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(00:00:00) Ethan Evans
English:

People think invention takes all this time, but you only need two hours once a month. The thing is, once
you have one good idea, it often takes years to express that. So you had the idea to have a newsletter. |
know some of the history of your newsletter. You've been working on the expression of that idea for years
now. Jeff and Amazon had ideas like, "Let's have Prime shipping." Prime is still getting better and still
being worked on. It's a 20 some year old idea. The Kindle, a decades old idea now still getting better. The
point here is you don't need very many good ideas to be seen as tremendously inventive.

FROCERIR:

MPBANRAFBHREZARENE, BLFLEMETNERFER NN, WEETTF, —BEME—ITMHFEE, 8%
FEHRFNEIEEI (FRX) B LLIMRBTHEFIR (newsletter) BVRE, KT LR BFIREIFD
B, MEZKETHRENEEREXMENZ2N. AKX (NEH) MISHEET “LHIE Prime R2” #Y
BE. Prime ESNERRFEY, MEFHTESR, MXELE—MEET 20 ZFEMRET . Kindle tBE—1
NUHFRIBERE, MERATHS, XENERR, MIFERSEFER, MERANRALIEN.

(00:00:38) Lenny
English:

Today my guest is Ethan Evans. Ethan is a former vice president at Amazon, executive coach, and course
creator focused on helping leaders grow into executives. Ethan spent 15 years at Amazon, helped invent
and run Prime Video, the Amazon Appstore, Prime Gaming, and Twitch Commerce, which alone is a
billion-dollar business for Amazon. He led global teams of over 800, helped draft one of Amazon's 14 core
leadership principles, holds over 70 patents, and currently spends his time executive coaching and
running courses to help people advance in their career, build leadership skills, and succeed in senior

roles.

In our conversation, Ethan shares an amazing story of when he failed on an important project for Jeff
Bezos and what he learned from that experience. We spent some time on something called The Magic



Loop, which is a very simple idea that | guarantee will help you get promoted and advance in your career.
We also get into a bunch of other career advice, primarily for senior ICs (Individual Contributors), any
managers. We get into advice for standing out in interviews, plus some of Amazon's most important and
impactful leadership principles and much more. | learned a lot from Ethan and I'm excited to bring you
this episode. With that, | bring you Ethan Evans after a short word from our sponsors.

FROCERIR:

SRIEERE Ethan Evans, Ethan BETSHEIEE, NER—RBeERGHMRE0NES, BOTEMTSE
EKABE. Ethan SR ITET 15F, S5KBHIBZET Prime Video. WESHNMABE. Prime
Gaming L& Twitch &35 (Twitch Commerce) , (NEEMBLSHN—IH{ZETRIL S, MEAFED
800 ARYLIKEIIA, Z5RE TSR 14 ZZOMSTENZ—, B 70 ZMEH, Bal, e IFITFEEH
SGRRIEHT, BMAMEARLLEE. BIASKEHESKIRA LSRRI,

FERNBXIER, Ethan RET —MUERX « THEHN—1MEEmHE FRBMBIRARSE, URMMABRER
RN, FMDEEEITIE T BN “#&EIF” (The Magic Loop) , X2— M EREEREMNEE, HF
IEEREEBMRIRIGE A H AW A E, BITERIN T —RYEMERWEN, FEHHNRRDAREHE (C)
MBREZE, BIBHETUREERRPRAMEEN, URTSHh—LEEEBRARXMONTASNENSE
%, EM Ethan B EFRTRSZ, REXEAARTERX—&K, ZRNENENEENRE, RI1EEH
Ethan Evans,

(00:01:50) Lenny (Sponsor: Sidebar)
English:

Let me tell you about our product called Sidebar. The best way to level up your career is to surround
yourself with extraordinary peers. This gives you more than a leg up. It gives you a leap forward. This
worked really well for me in my career and this is the Sidebar ethos. When you have a trusted group of
peers, you can discuss challenges you're having, get career advice, and just gut check how you're
thinking about your work, your career, and your life. This was a big trajectory changer for me, but it's hard
to build this trusted group of peers.

Sidebar is a private, highly vetted leadership program, where senior leaders are matched with peer
groups to lean on for unbiased opinions, diverse perspectives, and raw feedback. Guided by world-class
programming and facilitation, Sidebar enables you to get focused tactical feedback at every step of your
career journey. If you're a listener of this podcast, you're already committed to growth. Sidebar is the
missing piece that catalyze your career. 93% of members a sidebar helped them achieve a significant
positive change in their career. Why spend a decade finding your people when you can meet them at
Sidebar today? Join thousands of top senior leaders who have taken the first step to career growth from

companies like Microsoft, Amazon, and Meta, by visiting sidebar.com/lenny. That's sidebar.com/lenny.
FhCERIE:

I FKRIRTA—FREZ A Sidebar B~ G, RARWEENRESAMZBILECES TRHFHEITZH. XFX
RELR IR ESE), FEREILMMSEMBEERA LR, XTERNRUEERFEEEN, M2 Sidebar WIZLER, R
RE—BEREHNETH, MRELOHCBEIBNA, REERWEY, HMNMYIE. FLMEFNEBEHT
BHHtE (gutcheck)o XMIRRNZEARNMNTAREE, BRILXFE—IEEHRITEARME,

Sidebar B—MMAZR. EIFREZIATHIE, HARNFEIRLEZEITNED, KELHELHZEL.
ZrRMANRENRR, EHERRRIENSISHIES T, Sidebar iL{RERW A ENEG— P EERF L TV
AR, MRIMBAT BRI, HBBIRELB NI FTAK, Sidebar IEREMIRERL A ERIABIRERK H B
93% By 51ZR7 Sidebar ZEBNUAITEER N EEF LI T BERIRIRE W, BIAS RFLEETE Sidebar BEIEEE



BHA, AHABERTENEIZIFHIE? 347 sidebar.com/lenny, MARTF EAFRBEMER. T5HF Meta F
REIMTNMRABRNGE, BHIRWVEEKHNE—D,

(00:03:12) Lenny (Sponsor: Sprig)
English:

Let me tell you about a product called Sprig. Next gen Product teams like Figma and Notion rely on Sprig
to build products that people love. Sprig is an Al powered platform that enables you to collect relevant
product experience insights from the right users so you can make product decisions quickly and

confidently.

Here's how it works. It all starts with Sprig's precise targeting, which allows you to trigger in-app studies
based on users' characteristics and actions taken in product. Then Sprig's Al is layered on top of all
studies to instantly surface your product's biggest learnings. Sprig's surveys enables you to target specific
users to get relevant and timely feedback. Sprig replays enables you to capture targeted session clips to
see your product experience firsthand. Sprig's Al is a game changer for product teams. They're the only
platform with product level Al, meaning it analyzes data across all of your studies to centralize the most
important product opportunities, trends, and correlations in one real-time feed. Visit sprig.com/lenny to
learn more and get 10% off. That's sprig.com/lenny.

AR ERIE:

I FEERNB—REH Sprig 97 . 1§ Figma 0 Notion X T —R = REIBAERKEE Sprig RITEAIEE
B mme Sprig @— 1 Al RENBVTF &, iLIREEMIEMBIERERERER XN~ mAITREE, AMREEBERE
MO = R R

ERNITERIEMT: —YI5F Sprig EEENL, EAFMRIRIER P RS EMTES @79 % N B R H
R ARG, Sprig Al KENNEFMEMRRZ L, LINERNHFFRPREENF SR, Sprig WIAEINEEILIREE
X RE A P IRENVIE X B BRI 53, Sprig BUEITAZNEE (replays) iLfREEMIRISEMIRIER R, FERME
mik3i. Sprig BY Al 2/ mEIABIMNAZEE, MI2H—AE~mEK A NTE, XEWRE CREIIRFIAH
RPHHE, FREENTmila. BENBXMEPE—DEREREUAR. 7710 sprig.com/lenny TH##EZ
FIR1Z 10% K90,

(00:04:26) Lenny

English:

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

Ethan, IFEREHREERIIXE, VPURBAER,

(00:04:30) Ethan Evans
English:

Lenny, thank you a ton for having me. I'm super excited to talk about some of the things we have teed up
today and to help people.

RS ERIF:
Lenny, IEERBHRANEIE, RIFEMEEITERINNSRESHXLEZH, HAELBEELBEIAR,



(00:04:37) Lenny
English:

The first thing | thought we could chat about is The Magic Loop. So you wrote this guest post from my
newsletter sometime earlier this year. It is, | don't know if you know this, but it's currently the sixth most
popular post of all time on my newsletter across 300 plus posts. Did you expect this advice to resonate
the way that it did, and why do you think it resonated as much as it did?

FRCERIR:

BEPNE—HERE “WHFEF (The Magic Loop), fRESFRLENEARNBFREI—REEXE, &K
FREMRZEANE, B 300 ZRXEF, EARRREFROLELHRENRZNDNE, (RIFHEIXLE
BINZSIEEMEABHEIST? RANEATARTFEXAKRBFMN?

(00:04:59) Ethan Evans
English:

So the competitive part of me really wants to analyze spots one to five and figure out, do they have an
unfair advantage that they had more time? But | was very hopeful that the advice would resonate that
way, because | put a lot of work into simplifying it and making it really easy to understand and follow. So
I'm very pleased it has, but | was hopeful it would do so well.

FRCERIR:

R —EENRESN—THES 125 5 RXE, BECRFARRNAFHEERMS T EH,
BRUNHLIFEREXERINGES LG, HARRTREBHEEHE, FHERFIFE S TEENRIT
FRUFHREHEHET, BRHLEFTTEE,

(00:05:24) Lenny
English:

Well, | will say sometimes they keep growing, so this isn't necessarily the terminal point for the post.

AR ENIE:
A8, ARMRNENRESFLEK, FIUXFA—ERXRXENE S,

(00:05:28) Ethan Evans
English:

The final position. Yeah.

R EE:

REHR, 28

(00:05:30) Lenny

English:



Okay. So for people that haven't read this post, or maybe for folks that have and maybe could use a
refresher, let's spend a little time here. Could you just briefly describe this idea of The Magic Loop that
you wrote about?

AR ERIE:

o WFBLEERRIXRNENA, HEFIEFEEINA, ILRMNEXBEEREE, REEEERE—T
RERX “HEES BBg?

(00:05:40) Ethan Evans
English:

Yeah, absolutely. So The Magic Loop is how to grow your career in almost any circumstance, even with a
somewhat difficult manager. It does assume that you're working in some environment, normally as an

entrepreneur or with a boss. But the basic idea of The Magic Loop is five steps and they're very easy.

The first one is you have to be doing your current job well. It's not possible to really grow your career if
you're not considered at least performing at a solid level. Now, it doesn't mean you have to be the star on
the team at this point, but what you can't have is your boss wishing that you were different. Like, "Ethan's
not very good." So you have to talk to your manager and find out how you're doing and address any
problems. So step one is do your job well.

Then step two is ask your boss how you can help. Speaking as a manager, and I've talked to hundreds of
managers, very few people go and ask their manager, "What can | do to help you? What do you need?"
And so just asking sets you apart, and it begins to build a relationship that we're on the same team, that

I'm here as a part of your organization to make you successful, not just myself.

Step three is whatever they say, do it. So you dig a big hole. If you say, "What could | do to help you?" And
they say, "Well, we really need someone to take out the tray sheets day," and you're like, "Oh, | didn't
mean that. | wanted exciting work. | don't want to do sort of this maintenance work or whatever." So do
what they ask, help out even if it's not your favorite work.

Once you've done that though, and maybe you do that a couple times, the fourth step is where the magic
comes in. You go back to your manager and say, "Hey, I'm really enjoying working with you. I'm
wondering is there some way | could help you that would also help me reach my goal?" And whether that
goal is to change roles or get a raise or get a promotion, you say, "My goal is I'd really like to learn this new
skill. Is there something you need that would also help me learn this new skill?" And the reason this
works is managers help those who help them. It's just human nature. We all do that. Generally, they're
very open to meeting you halfway and saying, "Sure, | need this. We can rearrange it. We can find a way to
meet your goals over time." Now for step four to work, you do have to know what is your goal, so you
have to be clear on what it is you want. Well, that part's up to you.

And then step five is the easiest step of all. It's just repeat. So like lather, rinse, repeat with your shampoo.
Step five is once you're working with your manager towards your goal and discussing where you're going,

and you're helping each other, the magic of the loop is just go around and around.
R EIE:

KA. “HERH BEENFEABERTOALXRMONERNEE, BEEE—TERERNEE, eRig
REEMITEFRF, BEREANRTIHEE, XMISHERBRDNENEEEENDE.

F—F FETRIRIB TS, MRMERBNSRUKTEERE, BFAAEREERXRRRAEERN. XH
FRKEMRMELTNEEANFHRE, EBIRFEILRERTFIRAIT, LWNRT “Ethan MIBFKE” o Fi
LIREENMZIFRK, THRARNRIAHBREME. FIUE—F 2 MFARIF



B WRRAIERIREERS LA, FA—REZE, RBMNBEILERRS, RUEASEHRZIE:
HEEBIRRAA? MBEMFA? 7 (NMXEREXNREAELLREAmL, HFGEILI—M “FlER—
NP BXB—REXERN T ILRMB MR, MANERNTHBS.

B=F: TRt 4a, B WMRMET “HEHMHITAL" , M1 “RINENFTEEASKBFELER
&7, fREANE IR, HARIBNER, HRBEEEENIE, RABMXMERIENIVE , BMEMEECE
TR PRI, RIUGTNERBEM, BMERFZRERERNIE.

HIrMBEITX—=, BEET/IRZGE, FETMETERENMTS. (REZZERER: T8, HREX
MIR—RIF. HER, BREFTASLNBRREEMBERRE, XEBRLMEZNER? * TERITBETRER
K. MFEZEA, MALR: “HHBMREFIXINREE, MEEEMTATENK, EFEESERREXTR
BE? 7 XZFTUBEN, RENZEHLSEEIEEMIIA. XRALNXME. B, tilEEEEZMH
W “HA, BRFEX, RAIUEHRRHA—T, SPINEBRSLIRNER.” ATILENTRY, REMA
MEBCHBERETA, FIUTMMSEEE CBREMF4. XEHEURATIREC,

BRI ERERN: EE, MERLKNERARBE—F: FK. k. EE. —BIRMEEANTRNERHER
BHHMCREKNER, (RITAEEREE), XMERNEAMETAEBETIEE.

(00:08:31) Lenny
English:

| was going to ask you, why is it that you call it The Magic Loop? Also, we kind of dived right in, but what is
the goal of this? | guess it's pretty clear maybe at this point of this helps you advance in your career, but
whatever you want to share along those lines.

AR ERIE:

HIEREE, Aftale “@EER" 2 FZi, HRINAERIANERT, EXPMERNEREA? HEAN
HFELRBRT, ERNTEMRLEA, EXFRX—RMEEFHABSENG?

(00:08:43) Ethan Evans
English:

Yeah, okay. Very fair. So | called it The Magic Loop because | pioneered it with my audience a few years
ago. And it works so well, that people were writing back in and saying, "How do | turn this off? I'm in over
my head now. My boss has asked me to do all these cool things, and | feel like | can't catch up, and I've
already been promoted once and | need time to digest it." And it just seemed like it worked like magic. It
worked in almost every circumstance.

There are of course exceptions where you have very exploitative managers who are like, "Oh, it's great.
You're working harder, keep doing that, and they won't do anything for you." But those are rare. And then
the purpose, yeah, to help you get satisfaction in your career. A lot of people are unhappy with their jobs.
Many people want to move up a level or get paid more. Not everyone. Some people want to change what
they're doing, they're bored. This is a path to all of that, because it's forming a partnership with your
leadership to say, "Look, I'll help you, but | need you also to help me." And most good managers are very
open to that.

FRCERIR:

YFEY, [B1S4F. HZFALME “@H1ER , RFRANEMRERNZRPRILELTXMES. ERRIE
B, METFEASEERR: “BZEAXEE? BRUFILEFAIART .. BRERILRMHAEXLRIENS



6, BREBESRRA LT, MEAKRBZKEAIT—RT, RFEMEEL—T." ceBERMGEEZ—FEX,
NFERTFRERER.

HAWLEGS, BRI MREREIRNZIE, ti]xin: "B, XET, (RIEESHT, BRERE
B A=ArEENE. EXMERRIL. EFTEN, B8, BATIRERVEEPREHEERE. RS
AW ITEREHE, REABEASMFT. HIFFFEABENL, BEARRRSTIRIRNIFG, XZ2BEFR
BEXERTNRE, ANERESHFNASERI—MEUXER, B “F, RIEMR, ERFEMRUER”
REMINFBHZIEX LR EE RIS E.

(00:10:15) Lenny
English:

When we were working on this, one of the pieces of feedback | had was I feel like | could just tell my
manager, "Hey, | want to grow my career. What can we work on to help me get there?" And your feedback
was like, most managers are not that good and not that thoughtful about their employee's careers. Can
you just talk a little bit about that? People may be hearing this and be like, "Why do I need to do this? This
seems like a lot of work."

AR ERIE:

HEMNEEXRXEN, RERBI—NMUE: REFHAUERSFEE, %, ZRBRKERHNRIEE,
AT EA ARBRHEIMER? ~ MIFHNREE, ASHEEHKBERAMRT, EASHRITARLEES
FERIEBAB 2. MEERKX—RIG? AREIXEAESE: “AHTARFTEMXLE? XEERIFERK”

(00:10:37) Ethan Evans
English:

If you have a great manager, you may not need to do nearly as much formality. They may have given you
good feedback, so you don't need to ask for feedback. They may have offered you opportunities to step
up, and you've said yes to some and maybe no to others. That's fantastic. | designed The Magic Loop for
the people who either don't know what to do or their manager is either not that good or just very busy.
Remember, lots of managers have great intentions to help their employees, but they get busy with their
own lives, their own work, all the things they're focused on, even also their own career. The manager is
often busy thinking about their own needs, and so they mean to get to you next week, and next week
drifts on for a year.

AR ERIE:

MRMBE—NIEEHENZIE, MARFIFRMXASHALNIE. MIEEESRS TIRMRIFRIRIE, FRUMR
AEBEHEE; MITAERELKL TMEANIS, MIRRABEEFEREREL, BXET, BHIRIT M
RN B NBRLEAME XM A, HEZKEBEKF—R, REZEBFEILHAN. iBE, RELEHELELE
BRI, BB CSNER. TE XENFER, EERMIE CHNRLVEERSHRENIB, SEFFT
FEEBCHER, WNEITETEBHRMK, ERX—IEMNE—F.

(00:11:12) Lenny
English:

What has come up since this has come out that you would want to either add to, or tweak, or help people

better understand? | imagine there's some criticism. | imagine there's a lot of, "Yes, yes, yes. This really



works."
FRSCERIF:

BXRXERBUR, BREFAIMREHTE. FRIFBPAKEFIERNME? BRFESE LM, EER
% W, XENRER" R

(00:11:12) Ethan Evans
English:

Two things 1'd love to clarify. The first is many people ask me, "Why do | have to do this? Shouldn't my
manager notice what I'm doing? Shouldn't my manager help with my career? Shouldn't my manager be
planning for me?" And what | say about that is what your manager should do and $4 will get you a cup of
coffee at Starbucks. The point of this loop is it's in your control. It is true that a good manager would do
all those things | just mentioned, but not all managers are good and some of them need some help. And
the thing | would just say about The Magic Loop is it's in your control.

And so you can be upset that your manager isn't perfect, but move on from that and take control of your
own situation. That's the first thing I'd say. The other big extension | would make is look, if you are a
manager or a leader of any type, you can initiate The Magic Loop from your side, so you can talk to your
employees and say, "Hey, what are your career goals? Would you like to form a partnership where you
step up to new challenges and | help you get to your goals?" | had a lot of success forming this kind of
partnership with my employees, where as they saw growth and success, they really leaned in and like,
"This system works. You're actually investing in me now. I'll work extra hard." And I'm like, "Yes, and we
can grow your team or grow your opportunity,” and it was very win-win.

FRCERIR:

BERAEEER. $—, BEARZK. “NARFEEHXLE? BERNELENZETEIHAEMAAT? #E
FIERZERAMIRWEELD? ” RNOER: REE “Wi%” M4, Mk4%m, EEECTEFMMEE
(Bfe "Wz HALKENE) . XTMERNERETERRMFEREN. HBX, —MBHIESMIANAIRE
WFFESE, BHIFFFEKIERNS, BEABTESY, XT “HHENR , R eEEEMRFF.

FREL, fRAE]AAEENATEREAR, BFRIX—F, ERMRECHLERE, XREBRNE—<R. 5—1
EEMNEME: MRMFELENEMRENARE, MAUNRX—MAE “HEER" . MR IH%
i IR, RRRIVBREAA? MMEREL—MENXRAG? ROEHIE, MABRELIER.” KES
RITRITIXFIFERINEGMUXRFR, SMIERRKMAIE, wilses0kN, BF “BITERAE,
RENERAR, RIMEBN” . HIME: “BH, RV KROERSEMMRBONE" , X2
FENRE B HE.

(00:12:46) Lenny
English:

To give people a little bit of social proof, you mentioned some of the folks you've worked with on this. Can
you share some stories, or stats, or anything to help people understand how helpful this ended up being
to folks you've worked with?

FRCERIR:

NTHRRIRE—LE “HRIUER” , FRITES—LEASHEIXRNGE MEDZF—LEHE. HiENEMLE
BEIARKIEFEX NG AN EEINAB Z AT BHART?



(00:12:58) Ethan Evans
English:

Yeah, absolutely. I'll tell one story from each end of the spectrum. And what | mean there is entry-level
people and then high level executive leaders. | had an entry-level person write me back and say, "Look,
when | learned about The Magic Loop, | was at a company and not doing very well. | started applying it.
They offered me a $30,000 raise and a bigger job. And | turned it down because | got hired at this other
company that was offering me even more, and | went there. And they've promoted me also," and he was
one of the people who wrote in and said, his exact words were, "A year ago | was made redundant." So he
is in the UK, redundant is their word for laid off. "A year ago | was made redundant. | got this first job and |
got an offer for an increased salary, and then | got the second job and | got an increase when I joined that
was even bigger." And he was in that situation of, "Now | need to sort of slow down and digest all of that."

On the complete other end, one of my best people | ever worked with joined my team at Amazon as what
we would call an SDE Il, which in Amazon is a level five employee. He grew with me kind of following this
process to a senior engineer. Then he switched to management and ran a small team. Then he became a
senior manager and he relocated with my organization. He opened a new office in another city, was
eventually promoted to director running his own office of a couple hundred people. And this was over the
course of about eight years. He went from a mid-level engineer to an executive with a team of 800 people.
Now he was a very hard worker, but over this eight years we just saw all this progress. And then
eventually he moved on. He founded his own startup, sold that, and now works as an executive vice
president at one of the major online banks. And so his career in some sense has exceeded mine, but

during that eight year span, he just grew so much. And this is the process we followed.
FZERiE:

HAT U AW METFTRUEERHENRE: —TRBANNERL, 5—TEBRITHAST. B—TAIELH
ABESFER: ", S3RTERI WEEN N, RE-RQBXRAAFT. HABNAE, SRM4T
#H 3 AETHIMFN— T EEBNRML. BRIELT, BARKI—RARNRAT, FHiKkES. REBRAF
WK T MENNRIER: “—FEmRRART (redundant, REWE) . HRFBETE—MHIEHRT
TmE, AREFBITEMIE, NRINBKEEZEEKR.” tIANPRSE: “NERFTEETREL—T
X—t]."

TS — MR, REFEINRMBHIAZ—, RFEN SDEN (ZHMRHEFRIEMN, WSEL54K) MAFKR
HlfAo MHERFEFHILBX AR KARRIEN, ARMERERRE, AS—NMNHE. BEMEANERE
2, HARENARKRT. ES—IHHHRTHDLAE, RAEANEK, EEEIEANDAE, XKY
ZH7TI)\FErE, M—RPRETEMEKAEE 800 ABIMANSE. tIFESEH, BER/NFE, HINWIE
TERBEN#HS ., FERMBEAT, eIh7THESHARFEE, WETE-—RABELRITETHRITRIZE. EEM
BEX L, RRIAMBESEI TH, BER/N\FE, tHRKFIFER XMERHRITERERIE.

(00:15:19) Lenny
English:

Wow, those are excellent examples. What levels does this help you with? At what level is this most useful,
and then does it kind of taper out it? | don't know if you get to VP level, do you still try using Magic Loop?

FRCERIR:

I, XEFIFRET, XNAENPLEREERE? EWMNREARER? EXEEREASMEHRMID? 10
RMEITREIZH (VP) &3, EZHAER “HHEN 132



(00:15:33) Ethan Evans
English:

So | think it works anywhere from the start of your career to pretty far into it. | think at my level, | finished
my career as a vice president at Amazon. It does peter out in the sense of the active. And what | mean by
that is you're still doing the same thing, but you don't have to talk about it. Your managers are expecting
you to step up and recognize challenges. They're expecting you to ask for resources when you need them,
and you don't sort of have this level of explicit conversation around, what can | help you with? They're
expecting you to anticipate what's needed.

So in the newsletter we did together, | wrote about how over time, you go from asking your manager,
"How can | help?" To suggesting to your manager, "These are some things | see that seem like they need
to be done. Would you like me to do them?" To just seeing what needs to be done and sort of keeping
your leader in the loop and saying, "Hey, | noticed that we have this problem. | fixed it. | noticed we have
this opportunity. I've started program against it." | think at the executive level, it's much more you being

proactive and just keeping your leader in the loop.
FEiE:

FIANEMBRLEEMREESSRBNERBEYR. ERX MRS —RULSRE SRS HER T R E
E—ER ‘EMOE TEARLEIZFHXL. BNERE, MRATEBREEFNSE, EFAFEEREL. (REY
KIPMBIRE DL HAIRFIBE LR, BRMRERER RN AL, RABREHITRM “KEZRTA" NE
AAfiE. hTHREIREEFFITE R,

FRLL, RIS ENBRREFRTD, REE THEERENHER, MEMERZE ‘BT Ar” , #TAMH
SIFEN ‘HEIXLEBEFELRE, FEBILEREME? 7 , BIERRINFEMNSEHILASHE, thn:
‘1%, BRAMBENRE, BRELEBHF T, BRIE M, BEEFIBIMT.” RIANNESER, ESZHNE
RRFFEDD, FHILRMSHEEFRDL (keeping your leader in the loop).

(00:16:44) Lenny
English:

| think in the post, the way you described this step is this is advanced mode. Don't jump straight to this.
Don't just start suggesting things, because you may get it wrong.

FRCERIR:

HISTEXESR, RBEX—FHEARA “HNRNX" . FEERREIX—F, FE—ERMFBREIN, RAfR
FIRERIB T Mo

(00:16:53) Ethan Evans
English:

Yeah, well, it's all a matter of rapport and trust. A huge part of career success is how much trust you have,
mutual respect with your leadership. When they're confident that you're going to make the right
decisions, they're confident to let you go. But yeah, when you're brand new or you're new to a manager, if
you just jump in, you may either not work on the things they value or even find yourself working across
purposes, and that isn't the right place to start.

FROCERIR:



B, XTEBRTRENEE. RUAIINRA—SDETIRSASEZENEENEEEE, SMH(HE
RIMMBIERRER, WIIABROKFILIRERM. B2, BMERMAENRTZIEN, NRIFREREHHE
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(00:17:19) Lenny
English:

Awesome. Okay. Just to close out this conversation. You touched on this, but why is it that you think this
is so important and effective? Why do you think this works so well? People may not recognize, "I see this
is the key to this."

AR ERIE:

KiET o ATERIMIEE, MNARET —R, BRANATAXTAZENLEEZREER? AtAEEEE
BRXA5? AMAIREEREIREIH AR R,

(00:17:31) Ethan Evans
English:

Well, | think it's two things. First, | mentioned how rare it is for managers to be offered help. If you're a
manager, you'll recognize this. If not, feel free to talk to any manager, whether your own or somebody
else. Ask them how much they worry and how much they feel overwhelmed and wish someone would
give them a hand. Management can be a lonely job, because you feel like you're responsible for
everything. So having an ally, it's just a huge weight off people's shoulders.

And then | think a lot about social engineering. The social engineering's here is just the simple, "You help
me, I'll help you." It doesn't have to be exploitative, it's just we help those people who help us, and that's
built into human survival. And | think this loop works so well because it's just leaning a little bit into that
behavior. So many relationships with managers are oppositional. You tell me what to do, and I'm kind of
like a kid in high school who's trying to figure out how do | skip as many classes as possible and turn in as
little homework and still get by with a D? That relationship won't build your career. Some people
approach their jobs as my goal is to do the least | can and still collect my paycheck. That's an approach if
you're okay with where you are. It's not what | coach though. | assume people want to grow.

FRCERIR:
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(00:19:02) Lenny

English:



Okay, so maybe it's just as a closing question, for people that are listening and want to start putting this
into practice slash are stuck in their career and are just like, "Okay, | see. Here's something | can do."
Could you just again summarize the loop briefly?

AR ERIE:

9%, FRERXNEE, N FRLEFEWIRABFREE, EFRIVEEFBIMMIAN, MEBREEE
— FXNMERD?

(00:19:15) Ethan Evans
English:

Sure. Step one, make sure you're doing your current job well. The way | explain this is when you go to
your manager and ask, "What could | do to help?" You don't want their answer, even if they don't say it
quite so bluntly to be, "Do your F-ing job." You need to be doing that already. So be doing a good job. And
unfortunately, a good job is in the eyes of your manager in this case. You may think I'm doing great work,
but if your manager doesn't, they're the ones you need to build as an ally here.

Once you have that, go ask how you can help, do whatever you're asked, and then go back to your
manager and suggest or ask, "l would like to meet this goal. Can | keep helping you? What could | take on
that you need that would also help me meet this goal?" And that's where you start to try to bring your two
sets of aims together. What do you need done, how can | get to my goal? And let's do those things
together. And then you just repeat this loop. You build trust, you build the relationship. And with all good
managers, and even a lot of moderate managers, they appreciate the help so much, they really lean into
that.

FRCERIR:
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(00:20:23) Lenny
English:

| think there's two really important elements of this that you haven't even mentioned necessarily, that |
think are part of the reason this works so well. One is this forces you and your manager to identify the
gaps that are keeping you from the next level, which it's often vague, and then you get to a performance
review, and then your manager's like, "Ethan, you're still not good on this and this and that," and you're
like, "You never told me that that's the things you're looking for for me to get promoted." So | think
there's this implicit, here's what you need to work on to get to the next level, which | think is part of step
four. And then you actually did touch on this that it's important to share your goal to your manager.
Here's what | want. | want to get promoted. A lot of times they don't know that and you helping them

understand, "Here's what | want, help me get there." It goes a long way. So there's a lot-



AR ERIE:

BIANNXBEERNEEREENTRIRAEEZRE, BEMNSXMAENEERNERERE, F—, XBERMNEZ
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(00:21:06) Ethan Evans
English:

Managers often fall into the trap. They chose to become managers, so they assume one of two things
about you. They either assume that you want to keep doing exactly what you're doing forever, just maybe
make a little more money. So you're an artist, you want to keep drawing forever. You're a lawyer, you
want to keep writing contracts forever. Or they assume that, "Hey, | became a manager. I'm very proud of
my career. That must be what you want." And these assumptions are natural, right? We tend to view by
default that our path is great and everyone would want to be us. Now of course, some good managers

don't do that. But if you clarify and express your goals, you remove that ambiguity.
R EIE:

FIENZBid—NaEMH. RAMIMTEETMEE, FRUIREERMRIE BARKIREXZHILERN
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(00:21:45) Lenny
English:

I actually had a period in my career where | specifically did not want to get promoted. | was very happy
where | was, and | just wanted to keep doing this awesome IC role. Is that something at all you see where
people are just like, "I'm good. | don't need to get promoted," and then is this helpful in that in any way or
isitnot as big a deal?

FROCERIR:
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(00:22:02) Ethan Evans
English:

So first, | reached a point in my career where | was no longer pursuing promotion either, and | wanted to
do other things. So I've lived that myself and I've used the same loop, but | used it to go do what | wanted
to say, "This is now what | want, and how do we get there? How do we create a role where I'm adding
value appropriate to my level, but I'm doing this other work that's fun?" I moved into gaming and I really
wanted to do that.



Second, | think it is still helpful because there's something you want probably. Maybe you want to work
on different kinds of projects or maybe you want to work with a different higher performance team. Or
maybe you want to rebalance your life and say, "Hey, | love what I'm doing, but how can | be a star
performer for you but within these boundaries?" So if you truly have the perfect job just as it is, you may
not need The Magic Loop. But | know so few people if you're like, "Nope, there's absolutely nothing |
could improve about my role."

FROCERIR:
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(00:23:00) Lenny
English:

Yeah, | think that your point about your goal doesn't have to be promotion. It could be work on a different
part of the org, try something totally... Maybe transition to a new function that could be part of your goal.
Awesome. Okay, so along the same lines of career progression, you work with a lot of senior manager
types, kind of the level of L7 and one M2-ish, and you share with me that one of the most frustrating parts
of their job in that specific portion of their career is they get stuck at that level and they don't move up,
and it becomes really annoying, and they're not sure how to break out of that. What advice you share with
folks like that, that may be listening?

AR ERIE:
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(00:23:36) Ethan Evans
English:

Yeah, so it's common to get stuck there, and there are a few reasons for it. First, there are a lot of senior
managers. If you think of your average director, they may have six to eight reports. How many more
directors are needed? So there's a choke point. Second, that choke point is worse in the current
economy, and in the past maybe a lot of companies, Amazon, Google, apple, etc., were growing very
rapidly. And so it wasn't just you were waiting for some other director to leave. The teams were getting
bigger.

| experienced this at Amazon, where over a nine-year period | went from managing six people to 800. And
so | went from a senior manager all the way to a vice president, and | described | was, in some sense just
riding the elevator. The elevator was going up, and as long as | managed to stay on it, | was going to arrive
at vice president. But the other thing that causes people to get stuck is the difference between a senior
manager and a director is how you lead and the work you're doing. And you can get as far as senior



manager by being really strong in your function and being really good at getting things done. As a
director, and as a VP beyond that, it becomes much more about influence, coordination with others, and
letting go of being in all the details yourself. And so senior managers really have to change some behavior.
| often reference the book by Marshall Goldsmith, What Got You Here Won't Get You There. Not only
because it's a great book classically on this problem, but because the title tells the story. All the great
traits that got you to this one level won't get you to the next level where you're more expected to be
thinking in strategic terms, thinking longer term.

FRSCERIE:
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FI8NTRE, ATEMEBRAZRMANG? FRUEE— “BHS" (choke point), HX, TEHBIMZFRIFE

T, XPMRFTEMTE. SETSH. 8RN, EREQFERRR, (RAFEFINSEER, RAENES
FATERBTH Ko

B>

T

BRELSHMEHIXMER, NWERRMERE 6 DNAIGME 800 A. EMABRZE—RAIBISE, KER
AECEMENLERE “YESBHE” . BREELA, REHEGTBHERNE, KMEADBIESE, B
S—IEBAMIRENERERE, ZREENREZENXNETFARSHXNITERS. R UEERENT
BENFRITHA R REE, BEARKRUEN VP, TEEZXFEMA. SHANNE, URFLKKFER
BEXHEF. MURREEAINITITHER. HEESIA Marshall Goldsmith B934 (E#h) (What Got You
Here Won't Get You There) , RXEAAERMRAXNMAIBMHNEHRENE, ERAPBERGHRRAT —1: iLIRX
FHAIEENSR, TEHRMHEAT N HEMEBEMKIAEZNME,

(00:25:26) Lenny
English:

So to someone that may be in that role today and they're not moving up, is there anything they can do?
This point about just there's no roles for you, there's only so much you can do there, is the advice just
wait until an opportunity arrives? Is it run this Magic Loop until something happens? Is there anything
you can do?

AR ERIE:
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(00:25:42) Ethan Evans
English:

I would be honest with people and say some patience is required. At this level, there is some notion of, do
we need a director? Do we need a vice president? Do we have a challenge at that level that needs that
person? And so promotions at this level, | often teach have two components. The first component is can |
eat and do that job? Am | qualified? Do | have the skills? But the second piece is, do we have such a job
that needs that?

However, there is a lot you can do. A lot is in your control. And what is in your control is to start practicing
those next level skills. Start working with your leadership on, where can | take on a strategic project? How
can | become more of an inventor? | teach some about how to sort of systematically be inventive. It's not
pure magic. Edison said it's 1% inspiration and 99% perspiration. You can learn the 99%, and the 1% isn't
as hard then. So you start showing those next level traits. And as | describe it most succinctly, how do you
make yourself the person who will be chosen out of the eight?



And you can be chosen, there are several ways to move up. Your boss can leave or be let go. They can be
promoted to another role. But another way is | coach now, and | have several clients recently. | was just
talking to a client yesterday, her two peers were let go. They were all the same level. Her two peers were
let go and she was given their teams. And she expressed that her boss had been told, "You have too many
senior managers for the size of your organization. We need to do some change in the organization, clean
house, and put all your people under the folks who have potential." Well, obviously she must be one of
those people, because she still has her job and has more people and more to do. And unfortunately, her
peers are shopping for new employment. So be that person, and that's where The Magic Loop comes in.
Be that person.

AR ERIE:
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(00:27:48) Lenny
English:

| was just talking actually to a senior PM leader who pointed out that with this kind of lean environment
of a lot of flattening of orgs and a lot of layoffs, that this is becoming increasingly hard. Exactly what
you're describing. There's just less spots, because companies are running more lean, and so you just kind
of have to wait. | think part of this advice you just shared, which is classic do the job before you have the
job makes all the sense in the world. Because once people see that you can do it, obviously they'll feel a
lot more comfortable putting you in that position.

AR ERIE:
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(00:28:18) Ethan Evans
English:

And they'll be looking. | always remind people, as a leader, | want the best people under me | can have.
It's not that | don't wish to promote you. If you think about my job, this helps people, right? | have selfish
motivation to promote you. A lot of people think, "The bosses there holding me down." Well, maybe



some bosses are, but why wouldn't | want stronger, more capable direct reports? Why wouldn't | want

people under me who can do more of my job? Frankly, that's the only way | can do less of my job.
R EIE:
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(00:28:47) Lenny
English:

Plus this pressure you're always getting from your reports. So like, "Hey, I'm ready to get promoted,
because this time"... You mentioned this word inventiveness, and | was just listening to Jeff Bezos on Lex
Fridman, and | don't know if you heard this, but Jeff Bezos described himself most as an inventor more
than anything else that he does. Is that something that you think about? Is that influenced by Jeff Bezos
any way, that idea of being an inventor as a leader?

FROCERIR:
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(00:29:13) Ethan Evans
English:

I'll say a couple things about that. First, | know you talked to my old boss, Bill Carr, who wrote Working
Backwards. What | don't know is if he shared with you that after he published it, he actually realized there
was a better title. He wishes that he had called the book The Invention Machine, because what Jeff was
trying to do with Amazon was create the most inventive company, the company that would
systematically out-invent others. And so while Working Backwards is a great title, Bill and Jeff think they
should have called it The Invention Machine.

When | joined Amazon, | did not think of myself as an inventor, but | saw that we had these leadership
principles "Think Big" and "Invent and Simplify" that pushed on that. And I said, "I'm in trouble. | don't
know how to do this." And | sat down and thought about that. What am | going to do? It seems like that's
required. And | figured out how to become systematically inventive. So | now hold over 70 patents as one
benchmark of inventiveness, and they were all created during my 15 years at Amazon.

And the way | did that, inventiveness actually isn't that hard. | teach about this. And to invent
systematically, first you do need to be somewhat of an expert in whatever area you want to invent. So
Lenny, if you and | say let's get together and we're going to invent cancer drugs, we have the problem that
neither of us, as far as | know is a biologist, a doctor. We don't have the right background, we don't know
what we're doing. So we would just be fumbling around | guess with a bathtub full of chemicals hoping.
It's probably not going to work out that well. So you have to be something of a knowledgeable expert.

But then the second thing people don't do is they don't spend dedicated time actually thinking. They feel
like, "Invention is just going to come to me." When | want to invent, | get away from all my devices. | go in



a room with the problem | have, and | force myself to actually concentrate on what do | know and how
can | invent? And the most straightforward way to invent is not to somehow come up with something
completely new, but instead to put together two things that exist. And so my example of this, | have a
patent | talk about a lot for a drone delivery for Amazon, but the drone doesn't fly from the warehouse.
Instead, a truck with no top drives slowly around the neighborhood, and the drones go back and forth
from the truck. As opposed to the driver stopping at every house, you can have four or six drones hitting
everything in the neighborhood. And the way | came up with this idea is one day | was thinking about
drones and delivery, but | loved military history. And so | was thinking also about an aircraft carrier and |
was thinking, is there a way to have an aircraft carrier for drones? And from that, it was very quick for the
light bulb to go on and say, well, what about a truck? And so | have this patent, and we haven't seen this
become reality yet. I'm waiting for my idea to become part of Amazon's drone delivery system, but | think
ultimately it will.

FROCERIR:
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(00:32:32) Lenny
English:

That is badass. I'm imagining returns come back to the truck. We're using that rope thing that just
captures them with that little hook.

FROCERIR:
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(00:32:42) Ethan Evans

English:



Yeah. Well, there's no reason... Same thing. When you want to return something as opposed to taking it to
the UPS Store or whatever, you just put it on your porch, and then on your phone, on your app, maybe
you take a picture of it so that the drone can recognize the box or you put it in a designated spot, and you
push a button and the drone takes your return away. Yes, there's no reason.

FRCERIR:
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(00:33:03) Lenny

English:

Can't wait for that. And it takes your dog backs in it sometimes, part of it.
FRCEIE:
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(00:33:09) Ethan Evans
English:

My dog's too heavy, thank you.
R EE:
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(00:33:11) Lenny
English:

My dog's not. There's an owl in our backyard that we sometimes worry he is going to come grab our dog
on. This idea of invention, this is really interesting. | didn't plan to talk about this, but for someone like
say a PM on a team that wants to get better at invention, innovation, big thinking, is there a practice you
find helpful here? Is it block off two hours, get a pen and paper, and just think about the specific two
adjacent things working together?

FRCERIR:
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(00:33:34) Ethan Evans
English:

So that's part of the process, is put in dedicated time. The interesting thing | would say is you don't need
that much time. Two hours is great, but you only need two hours once a month. People think invention
takes all this time. The thing is once you have one good idea, it often takes years to express that. So you
had the idea to have a newsletter. | know some of the history of your newsletter. You've been working on



the expression of that idea for years now. Jeff and Amazon had ideas like, "Let's have Prime shipping."
Well, Prime is still getting better and still being worked on. It's a 20 some year old idea. The Kindle a
decade's old idea now still getting better. So the point here is you don't need very many good ideas to be
seen as tremendously inventive. Like Elon Musk, Tesla, he can kind of dust off his hands and be like, "l am
now an Edison-like inventor." So he keeps doing it, but you don't need that many inventions.

FROCERIR:
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(00:34:36) Lenny
English:

This touches on something else Jeff Bezos shared on the podcast that most of his innovation and work is
in the optimizing phase. It's not the here's the idea, it's the making it cheaper, and better, and faster. And
that's where most of the good stuff comes from. In this point of Tesla, Elon had this idea, and now the
hard work is actually making it scalable and cheap enough for people to use, not just an electric car.

FRCERIR:
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(00:34:59) Ethan Evans
English:

With the idea of Jeff saying that invention is really a lot of the incremental and optimization, | completely
agree with that. To invent well, you need a base idea, but then there's so much of the work is making that
idea real. And again, Prime is a great example of this. The Amazon Prime program was a great example of,
okay, we want fast free shipping. We want this program. That was a one-time idea that they did build, but
now Prime has expanded. First it was two-day in the US, then one-day in the US, now it's same day in the
US. But also they added Prime Video, Prime Music, Prime Gaming. There's actually something like 25
things you get free with Prime. Most people have no idea, because you get free photo storage and this
ongoing list. And all of that is that incremental optimization to make it better, better, better, better. And of
course Jeff's goal, which you probably heard him say, was to make Prime a no-brainer, to where you
would be irresponsible really not to be a member.

FROCERIR:
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(00:36:06) Lenny
English:

| know you have an awesome Jeff Bezos story that | want to get to, but before we do that, one more
question along this line of career advice and progression. So | read somewhere that you've interviewed
over 2,500 people over the course of your career. And so kind of going back to the beginning of a career,
or at least getting a job, what have you found is most helpful in standing out as a candidate when you're
interviewing, and essentially getting hired? What advice do you have for people that may be going
through an interview process right now?

FRCERIR:
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(00:36:33) Ethan Evans
English:

There a lot of evidence that suggests that the number one and two factors in any interview are
appearance and enthusiasm. And it doesn't mean you have to be beautiful, but show up somewhere
looking like you're interested in the job, not in your pajamas. And most importantly, be enthusiastic.
People want to work with people that want to work with them. So if you seem very judgmental of the
company and like you have to sell me on it, you're going to turn them off. | look at every interview of

whether or not | really want this job, | might've decided | don't want the job. I still want the offer.

And so | come to any interview | do leaned in and talking about how excited | am to be a part of this
opportunity and what | know about the company. Beyond those cosmetics, the biggest thing | see
particularly at higher levels is people talk about what they have done but not why it mattered. They don't
talk about the impact. See, a leader is not hiring someone to just do work. They're hiring someone
because they have a problem or a need. And so if you can show them, "Look, here's the things I've done
that have made a difference. Here's the things I've done that have helped my past employers where I've
had an impact." So | didn't just do work. That makes you a worker. Someone who has an impact is more
of a leader. And leader doesn't need to mean people manager, just a higher level, that | have done
something that solve the big problem, and here's how it changed the company or customer outlook.
That's what I'm looking for in an interview, is are you bringing me an understanding of the business that
shows you contributed to the business, or are you just telling me how hard you worked?

FROCERIR:
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(00:38:19) Lenny
English:

Awesome. On that first piece, now that most interviews | imagine over Zoom, in terms of enthusiasm and
looking professional, is there anything you've found that people may not be thinking about in those two
buckets?

FRCERIR:

KiET. XFE—R, UEAZSHERBEEI Zoom #HITH, ERBNELFERFE, FEEELXMANIA
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(00:38:33) Ethan Evans
English:

Yeah. Show the person full-time dedication. So unless you really don't have any choice, don't take an
interview from a car, don't have your camera off. Eye contact is still a real thing. Body language is still a
real thing. Gestures like I'm making now with my hands, they're part of your presentation. So be fully
present and try to project through the camera a little bit of I'm excited to be a part of this and | appreciate
the opportunity. | often tell people the best way to prep for an interview might be a good night's sleep
and a pot of coffee, that being fully engaged and energetic is a huge lever.

FROCERIR:
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(00:39:18) Lenny
English:

Awesome. And | think basically, the feedback there is don't over obsess with the content. There's a lot of
value in just how you come across.

FROCERIR:
XiET, BEXBENRGEALR: FEIEUETAS, MAANNBERERSMIFEENE,

(00:39:27) Ethan Evans
English:
Yeah, 100%.

AR ERIE:



El, BRZBER,

(00:39:29) Lenny (Sponsor: Arcade)
English:

Let me tell you about a product called Arcade. Arcade is an interactive demo platform that enables teams
to create polished on-brand demos in minutes. Telling the story of your product is hard, and customers
want you to show them your product, not just talk about it or gate it. That's why product four teams such
as Atlassian, [inaudible 00:39:49], and Retool use Arcade to tell better stories within their homepages,

product change logs, emails, and documentation.

But don't just take my word for it. Quantum Metric, the leading digital analytics platform created an
interactive product tour library to drive more prospects. With Arcade, they achieved a 2x higher
conversion rate for demos and saw five times more engagement than videos. On top of that, they built
the demo 10 times faster than before. Creating a product demo has never been easier. With browser-
based recording, Arcade is the no-code solution for building personalized demos at scale. Arcade offers
product customization options, designer approved editing tools, and rich insights about how your
viewers engage every step of the way. Ready to tell more engaging product stories that drive results?
Head to arcade.software/lenny and get 50% off your first three months. That's arcade.software/lenny.

AR ERIE:
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(00:40:44) Lenny
English:

Now let's take a little trip to failure corner. This is something that | do more and more on this podcast, talk
about people's failures in their career and their learnings. And apparently you have a great story of failing

the great Jeff Bezos and surviving to tell the tale. Could you share that story?
R EIE:
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(00:41:00) Ethan Evans
English:



| do. It's both a highlight and a low light. So | had been at Amazon about six years. | had become a
director, and | was responsible for launching Amazon's app store. And so we were building an Android-
based app store to go on Google phones and eventually on the Kindle tablets. And we got to launch day.
And at that time, Jeff used to write a letter introducing new products. He would write a letter that said,
"Dear customers, today Amazon's proud to launch blah blah, blah, and it's got these great features and |
hope you really enjoy it. Thanks Jeff." And we would take down all the sales stuff on www.amazon.com
and that letter would fill the whole screen.

And so he had written a Jeff letter, and this Jeff letter emphasized a particular feature of our product that
he really liked. So that something that made it a little different. And that specific thing was we had a
button called test drive that you could click on and it would open the app in a simulator in your web
browser, so you could check out the app and interact with it before putting it on your phone. So he
thought this was really cool and he was all about it.

Well, my team had built all this technology. We had test drive working. It was kind of a hard piece of
technology if you think about simulating any of thousands of arbitrary apps. And we worked all night to
launch it, and it wasn't quite working at 6:00 AM. We were still debugging. Now you know engineers very
well. And I'm sure most of your listeners know about engineers, even if that's not their discipline. We
always think we're this close to finding the last bug. So about 6:15 AM, | get a message from Jeff that says,
"Hey, | woke up, where's the letter?" Because it was supposed to go live at 6:00 AM, right after the markets
in New York would've opened at 9:00 AM Eastern. And he says, "Where's the letter?" And | write him back
and | say, "Well, we're working on a few problems." And what I'm thinking in my head is, "Get in the
shower, get in the shower. | just need 20 minutes, get in the shower."

FROCERIR:
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(00:43:18) Lenny

English:

For Jeff to get in the shower.
FRCEIE:

RERILARKRERE (SFHEETE),



(00:43:20) Ethan Evans
English:

Yeah. And 30 seconds later, | have an email back that says, "What problems?" And at this point | have to
start explaining, and | end up explaining that we're having a problem with a database, and we're
debugging this database problem. And he's like, "Wait, there's a database in your design? We're trying to
eliminate all Oracle databases and move to AWS. Why do you even have this?" And he is just getting more
and more frustrated and angry. And he starts copying in my boss, and my boss's boss who's with Jeff
Wilke, the CEO of retail. And they start asking me questions. And it's just this snowballing, but 7:30 in the
morning, Jeff is clearly angry. And there's this list of other people waking up and feeling like, "Well Jeff is
angry, so my job is to be even more angry," and it's just raining in on me.

FROCERIR:
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(00:44:14) Lenny
English:

Oh man.

FRCERIE:
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(00:44:15) Ethan Evans
English:

So what did | do? The interesting thing is what do you do when the future richest man in the world is mad
at you? He wasn't quite richest man in the world yet, but he was headed there. So the first thing | did was
| owned it. I said, "Yes, it's not working. It's my fault. | will deal with it." | took ownership. And the second
thing | did was start updating him very proactively and saying, "Here's where we are." 8:00 AM, "This is
exactly where we are. This is what we're going to do and the next hour, and this is when you'll get your

next update. | will update you again at 9:00 AM, so here's our plan."

And even though Jeff had sort of lost trust in me, like it's down, and it's not right, and I'm mad, given that
he agreed with the plan, he was willing to give me 60 minutes. And then | would update him again and
say, "Okay, this is what we've done and this is what we're going to do, and we'll update you again at 10:00
AM." So | was buying life one hour at a time. Now the other thing | did, and this is a good thing about
Amazon, as more and more leaders got copied into this angry thread, they started reaching out in back
channel and saying, "We've all been under Jeff's Eye of Sauron, we know it's miserable. What can we do
to help?" And essentially Andy Jassy's organization, which was AWS at that time, and his CTO, a guy
named Werner Vogels said, "You're having a database problem, let's get you some principal engineers
from the AWS database team."



And these principal engineers showed up at 9:00 AM roughly, and they looked at our design. We had
made some fundamental mistakes in our database usage and they said, "It's too complicated to fix this.
We're just going to give you 500 AWS machines so that your crappy design will run anyway. That's the
immediate fix." And I'm like, "Okay, well | guess if you have 500 databases lying around because you're
AWS, it's a great solution," and that's what they did.
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(00:46:27) Ethan Evans
English:

So the next step is we fixed the problem. A bunch of us worked together very hard to get the problem all
fixed. Now it took all day, and Jeff was still frustrated because the opportunity to sort of control the
messaging and the media by having his letter up had passed. People had noticed our launch and the
articles had been written, and so Jeff was still very mad. So we fixed the problem, but Jeff now had no
trust in us. The weekend went by. He was using the system looking for bugs because he is like, "This
team's not reliable now. Ethan's not reliable. | better check it myself." So you have the CEO checking on
you.

And he found a problem and emailed me like Saturday night at 9:00 like, "I was doing this and it broke."
And luckily I was able to tell him exactly what happened by 9:30. Anyway, the next part of the story is that
following week, | had a meeting with him on another topic. So | was part of this small group that was
trying to figure out how to build a competing browser. You may not remember, but Amazon had a
browser called Silk for a while. And | was invited to this meeting, but | wasn't a critical participant. So you
may know this idea from Scrum where they say some people are pigs and some are chickens, and the
chickens are sort of observers. | was a chicken in this meeting, and that turns out to be a great analogy
because | was thinking, should I chicken out and not go? | could skip this meeting with the CEO who's
angry at me. But when | had that thought, | realized if | can't face the CEO, I'd better pack my desk. That's
the end.

FRCERIR:
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(00:48:13) Ethan Evans
English:

So | went to this meeting early, and Jeff always sat in the same chair, so | knew where he would sit when
he came in. So | sat down right next to his chair and | thought, "I don't know, let's find out." And so the
meeting goes by, and of course in my mind Jeff is totally ignoring me, not even looking at me. But | think
that's just me projecting, because remember | wasn't central to the meeting.

So at the end of the meeting, everybody gets up to leave. He turns and looks at me and says, "So how are
you doing? | bet it's been a hard week." And | thought, "Oh, okay, we're going to talk." And | said, "Yeah," |
just sort of answered him with, "Of course it's been hard, but here's what we're doing and here's what
we're going to do in the future." And we had a very human conversation. And | didn't believe Jeff
would've forgotten that | let him down, but it was clear he had forgiven it. So | was still going to have to,
as it turns out, re-earn his trust. But the thing | did that's key for people to learn from is it's really easy to
flame. He had been flaming me, writing angry emails. Angry emails are easy. Sitting three feet from
someone and being angry with them face-to-face is hard. And when faced with, | can either start ranting
at this person who reports to me, or | can say something nice, he chose to say something nice, and that
rebuilt our relationship.
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(00:49:42) Ethan Evans

English:



So the end of the story is two years later, | was promoted to vice president. So even though | had failed
the CEO on this very public launch where he was very definitely mad at me, | re-earned the trust, |
showed | had learned the lessons of how to launch more reliably without outages, and | was promoted.
And so | share that story because | think what | want people to understand is if | can get away with
publicly failing one of the richest and most famous inventors on earth, and then get promoted and finish
my career at Amazon very successfully, you can dig out of any hole. You just have to manage it right.

FROCERIR:
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(00:50:30) Lenny
English:

That is an amazing story. So there's a lot of lessons that | want to pull on here. One is just if you get caught
in a situation like this where something completely fails, what | took down as you were talking, one is
admit, yes, this is a huge problem, own it. This is like, don't try to deflect. Two is the way | describe what
you did here, is something | call prioritizing and communicating, where you prioritize, "Here's what we
need to do," and then communicate. "Here's our priorities." And | love that you have this every hour,
"Here's the latest, here's the latest." So make people understand you are on it and you'll continue to keep
them updated. | imagine one of the worst fears is | have no idea what's happening here. I'm going to go in
and start micromanaging.

FRZERIE:

XEE—MEEHRE, ZEMREBENNEI. F—, MRMFBEAZMERRWNEL, GEBEHRIN B
B, XR—TEAWE, RKiEFE. FEREKEH. £, TBIRAAEERN “REARRIFSHE" | (R
BE “XRHRNFEZMH , AREE "XERNOLEER . RIFEERFRE/NNEHR—ROME, X2
RMHE, XRRIAR" . XILANBEBMREEL2AUE, HERFEEH, REASKRIEONME ‘KR
ERHMERETHA" , RARMITME T ANFHFTFEHNEER,

<

(00:51:11) Ethan Evans
English:

You're exactly right. I'm trying to hold off micromanagement. I'm trying to give them, "Okay, | believe
with this and | can wait an hour," and then | can wait an another hour because that team seems to be on
it. So I'm trying to rebuild trust one hour at a time, and avoid having three or four levels of management
all come in and start helping.

FROCERIR:

fRT2Ef. REEREMLHMIEERE. HXESMI—MREE: “B, HEGEX IR, HAUF—M)
B, ARX—NN, EABTEANEEREZEEZR. R2E—/N—/NIIHERER, BR=ZTONER
MEEARLERRHEK “FIL” ,

(00:51:31) Lenny



English:

Then | love this other piece of advice of meet them in person, try to take it offline essentially, which |
know you did later. But that's such a good point that it's hard to be as mad, and angry, and flamey in
person. People are just going to be like, "Okay, | get it. Let's try to figure this out." Amazing. Is there
anything else? Those are the three that | took away. Just like if you're caught in that situation in the
moment, is there anything else that you found to be really helpful?

FRCERIR:

AEHEEERS—FEW: HEAMN], XA LERRATER, RNBMRERIAMT. X2 IEELHF
M= HERERMGEEHGRREFRNZE. AMIBERW: “FE, RBET, LHITENERR
Bo” XiET., EEMNG? XRHEEHN=R. MRIMARSOBMIEN, BEFHAMRIEFIFEEEBIING?

(00:51:55) Ethan Evans
English:

I mean, work hard and fast, right? You do have to fix the problem. My team had been up all night. | had to
start sending people home to sleep in shifts. We had to pull in all this help. And so it was a very hard
weekend. When you have a mistake, it's on you to pull out the stops, even if it's uncomfortable to recover
from it. And again, this is not the time to be like, "Well, it's the weekend now, and my team, we'll hit it
Monday." I'd have been out the door so fast, | would've had the comic Wile E. Coyote skid marks as |
bumped down the street. So | would say that's important. It's part of showing ownership.

AR ERIE:

BRONRRE, BEENEREMIGE, WIE? REFEERE. ZBEANEZKT —BR, AR EAFRTHX
FACHEOREED. FANOTUATHFREEREIBER). MR —TIFERENER. SIRIEHEN, REREEIMU
AR, BMEIRRES. Bii—R, XEHRENFEER: B, NERRAR, RHOENE—BLE" R
HEX AR, ZREWILIHHII, mEohER ERECIR (Wile E. Coyote) EHEET—ENEEN—1%, Ff
DERERFXREE, XRERTEASEHN—II,

(00:52:39) Lenny
English:

The other part of this is something | went through for a while when | was starting to become a more
senior leader is | had a lot of imposter syndrome, and this fear that if | messed up, everything would
crumble. People would see that | don't actually know what I'm doing, and I'm not really ready for this
level of seniority. And so there's this fear of one big mistake, it's over. Clearly this was an example of a
huge mistake and it was not over for you. Is there any lessons there that you take away of you can mess
up and still do well, even if it's this level of mistake?

FRZERIE:

F—E D BRERENFIERNARASENEHIN R HERREN “ERELSFME” (imposter
syndrome) , #EOMIRFIFE T, —IERFHEH. AMISEAMFHEIHANEE SEMMA A, RERESFE
BN R FILSE—FRIR: —RKHE, RIEEMTT. B4, MXIMFIFE—PNEARNHEIR,
BN EEHZEER. XT “BMEILT XMERANOEIR, MKARTLUSHEH RLBISKI” , REHA
T AD ZMS?



(00:53:11) Ethan Evans
English:

| think a lot of people in my position would've quit. They would've let the shame... | was just a little bit
bullheaded where I'm like, "Yeah, | messed up. But | know I'm still a good person and a good worker. Yes, |
made a mistake, but I'm going to move on." Part of the story | haven't told that you might enjoy is |
mentioned that Jeff Wilke was Jeff's number two at that point. Jeff Bezos, number two person, and he
was my skip level.

Well, during this process, he came physically into our offices and he wanted to talk to me, and my
manager who was vice president said, "Hey Jeff, this is my team. | own it. If you have any criticism, say it
to me. You don't mean to talk to my team." And Jeff Wilke said to my boss, whose name was Paul, "Paul,
that's excellent leadership. | really appreciate what you're doing. Please step out of the way. | want to talk
to Ethan. You're doing a great job, Paul. Now step aside." And then he kind of read me the riot act.

And the rest of that funny story is | was so happy with how well my meeting with Jeff Bezos went, | patted
myself on the back and like, "I'm going to go face Jeff Wilke now. I'm going to schedule a meeting with
him and do the same thing. I've got this down." So | go to meet with Jeff Wilke, figuring I'm going to run
the same playbook. I'm going to look him in the eye and all will be forgiven. And Jeff Wilke looks at me
and says, "Ethan, when you launched this, did you know you were gambling with the result? Did you
know it might not work?" And | said, "Yes. We had a media commitment to launch on that day, and |
thought shooting for the date was more important than perfect certainty." And he said, "Well, two things.
First, you were wrong. You were wrong to prioritize date over our reputation. You let Amazon down in
public and that was a mistake." He said, "Second though, at least you knew you were gambling. If you
hadn't known you were gambling, we'd be discussing your departure." And I'm like, "Okay." Here |
thought | was rolling in this meeting like I'm going to run my relationship playbook. And he's evaluating
whether or not to keep me.

The bullheadedness is even after he had told me he had been considering firing me, I'm like, "Well he
isn't. So I'm just going to go forward." And a lot of that stubbornness of sure | made a mistake, but I'm not
going to live in shame about it, | think is what people can take away. | think a lot of people feel they're
more dead in the water than they are. Because everybody makes mistakes, right? | mean Jeff and Fire
Phone, that'll be an albatross around his neck. Jeff and Fire Phone will be a phrase of anybody who

knows Amazon for the rest of his life.
RS ERIF:

BRRZAEERBMIBENATRESIEZFFR, L ERBEHEE S, ERINEREHR, B8 ‘2
B, HISHE T, BRMEBRLKAZMBENA, BIMBNET, B0, HILTH, BRIBLEFHH.” HED

E—HORIT&H, METRESRNME: RIRE Jeff Wilke HAFEAX « TEHM_IEF, MERMBR LA
(skip level) o

EREBEIERER, MFEERETRMNNDAAEBIRFKIKIE. RNFIE (SN —UEIER) H: TR Jeff, XZE
KHIEIRA, HAR. NRMFBEEEHIE, HER, (RAEEERRENEK.” Jeff Wilke 3t FKAIE R Paul
¥ “Paul, XZRIRENMSHRIM, RIEEMAMOME. TEIFLFF, FZEM Ethan #iK. RISREF,
Paul, ITEIEFERL.” ARMMEHITT —H™FHNFZR (read me theriotact),

BETIROBEZ, AARMARX - MEHHNZEHITRIEREIRF, RERBERY, 08 “BAEEEZEN
Jeff Wilke 7, HREBLOMAINZ, BRAFNERBEM.” TEKREN Jeff Wilke, LRI EBITRIFHIRIZA:
BEMREREE, —YJESIBRIF. ER Jeff Wilke EEFIR: “Ethan, ZREHBXITmY, RAIAAIERE
EEEREE? MAABERTERTE? 7 . B0, BINEEAETERRLS, HIANEKRLE
BERLLERMEMEEER” fthik: “F8, ARs. F—, 7. MERKEERETRNNEEZ L
MEARERLITSBERT, XE—MHER BEEMR: “BFE s, EMFIESCERE. NMRFHE



RERHES CERE, BERNAETVIENMBMEHBEANRR 7" FIOE:  “FB," HAELUAFK
BRBITHRE “RRRAX B, ERMOEETEEREFFFH.

BB AT, BMEEMSIFRMEZEAREZE, FRAR:  “BEAMEFRR, BERMBETTE"
X “HWTIE T, ERAFAIEFERRT NI, HAABRAKALUEEN, ZEFRZANEFECE
ZERTRT, HEHEB. AASPAEBIILHE, WIB? ANk - NEH Fire Phone W2 MERNV EEFIEZ
RENRR, EETHRISBNABZIE—ETF.

(00:56:08) Lenny
English:

Yeah, we talked about it on the Working Backwards podcast, and why didn't Working Backwards work for
the Fire Phone, we talked about it. | love that these quotes and lines are so seared in your brain. You can
remember it like word for word exactly what-

FRCERIR:

2R, JIE (FRIEE) BERTRIT, NTAERIIEATE Fire Phone Lg% HIRFFXLEXIE
MERRAMILRZENTERAREE, (R/IFREERFEZaOHICE—

(00:56:20) Ethan Evans

English:

Well, I've relived that moment many times.
FRCEIE:
ArFHEREEERITEHRI R,

(00:56:26) Lenny
English:

And then just along the lines of working your way out of the hole, is essentially what you did just succeed
for two years and do great, and that was the key there?

FRCERIR:
BAXRTFIMAMEIRHCLR, (RFAMBEIAR EMEERZEHNREERMHEBHEGH, XEXET?

(00:56:34) Ethan Evans
English:

No, | think | did have to learn. I've always been sort of an operational cowboy, meaning | like to go fast
and loose. | prioritize speed, and | really had to step back and say, "Okay, Amazon at this level and scale
doesn't like that." So I've taught myself a new phrase which was "fear the New York Times headline." Be
aware that if Amazon is down, it goes up on every news website immediately. And so if Amazon has some
kind of mistake, it's on Wall Street Journal and CNN. And so as a leader, | had to think, is what I'm doing
going to generate a New York Times headline? Because if it is, I'd better be really careful. And that's what |
taught myself is you can't be paralyzed, but | taught my whole team, we don't want to be in the New York
Times for the wrong thing. And that was the lesson.



AR ERIE:

> WNABRBAFES, H—EERED “BEFF , BRRTE. NN KLAZEERE, BRLM
BE—FH: 8, TSREXMEIINMELFERXMNEL" FIUFHETES—MHE: “WR (49
BHRY BKER” . ERRFNREDHENT, ESUMNHRESMHENGE L, MRTSHILTE, EMs
HIE (BERERIR) M CNN Lo FRUUEANGSE, BHOMBE: REEBHEBFZFAR31% (ALK B
KEME? MRZ, HERFEE/ D XMBHFER: MAERELMAESEZ (KRBT, BHREFENEHR,
B ABANAEESE L (L08R, XmEHil.

(00:57:32) Lenny
English:

Along the lines of lessons, last question here, what's something that you took away from the way you
approached it that you should have changed or should have done differently, that you've done differently
since? Obviously don't... You mentioned this idea of don't promise a date that you're not that certain
you're going to hit. | guess is there anything along those lines?

FROCERIR:

XTI, &E—TRE: ERAEXGENANFR, BFARMESMNZRESIRTHMIEN, HAERZE
RS 7? B, MR T ABAE—MIULEIEEAMRI A, T8 HME?

7

(00:57:52) Ethan Evans
English:

I have two things here. First, Amazon loved in the past, they loved surprise launches. They love the idea of
we're going to be quiet, quiet, quiet. Because basically it was a reaction | think to Microsoft where they
felt Microsoft always talked about what was coming and then pushed the dates back. And so there was
this whole thing about vaporware. And Amazon wanted to be the other way, which is we won't say
anything and then it will just be there. The problem | came to say is the biggest thing | learned with
surprise launches is that you're surprised by what doesn't work.

And so | shifted the approach to let's do a lot of beta testing. We always, even if others don't agree quite
and say, "You're right, we're not going to have a surprise launch." Some of our beta testers, even if they
sign NDAs are going to leak. And that's a better outcome than launching something that doesn't work.
That's one lesson.

The other lesson is this thing that broke in front of Jeff Bezos, ultimately it was a new college graduate
engineer who wrote that code. And he had been left alone to write part of our user interface, but he had
written it in such a way that it didn't scale. Now we didn't give him any help or oversight. We left him on
his own, because we were busy focusing on other pieces of the problem. And shortly after the disaster, he
left the company. And the mistake | made was not reaching out to him and really reassuring him of, "Yes,
you wrote the bug, but that's not on you. The system failed you and we don't see you. Bugs happen." So
the thing | regret in this whole thing is not realizing that even though no one in the team ever yelled at
him or whatever, he knew it was his bug, and he obviously saw me and others sort of taking a beating.
And so he left, and | wish he hadn't done that. And | wish more than that | had stepped in. | didn't realize
what he was feeling.

AR ERIE:



HERR. £—, IIHIEIFEER “RELH . WIERRSENLEH, BEILRHBE . FHIAAXE
A LRI — M RN, EAMNESHREERAWNE™m, AEXIEERH, SEHIRS “BEURMG”
(vaporware), ILSHBES—FEK: AR, AEFRRAMLIAT. ERFINHIIIZ: FELHTR
AWEEET, MR “TAKRAETE" LI1FTE,

FRUFERZ T 7575 L HAMEARER Beta Mk, BIERMARKER, W “RREXN, RMNFREERS
77, BME Beta MIAEE TREMHIN (NDA) HATREESME, EXSLAH—MRABEFEN”REF. X2
F—"1 il

FANHNE, BNENK - MEHERAERNINE, KRR —R[NEIVNAFZETRINEHAE, Mmiks
IMRETHRESAAREN—ED, EENSALTEEARAMEF L, LRHNLELMEMTEBHEE, ik
th—MATF, AARNECTRERFNEMED. RERERFR, HMBEAFT Q. HLHHEREREE
shikfs, HERMEZRM: “269, Bug RMMER, BIRFZEMIE. BRS (BEERE) EATHR, HIH
FEAR, Bug SREERN.” REXBHEIREHENE, REFAMNELZAMM, EMAERBZME Bug, bt
EIREHHMEMABRTEFZE. FRUMBERT, RFEMKE. REFERIUNENN, RARKEIREIM
ENIRESE

(01:00:05) Lenny
English:

It's interesting, the lesson there isn't catch that person sooner, and notice these links in the chain that
may break. But it's more just be there for that human that have this challenge, that people may not be
focusing on.

FRCERIR:

REE, XENHIIFZE “EFMEAIBIN" & FEEHEFPAIRAROTET” , MESE “XIERITE
IEBEEREIAN" , XEERAE 5 B8,

(01:00:19) Ethan Evans
English:

Because we lost a good person, and he probably felt very bad about it. And we all feel bad when we make
mistakes. That can't be prevented. But he felt undue responsibility | think, and that | really regret.

AR ERIE:

HAFNKET —NMIBHIN, AN IERRIFERET, SFAVLEN, ARBoED, XZTEEEH.
BIEIANNMAE T IERFER, WIHERZER,

(01:00:35) Lenny
English:

This is actually a really good example of ownership. You mentioned this term ownership and that
connects to... Amazon has these leadership principles. | think there's 14 of them. One of them is around
ownership. And apparently you helped craft the actual language for that principle, which | think is a huge
deal with Amazon. | imagine very few people have a say over how to define, and describe, and say these
principles. Could you just talk about this principle that you contributed to, how it came to be that you
helped actually write it?

FROCERIR:



XEfR LR “EAFEH" (ownership) BI—MREFHIF. (REEIT XM, X5TSHRASTENEX.
T oA 14 FEN, HR—FREXTEASKEN. B, MBSERETZAENNRKER, XELIHA
BHARE. BRRLOEAENNAEXHERXLENE LSRN REEKIRIRTTEBIXFEMND? (RENFS
5kE8?

(01:01:08) Ethan Evans
English:

Amazon is now kind of on its fourth version in my mind, maybe there's more. But its fourth major revision
of its leadership principles over its 25 plus year history. And when it was going from version one to version
two, Jeff and his leadership team sat down together. And actually in version one, there were three
different lists. They were leadership principles and core values, and something else | don't remember.
And they were like, "Three lists is stupid. Let's make one list."

Well ownership, the term had been a part of one of those lists, but when they merged everything, they
took it out. And this guy Jeff Wilke | mentioned, the number two and the leader of retail, he brought a
bunch of us a bunch of his directors. He brought the proposed list to us in a meeting and said, "Hey, this is
the proposed new version, do you have any comment?" And we all sat around and talked and said,
"Where's ownership? Ownership is missing." So we told him, he said, "Look, ownership is missing. We
think it should be there." And he said, "Well, why don't you propose a draft?"

And so about a half dozen of us sat around and roughed out a draft of how we felt ownership should be
written. And | proposed these six words, which are, "An owner never says that's not my job." Maybe that's
seven words. So | propose this specific language as a part of it and we sent off this draft. And months go
by, we hear nothing. And then one day the leadership principles are announced and ownership is back in.
It's been modified, but that, "An owner never says that's not my job," is a part of the leadership principle,
and it's remained to this day. And what | love about that is because Amazon has one and a half million
employees who live by these leadership principles, it's probably the most impactful thing I've ever
written.

FRCERIR:

TERER, TIRREANLTASNENNENMrE (BIFES), XBH D5 FEZHELENREXRE
To HEMB—HTERIEZRRES, REXMMBEIAFELT TR, KFFLEFE P, B=TPFENTIX:
AFHEN. ZONEWR, EEZ—TMHRFERFIFHIIR. WNERF: “=MIERKXET, EBNEGHE—

i

”»
o

“EASRFH XMARKFEEF-NIIRE, EIUNEHAERTH, BERRET. FHIREIH Jeff Wilke
(HENZEWSHTEAN) BETHN-BHLEAS, BRNOMREZARNE, B TR, XZRINEH
WS, MRI1EHARKIE? 7 HMNLE—RITIeH: “FASEREWILT? ERRT.” FERINSFM:
“EASRHERRT, FRMITANERZERR” thik: “9F8, BPEIREN—ESR? 7

FRBMARASRDALE—E, BHETEITARN “EASER LZOABEWNESR, HiREH TN
“EASMTIR BBAR2HMIIE " (An owner never says that's not my job) . FIRIIGXERISFERIIEEEE
AEFH—ES, ARBINRXTER, ITMBEXT, 8X&E. BEIE—X, HINASHEURET,
“FASHEME EBRT. BAEZITEN, BB “EABMRER BREBHEHIFE” WEBT TR, H—H
BRAES, RZFAUERX—=, EERANTIHE 150 F &R TEEXEENEFNLE, XAEESREIHN
=B XN —aiE.

(01:03:11) Lenny



English:

Wow. So those seven words are the most impactful thing you've ever written. | love that and | totally get
that. I'm looking at the principles right now and it comes right at the end of that principle. We'll link to
the 14 leadership principles. Is there another principle that you really love or one or two? | don't know.
It's probably hard to pick your favorites.

FRCERIR:

o PRI MARMREINEERMONARTE, RIFEFERNX—<, W2l RNTEEEXLE
0, MEEMEZENNRG. KM E 14 FASEVHERE, TEHMIRIFEZREEND? FAE
RETRMEEH &E AT,

(01:03:28) Ethan Evans
English:

I'm a huge proponent of bias for action. Bias for action says speed matters in business and many
decisions are reversible. And so it's important to go faster. And | think people don't understand that in a
competitive environment, being right is good, but being quick is necessary. Because if there are 10
startups working on an idea, some of them will gamble, and they'll make bad gambles, and they'll go out
of business. But some of them will gamble and make an early bet and be right. And if you are not moving
quickly, you'll be beaten by the people who maybe got lucky. And so you've got to have a process that
values speed, values, what can we do today? What can we commit to today? So | really like bias for action.
Now that is what got me in trouble with Jeff, right? | was willing to gamble. So it has to be in balance, but
that's my other favorite.

FRCERIR:

HE “RH178)” (BiasforAction) HYREHIFE. XFENNR, EHUVHREEXEE, MAWFZRERH
BEY. Fitt, RETHREE. HINAANFIERNZE, ERFFED, ERERT, EREZLIE. BN
IRE 10 KM Q2FEB—TRF, Hh—LEIWE, GERaTERT, BELEIMR. WRIMTHFE
R, RASWBLAERIARTUFETHROATR. FAUREHE—EEMNERE. EM “HITSREMMT
A7 "BINSREREFA” KR, FMUKIFEER “RE1TH7 o S, XEMSILHMARKFENR
H, XE? AAZINEEER. FILESTRETE, EXRENF—TRE,

(01:04:25) Lenny
English:

Again, the Jeff Bezos interview with Lex Fridman, he was talking about how with Blue Origin, with the way
Amazon, he thought about Amazon is customer obsession. That was the core goal and differentiator of
Amazon. With Blue Origin, he wants it to be decisiveness. It's basically leaning into this bias for action

fully, which is really interesting.
R EIE:

BRIREIZARK - DA Lex Fridman B9iF1%, Mi%ZI7E Blue Origin (IE&#2IRE) , MIAATSHZOB R
MEFKETFT “BEFPEE” (Customer Obsession) , M X F Blue Origin, IFEZLE “RE”
(Decisiveness), XEAR FExL£MMAT “REiTs0" , XEBER,

(01:04:44) Ethan Evans



English:

| saw that part of the interview and | thought, "Wow, that's exactly right." Because again, rockets blow up
and they have people on them. You've got to get it right, but you also have to keep moving, because

there's always one more thing you can safety test. So how do you balance it?
R EIE:

HE TN, OB B, XMWT.T AAAFZIRIE, MELEHEA. RO, EIREATRER
#, AAKEEBATNR2MR, FRURIOEFEE?

(01:05:04) Lenny
English:

Yeah, it's interesting. With rockets, that's the one that you pick. It's pretty bold to be all move forward
kind of thing. So this principle, again, going back to ownership, so you basically suggested this phrase,
"You didn't hear anything," and all of a sudden it becomes part of the whole thing. Did that feel weird that
they never told you, or I don't know if they gave you credit for that, or it's like, no, it's great?

AR ERIE:

2, RE8, WTAEXMBE, (MEAERT “REF . Xt “2080#" NSEFEEAE. @F “EA
SIEH” XFEN, MR TBAE, AR BLEERE , ERERAMKRTENN—H7. HIIMKLSE]
R, HE RGBSR, MEIRRFHED? EBRFT "XHR, XRE" ?

(01:05:24) Ethan Evans
English:

Yeah, | wouldn't even claim credit for it, except | kept a copy of the email that says, "Ethan thinks it should
say blah." I have the written proof. Because it's not about the credit. I'm very happy and proud that those
words were kept. But in Amazon, | doubt if Jeff knows | wrote those words. It's not like I've ever told him,
"Hey, do you know you kept my words?" That's not appropriate. It's just a fun anecdote.

And it does show, | guess something people can learn from that though, you can influence way up in a
company if your ideas are good. And also, when we challenged, Jeff Wilke was a strong opinionated
leader who didn't necessarily always love being challenged. And so when we first told him, "Well, we
think you're missing ownership," he was like, "You're staying that the whole S-team (Senior Team) can't
get its leadership principles right?" | mean it wasn't exactly that way, but he was very much like, "Well, is
this really necessary? Why do you think it's necessary?" And his challenge to us to write it was kind of
framed as, "Well if you're so sure it's good, show us." But again, I'm stubborn and I'm like, "All right, let's
write it." And we did.

FROCERIR:

BW, BREEFERY, RERRETHRHEE “Ethan INAZZRERE" NEbGEIZ<, HEPEIERE. B
EXAETHS, RRARRSHEREFHBEEFRERET TR, EELIH, HERRNXRERMEREHKS
B, FEMFRFIFISM: %, (RABMRATHENERL? * BFEE. XRAR—MHEBNKE,

ERERR T AKAUFEIN—R: NRMOEEREY, RAUEARER LENERNE M. M, =
BAHRHFREERY, Jeff Wilke R—(UIFEBEEXNNIATE, A —ELERENWBE. FIHINE—REFt
“BABAARRIET EASE®R Y, MHORNAEBRZE: “REREN Steam (BAEBEEHIN) HEFRENTF
JEN? 7 BRARIBATK, BHHLZR: “XENLED? FATARKOE? 7 ik EERIBE



BhE: "“BRAMXABEEY, BMIERRLEIE.” BRRER, Fik: “FW, BEIMNREHFK." EFR
AR T o

(01:06:47) Lenny
English:

That's funny. That's not a great example of leadership where he is like, "Hey guys, | need your feedback
on this thing. But no, don't actually tell me anything's wrong."

AR ERIE:

KET o, XAFB—MFAFRIEF ——18i% “RUH], RJFBRRNORE" , —aXiR “BiENS
IFERMEHET” -

(01:06:57) Ethan Evans
English:

Well, yeah. | mean for a bunch of directors to kind of critique the work of people two levels higher, he
wanted it, but then he's sort of naturally resistant to it if we're kind of poking at his baby.

FRCERIR:

T, BNERE, t—#SBEHITHMISRENASHIE, MEABERGE, EHRIMNENTBOE
BYfEmIEFERIAY, Mt/ EAEERvHht.

(01:07:14) Lenny

English:

It's unlikely that there's something huge missing and it turns out there was.
R EIE:

tEIRE RIS AR AREREFAEARNARA, EREERF T

(01:07:18) Ethan Evans
English:

Yeah.

FRSZERIR:

Ao

(01:07:19) Lenny
English:

And | guess just on these principles, people may not know this, but this is where "disagree and commit"
comes from. It's actually "have backbone, disagree, and commit." We talked about this on the podcast
about working backwards. | also love "leaders are right a lot." That comes up a lot and | love that, to be



successful, you need to be right. You can't just project confidence. You can't just be in a bunch of

meetings and ship things. You need to be right to be successful.
R EIE:

KFXLAN, AETETRHIE, “BFRE, RMARB” (disagree and commit) FMEMXJLEKHN, L
ME “BREE, BTIRS, BAKB” - BRINEXTERIFEENBEENE. RBRER “REIEH
(Leaders areright a lot) X—%., ELB®IEE, HEXNENRRAR: EBENY, RUAEERN, 7R
BERRIHBE, TRIARAHS. KKK, M MMIERIRERA BERI.

(01:07:42) Ethan Evans
English:

And that one's been rewritten to carefully say, it's always interesting what is the history of the edits,
which you wish you could see the edit history on these. That one got modified to say something about
leaders actively work to disconfirm their beliefs. And the key there is it was trying to get at the idea that
you've got to be very open and always be questioning, "Yes, | think I'm right, but what's the new
evidence? What am | learning? What's changing?" And in fact, it also says they seek diverse perspectives.

And that was a way of getting at what's called DEI (Diversity, Equity, and Inclusion). That's a subtle nod
towards if everyone in the room is a 50-year-old white man, you may not really be making the right
overall decision for Amazon's customer base. You may be making the one for 50-year-old white suburban
Seattleites. And so it's just some of these, every word in those has been studied as an individual word
inside the company.

AR ERIE:

B—FUREMBITY, BEFIFEEE NRFEFIXLEENNEITHESIFEETE, B—FKERA: F
SESRRIRREIEHERERECHER. XBET, EREREMBIURTAR, TEHRLE: “28, &
INNEEXNEY, BEEAMEELD? RFERTHA? FAKET? 7 XL, EXRIMINIZSIRSTUNMN
Ao

XESIANDEl (Z7T. AF5ER) W—FAR. XBR—MHYHNER. NREEESZ S50 YNWEASHE, R
ARELZNTSHNFIA S A ML IERIREERE, (FRIRRRHMETHEG "BAHREMX 50 sEASBMNE” o
HURSR. FrLL, XEENFHES—MEATEARREHBEET R SR,

(01:08:52) Lenny
English:

Amazing. Okay. Let's move on to the final area | wanted to spend a little time on, and this is called
contrarian corner. I'm curious if you have any contrarian opinions about things basically that other
people believe that you don't believe, something you see that many people don't see. Is there anything
that comes to mind?

AR ERIE:

KIET . UEBRMNHEANFKBINRE - “REZMARE" (contrarian corner) . HRFHFMEBESTE LS
RABRIMR, BARSHAEEEMFBENER, HEMREITHANLEINARTE. BtABERE?

(01:09:11) Ethan Evans

English:



Yeah, | think a place where I'm currently very contrarian is the return to office movement. Many leaders at
my level appear or publicly favor the need to get back into the office potentially full-time. And I'm
contrarian on this because of innovation. Specifically, | looked it up, you can check my facts on Wikipedia.
The first purpose-built office, the first building ever built to be an office was built in 1726 in London. And
so we're about 300 years into learning how to use offices well.

And what that means is offices aren't going to get much better. What's the last major thing you can think
of that got better in offices? You might say well open offices, but a lot of people would say that's not even
a good idea. These big rows of desks and loud pits. With working from home, we've only been doing that
for a few years since the pandemic began and at all since the internet started 20 years ago. Which one is
likely to have more opportunity for improvement? There's so many things we haven't explored with
remote work. And | think the people who say, "Back to the office, it's because we know it works," well we
know what it is, but | have so much more faith in the opportunity to improve the remote experience. And
so | think long-term, it's going to triumph.

The one other place where I'm a huge contrarian is doing business on a handshake. | understand
companies need lawyers, and | have an attorney for certain things. But | coach people. Most of the people
| coach, there's no NDA in place. There's no contract in place. They pay me through PayPal and | do good
coaching for them. | think too much of the world is contract driven, and we've lost the idea of your word
being your bond, and you can actually trust me to follow through on my commitments. And I'm a
contrarian there. | realize | will occasionally get burnt. Someone will behave in a way, they'll let me down.
But | think when we're always suspicious of people, that's a high cost. And the other place I'm contrarian
is just doing business on faith.

FROCERIR:

AW, HWANBRRERRERNUEREXT “ERNRE" &6, FENRERINASEMNFELAXGE
BRAANE, BEEZERET. BRMEHRXNER, REAETEIH. BEKiR, REIHY (RAIUEHEEST
BHZR) . R EE-ELTRIENDARERE 1726 FELCHEREN. BMEWR, FHIELZET 300 FiE)F
SfEERDAE.

XERENAERZBERANBGETE T, REEREDAEREEHAERNHG? (FAIGEZIR “FHRIAD
RE , BREAREPREFZNFER ——HHHNRFAERNIFER, MXF “BRHAQ" , HINE
BFEABEAMRZA T LE, MEBPIRESENR 20 F. B—1EGRHEBS? EREDDEEXRZRE
RERNATEEMN. FTIANBLER “EHRXEBRNRNMECER WA, HERZBRANIMTE. BHMH
ZERRAENNSERED. FMUFINANKEZERE, ekt
S—TMHEERERNMEE “REFHER" . RERADFTERN, BERLEBELHERIN. BHHE
SAAN, XREHBERTEERBDIN, KEGE. i@ PayPal 13k, FAMIHEHMNENHES. FIAN
REMHARKMSE T, HMRET “SHLHT N “EEEASETRE HER. EXHEERRRE
Bo HRIRFIRBREFIN, BAZULEKE, BFIAN, SBRIEINASHRIRSHINE. FIUKRRFIRE
EHER,

(01:11:32) Lenny
English:

That reminds me, Sam Altman has a similar philosophy of just trust people and assume it'll all be okay.
Sometimes you'll get burned, but on balance, it'll end up being much better for you and for everyone

around you.

AR ERIE:



XILFHAREE Sam Altman BEEMBEF: KEEIIA, Rg—IIEIFER. BRMRIZTS, BEH¥RR,
AR E E R AEBBZE Lo

(01:11:42) Ethan Evans

English:

I didn't know that Sam had said that, but | strongly agree with it.
R EE:

EARE Sam I XiE, BHRIFFEHER.

(01:11:45) Lenny
English:

Yeah, although he had some challenges recently. | don't know if it's working great, but it ended upgrade
for him. So anyway, okay. We've actually reached our very exciting lightning round. Before we get there, is
there anything else you wanted to touch on, or share, or leave listeners with?

FRCERIR:

B, BAMRIEET LR, RFNEXRE—EBAY, BXMMRHERERE. 57, HIIHENTIE
BYANMBERNNEBRIET, EBZA, MEBABTE. DEHBLITREING?

(01:12:01) Ethan Evans
English:

No, I've really enjoyed this conversation. | could talk about careers forever and | love doing that, but |
think we've covered a ton today that will really help people. So I'm good. Let's hit the lightning round.

AR ERIE:

BAET, RIFEERXRMNIE, KTFRUAEERATUI E—8X, FERLEFE, ERIAARMNSKREZT K
EREIEEMARNART. FESHF T, FIBRERIE,

(01:12:14) Lenny

English:

All right. With that, we reached our very exciting lightning round. Are you ready?
R EE:

98, NI TR, HEEYF TID?

(01:12:19) Ethan Evans
English:
I'm ready.

AR ERIE:



HEEET

(01:12:20) Lenny

English:

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

Ethan, FRAABERZHR=ABZEMHA?

(01:12:25) Ethan Evans
English:

Two or three books. My number one recommendation is a book called Decisive. It's by Chip and Dan
Heath, and it's about the science of making better decisions. The reason | recommend it so much is it will
make your career better because leaders are decision makers, but also your personal life. So | apply it at
least as much in my personal life as | do in my professional life.

My second most recommended book is Leadership and Self Deception, much less known than Decisive, a
little bit harder to approach. It's by a group, a research group called the Arbinger Institute, and it's about,
the self-deception is we cause a lot of our interpersonal problems while blaming them on others. And it
walks through how are you part of the problem you're having with somebody else and what can you do
about it?

The third and final book was recently brought to me by someone | work with that you know, Jason
[inaudible 01:13:21]. That book is The Almanack Of Naval Ravikant. And Naval Ravikant is an angel
investor responsible for AngelList. But what | love about that book is he has a recipe. He really boils down
how to be successful while loving what you do. And he says, "No one can be a better version of you."
Don't try to copy me and be, "I'm going to be like Ethan, or I'm going to be like Lenny." Instead, figure out
what you uniquely do best that you love, because no one can copy you being you. And that's your
defensible sort of career value. And | really like that mental model.

AR ERIE:

W=AH, BHRBE—HEEFR CRETH) (Decisive), fFERHRBTE (Chip and Dan Heath), ERXFH0
A E B RENRF, RZFAURAIEEE, RRAANSELRR LMEBRAEKSE, CaeltfREVERWEEMNA
EEBTREE. RENAEEFPNACHIMERT FEIEFR,

BEHENBRE (MS5B8HMIE) (Leadership and Self Deception) , EMFIAELL CRETF) K—L,
WIBMMEIER—<. EMH Arbinger Institute IZVVARS, OMRZE: BAERTIFZARXRAE, ARKHE
PEFHA. ERSIFMREE: ERSHANFES, (FPETHARE, UNIREEMEFA?

F=AURERE—F, BRE—USENFEFLEN, BEE (WER/REH) (The Almanack Of Naval
Ravikant). #AE/R (Naval Ravikant) = AngelList IEIIEA, HRERMWKRFERZEAN. HERXEBHWEREE
B, MEET —ENFREAEMMRZ SNRNESHRIINMIR, fthid: “LBABERALFREFN R 7 K
TIHERAES Lenny, MEERERBFHEKBERENEE, RAEEARER “BFES” . XHEIRER
WAEERRATERNNE, KIEESNXNBERE,

(01:14:14) Lenny

English:



Awesome. What is a favorite recent movie or TV show you've really enjoyed?
FRERIE:
KET . OB AMMIFEERNERHBNRG?

(01:14:19) Ethan Evans
English:

So | grew up on a farm, and so all the Taylor Sheridan, 1923, and Yellowstone, and all of those series,
we've watched everything he's put out. We do kind of laugh like, wow. Are you familiar with Yellowstone
atall?

FROCERIR:

RERFEAK, FrlRE - 2 (Taylor Sheridan) BIFRE{EM, tbi0 €1923). (ERA) (Yellowstone) %
5, NS —EBENBET . RINNENIVEILEK, &, FHAE (FH) 132

(01:14:37) Lenny
English:

Absolutely. A lot of death.
R EiE:

HA, FERIASRIZ,

(01:14:39) Ethan Evans
English:

Yeah. At one point my wife and | were watching it, we would start betting. So the episode is starting, how
many people will die in this episode? This ranch in Montana, but yet somehow they're always Kkilling
people. How does this work?

AR ERIE:

EH. HNMEFENMEEERITH: XEFR, SEZLARE? BARSKAEMNN—NMU7, EREEHE
RN, XEAFRE?

(01:14:55) Lenny
English:

That's what your life was like, is what I'm hearing. Favorite interview question that you like to ask
candidates?

FROCENIR:
IFERIFNEEFHNERS (K. FEREREHREANEIARBRZHA?

(01:15:03) Ethan Evans



English:

| think my favorite interview question is, "Tell me about a time where you needed to disagree with your
management, where you needed to stand up or fight for a position against higher leadership or people in
power." Because | think that's really hard to do. I'm normally interviewing leaders, and | think having a
bunch of people who just say yes isn't helpful. You need people to have, as you said, have backbone,
disagree and commit. So that's what I'm normally looking for.

FRCERIR:

ERERENNERDEZ: “BEFE—RMBARNEERERNNER, ERREHHR, (ROTUEHER

TBEASERENENA, NECHIME.” EAFINNXBEERE, FEEEHNENTE, FIANH

=i ‘B” WAZLER. MBEEANVEGMNIA BT, “BREE, BTFRS, RMKE” o Xt
B E FHA .

(01:15:33) Lenny

English:

Awesome. Is there favorite product you've recently discovered that you really love?
R EE:

XET, mIBERERIMAAMIEESRAm?

(01:15:38) Ethan Evans
English:

It's silly, but my favorite product that I've discovered recently is the Chuckit!, which you use to whip a ball
for your dog a quarter mile. It basically extends your arm. And it's just fun to send a ball soaring way
further than you could ever throw it. And you feel like, "Wow, look at me. I'm a major league pitcher."
Because | have this three foot lever arm and | understand physics. If we look at tech products, there's so
many | love. It's too easy to say ChatGPT and stuff, so | won't go there.

FRCERIR:

XITERERE, BERSERIMNRENRNRE Chuckit! (—FREAM), RAIUAEEKINEmESZ—RE
Tt AR, ERALEMRTROFE. BKNTBHMREFNEEZNREFEAHR, MIUFESHEIKE
BiF, AAMEE—TMZZRKIFEMEEYE. EFEES M, RERBKZT, B ChatGPT 2R
NKEIET, HRMFRET

(01:16:16) Lenny
English:

Awesome. My dog does not love chasing balls, so | haven't had a reason to buy that, but I've never
thought about just the joy of flicking a ball really far. Do you have a favorite life motto that you often come
back to, share with folks, find useful in work or in life?

FROCENIR:

AET. HEBWAREWEK, FIUFKEAIIT, ERMNATIEKE WRATHRE, MERETALE
L. DFLFIAN, HREGETEREEFPIFEEANELE?



(01:16:31) Ethan Evans
English:

| happen to be a Christian, and the motto that | think about the most is, "To whom much has been given,
from him much will be required." And so | think a lot about what is my social responsibility. I've been very
lucky. I grew up on a farm in Ohio now. | wasn't a farm boy, my father was a chemist. But | grew up in
upper middle class settings, and I've ended up being extremely successful, able to retire from my job at
50 to kind of coach and teach. What do | owe to pay forward? So those words are obviously ancient
spiritual texts, but they're the ones | take away and think the most about. What's my responsibility?

AR ERIE:

BRIaFR—REER, RBZRZN—MIER: “Z4iE, ARSI FIUREERERIHESTE. H—
BER=iz, BAEHEZAMNORIEKR ERERUER, FERRE), BREKTHEHELERE, KL
T EKRBIRLT, BETE 50 & BARKMMBERGMBFE L. HRXMEFRMFA? HiZOMEIF? XEIFRAL
BEENRYEFE, EENRRBRER. BERZHN: BNRERAA?

(01:17:11) Lenny
English:

As an example of someone that to whom much has been given, but because he's worked so hard, Jeff
Bezos is starting a space business as you know. If you had the chance to go to space, would you go?

FRCERIR:

ERA—1 "WATRZ™ BEESHNGF, Rk - MEMEFLINARZ LS. IRMMBEINSZERE, EE
ng?

(01:17:22) Ethan Evans
English:

Well, | of course saw his interview where he talked about how he thought about the safety and the
conversation he had to have with his mother. | would like to go to space. I'm not willing to pay what |
think the current tickets are, but | would take the risk. So what's the risk of that ride? One in a hundred,
one in 50, even more that you won't come back. | would probably take the gamble.

FRCERIR:

BREARBTHHIEE, X3 T HRSUENBEURMMBAS FEHTHONE, BEELXT. BRABRTREREX
HTEAINERN, EREEAREBXK, BXTHNLRESZL? BHoZ2—, Et+92—, BEES? RIEEE
y\%_*Eo

(01:17:46) Lenny

English:

So you'd be an early adopter? Where along that curve would you be, an early adopter, laggard?
R EIE:

FRLF =R FHARAE? T ML LR THAME? RIRRABELEEEE?



(01:17:50) Ethan Evans
English:

Well, I'm old enough that | remember when the Challenger space shuttle exploded, and | said | would get
on the next one and | said, "They're never going to be more careful than the next one, so I'll get on the
next one." So | think | would get on any one | was offered because of the chance. Unlike Jeff who claims
he wasn't scared, | would probably be really terrified, at least at liftoff. While you're up there, it's great.
Everything either goes wrong going up or coming down. It's not the middle.

AR ERIE:

KRELBET, TISFRHEE SR WURIFRIIR, BRIERKIL TR, BN “WIIKERIEET—R
FERET” o FMMMRENZ, BT LEM—REHLTKE . FEAXEMECSAER, RAUEIFRE
TR, BAOEETREXE, —BET EE, BRERRE. HEEEEEATELAN, BEAETEN, fiEd

REE RS,

(01:18:25) Lenny
English:

Ethan, | think we're going to help a lot of people with their career. | think we're going to help them work
through failure, become better owners. Thank you so much for being here. Two final questions. Where
can folks find you online if they want to reach out? Also, just share what you do now in case people could
use that help. And then how can listeners useful to you?

FRCERIR:

Ethan, IANKNESEHREALERWEE, BEIIEIRY, MABFHNEAS, FERERER. &
RN SIRARBEXRIR, ATLUEMEREIR? Hi, BRE—TRIEERTA, UWEFTEEPHHA
WEIR. &fa, RARBENIRGERA?

(01:18:42) Ethan Evans
English:

So the best place to find me online, I do all my writing on LinkedIn. It's where the professional community
is. So Ethan Evans on LinkedIn. My actual handle there is Ethan Evans VP for my history as a vice
president. That's the best place to find me. | do have a Substack newsletter. | do teach through the Maven
platform, but all of those are linked off LinkedIn.

And really, how readers help me, they comment on what | write, because | miss things. | am one person's
perspective. And so | actually have a process where | take in all the comments people write, all the
different perspectives, all the different exceptions, or special cases, or examples, and that's how |
improve my own thinking is | read every comment and think, "Okay, what did | miss? What could | have
said better? How can | incorporate this if | ever talk about this again?"

FRCERIR:

EW B FRFEIS Z LinkedIn, BBRE W ALTEREMNMT, ¥E Ethan Evans, 389 ID @ Ethan Evans
VP (AAFHKGERNEZH) . FHBE Substack BFIR, W7 Maven F & EFRIR, XLEFHZEERKD LinkedIn 4
ANZRLE,

ETREOFENI: BERNXETTIE. BARRE—TMANNLA, EEIBHRF. ZRE—ERE, %
WAKREHFIAEITIE. FRNMR. FISMERHEN. XMBHEABENS X ARE—FTEHEE,



FRET T A? WEFARERERFES? IR TRBIIXMER, FZNTBXERTEGHE? 7

(01:19:31) Lenny
English:

Just to give you another opportunity to plug the stuff you do now, what do you help people with in case
people could value could you use the stuff that you offer? You said you coach, you have a course. What
sort of stuff?

AR ERIE:

BHMR— M ERMFRRAELSHNE: REFESBIRARMTA? RREERBHLRSHIRE, BEEXTH4
A9?

(01:19:40) Ethan Evans
English:

| focus on two topics, career development. So how do you row in your career, the whole Magic Loop, and
how do you attain promotion or attain a new role raise if that's your goal? And then leadership
specifically. | teach a course that's been very popular called "Stuck at Senior Manager - Breaking Through
To Executive," which is how to get out of that sort of stuck, "I'm working really hard, I'm pretty good. I'm
managing 25 or 50 people, but how do | get to the big chair? How do | get to the division level leadership
and what do | need to change?" It's that whole what got you here won't get you there. And | love to see
people succeed at that. People write me back and say, "I did get a job. | did get promoted, | did get a
raise," and that's my fulfillment.

FRCERIR:

BEETFHENER, F—RRWVERRE: MAETRWEEFIRGTT, SEFEY “G@FEF , UWRINRFENE
REEASME, ZMOFAERM. EZ2MSN: RE-TJFEEZNDNIRE, UE (RERREFELG: R
FASE) (Stuck at Senior Manager - Breaking Through To Executive) . ©EIRIVAIER “HKEEH, KM
WA, BEE 25550 A, B ERIARMGUF WEE, MEHANZLBRINNASE, URIMFREEH
TfHta., XMEXTF “UFATEASENTR, TEFHRHEAT—IME” N2HBHRE. REREE AN
BTy, HEASESFE “BREF7T Offer”  “BEAT =X “BMNFHT” B, BHRIRMOEMBRR,

(01:20:25) Lenny

English:

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

K#E T Ethan, IFEREMREERIIXE,

(01:20:29) Ethan Evans
English:

Thank you, Lenny. And | got to say, you are very good at this. You're so smooth and you just do a great job
interviewing. It's been really been a pleasure.



FRSCERIE:
BHEHR, Lenny, Fediduift, RIEFHBEXA, (RFHIEETS, HEIESE, XENE—RIHIRNZH.

(01:20:37) Lenny

English:

| really appreciate that, and so are you. Thank you. Bye everyone.
R EE:

FERERNETR, MEEE, AR, B

(01:20:42) Ethan Evans
English:

Bye everyone.

FASZEIE:

AKB.

(01:20:44) Lenny
English:

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.

FROCENIR:

R RGERIURIR, INREHEESAEBRBENE, BILE Apple Podcasts. Spotify & EIRAIIE T N B HITIR
ATH., 4, BEERARMNTIAE TR, XEEEEHHMIARELAAXIMNEERT. B UE
lennyspodcast.com X EIFFEFHTER THREZERS. KITTHEL,



