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(00:00:00) Lenny Rachitsky
English:

You're VP of product at Facebook. You're director at eBay and PayPal. You're on the board of Intuit. You've
been the CEO of Ancestry now for the past three and a half years. This is a career path that a lot of people
dream of.

AR ERIE:

{RE1E Facebook B9 MBI S %, 1BET eBay # PayPal (921, B2 Intuit WEEESM R, SEX=FFE,
F—HEBME Ancestry NEFBHITE. XBFZABHRLCRWER LR,

(00:00:11) Deb Liu
English:

Some of the best PMs | have ever worked with are terrible PMs for their career. They just drift from job to
job. "Hey, should | take this role or this role? How do | think about this?" But if | said you had to write a
spec for your career, what does success look like? How are you going to get there?

AR ERIE:

HEFIN—EEMNFTHTREE (PM), EEEEHCHNRIEESENRIGRER. NARERENT
fEENRH. TR, BIZBEBXNRUERINRA? FIZEAZEXN? 7 BNRFGR RGN E SR EE
E—HAREEAH (Spec), BINZHAEFRY? RITEMAKME?

(00:00:24) Lenny Rachitsky

English:

You wrote this awesome post about introverts and how hard it is to be successful as an introvert.
R EE:

MEI—RXTRRAENBEXE, #HRTFA—BRRAEZRZPEISHINES ARM,

(00:00:28) Deb Liu



English:

The workplace is really favoring people who can speak up. It looks like self-promotion. | wouldn't want to
do that because it's self-promotion. But instead, what if | called it educating about all the great work your
team has been doing? Helping people see why your team should get more resources, you have to actually

share what you do.
FRCERIE:

RPHLESHBLEHTRENA. XEEREGEREEFREHE. REAZNR: “HAEEEE, EHBEEIME
Ho” ERANAE, MRBRBEMZA UARTBREAFMBEIEBTIIE .? AT i3 ABBRTAIRRE
AN ZIRGESHIR, ROMLIRD ZIRFHEBIER.

(00:00:45) Lenny Rachitsky

English:

Is there something that you believe that you think most other people don't believe?
FRCEIE:

BRETAFREMAREREE, EASHAIRIANER?

(00:00:49) Deb Liu
English:

The most important career decision you make is who you marry. Is this person lifting you up or pushing
you back? You will have a much more successful career if your home life is in balance. It's like a yin and a

yang.
FRCERE:

R—ERREBEMRRRZERFNIELE, XIMAZEARIR, EREHRM? WRIPOREEZTLTFE
KT, R AEESMNINSE S, XR&RMIEN—F.

(00:01:03) Lenny Rachitsky
English:

Today, my guest is Deb Liu. Deb was VP of product at Facebook where she spent over 11 years and while
they're created and led Facebook marketplace, which is now used by over 1 billion people monthly, she
also led the development of Facebook's first mobile ad product for apps and its mobile ad network. Also
built the company's games business and payments platform, including Facebook Pay.

(00:01:23):

Prior to Facebook, she was director at both PayPal and eBay. She's on the board of Intuit and for the past
three and a half years, she's been the CEO of Ancestry. | actually generally have a rule of no CEOs on this
podcast, but to me, Deb is a great exception because she's a product person at heart. In our conversation,
Deb shares a ton of tactical career advice, including why resilience is so key to career success, how to PM
your career like you PM your product, how to be successful in business as an introvert, what she's learned
about building multiple billion dollars zero to one businesses within a large company like Facebook and

so much more.



(00:01:59):

Deb is so full of wisdom and I'm really excited to share her insights with more people. If you enjoy this
podcast, don't forget to subscribe and follow it in your favorite podcasting app or YouTube. It's the best

way to avoid missing future episodes and helps the podcast tremendously. With that, | bring you Deb Liu.
(00:02:18):

Deb, thank you so much for being here. Welcome to the podcast.

FEiE:

SRIEER Deb Liu, Deb B1E Facebook IBEFREIZE, EAEITET 11 F%, HijE], eIEZHMIT
Facebook Marketplace (BaiREBRBAFEE 1012), XS LT Facebook B N3 App BIRoh &=
mREREITEME, HEL T QRN ESMEZAFE, 8 Facebook Pay,

(00:01:23):

7ENNN Facebook Z i, W& 7E PayPal 1 eBay $EEZ Y, 2 Intuit NEFE=MR, TE=FFE—HIET
Ancestry B9 CEO, F@EENEN, R EIE CEO LXMEER, BXFH KR, Deb B—NEMAISH,
AEFEENT@mA. EERINNIER, Deb BET AEMLAEIRWEN, BIFEATAFERIRWATIFX
B, MEGREEER—FERMNIRVAEE. (FARRENFESLHEIGEMHII. #7E Facebook XEFRIAL
FATWEZS M ZET “M0EI L ISHERES,

(00:01:59):

Deb THEE, RIFFHNESEZARPZHHNINFE. NIRMFERXNMEES, IS TESANBEEN AR
YouTube EiTHEMXKF, XREREEIRRKTENREFLAR, BXUBEMNEBMEAR, THE, LN Deb
Liuo

(00:02:18):

Deb, FFHERRIMPIREER. WIDREFER

(00:02:21) Deb Liu

English:

It's wonderful to be here, Lenny.
FRERIE:

BEMEREIXE, Lenny,

(00:02:23) Lenny Rachitsky
English:

It's wonderful to have you here. You have had such an incredible career. You're VP of product at
Facebook. You're director at eBay and PayPal. You're on the board of Intuit. You've been the CEO of
Ancestry now for the past three and a half years. This is a career path that a lot of people dream of and
honestly just like one of those roles is a dream for a lot of people. And so | wanted to start with just this
question and | want to see where the conversation takes us. If you could give one specific piece of advice
to someone that's looking to do well in their career or to do better in their career based on what has
worked well for you, what would that be?

FROCERIR:



REMIREER, RAVERNEERARA BN T, Facebook F=mE| 2% . eBay #l PayPal 2. Intuit EE.
Ancestry CEO, XZRZAZRLCRNEER, BE%, EPEA—PERAUMEBEZ ARGHSLREE, UK
BMXNEEFIE, BEEMNERSIAEMAA: RIBMRNKRIIER, MRIRELFEREFRWEEFRINEHEBR
BEH—PHIA—FEENEN, BBHA?

(00:03:02) Deb Liu
English:

Always be learning, and | tell this to everybody, so | often tell people, someone who's always learning is
always going to exceed someone who's the expert today. You're going to find people... The one thing
about school is that we go to school and there's such a thing as getting a hundred on the test, a perfect
score on the SAT, graduating with a 4.0. Well, there's nothing like that in careers, right? We think it's
actually a non-linear experience and there's always something better than you at speaking or presenting
or strategy or execution. But if you're always learning, learning from the best, getting feedback, you're
always going to get better every single day.

(00:03:35):

And that's what | have always held, which is each job | took, | didn't necessarily qualify for it. | wasn't
necessarily the very best at it, and so it became the student of being better at that job. And once |
mastered that, | was a student for something else, something else and something else. And so | always
balanced learning and impact, which was you can have the most impact, the job you know the best, but
then you stop learning. And if you're learning all the time, you're not necessarily having impact.

(00:04:00):

So how do you keep going back and forth and back and forth so that you're not going straight up a lot or
you're actually laddering back and forth into different things where you're having an amazing time where
you know everything and then you're the newbie again and learning new things, and you're incorporating
what you used to know into what you're learning and the impact that you have today and so on and so
forth.

FRSCERIE:
KITRIFFS, BEBEFAR, —MEAREZINAN, BER—ESBHPBLERNE “SRHNER” A R
ARWM- - FREEHN—EZ, RITATLE 100 9, SAT Z#H9, L 4.0 Sk, BERWAEES, &5

XMARR, WE? RAVEERIFEMER, SEATEH. B, GBRIMTHELLIRER. BNRMF—EEF
3, ARMBHAFS, RORE, (ME—RXBRELFEK.

(00:03:35):

EMER—HRHNERS: REFNE—HIE, BF—ERENEFE, UF—EEMIREFN, FAUKE
BEEMFE, EFIMEAERO LIEMIIEN. —BEREET, HMBEFIFINAA, AMER. F—H
T “F37 M WA 0 ERRPENIER, RRNEMAKK, BRMELTZES; NRT—EEFS
WARA, (RAIREERTRBRMM .

(00:04:00):

FRLA, fRENEERE ZEREYIR, MARREBRELEA? KL, MEREFRANEYEEDER, B
R ER, BRMXZRZHA, FIFHMR, HHIENZEMAIL THEIMZWAF, MEFE
£

(00:04:21) Lenny Rachitsky [Ad Break - Pendo]



English:

This episode is brought to you by Pendo, the only all-in-one product experience platform for any type of
application. Tired of bouncing around multiple tools to uncover what's really happening inside your
product? With all the tools you need in one simple to use platform, Pendo makes it easy to answer critical
questions about how users are engaging with your product and then turn those insights into action.

(00:04:44):

Also, you can get your users to do what you actually want them to do. First, Pendo is built around product
analytics, seeing what your users are actually doing in your apps so that you can optimize their
experience. Next, Pendo lets you deploy in-app guides that lead users through the actions that matter
most. Then Pendo integrates user feedback so that you can capture and analyze what people actually
want. And the new thing in Pendo, session replays, a very cool way to visualize user sessions.

(00:05:12):

I'm not surprised at all that over 10,000 companies use it today. Visit pendo.io/lenny to create your free
Pendo account today and start building better experiences across every corner of your product. PS, if you
want to take your product-led knowhow a step further, check out Pendo lineup of free certification
courses led by talk product experts and designed to help you grow and advance in your career. Learn
more and experience the power of the Pendo platform today at pendo.io/lenny.

FRCERIR:

ZHATE M Pendo #18). Pendo B——REATFELNAREFNEH U~ RERTE. RETESITIIAZ
EBkRBRE, RAFERTmAEEIRLET HA? Pendo BIRFAFEHNFELARSE—MEEZHANTE
B, IRRMEE X TR NAEER~ mAVXREE, HEXERRE T,

(00:04:44):

tb5h, fRERILS ISR e IREAEMIZ1E, B%, Pendo LIF=@AHTRZL, WMEEAFE App FHISEIRTT
7, UEMRKER, HIR, Pendo AYFREEBNANIER, 5|SHAF ERREENIR(E, &5, Pendo BET
BRRE, HEREEMSTRPIESLERK, Pendo RIEFEHHT “SIEERE” (Session Replays) , XE—
FhAEEBERY AT NL F P 1B A e

(00:05:12):

BaiEEd 1 ARABDEERTE, B—RtWmFEI A pendo.io/lenny IIENEIEREWK S, FREFRNE
MHZRMEBFHNAEK, 5, NRMEH—PIREA “TRIEMEK” (Product-led) BIFIIR, AIUES
Pendo HTMARFmER T HN R HINERTE, EEBBIREIRWEEF KK, ZBMIAIR pendo.io/lenny {£5%
Pendo £ &RIFRATNEE,

(00:05:40) MUSIC
English:

Pendo.

FROCERIR:

Pendo,

(00:05:44) Lenny Rachitsky [Ad Break - WorkOS]
English:



This episode is brought to you by WorkOS. If you're building a SaaS app, at some point your customers
will start asking for enterprise features like SAML authentication and skim provisioning. That's where
WorkOS comes in, making it fast and painless to add enterprise features to your app. Their APIs are easy
to understand so that you can ship quickly and get back to building other features. Today, hundreds of
companies are already powered by WorkOS, including ones you probably know like Vercel, Webflow, and
Loom. WorkOS also recently acquired warrant, the Fine Grained Authorization service. Warrant's product
is based on a groundbreaking authorization system called Zanzibar, which was originally designed for

Google to power Google Docs and YouTube.
(00:06:31):

This enables fast authorization checks at enormous scale while maintaining a flexible model that can be
adapted to even the most complex use cases. If you're currently looking to build role-based access
control or other enterprise features like single sign-on, skim or user management, you should consider
WorkOS. It's a drop in replacement for auth zero and supports up to 1 million monthly active users for
free. Check it out at workos.com to learn more. That's workos.com.

FROCERIR:

ZHAT B B WorkOS %8B, SNRIRIETEIIEE SaaS A, REKBEFERIEMHEWAINGE, 90 SAML F158
IEAN SCIM Fifid. XHLE WorkOS FIRAE Z i1, EREILIRIRIR, Tt ARME L EKINEE, {189 APl 5
FIERE, ILRRERRZGHE T TFHEEMINEE. 1S, EEHEXRATH WorkOS 1Rtz 1, SIF(RElgEH
7MY Vercel. Webflow #1 Loom, WorkOS szit iUy 7 AR EE#EANARSS Warrant, Warrant W= RETE A
Zanzibar IRIRERINA L, ZFR S & ZN Google Docs #l YouTube i&itHY,

(00:06:31):

XEBEARMEIFE TR ITRRENCER A EE, FENRFTEBENREZBEFINREER, NRRER
ESRWEETFAENIANES] (RBAC) sEMMDIINGE (WP EER SSO. SCIM AR EIE), INIZEE
WorkO0S., B AuthO FVEMHEENAER AR, HREXIFZIA 100 HAERRBEF. 58 workos.com THEE %

%_1%\0

(00:07:03) Lenny Rachitsky
English:

You talked about you got into a new job maybe you weren't ready for and you had to learn on the job. So
either maybe share story one of those experiences or just like how do you actually do this? So someone's
listening, they're like, how do | learn? What am | learning?

FRCERIR:

RIBEISRENT — D Al REERE SR T TIE, IO F, EREDZE—TXFENERH, HEERFRR
MBEAMEY? ITRFTESE: HZEAE? HZFHA?

(00:07:14) Deb Liu
English:

We'll start with my career in tech. So | had worked in consulting before business school. | went to
Stanford for business school, came out to California, didn't know that much about tech, but | really loved
using eBay. So | interned there my first year in business school and then when it came to finding a job, |
really wasn't sure what we wanted to do, but we wanted to move back to the East Coast. And so | wasn't
looking and | couldn't find a job. I think it was really hard. It was 2002. And so | ran into Tim Wenzel and



Catherine Wu. So Catherine Wu was from Airbnb as you might know her. And Tim Wenzel put together the

PayPal Mafia. He was the recruiter for PayPal.
(00:07:51):

Went to this table and | said, "Absolutely love PayPal, use it all the time. I'm a big seller on eBay," and he's
like, "Do you want a job?" I'm like, "No, I'm actually going back east. "And he's like, "Just come in and talk
to us." And so | said, "Okay. Well, what kind of jobs do you have?" And he's like, "I have jobs in product
and | have jobs in marketing." Now, I've taken marketing class obviously in business school, and I said, "I
wonder what this other product job is."

(00:08:12):

So | look over at Catherine and I've seen her around Stanford before, so she was a year ahead of me and |
said, "Well, what do you do?" She said, "Product." I'm like, "That sounds good. I'll do that." And that's
actually how I fell into product management. Well, I actually, and I'm embarrassed to say faked my way
through those interviews, because during the interviews they're like, "Well, what would you build?" And
since | was an avid user of both products, | could really richly say, "Here's the product feedback | have.
Here are the new products you should build. Here's my feedback on things that we should be doing
differently."

(00:08:39):

And they said, "Congratulations." And they gave me the job. And embarrassingly | went to the first day of
work and | said to Amy Clement, who was the VP of product at the time, and | said, "Okay, | literally have
no idea what this product job is."

(00:08:54):

She showed me the ropes and she was so incredible. She actually showed me, she said, "All those ideas
you had, all that energy you've had around building these things, we go do that. Let's go do it." And | said,
"Well, how do you do that?" And she said, "Well, you write down what you want to build and you work
with the engineers to do it." And | just remember thinking, "This is crazy. | have no idea what I'm doing."

(00:09:14):

It was such an incredible adventure though. Those first few years, | just learned so much about the craft
of building, how to really think through product use cases, how to think through what customers wanted,
not just the customer of one, myself, but really what true customers and customer cohorts wanted. And
so it was really a time when | felt like | was really blossoming, but | didn't come in with mastery. | came
with a curiosity and | think that's what made me a great product manager was that | didn't have a set way
of doing things. There wasn't some playbook | was trying to play. There wasn't some framework, but

instead | was willing to learn.
R EE:

MENRZER EEFIRRENE, BFERZARES T EREETHIEREIE MBA, REIMIMN, ZHBT
WRHAKT R, BFRIFESNA eBay, MH—KERELY), BEUKRTIEN, EFRERHBMTA, RE8E
RiBF. FIUENEZEAR, HRARE I, A= 2002 &, EEFME, SXRHKBEET Tim Wenzel #
Catherine Wu (fRAEJBEXNIE Catherine JF3EZET Airbnb), Tim Wenzel BE T /E%M “PayPal 2F%” , fiu
72 PayPal B9#BEE A R

(00:07:51):

BRETMMIFIN: “FREBE PayPal, —H7EH, HBE eBay BIAER,” fthijnl: “BMEMITIEEZ? 7 FKik:
R, HBORE” fthix: “PUKERIRITEIEIG.” Fie): “RMOIBHARM? 7 k. “Taimhz.” ®iE
BEREIHZEHRR, EROE: BN T RUuSTHas?”



(00:08:12):

#E T & Catherine, HEHMBRILIM, ibHE—RKo A “MRBMAAR? ” iR: ‘@ FKix:
IR, BREEXMNE" XMERHANTREETRBIRN. HKiE, FRAFEBMAIN, ity
HE B 3EN. mAER: “MRERA4? 7 EAREXRENTRNERAR, REULUEBERSEIR:
‘R @R, XRIMINIZEHTm, XRHRIANIZHAIHT "

(00:08:39):

. “HNREMR” RARSLTHXMIF. BUHE, F$—XRLEM, HX SR~ mEIE3 Amy Clement
W YKIE, RE2FMEFmEEX N TIERIRET WA

(00:08:54):

MHEFN], WRET I RZBIFAAENIREREL, PERSKRANL, HMNAEMELRE
filo chFML” FiA): “EBAf? 7 ik “BIFEERNRAS K, ARNIREM—EEe#ME®.” &Hid
FHROR XARIET, FREAFNEESETHA”

(00:09:14):

ERB—BRARIRNUNEN, X/LE, RFFTREXT “BEIZ” AR MARE~RAM, WAEE
ERFER (MUNEBRDTABNER, MBELEFFBHENER), BRI B SEEMKAEH, HHFEAXD
TURHRZKRIL, HHEEFHFOMR. FIAAXERILERBEAMNLS PMNERR—RLEEENER, 28
DREIRI A EAESR, EFRBEF .

(00:09:46) Lenny Rachitsky
English:

So one takeaway might be from this, the phrase, fake it till you make it. Any thoughts on just how to... |
imagine many people right now are like, "Oh, I'm trying to get a job as a pm. How do | do this? That
sounds great. I'm going to pass this interview, figure out the job after | joined."

FROCERIR:

FRAXERN—NRIERIEEIEIE: “AMia%?, REMNWEIAEIEMRIN" (Fakeittillyou makeit)o X4F40
- FAMERZSAEER:  “FBBIMD PMEIE, ZEAM? IFERFE, HioBdERA, NREB
ERBRILERNS.” RERAEER?

(00:10:02) Deb Liu
English:

Coming in with humbleness was really important, but during the interview process, actually, | didn't
realize this, but they asked me questions as if | was a product manager, as if | knew what | was doing. |
think when you have passion around a product or passion around a company or around a business model
or around something, it shows. And so it's not necessarily faking the enthusiasm or faking the idea that
you want to work there, but you don't have to know how to write this spec or PRD or briefings or anything
like that. You don't know how to do customer research or do data analytics or read reports, but instead
show your passion around the product itself, around the use case, around the customer.

(00:10:41):

Show who you are and why you care. | think sometimes people just say, "I want a product job." But you
have to be able to fall in love with the problem. You have to fall in love, not with the product, but | said the



problem, right? The use case. What problem are you trying to solve? And if you can do that, you can be a

great product manager even without a lot of experience.
R EIE:

FEPRDERER, BEENIEDR, HEPLKFIRE, t]ia)FpVRESEZBIH IR — AR PM KE
BB AN, BMUENTm. ABRHBUWEXZH RGN, IMHRBEERAEN. I, XHAFEEME
AE, MAFE—FEMAEEAT Spec. PRD 5f&ik, B AEEEBEAF FASEIES . Bk, RNIZE
MR mAS . WA, WEANRE,

(00:10:41):

BRREM, URIMRATATEF. BRESEMMEAMNRER “WRE—HFmIFE , BRLGHNES “ELR
A . ARELFm, MEBEZLREE, WIE? MR, MIXEFRTARE? NRIMEMEIX—~<, BIfE
REXZEW, MBERAN—BZNBEH~REE,

(00:11:00) Lenny Rachitsky
English:

That's an awesome piece of advice. So just lean into the passion. First of all, part of it is you have to be
excited about the thing you're trying to work on or thinking about the company you're thinking about
joining. Sounds like that's a prerequisite here. We have a podcast episode with Uri Levine who has a
whole book called Fall in Love with the Problem, which is all about that same idea actually for startup
founders.

AR ERIE:

EEENEN. MEBEEEORANEIRED, &%, MY B CEMNEBIESIMANATREINME, It
KXENEREHS, BA1E—HEAEEFRIF T Uri Levine, 5T —ZF0 (E_LEEAY (Fall in Love with the
Problem), M EEFMIES, TI2FHHlEN,

(00:11:20) Deb Liu
English:

I'll have to read it.

R EE:
BIFRIEAAB,

(00:11:20) Lenny Rachitsky

English:

Yeah, he always wears a shirt, fall in love with the problem, not the solution.
FRCERIE:

W, ERFE—HIE “ELRE, MIFRSLE" BT M.

(00:11:23) Deb Liu

English:



Yes, is absolutely the most important skill for a product leader.
FRZERIE:
B, XBWNETmANFEREENTEE.

(00:11:27) Lenny Rachitsky
English:

Something else I've heard you talk about in terms of something that contributed to your success is being
okay with failure and just bouncing back quickly versus avoiding failure. Is that something that you can
come back to a lot?

FROCERIR:
HIEFIRIREND, (REIRBIINS—TRERR “BRAWAHDERE" , MABEERK, X2REERER

]G ?

(00:11:40) Deb Liu
English:

Well, here's what I noticed about everybody. I've coached a ton of people in my life. | have managed big
teens and the people who are most successful are not the people who had no failures, who were lived
charm lives, head up into the right careers and got promoted every cycle. The people who were most
successful were the ones who actually through adversity, learned to turn stumbling blocks into stepping
stones. They were the ones who got hard feedback and then came back stronger because now they
learned what to do differently.

(00:12:09):

They were the ones who products failed, but they said, "You know what? I'm going to turn this failure into
success. I'm going to take those lessons and make this company stronger." When you live a charmed
product life, you always work on everything that's easy. You don't actually... Trees are strong because
they bend in the wind, because they're tested, because it's cold, because it's windy, because there's
conditions.

(00:12:31):

And that's how a tree goes grow strong and tall over many generations. And | think sometimes we think,
"Oh yeah, | wish I lived a charm life." And that is not what we want. You want to have enough adversity
that you learn to overcome so that you can build stronger over time and build resilience in your career.

(00:12:50):

I've seen that so much, which is the best product leaders | ever worked with are the ones that have the
toughest stories, that had the hardest feedback, but also the ones who were able to bounce back quickly
and make it happen.

AR ERIE:

XERMBENEBIAR. FESIREAN, EEIAEEN. R AHRZILEMREY. EFIRRIGR
Ko BMPEE—BMFA. STMEBTEEANA. KRN ARBEEERFFIRARARLNEREGHA.
IR ERRE, ARERFERK, FEAMNFR T WAENGH,

(00:12:09):



1B~ melgeRnd, B “HELORRMAL WAL, REEGIILABEERK” NRIRE m
FEEP—EIRRIGK, MRAEMEZHE. WARZALGRE, REANENZERNSEZH, 2RI ENEXNNE

I,
(00:12:31):

EFEMANARZLAMKEEARLERE. HRESERENZE: “BRHRBEFTMXIRTLT T.” E
EHAFBHNEERTEN. MEEEBHNERRIZTRENE, XFRA AR EEZEFERA, HE
BRIV AT EREZ T H)1%.

(00:12:50):

HRIXZXFNFF . REFEINRMAFTNTRATE, FEEPELHIRBENRE. WEISRLE
fi%, {BthaedliR & EHRLEIFAIIRI Ao

(00:13:02) Lenny Rachitsky
English:

We have a segment on this podcast called Failure Corner where people share a failure they went through
kind of along the same lines and something we learned from that experience. Is there an example of that
from your career where a failure made you stronger?

FRCERIR:

HINBEEE M “KMAE” NFET, RRIDZXRMBIKRKEFH LR MKPIRERBIE, EIREVERLEE
&, BREMNRKILIRERFERAGIF?

(00:13:13) Deb Liu
English:

Yeah. | remember there was a job that | really wanted at Facebook and I'd been there for a long time. | had
been leading different teams. | was a VP of product and then GM. There was one job that | never got to do,
so | got to do all the jobs | wanted and Mark gave it to someone else. | told him at the time when he gave it
to the first person who was amazing at it, | said, "If this job were open, I'd like to be considered for it."

(00:13:37):

The job opened up later, gave it to someone else. And | said to Mark, again, "l really wanted that job." And
he said, "Not only will I not give you that job, you'll never have that job at this company."

FRCERIR:

B, FICIFHBITE Facebook BE— M HRIFFVENIRL, HEBERFTRA, ASIFENER, #MI~m
B8, BRMTEEE, B 1MRUR—BE=INEM. M T /VFHRERMEVERML, MIRA MR, D5k
(L) BesaTrlA. SthERBIBIRAL T — N EEHEHNARN, JEFM: “WRXPRUT
Hk, BHEZEEKER"

(00:13:37):

ERBIRUENTHRT, BMXAETHIA. BRBANERE: “RENREBERMDIFE iR “FHFX
SSABARD TIRATR, (RER—EFHIBEARZZ IR

(00:13:49) Lenny Rachitsky



English:

What?

(00:13:51) Deb Liu
English:

He didn't say it harshly. But he was giving me feedback about something which he did not see me in that
role, in a role that | really wanted. And | had to decide each time like, "What do | do with this
information?" This is my dream job. Actually, | decided | was going to turn the job | had and the job |
wanted, and that's a choice. | could have said, you know what? | can't have that job. I could go do
something else, but | didn't. | took the job | had with the team | had and | turned it into this thing that was

going to be something we wanted.
(00:14:20):

And so | think sometimes it's not... | think that that experience was a very humbling experience because
to be told no and then to say that this will never happen was really hard. But at the same time it was a
reminder that you're not right for every job even if you think you are. And that you can take the raw
materials of what you have and turn it into what you want.

FRCERIR:
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(00:14:40) Lenny Rachitsky

English:

Are you able to share what those jobs were that you wanted to get that you never got?
R EE:

REED ZE— T Mr—ERS RIS RIRVIRMLZ+Arg?

(00:14:44) Deb Liu
English:

I never actually shared it publicly, but it's something which | had always had a role where | did new things
for the company and there was a role where it was running something which more of an existing

business, but | had always been kind of the innovator, the new stuff person. | had taken over so many new



things. And so maybe that wasn't the right thing at the right time for me, but it was something that was

really incredible and a turning point for me.
R EIE:
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(00:15:08) Lenny Rachitsky
English:

Great segue to an area | wanted to spend some time on which is building zero to one stuff within a larger
company. So from what | can tell you built 2 billion businesses within a large company, Facebook
marketplace, and then the ads platform within Facebook and maybe more. | don't know, the payments
stuff, the games. | don't know. Maybe there's billions of dollars there | don't even know about. And this is
very rare and very hard, and it's something we talk a little bit on this podcast, just the skills to build

something new.
(00:15:38):

I know with marketplace it was not something people believed in for a long time. It took a lot of work to
convince people to actually give it a shot. So | guess the question here is just what have you found are key
tactics to start something new and allow it to continue to exist and get to a place where people start to
believe it? What has worked for you?

AR ERIE:

XIEF5|H T BIRNRITHIER: TALBEREEE “K0EI 17 B9lkS, EFKFRA, {RTE Facebook AR
I TRMERHZETH S Facebook Marketplace #1 Facebook WM& 4, AIREEEES, il
S B HAFE, BFEERAREN/LHZETLS, XFEEENERHE, LERITBEEFLEITICN

ER— R EYIREE,
(00:15:38):

FHE Marketplace FRK—EBRINBEIRNBAMAEYLY, RETREBHARBMARERH. FIUFRENR: RE
MEFMEHILEERE TE. HEARFHREEEHNXBRBEMHA? WRFKR, HAFNGERRR?

(00:15:57) Deb Liu
English:

So first, | didn't build the ads platform. | actually built the first direct response ad product company ever
had. But we'll talk about how that led to why direct response is a vast majority of the ads revenue for the
company. But one thing that it was really interesting is that | really saw my opportunity in Facebook to be
somebody that zigged when other people zagged. There were amazing people who did a lot of the really
core products working on feed, photos, videos.

(00:16:25):

| came in actually on the payments team and we worked on payments and eventually built games, which
was the first billion dollar business. It was very successful. We worked with the likes of all the game
companies that were on the Canvas games platform. And it was just an incredible opportunity to start



from scratch and built something really cool. We built Facebook credits, which eventually became the
Facebook payment system.

(00:16:47):

And then from there on | built the first direct response ads product. And again, leveraging the skills that
we had, we had a lot of relationships with game companies because of my time and payments. And so we
just said, "Hey look, what ad product do you want?" And they said, "Actually, your biggest challenge is the
shift to mobile. Build us a mobile acquisition engine." And we said, "That's doable."

(00:17:09):

At the time the company was very brand oriented. Most of the ads... Actually almost all the ads on the
platform were brand and we were not even on the ads team. So we actually worked on this team called
the platform team. We said, "Okay, we'll build an ads product for the Facebook feed, the new mobile
Facebook feed." And suddenly it became a billion dollar business within about 18 months, which was
such anincredible journey.

(00:17:30):

We worked on the mobile advertising platform, so basically the mobile ads network. That was a great
experience. And so each time | worked on something, it was just... The thing that you have to remember is
the failure rate for something like this is very high. You start something and the amount of iteration...
People think, "Oh yeah, it's easy." You start something and it's linear because you have all the resources
of this company behind you. But actually everything in the company is like, "Let's do the most important
thing."

(00:17:58):

These are seeds and we'll just let them... And so if you do that, you have to know that you don't get a lot
of resources, you get a lot of attention. And | appreciated that because | think | work best when people
aren't... There is not a lot of scrutiny. | think sometimes large companies, they say, "Well this innovation
team," and then they check in on them way too much. They're like, "Week to week progress, where are
you going? What's your strategy?" But so much as you know of building something new is the iteration
process. It's the failing a lot.

(00:18:27):

We actually tested five or six versions of the ads product before we got it to take off and it took months,
and then we were on the verge of death multiple times. In fact, | actually went back to run the payments
team while | was working on that product because the team we had gathered still want to continue
working on it, but | needed a second job back on the payments team because they asked me, "We don't
think this thing is going to work. You should go run your old team again." And | thought, "Well, | will do
both."

(00:18:52):

And so | did both for a while until it really took off. The thing that | think a lot of large companies don't
realize is that you can love something to death. And so with every new product, I'd rather do it out of the
limelight, do it with the minimal resources and have the freedom to fail because success and failure really
is... In startups, failing fast is really important or succeeding fast.

(00:19:18):

It's the long slog that makes it really hard. In a company, you end up getting cut if you're the long slog
product. And so being able to just say, "You know what? We're pruning this. We're doing the next thing,
the next thing." And then having the time to iterate and grow is really critical.
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(00:19:33) Lenny Rachitsky
English:

So as a leader trying to do this and create space for this, is there something you've learned about how to
allow for, "Don't over scrutinize us, don't look at us too carefully. We don't want to be in the limelight.
Don't put too many resources on this yet." Is it just like, "Hey, Mark. Here's what | think."  imagine it's not



as easy as that. There's a lot of influence and that kind of work. Is there any tactics that you could share to
create this sort of environment?

AR ERIE:

ER—RRENLIEZENASE, MFHTHA? L LR “FEIEHRIEN], FEITFTRE, i)
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(00:19:59) Deb Liu
English:

| think the most important part of the environment is really patience. And again, this is a portfolio strategy
and | tell every PM who... | used to do a new hire PM class and | say, "Look, a lot of you are going to go into
the core product and your job is to grow X by 3 to 5% every six months. Growing engagement or growing
sessions or maybe growing video views or whatever your metric is, you're trying to grow something 5%
and then you exceed expectations."

(00:20:27):

And | said, "And then a bunch of you are like, 'l want to do something new. | want to build something from

scratch." And | said, "By the way, a very, very successful company for a new set of products has a 50% hit
rate. So half of you are going to come back in a year and have a different job because that did not work
out. Do you have the resilience to do that?" And | think somebody, you enter a large company... By the
way, you can have an amazing career building core products because that is an incredible journey

within... Because you learn so much about the mechanics of what that takes.
(00:20:59):

And yet at the same time, | found a lot of energy from doing something that someone hasn't done before.
And so | really enjoyed the, "Hey, this thing could fail. Let's pivot. Let's try to figure out. Let's prune this.
Let's try that." And not everything | did there succeeded, but a lot of the things that are the lasting
products are once that gotten really big. And so for me it was a greater reward and it made a journey so

much more interesting.
(00:21:24):

But for others, | think work on the core product, learn the skills. It is absolutely respectable as well. But if
you choose to be the person who works on innovation new products, expect in a year, you might literally
have nothing to show for it, but the lessons that you learned. And | think those lessons are really precious
and we often underestimate that too.

FRZERIE:
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(00:21:42) Lenny Rachitsky
English:

Along those lines, do you think it's a good career move to do a zero to one thing within a bigger company?

Oris it often a bad idea? Do you have any advice there for folks?
R EIE:

IEXMER, RANTERREAEE “M 0217 NEBER—TFHRERD? E2@8E2 MIER? RY
ARBEAEN?

(00:21:52) Deb Liu
English:

It depends. It depends on your personality in the company. So the one thing | realized about my role was
that | did a lot of... | had five different careers at the company over 11 years. And so most people don't
realize that when you work on new things, you're constantly adding to your portfolio, subtracting from it,
growing things, pruning them. And so you could just work on so many cool things except everything has
similar... It's like it rhymes, but it's not exactly the same.

(00:22:19):

So you learn the lessons of how to get things done, how to get resource, how to get support when the
product is not working, how to not get prunes in the next culling. And those are really, really important
skills. But I think for people who are just starting out of the career, it is a very high risk thing to do. So if
you're very early in the career, | encourage people just learn the core skills first. You can learn the core
skills when there's a lot of stability. This product is growing X percent, like 5%, and you're going to grow at
10. That's amazing.

(00:22:47):

That is because you are there, you're going to change your trajectory of the product, or this thing has a
hundred thousand users, you're going to get it to 200,000. Those are the kinds of things that are going to
be successful for you and you can put on your resume. But | think it reaches a point in your career where
you have to decide, when am | going to take the big swing? Because the big swings are the things that you
write your career stories about. They're not just, | moved this metric X, but | changed your trajectory in
this way.

(00:23:17):

And so the big swings though have a lot of failures along the way. And so you have to understand you're
making trade-offs in that. | encourage everybody to take some time, two, three years in their career when



they're ready for the big swing, where if it doesn't work... If it works, you run the team, you run this

amazing product. It doesn't work, you can always go back and go back to the core products.
R EIE:
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(00:23:39) Lenny Rachitsky
English:

It's interesting how your strategy here is very similar to a product portfolio strategy where as a team
should have a few big bets and then a lot of incremental stuff. And it reminds me about this awesome
post called You Are in Control of Your Career. And the argument in your post is you should PM your career
the way you PM your product. So there's a lot of synergy here. So maybe just diving into this post and
advice around this, how should someone be PMing their career, the way they PM a product? What's your
take there?

FRCERIR:
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(00:24:05) Deb Liu
English:

By the way, for your PM audience, | want to say this, which is a lot of the greatest PMs are the worst PMs of
their careers. They love products. They love the crafts. They love the customer research, the data. They
have plans, they have timelines. And then when it comes to career, they have none of those things. They
just drift from job to job. "Hey, should | take this role or this role? How do | think about this?" But if | said
you had to write a spec for your career, what's in there? What are your milestones? What are the skills?



What are the features that you want to have of your career? How are you going to get there? What does
success look like?

(00:24:41):

You actually have metrics for your product, and yet you don't have metrics for your career. | coach a lot of
people and when | coach them, | ask them, "Well, where do you want to see yourself in five years? Where
do you want to go?" And half the people have no idea. | think that's really tragic because when you PM
your career, it's about intentionality. But I'll tell you the story of my career and how | was the accidental
PM and then eventually... | told you how | accidentally fell into PM, but also fell into so many of the things
that happened in my PM career.

(00:25:10):

And if | had to go back, | would think much more deeply about what | want to accomplish. So | ended up
at PayPal working for a guy named Dave Lee who reported to Amy Clement, and then he left. And so she
offered me his role. | had only managed people for, | don't know, 15 seconds. | was two years out of
business school and | was definitely not qualified to do his job. He was the director of product. | wasn't
even a director and | was running the team for eBay.

(00:25:34):

So basically the PayPal part of eBay, which was basically half the company's revenues and profits. Totally
unqualified. | ended up in this job and | do a good job. | ended up doing it for several years. | built up the
team and we have a great relationship with eBay. Our team was very close and we were able to actually
build something really lasting that worked really well. And then | had a baby. And so this happens in a lot
of women's careers. | was turning 30, I had my son, and I had to leave for six months.

(00:26:08):

So | handed my product to my successor, Mike Woo and he ended up taking over. He did such a good job
while I was gone, | didn't want to displace him when | got back. And so | thought, "Well, I'll go and look for
another role." | couldn't really find a product role | liked, | mean, because there weren't that many
product director roles. And so | ended up in corporate strategy. So | worked for the amazing Rajiv who was
CEO at the time. He since passed and | wrote his speeches, worked on strategies, | worked on digital
goods and charity, and ended up building that into a vertical for the company. So charity, social
commerce and digital goods.

(00:26:40):

And | thought, "Okay, this is an interesting job." So | create the job, have a couple product managers,
wasn't really sure where this was going, and then one day | was like, "You know what? I'm not feeling this.
| have a child at home." | had gotten into what Cheryl Sandberg calls that kind of between kids situation
where | was bored of my job.

(00:26:59):

| was working one of the VPs | worked with and | resigned. | said, "I'm leaving tech, just I'm going to stay
home and maybe start something small." He convinced me to hold off and he said, I'll find you a job. He
calls me a week later and he said, "Found you a job with Stephanie Tilenius leading the buyer experience
at eBay product." And | said, "Oh, that sounds interesting." So | said, "Sure, as you notice, | do not have a
plan. I'm just drifting. I'm so fortunate that | had amazing mentors who gave me opportunities, but end
up working for Greg Fant and Stephanie Tilenius at eBay for two years.

(00:27:34):



| led the buyer experience. We did some really good work there. And then went on maternity leave again.
And | get a call from a friend, my old engineering manager from PayPal, "Hey, I'm at Facebook. Do you
want to come? You can't come into product. You need a CS degree for that, but we have a product
marketing job open." | was like, "Sounds good." Drop into Facebook. And so again, no idea what I'm
doing back in product marketing. So | spent a few years doing that. Eventually was invited into product
and so on and so forth.

(00:28:02):

And each job that came along was organic, but also kind of accidental. | see that happen in a lot of
careers, which is my story when you look back, looks great. It looks like it all worked out, but | had almost
zero intentionality in any of these. And | think that had | had more agency and | thought about what |
wanted, | could actually measure is this the thing that would get me further or not?

(00:28:24):

| ended up extremely lucky, but not everybody does. And so | think having a plan allows you to compare
every decision. It's not like when you're offered an admission to college, we're looking at three different
offers maybe with financial aid or not, and you can make a decision, "Oh, they're offering me this
department, but | can't get into this department.” This is how far it is from home. But jobs and roles or
nothing like that. Someone calls you one day, "Hey, I'm at Facebook. Do you want to come? I'm actually
on maternity leave." And he's like, "Just come talk to me." I'm like, "Why not."

(00:29:00):

And you end up dropping into different parts of your life and | think sometimes by saying, "Here's where |
want to go and here's how | want to get there," you can have such a better career. And so | do encourage
everybody to do this and to think about what does success look like in five years and how far am | from
that and am | heading in the right direction?
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ERANMESZE, BHFRENATXAEEG, HIAAT—MITRIEEILRHEE—TURSE, XFBRRIFRE,
fRAI AR L = D REGBH BB EE, REEWINR. BERZin, TENKSBEERRITHIN. EXEA
FTEBIRLAIR:  “TR, FKTE Facebook, SRENEN? 7 MR HESAIBEEEARF R

(00:29:00):

RARERELEHFNAERRMN . INRIREENR “XERBENMS, XBHRMER , MNRVEERTFE

%o FTUREMENABEE T AERNMRYMEFHARFH? RBELESZIZ? RRSERERNSR
£

(00:29:20) Lenny Rachitsky
English:

What's interesting is | also had a similar path to you where | had zero plan or intention or goal and also
just follow things and things worked out. | wonder how often that happens and | wonder if this idea of
having intention and planning a roadmap is something you do if things aren't working out because
maybe there's some good to not overthinking it and just following pull. | don't know.

FROCERIR:

BEBNE, RNBEMFRREG: Te2XEitl. EBZES, R2IRBMA, EREFHE, RBMEXHER
RENMEEZE, HBER, “FEHEMANERLAE" BFE2AEFHEHEANMNAFEZMHE? BIF “F
HERBE. IRNR5ID7 WAERFL. REAHE,



(00:29:45) Deb Liu
English:

Well, | think the problem is this with you and me, Lenny, is that hindsight bias is a problem. We made it
because we weren't intentional in a lot of ways, but for how many people, is that true? For how many
people who aren't... You don't have a plan and you get there. | always tell people, if you are sure what
your destination is, that's definitely where you're going to end up. But if you actually aim in the right
direction, you can shape your learnings, you can shape your roles you take, you can shape your skills
towards the place that you want to go.

FROCERIR:

Lenny, RFIRFKZEMEAAET “FREEAMAL" (Hindsight bias). BATMNERSHESEBNMEHEAK
7Y, BNZLARKRXZEENR? BZONKEITHERRIBER? RER, MRRHET B9, R
KR—ERFAIE, BINRIREEREERNTSRE, R UIREREENMGREBEMNFINS . EEHR
AR 1B BEo

(00:30:16) Lenny Rachitsky
English:

When you talk about getting this offer from Facebook, usually those are like you have three days to
decide.

FROCERIR:

HIRKZIZEZ Facebook BIRBEGEARY, BE 2B =XKARERE,

(00:30:21) Deb Liu
English:

Yes.

FRsCERF:

=i

(00:30:22) Lenny Rachitsky
English:

And it feels like that's when the things you've done ahead of time of here's what | want would be most
helpful.

FROCERIR:
RGEBEAEZ], MRIMEIEBRET “XMEFRBEN" , BIIFEEE,

(00:30:29) Deb Liu

English:



Also, | think the thing about job opportunities in particular is they tend to come serially. It's only you
presented these offers. It's like one role is so different from another and they often don't happen at the
same time. They might say, "Well, you have to decide in two weeks." And then you say, "Well, there's this
other company I'm talking to and you get a lot of pressure to say yes to this versus this."

(00:30:49):

And to really having a measuring stick is this getting me closer or further away from where | go? Can allow
you to actually take serial decision making to a place where you're measuring against a long-term goal.

FRCERIR:

me, TNsFERZEMEN, MARRNEEMRER. FRIRUNERAEIEEX, MEREFZEN
. MATRIRERW: “RETERBRRE.” MRARESH: “HREEMNZ—RAFTK.” MEEIRRARH
EA.

(00:30:49):

MRMFE—E “GER” , BEECS: “RUFBENMBELETEREIZT? 7 XEEILMREEN—RTIRRE,
IR RE KB EITEE.

(00:31:01) Lenny Rachitsky
English:

| did a meditation retreat once and when you're meditating, there's this kind of guidance of don't try too
hard, don't push yourself to go into a direction, "Oh, I'm not doing a good job. | need to get to this
enlightened state." And instead their advice is just push your cart in a direction and think about that's the
direction you want head, but you don't need to grasp on to here's where | need to land, here's where |
need to go. And | wonder if just having a thought of here's where | want my career to go. | want to be on
boards in the future. | want to start a company in the future. | want to become a designer in the future. At

least start there maybe just like a direction that you're heading.
R EIE:

HEMI—XREREHE. ERNE—MER. FEXAN, F1EREECHERNARE, FER "B,

"B, RBERIBMAENRT . Bk, WINENE: BE—ITHRERINE, BERZIREIRE
ENGRE, ERFERLNE “ROTMEEEMER” 3 “ROREBE” . HAER, MRAREIISK: X
RRAERUEELENG R, REFEHANEFTS, HEHBEW, HERERAN—RIRITIH" :::/"MéﬁBE
e, WE—TABEIRIH SR,

(00:31:40) Deb Liu
English:

Yeah. There's a woman who | worked with in product and now she's the founder, very successful founder,
and she said to me, "I want to join the board of this Fortune 100 company." She told me the company,
and | said, "Okay, that's a lot." So she said, "How can | get there?" And | said, "First, it's probably going to
take you 10 years because look at who's on the board. | happen to know a couple people on the board."
And | said, "Why don't l introduce you to one of them? And they can tell you how to get there.

(00:32:04):

But the point is she knew where she wanted to go and she said, "I'm willing to take it first step today."
And | said, "First, you've never been on a board. You were very successful, but this is not... There's so



many steps before you get there. It's like before you go to Harvard, you have to graduate from elementary
school to middle school. You have to take the SAT, you have to apply. | said, "Let's start from the first step
and let's break this problem down."

(00:32:29):

But | love that she knew where she wanted to go and she's like, "Even if | don't make it there, I'll be
happier having made this journey." And I love that for her. And | think she's still earlier in her career, she
has so much time ahead of her, but it's really incredible to see her kind of on this path and to know that
that's her dream, and that | can help her a little bit along the way.

FROCERIR:

o HEFIN—(IZM PM, MAER—UIFERINEIIEA. XM “FEMAXKVE 100 32AFHY
%%A T HRTRARRT, FiR: H, XERANT fiE: RREAM? T R Bk, X6
FE 10 08, BEEFEARTARE. HRFIORERUL" Fik: “FOBENAABIRANRER—L, it
& FIRINAEZIAR MU E,”

(00:32:04):

BELE, tEHEBEER, #EH: “BEEMSKEHEE—F.” HiH: “B%, MMRIIEES, FE
BIh, BREFRENTERZ, MELREZE, REL/NFE. hFEEN, E SAT, REHRIB. HHITME—
THIE, DX R

(00:32:29):

BRRMEWAHE BT, it “BIMFERZSED, BRUSARNERTXEREMERK.” FAMBEE
B WEFR, KAREBRZMNE, BEWEEXFRLE, MEB2HNETR, HAEHE—RLER—<
I, XMRIEERRE.

(00:32:48) Lenny Rachitsky
English:

It also relates very much to your idea of thinking of your career like a PM thinks about their product where
one of the tactics is to imagine the ideal scenario and work backwards from that versus incrementally
what's the next thing? What's the next thing? So in this case, she was thinking, "Here's where | want to
head. Okay, what's the next thing to get to that direction?" | love that.

FRCERIR:

XWIFEFEMR “GPMBEFG—HEBZTRUAE NIER: HPh— P EIRERRIBENGS, AGEEE
K, MARMNMUEEME “T—FEHA" . EXMHIFH, twER: “XEHRBENES. I, ITHED
Hﬁiﬁ, -F—ﬁiﬁﬁiﬂ'ﬁ" 7 ﬁE‘XAl_ | ILa\EgO

(00:33:07) Lenny Rachitsky [Ad Break - Webflow]
English:

This episode is brought to you by Webflow. We're all friends here, so let's be real for a second. We all
know that your website shouldn't be a static asset. It should be a dynamic part of your strategy that
drives conversions. That's business 101, but here's a number for you. 54% of leaders say web updates
take too long. That's over half of you listening right now. That's where Webflow comes in. Their visual first
platform allows you to build, launch, and optimize webpages fast. That means you can set ambitious



business goals and your site can rise to the challenge. Learn how teams like Dropbox, IDEO, and

Orangetheory trust Webflow to achieve their most ambitious goals today at webflow.com.
R EIE:

ANHATS B B Webflow 2%Bh, BERAAREBEMAAR, HENAMITALEN. KNWBEE, MR ZE— SR
7=, ERZRMRRNENHNISHEN—E5. XS EIR, BXBEEME: 54% NASERRMILE R
FERAK, thRt2i, EERTEMNMARE —F U LEIEXNE#, XFE Webflow AR Z#, 118911
RMFETEILIREEBIRIREE. REMAAMMIT, XEREIRALUEER AN BIR, MR EETS R 3
Phdko 18] webflow.com, T Dropbox. IDEO #1 Orangetheory ZHIPASI{AI{E1E Webflow KL IRE
PAN:O=E

(00:33:53) Lenny Rachitsky
English:

Okay, going a slightly different direction, I'd say the post that you've written that has most resonated with
me was about introverts and how hard it is to be successful as an introvert, and that basically have to
learn to be an extrovert as an introvert because in business extroverts are most valued. Can you just talk
about of your insight, what you've seen around this and how and your advice to introverts like me about
how to be successful in business, what you need to change?

AR ERIE:

%, N AR. MENXERIULREAHEHN-—REXTRAREN, HANRFARNRETRIRINE S, XU
RARERER ERNFERRAFGENINEE, BAESLHERF, S{aEERER. MEEKRRIREXSEBL
fRI? RMRET HA? BT EREXFARE, (REFAXTNAESLFERGEHRY. FEMEMLEINZR
=i

(00:34:22) Deb Liu
English:

Well, first, | love the book, Quiet by Susan Cain. She talks about the power of introverts. Unfortunately,
the world doesn't see the way the world the way she does. | wrote this post. It was the secret bias no one
talks about, which is the workplace is really favoring people who can speak up. And | tell the story of
somebody on my team who's just an amazing product manager, and yet every time she came up for
promotion or calibration, people were like, "Oh, what does she do?" And it was because she was not good
at broadcasting or explaining what she does.

(00:34:54):

| would take her to executive meetings and she was really bad at answering questions or talking. And so
we would prep and prep and prep. | just knew her skills and | could see her every day moving the product
forward. But for some reason people... Because your peers also have influence over people's ratings and
their promotions, and | was constantly just trying to figure out how to get them to see her brilliance. |
asked her once, | said, "I noticed that you never answer questions when we do these presentations."
She's like, "Yeah, because I'm a processor. And by the time | process, | feel like the conversation has

moved on."
(00:35:28):

And so | really feel like the world, it's not built for somebody like her who's a brilliant product leader, but
people couldn't see it. And | realized that so much of what products and just general leadership is, is not



just doing the work, but actually... It's not just having the product, it's having great product marketing to
go with it. Let's call it that. Okay, so I've been in product and I've been product marketing. You make a
light bulb, but you're selling light.

(00:35:53):

| really think about how that she was making amazing number of light bulbs. She was lighting up all the
houses, but she was not marketing the light. And | think that was the thing that was really missing. Is that
fair? Absolutely not. There are a lot of people who are born introverted. Is it fair that a product manager
who isn't introverted, isn't extroverted is struggling with that? No, but that's the world we live in. And so
it's one of those things where you get to choose what you do.

(00:36:21):

First, | think for the individual is realizing that you are your own best marketer. You have to actually share
what you do. If a great product is out in the world, but no one is told about it, did it exist? And so one of
the things that's very important is really to get that product marketing.

(00:36:39):

The second part is we should change our workplaces so everyone can be successful. And | think that
that's a really important skill. As more introverts get into leadership, they need to actually change the
world to make more space for people like them as well. So one of the things that | found was in my
leadership teams over the last several years, we had this thing where we all vote, but we vote offline in a
document and we put a number in and then we put our comments in.

(00:37:05):

And that way everyone has an equal voice in this document. And then when we talk about it, usually, of
course the extroverts speak first, but everyone has a vote and we can actually see what people's point of
views are. And | love that. | love that when there's something we used to do at Facebook is we used to go
around in a circle and everybody would give their opinion in a meeting. | do that still today. | ask every
single person as a business leader at this company, would you do this?

(00:37:30):

And even | joke with our chief legal officer, Greg, | say, "You are a business leader and the lawyer. You can't
just say, well, legal advises X." I'm like, "But what would you do?" And so nobody can take a backseat to
decision making. Everybody has a voice. So there's so many of these kind of bias interrupters, things that
we can do to actually make the world easier for those who weren't speaking up and taking 80% of the air
in the room. And | do think that we have to craft a workplace where everyone can be their best.

FRCERIR:

B, KAFEENRAM - SBH (L&) (Quiet)s WKEITRBENNIE, FENZE, WERHEFRHNRUIE
ERARE. ARENBRREXEN (EAKEHWERAL), BERZHSHRIBLEETLAENA. ZiHIHRENE
—PMARRE, HENEEHEN PM, EEREIEANSAE (Calibration) B, KKEZ=E: “Bi, e
FHAR? * XEFRNMAERECHFREE NI

(00:34:54):

BHtESNEERIN, MWREFMEKEZNEAH LS. RINAESET XESE. KT HRMEESN, REXREBEE
FIMERD R, ERTEMER, HMASRE, RAMHNESESHRESNZABEEMS, H—
BEEMELMIERI MM A L, E—rEE: “BERIREERNMAREZE R, hid: “B8, BR
HEE2—1 ‘WIS (Processor), FERAERFES, MEEEHTHTF—MFHT”

(00:35:28):



BRE/XMAARZBNMXMRA FmASERITH, AMNERRMEYCE. HRIRE, FaflfFHFNY
RZBFRRIME, EEE - MMUERE M, EEFHEN “TmmhizEH” (Product Marketing) . FREEMH
Ermted ™z, RENETITE, BIRERNE.

(00:35:53):

HHNS T TRIRIENATE, BRETFRENEF, BRIKEHEXE 9% . XMIBREMED. XQTFE? 4
HARF, REAXRERR. —1AMREK PM ALTMFLAFE? F2F, EXFEISE. AR FUS ik
o

(00:36:21):

B, TABRRIRIMMEECRFNEHRR. MUADZMABBER. MR—MEAN~mEt T, Bi%
ARE, EBEFEID? AL, My “TRamirER FEEE.

(00:36:39):

BEHMARE, BNNIZAZRGIFE, LS NAMENL. MEERKEZHNAREHNASE, BIIFELE
57, NEXEEESTE, IEVFERNASES, FIIETHIGE: RREXEFTELKRERE, BA
DEFITIEL,

(00:37:05):

XESMAEXEPHEFENLASN. SRINTIEH, BAIREBEELAO, EEMNANKREHENRE,
BT UEBRIFAIB AN SR, HIFEEMXTHA X, 7 Facebook, HITUFIZEREAS, ENAMEBEREER
o BEXRMKAXAM. FAABNMESE, HRAE—1A: “MTREAH? ~

(00:37:30):

KEZSBERNNEFEESE Greg FInX: “MERZESZSHRUSZNESE. (MFAERNE ZEEENEX , &
BHE RREAM ? 7 ZBEAUUERRHIRE, SMAHEES. BREZXM “RILPEETES" AJLIAR
UBLEAREZERIENABBRZAFE. RMNBIITE—MLEB N ABRERIEREKTERT,

(00:37:59) Lenny Rachitsky
English:

In the post, you also talk about as much as we want to change the way people run their companies and
think. | love your advice of you also still have to learn how to speak up and act more extroverted even
though it's not natural to you. Is that right?

AR ERIE:

AEXERRBIRE, REBMNFERERBNEFEMBLEL N, BRAENENZ: BMEXHIEMBIXLE, R
MAGTRFERINARES, RIUFEINE—LE, H3?

(00:38:14) Deb Liu
English:

| think we do a disservice when we say we're not good at speaking up because it's a skill like any other.
And if | told you the difference between your product being successful and not being successful is you
giving this presentation, they're going to kill your product if you don't sell this to the executives. You
would figure out a way to stand in front of those executives and defend the freaking heck out of your
product. But why aren't you doing that every day?

(00:38:35):



And | think sometimes we forget that not everything is as essential as they're going to cut your product if
you can't convince them to keep it. But every day you're actually building credibility for your team,
getting more resources, getting more people to talk about your product inside your company, getting
more press for the product outside. All of those things combined into momentum for your product. And
don't you want the best thing for your product and your customers?

(00:38:58):

So if you think about it that way, it's not, well, I'm uncomfortable. | hear this a lot where people say, "Well,
you wouldn't understand. I'm an introvert." And I'm like, "So was I." But instead I just said, "Okay, this is a
necessary skill and it's a learnable skill. You don't have to be comfortable with it. You don't have to love it,
but you just have to do it."

AR ERIE:

FiAN, BRIMNRES “FEKARE" N, HEREAECHEAIT, HAXMEMKE—FZUI[N. M
REFIR, RETmEET N, 2RMRXRNETERFIEFATF —ORMLERRSE, MM IER~
mme R—ESBAFICAMEERERR, BTt RIRN~ R, EATAIRTEEREBX AMIE?

(00:38:35):

ERBENRINST, BATES—HSHER “TaERNE BHERE, BREXEIHENHANEILE
. #RRR. ILEZEFINSMRN~ . FEIMNIRERE, FIEXEME—ie, ME~miEEe. ¥ER
RHEBAIRNFBNE P S ERFHERIG?

(00:38:58):

FRUANRIRIR N AER, XMARE “WRERRAEHFR NE@T. REBERIBEAR: “TFER, KE2TAE
A" BE=BZ: “BUFItHRE.” EREFECS: “XB—THENREE, MERAIMUFESN. RAHEE]
FiR, tABELE, BIRBAEMR.”

(00:39:19) Lenny Rachitsky
English:

What about from another perspective of why people don't do this, which is it feels like self-promotion
and it feels like icky like, "I'm just sitting around promoting myself. | don't want to be doing that."
Anything there that helps people get over that piece?

FRCERIR:

MAB—TAREXRE, MIABAFHNRESRSXGEEERMNE, BRERAFTMR, thil: “HABBEXRLHE
BIEHA S, BREBOT” Bt ANERBEARRIMOIEG?

(00:39:31) Deb Liu
English:

Well, | just remember | was talking to this ERG group and | was asking about... There was an upcoming
calibration and self reviews were due in a couple of days. And | said, "Well, what are you doing for your
self-review?" And somebody raised their hand and said, "Well, I'm really bad at self-promotion. What
advice would you have for me?" And I said, "If you think your self-review is self-promotion, you're just not
going to do a great job at it."

(00:39:56):



What if | called it educating your manager about all the great work your team has been doing? What if |
called it helping people see why your team should get more resources? Suddenly you're cracking open,
you're changing the question right from, "Oh, | was self-promoting to actually I'm helping my team get
more resources and support.” And suddenly she was like, "Oh yeah, | never thought about it that way."

(00:40:22):

But | think often if you frame it one way, it looks like self-promotion. | wouldn't want to do that because of
self-promotion. But at the same time, if it's education, what if | said, "I was talking to a PM who's really
incredible. I've mentored him and sponsored him for a long time." And | said, "I don't understand why
you don't have more of a voice. You've learned so much about the craft. You've done this at multiple
companies." And he said exactly what you said which is I'm not really self-promoting.

(00:40:46):

And | said, "If you see it as self-promoting, you will never do it." And so let's talk about why you don't
actually do this. And he said, "I've seen a lot of people who are really great on LinkedIn write these
articles, but they have nothing to back it up." And | don't want to be like them. And | said, "Okay. Well,
you read my blog, you follow me on LinkedIn, do you think | have nothing to black back it up?" And he's
like, "No, of course not."

(00:41:07):

And | said, "Well, then why do you put yourself in his category instead of mine?" And | think it was just a
moment where we just came to an understanding where he in his mind was like, "I don't want to be that
person. It's an empty vessel that has no substance behind it." And I said, "Do you think the things | write
have no substance?" But it was an interesting conversation because he had taken this mantle that it was
self-promotion and that behind what if people think I'm nothing behind it?"

(00:41:32):

I'm like, "I know you have something behind this. | have been your manager. | have worked with you for
many years, but you see how just reframing it has really changed his way of thinking about it." Still
working on him. But | actually think he has so much to give and | think he has learned so much about the
craft, and | wish that more product managers feel comfortable that they have something to give to the
world.

FRCERIR:

HKieBE—XERIEFNA (ERG) Eift, HBNSGHMKRERET, BiF (Self-review) LKEMRER. &K
m: “YRIIEBRBEEEAET? 7 BAEFH: “BREKEHEN, METLEINE? ™ FHix: “NRFE
BYEEBHKEHE, (REEE AT

(00:39:56):

MRFICEMZ A ULRHEE T BIREAFMEEETIE ? NRFIBEMZA “FBEHAKIEBR AT AMR
HREIARIZIRSE S HIR" 7 RAE, BEIMITAT. MEREM “REHHEECS” ETRT “HEHZRNS
EERRMZRY o MiTZIRMER: ‘B, W, BAEXAEI,”

(00:40:22):

RIFRZE, MRMFBEEMNEHEH, MMARM. BNRERE “HE" 2 HBEHSIT—IIFER
FHPM, FKiafth: “BABBMATATESHEAR, MAXIFEHEMEFXAR, ESHRQEEMI.” it
WTRIR—RE: BB EREHE”

(00:40:46):



it “MRMIBEEFERMET, FAEZARSEM. ERIMTRRMEATATHHELRE" fthix: “HEE
Linkedin EIRZAEXE, BELXHFERERE, HABRABMENA" HiR: “F, FREOER, &
LinkedIn EX5%3%, RUEFHRAMAFERSG? 7 . “HAFR.”

(00:41:07):

i BMRARABECIANB—E, MABHRX—HIE? " BB—ZFKNERT —MHIR, EtRFE, it
RN “KEREABTHNTESF . H: “MESRSHFALIELRABE? ° XE—REBHX
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(00:41:32):

i “BRNBMREEARE, RAIMHEE, MREESE, fE, NEBEHREX (Reframing) X
X, MR THOBLESN” RIEERES|IFM. HEORFBHUERSKRANUSEH, FHTREXTm
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(00:41:53) Lenny Rachitsky
English:

I think what you're saying right now will resonate with a lot of people when they see people posting. | feel
the still of just like, "I don't want to be this guy that's just posting nonsense on LinkedIn just to get likes,"
even though it's kind of what | do now full time. Hopefully it's not nonsense.

FRCERIR:

BUEFIRNA RANESILRE A E RIS, SANBRZ AR, KASEXMERE: “BWAEH OB
TIRHETE LinkedIn EREZIEHIA.” REBRMELIREMXAEE (X), FEREKNFREE,

(00:42:08) Deb Liu

English:

Butitis all substance. So, Lenny, we know the substance behind it.
FRCEIE:

BIRANAAHEELRANETN, Lenny, HITEMEEENEEE,

(00:42:11) Lenny Rachitsky
English:

| tried, but | think there's posting on LinkedIn, posting on Twitter. There's like an innate just doing this
because | want to get attention when often... And the way | started this is just like things I've learned that |
think are useful, I'm just going to put them out there. So just to double click a little bit, | think this is a
really powerful point. What actually have you found helps people get over that? Is it someone like you
and his corner being like, "You have really great stuff to share, you should actually do it. Don't be as
worried as you are, as you think you might be." Is there anything else that works there?

AR ERIE:

HRAOMA. BFHIANTE LinkedIn 3L Twitter L&ME, AMNEERE—MARENHRF, RERANTEXE.
IBMXHENNRRAR: "XEERFINBANAKRA, ZBDEER” PAUFERNRT—T, X2—13F



BENMR. MMARBKMFAEEANZRIFOE? BEMAXFHNAESLEMRE RERENKAZD
=, XHE, 3HEL" ? EFINGEES?

(00:42:41) Deb Liu
English:

Actually what worked for me was | was working with Bos and | talk about our relationship in my book, but
we made a contract when | started reporting to him. And Bos, for those of you don't know, is currently the
CTO of Meta. At the time he was the head of ads and then our team moved into his team. And so | was
reorged into his organization. And as | said we did not have the best relationship before that. And so we
made a contract to work together and | had written like, "Here's how | want you to take care of my team.
Here's how | want you to support our products.” And | wrote them this long, my part of the commitment.

(00:43:13):

Then he wrote back, "Here's what I'm asking of you. | want you to write and publish something every
month." | was like, "What are you talking about? Why would you say that?" He said, "You have so much to
teach people. Just do it." | said, "I don't really have that much to say." And he's like, "Just trust me on
this. You'll figure it out." His advice was write what you repeat. If you say something more than once, just
write it down. And then the next time someone asks you, you can just hand them.

(00:43:40):

He has a great blog if you have read it. | just normally thinking that is a weird thing for your new manager
to say after you had a lot of conflict together before that. But he took my contract, which was... By the
way, he's like, "Oh, do you want to codify this in some way?" I'm like, "No, | just..." But every month from
then on, | would literally just write something and it was my promise to him. And | did it faithfully and |
published it internally. So | didn't publish it externally for a long time.

(00:44:04):

And then sometimes they would ask me if | want to publish it externally for the company and | would say
yes. And so | did it for years. | reported to him for years. And then we switched managers. He moved over
to Reality Labs and then | had a new manager and | continued and | continued this. Then | started doing a
publicly, and then obviously | wrote a book. Because of him and his encouragement, it got me to a totally
different place. And part of it was just the commitment. | now had accountability because | knew he was
watching. I'm not actually sure if he was actually watching every month. But | felt the accountability to do
this and I've done it every single month since.

FRCERIR:

XMEKRI, HIEE(FARIZEIM Bos WE1F. HREBESIRKITFIXR. Bos ERZ Meta B9 CTO, HAIHZE
IFEWwsSnsEA, REBEMKELERT MRS ). WFKFAS, FMNZBBNXEHTLT. FUENET -1 E1F
Ry, WEE: “BRAEZBMIOARAIKBIE, NEERNIN~m.” 7T T RK—ERINBEIE,

(00:43:13):

fEfEiR: “XERFRMFNER: BREZRETATRRAHAMER" HIFE: “YRERTA? AFHAE
BXAM? 7 i “MERSHFADTUBARIAN, BB FiX: “FRATARR” thix: “4BEHK,
RERENEER,” MARINE: B MIEERNIE. WRF—HFHTRLE—R, MBEET TR, TXBEAMR
R, REEIEXERLtLIT

(00:43:40):



MRMRIMER, MIARERFRE. HIANER, WFP2ZrEIPRFZERT, XPEKRE
R BRERT. MBBLE, BB TAMIERAA, XERRMMAIAE, HEBILMAITT, RINIELQETR
&,

(00:44:04):
ERATBERZAREEREMING, BART. HBHTREZF, ERMET Reality Labs, KT EIE,
BERKARE, BERARLASE, &REET—4&+B. ERENMNER, XD T — 1 E2FRNIRR,

BARRETFTXM Fig” . RETHER, EARNEMEES (BARTHEMEAEETAEE). BF
RBETEMEME, MBUEHRETAHES.

(00:44:37) Lenny Rachitsky
English:

So it's interesting that that's another example of your manager giving you the space slash forcing you to
share publicly being a really good lever to get someone over this fear.

FRCERIR:
REER, XRS—1MEEEILTTER RE" FAFDE, MMEIRFEEIREIERLESF-

(00:44:48) Deb Liu
English:

| think sometimes just doing it gets you over the hump. For example, my friend, Ami Vora. She writes an
incredible blog. You have not read her Substack, you should. But she's an incredible writer. She'd write all
these things internally and | said, "You should publish this externally." Now she does that and it's really
great. And | think part of it was just seeing her just put it out there because she is one of the wisest career
coaches that | have and managers that | have ever worked with. And so I'm like, "You have so much to say
and to share."

(00:45:16):

So to see it out there, | feel like for years we all got the benefit of it because we knew her. But the world
was not getting the benefit. So in some ways just having accountability. So we created a little
accountability group to help each other write, and it was just a reminder, "Hey, did you do it?" And so |
think it's sometimes what's necessary to get over that hump is either having someone forcing you, like
your manager who you made a commitment to, or just having a friend to say, "Hey, by the way, where's
this month's post?"

(00:45:41):

Those things matter because now you got over the hump of, "I have to do it." And now it's just about how
good you're going to make it and how much time you're going to put into it.

AR ERIE:

RIFENE “BERAM PEEBIREIANER. LI AmiVora, EEEIFERE. MNRIRIRIL
B9 Substack, —EEERE. RN T NEMNER. WUARERARS, . “REzAESNES."
MEMXABT, RMRTF. RRESHOREETEIMIERFBLLFR, ANMEREGFEINRE SR
HMEEZ— FTR: FEXAZENNRAIUSE"

(00:45:16):



BIMARANE, BRGRERN. ZERIBRNXEINRMIAR T, MHFEILERE. L, X
EL, B “H5EH" REHE. RNMLT—1TEBVNA, BEf8RE: 1%, (RETIE? 7 REFEIIRE
WENTE—RIN], BARKEN 88" , EASHKVRE: 9%, IMERT, X TMANXER? ”

(00:45:41):

XLEHMREE, EA—BEMRELT “BoIE” XER, MTHRIABNEEETH. RAZDHERH
To

(00:45:49) Lenny Rachitsky
English:

Awesome advice. And by the way, folks don't know we've had both Bos and Ami on the podcast in the
past.

FRSCERIE:
BENEN, IRER—T, WARIIETAEREE, Bos 1 Ami LAFTE L3 B THBE.

(00:45:55) Deb Liu
English:

Aren't they both amazing?
R EE:

ftfi &R R R, ~=2r3?

(00:45:56) Lenny Rachitsky

English:

Amazing. And Ami's episode is one of the most popular episodes. More popular than Bos, CTO of Meta.
R EE:

EBRE. Ami B—EEEXTWDHEISEZ—, HEZELE Meta CTO Bos ABEIE N,

(00:45:56) Deb Liu
English:

I know.

FRsCERF:

HAE,

(00:45:56) Lenny Rachitsky
English:

Who would've thought?



(00:46:06) Deb Liu

English:

She has a lot of coaching wisdom | think that everyone should hear.
R EE:

WEREXTFRZESNES, KRB DABRIZIAIR.

(00:46:08) Lenny Rachitsky
English:

Yeah, she's amazing. She has a great Substack. We'll link to it again in the show notes. We'll link to your
Substack as well.

FRSCERIE:
=, ihiR#E, WY Substack BiEKEF. BRITEBXETENBHM Loz, e EIRA Substack §EE,

(00:46:13) Deb Liu
English:

Yeah, please do.

R EE:

98y, BT o

(00:46:15) Lenny Rachitsky
English:

Go Substack. | want to move in a slightly different direction. Talk about growth for a little bit. You have a
really nice perspective on how to think about growth. | think a lot of people think of growth as like,
"Here's a magic bullet. We're going to do this thing. It's going to go, "Wow, we're going to win." And your
approach is, you talk about it, it's a game of inches. Growth is a game of inches. Can you talk about your
perspective there?

FRCERIR:

Substack filiH. FHAAMMER, WENEK, MWIGEKNBEEZFEERE, BEEREANANEKME “RAY
7 BIMMXESE, AR T N—F, BITMRT. MIRNAER, MBEMZA “EXRRER" (A
game of inches, BAT#), EBKETHMNME, SR RIRAIMAIG?

(00:46:34) Deb Liu

English:



Yeah. Sometimes we think it's like what is the huge step function? But actually most companies are like...
We call it points of growth, right? It's like if you can move things 1% a little bit faster every single week,
think about the amount of growth you get at the end. And so it's not just, "Okay, what's going to get you
the 3X? You can get to 3X 1% at a time, 5% at a time. Single digit growth. And sometimes it is the small
things that matter the most. And so we think about product-led growth, it's really about finding the aha
moments, the opportunities. And sometimes opportunities are things that seem really silly.

(00:47:10):

| heard the story at Facebook that one of the big things was just adding the, next to ads, they put the word
create an ad, was one of the biggest growth drivers. And that was it just putting a link because people just
didn't know how to get to the ads flow. It was things like that where you can actually bend the curve of
choices that you make. Same thing, each of the growth teams I've ever worked on, it's like really the small
things adding up. It is a list we used to work on payments growth and we had a list of a hundred things we
were working on hypotheses.

(00:47:42):

And then we would pick and we would grow them by picking the first 10 and we would start working on
them, the next 10, the next 10, and we would go through these sprint cycles. And the same thing when we
were growing the ads product as well. Marketplace, each of them were just like, "What are the small
things that add up to big things?" And | think sometimes we overthink it.

(00:48:00):

Instead, you probably have a hundred ideas. And by the way;, it is absolutely okay if the 80% of them don't
work. | tell people sometimes we overthink as product manager if we just had the perfect plan, the
perfect battle plan, but instead imagine you're a team and you can ship, | don't know, let's say four
things. But what if you're a team that can ship 20 things with the same with a 20% success. You get just as
much output and yet you know what doesn't work also.

(00:48:30):

What if you can move it from 20% to 30%? Suddenly six things work, not just four things. And so in the
same amount of time you have all the lessons of what didn't work, plus you're getting 50% more output.
And so you thinking about growth as this engine of, it's a learning machine of what doesn't work, what
you reiterate on, what you change, and you're constantly getting better and better and better.

FpSCERiE:

=0, BNENEEBRFARERDN “MERRE” (Step function, 1IBBATIEK), BELMRLE, KZHLFE
EERINTFMZN B RBERN, IRMTMESEEILEHER 1%, BEAKRERRNEKE, U, XFR
& “MTABBiLfRIGK 31 , REILU@E®R 1%. 5% NI KRZXE 3 &, B, &M NHNEBRT
REE, HFEMKL “TRERmEK” (PLG) B, ZLEIK “Aha BZI” Mz, BLENBFEREER
&,

(00:47:10):

HOFd— Facebook IS HRHRAMIEKIEHZ—, NXEE SZEMT—1 “GIEF" A
¥, MXAEE, BAAMIZEAMEEAHN SHtE. MEXXBHRATIMRENL. FF, KL
NS MEKHEPA, HEEXLNENRR. HMUEIMSMEKE, §—HEa 100 MRIZEER,
(00:47:42):

BI=BRER] 10 MFHBEM, ABFRT 10D, RET#HTHR AR (Sprint cycles) . EMI &~ mfl
Marketplace B th @24k, ERE: “WENEMERETERAE? 7 RESENENBERERT,



(00:48:00):

SePR L, fREJRER 100 NMEE. IMER—T, BMfEES 80% FEFAETERXR. HEHIFPM, FELSE
EFETRAOELITR. BR—T, MRRIEIPAREERZT 4 45F; BMRIRIEIPAEESR (T 20 £, WIEALLH
RH 20%, fREVF=HE—1FRY, MERERE T HEITRE,

(00:48:30):

SNRIREEIBRINERM 20% $2EE] 30%, RAABFE 6 FERNT, MARE 4 . EEFNIEE, {RIREXTFR
BRWBVEGN, m=HEEINT 50%. FrLl, BEREF—1SIE, —PXTF “HATRE. WfEER. O
BT BFEINEE, XEMMETEERES,

(00:48:50) Lenny Rachitsky
English:

| think what you're saying will resonate with a lot of product people where there's always this like, "We're
just doing a bunch of optimization, incremental work. Still sucks, boring. Let's take some big bets." And in
my experience, and sounds like in your experience, a lot of the wins actually... And Facebook is famous for
this, just relentlessly looking for ways to grow, optimize, optimize, optimize because that's where a lot of
growth comes from.

(00:49:14):

At the same time, obviously you need to take some big bets and take some swings and look for step
function changes. But | guess for someone that's just like... | don't know. Is there any advice on just
creating that culture of like, "It's okay to optimize for a long time, there's a lot of opportunity
optimizing"? Is there anything you've learned there or is it just bringing in a Deb and it has to be a top
down?

AR ERIE:

RIFMPERURZTRAFTERE, ARERER: “RNIAZEMEAUCIEETE, XEWT, it
BITRGRBEE,” BEXMZRF, IFERTMNZLFBI N, REMFESL - Facebook FLUX
TRIHIE KR REFACBMRAL” MER, BARSEKELRET I,

(00:49:14):

B4, MUEFEHT-LEARE, FHMEANEL. EXTRERSRLUREENAN, REFAERNREIL
—if “KEIRABRAUN, RERESEANS” HXKE? MEXBEFETHA? ERRSIEIRXF
BIAZRETR, M EEITHERD?

(00:49:32) Deb Liu
English:

| treat growth like, let's say, a product marketing team. It is an augmentation for a product that works. So
if you have a core product that works, you have a team that's working on... So for us at Ancestry, it's like
search and hints of the core. What is the mechanics? You want people to add people to their family tree.
You want them to add stories, okay? There's teams that make sure that the uptime is good, that the hints
are working, the search delivers results.

(00:49:57):

And you need those teams, you need those core teams kind of functioning. But growth is actually
optimization on top. It is making it so that you get to the search flow faster. The hints are surfacing better,



that people are accepting them, that if we put the button here versus here, that people are going to
discover things faster. And so it's really taking the core engine and actually wrapping it around the user
interface around the experience, around the flows so that people can get to it faster, they can have more
satisfaction, they can have more impact. And that's what | see growth as. It's not the core product. It is
the cherry on top, making that product more accessible and more usable and better every single day.

FROCERIR:

HBEREER, AR, —NFmhzE. EBXN—TELEMH T mitER. MRAFE— Mo m,
EEINTE Ancestry, ZODBIERMIER (Hints)o HHIRHA? (REZEANHEEBIIARKIE, HEMITHAMK
., BLINHEMATHRRRAESITIRE. RTAVERES. BRERER.

(00:49:57):

MBEEXEZOEESEME,. EEKKFERELZ ERNMK: ILtBARER#ANETRE, LRTEREM
FI, EANNERZEZRT, IEBIRRELAUELANERARINE, FALUIEKERNZOSIE, HE
SRAFRE. ARMNREHITER, ILAFEERMA. EFE. FEEARE, XMEBREPHEK: EF
BZOFmAS, ERBLRE, UFnEBXREATFEZRA. EFA.

(00:50:37) Lenny Rachitsky
English:

Along these lines, | think it surprised people to learn. There's at least a hundred people at our Airbnb just
working on pricing, optimizing pricing recommendations. There's endless opportunity to just make all
these core components of an experience better and better and better over time. Okay. Last thing | want to
talk about, and this is completely unrelated to everything we've been talking about mostly, which is your
30, 60, 90-day plan.

(00:51:00):

So you wrote this post a while ago, just like, here's a great 30, 60, 90-day plan when you join a company.
I've heard that many people use this. It's really effective for helping someone onboard and be successful.
And | think it's mostly for execs or is this for just anyone joining a company?

FRCERIR:

IEXBE, HBRSARIRIFHEI, 7E Airbnb E0F 100 AZTIATEN, REENEINL. FEEIER
S, TEEXEZOERAHRNNZREST TR, ¥, KREHBHP—T52Z5EEFKEXNRAE!
fRE9 “30-60-90 Kitxkl” o

(00:51:00):

MAARMEI—RXE, DETHARBRN—ELER 30-60-90 Xitkl. HIMRRZAMETA, ©SXNEBH
ANRHBERINFEEEY. FER, XEBZHNSEN, E2ERTEAMARTRIA?

(00:51:16) Deb Liu
English:

It's for anyone.
FRERIE:
ERTEAA.



(00:51:17) Lenny Rachitsky
English:

Okay, anyone.

R EE:

4%, EAA.

(00:51:18) Deb Liu
English:

| created, it's actually when | joined Ancestry because | hadn't started a real new job in 11 years. And |
thought, I'm going to be a student of how to land well. So | read a bunch of things, | read and | decided |

was going to adapt all of those things into a summary and then | was going to try it real time in my blog.
(00:51:38):

So in my blog | write, "Here's what I'm going to do," and then | tell you what | did and how it worked and
some things. And then | actually do a look back as to all the mistakes | made. And so | did this live. It was
not planned quite as well as | would thought, but | put it together and | wrote the 30, 60, 90-day plan and |
have a template. | always tell people it's focused on listening and learning first and then doing. So that's
the crux of it, which is in those 90-days it's like you got to get used to the environment. You want to have
some impact at the start. You want to have a couple quick wins, but you want to understand the lay of the
land and you want to listen because you have something to contribute.

(00:52:19):

But if you don't understand the language, you don't understand the culture, you might actually make
huge mistakes. And so for the first 30 days, | did a listening tour. | talked to over 60 people in 30 days and
then | summarized a state of the union. Here's what I'm hearing, here are the challenges people feel like
we're facing. Here's what people's wishlists are. And by the way, one person sent me a wishlist of five
things and at that year, | think it took me till year two to finish his five things. And then | sent him a note. |
said, "By the way, the first time we met, these five things you wanted to see, we just finished the last one."

(00:52:50):

And he's like, "I can't believe you remember." | took extensive notes and | summarized it. | think it's
important because people want to hear that you hear them. And you don't have to be a manager or CEO
to do that. | think people on teams often feel like there's no outlet for the things that they want to say. |
encourage, especially product leaders, especially if you're joining an existing team, to listen really behind

what people are saying and then offer to help them do one thing.
(00:53:17):

So especially when you're meeting with a new engineering team for the first time, actually ask them,
what is one thing | can do to help you this week? | always say one thing, it's limited. This week, so getting
15 new headcount. Probably not going to happen. And it's like, how can | give back? And suddenly you're
building a reciprocal relationship. And so a lot of this 30, 60, 90-day plan is really to help you find your
footing and then to start having impact immediately.

FROCENIR:

BB NI RIZEMA Ancestry B, AAKESR 11 FRMEIHITIET, BB, REFIWME “FRE
i o TRERTRZZEN, RELCNELEER, HERES LR,



(00:51:38):

HREBEEST "“BIIEMHA" , AREREAMT 4. BROM. REFHELCH T B SLHFAEHEIR. &
MG ERE X M4E, RATYIEFERFIATE, BHRBERERT 30-60-90 RitxHEM T —ME
Roe HEBEIFAR, bZE “AHIAMFES, BT . EXI0XRE, (FEENIIR, RHEE—FIEMBER
A, R “BREMF” (Quickwins), BfRAFFT BRI, EANIREEEMRN.

(00:52:19):

MRIFNEXBRES XMW, RAIBERIEAREE. FTAk 30K, BT —XR “GRZiK” . F7E 30 XWAH 60
ZANMTR, RERET—H “IRKRE” | XBRHEAEH, XRAAAERNETIGHOKL, XBRAKRNEE
BE, IMER—T, BMAATE—MHEEHENREERE, RABMETHRENEA 2T TR, THREHS
ETERER: “IMERT, EINFRWEEHTIREIAE S 4E, ENMNNNZRT &E—H."

(00:52:50):

fiEhE: “BERBHREEMMEILE.” BT AENEICHHTT S48, BIANXBREE, RAANEEFRERRT
HTHIMINES, MAEESLEN CEO X AM. FAMRAFEREKEREREAEE, EEMHAR, L
HEFRWMSE, EMAMEE, ERANMIAAMTEEEENE X, AEEaeEEMI1—4S.
(00:53:17):

5B E—R MR TIZFBAR, mEM]: “XEXEBMRBH—HEEHA? " REERA “—H4F ,

XEERERN; 388 “XB” , FILL 80 15 MNR2E XMEMAKATE. XM AEIRE. A0, R
PEBYT—MEEXR. P, X MTRIBZOREIRIGIZMER, ARG ERMm,

(00:53:43) Lenny Rachitsky
English:

Say you join a company and you're like, "I'm going to do 30 days listening," and then your boss is like,
"No, we need to ship stuff. Get on it, ship this stuff." Is there any advice for trying to push back on that,
create space for listening when there's deadlines, things aren't [inaudible 00:53:56]?

AR ERIE:

RIRIRMAN—ZRAQE], fRin “FEM 30 XEAF" , BREERE: K, RNFERMGHRE. EEHF, BX
EAT” WMFXMES, MEFARNKESE, NEFAELEBANER T AMREIESIE?

(00:53:57) Deb Liu
English:

| encourage everybody to get on the same page on this 30, 60, 90-day plan with their manager. So actually
don't just keep it to yourself. Share it with as many people as you can. So | think it's very important that
everyone sees what you're trying to accomplish and what your output is going to be. Because if you don't
know the output, is success there? The second part is with your manager say, "Okay. | would like to carve
20% of my time listening and I'm happy to do this work 80% of the time." Therefore every morning from
nine to 10, | want to talk to somebody in the organization.

(00:54:28):

Just make sure you say, "I will do a better job and have more impact if | have this time to make sure that
I'm not accidentally making mistake or | don't get a chance, I'm asking something of somebody, but I've
never met them." And to really carve out space because it's really important. Once you're in it, people



give you the new person card for maybe a month or two and then suddenly it's all the problems are your

problems.
(00:54:53):

But what if you don't know what the problems are? And so | always say diagnose before you treat. So
make sure you understand so that you can help and deliver what your manager is actually expecting of
you.

AR ERIE:

HRME N AT 30-60-90 XitHISEEERHIR. FEECERAOE, RAERSHOZELFHI A, LLAR
BRAMAERMOEAANTHN~HEREE. AANRLSERBH~L, MiKKI? F_8oRREES
8. “%F, AL 20% RYBSEIRATPT, FITAEY 80% REHEE WAL, I8 XE L9 =%F 10 =,
£ IVNSIEEL PN

(00:54:28):

—EERE: “NMRBEEXERNERBERAICHREEIR, XBERADEZAILINR—TXA, KEMSE
W, EMAOBEKR” —EEFHXETE, XEFEE, —BANR—FEMNE, “BARFEERE MEART,
FrE R Z R FE = TR TRV A&,

(00:54:53):

BMNRIFERBZ T AEBARENR? FRIAFER “TiZk, FaT" o BRIREETIR, XA ERIER
FIt, HRMEFERRAVERE,

(00:55:04) Lenny Rachitsky
English:

I'm looking at your template. So just to share the bucket. So first 30 days learning focus, second 30 days is
aligning on vision for the future, and the last 30 days of the 90 days is executing, setting up, actually
starting to get stuff done. Awesome. Anything else along these lines of this?

FROCENIR:

BRETEMIER, BREIZ—TXILINE: k30 RUEIAHL; FZ 30 REMFRESER—K;
/G 30 RENIT. BEAEEFGREMR. XHE7T. XTXHEEE T AEATHIGE?

(00:55:23) Deb Liu
English:

The one thing about having a plan also is that you don't feel rushed to do something that you're not
ready for because | do think sometimes you feel like you need to have impact. | always tell people, "Do
something small, give back in some ways that people see you making." But when you actually reflect, one
of the biggest things | could do was actually reflect back to the organization, "Here's what | heard from all
of you. I'm listening, | hear this and here's what | want to do about it."

(00:55:53):

And then in aligning it's like, "Do we agree this is a set of problems we want to tackle?" And then an
execution is like, "Do we agree that this is how we want to move forward?" And | think that is such an
important part of building into a team. When you enter an organization, you're also entering a team and
you're part of a dance that's going around. What role do you play? And people are dancing around you



and if you actually make a mistake, you could trip other people up as well. So really finding your place in

the danceis really important.
R EIE:

BitXNS— AR, (RASENEREEFMST RN HRSENAMNESER/ONUZIFER 0. &K
B MRE, UEMARNEDR, LARBIMRES " ESMREEHITREN, JEBBRGEANERS
Z—mERAARRG: “XERFZMRNFFEAIRREIN. HEMA, RIFETXE, XZHRITEME”

(00:55:53):

£ R ME, BER: ‘BINEERAEXERNEMAN—RVIEEA? 7 £ ‘W17 MERUZ: “&
NESREXERERNBIHNAR? 7 HIANXIEMAFANEEEL S HMHEN—NMEER, REEHNT—
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KEHIALE, PR, EEETRIBCHUEIFEEE,

(00:56:21) Lenny Rachitsky
English:

And as a PM, the way | always think about is people won't assume they should trust you. You're just this
person that's coming in to tell them what to do and so much of your first month, two, three is building
that trust with people so that they can actually feel comfortable listening to your guidance and not just
like, "Oh my god. This person is getting in my way."

FROCERIR:

ER PM, HE—EHiAA: AMAIIERHAMEER. (RREDE
BEIRE S TEREILEME, MR CHIFMIRENES, MRS

IHREFMNZMAE AR FRLLSK—F1
1S R, XHNTEHIKEIRE” o

(00:56:40) Deb Liu
English:

And earning that trust, sometimes people really... You'd be really surprised, a lot of people feel like
they're not heard and even just coming in and listening is a trust building exercise.

FRCERIR:

RIGEE - ARRIIFTFHAN, REARFEDEZBEN, MNEESERAMMI], EEME—MEILE
EERS,

(00:56:51) Lenny Rachitsky
English:

Such a good point. As we wrap up our conversation, just a couple more questions here. So first is | want to
take us to Contrarian Corner, which is a segment on this podcast. And my question is there something
that you believe that you think most other people don't believe? Something that you think is a contrarian
perspective?

FRCERIR:

WIRIARF T AERMIEZH, EBELNREE. BERZRHRN “JEHIRMAE” (Contrarian Corner) 15, &
MiEER: BRETAEBERMEE, EXZHRAFEERN? BMERMRIFIRMR.



(00:57:10) Deb Liu
English:

| don't know if this is a contrarian perspective, but | go to speak in a lot of universities. So | speak at
Stanford and I'm going to speak at Duke. And | always tell people, especially young people, the most
important career decision you make is who you marry. And it's not something we think that much about,
especially | started dating... | met my husband when | was 18, my first weekend in college. Started dating
when | was 19. We had no idea what our life was going to be like and yet every single day like this week
we had our board meeting, | was in Utah the whole week. | come home and he's taking care of everything.

(00:57:43):

You will have a much more successful career if your home life is in balance. It's like a yin and a yang. If
something is out of balance, it engulfs the other side. Both your job and your home life. And especially,
we have three kids. Really balancing that is very hard over both of us having demanding careers. It's not
something that's contrarian, but it's something which we don't think about at all when we make that
decision. We think is this person fun to be with? Is this person somebody we see ourselves with? But my

question is what is the impact of this relationship on your career?
(00:58:14):

Is this person lifting you up or pushing you back? Is this person someone who's going to be your greatest
cheerleader or are they going to be the greatest weight on you? How do you think that that's going to
manifest itself 20 years, 30 years from now? And | think it's just something | wish we thought about more
and | encourage especially young people to think about that.

FROCENIR:

BAHEXBARIFHIRMR, EREEEZRFEH, WinEENtr. REREFRFEAN: f—EPRE
EMRRRRZBIEZFMIELIS, BITPRAKXEZEX D & 18 ¥ EXFE-TEARMINRTHLX, 19 5F
RS, HRFENTETMERKEZFSENF. BT, LLNXBRERMNAT —BAEEFS, BEIXK,
B—EITESEHHE SR

(00:57:43):

MRMHREEZLTFERS, MRV EEININEZ. ZMEHRMA. MR—HKE, MeE%5—7,
TRBILEERRE. HBRINNE=ZTE&F, ARABMESEIFNERT, FEHRIFEHRN. XHIFFE
JEHIR, ERMEHRAEREEREFZEX—R. HMNIALZENHEEER, BERE—E. BRI
B XERAMRIEREES AR Mm?

(00:58:14):

EXPTARERIR, EREHRM? XPTAZZIFERAIAHIAK, TRIREAHIE? T 20F. 30F
EXENEGEN? RREAKESDEXNRE, THRFREA.

(00:58:33) Lenny Rachitsky
English:

Such a great point. What | want now is a guide for vetting these things when you're dating. Deb's guide to
dating.

RSz ERIE:
EEEEE, RNTEE—) “WENNESIATIERE" —Deb NALIERE,



(00:58:44) Deb Liu
English:

| need to write that. Although I've only really dated him, the one person, so maybe | am like the worst
person to tell.

FRSCERIE:
RHTEIZES, POIRXEFHETRM—PMALST, FRAURITRERREARTEXMMIA (5),

(00:58:49) Lenny Rachitsky

English:

But it worked, so you're maybe the best person and now you look back.
R EE:

BLEREMINMN, FRUEIFI X, FEITFR&EREZRIRAIA.

(00:58:49) Deb Liu
English:

That's right. That's right.
R EE:

R, Ko

(00:58:53) Lenny Rachitsky
English:

And here's the questions | asked that worked. That's so funny. Okay, so before we get to our very exciting
lightning round, is there anything else that you think might be helpful to share, something you might
want to leave listeners with? Any other nuggets of wisdom or advice?

FRCERIR:

‘XERETEEYRBRE , KET. §F, EHNHSDAOHNBRRIZZE, BEFAREIZLTARE
15? TETAESREIEING?

(00:59:08) Deb Liu
English:

Well, there's one quote which | share, | thought about when you were speaking earlier, which is about
people who are resilient, which is life... This is a quote from Chuck Swindoll, he's a Christian writer | used
to read a lot and it was, "Life is 10% what happens to you and 90% how you react to it." And I just looked
him up recently and he actually published a book with that quote. He actually had that quote in a
previous book from 20 years ago.

(00:59:34):



And | just think that's so important. You don't get to choose everything that happens in your life. So much
is just, it just happens, but it's the people who choose a way forward to turn stumbling blocks and the
stepping stones. As | said, "Somebody who actually says, 'you know what? | didn't get the job that |
wanted and I'm just going to figure out another path,' those are the people who have the most successful
and satisfying careers." They're thinking when other people are zagging vice versa. And | think that there
are the ones who are the most resilient and happy in the long term.

FROCERIR:

B—AEHRENE, NAKBFMEREBERT, X2 Chuck Swindoll (FRURTEIRN—UER) WA “4E
& 10% BURTFRET ft4, 90% BURTFIRIIMINI." FJEET—T, it 20 FAIMAEBESIXAIE,

(00:59:34):

RIEXRERT . (REREREFRREN—], REEMBRET .. EREEFRANE. ARG HUAIE
HAENA, ZREELMIHIA. EMFEFR, BLER “BATKZIREMIR, BREBEER” WA, &
FRERRY. RBEENRWEE, MINEHNABARRBIZIEE, FINANMNEKBREREIIME. 8RR
BIAo

(01:00:06) Lenny Rachitsky
English:

It's such a good circle back to one of your first pieces of advice of just most successful people are people
that are resilient and don't avoid failure, but embrace it and find a way to turn that around. I think it's
such an important point. It's so hard to do. | guess just, | don't know, just to follow this thread a little bit,
is there anything that has helped you build that? Has that always been the way your mind worked? |
imagine coaching helps this, helps people with this." Is there anything just like that?

FRCERIR:

XRGFHIMENY T IRERAIBIRI . RN AZI LRI, FRBERK. RMABEAKAAREENIA. XIiF
FEE, EHIEERME, IREXTER, H&E: BHARAEMEILTYXMOSE? RREMXAEE?
BIFIRWHS (Coaching) =HFIEEE,

(01:00:29) Deb Liu
English:

Coaching is incredible for that. We joke it's work therapy, but really | think it's... For a long time | saw
failure as this catastrophic thing. | was one of those kids who's like, "You never got a B until..." Then | got
to college and | was like, "Wow, this is harder than | thought." And so | got two B's in college and I'm like,
"I'm never doing that again." But | was that kid who always got the A, who got the great scores. | just
thought that my life would end if | got a B which by the way is super unhealthy.

(01:01:00):

And looking back, | realized that work is not like that at all. And every time | got bad feedback I'm like,
"This is catastrophic." But if you look at feedback as an opportunity, then it's very different. It's like this is
a gift. | would be crushed. Every time | get a review no matter what rating | got, | would read the things
that people would say and | was like, "Oh my gosh, I'm a terrible person." And | had to really rethink that.
And | think coaching, leadership coaching has really helped me through that to say, "No, how do you
process this and how do you get to the other side?"



(01:01:33):

And that has been so transformative for me is to have that outlet to actually talk through. No, no, no.
What they're saying is not that you're a bad product person, it's that you need to do a better job
communicating or connecting. And | really struggled with that. | was very transactional. | was not a
connector. | was not warm. | really struggled with relationships. And a lot of the feedback I received for
many years is this relationship issue. And it took me a long time to realize that people aren't saying this
because I'm a bad person or that they hate me, but because they want to connect.

(01:02:03):

I was actually making it hard. And | think sometimes we take things so personally that it becomes kind of
this thing. It is your white whale. It's like the thing you're chasing, but then what if you say, "You know
what, | don't need to do that. | don't need to chase that. Instead | need to figure out what's behind the
feedback and what are they trying to say?" And then actually change yourself over a long period of time

towards that.

RS ERIE:

BERLIERER. BHNAmXHER “‘RiIZ0ERT - EREK—EBNEE, HIBXVEESREMEN, &
EBHMNEIRRET BHEZF, BEIETKE, AW “E, XLEBEROEZT” . BEAXAEETHEN
B, YA “BWBHAEXET . BIBTEA, E59. RUNREEENB AEMRT, XELIFEFRRE
B,

(01:01:00):

EidkE, HREIRITEREAEIEN, Ueisratmkin, REESFERINZ K, BNRFBRIGE
BN, BRMTEARET. Eo—@il¥. UsiTIGHIFRMNMA, REFINFANATITY, FE=HEHE
W, WF ‘KB, HERNEINN . BOANMEFHEAX—R. MSNHESEBREL THX, HFAOAIEX
LERBHER S —iR.

(01:01:33):

EXMHRTENFRRZERMEN, EATHR—THOEEAR: X, X, K, IR RFEFmEFIRE, MER
MEEEARBNBUKRSEMSES. BURMEXAEREL, HMEFEE “F5M” (Transactional), &
BRMAR, WABRE. ZERFREINREZRIFBIERAGRKXRRB. HETRAZEIRE, AXARF
EEARARLEMIIRE, MEEAMWIIRZIIERR.

(01:02:03):

HIERHIBEBEFHET . ERRIEEBEEFKE, UEFERTIRR “BE” (White Whale, ). B
RIFW: “BAFTEEZPD, HFEFBRREERNSX, MNZIREREFA? 7 ARKEAT M
THC.

(01:02:26) Lenny Rachitsky
English:

I had similar challenges where | had this pretty real imposter syndrome for a while when | started doing
well. And a coach was the key for me to help me get over that and see that if | made a mistake. Things
wouldn't crumble. And that it's very normal to make mistakes. Nobody will-

AR ERIE:

HEI XM, SRARRALEHN, RERTEN “BERMBELESIE” (Imposter Syndrome) . #ékE
BRERX—[EIXRE, LRAREILETHE, REFAIF TR, LHEEREEN. ‘RAZ-



(01:02:43) Deb Liu
English:

And by the way, | think perfectionism is a curse we place on ourselves. And it's a very dangerous thing,
particularly for product leaders because product managers, you know things are going to go wrong.
That's literally part of your job. And yet when we have perfectionism, it is a lack of trust in our ability to
bounce back and our ability to actually adapt. But the more adaptable you are, the less you have to be
perfect every single time.

AR ERIE:

IRER—T, FIANTEEXZRNEMLBECHIAR. XIFERK, CHENTRASEMS. BAEN
PM, {RAIEEREESHE, XASMELIFN—EID. SRNBATEEXE, HLERZME S RIHEE
MIENAENBEE. frEEENEN, MEAFEEREIBERTE,

(01:03:09) Lenny Rachitsky
English:

Just to leave people with a tactical piece of advice, say they are like, "Oh man, | need a coach," do you
have any advice for how to find a coach? How to explore that route?

AR ERIE:

LIAR—DRIREW: MRBEARET "KW, RJFE—THE , MUNAIHEE. QEFEEFTARN
ng?

(01:03:17) Deb Liu
English:

So | actually wrote an article, because one of the things | struggle with coaching is very expensive often,
and not every company provides it. My husband actually works at a coaching company called Sounding
Board to make it more accessible. But one of the things | encourage people to do is there are other ways
to get coaches. I'm in a lean-in group and we are just like, we support each other. I'm in a coaching circle
in YPO, so that's a group of CEOs. And I'm in a number of these coaching circles, which give you an
opportunity to learn from each other and to get pure coaching. And | think that's a great place to start,
especially early in your career when you're seeing the same people making the same mistakes.

(01:03:54):

I think as you get more senior, having an individual coach helps because the situations are so much more
unique. But | do think that having that outlet, having a place to say, "Hey, is it me or is this situation not
right? And how should | think through this?" That's so incredibly important.

FROCENIR:

HEI—RXE, BHEN—TMHREEERE, MEFTRSRAFEMEM. HLKE—KM Sounding Board
IS ABLIE, HATFULHESEENR, ERZMARIHAEMS RN, HBMT —1 Lean-in N\H, AXKEHE
%8, REEMT YPO (FEEHNE) N— 1M HSBEF. XEBFILRENSERES, #ITRAHHS
(Peer coaching) s HRE/BXB—MREFMER, LHRIRWEERH, MERKRAKEEILRFNHEIR.

(01:03:54):



BEERIRUBVRT, —W—HNHASEGREY, ANBRASEEERE. ERIUANEE—IHO, — P a LR
IR, BRHAEEZIMERN? FXEAR? 7 By, BIFEEEN.

(01:04:10) Lenny Rachitsky
English:

I'm listening to this book, or reading a book called Listen right now that a previous guest recommended.
It's a parenting book and it's about just the power of listening and how much that solves many problems
with your challenges or with your child. When your child is having a problem just listening to them.

There's a lot of power. This came from a coach that was on the podcast recently. [inaudible 01:04:31]
FRERIE:

HEEE (F%) —a&n (#r) (Listen) BB, BZAIN—IZREEFN. XB—FF/LH, HHOZMA
BWHE, UNeA#REZFEIENITSHE. SEFBEIREN, XNEHAMEEANIE, XE2&RIEE
T REER— BRI ER,

(01:04:30) Deb Liu

English:

Sounds great. I'll definitely, I'll read it or listen to it.
FREiE:

ITEERATE, H—ESEIRIERIITA.

(01:04:34) Lenny Rachitsky
English:

| know it's weird. I'm like reading, it's called Listen. He's like, "This is the only parenting book you need
really. It solves all the problems that we deal with." So anyway, that was an awesome final nugget that
I'm glad we got there. With that though, we've reached our very exciting lightning round. Are you ready?

FROCENIR:

BAEXRES, HEFE—FY () 896, thii: “XBME—FENS/LH, SRR EIRNFE
A" B2, XB—TRENSERE. NE, KNHFNFBAOHNBRRZ, E&F T2

(01:04:52) Deb Liu
English:

Let's do it.

FRCERIE:

FHIAE,

(01:04:53) Lenny Rachitsky

English:



Let's do it. First question, what are two or three books that you've most recommended to other people?
FRERIE:
o MR R ABERZHNR=FBEMTA?

(01:04:59) Deb Liu
English:

So | love the book from Professor Jeffrey Pfeffer. | speak in his class now that | read it way before that, it's
called Power: Who Has It and Why. | love the book. He actually has the more practical one, 7 Rules of
Power, which came out more recently. And so it's a book that reminds us that power is not accidental,
that people often get it for different reasons and how you should think about the playing field.

(01:05:23):

Another book is The Conversation, Dr. Livingston wrote that about race in America, and | just love that it's
a very honest assessment of race in America. It's hard to have that conversation and | love that he uses a
lot of facts and encourages people to open up and have conversations around it. And then the last one |
would say is, well, Susan Cain's Quiet. | adore the book because | do have introverted kids. | myself am
introverted and just to read the power of introverts as a reminder that we do have amazing people who
don't communicate the same way.

(01:05:59):

| love that it's a tribute to the success of those. Even if our workplace is not adapted to it, | do think we
need to adapt to it so that we can bring the best in everybody. But her book is a reminder that there's so

much power even in silence.
R EE:

HAFEEIW Jeffrey Pleffer HIRM T, HMAEEMIVRLEMH. BABN (. ATABLEAE, BEA
%8) (Power: Who Has Itand Why) . fiSmiEH T —AESLAR (KOEY 7 ZFMND. XAFIEERKA], X
HHIABA, AMPRERNNRRER, (RRIZNAERZRGX =R,

(01:05:23):

$—7x2 Livingston 15 (33iE) (The Conversation) , XFEEMMIENE, HRERE XN MiKEEIES
AT, XEIEREHIT, BM5IATARKEEE, BEMANMAORETITE. KRE—XEHH - 212
B (L8 RIFBEXAS, AARNZFEAR, BECHRERAR. TRERK], BLDBESXFAENIAR
HiEEHE,

(01:05:59):

XAEPZNABERNNEE. BMERGHERRTEENARE, HMEFEERENE, XFSDABFR
Ko MWEIBRER(], AP HESEERNIE,

(01:06:13) Lenny Rachitsky
English:

The first book you mentioned Jeffrey Pfeffer, he's been on the podcast. | think he may have mentioned

you in our conversation or-

AR ERIE:



fRIZEIRY Jeffrey Peffer Rt E I BAIBIER . BRMAENIEPAIGERENIIR, HE----

(01:06:17) Deb Liu
English:
| love Professor Pfeffer.
R EE:
BAFEWE Pfeffer %o

(01:06:19) Lenny Rachitsky
English:

That was a fun conversation because | came into it very nervous for what his advice would be and then

came up with it being like, "This is great. This is-"
FREiE:
FBRBEREE, RAFBEIRREK, FTHEMSILEEAARN, BWTERRE “KET” .

(01:06:28) Deb Liu
English:

He is very wise,

FRCERIR:
tIFEEEZ.

(01:06:29) Lenny Rachitsky
English:

He's very wise and just very, "I don't care what you think, I'm just going to tell you the reality of the
world." Oh man. Okay. Next question. Do you have a favorite recent movie or TV show that you've really

enjoyed?
R EIE:

tREE, MAFEER: “BAEFMELE, BRAREFFEHFNER" XM &7, T—Na&: F&E
BRERIESWA BRI ELE?

(01:06:41) Deb Liu
English:

Okay. | know this is a fandom thing, but | love Fallout. So | played the game Fallout 4 last year, and then
the show came out and it was amazing. And | know that video game movie annotations tend to be
terrible, but it was so great and having played the game it was even better. Is that super nerdy?

AR ERIE:



HAEXARMLE, BREBE (1851) (Fallout)e HEFINT (1B 4), EREIELEKT, HEXHET. &
B RRIERRIE, EXHMENREE, TuIFEEERRER, XITEREFERE?

(01:07:06) Lenny Rachitsky
English:

No, | watched Fallout. | don't know anything about the game, but the show itself was really fun. Just | had
no idea what | was even getting into. So no. Acceptable nerdy level. | don't know if you can get too nerdy
on this show. Next question, do you have a favorite product you recently discovered that you just really
like?

AR ERIE:

T, BBET (BH). HMER—ETE, EREXFRER, RIWT2FTMEESEET4. FIUSR, X
BFEERN ‘€ B, AXTMTHEE, E4AZHAID. T—NIE: RRIHE KA LA LEIERF

]
IIIEI?

(01:07:26) Deb Liu
English:

Well, so actually what's really interesting is | never got into Twitter. | just couldn't figure it out. Recently |
really got into Threads and | didn't think | would. | was like, "Well, just post some stuff on it," but really |
just love... | could never figure out Twitter. You follow the wrong person and the whole thing, it's terrible.
If somebody is posting too much or too little, but there's something about the Threads algorithm that's
really worked. The first few months wasn't quite there, but | just feel like it's spot on and now | see the
magic of it.

FROCENIR:

BBNE, HMKRELEDE Twitter, —ERFIEE, BRIAFHX LT Threads, XHFHHITR. HAHKE
‘BBELARFRAE , BERENRER. BUAIGAE Twitter, XFHE—M AR Feed #ER T, BT Threads
£, BZRENREN. XL TMAKRKRERD, BERERRESEIFERE, ZEITENE.

(01:07:59) Lenny Rachitsky
English:

That's so interesting. I've seen some stats that it's bigger than X now slash Twitter and | wonder if that's
true. | got to look that up, but I've seen more activity on Threads. So maybe | need to go back there. |
spent some time around-

FROCENIR:

BEE, REI—LHBEHENENAEELEBIE T X (& Twitter), FHMEEFEEN, REEE, BHE
Threads EHSLER TESERE, BIFHKZLEET,

(01:08:10) Deb Liu

English:



Cheering from the sidelines that it's successful because | use it a lot now. And | guess | had never had a
place for realtime news and it's not exactly meant to be newsy, but maybe it's just who | follow, but I love
just seeing like, "Here's five headlines you probably missed." And | was like, "Oh." I know they're trying to
downplay politics, but I just love that it feels like you get a glimpse of what's going on in the world in five
minutes."

FROCERIR:

BREZANENRIIRITE, RARAERERS. RURMSE—TRIKLEHTENMS, RBAERTEEME
A, BRgEAARXENA, REREIEM “MRIEEIHNAENKE XMRE. FRABEMIITEXLE
515) {Eﬁgy’XgB*q: rﬁﬁ%q:mlngﬁﬁﬁblu\ﬁunuo

(01:08:35) Lenny Rachitsky
English:

Okay. Two more questions. Do you have a favorite life motto that you often think about, come back to,
share with friends or family find useful in work or in life?

FRCERIR:
%, mERNEE. MEREAANERSEEERE. #NE4S¥R, BAEIREEDIFEER?

(01:08:42) Deb Liu
English:

Ooh, that's a good question. Well, actually, | would say that it's very similar to the Chuck Swindoll one
about life. So we can use that.

FRSCERIF:
B, fFimE, HSL, RAARMFNIAIZRE Chuck Swindoll 2 F4EHBAEE. HRITFAIIE,

(01:08:52) Lenny Rachitsky
English:

Great. That's what | imagined because you shared that one early on. And | imagine that was going to be
your answer. Final question, you started Facebook Marketplace, you built it. Now, it has a billion users,
more than that. What's the most interesting thing that you have bought or sold on Facebook
Marketplace?

AR ERIE:

X§F7T . BIRBERD, ANRZAEINETD, me—Nal@: REIEHEILT Facebook Marketplace, IEE
Bl 1012AF. FMELEEZIHELSEBNRARMTA?

(01:09:07) Deb Liu
English:

The best thing | ever sold on there was | sold my minivan on it and in four days. | made my husband do it
because | wanted him to test the product. We were selling our minivan and I'm like, "Just try Facebook



Marketplace." He's like, "I don't know about this." And he's like, "There's too many people contacting me.
| needed it to stop." So it worked really well for us. | think | have bought so many things on there. It's
actually sort of embarrassing.

(01:09:30):

Recently, my daughter wanted the same desk as | had for her new room and they no longer sell it at
Costco. And | found it for half the price from a woman who was moving and she's like, "Here," and | love
it. So | bought probably way too many things on Facebook Marketplace actually. But it's a great thing. |
actually use it as a great rental for kid stuff because you buy a kid's bike and then when they outgrow it,
you sell it back.

(01:09:56):

And the rental fee is almost free and | don't have the store all of it. So | love every part of it. | still am an
admin user and | send a lot of feedback back to that team still.

FROCENIR:

HEIRFNFABRRNEEE (Minivan), TXMEE T, FiLFLKESE, BABRLMUK—T5m,
Fit:  “fid Marketplace PB,” fI—FFRIRINTR, ERMN: “BRRFBIAKRZT, RIETR! 7 FIUHRIE
Bifo RELAXIXRZHRAT, REREFFEER.

(01:09:30):

B, ) RBE—KMBE—E—FRIBRBOAIAIHEE, {8 Costco BEFET . HELEZLET —1MER
KWL L, FMMEET. FENRERE. ZEALBELAF—M JIEARBERERS" | —WEE, &F
KK T HEE,

(01:09:56):

Xt ME" LFAE, BREFBEIERE. REENES 180, RUERAZRERF, FELBAH
MEIPAK [ 5o

(01:10:06) Lenny Rachitsky
English:

That's amazing. Deb, this was amazing. I'm so happy we made time for this. Thank you so much for
coming on. Two final questions. Where can folks find you if they want to reach out, maybe read about
stuff you're doing? Where's your Substack and anything else people can check out?

AR ERIE:

KiET . Deb, XRIKIEKER T, REHIATeEMLIEIIN, FERBEMIEIR, REMNEE: NRX
SRR R IR E IR E, "ITEMRERIREIIR? fRAY Substack #fIERHA? EB AR LIKERN?

(01:10:18) Deb Liu
English:

Yeah, so debliu.substack if you want to look. | post probably about once a week. I'm on LinkedIn, I'm on
Threads, so please do find me.

FRSCERIF:
89, |ILLfIR] debliu.substack.com. HAAFRE A —F. FEMIE LinkedIn 1 Threads L, IlxiF,



(01:10:27) Lenny Rachitsky

English:

And then the actual final question, how can listeners be useful to you?
R B

HIEMSRE—MEE: IRARITIEENIRMEAA?

(01:10:33) Deb Liu
English:

Well, | would just love to hear what you heard from today that resonated with you and what you're going
to do withiit.

FRCERIR:
FAEERIAIAS RBVINERHLERRS R T REVHS, DI RTE I ETE,

(01:10:37) Lenny Rachitsky

English:

And how would they share that LinkedIn or at Threads?
R EE:

I IRZEME D E? LinkedIn if2 Threads?

(01:10:41) Deb Liu

English:

I'm happy to read your comments or send it if you want to-
FRCERIE:

FREREFEIRIRMIATE, HEMRITUERERSEK

(01:10:41) Lenny Rachitsky
English:

There we go.

R EE:

N e =)
/ch—’.lﬂﬁo

(01:10:43) Deb Liu

English:



... send it to me. If you've actually subscribed to my Substack, you can just reply to the first email and
then I get it.

RS ERIE:
------ RARK, NBIRITIAT HKEY Substack, (REILIEIZLCISHRY, HKitaeEE,

(01:10:48) Lenny Rachitsky
English:

Awesome. But the easy way, as you said, are replying to YouTube comments. There we go. Get people to
YouTube, click that subscribe button. Deb, thank you so much for being here and thank you.

FROCERIR:
AHET . HSARERNGEAZEIE YouTube iFig, AKIRE YouTube RiEiTiH& . Deb, IFHERBHREER,

(01:10:59) Deb Liu

English:

Thank you so much, Lenny. It's great.
FRCEIE:

EEXE, Lenny, 1RMAIR,

(01:11:00) Lenny Rachitsky
English:

Bye, everyone. Thank you so much for listening. If you found this valuable, you can subscribe to the show
on Apple Podcasts, Spotify, or your favorite podcast app. Also, please consider giving us a rating or
leaving a review as that really helps other listeners find the podcast. You can find all past episodes or
learn more about the show at lennyspodcast.com. See you in the next episode.

AR ERIE:

B, &, FERHOF. MRS EATEENE, FILE Apple Podcasts. Spotify SR ERAIER R
AHRiTHE. B, BEBRABINMNTIHIE TITIL, XERKMETEEMARLMXNMER. RAUE
lennyspodcast.com X EIFIEFIATNER TRESZER. THTER.



