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[00:00:00] Christina Wodtke
English:

... people do not value celebrations enough. I've had CEOs who said, "Well, it was the middle of the
quarter, so we didn't start OKRs, but we did start Friday celebrations and oh my God, things are already
changing. Things are already getting better." The simple act of getting together and saying, "What was the
most awesome thing that happened to you this week? What's the most awesome thing that happened in
marketing? What's the most awesome thing that design did this week?" It makes people feel like they're
part of something really special, and it's super exciting.
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[00:00:30] Lenny
English:

Welcome to Lenny's Podcast, where | interview world class product leaders and growth experts to learn
from their hard-won experiences building and growing today's most successful products. Today my guest
is Christina Wodtke. Christina is a multi-time author, speaker, and lecturer at Stanford where she teaches
product management, game design, and a few other topics. She also consults with companies on their
product development processes, and in particular, their OKR process. Before getting into teaching and
consulting, she was a product leader at LinkedIn, MySpace, Zynga, and Yahoo, as well as a founder of
three different companies, plus an online magazine called Boxes and Arrows. In our conversation, we go
deep into OKRs. What is the atomic unit of an OKR? What might be broken about your OKR process? Why
you may want to roll out OKRs or change how you approach them.

rhCERE:

WIDKE| Lenny HHER, EXE, RERPUREN=RASEMEKER, ZIMNTHENELELE SRR
I @I P EMEREZW, SRKMWEER Christina Wodtke, Christina @—fiIZ = 1ER. EIFXR, tWEHT
IBEAFHHIT, BEFGREE. FOSTHRE, AR SHFARERESS, 15512 OKR (BHF
5XLER) 2. EMNEBEFEMZBZE], WETE LinkedIn, MySpace. Zynga #1 Yahoo BEF~@iNSH,



EE=ZRRENENBA, HEIDTHEZERS (Boxes and Arrows), ESRIIFIER, HITRIRNRIT OKR.
OKRBIRFRLZHA? fRBY OKR MIZAIBEL T HARE? N AIRAIREREHETT OKR SR E I B RIS IE?

[00:01:20] Lenny
English:

Also, how the best companies leverage OKRs, the most common root causes of OKRs going wrong, the
elements of a healthy OKR cadence, how OKRs fit with mission, vision, strategy, and roadmaps. We also
touch on the skill of storytelling. And she also shares her most contrarian perspective on what new
product managers should be focusing on. Christina is a wealth of knowledge and super interesting and
fun, and | know you'll learn a lot from her. With that, | bring you Christina Wodtke, after a short word from
our select sponsors.
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[00:01:45] Lenny (Sponsor: Miro)
English:

Today's episode is brought to you by Miro, an online collaborative whiteboard that's designed specifically
for teams like yours. | have a quick request, head on over to my Miro board at miro.com/lenny and let me
know which guests you'd want me to have on this year. I've already gotten a bunch of great suggestions,
which you'll see when you go there, so just keep it coming. And while you're on the Miro board, |
encourage you to play around with the tool. It's a great shared space to capture ideas, get feedback, and

collaborate with your colleagues on anything that you're working on.
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[00:02:22] Lenny (Sponsor: Miro)
English:

For example, with Miro, you can plan out next quarter's entire product strategy. You can start by
brainstorming, using sticky notes, library actions, a voting tool, even an estimation app to scope out your
team's prints. Then your whole distributed team can come together around wireframes, draw ideas with
a pen tool, and then put full mocks right into the Miro board, and with one of Miro's ready-made
templates, you can go from discovery and research to product roadmaps to customer journey flows to
final mocks, all in Miro. Head on over to miro.com/lenny to leave your suggestions. That's M-I-R-O
.com/lenny.
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[00:02:58] Lenny (Sponsor: Dovetail)
English:

This episode is brought to you by Dovetail, the customer insights platform for teams that gets you from
data to insights fast, no matter the method. There's so much customer data to get through, from user
interviews to NPS, sales calls, usability tests, support tickets, app reviews. It's a lot, and you know that if
you're building something, hidden in that data are the insights that will lead you to building better
products, and that's where Dovetail can help. Dovetail allows you to quickly analyze customer data from
any source and transform it into evidence-based insights that your whole team can access. If you're a
product manager who needs insights to motivate your team, a designer validating your next pick feature
or a researcher who needs to analyze fast, Dovetail is the collaborative insight platform your whole team
can use. Go to dovetailapp.com/lenny to get started today for free. That's dovetailapp.com/lenny.
Christina, welcome to the podcast.
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[00:03:55] Christina Wodtke
English:

Thanks, Lenny. I'm really excited to be here. I've been hearing about you forever. It's so cool to be here in

person.
AR ERIE:
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[00:04:00] Lenny
English:

I'm more excited for you to be on the podcast. | kind of see you as the queen of OKRs. | don't know if you
like that title or not, but in my mind that's where you sit currently, and partly because from what | can
tell, you've done more to help people with OKRs and understand OKRs and fix their OKR process than
most anyone else | know. As I'm sure you know, a lot of people just don't like OKRs, are kind of anti-OKR
and have had bad experiences with OKRs. And what | want to try to do with our chat today is to try to
change people's mind, who are maybe anti-OKR and to help people optimize their OKR process if they're
having an okay time with OKRs. How does that sound?
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[00:04:39] Christina Wodtke
English:

That sounds just fine, although I have to say in the tech industry, it's a little too easy to be clean. Maybe
when I'm a emperor for life, that might be my title.

RS ERIE:
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[00:04:48] Lenny

English:

That might be by the end of this podcast, we will crown you emperor for life.
R EE:
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[00:04:52] Christina Wodtke
English:

Excellent.

FSCEiE:

KET o

[00:04:54] Lenny
English:

Okay. That'll be our goal. So, as maybe a first question, | want to give people kind of this confidence that
OKRs can lead to great product, great success. What can you share, just to give people a sense of, "Here's
how many companies who are having a great time with OKRs, here's the impact OKRs can have on your

company if you roll it out or make it more optimal.”
R EIE:
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[00:05:15] Christina Wodtke
English:

I've seen so many companies do extremely well with it, and | would say that not all companies will be
successful, period. Companies are really successful with it are companies that... | think | can swear a little,
they have their shit together.

FROCERIR:
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[00:05:27] Lenny
English:

Absolutely. 100%.
FRCEE:
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[00:05:29] Christina Wodtke
English:

And the first step is, get your shit together. They have strategy, they have empowered teams, they have
psychological safety, and then the OKRs are that extra layer that supercharges them. So, | say OKRs are
more of a vitamin, they're not a medicine. So, if you take OKRs and you're like, "Oh, this will fix everything
that's wrong with you." No, that's not going to happen. It's just going to reveal everything that's wrong
with your company. But if you've done the hard work of getting your company to be strong, it's amazing
how well it works. It works really well with startups. It works really well with multidisciplinary product
teams. I've seen it over and over. | don't really have permission to talk about all my clients, but | have one
client that I'm just working with right now, and it's a purpose built company. So, in other words, they exist
in order to make the lives of their customers better, healthier, wellness.
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[00:06:20] Christina Wodtke
English:

And so, they used OKRs to really create this amazing focus on, what does it mean to make everybody's life
healthier? And one thing that came out of applying OKRs was this wonderful idea, they're bringing robots
into their warehouses, not to replace their humans, they're keeping all the humans, but to reduce the



amount of back problems their humans have. So, the humans are doing much more complex tasks,
thinking about inventory and how to be more efficient. And the robots are doing the heavy lifting.
They've been growing and growing like crazy. And the OKRs are this very simple way of allowing you to
focus on what actually matters and making sure you don't forget in the chaos of everyday life. So, if you
know what you're trying to do, then the OKRs just help that happen. It aligns the company. And | think
they're a lot like dieting advice, in that they say, "Eat less and exercise more." Well, that's really simple.
It's worked for me. I've lost 25 pounds doing eat less and exercise more. But wow, it's hard. It's really hard
to do. And | think about OKRs that way. You have to just stay with it and be strong and committed, and
that will help.
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[00:07:36] Lenny

English:

There's a number of things | want to follow up on in what you said.
FRCERE:
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[00:07:39] Christina Wodtke
English:

Sure.

R EIE:
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[00:07:39] Lenny
English:

So, I'll start with, you talked about the benefits of OKR. If you had to just boil down, here's what OKRs can
do for you as a company, as an organization, what would that be? What's just the main benefit of OKRs at
your company?
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[00:07:51] Christina Wodtke
English:

The main benefit is that there's a lot of concrete action through a OKR that you don't always get from
strategy. Strategy tends to be a little longer, a little more Muji Muji. And then when you get the OKR, you
say, "This quarter is what we're actually going to be doing, and these are the numbers we're actually
going to be pushing further." So, that's really good. It creates a cadence of progress, which is incredibly
valuable. It creates alignment. There's no question what the single most important thing to do in the
company is, assuming you're doing radical focus and you don't have 20 OKRs every quarter. Ugh, don't
like to think about that. And last of all, the thing that | don't see a lot of people talking about that | think is
really amazing, is because an OKR focuses you for one quarter and at the end of the quarter you grade
your OKRs.

FROCERIR:
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[00:08:40] Christina Wodtke
English:

How well did we do? What got in our way? It creates this learning cycle. So, then you can take that
information and say, "Next quarter, what should we try next?" And | think the time is the thing that a lot of
leaders really struggle to think about. But if you've been really focusing on say, retention for one quarter,
two quarters, and then you go over and say, "Okay, let's work on acquisition." You don't forget all the
things you learned about retention. No, you're just building knowledge and building knowledge and
building knowledge, which means your company will constantly get smarter and more effective.
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[00:09:13] Lenny
English:

I love this. So, just to summarize, the main benefits are focuses you, lines, creates a cadence and creates a
learning cycle. And maybe a simple way to think about it is, it's like a plug-and-play product development
process. You don't have to invent everything from scratch. There's this thing that exists. | know it's not the
whole piece of it, but yeah, maybe... You're nodding and I'm curious, when | say that, what comes to
mind?

FRCERIR:
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[00:09:36] Christina Wodtke
English:

Yeah, | guess you have to have a product development process, because obviously otherwise you're just
running around chickens with your heads cut off, but it keeps you from making the same stupid mistake
over and over and over again, which has been a goal in my life. My motto is, "Make new mistakes." So, by
having this focus on really important things, not to spread yourself too thin, like the famous peanut
butter memo from Yahoo, which | guess was long ago enough, not everybody remembers it. But
companies have a tendency to try to do everything all at this exact moment. And so, everybody's working
with 1% on this, 1% on that and 1% on the other. And instead you use the OKRs and say, "Okay, this is the
big rock we're going to move. This is the big thing that's going to happen this quarter, and you can fiddle

around with all the other stuff if you want, but this one has to move."
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[00:10:27] Christina Wodtke
English:

And then the next quarter, the next thing gets moved and so on. And it just accelerates the speed of your
accomplishments so much. It's kind of mind-blowing. I've actually been running my life for the last eight,
10 years on OKRs as well because I'm ADHD and I'm all over the place. And so, looking at my OKRs every
single Monday and saying, "Well, am | going to work on a book? Am | going to work on my teaching? Am |
going to work... Where do | want to put that attention?" It changes me personally, just like it changes my
clients.
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[00:11:00] Lenny
English:
What's an example of your personal care? You said writing a book maybe could be one?

AR ERIE:
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[00:11:03] Christina Wodtke
English:

Well, | wish, but no, it's actually been health. One of the great things about managing my OKRs for so long
is | discovered this pattern, which is that anytime things get busy, | just stop taking care of myself
completely. And that's really bad because if I'm healthy, | can be there for my kid, | can be there for my
students, | can be there for my colleagues. So, this quarter's been about setting up habits of well-being

and like I said, I've been really pleased at how it's been going.
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[00:11:30] Lenny
English:

Amazing. | haven't heard that before. What would you say is kind of the atomic unit of an OKR? So, people
talk about, "We're doing OKRs, we're not doing OKRs". What's the line between we have goals and a plan,

and we're actually doing OKRs as a concept?
FZERiE:
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[00:11:44] Christina Wodtke
English:

Gosh, what is the atomic unit? That's a really lovely question. | would say, "What am | doing this week to
get closer to our goals?" If you could answer that question, you could give up all the OKR stuff, but if you
just asked the question, "What are we doing this week to get closer to our strategic goals, our longer term
goals?" That is the very heart of it, because there's the tomorrow problem, like my kid will do his
homework tomorrow, and tomorrow never comes. It's always tomorrow, tomorrow, tomorrow. So, what
are we doing right now? And I find that it's really useful to tie it into temporal landmarks.
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[00:12:21] Christina Wodtke

English:



By that | mean that there are things like birthdays or New Year's or Mondays or quarters that are already
built into the world. And so, we piggyback onto them and we say, "Okay, it's Q1, boom, we're going to
stop. We're going to take a breath, we're going to look at everything and we're going to say, 'What do we
actually have to do?'" Raising your head above the noise is really vital. "And then this quarter, remember
we have a mission over here and we have a vision and we have a strategy. Okay, this quarter's all about,
what?" And you move towards that.
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[00:12:52] Christina Wodtke
English:

| know there's a lot of talk about outcomes and | think that's absolutely right. It's really critical to think
about outcomes because that gives you flexibility on how to attack the problem. But the biggest question
is, why? Why do we get up in the morning? What are we trying to actually do? Are we making a difference
at all? And if you can say, "This week I'm going to do this," and then at the end of the week you say, "Oh,
that worked or that didn't work," and you can try something new or keep going. That's just invaluable.
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[00:13:18] Lenny
English:

That is really interesting that your answer wasn't like its outcome or some key results and 70% of success
is goal, that there's something more fundamental, which is just being very clear on what you should be
doing next week and we should be focusing on now. And that translates into what kind of the OKR
process ends up being.
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[00:13:34] Christina Wodtke
English:

Oh, yeah. Can I tell you a little story?
FRERIE:

IR, 8. FBELIRANNRELD?



[00:13:37] Lenny
English:

Absolutely.

R EE:
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[00:13:37] Christina Wodtke
English:

So, this is personal OKRs, but it works for everything else. It's always easier to talk about personal OKRs
because | don't have to do an NDA with myself, so | apologize. But I've had this accountability group with
these three women for at least five years, and every Monday we send our OKRs to each other, and | do it
the way | do it in the book. Another woman, she had the getting things done approach where it was like,
"How percentage did | make and what am | trying to do?" And exactly, super detailed.
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[00:14:06] Christina Wodtke
English:

And then another woman was like, "Ah, | don't know. | guess I'm trying to think about... What am I trying
to think about? Oh, maybe I should think about if I have to get out of product management or not." Well,
now the woman who was very precise has kind of disappeared. | think it was just something that she
couldn't keep up that level of diligence. While the woman who was hand-waving, she actually has gone
from a product manager to a consultant to a life coach, and she's making so much money, and she is so
damn happy, and she has a new house. And so, | really do think that the heart of everything is answering
that question.

FROCERIR:

EE—ULMENZXMAE: W, FANE, FREHETEE - -HEZEAARE? B, BIFREZEE—
TREEEBAFREENR." 4R, BUIFEHEHHNIENERIHERT, BRI T AESIMIZERNE
To MARMIZHA) “FEMMA" B, KFLEEMNTmEERE AR, BRAEHEL, wRlERTRS
#®, IFFRER, BEXTHEF. FIUKERINA, —IEZOREEZEIR R,

[00:14:44] Lenny
English:
And what is that question?

FROCERIR:



BNEFEZRA?

[00:14:46] Christina Wodtke
English:

What am | doing this week to get to the outcome I really want? Her outcome was to not worry about
money and be joyful with what she was doing. And she got that just by every Monday saying, "What the
fuck am I doing here? What am | trying to do again?" And it worked.

AR ERIE:

‘HXEEMA A, TEAFFEERENER? 7 HNEREFABAHIED, HEIFEPRERR. ad
BA—MBECS: “HERETH? RIRBERTABR? " RELMTE—R. XBHLENT,

[00:15:03] Lenny
English:

That is a really cool framework. So, the question you ask yourself every week is, "What am | doing today
that's helping me get closer to my outcomes?" Is that the word to use outcome?

FRCERIR:

XIEZRKET . FRIUMFEARBECHRARE: “BSRXMHMEHSEEREIZERN E8 727 2H “48R
(outcome)” XAMENG?

[00:15:12] Christina Wodtke
English:

Yeah, yeah, exactly. And it is an outcome. In her case, it was not worrying about money, having a house,
having joy in her work. | think a lot of us get caught up in, do | want to be a writer? Do | want to be this
thing? When the reality is, we just want to be satisfied and happy. And with a business, it's the same thing.
We get caught up in this or that little details, but you need to go back and say, "What was our mission?" |
mean, think about it. How often do companies ever talk about their mission? It's like they set it, they
forget it, it's super vague, it's useless.

FRSCERIE:

3, &, XME—NER, MiRiH, ERMEFAKRE. BRF. TERR, RESRITES A#BYLE
“BAEYUERD? 7 5 “BREMAEHSMHE? 7, MNEE, RMNI2EHREFEMRER, TRt
B, RINAULETFEIMAT, BREBECINESR: “BRITNESESMHA? 7 8E8E, AFSAKIE—RE
i? BERIREEMST, MBIESEM, ETHL.

[00:15:42] Christina Wodtke
English:

Instead, it's good to think, "Okay, when we started this company or when we changed this company or
grew this company," or whatever you want to go to, there's always these various points in time. "Why?
What did we think would work? And let's go back to that moment of meaning and reconnect with it and
then make it real in the activities we take every week." And | like every week rather than every day.



Because the reality is we still have to do progress reviews and we still have to do accounting and whatnot,
but if we just push a little bit each week, over time amazing things happen.

AR ERIE:

Bk, &RFERE: “fF, SRMNIDXRRAF, HERE, KN, TIRLATHIMER, S3BXEE
Ro  “ARA? TNHHANFASER? LRNEZIBIEEXNZ, EREIERR, ARKEELIE
FRESIR.” REER “BF" MAR ‘8K . AARERHENEFEHNHEFE. USHKEEFSE, BUOR

[00:16:15] Lenny
English:

So, | want to drill into some of these things, of just how mission, vision, roadmap and OKRs kind of fit
together, just to be pretty tactical. So, as a PM say, or founder, what is the process you recommend for
working through mission, vision, and then OKRs, and then roadmap?

FRCERIR:

HAERFENRIT—TfFEd (mission). B5= (vision). EELZE (roadmap) #1 OKR BWALEEE—HEH, i)
R AG—=. (FAFRELESCBA, MEFNRESEEN? NAlEFER. B8, AER OKR, RER
BRERE?

[00:16:33] Christina Wodtke
English:

| think it's really important to have a mission, and people get freaked out because they think the
mission's forever. And so, they make them super vague so they can do anything. But instead, if you think
about it, if the mission lasts for five years, what would you like to see happen in five years? And it might
be, "We're going to bring amazing games that delight our users and we're proud to ship into the world."
That could be a mission. And it's like, "Okay, | could do that over the next five years." And then, there'll be
a point where you probably want to change again. So, you're bringing, what does it mean? What does it
mean to be proud? What does it mean to delight people? Really talk about that and get into the nitty-
gritty. And then out of that would come your strategy, which is this is going to be our year of exploration,
if you have enough money for such a thing.

FRCERIR:

HANNPAEREGIEEEE. AMBREZHEENMINRFEHZKIEN, FUBIHBESIRERR, UEM
LHREEEE, Bk, RMIAANEGRIFLRE, MEZLERBIFALE? thil: “BEFFRILA
Fiafi. L3 B SRR FRAEREN.” XAIUE—MEss. (RREF: “9F, ETROEFRT UL
B7.” Aa, ARESE—ITRIMEBRNE. I, fERE. XERERFA? “BR BEREMTA? LA
Fhafi” BREFA? RANRYXEAT, 25, ARMIBLSTE, bl “SERRRINNNRRZE (WX
RE R IBHA T HFRIE) o

[00:17:18] Christina Wodtke
English:

Or this is going to be our year of making our current games a little bit better. I'm in a very game mindset
today because | was talking to a client. So, you get into that. Okay, now we have this sort of idea of what



we're doing with our year. Now, let's talk about the quarter. And you can use OKRs for the year, but the
quarter is where they have the most impact, | believe. Spotify talked about doing quarterly performance
reviews because it's long enough to get something done and short enough to not forget what you did.
And | think that sums it up perfectly for OKRs as well. So, once you know where you're trying to be, and
once you know what you want to do with your year, you can say, "What are the things we want to see
happen across these four quarters?”

FROCERIR:

HE SERMNMBBNTIULREEREREF . HOXRBRFERREYL, BANN—UZFFEE, 57, R
RN X—FEMAAE T ABEIE, BTIREAEE, REILUKEEE OKR, EFHIANZEE OKR BRI
&Ko Spotify BIKEIHITEESMITE, AANXEREKEEUTHA—ESE, EIFRILRTIZECH
TH 4. HINAXEHFTESLT OKR, FRLL, —BfRANET BARFATE, M@ 7T EEITL, fRetrIlE): &
XONMEEE, RIIRERIHLARE? 7

[00:18:01] Christina Wodtke
English:

| call it sort of a half-built strategy because too much strategy ties you down and too little strategy, you're
too responsive to everything. So, you say, "Okay." Let's say you're building a new game. So, Q1 is about
figuring out what it is and what's going to be interesting to users. And then Q2 is going to be about getting
some early prototypes out and validating those concepts. And Q3 is about building extensive, and Q4 is
about marketing and throwing it out, something like that. And you could venture them into your
outcomes. A lot of people who are very venture driven don't understand outcomes, objectives, excuse
me, objectives, outcomes, potato, potato.

AR ERIE:

BMRZA ‘¥l , BASBRZAREMR, KEKXDXSIHRMERISZEE TR, FAURSR:
“OF, BRISBRINEBEREZ - F—ETEERFERECRMA, UKAFRSMTARNMNE, F=EIHEN
PHRMHIGEXEH S, F=FERHTAMEF L, FOTEEHIHH MAH. RAILIEXLER L AIR
B “ER” , REZINORERNPIARER “ER (outcomes)” M “BAR (objectives)” HIXF, #E#K,
HIE{IKRE/NE (potato, potato),

[00:18:39] Christina Wodtke
English:

It's really something inspiring. Q1, we have a vision for this game that will drive us forward. | don't know,
I'm making stuff up, which just means it's going to be imperfect. Although | do warn people not to get too
caught up in wordsmithing. We can spend hours doing that. And then, you get to ask my favorite
question, how do we know? | love, how do we know? That's how you get to outcomes. So, what does it
mean to have a vision for a product we believe will be successful and meet our mission, whatnot? Well,
what would it be? How are we going to figure this out? So, something about user testing, probably. Maybe
we do a landing page, see how many people are excited by the concept. Maybe we do some technical
builds to see if it's actually buildable. What are the sort of things that would tell us, yes, please go
forward? We might be excited about VR. Well, how do we know that VR would be profitable for us?

AR ERIE:

BIFNIZERIEAON. LB —FE: "Bl I E — M eeEBATRERNE R " HEEER, Pl
BEARTE. BRALESIANFERUETXFER, BSHEERLUNT, RAE, RETLLRZRSRIE



. “BAEEE (how doweknow) ? 7 HAEXNMEA T, XFEMES “ER” WHE BHE—1RK
MMEEZFRIANEERNTRERERETA? BIBHAAFF? HMNNAFBFRE? I RAR N, 1B
WA — &M, EEEZLOANZMIZRI T, BIFRNM—ERANE, BEERE T, WL
SEREHIREN “FHY, BHREMEH ? RITTREN VRIBXE, BRITIMAEE VR MEITRREEZEFATE
AY?

[00:19:35] Christina Wodtke
English:

So, once we answer those three, how would we know, then we can know that by March we have the
results we need. And we're always going to try to think about the best possible future, the whole
moonshot thing, which I'm a fan of, but the reality is, the reason we do that estimating is so we get good
at estimating. Everybody sucks at estimating when you first start, and a lot of people think it's like black
magic or something you're born with. But no, it's a learned skill. You practice estimating, you get good at
estimating, you get better and better and better. And being good at estimating is incredibly valuable as a
business skill. So, there's your OKRs, right? And then for Q2, we don't know how Q1 is going to go, so
we're just going to leave the objective there, but we're not going to get into the nitty-gritty OKRs. Key
results cause a lot of arguing among the team, takes forever to track them down, just wait and see how
Q1 goes. And that way you have enough play within your strategy to react to new information.

FROCERIR:

—BENEAZTER=1 “HfTNAEE" , HMMEREZ=ZAORRNEESFITHENER. KNNE2EE
HBERFHORE, BMEMMBEN “EAitk (moonshot)” , REX—EMMHL, BUELE, HITHITHE
WENEANT “EBRHEE" . NG, SMARNGEEHRRE, REARSXGEREINZXRR. £, XE—
BSFRHRE. RESIEE, MZERFER, AGHREY, BRABE—ITRANENF LG, XMEIR
B9 OKR, WME? EFE_FE, RINEFNEE—FEHRNM, PAUARNIRE—" B4R (Objective), M
FEMEEREE OKR AT, KRBER (Key Results) FESSIREAMNFIE, BRENBERRKEE, L
BEF—ZENER. XIFREMBETLE RIEHYT BRI HE So

[00:20:32] Lenny

English:

The question you talked about of, how do we know? That's to decide the objective or the key results?
R EIE:

REZZRIAR N RIRE “FAVAIEALE? 7 , BATHEBM (Objective) EEXHELER (Key Results) ?

[00:20:39] Christina Wodtke
English:

Key results, yeah.

R EE:

BRBLER

[00:20:40] Lenny



English:

Okay, got it. You're saying objective. Okay, cool.
FEiE:

%, BART. MRRIA W T BiR, ¥, &XHRo

[00:20:42] Christina Wodtke

English:

Objective. My bad. | didn't signal when | turned. No.
R EE:

Bir. B, RETEITEST. Fo

[00:20:49] Lenny

English:

Oh, okay, cool. That makes sense.
R EE:

MR, #F, ’XFR. XiFiE,

[00:20:49] Christina Wodtke
English:

Obijective is that vision for the quarter. This is what we're we're driving towards in this quarter. And then

the key results, you answered the question, how do we know we succeeded?
Fp ERIE:
B ZZEENRR. XEERNEAFESHNGR. MXBLER, WEEE “HBOAMEBSHKINT? 7 X

N 8
N,

[00:20:58] Lenny
English:

And so, what was the tip you gave of turning strategy into the objective? How do you translate from
strategy to deciding your objective for the core?

FRSCERIF:
BRIRMIA 45 B A9 X TS SR 2 L A BATHI BN H 42 RINAI MR L R E X EERZ O BAR?

[00:21:06] Christina Wodtke

English:



Oh, that sits between mission and OKRs. So, strategy, I've been really shocked lately. I've discovered that
lots of companies don't seem to have any strategy whatsoever, which just blows my mind. So, if you think
about strategy as a strongly held hypothesis about a way to win in the market and fulfill our vision, then
you can say, "Well, our mission is this, or vision..." | kind of use them interchangeably because | think they
are kind of interchangeable, and I'm not going to get in semantics in the bitty bits, but the strategy is
really important because it says, "We think we're fulfilling our mission of connecting people, by what?"

FROCERIR:

MR, SXBEATTfEssHl OKR Ziale XT kg, RRIEENRER. HAMRSABMFRALEEMLLE, Xit
BRAFIRF . MRMFEBHBEFEZE—T “XTUAETIPREALRBERHZERIK” , BBAIRETLIR:
4, BWESEXTD, BRE " RARTEE(TEA, BARESENTEEMZE LRAIUERE,
BRAREARKRTIBNEX LAL, BHERIEEERE, RAEHRRAT: “HHANBIMNEL Hanl kKM
ERZARER? 7

[00:21:55] Christina Wodtke
English:

| think that there are a lot of good product strategy pieces out there, but businesses have a lot of
questions to answer. Are we going to ship physical products? Are we going to ship digital products? Are
we going to be a service? Are we going to do a subscription? Strategy answers those questions. They say,
"We're going to have a game. It's going to be an Apple Arcade. We have a hypothesis that's actually going
to help us. We're going to build in there and build our customer base there in order to get name
recognition, which we can then use on other platforms." That's the sort of strategic stuff. And then we're
like, "Oh great, you have a vision. What are we doing? What does that actually mean for us this year, this
quarter, and then eventually this week?"

FRZERIE:

HANTHLERZSAFTNTREBXE, BRIVERZEFRTERE. RIMNERNRET@E? HMIERZM
BFEFET? FANBRMRSF? RNERITHAFID? HESEIE T XERE, SRR “BlIEF A
X%, TAE Apple Arcade ko FITNRIREXZWHNEER . RINEABERIUZABLURENEE, AEHK
AT EF ARIEMTE L. XMEABEENARDE, ARRMNER: “KET, MERRT. BPRIEM
ta? XREATSE. INFE, UREEAXAERETA? 7

[00:22:39] Lenny
English:

For the actual OKRs you end up with, is it as simple as just with the template of an OKR, is it just objective
three-ish key results? Is there anything more to it that you recommend folks use?

AR ERIE:

NFRAFKH OKR, BEME OKR IRIRAFE LR : — P EMMMLE=NEAHNXBER? MEHEARERE
fatt ATTRS?

[00:22:51] Christina Wodtke

English:



No. Simple things give you a lot more room to fiddle. And | feel like every time | see people make really
complicated methodologies, they get way too caught up in the rules and they don't think about, what are
we actually trying to do? So, simple is better.

AR ERIE:

o BRENKRALMEBTTESHNARETE. AREESREIANBEIFEERNTEILH, MIEHIRRET
MWz, MABEE “BAIZIRBMH A" o L, BREH.

[00:23:04] Lenny

English:

And what's your rule of thumb for number of key results?
FRCEIE:

KT RBLERVHE, (RVZIIENZEA?

[00:23:06] Christina Wodtke
English:

| like three. | think about it as triangulating. | always like something that's really hardcore numbers. | like
something that's a little squishier, like a quality, make sure you don't forget about it. And | usually like
something that involves a dollar sign, but it's really going to be specific to what objective you're trying to
do. Launch a new product. Well, you probably want to make a certain amount of money, well you want a
certain amount of reach, and then you want that delight thing. And then when you get into the delight
thing, you can say, "Well, is it going to be Metacritic? Is it going to be a survey? Is it going to be NPS?" You

know, could figure out what one makes the most sense for you.
FZERiE:

BER=1. HIBEEER ZAEMN . BEREER—MEZINEFIENR, — M MEM “° —=89384%, L
MNRE, RRIEARZIE,; BEBREER—NIRET (ZT/HFS) HiEN. EXBIEUATIRXELI
B %o ttﬂﬂii*ﬁ?ﬁ?‘nn RA]RERE M — E A ER, ME—THMAER, ZAEHEEPRMH “WRZ . HBIFERN
BRI e, fREILAR]:  “EBF Metacritic 1¥93? RRBREE? &&F NPS? 7 {Re] LUK M RE&EE 2 XAYAR

—A
Mo

[00:23:45] Lenny
English:

That's an interesting topic. Is there anything you find there to measure customer happiness, satisfaction,
delight? What have you seen work best for that sort of squishy stuff?

FRCERIR:

XEMEBNES. THEFFE=RER. BEE. BRRSE, MEFAKINE? MFXH “RiE” KA,
MR/ ARBN?

[00:23:53] Christina Wodtke
English:



| know there's a big backlash against NPS. | think it's okay. It's really funny because you can be insanely
successful with a game that people feel yucky to play, and you can be incredibly successful with a product
people hate using. Zoom, for example. How many times have you heard Zoom get cussed out? So, the
question is, why would | care about that if I'm making money? And | would say the answer is, would you
like to keep making money? It's always about retention.

FROCERIR:

HAMEREERZARM NPS, HRERFEETT. REBHNE, MAIMES —RILATERBEREFNIRT
RENAIL, BAEIT— P AP RERN T mRFEARBIMII. bl Zoom, fRIATZDRANRE
Zoom? FRLARIEZ, SNRIAEW TR, HAFABEXRORXN? HKHEEE: ME—EWRED? XIBEXFERE

>4
o

[00:24:23] Lenny
English:

Right.

FRCERIE:

xo

[00:24:24] Christina Wodtke
English:

So, anytime you can get strong retention signals, | think those are good signals to get. So, that comes out
of qualitative research. There's nothing better. So, if you don't have a qualitative researcher on your team,
| think you should get one. You need somebody who knows how to separate what people say and what
they do, and what the truth is in that. And then use that to apply to your strategic decisions, so that happy
users sell your product for you, right? Happy users stay with your product. Happy users are willing to type
an email telling you when you're messing up. | mean, you want committed users. They're just so
important.

AR ERIE:

FRUL, EB R RBIREERSRBINNBEFES, RNNBBL2ETRBNFES. XIFETEMHAR, KELX
BT, MRMHEIAFREEREARS, HINAMEIZBE . (FEEEANENAXD AN “Hay”
“Ey” , UNRERNERARTA. ARBXENAEIRIEERERS, XFRRWAFPMIAMEHES®,
E? REMAFASE TR, RENAFEERESHASIFRMERR T, R, MEELLAR, i)
AXEET,

[00:24:58] Lenny
English:

One final question around the actual OKR document. What do you find are the most one or two common
mistakes people make when writing out the objective or the key result in deciding on what to go with?

AR ERIE:
% F OKR XHMRE—Na, FAMAMIEIREEFHXBER, USREXAMERNSI, RERHN—F

PMEIRETA?



[00:25:09] Christina Wodtke
English:

Objectives, people make them so fluffy that they don't have any meaning. They really should be a proper
goal. We're doing this because we want to see this happen, it matters. We want to delight our customers.
Sometimes people make them too fluffy and sometimes they make them too boring. It's like, "Oh, we're
going to ship this thing." That doesn't inspire anybody. Your objectives should make you, when your
alarm goes off and you wake up, you go, "Oh yeah, I'm changing the world today, or I'm doing something
really cool." It shouldn't be like, snooze. So, | think an objective should be motivating but not ridiculous.

FROCERIR:

XFB#r (Objectives), AMIBIBETHKRE (fluffy), UEFRARMEN. ENZE—THEENER: &
MNEXHERENBRMNBEIIXHERE, XREE, bl “BNNBLFPREER . BRAMNEESEX
RE, BRI, tbin 1R, HNBEAHEXNRE o XTEMMERA RBYBERNIZILIRTE R shmiCie
PRESAR:  “IRER, HOSRBEAMZHR, HEEAMEESETHE” MANIZSRIRIERHHLEE, PR, FIA
R ERRZERBA DR, BAREERE.

[00:25:42] Christina Wodtke
English:

And then the key results, it's always going to be tasks. | mean, people put tasks in there all the time, and it
can be tricky. Sometimes it feels like a task, like you have to get past a product review, so it's going to
have a binary. They either said yes or no. But when you think about it, it is an outcome because it's really
hard to get a product review group to say okay to anything. So, making sure that you have real outcomes
that let you move forward, | think that's the biggest mistake people make in OKRs.

FRCERIR:

ETFTXRBLER (KeyResults), RELNHEIRZBEETR “ES" . H2W, AMNSZRBESH#E, XEHR
WM. BNEEREREMES, il “BIFRTE" , XE—TZalNER (Bad, E4AFD). EFAR
8, eELKE— “ER" , ANLF@TENANEAEERKEBRE. AL, HERIMEEEILIFRIHNE
IE “&R" , FAAIXZATE OKR FIEHIERAEIR.

[00:26:13] Lenny
English:

Yeah. | know you shared a few examples of just that came top-of-mind, but just is there any examples you
can think of just, here's a really good example of an outcome? And | think your results are a lot easier, just
move this metric 10% or hit-

FROCERIR:

B, HABIRAA DZET LNEOBENGF, EREEBEGA “HIEFHNERTRH 137 REFENS
RERS, Lol “Fbiatrest 10%” sEEM -

[00:26:25] Christina Wodtke

English:



Let's try to keep it fairly concrete. You're a online magazine selling interior design ideas. So, what are you
trying to do? You're trying to get strong leads out to your advertisers, and that's really important, and
you're doing it because you believe that people deserve to have homes that are warm and wonderful. You
have this mission, and you want to make money while you do it. So, your strategy is going to be about
connecting human beings with the brands that will suit their lifestyle. Okay, that's great. And then we get
to the nitty-gritty, well, what does that actually mean? Are we going to really work on recommendations
passionately? Are we going to really create various markets and throw down advertising where we think
these people are? That's when your strategy comes into play because you're making all these interesting
choices. So, let's say we're going to double down on recommendations, which has a lot of
presuppositions.

FRCERIR:

URMNAERF—R. RRIFEE-RHEEENRITBNELRS. FREMHA? BN SHRESRE
FIHELR (leads), XREE, MEHFMEENRESEAMIESRABERERIFNR. FEXMEH, FMR
Bk, FRLMREIGERR . BAXSEGMINEETA NN MEERER, ¥, XRE, AREAAT: XEK
EREMA? RNERBABMARBEEEZG? ZIEZAFAROTE, HERNIANBEIRABFRERMTS
BRI &5? XL RERNIE, HAMEMSHERINRR. RIGFEITRETE “HE" LNER
N, XEETRZAR,.

[00:27:23] Christina Wodtke
English:

We have to get people to like, we have to understand their patterns of behavior, and that's when we can
start to go to OKRs. We can say, "Okay, so we have this online magazine, let's really work to get as many
people being members rather than browsers as possible, so that we can start understanding what they
like." And that's what Q1 could be really about, is starting to collect profiles of people's passions, and that
sounds kind of exciting. "Okay, great. We're going to do that. We're going to create a profile of people's
passions. Awesome." So, how would we know we were successful? "Oh, gosh. Well, we probably need a
bunch of people to do it, but do we really need everybody? Maybe 30% of our audience flips over, and
maybe that's right, maybe that's wrong." If you don't know, you just set it and you'll know by the end of
Q3, whether you were stupid or not, it's fine, move on.

FRZERIE:

HMNBILANFE X7, GIEFEMIIITRRI, BT UFRGIE OKR To Ff1aJ AR :
9, BIEXRELRT, LHENEAURTERSHARNZAMAZHE, XFERITMEFTRT #Ebi18Y
Bif.” EMEFE—ETENZL: FREENMTIHBEFNE®R (profiles), XITERILAMEN. “4F, X
%Y, HMXAT, RNBEBIUIBAMBEG. KEET.” B4, FMNMANEBSKINT? “TRXEF, i)
ARERERZASS, BEMNTEMBARL? 1iF 30% NEZREAIEERMIT, BIFXMEFN, BIFR,”
NRIRAHE, MARE—D, WEZFERMMAMEECHIEAEET, &XFR, HEFH,

[00:28:12] Christina Wodtke
English:

Okay, that's great. Okay, how many things should people do what with? So, they bookmark, favorite,
like... How about like? Okay, so maybe they're going to like a certain number of products each week. Let's
go for weekly active users. So, they're going to like three things and present it. Okay, so now we've got a
couple of numbers that are pretty good. How do we know they're actually kind of liking it? Maybe you
decide to do some panels, and we're going to measure using a customer panel, bring them in, have them



talk to us, and we're going to do that at the end of every two weeks to hear how it's working and

understand more about it.

RS ERIE:
4, X1BE, BA, AMIRZMZ DigrE? B%. WK, 2% SBEAR? F, BiFIISRLs%—TF

HENF @, ILENXF “BEHKAFP (WAU)” . IR B=#RE, i, RERINELINFENRFT.
M EIFLEMTERENEIR? WIFRREM—LAFIFIE/NAE (panels), BIFEFIRMEZNTII, S/AE
1&_;,)_'\’ uﬁuﬁ&’fﬁ’ j]u;ﬂ'_&iﬁgo

[00:28:54] Christina Wodtke
English:

Okay, now we have some OKRs. With key results, | always recommend spending 10 minutes
brainstorming every single way you could possibly measure that outcome. Because with brainstorms, you
always think of all the obvious stuff first and then you have no ideas and you're just sitting there with your
post notes going, "How long is 10 minutes anyway?" And then you start getting the weird ideas. And often
out of those weird ideas are really good insights. So, | recommend some pretty long brainstormings on
the key results, but the objective is sort of a manifestation of the strategy at a one quarter level.

AR ERIE:

9%, MERMNBET L OKR, XFXBLER, HEBEINIE 10 DehkMNFFIE 7] RERVET B IZE RV 5.
NIEKMNES, FEBRBEEMSUNERA, AEMEERT, REJEESEE: 10 pHEATKE? ”
BE, MaFarE—LEaRaE. MEFEEXEEFRNEETESERENTR. FIUFEBNEXRES
R EFHTIRKEEIBYKRNE, TERNZHRREEER@IEI,

[00:29:26] Lenny
English:

Amazing. That was an awesome example. You talked a bit earlier about how OKRs end up being... or
sorry, key results end up being tasks for a lot of people. And this reminds me, we had the CPO of Figma on
this podcast, and he told the story of how they moved away from OKRs at one point because they found
themselves sitting in these meetings reviewing these large spreadsheets of hundreds of tasks-

AR ERIE:

XiET, XTOIFIEELF. RZEIRE] OKR RETAT 18, BRBERMNRSZEARRELT “ES” -
XL EAREE Figma BY CPO BEXMER LifE, Ml —ERFT OKR, AAMIILAMAECLEZINEE, &
EEESHEMESHNERBFRE —

[00:29:49] Christina Wodtke
English:

Oh, god. Yeah.

R EIE:

R, XM FHY



[00:29:50] Lenny
English:

... that were basically just tasks for ICs that they're working on, and they kind of lost sight of why does any
of this matter? What are you even trying to do as a company? So, they moved away from OKRs and then
they came back to them actually later and fixing some of these issues. So, maybe just as a question, what
do you think is a sign that your OKR process is busted and that you need to spend some time improving
and rethinking the way it works?

AR ERIE:

------ BicEA FRRMATRE (0 EEHHES, tI1ESBETENAXLEEFEE, BREETEAT
SRR Ao FIURITRET OKR, ERXEFEMHES T XL, AR, 1A% OKR R 4
BT | BEENERHHNRBNTRRHA?

[00:30:13] Christina Wodtke
English:

| think if those meetings are boring, that's a great example. One of the other benefits, which I didn't bring
up about OKRs is that they scale really well. One of the biggest problems founders struggle with is they
don't scale very well, but if you can set a good OKR and get people to work on it, then you don't have to
decide all those little IC tasks. You don't want to be drug down with that. You got a job. CEOs got to figure
out what's coming up down the line, not fiddling over everybody's tasks. So, you set the OKRs and then
you ask in the meeting, "What are the top three initiatives that you're doing towards them?" Or two or
five, whatever. It's going to vary a little bit, but you want to keep it small. You only want to look at the
most important stuff and just trust your people to take care of everything else.

FRZERIE:

BIANMRESWNERFETW, MEB—THEMNTR, OKR MBS —IMHELIRINIFAZ Y BY (scale) IFE
8%, S AEIRNRAREZ —EMIE SRET B, BINRIREEIKEFH OKR HILXRHIT, MMALE
IRTEFBLEA NG IC ESS. MRABRABLIEER. MEECHIF. CEO NZBERRNML, MABLET
BPABMES. FRLL, fRISTE OKR, ABRAEZIWLER: “ATERXEEN, RIEEBEE=ZAEE
(initiatives) ft4? ” HEZRN. B, KR XZBRARE, EREFRISEE. MAIBXIREEN
=, HEEMHNRISLEBIFEM—T,

[00:30:58] Christina Wodtke
English:

And then you can say, "Well, why do you think that's important? What do you think that's going to do?"
Or, "I've been seeing that for weeks. Are you going to try something else anytime soon?" It's all about
those conversations about, is our current strategy, not just at the company level, but at each
departmental level, are these strategies working? Are they moving us forward, towards our goals? And so,
looking through OKRs, | tell people, "When you first start, it might take a half hour, but after that it should
just take 10 minutes." It's like, "I think that's stupid. We should talk about that." Or, "No, it looks fine,
looks essentially correct, let's move on. Anybody got anything?" And then you can get into whatever else
you do, if it's a metrics review situation or if it's talking about a new deal, the rest of the agenda.

FRCERIR:



ARIREIAR):  “RARARTEXRER? MESXSTEFAMR? " HE: "XOGZFHELETHI/LA
T, TR ARMERIRSAI8? 7 X—IEXFIE: ROERIN&E (FMUERAREE, EEHIIEH)
BERW? eNREEHHN@BETRIH? Frll, £HE OKRE, HEIFAN: “NFBEATEFESF/N,
BZRMZIAFTE 10 58" tbil: “BEGXRE, HNVFRK" HE: “F, BERFHE, EXERH, X
G, WEANEEE? 7 ARMRAIEANNENEMERSD, TieREmEMERINIEHZH,

[00:31:43] Christina Wodtke
English:

But that constant checking in is like touching a lucky stone in your pocket. It reminds you, "Oh yeah,
there's this thing, there's this thing." And that rhythm... I'm a teacher, I'm really into learning theory. So,
there's a really big concept which is about repetition and retrieval practice. So, retrieval practice means
that | put a fact in your brain and | keep asking you to go back and get it again. Qualitative research is
really useful for understanding the psychology of your users.

AR ERIE:

XA EMGEEORENZEH, CiRER: B, TAXHE, dERHE.” XMHNE---HE
—RHIN, BWNFEIELEERNE. BE—MREENVHSY “BE" M “REZRS (retrieval practice)”
REGITRERB—NELBRNFBARM, AETREHMERFEIEFRERE. EEHRNTEERFOE
FEER.

[00:32:15] Christina Wodtke
English:

I'll say, "Well, how do we understand the psychology of users?" And you'd be like, "Oh, | heard this." Okay,
| bring it up. Well, it's the same thing in these weekly meetings, you're practicing retrieving what your
OKRs are, and after a while they're just in that long-term memory and you don't have to struggle to think
about them and you've got them. And anytime you make a decision and you're in a big rush, you don't
want to go through a bunch of paper to try to find what were our OKRs? You just go, "Boo, this is what we
should do. I know what we're trying to do and | know how to make a decision about that."

FROCERIR:

HaE: BNOAEERFROE? 7 R ], HIREITXD” iF, RICERER. AEARNFE
B, {RAELASHEETEY OKR Bt 4. —REtEGE, ENMENTIREKERICIZ, MAFEEHNEE, (R
ZETEN. AEHRAMRFEZDIHREN, MAFEEIEXGFER "R OKRZMA? 7, REE
FEERMER: B, XPMEBRHAZMBY. BAERNHIBER, FAEZINARELESRE.”

[00:32:44] Lenny
English:

So, what I'm hearing is, a lot of this comes back to, if the meeting is not interesting and boring, change
the way you run the meeting. Don't go through everything. Maybe just pick the things that are most
interesting and focus on that. You don't have to review every single key result.

FROCERIR:

FRUFKIREIRZE, REZRAIFALEN: NRFZWEEEB. BEW, BRAZASHAR. FEIZ—TRNE. B
FRIREREENEBHLT T FFFEFEE—XRBER,



[00:32:57] Christina Wodtke
English:

Keep the meeting level at the right place. I'm sorry, | wandered off in a different direction. | get really
nerdy around learning theory.

FRSCERIE:
EEWERTEERNBR L, 11, BRIDET. —%3EIERMBZTERF

[00:33:03] Lenny
English:

No, | love it. | love learning how to learn. Feel free to share more as things come up. Okay. So, | don't
know. I'm trying to think. Figma, | imagine they probably thought they could change this meeting, but |
think maybe there's a more deep-rooted issue. And this is kind of where my next question is going to go,
is what do you think are just the root issues of OKRs going wrong?

AR ERIE:

T, HERX D, HERFES “MAFES” . MEAFAREDE. §F, HAER, Figma HEAIGEHAINESR
W, EHIAAAEREEERRRRE, XERHT—TRENSGE: fRIAN OKR HENREREZ T
Aa?

[00:33:24] Christina Wodtke
English:

Oh, my god.

R EE:

MR, R

[00:33:25] Lenny

English:

Maybe that's a symptom of the meeting, they're really boring, but yeah.
FRCEIE:

BFRWENR2—MER, B2

[00:33:27] Christina Wodtke
English:

Well, the symptom, it's really wrong. Yeah, it means that you're in the weeds, man. You're fiddling with
the little tiny bits. You got to let go of those. You have to trust your people. So, if we do the five why's,
okay, why don't you trust your people? Is it you or are you hiring horribly? Okay, if you're hiring horribly,
why are you hiring horribly? Is it because you can't find the right people? Is it because you're rushing



through it? You have to keep chasing it down. OKRs are a great diagnostic tool because they tell you
something's broken. So, if your OKRs are going sideways, something's broken deeper. There's also the
problem with psychological safety. You need your teams to be able to say, "This isn't working. We're
doing something else." Instead of just saying, "This isn't working, tell us how to fix it."

FRCERIR:

B MERFSLIRPAH KA T . XEREMREHMEZD, Wit (RELEILMARKRT. MBTRF, BHRN
BEEMBR T, MRKMNA “BEINFA” KD F, MAFAFREERL? 2MECSHRE, E2IFEA
RUBRYERZE? §F, MIRMRBARE, AftA? BREARAEGTENA, ERANBEARPI? MYOTARETIER]
T&. OKRZ2—MRERIZET TR, EANCRSIFIFMEL TR, MRIREI OKRERT , HARBEE RN
To RELEREBNIAM, MEEMOVEMGERN: “XITFRE8, RNBRNEF.” MARRY: “XITF
#, FIFENEAR.”

[00:34:13] Christina Wodtke
English:

People are coming to you and saying, "How do we fix this problem?" Something's broken in the company.
You're doing something wrong as a leader. You have to think about, if somebody doesn't know what to do
and you're like, "Well, | have a strategy. | told you what my strategy is." And they don't know how to make
decisions, it means something's wrong with the strategy or you aren't being clear, because the
conversation always has two people. There's an old joke that | think about a lot, which is, if during the
day you meet one asshole, he's probably an asshole. But if all day long you meet nobody but assholes,
you might be the asshole. And | think that's very true. If your entire company's confused, you might be
the asshole. You have to think about, how can | get more clear? If people are constantly bringing you little
things, it's not because they're scared, it's because you're scary.

FRZERIE:

MBAMTEDZHRENR:  “BIVEABRINEZ? 7, BBRARAFERRBETEE, (FANSE, MEEME
T4, RS8, NREATMEZMAA, MIREAN: “RHESRERN, RHEFIMBHOHEEETA.” MR
MNERAMEIFEIMRE , BAEREHXBEERE, HEMTEFAEE, ENEBENEN, RERE—
EXE: MRMF—XRPBI—NEE, BUAIERRER, BNRGEXRBENEERE, PIRAIEAZBNE
B, HREXREL. MRBENQEEHMBEER, RAIEMERT BE” . MEEE: HWNARRAFES
Bi? MRAMNFERRNERGR, FE2RAMIIEN, MEEARKFAT

[00:35:01] Christina Wodtke
English:

So, a lot of times your OKRs breaking are speaking to something else happening, and if your OKR process
isn't working, then you have to step back and go, "Okay, how far deep do | have to go before | figure out
what's wrong with my management team?" And it could be the CEO, but it could actually be some weird
group dynamics, and you've got to focus on that. | really love Patrick Lencioni. Five Dysfunctions of a
Team is his most famous book, and | would recommend that if you like the fable style book. But it's the
same thing. You got to fix things at the top, you got to do your own work, and then everything else runs a
little better.

AR ERIE:

FrLA, 1RZBIM& OKR RYRRSIRBR T Efthia) BRI AR L, WIR OKR AREATE, MRS R—FA: “tF, HER
B AREARRAIEERMNE THAR? ” Ige: CEO M, tBrlse@EMEENEEDZ, R



KAX—R. HIRER Patrick Lencioni, tRZEZHHBE (BEMENEMIERE) (Five Dysfunctions of a
Team), MARMMERBE S NEHH, FHEF TR, BEE—EFN: MEMTBERREA, MIFRZHEHNIE,
AEHM—A RIEH G — o

[00:35:40] Lenny (Sponsor: Writer)
English:

This episode is brought to you by writer. How much hype have you been hearing about generative Al? So
much. But how do you take it from a shiny toy to an actual business tool that helps you do your actual
job? Writer is an enterprise grade generative Al platform built specifically for the needs of businesses, and
already widely deployed at world-class brands like Uber, Spotify, HubSpot, and UiPath. With Writer, you
can break through content bottlenecks across your organization, from marketing webpages to sales
emails and product messages, to creating high quality on-brand content at scale. And unlike other Al
applications, Writers' training happens securely on your data and your style and brand guidelines that
you provide specific to your organization. The result is that you get consistent content in your brand voice
at scale. Get Al that your people will love. For a limited time, listeners to Lenny's Podcast can get 20% off
if they go to writer.com/lenny, that's writer.com/lenny.

FRCERIR:

EATSE B Writer 25Bh. RIFEIT 20X FAEMI Al BIIME? IEEZ, BIRINAHEEMN—DMANZHNETETR—
MR R E R TEME L TAI? Writer E— N E AR WERITENRWERER Al FE&, B Uber.
Spotify. HubSpot 1 UiPath Ft RRRAETIZEE. BN Writer, {RAILUSRIEENMARNNEMRIN, NEH
MOIFSHEMEN~RER, AMRCIESHRE. FaREREENAS. SHEHM A NARRE, Writer Bill4E
FERBEBIR U SR A A LR EHN NN MAEIER LR HITHN, £R2, MulANIERENEREEREN—
BAR. RERTEEMN Al, ERENEAN, Lenny BEBIITARIGE writer.com/lenny BIAIE 3 20% BT
0,

[00:36:57] Lenny
English:
If you think back to what most often is the issue, in your experience, is it something at the top? Is it a

middle manager doing something wrong? Is it just misunderstanding how to use OKRs? What do you

think is usually the issue with OKRs not working well?
R EIE:

8-, RE\EMIEZE, KELNANERTA? BINENRE? 2HPEREEARMBE T 4?7 E2XEXN
9NfeI 2 OKR MiRAE? fRIAN OKR BT A BE R AT A?

[00:37:32] Christina Wodtke
English:

| can repeat everything | said, but instead I'll just say speed. People read, measure what matters. They get
their panties in a bunch, they get really excited. They're just going to do OKRs for everybody, but they
didn't really read the whole thing. You kind of skimmed it and you don't really understand how it works,
and so you just implement it. Or you ask your head of HR to implement it, and it gets implemented and
everybody's really happy and then they're really sad and then they spit it out. And then you say, "Okay,



OKRs don't work." | mean, that's what | see over and over again. Nobody calls me for advice when they

are thinking about OKRs. They call me for advice when they've done it in sales, every damn time.
R EIE:

HAIUEERN AR —Y], ERERANE “BE™ . AM1ET (EARL) (Measure What Matters, Xi¥
(GEXRIEIT)) , ARERIEEHR. WIHTELAESDALIE OKR, BHIEHK RSB, REEIMEHET
&, HATEEZEMERINAESIEN, AEMEREET. HEILHR ARAZET, BTEAREERAL, AR
BEE, RRIBEERE, BEMEW: 9B, OKREA.,” XMERRERINTR. RASE “EE& #
OKR B#3%&1M, MSRERE T 2G4 Kk, SRME XM,

[00:38:13] Christina Wodtke
English:

| think it's... What is it, the illusion of knowledge? If | asked you right now, how does a bicycle work, or
how does a pen work? You'd be like, "I know how that works." And if you tried to write it out, you
couldn't. Well, I couldn't. How does a ballpoint pen work? Okay, there's a spring and there's some ink. I'm
not sure. So, really thinking about, how would OKRs work throughout the company, is valuable. So,
because you don't have time as a leader, what you should do is just give my book to your best team and
say, "We're thinking about OKRs. Can you guys see if it works?" And then three months later, check in

with them. "What did you figure out, guys?" Okay.
R EIE:

FIANXZ B4, “FHREVER" ? WRBIEME, BTEREALIFN, HERKEREA
TRRY? MR “FAEW,” BMRFRAESHFK, (FAREAEFK, REKXEAEK. BKEEATLF
A9? 4708, BHE, FERK, HAWE, Fil, HIEEE OKR ABNMRARNFEERIEEENERN. X
NGE, MRRLEE, MEZMBSERNBRAMN “REEAN" , ARR: “BINEEEE OKR, fR]
RRAECRERENE? * =1 ARG, ZMEMEIT: ], RILRTHA? "

[00:38:44] Christina Wodtke
English:

Because the best team always wants to be better. | love piloting with the best team, but they're still very
imbued in your culture, so they'll figure out where OKRs in your culture don't fit. They'll figure out where
it's helpful and then they can give it back to you and you have a template, and then you can take it to two
more teams, and then you can take it to two more teams. And maybe you adopt it with your management
team, little bit by little bit. That's how | tell people to start with OKRs. Just figure out your best

multidisciplinary team team and say, "You guys start and let us know."
R EIE:

HNEAFHENEZBREREN . HEREREENFHITHR, EMIINARZ AT XRIRME, PRt
N=%3L OKR FEIREIS RIS S ARG, NS AIMEER, ARRBSGIR, MMEET —MER, &
ERELUCEHRT BB INRIE, BHEEEZHN. UFREFREZEEERERAE, —R—R%K. Xl
BRSNS OKRHAI: H—IRENEZMER, W: “RI1%HFE, ARESFENER"

[00:38:54] Lenny

English:



This might be a good time to talk a little bit more about your book for folks that are actually planning to
roll out OKRs or trying to fix their OKRs. Can you just talk about what it is, how to find it, what it's called,
anything else.

AR ERIE:

MIE AT Re B —F N ARIRIBABRGFEIN, EEIBLETTRIHEIT OKR HEINEE OKR BIA. FREEIIINARAH
13? WHHARE, BAKREE, FEAMEEE?

[00:39:27] Christina Wodtke
English:

Yeah, it's called Radical Focus. | could have called it Guide to OKRs, but | think what's really important is
to learn how to focus on the most important things and make them happen. It is a business fable, as they
call it, where | tell a story about two startup founders and their struggle to find focus and how OKRs help
them. And then the second half, it's the second edition that's out now, it's gotten twice as big because |
started working with big companies as well as startups and had to work through, what does it mean when
you have a larger company and what struggles they follow?

FROCERIR:

T, BRI (REETE) (Radical Focus)o FARLIME (OKRI5m), ERINNEEEENEFEINAEE
ATFREENEBFEHRIMEN. XBR—AFIBN “BUBRE" , A TR IMILIATIBABHIRE TS,
UK OKR SNfAIEEBAMET]BYE . IERE ZIRABEMT — &, EARFBREARQBEURMEIRTENE, LA
RRR R BEEHITR BRI AR U E IEPRLE DR ko

[00:39:57] Christina Wodtke
English:

And so, | think the first part's nice because it's fun to read stories, but | think what's really good about is
what you notice, which is when | talk you through this company trying to figure out what their OKRs were,
everything became a lot more clear. And | think that's one of the powers of stories, is seeing an example.
And then the rest of it is really like you could almost open it to any page and look at your problem, go, "Oh
my problem's with strategy or my problem's with tasks versus outcomes." And you could flip around and
figure out, what's the piece | need to solve?

FRCERIR:

HINNE—BDERE, BARREREE, ERRFEEFHN—RE, SMEIRERXRATNAEIHE
ftbf 189 OKR B, —tNERLERFEMZ T, HINNZMEBRENNE: BE—TAEKNHIF. FTHEHOMETIR
B, RILFAIUBEEM—T, MRORRIEE, thin ‘12, HMRBHELE L HE “HHRBALEESS
HZRORBEL" o (RAILEIRA L IREERRIIBRERD

[00:40:01] Lenny

English:

And folks can find it on Amazon if they search for Radical Focus?
FRZERiE:

ARTELE#EZR (Radical Focus) FLaETREINS?



[00:40:01] Christina Wodtke
English:

It's everywhere, baby.

R EE:

AERE, EN.

[00:40:05] Lenny

English:

Wow. Which one's your most favorite language it's been translated into?
R EiE:

I, EFMEENRIRAR, FESNWHIES?

[00:40:08] Christina Wodtke
English:

Well, Chinese, because it sells like crazy because apparently some Chinese actress said she loved it and
then it's been selling bigger there than anywhere else.

FROCERIR:
i, FXhk. AANEZRRFRR, ERABENRMUFELERRMRERNZ AT, ARECHERENHEEMREL T
Ht{EfaIsth 75,

[00:40:17] Lenny

English:

So, Chinese actresses using OKRs, what is going on?
R EE:

PEZERMIER OKR? XHREAT?

[00:40:21] Christina Wodtke

English:

Mind blown. Once again, life is always more surprising than anything you can imagine.
R EE:

RART. BRI, £ESEMERRINTAEFEHRES ART,.

[00:40:25] Lenny

English:



| have more questions | want to ask you about OKRs, but you were talking about storytelling and fables
and things like that. So, you also wrote a book about, not that we're going to go through all your books,
but you wrote a book about drawing and the power of drawing, and also you just believe in storytelling as
a really powerful tool. So, I'd love to hear just your take on why storytelling is so powerful and why skilled
drawing is so important for product leaders at the [inaudible 00:40:48].

FROCERIR:

XTF OKR HEBEZ AR, EBRRIARETHBENES, MESI—AXTLERENENS (R
S FMRFANS), MEMREHEEE—NIFERANTIR, RRBIARIMRY “NtaHBFMtER" X
K A ARGRNZEN T RAFENLER" NEE.

[00:40:48] Christina Wodtke
English:

| think there are some things that are fundamentally human that are built into our genes. Storytelling's
one. If all of human history was a clock, we started writing things down at 11:00 PM, so most of human
history has been an oral tradition where we told each other stories to help pass on knowledge. And so,
don't get anywhere near the big kitty with the great big teeth because you will die, or don't eat those red
berries because my grandfather threw up for three days and then croaked. But we tell them better than
that. Longer stories tend to have more conflicts and they tend to be seen as having more information. So,
if you use storytelling, you're talking to the most ancient part of the human brain and you will get
attention, you'll get comprehension and you'll get retention. The teacher's Holy Trinity, right?. So, | love
stories. They work well, they catch people's attention.

FROCERIR:

HIANNEBERARARRERZEEREN, HREMBHPZ— MRBAXRBELE—1EH, HIEE
B L 11 A FBRAXF. FIUAXRBERNAREIISEEEOKES, HIEIHREREENIR, b
BIEEBRABERFENKE, SUWRRE” NE FEHPELRR, FBARTIETHT =ZXRAGMES
T o BERITHAGLXERY . KEEETEEZ IR, BRIANESESER. L, NRMERHKEN
B, MMBASARKRELENSOMNIE, RIRFPEEN. BRAMEIZH. XMBHINE “HE=(—
", WIE? FRUESRS, EIIRRRE, SEIEANRER,

[00:41:38] Christina Wodtke
English:

And one thing | read that kind of blew my mind was, they said that if you tell people a bunch of facts,
they'll forget most of them, especially those that don't fit into their current mental model of how the
world works. But if you tell them a story that's full of facts, they will remember it. And if you look at TED,
everybody loves a TED Talk. They're mostly all just stories, and facts sprinkled inside those stories. So, |
think stories are very powerful. | think images are very powerful. Words are very abstract. If | say the word
chair, what pops into your brain? Was it a big easy chair? Was it a hard wooden chair? We use these words
as if everybody knows what we're talking about, but people don't.

AR ERIE:

FIRES—FLBRAFRANE . MRMEIFAN SR, MINSSIEASNS, CHERERTESMININE
HRM (OERE) NEL, BURMAEMITA-NTRAEFLNNRSE, MIMIIEE. 5 TED Eiff, ARH
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BHRE, WRBER BF XME, MRFESLIAAA? B—IBALRFE? ER—BEAR? RVEAX
L98), FFEAKESRHERNERATA, BELFA

[00:42:22] Christina Wodtke
English:

So, in my time in industry, because | was at, what, Yahoo, LinkedIn, Zynga, MySpace, stuff like that, | just
found if | got on the whiteboard and drew really badly, and | think it's almost important to draw badly,
make some marks, make some squares. Somebody else will go, "No, no, no, it doesn't work that way.
Give me this pen," and start doing it. And it gets you so fast to a shared vision of what's going on. | know
designers spend all this time making wireframes and I'm like, that's the lamest use of time ever. Just get
some whiteboards, go into the room with your engineers and start making some marks together and that
just works better.

FRSCERIE:
ERMERAEES, TILRTE Yahoo. Linkedin, Zynga X2 MySpace, HAMMBRER ARBIESFELE
(HuREEFERMREER), MEE/LE. B/LTAR, JAMKRR: “FFR, FEPEN, £LE,” A

[EFRE, XEELLIRIFEIRMIAMILIR, FAERITIMERENR BFIFLAEE, HRESRPEXNH EREIF
. BEEHRAR, MIRM#E—EE/LE, MRBEFEZ.

[00:42:56] Christina Wodtke
English:

And | found that for some reason in America, people seem to think that you have to be one of the chosen
few and born a drawer. But it's like anything, it's like playing piano, you just got to practice a little bit. So,
the book mostly just has some really simple things you can draw, and then it tells you how to use them in
business. So, | wanted to make something that was even simpler than Back of the Napkin, which is an

awesome book, but gets pretty intense, pretty quickly.
FZERiE:

BERMAMAEEERE, AMINFINAREHRRREZ F. RERZEE, BELXMERMEFT—1F, MmhE#E
W, MRAFEESI—T. FMURNBEBETES—LIFEEEH. (RAILBHROKRA, ARSFIROE
EBLRERAEN. HRM—E (BhAEERMAE) (Back of the Napkin) EfEEHKRA, BEBRE,

BRRMEEFRRE,

[00:43:22] Lenny
English:

With the storytelling piece, | feel like most people are like, "Yes, | know storytelling is powerful." But they
don't know how to do it. Is there one tip you could share? Just how to get a little bit better at storytelling
or integrate storytelling into your work as a product leader or founder?

FRCERIR:

XTFHRE, RETAZSHABRR: “BH, RAMEHKFERER" BRI FNEZEAM. MESEZ—T
BIIE? iARMRSHRENED, SHENARHREBANI~nMSEHLIL AN ITER?



[00:43:37] Christina Wodtke

English:

If you say one tip, you're really holding me down. | would say-
R EE:

MRMRRUEFKIR— TR, BERHEETKT, HIH—

[00:43:41] Lenny

English:

You could do two tips if that makes it easier.
FEiE:

MRMREFEZ =, AR

[00:43:43] Christina Wodtke
English:

... when you finish telling a story, if you're telling it to someone you can trust, say, "What's something |
could have done to make the story better?" You're going to find out, do | just blather on forever, or do |
not give enough details? | mean, if you're only going to do one thing, get feedback, is always the answer.
The second tip would be structurally there's a beginning, middle, and end. Intrigue people with a hook, a
mystery. That's the beginning, right? A mystery, a secret, a surprise. The middle is, you can tell them a
little bit about it. That's where you get your message in. If you're trying to pitch something, sneak your
product in, whatever. And the end is always going to be success and celebration because you're trying to
get people excited about your story or remember this information. So, just a basic structure in your head
really, can kind of make a big difference.

FROCERIR:

------ HIRAT—EE, MREHAEENAR, @R “HZEAMAEULXNEEEF? ” RIAM, &
BARRIERS, RRATABE? RWERE, URMRAGB—ME, FERXIER RKERIET . FZTEN
BEN: BEFK. REMER. A—1 “BF (hook)” SHEBRSIAR, XmEFkK, MIE? —MgH.
—MBBHE—NRE. FEES, RETLFARF, XMERERERAME. MRIFEHES (pitch), B

IR mBE R K ERKITNIZEMINMAN, EAREBILAMMIRESREREIME, HECEXERER.
mFEE—TEENEN, ENSATHEE.

[00:44:29] Lenny
English:

Yeah, | love that. That's such a actionable, straightforward tactic for getting better, just ask people, "How
could this have been a better story?" Great idea. Your second piece made me think about the Minto

Pyramid. Do you know much about, do you work with that at all? The Minto Pyramid principle?
R EIE:

B, HERXD. XE—TIFEEERFIEEERNED RIS BERAIA “XMREEARHEEF? 7
FER, FNEZNENLEEET “BEEFERE (Minto Pyramid)” o fR7#XMS? SFE(REIER



fERENS?

[00:44:45] Christina Wodtke

English:

I had a Minto binge for a little while, but | moved onto other stuff. | do.
FRCEE:

BB —RNERERIE, BERENEMATRET. RTH

[00:44:45] Lenny
English:

I think it was a triangle.

[00:44:45] Christina Wodtke

English:

Yes, but | can't recount it to you. | do remember it.
R EiE:

2, ERIAEELIRER. HAKIERE.

[00:44:54] Lenny
English:

| was just going to ask because it's kind of the reverse concept, which is, you start with the conclusion and
then you kind of share how you got there.

FRSCERIF:
KAZEN, ANCE=RERANES, Bl RENMNEILHFR, ARBLSZMRINABEEICH,

[00:45:01] Christina Wodtke
English:

| think that's a good one. | mean, if you think about what's the job of a hook, a hook just gets you excited.
So, how do you get people excited? You can start with a conclusion. There's going to be success. Oh, tell
me more. | want to be successful. It could be a mystery. Ooh, what's happening there? | want to be part of
that. It could be a secret. Something happened and I'm not going to tell anybody else, but I'm going to
tell you. There's so many ways to hook people in, but they're all doing the same job because you want
people to actually listen to you and not pretend and nod. So, | think you can do it backwards as well. But |
bet even when Barbara Minto did it, she probably opened with a success and ended with a success, |
would bet good money, to remind people that there's a happy ending and the story's worth following.



AR ERIE:

BINABRBINF G E. MRIREBE “BF" BIEA, EMBILIRNE. BAMAILANE? (RAIUMEILEFF
b5 "R M, ZRIAIR, FREEAN. EERIUE—MRE: MR, BEXETHA? TS5
Hep,” WalbB— & “RET—HF, HAEERIAN, EREHIFR. BREGETURSIA, E
ENNERAR—HE, RAMBEEANBERMRE, MARRER . USRI FABATLL, B
I, BMfEREEHL - BA#E (Barbara Minto) , AJEth B IARIHAZFH UMINERE, HEITH, XBA TR
EBANTEEE—IEENER, BESR T

[00:45:42] Lenny
English:

That's a really interesting perspective because to me, there were opposites of build tension and you
reveal the answer. The Minto approach is start with the answer. Here's what we're going to do and here's
why, and here's all the work | did to get there. Your point is, that's also really interesting. You're like, "Oh
wow. | don't know how you got to that."

FROCERIR:

XHEE—MEBNMA. BANERE, N8R —MEEILKDARBRESR; BPRENGENRRS
EE— "En2ENBEH, RROT, XERAMMAENIE . fNURERER, MERE: &,
HAMEMRE EATLINEILH,”

[00:45:56] Christina Wodtke

English:

There's so many ways to tell a story. Just don't bore your users.
R EE:

HRENTEZBERSM. REFLRIITRREITIIFTT

[00:46:00] Lenny
English:

Great advice. Okay, | want to come back to a couple more OKR questions. It could be less fun than the
story maybe, but hopefully more useful. | want to just get your take on what is the cadence of a healthy
OKR process? What are the ceremonies and meetings and emails that are involved? | know you have this
kind of weekly status email practice. Do you recommend... How do you describe the system of an OKR
process?

FRCERIR:

RIFEEIN ¥, BAEEELDXT OKR iR, AIRERHMERLER, BEFELEFEH. HAERIFIRNT
“BEEM OKR TE" MEE, SN, SINFERE? RAEME—f “SRRSHE" BMsE, R
= REWEHIR OKR RIEMN RS2

[00:46:23] Christina Wodtke

English:



Oh my gosh, I'm glad you asked because | think the cadence is probably the single most valuable piece of
it. So, every Monday, because Monday is a great temporal landmark, look at your week, and you go,
"Okay, what am | going to do to move the ball forward?" And it could be an email to your boss, it could be
an email to your accountability group, could be an email out to your team, could be standing there like
standup. | mean, it's very easy. OKR rituals were built on agile rituals. So, there's a lot of connections
there, which is great.

FROCERIR:

MRRIE, FRSHREXD, AAFKINA “TR" AR OKR RREMNENED. 8A—, BAA—R— 14
ERVEEIMAR, EAOMREY—E, AEE: W, REMAAKRERLIE? * XAUE—HRGEROEBE, X
BB NARERTE, RAGEARIERME, HAILIZKIER (standup) —HFIATERRE . XIFFEEH, OKR B
NERUEHRE (Agile) (NHZ LR, FIUREBRSER, XR%

[00:46:52] Christina Wodtke
English:

So, you just, Mondays you commit and Fridays you celebrate. People do not value celebrations enough.
I've had CEOs who said, "Well, it was the middle of the quarter, so we didn't start OKRs, but we did start
Friday celebrations. And oh my God, things are already changing. Things are already getting better." The
simple act of getting together and saying, "What was the most awesome thing that happened to you this
week? What's the most awesome thing that happened in marketing? What's the most awesome thing that
design did this week?" It makes people feel like they're part of something really special and it's super
exciting.

FROCERIR:

FREL, RRAF/E: B—&iE, BRERT. AMINEARHNEERFBE, HBEIT—LCEOR: “BARFEF
HIAFFE OKR, BEAIFRT ‘BERK o XKW, BRELERN, FHEELEENRE.” XMRE—ER
‘REREEME ERENSZEEMHA? TOHBKRENERMHA? ITEHERENEEMA? 7 NEBETAH, St
RIERFECSEFHIFUN—0F, XIFEL AR,

[00:47:25] Christina Wodtke
English:

So, you have these [inaudible 00:47:26] bookends and | think if you only do that, you're probably in good
shape. | think status emails, | hated them so profoundly for most of my life. | had this huge team at
MySpace and my project manager would gather everybody's status emails and put them together into
this giant status email that | had to send to my boss. And | was so busy, | just sent it forward figuring it was
fine. And then I read it and there was this really bad thing in my status email that should not have
happened.

FRCERIR:

FREL, fREXLE “BEfmR” , WETNRMIAMXMESE, BRAMSRAHE. XTRSHMHE, RRFEFER
G, FTE MySpace IE— PN EANER, HHNMBEZXEZKRES MABRSES, TER—HEXRBR
SERER4T, RBARGLER. HHEFKITT, BREERAT, RFgRE. EREXRFRT—T, XNEEE
—HEERER. A TRRENSE,

[00:47:51] Christina Wodtke



English:

| was like, "Fuck." And | waited to hear back from my boss, and nothing. Apparently he wasn't reading
them either. So, | was like, "What's the point of the stupid thing?" And then when | was at Zynga, we were
using OKRs and they were really short. They were like, "What's your confidence level on your key results?
What did you do last week? And what are you doing next week?" And the last week, next week is great
because it allows you to start noting down what stops you from getting shit done. And that, | got to say,
there's so much learning in that. | tried to do this, but what? Did | get sick? Did somebody get mad at me?
Did somebody not want to work with me? Do we not have this critical database? The whole, | tried to do
this last week and | failed, learning goes through the roof.

AR ERIE:

HEIE: 8.7 HFEERWEE, ERTAERFE, EAMEKE, FAURENE: "XBENKREE
FABX? 7 ERIKTE Zynga B, FAIER OKR, EMFFEREE. ABAMZE: “IRINERKEBLERIVE LK
FREZM? (REAMWT HA? (RFARMMAA? ” X “LA/TE” BEINIERE, FANCILRFGRIEREMN
LB T IRFEM IR, FFH, XEABAZHNZEINZ. RIHAMXD, BREAT? RERTIE? BAE
HRTE? EATEMEEED? RMNBFARROXBEHIERE? XM “HEAZHMXMERWT” WFIMN
B,

[00:48:38] Christina Wodtke
English:

And that rhythm of just having three P1s, you can't have more than three P1s. You can have as many P2s
as you want and P3s if you really think you should, but you can scam it... scam it. You can skim it, right?
Go through it really quickly. And we would all send them to emails. You could subscribe to email lists,
which meant | could read the status emails of most of the company, and | would know what was going on
and | could quickly see who should | go over and talk to, and who should | make a connection with? So,
those emails were invaluable. | think a lot of my clients are doing it in Slack now instead. And that works
really well, if you have this place where you're putting your status in and people will quickly go, skim,
skim, skim, skim. "Oh, okay. | got to talk to that guy." So, it's hyper valuable.

FRCERIR:

PBHNEUZRRE=T Pl (REMER), MAEEEI=1Pl, RAILEETHEN P2, MRMRIEFEL
EHAE P3, BfRAJLURERE (skim)o FATERER . (RAILITIBBATIR, XERERAILUARS
REKRED ANBRSERF, THER, HRELXMKNIZEHREIRK, HENZMERIIEKR, FrAABLEHRF
BENE. ZRBIMERSZFL LA Slack KM 7. XMWREM, MRME—MHABORE, AKELURES
M, MR, §F, HEHBRIE” o XRENE,

[00:49:20] Lenny
English:

If you assume others, the OKR doc, you're like, "Here's our outcomes for the quarter. Here's our three key
results." You make that plan once a quarter. You have any recommendation how long to spend on
planning your OKR?

AR ERIE:

fRi& OKR XHEZXFH): “XRHNEZTENER, XBRENN=1XBER.” MEFERIE—RITI. X
FEZDIEIFIE OKR, fREAEINIG?



[00:49:32] Christina Wodtke
English:

My goal is always as little as possible. Time you're planning is not the time you're shipping, and the best is
the enemy of the good. So, in an ideal world, you would grade your OKRs week at the end of the quarter,
maybe second to the last week of the quarter, depending on it. If it takes you a whole week to set OKRs,
which | hope it doesn't, but who knows. And then the very last week you set your OKRs for the next
quarter and that's it.

FRCERIR:

HHBIRKIZE O HIT. (RETETR ERIRBIMARRERM LAVEYE, “TRIMBHEAN" . FEEE
T, MMREFERLS OKRITY, HIFREIRETR, MBERME. MWRIKE OKRELXEE—F (RFEF
B, BEER), BATERE—FIRE FEEHN OKR, #MXtF.

[00:49:58] Lenny
English:

Cool.

FRCERIR:

B

[00:49:59] Christina Wodtke
English:

Boom. If you can do it at in a... usually you can do it in four days total, unless you have a very hierarchal,
huge deep bench. And even then, | have something, I'm going to share this with you because I don't think
many people talk about this. The approval process will kill you. I've seen it happen over and over again. |
was working with one of my clients and we came up with this different kind of approval process that's
working really well, is that basically instead of having your boss approve it, you write your OKRs, you get
three... I'm a big fan of the rule of three, because I'm a storyteller, but you could do less or more, | guess,
teams that work with you enough to know what you're up to, to look them over and they just look them
over, 24 hour turnaround.

FROCENIR:
RE. &

S, BE SHMURMAETH, FRIFRNATFRZT. MREXR, BMENL, REENEF, FEMIERD
E, ARNRRERZLAKEXTD: FHRESERLM. HRITERZMER. HEM—UTFE1E, i)
BT —MARENEHRE, BRIFEF: BEEALFZILMNERER, MEIREHF OKR G, M= (KR
‘SR M, RAREHKRENA, SAMEANSRELR) MR IERHE T BIEARER, it
MNRABE—E, 24/ NNRRB.

It

[00:50:43] Christina Wodtke
English:

They say, "This looks right, but | don't think this is possible." They give you that feedback and you're
done. That's it. That's the entire approval process, and it's so fast and it works so well. And that means



you might have to say no to somebody if they're asking you to do more than... if you had 10 teams asking
you to look over their OKRs, you have to say no. You want to keep it down to a reasonable number, but if
you do one a day, it could be done in a week.

AR ERIE:

fflzin: “XEERENH, EREFXAFATERLRI.” WILMRRE, AEMERT. XnESEaBREAR
12, FER, BRIFEF. IERENMREABERMYES, RAIEFEL—NRE 10 MEPILREMII
OKR, fRipiiiiEe, (REBELRE— N SENSE, BORMEXE—, —FAMERE.

[00:51:09] Lenny
English:

I'm thinking about companies the size of Airbnb when | left, trying to do it that quickly. And it's hard to
imagine, partly because there's top level strategy that has to align with individual team roadmaps and
dependencies, and platform teams and things like that. So, | imagine it's hard to do as the company's
scales. | like the drive to make it a week and be done.

FRCERIR:

HEBIRBEFESEY Airbnb BMAUEHIQE], FHXARTH. XEEER, HoRERARNRLBLNSEH
PARVBRZRE. MK R, TEEAFRF—H. FAUIBIESE ABMRT X, XREHE, BERER “—EHE
E XMENkKo

[00:51:29] Christina Wodtke
English:

Well, I mean, who really has to approve it and what does it cost you if you get it wrong? And so, if tech
looked at it, if somebody from strategy looked at it, if somebody from sales looked at it, whatever, the
right people looked at it, you're probably fine. And if you're not right, you'll figure it out over the quarter
and do better next quarter. We have to let go or we will get mired down in all this crap.

FROCENIR:

B2, FIRESME#? MRIREET, ANEBHA? A, IREARWIIET, SBRETINVAET, HE
BIWAET, RBEMBPAET, ARMKRNE. MRMRET, RSEXNFEFLA, AETIMEZEHRESE
o BB AFERNTF, BNMEBAXEDENRER,

[00:51:57] Lenny

English:

| love that. | went off track, but just to kind of put a ribbon on the concept of OKRs, you have this
document with your object, your outcomes, your key results, and then your recommendation is do a

weekly email. And is the idea everyone on the team sends this weekly email or Slacks to the rest of the

team?
FRSCERIE:

HERZX . HEREHAT, BATLH OKRXMIZWNE: (FE—MESEIR. SR XBERMUE, A
RIRBRN R BEERMT. B4, BEENES N AEBLEAEMMN G & XESE B Slack 15?



[00:52:15] Christina Wodtke
English:

To the rest of the company if you can.
R EE:

NREIARIE, KL RE]

[00:52:18] Lenny

English:

Wow. Okay. [inaudible 00:52:19].
HRCERIE:

M, IR,

[00:52:19] Christina Wodtke
English:

That's the thing, is Google, even as a huge company, everybody's OKRs and their weekly updates are on
their intranet. You can look stuff up, so why not?

FRCERIR:

XL RE, BMEREBRXERANAT, 8MAN OKR MEAEMEBEAN L, (RAIUEFMEERA, Fr
LA ARIE?

[00:52:28] Lenny
English:

Got it. And we'll link to a template that you have on your blog post. And also | think in the book, | imagine
you have this template of what it is, but essentially it's your confidence level of hitting your OKR, what

you did last week, what you're going to do next week.
FRERIE:

AT, HMNSEEITEEXEENRR. REBELEX MR, KELEMZE: (RITAR OKR BIE0 7K
. REAMT A RTEITEMA 40

[00:52:40] Christina Wodtke
English:

And then a few notes if you need to.
FRCERIE:

MRFERE, BILNFE



[00:52:42] Lenny

English:

Does this replace stand-ups in your experience?
R EE:

RIEMRNER, XSRERG?

[00:52:45] Christina Wodtke
English:

It could. I never try to tell engineering how to get their shit done, but if they felt like it was doing the same
job, then they could combine them.

FRZERIE:

BAfE. AMAZHEIRLRERAMNZEATE, BNRMINEZEXEETEFENER, ITIBRELSSE
Fo

[00:52:56] Lenny

English:

Cool. Okay, great. And is there anything else? Is this the whole OKR process, in your experience?
R EE:

BE, KT, EERNG? RIBMRINER, XE OKR RIENEHR T715?

[00:53:01] Christina Wodtke
English:

The only other thing | would bring up is thinking about the word grading. So, a lot of people think about
trying to make something really numerical, like 0.08, | got 80% of the way there, but a lot of times they're
qualitative. So, how do you think about that getting approved by the product committee? So, it doesn't
matter. It really doesn't matter. Don't get fussy. Don't try to make it really precise. Just go ahead and say,
"Ah, hand wave, hand wave, 80%." What matters is, why 80%? Really focus on the learning. So, we almost
got there. Well, if we would've gotten there, if we got two more days, that's fine. We basically got there.

We knew what we were doing. If we didn't, if we were really far away, what went wrong?
FRZERIE:

RE—BRNS—HEEXT ‘T2 (grading)” - REABIBELRIEEEHFL, L 0.8, HTEMT
80%, BIRZIMEECREMER. b, RNAZEEI~mERNEMR? HLXFEE, ENFEE, 5IX
A, FHEREFSRERR,. B W, A#IST, 80%.” EEMRE: NTAR 80%? HIETETF
So b, FMNE—RFAKT , WRBNTVBZHRIEEEMN, BEXFR, BMIBXHET, BiTNEESE
Mt 4. MRFNNEFRET, ARWEHET?

[00:53:44] Christina Wodtke

English:



It's all about the retrospectives. Make sure your grading is secondary to retrospective, is the biggest thing
| would say, because that's what's going to be valuable. And you could spend so many hours trying to
come up with some fake measurement system that never is quite accurate and just wastes everybody's
time when you could just be faster. I'm just obsessed with speed. You may have noticed that.

FRCERIR:

—IEETFT “E8 (retrospectives)” . HRERNREEN—RE, BRITPBMNTER, BAEEFTENE
FRTEe RATLESF L VN ERE—BEERNEERS, BEXKIFAETE2ER, RAZRBAKMEE, MR
AATLER, HRABMERERER, MAIGEELIREIT,

[00:54:03] Lenny

English:

I thought it was 70%, is that 80% is success? Is that the rule of thumb for OKRs?
R EIE:

FULNZ T0%, XEE 80% A FMIN? XZ OKR BIEIENING?

[00:54:07] Christina Wodtke
English:

It's about 70%. Some people do 80%, some people do 0.075, | don't know. My feeling is, a good goal is
one that makes you feel somewhat uncomfortable but not doomed. You're like, "Woo, that's kind of
good, that's going to be tricky. Okay, let's go for it." That's about where | like to land with a key result.

FRSCERIF:

KAZR 70%. BAE 80%, BAE0.75, HAME, BHNBHIE, — MINBITNIZ2ILIRREIGLERETR,
BXAETFTREILE, 5B B, XEE’EN, 2B D. F, BRINDR” XMEREFLEXELE
R EBPIRTS

[00:54:29] Lenny
English:

| had a newsletter post with Lane Shackleton from Coda, and he made this point that OKRs were created
by Google, which is the most incredible business model in history. They just print money, and for them
it's okay not to hit their goals, like 70% of goal is fine, it'll be fine, we're making so much money. And so,
his perspective for most companies, it doesn't make sense to set the goal to be like 70% of this goal you

set is a success. Do you have a perspective on that?

FhSCERIE:

B Coda B9 Lane Shackleton &Ed—RiBIAXE, ftiigH OKR EHARLIEYN, MAaIWEHRHELER
ABRNAEIER, tIBEREENR, FrUUOStIIRIE, ARBEIREEXER, AL 70% 1T, RIEFRTH
TXAZH. PSR, XMTFARZHABRG, B AR 70% ERIN” FABEIMREREBREXH,
RSB FAEBE?

[00:54:57] Christina Wodtke



English:

| think you'll never know what you're capable of unless you try to do something that you're not sure you
can do.

FRSCERIE:
KINA, BIHRBREM—ERTHTEE CAESHIINER, TUTKEFRETEBRCHNENES K.

[00:55:01] Lenny
English:

| agree. | find setting more ambitious goals than you think you can immediately achieve actually really
pushes you to achieve them.

FROCENIR:
HAT. FREAMKELIMIANEEILEIKSMNER B OB, KiF ESEIEHEMIRELIEN,

[00:55:08] Christina Wodtke
English:

And the literature agrees. There's a lot of literature that shows ambitious goals are actually quite
motivating unless you feel you're doomed, at which point then they're demotivating.

AR ERIE:

BAXBMEXFHX—R. BREMAKRE, BOPDPRIEREIR LIFEBHEIER, FBFRIFREEEERK, AR
Befl4 = ERnmAk.

[00:55:16] Lenny
English:

I've seen that too. Okay, two more OKR questions. One is, | noted this from before so I'm just going to
come back to it. There's a balance with key results of, as you've talked about, being very precise and
metrics-driven and focused. And then there's, you talked a bit about sometimes it's okay for them to be a
little fuzzy, like quality and delight, and those latter ones are harder to measure, it's hard to keep people
accountable. Do you have any advice for just how to find that right balance of, this is what will keep you
accountable, and this is how we drive the business forward, and this is how we know you're doing a good
job, versus here's a general thing that we think is success and it's fine. Do your best.

FROCENIR:

BERIXMER. F, EERDXT OKRMEF, — N2, KIS TTZANR, WEBSKMLK, KBLERZ
EIfFE—FE: BRI, —HEEIFEREH. BREsETE; 5—AmE, REREBNENAUHERY
R —=, LR EMENE. MEEERSE, WEMILEANRERE. RYFNARIIXMHTFEE+AE
Wr5? BN XEHEAKET. #HohlSEK, BETHERRN; MABDZRNVANBIKRINESR, RAOMA
FLEFo

[00:55:57] Christina Wodtke



English:

Yeah. One of the most common arguments | have with my friends is | think everything can be measured to
a certain degree. Not precisely necessarily, but you can get enough of a swag to be useful. So, by trying to
measure things, you'll start learning how to measure things. So, you maybe try NPS and you're like,
"Wow, this is not actually accurate, or weird, or not." There's a lot of stuff we don't know until we try
them. And of course, my background is in lean and agile and design and they're all iterative. They're all
about, let's try something and then learn something and then do something. Which is why I'm so
fanatically iterative. So, | think that when you got these fuzzy things, you just got to start trying out ways
to measure it and trust the team to be able to figure out whether it's working or not.

FRZERIE:

. HNPRNEEFIEN—RE: RUNEASEEEMEZEE LBEIUEEN. F—EIFEHEH, BR
AUFE—TEBERANLEE (swag). BIRAEE, MEFRFINAHE. LLIRER NPS, AR
W M, XEHXNER, IERFE.” ARERAATHARFNEN. S, RNERERE (Lean). HIE
(Agile) Migit, XLEMBERDN. ZOEHR: FR—ERA, FI—LERA, ARM—LERE. XMENT
AFRINEHIRTIE R FrLL, FIANHMBEXERMHERER, (MRAFEAGZHAIMNEGES X, HEEH
PABEIBFITE R E =M,

[00:56:46] Christina Wodtke
English:

Revenue, it's easy. This is what we're making now, this is what we could be making. Or you're not making
anything now, so you can look up some numbers from public companies or whatnot. That's easy. DAU,
it's easy. Acquisition numbers, it's easy. But when it comes to will people stay, do people actually like
this? That's harder, but it's not impossible. There's a lot of user researchers who have worked hard to
figure out how to measure it.

FRSCERIF:
WA REEZEE: XRBINNMENWN, X2RITTEENBAN. HEMRIMETEWRN, FAUEEELHATN

HF, XREH, BE (DAU) REH, REBFHERES. BIINE “AMNSBTRE? 7 “AENEXR
XANG? 7B, LT, BHIFFARE. BRZEAFHRA—EES AR NEGHEXLE,

[00:57:15] Christina Wodtke
English:

So, you can either buy the obvious off-the-rack package like an NPS, or you can dig a little harder and
figure out what would be meaningful to your company. And | think there's a desire not to do things that
are hard and take a little bit longer, but that's where you're going to get the super value. That's how you
become the next Netflix or Amazon or whatnot. So, you really got to say, "How will we know about our
product and what are the approaches are out there and which one makes sense for us?"

FRCERIR:

FRIEL, fREZRTLAMSE(R NPS XF EMZ NBIMM A S, WAJLURNEHRE, HRHENIRATERXIER. HiIAA
MITEENEEILEEE BB KINER, B4 ZEEXMERMTT. ABRIREAT— Netflix XIS
BEHEI. FRLMRERGE:  “F1NA T #R0~m? TELEBFASEE? BMEEHI? 7



[00:57:47] Lenny
English:

Final OKR-related question. Say someone's listening to this and they're like, "Wow, this is awesome. |
want to do this at our company, we have a focus problem, we have alignment problems, we need to be
more clear about what we're working on." Other than buying your book and reading it and sharing with
everyone, what would you recommend would be the first few steps to work along that journey to rolling
out an OKR process at the company?

AR ERIE:

REa—1TXT OKRA&, RISBARTXHATE, ®BF: “H, X&F7, FREQEHETI. RINETE
AR, BRI, HNFBEBFRECEMM A" BT XMBBRADZLFABEAZI, FENELQF
1T OKR RIZNE—T NZEHA?

[00:58:09] Christina Wodtke
English:

| hate to say this, but there are a lot of consultants that have popped out of nowhere and it's kind of
terrifying because so many of them really, really suck and they're just like, "Oh, OKR sounds like SMART
goals or whatever, I'll just use that." Or it's hot, and so I'm going to figure it out by reading some articles.
And so, | would ask for references. | think that's a good one.

FRCERIR:

FARBX AW, BUAEEHTRZMA, XEAMN, BAEPRZSARNRE. WI15%15F: “12, OKRIfE
KLtk SMART BAR 2368y, HRABNIE,” HERXFXMERRA, MRVEXERFIE, L, RSE
WEEMAIRNIEZES (references). ERBXEB—MFHZo

[00:58:33] Lenny
English:

So, your advice is find someone to come in and help you figure out how to do this well and find the right
person.

RS ERIE:
FRLMRR IR ASKEE T, FaBEMEF, HiBIxmA.

[00:58:40] Christina Wodtke
English:

Yeah, | guess | think that finding someone to coach you is really high value, but | also think it would be
okay if you just read a book or read a bunch of blog posts and start experimenting. It's not rocket science.
You just listened to this podcast, listen to it again. Take lots of notes, Google around, see if you can learn a
little more about some of the concepts that you didn't fully understand or you want to know more about.
And then just run a tiny pilot and say, "Okay, what does this mean for us?" You don't even have to call
them OKRs. You can just try, "We're going to do a outcome focus this quarter and let's see where it takes
us." But just try it because that's where you learn stuff. And try it at a small, safe level where you don't
think it's going to hurt too many things.



FRZERIE:

2, HANHAESEEENE. EREERS, IRMFARR—FPR—HEBEEHFRRKRE, &R
Ho XXAZBENF (RNIIAT XEREE, AJUBR—B. ZMEIC, Z8WLE, FEETEH—T THE
LA T2 EBERNT B, ARHT—MRIRS, \iE: “IRNENNEREFA? 7 FEER
FEMZH OKR, RAILIZ: “"XTMZFERMNEXTE ER , BEIRENA” RBEEZZEMT, BAKE
RIMFINMG. E—NMHR, ReWERELER, IERFREMAKRBIBIT,

[00:59:25] Lenny

English:

And you said to start with a high performing team.
R EIE:

RS BM— S5 E AT 15,

[00:59:27] Christina Wodtke
English:

Oh, yes.

R EE:

IR, 2%

[00:59:28] Lenny
English:

[inaudible 00:59:28] point.
FRCERIE:

X—RIREE,

[00:59:28] Christina Wodtke
English:

Because they're smart, they're capable, and if anybody's going to figure out how to make it work, they
will. If you try to fix a bad team with OKRs, you'll make everybody hate OKRs and make the bad team
worse. So, just don't do that. It's not a medicine, but that high preferring team, they're going to be the
ones who go, "Oh, well, okay, our stand-up's like this, so we should add this to standup. And then instead
of emails, let's just have a brag channel on our..." I've seen people do the coolest stuff with OKRs, totally
changing what | recommend, doing wonderful things with it, just because they're smart and they messed
with it till it worked.

RSz ERIE:

ERMBIEEEE. BaES1. WRBEAEFBFRMMLERM, B—EZMI]. MWRIRAEM OKR KIEE—MEKE
BIEIRA, fREILE D AR OKR, HiLARMERMEIAZSEEE. AL, THIBAM. EFX2H, BN
SEHERN, S IR, 38, HAINESEXEN, FAUENNIZIEXMIINGES. ARFBERME,



FAFE Slack EFAS ‘EE5E - 7 I AR OKR ML REERIETS, TEABTHRIEN, METEH
YRIRR, INZRAMth{IEERE, HEREFBEEIIERN.

[01:00:03] Lenny
English:

Awesome. Final question in topic. You teach product management at Stanford. What's maybe a surprising
or contrarian opinion about how to learn to do product management, how to get into product
management, how to do product management, from your experience teaching young PMs?

FRZERIE:

KiET . &a—ME8. MEMEREIRTRER, RIBFAFEFREE (PM) RN, XTFUNAFEI~m
BE. MAATT. NAE~REE, FEFALARTRERNIRG?

[01:00:22] Christina Wodtke

English:

| taught it and a bunch of students who thought they were going to be product managers realized that
they wanted to be interaction designers and not product managers at all. | think one of the things that
might be off with a lot of the product management education and conferences is, it's good that they take

a lot from UX and it is important to be people-centered, but the reality is the product manager serves the

business. That's their role. Teresa Torres talks about the product trio, right? Trio.
FpERIE:

BHIXI TR, ER—HEAEY~TREENFERIRE, MELEBEREIRITIE, RAFEY™REFE,
BANAMENRZ-REEHENNARERN—RE: BEAPAER (UX) BYE, MAAFHREE,
BMELE, mREEEN “UF" RSN, XMEMTINAE, Teresa Torres EET “Fm=A4 (product
trio)” , JME? = A,

[01:00:52] Lenny
English:

Trio.

FRsCERF:

= A,

[01:00:53] Christina Wodtke
English:

Trio. She's talking about business and user experience and technology. So, if product's over here messing
with the user experience or products over there, messing with engineering, who's taking care of the
business? And | think it's absolutely critical product managers, they say they're the mini CEO, but that
just means they want to be in charge and nobody's in charge. It's all about working together as a team.

So, they need to understand business models, they need to understand how to do a target market, and



what is a target market, why is that target market the right one to go after, and how is it going to grow,

and what are the trends that are going on that's going to change the business?
R EIE:

ZAH, wiierR ks, AP ARMEAR, FrLl, MNRFREEEXDULERAF AR, HEERDULETIE
K, ERBEWS? RUNBHWXEN—RE, mRFEBHESE “)CEO” , EXEEEREMIEE
I, MEFRLRARTEEN, —ITETENDIE AL, MNFEERE RN, FREMANEHEERH
17, tAaRBirms, ATABTERTIRERIER, ERNMER, UREMEBESNTINS?

[01:01:29] Christina Wodtke
English:

Product managers need to serve the business and it's not a bad thing. If you have a company, it needs to
survive and all money is, is oxygen, it lets the company keep going, unless people are being greedy
assholes, which definitely happens. But it's okay to care about the health and well-being of the
company's ability to make money and feed itself. And don't do anything unethical, but really focus on
these questions. And if you don't know business models, if you can't talk about why you might want to do
a subscription or if you want to just do one-off sales, if you don't understand why you know have all these
in-app purchases in your mobile devices, go learn it. I'm really shocked at how many product managers
are just smart people who care about users and just showed up and said, "Yes, | will be a product
manager." So, no, business is a real thing. It has a long history of knowledge and understanding, and go
do that.

FRCERIR:

FmEERENISERS, XAFTERE, IRMME—RAF, eFBER, MEMEER, Bilasd#sis
#® RIEAMNBAEIVER, SMBERBEET . ROQBKENBLBENENRTEESN, EAHER
EECENERIRIRT, EEXEXERHR, MRMAFEF LR, MRFRFBENTABRITHAGEZ
BREE, NRMAEEEREENTABXAZNAREE, BHEF. RRETEAEXAZTREE
[, XOAF, ARMEXR: ‘B8, RBEIFREE" £, BlE—TJRENFR, BEEAA
IRTERRER, ZFIE,

[01:02:30] Lenny

English:

What I'm hearing is, maybe product sense is overrated in your experience.
R EE:

BIFFINE, RIBRAVEZR, HiF Mm@ (productsense)” WSt T

[01:02:34] Christina Wodtke
English:

Ain't none of them yet old enough to have product sense. | mean, seriously. Product sense is intuition,
intuition is compressed experience, compressed experience comes from having lots of experience. And if
you're young and you don't have a lot of experience, the smartest thing you could do is learn. You've got
to learn what models work and why they work, and just intuition is overvalued and under-exists.

FROCENIR:



1P AFLEAREERBEREN o . R2INEN. "mBEER, ERNEEHENZN, MELED
ZWKBETAENKE. IRMEFRE, REXZEN, REMHRERNSEMEF S, RONF IR
BY, AftaB®. ERRELT, MECEEHTNEBET.

[01:03:01] Lenny
English:

Imagine that's kind of freeing to a lot of people listening, where they're like, "Man, | just don't know if |
have product sense. How do | learn product?" All this. Yeah, don't worry about it is what you're saying.
Any other advice for just people thinking about getting into product or trying to get into product other...
Many can't get to Stanford and learn product from someone like you. What else would you suggest they
do to try to help them get into a product management role? What other activities or areas they should

spend time, in your experience?
FpCERIE:

HRXWRZBIFARKRZ TR, ITFIESE: “KB, RFMEBCHERAT @, RREAFTM? ”
FEF, MERER, FEOXT. WFREBANTHREZHANTHA, MEEFARNE? RSN EEHIERE
IrfRifiR. RIBIRAVELE, RESBIIMEIL EEh ST ML I TERdiE], LISt TIRIG mE IRER (L ?

[01:03:30] Christina Wodtke
English:

| think | agree with my friend Ken Norton on this, in that you shouldn't probably start in product. Go be an
engineer or be a designer, work, get to know businesses. And | got into product from, well, | was a
developer and then | was a designer, and both of those gave me a lot of knowledge. But when | moved
into product, it came out of my startup where | had to learn business, and | absolutely had to learn
business or else | wasn't surviving. So, | would say work for a company that's small enough that you can

poke into the corners and learn from other people, and learn and then do stuff.

AR ERIE:

XA L, FEZIHAK Ken Norton BIILR . (RAJEERRIZM = mb il G, feASTREMERIHm, &
TE, ETHRLS. RENTFRIAZHE], KMTHRAR, ARMTIRIHIE, XMEHLTHREZMIR. Y
HEET @, BEEAKDTBEHARE, ROMFEIFL, TWEMEFRTE. AL, REBNE—KE
BRI, XEERAILUEMEIZNAE, RIAFES), BFOMH.

[01:04:11] Christina Wodtke
English:

I don't know, it's funny because I'm at Stanford, which is all fancy with a degree and stuff and I'm like,
"No, no, no, just read up, go hang out with people, get a job, figure it out." Because that's very much how
| did it. And | think that if people want to get into product, I'd ask, "Why? Why do you want to be in
product? Do you want to be in charge?" | learned that nobody's in charge. No matter what you do, you
have to use your influence, you have to use your people skills.

FROCENIR:

XREE, AAKREIMER, BEIQLZAEHNFAMUZELN, BRINR: “FFF, Z%H, SMALZR, %
MIfE, BERR,” AARMBXATRN, MIREABH~RIK, HEF: “AFA? Rt a8~



m? REENRE? 7 HFEINZE, RAREEENR. TRMREHA, REBLIUSRRNFEMS, SRMBARR
RIERTT.

[01:04:34] Christina Wodtke
English:

Are you willing to work on your interpersonal dynamics? Because if you can't fire someone, if you can't
tell somebody their behavior is interfering with the ability to get things done, don't be a product
manager. If you can't solve the fight between two of your coworkers, don't be a product manager. If you
can't go out and talk to somebody in a Starbucks line and say, "Hey, we're working on this new thing,
what do you think?" Don't be a product manager. You got to have hustle. You got to talk to people. You
got to always have your eye on the bottom line.

FRCERIR:

FEELXBERNAGHELD? MRAFEAREAN, UREFABMSFEAMBITAFINT TEHE, 5!
HEmEAE, NRMTEBRANESZENSEY, 5E~REE, NRFAEEE B ERAZ LR :
‘I, BINEFEHB—NARA, FRREEEARE? 7, JHEFREE, RemEHH (hustle), BI5ARR,
WHIRZIETERSKL (bottom line)o

[01:05:00] Christina Wodtke
English:

Maybe you don't want to be a product manager. Maybe it's much more fun to leave work every day at
6:00 and be a designer and think about how all the systems work and how and where the error message
is going to come in, and is blue the right color, all the combinations of that, that's fun. Or you really want
to be an engineer and solve puzzles all day. Product manager is probably the worst job unless you love

talking to everybody and connecting them and stepping into the mess.
FREiE:

WIFRHARE T REE, BiFEX 6 /R T, J-MgiN, BZRFEWMAEE. HXREEZEWPLI. BEE
BEAE, X2 AEELO HEMANEE NI, BRARAED, FRIFMAESHIEARK. EEt]
HENEELZH, B~ mFErn] R RIERR T,

[01:05:24] Lenny
English:

| definitely agree. There's not enough talk about how painful and hard the PM role is and how thankless it
often is.

FRSCERIF:
RAEWNFEE, *FERLEXMEBESEE. ZEME. 2B, BaNititERE%,

[01:05:29] Christina Wodtke
English:



And | love it, but | love everything. | fell in love with the web and | haven't stopped, even though it's now
mostly on phones and stuff. It's an exciting space. But yeah, you got to step up and do the hard stuff.

AR ERIE:

BEREXNHIE, ZFRE—T. BRELTEERN, ESKE, REMFEETEREFIL XB—TTAX
RIS, B2, 28, MRS ME, ZEBERENER.

[01:05:42] Lenny
English:

That is an awesome way to end it. And with that, we've reached our very exciting lightning round where |
just have six quick questions. I don't know if you know they are, so let's just go through them and see how
it goes. Are you ready?

FRZERIE:

XEB—NTRENER. ETIRENRNFEBRFHBABRIFT, FRENNEENEZE HAMEMRZREREX
Lein)d, IEFAERFIEE, HEEF T3?

[01:05:53] Christina Wodtke
English:

I love it.

FSCEiE:

HESIFT,

[01:05:54] Lenny

English:

What are two or three books that you recommend most to other people?
FREiE:

MEHREFELINANB=RBEMA?

[01:05:59] Christina Wodtke
English:

The Fearless Organization. | think that book on psychological safety is the bomb. It's so, so, so good. For
fiction, | loved The Overstory. It's about trees, and it's mind-blowing and so good. I'm going to leave it at
that. Less is better.

FROCENIR:

(ERBIAL) (The Fearless Organization) s HIANHBEXFLEBLZERBNPEELRET, EEEFHE,
INRFEE, HER (WEZI]) (The Overstory) s EREZTFIAR, IEEER, 5E/IKIT. MXFEAME, LA

2%



[01:06:17] Lenny

English:

| tried reading The Overstory and it's very long, but beautiful.
R EE:

HiddiE (MEZ;), EFEK, BR%E.

[01:06:20] Christina Wodtke

English:

It's a lot like Cloud Atlas. If you liked Cloud Atlas, you'll like The Overstory.
HRCERIE:

ERE (=E) (CloudAtlas). IRIRER (=ED), FFMEER (KEZHD.

[01:06:24] Lenny
English:

I think | watched that movie.
R EiE:
BEZEIBEBR

[01:06:25] Christina Wodtke
English:

No, a terrible movie. Only read the book.
R EE:

T, WEEAGRE. —EBRREE,

[01:06:28] Lenny

English:

| agree. Speaking of movies, what's a favorite recent movie or TV show?
FREiE:

AR, REBEE, RORENNEZHBATEZTA?

[01:06:33] Christina Wodtke
English:

We just saw Wakanda Forever and it's a very different movie than Black Panther, and my kid and | spent
quite a bit of time talking about it and what it meant and it was a lot deeper than | expected. And I'm very



passionate about the Mayan people because | live in Belize part of the year, and | don't know, the Mayans

are just the OGs of everything, invented zero, writing. They're just so amazing.
R EIE:

HIINET (E392: BEWEB%) (Wakanda Forever), EfIE—IRA—F, HMZFET ALVHEITIEE
REBEHENX, SHEETENBERZEZ, BRNEBHXLIEETEX, RAR—FHE o EEERAF
%, BABEZHYHIEE (0Gs), RETE, KBETXF, MIIXHET.

[01:06:56] Lenny

English:

Love it. Next question, favorite interview question that you like to ask when you're interviewing people.
FEiE:

KET. TP, (REERAANZEREBEZETA?

[01:07:01] Christina Wodtke
English:

What questions should | have asked you? I've been using that one forever, whether | am interviewing
somebody or being interviewed, because the person is an expert in themselves. And if you say, "What
question should | have asked you?" A lot of times they'll be like, "Oof." They'll be knocked off-base and
then they'll give you a really honest answer.

FR3CEd

15 H
“‘BERZAMRAARZ? 7 F—EAXNEHE, THEEREHIALRHER. AASNMASEHRECHE
Ko WRMRE]: “BAZAMRtAR@E? 7 , REMERMIISE—T, RAESLFE—NERRENEZ,

[01:07:20] Lenny

English:

What are five SaaS products or tools that you just love and use constantly?
FRERIE:

FEEEEHEZBEANED SaaS “mtLARHA?

[01:07:24] Christina Wodtke

English:

Oh, I hate all technology. That's what the problem is, if you've been a product manager and a designer, all
you can see is the flaws. But | would say | like Zoom better than you might think. It's terrible, but it's

better than everything else. Slack, when | saw it, | was like, "This is not going to get rid of email. This is

just going to be another channel of nonsense." And that showed up. But | do use it. God knows, | use it.

RSz ERIE:



MR, HITRFABRERAR™m. XFERAPAE, MRMIEE~mIENRITIN, (REINMEERE. BXF
W, KLIRBRPEER Zoom, ERAMELE, BLLEMAEREESRELF. ET Slack, HE—REBIEHN
8 RASEABME, XRETES— M RBRIENRE,” FRWHLNL. ERHETEAE, RNEHA
FEZNE,

[01:07:48] Christina Wodtke
English:

The Google Suites, | got to say the Google Suite is pretty amazing. Most people think that the students
who go to Stanford are all rich, but 70% of them have huge amounts of financial aid. And so, I'm always
looking for things that are free and won't cost too much for these students. So many of them are first
generation, the first student who's gone in their family here. So, having the Google Suite and being able
to have free slides, free docs, everything interconnected, Drive is sort of a gift. So, I've got to say | love
those.

AR ERIE:

1&%H Google Workspace (& Google Suite) , HFREIFE T FiL. ASHAINNIBENZEHEES, B
HL 70% WEEHEARENGFE, MUK—BEEIHEREFRLFEIEMAIBNARAE, MITPEZARK
RENE—KRFELE, Frll, %5 Google Workspace, BERZRFERLIMTH. X1, BE—YIHEX, Google Drive
BER—LY. FRIURSIREE XL,

[01:08:20] Lenny
English:

Cool. | didn't expect the question to go in that direction, but I love it. Two more questions. What's
something relatively minor that you've seen a company you've worked with change in their product

development process that's had a tremendous impact on their ability to execute and ship crates?
FRZERIE:

fo FORTHEEEZEXNARE, ERRER. EERNEE, MELKERIBRATEFmARBIER
7 — M ENE/ IR, MIIBRITAMRTEEI=E T BERBIRIE?

[01:08:35] Christina Wodtke
English:

I will never forget when people stopped sitting with their disciplines and started sitting with their teams. |
think that we in tech want everything to be tech and be remote and everything, blah, blah, blah. And
there are definitely jobs that are wonderful remote, but if you're trying to innovate, there's nothing like
getting the product trio to sit together, and preferably with walls. Walls are really underrated. If you can
just give them a war room where they can put stuff on the wall, or | hate to say it, cubicles, I'd rather see
offices, but if you can give people walls, it becomes part of your memory. And then you're not using your
short-term memory to remember stuff. You're using it to think, and so the war room becomes a living
memory so you can make connections. | mean, it's one of the hardest things | have to teach my students
too, is that some things are just better done analog and that's okay.

FRZERIE:



HKIEARTIE, SANTERRES LT, MEXRTBFENLE-ENRENNE, HINNEHRAE
AFEUEMEARK., ERUFEF. BHLEETFFEESIEE, BUNRMECH, REFALIL “FR=A
H” LE-EFFNT, RFTEE. BNERARTERMGET. MRMELMBIT— “FH=E (war
room)” , iIITBRAMEE L. ZAENRRE, REFEEIDAE, BURIMREELATEE, BPERAS
MEBAIRISIZE—ER Y. XERMAAEAERRIZIZEIERA, MEAEREE, FAETMN TIEIZIZ,
IREERIT B R, XBERBRBFLENREN—R: BEFRAEY FF) NAHERRELT, XgX5k.

[01:09:27] Lenny
English:

Reminds me of a story | just heard from a friend where there was a team sitting next to a data science
team and they were one table apart. They're right next to each other. And the data team just had a lot of
concerns with what that team was building. They didn't believe in what they're doing and they're just
like, "Why are we wasting these resources on this thing?" And the head of data science put one of the data
people on the team and had them sit just one table over with the team and everything changed. They're

just like, "Okay, let's do this. This is great. We're going to build some awesome products."
R EIE:

XL FAE I N MBE BRI EIRN— MRS B— T ERLERERZEESE, RRE—KRF. HIEEXAR
THAEEHZNRAGRSREE, WIIAEEHRIIE, BT “ATABREXTARALRARR? 7 EXRHK
ERFATAE -2 BEARIREBIEANE, LT —KEFEIER, EREMET. WNEFEES
F#: 9F, FB, XXIET, RNEHERF~m.”

[01:09:55] Christina Wodtke
English:

We're human.

FRCEIE:

EAFENTBAZ,

[01:09:56] Lenny
English:

Just that one move.
R EE:
FAR—IVINBYEET],

[01:09:58] Christina Wodtke
English:

We are human. We are social. Yeah, and | think moving people around every year or so, everybody hates
it. Nobody wants to change desks, but do it to them anyway. It always makes things better.

AR ERIE:



HTBAZ, HMNBHRE. B8, HUNNKATFRE—TEL, BARREBITR, RABMREF, B
EEM. XSEULEFERES.

[01:10:07] Lenny
English:

Final question. What's a company that you think has a really strong and effective product culture? If you
can name one, if not, that's okay too.

FRSCERIF:
BE—NMNIHE, MIANBRATHEEEBAEERNTRXL? MRMMERE—NRFHIE, FaEtdExX

z]JNo

[01:10:14] Christina Wodtke
English:

Well, I think of all my clients, the best cultures all seem to be very small companies working in strange
little corners of the world. They're not the big, sexy guys. Everybody's there because they want to make
dog food or they want to make this kind of financial software, and they're amazing. | think we treat scale
like it's a virtue when it's merely a tactic, and it might be a bad tactic as well. So yeah, | think there's
something really sweet around 250 people working on something that everybody agrees is important.

AR ERIE:

TEHRHNFMBEERD, RFNXUMFBEFEETIRLEEHRBRAZIENNATE, i REIRLI SR
Ao STASEREZANMITEEIDR, NEBEEMISZIRGE, MIHESTRE. FIARKNE HR"
ST —MER, MEEKRNXE—MRE, EEFEE—MERIREE. FIL, EEF/AKL 250 A—Eh—
PARBUNNEBNEBEMS I, BHRETIFER.

[01:10:49] Lenny

English:

Christina, I honor you as emperor for life of OKRs.
FREiE:

Christina, FXIETUMNZEIRH OKR A H 2,

[01:10:54] Christina Wodtke
English:

Woo.

R EE:

0!

[01:10:54] Lenny



English:

You've achieved it. I'm very proud of you. | think we've made a big dent in how people perceive OKRs and
will utilize OKRs.

FRSCERIE:
FREERT, BAMRBRIGH. RERITEZXRAIZE LXT T AN13 OKR EEUKRER OKR AR,

[01:10:54] Christina Wodtke
English:

| hope so.

R EE:

FAEYNLL,

[01:11:03] Lenny
English:

Thank you so much for being here. Two final questions. Where can folks find you online if they want to
learn more, reach out? And how can listeners be useful to you?

AR ERIE:

ERBSTEER, BREFMIE: MREARETRESABAR, TLEBEHIR? LR, FAIERRE
B4 ?

[01:11:10] Christina Wodtke
English:

If they want to learn more, I've been blogging at eleganthack.com, like a hack writer since 2000. It's where
I've dumped my thoughts for a long time, so it's always a good place if you want to go spelunking about
anything. If you want to attempt to hire me, cwodtke.com is not a bad place to go. | say attempt because |
teach, and so | don't have a lot of time. But you know what users could do? Users could slow down. | just
wish everybody would take a deep breath and think about, "Okay, we're going to adopt this thing. Let's
read up on it. Let's think about it. Oh, we're going to build this new product? Let's do a literature review,
let's do a competitive analysis. Let's see what's been done. Let's learn from the past.”

FRCERIR:

MR THREZ, HM 2000 FHEFEE eleganthack.com BHEE., KHALUCRKEEIEMEIFKMEEL, Frm
RIERNRREMEE, BEZ NS, WRFBZHEMIE, FJLUE cwodtke.com, Fii “Fid” 2HE
ABELS, HEFZ, BIRMERRERTAR? AR E8TFK . RHRESDPAMERTRARE!
U, BMNBERAZXNARA, ILHNTRFEXER, BE—T. B, HMNEARXM#~Mm? LN
XErGR, MNRmath, BERMAEBMT 4, MIEFFS"

[01:11:55] Christina Wodtke

English:



| think if you could slow down, you'll end up going a lot faster. So, | would encourage people, if you're in a
panic and you're in a tizzy, and | know the economics bad and the world's on fire, but just take some deep
breaths before you do anything and just ask yourself, "What's a good way to do it? What's a good way for
me to move forward?" | think | would like to encourage that.

FRCERIR:

HIANMRIREEIE TR, REMSERFER. FAURERMAK, MRMRBIDHRHERE (RANELFEER
4, HRMEIENER), EEMEREZA, KRTR, MEES: “HARFHNME? RZMAEFHAE
#? 7 X HRRMARN.

[01:12:16] Lenny
English:

A beautiful way to end it, but | also want to make sure you plug your books. Just say the titles of your

books and where people can find them, and then we'll [inaudible 01:12:24].
FhCERIE:
ETENERE. ERFEHBRFEE—TIEHB. BREBBURAKRATUEBERIEN.

[01:12:23] Christina Wodtke
English:

Radical Focus. Get the second edition. The Team That Managed Itself. And Pencil Me In. Those are my
three books that are out there right now. You can get them pretty much anywhere | do believe, but
definitely, | mean Amazon. Amazon rules us all, so they're definitely there.

AR ERIE:

(tRHEF) (Radical Focus), 1IB1EEEh; (BHEEMIEPAY (The Team That Managed Itself) ; &E&
(EHIRALIED (Pencil Me In), XK BAIHMN=AN, KRETERMSEEELE, S, LIHHFRE
BRNFFBEA, FIUBESER.

[01:12:40] Lenny

English:

Amazing. Christina, again, thank you for being here. We'll all go slow down right now.
R EE:

K#E 7o Christina, BRZBEIRAVEIR, FHINTMEME “1€TFK”

[01:12:44] Christina Wodtke

English:

Thank you so much for having me here, Lenny, and sharing your audience with me. It's been an honor.
FpERIE:

FEREREIET, Lenny, LIEESIRAVIAARITAR. XEBFHKAIRFE,



[01:12:47] Lenny
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
BAHiTE. o, BEERAHNTIAETITIL, XEFEHEMARELAXINEET, R UE
lennyspodcast.com X EIFIEFHATNER TRESZER. THTER.



