEFBNTREENKRA, ZBESRENTAENXER”
(00:15:17):

MAERNXERT: “F8, BEZFRFENEE, eRAR—MREFNESR"

(00:15:20) Robby Stein
English:

Yeah, Ask Jeeves was surprisingly prescient on that, huh? They had material, they had something way
before its time that we think looks to rally around now.

FROCERIR:

MY, Ask Jeeves EXLEHEFMBFLNZEA, WIE? MIIFEANME 7T XMBRINERE, MENMEEEH
B MRS,



(00:15:29) Lenny Rachitsky
English:

Oh, man. What's your take on this whole rise of AEO, GEO, which is this evolution of SEO? I'm guessing
your answer is going to be just create awesome stuff and don't worry about it, but there's a whole skill of
getting to show up in these answers. Thoughts on what people should be thinking about here?

FROCERIR:

MRXMP, fRxt AEO (Al ZIZEMAL). GEO (ERTUSIZEMK) BEEEAET? X2 SEO BI#Hbhk. FIBIRAIE]
Ear "RECMFHENAE, BOHEME” , EEHIEXE Al ERERLE BRI, MESANEX
EWZRBELEAA?

(00:15:47) Robby Stein
English:

Sure. | mean, | can give you a little bit of under the hood how this stuff works because | do think that
helps people understand what to do, but when our Al constructs a response, it's actually trying to, it does
something called query fan-out where the model uses Google search as a tool to find to do other
querying. Maybe you're asking about specific shoes, it'll add up and append all of these other queries like
maybe dozens of queries and start searching basically in the background. And it'll make requests to our
data back end, so if it needs real time information, it'll go do that. And so at the end of the day, actually
something searching, it's not a person, but there's searches happening and then each search is paired
with content. And so if for a given search your web page is designed to be extremely helpful and you can
look up Google's human rater guidelines and read, it's a very long document that's been thoughtfully
crafted for decades now around what makes great information.

(00:16:40):

This is something Google has studied more than anyone, and it's like, do you satisfy the user intent, what
they're trying to get? Do you have sources? Do you cite your information? Is it original or is it repeating
things that have been repeated 500 times? And there's these best practices that | think still do largely
apply because it's going to ultimately come down to an Al is doing research and finding information. And
a lot of the core signals, is this a good piece of information for the question? They're still valid, they're still
extremely valid and extremely useful, and that will produce a response where you're more likely to show
up in those experiences now.

(00:17:14):

| think the only thing | would give advice to would be think about what people are using Al for. |
mentioned this as an expansionary moment. It seems to be that people are asking a lot more questions
now, particularly around things like advice, or how to, or more complex needs versus maybe more simple
things. And so if | were a creator, | would be thinking, what kind of content is someone using Al for? And
then how could my content be the best for that given set of needs now? And | think that a lot is a really
tangible way of thinking about it.

FRCERIR:

LR BAUTIFR—LERESENG, BARUNAXEEFANNRRZEAM. I A BRLEEN, E
KPR EEBIT MO “EIW/RE” (query fan-out) BIRME, REBAREREN—NTEKRKITHEME
o LEARRSENETF, EIERFEN/ L+ IMEMENR, TEAFRER. EcRIANNBIERRA LIS
X, MRFELEE, EMIER. FILARER, BEATERATEER, BRFHLELRE, MEBXER
H=LECA R,



(00:16:40):

MRFMEMER, RONIULIHSFEERE —RUUEERARN “ATHE5EER" (human rater
guidelines) , XB—M/L+ERBLREHRXME, XTHARMRER. XRATARSILIEEEMHAR
. fREGHE T BAEE? MESEXRR? MEEGSIATER? ERREM, TREEEELKEET 500
BRYRAR? HIANXERERBRERARZE LNAER, BAKLKALEN A THTHRMIHES. REZO

55— “XEEEMNXNREGEELE? 7 —KRABN, MEREER. XRILFEEEEEHIIE Al Y[
24,
(00:17:14):

HME—RENE: BEANMER A4, HRIIXZ—N KEZ. AMNAEMFERNESRE, Fi2X
TN, #BFER (how-to) EERMFEKR, MARERENEN, PAUMNRKZ—1TEIFE, HREEBEZ: A
MNEATHARBEER A? ZBABTMEA ERNFHEXEFTRNHEELE? FIANNXZ—TNEBETIENE
ZhH1

(00:17:45) Lenny Rachitsky
English:

It's interesting your point about how it goes in searches. When you use it, it's searching a thousand pages
or something like that. Is that just a different core mechanic to how other popular chatbots work because
the others don't go search a bunch of websites as you're asking?

AR ERIE:

MAXTFEMFAHTEROIMAIFEER. SMRERAEN, ESBR—TIRNEZERN. XEESHMRITHEIR
B ABZONEIARRE? EEMBENEEATEIRER A S EIRR AR,

(00:18:00) Robby Stein
English:

Yeah. This is something that we've done uniquely for our Al. It obviously has the ability to use parametric
memory and thinking and reasoning and all the things a model does, but one of the things that makes it
unique for designing it specifically for informational tasks, we wanted to be the best at informational
needs, that's what's Google's all about, and so how does it find information? How does it know if
information is right? How does it check its work? These are all things that we built into the model, and so
there is a unique access to Google. Obviously, it's part of Google search, so it's Google search signals
everything from spam, what's content that could be spam? And we don't want to probably use in a
response all the way to, wow, this is the most authoritative helpful piece of information. We're going to
link to it and we're going to explain, hey, according to this website, check out that information and then
you're going to go probably go see that yourself. That's how we've thought about designing this.

FRZERIE:

2. XEHNEZNANECH AR, ERARAEASHLICZ. BEMEENEED, BRATE
HMEBRESHITIRI, RNFEAEREEETRAAMEIRF —XUESRHILIZA, FILL, U
IHER? ENFANEEEREER? ENARER NI F? XERERINNEETRETHN, EHENER
BRESHIMFHENN. B, FARTIERN—&D, EREIRFIMIIRES (spam) EIEANE. &EFEBIRY
8. HMNSHEIE, HERE: “REXITNE, BEEXEER" , ARMUERIEEEZEE. XMER]
RITERIBER.



(00:18:51) Lenny Rachitsky
English:

You've worked on a lot of Al products at this point, and it's not just Google or Artifact and Instagram, you
did a lot of Al stuff. What's something you've learned about building Al products that you find maybe
people don't truly understand, maybe something that's surprised you by building successful Al products?

FROCERIR:

FIBRIALE, (REEE5TRS Al am, FNMUEESH], 7E Artifact 7 Instagram BRI T RS Al BRI T
B MR Al F=mAE, RFERTHEANTEHTEERFNRA? EEWEMIIN A Fmdigd, Bt
ALLRRRENRIFRIEIE?

(00:19:07) Robby Stein
English:

| think the most recent one, and this is true, something even within the last week or two, is that it's so
obvious how human-like the interface is becoming with how you can communicate and steer Al. | think it
used to be even just months back that you had to do a lot of work to get the Al to do the thing you're
trying to get it to do, right? You had to do these incantations, you had to prompt in a really specific way.
People would have all these hacks like, "Hey, act like you're a coach and you do these things," and you
have to really push it, or to use a tool more on the technical side. You had to do post-training, you had to
take this foundational model and you had to show it data, you had to train it and actually update its
weights to do more sophisticated things.

(00:19:51):

Tell it, "Hey, here's documentation for an API. If you ever have a problem, ping this API. Here's the data,"
asifit's an engineer that you had that you could talk to and it would have no idea what to do with that, or
it would have some idea and wouldn't really do it.

(00:20:05):

But increasingly, you can just use language. Almost if you were to write up an order, you could be like,
"Wow, I'm a new startup. Here's my data internally. Here are the APIs to it. Here's the schema and the
URL. Here's when to use it. By the way, make sure that if you get this kind of a question, you really make

sure to get it right." And that'll end up doing a lot in the model.
(00:20:28):

The model's been now encoded to be able to say, "Okay, I'm going to use more reasoning or thinking

budget for that kind of a question."
(00:20:35):

Or, "I'm going to use tools or code, use code execution in order to connect to this API I'm told about."
That's a relatively new thing. So | think it's going to open up a lot of this democratization of accessing
these models and building incredible things because you don't even need to do a lot. To get the most
sophisticated outcomes increasingly, | don't think you need to do a lot of this heavy duty fine-tuning.

FRCERIR:

BIANNREN—NERIR—RESE—REARN—E Al NFEETESABRAE, (REILMNLEBEAMSER
RHSIFE. ME/LTAR, MERFRRAZNARELL Al MIRBILEMNE, WE? REESINE—F, BIFSE
HENANGRTIE (prompt)e AMMSEEMIRDT, bl IR, REMFE—1MEEL, MXEE" , (RSHte



HE. HEERAEE, FREHRERIIEL, E—1EMER, KTEHE, IIGE, EREINERBESR
G

(00:19:51):

LRINRMFEFIFE: B8, XE APIXHE, MNRIRERE, MBAX APl XZHIE.” mEME—TIE

IMiiE—F, BEREZEANEIZEAN, HENE—SEMAREL
(00:20:05):

B, RERERUERERES. MEE—ME<S—&, MALUE: &, RE2—XPLIAF. XEHH
NEREHE. XX MBI APl ZRH9H] URL, XZEEABH. IMER—T, MRBEXERH, —EBHFRE
Ha.” XA ERABIER.

(00:20:28):
MERRE B EWRIDNEEILIRG . “WFIE, WFXERH, REDERELSHHIERBENE,”
(00:20:35):

HE: “BREEAIANBRT, WEERFIBESHEXDAPL” X2 —MENBHIZEL. FRUARIAN
XFFABERDRANREN, ILAMNEREFAIERNBERA, AAMEERFTEERSZ. I TREREFNE
R, HNNERBAFEHITRHEZNRMIA (fine-tuning) 7o

(00:20:58) Lenny Rachitsky
English:

It makes me think about, | had this recent guest, Nesrine Changuel, on the podcast. She was a PM at
Google, she worked on Google Meet, she was a delight PM working on at making products more
delightful. And she talked about the reason Google Meet did so well and is now feels like it's killing Zoom
is they compared the experience of Google meet to a human meeting versus making it the best possible
video conference, make this as good as a human experience. And that's interesting what you're talking
about, how that's almost the goal here with Al is just make you feel like you're just talking to a person.

FROCERIR:

X HEEEREN—IZE Nesrine Changuel, #EZAIH PM, 137 Google Meet, M@ — U FiLr=
mES AR “HiEPM”  (delight PM), %% Google Meet RIIH &, EERIMEBH Zoom HIREA
B, i1 Google Meet IARS “AERI HITHEL, MARM— M RIFHMIMSINTA—BingE
IEEGALEIE—ELT, (RRIARNEREEE, XLFEHE A NER: ILRESMEGERN— AR,

(00:21:27) Robby Stein
English:

Exactly.

R EE:

R o

(00:21:28) Lenny Rachitsky

English:



Might be obvious, but think about that. Okay, let me zoom out and talk about, and let's talk about just
broader lessons you've learned over the course of your career. You've built a lot of very successful
products, which I've shared in the intro at this point.

AR ERIE:

XAREEMBL, BERRE. B, itHIBMABRKA, RRIRERUEEPARNE ZHEH, RTED
RZIFERINTMm, BEFHREEEZTAIT,

(00:21:44) Robby Stein

English:

Many also on the other side of the spectrum, we got the whole portfolio.
FRCEIE:

WHERSENES—IHE (R¥~m), BIEFREEFAEE.

(00:21:48) Lenny Rachitsky
English:

Okay, perfect. We'll talk about some of that. | asked you as we were getting ready for this conversation,
what's one thing you wanted to get across in this conversation? What's something you think would be
really helpful for product builders to hear to help them build more successful products? And you used this
phrase: embodying relentless improvement. Can you just talk about that? What does that mean? Why is
this so important?

AR ERIE:

KEFT, BINSWEIARL, EEESXRNERKEIMR, MEEEEN—SEHA? MIAANTREERE
R, BEEMIMBEERIIFRNARBEZMTA? MMATXNEIE: BANITHIERFSM#H (embodying
relentless improvement), BEHIKXMT? ERKEHA? ATATHALEE?

(00:22:08) Robby Stein
English:

Of course, | mean, | think that you need to be the physical manifestation of two pieces of things. One is
just relentlessness, just complete effort, but is always exerted in a direction of positive productivity. And
then the second is make things better. You have to always make things better, you're never content. And |
think this actually came out of a story, a little bit of a funny story where | was at Instagram at the time
doing a big all team meeting, one of my first, and they had this icebreaker, what's one word to describe
yourself?

(00:22:35):

And so in the backstage area, | texted my wife really quick. | was like, "Hey, just one word to describe me,
first thing that comes to your mind."

(00:22:42):
And she just wrote back, "Dissatisfied."

(00:22:45):



| was chuckling in the back room because | was first of all kind of offended because | was like, "It's not
loving, caring, something good?" And then | saw her little bubble thing.

(00:22:56):

She's like, "Okay, there's more." And then she wrote me this really thoughtful thing that was like, "It's not
that you're just unhappy. It's like you want the world to be better. You're driven out of a deep desire. It's
that you feel this sense of dissatisfaction with what the world gives you. You want to make it better, and
you're pushed and motivated to do that."

(00:23:17):

And | thought about that after. And it wasn't until we built a bunch of products, some that didn't do well,
some that have had a lot of really large success now, billions of people use them, where it felt like one of
the big differences, obviously a lot of it is just the conditions of the product and a little bit of luck here and
there too. But for the things that went well, there was always this spirit of just we're going to get it
eventually if we just make two more moves to make it better. And then eventually, as | talked about
before earlier in our conversation, you get this tipping point where it just tips over into being net useful to
people because of just that amount of compounding effort that you put into something because you're
just always so... You're the harshest critic and the most dissatisfied person in the room about your own
work basically.

(00:23:56):

And | think that's really meaningful. And there's this other incredible story that Tony Fadell told on a TED
Talk 10 years ago. You can look it up. | think it's something around Think Younger as a title. And he talks
about what it means that as we grow up in age and become grownups, | have two little kids so that's
something | think about a lot. We habituate to everything. We accept and we tolerate what the world
gives us everywhere, and we just go, "Oh, that kind of sucks. Oh, well," we shrug our shoulders and we

move on.
(00:24:27):

But if you don't do that and you ask, "Why? This sucks, why am | tolerating this and how do | make it
better?" He has this incredible story about going grocery shopping, and he goes on for 10 minutes about
this story almost it felt like where he talks about getting a piece of fruit like a plum or a peach, and how it
has that sticker on it and it's got that sticker and who put that sticker there?

(00:24:51):

And then when you get home, you take your fruit out of your bag, you're ready to eat it, you're all excited,
you stick your thumb under the sticker, it punctures the flesh. He goes into just incredible detail about
how it punctures the flesh of the fruit. The sticker comes off now, the fruit's bleeding, then you flick the
sticker. The sticker misses the garbage, you bend over and pick it up, you put the sticker back in.

(00:25:17):

And | was like, "Wow, that is embodying this mentality of just why is this here? How can this be better?"
And | think the best product people, the best thinkers in the space, that's how they think, in my opinion.

AR ERIE:

Ao TINNMBBERNREENNT. F—REFTME (relentlessness) , BMAKRFHABERREF NG RN
HefENn, FRBIUBFEF/EY. MOIKTIEREL, KFHE, XELFF—TMEBHNKRE, Sk
7 Instagram ZM—RXERAR, BEHANMATR. BMEAFT, B B—MIFARES?

(00:22:35):



Tlaa, REESEFATHRERE: R, B—MIESRK, FRFERBE—MNIZMHA? 7
(00:22:42):

shEhE: “RFEE (Dissatisfied)o”

(00:22:45):

KEEEXTER, EVESKELR, HE: “WEARRE TAEL .« ‘AW ZENFEG? 7 AREE
El gty N SUEE7E SN,
(00:22:56):

fhin: B, RETX.” MAEHE T —RIEBERZINE. “HARHRMRIAZRATHL. MERFEHATEE
¥ IRI—IRZIBYEEREIE, (RIS FRIPRBE—MARHE, MESEE, (MEXMEhIHEE.”

(00:23:17):

ERFEEBETXEE BEIRNWTET - m, BEXRKT, BERSTEARFRY @AEEHRHIZAEZER),
BRABIREEFNEARER, SR, REMEBURTF@IMRNIES, BERLERINNEF D, 2B -G
. MRENBEFMP E, RE—ERKRY. ENFRZAHRER, RREE—MERR, BT MRANKE
EE68H, FaRZLER/IANKREER. AAMEEE CERRTHI#HITE, BEEENESIIE&RATH
EBIA.

(00:23:56):

HIANAXIFEEENX. Tony Fadell (iPod Z2R) +F#I7E TED B F I — MR BINEISRE, EB RN
(FERWKBZE) (Think Younger), IXEIEERITKABMA (FEERDN&, FAIUFEERXD), BiEH

—PI=4 “SR” (habituate) . BIHEZHARBHRLSFTHNN—T, FHil=u: “1B, XBELHE, @,
BEBMIET,
(00:24:27):

BMRERZEM, MER: “NWHA? XXKET, BAFTLAERBE, REEARHEE? ” R T 18
WKRIEE, HTEBT DM, IRRET—NFFEkF, EEBERNIMRE, SEBREMER/L
A9?

(00:24:51):

HREZEIR, BAKRMRFESHRERZ, (RXEMARBIEERERBMTE, SRIEFRRTRA, ik
SREFA, mEHTRT, KRE “RM” , ARMFEFIRE, REQHLIRE, (RIS EERERKD
7o

(00:25:17):

FoiR H, XMEXMOSHER —RAAEERIL? EBARTEEF? * WIANKRAFHN~mA.
EXMURRMAFHBER, HEXFREH,

(00:25:32) Lenny Rachitsky
English:

I imagine there are many examples of you doing this in the many products you worked on. Is there one
that comes to mind as a good example of this inaction of this actually working really well and delivering
something really huge?

AR ERIE:



BRBEMBEINRZT 0T, BREZXFNGF. BRAB—TILRESRXMOSEEER, HAREXM
T EXRRRAYHBIZER?

(00:25:44) Robby Stein
English:

| mean, honestly, a big thing is working on Al Mode. | think a lot of it was we saw in Al Overviews that
people were trying to ask harder questions and we weren't able to answer a bunch of them, or Al
Overviews just didn't show up. And so a bunch of us sat around and we're like, "Why can't you just do this

for everything?"
(00:26:04):

Instead of saying, "Oh, we don't need to solve for that," or, "That's not something that's in the most

addressable next thing."
(00:26:12):

It's like we actually saw people in the query stream putting the words Al at the end of their queries
because they're trying to get the Al to do the thing. We would look at that and be like, "This is ridiculous.
We need to build something here."

(00:26:27):

And that was one of the big motivations, was actually identifying that user problem, being very
disgruntled on behalf of the user. We're just failing the user every day. We are not helping them actually
get their thing better understood, and we're going to go build a whole thing because of it, because that's
hard to do by the way, to build all of that. But it just was so obvious that that's what we needed to do.

FROCERIR:

AR, Fk Al Mode FER—1AFIF. FK17E Al Overviews REEIANIZE XA ERNRE, MBENILEEE
HhpRZE&, & Al Overviews IRAZH M. FREKNLMALTE—ER: “NHTATEXNFABRZERX
PEfe? ”

(00:26:04):
®ITgEWR: ‘B, BIAFERRBNRE,” $E “BFrEEFRSENS”
(00:26:12):

EXE, RMNETWRPBEIANEERIEAREML “A” XA, BRMITELL A SRLE, FIEEXLHR
ER "XXREBT. REEEXEME—ERA"

(00:26:27):

BREANBHZ —IRFIEAPIER, AARBAREIFERH. RIIERBEZNAF. KTLEH
Bhftf B IR AR VAR EBOARA, FRUFMNEALHE—BERE, IRER—7, WEX—TFE%. B
RERIFERE, XMERINIFEMAY.

(00:26:52) Lenny Rachitsky
English:

There's two buckets of people. Let's say hypothetically, one bucket is just make things better, make
amazing experiences, you're going to do great. There's another bucket that's like drive metrics, drive



goals, hit our KPIs. | know what you're not saying is just work on things, just make things better,
relentlessly, make things better. How do you just think about, | guess that overlap of okay, makes things
better, but also here's what we really, here's the strategy, here's the vision. How do you think?

AR ERIE:

RigEWEAN. —XE “RELEHME, ISRANGKRE, RMEKRI  Z—RKE “KElR, EHE
1%, SERX KPI” o FABIRHFENET B BItc#t, (RINFIER “iJ:%%E?%E&S‘” 5 g, BR. B
ZENES? (REEAREN?

(00:27:18) Robby Stein
English:

Yeah, | don't think of them as an or. | think they have to be intersected because basically the way | think
about it is you actually start with a problem or the inverse of that, which is a vision, but they're
connected. Most great companies, most great products come out of a problem, but out of the problem
becomes like, "Here's a better way." What if instead of this crappy thing or way of living or thing that we
all tolerate and accept, some entrepreneur comes up and says, "What if we did this other thing?" So it
comes out of this dissatisfaction and this sense of better that you need to make things better, but then
you're going to build, and at the end of the day, you need your instrumentation to know if you're on the

right track.
(00:27:58):

And that's where you bring tools like, okay, you build your first version of the product, do people like it?
And then each product goes through its journey. The way understand that people like it is you scrutinize.
Typically, you talk to people, but you also add some analytical tools there. You might look at something
like a J-curve. This is the retention, the percentage of people still using the product day seven, day 30, day
90, and does it flatten or do people just drip out of there? Over time, it's just not exciting people. And that
would go to zero if on a long enough timeline, no one's going to use it. You don't get past that, you toast
right then. Okay, some people are doing it, okay, great. We need more people to do it, and it needs to be

good enough that people talk about it and then it grows. And so that's another gate.
(00:28:44):

And then there's another one which is, well, how big can this get actually, is it a small thing? Is it a
medium thing? And | think most companies, you have an aspiration of being big, but you can't start big.
Everyone's got to go through that journey. No product has started big. Even ones that get big really
quickly, even a week quickly, they had something. And then even internally, they started small. They
started small with a hundred to 100 people, and so you have to be metrics focused, | think in order to
know if you're doing the right thing.

(00:29:09):

And then the other thing is, on the other side of the spectrum, you're running a big thing, and there, you
need metrics to be your guide. If your product, let's say, let's say our core metrics down 5% this week, it's
like, well, what's going on? And so you be really close to root cause analysis there and say, "Well, actually
it turns out that it's an issue. Is it in a region? Is it on a device? Is it in a demographic? Is it in a use case?
Where does my problem lie?"

(00:29:33):

And then when you get to it, you understand the problem and then this improvement thing comes back
where it's like, "Okay, I'm going to fix that thing. What's the treatment for that disease?" And then you're



back to growth again, and so you need this and you always are looking at what's the system that I'm
working on and what are my instruments? I'm a pilot to know if this thing is going and flying correctly, but
then it doesn't tell you exactly what to do, you have to thank for yourself how to make it better. | can just
show you a little bit of the way.

FRCERIR:

ZH, BRARNENZ “JEHENE" BIXR. HNNENBARRATE—H. HHNBELRAZ: (RK—NEEF
8, HEMNENRE—RBRAR, EEN2EEN. ASHREANA[M~RERT N, ARMEE
PiEL: "XEE-NEFNGE” MRTBERZXMERNFRAREESN, MEFCIILEEHFR:
“WIRBAMRMECEDE? 7 FRAERTXM “FRERRE" M “BXREIH HNEIR. BREMEEANE, MRE
REE “NRE" KNEMREEERELERIIIE L,

(00:27:58):

e LELEFRIMG. MWETFRNE—R, AMIERE? SM~niEECHRE. TRANZES
ENNGERFHAFEN. BEMIMALRR, BEERSMADTIR, RAIESE J Lk (J-curve), BIEE
R BTR. 30K, FI0REEZ DB AEER? HARETFT, EBRAN—EERK? WREEH
EERETELANNE, BERSAT, NIRIRTRX—X, MMTET. i, NREAEZH, X7, &
NEEEZA, ERZHILEAMNOOBE, ARERK. XES—E8XF.

(00:28:44):

REEE—X. XFRAIREMRSZKR? BMNARTm, ERPEME? RSBARNHMBAMANER, BIRTEE
M K" 8. BPABEREHB IR, KEFmE—FEMEARN, BMERRLEE KRR~ m, £R
EHERMNUEFIERY, FTRERA 10 2 100 ATEM. FRLURGIKIEIETR, A RERIEHCREMM T

(00:29:09):
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(00:29:33):
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(00:30:05) Lenny Rachitsky
English:

| love that you just gave a master class on just how to prioritize and pick what to work on. | want to go on
a quick tangent. Speaking of products that have done really well and become really big, Stories, you build
and launched Stories at Instagram. It's quite an infamous product launch back in the day, it was quite
controversial because it basically took what Snapchat was doing really well and then, "Hey, let's bring it
to Instagram," and it was not great for Snapchat. Now that it was so long ago and just, it's so far in the
past, I'm so curious just to hear about that time reflecting on just that decision, what you guys talked
about, how you decided to go ahead with that and anything just, | don't know, you think about looking
back at that.

AR ERIE:



BRERIRRA X FINEHRE RAFMERTIERTHOIRIMEHET . FEHEHIENE, REBEMFIEFELT
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(00:30:47) Robby Stein
English:

I think there's a couple of really important lessons from that launch. And | mean we went on afterwards to
launch Reels, a bunch of updates to direct messaging, we had feed rank game. There was just a huge era
there when | was there between 2016 and 2021 or so where just so many new products got built. | think
an interesting lesson in all of those, and particularly in Stories was you have to really understand why
someone uses your product and know when something is actually an existential question because there's
just a better format or a different way of doing something that has worked and works and you need to
figure out what that might mean for you, because not every great thing is going to be invented by you.
But | think that a lot of these things are, they can become formats that you can make your own and you
need to learn from the world and what's happening out there in order for your product to always give the
best thing to its users.

(00:31:41):

And so for Stories, we looked at Instagram like, what's the point of Instagram? It is sharing your life and
connecting with people ultimately. And if there's a way to do that, that lowers the pressure because it
doesn't have likes or it's just ephemeral format and it's optimized well for mobile because it's this full
screen experience. It's a really great format and kudos to Snapchat for inventing it. We didn't think of that
as a deterrent, that we had to go make Instagram photo clock. And actually, there were early versions of
this idea where you try to take the core Instagram feed and make it ephemeral. And whenever you try to
mix a core product that's very cemented in someone's mind and physically looks a specific way and
you're trying to make, contort it to do something new, it's usually a bad recipe. And so we knew we
needed to do something new and then it was so clearly was critical to the core essence of what the
product could do, could fit in naturally.

(00:32:39):

But the question was how do we make it our own? And how do we build on this? And so if you think, there
were a bunch of things that we did that made it Instagram. For example, it had different creative tools and
it had things like neon drawing and these really sophisticated filters that people loved. We also looked at
this talk about being dissatisfied. People took, a lot of times they want their main camera to take a
picture of something and then they want to upload it to Instagram because they want to save it and they
want it to be in a very high quality, high resolution photo, because it's a memory. And Snapchat at the
time didn't allow you to upload photos, it was like you have to use the Snap camera. And so we made a
bunch of decisions like that where why don't you just let people upload their photo? This is back to the

dissatisfied point, that's frustrating.
(00:33:22):

Or there's another example where you couldn't pause if you were consuming a story. You couldn't pause
it, it just would go through and be done because it was this ephemeral thing and you wanted to create
safety. Why can't you just pause? It goes by too fast. So we added this pause, it's such a small thing, but
you put your finger down to pause the story now. And so there were a whole set of those things that were
shipped that made Stories feel Instagram. It wasn't like you just had some other thing. And then it turns



out that worked incredibly well, and so much to the fact that someone on the team mentioned that they
always felt like at the time, they didn't realize it, but it was almost like it was missing the story size holes
at the top of the page and it completed the product in some weird way for them. And so that was, | think
an important lesson.

FRCERIR:
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(00:31:41):
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(00:34:05) Lenny Rachitsky
English:

Instagram definitely got a lot of hate for that moment from a lot of founders. It was just like, "Hey, you
guys just stole this idea and that sucks."

(00:34:13):

How did you guys just deal with that internally? It was just this is, "We got to do this. We got to focus on
our shareholders and grow this thing," and that's how it goes sometimes?

AR ERIE:



Instagram HETHRAIHER TRZEIBAREIR. AXEENR: 1B, I THIANCIR, XXEHT.”
(00:34:13):

RITABREAREXMENR? BRE "BV AWM, HITEFMNRAAFTHLIMEK" , EEEFTX
B RENES?

(00:34:19) Robby Stein
English:

I mean, | think it's more that we're focused on our users and the people who are loving Instagram and it's
denying them the opportunity to have an easy way to just share a photo and have the thing go away. |
mean, that's ultimately what we were trying to add. At the end of the day, that is a format that people
adopt. In the same way that you think about feeds, | think we talked about this at the time too when we
shipped it. Facebook probably created the modern feed, but there's a feed for every single product.
There's a LinkedIn feed and there's a feed for DoorDash.

(00:34:53):

These things become core primitives quickly and formats, and then at the end of the day, you're just
robbing your user base of the opportunity to have a better product if you're not making the best possible
product for your use cases. And for Instagram, it's used differently. People use Instagram differently than
they use other products. And it turns out that there were these experiences in WhatsApp and in
Messenger and in many other social products over time, and they all were used differently actually, which
is fascinating.

AR ERIE:

BINREZWEREANBNZ T TFRHRNWAFPFIAE Instagram B9 A, MNRFREXDINEE, FEBERIZFMIILL
FEARXSZBAHIULEBERNNS. XARRINKRLBELEMNARA, [IRERK, X2—MHAINSRAN
“B” . MBERR (feeds) —F, HNTEMBIEITICIT: Facebook AIRERIE T IMAEEMR, EMESD
= aEBEE B Linkedln &, DoorDash 1A,
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(00:35:21) Lenny Rachitsky
English:

Something else | want to talk about is you came into two products that were already doing really well,
Instagram and Google. And on the Instagram side, a transformative growth and improvement. Google is
happening, we're in the middle of the improvement and growth you're driving. Not a lot of people get to
do this where they go into an existing product, make it grow significantly. A lot of people want to do this.
They have a product that's been around for a long time. Hey, how do we make this grow and be more
successful? Is there anything specifically that you've learned about just coming into an existing product,
figuring out where the big opportunities are and then just hockey-sticking growth? Because this is what
everyone wants to do.



AR ERIE:
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(00:35:57) Robby Stein
English:

There's a couple lessons here. And | think, by the way, the first lesson is to be humble always because it's
extremely incredible to be able to work on products that have such impact on people. | view product like
golf, you're always one stroke away from shanking. And as soon as you think you're good, you're not, you
don't know anything. The world changes quickly. You have to always be a servant to your user base and
the people that are out there and learn from them. The first thing | always do and think about is you get in
touch in terms of why are people using this product, and where are the areas of growth? And so usually
even in a big product or a mature in a complex system, there's a part of it that's growing. There's a part of
it that's mature, there could be a part of it that's declining or isn't growing as much.

(00:36:42):

Certainly in Instagram, there's been a big shift over the years of sharing into public very large broadcast
posts and feed into these more lightweight formats like Stories and DM actually private sharing as well.
And so you have to observe that because every month, every year, the world changes, people's needs
change. First thing you do is you get a sense of what do people want out of this product? What's its true
essence? | think a lot about this job to be done framework, which is one of the things that I'm a big fan of
and Clayton Christensen's book on Competing Against Luck is one of my favorite books on this topic
where you have to really be a student of causation. Why is someone using this product? What are they
doing with it and what are they trying to get done with it?

(00:37:26):

And that usually leads you to do bigger next stage ideas, and it removes this belief that you need to solve
the problem with the current tools. In the Instagram version, it was like you have to make a square photo
do more for people. That would be how you increment the product. Or in Google's example, there's
something very specific with the core search experience that needs to change, it's a subtle tweak. You
have to think, well, what's the big thing? Someone's trying to ask a really hard question out of Google?
What's the best way to do that for them? And so it makes you think more first principled and that's the
first basis of this.

(00:38:04):

And then once from first principles, you're like, "Oh, this newer thing." And it could be a shift, it could be a
new form. In many ways, the Al version of Google and Stories and Reels, they're all similar in that they're
new formats in the world that people are expecting and wanting more of.

(00:38:18):

And by adding them, it becomes complementary, not replacement. And in both cases, Stories didn't
replace Instagram, it expanded in the same way we're seeing for Al. And so what's interesting is then you
think, well, how do I bring that into my world? You have this big mature product. The best way I've seen is
by making it complementary, having it be a core part of the experience, but clearly defined as a



distinctive thing that has its own attributes associated with it because people think spatially. So if you
have a feed and you have holes with pictures, they expect those holes to do things. And so if you make
one of those holes with a little clock and that one goes away the next day or you can't like it or it operates
differently than the other parts of your feed, it's going to be super confusing for people. It sucks.

(00:38:59):

And so you have to add product carefully, but it needs to feel coherent but different. Stories, it has similar
aesthetic. It obviously uses your camera roll in the same way it works that you can share it in DM, it works
in the system, but it has a different primitive in the same way Google Al, it's a full page experience that
you can pop out now. You can have follow up conversation with it. People have a set of expectations you
need to snap to for those use cases. And then you are constantly learning how to best make these new

products work within your world.
(00:39:31):

You never just want to snap in something that's working, you have to make it work for your users, your
expectations, and what people are trying to do with your product. It's actually one of the things | see
people fail on the most is they assume something working for one system will work in your world, but
someone else's system is on totally the types of users they have with the consumer expectation of that
product, that's totally different set of expectations. You have to respect that and say, "What can we learn
from that," and bring it here. | guess if you were to talk about the method that I've seen now or twice, |
guess that's how these products have developed.

AR ERIE:
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(00:40:09) Lenny Rachitsky
English:

I love this topic. It makes me think about just this balance. People always try to find between optimizing
something they've already got versus trying to take a big bet on something. You've had so many
examples where you've taken a big bet on something totally new and it's worked out incredibly well. Do
you have just a heuristic in how you structure teams and prioritize across, okay, we have amazing Google
experience today, what percentage of resources go into improving that versus trying something totally

new?

FRCERIR:
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(00:40:35) Robby Stein
English:

That's one where | actually do feel like the more analytical, systematic thinking helps a lot because you're
trying to produce value in the world, you want to quantify it some way. And so if you're seeing this growth
curve and you're trying to understand, wow, people are using it more and more to liken this product. And
when products are young, they grow, and then eventually things mature. You can break out product
suites and different features of products all along the same way. Certain features that are growing fast,
other features that are not. You get to these points of just diminishing marginal return in every system
where it feels like you could put 50 people on this project, it's just not going to dramatically move the
needle. Part of it is this bottoms up thing with your own team being really thoughtful about what is the
expected value of that investment, and knowing when it's starting to approach zero or diminishing
marginal return.

(00:41:23):



And then when that happens, these are these moments that usually coincide with something
fundamental changing. Either people's expectations, externally, market saturation, there's something
happening where you need to adjust. You then find your next growth driver or set of drivers. That's where
you need to go more first principled and try these new things more. Then when you land a new thing that
creates this new little growth engine and then you put people on it and you optimize it because each
change is like 10% win, 20% win, 4% win.

(00:41:57):

It's clearly still has so much value in headroom and to make it better for people, and you can see that in
the data. And so that becoming, | talked about this instrumentation, it becomes your guide for knowing if
you're making good calls. Otherwise, if you don't know where you're headed and you don't have a goal of
what you're trying to do more quantitatively, it's really hard to know if the thing you're doing is mattering

to anyone. | think | made the product better, but is anyone using it? Does anyone care? Or are we just
congratulating ourselves? Ultimately you want to have impact on people and that's what matters.

FRCERIR:
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(00:42:29) Lenny Rachitsky
English:

So it says essentially tracking S-curves on every product and understanding if you're in the plateau and if
it's time to invest heavily somewhere else.

FRCERIR:
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(00:42:36) Robby Stein
English:
Yes.

FROCERIR:



(00:42:37) Lenny Rachitsky
English:

(Ad segment for Orkes, an orchestration platform for modern enterprise apps and agentic workflows.
Learn more at orkes.io/lenny.)

(00:43:39):

Maybe it would be helpful to talk about the journey of Al Mode, just how it emerged and the steps that
you took to now it's just such a big part of the Google search experience. When did this start? How did you
decide this is worth betting on? And then what are the steps to get it further and further rolled out?

AR ERIE:
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(00:43:55) Robby Stein
English:

I mean, | think it probably started earlier on with Al Overviews actually, which was the first way we
brought generative Al to search. In that world, we noticed that people were asking these questions and
many people were actually trying to put natural language questions into search. And so how can you
provide helpful context links to go deeper and make an Al that made sense for Google? That was our first
version of these models that could do this for people. And then by building into that and seeing this
observation around people wanting more of it, direct access to it, and then being able to ask follow-up
questions. You need a new modality. It's going to be really hard to build all of that within the construct of
the core search experience. And so that led us to have form a small team of folks, a few people that were
technical leaders, a couple designers very small to just prove out what if there was on, almost blank
screen, delete, make a little fresh doc with a blinker.

(00:44:53):

What if there's a new page and you can ask the question, you can ask whatever you want of it. You can tap
right into the Al that was originally powering this top of the experience in search. But we invested in
making it much more powerful in the ways | described before was in it could search for you. It had
reasoning as a part of its model capability, it had multi turn context, so if you had a conversation with it
could keep track of that context so it had some unique pieces to it. And what would happen if we tried
that quickly. And we basically got, | mean, this was probably five to 10 people worth of people originally.

FROCERIR:

HIANNESEFR IR TFERH Al Overviews, FBBIANVFEMT Al SINERIE—F. EBTNE, HNVEFE
AMIERZERH, REAZHETEREZERABRES. B4, NARMHUEBNERER. NRNER.
A — DTS ATZE AI? BRBHATE —AREEN AMTMEX EFMRE, BIRNm, KRIMRIANTE
BEZ. MEHRNN, BEENELNH, (FREE-—MIIRS. TR0 ERARNENARELZFEX



L, FRRNAZRT —MNE, JLNMEARAREA, JIMgHIN, FERFE, MR TR IRE—N1F
TEHNEFSR, G—NANRCRRHE—F, SEE?

(00:44:53):

NRE—NHE, (RE]LARMER{RARIEAYRIR, {RA] LAEZERRAREIERTNEALLAIAR D Al BFi1R
AFRFILEEEERK, MERZAHERN: ERIUAMRER, cEEHIEES, SEERMELTX (multi-
turn context) , MRMRMERK, SRR ETX, EA—EIREFHMS. MRFENREZH—TFTREMN
24?2 RNENAERE 5 E 10 Ao

(00:45:29) Lenny Rachitsky
English:

And how long ago was this team formed?
FRCEIE:

XTHEPAZZAUAEERN?

(00:45:31) Robby Stein

English:

This was probably over the last year, last summer basically, into the fall.
R EE:

AR EF, BEFEREFERIIMKRZE,

(00:45:34) Lenny Rachitsky
English:

Wow, so about a year ago.
FASZEIE:

i, FRAKRDYZE—ER,

(00:45:37) Robby Stein
English:

Yeah, maybe about a year ago. It was where maybe it started. We were really plugging away on it, and
then we saw this little version of it emerge that wasn't very good, but it had this moments of brilliance.
It's actually, again, it's kind of like golf where you hit the perfect shot and you're like, "Oh my God." You
get that feeling where it's just everything worked. And | asked it a question about, | forget, | was doing
something with my daughter and | was planning an experience and it found all this incredibly useful
information about park information. It had links to go to the site and confirm a bunch of things. It had
Google Maps information that for my daughter, you could walk up, it was walkable. There was early
examples like this where it just, it blew me away of what it could find and how helpful it was.

(00:46:27):



It gave us conviction that we should go and go further. And obviously there's lots of people involved in
this type of a decision, tons of support from leaders across the organization. But it just says a little
working team that initially, you got to build something and then you have to feel it yourself and it is very
entrepreneurial in that way. And then when you see it tangibly, you're like, "What's a version of that?
That's good and that could work?" And that gave you hope. And so then we basically built it out and built
the first version that launched in Labs basically.

FROCERIR:

BH, RO—FmFBRN. HN—BEEELET, ARBI—TARRANRELEIRT, - “RAH
217 o XXBITERKIK, HIRFTH—TRENIKE, 28 “BENR” FIE—M “—EyT” B
Bo HETE—NEE, HETEKZRAAT, SRKEMZ) L —ENY—REE, EHRETXTFLRENFRE
REEANER. EEEMGEHIAATHNERE, STENES, ErEE) LREBIEATUSTEEN.
BXF RO FLRAIZ—IR, SREIREIXAZRA, MEMLEER,

(00:46:27):

KL BNNEENZERER. BA, XERRIRRZAN, RETHLRRATENARIZF. BEA—TRT)
FUNLIRAE, MREFAMERARAE, ARFARRE, XIFEFCLEH, HRETLREICH, e
“TTARBRREA BIFH. 1T19ER? 7 XA THRRE, FTRERINHECHLTHFK, HE Labs (BIAILIME
REFR) KT HE—ThR.

(00:47:01) Lenny Rachitsky
English:

So the first big milestone was this is working. It was just a qualitative experience of, "Oh wow, this has
really, there's magic here."

FRCERIR:
FIAE—TEAREREEE "X1TER" . BE—MEMFR: "W, XAENEE.

(00:47:09) Robby Stein
English:

Yes, it's working. And then we did bring it before labs actually to trusted tester group. There were maybe
500 people externally that we added onto it, and we had pings with them. Some of them were, we
actually had friends and family. We tried to treat it a little more like a startup where, because we feel like
you got to have people test it to tell you the truth, and tell you when it sucks, because it probably does.

(00:47:27):

And then they'd message you. So | had a friend who was loving it, but also hating it for lots of good
reasons and would just be messaging me all the time, screenshots, "This broke, this broke, this makes no
sense."

(00:47:37):

We had that for a while, and then we got to a point where it was feeling good, the trusted testers were
liking it, reporting good stuff, and then we it to this Labs moment where anyone could turn it on and then
we used that to make it better with real query data. We could actually see what people were using it for at
more scale and so that could tune it to make it better. And then we launched it out to everyone, or at least



in the US, and then we've now been on this journey to expand it to all countries and languages and have

more people be able to accessiit.
FRERIE:

28, B17E@E. T# A Labs Zhi, EINIEFLIEERAT —1 “SEEMRAEF/NA” (trusted tester
group). K€% 500 BHMBAR, HNMMMNIRFDE, HP—LE2RRMRA. HINXEGRVLI AT —HEXT
#Fe, AABNMNEESHAE NAHESIFRENE, SIKTEtTARERRE —RANEAEREERE,

(00:47:27):

ARRMINZGIRAER. HETHARBEEEXIRE, BREERD, s —HAZRLRBE: “XILKT, BWIL
7HY, XIRERE”

(00:47:37):

HINZHT —BRXEFHIE, BRRMNESRBRRERET, RECNHENRENR, RIFERE. ZARKITEN
7 Labs kg, ERIABAIUFARE. HNFAELNERHELICTEEN. RITTUEAMMRMERAIE
BEMfta, Nm#HTER, ZEHNEMEALGTE (BEVEXE), RERNEBRNTREEY REIFREE
RKMES, LEZAREBER.

(00:48:05) Lenny Rachitsky
English:

It's incredible that Google went roughly in a year from idea to a significant change to the search
experience that's Al powered. | think this is not what people imagine Google is like, and it feels like things
are different and things have changed in how you guys operate. What has allowed this to happen so
quickly? What's changed? Is it just top-down leadership, we need to get shit done, or is there something

more?
FRSCERIF:

FABNHZE, SRERAN—FENNEE, MK—MUZZER T — 1M H Al BEHNEREREATE, HEXHM
MIEKFHERFR—1F. BEMINNEFEAREETEWN. BFAUX—IREGXAR? RETHA?
XINEBE LM THMSEER EBEERE" , EREERENEREA?

(00:48:30) Robby Stein
English:

No, | mean | think it's interesting how organizations change. | think when you feel like there is a moment
in time that is clearly critical to deliver for people, people are trying to get information from Google. We
are not able to answer certain things or help people in certain ways and there's this technology that can
do it, that creates urgency, and obviously there's lots of people building lots of things and the market's
crazy and there's lots of things shipping all the time.

(00:48:56):

There's a really exciting and healthy moment for us to build and build quickly and I think it's just exciting
to be able to capture that opportunity because | think people believe, and | certainly believe that the next
year or so of product is going to establish how people use the next wave of products for many years. And
so at least | can only speak for myself, | feel this obligation to our users to give them the best version of
Google that's powered by Al and that gives them the full knowledge of everything Google knows about
the world and information to people and accessible with Al. That's driving a lot of the excitement.



FRSCERIE:

X, BRBALSHNTEEHR, YRBERIAIENNZNFRAZREXZTER — AMNEREMNASREEE
B, MEMNTERBZELE R U ERA M), MMEE T EMEIXENRER —Xptar4E KB,
ER, WEERZAEMESHEA, THRRIE, SEHEALT.

(00:48:56):

MEATRY, XZ—TMIFELSANKEEERINZ], sJUUIREHRE, FINNEMEXIMIZIFES ARE,
AMNMEE FEERE), RR—FEENFTRBEREAMERRTFSFERNEER T K~ m. L, E03
HIAMS, RBINARE—MREE, BHMINRF. B A RBISIRA, L@ Al SRERVSIRER
MENXFHAMNAERIRNER . XMEXHERNEERR,

(00:49:34) Lenny Rachitsky
English:

Yeah, it's such a good point that people are building their new habits. It's wild how many people just now
rely on ChatGPT and how quickly that happened. And | could see Google being worried that, oh, shit,
everyone's changing their habit from searching Google to searching ChatGPT. And the fact that now
Gemini is number one. | was actually looking at the list of top, so in the top 15 apps, Google is | think five
of them, a third. It's out of control, killing it. When people look at Al Mode versus ChatGPT or Claude or
let's even say Perplexity, what's the way you think about the positioning of Al Mode versus these other
tools? Is it trying to be a direct competitor or is it just like, "No, it's actually pretty different and here's
what it's for?"

AR ERIE:

=0, MIEEFEHMIER, X—RIEFEEE, MEEXAZAKB ChatGPT, MEREFBWLLZIR, XAK
BT, BOUUBRATELO: B, ARMBEERIBMIESITEME ChatGPT, MIE Gemini KT HE—
%o ENIAET TER, Tl I5BNHAERE, 8RET 51, =92— BEERFHAEN. HANIXTL Al
Mode #1 ChatGPT. Claude #ZE Perplexity BY, fREEE[E Al Mode 5SXLETANEMNERN? EEEK
NEEEENF, 2% ‘A, BELBF—#, ERARMXIN” ?

(00:50:15) Robby Stein
English:

Yeah, | mean Al Mode's a way to ask search anything you want. It's designed and specially created for
information. And so really, it should give incredible helpful responses for the things that people come to
Google for. Think about you're planning a trip, you're trying to buy something, you're working through a
question for your research project. It needs information and that's really, it's less focused on things like
creativity, although there's things that can do that are nice there. It can help you. Just like any kind of
core Al product, you can ask it to rewrite something for you, it'll do that. But we are less focused on
creativity, productivity, upload a spreadsheet and output graphs for me, we're not focused on that.

(00:50:57):

We're really focused on what people use Google for, and making an Al for that so that you can come to
Google, ask whatever you want and get effortless information about that and context and links to then
also verify, dig in and go to the authoritative sources ultimately that people want, and we hear from
people. So those ends up becoming the distinct qualities of this product versus more of a chatbot. Maybe
you would talk to it like you maybe even have a bit of a, "Hey, how are you doing today," with that



chatbot that we have some of that, we see that a little bit, but people are usually coming for information.
They're trying to learn something and we focused our product on that.

AR ERIE:

[, AlMode B—MmEEZRIBREMAMENENERBIAN. EREINIA “BE" Mgt P, XTFA
MRAMILNARA, ENZIREIFEFEHNEE. BBE. RETARKRIT, FEXLKRA, HEMEHAR
HEN— MR, XEHFRER. EAKRETET QIR £ES, BACHEM L. MEEAZOA ~m
—1F, MRALULEBRET —KRIE, EEMEL. ERNFRXIERE. £7H (b LEFBEFREFERE
&), HMARERRLE,

(00:50:57):

BIMNBEEXTNZAMNERATIEN, HAITE—N Al XEFERFIAI], REFAMRERDN, MEERE
AHWRFEE. ERMER, #MEWIE. AAZEARIAMNKLBENNERR IREXMTRmE5E8
IRNBANXG. WIFMSTIRNFAR: IR, MESRELE? 7, FMBEEE—RXMWTH, BA
MERXEBBERNTERS. IMNEFIRERA, K~ mmEET L.

(00:51:30) Lenny Rachitsky
English:

Got it. Okay, Al Mode is not your therapist. Maybe zooming out again a little bit and reflecting on all the
amazing products you've worked on, all the places you've worked, if you had to pick two or three just
core product principles or philosophies that have helped you build such amazing and successful
products, what would those be? What comes to mind?

AR ERIE:

BAHT. AlMode RAZ2RBYCEESE. iLFNBRRAMA, BFM—TRES5IHFMBERAT @M IEER.
INRIRBFHER = ML OB~ mRNEIES, BRENBEMMITETXERIN~m, BEEMHA? FRFEE
FEENZEMA?

(00:51:53) Robby Stein
English:

| mean, there's typically three things | think about. If | were to write a book about how to build great
products, there'd be three chapters. | mean there'd probably more than that, but three chapters.

FhERIE:
HERsBi=HfE, IREET—AXTFUNMITEFATRNPE, SBE=1E%, HATERLE=S, B%
’\\TEEig_E%o

(00:52:08) Lenny Rachitsky

English:

| love that. | love how short that would be. That's the ideal book.
R EE:

BERX D XAEMBRIERT,



(00:52:08) Robby Stein
English:

I've thought about these three areas now for a while and it's like they're always consistently the three
things. The first is deeply understand people, and | think we talked about this a little bit with the jobs to
be done point and Clayton Christensen's book, which I loved around Competing Against Luck. It really
helps you be a student of why someone ends up, in his words, hiring a product. Don't think of users as
using your product. Think of users as hiring you to do something for them.

(00:52:35):

There's this famous quote, | think it's Theodore Levitt had, "People don't want a quarter inch drill, they
want a quarter inch hole." So what is someone trying to do? You have to understand that deeply and then
you can build an amazing product. And also by the way, when you go back, why someone not using your
product?

(00:52:57):

And so it focuses on these techniques to extract causation. So he actually talks a lot about this interview.
He calls it an interrogation where you talk to a user like, "Hey, why do you use my product? Where were
you? Were you in bed? Were you at work? What were you doing?"

(00:53:11):

"Oh, I was talking to my wife in the morning."
(00:53:13):

"Okay, well, what brought it up?"

(00:53:15):

"Well, | guess | was reading the newspaper."
(00:53:16):

"Okay, well why?"

(00:53:17):

And then you have this aha moment like that when they first decide to use your product, he calls it the big
hire. That is information that you obtain ends up becoming the most critical because that is what caused
someone to use your product. And if you can study that and understand it, you'll be much more on your
way than just building things that sound cool. And so that's the first chapter is deeply understand people.

(00:53:37):

Second is really around analytical rigor and understanding your problems. You have to understand your
problems. And this got is a little bit of what we were talking about about root cause analysis and
understanding, okay, the metrics are dropping. Why? If someone's not using your product, why? And
really being able to dissect that to get to true root causes. It's like, well, they went all the way to the end
and then bailed, and then you understand what turns out that it was most, we actually learned about this
and there's a story in Close Friends at Instagram where it just totally failed at first in a bunch just when we
shipped it. And it turned out that we looked at the data and people were only adding one close friend to
their list because it was mistranslated as best friend in many markets. So people just put one person and
then the probability that person saw it and wrote back to you was zero. It's a product which is broken. So
it's like you got to understand your problems.

(00:54:30):



And then the third one's around really designing for clarity instead of cleverness. A lot of people are like,
"Oh, we're going to differentiate the design," and we talked about this a little bit with Stories. We're going
to make a new version of something, but if something's a standard and people understand it, if you lean
into it, you're going to get so much leverage than if you reinvent it, and you have to be really thoughtful
around when you reinvent and where you don't.

(00:54:54):

And I think on this one, there's this great, Don Norman's book. Obviously, Design of Everyday Things is a
big one, but he has this incredible chapter in there about doors, and why is it that after all of these years
you walk up to a door, and based on how they're designed at times, people still don't know if you should
pull or push that door because if you try to build the as beautiful symmetric two handles on each side on
a glass door, it doesn't communicate in for any information to you.

(00:55:20):

And there's lots of, I've seen all the time we've designed new icons when we could have used global icons
like, "Oh, wouldn't it be so cool if we used a camera that's kind of a camera but is mostly an Al looking
thing and then is mostly, but then has this dots in it that connects it to this other product?”

(00:55:37):

And you're like, people just, it's a camera. Just put the camera in. Maybe you could add a little thing to it,
and that's how you get people to use your products. And if you do those three things, | think you typically
can do well.

(00:55:49):

And then, sorry, the fourth one would be more of the coda is be humble. Constantly and always question
yourself. Listen to others, listen to users and be open to being wrong.

FRCERIR:
CBEX=ZNTHELE—RHNET, EMNBKEX=tF. F—= “REEBEN . HNNAWE “ES4E
22" (Jobstobe Done) #MZe3Kl - R EHMERY (BHILE). CREMARNTABAREZ —RBMRNIE

W— ‘B —1Nm. FEEBFAEERE R FH~m, BIEAREFRTE “BR° MAfIIME
%

(00:52:35):

B8RS, WREARS - TEFHRN: “AMNFBE- IS Z2—ETHHK, iIBE—1TEsz—%
STHURL” FRLL, RAZIRBEMAA? (RETRZERX—R, ARAEITEHIFEARN @, IRER—4a, R
BRIRE: AtABA R ERIRE~m?

7

(00:52:57):

FAILETETRI “ARXR" B, tRETXMI%K, iz “8l° , MEXFENAFARIA:
IR, AT AZRERNSM? (RYREW? ERLE? ERRF? RERTA? 7

(00:53:11):
‘IR, FHELEEMREFIR
(00:53:13):
¥, BtasliETXMER? 7
(00:53:15):

M, RBRENEEERR.”



(00:53:16):
“4F, Ata?”
(00:53:17):

REMEE—T “MAKIE HWRZ, HIE—OREERFEN~&EY, thifzA “KEM” (the big
hire), MMRENXLEERATHEEXETE, ANPESHEAERFRF-RNERERERE, MRIMEEMRRHIEMR
X—, MRIERB—LIFERRENARAESIES. ILE—EE: REEREA.

(00:53:37):

FIERXT “OWHM™EY” 1 “ERAREET o RAIRRIRIYEE, XEE T FHINA BRIRE S
e IR TFET, ATA? IRBEATRBMNT G, ATA? BEBIINHKIIEENRE, thal, ti1ER
TRE—SRERFT, REAIM—FKNIEFR_LETE Instagram B9 Close Friends (EZBRk) IheEFIBETX
1, MERETE2ERNT. ERBNNEBHBELRI, MIREVIRENT —1MEZRE, BAERZHE, X0
FAWIREIER T “RIFIAKR” (best friend)s FIUAMIRMT —PA, M TABRHEEHEER/LER
B, XNEMIZEMMT . L, fRATIERBIRIIREL,

(00:54:30):

F=BF “NAEMMILIT, MIENEEREMIZH” (designing for clarity instead of cleverness), RZAS48:
‘IR, HEMNBILZITSARTRE.” KA Stories BT, BITEM— kA, BNREMEABEEMER
MIEZRERT, MNERLEFMARAEREE ST, ROETIESFARE B ARNRIZERLEA,
T+ ARHERZ,

(00:54:54):

XFX—=, E-EBEEN G 0IESE) (Design of Everyday Things) B—4RE, tEBEE—ZLI 1
97 1 AARAZERET, FEI—BIE, BNEERRMEZETRRZA? BAMNRMEFATEM, &
I IMILIgIT 7T TN ERIEF, EEERREREAIRIEER.

(00:55:20):

REBBRRNNLHHELN, MEARAUERSKERANER. BASHR: &, MRFLNB—EEREGHE
Hl. BEXHR A K& &8 AN~ mERENR, FE8EE? 7

(00:55:37):

BRAARBEREN. MR TENET. BIFIRAILNNIMEM, XME ML ANER™ M7 E. WRIREK
AX=R, BEEHSRT.

(00:55:49):

&a, FUREE—TER: RiFHl. T, wEM—MREa . Mt A, HIFAR, HEEIEEE
UNE[=3:- NS

(00:56:00) Lenny Rachitsky
English:

| love these. On that third point, | feel like Al Mode as the name is such a good example of clarity. What is
this? This is Al Mode.

FRSCERIF:
BAESWXERNT, XFE=5, EH1E A Mode XNMNEFHE B MBEFF. X2MHA? XME A

Rzo



(00:56:07) Robby Stein
English:

We talked about it internally. If you look at it in the tab, it's like everyone know, it's like you see it and
you'll know what it is or we could call it something random, but then what is that? And now you're
working against yourself.

FROCERIR:

HATERSIIET, MRMREANLRITEDR, SPATE—REHERT 4. MRENTENENHNRF, BE
BRZ2MA? BERIMEELS B CIEMER,.

(00:56:20) Lenny Rachitsky
English:

If | were to reflect back these three pieces of basically this is the book you would write to help people
build more successful products, it's understand the problem you're solving for people deeply. What's the
job they're hiring you to do? | love the, it's lowercase jobs to be done. It's not like the rigorous whole thing
that everyone-

AR ERIE:

MRBEREEX = — R ERABEA BT ER=RmMEN B —FBMRE . RRIBRRAANFRRBRE]
o, MITERREMAAES? BEXIRRN “NEW” £35S (lowercase jobs to be done) , fAZEHF
FMABBEEEDN. REmESHN—EEIRL,

(00:56:41) Robby Stein
English:

Exactly. Lowercase for sure.
R EE:

wEh, BXE UNEW

(00:56:41) Lenny Rachitsky
English:

Okay. This is just like why are people hiring your product to solve a problem for them? What problem are
they solving? So it's like basically figure out what problem they're having then very, through data,
understand the problem and whether you are solving it. And then it's just keep it really simple. Clarity
over cleverness essentially.

FRCERIR:

o XmEE: AMATABERBMRIS@RARER? IEFRTARR? FRUEES LR RHth(TER
BEE, AEETHEERXNREURMREHRTE, &a, ®RFEH, ARLE “BHRIEER" .

(00:57:02) Robby Stein
English:



Exactly, yes. And be humble.
FEiE:
ek, T, RERE,

(00:57:05) Lenny Rachitsky
English:

And be humble. Yes. Okay, important. Is there an example that we haven't talked about that shows this in
action of just, cool, here's the problem we found. Here's how we figured out this is the solution and if
we're succeeding, and then here's a very simple way of solving it?

FROCERIR:

EEFREFRD. 2. ¥, XRER, BREBNHNNELMEINGF, ERXERMNSLFREE? L.
5, XRRMNEAMMIED,; XEH(NNFARERRS RURSERIN; XERREN—MEEERENTS %o

(00:57:19) Robby Stein
English:

I mean honestly, this Close Friends example, | can give you more from Instagram days was really wild. It
took two or three years to get Close Friends to work, and | think people, it totally failed originally. This is
the product that lets you add a private list of people and then you can post to your story and then only
those people see it. It's like this very exclusive private space so you can feel really comfortable sharing
maybe more.

AR ERIE:

BRI, Instagram BEY{LHY Close Friends (EZRR) RFFFERTE. BINETR=ZENRETILERZN, &
BAROTERHE, ERVUTEEMT . XN =RILFRNI—MAATIR, RABRIRAILUALT Story BRBEXLE
ANEEEE, EMG—NIEETBNAATE, iILFEEBEMSEEZAR,

(00:57:39) Lenny Rachitsky
English:

Oh, green circle.

R EE:

IR, FaRE,

(00:57:40) Robby Stein
English:

Green circles, yes. It's one of the most popular, at least when | was there, was one of the most popular
features of Stories and did really well, but it totally failed. And I think what we found out was that you
actually used a bunch of these techniques here. So one was we first thought about it as an overall system
problem and you could add a Close Friends post for anything. So you could do a feed post or a Stories



post, and you also had a close friend's profile. You could see, if Lenny went to Robby's page, we were

Close Friends, you would just be like, "Oh, you get to see extra stuff from me on my profile too."
(00:58:18):

So we shipped it, we thought it would be great. This is the be humble part, wasn't great, had a bunch of, it
was just super confusing. You would see this really beautiful photo and then in the feed right after it, this
blurry, very vulnerable moment someone's trying to share with their friends, just felt so out of place and
weird for the reason people use feed. And then it was just confusing because it had an extra little green
thing on it, but it was like that got a green thing and the Stories one didn't. If you open the story, it had a
green thing inside the story, and people were just so confused.

(00:58:49):

And it had this other issue with the list where you're like, "Okay, the list doesn't work because it's
mistranslated and people don't get it." | think it was actually called originally favorites, | want to say, and
that encouraged people to just do two people on it. But then the way that it worked was, so this gets to

the framework, | guess. So deeply understand people. What are people trying to do with this?
(00:59:10):

What they're trying to do is share a vulnerable thing and be like, "Hey, I'm lonely. Hey, what's going on?
Are people up?" And it feels very much like a friend group thing.

(00:59:18):

And if you only have two people on it, the job that we're doing is actually connecting you to your friends.
And if you don't get a DM back, it's broken. And so really what we're doing is getting you a DM and we're
getting you connection. We're getting you a sense of being connected to your Close Friends. That is the
job.

(00:59:33):

It's actually everything Clayton Christensen talked about in the book is there are utility jobs and there are
emotional jobs. People usually discount the emotional ones a lot. This was really an emotional thing as
much as it was utility one, and so product's broken, right? And people don't even know that it's a close
friend story, they just see the little head because you have to click on it to see the thing. And so it just,
people stopped using it.

(00:59:56):

We went through and we did these revs where we would simplify it and we would update it and we would
go through this change list. Okay, take this out, take this out, change the name, here. And then we saw it
was that it was working really well for people who added 20 to 30 people to their list. Because what
would happen is you put 30 people on your list and then two of them would write back to you on DM and
now you have closed the loop and you feel connected to those people. It's a winning thing. And so we
designed the whole system around that, and also only worked in Stories. We were looking at the data, we
were trying to understand where it was working and where it was failing, and then we updated the name
to Close Friends so it didn't feel like favorites. So it wasn't three people, it's 20.

(01:00:34):

In the list, we built this list builder where we recommended a set of people based on some cool algo that
was created by an engineer. And then we updated the design to put the green ring on the outside of the
story so that this was the design for clarity. We were being cute. We thought, | think at the time it was like,
"Oh, it's a secret story or something, and if you open it, you see it."



(01:00:56):

It just was not clear to people. And so we put the green ring on the outside so that users would see it in
the tray and be like, "Ooh, what's that little green guy?"

(01:01:04):

And then they'd click on it and be like, "Oh, this is a private story for me." That system worked and did
incredibly well, and that was the process we followed from a total flop to something that was very

successful.
RS ERIE:

FBERE, B8, BRI Instagram BY Stories &ZIIBHINEEZ —, RINERLF, BERDMEEM T, FK
BENENLIR LA T A RIINBLER R, 8%, RINKRVIBEEE—IBERRRA, ReIUAERA
BN FEBPR” &f. FRLURAILLAEERIGT, WAILLL Story, BEEXRE— “FEREMAERD .
MRMMEBRNER, UIRKNEFBRR, FEBIHERN LTINS,

(00:58:18):

HNERHBTE, BERRE XpE “REFRY" BB —ERATE, FELARR. MEBH—KIFE
BENRR, SREEEEAREEE—KEM. FEELBNRE, BREAREBESZSLAREBE. XEA
MNEREERNIERTESHRERIN. MAEREL, RAGRREFLENEEIRE, (8 Story LigH.
SNRIRFTFF Story, BEEBEIMERETS. AMTEET,

(00:58:49):

FIRBBRH, FIRTIEZRNFFHER, AMFER RICBRIPEHFEM X" (favorites), X&
FAMNIRAFEEEMA DA EENEFEER—XEEITESR, Bl “REZRHEAN" | AMTBRe#Hta?

(00:59:10):

18D E—LEMEs5RY. FAEBIRA, thal: IR, FiFiliE. IR, AKETH? BAESE? ” XFEERRE
— M AREFBIITH.

(00:59:18):

MRMEIAMT AN, HAEFFLEMB “ES" BERMHMAR. MRMIWEIFAEEE, XN SEMET
To FRUBRNMBEENESZILIRREITG, ILMRTERER. ILMBEISEBREREZRE. XMERT “E

”»
5

(00:59:33):

TR - nBEMERERERT . AUEMES, CEBRMEES. MIBEIAXRREEREES. XEE
— P IhRetERE, WE—MERMRE, PR Mt T, HiE? AMEEFMERE—FEAK Story, ]
REE—MNKE, OMRAETEER. T2, MURLETER,

(00:59:56):

BAT#TT —RX—RHEN, BtE, BHME, STFEIIFR: &), SRR, SEEF. RAEHITL
W, MFBLETIREMT 20 230 PAWAKS, EEFEESIEET. RAMRMEMT 30 MA, HFFHE0IEE
KIBIEFEEIR, XEMMTR T HF, BT EE. XE—TMHRINER. FRREMNESX—SEZmgitT
BARS, #ERILET Stories FIiEfE, HITMREUE, REEMBWEREITEE, METRE, BITE2FN
“Close Friends” , XHEMAEBRIEGRE=TAN “WEx" , M2 20 ™A

(01:00:34):

EFIRAE, FNWET —PIIREMSE, REIRRMARN—MEZEEEF AL ARRINERT KT,
BRBEFKIE Story FUSMNE— X TR “NAEkMIMIRI” o HRNNZAAEHAT, SNREE: B, XZ2—
E Story, RITHEAREEE”



(01:00:56):

RFRSTES, FRRIMBGEGEFMENE, KHAAE Story EERINSM: B, PIEOHNR
thRftA?

(01:01:04):

REERSRIM: M, XRLTIIRLIFA Story,” XERARZNT , RETERBMI. XM
HRKMEIRREHI 2T,

(01:01:16) Lenny Rachitsky

English:

That is an awesome example. And this took two or three years, you said this process?
R EE:

XE—MRIFBIF. REXMIRETZAR? W=F?

(01:01:19) Robby Stein
English:

Yeah, it took a while. That was actually one of the longest projects we worked on, but that actually came,
the reason we did it was when we asked people to understand people like, "Why aren't you posting to
your story? What's preventing you from doing it?"

(01:01:32):

And everyone had some version of, "Well, my ex is on it. | have a teacher on it. Oh, a friend that kind of is

judgyisonit."
(01:01:39):

It was like this commonality was audience problem. Someone had an issue with people watching them.
And so that gave us conviction to go this hard at it for so long because we knew that that was a core
problem with the product.

FRCERIR:

B8, T AOE, BRFLEHRNEINERNMEZ—. HMNZAUERFHTE, BRAZIATRA
F: “RATATXK Story? BHAMBEBTIR? 7

(01:01:32):
SMANEEAEBSS: 9B, KeEELE. FEWELE. B, EMBARFINETELICE”
(01:01:39):

HESMZ “BREAZ . AMEREEEMI]. XATHENBENES, ERIMNBHETXAX, BARIHN
EAREF AL O R,

(01:01:51) Lenny Rachitsky
English:

Was this connected to the Finsta, Rinsta trend also?



FRZERIE:

iX#0 Finsta. Rinsta (Instagram /\5) BI#EHHEXT?

(01:01:55) Robby Stein

English:

It was actually. | think that informed us. Everyone had a Finsta and there was a Binsta.
R EE:

HSEEX. HIANIBERTHN]. B8P AEE Finsta, 1£F Binsta.

(01:01:58) Lenny Rachitsky
English:

Was is a Binsta?

R EE:

+4 2 Binsta?

(01:02:00) Robby Stein
English:
Best friend Insta.
R EiE:
“4¥RAKR” hR Instagram,

(01:02:03) Lenny Rachitsky
English:

I see.

R ERE:

BAET.

(01:02:03) Robby Stein
English:

Different, it's this layering of people 20 Finstas down to your partner, Pinsta, and then it's basically like, |
made that up. | don't know if it's true, but I'm sure it was out there somewhere. We were like, "Wow.
People clearly are trying to hack Instagram basically to create these private smaller group settings, and so
we should just make a product.”

FRCERIR:



AEHWAEBESE, M 20 NAB Finsta BRI BIRHEM Pinsta—3FIE, Pinsta @ F4mMN, BFAAERFAEE
B, BREEHNERMIIARTE, HNMNHNE: “F, AIEBRAEZR ‘B Instagram BriE, RKEHEX
LR RVNBEAIRE, PR IR ZE M — 1 &

(01:02:23) Lenny Rachitsky
English:

How did you actually do this testing? Was it rolled out to some percentage? Was it rolled out in New
Zealand or whatever?

FRSCERIE:
RITE G EANRA? BELLAIRKERHID? 2EHA= ZEMERNIXAIG?

(01:02:27) Robby Stein

English:

Yeah, we rolled it out in a few other countries, exactly.
R EE:

EHY, BAHSEEEMLNESHET TR,

(01:02:29) Lenny Rachitsky
English:

Okay,

R ERiE:

¥

(01:02:29) Robby Stein
English:

Got it. We had a basket of countries that we tried it in and then we would do research. | think it was
Australia was one of the first ones for that one.

FRsCERE:

=i, HET —AESHITRIR, ARMIAR. RCEERAF XN E#NRsZ —,

(01:02:37) Lenny Rachitsky

English:

| was going to ask if you can share the country. So Australia.
FROCENIR:

HIERERET D ZERWPTER, FTIARERAFIIL,



(01:02:40) Robby Stein
English:

| think that was one of the earlier ones, yeah, but every time you ship something there's a slightly
different reason why.

FROCERIR:
HEP2REN—, B BEREGTm, EENHMHRREEERE.,

(01:02:46) Lenny Rachitsky

English:

Oh, interesting. So it's not always Australia gets all the new stuff.
FRCEIE:

R, Bf. FMUHATSERAF LS EIFIE NG,

(01:02:49) Robby Stein
English:

No, although it sometimes is. Australia and Canada get a lot of stuff just because easier for the teams to
see feedback from them.

FROCENIR:
A=, BABHNHLE, BRAMIMMEALERTAE, RRRNEANESZEEMIIHRIR.

(01:02:57) Lenny Rachitsky
English:

Yeah, speak English.

FRCEIE:

0, ERRRIE,

(01:02:59) Robby Stein
English:

Yeah, exactly.

FRCERIR:

Y, Ko

(01:03:00) Lenny Rachitsky

English:



Awesome, okay, let me go in a different direction and talk about something that you have a hot take on.
There's a lot of talk these days about lean teams, small teams, just creating limited resources, not hiring
at all. You have an opposite perspective of you actually need a lot of resources to build really big
breakthroughs. Talk about your experience there.

FRCERIR:

KET. 8, iR AE, DR —ERSIE, NERSASETRE “BaFN” . YDA , £
KIRHIHIR, BEETE2TBA. MEAFHERAR: MIANNBELMEENERRRK, K LFEREHRR, KK
fRIEX A EBYE L,

(01:03:19) Robby Stein
English:

Yeah, | mean | think there's obviously, depends on what you're trying to build and there's been famously
small teams building big impact products, but | think there's this cult of lean, scrappy, fast, throw away
your product quickly, keep moving. And | think at some level it's true for internal conviction, but to build
a product that works for a lot of people that is based on a technological breakthrough. A lot of times, | see
teams just give up to early or under invest in the product, and obviously the space matters. And if you're
building a single product that is a way to, | don't know, do something with a digital app that's fairly
straightforward, that's going to be different than building a robotics company. So what you're building
does change.

(01:04:02):

But even for software, | mean | think for really hard technical problems, think about the amount of time
and effort it took for teams to build a foundational model, and how many years and hundreds and
hundreds of people that were needed for that to happen. And you think about these large companies that
have had huge impacts on people, and | think particularly for bigger companies internally, something I've
seen is it's almost too scrappy because it never gets enough momentum. The product never gets good
enough internally and then it just dies on the vine. Whereas if you put more people on it, you have to be
careful not to put too many too soon. But | see the opposite more true where people hold on to small
teams too long and then you, either takes forever to get to the thing you're looking for.

(01:04:46):

This Close Friends example | mentioned this actually was a small team. One of the reasons it took us
forever was it kept the team so small and scrappy. That loop cycle was so short and by a startup age you'd
be dead probably. So you can maybe do that in a bigger company, but as a startup, | don't know if you
have that leisure. And so | think you need to actually think what is the group | need to build a version
that's great. And from first principles, really think about it instead of just embracing blindly, okay, we're
going to be the two of us until this thing has escaped velocity market fit, which it's not always true.

AR ERIE:

20, BHNERE, XEARATMHREWENFA. HELHIE/NEAMIE EREMD~ i+, BRIAN
WMEE—MI K. BE. RE. REEA. FEEDH HEERF. EEMEEL, XN TRIAES
EHN, EEME—ITETRARKBERSARNT R, REERIANIRERFTHEATE. SR, K
REZE, IRMARM—MENERNHRFNA, BN —KINBARBRRTERE. FILL, REENR
FIRE T BIRFERo

(01:04:02):



BMEREM, WTFRERMERNZARE, BEANGE—NEMREFEZ DRENESD, FEZLVE. TR
EFABERN BEIPRERALFTEERTMHIIALRE . REIN—MERE, FREARTAR, BRI
BT “KEME" 7, UETXKEZLEFRF[EBHEH. FRERBMARAZIEBFHIKT, AREMFEXHT
To MRMBAEZHAN (BRABNOAEIERALS), BREAE. EREINESHERE: ANEREF
NEPRAKAT , SHBAKTAFE BT, BAFENAK,

(01:04:46):

FIREIH Close Friends Bl FESELRMZ—NNEHPBA. FHEINETXAKNENERZ—mEEM—EX/N KX “f&E
B . RIBEIFARE, NRIBEVEIAE, FAURERERT. ERRABMFLIFEXAREE, BEVLIQE,
BARHEMBEEXMHMNR. Fil, BINNMREBEAERE: REEHARNENIIES T iEH—MEAH
hA? ENE—MFRIEBHEAERE, MAREEREE “BMNE—EFREFRTA, HIF@ARIRERER T
Ve — XHFTBREXH,

(01:05:19) Lenny Rachitsky
English:

This is definitely counter to the narrative we see on Twitter. Anything you can share about just the
heuristic you use to decide here's how long to keep it small? | know there's not going to be this step 1, 2,
3, but just like what I'm hearing is start small to prove out the concept designer PM engineer maybe.

When do you find that makes sense to go big?
R EIE:

XX 5HAE Twitter EBFINNERR. XTUNRRE “®RIFIMRSZA” , MEFABRKANGZES? &K
MERREE . F-H. BZIPABE, BRAINE: TMNNRFEIERTES (Fil—Mgitm,
— N PM. =PI R ARMERTISIZYT AR T?

(01:05:40) Robby Stein
English:

Yeah, | think that it's mostly when you've hit the conviction moment. | think there's two big milestones.
There's internal conviction. For yourself, do you believe in it? And you believe in it because there's some
external validation, your friends, you put 20 friends on it. And by the way, | found out very quickly
building startups that if you put 20 friends on something, they're not going to do you that many favors.
They're not going to use a product every single day because they're your friend 30 days in, 60 days in, 90
days in. They're not using your product unless you're doing something that's useful to them. And so you
get all of this feedback and you're seeing people really enjoy it. You get to that moment.

(01:06:17):

And then | think that's not a product that would win externally because if you were to ship it, it's broken,
doesn't work great. And then you need to, | think invest enough to make the best version of it or as good a
version as you can to get it out the door and to ship it. And | think that that, it's like you want to build the
right product eventually is the mentality and you can only really do that with the right group.

AR ERIE:

=, WANNETBRYMFAE “EINZ” . ARIMEENEEE. — I ERES: (RESHEEEE? R
BEERRANE T —LINRIIE, EEaIfRiL 20 PRI, IRER—4, HAESHRREI, MRIRILL 20
MARIRA, MIIASLIIRAZEF. 30 XK. 60 K. 90 XfF, MIIFEENZBIRBABRMERAIRN~ M.



BRAERR P~ @At ENER, SNt FAsA. FRUAEMREEIRGE, BRANENERER, FHME TR
B %o

(01:06:17):

AkE, BIAABMREEINFAIEERA T, RAMRIREREAS, EAEREERS Bug, FERBLF, XY
MBERNEBIZR, MEKFIINRAE, HERFTERTFIME, ARECEERTT. XMOSE: FERELE
EWRHIERNS M, MIRREREERNEAT EMEIX—R

(01:06:39) Lenny Rachitsky

English:

I'm going to take us to a recurring segment on the podcast that I call Al Corner.
HRCERIE:

MEHANBEN—IMEETT, HRZH “AIAE .

(01:06:43) Robby Stein
English:

Okay.

FRCERIR:

9789,

(01:06:44) Lenny Rachitsky
English:

What's some way that you've found use for Al in your work, in your life that is really interesting, really
helpful, maybe other people can be inspired by?

FROCENIR:
MO TESRERED, MAITHERR AINARNEEFEE. 153880, BiFkLHIATFRBAR?

(01:06:53) Robby Stein
English:

I think one of the coolest trends ever is how Al is affecting multimodal visual and inspirational needs for
people. And we're early in this and | think this is something that I'm actually working on as a project as
well, but right now if you think about what Al has done in large part, it was born and grew up in this text
modality, it was chat. And so for a long time, if you were to ask it to help you, what's a cool way to
redecorate your bookshelf behind you? It's going to describe that to you in text, because that's what it
knows. But increasingly, Al is going to be liberated to help in every possible modality.

(01:07:29):

This is something that we've seen a lot with this explosive use of Google Lens and our image search and

image features and with this deep understanding, and what I'm actually starting to use internally and



some things that we're excited about more coming up that we actually announced at 1/0 that we're going
to going to be building more of was how Al can help with inspiration, how Al can help with shopping and
helping you really get things done that are more in the inspiring bucket of needs versus these core
utilities like code, math, homework side of things.

(01:08:04):

And I'm really excited for things that are coming where you can ask it for inspirational tasks and it's
starting to do really fascinating things in terms of what I'm seeing and hopefully we'll share more on that
soon. But | think the one thing | can share is there's a visual version of Al Mode that basically we talked
about at 1/0, and so you can reference some of those keynotes, but that's in the process of being rolled
out.

AR ERIE:

HIANBEURRENEEZ—Z Al INAZMANNZSESARMREER. BITELTRHAME, IHEHK
BRIEEARN—NIE. MRREE—T Al ZIBFIALEFMEBARE D TE, EREHBRKTXHARS, Wit
BWIR. FrUURK—ERBSELIKR, MRMFILEFBMEFRRMIENHR, EBAXFEM#ERE, HABIRE
B, BlRESt, AIRRERLE, T8 —Ma) RS EEN.

(01:07:29):

FAT7E Google Lens RYBATUIE K. BERERNEGRINEFTELERTX—R. ZASFRERN—LRA,
MURHEANE /0 K LERARBEMENAA, X T Al MAEBIHRE. WEHEEY), LUKMNAEER
FTRARERT “REE" FTRHFR, MAMUNEAE. HFE FXEZOTAREES,

(01:08:04):

FAFE AR EIRAVINEE, R IREIRRBES, MZERBZINERKE, CEEM—EIFERARN
=15, FERREDZEES, RENEN—RE, AlMode 2F—MITERE, FKITE I/0 K& LIRS, {RA]
USERLETIEHR, EBRMEERSHL,

(01:08:34) Lenny Rachitsky
English:

Mysterious.

A ERE:

TREFARRL.

(01:08:34) Robby Stein
English:

And so you're going to be able to now ask what's a mid-century modern beautiful office design with dark
themes? It'll be able to produce this image board that's inspirational and you can do multi-turn with it.
And so you'll be able to go and say, "Actually, | want more of a light theme, more creamy, more California,
more coastal vibe." And it'll do that and it'll understand that and it'll actually see the images and be able
to turn with you in the way that text works, which is going to be really cool. So | think that's going to be
one of the more exciting things that will be new to Al soon.

FRCERIR:



FRLMRIRFERTLAR) . “HFARFEERETEMNPHELMAXNBDAEIRIT? 7 EREN—ITRAEARBZNE R
R, MEMRAIUMEHITZENE, RAINESNR: “HEZBVEERSNIH, Bdt—=, EEMMNE
FXIE.” EREERX—R, BBEIE “BF” BhR, ARLEXE—HFNMEITRE, XIEEER. HIAAXE
2 Al JUREMF HIMATE S AHEHI B Z —o

(01:09:10) Lenny Rachitsky

English:

What I'm hearing is Nano Banana integrated into Al Mode. Recipe for success.
FRCEIE:

HEIAEIB9RZ Nano Banana %I T Al Mode, RRTHEIREIR,

(01:09:14) Robby Stein
English:

Well, it's a little different than Nano Banana because Nano Banana is an image editor. This is more like
helping you find images on the web, so it's a little bit more like Al inspiration, Al image search, and
allowing you to then talk with two effectively visual responses with natural language. So that's going to |
think, be a little bit different than edit this photo so that it changes it. Although potentially an interesting
idea too, to have an ability to take a picture of your living room. And I think Al will help with that too

ultimately.
FpERIE:

1@, X1 Nano Banana B =4[, E Nano Banana 2— MBI RiER., XEREEMITNEZ LNEE,
FRUEHGBE Al R, Al BBRIER, HAFRABRBS SMELE#HITHIE, FIUAKIAAXSES “REXKERN
HETE” EafRE. BAE—KRZETHNEBAEFHIL A BITERSITHHEENEBMNEZE, B8 A REATSTEH
X—= M,

(01:09:48) Lenny Rachitsky
English:

Pinterest is in trouble, feels like this is what people use Pinterest for. Here's all the inspiration. Now it's
just Al doing it all. By the way, Nano Banana, where does this name come from?

RS ERIE:

Pinterest BERfN Y , R XFEANIER Pinterest EHY
T, Nano Banana XM EFEEARM?

FHRRER. MEABXELMT. IRER—

(01:09:58) Robby Stein
English:

| don't actually, | forget that. There's a story somewhere. | forget it now honestly. But the team I think
came from a scrappy, fun group of people building this and they wanted to go for something fun for folks

to-

RSz ERIE:



RELET. SEEMEE, ERIEENERERT. BRAAXIARNRH—E3HEN. SENALR
B, ffi B — A B R FEAR

(01:10:13) Lenny Rachitsky
English:

Yeah, it feels like that's a part of the reason things have started to work. There's just more fun and delight
and random crazy stuff coming out.

FRSCERIF:
2N, BREXUEEEAREERANERZ— NEEEZEH. A ERKITHZARTES kK,

(01:10:20) Robby Stein
English:

It does. It feels a little more like when | was at Google the first time through right now where you just have
so much stuff and this kind of fun curiosity happening where people want to try things and ship things
and yeah, hopefully that continues.

FRCERIR:

%R, MANRIEARGRE—RESRIIFNIE, AXAZKRA, A—MEEN. mAEFTFONRE, A
MRZAHEN. KA E. FEXMREERFSE T X,

(01:10:31) Lenny Rachitsky
English:

Yeah, it feels like Veo 3 would be even more successful if it had a wacky name. And | like that this is the
opposite of your advice of clarity. | don't know what Nano Banana is, but it worked.

RS ERIE:

=0, BUIWR Veo3 ENMEHIERNRF, BN, BERX—R, AATCKEEE TMHRXTF B B
#Ei, FEAKE Nano Banana (14, BEEXT.

(01:10:42) Robby Stein

English:

Yeah, it's the other thing. No advice is right universally, right? But yeah, Nano Banana.

FREiE:

EH, XMER—EIET., ZEMFENERZEMEER, XIE? B2, Nano Banana HSRHR.

(01:10:49) Lenny Rachitsky
English:

Robby, is there anything else that you wanted to share? Anything else you want to leave listeners with as
a final nugget of wisdom before we get to a very exciting lightning round?



FRSCERIE:
Robby, EEHABSEMNIG? EFHASANMENNBRIFTZH], TEHARGHEZERBBLAITRIG?

(01:10:58) Robby Stein
English:

This concept: be curious. | think of embodying everything as like it's really about curiosity. It's about
wanting to know why everything is the way it is. Why is someone doing something? Why does someone
have a different opinion than | do? Why might this not be working? And the people who really have that
level of intense curiosity and they chase things down until they know, | think you're well served by that.
That would be my only parting thought.

AR ERIE:

XMER: REFFEF L. BIAN “BENT BWZROEHIEMEHZFO. BEMEANTA—TRIAEXMFFo
N ABAZHEES? ATABEANBBIMSAE? AFAXTAE? BERERERIGFEOHERRKE
FFHABBA, HANZRHELZ. XEH&EENEX.

(01:11:20) Lenny Rachitsky
English:

Let me follow that thread actually, because it's maybe the most trending term on the podcast over the
past few months is curiosity. It comes up a lot when | ask people, what are you teaching your kids and
embracing with the rise of Al and curiosity comes up all the time. Is there anything that helps you? Is it
just like I am good at this and | am curious innately and I'm just, "This is valuable." Is there anything you
can share that helps you or others around you embody that and actually be curious?

FRCERIR:

RIS X MEZNE, A “FEF0” JREEIE/LTABERERAIINIE. HREAN “7E Al
£, MBLEERFHA" B, FHFOLRRIER. BT AREMMRERIFFEOD? 2MRXEEBRXT, E2MRE
T XRENE" ? BAAAUDER, EFEBRSERENAREMEIFHRSEFEO?

(01:11:48) Robby Stein
English:

Well, | mean Al is obviously the ultimate curiosity engine, and that's what's so cool is you can now ask
anything and just get information. And so | find that people just appreciate just how much they can learn
about whatever they want. But also, | think that a lot of this also comes down to studying what you want
to know about, and knowing where the branches of knowledge live there. A lot of times I'll read old
papers and PDFs that are free online on a statistics thing if | want to learn about that and | think people
under appreciate those. There's analog old school great learning and Al can help you discover them. I'm
using Al, I'm particularly at Google to help discover all these cool links and things to read, but | find that
that is an interesting hybrid where it's not just Al but really going to original sources more. | find that
these books | mentioned on the chat here, | find that you need a blend of all of those things to ultimately
really get to the bottom of things ultimately.

FROCENIR:



iE, Al EARARBFEOSI%E, RERNMAETRIERNUNRNEANEAHRFERS. FHEAMANIFEHEEE
FRXASMITRT EHRE. EREN, FTANRKREE LBBRTERARFBRENRA, H7TRNIRND
XEME, REE, MRFEFIFTE, REEZENLEENIBIEXH POF, RREB/ANBLETXE, B
—EE5HN. BIREIFEARIR, Al FTUBMRAICEN]. KERER Al (FBEARAER) KEBLKIMAEX
LEESIZR RN, ERAVXZ—MEBIES: TMUNZE A, FEEZMEIFHRIIBER . KRARE
BUABLES, HIANMBERFAAEXLELESER, FTRERLREMNEYINIZA,

(01:12:46) Lenny Rachitsky

English:

Actually reading the thing, not just reading the summary of the thing.
R EE:

BIEXRBEIBNRA, MAUNERENEE,

(01:12:48) Robby Stein
English:
Yes.

FROCERIR:

(01:12:49) Lenny Rachitsky
English:

Let me actually ask you this question I've been asking all these people that are at the cutting edge of Al.
You have kids, is there anything you're thinking about and leaning into helping them learn, develop as Al
emerges and becomes a big part of the world?

FRCERIR:

FRPF—THR—ERERRELT Al sUARN AR, RE&%F, BE Al BGEFRAERNERAMED,
MERBEERERIRTEMIIFES. RRHIA?

(01:13:04) Robby Stein
English:

The biggest thing I'm doing, | have younger kids, so the biggest thing I'm doing is they're using live
versions of Al that they just talk to now much more. And so funny enough, we actually just launched
search live actually out of Labs this week. And so you can talk to search in a live Al setting, which is
conversational voice. Voice on when you're driving, you can just talk all the knowledge | talked about
where you can do with Google, you can talk to it in a normal conversation with your voice. And | found
that to be incredibly accessible for kids.

(01:13:31):

And I hear all my kids come home, they're like, "Can | talk to Google about something?"



(01:13:34):
"What do you need? What do you need to say?"
(01:13:36):

And then they go to my app, they hit the live button and they just start talking to it. They want to know
about animals, they want to know about certain, | don't know, history things. They learn about
something in school, and it's so natural to learn in that way that | think that that's helping them become

much more Al native than any other thing I'm doing.
R EIE:

REAMHNRERN—HF —HBZFEN— 2L E S EA K ARAR Al #ITHE. BBHE,
BATXBERINITE Labs X% T “Search Live” (HEREHIIE). REJIUTESER Al RH S EME, X2
MIEXES. SMAER, RETUBESHE. BAUMXNEFRRIFERSLF.

(01:13:31):

HIARIZFIEIRE:  “KaefSREEpIZ? ~
(01:13:34):

“MMEBEAA? RERAA? 7

(01:13:36):

PARMAIFTF IR App, =i Live %, MAWRMERIE. W1 T @Y, BTHRELERLE. MIEFRF
ATHA, AXMAERFEIEEER. FINAXERMBEREMEBBEEELRZBIMIINA “AIRER -

(01:13:56) Lenny Rachitsky
English:

Life as a parent is going to be way too easy now whenever kids have questions, "Just go talk to the Al,"
but | don't think that's bad. So this is within the Google search app. There's a live, how do you access
this?

AR ERIE:

MESRBEXBEZ T, BEEHFERENRR: “EEAIB,” BERIANANXFR, FAIUAXSESTIEER App B
BIThEE, B—1 Live &5, BEAHEN?

(01:14:07) Robby Stein
English:

Yeah, that's exactly right. You go to Google app, so there's one of the apps in the App Store you
mentioned. You open Google and there's a button now that's live on it, right on the home screen. And if
you tap on, it's a live version of Al Mode that you can just talk to. It's a full screen experience, and we'll say
start talking.

FRZERIE:

ik RITFAAI App (MR FRIZEIRY App Store BEEERID) . ITHBR, TR\ LIAEE -1 Live 17
Ho MRIRREE, ERMZE Al Mode BISERThRZS, fRAJLIEEMERE, XE—1M2RFAE, EXRRM “F
BRIE" o



(01:14:22) Lenny Rachitsky
English:

In the show notes, I'm going to link to this project that somebody built, Eric Antonow, which | love. It
basically shows you how to put a little speaker into a little stuffed animal and you connect the speaker to,
it could be Google Live or it could be ChatGPT, whatever you like, in voice mode. And you put it on your
shoulder, you get a little magnet that attaches, and your kids could talk to this parrot, for example, and
you could tell it, "Talk in a pirate voice," and so they're talking to his pirate.

AR ERIE:

ATENAE, HIPEEE—1M Eric Antonow BAMEITE, HIFEER. ERIRMNAE—NAE K
EHmAR, AGIEHESREET Google Live 3 ChatGPT RIBERI. MBERERBE L, BHEHKEZE, R
MZFRA LA “B8HE” 3%, R LAEIFE “RBSENESHIE , ARMITMENESEWNXT

(01:14:49) Robby Stein

English:

Oh, that's really funny. Okay, that's really cute.
HRCEIE:

R, PREET. ERRAIE,

(01:14:51) Lenny Rachitsky
English:

It takes 15 minutes. You could get an X-Acto knife and sew it and stuff and it's fun. | made one for my
nephew and he was looking for treasure with this parrot.

FRCERIR:
RAFZE 15 D (REILAERINVIAE T, REB. REREFHT D, HEHFEXRBIEIER.

(01:14:59) Robby Stein

English:

That's really adorable, I'm definitely going to look into that.
R EE:

KT, F—EEHRR—T

(01:15:02) Lenny Rachitsky
English:

Robby, with that, we've reached our very exciting lightning round. I've got five questions for you. Are you
ready?

FRCERIR:



Robby, ITEHNZKNTIFERBFBINRIH T, HBERNRRIR. A& TIE?

(01:15:07) Robby Stein
English:

Allright, I'm ready.

R EE:

9F, HEBE T,

(01:15:08) Lenny Rachitsky

English:

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

MERBENAEENR=EBEMHA?

(01:15:11) Robby Stein
English:

| mean, definitely the two | mentioned here. Clayton Christensen, Competing Against Luck. Don Norman,
Design of Everyday Things. But | also really love this for fiction, Aurora, which is this book David Koepp
wrote. It's about electromagnetic pulse in the sun that knocks out, it's fiction for just fun. And it was a
really fun beach read and apparently it was going to be made into a Netflix show, it didn't work out. |
don't know. It was sad to see that fall apart, but so it's a really fun book.

AR ERIE:

BESERNA BB R - REAMEARN (BESz) ME - B2 GH0EF). NiAH,
HAFEE David Koepp BBY (1Rt (Aurora). HHEARFABHPHSBEKETEBIINE, ABIRF. XE
—ZAIEEFBIIVAIRY), BRARERR Netflix BISE, B, SRR, BRENRE,

(01:15:39) Lenny Rachitsky

English:

There's a book along those lines that | love, they're making a movie of it right now called Hail Mary.
R EE:

B—AREMRRRBREESZNR, WEEEHBR, W @eKitkl) (Project Hail Mary),

(01:15:43) Robby Stein

English:

Oh, I'm in the middle of reading that right now.
FRCERIE:



MR, FRIEREI—0E,

(01:15:45) Lenny Rachitsky
English:

Okay, awesome.

R EE:

XiET o

(01:15:46) Robby Stein
English:

Yes.

HRCERIE:

pd: 8

(01:15:46) Lenny Rachitsky
English:

Of the same mind.

R EiE:

SRR W B[R

(01:15:48) Robby Stein
English:

Yes.

R ERE:

R o

(01:15:48) Lenny Rachitsky

English:

Yeah, they're making a movie of it. How about that?
FRCERIE:

T, IIEERER.

(01:15:50) Robby Stein

English:



In the middle of reading it. It's getting wacky where | am right now, but I'm excited to see where it goes.
FEiE:
AR, RMDRINMAELFRTELIRT, RBRHEFES.

(01:15:54) Lenny Rachitsky

English:

It gets wackier. The ending especially wacky.
R EE:

SEHEN, ERLHEHSEE.

(01:15:55) Robby Stein
English:

Oh, really? Okay.

R EE:

R, EAYE? 4FiE,

(01:15:56) Lenny Rachitsky
English:

Just prepare yourself.

FRCERIE:

HF OIS

(01:15:57) Robby Stein
English:

Okay.

R EE:

4¥89

(01:15:59) Lenny Rachitsky

English:

What is a recent movie or TV show you've really enjoyed?
FRCERIE:

BB AIRIEE SRR ERE?



(01:16:02) Robby Stein
English:

| love The Bear. | think that's just absolutely awesome show. Dune, of course. And | thought the new Top
Gun is a little old now, but | think the new Top Gun was so fun and awesome.

FROCERIR:

HEWR (KBEET) (The Bear), WA —EHE. HALE (WE). BR (HFE=2) WEERAT,
BIFANEIFEEBERER.

(01:16:13) Lenny Rachitsky

English:

Is there a product you've recently discovered that you really love? It cannot be Al Mode.
R EIE:

AR RIAARFEENRI~m? T EE=Z Al Mode,

(01:16:17) Robby Stein

English:

I'm going to use a non-digital product.
R EE:

BER— N ERF o

(01:16:19) Lenny Rachitsky
English:

Perfect.

FRZERIE:

FeFEo

(01:16:20) Robby Stein
English:

I'm super into this new pillow that | got called Purple Pillow, and I've been recommending it to everyone
at work. We're on a pillow chat now. It's a thing. It's like you talk about what pillows we're getting, but it's
this really cool thing where it's got this new technology of this honeycomb polymer that's inside and so it
supports you and it has these little micro holes so it doesn't get hot. It's really cool. Big fan. Strongly

recommend Purple Pillow.
FRZERIE:

IR £ — 0 Purple Pillow BY#itL3k, H—EEBQABNESMAESR. HMNRETEEE—MEKBIX
B XA T —FE. ARBAEWIEXT H4aitk. IFEEE, ABRATESESYHRA, BRFMZE



fr, MEBMIL, Fa&kH. BBRE. 32ZUER Purple Pillow,

(01:16:50) Lenny Rachitsky

English:

I've never heard of this thing, | am excited. | recently got an avocado pillow, focusing on low toxins.
R EE:

BMEITRE XA, RREXB, RRIAET— Avocado L3k, FHESEE,

(01:16:57) Robby Stein

English:

Oh, those are good. I've heard good things about those too, yeah.
HRCERIE:

R, LR, HBIMmIFIT.

(01:17:00) Lenny Rachitsky

English:

Okay, | got to join this pillow. Pillow talk is a great name for it by the way.

FpERIE:

9%, EBEMARMEKER, IMER—T, “PnisE” (Pillow talk) XMEFIEGHET

(01:17:04) Robby Stein
English:

You're into pillows too. That's great.
R EE:

R IFIEK R, KIFT o

(01:17:05) Lenny Rachitsky
English:

Huge.

FASCEE:

IR R,

(01:17:06) Robby Stein

English:



| love bedding.
FEiE:

HEWRX

S

EAm@o

(01:17:06) Lenny Rachitsky
English:

No, I'm just joking.

R EE:

T, BRARFIK.

(01:17:07) Robby Stein
English:

Yeah, great.

R EE:

e, o

(01:17:08) Lenny Rachitsky
English:

But I did upgrade my pillow. This is not Mr. Pillow, whatever that guy is, right? Is that guy that, there's like
a controversial pillow guy. Okay.

AR ERIE:
BRBEFART ik, XARID “BLkfeE” (Mr. Pillow) HAIIE? S MNMEHEFILHIR U,

(01:17:17) Robby Stein
English:

No.

(01:17:17) Lenny Rachitsky

English:

Okay. Purple Pillow. I'm going to ask Al Mode.
FRCERIE:

%%, Purple Pillow, FZZEZXInla] Al Mode,



(01:17:20) Robby Stein
English:

Yeah, you should.

R EE:

=R, fRRZIZIE)E.

(01:17:20) Lenny Rachitsky
English:

This.

HRCERIE:

E.IL|0

(01:17:20) Robby Stein
English:

Definitely.

FRCERIR:

PO eI

(01:17:22) Lenny Rachitsky

English:

Next question. Do you have a favorite life motto that you find yourself coming back to in life?
FR S ERE:

TN, RESERENNAERS, BIFEESEIIR?

(01:17:28) Robby Stein
English:

This is be curious. | think | almost named a company Curious. | just think it's a really awesome, there's
one thing in life. It's that in terms of getting things done, in terms of understanding the world, people,
your kids, your family. You always just want to know more and question things outside yourself, not feel
like you have all the answers. | think that's really important.

FRCERIR:

M2 “RIFEE o RESIB—RATHEN “Curious” o WINAXZBAEFRIEEEEN—=. BIEEANTE
EEMEF, TRNTEFHR. A, MOEFHIRA. MEERNEES, REFINZY), MARREIFEC
EETHEESR. HUNXFREE,



(01:17:49) Lenny Rachitsky
English:

I love that. Final question, okay, so speaking of startups, you started a company called Stamped back in
the day, it got acquired by Yahoo. | hear there's a story where you got Justin Bieber on your app and that
was a big deal and a big inflection in the success of the app. Can you just tell that story?

FROCERIR:

HERX D &a— MR REel, REFEI7T—5KM Stamped AT, EREHERET . HIFRE
NRE, RLERHTT - tBfA (Justin Bieber) NEET{REY App, BRR—HAE, tHE App RIIHIEREITRo
REVHABR I ENT?

(01:18:06) Robby Stein
English:

Yeah, it's a wild story. Just to scene set a little bit. | was 25 right after Google being an IC PM in New York
with some Google friends building this company. So very early on, and maybe in a good way and no idea
what | was doing. But basically we decided that the concept of Stamped was to put your stamp on your
favorite things, get recommendations from friends and from people that you trust. And so you think of a

Twitter feed, but it's all stuff that people think is cool.

FRERIE:

=, BE—MRIENHRSE., ZARXA—TER. H3RFK25%5, MEASR, TALONSIROAE—ELID
XRAF. IBERBMNEE, BFEMEFETEE, RREFFEBSEMT 4. Stamped BIZOEER
=

D NIFRERNARARE (stamp) , MARMEENABERGHER. MAULIBEBRE— Twitter 58
i, EEEERANRSENARAE,

S

(01:18:34) Lenny Rachitsky
English:

Which products.

FRCERIE:

PRLE = 52

(01:18:35) Robby Stein

English:

It's like books, restaurants, food. Products, exactly.
R EE:

tbanH. BT, B8¥. &iE, &8~

(01:18:37) Lenny Rachitsky

English:



Pillows, possibly.

(01:18:37) Robby Stein
English:

Pillows could be on there. | would totally stamp this pillow and then you could discover it. And one of the
cold star problems was obviously you want a group of people that are on it that are already using it, that
could have some tastemaker type folks. We had a bunch of people that were chefs and we had people
who were literary folks. And then we wanted to get a couple people that were more musicians, artists,
and these influential folks.

(01:19:00):

My co-founder and | just basically got the contact of Scooter Braun, who's Justin's manager, and we just
sent out an email and we were like, "Hey, we're in New York. We're going to be in LA tomorrow." | think we

said something, | don't remember all the details, but it was something like tomorrow.
R EIE:

Mkt AI LAE EEH. RSEXMAEE, ARMMELKRE. SN—NLERER: MEEE—HESL
THENA, RFR—LEBMUMA (tastemakers), HMH T —BFEIMMNXERAL, RAEEINEHNLNE
KRR, EARNERMAIBIA.

(01:19:00):

BRIMBNBESIBAZR T EHS TR A Scooter Braun WBER AT, K7 —toBEIR: “I2, R{i1E4H
4y, BREEZEH.” BFCEFREHAT T, EAEMEBIR “BX”

(01:19:15) Lenny Rachitsky

English:

And you were not going to be in LA tomorrow.
FRCERIE:

MARIBBR AR H R TE R B

(01:19:16) Robby Stein
English:

No, no.

FRCERIR:

=1, T2XE.

(01:19:17) Lenny Rachitsky

English:



Okay.
FRERIE:
4%,

(01:19:17) Robby Stein

English:

"Do you happen to be there?"

(01:19:19):

And he just wrote back some one line thing like, "Meet me at this hotel for breakfast at something."
(01:19:25):

And we're like, "Oh, okay."

(01:19:28):

We literally went immediately to the airport. | just remember just basically going straight to the airport,
flying to LA meeting with him. We gave him the whole pitch, we showed him the product, and then he
was like, "Okay, | think this would be super cool. We can be involved and maybe you can help be an
advisor."

(01:19:44):

And we ended up going back and meeting with Justin and showing him the product and even filming
some little clips with him. It was actually really funny and it was a really fun moment. And obviously he
was using it to stamp his favorite stuff. And so people would go, "Oh, Justin's into this song, or he is into
this stuff," and would post that.

(01:20:02):

It was one of the ways that we got lots of people to try out and see what we were doing. That's a little
extra scrappy moment in time, but | think it embodies a good lesson. Just do it now, be scrappy, be
immediate. Intense urgency usually wins over thinking about it for a long time, and that's certainly
proved to be true on that one.

FRCEIE:

“ORRIGFERR) LIS? 7

(01:19:19):

tET—17F: NIRERRAEERRIZEE.”
(01:19:25):

HNIAAAE:  “MR, fF0E”

(01:19:28):

HMNENIZZET NG, RRIEFEFNG, CERLINMBLE. HNMETTBOEN, BT Fm. it
W Y, REB/XIFEER. RIMNTUSEHRE, BIFRe] LU ERiR,”

(01:19:44):

REHMNEELTRT, AtERTFm, EELNET —E)hREKk, BENREE, 2— M FEFOH
Bz, B, ARBERGMERNNAAEE. TRAMNZNR: B, R TENXER, HEHMIRX T



R,
(01:20:02):

XERIMLBRZAZEH TRENEMTANT EZZ2—. BE—TIFEE “BER” B9, BRIANEFERT—
MREFNHEGN . MEMM, ZETHHE, BEQERTE, BIUNKEREEM I KNENEE, TS LML
iIEEHTiZ_lﬁo

(01:20:20) Lenny Rachitsky
English:

Incredible story, thank you for sharing that. So many lessons to take away. Two final questions, where can
folks find online if they want to reach out, maybe learn more about what you're doing and how can
listeners be useful to you?

FRZERIE:

FRAIBNHESE, BN E. ARZBEFFINMG. KEM MR MRAKBKRMNE T HEZIREMR
BVZE1S, AILEMREIREIIR? IR A ASOfRIZFS EI(R?

(01:20:31) Robby Stein
English:

Yeah, | think on X @rmstein is probably the best single place. And then to be helpful, send me feedback.
DM me, just mention me, ping me, let me know problems with Google products, with Al in general, but
also just anything. As | said before, you have to always listen to people understand their experiences, so
ping the ideas and feedback. That's the best way to be helpful.

AR ERIE:

B, FEX ER @rmstein AJRERRFHIM G, EFWMAERIF, BLFERIR. MERK, Xk, HERKR
¢, EIFRBNT @R, HEXT Al NERRE, EMFZANREY, ROTURLRMITAMNES, B
MB9RLE, FRLL, IEfREVAREMRIGAL TR, XemiFavaEa.

(01:20:52) Lenny Rachitsky

English:

Wow. What an onslaught you're about to receive of feedback on the search experience.
R EE:

o (REMEULEIHELLEBARRI X TS RIAIA R 15,

(01:20:56) Robby Stein
English:
No problem. Yes, please do.

RSz ERIE:



(01:20:58) Lenny Rachitsky
English:

"Robby, why is this link second? Why is my site not at the top?" | can only imagine the kind of stuff people
complain about. Robby, thank you so much for being here.

FROCERIR:

“Robby, A ARXMERHEEZ? AT ARNMNEREE—? 7 2B RANSEREMF 4,
Robby, JF&ERSREERK,

(01:21:08) Robby Stein
English:

Thank you, it was great.
FRCERIE:

s, SR .

(01:21:09) Lenny Rachitsky
English:

It was great. Bye, everyone.

R EE:

KIET o KRB

(01:21:11) Robby Stein
English:

Take care.

FRCEIE:

RE,

(01:21:13) Lenny Rachitsky
English:

Thank you so much for listening. If you found this valuable, you can subscribe to the show on Apple
Podcasts, Spotify, or your favorite podcast app. Also, please consider giving us a rating, or leaving a
review as that really helps other listeners find the podcast. You can find all past episodes or learn more
about the show at lennyspodcasts.com. See you in the next episode.

AR ERIE:



ER RGO, WMRIRGESEMNE, FILITE Apple Podcasts. Spotify SHfRERAERE R AT, Lthoh, FF
FREATNNTRHE TIFE, XeeFEEMTRAIMXMEE. (RAJLLTE lennyspodcasts.com EIFrEEHRT
BRTHRESZREE. THTHER.



