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[00:00:00] Lenny Rachitsky
English:

Let's talk about crisis. | think it might be helpful to do a quick taxonomy of the types of crisis founders
face.

FRSCERIE:
BAVRIMENEH. FBXMEAAEIRHBNEEM—MRIENSZE (taxonomy) BJEESREBEZER.

[00:00:05] Uri Levine
English:

So two, abstractly, two types of crisis. One is | would call that a cash crisis. All of a sudden, your cash
program or plan is being jeopardized, losing a customer, disappearing investor. And the other one is lose
of product market fit. When product market fit disappear, you actually need to go back to square one.
Then you basically say everything that | know so far is irrelevant anymore.

FRZERIE:

MHEREER, ERMHEENEN. —MERZA U . RAZE, MNIEHHERZETE
B, LIIRET —PREF, AEBRBABET . B—HERE “FampREE” (Product Market Fit,
PMF). 2 PMFJEREY, fREFFEFERZIRR. IHREE LGHFIN, BERIANLERAAEN—IEAEE
BT

[00:00:31] Lenny Rachitsky

English:

You also talk along these lines of never give up in a crisis and throughout your journey.
FREiE:

RBREE, ERNAPULRENCNIRESR, BEER KA EH

[00:00:35] Uri Levine
English:

Always keep on looking for ways to make it work. Never give up is the most important behavior of
successful CEOs of startup. The second one, by the way, is making decisions with conviction. If you don't



make them with conviction, then the team is not going to follow. If the team is not going to follow, then

you are not going to be successful.
R EIE:

BXEIHILFREBARNTGE. “KASHF ERMNILIAE CEO REBMITHR R, IMER—T, %
“MERE “TERENESIMRE” . MRAEMRENZEES, AMMARRER. WRENFREMR,
{RER AR = B0

[00:00:52] Lenny Rachitsky

English:

The core part of your advice on crisis, it's always the founders fault if things don't work out.
FRCEIE:

MRRFRNZOBNZ —2: MRFBEERAFINF, BKTEEIIEANE.

[00:00:57] Uri Levine
English:

At the end of the day, you cannot rely on someone else, you have only one company, you need to make
sure that this company is successful. When you assume responsibility, you're basically saying, "You know
what, | control my own destiny."

FRCERIR:

JAREER, RABEIRERIA. IRRAX— , IREBERRIRATIRGMI. HIRFAERERER, (REE
ERER: “hE, RERES E',E’\JupJEo

[00:01:11] Lenny Rachitsky

English:

Any advice for how to avoid falling into a crisis as a founder?
FRCEIE:

NF eI AN RENEH, (REAEIND?

[00:01:14] Uri Levine

English:

Number one answer is no, don't worry, you will face crisis.
R EE:

KSERE: BINEER, 5L, FEERBIIEYN.

[00:01:21] Lenny Rachitsky
English:



Today, my guest is Uri Levine. Uri is the co-founder of Waze, along with nine other companies. He's sold
two companies for over a billion dollars, he's been on 20 different startup boards, has been an advisor to
over 50 different startups. And even more impressively, this is his second time on the podcast.

(00:01:39):

In our first conversation, we walked through the biggest lessons that he's learned over the course of
working with all of these different startups that he chronicled in his beloved book, Fall in Love with the
Problem, Not the Solution. In this conversation, we go deep on one very specific topic, crisis. As Uri
shares in his book, building a startup is a journey from one crisis to the next. And my goal with this
conversation is to give you tools to handle the next crisis and the next crisis and the next crisis that you
face as a founder. This topic is so important that Uri decided to update and re-release his book with a
whole new chapter dedicated to managing crisis. And this new edition is actually going to launch right
around the time this episode launches.

(00:02:17):

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, I bring you Uri Levine.

FRCERIR:

SR EER Uri Levine, Uri & Waze EX&EIIEA, LEIMNERIDT BINUKR AT, LGB 10 1ZE TN
BEETRRAT, GI8F 20 XAEEIABNES, HIEMED 50 ZREIRBENEHRE, B ANRRZIR
2, XEME RFKITEE,

(00:01:39):

ERMNVFERER, BIITMET ML AT EINRRZIH), XLEARPIECREMEZHRHN
EE (BLIDFE, MIERRAZE) (Fallin Love with the Problem, Not the Solution) ., EXXITIEFR, &K
ITHERNFRIT— N EE B ERNER: Bl 1EMW Uri ERFRFAPEN, SIh—RATMEM—IMENEBD T—
EHIRE. BFBEIXRIE, SEAMRRETIAR, ZMNMEABABEIRN— MY —NMEN. XMER
EEEE, UETF Uri REEMHER AT, ZIHENT — M XTFENEENESHED. MRALFR R
EXRETBEmAEIGEHEL.

(00:02:17):

MRRERXMER, ST EEANBEELAS YouTube EITEMXE, XREBRELTRKTENRTH
I, WXEANFBEIE R, TE, iEBAIIGE Uri Levine,

[00:02:30] Lenny Rachitsky (Ad Segment - WorkOS)
English:

This episode is brought to you by WorkOS. If you're building a SaaS app, at some point your customers
will start asking for enterprise features like SAML authentication and SCIM provisioning... [Ad content

continues]
FhERIE:

ETBH WorkOS #8, WR{RIEEMEE SaaS N, RNEZEFIRESER SAML S4IIEM SCIM BEBZE 1
W ERIhRE - [[TERBEE, FTENE Work0S B9 LR API FIEEURTAY Warrant $2A2AR 3]

[00:03:49] Lenny Rachitsky (Ad Segment - Rippling)



English:

This episode is brought to you by Rippling, a single platform to build and scale your startup on. Rippling
handles all the can't get it wrong admin work of payroll and benefits... [Ad content continues]

FRZERIE:

AETIEH Rippling 38, X2—1MATHWENY BRI QBN —TF &, Rippling QLIEFAERE L HERIF I
MBRHATEIAE - [T EABRLEEE, TENE Rippling EANRR. 1T EEFMANZRSEHEhEIHEE]

[00:05:03] Lenny Rachitsky

English:

Uri, thank you so much for being here and welcome to the podcast.
R EE:

Uri, JEEROGIREER, IMREEE.

[00:05:06] Uri Levine

English:

Thank you. I'm really happy to be here.
R EiE:

g, REMKEIXE,

[00:05:08] Lenny Rachitsky
English:

I should have said welcome back to the podcast, this is your second time here, which is a pretty rare feat.
And the reason that you're back is, the first time we chatted in depth about your amazing book. | have it
right here, Fall in Love with the Problem, Not the Solution. And you decided to re-release the book
recently with a new chapter about something that every single founder is going to go through. You
actually have this quote I'll read that | think is a good summary of why this is so important. "That building
a startup is a journey from one crisis to the next." Let me just start with this question of why did you
decide to add this chapter, why is it so important to update your book?

FRCERIR:

HMZBRRDEEESR, X2MERK, XABRPMERHR. RBREERNERZ, EREMTRNRNT
MARAEIEFENEF. HRFEMEEXS (ELEE, MIEBRLR). MRLDREEHRITIAS, HEMT—
TEMEIBABIELBIHET. ME—ER8S, AEFRIFMESETHEEN: “CINMIQEEMN—ITE
MEB T—MEHBIRIE” FEER—T, FATAREENX—8? ATAEMXEBNLER?

[00:05:43] Uri Levine
English:

End of the day, recent years have demonstrated major significant crisises throughout the world, from
Covid to interest rate, to inflation, to wars. And then | realized that wait a minute, this is something that |



haven't spoke about during my first book and it's time to write a new edition to that or a new chapter
that will be added into the new release. And so this is about crisis. And in addition, my publisher told me
that, "Oh, you should have a paperback, it's going to sell more and more people are going to read it
because it's easier to read." So | do have the new edition already.

FRCERIR:

ARER, RO/VELHRBEHTEREH, MFEEEEMNE LA, BEBEEEKMNSSE. HFRE, F
— T, XRBEAEF—RBRLERINASR, BRHES —MHREZEMN—THET T FAUXMEX TR
B9, LbSh, HLARBEEIFE: “MENZE—NTFEE, EaRBTEY, EZAIIR, RNRERESE.” i
U BLERTF T Mk,

[00:06:25] Lenny Rachitsky
English:

There is?

R EE:

BEET?

[00:06:26] Uri Levine

English:

It will be published in about a month and it does include a new chapter. And it's a paperback.
R EE:

RA—PAGHMR, BEHET, MERTELR.

[00:06:34] Lenny Rachitsky
English:

I love that you're solving the jobs to be done, make it easier to read, we'll make it paperback. I also, as
you described it, it made me realize the reason your book is so great is it's basically a step-by-step guide
of all the things you need to know about building a successful company. And what it feels like is you just
realize, oh, | forgot this step that every founder goes through, which is crisis.

FROCERIR:

HENRMXFERR “F5MES” (jobs tobedone) MG —ATILFEIRERMN, BMHTER, ENRAHER
B, HRIREMRHNBZAUGK, BRENEERLE—HXTFEIMINATNDTIEE. BEMGRBIRRAE
RE IR, HRETEMIBABIERN—F, BRIl

[00:06:54] Uri Levine
English:
Multiple crisis.

FRCERIR:



[00:06:55] Lenny Rachitsky
English:

Multiple crisis, we'll get into that. Also, | love that you can actually update a book. Usually people are like,
"Oh, books, done." You move on. | love that you have the opportunity actually to update a book. That's

inspiring.
FRsCERF:

LR, HNES) AWM. 55, RERERMAUEFT—EBX—R. BEANREE “BERTHTT
REMEMRINET . HEERFENIEEHE, XRLSAIRE,

[00:07:08] Uri Levine

English:

I'm already thinking of the next one.
R EE:

REBLEZERT—AT,

[00:07:11] Lenny Rachitsky

English:

The next book or the next update to the book?
R EE:

BTF—4%, ERXABHT—REHM?

7

[00:07:15] Uri Levine
English:

Not sure yet, not sure. Look, at the end of the day, there is a reason for me to write the book. | wrote the
book in order to make a bigger impact. I'm an entrepreneur and everyone knows that, so | built Waze and
Moovit and dozens of other startups, but I'm also a teacher. So | feel equally rewarded when | build
something myself or | guide someone to build it. And the book is fulfilling my destiny as a teacher, sharing
my know-how with entrepreneurs, with business people, with pretty much everyone to help them to
become more successful.

(00:07:50):

So the realization that what | really want is people to take out of the book is something that will increase
their likelihood of being successful. And the next book is going to be pretty much the same, with the same

philosophy of wait a minute, if | can make a bigger impact, | would like to make a bigger impact.

RSz ERIE:



EAWE. FE, ARERK, REBRERAN. RERBATHFEERNTINI, HRETENLE, KREH
BX—m, #FeDT Waze. Moovit MI/L+HKEMAEIATE, BHRBE—BEM. FAL, HREFEI-ER
7, HEESIARRIN, RREEMBE N, XAEBETTHENEMNGES, AelkE. FSA
TURNVFFRBEADZERERES, HEIMIZIFEMI.

(00:07:50):

FRUAREIRE, REERZEANMNBHRENIEEMENHIMERNERE. T—EBHEERS, REREF
B SIRFEEFEEARIRM, HMBEZH.

[00:08:13] Lenny Rachitsky
English:

It's a beautiful mission. | think we're going to do that. Let's talk about crisis. Maybe to make this very real
and visceral for people to get a sense of, you hear the word crisis, you're like, oh yeah, sure. Can you
maybe share a story of a crisis that you experienced that might be illustrative of the types of crisis that
founders face across the many companies you've started and advised, what comes to mind?

FRCERIR:

EXE—NERFESR. HRHNSKRIAB. ILRNREXET. NTUAREEARL. EEMNBR —ER
IFE “fEl” XME, AKAERRRES "B, SR o (REDE—MREHINENRELD? XMIER U
WHRREIB ATEIRIDHIEFHAR S AR PR BEEIGRIERE, RELBEINEHA?

[00:08:34] Uri Levine
English:

Covid was an excellent example. And one of my startups back then, called Order.chat, and actually it was
the first Al chat back in 2020. And that was meant to help people to make reservations to restaurants. As
simple as, "Oh, | would like to make a reservations for six people for tomorrow night at XYZ restaurant."
And that chat was actually very, very successful in Israel. And the reason is that we actually built an
engine that had facing the user with a chat but also facing the restaurant with a chat. So we did not
require any integration, we could go online anywhere and actually cover all the restaurants in no time.
And that turned out to be pretty successful and then Covid hit. And guess what? All the restaurants were
shut down for hosting guests and there were no more reservations for restaurants.

(00:09:41):

Now we were really good at that, but we did not have enough funding to actually pivot into something
completely different. And the result is that we had to shut it down. And still people still ask me what
happened to that? What happened to that was Covid.

FROCERIR:

MERBEmE— TMRFIIGFo. RSB —RATM Order.chat, SKFREER 2020 FrTHRFHY Al BIRAL
FwAZ— ENENEEMANITET. MER— “FEFITAEXE L XYZ 28T MABMLF BAE
B, XMIBAEURIIFERT. REAZRHNNSIZERXERAARHIXAE, btEEDETRHEDXA
Ho FAURNAFTBREMARREM, FILUMER LAHDRBEMEET. XRAIFEMI, BERFERL, R
BEAE? FREETHFLERT, BURBERTIIIXMEET,

(00:09:41):



BABNEXAFEMISRY, BRINLIEEBHASEE (pivot) EHT2FRNERE. ERMEHNFER
KHE. WELEARFEBRATEAT? EXEmE: BT HHE,

[00:10:13] Lenny Rachitsky
English:

| feel like Covid happened to a lot of companies. And it feels like that's kind of an impetus to this chapter. |
think you even said that, it created so many crisis across so many companies you were involved with,
helped you realize a lot of companies and founders are just not prepared.

AR ERIE:

BRBRZATHMER T . XMFRMMEX—ENEI. (MEERT, ERMESEHNRZRATHRS|IL TN
EZEN, ILRRIRFREZSARMEB AR LEEST.

[00:10:39] Uri Levine
English:

So by and large | would say end of the day, we look at the global crisises and we say, "Oh, this is going to
impact an industry." But as an entrepreneur, you don't care about the industry, you care about your own
startup, that's it. And if the rest of the world is suffering from the same problem, doesn't help you, not

even a single bit. So your problem is your problem, that's it.
(00:10:39):

And then you need to abstract that and basically realize, okay, wait a minute, | will define a crisis as
something that you already had that is significant, disappears. So let's say that you already have millions
of dollars in revenues and all of a sudden your biggest customer decide not to continue and you lose half
of your revenues. All of a sudden you basically say, "Wait a minute, | have to adapt, something significant
happened.”

(00:11:10):

And that something significant is that your revenues disappear or maybe your funding disappeared or
maybe ... So in general, the first type of crisis will be around cash. All of a sudden your cash is not the
same as you expected, something happened, maybe funding, maybe revenues, maybe projection, maybe
you lost a big customers, a cash crisis. And then you need to adapt.

AR ERIE:

BHRE, SRMNESKEGNE, RMNIR: B, XSEWMBNMTL.” BFEA—REIWE, RAXOT
A, fRAXCRE KL RE, XIEME. NREHFBEERFEFREE, BMR—REBLEE. i
B, fRBYIRIE L2 ARV,

(00:10:39):

ARMBERHARUHARIRE: BREINEXN “MELRENEERRAHEKRT” . RKMELETHER
SR, RABRERANZEFREFBELLY, (RRET—FHBN. RAZEBRZR: “F—TF, BN
AR, RETEANER”

(00:11:10):

X “BANERF AJRERBNHER, RIS

MARMR, HE--- B2, F—EKLNEERE “Ux” B, K
SABRM ISR R—# T, HWET, AR

%,
A A TOURT RS, RERKET AR



XmEREE, ARIRFEEMLEE

[00:11:43] Uri Levine
English:

The second one, which is even more significant, is that you lost product market fit. And that might
happen, it might happen because of regulations, because of competition, because of something dramatic
happened that there is no more value into your product. And we are going back to basic, product market
fit is very simple. That means that you create value to your customers, this is what it is. And you never

heard of a company that did not figure out product market fit. They simply died, that's it.
(00:12:20):

And by the way, product market fit in general have only one metric, only one metric, retention. Look, it's
really simple, if you create value, they will come back, that's it. If they are not coming back, that means
that you are not creating value. And so in your startup journey, this is going to be the first phase, and it's
going to require a lot of iterations and it's a journey of failures. So we're going to try something and it
doesn't work, we're going to try something else. And we keep on trying until we find one thing that does

work.
(00:12:54):

But once you figure that out, you're ready to move to the next part of your journey. But what if it's all
disappeared? What if all of a sudden someone changed their regulation? Someone you rely on, a very
unique data, that you were able to build and all of a sudden someone create a way to access this data for

everyone. What if there is a competitor that makes you irrelevant?
R EIE:

BE_MENEEETE, BMBHRRET ‘TamIREE" (PMF), XAgEEXRE, RERRREELK.
RF, WERETREENRRMNER, SRV~ fBEMNE. HNOESEXRIES: PMFIFEESE, 5
RIMABFEET MME. IRMRIFREMRATIZIRE PMF E8EE TR, ENEZEMERAT.

(00:12:20):

@R —T, PMFEERE—MEEIEIR. BEFX (retention), XREE, MRIREET MME, JEHF'WEA@
Ho MBRMNAFRIK, HBIFRLELIENE, T’"T’]‘E’JﬁUlLEﬁzEP, XEE MR, FEAENER, X2—
ERRMBIRIZ. BIISZH—ERA, F7, Hidn0. FIIRHE=EE, BERETEENE—.

(00:12:54):

—BREETX—R, MAIMHENKIEN T —ME. BMRX—EHERTIRR? MRRABARETHEBR
E? SNEMREMBIEMIRISEIE, RABARBT —MILFE AL RXESRENG Z. REMT —Pik
MERTERENR SN FIE?

[00:13:22] Uri Levine
English:

I'm using iPhone, obviously a lot of people using iPhone and I'm using that for a long while. iPhone is
born in 2007. Before that we used to have different phones with keypads. And when iPhone was
introduced, Microsoft basically say this will never work. They were in a position of a market leader, they
own Windows mobile operating system that was running on pretty much all the phones in the world. All
the smartphones in the world, from Nokia to Motorola, to Samsung, to pretty much everything. And they



look at it and say this will never work. They haven't realized how impactful it is. So this is a competition
coming out to the market with something that is completely different. And not only disrupt the market
but actually create crisis for pretty much everyone else.

(00:14:15):

And the result is that today Microsoft is not a player in the mobile operating system and Nokia
disappeared or pretty much disappeared and Motorola disappeared and pretty much everyone that was
really significant in this industry, they were not adapted fast enough to the change. And the change was
that their product market fit disappeared. Now it's not that their product all of a sudden become
irrelevant, people simply wanted something else.

FROCERIR:

IKFARYE iPhone, BARZAEER, HBATRA. iPhone EEF 2007 &F, EAZAT, HITBNEHRE
MEFFN. 3 iPhone ¥R, HEMEA LR “XITFE" . IHNEHHAFE, HE Windows Mobile
BIERG, TITEIANER EJLFFARENFI L. MERETEERTH, BI=E, IFRETHRESRF
Hlo fAI1EE iPhone WXTTAE, RRIRFEHEMNIESZ K, XMERFNFHETEARBTmFENT
17, MMYEET 17, ELIVFRBEANERT &l

(00:14:15):

HRZE, SKHRESHRERFANIELLRT, BEIEKRT (HERENHEKT), BERFHHHELRT,
NFREEXMTUBEERRENA, HMLKEERBRMENEL, MXPTUMEMIN PMFIERT HF
UM~ RRAERF -T2, MEAMNBENNRAET

[00:15:25] Uri Levine
English:

It can be also a matter of regulation change. One of my startups called Fibo died because of change in
regulation. So Fibo was doing tax returns, something that everyone hates, but we have to do that. And
when we started we basically say wait a minute, when | speak with people and ask them how is tax
returns being done in your country, what I heard was pretty consistent, it's either complex or expensive or
both, that's it. And | said wait a minute, what if | can simplify that? What if we can make it really, really

simple?
(00:16:08):

And we define simplification by filing in less than five minutes. Whatever you do, if you can do that in less
than five minutes, it's simple enough. And we ended up with building a platform in Israel that people
were able to file in less than three minutes. And that was actually pretty amazing. Now the result was that
in about ... In Israel filing is not mandatory. So we actually enable people that were not filing up until now
to file because it's simple. And we increased the size of the market by 25% over one year.

FRCERIR:

fe IR mETHSIERN. EHN—KREH Fibo NHIEIABMANEEZXMER T, Fibo AIZEH
5, XRBTASNREXNFEAMENE. STNFRE, ZEAMNERMNEREBREEAMEY, FEIREE
FE—B BAER, BAGRR, AEMERMEZ. KX, F—F, MRKEBLER? NRELCERFE
HIFEERRE?

(00:16:08):

R B EXNEEDHATHFR. TIEMEAM, RBEERDHATH, MEBER, HIRE
EUBHRILT —PFE, AMITUERI=Z2HATHFR. XENRTFiEL. ERE - EUBT], Hik



HAEBREIMER . PRAFRASERR EIEABLE IR AR ERIREIAFFGEHRIR T, RAKERT . HME—FRFTHHMN
R KT 25%.

[00:16:42] Lenny Rachitsky
English:

Of people filing taxes?

R EE:

FRRATFRAIALIE N T 25%7

[00:16:43] Uri Levine
English:

Yep. Because it was simple. So you go into the platform, you realize that wait a minute, | actually entitled
to get a return, so let me file. If I'm not entitled to get a return, then I'm not going to file because it's not
mandatory. And the result is that we increased the load of the taxation system. And all of a sudden the
Israeli tax authority didn't like us anymore and they basically shut us down. So changing the regulation
and we lost product market fit overnight. They basically say, "Oh, we are going to shut you down and
that's tomorrow." And that's it.

(00:17:22):

Now we did not have enough run rate to actually ... because the company was about break even, so we
did not have enough funding to go and try to find something else. And we tried to fight the regulator, but
fighting regulator requires a long period of time and a lot of funding and we did not have that.

FRZERIE:

=N, AAER, FENFE, R “F—T, RELBEEEIRTFERY, IBEMBPRE” ., MNREERERH,
HAFZEEFN, BAFARR. ERERINEMTMSREN AT, RAZIE, UBIHIHSHBRAZIRIK]
T, MIERLEERINXET. BE—Z, BI1—&ZEKXET PMF, tIIEAR LR “BITEXEEMR], 7
EBRX.” MXFLERT

(00:17:22):

YRBNIERBHNATME (runrate) & RAARRNRIETTFE, HITKEEBHEZEZZHINRK
o HMNAIMBENBNSE, ERFTERKHEMAERSE, MKITLE.

[00:17:49] Uri Levine
English:

So regulation might be a reason why you lose product market fit. And you need to go back to square one.
And what we decided is that, okay, what | decided on a personal level is that I'm not going deal with the
regulation anymore. | don't want to rely on a regulator to allow me or not allow me to do what | want to
do.

(00:18:16):

By the way, with Waze, in the early days we thought that the business model is going to be selling data to
authorities, to municipalities, to maybe public transportation systems and so forth. And we basically say



wait a minute, we have the best traffic information in the world, | can go to a municipality and tell them
how long does it take to make a left turn in each and every traffic light in the city every day of the week,
every hour of the day. And therefore they can recalibrate the traffic control system and enable better
utilization of the entire road system. And it turns out that this is really, really, really slow business
development process. They didn't really care. And that was frustrating. Even if you offer that for free they
still don't care. And the result is that we changed the business model and we ended up with
advertisement. But the reality is that | don't like to work with regulators, that is all.

RS ENIE:

FRUSERTRER MR PMF BURE, REERLIZEIRR. HITHRBURER
BHNBETRET . FABKHEENRAITFHA R ITFRMBRISREIE

RE —HBHR

(00:18:16):

IRfER—T, 7 Waze 253, HMNUNBURXZRBAFER]. TEHABHLAHBERAFHERIE. (=
18, ?kﬂ]#ﬁﬁﬁﬁj:n-&ﬁ’bu_ﬁu, HAIUETBTEFMEN], EXMEHHE—MIRITL, T—ANE

« RN, ERFESZSKEE. XEFEMWIMAIUEMRERBIZG RS, REBTMEBASH
5F'JFH-.-O ZRRM, XR—MREZENUSHLIR, WIREREF. XRLSAAE, Eﬂﬁf’]"ﬁ'a%ﬁfﬁ
ITERAEF. ERBENLBTHURN, REKRA T F. BULME, RFERNEEETRE, XU
MEo

[00:19:20] Lenny Rachitsky
English:

Okay. There's so much here | want to dig into. One is this example, this story about losing product market
fit, it reminds me of, | had Drew Houston on the podcast, the founder of Dropbox, and he described a
moment where when Apple launched Apple Photos or iCloud, | think it was iCloud, he's like, "It's as if
there's this mushroom cloud exploding far in the distance that you don't hear for a long time and we
didn't necessarily see exactly how much this will have impacted our business." And | think that's what
happens a lot of cases. You see something happen and you're like, "No, this is no problem, we're going to
win anyway." Like Blackberry | think did the same thing with iPhone.

AR ERIE:

FH, XEERZBIERNRITHAS. BERXTRE PMFHGIF, XitFHAERIK G EiE Dropbox Bl A
Drew Houston E¥518, fii#Rid—MEtZ): HERHEL Apple Photos 3§ iCloud (182 iCloud) BY, fib
B “MEERE—REE=ENET, MERATAFIES, RIEANHLEEREREIRIIXSMWENNL S~
ELZRNEM,” BRERESBRBEXF, MEINRLESBERE, ARR: “Ln#, BITERERN.” &
RS iPhone IR M2 401t

[00:20:01] Uri Levine
English:

We had the same thing with Waze, because when we started Waze was free and it was the only one that
was offering turn-by-turn navigation free. And the reason is that we created our own maps. And then one
day in 2010, Google announced their free turn-by-turn navigation. Turns out that they were working for
the last two years in building maps of the US. And they enabled that on Google Maps, turn-by-turn
navigation with audio guidance to turn right, turn left and so forth.

(00:20:38):



And two companies were actually shocked, the entire industry, but two companies were impacted. The
first one is actually TomTom. TomTom was the provider of the maps for Google to do navigation. And they
basically say, "No, we have our own maps, we are going to terminate the contract." And TomTom said,
"Wait a minute, you are paying us $18 million a year and we have five years contract." And Google say,
"Yeah, we will keep on paying you that amount of money that we are committed, but we are not going to
use your product anymore."

(00:21:11):

And that one was Waze because basically everyone in the industry told us that we are doomed. Our own
investors told us that, "Look, if we can sell the company for $20 or $30 million today, do it because you
are not going to be successful."

AR ERIE:

Waze B EIEEFHIE R, FAINIFFIEET Waze BR 5, MEARKM—RHEZRFZEFEZTEM (turn-by-turn
navigation) B9~ @m, RAFNICIRT HCHME, ABFTE 2010 FHE—X, ARERTHINEEEES
file REMNEISEREE-—EENEEEE, T TE LR TIESSISNSMIEE, thkinak.
EHE,

(00:20:38):

HEEMRARRERT —HLRENMTL, BEERKXREIMRA. F—KE TomTom, TomTom HEHM]
SHtERNMNE. SREELR: K, RMEECHHET, RINBLLESRE” TomTomii: “F—T,
RITEEMLEHEA) 1800 HET, HIMNBERENER." AFW: “BH, BNSBEGFAENEZE, BIR(]
FBERMIINFmT .

(00:21:11):

F—RFE Waze, RAHTIELFREAEBSFHEN, HMNTET. RIMBCHREELSFRN: 7
&, WRSREELL 2000 58K 3000 HETHNBIB AT EIE, AFEE, RN,

[00:21:27] Uri Levine
English:

Now obviously we turned the corner and turned out to be very successful. And to that level that
eventually Google acquired us. And the reason is that the use case was different. Waze was focusing on
the daily commuters. So we wanted people to use our application twice a day, when you go to the office
and when you come back home. And Google Maps is something that you are being used not that
frequent, you are in general | would say if | ask a hundred people how often they use Waze, they will tell
me every day. If | ask them how often they use Google Maps, they will tell me, "When | need it." So a
different use case and obviously different product that is built for the specificity of the use case. So Waze
is way simpler and the map looks almost abstractive, they're not, but looks like abstractive and way less
details. And the result is the ability to create something that is simpler and people are using every day.

(00:22:34):

But when Google announced turn-by-turn navigation, all the investors in the world turn their back on us.
And that was 2010. We were looking for new funding. | remember that night, because we were just about
to go and meet with all partners meeting at Khosla Ventures. And we had multiple meetings beforehand
and that was like, okay, this is the final seal.

AR ERIE:



B, FMNERREAMK, ZRIFEMY, REEERSTWET. RERZEAZSR (usecase) FE. Waze
TEATEERHE. HNBEANNSREAFRZKNNA: EINMEIRE, MaftERIRAIIBAME
ERNARTE, SRIRE, MRHKE 100 PAMIIZARE—RX Waze, I I&H “BX" . MREAMIIZAA—R
AIHE, M= “FENEAR” . MUXZRTENERTR, EAF R R EDRITEN,
Waze EEH1F%, WEBER/IFEHRHN (HXAZE, BHEXRR), ATLVFZ. ERMERNLNET —
TEER. AEXREBEANKRA,

(00:22:34):

BHARERESSME, 2HANKEERERT THN. BE 2010 F, FINEEIFHH—LRE, FKIZF
MR L, EARFENEAEFESN Khosla Ventures HE KA 2EZR N, EBZHERINEEFEIZRET, BR
SWAE R B REHIRUE.

[00:23:07] Uri Levine

English:

And the evening before we had dinner with the partners that was promoting us at Khosla Ventures and he
told us, "Look, | have a lot of relationship in the industry, and | spoke with my friends at Google and they
told me that they are at least two years away from building their own maps." And the next morning they

simply announced this turn-by-turn navigation. Going to that meeting was a waste of time already. And

we had very, very hard time to raise capital because of that.
(00:23:38):

But eventually we were lucky in the sense that once Google announced their turn-by-turn navigation,
turns out that the rest of the industry were took by surprise. And Microsoft decided that wait a minute, we
don't have our own maps, so let's invest in Waze. So we ended up getting investment from someone that
we did not expect.

FRCERIR:

FATERI—XREEE, FAJA7E Khosla Ventures #FRAIHIGIKA—IEEIZBRIR, EIFIEA]: “IFE, FHETI
BEERZXZ, HRIBROAEA, tITZEEMRE CHMEEDEEMERE," £RE_XRFE L, MIIHNE
HTEESM. ESMPBIWEEDRENE, RAXHE, FIHNRAIFEIFEEE

(00:23:38):

BRARINEEE, BNAREMEFSME, TULENEMABEFAR, MEEIRE: “F-—T, &K
BEEHCHME, BIKE Waze 18" FRUEITREAM— N ERFENHNRBERT TIRE,

[00:23:59] Lenny Rachitsky
English:

Okay. So first of all, you've shared all these types of crisis, | think it might be helpful to do a quick
taxonomy of the types of crisis founders face. You shared regulation changes, competitors coming at you,
investors not wanting to invest.

FROCERIR:

T, B, MAETXAZERENGEH, FENEBARIRNEIIM—MUEDEFTERSIRERE. (R
THETWN. TREWNFHAE. BREETFRER,



[00:24:14] Uri Levine
English:

So two types of, abstractly, two types of crisis. One is that | would call that a cash crisis. So all of a sudden
your cash program or plan is being jeopardized, for losing a customer, disappearing investor, not meeting
your expectation, dramatic price change in the market and so forth. And the other one is lose of product
market fit. So all of a sudden whatever you have is irrelevant anymore and you actually need to go back
to square one.

(00:24:54):

For the first type of crisis, if this is a cash crisis, then what you really need to ask yourself, and in any type
crisis, first of all is what is actually being impacted? Is that my run rate, is that my product, is that my

revenue stream? If I'm still relevant?
(00:25:19):

With Order.chat, we were irrelevant, that's it. And so the first thing that you need to do is what is really
being impacted? And then the second thing is how long it's going to last? Is that a temporary thing? Is that
forever? Is that the new future? And then you ask yourself, okay, so how much run rate do | have? And you
re-plan accordingly.

FROCERIR:

MR, BRMEENEN. —MEMZHh ‘W . RABMOREITRIZET D, LNkER
P 8BNER. REFH. TOHNREIEZEEFEF. H—HEKRE PMF, RARIABN—IIHEFEXREE,
fREFR L REEEIRR.

(00:24:54):

FHFFHE—FMEN, NMRBMEEN, FEEFTERNBCHE (HXEEMAANAPEHELN) :: BRATAZETE
m? SHEMEEFHEE (runrate), BEN™GR, EERNBNR? BESBNAEEGEXM?

(00:25:19):

£ Order.chat EHIR, FRIBFEXEET, MEXF. FILUREBNE—HERE: FIRTARETHEm?
B_HER: XSFEZA? SERMG? BXANG? XERROFESD? ARIMREIES: B, HEE
ZORTE? HEILEREETL.

[00:25:52] Uri Levine
English:

And I'll give you some examples, and this is really important, because let's say that you're a company that
we have $5 million of revenues a year, say 400,000 per month, and your burn rate, your net burn rate is
200,000. So you actually at the end of the year, in order to run for a year, you need about two and a half
million dollars to run. If you lose half of your revenues, and you only had two and a half million in the

bank, you now have six month to run. So obviously you need to re-adapt.
(00:26:58):

Whatever you are going to decide, you are going to decide, you need to decide today, right now. And the
reason is very simple, if you want to reduce the burn, the expenses in order to extend the run rate, if you
wait two more month, then it's going to become nearly impossible to do. If you wait six more month, then
obviously this is impossible to do. So the longer that you wait, you actually lose options. The only ability



to choose is today. This is one of the most challenging part of a crisis. You actually need to make a
decision rapidly, like today.

AR ERIE:

BRAMENF, XEFEE, RIRIFAFFUWAN 500 HET, EMEEALN 40 HE7T, MIRENESHRET
(burnrate) B8A 20 AET. NTHF—FNTE, MARNFE 250 HETT. MRIFKET —FHIUN,
MERITERE 250 Hx7T, RIERBEERF TR T. EAMFEZENPE,

(00:26:58):

TRIRREMA A, (REBOASR. MEMBERE. RERER: MRMAEED D ATRIERZEMRE, W0
RIFZERNTA, XHEERILRF//LFATRTM. WRIRFSTA, BEABEFATMET . FAURESE
A, RENEFRHESZ, H—REENRESR. XE2CVPRANSMENESZ— MFEDARMERE,
FMES X0

[00:27:41] Uri Levine
English:

There are few reasons to that. Number one is that if you don't then you might lose options. Number two,
and this is about communicating within the organization that decision. Look, if there is a crisis everyone
knows, everyone knows, and you don't do anything about it, this is not a good practice. Now you might
want to decide, no, we're going to keep on running full steam ahead until we hit the wall because by that
we increase the likelihood that we will have enough velocity to bypass the wall. But you need to
communicate that with your team because the one that is really suffer is not just you, it's the entire team.
They know that there is a crisis and they want to know that someone that holds the steering wheel is
making the decisions. And if you don't, then guess what? You are then a sinking ship. And what's going to
happen is that the top performing people, they would leave.

FRCERIR:

XENNER. F—, WRFRETE), MIREFEFEN. F=, IXFRARAIDBEXNRE. &, W
REETRH, BOANEBIE, MREHLABAY, XAZ2HFNMBE. (RAIBRRE: “F, BilIE2RHEE
BiES, RAXEENEGAERITPREISIRE,” BRFENENDE, RARENARRAZMR, mMeB
HBA. MMNFIERRH, MIEMNEEESARENAEETHRE. NRMAMURE, BREREMTA? (FZE
—ARIEE B, SRMBIARAT B

[00:28:46] Lenny Rachitsky
English:

Let me do a quick summary of what you've shared to give people a landscape and then let's keep going
down this route. So there's basically two types of crisis. And there's small crisis, | imagine someone's
pissed off at something. These are how you describe major crisis, like existential crisis for your startup. Is
that the way to think about it?

AR ERIE:

UHRBSLE—TMHRRIENRE, GAR—T2RE, ARKINURERN. EXLERMLE. SABE/MME
M, LEMIRANREEREES, EffERNEEASEY, LIEIATRNEFE. SXIFEFETG?

[00:29:10] Uri Levine



English:

Right. Because if an A-player leaves, | hate it, but it's not a crisis.

FEiE:

wiE. EAMR—ITARAZ (A-player) BAT, HRBRWRXMER, EXAUE.

[00:29:10] Lenny Rachitsky
English:

Yeah. Okay, cool. So there's two, cash crisis, which is either a bunch of revenue disappears or investors
bail or don't want to keep supporting you. Those are the two major buckets. And then there's product
market fit crisis, could be a competitor launches, could be the market changes, things like that.

(00:29:28):

And within the cash crisis, so say you realize we don't have as much cash as we planned or need, the
three steps you just described, what is really being impacted? Just be really real with what is the impact
to our business with this change. How long do we think this cash crisis will last? And how long do we have
before we run out of cash essentially?

AR ERIE:

Y. FRIAERM: MEfl, BARKEWRNER, BARKRAENAJFBUE . XEMAL. AR
i PMF fe#l, AJRERRFXNFREHm, HERTIAETENFF.

(00:29:28):

FUEENF, RRMABIRIASAMITINZSHAER, MUAERT =1 PR BRTARETRWE?
(ESEEMNXAEURWSHRM) ; HIPAARZMAECNSHFEZA? UNEASHERARITEEZ D
8]?

[00:29:51] Uri Levine
English:

Yep. And then you need to decide, and then you need to decide on your action and your new plan and
maybe it's a new strategy. If all of a sudden | would say if this is about product market fit disappeared,
then this is a new strategy. And maybe it's about deciding on extending the run rate or keep on trying or

whatever. And this is something that is really interesting.
R EIE:

B, ARIRFBBMBURE, REMBITEHMNFITL, BIFE— T, MRRIAZE PMFIEKXT, B2
ERERAYRE, WIFRAEEKASIE, HESSEZN, HEAEMIA. XENREE,

[00:30:17] Uri Levine
English:

And we go back to Covid and | look at two of my startups that were in the travel space, one of them is
WeSki, and it's essentially the booking.com of ski vacations. And guess what? Covid started. And there
was no more ski trips to Europe. Europe were shut down completely. And all the ski areas were shut

down. And you know that I'm an avid skier? For me that was a disaster on a personal level. And eventually



by the way, what happened is that | was back in Tel Aviv and | was unable to travel to Europe, and it was
only somewhere in 2022 that | was able to travel to the US after vaccination and so forth. And in March,
2022, | actually moved myself to Utah to Salt Lake City and | basically say, "No, I'm going to ski every day
that I'm not busy." And | skied until the end of the season.

FRCERIR:

OEFHEERE, HANEREIKEARODVEIQE, HP—KW WeSki, EEEXEZBTERMEL
booking.com, £&REFEEELT, BHRKBEEMNKBIIRITT . BUNTEEHY, FMEBSHEXHAT. R
BREMESEFED? WEPAKGR, BEERIRM, IRER—T, ERZXOETIFHLERX, TEEHM
1T, B2 2022 FEMEEETEEEE, 2022 F£3 8, HRETHRMMEME, BNEEH: K, R
BN, REBRHAEXBRE.” A—HBITEELER.

[00:31:54] Uri Levine
English:

Now that was supposed to be the first year that we were profitable. So we did not have a lot of cash in the
bank because we expected to become profitable this year. And we basically told our ourself, okay, this
season is over, next season is not going to happen. We don't know, but we need to plan for something
that is going to last longer than that. And then we basically say, okay, how can we deal with it?

(00:32:21):

Now, because of WeSki had a lot of strategic investors from the travel industry, in the travel industry, they
didn't really care about WeSki, they care about their own product. If you are a hotel chain, then guess
what? You have no travelers. If you're an airline, guess what? You have no flyers. So anyone in the travel
industry suffered from the same problem. And the last thing on earth that they care about is a startup
that they invested at. And we realized that, okay, wait a minute, we don't have enough cash to survive for
two seasons without revenues, we need to raise additional capital.

FROCERIR:

PB—EANEHNBFOE—F. FMUARIMRITEREXRZAE, AARNTBSERERT. KNS FE
2. B, XINEFLERT, THEFAREHEN. HITFANE, BRMNFEH—NERIPEIT L. AR
W R, NS ARR?

(00:32:21):

WeSki BRZ KBTI BIEBRIREE, BEMRFTL, MISRAERRKC WeSki, fIIRX0B K™
mmo MRMB—REDEE, RKARET; MRFR—RMZEQE, MLARET. RTINS IALE
EXREFRRE, IIEFAXOHMBMNRBN—RPVEIAE. HMRIRE: F-T, RIKERENIAS
ERBEBRNNERTERRINEE, RINFBEETINAS,

[00:33:00] Uri Levine
English:

Now, no one, no new investor is going to speak with us, because there's no ski, so what are you talking
about? And we approached the existing investor, and by the way I'm one of them, and we basically say,
"Okay, you know what? We need your help." And everyone told us, "Oh, we are busy. We have other
problems to deal with. We have our own problems. | don't see how is that going to become a good
investment and so forth." And then we basically decided that, okay, wait a minute, we're going to do a

pay to play.



(00:33:37):

The pay to play is actually sort of forcing new investors at the expense of the existing one. So for example,
doing a major down round is sort of pay to play, because if you're not participate your position in the
company is going to be diluted severely. And this is what we decided to do. And that was way more
complex, | describe that in the book, way more complex than that because we also had safe instruments
that we need to convert before we can actually do something like that. And that was really complex. But
we ended up doing that. And today the company is actually very successful.

FROCERIR:

HEY, REMNKRABEBEMINNK, BABSERT, TEMAFHKRE? RMNEHRNENKREE (IRER—
T, REBHEHPZ—), HME: “BNBEMIIOER.” 8MABMSIFRIN: ‘B, HMNRIT. HINBEHM
FRAEAIE, HAEECHMN. HRARF/XZR—EHNRE." ARRINTRE: F—T, HEHE S50
£5” (paytoplay, —#&HIMAERARLSI AT NRRAIEHEFRONG) o

(00:33:37):

Pay to play Stfr EREMU M A KA BN mKBHER. i, #HITRERR “fEEERZE" (down
round) BLE—M payto play, EAMRIFFSS, (REARNRDNGRTERRE. XMERIVREM, X
FEER, REPEEHR, EXEBERRFS, FAKNEEFTERLIRAY SAFE Hi. BARESR, BR(IR
KHET, SR, XRQBEFFLEIFERII.

[00:34:20] Uri Levine
English:

After Covid, we used the time of Covid to actually improve the product, and as soon as Covid was over
then we started to grow rapidly. And the company is profitable, is growing rapidly, is actually providing
very, very good service to its customers. To a certain extent | would say we ended up getting out of this
crisis successfully.

(00:34:49):

But if you are in the middle of it and you ask yourself, so what are the chances that we will end up being
successful? It looks way smaller. Way smaller. So what happened here is that you realize that, okay, this is
not forever, so ski is going to come back but we don't know how long and therefore we assume that it's
going to be for two seasons until it's coming back, until 2022. And for that we need to adapt. And so we
resized the company to be very, very lean and small and we raise just enough capital to survive those two

years. And it ended up to be working very well.
R EIE:

A, BHAIFAXERMIEIEET ™ m, BE—ER, HIMAETREERK, RELFELEF, HERKH
®, AEPREIFEFIRS. ERMEEL, PTLORIMIRIEL TXFE.

(00:34:49):

BaRMrELENZzH, FES: “BIIRENINBRESZK? * BEXRZIMESE, NM3Z. FIUENNE
mE, MBIREXAZEKEN, BELRER, EFNEESZA, FRURNBIRESFHIEE, HE 2022
Fo NEENFEMLIARE, FRENBADMREREIEEIEE, HEETRFBESFXRFNRES, AR
IEPAXIFE R

[00:35:43] Uri Levine



English:

[ think that | heard ... maybe the most significant real estate developers in New York is Silverstein, and he
built the World Trade Center and pretty much everything on the Hudson. And he was asked how he
becomes such a successful developer and he said, "Tell you the truth, this is 85% luck and 15% skills and
know-how and so forth." And then he was asked if he can change one thing, what exactly it's going to be,
and he said, "You know what? I'm going to replace the 15% skills with additional 15% luck." So luck is
good. For me luck, | will define luck as opportunity meets readiness. Readiness is up to you; opportunity,
not always.

AR ERIE:

BERAE - AAREZNEM=FHLE Z— Silverstein, IS T B O IGEIAIBAY L FFREE
o B AR AWML LR, fhik: “SSIEHIFIR, 85% FEiz S, 15% FERBEMREFEF.” A
[EBE ANRMBINRERT—HE, BRBMH4, k. “(RENED? HABEH 15% Akae B 15% NiE<.”
FRLUESIREF. MEHKN, FRBE[REXN NIBRTHESE . EFIURATMR, MHSHREE01L.

[00:36:32] Lenny Rachitsky
English:

Beautifully said. | also agree with luck being so core to most people's success, most company's success.
But | feel like you're not giving people enough credit for the hard work that's also involved in the skills

and timing and stuff.
R EIE:

WK T . HBRATEABAZSHAMABTHINNZO. BREFSIREELANERE. BMESHIES
HEBHIEE.

[00:36:47] Uri Levine

English:

On the readiness. That's the readiness. Of being ready to take advantage of opportunity.
R EE:

T EE B, XMBEE—ESHFNENZ.

[00:37:18] Lenny Rachitsky
English:

One is, and this is something, it's kind of a tangent, but | think it's a core part of your advice on crisis,
which is that it's always the founder's fault if things don't work out, even if they're completely out of your
control, even if the whole world is changing, it's still your responsibility and your fault if things don't work
out.

FRCERIR:

-, RRAERRELTE, ERIANXZMHRIXTEINBNNZOES : MREHEHRFINF, AKITEE
se ANRYEE, BNEEIBSTBBM T IRRYIZH], BMERMEREMAERETN, MRFHEKM, MARMHIEE, =
REYEE,



[00:37:18] Uri Levine
English:

| wouldn't say fault, | would say responsibility. It might not end up beautiful, in some cases you will die.
But at the end of the day you cannot rely on someone else. The fact that the interest rate is going up and
the result is that it's becoming very, very hard to raise capital, the fact that this is industry-wide, so what?
You have only one company, you need to make sure that this company is successful. And later on if you
fail, then you can rely to then basically say, "This is my excuse, it was not just me." Not just me is not
going to help you to become successful. Just me is going to help you to become successful. When you
assume responsibility, then you are able to ... you're basically saying, "You know what? | control my own
destiny. I'm going to make the decisions and | control my own destiny." When this happens, you increase
the likelihood of being successful regardless what happen to the rest of the market, and you don't really

care.
AR ERIE:

BASWRZE B, RIWE TR . ERABHARY, EREBRTREEN (R8EH). B3RS
S, RABERFFIAN. MR LEASHMATFFEEEE, XBLTUWHRE, BEFE? MRAEX—RATE,
MBBHRREREIR QB M. MRIFKKT, MALEEOR: “XARIBIE, AREAT.” B “FREH
HABERIRMI, “RAERH AREFEMMT), SRAEBESREN, MEFLEEER: “HRERBCH®IS.
REMRTE, REEZEBCHHE.” AXMERLEN, TEHHEMEBORET A, REBSIEIMINAIAEE
%, MEMRREREFINRAE.

[00:38:58] Uri Levine
English:

| heard of cases that you basically say our underlining assumptions didn't work out and our thesis is
wrong and therefore we would like to return the investors their money. But entrepreneurs never give up.
And this is the most successful behavior of startup CEO, never give up, always keep on looking for ways to
make it work. And so it is going to be a journey of failures, and in particular during crisis, but you still
need to keep on trying to make it work even though it's way harder. So never give up is the most

important behavior of successful CEO of startup.
(00:39:41):

The second one, by the way, is making decisions with conviction. This is true for all CEOs or for all
companies, not just startups. Now startups, those decisions are probably more frequent and there are a
lot of them. But during crisis, all CEOs in the world need to make hard decisions. And you need to make
them with conviction because if you don't make them with conviction, then what will happen is that the
team is not going to follow. If the team is not going to follow, then you are not going to be successful.

FRaZERIE:

HITREBELERG, FREXLEKEBENMNNERERIGITAE, BEMNNILREBHIZN, FELFEIEIBHRRARE
E. BEWEXKRSFHF. XEWEIAE CEO REINITANR: KAREFH, KEFHKIULBBEEENSE. XF
E-— I mARKARIE, LHETGCHHEE, BAFERMEES, RINEAM=R. Il “XFTSHF B
H#¥elAE CEO REEMTITN.

(00:39:41):

IER—T, FEZMIRR “FTERENEIMRE” . XXE CEO HFAERREER, FREVLIAE.

FENCIRE, XEREFEEINE, HEHMES, BECHIHAE, 7 AR CEO BFBEMEREFNRE.
RATHEEIEMRAE, ANNRIMIEES, AMMASRME. REANRRNE, (FMASEI.



[00:40:14] Uri Levine
English:

But never give up. You ask entrepreneurs what will happen and they will basically tell you, "No, we keep
on fighting." One of my other startups in the travel industry called Oversee, back then they called FairFly.
And the CEO told me that a cat might have nine souls. We are a cat in that sense, we have nine souls. And
the reason that | know that is that we already died nine times or almost died nine times. And so the reality
is that you don't give up, you keep on as long as ...

(00:40:56):

And for a second | would say, look, there are only two reasons that you would like to give up. One is that
your mission is wrong. So the problem disappears. And if the problem disappears, your mission is no
longer relevant or no longer valid, and you might want to consider to give up.

(00:41:19):

The other one is that if the team is not right and you are unable to change it. So you brought toxic
investors into the board and they started to control the company and obviously in many cases they create
more damage than help. And you're unable to change that anymore, then this is a good reason to give up.

AR ERIE:

BXREF. MEILERRENA, WNERLESERER: F, BNSBLEE" RS KR T
B QAFIMY Oversee (ZHBIMY FairFly)o CEO HiFFK, EHENF®, MEXPMEXERBE(NME—REE, HMBEA
Fito RAEX—RHNRERZRRHRMNELFEINR, RERERTLINK. AEMBIRFAZHFTF, RE

(00:40:56):

FRR, SEMNREASILIFRERF. —RIFNERET. WMER, REUEKRT. MRFEHERT, fREY
ESBMABEXNIBER, XERA]UE BT,

(00:41:19):

S TNRERZEAFR, BMRTENRE. WIMBESNREEFHTEER, WIARERNQE, EAER
ZHERT, MITERRNHBEERTER . MRIRTEBAEIMIRRL, BAXMERFHIFIER.

[00:42:06] Lenny Rachitsky (Ad Segment - OneSchema)

English:

I'm excited to chat with Christina Gilbert, the founder of OneSchema... [Ad content continues]
R EE:

B=E¢8ES OneSchema BIEIE A Christina Gilbert 333%-++-- [FERBEEE, EENE OneSchema BY CSV
SNFEIRIIEINEE]

[00:43:45] Lenny Rachitsky
English:

This idea of never give up, it's very similar to Dalton Caldwell was on the podcast, he's a partner at YC,
and his whole ... he has a famous talk, | guess, at YC, and this was the title of this podcast episode, is just
don't die. That's his main advice to a startup, just don't die.



AR ERIE:

X KAEF BEIES Dalton Caldwell (YCEKA) EREFFIZNFEERM. tEYCENEZINE
i, EPEBFOINE: S FE o XRMMAEIATNEEREN: RERTEMIT.

[00:43:45] Uri Levine

English:

Never give up. You might die by the way, you might die, you'll never give up.
R EE:

KAEF. IMEHR—T, {RAJgERME, BIRKERSEEIHFT-

[00:43:57] Lenny Rachitsky
English:

And to be clear, the way a startup dies is they run out of money, is that the simplest way to think about
that?

AR ERIE:
BEHf—T, VIS ARRENARMEBEENLT, XERRBENIERARIG?

[00:43:57] Uri Levine
English:

That's the only way that they die. By the way, all the companies in the world, they are unable to pay their
bills and therefore they die.

FROCERIR:
BEENFLENE—AH. IRER—T, R EFMENAEEHERANAEKEMmEFN.

[00:44:24] Uri Levine
English:

In many cases, we had to engage the employees, "No, we don't have cash." So what we did is that we
diluted all shareholders in order to give employees way more equity. So five times more equity than they
had before. And we told them, we need you to trust us and believe in the cause and believe in our ability
to recover. And if we don't, then everyone loses. But if we do, then everyone wins big time. And so this
will be a way to actually reengage employees if you are unable to pay them their regular pay. And that
was the case in most of the startups that almost run out of cash.

(00:45:08):

Occasionally you can do, if you will tell me that you're going to run out of cash next month and therefore
you need to shut down, | would like to imagine that you have at least six more month of run rate. You
don't know that, but this is through leadership. So you basically tell your people, "Stay with me, you
believed in the cause, you believed in my leadership, | still believe in the cause and I still believe in you.



And maybe we are going to have some hard time, maybe we are going to have some month that unable

to pay, but eventually we will get out of that." And in many cases, most people will stay.
R EIE:

FRZERT, BNAFAHREAL: “F, FNRMET” FIUENEHZHEAERER, SRTEZSHK
o LEIARIIENZHAF. FHANSFMI]: BNFRENEERN], BERNBFL, BERIMERN
RESJ. WRFANTEME, ARERM,; WRENMET, RREEAW. WRMEEXMEELH, XMEE
MEMRRTH—MAEH. KEHRESKERUSHTIQBHMEXAMB.

(00:45:08):

BRIRA X MRASFETTAUEMEATT, BEFEXAQE, HFEMERRACERED
ATBNATRE, MBATERR, EXMNEBREENTDTN. (REFROEI: “BTHKER, RIISE
SXWME, BERNAST, HEABEXIEL, BEABEMRIT. BFRNSE—ERRMENE, ©iFE/1
TARAHIE, ERZARNIELRN.” FRZBRAT, REBAZERET.

[00:46:53] Uri Levine
English:

So during crisis, people will appreciate more than anything else transparency. And if you hide
information from them, then they would leave, they don't trust you anymore. But if there is a crisis, and
look, if there is a crisis then everyone knows that there is a crisis, it's not surprising for anyone. And this is
where they expect your leadership the most. This is where they expect you to be there for them. And tell
them that this is what we're going to do. And if ABC happens, then we will be successful. And if it's not,
then we will die. And | want you to believe that we can deliver A, B and C, and | want you to stay here for
that part of the journey. And this is really, really dramatic, this is perhaps the most important part. Look,
during crisis, the team is the one that is going to take you out of the crisis, and you need them more than
ever. And guess what? They need you.

FROCERIR:

EeiiiE, AMREENIBHRE. MRMEMIEHRES, MimssEHF, FBEER. MREEH,
&, BOAHRzREARH, XMERFEWE ., XERMNSBFRRINAS IR, WITHRTGFRETER®
N&l, &HFM]: “XHERNEZM, MRA. B. CRET, RITMEHY; IREE, BIIMEEK.
HHEZBIRMBERNELRIL A, B C, HRAEMNE TRERXRRIE.” XIEFEENEME, BITFRREE
&S, E, EEiF, BEFIRELREE, RIELEEAMRAEZEMI). ME, BRELAE? ]
HWHEER,

[00:48:19] Uri Levine
English:

So number one, don't sugarcoat. So you basically you don't need to share all the feedbacks from all the
investors. You can tell them, "Look, | met dozens of investors in the last couple of weeks and they're all
saying no." Or we had a signed term sheet and the investor disappeared. Okay, that's fine. It is what it is.
Look, the fact that it's ugly, if you don't tell that it's ugly, it's still ugly.

(00:48:49):

And so | would share the essence. And if we have metrics, then what | would like to do is believe that
everyone is aware of the metrics, of the key metrics of the company. This is something that in general |
would say, "Oh, in the lobby of the office, we should have the key metrics displayed for everyone to



understand this is what we stand for, this is how well we are executing anyhow." And so when they will
see the numbers drop, they know that the numbers drop. And this is something that | will in general |
would say, look, key metrics, they should be shared anyhow. And so in particular during crisis, we should
keep on sharing them. Definitely not hiding information.

FRCERIR:

B, FEMITAT. (MAFEDEMEREENRIE, BRETUGHFMN): “FE, SELBARL T+
MREE, MIEELT.” HE “RNETREZEF (term sheet), BREFBHEKRT” . XK, FLH
B, WrE, FLRAER, BMEMRTRTHER, SRZARER.

(00:48:49):

FRAREDEZOER. MRBNELIRER, REESTAMTRLBNXGEET. BERIYR: “EHQ
EATE, BNNZBRXEER, IS TAZRBERNNERENA, URFIMRITENA" XFELM(E
BB F TR, tiImAELEE T FINAXBIEFLTICNAHNZEE. CHEECNE, Iz
BNE, BITEERMIESR.

[00:50:42] Uri Levine
English:

So I'll give you an example. So let's say that you are almost run out of cash and you believe that you're
going to raise capital in the next two month. And if not, then you run out of cash. One of the things that
you might want to do is extend the run rate. One other thing that you might want to do is actually tell the
people that we will be running out of cash in two month. And number one, | want you to help me even if
we run out of cash because there are good chances that we eventually will be able to raise capital and
recover that. And number two, in order to get your support and belief in the company | am going to offer
you more equity.

(00:52:35):

The other example is about calculating end of cash. And this is really, really important. So let's say that
you have run rate of X month, six month. If you reduce burn by 50% today, then you simply increase your
run rate to a year. If you don't do it today and you wait three more month, then you only can do that for
the ... so the first three month you burn the same way that you did up until now, and now you reduce that
to half, so you have six more month, total of nine month. If you decided today that you need 12 month,

and you don't act today, you will never have 12 month.
R EIE:

HLGMMENIF. RIRMRIRZERT, MEERRRTAERER, SNREmETT . MEHN—HEREKRA
EHE, F—HEFERSHFRTL, BB TIARERE. $—, BREZAELHTIRI1EEER, BARINRE
FIRERAREIRFHIRANER, £=, ATREMRNOZIFNHNABNEL, HILIRMTEZRN.

(00:52:35):

F—TMHFRXTIHEREERNME, XEBFEEE. RIgFEE 6 TANEEHRE, WRIRSXED
50% BYFF3Z, fREVEEMIERET —F. WRIFSKAM, MEBEF=TBEM, BAT=ZPTBIFERRERKE
RERYE, ®THHEFE, (RREFE6TH, BEHINH. IRMSKRRAEFE 12 1M A, BSRATXKEIT
&, fRKIEBERE 12 ™A,

[00:56:06] Uri Levine



English:

So in that sense, | would say there are multiple ways of reducing the cost. But in general, this is always
about impacting people. If you look at the startup and you look at the budget, 70% of the budget is
people, maybe 75% of the budget is people. Everything else is nickels and dimes. If you're going to tell
me, "Oh no, we are going to start the supply of coffee to the office and this is how we are going to reduce
cost." No, this is how you create dissatisfaction with the team and you would reduce costs because some
people would leave because of that, not because of lack of coffee, but because of inability to determine
and to make hard decisions. So end of the day, if you need to reduce costs that means people.

FRSCERIE:
MENBEX L, BIEREERZHE, BRAFKNR, XERELFMIA, NRME—KVLIATNRE,
70% BEZE 75% #RA RS, Hitt—EE Sk, MRMFEEFK: “BAR, BINEEILENDAEHIMEESRIER

A" A, KR IULRARRIARG, (RBSKEET A, ERERNE ARLER RS mrES,
MEEAREE M RETRERRE. FILVAIRER, MRIFFEEEME, BREREEN A

[00:57:32] Lenny Rachitsky
English:

In the product market fit route, is it essentially if you've lost product market fit, it's to pivot, is that
basically the question? And then it's a question of where to pivot and what to do?

FRSCERIF:
£ PMF BHXE K E, MNRKET PMF, AERELEMEBEEE (pivot), BXFNE? AFRIBAHAT T EW)L

%, URizMta?

[00:57:32] Uri Levine
English:
So the first question is, am I still relevant? And probably the answer is no. And then the next question that

you basically say, "Okay, do | want to pivot?" And for that | will say, "If | would start today, is this is what
I'm going to do?" And if the answer is yes, then do it.

(00:58:44):

And the assets could be technology that you already developed, could be the team that you already built,
could be the know-how that you have in that specific market that gives you a significant advantage. And if
any of those is really, really significant, then it's possible that you want to pivot. Pivot basically say major

fuck up, all of our underlining assumptions have gone.
R EIE:

F—NEERE: REBERXMED? EXRRAERE “8F° . EFIRNEERE: “BREEE? 7 Witz
MRFSREMAR, RIMXAHET? ~ IREXEEEN, BUEMR.

(00:58:44):

RNAFAIREREEFANEAR, AJRIELZUNHEN, BrARBMERETHRENELIREREZNE
BURES, MMREFER—IFEEE, BAMRARBERRE, REEAXEERE: BT KEF, HNPAENE
BRISERRAT



[01:00:59] Uri Levine
English:

And then the administration have changed and now it's going to change again. And they changed the
regulation. And overnight we figured out that ... And we were actually on being a successful path. And we
had to reinvent ourself. Now, what we basically said is, "Look, we have the energy to keep on going, we
have something, a thesis that we believe might be relevant for us. We have the technology that can serve
the thesis and we have enough cash to try it out." And we went back to the board and we offered them

two options. Number one, we give you your money back. And number two, this is what we're going to try.
(01:01:43):

And the interesting part is that investors don't want their money back. They did not invest in order to
have their money back, they invest in order to make a significant impact. And obviously they don't want
to go back to their investors and tell them, guess what? And so we had all the support to keep trying
something else.

FROCERIR:

(2%l Pontera/FeeX B3I F) ARHARET, MAXER T, MITLETHERR, —RZEFHMNEHR-
BIRAEETMINAER L, DRSAELER. SNKNEEALER: “I7E, BIIEEREFHE
11, BAE—TEEAEEXNIER. HMNBEALLSHMERIKRAR, HERBHNATEZ.” HIMEEZE
BER, a7 MNER: $—, BRG], =, XRHNEZHABFHAER,.

(01:01:43):

BEBNE, RAEHTBEZOMIING. MIKREFREATERXE, MEATFEEARLM, 2R, MilH
AREESIFUNIBEEAN (LP) RIREBRWT . FAUIENSEI TR, #ERiH7BIRA,

[01:03:17] Lenny Rachitsky
English:

That's such an important point. It came up, | just had Toby from Shopify on the podcast, and he said
exactly the same thing. That just like the number of times Shopify almost died, people have no idea. It's
important to know, that's very common.

AR ERIE:

XB—TEEEENWS. FKNEIET Shopify B9 Tobi LTH, Mithid 7T 5Ee2—1##/9iE, Shopify ZRFEERN
RE, MIRETERR. AEX—RREE, XPFESE.

[01:03:57] Uri Levine
English:

So going back to basic, but now you are already running, so you probably have already validated the
problem or the value proposition. About pivoting, so when you start you think that, okay, | have this
brilliant idea. And what | really encourage people is first of all, go and validate the problem, speak with
people, understand their perception of the problem. And only then start to think about the solution. Now,
this is still not the case in most startups. And this is fall in love with the problem, not the solution.

AR ERIE:



OEEAXR, BRERELTETE T, FRUFAIEELEIET MAKMEE K, XTFIEE, JRFBE, R
T “BEXMEUNER" . BEREAERMANNZE: Bk, ZRIERH, 5ARK, TERENNRENE
o RBEERZE, AHBRBEFRLG R, MERSHEEQABELIMEIX—R. X “E LA, MmIEE
RAFE" o

[01:08:40] Lenny Rachitsky
English:

| like this algorithm. | was writing it down as you're talking. So basically when you're deciding to pivot,
looking for opportunities to pivot, step one is find a problem, validate there's a problem that exists. Step
two is figure out if you have the tech, team or know-how that gives you an advantage to win at solving
this problem. Then ask yourself, do you have the passion and energy to be spending your life and the
many number of years attacking this problem? Then validate your team, wants to also go after this
problem. And then check with your investors and try to get money to fund you going after this problem.

AR ERIE:

BRERZXNEZ. MRERE—EEIS. B4R L, SMURATERE, IHEENIN: %, HE—N0EE,
WIEZp @R EFE. F=F, FRBMERHERAR. BSIRE, LRERRAXNEE ERERMMLSE,
ARREC, RESAEABNBEHRNESFNZSENEEB X MNIE? FERIERIE RS HAIERX
MR, &E, SKRAENE, ZHARFAS.

[01:11:40] Lenny Rachitsky
English:

There was a quote | wrote down as you were talking earlier that | think is really great. It's kind of a
framework for ... the way you used it is to help you pick which direction to go. But | think it's a useful
framework in general for companies and founders is ask yourself, if | were to start today, what would |
have done and what would | do if | were to start this company again today? | think that's such a powerful
thing to always think about even when everything's going great.

FRCERIR:

RZENRHN—EIERIETRT, HRETEER, XB—FMESR. - RACKEERS R, BHINAXHATE
MemARRZR—MERNERER: REES, MRHSKEHAR, RIEAMH? MRKESKEHEIMX
RAF, REMHA? BANBMEE—TIRFHEER, 2EXFETREHEIRIFEENEN.

[01:12:03] Uri Levine
English:

| agree. Today is the first day of the rest of your life. And this is pretty much everything in your life. So ask
yourself, knowing what | know today, would | do something different? Now, if the answer is yes, then do
something different today. Don't wait until next life or next company or next relationship or next
something. If you basically know today that you should be doing something different, then change.

FROCERIR:

HEE. SREMRENE—R. MEFPR/LFFREFREZ2NL. FRARBES, BFRSKAMEN—
1], BREMEFRRANERE? MRERXESEEN, BASKUMBENRE, FEFITEF. T—RAH. T—
XA T M AN, WMRIRSREBAMEN ZHERERSE, B,



[01:13:57] Uri Levine
English:

We didn't change. Back in 2010, we were simply not good enough, we were still in the product market fit
iterations and iterations and iterations, and we were not good enough. And we kept on building and we
kept on iterating and iterating and iterating. But we almost ran out of cash. And then we had this lucky
day that Microsoft decided to invest, and so did Qualcomm. The funny part is that | had this dialogue with
Qualcomm Ventures and they told me that they're not sure why is that important for them. And | read
someplace that they did not invest at Twitter at $55 million. And this is exactly what | told them, "May |
remind you that you did not invest in Twitter at $55 million valuation. This is where Waze is today." And
obviously different story, but that was the fear of missing out, the FOMO.

AR ERIE:

(XF Waze M ARZERE) HITEBEHRTHME. 2010 F6Y, HINIBERELF, BATEERHTT PMFBI—RK
RIER, FNVERBMLT. RNBEME, BEEN. ERNERFRAE. ARKNEBETEEZHN—XK, W
HRERR, BBHRHT. B8HE, ZINSEELRME, MIIRAHMEXIATANMIIER, KEE
R ZEMAT]EEE T Twitter 5500 FERTTEENBIRE. BMEXASTIFMIIY: “FHATLURERIR(IGD, £R()
BT 5500 FFETiG{ER Twitter, MXIERE Waze SRIVEE.” EAXZFARENEE, BRME “HRE
18YE” (FOMO) 7Ei#CiER.

[01:17:17] Uri Levine
English:

Number one answer is no. Don't worry, you will face crisis. And if you worry, you're still going to face
crisis. Number two is that, look, it's way easier to deal with a crisis if you have plenty of cash in the bank.
So if you can raise capital and maintain higher level of cash in the bank, it will help you to go through the
next crisis, but it's not going to avoid it. So always be funded is a good advice. But in general, look, you do
not prepare for the next crisis because you don't know what kind of crisis it's going to be next.

FRSCERIF:
EEBEZ: FEER, BN, RETSBIEHNM, EMEMRIEL, BIEEEFK. £2452, 5, R

RTEARENNE, REENERTHESZ. FIUNRMRERIHRERSHAEMHESE, eIFMEI T
fetl, EREEEREN. I “WBEARERERE" B MFEN. BEKR, REEN T EIMEEE
&, BEARAHE T — MRt 4aFs.

[01:18:44] Uri Levine
English:

My general rule will be around 18 month. Are you okay with 12 month? Yeah, if you risk taker, bigger risk
taker then you can survive with 12 month. But the challenge is that, look, if you have shorter period of
time, then you don't have enough time to execute, you need to focus on fundraising all the time. And you

want to focus on creating value and not just bringing cash into the company.

RS ERIF:

EEBERAMNZRET 18 MEANES, 1210817182 17, NRMAEXKLAEE, BEEFANNKLAIES, {RE
LI 12 MNEER. EET, WRNEAE, FigE BBMidaEiiTls, MUA—EETTFmE. m
RAERNIZETTFRENE, MAUEBAAT K.



[01:20:13] Uri Levine
English:

Yeah. It goes back into how ... the other three dimensions of a startup, it's a roller coaster journey with
ups and downs and ups and downs, and it's a journey of failures because we are trying to build
something new that no one did before so we tried multiple things. For that, Albert Einstein used to say
that if you haven't failed that because you haven't tried new things before. And it's a long journey, it's a
very long journey. In particular, the longest part is until you figure out product market fit. And now | add
the fourth dimension of that, that this is a journey from one crisis to the next one.

FROCERIR:

2. XEEITHMEIATNFI=AEE: ER—MEARTENILERE; ER— T RAKMBIKRE, EN
HMNEZHAIARENF L, FAUSEHARZSAA (ZRHEEY, MRIMEKKE, BEANREEIRIH
FY) ; ER—MEKRRIE, LERZHKE PMF ZRTHMERRERK. MEREMTELEMEE: X2—MM—
MeER T—NMEHBIRIE.

[01:21:36] Uri Levine
English:

And hopefully, in my mind, this is my mindset of a teacher, my destiny is about value creation, and if this
podcast or this book, this one, can help people to become more successful, then | fulfill my destiny.

FROCERIR:

AL, EHOF, XREFANEMBOS: HEIERZLIENE. MRXMEFTHAXEBEBIANZER
SR, BIFLEIT T FEIED,

[01:22:32] Lenny Rachitsky
English:

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

Uri, JEERISREER.

[01:23:15] Uri Levine
English:

Thank you, appreciate it.
R EE:

e, AEE R,

[01:23:21] Lenny Rachitsky

English:



Thank you so much for listening. If you found this valuable, you can subscribe to the show on Apple
Podcasts, Spotify, or your favorite podcast app... See you in the next episode.

AR ERIE:

FERSEHUWIF, NRETZFABENE, AJLUTE Apple Podcasts. Spotify SIEEEMRBRR N AHITIHAT
BB THIB L.



