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[00:00:00] Ebi Atawodi
English:

I do not believe in being liked. | believe in being loved, right? And that's a very, very different thing. When |
said this once in a meeting, people were like... Yes, right? But it took me a while in reading a lot of books
to come to a definition of love and love is the choice to extend yourself for the spiritual growth of oneself
or another, right? It's very big, lofty and whatever, but you're literally extending yourself for somebody
else or yourself, self-love, right? And that's love. And when you are extending yourself, you're not nice. It's
not always nice or like, it sometimes is having hard conversations. It's knowing that, oh, there's a human,
they know | care about them. So when the feedback is coming like raw, they know that it's in their best
interest because I've shown enough times that | genuinely care about the person behind the role.
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[00:01:00] Lenny
English:

Today my guest is Ebi Atawodi. Ebi is director of product management at YouTube overseeing the creator
experience. Previously, she was director of product management at Netflix and head of product for Uber
Wallet, checkout, pay, and financial Products at Uber. Ebi shares the most tactical advice I've ever heard
on how to develop a vision for your product, along with a bunch of very concrete ways to communicate
your vision to your teammates and to executives. We also dig into the craft of product management and
how to get better at it. Along with what Ebi's learned about creating a strong product culture on your
team and across the company.
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[00:04:36] Lenny
English:

| want to start by talking about vision. Every product manager I've ever worked with and managed vision
has always been this development area for every single one. It's always this like, "You need to get better
at crafting a vision, telling your story." It's also this very powerful tool. The product managers have to
align teams to be more successful in the products they're building. And you have a really neat way of
thinking about a framework for developing a vision and then telling the story. What are elements of a
good vision for a product or even a company?
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[00:05:22] Ebi Atawodi
English:

I think the first piece is that you absolutely need to have one, to start by saying that. Regardless of what
level you are in the company. So people say, "Oh, I'm just a junior PM." Whatever level, there is some
micro macro vision that you need to have. Because essentially if you got on a plane and the pilot was like,
"I don't really know where we're going, but I'm a really good pilot. The company needs to fly 400 flights
this year. So I'm trying to make that happen, but trust me, we'll get there. There might be turbulence, I'm
not sure." You probably would be thinking twice about staying on that flight, right? What happens is you
get on there, it's like, "Our destination is Miami." Maybe I'm dreaming of beaches, "And it's going to be 24
degrees when we get there." And he always paints or she paints this image of the destination.
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[00:06:13] Ebi Atawodi (Continued)
English:

And that's the vision not to be confused with the mission, which is we want to fly people where they're
going safe. That's not... It's like a picture. So that's the start. | want to just delineate between vision and
everything else that people think vision is. So really | think there are a couple of key elements. The first
one is it needs to be lofty. So it needs to be something that feels... It almost scares you in an exciting way,
right? Like, oh, my God, this is something | can get up every morning. And if we did that, goddamn. But at
the same time, it needs to be realistic and attainable, so it cannot feel so pie in the sky that it feels so out
of reach, right?

FROCERIR:
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[00:07:05] Ebi Atawodi (Continued)
English:

And then | think the key thing is it needs to kind of be in a vacuum from the limitations of today because
the whole point of going to the future and saying, [inaudible] time traveled five years out is to say, "Okay,
I've come back to tell you what we need to fix in order to get there. Or I've come back to tell you what we
need to put in place now so that we will get there, right?" And so you have this kind of three components
and if those come together and they are grounded of course, in a problem that people are excited about,
you've got your vision.
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[00:07:57] Ebi Atawodi (Summary of Elements)
English:

So four things. So it has to be lofty, it has to be realistic, it has to be devoid of any tech or limitations of
today, and it has to be grounded in a very clear and potent problem. User problem.

FRZERIE:
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[00:08:20] Ebi Atawodi (Uber Example)
English:

What | particularly love, so a lot of my product thinking and my product chops and craft, | really owe to
Uber. ... Mission: push a button, get a ride, transportation as reliable as running water. ... The vision was a
world where you get to this continuous trip so that you do not need parking. Because cities, 25% of the
average city is parking spaces. ... Just imagine if you could free up all of those spaces for all kinds of
things, right? Homes, restaurants, you name it. ... That was the vision. You could kind of see it, right?
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[00:11:53] Ebi Atawodi (Vision vs. Mission Analogy)
English:

I'll use it an analogy. Let's say we want to go hike. We want to go up to Mount Everest. The vision would
be once we're up there, me describing the picture of what we're going to see, we're going to get there,
we'll be above the clouds, probably out of breath. That's the vision. It's like | fast-forward into the future, |
hold time and I'm in that place and I'm describing the picture, right? And then the mission is the purpose
of why we're doing that. We're going to do this to demonstrate that we're able to do it and making sure

that we both get there together.
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[00:15:07] Ebi Atawodi (Storytelling Framework)

English:

So | have a very simplistic framework. ... One of the very simplistic tools that I've used... It's "Once upon a
time," write the problem and then write something, and then "one day something happened." And as a
result, the state of the world where we're trying to be. It's very simplistic, but in its simplicity of the magic
because you are like, "I'm a PM, I'm trying to solve problems." Once upon a time, where were we? Right?
It's like what is the thing that we're trying to solve?
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[00:17:54] Ebi Atawodi (The TechCrunch Article Method)
English:

One | like to do, and | know that Amazon does this a lot, but as | write... | write an article. I'll write in the
headline because if the vision has come to pass, right? And it's gone well, someone's going to be writing
hopefully some sexy headline about the thing that you've built. So | go to the future and | write the
headline | would see. And | write the subtitle... I'll [mock] it into the page of TechCrunch or something just
so it looks realistic. And I'll put that in the deck just to kind of like, this is where we want to be.
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