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[00:00:00] Bill Carr
English:

... Jeff would say, we took it as an article of faith. If we served customers well, if we prioritized customers
and delivered for them, things like sales, things like revenue and active customers and things like the
share price and free cash flow would follow. So therefore, when we're making a decision thinking about a
problem, we're going to start with what's best for the customer and then come backward from there.
That informs what's the work you have to do to then create this new solution for customers.
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[00:00:33] Lenny
English:

Today my guest is Bill Carr. Bill is the co-author of the book Working Backwards, which is a synthesis of
the biggest lessons that Bill and his co-author learned from their many years at Amazon. Bill joined
Amazon just five years after it was founded, stayed there for 15 years where he worked on the books
business, and then as VP of Digital Media, launched and managed the company's global digital music and
video businesses, including Amazon Music, Prime Video, and Amazon Studios. After Amazon, Bill was an
executive in residence at Maveron, an early stage VC firm, then chief operating officer at OfferUp. And
these days, Bill runs a consulting firm called Working Backwards, LLC, where he and his co-authored,
Colin Breyer, help growth stage and public companies implement the many practices developed at
Amazon.

FROCERIR:
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[00:01:20] Lenny



English:

In our conversation, we go many levels deep on how to actually implement a number of the practices and
ways of working that helped Amazon become the success that it is today, including the process of how to
actually work backwards, how to organize your team with a single-threaded leader, how to divide up your
metrics into input and output metrics, how to practice disagreeing and committing, how to implement
the Bar Raiser program in your hiring process and so much more.

FRCERIR:
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[00:01:47] Lenny
English:

Huge thank you to Ethan Evans for making this episode possible and introducing me to Bill. With that, |
bring you Bill Carr, after a short word from our sponsors.

FROCERIR:

JEE %14 Ethan Evans (@B T BB EHRFENA T Bill, EIRTEBIBNERENARE, BITEERIBEH BIll
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[00:01:58] Lenny (Sponsor: Assembly Al)
English:

Today's episode is brought to you by Assembly Al. If you're looking to build Al powered features in your
audio and video products, then you need to know about Assembly Al, which makes it easy to transcribe
and understand speech at scale. What | love about assembly Al is you can use their simple API to access
the latest Al breakthroughs from top tier research labs, product team to startups and enterprises are
using Assembly Al to automatically transcribe and summarize phone calls and virtual meetings, detect
topics in podcasts, pinpoint when sensitive content spoken and lots more. All of Assembly Al's models
which are accessed through their API are production ready. So many PMs | know are considering or
already building with Al, and Assembly Al is the fastest way to build with Al for audio use cases. Now's the
time to check out Assembly Al... Visit assemblyai.com/lenny to try their API for free.

FRCERIE:
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[00:03:07] Lenny (Sponsor: Coda)

English:



This episode is brought to you by Coda. You've heard me talk about how Coda is the doc that brings it
altogether and how it can help your team run smoother and be more efficient. | know this firsthand
because Coda does that for me. | use Coda every day to wrangle my newsletter content calendar, my
interview notes for podcasts, and to coordinate my sponsors... If your team's work is spread out across
different documents and spreadsheets and a stack of workflow tools, that's why you need Coda. Coda
puts data in one centralized location regardless of format, eliminating roadblocks that can slow your
team down... Sign up today at coda.io/lenny and get a thousand dollars starter credit on your first
statement.

AR ERIE:
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[00:04:26] Lenny

English:

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

Bill, IFERGHRAER, TLREIAFIEE,

[00:04:30] Bill Carr

English:

Thanks, Lenny. Thanks so much for having me. Pleasure to be here.
R EE:

B8 Lenny, FERGSHIRAVEIE, REMKIIXE,

[00:04:32] Lenny
English:

It's my pleasure. So, | was reading your book, and something that | recognized as | was going through this
is just how many new ways of working Amazon contributed to the way tech and business runs. And |
made this little list, and I'm curious if there's anything I'm forgetting that's obvious. So, obviously the
idea of working backwards, the idea of one way and two way door decisions, the concept of disagreeing
and committing input and output metrics using memos versus decks, just the idea of two pizza teams,
and then | know that evolved into single-threaded leaders. Is there anything else that's just like an
obvious core thing that's maybe almost too obvious that | don't even think about that Amazon
contributed?

AR ERIE:

EXRHRIRTE, FERMIYBHTIRE, TSRARKMELEERM T OS2 HNITESR. H5T—1
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MR (one-way and two-way door decisions) . FRAFINFHMIT (disagree and commit). NS5
$gtr (input and output metrics). EA&ESRMIEPPT (memosvs decks). “FMEFHBL” (two-pizza
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[00:05:10] Bill Carr
English:

The one that's non-obvious and is really the way in which Amazon created a set of leadership principles
that were very real, and the way in which Amazon created a set of processes to reinforce them. | think |
certainly haven't encountered anything quite like that. It was very intentional. So, that is also a distinctive
element of that we try to point out in our book.

FRCERIR:

E—IMFXBAEEEEXEN, MBLIRERT —EFEELHEZMH “WSHEMN" (Leadership
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[00:06:13] Lenny
English:

Awesome. Okay. So, maybe we will come back to that, because that is also really powerful mechanism.
So, the question | wanted to ask about this is there are companies that are bigger than Amazon, that are
more successful than Amazon, that have been around longer than Amazon, but | don't think any other
company has contributed so many unique, new ways of working and also been able to coin them into
such shareable ways. What would you say it is about Amazon that enables this sort of way of working and

also just making things so just proliferate through the culture?
FEiE:

KiET . HNEEAUEIEZXMER, RABRBI—TEERABNG. HRANE, RABERRLLTS
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[00:06:41] Bill Carr
English:

That's actually one of the reasons why Colin and | set out to write our book because everyone knows
about Amazon as a innovative product company... The Kindle, AWS, Alexa, Echo, the Prime subscription
itself is innovative... But what people don't realize is that Amazon was actually, to some degree, equally
focused on process innovation. In many cases, by the way, we stood on other people's shoulders... But to
more directly answer your question, how or why did this happen. So, this period of both product and
process innovation actually occurred in this one narrow window of 2003 to 2007. During that window of
time, all of the products | just mentioned and all of the processes except for one were all developed in this
one four year period.

AR ERIE:



XK EHBEFHZM Colin REEXABHREZ—: AREMELSHE—KEFHH~RAFE - Kindle.
AWS. Alexa. Echo, #Z Prime iTHASEHIELIF- - EATKFIRENE, LIBEREMEELRAFET
AT RIELHT o INER—T, REBEATRINNERUEEEANBE L. EEZMOZRNEER: X—11=2
SRR AR R ERN. Kirt, FaeFREZECMIBLMBLEE— M RENEOH, B 2003 £7) 2007
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[00:07:53] Lenny
English:
Wow.

FRCERIR:
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[00:07:54] Bill Carr
English:

And this is the period actually where we were going from hypergrowth stage, zero to one company, to
what | would call one to whatever, a thousand, infinity. That next step that companies have to make
where what happens is things become very complex... The CEO can no longer be in every important
meeting... And Jeff Bezos is fundamentally, he's a very scientific and analytical thinker... He applied this...
When he thought about this problem, he said, "Well, | need to be scientific about this. There needs to be
some system or some approach, some mechanism for me to be able to manage such a company. So, I'm
going to experiment, like a scientist would, with different ideas, different hypotheses, implement them
and see what works, and iteratively improve."

AR ERIE:

ABEXBIHAIER AN TMEBSHIE KA “M 0 EI 17 FiER, ER “M 121000 BEELF K" BIFER. XZATLM
BENT—F, REESTFERER - CEO ABARSME—EEZI N - MAX « IHEHFMIRAE L
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[00:09:55] Lenny
English:

Awesome. | had Eric Ries on, and he also happened... | thought about this at the same time, he
contributed a lot of core concepts to the way tech worked, and he actually brought up a couple concepts
that were on the cutting room floor, basically things that he thought would be things people adopt
everywhere. And I'm curious, is there an example of that at Amazon where you built a process and had
this clever term for it and just never spread or never actually worked at Amazon? Anything come to mind?

FROCERIR:
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[00:10:20] Bill Carr
English:

The dev team, the design team, the product team, they're all in one group, and they'll go operate
autonomously... So, we're going to create something called a fitness function, which was let's figure out
what are the four or five or six metrics that matter most for your particular area. Let's give a weighting to
all of them and then let's create an index for those, and we'll measure that index up and down. And that's
the fitness function.

FRCERIR:

YL, RN~ mERESBE—TEE, BEEF HMNSBT— M “SNERE” (fitness function) BY
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[00:10:52] Lenny

English:

That is a very nerdy way of organizing teams. | love it.
FRERIE:

XHEE—MIEE “hE" NERARAH. HER.

[00:10:55] Bill Carr
English:

Yeah, super nerdy. But we realized after, | don't know how long, several months or a year of doing this, so
the fitness function was not a good idea. This is what | would describe as a compound metric where you
try to take several important metrics and munge them into one. The problem is it's actually becomes
totally meaningless. When you're measuring things, you're trying to understand what actions or reactions
are creating the good outputs that you want, revenue, customer growth. But by putting them all together,
you basically obfuscate that. And what really we realized is we need to just break each one of these out
individually and manage them each in its own way. So today, | discouraged teams and companies from
creating any sort of compound metrics.

FROCERIR:

B0, BRRE. BT NASN—FGE, HIMNFIRE “ENERE HFAZ2MFER. XMERFMRN “E
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[00:11:44] Lenny
English:

I've done that once, and it was a terrible idea as well... Let's actually go deeper into the single threaded
leader piece since you mentioned it. It's actually come up a lot on this podcast of people working this way



where they have a single threaded leader. And so clearly, it's worked. And | guess we'll just help people
understand what does a single threaded leader actually mean, and then why is it such an effective way of
working.

AR ERIE:
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[00:12:23] Bill Carr
English:

So, the concept of single-threaded leadership was first... born from this time of complexity at Amazon...
Once you get to a certain scale, you get to a point of where there are competing departments... competing
for some centralized pool of resources... engineering resources, or today, data science and Al resources...
Most companies solve this by having an intense, centralized, highly collaborative process. We decided to
go in the other direction... we're spending all our time in these meetings, planning... what we realized
instead was how do we get... ownership, speed and agility. And so, we experimented with that and said,
"Let's create teams that can stand alone, where there's a single leader and the cross-functional resources

that they need are all either directly report to them or are dedicated to them."
R EIE:

BEAREASHNHSRETFIIBRTFEERMNNEE, —BEXE—EMR, MEERBIIRE, FFPRER
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[00:14:24] Bill Carr
English:

So, we've moved from what we called a project orientation to a program orientation... A project
orientation means, oh, we are going to do this project to change our search result page... The resources
will come and swarm on that, and then they'll move off to some other thing... The program based
orientation says... There's a team that works on search, and they always work on search... They have a set
of metrics by which they're looking to drive those metrics... Things like what percent of the time is a
customer clicking on one of the top three results... And they then are running their own roadmap.

AR ERIE:

FRLL, FEATMFRBEY “TIBESM” Ha7T “MBE/ KIS E” (program orientation) . TESHEEKE,
BINEM—IERATHRLERNE, RESAEIRE, TREBEBIEMMMS. METF Program HSH
W, B—TMEEIIHTRER, MAKEARER. 18 —E82RaiviEls, bR RERI=14ER
BIEEfl. AR, MNE1TE SRR (roadmap).

[00:15:54] Bill Carr

English:



And so, the benefit of this is if there are success or failures, they're really dependent on themselves now...
this way, it also solves a big management problem, which is instead of management, senior management
refereeing every item on a roadmap, they're refereeing which teams have how many resources, which is
more of like a once or twice or three times a year decision versus refereeing everything on the product
roadmap.

FROCERIR:

AT AR, MIISRKIMERERRTHIIEC, XBFERT —TEANEENT:. SREEARTHE
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[00:16:56] Bill Carr
English:

And then all the resource contention issues, that's a daily issue. And so, it frees teams up then to actually
go and sprint ahead... Once we moved to a service-based architecture, and then teams could own their
code with defined endpoints, APIs that other teams could understand that are well-documented, then we
could move in that direction. And the other thing is we had to create, what | would call, countermeasures
because there's no free lunch in org structures... you're trading off potentially functional excellence... if
you no longer have every single engineer... reporting into a C-level leader of that particular function... you
risk the problem of then the people in those teams not gaining functional competency.

FRCERIR:
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[00:18:07] Lenny
English:

To drill into this a little bit further, is the origin of this, this recognition at Amazon that the best stuff
comes from one person's vision and just one person driving and one person's ask being on the line versus
the often, the decision by committee approach?

FROCERIR:

H—-BHRIT—TF, XMBUENEREERRANTISHNEIRE, RFNFAATEEF—TANRBR. —PAR#
HUAR—TARNFEEY, MAREENM “EREV FREAN?

[00:18:24] Bill Carr
English:

It is less about that. | do want to be clear, it's one leader and their team who are accountable and
responsible... Now, they don't just get to go off and do that. There was an intense review process at
Amazon where either at some level... this plan would be reviewed and scrutinized deeply... getting
alignment between the senior leadership team and each one of these single-threaded teams on that plan



before the team could go off and run. The beauty of that though is that once we'd had those discussions...

then the teams were free to sprint hard after their plan.
FRERIE:
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[00:20:15] Lenny
English:
| like that. | like metaphor of pushing on a string. Is this approach similar to just the GM model, or is there

a big difference when someone's thinking about going GM model versus the single-threaded leader

approach?
FRCERIE:

BERI T mtbMm, XMAEMESRN GM (B4218) RILEME? BRI AIEE GMER 52
SLRRMFERI, MEBFRAXH?

[00:20:27] Bill Carr
English:

Yeah. Obviously, there are probably different definitions of what people consider the GM model, but |
would consider that being this person is a P&L owner... one of the three questions you have to ask when
you establish one of these teams is, does the team have the resources within their control to effectively
manage this part of this department, this product, this P&L? ... A great example, this was in Prime Video...
we could create a single-threaded team who just was working on applications for TV sets... another team
that's working on game consoles... In those cases, then it's very clear how you can break the teams down
and they can have very clear ownership.

AR ERIE:
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[00:22:06] Lenny
English:

Awesome. Let's go back to the countermeasures topic... What are some other things that you think you
need to put in place to be successful in trying to shift to this model?

FRSCERIE:
KHET, BT “WE XMEF--- - MRINABREEXER, TR S?



[00:22:26] Bill Carr
English:

The other thing was these functional countermeasures... | started managing a small team of software
engineers at that point. Well, | have never... Well, | have written lines of code, but that would be back in
high school... I'm a generalist, okay? So, I'm not equipped to coach. | couldn't possibly conduct a code
review... So, what we did... we came up with various countermeasures. One example was that we still had
a C-level leader of engineering in Rick Dalzell... Rick still could be a technical leader for the whole
company and he and his team could create things like what are the standard ways that we're going to do

code reviews?
Fh>CERIE:

F—HERIREXNR, SRBAREE—/NNAREIREM. BRMRFE, ZESTFEING, EIRZE
Basic #l Pascalo k@ ™M&EZ, MWIE? FRAAFKRENIESMA], FNAREHITHEEE, FrURITRE T &
o Blgn, IAUDFAB—ML C KMV TIZ1 3R A Rick Dalzell, Rick AR S ATIRIRA M, (FthAIE A=
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[00:24:41] Bill Carr
English:

Effectively, what it also meant is that anyone who is an engineering vice president... they would often
have something else beyond their day job of some sort of subject matter expertise area where they would
also contribute to the company. A good example of this would be that they might sit on a panel for
promotion... or they might be available to do code review outside of their organization for another
organization.

FRZERIE:

Shr b, XLERETAIRERSHEAELIEZI, BEEARREET WIRH N QEMETEH. —MIF
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[00:25:23] Lenny
English:

Let's go in a different direction and talk about one of my favorite principles of Amazon, which is disagree
and commit. | think in the way | even describe it | know is wrong. | think people hear this term and they
often use this principle incorrectly. For example, it actually starts with have backbone and then disagree

and commit. So I'd love to just hear how you've seen this actually implemented well...
R EIE:

EMNRANAE, PHEEERNTIIAENZ—: “REFWHNIT (disagree and commit), HKEFHE
RENAAITEEHEEN. AMRIXMINEEIRA. fli, EXFLERU “BBS" (have backbone) FF
KRy, REAR “REAFVGHIT . RREAAMGISINEEFIRITAREEFRT---

[00:25:49] Bill Carr

English:



... this was always the least well understood when | was at Amazon too, and partly because it is actually
the most nuanced and difficult to actually use. So here's what it means. What it means is that have
backbone and disagree, meaning when we are making any kind of a decision... it is your obligation to
voice your point of view if you disagree... The point of that disagreement, by the way, is to provide usually
additional information or a new point of view that people have not considered.

FROCERIR:

------ RELDHNEN, XUEREREEN—F, BOPRERCHLIFEHYEXRLIZAE. eNERZE: BEE5
[SHEERW. ERMER, SRIMMERREN, MRAEBRER, MEXSRARHOMR. IMER—T, K&
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[00:27:41] Bill Carr
English:

This is sort of no different than that which is the disagree part is about bringing forth new information...
Now the important point is first of all about hearing and understanding your point of view. What would
often happen... someone come to me with a disagreement... | would say, "I hear your disagreement. We
have already considered that factor. But even though that factor is there, here are these other factors that
outweigh that." Now that is the point at which as long as the disagreer is hearing back from the leader

that they understand their point of view... that is the point for them to commit.
FRERIE:

X GEEMMBIMAEE, REARNEANTREHES. XBREAETMONSREKREHERT. 28RE
BfERE, BARKRERN, RIR: “HRETHRERN. RNELKEEBIBRIERT. EREGHRITEA
%, TEEHMESEENRZEELTE,” REFWREENASHERET “REBFIMR” HRIT, BHE
i1z “th17” (commit) BIBHET

[00:29:39] Bill Carr
English:

Ideally it's, oh, now I've heard the argument, I've actually now thought about the argument and hopefully
that person has now understood why we're taking that direction... Because the worst thing to do is to say,
"Yeah, we're committed to this. | don't really agree and | still think it's wrong, but I'm committed to it."
That's not actually commitment.

FROCERIR:

ERBERT, Niz2: B, WERAETIRE, RUBETXERE, FERCANEERTRITATAE
FRINARE.” FNREROMCERR: “FE, FMRTXNRE. RAFEERE, HNARTEIHE
B9, BREHIT.” BBFMEERRIT (commitment).

[00:30:22] Lenny
English:

| imagine there are many times I've gone through this where | still don't agree. What's your advice to a
manager or to a report of just like, okay, when you actually still don't agree, how do you behave?

FRCERIR:



BREBRREMRIVIET T HERFAER, MNLERTREREFARN? HRENERAEEN, ZifAx
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[00:30:37] Bill Carr
English:

... Jeff doesn't think a normal person... there'd be times when even after we've had that discussion, |
would maybe still disagree, but then what | would do is I'd focus on, okay, well what is the kernel or the
core of why Jeff thinks that we should do this and | would focus on that kernel... your job is to then take
that kernel and try to run with it and expand it and try to see how | can take that idea, that concept, and
then make it into something viable.

FRCERIR:

------ ANKRHNBEFAREERBA. BEMMEREAMETIERT, RAURERTER. ERITET: AKIAAHA]
ROZXAME “l” 25 AR BtA? ARERNIEMEEEXTAEZ, FREETE. ¥RE, BN
B NEZE R AT TR R P,

[00:32:18] Lenny
English:

Awesome. So the advice there is focus on the parts you agree with and think about how you can find out

if it's actually right or not.

RS ERIF:
XHET, FFUBNEEITFMHRENSS, HEZWEBIICEEER.

[00:32:25] Bill Carr
English:

Agree with, or even just you may not even agree, but what is the core of what that person is thinking is the
big benefit or good guy or thinking vector that they're on that's causing them to want to go in this
direction.

FRZERIE:

WRrEAEE, HEER: BMNARNROAEZEAHA? HERREEMITEEXNAREN “BHEXE”
(thinking vector) 2ft%4.

[00:32:42] Lenny
English:

Thinking vector, love that term. Along the same lines, another principle that | love is leaders are right a
lot. I feel like this is a term that it almost goes unsaid. You almost can say this in a lot of companies. I'm
curious just the origin of why that became an important principle and then how it's implemented at
Amazon.

AR ERIE:



‘BHXE” , RERZEXNMA, MEXNBRE, Z—IRERVEVNZE “ASEBEEXNH” (leaders are

N pag

rightalot)e RREEXAEERZAB/LFBOUBFIEN. HEEFFAHAXSHRA—FEENEN, UKRE
FEI S 2 AN SLhERY

[00:33:03] Bill Carr
English:

... the data rarely makes the decision for you. What is happening is then a lot of judgment and
interpretation of the data... The right a lot part comes from having what we call sort of sound judgment,
which generally come... mostly they get it through experience. A lot of experiences actually about being
wrong, by the way, about making mistakes... and then using that to understand then how to weight
different information when making a decision.

FRCERIR:

------ SRR OEERBMEAE. BIECFRANEXNKRIENAIMER. M8 “@EEXNE , RTEIFR
By “RerFETN” , XBERELR, INER—T, REEZEHEIKETF “LHE . BILHE, MFITHE
URERBS AN AR E R RIRIE o

[00:35:12] Lenny

English:

I love thatit's a lot. | like that it's not just leaders are right. It's right a lot.
FZERiE:

BER “BF” (alot) XM, F& “MSEBLEXNH , M2 “BEENHN .

[00:35:18] Bill Carr

English:

Yeah, yeah. No one is right every time. That is totally unrealistic. Yeah.
R EE:

il RABEEREX, e fK,

[00:35:26] Lenny
English:

Let's talk about the titular concept of your book... working backwards. First of all, just what does it

actually mean to work backwards versus working forwards?
R EIE:
AR B R AL OB ¥R %A (Working Backwards), &%, ¥R ITEMERIEIREHAKX

All?

[00:35:37] Bill Carr



English:

... great leaders start with the customer's needs and work backwards from there... starting with without
the constraints of my financial constraints, my resource constraints, my legal constraints... because the
problem is what most of us do is we start with those constraints and work forward from there, or we start
with things like | got to increase revenue.

FRCERIR:

------ FANASENZTPNFERISR, ARRGES. EFHERNAEENS. FR. ZEHTIESFRE, #&E
£F, BMNASHARKZLEREILL@FHES, HEN “ROTUEIMBN" XEFRBERH A,

[00:37:22] Bill Carr
English:

Whereas we had, as Jeff would say, we took it as an article of faith. If we served customers well... things
like sales, things like revenue... would follow... therefore, when we're making a decision thinking about a
problem, we're going to start with what's best for the customer and then come backward from there.

AR ERIE:

A1, EMARKFAYR, FEMA—MES. MRENRSEFEF, HEGHNBNBASBZM®R. AL, 7
RER, HMNEMNBEPRIFNAEFSG, ARRAEES.

[00:38:36] Lenny
English:

Awesome. So just to summarize, you start with what are the customer's needs and problems... and then
think with no constraints. When you work with companies to implement this idea of working backwards,
is it always what is the customer problem and need versus revenue or growth or something like that?

AR ERIE:

KiET . BE—T, MEMNEFNERMEEFE, FMRMEE, SREHATELHERIFEEN, HAR
BEZFFNREMER, MABUBNTHERKZERIG?

[00:39:07] Bill Carr
English:

Well, the working backwards part is strictly about the customer's needs. Yeah, we don't want to work
backwards from revenue... we used it in this method of new products and features that I'm going to go
build on behalf of customers.

FRZERIE:

BEETEETRRABXRTEFFIRN. HFBMBANFTB TR HNZMBERTATR LS
THEERY T3 A H .

[00:40:10] Lenny (Sponsor: Wix Studio)

English:



This episode is brought to you by Wix Studio. Your agency has just landed a dream client... but do you
have the tools to bring your ambitious vision to life? Let me tell you about Wix Studio... build unique
layouts with a revolutionary grid experience... Find out more at wix.com/studio.

AR ERIE:

AHITIE B Wix Studio 381, MRIREQABNRET T —1MEREF, BREIEAREZHREZENIMED? ik
FHAEIRITER Wix Studio---- B FapE BN AIATRIRGHHE. BZER1FHIR wix.com/studio.

[00:41:31] Lenny
English:

Okay. So then when you go work with a company to implement this idea of working backwards, what are
the very tactical things that you do to help them here? | know PR/FAQ is a part of that...

AR ERIE:

B4, BRE—RADEIEETIELN, MRk ARhE? RAE PRIFAQ (FIER/% ML
%) REHBH—E

[00:41:31] Bill Carr
English:

... we came up with this process called the PR/FAQ process. So what it means is that whenever we're
devising a new product or feature, we're going to start by writing a press release describing the feature
and describing it in a way that speaks to the customer... the PR, you're going to describe very carefully
and clearly who's the customer, what's their problem, and what's the solution that you're planning to
build.

AR ERIE:

------ FATRE T X0 PR/FAQ YRR, XBKEE ST B~ maUIheEr, (%S —mHmEE, X
HAEAZFFHOVRERE. £ PR GERE B, MEIFSFA. BHtEdERER. WINEERH4, X
RARI R BRR T RE 4o

[00:43:50] Bill Carr
English:

... writing PR/FAQs is one thing. Well, how do | actually use them? ... there's this iterative nature to writing
PR/FAQs where it's sort of a concentric circle review. You start off small with one author... and then you
start to share them with a small group and get feedback and improve it, a wider group... until... you get up
to the CEO.

FRCERIR:

------ 5 PR/FAQ @—[E%E, MEEAENRS—E%E. 5 PR/FAQ EBENRY, MK “AOBITHE" . thH—
RIEEFR, ARDES/IERABRIRGEH S, B XtE, HEEIIR34 CEO,

[00:44:55] Lenny

English:



Awesome. Okay. That was an awesome overview. I'm going to fire off a couple of questions around the
first part. Do you still suggest people do it as a press release? It feels like press releases aren't a thing
anymore. Do you ever suggest people do it as a tweet or as TikTok video or a blog post?

AR ERIE:

XiET, XR—MRIFHER, FRHMNE—EDRLNEE, FIEEBNAHEEER “HEfE 15? &
RHERELIN T, MEBWAHEESRHEN. TikTok H5AsiEE X ET?

[00:45:09] Bill Carr
English:

Good question. So the first thing is it's not a real press release, okay? ... there really are three money
paragraphs in this... first paragraph, it's a short description, that second paragraph, that's the problem
statement, and that third paragraph, that's solution statement. If you wanted to ditch the rest of it... you
could.

FRCERIR:

g, Bk, EARENERHENTER. HPE=Z1MROBR%: F—REEEEE, $RIERAMK
R, FZREMRAERR, NRIFBRISHMES, BATLL,

[00:46:11] Bill Carr
English:

The date is also a meaningful thing when you write the press release. The date is meant to be a
hypothetical timing on which you're envisioning launching this thing which tells the reader something.
Are you thinking that this is something that's so simple and easy, we're going to launch it next month or
so complex that we're going to launch it in a year from now.

FRCERIR:

Sk, BREEEEXH. BBRRMgBAHX N~ miEDIE, EREFEERSZER FIAAX
AARER, TMAMER? E2FEER, FE—FHE?

[00:47:01] Lenny
English:

Do you try to write it in a way that would be announced, like a press release feel? Or is it mostly just who
is the customer? Do you try to pitch it as a part of this experience?

AR ERIE:

MZREILEEREENZERT—1F13? ERXEMET “HEEF” ? MSLE I F—MFIRA—ER 0K
HE?

[00:47:01] Bill Carr

English:



So you try to write it in that way, but the one thing is you don't want to use hyperbole. It would be very
factual with numbers, data rich document too. So again, not like a real press release. A lot of internal
confidential data would be in this press release.

AR ERIE:

MIRERHEES, BE—xR: FTEEATKEH. ENZERETERXRN, BEAENFNEIE. FILERERE
SRR, REESERRENENEHIE.

[00:47:34] Lenny

English:

Is there a template that we can point people to in the show notes to help them craft this?
FRCEIE:

BREMTARRAI UL ERNET BN APRMES TR, Bt HES?

[00:47:43] Bill Carr
English:

Yeah, so we have a website related to the book, which is www.workingbackwards.com, and there's a
resources section within there and you'll find a template.

FRCERIR:

M, FIME—N5BHEXMIMIE www.workingbackwards.com, BEE—1EIR (resources) HRiR, R
LUK EIEIR

[00:47:53] Lenny
English:

Amazing. Okay. Then the concentric circle piece. So the idea there is basically get feedback from an
increasingly larger swath of the company and it sounds like a big part of that is also get buy-in as you go

along the way.

AR ERIE:

XiFTo XF “ROE" #57, HZOBRBRILATEKESCENARERE, WERER—HBIHEEANT
ERIEFIRIGHFF (buy-in).

[00:48:05] Bill Carr
English:

Yes and no... you're a product manager... and you write 100 PRFAQs in a year, maybe 20 of those make it
their way to the CEO... what you're really trying to create is a product funnel, not a product tunnel. And
with a funnel, meaning lots of things at the top, fewer things at the bottom. The tunnel means that
everything that comes in is also going to come out the other side.

FRCERIR:



BERZE. MRRE—B=MEE, —FE57 100 {3 PR/FAQ, FIRERE 20 1 RERAIR3L4 CEO, REERE
BIMNZE—" “TamRt , AR TmlE” . FAEREMBERZSEE, KE~HRLD; MEREEMK
BEHEMNA, B—KRMERMA 4

[00:49:40] Bill Carr
English:

... you should think of yourself honestly as a venture capitalist. They don't fund every company that they
meet with... At Amazon, we had lots and lots of PRFAQs that were a great idea, but we didn't ship them

because we had other ones that were just a better idea...
R EIE:

RNIZIBE CEF—RBNRKRER, MIIFASREARINE—RAF. £, HIIERZIEEERN PR/FAQ
eIE, ERITRBRHEN], RARINEEFHEIR.

[00:50:27] Lenny
English:

It feels like a lot of these processes are basically just ways to stop stupid shit from happening. | think the
narrative is a good example where you have to expose your thinking deeply. This is a great example of
that.

AR ERIE:

REXEREEALHMBZATHILE “BF" &K%, HIAN “FRMETR” (narrative) mE—MRIFHIAFIF,
R TURERTIRIEE . PR/FAQ tLZ2401t.

[00:50:39] Bill Carr
English:

Yeah. And it's also, | would say, an example of where this is a process to prevent the other process, which
is the product development process, from becoming the thing where you just get locked in on, "What are
we doing in this sprint..." What | recommend is you try to break that into two different processes. One is
the process of deciding what you should go build... and then once you've decided that, then, yes, by all
means, use all that good thinking...

AR ERIE:

ZH. BREW, XWEANTHEFRALREZLZM—M “BAIXHRBEBAI A" BVMER. REBEHEE
DAMNRIE: —PNRRE “ZEHA" BRE;, —BRET, BHEN “WNASKME" 8URE.

[00:51:19] Lenny
English:

| was just reading this Harvard Business Review article... the thinking to doing gap... I'm curious how you

try to avoid that at Amazon considering there's this period of just like, "Let's explore, explore, explore..."

AR ERIE:



BNET—R (a#EELITe) BIXE, #HNE “BESHITZENGEAR" . FRFFLIDZWNMAMERZ |
FERY, ERMAMERK—KR “RE. BRR. BRE idEL

[00:51:39] Bill Carr
English:

... one such version of this problem is what I'd call the-big-idea-that's-not-fleshed-out problem... once
you've spent some time looking at that idea more deeply, you then start to identify several roadblocks or
maybe a fatal flaw... So one problem is that companies get stuck, | think, where they never actually go do

that documentation.
AR ERIE:

XN AR — RSN “RTEENKRET" B, —BIRRAANMR, MM RKIERSRGERE,
IA—NEER, REQEEBEDOKINIE, MREEEEXH,

[00:53:50] Bill Carr
English:

What | always found as | became more senior... is that when something came up, some idea that didn't
neatly fit within my org structure... | had to decide this was a compelling enough idea that we were going
to take a resource... and I'm going to have to assign that resource to actually go look at this and work at

this. Otherwise, it will never happen.
AR ERIE:

BEERRMUNEN, RAUMY—ERTSHAEARRMNREZLIN, ROTREXZEEBRSIA, BEFHK
wWiFHER (AJEE—TAZH—MEN) EETHR. &, EXEFEENL.

[00:54:31] Lenny
English:

I've been through those many times. Okay. So there's two more concepts | want to try to touch on before
we wrap up. The next one is the idea of input and output metrics... could you just describe what that is
and why that's so important...

AR ERIE:

BEHIRZR, FLERA, RERRNRMEZ. T—1NE “BRAEN 5 “FHifEts” (inputand output
metrics). fREEHAR—TMEBMH A, URATACHILEED?

[00:55:03] Bill Carr

English:

... in our early years at Amazon... growth started to... hit a wall eventually... what ensues then is, "We're
not going to hit our number. What should we do about that to hit our number?" ... we would run around

like chickens with our heads cut off and come up with a bunch of ideas that tended to be promotional in

nature... we started to realize, "Huh, these fire drills don't really work."

AR ERIE:



AU DHERHE, BKEAME TE, BEEAKMARNR: “BIVEREERT, ZEAN? 7 ARKINTMER
KT\ FELE, BHIERERT. BERBATRIRE: TR, XL WAES BRI

[00:56:58] Bill Carr
English:

And this is about the same time when Jeff and the S-Team were reading the book, Good to Great... what it
did is to help us codify our growth flywheel, meaning what are the inputs that if we improve these
things... things like how easy was it to find what you wanted to buy... Were the prices low? ... So we

identified these things on our flywheel.
R EIE:

RAZER—BE, NXMEEF (S-Team) =T (MRLFEF#) (Good to Great) s XAFHHEIAIBHT
RRTKEET , BIANRIZAIH THRLE RN, BRKMSAE. il HERINRAEEZES? NMEBR
15?7 B E e LIRAIH T XEER,

[00:59:03] Bill Carr
English:

... we took it as an article of faith that if we can just improve these inputs, the outputs will take care of
themselves. The inputs are the things that drive the outputs, which are revenue, customer activity, free

cashflow.
RS ERIF:

RIS, RERTERHXERNIER, FHIETEASTE . RNIERERE~HER (BN, BFE
BRE. BHEAEM) HEZK.

[01:00:37] Lenny
English:

The flywheel, you reminded me... On the topic of input metrics, just briefly, what is an example of a good

input metric?
FREiE:
XA, (RIZEET o RTIRNIEIR, BERREBIREENIF, HARBFRIRNIEIR?

[01:01:02] Bill Carr
English:

A sign that's a good input metric is, first of all, map your end-to-end customer experience... I'm not an
Airbnb... So then you've reserved. Now you have interactions with a property owner. How do | measure
the quality of those? How many messages go back and forth? Is a lot of messages a good thing? Is that a
bad thing? ... You know it's an input metric if it is measuring something with respect to the customer
experience... and do you control it?

FRCERIR:



FHIRNERIIRSE, Bk, SHHRZIRHNEF AR, L Airbnb A (B2RAIKERIED) . FFAMIT
FE5EAED . RZMAHEENNGRE? FRESHHMERSZLD? HEZERFEERHKE? NREHEN
REFPABHENFT, FERIREBITHR EMREIURARREETFHETN), BEMB— MR

[01:03:26] Lenny

English:

Oh, here itis. I'm looking at... Define, measure, analyze, improve-
FEiE:

M, |HET. HEEE - EX (Define). ME (Measure). 9O (Analyze). Zi# (Improve) —

[01:03:30] Bill Carr
English:

And analyze. Thank you. Yeah, duh, analyze. So we just use that process... we tell a story in the book
about one of our most important input metrics, which was how much selection do we have, and we were
actually not measuring that right for several years.

FRCERIR:
RBE D . 3, 9. BITHABNRZE (DMAIC), HITERPHT —ME, XTHINKEEZHERAN
Einz—— “EmFEE" (selection), KR EFHNTEF/LEIKEEF X MET.

[01:04:23] Lenny
English:

... something that came up a bunch is with working backwards, obviously some products Amazon has
launched have not worked out. Say the Fire Phone is a classic example. What have you learned from that
process...

FRCERIR:

------ B2 ARE, BAGEATIEE, AHATEDDERN L= SERLMT? L Fire Phone S22
BIF. (FMEB NIRRT (A2

[01:04:47] Bill Carr
English:

... Fire Phone is a great example... | would argue this is a case where we made the mistake of what we had
a technology solution in mind, which was 3D effects. And then we took that solution and we're then in
search of a problem. I don't think it solved any meaningful problems for customers.

FRCERIR:

Fire Phone @ MRIFHIFIFo FINAXZIHRIVEH—NER: HIVXBE T — I ERABRARE GDHR), AR
EEXMAREIFHRE. HRANERRT B BERISEERIERE,



[01:06:48] Lenny
English:

| imagine there was a lot of disagreeing and committing on that concentric circle process. Is there
anything that you've found of just the number of disagreement and commits... that tells you maybe this is
not a good idea?

FROCERIR:

BRERRERD “FOR” WHEIEREFARSZ “REFVHRIT . MELKELN, NRFWUHBELE—E
BE, MREXARTENFER?

[01:07:03] Bill Carr
English:

Not necessarily... a lot of people inside Amazon doubted that the Kindle was going to be a good idea... |
can tell you that for years is working on Prime Video... they would laugh at me. They thought that was
crazy. So that's not necessarily the sign of whether the product is right or wrong.

FROCERIR:

F—E. TSHRAERSZAG L Kindle ESZMFER. FHEM Prime Video BVARLE, ATEESHX
, BEBXRIET. Fil, RNEHFT—EARTREEZHEN,

[01:08:02] Lenny

English:

Yeah. And | think something Amazon's incredibly good at is being okay with a lot of failures... Is that true?
FZERiE:

. HNALSHIFBEBRKN—RZRBEIAENKY - BXFG?

[01:08:11] Bill Carr
English:

... Some of them are very public and obvious... We were not afraid to take what we considered a well-
calculated risk. | think many, many companies are less willing to do so... They do fear failure, and they're
really focused on their near-term financial goals.

FRZERIE:

BERMEEL/AABEMSZ L. HNFAERAEBZIAZHENNIL FINARZSQEFRBEXFM, 1)
FRERW, HEITFREEANMS BT,

[01:09:55] Lenny
English:

... Is there something that you recommend to companies that want to actually improve in this? What
could they actually change and actually do this well?



AR ERIE:
------ NFEBEXAEBUHENAT, REFARIN? T USRTHAREEMITFX—5?

[01:10:16] Bill Carr
English:

... there were two things. One was our compensation system. So there were no performance bonuses...
our compensation was based on the stock price. So we all had an incentive to do what was right for the
company, frankly, over a long-term... And then the second thing was having a CEO who was really
committed to it and it wasn't something that they delegated to someone else.

FRSCERIE:
BERS. —SRIMNNFMER. RITESEENES, FMEETRNN. FMURNBEHEMT AT KRG
FME, FE_ARE—NEERHFEHFHM CEO, MAMTESIEXGEBINATIARTE T,

[01:13:10] Bill Carr
English:

... when we went to go build digital media and AWS, we put two of our smartest leaders in the company
on those things, Steve Kessel and Andy Jassy. And number two, they were meeting with Jeff regularly.
Jeff was deeply engaged with them...

FROCERIR:

----- HERNFBEERFEEMN AWS B, HITKE T R REHENHEAMNFE . Steve Kessel 1 Andy
Jassy, Hx, i IEHISAX=E, AKXKFRESSHAF,

[01:13:52] Lenny
English:

... Can you just talk about what this idea of a Bar Raiser is in the hiring process and then what people can
do if they wanted to add this to their hiring process?

FRCERIR:

""" {REEISIXIBEERIZHRHY “Bar Raiser” (AAENIMERAE) BHABKZ? MRANTEER CHIBER
FEFIAXY, ZEAM?

[01:14:19] Bill Carr
English:

... The Bar Raiser hiring process... was established... back in 1999... we had new people hiring new people
hiring new people... So what information are they using to make these hires... obviously they were just
using their own personal judgment...

FRCERIR:

Bar Raiser {REEMAZZIL T 1999 Fo SN TEEREKHE, MABHA, HABBHA. MIREFARE
BRIBAIR? BARZIREDAFIER,



[01:16:21] Bill Carr
English:

... on every interview loop there's one person, who is not the hiring manager... they are on the interview
loop and they're a Bar Raiser... they technically have veto power over the hiring manager... And so the Bar
Raiser was there to act as a balance also on the urgency bias that every hiring manager has...

AR ERIE:

Es—EAF, HE—TIEREZIENA, iI72E Bar Raiser, MR L#H, MINBELERE—ES
AR, Bar Raiser WFERA T FHS MARBZEHRSEN “RBMRA" (RFIEATRMPEETE) o

[01:18:21] Lenny

English:

... who has the final decision in hiring, is it the hiring manager?
FROCERIR:

------ ERARANBIRREN? SRELEGE?

[01:18:27] Bill Carr
English:

Yes... The decision maker is the hiring manager, the whole interview loop and the Bar Raiser are actually

just there to help the hiring manager make the right decision.

RS ERIF:
20, REEIIEERE ) BAEIR/)\AF Bar Raiser S2f5 R 2R T FEENBIELIB M IEFRIYRE,

[01:19:40] Lenny
English:

And then when you're choosing a Bar Raiser, is there any suggestions you have of who to choose and how
often you pull them into these things?

FRSCERIE:
AR ATEESE Bar Raiser B, fREMAEIN? %if? URSAiLITISE5—R?

[01:19:49] Bill Carr
English:

It is a huge time suck... Pick people who are A, care a lot about your hiring process, B, appear to be good
interviewers, and C, seem to have high standards. It's also a great role for people who are earlier in their
career by giving them this additional leadership opportunity.

FROCERIR:



XAFEFEN, EFEAL: A FEESHIEME; B. EEXRERENERE; C.RAESIENA. HFRIVEE
SHNARNR, XUE—NMREFNVAR, BELMHIFINIATHRENZ.

[01:20:41] Lenny
English:

... If someone were trying to move along the path of becoming more Amazonian, which of these elements
and processes do you think often has the most impact?

FRSCERIE:
------ MREEANBTEFGIDH, RIAAXETENRED, B—NEEEMREA?

[01:21:10] Bill Carr
English:

... the first thing | tell them is... no, that's not the idea is for you to try to become Amazon, the purpose is
to sort of look at these processes and best practices... The other piece of advice | give is that a lot of these
changes are relatively profound, they really require buy-in all the way up to the CEO...

FRCERIR:

HEFMIINE—HFZ: £, BNFRILMERTDH, MEEEXLERIZMNRELR. ROHHNS—1E
WE, XETEFERZ, HEFE—EHE CEO EEAIH.

[01:23:10] Lenny
English:

... | know you also work with companies to implement a lot of these practices. Could you just talk about
what it is you can help folks with and then how to potentially engage if they're interested?

RS ERIF:
------ REAEREEBN AT SEMEX LS, (REEIRIREER BRI AR A, NRMTREIZ U AIEL R IR?

[01:23:27] Bill Carr
English:

... we are advisors, consultants... non-traditional... Each of us just work directly with the companies who
engage us... Generally speaking what we do is the right kind of company for us to work with, first of all,
has to achieve a certain scale... well over 100 million in annual run rate...

FRZERIE:

#AZRE. F\m, BIFEHRER. KNS PABERSEBRRNNATEF. —RRYE, ESHNNQF
BAERRE—ENE, FEWRER 11ZETUt.

[01:25:51] Bill Carr

English:



Simple way is you can just send an email, I'm bill@workingbackwards.com... You can also just check out
our website, www.workingbackwards.com.

AR ERIE:

BEMAZERAMME, 2 billoworkingbackwards.com o Rt 7] LU &E & F 1] 89 W 14
www.workingbackwards.com,

[01:26:05] Lenny
English:

Okay. Well with that we've reached our very exciting lightning round. I've got six questions for you, are
you ready?

FRSCERIE:
T, MAEHABNVIEE S A ORIRBRIEIRT, FENNIE, E&F T2

[01:26:11] Bill Carr
English:

I'll try.

FRCERIR:

[01:26:12] Lenny

English:

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

------ RN AMERZHNR=RBEMHA?

[01:26:23] Bill Carr
English:

... Good to Great. I'd say Drucker on Management... Steve Jobs biography... On a personal basis, recent

books would be Seveneves by Neal Stephenson... and A Gentleman in Moscow.
R EIE:

(MEFR ), TEEERMNEEREE - (EFEX - FTHRE). "TAFHE, RIEEMNPERER « iES
HH (CEE) (Seveneves) M (EHRI41),

[01:27:07] Lenny
English:

... do you have a favorite recent movie or TV show?



------ (RIS BB FR R S RIS ?

[01:27:15] Bill Carr
English:

Yeah, my favorite recent movie is the latest Dune movie... And | just watched... the TV series A Spy Among
Friends...

AR ERIE:
B, BREREXNBEERE (PE). HIEFTBIE (KIEZE)Y (ASpy Among Friends),

[01:28:01] Lenny
English:
What is a favorite product you've recently discovered that you really like...

AR ERIE:

[01:28:08] Bill Carr
English:

... I'm an avid cyclist and | got myself a new set of wheels for my road bike this year... It's the Zipp 303
Firecrest...

FhaCERIE:
HR—MIRNBEITEENTE, SERABHRBREIT —EMKA: Zipp 303 Firecrest,

[01:28:47] Lenny

English:

Do you have a favorite interview question that you really like to ask?
FREiE:

RERE RESNIPAEIRR)?

[01:28:52] Bill Carr
English:

Yeah, it's actually quite basic, it's tell me about your most significant professional accomplishment... |
could basically then... ask a lot of probing and follow-up questions...

FRCERIR:
B, HELREM: BEFRMREBNRUAT. ARFSHZNMIFERZRNIER,



[01:29:46] Lenny

English:

Next question, what's a favorite life motto that you often find yourself coming back to...
FRSCERE:

T—NEE, REERENDZLEAENAERSEMHA?

[01:29:55] Bill Carr
English:

... slow is smooth and smooth is fast... to really to go fast, you actually need to go slow first and to be very
clear on what you're doing...

FRsCERE:

“IEBN22, REIEMR” (Slow is smooth and smooth is fast), AT EIEMREER, (REFFLEEELIETR, BH
M ARTEM T 4o

[01:31:25] Lenny

English:

Final question... is there a pro-tip that you could suggest for using Amazon?
R EiE:

BE—NEE - R FEALEDH, FEH+A “Tlv\st” 13?

[01:31:36] Bill Carr
English:

Sorry, | have no secret insights...
R EE:

/R, BT ARERE -

[01:32:06] Lenny

English:

... how can listeners be useful to you?
R EE:

------ Oy AR B LASO e S E R 2

[01:32:19] Bill Carr

English:



We're always looking for feedback. You can post a review on Amazon for our book... or send us an email
telling us what you found most useful...

AR ERIE:

BIN—EEIRERR. MAUELD® ELTANNBETIE, HELABAHSFRINNFRSEERERNEDZ
4o

[01:32:46] Lenny

English:

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

KT ----Bill, BRREHREVEIR,

[01:32:59] Bill Carr

English:

Thanks so much, Lenny, really enjoyed it.
R EiE:

FE RS Lenny, HIRZEZXRIIE,

[01:33:00] Lenny

English:

Me too, bye everyone. Thank you so much for listening... See you in the next episode.
R EE:

BE, AREN. FEEZBGUKOF--- THTE R



