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[00:00:00] Anuj Rathi
English:

There are only three reasons why things do not happen the way you want them to happen as a leader.
You can look at a person, and you would say either that person can't do, which is a capability issue, or
they won't do, which is a motivation or an alignment issue, or they were not set up to do, which is really
your problem that you didn't set up the ways of working now design properly. So, as a leader, do you
have the right people in terms of capability? If not, is the right answer for us to coach them or to really put
them... or mentor them and so on, or move them to some other place because maybe their capability is
suited elsewhere? If they won't do, why won't they? Are they not aligned to you? Do they not agree with
your vision? Do they not just have enough time? So on and so forth. So you need to really go deeper
there. Why won't they do?

AR ERIE:

FA—RUARE, FRKERRIFTHNTRARE, RE=ZNRE. SMME—TAN, RIARBAZHRD
A “Feef” (can'tdo), XZ2aENIEE; BARMA] “FRM (won'tdo), XEEHHIFF (alighment)
BR; BAZMI] “EWEHFEMN (notsetuptodo), XELZMME, EAMEEIGITFIESR.
FREL, 1REAGSE, MEBSHERNLENAA? MREE, ERNEEZESMI). RERES, 2R
BAEEMESESHEENNMSE? MRMIREH, FRREMFA? 21SREERA—E? IR IARIREY
BRIG? EEMNRALE RIBHE? B, REERNERE: A+ AaREHg?

[00:00:50] Lenny
English:

Today, my guest is Anuj Rathi. I've been looking to get more India-based product leaders on the podcast
because this podcast has a large audience in India. When | put out a call on Twitter and LinkedIn asking
people who | should have on, Anuj was the single most requested person. Anuj is Chief Product and
Marketing Officer at Jupiter Money. Previously, he was Senior Vice President of Revenue and Growth at
Swiggy where he spent seven years. He was also VP of Product at Snapdeal, a Senior PM at Walmart Labs,
and the very first Product Manager at Flipkart where he led the buyer experience team.

AR ERIE:

SRBEER Anuj Rathi, B—BEFERBIEESERNEN~RMHSNTE, RATEREHNERERK
I ARBHA, HIKTE Twitter A LinkedIn LAEEANIERY, Anuj @M AEREN—{i, Anuj B#EiZE Jupiter Money
NEFEFREREEEHEE. ILbal, b7 Swiggy TET tE, BRKRASEKSREI2H., tEZET
Snapdeal B9/ @EI 2. Walmart Labs NSk~ mEAIE, FHR Flipkart WE— I~ REE, HRMASIR
e[



[00:01:24] Lenny
English:

In our conversation, we dig into how product management is different in India, Anuj's lessons about
building product experiences for new users, how he operationalized the working backwards process at
the companies he's worked at, why he pushes his teams to explore three divergent directions before
settling on a plan, why he thinks product managers and companies should be much more full stack than
they are. Also, a bunch of frameworks and contrarian takes about building product and your career in
product. A big thank you to Sayan Maiti and Nikhil Kulkarni for helping me navigate the product scene in
India. Look for more amazing India-based product leaders to come. With that, | bring you Anuj Rathi after
a short word from our sponsors.

FROCERIR:

FERENTIIER, HIMTERNRITENEN~REEB AR Anuj EAFAFMESREKRSENEZR. thE
WATEFTMEIRM AT HEL “WRITEZE" (working backwards) B, AAMMERFABAERTE A RFILHRER
=ENRENARE, URATAMIAAFEREZEMATNZEIMEEM “@4%” (full stack). LI, FHITESTY
B—RIXTHES~@RMIRLEEBINERR R BRI A, IEE RS Sayan Maiti #1 Nikhil Kulkarni 837 ##
HENFRES. ARZBEEZNENENESRMAHMN. ERTHEBIENERENEGE, LENND Anuj
Rathi,

[00:02:08] Lenny (Sponsor Break - Sanity)
English:

This episode is brought to you by Sanity. Your website is the heart of your growth engine. For that engine
to drive big results, you need to be able to move super fast, ship new content, experiment, learn, and
iterate, but most content management systems just aren't built for this. Your content teams wrestle with
rigid interfaces as they build new pages. You spend endless time copying and pasting across pages and
recreating content for other channels and applications, and their ideas for new experiments are squashed
when developers can't build them within the constraints of outdated tech. Forward-thinking companies
like Figma, Amplitude, Loom, Riot Games, Linear, and more use Sanity to build content growth engines
that scale, drive innovation, and accelerate customer acquisition. With Sanity, your team can dream
bigger and move faster. As the most powerful headless CMS on the market, you can tailor editorial
workflows to match your business, reuse content seamlessly across any page or channel, and bring your
ideas to market without developer friction. Sanity makes life better for your whole team. It's fast for
developers to build with, intuitive for content managers, and it integrates seamlessly with the rest of your
tech stack. Get started with Sanity's generous free plan, and as a Lenny's Podcast listener, you can get a
boosted plan with double the monthly usage. Head over to sanity.io/lenny to get started for free. That's

sanity.io/lenny.
FRZERiE:

AHITIE A Sanity BB, REIMILEIEKSIZERZD. ATIEXPSIEFEERNR, MEBZEBREITE.
RWMAS. L. FIHIER, EXZHABTEERSR (CMS) HIEALigit. (RN BEANEHEEHIE
HASFRBRENNRE. REBRAEREEREEIERELY, FARMRENNAENEIBRAS, MYFL
ARTETEI IR ARIPRSI T LI SLINRIAERY, XEQIBEMAIWITAR. & Figma. Amplitude. Loom.
Riot Games. Linear FEBRIEMMNATIEEEEA Sanity SRAERTY B, IREIFHHMERE A REMIASIE K
51%. BT Sanity, REIEIARILUABEANZRHITHFER. FAHH LRBANTL. CMS (headless
CMS), fREIUERIFEWSHERNFELER, TEANENRETEERRNS, HELEFLREENERT
RBREEETT. Sanity ILBMHMKNERERERT. ARARMERER, AFTZERFEM, Bie5MR



BEMRERIRTLEEM. M Sanity RIERRERITRIFFE, 7 Lenny's Podcast 90X, RAILIGRSEH (R
EMEEEITE. 158 sanity.io/lenny REF IR,

[00:03:30] Lenny (Sponsor Break - Vanta)
English:

This episode is brought to you by Vanta, helping you streamline your security compliance to accelerate
your growth. Thousands of fast-growing companies like Gusto, Com, Quora, and Modern Treasury trust
Vanta to help build, scale, manage, and demonstrate their security and compliance programs, and get
ready for audits in weeks, not months. By offering the most in-demand, security and privacy frameworks
such as SOC 2, 1SO 27001, GDPR, HIPAA, and many more, Vanta helps companies obtain the reports they
need to accelerate growth, build efficient compliance processes, mitigate risks to their businesses, and
build trust with external stakeholders. Over 5,000 fast-growing companies use Vanta to automate up to
90% of the work involved with SOC 2 and these other frameworks. For a limited time, Lenny's Podcast
listeners get $1,000 off Vanta. Go to vanta.com/lenny. That's V-A-N-T-A.com/lenny to learn more and to

claim your discounts, Get started today.
R EIE:

AEATYE M Vanta #B), ZEEMREHLZ2EIREMINRIE K, HTFRRERKHNLF (40 Gusto. Com.
Quora #1 Modern Treasury) S Vanta, BEEXREZE. ¥E. EENRTREZR2EMItN, HE/LEAMIE
NANBRMEFEITES. BERESAITNZ2MIBMES (40 SOC 2. 1S0 27001. GDPR. HIPAA ),
Vanta #BI QBRSNS KFAZENIRE, BiISMNEIRE, BELSRKE, FS5HMEFEBEXEEILE
f£. B2 5000 RIFREHR KW AEERA Vanta BEIFER SOC 2 R EMAEZR X 90% KL . RERLE,
Lenny's Podcast BIIRARAI =5 1000 3£7thY Vanta $#0. 418 vanta.com/lenny T 28 % H 4BV E,

[00:04:31] Lenny

English:

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

Anuj, FERIEHREER, DRE KB

[00:04:34] Anuj Rathi

English:

Thank you so much, Lenny. Thank you for having me.
R EE:

EERE, Lennyo BHAMREIEHK.

[00:04:37] Lenny
English:

It's my pleasure. | haven't told you this, but when | put a call out on Twitter and LinkedIn for people's
favorite India-based product leaders, you are the single most recommended person, and so | just wanted



to start with how does it feel to be the most loved India-based product leader at least according to my
Twitter followers and LinkedIn followers?

AR ERIE:

XEBRRE, REEHIFIR, HIFE Twitter M LinkedIn EAEEARFERNENEF @A, REWETF
REwEHIN. FrLAFRSiRR], T’Eﬁj:/"?fﬁﬂ’\]ﬁﬁluﬁqﬂaa-px‘%%E’JEﬂF;Fuu@ﬁ?ﬁi ’ﬁ"‘!llﬂ?

[00:04:58] Anuj Rathi
English:

Well, it feels really good, and | really feel it's come together because I've been doing product
management for the longest time. In 2010, when | started the product management journey with Flipkart.
I think that that was a time when there were not a lot of products being built for India. So | think one part

is just the tenure, and B, | think it's just a lot of people have known the work.
R EIE:

RIEFET. RUFIXZ—MRBNER, AAEMNETmEEELRA T 2010 F37E Flipkart FI6~mE
BEEN, BINRERERS LI INNEGHITENm. FMUEKE, —FEREAZERR, 5—HEH=EHRA
NRZANEBTEHRSESIN I

[00:05:20] Lenny
English:

Awesome. You're very modest. | wanted to start with a question about product in India, and I'm just

curious just how is product management and product building in general just most different in India?
FEiE:

KiET, RIFEHRE. FELR—NPXTEE~mEE: ZFHE, FaEEN~niZ S f EEABNRER
EMPE?

[00:05:33] Anuj Rathi
English:

Yeah. | think that's a very interesting question, and | think about this all the time. When | look at product
management in India, and | do have a lot of friends comparing product management versus in US or even
in Europe versus even in China, Southeast Asia, et cetera. | think India has had a very interesting journey
of products in general and hence, product management also. | think till about 2010-ish, there were not
really many products built for the Indian consumers in the first place. There were a lot of products being
built, a lot of technology being built, but largely, because it was a back office, so you had a lot of great
engineers working in companies which would build products for the American customer or even for the
European customer and so on. So once these startups started coming in, which were thinking about
building for the Indian consumers, | think we did not really have that talent which we could directly tap
into. We're trained into product building. Forget product management as a field in the first place. There
were no colleges which were teaching anything about this. There was no playbooks, and so on, and so
forth. We would go to the internet, and look at YouTube, and look at SVPG and all of that, but what we
would understand would not... you could not put directly to the Indian startups.

FROCERIR:



XE— M EEEBNEE, Zth—HERE, RAERSPAIFKHNENTREERSEE. B, BEEFENR
FILHITEE . FIANNENENFRARHEZFEERE, RAt~mERtEZET, 72010 F£628, EEJL
FRELZNIARLERETEN M. SNEREFRMRAERL, EXZEENNENRES “FahrE"
(back office) HIAB—REMFHNIIRMENEENKNERF L™ m. FrASBERENNEHEEER
SHLIRB LI, HNHLBRARIALEE,. ARLERIRZAEN~mEREI, EARR~mER
EXNGT . HIERBEARFHXLE, LB RMIERHEFR. FKSEMLEE YouTube, & SVPG (A m
£H) WRR, BRMNFINRALTEIERERIENENEI AT,

[00:06:48] Anuj Rathi
English:

The way that they shaped up | think also shaped up the way product management field would evolve in
India. So it's taken a bunch of iterations, and | think there are two or three different waves that have come
in, and we are way closer to how good product management should be done in India. We still have a little
bit way to go compared to, say, US. | also think of it along... For example, in US, the product building
culture probably started in 1970s, the modern software product building culture, and you didn't only
have product manager, but the entire ecosystem... If you think about a company, who is the VP of
business, and who is the VP of supply, and sales, and ops, and technology, and all of that? That group
knew how to work with each other to build software products. They understood how that would be built
and what to expect.

FRSCERIF:
XENTWR KA BEE TENE~RERBMENAR. BIERHTURER, AEERZEORE, WER]
BREREEL ‘U~ REE EHENENEFT. BEASEEMRLTE—BRREFE, BREXFE: #%

&, MARE~RIEAIEESET 20 42 70 4, AMNETRIE, BMESRE —USEISS&H. HY
BlE&. WE. 8. RAFF —HRENANEREEREm. MIEROREREUNIHEIESR,

[00:07:37] Anuj Rathi
English:

| think in India, when we were in 2010, et cetera, even those different people who needed to come
together to build, say, e-commerce, they would come from, say, FMCG, or they would come from
manufacturing and so on. What they would have seen in their journeys in terms of what we expect is a
very request response kind of understanding which is, "Here's machinery. If | give this X resources, |
expect, with a little bit of variability, why predictable output will come," and that mentality also moved
on to what | expect from product managers or product building journeys and so on. So | think over a
period of time, a lot of those cycles have happened, and a lot more other leaders in companies have now
seen those cycles and understood, "All right. Now, | understand software is not machinery. Consumers
are not predictable as much as we thought." That has led to, now, finally, | think, product management
coming of age.

AR ERIE:

M7E 2010 FAAMENE, BERE—EMEBFESHATRREREEER (FMCG) T EFhE W, ]
FERWAEREEBIAZ—MIEE “BR-M” AERE, Bl “XE2—aVleE, NREBAXER, EMR
HASISE Y BURIFUNA H, IRERN” XFOSHBIESE) T b1~ R~ mA LI 2T L. FEERY
B, 27T ZREH, ARENEMASELERTXEIREAEIRE: “WE, HWEBELT, R
T2, HAEBURGRITBRHBABTZIN.” HIANXRLER T ENEF mERRI M.



[00:08:34] Lenny
English:

You said that, | guess, in the Bay Area, things started 1970s, something like that. When would you say
things started to really ramp up in modern product thinking in India?

FROCERIR:
REZENEXKRLATE 70 FHAFIE, BARARNENENIAF RRLER T ARG EIEIRA RHY?

[00:08:43] Anuj Rathi
English:

| think 2010 was when it started because... Look, there were a few products that were built before that
also, and | think somebody said this clearly that usually, when modern consumer internet starts coming
in countries, it usually starts with travel, so you do have... Basically, any country, we would start with,
usually, the first travel company. So | think India started with some companies like MakeMyTrip and so on
way earlier. There were a few very interesting products being built in India which were solving uniquely
for the Indian consumers that were in the matrimony side which is Shaadi.com, and Bharmatrimony.com,
and so on. We're like, "What do you think about Tinder?" India is famous for arranged marriages, so a
product that would really understand that, "Hey, if you're a parent, if you want to get your kid up for
matrimony, how would you solve for them?" and that marketplace of matchmaking, et cetera started.

FRCERIR:

BIAAZM 2010 FFEN. RAEBZAIEE LG, BAGERMIEY, YMAEBRERMEN—EX
B, BEEMRELFEN. FRIUEERERE T MakeMyTrip HRF, YUNIEE—LLIEFEEBEN. T IER
ENEHEEMISE RN S, b MiL Shaadi.com #] BharatMatrimony.com. FIE&IR=IE “MREAE
Tinder? 7 —#%, ENEUGNERES, MUAFE—Mr-mieEEER: “NRFAEXE, BARTFHMR,
ZINERRR? 7 FREMEFIRSHNHIIMABRT -

[00:09:34] Anuj Rathi
English:

So a few blips here and there which was following uniquely for India. | think 2010 was a decade or time
when | can very clearly imagine that's where a lot of people started building for India. So I think, again,
Flipkart started that kind of journey, but in a couple of years, then they were like, say, Ola which was, in a
way, similar to Uber, what they were doing elsewhere, and then a whole bunch of other startups that
started coming in. So, for example, in food delivery, when | was working at Swiggy, that came in like, say,
2015, 2014, in that timeframe. Now, you see a whole bunch of startups which are trying to do not only
things which are... what could an Uber for India look like or what could a DoorDash for India look like.
Very different and also, very innovative. So | think now is the time when you see a lot more product
building around that area.

FROCERIR:

FRASA—EZERN. SHENERNRERI. BREFIBNIER, 2010 FR—1EITR, REAFBEENRN
ENET I E o Flipkart FB T XIRIE, JLEFLIT Ola CEMUTF Uber EE MG IMECE) , 25—
AHMADEIABIRI. a0, FTE Swiggy TIFRIIM =N, ALIRETE 2014, 2015 FEEXEN. WE, FRE
FRZVEQRBRIERZE “ENER Uber” B “ENERY DoorDash” Kft4ts, MEMISIEERREBEKRAL!
#o BIANIEIERIZ TN miyERIE & BIRTHA,



[00:10:24] Lenny
English:

Where are some numbers of just like companies in India, people in India's money spent in India? | don't
know. Things that would be like, "Wow, that is a much bigger opportunity than | thought."

AR ERIE:

RERREIRM— iR, LHUIENEMATHE. AUERENF? —LERILARK “H, XMSHLHBRHE
ARRFZ" kR,

[00:10:33] Anuj Rathi
English:

Okay. This is a very wide question, so I'll tell you. Before the opportunity in India, I think I'll talk about the
complexity in India which | think a lot of people don't understand. India has what? 1.4 billion people. So
there were three waves, really, that happened in India, but also, in the globe. I think first wave was from
desktop to mobile, and then even from mobile to smartphones. From smartphones, there was what we
call the Jio revolution. There's an Indian company called Reliance Jio that basically got internet at the
cheapest prices for smartphones. So because of this, a whole population came onto the internet which
was hungry for newer products, newer content, completely different ways of interacting with each other,
and using internet for all sorts of different things. That was one of the waves.

FROCERIR:

78, XR—MRAANRE, KIS ZA, HBLKKENENERY, XERRSATERN, HNES 14
A, ENEDELMRZEHT ZKREH: F—KEMNRERIZHE, ARENEBEFINEEEFI. TE6E
FNMEE, RETERNFARN “Jio Edp” o —KEH Reliance Jio WENE QB LUMRERHIMNEE K T EREFH L
Mo IERXALL, BMAOBFBANEEREN, fILEEHM~m. FIRE, Uk FENEMEREKMIT
o XEREP—RKRH.

[00:11:24] Anuj Rathi
English:

The other part is really what the Indian government really enabled which is... especially in digitization of a
bunch of absolute core fundamental citizen-related machinery which is either through digital payments,
which is a whole bunch of Indians now started having a bank account by default, and something called
UPI. So even if you do not have a bank account or that bank account is linked to your mobile phone
number, but now everybody would pay through that, and that brought in a very different kind of
revolution. So even if 5 rupees, that is basically 10 cents or less than that, that would be paid through UPI,
and people started moving away from cash and so on. There's something called the India Stack that is all
of these things coming together, which is social security, identity, payments, and so on, that a whole
bunch of other apps can now use to build their own layers on top of that. So many interesting cases
started coming about. So that's one which is just a number and the infrastructure.

AR ERIE:

SO RENEBRMNER, FR—RIIZOAREMIZENSRFW. BIRFR, KRENEAFREIA
RARTKS, Uk—M0 UPl (F—2fHE0) WA, BEMIEEHANRTKS, REREFNS, N
ESTABALBIE Y, XHERT —EATRNES, WHEES5 At (D10 XDRELD), BaIlEd



UPI 3213, AMNF@RERIIE. EBFRIBRY “ENEME” (India Stack) , ERHERE. SMHINE AFE
BE—E, EUINAAMUELELM EWEECHRS. XEETIFZSEBNEL. XEEMIZENEFEER
MIRo

[00:12:25] Anuj Rathi
English:

Now, the other thing to look at is India is very diverse, so the number of languages spoken here, even the
official languages is so high, and they say... There's an elders' quote in India like, "Every 15 miles, the
language will change, and the people and the culture will change, and it's a huge country of so many
people." So your traditional ways of thinking about products also, the "Who I'm building for?" is very
different. "Are you building for this person or that?" Et cetera. So a bunch of frameworks break down
because it's not even that the same language will apply. While English is a language that is used by the
people at least who have the money and who have the dollar to even give to you, but you have to think
way more widely.

AR ERIE:

S—HERIENERNENSHE, XEFANESHENRS, EEERHIESHIFESZ, HEE—AEAE:
‘BE 1I5RE, HFENRE, AMXUBERE.” XB—MIERAAONKE. FrARMESRN~migE —
HHEME? ° — ILRIFERE. MBAXEAEEZBERANE? REEREXEIRY, BHEEE
BEEHTG—. RAREEPEAR. ERBMAMENACRIES, BMBREESE .

[00:13:06] Anuj Rathi
English:

The other thing about India that is interesting is the price that people are willing to pay. Generally, it does
look at the per capita money that people have. It is very low. It's in the two, two and a half thousand
dollar range compared to US which is maybe 30 times more and so on. So while there's a lot of people
who are going to give you traffic, and engagement, and so on, but the craft of actually choosing the right
kind of paying customer who will actually come, and engage, and give you money is at a premium. So a
lot harder work needs to be done. If you're running e-commerce, who are the people who will pay me
delivery fee? Who are the people who will actually buy this expensive stuff? So a whole bunch of different
ways of thinking has evolved in this country, and that's why it's so vibrant and so different than any other
global products.

AR ERIE:

EES—1MEBIMAZAMNNARER. EEEAIERN, ENEIFER, KL7E 2000 2 2500 E£TZiE, M
XEFRERER 30 %, Fill, BAERSARAMHERBENERE, BNAHENRELHALEAEEESE
k. E5HMENER, B—TREHNZR, MBEMESRENIFE. NRMEEBRD, WIR/BMEE
T? aXHRRNER? Alt, ITEREZHT -—BEFRANRLELSN, XBERATACNLTERES, B
S5ekEM~ RN ARBIERER,

[00:14:01] Lenny
English:

Wow. Fascinating. | could keep going, but | want to talk product. I've collected a bunch of questions from
people that know you or people that have worked with you about a bunch of different stuff, so I'm just



going to go a little bit all over the place. The first area | wanted to talk about is the user experience.
Apparently, you have a interesting insight and a different approach of thinking about new users and new
user experiences.

AR ERIE:

B, REAT. BRAFATUBSHTE, ERERPN~ R, BMINRFHSMASIINABERETRZXT
FEIEERE, FRARSIMSIERE. RERNE—MURZAFFE. B2, MEBRZHALNMAL G
WA EERSR RN %o

[00:14:24] Anuj Rathi
English:

One of the things that | realized once we started working with the products is that product managers and
generally, companies are too engrossed in thinking about... because they are very close to the product.
It's close to their heart, and they're looking at it all the time. They're looking at a lot of minor nuances in
terms of how this works and feels, and almost inherent into this is the bias that everybody is thinking
about this product all day, all the time, and so on, and so forth. Whereas the reality is most consumers in
the country or in your target market, they don't care, and they may have sometime heard about your
product. The word of mouth is not ever so strong, even if you're the strongest brand, and so on, and so

forth, but that is the customer that you've got to bring in, and then serve.
R EIE:

AEFRETmERRIRE—HE FREENQASEENTETECH~RT, BAIE~mr, T
o, BNZIETEE. X EFmsFMBRNE— M AT, XSHT—MEBNRL, BHANFREA
BREPAEXEXNm. BILRE, ZEHMEMHIINASHHEEREFEF, MITEIARERTRT
REV e BMEMRRRIENIMME, OBRBAREEMRAEK, EXEERMREERSIFRSHEF.

[00:15:07] Anuj Rathi
English:

So there's very interesting insight that | heard from Scott Belsky from Adobe, and then now, he's doing
very interesting stuff, and that stayed with me which was you have to think about users on modern
internet consumers having three attributes. So they are lazy, they are vain, and they're selfish. So lazy
meaning, "l don't have time for this, so blow my mind away. Otherwise, I'm not going to pay attention."
Vain which means, "I have a habit. I'm solving this problem in a particular way, and here, you come with
your two-pack product and ask me to change my habit. Do you really expect me to do that?" That's
second. That's their inherent attribute. The third one is that they're selfish like, "Show me what's in it for

me.
AR ERIE:

FuM Adobe B9 Scott Belsky ABEITEI T — M EEE B AR, XWHEMRET: RBFUANIREERMESRE
BE=1EHE—i2WMiEn (lazy) . EXRH (vain) MBFAR (selfish) . MEREE: “FEHEH
R, BRIERLEREI—=, SUWRAEXE" ER GER) BH%E: “FREBCHIM®, F—EHERE
MB DR, MRHEE—MFRMmERILHREIIMER? (REMEERXAME? 7 XZMIINEEREM,
B=PMEBEMN “HFEXMNFE LT

[00:15:52] Anuj Rathi



English:

Once you start thinking about users in that vein, and if these users are not even using your product,
suddenly, you realize, "Oh my god, it's quite difficult even... How do | attract this kind of customer, and if
my marketing team has done a good job at bringing this user to my product, how do | actually now
empathize with this lazy, selfish, and vain customer, and build my product in a way so that | can make this
appear on your site like this is the thing that you have to use, the way you write your copy, the way you
build your onboarding, the way you do your first warm welcome?" It's going to make the biggest amount
of change in terms of a product success, then your core product features that you're going to build for
your loyal consumers.

AR ERIE:

—BIRMNZTBEREZAF, LHEBEERARERMRTRIAR, MEARI: "X, XXHET.” FKix
ARSI XMEZF? MREEERINICAFAHE T~ mEs, FxNAsXERE. B, ERIEFFAH
15? WZOEHES R, LEEERMBMONERNERA? BEXENTE. HiF5/F (onboarding) BIIR
i ERER A XX RAIINEER, TR B KA PRI OINEEERE S,

[00:16:37] Anuj Rathi
English:

So that one insight, and I've seen and applied that multiple times not only the companies that | worked
with, the companies I've consulted and spoken with. Most neglect it. Well, they get user onboarding is
important, but just how important is that is one, and B, the craft of thinking like a user who's lazy, vain,
and selfish, and basically, rejecting all your products, but this does not work for this kind of customer. It's
extremely hard. It's very hard, but it's totally worth it if you put that lens on.

FROCERIR:

XPNBHRERTEL. SEIHZAINERATREREA, KERABRETE, RAMNAEHRF5
SREE, BAFNEEIRESER, HR, G— 5. ER. BLERESELRTRNABREREES
BE, XE—MIREEENRZ. XIFEEME, BNRFHLXEIER, £XWER.

[00:17:06] Lenny
English:

Is there an example of you using this framework on a product you worked on where you're just like,
"Here's a thing we really did..." | don't know, had a big impact or really surprised everyone?

FRCERIR:
RERBEZENMAF, WBAMRER N mPERTXMER, HET EXTMEILFIE AREIRE?

[00:17:16] Anuj Rathi
English:

So we used it in two different areas. So one is, of course, products | worked on. So | worked in Swiggy for
the last seven years, and really, when we started working towards this user, instead of thinking about
everybody as, "This is what our onboarding experience looks like, and this is what our product is." So,
essentially, we used, basically, say, a key that it's... "We are a food delivery app. We are a grocery delivery
app, and we have these bunch of things." Instead of that, we just started reframing it from the point of



view of, "What would you want, and how could you use us? What is it in it for you?" and we started

connecting all our marketing messages along with the onboarding.
R EIE:

BNNER PN AEVRATE, —MHARKIIFII™m. F7E Swiggy TIET £F, HBAFRHIIXEAF
HITHAR, FNFABLRAEARFE—T2E, UFBRERT "XBHNFHFSSE, X2RNB~R" -
BEiENEAR LR "B — 1502 App, M2 —EEFECE App, F(1BXLEINEE.” Bk, Fi1HFE
MBPHNBEERWRE: “RREMFA? REARREN? XMRBEFHAFL? 7 RITERENEHESSH
FEIFERIER,

[00:18:20] Anuj Rathi
English:

So right from the entire journey of you hearing us, what was the trigger, and what was the marketing
message, and what was the promotion that we were running? How do we continue that journey on your
onboarding from your splash, that 200 rupees of... X rupees if you buy from us, continuing that entire
journey in the language that they understand and with the user experience that is continuation from the
marketing to product, other thing that we started focusing on a lot more, and it instantly started showing
us results. But while I'm talking about just a very simple example and everybody should be doing it, that
is true even when you have a particular app which has multiple products and many product lines. It's the
same principle that applies there, and that's where | think the largest amount of delta that happens that
people don't know really why are we not able to cross-pollinate or cross-sell, and so on, and so forth.

FRCERIR:

MIRITR A —ZIE, MERRMA? EHEESEMA? HNEEHITORFEDRMAA? HANTMREER
F5ISPELXERIRIZ? MFFRBEFFIA, Eba0 “MSEI0RE 200 AL , AbIIEEERARRIE S LB NIREE,
HIREMNEHIFR—MEANAR &R, XRHRNARERXENER, HRILY. SAKRENZENE
BHEF, 8TAEBNIZXFY, EREESREZ MmN~ mEiER App, X—RUEHFER. HIANX
MBS ERAEFIMS —REATHEN AT EZRIARX S RHZXHE,

[00:19:14] Anuj Rathi
English:

Right now, I'm working with a company called Jupiter which is a financial services app, and it's a
neobank. So we care for personal finance, and it has a bunch of offerings. There's a personal account or
savings account. There's a credit card. There's mutual funds. There is investments in, say, gold, and FD,
and so on, and so forth. It's a bunch of things. But when people think about why using us only for one
service and just go away, actually, the key is to recognize that this user has found value in... They are not
interested in all the other things that you talked about, so be able to empathize with that user, and now
thinking about the behavioral science aspects in terms of, "How do | convert this user from one to the
other?" That I think is extremely important.

FROCERIR:

MEFKE—ZFKWY Jupiter WRBITIE, X2— 1" ERIRSE App, LR—FKEFIEIT (neobank). FHIXFNA
B, REZMHIRS: DPAWRF. EEKF. EAE. £#REES. ESREA. THER (FD) F%F, HAMR
EZATLBRPRAT —TRSMEAN, XBETERINE: BPREB—MRS PRI TNE, IR
WEMAARRNE, FAUERESHAPREE, FNTARZENAERE: “BRzOs|ISARMN—TRSER
S—1m? 7 HIANAXIREEE,



[00:20:00] Lenny
English:

So a couple things I'm hearing here. One is the importance of focusing on not people currently using your
product, but this idea of maybe the marginal user or the adjacent user, the next state of users is who you
should be thinking about when you're trying to optimize onboarding the user experience, and then two
is... Something that sounds like you've had a lot of success with is picking one value prop, maybe one
positioning statement, and then following that through their entire journey versus like, "Here's all the
things we do." Is that right?

FROCERIR:

HIFET LR F—, ERTUBASMEAERTRNBAS L, MNXE “BRAR” & “PBERF” ,
BIT—REBERAF, XRMUMFIISERZEZEHINR. £, FUFE EE—MEZKNEM, H
RERFEMNAFKRE LIS TR, MAREY “XE2RIMIBFAEERE" o X15?

[00:20:31] Anuj Rathi
English:

That's absolutely right. Let me give an example of this one. One of the reasons why | really feel product
managers must, if not better, but equally understand, category consumers which are not in market or
which are not really buying your products just yet. As good as the marketer or the brand expert in your
team does... because they really are tasked with, "What is that one message that | can say that will make
the user take attention or get to like, 'Oh, this is interesting,' and direct attention towards your product?"
If the product managers are able to do that, then they will choose that positioning and essentially,
understand, "What is my hope product, and what is the hope that..." At least get them to try my app or
any of those things, right? So if they understand it as well as the marketer, and then understand, "Over a
period of time, what is the right time when | introduce them to this other one rather than being very
greedy about letting the new user try everything?" So that's one.

AR ERIE:

FTEIEH. HREMIF. HANTRIEBELTEANENEBART@EER—1F, EELLMITE T #EBLLR
RENT IR ERMEMZmBmEEEE, EHEARNESZE: "R —aiEEILAF IR, HE
RF W, XRE®W , MIXERNT@? 7 IRFRIEEHEIX—<, MR EEM, HIEMR:
HAREN BF F@m? TARRILMNEDRIH—TIE App BIHRE? 7 MRM(IEEEHAR—IFE
BX—m, FAB: “HEENEERE, TARERAZSINS—TINENRERT, MAZROMBILTAER
ZEFEIIEE? 7 XEE—Ro

[00:21:37] Anuj Rathi
English:

The other thing that | feel a lot of product managers don't do right is... "Forget about everything. Here's
my app. Go figure," is how most of the products are designed unfortunately. Automatically, these things
will happen without any intervention. | have created something which is so beautiful, and once you tap
that icon, everyone can say, "That is my product that is so working perfectly,” but they don't really think
about, "At what moment do | actually get this user here, and will they use it?" Well, this user is lazy, vain,
and selfish.



AR ERIE:

S—HRRERETREBELHNNER - FENE, REHTmNIRITEEZ: “FENN, XEHEHN

App, fRECHZRIE,” WIES—HBIELETFTHNBER TESNLE. MNEFECEIETHLEENR
, RBAFKGER, I “XMERNTM, BITERTET. EMIHLEREERE: "HEK

REFARZIEAFAHIXEN? tIISAE? 7 35T, BREHE. EREBMA,

[00:22:09] Lenny
English:

That phrase reminds me of something | always think about. Marc Andreessen had this great quote that
your user's time is already allocated. They're not looking for more apps to download. They already have a
plan for the day. Basically, they have things to do. They're not like, "Hmm, what's another iPhone app I'm
going to check out right now?" So somehow you have to convince them, "This is worth your time," and |
like this framework. Is there an example of a phrase you found really effective either at Swiggy, or Jupiter,
or Flipkart, or anything just like, "Here's a quick example of something that had a big impact on either
simplifying the value prop," or if you don't have an example top of mind, what was the impact you saw

from implementing some of these ideas?
R EIE:

XANELLRIEEREBEZMN—4E, Marc Andreessen BAEE: AFNRBIEEW D BT 7. HINHFERE

SHEZ App KT H, IELE 72X, BARL, MIEFEM, MAZER: B, RMETREE

B> iPhone App IB? 7 FRUAMRAFUARMA R ARMA]:  “XEFIRENE" HERXMER. BLEW

MIEZRMREEEFERN (TILRTE Swiggy. Jupiter B2 Flipkart) ? tbal—MEEBIUNEEKH~EE
MG F? HEMRLEEREKIEE, RNEXEREEERT HAFHRIN?

[00:22:48] Anuj Rathi
English:

I'll talk about a phrase that | now use with product managers a lot to simplify how they should be
thinking. | think one thing is... and that's not only for the consumers, but even how we operate. We are
product managers, and we are in the business of influence. Users are doing something, and now we want
them to do something else. Our engineers are doing something, and now we want to influence them into
building something fast. Really, leadership has some plans. We'll influence them to, essentially, look at a
plan, and basically, sign off, and do something else. We are in the business of influence, and you are doing
this all the time internally. Otherwise, you're not successful even in shipping. Now, we have to extend this
to our users and really think about it from that point of view. So you are a full-stack influencer and not
only an external influencer. So we've got to think more like sales, more like marketing, more like

influencers.
RS ERIE:

BRUR—NEUETEN=RIFEBEWRANE, ARECMITNEL, XANHWERSE, BedHIMNEELAR.
HiMNErmEE, BMMNENEEMA (influence) HWAEE., ARPEAEMES, HNMNEBEMMIIEMS—4
%, IRRMEEMES, RIMNEZMAITRENEREY);, TSEEXELITN, RIMNEXMMIIERHES—
Mkl EITRFEmMARITI, RENZBEZIMEXEM, SWIREFRBEHERT. WE, BIHFEIEX
—REREBAFRS L, MXTMRERE, FMUFRR— “@XFEmAE” , MAUNEININEmE, FHils
MEHE. BEH. BWL (influencers) — 1B E,



[00:23:42] Lenny
English:

One of the most important skills for a product manager is influencing people on team, and | like the point
that you're also trying to influence your user. That's interesting. Just more reason to get really good at
influence, so. | actually have a newsletter about how to get better influence based on Frodo Baggins and
Lord of the Rings. We'll link to that in the show notes. Okay. Let's shift to a different topic. You have a
really concrete way of actually implementing the working backwards process. We had one of the authors
of the book Working Backwards on recently, and I'm excited to just hear what you've learned about how
to actually put this into practice. It's easy to hear about, "Let's work backwards," but doing it is a different
beast, and so I'd love to hear what you've learned there.

FROCERIR:

FmAEREENKNEZ —MEFMEANMKS, RERMEEN “CEXWAF” X—xR. XREE, BEF
BRARHEZMWAT . RELEI—HPXTNMEREAZWAONERN, BEF (BHE) BENH#HTZ - B2
B, FNFEEERETENEE, F, RN NER. (RFE—EFEEFNGERERE “ERIEE
BNSENERT (ERIEER) B—AFE, RRBFIFMESSERPRRTHLEZN, FER “FaIFE
RE%Z, EXMREERTEES—MOFE, HREBIFIFIREICS,

[00:24:20] Anuj Rathi
English:

So | think the people who invented working backwards is clearly Amazon. | think they started this entire
process which are like, "Hey, why don't you write a press release, and with that press release, we'll work
backwards from that one?" | thought that was a very cool idea, and | was trying to dig down into like,
"Hey, why does it work?" My insight or at least the way that | thought about this one is it's not working
backwards only from a customer value proposition. "Will our customers love it, and will they pay for it? Is
it noteworthy, and is it something that we should even be working?" While that is one of the most
important things that the Working Backwards framework teaches us, but essentially, what you're working
backwards from is an entire machinery at a particular day that is working for... For the date of GTM, what
do we need to do from here till that particular day so that the GTM is successful, but also, what will be the

machinery we would have created so that this product is successful?

RS ERIF:
RiIANEETIEEMNAREZRRASTDH, MIFBETEBARE, thil: “12, (RAHAREST—HHEHE
(pressrelease) , SAERIEXMHBRBEOHS? ” KEEXEMEEMNTE, REEREBEIHAER. &

MR, EMURENEFRNEIKFBEE—LN “FRAIENE? AHE? XEFXEDE? KilZ
g? 7 BAXZRERBARINNKREENEEZ—, BFRL, REEMENEEBHNEESTIIGIE
[E#, AT GTM (HATE) BIBB—XK, MIITEEIEBRINFEZMA LA BEHAR GTM BeZh? Lk, ATILF&m
R, BANFBERIA ARBIHE?

[00:25:20] Anuj Rathi
English:

Now, because you're already talking about GTM, you're already thinking about, "How will users love it?
What is the money that we'll spend? What are the alternatives that we will... routes that we have explored
that finally we have zeroed in on all of those?" So they are all going to be a part of a PR review. If | take a
slightly open stance on this one, what is a press release? A press release is you have a one-pager which



talks about what are we building, what is a particular date, what is the exact value proposition, what will
consumers say, what will the business manager say, how will they respond, how will they use it. But the
one thing that comes out from this framework is that you can use it for a whole bunch of other things. You
can use it for negotiation, for example, because you start with a date, and then you say, "This is the one-
pager that | need to ship, and | want the consumers to see that." You can use it to now go to our VP
Engineering and say, "By this date, can we build all of this?" Now, they do not have all the PRDs and
everything, but they can give you a sense that this is too aggressive or this is not and so on.

AR ERIE:

ERMBLERIE GTM T, (REKERE: “AFIMAEZRE? BRIMNERZLDH®? HMRRIMPLEERS
X, REHRTETWHREEZE? 7 LA AMETRITE (PRreview) H—E5D. MREHBEHMEFH—T, 4
EER? MERME KR, LESERNEMEFA. BFEEH. BUIBNMETK. BHEREIWRATA. W
SEEIWAA. WNSWARN. NFER. EXMERH—MMAET, MAUEERTFRSAMER.
EESnATF%F, RAMRM—IBEFIE, ARNR: “XERREBELGNENAXE, REZHBEEFIXD.” A
DEEEEHRIRRSHN: “BIXNEH, RITEEXEEHEERG? ” SRMELLEIFEN PRD (Fm
TR, EIEAIR—TEWNRERE: X2EXHHT .

[00:26:18] Anuj Rathi
English:

We can also use the quotes here to actually find alliances or find people who are going to actually derail
this. So you actually use the customer quote to basically say, "I want my customers to say this. From
marketing and from my pricing team, can we actually ship this so that consumers will say that?" Then,
from the business owner's quote, you actually say, "This is what we are shipping, but what are your
goals? Can you say that within three months, we would have achieved this much?" So using that to build
one entire picture is one way that | found it really powerful because if you find disagreements here, then
say, "l can't ship it," then you change the date, and then you change the goals because all of these things
are changing together. So instead of one, you find the other set of all the things that need to come
together for that press release to go live is the real value.

FROCERIR:

HANVERILFABXHEER “5IF" (quotes) RIFHBR, HELMBLEATERMAFITRIBIA. RAILUFAZEF
5IEH: “BRAEERNEFPXFNTN. SHEMENEI, FMEMEXFN~RIDERES HXFTNG? ~
Ala, BIWSHTANSIS, RAILR: “XRHNBAHARA, BREBREHA? REARE=TBR
REZXNERG? 7 AXMAANE— PN TBNEEFERA, BANRMEXELRT Dk, RETLLR:
MWREZERTD , AEAZEEH. AREFR, RAMEXEHIHKHN. L, BENNERETR—K
&, METATILIMDMERKRE, FIEFEEGE—ENER.

[00:27:07] Anuj Rathi
English:

The other part that | found interesting here is that | really truly believe in the power of three. So | actually
ask my teams to write three press releases, alternative and divergent like, "What if we..." Suppose you're
launching a membership program. So, instead of two tiers, let's do three tiers, or for example, let's take
another one which is instead of building a membership, let's build up tiering pricing program with
membership points. Instead of this segment, let's use another segment. Let's say within these three, and
they all need to be fully thought-through, and that helps the leadership choose.



AR ERIE:

BEMNSZ—TEERE, TRE ZHNHE" . HERANET=GHER, EN2BRIER. KEIE.
tban:  “WREA]-”7 RIRIPFBEEE PSRN, FERB—TAR, MEF =1 AE—RZLEN;
BRIBMIZEG, MEBEMERDNDRENITY; ARZEHNES— T HARHH. X=NHEHFEEIR
nRE, XEFBHATEMBER,

[00:27:44] Anuj Rathi
English:

So the two things that work here. When you are in the product discovery phase, you would have heard
from a lot of folks. Finally, if you show them just one roadmap, it feels like, "Hey, this person didn't..."
They listened to my interesting point which was valuable, but didn't include it. But when you're doing
this three PR FAQs, | considered this, and this added up to a story that eventually is valuable, this
alternative route. | considered your point of view, and | created a story, but unfortunately, it is not adding
up so we rejected it. So, now, people can compare and contrast, and that's a very powerful leadership
tool. That, actually, is a very powerful tool even for CXOs. When they say, "Let's build this," you'll say,
"Here are three ways we can build this, and here's the reason why I'm not building what you said because
you would like these two more."

AR ERIE:

XEEMNEERANMG. EFmRERNER, FIAFIRZANER. RENRMFIABRT—TREE, JIAZ
BE: TR, XPARIFEE.” BAMITAE TR RENENNR, BRERN, BHRME= PR/FAQHY, fR
AR “HEETX—R, EMETXIMREARENENRE (BABRR). REEETHROMS, Fls
BT —1ZE, BFENE, CBENE, FIUEINERT " XHEANBAILHTHE, X2—HIEERAR
MFHNIE. ¥F CX0 (BE) KiRtBREA, AR “FANEXNE” B, AR “XEH=FHE
%, BARMRRHMERNIFZEERSE IR

[00:28:36] Lenny
English:
That's a really cool idea of just using the PR FAQ and working backwards process to think very differently

partly to make sure you've explored all the options, partly to just think through things that are in the back
of people's minds and see if there's something there before committing to the one direction.

AR ERIE:

XE—NIFEERIEE, FAB PR/FAQ MEMIIFARHATERUEE, —HEBFRARRTAAEER, 5—7
EERESMA, BANRFENSHIEEMITEE, EEESEEFNAE.

[00:28:51] Anuj Rathi
English:

So the FAQs also are very important to set processes in the system. For example, now, at Jupiter, we have
a financial services app. So every FAQ will mandatorily have, "How are you going to make sure that it is
fully compliant? Have you gotten sign-off from A, B, C people? Have you actually thought about legal
aspects, and so on, and so forth?" So, for example, you can use the FAQs very effectively here. Whereas,

for example, when it was Swiggy, and it's a three-way marketplace, you have consumers, delivery



executives, and restaurant partners. Now, any small change that you do on, say, delivery partners, for
example, if you're working on optimizing their earnings per hour which will lead to some changes in cost
per delivery, but that may have a completely different impact on delivery fee.

AR ERIE:

FAQ WFERZHEILBELIFEES, a0, MEE Jupiter, HIVHHIZERARS App, FTAS FAQ B
WAEE . “RIOFBERTEEN? (FSEIA. B CARARNEFTIE? REERSEESEMRED? 7 (R
LIRS B RMFI A FAQ, BELIILARITE Swiggy, BBR— 1 =A™1: HEE. BFENET AU MERF
IREERARUIAED (EbIR IS , MESBEREEMANTL, HMAIEXHEENRXE~E
FTEAERIFM,

[00:29:31] Anuj Rathi
English:

I'm just making this up, but now, because of so many moving parts in your FAQs, you're explicitly asking,
"Have you thought about what are the implications on restaurant partners? Have you thought about
what are implications on delivery partners?" We, in fact, also have that PR FAQ in terms of we write down
the different segments of delivery partners, and sometimes it will have extremely weird correlations
because those product managers on one side of the equation have started thinking or at least consulting
the other part of the marketplace, "What could this mean for you?" It gets everybody together to create
very crisp products that work for all sides of the marketplace.

FRCERIR:

HRABENMIF, ERANEXAZTHER, £ FAQ PIIBHIAN: “REERIMNETEHEUHRIEG?
ZESMBFHEMIG? ” FL L, RITEERE PR/FAQ FETARRAREMNBFEE, ERNSLIRETZ
XM, ANFER—mHN~REEFREEREATINE—ik: “XWMRIBEREFA? * XIULPREATT
D77, SIEHNTHIZEHLEITZERE. FHEN™dm.

[00:30:10] Lenny
English:

One thread I'm pulling out of a few of your stories so far is you often come back to this full-stack approach
to many models. So you talked about how PM is like an influencer, but also, they're influencing users.
That's a cool way of thinking about it. With this working backwards process, you can use it to think about
the full stack of launch, not just what features you're going to build. | know you also have some strong
opinions about product managers, and they should be much more full-stack than most PMs. Does that

ring a bell, and if so, can you talk about that?
R EIE:

MIRERIANSEEF, BRIMT —IRFHANER, MEMEERZXM “2XFE RE, RAEF~m
KBEEWNNE, FMNEMAE, BEmMAR. XRE. B3ZEIFEEL, (RAURERGHNENTT, mMA
RINEEMERINEE, HABIRXN~RIEHME—LERINNER, IANMIINIZLEAZH PMEM “21&” -
XITECREFAID? WNREATIE, AEEIEpIE?

[00:30:39] Anuj Rathi

English:



Yes. No, | think it is the same thread that is connecting the first and the second. | think product managers
have to own outcomes and not only features and parts of the problem. Well, they will own some parts of
the problem fully, but if they need to work with everybody to make sure that eventual product that they
launch is successful and not only successful from the point of view of, "Hey, we launched something that
works for users," et cetera, that's not the definition of success. Did it work in the way that it really
changed the behavior of the kind of user that we wanted to achieve a business outcome that will build a
capability that is important for us? All of those things combined will not happen if the product manager is
only thinking about their part. So they have to think about external users, they have to think about
competition, they have to think about other product managers and product leaders about engineering,
about marketing, and so on because it's such a diverse field.

FRCERIR:

i, WUNANXEREZRMRIE—FEAR, HUNTRIELGTIREGR (outcomes) 73T, MARNEN
EEERERE N AR, BAMIIZTEARRANRLELRD, BUNFESFEANE, BREELT
B IR, MR MNE TR, RIIEHG T —IHBAERANKRE" , BRABHINNEN . MIHHE:
ERGENNRETERAANTN, MK TUSER, HARIMERTEENEN? IRFREEREE
BOB—R, FMEXEERERRERNEIA. FRUMIIARERIMNIAA. REXNF. Ht~mEEN S
SE. T2, EHFF, AAXE—TIZTaauE.

[00:31:36] Anuj Rathi
English:

Unless you really... and I'm not saying you need to be an authority of that. Either you are very, very good
at that, or you have built partnerships, and have run your ideas or product through those people and
gotten weighted from them, and finally made a decision around that part, | don't think you'll be very
successful. So, in my opinion, the full-stack product managers are the ones who are going to be more
successful rather than product managers who are doing very good at one particular area only. So there's
one book which is Range, right? I'm sure you may have heard about it, right? Even the first chapter, what
they talk about is... They take two examples. One is the example of Federer, Roger Federer. So, with Roger
Federer, for example, | think I'll just continue that, that till 18, he played a bunch of racket sports, and this
wasn't even tennis. But then, you bring in ideas from one racket sport to the other, and second to the
third, and so on, and so forth, and now you have such a range of ideas that you can connect a lot more
dots and actually ship it. | think that's a better playbook for being more successful in product.

FRCERIR:

BRAEMRERY - BABIRIRO TR AIREIHBINEL. (RRAFEEBR, BABRILTRENKHXR, iLIRBY
BEH T REITXEANREHRSMNORE, REHHRE. BN, FRANAMEIEERI. FAUERE
¥, “eiFRIE FALREBEKE-HETHN PM ER. B—4B0 GEE) (Range, :XIES (&
AN, MMEERRd. F—EMBETRNMIF, —NEEEH. BRYE 18 FZahd&MiknkzH, BE
RREMBK EMIB—MEEREERES—Miachd, NEMBAENLIFNER, TUEREZHNRAR
ZATHIFK, BIANX BT m U ERIS AT BY B 47 5RB&

[00:32:41] Lenny
English:

| was just watching a documentary on... | think it was called Greatness and had Wayne Gretzky. He had
exactly the same experience actually. When he was young, he played hockey just during the winter times,
and during summer, he played other sports. Hockey was just like one sport he played, and then



eventually started to focus on it, and they talked about how people that played different sports in their
childhood actually ended up being much better at that one sport that they chose. So a lot of parallels. |
know you also have a lot of interesting ways of thinking about coming up with a roadmap ideas, and
ideating and building a roadmap backlog. So you already talked about this idea of going in very divergent
directions and seeing if that leads anywhere. There's a couple more someone shared. One is you have
this idea of show don't tell. What is that?

FROCERIR:

BRENET —8L2RFA, F&EM (FKX) (Greatness), BEEBEFRE - REXE (KkIX(EEF), MELBET
EHEENZEFR. MWNHERELXRITAEK, EXEMIEE, KIKRAZBMIPRZEHZ—, ERAFRE
Eo FHRE, NHMERTISMEHHIA, RLFMIIERNBIEPRAVSELE. XBERZEMZL.
HALEREMBRAERE. KRXZMERBLEREES (backlog) FEEREZEBING X, (RRIZRE!
TERIFBRENAE, EEARETLD, HA—PEMFH “RAMINE, MARRAMINIT (show don't
tell) BYARIE. BRAA?

[00:33:27] Anuj Rathi
English:

Actually, show don't tell is an idea which is an extension of what we are talking about from what
backwards. When we're talking about working backwards, one is a PR FAQ which is a written
documentation of what we are trying to achieve. Show don't tell is essentially a way in where the product
manager starts ideating with the entire experience, and they actually create all the collaterals together of
a user they need to begin with if you're working on a single-play product which is a single-user product.
Then, you actually start bringing together your marketers and others in terms of, "What is literally the first
screen, and how is my user getting here?" It's not as simple as he imagines somebody who will be doing

this and reaching here. We try to recreate an exact situation.
R EIE:

Khrt, “EAMIIE" BERIEEREMR. SFNNKICERTIER, PR/FAQ BXTINELRIMHABIFH
PEXE. M EAMNE" KR LEFREEFIBREEMIENSG N, MRIRER—TEAF™am, ()
ZIEBPFENFIEEMESE . AR, MIAREFEARMEMAITIE: “S—RERKHTAE? AF
BEARIXERN? ” XFMUNBREEASXAMHIEXE, HMNESHEN - THTINTR.

[00:34:16] Anuj Rathi
English:

There's a concept of person, not personas. So we'll talk about personas, but we try to go to, "All right. No.
Don't think about agentic user. Let's say Lenny, 30 years old, doing A, B, C things, earning this much, et
cetera, et cetera. His relationship with this category of food delivery is X. These are the things that he has
done in the last month. In the last three days, there were the needs, desires, aspirations, fears,
frustrations, et cetera, et cetera." We say, "Okay. It's 11:00. What's happened? Why is this user open, or
what triggered this particular app, and then what happened?" So you literally start from there, and | think
50% of my product reviews are on that part, and then when we say, "All right. Then, this app got open. Do
we have the right kind of way forward for Lenny to actually achieve what he came here for?" Literally,
each pixel, and each copy, and each word is going to be in service of that part.

FRCERIR:



BN “BEMA, MIEER” (person, not personas)., HMISKICAFEG, BRNSFNT: “@F
i@, JBHAMKRAF. RIEFHE Lenny, 30%, #MiEA. B. C T, BXAZHK, ME5HEXMRENXR
& Xo METE—TAMTXEE, EEE=ZXKE, MAWPLERR. BE. BE. B BFFE” Kl
W “MERLF IS, RETHA? ATAXTRAFTAT App? BB ARE T X MEIEN App? G
EETHA? 7 RENMBEFIKR. FIANFE 50% H=miTEEEITIeXED. AEKRII=RE:  “4F, AppiT
F7, BIIRER Lenny IR T EMBERRE, itITIMRXEBNEN? 7 FE L, 8—NMEE. 8—1TXXR.
F—MAMERBIBEIRRS.

[00:35:08] Anuj Rathi
English:

So that's showing the entire journey rather than just staying and assuming. So that is something that I've
found really powerful with respect to even designing products or even thinking about why are we
building something. What it also helps is when we are building complex products, especially in
marketplaces because once you are building this for the user, simultaneously, something is happening on
the other part if it is simultaneous, if it's a real-time marketplace, or something like that. So you're
building something for the user and saying, "All right. If this guy ordered, now there's a 30 minutes time
when our delivery executors will come to the user with food. What is happening? What's the emotional
state of the user, and let's plot out the 30 minutes time, and let's create various scenarios. Is it like, 'Hey,
maybe he went to the restaurant, and the food is delayed,' or the dude on a bike, his bike got punctured,
et cetera. Now, what is the consumer thinking at this time?" So you show all of those things in real time,
and that cuts out a whole bunch of random ways in which the product could have looked like if you're
creating even a chatbot. So just having that showcase of all journeys coming together helps a lot in
building your products in the right way.

FRCERIR:

EMERTENIKE, MARFEARLEE, RAUMXERITTRHIE “RITATAEZRXD” IHIEER
Ko EEMEERTm (LHEHENATE) RBRERE. RALAMANBFWEEEN, MREXRTT, 5
— It ERINRERLEEE, (RIBAFRMETIRR: 9, MRXMATRT, WEE 30 SN ESEFH
FiEE. XHBRIRETHA? ARNBEERENE? L ELEHX 30 0%, HEIESMZR. thn: 1%,
BIFRFETETELRIETY , HE BFNERRT . XEEREEEAHA? 7 (RENETRAAAEXLER
n, XEEHFERESMRMRAZEMINRN B A AT HIBBEN IR, XMBFAEREZESE—ENRE
T, MLAEWS TAE S mAE .

[00:36:19] Lenny
English:

So, essentially, just getting very detailed and very concrete with the product experience that you're
building thinking about the user experience. Sounds like a lot of work. | can't imagine you do this often. Is
the advice here to do this once a year or once and just keep it updated? It sounds like you did this at
Swiggy, and that was a really impactful way of building the product.

FRCERIR:

FRUZAE L, MENIREEMENSRALTSIEEARMER, RABRZERAFAFE, XIFERTFERK,
REZBRIFZEEX M. RNBNESEM—R, BRMM—RARTEEN? ITERIRE Swiggy MX A
i, MEXXMES @ E T IRAF M,



[00:36:41] Anuj Rathi
English:

Yeah. | think there's not only one way actually. | think | recommend this every product manager to do a
show don't tell version of their current version. At the same time, there's a new version all the time. So
they can compare and contrast, and very easily explain to everyone why they're doing something. In fact,
that wall... So it's called a wall. It also becomes one common place where you can get all the stakeholders
in because it becomes... Instead of just doing the elevator pitch, you can actually do detailed discussions
on why I'm choosing this versus something else, and so on, and so forth. That's a product manager's
version of doing this.

FRCERIR:

=N, HRARE—MGE. ZRENUE T REESNINRESH— “"BAM(1E” BiRE. RN, ~ms
BEER. XM LUETX, HEERZMRAMEARBEATAEXAM. XL, BE BF —
HIMMZzAE—MAPRBAEAEXERENMG, (FABREMEENBEEHR, MEFR LUETIFEY
B At ATEXPMAER . X mEEREIHE.

[00:37:10] Anuj Rathi
English:

There's also a product leader's version of doing this thing which is recycle strategy on a page, and a lot of
people call it like growth loops. Right? Don't show our user's journey. Now, let's see the entire strategy of
the company together on one page. "All right. This is what the market looks like, and why will we get what
kind of users? What is our activation budgets, and how many of them are we going to get to this next
stage and get them to use it? How will we get them to cross-pollinate into different sections? Do we need
a membership program? Are there any different levers which will press more or less and so on?" So that
also is a show don't tell, and not only one, but usually, | like to create three of them as well like, "Why did
we choose a strategy versus the other?" That, for example, is a very good way for our product leaders to
get to one strategy that their CXOs align with and something that they can essentially tell the entire
product and other teams, "This is what we're going to follow."

AR ERIE:

EE—TRASERENME, M “—IRERR" , REAMZAEKIF (growth loops). FBRZER
BRkE, MERATNENRBEBE—TIHR L. “6F, THRKXE, ZNATAZRNXERAF? KB
EMEEZD? BELASHENT—MEBEHFRER? BMTNELIIRXERFERIR? HMNTEZZITY
15? EMLEARRNIIAFTLOAT? 7 XWE—M “BAt(1E” . BEHEERCQE=THRAE, tba: “Aft
ARNNERZNRBEMARHZ—N? 7 fli, XEFmASEEMRIIRAFE, LS CXO REF—3K,
HEFRBIMEME: “XMER(NNEEENS R

[00:38:09] Lenny (Sponsor Break - Wix Studio)
English:

This episode is brought to you by Wix Studio. Your agency has just landed a dream client, and you already
have big ideas for the website, but do you have the tools to bring your ambitious vision to life? Let me tell
you about Wix Studio, the new platform that lets agencies deliver exceptional client sites with maximum
efficiency. How? First, let's talk about advanced design capabilities. With Wix Studio, you can build unique
layouts with a revolutionary grid experience and watch as elements scale proportionally by default. No-
code animations add sparks of delight while adding custom CSS gives total design control. Bring



ambitious client projects to life with any industry with a fully integrated suite of business solutions from
e-commerce to events, bookings, and more, and extend the capabilities even further with hundreds of
APIs and integrations. You know what else? The workflows just make sense. There's the built-in Al tools,
the on-Canvas collaborating, a centralized workspace, the reuse of assets across sites, the seamless client
handover, and that's not all. Find out more at wix.com/studio.

FROCERIR:

ZHATI B A Wix Studio 2B, fRIRIEABINIET T —MEBRER, (MUMNLELE T HAANME, BIRES
EIERBX—EOEETAME? itFHEFNE Wix Studio, XPMHTAEEILRIBATUSRSRER SN
B MG, WAISEI? EERAeHANILITEE . BT Wix Studio, {RET LRI E &AM AL EIRFR
B, HMRTRMARINRILGI4GER. TRBHMERRTIZRS, MEENX CSS MIRME T T2tz @
MEBFRESIESN. MTELEERNISHERAR, AEATLHNBEOMBENES, FEIHEA API A
EE—FT B, BEMA? TERIEFERE, AEAI TR, BfmiME. EPIEX. BitRE~EH.
TEEFPER, mALETFIL. 3418 wix.com/studio T fi#E %,

[00:39:14] Lenny
English:

What kind of impact have you seen from implementing something like this, or is there an example of
something that came out of this that was a big unlock? Again, it's probably a lot of work for someone to
put together a whole board, keep it updated, screenshots, marketing, funnels of where people are
coming from. What sort of impact do you see from doing this either on growth or people, what people
think?

FROCERIR:

KX M ARMER T HAFNE? REGLETAFFRAXHERT —PNEANREK? £5, EHEN
BRpEEER. REFEEHN. BF. oMEHRINAPKER, TFEFERK. RINAXFMIE K. WHE
R IB A KBV R fHARmm?

[00:39:34] Anuj Rathi
English:

I think the largest impact that happens here is on alignment, so how CXOs are thinking if that is not very
clear, and that can be a document, and so on, and so forth. But for a lot of people, it's not very clear on... |
can see one part of the funnel. | can understand... The marketing team can understand the best why we
are acquiring those users, but they don't fully see the picture of, "If | attract this kind of users, why will
these users become loyal, and what does that entire thing look like or, say, some other team which is
building a part of the product? Where do | come in and so on?" So | think the largest impact that the show
don't tell has is on, basically, getting the entire company together on the same page and them being able
to understand why I'm doing, and which part of the entire picture | am working on, and why others are
working on so that | can actually work with them to solve that part. That's one.

FROCERIR:

BIANRANEMET T (alignment) . IR CXO WAEREM, BATUGMIAY, BHRZ AR,
1T REREREIRII—88 0. EWREANKBERNTABRREXERR,, Bf(]F—ErEI2HR: “WUR
HRSITRXERAF, MNAFTASEERN? BIIERTAR? " HEBRMATTRE N2 RS
HEXEHRAAARB? 7 I, “EBafti]E RANEMIBILEQENEMRIIR, itBEERATAX
aflf, HARERPOW—ED, URIIAEBAA, XERAESHIIMERRER. XE2E—Ro



[00:40:30] Anuj Rathi
English:

The other thing that it helps, Lenny, is it also helps in choosing directions, like | said, because we are not
doing one, but three of them. I'm choosing one alternative versus the other, and sometimes these
strategic discussions, they can get going all sorts of different ways, and maybe you will talk about one
particular unique point and go deeper rather than look at the entire picture together and say, "This is
good because of all of these five points that we presented in page one versus the other one."

FRCERIR:

Lenny, EXBEBTFEFESM. EMZHFIRE, RARINAZRM—1AR, ME=Z. RENLAFRNERS
£, BNHBRIVIERHER, ARAESME—TRRE, MAREER. BTXIMIA, RAILM: “BF%
—RTHXAENR, XNAREZ T

[00:41:01] Lenny
English:

| think the other benefit, just one of the benefits of working backwards in Amazon's whole written-down
memo approach is it forces you to crystallize ideas and not stay superficial because there's so many good
ideas in theory. But then, when you have to get really concrete, that's actually a terrible idea. Basically,
it's the same benefit in a lot of ways of get very concrete. What are you actually going to do? That will help
you identify, "Okay. This isn't going to work. What are we even thinking?" So | like that. Awesome. Okay.
Another framework that you have is something that you call the four BB framework for product strategy.

Can you talk about what that's all about?
FZERiE:

FANT B PEESRANERTEEZNS — MR, EBEMREREZREKL, MARFEERE.
R FAERSEER, BYUMRENERFIFEAEN, MEAMPELENEER. BF L, XERSHFEHE
BFERAMK, MERITEEAM? XIFMAFL: B, XTHAE, HNAREEFTA? 7 RERX—
o KT, 8, IREBSZ—MER, Mm=RIEE “4 BBHER" . REHIHIARR EAMEN?

[00:41:36] Anuj Rathi
English:

We essentially saw that if a startup actually usually wants to do a bunch of things across the border,
there's always like, "Hey, | should be investing in tech debt or building core platforms. That would really
help my product in the long term. That's super important," and that's my engineering managers and
largely, people asking for that bandwidth. Then, there is the product manager themselves who's basically
saying, "I want to do feature enhancement, bug fixes, my version twos, a few areas, experiments, and so
on, and so forth." That's a regular product backlog that would work on screen by screen, and there's this
leadership which will say, "You know what? Now, we have a suite of products. Now, | want to take a large
delta bit that may work. It may not work, but we need to make sure that it works, but | need work across
teams, and it's not only one person that needs to do it. | need contribution from four or five of you that
come together and deliver that," or there are places where a company is just reimagining their identity, or
they're pivoting which is like, "All right. We were doing X. Now, we are doing X plus Y. That's how we want
to be known," or, "We were doing X. Now, we want to do very little of X because current consumers, okay,
we will take care of them, but now we want to pivot into Y."



AR ERIE:

BIEI, VEAEEERHREEMHNERS. S2BAR: B, BNEZRARAGIHEZOTE, X
MmN KBALRIEEERY, XBLAEE,” XBEELRELENABIRAARERNEE. ARTmEE
=t “HAEABONEEESR. 28 Bug. K 2.0 A, H—EXEFEF.” XREMNTmREES. BEAT
R RE, BNAEE—RIFET, FHRH—IARHZA (deltabit), EFRIBERINEATRERIL, B
NEZHRREH. XFRBERADE, F2—TAETHAYN, FE2HRMNUENAHKRES " HEBFLERFIE
TEEBmMEE MR, b “FNEIME X, REBREXY, XRBANNBERILINA" HE “BIER
DXBRN, BKmkE Yo"

[00:42:55] Anuj Rathi
English:

So it usually is in four of these buckets, and what really happens is it gets down to product managers
eventually prioritizing between these four. So | don't think it's a tactical prioritization product manager
call. It really is a product strategy call, and the conversation that needs to happen is between, say, the
head of product and the CEO or even the leadership. If | gave you a hundred focus points, how much will
you put in each of these buckets, and what are those four buckets? Those are the four BB buckets, so
what are the ones? We call them... First BB is Brilliant Basics. The reason why we call it BB, Brilliant Basic,
you need to brand... You cannot brand it as tech debt, so it feels like very off because these are brilliant,
these are important. That's what the company's built on, and the company needs to invest in that. So
that's one.

FROCERIR:

FRAGBEZAXED “H° , REEFEMTREEEXNE ZEMR AR T, RTIANXZ2—TEHAMER
RARRER, ERMFLER— DT mEBORER, XMWNEN ZAEZEmATAN CEO EEMTREZE, NRK
L8R 100 MRER, MBS MRENESL? KW MELE “4BB” . $—1 BB = Brilliant Basics (st
i) o ZARUIRXNRF, ERAMAEIEELLE “RARGR" BIRE, BIFERRER XEEFEN, BEE
B9, BABILEZAE, ARBIRE. XEFE

[00:43:46] Anuj Rathi
English:

The second one is Bread and Butter. So that's your backlogs. If the product managers had no big ideas,
and they just were left on their own, what would they come up with in terms of just improving that line of
business that they're given? Then, there are Big Bets. Now, that's where your larger ideas that have come
together, but how many big bets should we take, or is this big bet even a big one? That's where you're
working backwards or PR FAQs start becoming even more important because those are the kind of bets
that cannot be taken without everybody basically signing up, working backwards, and saying, "We will all
make this successful."

FRSCERIF:

% -1 2 Bread and Butter (£it/E#MS) . XMIMHINEES. WRT=RIZIPEEAEE, IRkt
NMEC%E, MiIaBHAARSHMIIARIBRILEEL? £=12 BigBets (KMF) . XEHMLEEE
—EBHAEE, BRINETZOMAMEE? XMETEMBAID? X ¥E@E T A5 PR/FAQ MTBLNE
B, AAXEBTIEERE A AARIER, ERESHEAE: “BITBHELLERIN.”



[00:44:26] Anuj Rathi
English:

Breaking Bad essentially is a different world altogether. That's where you want to redefine your company.
For example, in Swiggy, if we were doing food delivery, now we want to do grocery delivery as well. It's
like these are two companies working together, or from a food delivery company, we wanted to become a
convenience company. So that's almost breaking bad. Again, like | said, we got cheesy, but the good thing
that happens is now what you can do is, along with your leadership, take stock, and the head of product
essentially can say, "You know what? In the next year, | can invest a lot less on my brilliant basics, and we
should as a company focus a lot on this breaking back because that is existential." But then, we should
not look back and say, "Why were tech systems a little bit broken this time? We had a little bit more down

times."
AR ENIE:

Breaking Bad (£ EIM/MBEHEIHN) F*RLES— MR, XRMBEREXABNNE, FlWNE
Swiggy, SNIRIZATARIMINSE, MALBMEEEE, XMERRATEDF. HEM—RIEQTER—RK
EFARS 2B, XFiE “Breaking Bad” . RARFARMERK, EBHFAR, WAEMAUNARE—EER,
unJ\m}\_JL,(lFE. “BAERALURLDYN HHEEM RN, ERRANZEITXY BMEMEN ljﬂl_
KPLEFREFT,” BRI, HAFELRKIEE: “NHAXREAZRLEE R HRE? FHREZERT? 7

[00:45:17] Anuj Rathi
English:

You can basically blow it out and almost showcase what to expect. For example, if we are just working on
a whole bunch of bread and butters, so you'll start seeing a lot fewer bugs, customers will be a little
happier. You worked a lot more... drill in basics. Tech systems are nice, but you didn't create any
differentiators. Well, none of your bets went out, and your competitors are catching up. So does that
sound like a better future? These are hard questions, and these privatization questions... | don't think of
product management questions so much as product strategy questions, but in a lot of cases, executors
don't know what they're trading off against.

AR ERIE:

fREZR LR LB, BRIHANESR, fid0, MRFNIM—E “EMWS" , MBI BugZLT, ¥
FEFLT. MRS “ZHEM" , KRRARKZRE, BRKEEIEEAERNK. RE “KEE" — P
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[00:45:53] Anuj Rathi
English:

So if you are able to create the conversation around which buckets do we want to put in and create three
alternatives... | have tried to do that a bunch of times. Let's look at strategy A, and we see how to be
divergent. Suppose we were putting a lot fewer focus points in brilliant basics and a lot more on, for
example, big bets, then there will be a risk that they will be like, "We won't have any experiments or very
less experiments. Bugs will stay bugs, but we will get a shot at changing the game." Is that a future that
sounds better or something else which is like because you're pained also by a lot of bugs and constant
down times, which is more secure, but we won't build something amazing, so which sounds better?
Because you are able to drive that, now the clarity to the product managers is way clearer in terms of



what will they do. Also, they would know that if they have been signed up for a big bet, then they will
need to contribute to the PR FAQ. They will need to contribute to the actual working on that irrespective
of what their product was, but now they're part of something bigger.

AR ERIE:

FRUL, SNRREEELE “HMNBEZFKEWPNME" BRANE, HEE=1TBNAHHR - HHAIRZRX. BER
BE A, FATGEIARE. RISHRIFE “SHEM" ERARD, ME “AWE ERARZE, BaAKKRE: &K
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[00:47:03] Lenny
English:

Awesome. | love it. So just to summarize so people can have just a very short definition of this framework.
Brilliant Basics is essentially tech debt and things that you just have to do like hygiene almost. Bread and
Butter is essentially optimizing the product, existing product. Big Bets are big bets, and Breaking Bad are

just future big rocket like moon shots just transform the way the business works?
R EIE:

AET, HERXD. S24—T, LARNXMERENEREMWEX: Brilliant Basics (FEEM) &HELRE
RAGMGREIR—HFHNIMAIE; Bread and Butter (EXWL33) AR ERMHIEF~SH; BigBets (KX
WE) MEEANZI; Breaking Bad (FIEMEEIH) NZEREKH “BEAMHK , EERZUSZEELR.

[00:47:29] Anuj Rathi
English:

That's right.

FRCERIE:

o

[00:47:30] Lenny
English:

| love it. It's also interesting. Another thread that comes up again and again in your advice is exploring all
the options before committing to one like you always... | think it sounds like you always try to
recommend three. | guess let me say what | always find is important there is | think it's important for the
product manager to recommend one along with that. It's not just like, "Here's three. You tell me which
one you do." It's like, "Here's three. Here's my recommendation why." Is that your advice too, or do you
see something-

AR ERIE:

BREWXT, REBHNE, MHENPRELIN— I EREEREHRIREMBED, MEXRFEE=RE
HE=T. HBR, RRUREBN—RE, FeIFETELH=METNEN, SIHEFEFR—T. TEIZ



WA, RER , MEER “XA=1, RNENEXT, BRNT . XU2FEINE?

[00:47:53] Anuj Rathi
English:

100%, 100%. So when you have explored the three, you essentially have done the work one like, "I have
covered all bases and also crystallized them into a concrete option. Now, I'm choosing one on the
company's behalf on the basis of whatever | know about the market, about the company, about our
strategy, and about how we will make it successful." Now, if | miss something, it's also a time where you
can actually work with leadership and other product managers to essentially get that knowledge
complete, or if you're 80% right, you can actually use elements of strategy two and strategy three to bring
into one. So that's always the way that your thing that... one very concrete option, but because you have
these other tools so that you're not missing and bringing it together. But ultimately, you're the one who is
going to champion this, and that's where the other leadership element of Amazon comes in which is
disagree and commit. But once we have aligned on this one, we'll all commit to launching this, and then

the leadership should not go back and forth on that part.
FRERIE:

100% IEffie HFRET=NAR, BERLERTE L IE: “RELBESTAHEEM, HEENARELA
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[00:48:59] Lenny
English:

Awesome. | want to go in a completely different direction. It feels like you have a lot of contrarian
opinions about how to build product, and how to build teams, and build companies, and things like that,
so | just want to start broad. What are some things you have contrarian opinions about, things you believe
that a lot of other people maybe don't believe or seek differently?

AR ERIE:

XIET . BRI T2FRNAE, BREFRMNEEESR. FERMATREREZRER (contrarian) BIMS.
BRI (REMERERNIR? WREREMEEERZATBENEEZFRNER?

[00:49:19] Anuj Rathi
English:

So one, for example, excellence and speed. There's always a question around that. "Hey, would you
rather ship faster, or would you rather ship better?" In my opinion, when you have to make a choice, think
more and ship better. Most experiments should be thought experiments. They should not even be tried
out because they're obviously going to fail which is contrary to, "Let's try it out, and then let's see." | think
that wastes a lot of company time. If you had smart people who could do metathinking, a lot of
experiments would just not even be like... It's not a rule, but it's a preference. | think speed and excellence



are two different axes. Ideally, you should be better at both, but if you had to choose one, choose
excellence.

AR ERIE:

tban, XFE#@ (excellence) 5iEE (speed) . BEAR: “MTREAHEER, ERAHEEF? ” &
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[00:50:04] Anuj Rathi
English:

There's another contrarian opinion which is... | think most product managers, and again, I'm probably
talking a little bit of the kind of people that | work with and have interacted with in product. Most product
managers should not even be product managers. They should think a little bit more around whether this
is actually the right field for them because | think a lot of people from other areas have entered the field
without fully realizing what it takes. So there is definitely a way in which you can coach yourself, and then
work your way upwards of that one, but it can make you quite miserable if it's not right for you.

AR ERIE:

S—TMREEHVRZ - BANAKRSETRFZEBEEERNZMT mEIE, BRENERREMIN LA A1)
NizZEBXEEENEESMIINTE, HARKFREZREAEMMIANAZAZINMTILN, FeETER
IREIXFEMN 4. S, RALLEIBRIIGAEREA, BMRXTRUREGIR, ERILREERSE.

[00:50:49] Lenny
English:

Is there something folks should look for there that will tell them you probably shouldn't be a product
manager? Either motivation, or skill set, or background, or anything?

FRSCERIF:
BREAATRESIFAN] “URAGERERMITRAE" ? B, BHEEE. E2XEMNATA?

[00:50:55] Anuj Rathi
English:

No. | don't think about particular domains that you come from. | have, again, a simple framework of
three. | think the first thing is essentially raw sharps, and that can manifest itself into problem
identification and problem solving. That's one, and also, higher-order thinking and all of that. I think that
is super important. The second one is what | call drive or grit. | think with that comes a whole bunch of
qualities around curiosity, learnability, never giving up, consumer-backward thinking, "I really want to
solve this," and all of that that comes with that. Third, which is a little difference, we talked about that, is
influence. You're in the business of influence, and if you can see yourself that, "I'm built this way," or, "I
want to really get better at these," that's when | think this field is going to serve you well.

FRCERIR:



T, BABEMKREBNMEETEH. REBE—TEEN “ZRER . F—EFEEESE (raw sharps) , &
WMAIRA R A AR RBRBEES], UREMBYE, TIAAXRAEE, F_ERFMAAENIHEME (drive or
grit) o FEZMRNBIFEO. FIBND. XFEF. WHEEBRFONERBLE, UKk “REMNREBIX
B BRD. BZREERE, MERINKINFMA (influence) . MMENZEMONER, WRIRE
FEHC “REML” HE “BENREBEXEAEER , BAXMURZRESGR.

[00:51:45] Lenny

English:

| love that everything is three. How handy.
FRCEIE:

BRERRFIENAAEEHE=R, EAE,

[00:51:48] Anuj Rathi

English:

Only the BBs are four. | wish | could compress them three.
R EE:

2% BBERZEMEY, RUFEHEIECERER=1"

[00:51:51] Lenny
English:

Yeah. There's too many things to do there. Essentially, these are maybe your perspective on the most
important PM skills. A good way to think about it. Influence, grit, and just being smart.

AR ERIE:
=20, BMNEBAZ T, SFRLE, XETRERIMANREEM PMEE: M. MR,

[00:52:02] Anuj Rathi
English:
Mm-hmm.

FRCERIR:

1=

[ Ye)

[00:52:03] Lenny
English:

| think what you said here is not like you have to be amazing at these to get into product and do well. It's

you need to be excited about getting better at these skills.

AR ERIE:



BRFIRRNE R ARG IEX L5 H HEIRZEA REHNT mIUVAH LT, MEBIRFEN “RAXLEREE"
RREHET,

@c

[00:52:10] Anuj Rathi
English:

Yes. That's right.

R EE:

Y, &

[00:52:12] Lenny
English:

Awesome.

FRCEIE:

XHET

[00:52:12] Anuj Rathi
English:

Well, | think it's not as if that everybody is born with a lot of influence. Of course, you can get better at it,
but it's a prospect of that, "Hey, | will need to be influential to succeed at this job." That should excite you
and not scare you away. You should not think like, "Hey, you know what? | can get away from this and still
be very successful product manager," because most likely, you will not.

FRZERIE:

HAZBSPAXREMBREBIIZMA, SAMAILUEBEASTR, EXBETIMEIR: 18, ATEXHT
PERRRL), TR ELIN” XN ZILRHE, MABEMITE, RANMZER: 18, ZIUEFX—R,
MAM— BRI F=REIE" , RARAKERIRHEARE,

[00:52:34] Lenny
English:

Maybe spending a little more time here. So, smart, you're probably not going to be able to do a lot about.
In terms of grit or influence, is there anything you can share about what you've seen most helps people
develop at these skills other than just doing the job for a while, and then starting to get better at this?

FRZERIE:

WIFAIUERESHRE. XF “BREA” , AJRERDENRZE RS, B PN =X “®WH” FE, BFRTI
F—REGIEBAMBZRIN, MERBEAIARREMMEI A HRAXERRRE?

[00:52:49] Anuj Rathi
English:



Yeah. | think even smartness, | think 80% of that smartness, | think, is something that's very achievable.
You don't need to be outstanding on that. Domain knowledge, for example, is something just like... An
average smart person with no domain knowledge versus you armed with a lot of knowledge around
domain and so on can already take you there, but you can take better decisions. | think first one is more
about decision-making, problem identification, problem solving, and all of that. So | think that really can
be developed at least to a level where you are very effective. Drive, | think, is probably the hardest to
coach, probably the hardest. I've not seen people with less drive actually eventually turning out with a lot
of drive, et cetera, but they can be inspired. | think you need to be a person who can think about it that
way, but the third one, influences, | think, there's no negotiation there. You need to really think that, "I
have to be good at this one."

FRCERIR:
BRUFEER “IKB” , Hih 80% LE A LUAEIR, (RAFTEXRMRE, HIaMHIR (domain
knowledge) ——MN&BTHFIRBEBIZRAAN, MEE—PHET KEMWHFRIRNIR, MELMHT, BAX

REEMEEFRIRER, HIUNFE—REZXFREK. RFEEMARE, XEZAUIEFEIFESMAIKT
M, 3EENA (Drive) FIREEHRMHRN, RELNIRHHREMARELEFSHN+HE, BHITURER. E
FE=ZREMA, FUNAXZLHEN, MUASTFES: “HATHBRID.”

[00:53:46] Anuj Rathi
English:

There's another framework that, Lenny, | wanted to talk about. When | look at product leadership in
general and how do you think about different people and so on. When is it a product manager problem,
or your problem, or a company problem? There are only three reasons, again, why things do not happen
the way you want them to happen as a leader. You can look at a person, and you would say either that
person can't do, which is a capability issue, or they won't do, which is a motivation or an alignment issue,
or they were not set up to do, which is really your problem that you didn't set up the ways of working now
design properly, or we are okay as such and such, and so on, and so forth.

FRCERIR:

Lenny, FIFEMEIS—MER, HHBEAT~mASHURNEITENREHIALN, KEE: XBRE—N=mE
ERE, SREVRE, TR ABNEE? (FAMTE, FHELETHAR, AFERE=1TRE. AE—"
A fRE: BAZBIA “FEEl” (can'tdo) , XZEaeHinE; BaZM] “FREM (won'tdo) , X
REINHITFIER; BARM] “GWREHIFEM” (notsetup todo) , XEMNZRMNEBA —IREHIZIT
IR

[00:54:26] Anuj Rathi
English:

So, as a leader, it's almost the opposite of what we talked about, great influence and raw sharps. Do you
have the right people in terms of capability? If not, is the right answer for us to coach them or to really put
them... or mentor them and so on, or move them to some other place because maybe their capability is
suited elsewhere? If they won't do, why won't they? Are they not aligned to you? Do they not agree with
your vision? Do they not just have enough time? So on and so forth. So you need to really go deeper
there. Why won't they do?

FRCERIR:



FRUMEAGTE, XLFR2ENNAKER (FmA. M. 82 NkE. EENAE, MESHEGTENA
%? MNRKE, ERBNERZHSMN]. 5SMA0), TRIEMTEAZIEMEESHENMG? MRMIIFRE
, AtA? BEHA—H? PARRR? EEMEFRE? (REERANER: filnttaREM?

[00:55:05] Anuj Rathi
English:

There are different answers for that, but if it's a setup issue, and at least I've realized that apart from what
product managers can do, almost 70%, 80% of problems why things don't happen are a setup issue.
Product leaders or other leaders have not thought through what OKRs are doing to my company, not
really fully thought through around org design. If you've read the book called TEEN Topologies, that's one
interesting book which starts with Conway's law and essentially saying, "Show me an engineering
architecture, and | will actually tell you what the org design of this company is," but that also manifests
itself in products that you can basically look at a product. In most cases, you will be able to say what was
org design that led to this kind of product.

AR ERIE:

XLERBEARARNER, BORZE “RENLZE” R, RRRIRTERELENARBMOZN, LFE
70%-80% KR @EBHEIRE L. mRMSEFIHMASE SEREE OKRWATRERENA, ZERDEE

A%t SNRIRELT (FRAFEFM) (Team Topologies) XA, EMEEER (Conway's law) FFih, 7Sk
J:IEﬁ?.. “CEREIREEN, BMESFRXRATWALGITKAARE,” IUEANE~RLE, KZHER
T, fRBEE—1Fm, MEEHETH M AENALIZITEH T XEFEN~ M.

[00:55:51] Lenny
English:

I have heard that book mentioned a couple of times recently. | got to check it out just to the three you just

shared, which is another three. | love it. Can do, won't do. What was the third one again, didn't do?
FhaCERIR:

KR ARIFILAXAER, REBEEE. MNADENXE= , REW, #ef (Cando) . FEM
(Won'tdo) , E=12t4¥E? & (Didn'tdo) ?

[00:56:01] Anuj Rathi

English:

Not set up to do.

RS ERF:

BRLHIIFEM (Not setup todo) o

[00:56:03] Lenny
English:

Not set up to do. That one is long. That's a long one. | think what's cool about these are they're essentially
ways to measure performance. Maybe if you're a product manager, like performance reviews, it's like,



"Did you have the skills to do this? Did you have the motivation to do this, or is it something not set up for

you?" You weren't set up for success, basically?
R EIE:

BBEZHIFEM. ITERK. HREXERENMAET, ENFRLERGESHNTGE. NRIFRETmE
B, ESROHENAILIE: “REMXAEREED? (REMAE? ERIRIFRENIRESF? * B EmE
RERBERTEERNIEE o

[00:56:20] Anuj Rathi
English:
Mm-hmm.

AR ERIE:

3]

[ Ye)

[00:56:21] Lenny
English:

Okay. Let's go to Al corner, something I'm trying to do with every guest. Is there anything you've learned
about working with Al that you think might be helpful to listeners?

FRCERIR:

9%, FAEN “AIAE" , IRFBEZHEANBUREBMEOINT. XT5 AE, FRERT HFARIAFIFR
BEPRAD?

[00:56:31] Anuj Rathi
English:

Yeah. | think a couple of things. | think working with Al, many, many teams and companies get too excited
about Al, and the possibilities, and so on, and it's almost like a solution ready to find a problem within
their companies, which also is fine because now you're thinking about possibilities on what this
particular technology can do for my company. So it's a good way to start, but many people don't actually
use it in the best way possible and force fit it. Instead of that, you can think about, "How do | get Al to
work with HI?" Again, it's connecting back with... and this is something that Swiggy CEO, Sriharsha,
invented this term called HI just to make sure that everybody understands.

FRSCERIE:
BlE, BINAES Al th e, RZEIAFIAT N Al REFTREME FNME, XLFETHT —F “SEEFIRET
F HBER—HERASREELATEKIHE, XMEXHR, RANREEEXTRARENATMAIA, BNF

BB, BREZAHEEURESNFERE, MERITER. Bk, FEZEE: “HOMALLEA S HIHE? 7
XX ER[EIFT —Swiggy A9 CEO Sriharsha XB37T HI XME, MENTIiLAKER.

[00:57:13] Anuj Rathi

English:



Artificial intelligence is important as much as human intelligence. If you're not humanly intelligent, you're
not going to be artificially intelligent or Al really help your company a lot. So, literally, any product that
you're building, even when it is technologically quite interesting, and exciting, and so on, it needs to be
balanced out and work together along with a great UX, along with behavioral science. The combination of
those two will actually make sure that you're getting the best outcome of that, unless you are building
something which is completely backed and with no human interventions. We're talking about consumer
products largely.

AR ERIE:

AEE (Humanintelligence, HI) SATERRAFER, NRIFRASTBIER (RZALEME), ATEHE
WERTIMNREXRZ. FELE, (FERHEMA~Mm, BIERALIFEEGE. SAXE, BFEESMFHH UX
(BAELE) MITHRFETEHDRIE. REMEERNEREERET. TEAITINARA, SUHE
WA ST BERRIARRESER. RITXEXTETEHNEERE™ Mo

[00:57:51] Lenny
English:

You've helped build some of the most successful marketplaces in India and in the world. I'm curious just
what may be a lesson or two about building a successful marketplace?

AR ERIE:

RBEENIE T ENET ELKEMIIN—EXAHE (marketplaces) . FHREHIE, XFHZEMINAINA S
7, REAZRRKEE)IEI U E?

[00:58:02] Anuj Rathi
English:

One thing that | would definitely want to talk about is when you're thinking marketplaces, it's not as a
one plus one equals two, it multiplies. We're thinking about three-way marketplaces. You almost not
need to think like it's a two-dimensional plane going into three-dimension. It becomes that amount of
complexity, and your regular product management and leadership principles start failing. So a bunch of
usual suspects will not work. Let me give an example. OKRs will not work. Why not? So, fundamentally,
OKRs are a way to think about objectives and key results, but the fundamental assumption here is that it
is solving for a kind of user, and that kind of user, you can divide and conquer. Of course, there will be a
little bit of tussle between different teams, but you can get them to work with each other. But if it is
working for three different kinds of users, then all the goals will all the time be in conflict with each other.

AR ERIE:

B—EERN—RZ: SMRBZWaHHN, EXRE 1+1=2, MEFRERL. RIZENE=ATT (EE
E. BF. BT). MBIIBERREMN_LTEHEN=HTE, SEFES/LAEHIEK, MEAN~REEN
JSNRNEFIERY. REBEANFEHFIER. EMIF: OKRITRE, NtA? MBAELE, OKRZEX
TFEMMMXBERY, EENEARRERMFENR-LAFPBREE, (RAIUSTEZ. BATREEZE
B1R, BrILihfE. BMRSR=XFENAF, FENERINZIATHRZH,

[00:59:00] Anuj Rathi

English:



What are examples of the three users? There's like the delivery person, the restaurant-
FRZERIE:

X=ZXKAFEWLE? thNftiER. 87—

[00:59:04] Anuj Rathi
English:

The end user. So if you have... I'll give you an example of. On the consumer side, we need to collect more
delivery fee. What does that really mean for those other two? On the restaurant side, hey, we need to get
more commissions because profitability is a goal. On the delivery partner side, it means pay them less or
optimize a little bit more. But once you start moving one lever, those two are already stretched towards
the other directions. They're not independent levers in the first place, and the way to even model them
out... How will it work? What if we choose X versus what... Ys will change. Y on Z. Z will change. It's almost

impossible to do that.
FRCERIE:

EEKEAA. BREMIF: TERER, RIIFTBERNESRERE, INBIRAERENFTA? TETH,
1%, HNFBEZME, AABANZETN. EHFK, XEREMIGMHIEIEBHE-TRUEER, E—BER
RE—MIFT, BIMNRTUEWREREARE EIRERZMIINITIT BEERERIRE: MRFK(TE
X YRE, YET ZHR%T, X/LFEREETRmRIES.

[00:59:43] Anuj Rathi
English:

So I've seen OKRs fail multiple times when you're running this kind of a marketplace. Big bets work much
better. That's when you say, "Hey, we want to take this bit," but it's all going to be... It's all going to come
together as... If we pull this lever, then something else will change. So here's the entire story of, "Let's go
make this profitable by making delivery fee higher, but maybe not touching earnings per hour, or maybe
not touching restaurant commissions." Things like that. So I've at least found that's a better way to

choose strategically which direction we have to go.
R EIE:

FRIAZRILE OKR EXFHIRA R ZREM, “KMEEE" (Bigbets) MREHF TS, XHREH: IR, &
MNEZHAXNEER" , BEE—1TEBF. NREMNXMIF, HARBAHEEE. MUBITHRER: “LRiE
SRSEEERLIEF], ErRJEFMEBFONG, HEFRDETHOME.” EHLE, RERMXELDZE
B 75 R B — M E LT 75 o

[01:00:18] Anuj Rathi
English:

The other thing is managing multiple empathies together that's not straightforward. So, again, Swiggy
being a real-time, hyper-local marketplace, and we discussed about that, right? As soon as the order
comes, what happens between when user does this and when delivery executor is doing something else,
and what are absolute different kind of scenarios that are going to be faced by the delivery executor? At
the same time, how will | really work with the user to manage their emotions? So you need to manage a
whole bunch of these things together, and product management here, you cannot have... The delivery



executive product manager only care about that side. They also need to be a champion on the consumer
side and vice versa.

AR ERIE:

F—HERRNEELEHE, XHAEE, BLU Swiggy A, ER—TENH. BAattkimiz. T
¥, APBRENBEFREZELET H4? BFaERMLETEFARNGR? RN, ZEZNASAFERUE
BMNEE? MBERNEEX—AHER, AXE, ARBFHRINTREEFTEIXOB—IiR, il
NEHBRERNEDE, RZTA

[01:01:03] Lenny
English:

Yeah. | find with marketplaces... Uber went through this, Lyft went through this where the supply often
just gets squeezed because they need to deliver for the customer. So drivers end up getting housed.
Airbnb hosts get pushed to do things they may not want to do. Imagine delivery people, same thing.

FRCERIR:

BH, RERMRATHEMEX MR Uber 26T, Lyft thEhmd, #Hiim (BH/ER) TESWETE,
NEEFENEFRERS. FMUBANRGERE, Arbnb BRWEMABMNE, BR—TERER, HE—
o

[01:01:18] Anuj Rathi
English:

Now that you mentioned Uber, for example, one of the things that companies which were running taxi
businesses. If you have just one limited pool of money, for example, and you want to get the marketplace
humming with respect to number of orders per day, how do you decide, "Should | incentivize my users,
for example, for the first ride, first 10 rides, and so on, or put zero money in there, but incentivize my
drivers?" You need to come here, so you have to think about liquidity also in very different ways, and
sometimes you need to pull the lever completely towards the other side. So the experiments also. A/B
experiments also don't work, and that's a very unique thing about marketplaces. | mean, not work the
way that you would expect them to work because there are network effects all over. So if you have to run
A/B experiments on your drivers side, if you put half drivers on A versus half on B, but there is a network
effect between the both of them.

FROCERIR:

BRPAMRIRE]Y Uber, Z40M0lF, SEHMAFISHNARNRIABERNED M, MIFRILHHEEEITREL
JEEKEER, RIZIIFENRE? BAMEAFBIET 10 R1718, BRTEFLAFk, BMAWEIEN? MOFLIEER
ENARXBERNE (liquidity) , BERRFERIETTFR2ERS —8, 1, ERBIEMLt. A/BIHER
AHHHRERFITAE, RERAEGMIAERAIEEFER, RN EMNEMN. WRIFESVIRS A/B N
i, —FENTEASE, —FEBA, BMIIZEFENEML,

[01:02:19] Lenny
English:

When you're trying to decide which side of the marketplace to focus on and prioritize, do you have any
lessons or rules of thumb of just focus on the customer and index towards their happiness versus the



supply versus, say, the delivery person?
FRZERIE:

HINRE MR EH I —IKE, (REMHAKEZENG? B EFEFAHHEDFHINERER, E2HET
MR, FbiNECIkss?

[01:02:32] Anuj Rathi
English:

There's one thing that | think marketplaces need to realize is that, A, you need to be operating in a stable
marketplace. So all sides need to be stable enough so that they're not going to go away. So | think that's a
starting point, and that's an important point because once we have established that, then after a stable
marketplace, then we say, "Which are the kind of customer that we are in the service for? Which are the
customer that we will really focus on?" For example, Amazon is very, very clearly a customer-centric
company. If they have to make a choice, they won't because they need to have a stable marketplace. So
sellers also are very... as important, but slightly more important than the customer.

FRCERIR:

HIAAWEHZFERIREN—RE: B, MEAE—TMRENTZPIZE. SHBOMEBRE, TR
Ko XEER, BREEN—R. —BERITREN, &IBE: “HIIZBAMEZTARSH? HNEEXZE
WEEF? 7 fli, TEREAR—KUFRAFONRE, MROAMERE, MINSRULE, RAtIFE

[01:03:10] Anuj Rathi
English:

For example, if you looked at, say, Taobao or in Alibaba, their way of thinking is their aim in life is to create
life-changing experience for 10 million Chinese sellers, and they will create a marketplace from the point
of view of sellers which can actually sell. Again, they will have the same consumer app, and a seller work,
and so on. They are in the service of sellers, so you really need to derive from the company's vision. |
think the way we had thought about it at Swiggy that we had to clarify in our values that the first value
is... Initially, it used to be customer comes first, but that was very confusing because everybody is a
customer. Even a restaurant is a selling customer and so on. We had to clarify that consumer comes first,
the end consumer which is actually eating food because we are a convenience company that delivers to
the end consumer, and when you're thinking about restaurants or delivery partners, we work with them
because we both are... When you're talking with the delivery partner, Swiggy and the delivery partner, we
both are in the service of the customer. So you'll build that app also from that perspective and even the
restaurant side also from that perspective that we both are together in the service of the end customer.

AR ERIE:

Bttm, MRTEAZHMEECE, MITNELEAINZE: AENBREN 1000 S HESEXREISHEEEFHIE
o MMNSMERNBEMZE—MEZHENTT. H2A, WIEEHEEE App. EMINENEHKIRSE. Fi
UIRENTEMNATNRERE L. 7 Swiggy, HMNBTENENFRE: F—FNEARIE “FFAF ,
EXRLARZE, BASPABRER. BTHURNEER. RiEXRBHA BRES— , BPNEIER
FANKEEEE, RARNR-—RALEERERBRENNRE. SRMNEERTHHEFR, HIISMHIIE
ERANBRANINSEHENHAERS . FAUMREMNZ N AEWEREF App MET IR, BIRMNHBERRNLIERS
FRRSS.



[01:04:25] Lenny
English:

| feel like you have probably a hundred more frameworks, and processes, and acronyms we can talk
about, but | know you got to go. Is there anything else you wanted to touch on, or is there anything else
you want to leave listeners with before we get to our very exciting lightning round?

FROCERIR:

RRESMAEEE—B MER. RAEMES I, ERMEMRFET . EENBAOABRRZEZH],
RIEB 284 78089, HEBBLITRETIES?

7

[01:04:38] Anuj Rathi
English:

Just last few words that | want to revise. Work backwards from an amazing future. So first thing is
creatively imagine a future, and then work backwards from that, and essentially, think what will make
that successful, and be paranoid about... that everything is going to go wrong. Hence, | need to just make
sure that it all comes together.

AR ERIE:

REEEHR/LAE A—TEFHRRFRERLF. BrSCISEMBR—1RK, AGMPiEHE, B4
LRELEMT). HEBRERER, RZE0—ESLE, RtBATHERFIETRTEHERE S,

[01:04:59] Lenny
English:

Only the paranoids survive. Great advice to leave people with. We've reached our very exciting lightning
round. I've got six questions for you. Are you ready?

FROCENIR:

‘RERIETERER . ZRELARNTFEN. HIMTENTHBAOHRBE. FENNEARERR, &
B T3?

[01:05:07] Anuj Rathi
English:

Yeah.

FRsCERF:

EEET .

[01:05:07] Lenny
English:
What are two or three books that you've recommended most to other people?

FRCERIR:



RENAEERSHR=EBEFA?

[01:05:12] Anuj Rathi
English:

One book is Working Backwards. We covered that. The other one that has shaped my beliefs a lot is called
How Brands Grow by a professor called Byron Sharp. There are two paths to it, How Brands Grow 1 and 2,
that's both very good. The other book which I really love is... and recently, Kunal Shah, who's the founder
of Cred, an Indian startup, suggested is The Luxury Strategy. The reason why | love that book is because it
gets into the depth of the human psychology behind hierarchies, and how lords, and kings, and those
kind of social hierarchies have shaped how people think about aspirational products and so on. So highly
recommend it.

FRCERIR:

—&Z (FERIEE) (Working Backwards) , HATIIE T, B—ARAMEIE T HNEZHHEZ Byron
Sharp BIZER (MmhEEBEK) (How Brands Grow) , & 112 fEp, #IEEF. EE—FEBEBSURHH,
EENEREIAE] Cred BIBIIEA Kunal Shah &iF#EEFR, M (EZMAEE)Y (The Luxury Strategy) . FEIRX
EBEZANERNRIT TELHFEEENWALLE, UKRAE. BEFHSFRNFMEST AMMIHRAFEE~R
(aspirational products) BI&%. R,

[01:05:52] Lenny

English:

What's a favorite recent movie or TV show that you've really enjoyed?
R EE:

OBt AFESRAER S EBATEE?

[01:05:57] Anuj Rathi
English:

| really like to do reruns of The Office. | was trying to think about this as, "What is a recent movie that |
watched?" I'm like, "No." | keep on going back to The Office and some other episode. Like today, | have a
lot of stories from Michael Scott.

AR ERIE:

HKIEEENER (DAZE) (The Office)s HMIXBRRIFETHABE, £RAIEE, RERERESE (WA
E) WE—5%, tbin$ X, FEFELE Michael Scott FIEEF

[01:06:13] Lenny

English:

Okay. The US one, not the British one, or do you watch both?
HRCERIE:

4, BEREIEZRRIRE? EEMEREE?



[01:06:16] Anuj Rathi

English:

No. | watch both, but the US one has a lot more seasons.
R B

PREPERE, BEMNFHRES,

[01:06:21] Lenny
English:

Do you have a favorite interview question that you like to ask candidates when you're interviewing
product-manager-specific?

FRCERIR:
T REEN, fERERSRIAREH?

[01:06:27] Anuj Rathi
English:

"Which are the products where you decide speed is more important versus which are the products where
you have to say excellence is what's important?" | think that gives me a good understanding of their
frameworks and why they're just saying what, and then we go back into concrete examples where they
chose one versus the other, and then take it from there.

FhSCERIE:

MEFRIMZREREETEE, PEFRIRBIREHEEE? 7 FIANXEEILIRIFH T (] BLHEE
&R, URMiIAftaxX4ait. ARENSANRIMITERRE P2 —NREZM, HLULE.

[01:06:46] Lenny

English:

Then, what do you look for In a good answer to that question?
FRCERIE:

Ba, —NFHNEIEMREEFA?

[01:06:49] Anuj Rathi
English:

I look for, essentially, their assessment of risk, their assessment of how important or how well have they
assessed the market and the competition or the competitive products in that market. If their answer is,
"Let's ship something, and we'll find out, and so on," that also gives me, basically, a point of view that
they really don't understand that this product, what they're talking about with the shipping speed, is not
really... The V part of the MVP is not viable or is not... | don't know. How do you call the MLP or whatever?



But it's not differentiated enough that it can be marketed. It is not worth enough where we can take it to
user. It's not going to work for a lazy win and selfish user, and maybe that's not the answer towards speed
versus excellence versus, for example, there's some products which are... There's a very clear competitive
differentiation that we can find. There was a clear market gap. | want to launch something even if it is
half-baked. No problem. | want to go, take it out, get user feedback, | trade, and so on. So understanding
of the market, A, but B, also understanding of the core orientation.

FROCERIR:

BREZRMNX KRG, UARMMNNHZINRFNFHNTHEZE. NMRMINHOEERE “CAHEE
B, XERBMMNARER: MFMRNEREEMALE™m, FJEEE MVP (&/N\ATHSMm) P8V
(FI171E) #AFE, EHRFBERNK, TEHITEH, TMESHLRAP, BRETHERLEME. EXR. 8
AR, MEL~m, MREFEHENTHZTENRFERN, BEEFAmBERLE, ERMRIEHIE
o FRLL, F—EXHIZRIEMRE, F_EXNZOSEEE,

[01:08:00] Lenny
English:

It comes back to your ongoing advice of being full-stack in a lot of ways, and in this case, being a full-stack
PM thinking about marketing, launch, and adoption, all those things. Next question, what is a favorite

product you've recently discovered that you really like?
R EIE:

XX[EETR—ERBEN “2% B BEA—1T2& PM, BEEEH. 2. XASMERT. TR
A RRIEAIT FAFEERTATm?

[01:08:15] Anuj Rathi
English:

The very recent product that | like is called RISE. It's a sleep track app because | am half insomniac, and
for the longest time, | was thinking about, "How can | track this? What am | doing, and how can | actually
get better at this?" So | really like the way that they actually help the end user. It's just been a week since
I've started using it, but recommend it.

AR ERIE:

B RERN— R0 RISE, TR— MERIBE App. FARELERE, KELKRHER: Rz
BEEIR? HAREMAA? RZMARE? > RESENIEHLRBANAR. RAET—H, BRK
=,

[01:08:42] Lenny

English:

Has that helped your sleep yet or too soon to say?
FREiE:

EE(RER T15? XERMEREXE?



[01:08:45] Anuj Rathi

English:

It's helped me track my sleep, so it's... Now, it's getting into the zone where it is actionable, but | like it.
R EE:

EEREER T HER, WEEHN “PIREITEH BME, RRERE.

[01:08:51] Lenny
English:

Okay, okay. We'll see.
HRCERIE:

gF, HBLUR

[01:08:52] Anuj Rathi
English:

We'll see.

FRCERIR:

=B U

[01:08:53] Lenny
English:

Do you have a favorite life motto that you often come back to, share with people, think about in either

work or life?
AR ENIE:
REZRETANERS, BRHRELEREEFPEEEERDZLFIAN?

[01:09:01] Anuj Rathi
English:

I would call it a life motto as much, but one of the things that | keep telling my people who work with me,
alongside me, and so on is, "Stop externalizing." That's one, which also means the more artistic way to
say that is you are the reason for your own misery. So that something that | keep using a lot more in a fun
way. But if things go wrong, if that leadership meeting didn't happen in that way, if my product bombed,
and so on, go back and let's ask ourselves what could we have done better, what | could have done better,
and so on. Of course, because I'm also a poker player, so in a way, | understand there is half luck involved
and half skill. But over a long period of time, if it's only luck and you're failing, and failing, and failing, you
have to go and look back at your skill. So, yeah. You are the reason for your own misery.

FRCERIR:



BAHEXERERE, BREEWHENANR: “FIEIMNANL (Stop externalizing)” RIHE X ZRIBLER
B “RARENECRENRRE.” REEAKMAXAE, MREFB/HTERE, NRASIVKIRTHIH
17, MRFRBET, BERERREEES: RIIAETUBIEEFD? RARUMISEFD? 42, REENME
MR, RPABHP—FEER, —FEEAR. BKERE, MRAF—EEXK, MRFEREES, &
AR BECHRA. PR, 28, “MMAREMRECSEENRE o

[01:09:50] Lenny
English:

| love that advice. Be very empowering, and be responsible. Final question. | was stalking your LinkedIn.
You host an event called The Secret Soiree, which is not that secret because you post about it, but I'm
curious, just what is that all about, and what got you to do these sorts of events?

FRCERIR:

BERXTMREI, FEFENERNTEE. BE—NEE: HB TR Linkedin, REDHT—M “BEBRS”
(The Secret Soiree) HYEE), BAMEMLELRT, FRUABAREXWE, RREMEMZXTFTHAH, B4
R IR MR HIETNRY?

[01:10:07] Anuj Rathi
English:

So we just started, me and an ex-colleague of mine, Shivangi. So we essentially wanted to meet cool
people around. So that's how it started. Interesting people without agenda who can come together and
discuss interesting stuff about entrepreneurship, about startups, about products, about connections, and
so on, and so forth. So it just started like that, and now we are onto many, many more interesting things
that we are bringing in terms of cohorts which will be team-based. So it could be around product
management, around marketing, around growth, and so on. We are strictly keeping it not-for-profit for at

least the next year, but long way to go.
FZERiE:

XEIHAMAIESE Shivangi IR, AR ERMNIARBEIRBAEENA. ZEREBN, BBHNARE—ET
Bl MeIAF. PR, AREE, XEFET. IERINEESREZEENEN, WEFERMINF
S (cohorts), MEFMEE. EH. BRKFME. ELERR—FR, RITEHFEFER, BER
o

[01:10:51] Lenny
English:

Amazing, and so for listeners, is this something they could join? Who should look into this? Who is this
for?

RS ERIE:
KET . MFIRARN, XESMITETUIIARNG? ENIZEEHXN? ERRNIEESH?

[01:10:57] Anuj Rathi

English:



Absolutely. At that time, probably, we'll not call it The Secret Soiree once we have probably expanded.
FRERIE:
SRR L FRHRITURY KT, AIgesi Al “MEZEBME" 7o

[01:11:02] Lenny
English:

No longer secret. Okay. Cool, and then | guess they just follow you on LinkedIn, right? That's how they can
keep up to date with these sorts of events. Okay. Cool.

FRCERIR:
FBWET. i, B HBARARIAETE LinkedIn EXEFRRITY , MNIE? BRE T BXEENRMNSHAH.

[01:11:11] Anuj Rathi

English:

Yes, on LinkedIn as well as on Twitter.
HRCEIE:

=M, LinkedIn #0 Twitter &B7I LA,

[01:11:12] Lenny
English:

Awesome. Anuj, we've gone through so many topics. We've talked about breaking bad and full-stack
product management, full-stack thinking, working backwards, bread and butter, rule of threes. | don't
know. So many things. Two final questions. Where can folks find you online if they want to reach out and
follow up on anything we've talked about, and how can listeners be useful to you?

FROCENIR:
KiETo Anuj, BT XAZIER: GEMCH. 2R~ mERE. 2RBE. ZaIEE BALS. =1

FENFEF, &RERNEE: MRAREEKAMRIEERZNIINRNE, ATUEMEREIIR? Uk, FRETUA
frig ittt A%58h?

[01:11:33] Anuj Rathi
English:

Yes. So I'm on Twitter, so on twitter.com/anujrathi, and LinkedIn, you can just search my name. I'm pretty
active on both of them. | do a bunch of... not podcasts all the time like you host, Lenny, but a bunch of
other events as well as talks, so. | keep on posting on Twitter. They can find me there.

AR ERIE:

FH9, FRTE Twitter (twitter.com/anujrathi) #1 Linkedin £, EiZFEHEMNBZFMIT. RERDTES LEEE
Ko BESMBZEDNIEH, BEATGMAXELETIFEE, He—HE Twitter LRI, KKELUEHRE
HREIF



[01:11:55] Lenny

English:

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

K#ETo Anuj, IEERSHREER.

[01:11:59] Anuj Rathi

English:

Thank you so much, Lenny, for hosting.
HRCERIE:

EE R Lenny BYEHF,

[01:12:01] Lenny

English:

It's my pleasure. Bye, everyone.
R EiE:

BHRE, AKBML.

[01:12:05] Lenny (Outro)
English:

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

AR ERIE:

EE R EHURT, MNREDRFAATEEMNE, BILUTE Apple Podcasts. Spotify SiEEIRBVIBE N AT
o b4, BEERABNMNITIPFIE TITFIL, XERAMEDEMARLAEIER., BaIMUE
lennyspodcast.com #EIFIEEHTTER THESZES. THTEL.



