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[00:00:00] Itamar Gilad
English:

You fake it, you do a fake door test, you do a smoke test, Wizard of Oz tests. We used a lot of those in the
tabbed inbox by the way, one of the first early versions was actually we showed the tabbed inbox working
to people. But it wasn't really Gmail, it was just a facade of HTML and behind the scenes and according to
the permissions that the users gave us some of us moved just the subject and the sender into the right
place. So initially the interviewer kind of distracted them and then showed them their inbox and then the
top 50 messages were sorted to the right place more or less if we got it right. And people were like, "Wow,
this is actually very cool." But it gave us some evidence to go and say, "Hey, we should try and build this
thing."

AR ERIE:

fRAT L &R, LbaEERITIMIRX (Fake Door Test) . BMEMIX (Smoke Test) HELZEFWERMIE (Wizard
of Oz Test, 1ERIHERRZEEMNN, FHEILRATIIRME) . IREH—T, HIMEM Gmail 2L UWHHE
(Tabbed Inbox) BIAEFRATXLERE. RTNEREAZ—, LR LERRIMNPABFREBR T — 1 EEEITH
DEKHER. EBHFREERN Gmail, FE—MHTMLIIINE, EEESRIERFPEFEIAR, FHITHPH
— L NAFhE B E M A AR ERNMUE, FIURY, FRRIERSSBMNIEERS, RAERM]
BRWGRE, WMREEEMRINE, 5l 50 ZFEESAMEORIERS, AMINREE: “FE, XEMNR
fg.” B THRNDEEER: 18, BN ZEAEERFLZX I8

[00:00:43] Lenny
English:

Welcome to Lenny's Podcast where | interview world-class product leaders and growth experts to learn
from their hard won experiences, building and growing today's most successful products. Today my guest
is Itamar Gilad. Itamar, is a product coach, author, speaker and former longtime product manager at
Google where you worked on Gmail, identity and YouTube. He also just published an awesome new book
called Evidence-Guided: Creating High-Impact Products in the Face of Uncertainty. Itamar, has an
important perspective on why and also how you can push your team and organization from an opinion-
based decision-making process to a more evidence guided approach. In our conversation, Itamar, shares
a number of very practical and handy frameworks that do just that including the confidence meter,
metrics trees, GIST and the GIST board, plus his take on how people often misuse ICE for prioritizing
ideas. Also, how you could make your OKRs more effective and so much more. Enjoy this episode with
Itamar Gilad, after a short word from our sponsors. This episode is brought to you by Ezra, the leading full
body cancer screening company.

FRCERIR:



YOERE Lenny RUHER, EXE, REXFHARNBEE~RASEMEKER, FIMITEIRIFELZHIER
WL, THRMEMNSWNEITENEKESERNSm. SRXNEER Itamar Gilad, Itamar @— ™= m#H
&, ER. BEHE, BKHTE Google IBEF~REIE, 3T Gmail. FMIAIE (Identity) # YouTube, R
NI T —AFEBEHENHB, 8H GHESH: EFHEMREESEMAN~m) (Evidence-Guided:
Creating High-Impact Products in the Face of Uncertainty) . Itamar 3t F R ABHEGH. URINEHEHIRE
FPAFIAALRM “BFRIN” BRRIEER “BFIHE NAEEERZNILE ERIMNNIIEF, Itamar 5
ETTZEETABFERENESR, 81EE 0382 (Confidence Meter) . 181 (Metrics Trees). GIST #&8UA
GIST &R, IIMEEIXET AMTEEHITR R HFIEEIRA ICE RENE R, EF LR OKR B
BENEE, ENRRBENEENEE, BREXIRS Iltamar Gilad 3iE, FERMENESSBERE QR
Ezra B&Bf,

[00:01:49] Lenny (Sponsorships)
English:

| actually used Ezra, earlier this year unrelated to this podcast completely on my own dime because my
wife did one and loved it and | was super curious to see if there's anything that | should be paying
attention to in my body as | get older. The way it works is you book an appointment, you come in, you put
on some very cool silky pajamas that they give you that you get to keep afterwards. You go into an MRI
machine for 30 to 45 minutes and then about a week later you get this detailed report sharing what they
found in your body. Luckily, | had what they called an unremarkable screening which means they didn't
find anything cancerous. But they did find some issues in my back which I'm getting checked out at a
physical next month probably because | spend so much time sitting in front of a computer. Half of all men
will have cancer at some point in their lives, as will one third of women. Half of all of them will detect it
late.

FRCERIR:

SERLMER, HKRMFLTE2BREAT Ezra IR, X5BWELX. ANREFMT TAHRFEDT, &
HIFBFHFHEEFRERK, ENBGRERTEAATEIENMS., ENITIERIER: (RFLE, FiFHEH
R MBI EENLAEX (Z/EIRAILEHEE). REZEIEIR (MRI) HERER 30 21 45 0%, KL9—F
&, MMEREI—MIFARIRE, PEMNEMERLZRNER. FEHNE, HNHEERKMITN “TFRE"
(unremarkable) , XEKEMITIERMEMEELR, BHINTHELANTHREBH—LEHE, RTFTTMES
NP E—IHE, XAREEARLEEMAIHREAKT. —+FHNBUEN=02—HLETEESFPHE
PR =E LEE, MEP—FHALRAREL KRBT

[00:02:40] Lenny (Sponsorships Continued)
English:

According to the American Cancer Society, early cancer detection has an 80% survival rate compared to
less than 20% for late stage cancer. The Ezra, team has helped 13% of their customers identify potential
cancer early and 50% of them identify other clinically significant issues such as aneurysms, disc
herniations, which may be is what | have or fatty liver disease. Ezra, scans for cancer and 500 other
conditions in 13 organs using a full body MRI powered by Al and just launched the world's only 30-minute
full body scan which is also their most affordable. Their scans are non-invasive and radiation free and
Ezra, is offering listeners $150 off their first scan with code Lenny150. Book your scan at ezra.com/lenny.
That's E-Z-R-A.com/lenny. This episode is brought to you by Vanta, helping you streamline your security
compliance to accelerate your growth. Thousands of fast-growing companies like Gusto, Quorum, Quora
and Modern Treasury, trust Vanta to help build, scale, manage and demonstrate their security and



compliance programs and get ready for audits in weeks not months. By offering the most in-demand
security and privacy frameworks such as SOC 2, ISO 27001, GDPR, HIPAA, and many more.

AR ERIE:

RIEXEREDSVEE, BEFHANNEEER 80%, MEREANIARE 20%, Ezra FIRAB#EEED 13% MEF
NEEMT BERIE, HEB50% NEFRANTHMEBIRKRE XM, WnhPkE. #EZRE (XETEERM
SHRMINM) HASHHRT. Ezra FHAMA Al X2 5 MRI 13 13 N2 RRYEREME M 500 F5mE, FRIMIH#
BT 2KE—/ 30 225K, XUERMIREEMNTE, tINEEEIFENEELES. Ezra AR
REEK 150 ETHMNE, BB Lennyl50, 57E ezra.com/lenny Fi, XFt@E E-Z-R-A.com/lenny, 75
5/ Vanta %28, HEBBREHNLZREEIRE, IR, HTFRPREKPAQE, W Gusto. Quorum. Quora
# Modern Treasury, #B{S{E Vanta RKEBE. B, EENMEREZR2ESMITY, HE/LAMIELTAR
ERFEIT, Vanta RIERZERNZ ML ELMIFAMELZS, 90 S0C2. 1SO27001. GDPR. HIPAA %,

[00:04:02] Lenny (Sponsorships Continued)
English:

Vanta, helps companies obtain the reports they need to accelerate growth, build efficient compliance
processes, mitigate risks to their businesses and build trust with external stakeholders. Over 5,000 fast-
growing companies use Vanta to automate up to 90% of the work involved with SOC 2 and these other
frameworks. For a limited time Lenny's Podcast listeners get $1,000 off Vanta. Go to vanta.com/lenny,
that's V-A-N-T-A.com/lenny to learn more and to claim your discounts get started today. Itamar, thank you
so much for being here. Welcome to the podcast.

FRCERIR:

Vanta BN ATRBINRIEKFARNIRSG, BUSKNEMRE, BELSXK, H5MFIHEEXERILE
£, 83 5,000 RFERIE KA ATER Vanta 3 SOC 2 FHEZRS RN TIEEIZERSE 90%, TEPRELTE]
A, Lenny HEZEHIFARRILIZES Vanta 1,000 E7cHIfLE. 3417l vanta.com/lenny, B V-A-N-T-A.com/lenny,
TREZEEHMITIN, SRMFIEE, Itamar, JEFEBREMREERZIXE, WDREAFER,

[00:04:40] Itamar Gilad

English:

It's a pleasure being here, thank you for inviting me.
R EE:

REFCREIXE, BHHSREVEIE,

[00:04:42] Lenny
English:

It's my pleasure. | thought we'd start with the story of your work on Google+ and Gmail and how those
experiences formed your perspective on how to build a successful product. Can you share that story?

AR ERIE:

XEEIRSE, BB LUMIRTE Google+ M Gmail W TIEEHFFRIIEE, UMXLEHEINA LSRN
TSR mEEEN. (REEDE— TN EHRFELD?



[00:04:57] Itamar Gilad
English:

Googlet+ was my first experience at Gmail, | joined Gmail in August 2011 and the first thing they asked me
is, "Let's connect Gmail with Google+." If you're hazy about the story, back then Facebook was massive.
It's still massive but then it was growing like mushrooms, people were spending hours. That really
freaked out Google and the obvious solution was to launch a social network of Google called Google+ and
we all believe in this thing, it really caught on very well initially we all used it, we all believed in it. So our
mission was to build this thing and Google really cut no costs. It created a whole new division within
Google and it created a whole strategy around Google+ and we had to connect Gmail and YouTube and
search to Google+ to make them more personalized in a sense and more social. So that was the idea and
we went on and we launched a series of features in Gmail for a couple of years, honestly and Google+
itself became this massive project, very feature rich and with a lot of redesigns and iterations and none of
it worked.

AR ERIE:

Google+ BHKTE Gmail WE—EREH, HETE 2011 F 8 BN Gmail B9, MK IZHWE—HFEHE: “iL
AL Gmail 7 Google+ FEHFIELR,” MNRIRMABERAEARKER, HBT Facebook IEE KR, IR
X, BENTEGREEEREK, MITELERESNE,. XENIL Google BREIRR, EMHMMARASR
L Google HEMHRMLE, &/ Googlet, HTHEEBEXNARA, RYUTHLERZIGE, FK1EE
F, BERERLE. AU ESMEITIEX "M, Google ERNFRItMA, B Google AZFBIET —1
2RERN], FHEL Googlet HIE T e BAVAES, FATHLIE Gmail. YouTube HIHEZRIEREER| Googlet, ME
MEXER, BATILENMNEENMEMNERM, XMEBHNMIR, BIHSFETILE, 7 Gmail LT —
RYITHEE, T Googlet AEWTR T —NEANIE, WEEIEEFE, KN 7T AENEMGITHIEN, ERE
#HEEEN.

[00:06:09] Itamar Gilad (Continued)
English:

It turned out people actually didn't need another social network, people didn't love it, people didn't use
it. Eventually in Gmail we rolled back all the Google+ integration a few years later and Google+ itself was
shut down in 2019. So putting aside all the tremendous waste that went into this, all the millions of
person hours and personal weeks. In hindsight, not only did Google bet on the wrong thing it missed
much easier opportunities. So just not far from Google's headquarters there was WhatsApp, not very
famous in the US but they actually created massive impact. Hundreds of millions of people were using
their stuff and they became a threat to Facebook much more than Google was. So Google missed the
opportunity of social mobile apps like WhatsApp, like Snapchat, etc and for me this story kind of was the
epitome of what | call today, opinion-based development. We come up with an idea, we believe in it, all
the indications show it's good.

FRCERIR:

EXIEAE, MIEIHAFTES—IMHRXNE, AMIRERE, UAERE. &%, JLERRIE Gmail Bl
BT FRER Google+ 55, M Google+ &RSWMTE 2019 XA T, MARNEFHWEXRERK —BrIEK
BANARNMAR. EEEX, Google MIMET HME, KREITERZHMHN =, MES Google BEF
A5, B WhatsApp, HREEEFRKRHE, BMIILERELENETERNEMA. B2 ATERMITRS
an, fI1XF Facebook BIEIMMILL Google Ko FrLA Google f&8id T % WhatsApp. Snapchat 1t R ahN A
BNl =, MK, XNMNERERS KRN “BEFEIMNFAL” (opinion-based development) BY485%,
BIMEAE—EER, HIMEEE, BENTREBRATELT.



[00:07:13] Itamar Gilad (Continued)
English:

Maybe the early tests show it's good, then we just go all in and we try to implement it and | made this very
mistake many times as the product manager, | was the guy pushing for the ideas. So for me, this was kind
of a turning point | felt we need to adopt a different system.

FROCERIR:

BIFRHNRERERHE, ARBIMAEAURZHERLRINE, (FATREE, RERLEIXTEIR, KME
B MEEIXEAER AN FINFRINR, XB— MR, BEFHNFERA—EFENRS.

[00:07:32] Lenny
English:

And just before you move on to the next story, how big was the team? Roughly how many years was spent
on this area? Just to give people a sense of the waste as you said.

FRCERIR:

EMRHT—NEEZE, BIEAREZK? ROEXNTRRET ZLE? AR AT ILREKMIRFTRE “RE”
BTMENNRERZ.

[00:07:41] Itamar Gilad
English:

So there was a tremendous earthquake inside Google to create the Google+ team, teams and the entire
divisions were kind of thrown apart and reformatted and | think at its peak it was about 1000 people
inside-

FRCERIR:

77T 8UE Google+ HIFA, Google NERARET —HEARN “HE" , FAMBNEIIHMEIFBHEIMEAK. &K
BFEERIERTHE, RBEBAL9E 1000 A—

[00:07:55] Lenny
English:

Wow, [inaudible 00:07:56].
FRCEIE:

=, (FrRE)o

[00:07:56] Itamar Gilad
English:

It was a division the size of Android and Docs and a really sizable thing, they're under their own buildings.
It's taken from the playbook of Steve Jobs, create this whole secretive project inside and just run like hell.

FRCERIR:



BRE—TMHEIEZ T Android 1 Google Docs BIERI), IEEER, tITEESHD AL, XEETEEFX 77
HREIA: FRMIE— N T2FRBEOWBINE, AEHHER,

[00:08:13] Lenny
English:

Yeah. | remember though Facebook was really scared, | remember they shut everything down. It as like a
code DEFCON one situation too, so it really scared Facebook at the same time.

AR ERIE:

=0, BHICHFHES Facebook EMREM, HRICBMIIXATHAEEMES (2HEM). BHREEBHANT
“—iR 5”7 (DEFCON 1) KE, PR HREHSEHITE]T Facebooks

[00:08:22] Itamar Gilad
English:

Yeah, it's true. But at the end of the day, neither Google's advertising revenue was affected, neither was
Facebook affected. So it turned out this idea was not that necessary after all.

FRCERIR:

MY, =, BIIMRLERE, Google M FWNKBREIFM, Facebook HigBREIFM,. PRLUELIER, X
MEEARREBARVE,

[00:08:35] Lenny
English:

Yeah, okay. So that's an example of something that didn't work because it was opinion based software, |
think the phrase you used and then there's a different experience with tabs | think with Gmail.

AR ERIE:

o MR—TEN “BFERNRGAL” (RANXME) MEBBEF. ARKICRFE Gmail B0 ERE
(Tabs) EB—ERARENEZH.

[00:08:47] Itamar Gilad
English:

That's right. So Google, is a very successful company. It's not for me to criticize it or to in hindsight kind of
say you guys need to be better and some of the people that were behind Google+ was some of the
smartest leaders and I still think they are despite this story. If you look back at the history of Google, how
things started in the first decade or so. Google, was what | call an evidence guided company. So
essentially it put a high premium on focusing on customers, coming up with a lot of ideas on looking at
the data, looking at how these ideas actually worked out. They weren't shy about launching betas and
things that were very rough and incomplete and learning from that and then they expected people to
take action based on the results. So fail fast is a very famous paradigm and so you had to kill your project
or pivot it seriously if it didn't work out and | think had we kept fail fast it would've really have helped
Googlet, if we had this mentality.



AR ERIE:

RiHo Google B—HRIFEMIIHI AT, HEBMITE, NEFFEERMBIRINNZMISELF. Google+ B/
W—EABRREPANIASE, REXETENE, RIRAXAINN. WMRIREH Google BIHE, EHEHE
A+ FEARINARELS . Google BREFRN “HESME” A8, &KL, EIFEEMXIRER, REHX
EE, NRHE, EXEREALRRROME 7 E5L 7 Beta IRIANIFEEIE. RTBHARA, HMF
F3), ARMITAENMRIBLERRIITE, “REXW (Fail fast) 2—PIEEZBRHGER, WRHIETA
B, RABIRIEERHTERLE, FIANMRIENIRETXM “REXK" 9O, ERNEX Google+r IR
KEEB.

[00:09:56] Itamar Gilad (Continued)
English:

But for some reason with Google+, Google put this playbook aside and used a different playbook which |
call plan and execute essentially. But | think inside Google the DNA still existed. So inside Gmail, the next
project after Google+ was the tabbed inbox. So it was kind of the reverse of Googlet, it started as a very
small idea that no one believed in and we started looking what's behind the city? What's the goal? What's
the problem actually we're trying to solve? It turned out that a lot of people were receiving social
notifications and promotions, etc, and most of them were very passive. They weren't clearing their inbox,
they were just living in this world of clutter and | came up with an idea how to fix this. | was sure it was
great, | wanted to push it, plan and execute, but my colleagues were like, "Hold on, we actually tried this.
We have a bunch of ideas to help people organize their inbox, they're not using it. Why is your idea
good?"

AR ERIE:

BHFEMERRA, £ Googlet £, Google IBXERIFHE—3, FRTI—ERXMZH “HRIHNIT BB
&, 1BFHILATE Google NEF, ABF DNA KARTEE. 7 Gmail AEB, Google+ ZFMT—PIB R 57 LU
. BERMK Googlet RE: BRTF—MEABGH/NEE, RITFBMAXREENARETA? BFEM
A2 BNFRERRABRTARE? SREI, REAIKELRBEHN. BHEEEEF, MASHAXLLIFDEH
&l MIIAEFBIEBUGHE, AREFEX—HRIL P, BRRET—MMRRINE, RAGEER, REBHEIE,
“GCRIFHRIT , EERNESEMHR: “F%F, RINEXSHAIXD. RINBRSENANZBRERENERE,
BMIIARAE. ATAMRNERMIFE? ”

[00:10:57] Itamar Gilad (Continued)
English:

So that sent us, kind of me and my team into researching these users into establishing a goal that was
much more user-centric and then thinking of other ideas. And then we started testing them much more
rigorously and basically we started testing on our own inboxes and then we recruited other dog footers,
other Googlers to test the same inbox, then we put it outside for external testers. We did usability studies,
we did data, we built a whole data mining team and a whole machine learning team to build the right
categorization and we ended up with a solution that turned out to be very successful for a lot of these
passive users. This was a surprise to a lot of people because most of my colleagues and most of the
people | talk with actually know how to manage their inbox. So for them that solution makes complete
nonsense, like splitting promotions and social to the side sounds like the stupidest idea. But there's
about 85% of the population, 85 to 88% that absolutely love it and today Gmail has about 1.8 billion
active users according to Gmail.

AR ERIE:



XIREHRMBOEANERRXERF, BU—NEUAPAROHEN, AREBZEMIRTF. EERIFSE
Bt ell. 4L, JEEECHKAELENR, ARBSHEM 2R A (REEHEE), B
Hfth Google R ITRMIXEFHIM S, HEKNNBECHELININIRE, TN TAIRERE, DF7THE, 2
T P EBVBEZERANBZESIANRMRERN DL, REARNBFE T - INAERDAEFIFER
MR R XiLRZARETSI, AARNASHEZINEANASHASL R LB ENAEESCH
WetbFE, FMBAIR, BIRRLGRTEREX, LB EENLRREGDE—DFEREERBENER.
BRLAE 85% F 88% MABEITERE. RIE Gmail WEHE, $X Gmail HHL 18 {Z7EKAF.

[00:12:14] Itamar Gilad (Continued)

English:

Most of these users are using this feature, so it was a pretty high impact feature as well.
FRCEE:

REHAREEERX IR, FRULEHRR—MEmAIIEE KBITIEE,

[00:12:20] Lenny
English:

And the feature specifically, just in case people aren't totally getting it is the promotions folder and the

social | think and then the regular.
R EiE:
XPEAIIhEE, UBAKESTERA, mE “RH XK. ‘4" Xk, AR T2 Bt

[00:12:27] Itamar Gilad

English:

Yeah, there are a couple more that you can enable in settings if you like.
R EE:

=N, MRMTRRE, ErIUEREFBRAESZ DL,

[00:12:30] Lenny
English:

Yeah, | use it, | love it. Except it puts my newsletter in people's promotions folder, who do | talk to about
that?

FRZERIE:

0, HEA, HRER. BRTESERFEET (Newsletter) Mt AR AR, FHixikifERkRX
NeElER?

[00:12:36] Itamar Gilad

English:



Yeah. Newsletters are a very complicated scenario for the categorization engine.
FRZERIE:
MReg, XWFHESIERY, HEBARLIE— N EEERNTS,

[00:12:41] Lenny

English:

Yeah. We just need an exception for my newsletter and then we're good. Okay, but go on.
R EE:

=1, BIRAFELHHERBIIRMIIMNIT T 4, 1844,

[00:12:45] Itamar Gilad
English:

So in hindsight | was asking and saying, "Why was this project so different?" And | think the reason is that
we didn't have that much confidence in our opinions. We had opinions, we had ideas but we didn't just
go all in and just let's build it. We actually used an evidence guided system and | think that's not unique
just to Google. | think every successful product company out there that you look at Amazon, Airbnb,
anyone you will check, at least in their best periods they found a way to balance human judgment with
evidence. They didn't try to obliterate human judgment and opinion just to supercharge them with
evidence and they came up with very different models. Apple, is another example but the principle still
holds in all of these companies.

AR ERIE:

BEEXR, B—HAER: “ATAXPMHENLRE? 7 HAANRRAR, BITWESHNERFEEBAKNIE
Do HANERL, BRE, ERITKEEEENIRANEF .. FNLEFELERT —BIHESANARS. HiAN
EXARIXZ Google FER, MRMFMBERM—KIIBIAE, LSFH. Airbnb, fREXM, ELEE(RE
I2RIRTHR, EfIERHET T A SRR G E. ENFREHEERRALNARMEN, meERIE
ERIZRE]. iU TIFEFRER, FRES—NMIF, EX—RUEMEXEATHERAER.

[00:13:33] Lenny
English:

Awesome. So you took that experience and all the experience you've had from coaching product leaders
working with companies and you wrote this book called Evidence-Guided, which people on YouTube
could see sitting there behind you. So | want to talk through some of these stories and then some of these
other lessons and frameworks that emerged. But maybe just to start, what's the elevator pitch for this
book?

FROCERIR:

KETo FRLMRHEERERER, URMFERESTmMTE. SERREENMAELE, 5TXERN (IHE
Fm@) (Evidence-Guided) BYH, YouTube ERIMIARAIUBEIEMEMRE /G, FEWHMHEPH—LEHE, UK
FIE P R —EHOIFAES, EhIFRATRI MM AHR "B (BRENAR) Fia?



[00:14:23] Itamar Gilad
English:

So this is a book for people like us, product people who want to bring evidence guided thinking or
modern product management if you like into their organizations. There's a lot of challenges, it's not
simple, we all read the books, we all know the theory, we all know some parts of the system. It tries to
give you a system how to do that, it's a meta framework that kind of helps you lift your organization in the
direction of evidence guidance if that's what you want to do.

AR ERIE:
XEPBEERGERITIHEMAN —RLEBERIHESAEE (HENMRMEE, MUK~ REE) 3IA
HOARMTRA. XEREEZHE, HAGE, NI H, MERE, TRAKWELIS, XAP

HENRRH-BENAENX—BRH RS, EB—PTiER (meta framework) , SIRIFEXEFMBNIE, €
B LAEEBNIRE | SALNAEIHES NG AR,

[00:15:01] Lenny
English:

So going back to the story briefly before we get into the frameworks and lessons of the book. In the first
example of Google+, basically it came top down, "Hey, we need to build a social network, go build it."
Obviously that happens at a lot of companies, | don't know if there's an easy answer to this. But are there
cases where it does make sense to approach it that way? Obviously Apple is a classic example of Steve
Jobs, is like we need to build an iPhone. | don't know if that's exactly how it went. But are there instances
where it is worth just approaching new product ideas that way based on the experience and creativity
and insights of the founder? Or is your thinking it should always come from this evidence-based

approach?
FRERIE:

RN BREERMBONIZE, EEMOEEIRNESE. £ Googlet WE—MilFH, BALEBHEMT
By IR, RINFERI MRS, ZARE.” EAXEREATHSLE, BFNEXEREEERENZ
R, BERLERRT, UXMAHXLEREEEX? BARAERE—NEHNGF, £FX - FTHINREKIE
iE—&B iPhone, HAMERKIZZS ML, EAERLERBRT, NXETFEIEANZE. SIENTER KL
BT aBERTERS? ERVIMANNZGARBIMETIHENSGR?

[00:15:01] Itamar Gilad
English:

I think the founders are very important, especially in the startup and scale-ups phase. They come up with
many of the most important ideas and it's super important that they have the space to express and to
push the organization to look at those. However, it's not about shutting them down it's about looking at
them critically. You need to create the environment in the organization where the leader comes and says,
"You know what? | talked to these three customers, | figured it out. Here's what we need to do in the next
five years." And you need to ask, "Where's your evidence?" And by the way, the example you give that's a
classic example. Steve Jobs, he just brainstorm in his kitchen the iPhone and then just told the team to
build it. That's the story Steve Jobs, told but it's not the real story at all. Now we know what actually
happened and the iPhone has actually a story of discovery, of trial and error, multiple projects to do it,
multitouch with phones, most of them failed.



AR ERIE:

FIANBBAFEEE, [FHIBENIMARLMNEER. MIRETFZSREENEE, it(1E= @%ﬁ#ﬁ
ARAEXRIXEEREXREEN, A, XHAFTEEILMITAE, MEEMFEMEFXLERE, 1F
EALRPEE—MIfR, HYMSEIRE: “RIED? RBRX=1"FFPIZT, RE\AB T, i ﬁm%ﬂ%
RAFFEM” XIHRFER: “MREGEEEWE? 7 INER—T, RENFIFRER, £FX - 76,
EREEMRT iPhone, ARMEFEES. XEFTHITHISRE, EREFTESERIRE, WERINIA
BEFRRET 4, iPhone EfF ER— M XTFHRER. RIBHKRE, B ITHBEEM, SEFFVINENS <R
12, HpREDHERRM T -

[00:16:02] Itamar Gilad (Continued)
English:

Steve Jobs, was the architect. He kind of managed to connect the dots and eventually come up with this
perfect device but he wasn't actually the creator, it wasn't his brainchild. He was actually against it for a
while but over time as he saw the evidence, as he saw what this thing can do, as he saw the demos he
was able to piece together something that was very useful.

AR ERIE:

SEEX - FTHEEREM, MISEXERERRER, RAMRHTXMRENIRSE, EMKFLEHRZENE
E, TR EeRM— T ANER. ML LB RIS —KIE, BRSBTS, SMEINEE, BIXAK
PRt 4, BEETRE, MeESHEL—LIFEEAIIRA,

[00:16:26] Lenny
English:

That's really important insight. People that are hearing this might feel like I like this idea of pushing back
and encouraging the founders to make it more evidence guided. In the case of say Google+, was it even
possible? Could you have come to Larry and Sergey and be like, "Here's all this data I've gathered that
tells us this is not going to work?" Do you have any advice for how to push back and encourage the
founders and execs to really take the counterpoint seriously or really kind of vet their idea?

FRCERIR:

XERIFEEZENNR, MEXENARNRIRER, HERXM “HRIE" HEBE ABMLGEER SRR
7o 1B7E Google+ FUEMIF, XEMAAEID? fREEEHIUE (Larry Page) FNHI/RE (Sergey Brin) . “X
RRWENFIEHIE, ERXTAE 13? W FAHLEEAEMEIBARSEAENFRNER, HEHIE
HEMIINEE, MBETARINT?

[00:16:58] Itamar Gilad
English:

So another nice thing about Google is that it's a very open culture and people are not shy to tell even
Sergey and Larry that they are wrong and they do this all the time. In certain forms, right? You need to
know the right channels. But there was a very big discussion about Google+ and whether it's the right
thing to create a clone of Facebook, there was a very public internal discussion. | think what | would
change is not have this discussion based on opinions, because when you have the discussion you come
with your own opinions usually the most senior person's opinions will win. That's just the way it is. If we



had come with hard data and we said, "Listen, things are not actually panning out the way you guys are
expecting. What can we do? Should we continue? Should we pivot this?" | think the discussion would've
done better. Now I'm doing a huge disservice, | was not in all the discussions. | know probably in Google+,
there were very serious discussions happening along these lines.

FRCERIR:

Google B —NMLRRBEB—MIEEAKNXL, AMEEREHSIFHREMUEMIETY, MEMIIEE
Xafllo BARERLELAT, WIE? MFBREEBHIRE, XTF Google+ UK EIE—1 Facebook HI5zfZ
FREESIEH, SNEIIFEHNNITIE, BE2—HIFEBL2FHREITIE, RERIBENZE, FEETERH
TEMMINIE. AAHMRITICH, MRMEEECHERL, BERUSESNANERGME. EXLMEXF. W
RENVHEEBUIER, H: “E, FEHLEGRNMBNBELR. FAIEMAA? RIZBED? Wik
Bg? 7 HINAINEHRRIEF. S, BXARAERIRQT, ZRHRKESS5FRENITIE. RAEE
Google+ B, FAIREMSLAETRSET LA™ AT,

[00:18:02] Itamar Gilad (Continued)
English:

But it's just as a general trend, | find that evidence is very empowering for us smaller people in the
organization or mid-level managers to be empowered to challenge the opinions.

AR ERIE:

EmEFEENS, RADWIHEN TALSPHNEERTIRFEEEARRRBEEENEN, SREBF RN
AR MBI AT,

[00:18:15] Lenny
English:

Is there anything tactically you found to be useful and effective in giving people, say they don't work at
Google. They work at companies where founders and bosses and execs are not as open to challenge.
[inaudible 00:18:26] any tactically found about how to present a counter proposal or like, "Hey, | have this
data that we should really pay attention to?"

AR ERIE:

AL, REREERIAANIBLERIE Google TIERIABRBEBHMHGA? LLINBIITEALLIBA. ERM
BEAMPBARTERRHEN QB ILIF. ENARERNAE, HER TR, REXLEHRE, FMNENNZXE
— T FE, BtAfARCEE?

[00:18:33] Itamar Gilad
English:

| think if you come with data, if you run a secret experiment and you come back and you show them you
usually get one of two results. Either they get extremely mad at you and they tell you to get back to work
and to do what you were told and in that case, probably you need to start polishing your resume and look
for another place either inside the organization or outside it because that person is not being reasonable
to be honest. But the more common case is they're pleasantly surprised and that's what happened with
Steve Jobs, as well. He was against phones but then people showed him all sorts of evidence that Apple
can make a phone. He was against multitouch initially but then he changed his mind, there was a lot of



back and forth. So even, Steve Jobs, given evidence was willing to flip and | say this in many
organizations. So evidence is so powerful, that's why this is the principle | based the book on.

AR ERIE:

FTIANNMBIREERIER, MRIRBT T —IEBERE, ARLORBTRAMIE, BERFIRMERZ—
BAMIIRAREEE, iILFRREIEIE, RMMNE—EXMERT, (RAgFEFEeERH, FHRR
HIIMBFHA—NELRT, ARESER, BIAHATHE, EEEZRNERE, WIMNZRIIRE. £FX -
RNt MERMEFN, EERAMAMERT T SMIEE, ERRERTUEF. MRIRNZR
s, BRERAETER, PREBRERE. FIUAERLFEX - 7TH, EEIIHEEHEREEREIT. &
TERZA[PEER TX—R. FILUHERMLER, XMEHEXABAAETHIRERN,

[00:19:28] Lenny
English:

You have this concept of being evidence guided. People listening may feel like, "Hey, we're evidence
guided, we're in experiments, we make decisions using data." Oftentimes they aren't actually and so
what are signs that maybe you're not actually that evidence guided or as evidence guided as you think
you are?

AR ERIE:

i Y “IEHESMA” XMER. IIRAUERIERF: TR, HNMBIEESERY, FHAMSER, HBHBIEMR
RR” BREMIIKLFLEHTR. A, BRLETRERBRAEHLEIREKRPIBALIEHENFR?

[00:19:45] Itamar Gilad
English:

| think there's a few telltale signs that | look for, first the goals are very unclear. Either there are many or
they're very kind of obscure and vague or they are about output, there's misalignment. So the goals part
is not there, usually this goes hand in hand with metrics. Missing metrics or just using revenue and
business metric but there's no user facing metrics. So that's another telltale sign, then there's a lot of
time and effort spent on planning especially on road mapping. Creating the perfect roadmap which really
can consume a lot of time of the top management and PMs, etc. Then as you go down you see there's not
a lot of experimentation and if there is experimentation there's not a lot of learning and finally another
telltale sign is that the team is disengaged. So the engineers are kind of getting the signal that what they
need to do is deliver, they're focused on output, that's what they're measured on. So they're kind of
disengaged, they're disengaged from the users, from the business, they don't care that much.

AR ERIE:

HANNBEEIHILTBEENTR, &%, BNEETHER,. BABNTKS, BAFEEEEY, HEBTEX
F “FeH” (output) B9, FEEL. FILEIREORET, XBESERER, REER, HEIERABRAN
AVS5tEtE, MRBEEBAPEER. XBF— MR, G, Eitl LR T AENEMES, KKk
B (roadmapping). HEISIRTENELE, XENTHEESREEEALRMN PM KEHNE, BETE, 2
RMERHAZ, BMEELR, F3 (learning) UF %, &E, Z—TERIHANRZSS5HK. TRIMITHKE!
MESEMMNIABERN, MI1ZEFE, BABSHEMNNITE. PRUBNERKET, SAPKRT, 5
AP SSBETS, MITHABAEF.

[00:20:57] Itamar Gilad (Continued)



English:

It's usually something that you can fix by adopting a more evidence guided system.
FEiE:

XEEE B LUBE RAERIHES AN RS KRR,

[00:21:05] Lenny
English:

Okay. So let's dive into your approach to becoming more evidence guided. In the book, you share this
model that you call the GIST model which is kind of this overarching approach to building a product that
almost forces you to be more evidence guided. So let's just start with what's the simplest way to
understand this GIST model?

FROCERIR:

%o BUFNTRNRT—TIRENIHESRN G Z. EBR, MAZET —MRIZHN GIST BURE, XZ2—M4T
EEmNEREE, LFEEHREFEMLLEHENSME. A, BFEX GIST HAERERENGEARTA?

[00:21:26] Itamar Gilad

English:

With your permission, | can show a few slides.
FRERIE:

MRAVFRIE, FAILUERRILKLITA,

[00:21:28] Lenny
English:

Oh, let's do it.

R EE:

MR, SR,

[00:21:29] Itamar Gilad
English:

And maybe that will help. All right, you're seeing this? So this is the GIST model, goals, ideas, steps and
tasks, and essentially it's tries to break the change which is a really big change for a lot of companies into
four slightly more manageable parts. They're still big but each one you can tackle on its own and that's
kind of the reason | kind of split it, and goals are about defining what we're trying to achieve, ideas are
hypothetical ways to achieve the goals, steps are ways to implement the idea and validate it at the same
time. So essentially build, measure learn loops and tasks are the things we manage in Kanban and Jira
and all these good tools. These are the things that your development team is usually very focused on and
just listening to this, a lot of this will sound familiar to you because GIST is not a brand new invention. It's
a meta framework that puts in place a lot of existing methodologies. It's based on lean startup, on design



thinking, product discovery, growth, There's a lot of all of these things here. It just tries to put them all
into one framework or one model.

AR ERIE:

WIFX=BEREE. 1F, BETE? XFHE GISTHEE: BAx (Goals). #8% (Ideas). HE (Steps) FES

(Tasks), &R L, ERXERXMUREZATRRIFEEANTESBANNMENBZEENT 7. ©IMKA
BK, BS—MREAI LRI, XMERFIENEE. BIREEXKNEXNAA,; BEESIIMEFH
RigAZR,;, SBELHEHREH#HITIRIENAZE, AR LME “GE-H2-F3" WEF, ESUERIE
ER. Jira P XL TAFEENSRE, XERMNALFABEIEEXTNER. WXL, (20T
BEZRNEHLEAE, ERGISTHAR— I 2MNELRE, ER—IMTER, BSTIFZUENAFEL. EETH
ek (Lean Startup). &It (Design Thinking). F=mmiRZE (Product Discovery). &4 (Growth)
%, XEAATREXERA, cRERERENSEIBBRN—MERFIREF,

[00:22:43] Lenny
English:

So what's the simplest way to think about what this model is meant for? Is this how you think about your
roadmap? Is this how you plan? What is this trying to tell people to do differently in the way they build
product broadly?

AR ERIE:

Ba, BEXMREARNEEHREANZMA? XRMEBEREAENSAG? XZ2MFRHRHANG? ERES
IFANE 2 R N L B A RRICLER?

[00:22:56] Itamar Gilad
English:

| would say these are four areas that you need to look at and ask, are we doing the right thing in each? In
each you may need to change or even transform and as | go and explain each one of those I'll give you
basically three things. In each chapter in the book | try to touch on three things. The principles behind
them, the frameworks or models that implement the principles and then process and the process
honestly is the most brittle part and the one that you would need to change and adapt to your company.
Because not two companies are exactly the same, and it's very tempting when you write a book not to
give any process but that's the part that people actually want the most. So it's included as well, but just
be aware that you will have to change this process.

FROCERIR:

EPXEBIRFEHANONGE, HRBES: RESMUMHNSEBENG? £ 098, RAIEFERE
BEERE, THERE—IIEN, REXESBMM=FARA, EPNE—FPR, HAEIR=MH4F. BEN
RN, SEHIXLERMAESRSRE, LI, EXH, RiEERRBNED, CRIFRFEREATBRHT
HEMFRNERD . RARERRATETEERN. EHRNREZIZRE S EMHEMRE, ERBIEEA
MNEBENED. FILUREEEESER, EERIREROIAEX R,

[00:23:44] Lenny

English:



Awesome. Okay, so we're going to talk about each of these four layers. Before we do that, where do vision
and strategy fit into this? Do they bucket into one of these four layers and how do you think about
strategy and vision?

AR ERIE:

AET, 5, BITEXOTERFHNE— EUZHE], B (Vision) ML (Strategy) TEXMEEH
RFHAUBE? EfBETXENERFHIE—NG? (RENFAERFLABNERE?

[00:23:55] Itamar Gilad
English:

That's a great question, so there's this whole strategic context that is outside of GIST. GIST, is not trying to
tackle that, it assumes it's in place, there's another huge blob which is research. GIST, is not about
research it's more about discovery and delivery. But strategy is extremely important and you can use
some of the tools we will talk about to develop your strategy as well. In many companies the strategy is
just a roadmap on steroids, it's small plan and execute just on a grand scale and Google+ again, was a
strategic choice actually if you think about it. So in the book there is a chapter where | touch on strategy
and | explain how the same evidence guided methods are being used by companies to develop their
strategy as well.

AR ERIE:

XE— MR, £ GIST 25, FREEENMERER, GISTHARHXEMBRIB N, ERILHKEELZMAL
ETES—TMEAMIIHEHR (Research) . GISTAXEMRR, EEZXFIRE (Discovery) MR
(Delivery), BEBERHEEE, RAlLUEARKITEEITEHN—ETRARFIEIMRNEEE, TFEAE, HERAE
“fsghR” BIERLRE, A LERBAIMER “SHRIFRIT o NRIFMFAEE, Googlet L7 EHE—EkEEIE
¥o FIUEBRE—EFR SR T B, HARR T AT MR REFIIEES 75 AR HIE 5.

[00:24:43] Lenny
English:

Awesome, maybe one last context question. So people might be seeing this and thinking okay cool, | have
goals, | have ideas steps, | have tasks, I'm already doing this. What is this kind of a counter or reaction to?
What are people probably missing when they're seeing this and they're like, "Oh, | see. This is like what
we're not doing and this is the most important, this is something we should probably change." And we'll
go through these in detail too.

FROCERIR:

XET, BFRE—ITERE#E. AMIBEXITAGESE: 78, HEEN, RERE PR, HEES, &
BEEXAMT . XMREENHAN “RE” SHRM? SAMNBXMAHRIRE 12, ZBEAT, IMEHK
IT&EMEY, XA RREERN, XERMNTATEMZAZMSG" i, MITEFEERT 4? HMBZIFAITIC

XL,

[00:25:09] Itamar Gilad
English:

| think talking about each one will help. But we can talk about in each level what's actually being done.
So when people say | have goals, usually they take the goals layer and use it as a planning session. They



talk about what shall we build by when, what are the resources? And that's actually not goals at all, that's

planning work.
R EIE:

FIANZ—IHERBRER . BHNATUKKESTBAER LEERTA. SATR “HWEBR B, @FEt
e “BRE" SFE—ME. wiliTeRBEFAMERELTA, BREMHA? BEFLREFZEE
%, BRITRIIIF.

[00:25:26] Lenny
English:

Cool, let's talk about goals and | know part of this is OKRs related too, so I'm excited to hear your take on
OKRs.

FRSCERIE:
&, BRI 1KK BT, REEXIOMH OKR BX, FRUHKEIRZFNEIIRX OKR &%,

[00:25:33] Itamar Gilad
English:

Oh, that's a whole different discussion. You had, Christina, the real expert over there so | doubt | can add
more to that. But it's true OKR is all part of it, but let's start with goals. What's our goals supposed to be?
Goals are supposed to paint the end state to define where we want to end up and the evidence will not
guide you unless you know where you want to go, and in many companies what you have is goals at the
top for revenue, market share, whatever it is, and then a bunch of siloed goals for each department.
There's engineering goals, there's design goals, there's marketing goals, etc, and that actually pushes
people into different vectors and it's really hard to decide. | would argue that in evidence guided
companies, and you've worked for a few so probably you've seen this. They use models in order to
construct overarching goals for the entire organization. One of the models | show in the chapter about
goals is the value exchange loop.

AR ERIE:

1R, BBRB—NTE2AREITILT . fRiFE Christina (Wodtke) , R EIEMNER, HIFRRERENTE
%, BHaL, OKR BHHM—EH, ILENMBEITHIE. BRINERRIZEEFEN? Bt ZERAamER
B, EXBITEERINAE R, RIEMAEERENE, SNIHELE5ISF. TIFZELQHE, MEINENEHN
BN, THHEEE, AEESNEIIIN—HNLZER. BIEBR. ’ITERF. EHEENE, XEMFLE
MBEETABNAE, BEMHRE. HANTIHESANQARF —RBE/IRXEN QB TIED, PRUE
e — M MEARERMERNMALN LB ET. REXTEMNETHRRREZ - “NMERE
X" (Value Exchange Loop).

[00:26:34] Itamar Gilad (Continued)
English:

Where basically the organization is trying to deliver as much value as it can to the market and to capture
as much value back, and by creating a feedback loop between these two you are actually able to grow
very fast. Now, | would argue that you want to measure both of these and to put a metric on each and the
metric we usually use to measure value delivered is called the North Star metric. | know you wrote an



article, a very good article about it. And in it you listed dozens and dozens of companies, like leading
companies and what they considered the North Star metric is super interesting. | would argue that what
they told you is what is the most important metrics we measure? What is the number one metric for us?
But it's not what I call the North Star metric, the North Star metric measures how much value we create
for the market. For example, let's take WhatsApp. WhatsApp for a very long time measured messages sent
because every message sent is a little incremental of value for the sender, the receiver, it's free, it's rich
media, you can send it for anywhere in the world, compared to SMS that's huge value.

AR ERIE:

BEA L, ARQHERTHRMRAESHNE, AHeRAUEZHNERR. BIEXME ZERILRIGE
I, {RSSPREREMESCIRERIE K, WE, HIANNMNIZENEEXME, HAT—MLERT. RITEEAX
HEXMNENIBIRETA “AtiREHEMR" (North Star Metric) . EKAEREL—RXTFTENXE, 5EIFEE
o AXER, FIIHTII+RMERR, URMITANNIREEITEMH A, XBLEE, BFIAN, ]
HIFFNE “RIEENREZREREMTA? 7 “WRIKRHLE—NETEMTA? 7 EXHAZRAIREY
LIREET. REETEENZERNATHEET ZDMNE. FIg0, L WhatsApp A, WhatsApp ERK
—BRNEREENRZE “AEMERH , AABRE—FHER, HAEENRBRERRBE—REENE. €
BRE. BEEN. JUMEREAERIX, SEEMELE, XREXRNNE,

[00:27:55] Lenny
English:

In Airbnb, | think one of your key metrics or the real North Star metric was nights booked. I don't know if it
was still the case while you were there?

FROCERIR:

£ Airbnb, FINAMRIIMIXEEIEIRZ —, HEREENIREER, B “TTERE . FREREIRERY
IRR G HRIAUNLL?

[00:27:55] Lenny
English:

Yeah, absolutely.
FRERIE:

T, B3R,

[00:27:56] Itamar Gilad
English:

And there are examples like this in Amplitude for example, they measure active learning users or weekly
active learning users. Which are users that found in the tool some insight that was so important that they
shared it with at least two other users and they consume it. So it's a very powerful thing to point at this
metric and say, "This is the most important metric combined with the value metric that we want to
capture, revenue, market share, whatever it is." Once you have these two, you can further break them
down into what | call metrics trees. So there's a metric three for the North Star metric and there's the
metric three for the top KPI, the top business metric which you see here on the left side in blue and



usually they overlap. So you might find in the middle some metrics that are super, super important

because moving them actually moves the needle on everything else.
R EIE:

EHE B Amplitude XIFRIFIF, MNEE ERFIAFR” N “AERXRFIAL” . XEFFEIAFELIT
—LEFEEENRRE, UETHIIEEIZLEDEIRIAR, AEXERFMERTXERS, I, 15
EXMETHR “XEREBET, SERINEEHIENNERET M\ T20HH5%)” BFEEEHEN.
—BRETXWMER, RALUHE—PREN DA 415" (Metrics Trees) o JLIREFEITE—R
fEinY, Tgk KPI (BMREAMEBEDERININRILS1EMR) WE—RIENN, BECISEES. FURA
RERTERE A —EBR. BREENIER, RNEENKIF EEHEEMAETET.

[00:29:02] Lenny

English:

Can you clarify again the difference between what you call this top KPI versus North Star metric?
R EE:

REEEEBF— TMRFRHEY “TRZR KPI” 5 “JbikZ2iEtn” ZEHXHI5?

[00:29:02] Itamar Gilad
English:

So the North Star metric is measuring how much value we're creating for the user, the core value that
they're getting. In this case this is some productivity suite, so this is number of documents created per
month for example. Because we think that every document created maybe it's a small document, | don't
know. Al is in fashion now, is a little incremental value, so that's the number we're trying to grow. The top
KPIis what we expect to get, it should be revenue or profit.

FRCERIR:

EREETHENEXNAAFEET ZONE, BMURENZONE. EXMIFF, RIERE—TMDIRE
fr, MotEIRAIRER “BRUEBHXER . EAFIMTANSIE—IXE (BFE—NMIXH, HAAE,
WE ALRARTT) , MR—RIEENE, FMUAXZRRNTAEE KHKF. Mgk KPI 2FITHRERESHNER, €
IVREZ=L NI Z e

[00:29:31] Lenny
English:

| see, this is the value exchange. | see, one is what users are getting, one is what you're getting back from
them.

FRCERIR:
HAAT, XMEMERB. —PEAFRFEIN, —PE2MRITMBITEEZEHRAY,

[00:29:36] Itamar Gilad

English:



Exactly.
FRZERIE:
I[EZ WLt

[00:29:37] Lenny
English:

Basically how the business is benefiting. Awesome. | think this is a really important concept, the metric
tree. | think a lot of people think they have something like this in mind where they're just like, "Cool,
here's our North Star Metric, here's the levers and things that we can work on to move that." But | think
actually mapping it out the way you have it here where it kind of goes layers and layers deep to all of the
different variables that impact this metric. Not only is it a way to think about impact and goals and things
like that, but also helps you estimate the impact of the experiment you're potentially thinking about
running. So if you're going to work on something at the bottom here like activation rate, say you move
that 10%. How much is that going to impact this global metric? It's probably a very small amount.

FRCERIR:

EX ERMR2 ISR XEFT. RNAETHE- TN FEEERRS. HBRZSATFECRFEEEM
BURA, IS B, XRINVILRERER, XL UARESNERAIFNES.” BN, &
MXFLEBER, BERERNERZMXMETHNFAAERAZEE, AMUE—HEREXMAOMBERIAN, EaER
BNfREBIRATREIEEZ BB ITRSRIERRM . FRLL, MRMBMEREN—LERA, LLMBEER, RIRIRS
HEEFAT 10%, XSWE/EFTESATN? AEE— T EE/HE.

[00:30:19] Itamar Gilad
English:

This is a very important one and we'll talk about impact assessment shortly, this helps with it. It also
helps with alignment because the entire organization is trying to move these two metrics, it's the two
sides of our mission essentially. We have the mission that's the top objective of the company and these
are the two top most key results if you like, the top most things. So when you go and work with another
team and you say, "Hey, why don't you work on my project?" They might say, "This idea actually might
move the North Star metric model in your idea." And that helps you guys align and I've seen cases where
team B put aside their own ideas to jump on the ideas of team A, because of this model. It also creates an
opportunity to give some sub metrics to teams to own on an ongoing basis, so it creates a little sense of

ownership as well and mission within the tree.
FREiE:

B—TMEFEEENR, BIMEERITICRWAITME, BN ILRERER. eXEF8TX7F (alignment),
EABNMBREAS NHEEIXPMER, AR ERRIVESHRE. Ki1EES, BEATNRSEN, M
ERTMERSRFIXRER (Key Results), RERFINER. FIUASMRERS—MEAMR: 98, fRAf
LAARBE5HROHE? 7 MR X NUAKFR LRI RELL R AR A B AR R LR E BT IREL” XBBT
fRITX7F. FIE B FAKR T B SAREERSHF AFIRIAERE, MBENXMER, EXREET — M=, A
PO —EFEIR AR AT 4201 31, MIMTEF ST R B I — MR B AR A fEan o

[00:31:10] Lenny



English:

It also helps you figure out what teams you should have, which teams have the biggest potential to
impact the metric.

FRSCERIE:
CIRBEERF B RIRNAZIRE + AEMEIRA, WLEHARE B DFMiZiEir.

[00:31:18] Itamar Gilad
English:

Another thing that happens in a lot of organizations, the team topology reflects the structure of the
software or some hierarchical model where we want to organize the organization in a particular way. But
if you start with a metrics tree, you can try to arrange the topology around goals and sometimes you need
to readjust. It's not a constant reorg but from time to time you will realize the goals have changed and we

need to reorganize, so the tree helps visualize that as well.
R EIE:

ARZSHAQPEZRES—HF. HARINEERIR T RESHHEFERER, HNELUSERN S NALR
o BIMRIRMIBIRFLE, (R USHESBERRLHRINGY, BNTMREERNRAR, XFTBRHENE
H, BREZARTIRIEFEZENE, RINFEENRAR, BIMEESTRX—_rRk.

[00:31:49] Lenny
English:

| think for people that are listening to this and thinking about this, | think the simplest way to even think
about this is basically there's a math formula that equals your North Star metric or your revenue or
whatever you're trying to do and if you don't have some ideally really clear sense of what that math
formula is you should work on that. Because that will inform so much of how you think about where to
invest, what teams to have, where to invest more resources, less resources.

FRCERIR:

NFEREREEABEZINTENN, RHANKEENEBEAAR: BELE T HRELARSFTROVILRESS
BN, HEEARIIESIMBYER. MRFELE—MEEEBMNBFELNMRS, REZEHRE.
NESRAMFMIRINABEEWERE. BUFAFNE. EBERANEZSHEDHHER.

[00:32:13] Itamar Gilad
English:

Right.

FSCEiE:

o

[00:32:15] Lenny (Sponsorships)

English:



Imagine a place where you can find all your potential customers and get your message in front of them in
a cost-efficient way. If you're a B2B business, that place exists and it's called LinkedIn. LinkedIn Ads
allows you to build the right relationships, drive results, and reach your customers in a respectful
environment. Two of my portfolio companies Webflow and Census are LinkedIn success stories. Census
had a 10x increase in pipeline with the LinkedIn startup team, for Webflow after ramping up on LinkedIn
in Q4 they had the highest marketing source revenue quarter to date. With LinkedIn Ads, you'll have
direct access to and can build relationships with decision makers including 950 million members, 180
million senior execs and over 10 million C-level executives. You'll be able to drive results with targeting
and measurement tools built specifically for B2B. In tech LinkedIn, generated two to five X higher return
on ad spend than any other social media platforms. Audiences on LinkedIn, have two times the buying
power of the average web audience and you'll work with a partner who respects the B2B world you
operatein.

FROCERIR:

BR—T, B—MAMRALKEIFRERERR, #FUBRAMENA B RNE SR REMITER . RMR
B—XRB2B tl, BRMMAHITEE, B LinkedIn, LinkedIn I™& A REEERIFEREIIIEHX R,
WHERHMIEEF, BRI EZHLEE AT Webflow 1 Census #2 LinkedIn BIREINZEEH, Census i@id
LinkedIn 8MVEFBASRIR T SHELZER (pipeline) 10 fZRVIG1K; Webflow EEMZEEMK LinkedIn NG, €l
TTESHIEGENEHKRERAZEIZSR, @i LinkedIn %, FRIMUEZSERASREERIXER, BIF
9.51Z=R. 1.8 1ZEREEARMET 1,000 57 ChaE. REEBERS N B2B WEMEAMEE T ARE
AR, ERHERMIE, Linkedin AR & HERIRE (ROAS) tbEMREMMIRIFEAFEESEH 2 5 5 1F.
LinkedIn LR ARMENBTFHIMEZRNRE, MEMES— 1S ERPIL B2B AR HE .

[00:33:20] Lenny (Sponsorships Continued)
English:

Make B2B marketing everything it can be and get $100 credit on your next campaign, just go to
linkedin.com/podlenny to claim your credit. That's linkedin.com/podlenny, terms and conditions apply.
Okay. So metrics trees, what comes next?

FROCERIR:

ik B2B EHAIERAE S, HETRENFTIAE 100 =xiikAE, REIAA linkedin.com/podlenny BIA]
MEY. XFLE linkedin.com/podlenny, EREZFMEM. 1, BIMMNHTET, BETFREMA?

[00:33:39] Itamar Gilad
English:

All right. So next we need to go to the ideas layer and the ideas layer is there to help us sort through the
many ideas we might encounter and they may come from as you said the founders, the managers, the
stakeholders, from the team, from research, from competitors. We're flooded with ideas, and what
usually happens inside organization is some sort of battle of opinions or some sort of politics sometimes
or highest paid person's opinion. You had, Ronny Kohavi, who invented this term in your show. What
doesn't happen is very rational, logical decisions these are the best ideas, because it's really, really hard
to predict honestly. There is so much uncertainty in the needs of the users, in the changes in the market,
in our technology, in our product, in our own organization. It's almost impossible to say this idea is going
to be the best, but we do say this because we have cognitive biases that kind of convince us that this idea
is far superior to anything else and it's definitely the right choice.



AR ERIE:

Y. ETRBENFEHN “BEE" (Ideas layer) . FBERNIEAREINMERIREBEINRZEE, E
SNfRFRR, XERAARERBOIBA. £, MmBEXE. HA. HRIRENF. RiIREEERT. AR
RBBEBERENZEMRNZS, ANEREMBUEL S, HER “SHALHER” (HiPPO), REETEF
75 Ronny Kohavi, fth&BRT X MNE. BEAZAENRIFFEME. BEMAVRR, B "XEZRIFITE
&, RRERY, MUENIEE. EEE. APER. mHEK. FRIIHEAR. &N~ R. HMBECSH4E
[P BEEERSHAHEE. NFAATRRXMUEZ—ESEREN, BRIMNHEIXAR, EAFEINEIA
RE, LLENBEEXMUEZATEMEAEE, B2 EMIIER.

[00:34:48] Itamar Gilad (Continued)
English:

In order to avoid this, what we want to do is to evaluate the ideas in a much more objective and
consistent and transparent way. In the book | suggest using ICE, impact, confidence and ease. | think |
have a slide coming on this. So impact, confidence and ease which is basically a way to assign three
values to each idea. The impact tries to assess how much impact it'll have on the goals and that's why it's
so important that we have very clear goals and not many. How we are measuring the ideas on the North
Star metric, on the top business KPI, on a local metric of the team. Whatever it is, let's be clear about it
and then let's evaluate the ideas against this thing. Ease, is basically the opposite of effort. How easy or
hard it's going to be, but both of those are guesstimates, both of those are things we need to estimate. |
would argue that just by breaking the question to these two questions we usually have a slightly better
discussion than just my idea is better than yours.

AR ERIE:

AT EREXMIER, RNFLEU—MHEMEN. —HEBANS R RIFGEE EBFP, KBINER ICERR
A ®gH (Impact). 510 (Confidence) MZAM/EHE (Ease). BEHAE—KXTFXIHLINTFH. ICE
BEXR FRASMEEDER=THENSE. EMHXETGENBEMNEMEZK, XMENTAREEWMEA
AZHNERNLEE, TeHENMNBEIREEF. RIS KPIEZE N EEEG L EE80%, LKA H
X—m, ARRBERMGEE. GHREELFLE “BHEE" (effort) NRE, BIXHFEMERELZRSH
%, BXHMEME “GfE” (guesstimates), HERNBEGITHRE. FINA, MBI EADHEIX
mANERE, FRATBEREEHITE “BNERIRIGE” EHTF—=891E,

[00:35:52] Itamar Gilad (Continued)
English:

But then there's the third element which is confidence, which tries to assess how sure are we or should
we be about our first guesstimates about the impact and the ease.

FRCERIR:

BRELEE=1TEXR, BED, CHETGHNNXTEmONEZENDL ELESKIBE, HENZE
SRR

[00:36:03] Lenny

English:



It's interesting you use the word ease, because | think it's usually effort. You kind of make it positive, is

that an intentional tweak you made?
R EIE:

REBMAT “G5E" (Ease) XM, EARINNEEAKANE “BHEE (Effort) s RIBETMTIR
1REYIE, XRIRZZMBVIEERD?

[00:36:12] Itamar Gilad
English:

I'm using the definitions of, Sean Ellis. Sean, invented ICE. You know Sean, | don't know if you've had him
yet? But he's-

FRSCERIE:
FEARZ Sean Ellis IE X, Sean XBAT ICE, fRIAiR Sean, HAFEIRAREIEIM? Bith—

[00:36:21] Lenny
English:

I haven't had him on yet.
R EiE:

i IEI M,

[00:36:23] Itamar Gilad
English:

Yeah. For the people who don't know him, Sean, is amazing. He's like one of the fathers of the growth
movement, he coined the term growth hacking and he popularized the concept of product market fit. He
created ICE, he created a bunch of things that we use in product that we don't even know.

FRZERIE:

B MWFARINRMBIAFKG, Sean IFET i, MR KIBEIHNHRKZ—, MEIET “EKEZE" (growth
hacking) XME, H#E T “Fmmiplkic” (PMF) RS, MeET ICE, fehET —#RIE~mPE
FARYRA, MIENEZEHAANEZMEIERT,

[00:36:40] Lenny

English:

Wow, | didn't know he came up with ICE. Okay, cool. So the original version of ICE is ease instead of effort.
R EE:

E, FAMERMIELT ICE, ¥F, Bi. FALLICE WIRIBhHRAR “BHRE" MAR “BHEE .

[00:36:45] Itamar Gilad



English:
Exactly, yeah.
FRZERIE:

i, =8

[00:36:45] Lenny
English:
Fun fact.
FRCERIE:

R

[00:36:47] Itamar Gilad
English:

A lot of your viewers are wondering where's the R because there's another variant of this culture. RICE,
where there's rich as well. | prefer ICE because | prefer to fold the rich into the | for various reasons but
both are valid, both are equivalent in a sense.

AR ERIE:

RVRZIMAFIREER “R” ZW7T, AAEES—1MEMAYRICE, HPEET “MXEE" (Reach), HE
EWICE, RALTFEMER, RESWEMACEREHE “Tmn” () §, EREL2ERH, ERHFEX
ERFHH

[00:37:04] Lenny
English:

I'm in your boat, that's exactly how | think about it. | think people over complicate this stuff and try to get
so many math formulas involved with estimating impact, and | feel like these are just simple heuristics to
kind of bubble the best ideas to the top. It doesn't have to be a perfect estimate of impact and confidence
and all those things, so | think the simpler is better and it always ends up being a spreadsheet. People
always have these tools to estimate these things but it's like a spreadsheet, Google Sheets. Great.

FRCERIR:

BERIRMS, RURXAEN, BIAANAMTEXERARERERT, HEEGHERWANSIAKZHIE
FRR. HUBXEIRHENBANAGZE, ARILIRFNEEZHKE. SAEERNEMWH. EO0MAE
XERFAWTEGE, FIUKIANEERET, RLTEEER—TEFRE. AMIEREXETARGEX
LR, BEMGE—1BFERNE, Google Sheets, X#ET,

[00:37:28] Itamar Gilad
English:

So yeah, you're actually leading me to my next point. So when you come to estimate impact you will
realize it's the hardest part. So sometimes it's just a gut feeling and it's a guess and sometimes it's based



on some spreadsheet or some analysis and the back of envelope calculation you've done and I think
that's legitimate. Sometimes these things do show you some things you didn't think of and sometimes
the best case it's based on tests. You actually tested it, you interviewed 12 customers, you show them the
thing and out of those only one actually liked it. You should reduce your impact based on that usually, or
you do other types of tests. We'll talk about testing in a second. What happens is that people tend to just
go with gut instinct and then give themselves a high confidence. They say it's an eight and I'm pretty
convinced, so it's eight for confidence and I found this a bit disturbing because it kind of subverts the

whole system.
R EIE:

=0, MRERLESIHTENT— MR, HRFRGEXEAN, FERIRIXERENTS. BNERE—
MEXN, B—1TEN;, ENEETFELEBFREFI SN, URMBAIHEEEITE (back of envelope
calculation), HINAXZEERN, BXERAHILERMBRI—LMSEINERE, MEFNERE, ©E
Fhik, REFRAMRAE T, RERIFT 12 MEF, BB RT =@, EREFRE—ITEEER, BEMRLIZ
B EMANEmATS . HEMMEMERNNIN, BIEERITIENL. RENERE, AMHAFRE
B, RARLAES—TMEENELSD. MITREmAR 857, MAKIEERE, FIUELERE 8 5. BEAIX
BRSARR, AACEEMEZE LWIFTEBIM RS,

[00:38:22] Itamar Gilad (Continued)
English:

So | wanted to help people realize when they have strong evidence in support of their guesses and when
it's weak evidence, how to calculate confidence in a sense. For that | created a tool called the confidence
meter, which you can see here this colorful thing and should | go and explain it?

AR ERIE:

FRUAFRBERE B ANZIRE, ARMERMIIERE DENEHESFMNNEN, ARMEIERERSS, BIEEME
X BT EEC. Alt, HEET -8R “E04EE" (Confidence Meter) MIT A, MEMEXEEEM
EMRBNBHARTE, N EE—TG?

[00:38:41] Lenny
English:

Yeah, let's do it. And then again, if you're just listening to this you can check this out on YouTube and you
can see the actual slide.

FROCERIR:
9%, KB, BXIREE, MRMRAZBAEREIN, AJLIE YouTube EEFSLFREIZINT Ao

[00:38:47] Itamar Gilad
English:

All right, awesome. So basically | constructed it a bit like a thermo meter. It goes from very low confidence
which is the blue area or the upper right, all the way to high confidence which is the red area and you can
see the numbers going from zero to 10. Where zero is very low confidence, we don't know basically
anything we're just guessing in the dark and 10 is full confidence. You know for sure this thing is a
success, no doubt about it and across the circle | put various classes of evidence you might find along the



way. So for example, starting at the top right, all of these blue areas about opinions. It could be your own
self-confidence in the idea, your self conviction, you feel it's a great idea. Guess what? Behind every
terrible idea that was ever someone thought it was great, that gives you 0.01 out of 10. Maybe you created
a shiny pitch deck or a six-page document that explains in detail why this is a great idea. Slightly harder to
do but still very low confidence, maybe you connected it to some theme, it's about the blockchain... Well
sorry, the blockchain is out of fashion. What's hot right now?

FROCERIR:

T8, XET, BERELERIBEMNEREREEET. EMRRED (BEXKEHALA) —HELEMRESED

(IaXE), RAUBEIHFM 0E 10, 0 AREORE, FRIBELAABMAME, REERETEER
MW 10 KRTEEELD, MBEXRAZRNL, EX&ER. FRERE, FRTIREIEPAIELIMZHIE
EXA. BN, MAELAFR, MEXLEEEXEEHEXTERN. EUREMAMNBENBERBERLT, R
BRES, MESXE—MIANER. BREAE? S—MERENEEER, MBBEANANERBR. XR
REZRR 0.01 3 (53 10 ) WIFRBIETY —MERBVETRXIRE —H7 I, FAMRET I ARXZE—
MIER, XEME—R, BEOEARK. BIFRCESENTEERKRER, LNKRGE. - BIEH, XR
HELINT., WERTHA?

[00:39:59] Lenny
English:

Al.

FASCERE:

Alo

[00:40:04] Itamar Gilad
English:

Exactly, Al. It's about Al, that makes it a good idea? Absolutely not. Or the strategy of the company, that's
another thematic support. Thousands and thousands of terrible ideas are being implemented right now
as we speak based on these themes. So all these things combined can give you a maximum 0.1 out of 10
according to the tool, if you follow it then we move into slightly harder tests. One is reviewing it with your
colleagues, your managers, your stakeholders the idea. They don't know it either, they don't have a
crystal ball, they're usually not the users, they cannot predict. But they can evaluate it in a slightly more
objective way and maybe find flaws in your idea. On the other hand groups tend to have biases too,
politics group thing. So groups can actually arrive sometimes with worse decisions than individuals,
there's some research to that. Next, our estimates and plans. So you may do some sort of back of the
envelope calculation or your colleagues might go out and try to evaluate the ease a little bit better.

AR ERIE:

i, Ao AREMAIEX, EMZ—THEERD? BXAR. NEZAFNME, BES—METF. W
ERNBIEREHE, BT LB MERIAERETXETIWEN, FIURIEXTTE, FIEXEREMER
RZRBEAIR0.1 7. SMRMFESETE, HNSENERE—FBNL. —PE2SRHESE. SE. FMmEX
HE-RITEX MR, MIEKEARIE, WITLBEKEDkK, WITRERZAR, TEN. Eth{i1a] UALHE
HMEN—LBNANEE, BIFEAIIRREARRRE. 5—FHH, #FAUEEIARL, LD AERA.
BHARYE, FIUBAERMBHARREZEIENAERE, XAASEMRRZFN, ETREHNOGEEMITR,
fRAJRE M —LEAEBRAYIHE, NEMNRASZAIRIEZHEBIF T EESE.



[00:41:07] Itamar Gilad (Continued)
English:

That gives you a little bit more confidence, but still we're at the level of guesswork at this point. Next
we're moving to data and data could be anecdotal. So you find a few data points dotted across your data
or you talk to a handful of customers or maybe one competitor has that same idea. In many companies |
meet, if the leading competitor has this feature and we think it's a good idea validation is done. Let's
launch it, that's it. It's a great idea, we need to do it. It never works honestly, you should not assume that
your competitor actually knows what they're doing anymore than you do. Data could be also what | call
market data. That comes from surveys, from assessing a lot of your data by doing a deep competitive
analysis and there are other methods where you create a larger dataset and you contrast your idea
against it. Finally, to gain medium and high confidence you really need to build your idea and test it and
that's where the red area is.

AR ERIE:

XRBMRE—REC, BHEEMNDATFEUNE. BTRENEODHE, RIETERKSEHEDN
(anecdotal) . LEAIRTEEIERRIMT LRZENIEE, HEMFRM/LINEFIE, HETEREIRZFHFHLE
EFNERE ERBENTFZAFAH, MRIACHNREENFEXIIE, MBENEREXEIFER, BAR
IERTERR T o RBIE, FAXHF. XBMFER, WO LR, XMRITFB MANZRIRIRHTS
MNFLREBRZECEMT 4. BUBLATURRMIR “HHHE . XKBRE, KEBIRNNEFIN
THEREAREHIE, ©REMGARUIZERNIBIREHBMRIES 22X &E, ATREFFNSE
i, RENFEEWRMEVREHHITIE, XM2LaKIEFTT.

[00:42:11] Itamar Gilad (Continued)
English:

So there's various forms of tests, we'll talk about them if we have time and they give you various levels of
confidence.

FRCERIR:
FRIABE &MAZ IR, REREIRIIZITEEN], EfSSRTFRREENE .

[00:42:19] Lenny
English:

Awesome, this is a very cool visual. We'll link to a image of this in the show notes too if people want to
check it out. | think what's awesome about this is you could just use this as a little tool on your team of
just like where are we along the spectrum? We think the impact of this is very high. But we're probably in
this blue area of confidence and so let's just make sure we understand that and it's really clear language
to help people understand. | see if we had this, it'd be a lot more confident.

FROCERIR:

AET, ZE— M EBENAEE. RMEIETEECTHEXKER, BEAREES, RIANXITIAK
BRI A ET, METLUBESERRFH—NNIA: BITEXNCOENMBNMIE? RITAAZXNEBREK,
BRNATELTEONEBXE, FrUILENBRAREBAAX—R. XMEMBIESREEBIANER: 3K
BY, MRKNETXMNEHE, EOMEKEZ.



[00:42:45] Itamar Gilad
English:

So you can also tie your investment into the idea based on the level of confidence you had found
essentially, so early on you want to do the cheap stuff just to gain more confidence and then you can go
and invest more. If it's a really cheap idea, you can jump to a high confidence idea, you can test, you can
do an AB experiment. Early adopter program, whatever it is and then launch it. Some ideas you don't
need to test, sometimes the expert opinion is enough. If you're just changing the order of the settings, no
one sees this or no one will be impacted. The risk is low, you can launch it without testing. So part of the
trick is also knowing when to stop, not just trying to force your way all the way up when you don't have
to.

FROCERIR:

B AR BT LURIE AR A BV DK FRREM ZAERIRN. &L, RHFAM—ERNNEBERREES
S0, ARMEAUBRAES, IRXE—NMFERNIEE, A UERRIISEOME, RAJLUN, 4 AB
K. PHRAETNEFSE, ARLH. BEREZFAFENR, ANEXEAMEB T . WRMRABERR

BENIRF, RASERIHELASTERM. KRR, METUERNIRBER T &E. R, KI5Z2—
ETHEMFARMRELE, MAXNEERYERIHERITH L2,

[00:43:31] Lenny

English:

That's a really important point. The other important point here is just a big part of a PM's job is to say no
and to stop stupid shit from happening and this is an awesome tool to help you do that. To be like, okay,
here's this idea you have, just like let's just be real, how confident are we in this? And, okay, it's going to

take us three months to do this. Maybe we should think about something different, maybe we should

work up the confidence meter before we actually commit to this.
FRCERIE:

XE—TIFEEENR. 53— TERE, PM IEN—ASOMmER & , HFELESENFERLAE, MXE—
PNEEBRMEIX —RBEETR, RALOR: 8, XZ2MMEVAE, LENAL—x, RIIWEESZKEL?
mE, BXMEE=1TH. BIFRNNZER—ERENFRA, REERKNBERNZH, WIFRIINZ5RE
A—TE0HEH.

[00:43:56] Itamar Gilad
English:

Yeah. This is a real world usage that | hear about a lot, some people use this to kind of do... An objective
way to say no and gently. Or to say we'll think about it but look at these other ideas we have and how
their impacting is and confidence stack up.

FROCERIR:

2. XRFELENENNENA, BEAREXR - U—MEMEEMHISRIR T . HER “RIIZE
FERY, BEERNBENXLEEMIE, URENNZmMAFMEOZWNEHTIN” o

[00:44:12] Lenny



English:

Classic PM move, just like that was a great idea but what about this better idea? Coming back to
something that we talked a bit about at the beginning, say you have a founder who's actually very smart
and experienced. Say even at a startup where you don't really have the time to build tons of evidence for
ideas. Do you have a different perspective on how much time to spend building confidence in ideas
versus just like cool, they actually have really good ideas let's just see what happens?

FRCERIR:

L PMRI: “BEMFER, EXPEFHEREAE? 7 EERNFRRIN—R, RIMEE—TIE
FRABLRFENEIBA. EERE—RVEIQE, MENKENENERIRENIEHE. HFESDH
EERIMIENEC, EREER ‘B, MITAIEREFNER, LRNEEILKEMFL” , MESEFEN
B

[00:44:41] Itamar Gilad
English:

So there's always like a trade-off between speed of delivery and speed of discovery, and that actually
leads to the next layer of how do we combine the two? Because people tend to think it's an either/or.
Either we are building very fast or we are learning and then we're building very slow, but | think we're
using the wrong metric. The metric is not how fast can we get the bits into production, when there's a lot
of uncertainty and we all face uncertainty and startup especially. It's not about getting the bits to
production, it's about getting the right bits to production. It's about creating the outcomes that you need,
the impact, and so it's about time to outcomes and | would argue that the evidence guided method is far
more impactful. It's far faster, it's far more resource efficient than the opinion-based method. Because
opinion-based methods tend to waste a lot more of your resources, building the wrong things or
discovering, learning too late. Well, evidence guided helps you learn earlier.

HRERIE:

ERXMEENRRTREZ B LSEFENE, XEMFLESIHT T—F: BRINMFABRESSER? BAAIMER
FIANAXZBIELENER . BEARINTEERIERR, BEAKNEZIAGHRFIERE. BRINAKINERTHE
RNEEILE, BHEMETERITES LR (bits) EALFIFE, FBIRTEEEAETHTEMN (T4
AEIGTHENE, THEVIAE). XBAEFIEABERES, METEERNCBEERE™, XBETEE
REENHR (outcomes) MMM, PRUAKBERET “EMARMETE (time to outcomes), FHIANIHES
N EREBETFEINAZEEEMN, EER, BRXNEER. AAETREINAZEFERIREEFLMNR
BEWMBEIRNAT, REAMMNFIFRE. MIHESAEREMRERF S,

[00:45:50] Itamar Gilad (Continued)
English:

Plus it is a fallacy that if you learn you don't build, good teams know how to do both at the same time and
that's actually what the steps layer is meant to teach you or to help you do.

FRCERIR:

tE5h, IR “MRMEFZIMAENE B2—N2i1L. RFENEAMENRENHFTXRMI E, MXIER
“BBER" (Steps layer) STEHIRHEBNIRMAIER.



[00:46:03] Lenny
English:

Awesome. So let's keep going.
R EE:

KiET o BRFAILREL,

[00:46:23] Itamar Gilad
English:

Absolutely. | think the concept we talked about of the North Star metric, the value created versus the
value captured is very important in every company. Building your entire metrics trees, maybe overkill,
doing heavy weighted OKRs may be overkill for early stage. Early stage companies even don't know how
they create value, so they need to iterate and their goals is really to find product market fit. Beyond that,
what happens is that you need to start building your business model. So that's your goal and you iterate
towards that and you need to put metrics on that and then when you move into scale, you need to try to
create order because when you scale up... And all of this is covered in the book, there's a special chapter
just about these questions. When you scale up, you get a lot of people and a lot of money and everything
is happening at the same time. So there you need a order of evaluating ideas in a very systematic way. In
a company like Netflix, by the way | don't know if they need this specific method. They're very-

FRCERIR:

LR HINATRNTRBIWIRESETES, BIENNESHENNE, TERAANERER, WT2EHM
EERuL, MRRSTEAVEIM AR md sk, HUNER OKR AJaEtEd kT, RHARREERMEHE SENALNE
MER, FRUMIIREEN, IINERER LEEREFmmHNE (PMF), FRibZsh, ETRERENZMRE
BRI SRE, FRUBRRIFNE, MASEENR, MBBNIIREET. AR IRENRRLH
B, MBESWNEIHEF, HASMMEKE- - FrEXEERPHAE RS, F L NHEXERH, SR
MEKE, MEBREA. REH, MBEFBHERNLE. FMUEREN, (REE—EFERFUITHIE
BUERF. IR —T, & Netflix XIFHIQE], HAMEMIIREREXMTENTTE. MIIFE—

[00:47:27] Lenny

English:

Yeah, maybe that was a bad example. They're probably doing things pretty well.
R EE:

TR, WIFRENFGIF. MITREEEMISIEETFT.

[00:47:30] Itamar Gilad
English:

One thing | discovered by the way, there's two types of companies that really benefit from this technique.
One is those companies that are kind of emerging into modern product development. They have product
teams, they have product managers, they have OKRs, they're starting to do Agile. But they're starting to
do experimentation, but they're struggling to put it all together. Every CPO is building their own little
framework and the other type is those companies that used to be evidence guided and they regressed



and that happens way too often. Change of management, change of culture, and then all of a sudden
they need to rediscover, to rekindle that spirit that was lost along Google+. So some of the people that
actually respond to the strongest are actually surprisingly in these companies.

AR ERIE:

IRER—T, FEAMEREQBEMIMRAPREEE X —RERBEEEORATRALREN AT, (]
BrrmAfA. @I, OKR, FRMEsER %, BT RMstiun, MREEMERARGE—E. 81
CPO #EMREBECHIIMELR, F—XEPERLZIHESAEBEFREY THARE, XMBERLER/KMET,
ERRTE. XEE, RARRAZE, NFEEMAI. EMRWAE Google+ IRPERBIAFIEHH, Fi
B, —ERNVEEINNABASEMREXEAT,

[00:48:19] Lenny
English:

What | love about your frameworks and kind of all these things we're talking about is these are just a...
You can almost think of them as a grab bag set of tools to make you more evidence guided as a company.
You could start with thinking about the confidence meter, you could start using ICE more. You could start
using the metrics tree and all these things just push you closer and closer to being more evidence guided,
you don't have to adopt this whole thing all at once.

AR ERIE:

HERIREER MR PIERNEXERAN—RE, EfmER - RAUUBENEFR—RFIAR, B
KRB AR ZEREMLLEEN SR, RAUMEZE TR, AIUFFEESMER ICE, {RA] U EEER
fatnt, PIEXLEEBEHRRIEMHERERLOHESRAIRS, MARE—RIEXALRE.

[00:48:41] Itamar Gilad
English:

Absolutely. | would recommend that you don't try because if the transformation is way too big, you will
get fatigued and you will just create a lot of process for a lot of people and you would not see the results

and after a quarter you'll give up. So exactly what you suggested is the right approach.
R EIE:

BT, RBWMAEZH—RE2RER, RAMNREZEMERK, MIBEERR, (RRIARZALER
e, MBEFIER, —MEERMMIEFTF. FTUMENNGAERIERISEZE.

[00:48:57] Lenny
English:

What would be the first thing you'd suggest if people were trying to move closer to being less opinion
oriented and more evidence-based? Which of these frameworks or models would you recommend first?

FROCERIR:

SORAMDAER DX B ILRRH, EMNERRERE, MBRNNF—HEEMA? MIBAEEXEERSIR
By —1?



[00:49:06] Itamar Gilad
English:

| recommend that they discuss internally where is the biggest problem that they're facing. If the goals are
unclear, there's misalignment, we keep chasing the wrong things, start at the goals layer. Try to establish
your North Star metric, your top business metric, your metrics trees, start assigning teams with their own
area of responsibility. If you're spending a lot of time in debates and you're constantly fighting and
changing your mind. Start with the ideas there and establish impact is confidence or whatever
prioritization model you like, but involve evidence in it. | think the confidence meter is a good tool to use
irrespective. If you're building too much and you're not learning enough, start adopting the steps layer
which we haven't seen yet and if your team is very disengaged. You have one of these teams where the
developers are very into Agile, very into quality, very into launching things, start working on the tasks
there.

AR ERIE:

HREWMIIAEITIE—T BRI EIGHNRRFEZ 4. MRETFREAH. FEEL. R -—EEERHERNAR
7, BMMBIREFE. FHZILMAILRERER. TR SIER. 55N, FRABANDESBNREE
Eo. MRMRAETREZMEEEL, SEFUWHNTER, BRMBZERA IR, BURMA. FOFMERR
B, EEEIHEMANES. HINATIRWAE, FEOEHTRE— IR, NRMWESKSMFEIFAE, 3
MAERBRINTLEINSRE. MRMFNENEERZS5R, LHIIMRE—MFRARIFEARARTHE.
FREMEM, EXISRROBER, BRMESEFIEIE,

[00:50:13] Itamar Gilad
English:

All right, so steps. Steps are about kind of helping us learn and build at the same time as we said and one
of the patterns | see is that organizations don't know that they can actually learn at a much lower cost.
They believe they need to build this elaborate MVP which is not minimal in any way and then launch it
and then they will discover it and basically it's what we used to call beta 20 years ago but just with a
different name. What I'm trying to do here in the steps layer is to help companies realize there's a gamut
of ways to validate your ideas or more specifically to validate the assumptions in your idea and | created a
little model for this, it's called after assessment fact finding, tests, experiments and release results. But
again, it's just putting together things that much smarter people invented. So in assessment you have
very easy things, things that don't require a lot of work. You check if it aligns with the goals, this idea that
you have in your hand.

FROCERIR:

FEY, IETREHE (Steps) . EMEAATN, PERIBXFEBBEINBNEINMEN, BEIN—MERX
B, HEAFRHMEMIEIR LT MULERNEAETES. tTARNZENE—IERN MVP (/AT M)
—Mi—RtBR ‘&I —REEH, BEMIIASEZLAN. XEREREH] 20 F7I#F 27 Beta kgAY
R, RBRRTINETF. BESBEEREMNEREMATRIRE, W% (FAFIREIIEEEPERIZ)
EEMEENSE. BALSIET —/IVER, B81F: ¥ (Assessment). FRIFZE (Fact finding) . izt
(Tests). SE4& (Experiments) F&E#HLER (Release results), BEEF, X2 2ILEEHM A LA KRR
BE—, FiHEHP, ME—LEEERE. FREXZITENSR. LOIKRERFEINXMUEZRESEF—
o

[00:51:14] Itamar Gilad (Continued)



English:

You do maybe some business modeling, you do ICE analysis, you do Assumption Mapping which is great
tool by, David J. Blend, or you talk to your stakeholders one-on-one just to see if there are any risks, etc.
These are usually not expensive things and they can teach you an awful lot about the impact and the ease
of your idea. The next step is to dig data and usually that goes hand in hand with this. So you can find
data in your data analysis through surveys, through competitive analysis, through user interviews and
through field research, observing your users. Obviously these last two are pretty expensive, so it's often
good not to wait until you have the idea and then start doing your research. It's best to keep doing your
research ongoing and then you have some sort of data to lie on and to compare your idea against. But
until now we didn't build anything, now you're ready to start testing, building versions of the product and
putting them in front of users and measuring the results. But initially you don't build anything, you fake
it.

FRCERIR:

fROJgExM—Lel SR, 8 ICE 94, MERIZBRET (Assumption Mapping, iX:& David J. Bland A& B—
MEENIR), HESHEEXEHIT—H—RK, BEEESHFERANKNSE, XEBEFRZREANERE, €
TR LOLRREMEMAMEZEBTIEERINNT . T—FT2EEHIE, @EX5HLRLSHIT. RaJlL
BEEIED. BE. TFE. ARIFRMXHAET (URAF) RKIHEE. B, RERTHEEEERE,
FILUBE RFFABEZFENE TRIEAFHBMAR. RFEFSEHITHR, XEMRE T KRB EIER IS LR
8%, BEIBRIALE, BRITEEEMEERARAE. NEMESEFANRT, WE~RINSITRE, BE]
RERFERHEEER. ERUMFBMTAEHFIEE, R “ER” .

[00:52:18] Itamar Gilad (Continued)
English:

You do a fake door test, you do a smoke test, Wizard of Oz test, a concierge test, usability test. We used a
lot of those in the tabbed inbox by the way, one of the first early versions was actually we showed the
tabbed inbox working to people. But it wasn't really Gmail, it was just a facade of HTML and behind the
scenes and according to the permissions that the users gave us. Some of us moved just the subject and
the sender into the right place. So initially the interviewer distracted them and then showed them their
inbox and in it the top 50 messages were sorted to the right place, more or less if we got it right and
people were like, "Wow, this is actually very cool." And that gave us a lot of evidence.

AR ERIE:

fRIEGERITNE. BN, FEFMENR. LEWR (Concierge test) . AIAMMIR, IRER—T, FKfE
WD RREFERREER T XESE. RYOINPHRREZ—, KELERNBAFPBRTRT —MNEEBITHDE
Wi, EIHAZELER Gmail, RE—1 HTMLBYINS, EEESRIEAFARTHIIANIR, FHiHH—L
AFoFHAEFMEEABSHEEBNUE, FAURY, BERERDHTHIIEERSH, AEREtIIRESR
WetbFa, INRIBIEEWBNIE, 7150 FEBSABKOLEERNMA. AMMNBREE: “H, XENRE”
X4 T HANKERIEE.

[00:53:02] Lenny
English:

That's an awesome story. So that was in the user research, it wasn't rolled out to people? It was a manual
individual?

FRCERIR:



XE—MRENSEE. FIUBRRERFAMRFHEY, HRBERARER? BFhEMAR?

[00:53:08] Itamar Gilad
English:

There wasn't a single line of code written, this was just cooked up by the researchers and our designers.
But it gave us some evidence to go and say, we should try and build this thing.

FROCERIR:

Y —1TRBELS, XRBAMRARMENZITTERLEN, BELTHRIN—EIEEER, RN
SRAFRI N R,

[00:53:19] Lenny
English:

Love that.

FRCERIR:

AET .

[00:53:21] Itamar Gilad
English:

So initially you fake it, mid-level tests are about building a rough version of it, it's not complete, it's not
polished, it's not scalable, but it's good enough to give to users to start using. So those are early adopter
programs, alphas, longitudinal user studies and fish food. Fish food is testing on your own team.

FRZERIE:

FRUSADIR “ER , PLEURNZHE—MERENNRE, ERTE. FEE. Taf &, BRURGARFHF
tafER. XLEAFERARMAEITL. Alpha X, HEBFAAZMN “GR” (fishfood), “GBR” MEEIRE
S YR AT,

[00:53:40] Lenny

English:

Fish food? I haven't heard that term before. So it's dog fooding, but more local to your team.

R EE:

&8 (Fishfood) ? HUFNZITEXME. FIULERE “IZ##R” (dogfooding) , {ESEEER/RFIREVERA.

[00:53:46] Itamar Gilad
English:

| think it's a Googly thing, but some people told me that they use fish food as well in their company the
name. So I'm using it, | don't know if there's a better name for it.



AR ERIE:

HEXZ Google NERBVLE, BEEASTIFHK, HNEARNEER “@R” X1M2F. MUE—EZERE, &
FHEREEEFHNETF,

[00:53:54] Lenny

English:

| wonder why it's called fish food, because it's like little? It's like little gentle little clicks?
FRCERIE:

BERAANER, ERARNERNG? SMEERNRE?

[00:53:58] Itamar Gilad
English:

It could be. Yeah, | don't know.
FRCEIE:

FIRERIE, TR A .

[00:54:00] Lenny

English:

Wow. Okay, super cool. I'm learning a lot here.
R EE:

B, 4F, BRE. HFETEREZS.

[00:54:03] Itamar Gilad
English:

So the next stage is to actually build a kind of more complete version of this and then you can dog food it,
then you can give this to your users internally. When | joined Microsoft many years ago, the first thing |
noticed was that Outlook was very buggy and | asked people what's going on? And they told me we are all
dog fooding the next version of Outlook that hasn't come out yet and that's a very common practice in
Silicon Valley. You can do previews, you can do betas, you can do labs, so those are tests. Now, there's a
special class of tests which are experiments because they have a control element. So AB tests,
multivariate tests, those are all experiments. I'm using the word experiment the way data scientists use it,
although people tend to call experiments to everything that you see here and finally, even the release you
can do stage release, you can do percent launches, you can do hold backs. All of these things help you
further validate your assumptions. Sometimes you need to roll back and change things, but it's another
opportunity to learn.

FRCERIR:

T—MEBERMFEE—NETEBIMA, AR “ZER" , BERSLERERF. ZEFHMNHIRE,
AREME—HEMRZ Outlook BRZ Bug, HRAKEARE? M1EFK, RIWME 120K , AL



BEMBT—THRZAR Outlook, XZERIFEEEBNMIE. MAILUSTAAR. Beta hit. SKIDZEhR, XEEZE
Wike MME, B LFIFHOMNRNEE, ANENEENERE, FLUABIE., ZTEMK, XEHMELRE, K
REHEMFREANEX LER “E1H” XMIN, REAMMMATRMREXEERINFE REEMISE
Yo &, BERAM, MAUMOMELES. BRLAH. BFNE (hold backs). FIAXLEREBI TR
—SWIHRIZ. BRRFERRHEN, EXES—TMFEINNZ.

[00:55:06] Itamar Gilad (Continued)
English:

So the key point is you don't have to start at the right-hand side, which is expensive. You can start early
on and that leads to poking a lot of ideas very quickly. You realize they're not as good as you thought, and
then you can invest more effort into the good ideas. If they generate positive evidence, you can go further
and further until that point where you feel you're ready for delivery.

FROCERIR:

FRAXRBERET, MMARENEN (BEBED) Fih. MAUMBRFR, XEILRREFEANERZE. R
SRIREENHKBMEROBAY, ARMRAILLUBESZBHRNEFIEZES. MRENFETRIRIE
12, e LUESEREER, BEEIRRSEETFXHAL.

[00:55:29] Lenny
English:

Okay. So we've talked about goals, we've talked about ideas, we're talking about steps here. Is there
anything else along steps? And then next | know comes tasks.

FRCERIR:
o HANBTET Bin. BE, WEMRTI R, XTFIEEBEHAEMNZTHNG? FHAEE THREES,

[00:55:37] Itamar Gilad
English:

No, this is it for steps. There's a lot more with this, we will not go into all of it.

FRSCERIE:
, XFSEBMHXLZ, XEATERZNS, HITHEA—FENT .

[00:55:42] Lenny

English:

Okay, that sounds good. Let's talk about tasks and what you mean there.
R EE:

9%, TR, BANRRES, URIFENZEMT 40

[00:55:46] Itamar Gilad



English:

All right, awesome. So in many organizations there's these two worlds. There's the planning world where
basically you have the managers, the stakeholders, some of the PMs really sit and think about what we
need to launch and that's where we create the strategies and the roadmaps and the projects. But guess
who is not invited to the party? The people who are actually doing the work. They live in Agile world,
they're very focused on moving tickets to the done state, on completing burning story points, pushing
stuff into production and there's a big gap between these two worlds. They don't understand each other,
they don't see eye to eye, there's a lot of mistrust being built sometimes against the plans or the
managers feels that the teams are just not being very effective. We've seen all of this and the solution, the
stop gap is to put a PM in the middle. The PM is supposed to make all of this work, deliver on the
roadmap like a project manager, feed the Agile machine with perfectly prioritized product backlogs and
stories and it just doesn't work honestly.

FRCERIR:

T, XET, AFZARPEFEEERMR. —F R , BEXEEEE. M@mAXEN—LPM
PE-EREHNFELBMAA, RINEREFELE. REAENTE. ERFEIKBBESMXITRR? &
BELFFREIF LN MITEEE “BEER” B, FEZTITTHIER (tickets) Brp2l "B RS,
TRHER, BRAERES. XM MR ZEEFEERNEE, tWIIEREME, LERFA—, BT~
EFRZFEME, RELERRRANEERLS. RNLIFMEXERR. MBRAE, HEBRNEZIT, ML
PMREFIE, PM RiZitX—iEiiesk, GIMBSE—HFRXBLE, BAREHFNTaEhiRN%ExR
IRFFBUENER. LW, XITF &

[00:56:50] Itamar Gilad (Continued)
English:

And the PMs | meet are very tired and they have to spend so much time in planifications and roadmap
discussions and they're very busy, they don't have time to do research or to test ideas. So | suggest
changing this and bringing the developers a little bit out of their Agile cage if you like and no disrespect to
Agile, it's a great thing but let's let them do more than just develop. Let's let them discover as well and
one of the tools | suggest and again this is a process is what | call the GIST board. So it's basically the top
three layers of GIST. The goals are on the right, these are just the key results usually per team | suggest not
more than four. So you create a GIST board per team, then the ideas we're working on right now
sometimes with our ICE scores and then the next few steps that we might want to pursue in order to
validate these ideas and this is a very dynamic thing.

AR ERIE:

HIBEIM PM BIEEER, I FEREASNEEITHIMBLEITC L, MI1HEEIC, RENEHHRTIN
HARE, PRI EXFROR, IBFRXARMMIIN “BiEFEE” ERdk—xR (EEEIL&E, B217
AR, BRI ANRER &, ILRITLITEE2 58K, RBWWIAZ— (AF, X2—
TI2) BRMZ A GIST BIRNAF. EEALRET GISTHHIZR. BiFEaN, BEESE  HMNXRE
R (KR), HEEMNABIOEN. FALURAS I HPARIE— GIST &R, REEHKIIBEIEELIENEE (B
w8 ICETS), FEEERINANTRIEXER AR BERITNEEL NP B, X2—MEESINEE

[00:57:48] Itamar Gilad (Continued)

English:



It changes all the time, the team leads need to update it and the team needs to meet around it at least
once every other week to think to talk about what's going on. Are we still following the right ideas? How
are we doing on the goals? What are the next steps? What's blocking us from completing the most
important steps? And this is a discussion that is not happening today, because most of the discussion
happens at the roadmap level and then there's a lot of discussion at the task level. But this middle layer
of what actually are we trying to achieve and how well are we doing on it doesn't exist. If you do have
this, you create a lot more context in the minds of your team and then they need to ask you fewer
questions. You need to tell them less what to do. They know what's success and they are able to actually
do a lot more on their own.

AR ERIE:

E—HELWK, BAFTAZTEEHRE, ANEEZVERARSREA RS, [HEHERR. HI1FEER
[EMBARAIE? BARHENE? T—P2HA? F4EBTRITERREENSE? XMTLESKTHEELR
&, ARKRSZEITIREERLELT], RAERESKINNITIE, BREX—F—RKNIKES AL
4, URBNBEELAE —HTEE. IRHFEETEXN, (FREAMKRINREFOETEZNETX
(context) , AEMIIBERMRHIEMHML T (FEESIFMITZBI2HEREL T, MITMETAZEK
I, FHEEEBIRTISERES TR

[00:58:37] Lenny
English:

Is the way to think about the GIST board as the way you should be road roadmapping or is this more of a
strategy framework to think about why you should be prioritizing broadly?

FROCENIR:

=F GIST BEREFMNIZETRAEMNNA R, ERREESE—NIBIER, ARBENTABRHIT Z
BRI HEE?

[00:58:48] Itamar Gilad
English:

The way | say this is at the beginning of the quarter, the team defines its goals. The leads of the team
define the goals, but they review it with the team, they review it with the managers, of course with the
stakeholders. Everyone's in agreement, these are the maximum four key results and the one or two
objectives you guys need to work on, teams cannot deliver on more than that. You copy these key results
into the GIST board, then you start looking at your idea bank or you start generating ideas and say, how

can we achieve these key results?
R EIE:

BOOWER, EEEFRN, AMNEXHEBR. AMARAEXBR, BMIIZ5HM. K2, SATEN =
BXE-ETHE. AXEE—X: XRZBMNFEZSINESENIXBER (KR) UR—F B
(Objectives) , FINEERMNES, MEXLEXREREHE GIST BHIRYF, ARHHRERIRNEEE, HE
FHAFERREH R FA TSI R BLER?

[00:59:18] Lenny

English:



And to clarify the thing you copy is the key result as the goal?
FRERIE:
HE— T, IMEFINZFEABER “XBER ?

[00:59:22] Itamar Gilad
English:

Yes, exactly. You can write the objectives alongside that to remind people what are we trying to achieve,
but the key results are the thing we show here. Then you pick some ideas, the ones that look most
promising and as unintuitive as it sounds or counterintuitive as this sounds | would recommend that you
let the team pick these ideas. The manager of the stakeholders can propose the ideas, everyone can
propose, but the team should use the ICE process to kind of... And especially the product manager is very
important here to choose which ideas to test first. Then the team together needs to develop which steps
should we run, how can we validate this? Some of the steps will be done by the PM, some by the data
analyst, some by the user researcher. But some will involve the team, there'll be some coding, there'll be
some running of experiments and so there's some ownership around the steps. A sub team owns each
one of these steps and we will change the board very actively.

FRERIE:

BHY, &, RAILEENE LB, UREARKNELMMHA, BXBERZRIEXBERTHZO. A
EREkiE— 485k, BLEERFEEFENEE, REXMRRAEATEENKREDN, BHREIIRLLE
FHGEXLEARE, RERFHBXETLURHER, SPALAILUR, BEABRIZER ICE RiEk 45512
FRABEXBIEEEE, RELMAMEREE, REANETELRFIE: RINIZEITHLESE? B[
WX —m? BLSERH PM R, GLBHBIININTR, BLHAPARRTR. BELERSRENHE
PA, 2B—LHEIBIE, sF—YLRET, AtPEARSE—LHREN. — M FHAMNOREFE—1F
B, BRsIEERREREIR,

[01:00:24] Itamar Gilad (Continued)
English:

So if an idea turns out to be bad we will take it off the board and put another idea in this place or maybe
we achieve the goal, we don't need to work on this anymore, we can focus something else. So it's a

project management tool in a sense.
FR S ERE:

FRAINIR —MEEBOEPREZAERER, HNSBEMBR LR, B ES—NEE; HEMRK(IEI T BT,
MABEBMXNT, IUTETEMER, FIUMEMEX L, ER—MHEEERTR,

[01:00:36] Lenny
English:

Awesome. So I'm looking at it and | think maybe the most important piece of this is that steps aren't just
like a project, like launch a better onboarding or add the step to onboarding. It's you want to emphasize
the steps that you're going to take to get to more and more confidence essentially, and more and more
evidence guided thinking versus just, "Well, let's figure out how to launch this feature idea."

FROCENIR:



XiET. REEE, ARTHPIREENHDZ: FEFAMMEE—THE, il “RHEFHFHFSR” o
EHRFIISHFRIMTE o MEBRERIFN T RSURESHELD, RERLERMBPLETER, DR
ZHNHESRRBE, MARMNMNR 8, EHNTBDELHXININERE” -

[01:01:03] Itamar Gilad
English:

Exactly. It's not a engineering milestone or a design milestone, it's a learning milestone. So we build
something and along the way we actually grow the scope of what we build. We are building the product

in the process and we learn, so the two have to come hand in hand.
FRERIE:

R, EARIEEEENRITERR, ERFIBENE, FIURMNER—LERA, FIIEPRINEEFLY
ATHERESEE. RIVEIEPHRFRHAFS], FRUXRELIRTTKH i,

[01:01:20] Lenny
English:

And for folks that aren't watching this on YouTube, just to walk through an example, we'll do it real quick.
So one of your goals here is average onboarding time, you want your goal to be the average onboarding
time less than two days, currently five and a half days. An idea there is an onboarding wizard, and then

the steps are a usability test with mockups and then a usability test as a prototype and then an AB test?
AR ERIE:

X FRTE YouTube EEMIARIARR, FITREI—MHIF. LLUREI—TBinE “FIHF5IFHEE" , RF
ZEtELTFRX, BRREXRF. —MUAR “MF5IRAT" , ARTERE “EAKEE (mockups) #17
AN , #EE “FARENTRAENR" , &5 “ABH” ?

[01:01:42] Itamar Gilad
English:

Yeah, basically, and you can alter this as you go along. Sometimes you can run multiple steps in parallel
it's not always sequential. But that's basically the process, yeah.

AR ERIE:

B, BAERXE, REUEERES. GRFAUHTETZNIE, F—ELRIMFRITH. EREES
EmEXE,

[01:01:53] Lenny
English:

Awesome. So again, what you're trying to emphasize here as a team is just we're not just going to launch
this onboarding wizard and we're not going to figure it out later. It's like let's be upfront about the steps
we're going to take to build more and more confidence. This is something we should keep investing more

and more in, which is really interesting.

AR ERIE:



KiET. FRLL, fEA—TE, REXERERANE: HNARRELAHZXNMHMFIISAS, BFABUEE
AR MERMNEFMARMHINEREPLED BREZTHRESZHE 0. XB—TRHRNMNIZIFERNE
KEUZHER, XENREHE,

[01:02:09] Itamar Gilad
English:

Yeah, and another interesting thing that happens every time you run a step if it's successful you have
evidence and you can go back to the managers and tell them and share and say, "With this idea we
thought it was great, but we got this result. What do you think that means?" And sometimes that manager
that propose it would say, "I think the test failed, let's rerun it." Or sometimes they will say, "Maybe it's
not as strong as | thought. The discussion just becomes that much more nuanced and objective if you
like.

FROCENIR:

28, Z—HEBNERE, BIAMET—IMTE, RERMT, MMETIHE, (RAUEZIZKERESE
Hin: “KRFXMUE, HMNBIANERE, ERINFETXNMER, MEBXEREFTA? 7 AREEXT
BENEERY:  “FOARWHRKT, IERMEFET—T.” HEBFHMNZR: “WIFEKBRBKRIA
2458, MRMREBE, WERSTEFEMABMENR,

[01:02:42] Lenny
English:

Maybe just to close out this framework. How does this relate to a roadmap that they may have in a
spreadsheet or in Jira or in Asana or something like that. Does this sit on top of that? Is this replacing a
roadmap somewhere else?

AR ERIE:

WIFRNTAT UAERXMESRRITIE, XSMITRIREEREFRIE. Jira F Asana FIHENBREAEEFTAXR? E
BRETHENG? B2 IR T Etth 5 pIRRE&E?

[01:02:54] Itamar Gilad
English:

I would say that release roadmaps where you are just saying by Q3 we want to launch this or by October
we have to launch that, they're kind of competing with this. If you're doing that and people know that the
goal is to launch that thing by October, forget about learning, forget about evidence guided, | recommend
using outcome roadmaps saying by October we want to achieve this outcome. By Q4 we want to launch
in another three countries, or we want to grow our usage in India by that much, by this time we need to
tackle the problem of churn and how we achieve this. Sometimes we know we have a concrete idea that
is high confidence that we already tested, we switch into delivery, then we can put it on the roadmap and
say, "Yeah, we're going to build this thing and we'll aim for October." But otherwise you want to keep it
open and the roadmaps can kind of suffocate this process if you decide upfront with low confidence that
this particular idea must be launched.

FRZERIE:



(=, ABERRIN “HE=FERMNELHXN H “H+ARENMNBAEHRLRN HNAGREE, SXME
BERSXA, NRMEBIMHERLE, MEARTNEETERETALHRNARA, PMSEFEIE, SiE
EESE. REIWER “MERERLE" (outcomeroadmaps), it “B+ARMNELMEXMNRE” . “F/EM
ZFERNMNEBEANSBIN=TER” , HE “BINERHNENFERASEMXAZ” , “HIXMRBERIEZHRAR
KA . EFEMNMEIEMXLE, EREFENMERNE—IELNIINEEOREEE, RITERRM,
RERIMNTLIBEREBREZE LK. ‘B0, RMNEGMEXNARA, BMRE+TA” BRRLbzIh, (REiZEREHF
o MRMFEEORENER FTRMFDREM AL REMIERE, BRERTRERIERX NI,

[01:04:04] Lenny
English:

Okay. So you're proposing people switch the roadmapping practice to this, which is very ambitious. | love
it.

FROCENIR:
¥Fo FRUMRBERNATERAELEEZAXMAR, XIFEFEHF L. HEW.

[01:04:10] Itamar Gilad
English:

Well, this is not a roadmap. This is just a tool for the team to manage the project, but | have a proposal for

outcome roadmaps inside the book.
FR3zEiE:
1B, XRGFAEREE, XAZEANEETNBNIAR, BRERPEXTHRBEERIRSE,

[01:04:20] Lenny
English:

Okay, awesome. Okay. So | was going to ask if people wanted to try this approach, the book is the best
way to fully understand the framework and how implement it.

FROCENIR:
9, KT, HIEER, MRAMIBZHXMSZE, BRAZEHERZE
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[01:04:30] Itamar Gilad
English:

That's one way. | have articles, | have resources on my site, but | try to condense much of what we just
discussed in a lot more nuance in the book. So if you are interested in that, | would give it a go.

FRCERIR:

BRERZ—. HPIMIE EAXEMHR, BRXETERFUAEARA S VRERNINATTEHREI AR,
PRIASOSRARIS LR, A A=A 38,



[01:04:45] Lenny
English:

Awesome. Maybe just on the topic of OKRs real quick. How do OKRs connect to all this? It sounds like
broadly you kind of assume people will keep working on here's our metric or key results or objectives and
then that plugs into this kind of GIST framework.

FROCERIR:

AHET o BIFFHRATATLURERIIE OKR, OKR B SX—IEXRERM? ITEXR, MABIRIRANSHERES
F XEHAMNIER. XBERIET , ARRKEZAXD GIST &2,

[01:05:01] Itamar Gilad
English:

So the metrics trees, plus your mission, plus the individual missions of the teams give you most of what
you need to populate your OKRs. There's of course a process of alignment, top down, bottom up, side to
side, which | talk a little bit about as well. OKRs is a very rich topic, but those things are usually the core.
There's usually some other OKRs that's about the health of the company, the health of the product, etc.
Those are called supplementary OKRs, | talk about those as well. So yeah, | think OKRs are a helpful tool if

you like them.

R EIE:

gini, ANLEREYfESS, BN LEPAZBERGES, NIFRETIET OKR FIREHIASIAS. HAERE—TITT
mdiE, BFEBLEMT. BTmLE. BEXTT, RBEHKXITE—F. OKRE— M IFEFERIER, BXLE

BEEZD. BEERE—LEXTFABRR. mmZRFNEM OKR, XLEWITA “45E OKR” , HBKEITE
{ilo FRLL, MIRIREK OKR, FHIANENR—MERNIE,

[01:05:37] Lenny
English:

And just zooming out again. Basically you don't need to take all of these ideas and lump them all together
and change the way you work as a business. You can start with picking some of these ideas and starting
to become more and more evidence guided. It sounds like this GIST board isn't where you probably want
to start, but maybe it's once you have more and more experience using some of these tools or you tell
me. Do you sometimes go straight to this way of thinking about the roadmap and the plan?

FROCENIR:

BRBAKE, BE L, MAFTELREXERETEE—RE, ARYNKSRERWFEESN. RATLUMBEE
Hp—ERAT R, BHERFURELOEERN T, ITEXR GIST BRAIREEREIRARETT, WiFRERET
BREZEAXETANZRZ R, HEMRGIFE, MENSEREAZMERERAEMITYIAE?

[01:06:04] Itamar Gilad
English:

So it might not be the full board because you're missing some of the pieces, maybe your goals are not as
good or your idea prioritization isn't as good. But if your team is very, very delivery focused and
sometimes it's also the opposite. The managers are telling them how to build and you want to break this



kind of dynamic, you want to create a step backlog. So instead of a product backlog, let's create a backlog
of steps which are just validation steps, betas and previews, etc, and that changes the dynamic pretty
strongly.

FRSCERIE:
FRUAFTRER B R BEWER, FAMRATRERD—EIRT, IR BEIRRBLT, RERNEERERHFRE
%, BMRRMEANIEE. EELETTFRMN, REGRBERER —KIBESFMOIINAEE, mIREBITHRX

MEIR——AIREILABIE— “TRFNTIR" (step backlog) . Fild, SHEIE—I=RENTIR, FIE
—MEESRIESE. Beta XML FNTBRINTIR, XIIFHERIVMIZRAADS.

[01:06:39] Lenny

English:

So by the time this podcast comes out, the book will be out. What is the best place to find the book?
R EIE:

FXHBRRE R, BYZELKLRT. MEERX A BRFHIMHTS?

[01:06:44] Itamar Gilad
English:

Hopefully on Amazon, you can search for it. You can go to my site, itamargilad.com and it'll be presented
prominently there and there's also the book landings page where you'll find everything you need to know
about the book, evidenceguided.com.

AR ERIE:

FRETSH EREEE, RETLIERAIMLL itamargilad.com, BREERMERET. TE—NEINEHE
51 evidenceguided.com, fREJLATEABEIXEIX FXEBHRBEER.

[01:06:59] Lenny

English:

Well, with that we've reached our very exciting lightning round. Are you ready?
R EE:

8%, ETFRHEFAFTNTEEHEIAONRBRPE, EFEF TE?

[01:07:03] Itamar Gilad
English:

Yes, let's go.

FRCERIE:

HEEET, FHEE,



[01:07:04] Lenny

English:

What are two or three books you've recommended most to other people?
R EE:

A AEERZSHR=RBEMHA?

[01:07:07] Itamar Gilad

English:

So I'm going to cheat, I'm going to recommend a series of books so two series. One is the-
HRCERIE:

BREZM, REEE—RYB, BRERTR. —1=2—

[01:07:12] Lenny
English:

Cheating is allowed.
R EiE:

SR

[01:07:13] Itamar Gilad
English:

All right, cool. One, and those are obvious one. One is the series published by SVPG, Silicon Valley Product
Group. So INSPIRED, EMPOWERED, now | think TRANSFORMED has come out, | haven't read it yet but I'm
sure it's amazing. So this is Marty Cagan and his colleagues, they write some tremendous books and
every product manager should read them. The other series, a bit older, this is the Lean series, The Lean
Startup, Lean Enterprise, Lean Analytics, there's gold in all these books, Lean UX, really, really important
books and | think they're not as appreciated as they should. Running Lean, that's another example.

FRCERIR:

W, B, F—1TRREMZNN, M2 SVPG (EAFm&EH) HENARIMB, 81F (BFR)
(INSPIRED). (M£#ae) (EMPOWERED), IM7EFKA8 (#:ZY) (TRANSFORMED) HHART, FHiE&IRE, B
HWIEERE, XZ Marty Cagan MIfttIEIENIE R, 15T —LIFEETAENS, 8= mEIEBEIIZIE
o B—TRVERE—=, B8 Bm R (Fmell). (BEEl). (BEEUESIT), XLEREILZE
EF, #F (FFam UX), HERIER. EREENS, BUESENSEERINENEM. £F (FmE17)
(Running Lean) tB@—1M5lFo

[01:07:54] Lenny
English:

What is a favorite recent movie or TV show?



[01:07:57] Itamar Gilad
English:

I'm not really a big TV or movie buff, | just put on whatever comes up. I'm discovering that YouTube is
actually becoming one of my sources of information entertainment. I'm learning a lot of Spanish recently,
so | discovered this channel called Dreaming Spanish which is if you're learning Spanish it's incredible. So
that's my recommendation.

AR ERIE:

BHEHILAZ I BMHEEEX, RREREE. A YouTube LR EIERRAFKIREUE EFMIRFHIREZ—. K
RILTEF YIS, PRUFRAIL T — 10 Dreaming Spanish B4iE, WNRIREFFEIIFIE, BEMNKET
X R,

[01:08:19] Lenny

English:

That's a unique choice, | love it. Favorite interview question you like to ask candidates.
R EE:

XE—MRFEE, REW. FEENRNEENEXRAZTA?

[01:08:24] Itamar Gilad
English:

I like to ask them to design something for a niche audience. So a navigation system for elderly people or
some sort of laptop for people with vision impairment, etc. So those are good questions to see their
customer empathy, their creativity, their ability to evaluate multiple ideas, their ability to find flaws in
their own ideas. So there's a lot of room to dig in there and kind of see how this person is thinking as a
product person.

FROCERIR:

HERILMNABERRIRIT—ERE, LN EFENRTEMRR, HEAMRAERA LRI EHEICERS
g, XLERARLE, AIUZRMITNEARIEC. ShEH. HMESMUENEES, URAIME CRERKE
BEN1. FRUBRZZEIALUIER, BEXTMAFAFRARNAEEN.

[01:08:57] Lenny

English:

What is a favorite product you recently discovered that you love?
R EE:

RRIEEZMHAEZNTmETA?



[01:09:00] Itamar Gilad
English:

It's a cliche, but it's Al. There's a company called ElevenLabs, that do voices and the best voices, synthetic
voices you heard, but they can also replicate your own voice so you can create a voice signature. If you're
American you can use their kind of default free version or cheap version to replicate your own voice and
that could be pretty useful if you need to narrate an audiobook or do some online course. So I'm finding
this service very interesting.

AR ERIE:

BEARERELERK, BERE A, B—XKM ElevenLabs AT, MMIESEM, BERIAIMIMNRIFNEHKE
o MEMIEAUEFIMBECHES, XEMMAUSIR—MESER. MRIFREEREA, RETUEAMA)
HRIARBIRIENMIEREFIBCHES, MRMFFEMREERAGEIEELIRE, X2FEER. REF
XARSSIFER .

[01:09:36] Lenny
English:

This is all part of my big retirement plan, find all of these components together that can replace me

eventually. You got Al generating content, we'll have this voice thing. | love it, it's all happening.
R EIE:

HERHARBARIT RN —E07: HEIFFEXEAN, REMARH. RE AIERAR, RNESIBEXMEET
B, HEWN, X—IEELE

[01:09:45] Itamar Gilad

English:

There's an Al version of you, right? | can ask you questions now with-
R EE:

BB AIRBIRT, 3IE? HIE A LABIREE—

[01:09:48] Lenny
English:

Oh, there is lennybot.com.
FRCERIE:

M8, #554E, lennybot.com,

[01:09:50] Itamar Gilad
English:

Right.

FSCERiE:



Xo

[01:09:51] Lenny
English:

It's all part of the plan. Okay. What is a favorite life motto that you repeat most to yourself that you share
with others?

FROCERIR:
XERITRN—E . if. (FEENBCEEHDZAMANELGREMTA?

[01:09:59] Itamar Gilad
English:

That's a big one. Albert Einstein | think said, "Strive not to be a success, but to be of value." And I think
that's a great motto for people and for companies. It's something that kind of guides me and this whole
concept of the value exchange, etc, is kind of loosely connected to that.

FRCERIR:

XB—NARNIER, FEMRAEE - ZERIMERRT: “FEARIMEH, MEAM— B NMERATMS
70" FUNAZH P ANRERIGHR2—MEANELAH. XE5SHKOKRA, MBEMEIBRIRSE, B5
B EMEREIEL R,

[01:10:19] Lenny
English:

| love that, that's such a important point for people putting out content online. So many people are just
like, | just want to be successful, get followers, here's all these things I'm tweeting and showing and the
thing that actually works is deliver value, create valuable stuff that people really value and want. | find the
signal for that is, do you find it interesting and valuable? If you're like, "Oh wow, that's really interesting."
Oftentimes other people are going to find it interesting. So | love that, great choice, I'm going to look at
that one up. Two more questions. What's the most valuable lesson you learned from your mom or your
dad?

AR ERIE:

HERXD, WFEMLAGEATHARYE, X2—MIFEEENR. REARZR: “HRREEI, REH
%2, XRBFNRTHMERA” ERECFRANERMTNE, eEANBEEEENFENENENRE.
HRANMGEXTNESE: REFCABEENERD? NRMRTF ‘M, XENREE” , BEEMABIRE
BEB, FIURERXT, RENEE, RSEEEXDE. EERNEE, MAREBEFINRETHNE
MNZHFa?

[01:10:53] Itamar Gilad
English:

I think both of them in their own way, they had relatively modest jobs, teaching or doing other things, but
they always strived again to be the best they can and to deliver the most value they can. So it's very



connected somehow, maybe I'm seeing the world through this lens. But they kind of taught me to strive
to be the best | can at what | do.

AR ERIE:

BEMITRARBUE AR —HIMESENFANIE, BFIMEMEEFE —EMIEZEEHMEIR
9%, ARMAEABNE. PIAXERMEE LREFEEYN, HIFREEIXMRAEERN, MNBHZTH
BHEFMMBEIER LMEIRT.

[01:11:19] Lenny
English:

The final question, you're Israeli for folks that can't tell. What is your favorite Israeli food that people
should definitely check out or I try to get whenever they can?

FRZERIE:

RE— N, ¥TFEFLEROA, FEUEBTIA. REERVUBTIEMZFHA? AMI—EEZH—T, R
BRNIZRAIRERIZ.

[01:11:29] Itamar Gilad
English:

When | arrive in Israel | usually go for shawarma, which is like doner kebab if you know it, it's just better.
So if you're in Israel, if you go visit Haifa, which is the city where | grew up definitely check out the
shawarma.

AR ERIE:

HEEFIUETIE, RBESEZVERIS (shawarma), MIRMREHETHEER (doner kebab) HJIE, BIR
%, BEFZ, FRUUNRIMREURY), MNRIREEE (BEEENET), —EEEEBRENDEIL,

[01:11:44] Lenny
English:

Awesome. Itamar, | hope people got the gist of your book from our conversation. What's the best way to
find it? What's the best way to learn about you and reach out if they want to ask any questions? And then
also, how can listeners be useful to you?

FROCENIR:

AT, Itamar, HFEAREMEMNVKERAZFRBPINES (gist) s HEICHRFHAZMHA? THR
HERFENKARNRIFANEHTA? It WrRA LA IR?

[01:11:56] Itamar Gilad
English:

To find it you can go to itamargilad.com or to evidenceguided.com, and you'll find a book and you'll find
me. Best value to me, try it out, just take some of these ideas, bring them back to your office, talk with



your colleagues, say what do you think we should do about this? Just give it a go and reach back to me,
tell me I'm easy to find in my website. Tell me what happened I'm really interested.

AR ERIE:

EHEE, fREILUAIR itamargilad.com 3§ evidenceguided.com, fREIXEIH, LB, WEFIREK
NMEME: E=A— T, IBXEREFLIRNADAE, MIREISIE, mlE “REEHRITZEALEX
™7 BT, AERKRSGEEK. ERANE L REZHER. SFBRRETHA, RENRBE,

[01:12:22] Lenny

English:

Amazing. Itamar, thank you again so much for being here.
FEiE:

KT, ltamar, BREGHMREEREIXE,

[01:12:25] Itamar Gilad
English:

Thank you.

R EiE:

5T

[01:12:26] Lenny
English:

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

AR ERIE:

AKEBW. IEBRHFAKIWT, NRMRESXETEENE, BILUIE Apple Podcasts. Spotify Si{R&RZEIRHI
BENAEITRAATE, i, BEERABRINTOHE TITIL, XEREHEEMIARLIMAER, RalUE
lennyspodcast.com #EIFIEEHTTER THESZES. THTEL.



