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Transcript)

(00:00:00) Lenny Rachitsky
English:

You're early growth PM at Facebook. You're head of growth at Instagram, you're VP of product at
Instacart. You're now director of product management at YouTube and I've heard that you've had a lot of
impact on a lot of different cultures.

AR ERIE:

fRE 2 Facebook RHARVIE K™= miZI2 (Growth PM), #BfE Instagram FUEKHTA, BB Instacart B9
FmEl &, MEMZ YouTube W= REBEE R, HNRAEITFLSFENEWXUHES=ET EARNFEMA,

(00:00:10) Bangaly Kaba
English:

| found this framework travels with me. It's got these five components to it, vision, skills, incentives,
resources, action plan, and you need all of those to have change. And then within those buckets you've
got to figure out what are the right levers that you need to pull? What are the things that are missing?

AR ERIE:

RAMXMEE—BEHFMERNINEE, B8R MIOEZR: B8 (Vision). e (Skills). EEhA&
(Incentives). &g (Resources) #{Tahit%l (Action Plan), BBELMTE, XA HEHR—F0], EXLLETE
A, RETHREEBREINERITATRMA? ZIREREK T HLLEIF?

(00:00:26) Lenny Rachitsky

English:

You're really big on something you call understand work?

R EE:

{RAEEWR—MIGIRIT A BRI (Understand Work) HISEE?

(00:00:29) Bangaly Kaba



English:

What | call the anti-pattern of what we want to do. Someone says, "Hey, you know what? This would be
great to build." And you go pull data to go justify why that would be great to build. Call that identify,
justify, execute. First you have to really understand from first principles what is actually going on. So

understand, identify, execute.
FhCERIE:

HBEMAENEEBCEN “RIZERX” (Anti-pattern)o LEINBAR: IR, RAEE? X PRESERE.”
AR AIRENEE, WHENERR (Justify) At AMXNRE, HIBXFFA R30. ER. BT o BKER
£, fREZBAME—IERE (First Principles) thk, BIEEMEIRRET F4. FIUNIZZE: "B iR
A BT -

(00:00:45) Lenny Rachitsky

English:

You wrote this legendary blog post called How to Choose Where to Work and What to work on.
FRZERiE:

MEd—mRIEEERINEEXE, 2 (MMERITEMSURTERSY (How to Choose Where to Work
and What to Work On) .

(00:00:50) Bangaly Kaba
English:

There's impact that you're really trying to drop and the impact is only achievable by looking at set of
variables related to the environment, the set of variables related to your skills.

FRZERIE:

REERELIMNZ “FMmA" (Impact), MEXHEMAOIEBEINERATERLI: —AHARSIFREHERD
T8, Z—HRSIFIKERXHNER,

(00:01:02) Lenny Rachitsky
English:

Today's guest is Bengaly Kaba. Bengaly was an early growth PM at Facebook where he was responsible
for how people make friends on Facebook. He was Head of Growth at Instagram where he helped scale a
platform to over 1 billion users. He was also VP of product at Instacart. He's also worked with tons of
amazing startups as a Growth Advisor, including Twitter. He's now Director of Product Management at
YouTube where from what | hear, he's already made a huge dent. This conversation went long because
there was so much gold to be extracted from Bengaly's head and | could not stop myself from learning
everything | could in our time together. This episode is for anyone looking to level up their product and
growth chops or also just do better in your career.

FROCERIR:

SR EER Bangaly Kaba, Bangaly B2 Facebook RHARVIE K= m&AFIE, fARAF1E Facebook 44T
RENE, MBIBE Instagram BBEKARA, BEENZTFEY BEIEE 10 12AF . MEB1EE Instacart 197~
mEISE, HEREKENS8E Twitter ERHRZMBVEI QAT E1F. MIMER YouTube M= REER



m, BRFAAN, MELKERESET EXRNRM. XRMIERLTRKEIE, FEXN Bangaly WRFEEXS
T ERER, TRLAHXERNEIE, BRBNMEBRARSMAMEH, X—SEGEAERERA SN
18KEES (Chops), HERBEERWEEFRIVISEHEN A

(00:01:42) Lenny Rachitsky
English:

We dig into his framework for how to choose where to work and what to work on. The importance of
spending time on something he calls understand work, his adjacent user theory and how it can help you
drive growth. A bunch of advice for coaching product managers and managers of managers, tons of
lessons and stories from his time at Instagram, Facebook and YouTube and so much more.

FRCERIR:

BATRANRIY 7 HA0AEZS : fEEE TR AS; EiEET “EBREITE NEEM,; e “TaRF
I32” (Adjacent User Theory) UMEMNEIFEBIIRIRENIE K, LthIt, TEREXTFIHS REIEM “FENS
B BRI, LUIMMTE Instagram. Facebook #1 YouTube FERERIE] A Z 80 IFIHEEE,

(00:02:03) Lenny Rachitsky
English:

If you enjoy this podcast, don't forget to subscribe and follow it in your favorite podcasting app or
YouTube. It's the best way to avoid missing feature episodes and it helps the podcast tremendously. With
that, | bring you Bengaly Kaba. Bengaly, thank you so much for being here and welcome to the podcast.

FRCERIR:

MRFERZMEER, ST EIMRENEZNAK YouTube EITHEFHXE, XRBRIEIRKT BRRIF
AR, EWNATEBEERNEY. B4, MALRKNIWL Bangaly Kaba, Bangaly, JEEREHIREER, IHLF
b E] =

(00:02:22) Bangaly Kaba

English:

Thanks for having me. Excited to be here.
FRCEIE:

EHEREVEIE. REEEREIXE,

(00:02:24) Lenny Rachitsky
English:

So many previous guests have recommended that | get you on this podcast, which | already knew. Funny
story, when | first launched this podcast, | asked you to be on it. You're like, "Sure." And I included you on
my launch poster of all the guests that are going to be on the podcast, and then you decided to take on a
very hard work and jobs that kept you from having time, and so I'm really excited that we're finally doing
this.

AR ERIE:



ZAARZEREBEFRBRR, XREMNET, BNEENSKSE . SRRVEDXTREEN, FEIFI
R, REEH KRE » TEREMBUATELBRE, FIAMBLETNENEREZ — BERIMRAERF—
LIFEEENITIENRG, SBIRLMEER, FRAFRIEREHE, ROIETEXHEDRT .

(00:02:47) Bangaly Kaba

English:

I'm glad we're finally making a reality. Sorry about that, Lenny.
FEiE:

BURESXBIMNETFILETR TIE, WILFKRERK, Lenny,

(00:02:50) Lenny Rachitsky

English:

No sweat. You actually mentioned to me that somebody came up to you in Zurich and was like, "I'm
excited for you on Lenny's podcast."

FRCERIR:
BRFo RZARHEREIS, EARUBEAEISHKIRR: “FRIFIRE Lenny FBE LBIRIL”

(00:02:57) Bangaly Kaba
English:

Yeah, it was crazy. | was visiting a team that | managed there about to get back on a plane to go back to
SFO and just standing there doing some work, minding my business and | get on the plane, I'm talking to
a colleague and someone comes up to me, | don't think I've ever seen them before, and said, "Hey, sorry
to interrupt you. I'm so excited for your podcast with Lenny. | can't wait for it." And then just walks away
and | was like, "What is going on right now? Lenny is a big deal. | don't even know how this person knows
me." And that's how | knew Lenny, that | had to reschedule with you because | was like, if people are
coming up to me and telling me that they're excited, | was like, there is a lot of anticipation. And Lenny,
the power of your reach now is legit.

FRZERIE:

R, BARIET., SNREARUEEREEN—THL, EAEEFWIEIREL (SFO). FIEILTER) LA
BRI L&, LT WIRENMEENX, RABAEIR —RARF/HLIM—MRE: 1%, &
WHTH—T, BAFEHTFIRM Lenny IR, SANERT.” ARMMMERT. HINLE: “XEEAR
F? Lenny AR M AAY. HEEFMEXNMARBEAINIRERN.” WIMEEIHT, Lenny, HEALERLNER
ZHNEMAIRTEY, BARE, NREBEASERRRRIGMIRAT, BRAARMEERS. Lenny,
RIERN @RS (Reach) ERIZESHTER,

(00:03:37) Lenny Rachitsky
English:

That is hilarious. That's a new strategy for me to get people on the podcast just say they're going to be on
the podcast and then the pressure will start.



FRSCERIE:
KFET, X THRBIEEEMNHER: BEEEAMITSLETE, ARERICEHNMESM 2R,

(00:03:46) Bangaly Kaba
English:

Oh yeah, | mean, totally.

R EE:

MRERY, TR

(00:03:46) Lenny Rachitsky
English:

Okay, so there's two broad topics that | want to spend our time on today. | want to talk about career
advice and growth advice and they're both essentially growth oriented, one's career growth, one is
product growth. How does that sound?

AR ERIE:

4, SREBIEREEERIAETAL: RIVENFEREN. ARLEENSBSHE “EBK" , —NERE
K, —PEFmERK. REFEAR?

(00:03:57) Bangaly Kaba
English:

Sounds perfect.

R EE:

IrERiRT SR,

(00:06:23) Lenny Rachitsky
English:

So let's maybe start with the career. You wrote this legendary blog post called How to Choose Where to
Work and What to Work On that a few people have mentioned to me was really impactful in their career.
And just to remind people of your career path, which they'll hear in the intro, but just to give people a
reason to listen to your advice on career, you are early growth PM at Facebook, you're Head of Growth at
Instagram, you're VP of Product at Instacart. You worked with a ton of amazing startups as an advisor,
including Twitter, you're now Director of Product Management at YouTube. This is a career that many
people would dream of having. So let's just spend a little time on this topic of how to choose where to
work and what to work on. And | know you kind of have this framework in this post, so maybe that's a
good way to start out just how you broadly think about where to work and what to work on?

FRCERIR:

BIEATFMIRWEEFIEE, MREIRREFEX (NEEETEMSMRAS), FITABRRRIXEXE
MBI EERME R, ATREARIRAIRLER (RARXASRE, BATIEARERIEHRITEIRR



EVERIY) , fRE 2 Facebook RHAIE K= MEAZIE, Instagram KT AL Instacart FREISH. fRFEET
BIE Twitter TR FZ MBI QTR , IER YouTube W= REERZM., XZ2IFZAZHRUKERY
EE. PREL, EFRAMTIEMENEE TEM SRS, RMEMEXEPRRD T —MESR, HIFRITAILUAMIRRT
XN AR ERE FAR?

(00:07:18) Bangaly Kaba
English:

Yeah, that blog post that you're referring to actually came out of a personal struggle that | had when | was
at Facebook and trying to decide what my next move should be. | felt like | was kind of stuck. | felt like |
was working harder but not seeing incremental benefit to the work that | was doing. And | knew that |
needed a change, but emotionally | understood that, but | couldn't really have an objective way of
thinking about it. And so | really pushed myself to figure out what is actually going on with my situation
and how do | create a way that | can rely on objectively to understand what's actually going on? And so |
looked at that situation and | wrote that post and the framework is really that there's impact that you're
really trying to drive and that is the thing that is the most important. And the impact is only achievable by
looking at two sets of variables, a set of variables related to the environment, a set of variables related to
your skills, and really breaking down each and understanding what's happening in the environment bit
by bit and what's happening with your skills and where are you hindered structurally within the
environment? Where are your skills kind of lacking and what do you have control over? And using that
whole kind of output, that framework to decide what makes the most sense.

AR ERIE:

8, MEINBEEXER LRFTRE ST Facebook BYHAM—EE#il. HIRERXERE FT—FIZEA
Eo BRUERFHCRATRM, BEBCIFESNT, BILFRRIOMRKRmANZIEM. FRAERFTERE,
BREBRPAAX—R, ERTEAEANAREREZE, FTEREBACEFFERNVARIIREEALNSE, U
KNI — BRI IR A 75 A RIBEIR. REMTRTBEHE T T RREXE. B MERIZORZ:
REERZERHZ “©MWA" (Impact), XREREERN, MEMHREEIMRRATERKN: —HR5
FEHEXNEE, 5—HRSMIKERXNEE, MEEFRBEES—T, B EFEFRRRET 4, FHEK
RERINMA, (RAEFIRPRET LM MEREES? (REVREEEMESEEMRRIR, URRHPLERRREE
HI? FMAXEESHMESR, RREHAT BREGEIER,

(00:08:40) Lenny Rachitsky
English:

Why is impact the key output of this equation? | think for a lot of people that isn't necessarily the intuitive
variable that they think is important to focus on. Why is that so important in your experience?

FROCERIR:

Afta “FmH BXNFANZOSTH? HENREZARY, IRCGZMITER LIANEERNXIRE.
RIBIRNEZL, AtACHILEEE?

(00:08:51) Bangaly Kaba
English:

Yeah, | mean | didn't really know how to think about what the right thing to optimize for was initially, and
| realized that it's not compensation. Compensation is a reflection of the input, the impact that you're



having, and you're leveling how [inaudible 00:09:12] you are, how much scope you have is a derivative of
how much impact you're driving. The more impact you're driving at your company, the more people feel
like you can operate independently, you can drive real results the more that scope they'll give you. So
really impact became the thing to optimize for. It is the import and compensation becomes an output
based on that.

FROCERIR:

=, ENREAEZRLTAER. ERETIRE, FRZEHM. HFMSRRANNRIR, BIRFIFER
MMARRR, (REVERR. fREVERL. RIBEMVERSSERE (Scope) , £#EMZIRFAEMBIFINENKEY RIEA
BIREHEIR B IER, AR SESIRAILURIE!E, REHmRELHIRR, MMAIREABIRSSER. FrlL,
FIHRERNTRBERZERENET. ERZORAN, MEFMNEET At

(00:09:32) Lenny Rachitsky
English:

| think this is a really important point that is easy to miss and this is what | always tell people when
they're looking for ways to get promoted and do well in companies, just find ways to have more impact.
Can you maybe make it even more concrete? What does impact mean to you when you talk about

impact?

FRZERIE:

BUAXBR— MR EZEERGRAMN R, XUERHREESIFALEIREAMRW AL RIIARE: BhE=
EERIZMST, MEBERFEAERKR—RIG? HRKIE "N~ 8, EXREERETA?

(00:09:46) Bangaly Kaba
English:

Yeah, | mean, so impact can be a lot of things, but | think for a product manager for example, it's really
one, helping to drive extreme clarity about where the problems with the product, where there's
opportunities and what is the right focus and prioritization? That is actually a form of impact. Just
creating the clarity that people need to understand and believe in the investment. The reason why | name
this and it feels a little counterintuitive is that the more senior you get, the more there are questions of
are we even investing in the right place, right? Is this area, is this team, is this org the right investment?
And so being able to even create the clarity that there is opportunity, it is the right thing to do, it is
strategically and structurally important, is a form of impact. And then actually delivering on that impact,
showing that you can make progress quickly, that you can deliver fast lane wins as Casey Winters would
say, or medium and slow wins and then actually showing that you can do this again and again is how you
actually validate the impact that you can see where the opportunity is and what's going on.

AR ERIE:

FMAFTUEERELE. EXNTHREEKNR, FHANEREEMEILLSHEME: = aevrEEm? 4l
SEWR? ERNERMELERETA? XESRE—MENI. MXZLIEL AERABEXBURANFIFR
AHE, MR-, RZAMMRIX—x (RARERERRER), REANREER, MESEIRXFR
EE: FHNRANGRAXMID? XMHME. XME. XMARZERBIRANRID? Eib, sEI8EMIERTE
Tz, XREWNES. BESBRNEH LHRESE, IME—MENN, BERREERXMXMEN, B
TREERIRENIGEH R, 321t Casey Winters Friftsy “IRZEEMF]” (Fast lane wins) , BERHKEARIMRI, H
IERRfREE— RN — R EIX — R XFZMIIERMANA N —IERRREERRNEHERE 2R,



(00:10:53) Lenny Rachitsky
English:

Awesome. Okay. So this equation is impact equals environment type skills. Can you talk a bit about how
to work on these two elements?

FROCERIR:
AET . FIUENFNR: ®M77 =18 X %88 REERRKMNAEXRPNER ELNE?

(00:11:01) Bangaly Kaba
English:

So the environment was the one to me, that | think is most people overlook and | overlooked when | was
first thinking about this. Environment in this case, | think | kind of discreetly named a few things. One is
your manager, then there's the resources. So what kind of team do you have? Is your team staffed
appropriately? Do you have the right P&L, whatever budget to get the things done that you need? Then
there's a scope, what is in your remit versus not in your remit? Because if you don't have enough scope,
then you can't actually focus on the things that are most important. The team itself, the skills, relative
skills of the team, your compensation in some ways is part of the environment because if you're not
compensated fairly, you don't believe you are, then it's hard to feel like the work that you're doing is

meaningful.
(00:11:47):

And then there is the last part is the company culture. So to what extent is the culture a place where you
feel supported, included, you feel like you can do your best work? And so you are really looking at each
one of these variables, and | look at this every year and | say, "How is my manager doing?" How do | think
about my manager? How do | think about the resources | have, the scope, the team, the conversation, the
company culture and to what extent? And | score them, | score them as a 1 means it's kind of neutral. A 2
means that I'm greatly benefiting from this situation and something even closer to zero is I'm not in a
good place. So | assign a score in quarter point increments, 0.25, 0.5, 0.751 up to 2 every year. And | really
ask myself, what is the state of each one of these and to what extent do | believe that they can and will
change?

FRCERIR:

HERW, MR BAZBMARZZUN, BRVBEZEXNMOAREZMNT E. EXMERLT, BEAKIILH
TINIMRER, B—RMMNEE; FZEAR, LWIRABHAENEIN? ARRKRERSSIE? REEER
BRI (P&L) STAERFTHES? E=TH5EE (Scope) , WLEEIRHNINCCEIN, WLERTTE? MR
REERHBNINFTCE, MMEEZEITREEZENSE. FUEEANES, BEIFPAKANMEN KT, B
f, FMEEWZE LWRIFEN S, RAMNRMREEHFMAL, MEEREIEEREX.

(00:11:47):

RE—HPBREX, XTHXHEZAREZE LIHRREEEF. HES, HRRFERIERREKTE? (RE
EZFMNE—ITTE, HEFHITL: BRNIFERINNMFA? REABTERNEZIE? RNAEFHRABTHNERR.
RZEEL. FPA. FEMFIATXH? HRLTENHTH: 1 oRKRPE,; 2 9RARBMAXMBEPREEL, B
0 D MARIERE, FHLL0.25 AEE#HITI¥S (0.25,0.5,0.75, 1 BHF| 2), HEFHNED: XLETEN
MRWAT? HBZAEE LMEEENEBERSNE?

(00:12:40) Lenny Rachitsky



English:

Wow, | love this. So there's this formula, impact equals environment times skills. Within environment
there's these five variables and they add up to 10?

FRZERIE:

B, WAERZXNT . FIUERXE—NAN: W =F1E X K. ARERES, AXATEE, BN
2 10 $05?



