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[00:00:00] Lenny Rachitsky
English:

You've co-founded 10 different companies. You've been on the board of 20. You've also built two unicorns
including Waze. The biggest startup lesson you seem to have taken out of that is to—

AR ERIE:
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[00:00:09] Uri Levine
English:

Fallin love, fall in love, fall in love, fall in love with the problem, and then actually what you're trying to do
is engage everyone else to fall in love with the same problem, to go into this journey, into this path and
follow your leadership there.

FRZERIE:
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[00:00:20] Lenny Rachitsky

English:

Anything you wanted to share around hiring and firing?
R EE:

KXTERENERE, (FETABI=EGE?

[00:00:23] Uri Levine
English:

Every time that you hire someone new, mark your calendars for 30 days down the road and ask yourself
one question, knowing what | know today, would | hire this person? If the answer is no, fire them
immediately.

RSz ERIE:
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[00:00:36] Lenny Rachitsky
English:

Let's actually talk about fundraising.
R EE:

A TREEN R ZE e,

[00:00:37] Uri Levine
English:

Most people are missing the most important slide of their presentation is the first slide. This slide is going
to be presented for the longest period of time. This is the place that you're going to put your strongest
point. Now the second most important slide is the last one.

FRCERIR:
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[00:00:56] Lenny Rachitsky
English:

Today my guest is Uri Levine. Uri is the co-founder of Waze and nine other companies. He sold two
companies for over a billion dollars. He's also been on 20 different startup boards, including a dozen he's
still currently on. He's also advised over 50 founders and startups over his career. More recently, he wrote
a book that summarizes all of his advice for founders called Fall in Love with the Problem, Not the
Solution, A Handbook for Entrepreneurs. In the foreword to the book, Steve Wozniak said, "This book will
change your life and become your Bible if you are an entrepreneur," and | cannot disagree with that. This
book is very tactical with amazing stories and walks you through the ideation phase all the way to exiting
your company.

(00:01:39):

In my conversation with Uri, we chat about many of my favorite chapters, including why falling in love
with the problem is so important, how to find product market fit, a really clever tactic for firing people
who aren't a fit for your company, a ton of really genius tactical advice for improving your fundraising
pitch and so much more. With that, | bring you Uri Levine, and 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. Uri, thank you so much for being here. Welcome
to the podcast.
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[00:02:17] Uri Levine
English:

Thank you. Happy to be here.
FRCEIE:

g, RESKEIXE,

[00:02:18] Lenny Rachitsky
English:

Okay, so here's what I've gathered about your career, and let me know if I've missed anything. You've co-
founded 10 different companies, including four you're still operating. You've been on the board of 20
companies. You've advised 50, maybe more, companies. You've also built two unicorns, including Waze,
which you sold for over a billion dollars, which back then was an astronomical amount of money. It still is.

So does that all sound right? Is there anything big | missed about your career?
FZERiE:
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[00:02:48] Uri Levine
English:

That sounds about right.
FRCEIE:

IFERERZ,

[00:02:49] Lenny Rachitsky
English:

| think what's really interesting to me is that from all of that experience, the biggest startup lesson you
seem to have taken out of that is to fall in love with the problem. It's what your book is called. You have a



T-shirt that you're wearing right now that you wear on every podcast that says that exactly. Clearly this
lesson has struck a big chord with you. I'm curious if there's a moment where you realize that that's the
core and that's something that every founder needs to get right. Is there an aha moment or is it kind of
this progressive like, "Oh, wow, maybe this is the secret."

FRCERIR:
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[00:03:19] Uri Levine
English:

I'm not sure that this is a certain moment. | think that that was evolving over time and realizing that, look,
at the end of the day, the entrepreneurship journey is about value creation. The simplest way to create
value is solve a problem. That's the simplest way. And in my background, I'm an engineer always looking
for the simplest way, and solve a problem is the simplest way, and so this is where fall in love with the
problem coming from, and people occasionally would confuse the T-shirt with the book, and now the T-
shirt is about 10 or even more years old and the book is only two years old, and so | was wearing those T-
shirts for a long while before | wrote the book and when | wrote the book that was obvious that this is
going to be the name of the book, but they are way more into that, right?

(00:04:06):

So when you fall in love with the problem, then what happened is that the problem is going to serve as
the North Star of your journey, and when you have a North Star, you're going to make less deviation from
the course and you are way more likely to become successful. But also the story that you are about to tell
is way more compelling. Just imagine that we will be here in 2007, just before | started Waze, and | will tell
you I'm going to build an Al crowd-source based navigation system and you're going to say, "Oh, yeah,
very interesting," but you don't care. If I will tell you I'm going to help you to avoid traffic jams, then you
do care, and when your customer cares, they want you to be successful, and when they want you to be
successful, they are going to help you to become successful.

(00:04:56):

And so in that sense, fall in love with the problem is really a key to increase the likelihood of being
successful. So in general, all of my startups start with a problem. Think of a problem, a big problem,
something that it's worth solving, something that the world will become a better place if you solve that
and then ask yourself, so who has this problem? If you happen to be the only person on the planet with
this problem, | can recommend you a therapist. Don't build a startup. It's way more expensive and takes
way longer period of time to build a startup. But if a lot of people actually have this problem, what you
really want to do next is go and speak with those people and understand their perception of the problem
and only then start to build the solution. If you follow this path and your solution works, it's guaranteed
that you're creating value.

(00:05:47):

If you start with a solution, you might be building something that no one cares and that's really
frustrating. So fall in love with the problem. This is where you want to start. Now this is really hard
because | am getting tons of emails every week from entrepreneurs and they all start with what we are
doing and | don't really care what you're doing. What | really care about is why you are doing that, and



this is the problem that you solve or the value that you create or the value that you create for me. This is
what really matters, right? And so if you start your story with, "Our company is," or, "Our system is," and
in the recent year everything is, "Our Al system is," or, "Our Al company is." But generally speaking, if you
start your story with that, you focus on your solution. If you start with the story with, "The problem we are
solving is," Then you focus on the problem. If your story start with, "The value that we create for you is,"
then you focus on the user. The last two are way better than focus on the solution.

FROCERIR:
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(00:04:56):
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(00:05:47):
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[00:06:59] Lenny Rachitsky
English:

This episode is brought to you by Vanta. When it comes to ensuring your company has top-notch security
practices, things get complicated fast. Now you can assess risk, secure the trust of your customers and
automate compliance For SOC 2, 1ISO 27001, HIPAA and more with a single platform, Vanta. Vanta's
market-leading trust management platform helps you continuously monitor compliance alongside
reporting and tracking risk, plus you can save hours by completing security questionnaires with Vanta Al.
Join thousands of global companies that use Vanta to automate evidence collection, unify risk
management, and streamline security reviews. Get $1,000 off Vanta when you go to Vanta.com/Lenny.
That's V-A-N-T-A.com/Lenny.



(00:07:52):

This episode is brought to you by Mercury. Mercury knows your financial operations are complex. It
doesn't have to be this way. I've been a super happy customer of Mercury for over a year now and it's
honestly hard to imagine a better online banking experience can exist. Most founders and finance teams
have to couple together a patchwork of tools to reconcile transactions from different sources, work extra
hard just to get a holistic view of cashflow and have maps to company priorities and struggle to get
answers from platforms that all speak different languages. Mercury knows that there's an art to
simplifying this complex patchwork. With new bill pay and accounting capabilities, you can pay bills
faster, stay in control of company spend and speed up reconciliation. The end result is the precision
control and focus that startups need to transform how they operate. Apply in minutes at Mercury.com
and join over 200,000 ambitious startups like mine that trust Mercury to get them to perform at their best.
Mercury, the art of simplified finances. Mercury is a financial technology company, not a bank. Banking
services provided by Choice Financial Group and Evolve Bank & Trust. Members FDIC.
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[00:09:02] Lenny Rachitsky
English:

| want to follow a couple threads here because | imagine there's certain problems people fall in love with.
"Amazing. | want to solve this very obscure problem for my family or a friend of mine," and then they
realize this is never going to be a huge venture scale business, if that's a goal of theirs. You talked about
like, make sure enough people have this problem versus just getting a therapist that's going to help you
with this problem. What are some signals and heuristics folks can use to help them understand this is a
big enough problem that it's really worth their time?

FROCERIR:
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[00:09:30] Uri Levine
English:

So people ask me, "So you send me to speak with users. How many?" And | will tell them a hundred. You
don't need a hundred, but the hundred basically say you need to get out of your comfort zone. It's not
just your close friends and family that you need to discuss that. You need to discuss that with people that
you don't know. And usually what happen is, and the validation is in most cases is really clear, right? If
you tell someone, "This is the problem I'm going to address," and they will tell you, "Oh, | know someone
that has this problem," it's not a real problem. If they will tell you, "No, no, no, no, no. This is not the
problem. The problem is," and they will give you their description of the problem. This is something that
you really want to follow. So if you speak with a hundred people, but if you actually speak with 20 people
that you don't know, you will get validated whether or not this problem is real or not.

(00:10:23):

And look, it's not the only way to become successful, right? You look at one of the most successful
products in the world, the iPhone, right? And you ask yourself, what was exactly the problem when they
started? And the answer is that there was no problem when they started. There were smartphones and
people were actually very happy with them. And so occasionally we need to invent something completely
new, but solving a problem is simply the simplest way to create value.

AR ERIE:

AzmEF%:  “RLBREMBAR, BEZOM? 7 HIEFMN] 100 © REKAFFE 100 1, B “100”
EMIFER ERERMREEELTFEK, MAERIMFERFRITIE, (REEMEEAINIE, BEBERT, 1
IBIREASHEHERIFEBWMN. MRMEFEA. “XEREHANEZ , mMAIIEIZ: “B, FIAR
MARBABRNEE , BXBEEFAZT—NEERNRE. NRMI1R: “FFFR, BARZ2WFFAE, EEN
[EEAZ:" , FaMiIx R, XA RIMMEEFTEXREN. FILL, SRR 100 DA, HEW
TARZM 20 MEEAIRR, FREERIEXMNIHEREHEKFT,

(00:10:23):

Mme, XHAFZMINE—ER. BEHER ERMIIN™mZ———IiPhone, fRZF, iIFIBIEIREFRR
fraim@? £EE, FrRiiFLEFABYINRE, SNEEXBEEFINT, AMIBTHEEFO. FRUBREK
MNEELAEMBRA, BRREKAZ SN ERERNTT %o

[00:10:53] Lenny Rachitsky
English:

Another element of picking a problem to work on, so you say you fall in love with a problem. Is being
excited to work on this problem. There's oftentimes problems you find that aren't that exciting to you or
you're not excited to work on real estate software, but you find there's a big problem. How important is it
that you're personally passionate and excited to work on this thing versus like, "Oh, wow. This is a huge
business opportunity. | got to go after it. It doesn't matter if I'm not that passionate about it."

FRCERIR:
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[00:11:20] Uri Levine



English:

Fall in love, right? This is really passionate. Really, really passionate. Look, the journey is really hard and
complex and long and so you have to be in love in order to go into this journey because otherwise it's not
going to be successful. You really want to be passionate. If you're not passionate about the problem, even
though that the problem might be real and big and significant, there is not enough drive, there is not
enough internal drive to take you through the hardship of the journey, and so you need to be passionate.
You need to fall in love. You personally need to fall in love with the problem. And then actually what
you're trying to do is engage everyone else to fall in love with the same problem, to go into this journey,
into this path and follow your leadership there.

AR ERIE:
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[00:12:05] Lenny Rachitsky
English:

Is there an example of a pivot that you maybe went through where you realized the problem was not as
big as you thought or you realized there's a bigger problem?

RS ERIF:
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[00:12:13] Uri Levine
English:

So actually there are many, right? So Oversee deals with maybe biggest secret in travel industry. What
happened to airfare after you booked your flight? Now you have no idea because you never compare
prices after you met the reservation. But you know that airfare is going up and down all the time. It's
going up and down before you are making the reservation and keep on going up and down after you're
making the reservation. So if this is the price that you paid and this is cancellation fees, if the price drops
here, you can rebook the same flight at the cheaper price.

FRCERIR:
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[00:12:48] Lenny Rachitsky
English:

Genius.



FRSCERIE:
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[00:12:49] Uri Levine
English:

If you would only keep on comparing prices after that, right? So we started this company that is actually
monitoring your own itinerary and we realized that this is going to be huge benefits to travelers and we
started that as a B2C company, direct to consumers, and we realized that even though the people really
care, they are not willing to take the action that is required, and we ended up with doing that for
corporates, and in corporates there are very simple ways for them to engage that automatically, so
automatic rebooking and so forth, and we can save corporates about 10% of the travel budget that goes
directly to bottom line. So we started that as a B2C and then we realized that this is way harder than we
think it is, and we ended up with converting that into B2B, which turns out to be very successful for us.
And so occasionally there are companies that you start your journey with one perception and you change
that and that will happen multiple times.

AR ERIE:

QBT RRBRELENTIT, MIE? FAUEMIADTXRAT, TIEERIITRE. FMNRREIXNKRES
EXFL, FREVMFEA—RB2C (EEEMERE) ARBM. BHINAN, REAMRETF, EMIIFE
EXROLENITH. REFHNEETHEWLRS. TEIVAS, BIEBEEENAETUBHT, LBmE
M E. HIATLUARWTHIEKRL 10% WERTE, XEZELR T FILFEIIM B2C 15, FIRFIX
EERRE BT S, RGHMT B2B, ERIEANKITFEMRI. FAIUBRELEQSE, RHEE—MIARFFRIK
12, ARNREE, EMERERESZR.

[00:14:00] Lenny Rachitsky
English:

That's an awesome example. | want to, before | move on to, I'm kind of thinking about this in the phases
of starting a company. So we're talking right now about coming up with the idea that you want to commit
to. A lot of people that want to start companies are not sure how to find a great idea, so the core advice
you're sharing is find something, find a problem, and fall in love with solving that problem in whatever
way you can. Do you have any other advice for helping somebody find a problem and finding a startup
idea? Where do you find startup ideas? What do you find? What does work for you mostly?

FRZERIE:
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[00:14:30] Uri Levine
English:

So for me, it's usually personal frustration that leads me to start to think about it, whether or not we can

change it. | hate traffic jams, right? | hate leaving money on the table, right? So there are many things that



| ran into and | get frustrated and | tell myself, "No, no, no. There must be a different way to do that." But
in general, look, the problem itself needs to start from you, right? Something that really bothers you,
something that you care about, and then it's the validations of the problem that you speak with many
people, try to realize. Now if you'll tell me, oh, this is a B2B, then speak with many businesses, right?
Speak with those that you believe actually do have this problem and | understand their perception.

(00:15:13):

Once you validate that, then there are few things that you need to realize. One is about the journey itself.
This is going to be a multi-dimensional journey. It's going to be at least three dimensions and maybe
fourth, right? So the three dimensions, one of them is it's going to be a roller coaster journey with ups and
downs and ups and downs. And look, if you'll tell me that all the businesses in the world have ups and
downs, | agree, but the frequency of those when you are building a startup? Way higher. | think that |
heard the best quote on that from Ben Horowitz, Ben Horowitz from Andreessen Horowitz venture capital
firm, and before that he used to be a CEO of a startup and he was asked whether or not he was sleeping
well at night and he said, "Oh, yeah, | slept like a baby. | woke up every two hours and cried." And that's
really the reality of that. The frequency of the differences are so dramatic that there is nothing compared
to that, a roller coaster journey.

(00:16:17):

It's also a journey of failures. Look, we are trying to build something new that no one did before, and even
though that we think that we know exactly what we are doing, we don't. So we try. We try one thing and it
doesn't work. We try another thing and it doesn't work. Or if we keep on trying different things until we
find one thing that does work. Now, if you realize that this is going to be a journey of failures, then there
are two immediate conclusions. The first one is that if you're afraid to fail, then in reality you already
failed because you are not going to try. Albert Einstein used to say that if you haven't failed, that because
you haven't tried new things before. If you're going to try new things, you will fail. Michael Jordan used to
say that, "I've failed over and over and over and over again and this is what made me successful." And so
this is the first conclusion.

(00:17:07):

The second conclusion is that you really want to fail fast. Just think about it, right? If you fail fast, you still
have plenty of time to try another attempt and build another version of the product. Try another go-to-
market approach. Try a different business model so you still have plenty of time to make more and more
and more attempts, and the more attempts that you have, you simply increase the likelihood of being
successful. Just think that you play basketball, right, and you try to score from half court. If you have one
shot and you are not Steph Curry, you are very likely to miss. But if you actually have a lot of shots, one of
them you're going to make. That's it. Just think about it. The biggest enemy of good enough is perfect.
You don't need to be perfect. You need to be good enough in order to win the market, and the way that
you are going to become good enough, by the way, is really simple. You start with not good enough and
you iterate and iterate and iterate until you become good enough and then you'll win.

(00:18:10):

The third dimension is that this is going to be long journey. Very long. Way longer than you think it is. And
the longest part of it is until you figure out product market fit, and product market fit goes into the
different phases of building a company. To a certain extent, | would say, look, the difference between a
corporate and a startup is that a corporate knows this is our value proposition, this is the product that we
are selling, this is the pricing of this product that we are selling, this is the target audience, this is how we
are going to sell them, this is how we going to the market, and all we have to do is keep on executing and
hopefully nothing will change over the period of time. When you start as a startup, you don't have a
product. You don't know what's the business model. You don't know what people are going to pay you



for. You don't know how to grow your business, and you need to figure out all of those, and this is going
to be along journey.

(00:19:11):

Now, the longest part is usually figuring out product market fit and product market fit is really simple.
That means that you create value to your customers. If you do not figure out product market fit, you will
die. As simple as that. You never heard of a company that did not figure out product market fit. They
simply died. That's it. Now, once they do, and for a second | want you to think of, with all the applications
that you're using every day, right? From searching Google, using Waze, WhatsApp, Facebook, Netflix,
Uber, whatever it is, and ask yourself what is the difference between any of those today and the first time
that you have used that? And the answer is that there is no difference. We are searching Google today the
same way that we searched Google for the first time in our life. We're using Waze today the same way that
we used Waze for the first time in their life. So once a company figure out product market fit, they don't
change their product anymore because this is the value that they created to the customers and you don't
want to change that.

(00:20:14):

What we don't know is how long did it take them to get to this point, right? Beforehand we never heard of
them and after that they don't change that anymore. It's a matter of years. For Waze, it was four years. For
Microsoft, it was five years. For Netflix, it was 10 years. Now if you'll tell me, "Oh, today is very different.
ChatGPT just started a year ago." No, they're seven years old. It took them six years until you heard about
them for the first time in your life. So it does take time to create value and this is something that is really
significant. Now, at the end of the day, product market fit have one metric. One metric. That's it.
Retention. That's really simple. If you create value, they will come back. If they're not coming back, that
means that you are not creating value. Now think about your episodes, right, of this podcast, right? Most
of your listeners are returning, right? Because you create value for them and they are coming back. That's
it.

FRZERIE:
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(00:17:07):
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[00:21:24] Lenny Rachitsky
English:

100%. Every single one, every episode.
FRCEIE:

100%. B—uliix, 8—&TH.

[00:21:29] Uri Levine

English:

Occasionally there are new one, right?
R EE:

BRUSHEHIFTR, JIE?



[00:21:30] Lenny Rachitsky
English:
And there's new ones coming in all the time.

FRCERIE:
IEEE"J b) —Eﬁ%ﬁﬂﬁﬁﬂﬂ)\o

[00:21:32] Uri Levine
English:

[inaudible 00:21:32]. By the way, this is one thing that some businesses don't realize, whether or not their
customers are going to be new customers or returning customers, and in many cases they simply fail to

realize that upfront and the result is that they are not building the right go-to-market strategy.
R EIE:

IRER—T, XEELEILKETIRFNER: IINFFAARENFFEREXE. ERZBB/RT, ilX
REFERTHIRIREIX — =, SRMEMITKAHE ERIHNTITERR,

[00:22:09] Lenny Rachitsky
English:

We covered a lot of ground there. That was amazing. I'm going to follow a number of threads of things
you just touched on. You talked about product market fit briefly. What was the moment you felt product

market fit with Waze? | don't know if I've ever heard that story.
R EIE:
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[00:22:09] Uri Levine
English:

We started in Israel and Israel is a small place and we ended up with being very successful in Israel and
then we said, "Wait a minute. Waze crowdsource all the data, right?" Not just the traffic information and
speed cams and so forth, but also the map data itself, so we can start from a blank page. And the users
while they drive, they create the map and they create traffic information and so forth. And so we figure
out that we can start anywhere and we made Waze global at the end of 2009 and we expect that to work
the same way that it did in Israel, but it didn't. It was not good enough. It was not good enough in the U.S.
It was not good enough in Western Europe. It was not good enough in Latin America, it was not good
enough in Asia. It was not good enough anywhere that matters, right?

(00:22:57):

It was actually good enough in about four places. In the Czech Republic, in Slovakia, in Latvia and
Ecuador, and that's about it. Rest of the world not good enough. So what we did is we spoke with the
drivers. Look, they wanted us to be successful. We basically said the drivers are going to fight traffic jams

together, so common enemy, togetherness, all goodness. Everyone wanted that to work, right? So people



downloaded the app and it simply was not good enough. So they churned, right, because if it's not good
enough, you're not coming back. We spoke with them. We asked them what didn't work for them. They
told us because they wanted it to work, and we built the next version addressing everything that they've
told us, and we know that this is it, and it's not. So we doing it all over again. We speak with the drivers.
We ask them what didn't work for them, they tell us. Now we build the next version and now we have the
conviction that it's going to work and it's not. Journey of failures.

(00:23:58):

Iteration after iteration after iteration after iteration. More than a year of iterations until beginning of 2011
that we actually started to see that working, and then it's in multiple places. In the U.S., one metropolitan
after the other, right? Los Angeles first and then San Francisco and then Washington D.C. and Chicago and
New York and Atlanta and so forth. In Europe, one country after the other. Italy first and then France and
Netherlands and Sweden and Spain and one country after the other. In Latin America, one country after
the other. Colombia first and then Chile and then Brazil and then Mexico and then rest of Latin America. In
Asia, multiple countries one after the other. Not all of them, by the way. Not all of them. Japan is a very
good example where it didn't work and it will never work. Waze crowdsourced the information, right?
Which basically says that as soon as we get to the level of good enough, then we are good enough.

(00:25:01):

House numbering plan. In the U.S., it's really simple, right? Every block is a hundreth numbers, right? And
so if | have the map, | can actually count the number of blocks and take you to approximate the right
location even if | don't have exactly all the house numbers there. Most of the western world, it's a
geographical order. So in Israel, this is going to be sequential order, odd number on one side of the street,
even number on the other side of the street starting from one until the end of the street and so forth, so
it's enough that | will have few house numbers that | can actually take you to the right place.

(00:25:38):

In the UK, house number starts on one side off the street and then on the other side they are coming
back, right? And so there is an order. In Japan, it's chronological order. The oldest house in the
neighborhood is house number one.

(00:25:54):

And then the house number two can be miles away, but it's the second oldest house in the neighborhood
and so you have to have all the house numbers unless... Until then you are not good enough. And
crowdsource is, if you need perfect information, crowdsource may not be the right way to do that.

FRZERIE:
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(00:23:58):
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(00:25:54):
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[00:26:32] Lenny Rachitsky
English:

Just to close the loop on this question, when you were launching these markets and it wasn't working,
were you actually looking at retention at that point, and if so, was there a number you were looking for?
Or was it more qualitative like it's just taken off off into the right. Like where were you actually watching
back in the early days?

FROCERIR:
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[00:26:32] Uri Levine
English:

That was easier for us because we tried to compare everything to Israel, so we looked at the frequency of
use or when our people are coming back. How long does it take them until the next try and until the next
try. And in generally speaking, if you look at something that have high frequency of use, then you will be
looking at three-month retentions of 30, 40, 50% is actually pretty good indication. But usually what
would happen is that you would know when they convert and that's going to be after the third or the
fourth time, and if they're not getting to the fourth time, then they are basically saying, "Okay. We gave it
a try. We really like this story. We gave it another try, and it's not good enough."

FRCERIR:
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B, NRMITEBREMIR, MMNBEALMERER: “GE, FNAZT, RITRERXN#EE. HI1L
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[00:27:20] Lenny Rachitsky
English:

That's a cool heuristic. Do you find that that is useful for other startups, consumer-type startups or is that
just something you think specific to Waze at that point, this idea of coming back for the third time?

AR ERIE:

XE—MRENEANGZ. MEFSXMNECHNEIAE, THEHEAXVEIATEAE? ERHRMIERFXR
Y Waze FEBENR, Bl “BAERAE=R" XMUE?

[00:27:29] Uri Levine
English:

It's really depending on the frequency of use, right? If | will tell you that | have a startup that helps you to
file your tax returns in three minutes, then okay, that's absolutely amazing, but you are only going to do
that, next time is next year. By the way, we did have a startup that was doing that. It's still a little bit up
and running, but that was really frustrating because the tax authority shut us down.

AR ERIE:

XEMNEBRFERME, MRBEIFMEE RV QB A UEIR 3 Dkii, BXET, BRTRAR
FRBRF, MER—T, HMHLEIXFE—RQE. ERAEEEE!T, EIERSANAK, BARSHEER
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[00:27:58] Lenny Rachitsky
English:

You got to fall in with the problem. You got to power through that. Just change the government. Just
kidding. The story you told of Waze and iterating is a really good example of falling in love with the
problem. You're really passionate about. | want to solve traffic, | hate traffic. By the way, what it made me
think about a little bit is Elon, when he hated traffic, he built the boring company and built tunnels
underground, and your solution to hate traffic is I'm going to build Waze in a soft wrap.

AR ERIE:
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[00:28:29] Uri Levine
English:

We start Waze with the vision that we are going to help people to avoid traffic jams. Now the reality is that
there are more traffic jams today than there were in 2007. Obviously, number one, I'm not done. And



number two, if you ask people what is the value of Waze, then it's not about avoiding traffic. It's about
creating certainty and certainty is way higher value than saving time. So you know exactly when you're
going to get there and this is a way higher value. And by the way, we learned that in the U.S. market when
we spoke with people. They told us, "If I am living in Cupertino and | need to drive up to San Francisco
and | can take 101 or 280, | don't really want to change my route unless there is something dramatic, but
what I really want to know is how long it's going to take me. So I'm going to stay on the 101. I'm not going
to get into service road. I'm not going to take El Camino Real. I'm not going to try something else. I'm
going to stay on the 101. Just let me know how long it's going to take." So certainty creates way more
value than saving time.

AR ERIE:
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[00:29:44] Lenny Rachitsky
English:

| want to talk through a couple other of the chapters in your book. So chapter four is around the different
phases of a startup journey and your core advice is that it's important to focus on one thing at a time in
each of these phases, and the first phase, you call it the all over the place phase, | think, or yeah, the all
over phase, and the idea is you need to get out of that as soon as you can and then focus. Can you just
kind of talk through these different phases and what you think people do wrong along the phases? Maybe
they get them wrong or they focus on the wrong things in each phase.

FRCERIR:
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[00:30:17] Uri Levine
English:

So initially you think about your new idea from multiple perspective, right? This is the problem. This is
how this solution is going to look like. This is what I'm going to do next year. This is my 10 years vision.
This is my business model and so forth. So you think about everything, but you actually need to execute
only one thing. Now this one thing is figuring out product market fit. It's not one thing, right? Wait a
minute. You also need to build an organization and you want that organization to be something that you
really like and so there are a lot of operational stuff, but you need to figure out product market fit. As we
said earlier, if you don't figure out product market fit, you will die. If you do, then you get to live and die
another day and the other day is whether or not you're going to figure out how to grow your business and
whether or not you're going to figure out your business model.



(00:31:11):

Now the good news is that | will tell you that if you create value, you will figure out a business model, at
least for the people that you create value for them. They are most likely willing to pay. Now in general, I'm
not saying that this is the only business model that is viable, but if you create value, you will figure out a
business model. But figuring out a business model is a journey by itself, and guess what? It's going to be a
long roller coaster journey of failures. When we started Waze, we thought that we're going to sell map
data and traffic information and we ended up with doing advertisement. Very different business model.
Because we realized that it's not for us. It's too long sales cycles. We were very mobile internet dynamic
company and selling to government is not exactly what we wanted to do, and so we ended up with a

different business model, but with a lot of reasoning why this is the right business model for us.
(00:32:14):

And figuring out growth, look, if | would ask a hundred people on the street, how did you hear about
Waze? They, 95 of them, if not 99 of them, will tell me, "Someone told me." Word-of-mouth, right? So
everyone wants to have word-of-mouth. Word-of-mouth you can only have if you have high frequency of
use. If you're doing tax returns once a year, even if you really like the experience, then once a year you're
going to tell someone else. If you're using Waze every day, then every day you have an opportunity to tell
someone else. So word-of-mouth, even though that everyone would like that, it's only going to happen if
you have high frequency of use.

(00:33:01):

So those phases requires different focus of the company, right? Initially if you focus on product market fit,
then you don't need sales. You have no product to sell. You don't need business development. You don't
need even marketing. You need product. You need developers and you need product lead to define the
product and lead through the iterations of the product until we get to the level that it's good enough.
Once you get there, you shift gears. If the product doesn't change, if we search Google the same way that
we searched Google for the first time in our life, then the product development is now not going to be
focused about value creation. It's going to be focused about either figuring out business model or
figuring out scale, and the entire company shift gears and move to a different phase.

(00:33:54):

Now, this is really hard. Just think about it. If up until now the product development group was the only
things that matters, all of a sudden we think about marketing now because we are now in the go-to-
market phase that this is the most important thing of the company. Occasionally | found companies that
have challenging and shifting gears so they didn't figure out where the clutch is and you have to because
otherwise you're stuck in the previous phase that you kind of finished that journey. This journey is nearly
done and you need to shift gears, and if you don't do that, then you get stuck. If you do that, if you try to
do multiple things at the same time, you will fail. Focus is not about what we are doing, it's about what
we are not doing. These are the hard decisions.
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(00:31:11):
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[00:34:50] Lenny Rachitsky
English:

| like that. So the four phases, just to briefly summarize, it's kind of like come up with the idea, find
product market fit, then it's a question of should you keep focusing on growth or should you figure out
the business model before focusing heavily on growth? In your advice, it sounds like if it's high frequency,
word-of-mouth driven, focus on growth and then you figure out business model later. If not, figure out
how you're going to make money and then figure out growth.

FRCERIR:

HERX MR FIUXEMMEBREESE—TE: WERF. T PMF, ARBRENZMET T TIE
K, EREESRNEKFAFEFRBH R, RFBMHORI, WERMNRISM. O~ m, MiE
AR, AEBFERBERL; IRFE, mAFFREARE, ARBEEEK.

[00:35:14] Uri Levine
English:

Exactly. Because if you have high frequency of use, you will end up with growth coming by itself, right, for
word-of-mouth, and therefore you should do that at the beginning. If you don't have high frequency of
use, you are sentenced to acquire users or customers all of your lifetime. If this is the case, then you really
want to figure out the business model before you start and go and do that.



AR ERIE:

. ANMRMEBINER, BRKIBIOEBEAMAMEIR, FIURRIZEFRINMXER. NRIMLE
BMER, MEEE—EFEFRERBAFHEF . MREXMER, MENBEFBAMRITHZEI%FE
Bl

[00:35:41] Lenny Rachitsky
English:

That's really helpful. I think actually a counter example to your point about how frequency of use is
necessary for word-of-mouth growth is Airbnb. Something like 70% of Airbnb growth is word-of-mouth
and frequency of use is actually really low. It's like once or twice a year. | wonder if it's because the
experience is so unique and special that it still works and enough people travel enough times, slash if it
was a higher frequency, it would've grown even faster, | imagine.

FRCERIR:

XREEL,. AESHMMEN “SIMEREOMIEKNLERMH" , Airbnb BR—1T R, Airbnb X9
70% BB RKKRBE O, EEAMEKAELRR, —FEM—FR. HREE, EA2RNFEAME. X557,
FRIAKRAE, MEARBZHALERIT. HBNRIIXES, EREKFER.

[00:36:09] Uri Levine
English:

High frequency of use is the simplest way for word-of-mouth. The other thing is coolness. If it's really
cool, then you'll tell more people, and Airbnb was really cool at the beginning of the journey, so now
everyone knows about Airbnb, but when they started that was way cheaper and really unique experience
than hotels.

FROCERIR:

SMEARORERERERENGERR. F—HER B . NRECENRE, MMEEIFES A, Airbnb £k
VHRIFEES, BAMEAREN, BRIFREN, CBEEERSS, FERBRERS,

[00:36:36] Lenny Rachitsky
English:

It's still actually mostly word-of-mouth. I think it was probably higher initially, but it's still almost 70, 80%
driven by word-of-mouth. So it's still cool enough. Good for them. You have a couple of quotes that |
wanted to share, which are along the lines of things you shared. One is just, you have this kind of, what's
the most important stage at a company? They all are, but one at a time. | love that line. The other is the
main thing is to keep the main thing the main thing. The same advice you just shared. Just like focus. So
you're in the PM, product market fit phase. Focus on that. Don't think about growth yet. Don't think
about business model yet necessarily. | know investors are going to push you to figure these things out
and you'll have to have some story of like, "Here's how it might make money. Here's how we think we're
going to grow." Right? You need to think about that a little bit, but maybe don't make that the focus.

FRCERIR:

REEKEBEEROME, HWERVAEES, BMEKARI 70-80% A, FILUEKAREBE,
BRI, RBDZENAMFNES, MNAHBRE. —afXT “AAREBNMBREFA? 7 BF



B "‘BTMRERER, E-—RIRTE-. RAERXAT. 53— "REENFENRLEEENE
BREREE,” XMRNADZENRN—F, 2% . MRMRLT PMFIE, BMEERD. kilBEK,
WRGIFFEBURN, RNERAEREMFIEXLE, (REEITHRE, bl “XZEAEHRENAN, X
RHEAPANBEREL , WB? REERHMEBEZ—T, BEETFNHCEENER.

[00:37:22] Uri Levine
English:

So this is one of the areas that investors don't like to hear the truth, right? The truth is that | don't know
how I'm going to bring the users. | will figure that out once | get there, but the reality is that right now |
don't know, but they don't want to hear that. What they want to hear is that, "Oh, | know exactly how I'm
going to bring them." And what | will say is that | know exactly where I'm going to start my experiments,
but most of the investors would like to see a coherent story that makes sense, right? This is our business
model. This is how we going to make money. This is what we're going to sell. This is how much they're
going to pay. This is why it's a simple business model and these are the comparable to this business

model.
AR ERIE:

XERAEFAENMEFENMHZ— BEEE: BRFNERZOERSIBR, FRETHRINEZIFEE
B, BIKE, RMAEHEANE, AR, tHIT8RNE: ‘B, REEMEZREARSIBF”
MEAZRNE, R MEMPEFRROIKE, EXSURAEFEERI I EFEE. WTBHNKE: X
REMNOBIAER, XZHRNWENAN, XBHNESZHNARA, XENE, ATARXZR—MERERN, X
NEMLERISZHELR.

[00:38:03] Lenny Rachitsky
English:

Yeah. But investors have the final word, unfortunately. They decide if they want to invest or not, and so if
your story is not compelling, they're going to be like, "All right. We'll find someone else."

FRCERIR:

EH. BEXRENE, RAEWARZREN. MITRERSKREA, FUNMRIMRERERBRSIA, MMz
W W, EHANERAIAL”

[00:38:13] Uri Levine
English:

You know, it's seasonality, right? There are periods of time that raising capital is easier and then many of
the entrepreneurs will be choosers are not beggars, and there are periods of time that is that way around,

and most of the entrepreneurs will be beggars and not choosers.

AR ERIE:

frAE, XERAE. FENPERALKRES, RELEZBREEMARZNRE,;, MELNBANER, X%
el ERZREMAZIEE,

[00:38:33] Lenny Rachitsky



English:

Imagine a place where you can find all your potential customers and get your message in front of them in
a cost-efficient way. If you're a B2B business, that place exists, and it's called LinkedIn. Linkedin Ads
allows you to build the right relationships, drive results, and reach your customers in a respectful
environment. Two of my portfolio companies, Webflow and Census are LinkedIn success stories. Census
had a 10x increase in pipeline with the LinkedIn startup team. For Webflow, after ramping up on LinkedIn
in Q4, they had the highest marketing source revenue quarter to date. With LinkedIn Ads, you'll have
direct access to and can build relationships with decision makers including 950 million members, 180
million senior execs and over 10 million C-level executives. You'll be able to drive results with targeting

and measurement tools built specifically for B2B.
(00:39:24):

In tech, LinkedIn generated two to five x higher return on ad spend than any other social media
platforms. Audiences on LinkedIn have two times the buying power of the average web audience, and
you'll work with a partner who respects the B2B world you operate in. Make B2B marketing everything it
can be and get $100 credit on your next campaign. Just go to LinkedIn.com/podLenny to claim your
credit. That's LinkedIn.com/podLenny. Terms and conditions apply.

FROCERIR:

BR— s, REILUKEIFERBERR, HURAREARENAXRRNERBREMIIE . NRIIFE—
KR B2B bk, XPMHAHITEIE, EFE Linkedin, LinkedIn TS A RE—MAESEMIFIE D EITIFHLN
xR, EIHEHMEAEF, BHARKEEHLES LT Webflow 1 Census #=Z LinkedIn BIEZIHZER], Census
183 LinkedIn NFEFIPAEIM T SHELZER (pipeline) 10 ERVIEK, 3FF Webflow, EFEMEZENAK LinkedIn
BANGE, tTRETESHLEEGENEHEREVRANEFE, @i LinkedIn ™%, RAIUEZERHSRAREEL
xR, BiF951ZaR. 1.3 1ZEBABERBAGRMBEE 1000 5 & CESE, {RE6EISF AL RN B2B &R ELM
B2 TR R.

(00:39:24):

FERZUE, LinkedIn AR S WHEIRZE (ROAS) LbEMEMMREATESRE 2 55 &, Linkedin £
NZRMEHZBEBNEZRNAE, MEMRES—TMEEIRFL B2B RN E1E. ik B2B EHAERAK
BN, HEMNT—REHRIRE 100 ZxaVitAE. RFAIE LinkedIn.com/podLenny BRI $MEY, Mit2
LinkedIn.com/podLenny, Z&MAMEZHLIR,

[00:39:52] Lenny Rachitsky
English:

Let's actually talk about fundraising as a topic | wanted to spend a little time on. How much money have
you raised for the companies that you've started total, roughly?

SCERE:
BRI, ZRBALANDCHEE, MARUNNAEADSEET SRS, ABRS
7

[00:40:02] Uri Levine

English:



So Waze raised about $50 million throughout the entire journey. We started by raising 12. That was the
first investment round, and then we raised the 30, and then there was the last round that we raised
actually not a lot.

RSz ERIE:

Waze 7ERMNBAZHR# 5 T AL0 5000 HEt. HATE—RET 12005, ABET 30005, BE—HETAME
%,

[00:40:23] Lenny Rachitsky

English:

That's a surprising small amount of money to raise for the outcome.
FRCEIE:

BN FREANLER, XMRETVIMGLART.

[00:40:28] Uri Levine

English:

In general, | would say Israeli startups are leaner than American startups, so you can raise less money.
R EiE:

BHRR, BRESUWUBTINTCIARLLEENERE, FRUREUAE DN,

[00:40:36] Lenny Rachitsky
English:

Yeah, that's amazing.

R EE:

=R, KTRET,

[00:40:37] Uri Levine

English:

At way lower valuation, unfortunately, and end up with pretty successful results.
FREiE:

FENZE, HEDRRES, BERANSTIFERNINER,

[00:40:44] Lenny Rachitsky
English:
That's amazing.

FRsCERE:



XHET

[00:40:45] Uri Levine
English:

Raising capital, it's a journey by itself and different from the other journeys that you need only once.
Raising capital is going to happen multiple times. And if we say that building a startup is a roller coaster
journey, then | will say raising capital is a roller coaster journey in the dark.

AR ERIE:

EEATAIME—EIRE, MEFRTFREMRAFTEZL—RNKRE, MASLKESZR, NRENRLINAF
BEEZR, BARSHEERTRE EREF LIE,

[00:41:07] Lenny Rachitsky

English:

It's like Space Mountain.

R EE:

BB kA= (Space Mountain),

[00:41:09] Uri Levine
English:

Yeah, sort of. And one of the reason is that this is a different ballgame and you don't know how to play at
the beginning. | would say a few things about raising capital for the first time. Number one, | spoke with
many investors and one of the conversations that | had that they really, really resonate with me was when
| spoke with one of the leading VC in Israel and asked their partner, "How long does it take you to decide if
you like the entrepreneur or not?" And he asked me, "Do you want the right answer or the real answer?"
Say, "You know, | heard the right answer so many times, give me the real answer." And we were sitting in
a small meeting room, so the guy is looking at me and then looking at the door and looking at me again
and say, "It's before they sit down." Say, "Oh, no, no, no. Say that again, right?"

(00:42:02):

That's the first impression. Now we all have first impression. How long does it take you to decide if you
like a candidate or not? Second, you go on a date. How long does it take you to decide if you like the date?
Seconds. And then maybe there are a few more minutes that you allow yourself to either change your
mind or let that first impression solidifies. Now if this is the case and you're looking to raise capital, start
with the strongest point at the beginning. Whatever it is, and | don't care if this is the size of the problem.
This is the faction that you have. This is the team that you have built. | don't care what it is, start with that,
because by the time you'll get there, they might be already setting up their mind. Then start with the
strongest point at the beginning. And by the way, finish with that as well.

(00:42:53):

So this is the first conclusion. The second conclusion is that | spoke with early stage investors, those that
invest the first money in. So company has a story to tell. That's about it, right? No traction, nothing yet is
built and so forth, and I asked him, "Why did you decide to invest in this company and this company and



this company?" And | spoke with many investors, and what | heard was actually pretty consistent. | like
the CEO. | like the story. That's it. | like the CEO. I like the story. Now if this is the case, then there are two
immediate conclusions. The first one is that the CEO goes alone to the meeting. | need the headlight on
me. | don't need any distractions. | don't need my team members. | don't need anything else in the room,
just me. Because if | bring other people, then at the end of the day they might say, "Yeah, | like the team,
but the CEO was not specific, right? Was not unique. Was not jumping out of the pages." So CEO goes
along and tell the story.

(00:44:02):

The other part is that they need to tell a good story, and good story is not about facts. It's about creating
emotional engagement. It's about creating the sense that the listener would like to be part of this story.
And for investor, it's two things. Number one is that they want to believe that this is usable, and number
two, they want to believe that you can build it and this is the story that you need to tell. Now, | would say
always start with the problem, right? Because guess what? Investors are also users. If they don't think
that they're going to use it, so it's relevant for them, and they don't think that they're going to use it?
They will basically dismiss that. They will basically say the market is not there.

(00:44:52):

So these are two main things. The third thing is it's a different ball game, right? So if you have product
and you tell the story to potential customers, the right order of magnitude is that about one third of the
listeners will buy. So in a more mature company, their pipeline is going to be three eggs in order to sell at
the end of the year one eggs. One third are going to say yes. In investors, it's 1%. Not one third, 1%. So
you're going to hear a hundred times no until you hear one yes. And that a hundred times no is something
that you need to understand from the beginning because that's really discouraging, right? You go and
speak with investors and they tell you... | call that they open up the big book of excuses why not. But in
general, they are not going to invest, right?

(00:45:54):

Now you look at it from the other side, a venture capital partner is likely to see between a hundred and
200 companies a year and invest in one or two. 1%. That's it. So if this is the case, then it's going to be the
same case for you. One out of a hundred. If you want to increase the likelihood, learn how to tell a good
story, start at the strongest point at the beginning, remember that they are users, too, so their emotional
engagement is going to come through the usage, the use case, and not through how big the business is.

AR ERIE:

=0, BRff. REEZ—EXR— M2 TR, (F—FIEFMEEAT. XFE—RME, HBH/L
Ho %B—, BNRZKZENE, HP—IREILRIEEEHIE, HEUBH—RTNERNEZHEMUA:  “IRE
ZKRERAEREEXR—1eLE? 7 tiaF: “RERTEERERELEZR? 7 Hii: “HEBZERRIAR
T, BERELER. BRINENLE—NMNENEER, thEER, XEE], BEERR: ‘T2 TZaL7
i MR, ARFR, BiRi—E? 7

(00:42:02):

XMEE—HR, HMNBLEE—HR. IRRERTER—TNEEZFTEZA? /I, RENR, RERTENR
WHREZA? JIF. AEATEBER/LSHILIECHEER, HEBIULE—NRE K. BEANL, WRRER
%, AAMERHTRBENINNR. FEREMHA, BFATEERENAE. MHAENEE, EE2MAEN
HPfhe EAEFERHA, MIFIE, RAFEMHEIEEN, MIIgELTERDT.. A, FXER, 4
thER,

(00:42:53):



XEE—NHEIL. ENEILRE, REMNRHREAE RE-ZEHHOAN) Wd. SNQAFRE—INEE, &F
BRHE, FaffEh®. Jia(]l: “MRAFARERXK. BRMPRAE? ” KR TRZA, TR
EZEFE—H “HERX CEO, HERXNMEE.” MXFR. AWML, MARPEENSEL, F—,
CEO MZMBEA =, HFERITIARS L, FFEEATI, FRERAMKG, BEERBH T Ao
EANMRFFTHIA, mEMIATERGR: &, FHARE, B CEO RTAlE, T8, LaERAMmL.”
LA CEO M B AR,

(00:44:02):
SRR ERH—MFRE, FREFAETERL, METFERIBRER, EFLARSE “BREEKRA
XNHE—END” RN, WFREER, A= B—, MIIZREXAREER, £, MI1EHEIREE

BESHR, XMBMRFEHRANEE. KW, MZMEEFIB. RAAMBEASE? REELEAF. Rt
MNEFSECA=A, REXRMITEXR, WIMEEEE, MR HHAFE.

(00:44:52):
XERTER, F=RE, XE— T2 EANFY. NRFEFGHRABERF#E, KN=9Z2—WIFR

=2F, FILERALE, HELZE (pipeline) BEE 3 E, UEEFREH 1E. =Z22—HARR ‘97
BEKRREXE, XTMHHIRE 1%. FR=HZ—, & 1%. FRILMR&=IFE 100 8k “R” , BEIRE—1
“4¥7 o X 100 KIELRIMRM—FIEMEEIRMEN, AAXENRITEA. MERKES, tIISITHBEE
EH “AtAaFEBNEORe” . B22, tImMEFrR.

(00:45:54):

MB—EE, —TMREEURA—ETESE 100 2/ 200 R2E, RERK 1T 2R, 1%, MEXE. FILSHE
RiGthE—F, B2, NRFBIEMATEY, FRHFHRSE, Frittsams, i2EFEtiItER
F, FUMINERASRETFTERZS, MARUSMEEZ K,

[00:46:34] Lenny Rachitsky
English:

| love the summary at the end. | love that you summarized your points, because | try to do that. You did
my job. I love this phrase you have in your book, "The dance of 100 nos."

FRCERIR:

HENRENEE, RERMRSEHCHUR, BARBHEXAMY, RETHRNE RIEBSRIEHENI
TMEIE: “BRERZE

[00:46:44] Uri Levine
English:

At the beginning you look at it and you say, "Okay, they say they decided not to invest because of X, Y, Z,"
right? Whatever it is, right? Google can do that in no time or the market is not big enough or the market is
complex or whatever it is, and then you try to argue, and you don't know that it's useless, right? It's like
you go on a date and she said no, and you try to argue, right? No, there is nothing to argue anymore,
right? That's no.

FROCERIR:

NIFFIRIRRBEEEER: “WE, MIIEARERAX Y. 27, WIE? FERHAER, bl “BRDD
HELEEMLER . “HPFABKR" HE HPRER" . ARMRREESH, BRAERZESN. MEMR
ENR, WA A, REREER &WT, TMER.



[00:47:16] Lenny Rachitsky
English:

Yeah. | look at a lot of startups too. | do a bunch of angel investing, and yeah, if it's not going to be a fit, it's
just not going to work, and | could spend all this time trying to explain it to you, but nothing's going to
change. And because there's other startups out there is a big part of it, right? You just want to pick the
things you can that are the best, not necessarily things that are good ideas. | really like this idea of
starting with your strongest point. That's such an important tactical piece of advice. To your point,
investors make decisions really quickly, and so starting with something that really catches their attention,
it makes so much sense because once you feel like, "Oh, wow, maybe this is a thing," your whole brain is
starting to look at it from a, oh, yeah, okay, like you have a positive bend on everything you're hearing

versus like, "No, no, no, this is never going to work and everything is already biased."
R EIE:

0. RBBERZALIAE, HBAIORERE. WREF/AEGE, BMEBFT. HAIUERSHIEEIRAE
B, BERASNE. RA—BIPREREAIETERZEMIEIAE, MNE? RREDEIRLAREEEEIRY
RIFH, MA—ERBLEIMERFENRF. RIFFER ‘NRBLFE XME XB—MIFEEENH
AREW EWMRFAR, REBEMREFDR, FAUA—EEERRSIMITEENNRBEFLIEEEENX. BN
—Bf15T 1R, B, XAEN , tIINKRRIFEEENRNERERETROAS;, k2, MR
KRRSIME, WIMIRERT “FAF, XITRE , ARETRNE—DIEHNIRE L EERERER.

[00:48:00] Uri Levine
English:

So I would add here another very strong advice. Most people are missing the most important slide of their
presentation. The most important slide of your presentation is the first slide, not the one that you think
about it. The first slide. The one that says Company XYZ intro. This slide is going to be presented for the
longest period of time.

AR ERIE:

REEXEBEM—TEEENNEN. ASHBABBR T ERIXRPREEN—KLTH, RERXERR
BEEN—KEE K, FRIRUABIK. MEE—IK, TE XYZQBNA" BIBK. XKL HRREIRY
BB E KA,

[00:48:29] Lenny Rachitsky
English:

Wow, that's a good point.

R EE:

M, XMWRAET

[00:48:31] Uri Levine

English:



The longest period of time in the presentation, this slide is going to be presented on the screen and you
didn't say anything there. This is the place that you're going to put your strongest point.

AR ERIE:

AENERIRESR, XKOTHEEBERRELONERK, MIRAERLEFTAERE. XEX BIRNIZBR
BB N REIHTT o

[00:48:45] Lenny Rachitsky
English:

I love that. Is there an example of someone that did that or did you do that, one of your startups? What do
you put there?

FRSCERIE:
HEWEZN, BREBEXAMITHGIF? HEIREECHIIATEXAMINE? REER EEmHtA?

[00:48:51] Uri Levine
English:

I do that all the time.
FRERIE:

R—HEBX AWM,

[00:48:52] Lenny Rachitsky

English:

What's an example of something you put on that slide that's such a good idea?
R EE:

BERBEE M F, REFRKLTH LRI AT =F?

[00:48:56] Uri Levine
English:

Maybe size of the market. Maybe description of the problem. Whatever it is, right, the strongest point is
there. Now the second most important slide is the last one. Not the summary. The one that says thank
you. That's the time to repeat that. So most of their presentations will end up with thank you and my
email, right, and this is going to be the last slide, right? Which makes sense. You just missed the
opportunity. This is going to be the second-longest displayed slide of the presentation. Maybe the first.

FROCERIR:
FJRERTIANIE, WAIRERN PENER, FERMAA, RBHN—RMKAER. ME_EBNITHAERE—

Ko FRELN, METE W BBK. BREEZLOURBIIHR ASHANWETRXRREEZE “Whs
M “FBIERFE” , WIE? XFARE—KITHREE, BRERTHIS. XFRERTFRREEE KL
R, BEAERES K.



[00:49:39] Lenny Rachitsky
English:

Yeah. Everyone's sitting there chatting, asking you questions. That's so smart. Are there any more of these
tips sitting in your head to share, because these are awesome.

FROCERIR:

R, AKSTERBR. RIREEE, BROTAM—ERE. XERAT. MHFELEESXEKRNG?
NXEERNRIET

[00:49:48] Uri Levine
English:

I do a lot of public speaking and usually my last slide says one more story and | decide on the story based
on the audience and the dialogue so far and so forth. But | have many of stories, many last stories that |
would like to tell. The important part is that no one is going to cut you off the stage if you have just one
more story, and so this is where you can recap everything. This is where you can do whatever you want,
right? Because no one is going to tell you, "Okay, time is up."

AR ERIE:

HREIRZAFEHR, BERNRE—KITHFEE “TE—THE" . ZASRERRMZAIRIXIEFRRE H
WIEF. ZRBWFSHE, FERHAN "RE—1T8F" . ERE, URMRE “CE—18&FE" , RAZIEMR
HTa. FRUMRAIUEXERF—Y), AXEMEMMEMEE, HAAZERFR “F7, HEEZ .

[00:50:26] Lenny Rachitsky

English:

Right, and they're not impatient because they're like, "Okay, it's almost over. Let's just let him finish."
FRCERIE:

f, MEMIIASTmE, EAMIISEA: 9, RERT, iLM#HTE.”

[00:50:30] Uri Levine
English:

Exactly.

FREiE:

o

[00:50:31] Lenny Rachitsky
English:

Yeah. | love that. Speaking of stories, what's the wildest fundraising story that you've been through? Is
there one that comes to mind of like, "Holy shit. | can't believe that happened,” or, "I can't believe that

worked out"?



AR ERIE:

B, HERXD, REKE, MEHINRNENMEREZMHA? BREMWMILMRERF "X, FEAEE
RETEME & “FEEEEANT” ?

[00:50:43] Uri Levine
English:

One of the earlier startups that | was guiding was about, eventually rolled into gift cards, but in Israel,
when you return something to the store, you don't get your money back. What you get is a gift card for
that particular store, right, and obviously if you return something, then it's not necessarily that you have
something to buy in the store and you ended up with having a gift card that is never being used, and so
why not sell this gift card? What happened is that | heard the story of the CEO and | thought that the story
is not good enough, and | told him, "Look, you have to tell a better story," and asked, "Can you give me an
example?" And | said, "Yeah, just imagine that," and then there was a long story about the microwave
stuff working, and | bought a new one and really long, long, long story about with the details, right? How
do you make a story make believe? With details. Right? The more details people think that this is real.
Right?

(00:51:48):

If there are no details, then this is not real. So | told him this story that was like five minutes explaining,
trying to fit the microwave into the closet and it didn't fit in into the cabinet, and it didn't fit in, and | had
to return it to the box and so forth and whole story. And then | spoke with an investor in Israel and | told
him about this new company that I'm going to invest, and | told him the same story about this
microwave, right, and he said, "This is interesting. | would like to meet the CEO." Then he met the CO and
CEO told him exactly the same story about the microwave. When | tell that, this is my microwave, right?
This is personal. This has happened to me. And so he told me, the investor called me up later, he said, "He
told me exactly the same story." So that was really funny.

(00:52:44):

But at the end of the day, one of the things that makes story authentic is details, because otherwise it's
not, right? If you're going to tell me, okay, this is the use case of the product and you end up with
explaining a use case in three lines, this is not authentic. If you watch your real users, then what happens
is that you actually, and you speak with them, then you have the audacity to tell a good story. Really,
really critical. If you want to tell user story, these needs to be, real or you have to learn how to tell a story
with many details.

FROCERIR:
HIESEN—RBHNEIATE, ERUSERTILmF. EURSY, HREBEREN, fREAERE, K&k

EIZEENIL@RF. B, NRIMBL, HEMRRSEERRELRA, ERIFMES—IKKIZHE TR
mRo FRLL, AMFATRBXIK-RSEIENR? HESFIT 7AD CEO MMV E, HR/IARELF. HEFM: “IE, R
BHAEFNHE.” thin): “BRAANFIFIE? 7 HH: 9, BR—T 7 ABREHET —PMERKNHK
£, XTHRIPRT, HBET N, HFFFFER, TETHAT. NALESESAGR? 247, AT
%, NMITEREREN.

(00:51:48):

MRLEAT, BRAZEN. HAMHTINIE, €7 AN 5 DH@RROAXEEFRIPEHEE, &
BEXHE, FEFELAZFESFEF. ERARUBTIN—NMEEY, SFURBRIKMAE, HAMHT
BRI E, M. “RES, FBURXD CEO,” ARBMIT CEO, CEO AT Re—E—1##H



MoRIPE. SFOHIENE, R “HH BRI, BRRBIFEIEH. ERBIMIKABERRLHRITRIFR:
ATOH T T —IR—FIEE.” XENRER,

(00:52:44):

BIFRER, ILHFELHXBETAT, SWRFERK, MREEFHFBHERNMERTR, RAZ1TFHE
5T, BUMAESE. MRIRMBASSAAHSMNRRE, FRBERIIFEH—TFRE. XEFXFE, NRIFE
HAPKRE, CUOMBESEN, HEMBAFRMRAREATI KR,

[00:53:29] Lenny Rachitsky
English:

But interestingly, it sounds like the story itself doesn't have to have happened to you in real life. It could
be a made-up story, but with a lot of details is the lesson there. Interesting.

FRSCERIE:
EBNE, IMERREREFA—EIEEEMESZAN., SAUEREERN, BRIISHTEAEAT, B

P[Ye]

[00:53:38] Uri Levine

English:

Yep. If you tell it very briefly, then it doesn't sound right.
R EE:

M. MNRIMHFRE, ITEEMAT .

[00:53:46] Lenny Rachitsky
English:

Amazing. Any other advice along those lines? | want to talk about two more chapters before we wrap up.
Is there anything else around fundraising that you think is important for people to know?

AR ERIE:

KET . EEHMEMPRING? FERFREEMAIET, XFHE, FRBEETLAEENFHFEAR
FEMERING?

[00:53:54] Uri Levine

English:

So | will tell you which chapters | would like to speak about.
R EE:

A EIFRIRIRABIH LN ET,

[00:53:57] Lenny Rachitsky



English:

Let's do it. | wonder what they are. | wonder if they're the same.
FEiE:

KB, HEREZM/LT, BEERFTEREEN—1F,

[00:54:02] Uri Levine
English:
Understanding users and firing and hiring.
FRCERIE:
“THRRBRT Uk “HERS518E" .

[00:54:04] Lenny Rachitsky
English:

Okay, firing and hiring. That was on my list. Okay. Let's start there and then understanding users wasn't,
but I'm excited to hear what you have to say there.

FROCERIR:

%, “BRSEE EHREERE L. BREIFMXNFIR. B “THREAF” AERNEBRL, BRRIAFR
I RIE Adito

[00:54:14] Uri Levine
English:

So | send the book proposal to many publisher, and there is one chapter that says firing and hiring, and
many of them came back and say, "Oh, it should be hiring and firing." And | said, "No. Firing is hard
decision. Hiring is easy decisions." You have to first of all learn how to make the hard decisions. Now, the
inspirations for this chapter came from many dialogues that | had with entrepreneurs that their startup
failed, and | asked them, "Why, what happened?" And about half told me the team was not right, and |
kept on asking, "Okay, what do you mean the team was not right?" And what | heard the most is, "We had
this guy not good enough and this guy not good enough." So this is what | heard the most.

(00:54:58):

Another thing that | heard quite often is that we had communication issues, right? Something that |
actually called ego management issues. And then asked them the most interesting question, "When did
you know that the team is not right?" Now the answer was actually rather scary. All of them told me
within the first month. Then you said, "Wait a minute. If you knew within the first month that the team is
not right and you didn't do anything, the problem was not that the team was not right. The problem was
that the CEO did not make hard decision." Making hard decisions is hard. Making easy decisions. This is
why no one likes to make the hard decisions, because you need to live with the consequences. In a small
place like a startup, the hard decisions will always go to the top. Now, if the CEO does not make that hard
decisions, the result is always the same. The top performing people would leave. Now, they would leave
because they don't want to be in a place that is unable to make hard decisions and they have a choice.



(00:56:02):

The nature of the beast is different. Startup is a small organization. Just imagine that you are a small
organization, like could be a team, whatever it is, right? 10, 20, 30 people, and there is someone that
shouldn't be there, and | don't care if that someone shouldn't be there because they are way
underperforming or because they are assholes. | don't really care. They shouldn't be there. Everyone
knows. Everyone knows and the CEO doesn't do anything. That's the nature of the beast and this is why
top performing people would leave. Now, building a startup is really, really hard, right? It's hard if you
have the right team, but if you have people that shouldn't be there that are still there and the top
performing people are leaving, then it's going to be mission impossible. The conclusion of this chapter is
really, really interesting. If everyone knows within a month and every time that you hire someone new,
what | really want you to do is mark your calendars for 30 days down the road and ask yourself one
question, "Knowing what | know today, would I hire this person?"

(00:57:16):

At the end of the day, I'd like to nail that into yes or no, right? Because this is where decisions are being
made easily. If you ask yourself that question, if the answer is yes, then go to this person and tell them
that you are really excited that they've joined, they are exceeding your expectations, and give them more
equity, and you buy their loyalty for life. If the answer is no, fire them immediately. They're already set on
a trajectory of not being successful and they're creating damage to you, to the rest of the team and to
themselves, right? They deserve to be successful, but it's not going to happen here. They deserve to find
someplace else that they can be successful, but it's not going to happen here, and that decision is really,
really dramatic.

(00:58:08):

Now, in many cases with hard decisions, we know what is the right decisions. We are looking for
confirmation. If you look for confirmation, then go and speak with the top performing people and tell
them, ask them the following, right? "Assuming XYZ person is going to leave, how sore are you going to
feel?" And you will be surprised that they are going to tell you, "Oh, it's not a big deal." This is your
confirmation.

FRZERIE:

HIEBRWERLRZLRE, HFE—EN “BESHER . REALNER: B, VixE HBESEE B~
B R, BEESRENRE, BEEAZAE.” MELSFNAHREINAE. X—ENRERERK
SFZEIRKENMIE, FRMI): “AFAKKT? RETHA? 7 RO—FHASIFERENF. i
& ‘HRAFANRHATR? 7 HIAERZHZ: “BIATBLE, BOALRBET”

(00:54:58):

BREZBRINZEBRE, BNz “BEREERRM (ego managementissues), AFFKIAT i 1—1 &
BEMRE: “RHARBRIERANRNN? ” BRELEITAN. FIEAEBERFEK: EF—1TBR. IR
218 “F—TF, MRMEE—NTARFERNRKT A& M, BEBAAFAETFEAR, METF CEO &
B ERERNRE,” MORMALRERME, MBEZHNRAERER, XMENTAZASREERMEIRE , FAAIR
HHAEBER. EVCIATERXEN/ N, RENRESZESLRIIEEE. 1R CEO MEURE, ERE2—
R RUSNBHNASEHF. tIIBEAZRAREFE—NMOEMERERENM T, EMIEIZEN.

(00:56:02):

VEIATNERAR, eB—NER, BR—TREL—NNAR, AIEEE—TEPFA, 10, 20. 30 7™A, E
HABE— M REEFER/ILBA. BREFBMNAREARMAELERANAGKLE, BZ2MRIZER) L. BTA
HAE, KXKEOHMALER, B CEO XM T R, XERENER, WRATAMNTAAZEF. SINAQEE
ZIFFEEEHRT, MEFEBREAMERYE,; BNRBPLERZEBNALRE, MAFHAIERK, BEERE



‘FARETERMES" o X—ENSGIRIFEER: BARRE—TBRAMERELR, BASRMEMAHMRT
B, IAEBMRERR LAEL 30 RGHNWEH, HRBES—MRE: “BFRSKRAATENER, REEAX
AG? 7

(00:57:16):

JFRER, RELBIERERBUAN "B” N “F" , FAXFRREEZ. WRMREB XN, EX2
‘BT, BMERBTA, SIFMIRIEESHMAIMN, MRRIEL T IREVTRER, HathE SN, LUK
T—EFHEW. MRERR ‘T , BUREM. MELET T —FIEFIMIINEL, IEEX
fre WEPRA. XttECEMKBE. MEFRSKY, EF2REXE, MERENMS IFHM, BF=
BEXE, XTMREZIFEEEUWEINER.

(00:58:08):

ARZERT, EXNRERE, HMNELNEERERZH4, RREIHHIN. NMRMFEHIN, BRI
RMEMBHABE, R “RRXYZEBRT, MIBLFZHER? " MIFPEAMEIN] SRR
MR, BHAKRRTHL.” XFZIREYHIA

[00:58:40] Lenny Rachitsky
English:

Yeah. We had Elizabeth Stone from Netflix, the CTO of Netflix on, and she talked about this thing they
called a keeper test, which is exactly that, where every manager is always asking themselves, "If this
person were to leave tomorrow and tell me they're leaving, would | fight to keep them? And if not, |
should just, I need to let them go," and that's always top of mind for managers there.

AR ERIE:

=M, FN1EE Netflix 89 CTO Elizabeth Stone, % E| 7 I 1FMBEY “GEMIX” (keeper test) , ERFRIHEY
—E—%, SNEFERERHEED: “URXNMABPXRESRFEMESR, BLHHEME? NRF=,
BFRZILfhE” A2 MR I F B 2 B —R5Z,

[00:58:59] Uri Levine
English:

You know, one of my companies had a pretty good year and they decided to have an annual bonuses by
and large to nearly all of the employees. And then | asked the CEO, "So how did you end up with the list?"
And he said, "Okay. We had these people that getting twice as much the others, and then the others, and
then there are four people that are not going to get anything." And | asked them, "Are they still here?"
They shouldn't be here, right? If they are so much underperforming, then they shouldn't be here. But
generally you need the time to ask yourself the tough questions because only then you can answer them,
right? If you don't ask the tough questions, then you don't answer them.

FROCERIR:

RAE, HH—RABVE—FUWSRYE, MIIRELTLFRERIAFAR, &P CEO: “REEAERER
B9? 7 i 9F, BEAENE, BEAZEERE, TEOMARABMERE” Hiats: “BONAZEE
REG? 7 MTRZTEAR)L, MIE? NRMIIRMEIAMIZE, M zEE. EEEMFETHENESX
LxEd, AARERET, RAEEE. MRIRARMER, RKIZEREER.

[00:59:49] Lenny Rachitsky



English:

Yeah. | really love this very tactical piece of advice, which | was definitely going to touch on, of putting a
calendar entry into your calendar when you hire someone 30 days in to remind yourself, asking yourself,

"Would I hire this person knowing what | know now? And if not, you should probably let them go."
R EIE:

Bl HEFEMXMEREHAENREIN, ZRAERRXR: TEA 30 XEEAFR LR MRE, FBC:
ETFIETENER, BREIBEXTAD? IRF=, AJREmixLtmET.”

[01:00:06] Uri Levine
English:

By the way, | can tell you that for everything in your life, right? Everything in your life, ask yourself,
"Knowing what you know today, would you do something different?"

AR ERIE:

@R —T, XERFMREZRN—T], WB? EEPNE—MSH, ARBS: “BFRSKATROER,
Rt REREEE? ”

[01:00:16] Lenny Rachitsky
English:
Wow.

FRCERIR:

|+
I:l:l: o

[01:00:17] Uri Levine

English:

If the answer is yes, then do something different today. Today is the first day of the rest of your life.
FREiE:

NRERZETEN, BASKMMEAZE, SKEMRENE—X.

[01:00:23] Lenny Rachitsky
English:

That is powerful advice. So what I'm thinking there is if | bought something, maybe return it. What else
have you applied that to in your life?

FRCERIR:

XEFEENHEN. HAER, MRBAXLTHAKRA (RHR), HIFZRT,. MEEEENHPLESENATX
NER?



[01:00:31] Uri Levine
English:

Relationship in general. Directions that you're going, right? Do you still like that? | have five children and
they're all in their twenties and beginning of thirties and they struggle with their career path, and |
basically tell them, "Look, if you are going to work in a place and you don't like it, then what | want you to
do is ask yourself why you are not liking it and whether or not there is something that you can change,
and I'm going to ask you the same question in 90 days from now, and if this still is the case, then quit."

AR ERIE:

BEEARXZR, TEMAHANTGR, WHE? MESRIMEBNED? FELINETF, BE-TZ5E=1+H
%, ITEAERRIERFL. FEXLESFMI]: “E, WRMERMMSIEEFRER, RHLE(RAR
BEAMTATER, URBEEIRAILURNENMTG, 90 RKIERSBRIREFRIRE, MRER&AMLL, A5
FFERL”

[01:01:14] Lenny Rachitsky
English:

It's interestingly you make that 90 days, which it kind of applies some decisions. You need to wait a little
bit more. You need more data. You need more time than necessarily 30 days, but set some kind of

timeline.
FhSCERIE:

RERRMENZE 0K, XEATRERE, MEEZEF S/, FTEEZHE, FEL 30 XEKHAE,
BEXBREIRE—THEIR,

[01:01:24] Uri Levine

English:

If you don't set a timeline, it'll never happen.
FREiE:

NRIRRIRERER, HEMRKEFERE,

[01:01:28] Lenny Rachitsky
English:

| think the other really interesting implication here is most decisions are a two-way door. Most decisions,
you can change your mind. You can quit. You can leave a relationship. | was thinking you were going to
say with your five kids 30 days after they're born, "Do I still want this kid 30 days with knowing what |
know now?" I'm glad you didn't go there.

AR ERIE:

HIANNZXES—MEBHNEXE, AZSHREEHRE WA « RSBREMEEIUREER REJUEER,
AILUER—EBX R, HAARERIREZFRN, FANMRFHEIOXRGR: “BFHRIAETHEOER, REE
ENZFIE? 7 REMIRRERR) Lk



[01:01:52] Uri Levine
English:

No, this is different, right? You go into this journey of having children with the understanding that this is
long journey. Go into this journey of building a startup with the understanding that this is a long journey,
right? The fact that it's going to be hard? Okay, so it's hard. It is hard, by the way. But yeah, the decisions
that obviously they need to be relative to their duration, right? So yeah, raising kids is a long journey.

AR ERIE:

T, BRARB. MREEZFHMAEXZ—EERNIRE, AT HBAEXE —REKIIKRE, X
IE? EXRBEREME, HBLRRE, B, AEEAFTESHISENEMELE. i, FERFE—RKH,

[01:02:29] Lenny Rachitsky
English:

And a one-way door, also. Is there anything else you wanted to say around the hiring and firing concept?
Clearly firing is the main lesson here, is get really good at firing, firing quickly and decisively.

FROCERIR:

MmEMBER “BEI) . XTHRENRE, MEEFTARENG? ER, REEXENTEHII: BEEKE
e, EiREERETBOERRE,

[01:02:41] Uri Levine
English:

You know, there are tons of advices in the book and eventually | will tell, even in the hiring process, right,
most of us are going to interview candidates and then decide that they like or dislike the candidate, but
they don't know. Then speak with someone that does know. Speak with the reference.

FROCERIR:

PEHEREWEN, HEHEER, EMFEEREDED, RNAZHAARTEEAG, RRRAEEARAEINM,
BEHILHAREIET fi#Mth, BRmERTHRMIA, EMERIBEE (reference check),

[01:03:02] Lenny Rachitsky
English:

Do you have a favorite question you like to ask references? Is there something that you find is really

helpful to tell you? Give you honest insight?
FR3zEiE:
FERERENRERAANRR? §8E+ARBIREEEIE, EILIRIRISIHSERY ILAE?

[01:03:09] Uri Levine
English:

For reference?



FRZERIE:
HEIAAN?

[01:03:10] Lenny Rachitsky
English:

Yeah.

FRCERIR:

=0

[01:03:11] Uri Levine
English:

That's really simple. Would you hire him? Or would you hire her, right? So essentially at the end of the day
you want to nail it into yes or no.

FRSCERIF:
EEEE: “RESEMM/MME? 7 KFEL, FfREATEBIBERYEE ‘B H D L.

[01:03:26] Lenny Rachitsky

English:

Yeah. And hope that they're being honest. That's sometimes a challenge.
R EE:

B, HHEZEMIIERNSE. XBRZ M.

[01:03:31] Uri Levine
English:

No, if they will tell me yes, then | would ask them, "Why didn't you?" Someone asked me for a reference
on someone that | really enjoyed working with. | really think highly of them, and he asked me if they can
schedule a call for half an hour and | said, "Look, I'm traveling. | don't really have time. But if you want an
email in one word, take the guy." And then he was trying to outsmart and ask me back, "Can | have that in
two words?" And | said, "Yeah, take the guy fast." When you know, you know. That's it.

FRCERIR:

T, RMWNEFRE ‘S , ZREWE: PRAGFLRE? 7 BEABREE—IMHEERHE. FHREHA
R, fhRAEREELHF/NETEBIE, H: “IfE, RELE, K6, BORMFEE— T BENERGOEE,
BumE: TA (Take).” ARMBE/NEE, [MF): “RAHMTBIFIMNOENR? 7 Fix: “4F, HR
RA' (Takefast).” HRHAERVISR, RIANET. FMEXEF,

[01:04:07] Lenny Rachitsky

English:



| like that. That's what you want to be looking for. Okay. Amazing. So let's do one more chapter. The one |
was going to pick, you choose what you're more excited about, is selling a company. Your last chapter
exit. The one you were thinking about going to is talking to users. | imagine that's much more applicable
to more people, so that's probably the better choice, but your choice.

FRCERIR:

HERXD, ZMBRINEBHERS. KiET. BERNBEU—IET., HEARBENZXTEEQR, U
RE—E “BWH’ . MIFEWNE “SAFPXR . BERENESZANER, FUrTREEFNERE, BIFfR
B9

[01:04:28] Uri Levine
English:

Okay, then let's stick with understanding users. Steve Wozniak, co-founder of Apple, wrote the foreword
to my book and he called it the Bible for entrepreneurs, and when | sent him the first chapter, he said,
"Wow, | wish | had that When | started." | met Steve Wozniak for the first time about 10 years ago. We
spoke at the same conference in Guatemala, and look, when | grew up, Steve Wozniak was my
technological guru, right so he was the most important person in the technology space in my mind. And
then we spoke at the same conference and we had dinner the night before, and the only thing that
actually was really important for me is to have a selfie with my idol, right? And so | took up my iPhone and
with the iPhone you can take pictures by clicking here on the screen or using the volume button on the
side, right?

(01:05:34):

And so | took a selfie with him holding the phone like that and clicking on the volume button and he said,
"Finally." And | said, "Finally what?" "Finally someone using it the way that | meant it to be." Now you
realize that there is no right or wrong. There are different people that are using different products in
different ways, and occasionally if | would have large audience, then | would ask the people, "Okay, how
do you use Waze?" Right? "So you go to your destination and you enter destination, and then Waze guides
you through the screen with the display of the maneuvers that needs to be made or with the audio
guidance of turn right, turn left and so forth. If you are watching the screen, raise your hand." And then |
would have about 70% of the people raise their hand." Then | ask people to watch around them and see
those people. Then | ask, "If you are listening to the audio prompt, raise your hand." Then | have about 20
or 30 more percent of the people raising their hand. And again, | send people to watch around and see
those hands.

(01:06:41):

There is no right or wrong. Different people are using it differently. Now, if you are using Waze in a certain
way, up until this moment, you didn't know that there are other people that are using it differently, and to
be frank, you don't care. You getting your own value the way that you get it, then you don't really care
that there are other people that are getting it differently. But if you are building a product and you don't
know that, then you are building the wrong product. You don't know that there are other people that are
not like you, and you think that you're building the product for yourself, then you're making a big
mistake. And the way to figure it out is, by the way, two things. Number one, watch new users. Simply
watch users and see what they're doing. And number two, if they're not doing what you expect them to
do, then ask them why, because this why is the one that is going to make your product successful. You
understand the why and the next version you're going to address that.

(01:07:42):



Now, this is in particular when it comes to understanding users. Obviously there are a lot of users, but we
can group them into several groups of their ability to adapt something new, and something new is not
necessarily new technology. We think about it as a new technology, but it's not necessarily about
technology. It's about new behavior, right? And then we look at the entire population and every time that
we look into large numbers, they will have normal distribution, right? So the bell curve of the distribution,
and then we will have about 2% of the populations that they're the innovatives. The innovatives are going
to use something new because it's new. That's it. They care about this subject and they going to be the
first one to hear about it and they're going to try that out because it's new. The second group is usually
what we will get to see as the first users are the early adapters. As soon as they realize that there is value,
they're going to give it a try. And if there is value, then they will keep on using it, and if there is no value,
then they will quit. Right?

(01:08:55):

The third group is the most important group. This is where market leaders are, right? This is called the
early majority. This is about one third of the population, and the one that wins the early majority wins the
market. The challenge with this group, with the people in this group, is that they're afraid of change. So
their state of mind is, don't rock the boat. Whatever I'm currently doing is good enough for me. So if you
have Salesforce.com, which is absolutely amazing, their reaction is going to be, "What's wrong with
Excel?" And because they're afraid of change, they are not going to try something new. Now the reason is
that at the end of the day, they're afraid that this is going to be too complex for them and they will not get
it, and they don't want to be embarrassed and they don't want to feel like idiots. And guess what? People
don't like to feel like idiots, and so they are not going to try. And you need to see those people to
understand their barriers for starting to use your service.

(01:10:02):

And by the way, the solution is always the same. Simplicity. Leonardo da Vinci said that simplicity is the
ultimate sophistication. If you want to make it simple, in your journey of building a product, we basically
say this is iteration to iteration to iteration. In many of those you add features and you add features and
you add features until you all of a sudden you add the features that people are using. What you really
want to do next is remove the rest of the features that people are not using because they're adding
complexity. Now, most of the product owners, they're either innovators or early adopters. You cannot
understand an early majority person. If you belong to one group, you cannot understand a person from
that group unless you watch them and [inaudible 01:10:57]. So the most important part of understanding
users is actually seeing those users. And they are not wrong. This is how they behave.

AR ERIE:
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Z, HPIWE—ZRAMEY, . 9, EREHEUEMEXER,” HEARNAZELTREAL 10 F
gi, EMNEBMBITN—ISNLEEHR. 5, EEREAKHNIRER, RELELIRERNRABER, EHROPM
ERATHREEN A, AI—XKBLERN—EZBRR, WERAE—FENSERENBEER. TREZEL
iPhone, {R¥0i& iPhone AILRERFEIAE, WolLURMEMNSSRAER, IE?

(01:05:34):
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(01:06:41):



AN, FRNARERE. MRM—EURMAINER Waze, BEIX—ZIIRANEFARZERR, mMEE
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(01:07:42):

BRRETHABFRLE, BRERS, BRNAUREMITZEZHIEVNENEESA. TIEYF—EBHK
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MNEZNE—HAF, W “RHRMAE” (early adopters), RABMNIZIRTENE, M=, BNEMRYL
A, &MEMBFF.

(01:08:55):

FARKREEN, XEMPASERETRMT, W “REAKRRK” (early majority) s XEHANLEEZAON=
DZ—, WRETERAR, ERRESTHH. XAANRRETRENEEAEEZ. tIBOSE “3EHAF
7, RUMERNARANERAEZRBT T, MRIMRAMMIIHEH Salesforce, BAERE, MIINRNES
2. “Excel BHAREFIE? T FEAEENE, MIFEEHAFRE. RERRE, ERAAMBIHEOXKESR, B
CRAE, A EREER, FRETECGINAM. BRE? RAERRRFECKEH, FRUMIFRS
iHo MMEEMTXLEAN, THEMIARERIMIRSHIER,

(01:10:02):

IRER—T, BRAFRXKERE—: BR, EFHFRYT, BREARNESR. NRMBL~REER, £
BrrmpdiEs, BMIRERER. ERZBRENHR, RIFUMEMINE, BEMRETMT —MAREBER
B9ZhEE. ETFRIMEEEHNZNi=Etg ABINE, RANEMNEMTERE. KAEH~mARTAEZAZL]
WE, BARRHXRAE, REZEERER—IRHAR. IRMEBTHEHS—AH, FRIFRFRATMAI), &
MR ZEBRSA—HA. FRUTERAFREERNHDMEFREMNMMAERE. WINREHE, XMIMI8T
NH o

[01:11:09] Lenny Rachitsky
English:

So a couple of threads there I'll pull out. One is look for surprising uses of your product because, as you
said, you'll realize, "Oh, some people are using this in a way that | didn't expect," and it'll remind you
people are not the way you are and don't assume that they're going to want exactly what you're building,
so pay attention to things that surprise you. We had Jeffrey Moore on the podcast and he talked through a
lot of this stuff, and one of the lessons there to help you bridge that gap from, to the, what is it, the third
group? How did you describe it? The late majority?

AR ERIE:

BRELEHIR, —BFHFmPLARINAE, EANEMNMAALR, (REFIRE: 1], SLEANKEIR
BRAERAE.” XIREMFRINANRR—1F, FERRKMUITERMZIMEEERIRE. FRAERERRLELLIRIR
FHIE. 1B Jeffrey Moore ((EEHIEA) 1EE), MBI REXEART. HP—MEIlEHE BN RIS
A, BN BBREBIVARE? (REAHREY? BREAAAR?

[01:11:42] Uri Levine

English:



The early majority.
FRERIE:
EHAIAR R0

[01:11:42] Lenny Rachitsky
English:

The early majority.

R EE:

FHIRARo

[01:11:44] Uri Levine

English:

Late majority will never use the product. They will use your product only if they have to.
R EE:

AR AR KIZA R E AR~ m. MIRBEFFARNBERTA M.

[01:11:45] Lenny Rachitsky
English:

Yeah. The laggards, | think he calls it. They look for basically references. People telling them, "Hey, you
really need to use this." A lot of people, just like basically word-of-mouth is the way you described it.

RS ERIE:

2R, tzH “SEiEE” (laggards). MIIBALEIHEE, FHIIASFMN]: 9B, MENTHAX
" REATGIRRAVAEE, TEEOM,

[01:11:58] Uri Levine

English:

No, not just word-of-mouth. Even occasionally someone to show them how to use it.
FREiE:

, FREOR, EEBERJFBEAFRBERGMIIEELR.

[01:12:03] Lenny Rachitsky
English:

Yeah. That makes sense. Just like, "Here, check out Waze. Here's how it works." Yeah, that makes a lot of
sense. Okay. Amazing. Is there anything else along those lines as you're talking to customers and
understanding what you're looking for that you want to share?



FRZERIE:

2, BEE, BGKE: TR, HE Waze, EEXAAN,” XRAEEE, KiFT, XTE5FFPRUHTH#R
FEIFHAA, EEFABIENG?

[01:12:17] Uri Levine

English:

Occasionally what happens is that we speak with the wrong customers. So just imagine that we have
what | call funnel of use, right? So on top of the funnel, we have people that are download the app, let's
say, or have entered their website, and then the next phase is that they registered and the next phase that
they're trying to use it for the first time and then the next phase is that they're getting the value and
they're coming back, right? In this funnel, what we usually try to do is speak with the users at the bottom
of the funnels, those that were successful. But in order to improve, we need to speak with those that fail,
those that were unsuccessful, those that did not register, or they did register and did not use, or they did
use and did not come back, because they know something that we really need to know. Why? This why is
what makes a great product.

AR ERIE:

BREZENBRERINKRETEF . BR—THMEN “EAKF | FITNENE TR AESHE NI
A5 FT—MEEEM; BT—MBREZHAF—RER; KEMREABNEHBRER, EXNRFH, i)
B E A TR EREBIASR, WMERERNERNAF. BATH#E, HMNFEMRLERKBIAZR
— BECEMBY. EM T IRAY. HER T RBREKRLN, FAAtINE—ER(TBFENENSER. At
4?7 ZN AL A RREHEAT MR R,

[01:13:19] Lenny Rachitsky
English:

Interesting. | imagine you could also fall into danger there if people that just aren't a fit for your product,
there's just no point wasting your time on people that are just not going to be a fit. So is the idea there
find people that are really far down the funnel but still bounced and churned?

FRCERIR:

BRR. HEBKXAXK, MREFLEARETMAZMNVERAR, BEMINS ERENEMZEN FrlL
MHEERERBLEELHANFHRAR, EREATERKRTHA?

[01:13:34] Uri Levine
English:

Yep.

FEiE:

R tHo

[01:13:34] Lenny Rachitsky

English:



Awesome. Amazing. Okay. So we've gone through all the chapters | was hoping to go through, plus the
ones you were excited about. Final thing before we get to our very exciting lightning round, we have a
segment on this podcast called Fail Corner, where | ask a guest to share a time they failed in their career
and what they learned from that experience, and I'm curious if there is a story that comes to mind of a
time that you failed either in a startup or as you were an employee somewhere and how that was
important to you.

FROCERIR:
AET. HNELWT T HRBWHPFAEET, THMBMENIL, EENMMAOHRNBRAIEZZE, &5
—#E: TNBFE—NN “KKAEE T, HRBRREDZRUEERH—REKEFH AR MPIREEY

#illlo HRFE, MRBFREE —TRTRUNKE —LLEEEWIRFERFNR IR —UREN
MEZER?

[01:14:05] Uri Levine
English:

So number one, | reserve the right for my biggest failure yet to come. And look, | keep on trying new
things. | keep on doing things, and so eventually I will fail as much as... Maybe I'm more successful
statistically than others, but | will fail, and this is very, very important part to realize. Don't be afraid to
fail, right? In your journey, you're going to fail multiple times, and when you fail and get up, you get up
stronger. This is maybe something that | will tell all the parents in the world. The biggest advice that | can
give you is teach your children to fail. Because when they get up, they get up stronger, and when they
know that they will get out of their comfort zone and they will eventually discover what makes them
happy. At the end of the day, as parents, there's only one thing that we really like. We want our kids to be
happy in their own way. We don't know what it is. They don't know what it is. We want them to explore,

and they will only explore if they are not afraid to fail.
R EIE:

Bk, BRE "RARNKMERER" BINF. E, B—EEZHAMEY, —EET), MURKFEEK
Mo WIFMGEITF EHILEFIAERL), EREATEY, RREX—RIFEFEEE. FEEBRM. ZMR
BUIRIEH, RERMZR, MAMKKESGER, MEER[ERK, XUITFERINSHRRSRIIE: FEE
LHNERBNARBSMOZFINARE. EALiikeke, tlaZFERR; StfIERS U
EHEFEX, MIREXSIRMAILMIIRE. 1FRER, (FARE, BIMNEERENRE—HF. FEE
FUBHCHAXRERF. HMNFMEREH2, WIEFE, ZNIFEMNERR, MRIABEAFHEK,
1A =E=HRR,

[01:15:18] Lenny Rachitsky
English:

Yeah. This is a very timely advice for me because our kid is always falling down and it's always this
balance between helping them not fall and letting them figure things out.

FROCENIR:

2HY, XMMENFKIRBIFEROIEN, BARNEFEIERE, RERTE FBhAEE" M “LtE
SRR ZE 3T,

[01:15:27] Uri Levine



English:

Let them fall. There is a Japanese saying, fall seven times and get up eight.
FREiE:

1L 1RE, BAE—aIEE: KELTR, MEER/\X.

[01:15:36] Lenny Rachitsky
English:

Uri, is there anything else that you wanted to share or leave listeners with before we get to our very
exciting lightning round?

FRCERIR:
Uri, TEENRRBRZET, REE AR ESHBLITREING?

[01:15:43] Uri Levine

English:

No, | think that was actually, | really enjoyed it.
R EE:

BBT, HREERA ISR C.

[01:15:45] Lenny Rachitsky

English:

Amazing. Well, we're not done yet. We've reached our very exciting lightning round. Are you ready?
R EiE:

KiET . AEFANNERLER, MEHNHAMAONNBIE, HEEFFTIE?

[01:15:50] Uri Levine
English:

Yep.

FCERE:

BEEFT

[01:15:51] Lenny Rachitsky
English:

All right. First question, what are two or three books that you recommended most to other people other

than your own book?

AR ERIE:



o B BRTIIRECHS, FRANABERZSHM=ABEMA?

[01:15:58] Uri Levine
English:

Mark Randolph of Netflix. That Will Never Work, right? And by the way, it's funny. Mark Randolph wrote
endorsement to my book and | reached out to him because | read someplace that he's answering all of
his emails, and | reached, | sent him an email and said, "Look, we have at least three things in common.
Number one, | do answer all of my emails as well. Number two, I'm using your product, you are using
mine. And number three, | heard more time that will never work than you did." And | think that
understanding this journey is really, really important, so this is definitely a book that | would recommend.
Atomic Habits. Getting habits and improving them, measuring and improving, is really, really important.

FRCERIR:

Netflix #9 Marc Randolph By (BB1TARE) (That Will Never Work) . IR{ER—T, 1RHE#,, Marc Randolph
AENBETHFIE. BRAMERAREWE RIS EISFRERIERT. KEMEATHAMN: “IE, &K
MNELBE=A"HEAR: £—, BREESHMEMG; £Z, RETRMHN~R, RBERAEDN,; £=, KA
FAITRE LERAEINEES.” RIANERXEREFEEEEEE, MUAXERNEEREEFN—FB, &F
(ERFIRY (Atomic Habits) o FFRRIBHBGHTEN], BEHKH, XEEEE,

[01:16:55] Lenny Rachitsky

English:

Very cool choices. Do you have a favorite recent movie or TV show that you've really enjoyed?
R EE:

RFRERR, MRIAHRBRISWAER S EMRE?

[01:17:02] Uri Levine
English:

| don't watch a lot.

[01:17:05] Lenny Rachitsky

English:

Easy, then. Do you have a favorite product that you've recently discovered that you really love?
R EE:

Bar D FEEEZARIMMALEHNERD. LIREREFI~m?

[01:17:11] Uri Levine



English:

So | can bet that most of the people say the ChatGPT, but actually no. | recently downloaded the Chess
App and | returned to play chess with the computer or something that | haven't done for so many years,

and | really enjoy that.
R EIE:

HEFTHEAZMAZ ChatGPT, ERFE. HEETH T —TERKENA, EMFGEMERTH, X2
REEEMINET, HFEER.

[01:17:30] Lenny Rachitsky
English:

Amazing. It's actually, | don't think ChatGPT has ever been recommended. Recent choices have been a
beautiful Persian rug, a Rivian, a very nice Mercedes, and | think recently it was a course on nervous

system regulation.
R EIE:

KB 7o HERFRFERZARERET ChatGPT, HILANETE —RIFEAUKAT . —4 Rivian BBEIZE. —H
RERFER, ROEE—MXTHEZRAGFETIIRIZ.

=13

?;i

bl

[01:17:48] Uri Levine
English:

Cool.

FCERE:

Ao

[01:17:49] Lenny Rachitsky
English:

All over the place. Two final questions. Do you have a favorite life motto that you find really useful in
work, your own life? It may be the one on your shirt, but is there any other that you come back to often
and find useful?

FRCERIR:

BN RERNAE, REREFANERS, BEELFREZTIFEERA? WIFME(R T LB,
BrEREHEMIREEREFNSE RN

[01:18:03] Uri Levine

English:

Don't be afraid to fail. | think that in many cases we need to accept the fact that we don't know.
FREiE:

FEFBEM. HIANERZERT, RINFEEZ “BITFNE” X1MEE.



[01:18:10] Lenny Rachitsky
English:

Important words. Final question, is there a problem you're starting to fall in love with more recently,
maybe tinkering with a new startup idea? Or are you done with starting companies?

AR ERIE:

EEZE, Ka—1MEE: FREELAFEE LAAFHENE? BFRERE—THHNELRF? E2HRIMRE
ZABEMkT?

[01:18:21] Uri Levine
English:

| probably will never be done. | have 10 different startups in multiple areas. One of them, Pontera helps
people to retire richer, which is one of the biggest challenges in the world in general, but also in the U.S. If
| would ask a hundred people on the street that have 401k plans, "What is your 401k plan invested at?"
95% of them will tell me, "I don't know." | do know, by the way. In the default. Whatever was the default
when they joined, right? Now obviously if you didn't do anything and you think it's right, no, it's not right.
It's probably simply not enough. So this is a big problem. | have one in the medical space that is trying to
create, | would call that the Al of the medical knowledge, so trying to improve doctors, and in particularin
clinical decisions. That is going to change the world.

(01:19:27):

But if you would ask me, then | will give you some examples, right? So mobility is still a problem, right?
You look at many areas in our lifetime and mobility is still, every year it's, instead of getting better, it's
getting lesser. So mobility is still a problem. And medical services, right? U.S. medical services are five to
10 times more expensive than they are in Germany. Now, it's not that they're better. They're simply more
expensive. So obviously you ask yourself, "Okay, where is this inefficiency? Where is it?" Right? A lot of
places of inefficiency in the medical services if they're so expensive. Education. Okay. Anything that | will
tell you that we are still doing the same way that our parents did is probably something that we need to
revisit.

FROCENIR:

HATREKIZARIFLE, FE 10 KAEMHNAEI AT, HF—XKM Pontera, FHEIANEEAMENK, X222
K (LHEXE) BeB&EABGZ— MRZKEE L 100 M 401k iFRIEIA T “fREY 401k KREF AT
T?7 5% AR “BAME.” IRER—T, FAEEE: KRERNETET . MEMIINEREIANER
NRE. B, MRRAABNMEFANBENE, ELAX, BRAERERBE, FIUXE—TKE#, ik
BE-REFTIENAR, HEGZRFMEN “EFMRA” , SEEMEL, HAIRERKARAE. XFH
TR,

(01:19:27):

NRIRAF, BRELIREFLEFF. LLIMMHTT (mobility) AR MR, FERHNEEPHIFSZME, HiTE
FRMUKRERY, RMBET. FMUBITRARNENE. TBETRS, XENETRSILEES 5 2 10 £, 7
FREANELF, RARER. FIUFEAZRM: “WEBEWE? FREW/L? 7 IRETXAR, SEERZR
MEMTT. TEHEF. 22, FARFIFMEUNENREEERNSNEENER, AJeiBERKIIERSH
o



[01:20:22] Lenny Rachitsky
English:

| feel like I nerd sniped you with falling in love with problems. Clearly fall in love with a lot of problems.
You want to solve them all. You're addicted to startups.

FROCERIR:

RIFHRA “ELRET XMETEME BE T, ERAMELTREZRE, MBBEN2BRT . RX1e!
A ERET .

[01:20:29] Uri Levine

English:

The good news is that there are a lot of problems and the bad news that there are lots of problems.
R EIE:

FHERBRZNE, HEBEEERS M,

[01:20:34] Lenny Rachitsky
English:

And you're there to solve it. | love it. Uri, your book is amazing. It's incredibly practical, full of tons of
advice that every founder should read, and it goes from idea all the way to exit. So basically, no matter
where you're on the journey, the book is going to be useful to you. Tell people where to find it and where
they can follow you for more stuff that you share over time, and then how can listeners be useful to you?

AR ERIE:

MARFATERR) LARE ] HEBRX . Uri, REIBXET . EIFELA, 7k 7SR ATIZIRIEN, &
BETMRFEREINS2ITRE. FAUERL, TR TIRZHMIMER, XAERBEWIRERH. SIFAREWR
BAIUEE, UREMEAUERURBESZDZ, 55, FRITEIUAAIRMEEFA?

[01:20:56] Uri Levine
English:

So obviously this is the book. Amazon, Barnes & Noble, basically places that you can find it. You can
follow me on LinkedIn. This is pretty much the only network that I'm actually engaged. If you read the
book, then you will find my email in the book and then you can email me, as well. And | do answer all of
my emails. | want you to read the book. | don't want you to buy the book. | want you to read the book.
And the reason is that | have a purpose in life and this is creating value, and | believe that this book is
going to be the best return on investment that you ever made. Not the $20 or $30 that it costs, but the
time that you're going to spend on reading it, and therefore, | can be valuable for you, and if | can be
valuable for you, then | serve my purpose.

AR ERIE:

B, XEBAEH, SH. Barnes & Noble, EzZx LE|SEREELE], RATLATE LinkedIn EXEF, BRILF
BB R RME, MRIFRT XA, MERDENMERELE, METUARLAEHE. BALS
EEFEBRF. HRFBLEM B XAPH, MANE £ XEH. RAZRRHNAEBIREEIENE, FiEE



AR 2 RS B RFHIRZEREIR
REME, BRBEMEIMT HBET.

=B 20 8¢ 30 ETHIBH, MEIREEFIRLBETE. NRIAEX

[01:21:53] Lenny Rachitsky
English:

Amazing. If you weren't on YouTube watching this, the book is called Fall in Love with the Problem, Not
the Solution, if you're trying to Google it and find that on Amazon. And Uri, thank you so much for being
here.

FRZERIE:

KiET . MRIRKZTE YouTube EEMSR, XABHIRFM (E LR, MIRSGZE) (Fallin Love with the
Problem, Not the Solution) , {RETLAFEIES#h E#EE, Uri, JEEREHREER.

[01:22:05] Uri Levine
English:

Thank you.

FCERE:

EITS

[01:22:06] Lenny Rachitsky
English:

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

FRCERIR:

BRI, &, FERXHEULIT. MRIRHEF[XNEATEENE, RILATE Apple Podcasts. Spotify SURERATHEZ
AT, Lo, BERAHIMEIFTBETITIL, XERAMEBEENHEHMTRELZMNEAEER, R UE
Lennyspodcast.com i EIFfEEHTER THRESZER. THTHEL.



