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(00:00:00) Lenny Rachitsky

English:

I'm curious what it is that PMs do that annoy engineers most.
FEiE:

HERBANE, ~RiE (PM) MEMLESERLL TEMEEIRN.

(00:00:04) Camille Fournier
English:

Hoarding credit. PMs, they tend to be the front-facing person for initiative. Engineers sometimes think
that they don't get the credit for their work because the PM takes all the glory and all the credit for the
project that they really worked very hard on.

FROCERIR:

JREIN5. PMEEEENMIEL. IRIMENSEFECHNIIFERENERIAR, EANPMEETFR
BRENDS, MXEMERELEIREMIUTE T EXREHA 7T,

(00:00:19) Lenny Rachitsky

English:

| find the best PMs are the ones that talk the least and encourage other people to do the presenting-
FpERIE:

BAMEMFEH PM FRERILERD, HEBEMAZHITERICRIA—

(00:00:23) Camille Fournier
English:

The next thing that engineers really get annoyed about with PMs, when they just don't understand the
details and act like they don't matter, it just shows a real lack of empathy for the work that engineers are
doing and | think it really can be very off-putting.

AR ERIE:



T—HLTRI PM BREIFEFERANSE, ME PM T2 T7THRAT, ERNSFEATREIFEE, XXM
X T2 WA TERIRERZRIED, HUNXEMNFES AR,

(00:00:34) Lenny Rachitsky
English:

Is there any insight you can give about what people may be missed about the motivation of engineers,
what gets them excited?

FRSCERIE:
FEF A2 TIRMNAFR, HERBHAILMIIRENME, (REHAELD?

(00:00:40) Camille Fournier
English:

A lot of people assume that engineers just write code and don't underestimate the ability for your
engineers to want to understand the business problem, want to understand the customer problem. |
think the product managers that have done the best, they're not threatened by other people having
ideas.

FROCERIR:

BRE2AUNTIREMRZERBEH, EFAFAERRMGAIEMEZIER I SEFNEF EENEE,. HINABIER
T mEIE, BIREAIEANABEEMBEIR DA

(00:01:00) Lenny Rachitsky
English:

Today, my guest is Camille Fournier. Camille is one of the most respected technology executives in tech
and the author of the Manager's Path, which many considered the definitive guide for navigating your
career and moving into management. Over the course of her career, she was CTO of Rent The Runway, VP
of technology at Goldman Sachs, global head of engineering and architecture at JP Morgan Chase and
head of platform engineering at Two Sigma. She's also releasing a new book later this year called
Platform Engineering, A Guide for Technical Product and People Leaders, which you can actually pre-
order today and we get into this topic in the latter half of the conversation.

AR ERIE:

SRXHNEERE Camille Fournier, Camille EHEAZREHRNRATEZ—, UE (BEEZRK) (The
Manager's Path) —HBIEE, FZANANARXAPBRRWEBMNERERNNEIER. TRV EES, it
BB Rent The Runway HEERARE (CTO). &E (Goldman Sachs) I ABIZ&. ERKE (JP
Morgan Chase) WIS TIESEMHATA, UKk Two Sigma WEETEHT A, MiEKEES FERLHZEAT
WP (FEIRE: BEAFRSHGISEIER) (Platform Engineering, A Guide for Technical Product and
People Leaders) , MEBZAIUFIT Y, FNISEMENGEFEB P RNRITXMED,

(00:01:36) Lenny Rachitsky

English:



We also dig into what PMs do that most annoys engineers and how to stop doing these things. Why major
rewrites are often a trap. Why you may want to be doing fewer one-on-ones. What most surprises people
when they become a manager and some really useful heuristics for how long you should stay in IC before
you make the leap into management and tons more. This episode covers a lot of ground and we'll help
you think about management. platform teams, team culture and the PM and end relationship in a whole
new way. 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 future episodes and helps the podcast tremendously. With

that, | bring you Camille Fournier. Camille, thank you so much for being here, welcome to the podcast.
R EIE:

BADEBRT PM AL E R TEIMTR, URIMAELEXETH, AHTAKIIEEES (rewrites) FER
— N, ATAMRTEREERL—W—MmiX (1:1s). ANERANEEENRRIBINIERE, URXTFER
BEEFNZMEANATERE (IC) W—LEELANBEARNEN, FEEZRERNS. ZERET 20
T, BEEMRUSHNAXNBEEEE. FAANM. FAXKUK PM 5ETERTHNXR. NREERXME
K, BAESIBELCEANERRAD YouTube EiTHEMXF, X2BREIARRTENRESR, BIE4E
EEE KB, WTE, 1EFNTIL Camille Fourniero Camille, IEERSHRAESR, YDRIAIER,

(00:02:23) Camille Fournier
English:

Thank you so much for having me.
R EE:

IFE R I T

(00:02:25) Lenny Rachitsky
English:

It's my pleasure. | want to start by asking you a question that is on the minds of a lot of product managers
is how to be less annoying as a product manager. | know you worked with a lot of engineers over time. I'm

curious what it is that PMs do that annoy engineers most and how can PMs stop doing that?
R EIE:

EXEHRRTE, FRLR—MEZTREEBHETZHRE: FATREE, NETEFBABAG? HAE
KUK ESRZIREMEED, HEBNE PM ML ZRILTEITNR, PM XIZu0fEIs0H?

(00:02:42) Camille Fournier
English:

| would say there are a few things that PMs do that annoy engineers and to be clear, | am sure that
engineers annoy PMs, just as much. So I've realized this is a two-way street. So | think there's some things
that are really easy to fix and some things that are maybe a little bit harder. So the easy things to fix are
hoarding credit. Sometimes | think PMs because they tend to be the front-facing person for initiatives,
they're talking to customers, they're talking to the executive team, whatever. Engineers sometimes think
that they don't get the credit for their work because the PM takes all the glory and all the credit for the
project that they really worked very hard on, right? So making every effort to be credit sharing and
inclusive of the engineering team and giving them the opportunity to speak about their contributions



when it makes sense. | think those are all things that PMs can do to avoid that kind of ... What | consider a
pretty easy annoyance, just like don't pour it all the credit. This is not just you, right? There's a lot of work
has to go into that.

AR ERIE:

R PM BSCELASE L TRMIMIE, S22, HEHEIRIML PMMVENEELAE LT, FRUREIRE
XEHEEN. WANBLEZRREZBR, BENME L, SERRANE “RENZE" . BRERERF PMERN
RUBEHMIMATA, NEMEF K, MSERANKEFS. ITRNMEREEFECSHIERSENAR, BN
PM 2E T HBFIARHMINT, MIBMESSGETRANE N, AL, R—ISHESZENS, BFIE
HrA, HESERHERAMIINSHHAB S, FINNXLEEZE PM AT LAMEY, LOBRXM-----FIANME
HEZBRBAN, EFIRENFT. XRRAZM—IANINS, WIE? 5EEREIF

(00:03:26) Camille Fournier (Continued)
English:

| think that sort of dovetails into the next thing that engineers really get annoyed about with PMs when
they just don't understand the details and act like they don't matter and | think this is just a little bit of a
cultural difference. | mean, even managers, just normal managers, people like me who are looking across
really broad areas or you have to be kind of big picture focused, and you forget that engineering done
successfully really is all about the details and you don't necessarily have to understand all of those
details, but when you act like they don't matter and you don't care about them and it's just like, | don't
care, just like tell me when you can get this done or why is it going to take so long? My god, this just seems
like such a little thing. It just shows a real lack of empathy for the work that engineers are doing and |
think it really can be very off-putting. Even though | will totally agree that sometimes you're going to get
details that don't really matter and you just have to be a little bit patient in those circumstances.

FRZERIE:

XEEESIHT T—HLTRMIFERANSE: PM T2 FERAT, ERIUBFEATLXEE, RIANAXHE
KB—RXUER. BRNEREZE, AEEEEE, SRNEEE, GEAXFLR ZWANELAT ETKRE
A, BREEEIE: ITRENANTE2EUATAT. MAFEERMENAT, ES3RRATHFEENFE
B, (RAEF, RBY “BAE, SFRMTAHREMT HE “NHABEXAKNE? X, XELHKM
=HNET , XRPENITREMTRZEENRED, FUNXFELARE. REHBT2RAE, AR
DB —EHIAEENAT, EXMER TMRRBERF—KMC.

(00:04:50) Lenny Rachitsky
English:

Today's episode is brought to you by DX. If you're an engineering leader or on a platform team, at some
point your CEO will inevitably ask you for productivity metrics, but measuring engineering organizations
is hard and we can all agree that simple metrics like the number of PRs or commits doesn't tell the full
story. That's where DX comes in. DX is an engineering intelligence solution designed by leading
researchers, including those behind the DORA and SPACE frameworks. It combines quantitative data from
developer tools with qualitative feedback from developers to give you a complete view of engineering
productivity and the factors affecting it. Learn why some of the world's most iconic companies like Etsy,
Dropbox, Twilio, Vercel and Webflow rely on DX. Visit DX's website at getdx.com/lenny.

FRCERIR:



AETEH DX #E), NEMRRIEMSEXTFEHPART, CEO RERAMRRESL NN, BEETIEA
LR, HRINMBEIRG PR FIEUER) HMEFIERE (commits) XIFMERIERTENALR. X2 DX
AR Z#, DX 2HEMAEMNHRAR (BFE DORA #l SPACE EZREEMER) BRITHIEEHERRAR. ©
BRBALTANEEHRESKEFLAENEERIFEE S, AFREIBEFHIREZMERZNTEDE,
TR+ 4% Etsy. Dropbox. Twilio. Vercel #1 Webflow X#¥ £k B RRMMATERS# DXo i&iH1E) DX
B getdx.com/lenny,

(00:05:28) Lenny Rachitsky (Continued)
English:

Let me tell you about CommandBar. If you're like me and most users I've built product for, you probably
find those little in-product pop-ups really annoying. Want to take a tour? Check out this new feature, and
these pop-ups are becoming less and less effective since most users don't read what they say. They just
want to close them as soon as possible, but every product builder knows that users need help to learn
the ins and outs of your product. We use so many products every day and we can't possibly know the ins
and outs of everyone. CommandBar is an Al-powered toolkit for product, growth, marketing and
customer teams to help users get the most out of your product, without annoying them. They use Al to
get closer to user intent, so they have search and chat products that let users describe what they're trying
to do in their own words and then see personalized results like customer walkthroughs or actions, and
they do pop-ups too, but their nudges are based on in-product behaviors like confusion or intent
classification, which makes them much less annoying and much more impactful. This works for web
apps, mobile apps and websites. And they work with industry-leading companies like Gusto, Freshworks,
HashiCorp and LaunchDarkly. Over 15 million end-users have interacted with CommandBar. To try out
CommandBar, you can sign up at commandbar.com/lenny and you can unlock an extra 1000 Al responses
per month for any plan. That's commandbar.com/lenny. By the way, CommandBar just changed their

name to Command Al.
FRSCERIF:

IERLIRNEB—T CommandBar, MIRIMEEUKRKIRS IHAZSHAR—, (RIS mEARL/
BIEBEMA. “BEM—T0E? 7 “BEXMHINE , XERENUREREE, RARKSHEAFRREITEA
A, RERRXE, B8 "RWEEHNE, BRREEMRTH-GNAFERE. RISXEAXAL™
fa, FAIREHIES— AT, CommandBar 2— 1 H A RMITAGE, EAF~HR. K. EHENEFH
PN, BBIAPZSFBMERNER, BNRLARERE. tIFE Al ELERAFREE, REERMIIKX~
m, ILAFABECHESHABHNSE, AEEIMMUNER, WEFSISTIRE. MITHMEE, B
B “B#” (nudges) BETFERAITAH (MERHIEESE) B, XERENFBAMABEEELM, X
iEAT Web . BoiRAMMLL, 115 Gusto. Freshworks. HashiCorp #1 LaunchDarkly &1l $isE A
FEE, B 1500 FRHAFAES5 CommandBar E &), Eif B CommandBar, R LLTE
commandbar.com/lenny J¥#f, EASREATLUSHEETIMED 1000 & Al ElE, |ERE—T, CommandBar
NINIZ&Z % 73 Command Al,

(00:07:08) Camille Fournier
English:

The third is playing telephone. Anybody in a manager role can fall victim to this, but | think PMs especially
can be very annoying. So if you are being asked questions that you cannot answer because you just don't
know or because that's something that involves a level of technical detail that only the engineers have
that you just don't have, and you put yourself in this in-between position where people ask you
questions, you turn around, you ask the engineers questions, you take whatever they say, especially



when you don't really understand it, which happens sometimes, right? Go back to the original asker and
sort of get in this middle-person scenario. | think that is very annoying and frankly, it's a waste of time for
everyone. This is something that managers of all stripes do, but PMs definitely do it and that drives
engineers, particularly senior engineers on projects, it's crazy.

FRCERIR:

BmmE “WEEEIE” (playing telephone), EMEEERAERIAIMATRERNZNERH, BN PM
REBZIUEAG. MRIFREE—LEARTERENRE, ENRANE, HERAXIRIIRIEIRITATEE
HURAAT, MIREECHRET — M HEIABNME: FARIREE, REKERIREN, AREBIREMRAE
(CEZRAMHATEIEERERE, XMBRNERE) FRARVNEEE, FTIAAXIFEMA, HAYR, X2
ERBESTANNE, XEEMEENERERZMNE, B PMEELM, XiLTREM, LHRIERNHA
RIAZIMREIMIE,

(00:07:51) Camille Fournier (Continued)
English:

And then, the last one that | wanted to put on this list is just when sometimes it feels like product
managers want to hoard all the ideas for themselves, right? They want to be the ones that come up with
every single sort of product idea and every single detail. What | see happen in those cases is that | see
engineers start to over-engineer things, because engineers are like, well, | need to take control of
something. | want to have some creative outlet, so I'm going to use my engineering skills as my creative
outlet and I'm going to spend a lot of time obsessing over the right framework or the right this, that or the
other. That may actually not matter that much with products delivery, but when you take the people that
are part of the project team out of the creative loop entirely, they're going to find that creative outlet
somewhere else and it's actually kind of bad for the product.

FRZERIE:

RE—RE, BRREFREERBZAEHNEE MMNBRABRMEEES— Mt ENE— 14T
Ao EXMIFRT, RBEFNRIEMAR “LEIRI (over-engineer), AANIRMERG: “WFE, &F
EEERM 4. FEE—TEIENEO, FAURBEIREKEIFRNEEHO, RERRENELULETER
BMESR, HEX DB IRAAT.” XEXN TR AAIREHKBAEE, BHIMERNB RN SETEHRE
IR T ZIMNY, SEANLIHEELA, MXKFE LM ~mEEEN.

(00:08:56) Lenny Rachitsky
English:

That's really interesting, the last one. So you're saying if you keep engineers from having a voice in what
you're building and prioritizing, that's what encourages engineers to rethink, let's just rebuild this thing,
let's use a new framework, let's rewrite this system.

FRCERIR:

RE—RIFEERD. FAUMRER, MRERLIEMENRTARMKESHF EEREN, RRELZM
AR BIHEXRE LEE—EE, ATMER, EEXTARL”

(00:09:09) Camille Fournier

English:



Yeah, | mean that's my ... that happens without you doing that, sometimes. | do think ... | think when | see
it worst and | can basically always predict what I'm going to see, a lot of that kind of engineers building
stuff, finding creative outlets and kind of building stuff, maybe they shouldn't be. I'm going to find that in
places where they are so quashed their creativity for the actual business or product that they're building
and their voice in that is so ignored that they don't have any outlets in that space and so, they are going
to use the space that they have an outlet in, the place where they have some control and that's usually
the technology choices and the details there.

AR ERIE:

T, BHERE - AREERAIXAY, IMEREEEE, BRINN, SHREISERNBERN, HE
A ESEEFNE: REIREMZER. HOEHO, E—EAERNZENKRA, B% 2R NMIIELMmR LS5
oSN EEST, MNNESRTE22M, UEFMNERNTWELEEO. L, M= A
BoEHO. BEENTE, REEMERARNERMZAAT,

(00:10:17) Lenny Rachitsky
English:

That's fascinating. | want to actually dig further into that around rewrites. You have a really interesting
take on that, but before we get there, let me spend a little time on some of these. These are awesome. So
on this theme of not involving engineers in ideation and coming up with what you're actually building,

what have you seen just very tactically, is there anything you've seen that PM do super well?
FRCERIE:

AERRT. HEKBH—PRIIXT “EF" BEH, RALERIREGRILE, BERZE, RBEXER
EZERME, XERNAET, XTALIRMSS5HIATREWRZABTHER, MIRBERE, TER
B PM IS5 EI 75 ?

(00:10:17) Camille Fournier
English:

| think the product managers that have done the best, they're not threatened by other people having
ideas. They're not threatened by the engineering team being full of smart people because they realize
that yeah, some of the engineers may have good ideas, but they still don't really know how to do the
product job. Just my experience is there are plenty of engineers who actually think they can be product
managers and they don't really understand all of the elements of the product job that they would need to
be successful. And when product managers take the time to build those relationships, well, make sure
that people do feel like they can both share their ideas, but also that they start to appreciate what the job
of this product person actually is. And what they're really bringing to the table in terms of really how do
we measure this input? How do we really understand the customers, how do we really think through the
details of what's going to make this successful from a business or a customer perspective? | do think that
that creates just a much better interaction pattern and then, engineers can feel good about sharing ideas
and understanding that many of them won't go anywhere, but there's somebody that's actually going to
listen and take the time to care about them.

AR ERIE:

BINNAHERIFFREE, FEEANABREMREZEM. I FEENTEFA22IEBREAMRER
EEh, EAMITRIRE, ERAEEIRMAIEEFER, EMINATNENAS~mIE RIBZRVZRE,
BRZIRRMEFECHEED PM, EMIIHRNEERERINTRTmIEFENESEER, 4 PM L ERILF



XEXR, BRAKEREAUDZEERE, NFFEMEX T AN TEMEN — bt TnE a2 N?
MAEEEBREF? AN SHEFAERERINAT? RIANXSEHBEFHNENRN. XiFTIEM
ENERENZRIERY, BMENMEREPREBETSRED, BEVEAEMA, HEERNBEXEM,

(00:11:37) Lenny Rachitsky
English:

Coming back to some of the things that you said annoy engineers of PMs, this idea of playing the middle
person, sounds like the solution clearly is there. Just connect the engineer to the other engineer or your

engineer to the PM that's trying to figure this out, right?
R EIE:

EEIfRIEZIRY PM L TRRIMTRIAESE, XTFT “BIEPEAN" X—xR, FERERSEREH: BERLTE
MxES— T, SEILIRFTRIMZRBNMEF R PM, HIE?

(00:11:49) Camille Fournier
English:

That one is not always easy because again, you have this tension of a lot of the job, of any management
role is being in meetings and filtering stuff so that people who are in focus ... individual contributor mode
can focus and get things done and not spend half of their weekend in meetings. You've just got to be very
careful about knowing when you're crossing that line and when you're crossing it too often. And if you're
having to often say, "Let me get back to you, let me get back to you, | don't know, let me get back to you."
Maybe the person you're talking to is asking the wrong level of questions of you. Maybe you need to
connect them to the engineers directly, but just being aware that that shouldn't be a default behavior.
That will happen occasionally, but it shouldn't be a thing that happens a lot because if it's happening a
lot, then you're likely missing something, you're likely losing something in that telephone game

translation and that's going to cause problems over time.
FZERiE:

XHARREBALRS, AAXBEFEE—MKD: RAEEAGHNRA—HSTEREASITIRES, UWEL
FEIRANDTATERE (IC) EBEPHEATHIE, MABBARN—FHEREEFZ L. REFIEE/)
D, HMEAFARERERT, URSEHERLINE, NRMFAFFALEYR “RBEKOER, HANE, HiE<E
SR, BIFNREENARNEBERLERN, MIFRFEILMINEREMZEIRN, EETIREIXFNIZMEN
RIAMTH. BREERXR, BRANZEERE, HNNRKZELE, MAGERT 4, HEFE “CEREIF
X HEFREXRTER, AMAZZHEH,

(00:12:47) Lenny Rachitsky

English:

Awesome. So basically, if you're just finding your middle person too much, then it may be time to connect
people directly. And | know the reason PMs often are afraid of this is the engineer may agree to something

that they think is a bad idea for their team or may not understand all the ramifications on the product or
just obviously, just spend their time in meetings and not be building anything.

AR ERIE:



AET. FMUELSE, IRRAMECHRIPEANRERS, PRIMRILANEZDRT. HEHEPME
BEBX—RNRARZ: TRMAEEZEN—E PMIAAMERFES, S(E IR RIEEN~miy
2EFMm, HEEMS N, TIRMFIEREEHEEFS EMESHE,

(00:13:12) Camille Fournier
English:

Yeah, yeah, and sometimes you mean you do it in a group meeting. | feel like Slack and other chat type
things actually make it a lot easier to see, have the right people in a group in a thing, but again, that's

distracting. So there's not an easy solution to that one, just | think it's important to be aware of it.
R EIE:

B, BRI LUB NASICRRR, KIS Slack MIEMBIX TR L1 A#HEHATRERZT,
BEE, XUSNBERH. FIUXEEEENBRAL R, HIANNTRIIX—RRER,

(00:13:27) Lenny Rachitsky
English:

Yeah, that's a really good point. And then, in terms of hoarding credit, is there any tactical thing you've
seen PMs do really well here is it, just every time they're announcing the product, "Hey, these engineers
were involved or-"

AR ERIE:

21, FEEE, £TF “BED , (MELENLT PM EXSEHSHIITHHEADE BEREHERN
B 92, XETRITHBET EE -7

(00:13:37) Camille Fournier
English:

It's more than just saying thank you to all these people, but it's actually sometimes stepping back and
letting other people speak, especially if it's something that's a really, really big technical lift. | don't think
there's a super easy fix to that. | think it is just really being mindful that that can be very much a sore
point for engineers when they just feel like, "This is my work, I'm not getting any credit for it, and this
person is hogging all the glory."

AR ERIE:

AMURZBAKRBHXEN, BNLFELERRE—D, LHEMARS, FrIRI W NEIFFEERIIRAREAN,
BARUNANXEBRERHRRT E. RIANXKREERIRE, HTRMEE “XRERNIIE, HIB[EEMR
AT, MEXMAIRETRBENIF B, XAt =,

(00:14:07) Lenny Rachitsky
English:

| love that. Yeah, | find the best PMs are the ones that talk the least and encourage other people to do the
presenting and announcing. And so, | think that's a really good reminder is let your engineers do that.
Okay, amazing. So we talked a little bit about this idea of rewriting and how engineers sometimes just



want to rewrite the system and | think a lot of PMs do too. A lot of times you're building your features on a
thing that someone that doesn't even work at the company and were built five, 10 years ago, and there's
always this sense of, "Okay, maybe we should just rewrite this thing everything will move so much faster."
Do you have a really interesting take that | think a lot of PMs will love to hear, which is that rewrites are
often a big trap and often don't end up being what you think they might be? Can you just talk about your
experience and perspective on this?

FR3CEd

iF
HERX MM B0, RAMKRIIFH PM EERRLEERD, HRMEMASHTERMEABIIA FRAFT
FXRB—MRFAVIREE: IHRETRIMEMXE, X&FT. HMNAWMET €5 0%, IRIMENME
BEFAGR, HRERFRS PM EEXMEE, REMNER, MEBE—TLER. TFIHEEFEATIALE
AR LA AIEE, S2B—MEE: “FE, SFEMNVZEEXRREI/L, XE—EHIRES.” fE—1
FEEENNS, BRUFRE PMSENR, BME: ESEEFE—TERNKH, MASRETEROMAARE.
REEIRIRTEX T ERE N EES?

(00:14:50) Camille Fournier
English:

Yeah, so | mean | have personally overseen a number of, if not quite rewrites, re-architectures and major
system evolutions. So | absolutely do think they are sometimes a thing that needs to happen, but | also,
have seen so many instances of cases where the engineers have convinced themselves that the only
solution to the woes that they're experiencing with the system, it's hard to support, it's hard to change.
Nobody wants to work on it, because it's this old crappy technology, is that they just have to go over to
the side, build the new thing that will replace this old system and that is going to sort of free them from
their misery.

FRSCERIE:
2, EPALEIRZA—NREFR L RLEEMIE—EHWEMNNEARSEHR, FIUREXIANEN]
ENENTLEN, ERBUEASXENER: TRIFIHRED, BRRKES (BLILP. HUEX.

RN, RARAREX L) BE—NEMERE—E, BRI EERIBRANIARE, MMEMITIME
& PR,

(00:15:41) Camille Fournier (Continued)
English:

And | think projects where you acknowledge that you do need to do an uplift, but you make a very
thoughtful staged plan as to how you're going to do that, and you really think through, okay, we don't
need to touch all of this stuff, but we're going to take the recommendation system, it really needs to be
uplifted and that's a well-contained, you know, APl and so we can start to fix that without having to
change the whole whatever web framework, right? So | do think there are ways to do these evolutions,
but people really underestimate. They underestimate the time to migrate stuff from the old system to the
new system, is a huge, huge problem. Particularly when you're talking about systems where you have sort
of external people using the system in some way, whether it's web Uls or APIs. You think, "Oh, we kind of
know what's going on, so it's not going to be that big a deal." Engineers notoriously, notoriously,
notoriously, massively underestimate the migration time for old system to new system and that causes a
lot of problems.

FROCERIR:



AN, EREMAABLFERA, EBRIETIFEABHMBREITIINTESR, RIFATE: FIE, i)
FRENFENKRA, BRNEZHEERSHT], EHREFERA, MACE—MEHEREFN AP, FRUEANA
UFRIEEE, MAFTEENEN Web 1228, WIB? FRUFIANBEIE#HTRE RS, BAMNEREMSE T
B R THRAMBREIBEFARLNNE, X2—1MERNEH. HF32SMKICILERIINEAR
UEMANERNRRN, TILE Web UIIERZ APl, fRIE1F “H, HIMNABREREARE, FALUZIBA
"o TREIMIMRE. RE. RETEMRGE T NBRREFHRSTZNE, XSRTRZEE,

(00:16:24) Camille Fournier (Continued)
English:

By the way, you still have to support the old system while you're working on the new system. So | doubt
many of the PMs in the audience are ever happy when they hear, we need to go away for six months, a
year, two years to build this new thing and we just can't really add any features to the system in the
interim. That's infuriating, I'm sure, and frankly that's a problem and | don't know that that should be an
acceptable answer in many cases. There may occasionally again be a case where that is what has to
happen, but | think most of the time you can't really afford to just say we're going to go away and we're
not going to touch the system for a long time and we're going to build something new over here.

FRCERIR:
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(00:17:47) Camille Fournier (Continued)
English:

So many things about why that doesn't make any sense. So this is a little bit of field of the blog post that
you're referring to. So, if you've got a system that doesn't really need feature enhancement or
development because it's just sort of fine and the users are using it. And it's just annoying to the
engineers, why in the world would you invest so much money in writing a new version of it? There's a
little bit of a cognitive dissonance that sometimes happens if you need to do new stuff and the old system
literally is not ... it's not possible to do the new stuff that you need to do, you need to figure out a path to
get to a sustainable system or you can continue to add and evolve. You should be investing and so there
does need to be an investment, but you have to ask yourself, if | could go away and not touch this and not
do anything to it for a long period of time without it really harming my business, is it worthwhile to
changeitatall?

FROCERIR:
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(00:18:28) Camille Fournier (Continued)



English:

Does it matter, and there's some questions there. | also think that when people try to do rewrites,
particularly again if it's something that you're really trying to just move to a new language for example or
sort of modernize in a certain way, [inaudible 00:18:45] a lot of times people really underestimate what
the old system does and how well they know what the old system does. There's so much logic buried in
legacy systems, it tends to be undocumented, it tends to be weird. You haven't thought through all the
business rules, you haven't thought through the data formatting and | think again, it's much, much
harder to replicate all the important things from the old system to the new system than people expect. So
there's more than that, but | do think sometimes you need to evolve systems and my advice would be
when you're struggling making an evolution plan, take pieces potentially of the old system, uplift them,
make them more scalable, make them easier to work with, clean up the tech debt, but trying to say we're
going to just go away. We're going to rewrite, we're going to build something brand new and it's going to
solve all our problems, it just very rarely works.

FROCERIR:
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(00:19:42) Lenny Rachitsky
English:

| think a lot of PMs will be like, "Yes, thank you so much for saying this, because | think that's also always
a big struggle between the ENG team and the PM team." So just to summarize what | think a lot of people
miss or what you're saying a lot of people miss when they're thinking about let's rewrite this thing, is the
migration to the new system, migrating customers, users, data to the new thing is going to take a lot
longer than you expect. You underestimate knowing what it actually does and you're going to miss
features and you can introduce new bugs. This actually is very similar to what I've seen with redesigning a
whole product flow. There's always this sense of let's just rethink this onboarding flow from scratch or
let's rebuild this part of the product and always it ends up being a negative experiment result. It always
ends up being less good and then, you have to spend all this time clawing back to get to where you were
and also, you forget the stuff that would ... the features that you had and you're like, "Oh, shit, | forgot
about that feature, | forgot about that feature." So it's interesting, there's a very similar situation in the
product side.

AR ERIE:
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(00:20:45) Lenny Rachitsky (Continued)
English:

Okay, amazing. I'm going to go to a slightly different topic, which is around engineering leadership. So |
know you've written a lot about engineering leadership, you spent a lot of times with engineering
leaders, so | have a few questions here. One is that | know that one of the things that haunts engineering
leaders most is finding the balance between staying technical and their technical expertise, and their
leadership expertise and basically finding the right altitude of how high ... where to be in the org and also
how in the details to be, and also staying technical enough to be relevant. What have you learned in your
own experience of finding that balance and how do you advise engineering leaders as they struggle with
this?

FROCERIR:
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(00:21:18) Camille Fournier
English:

Yeah, so one piece of advice | give everybody is don't stop being a hands-on technical until you feel like
it's in your bones. You feel like you've got mastery that you could ... if you know a second language
fluently or if you played an instrument really, really seriously for a long time or maybe a sport really, really
seriously for a long time, you'll be familiar with the ... | haven't done that in a long time, but if | was to
pick it up, it would be rusty, but | would get there pretty quickly, right? Maybe physically, | wouldn't be as
strong as | was or whatever, but | would get there. You can do that with writing code. You can do that with
technical skills if you do it for long enough, | think you can develop sort of a baseline mastery, where
you're not going to be as fast and a lot of the challenges of being technical is actually in all the tooling and
all the tooling evolution, but you're not going to be necessarily as fast as people who have been doing it,
but you won't be completely clueless and | think that all the things you learn getting to that really
comfortable mastery of some part of hands-on tech will stay with you and will help you just maintain a
level of confidence in your own technical know-how and maintain a level of empathy for what it means to

be a good engineer.
R EE:
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(00:22:38) Camille Fournier (Continued)

English:



And | think just make you a lot less anxious about being hands-off, even though | think everybody who
makes that transition for a year or two, especially if you're really have to be hands-off or you just don't
have time to write code at all, you are going to be anxious for a while no matter what. The things to then
think about from that point is, being technical is also just about knowing what's going on and paying
attention and being able to ask ... what people care about with technical leaders in my experience is they
want people who actually seem like they sort of understand what you're doing and can ask good
questions and help guide you to better decisions without actually being the one who's like, "Oh no, you
need to use this library instead of that library." It's actually sort of annoying when somebody that's very
senior and hands-off tries to tell you, don't use this library, use that library because | don't know about
you, but | don't really believe people who have been hands-off for that long when they try to tell me what
to do and the thing that I'm kind of the expert in right now, but | do appreciate it when I'm given more
guidance around, well, have you considered this? Tell me about how you're planning to handle that
situation. What are the major technical challenges with implementing this and that can actually spend
the time to listen and ask thoughtful questions on the back of that.

AR ERIE:

BIANZXSIREFRBFREDFRD—LEEER, RERIUNAEINEHXMHZE—RENA, F3IZMNRIMFERN
BB FHERS KBS NG, TICWAREBIEE—RIE. KIBEEZENE: RISEAEHEERE
TRETRENSERS, REXIHEBIRR. RBERNZE, AMINRATSENHERE, MIFENSES
EREMNBMREMMIA, SiRNEFRE, H5ISMEEEFIVAE, MASFEREFRR: “BF, RNIZA
EXPNEMAZRNE" S— M EFEFREREEDFHANRESIFER FAXNE, BINE" B, HSHEM
A AARFMERELR, ERFEAEEBLERE —LRANAZEMITHT BB TR HIEF @R,
BRREHMNELEESS|F, bl “REEIXNG? 7 “HiFFMRITEOFGERMER? * “LIX
THEERARERTA? 7 FHEERIERREIIEAHZELL R ERHRZI88) .

(00:24:00) Camille Fournier (Continued)
English:

The last thing | would say is surround yourself with smart technical people, also as much as you can, and
be willing to listen to them, talk about tech and ask them questions about things. | feel like that's part of
the reason that | am able to stay technically savvy and credible amongst people who work for me is not
that I'm writing code because I'm not. But | am listening to a lot of very smart people talk about
technology a lot, down to the level of I'm trying to debug this database issue, what the heck is going on?
And just constantly being interested in those stories and learning from them and learning what really
smart engineers are thinking about and worrying about. The more you can build that network of people
that are still hands-on and stay in touch with that, I do think that helps a lot.

AR ERIE:
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(00:24:56) Lenny Rachitsky

English:



So on my last point, how are you actually doing that? Is it watching ... going to conferences with friends,

something else?
R EIE:
XFRE—R, MEAKEEAHM? BF - HPAR—ESNZINL, EZ23NTA?

(00:25:01) Camille Fournier
English:

Yeah, yeah. | mean, | guess for me it started with going to conferences, meeting people. Now, I'm in a lot
of different chat groups where people are just sort of regularly communicating, staying in touch with ...
staying in touch with former colleagues. | will admit I'm kind of a social person and I have a big network,
so this may be easier said than done, but | do think being in the right group chats ... | also think, I'm sure
reading various tech news and tech sort of commentary and discussion boards, | mean it's definitely a
mixed bag of that stuff | think that like ... but there are smart people. You find the smart people in there,
you sort of follow what they're saying. | think that's another good way to keep that perspective.

FRCERIR:
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(00:25:51) Lenny Rachitsky
English:

Is it a sign, | wonder if you're not interested in that anymore that maybe you should move into something
else. | don't know. If you're like, don't really pay attention to engineering technicalness.

FRCERIR:
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(00:26:02) Camille Fournier
English:

It's hard for me to say because I'm such a nerd. | really love tech. I'm in this industry, because I'm just
actually genuinely very interested in certain corners, not every corner of technology but certain corners of
technology. | want to know what the latest stuff that's happening in databases and infrastructure and |
find it all very interesting. | find the problems interesting. So | think that makes me very successful
because | just have that natural curiosity and passion and interest in it. But | don't know that that's a total
prerequisite.

AR ERIE:
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(00:26:48) Lenny Rachitsky
English:

Yeah, but you've been talking about ... it reminds me a little bit of this guy, LevelslO on Twitter. Have you
heard of this guy? He was just on Lex Friedman. Have you listened to that yet?

AR ERIE:
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(00:26:47) Camille Fournier

English:

I think maybe | saw a clip of it, but | haven't listened to it.
R EE:

BRHAREI—THE, BEgiid,

(00:26:48) Lenny Rachitsky
English:

So | think one of the most successful indie engineers where he just works on his own thing all by himself,
never raises money, just launch his products that make money. And a funny thing about him is he works
... all stuff is in PHP and jQuery. He's just like, this works. I've always had this to do, learn Node.js, learn
Python. And I'm like, I'm too busy to build ... while I'm building to learn these new things and he's been
incredibly successful. So it touches on sometimes maybe you don't need to just keep rewriting to the
newest frameworks.

FROCERIR:
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(00:27:15) Camille Fournier
English:

Yeah, no, | mean look, | actually ... | feel like | know a lot of smart engineers who are in that category.
They're like, we built amazing things in PHP and relatively simple SQL and so much of tech is over-
engineering things and | don't totally disagree. | think the challenge is though, of course, what works as a
one person show, doesn't always work in a scaled organization for better or for worse, we're in different
like, you've got to match what makes one person really productive. Will it make 100 people, 1000 people,
even 10 people really productive? That's always a little hard to tell and that's why | do think you should



be not ... I think it's always a good idea to be keeping up with what's happening and what's changing in
whatever kind of side of tech you're in, but not obsessively chasing every fad. | think being aware of, but
not necessarily chasing them, but particularly, if you're working in groups, teams, larger companies, even
midsize companies, there is some amount of, you're balancing the tech that makes one person go fast
with the tech that makes 10 or 100 people go fast and those are not always exactly the same thing.

FROCERIR:
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(00:28:35) Lenny Rachitsky
English:

Just to kind follow this thread a little bit and to kind of nerd snipe you a little bit, is there a platform or
language or framework these days that you're either very excited about that you think is helping people
move faster and do better work or the opposite just like this is ... everyone is excited but this is not good.

FRCERIR:
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(00:28:52) Camille Fournier
English:

| will say this, one example | actually put in my own notes for this conversation was GraphQL. | would not
tell a team to use or not use GraphQL at this point because it's a bit out of my expertise zone and my level
of management. It's not really my job anyway, but it is one of the things that is both popular and thought
relatively poorly of by most of the senior people that | know. And so, | guess | would say that's one where |
would say if you're seriously thinking about it and you're not Facebook, you may really want to make sure
you know what problem you're trying to solve because the impression that | have from sort of listening to
people talk about it is that GraphQL is kind of trying to promise front-end engineers that they don't really
have to collaborate with backend engineers. And they can just sort of build whatever and it'll all be fine,
and it just doesn't ever seem to work out that well for anybody who actually does it in practice. Again,
obviously, it can work out that well because Facebook has made a great go of it. I'm sure there are other
companies that are, but that's one where it's not that new but it remains one of these things where it
seems like an interesting fad that maybe is burning a lot of people.

FROCERIR:

A BX AW, BRAXRKEEENERRE—MIFRE GraphQL, BRIEASHIF—TMEMNZRZA
GraphQL, ENXARBHBENTLITHMERRL, REBAERNRT. BEZRMEIRT, XEFKIAIR
MRS HFRATITMAEXNBREIARE. FrLAFBN, MRFEIAEZREMIRXAZE Facebook, fRAJEERRY
FEWRRANER CBBRT AR, AARFAKILCENENRZ: GraphQL INFIERATH T2 MM, (]
FAEERESREBELIEZMNME, AJUBORSMAE, —IHSKREH, BEKREFR, XNAZSHARKRNF
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(00:30:13) Lenny Rachitsky
English:

That's awesome. | appreciate you sharing that. | don't know if this is exactly an example of this, but on
that podcast levels, | forget his actual name, Peter | think, shared that whenever there's a framework that
has a VC funded startup behind it, that's not a good sign because their job now is to convince engineers to

use it and then pay for it and that's not necessarily going to be the best product.
R EIE:

AET., BifiNZE, HAMEXZEE—MEHUBBIF, BFE Levels BB MEES (RTTHHNER, F&U
Peter), I ZEW: BH—MERERE —RNKZHHVEI AT, XEERBNFIK. BAAMBIIBNIME
HESHIRIEMERE, ARAEME, MXAT—ERKRE CERRTFIT M.

(00:30:34) Camille Fournier
English:

That's true. Although | will say that some of the most time-wasting frameworks have also just come out of
big companies, or the context of the big company that may have made that framework super useful
within that context doesn't translate to startup or small company or even big company that doesn't have
the rest of the context set, but | don't think ... He's not wrong. | also just think big companies share the
blame on that one.

FRCERIR:
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(00:31:05) Lenny Rachitsky

English:

| guess we should all just come back to PHP and jQuery and be simple.
A EiE:

FABIAERZ([EYT PHP 0 jQuery, RIFEHE,

(00:31:09) Camille Fournier
English:

Maybe.

FASZEIE:

HIFIE,



(00:31:10) Lenny Rachitsky
English:

Okay, so to close out this thread on engineering leaders, finding the right balance, just to summarize your
advice here. One is get to mastery before and is your advice here, get to this point before you move into
engineering.

FROCERIR:
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(00:31:23) Camille Fournier
English:

Engineering management. | will say part of this is also in particular, if you happen to be a woman or
otherwise, underrepresented person in tech because people will tend to underestimate your technical
abilities just unfortunately as a get-go. | also think it's particularly important to kind of develop that
internal confidence in your abilities before you make this sort of scary leap, which is scary for everyone of
have a ... if you have that mastery before you make the leap, | wish more people would do this because
honestly, | do think there are a lot of people who never really gained the mastery. They go into
management, they lose it and some of them are still perfectly good managers and look, there are good
managers who were never technical to begin with. | don't want to say that that's impossible. | just think
that if you care about being technical, if you are technical now and you want to maintain that tech-savvy,
don't just become a manager the first time somebody offers it to you. Make sure you've really spent your
good time writing code.

FRZERIE:
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(00:32:28) Lenny Rachitsky
English:

Is there a number of years heuristic you think about or some way to tell you that maybe you've hit that
point?

FRCERIR:
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(00:32:34) Camille Fournier

English:



| think this has been since disproven, but it was that 10,000 hours idea of mastery at some point. For me,
it was like an undergraduate degree, a graduate degree, and four or five years of full-time work. So maybe
I might be slow. | didn't start coding a lot in middle school like people might do now, but I felt like ... | took
several years of hands-on work in a very intense undergraduate and graduate programs for me. So | do
think it's probably somewhere in the 10-year range of really having spent a lot of your time over those
years writing code and really understanding how to be a technical expert.

FROCERIR:
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(00:33:17) Lenny Rachitsky
English:

Got it. So essentially if you're thinking about moving into management as an engineer, you may want to
wait until you've done it for 10 years in some form, which | think is a lot longer than a lot of people
would've thought. And | imagine many people are not doing that. And then, in your experience not doing

it as well, it could be-
FhCERIE:
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(00:33:35) Camille Fournier
English:

If you were programming a lot in high school and you got an undergraduate degree, so let's say you've
got six years-

FRSCERIF:
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(00:33:42) Lenny Rachitsky
English:

I see.

FRCERIR:

HHABT,

(00:33:42) Camille Fournier

English:



You may only need four or five years of work, 40 hour a week writing code experience. I'm sure it depends
on the company, but | do think when you see people that are 23, they are just out very recently out of
school, it's a different thing if you're a founder and that's a whole different life, but if you're at a big
company and somebody is like you have great communication skills, why don't you start to become a
manager? Often they're actually pushing you to become a project manager, which is actually also the
worst sort of path to real leadership in my opinion. If you don't feel like you're done ... Also, if you just
don't feel like you're done, if you're still having fun writing code, don't rush becoming a manager, writing

code is awesome. Have fun, enjoy it.
R EIE:

RARERFTENAFNTFEN, BIEAE 40 NHERBIEE, SAXBURT AR, BRBHLIAAN, HIREE
23 %, NWELRIHAN —NRMRIZLIBABZE S —EIFE, BEREXEFARAWAE—EBUORMERREF, &
A¥ “RERENRE, NHATHREEZER? 7 , BEMIEMLEERMAREBIMELZIE (Project
Manager), EHEX, PBBETHEETATHREKIRZ. NRREFERSHB - MH, NRMEFSEHE
HEH, MAE2ELEE, SRERE, ERE.

(00:34:29) Lenny Rachitsky
English:

| know exactly what you mean. So | used to be an engineer, actually | was an engineer for 10 years. |
definitely don't have mastery at this point. | moved into product from that and | definitely so missed
actually just sitting there and writing code and building stuff, that was very hard to give up. | imagine you
still missed that.

FROCERIR:

HE2RAMNER. HUFHREIREM, KEFLERMT 10 FITRIN. RMESERTLEB. HEREET
P, FREMNIFETRSIBMLERESHE. WRARENRE, BFEIFEE, HERMEDATZ.

(00:34:45) Camille Fournier
English:

I think | might've forgotten about it at this point, but there is nothing as satisfying because you get the
fast feedback loop. It's just wonderful. Yeah.

FRCERIR:

FEBRUEARELT TIPMERE T, BREAALTHBEELANRENT, RAREFEIRENRIEER.
BREGEARET . EH

(00:34:56) Lenny Rachitsky
English:

This episode is brought to you by Coda. | use Coda every day to coordinate my podcasting and newsletter
workflows from collecting questions for guests to storing all my research to managing my newsletter
content calendar, Coda is my go-to app and has been for years. Coda combines the best of documents,
spreadsheets and apps to help me get more done and Coda can help your team to stay aligned and ship
faster by managing your planning cycle in just one location. Set and measure OKRs with full visibility
across teams and stakeholders, map dependencies, create progress visualizations, and identify risk areas.



You can also access hundreds of pressure tested templates for everything from roadmap strategy, to final
decision-making frameworks. See for yourself why companies like DoorDash, Figma and Qualtrics run on
Coda. Take advantage of this special limited-time offer just for startups. Head over to coda.io/lenny and
sign up to get six free months of the team plan. That's coda.io/lenny to sign up and get six months of the
team plan, coda.io/lenny.

FROCERIR:

KETEH Coda #B, HEXEFER Coda RKiMAKMWBEMNEBHIER, NEZERDADFEREH
Rk, BIEENEZBNRNEHRA, Coda ZER—EZHKNWEIENA, CodaEE7T X, BFRIEMEA
=, BEIFETMEZ T1E, Coda RalLUBIE— A BEMIIAEL, HENMRHNEPA RS —HHFBERR
Fo EHFEE OKR, EFNMFIZEREZEILMTLFER, MFKEIXER, SIEHETMNK, FHIRFIXKE
X3, {RERI USRI ENESEDMIRER, HEMNBEZERRIREREERVAERNS. XBEEE
A1t 4% DoorDash. Figma # Qualtrics X##H AR ETE Coda Liz1T. FAXNEITAMIEIATIREAREY
B, 7I1E coda.io/lenny JFAf, ENAIREZEIRTE 6 B BIHPBAITRI.

(00:36:24) Lenny Rachitsky
English:

On the topic of moving into management, you wrote maybe the definitive book on engineering manager
career path, and so when someone moves from IC to management, what do you find is the most
surprising thing to them? What do they most often not understand or are surprised by like, "Oh man, | did
not see this as part of my job or my life."

FRCERIR:

KTREEERER, 157 RAATREXTIREEERWRZNEZE. BAHBEAM ICEENEERN,
ARSI IR EIZINIZR A A? MNREAFEFEIREFFTRMAA? b "X, FTLPREXBI
RIFEEEN—EE D"

(00:36:24) Camille Fournier
English:

Yeah, | mean | think there's a few things. | do think ... assuming that they're actually trying to do it well, |
do think there are a lot of people who move into management and then just don't really understand the
job at all and aren't even self-aware enough to know that they don't understand it, but for those who are
trying to do it, trying to do it well. I think a few things that tend to surprise them are the fact that you
really don't own your time as a manager. Your team and your management and the company owns your
time. More and more the more senior you become as a manager. | think individual contributors often
think that if they become a manager, they will still have some of the freedom that they have as a senior
individual contributor.

FRCERIR:

=0, BRENLR. HiAA-RIRWIENEMET, BEEREAENEERERTETERXHIE, EE
RERBHEERDIRERNECSFER. EXTFRESHEBHFHIA, FHANE/LGEIILMBIREIRT: $
—, FRERE, MENTBREECHNE T, REVEI. R ELEMABME IR E, (RERIIES, X
BRI E, HIANICEEIAN, MRMIIRAZIE, MIHNHASEBEEAZER IC BEIETHEH,

(00:37:08) Camille Fournier (Continued)



English:

But then they'll also be able to tell people what to do and they'll have all this authority. And the reality is,
management is much more ... I'm not a huge fan of servant leadership exactly, but management really is
a service job. You are serving the team, you are serving the company. Your job is to help make things
better and that usually doesn't mean that you're making all the decisions. It usually doesn't mean that
you snap your fingers and people jump. Because if you try that, especially in tech, right? People are just
going to revolt. They're not going to listen to you. It's just too hard to have ... that's not the culture that we

live in.
AR ERIE:

EENMIITERSHHS, HEMAEXENE, MRLE, BEEESE - HHFTERE “IMARAAT -
SKknez, (BEEHLE—MIRSMELIF. MENERS, ARERS. MOIEREBSFEREEY, MX
BEAFERERMEFIERE, BEBAEREMRITNEE, 3AMFIER RAMRMRZIAIBEY, 15
ABAERRE, AMIaRkFB. MIFAIAIREY, XA - XA BRI,

(00:37:53) Camille Fournier (Continued)
English:

And | don't think that's a good culture. | don't think that command and control, I tell you what to do and
you do it. It just doesn't create creativity, right? It's the same thing as like PMs, trying to have all the ideas,
right? No, you've got all these brilliant people working for you on a team, your job as a manager is not to
tell them what to do in every single case. Occasionally, yes, a lot more. If you're trying to convince them of
what you think should happen. In some ways, you're sort of nudging, you're encouraging, you're
directing, you're setting guardrails for processes or behaviors or whatever, but it's not this glorious
fearless leader. | make all these decisions and everyone looks up to me and it's awesome kind of job. It's
much more grueling, much more ... you are really just sort of reacting to things in the moment. And it can
be very ...it's a hard job. | do think particularly management when done well, when you're really trying to
doitin a thoughtful kind, but also, productive way is a very hard job.

AR ERIE:

HRINABMB T FHARIANA "L E5ER" —RSFMEAAMRMEHT A —RAEIEN, X
M PM RBEZUFAERRZE—1FH. F, IMBBNEEXAZA EEENA, FAZE, MNIEFEESH
BERTESFMINZMT 4. BREE, EEZHER, HRRRERREIIZERMANNIZRENER. EEM
REL, MEBARE. &6 519, IAESITHIRE P12 (guardrails), BEXAREMRH “NRERHIATF
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(00:39:06) Lenny Rachitsky
English:

| wonder if engineering is where most ... where the highest percentage of people that move into

management move back to IC. I've seen that a bunch and | wonder if engineers are the most common.
FRCEIE:

BER, TIRVEEFEREEEFNEE IC LRSS, HNIRSXMER, RERIRENMEREFTER
= p Ll



(00:39:16) Camille Fournier
English:

| don't know, but-

R EE:

BAmE, BR—

(00:39:18) Lenny Rachitsky

English:

After realizing what you just said is true, like, "Oh, what | done-"

R EiE:

ERIREUFRIA RNEEERNZ /G, i@ M, FEF;FrEFa—

(00:39:22) Camille Fournier
English:

So do you not think product managers also do this? Because | think product managers also actually suffer
from exactly this kind of-

FROCERIR:

BIRBEE T mEEAIXFD? FHARREST mEELR LR XM EH,

(00:39:28) Lenny Rachitsky
English:

They do.

FASCEIE:

bl e R,

(00:39:28) Camille Fournier
English:

Maybe sometimes-

R EE:

HiIFER

(00:39:28) Lenny Rachitsky
English:

They do.



AR ERIE:
IS8,

(00:39:28) Camille Fournier
English:

Yeah.

FASZERIF:

=0

(00:39:30) Lenny Rachitsky
English:

But interestingly, | was an engineering manager earlier in my career. | really did not like it. | was very
unhappy in that role. As a PM manager though, | was very happy, it was a lot easier.

AR ERIE:

BEEBNZE, RRIVEEFHHITREZE, RENRAER. EBMRULERAFC. EFHN PMEIIE,
HEEFL, MEAEHEZ.

(00:39:43) Camille Fournier
English:

Yeah, because PMs are way easier to manage. PMs are awesome to manage. PMs want to ... they're just so
helpful. They want to do this ... they're good communicators. | love managing PMs. | have to say, | have to
say, just my experience, engineers are such a pain. They're all primadonnas. | am an engineer, but PMs

are more fun to manage my experience. So actually, you have a point. You have a point.
FRSCERIE:

T8, AN PMPFERSZ, EEPMX%ET. PMBZE -t 1IEEHER. MR- ti1ZHFA
BE, HEREE PM, RAEARR, RIBRNEZE, TRIMKERT. wil—NME8E “GERFTNEE"
(primadonnas), HBECMETLRE)N, BEEPMEBE, PRUKERL, RGN,

(00:40:12) Lenny Rachitsky
English:

But | wonder. Yeah, because | haven't seen a lot of PM managers move back to IC product management. |
find that once you can build product through teams and not sit there all day in Excel and check in on
deadlines and things, it's hard to give that part up. You kind of enjoy being higher up in that chain. Yeah.
Kind of along these lines, something that you have a really interesting perspective on is one-on-ones.
Most people are like have one-on-ones with everyone, have them regularly, they're really important. You
actually have this contrarian take that maybe you should have less one-on-ones, especially as an
engineering manager, you talk about that.

FROCERIR:



BEERFH. B0, AATSHIRS PMZIRED IC~REE, BRI, —EfEEIHAEESR, MR
BERYLEIEF Excel. FIEHIEERAZEN, MEEBRFRMD MEIEREEFTLTESUENRL.
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(00:40:46) Camille Fournier
English:

Yeah, so to be clear, you should have one-on-ones with your direct reports and your manager and you
should hold those sacred ... | tend to do my weekly or maybe every other week. So this is not about that
set of one-on-ones. So the one-on-ones of the people that you are directly managing and with your own
manager. But | think there is this ... | don't know if it's the remote work, sort of explosion that's happened
or it's big companies or what, but what I've seen and I've heard a lot of friends at many companies
complain about is this idea that everybody is doing one-on-ones with everyone else. So the manager is
doing one-on-ones with their team. They're also doing one-on-ones with all of their peers. They're doing
one-on-ones with all of their stakeholders. They're doing one-on-ones with product and design. And |
think that it's just not a scalable approach, right? Linearly scale with the number of relationships you
have. And so, as your company grows, as the number of things your team supports grow, as the team
grows, you just can't scale that way. You cannot expect to maintain a one-on-one approach to kind of
organizational relationship building and awareness passed a fairly small team/company.

AR ERIE:

0, BEERM, MEIZMIFNER TEURIFNEIEHRT 1:1, FENZMEAMERTEICH- - FKilm
TEANSRAM—R. FIUXENAEXERD 1:1. HRNERTER TEBMIEZINT, FIANIEE
PR BANERERAZENRNES, EBARBANRE, EREEHFFRSATNMEES: 8TA
MEMFAEAM 11, KEEMEAM 1:1, TENMFAERLM 1:1, MPABFIEMEXE (stakeholders) #
L1, M/, gt Lle WINARXRERZ AT BHGE, WIE? EHERXRHENEMMLEY
. Ak, MEEABMK. F\ZIFNMEES. ARMET K, MIRETEUAZIMAXYT R, RABEEER
BE—EMER/NEAS AT ZfG, &5 1:1 REILARXRZMREAR,

(00:42:30) Camille Fournier (Continued)
English:

| also think that people think that one-on-ones will solve all of their problems. And | think the reality is
you have this one-on-ones with people that don't really want to have a one-on-one with you. If they're
not in the mind to invest in your relationship, if they don't really care about what you're doing, they
actually may not like it that you're asking them for a one-on-one, let me show up like, because it's like,
okay, well | should do this to be a good corporate citizen or whatever. But they're just like, why are we
doing this? What is the point of this? | also think that one-on-ones, particularly when you use them first of
stakeholder management. So when you're meeting with people that's not your team, but other
stakeholders that you may need to deal with, if you have a lot of stakeholders ... so I've been in a lot of
positions where | have a lot of internal stakeholders because | build internal platforms is a big part of
what my job has been in the last many years.

AR ERIE:

HIEINA, A5EE L1 R, MILKE, REMBLEHARERMMN 1:1 AR MEMITR
TBREMRNBXR RN, MRMIIAFEEXRCREBRMTA, 1SR ErTseHRERREAIIMS 11 1)



SEMIABAR: “FE, ATIEINMFHELAR, HNZSM.” BEINOEERNZ: “BATAEFTIN?
XERAEX? 7 HEIAA, FHIZRAME L1 BT mAXEEEN —hmE SR ARZIREIZ AR
5, MERFEIRENEMAGEXE, IRMERSHDEXE - REEEIRZRMU, BRZRNHF
miAXxE, RATESENTZEE, WEABTERRIFHNRA—ED.

(00:43:07) Camille Fournier (Continued)
English:

Having all these meetings as one-on-ones with those stakeholders can actually be kind of a weakness
because when your stakeholders just tell you in a one-on-one that they're happy or unhappy with things,
your unhappy stakeholders aren't hearing that. So you may have one really unhappy stakeholder and five
really happy ones and all you're saying to your unhappy one is, "Well, everybody else is happy and
they're not seeing it for themselves." And they're just having to say, "Trust me, because I've had these
other one-on-ones with all these people and they're saying it's fine." And it just kind of sounds whiny.
And so, when you're dealing with a lot of stakeholders and trying to just rely on one-on-one management
of that is actually not very productive in a lot of ways. So in general, | guess | just think people should
respect their own time more. As much as | just said management, you're kind of at everyone's mercy and
that is true, but also respect your time. Don't just load yourself up with meetings because you're a
manager and that's your job. Do you really have something to talk to a person about? Do you really need
to ... when you have a one-on-one meeting with someone, you are asking for their time. You shouldn't
just be doing that kind of haphazardly for fun.

AR ERIE:

A RESH @ AXENZINEREAL 1:1 KR EAJRER—55m. ENIMIFIHMBXRET 1:1 PEIFMRIE)
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(00:44:24) Camille Fournier (Continued)
English:

This is a little bit of my personality. I'm not a great company networker. Some people are really good at
just like, let's go to get coffee, let's go to lunch and let's hang out and build a relationship. And honestly,
those people are really successful in many ways that | am not. | do sort of envy that skill. I'm really good if
I work with you. If | work with you on something, generally speaking, people really come to respect me
because I'm very engaged and I'm a really good collaborator in various ways, but I'm really bad at just
getting to know you random one-on-one, where we don't have a purpose to the meeting. And that's not
to say those are always bad, but | do think that a lot of people with ... that's your comfort zone, if that
getting to know you, random, relationship building one-on-one is your comfort zone, | should probably
do more of them. You should probably do fewer of them because you should always be pushing yourself
to get out of your comfort zone and are you really getting something out of that or are you just being able
to tick a checkbox that says, | had eight meetings today, therefore | was productive.

AR ERIE:
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(00:45:26) Lenny Rachitsky
English:

Yeah, that super resonates. Kind of pulling on this thread of how you operate and how you work
something that I've heard you're really known for, is creating a work culture where people work really
hard but also, have a really good work-life balance. And when we were chatting, you, you actually told me
you're not a great believer in working too hard. Can you just talk about this philosophy on building a

great culture where people don't work too hard but also, get stuff done and don't burn out?
R EIE:

B, XEFEHBL, IREMEENIELSNRER, HIMRFEBHIN—KRI: QIE—MIEXK, LA
MEXRES LR, XEERIFRFNITESEEFE. HBATIRE, (REFFLEIFE, FAFKEE “TEX
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(00:45:51) Camille Fournier
English:

I think we all understand that if we could just figure out and focus on really the most important things, we
would just ... everything would be better. And it's hard to figure out what the most important things are,
but overwork kind of lets you just sidestep doing the hard work of figuring out what's important in the
first place. | listened to one of your podcasts where you talked to someone who said, if you've never fired
someone and regretted it, you don't know where the line is, of who you should and shouldn't buy. And |
will admit I have mixed feelings about that, although | get what you're saying. If you don't regularly reset
your expectations of what you should and shouldn't let slide, do you have any idea where the line of what

is actually important to work on is?

R EIE:
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(00:46:41) Camille Fournier (Continued)
English:

| just think ... and the thing about that is it's not like firing people where you do it once or twice and you
regret it and you learn pretty quickly, unfortunately. | think you actually have to kind of regularly test the
circumstances and challenge with, am | really getting the most out of myself? Am I really producing the



best value or am | just making ... swaging my internal guilt about | need to work 60-hour weeks, | need to
sleep in the office, | need to whatever, to show that I'm a hard worker and | care. And so, | guess | do really
think that people should challenge themselves to be focused and get the important stuff done and
always be asking themselves what is important to do?

FRCERIR:
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(00:47:37) Camille Fournier (Continued)
English:

And what's important to do does change over time. But if you're not regularly doing an audit of your time
and trying to knock things off that list that don't matter, you're probably wasting a lot of time on things
that don't matter and okay, you don't want to work less. You love working a lot, that's fine, but you could
probably just be getting a lot more valuable stuff done if you would do these audits regularly, right? I also
think people don't delegate enough. So, if you don't delegate, then you get overwhelmed because your
team doesn't know how to do anything, because you haven't bothered to spend the time delegating,
which actually takes more time initially, usually, you have to teach people whatever it is that you're trying
to get them to do. Not always, sometimes they'll surprise you and they're better at it than you are, but
maybe not. And so, you have to teach them, but then you finally ... you freed yourself up to scale. So |
guess I'm just a real believer that working hard and a focused way for over fewer hours | think is a more
productive way to approach work. And | think | have lived my career that way. I've been successful in it
and | have encouraged it and people who have worked for me, and | think I've seen a lot of success
through it, but it's not a thoughtless exercise. It's an active process of constant reflection to get to that
focus.

FROCERIR:

EEMNEBEMIEIMAE. BNRMGFREHHITESHE, HREMNFRPFIRIBLEREENES, (R
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(00:49:11) Lenny Rachitsky
English:

For someone that is listening to this and is like, | want to start doing this, is there anything ... any specific
practice you've found useful or any specific tactic to actually do this well?

FRCERIR:
MNTFERMXBRIEABAGRZHBA, MERELRNTAERNEKMERMAR, EREELXGFSEMITF?



(00:49:23) Camille Fournier
English:

| think there's different approaches you could take, right? One approach you could take is just like every
Friday I'm going to stop working at 4 PM or something, let's say, and | am not, or I'm not going to let
myself work this weekend. Forcing yourself to log off, forcing yourself to have boundaries and saying ...
and then doing out of what did | get done, | think can help. That's scary. And people don't like doing that,
but | do think that that's one of the best ways to do it is really just saying, I'm going to log off. I'm going to
log off every day this week at 6 PM. I'm going to ... because your brain is probably going to keep thinking.
You might still be a little stressed out, you're still thinking about work, you're still worrying about it, but
there is a difference between thinking about it and doing it, and particularly for those of you who are
earlier in your careers, this was actually, | think one of the reasons that | did get to mastery was because |
was extremely good at being focused when | was at work, when | was a hands-on programmer and really
writing code for many of the hours of the day.

FRCERIR:
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(00:50:10) Camille Fournier (Continued)
English:

And that meant | was not ... this was pre heavy social media. | was much less distracted, which | don't
know if  would be able to do it in the modern era as easily, but having that real heavy focus time because
| was like, "I don't want to work on the weekend. | don't want to stay here until 9 PM every night. | just
want to get this done." And it meant that | didn't do quite as many copies. | didn't go to lunch and chat
with people all every day, but | was very, very productive and | learned to get a lot done in a short period
of time. And | do think learning those skills earlier in your career and then continuing to apply them
throughout your career is another piece of advice.

FROCERIR:
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AR WD, BREPMSRENTENE, AAEE: “BAEEARMME. BFEEHREE 95, RRAE
XEF5T.” XBEWERLBIBAZNE, REXMBEZFRMARD, EXFZIFESN, HFSTEERE
NTEMAETLF. FIANTERUEEFRFIIXEREE, AEBMRUEERPHEVAEN], 25— 1B

(00:51:16) Lenny Rachitsky
English:

In terms of staying and getting focused, is there anything that helps you focus? Is it like headphones, a
drink? What gets you in the zone?

FROCERIR:



IFREFHANT RS, BHAEBRIRE? 2B, RE? FABILRENKS (inthe zone) ?

(00:51:24) Camille Fournier

English:

I mean, yeah, | have a lot of rituals. | have my caffeination rituals.
FRCEE:

20, BERSZMNI. FERBIMHEEINT

(00:51:31) Lenny Rachitsky
English:

Say more.

FEiE:

B 5to

(00:51:32) Camille Fournier
English:

Well, | mean | can't drink coffee anymore because my stomach got messed up at some point, but | drink
tea in the morning. | drink caffeinated water also. | have a Diet Coke at lunch, so | have these rituals of my
caffeine hits that help me. | have to be in a quiet place. | do find non-music that is ... | really like Four Tet,
for example, as music to focus or the new Andre 3000 Flute album is extremely good for focusing, where
it's not quite predictable, no lyrics and not quite predictable. For me, that helps me focus a lot. | can't be
listening to any words and focus. My brain just cannot ignore words. So those are some of the things | use

to help folks.

FR3zEiE:

R, BAEBEBEBWEET, RAENMHERNERAT. BEXRELBER, EEaMHEERNK, FENBEGT]
Ro HAEXLMMERBNNRER. RONGFELHNME, RARM—LESTREN - EbINFHAEE EIX
Four Tet WEHREEE, 5(E Andre 3000 KB EEMIFEESEE, EAENARKXAITN, RERE.
R, XEBEEF. BFERINMEABETRANKRA, KNARTEREXYF. XEMEHARENE IR
FiEo

(00:52:24) Lenny Rachitsky
English:

That is awesome. | have a similar caffeine strategy. I'm drinking tea always during these podcasts and this
little thing | got here and then, my wife doesn't want me to drink Diet Coke because she thinks the sugar
and it is not good, but | still drink it sometimes and it works great. | switched to green tea. That's my
approach. Start with black tea and then switch to green tea.

AR ERIE:



KiET . HAEXMBMHERE, RBFHELSEEBET. REFARIULREBERAR, RAtRSERNA
AL, BERENTEESRS, BRRIF. HNBERT. XBRHIGE: KBLAK, BIRESR,

(00:52:40) Camille Fournier
English:

That's smart.

R EE:

TREZEA,

(00:52:41) Lenny Rachitsky
English:

Man, there's so many things you shared that | wanted to dig into. Let me share a couple of things. Your
point about delegating | thought was really important, and there's another benefit to learning to
delegate, which is team members feel empowered. You give them a chance to take on responsibility and
they feel like I have an opportunity to show | can do this other thing.

FRCERIR:
K, MAETRXASZHBRNRWNHRAE, AOZE/LR: MXTENOMLKITANFEEER, FoRNEE

SR, SRR R SREIRIEAE. R T HITAERENNE, IISERF: “REVNIRTRHEEE
HRIBNER"

(00:53:02) Camille Fournier

English:

Yeah, and you're never going to scale if you don't delegate.
FZERiE:

=8, MRIRAEN, (RKITTEERAEIL

(00:53:06) Lenny Rachitsky
English:

Yeah, and it's hard to start learning to do that, but once you get good at it, it becomes so great. | love just
delegate everything every time, and people enjoy it. They're like, "Amazing. You're giving me
opportunity.” The thing you said about how ... if you're not sometimes regretting something you cut or
potentially firing someone you don't regret, Elon actually, Elon Musk has a great approach to this. | don't
know if you've heard his philosophy on optimizing. He has this whole five-step process of figuring out
how to optimize something, and one of them is try to cut things like, do we need this thing or not? And if
you don't recognize that 10% of stuff you cut, it was a mistake, you're probably not cutting enough stuff.

FROCERIR:

2H, WIFRZREE, E—BffEKT, BEMKET. RENEBRTICFABEFERNEE, AXBRER,
= “KET, METHENNR" RREIBXT - MRIRFEREERIE T RLERA, HERETE



Ao %[ - Bi5e (Elon Musk) MIE—NMREFHIGE. HAMEFRESIMIMHIRNKESR. E—ETEN
BT RIERNAEY, HP—IMEBZRIERA, il “BIFRFEAFTEXN? 7 NRIKLAIMIREE
BURAEESR 10% B MEIR, BMRIRISAIEEARBEZ,

(00:53:45) Camille Fournier
English:

You'll have to figure out your own metrics. But | definitely think testing the limits, it's scary though. I'm
going to be honest. Doing that is always scary. It brings up like, | forgot to finish the assignment
nightmares of school, especially for the overachievers that often end up in these kinds of companies and
jobs. Again, you got to do things that scare you or you're never going to grow.

FRCERIR:

RGHEIB OB EINE, BREANVIKRRREE, BAXRIFA. HEE, XIEMEERTA. ER
HERM TTEEL” NEREY, HHENTFRELEHANXLEQRMRMAN “NFE" Kit. Bii—
Ry AR IEABEILRERNE, SUIRKIEFZK.

(00:54:14) Lenny Rachitsky
English:

Okay, I'm going to go in a whole different direction. You've got a book coming out about platform
engineering and platform teams. This is something that | get a lot of questions about. A lot of people are
thinking about moving to a platform team or struggling working on a platform team or struggling working
with a platform team. So | have a bunch of questions along these lines. The first is | asked a bunch of
people that worked with you what to ask you and someone that worked with you shared this quote about
his frustration working with platform teams that he's often complaining to you about and he works on
customer-facing products. And so, he said platform teams that are often slow. They're often pushing us to
compromise on features to adopt their systems. They often get infinite funding even though they don't
have to show any ROI. And so, maybe from the perspective of working with a platform team, say you're
building something customer-facing, any tips for effectively working with a platform team and building a
great relationship there.

FROCERIR:

%, RERDNT2FANAR. (RE—AXTFaIEMFTERHBEIRE LR XEHBEIRZRIE
Bo REAFEZEZRITEHEN, REETTEENIFSRFL, HESFERANGFSRFL. FRURE—
RYIEXRELE, Bk, KT —EBSMREFHANRRRTA, ER—DET M5 FSHNEE AT
(EERMIER), tEMEREFANSEN. R TFaEANEERE, SEERITENELZHIARAM]
MRS, MEMIIEERSLRIAR, AERTNAFERTEMKRERLRRE (ROD. I, NSTEERE
ENAERE (RRMENBREARETFNARA), BT ABNAUERMS FAARGEHRIRIFNX
R?

(00:55:08) Camille Fournier
English:

I'm very sympathetic to anybody who feels that way because part of the reason that | wrote this book, |
co-wrote it with a friend, lan Nolan, is that so many platform teams are guilty of all the things that he's
complaining about, that my friend was complaining about, that they don't listen, they're not delivering



effectively, they're not explaining their value to the company. And it is infuriating when you're dealing
with that. And honestly, I'm very sympathetic. The thing that | would say though is the more you can, first
of all, spend the time understanding that the platform team's problems a little bit and trying to
collaborate and work with them and be clear about what it is you actually need and how you're willing to
work with them, | think the better.

FROCERIR:

HEERBEXIMBENA, BAREXEH (FMAAK lan Nolan 5F) HIHIREEME, XZHFEEN
RSB T ARIAR A FRBZSRIFR A IR RIFEER. XUMERRT. FTOARBEECHNNE. BEIXMWER
HSEIE AR, EXR, HRAER. BRI, Bk, MEREENEETRTFaEAMERRE, XS]
e, HBRWRAMREERTEFAURMEBRNASMHIIGE, BMRMEEIT.

(00:56:01) Camille Fournier (Continued)
English:

| think if you get mad and you just try to avoid them or undermine them or whatever, that may work in
the long run, but it's just going to make everything worse in the short run. So | do think that if you've got a
platform team that you're frustrated with, some tips, | would put are like, "Look, find the parts of that
team that are good because I'm sure there are some," right? Maybe the databases team is awesome. And
really make sure you are maintaining a good relationship with that part of the team and you can point to
how you are collaborating extremely well with that part of the team. Help give them product feedback.
This is annoying but sometimes needs to happen because a lot of companies, | actually think product ...
you need to have a product mindset and frankly, you need to have product managers to build good
platforms, internal platforms.

AR ERIE:

HIANNMRBMRRIAZRES, ARREREAMIIERRT, NKZREFTEER, BEEPARRIULFRERE
o FRUNRIMMENFERANRECER, HWENE: “FHEBTMEANRPRREFNESD, BAEBEEE
B, WIE? WIFRIEERARE. BRIRSBIMBIBEARERFXR, HERTMBWNMES tTERNE
B, FEMIRMHES MR B, XRBA, EERNBIXEFEY, RAERZQE, WNAMEEETmELE, 18
Bit, MEEE-REERMEENTE (REFE).

(00:57:16) Camille Fournier (Continued)
English:

A lot of companies just don't do this. They don't believe that they should waste head count on product
managers for internal teams. So you end up with this platform team that has a lot of smart engineers, but
they don't really know what to build. So they're just sort of building whatever they think is right. And so
sometimes your job is to product manage them, is to tell them, these are the problems that we have and
this is what we need. And the clearer you can be about that, particularly when they don't have a product
team, oftentimes, you can kind of lead them from the side in that way. And so | think that's another
approach that | would take when you're in that situation. Find the parts of the team that are working and
working well with your team and make sure you develop those relationships and try to just get over the
anger and frustration and just be clear about what it is that you need and help them understand what
they should really be doing and building.

FRCERIR:



REBQEAFAXEM WINTNANNZBANZTREEARNMBENN~REES L, ERME, (ROFEHNE
RZESPANTAEIN, EMMHRREZEN 4. FrLUENFRE OFrERME — LM A EMB RE. FrAER
R LIERE “TmERER ], SFtl]: “XRHRMNEIRREE, XRFRNFENRA” (RRAGEE
i, 4RI HMNTLEREIE, REFFTUMMNESISMIT. FAUXRHRERMER TEFKEHNSE MG
%o HREIFINFEERIF A SREAE SIS, BIXEXRR, RIARREFIAMLKIE, BBRMNFE
K, HEBIRFAE M EEN ZMAEENZ M 4o

(00:57:48) Lenny Rachitsky
English:

That is really interesting advice. So especially, you're saying if they don't have a PM helping, make sure
they're guiding things well, is you can help them ... basically help them think through stuff that will
benefit them and also, help the stuff that you're trying to get done.

FROCERIR:

XEWFEERR. FILUFEIMITRE PM HEN5ISE, (RETAEBIMAT. - B E2FE MR Z AL
XHIEF, NEEFRIRTEMESHIER.

(00:58:03) Camille Fournier
English:

Yeah.

FSCEiE:

=0

(00:58:04) Lenny Rachitsky
English:

That's awesome advice. Okay, so what about from the leadership perspective, trying to build an effective
platform team, do you have any advice on how to structure these teams and incentivize these teams to
help them be successful?

FRZERIE:

RENEIN. BANASENBERE, NRBEI—ISRBTFEEIA, RXSF IR EX L AR L
RN A JEIS B IO tH A INS?

(00:58:17) Camille Fournier
English:

First of all, I'm a very strong believer that platform engineering has to involve software engineering. If you
don't have any software engineers on your platform team and you only have more operations systems
engineers, DevOps, SRE, which | realize there are some SREs that are software engineers, but they tend to
not want to write big software. | think you're kind of missing the picture. Platform engineering is not just
maintaining cloud infrastructure and doing small scripts or blueprints or enablement projects for other
teams, because that doesn't really create a cohesive and coherent platform. It doesn't create products



and frankly you need to be ... platforms are products, ultimately. You should be thinking about how do |

create coherent offerings that make this company more productive?
R EIE:

Bk, REEFEIBLIAEERGIRE. NRMNTFEANELRERGIREIN, RECHERLETEM.
DevOps. SRE (FFEHL SRE hZWHELREM, EMITEEFIEERENRMG), RIANTRLKEEER. ¥
BIREMUNEEIFZEMILHE. R/ HARER, NENEWENIEEDE, EABHRERIECE—
TEREN. EENTE. BAZELIET R, MERR, FARZMETm. FNZBENZ: FHIOFLIE
ERNT @RS, tARESN?

(00:59:04) Camille Fournier (Continued)
English:

So you need software engineers. Yes, you need sort of operations systems, SRE specialists as well. And of
course, you need product people. | had product teams on ... product managers for all of my platform
teams. I've really developed out that practice in the companies that I've worked for doing this because |
just believe that you're not going to get great results if you just believe that to engineers and engineering
management. They will do their best and you do occasionally find engineers that have really great
product instincts in this space, but the actual details. And focus of the product work is just you can't write
a bunch of code and/or manage a big software engineering team and be a product manager at the same
time. That's actually just asking, | think, too much of people to do that really well, at least for very long.

FRCERIR:

FRLURBERGTEM, 2/, MIEFETLERR. SREER. HA, MERESmAR. ERATHNAET
SHETR, HEE~mEARNTmEE, RETFINQRE—EEH# IMEE, BARERE, MRIFERK
FIRMMNIIEEE, BEEFIFERN, MIIRAOMA, MEREIAT —LEEXINMURBRE~mER
MIREM, EFaIlENKFRATNEIERFTRAN, MATERESAENBERERARRMGTEEME
B, EFREFREE, HNNBEBR—PABZREZERMGF (ZOZKBMEF) KERERKST .

(00:59:49) Camille Fournier (Continued)
English:

So | think when it comes to structuring a team, recognize this is not just like SRE V2. This is more than
that. You want software engineers, you want systems engineers, you want product people. And then, one
of the reasons you want product folks is because you want to be thinking about impact-based, outcome-
based approaches, not just like, "Well, we built this thing that seemed cool, we adopted this technology
from this company because that's what everybody on the internet is talking about." Whether it's VC
funded or big company. We actually thought about what are the problems the engineers at my company
are facing? How can we improve their productivity or deliver leverage to this business through whatever it
is we're building, right? Are we reducing the cycle time for engineering tasks? Are we solving problems
that are preventing products from launching and scaling? Are we making really meaningful cost
reductions or efficiencies and, in our products or in our platforms? These are some examples of
measurable contributions, but | think one of the challenges is that people create these platform teams
and think that they can be sort of divorced from having an impact focus because it's like, "Well, you just
got to run the infrastructure and make sure it works."

FRCERIR:



FRIAER DR SEAEHAAE, BEEIREIXFMNNE “SRE2.0” . ©EARLETFIL, (REEHREIRIN. RAETEM
MrERAR. FEEFBAGHNERZ—2, MEEBREETFEM (impact-based) MEFLER (outcome-
based) 7%, MAMNNE: 1B, HITETXNEERBENRA, BITRATXRQBANEA, RAEEE
M EARKREBBERILE.” FERNKRLZFHNERAATN, EMNLMLBEZNZE: BATNIEMAIGH AR
2 BATNELEI N ARBERIESMIINE= 1, HAWSEETT (leverage) ? HRINEEHER T LiE
ESWERR? BISEHRRTEEFREAHRNT ENRZ? RIREESRATFEPLITHEEERXHRE
PR MERA? XEHBOUHMENRMOF. BkEz—-, AMCIRTXEFTEHN, FHASMAITR A
Bx “wm WXE, EARE “RREBRETEMISHARREESITERITT -

(01:01:29) Camille Fournier (Continued)
English:

And it's like, "No, you actually do still have to do ... if you do that OKR stuff or goal setting," or whatever,
you've got to take a lot of the best practices of product. It's a little different in the internal world, but it's
still very important if you want to do platforms.

AR ERIE:

BEXRZE: A, FOATEM - WRIMI OKR HEMREZRR” , MOABERSmIRELRK, £
BT RIAXFIGER R A RF, BNRFEETE, XNAFEEE,

(01:01:45) Lenny Rachitsky
English:

On the line of having PMs within the platform teams. Some of the best PMs I've ever worked with where
PMs on platform teams, and that just tells me, it's not like where you put PMs that are just meant like
that's ... where you could have some of the highest leverage because platform teams enable the rest of
the company to move faster.

FRZERIE:

XFETFEEAFRERE PM, REEIN—LRMAFN PM REFSHN PM, XEIFEK, FREMFHTEMH
{EZ PM EY#YS, MREIRALIASRSIITITS, FATFEEAREILATREMER JRSER,

(01:02:01) Camille Fournier
English:

Yeah.

FASZERIE:

==

(01:02:02) Lenny Rachitsky
English:

And one difference there, I'm curious if you agree, is your ratio of PM to engineer can be a lot higher. You

can have a lot more engineers per PM on platform teams.

RSz ERIE:



EE— X3, HRMEMREEER: PM 5SIRIMHNLARTUERZ. EFaENT, 81 PMALMNES
By A2,

(01:02:10) Camille Fournier
English:

Yeah. Yeah, | think that's right because | think so much of the work in a platform team is not exactly
product work. A lot of it is like scaling or really deep kind of technical, like | got to figure out how to
actually do this technical thing or I've got to do this performance efficiency and you don't always need a
product spec for that, right? It is often just a very engineering heavy task. So yes, | think the ratios do tend
to be a bit different.

FRCERIR:

EH. TINNZEN, EAFEEAMNREIEAFTT2EFRIE. RERXTY R, HEZRRNEAR
A, il “REFFRMNALAXMRAR” HE “REHEEMAL" , SEAFTSRFTETmRAS
(spec), XE? XBHERIABIFEEENTIRES. FIUEN, HIANLLAIBESIBRRARE,

(01:02:42) Lenny Rachitsky
English:

We dove over right into this topic. Maybe it might be helpful to help people understand what is a platform

team, just what are examples of teams that would be considered platform teams.
AR ERIE:
BINERTNTIES,. WITFEBAKERTARTFERANSEMRER, LIIMERANSHKINARFERE?

(01:02:51) Camille Fournier
English:

| mean, | guess the high level definition that | have of platform engineering is if you are developing and
operating platforms that ... where they're trying to manage overall system complexity and deliver
leverage to your business. So a lot of the teams that people think about nowadays and when they're
talking about platform teams, they're talking a lot about teams that may have formerly been called dev
tools. For example, so your CI/CD tooling for the company, a lot of the cloud infrastructure provisioning
and tooling. If you're at a company with certain technical problems, you may very well be building semi
bespoke storage systems. For example, maybe part of your platform teams. | actually think that there are
... And then, actually web frameworks ... Web mobile framework and support for that. That set of
engineering can also be part of a platform offering.

AR ERIE:

BHNTFEIENEREXZ: NRMEEARNZE SEERRARAEREH MU SERHITTHNFE. WE
MBI F R, REZRUAERMA “FLTHR” (devtools) BIHFA. a0, ARA CI/CD TAHE, K
ENTEMRBEEN TR, NRMTE-—RERERRPEN AT, (RMRAREHWEFEFNEFERS, A
Rt BT AR —E D, KR LEKINA-- 128 Web 1EZR. BainiERNESZR, XETRRBAIUEFEF
mB—EB5.



(01:04:33) Camille Fournier (Continued)
English:

| actually kind of believe that there's also sort of what you might call integration platforms or platforms
that are in between that infrastructurey developer tooly stuff and products. So billing platforms for
example, if you have a single billing platform for all of the different products in your company, that shares
a lot of overlaps in the challenges of those more dev tools, infrastructurey platform teams because you're
probably supporting lots of different product lines that are using this system that needs to be able to
scale with certain efficiencies. You need to still do the product discovery. You probably have a little bit
more of a business product focus than the pure internal tools teams, but that gets to the blended area.

FRCERIR:

BRINNBFEE—MENBEN “BRTE” , HEBEN TEMIEH/ALXTASREFRZENTE, thitETS

(billing platforms) , WRIFARBMMEARBN~RIEEA—NITETS, ©EKLG LS A TAEFEMIZH
TEHENNERZEE, AATAREZFFZAEANTRLE, XEFREAHMEERAXTREESRT BNARS,
RIDATEHIT= R (product discovery). fREIEELLAIFMAI TARNNEXFIL S =M, BEXEFR
X 4H

(01:04:44) Lenny Rachitsky
English:

For founders that are earlier stage or companies that are smaller hearing this and they're like, "Oh, shit do
| need a platform team?" So yeah, you're shaking your head, if people aren't watching on YouTube.
What's a sign that's time maybe to start creating a platform team and setting aside resources for
something like that?

AR ERIE:

TR TF RN BRI NIB AR NI AF], IFEIXLERRESA: M, 23, HFE—NFEHN
15?7 JEMEEK (WIRKIZAEE YouTube B93E) . B4, FARMERFAIGEIRTEEAMNFNILTAE AR

BfES?

(01:05:00) Camille Fournier
English:

So first of all, I think it gets to be like, you have 50 plus engineers. | don't think this is the kind of thing that
you start when you are 10 engineers, right? But when you are ... so there's a lot of ad hoc coordination
that's probably happening amongst your engineering groups right now, where maybe you just have one
... you have your GitHub and somebody is making sure that all of that stuff is sort of working. You have a
few cloud databases and you got a couple of people on each team and they kind of share notes to figure
out what's going on or whatever. Okay, it's all good, but at some point, you hit either a lot of inefficiency
where you're seeing the same people across a bunch of different teams. Each team has the same kind of
people having to solve the same kinds of problems. It just seems like why do | have three people in every
team, dealing with this instead of centralizing it and making it a little more efficient.

AR ERIE:

B, RUNNEEBEFIRE 50 BULEHNTREN, ZNAAXZBMRERE 10 B TRRMZF RS, B
£ BRRN T NAZ B F] e B R Z GBI, EEINIRE—1 GitHub, BALRHER—VIERE!T. R
BN HIERE, STMEMRENLA, IIEERXR—TRER. XEKEH BEEDHL, RIBEBERK



THYREE: (RRIMAEH PRI AZBERREFRIRE, STHENEEEFREPAELIERFRIFT. XE
ke ATARSTHENBERE =1 ALEXT, MAZBEEFER, LtEESR—R?

(01:06:36) Camille Fournier (Continued)
English:

It also could be that you hit some core scaling issue that starts to really need a dedicated team to solve.
Again, that could be developer productivity. Every development team is trying to do it their own way and
everybody is just super slow because you just can't get code released and it all has to be coordinated
across every different team and it's just like, what is going on? We need to fix that or you actually have a
technical challenging area that needs a focused team to fix the scaling. Those are some of the signs that
you may want to start thinking about a platform team, but it's really like ... generally speaking, | would
not jump into it early. This is something for companies that have matured where it's worth investing and
making people internally more productive and centralizing certain functions just from a cost and
efficiency basis at minimum.

FRZERIE:

HEIRERIRBE 7O BRI, ENFE—NEIINEKER, B, XAgEARXEESNEE: &
PMHEABRSBETER, ARHBRE, BANBELERT, FIESHEEHRFIEZADE, BE—HE, KFE
BRXANAE, NERBIRE— TR, FE— T ERNRBRY RE. XERIMAIERTES
REITEHEMNES. BEHRE, RFIIRENN. ZRANBLEELRAN AR ESD, EXERF, A
TIREBAMEST . MFNRERAEEPRENERETREN.

(01:07:02) Lenny Rachitsky
English:

Say you're on a platform team, say you're an engineer or even a PM, any advice for how to be successful

and thrive within that environment and be a great platform team.

AR ERIE:

RigfREFESREAF, TiLfREIIEIMER PM, XFINEAEIMIFE FESRIN. ERRBHRA—MLFH
FaRRA, REFAEING?

(01:07:11) Camille Fournier
English:

If you want to do platforms. If you're an engineer, certainly if you're an engineer or an engineering
manager, you've got to remember that half of the work is actually the operational quality, operational
excellence of these things. Platform engineering is not just writing code and then throwing it over the
walls to someone. Being interested and passionate about the operational challenges and scaling bits of
systems | do think is fairly important, if you want to be a great platform engineer from a software
engineer perspective, if you're more like a product manager, "Look, you've got to really care about ..." |
think you got to be really both interested in working with really smart engineers who are going to know
way more than you do about things.

FRZERIE:



MRMFEHMTEE, MRMERIREN, HHRORMABIRIMKTRELIE, MO, —FHNITELMRFLEEX
LAz EREN iz EYE (operational excellence) s FAITRERAUNEE RABAGIEE “PHidiE”
BN, WRFEBMNRGIERTNAERN—BRENTEIRN, MEEREMARYT BREBH T HHAE
SEEEEN. MRMEGE—NTREE, TE, MUAEEXD - FINAMGREEE HB S BLER L
FERESZE LN TREMS/E

(01:08:06) Camille Fournier (Continued)
English:

And almost being a really good, not necessarily zero to one but past one person because actually a lot of
the best platform type offerings in companies start in individual application teams. An application team
has a problem and they solve it for themselves and it turns out that that's actually a really good idea for
how to solve that problem. So a good platform team is often looking around for those and then sort of
taking them and then assimilating them and making them available to more and more people. And so, |
think if you want to be in that kind of zero to one building the brand new stuff all the time, you may not
be as happy in a platform team. But if you're really interested a little bit more of taking things over,
stabilizing, scaling them, making them efficient, making them evolve as a company evolves, | think you'll
be happier in that circumstance.

FRCERIR:

MERFERA—MEK “12Z2F" WA, MA—ER 021" WA, BAKFLE, ABERSRIFNTE
K mEBERTRANNARN. —TNARKEE TR, WII8SHRT, SRIEARE— N IEEFHRE
R FIUA—TMFNTEEEEEIRXERRE, AREFEN], BellRk, HFiLEZHATUER.
FREL, SIRIRE—BELTHM “02 17 . NETHWRSMEMIVRES, (REFEEAEARIBAFF L. BMR
AW EY). FEHRE. TR, 8%, AREARNAKRMEARGE, BANMEIMIFRETEERTR.

(01:09:01) Lenny Rachitsky
English:

Awesome. Is there anything else along these lines before we wrap up and yet a very exciting lightning
round that you think might be helpful for folks working with platform teams or working on a platform
team, building platform teams?

AR ERIE:

KiET . EENERHBNS AHENABR (lightninground) 21, XF5FEREMEE. EFAEMT
EEEZF R, EBAMAANNAREREERIG?

(01:09:14) Camille Fournier
English:

| think there are two things that we haven't touched on or maybe three that are really hard about
platform teams and that | think don't get much press, which is running platform projects is a little bit
different than running agile projects. You can take a lot of the best practices you may have learned from
agile type product delivery, but you are running longer, running larger scale, more complex builds
because a lot of the stuff that you build at the platform level just takes longer. It's a little bit more
complicated. So you've got to be willing to get into that kind of stuff, especially if you're in a management
jobin that space.



FRZERIE:

FIANNER=HFHNE MY, el FaENREERMNMST, MEARIESRERESSZ, F—, BITT
BB S5ETHE (Agile) MEERTR, RAIUEEREMBIREF RN FINRELE, BREBITHE
FRER. MIEEA. BEEXNWE, BNTFEEENREZAAMNESHFEEKNE, WESR, FRLURGIIR
ERANFXEFFEDR, [53I2AORFERNUTIEEERE L R

(01:09:55) Camille Fournier (Continued)
English:

You are going to deal with a lot of migrations as well. So it is very annoying. Migrations happen, even if
you don't force them on people, your a cloud provider is going to say, oh, you've got to migrate from EKS
view 19 to 121 or whatever, and that may require changes in code and then that's a real pain in the butt
for all of the application teams. So people who are interested in how to smooth over the customer and
company impact of this underlying change, | think we'll be very happy in platform teams. If you're not
interested in that, you may not enjoy the work as much. There's just a lot of detail oriented work and
platforms.

AR ERIE:

REBRERENTE I XIFEMA. IBESRE, BMERLREIIAN, MNERSBHESWR: “M&,
fRIGM EKS 1.19 F#5 5 1.217 236, XAIREFEERNE, MAENARARREBEHFME, FrLl, AL
MIAIFBREEENEFMATRZMEHBHIA, EFERARSIRFC. MRIFMUIARENE, (RAIER
SWAEZXG T FATEPERESIEATIES,

(01:10:55) Camille Fournier (Continued)
English:

And then of course, the final part is the stakeholders are a nightmare. My friend who wrote the question
about how his product or his platform partners drive him crazy. | have no doubt he drives them crazies.
Because you've got all of these stakeholders, your peers and tech, maybe product managers, maybe
executives that are like, what is this team? Are they really worth the money? Why are we spending so
much on it? | don't understand what they're doing. | could do it better in some cases. So there's actually a
big part of the job, particularly as either product managers or engineering leadership is stakeholder
management and really learning how to do that well. And that is not always, that's probably | think
universally agreed to be the least fun part of the job. | don't think anybody loves it, but it is certainly a
skill set. I'm glad that | have. And so, | think if you are thinking about building one of these teams. And
you're like, | can just do the fun tech stuff or the cool product stuff, I'm really passionate about
engineering productivity or I'm really passionate about state scale storage systems and | don't want to
think about any of the other stuff. You may not actually be happy in the long run in leadership positions. It
may be fine as an individual contributor, but for leaders in particular, there's a lot more to it than the fun
tech problems, the fun operations problems, even the product.

FRZERIE:

Ra—HoHAR: MnBAXEGEREY. MR “FasFUANLEE" Nk, HEFREBE
L. EAMMEXASHEEXE: ARE. m~nIE. 58, Wiz “XPMERETH? it
MNENEXAZEE? AFTARNEEXAZH? HABRAMINERA 4. ERERRTTHREBRSELT.” i
B, R TENRA—ED (15312 FEN PM HIRENMSE) SH@EMEXEEE, HEEFSUAMTFE, X
BERVANNILEFSE5RERROTD. ATANEBAERE, EXHLE—UE, RRXRERAEE. i



B, SRMREZSERARXFE—THI, HFERSTS “RRBHEBNEANENEZN ™M, RRINIREEFNH
AMEFERGRNE, FEZEHNN , BAMKERE, (REASHULAERZFC. #§I1CAIEXRR
A, EXNFRASERNR, BFT7EBNRANZERNR, EERTFmtE, TERSHEMEBELE,

(01:12:07) Lenny Rachitsky

English:

You said there's a few things we haven't touched on. Is there anything else?
HRCERIE:

RRBILGERN TR MR, EEIFING?

(01:12:13) Camille Fournier
English:

That's the fastest and anybody who's interested, my book will be coming out in the next couple of
months from O'Reilly and covers all of this depth.

FRCERIR:
AREHIERR. ERBBRIA, HBIBRERFKILNAH O'Reilly iR, HETFIEXERERNS,

(01:12:22) Lenny Rachitsky

English:

Yeah, is there a date specifically people should watch out for?
R EE:

W, BRERANBBRARTERREN?

(01:12:25) Camille Fournier
English:

| think it's actually pre-order on Amazon now. It's called Platform Engineering, and then, there's ... | think
it's like a guide for technical product and people leaders, something like that. But | think the release ... |
don't know exactly when the Kindle release will be, but we're still in copy edits, but it should be done
pretty soon.

FROCENIR:

KRENEEELFEIINEMET, BR2E (FAIRE) (Platform Engineering), RBItfREABIR “BRAFRS
ANGSEER 2£MN. ETAHERE - HAKXHE Kindle lRHT AR RE, BITEEHTXER, B
ZRIRMETER o

(01:12:42) Lenny Rachitsky

English:



Okay, amazing. So you can pre-order it now. Rolling to it obviously in the show notes and description, it's
called Platform Engineering. Before we get to a very exciting lightning round, | want to take us to a
recurring segment on this podcast that | call Al Corner. Al is very top of mind for a lot of people and I'm
always curious how people are finding it valuable in their work or in their life. So the question is there
anything you've found Al to be helpful with ... in your Al work? Any way you use it in an interesting way?

FROCERIR:

YFRY, KRBT FRUIMERMA AT T . RISETBECHERPMH LR, BERE (FaIE). E#EASL

HENHBRZA, FRFTAREATRBEN—TEERT, HFZH “AIBE . AARRSAXEINE
=, RERREFAMTNALRMEELFEREEZTPHNE. FALEER: REAI A FEROIERE AT
13? BRBETLAEBHNARE?

(01:13:11) Camille Fournier
English:

| find it helpful, for example, if I've written a sentence and I'm like, | like this sentence, but | feel like, |
don't like the phrasing or the format that I've used, it needs to be edited, but | can't quite figure out how. |
will often put it into ChatGPT and be like, "Can you reframe this? Can you rephrase this for me?" It doesn't
always work well, but sometimes it does. It's like, "Oh yeah, if | just switched this around or changed this
word choice, it's a much easier to read sentence." | do think it's ... | think it's just before that and small. |
think it's large, lots of texts | haven't had as much luck with. I'm a little bit of an Al novice still, | would say.

FRCERIR:

REMERER, LMHHET—NMF, HEFT "RERXXTER, EFRERXMNMEHFIER" , FEEXR
BEREBIHEAN. REFLETH ChatGPT, . “MREFREN—TME? BEBRNMEE" EHFERER
M, BENHRAER. HaM: By, URIFBXMFR—THELMD, DFRERAIHZT.” HRERF
EEMEX L/ NAT ERF, MEBRERNXAFELBAFIE. FEW, FINAZRDTAIFHF.

(01:13:52) Camille Fournier (Continued)
English:

What | will say is that Al is really bad, if you try to ask it for quotes or at least ChatGPT is. | haven't used a
lot of the other ones that much. | actually saw there was some Twitter or some social media thing that's
like, did Francis Ford Coppola get fake reviews from ChatGPT of the new, what is it, Agopolus.

FROCENIR:

BARWNE, NRRE A REZS, ERUERE, £ ChatGPT X, HEEARTEMA, FHLFFL
B Twitter AR EAR Li5t, FBEAFEHT - 845 - BUEHL (Francis Ford Coppola) 7F@M ChatGPT ARE1F
BT XFMEFA (WHAXRE, (KHSK)) BE/RITS,

(01:14:14) Lenny Rachitsky
English:

Yeah.

FRCERIR:

=0



(01:14:14) Camille Fournier
English:

Agopolus maybe.

R B

Alge’ (K#=) (Megalopolis),

(01:14:14) Lenny Rachitsky
English:

Yeah.

FSCEiE:

=0

(01:14:16) Camille Fournier
English:

And | was like, I actually had that scenario where | was like, | need a quote ... | was looking for quotes for
the book and | was like, maybe ChatGPT knows, but | was like, "Can you give me any good quotes on ..." |
forget what it was. Let's just say it was on managing complexity or something like that, and it gave me
these really interesting quotes. | was like, that's great, but | better double check that. And they were not
real. They were never real, not a single quote. And I'd be like, that's not actually a real quote. Yes, you're
right. That's not, so here's a different one. | was like, that's still not a real quote, so don't ask it for quotes
because ... or if you do, make sure it's a real quote and not just an interestingly phrased ... | mean good
summarization in some ways of the text, it was sort of quoting from, just not an actual quote.

FROCENIR:

HYRE, HHLBEIRMER: RFE—ALS - HAENBIHNEIA, FEWLIF ChatGPT FiE, Fid):
“fREELAF—ERTF (BRTTRAAT, Rg2XTEEERE) NBEERSI? " eh TR —EIFES
BRYSIA. FR: “KIET, BREIFERE—T.” ERElI2ERN. &—A2EN, —OEKE. I3R!
‘RIREFZENGIA.” EREE: ‘B, R, BAZE, XEAEF—H.” &HH: “XMAFZERSI
o FRLL, 3MEBRE, HEMRMET, —EBLE. cHRRARBREEXEZESRER, FERES]
A, BFFEER,.

(01:15:06) Lenny Rachitsky
English:

That's a good reminder of just generally don't assume what it's telling is true. Generally, it's not giving
you real things. It's making things up and usually they're right, but often they might not be right. That's a
really good reminder. On that first tactic, is there a prompt that you find helpful for how to actually feed it
in there? Is it just here's a line, help me come up with a better version of it?

FRCERIR:



XE—MREFVIREE: SR, FERRERNZEN. BECHIIRNAZELNARA, EERE. BAR
BRENE, EEFHAERN. XFE-THAR, MELKERRMTAFANRETIE (prompt) ? BEER “X
=—11F, BEREBNBEIFRMRA" 13?

(01:15:26) Camille Fournier
English:

No, I have not figured out the prompt engineering thing at all. I tried to get it to summarize a paper for me
the other day, and it literally gave me the summary of a different paper, and then | asked friends and they
were like, "Well, here's a summary." | was like, "Actually, that seems like a good summary." And they're
like, "Well, first | told the Al that it was an expert in the field and that it needed to read carefully and that it
was really smart," and I'm just like, how do | have to manage the machine? | already have to manage all of
these humans? Why are you making me manage machines now too, please?

FRSZERIE:
R, BE2&IEE RTAIRE" (promptengineering), BI/IRKIREBIULECEREE—RIEX, SEALT

BE—RIEXNEE, ARKAMAR, tilaTHR—1E2%E, FiH: "KLk, XTSEFERTHE" M)
W B, FAESEIFAER—NZMENETR, FEFAHR, METIFERRA" FoO8: REALFER
H2g? MELBEEXASARXT, ATARELEILIHNEENE? KKT,

(01:16:00) Lenny Rachitsky
English:

| thought this was going to solve all of our problems. Yeah, that role. There's an acronym for how to
approach engineering, and there's always like give it the role. Here's the role you're going to play for me.
You are an amazing writer and here's what | want from you. Yeah. I'm also very bad at it. By the way,
Claude | here is really good at writing. That's one of its superpowers, so if you want to try writing, that's
worth trying. Claude by Anthropic. On the second point you made of fake quote. So, yeah, Francis Ford
Coppola is coming out with this movie with ... As you mentioned, this trailer is just full of all these quotes
that people supposedly said about all his other movies that Godfather and stuff. And they're all like, these
are terrible ... They're all terribly mean quotes about his movies. It turns out, yeah, they're all not real
quotes, and they actually took down the trailer, | just read because he's just making up quotes by famous

critics.
RSz ERIE:

BAEUNXEMBRENFAERNRE,. 20, REAR. XTWNALETRANEE— M ESE, 2288 "4t
— MR . "XERFEBEATMENAE: MEB—TTAENFR, XE2HEEN.” 287, HBEFEBEBRIT.
IR{ER—4a), FMrix Claude E1FRENIFERE, AMBREMBENZ— FILMRMEZRAEE, ERF—o
Anthropic tHfa#Y Claude, XFIRBEINERSIA, 269, HEAAHE - 815 - BIRHRMA SR 222 A
LRI (W0 (BRD) F) B93FM. EITMERIER, MEEZNZETN. SRR, PLELFRE
B9SIA. FMLREMIIE T TSR, EAMEE T ERRTANIE,

(01:16:49) Camille Fournier
English:

Well, so maybe-



FRSCERIE:
YR, FRAIF—

(01:16:50) Lenny Rachitsky
English:

Maybe it was ChatGPT.

R EE:

HIFABZE ChatGPT F8Y,

(01:16:54) Camille Fournier

English:

You can get fooled. | don't know if it was ChatGPT or a cheeky intern or something, but we can get-
R EE:

REJRES IR, FKAKIEARZ ChatGPT X E MARMSEIETHY, BIERNIAIGEE—

(01:16:58) Lenny Rachitsky
English:

Or very intentional marketing stint.
R EiE:

HERXEHNEHEFR.

(01:17:04) Camille Fournier
English:

Or that.

FRSZEIF:

&I,

(01:17:04) Lenny Rachitsky

English:

Yeah. Anyway, with that Camille, we have reached our very exciting lightning round. Are you ready?
FRCEIE:

EM. FTiewfE, Camille, HMNELHNT B AKENNBIE, HE&EF TIE?

(01:17:08) Camille Fournier



English:
Yes.
FRCERIE:
HEEET

(01:17:09) Lenny Rachitsky
English:

Amazing. Okay. First question, what are two or three books that you've recommended most to other
people?

FRCERIR:
XET . B—1RE: RAZABEEFRZSIM=FKBEMA?

(01:17:15) Camille Fournier
English:

So the first one is, What Got You Here Won't Get You There. I love it. | think anybody who is trying to
challenge themselves and grow, should read it, it's fantastic. The second one is called When Things Fall
Apart by Pema Chodron. That is when you are ... For me anyway, when | am struggling with whatever
circumstances around me, | find it a very soothing or reminder that life is hard and the best way to ... you
just sort of have to breathe with it and be with it and let it remind you of how life is hard for everyone and
sort of make you a kinder person in the process.

FROCERIR:

F—A&Z (EZh) (What Got You Here Won't Get You There) o FIEEZERE. FHIANEMEEDEBIFFR
KW AN ZIEE, EAET. FZARZMIZ - 5 (Pema Chodron) By (H4EEER) (When Things
Fall Apart) . FHR, HEANABMIFERIIEILEN, RAUEFEBXEAL, CREREFZSREN, M
BRENARNME - RREEMEZTR, 5Z2HE, LEREMETHEMNARRBAES, HEXNMIES
IR A— 1 EERHN A

(01:18:04) Lenny Rachitsky

English:

Is there a favorite recent movie or TV show you've really enjoyed?
R EE:

B RET AMRIFEERVBRHEMRR?

(01:18:08) Camille Fournier
English:
I loved Alien Romulus. It was great. If you like a scary alien movie, fantastic.

AR ERIE:



s
Ot

X (FH. Fefll) (Alien: Romulus). FFEH, MRRENDHOSH BT, BBRET,

(01:18:15) Lenny Rachitsky

English:

| hate scary movies, so that's a new Alien movie. Okay.
R EE:

BIREMA, FRUBR BRI (RA2) BR. i,

(01:18:18) Camille Fournier
English:

Yeah.

FREiE:

=108

(01:18:18) Lenny Rachitsky
English:

Anyone know there was a new Alien movie.
R EiE:

BAREL T 88 (RAZ) B&.

(01:18:19) Camille Fournier
English:
I loved it.
FRSZEIF:

HEER.

(01:18:21) Lenny Rachitsky
English:

Awesome. Is there a favorite product you've recently discovered that you really love, whether it's an app
or even physical product?

FRSCENIE:
XET, BEEEEARMAAMIEREERNTGR, TIEENAEEEYr=&?

(01:18:27) Camille Fournier



English:

So I don't know about recent, I'm a big Whoop fan. | got it during the pandemic and it is one of my ... I'm
just a weird fan girl for it. | don't know. | just really ... | enjoy it. | use it every day. Maybe it's totally

inaccurate, but it seems accurate enough and | just find it a very interesting and cool product.
R EIE:

HAMEEFAERIE, HE Whoop (BERIEBIRFIF) MELIL. RERBHEIZN, EEHM - KIMZ
BI—MERFVNIRER, HARE, RENRENRE, BX¥BA. BIFET2TER, BEEREBER, B
ER— M EFEEBARENm.

—
=)
A=
~F

(01:18:48) Lenny Rachitsky
English:

| know Whoop product, people listen to this podcast, so | think they'll be happy to hear that. Two more
questions. Do you have a favorite life motto that you often come back to, share with friends or family, find
useful and work around life?

AR ERIE:

F A8 Whoop BI=m A REAEXMMER, FHRMINFEXISREN. TERNNE. FEKETAERN
AERE, SDELHPARFARA, HERSELFNEEPRER?

(01:18:59) Camille Fournier
English:

If you don't challenge yourself, if you don't take risks, you'll never grow. That's a big one. | think you've
got to ... challenging yourself, taking risks is how you grow. | think the other one for me is stay curious.
The more you can remember that there's more that you don't know than that you do know, and staying
open-minded and being willing to be wrong, | think the happier you'll be and the better you'll be as a
leader for sure.

FRCERIR:

“MBMAREBE S, FEEXL, RAKEFSHEK.” XBE—MREENRS. HIANMRBI - HEB S,
AENERRKHNE—ER. Z—TRER “REFE . MERIEERTNENLRIENS, REFFFRE
DEHBRANER, MRSERE, BEESMAN—TBFNATE.

(01:19:29) Lenny Rachitsky
English:

Final question, on the topic of working out, you're blocking it with your head generally during the
podcast, when we moved ... Behind you is a very significant looking barbell set or dumbbell set, | don't
know which one is which. Talk about your workout regimen or anything along the lines of how you work
out.

FROCENIR:

RE— NI, XTRS. RBFR/EILEETE, BIERNBoE - REEE—EEERRT LR
B, HATBEWD. KRBT, HEMBUOFRIH,



(01:19:48) Camille Fournier
English:

I have been lifting rates probably for longer than some of your podcast listeners have been alive, which
says more about my age than anything else. So | used be ... | now have two kids, so | lift weights as sort of
maintenance, but | used be a very ... | could deadlift than twice my body weight and | was just a very, very
strong person. Now of course, everybody is into weightlifting, which makes the gym really annoying. So
partly why I have a set in here, a small set with a baby sized bar is ... so when | can't make it to the gym, |

can at least lift a little bit at home.
FRSCERIE:

S ERRYE] A REEL R — I R B E MR EEE K, XBEZRAT HBFLL. AR HIREER &
F, FIURBER N THFIRS. BRUFIFEE - REFEHBINEFENEE, REE— M IFERIEH
Ao MEIASIABMELETHE, XILBRIEEF[RMA. FIUEEXERT —FHM, —DH/IMIHRTH
INER, XBESTLEERIEN, EORUERKESS.

(01:20:27) Camille Fournier (Continued)
English:

What's your favorite workout, lifting wise?
FRCERIE:

TEHELHE, REERNIIGEMTA?

(01:20:29) Camille Fournier

English:

I love really basic deadlift, squat, overhead press, that kind of very simple, the classic lifts.
R EE:

BRERIFEEMAVEENL, RIE. A, MESIMIFEER. LHHTE,

(01:20:39) Lenny Rachitsky
English:

Amazing. Camille, this is awesome. As everything, | was hoping it'd be, we covered so much stuff. Two
final questions. Where can folks find you online if they want to reach out, follow up on stuff and check out

your books and how can listeners be useful to you?
FR3zEiE:

AiETo Camille, XXKEF T EMIFAEATFRY, BATRETXAZAT. REM N NRAKEEKR
R BRHEESRNERIRNT, AIEMERER? IFARALUAIRMEERA?

(01:20:51) Camille Fournier

English:



Yes, so with the weird state of social media now, that's actually a harder question to answer than it
normally is. | am on LinkedIn, so you can always follow me on LinkedIn and I'll probably ... | haven't
traditionally put that much there, but I'm expecting I'll probably start putting more there in the coming
months. | also still use Medium when | write. | actually like Medium, so medium.com, scamille is my
username. Those are two good ways. | have a Twitter/X account that it is currently locked, and | may or
may not unlock it at some point, but social media, as | said, has gotten weird. So | think probably
LinkedIn is the easiest way for this kind of stuff.

AR ERIE:

20, STUERREAN GRS, XEPrLEFRNEXEZE, FE Linkedin £, FrLARA LARERY7E
LinkedIn £XF K. HUFERNILANARAERS, BEMITRRLIMIBEFRZ AL, HEXERNAER
Medium, FHEZIX Medium B9, FBIAFRZE scamille, XZFMNMFAE. HE— Twitter/X IKS, BaEiZ
BIER, KAESBWAIBRSERENINERD, BIEMKAN, HRIEETEREEFR, PIUAFKDETE LinkedIn 7]
R RRE R A o

(01:21:33) Lenny Rachitsky
English:

And | read somewhere that scamille is rooted in your love of ska music back when you were younger. Is
that right?

AR ERIE:
HREMEEET, scamille XN FRFIRERIIT Ska FRUHRE, X132

(01:21:39) Camille Fournier

English:

It's true, yes. It was from high school. | was a big ska fan.
FRCERIR:

BEN, 0. BEMEFHIKEN, KR Ska BREVEBRINL.

(01:21:43) Lenny Rachitsky
English:

It's funny how our usernames just stick from, we were really young and that's the way we're represented
online now forever.

RSz ERIE:
REW, BINVAFPZEEMRERHNIHEMBEIE TR, REXTHATHRINEN LR,

(01:21:49) Camille Fournier
English:
Yeah.

FRCERIR:



(01:21:50) Lenny Rachitsky

English:

That's absurd. And then, you didn't answer my final question, which is how can listeners be useful to you?
R EE:

EXXRE T, e, REREERRE— R AR UAIRMEERFA?

(01:21:55) Camille Fournier
English:

| have a new book coming out. | have another book that I've already written. Obviously, | love it when
people buy my books so | love when people share my books with other people. My first book is translated
into a bunch of languages, which is super exciting, and | hope that if you read it and enjoy it and learn
something from it, you will let me know. Tag me on some social media. | think that's just awesome and
stay tuned. Look, if you are looking for people potentially to come talk to your company about platform
engineering, | could be interested in that, but | always love to meet interesting people. If you're in New
York, reach out, who knows. This has been an amazing, amazing time getting to chat with you, Lenny.
Thank you so much for inviting me on the show.

AR ERIE:

BE—FHBEFEMN, EE—FEEEHFHNH. BA, HERANERNS, EERAMEHBNBIZLE5!
Ao BHFE—EBREEATREMIES, XEBLANE. HFZBURIMRTE. EXCHMPBEFEER,
BEIFH. EHRKEE L3R REGERIET. Fib, BREXT. NRMREEIHAIUIIRATIRILTF
SIRMA, KARIBNE, RERERGEIREENA. MRIREAL, KR, EXER. Lenny, IR
KEBEEMIR. FERPRBIFRSMTR.

(01:22:42) Lenny Rachitsky
English:

| feel the same way. Thank you for agreeing to come on the show, Camille, you're awesome. Thank you so
much for being here.

AR ERIE:
B ERR. BEHREIEZESMTE, Camille, fFAET. IEEBEHREER.,

(01:22:48) Camille Fournier
English:

Take care.

FASZEIE:

RE,



(01:22:49) Lenny Rachitsky
English:

Bye everyone. 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.

FRZERIE:

B, (. JFEREWIT. MNRMRESAEETEENE, vILUE Apple Podcasts. Spotify S REIRIEE R
BAAITHE. o, BEEARKINNTLXBTTIC, XEEEHEHHEHMIARLZNAERT, R LT
lennyspodcast.com X EIFIEFHATNER TRESZER. THTER.



