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[00:00:00] Farhan Thawar
English:

If you do the hard path and it doesn't work, actually you still win because you've now done something
hard. You've probably worked with smart people. You've learned something along the way that is
valuable. | meet lots of job seekers. | go, what are you doing to try to find a job? Are you really learning
anything from sending out 10 resumes a day? Why don't you look at the API Docs and build something?
Even if you don't get a job at Shopify, you've learned something.

FROCERIR:

MRIRIEFET BEFEENER, BMERGEEY, KFELMFEERRT, RAMBT —HESE, ReIEExX I
BEHREEANAHRSE, FERITRENENTGA. RNIREKRERE, Ban: “ATHRIERBEMTA? 7
BRIV EHEMBILMFIRALD? AHAFREEE API XEAGEHFMaARAERE? BMER&EZERH
Shopify, fREFEETEXRE,

[00:00:20] Lenny Rachitsky

English:

First, | want to talk about another theme, creating intensity in your organization.
R EE:

B, BERKRS— T EEARHREE “8E” (Intensity).

[00:00:24] Farhan Thawar
English:

Everyone says, "Oh yeah, work hard and do more hours when you're young, whatever." I'm like, "What if

you just did more per minute?"
FR ERIE:
BPAE2R: R, EEREZNTIE, ZmME 22X, REZR: “UNRFERESSSHN~LHE? »

[00:00:29] Lenny Rachitsky

English:



The more | dig into the Shopify way working, the more fun stuff | never expected emerges. There's been a
drive to delete code and simplify.

AR ERIE:

HEENAR Shopify WTEA, MANBZEEREEE, tbin, tHIE—FHRRBANEKRFENIR
AR

[00:00:37] Farhan Thawar
English:

We have a Delete Code Club. We can always almost find a million-plus lines of code to delete, which is
insane.

FRSCERIE:
BITE— “MABERS ., BRI E2EERIBI—BHITa URRAAKE, XEERIT.

[00:00:42] Lenny Rachitsky
English:

| found this great quote from you, "Not everyone can look stupid in public over and over, but | believe it's
my superpower."

FRCERIR:
BRIMFE—AIRE. “TEENTASHERR AN —XREARENERIE, EFIANNXZHHERET.

[00:00:48] Farhan Thawar
English:

| have been in many situations with many sharp people who have said to me, that's the stupidest fucking
question I've ever heard. My goal there is not to annoy the person, but it's to understand the content.

FRZERIE:

KBS —LEBFENA, MITNKRE: “XERTIRMBIRENRR,” KHENHAREEHRIT
H; ﬁ'ﬁ%jjTEIEIE@#W%\o

[00:00:59] Lenny Rachitsky
English:

| was looking at your LinkedIn and your career history, and | noticed that you've worked for a different
billionaire every decade of your life.

FROCERIR:
HELIRH Linkedin MERWEE, FERIMRAERHNE—NMFHRENTENLZHES IR

[00:01:05] Farhan Thawar



English:

They're mostly different people, but they're similar in one thing is that they haven't...
FEiE:

HIAZZRENA, BE—RLIFEEM, BREMIIMAR -

[00:01:12] Lenny Rachitsky
English:

Today my guest is Farhan Thawar. Farhan is Vice President and Head of Engineering at Shopify. Shopify is
an incredibly interesting company because they have over 10,000 employees who are fully remote, and
even though they were founded almost 20 years ago, they continue to operate with urgency, velocity and
have very first principles, ways of thinking, which translates into them seeing record usage, blowing away
their earnings calls just recently, and building a beloved product. A lot of this is thanks to Farhan, who in
our conversation shares very specifically what he's done to maintain intensity and urgency within the
engineering team. Including their meeting cadences, the counter-intuitive power of pair programming,
how they run meetings, how they cancel meetings constantly and so much more. He also shares his
experience with indexing towards choosing the harder option when you have multiple options to choose
from and why that ends up making your life easier.

(00:02:08):

He also shares a bunch of great hiring advice and a bunch of hiring stories which are going to blow your
mind. He also talks about their engineering intern program where they're going to hire over a thousand
engineers just for their intern program in 2025. I've had a lot of people on this podcast from Shopify, but
that is for a very good reason because this company and its leaders have a lot to teach us about how to
run an incredible business and build an incredible product. If you enjoy this podcast, don't forget to
subscribe and follow it in your favorite podcasting app or YouTube. It's the best way to avoid missing
future episodes and it helps the podcast tremendously. With that, | bring you, Farhan Thawar. Farhan,
thank you so much for being here, and welcome to the podcast.

FROCERIR:

SR EERE Farhan Thawar, Farhan 2 Shopify NEIZZHFRTEA T A, Shopify E—HRIFEFBHNAE],
HIAEEE -8RI, BRSRENR. REQTMIIEIE 20 4, BMIIEKAREEEZER. SREHE,
By “E—MRE MBEAN. XBRVAHULERNAFRFERE, ERENMHIRSNPRIEA, HITEY
TESEENT M. XTERARE LEITHTF Farhan, EIEHNMIHES, MiFHANET b2 uEI4S TIZHRA
HEREM KB, SEFEMINSINTE. 33412 (Pair Programming) BEEREENAE. 10 EF
2. NEARKEUERINES., thESZETEEXN S MEDEN, AR EREENIT, URXAARESR
I EETRIEREN,
(00:02:08):

HIEDZ T F SRR NIBEEER IS AR AVBEENES, MR RE T i1 TREL I Ei+RI——2025 FA4 1R
RAXRIFMBEBI —FRIEM. RBIEIRZRKE Shopify NEERE, XREFEEN, BAXRATN
HOSEEAESd I SMNITEal~RAEERSE/KNEINMS ., NREERXMER, BEFRESIC
EITRAAXE. XRBEEIEETENRTF AR, URENEEIER, ME, ILFHNIID Farhan Thawar,
Farhan, JFERRGHREER, SDRINFEE.

[00:02:51] Farhan Thawar



English:

Thanks for having me.
FRCEIE:

R

[00:02:52] Lenny Rachitsky
English:

As | was preparing for our conversation, | talked to a bunch of people that you've worked with over the
years, and there's basically three themes that kept coming up over and over and over. One is hiring, two is
creating intensity in your organization, and three is choosing the hard path. First of all, does that
resonate? Second of all, does it sound good to talk about these three themes in our time together?

FROCERIR:

TEEEXRMIEN, HRKRT —ESERSMEFTINAN, BFR A= IMTERRERN. —=28E, —2¢|
BARRE, ZBEEFERMEAER. Bk, XILRFEHRIGE? BX, EE TP RNNEEINEX=1EHIRRE
A AnS?

[00:03:16] Farhan Thawar
English:

Yeah, | mean, | have ideas on where all three of those things came from, and | think that it is something
that if you looked back on my career, I've hit points on each of those things, but | don't think at the onset |
knew that that's what | was doing, but it turns out in retrospect, that's what | ended up doing.

FROCERIR:
B0, BNMEX=RE2EARN. BIMIAIRLEE, RESTMEREBIMENRTXER, BATEABRNEHRE

IREIECAEXAM, BEEKKE, XHLERRELEMHRIF.

[00:03:32] Lenny Rachitsky

English:

Perfect, so this is the Steve Jobs. Everything looking backwards it all connects.
R EE:

KiET, XMBEFEX « IR aIHBE: RNEER, —UEBKEXT,

[00:03:36] Farhan Thawar
English:

Yes.

FSCERE:

o



[00:03:37] Lenny Rachitsky
English:

[Sponsor Message for DX and Persona - Omitted for brevity as per standard transcript practice, but can be
included if required]

... Okay, so let's start by talking about the hard path.
FRCEE:

[BEBhET & - BY)

------ 9, BREAIEM “HEMERER" B,

[00:05:42] Farhan Thawar
English:

Okay.

FRCEIE:

a5

[00:05:43] Lenny Rachitsky
English:

Advice that I've heard you share with people often is when they're trying to decide amongst a bunch of
options is to choose the harder path because that makes life easier down the road. Share this advice why
it's so important, where you learned, where you developed that this is the right approach.

FROCERIR:

BRERRERASANRZINE: SEHEEDPEERERN, S2RFIRFERNR, BAXSILUEHNEELR
FREN. BRE-TFXTEN, ATACEEE? (REMBEFRHEEHXZIERTERN?

[00:05:59] Farhan Thawar
English:

But the short version is that if you have a choice and you choose the easy thing and it works great. If you
choose the hard thing and it works great, you did more work, but if it doesn't work and you chose the
easy thing, you've actually not learned anything because you chose the... You haven't done a lot of work,
you haven't probably worked with the smartest people because they're not usually around on the easy
path, and what happens is you've gone through this exercise and now you're like, I've kind of lost. | lost
the choice, or | was trying to do something, it didn't work out for me. But if you do the hard path and it
doesn't work, actually you still win because you've now done something hard. You've probably worked
with smart people, you've learned something along the way that is valuable, and | can give you a quick
example.

(00:06:41):

So | meet lots of job seekers and they're like, | go, "What are you doing to try to find a job?" I'm like, "I'm
sending out 10 resumes a day." I'm like, "Okay." That sounds kind of easy, and are you really learning



anything from sending out 10 resumes a day? Versus | would say to them, "Hey, you know all these
companies you're interested in, Shopify might be one of them. Why don't you look at the API Docs and
build something, build a Shopify app, build an admin extension, build something on top of Shopify." Even
if you don't get a job at Shopify, which is maybe your goal, you've learned something, you've built
something, you have things in your GitHub repo now and you can show people. You're learning about the
product that might translate to a job you might get somewhere else. So | think that even though it's
harder, right? Of course, you can't every day build an app on a different platform.

(00:07:23):

Maybe you can once a day. You will learn something in the hard path. And the same thing happened to
me in taking hard courses. | would get worse marks, but | ended up meeting smarter people in those
courses because they were there for the same reason | was because the content was hard. And so that's
something that I've just realized in my life that if I do the hard thing and | just naturally tend towards
doing that, | ended up doing... | went to Waterloo and | did a minor in electrical engineering on top of
computer science, and when | did my MBA, | did a minor in financial engineering because the smarter
people were in that path and they're still my friends today.

FROCERIR:

BRENMRAE: MRMEIEERE, ETEZNEERNT, BRF. MRMETHENEERNT, MALTE
81, BUNRKKT, MIMENZREZNE, (RELAAERKFE, AAMKKRAZDIE, WKENKE
BAIARE (ANBEBAEEFRERZNERL). ERMEBMERT —B=1, MBREARET. BMRIFE
HUBRSERIBR AR Y , fREFREERR Y, RN T SXHE, FIEEIRTIREBA, F27T E5HAVE,

(00:06:41):

EAEF RBFIRZXKIAE, e “MRATHRIEEHAA? 7 #0135 “HEXKRI0MGEHR” FHik:
IR, XITERBAZH, EBIRERVEFEARANE? ° Bk, FMbilR: 1R, BEAMRNXEATRENH
#, Lt Shopify, NHAFEEE APIXHE, EhFM— Shopify M. —MEEFEY B, HEE Shopify
ZEAERFRA? 7 BMEMRREEES Shopify 9 Offer, fRBFENTRE, EFMETHRR, RH GitHub €
EEETAURTHAR. Y~ miVERaRIRUATEEMNASREIENNS. BAXEM, RAAJEE
BREEFRFELEFRNA.

(00:07:23):
B ERERE—R, REEEMEMNEERERRAE, REEECSHEFRENBERFENSGER. BAEND
WOIEEE(R, BFHBETERBHUA, AAMIMIEENTKGEZNEATREBEN. XMBHRAEPHIE

& MRFOEFHOEE, HAEBAMAMMATIL, SREFBF. BEBKARFRTENRFRHBET B
FIE; RMBABRRIE T ZRMIE, MERNERASRERRZEL, MNESNERNAR.

[00:07:54] Lenny Rachitsky
English:

So building on the last point you just made, people could hear this and think, okay, if it's harder, that's
going to be the right path. Sometimes harder is still a bad idea. For example, joining a terrible company
that's extremely frustrating to work at or building, | don't know, a house in a really dumb way, but it's just
really hard. What else do you find is important to think about when you're thinking it's not just harder,
but also XYZ should probably be true?

FRCERIR:

ETMNARE, ATAIERE: REEMR, mEERNK. B8 "B RAZMFER. b, MA—
RIFFEIRENIEAT, HERA—MREZRECFEFENARNERF. T “BX ZI, RANEFE



FEMLRM (XYZ) A EFEIR?

[00:08:20] Farhan Thawar
English:

Yeah, one real one is of course the people, because | find that my path has always focused on trying to
pick the best learning journey. Where can | learn the most? And for me, everyone's different. Some people
might learn better from books or the domain they're in, but for me, I learn a lot from people, and so I try
to put myself in those harder rooms on purpose. There was a time when | was doing my MBA in financial
engineering, by the way, and I'm a tech guy and still a tech guy, and all these people were going into
finance jobs.

(00:08:46):

There was a point where somebody said to me, "Why are you in this class?" Because they knew that | was
doing it for fun, and so it was because it was the learning journey. And so | would say a big part of it for
me is yes, there's the how do you win even if you lose, because if it goes poorly, you can still come out of
it with skills, but if you actually take the hard path, you'll have these intense working relationships with
smart people that again will continue on in your life.

(00:09:12):

And that also just forces you to be in this constant state of uncomfort by going into these rooms and
saying, "I don't know anything," and it's harder. And | agree with you. You don't want to do dumb things
like, oh, let's just do this thing in a dumb way. That's not what | mean. | mean, let's try to do the hard
thing that we can learn from. And by the way, it happens to be on the path. It's just is it might take more
manual work or it might not be the way most people do it, but we think we can learn more from that
path.

FRCERIR:

2, —MRORRYAR N o REAURMWRUBRIEALT I TERREN “FIKRE . WEELRF
H&%Z? 8PAFT—F, BAERERR, BEAEBETEMH, MEAMAZ LFERSZ, FRURSERIRN
ILECHNIRLE “BEMHEE o IRER—T, HIRSMTIIE MBARS, RAEASEMIAAN, HEHLE, Mk
LHEHMATBEN T HERRITIL,

(00:08:46):

HRBAREK: “MCRAGTATEXITRLE? 7 AAMIANERAREZ N T 5. MEEKYR, XRIF IR, Fr
UBRSRA—MAET: BMERK T (REEER, BAMREFEXRERF; MANRIMERENE, (255
BAABRILRZINGERR, XEXRIHMIR—E,

(00:09:12):

W RBBIRETF TR “FERE” , HNIPBLEEEHARIN HAAEBRAE" , XEME KEZIREIN
=, AEATEME, IARENAIAMES. HNERE: ZHEMIERILENFIRANES, R
FHEMIBEL, REARFBEESERE, NEFRKSHUAENE, BRHIPANENPERES,

[00:09:37] Lenny Rachitsky
English:

Speaking of that, | found this great quote from you, "Not everyone can look stupid in public over and
over, but | believe it's my superpower and | try to make it my whole team's superpower too."



AR ERIE:

WEX, REAMME—BDRENE: “FESDABEBR—AX—RELAKREINEEIRE, ERIANXZERK
HEBRES), BB ILEmNTB T HARIEREST.”

[00:09:49] Farhan Thawar
English:

Yeah, | mean, it sounds funny, but again, I'm the one who's always trying super dumb things and
sometimes they work, and even my wife hates that | try these things even at home, right? I'll just like,
what's an example? It might be a new washing machine and | might try some weird mode with some
clothes, and I'm like, "Oh, you ruin the clothes." I'm like, okay. But now | know that this mode should not
be used, but maybe | would've uncovered that there's some super fast, quick wash that | can do in 20
minutes that now saves us 40 minutes of wash time every single time we use the washing machine.

(00:10:22):

So there's things like that, but | will ruin lots of clothes trying to do that, but the same at work. We'll try
things and sometimes it can lead to disaster, hopefully not, but you can imagine people trying to like, oh,
let me try this new configuration of GCP and maybe we'll get some benefit, but maybe we'll take Shopify
down. We don't want to do that. So you want to have some sort of guardrails. But there is something
around trying dumb things and saying dumb things. Half the time, by the way, when | say something

dumb, people go, "I had the same question." They just were scared to say it.

R EIE:

EH, XITEXRRERB, REERITZHBRBEZFEHAN, BRENENRZEN. EERZEFHNREEIRE
XL, LIFTSERYRRA, HEZHBAEMTFEMRIVAKRR, SRt MR, MEXRRKRT.” FKik:
“ofig, MERMEXMEXNTERAT.” EHFERSANEMBRIURNEEER, RE 20 58, UWEER
FIKBRERBER T 40 ¥,

(00:10:22):

MBXLEE. BEARSRERSKR, BEEITFEREE—&, RN AHEY, EHNESEE (FER
=), WIMBE A= GCP (B =) NHECE, LIFsEWE, BBATEELL Shopify Bl HITAHEME,

FIARE—LirtE, BEHBEEMHEERENEN. INER—T, §—FMEHKEHBEN DN, 5
ZY: AR IR B AR R,

[00:10:55] Lenny Rachitsky
English:

So for folks that may want to, because | feel like this skill is so hard, but so important, being okay with
failing, being okay with looking dumb, is there something you tell people to help them build this other
than just like, I'm genetically good at this stuff? What helped you become comfortable with being wrong
and failing before you were a big shot exec where it's like, oh, he's fine. He knows what he's doing.

AR ERIE:

N FRLERBEFIMENHA—REAREFIZMH “FNEEW. ANBERIRE NKEREELAEEE
— T HREEK” 25, MEFARNEG? EREAANEENSE (KRIEF/MMETAEEER)

28, BAILIREESSIEAE I IR KIKAY?



[00:11:17] Farhan Thawar
English:

| don't know. | mean, | kind of grew up working in retail and people come into the store, and then | would
say, "Hey," and you're working on commission, and they're not always buying stuff, and if they don't buy
it, you don't make any money. And so maybe just the fact of going up and forcing myself to talk to people
and then trying to get them to, and maybe you spend an hour with a client and then they don't buy
anything, but you're getting that reaction of a bunch of negatives, and all you have to do is say, okay, and
just go to the next customer. You can't really well on it and be like, oh my God, my whole day is ruined.
But instead, you have to learn from that and say, "Okay, let me try this. Let me try that." And it's not easy,
but it was a way to build up some confidence and people say, this telemarketing, or there's a bunch of
things you can do to get a lot of rejection. Cold calling is another one, and that can lead you to actually
building up resistance. | don't know if I'm genetically better at it or not. | just think that I literally don't
care if I look dumb. I've always said the dumb thing, I'm not doing things on purpose to get nos, which by
the way, is part of some sales training, which is go and get 10 nos. But | haven't done that. But | have been
in many situations with many sharp people, business people, successful people who have said to me...
Turn around and said, "That's the stupidest fucking question I've ever heard." I've definitely had that
happen to me. And I'm like, "All right, let's move on to the next question."

FROCERIR:

HEFALHE, RRAZTEUITIRARY, FAHE, HEITHEY, REZEEH. WNF—EXFAE, FX
B FRLL, FIREINEREBECERMBEA. SRR, Su#EE, BEET —\NEFRETAH
"R, MENNR—EAERE, MRE—ERBENMIRE “WE” , AREBDT—1T&F. RRENSEHE
B, RBF "KM, BAX—RERT” . Rk, REMFES: “FE, FREHAZD, RiABD.” XFE
%, BXREUYBEN AR, AMIBREBEHEHIRSEIULMEBAERSL, LR5IHEIE (Cold
calling) th@—7h, XEZFHEEILMTERE. RFAMERRSREERK, RRREANFEFECEEKE
8. HERREE, BRARNTRIELMUEXAM (BAFLEHEFIIZILRERS 10 MESL), HE
FERZ5E, REFANA. BIIEBAZIANHR: “XRATIRMBIENE” KHKEE!
o, MENRNE: 17, BHEIMNETF—T R

[00:12:36] Lenny Rachitsky
English:

| love that attitude and | think that's key to it. It's just bounce off of it and not be crumble and | think it's
empowering for folks to hear from someone like you that has done so well that people tell you that is the
dumbest question I've ever heard-

AR ERIE:

HENXMEE, XEXE, MEREERMARKEE, WEGFRXFRIIPNALSEIIAR “XE2FHITI
RENRE , XNAKFKRIFEENE,

[00:12:48] Farhan Thawar
English:

Oh yeah, still.

FRERIE:

MRRAY, DIEMATLL,



[00:12:48] Lenny Rachitsky
English:

Still. Okay.

FCERE:

IR, $FIE,

[00:12:50] Farhan Thawar
English:

Yeah. So how about this? That | heard that's the dumbest fucking question. And then recently | heard, I've
already explained this to you three times because | kept asking and | didn't understand, and literally | got
this message back saying, "I've already explained this to you three times." I'm like, "Okay, still don't get
it." So my goal there is not to annoy the person, but it's to understand the content. And actually, by the
way, | say these were messages, | saved them. | literally screenshot it because I'm like, remember this? It

doesn't matter. I'm trying to learn.
R EiE:

Tl tbilEir, HFFBAR: “BREZKKIFERIZET.” BAK—HER, REERAE WAEHEE
W “RELEBEZET. BNRNE: “WE, ERERRE." RNENFEENM, MENTERER
Bo IERT, XEHSHBRET, HBET, AARBRESD: XEXR, HEEFS.

[00:13:20] Lenny Rachitsky
English:

One more question along these lines. | was looking at your LinkedIn and your career history, and | noticed
that you worked for a different billionaire every decade of your life. So there's a guy named Joe Lemond
in your twenties and Chamath in your thirties and Toby this decade, maybe yourself next decade, if things
go well. Other than what you've shared or maybe it is what you've shared, is there a thread across these
three folks that have been really successful that you've learned from that maybe is consistent across
them all or even just specific to each one?

FROCERIR:

XFX—REB—NMa@, HEMH LinkedIn &7, ANFESNTEHEARBNCZAEEIE. 20252
Joe Lemond, 30 £% 2 Chamath, X+4£2 Tobi (Shopify I35 A), MRIAFIAIE, FTNHERTEER AR
Ho. BRTHREELNEN, XLFEERINAS LEEEFAHRBEANGR, 2RFIN, REE2S MRS
f9?

[00:13:49] Farhan Thawar
English:

It's interesting because again, this is looking back, you're like, wait a sec, | didn't plan it this way. There's
no way you could plan it, right? I'm going to work for a different billionaire every decade. That's not how
it works but they're similar. They're mostly different people, but they're similar in one thing is that they
have an irrational view of what the world should look like over the next decade or so. They're very long-



term thinkers, very rational in that they'll look and say, "Hey, in 10, 15, 20, 25 years, this is what the
world's going to look like." And I'm not good at seeing that vision, but I'm good at trying to move towards
that vision 1% a week. And so the melding of the two, | know where I'm good and I'm good at pushing the
ball forward. And if they're good at the long-term vision, we can both align to say, "You're good at this
thing. I'm good at this thing. Why don't we merge forces?"

(00:14:35):

And so that is something that has resonated with me is like, how do | find these irrational all progress
depends on the unreasonable man. How do | pair with these people because I'm altogether too
reasonable and there's no way for me to become unreasonable, and so | have to merge with these
people. And so that is again, something that | specifically have sought out. And even when | was starting
my own company in 2015, | actually sat down and wrote a list of all the unreasonable people that | knew
in Toronto, and | went down the list and met every single one of these entrepreneurs to figure out are we
APl compatible and could | work with them? And | ended up picking one of them and starting a company.

FRCERIR:

XRE®, AAXNE ‘MEE" SEHRYN, BHLEIHT, (AT “RENM+FHMEARENIZ
BESIE . BMHEERMZL. BAMKER, ERERZ: MWINRR+-FEANHERNIZEHA
BEFEE— FEE NER. BIRIFERKPNREEE, ARMEE LXIFEFEMNE, i1z 1%,
10, 20. 25 FfG, HAIBXMEF.” HAMEKBLPMESR, ERERKESAPEBNBRIERH 1%, FIUAX
ERENGS: RAEEACHKLE “WEKERE" , MRMWIMNEBRKIESR, RIMEER—XK: (B
KX, BRI, FAIBRFE”

(00:14:35):

OEBFFEHIS: FiZWMAKREIXLE “JFIRME” WA? EWIEIERR, “FrANESEEUR T AL R HIEN
A (Unreasonable man)” . HIIAS5XLEABE? AAEK “HEB” 7, REETEFHE, FAILESAS
filfE. XEERERIREIHN. BEEE 2015 FHEDOE, RLTRET—DHEZ2LZFABEHINRN “F
HWENAN HE8E, RENEIXESE, BN “API 2THED” , BETENMIIRES, BREFRETH
F—1, —E&EINT 2F,

[00:15:15] Lenny Rachitsky
English:

That is an amazing story. So first of all, | just love this insight that being aware of this is not a superpower
of mine and I'm not going to try to build it. I'm going to find someone to merge with, and connect your
APIs together and be the person that builds it, not the person that envisions what to build. | think that's
awesome because a lot of people... | need to get good at all these things. | need to become the best at
vision and strategy and execution and collaboration and then all these things. And so | think alone, this
isn't really interesting instead it's just recognize your strengths and weaknesses and double down on your
strengths.

AR ERIE:

EMHERET . B, BEFZERXNMRR:. BRIREFEFIERNEES, BERITERRITESRE, M
BE—TEEEAA, BN “API” EEZEXR, MIMRATMENA, MAZRREMEINA. XRT i,
ENRZARHERT “ROFTEBKFAESE, ROAMNER. HEE. BT, IMESFREAENER" . HIAAE
INE IR FFAFMEL RS ZX .

[00:15:47] Farhan Thawar



English:

Yeah, it sounds funny, but me and you talked about it that a framework | wrote down, which | tweet out,
me writing that down changed how | picked jobs forever, right? Because | had this lull after my first job in
between where | was trying to figure out why nothing felt as exciting as my first job. And it turns out that
it took me to sit down and be like, what do | actually care about? And people can get confused. | get
confused all the time, by the way, by things that are not on my framework. So for example, a good one,
title, company, money, all these things can confuse you because you could have somebody say recruiter
messages you and says, "Hey, by the way, here's a new job and here's the compensation." You're like, "Oh
my God, this is exciting." And if you don't have a written down framework of the things you actually care
about, it's very hard to be distracted. So very hard not to be distracted. You get distracted by that. So
instead, | look at the framework and go, does this align with my framework? Right?

(00:16:43):

Actually to the point of, I actually sent my framework to a recruiter one time and | said, "Hey, this thing,"
because they kept going back and forth to me and | go, "Hey, this doesn't align with my framework." So it
really saves me time from not being distracted, but it also forced me to think about every year | can
reevaluate what I'm doing and look at the framework and say, "Is this true to my values?" Now, my wife
will say this, that I'm like a robot. When | realize that my framework is being violated, | will resign instantly
and I've done that before. So without even having another job or anything, | just go like, oh, my
framework is being violated and then resign. There's this thing where | know what | enjoy working on,
and that framework helps me find it. And so | encourage everyone, anybody looking for a job | always say,
"Write down a framework. You can use mine as inspiration, but figure out what you care about and make

sure that what you're working on lines up with that."
FpsCERiE:

2HY, IFERBEEB. REI—MER (RAIHR), SHRBABETHRERIENSGRN. ERE—HIEZ
&, BREHT—RESH, RXEFERENTAZENIFHBE—MHBALLIHET, EREM, RFEL
TREZ: RIKREFHA? AREZHED, RULERERZINIRERR, thil: X6, /8. #H
K, XERZILIRD D, BRLMAHERR: TR, XBEMRA, FHARS.” MRWERF: "KW, XET”
MRIMEBE—TE TRE. XTIREEEFHARNESR, (REEARILERATRE, FAUNRE, RIBER:
XIFEHAELRG?

(00:16:43):

FEXE, BRBEEBRIMERZLSL T —NEL, B TR, XPMRUFAHEROER.” XENERTE
THSE], BET N0 ERBEREFENITE: REEMNEETETHNNEN? REFHHE IS
A, —BREZOREMNERWEE T, BEUZFR, RUMEEMT. EEELHREFTRNERT, BEEZ
W TR, RERBEETT , AR, RAMERERMBAIA, EREHLEC, PAUREMENMEIF
A “BTF—MER. fRAIUSEHRD, EEFFRMEFHA, HHERMIIES ZIE.”

[00:17:37] Lenny Rachitsky
English:

And this framework is the questions to ask about where to go work. That's your framework. Okay, cool.
We'll link to that so folks can check it out. The example of you resigning when it didn't meet your
framework, is that a story you're up for sharing? Is there something to learn from that?

FROCERIR:



XMERMEBXRT “EMEIF ERBRE. 78, BIIEMLEERHEARSE, XTRENERBKEEM
HIRAF, (REEDE—T3? BHAEFFINHEIG?

[00:17:50] Farhan Thawar
English:

Yeah, sure. So this happened when | was at my previous, a few companies ago, we were running a mobile
company called Xtreme Labs. That was the one that Chamath was the major investor in and so we worked
with him directly. And what | realized was... And so that company was amazing. We worked on it for many
years. It was a mobile app development company. We got to work on mobile apps for the biggest brands
in the world, Facebook, Twitter, Instagram, Vine, the NFL, NBA, Bloomberg, Slack, you name it we worked
on those mobile apps, and this is right when the iPhone and Android were really gaining steam in '09 to
2013 era. And then we eventually got acquired by Pivotal. And over time, my role at Pivotal, Pivotal, and
Pivotal Labs changed from, hey, | was running the biggest office in the world. | was running the biggest
pair programming office.

(00:18:34):

I'm a big fan of pair programming to one in which we were really trying to attach consulting to the
product. And | ended up being a field CTO, which really, | mean it was fun to learn about that world, but it
was different than what | was doing. And so if | looked across my framework, it was violating all the things
that | was trying to work. | wasn't working with the smartest people anymore. | was on IC. | wasn't
learning as much as | could be learning. And so | wasn't on this and | wasn't having a lot of impact. | was
like, oh, wait a sec, this is completely not aligned. And then I just told the team, "Hey, | plan on resigning."
And that, by the way, led to great other things because I'm an investor in new companies that have spun
out from there and it was a great experience. I'm just saying it at the time, lended me to say, "Hey, you're

not actually focused on the right things."
R EIE:

HAR L XEETEH/LRATZA], HRFENEE—KR N Xtreme Labs BVEaIF X 28, Chamath 2FXE
QRE, BITEENMEE. BRABDIFER, RIMMTREZE, B—RXBEILAALAE. KIALEKEKX
B SREFF AR : Facebook. Twitter. Instagram. Vine. NFL. NBA. Bloomberg. Slack &%, J1F{REE
BEVEE. A 2009 FJ 2013 5, iPhone MR LEIEMRIE A RRIEHEL, /ERIEKX(#H Pivotal BT, FEERTIE]
%, KT Pivotal WABRETEN. EAREERELRRANDAE, BERANENHE (Pair
Programming) MAZE,

(00:18:34):

BREMRENEINL, BERABTERTIREEEHVSEBRTFRE, RREMT —& FieldCTO (F1%
BERAE), BRATERNUEEEE, ENRRXFMMNEBETEATE. WRENER, ©FE 7THRAENT
R EFBNREBANA—EIE, BET—MRIZFHME (0), BETIHHBFENARA, HEHERARNTM
Ho HERIRF: “F—T, XR2FNER,” FRASIFEAI: 1B, BITHEFE” INER—T, XERHEFK
TRZWE, AARKRET MNBERSHRIARE, BR—REEFENEH, BRAEER, EF—%, ERL
CRIRED IR, RIUERBEREERNSEBE L

[00:19:20] Lenny Rachitsky
English:

| want to come back to Xtreme Labs. | know there's other stories there that are interesting, but first | want
to talk about another theme of things that people often raised when | asked them about you. And this



one is intensity, and it's specifically creating intensity in your organization and the value of that, the
power of that. I've seen that the way you describe this and | love is how do you expend more kilojoules
per hour versus spend more hours on work. So talk about just why intensity, first of all, is so important to
an organization.

FRCERIR:

HHK B Xtreme Labs, EEEERZEBHNHREF. EEXFBUINS— 1T, XtEHEINAITR
fRESEEEHRIREIRY: 328E (Intensity). BEKY, MEBEARFEIERERENENHE, HIFESWIRER
X—RBAR WA “SNERESHNTRRERE” , AR “ELELEBRBZH/NE  FRIKK, Nt
2ABEN—MARMEE?

[00:19:53] Farhan Thawar
English:

Yeah. So | think there's a few things. One, | have this fundamental belief that one hour is one hour. It's the
same hour. If you spend an hour or | spend an hour, it's the same time that goes by. And if | just expend
more calories in that hour. Let's say we both work nine to five. If | can just get more done in the nine-to-
five, we have both... The time has elapsed the same for us, but | just got more done. And that allows me,
of course, then I'd be like, "Hey, I'm going to take my kid to soccer and do other stuff." We can still do the
same things out of work, but during work, | just want to try to get as much done as possible during the
time versus expanding the time and | can give you an example. | used to work at a company where it was
like  worked 12 hours a day, but | was playing foosball in the middle of the day.

(00:20:37):

And then we'd go for a coffee break and you do these things. And of course, the time expanded to 12
hours versus trying to compress into that eight-hour day. And pair programming is a great example
because, so it's such an intense activity. Two people on one machine, you can get so much done when
two people are working together, not being distracted by the internet and distractions, and just focus on
writing the solution to the problem at hand. And it's so tiring that usually when people switch on to pair
programming, they sleep 10 to 12 hours a night the first few nights because it's so intense. You're working
so hard. But for me, that intensity actually leads to extraordinary outcomes even if you don't have to put
in more hours. | think most people, you probably hear this all the time, everyone says, "Oh yeah, work
hard and do more hours when you're young, whatever."

(00:21:26):

I'm like, what if you just did more per minute? Like quickly get through things. | think there's another
unintuitive fact is that people who are really good can actually output high-quality collateral quickly. So
take a person who is good and extremely good, the extremely good person can actually get a lot of output
in a short amount of time, and the person who's good might take longer. | think there's a time variance
there that people don't think about. So you can not drop the quality too much, but get the time down by
2X, 3X, right? Parkinson's Law of scale instead of, if | give you an hour to do something, a really good
person can get a high-quality output in one hour.

FRCERIR:

=0, EREE/R. £—, BE—TELXGES: —/\HRE— NN, BRE—NEEZERE—N, R
RSB R —1FRY. MRFEER—NHEERESHRE —REFNEMNFRIEIER, NMRKEENE
HAE el E S TF, HEMENREAAT—HFR, ERTHES, XitHZ/EEEEHEZFEEEKMY
ABE. TEZIMRNMMINE—1F, BEIERE, FRERAESMTRES, MABKIFIE. 2
Fi BUEIE—RAGE, SRIE 12/, BRFERE LR,



(00:20:37):

AREFMEMAS, BXERE, EREEFUKET 12/08, MAREESE 8 /NITE, EXwiZ (Pair
Programming) F2—MEENHIF, RANER—TRESERENER. mMAHA—aNE, HRPA—E
T AREBMD O, REFTRRRRNEEN, MERS, XEER, BENFRIAENREEZNA,
KTVKEe E#ERE 10 2 12/08, AAKERE T RIFSIEES N, BXHEFKR, XHRERHRIFNL
#ZR, EFRFAFERANEZHNITH. HBRSBAERIXMEE: “BFERESEN, SMiL”

(00:21:26):

HHER . RFEDHTHESIE? REVEER, EE—NERERNEEL: HEERFHAHELERE
FHERENMR. E—1 “NF" BWAN— “REME" BWAMEL, RERSFHAEERENERTRAE
P, MRBHATREREER. AMERERE T XMHEE ENER. MEAUERERASHRENFIRT, &
BY[EIZE%E 2 15, 3 5. XTMEWEHRER (Parkinson's Law) WIRMENA: MRBAF—/IHES, —1TE
ERENARE—NTAREESRENZE S,

[00:22:30] Farhan Thawar
English:

It is the most underutilized management tool in engineering, bar none. It is just not used as much as it
could be. So pair programming, for those who don't know, it's two people on one computer. So two
keyboards, two mics, two monitors, but one computer, they work together and if it's remote, they use it.
You can use a tool like tuple, which we use, and you can just remotely be on one computer, and you're
totally right. The famous tweet about pair programming is, wait a sec, we have two engineers on one
computer, won't they write half as much code? And the answer is, oh, no, no, they'll write even less than
that because it's not about lines of code. The throughput limiter is not hands-on keyboard. It's not like
we're both sitting there and the limiter is like us trying to get through the keystrokes onto the screen.

(00:23:12):

The limiter is where is the good elegant solution? How do we think through the problem and build the
right solution for the problem at hand? Tobi famously built a lot of Shopify paired programming, and
what he would do is he would actually set a timer and him and the CTO Cody would pair program for one
hour. And if they did not finish the problem in one hour, they would delete all the code and they would
keep the tests and they would start over. And then what their thinking was, if we were not able to
articulate and write the code for this feature in one hour, we must be on the wrong design. We must be
building the wrong thing and so they delete all the code, kept the tests, and then wrote it again. And
sometimes he'd be over by one minute and he would still delete the code and start over because his
thinking was the right elegant solution should be able to be written in one hour.

(00:24:03):

And so pair programming, | mean, that's an extreme version of it, but even at Pivotal Labs, if your pair was
sick that day and you wrote a bunch of code, the strong version is your pair would come in the next day,
delete all the code that you wrote, and then you'd write it again the next day. And again, what better time
to rewrite code than right after you've written it because you now know the problem domain? And by the
way, it sounds like a waste of time. It sounds like I'm just deleting code but the reason is that code lives a
long time. Code is a liability and the right solution, the usually shorter lines, more elegant solution tends
to appear after you've done a bunch of pathfinding. And the only way to do that pathfinding is start and
then delete and then start and be like, oh, no.

(00:24:47):



Now | know. Delete. And it's super hard to delete, by the way, because we're humans and we have this
sunk cost fallacy, so it's hard to delete. But if you can do that, you will actually land upon a much, much
better solution. And of course, pair programming has high, high rates of learning because you're just
sitting beside... You're not only whether it's tuple or remote or directly, you learn keystrokes and you
learn how somebody thinks about a problem. You go back and forth on the talking, and yes, you will write
probably less code, but you will move faster along the path of delivering value for your customers than
you would if you did it on your own. And there's all these studies that show happiness is higher,
knowledge transfer is higher, less silos, intensity is higher, all the things. And at a price of 20% or
something of what you would normally do.

(00:25:33):

The analogy | have is the underhanded free throw in basketball, statistically known to sink more baskets,
but looks dumb and nobody does it. Literally, Shaquille O'Neal, I'm not that big a basketball fan, but |
read this about Shaquille O'Neal, who's a Hall of Famer, and they said, "Why don't you throw
underhand?" Because he was notoriously bad at free throws and he goes, "It looks dumb." Even though
he's paid millions of dollars a year to do this thing. It looks dumb, doesn't want to do it.

FROCERIR:

ERIEEETEMEGNIAR, KEZ— EHEAMEXTRTENENKT. MFAIERAN, ExHE
MEMTMALA—GBR: BMEE. MPERXN. mTMERESE, BERE—aFN. —EIfF IRI
12, AILMER®K Tuple NI R (BATMER) . ME2RNT, XTENFEREINHER: “F—T,
AT IREMA—a8EN, THNRBERRRE—FIE? * FRE: "BF, mHHNAEEEEED.” RAE
RAETFRBETH. EHENRFARET “FERELENEE" , TERNLER) LHHETF.

(00:23:12):

HAMET “MEA R RBIVBRRASR? ~ BATABE @A N Han AR IERNSZR? Tobi (Shopify 8l
AN) HEFE Shopify NAE[FA T EXHE. MRI&—D—/NEFBIITETEE, MhZBTHY CTO Cody —HE4E
3o SNR—/NEIRERRRD, til=MigfrERE, REZMXAG, REEXBER. MNEER: WR
BITFEEE—/ DR ERMRIAH S XN IHEERED, BRRBARINNIGITEEREN, KIBRT . Pt
=R, ®FREWR, E5. BRNIRBRT—2%, tEESsfisEEkR, RAMIARERNELES R ZEE
E—/ IR ER,

(00:24:03):

XERIHhRAS, {B7E Pivotal Labs, MRIRAVEIEBRE T, F—MAS T —HAE, KREZNEER: F2X
EEEk, BREHNAE2ET, MIREERE —E. HX, E5ENRENVIMENETHNNE, BN
LEBHRS Rl RS B 7 #f. IREIR T, XITERGERERE, REEERE. BREZE: KBEEERA,
RIBELZE—f “Af” . MEBN. BEER. BERBNAR, FEREMERT —HIREK (Pathfinding)
BEA=HIN, MRRNE—AEMEFE. Bk, %,

(00:24:47):

MERET, Wiz MERT, BERACEELE, RARINEAE, F “TUERABIR , BEHE, B0NR
REEME, MMERASBI—INMFEZINAER. MA, SHEENZEIVNERS, EAFRMELESL—TiLE
B Tuple AR EXME, FEEFEFANRER, FEXAFBERBENAR. FIIRERR, 809, BT
LT, BEATFPRANERNER L, RITEITIRIRSER. FIERRERA: E@/RES. FMIREE
BERR. {TRERNE. BEES. KNS TITZHE 20% RIS

(00:25:33):

KRR Z2EIREW “HRA” Tk (Underhanded free throw) . RitFIFAXFMHELHGHREES, BF
FERRE, FRLUSAM. VER - BBE/R (Shaquille O'Neal) 2R AEMKER, EMTIIKIRE, JIAEM: “fR



A AFZRIHRATIER? ” . “BEERKET.” EMSFEE/LTHREEMXNE, WEEEN
REEREMAREMS.

[00:26:15] Lenny Rachitsky

English:

On that note, so what percentage of Shopify do this? Is this how y'all operate?
R EE:

HEX, Shopify BEEHZZVHATEXAM? XZMRARESERRG?

[00:26:21] Farhan Thawar
English:

Yeah. So, Shopify, | mentioned that Toby and Cody did this at the beginning of Shopify. And the cool thing
about pair programming is, and in my old world at XtremeLabs is that we knew exactly what to build,
because we were building mobile apps that were almost like contract manufacturing. We're like, "We
have an iOS version. Can we build an Android version?" So, we quickly were able to say, "Here's the spec.
Go quick." Shopify is such a different company, right? We are a pathfinding company. We are trying to find
the right thing to build. And so, pair programming may or may not make sense all the time. Like Pivotal

and Xtreme, we were doing 40 hours a week.
(00:26:54):

Shopify is much more of a four to eight hour a week pair programming culture, where you're gathering
together on a problem and saying, "Hey, let's pair for half a day, or let's pair every Wednesday." And we
use that tool in our arsenal to move quickly down a path. But a lot of other time is spent pathfinding and
trying to figure out what to build, and trying to convince field be like, "Hey, we're going to go down this
path. Oh, now I know exactly."

(00:27:16):

And sometimes, by the way, 18 months later, we've now figured out all the things and that's the time we
should delete everything and start over. And, that's something that we will do at that point. And so, you
don't want to be pair programming for 18 months. You want to be wayfinding and pathfinding. And then
go, "l see the matrix. Let me just delete everything and now build it." Because the learning is what you're

going for. We have all the learning, now let's write the code.
R EIE:

Shopify TE¥]BIHA Tobi 1 Cody L BX AMA. LEXYRIZTE Xtreme Labs BYEAIEE B, RABEEIEE
RERMA, BRI —8: “BAIBIOSIRT, BEMANREME? 7 FAUFEITATLUIRER: “XEMAEH
BH, ®RE,” {8 Shopify T2FRE, HITR—FK “Fi” 27 (Pathfinding company), BEMEFIZEMT
%o FRUUERRIEARERIER, 7 Pivotal #1 Xtreme, F{1EE 40 /B,

(00:26:54):

7 Shopify, BEZREEAE 4 & 8 /NIIRIENRIEX K. ARHN—PMRERE—ER: TR, HNENFXE,
HEGE=Ex.” RINCCHERBEEN—TTE, ARREHEH, EESHEEEIR. BEZRMIA.
WARAR K EXF K,

(00:27:16):



IRERT, B 18 AR, RMNAXTRBEETAHESER, BAREME—IERNIR, FIFRMEIHNIXA
o FRLMRAFRBREXNHRIE 18 T H. MBBELAIFH. BRE, AR/R: "BEBERT, WEME—Y), EHE
B, EAFIFEEN. BAFET, WAEAUERET,

[00:27:39] Lenny Rachitsky
English:

Got it. So it's basically, when the code, you're pretty sure this is correct and it's really important segments
of the code base pair program.

FRSCERIE:
BB T, FTUEA L SLTHRERIDSIEER, BERBERIFZEBMIHI, A HITENRIZ.

[00:27:49] Farhan Thawar
English:

Yeah. And then also we do a lot of pairing during an incident or a way to figure out together, work with
somebody and say, "Hey, I'm not really sure and let's jump on a call together or jJump on a tuple and go
down the path." And say, "Let's figure out together what's going on."

FROCERIR:

MY, IS, EREL EEH (Incident) FEHFHERAN, HMNEIKRELNW, HPAR: TR, &K
FHEXBEEARE, HINENLHEL Tuple BER.” —EFBRIRLET 4o

[00:28:01] Lenny Rachitsky

English:

| can't help but ask Al, how does that impact this way of working?
FRERIE:

BBNERR], Al WNXMTIEAXEFARMm?

[00:28:06] Farhan Thawar
English:

So, Al is super interesting. What's happening right now with an Al copilot like GitHub Copilot is it is your
pair programmer. So, you now can feel like you're pairing actually without another human. You can pair
with the Al. And so, what's happening too is that you're seeing people use Whisper, like they're talking to
Cursor, and they're talking through Whisper to say, "Okay, let's build a new React component that does
this." And they're talking and then it's building. "Oh no, that's not what | meant. | meant doing this." So
you can actually not even have to type, just using voice, go back and forth with your pair programmer.

(00:28:35):

| would say, that's amazing. | would still contend take that experience and add two humans together. So
you've got an Al copilot and humans, because what's happening is generating code. And the two humans
can look and say, "Oh, | know what it's trying to do." And, either delete the code, because you have



inspiration and write it yourself, or just take the suggestion and move it forward. But, | love today's world
of Al copilots, because you never have to code loan on your own right? You never have to code alone. You
can try a different language now, because the APl and the syntax is much easier to pull forward. And so,
all of those things are a win for engineering and a win for everybody who wants to build any software.

FRCERIR:

Al FEEBB, & GitHub Copilot X#89 Al BhFIEMZIREVE N RIZN . MIERTUBRETERES—TA
BB FHITEN . o, AMIFEEER Whisper (GBEIR3Y), tbdI3dE Cursor (Al 4wiE28) Wik, @
Whisper #i: “4F, B— 1 EeSRIXNINEER React A" fR—iAiK, E—8F. fRf: “MBER, HAZHDH
BE, BERVXEM.” (FEERFEITF, RFESMAEMNIME “Ex k" KEDE,

(00:28:35):

XR#EE, BREAING, RFNERE ‘WAL +AIBF . ARAIERREBE, mNALTU—RE:
‘IR, FNECETWH.” AREARERBMEES, BEABRTEWNHSS T, ZERIRER Al BIFIH,
EARBEARIRMERE T, MIEATUSHARNERIES, BN APINIEEZERZEE. XWNIER
MFrERA LR ARG EE EARBIEF,

[00:29:14] Lenny Rachitsky
English:

That makes a lot of sense. Basically, everyone's going to be a pair programmer in the future. Okay, | want
to come back to what else you have done at Shopify to create intensity. And | think, again, it's important
to highlight the intensity is meant to, "How do we get more done in the time we have and then go home?"

Not just work all day every day, weekends kind of intensity.
R EIE:

REEE, EXERRSPIABIBENEFR. i, HAOERE Shopify i T LS REISEE, BB
BRGRIE, XMBERANT “NATEERNENTRES LEARER" , MARBMLTE 7M. FHEE
REVIRRE

[00:29:35] Farhan Thawar
English:

Yeah. So we have a few things that we have going for us, right? So one, we have this tool called GSD,
which stands for get shit done, which you've probably heard from maybe talking to other Shopify folk,
which is this notion of weekly updates to the whole company on what's happening. Again, Parkinson's
law at scale. If you ask people every week, they want to show progress every single week. So that's one
way | talked about pair programming as well. The other thing we do as a company is, we used to have
twice a year was our cadence, Black Friday, Cyber Monday, or we had an event in the summer. And now,
we do six-week reviews. So, teams have this notion of every six weeks actually coming together and
walking through the roadmap, the resourcing, and what they're working on with their immediate
leadership, but then also, with Toby.

(00:30:18):

And so, what's cool about that, and by the way, it's a huge time investment, right? We all get into a room,
it's happening tomorrow. So Tuesday, Wednesday, Thursday, a bunch of us will be in the office together
and we're going to go through every project in the company, and we're going to talk about the project,
the resourcing, how it's going, and we're going to make changes. And again, that creates intensity,



because you want to show what has been done, what have you learned since the last six-week review.
And, we find six weeks is a very good cadence, because it's short enough that you can remember the
context and it's long enough... Six weeks is long enough, especially if you have, let's say, a team of a
dozen engineers, you can do a lot. And not only that, you can do a lot in a day, but this is a check-in point.

(00:30:59):

And what I've noticed too with intensity is, let's say, we get a review and there's some feedback we get in
that review. We don't wait until the next six-week review, right? The next day we are building things, we
are iterating, we are tagging people. And then, by the next week's we're like, "Here's the trajectory."
Right? Actually, | want to get that Elon shirt made, "What have you done this week?" Because, Parkinson's
law is real. It sounds funny, but | keep bringing this up, but whatever time you allot to something will be
the time it takes, right?

(00:31:26):

So, if you're doing something monumental, | don't know, you're doing a reorg or something, right? You
can do it the slow way. "Let's sit down, and plan, and roll it out." And it's probably six months in most
companies. Shopify, this is a week or two. You sit down, you're like, "Hey, this is the bones of it. Let's bring
some more people and think." But then, it's going to start leaking. So we just launch it. Right? And, we do
the same thing with lots of things. We just try to move more quickly and get out of the... We don't do
change management, we just land it, and then go, "Hey everyone, it's a volatile company. This is what's
happening. But this is how we get things done quickly." And then, move on with our lives.

AR ERIE:

Bl BINBNKEE. £—, BMNE—TUGSDWIAR, BRE “BHEBE" (Get Shit Done), REJAEIFHE
ftt Shopify RTRE. ENROEEBAAEAREMER. XNZMHERERNAMENA: MRIFEXRSE
B, AXMSBEAMRERHE. XERTENREMSZ AR, F=, HMNAXBTTR. UFIE—F
MARTR (REMN—MEZFED), WERMNY NALQM . SFEE, ARSRE—E, SEERASUK
Tobi —ERIELLE. FRDECH TIEHR,

(00:30:18):

XIRES, IRERT, XRANT EXRNNERE. HMNBXMEBAXITS, A=, A=, AN, &H]—BHAZF
ADREER, S—BARNE—ITUHE, MEWMBRER. BR. #EHMLER, XEETRE, HARERE
B EREIFURME T 4. ZETH4. RNRMABAR—TNEEFNTERE: EEBE, ILMRELCELT
X; XEBK, FENTF—MRANIRZIMEAR, ~ERERZE,

(00:30:59):

AFRBRERTEIRE—R: NREMFRFRETRE, ZNIASFAT—IREA1TH. FREANMFEHE
B. & mCAXAR. EITE, HiTMERTHINMDE, HRIBEN—HXE - SRR RE T, £
5&:. "REMFFTHA? " AANSHFERESELEFEN. FERFK, BERRERA: (Re—HFEDES
DEiE), EMREESDE,

(00:31:26):

MRIMBHM—HARSE, LLMARRIFE (Reorg), fRAJLIEEHR: TR, itk BTHIT, EARZHERQF
XIGEFF. 72 Shopify, XRE—MWAE. LTHK, EFER, HARE, AREELRT. HRZEFHXA
Fo BNFTBERN “TEEE” (Change management), KINEEEM, AEERAK: “BEA, X2
—RELMQE, BRREXE, EXERNREBERBNAN. ARKLSFIH,

[00:32:00] Lenny Rachitsky



English:

Wow, there's so much there. | have been through the six-month reorgs. And, | think that context you just
shared of, "We're at a volatile company, we're changing things. It's not going to be smooth, but we think
this is for the best." It's just the culture of Shopify. It sounds like, "We want to keep moving fast. We know
this isn't going to be the smoothest thing, but we just know this better to make the change at this point
versus wait."

FRCERIR:

I, FRERK. REMIPMKARTANEMIFRE, MAFDENER— “BINZE—XZSEHNRF, &
MERZE, IBAZ—MRIR, EFRIMTANXZRFIEE" —XITERZ Shopify BIX L. IFERE
B “BNERESE, BITEXFRRTE, BERNNENEMIEFEERT.”

[00:32:25] Farhan Thawar
English:

It's how Toby increased the resiliency in the company. He would walk around in the old days when we
had a data center and just unplugged machines, right?

FRCERIR:
XiiE Tobi REARMMENSG . RERIMTEBLIETON, REIEEEEENSEER, HE?

[00:32:32] Lenny Rachitsky

English:

Chaos monkey.

R EE:

JBELIEF (Chaos Monkey, —MilliIXAFAREMNTR),

[00:32:33] Farhan Thawar
English:

Yeah, chaos monkey. You're right. But that actually works, because it just says, "Hey, by the way, shit's
going to break. And so, let's be resilient to that." And so, same thing here. "Hey, by the way, someone's
going to move your cheese. It's fine. We are here to create more entrepreneurs in the world. We're not
here to have a six-month change management roadmap. And, that will just actually hurt the speed at
which we can deliver value to merchants."

AR ERIE:

", RALET. XWMIEN, RANCHESA: R, IMERT, KRASIIFN, PAUENESDT.” XEW®
—i¥: IR, BAEDMAMERTY, &XR. RNWEEZATHEERALYEEZRIR, MARATHE T
ATANEEEEREAE. BRASBRERN BRI MEREE”

[00:32:52] Lenny Rachitsky

English:



So, on all the things you shared, so there's weekly updates. So the weekly updates are each person shares

what they're working on for the week. Is that the idea?
R EIE:
XFMAENXLE, SAEHES M AREMIIXBAEMAAL? BXNERG?

[00:32:59] Farhan Thawar
English:

Each project.

FRCEE:

SR =

[00:33:01] Lenny Rachitsky
English:

Each project.

FRCERIE:

(SNI=R

[00:33:02] Farhan Thawar
English:

So, each project, it has an update, it might have a video of, "Here's the experience." It'll have a obviously
a bunch of writing on what's changed since last time. We have a process called OK1 and OK2, which is
like, OK1 is typically at the director level where they're like, "Okay, I'm aligned with the direction that this
is going at." Or, "I'm not aligned." And they can make changes. Then, when it goes to OK2, it's typically
the VP level of the area, who's now looking to say, "Okay. What you're working on actually aligns with the
overall architecture. But by the way, have you looked at this context? Maybe you haven't seen this, this is
happening, or the industry." And so, you're trying to align at that level. And then, again, like | mentioned,
every six weeks we go through with Toby, and he's an intense guy himself.

(00:33:40):

And so, a lot of it is like, "Hey, why is this taking so long? Are we overthinking it? Are we not trying to move
forward on this thing, because we're blocked on something? Is there some piece of infra?" Actually, I'll
give you a good example. In one of the reviews from last time, there was an interesting Al problem we
were trying to solve with LLMs that required us to have a very large output context window. And, most of
the LLMs today have a very small output context window. But in the review, right, we have shared Slack
channels with all the LLM folks, right? | messaged in the open Al channel, | messaged in the Gemini
channel, whatever. And, within an hour we had increased the context on a bunch of major models and we
were able to move forward through the thing, just because | asked.

(00:34:29):

And so, that's an example. It didn't take another six week review, but it increased the intensity, because
the team was like, "Oh, we were blocked because we thought we had to now chunk up this data and do



this thing because we had smaller output context and we thought we could do a big input context, but
we'd have to do this caching." And, it was like this whole thing. I'm like, "Well, did we just ask them if we
get bigger?" And then, they were like, "Oh, we don't have this as undocumented, but we'll just enable it
right now for Shopify." And so, that created the intensity of the team to be like, "Oh, we can now quickly
get unblocked." So that's the example of just moving quick and trying to just, again, ask a dumb
question. I'm like, "This is probably not possible, but..." And then, they came back and said, "Oh yeah, we
can do that."

AR ERIE:

BB HEEN, JREs—RIMWIERT "X2EMNGEE" , EATEXFIRABR LRURNEL. i)
BE—1 0 OK1 1 OK2 K72, OKLBETERE (Director) &3, M1EE: “UF, WIAAXNAERA™ HE
“HARINE" , AEMEERE. 27T 0K2, BERZMENEIZE (VP) &3, &F: “WF, (RMIBKRHA
FERBEREN, BIERT, RERIXMERG? BIHRRBEIRXRNMER, HETUHE.” XEREBNEHE
B—. AfE, EWNHRETN, 8758 Tobid—iE, MAABERNEEERENA.

(00:33:40):

FRUARZMIER: IR, AHARXETEAR? HRNBAZRRZT? BMBRFBEAARTAKRERET A
Wi#? BRARMRAAEMIRE? ” B#NF6F: EREFG, §—ME8E0 Al RE, RINFERESHEE
(LLM) BIFEARNEmE ETXEO, MBERAZEH LLM iEEE DR/ BERMIG, FIMEHAE LLM
[TEHZM Slack 5@, 3IE? FHEEE OpenAl SlE. Gemini SMEAER. FE—/NE, I ARKITEX
TIANEEREN ETXRE, FERMEERT, MNERAFKRT—,.

(00:34:29):

Xite—MlF. EXRFEFIT—NRARM, EEEM7TEE. RARAMNRERESE: “B, HIMERE
T, EMmbECO), BAGREEDR, EEMETF.” REFEESR. . “BRIREMIIERERX
R? 7 WAHhE: MR, BAXEERTS, ERNATUIMEMA Shopify FEXTINEE.” X1LFABFEIRZ E T 58
B 1R, B UXARMEBFERE” XpERETED. BTFR “ERE BFF. B “XETREAKA
e, B%---7 ARMAIE:  “MReILL, FHAIEEDEL”

[00:35:03] Lenny Rachitsky
English:

That's a great example. And, as you're describing the ways that you create intensity and velocity within
Shopify, it's interesting that what you're listing is a bunch of meetings and check ins, which to most
people would feel like, "Why do we need so many..." There's all this like, "Less meetings." And | know you
guys famously cancel all your meetings and that's a whole thing we can talk about. But, it's interesting
that more check ins and regular check ins allow you to move faster. | imagine it's partly because it just
makes sure you're not working on things that are unnecessary, and dumb, and not going to be used. And
it's just continue to refine, these are actually the most important.

FRSCERIE:
X MRENFF. LIRHERTE Shopify gEREMEENAEN, BEMRIRYIET —HSNMRES, Xt

REBARN, XITERGER: “NHAFEXLZZ 7 HREILHERE RO o FAER(TE
RKBESMBUE TFRIBE RN, XENETUFS)LH. BEBNE, B, EHRNRERMILAFIEEER.
HEBHRRZRNXEHRIMITLKEMIL LB, BEN. KEFTSWERNKRA, MEFHEELRE
EIES,

[00:35:38] Farhan Thawar



English:

| mean, it's a combination of trust but verify, right? Because don't forget, the goal of the check-in is not for
you to be like, "Ha, ha, | caught you not doing your work." It's not like the Dilbert boss, "Hey, did you do
your thing?" Right? Even when | look at the Elon text, which is like, "Hey, what did you get done this
week?" It wasn't to try to catch Parag in a, "You didn't do anything or you did a bunch of useless stuff." It
was hopefully to pair on the problem, meaning, when | ask somebody, "Hey, did we move forward on this
LLM project, because we now have this larger context window?" And then, they came back and said, "Oh,
here's what we learned." So then, I can then look at the answer and say, "Oh, so now, have you thought of
this? Have you tried..." It's a way to pair on the problem.

(00:36:18):

So, we have this word, everybody talks about micromanagement as a word, and we don't actually think
it's a dirty word at Shopify, but the reason we don't think it's a dirty word is because it's not just, again,
Dilbert boss saying, "Where did you do the thing?" It's like, "Hey, can | work on this problem with you?
And if | work on this problem with you, | got to see where you are pretty often, and then give you advice,
or you're going to share context with me, because I'm not in the work every day." To then come back and
say, 'Oh, based on what | know and what you know, can we move this in this direction? Maybe that's
better for merchants."

(00:36:50):

| don't want to overuse the pairing paradigm, but it is really much like, "Can | pair with you?" And |
learned this actually very early in my Shopify tenure, because Toby would have these one-on-ones with
me and I'd be like, "Toby, you don't have to waste your time, man. You hired me. | got this." Well, he goes,
"Oh, you misunderstand why you're here. We are here to work on problems together." And | was like, "Oh,
| didn't even think..." | thought he hired me to take problems away. He hired me to work on problems
with me. That's completely different than what | thought.

FRCERIR:

XHILZE “BREEZREK” BWES, 35T, RENENAZNTH: “Bhh, MERETFET.” F2%& (R
8%5) (Dilbert) EpyEMRIR: “0R, (RABEMTI? * BMEHERRE - DHiRAREER: “XBMBE T
24?7 BARZNTH Parag (#E45RT CEO) BIHFIRIMETiE, MEANT “SIMEBHITEXN” . BEEZE, o
HEFEA: TR, BAETEANLETXEQ, LLIMIE#EETE? * &G, RAILUERER: 1€, A

R8T XANE? L BB 7 XM ERRR PR o
(00:36:18):

Frd, AREIR “BMEE” (Micromanagement) HIZXiE, {B7E Shopify HTAREBFERRIE. REE
F, EXAEEBMERE “RAEH HNHNEE, me: 8, HeEMR—RERRXNMamB? NRKZEMMR
—EfR, REEERIMHNHE, ABRKMEN, XBMBERRAIER, AABRFERESXREBE—X.” AL
BINEERENER, BEFEIEARATEAXEGHIMAH,

(00:36:50):

HARIERER “EX” XA, EXAERNREG “FREMIREXNE? 7 KN Shopify BIFFE T X—Ro
Tobi BRELMY 1 34 1 B, Fii: “Tobi, MMABERS LIREMNE, RETH, KERE.” toE: “I®, {r
REETIRAFATER, BIVEXILBAT ‘—if REE” HHEOE: 18, HeeBE---7 ‘U
tEKRN TILFICRAEE, ERMEZREN T NHE—EFRRE, XMFHZZABRETETE,

[00:37:18] Lenny Rachitsky

English:



| love that. Okay. One thing you mentioned is meeting thing. For people that don't know what you all did
with meetings, | think it might be worth just sharing that briefly, because it's awesome and something a
lot of companies can learn from.

AR ERIE:

HERZ MR ¥, MRETSWHF. W TFBERMEMNIHIWUBET HABA, RRGESEED
T, AABKEET, REQEEHALUEE,

It

[00:37:28] Farhan Thawar
English:

Yeah, sure. Actually, the funny story about the meeting Armageddon, is that, | was messaging Toby prior
to me starting at Shopify about meeting Armageddon. And so, | actually think | had a little hand in him
doing this before | got to Shopify. | was like, "Hey, have you seen..." | think it was Dropbox, "Have you
seen a Dropbox is doing and Meetingageddon? And so, he was like, "This is super interesting." This is
years before | started. So, | think it's funny that it ended up being a real thing. But here's what we do.
Once a year at a random time, we will delete all recurring meetings that have more than two people, so
not one-on- ones, and are internal people only, so not interviews or external partner meetings. And then,
we have a two-week moratorium where you're not allowed to add a reoccurring meeting. You can have a

regular meeting, but not a reoccurring meeting.
(00:38:11):

And the idea is that there's a lot of inertia behind a recurring meeting. It just always is there, and you
know it's coming up, and it's hard to delete, because you're like, "Oh yeah, we talk about this thing every
week." And so, what we do is we just do a meeting reset. And, | think, yeah, it's just called chaos monkey
and the admins go in and just delete everything. Now what's cool about it is, it forces you to rethink, "Do
we need a recurring meeting? Or do we just need one meeting? Or do we need a different cadence?"
That's one thing. The other thing is it frees up so much crafter time, right?

(00:38:42):

One of the stats | track across engineering is how many hours are individual contributors in meetings per
week? And we noticed that after we did... We did two things by the way. And | have a spicy second one for
this, but the first one was we deleted meetings. And the second thing we did was we moved a lot of our
Slack into Facebook workplace, which I'll talk about. Those are the only two things we did. And we saw a
huge decrease in the amount of time crafters were in meetings. And then, we saw all kinds of other
productivity enhancements, because they were able to have that flow time and work on things.

(00:39:12):

So, we're at something like three hours of meetings per week for an individual contributor at Shopify,
which is phenomenal. Three hours a week is amazing. | think managers is not that bad. | think | tweeted
this. I think it's six or seven hours per week. That's not bad at all, in order to get aligned. And then, all the
rest of the time is work time.

FR3ZERIE:

o XF “KWKFERX (Meeting Armageddon) BNEBE: EIHMAN Shopify ZFi, FKFLTEL Tobi ZHS
P, BB EMEEXGHEZ G, KROTREHT —I0, HLSR: “12, {REE Dropbox il ‘SiNAKE
wOTIE? iR “XEFEERR. BEFLERNET. FAUKREERTIE, KEEFEFRN. &1
HEe: SEMENKTEE, KISMBRFAIEBIRAN ‘ARSI (Recurring meetings) . REIE 1 31



mHi%, BXRASAR (FEEmATIIMIEEIHEZIIN . ARERAN "B , BEARTFRIERE
AR RE]AFIRI S, EBREEFELRER.

(00:38:11):

ZOZERERESINEEANEY, ERER/L, FNETCEFR, MARERE, EAFRKEE: &, &
NEREHMEIXN” FAURIME—K “SNEB” . EBEAEEHETEENSM T, BHtAET, SRR
EMERE: ‘BNENZEESAARGE? E2A—ARMIT? AEBLRITER? " XFANBERTKE “‘EAN”
(Crafter, & &%) BIBTEL,

(00:38:42):

KEIRENEEREN—NMErE: DTARBE (C0) SEAFKZ/N? BINEZMMTRESE (BEZHE
BRENE) , SWBTEIKIETRE. F—HEM=N, FTHIBAEN Slack /3@ 2T Facebook Workplace
(Radit), mMX@mESE, KMNEIEAFSNNERE. BEEFHKBEA, RAMIET “OoRe
8" REETE,

(00:39:12):

E, Shopify I PATREBRANRE 3/NHRIN, XEEARAIRN. 88 3/NXET, SEINERE
TE, BARIHR, RAZREBE 63 7/0H, ATER—H, XTHKTEAMER. M THAEREHET
EE 8],

[00:39:29] Lenny Rachitsky

English:

And how many hours was it before Meetingageddon and Workplace?
R EE:

£ “|WKBER" MBH Workplace ZRIZZ/D/NEY?

[00:39:33] Farhan Thawar
English:

Yeah, you're asking me a good question. | have to go look and see. But, it came down by something like
50 or 60%. It was something like five or six hours for individual contributors and came down to three. And
then, the managers, | think it was 10 that came down to 6, something like that. But it was a huge
difference. And the only two things, like | mentioned, were one was the Meetingageddon, the other one
was like this, and | can talk about this. This is a-

FROCERIR:

158F, RIGEEEHIE. BARUTET 50% 5 60%. ATTEAE URIALZ S5 6 /N8, FEIT 3/08, 2
BUEIAAZ 10/08, BEET 6 /AR, E3IFER. EMBERI, RERGSE: —B22WUKER, ==
XA+ F AT LABDEX 4o

[00:39:53] Lenny Rachitsky
English:
Yes, let's talk about this.

AR ERIE:



4%, EMEDX AN,

[00:39:54] Farhan Thawar
English:

... Yeah. So, | mean, | love Slack. It's the IM tool. Everybody uses it. But it can for sure cause distraction.
And so, what we did was we moved all announcement information. So, anytime you're sending a status
update or large group announcement, we moved all of that to Facebook Meta Workplace, like Facebook
for work basically, which is now being deprecated. So, we'll have to figure that out. But, it just moved all
this stuff to a ML feed that you can consume differently than you would Slack, because Slack is like |
message you and you see an alert and all this stuff, versus Workplace is like, "Oh, | want to go and
consume content from the company, and get updates, and share updates.” And so, that reduced a lot of
distraction as well. And so, I'd love to figure out what the next tool for us is, but it is probably something
more like a river of information that | can dip my toe into, versus IM and chat everywhere.

AR ERIE:

HEM Slack, ERENMAFTEAHNENENTLR, BEMWESIER DD FAIUBRNNECEAR: IBFREN “BH
KER BE, AANBEREBELARSERAEAEBI, FHIIEIEEFEE Facebook (Meta) Workplace (B
EFtReAlhR Facebook, BRAMEEEFIET, Bi1EIENE) . BEXERNBTTR T —MHETFHHRFEIN
“YSER” (Feed), REVHEA UM Slack T2 FE. Slack BHAEEAIR, (MEZREE, ARBITR; m
Workplace @: “I, HMEREZEEATNAR. RBFEHM. PEDE.” XL T RKEFH. HEBMERK
NN T— T IASREMNA, BEAREGRE—% “GEZHE , ROUERIEHEHEE—T, MASINLE
EEE R AR,

[00:40:45] Lenny Rachitsky
English:

That is super interesting. So, specifically, things that are just updates where you don't need a discussion,
you almost want to discourage a discussion.

FRCERIR:
XIEEEE. P, B ERLEATH. FREZNCHNER, FEEREIXMAIURDITIE,

[00:40:50] Farhan Thawar
English:

Yeah, | mean, it has the commenting, but it's not the same tool. And, by the way, Slack is amazing, we use
it. It's just that for this thing, it wasn't working for us. And so, we wanted to move that somewhere else.

FRZERIE:

0, ERARITICIIE, BERARE. IRERT, Slack B, HITBEAR. RE2HX “BH” XHE, ER
BEBEHA], FrIURITRIEEBERIL,

[00:41:03] Lenny Rachitsky

English:



| feel like, the more | dig into the Shopify way of working, the more fun stuff | never expected emerges. I'm
curious what else is going to emerge. So we've been talking about ways that y'all, and you specifically,
have created intensity, especially in the engineering organization. And then, you've also shared just
broadly Shopify. What else is on that list? What else have you found helps create more kilojoules per

hour?
RS ERIE:

RS HBIZHE Shopify WTEAR, BERFIMNBEMHESZ, RBHFHFEBMHA. HNW T RIOME)IER
E, H2EILRERAM, RESZET Shopify BEMIER. SR EEBHA? EBEAREENE “BN\HE
ZTFEFL” ?

[00:41:24] Farhan Thawar
English:

Yeah, so again, | think there's nothing, | would say again, start from the beginning, there's nothing more
than pair programming, because literally you can't do anything else but be on your computer. So pair
programming is the number one. | will say, the weekly cadence helps a lot, right, which you mentioned.
Again, which is part of GSD, which is sharing the updates, and then the six-week reviews, that does a lot.
On the other side, we also have a lot of metrics and alerts that help us see when potentially things might
be happening in the system that can allow us to be like, "Hey, wait a sec, there's too many things going
on of this type. We probably have to sit back and reset and figure out what's going on."

(00:41:56):

So one thing that happened, for example, was we started seeing that it was taking a lot of time to develop
in our admin, like engineers at Shopify developing in the admin. So we called, what's called, a code
yellow, which is before code red. But code yellow is this idea of like, "Hey, we're going to call a code
yellow on the admin." We want to make sure that the developer experience inside Shopify is really good.
It should be easy to start up the repo. It should be easy to make changes, it should be easy to see the
changes. And so, those are the things that, again, we can create intensity, because this code yellow allows
the champion to tap anyone on the shoulder and say, "Stop what you're doing and come help this thing."
Which is an infrastructure layer thing. And by building out this infrastructure, it allows you to go fast. It
takes longer to build infrastructure, but it makes you go fast forever afterwards, right?

(00:42:41):

I'll actually give you an example of one of these. So, we in 2020, 2021, the heyday of pandemic, obviously,
there was a crypto summer again and crypto was going nuts. And we were sitting back and saying, "Wow,
a lot of our merchants are now asking for NFT gating." NFT gating, which is, "If you have the token, you
can now go into the storefront and see my products. You can see my prices and you can check it out, but
only if you have the token." And, we were getting a lot of demand from merchants to be like, "We want to
do this. We want to sell an NFT. And we want our buyers to have the NFT to have this great experience."
And we're like, "We agree. We want you to be able to do whatever you want. And so, we want to build this
for you too."

(00:43:18):

And, sitting with Toby, he's like, "You guys are thinking about it wrong." He goes, "How long would it take
to build NFT gating?" I'm like, "I don't know. Two, three weeks." He goes, "Now, how long would it take to
build a platform layer, which exposes APIs so anyone could build NFT gating in one hour?" I'm like, "I
don't know. Two, three months." He goes, "Do that." He goes, "Because you don't know what they're
going to build on top of the platform." NFT gating is one thing, one use case, but if you spend the time to



build out the infrastructure layer, he calls it putting gas in the tank, if you put the gas in the tank, people
could drive on that gas for a long time going forward. And so, he goes, "I always want you to think
about..." And the key part was, "What can you build so anyone could build this in one hour?" Right?

(00:44:00):

So, he does this thing to us all the time where he goes, "Oh, this should only be..." He'll say it and people
get the wrong thing. He'll say, "Oh, you could write this in a day." And what he means is, "What has to be
true so that you could write this in a day? What infrastructure do you need?" And, he actually develops
this way. He will write code against an API that doesn't exist, because he's like, "You know what should
exist here? This APL." He'll write the code, he'll go back and forth and refine the client on the server, and
then he'll go, "This is correct, the correct client code. Now, let me go implement the server code."

(00:44:31):

And this is notion of building things as infrastructure that sound slower today, because it's going to take...
It's two, three months, instead of two or three weeks. But after that, the things that people built on top,
right, were so easy to build, there were so many more scenarios that were emerged. It's just a different
way of thinking about software. And, it's intensity in a different way, it's intensity around building this
infrastructure layer, which we want to build quickly, but takes two or three months, in this case, but then
can get everyone building on top of our infra in @ much, much quicker way. And of course, who knows
what can flourish from there?

FROCERIR:

EW. B, HWERERE, KA ALENRZEELERET, HAMRKRTIIEERTETAETRT.
FRUE N RIZR B — 8. HR, MEEINSATRIFEEEE, 8 GSD EMMAAMM, 5—7HmE, i
BRZEGNER, BRMNAIARKPBERE, bin: 98, F—T, XRFBERESIRET, )
BETREE-T, RAEEANE

(00:41:56):

AT BAIVEZBIRITE Shopify BEEE (Admin) HITHAMNKETIET. FERENBHTAIEN
“‘BEAEE” (CodeYellow), BT ‘OBl . #BAENERZE: %, RNENEEEARHHEE
RE3.” BATEHIR Shopify REINARERRIEEE . BHICEER. BHERS. MNEBHRESE, XEE
EERE, ANEEABEATFARIABRERANBER: “BWTHRFXNSE, RERBEXD.” XETFEMIR
TEEERLIE. RAMERREMIZFELNIEER, EELRUEKITZREER,

(00:42:41):

BEANMIF. 2020, 2021 & EHAE, MEGEHIFE N REBFREXR “NFT14E” (NFT gating) IZheE,
Bl: “WIRMAEXME, (RAREEERNTRMNE.” BRBJRRERE, FMEBAMIIEH.

(00:43:18):

A Tobi &¥7E—it, fhit: “MRITEET. M— TN NFTIEEZA? 7 BHift: “FRE, Hm=FME,” fha):
“‘BURM— N FEER, BE AP, if “‘FEEAN ZHEEE—NBIRME NFT R, BEZA? 7 Hii: “KER
=MNA7 i ‘BRI, EAMRAHEGASEFE LEAA” NFTIERZ—1RA, BINRIRTE
B e EMIEHEE (MR ZzA “EhEEMR”), AMUEMEEXLEHBERA, MHNZOBEE: “IREE
BHEAAKRE, iLAARBE—NNRBEXTEE? 7

(00:44:00):

MEBXNENW: MR, XNZRE-" ARBRNRIRE. MK “XMFENiZ—KHEE T, MHELER
B “BREMAFKH, MABE—RKNER? (REEMFAEMILH? " MESMEXAHFHAN: MMEHX—
MEREFEER API EREE, EAMEE: “XB ‘NiE FEXIHE—APL” AESEFIHAE, REE,
REW: U, BERHREXEEEXNH, MERELIMARSIHLE”



(00:44:31):

X EBEEFE Bk KNENER, SRIFEXREE WM=1TAvsR=A), BZEIAELEE
BARAZZFRERS, IRRLEZYR, XR—MAENRHEREZAN. XUE—MRE, BXTIREND
BEEMIZEENRE, RRACKIHN, BERILMEAZEERNNEELNRFZSHIEREDE, HERE U
[EEFHAAFRTERE?

[00:45:06] Lenny Rachitsky
English:

It's interesting and it makes sense that so much of the way you all think is about building the best
possible platform, versus the, necessarily, best possible point solution for someone. And it also explains
why you spend so much time in crafting really great code and pair programming, because again, it's a
platform for other people to build stuff on. So, | think, a lot of this is very useful, especially for platform
businesses.

FROCERIR:

XREB, MITNBELRNESEXTHERENTE, MARRNAXEARKRERFNRN ARG R, Xt
BT N ARMEXR A SR EFTEABMHETENRE, RAXZR—TMMMUANENTE. INFEEWS
FEER.

[00:45:29] Farhan Thawar
English:

No, exactly. And actually, you're making me think of a stat. So, last year, maybe a tangent, but | tweeted
out that GitHub Copilot has written over 1 million lines of code for Shopify. And people are like, "Oh my
god." And it got picked up. And everyone's talking about it. And | go, "I don't know why is everybody
getting so crazy, because what | want to see is GitHub Copilot deleting 1 million lines of code." That's
when you know we're actually at this point where this is close to an engineer. Right? And so, we famously
have deleted millions of lines of code this year, because we were trying to focus on, again, the sunk cost
and rebuilding things elegantly, or you don't need this anymore and rebuilding. And | even tweeted out, |
think someone said, "Oh, Shopify is in the top 10 Ruby code bases in the world." And | said, "I never want
to see us on this list again." We shouldn't be gunning for number one, we should be gunning for number
100, right? We want to be not on this list. Right? Someone else can take the crown.

AR ERIE:

o MLFBE—TEIE. ZFERAI KIS (A RMEA), W GitHub Copilot BZ 7 Shopify 5T
i 100 TR, AKEREIR, FAEEL, HiR: “BAEBARKAIFAXAHE, REEEREINZ
GitHub Copilot ‘MHFF 100 H17HLE3." A RBBERE—TEENIRM T, SERMMERTHERITA
1B, EARIMTBETETFERUTLMA. MHEHEN, EMEFEFTENRA, BAR: “I&, Shopify 22k
Al+A Ruby fRE3EZ —.” HENE: “HEBEBFABEXMERLBIRNT.” HNFZFE—, RNZFE
100 Zo FHAVEMER EER, IS AZERNEEL,

[00:46:22] Lenny Rachitsky
English:

[Sponsor Message for Vanta - Omitted]



... Wait, talk about more about this. So, there's been a drive to delete code and simplify. What's behind
that? What's going on there?

RS ERIE:
(BB & - BY]
---- %%, BZUINXD, (RMI1E—MHIERARME LR, SENRERMHA? FKREEAEEN?

[00:47:22] Farhan Thawar
English:

Yeah, so there's a few things, right? One is, the more context you can fit in your head around a code base.
And you can never really fit all of Shopify in your head, because it's a big complicated set of tools we give
to merchants. But, the more you can simplify, the much easier everything becomes, resiliency,
performance, reliability, maintainability, all the illities become much, much, much easier when the code
base is simple. Now, all you need really is the mandate of like, "Oh, well, let's look at this code. And, if |
could start this today, would | really build this thing? Or do | now have enough domain expertise to say,
'Oh no, this is the right solution?' So can | delete start over and build this more easily?" And now,
everything else becomes easy to build on top of.

(00:48:04):

And so, routinely, we have a delete code club, we have hack days, which happens two or three times a
year, where there's always one team that is focused on deleting code. They even have a manual, "Here's
how to find things to delete." And, it's amazing. We almost always delete. | don't know if this is good or
bad. We can always almost find a million plus lines of code delete, which is insane. But, at the same time,
| applaud the teams for going after the cruft and the code base. And everything gets easier, right?
Codelets loads faster. It's easier to understand.

(00:48:34):

This is why when | look at GitHub stats, you shouldn't really look at... | think Google put out and said, "Oh,
25% of all code is now written by AL" I'm like, "Where's the delete? Where is the 25% of all code is deleted
by AI?" Right? This is where we have to start thinking about it. Because, the right code is never the
volumous lines of code metric. It's always something else. It's always elegance. And that's where we have
to think about. So, it is something that, as part of us being long-term infrastructure thinking, we really do
care about that.

FRERIE:

BNRERA, F—, RETEAMBETHARBE L TXEZHEITF, RKITZEIBEA Shopify E#HKTFE,
NEXRERT., BRHEEN, —UHITEUERS: M. Mee. FIEM. 4P, ANBEERN, g
X M4 MITR/EZEZ. UEAMFENRZE—NMES: ‘W, iURNMNEEXEALE. IRBESKEHRA
18, BEEXAEE? FERUEESEEEBMWAFIRG: R, XARERNAER ? IRHeEREM =S
X, AEEENANETE? ” X, T LEEOZEMABREITRS.

(00:48:04):

FREL, BAVERRE “MABRESRS , SER=XNERZH (HackDays) BEE—THMNZETHRED, ]
BEEF—AFH: “WAIHEANRHNAR . XREE, HNLFEEEHREED 100 H1TALBIBRBIAES,
XN EFEY, HALEBFENBEEHOENZE, —IHRTIRT . MHER. EXZEF.

(00:48:34):



XN AFKE GitHub I ERIER, RS- BB “25% WAEBIMER AIRE" , RHORNZ:
‘M= EICERIR? +ARHE Al BEMI= 25% B9ER? * XA RRNFEREZH. RANEBNRIIXKEAZEE 1T
wORGEN, MERMH. FAKMEMEEESE, HNFEFEFEX—R.

[00:49:06] Lenny Rachitsky
English:

| love this, in part, because it connects to the topic we're talking about, which is speed, velocity, intensity,
smaller code base, cleaner, better code base allows you to move faster. | used to be an engineer actually.
But, both my engineering brain and my PM brain, | love the idea of killing stuff that's useless, fixing,
making code cleaner, and better, and more durable. In reality, very hard for companies to prioritize this
thing. Is there anything you found that helps you do that? You mentioned hack days and weeks are one
part of that. Probably helps that Toby's an engineer and he understands the value of this stuff. But |
guess, for folks that want to do this more, any advice?

AR ERIE:

HERX MR, BNEMBENPINETR —RE. BE—EBHEE B/ BETH BEFHABERILR
BISER, HURBRIREM, TRRHHNIREMAMERE PM (FREE) KM, #HIFBESRMELKANR
7. LR EEEMA. EERER, [EREEBXFFHENLR. BFTERER, MELKRE AR
HXHED? Tobi AEZTRMEERREE, EXNEMABHARING?

[00:49:42] Farhan Thawar
English:

Yeah. So actually, when we're building something, we think of it in one of three buckets. We're like, "Are
you building an experiment, a feature, or infrastructure?" And, once you bucket things, you can say, "Oh,
it's an experiment." You're like, "Cool. This is not infra. This is like, we're trying something to learn." And,
by the way, that might turn into an experiment or infra, but it starts off as an experiment. Now, if you're
building a feature, a feature is basically you're taking advantage of an existing piece of infra, right? So,
token gating is the example | gave. If you could now build that in one hour, you would probably say, "Oh,
we have the right infra below it."

(00:50:14):

But if you did what Toby does, which is, he's like, "Here's the infra | wish existed. Here's the feature. The
feature might be quick to build, but now | have to go and build the infra." You're now slotting yourself into
infra land, which is like, that could take longer, but you're now enabling it for a bunch of use cases. You

don't have to think about it at once, because you may have people using your APl in a different way.
(00:50:32):

So, | think you have to slot yourself. Now, how do people get into this mode? It is super, super hard. And, |
would say, Toby is the secret sauce here, because he pushes us to think about things as infra almost all
the time. | mean, one of the things that annoys me the most probably is that I'll always come to him and
say, "Hey, we can do A or B." And he looks at me and he goes, "You know what I'm going to say, right?" I'm
like, "You're going to say go back and generate more options." Because he doesn't like those. "I don't like
A or B. Come back when you have something else." Right? Actually, maybe I'll tell you a little anecdote.
He has a story where he says, "There are unlimited amount of wrong options for any problem. There's
probably 10,000 right options, but everybody stops at the first right one, instead of what you should be
spending all your time on, because the options that don't work, you're not going to spend time on. But



you have to figure out which of the 10,000 options is the right one and spend time in what are all these

right options? Don't just stop at the first one."
(00:51:24):

And so, when | come to and say, "A or B." I'm picking two of the 10,000. And he's like, "That's not what I...
Go back and generate more options, because those are not the optimal ones." So, he is quite the
philosopher on these things. And it does really change the way the company works, because he'll push
you on these things. And then, we over time learn to spot the same patterns. And | learn to push my team
on infra, and deleting code, and making things simple, because by the way, who doesn't want to get free
stuff? Right? Free performance, free, easy to navigate code base, free maintainability, free resiliency,,
because now, we went and did the hard work of deleting. It is hard. But that goes back to the beginning,
right? Choose the hard thing. Don't just build the feature-

AR ERIE:

Bl KFRLE, HBRMEBARAN, ILEBA=TMRZ—: "Lk, . E2EMIgE? " —BR%, R
FAE: MR, XEPNKRE.” BERFTEEMILE, KNRABATFES, cUSFIERIIESEMIEN, B
FIa RSN, MRIRAEM—T “Thee” , (REXNEEFARBHNEMILHE. LNFREIRTI T, WMRIREE
—/\Eg5E, HPAREEMIZEEX .

(00:50:14):

BYINRIRE Tobi RIFM, e “XERFLEFEMEMILHE, XEEE. WEETRERR, BRE{LAEEE
Btiighl.” XESIRFAHENT “BhighEdus” , XAIEA, BIRARKNIERGIH TR, (RAFERMER
£, ERNAZURENGERIRE AP

(00:50:32):

FRLARIG4E B 2 EL. MfA#NXMIRT? XiBR M, Tobi @BXER “WEET , AAM/LFERERIIM
BEiigNAERE, Rt SR N—x2, FERME: TR, FNTLLEAZH B.” #EERKIR: “R
MERBRTA, WIE? 7 FiR: “FIUREOEBHEZED” AAAHET AsB, tENER: “fF
R AEE TR EIRIEDT. AJREtA 1 5 NERRNED, EAREFREEEEE —NEHERNMET 7.
IR IZIEBS B TR E T AR 1 BN EWER PRI, MAREEF—1"

(00:51:24):

FRAS st AZUBEY, ZRRBM I ATERTRD. fik: “XAZHREEN, AERES, HAXRIF
BRMN.” EXLEE LREAFER, XWINETQENEEAN, BAMSREHR. AMAZ, i)
HBESTIRFIXLEER, REARBERNOEANEBEMIZRE. BABR. &GK. BREREE “R%F" BiFkd
UE? SeZEREMERE. REMFIERME. RBHAIEPE, XMERNFAME T BBRAEXMH “WE" . XXEET
K EEENE, FERMINEE, BiLNERSEZWE,

[00:52:06] Lenny Rachitsky
English:

| feel like there's just more and more good stuff. What else is there that might be helpful to folks while
you're thinking about it? And interesting, | was reading your tweet where you shared a lot of this advice,
and you mentioned this briefly, but | think it's important with pair programming, one of the benefits is
there's no multitasking. You're not checking Twitter, Slack while you're working because you're there
being watched. And | could see why that is more productive just innately.

AR ERIE:



AR AAMRESZ, EEFANAREEYNGE? HRIRODEXLER N, RERRET SRS
W—rst: REZESHE, (FASETIENRIEEL Slack, EABAEZHEE!R. HEEENTIAXX
EMERT,

[00:52:31] Farhan Thawar
English:

Oh no, for sure. Again, like underhand or free throws not only looks dumb, it feels dumb. People don't...
They feel like they're wasting time sitting beside somebody and being like, "Well, | could be on my
computer doing this thing." But together they are building a machine. Do you ever read the Undoing
Project, which is about Amos Tversky and Daniel Kahneman, the famous philosopher.

(00:52:54):
Lenny Rachitsky: By Michael Lewis, | think.

Farhan Thawar: Behavioral economist. Michael Lewis. Exactly. And he said the famous line was "Alone,
we're okay, but together, we're a genius." Right? That's a pair programmer. That's like two people. You're
like, "Ah, we're okay. But together, we're a genius." And that's exactly what pair programming is. And
hopefully me plus an LLM is a genius as well, but that's the genesis of that thinking. So | would say
another thing that helps us create intensity is demo culture. So as part of the GSD updates, hopefully we
encourage people to share high fidelity updates, which is not just imagery, but actually a demo. One of
the things that can go wrong with just their screenshots is you don't really get the full experience. You
can't tell how slow things are or whatever, but with a demo, so you can put a link. We have this tool called
Spin, which is an internal development environment like a cloud dev environment where you can say,
"Hey, click here to try this on Spin, and then you can try it and you can see how it works."

(00:53:52):

Or they say, "Turn on a beta flag in your own store and then try it." And so this short circuits a lot of
misunderstandings, because you're like "I'm going to try it." And you're not waiting until the end,
especially with a beta flag. You're like, "Hey, it's in my store. | just realized that | went in and now this page
takes 20 seconds to load. Is that what you expect?" You're like, "Oh, we didn't find this use case." You're

going learn that much more quickly.
(00:54:13):

And that creates, again, intensity on the fidelity of the feedback you're getting because famously, some of
our PM team will create a friction log. They'll be like, "I am walking.." They'll just create a screen share,
create a video and go, "I'm walking through. | turn on the beta flag, I'm walking through this experience.
Here's my feedback on the experience." And you're getting this high fidelity throughput coming back to
you that you're like, "Okay, let's fix these things for next week's iteration and then share another beta flag

and say, 'Okay, try it now. Try it now. Try it now."" And so you're not debating about status reports, you're

kind of debating about the experience.
HRERIE:

W=, BiR—K, MERKRATIIK, FTYEEXRE, BEHLE. MISRELENAZHZTRENE:
‘BECEBEEM EBEEM.” ERMMAT—EEEWE—G ‘Y& . Mg (AF%Ea) (The Undoing
Project) M5? HHZEMEET - FrXBENAER - FE.

(00:52:54):

Lenny Rachitsky: i55/R - XIBHHEH,



Farhan Thawar: 55, TAEFFEH, BEE—ARE: “BHE—TA, H(MET; BE-E, HIIMEX
7" EMBEMNRIZ. MIATE—EMRRT . FE " +LM BEXT, XMEXMMELERER, S—H
BIEREMNSERE “BarXi” (Demo culture), 7£ GSD B, EMNEMARSESHRENENH, TREEH
E, MERENER. SENNRRMRTEATTERL, EFEEZE. B@ETETR, REMUKR— .
FMNBE—1TM Spin TR, B—IMrinARIFE, RAILR: IR, RXE7E Spin £ifid.”

(00:53:52):

FEY: “ERNBEEEFBX Beta & (Betaflag) AFIRIH." XeEHRRZIRME, EAMEILUERELE
Fo MMAREFEIRG, LHERT Betafid, RAJLlR: I8, ARNERERT, RAWHXNTTEE 20
W, XEFHNE? * iR R, BITLERIIXMIR" FRFEREZ.

(00:54:13):

EXARGHREELNE T BE, HNBLE PMENZFIE “BEEZE" (Friction log) : IREHESR:
“HIETEIRE, BT Beta i7s, XRFEMNAKLRGR.” XMSRAENERALELSMR, FRiR: “4F, TA
BREBXERT, ARBAT Betaii&iit: WEBAR 7 XIHFMIPIHENFARHERS, MEERXH
m ik,

[00:55:42] Farhan Thawar
English:

And having the leaders pair with those people on those problems, not just checking in, but actually
pairing with them on the problems that they're facing. So you get both the crafters who are working on
the stuff and the leaders who may have broader context working together to kind of unblock.

AR ERIE:

IMSESRT—EFXERFHT “Ex” , FRELEHE, MEEE-—EEMNMWITEENERE, X
#, —SINEANBEE ERNASEMERRDE, 1HMFER.

[00:56:46] Lenny Rachitsky
English:

I love it. | just wrote a note down of just how you set up your teams for success. Oh, just avoid distractions.
So I think the pair programming helps the workspace, workplace shift from Slack helps. I think you're also
very firm on their working hours. You basically don't let...

AR ERIE:

KHET. BT TIRIIFLLANFERI: B, EHBEMEE, M Slack %3 Workplace t575
B RBSIRELIERTIE) Lo /RS, IREA ERL

[00:57:04] Farhan Thawar
English:

No, not really. Yeah. We're not super firm on working hours from that perspective, but we do have a lot of
people on East Coast time zones. A lot of stuff happens then, but we do have people all over the world.
But | did mention we do have the check-ins and the six-week reviews on the cadence. So that six week
cycle does give you a little bit of the, what did you get done and are you blocked mentality. And you can
expect coming in a couple of times and being like, "Hey, we didn't get a lot done being unblocked." For



you to change your approach to go, "Okay, | don't want to go to another review where we didn't get a lot
done." So what am | doing this time to make sure we unlock a lot of progress? And that check-in can give
you that ammo to be like, "Let's do this this time."

AR ERIE:

T, HLARR. MM TR ELZARATEIR, ERIMHILERZRTIERIEE, FAIUARSEEMRFLE,
ERMNATER K. HRIIOES/MAFARIMA TR, XMABRBAILM—M IR T A" MR
RERFE" BOIEER. MRIFESRIVRERMER “BiVg#RE" , MMIBREGE “HF, RFET
RARERRER” PRLGRKZE EAMA BEMRIIR? XML E RBELIREN I,

[00:57:44] Lenny Rachitsky
English:

And you're also remote first as a company. Which I think is especially cool. Now a lot of companies are
going back to not remote. You guys are staying remote. Why do you guys decide to do that? What have
you seen as a big benefit of that?

FRCERIR:

RIMER—R “TEME” HAE, XF5E. RERSAFDVHEBREDAE, RITANRFTE, ATAX
LRE? REINERFAZMFA?

[00:57:55] Farhan Thawar
English:

Yeah, so we have this remote, so | like to call it 90% remote or 95% remote because we have these
intentional IRL experiences. So every summer, we just started last year. Sorry, this year. We're doing this
thing called Shopify Summit where we bring the whole company together, get together and it's a
combination of talks plus hack days and it's a come together experience like food and parties and bands.
And it's a super fun way to re-energize and rebuild your trust battery over time. And then we have this
thing called bursts, which is, "Hey, you want to work on a problem? You need to prototype, you need to
hack." People can just say, "Hey, I'm starting a burst. We're going to have five people. We're all going to go
to Ottawa or Toronto or Montreal or somewhere else and we're going to talk about this problem and get
together."

(00:58:38):

And so a combination of those two things mean throughout the year, you can recharge. We have the trust
battery notion, which is how much trust can you have between people and it can deplete over time if
you're remote. So then we have offices which are like, come in if you want. Like | mentioned, | come in
once a week and now Toby moved to Toronto, so now I'm in three days a week. But it's like if you want to
come in, you don't have to, right? Today, | work from home, but tomorrow, I'm going in. And that allows
you, again, to have those random interactions and allow you to feel like, yeah, we're 90 plus percent
remote. But | would say the main reason is we want to hire the best people in the world and those people
can be anywhere and just happens to be that not all of them are near an office.

FRCERIR:

2R, HERMZH 90% 5 95% imi2, AARNTELEN “LTEHR" (RD. SBFEX (MNSEFR), &
=27 Shopify Summit, IB2ARRE—IE, FEH. BEH. Z8. IKNHFRN. XBEFEINED. &



B “EEmt” NBEAR. i, HITEE—F “RE" (Bursts) B MRFBFRR—NEE. MR

B REHFL, (REULE—MRE, EPNA—EBXZEXE. ZRESHFIFINRELX.
(00:58:38):

XRENESEREMBFEHALL TR . HE “EEBLE S ASAZENEEETZERS TS
BERYiE)FE. BATBBEDNRE, MERMK. HKUMEBEAE—R, WE TobiREITSLS, RBAEZ=R. E
XA ZEEIN, XILIREEBMAMESRD, RBERREF 90% U EHRE, ZORRERITERASKEMBIHA,
MXE AR, F—EHEDAEML.

[01:00:06] Farhan Thawar
English:

And it can be strategic by the way. I've seen people use it as a... I'm pretty sure Toby says he starts
everyone at 50% and then he gets to know you. And then I've seen people use it as the opposite, saying,
"Hey, look, this team is hard charging. I'm going to start you at a hundred. Assume that you already have
high trust, do the things, and only if you are doing things that are off alignment, does your trust battery
deplete." So I've seen people use it, the terminology as a shortcut way to figure out how to work with
somebody.

AR ERIE:

IRfER T, XBEI AR EBEIER), Tobi ifthia s M ARIBEEER 50%, AFIEET AR, HBRIER
ok 51T 100% BUfEME, RIRMMERSEREE, REIMMNFEREERE, SEBRBA g, X
BT —IREHRE A5 AHFHIARIE,

[01:03:11] Lenny Rachitsky
English:

Okay, let's talk about hiring. You have some really interesting takes on hiring. One that I've heard about is
that you don't like the interview process. You kind of like to prefer not to interview and do something
instead. Talk about that.

FRSCERIF:
4%, EENIBEE, (RIS —LIEEEBMNNR, BIFRAAREREZNEIRNE, FEMEFAER, e

RANE HIKX o

[01:03:28] Farhan Thawar
English:

Yeah. So throughout my career, what I've noticed is that, and I'm sure everybody, this is a dirty little
secret, right? Interviews are not a good predictor of performance. We know this. We know this from
studies. We know this. Everybody at their company knows this, where somebody interviewed well, wasn't
as good in the job or the opposite, didn't interview well and then came in and was phenomenal. One
example | have from my startup right before we came to Shopify was | hired two people for machine
learning. One was a PhD, taught at the university, was like, oh my god, no brainer, was also recommended
by an employee. We're like, "Oh my god, this person's going to be great." The other person was a dude |
met at the coffee shop who had never had a software job but was just so interested in machine learning
and person A, we let go within a few weeks because not a fit for our culture.



(01:04:12):

And person B was at our startup and is still at Shopify today and is a phenomenal machine learning
engineer who literally at our Christmas party was like, "This is my first software job." We're like, "How?" It
was just so cute. And we gave them both the shot. The key was | didn't use the resume in either way to
bias. We brought them both in. We said, "Here's the environment." It was all pair programming at my
startup. And so they pair program, and actually as an aside, | really believe in pair programming when |
made people work in pair programming with my own money. | paid for two people to be on one
computer. So that's how you know...

(01:04:51):
Lenny Rachitsky: Less than half the code.

Farhan Thawar: Yeah, exactly. Right. Less than half the code. But anyway, so pairing. And it was pretty
clear after just a few weeks, | would say let's say up to three months is the amount of time | give people,
that person A wasn't going to work out than person B was. So what I really like to do is use this race car
analogy. If | told you, "Hey, | want to go hire the best race car driver," there's not really that many
questions you could ask them except for put them in the car. And so the same thing happens with us is
that of course, we have to do interviews, but we do really spend time in the 30, 60, 90 days to make sure
that the thing that they are bringing actually lines up with what we need at Shopify. And you should also
be transparent with people because if it's not a fit, it's actually good for them and you to figure that out as
quickly as possible because they could be amazing somewhere else.

(01:06:21):

We mentioned the chaotic environment and fast moving environment Shopify is, that's not for everyone,
but that's okay, right? We're not looking for... We've talked about that we want to be as the best 10,000
person company in the world. We're not looking for millions of people. We just need the best 10,000. And
so if it's not a fit, it's in your interest and our interest to figure that out quickly so that you can go
somewhere where you will be amazing and for us to have the people who will be amazing at Shopify. And
so job trials, I'm a huge fan of, which leads me to intern programs, what a great interview process because
you now have real work product from somebody for four months. They get to see what it's like to be at
Shopify for four months. We get to see what it's like for them to be at Shopify for four months, and that
can turn into a full-time gig.

FhERIE:

=8, EENERWAESR, AR —OANME: mAHARRFHTIUN TERN, ARIERTX—R,
BRATWEBNEX—=: EAERRAKRIRE, NREERTT, FHERIER, @id—K, NBREHIZEAIKXA.
HIEMA Shopify ZHIRENL RBRENMIF: BB TR MINSBIEINA. — PN EEL, EAFEHED, £EBR
THEN, BNREE ‘KK, XeTKAH . F—IT2EREMEEBRINEH], MREIIRETE, BV
BFEIMERR, LR, AJLAEMEERT, EAFRFEXK,

(01:04:12):

BB T Tk, ESIETE Shopify, B—RBRELBHNBEITREIT, MEZBWEN EiX: “XEHENE—
MERETIE" BIEBIERT . HMNATHINEHENNS, XBRFREERENIZRS. FIBMIEEEHEK, L1
MNE2EMHEENIFE T IE. IERT, RENEERAEEMR N ANIRILMIERA—S58M, AilE®
HBEER RS,

(01:04:51):

Lenny Rachitsky: =R E|—+ 1953,



Farhan Thawar: &5, £2—%+. BERREN. AR GBESL=1AE) mEEFET, AFT, BRR
o FIUFKEWNA “BEF £t IRMBERIFNFEETF, RIBZRAERLA, BRI LEEARE. &
MMe—#%, BAZER, BRITEEFENRGM 30, 60. 90 X, HfttBsEHEEEMILE Shopify. JNRAFIT
o, REAMMWGELF, ENMEIREENMKI LR

(01:06:21):

Shopify WIFIRZTHEE, FEEMEA, X&XR, RIIRBHEKEFN “—AAME A7, HIR
FENLBAAN, RFRERIFHN—F A, Fill “iK” (Jobtrials) IFBEZE, X5|HTEIEITN: LIBE
FrmE, EAMEENERNESLIE . 17 # Shopify, F(ETRERM], REFTIUEREIE.

[01:09:46] Farhan Thawar
English:

Yeah, | would love to do it. It's hard to do with the volume resumes we get, but we do do it at scale with
the internship program. So like 2025, we're going to hire a thousand interns, and that is going to give me
a thousand job trials to pick the top X percent of those to come to Shopify full time.

FRCERIR:

=8, REEeEBTHN, EEMNBEMNEHREME. FIHNERIEFRIRRIMESERE T X— <o
2025 FRHATFIBE 1000 L4, XHEHTF 1000 KA, iEFKITEEMPBHERTARIAZ AN Shopify.

[01:15:31] Lenny Rachitsky
English:

| want to talk about just one other topic real quick and then we'll wrap this up. And it's around
XtremeLabs. So there's a bunch of stuff here. It feels like it's just like this tech mafia of Canada that a lot of
incredible people emerged out of, and there's a whole bunch of stuff we can talk about. One fact | heard
while you were there is you had a hundred reports, direct reports that reported to you.

(01:15:56):
Farhan Thawar: A 120.

Lenny Rachitsky: 120 direct reports feels like a complete nightmare to me. Tell me why you decided to
do that, if you'd recommend that for other people.

FRCERIR:

TELESRBI R ARINEN Xtreme Labs, EMGERMEARN “BRARFR” , EHTREFENAY. RITIHIRE
ARERE 100 MEETE (Direct reports).

(01:15:56):
Farhan Thawar: & 120 1.

Lenny Rachitsky: 120 NER TEMERHEEREY . HSIFRMFATARARE, REWEFHAXAMITG?

[01:16:05] Farhan Thawar

English:



Yeah, so what ended up happening there was we started off small. It was 10 people. When | got to
XtremeLabs, | wasn't the founder, but | was very early on and | just had everyone report to me. And then
as we grew, | just kept having those people report to me and | was trying to figure out, we talked about
crafters and crafters paradise, this idea of people don't really... Their managers are useful, but | was trying
to figure out could | solve the problems that they needed their manager for in other ways? So for
example, what should I be working on? | was like, "Okay, well, we have product backlogs" or "I'm blocked
on something," or "I need feedback on the product I'm building," or "I'm stuck on this technical
problem." | tried to figure out ways to not have managers be the answers to those questions.

(01:16:48):

I'm like, "There should be another answer." And so pair programming really helps you get unblocked
quickly because you have another person that you can bounce technical ideas off of. Having a product
backlog can tell you what to work on. We had demos every week, demos internally, and then we had
demos with the clients every week because we were a contract manufacturing for mobile. That gave
them feedback on whether they were going in the right direction. We had set working hours, which made
things super intense in the office. This is again like 2009 to 2013. So all these things didn't really need a
manager. And what | realized was what the unblocking thing needed a manager. I'm blocked on this. Well,
| said, okay, if... | had all these directors. | did two things famously. One, | had a lot of direct reports, and
two, | did not do any scheduled one-on-ones because you can't have 120 direct reports and do a
scheduled one-on-ones because you're never doing anything but one-on-ones.

(01:17:31):

So | said, "I'm going to be around a lot because | don't have a lot of one-on-ones. So we can do
unscheduled one-on-ones." And what that means is if you are blocked, actually there's a famous picture
where | had this weird cube desk where it was like a circle almost in the middle of the whole floor of
engineers. And | was always there because | wasn't in a lot of meetings and people that were blocked,
they could just come up to me. Actually, one cool thing about pair programming IRL is you can look
across and just see if it's working or not. Because if two people are intensely on the computer, you know
it's working. If one person is laying back or you're like, "It's not working," so you can just walk up to-

(01:18:00):

... them and be like, "What's happening?" But they would come and ask me questions and | can unlock
them. Like, hey, we're blocked on this. We don't have this API. We need money for this machine,
whatever. And so the unscheduled one-on-ones ended up being a real clarifying thing for me. Because |
did scheduled one-on-ones my whole career and | realized after leaving Microsoft for three years, I'm like,
where are all those one-on-ones useful once a week for three years, right? A hundred and fifty one-on-
ones.

(01:18:26):

So the unscheduled ones were, though. | was like, when | knocked on my manager's door and said, "I
have this problem, those were important." So that's what | created at Xtreme. And the 120 directors, it
just grew over time. | just didn't think | needed managers. So | was like, let me unblock these people on
another way. And we came up with other things to systems to unblock them that didn't require a
manager. And | just also had a good memory. | knew exactly everyone's skills and compensation. | knew
all that off the top of my head, so that helps.

(01:18:54):

The thing that | broke was actually, this is Chamath. He came in and became our biggest investors. He's
obviously is a smart guy, but he said the right thing, which is not, this can never work, because then |
would go into defense mode and explain to him why it would work. He just said to me, I'm not going to



debate with you whether this works or not, but will it work at 400 people? And | said, probably not. He

said, okay, so let's change it.
R EIE:

2. SEMERE, FIIRABRE 10 TA. HAZLNIEBA, BERERNAYN, FRFEAERZAERKLCHK. [
ERTMA, H—HAERE: BARNBIE "EAXE" , KIEHSER, BRETEAEMSABRESE
FELIPMRPIE? LN “HEMBHA? T —FBrE@ENTIER (Backlog) 5 “HMFET” = OHFE
R — @IS RENERER. HNSAMEARMETNEFAER, XESFAKAENF. KilE
BEENIERE, IHAZEREESE R, 722009 2 2013 Fia), XLEFHEHILARTELE, HEIRT, H—
FREEMZE “MFREZE" (Unblocking).

(01:17:31):

FRUFEM T REHENE. —RREREERTRE, —EMMEM “FMOF” 13X 1 K. EN 120 ™A,
MRFNEK, BRXEFMREAZRT. FKii: “HWAATNZ, FRURSIBRZSTHEE, (1T Ik
Ly Bl L7 XEREMRFWFET, MAUERKETK. B—KEZNRE, RNDARFEIRINE
BHIEFRR, BABRFEATZ, REER)L. A TEXNEEETFL: HP—RBuilEdRIRANR, NRKE
TABEITERR, BRI ; MREAREEFL, BEEHRRAT .

(01:18:00):

HeEDER: “BAT? 7 tiltsFREE:  “BIBRXD AP, HINFEREXXEVES.” XMIETLI@EIAK
FWEFKIFIEEEN. BERPRTFT =%, SABMTLOEE, EXRERE: BB 150 AEIRENEHEHEIE? X
REHFEEALIE IR “RAERE B, BBRRETEREEN, FTUAIKTE Xtreme 8E 7 X#ER. 120 MF
ERMEIE KN, RENIEATERIER, MBI RS RKEMREZE, MEKICHLT, SMANRENRF
IKFKEREEES T Ko

(01:18:54):

ERITHEXMEXAIZE Chamath, AT HEINTRANKLEE, MIEFFBIEA, SR “XITAE BEHR=ER

B), fthie): “X7E 400 ABAUR TEREITIR@D? ” it “FIEERIT.T it W, BEAIAE.” FEIK
MI8MNT —R&H, BFRILINE2EEAT 40 MTRE, KRAREIEERT.

[01:20:39] Lenny Rachitsky
English:

Final question before we get to our very exciting lightning round. We have this recurring segments that |
call Fail Corner where generally people come on these podcasts, they share all their successes. Here's all
the things that I've done, right. Here's all the big wins. And everyone feels like, oh man, | wish | was
always successful people. When in reality, everyone that comes on has failed many times. Is there a story
of a failure in your career that you could share that helps people see that even folks like you fail, and
maybe what you learned from that experience?

FRCERIR:

EHNEEHNNBR A, RE—NEE. RINE—TEERTM “KKA%E" (FailCorner), BERERS
ERNER, LRREFII—BEIRRIRK, EREFEPABRBIRE R REDE—TRULEERHL
MER D ?

[01:21:10] Farhan Thawar

English:



| have a few. I'll say one thing by the way, because | think | read this in Tim Ferriss's book or in the podcast
where he said, create a failure resume and write everything down. And | would not recommend doing this
because | did this and | got super... I'm like a high energy happy guy. | wrote down, | have a note on my
phone called Failure Resume, and | wrote down all the times | failed and it is depressing. So | would not
encourage people to do that, but I'm happy to tell you about a few instances.

(01:21:33):

So well, one is actually I've been laid off twice and people would not expect like, oh, I'm doing this thing
and I've been laid off twice. And | think in both times it was the right thing, it was the right thing for the
company, the right thing for me. And | kind of used that experience as a way to reevaluate and eventually
came out with my framework of how | want to spend time. But that's maybe a different story.

(01:21:54):

I'll tell you about one at Shopify, the first week that | started, 2019, we were rebuilding our point of sale
system, which now does billions of dollars of GMB. But back then we were like, well, let's rebuild it with a
new UX and a new technology platform. And it was my first week and I'm the mobile guy, coming from
Extreme Labs. They're like, should we build this in React Native, or should we build this natively on the
mobile platforms? And so | went through this evaluation, spent a lot of time, blah, blah, blah, and | came
back with a hedged solution, which is kind of dumb. | said, let's do iOS and Swift and let's do Android in
React Native. And the reason | said that was | said, | want to learn about React Native and | think Android's
the harder platform, so let's build that in React Native, but iOS on Swift because that guarantees us a
product in market. And we didn't have any React Native apps in market at the time. A year later we
launched the iOS version and it was a huge success. And we then spent another six months building the
React Native version for Android and everything else. And we realized pretty quickly that React Native was
the platform for the future. We were like, oh my God, this will allow us to have one platform. You could
run it on the web as well, and we could use the React engineers from the web to work on it. It was a clear
winner. By then, we had also launched a shop app, which is React Native.

(01:23:11):

And so we learned a lot about this. And | went back and | said, hey everybody, | made a huge mistake. We
just spent a year building this thing. It's in market, but we're going to have to rewrite. We're going to have
to rebase back onto this iOS version. And | think | burned 18 months of time with a hundred engineers,
literally from the decision I made in the first week of joining Shopify, and Toby, when | went to Toby and |
told him, | go, hey man, | think | made this mistake and we have to do this and it's going to cost us a
hundred engineers, another six, whatever. And he looked at me and he goes, you should tell everyone
this story. That's all he said. Not like, hey, bad, good. He goes, did you learn something? It was an
epiphany for me, but he was like, this is a learning org, and | totally failed and | told everyone | failed and
my mistake and everything else, but he goes, just tell everyone because he goes, do you know what

mistake you made?
(01:23:57):

And first | was like, | don't think, like, what mistake. He's like, you didn't take. He goes, | will always come
down harshly on people who do not take risks, and you did not take a risk in this case. But if you take a
risk and it doesn't work out, you'll never get in trouble, because you took the risk and it was the right risk
to take, but he goes, but you didn't take the risk.

FROCENIR:

HEHELD. IRERT, FRIFHE - REHHH, WRES—H “KKEH" o RAFBRINIAMY, EHER
g, RERZMROTM. KRN, EREZTFNERG “KMEH" &, BEXEDNT. ERREED=E
JLMEIFo



(01:21:33):

F—, HELRHARIMR. AKATEERE, GEXFNHAEERL, BHRESIHRRRNATNHDTAELZ
IEMBRE, BELHILZRERTEL, ARZSEHT RN “HEDEER .

(01:21:54):

H—NE Shopify 89, 2019 EENINRE—R, HITEEH POS (HER) RS, HNEKNEAM UX
REE, REWMEoREEN, AXKE: “F13ZMH React Native R2BREHXR? 7 BT —HiTHEL, BE4A
HT—N “3mh” AE (MEEFREE): i0S A Swift REF %, L= React Native, IEREHRBE¥S
React Native, BEERRELXEFEEXM, FIUATEIRK; Mi0S BRERN T HRS- MmAEKIN L, HBTE(]
® B 1E(A React Native RZFH 4k, —HFfG, i0S R EEH KA. ZERNNET FEMLER. RBHREK
112 IR%EI React Native #@KXK: ErREXIMEFESK—, EEHEME Web £, FEEEF Web if#J React TH2
i, EXTHE,

(01:23:11):

TFEREERARY: “MREA, BILTIKE. BNET —FHNRERALLT, BRI1EEE, #£i0S
kT %l React Native £o,” FANBRFE—RAN—NRE, RET 100 B THEM 18 A BIBTEl, FEK Tobi B
B, WEILTH, SERAKNER. thEEKR: “MEZEXMNMESFAEA.” MgiiFF, RinZFEE
T4, XHEFRIFE—RTIE, MIRXE—NEIBALR, HREMT, HAINT. fhin:  “REEIRESEH
ng? ”

(01:23:57):

HENTRRMIR, fthii: “REEEKR. RERSTFEHIFHRE RER BA. WRFETREXK
T, (MAAERE, EABZERIING; BEXDERAF, MEFTRT, REEER.”

[01:27:45] Lenny Rachitsky

English:

[Discussion about Farhan using Lenny's old performance review framework - Omitted for brevity]
... With that, Farhan, we have reached our very exciting lightning round. Are you ready?

FREiE:

[%F Farhan £/ Lenny LETS FISRGTEEAEZRATITIE - B8]

"""" A, Farhan, BITHNT TAXENNEBR, HEELF TI5?

[01:30:17] Farhan Thawar
English:

I'm ready.

R EIE:

HEEE T

[01:30:18] Lenny Rachitsky
English:

What are two or three books that you have recommended most to other people?



FRZERIE:
FANABERZNR=ABEMHA?

[01:30:23] Farhan Thawar
English:

There's one. So Toby has an annoyingly long set of books that he recommends... But he recommended
one to me that | think everyone should read right now called Manna, M-A-N-N-A, from Marshall Brain. It is
a book, it's a book about Al. And | think the most interesting thing about it though is about a future in
which the Al tells the humans what to do.

(01:31:05):

| think another book that | recommend to people... is Business Adventures from John Brooks... It just goes
into a problem at such depth that if you can maintain your focus to get through the depths of each
problem, you will just learn something.

AR ERIE:

FE—ZAZ Tobi #FLH KM, Marshall Brain BRY (Manna). X2—4&XF Al HH, REENZEEERT —
Al FIRAZMA A" BIERK,

$ A2 John Brooks B9 (&AL EF)Y (Business Adventures), X RIBAMIRITIERERE, MNRIREEFRIF

TR, RERamEx.

[01:32:11] Lenny Rachitsky

English:

Do you have a favorite recent movie or TV show you really enjoyed?
R EE:

R T A S B R B R ARG ?

[01:32:18] Farhan Thawar
English:

A recent one was Challengers, the tennis movie... And then one of my all time favorites is probably Halt
and Catch Fire.

RSz ERIE:

RIEENE (BtikE) (Challengers) , —EMIKEBF . HOBFHNHEIZE (FBEMR) (Halt and Catch
Fire) , HRHARHRITILAY.

[01:33:03] Farhan Thawar
English:
[Discussion about Meta Ray-Bans - Omitted]

... Do you have a favorite life motto that you find useful in work or in life?



FR3ZERIE:
[%F Meta Ray-Bans EAEERFEAVITIC - BR]
------ HRERETAELEREETREIEEERNELR?

[01:34:15] Farhan Thawar
English:

Okay, | do. And it's on a lot of my profile bios, and it is, everything you know is wrong. And the reason |
like that one... is this notion of if all the knowledge you knew was incorrect, could you from first principles
build up a view of the world?

FROCERIR:

B, MAEKRNMXKSENE: “REAAEN—IEHEEN.” HERECHNRER: URBIKIMEMBFAEN
IRERRTERY, REETREM “B—MHRIE" HAR, ERWENHMRHNEER?

[01:36:03] Lenny Rachitsky
English:

Final question. So you told me the story of this PhD you hired versus just a guy you met in a coffee shop. |
read another similar story where you hired a waitress. Is that real? Okay, tell that story.

FRCERIR:

RE— NI, fRifTHEELMNHENFNSRE, RERE—MrMBT —RLRSENERE. BENE? #
LiE=p

[01:36:17] Farhan Thawar
English:

Yeah... we were at a restaurant and | saw a waitress doing a very, very good job... she was kind of doing a
phenomenal job of organizing the entire crazy busy restaurant. And so in talking to her, | said, what do
you do outside of this... Would you like to work at XtremeLabs? She first started off as our receptionist...
then | brought her on as my admin and she became one of my recruiters. And | taught her how to recruit...
The coolest thing about this is that she ended up taking over one of the HR functions for us... And now
she's a director of HR at a company.

FROCENIR:

B, HRNBRIE—RET, REI—RLBRSERUSRELE, MERIICRNETEL—IHRSHHF
B%. Hingth: “IRERIEMFIFEID? (R Xtreme Labs TEI? 7 iy @FANMEIE, ERKTHH
THENE, HEMTIHREBAR, BEMINEREE. RENE, MERATTHNN HRERE, REHMELZRRER
ATFHHR BT,

[01:38:50] Lenny Rachitsky
English:

[Closing remarks and where to find Farhan - Omitted]



FRZERIE:
[(ERBEHMBERAT - 8]



