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[00:00:00] Jason Shah
English:

Pushback is, | couldn't imagine a word more viscerally that makes you feel like you're sort of physically
going against what somebody else wants, and it gears people into a mindset of then, well, how should |
push back. It starts from a place of | need to disagree, | need to say no. It's a very negative mindset, purely
based on the word that has come to label a behavior that alternatively could be about how do I shift the
direction on something, or how do | help the business actually succeed when | disagree with somebody
about something, and that's a very different mindset. And so, the two things that I've seen be most
successful would be, | think number one is actually understanding what a goal is or what somebody's

kind of issue is with something, and then actually aligning those things in some way.
R EIE:

“Pushback” (TH#E//3f) XME, HEERKEEHMIEILABEYMRRIREEEE LFEEHANE
Bo ERULATBA—M “TiZMARE" HRLEER. ERT—M "BROARER, HLOFTRA" BT,
XE—MMIEEAEBOSE, ARERNXMARARMGITE, MXMTARTLUERAN “RZNABRESGSE
BAmE” , HE YESEAERFEH, HZMAFEELSIERY" . XR2—MT2RENOS. B,
HFFRSNEMIINRIECER: $—, BEEERENEMTA, REREANESZNHSEIREME, ARUE
M7 TR X E RS —ER,

[00:00:53] Lenny
English:

Welcome to Lenny's Podcast. I'm Lenny, and my goal here is to help you get better at the craft of building
and growing products. | interview world-class product leaders and growth experts to learn from their
hard-won experiences building and scaling today's most successful companies. Today my guest is Jason
Shah. I was lucky to work with Jason while | was at Airbnb, and when | started working on this podcast, |
knew that | wanted to have Jason on. He was actually my very first guest on this podcast when | was pre-
recording some episodes, but as you'll hear in our chat, we decided to take another crack at it for reasons
you'll soon understand.

AR ERIE:

WKWK E Lenny B9#E% . FE Lenny, HBBERERBIMEAMBMIE K~ mIVKAE. R HEFRRH>~ R
SEMEKER, MUTEERNTEBISERIABNERZRDFS], SKIEER Jason Shah, HKiR=iz
£ Airbnb TYFRAEIE 5 Jason £F, HFFIEFEXMER, HHMAE—EEEIS Jason, KfrL, 2K
EMRFIMERNFE—MIEE, BIEMRERNXNEFIREIRE, LT —EMRRAIBENERE, HiTR
EEHRH—hRo



[00:01:28] Lenny
English:

In this episode, we cover what it's like to be a PM in Web3 and how that's changed as crypto winter has
returned, how to lead a team through ups and downs, which leaders in Web3 know all too well, including
how to keep morale up and people focused when so much is changing around you. We also get into a ton
of killer advice on leadership, hiring, pushing back on your CEO, working backwards, career
advancement, and a lot more juicy stuff. Jason is a gem and | am really excited to share this episode with

you. With that, I bring you Jason Shah.

AR ERIE:

EAETED, HIPHRITE Web3 SUHIBEF~REE (PM) HREZ, UKHEE “MELEHEL” WEI, X
—RABRET EHNTL,; WAFEMENEDRR (Web3 WMSEMILRERS), SIFERAREFERIZR
AFRFEENEF. BIIESRARNRIXTFAS . B, Em CEO IREFAREN. #MIEE (Working
Backwards). BRI EAEFEREFTEHEIN. Jason B— I RAIZR/HAL, KIEEBDESARSEX K, T
m, IEEAIWGE Jason Shah,

[00:02:05] Lenny
English:

This episode is brought to you by Coda. Coda's an all-in-one doc that combines the best documents,
spreadsheets, and apps in one place. | actually use Coda every single day. It's my home base for
organizing my newsletter writing. It's where | plan my content calendar, capture my research, and write
the first drafts of each and every post. It's also where | curate my private knowledge repository for paid
newsletter subscribers, and it's also how | manage the workflow for this very podcast. Over the years, I've
seen Coda evolve from being a tool that makes teams more productive. It's one that also helps bring the
best practices across the tech industry to life, with an incredibly rich collection of templates and guides in
Coda Doc Gallery, including resources for many guests on this podcast, including Shreyas, Gokul, and
Shishir, the CEO of Coda. Some of the best teams out there like Pinterest, Spotify, Square, and Uber use
Coda to run effectively and have published their templates for anyone to use.

AR ERIE:

AHEATTE A Coda #Bfl. Coda B—REZE—XHEIAE, EEXHE. REMMANRRETF—5. £ht, BS
REEF Coda, ERBETHNEBANALNE, REXEMINBER. BLRARER, HESE—REXE
HHfE. ELERAMEBITRERELANIRENMS, REEZAEREEXMERNIER. 2K, &L
IEY Coda A—MRBEIAEFINIE, #UA—MRBRRITIRELBRTAUEINTFS, Coda XHEEFE
WMEEZEWRIRIIERE, BERERIFZEE (90 Shreyas. Gokul #1 Coda CEO Shishir) 12EMER, %
Pinterest. Spotify. Square 1 Uber Xt —REIPAEEEA Coda ERUETT, HAH 7 HERAFERANIER
Mo

[00:03:03] Lenny
English:

If you're ping-ponging between lots of documents and spreadsheets, make your life better and start using
Coda. You can take advantage of a special limited time offer just for startups. Head over to coda.io/lenny
to sign up and get $1,000 credit on your first statement. That's C-O-D-A.io/lenny to sign up and get $1,000
in credit on your account. I'm excited to chat with my friend John Cutler from podcast sponsor,
Amplitude. Hey, John.



AR ERIE:

NRMRBBEREHEMRE ZEREITNIR, BIILETTEERESR, FHRER Codall, MEIATATUE
ZIRETAFRIMLE. 3517 coda.io/lenny AR, BIRITE & KK AHFRIZ 1000 ETHIRINAME, #ut2E C-O-D-
Aio/lenny, ITE, FHEMEEESRKEERHEE Amplitude BIBA% John Cutler B1E, "2, John,

[00:03:36] John Cutler
English:

Hey, Lenny. Excited to be here.
R EE:

IE, Lenny, REFREIXE,

[00:03:37] Lenny
English:

John, give us a behind the scenes at Amplitude. When most people think of Amplitude, they think of
product analytics, but now you're getting into experimentation and even just launched a CDP. What's the
thought process there?

FRCERIR:

John, @GIAIME—T Amplitude IREHFE. KZHAERE Amplitude i, BEXRBEINZT=moh, B
WEMIFESELETE, EENNMLT COP (BFP#IETE). XERNEREIREZEHFR?

[00:03:49] John Cutler
English:

Well, we've always thought of Amplitude as being about supporting the full product loop. Think collect
data, inform bets, ship experiments and learn. That's the heart of growth to us. So, the big aha was seeing
how many customers were using Amplitude to analyze experiments, use segments for outreach, and send
data to other destinations. Experiment in CDP came out of listening to and observing our customers.

FRCERIR:

i, FM—EIAN Amplitude OB ZIF RN~ mAF. Bl WEHIE. WBIRER. KRHLRHFS. ¥
AR, XMBEKOZO. I, RANBRREIEZ VEFEMEA Amplitude KOLIE. FADEE
BITHLE, HRBERZEHMENM, KIFEHM COP BNRE, ERFRTNEFBHIFFNE.

[00:04:09] Lenny

English:

And supporting growth and learning has always been Amplitude's core focus, right?
FRZERiE:

FRHEKMFEI—EHRZ Amplitude B9 FE R, XIIE?



[00:04:14] John Cutler
English:

Yeah. So, Amplitude tries to meet customers where they are. We just launched starter templates and have
a great scholarship program for startups. There's never been a more important time for growth.

FROCERIR:

ZH. Amplitude BNEFFFAENERMERBANIAIFER. HAININIHEL TNIER, HAMLIARREM
TRENRZEZIT. NEREREREEENNZ.

[00:04:22] Lenny
English:

Absolutely agree. Thanks for joining us, John, and head to amplitude.com to get started. Jason, welcome

to the podcast.

FRCERIR:

STeRE. BSHRIIMA, John, AZKBILLIAR amplitude.com FFiAEM. Jason, YOHREIER,

[00:04:34] Jason Shah

English:

Thanks so much, Lenny. Really excited to chat with you today.
R EE:

EERE, Lenny, SREEMIRIMMIRIKIEE HE

[00:04:36] Lenny
English:

Something listeners don't know that we know is that we actually recorded an episode between you and |
back in April. It was actually my very first episode that | ever did for this podcast, and it was before |
launched. It was kind of like a pre-launch launch episode, and interestingly enough, by the time the
podcast launched and it was going to go out, well, let me also add that we chatted mostly about Web3,
forgot that detail. So, most of our chat was about Web3 in the state of Web3 and PMing in Web3, and by
the time the podcast's supposed to come out, Web3, things have changed in the world of Web3, and so, it
kind of felt a little stale and out of touch, and so, we decided let's do it again. And so, how do you feel
about that?

AR ERIE:

AR REARAIE, ERAIE, EXEMNELABMRI—5K. BEMFLERAXMREERFINE—5K, =
RIERER L. BERERE—MATE. BBNE, FIRFTER LLOEEREN—E, RE47T—
T, HEMNEEZWMRZE Web3, TTRXMAT T FALL, BHITKE DI IEFEBZEXTF Web3 BITLRF Web3
B9 PM IR, (EFEERTERLE, Web3 WHRBLERETEIRBHAIEN, FIUBR—RRTEE I ERT
To TREANREER. RIJULREIIINM?




[00:05:15] Jason Shah
English:

| appreciate that, Lenny. I'm honored that you would have me back. I'm going to count it as the personal
record of two times on Lenny's Podcast, even if the world only knows it as one.

FROCERIR:

IR, Lenny, HRRZMMEBRBIFH. RRLBERERTATE “Lenny HNIEE" LHERANLR,
MRt R RAIEX —R,

[00:05:26] Lenny
English:

Wow. Good one. Okay, first ever guest and first two-time return guest. Amazing. Okay. To set a little
context for folks on your background, your career, could you just give us a 60-second overview of your
background and your career and how you got to what you're doing today?

FRCERIR:

I, RS, IRy, BURE, HEREM ‘WX HEANEE. XE7T. ATLEARTRENERMERWE
i, fREER 60 FEIE— TRV, URIFRRINAERSRX—FHIIG?

[00:05:45] Jason Shah
English:

Yeah, for sure. Thanks again for having me, Lenny. So, my career has all been about solving important
problems in a unique way. | think the latter part is the youngest child in me who has to be special and do
things different than other people, and the former is about making sure that my time is spent well since
we're all limited there. So, | actually got started in a sense in tech when | was 15. | started my first
company, much like a lot of teenagers, it was around test prep and getting people ready for college, and it
was my first exposure to using technology at scale to help people, and I just found it addictive ever since.

AR ERIE:

e, BRREHEIE, Lenny, HRRWEE-—ERNTLUREHNABRERIH, HKET B X—x
BRTREARER)WEF, SHESE, BREATENSE; M “EF” NENTHERNEEEE,
ESANEETE, 315 YRBMAREMREETLT. GREFVE—, BHENDTE-RQF, BXTERE
MARFETERN. BRRFIZMEFBRARMEHEEBMA, MBUUERMIEEET

[00:06:20] Jason Shah
English:

And so, | ran that company for seven years through school, was lucky to do a small acquisition to a
partner of ours that we had worked with throughout, and then | would just hooked, and | moved to San
Francisco without a job. | was really arrogant. | said, "I'll never work for anybody else," and then lo and
behold, Yammer comes along, I'm super excited about it, | had been working on a product actually in the
same space. And so, that was actually my first formal product management role, and | stayed at Yammer, |
stayed through the Microsoft acquisition back in 2012. Low and behold, | was at the world's largest
productivity company at Microsoft, and most people there in my opinion were wildly unproductive and |



wasn't shipping a lot. | got the itch again, so started another company called do.com and ran that for
about four years, and then eventually, we found a better fit with Amazon. They were growing their AWS
offering, SAS products. So, we partnered with them to kind of do a small acqui-hire and help build the
team out and the product there for a little over a year.

FRCERIR:

BRARNEEZETCE, BFTHRNFERNA, ERRESHRKZNIT—ESEN M RERE T, 25
HMMELRT , ZERIEMKRETIBE L. HRFIFEHE, OB “HBFLFHIAITL . EREIZA,
Yammer BT, FHIFENME, FARYREFEBR—TRWEN~R. T2, BRTHE-NERXH~mE
R, FETE Yammer £[77T 2012 FRRAEME, ERIE, RIVEKERNEFIREHR, BEHE
K, MEOAZSBANEFDRR, HBREABZLRE FRAXOGET, 8177 5—KM do.com BIAFE],
FETRANE, &fE, BRNARLSHESE, SBMIIERET K AWS BY SaaS mk. FrUEStilE
8, #ITT—RIUERAA B (acqui-hire) , HAEIEHBITHRANNAL™m, F7—FZ,

[00:07:18] Jason Shah
English:

And then again, to be honest, | got bored and excited about what Airbnb was doing and the mission
around belonging. That's why | was lucky to meet you and so many other really wonderful product
leaders and just human beings in general at their core, and then to keep things brief for now, | got to work
on a lot of really exciting products and businesses there, but eventually got the itch for Web3 after being a
kind of observer from afar, investor, and | wanted to be a builder in Web3 specifically, and to me, it's a
new vision of a better version of the internet. I'm really excited about that. So, I've been with Alchemy
which is a blockchain infrastructure company for the last year, and really excited about all the
opportunities. I've gotten to work on products that have been part of most people's everyday lives, and

I'm hopeful that we'll get to do that with Web3 and Alchemy as well.
R EIE:

WEIE, EREXGIGTIT , FH3T Airbnb IEFEMEIEBUR “HER" HNEGRKINE. XMEATAEE
FZBITR, UNBAZRAFHN=RASENAENA. BMEZ, BEBESSTHFLSSAXEN~=RTL
%, BEA—BKIANMBENREE, HREZEEX Web3 FETRENE, HAEMA Web3 HEIRE, 3
HXRit, EREBMBIFRANFES, EXFLIFENHE, I, SE—FK—HE Alchemy TE, X2—=R
XREEMIEHE AT, RMMENNSEHRENE, RES5IXMASHARBEEN=RNAL, REE
7£ Web3 #0 Alchemy t1BESEIX — =,

[00:08:05] Lenny
English:

Amazing. | just realized as you're chatting there, do.com, I'm pretty sure | used that back in the day. | think
[ just realized that.

FROCERIR:
KIET o (RRIABIRESFA ZIRE, do.com, KEXEERIFERT, HNIRIAIEER,

[00:08:12] Jason Shah

English:



| hope so. That would be a new, I'll add that to my second podcast achievement is if | got Lenny to use a

product that | worked on, especially a startup.
FRERIE:

WL, GE—IHER, RSMCEMBEY “FEERHM B ik Lenny FAIREEM™MH, L
HIEZ M RB 8~ o

[00:08:20] Lenny
English:

Wow. Cool. Okay, so we're going to go a little bit backwards through your career and start with Web3.
We're not going to spend most of the time on Web3, but just thought it'd be good to chat about some of
these things, partly because you guest authored the sixth most popular post, online newsletter of all
time, currently at number six, and it was about how to be a PM in Web3. Basically it's called The Product
Manager's Guide to Web3. And so, a few questions there | wanted to touch on. One is just like, how would
you describe the current state of Web3? We're recording this at the end of July, and so, we'll see when this
comes out. But I'm just curious from someone working within it, kind of going through the boom and the
busts, not the bust, the winter that we're kind of in a little bit right now. Yeah, how do you feel about it
right now?

AR ERIE:

i, B 789, BITEZEAM—TRVERWERE, TN Web3 . BITASEAERSBHEITETE Web3 L, B
RSIHX LRI, O RASMEERES 7T HNEBAHE LHRERNRINE, BRIAHEERI, £
XTI A Web3 B9 PMo XEFREM (7 miFIE Web3 155). PRARAERIL DR, B, REf
f#3R Web3 BYIUIR? HAIRFIVSEZEAK, FHRERBNEFABR. BREFS, (FA—TELEHH
A, ERTERNFF—FERF, SEIXM BL” {RIMERR A0 ?

[00:09:01] Jason Shah
English:

Yeah, for sure. So, as much as I'm a techno optimist, I'm also realist, and with that being said, | genuinely
believe Web3 is in the strongest position that it's ever been in. | think it's important to remember that the
term Web3 has barely existed in kind of popular lexicon for barely a year. We've definitely had crypto for
more than a decade now as technology, arguably as a financial instrument of some sort, but specifically
the number of companies that I'm seeing be formed, the number of products that are starting to actually
achieve some form of early product market fit, some products that are starting to scale. There's definitely
been obviously a huge drop in price. There's definitely been some huge scandals in terms of financial
mismanagement and the contagion from that.

RS ERIF:

2, BARER—IEARAFMEXE, BRESIMEENXE, M@, REHMAE Web3 ELFHES L
SREEBARMAL, EENIREICE, “Web3d” XMAFAARFERERE—F, ERARAKR, MEEHHEER
BET+HZE, EEUURKMAERESRTE, BAKIREINTATHRE. FALNRH-ATHHRE

[ (PMP) B9 @8R, MUR—EFFEAMRNT R U2, NRIBSAETET, BRTEIT L™ g
%S B RIS R HE MR,

[00:09:46] Jason Shah



English:

But | think it's been my experience that a lot of new technologies don't move up in a straight line, and
Web3 is especially challenging here because so many things have been financialized from the outset,
whereas generally speaking, you'll see startups or new technologies mature over many years, whether it's
the internet itself, artificial intelligence, QR codes, all sorts of things that kind of have gone through
different periods of adoption, and so, | think we're seeing things kind of record Ethereum transactions
happening, new Layer 2 technologies launching all the time that are going to help scale Layer 1
Blockchains, Solana has announced its phone that's going to be the first sort of Web3 native phone out
there. So, there's so many new exciting product developments and users entering the space that as much

as prices have come down, I'm really optimistic about the state of Web3.
FRERIE:

BRIAN, BRIERNZRE, BRESHRANKEHRTEELAB LM, Web3 EXAEAHEGHNYE, RANESH
BAM—FEEERLET. MEBEBERT, RREIVIABDIAEREZEFEZHAA, TIEEBEBFEMAE
5. ATEEE. T4, FREMEGERERAMEBNEY. i, BIAARNERIIULXRZE6TLE
5, B9 Layer 2 B ARREIHEL LAZEBNY B Layer 1 X3R$E, Solana WEHT HFH, XIFRFE—F Web3 R
E£FH. Hit, RENETE, EEXAZSAMENHZRALZMAPFENX DT, H3F Web3 BIIIIRIE
R

[00:10:32] Lenny
English:

| think about a little bit is going through this shift in excitement about Web3 as a PM within a company
working in this space, | imagine it tests some of the core skills of a PM, like keeping people focused,
prioritizing effectively, keeping morale up. If people are getting like, "Oh man, all my cryptos going
down," I'm curious how you've been able to leverage those skills and what you've learned going through

this experience, keeping people focused, morale up, prioritizing effectively, those sorts of things.
FRERIE:

HREWRZE, FA—K Web3 ATFH PM, ZKHXMAENHRE, HEX—EERT PM B—EZOREE, b
ILFAVRIF R E. BRHNALHF. ST, IRARBER: XN, ZOMBEHLEK , RRET
FRBINMIEAXEREN, URMEXREHFFE T HA—XFUMLARFRIEZE. BIkES. BX
HEFEFF.

[00:11:00] Jason Shah
English:

Yeah, it's a great question. It's really important, right, because we've seen in this space that there are
these cycles, and | think that morale and ability to keep building are the determinants of long-term
success, and if everybody kind of takes the ball and goes home, that uncertain future won't necessarily
materialize. So, in my opinion, | think that the only way to maintain moral is to make progress. | think that
no speech, no sort of extrinsic motivators like we're going to give everybody some free crypto to keep
motivated about it or something like that really works. | think people get really excited when they see
progress.

AR ERIE:



2, XR—MEEENAE. XERER, BAFNEINMURER TXERH. TIANT|SMEFREIRE
RENRKHIINBRER R, MREMTAR “WIKER" FinT, BABPTFHENREAFT—EZEMR. Fi
L, ERER, #FTSNE—AEREIGHE. RIANEMEHR, SEEMIMERSH (i “BELS
PMARREBEATRRENS") BAREEERN . HIANIANMIEIHREN, FREEREE,

[00:11:37] Jason Shah
English:

So, for example, at Alchemy, we see more developers than we've ever had on the platform today, and
then we're shipping, we just launched Solana support and people are like, "This is real." We're actually
doing things, building things. We just had our team out at EthCC which is a big conference in Paris for the
Ethereum community, and it was wild the number of people that were there, products being built. Pretty
much every crypto conference has a hackathon, and so, it keeps the spirit of building so alive.

FROCERIR:

B0, 7E Alchemy, ‘AT F & EMALXERELUEEREERZ, MARKN—BEELHm, FKINNRHEL
T3 Solana BI3Z#%, ARZRHERF: "XZWMEM.” HNHWLEMSE, EEig. HIBIBEMRIZMT EthCC
(BRHNUXFHEAR), RIZHABMETARZmEELS AR LFSMIBEHIINEEERER,

XL RIS RIFEIERE G,

[00:12:03] Jason Shah
English:

And so, | think it at Alchemy and just in other situations that I've been in as a leader over time, | think it's
all about a focus on progress and moving forward. We saw this at Airbnb when the business had a draw
down in revenue, and | know you'd covered this with Sanchan recently, right? It was 85, 90% revenue and
you didn't know when it was going to turn around, right? It's not just like, "Oh yeah, this will come back in
six months and we can just keep plowing forward." But | think what worked was making progress and
actually focusing on product and your customers, and ultimately if you hire the right people who are
motivated for the right reasons, | think that recipe keeps people highly motivated and highly effective at
building for when things do eventually turn around.

FROCERIR:

FREL, FTIERTE Alchemy BRAFRI EFIBERASENEMIBRT, FIANZROEET R EHRMEAHES. K
{117E Airbnb L SN AKRIB T BRBERTX—xR, HAEMREKEM Sanchan BIEdX 4, 3MB? HEANET
85% | 90%, fRAMEH ARSI, XK "B, N TAGRMEER, FNULELTFMT . BFRIAN
BUNGERRGHE, ARETETFRNEF. &2, NRREATEBNA, tiIRNIERBYEBMmHR
#Eh, FIANAXMBIREELL AMVRISS B AR, NRARNIFRHTES,

[00:12:44] Lenny
English:

One of the most interesting and maybe surprising points you made in the post that you wrote about
being a PM in Web3 is that there's much less need for a PM, especially early stage Web3, and it feels like,
the stuff you're talking about feels like a PM's really helpful along these lines. So, I'm curious, are things
changing at all there? Have you changed your perspective on PMs and Web3, and then | don't know,
where do you see the evolution of product management and Web3?



AR ERIE:

fRIEARRBXT Web3 PM IXERIRFINEER. UESARIN—RZ, Web3 RHX PM WEREDRFZ,
BREREMIMERNXESERE, PMERGELIFEEEER. FIURREE, BREZHE? (R3 Web3 & PM HY
BERZETIE? {RIIEER Web3 P mERAEL?

[00:13:09] Jason Shah
English:

| actually am seeing things change a lot, and one thing in Web3, if one learns nothing is the ability to
admit when they're wrong or when things change. And so, | think that that's exactly what I'm seeing. So,
basically, I'm specifically noticing a lot of teams hiring product leaders, more product managers. Those
product managers are actually now working kind of increasingly in sort of more traditional product
management fashion, in addition to some of the differences that we discussed in the post around the
community management and role in marketing and things like this, but specifically, Uniswap just made a
big hire out of Meta. | saw that Gemini also did the same. We're seeing OpenSea hire a lot of talent along
these lines too, even through the ups and downs that their business has seen, and at all levels. Whether

it's kind of product manager, senior product manager, director, VP or CPO, you're seeing it across the
board.

AR ERIE:

BRLEITRANETMN, £ Web3, MNIRREFTLARVANERN, PREBFANBCH T HERINERLETE
. XIEERKMBERIN, BEA L, BIRIRZSEEERBE-RMSENELZNTREE, BRTERINEXE
Pt X EENEHAASEERIN, XL PMUENITEARBRBEATEAN~REEER. BE&
Skt , Uniswap NIM Meta 27T —iEE. HEZE Gemini BEMERME, OpenSea thEBEASEILEA
7, REMIINLSEHTER. MARSAMN, TEEFREE. BAFREE. Rk BRRLARER
=@mE (CPO), EIEREEEZIXMiaEs,

[00:14:03] Jason Shah
English:

And so, | think that's partially happening because you're seeing a maturation of products, right, and so,
maybe you can start early with a few engineers, a community manager, get the ball rolling, but eventually
the product is more mature, the complexity has grown, the role of the product manager is far more useful
than they can differentiate. | also think the market is getting increasingly competitive. So, there's many
NFT marketplaces. There's many Layer 1 and Layer 2 blockchains. As a result, | think product is always a
competitive advantage, right? If it's working, it improves strategy, it improves execution, and improves
team collaboration. And so, maybe that was less of a difference maker before where these teams didn't
need that competitive advantage as much because maybe they launched a token and the token was
mooning, and so a bunch of people were adopting the product, but that only lasts so long, and first
principles still come come in to focus, whether it's one day or one month from now.

FRSCERIE:

KNSR RAZR=REEBTHZ. iFREHREIUR SN IR — M EXEERFILEE, BREAFS
RATEHEERN, EXRESEN, TRALENACMATEESR, EIEERK. RBIANTHRSED
BEskEEz, MEBRS NFT 1%, B2 Layer 1 M Layer 2 KiRsE, Flt, HINIFERBRE—MESRK
B, MR~ RGN, CRESUHE. RERTHHNERDIE. UAIXERESHAEE, EXLEFNRR



FEBASREME —HBIFMINLZTMA, AMNHMEREK FERRZAMARAZNT@m. BEXMERFR
A, BMHREREIEFHAER, TREAREZTTA.

[00:15:00] Jason Shah
English:

So, I'm definitely seeing it shift. It's definitely making a huge, positive difference in the cases that I've
observed, and my hunch is we're only going to continue to observe this because with more user adoption
comes new challenges, and for all these players that are growing and getting some form of adoption, the
product complexity is only going to grow, and having somebody to help lead teams, help prioritize
between all the different products that they could build or strategies they could pursue is going to only
increase in importance.

FRCERIR:

FRUKASEE R 7T XMET, ERNVEINERFD, XBEHERT ERRARTM,. RNERE, RITGHLE
MBREXMESE, HNMERFXAXNRES, MORSEIBEZMR NFAAXEEERERKARET—EX
BERNEFKR, FmBERMERISIEM. B, HE—TEHEAREN. WA T L~ malbbsz
EFITIRARAIFHIA, HEEMERZHmOE,

[00:15:27] Lenny
English:

| know we're like we're PM people talking about the value of PM, but something | find is that people that
are kind of anti having a PM or don't see why they need a PM in my experience just haven't worked with a
great product manager because my experience, you find a great PM, they just make everything better,
and so, it's not surprising to hear what you're sharing which is people are kind of discovering that value of
bringing on a product manager, even if it's mostly engineering work. And so, that's promising, and |
wonder if that's just a natural evolution of a new space where people are like, "Eh, | don't need PMs in this
one," and then like, "Oh, okay, well, | see. All these things aren't happening. We need someone to help.
Who can do that for us? Maybe it's a PM."

FROCERIR:

FHAEIKATZ PM, 7200 PM BOME, BHAI, ARLERIIKIL PMBREBENFTATEPMBIA, RIERNE
¥, BEARARRNMMLLMASFTHNTREEGEL. RATERNEEF, RBME—NMLFH PM, t{I5i6E
IE—IREEE. Pl REMRDERKFFBEAINSINFTREENNE, FRATBERG, MEIFRETEE
BIRFEN, XREFRE, REBXRERZ—THTENBEAERE: —FBRAMNEE B, XPMRAFFE
EPM” , ARRI "B, B, HAAT, XEFFMDER. RNFEATIT, #EHERN? BiFE21
PM,”

[00:16:06] Jason Shah
English:

Yeah, that's a great observation. | think that combination of having a direct need for something that
emerges as well as if somebody's had either a bad experience or not even had any experience with
somebody who can play this role which is quite common in Web3, especially because a lot of folks are
relatively early in their career, given the kind of accessibility of the space, and | think frankly the more
adept understanding of the space naturally that a lot of people have when they're early in their career



and less set in their ways. And so, that's a great point, and as a result, the better PMs we see in Web3,

hopefully the value will prove itself out over time.
FRERIE:

2, X2—NMREFHIME. WNNAXZHETHIATEEER, MLEEEARJEEHIERERN PM, HERAR
BT REMEXTABHA. X7E Web3 REN, THEBRAANZEREIXNIRAVEN G, RZARLEER
RTFRE, BRI, REGTFRIWFHHANXMUZEERGHER, MAREELXRD. AUAXE—T
ReFpIM=, LERE, FHE Web3 BEIRAT PM %, EMN{ERHAETEREIHER RIFEIER,

[00:16:41] Lenny

English:

And hopefully they do well so people don't keep getting burned out by bad PMs.
FEiE:

AEMIRMEE, XEARMASAEWIEEN PM IBSHERIIBT .

[00:16:45] Jason Shah

English:

We're rooting for all PMs, but definitely Web3 PMs too.
R EE:

BAZFFFAER PM, ZHABEHE Web3 #Y PM,

[00:16:49] Lenny

English:

Yeah. What's surprised you most about working in Web3 as a PM?
R EE:

8. FA Web3 B PM, SRILREEIRFHIZRHA?

[00:16:53] Jason Shah
English:

I mean, | think that the biggest surprise to me, despite what we were just talking about, was how big
some products have gotten without kind of the traditional either product manager role or without the
playbooks that we're so used to from the last 20 years of the internet. And so, for example, Uniswap has
done more daily volume on certain days than Coinbase, and Uniswap is about a hundred people versus
5,000-plus at Coinbase, right? So, that's astounding to me.

AR ERIE:

ENWERERE, RERNMNAWT AL, ERIULEIFINE, BLEFRELEES PM ABIEEREE 20 FHEX
MITI IR “47E” MBRT, BEREBMEXAK. flil, Uniswap EEEHFHNRZEEEZEBIT
Coinbase, M Uniswap REAL 100 A, i Coinbase & 5000 & A, XMFHRIHAEET o



[00:17:21] Jason Shah
English:

| think a lot of these NFT collections and communities that have grown. | met with a lot of these at
NFT.NYC recently, and a lot of them, aside from the price speculation and things like this, have actually
built, the Bored Ape Yacht Club is actually building a metaverse project that does look better than some
of the digital games that I've used in the past of Second Life and things like this. Obviously, a lot of time
has passed and so there's a greater foundation of technology to build off of and they're working with a
partner on that product as well, but there's a ton of progress being made without some of the traditional
product structure or individuals. And so, again, | think PMs play a really strong role, but it's been
incredibly surprising to see how far products can get without the product playbooks and resources that
somebody who's worked in the internet space from the last 10 or 20 years is so used to.

FROCERIR:

HHERZAMCHEAR NFT RFIFHX, HRIFE NFTNYC A TRZXENE. MANEEZNAY, BRZH
PABSCTE MRS, LLUNFEENIR (Bored Ape Yacht Club) I[EFEAA— T FHIE, HERHLLEZURTI
M—LE8H TN (W0 (EZAL) Z2EM) B, SR, HAREAT, NEEEFNERAEM, WilthENs
RIRHEERA R, BERERATmEUNHARNBERT, BRI TXAZHE, I, HEREE, B2A
PMABREE, BEIFREREITE 103 20 FERNEIMAIMIBL 475" MBRVBRTEEXA
iz, B AIRT,

[00:18:11] Lenny
English:

Amazing. Okay. We're going to move on from Web3 and chat a bit about some of your other career
accomplishments and companies you've worked at. So, you worked at, you mentioned Yammer,
Microsoft, Amazon, Airbnb. I'm curious which of those companies has most informed the way you
approach product and build product and run teams because they're all so different in how they operate,
and I'm always curious what company is the formative experience for you that's like, "Here's how I like to
build product most." | know it's always a combination, but how do you think about that?

AR ERIE:

KB 7o 5789, FKAEBT Web3, BIEIREREERNEMAMM TIEIB AR, Ri22d Yammer, 4
. LS. Airbnb, FRIFE, XEATRWP—KMRLE~R. WE~RNEEEA S AEMRAR?
NEMNWEEAAEREE. Z—EHRFES, BRLOABEMEFIZERHH “EE” NWEFH, ILRES "XMEHK
REXF@EELN . HANEXEEREGHNER, BREEARN?

[00:18:39] Jason Shah
English:

Yeah, it's definitely a combination, but | would say if | had to pick, Amazon, even though | was only there
for about a year after the acquisition. | say that because of this blend between product and business
thinking that is especially present there. And so, people say Google is an engineering culture. People said
Facebook is a product culture, Airbnb or Pinterest, sometimes a design culture or things like this, and |
think that Amazon was a place where you couldn't divorce business and product. You couldn't be a
product manager without thinking about revenue growth, without thinking about go to market, and |
really like that because as a startup founder doing product in a bigger company, it gave me the chance to
exercise a lot of those skills.



AR ERIE:

B, XMILBEENER, BNRIFEE—, HIELTH, REFERBBERERER T —FEH.
BXARZRANBEE M mRENE L RENREE, IMHSIFERE. AMIEHReRIBIRINXK, &
PRI, Airbnb 5 Pinterest BRHINARIKITX e MBIANFELSH, (REZERE WM~ @D Fo
RAFTREEARE BRNEK. REEHATG (GTM) REHBERTH— N mEE, RFEFERX—R,
NERA—PERABMTREIILIRT AN, XA T RBIHEXLERENNZ.

[00:19:24] Jason Shah
English:

It's very similar actually to how I feel at Alchemy now where | remember my first month there | was like,
people ask me how's it going, I'm like, "I feel like an athlete. | feel alive again." | can do M&A one day, | can
be doing product another minute. | could be figuring out, oh, we need to hire our first lawyer to write
onboarding plans for employees the next minute, and it wasn't as siloed as sometimes a product role can
be. So, | think Amazon, | went there to learn and understand. That was my biggest goal was this is an
incredible company that's gone into... The Whole Foods acquisition happened when | was there, and |
was wondering how does the same company kind of within retail win with the AWS, go create studios,
and | think the Amazon culture ultimately more than anything else around ownership, being vocally self-
critical is right a lot as one of the leadership principles. All these things combined | think created a really

unique culture.
FRCERE:

EXHESLMIHIMAETE Alchemy IR TEIFERM. HIER/EBENE 1A, DIARHEARE, K. “RIEGH
SENEHR, HEESELRT " HAEX—RELIEHE (M&A), T—oDHEM~m, BT —2HERK
EHENFERAE—(URIMRES RIANRITY. EREEE”mIRUARERIMNIL. FI, BEFELIHE
NTFEINER, BREANBTETBXRAAIBNN AT BMMAEER- - HRENEFEZHTE2RET
(Whole Foods) B, FHER, E—RABMEAESEWRMNERN, EEERE AWS HEIBRZAIIEE.
BINANTESBXHUFREEZENBIZEASEIR (Ownership) . BRFBEE#MIT (Vocally Self-critical) UK
“REIEM” (AreRight, A Lot) XEMFARNM, FAERXLELESTEIEE, SIET —TIEEMRFHIIL.

[00:20:12] Jason Shah
English:

So, | would say Amazon's had the biggest impact on me, and there have been certain lessons that I've
taken from, like you said, all these places, but Amazon was by far the place that | think left the biggest
mark on my view on product and leadership.

FRCERIR:

FREL, BERITIINEEMMEN. RAEMIRFTR, ZMFAEXEMGEHFET —LKRA, EEIBRALL,
TP S # 23 B i S S EN R AT TS o

[00:20:26] Lenny
English:

That's quite amazing that you were there for a year and that's the one that's most informed and impacted
you. Do you feel like people should try to go work at Amazon as a training ground as a PM? Is that



something you encourage PM to try to do?
FRZERIE:

MEBERFT —F, CHRMNREMEZRNMG, XXEHEF T, MEBMINZZHELSHIRE, BEY
E PM BUIIZR17PD? fREEME) PM S XAFRIS?

[00:20:37] Jason Shah
English:

In general, | certainly had a positive experience, but | think that as you know and as I'm sure you've
advised countless people, it's so context dependent. Are you learning the zero to one? Are you learning
the one to scale? What's your aspiration? Is somebody trying to start a company eventually, or are they
trying to work the ranks of the product leadership trajectory? And so, | definitely enjoyed it a lot, and |
think to your point, there's often a non-linear sort of correlation between factors that we traditionally
think are linked, right? So, my time there was one of the shortest, but my learnings were some of the
greatest because | was really intentional and maybe because of the sort of moment in time and what |
wanted to get out of it.

FROCERIR:

BHURN, HBEIRHILRERR. BIEWMMRAAA, HEAGSHRRIETHA, XFEEIWRTREER. FE8
FIM0E 1?7 BERFIM 1 BIME? REVEHEHA? BRABENAE, EREBEFmATEHIMELE
F? FRUFKRASLIFE ARSI, MEKINN, MRS, HNERNNEXNRRZEFEFEIE
KMEXFR. BARAERENNEIRE, EFHNWERNEREAN, BARKIEEEENYE, BIFRERABMIER
BIHLLAR FRRHR1E B 2 BM PR R 4o

[00:21:17] Jason Shah
English:

The same way for what it's worth, while we're talking about this disconnect, when | went to Yammer, |
also interviewed with kind of... This was the era of TaskRabbit. | talked to Square and | remember people
always say, "Well, what stage do you want to join seed, Series A, Series B?" And the crazy thing is that
Yammer was, it was already passed a hundred people, it grew to 500 by the time of the acquisition, and it
felt almost like the culture was so tightknit, it felt like a seed stage company at some points, even though
eventually it kind of felt like... Well, once it was acquired from Microsoft, we'll just say it didn't feel like a
seed stage company anymore, but it felt smaller than a lot of the actual smaller companies than I was at.
So, | think that's something I've noticed a lot is that a lot of the proxies don't necessarily match the
internal realities in certain cases.

AR ERIE:

E#EH, BESAMNE 7 XM “BT” , HEHZE Yammer BY, HEIRXE - #BZE TaskRabbit AIBI X, FAT
Square ¥lid. FHIZFANER: “REMNBINERBNAT? MFie. AT BR? 7 KIENZE, Yammer
HEBELEBE 100 A7, FWMEEIEKET 500 A, EREENXUIFEEE, TRENZIRIME—RMF
BN, BARE 1B, —BERHEENE, ERABGEMFRRFT, BERRELRFIHN—EMRE/)
MRBEEE IV o FRUIERE, REIMNPEIFERERT THA—ERRAEIESLRT.

[00:22:01] Lenny



English:

You mentioned you picked up a bunch of tactics and kind of lessons from some of these companies.
What's one concrete process or tactic that you took it away from either Amazon or one of these other

companies that stuck with you that you like to kind of share with folks?
R EIE:

MIREIMXEATFE TREZRENHIN. BREMWTAEBAZNRBEEIIMMIT I BHEMRTFE, HE
—HERRES, BNARSER?

[00:22:14] Jason Shah
English:

Yeah, definitely. | mean, I think one that Amazon is well-known for is the working backwards process, and
for those that don't know, the idea is try to define effectively an ideal end state which funnily enough is
very similar to some of what we both experienced at Airbnb and took away, and usually the mechanism
for doing this is what's called a PRFAQ, and that's a press release and frequently asked questions, and it
forces a certain degree of clarity to have to actually write a press release about the product that you're
going to eventually launch.

FROCERIR:

LR, ITENREZNHME “PRIEZE" (Working Backwards), RT:_FTTEEE’JAEEW»H, EHNZLNERES
REX —MERHRERS. BBNE, XS5HINMHETE Airbnb FEFHFBGERIEEEM. BFLIX— BRI
FIHEHR /9 PRFAQ, BNFTiEIFS (Press Release) F1&E ial#ifR% (Frequently Asked Questlons)o EsRIB R
MARABELHNFRE—HOER, NMAREMEZERNEWE,

[00:23:22] Jason Shah
English:

Every employee goes through actually like a business writing class after they start at Amazon. They give
you a little card with five tips that you're supposed to keep on your desk about concision and specificity
in the words you use. For example, you should never write the word great in an Amazon press release. You
should write user friendly in X, Y, Z way and will save customers time 20 minutes each day through this.
It's intended to be very concrete in a way that avoids some of the fluffiness that frankly... It's funny, when
people try to move from slides to docs, they really just import the same mindsets that they use in slides,
but just with more words now.

FRCERIR:

BTRATINRISHEHRZSMBESEHER. L F—KNFH, LEEBELFXTREEEMNAEEE
W, HRRAERF L. HId0, ELDHEFEERT, RKERMIZER “great” (FRARRI/REFHY) XM, R
NMizE “@IX. Y. ZAAEUAFARYE, ABRKATFTE 20 2HiE" . eHNENEIFEERE, BERE

TRNER. BENE, SAMNSHAMOTHE (PPT) REXEN, MI1EERZIM PPT BIRLHET X4
2, RAEFHESZTME,

[00:23:55] Jason Shah
English:



And so, | think the working backwards process of establishing the long-term goal using a mechanism like
a press release and the FAQs where every word matters, and even the FAQs, for what it's worth, there's a
section for external FAQs that you would include for example as an appendix, but also internal FAQs that
are meant to de-risk launch or raise the elephant in the room or dogs not barking as Amazon likes to call
it often. So, that was a really helpful process that felt very true to me as a way | like to live my life as well,
and then also very applicable.

FROCERIR:

FREL, FoA@d fiEietl FAQ XMHEIRIBII KIIRIR, B—1FHEXEE., INER—T, FAQ&ZRHD N
BHEERNMIREVINEE FAQ, EEFENHES FAQ, STERMAMMNIL, HERLILE “FRIENAR” HLIHE
WEY AR (BIERZAEERR) . XE—NEFEERNARE, NEMANEEASNERERL, M
BIEEEBRR(FIE.

[00:24:07] Lenny
English:

The tidbit about not using the word great is so interesting. Is there anything else there that you could
share about just basically just like how to write effectively and communicate and launch. Is there any
other tidbits along those lines?

AR ERIE:

KXTFARER “great” XMAWATABEBT . XTWMEAHTAERNE R, BWENAS, MEEFARMNER
B/ \EERT LA Z05?

[00:24:07] Jason Shah
English:

Yeah, that's a good question. In addition to not using the word great and words like it that are either
subjective in what they mean or unclear in what they actually mean, definitely using numbers more than
adjectives. Strict concision, | would go over these documents countless times, and there's a phrase, |
can't remember, it's either Mark Twain or another famous writer who said kill your darlings, right? Cut,
cut, cut, and just remove. And so, | think | found that really useful in emails | write or documents | write to
this day is just going over, not because you're saving ink by cutting words, but because it forces clarity of
thought. Fewer words means every word is 10 pounds in weight instead of one, and that means that the
decisions you're making, the trade offs are far more intentional, and in the case of great, if you say
something is great because we're going to deliver something in two hours versus Amazon's great because
the selection is very wide, the implications on strategy are completely different. And so, that's one of the
benefits of being very specific and very concrete in language.

AR ERIE:

g FRT AR “great” LIKEMHIE X EMIEMBIAZIN, —EBZHHUT, DATERE. MRERRSE
Ho HATHRMENXLEN M, B—aiE, RFEFEEDR - WRERWUAERRN, “FRifRNEN"
(Kill your darlings) , 3$0B? M, M, BHE. EEISXK, BRAMXERSHNMEIXEPEHIFEER.
FEMERARR AT 2K, MIBANTRIBI[LEM. FHEL, BRESTFONERM LEEMT 10, X
BRE MR REMNESEIRBIE, LU “great” A, MNRMHEFREZRNKNGEETR/ETRIE
®, MHETSHRERRANERIFEFE, XRENHBHITMETEAEN. XMEIESEE. BRENNE

FRTE.



[00:25:12] Lenny
English:

| didn't intend to go too deep into this topic, but no one's ever covered this working backwards process
on this podcast, so it's kind of interesting to talk about it a little bit more maybe. How does that actually
work? So, you sit there and you actually write out a press release that would go out when you launch this
thing. Is there like a template used? Is there anything you could share for folks that want to try this out
and/or point them to a resource that will help them down this road?

AR ERIE:

BESTERNTEXMER, EXMEFELADE “ERIELR , RUSHNEEZEN. cBAEREE
AIB{REY? fRELBTERR, B—TmAGRELHIHERDE? RIREG? YTFEIHABA, MEFATUS
=M, HEREEFETARIRD?

[00:25:36] Jason Shah
English:

Yeah, definitely. That's a great question. So, there definitely is a template, and so, it's a combination of an
internal training where you have to write one of these documents. You review kind of good, bad, medium
versions of this. It's generally used if there's let's say a proposal for a new product or even a proposal to

buy a company. This helps really simulate what it's going to be like.
FRCERIE:

Ao XZ—MFRE. WERERR. XEBESTRSEI, RENE—mXEFENXHE, RIERIF. F
P FKFRIRE,. EBEATHTRER, EERKBARNRSR. XEPFEIENRKIE R,

[00:25:56] Jason Shah
English:

With respect to a template, what | recall is it was often sort of an introduction where you get kind of right
to the point. You say what you're announcing. Then usually you would describe the problem in one
paragraph and in very clear language. Again, all of the writing is this way. Then the solution, you briefly
describe the product. After that, there's always a customer quote, and this is an example of this customer
obsession that Amazon is so famous for that many companies like to say or emulate, but | think it really
kind of may not be true if you evaluate the mechanisms that they use, for example, product specs that
either don't have customer data or don't have quotes from customers, things like this. And so, there's a
customer quote, and you have to literally put yourself into the shoes of... Let's say you were launching
Prime. Put yourself in the shoes of Lenny from San Francisco. What exactly is he going to say when he has
access to this, and how's it different than his life today, and what are the words that he's going to use?

FRCERIR:

XFER, RieBEERAE—MIIRUNNSR, RBERELRTHT4. RAEBERA—KRIE, BIEFEEMINE
SHERR#E, BEF, FIENSEREEEXNEN, BZERRASR, BEBER . 25, S8F—KRER
IS (Customer Quote)s, XMEBLEFHELZR “BFEL” N—1FIF, REABOLLERERR, BNR
RGNS, bl RARIRRE PR E R HIRELRERFSIE, BARMAREN. FIL, %M
BE—REPI|E, RIUgs i - RIQIRIE A Prime, IBE2EKKIBE LA Lenny, HfthaEREH
XA @, EARIRAA? XSMIMENEZEFTARRE? thAELEE?



[00:26:52] Lenny
English:
You can't use great.

FhCERIE:
{RAEER “great” ,

[00:26:53] Jason Shah
English:

| mean, if great is one of your favorite words, maybe you could stretch it, but | think if you were in a room
with your peers at Amazon, they might put some red pen through any greats that are used there. So, |
found that really helpful, and it also helps force out of this box that product managers, product leaders
tend to get into of thinking that they are always the customer and being a little sort of intellectually lazy,
where I'm like, "Yeah, | would like Prime, so let me write the quote for what | would like," but maybe I'm
only a small segment within our total customer addressable market.

FROCERIR:

HHEER, MR “great” BMRENRNIANZ—, WIFRAILMER—T, EREFNRMELSHDMEE]

=, IR ALIERIRFAER “great” #XliE, FRIURAMXIEEER, ErBEFREEN~mAS
Hkh “HRMEREF” NBEEN. MTERNSERRHENE, BT “BAATSENR Prime, BIIRFARIEE
53" , BEFRRZENBFRHHHREN—E7.

[00:27:26] Jason Shah
English:

So, anyhow, there's a customer quote, then there's one leadership quote similarly that this achieves a
complimentary goal, like how does this fit into our strategy in a way that you would express to the public
but is still true to what the internal sensitivities and mechanisms would be. And then a call to action
towards the end, and not just download here, but this will be available to customers next month. They
can go access these portals within these Whole Food stores at this state. It again forces clarity of thought
with respect to not only the rollout plan, but taking a step back. When you read it, do you feel like you
would actually want this product? Would you use it? So, | found that really helpful as a structure.

FROCERIR:

B2, RREFPSIE, ARR—BRATESE, AEENTAMENBER, thil: XMEFEHRITFIARK?
REfFmARTE, ERXERTASRELMIE. REETHSAE (CalltoAction), FMUXE “miE
TH , M2 “TTABEEER AR, M UEXMINXEeRBEHELERXEND" o XERERENR
BERR, TMUBRAITY, EERE—FE. HIFRFEN, MENBEXNTRE? fATER? MUK
RN EIFER Ao

[00:28:05] Lenny
English:
Can you just summarize those again real quick?

FROCERIR:



REERRESLE—TABILNER 2 1T?

[00:28:07] Jason Shah
English:

For sure. So the structure of the PRFAQ docs was generally an introduction where you're announced the
product, problem, solution, customer quote, leadership quote, and a call to action.

FROCERIR:

®IEE, PRFAQ XHEMEMEERZ: NA (BN m). B#E. BRAR. EF5IE. AREIISE, URITHS
Ho

[00:28:17] Lenny
English:

So, interesting how similar that is to a one pager potentially. The other thought | had while you're
chatting, so the Airbnb approach is work back from the ideal, Brian talks about it, the 11-star experience
versus the Amazon approach which it doesn't need to be the ideal, it just needs to be an awesome
launch. So, that's an interesting difference, both effective in different ways.

FROCERIR:

REERE, XM “—TI4REE" (One Pager) FFEMEM. FIIREFHTENSZ—MUERZ: Airbnb BITERM
BARESEE, Brian KEE “11 EAE” | MIESBNGEF—EBEXREERES, ERFER—1IFE
HEHRT. XB2—TEBNER, Bﬁ%?’f?lﬁ?‘iﬁ%ﬁﬁﬁx&o

[00:28:37] Jason Shah
English:

I think people tend to, when they see that both companies have some sort of working backwards process
of thought, | would say working backwards on one hand and then 11-star experience on the other.
Listening to how you describe it, | want to almost frame it as working backwards from sort of a moment in
time or a launch like you said with Amazon versus working backwards from a quality standard in some
sense of an 11-star experience.

AR ERIE:

HIANBANNBEXRARATEHEREM “EaBLE” Ji28, RIR—ER “ERIfEE , 5—a2 “118
K50" o IRTIREVEER, BJLFRIBEREXA: TSHEMENBTE /et L MASZIEIH#E, T Airbnb ERMHEX
EBM “11 EFR” BNREVEEKE.

[00:28:59] Lenny
English:

Going in a slightly different direction, one of the things | wanted to chat about is you worked at all these
different companies and they have different types of leadership and different approaches to leadership.

And so, I'm curious, what have you learned about effective leadership watching all these awesome



operators work, and what kind of separates them in your experience from folks that maybe aren't as
effective?

AR ERIE:

WANER, BREMIAS. (FEXAZFARENABRIED, EEFRERENASENASHR. KR
7, BENEXERNFHEEELE, RPN THEXTERATHOIR? RFMNVEZRE, BHaBils
ALERTRER AR ABRMBI AKX 3 FFHKAT?

[00:29:18] Jason Shah
English:

Yeah, it's a great question, and to briefly recap, right, I've gotten to see somebody like David Sachs who've
been the CEO of PayPal and then the founder of Yammer and gone to do many more things since then.
I've gotten to see sort of Jeff Bezos at a distance. | was never that close to him obviously and never got to
work with him, but got to observe his impact on the organization. Obviously, I've gotten to witness Brian
Chesky and his leadership in sort of the pre-IPO days as well as through the ups and downs of COVID, and
then also now at Alchemy, our co-founders, Joe and Nikil are leaders that have really had an impact on
me as well, and | would count myself, but I've also see myself as a bad leader in the start of [inaudible
00:29:56] and learn from that.

AR ERIE:

M, X2—MNFin, EELM—T, FH 2% David Sacks XA, fthiE2 PayPal #9 CEO, EREIMT
Yammer, ZEXMTRZE, BUEEEENRIEARX - EH, BRAFTEIBAZAM, WEMhHtsEd, 8
HMRE T AALHIFE, A, FWIIET Brian Chesky 7£ IPO Bj% LKz COVID EREREIMNS 1.
7£7E Alchemy, FENIHEXEEIAA Joe # Nikil BEMEEMEANIMSE. BERBEZBED, T IIHAEK
HWBEE—MERENNSTE, FMAPIRET H.

[00:29:57] Jason Shah
English:

| think it's a really important thing to reflect on, and | think for me there are three things that have stood
out the most. I think number one, nothing is above them. I've seen whether it's Brian caring about the full
bleed image on the homepage, whether it's Jeff Bezos who famously would receive customer emails,
read many of them, forward them, and he's famous for question mark emails where for his time's sake he
would just forward an email to a leader with a question mark and you would just have to figure it out and
then report back in 24 hours with the resolution thereof. But nothing's above them, and a lot of founders
or a lot of CEOs or even CPOs and leaders think you get to a certain point and then I'm above a product
spec, I'm above looking at the data running a sequel query, and | think that that is a mistake in a lot of
ways, especially from a standpoint of who people come to respect as well as efficacy at one's job.

FRCERIR:

BINAREX—RIFFEE, WHKR, BE=ZHFFERIHNRRZ. F—, REFTAFEMN] “FBTMH
B9” o FILd Brian FEXIE ML REE,; FWIENRX - IMEH, MLURKREFEAENR, iRyt
HBRXLEEME, thERRN “RSHE” mENT TENE, BEERENEFRLLGENTEHMNNES, FHMISE
CIRBRHE 24 /NIRTIRARASL R, REFAEERMNERRA—FN. RZEIBA. CEOEE CPOIA
7, BTEANERR, BRMAFEETRARBET, FREEXER SQLEAERIET. WINAXERZHEERE
Fix8Y, LEHEMRSEENIFUERNAERE,



[00:30:51] Jason Shah
English:

And then the other two things would be, | think they're in the details. So, it's less about being above
something, but this is kind of Amazon's famous for auditing the details for example, and leaders are... For
example, when we were going to launch Prime, order a bunch of Prime things and see what happens and
really test things out, and write up a long feedback email on Saturday or something like that, and make
sure that things are moving forward.

AR ERIE:

FINRRE: FIANMITRHAT . XRNNEBRERTF, ESBMU “FHitET" EW. AFEZ0
o, HFAVESEERS Prime BY, IISFEEITWIERAE, BEIREMFA, EEENE, ARERARE—H
KRR IGERE, HEREBEHEHE,

[00:31:12] Jason Shah
English:

So, | think in my opinion, some of the best leaders, David Sachs would do this too. He actually ran the
product reviews. It was the CEO of the company doing product reviews, not some kind of middle tier of a
director of product who was just running them. They were force involved and there were things to
delegate and activate around, but Sachs was in all of those details and ran those product reviews himself
and would talk to the product managers directly, and | think that was really impactful, and it also, | think
from an accountability and culture perspective, when you're PM and you talk to the CEO and you feel like
you're presenting something at product review, it's totally different, and it creates a certain amount of
responsibility and quality, frankly, that | think is really important, and it's a way to coach obviously as well

for those leaders to really make a mark on the organization.
R EIE:

FRUAERER, —LERMFENWASE, il David Sacks X HE M. ik EEFH=miTH. BLFH CEOE
W~ mitHE, MAREITHENTmEE. IRESS, BRABERNMIAR, B Sacks REFMBEAT
B, FEFHTEAEERSTREIENE, FAAXFEEERTMNI. NEFFEIMXUNBERE, HfREA PM
HiZR CEO TIRHAFEF miTHEFRTARAN, BRUETEFR, BRI, XEET —MRERNNRENE
K, WIAAXFEER, XURASETARPE TENESHHATIESH—MHE I

[00:31:59] Jason Shah
English:

And lastly, I think they adapt, right? | think that are a lot of leaders who are like, "I've worked 20 years to
become a leader in this way and | have a playbook," either based on past experience or based on some
sort of philosophy that they've developed over time that they feel committed to in some way, and | think
coming back to some of these examples of watching Brian lead through COVID or watching Joe and Nikil
now through this particular crypto winter shift gears and figure out exactly like we're still building the
core business, but how else can we lean into this and adapt to the unique opportunities that are in front
of us. I think that's really powerful. So, what I've seen is nothing is above them, they're in the details, and
they adapt to new information and new situations. That's what I've seen the most that I've appreciated in
the best leaders that I've gotten to either observe or work closely with.

FROCERIR:



&a, WNAITESTE. REMFERNRT: "BEIT 20 FFRAXENGTE, RE—EITE , X
EINRBEARTIENER, BAETMIIKIEANEMNE S, BFKIAN, EEIZERIFF, W Brian i
EHAAEEE COVID, FHEME Joe F Nikil IFEINEEX MIENMERLRFREE R, FERRINREAMN
Rz oSS, BEENAFRBINRHENRAFIRENR. FIANXIFEERK. AL, REFNZ: TF
BF. AMAT. BERMMIER. XRREMEREEZNRALEZSFNRAFTATES LEINRS
BMEB L.

[00:32:46] Lenny
English:

Awesome. That's super interesting. The first two are kind of connected which is really interesting, and it
just reminds me of Brian and how detail-oriented he was about everything. He used to review every
product launch and every screen of every new product. We had to show him here's what we're launching
this week, and he just kind of went through and either blew it up or let it pass. And then | just remember
the founders, when they were designing the office space, just looking at pictures of listings they wanted
to... Because Airbnb, the office conference rooms were modeled after Airbnb listings, and Jim just looking
through hundreds of listings that the team brought him and he'd just picked the ones that he wanted to
turn into conference rooms. Also, obviously Steve Jobs. This is a really interesting through line of great
leaders is just this huge attention to detail, and there's probably something about once they let go that
thing start to kind of diminish. Is that what you find?

AR ERIE:

XiET, XIEEEH, AIRRELZEXN. XiLFAGEE Brian, W—IATEHIEEX T MEIEZHFES—
REmRBNFTRNE— N EH. RIS TEtERTFARZLGHNASR, ia—38, BEAEHNER, &
witEEd, HRERLRAMITERTD AT, IFEEEEERRR - EA Airbnb HRNERERGER
B9 Airbnb FEiRiIZITEY. Joe RERHHEIAHLMEVMBTEIR, FEREMBRURSWNENRL. BA, £F
X - FhfithRWtt, XRFEAASES L—FIFEEEBHHME . WATHREXT. MERTE—BEMITK
F, FBEMETEE TR, MBERXAINNEING?

[00:33:39] Jason Shah
English:

Yeah, that's such a great point. You mentioned the Jobs example and there's a great book that you've
probably read or in your community seen, | believe it's called Creative Selection by Ken Kocienda about
the early days of the iPhone, and | think it was Project Purple or something like that, and you're
absolutely right. There wasn't no slides, none of this. They brought in the prototypes for each of those
reviews and things like how to do typing on a tiny screen and those early keyboards and how to do auto
complete, and Jobs was totally in those details from Ken's telling in this book.

AR ERIE:

B, XTMSRKET . MR THEHNGTF, B—RREENBIRTEEIRIHEMNAEX I, I (8IF%E
&) (Creative Selection) , fEE R Ken Kocienda, #HI=Z iPhone RHIAZMNHKE, WHHEE “KEmMB”
(Project Purple), fRE£IEM. HBEBLNTHR, HABEE. MIESRTEPEG LRERE, [WICWFEE
NRELEITF. RHNEEIGIT UNNEM B2, 1RIE Ken ERHPWER, FHTTZ2REXLEHAT
Ho

[00:34:10] Jason Shah



English:

So, | couldn't agree with you more, and it's something that people miss because most of their exposure to
leaders is on a YouTube video or at all hands, and so, they don't really get to see that side of leaders |
think, and it's also not what | think from an ego perspective is kind of what people want it to be about.
They want to be about making big decisions or commanding a large group of people, and | think it's hard
to do that without these pieces.

FRCERIR:

I T2RBMHNEZ. XEANBZZUAN—R, BARSHAZHNTESET YouTube AR EHZK
=, FMUMNERIGSENX—E. MEMBEONAERE, ZUFZANFEASEMNE. AIFE
NFEWEXNRRIFEETERD, ERIANNRLEXEATIZE, REMEIILEXRE,

[00:34:34] Jason Shah
English:

One other thing | just wanted to briefly touch on to your point on how they're connected, it's a really good
point, and at the surface it almost seems like they could potentially be the same thing. One thing worth
calling out though | think is the idea of something not being above somebody or a person not being
above things. | think the biggest thing | take away from that is humility is that nothing is not my job, right?
Anything, could be picking up paper off the floor and putting it in the trash, or it could be reviewing a
product spec, whatever it is, and then begin the details in my opinion is about craft, right, and really
understanding things at a low level such that you're able to reason about it and make good decisions, like
Brian with the homepage or Bezos in some cases with customer processes that he got in the weeds on. |
think the two together, humility and being excellent at craft, | think is a very potent combination,
especially when you throw in the last thing of being able to adapt to any situation.

FROCERIR:

KT RREINX AR XEKN, HBHR—<. RELBENUEE—OFE, BEFREHNE, “=Bf
LEREATBTHE XMES. HANMNPRINERERERE—EB “REEAEFZRNIE .
ERE, TeRNEM ERRBHHLILTE, TRFEF@MBRT. M “FTHAET ERERXTFE “E0”
(Craft), BMMKEEEZREEY), NMaEBSHITEEEEHMHIER RS, #& Brian XFE, =& NEH
RANAREF AR BANRDESENECESGE—E, B— M FERANEAS, LEEBMERE—~:
BEISE N AE BT

[00:35:29] Lenny
English:

That's really interesting. What it also makes me think about is the reason things are less good often if
there isn't a person at the top that's being very detail-oriented, and | find this with the newsletter and this
podcast and other stuff is no one's going to care as much about it. No one's going to be like, "Oh my god, |
really need to get this right so much because I'm just like, I'm personally feeling responsible for the
quality of this stuff and it's like it's on my shoulders to make this awesome." And so, | think that's
probably why a lot of the best stuff is led by a singular leader or singular opinion or singular person. A lot
of the best startups are just someone's vision is like, "Here, this is what we're going to do," and then the

more it becomes a community-driven thing, the less often it ends up being successful.

AR ERIE:



XRE#E, XUILHEE, NRMELE-—MREXTATHA, FRETZMEABI. HEMEZEINM
XM REENOEXMEL . REAZGR —HFERE. REAZRRERFS "KW, HZLIBEME” , BARTA
MNXERFENRENERME, BEBEMFHEEMERRB Lo AU, XAEMEANTARSRMFHIE
mIRHE—MFE. BE—URHEIATASHER,. RERMAFHVNEAFDKENIAZEIANRBR: “F,
EERNEME . MACRFUREREXIERN, RIIFBREFERER,

[00:36:16] Lenny
English:

This episode is brought to you by Maven. I've been an investor, an advisor, and a customer of Maven from
day one. | even taught my product management course through Maven. Maven is a cohort-based learning
platform where you learn alongside peers with a direct connection to your instructor. Maven's got a ton of
courses for product managers, founders, and executives to help them level up in all kinds of ways. Over
10,000 people from Airbnb to Coinbase to Google to Tesla have taken courses from real experts and
operators that have spent decades honing their craft. As part of their fall season which Maven just
launched, there are over 100 new courses starting in the next few weeks. Many of the people I've had on
this podcast are teaching courses like Jackie Bavaro on product strategy, Arielle Jackson on startup
branding, Emily Kramer on B2B marketing, plus Annie Duke on decision-making, Nir Eyal on behavioral
design and how to break into product management with Marily Nika. Check out all of my favorite courses

and learn more at maven.com/lenny.
FREiE:

ZHEATEH Maven 2B, ME—KiE, RIE Maven BI85 E. MAMEF. REZE@iE Maven HIEHKH ™=
mEEIRIE. Maven E—METHENZEIFEE, HRAUEXESET—REFES, H5H#HITEERR. Maven
AEREE, B ANSERET AEIRE, BEIMIIESSERA. M Airbnb % Coinbase, MAIRENFT
fil, BEBE 1 AASNMT HAEHTELRNERNEEFHENIRIZ. E Maven RIRIFBHMERSH,
FKRILBRKE 100 ZIIHFIEEF IR, AEENFLEEZHWERIE, il Jackie Bavaro 7= fmikBg, Arielle
Jackson 8 AT MAEREIR, Emily Kramer 3 B2B E%4, &8 Annie Duke #)R5E, Nir Eyal i#1T781&3t,
BB Marily Nika Ja0fal# N\ /= S EIB4E, 1518 maven.com/lenny EERRENIFREH TREZER

[00:37:19] Jason Shah
English:

| feel like you're totally right, especially, | mean this is the natural progression, but it doesn't have to be
that way right? And | think to your point, | think a lot of leaders focus on accountability in an organization
once they get large, and so, you see things like performance reviews and things like this. It's a very top-
down approach to trying to drive results, but is opposed to a sense of accountability if you drove a sense
of responsibility. If people felt like this is my company too, this is my product, this is my office floor. |
don't want trash on the floor. I'm going to pick it up and throw it there. Even if we have somebody whose
job it supposedly is to clean that up, it's like | take pride of ownership in this and I'm connected to it, and |
think that makes all the difference in terms of... At Airbnb, | think people who felt that way were willing to
push back on certain things, or they're willing to propose new ideas because they felt invested in the
company.

FROCERIR:

HREGMTeER, BAXREANKEIRE, BHFF—EIFENLL, XE? FiAN, REAFETHREX
FETET “REF" (Accountability) , FRLUREBIISROT A ZENFR. XE—MIEE B LM FRIIREHES
RENAR. B5RFBREXNNE “TER” (Responsibility) . MIRANNT “XBREHAE, XEBHN~



m, XRRNDAEMR, RAFEM AL, RIICCWERDNE, BERMNEZMNAFITANA, B3X%
MEBEFASHNERE, RETCETHEE . WAAXSIHERERNER. £ Airbnb, HREFEXFRIEHIA
EREMNFELEEBRIRIN, HERBRLITERZE, BAIIETEESHQEERA.

[00:38:12] Jason Shah
English:

| see it at Alchemy all the time. | see an engineer hop in and fix something at 3:00 AM because they feel
committed to the code base, and it's not a thousand-person engineering organization where my only job

is to make the iOS app 2% more effective at engaging users.
R EIE:

FTE Alchemy KEBEIXMER. REFIRIMAELZRE 3 RBEREERE, RAMINIBEEERK. X
RMEE—NLEFTANIRARE, BNM—TIEMZLL i0S NANAFRE5ERS 2%.

[00:38:27] Lenny
English:

So, you touched on the skill of pushing back on a founder or CEO, and | know that's something you're
really good at. I've seen you do this. I'm curious what you've learned about how to effectively do that as a

PM at a company pushing back on a CEO or founder when you disagree.
R EiE:

fRIZE T AN ASK CEO {RHHRIN (Pushing back) BY$%I5, HAERIFFERX—m. HFRIIIMEA
o FRBHE, EAREN PM, HIRARRE CEO HENMANERE, (REETHLERABHEZE?

[00:38:40] Jason Shah
English:

I mean, | think this is one of... | actually think it's one of the most misunderstood terms in a sense because
I think language like we were talking about earlier is so important, and yet what you call something ends
up defining I think 90% of what people understand about a concept, right? And so, pushback is, | couldn't
imagine a word more viscerally that makes you feel like you're sort physically going against what
somebody else wants, and it gears people into a mindset of then, well, how should | push back. It starts
from a place of | need to disagree, | need to say no. It's a very negative mindset, purely based on the word
that has come to label a behavior that alternatively could be about how do I shift the direction on
something, or how do | help the business actually succeed when | disagree with somebody about
something, and that's a very different mindset.

FRZERIE:

FIANEZ - R LRIANNZBERIRBIRNEZ — EWMFANZAINIER, ESFEEE, MUAMRIFRE
%=, FERAET AR 90% BYIRAE, M “Pushback” XMFE, HEEEZBKEBHMEAEILAETE
MMBRZ IRZEEE ENTANER. ERILANBA “BRZOARE" N34, ST “RETIRM,
HOUFTRA” o XFR—MIFEAEHOS, AFEEZRAXMARAREX—MTH, MXMITARTUZ “&K
BZIFEBRREGENGR” , HE “HGHRSEABRLAREH, HZWNEEBLSEGRY” . XE—HMTEER
BB



[00:39:34] Jason Shah
English:

And so, the two things that I've seen be most successful would be, | think number one is actually
understanding what a goal is or what somebody's kind of issue is with something, and then actually
aligning those things in some way. So, in coming back to Airbnb, | remember Airbnb had bought a
company, Luxury Retreats. There was a goal to integrate that business and that product into the full
Airbnb suite, and there was a lot of potential with that, but | remember that there was part of the product
experience that was oriented around chatting with somebody and the idea that the business had had a
very large team of wonderful people who helped you as concierges basically for your trip, and so, this was
a team that | was on that, to be honest, had fairly low morale. It's always difficult to integrate an
acquisition with a company, especially when we were based in different places, et cetera.

FROCERIR:

FAIARRENERINRRE: F—, BEEERBNEHA, HEBEZEANESHNIUSIREWE, ZARUEM
FEXLERFESL—ICHK. [EF] Airbnb B95IF, FKic#E Airbnb YT —=K0Y Luxury Retreats F9AFE], HETHY
Bzl S~ REEE Airbnb W2EFRF, XEPERANEN. ERiCFEERERIE—HDEE
SKOREAR, Sz SE—SHEANRBEEN, BEREZENMFRKRITH ALREAR” (Concierges) Rigft
B, BRI, HFAEMA TSN ETSESEE. BSWHHNARSSEREY, LHELARNSHERE
#1758,

[00:40:26] Jason Shah
English:

| remember hearing from a leader who had been at Airbnb for a while who's very effective at persuading
senior leadership, and they understood why this was a problem because this chat product was growing in
complexity. You'd have to build all these features into it, and nobody could successfully shift the
direction, and as a result, it was just this... It was a mess as a result, and there was very low morale
because we were taking on too much scope, people weren't sure it was the right product, it was being
built up as one giant launch as opposed to an iterative thing. And what was really interesting was that this
leader was very effective at understanding that the goal wasn't about building a bunch of features. It was

about, as often discussed at Airbnb, a magical experience.
FhaCERIR:

FHICRFIE —ITE Airbnb FTRANMFENDE, IEEFBREKRSEAR. HNBANTAXZE—TR
A, RAXPTIR=mBEREENHIEM, MOTEEESMINGE, MERAERNBARSE. ERME—
FE, TRIEBEE, BAFENFETARSHIETE (Scope), ARTHEXESEIEHR~Mm, MEEE
EA—TNEARNAHIE XM, MARENRAN, FEEBHNE, XNUASEFEHIUTIRE, BIFFE
HZ—HINRE, M Airbnb £EIHiEM “EFUHIAIE” o

[00:41:06] Jason Shah
English:

And so, when we took a step back, it was reimagined as trip designers, not concierges, and their goal was
to design your trip, and part of that meant a very elegant, simple chat experience so that you could have a
efficient, fast, positive experience with that trip designer and move on. And it shifted the pushback of like,
"We can't build this thing, it's too many features, we don't have enough time, we don't have enough
resources” to, "Oh, we all want a really elegant, really smooth, slick experience for our customers. How do



we do that? What's a trip design or a new concept that is actually going to elevate things? We're not
telling you we want a payback scope. We're not saying we want to settle for less. We're actually just not
only going to call it something different, but also envision a simpler experience which is more elegant. It's
more on brand with luxury."

FRCERIR:

FREL, HENBE—FE, EREFWERN “RITIRITM” (Trip Designers), MARE “ILEAR” o #{1HE
MRBIRITREVIRTT, XEREFTE—MIEEMH. BROPXEE, LRESKRTIRITMEITESR. RE. R
BV, ARSSEIRNITIE. XIBRENMNA— “BMBEAFEXIE, XS T, HiEfE, FRAE
—RTH: B, BEBELTFRE—MIESNM. AP, LBNEE. HIZEAM? FaEs Ik
TRt WERERARE? RITFAREEREEE, FREERZ . BN FRERNMIIE, TE2HE—
TEER. BEUENGE. XBETEEEmEREMS."

[00:41:51] Jason Shah
English:

Boom, all of a sudden, everybody gets what they want. It's a better customer experience, less scope, and
it wasn't about saying no. It was about understanding what we're all actually sharing as a goal which was
a great simple customer experience and then actually building that. So, | saw that to be really effective
and | think that that's something | try to bring into my career. | have a couple other examples if it's useful,
but that was a big one that | learned from Airbnb.

FRCERIR:

HH—E, RAE, SMCABSITHIEEN, BEFNErFN, BONITEEE, MEXHAZENR
R . RRRTEBENMNERNBR——IMEEEGENEFAR —AREEELRE, BRIUXIEE
B, RESAERNRVEEPERAX—R. MREEMNIE, BEB/LMIF, EIZEM Airbnb ZEINRE
Eﬁg_i%o

[00:42:16] Lenny
English:

Yeah, another example would be great. One thought there though is do you think it was mostly the name
and the concept or was it that it was a bigger idea? What do you think it was about reframing it that way
that got people, "Oh wow, okay, now I'm really excited about it again"?

FROCERIR:

0, BENMIFMAGFT. FIREME: MANXEERERARFNRISET, EEEANEERT T
BRANEE? MINAXTHERENX (Reframing) BIB—iL AMNBRT “IF, HFIE, HMEXKEERKT” ?

[00:42:30] Jason Shah
English:

That's a great point. | think it was a big idea, right, with a good reframing, and | think it's like many things
where there's the substance of something and then there's the communication of it. And so, this is true
often, for example, if a company is changing strategy. Oftentimes people might walk away feeling like,
"Yeah, | guess | kind of agree with the strategy, but the way was communicated was really poor," or vice



versa, like, "Yeah, they told us in advance and they sat us down all hands, but | really disagree with this

strategy and I'm going to be dug into my heels and not disagree and commit now."
R EIE:

E—MREFHMS. BIANAXZ—NEANEE, METHYHNERENX. RERZEE I, BEEYN
ZIKEL BB FH o ?W’_ VEEHBRNEELAE, BEABARNNREE: ‘8, BABREX
NEEEE, EABEARNKXET” ; FERIR: B, IRFESHFTEN, EATE2RAS, BRENTH
XGRS, HRBFAN, mMAE FREEWNHNIT (Disagree and commit).”

[00:42:58] Jason Shah
English:

So, in this case, | think you're totally right. If it was just window dressing of... Founders are too smart,
especially at all these companies we've talked about, to be fooled with a simple renaming of something.
But | think the combination of a bigger idea, more exciting idea that was at the heart of what we were all
going after together, combined with a simple way of communicating it because I've also seen big ideas
that are poorly communicated fall flat on their face and not achieve the intended outcome. Those two
together, | think were a really potent combination.

AR ERIE:

FRAFER AN RGP, FINNRTLER. MRIABREAXE - EAKERT, LHEHMNTIEIHXLER
BRI, FEIBEWERNARIERF. BHRIAN, —1TNERKR. BELAXENRZE (XRHRNHERERS
7)), EEEENEEAN, TRXHE. RAREAIRSEANBEZRTAETHMEERNY, KEEEEIH
HIMR, XMEBLGHE—RE, HIAAR—TIFERANAS

[00:43:28] Lenny

English:

Awesome. I'd love to hear another example.
R EE:

KiET . HIEEBIF—MIF

[00:43:30] Jason Shah
English:

Yeah, for sure. So, a recent example at Alchemy actually, right? We're growing, we're hiring, but there are
a lot of roles, especially being in Web3 that are not yet created. For example, there's traditionally growth,
product growth marketing, we've created new area around growth operations which I'd be happy to talk
about if we want to get into it. But it's a really interest interesting area, and we were going back and forth
on should we hire for this role, it's not even a real thing. We've looked at some candidates, we're not so
sure about them. And when | realize with our founders who are incredibly smart, very talented, have built
the company over so many years now, they want to win. That's what they care about at the end of the
day. They are so driven to win at the end of the day.

AR ERIE:



R, HF—MERILTE Alchemy B9 F. F(EEK, EHEEE, ARSI, LEHZHE Web3 dl, &8
WEX MK, Fla, FRLEFEK, FmEKEH, RIIELS “EKIZE” (Growth Operations) 87—
WA, MRBWMHERREERA. X2—MIFEEENTE, RMNIANEREVIEEENZBEX TR
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[00:44:10] Jason Shah
English:

And so, ultimately, it wasn't like, "Let me make some rational argument about the role of growth
operations or let me defend some issues with this person's resume that maybe you're spotting when we
make this hiring decision," but, "Oh, you want to win? Oh, we want to grow faster? Awesome. This is the
way to do it, and that's how we're going to actually become the generational company we want to be."
Again, a reframing in this case around, yeah, we might disagree or squabble about certain things at a
detail level, but | understand what we all came here to do and let's focus on that and how this is a part of
that versus just focusing on maybe the means to an end versus the end itself, and the end always brings a
lot of clarity in my experience.

FRCERIR:

FRUL, SRATEER: “UIHRREMISE-TERKSENER, HEBAZXDANEGHRERHR" , MEk:
‘B, fRITER? BIEKSER? XFT. XMELMBERNTGE, ZMERA0AB A FHATZFRUKBIX S
RRABHGZER” IXNB—TEHREX. AXMERT, BARNAIEREAT LEFEDRHEN, BRIFHER]
HEWET. LN ZETFT B, URXGFNEMANETRHN—E7, MARNRUETFER. REHHZ
Yo, BREEREHHRIRAREHIE.,

[00:44:49] Lenny
English:

What's cool about both these examples, and another guest touched on this, when you're trying to
influence the CEO or the founder, coming back to your working backwards concept, you almost want to
work backwards from what are they excited about, how do they see the world, what's important to them,
and then pitch it that way. So, in the first example, | imagine they were pitching to Brian and he's like,
"Yeah, drip design, that sounds like something Brian would love." Then in the second example, "Yeah,
we're going to win. Here's how we win." So, that's a really interesting takeaway there.

FRCERIR:

XRNMIFRBERET, Z—UREHREE: HRXERM CEO HEMAR, EZIfRE “FRIEE"
2, MRILFEN “MITNHAREINE" « “MNEEFHR © “GTANIRER" FrfliE, 2ARU
LEHTIRE, PRMEE—MGIFH, HEeBK 1A Brian I2REY, Brian &51158: “BMY, MRITI&IT, X
RELE Brian SEXRHARA,” EEZNMFIFHRUZ: “EB0, BRINER. XMERNG L X2—NMEES
BHETo

[00:45:15] Jason Shah

English:



I mean, | think we all forget that we're all just humans, and at the end of the day, we all are busy, et cetera.
It reminds me of a lot of sales, right? | was very unsuccessful when | was trying to do outbound sales in
the early days of my last startup do.com because | didn't understand this. I'm a product person. I'm not a
sales person. | didn't listen to what people cared about. | didn't kind of work backwards from what a CRO
or head of people that we might have been selling to cared about. | was just about features and here's
what we can do for you and this and that. But all they cared about were one or two things, right? Maybe
the CRO's growing revenue. Maybe the head of peoples worried about culture or scaling their talent

organization, and we were nowhere near that list.
R EIE:

BORRE, HMNBSTARBE2EEAN, FRERK, ARBRIC. XLBBRTRZBHFERDT. ERLE—R
#EIAT do.com FHZIHMINTHEER, FIFERK, AARFHEAX—R. H2NTmA, FTEHE. &
REFIRANEEEF 2. RREMEREEWE (CRO) XANKREE (MIIZRITHVBEENR) EFH
EEEE, HRAXEINE, R “KIENREXMEBD” o EMNRIEF—RESE, WIE? thiF CRO REF
BINWBN, ANWFREEREFEXNET BAAHR, MENNIEREREMIINRETIRE,

[00:45:56] Jason Shah
English:

And so, | think it's similar for CEOs, and there's a huge disconnect when say a PM walks into a meeting
with the CEO and they're talking about something that CEO is 10 miles away from thinking about, and
certainly even the mindset that they're bringing to the conversation is totally different. | think Casey
made a lot of great points about this in the recent podcast as well.

FROCERIR:

FREL, FIAAX CEO KRB E—1¥8Y. H—1 PME# CEO WDAE, KiL—L CEO IRAZEEZEHNER
B, MeFEBERBET, MEMITHENNENOSETERE. AN Casey ARIINBEZFHHIIIRE T
REAERBI AR,

[00:46:16] Lenny
English:

Sweet. Casey Winters, podcast plug. Okay, so something else that you're really good at is you don't kind
of focus career-wise on working your way up the ladder and being like the top PM, and you seem to be
really good at kind of following with what's interesting to you and your interest and your curiosity. Is
there something that you've learned there, something you could share for folks that are just like, "Oh my
gosh, should | just keep in with this job and work my way up? Should | try something new?" What have
you learned about that sort of thinking?

AR ERIE:

Ki#ET o Casey Winters, BEEN. 18, MEERSZ—HE: ERWEES, (MUFHRETETINEMBHE
L€, FEMHA “Tak PM” o (RINFIEEEKIERA CHHBMFET . XTFX—RIMRFETHA? {REEX
BLALETF KB, RBRZTEXDIFELIE, ERRZZRMEY NWADZFLEMAD?

[00:46:46] Jason Shah

English:



There's the framework | like is ladder versus map, and | think that you can be either person that any point
in your life. Sometimes there's a bit of a set mindset that somebody might have one way or another, but |
like ladder versus map. Ladder is about moving up. It's more influence, more power, a higher title, things
like this, whereas map is | just want to go wherever's interesting, right? | literally think of it, | think of my
career very similar to travel. | want to go to Greece. | want to be hungry, walking around in India, sweating
in a hundred degree weather. | want to go to Australia and kind of get locked out of my hotel and see what
that's like.

AR ERIE:

BEXRN—MERZE ‘B vs. A" o TIANMEALNERMNERETLUERRAEF—TMA. BRANSE
EMEERNOS, BERERX M. MBERXFH LB EZHNEMN. BRSO, EerkHES.
MEER “RRABVEEAEBRMS” . FENIICRWEERREKRT. HBERE, RBENEREHRE
KEZX, 7100 ERENSETRT, REEXERFIT, FIE—TFRMEEEIMIED,

[00:47:23] Jason Shah
English:

I'm okay with discomfort because it's interesting. Sometimes, for better or worse, maybe this is a
privilege, it's certainly a privileged thing to say, but | care more about living a really interesting life than
let's say a good or comfortable life. | think that's where the growth comes from. That's where the stories

come from. That's to me the things that I'll remember the most.
R EE:

HANBRER, BABRRER. B8, FEHFRT, HIFXE—MRIN—RXIEHEE RN ERKE
—EREAEFI-—MIEEFENESE, MARAE @ & & BEE. RNNIZRERKEEKER, 2
WEHFR. WHERKY, XEFZRREZENER.

[00:47:42] Jason Shah
English:

And so, when | think about product and I'm on my deathbed, I'm going to care about the products I built
and how they affected people. Nobody's really going to be looking at my LinkedIn, hopefully for their
sake and mine, at my funeral. Sorry, it's a very morbid analogy, but | think thinking of the future provides
a lot of clarity about what am | going to care about a long time from now, and | think that applies to all
facets of life. That's how | thought about my life partner. That's how I think about my career. That's how |
think about where | want to live, San Francisco. San Francisco, a lot of people like to talk negatively about
it, but | believe in the community. | believe in the place I'm interested in the long term, even if you know
the short term it has some challenges to it.

AR ERIE:

FREL, HFREFm, BEIRIRAZE, RIEFREENTRURENNEEmT Al AHZELL, &
AZEBHZW Linkedin MAZEH, FEATHIINEBIEF, TH3E. B, XTEIEERMRKR, ERERT
BERKEILMMEBFRAUGECEEET 4. XERTEENALEE, RERHE. BERUEE. R
EREEAEWLEBEML. RZASRERATWL, EHRAGEXENHXK, FEEXMHKIRGEMTT, B
fEREHAN EE Im—EPk k.

[00:49:03] Lenny



English:

Is there a story of or example of how you use this approach to make a decision at where you end up
going, and/or or is there something that you maybe regret or are really happy with in terms of the kind of

the fork in the road, looking back, using this way of thinking?
R EIE:

BREFARERNF, RBAMBNAMNAXMAERRAEER? HE, @OFIE, BEREFATEAENT
FROMBRRE, ILIRREEESHIFERER?

[00:49:18] Jason Shah
English:

A few concrete examples, actually. I'll keep them brief though. One is when I first moved to San Francisco,
and | had mentioned | did a small sale of that education company, and | could have done a lot of more
productive things with my career in the short term. | had all my peers from college who had gone off to
their great jobs at Google or whatever. | said, "I'm looking to move to San Francisco and work at my
dining table, and | have a little bit of savings from this, so why not? Let's see. It's going to be super
interesting." | mean, it was also very boring at times, and so, | didn't want a lot on the sort of micro level,
but I built five or six products. | became much better at programming as a result.

FROCERIR:

HILBL T RENEF. HZERR—T. — 2R NRIIBE W, HRIIIHKEETHRREELQE, 28
REAFTUBRSHRUEEBRINE, RAFNRAFZHRET ARZENKRABDZRTHFIF, BRR:
‘BEREIBEL, XEBREIF. BHE—RRE, AtaFdiEde? FESAERFA, X—EZFEE
B, HNEER, BNHESREY, AHMEARREKEEARS, ERHWETHNNTm, BRLERFEERYE

2o

[00:49:56] Jason Shah
English:

| remember one time, it's kind of a goofy story, but | was working at my dining table, and | saw Ron
Conway on the street. | was disheveled because | was just working from my apartment and | wanted to go
pitch Ron Conway on this terrible idea for a startup, and so went out there, and maybe it was fortunate to
not shove me to the side, and he listened to me for a minute and then | emailed him after. These are
random things that happen that over time | think make us who we are. Are you the sort of person who's
going to hustle and do that? When | was building that education company, | went and put flyers in
people's cars in various high schools, and | was trying to get things started, and coming back to
leadership, that would be below most people. It's like, "Wait, you own a company and you're sticking

flyers in people's windshields?" It was like, "What's wrong with you?"
R EIE:

RiE/E—R, X—TMERENHE, REETEXRALE, FF RonConway (BERHEAN) EEHL, H
REEXREE, RAR—BEEARELE, BFPHERAMEHE—MERALL AL, HiFRREE, g
BIEHHEF, MABAT —2, ZEHELMETEME, XEREMINLENSR, MERERNERS, ik
NENERT F ] MEBEABPBMHIBZNEFHHIAN? SRUDBREERFN, REEZTEFEANNE
EEER, HELLIVSFIERER, BEASHIER, REBASTEXXENT. 3R “FF, A
BE—RQE, MEFEIARNEXIKELGEE? 7 2% E “rEF2E8ER? 7



[00:50:40] Jason Shah
English:

So, anyway, | think that was an example of time where it was like, "Okay, if I'm on the ladder," I'm like, "I
got to get the best entry-level job or whatever." Even if | had been an entrepreneur before that, | would've
thought about my structure in my career, and | was more like, "This is going to be interesting. I'll figure it
out. | believe in myself enough that I'll figure it out." So, | did that. Yammer and leaving Yammer was
similar where | could have stayed. My equity was finally worth something. | could have learned a lot even
I'm sure from the Microsoft structure, but | was bored and | had been talking to a couple angel investors
who were willing to put money into whatever the thing was going to be, and | felt like raising money's
actually going to be really hard for me. This is going to make my life a lot easier and | can focus on product

and so on and so forth.
AR ERIE:

BZ, HUABR—H1F. NRBEARE " £, RSB “BERISRIFHNIRIE” BMERZA
gk, HWIEERVEDHTEE. ERINEBNZE: "XIRER, HEREN. KEBHBEECHER
Eo” FRUUERIBAMT . BF Yammer BfBEIN, HAATUE T, ROVEANETESRT . REELEMRIRBIER
WPFERS, BHBIEH, MARIRENMLIRERBEARX, WIERRABRRREBENERTES,
BRRSRMANBERIRELREYE, XFUBRNEFEMRS, ILHETETFnEFF.

[00:51:25] Jason Shah
English:

That was a really hard four years. Things like an M&A offer falling through the day before your wedding, or
chewing glass and submitting to the Apple iStore and being a featured app and then resubmitting
because we wanted to fix a bug, and then actually now it crashes 90% of the time. It's Memorial Day
weekend and you can't get in touch with the Apple business development manager who can help you out
to reapprove something. It was a really stressful four years, but using the map analogy, that's like getting
lost in Croatia and having to find your way out or getting lost to to your hotel in Australia or getting bitten
by a dog in Thailand, which actually did happen to me. But these are interesting experiences that | think
build characters.

FRCERIR:

MRIFERENEF, LLNFEBEILAI—RAMWBLIER; HER BKE —HREEHOERBERINA,
FABBMTHENA, MRNEED Bug BRI, LERMARZS 90% HBEEER. HIEERFTRLE
SHEXR, MEKARN EEMRBREREZNERISEE, BRENEARNWDE, BF “WE" KL, X
MEERT IR 7 AU E SRR, HEERAFIHRAZIEEENR, HETRERERT (XF/L
BEREEHRS L), EXERZEENEZR, HIANENEET .

[00:52:05] Jason Shah
English:

So, I'll pause there, but | think there are a lot of career decisions I've made. Do | have regrets? At times, for
sure because you see what would've happened if you had joined a different company at that time and it
would've been like, "Oh, | would've met so many great people. | would've worked on these products. |
mean, my equity would've been worth more," whatever. But | think you only lived once, and | think that
these rare experiences have been very true to me and taught me things that | wouldn't learn otherwise.



AR ERIE:

BRMRXAZE, BERMIRSNIWRE, FBEERE? BNEES, BARSEINRFLRMASZ —KLQF
SREMFA: B, RIBEXASZSNBHA, BRESSEXEFmBAL, RNENIEER" FF. BN
NARBEE—R, XEFREHMFERRIFEAERE, BT R EEEMESFAREINRE,

[00:52:28] Lenny
English:

What's really cool about that analogy, ladder versus map, is a lot of times you think you're climbing a
ladder and you think it's innately going to be great, and sometimes that ladder falls over and the
company doesn't go anywhere and/or the job sucks, your ladder's heading to some terrible place. And
what | find in my experience is anytime | try something totally new and take a risk, especially following
things that give me energy, and I'm just like, "Let's just take a leap on this thing," in my experience at
least, it's always led to better opportunities and much more interesting work. And so, it's kind of this get
off the ladder to get on a different ladder, and sometimes you think you're on a nice ladder and it's not
going to get you anywhere anyway. So, explore other ladders. So, I'm kind of picturing a Chutes and
Ladders.

AR ERIE:

BN vs. E" XNELLREEAIMSET . REEIFUNECERHEE, UAEXREMRE, BERMER
B15, ATREHE, HEIFERE, FEMSEED T —MERRMS. REZNER, SSRIHASMBEYH
ABXE, THEEMALRAKEENEY, OB “MRF—HE” , ELERNERD, XEZMEHRE
FHONSMEEBNIE. FMUXERE “AFXTMBERE—TNE"  BRRUANBSE—TTEHMN
#L, BERELW)LEHMRERT. AL, ZRREMOMEE, ZRFERETFUET “ECS5HF" HXRH
& o

[00:53:15] Jason Shah
English:

Totally.

R EE:

FERIEM,

[00:53:15] Lenny

English:

There's many ladders and you want to explore the different ladders across the map. How about that?
R EE:

BiRZM, (FARFHME ERERME. X EARE?

[00:53:20] Jason Shah

English:



| mean, | think you're totally right, and the only brief thing | would add to the way that you put it which |
think captures the essence here is | think we all have a lot of false precision about what we think a given
career move is going to lead to or what it's going to be like, and we forget that a lot of career decisions are
made out of maybe 10 hours cumulatively talking to a team and getting signals.

FRCERIR:

HIANAMRTELER FEHT—R, FRRIABERITET &R TANFENHEPRUTEHZHRATALER,
HECIZRFAEF, FEE— “EREOBHRE" . ZIIST, RERIWREELARETSEARRITRR
TRL 10 /NEIFRSRIE S B,

[00:53:44] Jason Shah
English:

So, | think that that false precision sometimes gives us comfort in making certain decisions and folds us
back from a bolder decision that might be better, but maybe the ladder is just hidden behind some fog if
you really want that, and you can get both. Maybe you can go to the most interesting place in the world,
and have the success in life and progress and so on and so forth. It's just that | think a lot of people think
it's totally either/or. They think that they've already figured out the precise outcome that's going to
happen, and to your point, the ladder often does fall over. If that's what all your hopes are pinned on, it's

a very fragile career decision | think is really difficult to navigate.
R EIE:

FREL, BOANX M EREVEHRA L BN EMFELERER REIRR, MERSTHRIMIEAJEEFR. EARE
BURE. WIFMRIFENERE, BIMBEIRARRBEEEERE, MEMATURERS. HIFRAIUEER LR
B85, ENEEERIREMIIMNHES, ARERFREANANXTEE “FHEEK” . ITANBEEE
SMNET SR, BIENMRAR, MBEEREIR. MRMIEFMENFEHFRELE, BHE—113F
ERESERRRE, RUENIT.

[00:54:19] Lenny
English:

The flip side, you also don't want to be bouncing around over and over and over. As much as | talked
about how | shifted and tried new things, I'm a very serial monogamous in terms of work. My first job, |
was there nine years, then a startup for a year and a half, and then Airbnb for seven years, and then what
I'm doing now may be forever. And so, there's a lot of value to sticking around and kind of seeing things
through. And so, | guess, | don't know if you'll have an answer to this, but do you have any wisdom on
when to stick with it and keep exploring opportunities at a place you're at versus trying something new?

AR ERIE:

S—HH, REFE—EBRREE. BARKETRRNARTNZRAAFEYN, BEIFLE, RELER
KIF” o HHNE—MDITHEETNE, ARR—KMT —FFHIEIRF, EEE Airbnb F7HF, IAEHKM
NERBAIRERM—ZFF. Fill, B TEABERHARERAMNEN. FIl, RFNBREEEER, BX
FHARMRZRIFIHEYRIBMGRERRNE, TARMRZZRAEY, RETARNG?

[00:54:54] Jason Shah

English:



My hope is that there's a balance here in the sense that the map shouldn't give the impression of 180
countries, let's do 180 tech companies and shorten the tenure from two years down to a month, and
we've just created a generation of job hoppers which is even easier because we're all on Zoom. It's a good
point and | really respect people like you who have stuck it out through the ups and the downs and
somebody sees seven years on paper, but | mean, seven years, | don't know. How many chapters of
Airbnb, how many crises moments?

FROCERIR:

BREEXHPE-MTE, amEiR, “WE" FRZLEA—F “XT 180 MER, FRAUEER 180 REHRA
5, IBEHMRERREE—TA" R, BERNTMEET —K “BHEIEAN" , MERNKKEZE Zoom £
nr, RETRTERS T, XR—MRIFHIMR, HEBEERMFEXFLFTERHEFITIRIA. JIATERL
BIME “tF , ERNERRE, XtFE, Arbnb ZHTEVRE, ZOBHINZ?

[00:55:26] Lenny
English:

Felt like 300.
FCERE:

RERITREZH T 300 /R

[00:55:27] Jason Shah
English:

There you go. So, | think there's a balance, right? For example, | want to be in Web3 for more than a
decade. | want to stay at Alchemy for a very long time and help build the company. So, | guess when |
think of map, maybe an important way to think about it is maybe when somebody is 50 or 60 or 70 and
they might choose to stop working, a lot of people when they start their career actually have 30 years to
play with or 40 years or 50 if they're lucky. That's a lot of chips you can play. You could do five, 10 year
rounds, right? And so, | think that in terms of sticking it out, maybe I'm biased, | think that some of the
absolute sort gems, if you will, in Silicon Valley and tech are the teammates that are willing to stay around
for 4, 5, 6, 7 years, and they have institutional knowledge that nobody has. They have a positive impact
on the culture that is impossible if there's constant employee turnover.

FRCERIR:

Hiho FTURREXFEF . fli0, FHEE Web3 FLE+FLU L. FABTE Alchemy FRKBTE], EEHEILX
RAF. P, HEFEER “WE" B, —PMEBENEEZEARE: H—PA50. 605 70 FiE&iZRAKE, RZA
IV EF RN ESH 30 &£, 40 FHEE 50 FRIBTEIRILUE . XEBRZAIUBANERL, RaIUHHE NN
HA 10 EERIPNER, XIME? FRLA, XFR&, iFrEAERL, BFRIANESNRRAEEN ‘B ZIREEEY
TRIE4 5. 6. 7TFHBAKR. tINEEINANEENFIEMERIR (Institutional knowledge) » I XKE
ARBIEI, MIIRATMERE, XEFAEEIMA,

[00:56:19] Jason Shah
English:

So, to me, | think that you could simultaneously be somebody who's committed to companies, stays for a
very meaningful amount of time, but zooms out and looks at their career. Actually, | think maybe this was



even more, right? You're now a famous podcaster. You were a successful startup founder. You were a
product leader. All these things form a map and | think a really interesting career and life, frankly, that's
pretty full with a lot of really interesting milestones and learnings and networks and people that you get
to interact with.

FRCERIR:

FRIASFKGE, FINNIRAI R — NN AT EHE. FREFENA, RRXERAMAHELESHRLE
o KfRLE, HEBMMEBNOIF, WE? MAERZERNREZTEFHA, MBBHNBEIATLIBA, RE
BFEMMSE, FIEXEMRT —KE, EEME, XR— M EEEBNRIVEENAL, REHETEBNE
2R, WA, ABXARARPRIZAREIAI A

[00:56:47] Lenny
English:

Yeah. To your point about how long a career is, when | thought about it recently, this is my fourth career.
First it was an engineer, then it was a founder, then a product manager when | got to Airbnb, and now this
weird thing that | do, and there's so much time to explore and try new things. | will say though, | feel like
the early things you do seem really important. Airbnb for me was not early, so maybe I'm wrong, but it
feels like you want to work at a company where people look at that on your resume and are like, "Oh,

okay, this person's probably good." So, | feel like there's that piece you got to get right at some point.
R EIE:

2. XTFTRIEEESZK, R&OBTE, XBEHRNENMRL. BX2IRIM, AE2LIEA, MA
Airbnb BT mEE, RESRHHXT “FENER" . EASHNEERENZHAHTZ. FTIRER
BWE, HRFMBHMNEBMUFIEREE. XIFFKH, Airbnb FAERH, FRUBITFRET, BRERSE
TE—RABILET, it ABRREN LMBREHNSA: "B, FE, XPTARTRERMLE.” HEFMBM
TEFE N2 — IR

[00:57:21] Jason Shah
English:

Yeah, | totally agree with that. For example, | think for let's say a new grad who's thinking about a product
career, and let's say on the spectrum there is maybe Goldman Sachs because that's what a lot of people
are doing. They're like, "Yeah, | want to do product, but | also feel like | need this gold star or whatever."
And then in between is you could join a hypergrowth company of some sort where they definitely have
good product people you can learn from, but definitely still room for you to do more than what a very
junior person would be assigned to be doing. And then on the other end of the spectrum is I'm going to
have no job, I'm just going to completely bounce around from my own projects or just work with a new
startup every two months.

FRCERIR:

=H, HREEEE. M, ¥F—MEEMEFRRVHNEER, RISEN—HESE, ARNRSAH
XAk, fila: “28, TR~ 6, EXRFANEESREEXT SFBE ZENKRE.” SiEPEE
MARHSRERNQE, BESEERFHTRARRES, EHEeEETEILAMLEEEIERTIESH
F. NENS—RETET I, RZEECHIERKNE, HESRTAR—KRVLIRTEF.

[00:57:58] Jason Shah



English:

Personally in that spectrum, | tend to be more towards the middle of that where build a track record,
build a network. | mean, it's crazy. Even just this week, next week I'm seeing maybe five people that |
know from my Yammer days, and to your point on formative nature, some of those people, that's how |
learned how to do product. That's how | learned things like AB testing. It's how | had the first angel
investors in my next company. That's how | hire. | still hire people, maybe much to their chagrin, they still
get LinkedIn messages for me trying to push them for the next thing.

FROCERIR:
MXNIEMS, BRPAETFREMLE: BIIWVSER, BIIARK. ENERE, XRKNE. MAEXFAMT
B, ZRBERARLYENIKTE Yammer BINRBIA. EZIfRR “EE” 45, EEMBEASE, BRFITN

@~ m, F27 ABMHZENFER, AT —HRRAFDNE—MRERZAERXAKN, XBEHRBENS
Lo HIMATEBA, BIFLMIERNE, WIINASKEIED Linkedin JER, RERIMIIEMT—HSE.

[00:58:27] Jason Shah
English:

So, | totally agree that those early days are really formative, and there's maybe a balance between
nobody wants to be a job hopper, but at the same time maybe there's ways to also not just be a career
person who spends kind of 30 years working up the ladder or is fixated on | need to be CPO but is willing
to give up a director title to go be a hustler at some startup because they really believe in it and they want
to take a bet or risk in their career.

AR ERIE:

FrUF 2RISR RIFERREEE. XEPAIRE—FE: 2 ABNAREZA, EEN, BiFdRE
IERRBM—E 30 FIREMBRELIER RPN , ABEBARZERT “FH CPO” , MEREMF
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[00:58:50] Lenny
English:

You touched on hiring, and that's something | wanted to ask you. So, you're in my Talent Collective.
You're a company that's hiring, Alchemy, and | was looking at the stats recently, and you're one of the
most successful companies at getting candidates to talk to you, and generally | think you're just really
good at hiring. So, I'm curious what you can share with folks about hiring.

FRCERIR:

fREZEI THEES, XtEHAEMREY, REHKR “AZEMA" (Talent Collective) E. RIITAT Alchemy IE7EHA
Ao HEEFT—TFHITEHIE, (RMNBRIBRENDERNERRENATZ— SRR, HIANMIFEER
1B, FRUHRIFE, XTHE, MENARDZEMFA?

[00:59:10] Jason Shah
English:

| appreciate that, and | get a lot of value out of meeting some really talented people from the Collective. |
think hiring, it's funny, it reminds me of sort of push back in a sense of what you call it has such an impact
on how people think about it. It's hiring, recruiting, but if people reframe it as the people you are going to



work with every day or the people who make the company what it is, it shifts the mindset. It's like how is
that not the most important thing to be thinking about as a leader or as a founder. A lot of people have
benchmarks. | think maybe on the Google podcast | talk about 30%, 40% of a founder's time maybe spent
on recruiting because | think deep down everybody understands that that's incredibly valuable.

FRCERIR:

e, BEM ATEE PEREFSATNIBFRRER. XTHEE, RE8, XiLFBET ZaiRa
“Pushback” o fRIIAIFFEE, MAMNMBAEFREFEAR M, ER “BAE" . “BE , BNRAMHEEE
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[00:59:53] Jason Shah
English:

I think that for me personally, | was reflecting ahead of the podcast on how | approach things now after
different stages of hiring, and for context, for what it's worth, I've been at the zero person startup. It's just
me and I'm trying to convince some Google engineer to come join us which is incredibly hard and has a
low hit rate, to a place like Amazon or Airbnb where you have a large world-class recruiting organization
that is effectively doing sourcing for you and setting up interviews and such things like this, and there's
formal calibrations and interview panels, to a place like Alchemy where it's very sort of scrappy. We need
to figure out who we even want to hire. The founders still meet with every candidate. It's a really different

environment.
RSz ERIE:

HEPAMS, ERFIBFFHRRET BCEFCEAREMROLESR. ATREESR, HHI “FA” 9
28 (REH—TA), HRHERRENARITREMION, XREREERHRRK; HBHFIGTESHK
Airbnb XFFRE R A M RFBRARNNM, MISARIHAE. THERSFSE, T8 EXNRENEIR/)
H; BEIRAlchemy XHFIFE “BR” B35, RINFEFFRIRBBHAENA, SIBANAILE—I
RiEN. XB— M TEREIFIR,

[01:00:34] Jason Shah
English:

So, this is kind of the spectrum that I've seen, and | was reflecting what do | think works the best, and |
like to think of it in very similar motions to a business where | think there is a marketing aspect to it, there
was a sales aspect, and there is a product aspect to it. What | mean by that is that on a marketing level, |
think what has a person heard about your company. Do they know anybody who works there? Do they
read your LinkedIn post about things and already know that you're a known quantity before they even
step in the door to interview? Are they even willing to interview based on what they know about the
company? And so, | think that the marketing aspect in it, and | mean it's sort of lower case marketing in
this sense of course because | think a hard sell of any sort or anything that's not authentic is probably
going to fail ultimately, but it's about developing a really positive kind of brand and reputation for a
company but also as an individual.

AR ERIE:

XMER LI E, H—EERBRHTAREN. HEWLCEFRSLKEVSFEERMNITIE: cHEH
(Marketing) EE. $HE (Sales) EEM™&M (Product) EHE. ENERE, EEHEE, —PARRIIR



Nagfta? BAREREIFNARL? M3 R TREESRBH LinkedIn thF, HEHATEIATIMESR
MIREFRT R TID? ETMIMINA8NTHE, NEERERERG? HUNXMBEFHNEREE —IA
HIENET XWEHE, EARUANAEARARNBITHREIFTELNRARERIERN. ERXTANQH, A
RN ABIL—MIEERIRB MM A E,

[01:01:26] Jason Shah
English:

And then if you pass that threshold, | feel like there's a sort of a sales process, and we were talking about
how bad of a salesperson | am, for example, because | didn't listen to people's pain points and
understand the one or two things that were most important to them. | think similarly in this context, if
they're an engineer, do they want to work in a world-class engineering organization? If they're a product
person or they're just really excited about crypto and they want to find a way in, a place like Alchemy's
the best place for them to learn that is how to think about it, and it's not about misdirecting on or
matching whatever they say, but it's about really understanding who they are and what motivates them
and what they're excited about because I'm as concerned about the kind of post-hiring step as | am the
pre-hiring and want them to work out and be happy and be effective.

FRCERIR:

NRIREI TN I, ETRMER—TMEEIRE, BNTAWMEILUMZENZ AERENEE, BAKRTR
AARRER, PEENMINREEZNIR—HEE, EXMERTHEMN: NRGBI2IREM, iTBEHRE
M TIZARTEE? MRMINZTmA, HERARWNBETIEEAXEHBIMIANR, BAK Alchemy X1
HUt 75 L A ) F S B E X MU RET . XAFAREZSMINHLDEMITRNE—0IE, MEEE
EIRRMIZ M, AR, il aREHE. RAEPRKONRE, ®EEFXONREHM
B, BAREMIEEMETE BREIRFHLIEN .

[01:02:12] Jason Shah
English:

And then lastly, | think there's a product angle to it that not a lot of people think about or talk about a lot
because | think the product, it's one of those rare cases where job descriptions are almost like product
specs, right? They're here's what the responsibilities are, here's what we need you to do, here's the
qualifications we're looking for. And what's really funny about that is that product is very iterative, but
somehow we just write a job description, and then it's bait, it's done, it's posted, and nobody thinks
about it again until the person's hired and then they take it down.

FRCERIR:

&, WANEE—TTmAE, REARZEITREAKILET, HIANERES, REAR (D) JLFHM
B mME+ (Product Specs), MIE? EEEEMBZMHA. HNFERIMIMF A, HNNFHRAAENER,
BEBNE, mREFEHRERDN, EFRNAMA, KMNER—nRUERE, EMEaE—HFENER, &%
T, AEMRABEET, BERIAMBER TR,

[01:02:41] Jason Shah
English:

| think taking a product mindset where | meet people all the time now where | don't really know exactly
what role they're necessarily going to fill, I'm not really sure about exactly their seniority, maybe they



don't have a lot of experience, but maybe they would just totally be a rockstar on our product team. And
looking at a product that we can mold flexibly and think of the same way if at Airbnb, if we were going to
build Airbnb Plus, if we just kind of came back to the Amazon working backwards and just wrote a
document and it was over, that's one thing, but we didn't do that, right? We went and actually built
rooms and homes that were supposed to be Airbnb Plus, and then we iterate on it and we changed the
pillows and we changed the entrance and we changed the scent that you feel when you walk in. We coach
host and learned about that.

FRSCERIF:

FKINANZHE MBS, RMELEBI—EA, BRFTHIDAEMIISEAENERG, BARBEMIINE
A, BiFMi1R0T%, BhiFiIseER AR~ REANBEE, RITEBIREMAIEE— T UREBIER
= o FARTE Airbnb, INRIKITEM Airbnb Plus, MRBENTR BT I EE R TIEEB#ES DXL

T, BE—EE; BRITLIBAM, WE? HNERNERE TS Airbnb Plus tRERNEEIMERE, ARTENE
£, BHfpLk. ERANO. ERIREHREBIIR. HINHESERAMPE,

[01:03:21] Jason Shah
English:

So, | think a product mindset on hiring and iterating on it based on the candidates you're meeting, the
needs of the business. So this kind of marketing, sales, product combination has been what I've found to
be really effective at getting people excited, understanding who they are and what they need, and then
crafting a role that actually makes the person successful, rather than just checks a box in your recruiting
software as some new headcount that was hired.

FROCENIR:

FRUL, FIANERBEREAS B, HRIEREBZNEEAMLSERH#ITER. XMEH. HE. Tl
HE, BRAIMANEANRENME. BERMNDEURMNFENGA, ARESER—TEELLEMINAER{I
RAMGE, MAMURZBEBERGEE— “BREIMATI" BRI,

[01:03:45] Lenny
English:

One last question before we get to our lightning round. For PMs that are listening to this maybe early in
their career, what skill have you found to be most important in helping you and helping PMs in general
advance in their career?

FROCENIR:

EHENABREEZARE— N X FALEREL TR AER AR PM IR, RIAABREEXSEE BT
KRN PM AR EFHRAEE?

[01:03:59] Jason Shah
English:

Yeah, this is a really important question, like the others, but | think that understanding and defining what
problem matters is the most important skill that I think I've taken away, and it applies to so many things.
It can apply to a specific product we're building. It can apply to what a company's mission is. | think I've
found it really effective because it affects pretty much everything. It affects what we're going to build. It



affects is the team motivated by what we're doing. So, specifically for example, at a place like Alchemy
where, yeah, we're a developer platform, but should we build an SDK so there's abstraction that is easier
for developers to use? Should we build an NFT API because we think that's a really important stack to
move into and an important use case to support?

FRCERIR:

2H, XMZAMEE—HEE, RANRFINSREENKER " BERAEXTARNTESZEEN . Xi&
BT RZEE. eUNATRINEETHENEFTR, LAIUNBTARNMESR. HAMCEEER, BN
ENVFEI—): EREMNENEMA, ZMENSERIN TP . BERR, FI90TE Alchemy,
MNE—1THAREFE, ERIINIZWE SDK RIZMEZ BRHKREL? FHINZME NFTAPIIE, EAFTIA
NERB— TR EENRARNNATR?

[01:04:45] Jason Shah
English:

Well, the question is what problem are we solving? It's not this versus that just in a vacuum. It's is the
problem developer experienced and we want to make things easier to develop. Is the problem that an
NFT marketplace, a whole suite of them are trying to grow and need more support from us, and not
understanding these problems clearly? And it goes back to my first company. It was an education
company, and the problem was that low-income students didn't have access to the same resources to get
into college as other students, and that guided everything. That guided the pricing model which was
basically free for a long time, and then we monetize on sponsorships from colleges, right? The problem
matter, whereas the problem solve was there's not a... A different problem was there's just no good
college readiness program. Fine, then you focus manically on the pedagogy and the curriculum and so on
and so forth, rather than say the business model and an initial product that you think can work.

AR ERIE:

FENZOR: BMNEZERTARE? XRRAREETPMER, HER “FREFERBL, HNBLFR
TREAH” 3?7 *2 “—BENFT HHEREK, FERNREMES I ? NRFEHIHIEARX LR,
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[01:05:34] Jason Shah
English:

So, that's what I've found to be the most useful, and I can give her other examples if it's useful, but
understanding what problem we're actually trying to solve and really getting crystal clear about it, | think
has been incredibly useful to me and energizing as well.

FROCENIR:

FRUL, XeLEHAMESEANARTE, NRFEHETURFEMGF, EEBRHNZREZRBRARE, H
M ULRFFRE BB, FIANNKRIFEEER, HitEFTHRRDI,

[01:05:48] Lenny



English:

It's such a good reminder, even though it's such a cliche of product managers being, "Well, what problem
are we trying to solve here?" People hate that, but Michael Paul, and | mentioned this on a different
podcast too, he makes this point that when you do drugs sometimes, you have these epiphanies that you
come out and you're like, "Love is all you need, man." It's like, okay, yep. But it feels so right. You really
feel it. The reason that it's such a cliche is because people have found it to be so true for so long that it's
annoying now, but it also tells you how true it is. And so, | think it's a really good reminder of yes, it's
annoying to ask that question, and people make fun of PMs for that, but that's because it's so damn
important.

FRZERIE:

XE—NEFBIFIREE, RE “BIMNEMRTARE? ” BLRT FmIENFEGRE. AMBYRAXD, B
Michael Pollan (RES—MERFWIREE) BisH, BN HRFEELIRE, fEE—MWIE, HEERH: “)
it, ERMEIRFAREN—Y).” ARIERF B, 178" . ERMERERIFEELE, RETMEREITE,
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BEMNXEET,

[01:06:28] Jason Shah
English:

Just a brief kind of additional, what you share there, | mean, | completely agree. | think it's very true in
life, right? It's like, well, what matters? And it's like, well, your health, your family, your sense of purpose.
It's like nobody's unfamiliar with the answer, but like most things, it's about the application of it and
about the nuance of it, and | think that's what product is ultimately sort of all about too.

FROCENIR:

HRERHFE—T, R HAAXTEEEPHIFEER, WB? sEE “HtaxmER? 7 , ERELIFE
ERE. RE. Ei. RATHEEE, ERMERSUEE—1F, XBETUOANAUREPRAHNES.
FIANA XA M E T mBIZOFITE.

[01:06:48] Lenny
English:

Awesome. Are you ready for our lightning round where I'm just going to ask you five quick questions, tell
me what comes to mind and we'll have some fun. Does that sound good?

FROCENIR:

KIET . EEFHNABREZTIZ? HRRERRANEIH, SFHRMARFERARNE ML, KR
RFo EREARF?

[01:06:58] Jason Shah
English:

That sounds great. Ready.
R ERIE:



IrEE kA, HEEH T,

[01:06:59] Lenny
English:

Okay, cool. | think I'm going to start adding music to these things. | got to figure that out. For now, no
music. Okay. What book do you recommend most to other PMs?

FROCERIR:
9y, B RBHZAEXIOMRE R, HEHAR—T. WEXRKER. 78, REEEM PMEEFMHES?

[01:07:07] Jason Shah
English:
The Hard Thing About Hard things.
FRCEIE:
(RIML4ERY (The Hard Thing About Hard Things) .

[01:07:10] Lenny
English:

Can you add why?

R EE:
REVLIR At ArS?

[01:07:11] Jason Shah
English:

| think it teaches product managers to chew glass and care about outcomes the way that a CEO has to,
and | think that's a really useful mindset to have.

AR ERIE:

HIANNEBZTEmEER CEO —FE& “BIKE (MisBRRABREMEE) HXEER, BIANXE—
MIEEHE B0,

[01:07:21] Lenny

English:

Man, this chew glass metaphor, | don't like the sound of that.
FROCENIR:

KRB, TR XLtk IRERAIAKRLY,



[01:07:24] Jason Shah

English:

I saw you cringe. | was a little worried about that.
R EE:

BREBEEREET . BNAEERIEBD

[01:07:27] Lenny
English:

Oh my god. What a great job we have here, chewing glass. Okay. Other than Alchemy, what's a company
you recommend most to PMs to go look for new gigs if they're looking around?

FRZERIE:

BOR. BINXTEER, XX “BKIE . @8, BRT Alchemy, WMRIREHE PM I ILIF, MREE
MRAT]?

[01:07:37] Jason Shah
English:

| would suggest Polygon, Salon, or MoonPay. | know it's three, but | wanted to give some breath in the
Web3 space that might be exciting to people.

FROCENIR:

(=TI Polygon. Solana 3% MoonPay, HAEXE=%, BFHEE Web3 T8 A TIRHE—LES AMEDN
pricte

[01:07:45] Lenny

English:

Great, great choices. What's a favorite TV show or movie that you've recently watched?
FRERIE:

EERNERE, MREEINRERNERRIERLETA?

[01:07:48] Jason Shah
English:

The Ken Burns Vietnam War series. I'm really into documentaries and history, and it's a really kind of
compelling version of history that I've never seen before.

AR ERIE:

Ken Burns S8HY (HREMLF) LRARI. HEFERERFMHE, XB—MEMKRLIN. RERSIH
H9P5 LR



[01:07:58] Lenny

English:

Awesome. Love that. Okay. Favorite interview question that you like to ask.
R EE:

XFET, FHER. #H, FESWENEXEZETA?

[01:08:02] Jason Shah
English:
What is a risk you regret not taking, why, and what did you learn about yourself?
HRCERIE:
“MrEEEEAIEIN—IRREMFTA? ITA? (NP BEEE THATHR? 7

[01:08:08] Lenny

English:

What do you look for in an answer there?
R EiE:

RABELEELMEFIREIHFA?

[01:08:10] Jason Shah
English:

| think the biggest thing | look for is a growth mindset, to be able to reflect on an experience like that and
be vocally self-critical without unproductively being hard on one's self, and | think that the dimension of
asking about risk gets at their psychology and how do they think about not only their career, but if they
were to work with me, how would they approach problem solving and taking bets on the business.

AR ERIE:

BIANBREENE “MKEBLE” . eBREBEFNEZN, HEFEEMT, ANXFE=EXBNERS
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[01:08:33] Lenny

English:

Awesome. Okay, final question. What's your least favorite vegetable?
FREiE:

AET. 8, RE—NEE, FRITRNERETA?



[01:08:36] Jason Shah

English:

Broccoli. | just removed some from a pizza last night that | really didn't want to eat.
R EE:

FA=7E. FRIFBRMIMIIE EHRHR—LL, REMNTRIZE,

[01:08:41] Lenny

English:

Wow. Oh wow, okay. Even like steamed, cook, all the things?
HRCERIE:

M, MRIE, $FIE, WRIREERY. BB, FREMUEERIT?

[01:08:45] Jason Shah

English:

There are no circumstances under which I'm excited about broccoli.
FpERIE:

FEEEAERT, HEAFESHA=TRREIHE.

[01:08:49] Lenny

English:

Oh man, you got to eat those veggies.
R EE:

KB, (RISIZBRSM,

[01:08:51] Jason Shah
English:

| know. I'm working on it.
FRCEIE:

BAE, HES.

[01:08:52] Lenny
English:

Okay, Jason, this was amazing. Lived up to what | was hoping our second episode would be. Definitely
better than our first which we'll leave on the cutting room floor. Two last questions. Where can people



find you online? | assume Alchemy's hiring, so maybe pointing people there. And then how can listeners

be useful to you?
R EIE:

4FHY, Jason, XAET. FTRRETHRMKNE_SENT. BELLE KL, B—ER(IMBEHLEEM
R EME, ERERNEE: ARAILUEMBEHREIIR? 55 Alchemy IEFEHBA, FRUBIFRI LIS I ARERE, &
B, ARIENIREEHA?

[01:09:08] Jason Shah
English:

Yeah, definitely. So, if you're interested in Alchemy and Web3, go to alchemy.com and click through to our
jobs page from there. I'm online @0xShah. That is my crypto pseudonymous handle and happy to engage
with folks there. And in terms of being helpful to me, | would love any feedback on anything that came
up. I would love any products that people are working on. | also invest, and we also partner with a lot of
products and teams at Alchemy, and | would love to meet anybody that's listening on the podcast too
because | know Lenny's all about community and has kind of given so much back over the years that |
would love to meet folks that are out there and get a chance to spend time talking about the products
that you're all building.

AR ERIE:
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[01:09:46] Lenny
English:

Awesome. Thanks, Jason.
FRCERIE:

KT, EH5, Jasono

[01:09:48] Jason Shah
English:

Thanks, Lenny.

R EE:

5138, Lennys

[01:09:50] Lenny

English:



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

FRCERIR:
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