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[00:00:00] lan McAllister
English:

If you forget about everything else, forget about politics, forget about promotion, or having a bigger org
or whatever, if you simply wake up every day trying to have the biggest impact you can, or if you're a
leader trying to use your team to have the biggest impact you can in the company, how you do every part
of your day, that's a really good guiding light.

FRCERIR:

MRRTIEEM—Y), TEDAEBE, SiEEA, AEREEANBANREZENARA,; WNRIRRZ 24
BRERBEHLEMERINRAT NS, HENRMR—RASE, SHHAROEAAAN QB LIERKR
®I71, BAZMOSERAMESE—XR. DEES—ITIERLEERELT,

[00:00:22] Lenny
English:

Welcome to Lenny's podcast. I'm Lenny and my goal here is to help you get better at the craft of building
and growing products. Today my guest is lan McAllister. lan is the author of one of the most classic posts
on product management, What Separates a Top 1% PM from a Top 10% PM, amongst many other pieces
of writing that he shared online. lan has managed over 100 product managers in his career. He spent 12
years at Amazon where he built Amazon Smile and led the team responsible for growing Alexa
internationally. He also worked at Airbnb with me and now he's at Uber leading global product for the
vehicles platform, which includes making Uber's fleet increasingly electric and autonomous. In our
conversation, we focus primarily on two topics. What separates a top 1% PM from everyone else,
specifically for new PMs and also for senior PMs. And we also dig deep into the working backwards
process. We get into how you can implement the process on your team and how you might be doing it
wrong. There's also a bunch of links to templates and guides in the show notes, so if you want to follow
along, definitely check those out. With that, | bring you lan McAllister.

FRSCERIE:
K E Lenny B, BRE Lenny, BN BT EBRIRAWENE K~ R2MEH, SKXNEERER lan
McAllister, lan B2 REBMERLHNNEZ —— (ST 41LAT 1% W= R[FLIBHEFEMH) (What

Separates a Top 1% PM from a Top 10% PM) BI{E#E, LEIMIETEN LD ZSFLHMBERXE, lan FEER
CEFEES 100 28 REE, MELSHTET 12 F, HREILIET Amazon Smile, HMSHBAfA SR
Alexa HEMRIEK, MEMIKTE Airbnb £E, IEMTE Uber BEFRTENLKTRATA, TEREE
1EHETH Uber ZEFARYEB T LI B op B R, ERNIIER, BIETEXEIRMNER: BHAILAT 1% PM 5
RAE FFRIZE XL PM FZER PM) 5 UACRNIRIY “WmEI(EL” (Working Backwards). FHf1&itie



SRR AR L —AE, URIRAIEAEMEM S HSEAN, TENATEEITFSRIRMEENERE, WR
REIREFS, —EEEESR. FHE, LN lan McAllister,

[00:01:32] Lenny (Ad: Mixpanel)
English:

This episode is brought to you by Mixpanel. Offering powerful self-serve product analytics. If you listen to
this podcast, you know that it's really hard to build great product without making compromises. And
when it comes to using data, a lot of teams think that they only have two choices. Make quick decisions
based on gut feelings or make data driven decisions at a snail's pace. But that's a false choice. You
shouldn't have to compromise on speed to get product answers that you can trust. With Mixpanel, there
are no trade offs. Get deep insights at the speed of thought at a fair price that scales as you grow.
Mixpanel builds powerful and intuitive product analytics that everyone can trust, use, and afford. Explore
plans for teams of every size and see what Mixpanel can do for you at mixpanel.com. And while you're at
it, they're hiring. Check out mixpanel.com to learn more.

AR ERIE:

A& T HH Mixpanel 28, Mixpanel {22 KRB =RD RS, MRMITIXMER, FRFE,
ERZNNERTITEFRANTRESIFEEEN. MEFRAKIESE, FEEMARMINRABERNERE: B4
EERREBRE, BALURFRAEREHITHIBIRNRE, BXELE— MG, RARNIZATRSESE
N mEREMTERE L Z . BT Mixpanel, REENE, UBLNRERIVAERE, Mg T EMEIRN
KM B Mixpanel WETRABEEMN~RANIE, it8 N ABEEE. ERAHAIEBRIE, FiHE
mixpanel.com FREEZMIMIEFNNI SR, HE Mixpanel BERRMEH 4. IREHR—T, MITEERE,
518 mixpanel.com TREZER.

[00:02:24] Lenny (Ad: Athletic Greens)
English:

This episode is brought to you by Athletic Greens. I've been hearing about AG1 on basically every podcast
that | listened to, like Tim Ferris and Lex Friedman, and so | finally gave it a shot earlier this year and it has
quickly become a core part of my morning routine, especially on days that | need to go deep on writing or
record a podcast like this. Here's three things that | love about AG1. One, with a small scoop that dissolves
in water you are absorbing 75 vitamins, minerals, probiotics, and adaptogens. | kind of like to think of it
as a little safety net for my nutrition in case I've missed something in my diet. Two, they treat AG1 like a
software product. Apparently they're on their 52nd iteration and they're constantly evolving it based on
the latest science, research studies and internal testing that they do.

FROCERIR:

A& 75 HH Athletic Greens 28, H/LFERFNE—MERXEH AT AGL, tbil Tim Ferris # Lex
Friedman W E, FIUERATFESERLENEZRT —T. EREREEATERERHAITLAENZLES, LHZ
EBRFEFESFARFIGXHNBENEFE, XTAGL, HRE=SIFEEWN: F—, RE—/IIEMREK
R, RELEEIRUL 75 ML R, TR, HERMENFR. ZEEWEEEERREFBEAN—NIVINLZEM, L
MBEERBRERT T4, £, MMGERFRESR—ENRFAGL, B, MIIBEH#ITTHE 52 LK, #
BARMRE R IVE F IR AR M AZENIS#TEH,

[00:03:13] Lenny (Ad: Athletic Greens Continued)



English:

And three, it's just one easy thing that | can do every single day to take care of myself. Right now it's time
to reclaim your health and arm your immune system with convenient daily nutrition. It's just one scoop
and a cup of water every day and that's it. There's no need for a million different pills and supplements to
look out for your health. To make it easy, Athletic Greens is going to give you a free one year supply of
immune supporting vitamin D and five free travel packs with your first purchase. All you have to do is visit
athleticgreens.com/lenny. Again, that's athleticgreens.com/lenny. To take ownership over your health
and pick up the ultimate daily nutritional insurance.

AR ERIE:

F=, XRERSXREPEBMBEIN—GRME 2H/NE, NEESMEERER, BERNSAEFRREMRNSE
BRET. BRAFAIMKRM—K, MXAER, FRENTEREZTHH ARG T AT
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g HEFRR,

[00:03:55] Lenny
English:

lan, welcome to the podcast.
FRCERIE:

lan, SBREFHAIAER

[00:03:57] lIan McAllister
English:
Thanks for having me, Lenny. I've been looking forward to this.

RS ERIF:
BHEHERIE, Lenny, F—ERHARHEXIRITIE,

[00:03:59] Lenny
English:

Me too. I'm sure you hear this a lot, but when | was a new product manager, a very new PM, the post that
you wrote on what makes a top 1% product manager was really influential and really helped me figure
out what to focus on and what skills are really important. And | find that it continues to live on as this very
legendary post for product managers who are trying to figure out what to do. And | just reread it in prep
for this post and | was just like, wow, this is ... Now that I'm on the other side, I'm like, this is so right. And
so I'm really excited to dig into a lot of these things in person, virtually in person, and with you. So thank
you again for doing this.

FROCERIR:

HBR. HEGMEBREXME, EHHER—NRIIMA. — N EENRN~REEN, (REOBRXT
‘B 2ZEMTE 1% B~ mEE” HINEXNRRMRA, cENERESTTNEZKEHA, UKBPLEREES
RHIEEER, RRUXBXEESDHETREENMNAN “FHZE , TERPREEFRRRERNA.



AT HEEXRITK, BREEERT -8B, BEMZE: H, 53_5’5'; ------ IAERIEE TRWEENS —iF, ZAM
fRIRBIARN T o FrUAFRIFEHEENIR—ERNRITXERT, BRESHTRNE5,

[00:04:42] lan McAllister
English:

Yeah. Man, it's awesome. I'm excited just to spend some time talking with you about product and we'll
see what happens. Did you expect the impact that this post had when you were writing it, when you were
just putting this together, the impact that the post had in your career or just the PM industry? Definitely
not. | used to lurk on Quora at the time and then | was just having fun reading things and answering some
questions and | used to look for questions in the Goldilocks zone. They weren't too high level of abstract
like how do you be a good problem, but they weren't too super specific and this one was kind of right in
the middle. And so I'd pluck off a couple of those and I think more as a way to structure my own thoughts,
that was what was interesting and fun for me to do that. Not because | thought it'd have any kind of real
reach. But obviously it's been cool to see that people reference it pretty often and that's been pretty fun.

AR ERIE:

XET ., BURMEEESREMEHE~ R, MESXREXENNE, 2B ERFEXAKRNE
m? TR IRERLEE, ERITEA PM 1TL? #3588, HEHEEAE Quora LEK, RE "“‘1?@19—*[]
EIZRAREHE, ﬁé’;ﬁa‘?ﬂ?ﬁﬁﬁ%&? “SRIEIRX” (Goldilocks zone, ¥SMAFIGFAMIKE]) BYRIER:
FaXMR (Ebil “WEIRA—NMFRFRE"), URSKBIE, XNRENEFLFHEtE, ?Jz@él_%lﬂ
BELZRATEEBCOHNER, XMERFERER, #FARRAABREBTERIBLZANEMA, EER, BIA
N&EEs5BEENRE, tRERE.

[00:05:23] Lenny
English:

We'll link to this in the show notes. If folks that are listening don't know what we're talking about, we'll
link to it and you can check it all out. And we're going to be talking about a lot of this stuff in the actual
chat, but there's a couple things there that are worth maybe drilling in on a little bit. One is just the
impact that writing on the internet can have on someone's career. This one post | imagine had a lot of
impact on the trajectory of your career. Is there something you could share there? Is that true?

AR ERIE:

BIMNZETENBFM L Z. IRAREFNEH(NEORREXE, AIUEEE. RIFS)LZANDIE
FHARE, EELRETRAELARN—T. —REBENEEMN—TAREENFEMR, ZBRX—RBXERMNR
BVERAVENIE = T BERRME. (REEDZE—TXAENBERE? FLEXFE?

[00:05:45] lan McAllister
English:

Yeah, it did. And there's another post, | think it was before this one, someone just asked about Amazon's
product development process and so | wrote about the working backwards process. Which isn't my
process. | just used it and just described it and just kind of caught on a little bit there as well. | think those
two, and then | started to write more about people management and product management. And | think
the value for me was so awesome just to make connections with people in the industry and it felt like this
is, | guess, the 2010 or something like this where a lot of Amazon people | of thought were just so 100%



heads down. It was a little bit of a secretive culture, not maybe like Apple, but it was pretty private. But |
was interested in the startup community and product in general and so | think | spent a little time trying
to engage with folks and | just made so many great connections and relationships from this.

AR ERIE:

B0, WRNtt. FES—RT, REREXREZA, EARNELIBHN~mALRE, TEAETXT
“BHIfEE" (Working Backwards) BIAR. BHAEHAAME, RAREEREHMRATE, SR
REAT, REBEXRE, EREXABRETESXKTAREEN~REENRNS. WHFH, ZANNMEE
FRESITTIANARILEKR. A2 2010 F£E4, SHNEEFRSIISHHATRZ 100% BLETF. BE2—ME
REMBX, BATGERBE, BHBASHA, BRI XM~RITRREME, FrIAKRET L
B=IHA SRR, HELEL T IFSRFIERTX R

[00:06:39] lan McAllister
English:

| remember interacting with you and getting to know Joebot and other folks at Airbnb early on even
before | joined. But obviously I'd credit this work and those relationships for me ultimately going there
and so many great relationships and people I've met because of it. And aside from just the little positive
feedback, | mean people tweet at me periodically, be like, "Hey, by the way, just love this post," and

whatever. And so it's super gratifying.
R EIE:

FHICFEZEREIMA Airbnb 281, MEIXLEERNIAIRT IR, Joebot MEMREIE., A, HERKKERET
5, BIINTXESHEMBINXR. Rtz EERZSRALSGIROEZTAT . BFRTIREERKRE—IL
SMANMSERRE Twitter EXFHE: 18, INER—T, RASKZRBWFT” —XEMNILAFEEHHM
=X

880

[00:07:03] Lenny
English:

You mentioned a little bit about your background and we're about to get into that and | want you to share
all the things you've done. But the other piece there that | think is interesting that comes up again and
again in the power of writing is it often just starts with you trying to collect your thoughts and putting it
out there and ends up, wow, so many people find that valuable and it spreads. And so that's just a really
simple way of thinking about if you're starting to write online, just summarize something that you've
been thinking about that you want to just crystallize in your own head. There's this quote that's probably
falsely attributed to Mark Twain and Hemingway often of just like, | don't know what I've thought until
I've written it down. And that's super true with these things and so that's a good example of this.

RS ERIF:

FIRBI TIRNE =, RIS LSFERDMEREuS ABRLE T RENEIE, BXTFEENAHE, BRREEBEEHBH
—HR CEFBTMERBREBEACHEBEEHBEAZTR, ERMNLW, H, XAZAREBCENE, AR
EMEF T Fill, WRMBFBRENLEE, — M EERENAERE: SE—L—EHEEE, BEER

BRARUNFRA, B —O2ERIXEANER - WRHEREBSHIE: "HERE K, RAMER TR
fta.” XESFPIFEESE, FmE—MREFHIF.

[00:07:42] lan McAllister



English:

And | think with any kind of writing, it was probably less structured initially, but | would, partially because
| was trying to share something for an external audience, try to just organize it and make it compact and
not too wordy or rambling. And | think business writing, | spent a lot of that time doing that at Amazon, is
so valuable because you've got to be a clear thinker to be a clear communicator. And so there's two tests
in writing well or communicating well. It's both those things. So | found it's pretty valuable in kind of
sharpening your ax.

FROCERIR:

HRRESEMTXANEIE, ROARHETAEN, EENKRBEDERINIRE, FRUSIBHELHRES, &
HEEEER, FBR, HAELSHETAENBHITHSEIE, XFEEEME, EARGATRAN—EHE
BEE, FRRMAN—NEMNEEE, SREFSVDERIFERNNNIRE, MXKESBMEMN. PRUFEA
WNERE “B7)” FEIFEER.

[00:08:15] Lenny
English:

So these are the two things we're going to focus our chat on is what makes a top 1% product manager
and then the Amazon way of working and especially working backwards. So these are all good cues for
where we're going. But before we get there, can you just spend just a minute giving us a sense of some of

the wonderful things you've done in your career and what you're up to now?
R EIE:

FRUFAMTS ROMRFERERTLE: BFTAEMRTH 1% W7 mIE, URTSBNTELS, K5l
WRIEER . XEFZREVTIANR. EERNRINZH, (REEE—0FhISELRA]T #B—TIRELEE
PEGE— AR EE, URIRIMEEIC LA AS?

[00:08:31] lan McAllister
English:

Well, I can tell you what I have done. I'll let others decide what's wonderful or not. So after doing finance
and economics in school, | made the logical choice and | got a job doing marketing in the beer industry
and then the next logical choice, | moved to Tokyo and | bootstrapped my way into software development
without knowing Japanese or software development. Did that for a few years, came back to the states
working as a developer at a startup and then kind of a midsize company and then moved to Microsoft as a
program manager, pretty much a product manager. The same thing there in that role. Learned some good
stuff and then made a connection with Amazon and moved there 2006. And that was really the start of
when | think about building my product toolbox and leadership toolbox. So few different things | did over

12 years, a few years in retail and conversion.
R EIE:

B, HAUHIREEBIMA, ETFHEREE, BANAZTH, EERFTEMNE TG, BHET—

“BFBIE ER: ERETIIERT —OHHESENIE;, BEERT " ‘6TBE MER: BRITAE
R, EEFERBURERGEFLANERT, BREH TREFLTE, M7 /LFE, REFEE, TRV
SRR —RAPERFEBEFALZAR, RAEMABIIEEHESE (Program Manager) , HXM~REEER
%, ) LER T RVFRA, ARSTSIREIL TR, HTF 2006 FANR, BARKEEFARHWERTA
AMMSHITARNES. FISHN 1258, BMT/IEFRRNESE, SE/LENSEMELILS,



[00:09:22] lan McAllister
English:

| then moved in traffic and direct traffic loyalty when | created Amazon Smile. The role in Alexa. | led Alexa
International, so scaling Alexa and Echo to six more countries. And the last role in delivery experience and
operations. So | led a number of different programs there and then recently joined Uber where I'm a
senior director of product and tech for vehicles. So that means everything, all the tools that help fleets
and rental companies make their vehicles accessible to Uber drivers so they can earn. Sustainability tech
and electrification, our vehicle platform, and then creating a path for autonomous vehicles to come onto
the platform. And that's it.

AR ERIE:

ERFRI T RENERRETWERN], EIHAEIKLLIET Amazon Smile, Z/F7E Alexa #i7], HMFT
Alexa ElFRdkss, ¥F Alexa M Echo # BT BIMNITEK, HRETIBHHNERE—MRURERNAREMEES
Jo BAFTMENTFZAEHE, RIAFHMAT Uber, BEERTmERANARDE, XEKRERENT
—1): FWEENER QB ERRMHL Uber SINLUREVMANRFIE TR, FISSERAMBENL; FlIBZER
Fa; UNANBHBRSEENTFEHTER. XMERNER.

[00:10:03] Lenny
English:

Amazing. | just realized this one thread through your career is autonomy and Al a little bit, right? With
Alexa and then with Uber, with these autonomous cars stuff you're working on now. Is that something

realized or is that an accident?
RS ERIF:

BT 7o HNFRIREMRERULAETERE —FELEE UM Al, HIB? M Alexa EIFL7ERY Uber BEhE RIS ZED
B, XBIFEENZ, ERAREIE?

[00:10:18] lan McAllister
English:

Well, | mean | guess you could connect those things. Obviously both are machine learning, Al. The way |
think about it is that I've done a whole bunch of different lifetimes, especially around eCommerce, and so
it allows me to cover the gamut. Plus, | guess | forgot to mention the time at Airbnb working with Joebot
and you and Vlad and Dan and Shirley and there was focused on building out the customer support
technology platform. So that's another part of the eCommerce platform. Covers the gamut.

FRCERIR:

i, FHBIRATLUEXEBRRER. EARETIRNBZIN AL, BERECHNEEE, REHTH/IMAER
RIEE, FrIRERFESME, XiLHEBBRENEE. Hi, HBIHTTIREIE Airbnb BIBBEZETE,
HB$A Joebot. fR. Vlad. Dan A% Shirley —£T{F, EREWEEFAXFRATE. BEEFHSTEHN
S—MARED. B2, BEERM .

[00:10:45] Lenny

English:



| forgot to bring that up too. I'm glad you touched on that.
FRZERIE:
BUSTRBHEET . REXTERT,

[00:10:48] lan McAllister

English:

I don't know how I missed that. | guess | skipped past that with the Amazon stuff.
R EE:

BB EATNE 7o ARSI SHIEIRN, BEERIET,

[00:10:50] Lenny

English:

The most transformative time getting to work together.
R EE:

BRI —ELENRAETEMIL.

[00:10:53] lan McAllister

English:

That was awesome. That was awesome. | learned a lot from you too during that time.
FRCEIE:

BERBSERET . ERKEFT . EAHEZREMRE EFETRS,

[00:10:56] Lenny
English:

What a time. This is a good time to chat about, speaking of Airbnb and all that, to chat about what makes
a top 1% product manager. So | know your post was really titled what separates a 1% PM from a 10% PM,
but it feels like it's even broader, just like how do you become a top 1% product manager. And | thought
maybe a good way to start here is maybe just run through the attributes that you've found over the years
or here's the things that a top 1% PM needs to get great at. Maybe just run through them and then we'll
talk through them in a little more detail.

FRCERIR:
PBEE—RUETHII . 7E Airbnb FABLRESE, MEERWH “BAHAEM TR 1% B~ REE" BiFhY
Mo RABIRHNXERER (B 41LAT 1% B PM 5517 10% B PM XBIFR), ERIEEHNREE, MERE

R AR 1% B~ mEE” o HBBTF—NMINARARE, SREFIE-TMRSERLIBIPES R,
HEWRT 1% B PM FEEROER. HNIUES—E, ARHFFHAITE.



[00:11:28] lan McAllister
English:

Yeah, | was going to pull up my post here so | could actually refer to it. Do you want me to go through all of
them or just pick out a couple to touch on?

FROCERIR:
%, RETEBEANXERERSE T, MERLEESHI—E, TRV IERH?

[00:11:33] Lenny
English:

Let's maybe just go through them quickly just to put them out there and then I'll have some follow up

questions to dig into a few of them.
R EIE:
G RELT—IE, BENERFIEE, ARERSHNEPILNHITRANR,

[00:11:40] lan McAllister
English:

All right, sounds good. Well, the way I listed it at the time, think big. Always want to hunt for bigger
impact. Communicate, | think we'll probably touch on that a little bit. It's super important for PMs as a
test of their thinking and their communication. Simplify. How you can do more with less and have more
impact. Simplifying is a great way to do that. Prioritize. That's | think the core skill after communication of
a PM and there's so many different lenses to view that. Let's see here. Forecasting and measuring. | think
that it's really important. What separates product managers from consultants sometimes is you forecast
and then you execute and then you measure and validate and that helps you build your instincts. Just
obviously the core execution of just shipping and doing what you said you do. Understanding technical
trade offs is that you don't have to be a software engineer to be a great PM, but the more you learn about
technical trade offs, not just product and customer trade offs, that will help you simplify and get more
yield out of your resources.

AR ERIE:

TR, WBRYUNMNEX: £—, XBWM (Think Big) . X ZEBREBANEMWMO, F=, A&
(Communicate) . HEHNIFR) LMW, XX PMEHEXSTE, REBEZNMRAEINREHE, £=,
it (Simplify) . WMEILUDHEES, BIEEAFM, EHEEERR. £, KELKHF (Prioritize) . A
AXE PMBABZENS -zl ikeE, IUMBRSLEERER. LEEE FhH, MMSEE
(Forecasting and measuring) . XIEEEE, PM SHEMNXFNENMETF: MO, REHIT, REE
EHIEIE, XEMTFIEFMFNE. F/5, ZOHMITH (Execution) . MBEARARMHE, SHHT. F
+, IBRFEARINE (Understanding technical trade offs) . RAREER ARG TIRIMHAER HLFR PM,

BIrRHRANE (MAUNES=RMEFANE) THSHS, deErRiEHReERR~H,

[00:12:40] lan McAllister

English:



Understanding good design. If you're working on anything customer focused, that's always going to help
you think in the mind of a customer or user. You don't need to design, but the more you understand
helps. Writing effective copy. This goes a long way not to get close and not to sub out the copy to
somebody else, but to get good at communicating with a couple words to your customers. That's a great
skill. Those were the ones that | wrote at the time, | guess 10 years ago, and then | refreshed the post
recently in my newsletter. And | added a couple new ones honestly, because as | reflected back, there was
a few that | think a lot about these days that | missed the first time around. Earn trust with others. That's
so important as a PM, but especially if you're going to grow as a product leader becomes even more
important.

AR ERIE:

%)\, BfRRFBEMIZIT (Understanding good design) . MR{REMEMUTFR AT OHIIE, XEEFEIRIL
EEFIAFPNRBEREZ., MAFTEFEA NI, BERBEREE. Fh, BEERHWXE (Writing
effective copy) . XIEEEH, FTESBIBXRINGEATIAN, EXFSAESEHESEF DB, X2—W 7T R
HIRz e, XLERHAM 10 FRIEH, RIEKENSZEN (Newsletter) BEH T XEXE, WEMiK, FHiEmM
T—EHAR, EALEER, BENREREASHREN, BNEREEGIFEEEE, thil: REMAN
{Sf£ (Earn trust with others) . £/9 PM XREE, BNRFERKAFTRMSE, XSTREMXE,

[00:13:29] lan McAllister
English:

And I think trust is the currency of a product manager and a product leader, especially if you're going to
grow in your career. Digging for data. It's out there and you got to develop the tools to go find it. Not to
depend on your analyst or what's in the reports today. So that's a really important skill for anyone in
product. And probably the more junior you are, the more important it is as you're really in the weeds
there building product. Pushing back effectively. This is an art and a skill, but | think your ability to do this
is pretty correlated with your ability to grow and succeed as a leader. Because if you say yes to everything,
you're going to go nowhere. Adapting to change. How you react to change will obviously impact one, your
mood and your morale, as well as how effectively you can rally yourself, your team. And then driven by
impact, not promotion. Ultimately that's what you want to wake up every day thinking about how to have
an impact for your business and that will be an indicator on your likelihood of promotion. So do that

instead of just focusing on how to get promoted and having that guide your day.
R EIE:

RINNGEERFREEN~RMSEN ‘BN , CHERTERULEAIREFR, EHIZEHIE (Digging for
data) . #UEMENRE, MUNERIWNEIENTER, MASKBINITHIANIRS . XXER =R AR
HERAEENRKEE, MEMRBENEL, MEEE, BEARELTHESRNRAI. 2EREMEL
(Pushing back effectively) . XZ2—I1Z2RK, W2 —f&ae, HIAAXMENSMHRIENTASERLKIL
hEEMREX, MRIFMPIBEEEHER W , (ME—FLK. EHIEMEW (Adapting to change) . {RXZE
U REAIEEREENLTS, EemirshE 8 SMEAMNNER. REEREWAEE, mIFEHIE
&) (Driven by impact, not promotion) . VIIRZER, FEEEXRERTERZWEASCIEREMST, M
X7 BIRRGE AT REERIIENTR. PR, BETFERIERM, MASBREBEEAHIRR,

[00:14:33] Lenny
English:

Awesome. So it's a long list. There's a lot that a PM needs to be good at, which | think if you're a PM you
already know. It's a wild, crazy, impossible job to have everything nailed down. And at the end of this post



even mention you've never met a 1% PM that does all these things. And | think that's important. No one's
going to be the best at all these things. And so just to drill down a little bit and get a little more focused.
Say you're a new product manager. Of these, | forget how many there, maybe 10, 12, what are the top
three that you think new PMs should get most good at and focus on?

FRCERIR:

AET. XRE—MEKNER, PM FRERKNEFEESZ, HBWMRRE PM, REKRERZRT. BIEFA
EFEMHITTE, BER—TRIEEFTRTRNES. MEXEREHRED, (FARIIEHEIFFEXLES
15HYA0 1% PM. HREFTX—RRERE: KA AREFESEBHEIRE. NTERE—R, RRIFE—B/HAN
R~ maiE, X (K103 1230 559, fRiAMH PM RN ZERHXENF=ZHETA?

[00:15:06] lan McAllister
English:

Probably communicate, prioritize, and execute. | think those are just the core building blocks. Other ones
will be more important as you grow and become more senior, but those ones, no matter where you are in
your product career | think are super important. Being a better communicator is something I've been
working on my entire product career and I'll be working on until the day | stop. And | remember years ago
| was at Microsoft, my first effectively product manager role and my product unit manager, Thomas, came
by the office and | think he asked me, "When is this going to ship?" And | was like, "Well, this thing is
taking a little bit longer here and this other thing and yada yada." And | gave a bunch of background, but |
didn't really answer the question. And | got a little feedback from him like, that's not really the ...
Ultimately he's waiting for a date.

FROCERIR:

REFEDE. RERHFMRT. RUNAXEZZOER, BEMRNAKMRUNES, AR EREE
2, B FmE BN IME, XZMBEXER, ANBIFHDEERRENREERES I
15, BHRBAPBRFZEAZEFLL, KRISESERMERNK, BERNE—NTREERA, HH~miIE
2 Thomas REIDAERFE: “XFRATARELR? ” REER: B, XMMAENNELAK—S,
EEBIEE, FEEFE RETHERER, EHLEEERSEMWHEHE, MARNRFARRE: X2
ftARZERY- - FREK, HRBEF—TBH.

[00:15:53] lan McAllister
English:

And | just reflected on that and that was, as | remember, my journey to try to be a better communicator
over time and I'm still on it. When | went to Amazon, | worked for Kim Rackmiller who was our, | think at
the time, SVP for Worldwide Discovery. And | think she was Amazon's first TPM. And she was tough but
super smart. And so that was also an early experience to learn from her. And sometimes you get some
feedback when you didn't really answer the question. And my first boss, Russell and | organized and
started to gather this thing called the Book of Kim. And so we would gather these best practices that we
learned from her elsewhere. Avoid weasel words, answer first and then explain, own your problems. And
started building this.

AR ERIE:

BXUHAITTRE, BRHSNRAEFARBENRIENL, MEESTHER L, ZTIBGE, FA Kim
Rackmiller TfF, iR 2K BRAMISHRRE S8, HBMNZZLIHHE — (IR~ RIE
(TPM). WiRM™/5, EAREEER, BhE—REMFINFHREH. ARNRINLKEROZERZE, mWEIR



1o FHMFKAIE —EEIR Russell BIEHFIBWE—TIE (KimiER) (Book of Kim) BIZRFA, =&
Mt BEF RN RELE . BRERASHMETNEL (weasel words). EAEXRBRERE. ETAEBSHIN
o Bl TR AFFHIER X ME R

[00:16:36] lan McAllister
English:

And then | extended that over time and added a bunch more and wrote a post called the Operators
Manual. | tried to gather all these things together. But it's such an important thing and the stakes get
higher as you work with more and more senior people. But if you can get in the habit early of answering a
when question with a date, knowing how to use numbers to answer questions and honestly just learning
from feedback and grade yourself after you get feedback on a doc or after a meeting or after answering a
question in an elevator. And if you try to say, "Gosh, how could | have done that better?," and then try to
get better, you can. And you can go far if you just focus on that and all the other 150 skills of a product
manager, but if you don't have that, it's unlikely that you're going to really go too far in your product

career.
AR ERIE:

RENENES, B RTXERS, BNTREZKE, #A5T7T—RKEN (&FEFM) (Operators Manual) Y
X&E, HERICAEXERBEST . ABKERT, HIRSERERRHAHLEN, BEtbIHRE
o BMRIRERRFMIMR: AAKNBHLEE “TArE” NiEHE, FARFOERZR, BEiEtMR IR
RESY, AEXHETHE. SWABEBENEERNERLECHTD. MRFEERRE: “XW, ZESETEMS
Bir? 7, ARRBICRE, RRREME]. MRIFREELTETIL, BIERAE PMAYEM 150 fikae, (RBAEER
Riz; BMRIFKBEXIEES], RV mEEREE KRR,

[00:17:24] lan McAllister
English:

So that was communicate. | guess prioritize as the next one. And so | think this is the number one key tool
of a product manager is prioritization. Because so many things come from being good at prioritizing. And
it's not just what project do you do next or do you do this project or that project. There's so many
different dimensions to prioritization. There's which themes are you going to prioritize in a roadmap and
which projects within a theme and how are you going to sequence those projects, how much of a project
you're going to build. And also just time management is also a prioritization function. Like what are you
going to choose to spend your time on? Which things are you going to really go all out to make great and
which things are you going to starve for attention or just not do? Given the same amount of skill
intelligence and resources, a product manager with a great innate ability to prioritize is going to generate
5X the impact of someone without that skill.

AR ERIE:

BRAE. ETIREMNEELEHF. RUNNXEFREENE—ZOTE, ANERKAEREHFSHRRSHF
o XFURBRE F—MEBNIE, HEMATBEZERE BIE, MEARHIFERSHE: EREAERNL
ZEMLEEE, ETHIRNRAEEMEDE, NATHXERENIRE, Uh—15EZMEI+ARE, LI,
BB E AR L th B — SR HIFIhEE. (RIEFBREIEAMT AMSG? MEFBREEIUEMEIRE, W
EEBMIBORIEETRAM? EikeE. ENNFREBNBRT, —MXREEBRMLILRAFE PM P
EHFMI, BEFESZREENARNS &,



[00:18:18] lan McAllister
English:

My early, if you could call it success at Amazon, | think was completely dependent. It wasn't because |
worked smarter or | was smarter, | worked longer hours or | was more technical than other people. | think
it was just because | was one, super hungry for impact. And if there was a number or a metric that
measured success at the business | was running, | wanted that to go up and to the right. Not to hit a goal,
but just to go as far and as fast up to the right as possible. And if anything, it was just working with a team
to hone in on the projects that would do that with the greatest leverage and just marshaling all the team's
resources. So that was a good start. That was a fit with Amazon in terms of working backwards from a
fitness function or a metric.

FROCERIR:

HRELSHFHHFMBEMNT), RAATERTE—R. HTEZRNKIFERR, HEREETES, HERK
MEEA, HEKLIABERAR. HBNXERAN: F—, HREBEZMA. MRE—EFHIERHKE
EFRFMHRISHMNT, BREERIME—ERALLEA. FEANTERENER, MeEATRAEE. R
AIgERtE 1B K, MRREHAMR, BMEBSEAEGIE, BETREATRES. REHTIIEIRE KA
B, HEAMEBRERR. X2—MREFHAR, LFSTEIHM “SRERE” (fitness function) SR
AR #ITER TIERIER,

[00:19:23] lan McAllister
English:

And so did that with the first team | was there and then again later managed the gifting business. And so it
just was one skill that | think helped me as well as make up for maybe some deficiencies I'd had. | don't
have the biggest brain in the world and | don't have the biggest working memory and | wasn't the most
technical, but by trying to really get good at that prioritization, | think that's helped me and it still does.

FRCERIR:

BREE—TENZXAMEY, EREEILGAIL SR, XN N T3, @R T HATEFER
—LERE, BRATEHR LRIBANA, HEBRNIZIZH, RAEAZRRINRE, B@IENEBMRER
i, TANXWNEEIEKXR, MAESKARA.

[00:19:23] lan McAllister (Continued)
English:

| think execute is the third one, which is no surprise that every PM has to execute. And | think assuming
you prioritize well then execution means sort of molding what you want to build into a simple compact
package that has the highest impact possible. And then also execution's a big function of the team you're
working with. So it's your designers and your data science folks, and especially your engineers.

FROCERIR:

HIAAPITARE=ZT, XHAREHE, 81 PMEOMEERITH. HikH, ERNAFHFFELANFRT, R
TERERMGEMENRAZEN —TER. DEERARETMANAGRE. i, RITHERARZE LBUR
FREENER, SFigith. BUERFER, LEEIREIMN.

[00:19:47] lan McAllister



English:

So anything to do with how well they're doing their jobs or how well they're resourced or whether they're
getting better and better at every sprint, you have some amount of ownership in helping make that
happen because that directly impacts your team's ability to execute and ultimately your reputation as
well for being able to execute. The drive that goes into execution, product managers are the mode of
power behind execution and impact. And if you stall out or you don't do your job, the project's probably
going to stall out as well. And so you're the ones, especially with a TPM, if you're lucky enough to have
one in the back of the ship, kind of beating the drum and driving everyone forward. But again, lots of
people have written a lot of stuff about execution and there's a lot to it, but | think those are probably the

three I'd focus on.
AR ERIE:

Fib, FESHMNTERR. DREEIE MR (sprint) BEEHTEXNES, MBERTEED, BN
XEEZMEIREIARINITIES], HARZEMIRERN PMBRITEE, RHITAERNEDN—FnIEEHR
TN ABENTRR. MRMREHEAMNKER, MERAEESER. MMEBRMIMERR. KKK
HHA WIRREBZTEE—T TPMMBIFMEF 7). XTHITH, REATIREZKRA, RBRAR, BFK
A ZTEAIH PM 8RN K E,

[00:20:32] Lenny
English:

Awesome. And what's interesting about these three is if you look at the rest of the list, think big,
understand technical trade offs, understand good design, | think what | would take away from this is
those are the things you don't need to focus on that much when you're a new PM. Focus on, as you said,
communication, prioritizing, executing. Focus less on these other things because later they'll become
more and more important and obviously learn as much as you can, but it's almost bit easier to think
about the things you don't need to stress about when you're starting out.

AR ERIE:

KiET. X=ZIMABOMSET, MRMFEFRLNEMIT—XEUN. BEKANE. BRAFIRIT—&K
BEMPRENB AR SIREZH PM K, FAFELEXREXLE, [ENFFTR, TETEE. REASHFHM
W7, MERBAEHMERL, AAURENSEFUREEE., 4R, ERFRSMES, BEESH
B, NEMEEEFARTEREEN, RMIULFEREEHE L,

[00:21:02] lan McAllister
English:

Yeah, | think that makes sense. If there's a core or think about in year one as a PM, focusing on those

things. And you can develop other skills over time. But yeah, | think you're spot on there.
R EIE:

B0, BRFHEE, NMRR PM E—FEAKOMES, BRELTETXEER. HMKER UBEERER
R IBIBIET, REEFRIL

[00:21:14] Lenny

English:



If we were to go back through these three, just maybe as a last question, and you may not have an answer
to this, but if you think about communicating, prioritizing, and executing, is there one tactical thing you
could suggest that a PM listening to this can do to get better at one of these things? Is there a trick you've
learned of, wow, this is one way you could level up communicating, executing, prioritizing or not?

FRCERIR:

NRBAEIFMX =T, {FARE—NEE (RAEKBIURNER) . XTE8. WEAERAIFNRNT, (REETEE
MIETEIAEEHN PM (TIRE—TRENSEARZEIN, ILtEEXLEEMEAR? BRETAMERN “H
R, b B, XFRRAEE/ AT/ SRR KTREE” ?

[00:21:37] lan McAllister
English:

The closest thing to a checklist, the post | mentioned, the Operator's Manual, that was the closest thing
to, if you do these things, these specific actions, | think it'll go a long way. Because a lot of them are
guided around not doing the easy pitfalls and communication mistakes like rambling. If you're asked a
question and you explain and then maybe you get to the answer, if you just think, answer and then
explain or sometimes answer and then shut up, that actually is a tactical thing you can do to get better at
communicating. And there's some other tips in there as well. So that was my attempt to try to encode, to
take some of the ones that we gathered early at Amazon, add some more. The others are ... Yeah. There's
no just simple trick unfortunately to prioritize other than ... | mean | think working backwards is a good
technique to have impact to guide your prioritization. And that is something where it's not a simple tip,
but there's a set of practices and behaviors that you can do that will ultimately lead you to prioritize
better.

AR ERIE:

RIBOFRENARAMSRRINAR GREFM), MRMRBEERERNTHEM, SHRKAEH. BAES
REABEHEZN TR E DRFEHADEHEIR, LRI, MRIRFPIZE—PNEE, REEE—E, &5
FHNER, BAMAUAERIR: ALERBERE, NEANATERMAE. XHEE— A LIERA
BEENHIEATHE. FMEXREHMRIT. PBERZHARKHNEL DR FHHAWEN—LELI0HITRIDFHT 7THY
£R. ETHMEY - AEHRE, MEFHFLKEFTABTROWIR, R FIAA “BRIFEELR B—MR
FHIRAR, AILAEMAORESROR LT, IRR—MEENKIE, ME—ERBEMITHEN, RE=
51 SR B LRRR,

[00:22:58] Lenny
English:

And then | think communication, the simple tip was just grade yourself after you communicate and try to
just take a moment and after a while you'll just do it naturally to think about, "Gosh, how would | have
answered that question better?" And so the next time you could try to answer that question better and
it's just a continuous improvement process. Or maybe even ask your manager, "Hey, what could | have
done better in terms of how | communicated in that last meeting or that last email?"

AR ERIE:

XTA®E, PIHrEENBNUME: EHEZEAECHT D, RRNEIRE—T, AMAZIRMEBATAM
8 K, FHESAREEFMEIERNEE? T X TRMMEMSEY, XR—MFEUENEE, SE
BEEAILRIVEIE: IR, ENANSINEARHERAH, HeVE@Es VAL R ey 5? »



[00:23:04] lan McAllister
English:
Yeah, absolutely. Absolutely.

FRCERIE:
B0, FTERIER.

[00:23:06] Lenny
English:

Okay, so then coming at it from the other direction, say you're a senior PM, what are three of these
attributes that you would suggest folks focus on to get better and level up in their career?

AR ERIE:

4, BENMBS—TARERE, RIRMEB—RERPM, (REBWNARXEFEFHIM=I145H, UEFRILE
ERE—TREA?

[00:23:17] lan McAllister
English:

Gosh, it's still communicate, to be honest. | think that's the one at every level of product, just the stakes
are higher. | think think big is one for sure. There was a phrase | think Warren Buffett in the Berkshire
Hathaway letter used at some point. Was at our scale we got to hunt for bigger elephants. And so | think
at any scale as a PM, whatever your idea is or whatever your solution or the problem you're solving, take a
minute at the beginning to say, could this be bigger? Could this be a bigger thing and more impactful than
the initial idea, even if the initial idea sounds big? So that's a tool and that's often where 1'd start when
my PMs were sharing an idea is I'd try to expand it to the degree it might be expanded, think about it from
that perspective and then maybe you want to still start small, but with a bigger vision in mind.

FROCERIR:

RIB, WKIE, E2WE. FHINNETROEALS, BEHFEXER, ARNLES, FMEX., F-H5
ERABM (Think Big) . Xf€ - BIRFEMRER - MEFNBRFAETERI—DIE: ERINPOART,
BN AEBHEARNAR. HINAER PM, TIRIREVIRIME, TIRARA. BRSD RUERRNREZ
T4, EHBRETE—DHE—8. XEFEMISER? ErTELLEVNEERTRM? BMESYINRER
BEREZRAKT, XE—MIE. HEMNPMNDZEIREN, HBESMXERIE: SHBET REITREKR
R, MBI MEBERE, ARBIFMRNAEEMNEETF, BE0PFEE—TERANER.

[00:24:04] lan McAllister
English:

Earn trust is a huge one and that's kind of why | added it more recently. And it becomes even more
important as you get into senior roles because | think it's truly the currency of a product leader or
probably any leader in any function. Because if you want to ask for more resources to do something
bigger, if your leadership doesn't trust you to use those resources well or do what you said you're going to
do, you're probably not going to get them. But if you've built trust that you're a good steward of resources
and you make a lot of impact with a given team, that's directly going to correlate with your ability to gain



more resources. Trust is just built by repeatedly setting and meeting expectations. And | think that's a
good mantra to think about as a FM. Am | meeting the expectations that | set? And not just doing good
things, but calling your shots, forecasting, setting a goal, and then hitting it.

AR ERIE:

RIFEE (Earntrust) BFEXEN—I, XLERSZOICTMHENERER. HRANZRACHN, EXRF
EMEE, AAFANEHLETmASE (HEEMRESRINMTE) B9 M . MRFEBPBEESHA
REMERNERE, MRASEFAEEMERFXLERIR, NEFBEMRERNAE, MRAREFIER,
BMRFELRILTEE, ERRE—MBNRREEREE, HEETIAHMNEIEEARTN, XEEXRER
RNEZRFENEN. EEREIREREFERFAMEILLN, FIANXE—NMREHN PMEN: HEEA
BT HIRENTH? MNBHERNSE, TEAWER. #HITTN. IREBIRHRLZAMN.

[00:24:54] lan McAllister (Continued)
English:

And if you do that repeatedly, you're going to be in pretty good shape. And there's so many practices as a
product manager or product leader that build trust. You tell the truth without fail. And you launch when
you say you'd launch and you launch what you said you'd launch and you own your mistakes. And then
the other practices just lose trust. If you lie or if you're evasive, if you don't ship what you said you're
going to do, if you ignore your mistakes or you repeat them. And so | think just simply having high
standards for yourself and think of trust as that currency, that's going to correlate well as a PM, as a GPM
or director of product in any level, that's the thing that you want to build.

FRCERIR:

NRIMMEREMIIX—=, ROMRMSIERE. FHPMEFRMNSE, B REZIUGEENER: BEMN—
WIHEIE; ERENNERBRIENTR; BFTRINER k2, BETASILERREEE: BIRSAGE
7, RAERMEENARA; BAERNEREH. Ait, FUNARBYEESRESITE, FHRBEERIIRH
“Im” , TRIRE PM. B PMERFREN, XERIMEEMEZIIZOE,

[00:25:34] Lenny

English:

So thinking big, building trust. Was there a third?
R EE:

KEM. BIUERE. EEE=E?

[00:25:37] lan McAllister
English:

| think maybe the last one, which is certainly relevant for a PM but is really true as well, is driven by
impact. And if you forget about everything else, forget about politics, forget about promotion or having a
bigger org or whatever, if you simply wake up every day trying to have the biggest impact you can, or if
you're a leader trying to use your team to have the biggest impact you can in the company, which will
influence how you build your roadmap and how you do every part of your day, that's a really good
guiding light. And | remember in my first 10 years at Amazon, just naturally not because | thought about
it, | was just hungry to have an impact. Take my business, grow it as fast as possible. | wasn't maybe



loosely thinking about promotion, but | wasn't thinking about it. | never talked to my manager about it
and | wasn't bringing it up. | was just focused on taking my book of business and making it bigger. And
then the net result was | was promoted several times and | did grow in my role, but that wasn't what
drove me. It was just the impact.

FRCERIR:
BERE— 1T AREERFMAEE (Driven by impact) . X3f PM RHRIEEERX, WREERL, MRIFEE

Htt—1), THEECA. EAS KREMME, NRMARAZBSREREBBEWNACERANFMS, HEFNT
SERENANBENN AT ERANE, XSTMMMAREREE, URFNAEIE—XK, XENE
—MRYFEVIEEREALT. HIC/ELIHEIR 10 £8, RAFRZREEXE, RRAEBBLELIERM., HEFI
5, RejgefRitiEK, JATRERLOBIEH, ERFRRIZORER. BMRNEERIEA, HKRED.
AR T ETIBHENL SIREHA, RERNEREREEATH/UR, RIUEKFETRA, ERHAR2RETK
BYEh71, FMMATA =

[00:26:38] Lenny
English:

Would you say that driving impact is more important for a new PM or senior PM? It feels like impact is the
soup within which all PMs swim and that's constantly important, but it's interesting that you mostly put
that into the latter part of a career. Do you feel like with new PMs on your team you're less expecting them
to think about impact and focus on impact?

FRCERIR:

R “IREhRZMR0” F9# PM E23R PM BEE? BRERMAMGIEFRE PM BLIERFR 5T , —H#B
REE, EREBNEMEIZLCHRE TRULEENGEH. MEDREN TEKERNH PM, RIFIIEEFMX
RN S RIRAEE AR ?

[00:27:01] lan McAllister
English:

Well, | mean | think for junior PMs, if you're a brand new PM, then yeah, you want to have an impact, but
you're really just ... You have a project or a feature to ship or something like that and you're often not
necessarily given a lot of latitude to build your own roadmap. But you're asked to ship this. So you want
to spec it, you want to execute and do it. But increasingly as you grow, there are opportunities to sense
out and try to have a bigger impact maybe and then start to influence prioritization or roadmaps. It's just
that the expectations, it goes from being a nice to have as a junior or first time PM to as you get a little
more senior, hopefully if things work the way they should work, that's really how you're evaluated. Yes,
you want to treat your team well and you want to do a whole bunch of other things, but take two people,
one has a massive impact on the business and one who doesn't, then the right way to work should be
that first person should be the one that grows and develops and is tasked and with bigger challenges just
because if you're impactful at a bigger challenge, that's even more important for the business. So | think
that's a good way to think about the flywheel of product leadership.

FRSCERIF:
1B, HWINAXTIRPM, MRFEE—D2H PM, (RYABRERM, BIREFLERZR - RE—NEBAHK
MIMBEEKINAE, BEIREEAANEHEERSEECHNREE, MBRERIMAXNERA, FFURES KR

B, ERITHERE, BREEMIRK, SEERESHNZERMAZHEISEERNTE, ARFRFmt
FTRHFHREE, XRIAZHEENTWN: WFRIE XM PMBIAKRGR, XATgER “BLERE ; BY



RERFERY, MR—INSFERE, XA ZMREIHERIZOITE B8, MEEFHEN, EMRSEMER,
BMRERIAN, — M USHFETEAREM, 5—M&E, BAEBNRHEENIZE: F—TPAREN
Ky ZERAREFTEREB . ENMRIMEEBREIRAFERN, BHUSKEMEEET ., HINAX
BEEFRAS T N—NFGE.

[00:28:11] Lenny
English:

It feels like a lot of times you get lucky as a new PM. You work on a project that ends up having a lot of
impact that you didn't necessarily drive. You just happen to work on something that, wow, this was a
huge deal and that feels like an important thing to optimize for a little in your early career is work on
something that's likely to have a lot of impact even if you're not responsible for setting the strategy and

prioritizing.
FRaCERE:

RBRERZEHERN PM ZENRER. REST —IREAFEEATMHNTE, EXFA—EZMEH, RRZhH
ISEM—" “RIB” . XMFRRUIEEFHERIUN—=: ZS5MEAREEARMANTE, BIfE
RHA 52 52 E AR BB AN T 4R

[00:28:29] lan McAllister
English:

Well, I think that's true if you have a choice in where you work in product. If you have a choice to work on
something that's part of offense, something that drives the business. And it's true that executives wake
up if something drives dollars or customers or offense things and it just maybe shouldn't be this way, but
a little less interested in things that maybe less than a risk that just the risk never happens, it comes to
pass or a cost center that operates a little more efficiently. So that it's one lens where that might relate to
your success. | think also who you work for. And | think most of us don't get to choose that especially
early in our career. It either works out in your favor and which is great and that was the case for me,
especially at Amazon, some of the leaders | worked with. But sometimes it doesn't. But | think the more
that you can suss out who you work for because then the better they are at these skills and prioritizing,
one, they're just going to be a better teacher and a better role model to learn from. So | think that's an
important thing to think about in any kind of job change.

AR ERIE:

NRIRTEF B EFNETE, WLk, MRMREEREM—LERET “HKE” BNHEE, RIRELSER
MWER. FXLE, NREAZEFRBAN. ERPABTHEERE, SENMIBHEE. BABFRZX
B, EfiIBEREMRLEEIHNREER, HEILREFLEFRIESH—RBNER, HBIWM—
£, FIUXEZHERIN—T A, RUNF—TRERZMRAELIF. RMNKSHA, CERERIEER
Hi, TREFEER. BABSY (HMEXEF, CHEEIDSH, BT -LRENTR), BEAEBIFH. B
HIAN, REREEFRENEIFEY, RANKRMIERXERENMLLAEHT, iz EEFIEIMM
B, WIANXZAEEMRU TP EEEENEE— R

[00:29:30] Lenny

English:



To close the loop on this piece for more senior PMs, the skills to focus on, you said, thinking big, building
trust and driving impact. I'll put you on the spot. I'll give you two options, two directions to go with this.
One is if you want to get better at each of these three things, do you have any one thing someone could
do or what does great look like for thinking big or building trust or driving impact? Those are two options.

FRCERIR:

AT BEZTR PMBEXEIREE, MEEIT: KB, BIEEMRHFEM. HEEEMR, LIRMMERE
HAmE: —RMRMGEEX=ZFEBHISEY, BEREFTARGENEEIUR? —2XNFREN. BIEER
BEpRmsy, “MET BIRKAAE?

[00:29:58] lan McAllister
English:

That was six questions there Lenny. Let me see here what I'm answering. Well, | think the think big one is
interesting and one way to think about thinking big, especially as you grow in your career is most people
operate within a box. There's a box of there's product management and these are the things that product
managers do. And you basically build a roadmap and you prioritize features and you work with eng. And
so that might be the typical kind of product scope and tech. Most of my roles were ones where | was kind
of a GM but a really product focused GM and so | naturally found myself taking a much wider view of what
product is across disciplines. And | was lucky enough that | had engineering teams and marketers and
analysts and other folks and so that helped me. But | think as a PM you can still do that, even if those
functions don't report to you, is take that really wide view of what success for your product is and not
have the blinders on its product or tech.

FROCERIR:

Lenny, fREX—THRTANNEEM, itHERZEALE. XF “KREN , AESFREEN—<KE, BERL
FENERE, REEABME— “EE" BEIF XIMEEME TREE , EEE PMZBNE: FIER
SKE. HKkR. MIREEAKEF. XARZHRENFRNKATER,. RNAZHABERGZZZE (GM),
BEXZIFEXETmE GM, FRUFZRBAMAMSMNEFARNBERE ZHETFTm. KRFE, HEIREHR
PA. TIEHAR. OITE, INKEEREH. EfFN PM, BMEXLEIREESIIREIRIR, (RKZAR LUHE
X—R: WNEREERE RS AN, FERIE~mEikR.

[00:30:58] lan McAllister
English:

It's anything. It's anything that influences the success and your customers' success or anything else. And
it just means, you don't own marketing or you don't own this other function, but you own it until you find
somebody else to own it. And so that's not necessarily thinking big in terms of scale or whatever, but in
terms of how you think about your role as a PM and what your ownership responsibility is. And so | think
just the more that you ... You don't want to get over your skis as a PM and then you're trying to change
your CFO's mind about something necessarily. But the more you grow, that you have to increasingly do
that and find the constraints or barriers to your success or your product success and knock them down no

matter what they are.
R EIE:

EREAFER. EAPMAY. FMEFRIHEMEAERHER. XEKE, BAMAATHIEHRIE
fthEREE, EEMKEIHEMARTZAE, MRENR. XA —EREMR LY “KEW , MEEFRNEERFE



SEN PM BB URMBAENTE. FHIAA---EA PM, RAREINEIRZE CFO BYARE, (BREEIREVR
K, RATERES A IFIALRRFIRE S mAINARIER, HFLIRENRH A, #REEIH,

[00:31:43] Lenny
English:

Yeah. It makes me think about just the advice of think like an owner, think beyond just your one little
bubble, think about the broader business outside of the one little product you might be working on. So
that's great advice.

AR ERIE:

28, XitEER TR GFAEE—H#FEZE (think like an owner), BKEFECH/NBEF, EBZ{RFR
MR NERZIMIET 2 S, XBIEEFEMEIN

[00:31:55] Lenny (Ad: Assembly Al)
English:

This episode is brought to you by Assembly Al. If you're looking to build powerful Al powered features in
your audio or video products, then you need to know about Assembly Al. Assembly Al is the API platform
for state-of-the-art Al models that thousands of product led growth companies like Spotify, Loom and
CallRail are using to infuse Al into their products. With simple APIs, developers and PMs can get access to
powerful Al models for transcription, summarization and dozens of other tasks that are fast, secure and
production ready. All of their models are researched and trained in house and continuously updated by
their team of Al experts, which for a PM, makes it easy to build and ship new Al powered features. Product
teams at startups and enterprises are using assembly Al to automatically transcribe and summarize
phone calls and virtual meetings, detect topics and podcasts, pinpoint when sensitive content is spoken,
redact PIl from audio videos and way more. Visit assemblyai.com to try Assembly Al's API for free and

start testing their models in their no code playground. That's assemblyai.com.

AR ERIE:

RETTEHH Assembly Al 2B, NIRRT SRS NI mPER AN Al ThEE, BBAIREZE T #% Assembly
Al, Assembly Al @ — M EAciH AlREE API &, BT LEARUFSIRNERI AT (40 Spotify.

Loom #0 CallRail) #ZEFERER AENTMm. BIE R API, FRARH PM FILLRIERARY Al 224, FA
FER. BEURMTIEMES, XEREBIRR, RLBEASEFMEEN. MIFERIEREZ NI
EZFINED, FHH A EXREAPIFLEER, Xik PM gEBEMMEN AR Al IREhI0EE. eI ABMEILAIEH
PAIE7EfEA Assembly Al Boh# RN SEBIEREMRIN. WNBEREA. RIIBRAS. RS AMPID
ABMEE (PI) FF, ihiA) assemblyai.com &2 28t Assembly Al 89 API, HEELAIZHERIZHNILE

B, WERE assemblyai.com,

[00:33:08] Lenny
English:

Before we move on to the working backwards piece, which I'm excited to get into, is there anything else
you want to share on this thread?

FRSCERIE:
ERITHABRIEREEN “PRIER EFZE, XTXMERREE+AEDENG?



[00:33:15] lan McAllister
English:

| might just talk about earn trust because this is one that | didn't put in there initially and | honestly don't
think that | recognized the importance of it early on in my career or even in the middle of my career and
it's been in the last couple years that | really understood the importance of it. My wife Sarah is a product
manager in AWS and so as I've mentored her a little bit in her career and I've seen how this is really a
superpower for her, it really made me reflect like, what are the things | could have done better in different
roles to earn trust more? And it's not just the basic things like to be honest and tell two different people
the same thing versus different things. | think it's trying to really understand, work backwards from that
person and what are their goals and what are their organization's goals and honestly spend the time and

the energy to try to get to alignment in the same place.
R EIE:

HAEEBEIN “WEEE , BNIXBRRRVKNHAEN—T, ELYR, FRUEEFHEEZHE, BER
RIRFenERY, BRSE/VFERA BIEER, FHIETF Sarah  AWS BI—R~mIE, ERiESHER
FENIER, REZXWARA TR BN , XUERRE: EFRANAEF, REFTUMEFAKE
FFHIRISEE? XAUNERE. HAERANREFEXEREANER, HIANZREZEEERNS, N5
WEEZEEEE: MINBREHA? MINARNBEREMA? HBSSHIRNREINES, FHEMHEIR.

[00:34:09] lan McAllister
English:

And be willing, not just bullheaded, which | might have been earlier in my career, maybe still to many
people, but charging forth what do | think's right but taking some more time to try to forge an alliance
with someone because if you do that you're ultimately going to be more successful. So that was just one
that | was probably slow to recognize the importance of and I'm trying to catch up now.

FROCERIR:

BEREENE, MABEHNCH. FHIRWEEFHAATEILRER (BIFREMNRES ARREKAML), S2%7E
AIEMEIANERNSE, EEXNZZERRESHSMALREKE, RAMRMRXEE, KREAIERY. X
ERRIRIRLRBN—R, REREES MR

[00:34:30] Lenny
English:

Is there a story that comes to mind where you look back and | should have earned trust there or | broke
some trust here that you'd be willing to share?

FROCERIR:

BEREMAHRFILREEERTS “RUNFZERERSET HE "REXBRIFTER ? REESE
— g7

[00:34:39] lan McAllister

English:



When | was working with you and the team at Airbnb, | think this is one where Joebot brought me on to
help build out the customer support technology platform maybe more how Amazon would do it. To
maintain a high level of quality but to become more efficient as well and to reduce the cost so that Airbnb
wouldn't have to scale customer support this to the same degree the business was scaling. And so trying
to build a new team and develop and | was pretty heads down doing it the way | thought it should be
done and working with the team there in terms of let's get a strong analytics framework. Let's measure all
these things and really understand what's going on at the data level and then let's use the same
prioritization muscles that had made me successful at Amazon to prioritize things that were best worked
backwards.

AR ERIE:

HEAIRLUK Airbnb BIEIPAHZERY, Joebot BT ABHERERLMMERTAINERATS, UIFEMRAT
TSHEAN: ERESRENRESEERFFEMELE, X Airbnb SIAFEREE W SRR AmRELH
T AREBEASZFBEN. FTRAZHARNTEI, BXET, BRIANEBNSNEM: BIGBRBDAESR,
EEFRBIET, MIEREARNTHIVK, ARABELSEILHMINBRARAFFEES, ENALIERLER
B&E “YRIFE BNERS.

[00:35:26] lan McAllister
English:

And | think that what | didn't do as much as | should have is obviously really partnering with the customer
support leadership team as well. That was something where | think in some ways it felt like we were in
alignment and getting on stage together and stuff, but it turned out | maybe hadn't spent as much time
and effort on that as | thought to build that true support there such that that leader would rally the
organization around it as well and we'd be marching in the same beat. And so that was something that |
would reflect. Now, | think the team did amazing things and Shirley really carrying the torch there in the
entire team and so accomplished a lot. But that was a learning about ... Going back, | probably would've
spent more time and really tried to do even more on that.

FRCERIR:

HIANARMBABMSE, EARBSEPFASHNZIIEBEENKFXRR, ARESE, B
BIAR R, thil—E EaEAZERN, BERIER, HARKERNEBHNHBENENEZZIAMELER
35, BAUASELEMRBIEASFRINNIE, AT E—H. XRHRREHMTSG. BATIANE
T T AHERIBEEL, Shirley MIBMHEIAEBRRIIL®E, Tl TRZ BT, BEXE2— M- NREZI X,
KA EEZHEERLE, RHHEES,

[00:36:12] Lenny
English:

Thanks for sharing that. | never knew that story. And it sounds like the takeaway there is maybe don't
take for granted the leadership team, the team that'll actually be using the product. Is that a roughly way
to think about it?

AR ERIE:

B0, RUBMEIREXNEE, FEREFNZIIR: FERIAMIANAFTHEAN (BIREECSR™ MY
BBLAN) ZEFRYAMSTIHR. AJ LA ATRRRID?



[00:36:23] lan McAllister

English:

Well I would say that if you have a certain approach you may be believe it's the right one and it may be
the right one, but if you don't build the support and the relationships that they're going to help carry that
out and execute on that strategy, it may not get executed as well as you think it should be. And so that is
an important part of success. It's a risk that you have to mitigate. And trying to earn trust and to do it that

way is a way to mitigate that risk that the right product and the right direction and the right strategy, it
may not land if you don't have that support that you need. And so that | think was my learning.

AR ERIE:

BERNE, IRMFE—MAZE, MERBEERERN, SUBHILIRIERDN, BIRIMLERIIEREE
BNREFT AT IZ MBI X R, ENRITRRAIERA GBI AT XEMINHIXF24H R ER
7, BMBIEEN—FNL. SHRSEEHULARTE, BRRXIMRNEHN—FFE: BIE~m. BR
MEBSERZIERRY, MRLBFIERNXE, EWRARTAEM . XrEFHEvE,

[00:37:00] Lenny

English:

What better way to learn a lesson than get some wrong and then you never forget it again.
R EIE:

FIHNRFNAAEIFIERE, ARMMKIEARTIE T

[00:37:06] lan McAllister
English:

You could call it getting wrong. Just think of something | could have done better. And just that same
continuous improvement mindset. It's to everything, every role, every experience, every project, every
communication. And if you build that muscle to try to do it better the next time and also just the try to be
a little self aware about what could have gone better, then | think it's a really good muscle to build.

AR ERIE:

fREJAMZ NIEEE, HNEFER “FAAUMEES" BER. XMEPMFLHNOS. EERT—: &
TR, BRER. STHE. SR8, NRMEELEXM “TRESES BARICIZ, FRiEAxHLE
A A LISOHRIFE DR, BAKIANXZ—MIEEEIFEFIEES,

[00:37:27] Lenny
English:

This is a good segue to the second area of where our chat is going to go, which is Amazon and things
you've learned about just the working backwards process. How many years did you say you worked at

Amazon total?
AR ERIE:

XIESFSIH T HAVIRAE NN : WSH, UKRRM “ERIfEE" RFERNARE, RNIZARIRETL S
BRIFTZLE?



[00:37:38] lan McAllister
English:

12 years.

R EE:

12 5,

[00:37:39] Lenny
English:

12 years. It feels like everyone that worked at Amazon is 10 years or more. It's these large numbers. So
they must be doing something right and | don't know. What do you think that is actually? Why do people
stay there so long? It's amazing.

FRCERIR:

12 %, BRESNMEISBTEIMAZRRET 10 FLUlE, BEXAKNKEF. FAUMIT—EHN T —LEEB.
MRETREZRZMTA? AHAANER) FBAR? XHE T

[00:37:52] lan McAllister
English:

What's interesting about Amazon, and it's changed over time, is that | think pretty quickly whether you're
a fit for it or not. And it can be kind of a crucible and a little spartan. And it just clicked with me though
because I'm kind of a structured thinker and right brain. And so this idea that hey, | could have this
business and then figure out one metric or fitness function that determines success and then my job is to
make that number go up and to the right. That kind of fit with me. And then | rewired my brain probably
over the first 10 years around this concept and | just felt like | was learning, | was not only working with
smart people that were driven, which was true at Microsoft as well, but there was kind of this DNA in the

organization and this wiring that | thought was really effective and it just kind of clicked with me.

AR ERIE:

TS5HEBHMAET (RACHEIEEZEN), MRRMELNEBCEEESHE. kG- B,
HRERIRE. EEREGRNBEND, EARR—IMEMEKEEE, RALGMA%%, XMIES—F, ALK
RIS, AEHE—MEEMINEVEIRE “BNERK , RNTERIUB M FHEERK—IFEE
B AR 10 FE, HESEXMISERTRNAR. RRFTEC—EHAFS, MUESKBEEBIINN
AHE (XERZERIL) , MEALHPE—H DNATIEEA, HIANEEER, EMBEFL£THG,

[00:38:44] lan McAllister
English:

And so | molded myself to the environment and at every step of the way | felt like | was learning and
growing and one of the benefits for me is you get a chance to learn from so many other people in these
different settings. You get the chance to read documents that make you learn more so than probably a
slide deck. You get a chance to be in weekly business reviews with really smart people and learn from
that. Not just learn from your own experience but from everyone else in that room. So | was just a sponge



and so much learning happening that | think propelled my career. And so that was why, especially the
first 10 years, that it was so fantastic of just growing and feeling yourself build these new muscles and
develop these new tools and | loved it. So that was why | stayed so long and obviously Airbnb then, it was
the time to try something new, which was a great experience and kind of a test. | was in Seattle and the
company was in San Francisco and spending three days on a road each week was a good learning and
ultimately a reason to come back and be Seattle based. But then | chose Amazon again because it was
still a great place and | thought | could continue to learn.

AR ERIE:

FRKILBCEN THNE, S—THAERFECEFZIMAK. WEKR, Fhz—2RAUEFRNG
RTEARZAFS. MENSFEARBELITRERILMFRIRBNXE, RENSZSMNEE LSS E R
(WBR), SRHEIEANAZRHMPFES, MIMESHEEFFS, EMERIENSMIASEFS, HHN
ME—IREAR, RENZFIHR T RORLEE XMENTAR 10 FREMIEY, 5B CEIEHVEE
71, AREFHHNTR, HIFEEAE. IMBRFBWAANRE, ERE Airbnb BAT ZXHEY, BR2—BRR
HEEN, BR—MER. SNREEAERE, 2FEATW, EBAE=ZXERL, XIUHFRTRS, B
R T REZARENRE. EREFBRERTILIH, RACKAZ— BRI, REFHA AL
F3o

[00:39:52] Lenny
English:

Amazing. | was going to mention they drew you back in. So yeah, that's pretty rare. What did you learn
from folks like Jeff Bezos and Jeff Wilke about building product leadership, company building? What's
stuck with you working with folks like?

AR ERIE:

KB 7o HIERRMISUBIRRSIEIET . XKD, MRMAK - IEHT (Jeff Bezos) FIZRK « EI/R
57 (Jeff Wilke) XEFERAS EFETHLXTFHE~ AT HNATRIZHEZEE? NbMIHSFERLE LIRS
RAUBR?

[00:40:04] lan McAllister
English:

| would say two very different people but complimented themselves so well. | didn't have hundreds of
meetings with Jeff Bezos while | was there, but | did have a chance, especially in the development of
Amazon Smile and then early when | started the social team to have some of those meetings where |
wrote the doc and it was Jeff and 10 other people reviewing. The process of doing, even before hitting on
Amazon Smile, it was really kind of a innovation process | guess you could call it, where we had a goal in
mind to increase customers' loyalty to Amazon, their direct traffic loyalty, not in the way Prime did, which
is a paid program, but to try to come up with another program or way in which customers might start
their shopping on Amazon instead of elsewhere. And so | was running the gifting business. | moved over
to the traffic org to try to come up with a new program with no team or anything.

AR ERIE:

2R INEFH M RATEER EAMEIERFMA. RIER) LIBHRHSEH NG VERE, BREST
BHE CESIRTEF % Amazon Smile HiEl, WRSHRABHTENE) SMT 2N, HRIESIH,
AXAEM 10 P ABTIPE, W Amazon Smile 281, BRFLE—POBITRE, BIWEHRESES
HEDBHBHE, DEERERWE, FEE Prime BEAMNEITY, MELMEHI—Mitss, it



EREBYNERBETSHRMASHMMS, SRFAFILAWS, ERBAZRER], TLEERNER
TEHEB it

[00:40:58] lan McAllister
English:

And then | would meet with Jeff Bezos and Wilke and others every couple months and | would profile a
couple different options and use the working backwards process and we'd review some facts. And so
there was a bunch of learnings throughout that process. One, | found Jeff to be super encouraging. And
each time we'd leave one of those meetings, we maybe didn't find the thing in that meeting. We'd talk
about it and brainstorm a little bit, but he would always leave and be encouraging and with a quote. One
time he was like, "Remember, this process doesn't have to be efficient because the prerequisite for
efficiency is knowing where you're going." And then he'd leave the room and whatever. So | found the
rhetoric around Jeff or blowing up or whatever, | didn't find any of that and | found him to be super
encouraging and he found all these times to help train me in the working backwards process.

AR ERIE:

REHRZBRLIASNER. BRRFALE, HIFILLNFRED, 8 “EaIfEE , &K=H
E-EEL, EXPMIBRFRFITRSZ. £—, HEAARKIFEFZEABLAUER . BRZNERT,
BMERNTREES EREIRESF R, HMNFITRHKLMNE—T, EFRNIEIRERMBIIE, HESIB—
BEE. B—RMfttii: “iBff, ITIEF—EESN, ANSRNFRENEMEEZPE,” ASMHMEHF
7o FRUFRRIMINFZEINNKRB SRR Z LN, RTEKBE, RMESHIEZRMA, WAL
HIREE “EEIEE

[00:41:52] lan McAllister
English:

There was a time when | came with a press release for a concept and it didn't have a problem paragraph.
I'd skipped that. And he reviewed it and so forth and he was like, "You know what, maybe if you don't
have a problem paragraph, there's not really a problem." And so it was kind of a little lesson to me like,
"Yeah, maybe that is why | did it. | wasn't really working backwards, | kind of had the solution in mind and
so I'd skipped over that part." So that was one just very specific learning about the process from Jeff. So
Jeff Wilke, | probably learned more from Wilke just because | had more exposure over my time there. At
one point he was my skip level. And | have such tremendous respect for Wilke or Jaw as he was called
internally because he was sort of the consummate operator.

FRSERIE:

-, BHE— T SMHEFR (Press Release) XH %=, BEEMEEETS “RBEE” (problem
paragraph) , EBLI TS, METRER: “MRIERS, MRIFEESREETE, AaRBARAREER
" EFERREE— NIV B8, BIFXRERREENRRE, RENFLEEEMYRRE, KN
FEEEBTHRRAR, FIUBGE T RS XEMAXBEZINXFREN— M EERATNS. EFAK
X - BR®, BME EFRNAEESZ, RAKRER)LBESHNEMESZ, 5 —REEHERERL
gl BMERR (REHMA Jaw) FEEANBE, BAMR— T RENEES,

[00:42:34] lan McAllister

English:



This muscle that I think you learn working at Amazon about being an operator, whether you're ... You're
not in operations, but any part of the business that | think came from him. And | think it was due to him
that Amazon developed that muscle. And | think it's one way that separates some Amazon PMs from
people who haven't worked there in that environment and that continuous improvement mindset. That's
so important. And one of the forums that was a great learning was the WBR or Weekly Business Review.
Or later called Consumer Business Review. So this was a forum where Jeff would lead the meeting. It
would be a series of metrics for different parts of the business. Everywhere from fulfillment to customer
support, to traffic to category teams to programs. And | would present on Amazon Smile there. And the
way he would run that meeting and enable you to get through a metrics meeting for the entire North
American retail business in one hour.

FRCERIR:

HNNFLSHTFENIM “BEE" g&h (TRMEESEEEL], MBLSHERES), RAREEL
HWREEM. FINNERRE My, TIBAEFETXMEE, XUEXDILIH PM 5HMARERBFIFRETT
BRI AR —MMHE, BIEBFMSSCOERIOS, XRXER T, HP—PIFEENFEIHAE WBR (& 11550
B, ERABAEERELSEIR, RRSERFIPIIN, TRUSEINETH—RIIET: MBYEIZEFAX
1, MREFREFANBEZINE. HaEs LR Amazon Smile BB, thEFSINMAREEILIRTE—
NSRS B NEEZE W SR ETET.

[00:43:27] lan McAllister
English:

And the way he ran that meeting would lead all those leaders to build these muscles because you wanted
to be prepared to speak to the variances or trends in your business in a key metric and know your
business and know what you were doing based on that thing. And so just this hour a week of probing and
asking questions and everyone ... There might be a hundred people in that room prepared to answer
questions about your business. And it had this cascading effect that not only was | or the leaders there on
the spot having to answer a question and being prepared, but then | would do the same thing with my
team, et cetera. And so | was trying to build those muscles in my team such that they could bring their
insights and understanding and actions on things in this cascading effect. So that was a mechanism,
which is another really big thing at Amazon that led to all these amazing behaviors.

FRZERIE:

tEFIWNAASISAENTERIL T XMEES], EARBIVESFRRXEISIAAREITEE, 7 7R
A55, HRMERREXESIEERTA. SA—/NERRNER, EEEAER 100 PAESEEXTIRILS
BB, XFFE T —MREAN . ANERHIMIHI AT ELIEEFRIERE, FEIWIHEIEASERFER
EXRo HEAERBENFEILXMEET], it FERR. BRNTHEREAZ. XME—M “VH"
(mechanism), KRBTGS —HIFET NENER, SEETHREXERANTA.

[00:44:17] lan McAllister
English:

And | think a lot of those mechanisms came from Jeff Wilke or he created an environment where they
would be developed throughout the organization and then propagated. And so that was one thing, just
that operational mindset and rigor that being a product leader is not just about building new things, it's
about how well you run what you've already built. And if you're really paying attention to the product that
you operate, it will give you ideas for things you could do to double down on something that's happening
well or to prevent something bad happening. And I think that's been a very key reason for Amazon's



scale. Another thing | really respect about Jeff Wilke, and | think Doug Harrington has some of this as well,
is the notion of a little bit of tough love. And | think that's important and that neither were assholes, but
sometimes, and especially Wilke, you need to get that look kind of like your dad might look over his
glasses at you and be like, "Hey."

FRCERIR:

FINABRZNEELREERREX « B/RE, HERMENET —MNAR, EXENFITERNMERPEUFLHERE,
FRLL, BMHEELSH™EY —BMENFROSE, TUENENEY, 2EEFIEEENRBEERES
. MRMRENXEMEEN™R, ERB/MIR, ILRFEZEMLRI RIFRIMANERN, HE MR
IEFELRYE, BINAXRLESMEAT KWXRER, XFAX - B/R%R, RIEEEENS—4F (FE
Doug Harrington thEX—sm) B “HEEE" (tough love)s HINAXREE, MIEHFEEE, BF
BN (THRERR), (MEEIMIRS —MEIIREEIRELAFEEMR, #H: 187

[00:45:15] lan McAllister
English:

And so | think that was kind of the vibe that you would get. It was professional, it was respectful, but
sometimes everyone needs a little kick in the ass and | think that was something, but it almost builds
more respect from him and just incredible leaderly behavior, which | really respect and | try to model and
| try to do the same because | respected it so much. And then | guess the last attribute of Wilke, which |
really saw was teaching. And it wasn't just saying this is the right thing or this is what my decision is in a
meeting, but teaching the why and the pattern, the mental model that informs him to think this is the
right thing. And so | think he was just great at teaching, taking a moment. It might just take 10 seconds in
a meeting to teach.

AR ERIE:

PBRBMEBRZINTE. ERTUIHN. BEN, EENEGIATRER “‘B—TRER . XRMiLENMWE
MEE, XB—HLARRNAFSETH, FEBREHAZ RN BRENKE—THERE “BF . t1f
INBEZ LR "“XREMRNE" = “XBRORE” , MERIRERN “NHA”  RINUNS|ISHMHEIR
ERBL4RE, FToANMIFRERET, PHIAZREZIWNFE 10 R ehatEl

[00:46:01] lan McAllister
English:

And that's something that I've forgotten at different parts of my career, especially as you get more
experienced and you know the right decision to do and you know what you want, whatever, that may be
the right thing, but | think you'll have a lot more lasting effect if you could abstract it to a degree and
teach the lesson. Because then that person will hopefully learn the lesson and can apply it to a bunch of
future situations and also understand the why more. And it helps them sometimes disagree and commit
more so than just being given prescriptive advice.

FROCERIR:

XERTRUVEERAMEENETIENER. LHEIAMEREREFE, NEMFAZEHINRAE, FER
CREMFAN, BEETLTARENN, BNRIFEFEMBRUHERER, MREFHARTSZ. AAXEXNAR
REFEIARA, HEHENAZRENESMERD, B tIERREE, XABFMi1gE “®RESENHHIT
(disagree and commit) , MARNUIEZIES,



[00:46:33] Lenny
English:

Sounds like it must have been an incredible experience learning from these two. Thanks for sharing all
that. | want to get to the working backwards stuff. | feel like we've talked about this a lot. We've talked
about this on other podcasts with other guests. | feel like people understand the general idea. Yeah,
Amazon works backwards. They write a PR. Maybe there's a six pager thing they do. But | feel like there's
not a lot of, here's how actually do this thing. And so just to spend a little time on this, when you see
teams trying to work backwards and be like, "Let's work backwards. We're going to be like Amazon.",
what do you find they do wrong when they're actually trying to implement this idea of working
backwards? What's the most common mistake do you find?

FROCERIR:

IFEEREAXMAUF S —ER—RARRNNEN, BSNE. HRUH “EaIEx" . REFRINELNT
RZEXT, THMBEFEHREMERRES. AXMNFHHREARRT: B0, ISRXRAERIIEL, WI5H
E# (PR), FIREERE /NN (six-pager). ERERF/XT “BEEAHM BIRBETHAZ. FLL, HEE
BEFASHEAIES R “HRNEERIE B, REARMIIESEFRRITHRBE S HERXN? REIHE

iXEA?

[00:47:11] lan McAllister
English:

Well, working backwards is all about the problem and starting there and obsessing about the problem
and being guided by it to then go into the solution. So when teams that do it wrong is they don't do that.
They don't work backwards. They have something they want to build. These things look similar. These
two technologies or whatever. We could combine them and then do this. And if you say we could and it's
not grounded in a customer or customer's problem, you're not working backwards. And then you may
use "the working backwards process", but you already have the solution. And so you're adding the
problem after the solution. You're retrofitting the problem, retrofitting the customer. And so that | think is
the number one thing is that they don't get the importance of truly starting with the problem that you're

trying to solve and being faithful to that working backwards from the problem.
FEiE:

i, “SRIEE BZOETEZE—MNEEFR, FMRFEE, HEDES|SMEDRRET R, HISF
BRI IE R BB — R TRBEERRE, MIRFEELE 7TRMIARA: XERBAEERREER, XK
DU AR UG SR T MRIRW T UEX A , BEARETEAREFFANEE, ARIRFEEIR
mEBE, REJEEEATENEN “EaIfERiE” , BRELETER. MEER TRRALRZEBEH—1F
2, BEHIEERMERNEMNEF. HINARZOBNREE, 1128 RIREIEEMMIRERRAR) S % H
BFZRERNER T,

[00:48:03] lan McAllister
English:

When [ first started at Amazon and community, we had this business of automated merchandising using
community content, and that was the core thing we were doing is to grow that. But there was this Jeff
idea that a team was super excited about. Because | think in some meeting he'd kind of sketched it out or
whatever. And so that there was already all this momentum to build this thing that was actually a Jeff
project, but | should have known at the time, in hindsight | do, because the name they had for this project



was ASIN to ASIN linking. And ASIN was the identifier for a product on Amazon. And so it was kind of this
not working backwards idea ultimately of if you could link to products by a subjected attributes and then
you could build a feature around it that allowed customers to vote on these things and then it would be
kind of ...

FRCERIR:

HENMAL SIS, HMNVZOLSEFAHXATHITEDUEHR, YRE-—IRKELHNE
%, BRAIEENE, AAMERRSN EO#HHTEE, FREARINKTEHMEMEX D “NXIME” . BFK
YRAZFIRE (RERBERRER), XTHBERNRFM “ASIN E ASIN ##1%” o ASIN 21 3B EmEIM
— 1R XA EMAR—MERIFREE: MR LEIEMBEEE™m, AREXEHE—II
RELLEFKRE, AREMITA

[00:48:50] lan McAllister
English:

So in spirit, it really wasn't working backwards. But the team was all excited and so we eventually wrote
the press release and we did it. And it turned out, it wasn't successful. We ended up shutting it down later.
And so | learned a lot, this was the first year or two at Amazon, about using the working backwards
process but not really working backwards. And so that's literally, if I'm reviewing a working backwards
press release or fact, or even talking with someone about a new initiative, my brain is wired now to not be
able to process any information until | focus on the problem and the customer. And then once we start
talking about that, then | can engage and literally work backwards to say, okay, how do we solve that
problem? And what's the most elegant way to solve it? Or if there's three problems, what's number one or
two or three? So it's probably a gap in me that | can't process information without working backwards
from the problem, but | find it to be helpful when people do that.

FRZERIE:

FRUMKEHEHSE R L, ERTEZEEIME. BEARME, RINEXS THERHLRET. £RIEA, eHF
B, BAERBEXET. FLIBNH—REE, RFETRZSXT “ERATERIEARREHRELEY
mEZ” Nl B, MRFETFE—DERTNHERERELXY, BEERRMEAKE—THITL,
HOAMEZTR T —MER: EXERNEMEFZE, REELEEAERS. —BHNABITIEXLE, RA
BN AHEBEEMZERRE: (789, RITNARRBNRE? RMBOFERGERTA? MIRBE=EE, Rk
R EAERY? XATRER RN —MBLRFR, BIANEBE LKA ELIEER, BERAMIANXEHMES, #SE
FEBE,

[00:49:47] Lenny
English:

There's two parts of it. One, there's the concept of working backwards from what you're trying to
accomplish. And | still absolutely do that with my teams as well. What are we trying to accomplish for the
business or accomplish for a customer and let's start there. And if they have a problem that is interfering
with their ability to be profitable for their ability, if it's a business customer or it's a customer trying to
accomplish a goal, starting with that problem. That's different from the working backwards mechanism,
which is the press release and the FAQ, which was the mechanism that Amazon used to enforce working
backwards, which | think is effective. And I've tried to teach that and write some posts about with
templates and things like that because it's a great way to start of the press release has a paragraph about
the problem. That's what you write.



AR ERIE:

XBERPMED. F—, EMMEESIHNERHA#HITERBREOBRES. HEATENPREXFMY: )
BRNSHEFRLIMAABIR? ILRNMBEFG, MRMIERT BREM AR BRI, FLMIBRE
AR, X5ZEEIENSG (BNFET PR AE REAEE FAQ) ERER. PR/FAQ RIS AKRHIMIT
FErRBENNH, HUANFEER. RUZHBRX—FZE, AF 7T -EHERRNIXE, AAXZE—NMREF
BYFFE: MERESME—RE ERRE. XMEMESHAS.

[00:51:00] lan McAllister
English:

And then you write the solution paragraph and then the customer quote. And then the fact which is is
there a legitimate plan to succeed? So if you don't have that muscle to work backwards already and your
team, it's a great thing to try, but that's not the only mechanism that can do it. And eventually if you do it
enough and you build that muscle to work backwards, you can do it in any number of formats, whether
it's something in a PRD or some other way. But the key is that you don't think what we could build, you
think about the problem and then the solution that solves that problem.

FRSCERIE:
EESHMRAERE, ?*FE‘%?FQIE“O BEEELZS (FAQ), BN: EFE—MESEMMINITRI? tNRIRM
FPNEEERIIETEREENEN, XE—MEFNZIRTE, BEFEH—NNE, 8L, WRIRMEEEH

%, BieTXMEES, ﬁFEJL,(FHEﬁﬂéiﬁ;E%%‘dS, TR mB R (PRD) E2HMA. XEETF:
FEE “FATAIUBRAA” , MBEE “RERMHA” , Uk “FRZEIENGRZMA" o

[00:51:35] Lenny
English:

Got it. Okay. So the press release is not core to it. It's like a trick to get you to think about the problem
you're solving. It's not how you plant announce it.

FRZERIE:

BBAT. FRUERHAAZEZD, EEGR—MLRBEFRBREZN “NKI5" , MARIREELRHmi
Vo= v

[00:51:42] lan McAllister
English:

Yeah.

FRCERE:

=0

[00:51:43] Lenny
English:

Interesting. | never thought about it that way. So when you're doing this process at other places outside
Amazon, say you're a product leader that's trying to ... | want to improve the way we think about product.



What is it that you suggest they do specifically? Is it write out, here's the problem we're solving? Is there

more to it? What would you suggest there?
R EIE:

B, IMEXAET. BALRELIHUSMBIGRITXNREN, RIRMEB—BFn0SE, BEN#H
FAREF @A, FIBNMNEEEAMN? B5E "IRERNEHRANRR" 5? FEEZSHATIG?

[00:52:02] lan McAllister
English:

If it's a blank slate, truly, you could certainly use the working backwards process like Amazon does with
the internal press release and then the fact and so forth. So that's fine. But a lot of companies have a
different way they go about it. Some companies are very much, it's slide culture and presentations and so
forth. And so as a product leader you could think about what you do with your team and what you do
upwards or across. And so you may have the latitude to use any process with your team. And I've done
that at some companies where using documents and if they're supportive of the team and they recognize
the value of that, like, oh actually this is good and this is a great way to write things down on paper and to
have better information content and richer discussion that oftentimes | think people will find that versus
a slide with a couple bullets is not great. Then you can build that muscle.

AR ERIE:

IREMNEMNEFR, MEer UELSHBFERAEHERFM FAQ FEm ILIFAE, XgfH, BRZAQ
BERERNX K. BERARIFEHR “AITAXNK MERXR. (FAFmASE, RAIUSEERPREE
aff, ARgn{m LR EESER ). EEIAAER, RAIEENEREMARRE. RE—LEQRAIHIEAX
1, RFIFHTIREIENE (LLNRIEEREER LREMHEFNERABTNERANITIL), s
EMZLERBNANERNLITRFES. ZEIRMAERIIEXMEES T,

[00:52:54] lan McAllister
English:

And I've found it's a great way to teach and use those to dive deeper into product. But depending on the
organization you're at, that may not wash to train your senior leadership to use the process you want to
use. And so then it might be a matter of finding the opportunities to try something and saying, "Are you
open to doing something this way?" A review of a doc instead of a review of a whatever. So that's a little
separate than just working backwards, but | think you just have to acknowledge the environment you're
in. And also, unless the organization has a specific format to do this. If it does, you probably just need to
use it. Different leaders process information, different ways. You may find one format's effective with your
leader, but another one to educate a broader organization. But it's very company specific. So despite
what | might want to do, I've just got to recognize that | have more leverage down with my team versus up
Or across.

FROCERIR:

HEAMXZHFZFNRANRN T mVEES R EERTIRAAENESR, 4R ASERIMEENRIZAEET
T8, FAIUXAREFREIHNZERR, e “RMIBEREEAXMANG? » AXETEABREMTR
B E, X5ERTIEEASEERE, EBROTFINFRLNIFER, FRIFFARABRENBIER, NMRE, K
AIREREEET, FRNASELRERNANRE, MAESZAMEMBIANMIASER, ME—HHEAE
BEHEENMA, XFEERRATAE. FIUREREE KR, ERLNTIRE, HTERMBIZEA
AT _EREESER I EBIR o



[00:53:51] Lenny
English:

Is there a template that you use consistently? Is that something that you've published of how to frame the
problem, how to frame all these other elements?

FRSCERIE:
55 EI—EEANER? eS8 T XFIERERR. NERTHMBEENIER?

[00:54:00] lan McAllister
English:

I have shared posts on, | know for sure LinkedIn and | probably should put it on the newsletter, on my
newsletter, that's a working backwards template and some posts about how to do the process or tips on
how Amazon does the process. And so I'll make sure to put those up on my newsletter as well. And the
template's free. Obviously anyone could just copy it and grab it.

AR ERIE:

T Linkedin EREE, HEVIZIBERERNHEEN (Newsletter) Lo BBR—NMNERIIEERR, &8
—EX TN RITIZAE I SR NIRRT, RIMWRIEXLELEIFB Newsletter £, RIREREH,
ERIAE R IAE BIER,

[00:54:19] Lenny
English:

Awesome. We'll link to that in show notes. Definitely send that to me after we wrap this thing. And | was
going to ask, does Amazon work backwards on every product they work on/do you suggest working
backwards in every feature and product?

FRZERIE:

KiET, RNSBEFEBRETENRE, RG—EBERGLTK. HEER, TIRENE— " mElxRAER
TEAS? R E— N IREM ™ mER X g ?

[00:54:33] lan McAllister
English:

| think there's some scale below which it doesn't probably make sense to do this process because there's
a little bit of overhead to it. But | think if it's a new product, absolutely. And I'm sure there's some at
Amazon that don't use the process, but in general that was the way and often enforced that you need a
working backwards review. Ideally that would happen at the outset, but sometimes it would be added
later. And yeah, | think it's a great thing whether you use the mechanism. Again, it's a great template to
start with and use if you have the flexibility to, but I think it's also possible just to have the spirit and to try
to be true to the spirit of working backwards from what you're trying to do for customers and what
problem. That's the most important thing. The template is just a mechanism to help ensure that
happens.

AR ERIE:



FIANMERER), BXNRIZAEEEN, AACE-—ENEEFH. BNREHN"m, BWNIZM. K
HEELIHASEEAREAXNRRE, E2HRE, XBERAN, MERBERBHERHAT “ERIIF
WET . HERABRT, XNZEMEARI#HTT, EEREITERRM L. HIAATRIREEREAX MG,
EEE—HEE. MRMFERENE, EB—MRIFNERERIR; BERMERBER, REFEH “MNERFRMNA
%" BN, BHKRARRERN, BRIRIAZHRBHZHBIIE.

[00:55:18] Lenny

English:

Got it. You mentioned a review. What is that? Working backwards review?
R EIE:

BAAT, fMEET & . BEAA? EEIIETEHD?

[00:55:22] lan McAllister
English:

Well that would just be a meeting with leadership or other folks to review the concept, review the press
release, review the FAQ and ask questions. In some cases that would be the gate to approving it. That was
the case with me and Bezos before we went off and built the team and launched Amazon Smile is | would
do these reviews about different concepts and that was the one that we green lit. | mean that's often the
case. It's also just a great way to educate other people about what you're trying to accomplish. Ground
them in the customer problem and solution. And the FAQ is a whole nother concept. It's about the
legitimate plan to succeed. One other thing that | use, | got a chance to have lunch with Jeff Bezos. It was
probably back in 2008 or something like this. And | asked him, "What's your criteria for investing in
something new?"

AR ERIE:

PBEHLMESASEXHMEXARAS, TEHES. FEHN FAQ HiRiE, ERLBERT, XZRGHERN
“XE o BMDMEERTEAERAFH A Amazon Smile ZHIFLRIXH: Bt W REMBSEITIFEH, M
RHENRAHEN—T. XBEBERHEEFMWATREERNENS, LR TERREMERGE. FAQ
BRI, EXF “GEOINITY o REE—E: AHIE 2008 F, HENSMIVEHLHFE, RKiD
ftb: “IRIREMEYRIRERTA? 7

[00:56:09] lan McAllister
English:

And he said, "Well it's three things. One, is it a big idea? And then second, is it something we should be
doing?" So if maybe you have an idea, if you have this new way to extract oil from shale, is it a big idea?
Yeah, probably could be a big idea. Is it something Amazon should be doing? Probably not. And the third
test, is there a legitimate plan to succeed? And you got to have all three of those things. And | think the
FAQ part of the working backwards process is that early stage legitimate test of whether this thing has a
plan. Because you could have this internal press release or big idea or big idea for a solution, but the FAQ
basically says, okay, I've thought through the internal components or the finances or the key technical
hurdles or whatever. And so that's one that's not written about as much, how to do the FAQ, but I think
it's another way to build trust that you've been thoughtful enough given the stage of the product to
deserve the resources or deserve to move forward with it.



AR ERIE:

fibit: “B=x: F—, ER—THANERG? £, eBHMNZMHIERD? 7 LIRE—TMAIES
REVE MBI E, XEEKREG? R, EXRISHIZMEIER? FJERZ2. F=Mli: 2561518
BYBRINITRY? RBAENASEX=R. FIANNEEIERETH FAQ &7, MEX “BEAIHY” HWRHSGE
MR, EARAIEEE—MREHERE—MEANBRS WA, B FAQ BXLEEN: ¥, RELES
ETARBAN. MSWRHKXBEAEREFS, XTUMAE FAQ INERS, ERIANNXESZ—MEILEEN
A, EREFRISAMRIMELEESEBREE, ERRTRRILSHEH,

[00:57:03] Lenny
English:

That's awesome. | feel like most PMs listening to this are going to be like, "I always start with a problem.
I'm always problem focused so I'm working backwards. So I'm good." Other signs of just like, no, you're
not. You think you are but you're probably not doing this well. Is there a symptom of you're not actually
doing this correctly?

FROCERIR:

KIET, HRERSHIAR PM ATRERIE: “HEBMEER, HERXERE, FRURMEEERIRE,
HREE,” BRBETATRERA ‘K, iHed, MRAZREUANEMR, EELEEAE ? BREFAER
RERBAE SIS ?

[00:57:23] lan McAllister
English:

The most common thing that | see that tips me off is when they talk about something, there's different
pieces in the pantry and we have these ingredients, we could put them together, we could add these two
things together and make a meal out of it. And so it might be a technology, it might be a service, it might
be two different things or the building blocks are there and what's enabled if you add these two building
blocks together is something. But that's not really working backwards. It may be true that there's some
leverage or some benefit from the company having these technologies or assets, but that to me is often
the first step that these two things look similar. We combine them and it's all goodness in this new thing.

FRCERIR:

HREINRELHN. SBULRIZETHTRE: SMITBECEGSN, mEEH “EREEEFAENEM, &
MEXLERE, ZITALUBENAGEIE, M—WR" . XATEE—TuxA, WA —miRS, HER
MERRA, RERRBWER, MREXWMIBRRINE—E, MEXRMETIhE. EXHFEEENYE
B BANEHEXERARETHLAIETREMTATFRASRE, BERER, IRE—FIE "XH
MHRAEEXRRE, RIHBENEGER, MAASERE , BEEMAZZEEIIE,

[00:58:09] lan McAllister
English:

So if you start talking about those things or the technology, | think that's a likely case that you're not
really working backwards as opposed to the opposite is if there's a customer problem that feels
compelling even before the solution, yeah, that does feel compelling. And just like with every startup out

there, probably a lot of the pitches are there's a big audience and a painful problem and it's the painkiller



versus the vitamin thing. And then we have a novel way to solve that. That's kind of working backwards.
But more often, especially in a big company, you'll have all these ideas because you have more
ingredients in the pantry of ways you could combine them and try to feed it to someone but may not be
working backwards.

FRCERIR:

FREL, MNRMFFARBEXEMENRAIEA, RAUGGHLIEEEZRIE. Bk, IRE—ITFFRHE, &
EREDRHRZAMILAZFIFERTE, BARHH. MEFMENMEIAE—F, REFWIHTHHBIR:
XEARANZARM—MREEE (B ‘bR ik “@ER" [HE), ARENE— AR %o
XABEEIE. BEARRE, MEFZIBERZEE, FHAMRY “HEE" EEEZ AV, RAULUBENA
BIEEHRBITIRGRIA, EXAEHAZEEIF.

[00:58:56] Lenny
English:

Awesome. We're reaching about an hour chatting and so | want to let you go. Before we get to our very
exciting lightning round, is there anything else you want to share on anything we've chatted about?

FROCERIR:

AET. HMNEEWMTR—NNHT, HEEER. ERMNENFEREHN WERZE FHZE1, TR
SHERAR, MREEHABSENG?

[00:59:06] lan McAllister

English:

Let's see. No. | mean | think we covered a bunch of good ground. It's been fun, but nothing particular.
FZERiE:

AR, 2B 7. BEERNELRETRETENET. SRAC, HTARIIEHTHT,

[00:59:11] Lenny
English:

Okay, great. Well then we've reached our very exciting lightning round. We've got six questions here.
They'll be pretty quick and easy. Whatever comes to mind, share and we'll go through them relatively
quickly. Sound good?

FRZERIE:

YFEY, KIET. BREMNHNEEHANRREZFRT, XERNNENE, FEEHRRE. BEFAMBRFA, i)
ITFLRR, EEF TI3?

[00:59:22] lan McAllister
English:
All right. Let's do it.

FRCERIR:



YFHY, FFUEPE.

[00:59:23] Lenny

English:

Let's do it. What are two or three books that you've most recommended to other people?
R EE:

Fig. FRANABEERZHNR=ABEMA?

[00:59:28] lan McAllister
English:

| say Getting Real by 37 Signals and it's specifically the chapter on epicenter design. I've shared that
many, many times. You can link to it. That's definitely the most thing I've shared. For fun, The Wool
Trilogy by Hugh Howey, he's probably my favorite author and a great series. And then for learning, just a
recent one that | thought would be super fascinating was Energy and Civilization by Vaclav Smil. So it
might not be on the best seller list, but | thought it was interesting.

FRCERIR:

KM 37 Signals 5BY (Getting Real), #F3I@XTF “BHigIt” (epicenter design) HH—=., HHZEI
THOR, R EE, XENERIEREZHN, HEMIE, #%F Hugh Howey B (FELKIE) (The Wool
Trilogy) , MPAIRERERERENRNIER, XARVIEEER, FINE, REFT —FTHEREBREANS, B
Vaclav Smil 89 (BEJRSXBE) (Energy and Civilization), ERIREREMHEBE L, BHRINABREE,

[00:59:55] Lenny

English:

What's another favorite podcast of yours other than this one possibly?
R EE:

BRTATNE, FEEXRNBEZEEH?

[00:59:59] lan McAllister
English:

| think How | Built This is really interesting just to decompose how interesting businesses and products
came about. And then just because of my work, EV News Daily is a daily digest of what's going on in the

electric vehicle space. So that's a very good use of my time, five minutes a day to get up to speed.
R EIE:

¢5i1§ (How | Built This) FFEEE, TR TARLEEBH SN~ RIWNERERN. SIMNEATEXR, K
2= (EV News Daily), ERBEHSFEMINEARE. SRELDW T RBRENDS, FEER.

[01:00:18] Lenny



English:

Very niche. | love it. What's a favorite movie or a TV show you've recently seen?
FREiE:

EBEH, BEW. MTREEINSRERNELHBRRZTA?

[01:00:24] lan McAllister
English:

Yellowstone. That's definitely my favorite. Can't wait for the next season. Montana's my happy place,
although I'm probably the kind of person that they rail about in the show, so it's kind of ironic. And I think
the movie was Everything Everywhere All At Once. | love movies that are not predictable and | thought
that was just very creative.

FROCENIR:

(&EA) (Yellowstone), BHERNRE, FANET—FT. SAZMNESENEN, BIAFKFTEEIEZRIEH
EiwEISHEBEAN, XBNRBN. BENIE, KREEE (BELFH) (Everything Everywhere All At
Once)o HEMAAFUNNEE, KUFEIFEROIR.

[01:00:40] Lenny
English:

I'm shocked by how many people on Yellowstone die. That show is just murder left and right. | was not
expecting that on a ranch oriented show.

FROCERIR:
3 (ER) BRTBAS AREIER BPEHRZMERZRR. RELBE—HXTHRIINEIZEXIF,

[01:00:50] lan McAllister
English:

It's a harsh environment.
FRCEIE:

R TEBERIIF R,

[01:00:51] Lenny
English:

Quite harsh, turns out. Especially if you mess with the Duttons. Next question. Favorite interview question
that you like to ask.

FROCENIR:

ERIERHLRAL, CHRYMEETERRE. F—NuU#: ReEREnmidp@EEta?



[01:00:58] lan McAllister
English:

When I'm coming out of left field, | ask people at this stage in your career, what have you learned about
yourself? How are you different from other people? No one's prepared for that.

FROCERIR:

YHRBBHAEREN, HER: “ERRVEENXIMNEE, MYBSETHET#? REHMABTAT
@7 ” RABETRIEIX R,

[01:01:06] Lenny

English:

What do you look for in their answers?
FRCERIE:
RABEMMIINEZFRIREIFA?

[01:01:08] lan McAllister
English:

I don't know. There's not one specific thing and there's no right answer, which maybe makes it unfair, but
just maybe a little self-reflection and maybe they will have understanding their strengths and that might
be a good bit of self-awareness about what makes them different, where they can harness that and that
makes them a better PM or engineer or something. And so that's kind of what I'm looking for, but there's
no set answer. It's more just to throw them off balance.

FhSCERIE:

BEAHE, RERENNE, URETTEER, XABARFIAT. ERFEREE—RBERRE, Wift
MTREECHNE, XECHRSHEEFERNINR, MENAHNBAXERFRILE SR AEFE PM ST,
XMERBEN, BRBEEER, BEZEN TITRMAIIFCEN L.

[01:01:32] Lenny

English:

Interesting. Favorite app right now.
FRCEIE:

B, MERENRB App Bft4?

[01:01:35] lan McAllister
English:

It's probably not too interesting, but to be honest, YouTube. It's like the eighth wander of the world and
just every day I'm amazed if | want to learn about something new. A couple summers ago | had some time



off and so | basically taught myself how to do woodworking and built a kitchen and other stuff. And so it's
just like it continues to be this resource and this jewel that helps me grow and learn about anything.

AR ERIE:

AIRER T AHE, BEXY, £ YouTube, ERMGEIHAE/N\KRFT, SBREMBACEBIHRAMBEIRT.
NEMNEXRFERTNE, HEXELEEEFAT, XFFHT —EFBERENAEMKRA, E—HEE—TE
B, HBIRMKHFSIEAFRE,

[01:01:58] Lenny

English:

I imagine some people are watching this on YouTube right now.
FRCERIE

KABMITEEE ALET YouTube L& XEG ST,

[01:02:01] lan McAllister
English:

All right.

R EiE:

o

[01:02:02] Lenny
English:

| just read a story about an Olympic javelin thrower who learned how to do this watching YouTube. He
was somewhere in, | think maybe Africa. He had no coaches around and he just watched this one other
javelin guy that just shared lessons on how to do this and became incredibly good. It's insane.

AR ERIE:

BRRE—MHE, #—RIZSITEIEEHEARE YouTube ZRH, fiHEIENER, FHEEHRE,
FIES— T DEMCHENAE, REEF/RELE, XKET.

[01:02:18] lan McAllister
English:

And | mean, I'm old, so | didn't have this when | was growing up. | remember going to the library and
sending away for a brochure in the back of a magazine and things. Learning was not so easy back then.
The internet obviously was a huge resource and is, but then YouTube as well to see somebody do it. It's
also interesting to see somebody live. So anyway, I'm a fan.

FRZERIE:

B, RFELKRT, HAKHNMRAISXE, RISEURNBEERIE, EBFEEZRNRTEENNMIFZ
K, MERHRFITEXATZ. BEEMEAZR—TNEXRIZEIR, M YouTube iLfREEFIRBEFIAREAM



B, XIFEEB, B2, BREEHHL,

[01:02:40] Lenny
English:

Final question. Who else in the industry do you most respect as a thought leader, someone you look up
to?

FROCERIR:

RE— 1R ETEA, RSN, (PREBETMSIE?

[01:02:46] lan McAllister
English:

| say Gibson Biddle. | think that he is one, just tremendous amount of product experience that | think is
valuable. | respect the fact that he takes the time to share it. He doesn't have to, but he does. And he's
also a great communicator and he invests in being ... You can tell he measures [inaudible 01:03:02] of his
talks and things like this. He's invested over his career to be a great communicator. So | think he's a good
role model for me and | think for others out there.

FROCERIR:

=i Gibson Biddle, B7E, tABMREFERTEN~mER, RIFFEEMERENBOEX—K, it
ERBXE R tEE—NMEANEEE, MAIUBLMEERSFHERANTREE. MEERNRIEES
RN TRA—RBNFEEE, TANMERK. BEREMANGTER,.

[01:03:11] Lenny
English:

That guy's a force. I'm happy that we've had him on this podcast. I'm hoping that everyone eventually,
that people mention in this question we end up having on this podcast. So that's great to check. | also
love Gibson. He's got a great newsletter. Askgibbs.substack.com I think. lan, thank you so much for being
here. This was amazing. | really appreciate you sharing all this wisdom with us. Two final questions.
Where can folks find you online if they want to reach out, learn more, and how can listeners be useful to

you?
FRSCERiE:

BMAREEMA. REMEMNEMLIXNMER. REEZRAS—INEXNAEPRIREIIAERER LT
B, FEMWEEIX Gibson, MY Newsletter [R1%, 17 Askgibbs.substack.com. lan, JEERFREER. X
PINEXFER T, FBBMRSHRNMNAPEXLETRE, RERNMIA: NRAREBKAMKTHRES, LU
BHREMR? RARIIBE IR A?

[01:03:38] lan McAllister
English:

Yeah, | guess Twitter's a great place. So lanMcAll, I-A-N-M-C-A-L-L, is my handle. And then I've started a
newsletter. I'm not that frequent to be honest. | have a lot of good intentions and a bunch of ideas.



lanmcallister.substack.com. And that's something to connect and feel free to subscribe and hit me up on
Twitter if you have ideas for posts or questions. And if | can answer in a tweet, | will. If not, | might put it
on the queue of things to write about. And yeah, thanks for having me on Lenny. We were talking earlier
about writing or doing other things and the value of that is just making connections with people. And so
that was what | was one, just to reconnect with you is awesome. And to whatever extent | get a chance to
make new connections in the world, that's a good thing.

FROCERIR:

A Twitter @ MFHtS, BHKSE @lanMcAll, S5MEF T — Newsletter, ZLIREMMERS, EFE
BRZEZEMITR, MR ianmcallister.substack.com, MiBITiHE, MBIRAEXZRINEEH, AJUE
Twitter E3 . MRBEPEXEE, EMEREE, NIRRT, BIEEIIANEEITL. Lenny, HE{REIF
o BIZzaESEREMEBHINE, HEMBEARILBKR, EBNREMBER LXET. BieEFALE
EL, AEENSEER EEIRNER, BE—HTSE.

[01:04:25] Lenny
English:

Amazing. And we originally connected over that piece that you wrote, so it all circles back 10 years later
maybe. Thanks, lan.

FRSCERIF:
XET, BIRVEREATRENEREXEABIUBKEREMN, Fr 10 EEX—IXEE T RS, #H§R, lan,

[01:04:32] lan McAllister
English:

All right. Thanks Lenny.

R EE:

4FHY, §135T Lenny,

[01:04:34] Lenny
English:

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

show at lennyspodcast.com. See you in the next episode.

AR ERIE:

BRI, IREREFEEHEANBTENE, AJLUE Apple Podcasts. Spotify & EIREIER N AT
ATEH, i, EEERABINNTHOHXBTITIL, XEMAMBHEMIARLINXNMERT. B UE
lennyspodcast.com #EIFIEFHITTER TREZES. HRITTHHEL,.



