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This is the complete bilingual transcript for Lenny's Podcast featuring Sanchan Saxena.

(00:00:02) Lenny
English:

| feel incredibly lucky to have gotten to work with Sanchan while | was at Airbnb. He joined Airbnb as a
director of product and quickly moved up the ranks to head of product for all of Airbnb. Before Airbnb, he
spent almost four years at Instagram as head of product for Instagram Ads, and then he created and led
the Instagram Shopping product and team.

FRCERIR:

£ Airbnb TEHAIE], FEEEIIEFEE=EEES Sanchan #£%E, MR~ RZ2ENEHINN Airbnb, FHiRERZFH
FIEAS Airbnb B~ fasi Ao TENIN Airbnb Z i, fITE Instagram TETEME, 1B Instagram [~k 5
HFERAEA, BEEIEHMST Instagram 34 (Instagram Shopping) = m&EPA.

(00:00:21) Lenny
English:

Before that he was director of product at Yahoo and a PM at Microsoft. And today he's the VP of product at
Coinbase. | don't think I've worked with a harder working PM, particularly someone who's incredibly kind
and nice and generous.

FRCERIR:

EMzE], MEBEERE (Yahoo) BIFmBEMFEX (Microsoft) MIFmEHE, W<, ME Coinbase AYF=
mElE&. FREEIN~mIEP, HINNKBALLMELES, LHEMAARKRERE. KRR,

(00:00:34) Lenny
English:

In my conversation with Sanchan, we cover what he's learned from working with some of today's best
CEOs, including Brian Chesky, Brian Armstrong, Zuck and Kevin Systrom, what it was like inside Airbnb
when COVID hit and how they made it through travel completely stopping, how to set up your product
development process at a startup, tips for hiring amazing product managers, when to hire your first PM,
when to A/B test and when not to, and so much more.

FROCERIR:

7£5 Sanchan 9%, FHATHRIN T M ESEMFN—HL CEO (84E Brian Chesky. Brian Armstrong. L
e AMEH Kevin Systrom) & EFFIMEZLE; FaBBEE KRR Airbnb RERRIER, UMM EEKF LTS



SHNER TRIMEX; MAENIQRRIFRALRE; BELF~nIIERRIS; MRS~ mE
2 izt T A/B IR, AIIARZ, URESHBERS,

(00:00:59) Lenny
English:

| hope you enjoy this episode as much as | did. So many product managers are basically treated like
project managers. You get higher thinking that you'll be deep in product strategy and vision, and getting
to know your customers, only to wind up organizing other people's work and finding backlogs and

optimizing tiny, tiny features.
R EIE:
BAREEMINEGE —HFENX—5%, REFREEEAR FRYRTHEEZE, MARBUANEESSRM=mE

BRAER, ZRNTRER, ZREENIAZEDENANIE. BEREES (backlogs) MUKRMA—LER
R REN/)\INEE,

(00:01:21) Lenny
English:

If this sounds familiar, you need Dovetail. Because Dovetail gets that the true heart of product
management is understanding what customers want, why they want it and how to give it to them. That's
why Dovetail built a suite of user research products that help you get to the core of what your customers
really want and why they want it.

FRCERIR:

MNPXITERBER, BAIREE Dovetail, EJ Dovetail HE, FREENEEZOEEBREFBEMTA.
RNHLRE, URIFHERMN]. XMENTA Dovetail FER T —ERFRHAR @, BEBFMATFRELES
MEBRRERZ.

(00:01:38) Lenny
English:

Dovetail offers a suite of powerful analysis tools to help you identify themes, patterns and insights in your
customer interviews, allowing you to make better, data informed decisions about what solutions you
should build next. Organizations all over the world, like Atlassian, Canva, Datadog, GitLab, Sketch, Nielsen
Norman Group, and Deloitte use Dovetail to get a better understanding of their customers and build
better products.

FROCERIR:

Dovetail IRt T —RFIBANDHTTE, EEMERFIHRPIRGER. EXFRE, iLIREBE TR
BHFRRE, WE T — P ZMBH ARG R, HAZHAVALR, 90 Atlassian. Canva. Datadog. GitLab.
Sketch. B/R#HES5EHE (Nielsen Norman Group) #1E#) (Deloitte), #TEfER Dovetail KEIFith T iR
FHITEERBN™ 5.

(00:02:04) Lenny

English:



Try Dovetails products free for as long as you need. You can sign up right now and dive right in at
Dovetailapp.com/lenny. This episode is brought to you by Persona. Persona helps founders, product
managers and engineers easily solve any identity-related problem, including handling KYC, AML, and
basically all manner of identity fraud.

FRCERIR:

{RET LURIEEE % 21X A Dovetail B9/ 5. IFEFAE LATE Dovetailapp.com/lenny ¥ HFiaALE, AETE
H Persona %8, Persona #EBIBIIAA. FREAEM TREMBENREREMS SMDEXRE, SIELIE KYC
(THRIEMERF). AML (%) URER FFRERRNSHHERIE,

(00:02:29) Lenny
English:

You can integrate Persona in an afternoon and personalize your flows using their SDK to meet your users
on any device. Persona's identity building blocks allow you to manage your entire end-to-end onboarding
flow, verifying that each new user and their data are legitimate. Persona is trusted by both startups and
the world's largest companies, including Square, Block5, Gusto and Udemy.

FROCERIR:

{RE]ATE— D T FRIBT BN TERE Persona BISERL, FERMAIA SDK MEMIREYRAE, LUSEERI&E LA
Fo Persona NS MHAEERAFREEENMREIRIINRRRE, WIESAHBR REHIENGEM. Persona
RZAE AT EIRAB MBI AYEH, B35 Square. Block5. Gusto # Udemys,

(00:02:52) Lenny
English:

And for a limited time, Persona is offering listeners of this podcast a free, end-to-end KYC and AML
solution, where you can collect the user's government ID and, or their selfie, and automatically verify that
those two pieces of data are legitimate. You can also enrich that information to automatically see if the
person exists on various watch lists. Just go to Withpersona.com/lenny to get started. Sanchan, welcome.
Thank you so much for being here.

AR ERIE:

7EBRERTEIA, Persona AT BT AR R L IHEITR KYC F1 AML fRR AR, {Re] LUIUER P IBF S
IEHM/ERER, HENRIEXMIEIENEL Y, MEAUFEXLEEE, BNEEZARTHNES TN
REZ PR, RFE[E] Withpersona.com/lenny BIE]JH#8, Sanchan, YGHR., JERERRGHREEREIXE,

(00:03:26) Sanchan Saxena

English:

Thank you, Lenny, for inviting me. Excited to be here and chat with you today.
R EE:

HHEHOR, Lenny, BIFESM, BEXERIIXE, SKHMIR—IECHIEN,

(00:03:29) Lenny



English:

Absolutely. My pleasure. | was really lucky to work with you at Airbnb for many years, where you were a
beloved product leader. And then you went on to do bigger and better things now at Coinbase. And I'd
love to just hear how you first got into product, and then just a little bit of your journey of how you got to

where you're today, where you're basically head of product at Coinbase.
FRCERIE:

LA, XBEHMERE, HEFITZEETE Airbnb SREEZE, YRR —IASREZEBN=mNSE. ZEBIFET
Coinbase, LT EA. BFHNEI, HEREIFIAREVSINEHNTRIVIH, URMINEAERSKX—F
—H&ZAK FZ Coinbase W= mHi R A —XEIRIENEELEF,

(00:03:49) Sanchan Saxena
English:

Yeah, happy to answer. Maybe I'll go back in time and start from my first job. | was in my third year of
engineering where the entrepreneurial bug caught me, so to say, bit me. And | took a little bit of
sabbatical from my engineering, which by the way, was in aerospace engineering.

FRCERIR:

FE9, HRARBLEZ. MIFHRATLUEH—T, MERBE—MHIFRE. SNRETRIETIWNE=F, 8
By “GUIPR” ET I, HERRTHE . FREMIEBLZWAZET —BINE, IMER—T, HARENZE
=R Tigo

(00:04:03) Sanchan Saxena
English:

| wanted to be an astronaut, go to space. Unfortunately back then, there wasn't an Elon Musk for SpaceX.
If you wanted to go to space, you got to work for a government agency, which I didn't like. Fast forward
that to my third year of engineering and | start my company, raised a bunch of money, hired some people.

FRCERIR:

REBERAN—BFMER, AT, FENE, BHEEEEGILE - DEEH SpaceX XEFM AT, WMRIFEE
K=, RBHABRNAIE, MERSWBE, RHEIFA=ZWRE, KeIHhTESHRE, F7—%%,
ET_%AO

(00:04:18) Sanchan Saxena
English:

Didn't go as planned, so | [inaudible 00:04:20], came back and finished my engineering and got a job at
Microsoft, which made my mom very happy. My mom said, "My son finally has a stable job. What the heck
he was doing running some companies?" But jokes aside, | got a job at Microsoft, which was a great
starting position.

FROCERIR:
EHEERF[HNIEF, AU (BEITRR), ERTT IEFA, HEMIIRET —MIFE, XitHE5IE

BHO. FBHR: “BILFETEMRENIET. tZAFLRRIRIERAAR? * FImXKIFNX,
BREMREET—M0IE, BE2—TEBENER.



(00:04:34) Sanchan Saxena
English:

| started in engineering. But within a year or so, | moved into product. And | moved to the Silicon Valley
office of Microsoft. Never worked in Seattle, but always worked in Silicon Valley at Mountain View. And |
worked for this product called Hotmail. | don't know how many people know this or not, but there's an

email service called Hotmail. | was one of the product people.
FRCERIE:

HEVEMIREN. BERA—F2ZA, REI T MmN, TR THERNESDAE. AMRTEARELE
d, —ERELUSHEADNAE, HHEHFT—U Hotmail 97 5. EAMERELEE Z D AFEXD,
BYEE—1 Hotmail BIEBFERFARSS, HERREFHFTRARZ—

(00:04:50) Lenny

English:

Absolutely. It's scary that people may not even know what Hotmail is at this point.

R EiE:

HasE, BEIMEM AR RER ZEEAFE Hotmail B4, XELLARRN EEESAMN).

(00:04:55) Sanchan Saxena
English:

Right? It's kind of crazy. Back in the day, it was pretty cool. | worked there, and then since then have been
in Silicon Valley. So moved into product back in, | think, 2005 or '06, something like that, and since then
been in product. I've been very lucky and fortunate to have stumbled upon incredible opportunities all
the way from Facebook and Instagram to Airbnb and Coinbase.

FRZERIE:

FIE? FERIER. EBNFER, SENRE. REBEIE, MBBUEM—EBETES. HEABREE 2005 5%
2006 FEEENTRTIEN, MNBUEM—EEX M IEH. REFFEE, EBRBEXASAAIRNNNE, K
Facebook [ Instagram | Airbnb, BEIIER Coinbase,

(00:05:16) Sanchan Saxena
English:

And fun fact, when | joined Instagram, it was still very small. And it was less than, | think, 50 engineers or
something like that. Very tiny. It was pre-revenue. We made $0 in revenue. | still remember the day when
Zuck told Kevin Systrom we got to go make revenue, and we made $0 back then.

FRSCERIE:

BHEMZ, YIMN Instagram BF, SHETIERE /N, FAYRAE 50 B TRM, FEEHHP. BEHETEHEUR
N> BIBWAR 0 £T. HiFICEILEMEEIF Kevin Systrom HATHAFFALIEWNNIRR, TIHREIEA
FIBANERZ 0.



(00:05:30) Sanchan Saxena
English:
And was there till 2017. By the time it was like a billion monthly active users, multiple billion dollars in

revenue, was my first hypergrowth experience as a product leader. And then in 2017, | joined Airbnb,
which is where you and | worked together. There | had a dual role.

FROCERIR:

BREMRE—ERFE 2017 £, AR, EELWBEY 10 ZAERARMEHZETHRAN, BEHFENTmTA
SENE—R “BREK" (hypergrowth) A3, A/FTE 2017 &, FIMAT Airbnb, tFmEIAIHFRIM
Fo EARERAETNERE,

(00:05:45) Sanchan Saxena
English:

I was a GM of Airbnb Plus, but also the head of product helping Brian Chesky scale the product
management organization, establish the culture of it, and see how best we can build a world class part
organization. And then after that, | took some time off, about six months, introspective to see what do |
want to do next.

AR ERIE:

K Airbnb Plus WRZIE, FENBE™mAEA, HB) Brian Chesky i A= EIRHFIPARIRAE, I FA
£, HRRMETITEHR RO~ mAR, ERZE, FRETREOATA, #1T7RE, BEET-—IEMEM
/

4o

(00:06:00) Sanchan Saxena
English:

And that is when | went into the Web 3.0 rabbit home, and that's when | learned more and more about
Web 3.0, what's happening over there. I've always been investor in crypto since 2014, but never thought
of it as a builder. | was like, "Ah, | don't know if | want to build in there. It seems cool. | can participate
from the outside."

AR ERIE:

FATEABRY, FeiztT Web3.08Y “RFHE" , FalRESith T2 Web 3.0 INAREIEEAERER. H 2014
FLR, R—EHERMEEMNRAE, BEMRBILEIRE (builder) WEHES5HFP, HYRA: W, &K
FREHRBAEENRERER. CEERRE, HAUMINIES,”

(00:06:18) Sanchan Saxena
English:

But then the more | read, the more | realized, "Man, this is one of the biggest revolutions happening." And
that's when | joined Coinbase and here I'm the VP product for ecosystems and a bunch of other stuff that |

do here, and excited to be able to play a small role in this next revolution called Web 3.0.

FRCERIR:



BiR[EzE, TERIRE: "X, XREFARENRFEARNESRZ—" FTRHMAT Coinbase, IMAEKZE
ARESREN T MBS, EHFREM—EES, EEXHEN Web 3.0 WTF—RESFME—TNAE,
HREIEE M.

(00:06:31) Lenny
English:

Amazing. Just listening into that trajectory and places that you worked, | imagine people are wondering
like, "Man, how do | follow a trajectory like that? How do | live a life like Sanchan?" Do you have any
advice for someone that's maybe just starting out that may be wondering like, "How do | follow this sort
of path? How do | work at all these incredible companies and get to maybe where you are now?"?

FRCERIR:

KiET o IEXRIRAHTMMRTEIRMTS, BEAMN—ERFE: "KW, FZNAEHXFNT? K
IR Sanchan —#¥ 4757 7 W FARLAIGENREES . EERE “HIZMAEXFRK? TZWAFHFANXLER
ARNHATE, FARALAERAENSE? ” BIA, FEFARINE?

(00:06:51) Sanchan Saxena
English:

Yeah, | look back at my career, one thing that is very true is that | never had that plan. | stumbled upon a
lot of things. | mean, | wanted to be an aerospace engineer, didn't work out, pivoted. | started my own
company, didn't work out, pivoted. | came to Silicon Valley, worked at Hotmail, didn't work out, pivoted.

FRCERIR:

=, EIMFENIRVEE, B—RIEREL: AMKREIBRENIT. REZEZ “E XLV, &K
NEERE, RBIMTMKRIREM, &, 2T, KA TESHRE, &K, FET., ZRIES, &
HOtma|lI«E: 5&52: 25%2270

(00:07:07) Sanchan Saxena
English:

Things start to materialize when you actually take steps to do something. My biggest advice to people is,
oftentimes the analysis paralysis of dotting every eye, crossing every tee sometimes chokes you out of
opportunities. When you find something that gives you energy, just jump in with both feet. And try to go
through that process, and pivot and learn, and pivot and learn and pivot.

FROCERIR:

LREEXRBIToHEMESN, FBAsHBERL. RAAMRANENZE: REZHE, BHERRER
E. SLEHAR “oirFEE” (analysis paralysis) RIHREXRREN. SHIRAMELEELIRHREESNEIEN,
MEFUDHIRANHEE, SHEHBNIRE, FEEE. ¥3). BRI, BFE,

(00:07:29) Sanchan Saxena

English:



That's how you would create a great career as opposed to sort of a five year career plan and working
backwards from that. Those things just don't work. The other thing | would say is | read this book early on
in my life called the Little Bets. It actually was a reflection of whatever | did in my life. Before that |
thought | was a weirdo, | don't know what I'm doing. And then | read that book and | realized, "Oh my
God, there's some method to my madness. It's called little bets."

FROCERIR:

X REEHE AR EEN AN, MARHE - MFrBNAFITAGER. BERBRATRBE 5—H
EE, HEFEI—AM (NEE) (Little Bets) M. B©EMRERRT ZREFFRABN—]. EBZHT, &K
RIRECEMEA, FTHEBCSETHA. BEBEBEHRFINE: "KW, RORESEEAER, XY
INEE S

(00:07:52) Sanchan Saxena
English:

You take little bets, you try them out. If they don't work out, you build rapid recovery and start to do
something else. And that is the meta story connecting all the dots in my life, in all the career
opportunities that I've had, just one piece of big advice I'll tell everybody. The second thing I'll say is
product management is a very interesting discipline.

AR ERIE:

R —EhiE, Z2iH. WRITARE, MMEBL “REME" HF, ARFREFINER. IMBERRE
A R FIERINENREZE, IREFVEFARNE-—TEEZEN. RBRNE_RE, "mE
EE—MFEEBNFER.

(00:08:10) Sanchan Saxena
English:

You don't go to school for that. You don't get a degree for that. And most people that | know in product
have stumbled upon product management. They were doing something else and like, "Oh my God, this
seems cool. | want to do this." The advice | give early stage product people is you got to learn the art and
the science of product management early on in your career.

AR ERIE:

REEFREZXD, ERBEENNF L. TINRNRSETm AR BAENZ IR, BITRAEEMRS!
BER, ARKERF: "X, XBERRE, FEEXD.” HEDRTmABNRNE, ROAERLEEFH
FarmEEN A7 M BWE

(00:08:29) Sanchan Saxena
English:

There's an art piece to it and then there's a science piece to it, and you got to be able to manage both of
those things in your head. If you become too scientific, you miss out on opportunities because you can't
see those opportunities using the scientific method of discovery, because they're too tiny or they're so
farfetched that people cannot even understand them.

FRCERIR:



ERBZAN—E, BERFEN—E, MOMEENFERRGEXRE, MRAEFIT “BE” , (R
Kz, RAREERMFENAIGZBEBENZ —ENTRAM), HEXREIMUETANEELEE
2o

(00:08:45) Sanchan Saxena

English:

And the art piece is really important for you to be able to sniff those out by being in the community,
hanging out with people who are actually builders and learning where the next trends would be. My

advice to people is go get a job which will make you the fastest learner in the field of product
management.

FRCERIR:

M “EAR” NMSEFER, SrLFBEDRINTX. SEENBIRERR, NMREIRENES. HaAfl)
MRNE: EHR—PLRET BRI RERRIIE.

(00:09:00) Sanchan Saxena
English:

That is what will help you a lot. No course, no degree, none of those things will help. The most important
thing will be how quickly can you jump in, learn the auto product management. Some people prefer
doing that at a startup. Some people prefer doing it at a established fan company, which has processes
and systems as well. It's your choice. But the fastest you learn that, the better it'll get for you.

FRCERIR:

XA BMRERBEE. RERRE. REFU, XEHLA. KREENEMESRENEE, FRTmEEN
ERT o BEASRENCIQET, BEASREMRIA (41 FAANG) #, BEBTERRIENRY.
XEIRBERR, BIRFSEIR, WHIRFMEEF,

(00:09:20) Lenny
English:

Wow. | love so much about that advice. To go a little bit further on this last point. When people are
looking for a company to go join to learn, to accelerate their career the way you're describing, what do
you think they should be looking for? | know you said maybe a startup. Do you think they should join a
startup? Do you think they should join a bigger company? What kind of things should you look for to find
the best place to learn?

FROCERIR:

I, RIFEFERXLEEYN, XTFRE—R, HRBRNRWT—T. HSANMNEFH—RAIBMN, LUSEIIRFE
REGBRFERAVANERES , RIANAMBIIN 2T ABER? FAEMEE T AR5 RIAAMINIRIZIMN]
BIREE? BEMZMARRE? ATHEIRENFIGFR, NiZXEWESE?

(00:09:41) Sanchan Saxena

English:



Yeah, | think there is no right recipe for one, but it matters to the individual. I'll share both stories with
you. The way to think about this is let's say you want to get to a destination, whichever destination it is,
you probably want to get on the faster ship. You don't want to get on a slower ship. That's one metaphor
to use in your mind.

FRCERIR:

B, FAREHE—RIRESRE, ZEURT A ﬁTLX%DfTﬁEﬂ’é%*‘I‘%}RO BEXNIEN—FARE:
RigfRBERBRIM, TEMEWE, REERL—RERNM, MAZIEM. X2 UIZEN—IL
Paio

(00:09:58) Sanchan Saxena
English:

And then when you got to the ship, you know the ship will get there, but remember you are not going to
get to your destination faster than the ship will. You got to understand what your destination is, then
optimize the learnings from there. At a startup, you're going to learn a lot of things. There are three types
of learning, a starter learning, meaning you can get started. You're a person who can get started. You see
an idea, you see an opportunity, you can get started. Right?

AR ERIE:

SR ETHE, MMAERMSIEERNM, Bi2F, FEXENMNEERSRTARR, (RHEETRTHNEME
t4a, RERHEBENFS, EMLIAE, FEFIRZHRA. E=MEUENFES: E—ME “‘BoiXFEY
(starter learning) , BEKEIREERIF IR, ME— M EEIESBRERNA, BI—MEHNE, MEFRIT
oo XPE?

(00:10:21) Sanchan Saxena
English:

That is something that a startup will teach you a lot. You see something, you want to get started to do
something about it, great, you'll learn a lot over it. And there's zero to one people who can then take what
they have started and scale it to one. And then there are one and beyond people who are scalers, who will
scale the system that is found product market fit.

AR ERIE:

XZVE AT ESBAIMREZHNARE, RER—LERA, BHFMAHA, XET, (F2FRRZ, AGE “0F
17 A, MIEEIEEIMNIMB#HHEE 1 M. &ER ‘1 RUE" BA, il “ME{kE” (scalers), fa
R RESHIIFEHHRER (PMF) HNARS%,

(00:10:38) Sanchan Saxena
English:

And | think depending on your journey, depending on your career, depending upon where you are, you
might want to optimize for different types of learnings as well. What | advise people is there's a great way
to go to Google, Facebook and Amazon and learn the scale mechanisms that these companies have built.
And | look at Amazon and | get inspired by that company, because what they have figured out is how to
scale innovation with 1 million employees.

FROCERIR:



FOANRIBIRBVERL N ERMIFFAAMIE, RATRERE N AERENFSIHITRL. HEAMHRIE: 28]
Facebook AL Sifh % S XN B2 T AR UANFI B R —MIRFRI A . RMBILIBHRZER, EAML]
FrAE 7 MfEITERA 100 5 R THVER FRIEIFHBIAR L.

(00:10:59) Sanchan Saxena
English:

It's a pretty different learning. And you can't potentially find that at a startup. Similarly, the ability to just
get started, the ability to see an idea, start hacking at it, start building it without the encumbrances of the
processes and the system that these big organizations have, you can probably learn that in a big company
as well. You got to figure out what are you optimizing for, what goes well with you.

FRCERIR:

XE—MEEFRNFES], EEIQBAENRAE. R, Bt “BiZFR" 6N, BE—1MEMASR
FREA. FENE, MARKALRENRARENEES, MEALEAELEFE (BIRHENLEF). R
FEFRRMEMRUSA, FARKESGT.

(00:11:23) Sanchan Saxena
English:

I've seen many successful leaders who will get choked up in a big company environment, and I've seen
many big company successful executives who want to choke up in a very startup environment. And this is
not for everybody. Both sides of the games are not for everybody. First and foremost recognizing what
gives you energy, recognizing where you thrive the most is really important.

FRCERIR:

BRI TFEHINASETALTRERRIZR, BAIWFZKATNMSEE S QB RHREFR
Fift. XARBEFMBA, BRIV LHFA—EEEETA. B, RALTARSGIRESE. (FEMEREKX
REF, XEIFEERM,

(00:11:41) Sanchan Saxena
English:

For example, I am not the guy who can optimize a 100,000 employee company. | will never enjoy that kind
of learning. I've done to some extent a large company thing, but | thrive in that starter to scale angle. But
when it becomes too large, | start to lose interest in that kind of learning. Some people enjoy different
things. You got to understand what it is and be able to optimize there.

FROCERIR:

B0, FHAZAMEEML 10 EAMRRTNA. HAKEAZERIAMES, FEFEMEE LBEIARTNT
5, BREEBRKM “BRIEIMRL" BIMER. SMETFRAN, ZMAENEMHEIRENE. FENASE
KRR, RO T B SHIBLLHETHA.

(00:12:03) Lenny

English:



Where would you say you learned the most of all the companies you worked at that helped accelerate

your career most?
RS ERIE:
FEMRITEIMNRREATE, MRIAAB—RNEINERS, WRAERIEEBRA?

(00:12:09) Sanchan Saxena
English:

| think | would rank Airbnb probably the place that I learned the most. And I'll share with you and your
audience why | feel that way. | joined Airbnb back in 2017, making decent revenue, had good product
market fit. | remember when | got there, the entire product management order was like 30 people or 40
people, something like that.

AR ERIE:

HBIRIE Airbnb HIFEE— (L. RSITRUNRIARDZRAFARX A, FHEE 2017 FAN Airbnb By, =B
RERNRE, R EEBRREF. RICFRNEBEN, B anERRAAEIRAE 30840 A

(00:12:26) Sanchan Saxena
English:

You had three directors of product, very small still for a company that was generating a billion plus dollars
in revenue. And then the context was there was this ambitious founder, Brian, who will never take no for
an answer. And he would bend reality in many regards to make shit happen.

AR ERIE:

HRREZUTmES, NTF—RERNBE 10 ZETBREFRE, MEEAR D, SNERE, §—#
DEIFIRIEIIEA Brian, IMFER “F" XIMER. tERSHEHE “HEREL" REXFBEHLE,

(00:12:41) Sanchan Saxena
English:

And you are very familiar with those days as well, but you will have a practicability. You will leave the
review thinking, "Shit, this is actually possible." The guy just inspired you that this is actually possible
and you went in thinking it's not possible.

FROCERIR:
RBEEAEBLERF, BB “TTH B METHEREREOE: &L, XEARENARE

BY.” XRINFZREREIIR, ILIRGIISXE) LEERL, MIRHERZBIESIFRATAEE,

(00:12:52) Sanchan Saxena
English:

What | found is that at Airbnb, | learned a bunch of different things. One, | learned how to build products
where software is just one part of the product. Let me explain that a little bit. The product of Airbnb isn't
the app. It is a means to an end. The product of Airbnb is the memories you're going to create when you



sit in that Airbnb beautiful house with your family, with your friends, and you're building those memories.

That's the product. It's in real world.
FRERIE:

HEIM, £ Airbnb HFETRERENARAE, F—, HFSITUAWE “RERZTm—H2" B9~ m@m. L3
fE¥E—To Airbnb B mAZH App, App REEREIBHIRIFE. Airbnb W= mE SRR A BARLTERR
B REERFEIENEIZ. BEERHEREN~m,

(00:13:18) Sanchan Saxena
English:

And how you build a real world product which is of course powered by software, like the app, the website,
et cetera, is different than just building a pure product that is purely software. | learned what is
operations, how to scale operations, how to work with operations, how to create beautiful physical
homes over there. The second thing | learned is just how to build great products.

FRCERIR:

WMEME—TRRGE (G0 App. Wit%E) RPWESLHR =5, SHEGRGFFRETE RN, HFESITH
LBIBE. MY BIZE. MASEEIMIISE, URMNAERELEEWHNLERERE, REINE_SHmME
AT IS FH R fRo

(00:13:39) Sanchan Saxena
English:

I mean, | got | think a masterclass from Chesky in how to build products by watching him act, behave, and
make decisions as well. And we'll talk about it later today. But | learned some of my fundamental product
principles from him, and working with him and the team that he had assembled, the design leaders, the
engineering leaders, et cetera. | learned a lot over there.

FRCERIR:

BHWERRE, BIME Chesky B91T50. ZELELUSIREA R, ﬁt?—ﬁ%?ﬂﬂﬂﬂi‘f?ﬁ:ﬂ’ﬂ RITIR o Fedl
SRIBLERMEZIFANB,. IMBE EFE T —EEXN~REN, BI5MURMARZNEN (8T
&, IROFES) afF HR=EX.

(00:13:59) Sanchan Saxena
English:

And last one but not least, there was still a hypergrowth thing. We were going through crazy growth. And
then | learned what happens in leadership when coronavirus happens, the company starts to tank. It was
a lesson in crisis management. | tell my friends | could not have gone to HBS Stanford business school to
learn crisis management as much as | learned while being in the front row seat managing through that.

FROCERIR:

REERFEEN—RE, SRMATEREKH K. RMNEHTRENER, &E, RFHTIHERHE
K. REFBRBEKE, GREIREMF4. XZE—ERZINCHNEER. HEFAEN], BMEERGHEFRN
HBEEFh, BFERRRE FIHEMN FHETEERFRRIBAZ KA,



(00:14:23) Sanchan Saxena
English:

My learning as a product leader from Brian as a hyperscaler, taking the product management
organization from 30, 40 people to 200 people, and last but not the least, managing the crisis. | felt like it
all compressed into three years something that you will learn in 30.

FROCERIR:

EN—RBFmAFE, HM Brian & LZE THFEITEANIET B (B mEIFAM 30-40 A EEI 200 A),
EEERREEN—R, MENXNE. ZERBX=ZFENEHESRETBEHFE 30 FAREFEINARE,

(00:14:38) Lenny
English:

I imagine you had no sense of that sort of path or trajectory or learning when you joined Airbnb, it was
like, "Hmm, this is going to be a great company, little [inaudible 00:14:46] things."

FRCERIR:

FIBOROIA Airbnb B, EREFTMEISEXFNRE. MTHFEIN S, SRFTEIZE: B, XZE—K
FBANAF, BRNEE"

(00:14:47) Sanchan Saxena
English:

Yeah, absolutely. And oftentimes it's a joke, but I'll say it out anyhow. Oftentimes you meet leaders who
are leaving Facebook, Amazon, Google, and it's like, "Hey, here's my Excel spreadsheet. Here's how |
imagine the startup that I'm joining will grow. Here's the valuation. Here's my life. Here's my
compensation. That's it." None of that shit is going to happen.

FROCERIR:

2H, £, XERENTKIE, BERERERLR, MEERBE—LM Facebook. TT#H. BIBERBIMF
S&, iR IR, X2 Excel ®i, XRHIKBHNREMNILIQBNERAN. X2 MEE, X
HHVEE, XREBFM. BE.” BRLRKE) I —HEBAIIITIRE,

(00:15:05) Sanchan Saxena
English:

The companies have a different trajectory and you can't predict those things. So yeah, you're right. When
| joined Airbnb, | thought it's going to be a walk in the park, just like Instagram was. | mean, Instagram
wasn't a walk in the park. But relatively speaking, Instagram never experienced this kind of rapid pivoting
of the reality, right?

AR ERIE:

REWNERBRDBZARB, (REEFTM. FrARRER. SN Airbnb B, FHUNXZKRTE Instagram FBHF
2 (walkin the park) . EHIERBRE, Instagram BRI, BEXMTE, Instagram MEKEH I XFHILLH
WNEERIZARE RIS, *IE?



(00:15:22) Sanchan Saxena
English:

I'll share with you | was there when Instagram had less than a hundred million monthly active users, $0 in
revenue, 50 engineers, till it had 1 billion monthly active users, billions of dollars in revenue and
thousands of employees. And | don't remember a time where the reality got bended so badly that we had
to pivot.

AR ERIE:

KERIRDZE—T, HTE Instagram BB E, B©AEXEFRE 112, AR 0, RE S0 ZITiEN, —BHFITHE
101ZB3&E. BHZBWAMBTRATL, HACEEMRAMEWHAMBNL™E, UEFEINFERH#HITAE
B,

(00:15:41) Sanchan Saxena
English:

In Airbnb's time, man, one fine morning in January, Brian and us were all talking about going IPO and
taking the company public. Six weeks later, we are figuring out, "Damn, how do we make this company
survive?" The revenues, if I'm not wrong, dropped to less in single digits of last year's revenue.

AR ERIE:

M7E Airbnb BSHA, XM, 1 BB —NER, Brian MR IPO M EH. NAR, FHAANERE:
&I, FMEAABIUEXRATETE? 7 MRFKICHE, HRBIRNEE T ZFERBABANMIEE
ko

(00:16:00) Sanchan Saxena
English:

And there is no head of product, there is no CFO, there is no COO, whoever has a business plan to say,
"Hmm, what are we going to do when our revenue drops to single digits of last year's revenue?"

AR ERIE:

MmERBEEA~@mATA. CFO K COO MELHMBERETE: I, HFMNBNBAEREIEZEERMILK
B, BANZEAD? 7

(00:16:10) Sanchan Saxena
English:

| definitely didn't think that is what happened, but that's what ended up happening. Luckily, everything
worked out, and I'm happy to share what we did and how we navigated through that with the audience,

but it was some crazy, crazy times, man.
HRERIE:

RAEXN KA ZREXME, BEWILLET. FEHE, —UIREKEBRT . RRRFESHRDIZRIE
THALRfES R, ERENZE—RIFE. FEERIERI



(00:16:21) Lenny

English:

| was on the outside of that having left Airbnb a couple years prior and | was like, "Shit, what am | going to
do now? I've been taking time off. There go all my Airbnb shares. | think | can get a job soon." And that's
actually what led to the newsletter and starting to charge for the newsletter. But I'm very thankful for the

turnaround that you helped create. I'd actually love to hear a bit more about what it is they did that
helped them through that.

AR ERIE:

HIRENBIN, TLERINIEF Airbnb, FHOA8:  “Z3E, BRIEREAN? H—EHEMKR. FRY Airbnb
RE®B7 T, HRRGEEHRMIE" XKMFELEERAIBEHNEERN (newsletter) HFEWKE. BHIE
wRIR B SEMB MR B, RENRBZIRITIRZIRM T +ARREI X,

(00:16:43) Sanchan Saxena
English:

I'll share with you the behind the scenes story that we went through. This is January, and Brian had this
idea of taking the company public in April. And we are working on the road show deck, we are working

through numbers, we were crafting the story, et cetera, everything's going well.
R EIE:

BRMOZE—TRNEMNEGEHRE. BE 1B1%, BrianTEE 4 B L. HIEEESEE PPT, X
', MRREES, —IHEEIRF.

(00:16:59) Sanchan Saxena
English:

And then we hear of this coronavirus crisis and all of a sudden countries are shutting down, one after the
other. Italy shuts down. Japan shuts down. This country shuts down. And all of a sudden we can see on
our travel map, we have this dashboard where you can see where people are traveling, and you can see
travel goes down to zero in this country on a map. This goes down to zero in this country, and you're like,
"Holy shit, what's happening over here?"

FRCERIR:

BERMNMR T HERN, RAZE, SERKHY. SAFMHET, BEHT, XMEREHT. KA, &K
MEmREtE (FEIE— T UBRARITERNNERR) £LBE, ETERNKTERI TS 5—1E
KR TS, fFRF: “BOX, XERESEAOE? 7

(00:17:19) Sanchan Saxena
English:

| remember in all-hands where Brian stood up and said, "Look, we built this company for a crisis like this.
We built this company, we have $2 billion in bank." I think something like that, some ridiculous number.
"We have not used a single amount of money from our last raise," because we were profitable or growing
really profitable. "And we are going to survive this."

FROCERIR:



HIEBFE—RERAZLE, Brian IGEEkiit: “E, RNEZUXRQEMEN T N XEFRIEH. KRITE
B 2012%TT.” ARXAMRARET, "Bl ERREN—DHRELHNT,” BARMNINELEFT, o
BRKF[IFEENE. "B IERN”

(00:17:35) Sanchan Saxena
English:

Six weeks later, he's in the same all-hands and telling people, "This is a different world we are living in."
We had to lay off 1,900 employees, just 190 of those were in my organization. We had to raise $2 billion in

debt, and the valuation dropped to 50% of what the valuation was. It was one of the craziest times.
FRERIE:

NARE, ER—XRERARZEEFAR: “BIEEE-TIREOERT.” HINF[FA#E 19008 5ET,
Hrh 190 ARTERBIER o FMAFAEMR 20 25%7T, BERET —+. BERRENNZIZ—

(00:17:53) Sanchan Saxena
English:

And Lenny, when you go through that, the loss of challenges you face, one is fine. You can cut costs by
laying off employees for a little bit and create a little bit more runway. But remember, this is coronavirus

time. | had to let go of people over Zoom. | couldn't even meet them in-person.
AR ERIE:

Lenny, H{REZFHXLR, EIREPEHRTHE. HREHRFAZ. ENRER (runway) B—FHHEH. BB,
BEFENE, ETEFBEY Zoom H&E, BEELELEMEMM T,

(00:18:09) Sanchan Saxena
English:

| still remember when | actually finished my speech and | told them, "This is the last day," now, | literally
shed a tear in front of everybody, because | was like, "Man, this is hard. This is really, really hard." And the
company let go of 1900 people. | just had to let go of 190 in my organization, but it was still very painful,
because remember, it is no fault of these employees. They just happen to be at the wrong side of the
tornado that's hitting the world.

AR ERIE:

B ICRERERBEHRHATIFMEN] “SRERE—X" KN, RENEFRMEAERRT TRE BARKEE:
R, XAMET, XEN. ERNKET.” QBHIET 1900 A, FHEBIET 190 A, EXKAFERES,
MEE, IAFTRXERTHHE, MIIAREFLTREEEXNLEXNIER—M,

(00:18:34) Sanchan Saxena
English:

The second equally most important thing was the people who stayed back, how do you motivate them?

One is you can let go of the people, but people who stayed back, they need a light of hope that something



is going to turn around. But how do you plan when data is changing every single day? And every day we
will wake up, a new country will go down and say, "No, no more travels into our market".

AR ERIE:

BNEREENFRE, HTETRBOA, FUOEHBMEI])? HEE—EE, EETRHOAFTEEIREZ
7, HEFBEZERN. EIMESRMBERUN, RNARIEITY? 8XREX, #E-—THEXER:
BT, FBARFENENNTET.”

(00:18:56) Sanchan Saxena
English:

And we start predicting that our revenue will be 7, 10, some ridiculous very small percent of last years.
There's panic. And this is where | would say Brian Chesky is an incredible leader. He's the Rocky Balboa of
Silicon valley. You can punch him, he'll go down, he'll stand up, he'll fight again. That's the analogy. He's
truly the Rocky Balboa where he took so many punches, but he stood up again and say, "One more
round."

FRCERIR:

HATFBRTNBANERBEEERN 7%, 10%, XERSHIENHF, BREHEE M. MXELKZER Brian
Chesky B—IFAIBWNBIAFERM T, thRIEAHES - B/REBIL (Rocky Balboa), fRATLIEM, H=E
T, EfSUGERERGS . XE N h. tWENEEE, KRTBAZES, IRAWGERR: “BFR—

PN
Bo

(00:19:22) Sanchan Saxena
English:

And that's how the company survived. From an operating principle, we went into two week planning
mode. Greg Greeley, who was the president of Airbnb used to say, "Look, can't plan for a year, can't plan
for a quarter. We're going to plan every two weeks. We're going to react to every two weeks." And | think
this is the lesson that | try to share with a lot of product people as well and founders as well is that things

are going to go all right. Things are not going to go as you plan.
R EIE:
RNEMBRXEFERE TR, MZERMEMH, FMTHNT “HAMIRL" . =B Airbnb B9E5k Greg Greeley

B A, REBEEITR, EOEMEEIT. RNESRAM—RITY, SMEMRE—RRE." F8
XWERZRSWHETRAMIBADZENZ: FBEIFERD, BFBEFIIZIRAIITRIHIT,

(00:19:47) Sanchan Saxena
English:

The real genius isn't to dot every eye, to cross every team before you get started. The real genius is, what
do you do when shit goes wrong? And | believe rapid recovery is the key to success. What you do, how
quickly you can recover from failure becomes really important. Our operating model changed. We went to
two weeks shipping. All right, what are we doing for the next two weeks? What is the most urgent thing
for the company? For the company. Not my team, not your team, not somebody else's team.

FRCERIR:



HENXARETARIEE—TATEHEEAE, BENXAET, SEERMMZEAD? FHEE “R
BRIRE” BEINHIKFE. R A. MRESRMKKFRE, EREXEE, RINSERARET, THT
MART—R. I, HTFROFARNEFHA? WRBERGEERZEBHER/EMHA? B “QF) M=, M
FEFHBVERA. REIERAS A ABIERA

(00:20:13) Sanchan Saxena
English:

And we pivoted the entire machinery down over there. And then slowly and slowly after two or three
months, we got to a place where we got semblance of what is happening. | want to tell you one story.
Hotels and Airbnb are competitors, right? And when this thing happened, we had a debate, "How are we
going to position Airbnb against hotels?" And actually we had to figure out what are the advantages of
people staying in an Airbnb.

FROCERIR:
HANEBMBHE ORI TIE, 818, M=1ARE, ENEXTHIRRET —REER. HRLMRHD

WEo BIEM Airbnb EREWF, WB? AXHFRERN, HMNFHTT—HEHE: “BANZIAE Airbnb
KIHUBERL? 7 SKFR L, FATUIFERANNETE Airbnb BIEHE R 4o

(00:20:35) Sanchan Saxena
English:

And luckily for us, being in an Airbnb where the air you breathe is only you and your family turned out to
be a huge secret sauce to compete. When you're in a hotel, there's a lobby. You get to be with other
people. But when you're are in an Airbnb, you're safe. We pivoted our marketing as well and messaging as
well. The entire company came together to become one.

FRSCERIF:
WHEHAIRIZEZIZTHE, E7E Airbnb B, RIERMESIABFMHRMENRA, XETEFTHNEKX “WBER

& o WBEEAEKRE, REMAARFE—IE. B7F Airbnb, MRR2M. HRITARTEHREBNEREE,
BIMARRAE—E, 1A T —RRE.

(00:20:55) Sanchan Saxena
English:

And through this, | would say Brian's leadership was just phenomenal, everything | learned about crisis
management, leading with calmness. There's a very good saying in boxing. | love sports. There's a very
good saying, which is, you can have all the plan. The moment you step inside the boxing and you get a
punch on your face, all your plans go out the window. And you got to stay calm when you get a punch on

your face.

AR ERIE:

AEXNEREFR, HER Brian WASAFEXRAT, HFEHTXTEINEERN—T), UKINELEBAZ.
Z2ERE-ALE FEAREED), BRI MEUEERENITL, ESRBAEETHET —CEEHN, i
BRI HESRMEINE RIS MEIRERERN, ROARR L.



(00:21:15) Sanchan Saxena
English:

And that is what | learned from Brian, how to stay calm, how to stay composed while at the same time,
deep down you know you owe a lot to these employees, you know you owe a lot to these employees to
have clarity, and for them to stick around with you and believe in you that the company can turn around.
It was an amazing journey, but pretty painful.

AR ERIE:

XrtEHM Brian B EFEIRY: MEERILF, WAFRSEE, RARERCRGFMEMFRIXERTRS, R
FERR AN —NEMBRIRZN, LB RE T RABEAREBHEEE. X2—KR 7T NEMNKE, BHE
E PR

(00:21:32) Lenny

English:

| haven't heard that level of detail about what went on inside, and so thank you for sharing all that. Very
tactically, I'm curious, the two week planning cycles, how did that actually happen? Was there a large

meeting every two weeks with the leaders and they just kind of discuss, "Here's where we're thinking for

the next two weeks."?
AR ERIE:

FEZITE X TAMBERAMUIFREVER, RN E. NEREEH, HREFE, BRE—XBINLEH
BAREAEEN? B8RANMASEA—XAKRS, WL “RERNREREREE 13?

(00:21:48) Sanchan Saxena
English:

Yeah, | think so. One of the things about Airbnb, and we'll talk about it later as well, but it's a very
founder-driven company. While there are leaders over there, the founder is deeply in the trenches. He
really understands the customer. He's not this executive who's so far removed from reality that they can't
actually create the content.

AR ERIE:

21, REEN., XF Airbnb B—5 (RITHEEHEE2%E), E2—FRIEEHANBARNAT., BARBES
RZGMEE, BRBARRIN—ZN, MEETHREF, AERMHEBIEL. TEEEFHERAR
(content) NEE,

(00:22:04) Sanchan Saxena
English:

Brian was living, breathing that exercise. Execs were breathing that thing. What we'll do is we'll have a
bunch of things top-down. Again, this is what we need to do guys. We need to cut this feature. We need to
cut this product line. We need to cut this business unit. | literally had to shut down one full business unit
because we had to cut the bleeding, so to say, and let go of those many people.

FRCERIR:



Brian £ & 03t NEIFRRITEIH. SENEENLt. HMNSB—RVBE LM THES. BR—K, mE: “IX
], XRFNFBEME. RKNFEXIEXNIEE, BRIEXFTmek, REXPLSE." HERAEREF
KA— B SE), ARG “Ikm” , HERIBAZ Ao

(00:22:24) Sanchan Saxena
English:

It was a top-down mandate, but also it was a bottom-up. The engineers, the product managers and
designers are frontline. They are in connection with the CX team who's hearing what customers are
complaining about. And so there was a mixture of top-down guidance to a bottoms-up things that we are
seeing on the field. And every two weeks or so, the leadership, Greg in that case, for example, would
make a decision on, "Here are the things we are going to go handle." And there were no teams anymore.

FRCERIR:

XEER B LM TES, BRATMLNRE. TEM. ~eIBEMIRIHnEERL. thils CX (FFER)
FIARIFER R, IREREARIESG. Eit, XE—HHE LM THESSHNELHERNE T LB RS
Bo AABMAE, GSE (BN Greg) ZMUEIRE: “XEZHNETRELENSERE.” MELRE
LBFMBEY NEIBL” T

(00:22:50) Sanchan Saxena
English:

We basically dissolved this idea that there are sub-teams. There was one team, #Airbnb. Didn't matter
whether you worked in CX or Airbnb Plus or Lax, or any of those things, we're going to move engineers
wherever we have to, we're going to move PMs wherever we need to, and there's no such thing as sub-
team anymore.

AR ERIE:

BINEREFEHRT “FEA B8 RBE—TERA, FLZE #Airbnb, RNEIRZTE CX. Airbnb Plus X2 Lax
TR, BAESRIEFIZEITIZINHN PM, ABEFRAMZIRT .

(00:23:09) Sanchan Saxena
English:

A lot of engineers on my team would go on to do marketplace dynamic stuff, like pricing and all that stuff,
while some of those engineers would then go on to build CX tools or something else that was needed for
survival. | felt like a 4,000 people company was operating as a four people company and a 40 people
company, which is one team, no sub-teams, everybody rowing in the same direction. And that was really
important.

AR ERIE:

HREENRZIRMSANETZHSHTENES, tHENZER; ME —EIRMNEF% CX TAZH
EFFRTEHRAE. HHEF—K 4000 AWRBFME—K 4 A% 40 ABQAB—1FiafE: —THEM, KEFH
PR, S TABHAER -SRI XIFFEE

(00:23:31) Sanchan Saxena



English:

Because remember, employees who are at your company are looking for clarity. What should they work
on? Is the thing that they're going to work on meaningful, right? Because nobody knows, right? And when
people will ask you as a leader, like many people ask me, what does six months look like? What does a

year look like? Where are we a year from now?
FRCERIE:

ERigE, RENRTEIREWME. MIRZMHTA? tEMNEBEEEXE? ANRAMEESE, ¥
iE? YAMMEARSERR MERZEABKE—F): “NTBEEREMHAEF? —FFER? —FERITEW
g2

(00:23:46) Sanchan Saxena
English:

The most honest answer you can tell them is, "I don't know." Because if you cook shit up, they're going to
see through that lie. They're going to like, "Ah, this is just all marketing fluff." We would be very honest as
leaders, would be very vulnerable as leaders, saying, "This is truly once in a lifetime thing. We don't know
how we're going to navigate. But here's what we believe to be true."

FROCERIR:

REERHMRBSEHNEIER: “HWANE,” EAMRIMRER, WISIRKES. HIsEE: W, XREE
HWEIE.” (FANSE, BRNZIFFHSE, BERUERSFH—@E, i “XENI—EHENFER. KIFHN
BIZANAISAT. EXEHEEMESE"

(00:24:05) Sanchan Saxena
English:

We had to get people from feature obsession, revenue obsession, to belief obsession. What is belief
obsession? When we all believe that when coronavirus is over, people will want to travel. We all believe
that coronavirus will be over. You start going into first principles belief-based thinking, and you'll bring
stories that will make people believe that the future that we are working toward is actually possible.

AR ERIE:

FHMNBIUEATMITIEE. FHBANBIFIE, FEX “E7 B, HAREIHE? MER(EAERE, =
BREER, AMNSBERT. RNBAGSRBELXRER. MAEEANETEINE—MREERE, Hifk
AL AMTHBEFRATES 718975 R 5L Rl RESEINATEN S

(00:24:28) Sanchan Saxena
English:

For example, there was a survey we did, we said, "If money wasn't a consideration, what would you do for
the rest of your life?" 99.99% of the people said, "I will travel the world." Travel is in human genes. And so
we had to pivot to actually making people believe why travel will be back, why Airbnb will survive, and

why Airbnb will eventually thrive if the coronavirus crisis is lower.

AR ERIE:



fan, FAMEI—MFE, B “MRAZEEH, MREBBIA? 7 99.99% BAR: “WiFtR." kT
RETALERP, Eib, FIDTEEE, iLAMEEATAKRITREYT, A4 Airbnb SEEFTHR, UKkH
A ZSFERANEMRE Airbnb REARELE.

(00:24:51) Lenny
English:

These stories are incredible. | was going to ask around the morale piece. You mentioned keeping morale
up. And it sounds like a big piece of that was pulling people back to the mission and the vision of Airbnb
and re-inspiring them, and helping them feel like this will work out. Is that what you found to be most
effective, to keep more morale up, or is there anything else that also helped keep more morale up in this
very tenuous time?

FRCERIR:

XLEWERIERT . REBRXFLERMRH. MRET RSN, IMERRRK—EI TEZERANAIRE
Airbnb BYESHERF, EFAMMN], LNESEBEIFER. RAAXZRRIFILIRERNGED? &
RREXNEERENIE, AR AKRARETHELTR?

(00:25:11) Sanchan Saxena
English:

| think in these tenuous times you will notice that you can't pay these employees better than market.
When this happened, FAANG companies were at our door trying to poach our engineers. Overnight, every
engineer was pinged by Facebook, Google say, "Hey, we heard Airbnb is going down. You want to come
over? We'll pay you X amount of money, and that stock is stable."

FROCERIR:

FIANTEXLEIRMERSHR, (RRAIMTEL RTIRHESTHIHNF K SXHFERERN, FAANG ABFERA]
NOFEEZERNNIEM. —&zZiE, STIRRMESUE Facebook. BIMAVHS: IR, IR Airbnb B
BT, BIRG? BAIZMEIMRXEENE, MARNBRKRERR.”

(00:25:34) Sanchan Saxena
English:

You had vultures at the door, so to say, as a proverbial exercise where your top talent is getting poached,
but you can't pay this top talent the best. Right? You can't. Because your financial situation doesn't allow
you to do that, right? But you still give them something, right? Because it's at a lower price and you start
to sell the vision that if the company turns around, this will be at a higher price and you'll have right
compensation. But those were some of the challenges.

AR ERIE:

LR, MNOTFE—# “RE” , MARATEEREE, BIRATELMWITRSHNFK. WHB? RER
2, RAMSRRARITF. BIRMHAZBMI—LERE (LR , EAMENNRERME, RABEAbIIHEE
B SNRQBGFHE, XEHNSKN, MUSFINERME. EXEHITER.

(00:25:56) Sanchan Saxena



English:

The second challenge is you'll notice that people who thrive in these situations will be the one who truly
believe both in the mission, but | think more importantly in the founders to make that mission come to
life. Because you and | both know, right, there are many companies who have the similar mission, want to
do something similar, but some succeed and some don't.

FRCERIR:

BIAREZE, RRAMEEXMRRTRIFARMHEHIA, EHREHEEERGEES, X FHUANNEEEM)
BIEEIBARRILESRENA. RAMRKBANE, BRZSATEEMBGES, BHEMHNER, EFLHI
T, BERE,

(00:26:17) Sanchan Saxena
English:

The secret sauce of that in my opinion is the founder. And if the employees do not believe in the founder,
if the employees do not believe that the founder can make things happen as they talk about, and the
founder is not able to connect with the employees, those companies go down in flames. The second thing
I would say is the founder needs to be at the front line. And Brian Chesky was on the front line.

FROCERIR:

EREXR, HPH “BEHR” ME2LHBA. NRBIFEELBA, FHEECIEARGMITENABIEFILEED
B, MRBIBATLTESRTEUKR, BEATMSK CER,. RBEHNE_SE, CIBATELTRS. M
Brian Chesky B FATERIZE,

(00:26:37) Sanchan Saxena
English:

He was literally 24/7 available, interacting, making decisions, holding all-hands, writing emails, sending
messages, and assuring people that I'm in this with you. By the way, there's a proverbial thing, right?
When such situations happen, all execs take a pay cut. Every company does that, right? But then still

certain companies survive, certain don't, right?
FREiE:

tWERE 24/7 7580, HE). MRER. FeRa. T4, ZER, HARARRIE “BMMRIIE—E" o IRER
— T, B—MIEA, MNE? AXMERKEN, FIEREEHREF. SRATDHIXAM, WE? BHAFLE
REPET TR, BELE,

(00:26:58) Sanchan Saxena
English:

It's primarily because of the founder. And then the third thing | would say is somehow getting people to
believe in the future that they came here to create. When drastic situations like these happens, when |
joined Airbnb | had a vision of what it can become, and the reality snaps and all of a sudden like, "Holy

shit. Is that even possible?"

AR ERIE:



XEBEZRERAEIBA. RERNE=ZRRE, AL AMBERNEN T CLEMKEIX BRI RHK, HiXid
BIZURIRR A R ——HIAN Airbnb BY, W EREMFAFE—TRER, BRLRAMRK, 28 “X
W, BREFIREMD? 7

(00:27:21) Sanchan Saxena
English:

That is the real art | learned from Brian is that the power of storytelling without any data. Your data is
telling you, "You're going to die." The data is telling you, you got 7%, 10% of your revenue, whatever the

number was now. | forget now. Like single digit number, right?
R EIE:

XriEHM Brian B EFEINHEIEZ K. EREERAKESG THHEENNE, MBIESIFR. “REx
BT, BHREFIR, FEIBARRT 7%. 10%, FERIMRFEZLD, HTT, RIERMUL, WIE?

(00:27:36) Sanchan Saxena

English:

And every day you're seeing the numbers go down, right? And Brian has this incredible ability to help you
see a future in a way so crystal clear that when you leave chatting with him, you're like, "Man, it's

possible. We can make it happen. We can do it." That trait was really, really important that Brian invested

init, and all the three founders, by the way.
FZERiE:

BRITEEERFE FEL, MNIE? M Brian HE AR BINEIEES, BEFRIMBRREFWLLEH, UETH
RIS RS, RS “kit, XEFTEEMN. HNEDE. KiTET.” XIMERIED. FEEE,
Brian EX S EIRATIRS, INER—T, ={utlim AME0itt,

(00:27:59) Lenny
English:

This episode is brought to you by Productboard. Product leaders trust Productboard to help their teams
build products that matter. From startups to industry titans, over 6,000 companies rely on Productboard
to get the right products to market faster, including companies like Zoom, Volkswagen, UiPath and
Vanguard.

FRCERIR:

ETEH Productboard B, F=RMSEE1E Productboard, ZBENMtITHFPAI T EZEEMN™=T. MFIBIA
T ESL, 8Bt 6000 RATKE Productboard FIEMMFmERMER TS, B1E Zoom. KRAZE.
UiPath fI%c#&%H (Vanguard) FAFEL

(00:28:19) Lenny
English:

Productboard can help you create a scalable, transparent and standardized process, so your PMs
understand what their customers really need and then prioritize the right features to build next.



Stakeholders feel the love two with an easy to view roadmap that automatically updates so everyone
knows what you're building and why. Make data-driven product decisions that result in higher revenue
and user adoption, and empower your product teams to create delightful customer experiences.

AR ERIE:

Productboard RILAFEBHREIZ—1AIY R, BEERRANERTAIE, LLIREY PM TREFPHELEX, HLxk
BET—JEMZENIERIE. MmAXEHEEd s TEEBBEMNBARRBRREERN, MMiLtETAH
MEREMRAAURAT 4. MEHIRERE ™ mRR, NMHERESHBANNBRRAER, HHEMRN
m A EUIE L At it 895 1K 50,

(00:28:48) Lenny

English:

Visit Productboard.com to learn more. | could talk about Airbnb all day, but I'm also curious of the other
places you worked at, Instagram, Microsoft, even Coinbase. What are things you've seen the leaders at
those companies do that have stuck with you that you're going to take to other places that are maybe
unique?

FRCERE:

i8] Productboard.com THEEZEE. XTF Airbnb FAJ LU E—EX, EBEIMRIIETHEMMS RN
#, tbanInstagram. i3k, EZE Coinbase, EXLANTMMESE T L, REETHWLILREIRRZ. HITE
T E E fthith 5 B IR HOE?

(00:29:06) Sanchan Saxena
English:

Yeah, | think a lot of amazing things. | tell people, | learned all things about building great products,
building great businesses, building great companies from founders like Kevin Systrom and Brian Chesky,
Brian Armstrong and others. Well, let me go back to Instagram days. | want to paint the picture first of
what it was when | got there and the journey we were on.

AR ERIE:

20, REERZTIRENER. BHEIFAN], FM Kevin Systrom. Brian Chesky. Brian Armstrong 614
ABEZR T XFITEFAT R FRUSNEARBTN—], B, itFKEIZF Instagram B, FHABLHELS
— TENIZIEB R IE S AR ENFI AT,

(00:29:23) Sanchan Saxena
English:

At that time, Instagram was a highly successful app that was growing really fast, but there were many
questions. Only photos, you can't share anything outside. It's only from the camera. You can't share links.
At Facebook they allow you to share links. Why don't you allow that, right? There's an existential question
that comes at those stages, which is who do you want to be when you grow up?

AR ERIE:

HBY, Instagram B—mIFERIORY App, EKIFER, EtEIRRZR@. ReELRE, TEEDIZEIIMNE,
SEMBNIRER. TREDFEH#EZ, 7 Facebook, fIIAFADZERR, NHAMRIIARF? EBRMMERSHI—



MEEEXHIE-: REKAEERAIME?

(00:29:45) Sanchan Saxena
English:

When you're a startup, that's a big, important question for you to answer. And there were many debates.
"Do we want to be the next Facebook? Do we want to be the first Instagram? Who do we want to be when
we grow up?" Right? And that debate is really, really important. That clarity is really important for your
employees.

AR ERIE:

HIRE— VAN, XE—IFELZENEABEENRHE, HNERZHIE: “BINEBEAT—
Facebook I3? FEMEMAE— Instagram? ETKAEEKAIE? ” WIE? XMEFLIER. FEREEE, XM
AMENRTRREXEE,

(00:30:02) Sanchan Saxena

English:

The thing that | learned from Kevin Systrom was the power of simplicity. That guy can listen to
everything, hear everything, hear the noise on Twitter, here, there, all the customers complaining, and
then just simplify things that makes sense for the team to operate on. That's his superpower, which is

simplicity. Take all the information, but simplify your strategy, your belief, who you want to be when you
grow up in a way that people can then act on it.

FRCERIR:

FHM Kevin Systrom 5 EZEINE “BL” WH8. BHRUEMIT—], A2 Twitter LIRS, IREIRAE
PRI, ARBEBEEURNENESFERXNARE, BEMEVEBESN, BEY. REFRFEESR, BRELMR
HYZRER. REVERZARARRRAER M, 1L ANBEBSIRILRETTEh.

(00:30:28) Sanchan Saxena
English:

The other thing | learned from him was intentionality. This is the story of Instagram Stories. When
Snapchat came about, Snapchat was eating Facebook and Instagram as lunch in many regards, because
the Snapchat Stories was crushing it. And there are lots of myths, by the way, in the media, how that
happened.It was a mandate from Zuck.

FROCERIR:

BME EFINS—4ERE “BEM” (intentionality) o XH2E Instagram Stories 9%, & Snapchat
IBY, Snapchat 7R Z A EARIEIE & Facebook 1 Instagram B9, &9 Snapchat Stories HARA#, |
Eii—T, RELEREXTXGBUNREAENZE, RELRARTHEEITHS,

(00:30:47) Sanchan Saxena

English:



No, Zuck did not have a mandate. There was no such thing. It was something that people were
experimenting. | want to tell you a story, two stories, which is stories in Facebook app and stories inside
of Instagram app, and stories for your audience is the stuff that Snapchat invented, all credit to them. In
product management, you always debate measure twice, cut once kind of a thinking. It's like measure the
data, get all the data, right? Get all the analysis, ask customers, et cetera.

FROCERIR:

T, LA E TaEslane. EBEE, BRANEELRHNARA, KBLIRFM LS Facebook App B
Y Stories # Instagram App 2 Stories, ¥t FIFARKIH, Stories Z Snapchat XBARY, IH5E Al /=
EIER, REEE%iC “=EMGETT (measure twice, cut once) NEEL, TENSHIE. FKEFTE HUE.
HITFRE . WREFES,

(00:31:12) Sanchan Saxena
English:

Some of the successful founders don't do that. Some of the successful founders go off of gut and instincts
more than they go off of data. And that to me is a superpower of a founder is like they have this instinct,
their vision. I'll tell you a story. On Instagram side, Kevin Systrom made a decision. We're going all in on
this new format. There was no A/B testing that if you add stories at the top ...

FRSCERIE:
— LR INAY B IE AH R XM, —EEMINBIEIA A SR EEHAAEE, MASKIE. WHEKR, BIOIHA

ABEBEES], MEMITAEXMERNESR. RAeMHNKE. 7 Instagram XiZ, Kevin Systrom 7 —1
RE: KMNEBLABRNZTIE. HINHEEM A/B MIXRIGIEMRIREINER A0 Stories R/ERE-----

(00:31:34) Sanchan Saxena
English:

| mean, there were a little bit of A/B testing, but not like, "Okay, let's go measure. If you add stories at the
top, the feed will go down as a result. Engagement will drop as a result. Revenue will draw. And as a
result, we should not do it." There was no such thing. The founder said, "We're going all in people. This is
the future. We're not going to measure and then cut. We're going to cut. And then we are going to iterate
from that new baseline. We're going to continue to iterate on that on the Facebook side."

FRCERIR:
BHERE, B—=x=A/BNK, BRZHM: B, itRNIEXZVE—T. WMRIRETAELZN Stories, Feed

AR EESELIE TR, S5E2FAL TR, WASEL TR, Eitb, EIMAMIZXER.” T2&EeXME%E,
BT A “itH], EMNEBELAOLE. XMERRFK. BINASLENEBHF, BRNBLEDF, ABMBNH
HEELFIRIER. FIIETE Facebook ARIALELEEER”

(00:31:57) Sanchan Saxena
English:

And by the way, there's a very good article that some PM inside of Facebook wrote why stories didn't
survive at Facebook but thrived at Instagram is because on that side there was a mathematical modeling
being created, which is what are the trade-offs. And you have a successful business. And this is the
innovator's dilemma. You have a successful business called feed that is generating billions of dollars.



AR ERIE:

JRfEH—T, Facebook REPEY—IiI PM Ed—RIEBIFMINXE, R T Af+4 Stories £ Facebook &RETF/E
{B7E Instagram HIZEH KB, RERTE Facebook ABif1, ffI1EIL 7T —MEREKNEF R, (RELEET
— BN E, X “CIFRENEE . (FE— 1 Feed BIRINISE, BIEEFEIRTHZETAIBN.

(00:32:16) Sanchan Saxena
English:

And you got to bring in this new thing, which has zero advertisers, we don't even know if the engagement
will be there or not, and you got to put those things together. There was a very different approach that
Facebook took for stories versus Instagram. And by the way, there was no this rumor in the media there
was a top-down man. No, these teams were just experimenting. They were just trying things out.

AR ERIE:

MRS NXNHARAE, ©EEN &8, BNEETNESSESNM, RATIEXLERARE I,
Facebook 3t Stories REXHI A5 Instagram &ARE, IMER—T, FEELXTF “‘BLEMTRFINIT BE
BEAFEN. X, XLHANIZELR, RETESH.

(00:32:35) Sanchan Saxena
English:

We always want to look at our competition, be inspired by what's working, what's not. There's no harm in
learning from somebody who's doing something great and experiment and see if that works for you or
not. That was the story. And the thing that | learned from Systrom was intentionality. As a founder, one of
the things you have to recognize, or even as a product leader, you have to recognize is that every product
that you build should be intentional in nature.

FROCERIR:
HMNEBEMTRENTF, MEIIFHIRKPRERNRE. AUFHBNAZIHHTRE, EERTESGMR, X

HEETL, XMERTEE. FM Systrom F EFEHNZE “BEM” . FAEIBA, XEFEANTRATE,
RBFUNREIN—RE: (FENS— T aEds R BN 2R B RHEER,

(00:32:57) Sanchan Saxena
English:

An intentionality doesn't come just from A/B testing. A/B testing maybe you can do that, right, as a later
on, but you got to have intentionality. Where do you want to go? What is the world you want to create for
your customers? And then create out A/B testing to get you the fastest route to that end state world. When
| talk to product managers, oftentimes | tell them you're being either too lazy or you're trying to be too

risk averse by telling me, "Here are the assumptions you have that you're going to test."
R EIE:

EEMAUEE A/BMllid. A/BIMRBIFRAILIERIAMY, ERyALERE. MEEME? REAZF !
E—MTAFttR? 2AREd A/B M EBERMELRSHRRER. SRSTREERRE, RERE
FHiFfl], MRMARABEIFE XEZMENANRIL” , BAMFEARMT, MEREXLT



(00:33:24) Sanchan Saxena
English:

First tell me the intentionality of the product that you want to create. What do you want to see come true?
And then let's talk about the A/B test we can run to measure that we are headed in the right direction.
And it's a flipping of the mind. And that was something that Brian also taught me. By the way, it's a joke,
but some degree it's reality too. A/B testing at Airbnb is a bad word.

AR ERIE:

FERBIFBESE~mE “BEE” B4, MEEBIMFARE? ARKNBIHICELUSITHLE A/B itk
BERNESEFEERNSRFH. XE—MEBLNRT, XME Brian L. NER—T, XRAR
NG, BEEMEELBEERESE: 7 Airbnb, “A/BIIR" B MR,

(00:33:44) Sanchan Saxena
English:

You don't go to Brian and say, "Hey Brian, here's my Excel spreadsheet. | want to run some 10 A/B tests
and come back and tell you whether we are heading in the right direction." You're going to get thrown out
of the window. It's like, "No, we got to figure out what the product is." The other thing | learned with Brian

Chesky was you first want to create an ideal end state of the product without any constraint.
R EIE:

{RABEIEI Brian E@HIIE: “PE Brian, XZH Excel RA&. FHABIETT 10 M A/B MR, ABEFREIFIREAN
BEHAEER.” RESWIHEEMNY, M=iE: “F, BRNFEFERFRIKREMTA.” FHM Brian Chesky B
BFINS—HER: MEaLtBEtE— N SE AR RIEBERRES.

(00:34:05) Sanchan Saxena
English:

Here's a good analogy that Brian will teach people. Let's say you want to build Airbnb. What is the 15 out
of 10 experience you want to create? That's where Airbnb designers and PM start by the way. In most
companies, the designers and PM start by saying, "Okay, 10 is perfect. We can probably do seven. Let's
start at seven." It's a very constrained minded thinking. It's like, "I got this much time. | got this many
resources. | got this much budget. | can only do so much." Right?

FROCERIR:

X Brian ¥4 AMIHN—MRIFRIELL, RIZIRAEFTIE Airbnb, fRA8EIER “15 5 (A5 10 9)” AR
47 @R —T, XFE Airbnb iZiHMH PM R, EAZHRAQE, kit PM VERZ: “HFE, 1057

TR, FNABIREMEI T2, RN 7 DFEE.” XR—MIFERRNBLEL . M2 "BRIREX4
ZhiE, XAZRER, XASE, RREMXAZ." WHIE?

(00:34:31) Sanchan Saxena
English:

And what Brian taught us was think unconstrained first. Think about a 15 out of 10 experience, design the
ideal end state first. I'll give you a very concrete example of this. Let's say you're building Airbnb lounges.



A customer's check in is at 3:00 PM, but their flight is at 6:00 AM. What are you going to do? Well, you got
to build a lounge, right?

AR ERIE:

Brian ATNINZ . BABHITEAOREEZ, BE—1 15 DEAE, LIHEBHNARRES. RAIMRETAR
FRBIFo. RIZIRERE Airbnb REZE, BF TF 3 " seNE, BMIIAMMEL 6 mmET. MRZEA
7?0, (RGEMARE, IE?

(00:34:50) Sanchan Saxena
English:

If you're traditionally trained in product management, this is what you'll do, which is, look, | don't know
how to build this in 120 countries. | don't know how to scale this stuff. So I'm going to ignore some ideas
and I'm going to build a MVP lounge. And then | want to say, "Okay, if | add internet access to it, customer
detention went up by way. If | add coffee to it, this went up by Z.If | add cheers to it, it went up by X," and
hence I'm going to justify how to build a beautiful mall.

FRCERIR:

MRRFEZIEHRN~mERTI, MREXFM: §, RANENFEE 120 MEKEZEX D, HAMENFY
o MUK BRE—LERE, KB MVP (RANAITHES @) AEE. RARHIR: “FE, MRFZMLEMN
&, BREEXRRESTY; WRMLEMHE, R8T Z; MRMEER, 57 X,” LULFRIERNAEZE—NE
=HIE .

(00:35:15) Sanchan Saxena
English:

That's not what you will do if you're Brian Chesky. Here's what you'll do. You will pick one location
because you don't know how to scale a lounge in 120 countries. Pick one location. But you know how to
get in one location a barista who can create coffee, you know in one location how to get the best seats,
you know in one location how to get the best air conditioning, you know that right. Build the best

possible lovable product first.
FRERIE:

YNR{RZ Brian Chesky, fRAZXAM. MEXEFM: FIE—TMS, FNIRHEAFREWMFE 120 MER
TRASE, E— MR, BE—Nts, REENAE— eI MNET, (REDE 0 F 2 &R IF B EE
1, REENFERRFHTE, ME, LITEH&EEN. RIEAZENS R

(00:35:38) Sanchan Saxena
English:

And then from that point on, understand what worked, what did not, and then scale the pieces that
actually worked. It's a very different way of thinking about things, doing things that don't scale it first.
Those are different things | learned at Instagram and Airbnb.

AR ERIE:

PAIREMERRYES, THREMILER, MELTY, BY BREHEEAUNED . XE—MIFEFRNBEZ A, BlXk
AL “TEMIRNL” NFER. XERIKTE Instagram F Airbnb FEIBIREI AR F,



(00:35:50) Lenny
English:

So much good stuff there that we could do a podcast at each learning. And that point about working
backwards from the ideal, that's something I've absolutely taken away also from Airbnb and news often.
If folks want to learn a bit more about that, if you Google Snow White Airbnb, there's a whole story about

Snow White that kind of touches on where a lot of this idea came from.
FhSCERIE:

XEEEARSTHRT, 8 1FIRANEMERIRH—IIER, XTHERRSEENB—R, RBEFEM
Airbnb ZE|H, HFEKXEER. MRAKBZTE—=, JUBTIEER “Snow White Airbnb” , B—1XF
(BERE) NRBKRE, MK T XERENFR.

(00:36:08) Lenny
English:

| want to follow up on one point you made about intentionality. See your founder or PM and you're just
like, "Oh, yeah. Okay. I'm just going to figure out a vision, and this is where we need to go. And | need to
be intentional, so I'm just going to tell people here's where we're going." Oftentimes you're wrong.

FRCERIR:

HRRF—TRREINXT “TEMN BH—R. RIZME—ZEIBAS PM, fROE: B, F89. HME—T
BR, IMBRNEEZMTS. RFEEZERE, MURERSIFARENEEMN/ L. EEZBERT, MIHE
B9

(00:36:24) Lenny
English:

Do you have any thoughts for someone trying to decide how do | know if I'm going in the right direction,
how do | know if | should trust this gut that | have versus running A/B test, because otherwise we don't
know? Do you have any thoughts on that?

FRCERIR:

MNFRLERERE “WELAMEBRRSETERNAR L, HEANEBEHZMBEBSHERERIEZTT A/B i
(AARNIHATHATE)” A, (REFARED?

(00:36:35) Sanchan Saxena
English:

Absolutely. | think there are lots of things to unpack there. The first and foremost thing I'd say is that
when you sit in your car, you tell your GPS, "Here's where | want to go." You never go into your car and
say, "Hey, GPS, tell me where | should go." Right? At least | haven't done that. And then you use the GPS to
run an A/B test, say, "Look, | want to get there in the fastest way possible."

FRCERIR:



R WINNXBEERSKRAALUFR. BARBRNE, SFRELEEEN, (RRHIFGPS: "“XEHEEH
Wr.” MMERZHBIERR: “IR, GPS, JIFFIZEMI L. WIB? ELFEXATFI, ARIMRFA GPS iz
7= ABIRT , W “E, RBUSRRAREAIE”

(00:36:58) Sanchan Saxena
English:

GPS then figures out the path to get there in the fastest way, or sometimes tell the GPS, "I'm low on gas.
Take me a gas efficient route that | can get there, or [inaudible 00:37:07]." Those are A/B tests. But you
never say to the GPS that, "I don't want to go to San Francisco. Tell me where | should go." It's a similar
concept around intentionality.

FRCERIR:

GPS BERITBEHRIRMERR, HEBNREIFRGPS: “BIVEHT, ARINFEHNERL,” XEHZ A/B
Mike EREFZF GPSH: “BAREBEW, MEFRZEWIL" XTEEN, hERMEE,

(00:37:19) Sanchan Saxena
English:

You got to start first and foremost with, where do you want to go? What is the true customer problem that
you want to solve? And why does that matter? The second thing I'll say is, oftentimes, product leaders
discount gut or intuition a lot. And the reason is it's a safe thing to do. You can always point to data and
say, "Look, | did this because of this. And if | fail, here's the data. And don't fire me." I'm just joking.

FRCERIR:

REFGIMN “REEME” Fig, RERRNELEFEBENTA? AITAXBRER? REHNE_SE
FRASEFEFMAMRGEN. FEEXEMERS. MEASALUERAIER: “§, BRXAMERAX
|o yﬂ%ﬁ%m\ﬁ?, LIE%&#E; Uﬁl‘?ﬁo” &/\IE?_J:FEJE%O

(00:37:44) Sanchan Saxena
English:

But you get the extreme of it, right? It's very hard to build a team and build your reputation and get an
intuition. But the thing is, founders do exactly that. There was no document that said, "10 years later
Facebook will make billions of dollars in revenue," or no document that said, "Coinbase one day will
become a hundred billion dollar company if you invest in that at that point in time." You got to have gut
and intuition. And founders have that and operators need to learn how to harness that as well.

FROCERIR:

BIREEEAXMIRIFER, MNE? Z2UF. BUFEARGERZIFEEERN, BFLE, SIBAERXA
BB, RBEAXHRSTE “10 F/3 Facebook = ERHZETHWMN , WREXMAR “NRIRERR
& Coinbase, EE—REMN—KTIZETHAF" . MBABEN. IRAREER, MEEELREFR
SAIFIARTE.,

(00:38:07) Sanchan Saxena
English:



And to me, gut and intuition is data. It's just not statistically significant yet. That's all it is. You have built
that intuition, that gut, because you immerse yourself in a situation, you hung out with customers, you
understood what was happening. You just can't prove it that it is statistically significant yet.Don't
discount your gut. That's the second point.

FRCERIR:

MK, BERBEHIE, AREEMEFASESHITF LNEZN, (UME. R TXMER, EEAAMR
TRERMBRSR, MEFFER, RTREERENSER. MRARELTFIRAEERIT LREEN. FERE
MIMBES, XRFE o

(00:38:28) Sanchan Saxena
English:

And the third point that I'll say is, once you have figured out what that experience looks like, yes, you got
to validate what's happening, you got to get feedback back from the community while launching it, and
then you got to constantly iterate. My advice to people is, don't do that testing up front, start with some
assumption, start with a bunch of intuition, et cetera. Create that and then have the appetite to actually
persist through that.

AR ERIE:

HERNE=RE, —BMFERTHMERZFAHE, B8, ROMMIEEELENSER, EAHIIMIL
KIRENR 15, AERENER. HAEAMNNENZE: FEERFEMEIBFHNIR, TM—ERIg. —EEREHF
B. BIEHARFE, ARBEBOXEEIFTE.

(00:38:51) Sanchan Saxena
English:

That's another thing | learned from Brian is that oftentimes these ideas, these crazy ideas, you need
persistence. He used to say, "You got to have impatience with getting started, but patience for seeing
them through." Because at many other companies, you can actually kill a brilliant idea early on because
you just didn't have the patience to see that through.

AR ERIE:

XEHM Brian BEZENSE—HF: BEXERENTEFTERE, ER: “Re5ix Fwr REE
g, BX e REmG.” RATETSEMAT, (RAIRSIEFHMIER— TSR, (MINERNRE
BMOEREHEER.

(00:39:11) Sanchan Saxena
English:

You got to start with intentionality and then you got to iterate and test, and iterate and test, and iterate
and test. But don't give up too early either. And last but not the least, I'll tell a secret to all your audios.

AR ERIE:

RBAMEEEF R, AEFEERMNR, EHAEIRRF. KEERAFEEN—~, RESIFAEHIAX
— M,



(00:39:21) Lenny
English:

Oh boy, here we go.
R EE:

R, XM, FFI87T,

(00:39:23) Sanchan Saxena
English:

Nobody knows everything. Right? The idea is that you can look at as much data as you want, which is still
not going to feel that all the answers. What is really important? The really important thing is rapid

recovery. Build a culture in your team where failure of those experiments is actually celebrated.
R EIE:

BREANME—T), MIB? XBET, MAUERARSHNME, BENALTERERENER. tAXRELE
EEN? HIEEENE “REME" o FEIRBEIPAPEIL—ME, 1ESLIaIRKEFR E2 IR,

(00:39:41) Sanchan Saxena
English:

Build a culture in the team where actually people get energized when they fail, because guess what, each
failure was a learning that will avoid a mistake for them in the future. Right? And | think that is the
mindset and culture you want to build. Look at data, look at all the things. But at the same time, don't
just look at that and say, "Look, because the data said so, that is what I'm going to do." I'm going to use a
very good analogy over here.

FRCERIR:

ERFPARET— M, L ANERMEN RMEETHE], BARBELAE, B—RRBBE—RFES, &
I TERFE REFAIEIR. IE? HIUNANXM2RERLIN OSSN K. BEIE, BFRENARE. B5I1
@Y, FERAZEEHER: “F, EABIEXAN, FIUERAXAM.” REXER—MRIFRIZELE.

(00:40:03) Sanchan Saxena
English:

And this story has been butchered many times, but | was right there when this happened, so my version is
at least 80% accurate. There might be other versions as well. But this is Instagram Stories. Imagine you
are Kevin Systrom and data science comes to you and say, "Look, | looked at data, and 99% of all photos
on people's phones are actually at least a week old. Please allow Instagram Stories to let people select a
photo that is at least a week or two old."

AR ERIE:

XNREREREE/N], BRERNKRENT, FAUERNRAZELDE 80% KEME. TIaEER Hithkads, X
EXTF Instagram Stories . HBRIRZ Kevin Systrom, ¥IBRIFHEPABRIRIG: “&B, RETHE, Af]
FHLE 99% NERFELHELDEZ—AFN. BRI Instagram Stories L ATERE D —BARXMAFIHERA.”



(00:40:30) Sanchan Saxena
English:

Then user research comes back and says, "We talked to a bunch of people. They said, 'Yes, | would love to

share a story of my birthday about a month ago." Right? And Kevin Systrom says, "No, my intentionality

is that story should be real time news. It should be the world's largest TV channel. You open that up and
you see what's happening right now. That is the intentionality I'm going towards."

AR ERIE:

RERPRARBEABERT, . “BOM—FHADE, ihx: ‘B8, REEIZ—"ArEIE BN
£, XIE? [ Kevin Systrom it:  “FR, FHBIEEZ Stories NiZE LB HE,. BN IZEHR ERABBINN
B, IMTHE, MBI MEETELE T4, XMEREHINAR.”

(00:40:51) Sanchan Saxena
English:

In the beginning, Instagram Stories did not let you pick anything that was not real time. You couldn't go
back in your camera and pick something a month ago or two ago, because the intentionality of the
product was to create the world's largest real time network of what's happening in the world right now. If
that's the intentionality, you got to ignore the other customer needs that | want to share with the world

what | did a month ago, and that changes the dynamics.
R EE:

fE&FA, Instagram Stories RAVFIRIEFREMIFLRBRNST. FAEERZEIBMEE—BHTBRIRIER
F, AnFaEERIR—MER EEARN. XFHR EETEREFANERNNE, MIRXMEEE, R
DB “HRAZE—TREMTHA” NEMEFAER, EARSHRE M.

(00:41:14) Lenny
English:

Essentially, intentionality is setting up vision for where you want to go, where the product's going and
then working away towards it. That makes a lot of sense. An example of Instagram. It's interesting
because he eventually changed his mind, because | know that you can upload old photos to stories
[inaudible 00:41:28]

FROCERIR:

ARLE, BEEMMSAMEBEAINER. FRNERLKERESR, AEHETEN. XREEE, U
Instagram Afjl, BENEMEEANETER, RINBEFEMEA L LEZIHEBRZ Stories 7o

(00:41:27) Sanchan Saxena

English:

No, that's actually after he left. But yes, you're right.
FRCEIE:

T, BELEREMBAZEA B, BKHE, RiRET.



(00:41:29) Lenny

English:

Okay, | see. A different intentionality appeared.
R EE:

8, HEBAET., HIMT—MHAENEE,

(00:41:34) Sanchan Saxena
English:

And look, it's also nothing wrong with changing your mind afterwards once you push the envelope, and
then you learn something new and you can pivot. And that's another beauty of founders is that they're
very intentional people, very strong opinionated people, but in the face of something new, they're also
the fastest to change. They don't have remorsefulness, they don't have regrets, and like, "Yeah. All right,
let's pivot." And that is the culture you want to build as well as an operator.

FRCERIR:

MBfRE, ERFBIRRZERETEHRAAE, MEFEMAREHTUEE, XBREBANSZ—NE
FRTE: NBIFEERENA, FEEEN, EENHZNN, MITEIRERIROA. WINFZERE, F=
B, AR 17, REE, BREE" FA—REEE, XthEIRREIIN.

(00:41:57) Lenny
English:

I'd love to spend a little time on Coinbase and the product culture there. How A/B test driven is it at
Coinbase? How do folks think about intentionally vision? And also just, what's the product development
process like? I'm always curious how products is developed at different companies.

FROCERIR:

BARTE S BT IEEED Coinbase RRE =@k, 7 Coinbase, A/BMIXMIRENIZEMME? ARMAMBERENE
=? B, FRARMEREEN? F—ERESAEQERNTmIINAF & HRN.

(00:42:10) Sanchan Saxena
English:

| think all different companies that I've worked at have very different product development cultures. At
Airbnb, for example, design and experience was super paramount, and you will not compromise over it.
You won't cut design to ship. In other companies you will cut design to ship sometimes because you want
to find something quickly.

FROCERIR:

HNABRIESHWFBEREAREERERBR T mA LXK, B30, £ Airbnb, IgHMNFEEESE LY,
RERTALEZ D AN T REMEIRIT. FERMATE, BRRSA T REIEMAHS IRt

(00:42:26) Sanchan Saxena



English:

At Coinbase, it's slightly different as well. Every company has their nuances. Coinbase is an industry
which is rapidly growing. It's Web 3.0. | mean, | have not come across a Web 3.0 expert yet. There is

nobody who's an expert in Web 3.0.
R EIE:

7£ Coinbase, 1EREEBEERFE, SRR EEARMES. Coinbase FRARITTILIEE CEIEK, HELZE Web
3.0, BNERE, HESBIIEHEEN Web 3.0 ER, BRIEEE ABBIE Web 3.0 LR,

(00:42:40) Lenny
English:

They seem to be on Twitter.
R EE:

Twitter ESFEREIRERER,

(00:42:41) Sanchan Saxena
English:

Yeah. There are lots of people who think they're experts on Twitter. But the reality is, man, the industry is
so nascent, so early. You have good intentions and good intuition about where it could go, but it's very
hard to be right all the time. The culture of Coinbase is to take big, bold bets, get started with very tiny
teams.

FROCERIR:

2HY, Twitter EERZBUNRERKIIA. BUERZ, Uit, XMTUXHER. KFHT. (MNENEDER
FINEEFEDN, BRME—BERIFER. Coinbase WX HITARBIRME, FHMIEE/NHEAFFIE,

(00:43:00) Sanchan Saxena
English:

The Coinbase NFT marketplace that we just launched, it started with five people, one product manager,
one designer and other three engineers. That's how smart it start. And of course it has grown big now as
we find product market fit, etcetera, et cetera. But that's the idea is take big, bold swings, but with tiny
teams that can move at lightning speed and make shit happen, because that's one aspect of it.

FROCENIR:

FATRIMIHELRY Coinbase NFT 117, RAIRBENA —FFREZE, —FRHITN=8ITEN. EMEX
FREMENN. A, MERMNKIFTETHRER, EREEBLEULKRT. EROEIZE: #HITKENE
i, EEREEUABRERETEIHIZMEFLENNEF, XREFH—TEHE.

(00:43:22) Sanchan Saxena

English:



The other culture that | love about Coinbase is this idea of how we make decisions. Emily, our COO,
posted a blog. It's public. You guys can all read it. It's a very different mindset of making decisions, so let
me unpack that. When | was at Facebook, Instagram and other companies, other tech companies, there's
a saying around product and design, marketing. All these cross functional people need to come together
to build a product.

FROCERIR:

HEMH Coinbase B—MX W2 HNTHIAEK A FKATW CO0 Emily T —REHEE, BLFFH, AKEAILUL
H, XR—MIEERRERVREKBLHE, LI RIFME—T. HIKTE Facebook. Instagram MEMEE AEE, B—
MXFrEm. &t BENRE MEXEEREARBERE—RERITE Mo

(00:43:45) Sanchan Saxena
English:

And oftentimes you will notice that the decision making process could get a little bit convoluted, not
always, but a little bit convoluted. It's like, okay, what do you like? What do you don't like? You got to
align influence, align influence. And next thing you know ... And again, I'm not saying always, but
sometimes it can happen that the thing that ends up shipping is the least common denominator that
annoyed everybody the least amount, right?

AR ERIE:

MAEIRMRARIBAESTTERESR, FEEXE, BANZ. AR “B, FERAA? FE
M A? 7 RSEXMTFTRMA, WFBXNTT. FETROFBMIER - FABREEXF, EENKRELHH
AR ‘®RIRDE , UREBIULPMEARTRBIRA, WIE?

(00:44:09) Sanchan Saxena
English:

Everybody said, "Yeah, | could get comfortable with that. | could get comfortable with that." And Brian
has an allergic reaction to things like committees. It's like designing by committee. The idea that we have,

and you can read it in her blog, is the idea of a directly responsible individual or DRI.
R EIE:

BOARIG . “BHY, HALUERA.” MBrian X “BERRT ZENARAEMIBRN, XMKE ‘BHER
SBTIRI” o RABES (R LEREREFIRE) B “HESEAN 20 DRIAHEER.

(00:44:26) Sanchan Saxena
English:

For every project, we'll establish a DRI. It could be a person in operations, engineering, design, legal,
marketing, whatever that is, depending on the nature of the project. And DRI's job is to then listen to the
cross functional partners, get their input. And we have a written culture like Amazon, so every input is
provided in writing. Right?

AR ERIE:

MNFEIHE, HNEBMIAE— DRI, RIFMBRIMES, MAIEEREE. T8, &it. ESHEHE AR, DRI
M IERINENEIREESEKAHRN, REMIINEN. HNGLEIB—EF “BEXK” , FIURENER



R UABEA IR AT, X082

(00:44:45) Sanchan Saxena
English:

You can see what head of legal is saying. You can see what your head of operations is saying, what
engineering is saying in writing. And then the DRI's job is to take all that input and make a decision. Not
take all that input and do necessarily what's right by everybody, right? Still do what's right by the
customer. Still do what's right by the business. Still do what's right for the user in many regards.

FRZERIE:

RAIUBEESATART A, BEATARTHA, IRIMEBE LR T 4. fA/5 DRI ITIERWRULFR
BEXEMAHMERE. FE2REFIERANRAGHILENASRAEHSE, WIE? ﬁ'ﬁxEﬁSZS(TJEF'IEEﬁE’\J%, (:63)
WSIEWNE, FRZSEEN AR ERIE.

(00:45:07) Sanchan Saxena
English:

But take that input, inform yourself with all the right things, but it's your job to then make the final call.
Whoever you might be, sometimes it's operations, sometimes it's engineering, sometimes it's design and
product, and others then have to disagree and champion that for you. | might go in and | might write in

that rapid, "I disagree with this. Here are the reasons why."
FpERIE:

s, BERNEERERS, EREHREMIVIER, TieREE, BNEEE, GNEIR, BNE
RITMEm, MEMANSS “RERINHE2IEHF" (disagree and champion) . A ges#H EXEH
RAPID (REZRIRE) BEE: “BAREXY, EBRWT.”

(00:45:27) Sanchan Saxena
English:

But the decider the DRI has to make that decision. And once that decision is made, | got to disagree and
commit to it and champion it with the rest of the team as if it was my decision. It's not just disagree and
commit, it's disagree and champion. Go out there and evangelize that this is the right thing to do. Now,
there are lots of advantages of that.

FRCERIR:
/R DRI aZ\’)ﬁﬁﬂl.':H)J%Eo —BREML, ZRMSARERIVHRIT, HEXEHECHRE—HFERF
RIFE, XAUNZE “RERVGHAIT , MR “REFVGHAR . ZIMEECXZRERNER. XFME
R4,

(00:45:43) Sanchan Saxena
English:

It cuts all the passive aggressive behaviors that all of us have seen in different companies. It's like, "Ah, |
got to go talk to this head of X, and | got to be nice. | got to make sure we have this relationship." And the



decision gets dragged over two, three months, because the speed of decision making is directly
proportional to the strength of your relationship in those companies, right?

AR ERIE:

EHERTRITERRABSMRINFAE “HRXT 178, b M, HREERERSIATARLK, &S
KOAFEAR, HEHARBNXRARE.” ERARBIETH =1, RAEBLERATE, RREESIREIALR
KEGRERIELL, XHE?

(00:46:02) Sanchan Saxena
English:

Here, the speed of decision making is directly proportional to the person who's directly responsible from
making that decision happen. And it is, of course, incumbent upon that person to listen and get
unsolicited advice. But at the end of the day, they're the single [inaudible 00:46:16]. They're the final DRI.
It's a very different culture than any place I've worked in. And when you join Coinbase, we have to orient
you by saying, "Look, this is how you operate," very different than any other company.

FRCERIR:

AXE, RREESEEAREMIZRROABREX. S92, BOABREMAHRBREDRENR. B
VAR, MIERH—RIREE, BREMN DRI, X5FITHEINEMMGEHIFERRE. HfRIMA Coinbase
B, BTG RHATNEREIN, KR “F, IMIBMEEFEAN,” X5EMERQEHAFER,

(00:46:28) Lenny
English:

That's so interesting. Is that how big decisions are made or does that filter down to even individual teams
where a PM or whoever is a DRI in a team makes decisions this way?

FRCERIR:

XABERRT. RRERNRENHES N, ERREREBEETH, it PM SEAFRIER DRI #LIXFH
B RMORER?

(00:46:37) Sanchan Saxena
English:

Individual people as well. You will see PMs writing, engineers writing, and operations and legal writing a
rapid. It's called rapid. It's for rapid decision making. And it's the same format that | would use if | want
Brian to make a decision. It's the same format someone will use inside their team.

RSz ERIE:

TABZWL, REREEPMAES, IRMES, BEMASHAETS RAPID, EM RAPID, 217 RERR.
SNRFAARLL Brian URE, REAXMEN; WMREANEEREMRE, tBBREFREH.

(00:46:52) Sanchan Saxena
English:



Let's say you are working on a particular project, you will write that rapid. It's the same exact format,
same exact mechanism, and every team uses those mechanisms to actually scale. Otherwise, decision
making can actually be the [inaudible 00:47:05] of hypergrowth companies.

FhSCERIE:

BRIgIREERSR—MFEDE, {RREA RAPID, ST2EENEN, TEHERBIG, ST EAEBERXE
MIBIRLIAUR L, BN, REFCIZSE IR LR AR K QABRLHEE,

(00:47:06) Lenny
English:

Is there anything else that's unique about how Coinbase operates that's stuck with you that you might
take to a future company that you may work at if you ever leave Coinbase?

FRZERIE:

KT Coinbase BiEFA I, BB ARBHRILMFENSARZ], UEFUWRIRUEEF Coinbase, FIRERTHE!
RERHQBE?

(00:47:14) Sanchan Saxena
English:

Yeah. | think decision making is one. | think just the idea of how to operate in such an ambiguous
industry. When | got to Airbnb, ambiguity was a lot, because it was the first time we were doing home
sharing as an example, right? And it was not done before. But you had had the overall understanding of

the travel industry, the customer, the regulation, et cetera, et cetera.
FREiE:

B WANWRARARREPZ— B P EBEMALTHAREENTULHFEERNIES, HIRE Airbnb B, R
REMERA, RABBENE—RMEEHLE, WE? LN At BFMREL. TP BREFEEAE
BT 2o

(00:47:33) Sanchan Saxena

English:

But | think [inaudible 00:47:35] is a very ridiculously new thing. People sometimes ask me what's the
future of NFD, | say, "Ta-da! | don't know," I'll experiment, figure it out. | have an opinion. I'll take that
opinion and start to execute against it, but nobody knows. How do you build conviction in a highly noisy
world?

FR3zEiE:

BFIAA (Web3.0) @— A*};’Z,\%ﬁ'ﬁ$EI‘J$¢%o BEF AR NFT BIREZHA, Fik: AlA! %T%DLO”

“Bk
HEERR, 2FFR. REACHNEL, RESHEXNEEEINT, ERARENEESR. T 1TaEER
AUERE, (RINAEILER?

(00:47:50) Sanchan Saxena
English:



| mean, Web 3.0, as you're probably on Twitter, everybody has an opinion on Twitter. X should do Y, and Y
should do Z, and this is how it should be. Right?And the thing that | would take with me everywhere is,
how do you build in that noise? How do you stay focused and still build what you believe is the right thing
and still let the noise happen around you?

FRCERIR:

HHEEZ, Web 3.0 BEIRTE Twitter LBEIRVAREE, B PABMBEEN. KENZHES, KENZXFM.
HREFEEAMANZERE: MOAERHIREFHTER? MONAREEE, BHSNRMANEBRNKRA,
ERHMERREEREELE?

(00:48:09) Sanchan Saxena
English:

And | think as Web 3.0 advances and every company becomes a Web 3.0 company, that's at least my
prediction in this decade, just like every company became a mobile company, didn't have a mobile app,
but became a mobile company, | think every company will become a Web 3.0 company. Everybody will
have to build that muscle of operating in that level of ambiguity where there's literally no data and lot of

noise.
AR ERIE:

HIAABEE Web 3.0 WAE, BRATMELM Web 3.0 28], XELRHEMX+HFHTN. MESRATH
LR T BEIAB—1F (BMERE App BERBMLEM), HIANERAFEHILR Web 3.0 28, FTAH
VARG HERMEEAHEE (VFREHREERARE) PiaElAR.

(00:48:28) Lenny
English:

Is there some way of operating at Coinbase that allows them to operate in this ambiguity and focus? Is
there something that you've seen there?

FROCENIR:
Coinbase REBEEMIZIFA, BEILLMITEXIMAHMEMPRIBEENTE? (FMEET HAn?

(00:48:36) Sanchan Saxena
English:

Yeah. | mean, we have our own flaws. | mean, no, company is perfect. We have our own flaws. But what
we have figured out is how to operate, just the way | described before, which is a DRI mindset culture.
Instead of having 15 people have 15 different perspectives, et cetera, it should all be amalgamated into
one rapid.

FROCENIR:

20, ENERR, BN EECHRS, RELQBERTEN, BRIIFFRTINAEE, MERZIERN
BB#F, BP DRI OEX . 5HiL 15 PMAFE 15 MARRENMSR, A ElE2IBEFH 21— RAPID A,

(00:48:51) Sanchan Saxena



English:

And we trust our leaders. We trust the DRI, whoever that DRI is, to make the decision. And then we start
going towards the same direction. We ignore all the noise over there. Again, no company is perfect yet.

We are still learning, but this is something | found to be very effective.
R EIE:

BAMEERNNFAFE. KAVEE DRI (TiLtE M) MHEEVRE. ARKNARAER—T AR, B
PBENFIERE. BR—X, BREREQEETEN, HNNEFS, ERLUXFEEER.

(00:49:03) Lenny
English:

On the thread of Web 3.0, if someone's thinking about like, "Should | get into a Web 3.0 sort of company?
Should I not?" what sort of people do you find are most successful maybe on the product side specifically,
but even broadly, folks that may enjoy the world of Web 3.0 and others that maybe not?

AR ERIE:

IiiE Web 3.0 BUIERE, WMRBAFER: “FiZAFiZ#HN Web 3.0 KEHNRF? 7 (RAMMEARE SR (5
AEBETMAHE, EHEFEEZRTER) ? WLEARTEZER Web 3.0 IR, MHFLEARIGEFRR?

(00:49:18) Sanchan Saxena
English:

Yeah, | think Web 3.0 is definitely at a stage right now where I'm seeing a lot of influx of people from Web
2.0 world. Literally, if I look at my LinkedIn post, there's somebody saying, "Ta-da! | left X and I'm joining a
Web 3.0 company." So there's already.

AR ERIE:

=0, FIAJ Web 3.0 MAELEAF—TMER, HRETKREHRKB Web 2.0 tHFEBARBN. BER, MRHEHHN
LinkedIn 5h7&, SBAER: “BABE! HBEBATEEQF, MAT Web 3.0 RF," FIUXMEBEZEFE
To

(00:49:32) Lenny

English:

Or starters pivoting to Web 3.0 in your entire team.
R EE:

HERBMVIEIHAFLEM Web 3.0,

(00:49:35) Sanchan Saxena
English:

Exactly, starters pivoting to Web 3.0 as well. | feel like when | joined ... | mean, | joined very recently. |
mean, not long time ago. When | joined, it was a very different conversation. | was still telling execs and



others at Google and Facebook, "This is why you should join. This is what's happening," et cetera, but
now | feel like the world is slightly different.

RS ERIE:
S5, MR ATBIERME Web 3.00 BREBYURMANER - BRESEIEAMAN, EZR. URMANE, WFE

FERE. FINEESIFEIRM Facebook WEE]: “EXMBIRATABMANERRE, XMEBEELERN
EFE FF. BUEREFHABEHEHBELERET,

(00:49:52) Sanchan Saxena
English:

| think the people who will thrive or who thrive in Web 3.0 are people who truly are able to understand
the potential and disregard the constraints of today. And here's what | mean by that. You all have seen
articles written by really influential celebrities saying, "Web 3.0 sucks." And let me tell you why, because
today sucks, right? We agree with the future principles of Web 3.0 of decentralization, this and that. But
look at today, everything is centralized. Everything is blah, blah, blah.

FRCERIR:

HIANBETE Web 3.0 P RREFHA, BMLHIEEBERENHBMETORNA. BHEERZ: (FINEHBR
H—ERAZMANBATHXER “Web 3.0 REE" o ERFFMEAMA, BN “SX7 BWERIEE, WIE?
FAVAE Web 3.0 XFEROMULZEBREKRN, BEESR, —IEHEROKE, —TIEHEEE.

(00:50:21) Sanchan Saxena
English:

| always remind those people as like the path to Web 3.0 goes, and from Web 2.0 to Web 3.0 goes through
web 2.5. It doesn't go straight from Web 2.0 to Web 3.0. It goes through web 2.5. You got to go through
that journey. And a lot of stuff that's happening in Web 3.0 today is web 2.5, 2.7 kind of. There's no truly
decentralized stuff that is there, but the idealism is there. The closest thing is Ethereum probably, or
Bitcoin.

AR ERIE:

RESIREAL AN, BE Web 3.0 BUER, HEWM Web 2.0 B Web 3.0 U312, #AEd “Web2.5” o E
FoEEEE, MUBTEHXERE. $K Web 3.0 RENRLEIBFHLE Web 2.5 5 2.7 &3I8. BRIE
BRBRETEEPOMNRA, BEBEXTER) L. REERRIREE UK,

(00:50:42) Sanchan Saxena
English:

The idealism is there and we want to get to the towards that, right? The people who will thrive most are
people who understand those ideals, understand the future and are builders. They want to take what it is
today and then morph it into the ideals of tomorrow. | remember I'm a history buff and | love watching
the history of technology.

AR ERIE:

R HERE, FNEAECHHE, WB? KERNIHASBEEFXLEEM, BERHAER "BigE”
BIANo AR S RA R PARIER, HIEBTRE—TNHER, HERERAKRSE,



(00:51:02) Sanchan Saxena
English:

And there's a video on YouTube which describes someone playing with the internet back in 1986, '87, '89,
right? And what you had to do was if | wanted to visit Lenny's website, here's what I'll do. I'll type 192.
whatever the IP address was, and then I'm going to hit enter on a blue screen. And then there'll be things

coming down and I'll pay $200 to just access his website.

FRCERIR:

YouTube EBMRESTHA T A7 1986, 87. 89 FIBEXMAIIER. HBTUIRIRARILIE Lenny BIMLG, RIS
XA BN 192 [REIRE—H IP ik, ARFER LROE, HESERARIEMBLE, MIRAT A
HIMIu4 AT BES 1T 200 =T,

(00:51:23) Sanchan Saxena
English:

[inaudible 00:51:23] too, right? But if you can get past that and see that someday Lenny and | will actually
have a podcast, video podcast or YouTube podcast over the internet, and we'll be able to see each other
and record that shit, that is powerful. We are looking for people at this stage who believe in that journey.

FRCERIR:

(HEFBREE) XB? ENRIREEEXLE, FNEE—X Lenny AL LZ BT BN —MER. 1571
& YouTube &%, HNREEERBERHRFITR, BUBNEME. EXTMER, HKIFHHZBEXERIR
BN

(00:51:43) Lenny
English:

| love that. And just the idea of hiring and joining company, | wanted to touch on hiring advice. You're
really good at hiring. You've hired many people, you've interviewed tons and tons of PMs, and so | just
wanted to touch on this before we wrap up.

FRCERIR:

BRERZXMMA. REBEMMAAE, HEMIBERZN. FIEFZEKEE, BIRZA, BRXITHN
PMo T:E%?EZE"'J', ﬁi@\*ﬂﬁ%iq——l:izﬁ\iﬁﬂio

(00:51:56) Lenny
English:

| find that hiring and just finding people as maybe the single biggest pain point for companies these days
and startups especially. Do you have any advice for our founders or product leaders or just leaders in
general for hiring, including finding people and closing them, that kind of thing?

FRCERIR:

HEAMBBENRAFTER Y S QR (LEZVLIARF) RANER. MTFEBA. FaiSER—RNAT
E, FMEBELTEATAERNT? SFEHAMRE “BE” (closing) f&EA.



(00:52:10) Sanchan Saxena
English:

Yeah. | think maybe | can focus a little bit about what are some of the things that | believe are incredibly
important for startups to get right when they're hiring. The couple of things to remember is that what
really matters, what's highly code related to a startup success isn't that they used a process like scrum,
like this, like that.

FRCERIR:

T8, BERFAUERIKRKFIANNI AR ERERBIENBLHE BicERN/IRE: BEEEEN. 54
BIRBEIRIIEERXE, HAEMIEEEMAT Scrum Z XAV,

(00:52:30) Sanchan Saxena
English:

Well, what's highly correlated is that somebody bloody knew what to do when. That is the most
important thing. And | call that content. Content means what you do when. Process means how you do

the thing that I just said. And | think there's a very easy love affection towards process.
FpERIE:

HIFEERXNE, BAEMBIEFARRZMT 4. BREREENSE. HFZH “RE” (content), AR
EREMREM AR 4. MI2 (process) BIREMIUAIMIENA R EE. HIUNAANNREZN R
12" FEERT.

(00:52:50) Sanchan Saxena
English:

And | think Reed Hastings has talked about this in their culture deck. Steve jobs has also talked about in
the past is that, oftentimes we gravitate towards people who know how to avoid mistakes, who know
how to create a process. Here's what a typical cycle is. You get bigger and bigger, you start making
mistakes, you're like, "Oh, we got to create a process so we don't make the same mistake again."

FRCERIR:

FH8 Reed Hastings FEfIIAIX U FMPREIEX—R, £FX - FTHEEEBLRT: FIEEHETRBLR
BB REIR. MENEEERENA. BENEFESXEN: RAREKEX, FIRICHE, ARIRE:
R, FAVESEIL—NRE, XERNMABLREFNHEIRT "

(00:53:07) Sanchan Saxena
English:

And next thing you know, over a period of time, the process becomes the product. Every morning you
wake up, you look at your calendar, 80% of the time as an exec you are moving the process, you are
managing the process, and that process becomes the product, and you lose sight of what the real product

is, who your real customers are.

FROCENIR:



BETRNEBMREN, —REERE, REERT Fm. BXFLEX, (REEERH, FA—REE, fR80% Y
BYEIERFEHERDAAR. BIEAE, MEMR T~ Mm, MIrAZ2ATREN~mER4, EENEF 2k,

(00:53:24) Sanchan Saxena
English:

My advice to people, especially in early stage startups is bring in people who know content and teach
them process, as opposed to bringing in people who know process and trying to teach them content,
because that's a bloody hard thing to do.

FRZERIE:

B (CHEREEIQE) NBINE: BBEE ‘WA BIA, ZARBMITRE;, MAZHEPLE R
2 A, AEREZMIAE, RABEMEDHE,

(00:53:36) Sanchan Saxena
English:

And this obsession about a lot of funders ask me when | consult with them is like, "Should we do scrum?
Should we do X, Y, Z process?" I'm like, "You can do whatever you want. It doesn't matter. You can try any
of those things. It will not be correlated to your success." And maybe to some degree, but not a lot of

degree.
FREiE:

REBCBATESAEN AL “F(ZA Scrum 19? ZAREEREND? * R “FREAMERT, XA
BE, RAIUSRER—M, ENSHENRHAREX.” WiFE—EREMRX, BERERS.

(00:53:52) Sanchan Saxena
English:

What you really need to figure out is, who do you hire, who can actually understand what the content of
your product is, what the content of your customers is? How do you win in that industry that you're
operating in? And make sure that you stay obsessed over there, right, as opposed to the process. This is
something that Brian Chesky has grilled in me.

AR ERIE:

REEREFFENZ . MEBHNAZRSENERMT Y "N  (REFN "RE” ? ROAEFILRTTI
FIRAE? BRI XERIFNE, MARIRERIK. X=Z Brian Chesky LA RAVIER,

(00:54:09) Sanchan Saxena

English:

Hire executives who know how to execute. And his idea was, let's say Sanchan's entire team disappears,
and then | go to Brian and say, "Hey, Brian, | got to hire this organization, | got to hire these people, and

then I'll tell you what to build, or I'll then build." Right? Now | should be able to then crawl up my sleeve,

if I'm a content kind of a leader, and | should do exactly what my team did.

RSz ERIE:



BEPRLESMARITHNEE. AR, R Sanchan WEBANEIPAEER T, AREHKEK Brian i TR
Brian, HEEMHEX MR, BXEAN, AREBSHFMEZEFA, HERBEE” WIE? IRBE—T
‘NEE” MRE, RMENZESEMT, SMEAFNZABEIFREER.

(00:54:29) Sanchan Saxena
English:

Maybe not with the same capacity, because if | have so many people team, | can't do so many people
worth of work. But at least be able to tell you, "This is what we should build. This is when we should
build. This is how we should build." Right? | shouldn't be a leader who just delegates to the extent that |
forgot what content is, right? And that is a very important piece.

FRCERIR:

BIFFHERBAK, BANREE—TRARBEN, H—TMAFATERAZANE. EEDRESIFIR:
‘HEHNNZENFRA, XBZENNE, XRZENSR.” WE? FFANZE—TRSEN, REREE
‘RNE” BHABSTHNRE, XRIFEEEN—R.

(00:54:46) Lenny
English:

When you're looking for a leader like that, because that sounds amazing, what do you look for? How do

you know if there's that sort of leader when you're interviewing or just kind of evaluating?
FpERIE:
HIRFHAEFENASER (ENRERERE), MEBENA? TEASGHER, (RIIEHET S RS AT

S&?

(00:54:55) Sanchan Saxena
English:

One of the things we did at Airbnb, because this was the thesis that we had over there, we actually
changed our interview process around this. We will give people a work challenge. You're very familiar
with that. Most people say, "Come and do a presentation." No, we actually gave you a work challenge.

AR ERIE:

HAE Airbnb BEI—ER (AABZENOZOIER), HMNEEX—LBETEHIRAE. HSLREA
— TR o RITIERAE. KSBATRR:  “FMNEHE.” &, RIZERSHF—DEFRHNIE
Phbko

(00:55:08) Sanchan Saxena
English:

We said, "This is the problem you're facing. How are you going to solve it?" Right. We're facing Airbnb Plus
problem, we need to build millions of homes that are Airbnb Plus, but we don't know how to do that.
What would you do? And we want to see the depth of thinking. They don't know the right answer because
they don't have the right data. That's okay. Right?



FRZERIE:

Bilai: “XEfrEEEE, (FTEEARR? 7 tbal:  “F1EIE Airbnb Plus BB, FHIIFEITEE
B8] Airbnb Plus 5, EHIAMEBZEAM. (MEEAM? 7 HNBERENRE. MINFNEERS
=, ANBERNESE, XgXR. WIE?

(00:55:24) Sanchan Saxena
English:

But they at least need to show us how they approach the problem. What are they going to do? And they
need to show us the content of how they're going to do. Some people will come in and say, and have seen
slides in those presentation, they'll come in and say, "Here's my process. Ideation, execution, iteration."
That's okay. | want to know what you're going to do inside of ideation.

RS ERIE:

EfNELFEaRNBRRMANIOALERR, MilTEMAA? tFEDRNBRMITHE “RE .
BEASRETPPT, ¥: “XI2FHEVAE: BB, 17 EZR." XgRE, EREBMERE “WE” MK
BiazMift 4.

(00:55:42) Sanchan Saxena
English:

Some execs will come in presenter say, "Well, the first thing I'm going to do is go out there and figure out
are their third party companies who can actually scale my operations without building it in now." That is
content, right? And | want to evaluate that.

FhSCERIE:

BESEIKRERE: “WE, REBEMNE—HEREFIREEEEF = A QB UENMMANIHZ LB
T RENEZE.” XME ‘RNE , WE? XMERBTEIIRE,

(00:56:11) Sanchan Saxena
English:

The second thing we will do is in our interview process as well, if it's an exec, Brian will spend time and |
will spend time, anybody else will spend time, we will focus on whatever you did in the past, tell me the
role that you played in that versus telling me everything that your team did. Right? To be precise, the role
you played.

FRCERIR:

BINEMNE_HEEEEEARED, MREFE, Brian. KHEHMABIENEEXEMI EMBNE
B HIFRIMFEEFHENAE, MARSFEMEANIBIFIEER. ¥, ERBEIRENAE,

(00:56:11) Sanchan Saxena
English:

And this is something | tell a lot of my folks at Coinbase as well is like, you got to be able to bring things to
me, escalate to me when you need my help and let me help you be successful. My role is such that | have



a large team and | can't do everything. But what | can do is set them up for success. How? Of course, the

tactical supply of resources.
FRERIE:

EBEHX Coinbase MRZEFRMIE: (FUTMEBILEFHAR, HIRFEBEPHEICHR (escalate),
ILFFEIRREAT. HHABRETHRE—TEANE, RLEFNFAT—MHE. EREMBOZ NI
RRIhSHER. EAf? HABEMA ERZRMHN,

(00:56:32) Sanchan Saxena
English:

But more importantly, when we are thinking about the content, when we think about what to do, when to
do, how to do it, let's sit together and think about that. Escalate to me, bring things to me. | will go into
the mud with you and I'll create that clay for you, with you. And that is how | stay relevant. But more
importantly, that is the value that | get to help my team succeed as well.

FRCERIR:

BEEEE, SFMNEE “WE” B, SRMNEBEMHA. FARERE. AWM, LML TR-ER
Z, ML, WBRFAFLK. HIME—EBERE, MF—EERE. XNEREFHHNAN. BEE
BHRE, XEHXABHEARIIEINEFFTE.

(00:56:51) Lenny
English:

| love that. | was just thinking that the fact that you call kind of the roadmap and the plan like a content,

that makes you a content creator, and how does that feel?
FpERIE:
BERXT HRAER, MERAENHTA "W , XLRET—8& “ARCIEE" , BIWM?

(00:57:00) Sanchan Saxena
English:

Yes, that does feel good. | mean, you should have the ability to create a roadmap and that is your creating
content around that. But the thing that | want to make sure people understand is that the format of that
roadmap doesn't matter. Whether you use Excel, or this, or that, it doesn't matter. That process doesn't
matter.

AR ERIE:

B, BEHLAE. ZNEER, MNIZBRNFERLE, BMREEZCLIERE. ERBERBERALN]
ERNE, BEABENRAHTEE. TIeIRA Excel ERFINM A, HAERE, BOREFEE.

(00:57:15) Sanchan Saxena

English:



What matters is that you were able to come up with the right roadmap, which is what you're going to
build, at what time you're going to build. And that is a core value set of an individual or a leader that you
should absolutely look for.

FhSCERIE:

EENZIFERE L I ERNREE, BMFERAA. FAREE, XR— T TABASELN N IZASZHZO
e, BRIRNIZI B,

(00:57:26) Sanchan Saxena
English:

And so otherwise, my prediction is four or five years later or whatever the time is, that company will start
to attract process people, and next thing you know, everybody in the company is a process person and

nobody is a content person.
R EIE:

BN, HBFNE, DAFEREFRESA, BRABMSFERS| “REE" AZ. BETROEMFREN, 2
AENSPASMERREER, MRAERNE,

(00:57:38) Sanchan Saxena
English:

And then what hands up happening is the founder ends up taking that burden of becoming the content
person, and next thing you know, they can't scale. They just cannot scale. The company cannot scale.

AR ERIE:

REERME, SIBAREFTEFAAEERAM— "REAN" WEE, ETRNSEMEN, WITET R,
MMBLEY &, REHBIEREL,

(00:57:47) Lenny

English:

Yeah, because process eventually just kind of starts to break down.
R EE:

2, RARERERSFIREEE.

(00:57:50) Sanchan Saxena
English:

Exactly. There's a very good deck. I'll encourage your audience to watch the Netflix Culture Deck. And
Reed Hastings talks about this at length, better than | did. And it's a beautiful concept, it's a beautiful

argument, and | think I will encourage every follower to start looking for that.

RSz ERIE:



Bih. B—AEEEN PPT, EERMAREEE (Netflix XUFM). Reed Hastings M ILLFIFRAVIER, b
S, XE—IERUHS, —MEENER, RBME—UXEIEHRETH—T.

(00:58:04) Sanchan Saxena
English:

And again, I'm not saying process shouldn't exist. You absolutely need some process. That's why you can
scale. You can't scale without some process as well. But process is not the answer. Content is the answer.

FRSCERIF:
BiR—R, BRI RERNIZEE, (RENEE—LLHIE, BEREMELNERRE, ZE R EE

o EREFRER, "NE AREHR.

(00:58:13) Lenny
English:

| feel like I've taken enough of your time. And so we've gotten to the final part of our chat, which is the
lightning round, where I'm going to ask you a few questions and then just tell me what first thing that
comes to mind. If nothing comes to mind, that's totally cool too. Does that sound good?

FROCERIR:

HRREGRELSATMBSHET. REHAARNPRNRE—ED, BRI WBRRE . IR
B, RRESFEREPFUNE—RNE. NRERNBLIXR. FEREAE?

(00:58:27) Sanchan Saxena
English:

Yeah, that sounds great, man.

R EiE:

XiET, fkito

(00:58:28) Lenny

English:

Okay. What's a book that you recommend most to other product leaders?
R EE:

i, MREEFLEMTRASEN—EBRHA?

(00:58:33) Sanchan Saxena
English:

Two books come to mind. One is The Little Bets, which is how you live your life and how you build
businesses with little bets. And the other thing | would say The Innovator's Dilemma. Those are two of my
favorite books and highly recommend everybody reading those.



FRZERIE:

RSP EMERAR, —4&2 (INEE) (The Little Bets) , iR NENES /B EFEFZMOL, B—4E
(BIFFEMELE) (The Innovator's Dilemma), XRHREESRMNMAR, BIIHEAKIFIE,

(00:58:46) Lenny
English:

Awesome. What's a company that you recommend most to PMs that are looking for a new job other than
Coinbase?

FROCENIR:
A#To. BRT Coinbase, fREIEFRIFT IR PM EHRAF?

(00:58:53) Sanchan Saxena
English:

Yeah. | mean, | think there are tons of Web 3.0 companies or tons of other companies. | would say
amongst the companies [inaudible 00:58:58], the insights say where it is. | think Airbnb is a great
company. People should definitely look at that company. It is once in a lifetime kind of a company as well,
and people will enjoy working over there.

FROCERIR:

IEEEI\JO ﬁﬂg%%%, ﬁﬁE% Web 3.0 ﬁﬁlﬁzﬁ{wﬁgjo ‘ﬁiﬁ, *E?EWEB%EI%, Airbnb IEE_%:({EFJ*E,‘J/AEJO A
NI IZ K FRR AT, SHERH—EMBNAE, ANIEREHREITIE,

(00:59:07) Lenny

English:

Agreed. What's your favorite app right now?
FRERIE:

B, FIEREWNH App BftA4?

(00:59:09) Sanchan Saxena
English:

My favorite app right now, Coinbase NFT.
FR S ERIE:

HINEREWE App =& Coinbase NFT,

(00:59:13) Lenny
English:

Shit, | should have said other than Coinbase. All right, you get that.



FRSCERIE:
Z3E, BRZE “BRT Coinbase LISN B9, 4FIE, BE{TE.

(00:59:16) Sanchan Saxena
English:

I would say | love TikTok. | am on TikTok all the time. | love how entertaining it is. | love how simple it is.
I'm on TikTok all the time.

FROCERIR:

SWHEIR TikTok. H—HETERI TikTok, HRERENERFRME, ENENEE. HE2BELEH.

(00:59:27) Lenny

English:

Same. We're in trouble. Who is your favorite manager that you had?
FRCEIE:

BE—, BIEERAT (RIXR). REEZHNRENRNZIZZIHE?

(00:59:31) Sanchan Saxena
English:

Oh, my favorite manager. It was my first manager. His name is Sashi. He was at Microsoft. And he
fundamentally helped change the trajectory of my life. He believed in me. And | was just out of college at
that time. And he invested in me. The most important thing was he invested in me. If any successful
person you meet in your life, one thing they will all tell you is at some point in their life, somebody

believed in them and somebody invested in them, and that was that manager.
FREiE:

IR, RRENRWEE, BEHRNE—TELE, M Sashi, HBEERR. tMMIRE LT T HRIALENT, 18
53, MEHFNAFEREL, RETH. REBN—KREMIRET . MRMFELEFFBEIEMAMIIAL,
S EIFMR—E . FURNESHENZ, BEABGERNAHRE T MHFKE, BIEEREBD
Ao

(00:59:54) Lenny

English:

Amazing. And then finally, what's a favorite interview question that you like to use?
FEiE:

XET. &fFE, FRERANEXNEETA?

(00:59:59) Sanchan Saxena

English:



Tell me the story of your career and focus more on why you did what you did. And | ask this question
because the resume is full of polished shit. It's like, "Oh, I did this. | did this." Right? | want to hear the
story. And tell me why you did what you did. And that tells me a lot about the person when they're
answering the question, not the what. Because | can see that on the LinkedIn or the resume, but why, why
they chose to do what they chose to do.

FROCERIR:

SEHAIRRERL S, ERBREMRATAMILERE L.” REXNMIBZRNED L2 EmINEE, L
g0 B, BTN, HETBWD o BERHE, SHFHMIFTAXAM. HREARZTX MDA, XEE
URTEREXTIPANGEE, MARRTHET 4. AR “MTHA" I LinkedIn &G _ERLAE
2, B “Ara” —AFLERERESE—F BXE,

(01:00:23) Lenny

English:

| love that. Where can folks find you online, and then how can listeners be helpful to you?
R EE:

BEWXN ARAIUTEMEIXEIIR? IRREENRIRE T ABEENG?

(01:00:27) Sanchan Saxena
English:

Yeah. | mean, I'm pretty active on Twitter. Now that you know, I'm also active on TikTok. But Twitter is
probably the best place to follow me. And yeah, if you have any suggestion, anything you want to chat
about, send me a message on Twitter, DM me, or LinkedIn. One of those places and I'll be happy to chat
with you.

FRCERIR:

EW. T Twitter LIREK, IMAMRAME T, Bttt TikTok, 1B Twitter FIRERRIERMREM R, MRIRE
2N, HEBMIMERES, FILTE Twitter ELATRAHER. FAEFK, TETE Linkedin 3T, EXLEM
B HERFENIRI o

(01:00:43) Lenny

English:

And | imagine folks should check out Coinbase NFT and Coinbase Wallet?
R EIE:

BREARMAEZEESF Coinbase NFT #1 Coinbase $87?

(01:00:47) Sanchan Saxena
English:
Absolutely, man.

FRCERIR:



B3R, Kito

(01:00:48) Lenny
English:

How do people find that?
R EE:

ARREAKEIEN?

(01:00:50) Sanchan Saxena

English:

Nft.coinbase.com. Give it a shot and let us know what you think.
FREiE:

Nft.coinbase.com, EidiXME, FHIFFKIRIVRE,

(01:00:52) Lenny

English:

Amazing. Thank you so much, Sanchan, for being here. This was amazing.
FpERIE:

AET, IERRGMR, Sanchan, XRIHEREF T o

(01:00:55) Sanchan Saxena
English:

Thank you, Lenny, for having me.
R EE:

BHER, Lenny, #iEHK.

(01:00:58) Lenny
English:

That was awesome. Thank you for listening. If you enjoyed the chat, don't forget to subscribe to the
podcast. You could also learn more at Lennyspodcast.com. I'll see you in the next episode.

RSz ERIE:

KIET o BIFARHURIT. WMRIRENXRIK, ST ITHESESR, REATLIFE Lennyspodcast.com T f#E
ZE8. HITTHBL.



