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[00:00:00] Alex Hardiman
English:

One thing that's really interesting is that our impact and our business goals are in service of our mission,
which is to seek the truth and help people understand the world, not the other way around. What it
means is that the way that we think about impact is growing a giant subscription business. That business
exists to strengthen an informed democracy at a time when people are struggling to understand basic
facts and struggling to understand each other. That means that impact for us is growing subscribers, but
it's also when a deeply reported story triggers an important policy change or a new law.

AR ERIE:

FEEBHN—RZE, FMBEMEMA (Impact) M35 ERERRAFRANBIERRSSEY, B “FKREEHZEBAL]
BFMHR" , MARRIK. XERE, HIREZMONAXZRI—TREAITHELS, mXTSHE
£, BATHEMDELIRMREAREL., BLUEEERNEAR, MER—MEEEENREIHME, XEKE, WK
i1k, EMMARNZEMTHRBR, REEI—RAEREMA T ERNBERE FIHETEARINEE,

[00:00:40] Alex Hardiman
English:

When you're a product manager, you're involved again in driving specific metrics like engagement or
subscribers, but you're also trying to help stories find their real audience in ways that trigger just this
whole different side of mission and purpose driven impact. | didn't feel that when | was at a place like
Facebook.

AR ERIE:

S —RTmAEN, MEFFELSREMNERNIER, LNS5ENITIHN, ERUESHEIRELRE
HIEWEAR, MMAXTeR RN, BEHRMBIREHIRMA. K7 Facebook XiFpyit S TIERY, H
BRI,

[00:01:00] Lenny
English:

Welcome to Lenny's Podcast. I'm Lenny and my goal here is to help you get better at the craft of building
and growing products. Today, my guest is Alex Hardiman. Alex is Chief Product Officer at the New York
Times where she leads teams that build the company's news, cooking, games, audio, and advertising
products. Prior to this role, she was Chief Product Officer at The Atlantic, and before that, she spent two



years at Facebook where she led their news product amongst other things. As you'll hear in our
conversation, Alex has been at the center of the storm so many times, including at Facebook right after
the 2016 election.

AR ERIE:

SRR E] Lenny BUEE ., 2 Lenny, EHBEREHEENMRIEAMENIZK™RNEN. $K, BHNEER Alex
Hardiman, Alex @ (A%£983#R) (The New York Times) MEE~RE, WMSHEAGAFHEATINEL.
ZAE. B B SR, ELbZ AT, tBEE (KEFATI) (The Atlantic) WEERE, BZaith
£ Facebook TETHE, AAsiMEF @FW S, EMRERNNINIERRKITER, Alex B2 ARG FXEH
Dy, B3 2016 FAREFHY Facebook,

[00:01:33] Lenny
English:

Then, at the New York Times right as COVID hit. She hears so many stories and insights about how the
New York Times builds product, what it's like for product teams to work with journalists, what's good and
bad about working at a company like the New York Times versus FAANG tech type company, and also how
they went about acquiring and integrating world. | had such a blast doing this interview and | hope that
you enjoy it as much as | did. With that, | bring you Alex Hardiman. Today's episode is brought to you by
Miro. Creating a product, especially one that your users can't live without is damn hard, but it's made
easier by working closely with your colleagues to capture ideas, get feedback, and being able to iterate
quickly.

FRCERIR:

&%, WEMERIERANEET (AO8HKR). MAZETIHSXT (AAIR) MR~ mpSREMILE,
BEFRENSIEESGFNRE, £ (AOKR) XFNATITESE FAANG (RHRESK) XQBIENMR
%, URMITNAKIEMES Wordle, BURRIGIFERIR, RHEZBRITBEEGR—HFERES, TH, L3
X Alex Hardiman, ZHATI B Miro 8B, SIE— 1M, LHEHRILARBAANSm, SIFERMR, B
BESRAFEEFSFEHEIEE. RERIEHREEN, ZUXHFERES L

[00:02:19] Lenny
English:

That's where Miro comes in. Miro is an online visual whiteboard that's designed specifically for teams like
yours. | actually use Miro to come up with a plan for this very ad. With Miro, you can build out your
product strategy by brainstorming with sticky notes, comments, slide reactions, voting tools, even a timer
to keep your team on track. You can also bring your whole distributed team together around wire frames
where anyone can draw their own ideas with pen tool or put their own images or mockups right into the
Miro board. With one of Miro's ready made templates, you can go from discovery and research, to product
roadmaps, to customer journey flows, to final mocks.

FROCERIR:

XFLZ Miro IR Z M, Miro 2—MELMIEBR, TRKMRNXFHEIRT. Kirt, FKER Miro K
RYXEET &/, @I Miro, fRAJUFIBER. e, IITRRN. £ETE, EETRESERHITRMNE,
MMHIE @R, LLFAREHE, (RIERTLILDBESMBIE AR ZESRREE (Wireframes) REE—
e, EMASFATUAEBETIAANHEIE, NEERRKERMREBN Miro 1R$. FIA Miro IAEIRIR, {RA]
UFERM AR, ~migs&E. AR REEZIRAREN2TE,



[00:02:57] Lenny
English:

Want to see how | use Miro? Head on over to my Miro board at miro.com/lenny to see my most popular
podcast episodes, my favorite Miro templates. You can also leave feedback on this podcast episode and
more. That's M-I-R-O.com/lenny. This episode is brought to you by Athletic Greens. I've been hearing
about AG1 on basically every podcast that | listened to, like Tim Ferriss and Lex Fridman. | finally gave it a
shot earlier this year and it has quickly become a core part of my morning routine, especially on days that
| need to go deep on writing or record a podcast like this. Here's three things that | love about AG1. One,
with a small scoop that dissolves in water, you are absorbing 75 vitamins, minerals, probiotics, and
adaptogens.

FROCERIR:

HEER2WNMEFER Miro B913? 1EiA1RFHA Miro #3R miro.com/lenny, EERESMIIHBEEERNKES
KRBT Miro 181k, RIEEIUEEE TR AT BN KR, MiLE M-I-R-0.com/lenny, ZsEiT5 B H Athletic
Greens #B, /I FERSHNE—MEZPREITRIT AGL, b0 Tim Ferriss #1 Lex Fridman 9T H. S8
EARERLATFERT—T, SRERATRERTEDNZOESD, CHERERFTEFIESFRRHIGRXE
HIBENEFE, XTAGL, BE=RIFEEW: $£—, RE—/NIBMBEKD, (FREERUR 75 MEER, §
M. SmEREMENER (Adaptogens).

[00:03:48] Lenny
English:

| like to think of it as a little safety net for my nutrition in case I've missed something in my diet. Two, they
treat AG1 like a software product. Apparently, they're on their 52nd iteration and they're constantly
evolving it based on the latest science, research studies, and internal testing that they do. Three, it's just
one easy thing that I can do every single day to take care of myself. Right now, it's time to reclaim your
health and arm your immune system with convenient daily nutrition. It's just one scoop and a cup of
water every day, and that's it. There's no need for a million different pills and supplements to look out for

your health.

HRERIE:

BEEEERHEABAN—NMIVENZ2R, UHREREPRERT 4. £, MG FRE~=R—EET
FAGL, B, MBE#ITTHE 52 /g, HEFHMBRIBESRHNBRFEMRRMAINLH TESE, =, X2

BREXREEMN. FRERN—HRMECHNE. NERHEERREER, BEENSAEFREMFNRERSR
To BRAFBAIMAKN—MK, BMXARR. FRENT BREZTHEMAERIZAMATEF,

[00:04:25] Lenny
English:

To make it easy, Athletic Greens is going to give you a free one-year supply of immune supporting Vitamin
D and five free travel packs with your first purchase. All you have to do is visit athleticgreens.com/lenny.
Again, that's athleticgreens.com/lenny. Take ownership over your health and pick up the ultimate daily
nutritional insurance. Alex, thank you for being here. Welcome to the podcast.

AR ERIE:

AT HEED, Athletic Greens BIEIRE R LIS REMWIX—FRIRBZFHELR D A MKITR. (RRFEH
i) athleticgreens.com/lenny, EE—i&, MIiLRZ athleticgreens.com/lenny, EF(REVEERR, FMEUX{HER



BHERRM, Alex, RFHRAVEIR, JOLKEFHEE.

[00:04:52] Alex Hardiman

English:

Thanks so much, Lenny. It's really awesome to be here with you.
FRCEE:

JFERE, Lenny, REMAEREIXE,

[00:04:55] Lenny
English:

What's interesting is | think you may be the first product leader on this podcast who doesn't work at a big
tech FAANG startup, and so I'm really excited to just dig into see what it's like to build product at a

company like the New York Times.
FRERIE:

EBNE, RBMAEREREEPE UAETARERKES (FAANG) HHIEIABTIEN~mASE, K
FEHBERRNRNE (ALK IENRRWEFRETHARD,

[00:05:08] Alex Hardiman

English:

Thank you. No, no, that sounds awesome. Let's dive right in.
R EE:

. A, XIFERREE. LRIMNEZEA R,

[00:05:12] Lenny
English:

Okay, before we dive in, I'd love to get a little bit of background on just your career. I'm curious, what was
your career path to becoming the chief product officer at the New York Times?

FRCERIR:

T8, EARANRITZE, BERTE—TMRNRLESR. HREE, MBNE—TTRA (ALOEKR) aFE~
mE?

[00:05:23] Alex Hardiman
English:

Thanks for asking. I've definitely spent most of my career right at the intersection of journalism and tech.
| think in hindsight, if you were to ask my family, they probably wouldn't be that surprised, even though
for me | was just rolling with it and following what felt like a really interesting set of problems to solve. But
when [ just look at my family, there is a ton of journalism in our DNA. My grandfather was a news anchor



on the West Coast and | really revered him. My great-grandmother, she was pretty amazing. She actually

started one of the first TV stations in the Midwest back in the '50s when it was still pioneering territory.
R EIE:

BHEREYR R FRER WV ETERIRBR D B iE) i SLER L7 7 B A AR = Lo B8R, MRIRAFHLAIR
A, AR RENRG, RENHRY, RRABIRHEBA, ERRABERRSIEEEBNRE, BEEERK
MEE, HRINHERR7RF T HE, RNEXEREBFN—2MEEE, HIEERRMt. RNTESBIFET
AL, H7E 50 FAMMEBFEM TR, ERFHX LD TEHREMREZ—

[00:06:01] Alex Hardiman
English:

For me, one of my first, the dream for me was to try to find a way to build things in the new space. That's
how I first ended up at The New York Times. I've had two stints at The New York Times. My first stint was
for a decade, from 2000 to 2016, and it was during a really interesting time of pretty big transformation.
There's so much to talk about within that decade, but | would say there are two really big things that
happened in that moment. The first was really trying to work with the company to shift from being a print
first product into a mobile first product. If you go back to 2006 and you think about it, the Times had no
mobile presence whatsoever.

AR ERIE:

MK, RPNPEZ—RERREHMEMNENES R XMERRMEN (ALK NRE. HE (4
AEHRY TESFIMER. F—MEKE+E, M 2000 F£5) 2016 &, BBR— M EEEBNEEE, B+FE
BRZEEWN, ERANERRETRERSE. F—HEZNEDREMN “EIRIKE B=mitZEn B
" B9 am. WNRIREIZ] 2006 FA848, HET (FHR) RALBEAB IR S,

[00:06:40] Alex Hardiman
English:

Even the iPhone 2G and the App Store didn't come out | think until like 2008. We just really started
investing in small mobile use cases, first on the margins and then more and more aggressively until we
were just leading with mobile in everything that we did. New journalism formats, new product features,
new revenue opportunities, that type of thing. Then, the second big thing that marked my journey at The
New York Times was the shift to a direct to consumer subscription model. This was back in 2011, and
there was just a lot of skepticism, including from people at The New York Times, about whether or not
people would pay for quality journalism.

AR ERIE:

#1275 iPhone 2G # App Store H%l 2008 FAEGA Bl HMNHEARRBEDSZITUIIRE—L/N\E 5 i A
B, AletkdlEst, ERIERNEMRE TEPEUBhIRN . SERMERI. M~ mle. A
MaFES, HCHRTE (ALOHR) PRENE_HAERERME “BEEFAEEE" (DTC) BITHE. B2 2011
F, 4NEREEHRS, SEKRE (AOREKR) REBHA, ARBEFRANRSSNBRENHEINE.

[00:07:17] Alex Hardiman

English:



We brought in consultants and they said, "Maybe over the course of history it'll get to one million
subscribers, if you're lucky." It felt like a really big nervous [inaudible 00:07:27] at the time. But thank
goodness it helped make a market for paid journalism, that has really helped a lot of news organizations
find new ways to support quality coverage. But after a decade | did what | think a lot of people did, was
you look around and you say, "I love what | do, but | would love to go learn how to do product in the
context of a product led digital first company." That's when | went to Facebook and | left in 2016.

FROCERIR:

FANBERT R, iR “BWFERNAEHRETR, WRIFESEF, 88KE 100 HiTHRAR.” SEREES
FER. BiftRit, SEBARTAEREDT, XWLEB T IFSHENMANRET SR ERENFIE
2. BETEZRE, HMTRZAN®ER: FHTE, 08 “BRAZENIE, ERREBEFIET U™
mIEh. MFUMARN QB ENEAM~m.” FTEHE 2016 F£FFF, X7 Facebook.

[00:07:52] Alex Hardiman
English:

The timing is actually pretty important in terms of my experience at Facebook, because when | first joined
Facebook, | totally left the media space. | was focused on building out a team that was really trying to
help micro sellers in markets like India and other parts of APAC, who were coming online for the first time
in really low bandwidth areas, and just wanted to sell their goods through social commerce. Really
looking at what WhatsApp and Line and other regional competitors were doing. We were focused on
business messaging and the interoperability of the Facebook apps from more of a small business
perspective. It was really awesome work.

FROCERIR:

MIKTE Facebook NEAME, FHMEXIFEEE, AANHENIN Facebook BY, HEEEF 7 IRAKIMH,
BUNTETHE—HA, SEEBENENT X EMHIHNHEER, XEAREFTRIESRIMXE
—REM, REBESHREEEERM. KITHBIEM R WhatsApp. Line f1EMXIFZ ST FHIME, il
TETREBEB LUK Facebook FE TR AMNE I AEH AW EIREN, BE—IIEEENIE

[00:08:28] Alex Hardiman
English:

Then, the 2016 presidential election happened. | had only been there for a couple of months and as has
been discussed very widely and reported widely, it was a wild time where there was just so much
reckoning around misinformation, disinformation, election integrity, platform responsibility. | went over
very quickly to help out on the news front where | led the product and engineering teams and it was
really hard, really interesting work. | did that for a couple of years, decided-

AR ERIE:

BE, 2016 FRARNERET . HIARAEX/LTA, ENEREK ZIIeHMREVAE, BE2— RIS
H, MIHHERER. ERER. EFWENTERTEHTTIAENRE. RRRKBAZHHHESENT
5, FSFmMIERE. BE—HIFEREEHLIFEEBNIE. HMT/LE, AERE—

[00:08:58] Lenny

English:



Before we move on.
FRSCERIF:
EENBEZ R

[00:09:00] Alex Hardiman
English:

Yeah.

FASCERE:

oS

[00:09:00] Lenny

English:

I'm curious. Okay. Wait, you were leading the news product at Facebook during the election?
R EE:

BRGFE. FF, (RMEAEHAEIA R Facebook AYHTIE™m?

[00:09:03] Alex Hardiman
English:

Right after the election.
FRCEIE:

RERNEEEEZE,

[00:09:05] Lenny

English:

Right after the election, after everyone was coming after Facebook trying to tear it down?
R EE:

MEXEZE, EPIE AEBHRDE Facebook. REIREERIFHE?

[00:09:09] Alex Hardiman
English:

Yeah.

FREiE:

=21,



[00:09:09] Lenny
English:

Wow. What year was that?
R EE:

i, BEW—F?

[00:09:13] Alex Hardiman

English:

| joined in early 2017 on that effort. The election was November, 2016.
FEiE:

KE 2017 FEHMABN B R, KiEZETE 2016 £ 11 Ao

[00:09:19] Lenny
English:

Oh, my God. Before you move on, just what was that like? | don't know how one can describe that
experience, but what do you think about when you think back to that time?

FRCERIR:
R EIRHBLZE], BRAARL? HAMBEZMAERBMES, BIIREBEBEREYE, RBEIF
A?

[00:09:28] Alex Hardiman
English:

| think about wartime product management, right? You're coming in, and | think there was ... What |
appreciated about that time inside of Facebook was that there was just this incredible humility that was
needed to really understand and first diagnose what was actually happening on the platform, and the
approach to content on Facebook historically it was very binary. You basically had content from friends
and family and then you had public contents. Public content could come from anywhere. It could come
from a reputable news organization or it could come from my younger brother posting something and
declaring it to be true.

FRZERIE:

HEET “HETRER , WE? RiEfsXa, ZHRNIFEMER Facebook AEKI—RE, HINFE—FikK
ABFRDREREEBHE RIS TE LRIRRET 4. FEL, Facebook MERENANZIEE Tk
B BERELBARKRBFERNAR, BARRHAR, AHABTRKEEMAMT, AIGERBEE RIFHHE
MG, thrlaEkBEHBRRBIEFDSHENEZEN,

[00:10:06] Alex Hardiman

English:



What we really tried to do very quickly was try to unpack the categories of public content to say that there
actually is something that is factually accurate information, and that requires a certain craft from the
journalistic trade. There are ways to really look at what is trusted information, how you make that a little
bit more essential and visible to people on the platform, while then reducing things that are at best
dubious or at worse truly misleading propaganda. It was really fascinating and really hard just because
the platform hadn't been built to think about classification of coverage in that way.

FROCERIR:

HNEHBNEBNSARIFRLALATHERS, BRIEHBIET “FERNER" , MXFTEREITI
BT REE. HRINFEXREGZEZRIITARAERER, NALIXEESETFELNBREEE. EAR, [
RRORETEERAIRN. RFBERAZRSHELNAST. XIEEXAEBLIFERE, RAXNFEEDE
ZHHKBEERIUXM A AN IREHITIE,

[00:10:44] Alex Hardiman
English:

Let alone to have the right goals and responsibilities and incentives. There was just a ton of work to figure
out how to make the platform far safer and far more informative after, | would say, a pretty intense
election cycle.

AR ERIE:

EARAREEZTIERRBR. TEMBBNGT. LT —MFEHZIRNEEAE, N TILFRERE
w2, BAEGRE, B TRENTIE

[00:10:58] Lenny
English:

Yeah. | was going to ask you about this later, but | feel like you're drawn towards just crazy, wild and crazy
center of the storm roles. | guess that one you didn't expect necessarily to become that. | imagine The
New York Times has a lot of that, but maybe a quick question there. What have you learned about just

living in a world of just constant chaos and stress and urgency, endless urgency?
R EIE:

B, HARITEHEHAXT, BREIMRESEHFLEREN. AFXBRONAERKS HIFA MR
RAGINR ZI S LRI, FHRERRR (AL9HR) BRZSXFMIZ], BIBKR—NMERERE: EXF
— PN IEBFLOREL. EOMRER (BHRNZERR) NERELETE, FFERTHA?

[00:11:21] Alex Hardiman
English:

I would say, if you did ask my family and my husband, he would say that I'm always attracted to the more
chaotic problems. | just actually think that that's where product people thrive. The idea of being able to
take all of these crazy inputs, trying to create a very structured model to figure out, "Okay, what is true?
Where do we have conviction? Where do we have questions? What are the most important problems to
solve? How do you prioritize? How do you get a team rallied around a shared context in one single goal?
These are actually the conditions where product manager, | think, thrive.

FROCERIR:



AW, MRMRRABRBORANLE, SR EERAPLEEREAREARS. FHEKINN, XIERFmAE
HRCKAIM G, REBEWAMAEXERIENEAN, SRET— M EEERENRERFEFE. “WE, f4RE
SEH? HAVEMERREC? RINEMERRR? KRFEMRNEDFAZHA? MEBWEMRTR? MELEAKESL
HENERM—TNE—NEMRASER? * HiAN, XEERFRIFEXRESFHFME,

[00:11:55] Alex Hardiman
English:

For me, just having been in the journalism space for about two decades now, it's just been or the tech
space around news, it's just been a constant set of upheaval and transformation. Some things within our
control, some things entirely outside of our control, and so | love it. For me, there's nothing else 1'd rather
be doing than trying to solve these problems in the world at scale. But it does take a certain amount of
just grit and resilience, and the ability to really focus on the most important problems in a given moment.
Also, the ability to let other things slide when you have to.

AR ERIE:

MEHKYL, EREN (RERESM BB TUR) TETARY-+F, XHEZRE T FHOZINEE,
BLEZRERNIEHZA, BENT2EERZIN, BERAZX—). WHFKR, KEFTALLZHEANE
SEEAMRRXE MR ERAEILEEENT . EXHEFE-—ENRDNINE, URERERNYEITHREE
EREE . R, EXERNBERRFHMEBRIE.

[00:12:32] Alex Hardiman
English:

But again, | feel like these are core product skills that we look for in terms of leadership and grit, and the
ability to drive through really, really tough problems that there's no playbook for, nobody has ever really
done before.

FRZERIE:

BiEGER, HEFXEERKNFIIFHNEIZOTmIEE: AR ]8I, URELERIE. siXH ARIER
TR EL BRI RIERIEE o

[00:12:43] Lenny

English:

Yeah. You said PMs thrive in this. | think some do. Some are like, "No, leave me out of that."
FRCERIE:

EBW, R REEEXMIFME FELAK. HREBLEHRILE, BRLERAERN: “F, BHIbHEE”

[00:12:48] Alex Hardiman
English:
| guess that's true.

AR ERIE:



FBHASENLt,

[00:12:50] Lenny
English:

There's a metaphor | like to use when | give PM's advice on where to work within a company, which is
there's like the Eye of Sauron, which is the number one most important thing to the CEO at that time. My
advice is often don't avoid that thing, usually, but work maybe to the side of that because you don't want
to work on something that doesn't matter, that's like over in the shire land. You want to be something
that matters but not maybe the most important thing. | feel like you're the opposite. You're like, "Where's
the Eye of Sauron focused? I'm going to go there and build stuff." That's pretty awesome.

FRCERIR:

HEATFREEXTEARASERRMUANENN, REXB 1R BEF “REZBR” (Eye of
Sauron), LR LM CEO RFEREENEFR. HNENEEESFERTEHAE, EHFAILUATEESLT
Eo RAMRABM—ELTXEENER, MEFE “EXR” (Shire, HREZREZM) —1F. MEBEEN
F, BROEMIRZXENE, HEFRGEER, MR “RECZIRETEW)L? HMEW) LBRIK.” X
ERYRES

[00:13:20] Alex Hardiman
English:

Awesome, sometimes, I'm sure there are moments too where it would be nice to chill, but I am drawn to
those types of problems for sure. This feels like therapy, Lenny. I'm into it.

FRCERIR:

BEIHRHLRES, SASELERBIR—THNZ], BRFEERXERDFAKS. Lenny, XRETTREEMCE
&, HEER.

[00:13:31] Lenny
English:

Tell me about your mother.
FRCEIE:
ERFCEIDEOM R B335 E,

[00:13:34] Alex Hardiman
English:

She's wonderful.

R EE:

shiR"E,



[00:13:37] Lenny

English:

Okay, great. That's the end of that one. I'll let you finish your career overview and then-
R EE:

FH, KRBT, XMERBI AL, FILRAGSHFiRrERW A ERLR, AT —

[00:13:42] Alex Hardiman
English:

| feel like we're almost at present, which is | found that there was so much incredible experience that |
was able to soak up and lean at a place like Facebook. For me, | really wanted to figure out how to apply
that back into organizations that just had more of a classic journalistic mission and purpose, so | went to
the Atlantic for a year. They had just been purchased by the Emerson Collective, so it was a really fun
moment of just investment and expansion and ambition. We launched their consumer business. Then, |
came back to The New York Times in late 2019, right before the pandemic, and I've been there ever since.

FROCERIR:

KRBT EE T . FAIIE Facebook XEEMM T, HMKHFEIFNTRZFAAIRINNER, HHFK
B, BRIFFEF ARG XLELI0N AL AE ELMMmEEmHBmNETS, FAIUKRET (KEEB
Y TET —5F. HBMINI Emerson Collective N, FBR— 1 7R A. ¥k OHEBINZ), i
BT EEE S, AR, FKE 2019 FK. MERBELR, BET (ALNR), HF—EBEES.

[00:14:19] Lenny

English:

Oh my, just your timing is impeccable every time.
R EE:

KB, (RS RBVBSHERES T A Sho

[00:14:22] Alex Hardiman
English:

It really is.

FREiE:

HasEEo

[00:14:24] Lenny
English:

| was doing some research on you before this chat and when you came back to The New York Times,
there's all these stories about how big of a deal it was. Returns to The New York Times. That must have



been something coming back, because you're there for 10 years initially, and then you came back. What
was that experience like just coming back to something like that after being away?

AR ERIE:

EXRMREIEM T —LX TR, HREE (AYEHKR) B, BREXTFXHEFEXERNIRE, ER
(ALBIIRY. M—ERBRM, ANFREMERT 10F, ABXERT. £EA—ENEFEREZHC
BERHTS, R AarFryE?

[00:14:43] Alex Hardiman
English:

| felt really lucky. When | left The New York Times back in 2016, it was on really, really good terms. It
almost felt as like, I'm going on an externship and | really hope that one day I'll be able to come back and
just do my job better. Because | do think there's real value in being able to do product in a bunch of
different contexts. You're just so much better at pattern recognition, learning how to solve a diversity of
problems, learning to work through things. | had a lot of great support when | left, which was really
important. | don't think everyone necessarily has the privilege of that support when they exit a company.
When | came back, it was just a real moment of excitement. My interview process, | joked with my boss at
the time. But it did actually feel more like therapy.

AR ERIE:

HREIEE =T, 2016 FHBEF (ALOHHR) B, WANXREERSG. BREMGRHEZSM—R “INKSE
37, BREOHFEE—REEREXR, BIFEEN. RATMHELILAA, EFRANER TH~RAEEREENN
B, MMIZREEREIRG, FIWMARRSHELIRE, FINARERE HEFNRFETRSEXSH,
XEEEE, HUAATEENIATEEALBNBEZEXMZRF, HHERE, BE-—PEES AT
Zl, BHEIRIRE —HYRERERA K —HLRREGRE—70EE A,

[00:15:30] Alex Hardiman
English:

When you've worked with people for a decade before and you go in, the conversation isn't the normal list
of interview questions. It's like, "Okay, here's what type of leader you were a couple of years ago. Here are
the conditions on the ground now, how do you feel about X? How do you feel about Y? Are you still
passionate about solving this? What else have you learned that's going to make you better?" It was
wonderful. It was one of the best interview processes because you're talking to a bunch of people who
knew what you were like when you were leading as a person at a different point in your career and they're
pushing you to be better. | felt like | got the best chance of a lifetime to come back and try to do my job
better than | had been able to do it before, and that's pretty cool.

RS ERIF:

URZATAXEARET+HE, BAEHEN, WHEFBSLENERITER, M5 “WE, X2/1FE
HIRERASENEF, XESMEMIFRER, R X EAB? Y EAE? (IWBRXMITERHIEE?
FRER T H AL BERNARE? ” BREAET . BEREMINVRFNEIXTEZ—, FAREN

—B T RRRRMLEEREMBRASNEHIARE, MNEEDREFEN. HRESFHFE T AEFRFIN
=, BEBERZRIE TS RIEY, XENRES

[00:16:12] Lenny



English:

You've been there three years at this point?
FEiE:

FBRIALIREREE=FT7?

[00:16:14] Alex Hardiman

English:

Yeah, three years on Halloween, so coming up very soon.
FZERiE:

=1, FAENMAE=FT, BLMAT,

[00:16:18] Lenny
English:

Oh, wow. That's three days from now when we're recording. | wonder when this comes out. I'm curious,
at a company like New York Times, which is, | imagine people think when they think product, they think
it's the newspaper. At Airbnb we have this challenge where when we talk to hosts, "Here's the product.”
You're like, "What is your product? Is it our homes?" You have to help people understand, "Okay, when we
talk product, we mean the website and app." What do you think of the product at The New York Times?
Then, is it a challenge to help people understand, here's what the product team does?

FRCERIR:

MR, i, HNXBOMEBRREE=ZR, FHEMEXAT BT ARERREL, RREFH, EE (AO0EKR) X
EHATE, ZBAMEE “m” i, IREMIROHRE. £ Airbnb, FITLEIEXFHRE, HENMER
Wit “EmETm B, xR RINFREM4? BEMNNEFEB? ° ROAEBANERE: 6
B, SEATKETmEY, FIFERIZMIEF App.” fRIAIEX (AL984HR) BI~=m? FBEIANERE~mEARY
TERBREEEHEIE?

[00:16:46] Alex Hardiman
English:

It's a really good question. At the most basic level, | would say that our product is our journalism, which
we then marry with a really compelling and useful user experience, in a way that helps people really act
on our journalism so that they can understand and engage with the world around them. For about 150
years, our product was pretty simple. It was a printed newspaper, which is still very beloved today, but
the UX of the newspaper was, it was a predictable structure. It was a very finite amount of news. It was
time bound, which I think is a really lovely thing in terms of setting expectation. It also has the packaging
of the newspaper just such serendipity, where you can move across news, opinion, culture, games.

FRCERIR:

XE—MEEFNEE, AREMNEEL, RIRBNVT=2R2RNN “HERE" , ARRIMIMBESH
A5 ESSBHNAFAKIAELEES, MMAEBANBERERIAIRERNTE, Lt(]EBERFS5EE
BRIt RP, AL 150 FHHEIE, RNV~ RIEEER: ME—MEHRIRE, BRSRERARREER.



BIRENVAFEE (UX) BEFUNNGY, HEEEEMRN, BENERE, RINAEREMAAEXIFE
. IRBANBELEHE—M “FHME" IRER, RAIUFRTHE. MR, XUz 8,

[00:17:31] Alex Hardiman
English:

It's a really great bounded product in and of itself. But about 25 years ago, when we started shifting over
to digital, the web, and mobile, the world just fully opened up in a way. We just saw this really
tremendous disaggregation and distribution of our journalism. We really tried to meet the moment by
building a wide array of products in the news space to extend our reach. Our products then, our digital
products were our website, our apps, newsletters, we dabbled with a lot in the VR/AR space early on. That
was, | would say, the first big extension of our products. When we then pivoted though to a subscription
model, it was a really interesting moment where we actually had to take more of a destination first
approach.

AR ERIE:

ERSHE—TIFERNAERT R, BAL 25 Fh5), SRNTFREABFN. NURMBEamRT, HRERM
BELTEMAT. BB THEREERVBEHND K. FISDIRKESE, THETURET 28
Y KAEEE. HIHNEFUEREERMLE. App. FEEH (Newsletters) , RHENTESE T KEMN
VR/AR itse FIANBRBIATTmBIE—RKY Ko A, HBAEEITHRN, BR—TEEEENE
Zl, Bl ISLPR ERTURE—Fh “BrBtiLE” 897575

[00:18:15] Alex Hardiman
English:

It was almost like the beginning of us rebundling all of what we did, but on our own destination again, in
digital destination. Because in order to build a really thriving subscription business, you really need a
direct relationship with your customer as opposed to just relying on platforms to really distribute your
coverage. That's where, again, we really started rebundling the breadth and depth of value that people
once found in the Sunday newspaper at digital scale. Now, today, our product bundle includes even so
much more than news, which | hope we'll talk about a little bit more later. We've really scaled our
products in a bunch of different categories where we feel like we can really help people understand and

engage with the world.
R EIE:

XILFRERIANFEERRG (Rebundling) FAIFAER—T), EXXRZERNBESHERFE "By
to RABRI—THEIEERRITHELS, (MALFESEFABIUERXR, MARNXNKETFEHXDLIRE
kg, T2, BHMARERFUIEL, EFRFPANEEE (AERKR) FEUNMET EMRE. 05,
HNW-RRAEELSNRABTEALLFHE, REEHRESWIX D, HMNEFSAERNEINPT RT =M,
HMNREEX LTI AR ESBHANERENS SR,

[00:18:57] Alex Hardiman
English:

We have cooking, we have games, we have sports, we have Wirecutter, which is a great innovation
surface. We're playing with a new audio app all around audio journalism. We have now six fully fledged
different product destinations. The next thing for us to do is to really figure out how to put those together



into a bundle that really becomes the essential subscription for any curious English speaking person
around the world, who really wants to know what's happening and wants to be able to, again, act and
engage and make great decisions based on the products that we build.

AR ERIE:

BITERE. . 48, &8 Wirecutter (FamiFlRLL) , XE—MRENEIHMED, RINEESEH—Re
WE. ESSMHENESN App. HIMNMERBENTRAN. FEN~RENM, BIUETROESEFELR
AR XL RAGR— MG, EEMASKEMFSHNRIEERE “BAUDTHERS —REM
87 fRed s, HHRZERBHNOENS”BRITEH. SE5EPHHHRAEINRE,

[00:19:36] Lenny
English:

Got it. It sounds like the strategy is a subscription bundle where you just keep bundling awesome stuff
into this bundle. It's an obvious thing everyone has, whether you want cooking or games or The New York
Times online.

FRCERIR:

BHET. WERREME—MITHESE, RINFHERENFASEXINEE, XRT—TNEMSZ LY
#, TeMREBERE. FHER (ALO8HR) TELkhR.

[00:19:48] Alex Hardiman
English:

| think that's right. We did this pretty great exercise and strategy projects over the last year. We took a
look and we said, "What is the largest addressable market where The New York Times can be truly
valuable every single day to a group of people?" What we found was that there are about 135 million
people around the world we believe are willing to pay for the type of high quality journalism based
products that the New York Times produces, in the categories of news, gameplay, cooking and recipes,
sports, which is why we acquired the athletic shopping recommendations and audio. In order for us to
really capture as much of that audience and really serve them well, there are really three things that we
need to do to make that essential subscription work.

AR ERIE:

BRI, BFEFNET —NIFEHMHEETE. HNEAHREBZ . (AIR) SREN—BFAREELEMN
ENRXBETD (TAM) 24?7 HNERIR, ERKRNE 1.35ZARBRHN (ANR) EF-BEREanE
Kremfisg, REWE. . RERIE. FF (XHEHNUEE The Athletic WRE) . WYIHEFEMEM. A
THIERSIRAIBEZMIRRFRSIFMA], BiLXD “BARALD” BTHRSEY, HNBLTEM=4F.

[00:20:37] Alex Hardiman
English:

The first is we absolutely need to have the best news destination in the world. When you think about the
New York Times, we actually have the solar system metaphor where for us news is the sun in the sense
that it's why we exist. It is what gives us our brand heritage and reputation. It's what instills trust. It's also
where we just have the largest audience when you think about a funnel for our portfolio, and it's also
where we just have the most amount of high quality coverage. But then that sun helps you give birth to



other satellite planets or products that have a lot of the same DNA. Again, like great trusted journalism,

great journalists who just have real expertise.
R EIE:

F—, HMNENFERHEHER LRFHEIBRIM, SRR (AO8HKR) B, FMKRFELE— “KHER”
BYLbMr: XFAIHKG, FEMEAE, ERKNFENEX. EWMTFTHNAEEANES, BiTEE. M
HNFmASHRIFRE, EHERAR A, HEHNSHERERETIMS. AR, X “KFE”
EYZEETHM “DETE” % m, SlAETSHERNER. b, RE2EFEHNNEHE, R
BEELEZTUARNMAFBIEE,

[00:21:16] Alex Hardiman
English:

A great product experience that allows you to really unlock that value distribution reach, and the other
ingredients that you would need for successful products to work. We're really focused on building out
beyond news products that really help people engage with their passions and life needs that go beyond
news. Then, the third thing is what you're describing as the bundle, how do we create a connected family
of products that puts all of those things together so that wherever you come into the New York Times, to
news or maybe through Wordle, you know that you're having the best experience within that category.

AR ERIE:

BB~ AL IREERBNED RHIMES, MR~ miRlEMER, RIIEZTTTHEREZ
Srevrdm, BEIANRAREEMERRSBNEERE R F=HEMEIRFRN “RHPE” © HiNFeE
—MEEERNT MR, BArEXERARSE—E, XFLeMERIHETEET Wordle HN (AHLIRY
Y, (RERFNE B STEREFIFIRE T RERT,

[00:21:49] Alex Hardiman
English:

But then you also can quickly experience and discover everything else that we offer. That's the strategy
and the vision, and it's a huge ambition. We want to get to 15 million subscribers by 2027. We're just over
9 million today, and | really think we can do it.

AR ERIE:

ERY, REAURERFIENLZIMFNNREVEMAERT. IREHNNABNESR, X2—TEXB#ED,.
FHAFHEE 2027 F3iAEF] 1500 HiTEAF. SRIENRINGEED 900 77, FHERIAAFATATLUHEE,

[00:22:06] Lenny
English:

Awesome. | actually wanted to chat about goals and how you think about success as a product team. |
imagine the north star metric is what you just said, which is subscribers. If that's true, what other goals do
you have across teams? Maybe even further, I'm packing a lot of questions into one question, but I'm
curious just how your product team looks. How many PMs do you have? Roughly, how do you structure
the teams? Then, roughly, what kind of goals do they all have to try and imagine the product team at New
York Times?

FROCERIR:



KiET. RELBMIMEAT, URMNAEHEF mEANMI. FIF “REHET MmN RBITRAR
W MRAERXF, FRBANEEWLEEMBIR? EEBH—T —HBRSAERHT —NAHE—HR
FERIINREARMAEN, FRI1EZLEFREE (PM) ? BGSHAKNE? RE, ti1SENER
RERM4A, UERHEBRE (AL984HR) ™ mEREIEF?

[00:22:34] Alex Hardiman
English:

Let's start with structure. First, | love this question talking about my team because | love hyping them.
They're amazing, and our success is truly only as good as our people. Yeah, it is so true. For us, when we
think about our org structure, the way to set that up so that our people can really do their best work is
that we have two axis. We have functions and then we have missions. | oversee two functions, which is
the functions of product and design. The functions themselves, it's normal of what you would find in
terms of functional responsibilities. We focus on standards of craft and excellence, career growth, career
frameworks, equitable promotion processes, community of practices, skill development, all of that.

AR ERIE:

IEFMNIMERFFIR, B, KAIFESRKTHEBRE, RARERSLMAN] MIIKET, KIIRIRIHH
SKEURTRNGE T, 28, TEAH. MHEAIHKR, EERAREWN, ATILERATRAEHEEKT, &K
(M&E 7M. BREE (Functions) #fEds (Missions). HEERMERAEER], BIF~mANigit. BRAEERIIA
SMETEEEREMALRE: RINTETFLTUKENSERE. RImK. RIER. AFHNEARE.
KX, MEEFAEFES,

[00:23:21] Alex Hardiman
English:

But missions is where a lot of the work happens. These are cross-functional teams, very similar to what
we had at a place like Facebook. These cross-functional teams are led by usually a general manager, a
product leader, or an engineering leader. They're all pursuing the same high level goals and objectives.
Cross-functional missions at the Times, it can include a lot of the same skill sets that you would find at a
tech company, PMs, engineers, designers, data scientists, researchers, product marketers. But the big
difference is we also have editors, if it's a product space that directly shapes our journalism. | can talk

more about that because it's a pretty interesting differentiating factor.
R EIE:

B “fEan” ARARED TIERERNMTS, XEZEIEERA, IFERMT AT Facebook BEIRIARTH, XLk
EBREFNBER—BE2E., —2raflSERN—RIREASEINS. MIEERERNGSEBRMIETT.
£ (Bf3R), BEREEEMENEEMERKAREEINITSHEERKESAS: PM. ITEIH. &itH. HERZ
K. ARG, F@mEHAR. ERANKFIRE, MRZ~mUREREERIVHERE, RITEZE “WE
N FHAILUZHEIX A, AAXR— T IFEEENERKER,

[00:24:02] Lenny
English:
Yeah, that's super interesting. There's a journalist within cross-functional product teams?

AR ERIE:



e, XBEEB, BIREETmENERARIEE?

[00:24:05] Alex Hardiman
English:

Exactly. But we have three different types of missions. We have consumer missions, we have
monetization missions, and we have platform missions. Editors are embedded within consumer
missions. Those are the missions that | oversee, where we're focused on creating really great products,
again, in categories like news, cooking, games, audio, et cetera. That is where having editors involved,
particularly like editors who are very product minded, it brings in the best of their expertise and marries it
with a lot of the normal signal that you look for in terms of data research and other insights. When you're
trying to make sure that you understand a consumer problem and that you're really finding the best
creative solution for it.

FROCERIR:

o BANBE=ZMARLEMMES: HEERD. BlUEnNTafEs. RERRNDHEEEBRAT,
TRRBERMES, BMNTETFEHRE. ZE. . SMFEFPEIELR™m. EXEMN, LS
#*
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[00:24:48] Lenny
English:

Cool.

R EE:

B

[00:24:49] Alex Hardiman
English:

It is really cool. It's one of the, | think, most gratifying parts of working at a news organization like the
Times. But if you work on a different mission, like a monetization mission, we have two really big ones.
One is subscriber growth, the other one that's also really important is digital advertising. They build
centralized commercial products that we can then scale across all of the products in our bundle. The
subscriber growth team, for instance, they look at making sure that we have really great account ID
management for subscribers. If you're buying a subscription through games or through news. Or, if you're
on the digital advertising team, you're trying to make sure that we have a first party data program that's
really privacy safe, that works as well in cooking as it does in the news space.

AR ERIE:

HSERES. FIANXRZE (BR) XEHMENGTEN&RLS ARENED Z— BMNMRIREREREHENT
E, tbmmlfefEss, HMNAERPIFEARNE: —PEITHAERK, S— I EFFEEEENEHF S i)
MEERNE L ~R, ARERNUTUEET RERSEHHNFAE~m. HIM, ITEEKEMNASHERERITAIT
FAERELENK, ID &, TieffE@@dEEEmalEiTiE. &, NRMERF SHN, REBEF
HMNBE—TEERIPRMANE—SEIETL, EEREMRMNEREUREFEL,.



[00:25:33] Alex Hardiman
English:

Then, there's a totally different third bucket of mission that we have, which is all of our platform teams.
This is everything from monetization platforms like our commerce engine, which is so important, because
we're a subscription business, to data platforms where you might have our ML platform or
experimentation tooling, to just basic infrastructure. Those are shared across the bundle, which just really
helps make it so much easier, more efficient for really engineers to ship code and do their best work. A lot
of this actually, | think, probably is pretty familiar to how you might organize at a tech company minus the
editors.

FRCERIR:

RE, BNEETE2AENE=LMEn, BAMENTEEM. XBEABFLLTE (NRIMNVBEHGIZE, X3
THSEXER), HHETE WNRFEIFANKLETH), BEEMEN, XEREMIHEHEN,
XHLEH T L TRMERNR. ESMAMARAHLEREKT, Kirk, RREBHRTREREZI, XH
PRI AR SEHR A TIRAR S VAEEE ML,

[00:26:14] Lenny
English:

Awesome. On that info piece, that reminds me of something | definitely wanted to talk about, which is
something New York Times is really known for is the visualizations and these immersive stories that you
all put out. I'm so curious just how that gets done. | feel like if | was on a product team at a regular, like a
big tech FAANG company, 1'd be like, "Shit, all these ad hoc things | got to do for all these stories, such a
pain in the butt." That's so important to the New York Times and the online experience. I'm curious just

like what is it like to build these things, say the election widgets, and all of that stuff?
R EIE:

KiET. XRTFEEX—R, XILFBET—HHIIFEBVHNE, B2 (HLOR) FEHIVAIRENIER
iRE, HRFFXLEBEAMERN, REFUREET-—REENRKELQTHW~m, HAEIE: &
5E, NTXEREHFSMIAZIEIIIER (ad hoc) &, BRFIUET.” BXX (AL984R) MIELMAEIFK
WEXEE, HEEE, WEXLERAE —LENAERN/ NMEGZ LN —FAaRE?

[00:26:47] Lenny
English:

Then, | don't know, | was just reading a story about climate change and it's this really beautiful immersive
story of just what is happening with the world. There's a bunch of questions there, but | guess roughly
just how does that get done, something like that?

FRCERIR:

EH, A RT —RIXTFRERZUHRE, BE—TEEREIVRANRE, BRT7THAETLENT K,
XEARZEHE, EHRBABRANNE, GXEFNRAZINATRET?

[00:27:01] Alex Hardiman

English:



Well, first, thanks for saying that. | really appreciate it. | do think there's something really special about
some of the ways that we marry the journalism and the presentation. | want to start just by giving credit
where credit's due, which is | think some of the most interesting and inventive and compelling formats,
they actually do start off as one-off experiments that are spun up in the newsroom by embedded teams
that we have within graphics, visual journalism, interactive news teams. This is where we have editors,
journalists, engineers, data scientists, designers, literally all hunkered down together focusing on how to
make one story come to life in the best possible way.

AR ERIE:

B, HERX A, JREH. HALINN, RITEHERES2WHARNESHN—EMIEIFER. FTBL
AN FARLEZRFRENA: HIAN—EEEB. RAQISMKSI NI, RMELZEFEN “—RMEXE” 7
15HY, XELWEAINRANTERIBBNINER .. MEFHEMEshERA AL, EXEFRNE, HiE.
iBE. I, HERER. RINTENSRE—E, TETIAUKRESIL— M REHEER.

[00:27:37] Lenny
English:

Who has the idea usually? Is it like the journalists working on that, they're like, "Hey, I think we should
make something really great."

FRSCERIE:
BESIEENETE? 2EOERERENIZER? MIIak: 92, BESHRIN XM EEENERA”

[00:27:42] Alex Hardiman
English:

Exactly. Yeah, one of the things ... We have a newsroom of over 2000 people. You basically have people
who've been experts on certain beats like climate, for instance, for decades. They have the nugget of the
idea. They start to do reporting and then they really pull in others from visuals, from interactive just to
say, "How can | really make sure that | can tell this story with as much impact and weight as possible?"
That's where the magic starts to happen, when you pull in all of those other skill sets together to help
dream up how that story might be told.

AR ERIE:

RiH. BAE—NEBE 2000 ARYIESS. MEBERLETE (FLIISE) R TLHENTR. tiETeIE
BYATE, Fa#ITIRE, ARMNSARMAEMENEABA, . “REZNEOHERIDNEEHSRIEER
MAOMPE? 7 LUFFAXERFRREESTE L, £EWRMAHEXNEEN, FTMABEET

[00:28:18] Lenny
English:

They're like, "Alex, we need one of these for our story. Can you get us on the list?" How does that process
go?

AR ERIE:
HAIEW:  “Alex, BITMIREEBE—PXFMNARA, MEELRITHEERRID? ” BINRIEREAER?



[00:28:26] Alex Hardiman
English:

No, no, no. These are teams that are really autonomous in the newsroom. For one-off, truly special
features, I'll give you an example of one that | found to be particularly powerful. | don't know if you read
Jodi Kantor, who is one of our ... a really incredible investigative reporter. You might know for some of her
work that she did around MeToo and Harvey Weinstein, in that investigation.

AR ERIE:

T By, Ro XEFAMNEREFERIFEEEN, WFBPL—RMERN. BEFRININEE, RAEMRE—TENE
1R EBRIGIF. FHMEBEMMEREIEE Jodi Kantor BIRE, HERIIN-—UIEE T FEMNFEEIRE. R
AIRERIE M X T MeToo IEanFIPa4E - FRHME (Harvey Weinstein) EEN—L TR

[00:28:46] Lenny
English:

Yeah.

FCERE:

108

[00:28:47] Alex Hardiman
English:

She recently did a piece on how employers are tracking and monitoring remote workers with tools like
productivity scores. The story itself was designed to show a person's own productivity score in the
moment as they read the article.

FRCERIR:

MERILE T —RAXTRIMEFMA “EF0Ts” FTARFRNERZEERINNE, XRIREEFNIZIT
B, HIREMRXEN, SENERREBCHEFNITED.

[00:29:02] Lenny
English:

Oh, shit.

FRERIE:

LN

[00:29:02] Alex Hardiman
English:

It was super visceral, really creepy in the most effective way. In my mind, that's the type of magical
experience that only happens when you actually have dedicated designers, engineers, and others who
can really sit down with a reporter to say, "Let's figure out how to shape that story in the most magical



way." The speed of news is so fast that you don't have time to mess with roadmaps. We really have teams
who are freed up from some of the normal processes around that, so they can really just focus on
storytelling for really big stories and pieces. But on top of that, what we do have is a storytelling product
team. What they do is they really take notice of things that are starting to work in more of the
experimental phase, some of these one-offs.

FROCERIR:

BREIFEEW, EEU—FRAROANILARBIEESRA, EHER, IMESFHNFERIFLIRAEED)
AIRItIm. TiRMAMEMAR, SEEEMCELTHRIVIE “URNMNENEURHFNARNBEXNMHRE" A
IKE, HEREEKRRT, MLIEELLE~mig2kE (Roadmaps). ITHEE —LHAMMEMRZPAE
BHR, XEMIIMETETERRENXENNE. BRLLZIN, BITEE— “ME~mER” o #18
TRRR IR ERFFIRRUBIRA, BMEBE—RIEHNZRH.

[00:29:50] Alex Hardiman
English:

Then, they work closely with editors to test and find product market fit for new formats that can actually
scale across many parts of the report, so that over time when you open the app, the app is more
accessible, more engaging, because we still have the traditional story based article, but we're also
shifting more of the distribution of stories into video, into visuals, into live. If you even look at live, we've
broken out of the tyranny of the article in many ways, where you have live reporter updates that are the
size of length of tweets. People filing from the ground in Ukraine, trying to give you a sense of what's
happening in a very immediate and real way.

FROCERIR:

R, SEEBEZRESE, MAANFRIAIE "TamHReax" (PMF), EHEBY REIRERNITSER
7o XIFMEEEAERE, SIRTH App B, EREZA. ERSIA. AARARNNEESHNETFTXFHX
5, BR(IBESEZHRED KA. MEMRNERE. NRMEEERE, RIMNERSAEITRT X
5" WRE, (RRBIICENKNER, KERGEX—F. AMMNER=mZ&%ERE, HELL—MIEER
RMEXB AU FRREERENER.

[00:30:31] Alex Hardiman
English:

That's where we do have teams, product teams who have to think in two modes. First, they have to be
able to think in the moment with editors, where you might not always have all the right data at your
fingertips and you just have to make a call, like, "What is the best experience to tell this story in a really
truthful, accurate, accessible way?" Then, the other mode is when they're not shipping at the speed of
news, they're trying to build end to end systems so that we're building the tooling to actually create the
stories at the same time as the consumer experience, which is a totally different mode of system level
thinking.

FROCERIR:

R FAR T mE A AARFREE MG, B, ML HEBSRE—EHITANEE, BEMRF
KARHTSRERENEE, (RUIMEIRSE, tbin: “DESE. &, ZRENFAHRXMENRE
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[00:31:04] Alex Hardiman
English:

It's a very cool space. That product team is, they're pulling off some pretty incredible work because they
can operate in those two modes. It's like, in the moment, in the moment of the story, but also trying to
build the systems that allow you to reshape the composition of storytelling formats that we have across

our products over time.
FRSCERIE:

XE— M EBEAME. BN mEAEETR—ERIEAARNNIE, BAMINEEXRTRNE TEE.
BRRESL B Y T, RS TRAKNKSE, NESHWERS, LIREEREREBEREERITmPRNERIN
)3

[00:31:23] Lenny
English:

That is super cool. What percentage of these fancy stories are using that platform and building on
something that already exists versus a one-off experiment would you say roughly?

AR ERIE:

XiBRE, MERXEREORET, KOBZVUHZERB N FaREIEEM LWEN, MEZ VI
FEE—IRMESES?

[00:31:32] Alex Hardiman

English:

The majority are on our platforms hands down. Yeah. Yeah.
R EE:

BRSHETRPEMBERINNTE LHEN. 2/

[00:31:36] Lenny

English:

Okay. That makes sense. Then, just so | understand, so you said Jodi was the journalist?
R EE:

WY, XiniS@E. A4, RATHIAFRIERRER, RIEEIM Jodi @BRIiEE?

[00:31:41] Alex Hardiman
English:

Yeah.

FSCEiE:

=0



[00:31:41] Lenny

English:

You mentioned. Does she has a product team dedicated to her work?
R EE:

RREIN, WL I TIERRS B mEIPARS?

[00:31:45] Alex Hardiman
English:

No, what we have is we have a centralized interactive news team, graphics team, data journalism team.
Those editors partner with different journalists when they have really big stories to help bring their story
to life.

AR ERIE:

&E, BMRENEETNENMER. BRENNZEREEN. HiCEEERKEN, XEREZSF
ERICEGTE, BEIMMIIRESEEBEEIRER,

[00:32:00] Lenny
English:

| see. Do they have to come to this team and be like, "Hey, I'd love your time." How does that
prioritization ... Because | imagine a lot of journalists are coming to them like, "Hey, my story is going to

be awesome. We need you."
R EIE:

BAET. IRAREEHRXTHENGR: 18, RFERNOE" BMEARREAEN? AAKERRRE
ZiICEEERMINR: TR, RORESRE, BANFEMRT”

[00:32:10] Alex Hardiman

English:

You know what? To be totally honest, I'm not involved. Somehow it works.
R EE:

RFIEMS? PRiE, BHAFSE5HP, EFRMEAN, EEBITERT.

[00:32:19] Lenny
English:
That a great leadership sign. It just works and you set it up and it's working, so that's great.
FRCERIE:
—MERNFAS TS, EMEEIETT, MEEFTE, EMEEE, XXET,



[00:32:25] Alex Hardiman
English:

Well, and the newsroom has set it up and something that is just, again, very interesting about the way
that we are set up is that we have our newsroom and then we have our business side. The business side is
where you have all of the product teams and there is intense collaboration between the two, but they do
have different leadership structures because that's how we maintain the independence of our coverage.
Our product teams sit within the newsroom if they're focused on storytelling, live, anything related to the

coverage.

AR ERIE:

i, REHUSE5TEER. XTHIMNVERSN, TE—RIFEREB, BRI EREE, UBELSK

(Business side) . W S3im@FiEmEIAFRTEM, MEZEEZBONE, BMIHAEFRNMSLEN,
EXERNFRHRERIIMENS N MRTREANTETNE. ERFEMSREEXNAR, MINSEILESR
HEERNER,

[00:32:54] Alex Hardiman
English:

The only distinction really that | think I'm trying to make is that product teams really help stories find
their widest audience and be as engaging and as impactful as can be. But product teams don't have any
influence over the selection of the stories. That is what the newsroom retains as editorial.

FRCERIR:

FEARFNE—X7ZE, "mBENEESIRERER ZHNER, HAEERAIEREERSINMEmWS, EF
m AR RIERER S B AR/, AREMmIBEMRENIMRIEE N

[00:33:14] Lenny
English:

Okay. You mentioned Wordle and you all acquired Wordle recently. I'm just curious what that was all like.
| imagine it's still being integrated. Were you involved in the exploration and purchase process and what
went on there?

FRCERIR:

¥, 1RIRET Wordle, fRMIRIEWETE, RRBAMEBEEL—MOFE, RFCEEESH. (RB5TER
MWEIEG? HBPRETHA?

[00:33:28] Alex Hardiman
English:

Wordle has been such a fun ride. Maybe I'll first just bring you behind the scenes on how the deal came to

be, and then we can talk a little bit more about what the integration process has been like.
R EIE:

Wordle BIHZFER B, BIFRATMEEXEXZRNAAKNRENE, ARH(NAIUBSHWMES IR
SR,



[00:33:37] Alex Hardiman
English:

| first heard about Wordle in early January because a New York Times reporter, Daniel Victor, actually
wrote a piece about Josh Wardle, who's a software engineer in Brooklyn, and how he had created the
game. It really is this gesture of love for his partner, and | certainly wasn't the only person to read through
that column. Everyone inside the New York Times perked up. | remember reaching out to Jonathan
Knight, who's the general manager of games, he's on my team. He had already taken notice well before
the piece was published, and he had already reached out to Josh to see if he would be interested in
having games join our portfolio.

AR ERIE:

EE R Wordle 1 1 B¥], EX (ALERHR) B92E Daniel Victor 57 —/&XF Josh Wardle XX
%, Josh EHERMHI—BREGTEM, XEHRT MINECLIE T XFER. XENESMXAFHEN—MER
TRk, RURTERHE IR EENA. BN (AAR) WEBAZIREERT . HICEBURER T
WS REIE Jonathan Knight, IERMNEINE, HLEXEAXRAMMELIRIT, HEEEEKART
Josh, 8RR EEMBILLXFRRIMATEAN N~ RAESE,

[00:34:16] Alex Hardiman
English:

We just all loved Wordle immediately because if you've played it, it shares a lot of the DNA of other really
successful word games that we have at the New York Times, like Spelling Bee or the Crossword Mini. If
anything, Josh was really forthright that he created it because he was inspired by those games. Then, in
the context of just our subscription strategy, games is such an important category for us. We really see
games and demand for games as this, basically, it's a counterpoint to the news. It gives people a chance
to actually take a break. It's fun. It doesn't feel like empty calories. It's really time well spent.

FROCERIR:

BILZZIME LT Wordle, AAMRMIMIE, (REXMES (AANHKR) HEMIFE RN FHE (10
Spelling Bee 8 Crossword Mini) BIRZHEFNER, FEL L, Josh IFFETMEKT, MEISXRFRMER
BT XEFE L, I, ERMAITHSERESRT, BRREMNREZ—EEEENER . BITIAR
A FRA B RER ERFEN—D “WUR" . ERAMI—IMAENNS. EREER, MEARETEREE
HIE “TRET (BEEXAVHE), MeEEERXARERAN.

[00:34:54] Alex Hardiman
English:

We were just thinking of Wordle as such a wonderful addition to our games franchise to really give people
more reasons to feel like they had a relationship with the New York Times every day. The whole thesis of
the acquisition just made so much sense. Our team just very quickly engaged with Josh and the
acquisition talks were incredibly fast. The whole thing took place in a matter of weeks, which is way faster
than any other acquisition I've been a part of. It was a very amicable process. We were just super
delighted to bring Wordle on board, but it happened in record speed.

FROCERIR:



FAT=BIDE1T Wordle AT SHI— N EEM T, BEILATEESERRESRES (AOMHR) RiFE
BKZ. BMWMBAZEIREEIN. FAMIHERARIRS Josh #1777 Ak, WWKHIREREIFAMIR, BMIIER
BT LENE, XttHRS5INEMEMEEERER, IRFEERTF. RKTIFESHEEE Wordle ANET, B
ERNRERERHLE TLR

[00:35:27] Lenny
English:

Well, yeah, it felt fast from the outside too. It became a huge deal. Then, "Okay, New York Times buys

them." Yeah, it's impressive. You said you acquired Athletic. How often are you acquiring companies?
FRERIE:

iE, 289, MIMNBEHRREGRER. EARRFERANE, AREEEME "8, (AL8HR) XTF T/ .
LS AENSRIRZ, FRREURITIEWIET The Athletico MRITHATIRMERZ5?

&k

[00:35:37] Alex Hardiman
English:

We also acquired The Athletic, and that was back in around the same time. | think for now we feel like we
actually ... we have all of the major categories to make the essential subscription work. For us to get to 15
million subscribers we really feel like news, sports, games, cooking, audio and shopping, those are the
categories, and we just have to make them the best possible versions of themselves, those products, so
that we can really provide just tremendous value every day to people. That doesn't mean that we won't
make some other acquisitions. The next Wordle would absolutely love to hear about it.

FRCERIR:

AW T The Athletic, KYZRER—AYE, FEBFBIIRE, ATIERXD “BARELD” WITHARS S
M, HMNELRETFRAEEXES. NTAE 1500 HiTHAFPKNE, HMBANFHE. K8, . 2F. &
AL EZ DK FATRFEILXEF mNE B MURRIFIMNRAE, ZEHNMESRAANMRHEEX
BN E. FAFRERERNASHITEMEMN, MRET—1 Wordle, Il 1L T#HE—T.

[00:36:14] Alex Hardiman
English:

But I do think there's also a real lesson for a lot of companies, not only about when you acquire what's
the opportunity, but also are you ready to actually integrate an acquisition? We learned a lot just around
Wordle in terms of what that process is like. | just want to say I'm really proud of how thoughtful and
considerate our games team was about the integration process, because Wordle players feel such
connection to the game. We really wanted to make sure not to interfere with the core magic of the
experience. If you are an eight-year old kid or an 88-year old adult, there's real resonance with Wordle
and people just have such a connection to it. We really wanted to make sure we didn't mess it up. Do you
want to go a little bit deeper, just almost what that looks like?

FROCERIR:

BHFHiIAN, WFRERARFKR, XEFEE-PEENHKI: FMUEFREBNERT Falls, EETFRE
DESFHEERS—TURW? £ Wordle WEEEREH, RNFRTRSZ. HH, FARNMNIBEERERS
SiEFHESEZEREIBR, K Wordle IR XIENAERENBERER. HINENBHRETTINEILA



ZILEN. TILIRE 8 $MIEFIERE 88 FMEA, Wordle #EESERIS, AMISEREBEBEBNHKR, KI1H
R R T ERE, RERNT E—THRERZHAFRE?

[00:37:00] Lenny
English:

Yeah, absolutely.

R EE:

=8, HA

[00:37:01] Alex Hardiman
English:

Because we definitely learned a lot. When we acquired Wordle, it was a simple web game with no
backend. That meant that people's stats and streaks, which was that was the value in terms of social
currency that people were sharing after playing, those stats and streaks were stored in local browsers. It
was really important for us to make sure that the game board experience in the core loop of the game
remained unchanged. But we also found that because everything was stored locally and people care so
much about their stats and streaks, if they got a new iPhone, if they switched browsers, all of a sudden
they lost all of that history that they had with the game.

AR ERIE:

ERBNHEFZETRZ. SFHNTEW Wordle B, ERRB—NEERIHEIERMITHN. XEHE ARSI
HE (Stats) FMEMLER (Streaks) — MR AIIMTEDZHBHEAE “UREH” MENKRE—EHE
ETEASHIN S 2R R WRATRY, BRFRERELNZOBHAREAZIFEEE, BRIBRI, BFRE
RNEEEFEEAM, MAMNXIFEETECHEE, MRMITRTH iPhone SUEIR T RN, RAZEMITH
RREFMEREG L.

[00:37:39] Alex Hardiman
English:

What we decided to do was undertake a project to connect Wordle to a New York Times account, which
was free, because Wordle is a free game, just so that it knows who you are and so that your stats and
streaks can be protected. Then, we could also bring Wordle to more surfaces because we wanted ... if you
go to the homepage of the news app or if you go to the games app, we wanted to make it easier to find
because people would come for Spelling Bee or Crosswords and they also wanted their Wordle. It was a
pretty big effort to rewrite Wordle in our tech stack, give people the ability to store their stats and streaks,
bring games to all of our major surfaces.

AR ERIE:

FRBITRERBI—PIE, & Wordle 5 (ALIBHRY WP EEER, XMKFEBHEEN, EH Wordle 2—
MR, XEMBATILRAMNEMEIE, NMIFRIPMHOFITBIBMERLR. ARG, RINERTLUE
Wordle HFEIEZHRE L, RAKNFBE - MRIREHE App FETIZHXK App, HINNBILEERHHKIX
2, EAAMTAT Spelling Bee % Crosswords ke, WAEELT Wordle, EHKITEAKRPETE Wordle.
AP RBEFEHE. HIEFFEIRNAENIERE, XB—THEEAMIRE,



[00:38:16] Alex Hardiman
English:

We just tried to do it in a thoughtful way, where we didn't break anything. The experience was hopefully
seamless, and that the only thing you would notice that's changed is that the New York Times knows
enough about who you are so that your stats carry over and you can play anywhere. But that doesn't
mean that there aren't some surprises along the way, especially when you're doing backend work. We
had this pretty crazy moment a couple months ago, right when the Supreme Court's draft ruling on Roe v.
Wade leaked. An engineer on the games team happened to notice that the Wordle solution the next day
was fetus. Which is just an extraordinarily bad coincidence, because the word had been loaded into the
game by the game founder months beforehand.

FROCERIR:

HMNBHU—FEAEH S ARMXGE, BRABIFEARA RNFEFLETLEDN, (RE—EIFINE
K2 (AL8R) METREE, XIFREOVKREMERY, MEUEEMMST. EXHAEREIETLE
o, BEHREMERIEN. JITAMKRITEET — M EERENNL, mERSERXT “TIFHER"
(Roev. Wade) WIHUREZRMEERY, HEFAN—R TRRIMBALIM, F-KM Wordle EXFEAZE “Ba)L”
(fetus)e XERB—MREIERITS, RAXMARFEIMAIL BRI R,

[00:39:02] Alex Hardiman
English:

It was so important for us that we didn't have ... this lovely diversion from the news feel almost like it was
commentary on a very contentious story that was happening. | don't know if you caught wind of that, but
you'd think that you could easily change the word on the backend, but because we were midstream on
the migration process and some users were on the original Wordle game, others had migrated to the new
version. It meant that we actually couldn't change the word on the backend for everyone, only for some
people. This was a moment where we just had to come out and really tell the world, "We're mid
integration. We're really not trying to communicate more than Wordle being a fun diversion from the
news. Here's what happened, and why."

AR ERIE:

MEAHRG, BRI NREABRMAFEFER LK FAEHEHE" FEEEREREITICHRLENRASFN
MNENH, X—REXEE, RFNERELENRXMHSE, (RARSREEERRIMIRES, ERANEKNE
BIERTFEBIENHTE, —LAFEERR Wordle £, 5—9LB&THE T HhkA. XEHRERINILEMRELE
ERFB ANERRIHREE, RENSFOAENR. EBR—Z, BRI SFEERSFEER: "HNELTES
FHEl, BITERNRBRIAMA, Wordle RR— M EBRMEIHE. XERXENFRRERE,”

[00:39:50] Alex Hardiman
English:

Everyone understood. This is where coming out being really transparent about the facts and in some
cases just exposing more about the product development process really helps demystify some of the
rumors that people might otherwise think. It was one of those like, "Oh, man, | couldn't have imagined
that that type of terrible coincidence would happen." But you just have to be prepared for everything,
even when you're integrating what should just be a fun game.

FROCERIR:



ARIEFE T, XMBUMEHRNBLFRFERIEN, ARERBRT, MXBRREESXTomARIENE
B, MEEREFREBERANAIEFENIES, BREMM X, RLEZRRSAEIMERNTGE” HRZZ
—o BIRGIA—INMsF S, BMEMRRARERS —RAEZREBHTI.

[00:40:16] Lenny
English:

Imagine, no matter what you tell people, some folks are just not going to believe a very simple
explanation of what was going on.

FRSCERIE:
BE—T, TIHRERAMIHA, RELAREREBENALESIBENERRE,

[00:40:23] Alex Hardiman
English:

It's true. All you can do is be as honest and transparent. What | will say is a lot of people still think we try
to make Wordle harder, we don't, | promise. It's not a thing.

FRCERIR:

Hascunitt. fRPREEMBITAR RATREISEAER, HBRNE, REAMAIANNIITZELL Wordle ZTFEXE, K
RIE, #&i&H, "XEE,

[00:40:33] Lenny

English:

Yeah, it's not like the crossword puzzle where it gets harder every day of the week.
R EIE:

Bl ERNMRIEFINARE, —BENS—XRESTFHREME,

[00:40:38] Alex Hardiman
English:

No, no. It's not, it's not.

R EE:

R, Ko ERZHRER,

[00:40:43] Lenny
English:

This episode is brought to you by Vanta, helping you streamline your security compliance to accelerate
growth. If your business stores any data in the cloud, then you've likely been asked or you're going to be
asked about your SOC 2 compliance. SOC 2 is a way to prove your company's taking proper security
measures to protect customer data and builds trust with customers and partners, especially those with



serious security requirements. Also, if you want to sell to the enterprise, proving security is essential. SOC

2 can either open the door for bigger and better deals or it can put your business on hold.
R EIE:

ZHATSE M Vanta 818, FEEMREREEIAREUMNERE K, MRROELECKEFEERSIE, BARR
FIREE MWD B TR EIX T SOC 2 SRR, SOC 2 B—MIERRI A BRI T & H L 218 HE KR
ERYENAN, ERBUFFNSEAHNGEE, LERREETRLEERNEF. i, NRFEEE
WHE M, ERR2EEXREE. SOC2 BERAIUNRITHAER. EFXSZHA], WAREILIRNLSEER
Ao

[00:41:17] Lenny
English:

If you don't have a SOC 2, there's a good chance you won't even get a seat at the table. Beginning a SOC 2
report can be a huge burden, especially for startups. It's time consuming, tedious, and expensive. Enter
Vanta, over 3000 fast growing companies use Vanta to automate up to 90% of the work involved with SOC
2. Vanta can get you ready for security audits in weeks instead of months, less than a third of the time that
it usually takes. For a limited time, Lenny's Podcast listeners get $1,000 off of Vanta.

AR ERIE:

WMRIREH SOC 2, MEEAREERHEHLERT, B SOC2IRETHE—INEANGIE, LEEWTFHE
RElL, TN, ZKBEBR, Vanta HILT, #id 3000 KIFFRE K AFFEA Vanta SRESIFER A 90% B
SOC2 XTI, Vanta AJATE/LEANMAR/ LB RILRIF L LEIHES, NERI@EMEN=22—-
EPREREIA, Lenny BEBIIFAREILAZES Vanta 1000 E7chY#TH.

[00:41:49] Lenny
English:

Just go to vanta.com/lenny. That's V-A-N-T-A.com/lenny to learn more and to claim your discount. Get
started today. Are there any other stories that come to mind that reflect just how interesting/wild it is to

work at the New York Times as a product leader?
FRERIE:

HZE3A18] vanta.com/lenny, BP V-A-N-T-A.com/lenny T 2 25 BEFHMENITIN. SXMAKE, £EEMIL
RAEZINMEE, EERMEFEAFRMSET (ALR) TERZAETBHKIED?

[00:42:12] Alex Hardiman
English:

If we could of go back to when | started at the New York Times, because | started in late 2019, it was just
right before the pandemic. It was pretty wild to come back to the company and to get shifted into this
moment of needing to build products that really were trying to help people through the moment. At a
time when our journalists were covering the story and all of New York Times' employees were trying to
live through it. It was COVID 24/7 in terms of work and life. For me, | remember in the earliest days when
we were first really reporting on COVID and learning about it, we had reporters on the ground in Wuhan
even before we knew how COVID was transmitted.

FROCERIR:



NRFATBERIZIFLRIAIN (LHL9BHHR) RIBHE, EAIXZE 2019 FRMAN, EFERIFELF, BEASHIL
BLEANBNFEME T mREERANEIEXRNNZ, XIFEFRIE. HRINIEETREXNMIE, ™
FrE (48R NRIHMESHEIE, TRRILIBEREE, #2224/ N\HE2XEE COVID, MIHEKH,
ERERENAFE, HFNFEREERE COVID HTHEER, BEEERIIFE COVID iNaEidzar, i)
MELBIBEERNINTT .

[00:42:52] Alex Hardiman
English:

Then, when the world shut down, for the Times, we went fully remote in March, 2020, and | remember the
day so well because it was the beginning of spring break, of course, all plans were canceled. My kids, | had
no idea what to do with them. My husband and | panic packed, put them in a car, drove to go see some
friends in Vermont, and we decided we were going to do a kid daycare pool share just to figure out how to
keep working with someone overseeing the kids. We got there late at night and | literally just went into a
laundry closet and | didn't emerge for two weeks because my Slack was blowing up about all of the work

that we needed to do to make our products as useful as possible.
FRERIE:

Afa, HEREEN, WF (BHR) R, F11E 2020 F£3 BHEANT 2ERENR. BIFEFEMIZHEEX,
EABEHEROFIE, HA, FAETIEHEET. A2 FNERZERNEZFNEAD HMLRIFERKEM
WiB1TZE, BUNEHER, AEEBRBMNEE-LRAR, HMTRER - “BEIAFTIFA” , UEEEA
REZFIIBRTHAETE RITRRIAPE, HEESHT —NAXREHERE, BEMAEAKLFR, BN
FBE Slack HEBIFT , @RXTRINFTEMWL TIERILFZNN~mRAIBERIZEER.

[00:43:32] Alex Hardiman
English:

The kids were being crazy and we just had to get to work. What was really stunning about this moment in
time was that as people were getting sick and we were reporting about all of the trends that we were
seeing, we saw that other institutions, especially the government, were not actually stepping up to help
people understand the basic facts about what was happening. This is a product leader, it's a real wartime
moment where you just need to blow up roadmaps, share context with everyone and say, "Okay,
everyone, we have a totally different mandate than what we did a couple weeks ago." Given the needs in
the world and the mission of the New York Times and our purpose, which is to help people access
information to make informed decision about their lives, we're going to do a whole bunch of these things.

FRCERIR:

ZANRE TR, MEMNBIRANTIE. BINZIEESARIRIZE, MEANDDER, BIMEREEE
EHE, KMEMYN, CHEBMN, LR EHSEMGMEREMANTRETRENSEHNEREL, FH
—REmATE, XE—THEEN “BEZ" , fRFBRFIRENREAE, QFBAREERESHR:
“FT, &, BNNESS/LARTEFTRAT.” £STHRANFEUR (ALHR) HEHMNRE —BER
MMBREVE B U EFMHBERE — R —RTIXFHER,.

[00:44:17] Alex Hardiman

English:



We're going to build a comprehensive public data set of COVID cases. Nobody else is doing it. We really
just started scraping and pulling this together, and what was a single spreadsheet at the time. We pulled a
bunch of engineers from other teams to go help build out that database. We launched entirely new
formats and data tools to make our journalism a lot more easier to follow. Things like tools to be able to
look up infection rates and eventually vaccination rates down at your local zip code level. We made our
most important COVID coverage free to everybody. It was really important that if it was something related
to public safety, we didn't put it behind a paywall.

AR ERIE:

BINEZRIL—NL2mEB COVID mH AHBES, REAEMXGE. HNERMABMEHCSXERIE, 4
BRE—NERIEFRE. BAMMEMEET —8 TR2IMRDBIAZI N EBUIERE. KL T 28
XMMBETR, IBRINMEREES ZIEMR. LIl UEBIRFAEMBRBRANNRBREE, UKERNESE
EMENTR, RIEREERN COVID REMNABAZEAR. X—RERER: MREBXFLHL2HRA
B, HFAEREETFTHEEZE.

[00:44:53] Alex Hardiman
English:

Our mission is to do better than that. We really made sure that we had that information available to
everyone. We also just found that for journalists who hadn't actually been in Wuhan, they just needed
tips to an internal safety guidance for reporting, and so we made that publicly available. It was just one of
those really interesting moments where everything felt so crazy in this moment of crisis. But building
purposeful products that made a really difficult moment feel not only possible but promising, was one of
the most unifying moments, | would say, for our teams.

AR ERIE:

HMNVERERFNIMPITET . HNBEBRT B DATEREXLERES. HNELI, HFIRLREIHIX
BicE, MMNFEABLRHREEENEN, FERMNEBEQIFAT TRV, —IEETEMLR
T, BENR—ERIFEEET, EMEREEEMRRNTM, —MAERENZAMYERAT,
mHHE, BIANBRRRNENRASHNZZ—,

[00:45:29] Alex Hardiman
English:

Because even though people were working so hard and balancing work life and personal life, no one
doubted for a second that the work they were doing was of greater good for the world. There's real
privilege in being able to spend your time doing those things. But it's one of the biggest news stories of
our lifetime and to be at the forefront of that, | think for all of us, was a pretty incredible and humbling
experience.

FRCERIR:

EAREANNITFSEEFEE, REFEIENNALE, B2 MARRIMINAEN TR T HRH
EAM . REBRIEMXERER—MEENRE, XERRN—ERRANHEEHZ—, EBIERER
RADE, FIANWKNFIBAKRGR, BE—RIFERAIRNELANFENEZT.

[00:45:55] Lenny



English:

Wow. People talk about having impact and driving impact and it's usually like, move this metric some
percentage, but that is some incredible impact. Helping people avoid COVID, avoid dying, keeping their
families safe. It's got to be some of the most fulfilling work that you and your team has done and ideally it

wouldn't have happened, but it was also probably incredibly fulfilling.
FRCERIE:

I, MIBREBEERWA. #HFWS, BEEEFEMETEH/TED R, ERFREERANEE.
FBIANIGREE COVID, BRI, RIFRANL R, X—EZMAREIEMERERMBNIIEZ— 2
BERT, IMERFAERE, BCHIAIREHHR 7 IRABIAHEE.

[00:46:20] Alex Hardiman
English:

Thank you for saying that. One of the most validating tricks that we did look at was we realized that at the
height of the pandemic, when there was just so much confusion about literally what to do, how to live
each day in March, 2020, we saw that half of the country came to the New York Times. There is something
again that is just so powerful about very straightforward data journalism, deep reporting, service
guidance on how to make a mask if you don't have one. Just like all of these basics. Just seeing the whole
organization pivot from their normal job into this mode and was pretty incredible, and the world

responded, which was really validating too.
R EIE:

BHRX Ak, HMNEBEIN—MREIEBNMENIARE, KNTIRFTERBERTENNE, 252020 F 3 AAM]
Mzt a. BRZEALERIIRERZRN, RMNEBHNEXE—FHAKET (AA90HKR). IFEENMRERE
WiE. REHRE. XTFUORLEASZNABEHNERER, XERABRRIATERNAE, FRBIHER
MBEIEERRXMRRN, AN, MitFRERIGHEIIERT RN E.

[00:47:00] Lenny
English:

I imagine there's also a bit of burnout that happens working, where it goes on and on and on. You're like,
"Oh, my God, when is this going to slow down?" How do you help people avoid burnout? How do you

catch burnout as a leader on a product team?
FRCERIE:

BERKELFFHEIHR—EES (Burnout), AAEIERTRT. RE8: “KW, XTAREAREIET
k2 7 RINAEB AR ER? (AT RENGSE, MIOARTESBR?

[00:47:15] Alex Hardiman
English:

This is one of the most honestly, hard and important topics that | think we're always still grappling with.
As a company, we really did try to lead originally with giving people more time off, more support, like
financial support and other assistance with daycare, health benéefits, all of the basics. | think now what
we're really trying to do beyond that is be so much more focused on the things that we need to do and all



of the things that we're really happy to stop doing. Because part of, | think, context switching is one of the
things that is really, really difficult. It's hard to context switch in your job.

AR ERIE:

ELW, XRFIAANFNN—BEEZSNENNEREEEEEZRNIREZ— FA—KQE, RRVHEZEHE
SR RTIESRA. BEEXE (MEFXFE. F)LhE). REEANEFEMRE) R3S, REBMERTXLE,
BINEEBNEHNEREMEITRINZEMNES, URFMERININFTFELEEMNES. BA&KiAA, “k
TXIR” (Context switching) BREIERMNERBZ— EILIFPIAEIRKERIRME,

[00:47:53] Alex Hardiman
English:

It's really hard to context switch across your job and your life. There are a lot of things that we as a
company can't necessarily control in people's lives, but within the job, the places where we can be so
much more focused and thoughtful about the small number of important things that we must do at a
given point in time, that's really the place where we're really trying to come in and be as empathetic and
as honest about what we need to do and what we don't need to do. A lot of it really comes down to, |
think, making hard calls. We're not always perfect at it. I'm sure that there are things that we could be
more diligent about.

AR ERIE:

FETEMEZRZEFIT ETXNRBIEERE, (FA—KQE, BRGEEFHATEEFHRSZER, BEL
EEEA, FHAIAIUEMEZEME2ME BERER B R SUSEI DB LG ER SR/, XIERKNSIVING
w7, WENBEENAFEMOEBRSHBEMMAE HAH, XERAREE LIRS BERENRE. &K
MHAFEETEN, HREEEFRIANTTUMSEAR.

[00:48:27] Alex Hardiman
English:

But | would say over on balance, we've seen a lot of people stay at the company because they're figuring
out they work remotely, maybe they come back to the office. They're figuring out how to live their life in a
very different way from a couple of years ago. We're really here to try to meet them and make that as
possible as possible. We need incredible people across a bunch of different skill sets, a bunch of different
backgrounds. The only way to do that is to really be very flexible and accommodating in terms of trying to
meet people where they are in their lives, but it's tricky.

FROCERIR:

B8R, HMNEBRSABET R, AAMINEERRZREND, REBRLEZDAE, MIIEERER
A= S L ERST2 R RENGREE. BMEXESHESHN], bXMEESNRATEMR TG )
FERAESMEEALAS. SHERNNFAT . HEIX—RE—GEREREZR B ANEZIRG ERET
MANZEEMNEBEME, BEXRHD.

[00:49:03] Alex Hardiman
English:

There is no perfect answer for this, but we're really trying because the success of the company only works
when we have people who feel valued and they can do their best work and live really rich lives on top of



that. | think we're all still figuring out what that looks like now that we're starting to come out of the

official pandemic and really just learning how to live with COVID.
R EIE:

XUFERBERENESR, BRN—EES, BEARBERIREREN. AEREKTFALI LFENER
B, ATRMMINABER N FERKNAEANEEREXIREREFA, LERAERNARELETEXH
Z1EH, EIEFIJf5 COVID Hiz.

[00:49:23] Lenny

English:

Right, absolutely. You mentioned that you're all remote now. Is that the policy going forward?
FEiE:

Xf, Zho MEEMRMEIELETERENR, XERFKIERG?

[00:49:29] Alex Hardiman
English:

We actually just started going back into the office a couple of days per week, which is very encouraged.
We're still finding our groove. We do have a good number of people though who are fully remote as well.
It's more of an evolution in terms of trying to find the right balance of taking advantage of in-person
work, because there are some moments where it really does make such a difference when you have
people together working through hard problems in real life. That camaraderie, those relationships really,
really do matter. Also, being realistic about the fact that there are a lot of people who would love to work

at the New York Times, but might not be able to live in the New York City area.

AR ERIE:

KRR EFMNNNFEERARDAZEILR, XRIFEREMET. HNNEIHTR. FAd, HHIEERES—
BoARTEZEN. XEGE—NEEIRE, EEIHAAENEIENRETEHR. EAERERZ, 4
ARBE—RERLEEFFAEDN, BLITERANAE. BHERBENMAGXRENIFEEE, [
B, HMMEEEmNIME: BRZAFERE (ALARY T, BT EETEANTHIXK,

[00:50:11] Alex Hardiman
English:

So, how do we make sure that we can be a remote friendly company for them too? Yeah, so we're very
hybrid, we're still testing our way through it. But by and large, we're shipping so much tremendous work,
which I think is a reflection of us being able to do the hybrid thing and just try to get better and better at it
each day, each week.

FROCERIR:

B4, FATNAHERIMITRITBR—RIERRFNQEE? FrLl, HMNAERIFERE (Hybrid) IR,
MIERETIN, BR2BRE, RIMNRAETXAZSHENTIE, RIANXRRT RITEBREBHFREEDR, HE
MLesX. SEHTEERELGT,



[00:50:30] Lenny
English:

Yeah, it's hard. As an outsider, | can't imagine a New York Times being all remote. It feels like that kind of
company just, it's all happening in a building somewhere probably. I'm also a big fan of in-person, it feels
like as a company, it feels like you have an advantage if you're working in-person generally.

FROCERIR:

B0, XiRM FA—TEIIAN, BREEEBR (AOR) T2TBEDR. BREBHENLQE, FRESHEAEE
REF—HAERENE MG, HERENEDANELRY L, BREFA—RQAE, BENRIFEXNEIE,
PE ML

[00:50:46] Alex Hardiman
English:

We certainly see that, and so the center of gravity is in New York and is in the office, but again, with a lot of
flexibility for people's lives. We're really trying to figure out that balance.

FROCENIR:

BINAHLEETX—R, MUEOMRATEAYN, EHREE, ERMEAHAMNEFRETRANREE, &
MIESHIHBNFE R

[00:50:58] Lenny
English:

Just a couple more questions before we get to our very exciting lightning round. Where's the New York
Times in the next five, 10 years as a product specifically different from other folks? Then, broadly, | don't
know, if you have any insights or opinions on just what is the future of news, do share.

FROCENIR:

AEHANEFELANBENNBRERTIZA], EEREBILNE>E. ERES 2 10 F£8, (AL8HR) (FA—1F
m, SHMABLLSEFAFNZA? Fi, WXL, MRMEFHENRKEFTARBHEE, BIF—
o

[00:51:13] Alex Hardiman
English:

| think the New York Times is in a pretty unique spot compared to other news organizations right now. |
have tremendous respect for other high quality organizations like The Journal and The Post and The FT
and The Guardian. They're just doing such incredible work. But when | go back to what differentiates us,
it's this idea of becoming an essential subscription that really helps people. It meets their most important
news and life needs across all of the categories that we've been talking about, like news, games, audio,

cooking, et cetera.
R EIE:

FIAAS BriEfbiEAAEL, (ALA98R) 2TF—TFERSHUE. RNEtMSRENMI (EREH
). (CERTHRR). (EREHRY M (BR) FEEARNBE, MIIEEMERAIENNIIE, EEZIF(I



SR, BRBRA—TEERFEBANN “BARAILD” BITHERS. R T AMERERIMTIeTRIE
APREBBRFEMEEER, WHFHE. F. . 2EF

[00:51:44] Alex Hardiman
English:

Up until, | would say, this year we were more of a news brand with a collection of adjacent lifestyle
products, but with the acquisition of Wordle and the Athletic, along with just the continued growth of
cooking and Wirecutter and some of our other offerings, | really do think that has transformed us into a
brand capable of really being that essential subscription that helps every single day people with news
and life needs in a way that doesn't just associate the New York Times with [inaudible 00:52:12]
categories. Imagine that you open the New York Times app and you are starting with a great breaking
news story. Then, you skip over to the latest coverage in China.

FROCENIR:

HRR, BESFEZE, HMNESR— I HEE-RIBBEESN~REERME. BREEX Wordle 1 The
Athletic B9UsI, MN_EZIE. Wirecutter MEATHM A~ mBVFFEIE K, REMINAXEERFHRIEZZN—1EE
BHEIEMN “DAREITHE M@, eSXEREMNEZFTRATEEIAN], MARMGLANNE (AL983H)
58 -BRARER. BR—T, MIH (AARHR) App, &7 —REEHNRENE, AFBEEEXTH
ER&HRE,

[00:52:25] Alex Hardiman
English:

Then, you decide that you want to take a small break to play Spelling Bee, and then you want to plan a
Korean dinner party with Eric Kim, who | don't know if you know has some of the best Korean recipes.
He's amazing. Then, you're like, "Wow, | need a rice cooker to be able to make that recipe, so | need to go

get the best recommendation from Wirecutter."
FpERIE:

BE, MMREKRE—TIt Spelling Bee, ZAGRAEM Eric Kim —i2FEY —7HRAME —HFMEMREEIA
fth, E—LEEFENHGERIE, KEET. ABMTFaE: ‘B, REE—BHIRERMIBR, FRUEKE
% Wirecutter EERIFHVHT,”

[00:52:43] Lenny

English:

| just did exactly that, actually.
FRCEIE:

KPR b, ENIZABENREX AWM.

[00:52:45] Alex Hardiman
English:

Did you?



FRZERIE:

=hg?

[00:52:45] Lenny
English:

Yeah.

R EE:

=0

[00:52:47] Alex Hardiman
English:

Then, I would love to go watch the Britney Spears documentary, which is also part of the New York Times
franchise, which is amazing. Or, | want to go listen to Kevin Roose and Casey Newton's Hard Fork podcast,
which is wildly fun and just launched a couple weeks ago, if you haven't heard that. This is, | think, the
future for us of being a connected family of products, where we can meet so many different needs that
are first anchored in news, but then stretched into other facets of your lives. | don't really see other news
organizations really operating at that scale and that ambition, and that's the future for us.

FROCERIR:

AfE, REBEBRZE - fIR/RINERE, B2 (AARIR) RIIN—E7, EEREF. HE, BEE
Ifr Kevin Roose #1 Casey Newton B {Hard Fork) #%%, AIEEHEE, JUERINILL, WRMEEITEHIE,
BINAZXMBENARR: RA—MEEEEN~REE, RITTLUAERFSFAEMNER, XLERRELHETE
e L, ARTEMRIREENEMATE. RELEINEMHFENEEELIFIIEAEOEEE, XMER
B9 K,

[00:53:24] Alex Hardiman
English:

We really just think that the New York Times can mean so much more to so many more people. We're a
journalism company, but we're building just tremendous software, and so the product ambitions are only
getting bigger and bigger, and that's why | feel like I've got the luckiest job in the world right now.

AR ERIE:

HMNENIAN (AAOKEK) AIUNEZSHAFETRZNE X, RMNB—XKHERQR, ER(IEEWERAEL
BRVERME, FIE @A OR SRR XMBNTARRE SRR LRFETHTF

[00:53:42] Lenny
English:

That is a compelling vision. | feel like you can build your own metaverse in the New York Times where you
just spend all of your days inside the New York Times' suite of products.

FROCENIR:



XE—MEESIANMNES, KEGIRAIUE (AARR) BERIBCHTFE (Metaverse), iLATEX
HEE (AO8HR) B~ mERE.

[00:53:52] Alex Hardiman
English:

Can | say though, there is a big difference. | think that for us our software actually helps people with real
world outcomes in a very different way. We basically help you get access to information, decide how
you're going to go to the ballot box. We give you information to go cook. Actually, there's something that |
think is even more of a connection to the physical world, and it is very different from what the Metaverse

is doing, but that's where we feel like we can drive as much impact as possible.

FRCERIR:

BHRFN, XEPERANFR. FHINATRATHRG, BBV LFR L U—IFERER A NEANRRT
WSS RNER, HMNEX EZHEBRRIER, REMAERR. RINRREZIEES. Ehrtk, HIAA
XEYEHANRKREMER, XS5TFHERFIMBNIFETRR, ERERKNRFIUTERAF MR,

[00:54:20] Lenny
English:

You can have your own competing metaverse. Here's a quick Wirecutter suggest idea for you, while we're
chatting. | feel like Wirecutter, | use it all the time, everything | buy is based on Wirecutter
recommendations, but | feel like there's an opportunity for design oriented version of Wirecutter. | don't
know if anyone's thinking about that.

FRCERIR:

MAMBE—IN5Z2RFHNTFE. BRNIX, REME—DXT Wirecutter B/NEWN. H—HER
Wirecutter, JZERFMERAMEETEHHET, EREF/E -1 “KitS@E” Wirecutter B9Hl=. FHIE
BRBEATEZEXD.

[00:54:37] Alex Hardiman
English:

Tell me more.

R EiE:

RF o

[00:54:38] Lenny
English:

Just Wirecutter's functional stuff. It's like, "Here's the best, | don't know, rice cooker." But like, what's the
cutest but also the best? What's the cross section of looks good in my house and is the best. I'll be okay
not the best best if it looks nicer, so a design lens to Wirecutter.

AR ERIE:



Wirecutter IEEFEEINEEMR, tbal: “XBRFH, HAME, BIRR,” B2, 4 ‘RUEBERWF
HIE? 4R “BMERREFEHMERT HWRXE? NREEEXRFER, REELIESEAEMRERIN
LR, FRLA, %5 Wirecutter ilI—M&IHBIM A,

[00:54:54] Alex Hardiman

English:

If it's Wirecutter meets high taste, basically. | like that. | like that. Okay.
FREiE:

B FRE Wirecutter B0 “BHRmK” o HEXXNMEE. FH.

[00:55:02] Lenny
English:

| think there's a market there.
R EiE:

HIANNBEETT,

[00:55:04] Alex Hardiman

English:

I'll definitely bring that back to the team. That's a good one.
FR S ERE:

B—ESIEXMENHELOSE. XEMFER.

[00:55:06] Lenny
English:

There you go. Well, we've reached our very exciting lightning round where I'm just going to ask you, | have
six questions, I'll get through them pretty quick. Whatever comes to mind, fire off. We'll go through it fast
and fun. Sound good?

FRCERIR:

XM T ¥7, BNENTIFBELAXKENNBRER T, BIERANEE, HESBRRI—E. BEHA
B 4. RINZEITEXRXEBE, MEREAREF?

[00:55:21] Alex Hardiman
English:

Great.

FREiE:

KET,



[00:55:21] Lenny

English:

Okay. What are two or three books that you recommend most to other people?
R B

FHY, RERIEFLFIANR=ZARBEHA?

[00:55:27] Alex Hardiman
English:

| love Stripe Press, and so | think a lot of the books that they have are just such good references, like Elad
Gill's High Growth Handbook, or Will Larson's An Elegant Puzzle. Then, some of the more topical ones like
Revolt of the Public. | just find that they're evergreen in terms of their utility. Anyone can find value in
them. | just loved the craft of the books themselves. They are amazing products in terms of the content
and the form, so those are, in the product context and work context, those are hands down | would say

the places where | go first.
FREiE:

HIFE BN Stripe Press HARHH, HESMIENRZBEHEEBIFNSEZEE, bl Elad Gill Y (FigK
F) (High Growth Handbook) , 3¢#& Will Larson B9 (fLHEYIERLY (An Elegant Puzzle), BE—LEHIE
AR, Ll (RARBIRIKRDY (Revolt of the Public) e HMAIMENELAMAERKER, EAAMHEMNPL
MNE. RIFEERXEBEFNTZ. TIEMRBERERLE, ENBRIZANTm. PRUESmIIE
BT, XEEWNEREENSE,

[00:56:01] Alex Hardiman
English:

But | do think, and | know this is this humanities major in me, | also always try to balance books and my
own reading time and recommendations with fiction. I just think it's actually like, sometimes some of the
best ideas and inspiration come when you go one or two steps away from the core books that are related
to your practice. Right now, I'm actually rereading Giovanni's Room by James Baldwin. It's just so
beautiful and so lyrical and it gets at more components of the human soul that, | know it sounds crazy,
but | find like those are little sparks of ideas that ultimately come back into making products, and
particularly news products where they're so creative in the way that they tell stories.

AR ERIE:

BEEBLINN—BANEXEERNOAXEZLHN—EEELER —HRU SRS RAEEXE (M) RFEK
HIRIEA R, HiAN, BRNE—LREFNEENRBRETFMHRBEAIRLES ZLBAXNZOBE—HIHN
%, ME, AL LEEEIREBVE - 728 (James Baldwin) B (FREMEE) (Giovanni's
Room), BIFEMEEEEITFRER, AT ALXRBNELAHME . FRMNEXITEREBKIE, EFLINB
LR EBRATERA B F=REIER, SHIERERES~RTP, HRENAXZRFETELIRMN.

[00:56:46] Alex Hardiman

English:



| always try to give people one pragmatic recommendation and then one slightly more field
recommendation over in the world of fiction. If you haven't read Giovanni's Room, it is incredible and
devastating, and | absolutely recommend it.

FhSCERIE:

HERZRAAMN—TSKNEW, ARBLE—THRHER—RBVNREN. NRMELRT (FFTRERES
8), ERFARAIRNX LA, REWNHET.

[00:57:00] Lenny
English:

Wow. | feel like I just keep buying books after doing these podcasts. | have so many books | got to read.
I'm also feeling like the combination of books you recommended is exactly what | would imagine
someone leading product at New York Times would recommend, something product tactical and then

just a beautiful piece of fiction.
R EE:

I, HAGMETXEREER —BEHEXH. RERSHERT, RURASMEFNHELAS, ERREBRE
B (LK) FRASESKEEFN. —EFRMAREENAKRA, BN LSRRI FER.

[00:57:18] Alex Hardiman
English:

I'm the cliché. | love it.

HRCEIE:

BALE P HEEGIF, HEIRXMAE.

[00:57:21] Lenny
English:

Great. No, no, no. | wouldn't put it that way. Okay. What's a favorite other podcast that you like to listen
to? You mentioned one already, is that the one?

FRCERIR:
KET. &, F, HAZRERIER. ¥H. MEERNVEMBEZTRHA? MELRE—1T, EBNE?

[00:57:28] Alex Hardiman
English:

Everyone should listen to Hard Fork. It's great. But | just think The Daily continues to be, and again, |
know it sounds self-serving, but being able to just listen to Michael Barbaro and Sabrina Tavernise once a
day, just bring in journalists to talk and unpack a meaningful story, it's so visceral. | just find it to be one of
the daily miracles that the New York Times is able to produce.

FRCERIR:



FNMAENIZIAR (Hard Fork), ©iR1#E, BIKIAA (The Daily) KAZR - BIEXFREKESEHEEE,
{BEXEENT Michael Barbaro #0 Sabrina Tavernise i & R IXKIEHIFRE—NEENHNE, BHRGIEEER
X, RRIMER (AAIR) EBLENERTTZ—,

[00:57:51] Lenny
English:

Yeah, that's wild. | can't imagine a daily thing like that doing that. Impressive. What's a recent favorite
movie or TV show that you've seen that you've really enjoyed?

FRZERIE:

B, BARIET. HEEFBR—BIRENTERBEIE, SAMRRL, FREEIHN. FESREVE
FEHEMAREMFA?

[00:58:01] Alex Hardiman

English:

I am pretty old school. | am actually rewatching The Wire for the third time.
R EE:

HELRITIR, LR ERETE=REE (AZk) (The Wire)o

[00:58:06] Lenny

English:

Wow. That's a lot of time commitment.
FRCEIE:

IE, BREERNRZHIE,

[00:58:09] Alex Hardiman
English:

It is. | have very little time, but every five years my husband and I, we just can't get over the characters,
the storylines. It's just one of the best made series for television ever. It's a work of art, and so | am that
person, that is another cliché, who is rewatching The Wire right now.

FROCENIR:

T, HABERLD, ESREE, RNLXRBAFEEBRLEAENRERBT. EMEE LLUREIERE
ROBHEIZ— EB—HZARM. FIUHEMERN —XES —THE —IUEEEEE (K& A

[00:58:27] Lenny
English:

What's your favorite season?



FRZERIE:

REENH—Z?

[00:58:28] Alex Hardiman
English:

| would probably say it's season three, but when Stringer Bell passes away, it's the culmination of just so
much. | probably shouldn't say that for anyone who hasn't seen The Wire. Oh, that's like the worst thing

ever.
FROCENIR:
HAIBERIRES =F, (B Stringer Bell =1, MRRSJBHNR. HAEFEZMNTLED (K&) BA

WX B, XEEERIERS.

[00:58:43] Lenny
English:

Spoiler alertin reverse.
R EiE:
RERZEES,

[00:58:45] Alex Hardiman
English:

Spoiler alert. I'm so sorry.

R EE:

BIEEE, FEBEN,

[00:58:46] Lenny

English:

But that's not the character name, that's the actor, right?
R EIE:

ERFERERETF, BPERERRF, WIE?

[00:58:49] Alex Hardiman
English:

No, no, | really just totally spoiled that.
R EE:

T A, BENTREET



[00:58:51] Lenny

English:

Okay, that's cool. If you haven't seen it at this point, it's over, your loss.
FRCERiE:

BRR, MRIMAEXGET, BRET, BIRHHK,

[00:58:56] Alex Hardiman
English:

Oh, boy. How awful. That's like a cardinals sin. But | do think season four, when it starts to get into the
school system is also just, the actors are incredible. It's some of the best acting that | think has existed
over the last couple of decades. Again, if you haven't seen it, please do yourself a favor and watch it. It's
worth every episode.

FROCENIR:

MR, KIERET . XEERFAIRONTEDL. EFRMIANELSE, SEFEINFRASRN, ERHOKRNR
BIFFERA. HIANBRIEN+FERMRBPTE, BRBE, MRMFELEL, BHBEER. 5—5K#HE

A=]
=0

[00:59:16] Lenny

English:

Would you agree season two is the worst?
R EE:

MEEE _FEREN—F13?

[00:59:19] Alex Hardiman
English:

| thought that until | re-watched it.
FRCERIE:
EREREZAHREX AN,

[00:59:22] Lenny
English:

Interesting.
FRCERIR:

B,



[00:59:22] Alex Hardiman
English:

| actually came around and it's not at the top of my list, but there's more to it than | think | originally gave
it credit for.

FROCERIR:
HEFR LT . BRAEFTERIES, EELENABLERINANNES,

[00:59:30] Lenny
English:

Wow. | like this. Okay, great. What are four to five Saa$S products that you or company uses most that you

find really useful?
R EIE:
I, HERXD. FH, XET. FRATREFEAN. REIFEERNEEIEA SaaS FmeftA?

[00:59:39] Alex Hardiman
English:

Probably pretty classic, we use G-Suite, Slack, Figma, Mode, GitHub. Those are the ones that | think just
get hands down the most amount of usage across our teams.

B
AIBEAEREH: BAER G-Suite, Slack. Figma. Mode &l GitHub, BANXLetsat @B VAR IEAIE
BB R0

[00:59:51] Lenny
English:

The fourth one was Mode?
R EiE:

FH1NE Mode?

[00:59:52] Alex Hardiman
English:

Yeah.

FCERE:

108

[00:59:53] Lenny



English:
Is there any interesting new recent one that's like top of mind while we're on this topic?
FRERIE:

BRZAMIEIXMER, mLERETAILRENRRLBFH~5m?

[00:59:58] Alex Hardiman
English:

Not really. No.

R EiE:

BEALRE, 2H.

[01:00:02] Lenny

English:

Okay, great. The winners keep winning, huh? These products?
R EE:

FH, KET. MEBEIZ, XIE? XLE=m?

[01:00:07] Alex Hardiman
English:

Yeah. If anything, it's like when you don't talk about the Saa$S products you use, | feel like that's more of a
success because it's just, it works behind the scenes, it blends in and it just makes everyone so much
more productive.

FRCERIR:

T, MRRBHARIE, BEGEHIRTHEXICIRERN SaasS ~mbiy, BRME—MEY. BAEMEEER
RAIBTT, BAHP, iIEEBPANMEHLETER.

[01:00:19] Lenny

English:

Yeah. Imagine all these companies have the New York Times logo on their site of people using that.
FRCERIE:

. MR—TAAERXLEATNMIG EEES (AL983R) #Y Logo, FRBRIRIERREA .

[01:00:24] Alex Hardiman
English:

Maybe.



FRZERIE:
HFIE,

[01:00:24] Lenny
English:

That would be a big deal when you guys adopt a product. Final question. Who else in the industry do you
most respect as a thought leader and thinker?

FROCERIR:
HIRRAEN @Y, PBHLR—HAF. Re— MR FUR, FEERHEAHNTBRREE?

[01:00:32] Alex Hardiman
English:

This is a hard question, but | would say one of the people who I find to just be a really tremendous
product thinker, leader, and ally for women is Fidji Simo. | was lucky enough to work with her and for her
when | was at Facebook and just watching the way that she ... what she did with Facebook, what she then
is doing at Instacart and the way that she really just helps so many other women in the field figure out
how to be better at their craft, how to have more opportunity. | don't know how she has these many
hours in her day, but she's pretty incredible, so | would love to give a shout out to her.

FROCENIR:

XE—NMEMENRE, BRI, RINAFEFHEN~RBER. ASEUARZ MR R Z2—E Fidji Simo, &
{R=IETE Facebook BN B 5 EHZMMMT, BEMTE Facebook BIRTL, AMRMILTETE Instacart BI1EA,
EAE M EEENIZ X A ZHMZ HIRA T I IEEE. REEZIR. BEFFEM—RKREASEARAZEHE,
BatiASSIERE T A, P AR mtEE.

[01:01:10] Lenny

English:

Awesome. | will try to get her on this podcast.
R EE:

KIET ., HRXERIBHFESMXMER,

[01:01:13] Alex Hardiman

English:

Oh, that would be amazing. All right. She's really-
FRCERIE:

MR, BARLGFT. 9FHY. HERY

[01:01:15] Lenny



English:

That's what | need to do. Awesome. Good recommendation. Alex, this was amazing. | learned so much.
This is such a fun conversation. Thank you, again, for doing this. Two last questions, where can folks find
you online if they want to reach out and learn more? Maybe think about working at the New York Times

and otherwise, how can listeners be useful to you?
FRCERIE:

MEBHREMH. XFT. RIEFNERF, Alex, XXEF T, HFHTRSZ, XR—XIFEZEBHIMNIE. BRX
BERSINTB. RERNMIEA: MRAREBKAMHATRESES, JUEMELRIR? BIFEEEE (4
L984R) TR Hoh, IRARFILANIREE AT AREE)?

[01:01:32] Alex Hardiman
English:

Thanks. You can find me on Twitter, LinkedIn, all the usual channels. | would love to hear from anyone
and would be delighted to also talk about what it's like to do product at the Times. Then, the thing that
would be really useful is what is the one feature that would make the New York Times more essential and
more valuable to you in your daily life? | would love to hear from people on that front.

FROCERIR:

. fREJLATE Twitter. LinkedIn FFEEAREHEIR. HEFERIETMANES, BRESHENNE
(IR M=mEBMARE. ETHHREANEL, B2 W—I L (ALY8EKR) ERNBEEEES
LRBEAARIR. BANE? BRBRIAAKEXSEVE X

\\/
7\

[01:01:53] Lenny

English:

All right. | shared mine, a design-oriented Wirecutter. | will be looking for that.
FpERIE:

FH. HELZKDZETRIE: —MKITSAER Wirecutter, IEHAFERIHI,

[01:01:59] Alex Hardiman
English:

Thank you.

FCERE:

IS

[01:01:59] Lenny
English:
Awesome. Thank you, Alex.

AR ERIE:



KIET o HHHR, Alexo

[01:02:00] Alex Hardiman
English:

No, of course. There's just one other whole theme, and | don't know if you want to chat through it, which
is, what are some of the similarities and differences between product management in news organization?

FROCERIR:
FES. BE—IMEBHNER, FHEMEREIE, M. HENWH~RERSRRATMELL, Bk

7

[01:02:14] Lenny
English:

Let's doit.

FSCEiE:

SRIE,

[01:02:14] Alex Hardiman

English:

It's totally up to you. But if that's something that you'd be interested in talking through.
FR S ERE:

FTEEURTFR. BINRAEITICX MEHBAYIE,

[01:02:20] Lenny
English:

Absolutely.

FRCEIE:

LA,

N

\

[01:02:21] Alex Hardiman
English:

I'm going to just focus on two themes that | think are pretty interesting. The first is just how we work at
the New York Times, and we talked a little bit about working with journalism, and there are some really
interesting differences. The second is just on the idea of impact. | think how the definition and the
understanding of impact can be pretty different. First, just on the idea of how we work, there are a lot of
similarities. | would say that product managers at the Times and at tech companies, they have a lot of the
same skills. Like, we look for a great product sense, great execution, great leadership and drive.



FRZERIE:

BRERAXERMRIANFEEBNEE. F—I2RNE (AO8HR) WIELR, HNPT—_XF5H
BTV SENRE, HhE—LEFEFBNER. EZIEXT “TWH” B8R, BRINAXTFMITAIE XA
BEAEIARKIE. BE, XTIFEAN, BRZJEMZL. HIW, (R B~mIBENRKR AT~
mEERERZSEEREE, b, RITBIHMABOTmE. WITH. AFHMEETT.

[01:02:59] Alex Hardiman
English:

Any good PM needs to know their industry, their customers, their market, their business, et cetera. We
actually do see a lot of crossover between product managers from tech companies who come to the New
York Times or tech PMs at the Times who go over to tech companies. | think that that's wonderful, but a
key difference of when you're a product manager working at the New York Times is that you work across
the full stack of the product. Meaning, we own our journalism and our content. We own our distribution
and we own our products. That's really different from working at a big tech platform. When | was at
Facebook, we controlled the software and the distribution, but we didn't control the content.

AR ERIE:

EEMFEE PM EBFE T @EMIIRTIL. FF. THMLSEFSE. BIHLEIRSEHR QBN REEKE
(HL9834R), HE (FIR) BIRAR PM EERKR AT, HINAXRE, BN (AY98HK) ~mEE, —1
KEXNETIREES RN "2 ETfF. XBKE, HNAERINOFERENAS, RERINHDLE
8, AR~ m. X5EAEMRFELIFIFERR. HITE Facebook BY, FANEHIMAEMD %L, B
BT EFHRS.

[01:03:39] Alex Hardiman
English:

We had real limitations on understanding what was passing through. Was it high quality content, low
quality content? It just led to, again, a lot of challenges that we already talked about. At the Times, when |
think about how our best products are born, it's when you bring journalism and product lovers together.
That means that PMs at the Times really need to understand the blend of art and science. They really
need to value expert editorial judgment as they're also looking at individual KPIs, customer research and
insights, et cetera. An interesting example, as | was trying to think about what would feel really different
doing product at the Times compared to say Facebook is like, let's say you're at the product team and

you're working on the home screen.
R EIE:

BT REFENNBTERIFEER. cRBRERNTERRREANS? XFHTHMNZANTICIRIFSZH
o 7 (BR), HFBEFNRIFHI~RIWNERER, BRIMICHEZRIFENT mEIF EREE AR
&, XEHE (BFIR) B PM ENFEERZASRZNRE, WIEXEDAKPL EFARFERNERN,
WEERESNEXKIOREH . —NEENMF —IFHAEBZE (FHR) M~ m57E Facebook Bft4
RN —RIZIRE mEIPA AR E I

[01:04:25] Alex Hardiman

English:



We always start with expert editorial judgment to curate the most important and interesting stories. But
on top of that, we're training algorithms on specific data sets, like editorial important scores that actually
come from our journalists. What that allows us to do is actually scale editorial judgment to a large group
of readers. Those algorithms, what | think is just really great is they're trained on editorial signal and then
they can still work towards driving towards outcomes like reach, engagement, conversion, et cetera.
That's just such a different way of thinking. When | was at Facebook and we were focused on news
ranking and feed, all we could do was train pieces of in information based on an engagement outcome.

AR ERIE:

BIMNERMERBEEFIEFG, EREE. REBNHRSE. BRELEM L, BMERENBIEE LIIGE
&, LEAIRBIANCEN “REEZMETS” o XERNTURREFIET BEIRABRIRER. HIANIFEE
W—mE, XEFERETREESIIGN, ARCNNANURAOTHME. 25, RUFER, XB—
MITEARNBLES N, HIKTE Facebook ATTHEHIAME S MET, HNFEMBNIARIRE “S5EER"
FINFEBH o

[01:05:12] Alex Hardiman
English:

We couldn't actually train it based on the quality of that piece of information itself. At the Times you get
all, you have 2000 plus journalists and you're actually trying to structure their expertise into things that
can actually translate into really great algorithmic decisioning, and that's just so different. No one else is
really doing something in that space. Product managers are becoming very editorially minded and we're
also getting editors to become more product minded. | just think that how we work there is so different
and so unique. It's just a pretty fascinating part of, | think, how the sausage is made, if that makes sense.

AR ERIE:

BAER ETERIEEREAINRERIIEGE, £ (FHK), RAH 2000 ZR1cE, REFLREZIHBEMA)
EWRIIRERWE, RN URCAHBEEZRROARA, XXFA—FT . &EAERNTUREEMBE
B, FMABEZRIFEERELM, FMILEERFSEETmARN. TIANBIMNEBENITELSNEER
EEMRY. FIANXZE “BRR2WAHKE" (FEREEEIE) PIFEERARED.

[01:05:46] Lenny
English:

Yeah. Thanks for sharing that. | think that's really important topic of just how it's different and why it's
worth considering trying something like the New York Times as a place to work. What's interesting about
what you're talking about, this also reminds me ironically of Substack, where they also are anti-
algorithms and are also very focused on people and people recommending other people and just like
individuals. | don't know if we want to get into this, but | guess do you have a opinion of Substack as a
medium? Because folks leave New York Times to work on Substack, they come back. My whole living is on
Substack. Any thoughts on the world of Substack?

FROCENIR:

=W, BFNZE, RIANXZE—NEEEENER, BEERRRE, URATABREEG (AANR) X
MIEZHFr. BBNE, REMRAVEIRAEE T Substack GNEIIR), I RMEL, HIEFEXFA. A5
AZBIBEFUR DN A BAMEHNZERRNRITXA, BFRBBIFIFIRIT Substack XFENEE?
NEANBF (AABIIRY = Substack, tBEARIR, HHEITSTE Substack £. 3 Substack Wit RBHAF
VES?



[01:06:25] Alex Hardiman
English:

Well, a couple of things. First, it's not that we're anti-algorithm on the New York Times front, it's just that
we want our algorithms to reflect editorial judgment. That's really different. When it comes to Substack,
actually, | think a lot of what Substack is doing is great. The idea of writers being able to make a living
individually off of their craft, | think, is fantastic. The thing that | get excited about for Substack, but also
for a company like the New York Times is trust right now with institutions has been declining, with

governments, with religious institutions, with news organizations.
FROCERIR:

i, BILR. B%, £ (A98R) X, EMNARRRMNEZE, KNIARFERNNBZERRRIEFIE.
XBARXR, ETF Substack, SEFR_EFIAA Substack HMEVRZHEHRE. FREBEEECHNFZHRIL
WE, MIANAXKET . 1EFF Substack LIk (HLIEHR)Y XFRNARRIXENE: BaIAMNNIEREE
—HAETE, TIRRNEF. RBVSEEHEN.

[01:07:00] Alex Hardiman
English:

But trust with individual experts, where you have a real relationship, that really matters. That | think is
one of the big unlocks in terms of helping the next generation of readers really start to create more of a
relationship with high quality journalists and writers who have really important things to say about the
world. | think whatever is happening in the world that helps great writers find their audiences, make a
living, is wonderful. At the New York Times, a lot of what we're trying to do is, it's not the Substack model,
but we have a lot more that we're doing to actually help get individual journalists out there.

FRCERIR:

BEXTAZRNEE—BHRSZBIARXANEE—IFFER. HIANXBEH T —NIRERIEF R
58RI EMERBIESKANXEME, XEFRWUREGFEEEEZNNME. FAN, HRERENE
ARERHBAB R EIZ AR, HFEHTNERHERTN. £ (AY8KR), RINEETBNRZSEBRATE
Substack &Rz, EFRMMET RS TIERAEE D AICERAM L.

[01:07:39] Alex Hardiman
English:

They have their own subscribe only newsletters, podcasts. We're really trying to help them find a way to
create a mini platform within the means and the scale of the New York Times. It's not quite the Substack
model, but | do think that there's some interesting similarities, and the more that artists and creatives
can help make a living, | think, it's just fantastic.

FROCENIR:

{18 B 2RITHNNEERMER. HNESHEMITE (AL6EK) HFRRMMER, HESE N
BYR” 5%, XA5E2E Substack iR, EFMLIANNEPE—LEBIEMNZL ZARMEITARE
RELAEIRE , IS HEE,

[01:08:00] Lenny



English:

I'm here for it. | love this two-part encore bonus we just did. Anything else that you want to share before
we wrap up?

FRsCERF:
RTEeBE. HERKNNAMEIXHEERD RIZME” . FERZE, MEEHTABDZENE?

[01:08:10] Alex Hardiman
English:

| think the only other thing that | have come to learn when you're doing product management at a news
organization compared to a place like Facebook is just how different the definition of impact can be.
When | was at Facebook, we were incredibly focused on scale, engagement, and revenue, which is very
appropriate. At a company like the New York Times, we also have a huge ambition to grow our subscriber
base. But one thing that's really interesting is that our impact and our business goals are in service of our
mission, which is to seek the truth and help people understand the world, not the other way around.

AR ERIE:

#H, 5 Facebook X#¥pyFALL, EMENEM~mEBLBRFZINS—HEMIE: FMANEXATLUE
ZARRE. HITE Facebook B, FAMREXIME. SE5EMBN, XFEEE, £ (ALHR) XHEHQ
8, HMEET KTHBFP#ENEXRED. BIFEFEBN—RE, RINOTMWAMILS BRI NINHERR
58, BISKREEHEAMTEFESR, MARRITR,

[01:08:51] Alex Hardiman
English:

What it means is that the way that we think about impact is growing a giant subscription business. That
business exists to strengthen an informed democracy at a time when people are struggling to understand
basic facts and struggling to understand each other. That means that impact for us is growing subscribers,
but it's also when a deeply reported story triggers an important policy change or a new law. When you're
a product manager you're involved, again, in driving specific metrics like engagement or subscribers.

AR ERIE:

L%‘IBEE BIMNBEZEEZMAON A RNBRBREARIITEWSS, MXBUSZHEFEE, BHTEAELIERELS
K. ELREEZNEA, MME—MEEEENREMS. XERE, WHNHKR, ORI EMITIEA
P, ®eEd—RAEREMA T EZNERTFHFIARIOEE. SME—I7nIEN, (RAFFEAR
HEFERER, NS5 EITHE

[01:09:26] Alex Hardiman
English:

But you're also trying to help stories find their real audience in ways that trigger just this whole different
side of mission and purpose driven impact. | didn't feel that when | was at a place like Facebook, but at
the Times, | think it just gives product managers a bit of a broader aperture in the ways that they think

about the relationship between business goals and mission impact goals, and it's pretty cool.

AR ERIE:



BREESHEPREKRIEENZ R, NMREAXMT2AEN. AEGMNEFRENNEZMA, KT
Facebook X##yM 5 TERIH&BXMRED, BE (FHk), BIANXETmREE—1El ANAAE, =38
ZISEmSEaEMOERZENXR, XIEEE,

[01:09:50] Lenny

English:

It does feel like it would be hard to find more meaningful, impactful work, and so that really resonates.
FREiE:

SRR RN XEEEX. BEEXMAONIET, XENSIETHI,

[01:09:57] Alex Hardiman
English:

Oh, thanks. There are so many other important purposeful products and problems out there to solve in
the world. We've talked about this, Lenny, but | just think that product managers and product thinking in
so many contexts inside and outside of tech has never been more important in the world than right now.
We need product managers everywhere diagnosing key problems and issues, coming up with radically
novel solutions. This is the moment. It's really great to have your podcast and so many other resources
out there to help new and other PMs just do their best craft. Thank you for having all of us in here.

AR ERIE:

MR, s, R EEBERSHMEBEN. BERRBH~RMREFFHER. Lenny, FHIPTETXD, BIIA
7, BEBAERKITIAREZNE, FREENTmRGEISSEHRNEEEMRGIEIFR L. FH(1F
ERANF I RIS KGR, REYREIFNBRS R, NEMEBIIZ, IFERGFERIBEFNX
LS HMBR, KEBFE PM AT EEE, ShsREETRT.

[01:10:33] Lenny

English:

I love that as a closing thought. Alex, thank you again so much for doing this.
FREiE:

BRIEEEWXNMEE, Alex, BRBEMISMTE,

[01:10:37] Alex Hardiman

English:

Thank you so much, Lenny. This was really fun.
R EE:

ERRE, Lenny, XEMREEE,

[01:10:40] Lenny



English:

Thank you so much for listening. If you found this valuable, you can subscribe to the show on Apple
Podcast, 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.
FRCERIE:

EERSHER, MNRERBEETEENE, AILTE Apple Podcast. Spotify & EIRAVIER R AH R ITIR
AT H. Wi, BEERARINMNTLHABTITIE, XEEEHEPHMARLAXNEER. BT
lennyspodcast.com #EIFIEFHATTER TREZES. THTEBML.



