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(00:00:00) Tim Holley
English:

When the CDC mandated face masks in early April 2020, that's when essentially we went to sleep one day
with our typical April traffic, typical April sales, and then it was Black Friday overnight. And in part,
because nobody knew where to find face masks. Our sellers are incredibly astute business people. And if
you had been making wedding dresses, and you know how to sew, and you've got material, and you've
got a bit of time, making a mask is quite a simple task. And so we just saw this huge surge of demand, and
then supply rising to meet it.

FROCERIR:

YHEERIEFRO (CDC) 72020 F 4 BYEEIERMEAE, B4 LRI —REZTESHARE 4 BRE
MEEH, F_RERRTENT “REEHR BRNRR. S0RRZENRAMEEZWELOE, gz
KEIEBEHAIE A WRIRLBTZMIBLRY, Re42Y), BME, TBRE, BAMPTOEELZEEE
BHES. TERRNEBITHERNEXREE, MEHABRERHHEERER.

(00:00:37) Tim Holley
English:

And we did something that as far as | know, we've never done in Etsy's past, which is we put out a call to
our sellers to say, "Now's the time. Now's the time to make face masks if you can." And so it felt like this is
our time to shine, to really help sellers continue to make sales, to help buyers find this critical item that
they were looking for. And then from there, things kept going, and we really worked hard to make sure
that the story was not just about face masks for our buyers, that they understood that Etsy's a place for so
many different categories and so many different items.

FRCERIR:

Bl T — 1 HEFFRAITE Etsy [SE EMARII RIS, BREBMHRNINERLZESAR: “WERNET. W0R
frEe S, MEMZITERER” FRILURRXZHNAMEIFHNZ], HIEFRBSERULIRGHER, R
WEEBN LS EIM S BHIX B qhe MIBRSIES, WSHFEIERK, BNNBNHREMEIRMS, HEFUNKF
AE, itthf1BAA Etsy R—MABEARZFAEmENFRITE.

(00:01:12) Lenny
English:

Welcome to Lenny's Podcast, where | interview world-class product leaders and growth experts to learn
from their hard win experiences, building and growing today's most successful products. Today my guest



is Tim Holley. Tim is VP of product at Etsy, where he's been for over 10 years, and has helped grow Etsy
from around 500 million in GMV to over 13 billion in GMV. This episode is for anyone working on
marketplace, or looking for ideas to increase growth, or looking for advice on how to change your internal
culture. We get into the big cultural transition that Etsy went through that took them to the next level.
Lots of examples of product changes that helped them with conversion, acquisition, and retention. Plus
how Etsy organizes their teams, thinks about supply versus demand dynamics, how Etsy got started with
growing their initial supply, and also their initial demand. Plus a bunch of frameworks and hiring advice,

and so much more. Enjoy this episode with Tim Holley after a short word from our sponsors.
R EIE:

MOEHKE Lenny BUHER . EXE, REXIHTHRAFNTRAFEMERER, FIMITETENRRISREN
- EREFIRRNER, SKHNEER Tim Holley, Tim =2 Etsy W= @REI2%, MEBEIET 10%
F, WIEHEEB) Etsy BIGMV (B35 280 ML 5 ZETEKEEE 130 2%, X—EKESERAMENLA
M1 (Marketplace) TfF. FHIEKBRE T RMARNEREIBXUERINEIA. HMNSRNRIT Etsy KHNE
AXEE, ERXAEERFMIERTHINEE. HMEZDEFSHEMREARL. RENEFN"mEE
=6, s, E=IE Etsy MNEASRE. MNABZHFEDE. Etsy RABMAEKENMFRD, UKk—F
FIEZR. BERNEFSE. EIhBBBNEEN AL, BRIBMES Tim Holley BIX—&,

(00:02:07) Lenny
English:

This episode is brought to you by productroadmap.ai and Ignition. Productroadmap.ai is the first Al
roadmapping suite. It helps ensure roadmaps drive revenue, by instantly aligning product with your sales
and marketing teams to capture upsell opportunities. Built by early leaders from [inaudible] and Craft, it
automatically identifies feature gaps from your CRM data and your customer conversations, adds them to
shareable roadmaps, easily prioritized by revenue impact, and then seamlessly closes the loop with sales
reps via targeted notifications when feature gaps are closed. As part of Ignition's broader go-to-market
operating system, productroadmap.ai can also help create better handoffs and collaboration with
product marketing teams, by giving both teams the tools to research, plan, orchestrate, and measure the
process of building products and going to market. Packed with integrations, Al automation, and
communication tools, it's truly a one-stop shop for product and marketing to bring things from concept

to launch. To sign up, go to productroadmap.ai, and use promo code Lenny to get 75% off your first year.
R EIE:

ZAsEE M productroadmap.ai # Ignition Z B, productroadmap.ai @& Al BREEEMN. ©E BRI
FrERSHEHENEHEEA, BIREENS, RREEERBIRBANIEK, EEXE [IFARE] M Craft WFEHIM
SEITE, EBTIMIRRI CRM $UEFMZ P 3HEFRIRFITIAEERE, HEERMEIPTHE=MNREZES, RIBUBNE
MEEMHETI MR HINEEEBWITHE, ERBEERBHSHERNRTETRAR. 1ER Ignition B 72
B GTM (HANT1T) 1BERSGM—EE45, productroadmap.ai iFEEEE A= RN EHF R EAF. M. &
HMEEFRWER ETRENTAR, BEWAXMBEFNZESHE. ©EMT ZMINEE. Al BaitF/a8E
TH, RrafllEHEEMMBIELZFTHNEE—MLTE, FMiEiHR productroadmap.ai, FEHMERS
Lenny BIAIZEZEE 2.5 HritEo

(00:03:14) Lenny
English:

This episode is brought to you by Eppo. Eppo is a next generation A/B testing platform built by Airbnb
alums for modern growth teams. Companies like DraftKings, Zapier, ClickUp, Twitch, and Cameo rely on



Eppo to power their experiments. Wherever you work, running experiments is increasingly essential, but
there are no commercial tools that integrate with a modern growth team stack. This leads to wasted time
building internal tools, or trying to run your own experiments through a clunky marketing tool. When |
was at Airbnb, one of the things that | loved most about working there was our experimentation platform,
where | was able to slice and dice data by device types, country, user stage. Eppo does all that and more,
delivering results quickly, avoiding annoying prolonged analytic cycles, and helping you easily get to the
root cause of any issue you discover. Eppo lets you go beyond basic click through metrics, and instead
use your north star metrics like activation, retention, subscription, and payments. Eppo supports tests on
the front end, on the backend, email marketing, even machine learning claims. Check out Eppo at
geteppo.com. That's geteppo.com, and 10X your experiment velocity.

FRCERIR:

A EE B Eppo BB L. Eppo @ H Airbnb IR TAHMAEKEANITENT—K A/BURXFEE. &
DraftKings. Zapier. ClickUp. Twitch 1 Cameo X##BI A& H: Eppo RIXENMATAISEL ., TILIRTEMIE
T, BITRREHBTHURMEE, EEEEERLTRESHAEKAMNNEAKTEER. XSHAL]
REBNEMIZEAB TR, HEFXEBIFRENEHTRIGTERN, KT Airbnb TIEE, HEWMN—RHMEH]
MRTFE, KAIUERBRIGELE,. BR. APMEXEBIBHITZE D, Eppo RYBEMEIXLE, FER
RZIER, #BRSANMRAEKSTEAR, HEBRERKIAMIERIDBENIRARERE. Eppo iLfREHE
AR EHHIENR, BEMERRE. BF. TRMZIEFIIREIEIR. Eppo ZFFain. Fin. MESHEEN S
FS)EBINL, 51517 geteppo.com &EF Eppo, IHRAVSCIORERF 10 2,

(00:04:24) Lenny

English:

Tim, thank you so much for being here. Welcome to the podcast.
FEiE:

Tim, EERBHREER. WLREIFANTHER,

(00:04:28) Tim Holley

English:

Thank you for having me on, Lenny, really appreciate it. Looking forward to it.
R EE:

BHETRAYELE, Lenny, IFERR. FIREIFIXRATIE,

(00:04:30) Lenny
English:

I'm looking forward to it even more. So you've been at Etsy for | think over 10 years, although | did notice
that you left for a year and ended up leading product at SoulCycle. So first of all, what is that about? What
happened there?

AR ERIE:

KEHRF. RTE Etsy 57 A#E 10 24, BRIERIREBAI—F, & SoulCycle BEF@RATA. FIE
¥, BREALOE? PERETHA?



(00:04:43) Tim Holley
English:

Yeah, at the time, I'd been at Etsy for over six years, and | just had the itch. | wanted to go work on a
different product, build different things, experience different industry. Along, had a theory that working
on the proactive side of healthcare, meaning fitness and wellness, is how you achieve better outcomes.
And it felt like SoulCycle was a really interesting way to do that. Pretty well-known brand, high street
presence in many cities. Could you affect change through that? Ultimately realized it wasn't a place that |
wanted to spend a ton of time and energy. And so through a lot of soul-searching, grown, | know | found
my way back to Etsy, really anchoring on three things. One, working on a product that you care about that
adds value to other people's lives. And so what we do every day at Etsy is we help our sellers make sales,
and that's really meaningful for the vast majority of them. It's reaching an audience that they wouldn't be
able to reach. And so that feels like a really great thing to get up every morning and work on.

FRCERIR:

R, S Etsy BERTAES, RRBER "OF . ZREEZHAFENSm, WEREIRA, K1
ARBTL, F—EFE—TEIL, WAIMNSEAHEET (BMRSMERIE) BXMEFLERNAG .
SoulCycle NFB—TMFEBEBHIITAR. ER—IMHIZ MM, EFSHHEHAREE, MEBTEHRHIE
13? RAKREIRE, BHARHBRAKRENENEANMG, 23 —FRLHNRE, KEZT Etsy, TEE
F=x! F—, MNE—NMREEXOHBENMAEFEERN M. £ Etsy, BIEXREEZNERLINEE,
EWNBARSEERKIRIFEER N XL NZRE T RETEZMRIZ R FILl, BRELERAZEILZE
—HFIFEFNER.

(00:05:46) Tim Holley
English:

And so that's maybe the business and the product side, and the other side is people. It might sound a
little twee, but just working with people who you can learn from and who you respect, and ultimately can
have fun working with, it matters a ton. We spend a lot of time of our days and our lives at work, and so
doing it with people who you really value, it's awesome. | have one memory that we used to have an
engineer who used to be a standup comedian, and so that really pushed the boundaries of what a
standup meant every day. And it was always a little fun, a little exciting. You never quite knew what you
were going to get. And so just little things like that, they make the work life really, really great.

FROCERIR:

AR SM~mAENERRE, Z—HHEEA. XIFERAIEE RS, BRESHBEMAIUEEFS. (RF
SR HE—RRIRIFNARE, XFEEE, BMEMTALIREEHZELE, FAUMBRLEREEEENA
F—RIFREFN. RCFRMNBE—UIRMUNEKOFER, XERNITRTEX “Ihx" (Standup)
MNEX. BEEREM, BRIAME, RKZEFAMESZLKEN A, EEXENELTREZERFIFEREF.

(00:06:25) Lenny
English:

That's hilarious. | never thought it that way. | feel like every standup needs a standup comedian in their
standup. Sounds like that should be part of agile. We should need to change the manifesto. So I've always
seen the Etsy journey from the outside, and so there's a few things that I've always wanted to dig into.
One is | just remember this New York Times story back in the day when your current CEO Josh Silverman



joined, and it felt like a huge moment in the history of Etsy, where it feels like it just kind of transitioned
from this touchy feely, everyone loves each other moment to just like, "Hey guys, we got to build a real
business here that's sustainable." And it feels like many startups have to go through that transition where
it's like, "Nothing's ever going to change. It's going to be so we're all family here," to just, "Things have to
change. Thisisn't working." I'm curious what that was like living through that.

FROCERIR:

KIRKT. HNEBERL, ZRFED Us" BFE—THROFES. WERXMNZBENEEFL (Agile)
W—&, BN ZEBRBEES. H—EMMIME Etsy AR, BVHER—ERRNT#H, Hbhz—
&, FICFIME CEO Josh Silverman AINEY (AHL983R) BI—RikiE, AREXGERE Etsy HELH—PEKRY
Zl, AEMBR Bt AREEER" BPRSERZN BGH], HNBERIL—NARFEHESLIS” .
REWFZHNRARMEZHXMEE: N “—IIHMARNE, FMIHBE2—HRA" B “DHEHEAE, RENE
HLITFRET” o RREBMESLHEFRRZZEFR,

(00:07:15) Tim Holley
English:

Yeah, | mean the first thing I'll say is it was a hard transition, and | was personally fortunate in the sense
that the transition you're speaking of in 2017 also happened to coincide with rounds of layoffs. And | was
super fortunate that | didn't lose my job, so | don't want to presuppose that my version of hard is the
same as another person's version of hard. But | think a lot of us, and myself included, we had a lot of our
identity tied up in Etsy and what we're doing, a really deep passion for the mission of the business and
what we're trying to achieve. | just mentioned helping small independent sellers. And just to be clear, that
hasn't gone away. | think that that's something we've been really successful at pulling through as a line
that was true 10 years ago and is still true today. But it was a time when we were really forced to rethink a

lot of how we worked and what we worked on.
AR ERIE:

1, BARERBE RN, BNALKEIR, RAMFREIR 2017 ERRRHRIGTHEE L
R, REFEELREEETE, FMURTERBRIEERAZHN B SHAHN EBH” B0, BERERH
FHEZA, SEFRES, HIBTASHS Etsy URBITFABHNEBEEERAT—E, MABNEGIBETRE
ERIIRIE. ERARE T HEBENEINER, FERHNE, X—RMERNT. HIARTKITIEERIHEL
TX—F%, ©fF 10 FRRERN, SKRKAMILt, BERNNE, HHLWEERBERNNIEAA
TERS.

(00:08:12) Tim Holley
English:

Just to use a small example, we had had a pretty entrenched consensus-based culture, where we would
really debate a lot of decisions and a lot of features. And on the one hand, I think that that does lead to
good outcomes, right? Thoughtful products that have a lot of viewpoints really baked into the core of the
thinking. On the other hand, not fast. When you have your identity tied up in the company and what you
do, and then you're kind of being asked or you realize that you need to change how you're working, it can
feel pretty existential. It's really cutting to the core of who you are and things that you hold really true.
The reality is it's a business, and we needed to get faster at launching features, improving the experience,
and ultimately, having a predictable way to drive GMS, gross merchandise sales, which is our north star
KPI. And so it definitely took some time to work through that, but we got to a good place, and the results
over the last few years to some degree speak for themselves. But it was a testing and trying time for sure.



AR ERIE:

BNNGF, BMNBE-MRRAFER “HIREE" X, FNSHIFZREMINEHITHIEIBHE, —7
H, RINAXHEEFRIFIER, WIE? FREIRBAE, ROBETHRANTEMUR, B5—FHE, &
ERR, HIRIENABDSABMIERE, AEHKERFERTRIFERZTHEARN, XSIEARE—F
FERI o XMKRTIREA—DARLOURIMRFZRENNER. ERKE, XB2—KE, HNFEE
Rt & RINEE. BAERL, HRAU-MEFNNA KR GMS (BmXX5 28 , XEHNBILRE KPl, Fr
IAHASETE T —LEat Bl 4 B AN ER, BRNKRLRE T —MRFIVRES, SEJVERIRRERMIZE L5
T, EHLE—ERITHE LM RFRIRHA,

(00:09:20) Lenny
English:

I'm always curious how these changes play out and what works in making change. Is there something
that you remember that Josh did well or that leaders did well to help that transition?

FROCERIR:

H—EHREFXETEZNFABRAN, URFARNGEEHDIEEFER. MEEIZET Josh REMAFEE
BN ISRt 75 ?

(00:09:29) Tim Holley
English:

One thing that is just such a standout is having... And | mentioned GMS as our north star KPI, just having
that, being absolutely front and center, being the drumbeat that we talk about in every meeting, the
measuring stick that we measure the success of launches against. And maybe it's a bit surprising, but we
didn't have that type of clarity in the past. And so rallying everyone around that. And you might not pay
into it directly. You might pay into it through one or two levels of abstraction, but you're still clearly
aligned with what the company's trying to achieve. And that was something that was a really stark
difference, and | think that helped. It helped the prioritization discussion a lot. If you can't really
articulate why this thing matters to driving GMS and the type of timeframe that we're talking about, be it
a quarter or 12 months out, and different projects will contribute in different ways. But that was just one
huge standout, and that's been a drumbeat over the years that let's continue to stay focused on that as a

metric.
FRSCERIE:

RREN—SE - HIRFE GMS BRATAILIRE KPI, itEENQTFZ O, HASRENHRITIEN
iR, RANBESREAHETHINNITR XARERLARYE, ERMNIEZHKEXMEME, FrLL, ik
BTANBESRX N BRHSER, RAEAREEZRARTE, MBI —M T HRERENZTIE, BIRKAS
Mt 5 ABRHERRE—B. XE— M FEEENTL, HUNEREE, SRAMIEE) T IHARITIE.
NIRRT EBUIRBAR A E N ARG GMS BEE, UREFANEEEAR (B—1MEELERE 12 MA) EfF
A, BMAECHEEHLMLER. FETMERMAARE, BEFI GMS MizdiEtiEXEERNERE, 13K
MR RIF T o

(00:11:04) Tim Holley

English:



The other thing to me is bringing an outside in perspective, really benchmarking against your
competitors and your competitive set. Don't get me wrong, | think Etsy is a unique marketplace. Our
sellers are independent sellers. They sell unique items. The reality though is that our buyers are shopping
all over the internet. They're shopping on High Street, they're shopping in different places. And so we
have to be aware of the broader context of where they're spending their dollars helps us make better
decisions over time. And so on the one hand, there is no one-to-one direct competitor to Etsy. But there
are other businesses and other brands that are competing for eyeballs or wallets that we need to be
aware of. And bringing that into the discussion was a really helpful one that helped ground us in the
overall dynamics of what buyers are doing, where they're spending their money, and how they think
about us.

FRCERIR:

MEKR, Z—HERSIN "BINTA” HNUA, EESREFNFMRFHRHITEEN . 5IR%, HIAA
Etsy @—MRFHMH7. HINERZMIA, RSB M. BULNE, HNOEREBTEEN LY
o feilESLEEY), ERRMSEY. Eit, FMNSGARRFEZFERNAER, XEHTHNNUEE
YFHURR. BA—THHE Etsy RE—N—MEERSNTF, EXGHMEVHREETSFTAPIESNIMEE,
BINFEDIRIX—R. BRXESINEFEEEE, ILHNEBLRTERITH. HAEXZRUKMIINEE
RRANBBIERNTS

(00:11:28) Lenny
English:

Is there anything else you took away as a leader from watching that shift, that you bring to making
change, transitioning people to working in a different way?

FRSCERIF:
ER—RHSE, MBBREBERDEZE T HATUBFHHTE. 3ISAMTURRAARTERNZIRG?

(00:11:36) Tim Holley
English:

Definitely focus on a clear KPI that the teams can rally around. That's one. The other is... And | respect
Josh immensely on his ability to tell a really clear narrative and use that consistently over time. The old
adage of you need to say something three times before people understand it. | would wager you need to
say it another three times before they internalize it. And having that be part of the day-to-day
conversation, it seems like such a small thing, but it adds up to having clarity on goal, the KPI point, and
then clarity on why, the narrative point. If you can marry those two things, | think that's an incredibly
powerful combination.

AR ERIE:

BAE—EELT T HE LUESERSERAEH KPlo ERZ - FHAFEWIR Josh #HHiRBMITEFH <A
REFFEAEEN. ®EN, —HSMERIB AL RIER, REFTHE, REBRZEMIIZ R, 1bXLE
RNERN B EMEN—E7, XBEREHNE, BERBERMAXBRERIANR (KPIR) R REREH
IR (RER) . MRMEFIMELSER, FIANNPBRE—MREBRANAS,

(00:12:15) Lenny



English:

While we're on this topic, I'm curious what Etsy's values are. | imagine you've codified a few, we call them
core values at are Airbnbs or something like that at Etsy. And if so, I'm curious what they are.

FRZERIE:

BEAEIEX-MED, FHRBHE Etsy WNEMZ 4. BBIRMIELBEMXLT , 7E Airbnb Bl IRz 1%
OEM, 7E Etsy I A? MRZRIE, Efl2H4a?

(00:12:26) Tim Holley
English:

We call them guiding principles at Etsy. We have a few of them, and | won't go through all of them, but
just to give you a flavor, one of them is around digging deeper, and that really speaks to aiming to really
understand the why behind a change, to really push on the insights that we're learning through qual or
quant research, or other inputs that we might be looking at in order to make the best decision possible
with the information we have at the time. Another example of a principle is minimizing waste. It aligns
with how we think about product development, which is, we want to know, is the work we're doing
adding value to the customer and the business? And so something that isn't working out a lot of times in
product development we're wrong. And so being able to say, "No, this is no longer valuable, we need to
move on to the next thing," has been something that's served us really well. Ultimately, we are quite a
small team. There's just over 2,000 people in the business, and if you then scale back to engineering and
product, we're not big. And so we have to be really diligent about how we're investing our time and our
resources in order to be successful.

FRCERIR:

£ Etsy, MMz A “BREW o HMNBILFEMN, HAR——7F2T, BAIUGHRENNMF. HP—1=E
“RNIZHE” (Digging Deeper) , XiENEETHREERTEEENERRE, RANZERITEIELHEEHRR
URHMBAGEERENREE, UEMNBINEENEEMERERR, ZS—TRUZE “HIORE"
(Minimizing Waste) . X5~ RAXNBE . RITEE, RIEEMNTERE AT MILSIE
myiE? ErFrmAiR®R, REMERIMNEHRN. Hit, g#BREBER “F, XAXBEMET, HNFER
BT—HE" , XNRMIFEETR. 1TFREK, HN2—THEINBE. 2ATRE 2000 ZA, MRZEH
B T2 mERT], MRHARK. FRUATA O AEE SRS B ZR, 7 BEBIF Ao

(00:13:31) Lenny
English:

Awesome. Okay, so another big moment as an outsider that it feels like Etsy went through is during Covid.
There's this huge transition to e-commerce, and | think Etsy was a big beneficiary of that. People wanting
to buy more stuff online, go to stores less. And it feels like it was a huge accelerant for the business. I'm
curious just what that experience was like leading the product team through that.

FRCERIR:

KiET . FA—TRHMA, KT Etsy EFNF— M EARZ BT SR FEHE, SNEIT - EBEFEsS
MEAXREE, FIAN Etsy REHPHNARmE, AMBEMNLEIESHRA, BOEREE, XBEEILSHE
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(00:13:51) Tim Holley
English:

It was quite wild, I'll say that. And to be more specific, as many or all of us did in probably the world of
tech at least, we went home not knowing what the next weeks or weeks as we thought would bring, turns
out years. But when the CDC mandated face masks in, | think it was early April 2020, that's when
essentially we went to sleep one day with our typical April traffic, typical April sales, and then it was Black
Friday overnight. And in part because nobody knew where to find face masks. Our sellers are incredibly
astute business people. And if you had been making wedding dresses, and you know how to sew, and
you've got material, and you've got a bit of time, making a mask is quite a simple task. And so we just saw
this huge surge of demand, and then supply rising to meet it.

FROCERIR:

BIEERIE, HEXAWR. BERY, MEIHBERR (HEHR2ER) FS A, HMNLREHFE
ETRNASKRENTA, EREMTILE, 82 CDC 7E 2020 F 4 BRI EREAZE, ER EHIF0—
REZBEERN 4 BREMBEE, —RZERERT “REERR" . BOREZIHRKAEBEEWEOS, &K
MNEEHKZIFEHHROEA. MRIMURBMELH, 484, AME, TARKEE, HMOESELRER,
TFRBENEBE T BRIBATUER, HUBREZR L,

(00:14:47) Tim Holley
English:

And we did something that far as | know we've never done an Etsy's past, which is we put out a call to our
sellers to say, "Now's the time. Now's the time to make face masks if you can." And so it felt like this is our
time to shine, to really help sellers continue to make sales, to help buyers find this critical item that they
were looking for. So it was a very, very exciting couple of weeks while we were kind of adapting to that
change. And we were just really... Every day there would be standups. "What's happening? What do we
need to change?" | remember distinctly, we were worried about certain sellers not being able to meet the
demand that they were seeing. And so we did the old-fashioned thing, of not personally, but we called
them and we said, "How are you guys doing? What can we do to help?" And some people said, "We've got
this, don't worry. This is squarely in our wheelhouse. We can absolutely meet the supply." And others
said, "Actually, we need a little bit of help. We need to take a pause for a moment while we catch up with
all these orders, and then we can come back to taking more." And so just getting back to good old-
fashioned know your customer, what do they need from you at that moment was just a really kind of
powerful thing that took away from that time.

FROCERIR:

HAURT —HEFRFRANTE Etsy T2 EMAKRBOINE, BMEMERAHLSHE: “WERET. MRIREMO
£, NEMTHE.” BEXZBHRINAESFHNZ, BEFEMERERFE, EHIXBISFNI@m. TE
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1815, BMMHEOREZRTERRMNEENER. FRHMNKNTEANAGRN —BATERFET, BFK
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7EER, HEMNEEMRN." S—EANRE: “KEFE, HNFE—RE. RIIFELE—TROEXLET
B, ARBHSERE." PRI, BEEREIRESRN “THRRNER , TERONERTNUEEMRET A, 2B
BEAHLAIRIIEFE B HENRE,

(00:16:03) Tim Holley



English:

And then from there, things kept going, and we really worked hard to make sure that the story was not
just about face masks for our buyers, that they understood that Etsy's a place for so many different
categories and so many different items. And that was then the next phase of the challenge. We got a huge
influx of new or reactivated buyers. How do we keep them around? How do we make sure that the
product does a little bit more work to retain them, and can really have hooks that bring them back time
and again? And so that was kind of the journey that we then went on mid-2020, to probably the
subsequent 18 months or so.

AR ERIE:

MBBLAE, AkSSHsdeiteit, HANFEBSNHMRMNERFKYR, WEFMUNEBXRTHOEN, ILA{IEA Etsy B—
MAIBERZMENBROTE. BERHEIT =M. FANERT AEHERNEMABERIEK, HA1a0M
BEMI? HNOAHER-RERBFIEMEES, HARERGEILMI]T AN —RERN “BF" ? X2
A7 2020 FHHEARIRE/ERY 18 MR AEBFRIEHMHIZ.

(00:16:39) Lenny
English:

Is there anything you learned as a leader working in leading teams through that time? It must've been a
pretty surreal experience, a lot of stress, people worrying about their own health.

AR ERIE:

ER—RGSE, ERITHBEHEFARATERTHAL? B—ER—KRIFBBMENEZR, EHEKXK, Al
B E SRR,

(00:16:46) Tim Holley
English:

| was one of the fortunate ones back then. No kids, worked in an industry that was clearly critical at the
time. So I am in awe of how parents worked through that time. So stressful yes, but not to the extent that
other people experienced the stress of Covid. We just tried a lot of stuff. | remember early on, | think we
had maybe even daily, but at least three times a week coffee chats with the team, just like, "How are you
guys doing? What's going on?" And at a certain point we realized all we're talking about is exactly the
same things. Nobody wants to be on more calls and more video video chats. And so we just continued to
evolve, and really try to keep a pulse on what the team needs. And that, like | said, given context of being
parents or whatever, differed pretty dramatically person to person. So definitely wasn't a one size fits all
solution. That's more on the people side.

AR ERIE:

BRENEZET)LIZ— RBEERF, MATEHREAZEXEEZMNTTI I, FRUKRIFERIMARL E I AR ERITEIRY
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(00:17:40) Tim Holley
English:

I think on the product side, as | mentioned, we were really starting to get focused on driving retention, or
maybe said slightly differently, driving frequency. And that was a newer topic for us. We've long at Etsy
been a really, and maybe rose-tinted glasses speaking a little bit, but a really great experiment, A/B
testing driven culture. And so when you think about things like retention, you can absolutely test, course
I'm not saying you can't, but you're looking at a different time horizon. Instead of someone making a
purchase in that visit or in a week, you're looking at do they come back in 30 days, in 60 days, in 90 days?
And so that forced us out of our comfort zone to some degree in terms of how we understand, how we
measure change, how long we're willing to wait to see it show up. Back to the incrementality point on
minimizing waste, is this actually adding value to the business? And so those were great challenges to
tackle, of course on a pretty heightened degree of intensity and focus from the business. But that was an
exciting time.

AR ERIE:

EFmAE, ENFRIN, RNNAREESTETRERE, SERDIER, KohEME, XHHRNHKRE
—MHENRE, TE Etsy, RITKHALK—ERBIEEHEHREM A/B WA WK (TEEHE—RiEHR) . H
REEBFEZLENER/N, RUATLUNIR, ERHNBMMUENNEEERR T, MIABREEARSESR
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SEMTME? XEREBRENMNBIERL, HA, WSHRENTEIEHRIEES. ERR—RISAXMEN
B0

(00:18:46) Lenny
English:

Okay. So speaking of that, | want to chat about the marketplace and the marketplace you've built and
things you've learned from building. | think it's one of the, | don't know, maybe top 10 marketplace
businesses in the world, somewhere in there. And first of all, I'm curious just broadly, what have you
learned is really important to just building a really successful thriving marketplace? And then I'll dig into

more details. But just broadly, is there anything that comes to mind?
FZERiE:

BFI0, BELXA, BARMIEMRMIRIOTATAMURAM RS SIHNER, TANTRER LG
BHELET—, B, REGEMNENLE, MANRI— I RERY. ERNEHREENRHL? BER
SRNT, BEN LA AMAIL?

(00:19:09) Tim Holley
English:

This narrative is still there, but | think we really focused heavily on the seller side, so the supply side of the
business early on. And we really immersed ourselves in who sellers are, what they need, and how what
they need maybe differs from what the solutions that they can find elsewhere. Back in the day, we were
doing studio visits with sellers. We were going to their workshops, we were going to their homes. We were
seeing how they make items, we were seeing how they package and ship them out. We were bringing
them into the office when we were running hack weeks to say, "Hey, we've got this crazy idea. Is this



interesting?" So trying to involve them in the product development process to the extent that it was
reasonable or feasible.

AR ERIE:

XAMEBRATE, EFANNRHRNFEEZMNET=RE, BB WSHHNE, KMNEETRETHEEXE
. IFEAFA, URMBINNERSENLELRZIBBRSEZEGARR PLERE, HNSHEHHATIE
EifiE. EMNSEMNEE, AR HNWBEMAITNEEEED, WEGNOFASENLE. £2D
RERE (Hack Weeks) B, ZMZBMITBEEDQER: IR, FMNEMERE, XE&GZ? 7 HITLE
FESERTTIEER, ILMNS53~ AL dE .

(00:19:57) Tim Holley
English:

And so | think that served us really well. We have a very deep and rich understanding of our sellers. And
then the next phase and the more recent phase has been, how do we create a world-class buyer
experience that ultimately drives sales for our sellers? Because when you have over 100 million items, all
of which are unique, you've got a different challenge than when you have 10,000 SKUs that you could
kind of find anywhere or on many retailers. And so topics like structured data, topics like how do we help
you gain confidence? Buyer this thing will meet your needs from a seller who you may never have heard
of. They don't have a brand that you you've ever encountered before. And so we have some kind of
somewhat unique challenges on that front where we need to lean into themes that other marketplaces
absolutely touch on. For example, customer reviews play a big role in our experience, but they play a
heightened role given the things | mentioned, right? Unique inventory from a seller that is maybe an
independent person who is a single entrepreneur, it's one person.

AR ERIE:

FIANXUEBANREEX. HNNEREEIFERLUEFEREM ZFTROME, BERENME, 8 &
anEehEtt REMEREE, MMRELNEREHHEE? AASFRABED 1 24Em, Bs—HHEIRE
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FRANBRFFEEE. IRFEME, XTRE—IMRARE., REEAMNEmENEHKIRERERE
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(00:21:04) Lenny
English:

So you mentioned that initially, the focus was on sellers, which is really interesting because a lot of
marketplaces, first of all need to figure out which side do we focus on? Who do we cater to most? And the
way you described it is initially it was how do we make sure the sellers that are joining at Etsy are most
well-served? And then later on it became more of a focus on the buyer side?

FROCERIR:

MRERVNERRER, XRER, AARSIEHHEATEFFRE . HMNIZXEB—iR? HRMZ
WEW? RIRIRAIER, RYZRMWERIMAN Etsy BIERBEIRFBIIRS, ERA ESMILRLKIR?

(00:21:22) Tim Holley



English:

Yeah, | guess I'm painting it as a linear approach. It certainly was not. Because if you've got supply
without demand, then you don't really have a marketplace. If you've got demand and no supply to meet
it, then you also don't have a marketplace. So there's this flip-flop between, do you have enough supply
to satiate the demand you have? And playing that out is certainly, | feel like art, not necessarily strictly
science.

FRCERIR:

BH, FEFICCHARN T —NMMEIRE, BFLHIFNLL. ANNRMREEHMZEER, MLBEENS
7; MRIREFRLEHEN, MELETT. FAUXR—ME “MESHEEBHNEHMRBRERK ZENRE
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(00:21:48) Lenny
English:

Yeah. So I'm curious how you all think about that actually. So at Airbnb, there's always this thinking of,
who do we prioritize if we have to make a decision? is it host or guest? And it's shifted over the years at
Airbnb. How do you all think about that as a, "Here's who we're going to prioritize if we really have to
make a decision"?

FROCERIR:

2. HRFFIRMNEIRREAER, 7 Airbnb, HMNERERE . MRLGIMRE, FNMAEEE? 25
RERFEE? £ Airbnb, XMLARXEFER—BELWN, RIISNAREE “WRBFERE, HITFMLEE
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(00:22:06) Tim Holley
English:

And maybe to your point, that's also evolved at Etsy. And the place we're in at the moment is the job of a
marketplace, even pre the technology definition of a marketplace is a seller will go there to make sales.
And if they're not making sales, they probably won't go to that marketplace. And so we really see it as
paramount that we have a qualified set of buyers who are looking for the items, the type of items our
sellers are selling, and that we can help them make a purchase decision, and therefore a seller maker
sale. That doesn't mean that every single team is working on building features for buyers because it
doesn't work. Not least because you have a limited piece of real estate marketplace. And if you have too
many teams working on it at one time, you'll end up getting in each other's way, and you won't be that
productive. And so of course, we have a team that's laser focused on improving the seller experience.
How do they list their inventory? How do they manage their sales? How do they fulfill their items? As one

example.
FRERIE:

WIFIEMIRARR, X7E Etsy HIEET, RIBANIZRE, —IHINIRE (BEERAREXHRZAE) ME
EREPERAT LA, MRMNEAEE, WIAIERASZEZRBIHG. Blt, BHMPAAEXEEZNER
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RKRMHE. IAFTERESTHBENZRWEINRE, RAABTIE. LEHRRNTHHNRTTIE (Real
Estate) BfR. MRBENEXRZHANELEIF, REASERTH, BERRT. FAUYA, RINBE—TENRE
MIARESEREL, flg0: WINmE7HEE? EEEEE? MEETITR?



(00:23:08) Tim Holley
English:

But really back to the GMS is the north star, GMS represents a buyer buying from a seller. So it doesn't
necessarily say build only for one of your audiences or one of your customers, but it says that that's really
the job to be done here is helping facilitate that transaction.

AR ERIE:

BEZ| GMS ERILIREIEIMX —R, GMS AREIRMERPBEMEE M. FILEHF—EERERINE X
RREEFEES @, MERXENZMESEBEIERRS.

(00:23:24) Lenny
English:

That's exactly the same transition Airbnb went through. Initially it was focus on hosts, make sure hosts
are the happiest people, and do everything we need to make them happy. And then eventually the
business is the customers buying the product, and you have to make sure that they're the happy people.
And sometimes you have to push hosts to do things they're not as excited to do for the good of the guest
side.

FRCERIR:

XA Airbnb 2HMEETE2—1F, RIEXIER, BREARRRFHA, M—EILAITFONE. BR
£, ISORWEFmNER, MBFBERENSREN. BNATEZFHRNFE, MASAHEREREMN
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(00:23:47) Tim Holley
English:

And | think it's also the fact that we as the marketplace, and I'm curious if this was true at Airbnb as well,
but we have the insight into information, into data, that an individual seller won't. And so we can help
them make hopefully better decisions that lead to sales, leveraging the insights that we have. If you put
an item on sale during this time period, chances are it's going to resonate with buyers, and you might get
an incremental sale. And so trying to be really data-driven in how we help and guide sellers to take
actions that we really believe will be valuable for them and their business, because simply, they're either
a small business owner and so they don't have time to do that level of digging. Or it's simply not
accessible to them because they have the worldview of their business, and we're looking at the entirety
of the marketplace.

FRCERIR:

BIANNEE—NER, FATETS (FHBRIFE Airbnb EBHEXE), BITAEMEERTERSHNESR
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(00:24:37) Lenny



English:

Maybe on this thread going a little nerdier, how do you think about supply constraint versus demand
constraint? Is that something that comes up? | imagine maybe it's per category.

FRZERIE:

ARXMERLBRAN—R, FIOAEFHERRSFERZR? XREEERNAENG? FHAEREmEL
val:

(00:24:45) Tim Holley
English:

At the high level, we have 100 million items. So if you take that number at face value, you would think we
do not have a supply constraint. We want to drive buyers to that supply. When you dig in maybe a more
category, subcategory, sub subcategory level, that's where we do start to see pockets where, maybe we
want to increase the type and the amount of inventory we have in wall decor. Seeing something behind
you, that might not be the right example. But that's where we then start to focus and say, are there areas
where we want to lean in? Ultimately, really thinking about, how do we help buyers choose? Because
that's when you have 100 million items and even in a sub subcategory or for a specific search query, you
still generally have a lot of results to choose from. How do you distinguish one item or one seller from
another, based on the needs that you have? When is it going to arrive? How much does it cost? Is it this
size or that size? So really trying to lean into those types of things. And again, to some degree that's econ
101. But given the scale we're at, it is a pretty unique challenge.

AR ERIE:

MZEMEE, FE L1ZhEm. MRIRIABXNEF, (RRINARNTKEHNIRS], FMNIBEERGIMX
LMy, BHRRNEIRE. FREEEFASNERN, RITHEISEFT—L “RO” , b (TaEE
IEEEHERmIPENSE, BEMIENRAE, XAERAENMIOF. EXMBRNTFIBR T
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(00:25:55) Lenny

English:

What are ways you encourage your sellers to offer the things that you think you're lacking?
R EE:

fRi@E A B RS EZFIEHIRITANRZE&?

(00:26:01) Tim Holley
English:

Back to that data-driven point, right? If we can clearly articulate that if you show more photos, you will
help buyers understand your item in new ways, in deeper ways, then you're more likely to make a sale.
That's maybe a somewhat reductive example, but those are the types of things where we generally know
either through the data that we observe based on activity on the marketplace, and/or through the



research we're doing, that this will be valuable. The challenge is often, we have so many things that we
want our sellers to do. What's the most important thing for them to do right now? And that maybe
changes somewhat seasonally. We're slowly starting to get towards the holiday season. And that just has
a heightened purchase. It's a heightened time of purchasing. And contrast that with when it's around
Mother's Day, maybe different type of inventory works really well. And so we need different inputs from
our sellers. Because ultimately, they're business people. They have limited time in the day, and they want
to spend time making. So how can we make sure that the time they spend on Etsy, managing their

inventory, offering customer support is as valuable as possible?
FRERIE:

BRI — = SARIAREBUIISLER, MRMETEZRE, MeEEEMERUENH. BRIV NIEMRE
rEm, NMEAARERIHEE, XAgEE—TMEENEF, EXXEFRIBEBINREH AR
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(00:27:09) Lenny
English:

So essentially in product messaging and recommendations that you're showing to the sellers is the way
you communicate to them?

FRCERIR:
FRAAR L, fr@@dmERERmAE S MEICRS t1/a:E889?

(00:27:16) Tim Holley
English:

Yeah. And to some degree, we use the buyer experience to kind of signal what matters, right? When we're

clearly highlighting photos, then that's obviously a very overly simple example.
R EIE:

W, EEMEEL, BNAMAZRAFERLE “GFAFTREEN" F5, MNE? SR(TEMRERAN,
XEAR—MIEEEE6F.

(00:27:29) Lenny

English:

Sellers [inaudible] here's what the search experience is highlighting.
R EE:

ER [IFFE] BERRAREARBE Rt 4o

(00:27:33) Tim Holley

English:



As an example, yeah. And then really thinking about some of the signals or the snippets of information
that we highlight. What goes into that? We know that great customer service a seller, they'll be
responding to... We call them convos, but messages on our platform. They'll be responding really quickly.
And that's something that we then highlight in the experience, and that if you're meeting that criteria,
then we can start to signal to a buyer that, yes, this person offers really excellent customer service, and
we can set your expectations accordingly.

FROCERIR:

EMIF, B, AREEREHNREETHBESSHEEHRR. HPESHA? HIIE, MR—=
KEHBNEFRS, WISEE - -FiI# 2 Convos, BHMEFELMERS. MINESRIERFIERR. Xt
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(00:28:06) Lenny

English:

Awesome. Yeah, we saw the same thing at Airbnb. One of the things that | worked on, that was one of the
bigger shifts in the marketplace was shifting Airbnb to an instant buying experience. And many hosts
didn't want that, because they really wanted to vet the guest and make sure they are happy with them.
But it ended up being so important to conversion that we just encouraged them to turn it on. And one of
the ways that worked best is exactly what you shared, where in the search experience, when someone
came and searched, we just defaulted the search results to only show you instantly bookable listings. And

hosts started to realize, "Oh shit, this is where things are going. | think | got to really take this seriously."
And that worked really well.

AR ERIE:

KiET o FATE Airbnb WEEITERENER. HESNITEZ—, BEHIRANEEZ—, #MER Airbnb
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(00:28:42) Tim Holley
English:

Yeah, interesting.

FRCEIE:

=0, RE®,

(00:28:43) Lenny
English:

Pulling that thread a little bit more, I'm curious what you've seen as some of the bigger conversion wins
on the buyer's side in terms of experiments you've run that have had some of the bigger impact.

FRCERIR:



BRNRN—T, HERBAEEERK, RATNETRISRES, BLEHERT LRARRERER?

(00:28:53) Tim Holley
English:

| won't say we're consistently, because that suggests that we don't know what we're doing we do. We're
often surprised by what works in an outsized way and what we think is going to be a knock it out of the
park success, ends up being of minimal value. But coming back to maybe some of the themes alluded to
earlier, reviews have long been really important. And when you're reviewing an item like | said, that's
unique, that's from an independent seller, the type of information that another buyer is looking for is
maybe a little different than other marketplaces, or even platforms that they might be shopping on. And
so really trying to lean into, well, what does it look like in a buyer's hand, in a buyer's home? Maybe that
gives the next purchaser a bit more confidence that it's the right size, it's the right color, whatever it might
be. And so that's long been a track that has been very fruitful for us, and continues to be something that
we iterate on, that we focus on.

AR ERIE:

BAZEEA] “S27 BREIFT, RABBKRERNFEECERTA, HERNAE, BHNIZENIRL
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(00:29:47) Lenny
English:

Just I understand, that essentially it's recommending to sellers, "Here's the photos you should have on
your list."

FRCERIR:
HEF—T, ZXARERENER: “XEMNZAETIRFEEHNERA”

(00:29:52) Tim Holley
English:

Rather, collecting from buyers. So a seller will give us the photos that they're going to take, and then we
can augment those with the, we call them buyer review photos. But ultimately, the experience the
purchaser is having either through photo or video is super, super valuable.

AR ERIE:
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(00:30:12) Lenny

English:



Great. Okay, cool. So adding specific photos that you find help buyers convert. Keep going.
FRZERIE:
X§F7T. W89, B FRLURIMRAIREEEBhE RIS ERF . B4k,

(00:30:18) Tim Holley
English:

And then the other side is really leaning into maybe more the behavioral economic tactics of just helping
buyers make decisions. Signals and nudges is how you'll see it referred to in literature. And we've seen
great success in elevating little snippets of information that really help a buyer understand, "There is
actually only one of these. Well, that's good information to know." It's something that then fits into their
decision-making process that might've otherwise been buried. And so really leaning into the quick
summaries, the easy glanceable information that enables a buyer to gain enough confidence to say, "Yep,
out of these 100 million items or the results for this search query, this is the one that | feel best about
buying." We've seen lots of success on that track as well.

FRCERIR:
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(00:31:10) Lenny
English:

That was a track at Airbnb as well. One of the ways they did this is they called it a rare gem, which is
something that's available right now, that's very popular, and they created this kind of iconography for it.
And engineers on the team ended up for Halloween dressing up as a rare gem. It became a whole thing at
the company. And what's funny about Airbnb is every home is a one of a kind. There's only one left
always, and there's always jokes about, "We should always be one left, you better book now."

AR ERIE:
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(00:31:36) Tim Holley
English:

| believe it was introduced... | don't believe. | know it was introduced as issue or a bug. But we ended up
showing four stars and the fifth star when it was a half star, got rendered as a horse emoji. And so for a
second there on Etsy, we had four stars and a horse showing up for some of our review ratings. And that
spawned a huge amount of internal fun. And then back to your point around Halloween, we had a few
teams being four stars and a horse. It was pretty interesting.



AR ERIE:
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(00:32:15) Lenny

English:

Was it like five people were four people were a star and there's a horse person?
FEiE:

EEENA—SH, HAOPMEEE, — 1 EEE?

(00:32:18) Tim Holley
English:
Yeah, exactly.

AR ERIE:

Y, Ko

(00:32:21) Lenny
English:

Today's episode is brought to you by OneSchema, the embeddable CSV importer for SaaS. Customers
always seem to want to give you their data in the messiest possible CSV file, and building a spreadsheet
importer becomes a never ending sync for your engineering and support resources. You keep adding
features to your spreadsheet importer, the customers keep running into issues. Six months later, you're
fixing yet another date conversion edge case bug. Most tools aren't built for handling messy data, but
OneSchema is. Companies like Scale Al and Pave are using OneSchema to make it fast and easy to launch
delightful spreadsheet import experiences from embeddable CSV import to importing CSVs from an SFTP
folder on a recurring basis. Spreadsheet import is such an awful experience in so many products.
Customers get frustrated by useless messages like error on line 53, and never end up getting started with
your product. OneSchema intelligently corrects messy data so that your customers don't have to spend
hours in Excel just to get started with your product. For listeners of this podcast, OneSchema is offering a
$1,000 discount. Learn more at oneschema.co/lenny.

FRCERIR:

A& H OneSchema BBhiEH, BEXEEM SaaS ATERAR CSV A, BRIMFELREBRALIRERELA CSV X
*, MEBRBFRESABEBAANIENZHERNERE. RAMASARHFMINE, FF DRI
o "TMAE, MEEEBER—1HIREMNBEES Bug, KZHTAHIFAVRIBREEEMSE, B
OneSchema &, f& Scale Al #] Pave XA T EBTEEA OneSchema, MMIREIZMAH A S AR AVE T
RIESNELE, MATERANB CSV SNEIELIM SFTP XHEXFAN CSV, THFZ=mTP, BFRIESNELEIE
B, BEPFEE “E31THIR XMEANEERGLOMEL, RERKIL EZFRERIRN™ R,
OneSchema BEES LU IERELEUE, LR PR A& A T FHIAER RIS MMIE Excel RFEZEHUNT, T A8
EHITAR, OneSchema #21# 1000 ETHil. MTHEEZEE, 15118 oneschema.co/lennys



(00:33:27) Lenny
English:

So going down this track a little bit more, one of the biggest wins for Airbnb's search experience was this
very small idea of just, what if you open each listing in the search results in a new tab, and ended up
converting 1%, like increasing conversion by 1%? Is there anything like that that you remember that
you've done of just like, "Holy moly, that was so simple, but such a big win"?

FRCERIR:

BAEXNRBE, Airbnb BRAKWPEAMANZ——NFENNRE: NRILEBRERFHSIIIRE
ENIERPITARER? SREAMFRIREST 1%, REIEFETAXMIERDZ? SERF “KME, XAfE
B, HHERTXAKRKMA NES?

(00:33:47) Tim Holley
English:

Yeah, we have similar learnings around that exact example. Oftentimes | think about effort and reward.
So it might be a smallish GMS win or conversion rate win, but it was a one line text change. And we've
seen those where we add a small snippet of, maybe we feel like it's almost marketing copy, and it ends up
having an outsized impact. We had one example where we added some text to the cart experience, and
we just saw huge uplift that we really, really didn't expect. It was more us communicating our values as a
business, and it was something that really seemed to resonate with our buyers. And so that drove
conversion. We've got examples where it's a one line copy change, and it's quite shocking the impact that

that can have.
RS ERIF:

BHY, XTFBRNMIFREMNEERMNER, REBERE "“RASEER” . BNFTEIE— TR/ GMS EKH
BRUREA, BERBHNT —1TXF. HMNAIXFHER: FN—NEHENET/LFEEEEXENIAE,
ZRFETERNTMW. HMNE—NMIF, EWHEFRPRNT —EXF, FREFTRZEHFIERNEX
', MESERNEA—KELFEEANEN, MXMFERSIRTERIHEL, FERURREST. *&i]
BRZEXMAL—TXEAN=EIRARMMAIF]Fo

(00:34:37) Lenny

English:

I'm curious what that change actually was, the text change that had that much impact, if you can recall.
FRZERiE:

FREMER N AHERZEHA, WRIREIEFENE, BITTEEREMBIXFAEZTA?

(00:34:42) Tim Holley
English:

We've long and continued to invest in sustainability, and the text change was in our cart where we call out
Etsy offsets carbon emissions from every delivery. And just adding that simple line of text was something



that, like | said, really resonated with our buyers and the type of customer that comes to Etsy, and really
drove conversion.

AR ERIE:

BITKHBLR—ERSERATIHELE, BIXFRANEREWYEER, RIN5E: “Etsy fUETE8—XEE
FEEERYERHIR. " IEWIFRFAR, NORIIX—1TRSENXF, M3 T XXM Etsy HAERARIRIIHG, HE
IEH#ERD T ¥ 1o

(00:35:03) Lenny
English:

| had Ronny Kohavi on the podcast who's one of the lead experts on experimentation, and he had the stat
that 80% of experiments fail at each company on average. Does that sound about right in terms of how

you guys find experiments working out?
R EIE:

FEBIA T LI TUHRITIA L K Ronny Kohavi RiEE, RE—1MRITEHUE: FHIME, 8125 80% Kt
WKW XITERAT SRR RS?

(00:35:18) Tim Holley
English:

Yeah.

R ERE:

i

(00:35:18) Lenny
English:

Awesome. Okay. What is your just general philosophy and experimentation? Does everything run as an
experiment? Do things sometimes not run an experiment? How do you think about that at Etsy?

AR ERIE:

KET. . RITNEREMNESAEERHA? SHEHEALRIETG? BENRERETERNERE? 7
Etsy R 1@ EAZFERY?

(00:35:28) Tim Holley
English:

Right now, the vast majority of our changes do. And to be perfectly candid, | think that's one of our
growth edges as a product org, and maybe even as a company, is bringing in different ways to validate
changes. Because to some degree, or maybe the way | think about experimentation, that's the highest
bar. That proves with near absolute certainty that there's a causal relationship between the change you
made and the KPI that you want to move. But | think that it maybe misses the point in some changes or



some areas where you are working towards a bigger net new thing or this specific change won't really be

indicative of the greater whole you're building towards.
R EIE:

Bal, HMNBRSEONEHEZHITRIE. BRI, BIANXZRIMENTRAR. BEEFN—KQEHIRK
K=EEZ—, BISIANFRNANRIGIENR, RATEEMEE L, ERRAYLENIERE, RERSTE.
B UL P43 BRI IERR T fRFT BV ERED SRR ZRY KPI ZBIEFERIR KR BFHIAN, WTFRLEREHR
KEGE, MRMFRETHE—NERNEMENE I, HEXTMHFENRSDHFERERRMETHENE
K, BALKAEERREER.

(00:36:14) Tim Holley
English:

So like | said, | mentioned earlier, we've long been a very A/B testing driven organization, not least
because Etsy's background and history has deep, deep roots in an incredible engineering culture. And so
that's really tried and true. So the vast majority of things are tested in that way. We're expanding how we
think about looking at cohorts over time. | mentioned retention earlier, that to some degree, it
necessitates a different type of test. When we look at our SEO work, you can't think about it in exactly the
same ways. But the through line is, is the change that we're making adding value? And that's what we
want to try to understand. A/B testing is a great way to do that. There are others, some of which we're
starting to employ, others that we we'll continue to investigate and think about how we can leverage.

FRCERIR:

ENFZaieElny, BAIKBLUR—ERZ—1IFEH A/B MIRAIERRIALR, XERAREZE LREA Etsy IER
MAEERRER T MU TIEX K, FIUXEREIWIENTE, EASHFRELUXMA MR, HITETY
BIKEABEF DM (Cohorts) MRBE, HZARETEE, AEMEEL, EFE—MAELEMR, =K
{11%& SEO T{FRY, fRAREMTEMENLRNERE, Biz0ZiER: HAIFMMIAEHESIEMT MHME? XME
BITBET#EN. A/BNXRRIMX—BIrNEFHEZE, BhEREMSGE, Hh—ERNELHRXA, 5—&
BA PR FH BE NEF Ao

(00:37:02) Lenny
English:

Is there an example of anything? And if there's not, that's totally cool, of something that you shipped that
was maybe negative on an experiment results, or you just didn't want to write as an experiment.

FROCERIR:

BERBEMAfF WRLEHREXER), BMAHTEALRERTETENEE, HEMREFBILEFENSE
JRIZITRIAREG?

(00:37:12) Tim Holley
English:

When we're collecting inputs from sellers, we just simply don't feel it's appropriate to not either show or
honor. We talk about a tried and true practice of sales and discounting. If a seller offers something on
sale, then we need to show that. We are really curious about how that actually drives buyer behavior. And
there's ways that we can kind of construct pre-post analysis and things like that to try to understand the



impact. But ultimately, those are the kind of areas where we err on the side looking at our data in
different ways. And so we have maybe a slightly different degree of confidence in the value, but we're still
confident that it does help the marketplace as a whole.

AR ERIE:

LUENMERBEREBNEEN, BIRSFARTIAAFREEXLEEEERFEEN, LLINBHEMITIFXMHET
WIFRMUE. INRERREITINE M, RITMSARTER, HIIEBFT XM EMARENERITA, FHA
AILUBIEME “FIEXELH” (Pre-post analysis) ZFEMAERERIBMER N, B, EXLETR, &

MR FURENSRERRE. FAlt, HMHNENEORERERERE, ERIMNABEENENTE
EEEPH.

(00:37:55) Lenny
English:

That's a great example. Yeah, I'm not sure what | do there. That is tricky. So we've been talking about
conversion. I'm curious in terms of acquisition, what you've seen work. And just generally, how do people
find Etsy? How do you drive top of funnel for Etsy?

FROCERIR:

X2—MREFNGITF. B8, RUAHEER)LZEAM, XWIRHEF. HRiII—EETRCEL, REBIHE
FIRE (Acquisition) FmE, MMEITAKFEER? BEAREALI Etsy 89?7 {RITU0{RIIREN Etsy RUTRH
Tnis (Top of funnel) ?

(00:38:06) Tim Holley
English:

Yes. There's two sides to Etsy, right? There's the seller and the buyer. Getting in the Wayback Machine, on
the seller side, we would be at craft fairs like Renegade and other places where our sellers were selling in
person and really letting them know that Etsy exists. And so that was very boots on the ground, let's get
out and try to acquire sellers into the marketplace. Some of that predates me to some degree. We were
probably doing it on the tail end when | joined.

AR ERIE:

M. Etsy MG EHRMEK, BRI E, EEREE, KiTZEE Renegade XFMNF I ZME RS UK
fhERFEEESZABMT, Lt{INE Etsy B9EFE. BRIFBFMINIE, EHEZHIEERKSIEIHG
Ko HPR—EMUAERMIEE LETFRMAQRT, FMANAIEELTERS.
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(00:38:37) Tim Holley
English:

And then we have a lot of great word of mouth through our sellers. A seller probably knows other people
who are similarly inclined to be incredible craftspeople, who want to sell their items. And so we've seen
some success with our... We have a Teams platform where sellers can come together, ask each other
questions, and the word of mouth type of growth through that. On the buyer side, we really leveraged the
fact that we have a ton of inventory. And to some degree, it ends up being quite a long tail of inventory
where we can meet really niche and specific needs. And so that lends itself really well to thinking about
SEO, lends itself really well to thinking about Google Shopping, where someone is not on Etsy, but is



often looking for something either somewhat or very specific. And we can really meet their needs in a
really meaningful way by showing them not only just a single item, but maybe that and then other
options that they might find that are of a similar vein, in a similar, sub categories in some cases. And so
those have been long tried and true areas that we've invested in, and we've seen really great success in
driving new buyers to Etsy.

FROCERIR:

tesh, FTBEBIERKRE T RENORERE, —IEXABINREMEAFLENFIZA, i8R,
FANE “HPN” (Teams) FEEBET LM, EHKAILUAERERS. BERENR, FEIXIMAHLRAOM
B, XX, RNEDHATHREESEEENSEX. EEMEEL, XTRTIEERKENESE, AILUKE
FENRNFERIFR. XIFEES SEO (BR3IZMWL), BIFEES Google Shopping, HFEARTE Etsy
£, BEESHEMEERANFRAN, ZiITLEIRMENBERANEEAHER, T8 EMEMUNEHFm
KENET, L—MIFEEREXHNAENRRMITINER, XEMEBRINKEIRANBTZERBITER, £ Etsy
ST ERSEEE T BRI,

(00:39:44) Lenny
English:

I've researched and written about that story of how Etsy started with sellers and craft fairs. And so that's a
really classic story. And | think there's also an element of the early sellers drove the early buyers, because
they're just advertising their listing page, "Here's where you could go buying," which is a really unfair rare,
opportunity to grow the marketplace by just focusing on sellers.

FRCERIR:

HARHASEXT Etsy MAMERMFLZERSESHRE, BRI IFELANERF. FINNEE—TE
ZRFHEREE T RHMIK, ANMNIEFECHNBMIER “RAIUEXERX" , XR—MIEEER
By BERXERKMER BTN,

(00:40:04) Tim Holley
English:

| mean, yes, and a seller is a buyer. And so if they're making something that they've poured their heart
into, chances are they will value that exact same behavior in someone else. And so if they're selling an
item, they're looking for other things in maybe not their exact category, but in adjacent categories, and
they become buyers. So it is a nice dynamic when that starts to work.

FRSCER

¥
EWERE, B8, MAEREABHMEELRK, MRMINGUEOMFIERERA, REYUEMITEIMET AN
XFITA. FRUINRMINESAA, IS EEHM (BIFFRT2BEREEXN) BT IHAA, MmE
FER, HXMENBTIRIEER, MRIFHF,
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(00:40:29) Lenny
English:

Yeah. So many natural advantages to getting this marketplace off the ground. How cool is that? You
mentioned word of mouth as a big part of how Etsy started spreading. | imagine even today there's a lot



of just, "Hey, you should check out Etsy." Is there anything you've done that accelerates word of mouth or

build on word of mouth, referrals comes to mind? Is there anything along those lines?
R EIE:

Tl BENXNHIHEXAZKRAMNE, KT, (FREIOEE Etsy AT RENER D, RBEEESXK,
WEREZ IR, MNIAEEBRE Etsy” BER. RITERBEMIARMEOEESETOMEITHE? I8
TR FITR (Referrals) , BEMBIRFEIS?

(00:40:46) Tim Holley
English:

Yeah, we dabbled with referral programs a while ago, probably eight some years ago. What we saw, it was
a different time. And so | think we maybe didn't value a new buyer, for example, in the way we do today.
Because to some degree, you're unlocking future value. They make a single purchase, and then the bet is
over time they'll go on to make subsequent purchases. We didn't necessarily have that as deep an
understanding then as we do now. So our buyer referral program ultimately wasn't a huge success.

FRCERIR:

=, BIMBRAMFZRIHEEFITY, KER/\Fal. HEBERAE. FEIEINTREERSRXFEMN
—PMHERNE. BAEREMEEL, MBEMBIRENE: MNETRWE, ARKEEHEENEMH
1%, ISSEWE, BRIV X—RAEERLEMEXARZ. FIURINNEREFITIRLZHSEIIE
EXBIAIH.

(00:41:15) Tim Holley
English:

But on the seller side, this was back in the days of Dropbox referral program being a huge, huge driver of
their growth, and the whole get concept that was really prevalent back then. And on the seller side, one of
the things that we really leaned into was, on Etsy, for those who aren't familiar, it costs 20 cents to list an
item. And that may seem like a very small financial outlay to get started, but it's a little bit of a barrier.
And the more we can do to remove those, the higher chance that someone will either become a seller or
list more items.

RS ERIF:

{BIEERE, BRE Dropbox #HEFHRIMAEIEKE ARG MEA, LM “KE” HSEERIT EER
i, BINEERAN—RZE: 7 Etsy ' (TFAREBEMARNR), JIH—4BREE 20 EH, XELKRE—E
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(00:41:51) Tim Holley
English:

So we really leaned into that as the currency for the seller referral program. And coming back to what |
said around Teams, that was a really great way to supercharge some of that activity that was either
happening, but more of it could happen, or really helping a seller understand, "Oh yeah, there is a hook
here. If | offer this person, | refer them, they'll get some listing credits. It'll be easier for them to open their
shop. And then when | need to list more items, | also have credits that | can apply." So that was one small



area. | wouldn't say it was a huge driver of growth. But in certain markets, in certain pockets, we saw it

work pretty well.
R EIE:

FRUENEERXEANZFEFITIIN ‘55”7 o ERIRKEA “EBL” (Teams), X2—MFEFHNAR,
DUESR AR IE R R £ PIRE R ERYES), SNERIERERIEMR: “REN, XEEMHE, NRBEEXD
A, NSR[E—LELRGE (Listing credits), FIESERH. MARFEIHESZBHMET, HBBHRILUE
FRREE,” FRUAXE—MNlE. BRFRRERERKNWEXRRE, BEFEEHG. XL EHR, RITEIE
EIFSHEZT.

(00:42:27) Lenny
English:

Awesome. That also helps with fraud, which is a huge problem with referral programs where the credit is
just, you can list on Etsy. It's not like you can steal a lot of money away from the business. So that's clever.

FRCERIR:

XiET . XUHEBTHIERE, BIEREFITHIN 1K WRRFHRE “IRAILIE Etsy EZREMm™ , AR
MASGEERARIFILLSHRARELRE. XRIEHA,

(00:42:39) Tim Holley
English:

Yeah.

FREiE:

i

(00:42:40) Lenny
English:

Okay. | want to talk about one other part of the funnel, retention. Is there anything you've learned that
has been really effective to help with the retention?

FRCERIR:
FHY. HBKKFINIZ—1M D BF. MELKBAFIMANREABEFREERNGE?

(00:42:46) Tim Holley
English:

We have long had features that are retentive in their nature. Things like, on Etsy, we call them favorites.
That might be liking or a similar action on other places. But how do we think about the habit loop of if
you take an action, what's the trigger and then what's the reward? And so using a favorite as an example,
you favorite an item. That's a pretty strong ish... Of course, adding it to your cart or maybe purchasing it,
that's the strongest of signals, but you've shown intent.

FRCERIR:



BNKALCR—ERE ARG LREBEBEF(EANIIEE. LLI7E Etsy, BAIZHA “Uki” (Favorites), XTEHA
G EIRERY “mE” SEMENIE. BRNMEEZESMEE (Habit loop) : FIRIFKENT — 750, ARAREE
=fta, RBXEMFA? DEAG, RUE T —HBm. X2—MEZH®RY-- HA, MAWYESEEE
RBENES, EREEZETTEE.

(00:43:21) Tim Holley
English:

So what can we do with that information? We can then say, "The seller put it on sale. You should come
back and check it out. This is selling out. There's only one of this item left. You showed some intent, you
might want to come back and get it." And that's just one example of trying to close those loops. And
that's where we've worked on things like, we call it the updates feed, essentially a feed of activity that
you've taken, that we're demonstrating how it's changed, what's new, and then pulling in the tried and
true tactic of push notifications to make you aware of that, such that you're using your phone all the time.
You see that show up. That's a pretty great notification to get right. "The thing that | really liked is now on
sale. | want to check that out." And so those are examples where really leaning into that habit loop
framework has helped us understand, we've got a lot of this activity. How do we close the loop? How do
we make it really valuable for our buyers?

FRCERIR:

BARN AT UF AXEEBMAANR? FHANVTLOR:  “ERITIHT, FRZEFREE. XHRERT, RFEE
F—tH7T. MRZEIRAITE, AIRERERITE,” XRARZRFTMARN—NMIF. ik, FAIFLTEN
B (Updates feed) Z2ERITHEE, B ERIRFIREITEINEISR, HANBTRT ERNRUMMEE,
ARESINEI IR #EXER] (Push notifications) RESIHFRIREIX—R. BEAR—EERF, BEEX
B, BER—MRENGR: “WIFEERNFRBIUEITHT, BBEEE.” XEFFRA, RARARIIERE
BRAEZRACBNFA IEM T . BATBERZSXELER, FMNZWMAHR? MLt EREERME?

(00:44:11) Lenny
English:

Zooming out a little bit, it's kind of wild that Etsy can exist in a world of eBay and Amazon. And I'm just
curious what it is that you think the founders and the team did early on to carve out this space of, | know
you could buy things from people, you can buy things on Amazon really quickly, to create a world where
Etsy builds this massive business that continues to thrive. What do you think was done so well to carve
out the space?

FRCERIR:

HIMIMKR—m¥KE, Etsy BETE eBay M SRR EEF TR, XEARIENH . HEBHAE, RINAElR
AEPNREB T 4, A7E “RAIUMPNABERKRE" M “URAILEL S ERELRA" ZEFREHX T
=Mal, ghiET —Pik Etsy BRIt A BFFEERISHIHER? RAANMINEFRX N =ES BMS &R
=ftar

(00:44:36) Tim Holley
English:

| think that to some degree, resolves down to... And maybe that's a little too extreme, but a key
component is the brand. The brand stands for something in people's minds. And that helps understand



you're not going to get the same inventory on Etsy. You shouldn't expect the same inventory on Etsy as
you might be looking for on eBay. It doesn't make sense to our buyers. The items that our sellers sell are
unique. And so | think that as the core nugget, combined with how we think about policies, and our way
to some degree, maintain the integrity of the marketplace, those two things combined do set us apart.
And I think if you ask many people, certainly here in the US, what they think of Etsy, a very specific image
will be conjured up. That may be one that we want to evolve and build on, but it feels quite distinct. And
it's not the same as eBay and it's not the same as Amazon. And | think there's real deep value in that. And
| wasn't here at the very beginning, but it's certainly something that was there at the very beginning of
Etsy, that is still a through line to where we are today.

AR ERIE:

FTANNEREMIEEL, XPEH---HIFXBER KR, E—MXBERAZEME. REEAOHFRREREMAK
o XBBTF AR, fRTE Etsy EXABIMFM—FBIER, (RARRIZEAETE Etsy LIEIRTE eBay LTk
RUABT I an, XMIHNTHIERRYLEE N, RINEREENTRBIREN. FIANNXZZOME, BNLk
MMYBRNEE, URBENERMRZE L4PhTEZBMENAN, XMELSHITILINBEAME. FBOR
RERZA (CHZEXEE), 13 Etsy B9EE, REBFZFRE—IMFEERENTR. XAJEEHEE
BEMRERNTR, BERRZIFEIRE. ERETF eBay, UAREFLIH, HIANEPESERZNNE &
ARRRITERR, BEXBER Etsy QI ZVMEFENRR, HAE—HIELEISX.

(00:45:53) Lenny
English:

That makes absolute sense to me. On the other hand, | also don't know how that happens. Is there
anything that you think about, of how the team did that and how they built that brand? What are some of
the important elements? Is that a specific aesthetic? Is it a certain type of supply that you stuck to? What

do you think was so important to building that brand?
R EIE:

XM FHRRTEWRGE. EF—HH, HEFNEXZWNAEINE. (RFEEERIENINAEHEIX—R8,
12N mhER? EMEERTR? BENFERNG? T2RMNEFREMENMEN? RIAAE
U mEREBRNZTA?

(00:46:12) Tim Holley
English:

[ think it is the supply. If you think about the marketplace, the vast majority of content is maybe what we
might consider UGC. It's either the item is from the seller. Or as was mentioning before, the buyer review
is from the buyer. And so just being really clear about what's okay to sell and what's not okay, | think does
really differentiate us. | also think over the years, our brand, and our aesthetic, and how we position
ourselves has evolved, will continue to evolve as it should. But to the point where we are now, the
statement we have is keep commerce human. And that feels really simple, super pithy, easy to remember,
but has lineage when you go all the way back to where we started in terms of really valuing the unique,
valuing the handmade. And so that does permeate decision making, how we show up, the type of
features we work on, the things we would prioritize. Maybe never say never, but an item getting dropped
off by a drone and a person never touches it, that doesn't feel very Etsy. That's not something that we
might lean into.

FROCERIR:



BINNBMHE, WRIRBEXNHG, BASHABRTLUEMN A UGC (BARPERRNS). BEABMKEER, B
AWNFIFTR, FENMREER, Ak, BRIAEFTARAIMUER, TARFTAUERN, FHIAAXHIILEEITSK
TR BHIAAXLER, HINRE. FENEMNELET, HFRES4SRNENANER. BREMS,
HIMOSE “REFHUMAMLL” (Keep Commerce Human), XIFERIEERZE. Bk, 5id, BEEEE
RERGHIER, ATLUBMEIRNRIREE. MFEINEMNEM, XEETRED, SEFERINPER. HITHF
ERTHEERB I RN ML ZE BN EE. HiFKTAERKIT, E—4RRELTANKEEMNKREITIAF, X
RUWAKFE Etsy IXAG. BAREENISMETEBNER.

(00:47:22) Lenny
English:

It's interesting how many parallels Etsy has to Airbnb, because Airbnb is the same general idea. People's
homes, people making things. And then also, | think the tagline for Airbnb early on was travel like a
human. So it was actually a really similar concept.

AR ERIE:

BEBME, Etsy # Airbnb BRZMBMZ 4, EH Airbnb BIEAFIESHE—HM: ANIHR, ANISIENER
. MA, FHIcE Airbnb EfANOS 2 “BRAEX—ERTT” (Travel like a human), FRLUXSEFR ER—1EESR
FBIABIBER

(00:47:35) Tim Holley
English:

Yeah.

R EE:

=0

(00:47:36) Lenny
English:

Which touches on a question | wanted to talk about, which is many marketplaces as they grow, become
supply constrained. And then there's this pressure to add different types of supply. In Airbnb's case, it
was, "We should add hotels, we should add property management, vacation rental companies on here.
We should have everything people want to book, because we're losing business. They could book
anything here, they should be able to." But the tension is, then we become like everyone else. And then
what is Airbnb in that case? And | think you went through that experience where there was a lot of cheap
products from overseas, and it was kind of being flooded. Is that true, | guess? And then just how do you
think about that limit, and where you draw that line?

AR ERIE:

XK T HREBINEHN—NEE: FENATHERRIETRE MM ZRNEE, AEMIBENEE
MARERBIMHN, £ Airbnb BIRAFIF, EFR: “HANRIZMNEE, MAYLEEQATNEREEAE.
HNNIZREANNTEFTH—], EARNERRER. MNEATUEXETERNRE.” EFEET, B
BATMERMANA—RET, EAZE, AirbnbiERZ Airbnb 15? HIBIRITEEHIXMMIER, HNERER
BBIMNIRN T mBN. XEEMNG? fRTMNMAZEXNFRR, EMEIL?



(00:48:17) Tim Holley
English:

Yeah, | think it does come back to some degree to the brand and the policy point from just before. And we
take enforcing our policies really seriously. It's not an easy job at our scale, and that means we need to
continue to invest and continue to make sure that only the best items, the most relevant items are on
Etsy. That job is never done. The team that that works super, super hard, and is always looking for new
signals to understand what maybe doesn't meet our criteria. Generally speaking, supply is something
that we have in spades for the most part. Back to the point we talked about earlier, one of the things that
we grappled with was around, how can we help sellers scale? They sell great inventory, but maybe they
just don't have enough of it, or they can't meet the demand, because they're making everything by hand.

FROCERIR:

BH, FTOANXERMIZE LEIZTNA REIBREMBER. FIIEEINEHRITRIER, E3H1I9MA
BT, IRZ—IMAZNIE, XEKRERNFEFERN, BRABREFN. RBXNEMEE Etsy £, X
IRk TELER. FIATIFIFEFRELE N, —EEIFWHMIES KRG AR ESRNTENEm. SR
W, FAEARSBIEEEHETEAMHN. ERIFHMNZANTICNR, FMEE— N ERZ: i InA#EEE) s
Y AHUR? =R ARY, ERRMEARE, HERNERFIFIEMEEREER.

(00:49:10) Tim Holley
English:

So one of the things that there was an evolution, was leaning into what today we call production
assistance. And the way | think about that is you still need to understand the provenance of your item. If
you are saying, "l have this design, I'm just going to throw it over the fence to a manufacturer that I've
never met, that | don't know. | don't understand their processes, | may not agree with them," that doesn't
meet our criteria. You need to understand how it's being made, who is making it, have a relationship with
the person who's helping you scale your business. But that's something that we saw from people who
maybe gravitate more towards being designers than being able to actually make the thing. They have this
excellent idea, they just can't see it come to life. And so they need some help. And that was something we
leaned into to be able to, like I said, help sellers that maybe weren't able to make a thing and sell it on
Etsy. Or for sellers who were reaching the limits of what they could supply, really take it to the next level,
and make more items such that they could make more sales.

FRCERIR:

EFit, HAVEHH—MEZRERKNSKFIRE “EF~th8)” (Production Assistance) . FXBVIEREZE, R
AFETHEBERAORR MRMMR: “BAEXMLI, BTEREEHE—ITHEMARIE. FINRNFEER. &
AT HEIIRIZE, HARERIABMI,” BMATERNINE, (REETHRERMAFIERN. HERIE,
HEEIRT KW SHIARIX R, BRNMIERTEE AT HILITIITMASEFHIENAS EBE T X
FXR. MNBLRENEIE, BLEFRFEIR. FAUMNFZERSE. EMFKFAR, XERIMNRAN—1AER, 5
R BB R RETT AR FHIMFETE Etsy LIHERER, HEFBPLREHNIRROERIEAE T—TERX,
HIFEZEm, MMSIEZHE.

(00:50:10) Lenny
English:

So it sounds like essentially, this is just evolving definition of what a supplies allowed on Etsy, a team that
stays on top of that. Imagine there was just a hard decision at one point of just, "We will limit supply, and



here's the supply that we want on the platform. Everything else we're going to take off."
FRZERIE:

FRUIMEERZA G £, XRBEREEE Etsy AFHNHNEX, FE—THENENAZTIEE, HBEETHZIE
EE—MIRERRE: “BMNZRFIGY, XEFNERETE AN, HibyT(IEERH="

(00:50:25) Tim Holley
English:

We would limit the type of items, the number of those items, that as we talked about, there's a lot of
them. But really having that clear definition. In some cases, it's easy. Some things, they violate legal
definitions. And those things, that's the easy stuff to think about. It's where it's a little more gray, that it
gets a little trickier.

AR ERIE:

HMNZRHHMAEENEE, EORMTESN, BmIFES. EXREBEFMIEN . ERERRTX
RES, LWBLERAGSR TEREN, PBEREZAEN, EE—LEREtTH, FEMITFTRF.

(00:50:47) Lenny
English:

That reminds me, so my wife is actually a designer, and she produces these hilarious charts about life
stuff. And people take her designs and just sell them on every platform on Zazzle, and probably Etsy, but
everywhere. And she's always trying to hunt them down and get them to take them off. But it's such a

pain for a small designer. It's not an Etsy problem, it's just a general internet problem.
FEiE:

XILRABEE, WEFHIEEMRITD, MHET —EXFEENHENRRER. AMIZEMIRT, ARTE
Zazzle. FIREIRE Etsy FR N FALESE, SR HEERXEAH LTI, EXF—NIN&iHImkR,
EXAREE 7o XA Etsy Mia#l, ME— M EBHE KRG,

(00:51:08) Tim Holley
English:

Yeah. And back to the, we have teams hard at work thinking about IP, and how to police it, how to enforce
it.

FRSCERIE:
=M, ERINAHE, RITEFAMEEHEE IP EHRFEN) 88, eSS ERHIT,

(00:51:16) Lenny
English:

It's tough.

FRCEE:



XIR Mo

(00:51:17) Tim Holley

English:

Not a domain | will suggest I'm an expert in, really, really tricky stuff, but we've got to be beyond that.
FRCEE:

XABRBEEMERNTL, HLEBRF, BRITBAERI,

(00:51:23) Lenny
English:

Yeah. Another | think problem that's sort of unique to Etsy, something that | think people call the
graduation problem. Which is where you join Etsy, things start to grow, you become really successful. And
then you're like, "Why am | paying Etsy all these fees? Why don't | just make my own website and just sell
it directly, and not pay any fees?" And | think you guys went through that. And so if that's true, is there
anything you've learned about just how to avoid getting people to want to leave?

FRCERIR:

2. HIANAS—1 Etsy HEMRBZANE W “Elkjn@” (Graduation Problem) ., HHELERIIN
Etsy, WEFREGK, RERIEERT. REFRSE: “BAMTAEME Etsy RAZER? ATARTECE
ML EESE, FRMGEAER? 7 REMRITEEETIXMHER. MREEN, XTFEEEAITEESH,
RERT HAm3?

(00:51:48) Tim Holley
English:

| think the core thought there is, our fees are generally low and highly competitive. So from that
perspective, there's a reason to stay on Etsy. What we've seen and what we know, our sellers are really
smart business people. And so if they can distribute their products through another channel, that might
be their own website, another marketplace in person. Probably going to try to do that. They want to make
more sales. Not all, but many of them are wired to want to grow their business.

AR ERIE:

FANOIEER, BRINNEREERRERERS . FRUNZXNMEES, BEMRETE Etsy. KiIFFEEIM
THRENE, FMNNERIZFEFEFNFA. NRMUIIATBIS—TREDHE"m, LTILEE ML, 55—
PHIZERET, WAgBIEZRE. MBREESHERN. BATELE, EMMPIIFSAXERR
KRRl 55,

(00:52:21) Tim Holley
English:

And so really understanding the role that we play in that construct of distribution channels to make it a
little reductive is really helpful to understand. And to some degree, we want to be the place that not only
they make sales on, but they love to sell on, because our tools are really catered to the needs that they



have. So there is some degree of stickiness. | mentioned Teams earlier. There are places where sellers go
to congregate, share ideas, share grievances in some cases, but ultimately support each other. And so
there are reasons to stick around. I'm sure there certainly sellers who scale out of Etsy who realize, "I
want to build my own website," to the example you cited. The reality is that's neither cheap nor fast. It's
hard work. It's hard work to build, hard work to maintain, expensive to drive traffic to. And so that may be
a part of the way they want to take their business, but oftentimes, Etsy still does play a role in how they're
thinking, about where they make sales, and ultimately where they're going to see growth from.

AR ERIE:

Fit, EIEE@EZRMNESEREEHTRENAR (RAXBAREN) BFEEEEPN. AEMEEL, &
MNHBEZHA— P AXEELLMIIRIHEE, MALMIIAZELEHFEENMS, RARMNNITARREEDSMH]
TR FAUFE—ERENE. RZARET “H” (Teams), BEEHRRE. DEE. ERIESR
AERZBEZFNMSG, FMUBERE TR, RREEEAERENET KEBEF Etsy ZEZBSHINIL, B
WLZ, MWEAEEHLFR, BRREHILIE: WEME, HiFE, 5URR. FAUXAIRER MR RILSSHI—Fh
A, E@BERRT, Etsy AMIINEZH. EZERHEERFNERKRE, NANEEEEAE.

(00:53:24) Lenny
English:

The cool thing that | saw online about you, is that you built a marketplace essentially within Etsy called
Etsy Studio. And I'm not sure if that's around anymore, but I'm curious what the story there was, and
what you learned from that experience, and current status.

FRCERIR:

BREMNLEEBRXFRN—EHREENSE, BEIRTE Etsy REFRIL T —NE A Etsy Studio 17, RAHWEER
BIETE, BRREFFTRENHFZRMH4, MMBBREHPRZEET 4, URRERPREIE,

(00:53:40) Tim Holley
English:

Yeah, well researched. Because no, it is no longer around. The white space we saw with studio was
essentially saying, on the one hand you've got Pinterest fails, right? You've got all these great inspiring
items or projects on Pinterest, and then you have people who've no idea how to make them, and they get
so frustrated. And then on the other hand, you've got a marketplace like Michael's, or these other places
where you might go for craft supplies. They have stuff, but they don't necessarily have inspiration. And
how can we play in that intersection of the idea and the items and the tutorials to see that idea come to
life?

AR ERIE:

0, ARFRRES. EREEBEFRET. HKiEE Studio BEFIMNTASARLE: —HEFE “Pinterest
ERIRIEZR" , XWIB? {R7E Pinterest EERIFFEXLEMFAN. RKEAOHTE, EAFAEEAM, BE
RB®’. 5—H@E, FEK Michael's X#FMN ™7, HEHEMIFIMREMS, WIERA, BRA—EEBR
B HTNAREELIE. VMRMBENDLR LRIZEER, LIS NIME?

(00:54:21) Tim Holley

English:



So the genesis of the idea, felt from a brand perspective, super aligned. We stand for creativity, we stand
for makers. And so we saw it as a big opportunity. The launch happened to coincide with the pivot in
2017, to really focusing on the core marketplace or refocusing on the core marketplace, maybe | should
say. And so it became clear that when we laid out what we're optimizing for, which is driving sales in the
short term, marketing dollars being as ROI positive as possible, having teams focused on the core
marketplace, it didn't check any of those boxes. And so really, really tough decision and hard to manage
through, but that was ultimately the right call for the business to say, "This no longer makes sense given
the new constraints that we're operating in, given the new goals that we have."

AR ERIE:

FRUARNMEEN RMmEAERERIFEREGH. HMNARENES, AXREIEE, FIUFIMPAAXZ—TE
AE=. BEMAMIGIFE LT 2017 Fa93E, BIEHMETETZOTH. REBE, HIFANFIHINBMLLE
BARE —BNEEAR IR ThIHE . EFEA SR ATRESSIMIER ROl (REEREK) . tHANREEFFRZOTH —
Studio FARFEHPEMA T FAIUXE—TIFEREIRE, RITERBEE, EXSRE, REZER
BURER, BI: “ZEEIENAEEIGVFORMHER, ZFBERXT.”

(00:55:10) Lenny
English:

Makes sense. Also something that happened to Airbnb a lot, trying new things that they didn't work out,
had to move on.

FRCERIR:
BAH. Airbnb BEREREXME, FRIMBYERMIN, FEARLERIH,

(00:55:15) Tim Holley
English:

Yep.

R ERE:

(00:55:16) Lenny
English:

That's how it goes.
FRCEIE:

X Fo

(00:55:17) Tim Holley
English:

Yep.

R EE:



(00:55:18) Lenny
English:

Shifting a little bit to just product leadership and writing the product team, and just a few more
questions, what's something that you've found to be really important to having a productive, well run,
well executing product team?

AR ERIE:

THEE R~ mASHMEE” mEEER, TETLIMREE: RARNRBE— TS BEREF. HITHEN~
mEANEERRTA?

(00:55:31) Tim Holley
English:

Yeah. One of the things that's certainly not completely novel but | think we have a pretty unique
interpretation of is how we collaborate between functions. You'll often hear the three legs of the stool
where you've got product and engine design, and we've evolved that to five legs of the stool. And | fully
recognize that a five legged stool probably is not a very stable thing, but go with the analogy for a second-

AR ERIE:

2. B—MERATTEREE, ERIAANRNEIFEIRENER, BAIRNBREDFHSRN. REE
IRl “=REHEF , BFm. TEMKT. BMTBHETN “AREBHEF . BReRREARENE
FrRIBEA AR, EiRFIAITX et —

(00:55:56) Lenny

English:

| think it's even more stable. Is that the most stable stool or is it less stable with five legs?
R EE:

HEFEEEER. AFRNEFERRNERERR?

(00:56:00) Tim Holley

English:

You probably need a really flat surface.
FRCEIE:

RE]RE R BE— M FE FERNRE,

(00:56:02) Lenny
English:

That makes sense.



FRSCERIE:
HEIE,

(00:56:03) Tim Holley
English:

Regardless, of course we've got product eng design and we've got our insights partners. So research and
analytics, and we've got our marketing partners really working in a tight team to build the best products
possible. And so | think that we can continue to get better absolutely, at how we make decisions and how
we bring the various viewpoints together. So to some degree it's not the easiest path, but it's the best
path | think, where you're really incorporating different viewpoints, different constraints, different
considerations into the features and the products that we're building. And treating that as the core
leadership team | think is really valuable.

FRCERIR:

&N, BT M T2 't BITEE “BERME” (nsights partners) , BIFFRMDTEB, UK IRA]
E’\J:%Efkﬁto ARTE—TEENENPIE, UHERIFNST R, FIANRIENRIBRR AR IR S &
MR A EEN A UHFEF. AEMEE L, XFTERREZHE, ERANNXERFNE, BAREERZTRE
M= RMEEMANE T HRNEETWENIENTRmF. BXEFANZOASE, TIANEEZEN
B,

(00:56:45) Tim Holley
English:

And maybe that's partly because generally, we don't subscribe to this idea of PM as the mini CEO. You're
up there directing from on high that we're going to build that feature and we're going to do that. And
that's just not the type of culture that we have, and generally speaking from what I've seen, doesn't lead
to good decisions or the best features or product being built. And so collaboration is something we really
value and that we try to live through how we structure our teams, how we make our decisions. Is it
perfect? Like | said, absolutely not. I think it's the way that we've found being really successful building
product.

FRCERIR:

XA gEHREAN, BERINFINE “PM B&IR CEO” BARZE, BMrESE LMIsERBIMNZRIIEE.
BEHIMHF. BARIRATHIM. SHIKG, RIFFBMER, BHFRETRIFEURE, ’@96/£$’JLH:'.H-§1¥E'JIJJ
RET Mo Flt, MERBMNNIFEBENARA, HNHEEIFNEHIVRRS KRBT —R. ETEE?
IENFFriR, B3FTER. BFIANXBINVLIMAIEE mIEE I A .

(00:57:21) Lenny
English:

Do you give the PM just a little more say in decision making and ask? Because with five people in the
leadership team, you talked about how back in the day, it was like too consensus driven maybe, and |
wonder how you navigate that with five decision makers.

FROCERIR:



Rzt PM EZRIREND? FAASHEAMNEENA, (REEZUAIAIEANIS FHIRKE, HEMEEERD
ARREWFRT, (RINAAIEX R,

(00:57:35) Tim Holley
English:

Yeah, we're always looking to clarify, or re-clarify, or restate who ultimately is accountable. And in many
cases it is the PM, right? You are the one who Nick, our CPO like to say you don't have to have the best
ideas, but you have to choose the best ideas. And so really figuring out how you're selecting what you're
going to build and then living with the consequences. Of course ideally, successful. In many cases, back to
your 80% stat that 80% of experiments don't work, owning what's next, right? Okay, did we learn from
that? If we did, what are we going to do about it? That definitely does fall to the PM. It doesn't give you
the permission to ignore other viewpoints or make decisions in a vacuum. It's certainly not that. But
ultimately, when we need to move forward, it is the PM that is on the hook for those things.

AR ERIE:

B0, BAT—EETFKEH. EFNPRNEFEZRZNTA. BTFZHERT, BPAMRE PM. IEMFHATRY
CPO Nick B8y, MMAKRERFNER, BROIERRIFNER. I, BEIEFFRBIRNMEFEERE
MRS, HEEBRR. 4, BRBEATERYN. BERSERT (BERRE 80% LKL IR
1#), PMEFEEATT—F: “GWE, HMMPEIZTHA? MRFHT, RIDBREAN? 7 XEISEE PM
5. XATEREMAUBMEMURAHEETPMRE, ENFERE. BRE, SRNFEMNHN, 2
PM 7Efa ST EEE,

(00:58:26) Lenny

English:

Awesome. So essentially, the PM can make the call if there's an unclear consensus?
FREiE:

KiET. FRUAARRLE, MNRSHRIHIHEIR, PM EJLUBURE?

(00:58:33) Tim Holley
English:

And given so many places are, but we're so heavily led by the insights either qual or quant. The decision
in many instances is clear. When it's not, that's when we need the product person to step forward and say,
"We're going in this direction." Don't know if it's going to work out, but we'll certainly learn and we'll

move forward.
FRSCERIF:

ZRERS ML ERWLL, ERIMNEBEKHELENEENTE, FFSZHERT, RREEMHZ NN, HREHEE
B, FMMEFETMARELRN: “BNBEXNAEE” FHERSZMNY, BRENEESIFIHALH]
-

(00:58:50) Lenny

English:



Awesome. And then just to go on this topic a little bit more, your teams are cross-functional dedicated

teams. | imagine it sounds like there's these five leads for each team. Is that roughly how you organize?
R EIE:

KiET. BRN—R, RIIBENZERENTRBEM. FBITERSMEMNSEXEMATA. RITAKE
XIFHLRRIG?

(00:59:01) Tim Holley

English:

Yeah. And the fifth leg, if you will, of marketing, that might be product marketing in some cases, that
might be brand marketing in others. And so there's kind of different flavors of marketing that we pull in,
based on the specific needs of the project. But that's generally speaking how we try to structure our
teams from kind of the group level all the way down to the individual squad. We can't always have a

dedicated research, and a dedicated analyst, and a dedicated product marketer to every single team. So
it's certainly not perfect, but that's where we aspire to having at least coverage on those roles.

FRCERIR:

2. ETEHXEAFE, EREFRATHRRETRENH (PMM), E5—ERRTHEERHEH. K=
RIETBNREERIATELENEH. EL0RE, XMERNZHWEZRANSN, MERIRLI—EE
BEBITNAE (Squad)o HEMEZNESMNESESEZIIMMARLE. SN~ REBEAR, FIUXEAR
5%, ERMNNEMEEMEIXERG EINES

(00:59:37) Lenny
English:

Got it. So most teams have dedicated marketing person or a product marketing person. That's crazy.
That's really rare, but interesting.

FRCERIR:
AT, FMUKRZSHENSE L INEHBART R

Hu]t

HAR. XARIET, FEFER, BREHE,

(00:59:43) Tim Holley
English:

Some teams-

FRCEIE:

FLEA—

(00:59:43) Lenny
English:

Some teams that | imagine are most in need of marketing support. Got it. Are you able to just paint a
rough picture of the way the teams are laid out at Etsy? | imagine there's a buyer side and a seller side.
How does that look for people to make sense-



FRZERIE:

BRBRPERFTEEHINEI. BBAT. REEABUER—T Etsy FIARHREG? HIFHE L HKIHMERIT,
BAREAXIZHY?

(00:59:57) Tim Holley
English:

Yeah. The way that we think about the structure right now, and the org design should ideally follow
strategy. And if your strategy is always evolving, then your org design is always evolving. We call it the
product stack. And so we've got our core customer teams, who are unsurprisingly thinking about buyers
and sellers. And so they're the ones on the front lines with the customers.

AR ERIE:

. HNMNBEMMNEHNEERS, ARIHERBER TAIZEMRMEE. NRIRAIBEITEAINEE, ABAIREVA
LG HERMTEE. HAWFzHR “P&Ei%” (Product Stack). FEINBEZOLEFHR, FEHFE, Mi1HER
EELRMER. IIRATEFE—EBIA.

(01:00:26) Tim Holley
English:

Then we have, we call them our partner teams, and so they are working directly with the end customer.
So think an organization like payments where they have clearly a way to capture payment from a buyer to
remit funds to a seller, so they're really on the front lines with the customer. They also have other
constraints working with the payment networks, and card providers, and things like that, so they just
have a slightly different model. So core customer, partner teams, enablement teams that are really in
service of helping deliver the best possible experience. That might be through our recommender systems
or through our design system, in order to make developing that little bit easier, a little bit faster, a little bit
more standardized in some cases. And then the foundation of it all sits with infrastructure, and the teams
that you might expect that are much more technical in nature, that really, without that, we wouldn't have
a website.

FRCERIR:

REFHNE “INEHABL” (Partner teams),, ML EZSKIREFITRE, tbiIZTHPBA, HITEAETMER
AR UREYRINH LA SERVIRRE, Fr T E—%, BMIIEESLZGWE. RARSIENEMLER, FrLL
BRRXEERE. B4E—T: ZOEFHP. KRR, TEEFPA (Enablement teams, RS FIRERER,
LLINEERARIGIT RS, LFALKEER. BR. Bingl), RESX—VINEM—EMigERN, Wit
ARLER R M FERAVEIPA, EE M TRIEE M,

(01:01:20) Lenny
English:

When you're hiring a product manager, is there anything that you found to be really important or
interesting, or maybe a unique insight into hiring teams?

FRCERIR:
YRR mEEN, RANBTARIFEEENEEN, HETBEENAEE +AIRFH LAZID?



(01:01:28) Tim Holley
English:

The three things that | come back to time and again, is one, the collaboration piece that we talked about
earlier. Not only a willingness, but a real excitement to do that. It's not everyone's bag. | get that. Some
people just want to be in a make fast decisions and move forward place. We aim to make fast decisions,
but you need to consult. That's one. Two is being decisive. We have tons of data, but it's not always clear
exactly what to do with that, or we're using a new input. Maybe back to the point mentioned earlier of
looking at competitive insights, let's make a decision, let's move forward. Let's ideally learn. Even if we're
not making progress against our goals, we're at a minimum learning.

FRCERIR:

BREBAN=ZRE: F—, HMNZARIONE FANEEER, EENNERIME. XHTEGHE
A, HBEB, BEARBE—NMUERRHFIHBMS TE. RITNWERRRFAR, BMREEHITER, X
BE—R. B_ERE. HINEBEEHRE, BEHFEEBFRZEAM, NEHNEEERFTIEA. EEIZE
RREIMNR SRR, ILHNMMNRE, 4and. BREBERATEEY, IERITSEHEERIEGHE, EL0K
MNEF.

(01:02:10) Tim Holley
English:

And then the third point is just curiosity. Because we're a relatively small organization with... Everyone
says, "If only we had more people," but we are quite small. So there is a lot of change. There's a lot of new
priorities that crop up, and that means there's a lot of opportunity for the right folks, right? If | want to be
in this space, and only this space, and this is my specific domain, and | just want to be in it forever more,
that might be a little more challenging, because you might be asked to work on something net new. And
so just having that curiosity mindset of saying, or maybe said differently growth mindset of, "Okay,
there's something to learn from the thing I'm being asked to do, let me really lean into that." And to some
degree, I'm not describing anything that's atypical of great product people overall. But | think we have
either a slightly different flavor or we need it in a slightly different way here at Etsy.

FRERIE:

FEZARBEFT L. AARNIB—MEMBNWAR - BARAEIABSN “BEABZAMET” , BHEA]
HSSHIER K. FIURBERZTWL, SERZFNMEREN, XEKRENSENARTERSZNS. NERK
QRFEX MY, MERFEINY, XRENETEMM, REKTFTE, BTGk, BAMR
AHERWEREMEHNERE. AL, BE—FEEL, EFRKRB4: “FE, NEEERMHNERFD
ALUFE—LERT, RS OMMEANER,” EEMEE L, BERNHRERE" REEFRAASENER, B
HINRTE Etsy, BIIBE—MEHTRNRNEE Ao

(01:02:59) Lenny
English:

Awesome. Last question, before we get to our very exciting lightning round. Is there a framework or a
process that you find really useful, that you find yourself coming back to, that you think listeners would
potentially find really valuable?

FRCERIR:



KiET . EHANLAHMENABRATZE, RE—NHE: BEREFTAMRESFEEER. @5€H8, BN
I AR A RE= BEIFAFE B MMERERRERIZ?

(01:03:11) Tim Holley
English:

| won't pretend to know whether listeners find it valuable. But the thing that | do a lot, that we do as my
team, that others do to some degree is a simple exercise of weekly focus. What are you focused on this
week? And then reflecting on, did you get done the things you were focused on last week? Seems super
simple, but just the exercise of thinking about what matters, writing it down, and having a little bit of
social proof or articulating it out to others creates some degree of accountability, is something that is
very, very easy and simple to do. And if you do it consistently, you start to see some really great patterns
of, "Those types of focus areas take me longer than | think. | should budget more time." Or, "These are the
type of things that crop up. At this time of year, | might need to start thinking about making some space
for them." So I've just found that to be really, really, really helpful in the day-to-day.

FRZERIE:

HAHRENEMRESERFEENE. BEREEMH—HE, HHOFMEESR, HtABERMEELE
i, MB—NERN “BAER" (Weekly Focus) %3, MMXEAMEREMRA? ARRE: REAXINER
TR TIS? XEEKBLAER, BEREMHAEE. T K. HAMARELR (ZEMHT —RdXER), =/~
EEMEENTAER. XE—HFERFEERZEEENE, MRMEHY, RN —LREFRN, L.
MERERLERENRELIBRHNER, RANEZTMEEZHNE." HE “BEHXMHRBSHINXES
15, ZAREFEFEZEENENBLHTE," RRMXERELEPIFEIFERE,

(01:04:06) Lenny

English:

| love that. How do you operationalize that? Is it like a Slack channel people post these in, is it a Docs?
FZERiE:

BEWRX, (RITARIE? 21E Slack SMER R, BEEXEE?

(01:04:11) Tim Holley
English:

Yeah. In our buyer experience product channel, on Mondays, everyone's kind of sharing what they're
focused on. How last week panned out, was it done? Is it still in progress? Things like that. It's very, very
lo-fi, but it worked pretty well.

AR ERIE:

Bl ERNMNPIERAKL~mINE, BA—, AKBIOFEHCHER. LAHRNM? Sl TE? BEHT
Hhrg? B, XEBRKASE (Lo-fi), EMRRIT.

(01:04:25) Lenny

English:



So it's kind of like a standup that happens once a week, and it's higher level essentially is what it sounds
like?

RS ERIE:
FrUXE 2GS —rNits, MAXRLEESESEEN, IFERSXEDG?

(01:04:30) Tim Holley
English:

Exactly, exactly. Trying to think about the priorities and not tasks. And that is a blurry line. | fully
recognize that. But anchoring in those | think is certainly for me, personally more helpful.

FROCERIR:

", Kif. WERBZMALMARRANMES. BAXRERREN, HR2FAX—R, BHEEEML
R ERBENAFRREFG T

(01:04:41) Lenny

English:

And is the comedian person in these and sharing funny things in the standup-
R EiE:

BOROFERBEEPHIZEBRERED?

(01:04:46) Tim Holley

English:

No, unfortunately, or fortunately, he's now actually a comedian.
R EE:

T, FENE (FEHRFENRE), HIEENE—RRABTERT,

(01:04:52) Lenny
English:

Are you serious he became a full time comedian? That" s amazing. And with that, we've reached our very

exciting lightning round. Are you ready?
R EIE:
RBIANERE? T 2IRBEOFBESR? KHEF T B4, HTENTIEBRHBABILIRT, HE&EF TI?

(01:04:58) Tim Holley
English:

Hit me.



FRZERIE:
skeng,

(01:04:59) Lenny

English:

What are two or three books that you've recommended most to other people?
R EE:

RRANABEERZHNR=ABEMHA?

(01:05:03) Tim Holley
English:

Couple that come to mind Team of Teams by Stanley McChrystal has been, | think is just A, really
fascinating read, and B, helped me think a lot about how you trust teams and how you think about
disseminating decision-making to the right folks, tech language, push decisions to the edges. But
thinking about it in the context that he describes there is really fascinating, and it just shows that it can
work even in the most egregious world of military, which you think is top-down command and control,
shows that there's a different way to approach problems.

FROCERIR:

FHAERIA LA Stanley McChrystal B9 (TEEEY (Team of Teams), FKIANTEELIEERIEFESIANE, HX
CEBRBENAEEAN, URIAERARNTRIEGENAFFE (AERRERHE RRDENL). &
HERNER TEREEXLRFEEEE, cBRATFEERRENESER (RANBEE LM TGS 5
#) , WEERRNERRZIFS .

(01:05:42) Lenny

English:

| was actually a fan favorite at Airbnb also.
R EE:

XAPTE Airbnb IR,

(01:05:45) Tim Holley
English:

Oh, cool. Other is back all the way to the top to what I love to do. Surfing and being outdoors. Let My
People Go Surfing by Yvon Chouinard, the Patagonia founder. Incredibly fascinating read of someone who
just had a deep, deep passion, turned it into a business, struggled, iterated, came out the other side really
successful. So the business side, but also just how they think about treating their employees and the
culture that they've built I think is to me personally, really inspiring. There's a theme here around trust
and how you engage with people to make their day-to-day work lives, is really fulfilling. So that's another
favorite. And then in a super different direction, Power Broker by Robert Caro. That is an absolute tone. It
is huge. It took me probably an entire year to read because I'm an extremely slow reader and/or | fell



asleep a lot. But it is so fascinating, especially living in New York, of how one human had such an
incredibly outsized and probably terrible impact on the city. Access to waterfronts, really thinking about
communities and tearing them apart. Just such a fascinating read.

FR3zEiE:

M, ft, B—AREETERAENES: HRMAIN Patagonia B4 A Yvon Chouinard B9 (BRI HiE, HEH
JR) (Let My People Go Surfing) . XB—MREEKANKE, #HRT —MABRRREN AN EE X
5, ZhEil. EX, RERTBERKI., FMUBLWSHE, i RFFRINAXFRILASUREN AR
EEEBRLR. XEE—IMXTFEEURNAS AEDiIHETEEEFEEREINEDR, FIUXES—MRE.
ETE—1NT2FRFEMARM, Robert Caro B9 (RALZLA) (The Power Broker), HiR—HEZE, FEE. &
ABET —BEFET, BARDRVRERE, MELEREREMEET. BCIEERA, LHEEED
49, MBI — D AWEIXEER T = E L E KB A e RN E M, S RKXKNAL. MHXNERE
UK ENNFR. BR—45 AR,

(01:06:56) Lenny
English:

| have that book, and I've never read it. It's very long and intimidating. | think it might be back there,
maybe in a different-

FRSCERIF:
BEXRARH, BEERMRIET. EXKT, LAZEMER, HECHEMERE, iFERRMN

(01:07:01) Tim Holley

English:

I would chunk it out. Do a couple of chapters at a time, otherwise it feels insurmountable.
R EE:

HRBEHFFR. —RFJLE, SNERRELEEH,

(01:07:07) Lenny
English:

It's like infinite Infinite Jest where you're intimidated. Amazing. Okay, next question. Favorite recent
movie or TV show?

AR ERIE:

Mg (ERBIE) (Infinite Jest) —FILAEMER. KiFET. 8, T—NEE. RORENRIEBEREE
MTE?

(01:07:15) Tim Holley
English:

So my wife and | talk about this a lot. | think we're Western Files, if that's a thing. I'm from Europe and so
it's a whole new world, different world for me. We've loved Yellowstone and all of the, | guess they're



prequels. They've been just really, really fun to watch for people who are curious about that culture and
that world.

AR ERIE:

BNZFEBUXD. BERNZE “BHHFE” (Western Files) , MREGXMAMNIE, FHRBRUM, FIUX
MEERRZ— DI FENHER, JITIFFEER (BH) (Yellowstone) UKFIERIFIE, T4 A8
XU FREIAFRN, XEREAENIFETE,

(01:07:35) Lenny

English:

Awesome. It's also been hard to find where to even watch it. It's on the weirdest channels.
HRCERIE:

KiET o, AIER) LEEHEEDN, EE—LEREFIZAINE L.

(01:07:39) Tim Holley
English:

It is one of those where the old world of, we cut all our cords and we only needed Netflix. Suddenly you
need all these really random providers of content that you're like, "I have to subscribe to that now to
watch this show?"

FRCERIR:

Hast. MAmiFkfIE=rELs, RFE Netflixo MERABTERMEXLERINNATRMS, RSB “ATE
AR, FRIELTTHEIRN? ”

(01:07:51) Lenny
English:

Don't understand where this even is. Just take my money. Favorite interview question you like to ask

candidates?
AR ERIE:
BRETEW) L, BEEEERNERE, REERRNEENERREEA?

(01:07:58) Tim Holley
English:

I'm a big fan of case studies, live case studies. | think you learn a whole boatload about how someone
thinks on the fly, how they react to constraints. So we use those. I've used those a ton. We use them pretty
heavily in product interviews. So | love those modulated for the type of business you're in, what you're
actually trying to understand. The other one | like to ask is around something that people have taught
themselves, tried to get at a growth mindset. | think Julia, who was on the podcast a while ago, said
something similar. But you get a ton of insight into someone. Ideally, you get a bit of passion and you



often get something to go research. She's like, "I don't know anything about that topic. | want to learn a
little more."

AR ERIE:

HAFEEREF 2, BEMBIRFI D FIANMAUFRRZ X F—PAMMEBEE . SNAR X £9REYF
e BNEBEAXLE, HEFREXPAERER. ZERREWSEBENFEERT BHABTRFREXLESR
fflo F—PMHERFNEARZXTANBZNFRA, HET7RAINHOMKE RS, ZBFAR LZBEFH Julia
WiRTEMETIE, RAIUMPREN—PMANKERR, BEBERT, MEEBH—RAE, MEBEMRZFE
—EESEARNARE. (il “HNIMERE LA, RS TE R

(01:08:40) Lenny

English:

What is a favorite product that you've recently discovered that you love?
R EIE:

ML MHEZNTmETA?

(01:08:44) Tim Holley
English:

You as a new parent maybe resonates when... So it's not new, because our kids too. But when | was
looking, being in product, of course you want to track data. And so | was looking for apps that would be
good at doing that, and they nearly all look like hideous medical charts where | just don't want to engage
with that. | found this one app, | think it's called Nara Baby or Nara something. Super simple, allows both
parents to enter information. Probably grandparents too. We only tested it with two people. Seamlessly
syncs. Really easy to use. So at 4:00 AM when you can't see and you just want to say, "I fed the baby," you
can do that really easily. Just really, really simple, fit for purpose product. So that resonated with me.

FRCERIR:

ERA—TIFRE, MARSEHRE - BREFHT, BAENNEFERS 7. BHHIHE, FH~m
A, RYAREEIHIE. HARERGTER App, EBENIFEERSEAMBHNETER, RIREFER. &
RILT— App, T Nara Baby 5(#& Nara ft Ay, BEAES, AFKEBRLHNES, AJEEKXSHEA
L BRI THE DA BERT, FEFH. FIUNERR 4R, SIRREEHEREAT, IBIER "RIRT &
F7 B, fRAILAAFEREMMSTR. IFEBR. TIGTERITm, X517 HAIHe,

(01:09:31) Lenny
English:

I'm going to be downloading that right now. I've been using Huckleberry, which is both awesome and not
awesome, and so awesome tip. Great. What is a favorite life motto that you like to repeat often or share
with other people, either in work or in life?

AR ERIE:

BIMEMETH. F—HEA Huckleberry, EBRSFAX AT, FRUXTENKRET. XFT. IREEEE
HEMADENAERSERA, TREELFPEREEH?



(01:09:44) Tim Holley
English:

One of the things | talk about maybe internally more than anything else, but all or nothing. Go all in. Go
do the thing. In German [German 01:10:08]. | grew up in Germany, so that's something | say to myself a lot
is if you're going to do it, do it properly. | think those are often helpful words to live by.

FROCERIR:

BERNSRERZNAIREE “BATM, B4a2M (Allornothing). 2L, XMHHE, BEEE—0
[#87E 01:10:08], FHEREKAK, FIUKLEWNBECH: MRIREM, MIBEMIF. RIANXEFEEEREE
BhBI NN,

(01:10:04) Lenny

English:

| love that. Final question, what's a favorite item you recently discovered on Etsy?
R EE:

BERX D RE—NME-E, R&RIEE Etsy ERIMREREmRETA?

(01:10:10) Tim Holley
English:

| recently bought an engraved whiskey decanter for my wife and myself, or for the home. Super beautiful,
so cool. Got it personalized with our names. Just such a cool, cool item, that | wasn't expecting to find
that kind of thing. I'm not even sure exactly how you engrave a whiskey decanter, but it was really cool.
And the other thing, I'm always on the lookout for greeting cards. If anyone has great greeting card seller
recommendations, I'm all ears. | love giving out physical greetings cards to folks, so that's another always
on Etsy favorite of mine.

FROCENIR:

HEENEZEFNHECS FHERARE) X7 FNELSEES. FEESR, FEE. EEZITHAN
2T, ERMIFEENER, TR REIXMAR, REETHERLSEERZEAXFH, BE
HRES. Z—HER, H—EHEEIFHEF. MRBEABEFHNE FEFEE, TAERA. HERLATERBR
R, FRUBRREBIS—1 Etsy EFRE-

(01:10:51) Lenny
English:

Tim, we've talked about growth, culture, surfing, cabins, leadership. Thank you so much for being here.
I'm downloading the Nara app right now as we speak. Two final questions. Where can folks find you
online if they want to reach out and maybe learn more, and how can listeners be useful to you?

AR ERIE:

Tim, AW TIBR, X, R KE. AT, FERGREER. MERNIRIFAE, FKIEE TE Nara
App. EREMMNEE: IRARBEXRAMNTHRESES, FIUEMEREIR? IFRENIREHRTATEEIG?



(01:11:06) Tim Holley
English:

Yeah, yeah, find me on LinkedIn. That's probably... Well, not probably, is my most professional platform.
Instagram, like | said, is a farce. And being useful. Yeah, send me things that you're excited about in the
Etsy product. Send me feedback. We're always really keen to learn how folks are experiencing the things
that we build.

FRZERIE:

=/, £ LinkedIn £3%F. ABETgE-F, BHEREETUNFEE, Instagram FLEHKHN, RE2NEE,
ETEE), B/, IBIRTE Etsy FRPRENENARALEATK. AHRG. RIT—BIEEEETHRARTHINE
B RFERVALS,

(01:11:26) Lenny

English:

Amazing. Tim, thank you so much for being here.
R EE:

KiET o Tim, IFERBGHMREER,

(01:11:28) Tim Holley

English:

Thank you for having me, Lenny. Appreciate it.
FRCERIE:

BHETRAYELE, Lenny, AFERE

(01:11:30) Lenny
English:

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

AR ERIE:

AXRBL. FERFIF, WRIREEX—EBFMNE, AJLUTE Apple Podcasts. Spotify SRS RAIER N A L
TIRAATH, W, BEERAHNTFIIE TiITFIL, XEEEEHEMAREKRXNMEER, RAIUE
lennyspodcast.com X EIFIEFHATER TREZER. THTEEL,.



