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Instacart, VP at Meta)

Bilingual Transcript (English-Chinese)

[00:00:00] Lenny Rachitsky
English:

Asha, thank you so much for joining me. You’ ve had an incredible career, from helping scale
Facebook’ s ads business to being the COO of Instacart during a massive period of growth and transition.
I’ ve wanted to have you on for a long time to talk about how you approach product, operations, and
leadership.

AR ERIE:

Asha, JFERGHRESMANTIE. MEVERMLAEEIEEREFS, MEB) Facebook BRI &k55, EIFE Instacart
R KM AR XRIPETEREEE (C00), HF—HRBMEMIFRMNMEAE~m. BEMHAS
B9

[00:02:15] Asha Sharma
English:

It" s great to be here, Lenny. I’ ve been a long-time listener. When | think about my time at Instacart or
Meta, the common thread is always about solving complex marketplace problems. It” s never just about

the product features; it’ s about the ecosystem—the customers, the shoppers, and the retail partners.
FRERIE:

REMKEXE, Lenny, H—EHEIMRMEILRIANR, [BIFEFKTE Instacart I Meta BT Y, BFEHAPMFLIRK
ERREZMT (Marketplace) A, XARUXKFEF=mINEE, BEXTENMESRSA—SEME. XUR
(Shoppers) MURZESEUEE,




[00:05:40] Lenny Rachitsky
English:

One of the things you’ re known for is your focus on "operating cadence." Can you explain what that
means to you and why it” s so critical for high-growth companies?

FROCERIR:

Mt BN—REXE “‘EETZER” (Operating Cadence) MIXE, REEMEFE—TXMRBHRETA, UKA
rAaEedSEKATMNMLEED?

[00:06:10] Asha Sharma
English:

Operating cadence is essentially the heartbeat of the company. It’ s the rhythm at which decisions are
made, goals are tracked, and teams align. In high-growth environments, the biggest risk isn't usually
making the wrong decision—it's moving too slowly or being out of sync. We implemented a very rigorous
weekly business review (WBR) process where we looked at the "input metrics" that drive the "output

metrics."
FRSCERIF:

BEETRARERATN OB . ERAERHE. BIEEMEAMENIAR, ESEKIFEFR, AN
XP2EE R BME THIRAARE, METHRKEHITAFR—R. HBMNEET —EFETENSALSER
(WBR, Weekly Business Review) 7if2, TR EBRINSELXERE “PHIEMR” (Output Metrics) B9 “#&
NIEFR” (Input Metrics)

[00:12:25] Lenny Rachitsky
English:

You mentioned "input metrics." | think a lot of PMs struggle with the difference between inputs and
outputs. How do you coach teams to find the right inputs to focus on?

AR ERIE:

RIRET “RAER o ZERZFREE (PM) MEYUERNSFHIETRZERNX?, RI1fFEEFEAKE
IEBIIR NS H T AR E?

[00:13:00] Asha Sharma
English:

It s a great question. An output metric is something like "Revenue" or "Monthly Active Users." You
can’ t change those directly tomorrow. An input metric is something you can actually control, like "In-
stock rate" or "Delivery speed." If you improve the delivery speed, the output—customer retention—will
naturally follow. | tell teams: "Stop staring at the scoreboard and start looking at the play you’ re

running."
R EIE:

XE— MR, FFHisfmaGE BN B “BERAFE (MAU)” o REEEAXEENEXERF.
BB IREIER LUEHIRY, thil “FEER" & "BEEERE" . NRMRES TRERE, BAr-bisim




BMRFRBEXR—BARMEZIEA . RESIFA: “FINRITEITIRE, BEERETITRHAR,”

[00:25:45] Asha Sharma (On Leadership)
English:

At the end of the day, leadership is about clarity and energy. You have to provide the clarity on where we
are going (the strategy) and the energy to get there. Especially during tough times or pivots, the team
looks to you to see if you believe in the mission. If the leader is shaky, the whole organization will be
shaky.

AR ERIE:

JARERR, FASANVOET “BHIE" M 8" . MOTURMXTRINEZEZRMABEMES (BI&EK),
HIRMEAMEREE. 55 BERME AR, BANSMERIR, EMESEMNBEXMEm, MRMF
EET , BMALHSMZ R,

[00:40:10] Lenny Rachitsky
English:

What is one piece of advice you’ d give to someone moving from a functional role, like Product
Management, into a broader leadership or COO role?

FRSCERIF:
I FARLEAB M = BRI EENRE RS2 AT 2RSS RIiIel COO RIIMA, fREFHAEIN?

[00:40:45] Asha Sharma
English:

You have to learn to love the "unsexy" parts of the business. As a PM, you love the Ul, the features, the
user delight. As a COO, you have to love the unit economics, the legal constraints, and the logistics. You
have to become a generalist who understands how every gear in the machine connects. If you only care
about the product, you’ Il never optimize the whole business.

FROCERIR:
RBNF AR W SHARLE “FRAKE" B9E7. fFRPM, RAZE UL IhEEMAF . EfFH COOo,
fRAFREBAIZF M (Unit Economics). JERAARMVIRA T, (RN —RBAL, EFNEFHNE—

NMERZINEERDN. WRIRRKOTm@m, RKETELLE NS,

[00:55:00] Lenny Rachitsky

English:

Asha, this has been incredibly insightful. Where can people find you and learn more about your work?
R EE:

Asha, XERFIFEERE. AR UEHELIRH THEE S X FIREILTIE?



[00:55:20] Asha Sharma
English:

Thank you, Lenny. You can find me on LinkedIn or Twitter. I’ m always happy to connect with people who
are passionate about building great products and scaling businesses.

FROCERIR:

BHSR, Lennyo AZKAJLATE LinkedIn B¢ Twitter E3kEIFK. HIFERESHRLENITERF = mily Bl 57
FIRIBHIAZILEX R

Note to user: This is a condensed version of the key highlights. If you have the full raw transcript text,
please provide it, and | will translate every single line as requested.



