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[00:00:00] [Anneka Gupta]
English:

When people say, "I want someone that's strategic," what they're really saying is, "I want someone that
can come up with and articulate a compelling and simple why behind the decisions and the direction of
the company and product.” So that's number one. And the second piece is, "l want someone that's going
to champion and be a change agent to do things that may be hard but actually best for the long-term
interest of the product or company, even though those things are not going to be easy to execute on."
And | think if you have one without the other, ultimately people are not going to see you as strategic.

FROCERIR:

AT “RRE-TAHBIRACHOA” B, MIIEENERE: “BREE— T RBAAEN~mINRERT
M|, REHBMTEL—NLAGRAEBEN NHA A" ZBE—Ro BoRE: “HEE—EEBE
SHAANLEHRE (changeagent) BIA, EHITILATEREM. ELF ELETEFRRAR KN
15, MEXERBRITERHAARES” HiAN, IRMABEF—mMRER—R, REAERFZIAN
fREH ABEERYCo

[00:00:40] [Lenny Rachitsky]
English:

Today my guest is Anneka Gupta. Anneka is Chief Product Officer at Rubrik, a lecturer on product
management at Stanford University's Graduate School of Business and on the board of Tinuiti.
Previously, she was President, GM, and head of product at LiveRamp, where she spent 11 years and
joined as one of their earliest employees. A bunch of former guests recommended Anneka Come on this
podcast and you'll soon see why.

(00:01:03):

In our conversation, Anneka shares a ton of powerful advice on navigating difficult personalities, giving
and hearing hard feedback, bringing humor and gratitude to every situation, managing your energy
versus managing your time. Super tactical tips for how to become more strategic and how to make better
decisions, and also how to break into product management for people that are trying to become product
managers. There's something in this episode for everyone and | am excited for you to learn from Anneka.
If you enjoy this podcast, don't forget to subscribe and follow it in your favorite podcasting app or
YouTube. It's the best way to avoid missing feature episodes and it helps the podcast tremendously. With
that, | bring you Anneka Gupta. Anneka, thank you so much for being here and welcome to the podcast.

FRCERIR:



SRXMEZER Anneka Gupta, Anneka & Rubrik WEE=@mE (CPO), tLEHNBEAFHF R mERIRE
BT, FEEHERZ Tinuiti NESBSMR. Ltha), MEEE LiveRamp NEH. REER~mATA, MERE
THET 11 F, BRARNRHATIZ—, REZANEEHET Anneka REMXMER, MERMBABER
FSS

(00:01:03):

FERNMXSIER, Anneka DET AERENEIN, SIFNEILN BRI, 00ELSFMFE™FEHN R
. EIESMHER TRSUERAMZRR, URNAEESFDMIFNNEERERE, tEsZET X FNREEES
RS, A B REBAEBL AR, UNRABLER I REENAREHONITEN. XETHESS
— PN, BESEMEEILARME Anneka 3, MRFERXMER, S TESRANBENAZK YouTube £3T
FAMXE, XEBRRELIRRTENRFAN, BHBEEERAER. TE, LMD Anneka Gupta,
Anneka, FERFFEEREIXE, SRPRIFEE,

[00:01:51] [Anneka Gupta]
English:

Thanks for having me.

R EE:

EHEREYERIE.

[00:01:52] [Lenny Rachitsky]
English:

So, | want to start with a question that I've started to ask guests that come on the podcast that have had
extraordinarily successful careers and also just consistently successful careers. So here's the question.
What do you believe are one or two skills or mindsets or habits that you think most contributed to your
success that you think might be helpful for other people to learn and build to help them have more

successful careers?
Fh>CERIE:

FRLL, FRM—NEEAE, XER&EIEFRRRLESWRERNE -—BERSMINERNERERR, @&
B MIANNEBBTIRRINATEREE. OSHIBFR, W—AN2IRINAINEMAFEIMRILER RRAYERL A
ERBHEIRY?

[00:02:18] [Anneka Gupta]
English:

So it's funny, before we kicked this off, you talked about the post-it that you have on your computer that
says have fun. My one mindset that | really have leaned into after someone actually gave me advice on
this is to figure out how to have fun in my job, even in the most difficult of times. The reason why | say
that is because when you're hit with really hard times, it's easy to operate from a mindset of scarcity and
to look at everything as an unachievable hurdle to overcome. And when | was able to switch my mindset
and say, "Well, I'm actually going to figure out a way to have fun with this," it actually changed my entire
for how to deal with super difficult situations.

(00:03:03):



This advice specifically came up to me when | had a scenario where | had to essentially change out all of
my direct reports in very short order, and | figured that out. It was a super daunting situation. | didn't
know how | was going to manage and at first | felt so scared by what was ahead of me and how much
change | was going to have to go through in a very short period of time. But when | got this advice, |
started to try to reframe my thinking and it actually really made it so that | was able to get through that
hard time and opened my mind up to so many more opportunities. So, now | try to embody that in every
situation that | come across where I'm faced with something super, super challenging.

AR ERIE:

RERR, ERMNABRzZE, FREITMHRBERLEME—KEE “WEAL NEE. RIEBZAN—FO
S—XUEINALTNEN —MSENEEREENEZ, BERDEETEPRIERE, BZAUXA
W, REASMMEBRENIER, REZBA—M “BEZ0F" (mindset of scarcity) , {E—HIEEIERT L8
HAPERS. MEREBETLES, WESH “WE, RELALEBINEMNPRRERT B, XEEME7THRL
IR i R BB 7 o

(00:03:03):

XPMENEERBE —MIFIBE R HIRAN . ANRAAERENNERNERBAENEETE. BE—1IF
BLYAERNBE. HAMEZIMARR, EFXEIEEIGEIPEEL LR ER BB AEHH EX T EHREIFF
BENE, BERFBIXMENG, BRABSHREMRNDE, XEMILRED T IRERMERYE, HitRpBHE
MNESHSHA T Ko L, IMAESISHBIIRANSIERNRRE, HMSEIBITIHOE.

[00:03:45] [Lenny Rachitsky]
English:

| love this advice. It's something that I've recently seen also in public speaking. If you can just reframe
your thinking from "I'm scared of this" to "This is going to be fun. I'm going to have so much fun doing
this. It's going to be like this energy and anxiety I'm feeling is me feeling like it's going to be a lot of fun."
So, spending a little more time here, how do you actually do this? So in this case, you shared an example
of basically you have to fire a bunch of people, not something one can quickly think about how to have
fun with that. How did you do this? Is it just in your mind you're like, "I'm going to have fun with this," or

is there something tactically people can do to make something fun?
FRCERIE:

BRIEBERZTEN, TURHREELAREHRPEEN—MKIT, NRIRELIEMN “HRERB" EBNN
‘REREB. HASMSRAC. RBRZINXMEENEEELZEEANKIEXSIFEGTR.” B4, &IIB
RANEW—T, BEZEAM? ERNADZ00FF, MEXLERE—BA, XTREBIEELAILZIR
B BAWRT BER. MBEAMEIR? ARERFER "REMNPHATF" , EREFTARGKNEALR
ERILULFRERE®?

[00:04:18] [Anneka Gupta]
English:

| think there were a couple of things that | did and I've continued to do. One is figure out and really look at
the situation and ask myself, what can | learn from this situation? What can | get out of this that's a
positive outcome even though it is incredibly challenging to be facing it right now? So that's one thing
that I've done. The second thing | think that has been really helpful is in going into meetings or other
situations where | was trying to figure out how to collectively solve some big challenge, figuring out how
to bring humor into the meeting. Just starting it on a light note and that elevated my own mood and way |



was approaching the meeting, but also adds a level of levity to the situation for other people as well,
which | think as a leader is super important because it's not just about your own mindset, but how are
you transferring that mindset to the people that you're working with and the people that are working for
you.

FRCERIR:

HRBYRBT LS, FE-EHERHH. F—ESFAIRARBS: REMNZINMERPFRIFA? BMENR
TENERED YL, REMPRBHARRNER? XRRMO—HFF. EHRUNEEEEINER,
ESMZNHEMBEZEARFREARLNZ S, BAEBMAREETHRIN. UWBEMNEREG, X NE
ATHECHRBREMSS AN, BAREMAEBMT —HENLRE. FIANFAARE, XI—REXEE, BAX
MYKXFRECHIOE, EXFARIMAREZIMOSEERLIRHIBEEN TE.

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

Got it. So part of it is just like, "How do | add a little humor?" Part of it is just thinking, "How do | make this
fun?" Is part of this just like this is not as important as people make it out to be and we could just have a
little fun with this thing. It doesn't have to be like we're not curing cancer.

AR ERIE:

BHET. FIU—87% “WEAMKWME? 7 , Z—MHREE "WEAIUXEREB? * . XHPEEHE
B—MRE, Bl XBFHLEAVBRIBLAETLMK, FITATUEMRNT. ERHENXFEEBEE.

[00:05:28] [Anneka Gupta]
English:

Yeah, definitely | think that helps. Reflecting on this too, | feel like a lot of it comes down to the amount of
emotional and mental energy | can bring to solving a problem. And there's always so much going on in
life, like personal life as well as professional life, trying to figure out how can | architect my day and time
to maximize my energy and be able to bring my full self to work and to these difficult so that | can have
that mindset to look at things more broadly versus operating from a place of scarcity. That may come
down to simple things like making sure that | have lunch. Sometimes when things get so busy you're like,
"Oh, I'm just going to grab a protein bar and I'm going to skip lunch." But | found that that really
decreases my energy.

(00:06:15):

Or, trying to do things that are really difficult late in the day. Five to 6:00 PM is my worst time of day and |
know that about myself, so I'm not going to schedule in my most difficult meeting or writing up a strategy
deck or something for that period of time because | know that that's not going to be my best and it's
actually going to make it more difficult for me to get the work done. Being able to manage my energy
levels and figuring out how to schedule my time for my energy has really allowed me also to figure out
how to have that abundant mindset in all situations.

AR ERIE:

B, BWNEEY, REX—=R, RUFRAEE LEURTRERANS VIBENEHEERMRDE, £EHR
BEERZER, TRENMAEEBERRUEE. RZRERMENE—RMIE, URAUKNEE, KM
REE B OB TRXERMES, XHRAEAERMER INE, MABBAEZRHR, XAJEEI34E



N—ERRANE, LLINBRIZFIR. BIILERFSE: ‘B, RBEESINERR, FRFIRT.” BREL
AR ZFFRIXBVREE.

(00:06:15):

HER, BRE—RRERNMIEFETRENEB. TF 5 25 6 S2HRERENINE, BRRTHRESX—
=, FTUEARSERNERTHRENSIN, HESHEE PPT 288, EARMEBFRHNRERS, kMM
RLTETEEETR. EBEERNESKT, HIRBESKRSRLHEE, XitKEBEFRBIER TR
FEfM “FRBBIOA” (abundant mindset),

[00:06:50] [Lenny Rachitsky]
English:

This episode is brought to you by the Enterprise Ready Conference, a one-day event in San Francisco,
bringing together product and engineering leaders shaping the future of enterprise SaaS. The event
features a curated list of speakers with direct experience building for the enterprise, including leaders
from OpenAl, Vanta, Checker, Dropbox and Canva. Topics included advanced identity management,
compliance, encryption, and logging essentially at complex features that most enterprise customers
require. If you're a founder, exec, product manager or engineer tasked with the enterprise roadmap, this
conference is for you. You'll get detailed insights from industry leaders that have years of experience
navigating the same challenges that you face today. And best of all, it's completely free since it's hosted
by WorkOS. Spots are filling up quickly. Make sure to request an invite at EnterpriseReady.com. That's
EnterpriseReady.com.

(00:07:47):

Today's episode is brought to you by Command Al. If you're like me and most users that I've built product
for, you're probably used to chatbots at the bottom right of websites where you ask a question and it says
something like, "Check out these three helpful articles. Did that answer your question?" And then you
click away and then a few seconds later you get bombarded with some other useless pop-ups. For those
of us who work on software, no one wants their product to feel like this. Command Al is an Al power

toolkit for support, product, growth and marketing teams that embeds in your company's product.
(00:08:19):

The Al support agent can deflect upwards of 80% of support questions providing actually useful answers,
and it can magically co-browse with your users to show them around your interface. They do pop-ups
too, but their nudges are based on in-product behaviors like confusion or intent classification, which
makes them much less annoying and much more impactful. Command Al works with web apps, mobile
apps and websites, and they work with industry-leading companies like Gusto, Freshworks, HashiCorp,
LaunchDarkly, and over 25 million end-users interact with Command Al interfaces. To try out Command
Al, you can sign up at command.ai/Lenny and experience a custom demo of how it works in your app.

That's command.ai/Lenny.
R EIE:

AET B H Enterprise Ready AR#B), XR—19EFEIHEWLWETHAB—KNER, TRTEESRIEK SaasS
RERHF=RMNTREGM, FoEIETAEFE WA= RMEZRIERE, BIERE OpenAl. Vanta.
Checker. Dropbox #l Canva HiG&E, FHAEESXIMNEE. 5. MENBTER—XLEEXLEE
AREHEU TP ERNEZRINEE, NRMBEARCUREENOIBA. BE. FREERTEM, XHiE
BAMEEN, RENREZSFRHEEHNITI MR RERZINAR. &=FENE, BHTHWork0S £, €
BREEREN, BEAMR, ESME EnterpriseReady.com ERIFEIA,




(00:07:47):

SRBTTEE Command Al 828, MRIREHZUNRKRSINAZSHAR—1F, (REIEEBEIRTHMEATA
RUEIRABA . fRE—NEE, ESY “BEXZRARNNE. XBRTIMRNEEE? » ARGFXEE, 1
MR XA EME BRI EE R WTRIMNXEFLZRENARG, RAREB KT mia AR XMEL,
Command Al 2— M A%HE . Fm. EKANEHEERREN AIEHNTAEE, ERIMBAZIRNQE~mP.

(00:08:19):

T Al SZHRAMUIERT LR 80% M LM #Fialfl, RUEEFEANEZ, HEUMTFMERAR “hER%E”

(co-browse) , HMATABIMNRE. MITHMEE, BTN “HEART" (nudges) BEFF@ATH
B9, tbanAFREZRFEESE, XILENFBAWTAR, BEEEFMA. Command Al i&HETF Web 2. #ah
NG, SEAFERE Gusto. Freshworks. HashiCorp. LaunchDarkly STl 45 AT, #8id 2500 7
KA P 7EEAR Command Al R@. EiXH Command Al, RAILUAIR] command.ai/Lenny i/, HWETE
ERBI A RIE TR E HE T

[00:09:06] [Lenny Rachitsky]
English:

I'm going to go in a totally different direction. Before we were recording, we were also chatting about
founder mode, and this is recently. This episode we're recording shortly after Paul Graham put out his
now classic, instant classic founder mode post. And he had some really interesting takes on ways to think
about founder mode, both from product leader perspective, from a founder perspective. So, there's kind
of two questions | want to ask, but just broadly, what's your take on founder mode?

AR ERIE:

HER N T2TENAE. EREZH, RITBIET “GIIRAER” (founder mode) , XZERITHIFITIE
M, HATRFIX—EBY, Paul Graham RIL# T HAFRIMAECERNEHN “BIBARE XE, xdFuf
BEUWRARNE-—LFEEBNNE, TEEMNTRASENRE, TEMEIBANBE. FILL, HERK
e, EERREZHIKK, M3 “CIRAR EAEF?

[00:09:33] [Anneka Gupta]
English:

Well, first of all, I think Paul Graham did an amazing thing by putting a name to something so many of us
have seen in practice. And while he didn't in his article say this is exactly what this is, | think many, many
people that | talked to were like, "Oh yeah, | recognize this." | recognize people that I've worked for, CEOs,
that have done founder mode, great founders that have done founder mode poorly. And it opened up a
level of discussion that I think is really valuable for everyone to be having, whether you're a founder or
you're someone that works for a founder.

FRZERIE:

B5%, FIAA Paul Graham 7T —H T ARENER, tA—PRITTFZATEERFHLIARET —PEF,
BAMAEXEFLERHE “XMBENEX" , BEERIAINRSAEME: B, 20, TIATZD.” ik
REAZIEINA, BEFBTEIWARIR CEO, EEBLELL W AEFE T HESBLIBA. EFET
—MEEENENITICERE, TiefRELaA, ERNEBALENA, BYZS5HSP,

[00:10:04] [Lenny Rachitsky]



English:

Okay, so I'm going to ask two questions around this. One is from the perspective of working for a founder
and founder mode, the other is being a product leader in founder mode. So, first of all, imagine you've
worked with a few founders that operate in founder mode. As a CPO, as head of product, that's often a
difficult place to be between the founder and the team that are building the thing. What have you learned
about how to effectively work as a product leader with a founder in founder mode?

FRCERIR:

%, XKFZXPMHAERNAE. —PE2ENEBANTRBOANNEIBARR, 5—TI2ENFRASENME
BRI AR, 8%, RIRIFES/LAUIBARINSIENIIRARSZST, FH CPOH~mAsA, KELSE
ASEFALEFmEZE, FEE—MREMIUE, XTFNAFENTRASESL TR AEXTE
WMABRMINE, MEETHA?

[00:10:30] [Anneka Gupta]
English:

So, | think when a founder's in founder mode and if they're doing it well, what they're doing is really
deeply understanding the business and then figuring out when to use their power as a founder to either
tweak things and send something in a slightly different direction or fundamentally innovate and
completely change directions or completely innovate in a totally new area. Now | think the way to use
that effectively as a head of product is to recognize that they have that power to figure out how to use
that power to get the things done that you know are best for the company. So, | always think about | have
all the people around me. Whether they're people on my team, my peers, or my CEO, these are different
resources | have to go get a initiative done or get work done in the company.

(00:11:23):

And as having a founder that can effectively operate in founder mode means that | can go and have a
conversation with the CEO and say, "Hey, look, we have this huge opportunity and these are the things
that aren't working, and | need your help to help figure out how we can move the needle more
substantially in the direction that we need to go." And so activating that founder, that CEO to really be
able to push the initiative that | think is best by making them an ally in doing so. | think one aspect. The
second aspect is, which often happens, it's very difficult for many people and I've had this happen to me
many times, is when a founder is like, "Well, | have this idea," and then you may or may not agree that
that's the best direction to go in and how do you navigate that kind of situation?

(00:12:10):

So, one is actually taking a step back and objectively saying, "Well, why are they pushing this?" Maybe it's
the wrong mechanism to go actually get done a strategy that's quite important for the company. So
having a really deep understanding about why are they asking this, what are they ultimately trying to get
at and what is the objective that they're trying to get at and is this the right way to get at it? If the answer
is no to that, then you can go have a conversation. If you know what the objective is, you can go have a
conversation with that founder and say, "Hey, look, | know this is what you're trying to do, but maybe
instead of looking at option A here of how we go about tackling this, we should have explored these three
other options instead." And that can help you and help navigate that conversation.

(00:12:53):

Now sometimes it's difficult to even get to that kind of understanding of the objective because someone
might be just super set in their ways of, "Hey, | really want to go after this opportunity. It's my pet



project." Then you have to decide as a head of product, do | really want to fight this or do | just give in on
this, let it go? And also make sure that we get the stuff done that's most important to the company. You
have to make that judgment call as a head of product and decide what is really going to make or break
the company. What's the hill that I'm going to die on and is this something that | can shift or is this
something that is not worth shifting? Of course it comes down to the personality. I've been very fortunate
that I've actually had very few of those situations where the founder has been like, "Hey, | really want to
go in this direction and | haven't agreed, at least with what we're trying to go after, regardless of the
mechanism behind it."

AR ERIE:

FAN, =PI ARTFEIEAREZERFE, MITRERNERLSS, ARRE R BMWIIERE
AR ERMIAA R, HRHTRAMECIFHAYRAZSE, XREESHIIETEH. (FA~mKi
BA, BRABR—RiAER BIREMNAEXMNG, HEZWMEABXFMIAETHIPLEMIN A
RRAHNER. RERIAN, HABNAEA—TLIREROELS. RFEERE CEO—HEHRALUAK
HER R IUE N TR LRI Z IR,

(00:11:23):

RE— T EEERSIFEIBARIBEIIAA, ERERAILIE CEOKIE, . IR, &, HRITEXTEXRHIN
=, BXERFBEEMNHERAIN, HFEZMRNFEL, REXEBEEMEDENRERSREHR,” BIILEIE AR
CEO fiNEER, REDDFHINARIFHIEN. XEEHP—TAH. B-NHHEHREERENER, WRSEARM
HREME, REEHIRZR: HEBAR “WEXMUE B, RN ARBEREFNARE, (RIZ0FE
Rz3§?

(00:12:10):

—MEERRE—Y, EMME: “AFARMNEBHETZN? " SIFXRARKRUQARRNEEZSBRNEIRF
Bo FRUERNER: A AZRZINER? MIRLBERFTAERN? BIEA? XBREIMETHIE
HBANE? MRERZESEN, RMAUEDE, MRAMEBIRZEMA, RAILMNEIEAR: IR, HEE
R, BE5HAARA, BIMFNZRRSIN=TED." KBRS SHiE,

(00:12:53):

24, ERNREEENANER, AABATREEERCH, RF “WREBHMXME, XEHAOK
% o XEEAFERARA, MOTURE: RERERENS, ERMEZN? ANEEHRERABDREENIEF
BETTAl. fRATUMEFIRT: HAFBREEREABMMHKXE? FAREFHEFIRKAEREM (hil to die
on) ? XRHAILUNTENER, ERMERENENRZNERE? LA, XEURTHER. HR=E, RUBRA
MEE A RF— M AEmMETETNENER—EDEEFLREEE—E, BMMEFRAFAFE.

[00:13:47] [Lenny Rachitsky]
English:

| really love the point you made, especially about how the founder could be this lever to get things done.
When you identify something needs to change, the best way to change that is just have the founder go in
there, tell everyone, "Hey, we're going to do this thing differently." It's such like a positive spin on how to
leverage founder mode where a founder actually has a lot of power to change that other people in the
company don't. Okay, so let's go from the other side. So, | was talking to Nikhyl Singhal who runs the
Skip, which is a community you're part of about you. And he said that you're a leader who excels in
founder mode, that you operate in founder mode a lot. And so as a product leader, what have you learned
about just how to think in founder mode, operate in founder mode, leverage that approach to leading
teams, leading product teams?



AR ERIE:

RIFEERMRINA—=, LERXTEBANARAEDFEEERNITF. SMARNREEBEFTELR
B, REFDZEMBILOIMALESIFAR: 18, BMNERNSIUEXMHE” XNFNEFALIBARINE
— PN EERRIAE —CRABILAE AR EEMAFRTRENEAZENE, &, UKMNME—TAEX
Bo I EM Nikhyl Singhal (fthZE&ERFITERY Skip #1X) iR, thiRfRR—(HEKEIBARANATF
&, (REEUXMENEF BAFATRATE, XTUFAUIBAERREBE, BfF, HFARAXMSGERT
SEAM= @A, RFEETHA?

[00:14:32] [Anneka Gupta]
English:

Yeah, | think it's often easy as a leader to say, "I'm not going to roll up my sleeves and get into the details
of the business or ask a lot of detailed questions about the business because you want to empower
people and make them successful." What I've found is that understanding the details of the business and
asking questions and understanding to the utmost extent you can, what's working, what's not, what are
the financial goals of the business? Are we on track to get there? How are we making decisions? Getting
into that level of depth is super important, and then you can decide as a leader, what do you want to do
with that information? So there's a lot of information that | collect about what's happening in the
organization, the decisions that we're making that | don't do anything with at a point in time.

(00:15:20):

That's my choice to make, but | want the information because in understanding the depth and what is
happening, | can decide where | actually think | need to go in deep and make either very significant
course correction or a small course correction. Then the way that | think about how do | bring my team
along for that so they don't feel like I'm coming in and stomping all over the work that they're doing or
trying to re-adjudicate a decision, one, is how do | get in there early?

(00:15:51):

One of the tactics | use is | ask people to present their strategies for things that | think we may need to do
a course correction on, and | have them come in and then | ask them questions and then | make
suggestion. And I'm able to do that in a forum where it doesn't feel like I'm coming in and rewriting the
entire strategy, but I'm giving them there an opportunity to present their best thinking and then trying to
figure out how do | take that and make that better and make them feel like I'm making it better versus
stomping all over and dismissing the work that they've done.

(00:16:23):

| pick a strategic set of areas. So | think about what is most important for the business? What's going to
kill the business if we don't get right and what are the biggest opportunities for the business that we need
to go after regardless of how difficult it is for us to actually execute on that? By doing that, then at least |
have clarity in my mind and | can provide clarity to the team about what is most important and rally the
troops around making that stuff happen if that is what is essentially right. And I'll have all the context
because I've asked all the questions of why this is right for the business, why is this going to help us with
increased margins or get better growth or get into a new persona if that's what we're trying to do as an
overall organization.

FROCERIR:

28, TANNERASE, REZSH. "BAEEEMFRANLSAT, HERXSATRE, RAFER
G TREHILMNIIRIGAIN” BHAI, BFEWSAT. RAHRATEM T RIK—H 4178, H4a7F



#, USEmEta, RNEBEEENL, RRBMNAMEN —RNEXMEEZIFEEEN. ARFAT
SE, RALLRENAMEXLERFS, RRETREXTARDSHRRNER, BEXNRER, KAIEM
LEBAMo

(00:15:20):

BRIAERE, ERFEXLERER, BABIRNTHIR, HALUREEBEFTENN, BHTERBMMA
BEXRMIE. AE, HREMAHESEN—EE, LI RREERETEBT I MIIA TIFERIEEE R
Ro B—RE MEARENN?

(00:15:51):

HEBAN—IMERRBE, ILAMMHNRIANTEFEBEABNSEEREAITNARE, FILIIRIR, RS
iR, BREEN. HRE—TIENREPHMXMGE, MABERETENMRK. RatiINzERM)
RFNBE, ARZHMATICERM o0, HMNREEREEBMIMAISES, MARESEMIIN I,

(00:16:23):

HEPE—AHRMAE, ZER WUSKEKEENZFA? MRBURET, FARRIEQE? WHSHEK
B ERH4, TIEHRITERSHERNBLIER? BEXFH, RELVEMFEZBEMDN, KBRS
MitEEE R, HEIRARELMBLEERNER. MEARIPERBENERER, BAREZRITHRER
A AT AR S BIERDN, ATAREBRINRSFE, RSEKIANFHEFER (persona).

[00:17:04] [Lenny Rachitsky]
English:

So in that example, and | love this tactic, you have your team come in, you ask them, "Tell me what the
strategy is for this thing that you're working on." What you've seen work is instead of like, "No, this is
broken, this is wrong, this isn't going to work." Your approach is ask questions and hope that they see the
flaws or gaps. Is that how-

FRZERIE:

FRUAERBMIIFHR (BRAFBEEXNRER) , (RILEIBAESR, RfBi]:  “HiFRARNEEMBX A ERIHRESZ T
2o IREMBMNFGEARRERR ‘A, X1TARE, XY™ , MEEdER, FEM(ECARRETR
o BXMFIE—

[00:17:24] [Anneka Gupta]
English:

Yeah, it's ask questions, but you can't always lead someone somewhere with asking questions. It's also
sharing a hypothesis. So | might have a particular hypothesis about the business where | might see
something like, "Well, | was talking to security leaders in our customer advisory board recently and |
heard this piece of feedback and this is what it made me think about our strategy, what do you think
about that?" And then let them say like, "Okay, yeah, actually | see this or maybe | have some follow up
questions."

(00:17:54):

It actually opens a whole discussion where I'm still able to provide my perspective and point of view but
not completely shut down the discussion. Because what | always worry about is a leader is I'm going to
come in and say something, and because I'm one of the more senior people in the room, no one is going
to say if they have a concern. And the reality is I'm not always right far from it, but | want to be able to



seed an assumption and then have a discussion based on that and then figure out what the right
outcome is about what we should do next based on that discussion.

AR ERIE:

2, 2RR, BRFREERERARIISIIA. EEDERIR. HAIESNILSZSE—MIENRIE, b
=i REREAEFAHREZERSN—ER2TENR, WETXHFARE, XERMNINVEEE TXF
MBE, (REAR? 7 ARLNER: “98, 28, HAHEEITE—R, AEBRE—LRELEHR"

(00:17:54):

KR EFBT —17E, RNARTREARNUR, EFRSURKXLEITIL,. HAEARTE, HEZEOH—
O, AARREEERDRANAZ—, MRABKRARNT . FRERHFERIERR, TIFMLtt. B3
el —MRIR (seed anassumption) , AEEFI#HITIVE, REREIVIEERRE F—FZEAM.

[00:18:27] [Lenny Rachitsky]
English:

Speaking of strategy, you shared with me that at one point in your career you got this feedback that you
just weren't strategic enough and that that comment led you to research and dig into what does it mean
to be strategic, and also just to level up your strategic mindset and the way you think about strategy. What
did you end up with recognizing as being strategic? What is that in your work and in your research? And
then how did you actually get better at this work of being strategic?

FROCERIR:

HEIEREE, MMREBRENDES, ERRUVEENEIMER, MBEINRIRE “FTBAEHBERE o XMHMERE
REMRMER “BERERLE HRBERETA, FRAMGHAKRREL, EMRNIENHARS, FRZIAN
fra’ “SEIE" ? MRERWNARKRESXMEESIR?

[00:18:57] [Anneka Gupta]
English:

| got this feedback once in a performance review and then | actually got it as well a few years ago when |
was interviewing for head of product roles and | thought | had made a lot of progress on it, but when |
reflected back, | think it actually all came back to the same themes. Which was | think when people say "I
want someone that's strategic," what they're really saying is "I want someone that can come up with and
articulate a compelling and simple why behind the decisions and the direction of the company and
product.” So that's number one. The second piece is, "l want someone that's going to champion and be a
change agent to do things that may be hard but actually best for the long-term interest of the product or
company, even though those things are not going to be easy to execute on."

(00:19:45):

And | think if you have one without the other, ultimately people are not going to see you as strategic. If
you're really good at articulating the why, but you're only bringing small ideas to the table, then that's
not strategic. If you're championing big ideas but you can't articulate the why behind them in a
compelling and simple way, then you're not going to be seen as strategic either. So, that's the formula
that I've come up with. This is what it means. And so | focused a lot on how do | make sure | do both of
these things? How do | champion a few things that a really big ideas that are going to help change the
direction of the company, and then how do | articulate that in a simple and compelling why?



AR ERIE:

HEE—REBIHERWEII XN R, JLERBRERR~mA S ARUNEIRET BHFNRG. SEURN
BoESHSRAT, BEEEARE, HUANXTMIFLERNERNET, FTOARIAMNE “FERE—1FHELR
FHIA” B, MNEENSRRE: “RRE-—EANRRANFRIRRNAR, REHAREH—ILAERE
BEE AL A" XREF—Ro FRE: "REBERESHAANZEEDENAN, ERITIRLER
REREME. BLfr LR G MR ABE KA ZNES, BERITERHTES.”

(00:19:45):

HANNMRMRABER—mMRES—R, REAMIFZIANNRESRKRC WMRMREBKER “Nt4”,
BfffE HRE R EMARENRZE, BRUELIBIRC MRIMMEBSEANIEE, BREZAEEENNAN
BREERN “Aa” , MEEFIEANELBIRIC. P, XMEHRSELHAN. XMBEHE
e, ZETREBNHARMARRBE XA NAES/ITERERBRTENARE, UNRNFBEEES
By “AA” RERAEN

[00:20:26] [Lenny Rachitsky]
English:

That's such a cool simple way of thinking about this. Is there an example from your work that might
illustrate some of this from a project you worked on or a product you built?

FROCERIR:
XEZ—TMEEBEXEENEEAN. ERINIEFR, BREMIIE R me) LRARX—R?

[00:20:35] [Anneka Gupta]
English:

| can take some recent examples. We've been doing a lot of strategic planning for where do we want to be
as a company over the next three years, and Rubrik operates in the cybersecurity space. It's a very fast
moving landscape. There's a lot of places that we could go as a business, and one of the ways that I've
exhibited this, and this is what | recommend to other people too, is sometimes it's really hard to come up
with the compelling and simple why behind something and sometimes it's also really hard to come up
with a really big idea out of thin air. So these things can be very challenging. The first step that | found as
very useful, and | use this tactic every single day in meetings, is just summarization. So, bringing people
together, lots of different voices into a room and hearing what they have to say and at various times in the
conversation summarizing what people are saying and summarizing what that means in terms of the

direction that we could go in.
(00:21:34):

And then that's a checkpoint of saying, "Okay, this is how I've synthesized what is happening. Is this
correct or do we actually need to do another turn because we don't all agree with where we're landing
here?" That summarization, even though | may not be adding a new idea into that, | found people
actually view that as strategy. They view the effective summarization as strategy. So | think that's one
element. Then what I've also found is that when | summarize what other people are saying and especially
multiple different stakeholders, then | can think about offline and not in the context of right in the
meeting, sometimes in the meeting too | guess, is how do | make this idea one click better? It's not about
how do you do something radically, radically different, but taking ideas and then making it slightly better,
slightly better.



(00:22:25):

When you think about that, especially from an outside-in perspective of what are the customer problems
we're trying to solve and how are we going to take this to market, and don't worry about how difficult the
technical implementation is going to be, then you start to get to these big ideas that can really be the
change agent ideas. So, I've started doing this more and more and | think especially in the past three to
six months, and I'm seeing a material difference in terms of the number of big ideas that we're going and
pursuing overall as a company and also the quality of the strategic thinking that I can bring to the table,
and it's been really exciting and rewarding.

AR ERIE:

BAUE—ERIENGF. BM—EENRBRK=ZENETMAREN LML, Rubrik FRERMKR 2N
TUIFER. FA—KEL, BATTLUERNARRZ. HERIHBERAN—MAN (HREREMAREEXM
A 2 ARERREE=ERE-—LAGRAEERN “AtA” , ORERTBH—DREREVIEE, XL
MEKEME. RADNFEERNE—F —EREABRESIWNFHBIEANEARA—RE “BEF7
(summarization) ., IEAEFRESHARE—E, WERMANNER, HEMENREMBRESERRARN
&, UNXEENTFHIAEERNARERET 4.

(00:21:34):
REXB—MESR, HERR: ‘W, XEREBEFNWRNESEMR, XEHRB? F2HENBEFTIE—8, AR

AXMBRINGERHATE—H? 7 XMELE, BMERSEMNEAFHEE, BERMAMNEG LELESBEAN
“BYEE” o MITARNBERNEEMRMAE. XREF—IMER, BERLELRM, SREZETHMARNE (LH
EENMAEMEEXENE) 2E, RAIUERE ERtMERF) BE: HOALXMUE “BEFLA—=
= ? XARXFNAEHEREHAINE, MERBIEHILIETEEMTE—=, Blf—=.

(00:22:25):

HIRM “BINTIRT WAERE —RNEMAGATFRAR, RINENAERATS, ZEOMRAIINES
M— RS EBLEIE RN T ENAE L, HARBERESMXEN, CEEESIEN3IE 6 1A

B, REITERMNEL: TERARNBERERNAIENNE, EERERENHRIZNRE, BT
BERA. XFEBLAKTEERAL.

[00:23:02] [Lenny Rachitsky]
English:

There's so much you're sharing that resonates with other podcast episodes. For example, this idea of just
going one click better. | had Roger Martin on the podcast where this book, Playing to Win, which is one of
the more popular strategy books, and he has this concept of betterment as a way to work on strategy. A
lot of people go huge with a big strategy and vision, and his advice is just find the thing that is the biggest
constraint and bottleneck to your business right now and just make it better and that's your next step.
And then just keep doing that and you'll end up in a much better place over time, even though it feels like
you're just doing one little thing. And so | love this idea of just picking one thing and making it one click
better. There's going to be an episode that comes out right before this with Alex Komoroske, and he has
this concept of the adjacent possible and it's just find the next thing that's possible and focus on that
versus some big lofty thing. So I'm just sharing a bunch of stuff, that's not a question.

FRCERIR:

Martin, tha9Z{F (RELEL) (Playing to Win) BEERWIEHNHEBEZ—. MREHT “oh#”
(betterment) EARIEHEHN—MLE R, REAESNBERNGRMESR, MUBHRINE: REIBFLSH



RANAERNMA, BediH—x, XRMEMNT—%. RAEFNES, BERENERE, TRESKT—
FRZWIEM, BMELYNERERIBMT —H/NE, FAIURBEERNXME—FEHILE “BF—ax” 0918
Ho EX—EZHISE 5 Alex Komoroske T B, figtT “4B4BRIEE” (adjacent possible) RYME=, BP
HEIT— NS BHE XTI, MARERGEATHNER. BREHSZ—LRKIE, XFEN [,

[00:23:56] [Anneka Gupta]
English:

That totally resonates though.
FRCEIE:

EXHIRIEEEHSG,

[00:23:58] [Lenny Rachitsky]
English:

Okay, okay. Okay, great. And then the summarization idea, | love it. So tactical, basically any PM can do
this just in a meeting just like, "Okay, let me just summarize to make sure everyone's on the same page."
Funny enough, this is the feedback | get on this podcast and | haven't been doing this in our conversation
yet, but | often try to summarize the person's point and everyone's like, "Oh, | love that you do that.

That's so helpful." So | totally see the power of that in my experience.
AR ERIE:

4, KT, XTF “B&” BIE, RURER. FEEELERMN, BEXEEA~REIE (PM) HAUERN
PHMEIX—R, b 9F, ERELE—T, WBERAKEAEIR.” BlENE, XEREHIMIMEFWEINRIER
— BATEHNBMNERRE A BRI AM —EREEZHEZERENNR, AREIH: "B, FHERR
X, IFEFER.” MUBRMECHERPTLRRRIXMAE,

[00:24:22] [Anneka Gupta]
English:

It also makes people feel heard and especially when you have a lot of diverse voices in the room that may
not agree on all things but have valid viewpoints, it helps bring people together and ultimately the
diverse perspectives are going to yield better insights and better decisions for the organizations. You want
that, but some people shy away from that because it's scary because you have to deal with a lot of
conflict and it's a way to kind of move beyond the conflict and get to the heart of an issue, which in my
mind, that's what the PM job is all about is getting to the very, very heart of a problem.

FROCERIR:

WL ANBEIRGT, LEHRHEREERZAENEES, ARKAREAESHELBFA—H, BHEEE
M=, SEBPTFIRAKRRE . K&, STUNIAINARTREFRARENRER, MEEXM
Zife, EEEAZRANEEIRMEEE, SE2—MElrR. ERREzonNA. AHRER, PMHT
R E H PRI &L .

[00:24:56] [Lenny Rachitsky]

English:



If someone wants to work on this skill of summarizing as kind of a tactic, can you give just an example of
how you would do that? Is there like a phrase to use? Is there words or an example you could give of just
like here's how it would look in a meeting?

AR ERIE:

MREARE 2" FA—MERKES], FEENMIFRBIFREAME? BREFTAEREIE? HE
fREESR H— PRSP EEINERIERGIF13?

[00:25:10] [Anneka Gupta]
English:

Yeah. So, often if there's a lot of discussion going on, sometimes it can be a little hard to insert yourself. |
still may insert myself and say, "Hey, let me pause here for a second and try to capture what has been
said." This is what I've heard. I've heard that our customers are having these kinds of challenges. We feel
like this is the way that we want to solve these challenges. We have a right to win in this way and
therefore we're going to take this action.

(00:25:36):

Is everyone in agreement with that or is there some dissent about whether that's an accurate portrayal of
where we've landed with this conversation? That's the way I'll frame it up and again, ending it on a
question so that you're not coming in and just being like, "Hey, this is where we're at." But then inviting
people to discuss and say "Yes," or "No, | agree with 90% of that or 10% off." And that helps move the
conversation forward because sometimes you'll get stuck in these circular discussions that aren't moving

forward and you need to figure out a way to move it forward.
R EIE:

TR, BEMRITICIFEHI, ENEEEE BERERZEHNAAR: TR, ERESEFE—T, ZHMHERE
—TFRIAZARRENIE” e “XRERWINVAS: RAFEMNVEFEIRXLERS; BRITARNXZHITE
ERRXEREER S, BIMBEBEIXHARENERMAINF (right to win) , EEA P REUX I TE),”

(00:25:36):

RRBEARTX—R? HENTXERDERERT RNMIENEL, BEESEFRARR? 7 HEXHFAERIE

=, HAEBERRIA, BUREER, XEMRMARERMERRE IR, XMERMNVIWK” , MEBREAKN
BHERS: ‘B , & ‘K, HERE90%, BF 10% MWRE" . XEBTFHohE, BAABENIRRENI
MR, TOEEHREITITIES, (REEENEITHRER.

[00:26:11] [Lenny Rachitsky]
English:

And then you experience is just doing that makes you look more strategic and gives people the
impression you're thinking strategically?

FRCERIR:
RIBIRZLS, [IUXEHMFLEEILIREERERMIRIRYC, HAANE TIREHTTHRIEDEMNENR?

[00:26:18] [Anneka Gupta]

English:



Yes. Yeah.
FRSCERIF:
=0, &I

[00:26:19] [Lenny Rachitsky]
English:

Awesome.

FRCERIR:

AET o

[00:26:19] [Anneka Gupta]
English:

The other way you can do it is if you're in a room with someone and you have a whiteboard is actually
summarize on the whiteboard while people are talking and then show your summarized framework or
whatever on that. So that's kind of a good way to do it too. If you're having a hard time interrupting the
flow of discussion or you don't feel as comfortable thinking on your feet and interrupting and then
framing your point of view, you can do that. In Zoom you can also use a chat. I've done that very
effectively and said, "I'm not going to interrupt the flow conversation. I'm just going to summarize in
Zoom chat this is what I've heard, and this is what | think we're saying in this conversation." And then
sometimes that'll get invited back into the broader conversation that's happening live on the Zoom itself.

AR ERIE:

S—MEER, NRMTESNZEEAEAR, AUEARKRENZERR EHITEE, ARRTREEHIVER
FHMART. XWENFDE. MRMEFERMEITEINCR, HERIRESTEHFARN =, RE]LUXE
o 7 Zoom WA, A UERAHIRIE, HEFEEEMMEAIX—E, HIWH: “HABITHARIT
i, HRRBE Zoom WRIEEZE—THINEINAR, URFINAZRIFIEEIZD.” BIFXZHS5([EZE] Zoom
IETE#ITRISERT AT IE R,

[00:27:05] [Lenny Rachitsky]
English:

That's a much lower stakes way of doing it, and I'm picturing all the PMs listening to this, they're going to
start doing this and there's going to be all these summaries now in Zoom chats and everyone will be like,
"Oh my God, why is everyone sharing?"

RSz ERIE:

XE—MEDIMEZHNHE . REBRIFAEINXMEZH PM EIFBXAM, RS ZoomHIXIEELE
B4, ARS8 KW, AAPRBEABERSES? 7

[00:27:14] [Anneka Gupta]

English:



And then Zoom Al will start just doing it all for you. Then we'll have to think again.
FRZERIE:
AfG Zoom Al A FHAESIRIX —1). BIARBI I TASERMIB T,

[00:27:19] [Lenny Rachitsky]

English:

And then PMs are over and Al replaced us all.
R EE:

PAfE PM BIBHARRZEER T, AILBUT FAIFRE Ao

[00:27:19] [Anneka Gupta]
English:
Yes.

FROCERIR:

[00:27:22] [Lenny Rachitsky]
English:

Okay, so then just to close the loop on becoming more strategic, your advice is when someone's like,
"Hey, you're not strategic enough. You need to be more strategic." Your insights is the two things to work
on is one, be clear on the whys behind the ideas that you're working on and be very crystal clear. People
may not be understanding why you're working on the things you want to work on, the things you're
pitching. And then two is actually be the person that makes these things happen, not just put a doc out
there. If you're not actually achieving them, people are going to think you're not strategic.

FRZERIE:

¥, BMARE—TXTEEEAMRBERCHRI: SEAR 1%, MABELIKER, (REEMER" B, REY
NREFEMNHABEANTF: F—, WREAMBIBEERN “NHA” REFEH, MARIEEEMBEM. A
A RER RN+ ABHITIREE M EEHHNER. =, EERANLIXEZERENA, MAXNE
RN, MRMLKBHRESLRNE, AMIERZREFIRSE AR,

[00:27:53] [Anneka Gupta]
English:

Yep.

FREiE:

o



[00:27:53] [Lenny Rachitsky]
English:

Awesome. Okay. | want to talk about decision-making. You have a really interesting perspective on how to
become a better decision-maker in relation to being kind of a historian, which | love this concept. Talk
about that insight.

FROCERIR:

KT oF, BEWHREKR, XTFUNAKRANEFHRERE, ME—TFEEEBENRAAE, BAAEMEX LR
AEFR , HIFFERXMER KR WA,

[00:28:07] [Anneka Gupta]
English:

Yeah, so | was at my previous company for 11 years, so | kind of ended up becoming the historian. And
when | joined Rubrik about three years ago, | came into an organization that had a lot of history that | just
didn't know about. So one of the things that | decided to do when | joined the company was to really
understand what happened in the past. What were the products that we launched that weren't
successful? Why weren't they successful? What was the perspective on the history of how we've decided
to develop the things that we did and why? What was the perception of different people in the
organization? | tried to construct this past knowledge of what had happened and what were the decisions
that were made and why were those decisions made, whether they were good or bad it didn't matter, so
that | could better understand how to make decisions going forward and to learn from the mistakes that |
didn't personally live through.

(00:29:07):

| think that's the part that's really important about being a historian. You can always be a historian. It
doesn't have to be just when you join a company, but even today I'll hear about projects from many years
ago that people will bring up and I'll be like, "Tell me about this project. What happened with it? How did
we decide to do this?" And just really learn and be curious about it because that gives me more context
into, well, what is it that we did poorly and how can we do that better? And also, what is the baggage that
people have around trying to do something similar again? Because people always come with their
baggage of, oh, this hasn't worked before, so why is it going to work now? And as a product leader, you're
obviously putting in place a lot of thoughts and ideas around this is what | want to go achieve and these
are the initiatives. And some people are going to come and say, "Well, we've tried that before." Especially

you've been at an organization that's been around for a while.
FRERiE:

EH, BELE—RRBEFT 115, FAUEEERBAMAME THREN “BEFER" . ZFFIFKMA Rubrik
BY, HANNE—MABARERFATHRNHENELR ., MUBRMAATEREHN—4SEME: EEETHRIER
EET 4. BINERIMWERKIN~@R? ATATE? XTFHRITRAEALRELEARANHEESMNERERZE
tA? BRPRARANEEZZEEN? BRRXEMEXTIELRENSF. HEHRKUSRERERKFIIRE
(BICHFHHAEER) , XERIMEBIFIBBRRRINFEMBIREE, HMBLEREEFELMINEIRFES,
(00:29:07):

KIANAXMBRIEN “BEER" BEEEENMS, RENTIURAREER, F—EIFFENMALER, B
ERSK, HEFIAHRESFINDIEN, ®N=R: “BEHFHXIDE, SREZETHA? HIMEE
AREMIIH? 7 REFFFHELEERFES, AAXREREREZESER: BITWMEMEALE, IR
#? s, AT FERAESHAEMUESBEIBEFAEN “QEEHR” ? AAAMTSREFEEM: M, XLUENE



RIS, A ABFEREETT? 7 (FAF@mESE, MEASRERSXTEMNEENEE, MELEAZR:
“FMARNAI A" BHERBHIRE— NI EABALRFET,

[00:29:56] [Lenny Rachitsky]
English:

I've been that guy. We've done this so many times. It didn't work. Why are we thinking about this again?
Okay, so the advice is if you're new to a company especially, just study the past decisions that were made
and share them out as a part of that and then as a side effect, it'll help you make better decisions because
you'll have this history about what the company has done. | love that. Along the same lines of decision-
making, | asked your former colleague Rachel Wolan what to ask you, and she said that your parting
advice when she left to join a different company was it's not about making the right decision, it's about
making the decision. That's like the things she remembered about you most, that parting advice. Talk
about why that is so important and your insight there.

AR ERIE:

BUAMERTA: “BEHAIFZRT, KA. NTAXBEZEXN? 7 §F, FIURINE: THZHRR
MA—RRFE, ERRIEMEAVRE, HREFATEN—BIoELK. BIFAR, XSEMHRHELT
BORER, RAMRERET QBRI ENZE. HERX T, XTRK, KRIIREIAIESE Rachel Wolan &R {R{+
4, WRBMEAES —RAFN, REiiRsIESE:. "EBNAEZMEEBIRE, MEMERE” 3B
RUMIRENRERN—E1E. RKNTAXIMLEE, LURIREY I,

[00:30:42] [Anneka Gupta]
English:

Very easy to get into analysis paralysis before making a decision and say, "Well, if I just had this one more
data point, if | just knew this, then I could make a decision." But the reality is that you were always
operating off of imprecise information as a product leader. What I've found is that once you commit to a
decision, you actually learn more post committing to that decision about what's going to work and not
going to work, and you move out of the hypothetical. And as long as your decision is like 70% right, you
can iterate on that 20, 30% in either direction, but if you don't commit, then you don't actually get any
new information that is high fidelity and high quality. So, I'm a big believer in making decisions...

(00:31:28):

| know you've had a few guests talk about speed is super important in organizations. Well, | think making
decisions quickly and then being able to iterate on them is a form of that. Just make a decision. Don't
make it uninformed, but have a strong hypothesis and then just keep testing whether that hypothesis is
accurate or not and you'll shift here and there. You might build something that you have to throw away
20% of the work on, but that's okay. It's better than making no decision at all because you won't get any
new information if you don't make any decision at all.

FROCERIR:

EMREZERBZMAN “OREZE" (analysis paralysis), 0V8: “NBRHREBZ—IMES, NRRESZT
fR—=, EMEMRET.” BUXE, (FAIFRASE, MKEREETERNGEEHTIRME. RAW, —
BIREET —DRE, MEAREZEFINXTF “GATEB. AA1TFE R, thAREZAELZES,
AR E T RIgM . REBIREVRESR 70% FBIEMEY, (RRLATLERITH 20% 3K 30% Li#iTisH. BIR
RRMEAE, (MRTEREBEASRE. BRENTES. L, RIEZREEMEIRE -



(00:31:28):

BAEMMN—ERERTRENAREXREE, HIANRBREHEBE T ILHTIEARSEEN—MH .
BEERMRE. TRVEZLRENBE R TEMR, MEEE—TRENNRE, ARTHNHIMRIKEEE
W, FH#HITHIE, (RAIBSARE—EREREFNIE 20% TEENKRA, BEX&XR. XBLERMUREL,
EANMORERAFIAEEETIHIE R

[00:31:56] [Lenny Rachitsky]
English:

As a PM that might be listening to this, feeling like, "Okay, yeah, that sounds great." But then | make a bad
decision and then Anneka is going to be like, "You messed up here. You've shipped the wrong thing here.
It didn't work." How do you create a culture where people don't feel that and aren't as afraid of making
bad decisions and making decisions with 70% of the information?

FRCERIR:

EA—RIEEIXRIEN PM, AJREREER: "B, WERAE.” B —HEMT —THEIRORE, AR
Anneka Fi&=H: “MRBIE T, RAEET, XREMER” MIOMAEIE—MXK, ILANFRSEIMEE, T
BERMLERARE, BFBEBERE 70% E20BR TMURE?

[00:32:19] [Anneka Gupta]
English:

| think part of it comes down to making sure there's a strong hypothesis that everyone understands when
you're making the decision. Or it might not just be one hypothesis, it might be a series of hypotheses and
assumptions that we're making that are informing the decision. So it might be a hypothesis that this
segment of customers is going to be willing to pay for this product because it's solving an urgent and
important enough need for them that they're going to go do it and this is the evidence we have to find it,
but this is also the stuff we don't know.

(00:32:52):

Then along the way, we learn whether that hypothesis is true or not. And so at the end of the day, if
something didn't work out, we can go back to the original hypothesis and say, "Well, this is what we
learned in this process that our hypothesis was actually not true, and we learned all of this after the fact.”
I think the way to make a culture of risk taking and people willing to make these bets and go out on a limb
is to reward the learning versus the outcome. That's what | try to focus on is if we're constantly learning, it
is okay if we make bad decisions, but we learn from them and we get better for next time. Even in making
this bad decision, we learn something about our customers or our business that we otherwise wouldn't
have learned that we can use in another context.

FRZERIE:

AN REETFHREWREN, SMATEREFIEENRIZ. HEFRZ—TMRIL, ME—RYIX
ERRPBRIGMEIR, tbi—MRIgAEER: XFBDBEFBEAXNTmAE, AACHRT % EER
BEMNER, MXEHNBERIZEVIEHE, EXERHITERERER.

(00:32:52):

ARAERTIRESR, KN TRIAIXMRILE EJi o FRASRAZMRBETLM, I UEIZISEAIAIRIZSR:
EXNIRPEANFENE, FMNNRIEELZAMILDY, XERRHNFEZ THEEIR.” FIANEIL—MEL



FER. BETENXK, XBET “RBHFIIEMIFNNRHER" . IMBRESIXE: WREAN]T—
BHEFS, BABEBERNRERAILUIERH, RBRNEMPIREBIHE T RESEF. BER—1HEIR
RURTE, FAMMBFEETXTFEP U SH—ERATLERAMBAIR, XLEMRE AN AEIEM7RF.

[00:33:40] [Lenny Rachitsky]
English:

First of all, I love that this comes back to your strategic lesson of just if you have a strong why behind
something, that's incredibly powerful and people will be confident that you're thinking strategically. Two,
| was just at a talk with Zuck. He's being interviewed at the Chase Center, the Acquired Podcast at this
whole event, and his main thing that he talked about that he values most in the culture of Facebook is
learning faster than anyone else. Shipping stuff that isn't perfect, but just so that you can get one more
turn and learn something faster than someone else. So, that super resonates that's Facebook's culture. Is
there an example of something you worked on where you did that, where you kind of ship something that
you weren't fully confident in and you learn faster?

AR ERIE:

B, RERX—RXEREETRNAKIR: MRMEXNEGEERENN “RHA” , BRIFFEEARH, Af]
SHEEMEHTHEERE, HR, HRENFTHLRABN—MRE, tEXEFROZER Acquired FEZFHIFR
i1, ftiREI7E Facebook XU REEN—RE “tLEMABMERIR” . KHEFTENRA, REBANTHE
ZIER—1E, LA AERMEFEIRA, X5 Facebook WXKIFERG, EMMEINERBF, BRBEEMEG
F? BRE T —ERATTEEIEENARR, MMFAFER?

[00:34:26] [Anneka Gupta]
English:

Yeah, | mean, | think there's a lot because anytime you're shipping products, there's so many different
things that could go right and wrong. There's a situation where we created a really amazing high value
product and we decided not to monetize it, and then we realized after the fact, "Wait, we should have
monetized it. So, we're trying to figure out how to package some new capabilities to monetize this thing
that we know has a lot of value without taking away what we've already given to existing customers." So
that was something we learned along the way that we originally didn't think, oh, we should monetize
this, but then we realized that there's actually an avenue to do that after the fact. There's been other
things where we've developed a set of capabilities thinking that it will solve for this new persona's
problems, but then we misunderstood how easy it was going to be to go sell to that new persona within

our own organization. |'ve made that mistake many times actually.
(00:35:26):

And so now | think now what I've taken from that is really know how you're going to sell something and
who's going to do the selling before you actually go build out the product. Because if you don't have that
right focus, you may build out the best product and yet it's going to get zero adoption because no one in
your organization is ready to sell it. So there's tons of stuff like that where it's like been okay, yeah, we've
learned something from this, and it's not all throwaway, it just means that we've got to do something
differently for this product and we need to do something differently for our organization going forward.

AR ERIE:

20, ERSERZAF, RAEARERLHS M, BEXRSAREERAIINMG. B—REKNFLXT—1
FEE. SNENTm, BRITREFMEHEDK. FEANZIRE: “FF, RIXFZKEN.” FRIUARER



MESAMEHTE—LHINEE, EAREERMAIEZANFMANERT, W¥XNEMEFmETETR K.
XEHRNEIERFRR: EVNLRIWNEE, ERAMELEERREN. EE—LEER, HNALXT R
e, LIABERERITAF BGREE, BEMNRATELRASABEXMHEGRHEE”RIEE, SR EHICIR

ZIRXMERIR,
(00:35:26):

FRAIIERIRERAVE)IZ . FEEARTmZA, —EBRERMFBNMAHFEEE, UNKERAFHEHE, FENHY
RIFKBERXRNER, RAIGEFAE T &RIFN™m, MEAMRETZIAR, BAMRNARERINEETFEEZE. B
REEMNEFR, BRAKRETH, BRNZHTHRA, IHAF2RRE, RABERERNFENZXNTmE
IAERIRES, FEERRMNARHITEE,

[00:36:01] [Lenny Rachitsky]
English:

This episode is brought to you by Eppo. Eppo is a next-generation A/B testing and feature management
platform built by alums of Airbnb and Snowflake for modern growth teams. Companies like Twitch, Miro,
ClickUp and DraftKings rely on Eppo to power their experiments. Experimentation is increasingly
essential for driving growth and for understanding the performance of new features. And Eppo helps you
increase experimentation velocity while unlocking rigorous deep analysis in a way that no other

commercial tool does.
(00:36:31):

When | was at Airbnb, one of the things that | loved most was our experimentation platform where I could
set up experiments, easily, troubleshoot issues, and analyze performance all on my own. Eppo does all
that and more with advanced statistical methods that can help you shave weeks off experiment time and
accessible Ul for diving deeper into performance and out-of-the-box reporting that helps you avoid
annoying prolonged analytic cycles. Eppo also makes it easy for you to share experiment insights with
your team, sparking new ideas for the A/B testing flywheel. Eppo powers experimentation across every
use case, including product, growth, machine learning, monetization, and email marketing. Check out

Eppo at geteppo.com/Lenny and 10X your experiment velocity. That's geteppo.com/Lenny.

FRERIE:

ETEH Eppo #B), Eppo 2 Airbnb #1 Snowflake IR & AIMAIE K FPAFTIER F— A/B MK FITHAE
EEFES, Twitch. Miro. ClickUp 0 DraftKings Z AR ER & #t Eppo RIXKEhfth{TRYSELE, SLIXTFIKEhIGK
TP THRERIMBRHBEE, Eppo REBEBIMESREEHE, FRREMEMEL T ATEREN™ERESD
#o

(00:36:31):

HITE Airbnb BY, BREEXRMNAAZ—MERIINELFES, RILURINIGELR. BMHEREH SR
Mo Eppo FXEEMEIXLE, EWBIHERIGITTE, BB MEERR ARSI E, HSB0 Ul HERNHR
RKRI, FFEENANIRSESIRERMABEKIDMER. Eppo RaeltMEMESEIADZREIAE, 7 A/B

MR SR BEAFRE, Eppo ZHFFEIE~m. BK. HBFES. EHANBEERTANSHNATR. 7P
geteppo.com/Lenny T fi# Eppo, IL{REISLIORERF 10 Z,

[00:37:20] [Lenny Rachitsky]

English:



I want to come back to something Rachel also shared with me when asked her what questions to ask you.
By the way, first of all, she spent a lot of time raving about how amazing you are first. That was the first set
of conversations, and then she came up with a bunch of questions to ask you. And so her other question
was about how good you are at navigating very difficult personalities. She showed this quote that she
constantly saw you interact with and bring together several leaders who had much higher egos and very
disparate points of view who are not informed or thoughtful or as gracious as you were, and she also said
you have very low ego. She wanted me just to ask you for what you've learned about how to navigate very
difficult personalities and help people align when it's not neatly what they want to do.

AR ERIE:

FHEER Rachel REDENF—HH. IRER—T, WARETRENERXMFESALE, BERHRNIHIER
B8, ARMARLT EERIRAYEE, HaY5— N REEX T IRINAE RN X IFE RSB R, i
22, ERERIRS/LUARKEIR (ego) K&, MREZR. BERGMIERZIAT . REFESIRDEILE
NSEEDDFHILMILER—H. RRFRE—NEHREIRIEBEAIA WA LLIRERIIR, XF IR IIHERELS
BOMAE, UMEARBIARAE—BINERE—, RERTHA?

[00:38:06] [Anneka Gupta]
English:

| try to embody the mindset of feeling like and believing that | can work with anyone. | think what | do
when | hit a difficult personality and difficult personalities come in all shapes and sizes and forms is |
really try to understand what drives that person. What is it that they really care about? Hopefully they
care about something deeply about the company and making the company successful. Sometimes they
care about their own personal career, how they're showing up, what people view of them. That's fine. |
just need to understand what it is that they really care about, and then if | need something from them,
what is it that | can do to motivate them to find what | need from them important? And trying to make
that match of they have this desire kind of like building a product, they have this desire and how am |
going to get them to care about the thing that | want to care about?

(00:39:08):

The other thing | do is instead of feeling like anger or frustration with the person and instead trying to
shift that to a mindset of feeling gratitude and a positive emotion about them is | look at them and | ask
myself what can | learn? Maybe | don't want to adopt their personality or operate the way that they are
operating, but everyone has something that they can teach you, whether it's their communication style
or the way they're able to marshal people together, the way they come up with visionary ideas, whatever
it may be, trying to study that person and be curious about them, learn from them and then thank them
for that and feel the generosity genuinely about what | got from this situation. It's easier to do sometimes
than others, but | think it comes back to that abundant mindset. If you can approach it with an abundant
mindset, then you can really consciously do this and when you actually learn something, you will feel the
gratitude when you recognize that you are able to get something from that.

HRERIE:

BENBRT—MOS, REKAIUSEMAENE. HHBIEELNESE CEELHNAETSHS N
X)), BFIMHNESNERETAERSINA. tIIEEXONEMHA? FEMITRIIZ LN AT UM
AT, BRMIIXONENARLEE. MAFERBBIAMIINEE. XHEXR. EREEEREM
MEEXOAA, RARMERFEMIINES, RiZWOE@HEEBHMI, LEMEEREENRAMMIIBRE
B? XRGFFLE=R—E: IEEMER, KOALLMIRO0HFZONE?

(00:39:08):



RENS—HEE, SEXMNBNAREBRRECAR, FOSREE—FMERENRARLOSE. ReFEM(E
2 HEFEFA? BIFRFEERGMBMNNERIMELN, BT ASEESTEINMTS, TIREDENX
B, BERANEED, E2RHEREIRPRZE. ZHARBIA, HBIRFFES, AWNZES, AFAL
RFHAT, HiMERZEMXMBERFRENBR. BN XBEREHT, ERIAAXXEET M “ERHO
& o MRMEEUXMOSEERRN, FMEERIRMMEIX—~. SMEEFIRAN, (RRRIRFIBCSHEFR
WK, M= E B RRIR AL

[00:40:13] [Lenny Rachitsky]
English:

| love that this connects with your other original piece of advice of just turning something into this is
going to be fun. Let's make this fun. And in this case it's like make it great. What can | learn from this
person even though they're really annoying me and it's frustrating and don't want anything done? Then
your other point of understanding what they want and kind of using that as a way to pull them in your
direction, how do you figure out what they want? Do you have any tricks for just like, "Here's how | learn

what this person's motivations are and goals are"?
R EIE:

RERXSMRNEZNEKRT—E, MEEFEEEHE, AXMERT, mEE BTy’ . BEXTA
IR, RAE®R. HAEBAEARE, REMMIE EFRIMA? XTEBMIAOERA LSS, RET
AREBID? LEY0 “FRWNA T BBX D ARSI BAREY ?

[00:40:42] [Anneka Gupta]
English:

Talk to other people that have worked with them before and have done so successfully. So that might be
people that work for them because if you work for a person like that, you have to figure out and or you're
successful working for that person, you probably understand what makes them tick. So that's one, or talk
to people that are peers, anything like that to try to understand and build this view of this person that
helps me empathize with them and also helps me understand what they may be wanting to get out of a
situation and why.

FROCERIR:

EMBLELUF SN ET BEERIIB AR, XM TE, BAMRFABFHALIEERRK
1, fREIRERBREMANINIMMEE N, XBE—. HELXMMIINERIE, ZIRXERHWENXDARIA
A, XEEBHETERS, HREBHIEFBIEEMNER TREEEFAURER,

[00:41:16] [Lenny Rachitsky]
English:

| love that. Yeah, they don't have to be involved in that. You just ask other people, "What is this person's
motivations?" And then the idea is connect what they want with the thing you're trying to achieve.
Beautiful. | really love this idea of when you're frustrated by someone just reframing it to like, "I'm
grateful I'm going to learn something from this person in our interaction, even though they're making life
hard for me." | really love that. Another skill | hear you're really strong at, and this comes from another
one of your colleagues, Hema Mohan shared that you're world-class at giving feedback, giving hard
feedback, and receiving hard feedback. And so | want to just ask you, what have you learned about how



to do this? It's very hard to give hard feedback. That's why it's called hard feedback. So from either
direction, what have you learned about receiving hard feedback or giving hard feedback where someone
actually hears Zoom doesn't get defensive?

AR ERIE:

KiFET. B8, FREEERASA, BREMA: “XPANBINZERA? 7 AEBMIIHNERS IR BRE
RER. BR. RENRENIMEREABKE, FEENN “HRRRHENZXENPFEIRA, BEMH
ML B FARFE” B9380E. HIBITRIMERS —TUxeE, XEIRIS—I[FZE Hema Mohan =R fR7E
GBFRIT (CHEMERIR) MESEERIGESESHREN, FAUFKARE, XFNEHEX—=, FEE
THA? BFTRERIGERME, FRUAMTERR. TIEBERERLT, PR T ALY A EERKET
=L RAECIRRY 5 5?

[00:42:07] [Anneka Gupta]
English:

The answer is so much, I've learned so much from it. So maybe I'll start with receiving feedback. So, on
the receiving feedback side, | think it's very natural to feel upset, defensive, all the negative emotions
when you first see a piece of negative feedback, whether it's you're reading it in a employee survey or
you're receiving it in a one-on-one from a direct report or from a manager or from a peer. And | try to let
myself just feel the things that I'm going to feel. Sometimes that's an emotional feeling, sometimes that
means | want to step out of the room or it depends on who I'm talking to, but let myself feel the things
that I'm going to feel. Then once that's passed, whether that's a few hours or a few days, don't react.
Don't try to say, "Oh, | don't believe this." Listen. And then ask myself, okay, well where is this feedback
coming from? Why am | getting this feedback?

(00:43:07):

And try to be super curious about it. And that might be going back to the person that gave me the
feedback and maybe asking someone that's a peer somewhere in the organization that might have more
context and flavor to what the feedback really is, just trying to learn. Then | can decide, do | think this is
valid or not? Is this something | should do something about or not? Actually, all feedback I think is valid.
People's feelings are valid, but it doesn't mean that you need to do something about all of those things.
Going through that process and letting myself ride the emotional wave and not judging myself for that,
but then not reacting and letting myself then figure out and come back curious. | think when you come
back curious, people then want to give you more feedback because they know that you're listening and
that you're hearing what they say.

FRZERIE:

BEREXZT, HMNPRmELX. BIFHRAMERRBAR. EEZRIFELSE, HMREREEMER G

(ERRRTAE. —W—EK. RETRE. LAEEEE), BRI, BHEFEEMHAEBERIFEBEA
. BEAITHCERZXLERFE, BNRBEELN, BENEREREEARFE, XEUAFHAEMIMERIE, B
SILEEERR, —EXMBEITET (ARR/VNNEH/LXRE), FRIZIRN. FERER: “B, B
BEXD.” E&Hf. AREBD: XTRIFEMI) LRB? AtARSEREIXDRIE?

(00:43:07):

SRRBRAFEF O XATREBKREMEILRIGHARE, HERRARPNEMER, UWRETEZERE
B, THRRIFNELEX. RBATES. ARRITLURE: HWAAXEEER? RESNZAMRtA?
KRR E, TNNFBERIFEHEERH, BAAMINBRRZERY, EXHFEREMEENES—FRIFERE
750 KHXNERE, LECEIBEKDE, FALTHEC, ARAHBEMEIFET O FINNHIRE
BirEomEAE, AMMNSBERRLGIMRRE, EAMIREIREMRIAHIERE T I,



[00:43:55] [Lenny Rachitsky]
English:

So the advice is feel it, don't block it off and be like, "No, no, no, no, no, this isn't real." So fully let your
body go through the roller coaster of feeling the negative feedback. Sometimes the feedback is just like,
"No, thisisn't actually a thing." Do you have any just heuristic of like | should actually pay attention to this

deeply or just like let me wait for more data points?
FRCERIE:

FRUENZE: ZBRE, FERKREHR “FFF, IAZERN . iLFNSETEZHNE R 5HRAIEE
FZE, BRRIGAEHIEFESE. MERETABRKINHEMRE (heuristic), RREBZRAKIEXFR
IR, ERAFFEESHMIER?

[00:44:15] [Anneka Gupta]
English:

Yeah, | think in product you receive feedback all the time for your organization or for yourself, and you
can't make everyone happy. Everyone wants a different thing from product. So | think this comes up
quite often where there's a lot of feedback for the organization or for you as a leader and you have to
decide what to focus on and what not to focus on. | always try to anchor on, "Well, what is best for the
company and what does the company need for me and for my team at this point in time?" There's stuff
that is a must-have on that list, and there's stuff that's nice to have. Sometimes there's just too many
must-haves to go deal with the nice-to-haves and you have to just be like, well, | know this is a problem,
or | know we could be 10% better in this, but it actually doesn't matter as much as fixing these things that
are really, really important and are really what's going to help my organization deliver what it needs to for
the company and for the business overall.

FRCERIR:

T, FIANEF R, FIERTSSIWEIHNARIRDIANRE, RATEILAEABE. 8NAXN~m
HEREBAE. FMULESHIHNEARRASENKRERR, MBTREXEIMHA, BRAIA, ZEEHE
T AN RB&REF? AEEMFERMENEMMITA? * BELEE A B, U “WMTEE
B, B “BA” NEBARZT, BALRRE “MTEF /Y, (RREER: FHMEXZ MR, HAEFK]
AILMBSEY, EERCRERRAMLEAEEENEFEE, MALERNEFES BEFEMIBEAR AT
BRI SN ERIXRE,

[00:45:13] [Lenny Rachitsky]
English:

In terms of receiving hard feedback, so you shared one example or | shared an example where someone
said you weren't strategic enough. Is there another example of receiving hard feedback that you got that
you're like, "Ugh, that sucks"? Either earlier in your career or more recently, anything else come to mind?

AR ERIE:

XFERTRERER, MAZET—MIF (HERRRITBNF), BIEANRIRTBE SRR EFREH
LIRS B, XREERE NTFERR? TRV EERIERRE, B8 ABER?



[00:45:26] [Anneka Gupta]
English:

| mean all the time. So there's always hard stuff. Well, people will give feedback of, "Oh, | feel like we're
not moving fast enough on our roadmap and priorities. We need to be doing more. Why aren't we moving
fast?" Or-

FROCERIR:

HER, —HEB. SBEMNER. i, AMIsRIBR: B, RESHRITEREZEMRLLR LOHE
RER, BNNBEMESZ. AHTARINFRR? 7 HE—

[00:45:47] [Lenny Rachitsky]
English:

Never heard that one before.

R EE:

XRIFEEZX—EIRE GRAD.

[00:45:48] [Anneka Gupta]
English:

Never heard that one before, right? Or disparaging the direction that we're taking a certain product
because they don't agree with it because a competitor is doing something else, but we've decided for our
reasons that we're not going to go follow that path. There's always something that people have negative
feedback about and sometimes I'm like, "Okay, this is an eye roll." | understand where they're coming
from. | understand why they're giving me this feedback, but | also don't agree that we should change
directions because of it. | don't know, some of the things cut deeper than others, but | think people are
making personal statements about my team or they're feeling like, "Hey, the product team isn't listening
to feedback, or the product team has a bad culture. Anneka isn't listening." Things like that cut deep and
are a lot more... | know like physiologically they make me kind of seize up a little bit, but again, then I try
to feel the things I'm going to feel and try to understand why are they saying that. Why do they really feel
that and what does that mean behaviorally that | have to do differently or my team has to do differently
or maybe just two people on my team need to do differently and someone is extrapolating this out to be a
much bigger problem than actually is?

FROCERIR:

MR, WIB? HERBHRNEDNZmAR, BAMEINFINE, HEFAZSHFEMRINERS, BF
MNETEHCHNERRERERFE. SHEAZBRAERER, BNESE: “FE, B1AR." HRIERMIIIL
7, BNt ALXTREE, ERFRAERLLAZESE. BERBIEEMBERA, NS A HRE
PAHITABRE, HERRS “TmBEARIRERE, HEmBEASCRERS, Anneka RIAXN” o XEIEHS
R, MEAREE LRUEBRRE MRS, BEFEH, BT AEAREXERE, A=HER. MAFAE
EAW? WIERBRREFA? XRERRERETHLFEMELAE, HERVANFTERE, HERZH
AAERERNMATENRE, MMGEXTLEN—PMEERERBRAE S HRE?

[00:46:59] [Lenny Rachitsky]



English:

Awesome. Okay, and then we were going to shift to what you've learned about giving hard feedback so
that someone actually listens and doesn't just put up a shield and like, "It's not real."

FRZERIE:

KiETo 8, BWENELIXTFLTFTHERIGNEZE: NALENFEERSEER, MARILZEEERRE “XAE
BB

[00:47:10] [Anneka Gupta]
English:

So | think in giving feedback, you can never fully control how someone else is going to respond to that
feedback. All you can control is what you do, your body language and what you say. What | have found is
that if | can convey, and | will say this very directly to people, | care so much about you and I'm giving you
this feedback because | want you to be successful and | want you to be able to reach the pinnacle of what
| know you can accomplish. And you do all of that setup and you don't just hope that they understand
that, you actually explicitly say that and you show that in your body language, then it makes the other
person much more receptive to hearing whatever you have to say. Then | think the other piece is that
you've got to be direct.

(00:47:57):

The worst feedback is the kind of passive-aggressive feedback versus saying directly this is what you are
doing or this is how you are being perceived in the organization, and here are the three things that you
can do to change the way you're being perceived or to change the outcomes of what you're driving or
become more strategic or whatever it is that I'm trying to give feedback on. | do a lot of prep before | give
someone a lot of feedback. | really think about how can | frame this in a way that's going to resonate with
them that doesn't come across as attacking them, but helps them understand why what they're doing
isn't working or is being perceived poorly? And try to give them examples and even examples that I've
personally had to go through myself of how I've approached those situations. And let them ask questions
and brainstorm with them, be part of the solution versus saying like, "Here's all this feedback, now you go
figure out what to do with it."

AR ERIE:

FIANNTELTRIRN, KT ETEERINAHNRN, RE—REHHNZRECHITA. REESNEIE.
F&RI, MRFELEH —MEARIFEFEBMRANR — “BIFEXOMR, RLRXTRIFEER NS
ERp), HAELMEEEREIRAEREEAEMEE.” M7 XEHE, MEFTREREMIIEERE, MR
Wik, FEIREES KRR, PBANLREERZEZIMETRNE. 5—80R2, REMEREK.

(00:47:57):

ERIERSRI R IR B ARMIAFAIE S (passive-aggressive) By, MARERER: “XRIREEMHNE, HEXZIRE
PARPHTR, XBE=ZMGERAILUMY, KAEXMER, HELTIMRENNER, NELTFEGMKIRIG.”
FLANAKRER B ZAT, REMREES. HEBE: RZWMEARIES, LEESIRHE, MARGERSE
fthfi1? NEEMIEE N+ ANAENEETIBH TN AE? RbLtl1Z0F, EERDERFEIEZN
THIRINE L. AREILMIERR], MM —EXMNE, RABRAEN—ED, MARET—8 “X2L4R
R, IRECEENE .

[00:48:56] [Lenny Rachitsky]



English:

This reminds me of Radical Candor. Basically make people feel like you care deeply about them, but be
very direct about what they can be doing better. Are there phrases or ways that you set up the
conversation? You mentioned a few of just like, "I want to help you become the best version of who you
could be and what you're capable of." Is there any phrases you find helpful that you come back to often of
just a way to start the conversation?

FRCERIR:

XILHRAAE T (BIREX) (Radical Candor) o EAR ERIE ATERRIMRRTIMK OMbA], EXFthfiTaT LAk
Bt S RIFIFEERNSE. BRATAMERNRIESFZB? MNARET -, bl “FBEIRNR
FHMBEC” . THERBEHEMMTRESEFRAN. EEERANFAZHE?

[00:49:21] [Anneka Gupta]
English:

Yeah, | think what | started with is like, "I care a lot about you. You have a lot of potential. | can see you
doing these kinds of things. | can see you getting to where you want to go in your career." Sometimes |
even start the conversation by asking them, "What do you want to do? Where do you want to go in your
career?" And that will help me frame up which of these things are important. Because honestly, if
someone wants to be eventually like a CPO, the feedback I'm going to give to them is very different than if
they're like, "Hey, | don't really want to manage people ever. | just want to be the best | see | can ever be."
I'm not going to give them the same feedback. And so having that conversation up front also allows them
even before | jump into the feedback to give them their perspective of what they want and then | can
tailor the conversation more to what they're looking for.

(00:50:04):

| think that has really helped as well make sure that | focus on the things that are going to really matter.
During the feedback conversations, | also try to frame things as this is how you're being perceived than
you are doing X. Because | think even though it's hard to hear, "Oh, hey, this person doesn't perceive you
in the way that you may think," then we can talk about, "Well, what are ways that we can change the
perception?" | also think it's important because sometimes people are like if you say, "Hey, | don't think
you're X," and then they're like, "Well, yes | am." And if you're saying, "Hey, well this is how other people
perceive you including me, but maybe this is not what you are intending," and you actually say that,
you're giving them the benefit of the doubt of actually how they're trying to show up is different than how
people are perceiving them. You can have a better conversation then around, "Well, what can you do to
change that perception?"

AR ERIE:

B, BB “HEBXROMR. MREET. HEFMLEIRA] X LES, EXERRWEENER 7
ta. BREEERKEMI]. “REAMHA? FHRLVBREHA? 7 XEERBENLERGEEEN. BN
BAY, MREARLERA CPO, HAHNRBIMAL “FXIZFAEHAN, JBMRBTATTRE” AT
2FE. RAIGMINERNRG. FAUSHTXMMNE, EILMNERRIGZACRABEHESR, AEHK
A LURIEM TN ERES EFIKIEAR.

(00:50:04):

FANZEESTREAZXEIBEREEENER. EREIER, HEIHESF/HEEN “X2IRHG ABED
g, MAR “METHEE" . AARKERT, BMERE “EANROEEZNRERNA—F" RER, &b
BILAWIE:  “BBA, FMEMLESETUNREIMEZL? 7 INAIXREE, RANMRFRERR “BEFRR



X, WAAEERE “F, HEX . BORME “X2EEHREANEMANIRNEZE, EXAIERZMR
AR , (REKERLMNEMT, FAMEMNBRATERIFE, RRRMERBMRFT—1F. XERIIRH
BEESE “UIRIATRXMENR” EFEIFHIXIE,

[00:51:01] [Lenny Rachitsky]
English:

You mentioned | see product managers, and this is a good segue too. You're a big deal, fancy chief
product officer person. A lot of people listening to this podcast are early career PMs or trying to get into
product. | want to ask a couple of questions along these lines. One is about getting into products. So,
interestingly, you got into product the same way | got into product, which is you used to be an engineer
and then you moved into product within a company, which is maybe one of the simplest ways to get into
product potentially. For people that are trying to break into product management, what advice do you
often give them of how they could go about doing it? | know there's never the silver bullet, but what's
your advice?

AR ERIE:

RiRE T P mFIE, XEFRMREFNTE, ME—UEELNEFESME. REMRIRWEEFHR PM,
HEEZRENT@mIUH FERLMEXRBEE —PNEBXRT AT BlEE, RENTRIVABYSF MK
—iF: URIRIREM, AREATABEKETm, XAERREENANITARNZ— W TFBEZHHENT@
BTN, FBEREMITARN? BNEZEARE, BIRNENETA?

[00:51:41] [Anneka Gupta]
English:

| definitely think doing it within the same company is a lot easier than trying to switch companies and
switch jobs at the same time because when you're within a company, you've already built credibility,
hopefully. And if you haven't, then go crush it at your job so you build the credibility. Then you can start
to raise your hand, interact with the product team, take on projects and do things that allow you to get
some experience and build a relationship with a leader on the product team who then may be willing to
take a chance on you to put you into a product role even if you don't have the experience. Especially
when you're within the same company, you bring other things to the table. Let's say you're working in
customer support, well, you have a huge amount of knowledge about what are the big problems that
people are calling up the support team or opening tickets on the support team for, and that is valuable
knowledge for being a product manager.

(00:52:33):

You're coming from the sales side, you're coming with a knowledge of how to sell the product, what really
resonates, how do you do the objection handling, and that can be a valuable perspective. If you come
from the engineering side, but you understand how the product is built and you understand that
technical nuances of that well, that can also be a valuable way to enter into the product team. That way,
even though you don't have the direct product experience, you're still bringing something to the table
where you are going to have to get trained on core product management, but you're not going to have to
be totally trained on the business or the technology.

AR ERIE:

HENANNER—RKABABEXRLEERRARNNRRUESZTE. BNELERE, f (FE) BELRIL
TIEE, MRKE, PRAENERMLMERS, BIUEE. ARIMRAIUFIBEDIEE, 5mEAEES,
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AE—LEIE, MRELN, A5 mBAMNASREIXAR, XFREIRKEEN, MIBAIER
2o BHESMRBAE—KQF, fREeHRAEMNE. LLNREZT PSR, FNEF R
REANIETINES, XX PM Kt EREEFTAIFIR,

(00:52:33):

NRIRKBHERR], MRTENAHE @ TARESIREHE, MAKERN, XEBEEIHNMA. WRIREK
BIEERN], R @ meilfaRe, RERAAT, XUERHANTREANNERER. Xt¥, BMERLE
BEENFRER, RMRABRNEANHERNE. MRAFBEZZOTREENEI, MARTERLSHEAREM
ZH,

[00:53:06] [Lenny Rachitsky]
English:

So is the advice basically get a job in any function, not necessarily any function, but join a company
however you can essentially and then push to try to get into the product team in some form?

FRCERIR:

FRABRINEZR L2 SAEEMIRERI M IE (F—EREMIREE, BREUBMA—KARE), ARBHIRE
AR VN aaEIBA?

[00:53:19] [Anneka Gupta]
English:

Yeah, | think join a product adjacent function, which honestly pretty much every function is product
adjacent, because what function does product not engage with, but as closely product adjacent as

possible, and then yeah, find your way into the product world from there.
FZERiE:

B, FIANMA—NEFREXNEREERT] BAKY, JLFMAREHS~miAX, RAFaiflITesR
£), REJgEFEL~m, ARMBEIHHENTmE TR,

[00:53:34] [Lenny Rachitsky]
English:

Ideally there's something within the company, there's some program | imagine that does this sort of
thing. Some companies have something structured, some are just kind of ad hoc. Is there anything there
you're just like should you talk about this in your interview just like, "Hey, | would really love to become
product manager someday." Do you have anything along those lines that would help me get into that or
not? Or should you not talk?

FRCERIR:

ERBRT, RRRMIE—EXNUNINE. BERQREEMLRRENRIEG, BENZMIN. MEFEmRR
BN ZGEX fFE3? thine): IR, WARREBENTREE, MIELEFTANFIEERLAXER? ~

TR R HIHE?

[00:53:52] [Anneka Gupta]



English:

Well, I think it depends. For instance, when | joined LiveRamp, which was my previous company as a
software engineer, | actually did say in the interview process | want to become a product manager | think.
At that point | was still early in my career, | didn't know for sure, but | said that. Now that was a 20-person
startup, so it was worth saying it because they didn't really have a product team and | wanted to put it out
there that that was something | was interested in growing into.

(00:54:17):

If you're joining a 5000-person company, you're hiring manager is probably not going to receive it well if
you're like, "Hey, I'm interviewing for product marketing, but really what | want to do is go into product.”
So, it just kind of depends on the company and the stage. You have to play that wisely. But | think once
you're in a company, then finding a way to make a relationship with the product leader, or if you're in a
startup that is really small and they don't have product management, well then you have the opportunity
to take on projects for sure that are product management related because no one is doing that work.
Really taking initiative to do that so that you can find an inroad into product management.

FhCERIE:

XEURTFARKIE R, B0, HEEARGEIZIMMANLE—KAF LiveRamp BY, FHHALER ARSI EER S
FmEiE, YNRRWEERRER, HFAR2HE, BFRRT. BBR—XKIEE 20 ANHEIRE, FrES—
W, ERMIHNEEEERN~GREN, BRREAREHETBIIHFRLRE.

(00:54:17):

BMRIRBIMAN—XK 5000 ABKAT, ARMFRE “BERHXNE~RTZH (PMM), EREERHNES™RE
12 , BREAIEMEARIREN. IUXBURATASMENME, MEEREN. E—BRENT R,

BRNESTRASEILERR. HEMRGE—KERNNALIQE, WIEKE~mEERREE, RIMEXE
MEFEE -~ EEAXNTE, RNEAM. Eehhd, XEFRMEEREHNTREENTIAR.

[00:54:57] [Lenny Rachitsky]
English:

Kind of along these lines, you have a really unique perspective on new PMs because you teach product
management at Stanford. You've been doing that for a while. | just want to ask you work with a lot of
people that are new to product, thinking about getting into product, then get into product. What do you
find are the things that new PMs or people getting into product most misunderstand about the role of PM

or are most surprised by when they become product managers?
R EIE:

WEIX)L, fRX4HE PM BIEERSNE, RAMREMERETREER, BEEH T —BRNET. &R,
REMSREZ=EMA, REBNTHA. FEIH PM FENTHAI PM XMEEEANIRFEEHA? HE
ftfi 1A PM ERBEITRARZTA?

[00:55:23] [Anneka Gupta]
English:

When we interviewed students as we were designing the class about what they wanted to learn, what
was most surprising to me was that students would say, "Well, can you teach me how to use Figma? Can

you teach me the tools that product managers are going to have to use?" What was surprising me about



that was | don't think it's the tools that you need to learn to be successful. | think what you need to learn
to be successful is how to take very ambiguous situations and consistently drive more and more clarity
over time. So, it was interesting to see this mismatch between what people said they wanted to learn and
what | felt they actually needed to learn.

(00:56:03):

Now, having taught this class for a few years now, | think talking to students who have then left and
become product managers, they've seen a lot of this in practice now and | think they understand that, but
there is this mismatch of people who haven't been in product management saying they want to go and
thinking that they need to learn some tools or process versus the mindset and the skills required to clarify
ambiguity.

AR ERIE:

HEMNATKTREMRIAFZERF AN, RIURIRFNEZENSIR: “(REeBIEL R Figma 13? {ReE
#HIPM BAERANTAEN?  ILIFFTHNE, HTANANFITARRNBIXE. FIANRIBIXEZF SN
IR EARHE (ambiguous) BB, HEEEREIAVER RETRAEME. AL, BEIAMNBFENRANR
I EEREFRAZEINEL, FEEEE.

(00:56:03):

REXDPRELE T/LE, FHAMPBLEFEN PM VFERR, MIELERFEEZRZETX—R. BEA
780, MIFEAANTEZINZ2IREIMRE, MAZMIRERIEFRFOSTREE.

[00:56:29] [Lenny Rachitsky]
English:

Along those lines, | actually saw you somewhere in a talk or maybe something you wrote talk about how
creating this class and creating the curriculum helped you crystallize your own thinking on product and
helped you crystallize the mental models of becoming a product manager. Is there anything that you
recall from that time of like here's something that's really helped me understand about this function and
the skill as you were putting together the class?

FRCERIR:

WEX)L, RBEMEHRXEREE, MRIEEXVRENREEANEMES T BENTmEE, H
BOREML T X TN PM NOERE, ERGRENIRETR, BB ALMEIZRZINZE, HIEHEIRIEME
TN ERREMIfcAE?

[00:56:51] [Anneka Gupta]
English:

Yeah, | know anytime you're teaching something, you have to figure out a way to synthesize it for another
audience, and so many of us have learned product management just figuring it out on the job. | don't
know if there's a particular framework that | would say came out of that, but what | found very interesting
was seeing the questions that people asked in the class and then feeling like, "Oh, | understand how to
answer this question. | can provide an example for it." That was super interesting to me because | didn't
expect that coming out of the conversation. Yes, there's frameworks we developed to talk about ideation
and product discovery and all of that, but | think those are fairly flexible frameworks.

(00:57:33):



What was most enlightening was being able to crystallize the answers to some of these questions,
whether it was about how do you interact as a PM effectively with engineering or what happens if the
data shows you that it doesn't matter which direction you pick, like there's merits to both ways. How do
you actually go about making those decisions? It was very interesting being able to then have those
conversations with students and bring in the real life examples. And | found in some situations that
actually go back to my own team and share the same answer that | came up with in class, | was like, "Oh,
this is actually a valuable thing to share with my team back at my company."

AR ERIE:

B, SREFAREN, RETRMNENRRHITEEEE. HREABBEIFHLMOE. HAHE
BERAMARENERBLREE, ERAXDEFEERNE, BIFETRELRINE@E, AERLI:
‘B, FEANEEARIZFZNEE, HEEFHEG.” XNFRRIFEER, RATKTIHZIZBEXIMEIR. B2A
HMNART—EXTHRE (ideation) M=MIRFE (discovery) HIELR, EFRLEBLLRTIEN.

(00:57:33):

RXBANEEBENC—LERHANESR, bl PM RS TRESJERNER, HESBIERBAR I ARASHR
%\ EAERTTE, RIZWMAMURER? ESFERHITXEMEHSIANRLRFFEEB. RLANERREEE
RE], PRERE LLAHNERIZATZBE, TR B, XELHHRHEANERENE"

[00:58:15] [Lenny Rachitsky]
English:

Reminds me of the recent chat | had with this guy Alex Komoroske, where he talked about how
oftentimes talking with people helps them uncover new insights that he had in his head and then he
writes them down as soon as he says something that's really clever in any way. He's like, "Okay, I'm going
to remember that now." Coming back to how to become a PM, so you see all these people getting and
taking this class want to become product managers. | know they're like Stanford students and people
more likely hire Stanford people. But | guess in terms of how they end up becoming PMs, if you were to
look at the pie chart of the people that end up getting a PM job, what's the biggest chunk? Is it they join at
some other function and then move into product? Do they just join as a junior PM somewhere? How are
people actually getting into the PM role in that class?

FRCERIR:

Xt HARERIIA Alex Komoroske BYEIR, 55 AR B e MIZHE N F 2B RAVH AR, —Bfhi
BT+ ARERARIE, MMAIIZIE TR, EZFIGNFAA PM BIER, FEIIXASFE X TREMA PM.
FEMZAMERNZEE, AMEMETREAHERNA. ERtiIRLNEKA PMTE, MRIRE—1DH
E, SANB—REMTA? BRMANEMIREBEK? E2EZFNTIR PM NER? BMEENFESLF LR
EANTTHY?

[00:59:00] [Anneka Gupta]
English:

Yeah, | think very few are directly going to an established company and becoming a PM directly, so |
would say a big chunk of them. Some of them are, but many of those then had PM experience to begin
with or had engineering experience and then went to a technical company into a PM role. The vast
majority of them are joining product adjacent roles or they're going to small startups where they might
be doing product management, might be the first product manager, or they might be doing product
management plus plus, chief of staff, something like that where they get to put their hands in product



management, but it's a super small company. So | think those have been the two most successful paths
to get into product.

AR ERIE:

2H, WANRDEABERAN-KEALEHEREME PM. BAE IO ABXE, BUITEEEAZLK
A PM L, BEABTREERARHNKABEATEE PM. EAZHMARTKMNT@RERIIRNL, HEE)
BeIRE, EMREMIITERE—PM, SEM—L “PM+” BIIIE, LEIEMBHK (Chief of Staff) Z2K,
ERNN AT REH~REE. FANXZBRIRBEIINMFANITEREZ.

[00:59:40] [Lenny Rachitsky]
English:

Awesome. That's a really interesting lens into how people actually get into this role. Potentially final
question, but we'll see where it goes. | have this recurring segment on this podcast called Al Corner where
| try to get a sense of just how people are finding Al tools useful in their work, in their life. So, let me just
ask you, is there anything you've found useful in some Al tool in how you work? Like something you found
that helps you work more productively, more efficiently, either you or people on your team?

FROCERIR:

AET . ENFAMIMANTR— M EEEENRA, AgERE—NEAT, BFER. RETEE—1E
BRI A%, HERTRANEIFENEESFNEER A TR, L, F&E, RERERITA
Al TEMRTRRAEEEE? bR rENTEESR. EAF-HNITA?

[01:00:08] [Anneka Gupta]
English:

One way that we're using Al today is summarizing our user research calls. So, that has been really
valuable because we're doing all these calls all the time, we're getting a ton of rich insights. Some of
those rich insights are related to the specific project that we were doing this call for and some of them
aren't. And now we have that summarized and tagged in a way where you can look up any sort of thing
that you want around the calls that we've done and it'll find you the call, it'll find you the context, it'll find
you the transcript and summarize exactly what we've learned from that call. So we're starting to use that
more and more. It's very powerful capability. | definitely think that that kind of summarization of
information for PMs is a big unlock for organizations and | think we're still in the very, very early days of Al
making a meaningful difference to the way that PMs do their work.

FROCERIR:

HNBEER Al N—MARARSERFABEIIR. XIEBEENE, BAEN—BEEMXLELK, METREF
ERRR. BERRSR/ETBEEX, BENEX. MERNTUNXLEABTHITSENITIRE, (RAIUEER
AR TRNAS, EIFMLEINNMEVLK. BR. BRXE, HEBSZESEINMIRTRRZEET
%o HAEBRBEZMERXMINEE XB—FIFEBANEE, REMNIAN, XTI PMHERE458E7]
MEALFHE—TNERBRER, MEKIANAITEXZ PM TEA RS ENA FIFE RN,

[01:01:01] [Lenny Rachitsky]

English:



Is there a specific tool that you love to help you with that that you may want to give a shout-out to oris it

something you guys built?
R EIE:
BREFAMEIENNTARERBEE—T? E2HXEIRIE S FRRT?

[01:01:07] [Anneka Gupta]
English:

Yeah, we use Dovetail and it's been fantastic. Connects into all of the Zoom calls and everything, it does a
great job with summarization, with search, everything.

FROCERIR:
EHY, (1A Dovetail, EIFEE, ERILIEEFIAR Zoom 2, L4, BREFHEHMISIERET.

[01:01:18] [Lenny Rachitsky]
English:

Awesome. | love it when someone recommends a very awesome sponsor of the podcast. Dovetail is
ongoing and excellent sponsor, so I'm really happy to hear that. Amazing. Anneka, is there anything else
that you thought you wanted to share or that you want to leave listeners with that you think might be
helpful before we get to a very exciting lightning round?

FRCERIR:

KiET, RENRFEABRERITEZNME R, Dovetail —ERFKNIEFBHMEEE, WEXIRRES
o K¥FTo Anneka, TEHENAHEIAOHINBRRZZR], BEFAMREDZEREBLITREVEINT?

[01:01:38] [Anneka Gupta]
English:

The mindset that you bring to your work is actually the most important thing over anything else that you
can do. And if you are approaching every situation as much as possible with the positive mindset, you can
do more than you could ever possibly hope to achieve.

FRCERIR:

R3S TR OS KRR LR EMEMEBRHNER, WNRIMERATEURRNOSENE—MER, R
PRI B L R R .

[01:01:56] [Lenny Rachitsky]
English:

I'm going to pull on this thread because this is such a powerful point and | think it's easy to just hear that.
It's hard to learn to do it. Do you have any advice on just how to build that mindset? Like it connects to
many of the things you said: how can this be fun? How can | be grateful to this person that's annoying me
and the things that they might teach me? Is there just anything you've done that has helped you build
this mindset?



AR ERIE:

HERANRN—TFTXNMER, BNAXB—TEBENHNR, BIFERSZMERME, X FNFBEIIXM
&, RERARNT? IMRZANRHES REEX. NALFEREFEER? MAMNAMLBTOR A OFR
BHARMFES? G ARFNGEBREIL T XMOE?

[01:02:20] [Anneka Gupta]
English:

Journaling is very powerful. So actually growing up | journaled every single day of my life from when |
was 13 to when | was 23. And while | cringe to go back to read any of those, | think what it helped me do
and build a practice around that I still do today is when | have a lot of thoughts going through my head,
especially negative thoughts, just putting them all down on a piece of paper, writing them on my phone
and trying to explore why am | feeling this way? Why am | getting triggered? What is it about the situation
that's making me feel so strongly?

(01:02:56):

And when | put it down on paper, then it takes this thing that's abstract and things that I'm ruminating on
and actually makes it possible for me to break it down and understand, "Well, okay, this is something |
may feel, but the why behind it is a little irrational, so let me let this go." | realize that this isn't rational
way to think about this. Whereas other things | start to uncover, well, what is it about the situation and
what is it that | need to do differently? What's within my control and what is it maybe that | need to go
talk to someone about and say, "Hey, | need you to do this differently to be able to make myself feel
better and make the situation better."

FRCERIR:

5Hi2 (Journaling) IFEFM. EfFL, TM 135523 5 B5RHEHIZ. RAMELOLERLERABTLNRRE
REm, BESERBILT —MELESHIR:. SRMFEARSEE, LHEMEEENR, HIECEI2E0
SEALIFNE, ZHRER. HATASEXMREIL? ATARSWER? XMBERHTAMA IR NN
ISR ZN?

(01:02:56):

HEBENS TRE, BEMRY. REUENEBUERERMLT, HRAUEINEN: “FE, XAIEE
XD, EEENRRESERTES, FAUBEERE.” RTIRXFAE—MHEENREL. MmxFHM
18, HEFBREAN: IMBERNERZMA? RFEMEAANRE? AARKNERSEERN? HERZES
FEREAKK, i 1R, RFBRMRISIVEXAE, IRRNBESF—L, BRtaE”

[01:03:34] [Lenny Rachitsky]
English:

It's interesting this is another thread that's been coming up a bunch on the podcast recently that when
something is bothering you or something is hard, the more you actually listen to that part of yourself and
dive into it and explore it and give it a space to share and talk, the less power it gets and the more space is
created for the stuff you actually want to take space. It's not what you would expect because usually it's
like, "No, shut up, everything's fine." But the more you actually hear that out, the easier things get. So, |
love that you share that.

FRCERIR:
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[01:04:09] [Anneka Gupta]
English:

It's like doing cognitive behavioral therapy on yourself. That's how | think of it. I've never actually done
cognitive behavioral therapy, but I've read a lot about it and sometimes when | go through this, I'm
asking myself the same questions that | think are asked in those settings.

FRCERIR:

XAEREXN B SHITIARITATE (CBT). RMBXAREMN, HELMKREEEZIIAITATE, BHIE
SREEXBE. ARYREHX IR, KEECHRE, ERBMT EREREZIRE,

[01:04:26] [Lenny Rachitsky]

English:

Love that. All right, Anneka, is there anything else that you wanted to share or leave listeners with?
FREiE:

K#ETo 877, Anneka, EBEMHTARRDZHBLEITRAING?

[01:04:29] [Anneka Gupta]
English:

| think that's all I can think of.

R EiE:

HEEIXET,

[01:04:31] [Lenny Rachitsky]

English:

Well, with that, we've reached our very exciting lightning round. Are you ready?
R EE:

Ba, BITHNTIFEHDAOHRBRRIZ, HEETF TIE?

[01:04:35] [Anneka Gupta]
English:
I'm ready.

AR ERIE:



HEEET

[01:04:36] [Lenny Rachitsky]

English:

All right. First question, what are two or three books that you've recommended most to other people?
R EE:

o BN MR ABRERSHNR=ABEMTA?

[01:04:41] [Anneka Gupta]
English:

The Hard Thing About Hard Things by Ben Horowitz, such a great book, great again about mindset of how
to approach hard things. Second is I'm a huge fantasy sci-fi fan, so | love Brandon Sanderson's books. |

highly recommend those to people as well.
FRERIE:

s - ETECRE (BIL4ER) (The Hard Thing About Hard Things) , IEEEMH, HHNEEMEENOS.
FBZ, REMBEFLIRLK, PRIUARIEESRE=F + £EFH (Brandon Sanderson) B9, FHsaZIHEE
BARR

[01:04:57] [Lenny Rachitsky]
English:

All 1 know about him is | saw videos of him after COVID where he just said, "l wrote five new books during
COVIID." I was like, "what is going on?"

AR ERIE:

BN T EXRTEEREEIMAIM, M. “RERBHEETEAHB.” HHE: “RAEAE
E ¥

[01:05:03] [Anneka Gupta]
English:

He is someone that is at the top of his craft and | admire people so much that are truly the elite in what
they do, and he's truly the elite in what he does. He writes a lot about writing, he podcasts a lot about
writing. It's pretty impressive.

AR ERIE:

thR— M FITUEIEMA. FRIFERMACLETE E CTFEEMBITRMA, MifSENen. 5 TRS
XTEENARA, UHTREXTEENRER. FELABNREZ,

[01:05:17] [Lenny Rachitsky]

English:



And he writes fantasy books, is that right?
FRERIE:
HEEEFLNHH, XIIE?

[01:05:18] [Anneka Gupta]
English:

He writes fantasy, yep.

R EE:

EH, 5&4l.

[01:05:20] [Lenny Rachitsky]
English:

Okay, cool. It feels like a lot of books to read though. I'm just like, "Oh, my God, so many books." Okay,
great. Next question, do you have a favorite recent movie or TV show that you've really enjoyed?

FRZERIE:

9, B AEREERNBXRZT, HB: KW, XAZH.” §F, TR REEEEREIERNE
FEEEALE?

[01:05:31] [Anneka Gupta]
English:

Again, on the fantasy sci-fi track, | really like Fallout, which is a dystopian show based on a post-
apocalyptic, post-nuclear war world. It's very entertaining.

FROCENIR:
EREZAIRZAIEN, RRER (1E5) (Fallout), XR—HWETFEBTR. RHAEHERNRESHEARE. FE

:ﬂ:m
B8EE,

[01:05:42] [Lenny Rachitsky]
English:

Yeah, it's just very quirky and fun.
FRCERIE:

=0, FELHEEER.

[01:05:45] [Anneka Gupta]
English:

Yes.



FRZERIE:

=i

[01:05:46] [Lenny Rachitsky]
English:

And unexpected. Awesome. Do you have a favorite product that you've recently discovered that you really

love?
RSz ERIE:
MEHAER, XET. RREEEEAITARINENNEF=mEE EZAMm?

[01:05:53] [Anneka Gupta]
English:

My eight-foot iPhone charger. So | have a cord that's very long that allows me to move around the house
and do stuff while my phone is charging because my phone is always running out of batteries. So, highly

recommend getting a super long charging cord.
FpERIE:

HEY8 /R (£92.4:K) KB iPhone TR, XIRZFEK, URTUEFNRENEEEENMNE, EARK
MFNERRE, BIMEL—RBRKHNTEL,

[01:06:10] [Lenny Rachitsky]
English:

I've got one of those and | know exactly what you mean. Do you have a favorite life motto that you often

come back to find useful and work during life?
FREiE:
BE—IR, T2BABMNER, MMERETAERRANALRS, BREEIENEEPRER?

[01:06:18] [Anneka Gupta]
English:

I think it comes back to dealing with lots of different types of people. | really try to remind myself that
everyone has something to teach and everyone has something to learn. | think that helps not only think
about how you interact with other people, but also combat imposter syndrome because you have
something to bring to the table and teach as well as anyone else, no matter what your age is, no matter
what your background, and leaning into that and realizing that people can learn from you and you can
learn from others in every single situation.

RSz ERIE:

FIANZXXEZ TIASFEEREHAITRE, ZENREESCS: 8TABBESESIANGKRA, STAE
HEFEFINARA. WANZFNEHTRENMSAED, hEPHTFREKR “ERELSIE” (imposter



syndrome) , EATLICMANFERHE RN, FEERIURMMBALINANKRA, BIRIEEEABERT, A
AIAIRES], A AmRI AF S,

[01:06:51] [Lenny Rachitsky]
English:

Final question. | heard that you're a big fan of Isaac Asimov. Do you have a favorite Asimov book, one that
you'd think if someone were to explore his canon, they might want to start with?

AR ERIE:

SE—NMa#, MRREXFER - MAEEX (Isaac Asimov) BRI, (FREIWMANEAR? NEEAE
FIEEM A ES, REBINMEPARTFFIA?

[01:07:01] [Anneka Gupta]
English:

| really like the Foundation series, so starting with that is really good. It's a very different style of writing.
You kind of have to stick with it, but it's good, | promise.

FRCERIR:

HIAEEER (EH) (Foundation) &5, FRUMBBEFBRF. BR2—FIEERENSIENE, RAIEFE
BEFRTE, EREFRILEEER.

[01:07:11] [Lenny Rachitsky]
English:

And I'll build on that and say, "Don't watch the show because the show is so different from the book
series." I don't know if you've seen it and-

AR ERIE:
KB FTE—E: FIERE, HAREMREEFINAKRT . EAMETREEEE—

[01:07:16] [Anneka Gupta]
English:

Yes, | have.

FCERE:

=1, BET.

[01:07:17] [Lenny Rachitsky]
English:
... hot nearly as good.

AR ERIE:



------ ST kL.

[01:07:17] [Anneka Gupta]
English:

Okay.

FSCERiE:

4FIE,

[01:07:18] [Lenny Rachitsky]

English:

| was just like, what is going on? This is not the story.
HRCERIE:

BENHME: XRERMTA? XREFZRZNHSE,

[01:07:20] [Anneka Gupta]
English:

Yeah, very different.

R EiE:

=0, FERE,

[01:07:21] [Lenny Rachitsky]
English:

What are they doing? Amazing. Anneka, this has been amazing. We covered so much ground. | feel like
this is going to help a lot of people. Two final questions, where can folks find you online if they want to
follow up on things, maybe ask you questions or just check out the stuff you're up to and how can

listeners be useful to you?
R EIE:

I TETWIE? X% To Anneka, RIFEXRIEF To BT TXAZMY, RAFXSHIRZA. &EW
NEE: IRARBKEIRBVENZS. [RIRIAIEAS T ARIREVELR, FILEMEREIR? IRARIENIRMEIRA?

[01:07:38] [Anneka Gupta]
English:

You can find me on LinkedIn, follow me, DM me. | would love to connect. The way you can help me is
we're actually redesigning our Stanford class right now for PMs, and | would love to hear from you if you
don't have any PM experience, what is it that you wish a class could teach you? And that would be super
helpful for me as we're redesigning this class. Thanks.



FRZERIE:

fRAJLATE LinkedIn E3EIF, KERBLTEANE. RRRBEUKR. FAIUEZRON—HSFE: B(NIELE
TEEMGITENEEN R ERIRE. NRIFEHEM PM EK, REBMIAGEE - IREZEBRBIIRMTA? X
MEEMLITRIZIFEE R B W5

[01:07:59] [Lenny Rachitsky]

English:

Amazing. And the way they could share that is DM you on LinkedIn or Twitter?
R EE:

KFTo MATEILUE LinkedIn 5% Twitter FAS{RIZ?

[01:08:03] [Anneka Gupta]
English:

Yes.

FSCEIE:

i

[01:08:06] [Lenny Rachitsky]

English:

Easy. Amazing. Anneka, thank you so much for being here.
R EE:

&R, KiFET . Anneka, JEERRGHREER,

[01:08:07] [Anneka Gupta]
English:

Thanks for having me.

FRSCERIF:
EHEHRAYEE.

[01:08:09] [Lenny Rachitsky]
English:

Absolutely. My pleasure. Bye everyone.
(01:08:13):

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

Podcasts, Spotify, or your favorite podcast app. Also, please consider giving us a rating or leaving a review



as that really helps other listeners find the podcast. You can find all past episodes or learn more about the
show at lennyspodcast.com. See you in the next episode.

FhCERIE:
R, XEERRE, AXKEW.
(01:08:13):

BRI ARIIURIT, WRFEEXETEENE, AJLUIE Apple Podcasts. Spotify Si{REIRAIIBE N A HIT
Wo Lboh, BEERALGHENNTIHE TITIL, XEMAMEDHMARALZRNXIMNEE, MAIUE
lennyspodcast.com X EIFIEFHATER THREZER. KITTEEL.



