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[00:00:00] Tobi Liitke
English:

Your podcast is a podcast by a builder for other builders. Here's the most interesting question | think
people can ask builders, what is your energy source? My energy source is dissatisfaction with status quo.
There are so many books are about this ... Technology leading to dystopia. Like no one who really thinks
about this would want to be born into a world 20 years before today. | think today is the dystopia of the
future. It behooves us to try to build the kinds of products that leads in ... Towards progress.

FRCERIR:

REVIERR— T HEIRE (builder) NEMBIRERIENER. FINNANERRKEZREBNEAZ: R
REERRRMA? RNEERREXNWRNARH. BREBHBEIEXD - LIRS B R 51tk EALE
EREIXMAEIA, MAZBEERE 20 FaIIHR, ZIANSRMERKD ‘R . HNNERES
FIFTERRLERENSS QT+ E[MFE T B fo

[00:00:28] Lenny Rachitsky
English:

There's a couple quotes along these lines I've seen that describe the way you think about this stuff. "If
most people are doing it a certain way | by default don't want to do it that way."

FROCERIR:

BREII/VAEMEE, BRATREEXLRENAGR: “MRRSHEABMUEMLGNME, HEIARFEE
=30

[00:00:34] Tobi Liitke
English:

There's an aesthetic in the world that exists which is that business people dress in suit and tie, they are
speaking much more sophisticated than I do, usually without an accent. They usually have a stick and
show dramatically at the chart that is behind them. How much is that aesthetic overlapped with
outperformance? Pessimism sounds extremely sophisticated. Optimism always sounds dumb or at least
naive. The most powerful unquantifiable things in the word of business are fun and delight.

AR ERIE:

R EFE—TEE, IASALIERERE, WELRELRFSZ, BELE0OE. tWIBEZEEEE, A
MiisE S ENER, XMEXSEBRNZEETLLVES? BWMEXITERRERRE, MRMEXSZIE



KRE, HEEDRRE. BEFLHRR, KEBANFIECRARZE R M “MWiL” .

[00:01:04] Lenny Rachitsky
English:

I don't know of any other company that operates where the founder has this 100-year vision of where the
product needs to go and working backwards from that.

FROCERIR:
HAMEBEEEWRABREEARNRLIRANTRNAEREE “BERR" , FLULHITEM,

[00:01:11] Tobi Liitke
English:

| talk about look in the future and then think backwards a lot, right? It's like what would we want to have
done 20 years ago on this? We have very long-term plans. At 100 years you can't talk about this software
project but you can talk about the mission itself, whatever things that will survive for 80 years that are left
on this particular timeframe. Entrepreneurship is just precious. Shopify exists, basically, to make

entrepreneurship more common.
FpsCERiE:

HEBVWCRERKAGEERE, WE? MER: HXWXHE, HNFLEECHE 20 FrETHA? &G
ERENITE. TE 100 FHREEBE L, (RARERIKIEXTMRETE, BRALLUKEERES, KICEXMS
TE RS EIMEZRARETFIE 80 FRIABLERA, S FEMERHAIL M. Shopify WEE, BEALMEANTILEIWER
EMNEiE.

[00:01:35] Lenny Rachitsky

English:

Is there anything you want to leave listeners with?
R EE:

B ABBLIFRANIED?

[00:01:37] Tobi Liitke
English:

| really, really, really think that there is not a single person on this planet who is even close to being at
their maximum potential. Reminding people of their own potential constantly is actually a wonderful
thing to do.

FRCERIR:

HEN. BN BERNIAN, ITEXRERE-MARELELTHNNEKRED. FTEHREAMIIEZ8E
71, S ER—HIFERYIER.



[00:01:54] Lenny Rachitsky
English:

Today my guest is Tobi Liitke. Toby is a man who needs no introduction so I'm going to keep this very
short and get you right to this jam-packed conversation. If you enjoy this podcast don't forget to
subscribe and follow it in your favorite podcasting app or YouTube, it's the best way to avoid missing
future episodes and it helps the podcast tremendously. With that | bring you Tobi Liitke.

This episode is brought to you by Sinch, the customer communications cloud. Here's the thing about
digital customer communications. Whether you're sending marketing campaigns, verification codes, or
account alerts you need them to reach users reliably, that's where Sinch comes in. Over 150,000
businesses including eight of the top 10 largest tech companies globally use Sinch's API to build
messaging, email, and calling into their products.

(00:02:42):

And there's something big happening in messaging that product teams need to know about, Rich
Communication Services or RCS. Think of RCS as SMS 2.0. Instead of getting texts from a random number
your users will see your verified company name and logo without needing to download anything new. It's
a more secure and branded experience. Plus, you get features like interactive carousels and suggested
replies. And here's why this matters. US carriers are starting to adopt RCS. Sinch is already helping major
brands send RCS messages around the world. And they're helping Lenny's Podcast listeners get registered
first before the rush hits the US market. Learn more at getstarted@sinch.com/Lenny. That's S-I-N-C-
H.com/Lenny.

Today's episode is brought to you by Liveblocks, the platform that turns your product into a place that
users want to be. With ready-made collaborative features you can supercharge your product with
experiences that only top-tier companies have been able to perfect until now. Think Al copilots like
Notion, multiplayer like Figma, comments and notifications like Linear, and even collaborative editing
like Google Docs. And all of that with minimal configuration or maintenance required. Companies from all
kinds of industries and stages count on Liveblocks to drive engagement and growth in their products.
Join them today and give your users an experience that turns them into daily active users. Sign up for a
free account today at Liveblocks.io/Lenny. Tobi, thank you so much for being here. Welcome to the
podcast.

FROCERIR:

SRHEER Tobi Litke, Tobi B— M AFBRNANA, FIUEBKIERR, EEHFARKEANXGTFEHHRY
MiEe. WMRIFERXMER, S THEEBRERENAN YouTube EITHMXE, XRBREIRKTENER
FAIN, BXENTBRAER., TE, BI5 Tobi Litke,

FETEREFABELTE Sinch B8, XTFHFEFWE: TRMBAEFEHEDD. WIEEEK 128,
RERRECIAISEMEAAF, X2 Sinch WARZM, 2B 15 ARk, SFEKa+ARRAEH
BIJ\K, #TEfERA Sinch BYAPIEIERE. BRFAEIEThRE SR A EIfthf TRV m o

(00:02:42):

HEWHEERE—HRBEINEETHRNASE: EBERS (RCS). FRATLUIE RCS BEERE(E 2.0, AR UKE!
NABEXRERNSBINE, MeEiEEIWRETRIEN AT R Logo, BEFETHIMAINA, XEB—
BRe. BEARBBNER, i, RETLGREXRERREEMNBINCEESEEE. XZAUEE, 2ANE
EZEREFIEXA RCS, Sinch EREEMZARBELSIKEEINAE RCSHE. MITETEEER) Lenny's
Podcast WIAAREEE TIZIRLRIM I EM. MTREZEE, 1FHIRA getstarted@sinch.com/Lennys

SRBYTIEZEMH Liveblocks 2B, XM F AR~ BB BRI TE, BIIMMBIMIEINRE, REJL
NFE@ENTR QB A fe T ERIATE, 2878 Notion BY Al BIE I, Figma BIZIEIRI. Linear RUIILHIIRE



1, BER Google Docs I EMRIE. FMTEXLEMATEMOMEER LR, FTRL. ZSTMEHNATEK
5 Liveblocks RN = mEE5EME K. SRMMAMA], LENAF—MaeiLt 1K BERF AR, ©
KILTE Liveblocks.io/Lenny 7EMERZEMK S, Tobi, IEERSREER. SNIIREEEE,

[00:04:24] Tobi Lutke

English:

I'm glad to be here. I'm excited for our conversation.
FRCEIE:

REMKRIXE, HRFHNBIE,

[00:04:26] Lenny Rachitsky
English:

I've listened to so many of your other interviews, I've talked to a bunch of people that work for you. | want
to try to do something a little different. There's basically two themes that emerged over and over and
over as I've listened to you share advice, and interview, and in talking to people that work for you. One is
thinking from first principles, the other is maximizing human potential. I'm just going to plant these seeds
for now. I'm going to not ask about these directly, I'm going to come at these from the side with the many
questions that | have for you. Something that I've heard people describe at Shopify called the Tobi
tornado.

RSz ERIE:

BN ERZIREMIS, BM—BRRITENARE, FESEHB—ERNEANER. ERAMRIZEN. X
BUREMHNEIRIKN, BN ETIEREHN: — 1R “F—MHRERE” , 53— 8 “RAUARE
777 . BUELAETXEMT, FEER, MEBIRAMESHNFZREMMEIIN. FKIF Shopify BIAHE
RF—0Y “4EtbzENX” (Tobitornado) EYZRFE.

[00:05:01] Tobi Liitke

English:

Oh, wow. Okay, that's a start. | like it.
FRCEIE:

MR, M, 478, XBME. HENR.

[00:05:06] Lenny Rachitsky
English:

What is the Tobi tornado?

R EE:

tazE “FherER ?



[00:05:08] Tobi Liitke
English:

A Tobi tornado, | would say, is a whole lot of change management or a conversation or conflict or real talk
compressed into a very short timeframe. | see something it doesn't ... It's not good, | have a conversation.
| have learned something very quickly about hey, | need to update my priors, or cool, let's do it
differently. At which point a project might be stopped and we get back together in a room and then we
start a new version of a product. And everyone who's currently on the team, of that particular project, is
no longer on the project but they are the founders of the next version which is built differently. And that
might be a bit whiplashy for people. | mean, | certainly hope that's true, it's certainly what people tell me.
It's also what they appreciate about the company. It's like what is best ends up mattering a lot.

FROCERIR:

2, FRhREX MERAENTEER. Wi, PRFEVIEEFEETRFENEER, REF—LRTF
AR, ARAKENE, RIRREI—LERA, i TR, RFBEEMHLEINAT , HE B, L]
MAANE” o EB—Z, —PNHEAUEIKUE, RNEFRE—THEEE, FR~miVihid. MizHE
FRENRRRBATBARRIE, BN T URRLNEERN T —RAER “SIEaA" o XIFANHKIRA
REE R “E#(5” (whiplash, ERANRIZIZT) ., RUAFTEXZEN, XHWEEANSFRN. X2
IIMREXRARMG: BR “&ifF RELFEXEER,

[00:06:08] Lenny Rachitsky
English:

Basically, it's you going into a chat room being like "Hey, this" ... "We're going to end this project we're" ...
"Let's try something else" because you've discovered or realized this is a bad idea. Some people
complain about this practice of like "Oh, Tobi kills the we've been working on." My lens is, you realize
we're just wasting time on this thing that is not going to work and we shouldn't do it. Is there anything
there along those lines?

FRCERIR:
B b, MERHE—PIXER: 8, XMHERNERE, RN , BAREARHEIREX

B—MER. BEASBBXMHECE, il 18, R ETRN—BEEMHOERE" . ZENAAZE, MER
FIBMNRABERENEM—MTENRA, RIIFNZSLE, BXFD?

[00:06:32] Tobi Liitke
English:

No. This is everything. Again, once | imagine something might be not the right thing to work on I'm either
incorrect at which point this is super important that | understand why or I'm correct at which point it's
super unfair for letting people work on something that isn't going to make it. There's a third wave which
is | could also ignore it but that's an abjection of my CEO and founder responsibility that I'm absolutely
not willing to make so that's just not a path forward that | see valid. | understand that's what a lot of
people choose to do. So yeah, compressing time is important. We have a fairly limited time in our careers,
right? Our careers are not that long. If you're lucky you have 40 years in the industry. Most people spent
more time in school and then maybe leave later if they're so lucky that they can. So it's not even that.

(00:07:33):



| think you want to do the maximum amount of things you can be proud of at the end of your career.
When you look back you want to be saying, "Hey, holy shit, we shipped this thing which was absolutely
an incredible contribution to a mission | cared about at a company that was full of other people who
cared as much as | did." And also are very proud of working. And maybe even thinking of working with me
and being really, really glad that we spent time on projects together. Yeah, none of this happens if
everyone's sort of optimizing a thing that probably shouldn't be there, right? And, therefore, I think it's
the better thing to do.

AR ERIE:

T, XMEEM. BiR—R, —ERRBEGSAURAREBNIELR, BARKET, XNERHANTA
EMERREEE,;, BATENH, XFILANASLH—NMNEIERVHNRARFEERAFH, EHFE =k
%, MERAURBERE, BIREXNFKEN CEO MEIW ARTHRR, RENFBEXFMS, FIUBRFE—FK
NABRER. HAERSAZERIER. FrL, EENEREER, BNVRLEEREEIER,
1E? BMVAEEHA K, MRMRFZNIE, EITIES 40 Fo. ASBATERGHNEEK, MREHFTHE
RIRARHNE, FRUBEZERLEF I,

(00:07:33):

FIANRBER W EEERE, RAESMM—LEILRREERNER, SREIEESRN, MR 98, X
W, FA&HBTXDRA, EXNFRXONERBE T ARAIRNNTEM, MAQSERLMEMZ—HFROX MG
FHAN.” AEUANEXETFREBER. EEARIBVENB—EIE, HHEN—EEHE LERpvYER
FERE. FEBEH. MRS PABERU TR EEFENRE, X—UEAILE, WE? B, FIAAX
EEIFRIIE.

[00:08:16] Lenny Rachitsky
English:

And, by the way, | love this way of describing ... Of compressing it in time to just make a decision, not
focus on making it come across the most kind, nicest, sweetest way. When you give feedback to people
when something is not the way that you think it could be or as good as you could be it's often very direct
and often hard to hear. To me this comes across as you're trying to maximize their potential, you're trying
to push them to do something better. Is there anything there that you think is a way of approaching
feedback?

FRCERIR:

IRER—T, RERZHEARS - EE LEFE LURERERE, MARTITRARICE. BRRE. &
MEMNHARE, HRGANRE, RELERBFANTAN BTN, BEFEERE, TERMEF. WK
W, XEANBREZMEAS NRAUMIINED, LEHEDMBIERSESF. XTXMREAN, (FEHAE
EIS?

[00:08:49] Tobi Liitke
English:

| really, really, really think that there is not a single person on this planet who is even close to being at
their maximum potential. | just think everyone is way, way, way, way, way better than they think. And the
reason why we're not performing at this level is a series of ideas, maybe certain approaches for
cultivating our skills and our crafts that have not yet been discovered and, therefore, we could not take
advantage of them. It's an environment that just narrows the focus on fairly unambitious things at which
point you get stuck competing with literally everyone else in the world because everyone's unambitious.



(00:09:33):

| have found that reminding people of their own potential constantly is actually a wonderful thing to do.
And | have a history of being right about people's potential more than they are themselves. Now, in a way,
this dooms me fairly often to be disappointed, right, in myself. By the way, I'm talking about myself here
too. I think | have way more potential than what | bring to bear and | hate that so I'm trying to cultivate
the skills that | need for tomorrow and constantly challenge myself. I'm harder on myself than on anyone
else. By some discount rate act equally to the people around me, especially the ones who just so,
obviously, are brilliant.

(00:10:23):

Spending time and longer time in careers with people and then holding them to a high standard means
that they accomplish very often things that just they didn't imagine they could. To me this is the most
wonderful thing to see. And frankly this is a throughline for all of my career because this ... My product is
that. I want my product to cause people to be more successful than they thought they could. And, in fact,
become more ambitious about what they are building with their online stores and their businesses than
they are actually initially set out to do.

(00:10:56):

Because something like this happened to me, right? | started a snowboard store at some point. | didn't set
out to build Shopify. If you are committed to following your curiosity as to the next step, and optimize for
maximum amount of learning when you choose these steps, it takes you from one place to another and
you actually realize the world's full of lies about human potential and progress. Maybe people are not
malicious about it but they're definitely confused about it. School teaches you that you have to learn this
particular piece of math in this 12 month period, and it doesn't matter how much you understand it. It's
like the outcome can be variable and will grade you on a variable outcome for a fixed amount of time
which has nothing to do with anything I've ever seen or learned or see ... Or witnessed about how to
actually learn things. You follow that thread and you just find that there is no speed limit for personal
growth. In a way Shopify has been a wonderful experimental lab for this sort of conviction. I've just seen
this to come to be true. And, of course, hearing from someone that you respect that "Hey, | think you had
it in you to do this thing significantly better because | think you probably saw fairly early in the project
this sort of path A path B. You chose path B potentially out of convenience even though you knew that
wasn't the right thing. And | actually expected better of you and | expected" ... "I think the next time this
happens in your career you should go path A because" ... "Based on your conviction." And, therefore,
that's hard to hear, right, because it's right. But it's also extremely valuable, right? What | love is an
environment of people who are holding each other accountable to the actual potential rather than sort of

their current level plus or ... Plus some, | don't know, a little bit extra.
FhaCERIR:

HEN. BN BERNIAN, ITEXRERE-—MARILELRTHMNERED. RRARESES DAL
BRNBERZR/E. HMNZAUKARAEZIMAKT, ERA—RIIMNE, HERZEEFRENFZNSGE
FARREI, BAFNTEFAEN. XR—IMRXEFHEFRYNIE, TR —xLE, FIBEESHR L
FRRBANZESEHR, AT AERZHE .

(00:09:33):

HEM, FEHREANMINEZBALG LR—HERYNER. MARIEXNMAZE DB EEELL ]S
CEER, WE, ARMEEL, XIETREESWECRIRE, INER—T, REEHREECS. TN
HEVBENZEHERRIERYN, RITRX—R, FIUKESHIEFRAXRAFNRE, A AHkEES. X
B ERAEIR. URMTMERKE, BANAEBANBEREZ—#1, LHERLEEMS A EEE
Ao



(00:10:23):

FRWAEERS ANEEEKANE, HUSEZERMI], EXREMIZEETHESMRERINES.
WK, XEHREVHN—F. BRME, XERBIMRUVEENTLE, BABRNERMEXEF. BEEEHN
FamElt AL TR ERIY, BE L, 1t B 2@ MEF L S ARE TS &I ENE
ﬁ?%’l::‘o

(00:10:56):

FREMNEREAERKS £, WB? BRI T —HKBERE. BFHRFTHFEIL Shopify, NRIRE S TIRME
FHOLEHT—%, AEEREXESBHAUFEIE, ESHMM— ARSI, MELIHtR7H
TRFALBHMEDT RS, BIFAMTHEEE, EtIEENERIRDR. ZREFOATE 12 TARFS
XERENRFE, TEMERTZ D, EREFAEN, WISERENNBRREDZENERGMITS, X
5P FIRRILERNXTNAREFIEYNEASBHELR, MREXFLRETE, RILADAR
KRERERS, EXMIZEL, Shopify —~ERXMESHLELEREE, RFERLIETX—YIHE. 4
A, MIRESEBIAIBERE: 1%, BIANMREERDEXGZMIELE, BAFIANRERE ZHAEMREE!
TR ATRRRE Bo MRETFAEEFETRIE B, REMMEBAZERN. HESMIEESHHE” “Fik
ATREMBIRNEERREXMERS, RMZEREA, BA--BFREOER.” XMIERXEN, WE?
ENERMNE, BEMREES, WE? RERNEXHFE—MIFE: AMEEAERMAXERENAR, MR
RXMGHET HEKFH - HHEZ—R =

[00:13:19] Lenny Rachitsky
English:

There's so many threads | want to follow here. The example of the school is such a pertinent one. To me
right now we're looking at preschools for our son and I'm ... They're describing their education
philosophy I'm like, | don't know why | should believe this is the right approach. And it makes me just
want to spend all this time researching what education approach works. | know it's just preschool and

maybe not as critical yet.
R EIE:

XEERSBERNRWNHNLR, FROGVIFIEBNET. MFFKR, WERNETN)LFHLGLE, iR
B FESN, RER, RTNENTABEREXRERNTG Z. XiLRIBEMEREIEART AN
HEHEEN. FMEXRZ4)LE, AIREEEABAXRRE.,

[00:13:38] Tobi Liitke
English:

Did you have a bet yet? | have three kids too and this is sort of a decision that every parent faces, right? So
many of your listeners are probably product managers of machine learning products that maybe this
resonates. So there's a funny thing about machine learning which you're just like ... You train on a lot of
data, and, hopefully, you get something that predicts the thing you want it to predict correctly out of it.
The biggest problem of this is overfitting, right? What does good look like, a loss function? Which is a
heuristic because it's not the actual task that the thing will do in the future it's something that proxies to
the task that you want the thing to do in the future. Predict fraud, predict the next word, whatever. So
overfitting is basically model learning how to cheat on the benchmark or on the fitness function.

(00:14:39):



So there's a business analogy of this which is that ... It's called Goodhart's law. It's literally the same thing
as overfitting just for businesses. Goodhart's law just says, "Any metric that becomes a goal ceases to be a
good metric." Same exact thing. The universal truths are things that almost any competitive field will
invent for itself by different terminology often. And I think this is also, by the way, why it's so interesting
to focus on personal growth and learning a lot about a lot because you end up finding these sort of
hidden harmonies behind things, the things that are clearly enduring correct insights. So overfitting,
Goodhart's law are the same thing. School optimizes for what? Marks supposedly, right? In fact,
overfitting in school is literally the kids cheating to get marks, right? You get another analogy. What is
however the right loss function for children? Have you made a decision yet?

AR ERIE:

RRETIH? HWE=ZNEF, XIREIMNKEBEIEIREVRE, MIE? (RERZITARAEEREEF S mpyre
mEE, BIFXIFIEHL. NEFIET—HEENER: MEAEBUELHETIIE, ?%tEMEM FREERETR
MIFRBEFTUVHARERRE, RAMRERE “IIME" (overfitting) , XIE? AR “4F” ? HIKREE (loss
function) ? XB—MRBAXGZE, BNERREZEMARREHIITHRIRMES, MEBEARMGHEEZZWRKHR
TESHAERET. FUUEIE. U T—ME, FF. FIUSNSER LR2REZR T NAETEEENIRZE
RN ERER R

(00:14:39):

Bl EE— MBI, WU “HERSER” (Goodhart's law) . EARREMELHHEINEE—E
F, ofERBERR: “EEET—BERNER, MABE—NFERT.” T2, BEREER/IFEMR
SR NBESKBHIER, RARRNEFRR, INER—T, FANAXBEAFT AT ETTARKMEFESZA N
EBNERRE, RAREKASLNENERRENME, BLEESABABEBIER. RIS EMSERE
ERER—HE, FRUMUNZMFA? BRSO, WE? FXLE, ZRENIUSMZEZ AN T ESHTIE
B2, BEDELL: WTFEFRY, EW “BRRE 47 RERE TIS?

[00:15:53] Lenny Rachitsky

English:

No, | have not we just started down this path. You told me-
FRCEIE:

T, FTEE, BOARNFER, REFZR—

[00:15:55] Tobi Liitke
English:

It's the kind of thing [inaudible 00:15:57]. You have to actually go fairly deep in philosophy to figure this
out. And then again afterwards you can build, you can find the schools that you like. For us it was just
maintaining curiosity. This is a completely different goal from being good at marks. But | just think
everyone's born extremely curious and school has a habit of getting it out of kids. Literally, there's a
foundation model of a child, and you fine-tune it at school, and it just loses the neurons of curiosity
because it's actually discouraged to meander into other topics and explore them just because they're
interesting. | don't know. This is sort of not the beat of a podcast but | just think about this a lot. It's funny
how these things just recur constantly.

FROCERIR:



XE AR (FRE) o IREFF EBITRNEFA BEFFRX—Ro ARIMA BRI, HEMERNER. Xt
HNEKE, BMRREFE . X5ERDERE2TANE. EBRIANESPIAXRERREFEC, MER
BE-MIEXMFHFOMNEFE LEENIG. FELE, BFE— “BMER" , MEZRIMWHT “H
B, ERMRETHEFHFONHET, RNEREEMEEANXENEBMRECNIRIF LE2KARFN. &
R, XAIEEFAEREENEH, BEREETEXNIH. FBHNE, XEFFLETHER.

[00:16:48] Lenny Rachitsky
English:

So when Archie was on the podcast, he's the head of growth at Shopify ... | don't know if that's his official
role. Basically drives a lot of the growth. He talked about how the core product team, outside of the
growth team, operates without KPIs, without specific goals. And decisions are driven by taste and
intuition primarily you, and Glen, and some other leaders. And a lot of people heard that and they're like
"I" ... "First, | don't believe that. Second of all, how does one operate that way when there's no data to tell
us exactly what is right and good?" So the question | have is just how does one operate in that way

successfully? What does it take for a company to work that way because a lot of people will try it and fail?
R EIE:

3 Archie L% 8 —M2E Shopify BIIERKATFA - HAHERZMBIEN LS, BEX LR TRSE
Ko ikE O @AM (BKEIAZSN) 7288 KPI RBEKBRNERTEE RERTEHRARME TR
&, EBEIR. Glen MEM—EMFE, REAREFRE: "Bk, HFEE. HR, OIREHESFX
MMM ABEBNGFN, —PMAEARIFIEE? 7 FUKMBEE, ARt MAERIEE? —RAFE
XFEEREASTARMN? AARSAZHEHBRK T

[00:17:25] Tobi Liitke
English:

This is very close to what | just talked about before with [inaudible 00:17:28]. Goodhart's law is real. The
moment a metric becomes a goal it's no longer a useful metric, right? | think that's more or less a precise
wording. Why? Because no metric by itself is a complete heuristic for a complex business because
business are complex. There's a million of different tensions in a company and you can't all keep them in
harmony by optimizing for one fix. It's true that we don't have KPIs and we don't have at least OKRs in the
Silicon Valley sense but we are extremely data-informed. We have invested enormous amounts of money
and time into systems that give us basically everything at our fingertips. | sent this demo to other
founders and they're completely bowled over by the way we can dig into basically every constituent
atomic bit part that makes up the cohort that just got formed 15 minutes ago by the end of a ... At the end
of a quarter or month or week.

(00:18:39):

In a lot of different places, this is one of them but also in its products, it's just not overfitting for the
quantifiable. Everyone competes for everything but it's highly quantifiable because it's ... It's fun, it's like
a game. You tweak a number and 0.1 more is better than 0.1 less. That's an immediate gratification thing.
But | just think the overlap of most valuable things you can do with a product, and for things that happen
to be fully quantifiable, it's like maybe 20% which leaves 80% of a value space unaddressable by the
people who will only look at quantifiable things. Shopify is comfortable with the unquantifiable things
such as tastes, quality, passion, love, hate. It's with the strong emotions that people have.

(00:19:49):



The sort of deep satisfaction that a craftsperson feels when they've done a job well is actually better
proxy if you allow it to be then the ... Do a unit test pass. A unit tests might not pass. And the unit tests will
pass 15 minutes later because we already fix them or adjust the one or two things so they support us. We
have systems that tell us exactly if something goes the wrong way. There's an extremely sophisticated
rollout system in Shopify that forever holdouts and correlates everything with everything for ... In every
experiment and so on and so on and so on. But if you think about it as a cockpit for a pilot. The decisions
are still made by pilots and we think this leads to better results. It's just the same with our product.
There's plenty of A/B testing tools and all these things for commerce, and it's, of course, really important
to figure out what your conversion rates are. But are you representing your brand is an unquantifiable
question? Are you proud of the thing that you have built? Do you feel it's your own, right?

(00:21:03):

And so | think there needs to be more acceptance in businesses or for unquantifiable things. The most
powerful, not unquantifiable things in the world of business are fun and delight. If people have fun when
they're doing something that is just upstream from so ... Sorry, downstream from so many other things. |
think that if all the metrics are pointing down but everyone says, "My God, I'm having so much more fun,"
I think that the very next thing that will happen with some time delay is all metrics will start going up. And

if that doesn't happen then we adjust course.
(00:21:51):

The reason why we specifically don't have OKRs and these things is because ... If you want to hold the
unquantifiable as things that are stable and exist ... That people actually do really defer to them and
really actually learn to be okay with someone just saying, "Hey, this is actually just really great and they're
shipping this" then you need to make certain edits to a business that don't remind everyone too much of
the companies they might have come from which the only way to get promoted is by driving the metric
up. It's a bit of a [inaudible 00:22:24] conversation | suppose. Good on the fortune cookies saying,
"Shopify doesn't do OKRs or doesn't do metrics" and so on. But it's actually just because the metrics take
us [inaudible 00:22:37] function where we often defer to just more ... Sometimes a little bit emotional but

generally less quantifiable things.

AR ERIE:

XE5FHZAREBIFERZL. HEREERRERXN. —BEErRABERN, EMTBREERNERT, WIE?
HIANNXHZH DB ERBFER. ATA? ANRBEEAE—EIRERANERISHNTEBEANGE, B
SEREFN. RAEENTLEAMAENKS, MEEXEIML—TEERERKILEN 2 FRETMIE, Bk,
FA1&E KPl, EVREEREN LR OKR, ERIBRE “HRIERE" 8. HIRANT REZSMASEEIL
24, iL—UIEEMFIR. FBXMERLGHMEIEA, MITNIAIEZERNEZRE 15 33 a0NINIAZ AR
44 (cohort) BYB—NRFHAMZDD HEIER.

(00:18:39):

ERZHMA, GFFEP, RMNIABFTHATEMNEREHTT IWE” . EIATNERZS, BUREFESE
B2, BRGEFN—F. REAE—IMF, £0.17tk 0.1%F, XE—MENEHE. BIKIAA, FREEXI™
mNRENENSEE, STHLRFRETENMNEBZENES, FJERE 20%. XEKE 80% MNETIE
EARERBENIEMRHATLEM KB, Shopify WARRAIEHWHNARAXEIBE, thilmikk. BRE. BB E. R
XLEEZE AR ERIEEZVE .

(00:19:49):

MRAFINE, TEEMFIENRZINBMHREFRER, LMLt “BolilEsEd” BFn{iEE
1ro BliXAIgE%EE, B 15 afEMsEE, AARINEZEETENHART —mk. RITER%RE
WHEIFRNEEEEBHTERE, Shopify BE—MREERMARALSR, A NEHPHSHITKEARIIIERNX
XM, BUIRIRIBERBRK YVITRAMNERM, REBMNAZH TRMEN, BRITPAAXSHEREHFNER.



HMNNFmtt20tt. BETURERZ ABNXTR, FERRAXRIAFEEE, B “RRESAKRT MBS
B B— P AAEANEE. “RESAHMMHENAARIIER? 7 “FESRR[CEMECH? 7

(00:21:03):

FALFNA L FEXNAATEUNEVEESHERE. I HRAPRBANAATEMERE “FE M “H
7 o MRANTEBRAGZHBIRE, B2FZHMEBHOTNEER. FiAN, NRAEEFHETE, E
BPOASY: R, BMEFOLEZT , BATE—RNEERRE, ETRNFEMEMBEEITNIARL
Fto MRKKE, BEANMIBEES .

(00:21:51):

HMNZFRATRIR OKR Z KM ARA, BRAN - MIRFEBAAIEMNFBEEAREFENEY, LAEES
EEf], AEEFSEREANYR R, XENRE, BRINEBLHE” , BARFTENUSHITRERNR, FE
IS ABBEMIIFTERENBLERT —AERPEQTE, EANE—REMBAAET. XERG -
(FA8) BIMiE. ARLE “HELIH” 3 “Shopify M OKR SIET FF, HLBREAEIRHFHINENT —
PERE, EXDREF, BNILERAE - BERIERK, E8ERVTEUNEY,

[00:22:48] Lenny Rachitsky
English:

limagine if someone were to hear you describe this of focus on joy, and fun, and love, and delight, maybe
... It's easy to dismiss that.

FROCERIR:
BEMRE ARFIRER TR K, Bk, ZMM@EE, BiF - REZHUFE—.

[00:22:58] Tobi Liitke
English:

It sounds completely idiotic, right? Again, there's an aesthetic in the world that exists which is that
business people dress in suit and tie, they are speaking much more sophisticated than | do usually
without an accent, have a full head of hair. They talk about metrics, they are in front of PowerPoint
presentations, they usually have a stick and show dramatically at the pie chart that is behind them. And
highly charismatic, highly ... So that's our aesthetic. How much is that aesthetic overlapped with our
performance? | don't know but some of them ... Some people pull it off who are like this. | think the world
is sort of stacked to lead us astray based on our stories about what optimal looks like are just so incorrect
in so many ways. Optimism always sounds dumb, or at least naive. Pessimism sounds extremely
sophisticated. Metrics driven sounds extremely sophisticated. Talking about fun sounds like naive.

(00:24:14):

Well, first of all, I've always ignored what people think generally. That came pretty natively to me
somehow which I'm very lucky about. But I've now actually learned that almost all of the alpha in the
world is now in the ... Exactly the things that are unobvious but true. And the things that people dismiss
as naive or so. The most successful business person on planet Earth is Elon and he conforms to no idea of
what the most sophisticated business person ought to be like in any which way you can imagine. | think
we live in a world where the counterfactuals are winning because our ... Because aesthetics are just
leading us astray.

AR ERIE:



IrEEkT2ER a5, ME? Bii—RK, R EFE—MEEX. BSATREER, RIEHHELRFS, B8
REOE, KERE, tITKEIEIR, 47 PPT A, BEEEEEEREIEMIEESENHHE, RERS, %
B XMEHNNER, IMEXSRNELLER? HANE, BFLEAHEREME. RIANEREEM
BRELRSTHN, BARNMNXT ‘&N KAARNKREERZAEHEHIRN. FMEXFERSZR
5, FEEVRRE, EUWEXITERRIELRE, FERREITERRERE, KeRBITERRRE,

(00:24:14):

B, RBEESEBRIIANRE. INFKRBRER, FRFEED, ERWELFLFR, R ELFHRE
B “@BFa” (alpha) MAEEEET - BERBEZREEBNERR URBLERANFAREIEMBK
Ao, MK EEMIINEARKRE (B5), tETAMERKNLEBATEAMIY “REEBAN NERF
FHIEX. FIANFMNERFE—D “REL EERMOER, RARIMNNERETIRSE

[00:25:02] Lenny Rachitsky
English:

This is an awesome segue to the other theme that | wanted to spend some time on which is thinking from
first principles, Elon is the classic example of that. Honestly, | think you're the other most classic example
of that these days. And we'll keep talking about all the ways you operate very differently from other
companies which are examples of this. But | want to read a quote from Glen Coates, he shared with me, of
how he sees you that gives an interesting lens into your first principles thinking. So here's what he said
about you. "Tobi is at his heart a true futurist, he's obsessed with the way things should be in the future.
Being data-driven is innately being anchored in the way users and technology are behaving today. He's
never really said this to me explicitly, but knowing him | think any design that is drawn primarily from the
way things are or were is one that he sees as inferior to one that is skating to the puck of the way things
could or should be." Does that resonate?

FRZERIE:

XE—MREFTE, SIHTREEHERNNE— TR, B “F—HRERE" , KREEXHZEAVEZHAS
Fo EXE, FAAFRESHS—IREBNOIF. BTELASLINCMRSHEATEFELAEZRHEZMHES.
AR —ER Glen Coates lRF D EH X T MMAERFIRINIE, XAMPE—MREBZRMT —1MEBHIMN
Ao EXFFMNIFRI:  “Tobi RILVRLR—TEIERRRENXE, MMHRTRKSVYNENFF. HER
&) AREBEEETRPMBEASKRIITASN L MMRBERNEX AT, ETH#EbZE, ZIANERE
BETIRIIEHNIKI, EERBAEBTAM BRKKKRAE" (skating to the puck, EFEFFIFR
F) BiRit.” XAESIEERAYHISIS?

[00:25:55] Tobi Liitke

English:

Yeah. | mean, | think that's correct. That's actually really interesting. Your podcast is a podcast by a-
(00:26:01):

Your podcast is a podcast by a builder for other builders. Here's the most interesting question | think
people can ask builders is like, "What is your energy source? Where are you getting energy from?" | think
fundamentally the world exists at room temperature. Almost all companies are running at that, humming
along, doesn't do anything. There are certain individuals who can inject heat into businesses. Founders
do this very well. All the startups anyone's ever heard of have people who are injecting heat because if no
one would inject heat into the business, at room temperature, you cannot outperform anyone else. You
can't be hotter than everyone else if no one's injecting heat into the concern. So fundamentally, there is a



injection of energy into companies that comes from founders and the best leaders, like all the people
you've had on the podcast from Shopify have a perfect set of cast of characters of people who are just
exothermic. They are just like wellsprings of energy that leads to all the amazing results that we get to
enjoy.

(00:27:21):

So the question is where does energy comes from? And that's another one of our discussions which very
quickly goes into the emotions. Actually, there's a really... So | watched The Last Dance, the Netflix special
of Michael Jordan a while ago, of course, but there was one scene where he just, I'm sure this is a super
famous story and he just made up an insight that someone told him so that he would then go and just
want to destroy them afterwards, which he then of course proceeded to do because it's hard to imagine
anyone more exothermic than him. So we know what his energy source is. It's rivalry. It's potentially it's
insight or it's anger, something like this.

(00:28:06):

I am not... My energy source is dissatisfaction with status quo. My fundamental belief is all this talk about
technology where all... So many books are about just technology leading to dystopia. You know what
dystopia is? Today, compared to what it will be in 20 years ago or any. And you can play this for any part of
human history. I'm not making a future statement. I'm making a almost totalical statement about the
experience on planet Earth. No one who really thinks about this would want to be born into a world 20
years before today rather than today. And so | think today is the dystopia of future, and | think it behooves
us to try to build the kinds of products that lead in towards progress in a small way or a big way. But yes, |
think if someone comes to me and says, "Hey, let's go do this thing. And we've looked around and here's
how people solve this problem, let's make a good version of that," I'm like, "That was not the job."
Because everything that you encounter, that every solution, every product, everything that exists is path-
dependent, highly, highly, highly path-dependent, and often path-dependent based on having to make
compromises, based on things that were true at the time a decision was made but are no longer true.

(00:29:38):

The entire field of... What was it? | forgot the name of a field. Chomsky's field, the linguistic research field.
It's cool. We now have autoregressive models that are just like, we don't actually need to set up a
complete... We don't need to research the structure of grammar to be able to make machines also engage
in the spoken word. We actually can just train on the internet, it turns out. So that was not possible back
then because you didn't have the right architecture for this, but now it is. So | think what you have to do is
to actually have, when you come up with a new product or you discuss a new product, you have to derive
it from first principles. You have to say, "How would we solve this problem given every fundamental
building block that we have available right now?"

(00:30:25):

For that, to do that, you actually have to understand the power and the composability of all the building
blocks that exist right now, which is a tall order and no one is perfect at this. But so this way, you go
ahead and say, "Okay, cool, so this is how we are implementing this thing. This is how it will be
implemented today." And now we can talk ourselves in taking shortcuts. "Maybe we should actually start
up doing it the way everyone else does. Maybe we derived exactly what everyone else does as the correct
thing to do."

(00:30:56):

Sometimes there was a lot more wisdom encoded in the status quo than you expect, which is | think is
super delightful. Then you figure that out and so when you act on it. But what isn't okay is skipping the
exercise and doing the same thing everyone else does because that is again a abdication of product



leadership. And so yeah, | would say | become extremely suspicious if | get a pitch to do a good version of
the same thing everyone else does because | just find that in our space specifically very rarely to be the
best solution.

FRSCERiE:
. HIANBZEHN. XENREHE, MNBEEE—TH
(00:26:01):

MPRER— T HEBIRENHEMBREFFENER. HUNANERBREZREENREAR: “RREEKRIR
BA? (RMBEIRSEE? ° FINAIMBRELE, HREU "R FEN. LFARENATESEXNEE
TiE1T, FRER, FrEEKE. ERXEFEN M UALSEN “RE” . SIBAEXSEMER
%o FAE AR EHNAEIABHMEINAENA, BAMNRKBEANINAE, EERT, (REXEEEM
Ao MBRBENENAE, FAATREFIAE ‘B o FRUMBRE LR, FNATRIEERBEIBA. RIFHY
NFE, MEIREREFRIHINFAE Shopify IT—#F, IR —8F “BHAE” (exothermic) BIA. fthfiIst
BREEEBRVRR, HRTHNMEZHFREIRALR,

(00:27:21):

FRIAREE, REEMMBER? XERITTEHNSZ—MER, RRMIIIRENERE. KfrL, B—TFE K
AIERAYIE]E T Netflix XFEFR « TRANLRA (RE—5%), S, EFE—8, ST — T3 AL
BUDLRE, XiFthZzEMSBEERMI], MAABHIIAMT, BARERBKEEILME “BHR" . ik
MAEtNEERREHA: BRF, ARERED, REEBHR, EULENARA,

(00:28:06):

HAZ - RVEERFENIRNAH. RNESEISE, MEXTEANNE - REBEEHEALME
SBR SRR, FAEMFARRSIENG? X, HNTF 20 FEHEMRKIEFEF, MERSHEH. RETLUE
XEZBENVAIALBENERMNER RAREMRKNS, RIEXMN MK EOFEM— N IF2EAEGH
BFRR, EREEBZEIXNREFEBNA, BASBHERE 20 FAHNER, MARSR. FMUKIAASKIER
KOR S, FINARNMNERERHITEBERERUMNHERN AN MAT B~ m. B2, WNREARK
i IR, EFMNEMEXMHF. BNMRT T, HAZZIHEHERZNEED, LHRME—NEFIMRE
g, RRWET: WARHNEBETHE" BAMBEINE—MHE. 58— TBRAAR. 8—Tm. 85— F
ENEYEHE “BEEAW 0, 2E. 5E. SEREAN, MATERETAEAMUENZN, EFREN
[EHENEEFBIERNEIR.

(00:29:38):

BT U ARE? TS THBIAENRF. FTEHENGE, ESFMRTE. NAERE, R8T
BEYIRE, HNLFEEARFERL— MR BN AFBEMR B EINEMME LIS E5IERR. F
SKIUERR, HMNAIAFBEEEEM _L#TIIS. XELSNEBAATERN, AANKEEENRN, BINEST. UK
INNARBFBE, HIFRR—THFREHE— MmN, REFAMFE—EREL L, REZR:  “4%E
FANIMETANE— N EMWER, KSWERRXNE?

(00:30:25):

BEMEX—R, REFLIOTEFREMFENFREMNERNNENTALASE, XR—MRENEKX, KEAR
FTEN, BRIXMAERN, FRR: U, B XMERMNEAZXNFRANLGR. IMBEESRKERNTS
" MEBRMNALUTEREEERR. “WIFHAIRMF ENZFBGEEMARES BiFR(i1#ES HBVIERS
AR E M A EE S

(00:30:56):

ERRPESHESRTHNESES, HUAXIFEL AN REIRFBFRET, HiELTEH. EFRA
EZNERIXMESIRE, BREGIASBEMNSERS, AABXEN=mATIIIBGFT. L, NREKE



—MRE, REM—TAIASEMBORAEN “FRE" , RSE[/RENE, RARLIMERNWR, XK

DERREFRL R,

[00:31:33] Lenny Rachitsky
English:

There's a couple quotes along these lines I've seen that describe the way you think about this stuff. "If
most people are doing it a certain way, |, by default, don't want to do it that way. And if you want to do
something world-class, you can't do it like everyone else."

AR ERIE:

BREII/LAWAMRBELNNIE: “WRASHASUEMSNMEE, FRENARFEIEM. MR
RENES, (RATEGEMAIREE.”

[00:31:46] Tobi Liitke
English:

Yeah. | don't even think that's an opinion that | hold. | think that's actually... We are basically in axiom
territory here. If you want to do something better than what exists, you have to do it differently. That does
not make a statement about if it will be better in the end after you do it. It could also be worse. But you
can't get something better done if you do the same thing. It's like axiomatically not possible to do. It's
fails Archimedean logic, yet it's something... You would be amazed how many business plans are actually
failing Archimedean logic in this way like, "Let's do a good version of this thing that we've already been
doing and we will capture 1% of the market," and just like this stuff. It's like, "Trust me." | find it kind of

cute.
FRaZERIE:

2. REEFUNXIABHB—MR FHIANXKEFL - RIBEEHNT “RIF" SEH WMRIMEME
EEMBEMEGFHARA, METHEF—F. IHRRRMM T ZERE—ESEY, WA EME, BINR
REFRERS, RIS E. XTER/E LEAATRN. XEE THEXEZE, AMm - RI1RF
FEZLOBWITHIKFF ERUXMANEEESERN, il LENE— RN ELEMBVRERITRE, RS
HAVEET 1% 17" , EHEEROERAE, MEER “BER" . REEXEITEN.

[00:32:36] Lenny Rachitsky
English:

Is there an example that you can share of you approaching the problem this way? | imagine it's constantly
happening. You also mentioned you're born this way. So | think it's hard for someone to just sit down,
learn, think the way Tobi thinks, but 1'd love to help people start to approach problems this way, so
maybe an example might help.

AR ERIE:

{REED ZE—MRURXM A LR REBFFE? HBXEELRKE, (REREIIRRENL. FRUAFIANILREAL
THREFESE Tobi BIEBERM, EHREBEBANTFBUZMSNBIERE, FRUEF—M0IFSERRER,

[00:32:54] Tobi Liuitke



English:

| think this is entirely learnable, | think. And so | encourage people to just have a practice of think step by
step essentially and just do it. It'll become a habit pretty quickly because it just, it also just outperforms.

(00:33:09):

Examples. The very first example is Shopify itself. It's cool. So there was lots of e-commerce software and
it was all the way it was because of path dependence because everyone who want it in 2004, 2005, e-
commerce was an existing retailer and therefore they had complex businesses that needed to be ported
online, including all of their somewhat Byzantine business logic. "I wanted to make e-commerce software
that would do very well on the internet of the future and | believe that we can make it easier to start new
businesses online than it is in a physical world because the physical world is encumbered by a lot of
regulations and also upfront costs for leases and so on. So let's optimize for that case and build
something that is so intuitive to use that frustrated people in dead-end careers can spend their lunch
breaks making progress towards building their own business, which then eventually allows them to do it

on their own way."
(00:34:25):

And so being fortune was biased, eventually it turns out to be a much better prep for also solving all the
enterprise cases because no one had to... Enterprise software is overfit to the sales process, which is that
it wins the RFPs because it has every feature ever or at least a way of putting a checkbox next to every RFP
line ever. But they're not good, right? An RFP is a great example of overfitting in the world of procurement
because it tells you nothing about the quality of software behind it. But honestly, this happens all the
time. It is just like here, we are setting the stage for much more, much higher quality retrieval for the
products on Shopify and across Shopify. | think we've been in a local maxima on search and we think
that, especially with the advances of the new models, certain things are now possible to do that could not
have been done yet because again of these layers and layers of path dependence and no one coming and
saying, "Is that the best way to do and maybe we should rebuild this component periodically?" We can
now do a better job if search that will leads to much more delightful experiences. And so this is a fun
project that this happening right now in.

FRZERIE:

KIANXTTLEAIUIE/. PRUAKEMANFTR “ZFEBE” NINRHTELE. ERRMSTER—M
o2, WE%E??%E&?O

(00:33:09):

BlF. B—1FIFFRZ Shopify &, HERBARZEBENRMN, ENZAUZRMFFRENBEEAS —EN
£ 2004, 2005 &, BEEFRHENANLZRNENZER, FittTEERMLSTEREIN L, SEMITAR
LREFLSEN (ERERKA) BEEE, “RRM—RERRNEERN ERMHEHNBEHRG, HEERK
AT LULTE 4B L YR R ER 5, FHAYMEHMRRIAEEZNUANREE SRR, FrLILEA)
X XMBEREITHA, WE-NMERERIFEEMRE, ILABEER W EERREERA AR LUF AFK
B BIEAE I B CRILSSIEHE, RELILMITREUE CRAIHEEE."

(00:34:25):

FNER, XMEBEREZRA T ERAREEVEARFINETEE, BNREALGH: - EARRGEWNHED
2 SIET , EEREY, ER’S RFP (IERENB) REANECWMEMEIE, NEBEDVENEES T RFP
FEBWIT A, BEMHATEFA, MB? RFP ZRMIFIMEH—NEEFF, HNETERESTIFMERA
HENRE, BEXR, XMBER—BEERE. MENE, K(ERER Shopify REREBETF AN~ RERER
EERENNEMER. WANRINERRAE—BELTREEMEE (local maxima),, Hi1AH, K3 EMEN
RERHY , REZFEMNESKEAULNT, MURHTERREEN, BB ALHRR “XERFNHAR



15? WiFRiINiZERERZXMNAMG? * MEAERKRR. HNMEATUBRRBISEYT, MMHRELS ARG
Fi8, XER—NEFEHITHEBLE,

[00:35:50] Lenny Rachitsky
English:

| think this is really interesting because what I'm looking for is like the Tobi algorithm of first principles
thinking. Elon's got these famous ways of thinking he shared. One is start with the cost of metal to help
you understand how much a rocket should cost. And then he's got this five-step. First, decide, do we need
this thing? Then figure out how to optimize it, then automate it. What I'm hearing so far, and I'm curious if
you've thought about this? And if not, this feels like a really good blog post in your futures, the Tobi first
principles algorithm, but I'll share a couple of things I've heard so far as you've described it.

(00:36:24):

One is analyze the path that existing solution has relied on, almost like the assumptions that were true for
it to be built back and it was built. And the other is this overfit, what is it overfit for? What is it over solving
that maybe isn't necessary? Is there anything along those lines of just how you approach problems?

FROCERIR:

BRERXEEER, ENREEIHEM RHE-MREBERL HRA, KESEI-LEINEES
o — MR “MEBRATFIR" , UFEBRER—KWATNIZES V. ARME—TET A Bk, REXK
NEERTEXTARAE? AREBMELLE, REEHK. BIEMALERAEN, HRIFFFREESEZIXN?
MR2E, XRESEBMAR—BREFNEEZNE— “HHUE-MREREZE . EREPE—LIBFIALE
BT BB RIEAR R R Ao

(00:36:24):

— P EDINMB RS RFMRHRE, MERCHEZVFRETHBERIZ. 5— MM “IUE” —
EHMTARTTIMNEG? EIERRT MEREAHARNBENRR? X TIRAERBNGI, B TAEMB
ng?

[00:36:43] Tobi Liitke
English:

This is probably too nerdy technical. You are right, but | should figure myself out a little bit. My brain runs
on a meter language but isn't directly something | can translate into words, | suppose. | think more about
things like this in terms of programming constructs, pure functions, overstate. And | think in any moment,
the best decision to do is | think the perfect product lead is almost like a thermostat for high quality
product. It's like you're setting, saying, "l would like to build something really, really great and I'm going
to go through a series which is much, much more complex than what a thermostat does," which basically
checks the temperature and then makes a decision of air con or heating. You make you re-derive literally
every decision that is valuable, every foundational assumption, every foundational ABC direction. And
you want to see the observation you've made in the meantime since you last derived the next step. Re-
running the entire function over the state that is now updated, the higher fidelity information, would you
come to the very same thing?

(00:38:08):

Sometimes fairly early in the construct in the tree of foundational assumptions, change is made. An
example we all had was beginning of COVID when we suddenly had shelter in place. So Shopify has that



incredibly good office spaces and we were very in-person company and we've... Our floor plans because |
think we really added something to the understanding of how to put great... | got a lot of founder energy
from my co-founder, Daniel, to build great collaborative spaces for creative work with lots of happy
accidents, people running into each other and so on.

(00:38:46):

Anyway, we were very, very, very, very determined on doing that. But somewhere in this construct of
nesting functions, you have to rerun and foundational assumptions. It's in the stack is the fairly basic
Boolean of are people allowed to leave a house? Which was yes. The moment that flips, it's not that just
like, "Okay, over here let's do the best what we can do." It's actually that the entire tree now moves into a
different place. And it can be a very far place, different, that you land because you will make the same
quality of decision on every step, but you need to rerun something that takes you to a completely
different landing zone. And so then this is also easy for us to say, "Cool, we are going to be remote only
forever? Let's go." And because we realized that the temporal shelter in place would cause a series of
events that would make that for optimal best set of trade-offs for the company. And so | think this is... Can
| put this into a piffy five-step? | wouldn't know, but maybe it resonates with someone who can help me
figure out the coded English language for this because it has been nerdy way the | explained it, even to

me.
AR ERIE:

XA EARAET. MENN, BENZERIEEF-—TECHERR, ENARSTE—MTIES (meta
language) £, HEEXHASHEEZEIEFMX TR RESHMRELEE. dKEK (pure functions). K
A (state) WAERBEZEXLEE, WINNTERANZ, RENRER - FRIANEEN=RATAILFERE
BREFmN DR o MEBHEEIRE, . “BEITE—LIERIEEENRA, REEH—RTILLIERSS
BEX/ZNER , EEREXLRARKERE, ARAERHATRAEEMNR. MEEMESE I ENEN
RE, 5—MEMBIE, §—1EMYABC AR, REEEBE LAES T —FLERIFFIEIIME, FIEES
BHHRES (FEREENER) LEMETENRY, FFIRENERD?

(00:38:08):

BNERAMBRIGHEERD, REMSLEZ N, FIIMEHIN—1F1FZ COVID 15, HRTEIIRARE
KREKER. Shopify HEIFEFNDATE, B —RIFFRFENEIENAR, HMERRT
EABIAR TNV INEFTEH AR FMIKBEX G EIE A Daniel BEREI TRZEEE, REILFHARILY
ELfEthE=IE, BIERS “EmMOIEIN , LANEHEBESFS.

(00:38:46):

Bz, BINHRER. FE. FERTHERFM, BEERERBNENT, MONEMSTEMRIZ. TH
HPE—MESEMMMRE (Boolean): “AMEAFBEHARE? 7 Zaig ‘B . HeBENE—z, &
BN P8, BENMNMEXLERAMA” o LirLRBERREMIMEZDE T — TR, RERL
EHM S AIREIFE B AR, AAMES—THIMERFRENRER, BRFEEMET LKA, &
REAN—TTEFRNEMK. PR, MENRE, i B, BINBXKTZREDAT? L™ UREZ. AN
HIRIRE, ENNERRERSIA—RIEN, ERTEDARANRBRRMEINE SR, PRUARKRRERF &
REIBEERAEFNAEL AL? HAE, BHIFXEESEREANRN, BRFFEXM “REEIRIE" ,
EAEMEX TR, FHNABRELBRET,

[00:40:05] Lenny Rachitsky
English:

This remote work example is something | definitely wanted to touch on, which is I'm glad you got there.
So in this decision, is there anything more you could share about how you got to that place of like, "Oh



this Boolean changed so we should rethink this?" Because | know you probably, you weren't... | don't
know. Were you in the shower and just like, "Oh wow, we should really go remote because of this"? How
did that actually come about? And then | wanted to ask on another part-

AR ERIE:

TRAANGITRRATEMR, RENFRNT. BAEXNRESR, XFRMTHARS B, x4
BREET, FUBRINLZERBE WEN, TEHATUSTNE? BARMERTERR - RFA
i, RRAERRARE W, ERNRBRNANELERAL" 13? BREAREN? ACRILES
— S —

[00:40:27] Tobi Liitke
English:

Yeah, pretty much actually yes because again, | rerun over all the inputs and figure out what happens.
And here's a couple of other things that were starting to fray on the decision to be in person as well. We
started in Ottawa, Canada, which is a city of a million people, and it has some tech heritage and good
universities. But at a million people, it's just not population dense enough and has a depth of talent pool
that it can support a company that is going to 10,000 people. So anyone who runs this optimization
function I'm talking about here about location strategy for a new startup will come to the conclusion if
they do it right that everyone should be sitting around the same table. Only if you can't do that, do you
say, "Okay, let's be all in the same couple of rooms." Only if that doesn't work anymore, you say, "Okay,
let's be spread over one floor." If that doesn't work, in the same building. If that doesn't work, in the same
city. If that doesn't work, at least stay in the same time zones or make sure that there's good hub

connections between.
(00:41:39):

This is how it works. It's just like some assumption somewhere along the line is invalidated. You end up in
a different side of a decision tree. But what was happening to us was we already were in four or five cities.
We were adhering to the same time zone at this point. But my experience was | went through, sometimes
at the Ottawa office, through an entire day where | had 10 hours of meetings, which is fairly normal, but |
do every single... | don't think | had a single other person sometimes with me because every one of them
was with people in another office. Some people are dialing in remote and so on. So there was an
awkward hybrid-ness which we ended up in making only good decisions along the way.

(00:42:29):

This is actually the most dangerous thing. Most of the time you end up in a bad part of a tree, in a local
maxima of a path-dependent environment, by only making good choices. People think that making a
good choice inoculates you from making mistakes or that the presence of a downside of an idea ends up
disqualifying the idea. Both of those things are incorrect. So what you need to do then is... So that was an

overlay to decision.
(00:42:59):

The moment COVID started, then we also had this thing of shoppers exploding because we were actually
an asset to people during COVID, e-commerce for the local businesses. And we took that very, very
seriously trying to make more businesses survive COVID, small businesses survive this particular calamity
than otherwise won't which is important because small businesses tend to be wiped out first anytime the
times turn fragile. And so we needed to staff up. And so there's a very weird question about where to staff
up. So clearly the better input there would be if you could hire people everywhere. And so once that

decision flipped, you can see how this is actually now super easy to say, "We are going to remote,"



because there is no turning back. There is no... Even with this decision, it's a better set of trade-offs for

the future is to accept the vast additional difficulty of building a remote company. It's way harder.
(00:44:03):

It's not something you should recommend to anyone to do this because it's the same as trying to run a
world record marathon run in Aspen, Colorado. It's like there's not enough oxygen up there to do that.
But if you end up pulling it off, you're a real Chad. That's very cool. So | find difficulty itself interesting.
And again, | spent enough of my teenage years on the internet to know that there's amazing cultures that
can be put together purely remote like, | don't know, Wikipedia, World of Warcraft, Raiding Guilds can at
least have excellent cultures. And so we are like, "Okay, cool. Let's come to a new stable part." That stable
part was don't port the office online. Let's port the internet into a company and then we are like, "Let's

go.
AR ERIE:

2, KREEERZHMEREF, BARBRETTRENRAHTESER, SEEMIHSFhARIL "BXE
D" BREFERR. BINMETNEKXREXRE, BE—TEE 100 FAONRET, B —ERARREMFEN
RF. B7 100 FAOBMRET, AOBERTHE, ATHHREFRUZE—RLKREE 1 H5ANAFE. L,
EAETREXERICHXTHE W RAENEARBAUREKBIA, MRMEX, MRTHER: BPAELIZ
PEFR—KRFZ. RELMRHARIIX—<B, RARH: 8, RS ER—EREER.” RELHIRHER
78, fRASW: B, LMD HER—FE." WRPERT, MER—HKE. WRIBERT, MER—
M. MRIERT, ELBER—IIX, EHRZEE RIFIRAERE,

(00:41:39):

EMEENEFEAN. MEGENEMRIEKANT, MEELHENTRRMHSZ—MN. EINLEFERNS L
B, BNEEKDHAELAEMATH T, SNFIMNEREER—THEX, ERNEEE, EREEXREDRE, &K
AT7T—EBX10/0 s (XBRES), BEREW - BRNESU—TMEHMAERSKE, AAS—MSNEENS
—PIDRENAFN. BEARBZERAETE, UL T —MEMHN “BERE" , MERN—BLENE—
MREHZ “IEWH B

(00:42:29):

XL LR EBMNER. RSWAME, RZAURLFEREMN—MERDZ L, BABRRERIIFRNG
BeiiER, ERENRIRM “EH” BEE. AMPANM— D ERIEEMEELRETICHE, HEAN—T
BEFERRMEUSEE, XWEEEHIRN. FILURIENFERMHZ - BRARN—TERo

(00:42:59):

COVID FamIAB—%I, M¥pERIL, RATE COVID HREIFRAISEFR LA T AR, Rt l R B EAR
Fo HNIFFINEMWHIXEE, FHILEZHIEIE COVID REFETH, IhEIEIXGRE, BUEL]
AL EER. XREE, HASHRNAREMRSS, NELFEREKELR. FURNFRT TAR. TEH
W7 EREHFENEE: EWET TALR? B, BEFNRAZNRMAUEEMEREAN. FRU—BI RN
REBE T, (RAUEE, AR “BNER TR EXBLAERS, AANEERKET. BEETX MR
E, MAREFHINEHZERRZITITEATNEATINEE, XEHFZ,

(00:44:03):

EXABMNIZHEFLEMAEMNER, EAXMERRERTASMNOMAEHE (FEHHK) Bt
FREFR. PBENEIFRLSHEMRX M. ENRIFRERAMET, BEMENEER “BX (Chad). XIFE
Fo FTAEAMERASREEB, BR—R, ENFLERNPEEBNNEIREERN EETHN, RAEAT
RUATLRIZIRARNXK, LLINERERR. BEHANASR, ELAURAEEENXK. FRUFIE: 4,
Fo HEMNTEN—NHHRERT.” BIMRERSAZRAOLEREIMN L, MEBILEEMNRHNT], AR
WiRk: “HAME.”



[00:45:00] Lenny Rachitsky
English:

This episode is brought to you by Loom. Loom lets you record your screen, your camera, and your voice to
share video messages easily. Record a Loom and send it out with just a link to gather feedback, add
context, or share an update. So now you can delete that novel-length email that you are writing. Instead,
you can record your screen and share your message faster. Loom can help you have fewer meetings and
make the meetings that you do have much more productive. Meetings start with everyone on the same
page and end early. Problem solved, time saved. We know that everyone is in a one-take wonder when it
comes to recording videos. So Loom comes with easy editing and Al features to help you record once and
get back to the work that counts. Save time, align your team, stay connected, and get more done with
Loom. Now, part of Atlassian, the makers of Jira. Try Loom for free today at loom.com/lenny. That's L-O-
0O-M.com/lenny.

| want to talk about this talent stack concept that you've touched on a couple of times that | think so
much. But before we get there, | want to go in a different direction, which | think is an interesting
foundational element to your ability to be successful in your first principles thinking, which is you getting
to the metal, to the core of the problems you're solving by actually spending a lot of time coding. And |
actually heard a story about how you all had this huge all-hands summit. You flew everyone in. You're all
together. There was a three-day hackathon. And the way it was described is you're sitting at a table with
headphones in, coding, just like any IC engineer. No one would've known you're the CEO of this company,

the founder of this company. Why is coding and working in the code to you still so important?
R EiE:

KRETEHH Loom #Bl, Loom iL{FEEEMREIRER. BEEXNES, PEMMER. RE|—K Loom, RE
—MEZRITRE, ATFRERR. EBNEREEXNZEN. WERITURIEEESHNKREAICHERGT ,
BNMAZHNERFIREHERMOZEE. Loom AIUEMRELRIN, HFiLRSMPESNEEN. SINFFHEY
RFEAKHEIR, EREER, WFEBRRT, RHETET. KB RWME FHIEAABEE—XRKI, FrlL
Loom E2#& 7 &SR BIRIER Al THEE, #ERRFI—RIMEERE, ABLEIEEMNITIEPR. £H Loom TEETE.
HFHB. RIFERAHFTHREZTE, Loom MER Atlassian (Jira IFAE) W—F 5. SKME
loom.com/lenny & i,

BREBIRIMZRIREIR “AA %" (talent stack) #&, HBETRZ, BERZA, ZBEES—17HME,
FIANNXZIREEBINIEAFE —EREREN—TEBNES, BMEMEIKIREERERBENRE, RN
2 “RE" (metal) , RNEIRFAARRBEABZD. RIFE—PMRE, RMIENT —REANE2RES, BFF
ABET IR, ARRE—E, B—TIABZXNERSZN, EEl, MBEEENLTE-KEFEENRE, mk
EA—R IC (JRIZFTEE) TRM—. RAZIMEMBXRAEM CEO, ZElEA. AHTATRBIAAR
PRI PRI B EE?

[00:46:46] Tobi Liitke
English:

It's so funny that that's the way the story goes. It's right, but | don't know why that is surprising. That's
my happy place, being able to clear out free days of my calendar and being there till midnight with all
these remarkable people who join us on journey, just building stuff. It's like, | do my job so that that is the
jobs that exist for other people. That's a job I actually want. That's the one | couldn't find because no one
did a company for me. But at least back in most days, | think still not really.

(00:47:26):



And so | just love coding. It's one of the greatest, | don't know, hobbies and pursuits. I've done it for a very
long time. | came across it very, very early. It fits my brain like a glove. | appreciate so much of the craft
behind coding. | am a trained apprentice in... Sorry, I've apprenticed as a programmer in Germany, which
has a dual education system that you can do such things. So I've been professionally in companies
spending all day. And | really mean it, programming ever since | just turned 16. | think first day was just
before | turned 16 when | started my apprenticeship.

(00:48:18):

And so | love it. | have a view on my screen left of you is a cursor right now, which is opened to a Juniper
notebook where I'm working on some projection stuff that I'm playing with. | try to sanity-check as much
as | can of what | get. | try to find... It's a game for me to find new insights in data. And | just think, | don't
know, it was cool. Maybe this is the picture you talk about. There is a picture that someone captured,
which is really fun where I'm on my laptop with a bunch of engineers and then Harley, so president, is on
stage DJing. This was taken at 1:00 AM or something like this. It's a picture which actually really precious
to two of us because it perfectly summarizes our relationship in a way which these happy accidents are
wonderful and these long journeys, I've been doing Shopify for 20 years now, so | appreciate these
artifacts. But yeah, so...

AR ERIE:

WELHUXFEEERR. EBEN, BRAMENTAXZILART, BRHA “REEK” , IBEERE
TR, MXEMARNRENRBEALT—ERFIFR, ARATHE-LERE, K2, HHEEOIME 2
AT TIEEENEMAFT. BABREEEEZENTIE, BERHAZNIE, BRKEANEFXF—
RAF, EVEIENAED B FRERXE, FAIMEKANIL.

(00:47:26):

FRUEMRRAERIZ. ERRFANEFNERZ— RELMTRREET. RREREMEMEITE, E
MEFE—HZAHNAM. REEMAREERNFZ. REEEERRITINEFZFESI, BEE—
I TTHIE B AR A LULRHOXFHE, PR MAIE 16 SEMR—BEEQRE2XET WiHkER. HBINEDN,
BB FREEENE —RMER 16 $EBFS.

(00:48:18):

FRURAEE. EERNEEL, MEMRLSE, IEE—1YR, T 7T —1 Jupyter Notebook, FIETEAMIE—
LR EETNFUNEE, RRATEMMEFIMNARAHRT “BIRKE” (sanity-check) . XEFKiH, EEHIETF
IR NBRE 7. HUE, HFAHNE, XRE. BFXMEMRENER. BART —KEGBNE
B, BREM—EIRENT—ERECEBMIIE, M Harley EEA LY D). BRERE 1 SEAHAN, XK
BAENEMNBENFIENRESR, BEAETEMBLETRININNWXER, XLEEMHEIMEERY, XLEEBKIRE
—HKBELM Shopify 20 £7, FAIUBKREIEXLERIZ. B2, 28, Frbl----

[00:49:32] Lenny Rachitsky
English:

To be clear, the reason this is unusual is, and why someone told me this story, is most CEOs do not do
this, don't just sit there and code along with the team. And the reason | thought this story was important
is and the reason | think your first principle approach works is you're actually in the engineering details,
similar to Elon if you think about it, of just in the weeds doing the thing, understanding how the thing
works, not just coming up with ideas out of pontifications. And so | guess is there anything there of just
how important it is, if you want to approach thinking from first principles, it is to be really close to the
metal, to the bare metal?



AR ERIE:

TERANE, XHSBZFAUARITE, LRAFABASHFEXMMENRER, BENKEZH CEO F2XEF
i, FELEBENFN—ELESRIE, BINAXNMEREENER, URBIAAIRNE—ERIES EZZHH
BHE, REAREMRERANET TRATH, NRRFHEEE, XFRERG—RN—XEBHF, EBESE
MRMEEEN, MAMUNEETREBEER, FIUEAR, NRFBZAE—MREERE, i ‘KE
(bare metal) FIREZEE?

[00:50:11] Tobi Liitke
English:

Well, yeah. First principles thinking starts from, | think Elon puts it as physics, which | think is a little bit
atoms-coded. | think just from the atomic building blocks really is a right starting point. Atomic building
blocks are the computers we are using. Computers are our instruments. We use them to create the music
that when people appreciate to receive in the form of software. So you've got to understand how they
work, at least to work the way | do.

(00:50:48):

Now, is the way | work optimal? Of course not. This is my point about the aesthetics of how to behave,
how to work. | probably don't conform to the traditional view of what the most of public companies
should be like or even should spend their time, but I think I'm successful because | don't try to conform to
anything other than what I've learned works. And so what | learned works is be in as many details as you
can. Really, really, really just understand the stuff that we are making decisions about and be willing to
don't put too much stake into the sunk cost fallacy. Try to inoculate business or your parts of a company
from a sunk cost fallacy as much as possible because that allows you to just see better solutions and so
on.

(00:51:45):

And | think what we were doing, if | remember right, is at hack dates is we were working through pros or
cons of just merging all of Shopify into one huge monorepo and we are sketching out directory structures
and tooling that we would need, and...

AR ERIE:

i, B0, F—MREBRZRT - HRKELERAENET, BREXERER RF WEER). &
AN “RFEEER" HARHLBEBNER. RFRAWERMEHNEEERIITEN. HENERITHY
Rago HATAENKEEER, MAMNNWLEAHNFERAMREXLESE R, FRLURGH T RENBMNFAIEN, =
DEGIXEFTIEREA AL,

(00:50:48):

BA, BNITEAAEBRMHNE? HARE, XMEERXTFITAEE. TEHEENNS. KAgERATaEAM
SH EHAE CEO MENHET, EEAFEMININZAAE 2 EEENMS. BFRINAKZTUKRL, RfRAEK
AERIMMERIRAE, BRTEFINTZERNSGE. RFINERHEME: RABRANET., EN. B
. BENEEREIEEHBRROBLRTE, HEARBETHE “TUEREAZIR" FEM. RATEEILWSHIRAR
HABE D RZINERAZIRNFN, EAXBEILIRERIEFIRRERESE,

(00:51:45):

NRFRICHEMNIE, HMEREZR (hack dates) FRBIRZ, NEIF Shopify BIFAERBEHEI—TEARE
A€E (monorepo) FREVFIER, FNEEDEYPIFNEREHNIR, Uk



[00:52:00] Tobi Liitke
English:

... tooling that we would need and... Again, monorepo, now for companies, it's a very much one of those
door A, door B kind of things. It's a very consequential choice that is incorrect to go say yes to at a certain
size, and then it becomes very correct in my mind to say yes to, but at that point it's an enormous amount
of effort. So, it's a kind of thing that actually is something I'm uniquely positioned to be involved with
because it's actually a business strategy thing as well. That's an investment, a very real investment to say,
"Hey, let's change the way we are building system. Let's figure out what the best way is."

(00:52:47):

There's going to be change management. There's going to be some people that have very strong opinions
on yes or no. And frankly, "Tobi said so.", helps. It also compresses a lot of time, because everyone knows
the way | book. Everyone can come to me with better ideas about anything, and if you're right, | will
change my mind. But | will hold my opinions very strongly until the point of being convinced that they're
not the correct ideas. Maybe that's another aspect of this Tobi Tornado thing you talked about earlier,
people do fight.

(00:53:27):

Again, the aesthetics of our times put a lot of stake into consistency. | remember various politicians losing
campaigns because they were called flip-floppers at times, which I... Although, I'm more of a Maynard
Keynes school of... "When the facts change, | change my opinion. What do you do, sir?" It sounds like a
better OS to go by.

AR ERIE:

""" URBIIEENTE, BiR—RX, BEEE (monorepo) XMFAREIXN, IEEGZEHF “AlJ=x BT B9
T, XR—IMEMRENRE, EEMMRE TR %’E =iz, BEREXR, BT —IMER ‘B ?it
TSIFEEM, BEPNXFTEEARNE N, I, XXFBELHFLERLTFRIFAETUSEN, BRE

R bt — Ik SR, XB— MR, AEIF%EyLE'J&J\, Ein: “IE, lJ:%fI]ETW’JL%,;LE’JH
Ho IEFHNMHRERFAR”

(00:52:47):

X RETEEE, LAY ‘" % ‘F HEFEEEINEN, BRI, “HRHXARN 27
Fr#sBh. XtREESE AR ERTE, EHAKKREHEFZIXIE, EﬁJA%BTLl'ﬂ?%?é?&ﬁ%’f%ﬂ’\]%ﬂiﬁﬂ%?ﬁ

x, WRMEXNH, RERTER. BERKNRKXERERERZA, RSIFEFRIBERRONU R, BIFX
MEMZARIN “RItEEX NE—1HE—AHEEFE.

(00:53:27):

BiR—R, BIHANEXZFEERE “—HMN” . RCBAELBAREARKERN “UHEEE" (flip-
floppers) Mgk, MK - BAKEME T ERE - GLAMAB—IK: “HFELREHN, HATHRHW
Ro &, fRE? 7 XIFERGZE—NEEFHIETARS (0S).

[00:53:52] Lenny Rachitsky
English:

It's awesome, because I'm extracting more of your algorithm of how you think about stuff. A few things
you just shared are, ( 1.), you need to be in the details. This is thinking about to be successful as a first
principles thinker is (B.), you need to be in the details in your case code. In Elon's case, it's like, build the
thing and be at the factory, sleeping on the floor. As you said, he's very Adams based. You're more



digitally native. And then also, don't be so reliant on some costs. Like you said in this Tobi Tornado case,
"I know you've been working on this project, we're going to kill it, because it's not going to work better if
we do that now versus this. Just keep going, because we've been going." And then, coming back to the
stuff you've shared previously is, analyze the path that you've been on, that the previous products and
solutions have assumed the path dependence of them, and then don't look at what they've overfit
potentially, that isn't correct. Love it. Okay. This actually is a good segue to something else that someone
that you work with suggested | ask you, Farhan, your head of engineering. | asked him, "What's the best
way to get a glimpse into Tobi's mind?" And it's actually along the lines of what you just described, which
is, the question is just, what's the best way to disagree with you?

AR ERIE:

XiET, AARERENESXTMUOAREYN ‘T o MNARENLRE: (1) REERANET. EMNAN
— PN E—EREEEE, (B) FRERNAT, EMORFIPENE. ERENRFF, BHEKRA. 7
I BEEMR b IEWMMRATR, MIFEET “R¥ WEER), MrEROHRFRE. AR, FEKK
MUK FAEIRTE “FELEREX" =HPEN: “BHNER—EEMXNNE, ERNEREE, BN
MEME N RIOEIBD . FERNXERNRNT—EREMMAEMTE.” ARG, BEMRZA2ZENRE: DIIRF
EMRRE, DZABr mMRRS ZAARISAVBIZEAN, ARFEEC(]IRIMarMtS, RAREFE
B, XiE7T. XEFER—NMREFPIE, 5/ TIRBFESE—IiEH A Farhan BiUFKRREIS — 1A
Ao Fifh: “THIELLRRBNREFARZMHA? 7 KEEXMMRNA ERNIEE -, HEmE: REMRE
RFANRTA?

[00:55:02] Tobi Liitke
English:

| think just disagree with me. | immediately love it, honestly. | really crave it. It's very funny. | know how
this really surprises people. And | actually appreciate it even more because it requires courage, and
frankly, I actually do find that... But it also makes me immediately trust the person more, partly because |,
first of all, think they will do what they think is right rather than what is convenient. Agreeing with a group
tends to be much more convenient. But more than that actually, that they're courageous enough to do it
right then. | think courage is really, really rare. | found a lot more high IQ in industry than courage. | found
a lot more maybe even genius than courage. | like that. | wish it wouldn't require that. This is why | try to

be very inviting of it.
(00:56:08):

When someone disagrees with me, | tend to immediately stop and say, "Cool, let's figure out why there's
disagreement." And it's almost never, | find, in the, "I just feel like we should do this differently." What I'm
looking for is offer unstated foundational assumptions. What is our divergence point? Because you might
be right. In fact, people often are, when it gets to this point, | found. Sometimes it's an unstated
foundational assumption that | hold that is incorrect. People tell me and then I'm so glad we talked about
it, because | will stop forever nagging on this thing because now | know we can't do it because of
Sarbanes-Oxley or something like this. It's just like, "Well, cool." My mental model of Sarbanes-Oxley,
which is regulation for public companies, is not perfect. | have not in-depth studied all the details for it, so
I will not consult this in my mind when | am saying, hey, we should solve the task at hand in a certain way.
So, this is very good.

(00:57:24):

How to disagree? | really like debate. | will play devil's advocate actively if everyone agrees on something.
Again, especially if a proposal is something that feels like | could have predicted would be a proposal
before it got into the meeting and there was nothing surprising in it, | will make myself an end boss of a



level and just say, "I'm going to say this is just not that good. | think we could do way better." | want
people to then argue more in-depth for the veracity of the decisions, and that leads to a form of
disagreement. | think all these things end up building trust.

AR ERIE:

HIANNEERBEEMIT. BXH, RIZZIMESER EXMHEE, RENEREEXT. RE8, RMEX=ILA
MZRENFRF. BEMMLEEMEX—R, BAEREESR, BFME, FHITELR - BXURIEFHIZIENE
FEXNTAN, BLREERERELRIAAMNMISMMITANERNSE, MARHENE, BARFEESESZ, B
EEENE, MIAEEBNESRIEIRK. HIANESEN. ENFEEEL., RETULHRAISEHNALSE
ESHNAZRBE, BRRIUXRFTEEZHLLERTTNAZ, BERER. REERBIAREESR, XMEBATAREK
LARIEIFEIRND & K.

(00:56:08):

HEARRREIMSEY, HMEFIZEMETRHAR: 6, IRNFERATLAIESE.” AWM, DKL
FEMERAZEN “BRERFRINZZ|NARM . RIFRHNEPL “RIANEMBIE . BITNDES
EWE? AAFAgERME. XL, BAMHRXIX—=8F, AMNFERENN. ENEEFENEITRSH
NEMBIZEEIRN. AMIHFE, ZAERBESXEINNKETE, BAREKEELEEX MR LELE, BN
MEFEBRT (FEUIHT-RTHFIESR) (Sarbanes-Oxley) ZEMVEMBIRE, FTREXEM. MERE:
“OFNE, FE.” EX (FEHHHT-REEFNER) HM LEHAENGE) NWOBREHATE, BHEERNHART
EHRREAT, FIUEREBNUAREMARBRFLINESH, BEFERSEZEIX—=. FIll, XIEBiF.
(00:57:24):

MARE? KEFENFHL. NRESPABRABEHS, BREohinE “BRASA” (devil'sadvocate), B
PR, FHRNR—MERRREERETHIWEZAIMETAZIN, MER@MEEEASARTINARA, &
SEBESTHXEH “R&KBoss” , AFH: “BEWXERBLY, BIAARINTLUBEETF.” REEA
ITHEEREERNMICIDRRNESL Y, XMESHEMEAND . RIANFAEXERAXBEEILEE.

[00:58:08] Lenny Rachitsky
English:

| like that that touches also on this idea of, again, maximizing potential, the potential of the teams, the
potential of the employees

AR ERIE:

HERZX—R,

[
]|

NEBRMR T EAUENIIEE—ERMNED, RTE.

[00:58:14] Tobi Liitke
English:

Because of course, the really important decisions, we don't talk about. This is the most important thing.
Shopify probably makes... What?... millions of decisions every day, like, write this code this way, yes, I'm
going to add this unit test, maybe I'm skipping a unit test. Might be the difference between a future
production audit. Millions and millions of these tiny decisions. So, you're not hiring engineers primarily or
accountants, you're hiring people who make excellent decisions, given their specialization and areas

they're overseeing. And given that, decision making as a concept is actually really understudied, | find.

(00:58:59):



| think these are instances where we can just learn to make decision making together. Because | think
while a lot of decisions are made independently, we are a product company, we are on a mission, and we
want our product to feel like something that a single person made, in the same way how any author tries
to write a book that clearly reads that it came from one mind. Because people can see and spot this, if
this doesn't happen. You end up with something that looks like a television remote, where there's a
Netflix button over here... It's like you can reverse [inaudible 00:59:41] from the remote control. That's
important.

(00:59:48):

Using these moments and also bringing decision making inwards to go and say, hey, let's have very
efficient opportunities for as many people that can possibly get together, make decisions together, not as
a democracy but with clear who needs to convince who. That because otherwise this ends up just taking
way too long. Give a opportunity for everyone to change my mind over Glenn's mind, and so on, is an
excellent practice, | find. | think this is a more optimal way of going about it.

FRCERIR:

ENEA, BEAEESERNRE, RITHRTE, XRREEMN, Shopify SXEJREME 21?7 HEF R
E, tbin: DEMARERE, 28, RERMXNETNR, BiFkiid—NRxlif. XrlsRRRER
BTG BABFITRRXERINRE. PR, MEAIANXEIRMHZITN, MEANIREMINE
AV A 52 FHEE A BE M EHURRBIA. ZREIX—R, BRI REK" FH—MSIEFR LWARSRD
To

(00:58:59):

FIANEXLEBERT, BITAIURIHEBRK, ABARIANEARZRAETESMIIMEN, ERINIE—RTEL
g, BiIBhEFEdn, RMNHFERITNFRREGRHE—AZTF, MEERAEESRHEEE —FKEERER
KE— T ARNBE—F, AANRFTEXE, AMIEEELXRN. FRAZFI—MEERGBEAETENTR
78, XBE— Netflix &5 SUBIFRI LM EBITRERE (778 . XREE,

(00:59:48):

FAXLRZ], WRRFIFZESIANALL, X &, LRIMTARATREZSNARBIEESEOVS, iLRE
—BHERERE, TERURENFN, MERHEZTERRIE. AABTUXREASHERNIK. 88T A—Ml=

KA HMAEE, HENE Glenn WIEEFSF, HAMXBR—MIRFHER. RIAAXE—FHERNLIES
o

[01:00:22] Lenny Rachitsky
English:

Speaking of disagreeing, it reminded me of a story | heard, about the Tobi Tornado actually, the way you
operate that. | love it. It ends up being this interesting microcosm of your first principle's way of thinking.
The story is, | think you've said at one point that the best way to get people to give you insights is to say
something they disagree with on the internet.

FROCERIR:

WERE, XEHREET —MRIAENHE, EfFLEEXT “HHEREX" B9, XFMREFENAH. HEX
B, ERZNTIRE—MRERELAN—TEBER. HFEE, FEMRBEERIEZIRST, IEANLREHR
WENRFA, MEEEEN LR —E A ERENE,

[01:00:42] Tobi Liitke



English:

Yeah.

[01:00:44] Lenny Rachitsky
English:

That's often the way you approach this is, you post in a Slack group, "Hey, | don't think this product is
going to work, and here's why." And that ends up creating the most information for you. Is there anything
along those lines that might be helpful to share?

FROCERIR:

XEEEIRAIREFNAG R R7E Slack AR LMW T8, BRIUNARXANTmEET, BRENT.” X&ELH
MEET RZMNER. XTX—R, BHABRNAUSED?

[01:00:56] Tobi Liitke
English:

| don't think that's one of my better ways of doing that. | have to be somewhat careful. The people |
worked with a lot, | will do this, just because it's funny. But even | can see that that would seriously stress
out the interns.

FRCERIR:

HRNNBBENT FEZ—0 ROTHEMNO—R. WFRELEMB—ELENA, RIXEH, A%
EAE®, BEMfEEHtERE, XRULIENIENERKR,

[01:01:16] Lenny Rachitsky

English:

You guys have a lot of interns. | think you have 1,000 interns this coming year, is what Farhan shared.
FREiE:

RMI1BRZEI4E, Farhan D=, (RITBAERHE 1000 BELIE,

[01:01:20] Tobi Liitke

English:

Yeah, we just started. | was in the office yesterday and it's absolutely full of interns. It's great.
R EE:

TR, BEINFE. RERENLRE, BRMELIE. XET,

[01:01:25] Lenny Rachitsky



English:

Oh, man. Love interns, so much energy. This idea that you shared about building one product, building
towards one vision, this actually reminds me of something that came up basically every time | had
someone from Shopify on, which is this idea of a 100-year vision that you keep. | don't know of any other
company that operates in this way, where the founder has this 100-year vision of where the product
needs to go and working backwards from that.

(01:01:48):
Can you just speak to that, of that way of operating, why you find that helpful, how that actually works?
FRCERIE:

MR, R, HERKIE, EEEEN. MAENXTHE—TTR. BE-TREESHHEE, LMFELILERK
B T B A& LRI Shopify A LT EERMRREINER, PUIMERN “BERER" . AFNEEEM
RARRUZMARNE N — AN RN RERABE—TBEERR, HLUUHITEKE.

(01:01:48):

REEIXBRFZIES TNID? At ARG EEHER? XM LERMNMEIEEN?

[01:01:54] Tobi Liitke
English:

| talk about look in the future and then think backwards a lot. What would we want to have done 20 years
ago on this, or 10 or 5 years ago? What's the decision our future selves would want us to make, is useful. |
find future casting to be generally extremely valuable. | definitely did not build Shopify to flip. | had lots of
opportunities to sell Shopify to various people. | didn't consider it, because it's just too interesting of a
journey and | think that's too... If a endpoint [inaudible 01:02:34] all companies is a convergence on a set
of four or five people who can afford them, that just creates too much of a monoculture, | think, in
thinking.

(01:02:43):

| like that Shopify is different. | think this is good. I think it's a terrible place to work for many, many, many
people. It's the best place in the world to work for some people. That's so good. That's what we want, |
think. We want more of this. We want people to be able to window-shop for a place where they can be
enormously successful, because the place's set of beliefs just fits you like a glove.

(01:03:14):

100 years. We have very long-term plans. 100 years, you can't talk about this software product, but you
can talk about the mission itself, whatever things that will survive for 80 years that are left on this
particular timeframe. Entrepreneurship is just precious. Shopify exists, basically you make
entrepreneurship more common. That is the thing we wanted to cause in the world. We have had, | think,
success doing this already, but again, there's no speed limit and no stopping point for this. As | keep
saying, the word's unbelievably path dependent. And therefore, if we are part of a path, we can cause it to
be more in adherence to the things that we value and would like to see. This is the wonderful thing about
company building. They can have lasting impact.

(01:04:16):

We are making decisions based on all the things that we can do. What are the things that will be most
long-term valuable for the long-term pursuits we are on, and how can we normalize entrepreneurship?
It's a thing that's really important to me, just because people don't spend enough time on it. It's all



economics. Our [inaudible 01:04:44] living entirely depends on businesses. We are all part and tag of an
environment that is extremely entrepreneurial and actually celebrates entrepreneurship as a courageous
act and a glorious act even.

(01:05:02):

But that's not true in most of the world. In fact, most people never encounter anyone who engages in
doing that. It's not something people see as one of their options. | want us to make these choices. And |
think the long-term focus matters. It's also really powerful for decision making. And | know this is
potentially intuitive to most, but also rarely practiced. You've had a lot of people from Stripe on here.
Stripe and Shopify have had a very long-term partnership. Stripe and Shopify had potentially the most
valuable partnership, or at least one of the top ones in history, of technology, because we were both very
small companies and we decided, hey, let's work on an assumption that both of us are going to win our
markets, and work together. So, Stripe's [inaudible 01:06:02] for payments and we're allowed a part of
Stripe and so on.

(01:06:07):

When you're in a partnership like this, you play basically iterated prisoner's dilemma. Every instance,
every turn you can make a choice: coordinate or defect, defecting if the other person collaborates,
collaborator effect. If both collaborate, everyone gets a point. If one defects and the other one
collaborates, you get a lot of points, all at one moment. Being a good partner in business is like this
corporate marshmallow test that companies tend to fail in a very funny way.

(01:06:44):

If you see the videos of kids doing actual actual marshmallow tests, the smart ones actually turn the chair
around, look away from the marshmallow, and sit on their hands, and just go vibrating. Because they
know it's the right thing to wait for getting two marshmallows in the future, but man, if they just look at a
marshmallow, they'll just eat it. Most CEOs, most companies can't even successfully do that and just
engage in pulling future profits forward at a discount or even defecting on partnerships that would be
much more long-term valuable.

(01:07:16):

If you're talking about long timeframes, like 100 years, there is no question. But clearly, the correct way to
play iterated prisoner's dilemma is coordinate for both sides. It's way more valuable [inaudible 01:07:27]
doing that over long periods of time than any momentary defection could possibly be convenient at a
moment. It's a huge amount of product decisions. When we are deciding roadmap, end up being very
influenced by this, because | get pitches for things we should do and why don't we do this kind of change
to the system, there's so much money in it, and all these kind of things. I'm like, cool, but almost always
come in a form of putting future profits forward at a discount.

(01:08:08):

But we have a long time horizon. Let's not take the discount, let's... Also, you often compromise the entire
business after a while because you end up just... Your customers notice if you're going into value
extraction. The best companies, | believe, at least from a perspective of a leader, resemble some kind of
cockpit, or maybe a room full of dials or levers for monetization. My job is adding as many of these levers
as possible to the room, and then not pulling any of them. Because | think we do best if we are on the
same side of a table of our customers and we had them become entrepreneurs, which is a mission, and
we want to support them to be more successful, which is the business model we are in. We get a very,
very small stake of the sales in our monetization system. And therefore, we are incentivized to make
everyone as successful as possible.



(01:09:11):

Again, when | get a PowerPoint from investment bankers or so, where they tell me | have enormous
pricing power and | could massively change the prices, I'm like, "Yeah, but I'd leave Shopify if that

happens to me, so how is that good?" He's just like, "Why?" It just goes like that.
R EIE:

REBWERERKAGEMR L, HWXMHE, RIIFEESHE 20 Fri. 10 Fa1EL 5 FRIM T HA? KK
MENSFERENENNEE T AFRRE? XREMA. ARM KK BFRANE RENFTENT
18 Shopify 4= (flip) MEIEEM. HERZSHAIE Shopify BALEMA, BHREGERT, FAXEIRERE
B7, MEKRIAN- - NRFAEATNERBE2LRIMNENLSECNNAFSR, BRSEBLE LERKRE
B “B—xfk” .

(01:02:43):

FHEX Shopify WERFE. HIANXRIF. HIAARRS. RS, REARE, XER—MERNIED
Fii; EBXNREEARR, ERER ERIFNITFEDM. XXET. WNAZIRERNTEEN, RIIFEEESX
BRI, HATFEANEBREFE IR —TILMIERIEXRKRIIEIMT, RARMMANESER
MEFE—HFREIR.

(01:03:14):

100 . FATEIFE KRR, 7£ 100 FRIREE, RREEIKIEXNREm, BIRFATLURICHESRS, %
BEXMIEIEIERMEETTE 80 FARLARA, SIFHERED 5/, Shopify BWFE, BEXRERATIL
N TREMEIE. XMERNBEER ESIRXNER. RANRNELEXFEEVE T KT, BEE, X
BEERG, W&ERR, ENE—HiRK, HREHUEENRFEMEB. Fib, MRFNEREN—HD,
HNALULEERFEHRNERAAFTERINARA. XMEBARRIKMIEYZL: BN EFARFM,

(01:04:16):

HANNEERBERENEMOFAAFBMEIAR, WFRINETHTHKAER, MEFBRAKBNE? (1N
ELel EDL? XNFRKRIFEEE, AANANEX LEENNERE, Xe2REFF. RITHEETEEN
RFEA, FATER—MREIFEHIIFEN—E, XMNFRER RSN —HERNTH, BEE
B MIEREITT N,

(01:05:02):

BEHRREOMXFAIFMLEL, FXE, REBAMKBEIIMFZLIIBIA. XFBAMPANERZ — T
AERMNMPEXEREE, AN KPAXIRER, ENRRBIFERA. HAEXWNASHARKITATER
W, BRIMIELRR. MXBIEIRS Stripe WA, Stripe # Shopify BEIEE KN SIEMHERX R, Stripe
M Shopify AERRE LAIREENMENGEFUFXRZ—, HEZLEMRZ—, RAFKNSHHBIIEE/N
AT, HITRE: &, ERMNEBT “HNNAMIRESETT” NRIEKRERELE . FRLL, Stripe Az
f, AR Stripe W—3p5, FF,

(01:06:07):

YR TFXEFNEEXRATH, MEXLEEER “SREERE" . B8N0, 8—1Oad, RESALL
iR IMERER. MBWSMEMIRER, HENSEME. MRWSEIE, SOAEBF—7. WR
—PABRMB—PANE, BREIER—BHEFIRZ D ERLPH—NMFNSENEMRER “Bikhk
wREEld” , ARFESU—MIFEBENARK.

(01:06:44):

MRMREZ AR RSN, BPENEFEFERRIRF, FEERTEHE, 2EECHNFLE, Bi&
i EE. RAMNMER T HRFERMRERMFFHIIER, BXM, MRMWITEREREE, il



FHBEIZIE, KRZWMCEO. REMABFEELEMINIMEIX—=, WINRZICTFLEFNNTARNFE, &
EEHRBEEAKBMENGIFAFXR,

(01:07:16):

NRIRIKIEHZ 100 EXFHKEAR, BMELER T, BA, TEARERRRERSNENG E. KHA
IMERNEIZS T EA—RBERFIEET RIEF, XM T RERNTmAR. SRINVREBRLERN, SRR
M. HARIWEIXRTFRNNIZMESHRE, LAt ARIAINRARMIMAEE, EEERSH%,
NIRRT, HEY, B, BXLFLSZ2LETHIN T RRF A,

(01:08:08):

BRMNERKNNBEEE. iLRNARETH, &AM, MEEIE—RIEERER NS, EAMR
RARZ - FNEFEREMRERSENT “NMERI R, HAE, RFHQAE (EDMNASENRE
HKE) XUTEMBIAM, HE—NERH T EMHLERITATRIEE, FOTIEREREEEMNRATESH
A, ARE—MEARHL EATFIAAN, NRFNINEFFEEEFHNE—Z, FBEMNRAEILR (X26EH),
HIAFUNERERY) (XZHANVEWER) , HMEMSRT. ARENVETURSEF, FIMNZMEER
PIREVR/ N —EB0. Ak, FABEFILE N AEBREIEEMI.

(01:09:11):

Bii—R, SHWBKRFRITHRZEN PPT, IS FREAEERNENN, ATUAMERENKE, HE
¥ “BR, BUIRBHELAEEES L, BRBEF Shopify, FIUBBEMHAEFHN? 7 RKmE: “Ata?”
FREMEXFo

[01:09:30] Lenny Rachitsky
English:

There's a quote that you wrote somewhere that, to me, identifies this point so succinctly, "On a long
enough timeline, playing positive-sum games with your customers is the ultimate growth hack." Yeah,

beautiful.
AR ERIE:

MAEX T MAEI—0E, WEHEFKE, SEREEMHATX—R: “EEBKHOMNEL L, SRNEFITE
FMEZE (positive-sum games) BLRRANERKEEFR.” BHI, KEDT,

[01:09:46] Tobi Lutke

English:

I think that's pretty piffy and it's also just... Try to argue with it.
R EE:

BIANXIRIGEE, ME- HEREEES.

[01:09:53] Lenny Rachitsky
English:
That's true.

AR ERIE:



sk,

[01:09:54] Tobi Liitke
English:

Positive-sum games have incredible returns, especially in the worlds of software, where you can
experience exponentials very easily. | see company building as... | wish there would be better analogy
than chess, because chess is a game of perfect information, which is totally incorrect. But one thing which
| like about chess as an analogy for business is that it basically is two games, that you have to be good at
at both. There's a positional game that you learn: Develop your pieces, gain influence by your pieces over
the board. That's really, really important. And then there's tactics, which you learn tactic training. You go
get a puzzle trainer and you drill tactics and you learn the intuition to sports tactics, sense them. Both of
them are actually super independent of each other.

(01:10:53):

The business world only talks about tactics. It only talks about the conversion of we did this thing. We did
an A/B test and we changed the color of blue, and conversion red went up. We lionize the easy hack. |
don't think that's important, honestly. You need to be good enough at tactics to not go out of business.
You can't get margin code, sure. But the sum total of all the value of a potential tactics that you could

employ stays with you if you are actually are doing the positional game.
(01:11:36):

The positional game is like, what is the territory on the map that you are taking? What role do you play?
How much trust do you have of merchants? Do merchants want more from you or less? Are you the kind
of thing they're trying to optimize out of their software spend, or the one that they ask to subsume all
other software spend? Do they rely on you? Are you part of a team, or are you used as a tool in the
toolbox, usually forgotten, sometimes coming out when certain task is being done? What does your
product cover? What industries are you addressing? And so on, so on, so on. This is the positional game.
How well do pieces fit together? Do people like relying even deeper on you?

(01:12:25):

If you do that well, the tactics are yours and you can hire a lot of people who are extraordinarily good at
spotting tactics and using them. But if you do it too much, you end up extracting through tactics the
entirety of the value that you have created and that is yours to take through a positional game. And if you
do that, you have nothing left in the tank. That's for companies that we all see, that just got to a point and
then just fade. Those are the companies that got tacticked out of their position.

FRCERIR:

EMEZEERANOR, HRERGHRAFR, (RTUEEEZMERIEHRIERK, RBATDRKRE
- BRAEZALLEMRSEEFIEL, RAERKEE—TT2EREE, X (WHLRE) BT ER
B, EEMFRSBEANELELE—FHKER, BREBCES LERTIIYL, MOTIEEXMT ., —H2IFFS
B “%RIEE” (positional game) : FRIRBVIEF, BIHFEHEE LREEMA, XIFE. FEER, 55—
e “BAR” (tactics), fRBIEARNINGFES, REBBRIZGRLAHER, FIBRMHEANET, XHESE
br LR = EIRIIA,

(01:10:53):

AR R HEAR. EREIE B TXMHE" R AR, (T —A/B N, NETEBHNEHE,
BRURMLEAT. HNEFEEN BEFR . EXHR, APUANBRERE. REEELAN LM BT,



UZEFAEF. B, (FFREEHERITFEE (margincal), B2, MRFENERFEIETR, BAMRATERAN
FRE BEAARNENEHMBEETIRE L,

(01:11:36):

HEREERGE: MEMEBLLSETHAGL? RIPEFARE? BRXNFEEZIMEE? SR EREMREHRE
SR EEA? REMITAEMNREFZHPRMIENRA, EEMIIERSHABEEMBRGEZHIBNTES? iy
IMRFIRIE? (RREABAN—R, FRREITAHFEN—IH (BEHET, REERTHREESHAZER
R) ? I @IRE T HA? REXMHNEWLET? FF, XMEhRER. HFZENREENRE? A1
IR R K FRIRIZ ?

(01:12:25):

RIRMBISET, HAMREERE, MAIUBRARSHREBRAUMMERLEANAN, BMRAEBFIIA, Rk
KBS HEAFRISRASIEN 2HNE, MXENERZSEIHBIERRTHN. WRIRBIFM, (RETHIE
B AEHAR T, XMBRNEBRIHEBLERE], EKRI—EREMERT. BLEMREHR “BAR" Hh
TRBMUENQEL

[01:13:01] Lenny Rachitsky
English:

The skill, obviously, is finding the balance between these two things of short-term, not get margin calls,
as you described, but also think ahead.

(01:13:09):

Is there any kind of heuristic for founders listening to this who are like, "How do | do this? How much
should | be thinking about the future versus now?", | guess? How do you try to create this pie chart of
driving goals immediately and show investors we're killing it, while also thinking ahead?

FhERIE:
B, FEETEXRUGSZENEITE: SHARE |TFE” (WIRFR), RRBERERREK,
(01:13:09):

MFIEFERTEREIWARLR, BAABAIRAGEL? (il “BZEAM? RNZEZMENBERK, &
ZOBENXRAENE? 7 MOASEHSIRRXD “GE" —BRELEDETHRRAERTHENKRAMNE, X
BREARK?

[01:13:09] Tobi Liitke
English:

Is there a good heuristic? Objective number one is: Don't die. Again, in the end, for companies that
become historic companies are the ones which did not die. It also sounds very basic, but actually it's
more actionable than it might seem. Past that point, | would argue: Just focus on the positional game. |
think this is where a bit of a discrepancy of the founder and the rest of the company sometimes lies. |
think the founders create finite, winnable games for people, that are very much serving the infinite game
of developing, that the mission implies, the quality of position on the board.

(01:14:14):

By the way, it's an infinite board. Just picture the chess board as the initial terrain, but there's, | don't
know, fog on the board and it's a terrain that's much larger that you will explore over time. | think that's



the most prettiest way of mentally thinking about the experience of building a company. It's an
exploration and a collaborative inquiry into a question that is implied by the mission. And you will get to
explore how correct your mission is and how good your decision making is along the way. And you get to
learn a lot, and this is why | think it's a valuable thing to do.

(01:14:55):

But they often, the founders, and the mission of a company are in alignment, but they are, again, non-
quantifiable things. They are pursuits. Maybe as time horizons that go past, all of our time horizons of our
careers, therefore that makes it hard for people to care deeply yet. But they do care about the instances,
the games along the way, the [inaudible 01:15:24] that have to be done to explore a part of a map, the
tactics that have to be executed.

FR3ZERIE:

BB AXNAELE? F—Hire: 3tiE, Bii—R, REBRAFBEEATN, WEPLZIEIENL
g, XIFEREEM, B LELEEREGREY. IT7TH—=, BRIAN: RETITHBIERF. HiA
NXMERNMAERBEHME A ZBIENEFEEDENME. HIANCIBAANRIENE T BR. RIIRMAYE
X, MXLHRERAEE LRAEMMEEN “TRFL RS, BMEAEHE LNHRRE.

(01:14:14):

IER—T, XE—NELRIHE, IBEMRRHEEBERAGHA, BHE EHXRE, MAMAELLTERE
EXEZ, FMEENENERERR. BIAMNMXEREBEEATBRRAREEVHNAR: ER—IRE, @XF
IR E RN IMER T, EXNEER, MERRIMNESEZER, URRIRAREZHE., (M2FIER
LR, XMEATARIAIXZ—HENENSR.

(01:14:55):

BB ABESABMNESRRETF—H, EXEXEARAEUNERAE. EIIRIER, WiFHEIEERETHIIFRE
AR AE, B AMTREEIZEI=ERZIBES, BRI ORERISLE, X OVBIREYL, XO0AT
REMEN—F D MO ATHIES, KOBTHITRIEEAR.

[01:15:29] Lenny Rachitsky
English:

I'm not going to take us here, but | know you're a big fan of this book, Finite and Infinite Games. | actually
had it once at a book club and it blew my mind open. I'm going to link to it. People should check it out.
You've talked about this on another podcast. I'm not going to [inaudible 01:15:40].

FROCERIR:

BATERANIERXD, BRMEMRE (BRSELMRAVEXR) (Finite and Infinite Games) XZAH /Y& 547
2, FEAEEP LRI E, eHRFBTHHBL4, RIM DR, RRNZEEE. FEAEMESR LHi%

XA

[01:15:40] Tobi Lutke
English:

Yeah, it's a lovely book. James Carse did an incredible, underappreciated... | think they essentially wrote
one of the best business books. They is trying to write a hard philosophy book. | don't know if it works for
its intended purpose, but | think there's more value in what he actually accomplished. Maybe, sadly, it
may be that he didn't know before he died, which would be very sad.



AR ERIE:

B0, XR—ARENB. ZEBE -~ (James Carse) 7 —# R BINERKENEFE - FHiIANMA
FREBHTRIFNBLHEZ— MRARRE —FNRRNEFEH, RAFNEERERE THHER, BIIA
FtSEFFRRBNEES. EIRNZE, UIFMESHFIHANEX—R, BRIFESAEDL,

[01:16:08] Lenny Rachitsky
English:

It's a little hard to read for people...

A
SRS e+

[01:16:09] Tobi Liitke
English:

Yes.

FRsCERF:

=i

[01:16:09] Lenny Rachitsky

English:

... SO just stick with it and just try to wrap your head around what he's trying to say, is my advice.
R EE:

------ FRURENREFHR TR, SHEBMERENER,

[01:16:14] Tobi Liitke
English:

| think reading... | don't know how many it is, but... the first couple of chapters really helps you get your
arms around the story, his insight. The rest of the book are examples of his ideas applied. My takeaway
from reading his examples is that he did not fully appreciate the insight of his own idea. It just ends up
being very locally limited and very narrow-focused. It's a much grander idea than | think he really... This is
why | say | don't think he fully appreciated quality of his own idea, which...

FROCERIR:

BIARE- HARER KRS LD, BRiI/IEEREREMEEX MR ENHNRER. BERES 2MEEMIN
LB, HEBLEFFHRZRE, tWHRKATE2IASBECRBNARLRNE. ERALFIFERBRAX TR
o XR—MEMMEERIREINERRFSHRE - ZMBATATRE TN tT2ER T B SRENKR

o

il

[01:16:58] Lenny Rachitsky



English:

I think we need a Tobi version of this book, with a foreword, and...
FREiE:

BIANNBINFE— R BXA+H, BLFsS, &F--

[01:17:02] Tobi Liitke
English:

| heard Simon Sinek... wrote a book of a similar title. I've actually never gotten around to read it, but |
think he would be very good at interpreting this if that's what he did.

FRCERIR:

BITHAAS - 125 (Simon Sinek) BT —ZA@BEMIH. HITLFKERE, BNRBEMEL, HEAMS
FFBERARX

[01:17:11] Lenny Rachitsky

English:

That's what it sounds like. | feel like his book is that book, written in a different way.
(01:17:15):

| want to come back to something you talked about, which is focusing on entrepreneurship and the
merchants that you all work with. To me, this is another example of maximizing human potential. The
way | think about this, people always talk about Y Combinator and Stanford and all these places that
create all these companies and founders. If you think about it, Shopify does this orders of magnitude
beyond, and | don't think you guys get enough credit for that, the amount of businesses you create, the
amount of lives you change.

rhERIE:
IR B, BUEESMHNBMEBEPNE —ME .
(01:17:15):

FRAEERREIN—HE, BIXENLBENMRMNESFENE . MR, XRERAUALENNS—10
Fo BIVIER, AMIES2Z7EXKILY Combinator, HHERUNKFAIEXLERIEATMEIIBARMSG, BIRIRF
R8A8, Shopify MEINAURLEEN KL N HRES, FIANRNEXLELRERFEEBEIART—IRIEIEE
WEE, fRIIRENEESRE.

[01:17:43] Tobi Liitke

English:

That's because we don't want the credit. That's the point.
R EE:

BERAKNABERDINF. XMBER.



[01:17:46] Lenny Rachitsky
English:

Is there a platform?

R EE:

KR—EAID?

[01:17:47] Tobi Liitke
English:

We don't want the credit.
HRCERIE:

B FREX GBS,

[01:17:47] Lenny Rachitsky
English:

No.

FSCEiE:

o

[01:17:48] Tobi Liitke
English:

| mean, maybe if you wanted it, you could also not get it, but we don't need to explore that because we
actually, literally don't want the credit. Shopify is a company that pushes from behind. We don't want to
be written into the story. We want to just...

(01:18:00):

... want to be written into the story, we want to just kind of have you do your thing. There's just too much
grandeur in wanting to front it all. This is also what caused us to go and help people build their own
things rather than start with a marketplace that everyone gets to lease a little component of at prices that
corresponds to magically exactly your margin, as this usually goes in marketplaces. And so yeah, | think
we don't want it. I'm proud of it, but that's intrinsic. | don't need very extrinsic appreciation for it, |
suppose. There's millions, millions and millions of people that use Shopify daily and that represents the
business and it causes major amount of employment around the world actually, definitely in North
America specifically and Europe. And so | think that's really gratifying. I'm sure there's a way of saying
that many of us businesses might actually have existed without Shopify.

(01:19:18):

| also think you can make a case that a good number exists because of Shopify, because what we've
observed is that this was actually, it's my favorite thing in the entire Shopify journey that we sort of
rigorously determined, which is that because | really, really, really prioritize good UX, legible interfaces.
You can tame enormous complexity with great UX in a way that makes sense to people. | think this is



actually almost a moral obligation to do for software because when software goes bad, it makes people
feel dumb and machines do not get to negatively influence people in my mind. That is the inversion of the
priority of the hierarchy of how machines are tools wielded by people to be more powerful at the things
that they're already great at than they might imagine. That's when this all needs to fit together, but
beyond the moral point, which is 10 years, and you could definitely take the other side of what we have
determined is that every single time we make a complex thing simpler. It is actually that more businesses

will exist on a platform.
(01:20:38):

So | think this is intuitive or at least directional, but sometimes people are not like, "Well, don't you just
need to have all these features?" This is the RFP view of a world of software, right? "Don't you need to just
have all the features then people can implement their plan?" Well, no. Think about the mental state and
entrepreneurship entrepreneurs, they are, | mean especially if you're first entrepreneurs, they're
unsophisticated. They don't know what to do. They're kind of scared. By the way, engaging in building
something again is an act of pure courage and usually one which is very hard to hide from others. The
people around you will know that you're doing this thing. Ask any entrepreneur. The amount of people
who tell you to not do this is actually stunning. People do not want people to just step out of a box that
exists that they sort of explain to themselves around them and have a chance of reaching higher because
that would sort of invalidate their own life story in some meaningful way.

(01:21:38):

So there's a situation where people are telling you to quit potentially, you don't have a lot of money
presumably, you're asking yourself, are you even doing the right thing? Hopefully there's some elements
of encouragement. Hopefully there's a passion. Hopefully you're trying to create a thing. Then comes to a
situation that stuns you in some way, somewhere where suddenly the software starts talking about APIs
where this is something you've never encountered in your life before or that just the option that you think
it should have on the text configuration screen doesn't make sense given what we know about local taxes
and so on. Here's the thing that happens. So the beautiful thing with Shopify is there's basically no tax
configuration screen. It's just correct. The amazing thing about software is we can actually just overtake
this piece of complexity.

(01:22:53):

We know what the taxes are everywhere and we are just doing it for you. You don't have to think about
taxes. In this case we have someone encountered something that stunned them, that stopped them in
their tracks. On the wrong day, what that means, it's like they are going to close a browser and they say,
"You know what? Fuck it. I'm not cut out for this." Or, "This piece of software | use sucks and it's too dumb
for understanding the thing | have in my head," or something else. Everyone has a different rendering of
the same thing, but just like progress stops. It is not just the businesses that shouldn't exist anyway that
stop in this way. In fact, it's actually, and this is again what the data says, so many businesses get very
close to this point many, many times. | can tell you Shopify did many times and | have more tools on
entrepreneurial journey than most. I'm a computer programmer and | love those things. You tell me | can

spend 14 hours programming for the next couple of years. I'm like, "Holy shit, let's go."
(01:24:01):

Most people aren't like that. So I've had unfair advantages that allowed me to overcome very technical
climbs on this learning curve, but | know that's like most people can't have these advantages and
therefore will churn out of a test. And so in other words, lowering complexity, making good UX, creating
software that just autopilots taxes or payments or any of these kinds of things, fraud, actually causes
more entrepreneurship. That is the best thing, the best answer to the most important question of my life
that I've encountered because up to this point it was an intuition that doing the Shopify thing would be



valuable in absolute sense, in a hundred-year sense. Afterwards | knew, right? And so that also just means
now seeing things that are overly complex or shouldn't even be there, it's just physically painful because |
know, it's like all these business that are trying to get somewhere and could exist and could now employ
people and delight customers just died along the way because of something we did wrong or poorly and
so on. And so this is a great source of energy for me to keep going.

FROCERIR:

HNERZE, UIFRERBEXNIIS, REFARE, BENAFTERIIRD, EARKNERLENFREX
nIh7. Shopify B—RMERHHIQE. R FIEREHKEE, HIMNRE---

(01:18:00):

------ AMERE#HWE, RNIABILMBIRESHNSE. BELESIAITERT . XBEAFTARITEREEES
BAMNBILZBECHNE L, MABEI— M MABRERE—NE2H 517" (marketplace), TEMEER
FEEMISE AN ETRFERK T —XBER T T aREE. FRIAZE, FIAAKNTEBERBINZ.
BALREESR, ERERNEN. FERFTEAZIMINER. SREVUEHITHAMEA Shopify, XX
TS, ELFLAEEFSEERCET AENMUN S, FHZEILEMEM. PRUFANXEBNRS AR
o HAA, WAILIRRZEWEMESRH Shopify tHE#F 1T,

(01:19:18):

BEWIAA, FALGSIERA—E7 W EER A Shopify 7 FEMN,. EARKINTURE—XZHEE Shopify
RIZPRENRMERS, BERRINTERHEN —ENHKIFE. 8. FEEERFHABAER (UX) FEMRY
FH. fRAJLUBTHERY UX U—H AR A RYIREARNE RS, FIANXEIR LT 2RI —TFE
X5, ANERHREERN, eI AMNEFSECRT. ARNNIE, HSTNIZN A= ERERM,
MBNZBRACANIE, LATMMNELEBRNFFELEREBRFERK, XME—IFTERGHMS,
BRTERERE, RTAENSZ—MHER: BRI HERNERERESR, FaLMarEEZHEI,

(01:20:38):

FHNAXZENY, HEEDEFEMER. BERAMNZE: “EEMAREREMEXLEINERE? * XER
SR “RFP A" , WB? “WEMAFTEREREEE, ARANAELREMIIAITRIE? » R, B8
S ERCIEERE, RFRIRE RSN, MINHFEL, MIIAEZBA 4. IEREH. IRER—
T, RETHERESARAR—MARNESITHN, MABEREDMARE. REABRNASNERTEHXH
Fo \REMFEE, SFEMNFAEIFEMPIAZRFIRA. AMIFHFEEEE ARLEENEE, AZHAE
FENEE, ANRIAERMEX LEEMIE CHEERSE,

(01:21:38):

FRUMREIGEIIERZE : FIREBAMMKE, MAJaERZ L, MERECS: REMNERNE? FEEE L
B, HEEBERT, FEELIE—TARTE, ARFBET —EILRAAENER, LN RATIRKIE API
(RRXFFELEMT) , NERANAXAKEERRE LVIZEEITE SMBBEE TR 8. XMRAENSE
6. Shopify WEYZAET, BALKE HRWEKERRS . EM2EMRN. RENHETZAET, BAIKEFR
ERILURE XS E .

(01:22:53):

HATERZMRER, FERNRLIEF, FAFEBEHRW. EXMERT, MREABETiLAARR
Frfa. iLIEHERRINER, EERN—X, XEREM(XENTESER: "B, RFREGTFEI.”
HE “HANXMRERET, EXRT, BEATHRFENRZE" S8TANB—HENRERE, BER
M. BFFELET. MUNEBESKRANZEFENEVEXFELE, FRE, SESFEN, REEIVES
RAEBREXMNEFR. HAUEIFIR, Shopify BEHIREZR, MAKRFLIRETHENTARLERSHA
#HZ, BRER—NMEFL, BRREXLERA, MEFRAR/LERTUSRE 14 /NRHE, HIW:  “KET,
RS



(01:24:01):

REBATEBEN. FIUAERBERQATHOMNE, itHERRFIHE LIFEREIER AR, BRIMEAS
BNEAXERE, FbSENRFRE. RaiER, BREFE. TSR UX. BIZEBMERIR. X
. BFSFESHNG, KELRERETESZHNEN ., XRHBINESPREZNIANRESSE. BHELZ
Al, XRZ—MER, A Shopify FEMEN L. TEFEX LERENEN. ERHEMET, ERER.
PRI, MABRBRESTFERTRETZEFENRA, RBEELES. RARNE, FrEXERESMHR
pish. AFILAFE. ARTUEARTHENEZ AR, (MXEARIMMESFFHEET, MEFBRXIFTT.
XERMBERIHAERBEEKIF,

[01:25:26] Lenny Rachitsky
English:

| feel that, | feel that pain of the idea of anytime a button's broken or it's not as... the button's wrong color
and more people would be converting means that you're not creating as many businesses, many
entrepreneurs. The feeling you described of being scared to launch something, | exactly felt that when |
started the newsletter. And my solution to that as | launched it is, "I'm just launching this as an
experiment. We'll see where it goes, just don't worry about it. | might blog once in a while." And that
really helped just lowering the stakes and | could see how just things like that and advice that can help
someone get over that hump.

FRCERIR:

HERZIEMES. SH—NMEHERT, HEABTHN, SBELEXTRE, MEREMLELISHBAZH
WAL E, RERBHERLAREFRANER, REFRSXONFIBANEREES. REHRE
BRALER. “BRARARLEFN—IEEFKELT. BREEIERAS, 5180, RAERRRBEREEER.” X
BERVRAEER), BRETOEFH, ReERIXEEBENRINENRFEBFEAE IR,

[01:26:01] Tobi Liitke
English:

Yes, and | think this is an under explored thing in the word of UX. Random example, | was absolutely
delighted by, maybe TikTok has the same thing, | don't know, but | was posting a video to Instagram and
it allowed me to run a try run of the reel. It just seems like a new feature and just saying it shows it to a
couple hundred people out of network and if they like it then it's going to post to my profile. I'm like, "I
don't need that." But | thought that was one of the more... | honestly just closed Instagram and was like,
"Holy shit, this is probably one of the most profound insightful pieces of software I've encountered. And
as a connoisseur of good ideas, I've never had this as a valuable thing." It feels like a step function
upgrade to the traditional A-B test as a concept because it's so understandable and I'm like, "What else in
the world should have try runs that run out of network?" Basically everything, isn't it?

(01:27:03):

This is an amazing thing. Like | said, the rarest thing in the world, it's not even creativity or genius, it's
courage. So let's lower the net amount of courage needed. Honestly, that's one of those things you can
probably run an entire career or reinvent an industry on. These things unfurl into incredible amounts of
value if you really pursue them and come at them from first principles rather than how can I do the things
| want to do anyway slightly better because of insight. That's good and people should always do it, but
not usually where most of the value ends up becoming, like manifests when a new idea comes around. So



| talk radically about an Instagram feature. That's a weird thing to do, but | was actually just really to
delighted because again, it just came up a few days ago.

AR ERIE:

B, FIAAXRZE UX TR— MR RRE I REN AR, B PRENBGF, RREEIFERE —BIF TikTok 8
BEMBITHEE, FHARE —KTE Instagram LR HBIIAET, EAWHEBIT— Reel B9 “Hiz17” (try run)o
XMFR2—THIEE, ERBIARTENEZINILEDA, MRMWIIER, EFEHBERHPIAER
£o HE: “BAFTEXD.” BHESXE&HR---EXEHY, HX Instagram F08:  “KIF, XATERERK
RNINRRZ. RERHBVIEIIEEZ — FA—TMHFERNERR, RUAMKREIRIXBESZKMNE.” ER
REEMNES AB NHABMSH—XMEKRNAR, AANCFEEZTER. FER: “HREFEHAAKRANEZSE
X WEIMAIETT ? 7 BRLFRABEARBENZE, TES?

(01:27:03):

X2—H 7T RNENFER. mERRE, R EEFROFZIEHRT, MEET. FILL, LFNEERAAER
“BERE . ELR, XAUREMAUKRABNMNALEEREE-—MIUIHNER. NRIRERIERXER
7, AMBE—MHRERL, MARMRNXE “HRAOFERN—RRRNBREKMBBHNEHBHREHHNGT—
=, EfSBRREERNNE. FEHRRLY, AMNMZ—EXEY, B3N RREHIEN, KBINE
BEASTERBEER, FAIUARKIKITFIK— Instagram I0EE, XBERFE, BRENRAC, EAE/LXRA
7 MR o

[01:27:54] Lenny Rachitsky
English:

I love this thread of courage. The example you gave reminds me also of | feel like going on a dating app at
a different city for the first time is another example of this where it's a dry run, nobody knows you.

FRCERIR:

BEXXTF “BR” HIXPMBR. MENFFHILEREE, F—REF—THTERASRELRE—1FF
—WE—R HiBsT , RAINIRR.

[01:28:06] Tobi Liitke
English:

But even then, shouldn't there be like, "Hey, post my profile to a different city for telling me if it's any
good."

RSz ERIE:
BEMENLL, MERNIZE—NINAEN: “IE, IBEMARAIISZ—MET, SFREFRGFRE” 9?

[01:28:14] Lenny Rachitsky
English:

SO people like it.

R EE:

EEATREERE.



[01:28:14] Tobi Liitke

English:

I mean I've never dated basically so | mean at least not in the last 25 years.
R EE:

BNERE, BEA LA, EVAEIEN 2 FEEE,

[01:28:19] Lenny Rachitsky
English:

Yeah, of the podcast.

HRCERIE:

2H, EREERX.

[01:28:20] Tobi Liitke
English:

So I'm pre swipe left and right dating, so my conception is very low of this. Maybe | should look more at
dating apps. I'm pretty sure there's some amazing UX in most things.

FRCERIR:

FRURREE “ERAR VHAZAHA, FAIURNZMERREM. BIFRNZZEEISRE. RS
EAZHARAREHE —LIRAR UX.

[01:28:34] Lenny Rachitsky
English:

I imagine. | feel like dating is going offline more and more. I'm feeling like that's what people are trying to
do. They're tired of the swipe, but anyway, going to go in that direction. Maybe a couple more questions
while I have you here. One is this idea of the talent stack. You've mentioned this concept before and this is
the term that I've seen you describe it as of this idea of the power of focusing on your unique talents and
curiosity and that leading you to the biggest opportunities, especially early in your career. Can you just
talk about what your insight there.

FROCENIR:

HRBE, RABHIEBRESMERL T, HBREANEXEXFS, WIRXET B EXLMA, £
EBIFER T BIREE, BRJLDE@E. — M2 “AZAHK” (talent stack) BYREE. RUABTREISX R
2, REIMARXRMARER: TETMRBNREAEEC, HFULSISREDRANIS, LHEERY
FEFH. REERRIREXT EBYRAET?

[01:29:04] Tobi Liuitke

English:



Yeah, again, | only lived one life, so | can't Monte Carlo all the decisions | make and just figure out which
ones ended up being load baring, right? I'm at this point pretty amused by the following thing which
keeps happening. But | am getting curious about some absolutely random thing and it really is fairly far-
flung stuff and like magic it becomes the way that ends up allowing me to make a very important choice a
year later. It's ends up being a better analogy that I've learned or a different way to see something or
another idea that | found being represented in this area of expertise that is actually just again, another
repackaging of another foundational idea, which allows me to go and look for more examples.

(01:29:57):

And it's just funny this way. So even early in career just | followed my curiosity. | love programming and |
love computers and | loved the internet when it came along and | just like, "Cool, I'm going to find a task
that | find valuable," which | was always engaged in retail and | have a lot to say about how retail should
be brought by the internet to people. But this is a beautiful intersection of all the things that I find
interesting. And then on top of it, | found Ruby, which | loved as a technology and then just now | was
highly motivated to tinker, explore a space that was clearly emerging but just felt very obviously of value
in the future.

(01:30:44):

But | didn't do it because | was following money. | did it because | like learning by doing stuff and I like
tinkering the things and so this was a way of financing my tinkering by selling snowboards and then it led
to other things. And I've kind of been doing that thing all along. It's great fun, great fun for me. | don't
know how much of a advice that is, but maybe a proof point that can work really well. | sometimes worry
though that things like this end up being a little bit like all you need to do is buy a lottery ticket, set for
lottery ticket winner, right? So it's, who knows?

AR ERIE:

=0, Bi—K, BRRET—EF, FMURFEXNEMBOPMEREHITRIFREEM (Monte Carlo) , BEEM
LRERANRT “FAER , WE? BEFIAL, BUFMEAZENUTEERIFEEEE: R —LT2REN
NEBEFEFS, ENE—LIEEEBENARA, AERZEA—EF, ERTILE —FEHLIFEERRZFNX
. ERLRTEFIN—INEHFHNELL, HE—MEFSYHNFRELAR, FEREX N ET LML LIMHNSE—
MEE, MEXRERES— M EMEZNENREE, XitFEAIUEFREZH6F.

(01:29:57):

XRBEB, FAUBMERRWAEER, RtERIZREEEIFEO. HARRE, REITEN, SEERMHIE
BEAEE, BRE2R: B BRER-ITOANENENES.” Z—EMEZE, X TEERMMNZNEE
SEFAA], RERZEER. XRERBABIFAESEYNTERSE. Fitzs, HEIMT Ruby, HHREX
DA, HNBRIFEEFDHESEH. RR—IEALETGE. BERREARAENETE.

(01:30:44):

BEXEFMAIRENEZREH. BRXEMERANREWBIELERTS), ENHEHEY. FIUZBEIRMT A
BhHEHN—T AR, AREIIMTHMER, B—EHREBIFNER. XREE, WEKREEB, HR
MEXBABERI, BUFR—TAUEERENIER, FEHREREDL, XXFBERAFERERE “RR
FELKRKEER , XRFRENEFERE, WIE? FRLL, ENER?

[01:31:30] Lenny Rachitsky
English:

It does resonate. It reminds me of something Brian Armstrong once shared, which is the reason that he-



FRZERIE:

XHASLRES [2HIS, XIEFAREE Brian Armstrong BN =M —LERA, tZFil—

[01:31:37] Tobi Liitke
English:

He's also, by the way, you have to add him to the set of first principle thinkers if you're starting to
cultivate one. And | think there's plenty of startup success, successful founders, CEOs, especially for
public companies are surprisingly alike in this projecting slightly different, maybe coming from different
backgrounds, but Brian is extraordinarily strong at this [inaudible 01:32:06] by the way.

AR ERIE:

JRfEH—T, MRIREBH— “FE—EERBEEE" BE, (MAIHBMINHE. BIANERZEINIIEIAE
BB A. CEO, BRI EHFATMN, EX—= EIRAMBMN, RERMFEABERE, SRHUFRE, IMER—
T, Brian E XA EIERE =,

[01:32:06] Lenny Rachitsky
English:

Okay, here's to the next nominated for the podcast, Brian. We'll get on it. But interestingly, he had
basically exact same advice for what allowed him to create Coinbase is his background was economics,
coding and cryptography or something along those lines. And it's the Venn diagram, is like, "This is the
thing I'm uniquely strong at and have an opportunity to win it."

AR ERIE:

§FHY, F—RBZMRIEA: Brian, HMIZLHN. EEBHNE, N TFEHAILMEIRT Coinbase B4 LH
ER2EENEYN: NEREREFE. FENEEE, AEZXMNTE. XMEBNFEE (Venn
diagram): “XERIIHFHEKHER, HENEREE.”

[01:32:29] Tobi Liitke
English:

Yeah. So this is what we very actively tell our customers, right? There's a 2005 essay by Kevin Kelly saying,
"In the future on the internet you just need a thousand true fans." It's what the internet and | think what
Shopify celebrates, that instead of trying to create toothpaste, which is of course a huge term but hard to
differentiate. It's much better to figure out a triplicate intersection of three different things and nail it. We
took a winter vacation with my boys and my family in the Caribbean and I like playing poker with them. |
like playing poker and it's great limited information game. I think this were valuable for kids and so |
found this, | might have mentioned this in some place, but | found this pirate gold | think it's called.

(01:33:32):

It's just amazing poker set, poker chips that look like they come right out of the treasure chest or in
Pirates of the Caribbean. Think about just the intersection, so this is online Texas Hold'em, quality poker
set instead of... because you can play with just anything, right? People were in the market for spending
money on something like this and pirate themed. You're like, " But I'm such a big fan, I'm telling you
about it and people might actually purchase it because I'm enthusiastic about it." And because
enthusiasm is actually the best marketing and they have at least a thousand true fans, and it's just better



to make amazing things for some people than make something that everyone wants maybe or would
tolerate. And | think that's really, really good. So | think that works for your career too because by the way,
we are all entrepreneurs so we're ready to think about any career.

(01:34:36):

If you actually ask me for career advice is we are products, we are engaged in entrepreneurship, we are
basically software as a service if you want, or talent as a service. We are selling a subscription in the form
of our employment we call it, but it's actually just rebranded the subscription frankly because it comes
some extra protection, which is very good, but it's still the same thing, it's a double opt-in company. Like
you would say, | can do these things and | will be of significantly more value to the company than you will
have to spend on me. There's like a positive ROI ideally for a company and a company either says, "I
agree or | don't agree with you." And that's actually what employment is. So | think people should think
about themselves as a product. Your career is not based on mentors you find or getting a promotion or
not.

(01:35:34):

It's about what are you too good to ignore in? How good can you be? Can you be absolutely work? Can
you be excellent? | mean you don't have to be work class and stuff, but you have to... Ideally you find a
thing where you are just in this sort of tiny space of five intersections or so versus we just know more than
everyone else and then everyone calls you. Like | said, we use Ruby. Ruby was not that fast. Shopify
would rather have it very fast. We found people who got PhDs in dynamic language, garbage collection
dynamic language, just in time compilation to make Ruby fast. And they're having delightful time at
Shopify and Shopify is now very fast and it's very good. And everyone gets to profit from us needing this
because we merged it back into Ruby Core and now everyone can have a JIT compiler. So it's great.

FRCERIR:

B, FIXEEHNIFERRMERETFH, WIE? HX - HF (Kevin Kelly) £ 2005 FET—RXER:

TERRMEERM E, (RRAFBE-—TIHRITHL.” XMEEEKMN, B2 Shopify FiERK—S5HZRHNEF
B (XR—TEXRMNBREEREERNL), FIRE="TEEYHIRZEHLEHMEIRE FMZIBIEFIIUK
KAEM#LBERR, HERMMBI]RHI R IRE2—HRENATE2EEHEE, AAXNEZFREN
B, HIKB T “B&EM” (Pirate Gold) HIZRE, KATREERIRIERT,

(01:33:32):

BE—ERANIRER, FHEERMEGEEN (MPLLER) NEREZHRN—#, BEXIRE: 7
LiEMNHE. SmBitRERE (MTAEREENRAR). BEIH, REEF. “RECHBRINLE, KIEE
FIFIR, AMIATEZEARHVABEMBIE.” BAMEKFLERIFNER, WNELE—TIHTHNL, B
KEAFEFZANKRA, EHSE— M MIABBEHERESBHRART. HIANXIFEEE RIANXHE
BFRERETE, AAIRER—T, RKiEHEe)WE, FUENEESFBEEMERL,

(01:34:36):

NRIRERRFIRERN, BHE: K2~ m, RITEEMELIL, MREEE, KMNEXLZE R
5”7 (SaaS), HE “AABRS” o HMIA “BAE" EALEITH, EERMR, XRREHEEFIT
i1, RANEHEE LR (XRY), BERE—HE, XB—TINEEFHNIRE. MEMFRIW:  “FEE
XEE, RNATNNERTBMETHS LHH%.” BRBRT, ¥TFARKRE - NENKRALORE
(RO, RBIEAW “BRER" , B4l “BFAEAE" . XMERMHNAR. FURIAAANNZEBECSEF
— M= mme MRNERLEERZRETRIREINSIN, BRBETEREREEM

(01:35:34):
MmEXT: REFTAFERFILALERZMN? REBZI? RIS HIE? BNEERE, RTA4IESEH
RIRRY, BRI BREBRT, ME—AENUERENFNTE, EIREMREEMERARESZ,



SAEFRE AT SRR, TEKWA, FHNIER Ruby, Ruby LURTEZBRAMR, Shopify FEEIFER. FHilH
HTEMSES. kb, BIREIR (IT) AERBIELZMOA, LI1E Ruby TR, M{17E Shopify
SRR, IMER Shopify IFER, FEF. SPABMMENFIRPRD, BAENTERXBEHET Ruby
%y, MESDAEEILUAE JIT HiFss. XKET

[01:36:40] Lenny Rachitsky
English:

| feel like every story is a fractal into other hours of other podcast conversation we can have. | know you
have to go run this nine, 10, 10,000 person company and do real work. So | am going to end it there. We
got through almost everything | was hoping to get through, but there's infinitely more questions | still
have. Just to maybe end it, is there anything you want to leave listeners with? Any last nugget that maybe

you didn't mention?
FpSCERiE:

BR/E—MEEHLE— 177, AILGIRBEFLNNREREE RAEMEEEEXHKNAT. —AAN
RE), EMEEREILT. FIUKNBIEIXE, HILFRETHRFERENAERS, BREELRZH
B, EERZAE, BHARBBRAANG? Tt AKRINRE—~TEGE?

[01:37:03] Tobi Liitke
English:

If | get to talk to again people who look at product and product management, here's my thing that | think
maybe only implicitly came through in all this. Every product in the world, the quality at the end of the
day is simply a reflection of how much the people who created it gave a shit about the product. And it is
not possible to make great products if the people work on it do not give a shit about the product. And |
actually think this is a very important role for product leaders to make sure that the team gives a shit. And
| think this is something that can be done with building empathy for people using it, but also it can be
done infectiously by the product leader. The product leader has to give a shit. Do not engage in product
work on product that you don't care about because you cannot produce the thing that the person will
give you a task is looking for.

(01:38:04):

And | think again, so much goes into this unquantifiable conversation which we already had, but boy is
that important because it just isn't about the brief document, it isn't about the aligning stakeholders.
Sometimes in some places some of those things are aspects of it and | think they correlate sometimes
with people. But | think the higher order bit is if you are in product, you have basically free roads. You
have to have the team sits, look around corners that they don't see. You just have to understand this thing
that's being done better than everyone else because that's a role. Now, you don't have to do this by
yourself. Everyone on the team is of a resource to you and you can query them and therefore determine
what is around the corners and so on. But in engineering and UX and so on, but that's very important.
Second is you've got to be exothermically infectious with actually caring about this thing because just
that one thing alone will make a 10 times better product. It's crazy how much of a change this makes.

AR ERIE:

MRFEBRE X IR~ REENAZR, FERNE —HBIFERNZIREPXRZRE FELR:
R EERFRIRE, IFRERIARRRT BIEEHNANKITmESZA “EF (giveashit)s SNRIIFHY
AREFREFENm, MAATEBMEFERNTm. HKFLIANA, FaARAN— T FEEENRIEMEN



RE “EF o TANNXALUBEISEIINAFBEIEOKSEIR, BrILE~mA SR AR RRIIKELR,
mARABTBEEF. FEMNEMAEFHFRIE, RARTEREHEESHAFRRGTIRE,

(01:38:04):

FEBREE, XXEETHRMNZARIN “FUEK” BIE, KW, IXEET, BHEMUNKFFEK
X, PMUXKRFHFTH@EERE, BNEREMS, XERHPHN—ED, FIANENERSEAEX. BE
SMEVENRE: MRIEMEFRIE, FEEREE=ZFE. ROIULEAEL TR, NRMUNEFENTEA. R
WAL AEBE T RREEMNES, BAZRZMNEER. IE, MATERETH, ARSI AERE
fREVERIR, fRETLLAREIMA], MTRESLRBER 4. EIE. UXFLFEHRENL, XFEEE, F_RE
fRABFUA “BER AIUERMA, RABMENREFXMGE, BRI —HSEsEiL~mF L 10 5. X
MR TR IRABR.

[01:39:25] Lenny Rachitsky
English:

| feel like honestly what you're describing here is like founder mode, what the outputs are. Giving a shit,
being exothermic excited and looking around corners. | feel like this is its own conversation here.

FROCENIR:

LY, RREBMERNMER “CIBARR” (founder mode) BIF=H: HRETF. FRHRIBRIE UK
WA, HRUEEXEFMAIUFBSE—HXE,

[01:39:25] Tobi Liitke
English:

Yeah, | agree. | don't think founder mode, so | mean | think, yeah, founder mode is a super valuable term,
but | actually do think that | answered the question about what | think about founder mode in the
discussion about pumping heat into systems. That's what | do. It's just that founder mode in a founder
run company, | think this has an easier time existing because people dislike the people who are pumping
heat into a thing. People fight them, people probably take them out, and if the boss is like this, boss can
protect the other people like this. And therefore | think founder run companies can be innovative longer
because there's a substrate by which this can stay a thing for a long time. So anyway, that's my tear down
on the founder mode discussion, which | think is a really fascinating recent discussion. | find it's very
valuable. I'm sure it's misunderstood in all sorts of ways, but | think it's more actionable than people
think.

FROCENIR:

2H, AR, HIAN QAR B—NMEEENENRE, BRLEFLIANA, REXT "BRFEEIANAE"
FIHERELZRIE T X FRM BB ARNEEZNEH, BAERAAHN. R2ELIBAZENATE, gliBA
RABERZET, AANANEERERBERRGENAEN A AlRinft(], EEAJEERIHBLE.
BINREREXFHIA, ERMAURIPFEMBEFEINAREN A, RAit, FIANBAZLEN AT AUREE
KEEINEH, RAB—MERTLUIIMEARBEE. 82, XMERMNIBARIVTICHFE, AN
EXERIE—TMEEEANNIE. RRFEEEENE. REEECESMHAEEBRIRET, BRHIANNELEAL]
BRAVERIRIEN,

[01:40:40] Lenny Rachitsky



English:

Tobi, | appreciate you continuing to drop nuggets, even though | know you have to go, by the way, your
video looks incredible right now. This is amazing editing, we're doing like a rainbow streaming across

your body.
R EIE:

Tobi, HRBMAIREMEEZENEREEDZE T, IMER—T, RETBRIMEBERERT . XEIHEARH
7, BE—EFRALRI REY S,

[01:40:53] Tobi Liitke
English:

Yeah, we really hit the rainbows here like, "Let's go and invent." | hope you've got to gold that you were
hoping and-

FRSCERIF:
=0, BIEMNEL TR, MEER URNERPEE” . REBMEINTIEEN ‘€7 , #B—

[01:41:00] Lenny Rachitsky
English:

So much gold.

FRCERIR:

2EEFo

[01:41:00] Tobi Lutke

English:

... | was sufficient leprechaun here to deliver.

R EE:

''''' BREXERY TSR “BRZNEN (BRPELIRLTEMIVIMER) KRXAXLEEF,

[01:41:05] Lenny Rachitsky
English:

What a metaphor. Okay, Tobi, thank you so much for doing this. This was incredible. | feel like this is going
to help so many people build great companies and thank you from first principles.

RSz ERIE:

ZERtEIE. 789, Tobi, IFERPHRSMTIE. XXFAIBNT . RREXIFEHREABRILGKHNAFE,
BHR D ZRIE—1ERE,

[01:41:13] Tobi Luitke



English:

Okay, | got to run. Bye-bye.
FRCERIE:

BT, HSET. Fi

[01:41:15] Lenny Rachitsky
English:

Okay, bye.

(01:41:18):

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.

FpSCERiE:
FHY, B
(01:41:18):

IR BRSHERWRIT, INRETEXIATEENE, ALUTE Apple Podcasts. Spotify &S RHIEZ RN AHITIH
AT H. Wi, BEERELERINNTIHAETITIL, EBAXERAMEDEMITRLDAEER, ErIUE
lennyspodcast.com #EIFIEFEHITTER TREZES. THTEBL.



