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(00:00:00) Lenny Rachitsky
English:

Boz, the CTO of Meta, said something about you. "Working with Ami, she could have the most profound
disagreement in the world and she would respond, fascinating, you have to tell me more why you think
that."

RS ERIE:

Meta FYBEEHARE Boz BXFITMIR: “5 Ami £F6, BIEMENHR ERTENDE, MhONR:
RERET, F—EBZRIHHIATAZIER"

(00:00:09) Ami Vora
English:

| really enjoy being right and then it turns out in the working world, that did not serve me so great. | think
the hard part is sublimating your ego a little bit and saying it's more important to get to the outcome than
to beright.

AR ERIE:

BRUAFEER "B R, BERAIMERGD, IMOSHEHLEFATFL. FINARENETDZ
TRl —TRRIBIE (Ego), HEIRELAMBMRILIIFAECEHERE.

(00:00:19) Lenny Rachitsky
English:

| love this very tactical piece of advice when you're trying to come up with a metaphor or analogy, think
about what you want your users to feel when you're using the product.

AR ERIE:

HEEERXMEAMAMNEN: SRAESER— 1 RMmEEELs, AR MHEERAREERATmI~EM
AN

(00:00:27) Ami Vora
English:



If we all agree that the feeling of something should be, I'm sitting in Dolores Park with my friends on a

sunny Saturday, then people will just naturally build something that feels more consistent.
R EIE:

MRBMNEWANREH = mNVERR T ZE “TEANRENAEN, MBPRIMNYLESZREHLE (Dolores Park)
82" , BAXKBAMARSMERTEE —EHEIRA,

(00:00:36) Lenny Rachitsky

English:

There's also this metaphor about the hill climb.
R EE:

BE—NXF “Tes” (Hill Climb) HIFRMHI,

(00:00:38) Ami Vora
English:

For me, the hill climb is all about the difference between a local optimum and a global optimum. You're
standing on top of the hill, you're looking down, you can see rolling hills, the sheep, the grass, whatever,
but then, way off in the distance you can see a mountain. And the thing that gets me through the valley is
remembering what the summit feels like.

FRCERIR:

WEKIE, “TeR” WZOETRERM (Local Optimum) MeB&M (Global Optimum) ZiEHIXZ,
fRIGTE/NUETR EETE, seBIERNER. FHMENESE, BEEBRINTS, REFI—FEXWL, MX
ERESRSY, BioEE LEIEHBRFHED,

(00:00:59) Lenny Rachitsky
English:

Today, my guest is Ami Vora. Ami is Chief Product Officer at Faire, which connects independent retailers
and brands around the world, and | believe is the most successful and biggest B2B marketplace startup
out there. Prior to Faire, Ami was employee 150 at Facebook, where she launched the first Facebook
developer platform and was later head of product for the $55 billion global Facebook ads business. She
also oversaw the introduction of ads on the Instagram platform and most recently, she led product and
design for the largest messaging app in the world, WhatsApp.

AR ERIE:

SKRHEER AmiVora, Ami & Faire WEEF@E (CPO), Faire EiZE2KMMISERNRLE, KIAN
ErBrRKI. MIERAN B2B BEFFES¥IEIAE. EMAN Faire Z8l, AmiZ Facebook 58 150 S5
T, thEBPEHE T E Facebook AFRET &, EXRIBEFEEUR 550 {237t Facebook 2Bk &k S~
miAsT Ao MIREE T Instagram FFAT S5, =i, WS T 2k KENRHEN A WhatsApp BIF=
sl T,

(00:01:34) Lenny Rachitsky



English:

In our conversation we cover a lot of ground, including building your strategy skills, how to disagree with
people skillfully, being a successful woman in tech, using metaphors and imagery to rally your team and
get your point across, setting up effective goals, plus a bunch of jokes in the lightning round that you
don't want to miss. This was a really special and authentic conversation that I'm very excited to bring to
you. With that, I bring you, Ami Vora.

FRCERIR:

ERNBIEF, HNVREZTIFS T, SEEFARKEE. NALYE AF=ES . R AR
Bzt FBRMMNERFRERANAGERR. REBYUER, URAERZEFTHR-RIIFFHEIR
B XB—RIFERIBAELHMNIE, RREHMELBEFLERK WE, 1LFHAWE Ami Vora,

(00:02:03) Lenny Rachitsky

English:

Ami, thank you so much for being here and welcome to the podcast.
FRZERiE:

Ami, FEREREMREEREIXE, WIRIBEE,

(00:02:06) Ami Vora

English:

Oh, thank you. I'm so happy to be here.
R EE:

R, Ehs. IREHAERBIXE,

(00:02:08) Lenny Rachitsky
English:

So, when | asked you about your goal for our conversation today, you said the most amazing thing, which
| love. You said that your goal is to be as authentic as possible and to show that people can be pretty
messy and imperfect at times, yet still be very successful. | love that so much. Let's definitely try to do
this. Is there anything else you want to add on that?

FRCERIR:

YHHERRSRINENERE, (RR T ALREBFREE. RRFNERERARERISES, ARTHANE
BRI LARIMSIRZEL. RATE, BRABNBERNAL. HAERXMMRT . BiIT—EEZSHXEFM.
KFRX—R, REBFTABFEEIG?

(00:02:28) Ami Vora
English:

Yeah, | mean, maybe I'll just say a couple more words on that. Actually, | feel like when | was coming up,
when | looked at people who were successful, they seemed to have everything figured out, especially the



women. They were all super women, where they respond to every email in 10 seconds, they didn't seem
to sleep, they always wore high heels. They were just perfect and | was just like, oh, | guess I'm never
going to be successful. That is not me. | love to sleep, | waste time doing absurd things all the time.

AR ERIE:

2, BEBZUMA. KiFL, SREFRIESHMERN, REEBPEMRIAL, IMNFEET ], L
HERLLE I8 “WBA” , 8% 10 WALES—HEt, MFENTER, SRFESRE, i
MATET, UEFEERFT: B, BRIKEAZHINT . BREFTEHK. FREHIEER, REELRELR
BE—ERENERBL.

(00:03:00) Ami Vora
English:

And I'll tell you how glamorous my lifestyle is, I'm currently working out of my bathroom. I'm talking to
you from my bathroom, which is where | work from because | love my house, it's a great house, wasn't
meant for work from home, three kids, two parents remote work, and it was just the place with the most
closing doors between me and my children when the pandemic started. And so it just took me a while to
realize that actually, it's all fine. No one's got it fully figured out, you never know how someone else is
living. Most of us are winging it and learning as we're going and learning through trial and error and it's

all normal. It's all fine and | can do it and you can do it, and everyone.
R EIE:

RBSFRENEETESZ “HEsm B RAEREAEZEENLN. HEEAERERMRIEN, XMERIF
BT, EARERNEF, ERE, BEERBABRRNRKITH. KEE=1T&F, RTIAAZBELZED
», BEFRE, XERH——TRERREZFZEX ERZEIINMG, FAUKRET —REEZFIRE,
HIIX—1IER X R RBEARETREEE ), (RKERMENANEETELE . RNKSHMALZELMH
EZR (Wingingit), EdRFFS), BdidERHET, XWRIEF. X&HAKRFTTH, FKEHE, Rt
Mz, SMAMEME,

(00:03:43) Lenny Rachitsky

English:

| so love hearing this. This is something people often want to hear more of on this podcast, because
there's all these stories of here's all these successes, here's all these things | did and everything, it just
always seems to work out. And we try to, we have this failure corner on the podcast where people share

story failure. So | love just setting that frame for this conversation of just super being real and being clear
that there's a lot of things that go wrong behind the scenes that people often don't hear about.

AR ERIE:

BRAXENAXLET, XBMALEBVEXIMEREZINENAS, RNFILEBEAINNKE, B2 BT
LE, AE—UIRIEREMRIIT” o HMBSREBEERI—D “KMAE , URRDEXRMHH
Fo FIURRERAXHEREXHE— MR RIFBRERL, HBWHELHESEERET AT,

(00:04:08) Ami Vora

English:



| for a long time felt like | was held back because | don't have a plan, but | realized that probably the most
important thing is to just acknowledge that that is true for me. That I'm not going to be a person with a
plan, and actually the thing that has consistently served me is to do the thing that feels right, go to the
place that feels like home, work with the people who feel like my friends. Just work where when | put on
the code of the job, | feel like, oh, this is a place where | could really be lucky, | could be creative, I'm in the
right spot, as opposed to feeling like, oh, there is an end state that | know of and I'm just going to have to
work my way to that end state. Whenever | get in that zone of, there's only one outcome and | just have to
get there, I'm not my best. I'm not bringing the creativity and the luck and the excitement in the same
way.

AR ERIE:

RR—ERHEEE, ZRF[ESEFFNZRNFEEIT. ERFIRE, REENZBIIFRERINZIMRETK
MEIRE—HAZ—THEITNA. FXE, —HRRNEERNAGER . MBRREERNE, ERIEEX
AUt 7s, MREGEARNA—ETLF. MERMIAMT EXHIEN “INE" i, RERE: B, #XER
BENSREES, HAUKESES, FEMST.” MARRES: B, HMEE—ITRELBR, RUHNEN
TEEFRE.” BEFENIPM “RE-IER, RPIUERE” BREH, EMFARRFNEC. T EURRF
A NHEREESN. BRMHEH.

(00:05:03) Lenny Rachitsky
English:

Let me tell you about a product called Sidebar. The best way to level up your career is to surround
yourself with extraordinary peers. This gives you more than a leg up, it gives you a leap forward. This
worked really well for me in my career and this is the Sidebar ethos. When you have a trusted group of
peers, you can discuss challenges you're having, get career advice and just gut check how you're thinking
about your work, your career, and your life. This was a big trajectory changer for me, but it's hard to build
this trusted group of peers.

FRCERIR:

ILFKRIRTA—FREZ A Sidebar B~ G, RARWEENRESAMZBILECES TRFHEITZH. XFX
RELRIRE(BY /], BEREILIRSEMBHAN AR, XAEKNRWEERIFERY, tBE Sidebar FIZOIER,
R —EBEREMNEITE, RALUHEEIRRBEE, RIFIRWEI, FXRXTFIIE. RUFMEFNEE
HITEXINE (Gutcheck)s XWERRZ—NEANNTHETR, BRIXF—MESEBNEITERHEHR
B5o

(00:05:34) Lenny Rachitsky
English:

Sidebar is a private highly vetted leadership program where senior leaders are matched with peer groups
to lean on for unbiased opinions, diverse perspectives and raw feedback. Guided by world-class
programming and facilitation, Sidebar enables you to get focused, tactical feedback in every step of your
career journey. If you're a listener of this podcast, you're already committed to growth. Sidebar is the
missing piece to catalyze your career. 93% of members say Sidebar helped them achieve a significant
positive change in their career. Why spend a decade finding your people when you can meet them at
Sidebar today? Join thousands of top senior leaders who have taken the first step to career growth, from
companies like Microsoft, Amazon, and Meta by visiting sidebar.com/lenny. That's sidebar.com/lenny.

FROCERIR:



Sidebar 2— MAZH. @IMRIFENASHIE, HRNSEIRTRIEITNAF, NPREIENE
0. ZEMMANRBNRER. EERFFEMNSISHEERT, Sidebar iLRERIAENE—FEWEERETERE
BESARMNRG, MRIFESEENIAR, REBARBERR A THK. Sidebar F2EEWIRERL £ TEMARRERK
PE, 93% KRR Sidebar FBEUATEER AERLI T EENTAMRLE K. ATAERTEREEIHS
EESHIA, MIMFEFLEILATE Sidebar @ILA{IE? i5iAl sidebar.com/lenny, MARFTLERAEXEHR. TS
HFN Meta FABIMTMRBRMNSE, BHERWHKKWNE—D, WiEE sidebar.com/lenny,

(00:06:26) Lenny Rachitsky
English:

This episode is brought to you by Anvil. Their document SDK helps product teams build and launch
software for documents, fast. Companies like Carta and Vouch Insurance use Anvil to accelerate the
development of their document workflows. Getting to market fast is a top priority for product teams, and
the last thing that you or your developers want is to build document workflows from scratch. It's time
consuming, expensive and distracts from core work. You could stitch together multiple tools and manage

those integrations or you can use an all-in-one document SDK.
R EIE:

AETEB Anvil BB, 1B SDK & B~ m B AR IEM Z M & X F. % Carta # Vouch
Insurance XiFRI QB EBERER Anvil RITEEXHE TERNA &, REFANTHEmBANEEES, MR
IR FFRARRAEHMBIMBMAFIENE X TER. XBEENXHR, B0 OLIENEH. RA]
UBtEZ N TRAEEXEERN, BrIUERA—ALRISHE SDK.

(00:07:00) Lenny Rachitsky
English:

Most product managers will tell you, paperwork sucks. Anvil's document SDK helps teams get to market
fast, incorporate your brand's style and give you back time to focus on your company's core differentiated
features. For your users, paperwork often starts with an Al powered web form styled and embedded in
your application. From there, you can route data to your backend systems and to the correct fields in your
PDFs via APl. Complete the process with a white labeled e-signature.

FROCERIR:

REHTREBHMIEFRIR, XHIE (Paperwork) FEET . Anvil BISHS SDK ZEBIFIBAIRE ET, BEAR
BImRE XA, FiLIREEHNEILZ ETFTRABRNROERHINEE. WFIRNAAKR, XBIEEBBT—TERA
TENARFPH. B A RHMIIRSE, MBRE, RETLUEE AP R EISH AL UK PDF HRYIEHT
B, REEEAREFERTRENRE.

(00:07:29) Lenny Rachitsky
English:

The best part about Anvil is the level of customization their SDK provides. Non-technical folks love Anvil's
drag and drop builder and developers love their flexible APls and easy to understand documentation.
Build documents software fast with Anvil, that's useanvil.com/lenny, to learn more or start a free trial.
That's useanvil.com/lenny.

AR ERIE:



Anvil sRIERMIAETH SDK IRENEFUZE. IERARARER Anvil FIEHREREE, MALARNSIRM
NRIER API F15 FIBfEBIYE. R Anvil IRIRMEZSAEERH, 1418 useanvil.com/lenny T fRE 25 B FF
taR R, MULE useanvil.com/lenny,

(00:07:55) Lenny Rachitsky
English:

Let's actually spend some more time here. | wasn't planning to go here yet, but this is really great and
important advice. I've just, basically you're saying that a lot of your success has come from following
people that are awesome. Can you just talk more about that, just what it is you've followed and seen that
has helped you land in places that have worked out so well, because clearly you've done incredibly well.

FRCERIR:

FMNEXEZ RN E, RAFKFTEXARIXT, EXHELBIFEFEEENEN. BEFALRER, R
HURZAIhK B FIERARLEMTHIA. REESRIKXX—RID? RERT 4, BEITHA, MMAEBIRENT
LR RIS 2 i7a9it 75 ? AR RARBISIEE HE,

(00:08:14) Ami Vora
English:

I mean, | think a lot of us are just like, you have a spreadsheet in your head of the axes and certainly when
you're choosing between jobs, for me it feels like, oh man, the rest of my career hangs in the balance of
making the exact right decision and getting the exact right job. And you work through all of this
spreadsheet mass of, if | took this job, here's what it would do for me, here's where I'd be in five years, etc.
And | have that engine in my head also, but what | try to do is work through the spreadsheets and then
tear it up because none of that stuff is actually going to determine how good | am at the job. The thing
that'll determine... In my track record, the thing that has determined it is when | walk through the doors,

do I feel like I'm lucky to be there?
FZERiE:

FEBRNRZASBEXEF . MFEE—KFESIMLITHIBFRE, LHEEERTIEN, MHFKR, B
mEE: KW, BRTHRVAEERIURTRSMEBABNENERIVRE, FEBHLNERNIIE" ARG
MEMIEX— KR FRIEYIE: MRBETXDIE, ELRHFRMIA, AFERHRIENE, FF. T
FEMEXMS|E, BERIEHMOE, MERXERKEMEBENHE, RAXERALRF EHRRRERTE
BHTELMSE S, ARNIREEZLD, REMERRR: SREHBRBITY, REERSECHEEXET
FR=IE?

(00:09:03) Ami Vora
English:

So for me, it's actually a lot more emotional. | try to just put on the coat of the job. When | wake up in the
morning, I'm like, what would it be like if | were doing this job? What would | think about on my
commute? Who would | have lunch with? Do | like them? What problems am | going to solve today? And
that gives me an emotional response, which is just much more telling than the spreadsheets of, here's
where I'm going to be in five years.

AR ERIE:



FRLAR FRN, XEfF EEZEIERERN. K2R “FLEXOTENINE" . HRFLEKR, H8: OR
REXMM TR AFEF? BRNRSRENFA? RIME—LZFIR? HERWIND? SKREEFERMTA
BE? XSLEHE—MERLENRE, XEBLE “AFERDEFTAMNE" NBEFREERZEZ,

(00:09:31) Ami Vora
English:

And for me, the thing that has led me to the places where | do my best work is a feeling of being at home,
which is all about trust and trust with the people around me. Can | walk through and feel like these
people are going to have my back, they're going to let me take risks, I'm going to enjoy spending time
with them? And that's where | feel like I've always just been able to try more things and do better because
a big, trust is a big unlock for me.

FRCERIR:

MEEKY, SISHENPLRELIFHREKTHMAYN, 2—M ‘K PBRE, XxeXFEE, UKS5EE
ABEE. HEHEN, BEEREGXEAZIFR, SATKER, RSERMMIE—ENNE? XMERK
RSEHCEREHAESZER. MREFHNERE, BAGENRREE—TEXNFARRE.

(00:09:56) Lenny Rachitsky
English:

| love this metaphor of putting on the coat of the job, of just feeling out what it would be to work there. |
imagine that was something that you did before you joined Faire, which | want to talk about, but let me
transition a bit to talking about Meta and specifically, Boz. The CTO of Meta was on this podcast a few
months ago and he said something about you that | want to read.

FROCERIR:

HER “FLIENHNE" XN, ERZEBEIEIZMHAEF. FIFIRENMA Faire ZHIEXAMT,
HEBRMEX D, BIEILIEMIKK Meta, 45302 Bozo Meta WEFERAE Boz /LA EI EEX &
&, tiFn T IR—EE, HRE—T.

(00:10:17) Ami Vora
English:
Oh, kind.
FRSZERIR:

R, thEES.

(00:10:18) Lenny Rachitsky

English:

Okay, so you've heard what he said about you?
FRCEIE:

9%, FRLARITE B AN IREY T ?



(00:10:21) Ami Vora
English:
[inaudible 00:10:21].
R EE:
(FAR38)

(00:10:20) Lenny Rachitsky
English:

Okay, cool. So let me read this and then | want to learn from you how to do this. So here's what he said.
"Working with Ami, it was like watching an alien because she could have the most profound
disagreement in the world with somebody and they would say something that she thought was not just
wrong, but crazy wrong, and she would respond, 'Fascinating, you have to tell me more why you think
that." And she meant it from the core of her being. She saw this schism and rather than reacting as if it
was a threat, she reacted with the most genuine and profound curiosity. | just watched it absolutely tear
down walls between points of view. Embracing curiosity in those moments of challenges completely
changed my life and | owe that to Ami Vora."

FhCERIE:

9, KET. EFHIE—TXEE, AERERAMEINAMEIX—H, MEXAHEN:  “H Ami £EREGEN
B—IMHEAN, AR UMEASERR FRRZIND L, WART —LMIAARNERRN. BEERERS
BigEHiE, MNREEZE: KERET, f—EEZEREFHHFATASIER mAEMELZER LK
2438, WEHEITXMRE (Schism), BigHIREAEREM, MEUREMN. RAZINFEFLENI. KF
BREE T XMAXMRIFR T MR Z EIEE, EABLFEHIE RN 2RI T OMRENE T RNEE, X
EJJTHF Ami Vora,”

(00:10:58) Ami Vora
English:

Oh man, | love Boz, what a great guy, and so kind of him to say that. | mean, | will say that this did not
come naturally to me. I really enjoy being right, | love to be right. | think most of us love being right, and at
least in my childhood, part of my identity was built on being the person who was right and being the
person who knew everything.

AR ERIE:

WX, 3XE Boz, AR TARFA, EXARAEZBAETRT . HBRNE, IMNFKRAFTEZRERER.
HEEER “EH NIRRT, RERECENH. FERMNASHALERER, ELERNEFNE, T
—E D BIANEMBRILEM—D “EMRIA" M “TFRAMBN" Z 8,

(00:11:22) Ami Vora
English:

And then it turns out that in the working world, that did not serve me so great, it wasn't great to walk into

things and be like, all y'all are wrong, | am the only answer, everyone please to listen to me and stop



talking. And what really happened was that someone pointed out to me that not only... One of my old
managers pointed out to me that not only was | spending a lot of energy trying to think through every
possible thing by myself so | could be totally right, | was often not really coming to the right answer. Other
people have a bunch of information that | do not have. And so I'm just ignoring that, | was letting my ego
overtake my desire to get to the best outcome, which is just, that's a silly trade off and an unnecessary
one.

FROCERIR:

B/ERERIER, FRZP, XMOSHEFHLEFAFL, EXA—IMERARRNAGE “RIIMET, HA
BME—RIER, BAREAIEL, RET" , XHAF. BERXEREHNEEARET I FIARIEI—1L
ZIBIEH, BT ARERNHEREERZES—4EURREX EH, MERFEHLEEFHAEENERE
£, At ABERAMAREENAERERS. MAMBATX—=, HILHEPBERK (Ego) EATERREFERNE
2, XER— T REATUERNINE.

(00:12:12) Ami Vora
English:

The thing that changed there is me just saying it's more important for us to get to the outcome and | very
selfishly just like to learn more things. And so by deciding that | already knew everything, | was cutting
myself off from learning the things that other people were really good at and it's so easy to just open the
door instead and say like, hey, you seem to know something that | don't know yet. Why not tell me about
it? I'm going to get better. We'll probably come to the right outcome. Maybe you'll have a better time. Why

not?
Fh>CERIE:

HENXBETRSIFECS, ENEREEE, MEMMOKR, REERFIHMATE. NMRFXIUNEEHCESR
TFRARH, HETIE T RAMAZIEERFENN S, HELTHAORFEEER, [IFH: R, MIAFRE—
EREFTHENER. AtARRIBAAE? * IFRIEREL, RIURISLERNER, BIF Rt
TFERIR. ARMmAANE?

(00:12:45) Ami Vora
English:

And so it was a little bit just accidental evolution in that direction. But it's made work and life so much
more interesting to just be like, hey, what does this person know that | don't know yet? It means that
every meeting you walk into, you're probably not going to get bored and | get bored a lot, but if you
assume that every person there knows something that you don't know, then it's not just wait to get to the
right answer, it's like, discover the thing that they know that you don't know and it becomes just a little
bit of uncovering.

FRCERIR:

FIUXE REGRHEB I AEN “TRENHL” . EXULETENEEEFEEBRES, RFE: B, XTA
MEMLEHEFENE? 7 XEREMEHNE IR, RATEHFRBEITH —mIkE B RETH,
BMRFRIEBENES—PABHE—ERANENER, BAXMPNEFFERER, MEEKIM]
MEMRAAERN AR, XER T —MHRENERE,

(00:13:18) Lenny Rachitsky



English:

For people that want to learn to be good at this the way you are, a couple things that | take away from the
historian and the way you're talking about this is, one is there's an enthusiasm of, | disagree with you, but
| want you to know | really care about what you think. So there's an energy of like, please tell me what I'm
missing. There's also this assumption that a lot of disagreement is rooted in, we just have different
information, so tell me what I'm missing. Can you talk a bit about just how to, what you've learned about
actually do this well?

FROCERIR:
X FAERGMR—FERILENA, EMERNFRNMBEXGENARNRELELLR: F—, B—MRIE,

Bl “HAERMFHNNR, ERFEMMERIFEERMROEE" - FAIUBE—T BHEFRFIERT A" B&E
82, £, TE—MRI, BRZSDERTRNEZENEERE, MBS FERIEIFET T4, REEKIKRIRF
B R TR R IE X ERIE100E?

(00:13:45) Ami Vora
English:

Yeah, | mean, | think the hard part is just sublimating your ego a little bit and saying it's more important to
get to the outcome than to be right. And | think all of growth is a battle with yourself, but this is one of the
hardest ones because we all want to be right, we all want to protect ourselves and it served us, many of
us for so long to be right. | just try to think about the feedback loop of, | think all of life is feedback loops,
so | just started to think about the feedback loop I'm creating of like, | was curious about something. |
learned something new, we got for a better outcome. Probably the other person felt better as well as | felt
better. It's all positive feedback and you do that a couple of times and the positive feedback far outweighs
the desire to be right because now we're more right, we're more right together. And so just building that
as a practice of just noticing how much better things can get when you can be open to them, has been

really fun.

R EIE:

=, WANESETHENRS—TRNEHK, HEFECARERLIEAEREESR., RIANFMBENAKE
TS5BS, MX—R&EMNZ—, EAFRIIEEER, #BFRIFES, MEKHELER “EH” #
KU ENBHER. BRREBERGREF —RIANESMEHRIGEIFAEARN. FIUARFBREERIERS
BERIGES . BNESRIGFES, RFHTHAA, MBI TEFNER, WHURREREETT, R
RWEF T, X2BERARIR, SIRXFEMILRGE, XIIERRIGHHRNHERTEIEAERNNRE, RRIE
B “BIEMW T, HM—ET/ELER. L, BXEA—MES, EMRIFRFABROSHEEETE
AR, XERNER®,

(00:14:43) Lenny Rachitsky
English:

What do you think of this phrase that he used that he remembers? Is that a phrase that you find useful?
Just fascinating, you have to tell me more why you think that.

FROCERIR:

REFMICFNIEDIEEARR? MRESHRUEAERL? M2 “KERRT, F—EEZRAHHIATAZER
R



(00:14:52) Ami Vora
English:

| do think that is a word that | say a lot. | do say that a lot, because it's true, it's fascinating that someone
to look at the same movie that | was looking at and come away with a totally different understanding of
the plot. | could sit in the same meeting as other people and they would leave with just a different
retelling of what happened, and that to me is fascinating. Isn't that surprising, that we can all see the
same, what we think are the same facts and walk away with a totally different narrative? And when you
really go deep into that and you just understand how people see the world, and that is helpful. I'm
curious about things, | like to know more things, and so that just helps me know more things.

FRCERIR:

HIAHSLEERAME (Fascinating) s HWLHIF[RS, EABRESEL. BIBEANKER—HEE, AXED
BERefENER, XXEEET. HAUMIIALER—ITSNE, tWEFENLRENEBNETETRE
MER, XWFHKRAEERT .. XHEERLANRFE? KNEEEZEF. RIVANBIERNARA, FH
EXETRANNERF. SIREERNESD, BERANBNAEFHRYN, XIFEEEEE. RNFYRHT
B, RENTHRESSERE, FIUXREHEMHTRES,

(00:15:36) Lenny Rachitsky
English:

| feel like the hardest part of this for people is you hear someone say something, say, okay, so our mutual
friend, Dan Hockenmaier, he's in a meeting and he just says something that you are just like, no, because
he's got influence. He's a big deal at Faire. Most people have this visceral reaction of like, oh no, | really
don't think that's a good idea. Is there something you've learned about controlling that bodily reaction of

like, oh, and then just being positive about it?
R EIE:

RIS ANRR R EB D E, BIRAEIEAR T —E3E— b1 ER/IAAR Dan Hockenmaier, fthit
SWERT —LEHRTEE “F, BWRT BE, BAMERERWA, ME Faire BN AAY. KEBASEX

MARERN: “BER, RENARSER2NMIER" XTIEHXM B NEERN, HERMURKBSE
mX, fREALFE?

(00:16:00) Ami Vora
English:

Yeah, | do think it is just that feedback loop. It's not like | don't have the visceral reaction, it's just that
instead of interpreting it as this is a visceral reaction, | got to shut something down, it's like, this is a
visceral reaction and it's a chance to learn more. Just reinterpreting some of the feelings in ways that are
more about opening than about closing stuff down.

FROCERIR:

2H, TANNXERAENBNRIFER. HARRBKESERN, MERFTERHEMARN “X2—FA
KRRz, FZBARKE" , MEFEN “XB—MEERN, XR—TMFEIESZRANINZR" . AZFRLER
BN R mAE “XH” AT

MEEE

(00:16:23) Lenny Rachitsky



English:

Got it, so it's kind of like a thinking you do of like, okay, hey, let me frame this and think about this
[inaudible 00:16:28].

FRSCERIE:
BT, FMUXEEEMRN—MEHA, thil: “6F, REFHFHE—T, BE—TXN " (AFRB)

(00:16:28) Ami Vora
English:

For me the most important thing is just taking a pause. | think when you just take a pause, your body
calms down, your mind gets a chance to breathe a little bit, and then your response is going to be better,
but you got to take the pause because the immediate visceral reaction, is not always... It's going to be
primal, it's going to be protective. It's just when you take a pause you're like, this is all fine, let's just learn.

AR ERIE:

MEFKR, REBNFER/UE “EEF—T o WNNIREE—TH, ROSESTHTR, (OB
mAS, ARMFHNRNZERFEN. BROGTEER, RAMNNNEERNHRSZ - EEEERNEH. P
HH. RBESMEWMTH, (ARG “XERXR, ILRNFI—FE"

(00:16:52) Lenny Rachitsky

English:

| feel like more people are going to start using this phrase, fascinating.
R EE:

BURFISBES AFBERX T

“KBEERT” (Fascinating)

(00:16:55) Ami Vora
English:

Fascinating.

(00:16:56) Lenny Rachitsky

English:

When they hear something [inaudible 00:16:58].
R EE:

St IFE —L- (FA38)

(00:16:57) Ami Vora



English:

It's kind of my tagline. There were a few years where | had to be careful about not saying it because
whenever | said it, people would be like, she disagrees. So I've had to use a thesaurus and expand my

words | use.
RS ERIE:

XARGROOLE, BNLERAEFTNOAERE, BASHEE—R, ARKMERE: “WERTRXM.” Ff
UBASARBIE GRS, T AFRIECE.

(00:17:12) Lenny Rachitsky

English:

No, that's such a good word. Maybe we'll make that the title of this episode.
R EE:

T, XEKET . BIHFHNSIBEFIX—ERNED,

(00:17:12) Ami Vora
English:

Totally.

R EIE:

TEER.

(00:17:16) Lenny Rachitsky
English:

What a great title that would be. So we've been talking a bit about the bodily reaction to stuff and our
lizard brain almost, reacting to things. It reminds me of this metaphor that you called the dinosaur brain
and how it applies to product reviews. Talk about what that is.

AR ERIE:

BB MREIRE, HINAWETHEYERERN, IFERNN “WER" EEFR. XL
RER—0 B’ Bk, UNERWNANAES~MITE (Product Review) FEY, KK AME,

(00:17:31) Ami Vora
English:

Okay, so a lot of people on my team, they're coming in to do product reviews and they're worried about
it. They're stressed out, they don't exactly know what to show, and the normal temptation is just to show
as much information as possible because that way you come in and you think, hey, the people in this
room are super smart. I'll show them the information, they will come to the right conclusions. They'll
probably make a better decision than I'm going to make. So my job is to catalog the information and

present it.



AR ERIE:

¥ HEAERRZARSMERITHEREIZEED, MINEARK, FHNEZRTTA, BENERER
TRAEZHNES. BAMREE: 18, XEEFENALBBLIER, FBESRTSAMI], MIMEFHE
ML, MRS REFRRE. FIURNLEREEEEEHBRHR.”

(00:17:59) Ami Vora
English:

And one of the first things that | talk to people about is, okay, for the purposes of this conversation, I'm
going to put myself in the capitally executive bucket because that makes what I'm about to say less
offensive. Assume that executives have a little tiny dinosaur brain. We all have a little brontosaurus brain
and we can really only hold three facts at the same time. We will never be able to go deep in the way that
you are able to do on everything that crosses our desk. And so the best service you can do is actually do
the work of making a recommendation. That's the way we're going to be complimentary. The breadth
that | normally have to look across means that I'm going to be better at things like pattern matching or
giving you more context or telling you stuff that's happening in the company or the industry. But what I'm
not going to be better at is looking at all the information that you looked at and coming up with a
meaningful outcome. That's what you're going to do and my little dinosaur brain is going to be like, okay,
that sounds like a very reasonable pattern, I've seen other patterns that look like this. Okay, that sounds
like an outcome, however, it conflicts with this outcome over here. | can tell you about that. Does that
make sense?

FROCERIR:

HEAZEFARNE: &, ATXRME, FBECIAN “BE” B—X, XFHIETREETERMFIR
A48T, RIRSENHE -8 B o FHBE— “ShRF , —RIRBEE=ZDFRL. &K
MKIETEGIRAREE, WESRINDARNE—HFHHEITRNFR. FILL, (REERMHBIRIFIRS LR LR
97 RHEEW BIfF. XMERMNEANAN. HEBRFEXIN ERKREREERENLE. RHES
BRES, REBSFMRABFITUREETRENER. ERATMERKERMEBINFABEEEHFE—TEREX
MR, BRMVIME, MZIBVNERREZE: “F, XMERZ—TEESENER, RILIHMSEMAIR
o ¥, XIFERZ—NER, B2, ESXINE—MEREPR, RAIUSFRX—R." XAEEFG?

(00:19:17) Lenny Rachitsky

English:

Yeah, and | love that you put yourself in that bucket. You have a dinosaur brain also, it's not other people.
R EIE:

B, BHERMREESBIIAB—F, FEE—IERK, FREA.

(00:19:22) Ami Vora
English:

It's a pretty bad, bad look, but it's really true. As you get more breadth, you are less and less able to go
deep on everything that deserves going deep and you just end up doing a different service than the
people on your team, and recognizing that as complimentary has been really helpful.

AR ERIE:



XITERTZRA K, BHREREN. BEMRXENT EEM, FERETENES—HERRNNEEHITR
2, MERARHIESERATRENRS. TIRFIXMEMEIEEEER,

(00:19:38) Lenny Rachitsky

English:

You have this phrase, my manager owns context, | own the recommendation. Kind of along the same
lines?

FEiE:

RE—AIE: “BRZEEREESS (Context), HEHEREI (Recommendation),” R ARYEIENG?

(00:19:42) Ami Vora
English:

Exactly, very similar. And | think the thing that was helpful for me there is that really unlocked what | was
looking for from my managers because otherwise | wanted them to be exactly like me. If | assume that |
need to bring them information and then they would come to the same conclusion that | would come to,
that's very narrow. They have to be able to look at the exact same information and process it in the same
way and come out with the same idea. Whereas if what they're doing is complimentary to me, then | can
learn from everyone. They're going to just have a different view, they're going to have new information

that I don't have, and it gives me a lot more space to take accountability.
FZERiE:

&iE, IFERM. BIANXHHZREEE, AACEERRTHRMNIENRT. &N, HHEMINZ—E
—#. MRBBRREFELMNNRHER, ARMNSIFHME—FNEL, MERICMAIE T, tiiledike
BIx2MERNER, MEENAGINME, HFIHARNEE ENRMIFABORSHEHE, BBAFKAL
mEMAFES, WNEEFENMA, SBRLBINHER, XATHREANTRERERE.

(00:20:20) Lenny Rachitsky
English:

Is there any other advice that you could share along these lines of just product reviews? So, the big
takeaway here is just keep it simple and have a recommendation.

RS ERIF:
EFEE2IEE, (RREHAEMMNENETUSED? R, XENZOESHE: RSG5, HAHEN

(00:20:30) Ami Vora
English:

Keep it simple, have a recommendation. | also think that, | think we misuse product reviews sometimes
as ways to get decisions and actually, they should be ways to calibrate on principles. So what you don't
want is to come to a product review for every single that you want to make. Instead, what you want is to

come to a product review with one decision, but the goal of that decision is to walk out with principles



about how to make these decisions in the future so that you don't have to come to product review, but

you still have this consistent and coherent product that you're building.
R EIE:

REFEE, HHEN. TEIAN, HNBEHRAT~milHE, BESFERBRRNFER, MEFL, ENZE

RN WHR. FILL, MHRRENTB8—MIEMARERBESM™RITH, Bk, MEEHE—
TREESITE, ERNMRENEFEFE-—EXTREMNABULIREDN RN . XERUEMALE
KEMITE, BERAGHEL —HEERN~m.

(00:21:04) Ami Vora
English:

And so | think when you flip the frame of reviews to being less about, okay, I'm going to bring this
information to an exec, my manager, whoever, and they're going to decide every piece, you're not
actually building that much more capacity in the system. You're getting fast decision making, but you're
not changing who can make really good decisions. And | think you always want to change the org to
constantly make better decisions, and a way to do that is when you bring these sorts of questions, what
you talk about is, why did you make this decision? What are the trade-offs you have in mind? Who are you
optimizing for? What timeline are you thinking about? What's the risk level we're willing to tolerate? And
then you don't have to come back. You have enough information that you can take those principles and
run with them.

FRCERIR:

Fit, FIANEIRAEITEHEIIER, FERE “RELXEEETHASE. SENEMA, LITRES— A
™R, MREMFREHSBERETRIUESHES, RFETIRERE, BRHLBENRE “HEMHEESF
BURR" o HIANMERHRENTAR, FERMMEEIFIRER, KMX—BRNGZER, HIRMEHXER]
B, RITIEE: MATAMXMNRE? RERT MERE? MRIENEMRL? (REENNELEMA? i)
BRAEZSRONL? ARMRAAOBERT. (RETEBHIES, JUTEXERMERT

(00:21:51) Lenny Rachitsky
English:

Is there a framework or a process you use for product reviews that might be helpful for people to hear?
Just like a agenda or a way of thinking about just how to set up a product review for success? Because a
lot of people are trying to set these up at their companies and they're like, | don't know if we're doing this
optimally.

AR ERIE:

MBEREETRITHEPERANERIURE, TUSZRLAK? HIINEE, HEXTFNAMAINKESRITHENR
Z7H10? ANRSABESHAEQSZIIMIEG, EfIIFHES ST RN,

(00:22:05) Ami Vora
English:

Yeah, | think everyone's got... | think there's so many different takes on frameworks. | don't have a single
system. | mean, actually | think Boz has written about a bunch of this, and | probably most agree with
him. Where there's different kinds of product reviews, it's like, what are you trying to solve? What's the



timeline on which you're thinking about for these? Is it a philosophy? Is it a strategic shift? Is it a day-to-
day product decision? And then keeping it extremely short and pointed and then making sure you walk
away with principles, not answers.

AR ERIE:

2, FREPAEBE - XTEREREAENLE. FKE—TRE—HNRY. KfrL, Ik Boz EIR
EXTEXHENAS, AATRRIABMHNR. FmiTHEERENER, il MZERRTARE? REE
BB ZA? X2—MHEFREG? 2—MREEIE? TR—MEENTMRER? ARFRSRAEEEN
Bitwts, HRRFHENZRN, MARRRNER.

(00:22:36) Lenny Rachitsky
English:

| think there's a lot of nuance and importance there of what you just said, which is start with the problem
you're solving. What are we trying to do here? And the timeline, | think that's also really useful and
important for people to hear.

FRCERIR:

BREBMEIARBNEREREBREER, BME: MREEFERNEEFGR, HIEXERRBEHTAL? EHH
B4k, FANNXHARKRBIFEERAEE.

(00:22:47) Ami Vora
English:

The temptation is always to err toward writing more, and what | always really recommend people do is
write whatever you need to write and then cut out almost all of it. What you really want to bring to any
forum, whether it's a product review or a written inform or anything else, is the minimal amount of
information that you need to make a clean recommendation because then you are forced to be
opinionated. Otherwise, the opinion can get lost in all of this information. You can hide behind, well, all of
these analyses seem to suggest, and instead you should probably just say, looked at all the data, there's
three analyses that suggest this. There's one that suggests that, we think that one is inaccurate or worth
taking the risk on. Let's go. Any objections? Let me know. Any new context? Let me know. That really
forces you to deeply understand and take an opinion on the material.

FRCERIR:

MIEZ2HRATERES, MALZEENAK: EMIEESN ), ARMEERNEXRED. TIEEES
mitH. BECRERAEMEMNT S, MEERESNNZMERHENAEN ‘RIMEEE" , RAXzE
ERR R EEBARNM R, B, MIMKARRIARTBEEE . MARIRE B, FIEXESHUFERE
Bg----” [EE, MIFNZERR: “BTREHRE, BZROMKRERX—R. B—UXRAER—R, HMPANE
—IA R, HEESER. Fril. ARNE? BEFKR. BMERNE? 55Fk.” XREEBFEIRRNE
R R R R AR

(00:23:43) Lenny Rachitsky
English:
Final question, who do you like to invite to these product reviews and your thoughts, rules, policy?

FROCERIR:



RE—NAE, RERBIBFESMXEmiTPE? FRETARE. JNIEERG?

(00:23:50) Ami Vora
English:

Yeah, I mean | do think that usually fewer people is better. It leads to a sense of being informal and that is
really useful because it lowers the bar on how complete or strong these conversations are and I'd rather
have a less formal conversation faster than a formal conversation and lose three weeks in the process
when we could have been building. | think it needs to be cross-functional. | think one of the things you
want is cross-functional accountability. So we want it cross-functional at the leadership level and cross-
functional at the team presenting level. And | think those are normally the groups.

FRCERIR:

=8, BAREE A LEHT, XSEE—MIFERNRE, XIEEER, RAERETHENIE, FEEIES
ZATEYEE, ETRERMBITORIEERKE, BRBEATESREXKIEMRE=FNE, MIBL
BHE FR A 1A B AR SR = fm. HIAN TR LAZEIREERN (Cross-functional) . fRAEEHZEEEIREEIR]
#lo FRUENELENSENLIREAZEHEEIREN. HINAXLBEMRESSEHE,

(00:24:25) Ami Vora
English:

| think the thing that gets hard is you often cut out the middle, where if it's a working team presenting to
the senior leaders on something important, it's really hard because it means people's managers are not
in the room and can't help the conversation or other things. And so in order to do that, you have to really
have a bunch of implicit trust inside the team that everyone will get the context later, that everyone's
going to be kind to everyone else and you don't need a ton of air cover, and that the managers trust their

team to present in the best possible way.
FRZERIE:

HANNERETMHREEIVEFRER. MRZHATEARASLATELHREESI, XRME, FHAXZWRER
RNZEREY, TEANBMERAEREMER, Fit, A THEIX—xR, RSO AERENIRREE:
BESMAHEHRTRER, HEETABSIEFRIL, BEMRTFEREN “=H#EF” (Aircover, 5L
REVRIP) , HEZENEEMINNEAEUARESNEITRT.

(00:25:02) Lenny Rachitsky
English:

That is always a stressful place for a manager to be, where their success is riding in that meeting and
they're not there and they-

AR ERIE:
IZIBFKI, BEE—NEHEANLE, ITWRINECRTFIRZEIN, MR ED, il

(00:25:07) Ami Vora

English:



It's so stressful, it's so stressful. | think anything you do to make it less stressful is useful. But then
there've also been times in my career where | would keep the room itself small, but because we were all
trying to calibrate on specific principles, | would record or broadcast the reading to anyone who wanted
to see it, just so they could all see the principles by which we were decision-making and get calibrated on
that.

FROCERIR:

EAXKT, ENENDRR. ZIANEREREXMENNGZHRE2ERN. BERNRLEES, HEET
EENNZ HEERFSWIRR), ERARNBEZANTFTHENRY, REREHEETABENAIEF
KRR, XAFEMIERRE R BN MBURERFRRIERIRN, HIELHITIIT.

(00:25:32) Lenny Rachitsky
English:

So through your career you've transitioned from being the person pitching the products and being
reviewed to the person reviewing and being on the other side. Is there anything being on this side of it
that you think is helpful for people earlier in their career to know about that experience, from your angle
now?

AR ERIE:

EARBVERIETES, (RESMIEHET @ BRITHENA, BTTEMA. IEES—AA. MRIENAE
¥%E, ATFX—AHEFAERENTFTRIEEFHHIARRGAERRING?

(00:25:53) Ami Vora
English:

| mean, | think for what it's worth, | think I still do a fair amount of product pitching in the past few years
because there's always someone else to convince.

FRCERIR:
HRGNE, AIENLEER, RLMFLDATMBEZHSRESH, BASEREMATESRR.

(00:25:59) Lenny Rachitsky
English:

That's true.

FRERIE:

st anit.

(00:26:01) Ami Vora
English:

Especially if you want to do something dramatically different. Really, | think the biggest service for people
who are starting out a little earlier is that point around bringing the recommendation, really having the



opinion and standing behind it with conviction and doing what they need to do to build that conviction
for themselves.

AR ERIE:

LHERSFREHR—LEHRBMNEN. B, FAANTRERSRENARKLR, RANTEBMEREE
BIXTF “BREWN HE—=: HERBECHUR, BEMZIFE, FREMENE CBIXMER.

(00:26:22) Lenny Rachitsky
English:

Awesome. You've done this a number of times already in this conversation, and so | want to spend a little
time here, which is using metaphors and imagery to make your point and get people to understand what
you're trying to say. So you have this code of putting on the coat of the job and this dinosaur brain, and so
someone told me that this is just a skill you have where you use metaphor and imagery to rally your team,
get your point across, get people to understand what you're trying to say. There's also this metaphor,
someone told me | need to ask you about the hill climb metaphor. Does that ring a bell?

FRCERIR:

KiET, EXRPEPMELSRBTRTE—R, FMUBRBEXESERE, Bl FARMANERKELN
=, FEAMNERRERENER. RRET “FLEITEINE" # B , BASFRXZIRE—IK
g, MEKARMMNSRFEREN. FTEUR. LAREBERFHNER. 2E—1RRE, BASFE—EER
EREF “TesE” (Hill Climb) H9BRME, {RBEIRI?

(00:26:52) Ami Vora
English:

Yeah.

R EE:

B8,

(00:26:53) Lenny Rachitsky
English:

Okay, what is that all about?

R EE:

4F, BREIRZEEARE?

(00:26:55) Ami Vora
English:

For me, the hill climb is all about the difference between the local optimum and a global optimum. That
sounds very abstract, but | think a lot of the time when we're doing our job, when we're doing life stuff,
whatever you're doing, you try to just get better and better and you optimize your current system and
then you feel really good about it, and that is great. You're standing on top of the hill, you're looking



down, you can see the, | don't know, rolling hills, the sheep, the grass, whatever. But then way off from
the distance you can see a mountain, one that's even higher than you can't even see the top of it, and you
have to decide, are you going to take the risk of climbing down your hill, crossing an unknown chasm,
and then climbing back up, just to get to the same level you started at with more climbing to do to get to
that summit? And that is really hard.

FROCERIR:

MEEKR, TeR” HROETREBRANE/RMZEINEKG, XITERRBR, BHRIANRSEHERLIA
TR EERMEMFREE, RMNIAZLELFHRMLT, MAHRNRS, ARBRIEIFEE, XREF. Rk
FLETRERATE, EINERNER. F8 BEMES, BEETNITS, REBEE—EAL, —EES.
BEEEANTUERL, RBFRE: METREENE TRAENLE, BHERMEGRN (Chasm), AEBEL
€, {XNER T EIEURFIRRHINESE, HFEETEHSRE SRR EaE? XENRM,

(00:27:51) Ami Vora
English:

I'm thinking of things like, maybe the first time | saw this was like a lot of companies were really good at
desktop and you could see the mobile mountain way out over there, but to get there you had to really
make a lot of trade-offs in your core desktop business that you were not totally sure were going to pay off
when you made it to the mobile mountain, and you had to do a ton of work. You had to fundamentally
rewire a lot of what you're doing without a guarantee that you're going to get there. | mean, you can see it
in life when you think about new jobs or new moves or new relationships, anything that you think about.
You are giving up something that is working pretty well without knowing whether you're going to make it
to the top of that next mountain. And that's been really helpful to me just to place where | am on different
things, where you get the inkling that there is a much better way to do this, there really is.

FRZERIE:

BAET —LFlF, BIFRE-—RBIZXMBERRREZQADVEEHFHMFIFELT, MEFIZLNBIIRA
o EEEERE, ReAEZORESS EMEBRZSNE, MIRHRT2RE S REABZEIRALN, X
NERE=EER. (RBTMAENTE, CHAMBE LERFHEMAILSS, MLEEARIEIREELERE,
FEERRENLL, HREEFIE. BRRIFHARXRN, REERF—EEERFHIKRA, AFMNER
CRARE L T—ELNTE, XNEREREL, LREEMLUACEFARDFELNUE, SNREINE—ME
AR, BERVE—MEFRIG I

(00:28:48) Ami Vora
English:

Is it going to be worth going down into the valley, climbing up, keeping climbing? Is that going to be
worth it? Most of the time the answer is yes, but it's helpful for me to know, boy, this feels like a slog. It is
supposed to? Because I'm still in the valley and the thing that gets me through the valley is remembering
what the summit feels like. When you're on top of it and you're like, this is great, it was absolutely worth
it. My life is better in these ways, we're able to solve these problems in these ways. It was worth it.

FRSCERIF:
ETLR. MEEE, 358%, XEEBE? ASHEETEEE TN, BXT|FKW, ME KW, XHHLE
EEEHR ZREEHBN, XEED? 20, AARTELAE, SERESTLANSICERIENRT, LR

IETETRIERY, fRERDITG: “XXEFET, LIER. RNEEEXETERFEF T, KiIEUXESNFRX
LnE, —tEMERS.”



(00:29:19) Lenny Rachitsky
English:

| love that. It feels like a big value of the metaphor, which | love is that to set expectations, it's going to be
really hard for a little bit or we will slow down what we're trying to do now, but the idea is there's a bigger
hill and a bigger mountain.

FhCERIE:

EERX T XTREN—ANETETIREH: T—EBNEARIEERE, HERINSWENEHNHE, B
ZOBRE, AIAE—EEANLEMESHILIE,

(00:29:32) Ami Vora

English:

It's a bigger hill and it's worth it.
FRCERE:
PBR—EEANL, MBERFZERE.

(00:29:34) Lenny Rachitsky
English:

On this kind of broader idea of metaphors and imagery, is there something there that you've learned of
just like, this works really well, I'm going to invest in becoming better at this, or is this something that's
come natural to you? Anything you can share about that skill and approach?

FRCERIR:

XTFREMERXNE ZOHS, RESFITHA, il “XFEFRY, RERANBHEREEK” , &
RRXBIMREMBNEES? XTXBUEEMGE, FEFARUDENE?

(00:29:46) Ami Vora
English:

| think this one came from, | worked for a manager, his name was Eric Antino, and he was just a master of
the metaphor and analogies. And so whenever | would bring him something, he would be like, how is this
product going to make you feel, and when is the last time that you felt this way? And you can say, oh, | felt
this way when | was hanging with my friends in Dolores Park and he'd be like, cool, tell me what it feels
like, why that's the analogy, what ramifications come out of that?

B
RBHTFRE N —( &M Eric Antino BYZIBTIE, MMERIMHIAIANT. SURFAM— LR,
FRIE: EAFRRILVEHABNE? M E—REXMBRRHANIER? (RN B, YRAOPK
ESHERADRMENRATMBR, HRW: B, SRRBRMIABE, AHABKEL, K2R
fraER?



(00:30:18) Ami Vora
English:

One thing | like to do is try to build an emulator for different people in my head, because I've just had the
good fortune of working with an amazing number of very different leaders, and so he's one of the people
| tried to build an emulator for where I'd be like, okay, | see this thing. | don't know how to solve this
problem. How would Eric describe this? I've tried to build one for Boz, which is all about principle of
decision making and principle of trade-offs. There's a few other people where I'm like, | don't know how
to solve this problem. Can | load this other person into my head and how would they approach it? And
that gives me a fresh lens on it.

FRCERIR:

HERMN—HEZERFENTRNARL “EHE" (Emulator), ARBEZS5FZIFEFRNATEHL
. BRI HBRUBRMUBNIAZ—, RSB F, REITXHSF. RFANEZELARR, EricRE
AHERE? 7 FMZRIHN Boz BII—1, AVZOERRRNARERN, EEEMI DA, SERAMELME
fRRIPER, R “HEFEEXTANRBEEAMBEEMFE, WINIEARE? " XETHE -T2
HHIR A

(00:30:55) Ami Vora
English:

And | really like metaphors and analogies because | think especially as you scale a team, narrative
becomes increasingly important. Narrative can carry so much weight and water where otherwise it's
similar to the product review point, where either you can tell everybody exactly what to do at every point
or you can create a story that we all agree on. And when we all agree on that story, people just know
better what to do. If we all agree that the feeling of something should be, I'm sitting in Dolores Park with
my friends on a sunny Saturday. You know what the iconography, the designers know what iconography
should look like. You know what the communication and join pattern should look like. You're not going to
build something cold and corporate, you're not going to build something strobe light, you're not going to
build something flashy, but you don't have to go and make all those individual decisions. You can buy
into the same story and then people will just naturally build something that feels more consistent.

FRZERIE:

HEEENRMAELL, EARINARRNZEY KEMAER, fME (Narrative) TISHKBER, METU
AHERNNE, TG mTHEEERE. REAES—KREBSFFETAZBAA, BACSE—THRAIE
INERERSE. SERNEBINEBNEER, AMIMEBE LMt 4. MRFNEBNBDREMBRENZE “FAFCERYE
MEAMRARYLESREHAE" , BARITIMRAEERNIZKt AR, RIAEDSEMIMNERXNZZ
Lo MARMERAKE . FRHREWBRHFRA, FMENGRIRNAR, UASMEEHENKRA, MEMR
FREEZZE5F5—THNRE. ARIABR—1E, BAMARSMEBREE—RHIRA,

(00:31:56) Lenny Rachitsky
English:

This is such a powerful and important skill. Is there an example that comes to mind where you did this
really well, say at WhatsApp or Facebook of the story that carried a lot of water for you and the team?

FRCERIR:



XHE—TRABEEMREE, MEREI—MRES TG FIE? LLiN7E WhatsApp X Facebook, &%
B NEENRAEIARE T EXBER?

(00:32:08) Ami Vora
English:

Yeah, | mean | think the product metaphor we arrived at for WhatsApp was face-to-face communication.
Our goal there was to make it so that every person in the world could feel connected to the people they
cared most about, even when they were separate, even they're distant geographically for whatever
reason, we were always going to be apart from the people you cared about. And we really had to build
something that would work for literally everyone in the world. People who are carrying these high-end
devices in western markets who are very tech comfortable and savvy, and people in the low end markets
who were carrying these low end devices, they weren't that familiar with technology, it was maybe their
first time online. We had to build something that worked for everyone.

AR ERIE:

2R, FABIKATE WhatsApp LB~ mizhiE "ENEEE" . HMNNEMSIL TR L5 ABERZE
S5fl&XONARERE, BERNSAZM, BERNSHRERRTHIE LAARET, RO AWELEES
BTeXE8— 1T AN m. BREEASTHEASREE. IRAFEATHA, BLEEREHHERRIRKL
B WRARATKAE. EERF—REMBIA. Bl TS H—TNEAE AEBBEKBIFR T,

(00:32:57) Ami Vora
English:

And the most universal form of communication is face-to-face. When you talk to someone face-to-face,
you're not thinking, how do | present? What tool do | have to learn? You just open your mouth and words
come out, and that's the feeling that we wanted to create. And that involved a lot of the app stepping
back from communication, creating spaces that felt really intimate so people wouldn't have to think to
themselves, what kind of space am | in? They could immediately map where they were in the app to the,
okay, I'm sitting around in my kitchen table and people are joining and leaving calls just like they're
walking in and out of my living room, but it is a family space and the family is there. Or, in one-on-one
disappearing messages, you're like, cool, this is my close friend. We don't need to keep track of
everything that we're saying. We're here for a little bit of banter, a little bit of relationship, a little bit of
quick, what's your wifi password and stuff, and whatever's really important, that's what we'll hold onto
and the rest is just day-to-day, normal intimacy.

FRCERIR:

MxEBHABTEAMEENH. HRMEABXNERKE, (RARE: “HWzWNEERR? REFEIFAT
8?7 (RRFKAE, EMRERT. XRERMNBZCENRTE. XFIRIILNANEDEFR “BE" , g
HERIFEFENGR, LATRBEE: “BROEFHAFENTE? 7 M1 LAIZETE N A e B REYEI I
K %, REAEBERERTFE, AMINMANBAEE, mEMINEAMELRNETT 1, EXR—IRE
=a, RABEXER.” HEE l-on- 1 NFFEERESR, (REREE: B, XRHRNER. BMNFFELR
WHE—EiE. BINIAZEXENI. HRRZXE. BE) WiFi ZBEZEN, BEEEENFARISRE, HRN
RAREEN. BARERR.”

(00:33:58) Lenny Rachitsky



English:

That is super interesting. WhatsApp, one of the main differentiators and benefits is it's super fast. And |
see completely how it connects this idea of you're just like, ideas, we want you to feel like you're talking to

someone.
RS ERIE:

XIFEBB. WhatsApp HEBMBEMERUZ —MREBLRR. HTLBEBXMAERZIBIRE: K1H
IR IARTEN R A LRI Ko

(00:34:09) Ami Vora
English:

And it's all really a small thing. It's like a typing indicator is like someone who's about to take a breath,
give them a second to talk, the two check marks lighting up or someone's face lighting up when they hear
you, it's just a recognition of being heard. These are all super small things, but | think they add up to a
feeling of being there.

AR ERIE:

XHLEZLENAT, bl “EERN BER, MERAEESRR—OSWIE, LMH10—F0etE; &
HFEtric =R, MEEARIMGENEESE, X2—M “RIFE" B#EiA. XLEMIRNER, BHIA
NEMNBRMMT M “BiIRHE" IR,

(00:34:29) Lenny Rachitsky
English:

That is super interesting. So | love this very tactical piece of advice that you just shared of just when
you're trying to come up with a metaphor or analogy, think about what you want your users to feel when
you're using the product and when else have they felt that same feeling? So interesting. And then this
other point you made of making this emulator of a person in your head.

FRCERIR:

XAXEET . HIEBSRMFENA D EZXNMEAMERI: SRR BRMmEELEY, BERFEAFEER
P ARR, URMITEEFARBREIRFENER? KEERT. EEMREINERFERI—TA
Y “IRIAER" o

(00:34:49) Ami Vora

English:

| mean, it sounds a little wild now that | think about it.
FRZERiE:

B2, MEBERXITERE RRIT,

(00:34:51) Lenny Rachitsky

English:



No.

AR ERIE:

(00:34:51) Ami Vora
English:

That's robotic.

R EE:
XITEERRENEE Ao

(00:34:52) Lenny Rachitsky
English:

It makes total sense.

FROCERIR:
BXTFEeHIFiE,

(00:34:55) Ami Vora
English:

| get very bored a lot. It's another way to make sure meetings are really interesting where you're like,
okay, let me see what that person is going to say next. Let me put myself in their shoes. Let me think
about what they're reacting to and why they're going to think that and how they're going to see the
world. And again, it just gives me more toolkits because it means when I'm stumped on something, | can
be like, what would Rob Goldman say? He'd say, look at the dashboard. Have | looked at the dashboard?
No. Okay, let me go look at the dashboard. You can load up these different skillsets that people have been
so generous with sharing with me.

AR ERIE:

REBRILTH. XRHERZWEBNSZ—MAEN, RSB “9F, EREERTAETRI R4 LK
St thAR, tEEBEMAENTAMBRE, MATAZIEER, HNAEFHRA.” INEGTRESHNT
B, AAXERESHREEER, KAIUE: “Rob Goldman REAW? i BINFKRE . RENKRE
TE? 28, ¥, UEEERMNRE” REILUINHEXE AEE D ZL R E RS,

(00:35:28) Lenny Rachitsky

English:

What would be the Ami emulator? What are people thinking when they loaded it?
FRCERIE:

B AmitBIIEE" SR AR AMNBERSBRHFA?



(00:35:33) Ami Vora
English:

Fascinating.

R EE:

XBRRET (Fascinating).

(00:35:33) Lenny Rachitsky
English:
Fascinating?

AR ERIE:

(00:35:35) Ami Vora

English:

Fascinating, probably the number one, no joke.
R EiE:

TERRT , BNEHE—H, "HK.

(00:35:37) Lenny Rachitsky
English:

Is there an emulator you most often come back to that you find most useful in just in your day-to-day?
Who's the person that like, oh yeah-

FROCERIR:
BERAMMENRZMAEREER. REREHN? BIARE?

(00:35:44) Ami Vora
English:

| think those are the three. | think it is like Antino's story. Story, metaphor, analogy creation. | think it's
like Boz's, if we played this out, what principles are we using? And if we kept on using those principles,
what would happen? And it is Rob Goldman, who's an amazing metrics growth product leader being like,
look at the dashboard. I mean, look at the dashboard, which is a great central rooting part of my life.

FROCERIR:

BEMIBI =10 Antino BIHKZE. FRIEAMELLEIE, Boz BY “UNRFANIXIEFEM, HRITEBHZHARMN? WFR
BATBREEEXLRN, REFA? 7 &FF Rob Goldman, fE—7 FEMERIEK~=RASE, tHEE
W OBNERE o BENERERREEP— T IFERONELME D,



(00:36:16) Lenny Rachitsky
English:

This was so fascinating, fascinating.
R EE:

XABRERT, XBERERT,

(00:36:19) Ami Vora
English:

It revs up.

FEiE:

WNER,

(00:36:20) Lenny Rachitsky
English:

| love this topic of just metaphors and stories and visions and things like that. It's something that a lot of
people are wanting to get better at. Is there another example, per chance, that you could share of maybe
using a metaphor to rally team, get things done?

FROCERIR:
HERXTRRE. BENERZENET. XB2REAFVREEERDN. (REEBIZE—1FFIE? HiFE

FIRRRRRRREN. FTeRESHHIF?

(00:36:34) Ami Vora
English:

| mean, | think taking a sub part of WhatsApp or when we talk about video calling. | really, one the
metaphors was sitting around in your family room when you think about how to make calls work, where
when you're sitting in a family room, you're not scheduling it, you're not, | don't know, having this cold
corporate feeling, the way you do with a conference where there's heavyweight interactions, and instead
there's just, you can join and leave. It feels lightweight, it feels like the space exists even when you're not
there. And so just creating things like joinable calls, like that feeling of people popping in and just paying
attention to whoever's there and letting them leave, but the call can flow on without a super heavyweight
action that everyone needs to take. | think that was another one where we were just able to agree on the
feeling and then you know what to build.

FRCERIR:
#1828, bl WhatsApp I—1FIh8E, & HHNPOCAITRIEN, Hfh—{RamE "“LERENERE

E” o HREEZMALEIEEER, RMLEREER, MASENYE, MASEBPHLAIKNEIEE,
AMESMBMHBERERERNS N R, (REUMERMANEF. eRERER, RIEAERAERE, A
PNEEHEKRATEE. FAUAFAIRNET & “AIIIN@IE" XIFRIINEE, ﬁB%W\ﬂ]I‘J’éHﬂ“LEE KAETEIHIA. Al
BN, @EAUARHT, MAFTESPABRATEMRENERF. TNAREZ—HF, KNRF
MDA —E, ARIRMAEEMETAT



(00:37:27) Lenny Rachitsky

English:

| was just using WhatsApp to do video call with my mom. They were traveling to Italy and so-
R EE:

N AEER WhatsApp FIFESLEIE, i1 EESAFIIMRIT, FFLL----

(00:37:30) Ami Vora

English:

That's great, that's exactly [inaudible 00:37:33].
R EiE:

KiET, BBER: (RA3E)

(00:37:32) Lenny Rachitsky
English:

| experienced it, it felt great.

R EE:

BRARET, RIERE,

(00:37:35) Lenny Rachitsky
English:

Let me go in a slightly different direction. One of my favorite posts of yours is called execution beats
strategy every time, and | think another way you phrase it is, execution eats strategy for breakfast. | think
you put that somewhere. I'd love to hear about this because | completely agree. | think a lot of people
obsess with strategy and vision and got to get this right and forget that most of the work is execution. So
yeah, I'd love to hear just your take and insight here.

FROCERIR:

IFHBMET, RESURHTRHN—BXEN (MITHESRETHER), REBMREEE—MKEAR: “WiThH
EEHEYEREZT” (Execution eats strategy for breakfast) . HABMREMESE, FHEBIFIFXD, EAFKST
2R, WIAARZAERTHEMES, REMATIEXEREY, 57 A2 TIEELERIT. I, R
RRIFIRREVE SEF AR,

(00:37:58) Ami Vora
English:

Yeah, | don't know if | coined execution eats strategy for breakfast, | think a lot of things eat other things
for breakfast, but I'm a believer. | do think execution eats strategy for breakfast and that's something we
used to say a lot at Meta. It was just the most important part and | was well-trained in that. That was one



of the key lessons that | learned there, and it's because when you have... Look, strategy is super fun. You
get to think about all this pie in the sky stuff. You get to think about if the world operated in rational
patterns and you could predict the future, what is going to be the second and third order effect? You get
to use your brain in a really fun, philosophical way, but customers don't care. Customers don't care about
your fancy strategies and your five-year plan. They care about the product that's in their hands. And so
anything that distracts you from thinking about the product in your hands | think, or maybe worse, takes
you away from solving customer's problems today, | think is a distraction.

AR ERIE:

BH, BAE “HRITHBABERERETT BFAERARN, ZRERZAARKSLHINABIREE, B
RMEREE BHALINAPITHMES AR, XERITE Meta EBHMN—a1E, %O, BREERAFERIT
RiFpVll%. MEREMEFINXBHIIZ— RERET 75, HEBFEEEB. (RAILUBEZMHEKRE
EBE, RE]UBEMREFIFBMERATTAMRETNRE, —MM=ZMBEEEHA? (RAIUU—MIEES
B, BFNANERAR, BEXEFPAEF. FRAEFREWNABANEEITI, MIEFHERFEZRR
mmo FRLL, LD 0. AEREFHERHNERE, REELHNRZ, ILMTEFEATFSXEGBRENE
&, FIANERZTH.

(00:39:03) Ami Vora
English:

And | think one of the things that you learn is if you have great strategy, perfect strategy but poor
execution, you don't win because your strategy never makes it to the market. And what's even worse is
that you have learned nothing. You don't know whether it was your strategy that was wrong or whether it
was your execution that was wrong, all you know is you didn't win. Whereas when you have a pretty good
strategy, a good enough strategy, you're in the right direction and you have perfect execution, you still
don't win immediately, but you know your execution was great. So then you learn, what do you need to
do to improve your strategy? You've got the execution machine, you go back, you update your strategy,
you relaunch, and you keep on doing it until your strategy is perfect and then you do win. And that's the
lesson | repeatedly learned.

FROCERIR:

HIANAMZEN—HER: MRFEFAIHREE. TRHOHRE, BRITHRE, FRAT, ENIREHREKIT
TEERTT, EREENE, MITAWRFE. MAMBERHEET, EERITHET, IRRAEMZR. MY
RE— T RHEVAE. — TR, FTREXNE, HEMRETENRITA, RAEERZIIIAIER
B, EAERERITARE. TRMFET . MBEMEN ARIHELER? AT, REIEEHMK
B%, EFA®, FEIEE, HEHERERTE, ARMHMERT. XMERREZZIHHEI,

(00:39:50) Lenny Rachitsky
English:

Is this advice a reaction to what you said, where people, PMs let's say, are just like, | want to work on
strategy, we got to spend all this time, get the strategy nailed, and it's just like, okay, we also need to

execute and that's maybe even more important.
R EIE:

XM RN A PR IERAEIRIS? thin=mEE (PM) I=it:  “REMMGE, RINELKENEEL
BRESE.” MMKLE: “WF, FNEFERT, MBRITAHREER"



(00:40:02) Ami Vora
English:

Yeah, | do think it is very glamorous to work on strategy. It's so fun. It's so fun to have the word strategy in
your [inaudible 00:40:11]. | don't know, we've built a mythology around strategy being the most
important thing. And execution is not glamorous, it is not like white-boarding by yourself and pointing to
things and coming out with the grand vision. It is the nuts and bolts and sometimes boring, sometimes
grind it out work of like, you got to bring the donuts, you got to look at the dashboards, you got to rewrite
the spec. You got to just do a bunch of the grinding, but that is what leads to the customer's outcomes.
That is what the customer is eventually going to feel. They're never going to see the whiteboard, they're
going to see that someone took the time to fix this bug.

FROCERIR:

BH, FTOANMEBRHILRERIE, SRE®B. EMRE (FFE) BF "B XMARE®E. HANEN
ft4, BNES “GREREENFR" B 7 —MHIE MRTHALE, EFRRIFE—TAEBRIEER
=, MERRGERR. BN, BRNEZRN. BREEANIME, thil: (REEAXHMHE (EBHNGE
#), MEENERE, MEESMBRRBH. MOMBAKENEALE, RS BFREFERNAA, BEE
PRAZBRINARA, tilxzEFEANR, MNRSEEEAENEEET X Bug.

(00:40:53) Lenny Rachitsky
English:
This episode is brought to you by User Testing, transform how you build products and experiences with

User Testing. Get fast feedback throughout the development process so that you can build the right thing
the first time, make better decisions that lead to better business outcomes.

FRZERIE:

RETTEH User Testing #Bh. f# R User Testing ERB(RE = RMARN S . EENMALIEHRERE
45, LAMBIRE—IRTLEEMT, MHaeH KRBT SERMVIBE RS,

(00:41:11) Lenny Rachitsky
English:

Companies are being asked to do more with less. They need to move quickly to build experiences that
meet changing customer expectations and do so faster than ever, all while minimizing risk and costly
rework. With User Testing, you have a trusted partner in experience research. They empower user
research, product and design teams to make higher confidence decisions with human insights. Learn
more today at usertesting.com/lenny.

AR ERIE:

MENATHERAELVNZRBELZNE, MIFEERERTH, HEBEAMTHUNEATEANGER, HE
EL U FEAEEER, ANEERERV XS RINRT. §7 User Testing, {F#iE T —MEREH
AR EENE. tTEIALXRER, WERFHAR. FafligitFAREERE LIRS, LB
usertesting.com/lenny TfREZ =8,

(00:41:39) Lenny Rachitsky



English:

Is this advice you give to your PMs on your teams? | guess, how do you think about this when they're
trying to move up the ranks, become better product managers? Is this just a common thing that you often
share, like yeah, strategy is going to be amazing, important. You got to get good at it, but also make sure

this is going great.
R EE:

XEIRAHEI AR~ mEEBZNG? SR EEH. RABFHN~REEN, (REEAZEX—RH?
XEFEENZENEIRG? thal:  “289, HRZERE. REE. MOJUBKE, BHEBRFRITERIF”

(00:41:57) Ami Vora
English:

Yeah, | think about it a little bit in terms of proportion of time you should expect to spend. So | mean,
there's no point next being on that strategy, you can't have a bad strategy. So you should spend some
time, maybe it's like 20% of your time, but the bulk of your time should be confirming that strategy
actually makes sense for the customers. Getting it out there, building the machine to constantly make it
better, as opposed to a perfect strategy. You go away, you build it for a year, you ship it, the market has
changed. Customers have changed, their needs have changed, competition, just the whole landscape has
changed and you probably could have solved those problems more easily had you headed in the right
direction, but done it with more ongoing customer feedback.

AR ERIE:

B0, HEMIRRIZR NN EIELAIRE R, RNTRZE, HEEFRELE, RREE—TFERRIEES, PRUR
R izfe—EeagiE], HiFE 20% BIESE], EIRAED BN ZARMINZEBENEARTENEEX BT
|H7, BIUAEHETHNE, MARBER— “TEAHER" . MWERAEE—F, AHIHHHESR
T, BPET, FRET, RENFET, BIMEEHET . MRMIAABERNGEENHE, HESHLE
BB RI%, (RASA]AE R AR X ),

(00:42:39) Lenny Rachitsky
English:

In terms of this proportion, | imagine what you see is as you get more senior, more of your time spent on
strategy, less time on execution, right?

FRCERIR:

KTFXALES, HIBMBINE: MERUENRES, AN EANERZ, EERT LA ERLD, 3
ng?

(00:42:46) Ami Vora
English:

| don't 100% know that that's true. | think again, even at high levels, maybe the strategic directions
become more important to get mostly right, but | think still most of your time is making sure they can
make it to market. | think you should still be spending your time understanding what's slowing people
down and unblocking it. Understanding, how is the market changing? Understanding what the broad



customer feedback is, just constantly improving the system that you are building. | think that's, | mean,
how much time can you spend thinking about the future, as opposed to actually trying to create it.

AR ERIE:

BRTAEDZEREBZEN. HIANEESE, BARRMBSRAARERESEEE, BIRASIBIEIE
MARHRENEHRRTT. BIANIRNAN LN B AERR I AKEIET ARNBEHDRER. BT
RINETAR, B@EMOZNEFRIE, RECSUAHRETNRNZRS. RPVERE, LEXFEEIEREK, (RE
REEEZ DHEE “BE” RHKIE?

(00:43:29) Lenny Rachitsky
English:

That is really interesting advice because | think most people imagine as you get more senior, I'm going to
have more time thinking about vision and strategy, not have to be in the weeds building things. And | love
this point you're making of even as a senior exec, you're still, it's executing in a different way, but it's still
execution.

FRCERIR:

XENZEBEEBHEN, BABRBASHABRNE: MERUAS, REEEZHEEZRERMHE,
VEREBTRANNERIFR, RERMRREONR: BEEASREE, RNATERT, RERAXFRE, B
e EARRIT.

(00:43:44) Ami Vora
English:

A different way, yeah. You're focusing on the execution of the system a little bit more, but you got to stay
connected, | think, to the customer and to what you're bringing to them.

FRCERIR:

=W, ARAE. MMEBESMIT “RE" WHIT, BRIANRBIARFSEFNER, RESREHEITR
MERVEX R,

(00:43:54) Lenny Rachitsky
English:

| love that. Obviously, strategy is also very important. You have this great quote that I'm going to read
here. "For strategy to be useful, it actually has to change our behavior as a team to create better customer
outcomes." Can you talk about that?

AR ERIE:

RERZX. BA, HEEBIEREE, ME—ORENIE, REXER—T: “HREEREER, ekt
WA ZEIRATEREIITH, MMEEBHFHNEFER” (REEKIKXNIG?

(00:44:08) Ami Vora

English:



Yeah. | mean, | think again, some of the joy of strategy is the philosophy and excitement of thinking about
all the long-term stuff that will happen, but | try to always come back to, what's going to change for the
customer? If we have all of these conversations and we come out with this shiny five-year plan, but then
we change nothing about the products that we're building or how we are building, what was the point of
that exercise? It made us feel good, and there's something to making us feel good. That is good, it's
important for teams to feel good and connected and this is a good exercise for that, but it's so much more
powerful when it's an exercise that translates into us doing something differently, whether that's
prioritizing different products, whether that's changing our portfolio allocation, like moving people to the
things we think are most important now versus things that are going to be less important right now.
What's the change, or coming out with a strategy that'll align people because we have the story, we have
the narrative, we have the sequence. What's going to change for our customers as a result of this strategy
exercise?

FROCERIR:

20, HEBXEA, ABRN—H2RBETEZKARSNNAMEFZRIMER. EREEEZREER
R BPREAAZN? MRBANVHTTRAEXLENE, SIET —MtESmNAEITY, EEEHRIEE
M mEMEA VLA EANE, BAXMIENEXAE? ELHNBERY, BERFHIBEENE, ib
FIAREEZENRERERE, XHIR—MRENES, BURXMEIRZUARINEEBFRNITE, €N
NEZRBZ, TRERMEAEEFAENTm, ERABHNPVKRAFASHE (LLMEAFAEREIREEN
£, MARERRENSE), REBMHA? HERFIE—MEILARMFTHME, RARMNBETHSE. BT
. BTIEF. FARRHBEERENER, BINEFPREFARE?

(00:45:12) Lenny Rachitsky
English:

Many people want to get better at strategy. Often their performance feedback is become more strategic,
think better about strategy. What has helped you become a better strategic thinker? Is it just doing it? Is it
a person that influenced you heavily? Is it a book? What has helped you and what do you often
recommend to people to get better at this skill?

FROCERIR:

REABEBZFEERMRE, BEMINSHRER "TREEALKNE" . “BFHEZHE" . 248
RAAT —PEFHNEEREEZE? BNGEBITLEE? BREMWFEMRANAL? E8—4H? 2 4%EE
TR, fREEHEEFANTNERAXIREE?

(00:45:30) Ami Vora
English:

I think | got that same feedback quite a lot, actually, of needing to think bigger and be more visionary, etc.
And | still do, frankly, actually, there's moments where | retrench way too far into execution and worry a
little less about long-term strategy. So it's definitely my bias still.

FROCERIR:

Khrt, HEBREEFNRE, REEERRFEL. BRELFE. BAH, RIERADIL, FLENZIZK
ITERANAIT, MRDREKIAHES, FrLXLARZBIRIT.

(00:45:49) Ami Vora



English:

The biggest thing that held me back from talking about strategy was | didn't feel confident that | knew
enough to declare a strategy. It was actually almost like a self-confidence, imposter syndrome thing,
where there were people who could just say, | know how the world is going to develop in the next five
years, and let me tell you, here's where we're going to be, this is the dot on the map. And | was always
like, how could anything could happen? Who would | be to say | know how the world's going to develop
and here's where we're heading?

FROCERIR:

FREFKICHBNEARNZEHARFE A BRBNEOEENR— g, XLHELENFE—MBE R,
HEWRRE “ERELSEGIE” (Imposter Syndrome) . BEAFLUEORL: “FAERKAFHAINAL
B, LSRR, RNSEXIMIE, XMEME LBIR" MESEE: “EArge? HRAEEHATER
o HEFARFANEERSNALRE, RNEEREG? 7

(00:46:21) Ami Vora
English:

And so for me, a lot of it was actually learning the things that made me feel confident in my own opinion.
And there's a bunch of things that do make me feel confident in my opinion. When | talk to specific
customers and | feel like | can build an emulator for them, like a customer on my shoulder where | can
say, oh, | talked to this person working in this job, here's what they would say if | showed them this
product or this strategy. So, | think talking to customers is a big unlock for me and feeling like | have
unique knowledge of the customer. | think working through different product iterations of, if we thought
this was the right outcome, what would it really look like from a product perspective or a product
portfolio in three to five years? And which of those seems right or rational or it will go the way | think the
world goes. | think asking for other opinions. Sometimes | run surveys to the leadership team where I'm
just like, what percentage of our revenue is going to come from small businesses versus big businesses in
three years? And if we all agree on that topic, we should just take it as the truth and we should just fill it. If
we disagree, then we should talk about it and we should talk about the strategic ramifications if we chose
one path or the other path.

FROCERIR:

FRUASERRY, RA—EBD LR LERFIBLILRN B SN RRIIBENTRA. B RESFBEHLEILRRE
BfE. YESRHENTARIKE, RRSHAUAMITBIL—T “BINYE" , MEBELLE—IEFR, &7
DR IR, FREREXM TFRIANNT, MRFBLMNEXTmaibs, MiIaXak.” Fl, 5FFR%
MEKFAZ—TEABNRKO, LRESRXNBFFERBN TR, RIREFRANTmENR: WRBEANTANAX
REBNER, BAMNFRABSNTRAGRE, ZHEFREIRKAAEF? HhH—NEERIERSGE
MHEY, HETERMURERDNOTR. REIMEREMBER. ENRESWNASEANHATAE, thin: “=ZFF
HMNBEZLBNERENE, ZOREREW? ” ORFEANVEINE, HNMBEHSEELERIT. WRHEA
Bk, HATMIILE, 1HEeEEXFREBREILEER,

(00:47:35) Ami Vora
English:

So for me, it was getting more comfortable having an opinion, honestly, about how the world was going
to go, and also feeling comfortable that we would be able to change it when we learned that maybe that



wasn't exactly right. We would have the machine, the execution machine behind it to try it out and then

change and iterate and improve with customer feedback.
R EIE:

FRUAS R, RBETIERMM R ERLRNENZIESTE, AEERNABERTEIER, HEEEA
WEANZE. HNEEERTIES, AIUERR, ARRESTF REHITHE. EAMK#H,

(00:47:59) Lenny Rachitsky
English:

At which point in your career was this overcoming this fear and uncertainty? Was it sometime within
Facebook?

FRSCERIE:
TE(RER A E RN ER Fe AR 7 XA FBAI RHRE1E? Z1E Facebook HAjg])ng?

(00:48:07) Ami Vora
English:

It was sometime within Facebook. It was really when | was stepping into the bigger ads jobs, getting to be
Head of Product for Facebook ads. | got feedback, | got a lot of feedback over the course of my career and
some of the stacking of feedback was basically like, you could be the smartest person in the room, but it
doesn't matter if people don't like you, which is very complicated feedback and | wouldn't give that
feedback to anyone else, but | took it very seriously. It was coming from so many different places, it was
coming from people I'm really trusted. And so | went out of my way to be more likable, which for me
ended up being shrinking myself a little bit and not being so aggressive and not being so opinionated,
being more unobjectionable.

FRCERIR:

;ETE Facebook #jel, EfFREREFEAN FISZIAML. B Facebook I &= mA s AR, TEFAVERIL
FEFR, BBATRERE, EP—ERBESERNZTRELLZE: “MURREFERREHANA, EHR
ARFERIR, BEEA.” XR2—MIIEBERORE, HAIEXMRIFLIIA, EFINIFEINEMIRF
E. EXBRSAENRE, REREBEENA. FTRERXUZILECERETAER, WEKR, XRLE
Y ‘4N BB, FAEBAMMEAN, FERABRKSRH, EREEILATLAHE.

(00:49:07) Ami Vora
English:

And the weird part is that it worked for a long time. People were more likely to work with me, they were
more likely to say nice things. | mean, | take this to extremes. | wore earth tones for two years because |
was just like, | got to fade back a little bit. And then at some point | actually had to do a leadership job and
my team was like, well, what do you think? What's your opinion? And | was like, you've been telling me
not to have an opinion for so long. And so it took a little bit of work to get back to, oh yeah, | have a lot of
opinions, | have a lot of thoughts. It is okay for me to express. It is needed, my team needs me to have
these opinions and thoughts and be a leader who can take ownership and be visible.

FRCERIR:



FIENZE, XERK—ERIEREBERT. AMIEBEMNHEE, BERRRIFE. REEHEITRE: ZER
FRERFAMBRIONR, HARESHT %KL BSHNFER. BETENME, FBFEIEBHIFR
=, BHEREZK: B4, REAR? RNEREMFA? 7 HYROE: “MMIELHFRELEDMXAX
To" FRLL, HET —EINRARERE: BT, HERSEE, FERSUE RELRITUN. X2
WEEN, HNEANFEREXLERNBENIEE, FERM— BT RERE. BFEERNATE.”

(00:49:52) Lenny Rachitsky
English:

Thanks for sharing that. Do you think that was the right approach, going and indexing far to the other end
and then realizing that maybe that's too far, or do you think you would've done things differently looking
back?

FRCERIR:

BHHREI D Fo MIANIBRBIERNGED? KERS— MR, ARRIRETEESKEZT. BEkLKE, R
RISRE RN EREAES?

(00:50:05) Ami Vora
English:

Yeah, it's one of my Roman empires. | think about this every so often, way too much, | think. Especially
because | talked to other senior women who received similar feedback and chose not to act on it or did
act on it, and what happened to their paths were different. | think where | landed is | wouldn't give that
feedback to someone else. And the way | do give that feedback, actually, because I think there is a lot of
really useful information in that. The way | do give that feedback is, you do need to be able to work with a
broader range of people and the way to do that is to expand your tool sets. You're not going to make
yourself smaller, you're not going to be any less of who you are, but you are going to build new tools, new
keys to unlock new different kinds of doors. And that is only going to make you bigger and more powerful
and more expansive. But the end outcome is the same, is that you can work with more different styles of
people, more different styles of problems.

FROCENIR:

=H, XRHHN “TOTE" z— (EEEREZNEHER). REERIXT, RBMEXXSET. HIRERNKRS
HMW RS R RN B RLERRT, wiBREERES, BrEETES, MR ERFESTER.
BIENLILRE, BFSERMRBAEINA. BERHALSUS—HARLGHERGE, RABREEHEEERESE
AIER. HRAELNAAZE: MASFEERBSEN ZHARGME, MERAX—BIrNGERY RIfEY “THR
£ . (RARERENEC, FRENZAE, EMEMERNIA. MOBREEFABREREN ], XRZI1E
MERFERK. BEETMA. BEAE, REAERE—HFH: (REILUNNE S RRNAEH AR ELEE-,

(00:51:08) Lenny Rachitsky
English:

| love that framing. There's an episode that's going to come out before this episode with this professor
from Stanford, Jeffrey Pfeffer, who teaches a class called The Path to Power, which is how to become
powerful in the world. And he actually has a big lesson that many people hate hearing, which is, you
don't need to be authentic in the workplace, what you're trying to achieve, you're trying to achieve stuff
and you can do... You need to use tools that you need to use to achieve the thing you want to achieve. So



sometimes don't be exactly who you are and act in a slightly different way, which is basically what you're

describing.

R EIE:

BRENX MR, EX—EZASEE—&, RERIMEREAZFMN Jeffrey Pfeffer Hi%, & —1M (NXHzZ
) BUIR, HEZWMAEX MR LRGN, MR EE—MREANRIFEINEZZI: FERGFIRAE

BREF “HX , (REESHEKEN, RE- - REEERUENTARAMMEBERB BN, PG
FET2MIFES, MEU—MBEHAENARITE, XEA LM IRFERE,

(00:51:42) Ami Vora
English:

More tools. | think that's a theme that's coming up, is just like, I'm all about more lenses, more keys, more

tools in general because why not? Why not have access to more different styles of things?
R EIE:

FEZMTHE, FBXR—TRELUNER: RFEHRESHNA. BESHHAL. BEZSHTAE, FAAfFRKMD
FAE? AftaFiLECRBEEZSNNRENEEYIBIEESE?

(00:51:54) Lenny Rachitsky
English:

Something that you were talking about subtly is the being a woman in tech and being a female leader. |
imagine you've gone through some stuff that isn't what something men would've gone through. Is there
anything there that you want to share or anything you've learned about just being really successful as a

woman in tech?
RS ERIF:

RN R R T IR AR R LM 2t RS ENER. RBHREHI—LEEEFERNER. XTER
—BRNER R, (FEABSENHEFEIRZINE?

(00:52:13) Ami Vora
English:

| think we've talked through some of them. | think one, you get a different style of feedback and a lot of
the ways to interpret that feedback. | think to this day, | get feedback that is about walking a very narrow
tightrope where not only do you have to change a bunch of things and do a bunch of things that are
important, you have to make people feel a certain way about how you do them and the ways that they
want you to make you feel are diametrically opposite. Some people are going to be like, be more directive
so that way everyone knows your thing. Some people are going to say be less directive so people can
come to their own conclusions. Some people are going to say move faster because there's always more
you can do. Some people are going to say move less fast because otherwise you're going to end up
steamrolling people.

AR ERIE:

BRERMNELDET -, F—, MIVEFENBIIRE, URBRXERFHSMERN. HESX, KK
AMRGNAGRBILRENL . (FANERERZH. MRZBEENS, MEFSILAMREENGATER



MAFERRES, MtFEMRFLAMNNBRREETERBZAERN. BARH: “RIASEAHESME L, XF
ARAHEMBIRE" BARER: “D—mm5el, LAKBERHER.” BARE: “ToR—x, EXA
BEESEALUM.” BASH: “B—R, BURSEBARES”

(00:52:57) Ami Vora
English:

And a lot of it is personal, there's a bunch research about how women get a lot more personal feedback
that is less about the content of their role and more about their style, | think that is still true and there's
often a kernel of truth in it. For me, this is forever work. | do have biases toward execution and being
directive and things like that, but | think learning how to interpret and respond to feedback has been a
really important point for me and making my choices of, just because I'm getting feedback doesn't mean |
immediately need to respond to all of it. There's a step in between where | can choose, is this feedback |
want to take action on in this exact way? Am | going to look for more themes, take action in a different
way, or am | going to say this is who | am and | understand the trade-offs, I'm going to do a better job of
giving people context on the decisions I'm making and why I'm choosing these trade-offs. But actually
this is part of how | want to operate and I'm going to keep on operating.

FRCERIR:

MERZREZHNMAN. BREZARKE, KEIRBIEZHNPANRE, XERIFROXFIER
B, BEXFPARE, HIANXEKARER, MERPEREES—SDEME. MHERY, XE—TKIRL
Ro HALRBETHITNIELMHENS, EFIMAFRMENRIFNFZRTIFETER, RFITHEEF: XX
EAFWET kIR, AFEREROILEIMFIE RIGMEEIN, FEB—TMTER, HETLIER: XEFHAU
XA HARBITHNRIRD? REEIHESHHBEEIH UFANSRRIITE, E2Y “XMEHK, HKiE
BEPHINE, RIBFHAARBRERBRRE KUK LAERXLENE, EXHEERIEFEHINN—
B, RSWEXFIBE

(00:54:01) Ami Vora
English:

And then | think we just give women weird advice. Here's a hot take. | think we tell women things like, you
need to find a mentor and you need to find a sponsor, and that's just another set of hoops that we have
that we tell women to jump through that | don't think we tell other parts of the population to jump
through. | think we tell women to unlock your future success, you've got to find somebody who has made
all the same life decisions you have and who you look up to and relate to, but who also had an hour every
month to be an oracle to tell you all the things you do in your life. And it feels like yet another burden
where you're like, | don't know how to do that.

FROCENIR:

MBEFIANRNE L ERZNREFR. XBEE-PRHGEIMRR: FSFLE REEHR—1F)H (Mentor)”
M “RBEEH—IEBIA (Sponsor)” , XRAZHNLLMERNSZ—AHBE, METINARNAFZILEMA
A HMNSFEE, ATHABRKERY, ROTERE—MUIFREMIREREZRENA, —MRIIR
BRemEHBRA, MAXMASMARFE— NN EIGE I —F S IFREZF BN —T], XRER
BX—1HiE, MENE: “BANEZEAM.”

(00:54:45) Ami Vora



English:

| had the extreme generosity of so many wonderful leaders who helped me on my way, but | didn't feel
like I had this mentor and for a while it was just like, oh man, if | only had a mentor, | would know how to
do all of this stuff and it felt like another weight that | needed to carry, which | didn't. | had everything |
needed, people were so kind and generous, but I didn't recognize it that way because we talk about it
differently.

FRCERIR:
ARHAKER L, BREMFHAFEXNRIFERBMHL T THE, ERAFTEESRAEIRMMEN “F
" . B—EREEIFDRER: KW, MRFE—RIM, RMMELEAMAEXLEET,” XBEGERFE

BHNZ—REE, BEIHFAFE, BRAEGRFTEN ), ARBBEEEMNEM, ERILKERIREIX—
=, AABMNELENHZ AT,

(00:55:09) Lenny Rachitsky
English:

Thank you for sharing all that. | wasn't planning on going in this direction, but this is such important
advice for say, young women that are just getting started in the same product. Is there any advice you'd
want to share to help them get to be the next Ami?

FROCERIR:

BRI D F. RAEFLITREIWXNGR, EXNFRENFEMNETRIENEREZERNR, XRFEEEEN
Bil AT BT Ami, (REFHARNESED?

(00:55:23) Ami Vora
English:

Oh, | mean number one, no next Ami, they're going to be their next themselves. That is maybe the most
important thing, is everyone will only tell you their own story. That's all anyone can do, but the thing that
| tell people is, don't dampen who you are and your strengths, just continue expanding. Whenever you
run into a problem, just add more to the things that you can do, the tools that you have, the way you can
express yourself. Just keep on adding and growing and don't shrink yourself, ever.

FRSCERIF:
MR, B4, &EF “T—MAmi" , WIsmAT— MBS, XUFREREEN—=: SPMALHRESIFIR
1B SRS, XMEFRE AEMN, EREFARNE: FEEMINAEBNRE, IERNT R, 84

frigzln)d, IFEIREMBIER. (RABNIA. MRABCHHN. FUMIEM, FEIRK, KTAESE
NMRE S

(00:55:57) Lenny Rachitsky
English:

| love that. | want to move to a different topic. There's a few things | definitely wanted to touch on while
we had our time together. One is that | hear, now this is going to be a total tangent, but I think it's really
important and I'm excited to talk about it. | hear you're really good at setting goals and aligning
incentives really well for teams. One of your colleagues told me you're best in class at building product



orgs and figuring out how product orgs can best work with other teams. I'm curious if there's any tricks or
lessons you can share here about what you've learned about how to do this well.

AR ERIE:

HERXD, FRRMIEH, FHNNEEE, B/LAHFEH—EEWH, £—, RAR—XATEELEH,
BIIANFEEE, FBRMEFEDI—RIMRIRIEBERKIE BARHRIF XS TTE AR EEI TSl REY—
URESEFEK, MENEFRARURIEIR~mARNASEMHANSEAERINRN. R RIFSFMESEM
ARG UNDE, XFRFRBINAMTFX S,

(00:56:27) Ami Vora
English:

Yeah, | mean | think one thing is to try to decouple all the things we're trying to do. Sometimes when you
give people direction, you're like, okay, everybody just go get revenue or everybody just go get GMV. And
it seems obvious because that's the thing you have to do as a company, but there's only a few places
where you are guaranteed to get that and it's measurable and you can do it. And that leads to what | call
toddler soccer, where everybody just runs to the same surface or the same customer set or the same
exact product where you can do this and it's measurable and you end up, everyone's tripping on each
other, everyone's trying, nobody really gets contact on the ball, there's no coordination. | have three kids,

I've watched a lot of toddlers play soccer. [inaudible 00:57:18], it's a very fresh, very fresh metaphor.
FhERIE:

=1, HIAREF—SR=AE (Decouple) HNEEMMFIESEE. BN HMRABANIESIB, Faif:
“OF, AREBBN HE “AREHBGMV (AERZEH)” . XERREMBN, RABE AT LMY
£, BEREVBULMMAERIEMREXLE, HERAHEMN. REN. XMSSHEFMRN “4) LRIK”
(Toddler Soccer) : 8N AHHAR—REA. A—AHAZFHE—"m, BAEIRETUERREAIEE,
S£RE, AXEHRLE, SPABESH, BRAEEBRIK, T2&E0E RE=Z1NEZF, BREIRZ
@) LBBREIK. (RARE), XB—NEESEHEE. JEE Enhrvbam,

(00:57:20) Ami Vora
English:

And instead, one of the things | like to do is just detangle, okay, as a company, let's think about our
customers. Let's think about all the things they're going to need in their journey. Let's think about how
we will know how we will match our own metrics to customer success. Let's play the entire field. What
would it look like if we could detangle it so that every team we had internally had a different goal that
ladders into a goal framework that's actually the thing that we need to do to solve the full customer
impact? And then you don't have the same swim lanes problem. You have plenty of room for people to
make progress on their lanes. They all know how they fit into the bigger picture, and it just opens up a lot
more growth for every team and it makes sure that we're solving the customer problem end to end.

FROCENIR:

Bk, RERMO—HEZEEBRE: F, FA—KAFE, LRMNBERINNVEFL. BEMWNERETFTEDN
—l. BERNMMEIMERNNIETS TP RINERE, LN BB KT, MRKNELEEIR, LR
BHE—TENSE—NTFENER, XEBFRZLCERN—TERER, MXMERESRIBRTEEF
TIFARMNER, BIRAAFTF? XIFMRAZE XEAR" B 8MAHEEBHZEEECH
ELEBF#HE. IHAES CMAMAKRE, XASTBENABTEZHERTE, FHHRERD]mE iR
R T B aE.



(00:58:11) Lenny Rachitsky
English:

Is there an example that you could share to make this even more concrete from say, WhatsApp or
Facebook or Instagram or anything like that, where you can share some of these goals that you've like,
oh, this worked out really well? | know it's probably private information and partly-

AR ERIE:

REEDZE— I FILXEEMAEIS? LNk B WhatsApp. Facebook 3¢ Instagram BIfIF, HE—LL(RHE
‘I8, XMRIERW NER? RAMEXAERMRESE, MBS

(00:58:25) Ami Vora
English:

It might be trickier. | mean, maybe going back to the GMV example. Maybe instead of motivating everyone
on GMV, you motivate them on GMV per surface and you divide up the surfaces, or maybe you motivate
them on actually different goals that underlie. When you think about GMV, what are all the various
engagements, customer engagements that lead to GMV? Can you goal on those input metrics, can you
goal on number of people who visit, number of people who convert, number of people who reorder,
number, etc? Rather than going strictly on the output.

FRCERIR:

XATRELL R F. FEin, [EE GMVBIfFIF. WIFRRAE GMV RHmMETA, MERFE (Surface) HKiEl
B GMV, HXDXLERE. HE, RAIURBERENREBIRFKNE . HIREZE GMVE, S GMVHEME
FZ51TRZMHA? REEREEH XL “RAERR (Input Metrics) REBR? LEANAIRIAL. A &£
MABESE, MAETITERLNFHIET.

(00:58:59) Lenny Rachitsky
English:

So the core advice here is each team should have different goals that are part of this metrics tree that
ladder up to revenue, GMV, something like that?

FROCENIR:

FRAXERNZORIGE . S TMEMNZERRNER, XEBREEINN—E0, RELBRWAN. GMV Z %
HIBHR?

(00:59:07) Ami Vora
English:

Whatever, yeah. The thing that best matches the overall customer outcome that mirrors the company
outcome as well.

FRCERIR:
Rt MERLERELEZRATFALER, FRERRATERIKRE.



(00:59:14) Lenny Rachitsky
English:

Got it. And there's always this balance between it's actually the best metric versus it's something they can
move and understand and it's easy to watch and it's movable and things like that, right?

FROCERIR:

BHET. XAESF—NFE: HHZRRIFHIET, UNERERRAMAIUMER. BiE. ZTUEER
PR BYFERR, XIPE?

(00:59:24) Ami Vora
English:

Yeah, and you have to have faith that it is actually connected to that output metric. You don't want to
create a metric that's disconnected just to make a team feel good. It really does need to solve the
customer problem and that's reflected in company's performance, but you can usually break it down into
smaller pieces and | think that breaking down into smaller pieces and assigning those out to teams, that's
really helpful.

AR ERIE:

2H, MEMRBARECHIESINTBIETEXE, RPN TILENERE RiFMeIZ— MR T EETR. €
HMEFEFRE AR, HRREQSNIESS, ER@ER LIEED@ERE/NNERD, FINAXMDEH D
Fota BRI BCEIEE B,

(00:59:46) Lenny Rachitsky
English:

Is there anything else along these lines of things you've learned about helping teams work together and
not play toddler soccer, beyond having different goals that all ladder up to the one that really matters?

FROCENIR:
BT IREBAZOBENERKBERZIN, XTHEBEMDE. &% “4)LEIK" IR, REFETHAS?

(00:59:58) Ami Vora
English:

| think there's value in also acknowledging that teams are going to have different incentives. Even inside a
team like cross-functional teams on the same pod or whatever, are going to have different incentives,
they're going to come in with different information, they're going to have disagreements. And certainly,
different teams inside a company or different pillars inside a company, different products inside, they're
all going to have different incentives, and | think sometimes that feels like something is going wrong
when people disagree, but actually, that's just a sign of healthy tension and knowledge.

AR ERIE:

FIAREGNE N Z B RN ERSBSIEEENER. BEER—MNE (Pod) ABVEEREEEIAS, KRREZHE
RERHBNE, STEFRRANEESEE, SFEDE. SR, QAFRSNFRE. FRXE. FE~m@,



BEHSEFRBHENE. FIAABRBANFESKE, SREHTHARB, BLFLE, XREEERK
HAFARMHERE S

(01:00:34) Ami Vora
English:

| think the thing that makes tension healthy is one, when you can acknowledge it and say, yeah, of course
there's tension. You're bringing different information than I'm bringing. We should be disagreeing. No
one's a bad person, no one is coming in with poor intent. Everyone's doing the thing they are supposed
to do and that is a useful thing to do. And then you have to agree on an outcome that you're aiming for. If
you disagree on what the company outcome is or what the customer outcome is, then you've got some
structural stuff you need to work out and normally you just have to escalate it, but if you agree on like,
we're all trying to move this metric by changing this customer experience, then all you're doing is having
a conversation about the best way to do that using the different information that everyone is bringing.
And | think that's super important to just have as a rational, open, explicit discussion, as opposed to
trying to hide it or pocket vetoing or something else. Because you assume that when someone disagrees
with you that, | don't know, there's something emotional or wrong about it.

FRCERIR:

HIANILKNERRROXBET: F—, MEERIACHR: “B0, SASEK. MERNESHEFTFK
BARRE. BHAEN~ED K. RABTAN, RAREEE. STABMEMMBIIZMNE, X2EHEMN." F-,
RIS HF R BIRER—H. MRMMATNETHEFANETEDE, BAMME —LEEMERIRRE
BRER, ERMROAE LR (Escalate) o BIRIRIAE “HNEAEZR A BI LB XME P AR RIEA X ME
7, BAMAMEBNRZFAS I AHRNFRER, TERAX—BERHNRESR. BIANHTEE. 7
B BBHIIEEXEE, MARRERES .  “ORER" (Pocket vetoing) SHEAM/NahE, EAIRE
FeRigEBEARMRE, ERABEUHL T A

(01:01:37) Lenny Rachitsky
English:

Butit's fascinating.

FRCE]

15 H
BELX “KBEERT”

(01:01:40) Ami Vora
English:

Exactly.

R EIE:

o

(01:01:41) Lenny Rachitsky

English:



There's a piece of advice | once heard from the Head of Product at Airbnb once where we were trying to
find, reorg the business and try to figure out the best org and his advice and something he realized is,
there's never the best org, there's just the best idea we have at the time with the here's the things we
know are not going to be optimal about it and let's build processes around that.

FRCERIR:

BT Airbnb AR AGHEN— TR, HREBNESHSTUSEAHIFHREARRL, thEIRIA
IR —RZE: KEREFEN “RERW" , RF “RNARERRINSEARE" , Uk “HINEH
RILE D R BRI, HESXERSERIIRE -

(01:01:59) Ami Vora
English:

| think that's my take on leadership in general. Especially as you get more senior, you can only make bad
decisions. At some point someone can bring you a problem, you can recognize a problem and you can
solve it, and there's so much happiness in solving that and tying a bow around it. But as you get senior,
the only problems you'll see are ones that are fundamentally unsolvable because otherwise, someone
would've solved it before they got to you. And so all you're doing is choosing which branch of suboptimal
you're going to put your name on and describing the principles you're using and the context and the fact
that it's suboptimal, but it's still the best thing. | think that's a really hard thing, is just to recognize and
acknowledge that increasingly people only see you do, make suboptimal decisions and from a distance
they're just like, why is that person only making bad decisions? And it's because those are your only
options. All you can do is choose the least bad, the best possible for the time, for the problem that's
consistent that makes sense with the framework, and that's been a tough thing to learn too.

AR ERIE:

AN BRHEN AT NN —REE. [rIRAMIRES, RREM “HFRE" . EEIME, BAZFS
fR—NEE, fRAILURBHABRE, BREEHERRESTHREANZER. EHREBERR, (FERIRM
— A ERE AL MR LT AR, EATNEE, EEEMFEZAMEEEARBEHRT . FRER
PRI R BIEZFEH—D “RL” (Suboptimal) DX EETRNRF, HERFERANRN. ERUKE
BEBRMNES, BERARBIRIFNER. HIAAXZ—HIFERMENER, BIAINHEIRE, HR
ZHARBIREORMARER, MZREMIIZE: “AHABPIAZZMITORE? 7 BEEANB2IRME—RIE
Fo (RFFEEMAVMBERRANN. EHNHZRARAEN. BENEGERZENRE, XBE— MRS
Syl

(01:03:10) Lenny Rachitsky
English:

You said somewhere that as you get more senior, you get worse at everything because the problems get
harder.

FROCENIR:
MBEWERST, BERUAS, MESHELEREEE, ANEEREERT.

(01:03:14) Ami Vora

English:



Yes, exactly. | mean, it's a kind of dark view of leadership where yeah, you can't fully solve problems, you
have to say no a lot people are unhappy with you. | thought as you get more senior, everyone listens to
you and they like you and you could just say a thing and then it happens and that is not at all accurate. It
really is, most of the decisions you make are not going to be perfect.

FRCERIR:
T, 2. HER, XR—MMNASAINAEEE. (M ETSBREE, MOAEER ‘A, AM&X
A, HRUBIUARERUAS, SMABIAREN, MIERM, MRABR—GE, FEMIRE, BX

FTENER. FXE, MIPNASHREHFEETEN.

(01:03:42) Ami Vora
English:

And I think I'm all about just normalizing and acknowledging those hard truths because otherwise, | feel
like I'm failing. And if | just know that something is normal that it's part of the job, then it's not me. It's
just like, okay, this is a fact of the job that I have to get accustomed to if | want to have this kind of impact.
And there's something about having the impact, being able to serve the customer, being able to be part
of this team, there's something about it that is so worthwhile that it's worth being terrible at everything
and being visibly terrible at everything because that is the best way that | have to have that kind of

impact in the world.
FRERIE:

FIANTFE—Im R it RERBENEREEUHALNEN], SNHZEFECREK. NIRBAERES
BRERHN. BILEN—&H7, BAXMARHKHRR. XMEIE: “F, XBIFN—TFK, NRFE
EXMEINT, HMBAIMBE.” MrrERN. EBIRSEF. EBRAXMEN—5, XEREZ0I
BffMfE, UETESESHS LBRIGER, EEEREREZ TRIGHER, BAXERREXI MR L/~
ERFHR IS RETT

(01:04:21) Lenny Rachitsky
English:

| think this is really important for early ICPMs to hear because they see their CPO and founders making all
these decisions and they're like, what the hell? That's a terrible idea, why are they doing this? What
you're saying is just like it's the best... Options are limited and then-

FROCENIR:

HNAXH B PATERE (IC) FREERHIFEEE, RAMIIEEIBSH CPO ML ABERFREX
ERE, 28 “BAaR? BR2MERENEE, AT AEXAH? * MIFFMRNE, BRERFH-
EHAR, ma--

(01:04:38) Ami Vora
English:
[inaudible 01:04:38].
A ERiE:
(rA38)



(01:04:38) Lenny Rachitsky
English:

... nothing's going to be optimal.
R B

o KRBT ARERME.

(01:04:39) Ami Vora
English:

Yeah, no org is optimal. It's definitely not. You can optimize for the people you have and you can optimize
for the products you have, can optimize for the customers you have and you can optimize for the
technology you have. Those are the options that you have, and in every one of those you trade off
everything else. And so you just have to know, there's not going to be a perfect where all of it works and
that's okay. That is part of the fun of it. That's part of getting to do this work, is continuing to improve, but
it's hard. It's hard when people, it's hard, especially when you want everyone to think you're so great at

everything.
FpERIE:

=8, KAEMMARERRME. EXNKE, (RAIUAMEHNARMNL, TUARENFml, FTUANIERN
ZRAMRK, BEUAREREARR . XEMZIRAED, MES—ERF, (REENREEEMAERE,
FRUMRBE, FRBE—TRENALRL—BERRY, X&XHR, XUBHPHNFREFRT. XEMEX
BT {EEy—8B 0 — REfcdE. EXRME. HAf]- XRY¥E, LHEIAMBESPIABRGIRESHSELE
Ritieabd,

(01:05:12) Lenny Rachitsky
English:

This idea you mentioned of as a senior person solving people's problems, feeling really good, reminds
me. Rolling to this, there's this Harvard Business Review article from the '70s or '80s or something about
monkeys on your back. Have you read this or heard of this?

FROCENIR:

RREINE A A RA LR AR ZR TR, XUEREBET —4F. MEXMEE, B—R 705 80 F
KB (FaEELITe) X&E, #E “BLERNKRF o RdEimiRgns?

(01:05:24) Ami Vora
English:

Oh yeah, yeah, | did.

R EiE:

ER, 28, Fid,



(01:05:26) Lenny Rachitsky

English:

Where it's basically like as a manager, [inaudible 01:05:28]-
R EE:

BEARFEWREN—BEZIE, (ARE) -

(01:05:28) Ami Vora

English:

You're trying to get monkey off of your back on people's backs?
HRCERIE:

RERIEREF MIFE LREIZIAE L?

(01:05:28) Lenny Rachitsky
English:

Exactly.

FRCERIR:

o

(01:05:28) Ami Vora
English:

Right, right, right.

R EE:

ﬂd‘ ) id- J ytjo

(01:05:32) Lenny Rachitsky
English:

People come to you, Ami, here's my monkey, please take it for me and feed it for me and take care of it.
And your job as a leader is to keep the monkeys on people's backs and help them figure out how to feed
this monkey themself.

FRsCERE:

ABRERAR: “Ami, XZEBEF, FEREEE, IRFE, BREE.” MREINSENTESILEFRE
AMBEME L, HEBMIIFFRWNAB CRFXREF-

(01:05:43) Ami Vora

English:



It's a weird one.
FRSCERIF:

XA LR IEEY,

(01:05:43) Lenny Rachitsky
English:

To get it off their back. It's very visceral. | want to talk about Faire and your current role as a final section
of our chat. First of all, what was it like starting something completely new after 15 years at Meta at the
various properties of Meta?

FROCERIR:

ATI|EMMTE EFE. XIFEFR. HBE Faire IRERIFERUEARNIXNEE— T EHD. 8%, &
Meta REEZMSEIIIET 15 F£2/G, Fia—G2MNEREARE?

(01:06:00) Ami Vora
English:

Yeah, | mean, | was so lucky. | had such an amazing run at Meta. | got to work with amazing leaders, truly
great products. And | came to Faire for the same reason that I've been anywhere, because | believe in the
people and | believe in the mission. A lot of my family in India is in wholesale and local retail, which is
what Faire does, and so it was also a very personal thing for me too. | felt like | knew those customers. I'm
a huge fan of small businesses, | got to work with a bunch of them in previous jobs as well.

AR ERIE:

TR, RRWMEFZT, FE Meta B —RIFEHEENEFH. HENZSABNNTESE, ERIEEMRKH
= ano FHKE Faire WRRAMBEAEAMLEHNRE—F: RABBEXENA, HEEXENEH, RENER
RERAMMEBEM AN ZZENSS, XIER Faire FI#iRY, PRAXMNBERITER—HIEELANER. HERT
HTHBRERR. FE/NEUREKMLE, EZrB T PR EEMIRS/ ik,

(01:06:30) Ami Vora
English:

| would say coming to Faire, | mean, one of the things | always think about is that especially as you are
more senior, ramping on anywhere feels terrible because you expect to be as good at your new job as you
were when you left your last job, but you forget that at your last job, you were there for years, you had
years to build up the vocabulary and the cultural context and the network and the product knowledge,
and then you're stepping in somewhere where you know none of that, but you have the same
expectations of yourself of being able to have an impact and improve things and help your team. And so |
always just try to remind myself, it's going to take time and what's most important is not for me to try to
come in and change everything immediately, but to learn enough to be able to change things like 60 or 90
or 120 days in the future. And so that breathing helps a little bit.

AR ERIE:

AR, KE Faire, F—EHERTHN—HFE: [HHIRAMRUES, FEMMAR “LFH” (Ramping
on) EZRATIRIEKE. ANMEAEECEX—OM TERHRINEGEF L—HTERNIFEHE, BRSTHE



E—BIER, REFTZE, MERFNNERRBDLCE. XUER. ABM~@AIR. MRERHENT —
PEHNRE, RYXE—TRA, BIRNESFERM. SOAFYNBEHPARIHREARE. FRIUKEE
ZRRESC. XFENE. KREENFEBEFAE—H#HRMIHILRE—Y), MEFIBBZHNFRA, UEE
AKEY 60 K. 90 KK 120 REEBMLAE. XMmEN=ERER.

(01:07:29) Ami Vora
English:

It was also really interesting because Faire was entirely new to me. It was a new business model, it was a
whole new set of people. It was a whole new set of customer problems. And so every interaction | just had
to learn so much. | had to learn, who is this person? How do they see the world? What's the problem
they're talking to me about? What's the customer impact, | think? So it was just a dramatic learning curve,
which I always really love.

FROCENIR:

XBIFEHFE, EA Faire FERHATEREHN. ER—TMHHBUERER, B—HEFNA, B—E2FNE
Fialde FR8—REFHELNFEIRSHRE. BROMNFS: XPARHE? MIINEERHA? MR
EHEERMA? HAAXNBFLHEMENFA? AUXRZ—TNERNFIMHL, MEA—EIFESHXFHX

X
Do

(01:07:54) Ami Vora
English:

Maybe the last thing I'd say is, again, | was super lucky at Meta. | think | always had this maybe deep-
seated insecurity that maybe | was only good at Meta. Maybe there was something about that network of
people and how great they were and how well | knew those products, and maybe | wouldn't be that
successful somewhere without that scaffolding. And so leaving and being able to go somewhere else and
lead through change and a new place, a new customer set, a new business model, that's also been really,
really affirming for me, honestly.

FRCERIR:

WIFREHRBHRNZE, BXRIE, HE Meta FEZEZ, RBEALVRL—BEE WALk BIFRRE
Meta R B, BIFEERNBERIAKN. BLRFHIAURZBLESRHAEERE, MRLEHRN HWF
2" (Scaffolding) , BFHRFERIBIMBL ARSI AN FILL, BAHEBREFIBMS, TRERAS, @Y
MR, P E. R, BRk, XNREIFEEEEERN.

(01:08:34) Lenny Rachitsky

English:

Well, you have a lot of fans at Faire from the people | know there.
FRCERIE:

EBINRBIARLE AN, fR7E Faire BIRZKLL,

(01:08:36) Ami Vora

English:



[inaudible 01:08:36].
FhERIE:
(MrAi8)

(01:08:36) Lenny Rachitsky
English:

And so clearly, things are going well, at least as far as | can tell. Something that | think is, Faire definitely
has, and a lot of companies have, is a very product minded visionary founder. And CPOs classically last a
year or two, and then they're like, ah, this sucks. The founder just tells me what to do and what's the
point of this role? And it's so frustrating. I'm curious just what you've learned about, at least so far, about
working with someone like that as a CPO and not just being this middle person between what the

founder wants to do with the team, this building.

RS ERIE:
SR, BEHEESRIEN, EVMERFAMSXEE, KN Faire BTG — RZATME——(FEE~ 5

K. BERBEIEA. MERE~mE (CPO) BERET—HE, ABRMITMEREE: W, XXET. ¢
MASREIFEZRMA A, PRUNBXAE? 7 XIFELNAK. REEVNE, ELRE/HMNLE, A
CPO 5SXHMAGTE, MMFETHA? MMBERM—MEER, LXIRARILERSRIARE?

(01:09:09) Ami Vora
English:

Yeah, | mean, this is going to sound so naive, but | literally didn't know how important it was for me to
have such a great relationship with the CEO, because | always had great relation, | was lucky, | had great
relationships with a lot of people at my previous jobs. | was like, oh, of course it's going to be fine,
everyone's going to let me do what | want, whatever. And | think | just got really lucky because Max is an
amazing CEO, who's also super growth mindset and super open to talking over ideas, even when they
involve a lot of change.

FRSCERIF:
21, XIFERATEERRE, BRUFEMTINES CEO BN EIFNXANRRHELEE, AARES
iE, EZENTEPRESEZ AXABREITF,. RYMNE: “B, YREEH, ARDPSILRHBHREMNE, T

FriB.” HBFHRARIFEFIE, EN Max 2—I T FER CEO, IFEHEMKOE, IFERRIIERE, BME
XERES REARREE,

(01:09:42) Ami Vora
English:

So when | was onboarding, one of the things | always like to do is write a list of observations. | go out and
talk to, | have one-on-ones with a lot of people, and | write, here's the themes that I'm hearing. Here's
what's going well, here's what's not going well. And that's a way for me to both share what I'm seeing and
build some credibility and trust that way, but also for people to give me feedback and be like, oh, you're
wrong about this, just so | can correct my starting point of knowledge.

FRCERIR:



FRAYIENRE, RERERMH—HERE—H WEER" . HEEMRSZANHET Lon-11%1E, ARET
FKOAEINED: PLEHRIRF, WERIFEF, XEERKDZFAUFFE. BIQAEHMEEN—FEH, LIk
ARGERIFOA, LN M8, REXKREHET.” XA EERBALRER.

(01:10:10) Ami Vora
English:

And with Max, | also wrote a parallel document of hot takes. So once a quarter or so for the first year, I'd
write a document that was just like, hey, for sake of provocation, if we wanted to fundamentally change a
few things, here's ideas on what we could fundamentally change. And Max, very, very well could have just
been like, hey, can you please just run product? That's you're job, can you please do that? And instead, he
and the entire rest of the executive team were like, yeah, let's step through these. Let's talk about which
of these we should try, let's talk about maybe context you don't have for why these don't make sense or
why we don't do these. And that was such a gift because | was able to build such a great relationship, a
trusting and complimentary relationship with Max and the rest of the exec team, and also that he took
seriously things that he really didn't have to that | have so much respect for that, and | think | got really
lucky in just finding a great CEO and exec team.

FRCERIR:

MF Max, HEE T —MHFTH “BFIWR" (Hot takes) Xi%, EHE—FE, KABFE—R, HRE—1H
X, AEAREE: T8, ATHANE, IRBIVEMREERTNHE, XEF-LEXFHINTUMRE
ERREAARNEN.” MaxT2r UELHR: “I%, REREF~m3? BRIREILIIE, BMFE.” B
PMHATHEIRAANR . “4F, IEFNTZF—INERXLE, IERMTRREFPLEES R, KRIFATERTROESR, 7
FABERIITRERE N ATNFXF Y. XER—HEIL, FAANFKEEBS Max FRITHABIE bR 532
TR EEEEBIXR. MEMIFEINERMTFREMELIADEINER, RMIRRBE. &K
BRENREE, HET XA CEO MMITHEIA.

(01:11:18) Lenny Rachitsky
English:

Is there anything you learned about this vetting process? Say you're a founder looking for a head of
product, A CPO, any advice for how they might vet this person to make sure they are good fit and will last?

AR ERIE:

KFXNMmEIIRE, (RFETHAR? RIRIRB—UEE T mA A CPO BILIBA, M FA TNk
EMALBRES BETR/EA, MEMFARING?

(01:11:32) Ami Vora
English:

What I'd say to everyone else is, make sure you just have a mind meld with a CEO. Before you decide to
take the job, spend a day together, understand how they think and how they operate, and whether you're
going to work together in a way that feels really high fidelity and high trust and you're going to have
room. | mean, I'm not a founder by any stretch and so when founders ask me what should | look for in a
head of product or CPO, | say something a little bit different, which is, make sure that you really need the
level of seniority that you are hiring. | think that a lot of founders think, | need a CPO, | need a VP of
product, | need someone who's really senior, when often the founder has a bunch of the vision and



knowledge, and what they really need is somebody to build the product. They don't need somebody
who's going to scale the team or build systems like they've got enough of that. And so that to me is part of
building that complimentary relationship where the founder and CEO know what they need and on the
CPO side, they know that they can mind meld enough with the CEO to actually have an impact.

FRCERIR:

HEMEMABRNZE: BIRIRS CEO EBAR “BEME” (Mind meld), ERERRXMNIEZA, £—X
BEfFFE—E, THMMNNBESXNEELSR, URMRIIESEU—TSRE. SEENAAEIE, FEMR
REAAETRE, RETEEBA, FILHEIBARRIZE~mAFRAS CPO & LI AKEN, REiH—
LERAFRANEN: BRIRENFEZMABENBIEDRINNRT. RIANNRSBART “BREE—
CPO, HFE—NTmBlEH, HFEE—NTHFEZRON , MERFLEBAEZAE T AENRRMAIR,
IREEFENEEAEXETRSEER, INAFTEBAEZT KEMRERZILRS, AAIELEBITXE
To FRUAXSFEEKN, BIUBHXRN—EIZEI8EA/CEO XEMITFEMN 4, M CPO MiEft(]seS CEO AR
RBHBERME, MMEE~ERMI.

(01:12:41) Lenny Rachitsky

English:

Last question. You started as an intern in the PR department, | think, at Meta?
FREiE:

Ra— M, FBIREAZE Meta FIRXER IS E?

(01:12:47) Ami Vora
English:

Oh, | started as a temp, actually.
R EE:

R, SEfR EREMIEERT (Temp) FEERY,

(01:12:51) Lenny Rachitsky
English:

At temp, okay, amazing. And then you ended up leading Facebook ads and then WhatsApp and many
other things. Can you share that story of just how you joined and how that happened?

AR ERIE:

GBS, F, KWEFT. REIMFREZGET Facebook ™8, EERE WhatsApp UNRFZHMIVSE, {REDE
— TFRHVBIEIIN AR BB 2 a0 el & A B3 ?

(01:12:59) Ami Vora
English:

Well, | had quit my last job. | knew that what | wanted to do was be involved in all the wild stuff
happening in Silicon Valley in the mid 2000s. So I'd quit my last job, | was traveling around the world a



little bit. I was living in New York, an extremely blissful lifestyle. | was unemployed, | was doing whatever |
wanted. It was some of the best time I've had in my life, and eventually | needed a job, like you do. But it
was 2007 and the only place | wanted to work was Facebook. You could hear the way people talked about
these products. People would say Facebook is more important than than my car. It's like how | connect
with the world. It was such a magical product, and you could hear that.

FROCERIR:

1R, HEFEEFHET E—HIF. RMERES5E) 2000 FAPHREALENBLERIENEBPE, FrAFRER
T, EWIEHERT —REE. HYREELALYN, SERRER/IEE. FRLT, BETARBTa. BERK
—EHRRRFHINEZ— &RE, BRFE—MIE, MERK—1F. IB=E 2007 F, HE—BEHNMLGHE
Facebook, fREEIFEIANTKIEXLEmAIA. AlZiK: “Facebook LEERMNEREE, EERSHFERE
BIAT" AR — MLt ET Y™, REERREIX—R.

(01:13:51) Ami Vora
English:

And | knew some people at the company and | convinced one of them to introduce me to everyone at the
office. I'd made a trade, | said, I'll buy you a fancy coffee at Coupa Cafe in downtown Palo Alto, and in
exchange just introduced me to everyone, everyone you know, take me around the office. So everyone |
met, | said, "Hey, I'm Ami, | really want to work here. I'll do whatever you need." And the only call | got
back was from the Head of PR, Brandy Barker, who said, "Look, we can't hire you. We didn't interview
you. We don't have headcount. You're not really qualified." It was just like 10 reasons. | was like, okay,
thank you for calling me. And she said, "But we need a temp to review our press releases, so if you want
to come join a temp agency, we'll tell them to send you here." And that's what | did, | moved out to
California and | slept on people's couches and eventually they hired me full time and I didn't look back.

AR ERIE:

FINRRBREN—LEAN, HWHRAEP—PIHHINRDRAZEERNREA. BMT—1R5H, Fii: “FHISREME
AMRIEH OB Coupa Cafe ISHFE&MIME, 1FARR, MIBRNEBLETA, BIFINRBFAIEASNELS
x, BREWUNRE.” FIUKREINE—TA, &R 18, T2 Ami, RENEREREXET(F HEEM
EAMREENSE.” HREINE—RIEBIEREAXATIA Brandy Barker, #thiii: “IiE, HFEERABMR,
FAVKEIA IR FHNTKERE. RELHAFBR” 57 A#E 10 MEMR, FKii: “F9, BEHRATITE
i AR “ERMNFB— RN IREZZNINHER, PAUORGBREMA—KSSZIKERR, i)
SEIFMENNERIKEIXER” TEREEMXAMT . FREI TN, BENANDEE, KREMIERRAT
F, MItEBERERk,

(01:14:50) Lenny Rachitsky
English:

And now you're on Lenny's podcast, what a run. It's interesting, this reminds me of another path to power
rule from the Jeffrey PFeffer podcast, of networking is one of the best ways to acquire power in the world.
So it's interesting that now that seed has planted in my head. Anyway, just A plug for that other episode

also.
AR ERIE:

MIMAEIRLT Lenny 9%, X—RERERF. BENE, XILFBET Jeffrey Pleffer FEZHBIFH—FN
HZEEAW: ABx (Networking) BHAERENNNRESFRZ— BERR, XMMFIEMTE T RN
BE, 22, BIREEF—THB—%.



(01:15:06) Ami Vora
English:

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

FRSCERIE:
Ami, TEFEFNEERFMNNBRIEIRTZE], RIEEHARENZBLAIFRMING?

(01:15:13) Ami Vora
English:

Sometimes people ask me who are working in product, what's the one thing they should do to be
successful at product? And maybe the thing | would say is, especially as an org scale or a company scales,
there's just a lot of distractions that get between you and the customer. And so the one thing that | would
just advise everyone to do is just think about the customer, talk to the customer, be an advocate for them.
It's such a shortcut to everything else you need to do in order to be successful, but it's so easy for that to
get lost when you're thinking about, okay, how do | get alignment on my team? How do | figure out my
roadmap? How do | convince people to join the company? There's all these different things, but
fundamentally, we're here to create value for the customer. And the closer you can get to that, | always
found myself the happiest because I'm building that feedback loop with the customer, but also more
successful.

AR ERIE:

BERMNEFRIEFNAZRIK: BEFRIOUREERY, RNZEN—HERH4? HRRNE, KiEkEE
PFLANATMBENYT K, (RNFPZESHIMRSTFHREAR. FMURBNE T ANBR—HEMZE: BEEF,
5FFR%, MAMIMNNESE. XREEMINFIFEHN—IEENER. BHREE “FTIAILEESR—
B2 7 . "BRUARIERZE? T . HOERBRAMINAQE? * B, XI—RRESRET. REAXAS
FRNER, EMRELE, RINEXERATARTFPEENE, MBX—Rl, RAMBSHERE, B
ABREESERBIRIGER, RNBERZRIFHI,

(01:16:09) Lenny Rachitsky
English:

Well, let me actually follow up on this because this is really important and interesting. There's a PM part
of my brain of like, okay, but we also got to move some metrics and sometimes that metric isn't going to
be moved by, we need to do something specifically for the customer, but it's something that will help the
business. Is there anything there of just that balance of like, we need to move over this conversion metric,
versus, let's focus fully on what does the customer want and need? Any thoughts there?

FROCENIR:

URHHX—RER—T, BAXFEEEEEEH. HRFEPMBOBHOZE: 47, ERMNEFRERA—E
fatn, BNBMETHAREI L IATAHEEREA, MEEI—EXNISEENER.” X FXMF
1, tbin “BAIFBRAZDERMET 5 UBE(xe2TEITERRENTENA" , METARED?

(01:16:34) Ami Vora



English:

Yeah, | think we often make things adversarial that are not actually adversarial. It is very rare for customer
value to be different than a company value on a long enough time horizon. There might be short-term
divergences, but really, to solve, to create value for the customer, you got to be around as a business,
otherwise you are creating zero value for the customer. And so | think really, just starting with the, what
are the end goals and where does stuff diverge in the very short term versus the medium term versus in
the long term? It shouldn't, and really thinking about where you are in the journey and how to place that.
That always helps me because our metrics should absolutely be about long-term customer impact. It's
very rare if those aren't, and then you're still able to be successful.

FRZERIE:

2, FANFENEELRERFSFHENNEBERILER. FRBRKINEEERN, EFNMESARANMERIE.
EHR, RS EDL, BXFE, ATHRRER. AEFIENE, MEEA—IELVEFTE,
BMNRAZEFEIENMERZES. I, HINNEENZMEREAAIBEE . T5EH. PHNKE, FH5E
MEFET DE? ERNZTED K. BEMRBTFIRIZAB NN ERURIMNAENML XE2RERTH, FHEA)
AUIEIRAEN N IZR X T KANE AW, MRAEXE, (RMEMERGSHARNA.

(01:17:26) Lenny Rachitsky
English:

It comes back to our chat about metrics and how to do those well. With that, we've reached our very
exciting lightning round.

AR ERIE:
XX EE T BHATEFIetn U R NEIMEFERRAIITE, WX, RITHANTIEES ALEMNRBRIZEIAT,

(01:17:29) Ami Vora
English:

Cool, I'm ready.

R EE:

B, BESETF T

(01:17:34) Lenny Rachitsky

English:

Here we go. First question, what are two or three books that you've recommended most to other people?
FREiE:

Figo BN, FRANAEERZHR=ZFBEMTA?

(01:17:39) Ami Vora

English:



The Year of Yes, by Shonda Rhimes. | almost never read nonfiction. | love Shonda Rhimes, made an
exception for this one. It's about just saying yes to things and finding your voice when you do feel like
you're sometimes the first or the only or the different, and what that feels like. And it was very life-
changing for me, actually.

FRCERIR:

Shonda Rhimes B9 {—%E Say Yes) (The Year of Yes), FJLFMAFIEEWEPFE, FHE Shonda Rhimes,
FRAAXEBET fl. ERXTFHEMNR ‘8" , UNAREEESENEZE . B—HNHSKFENA
B, tEiEIBCES, UKRBEMH AR, KL, XARBRIEHALES=ET EXRNFM,

(01:18:00) Lenny Rachitsky
English:

That's an awesome pick. No one has recommended that one yet. Reminds me of an episode of Matthew
Dicks, who has a Ted Talk about saying yes to everything.

FRCERIR:

XE—MEERIER, BEABFEDXAS, XitFKAEIR Matthew Dicks BIAF—&, thE—NXFX—
“2” W TED /&iff,

(01:18:00) Ami Vora
English:

Really?

HRCEIE:

Emyng?

(01:18:07) Lenny Rachitsky
English:

He just says, Chris, to say yes to everything and his life is incredibly interesting as a result. Next question,
do you have a favorite recent movie or TV show you really enjoyed?

FRCERIR:

ftbRREW, W—R ‘B , ERUHEELREREEE. TN, REIEREEHESRHER BN
Rl?

(01:18:17) Ami Vora
English:

| watch a lot of witty workplace comedies from the mid 2000s. So | watch a lot of The Office or 30 Rock
reruns. Things are just very comfortable that | already know everything, there's no surprises. I'm not great
with new stuff right now.

FRCERIR:



KBRS 2000 EAFHABHMHENRZER. FIUAKREEEE (DQE) (The Office) = (FAERIIT)
(30 Rock) o XERFAILHRRIREFR, EHARBEMEMBENET, REEN. BAEFRERKEZHER
7o

(01:18:33) Lenny Rachitsky

English:

| heard they're bringing back The Office. There's a reboot happening.
HRCERIE:

BTN EER (DRE) To

(01:18:36) Ami Vora
English:

Oh really? Let's see.

R EiE:

IREAIS? 338 LU

(01:18:38) Lenny Rachitsky
English:

Yeah, exactly. Is there a favorite product you've recently discovered that you love, either digital, physical,
anything?

FROCENIR:
2. BB RBARINMT LTI EREOTm? MFH. KA, EAREEALL,

(01:18:47) Ami Vora
English:

Maybe a physical product that | really like. | drink a lot of coffee and tea through the day and it's just, |
don't know, a calming ritual. And so | have a Fellow's electric kettle, that was my big work from home
upgrade. So | have this life for kettle, | have a pour over kit. | have these lovely colorful mugs that | like,
that has actually just made my day-to-day a lot better, is just a little feeling of luxury.

FROCENIR:

WIFR— T HIFEERNEET R H—RPSBRZMHNE, XWHRHRE—IPFERINN. FAIUAFKET
— Fellow EBHUKTE, BERBRDLN—AALR. RAXTKE, B—EFHIR, EE-LERERNA
ZFeIDRf. XBLUERNAEEILER/ENT, ol —RrREER.

(01:19:16) Lenny Rachitsky
English:

I love that. | think we have that same kettle. | also drink tea during every episode | have here.



FRSCERIE:
BREWXD. BERITBNERETKE, BRE—ETENBEKEL,

(01:19:19) Ami Vora
English:
Oh, yeah. You know it.

FRCERIR:
IR, 28 fRIERY.

(01:19:21) Lenny Rachitsky
English:

So we're on the same page. Next question. Do you have a favorite life motto that you often think about,
come back to, share with friends or family, in work or in life?

FRZERIE:

BERFANEEER. T—TRE, MEKERERNAERS, BMEERE. REEK. HE5FRKIEH?
TieRELIFBEREET,

(01:19:30) Ami Vora
English:

It is definitely not a motto. | feel like | know people have mottos and I'm so impressed. I'm like, you know
what you are, you know what you need. | am not that person, but | have a piece of advice that someone
gave me very early in my career. Actually, it was Chamath, he said, "You can either have more energy or
less ambition." And | was like, oh, that's a little harsh, but also really true. And | think about that, it's
another of my Roman empires. | think about it all the time where I'm like, okay, if | want to have this kind
of impact, I'm going to have to do the work, I'm going to have to try new things, I'm going to have to feel
uncomfortable, and sometimes | don't want to do those things. | don't want to do all of that work, and
then | can't be mad if I'm not having the impact. Those two just have to go together. | also have to get
lucky in all these different ways, but the two have to go together and that's been just a good governor, a
little bit, of how | think about what I'm putting in.

AR ERIE:

PBAWNMA LIRS, HRTRMEFTEAGRS, HWLRRMR. HEHF: “MREZEECEHE, MEH
CHREMA.” BRAZWMHA. EHE—FRUEERHHIALILBEN KFFLZE Chamath Ay, fibik:
“REAMEELSHE, BABEE/NNEFO.” RENE: ‘B, XERZE, BHIFEFEL.” REER
XA, XRENSZ— “TEFEE" . B—EHER: W, MRBEEELEXMEMS, BRMSATHEE,
DMRIRFEY), DAREIFE” BNRAEMIRLESE, TRMLIBASE], BAMRIKETEFRM,
HWRFERES. XMEBLTHF. SARUFESHEBREEZ, EXMELNESGE—R. INTHREE
B RN EEN—MRIFBITTR.

(01:20:26) Lenny Rachitsky



English:

| love that quote. By the way, if people don't know what you're talking about when you talk about the
Roman Empires, there's a meme on TikTok where somebody said that every man thinks about the Roman

Empire at least once a week. Right?
R EIE:

HERXDiE IMER—T, WRARFTNEFRRN “TEHHFER" 2F4ARR, B2 TikTok LB—NME, BA
RENBABAELSBE—XRTOHE. WIE?

(01:20:39) Ami Vora
English:

It's made me think about, what are all the things | think about repeatedly without really having trigger or
reason? And there's still a lot. | don't think about the Roman Empire though. That is not one of them.

AR ERIE:

XitEEBE: AEEBEERRELEFAXNEHNBERATREREN? BEXEREZ, FERFRELABTTH
; gB;FITEEEEPZ_o

(01:20:49) Lenny Rachitsky
English:

| also don't think about the Roman Empires, something's wrong with me. Okay, final question. You can
blame your colleague Barr for this question. He tells me that you are very good at jokes, you tell very
good jokes. Do you have a joke that you want to share by any chance?

FROCENIR:

HEARTEHE, BEXRFZERE §F, Re—NEHE. (RAILUBXMaIZEIfRRFES Barr 3k o & IFHAR
FEERAKE, HEFET. FEFABESENKIED?

(01:21:06) Ami Vora
English:

| love jokes. There was a year at Facebook where | posted a joke of the week to the company and they're
all terrible.

FRCERIR:
HEXKE, 1f Facebook WE—F, HBAMIAELARNRHE—" “BAKIE , EREHRL.

(01:21:15) Lenny Rachitsky
English:
To the company.

FRZERIE:



(01:21:19) Ami Vora

English:

Yeah, exactly. All right. Here's my favorite joke.
R B

BH, ", ¥, XRFARENHIKE,

(01:21:22) Lenny Rachitsky
English:

Great.

FRCERIR:

XIF 7o

(01:21:24) Ami Vora
English:

Why don't sharks eat clowns?
R EE:

At AZBRIZNA?

(01:21:26) Lenny Rachitsky
English:

Why?

FREiE:

Afta?

(01:21:27) Ami Vora
English:

Because they taste funny. I'll tell you one more and you can choose one, you can choose which one. All
right.

FROCENIR:

Enti=ExR “REH” (Taste funny, funny REBBENHENZR) . HBAMH—, RETLLE—.
%o

(01:21:33) Lenny Rachitsky

English:



No, we're not cutting anything.
FRERIE:
T, B AR =,

(01:21:36) Ami Vora

English:

What did the zero say to the eight?
R EE:

0Xf 8 THA?

(01:21:38) Lenny Rachitsky

English:

What did the zero say to the eight? Something like us. Okay, no, | don't know.
R EE:

0 8T HA? “KIEEIAN ZHKr9? FIE, HANIE,

(01:21:43) Ami Vora
English:
Nice belt.
R EIE:
NiEG RS

(01:21:44) Lenny Rachitsky
English:

Nice what?

FCERE:

T ATREE?

(01:21:45) Ami Vora
English:

Belt.

FREiE:

&,



(01:21:46) Lenny Rachitsky
English:

Belt. Oh, | got it.

R EE:

FEH. MR, HIET BmME0RTES.

(01:21:51) Ami Vora
English:
[inaudible 01:21:51].
HRCERIE:

(FAR3E)

(01:21:53) Lenny Rachitsky
English:

| get it, | get it. I'm going to tell you a joke. | just heard a standup share. How do you turn an egg into a
vegetable?

FRCERIR:
HET, RIET. RUABHERH-, RNF—IHOFTEIZRN. REAESEERBGTR?

(01:22:02) Ami Vora

English:

| feel like if you put a letter on it'll turn into a vegetable name, but | can't think of the letter.
R EE:

HEFUORGFIN—TFE, EMIER—MEXRNZF, BRELBEEPFE,.

(01:22:06) Lenny Rachitsky
English:

| love that you're really trying to analyze it and get there because | don't know if it's ever possible to
actually get the answer. Okay, so how do you turn an egg into a vegetable? Squash.

FRsCERE:

HERMBNDITHRERIERZNEF, AARFHERSTENERE. IiF, BABBETRHER? TR
E” (Squash, BIRERNER, LRAEHF/FEANER).

(01:22:17) Ami Vora

English:



That is definitely my level of joke, definitely.
FRERIE:
XENBHRXMNKENEIE, £ITE.

(01:22:20) Lenny Rachitsky
English:

They're like, this is for your kid. Go home and do this joke. Ami, this was everything | hoped it would be.
I'm going to read again the goal you had for this podcast, | 100% think we achieved it. To be as authentic
as possible and show that people can be pretty messy and imperfect at times, yet still be very successful. |
think exactly what this podcast ended up being. Thank you so much for being here.

AR ERIE:

tfi1s: “XBAMZFHN, BERHXNEEE” Ami, XRIHETLFAHNTR, KEE—BRAX
RBFILENBR, HEDZEANRMNEINTE: RARREAER, FRREAMNERAURRSRZEL.
BARTESR, BERARIRGERNMAY, IEXIEEXARERAENNEF. IEBERPREERIIXE,

(01:22:40) Lenny Rachitsky
English:

Two final questions. Where can folks find you online if they want to reach out and learn more, and how
can listeners be useful to you?

FROCENIR:
REMNEE. MRAKBKRAMGHTHESER, AJUEMEREIR? Uk, IFRATUAMERTAHER?

(01:22:46) Ami Vora
English:

Oh, thank you, Lenny. It's been such a pleasure. | write a blog on Substack at amivora@substack.com. It's
called The Hard Parts of Growth, it's just about how even when you're working in great places with great
people at great companies, sometimes things are hard and that's normal. And so you can find me there. |
do the same, | crosspost to LinkedIn so you can find me there. And how can people be helpful to me? |
don't know, just by being great, by being kind and nice and making the world slightly better. Yeah, | think
that's what we can all do.

AR ERIE:

8, BHEIR, Lenny, XER—XEIRIEZH, FH1E Substack EE1E%E, ik amivora@substack.com,
el (MKERFEEY (The Hard Parts of Growth) , HEYZBEMEREFAMAE. SHFHA—REREDN
WHETIE, BRNEERAREE, MXRER. RAUEBRREE. BtB=REPLHE Linkedine EFAR
BEERMTA? HANE, REFRFINS. REERNRY, HHRATHERETF—R=. 8, REBEEKIPR
BA#EEMH,

(01:23:17) Lenny Rachitsky

English:



| love that, and | will link to your Substack in the show notes, so if where people want to check it out, and

I'll recommend it. | haven't done it yet, but I'm going to recommend it for my Substack.
R EIE:

HENXN. BRRETHEHEIZHM LIRR Substack §51%, HEAREER., RtiaEEE, RAKLLM, BES
M Substack FHETE.

(01:23:25) Ami Vora

English:

Thank you, Lenny, so much. This was such a fun conversation. I've really enjoyed it.
R EE:

FFERBR, Lenny, XB—RIFEBBHIMNIE, HEER.

(01:23:29) Lenny Rachitsky

English:

I loved it. Ami, thank you so much for being here. Bye, everyone.
FREiE:

HBRER. Ami, IFERZEHRER. AKBL.

(01:23:33) Ami Vora
English:

Bye.

FRSZEIR:

B

(01:23:35) Lenny Rachitsky
English:

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

IR RSHERWRIR, INRETEXMATEENE, ALUTE Apple Podcasts. Spotify &S RHIEZ RN AHITIH
AT H. o, BEERARINMNTLHABTITIE, XEEEHEPHMARLAXINEER. BT
lennyspodcast.com #EIFIEHITTEHR THRESZER. THTEL.



