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[00:00:00] Jiaona Zhang
English:

| think it's really important to become really good at and also known for something. You could be known
for shepherding like the most complex launches because you're just so good at quarterbacking. Working
with go-to-market teams and cross-functional stakeholders that could be like your thing. You could be
known for working on the most technically complex problems, find something that you can be really,
really good at. And the reason | give that advice is because when you do that, you can crush the projects
that you get because you're making a name for yourself, reputation, and then you are giving more
responsibility. People tend to flock and give responsibility to the people that are known for being
excellent at something.

AR ERIE:

HNNTREBBBRKEASHELMERZIFEEEN, MAIRRANER “%%E2RF/" (quarterbacking) A
SISREFNEHEDEN. SHATE (GTM) HAMBREFNEBXESIE, XAIURAMRBER. rD
ALUANCERERNEAREAMESE, SZERE—HREMSIEEFEEHENER. RZFAULHXE
W, BRANYMRBEIX—RE, (RAlftd@tTTlfriEFmE, BARENECRIRENEE, BERa
WHTFEZHTE. AMVEEZREETREUASHEMNAZL, HFRERMLMIT.

[00:00:43] Lenny
English:

Welcome to Lenny's Podcast where | interview world-class product leaders and growth experts to learn
from their hard won experiences building and growing today's most successful products. Today my guest
is JZ. JZ is senior vice president of product at Webflow. She's also a lecture at Stanford, teaching a course
on product management. Before this, she was senior director of product management at WeWork, a
longtime product leader at Airbnb, where | got to work with JZ for a number of years and she's also PM at
Dropbox and at a gaming company called Pocket Gems.

AR ERIE:

MR E| Lenny HER, EXE, REFPHHAENFRMSEMLKER, FIMNELMEIMEK L SRK
IS IEREERRENER, SKWEER JZ (Jiaona Zhang), JZ 2 Webflow U= RE&EI 2. if
EHMERAFENHIT, BIEFREEIRE. ELZEl, thE WeWork = mEIERR R, W2 Airbnb BIE
RS E (REREM IZHETHE), iR 7E Dropbox UUKk—ZK & A Pocket Gems BYF L A E)1E
Er=REE,



[00:01:12] Lenny
English:

In her conversation, we dig into the most common mistakes early product managers make in their career.
Plus JZ's biggest product mistake. We cover the concept of minimal lovable products versus minimal
viable products. We talk about JZ's unique frameworks for road mapping and prioritization and OKRs and
her take on how to structure your first 90 days as a product leader at a new company, plus what she's
learned from her wild year at WeWork. Also, the best advice she's ever gotten around product and
leadership and the story of Airbnb Plus and where it went wrong. I've been hoping to get JZ on the
podcast for a while and I'm really happy that we finally made this happen. With that, | bring you JZ after a
short word from our sponsors.

FROCERIR:

FEXRIHER, EMTRANRT TR RELEERIVEEPRELHEIR, Uk JZBSLEINRAN=RE
2, BIDBHLT “BTEFEH” (Minimal Lovable Product, MLP) 5 “B/I\aI174~=&” (Minimal Viable
Product, MVP) BIHEE. BATEEIET JZ MIFHBRELEME (Roadmapping) . LK HIFH OKRIEZR, LU
K3t FIER = RASE RN AT FWAIRHET 90 R ILAR, EBEME WeWork BBRIEM—FEFZRNER
A, Itbsh, EEMKREINXTF=RMASHHNRERIN, UK Airbnb Plus WEREELMNRERE. F—BHFE
BEIE JZ KIBE, BREMENELTINT., EREREIENEENERE, LRNFBS JZ HxhE,

[00:01:53] Lenny (Sponsor Message)
English:

Today's episode is brought to you by Brave Search and their newest product, the Brave Search API, an
independent global search index you can use to power your search or Al apps. If your work involves Al,
then you know how important new data is to train your LLMs and to power your Al applications. You
might be building an incredible Al product, but if you are using the same datasets as your competitors to
train your models, you don't have much of an advantage. Brave Search is the fastest growing search
engine since Bing, and it's 100% independent from the big tech companies. Its index features billions of
pages of high quality data from real humans and it's constantly updated thanks to being the default

search engine in the Brave browser.
FEiE:

Z~H#A¥5 B B Brave Search & E &#7=f Brave Search AP B, XE2—MhIIMLIKIEERZRS|, ReIUBEER
IREHREVIE RS Al 2. MR ITIES K Al, BBAMR—EMERBIET FINERXESHEE (LLM) FIXED Al
NAEZEE, RAREENE— T AEN A =@, BNREEASESIFHERNIIGEIES, REE
XZM%B. Brave Search 8 Bing LURIEKRIRIIERSIZE, H 100% M FAERZAF. ENRSIEE
BHZTUREELALNSRENIE, HEHTER Brave JINBIHNIINERS|E, BIESTHER.

[00:02:35] Lenny (Sponsor Message)
English:

If you're building products with search capabilities, you're probably experiencing soaring API costs or lack
of viable global alternatives to Bing or Google. It's only going to be become harder to afford these
challenges. The Brave Search API gives you access to its novel web scale data with competitive features,
intuitive structuring and affordable costs. Al devs will particularly benefit from data containing thorough
coverage of recent events. Lenny's podcast listeners can get started testing the API for free at
brave.com/lenny. That's brave.com/lenny.



AR ERIE:

MRMREEEEEERINEENTM, (ROJGEIEREIG AP BRZASHF, EFRZPFR Bing 3¢ Google Z 4 aT{TH2
HRERHR, M XEHERaTHME#M, Brave Search API LL{REEBZ LB B RS HHTHEE. EMMEN
LB EH R EIABNENE IR, Al FRERNZE TREIEREHNIFREIE, Lenny FBEIT
ARAJLATE brave.com/lenny S #&FF1aM1H1Z AP,

[00:03:10] Lenny (Sponsor Message)
English:

Today's episode is brought to you by Miro, an online collaborative whiteboard that's designed specifically
for teams like yours. The best way to see what Miro is all about and how it can help your team collaborate
better is not to listen to me talk about it, but to go check it out for yourself. Go to miro.com/lenny. With
the help of the Miro team, | created a super cool Miro board with two of my own favorite templates, my
one-pager template and my managing up template that you can plug and play and start using
immediately with your team. I've also embedded a handful of my favorite templates that other people
publish in the Miro verse.

AR ERIE:

ASHAT5 B B Miro 2B, Miro 82— N EIAKRIRITXENARIZITHNELINMERR. T # Miro REINAIFEBIH]
BT IIMENRESRABRIAIKEXY, MEFEEEEE. 1EHIR miro.com/lenny, £ Miro EIPARIEEBI T,
KOVET —NEREEMN Miro Bk, EPFESHIMRKRENRNER: EH “—HHRMEFP” (one-pager) 1EixRH
HH ‘M LEEE” (managingup) &k, (REILABMEEIA, IEIFIESEIA—IEEMER. HIFHRANT —LHMA
£ Miroverse F &K RE NAVIER.

[00:03:45] Lenny (Sponsor Message)

English:

When you get to the board, you can also leave suggestions for the podcast, answer a question that | have
for you, and generally just play around to get a sense of how it all works. Miro is a killer tool for
brainstorming with your team, laying out your strategy, sharing user research findings, capturing ideas,
giving feedback on wireframes, and generally just collaborating with your colleagues. Actually used Miro

to collaborate with the Miro team on creating my own board, and it was super fun and super easy. Go
check it out at miro.com/lenny. That's M-I-R-O.com/lenny.

AR ERIE:

HRHENERE, (RERTUANBES TR, BERARESNEE, XEISMHEET, RZ—Te0fM[
BEM. Miro @— N EEHENTE, SRTHALRXE. GIELE. PEAFPMRAER. HittIR. XYERE
(wireframes) 1RMH&RE, UKRSEREFHITTEENE. EMEL, EMEMA Miro 5 Miro FIRAMERIE T HB
cHER, SEFEFEEBEEER, FiHR miro.com/lenny EE,

[00:04:22] Lenny
English:

JZ, welcome to the podcast.
R EE:

JZ, SBKEIHER,



[00:04:24] Jiaona Zhang

English:

Thanks for having me. 1'm so excited to be here.
R EE:

HHEEE. RREHERIIXE,

[00:04:26] Lenny
English:

It's 100% my pleasure. Amongst your many accomplishments, you teach product management at
Stanford, which sounds very fancy. How long have you been doing this at this point?

FRCERIR:

HXERHRHRTE, EMRSHMMT, MEMBEAFZERTRERE, XNEXREEER. HEMNLFET S
AT?

[00:04:37] Jiaona Zhang
English:

| think six years. Yeah.
FRCEIE:

BEERET. 28

[00:04:40] Lenny
English:

Okay. So my question, the real question | want to ask about this is, in that time you've seen a lot of new
PMs and you've seen these PMs succeed, you've seen some fail. What are the most common mistakes that
you find new PMs make in this experience of helping new PMs get into the field?

FROCERIR:

. FRUFEREE, HEERRNZ, EXRNEEMIIRESMATHTREE (PM), RIAIMIIK
1, RS —EARK, EIREH PM FEAX NIRRT, (RARMIREIENHEIREMHA?

[00:04:56] Jiaona Zhang
English:

| think something that is really hard to untrain, but | think every human does it, is you jump to solutions.
And so one of the biggest things | see, not just in my course but also just as a PM and some of the mistakes
that you make as a PM is the idea of you get really attached to a solution, a way of implementing
something that you can see in your head that you want to build. (00:05:16): And so that's the first thing |
really want to unteach in our course. And so a lot of people will literally come in, they'll be like, "l want to



build X startup” or "I want to do this thing," or "I'm in blank school and I've been doing a lot of research
on this particular area." And so untraining that and being like, "Hey, we're going to go out there. We are
not going to think at all about the thing that you want to build, but instead we're going to be focused on
users and people in the real world and their problems. And the first step is to understand their problems
and then understand if there's an opportunity here as opposed to, 'Hey, you want to build X thing for Y

person.' So that's the biggest mistake that you really have to unteach and retrain thinking around.
FRSCERE:

HINNE—HEREYE, ERREEIABIZAMY, PR "BEERRABRLGER . REIINEAREH
Z—— FAMYRERNIRIED, WEEFEN—B PMARIN—MEMRNEMERARFE T BINH,
BMriER ELm Ry T REMENEMLIL A (00:05:16): FIUXBHAREFELBEILAR TE
BUARPE, REAERZER: “FEEH—TXENLRT)" & “BEEXAE" , HE "BREEEFR, &
X MFEMIM T REMAR o HNBYEXMBLE, SFMI]: TR, BIIBELE. HNREFEZHBME
MWREAARRE, Bk, BMNEBXFUEHAPNAAFA, URBIIHNENE, S 2EEMNORE, ARE
XEREENR, MAZ T8, MEAYABUNRXAA o MUXEERFERAEAEMIIGTRENZAHE

%o

[00:05:55] Lenny
English:

Does a lot of this come from people want to get into product management because they think "Finally I'll
have the power, finally I'll be able to tell people what to build, finally my ideas really going to matter?" Is
that where a lot lobby comes from?

FROCERIR:

EXEEERAREE LRTAMIEENTREBIRZRANMMIRET “BFHRENNT, EFHRIUSFIIAEZ
BAAT, AFRPBEEEEET” ? XMAESXERG?

[00:06:06] Jiaona Zhang
English:

| think there's a part of that. One of the first things | teach is you're not a CEO, you're, you're not here...
You actually have very little true authority because you don't actually manage anyone. A lot of it is all
through influence, and so that is also a piece where you have to kind of untrain that thinking. | do think a
lot of people come into the product role thinking that | get to call the shots, | get to make the decisions, |
get to decide what gets built. And really your job is not that. Your job is to understand here are the
opportunities, and then you're kind of pulling together all the different possibilities and you're really
editing. So | do think it comes from desire for a lot of people thinking that's what the product role is when
it actually isn't.

FRCERIR:

HRSTE—HBORERERXD. HBHE—MHFME: A2 CEO, FAREHRX - EFx LRI F KB HEIERNR
1, AAMAFEZREEEMA. REIFR2BITIMITHEY, FIUXBERERLEDLENMS, KK
UIARZAHRNTRABRRES “BRAIUASHES, RETUBRE, HALLUREERFA” o EERFR LRI
FARLtt. M TEREMINIEME, ARTCEFRERERNARENE, F#HIT “RiE o FIURBELIAAXIR
FREZANBE, WINRUAXET mABIIZAE, MESLHIEML,



[00:06:44] Lenny
English:

So let's go to the other side of this question. We talked about what mistakes new PMs make. I'm curious,
what's the biggest product mistake that you've made?

FROCERIR:
BENKERBNENS—HEH. HITKETH PMIBRIEIR, HRFE, (FEINEARN~mREMA?

[00:06:53] Jiaona Zhang
English:

Wow, that's a good one. It's so interesting. | feel like as product people, we're always making mistakes
and we're always learning. Maybe I'll give an example from Airbnb since you and | were both there. And
this one does stand out to me, we were working on this concept called Airbnb Plus. If you took a step
back, what we were really trying to do is to be like, "Hey, not everyone trusts Airbnb in terms of... It's a
platform. It's not like it's managed inventory, it's not a hotel. How do you go in and really make sure that
all the Airbnbs are meeting the quality bar?" But | do think we were very solution-first, and | think we're
also competitor afraid at the time. So it was during a time where there were managed marketplaces,
there were the Sonders out there, and | think that as a company we're very much like "[inaudible
00:07:36] what are we going to do in the world of managed marketplaces?" (00:07:38): And so we went
really hard down the solution space. We essentially were like, "Let's go inspect our inventory, let's
actually try to manage our inventory more." And really what we should have done is taken a step back
and be like, "What's the real problem? The real problem is people want to know what they're getting
themselves into. We need to represent the homes a lot better." And | think the other piece here that's
really important is, what, as a company is your strategic strength and what's in your wheelhouse? So for
example, Airbnb, we weren't that strong in operations. Again, we're this platform with this marketplace.
And so if you don't have that muscle and then you're asking the company, the teams to essentially build it
from the ground up, that's really, really difficult. Not to mention the unit economics, are the unit
economics actually going to work even as you scale?

AR ERIE:

I, 188, XREW. BRBEATRA, KMNEREILE, LEREFES. WiIFKAILUZE—1 Airbnb B
F, BAGRKIENEBERRE, XMIFRERRIEERZ, HIHEEH—0 Airbnb Plus BIE&, B—F
H, RMNBNEERHNZE: 92, HFRESMABEEAIbnb - AAER—INFE, FMRBEEIHEES—
BIEMETF. (RUAIMRRFIEN Airbnb BIREBAZIRERA? 7 BHRINARINENIERE “BRARMKL , M
BENBHNMEN RSN FREDE. BBERFEERXTH (managed marketplaces) M#2a9E%, Ebad Sonder,
ER—RAT, BIHNIERERE: “EREXHHHVHERE, RNBELMN? 7 (00:07:38): FERHNEMRR
BELEESRRR, RIBEXRLERE: “UBRNERERER, LHRNBAEZMERERT.” MELFFLEBRIINIZ
WHRBRE—FHE: “HIEMRBARMHA? HEENRBAZAMNEHEMIITUTHIIRRMH 4. BITEEBITH
BRXEER.” RINAS—MEREENSR: (FA—KQE, FHHERABRAA? MHNEKTEEMTA?
fign Airbnb, EMEEEFEH FE. Bii—R, BINR— M MAETINTFE. NRFELEEBHER
(muscle) , AIEBERATHBEAMMSHRERIZERS, BEREREN, ERARBMUEFHE (unit
economics) T, BMEEMIRNLZIE, BAILFMmEREEIIEBIG?

[00:08:22] Lenny

English:



Yeah, | feel like Airbnb Plus is an untold story that somebody should tell and that could be its own
podcast, | guess.

RS ERIE:
=, BEPE Airbnb Plus 8—MEEAAFBIRE, NizE AR, XA A LR —HER.

[00:08:28] Jiaona Zhang
English:

You and | can tell it.

FRCEE:

fRAFEFL AT Ao

[00:08:30] Lenny
English:

We could tell this could be Airbnb Plus The Hidden Story. As you said, the problem it was trying to solve
was people don't really trust... They don't want to even consider Airbnb because it's like, "No, | don't
want to stay in someone's home. | don't know what it'll be. It's unpredictable." And so as an outsider, it
felt like a really clever approach. "We're going to vet them, we're going to make sure they're awesome.
There's a minimum bar." And | guess this is the question is do you think it was just like "This is never
possible because we'll never make money as a business doing this because we don't make that much per
booking and investing time, resources, sending people pillows, all that stuff is ever going to be
economical"? Or do you think there was a path that was just not executed well?

FRZERIE:

BATRILAH, Andisiild (Airbnb Plus: [RiBVEREE). EWMRFTR, CIRERRBEBEZAINMEE - i1E
EXBEE Airbnb, AARERT “F, BAREEIARE, RFNESEMHAE, AU o FRUEA—
RSN, XIFEREGR— N EEBEEEIINE. "R EF M, BERAE1RE, RE—T&RMRK” F&n
B2, MMANXZERT “RERTEEMD), RAFEAN—TULSHIVKIEZTEMTEE, RASEITENFE
HAS, MRAME, FHR. GERFMEZEYN, XEXKEFAFEEFNm ? ERHAKE—FEK, RE
BRITIF?

[00:09:10] Jiaona Zhang

English:

I think there wasn't really a clear path. | think there was less of-
FRZERiE:

FINNEHZE—FBMRIREZ. ARTEZERZ —

[00:09:10] Lenny
English:

Yeah, that's my impression.



EHY, XMEHAVENR.

¢

[00:09:15] Jiaona Zhang
English:

Exactly. And it was more just like if you understood... Again, this is what my point around unit economics,
there are things where | think you have magical thinking around unit economics. You're like, "When we
get to the scale of X, it's all going to work out. We can make these things happen." | think you actually
need to really make sure that unit economics work quite at the beginning. That is definitely one lesson.
And | think the other thing is, and going back to spirit of what are you trying to achieve. If you're trying to
achieve this idea of really knowing the quality of the place, and for a platform like Airbnb, the right way to
go about doing is through our reviews, through our guest reviews, which are essentially free as opposed
to literally sending out inspectors. (00:09:51): And | think that the other things are if you can get signal on
what are the things around quality that people care about, is it cleaning? Is it, "Hey, I'm locked out"? And |
think that there are other solutions besides inspection that then get at that. So for example, it is actually
cheaper to go send everyone a lockbox than to deploy an inspector and go look at your property. It is
actually cheaper to maybe do a partnership with a bunch of cleaners in different local areas and then get
that as part of the fee, as opposed to doing the inspection. So again, it's really about what are you really
trying to achieve? What is the user problem in each of these areas and can you target that problem with
the particular listing that you're looking at? (00:10:33): And so | personally don't believe the unit
economics ever would've really worked out. | think we should have known that or we should have dug
into that more at the very beginning and then to get very tailored instead of one blunt instrument to solve
it all, "Hey, we're going to go inspect." It's like what is the problem for this listing and what's the best
solution to fix that problem?

FRCERIR:

", MEAEZMZE, WRIREME - BREFEXTFEULFRHENUR, BLEMERITSANRALS
M E BRI o (RER:  “HIANTAR X R, —IIEMSIFERD, HINEILEXEFLE” &
IAMREF LREERFIEMAHRBULFT NG EMIULN, XENE— Tl Z—HFE=E, OEREELN
AR, MRIFEKRI “HBY)TREERRE" B, MFEAirbnb XENTE, ERNGEREIIHNIAT
&g, BdEENITN, XBEALREEN, MARENKLESI X, (00:09:51): FIAANEMSGERZ, W
RIFERBRFTAMNKONREEENES, BBFEE? B BB, BWBUEIIHT” 137 [R7TEMEE, &8
HtR G R LR XLERE, fIgl, L8 NMERF—IEBHARESR (lockbox) SEFRLELIKIEEREBREF
BEH, SAEMXNEREQABRENE, HEEEABRBN—&D, AR HETOERER. i, XFRE
RETMREERLIAA? B8 NTEAFANREZTA? MREEFHNTERRARIBREG? (00:10:33): Ff
UHENATNNBALFTHmEERE. FHINARMNFTZERAEMNEX—R, HERNARZ—R, AEXK
BEBEERUNAR, MABA—NRUMNIAMRFAERNE— 18, HMNEBELE . Nz XTER
R A, BRAXNENRESRRTA?

[00:10:51] Lenny
English:

There's a couple things that | think are important product leadership lessons here. One is Airbnb and
Brian and many great leaders are famous for imagining the ideal situation, imagining the great end result
and then working backwards. And often that leads to great results when you're being really ambitious

and "l don't know how we're going to get there, we're just going to shoot big and hopefully we figure it



out." Sometimes it works out. In this case it didn't work out. And what you're finding, maybe you even
knew this early on, is just like there's no possible world where this could have worked in this approach. Is
there anything you've learned about just when to think big and not even like "Forget it. We're going to
figure it out. | know this seems impossible, but we're just going to try it anyway"? Do you have any kind of
framework of when to think big, then just go for it? Versus, "Oh, let's just work out the math today," is this
ever possible?

FRaCERE

>4
BREXBEENANEENTRAS HE, —= Airbnb. Brian (BI#EA) MFZHEARNASEIIU “ERIER
BiR. BREANKRALERAGEHE" MER. SMFRIFEEHO, BE "RINEELAREEE, HNEED
REWR, FEERE HOSH, FESFEFRANER. ERNXTEE, EEXMBERTRTE, MRAN
H—WIFRREMANE T — XM ERALBE RN EE, X TFHARMERZ “BUAREM” (think big) ,
BEERELE “B7E, HNBEN, RMEXEERATEE, EHNEREL A" , RFEITHAE? R
BB AERFKRE F ARMRZERBMER S, ARz “SRAERREK, EXERELEAR ?

[00:11:42] Jiaona Zhang
English:

| think it's really important for every company to be dreaming big. If you don't have a big vision, it's really
hard for you to innovate, but you got to couple that really big vision with thoughtfulness around your
execution. And so | think that one of the biggest tips | have is how do to be clear about the phase that
you're in? So | think it's totally fine to be like, "Hey, we are going to try X for six months, three months,
whatever it is, and we're explicitly going to go learn these types of things. We're going to learn why are
people? Are there signals that we would that would indicate that again, the communication with host
isn't great or this type of listing, if it's hosted by a person with multiple property?" | think there are factors
we can be like, "Hey, we can learn this very explicit thing in a given period of time." (00:12:32): And you
can do what | call unscalable things in that prototyping phase, in that early phase to go learn those
lessons. But you just have to be very, very clear with your team on what phase you're in. "Hey, we're in
the learning phase and we explicitly are trying to learn these things" versus, "Hey, we have this really big
vision and we're just going to go at it." That is not recommended in my mind. It's breaking it down into
these smaller chunks. That | think gets you the balance of thinking really, really big, but also being able to
be like, "Okay, we are still going to be able to say, 'Okay, this path is not going to work out. We ran at it for

a short period of time. We got these learnings, now let's go down this other path.

FRCERIR:

HINNERABHLABZANERE, NRIMKERGFNER, MREEH, BEROTBRGHNRERSAEN
MITEGER. FIURRANRNZ —2: WFABHIRFILNME? RRSXHFRTEREA: T8, KE
SERXARANTAH=ZNA, RINEFHMEFIXERT, HNBFINFAAEZEF? BE5HESKHA
S5EFREAERY, REXMBEAESEETHARENEFERERE? 7 FANFNTLUE—LERR, b
IR, FNAILUERERBAZIXMNEERMBIARAE o (00:12:32): TREMBRIFHMNE, (Ra]UH—LE
HRZR “FRIMEN” (unscalable) FYEIERIENEN. (BRI FIBAIEH PRH IR BRIR 11 T+ 4B
o IR, BMNIUELTEIME, BBEMERHFIXERR" , MAR TR, HMNE—1TEHEHE
=, BIMXATFIE” . THRER, FEERTEEFN. MZBESEMRE/NR HIANXEEILIRE “BAREK
fig” N “BEBSEYIEHR” ZIEENIS T, Lbangelt: “WFIE, XFRITAE. HNZRT—/REE, F37T
XEERA, MELLHNES —FEK”

[00:13:11] Lenny



English:

Yeah, there's also some cost fallacy that kicks in of just like, "Oh, | spend so much time and money and
resources on this thing. Let's just go a little bit longer. Let's just see if we give it another quarter, maybe

it'll work out."
RS ERIE:

BH, ERFE “TUKKAZIRT (sunk cost fallacy) , tbgl “MR, HAXGE LR TXAZHE. FHMNE
o ILBRMNBEF—T. BRNRBL—FE, HITCSmeENRD.”

[00:13:21] Jiaona Zhang
English:

You should articulate what success looks like and the milestones you want to hit in the small intervals
that | talked about. So you don't get into this world where you're like, "Hey, I've gone for two years
investing in this thing. Now we got to cut it." It's like, what is the quarter long milestone? Okay, what's the
next quarter long milestone? And every single point, what is a go and no-go? And | think that really can
help a team and a company say "It's okay. | invested a quarter in it, but | didn't invest two years."

FRCERIR:

R ZTE IR BB ABLEAZEIFR A, PRFAAZNEYE X UM RELAZIH BI2H, XEMMASEAX MR
IR, REERAXHGERET, WEFSAIEE.” REizE): AFENERBEMFTA? IF, TIEENE
BEEMA? A8—MHER, 4R “#4" o “FI" BFEMRE? FOANXEEEEBERMAEN:
BREFR, RRABNT—EE, MARRE"

[00:13:46] Lenny
English:

The other important lesson here is about the importance of as a product leader pushing back and
convincing leadership that you are wrong and this shouldn't happen. | remember talking to one of our
colleagues, Mike Lewis, who was leading a different team with Airbnb, and he was just like, "Oh, | realized
I'm the person that should be saying, 'No, we shouldn't do this now"" because he was the head of product
for one of the new [projects]. And | know maybe in that situation it was impossible because Brian was
very into this and everyone was like, "We need to do this thing." (00:14:18): | guess is there anything
you've learned about how to push back on these sorts of things that the founder's really into when it
makes sense to go along? Like "Cool, let's do it. Let's buy in." As a leader, you have to be excited and he
needs to feel like, "Oh, JZ is really excited about this too. We got to try it." Even though maybe you feel
like it's not going to work out. So | guess the question is when do you think it makes sense to try convince
the founder, "No, this is the bad idea" versus like "Let's go for it"?

FRZERIE:

XBES—NEENHIZR, FAFRMSE, B4 (pushback) HitiRMFE “REHEN, XRZRE" WE
%, FIBFMEANIBESE Mike Lewis B, MZBI7E Airbnb AFH—THEIBA, fibin: “MR, HFIRFIFN
ZEBMR A, BMNREFZEZDY A", BAREF—THHENATA. FAEERMER T
REfR¥E, EA Brian JEERN, BPABRERF “RINBIHXHE" o (00:14:18): FARE], XFaFELEIHA
AEERRNERE, RFERTHAE? FARMRIZIAM, tbin B, iERNVEE, HMNEHXE" ? (FAOF
&, R RMEHE, BFERREE |, JZ3ewRME, HNSFRL” , BERROREXITA®E, i
HiEE, fRARARRZEZHRREIEA R, XBMER" , FasH&Eizit (e ?



[00:14:42] Jiaona Zhang
English:

I think first it comes down to your conviction. Do you actually have conviction that this is a bad idea or are
you personally still learning? Right. | think if you're at the point, if you're like, "I have total conviction,"
then your job is to say, no, you really... If you do not, you're not doing your job. And then the question is
what are the tips in how to convince someone who's very bought into an idea that that's not the right
idea? And there what | would say is it's understanding the spirit of what they're trying to achieve. Being
able to go back with, "Hey, | understand the spirit. The spirit is that we're trying to get people who
previously didn't consider Airbnb before to come and use Airbnb, but the right way to do it is not this very
time-intensive, cost-intensive way to inspect all these homes. The way to do it is to be much more
granular in what we ask people when they upload their home and more checks in that. And that could be
automated and through technology as opposed to through humans." (00:15:37): It's coming back with
actual options. It's like saying... And | think we did that a little bit to be honest, when we as a team evolve,
we learn and we're like, "This isn't going to work." And I explicitly moved off the team and | was like, "I'm
going to work on the review system. I'm going to continue to evolve this and make it better because that
is the actual scalable way to do this as opposed to keep going at it in the very manual process."
(00:15:59): And so | think that the biggest tip | would have for people in this situation is really understand
whether it's the founder or your manager or whoever it is, what is it that they're trying to accomplish for
the user and for the business? Remind them of that, get aligned on that. And then come back with better
options. A lot of these people, they're very smart and they're very motivated. They ultimately want to just
do the right thing for their users. When you come back with a much better solution and you have the data
and you have the thinking behind it's very rare that someone will be like, "I still want to go after this

solution despite the fact that it's not working and you proposed a much better path forward."
FRERIE:

HIAABEFLBRFIRBES (conviction), MRESEMNBEXE—MMER, B2 MAEREZIMER? R
RELZET “BTEWE" BT, BAMGNIEMER A , BB WRIEFH, FMEEKRR. BT
KR, WERR— N ESIARENMUEZNA, SFMUEFAENFER? REW, XRETEFMIEE
SCIRRY KSR o BEMSEINR: TR, MIEBMXMIR. HIRZILILLFIREZE Airbnb ARERTE,
BEBNG EZTEXMERNENMOEREREE. HENZEN AN LERERNNEREMAL, HIEMES
HtZo XATLUESE BEpb A FREI, MARTEAN" (00:15:37): R H & SLFRENETEIR, HELIE,
RIFRMNEAT —R=l, SER#EK. F3fE, RNTIRE "XTAE” . HBEHUER 7 RER,
i "REELTINERR. REBERASNHE, BNCAREEAYT BRNGZE, MARHEIMIFEFIN
BYMAE. " (00:15:59): FRAX FRFXMBERIIA, HEANWENZE: EIEERLTLRELBA. SEEEH M
A, BB RMLSEARTABR? REMIX—R, ARHIR. ARTEEFINETNER, XEAES
FRIRARERHEDS, MREXRIZENAPMERNSE, SIRFEEFNFERLRE. BIENEENREOR
B, ROBASH: “REXMARTARE, MAMRELTEHFNRE, ERERERFRRNAGR"

[00:16:37] Lenny
English:

And | think to touch on what you've already said is also make sure it's actually... There's a world where
this could work. Do some math to figure out if this is a business that will actually make some money in
the future.

FROCERIR:



MBS TR AR, EEHBR - EEMBETXHLZATH. H—EHFHE, BEXEEE—
R E IE BRI S5,

[00:16:49] Jiaona Zhang
English:

Totally.

FCERE:

TR IEH,

[00:16:50] Lenny
English:

Okay. I'm going to bounce around a little bit. | have a bunch of different questions around different topics.
You popularized this concept of minimal lovable product versus this idea that everyone always comes
back to, which is minimal viable product. Can you just talk about what is a minimal lovable product and
then when does it make sense to go in that direction versus a traditional MVP?

FRCERIR:

Y, BIZFTRIER—LEARREENRB, RETT “&/IVTE~@° (Minimal Lovable Product, MLP)
S, MARARSEEELN “RNITHSR” (MVP), REEXKIKMT AR MLP 13?7 +ABHZIER MLP
MASIERN MVP 2B E XH?

[00:17:10] Jiaona Zhang
English:

The reason | care so much about minimal lovable product is because | do think in a world where there are
so many different options, it's hard to just feel like, "Hey, use this thing. It barely meets a quality bar." And
so | think this idea of actually deeply understanding for the thing that you're working on, what is a lovable
experience? What is the quality bar that resonates with your users? And again, especially in a world where
there might be a lot of different options. Minimal lovable products is the new MVP. The new minimal
viable product. (00:17:40): So | think that's the real point, but at the end of the day, it does come back to
what are the options that a user has and what are they trying to do? So there's a world where your quality
bar, your "Quality bar," or let's call it your polished bar, can be a little bit lower because the reality is the
thing that you're "Competing against” or you're replacing is literally a manual workflow. It's like
spreadsheets. It's doing something in a super terrible way. (00:18:05): So you want to get your product to
market as quickly as possible, so it doesn't make sense for you to be like, "I'm going to build these 15
additional features." Because compared to what people are doing right now, your product without those
15 additional features is perfectly fine, perfectly usable, and perfectly quite honestly lovable. So it
requires a lot of understanding of, again, your users and the space that you play in and the tolerance of
your given user. So for example, a designer might have a lot higher of a bar of like "This is the kind of
workflow | want, this is the kind of bar for my product." But again, someone sitting on the finance team or
the IT team, their bar might be like, "Oh, I'm used to doing these 15 things and so your thing is just a lot
better."

AR ERIE:



HZFRLINEEE MLP, BREABIANEXMEFMLZ ZHHRE, REILARS 18, BXTMERAR, €
fSRAE T REE" o FTATIAN, WTIREREMEIKRA, BERNERIAR WENGFKR" ? A28
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[00:18:53] Lenny
English:

I'd love to go even one level deeper. Is there an example of something you've worked on that was
minimal lovable product that you think about? Or is there something out there that's an example of
here's maybe an example of a minimal lovable product versus MVP?

FRCERIR:

FEBARANRN—T. AREMFAMS5INTE, RANER MLP NERFF? tEHmE LB AFmA U
E7 MLP 5 MVP 3$EERYGIF?

[00:19:08] Jiaona Zhang
English:

Again, it's very hard. | think every product team, every product person struggles with this idea of what is
the minimal viable. Even that concept itself is difficult and not to mention minimal lovable. I'll give a
Webflow example. Very recently, so have been investing in a couple of new features, memberships and
logic, new functionality for our users. And what we realized at the end of the day after investing in these
areas, we were like, "Hey, we can get to minimal viable, but we don't know if we can actually get to
minimal lovable in a way that our users really, really want. And so does it make sense for us to continue to
go down this path of continues to chip away to get to minimal lovable when we are maybe hitting
diminishing returns for our user base? Or does it actually make sense to release what we have but then
encourage our ecosystem to contribute the lovable piece?" (00:19:56): And again, it's not just like you put
it out there and you hope, you have to have a very strong point of view of are we at minimal viable, are we
at minimal lovable? Where in between are we? And so having that point of view and then being able to
say, "Are we going to be able to meet it as a company? Are we going to rely on our ecosystem to help us
meet it? What are we actually going to do?" And then even within the feature set, it's very much a how do
we do some things well as opposed to do a little bit of everything? | think that is a big piece of minimal
lovable, which is again... To me it's better to do five things instead of the 15 things in a really, really great
way with a high degree of polish with a, "Oh, this really meets my need," versus trying to do everything
and just doing a little bit of everything. And so every part of the experience feels a little bit clunky. It's not
quite there. (00:20:45): People | think would actually respect this idea of "You've given me minimal
lovable in five areas as opposed to minimal viable in 15 areas."

AR ERIE:

SRR FIAASTITREAN 8TTRABTUEFTAR “RNAT . EEXMEIESIMREME,
BERAAR “RNANE” To HE—1 Webflow Wl F. RERMN—BEERR/LINHINE: &7



(memberships) #1248 (logic), XRNAFRMIIINGE. ERARLETEG, RITZIRE: IR, (]
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[00:20:53] Lenny
English:

Is there anything you've seen of just that makes something lovable? | don't know. | know it's not easy to
define, but what are things you've seen that makes something lovable? Is it delightful features? Or is it
what you're saying, which is just things are actually good, there's fewer things, but they're each really
good?

FROCERIR:

MERAERIHARALFRERT “WE” ? HANEXREEX, BRIIMERARELFAEZF/IIE? 2L
NRfREITHEENS? EE &M, RARMNRY, BANELD, BE5—HHRE?

[00:21:08] Jiaona Zhang
English:

There's definitely this idea of the thing is just good. It has all. High quality, it's not janky, it doesn't feel
weird. I'll give you a very small example again, just from Webflow, this idea of keyboard shortcuts, feels
small, but that is a piece that creates a lot of love from user base who are power users. And then there's
this concept of pixie dusts, and maybe I'll pull out of call it like design tool space and we'll talk about
some of the other things, whether it's Dropbox or Airbnb, but you can just do a little bit of that extra pixie
dusts. So an example from Airbnb when we're doing the mobile app revamp where like "There's like
these basic table stakes, but if we actually added in templates and we made it so that these templates
could be maybe pre-populated in certain ways from the content they already have," that is lovable, that is
that extra little bit of pixie dust and spending the time to do that. (00:21:55): Again, you can't pixie dust
everything. At the end of the day, you basically have your time, your staffing and the scope of your project
and something has to give. And so at the end of the day, you can't just keep investing, keep investing
because it's going to push out your launch timeline, but can you pick a few different areas where you're
like, "I'm going to scatter that pixie dust, I'm going to do a little bit more than what users are expecting'?
And that creates that lovability.

FRCERIR:

BEEBEXM “RAMEY MR, EAE—Y. BRE. TR, FLAREFE. HBEFE— Webflow &9
INEIF L IREER, XBRERER), BERILERAF (powerusers) FEREIFRENXTE, EF— MM
“izz#y” (pixie dust, FEREEZE). WIFHRAIABRHIRIT TR, %% Dropbox 8 Airbnbe RE]LAT—
REIMY “fliZc#” o EbU0 Airbnb £ EhEE App PRhREY, “B—LEERAILEINEE (table stakes), {BYN
KREANMNRR, HiLXERRERIESREENABTENER" , PRIBITEN, BMBHIMI—= UK



¥” , [ERFEMEIEM. (00:21:55): @, RABELFIEREEM “WLk” . FIRER, (RREBRIE
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[00:22:20] Lenny
English:

Shifting to a different topic, | know you have strong opinions about road mapping and OKRs,
improvisation, and | know that's a big topic, but let me just ask, what's the most common advice you give
around how to roadmap well, do OKRs, prioritize and/or just, | don't know, common mantras or things
you always come back to be successful in these areas?

FRCERIR:

MANER, RAEMWEELLEML (roadmapping). OKR ML HFBRBNIE. XB—PKEH, B
FRAERE, XTFMAMIFERLE. OKR. AT, MEFBLHDNBINEMFA? HEY, N7 EXLETHER
/ATh, REREREIFIMLENHOS E?

[00:22:40] Jiaona Zhang
English:

Road mapping prioritization are one bucket for me. And then OKRs is another. So I'll maybe give you my
biggest tip in each one of these buckets. (00:22:46): So for road mapping, my biggest thing that I tell my
teams is "You're telling a story. So what | want from you is | want themes, | want a story. Why are these
things the biggest things to invest in these levers, the biggest ones to pull?” And what | really don't want,
what | think is a very common mistake from road mapping is people thinking a spreadsheet with a bunch
of projects, the RICE framework, everything has an impact, a cost and an effort column filled out. They
think that is prioritization and that is a roadmap. If you just do that right and then you present that to
your team, they're off to the races. (00:23:26): But what people, what humans really crave is like, "Why am
| doing this body of work?" And | think it's also really, really important to have that really crisply
articulated in your own head because ultimately what happens is you'll learn things as a product person.
You'll be like, "Oh, | assumed this in the narrative in my head about my users or about my product area,
and then | learned why and therefore my thinking changed." So instead of it being this massive
spreadsheet where you're going in, you're tweaking all the values, what is the story that you're telling
about your roadmap that these inputs can then go and influence? (00:23:59): It could be like, "Hey, I just
realized | didn't know before that we have a lot more power users on our," or "Maybe we have a lot more
non-technical users." That input changes my roadmap and changes my themes in a pretty dramatic way.
So skating at that level is really, really critical, I think for a roadmap as opposed to going down to the
really granular details of the how. So that's the biggest thing on road mapping, which is like tell a story.
What are your themes? Make it so that your team can come up with the actual how and the projects and
all the little details, but really create that scaffolding for them to know what's important.

FRCERIR:

BAEMMATRHFFRNEZRTZE—EE, OKREZF—1. RABMEHRMH—ITRAMNEN, (00:22:46): 3¢
FR&E, RHEFEANKREEN—KRE: “REAH-—TKE. AUREENZEH (themes), B— 1T
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(00:23:26): EAfl— AL —EIEBENRE: "BAFTABETXHE? 7 HIANERE CHFEBHNERE
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[00:24:33] Lenny

English:

Can | ask a follow-up question on that?
FEiE:

AT LGB R — MR g ?

[00:24:35] Jiaona Zhang
English:

Totally, yeah.

FRERIE:

HAA Lo

[00:24:36] Lenny
English:

It's easy to visualize the roadmap of a spreadsheet to help people visualize what you're suggesting there.
What does that actual artifact look like? Is it a doc with maybe an ancillary spreadsheet of the actual
prioritization? Is it a deck? How do you actually deliver this to you with like "JZ, here's our proposal for
our team'?

AR ERIE:

REZUERERBRIANRLE, ATEBAKBRIMFBINOMR, EMRM~HY (artifact) KtatE? 2—
Xi, BEE—THBNMARHFREIE? B2— 14T (deck) ? HEMMIMZREZNE, Mi1E2EAE
Hey?

[00:24:55] Jiaona Zhang
English:

Yeah, I'm a big fan of docs and decks are obviously helpful if you're talking live, but | do think in a remote-
first culture or lots of us are in hybrid remote cultures it's hard because decks typically require a
voiceover. And so we have been doing a big push even on my teams where I'm like, "Write it down and
document. Force yourself to write the pros because when you write the pros, you can actually add that



level of granularity." So very much so the same way like "I'm a roadmap is a story. You're telling themes,
you write a story in a notebook, you write a story on pages," and so a doc is definitely preferred. And even
in the doc just being like, "Here's what we're trying to achieve, here are the big areas | want to invest in,
here are my big themes." And then going into each of those themes and being like, "These are the big
projects.”" (00:25:40): And then linking out, again, not even to a spreadsheet, but linking out to the
artifacts and the systems that your team actually uses. So if your team uses Jira, go ahead and link out to
Jira because so often docs get out of... Or spreadsheets get out of date, because they're like a snapshot of
whatever it is that you needed at that point in time. But instead you link out to the actual things that your
teams are working out of, you can always be like, "These are the themes. | will edit these if | learn major
things that would change my themes. And then let's go link out to the Jira where you can just see the
snapshot of the roadmap at any given point in time."

FROCERIR:

BH, JZEXHE (docs) HIBEM L, MRMREBMZAE, ITHREARER, EEZEMLIREEHANXNK
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[00:26:12] Lenny
English:

Do you have a template or common structure you suggest to teams for laying out this story or is it just
depends on the quarter, it depends on the year?

FRCERIR:
REREENEERRERIGEREWRAFRX NIE? ERNXEBRTEEHEFN?

[00:26:21] Jiaona Zhang
English:

I'll give a plug for a new thing coming out of Reforge, which is this concept of artifacts. And so we do have
a lot of artifacts out there, so what's our general product development process? What are our templates
for our specs? What are our templates for some of these things that we're talking about, a roadmap, like a
broader roadmap instead of just a feature spec. So yes, we have a ton of those artifacts, are always
evolving. | think every team takes it and tweaks it a little bit, but I'm a big believer of bringing those
artifacts back and then sharing them across the team. And so product operations is also a function that
we've invested in because it just really greases the wheels, gets all of our teams speaking the same

language.
R EIE:

HEN Reforge W—NHARBIT N &, BE “TH¥” (artifacts) XMEE. HMNHWEFRS~HY, Lt
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—BE#H L. HANAETANBEEEHERAE T, ERBRENZIEXLE™HYHEERAEE NN FPH
=, Ak, ™=miEE (Product Operations) RN —1EREE, AANERILFREEINE, iLFAEEN
EERE—MES.

[00:26:57] Lenny
English:

Awesome. (00:26:59): This episode is brought to you by Superhuman. How much time do you spend in
email each day? How about your team? You may not realize this, but your email tools are wasting your
time. Superhuman is blazingly fast email for high performing teams built to work with Gmail and
Outlook. Teams who use Superhuman spend half the time in their inboxes respond to twice the number
of emails and save over four hours a week. That's over a month of save time per year. With Superhuman,
you can split your inbox into streams for VIPs, team members and emails from your favorite products to
reduce context switching and make sure you never miss an important email. You can set reminders if you
don't hear back so that you can follow up and never drop the ball on an email thread. You can also work
faster than ever before with powerful Al features like writing, editing, summarizing and even translating.
Join the ranks of the most productive teams and unleash the power of superhuman. Try one month free
at superhuman.com/lenny. That's superhuman.com/lenny.

FRCERIR:
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[00:28:02] Lenny
English:

Moving to a different topic, what is your number one piece of advice to new PMs who want to accelerate
their career? What do you find most often is the blocker or thing holding them back or something they
can change that'll accelerate things?

FRCERIR:

WAMER, WNFREMER ZRITIL PM, RASBINEMFA? (RAIMRE RHBSSAHARHA? SE
oA TR AR ZE AR IR & FR?

[00:28:18] Jiaona Zhang
English:

There's so many parts to it, but I'll pick one. And there are many frameworks even beyond the one, but
let's pick one for your question, which is | think it's really important to become really good at and also
known for something. And what | mean by that is when you're known in your company for a particular
thing.... I'll give you a couple examples. You could be known for shepherding the most complex launches



because you're just so good at quarterbacking, working with go-to market teams and cross-functional
stakeholders, that could be your thing. You could be known for working on the most technically complex
problems. You could be known for working on things that are really regulatory complex. Find something
that you can be really, really good at. And the reason | give that advice is because when you do that, you
can crush the projects that you get. Because you're making a name for yourself, reputation, and then you
are giving more responsibility. People tend to flock and give responsibility to the people that are known
for being excellent at something.

AR ERIE:
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BREASHELMEZRFEEEN, RNEERE, SFREARNERNRAGEZMEZE L IREETLH
Fo MAJREENEBRAFER. 5 GTM HAMBREFN mEXE G, MMUSISRERNLHENMER,
XA AR AREVIER, RE RN ERERNVEAENEMEZ. HERAN G EEERAERNEEME
Fo HW—HREMIFIFEIFELENER. REHXTENNERZ, SMEMEIX—<8, (REaEH &MTm
BEFNITE. ANRENECRIUZENEE, MEMEWETFESHNRE. AMIEERREEHBEUSEE
MEIAZL, FHEFRERTLMI.

[00:29:16] Lenny

English:

Is there something you were known to be excellent at in the course of your career?
R EE:

TERAVERAV S, fRE LUK AMER?

[00:29:20] Jiaona Zhang
English:

I would say early on in my career, it was actually the fact that | had a strong analytics background. And so
when | joined gaming, | came from consulting, | didn't have any CS background or design background,
and so it was really creating a reputation around being very analytical, around being able to analyze the
datasets of my game and then make decisions. | also learned as | was doing that | was actually really good
at execution, and so being able to keep a lot of plates spinning and working on the largest studio and
managing all the complex pieces of that, that was what | discovered. | didn't know this, but | discovered
as | started working in the role. (00:29:58): And so that was something | brought to Dropbox. When | joined
Dropbox. It was like | knew that | could work with a lot of different teams and make sure that we hit a
launch deadline, and so | would find myself trying to lean into that superpower and then when delivering
upon that, getting more responsibility, "Hey, you just launched this really complex thing, this was a
project that had to work across a lot of different platforms. We're using Griddle APIs." And it was a very,
very small team and it had a very, very tight deadline. (00:30:29): So when you're like, "I can do
something like this," you end up getting more responsibility because people were like, "Oh, she was able
to do something that was really hard with a small team," and so that's how you get more responsibility.
But it has evolved in my career. | think that at the beginning of your career, you do want to lean into some
of these pieces. It makes sense, but also even when you start to manage, it shifts dramatically. Being
known as the best executor is not necessarily the thing that gives you and your team the most
responsibility. So as I've grown my career, whether it's at Airbnb or WeWork or other places | flex into
maybe a different... It's like taking your core strength but then flexing it and finding different ways to
bring it to life.



AR ERIE:

CRRERVAEERR, LRLEREAKRBERENSNE R, HEMNEETILE, EREBE@TIL, &Gt
BHRE (CS) HgIHE S, FMURBINBERIEREN. ST 9, eBOILNEIEEH B MR
R, EHMHIRES, RELANBCHELEEZBEHNT, EBRANLERZER (keep a lot of plates
spinning) , ERANIEZETEHEEMBERANTT, XERELAIN., KURAME, BFBEIEELIT
X—mo (00:29:58): Xt EFK ™ = Dropbox FIZRFE. HIKNIN Dropbox BY, FFERK AT USHFZRRERIERA
BEHBEREIIRNEAE, FIUBREANE M FRIEXM “Bie/1” , HEXTRREREELZHE
“i2, ERINEHRT XN EEERNARA, XB—MHEBZ N FEINENIE, FI1ERT Griddle API,”
BE2—NEE/NEIRA, MEHARIFFE S, (00:30:29): FAIAHIRRIYE “REBEXME" B, MREASKE
BEZRME, AAAIERER: 12, thieHa— N NEATERIEEEENES.” XMERTRREESRENS
Xo BERMERINEESD, XWEHK, BIANERIEENL, MAHLEREXLSR, XREREE, BHFR
FREER, BRSZEEARTWN. BTA “SKEWITE HA—EEANTIMMHEAFTRRZHNEZE. I
FEEIAEENARE, TILRTE Airbnb. WeWork B2 E MM, HEBIFEAREH--- KR BIREIZL
%, BEREEAE, HEFTEANARFENEHINE,

[00:31:09] Lenny
English:

Much of what | just heard is you just worked incredibly hard and just got shit done. And | think that's very,
very important and often leads to a lot of success.

FROCERIR:

HNAREBRR—MIMBIRTERELE S, HE “BEBEE” (gotshitdone)o HINAXIFEIFEE
2, MBEEEEHFREZMI.

[00:31:20] Jiaona Zhang
English:

PMs have to get shit done. Yeah, ultimately you're responsible for the outcome just no matter what

happens.
FRCERIE:
PM %IUERBRE. 81, TREREMA, RRAZHENERNE,

[00:31:26] Lenny
English:

| like that. Be known for getting shit done and working really hard, and that's never going to serve you
badly. | think that is just lasting advice for being successful as a PM. | realized that we were talking about
your tips on prioritization, road mapping and then OKRs, and then | shifted topics and you never got to
the OKR bucket. So let me come back to that.

AR ERIE:

HERXT. L “BBREE" M “TESH” MES, XKEAIWNRETRL HINAXZEN PM IR
AEW. HEIRFIBIINA IR FMHAR. BEEM OKR BN, ARKMRTIER, REZHE OKR ABER
3o FRLGLEFATIEIZ] OKR,



[00:31:47] Jiaona Zhang
English:

Yes. My biggest tip on OKRs is actually get really, really crisp on qualitatively. What would make you say
"Yes, we did a great job"? And the reason | pushed so hard on that is because | see so many teams get
really mucked down by OKRs. They're like, "Oh man, if I don't hit my OKR, | feel like I'm going to have a
really bad reputation, or maybe | won't get promoted." You just get all this fear around OKRs. And so you
see people, you see people sandbagging, you see people being hesitant to put in numbers until the very
last second until they're super, super confident. And that results in ultimately a failure for your company
to innovate and move quickly. (00:32:29): And so what | really push on for OKRs is are you actually...
What's the spirit... | think | asked this question maybe too much to my team, but what is the spirit of what
you're trying to achieve and what would make you say, 'l really, really crushed it this past quarter'? And so
it's less about | would rather have all the OKRs be red or yellow and we missed everything and we learned
around why we missed it than everything to be green. In fact, when everything's green, you're like, "We
definitely did not set ambitious enough OKRs." And so it really pushed a lot on what does it truly mean to
crush it and be successful? What does it mean for our users? What does it mean for our business? What
does that... For our users to feel X, can you describe that? Can you write that out? For our business to see
this in terms of the revenue growth? (00:33:17): And | think it's really hard because a lot of times, you get
your data scientists, you get the PM themselves being like, "Oh man, I'm owning an input metric, not an
output metric. And so | definitely can't sign up for that revenue target because | have an input metric."
And all of those things are true, but if you don't do the homework of really drawing that line of being like,
"This is the ultimate thing | want to do for the company and for my users," then a lot of times you end up
hitting all your OKRs, but the company and your users at large are like, "I don't feel anything different.”
Your company doesn't look at the things that you've worked on and they don't say like "This is a
smashing success." Your users are feeling no differently. And so that is the worst outcome in my head
where your OKRs, you're almost like doing OKRs for the sake of OKRs, as opposed to letting them be a
guide to delivering really great product to your end customer.

AR ERIE:

Bl XTF OKR, HEAMEINE: EEM LEFEEREBMH. HAaFNBRFILMRRE 28, HIVHEIES
& ? HZALGRIAX—R, BENKEBRRZHEAM OKREET . MII=8: “MBRXW, WRIKAXE
OKR, HRGRMNBESLE, HERAEKEEFA.” OKRAEFRH TR, FRURSEIIAE “B—F
(sandbagging) , BEEIAMLB R, BERRE—X. BEMITBREEONA BEAKT. XREASHATE
ToECIFFIIRIERI TR, (00:32:29): FAIUKEIEHER OKR 2: fREEEMN - HIREBMHA - EIFHKIRFA
EXPRAAFEASZ T, BEREELUNTRENA? fARILRR “ENEERENTEER" ? SHILFE
OKR #Z4, HTREBICIBLANHER, KIV&AR, BHNFETAFAKETF. FXRE, S—UEE
ZE, FEERF: “BINREN OKRBERBEKR.” FIUAFKIEERIE: HtAREENRY? WEFREKE
FA? WU SEREFA? ATILBAFRRERE X, (REMRHRIG? MREETHRG? N T il SERRAEK,
BEZH4r? (00:33:17): INAXEH, AANRSHEE, BIENFERIPMBECRR: B, RAFHNER
N¥EtR (input metric) , REFHIEHR (output metric) o FRIAFRAEITREEREI NMINER, EAZR AR
BN, XEHMEEL, BURMRAEINR, FEREENBBFL — "XRRELXBNATNAFEME
T —BARSIHERIRRATA T FIE OKR, BERFAM KABFAER: “HWRBREAEHATE." RBIAQ
RIEEMPHNERA, A2 “X2—TEXRNMTY . RNARREHREEN. EREKR, XEZRIEHENES
R {RJLFZN T # OKR M OKR, MAZILESIFIRNRAEFFEESKRI™Mm.

[00:34:09] Lenny

English:



| like the idea of that, but imagine what often happens is you sign up for an ambitious OKR, you don't wait
till the last second to commit to it and then ends up being red, and then you go into performance reviews
and like, "Oh, Lenny didn't hit his OKRs. Look at this guy. His team is not doing great." How do you think
about that as a product leader understanding if the team actually did well and the PM is performing well
when they sign up for these really ambitious OKRs and their story's great and they're doing the right
thing, but they fail?

FR3CEd

Y
REMRMXNMEE, BER—TEXELENBER: MAET —1NEAN OKR, MEEFIRE—ZITRR, &R
BETAT KRR . REMESMESHIFE, AR “B, Lenny ZIXEAY OKR, BEXFKIK, Y
HBAMISERIE.” 1EAFRISE, U PMAETHEAKN OKR, WMEIHESRIY, MMWEBHLYN, BERELRWT,
frRenfEF A A R B ENMEEF, Uk PM IRIMEEMHF?

[00:34:37] Jiaona Zhang
English:

First of all, | think it's creating a culture where you are not punished for that. Because | definitely don't
want a culture where it's like you took a risk and you failed and therefore your performance is impacted.
I'd much rather people take risks than to be safe. So | think that's the first thing. That being said, you're
also not doing a good job as a PM if you're like, "This is my super, super ambitious thing," and you're like,
"I have no idea how to achieve it." Your job is to dream big and also have a plan to go tackle it. And so
what | would expect the PM to be able to say is, "This is my North Star. I'm not going to be able to do that
in a quarter, that just is unreasonable, but here are the five milestones," whatever number, some number
of milestones "That it's going to take me to do quarter over quarter to achieve this really, really ambitious
thing. And let me draw you that path. Here's the milestone all the way across, and this is the first one. This
is why it's so meaningful." (00:35:24): So | expect that combination where you're like, "I know where I'm
going. It's really, really ambitious." And then you can then break it down. But again, | would much rather
have someone shoot for the moon, even for someone to say like "This is the thing | really want to do. |
don't know my path yet" than to be really, really safe. Because when you're safe, you're always going to
be building something suboptimal. It's going to be suboptimal use of your resources as opposed to
actually trying to figure out what the best swing that you can take is.

FRZERIE:

B, WANBELE—M “FIELRT" XK. RAREXNARE—M “RETREXRKT, FLESHME
T X, HTRAMNEGR, BREMIIRE. XRE—R. BRI, WRIREA—TPMi “XZ
BBRERANEIR , BXH “BELTHEEARNE” , BIRWSHIFIIE. MNITIERETEE, FEN
HWEENN IR, FIIREIE PM BESSIR . “XRHRBVILREIET. RAARRE—IFEATN, BAIUE,
EXEERNEREM (HE/VINEEM), RFE-TFEE—IFTEMELAXNEARNET. tHRNREL
XFBERE. XR2ENERE, XEE 1. XMBATATCHMAETN.” (00:35:24): FRARIEXMES !
MEENIEEREAWME (FEEK), XEFHDH. EBRRAE, RTREAEA “TESEZ” (shoot for the
moon), BEEBAR “XEHEEERHNE, RELHIRE , BFABEATTRE. BAHMRKIEN, R
MENAREKEEXMN. XRERZFIAAFA, MABEERRAEIHIMEMENRE—T.

[00:35:50] Lenny
English:

So it sounds like it comes back to the story of the roadmap and what they're trying to accomplish, and
just as long as it feels like the story made sense, there's a path there. The team did their best, | think we



know it was really ambitious. We kind of knew maybe they wouldn't get there. It sounds like that's kind of

the thing you look for in a performance of the PM.
R EIE:

Fir LABEESRX X [E] 2 7 B E RV E IR TR RS MV B 5. RERFIMERSIE, AR1EATE, HANRY
RAEH, MARNAEXHELREKR, EEMHEIRTERATRE IFERIMIIREITE PM SR EENR
7o

[00:36:07] Jiaona Zhang
English:

Totally. Yeah.

FRCEIE:

FTEIEH. B8

[00:36:10] Lenny
English:

Awesome. | mentioned WeWork and | want to spend a little time on WeWork. You were at WeWork for
about a year, and | think it was in the middle of a lot of the craziness that went on at WeWork.

FRCERIR:

KET . HIREIT WeWork, FAETE WeWork B9iERR L8 S BTE], R7E WeWork 57 KA—F, KA IERTE
WeWork &4 1R Z T EIERYiaE]pERo

[00:36:18] Jiaona Zhang
English:

It was. It was 2019, | feel like that year it was either headlines were either about Trump or about WeWork
in the news.

AR ERIE:
=M, B 2019 F, REBHRENHELZBEARXTIENRE, BARFXTF WeWork,

[00:36:26] Lenny
English:

That's tough. So what was that like being a PM leader at a company in that craziness? And is there a
takeaway from that experience that helps you be a better product manager, a leader, person?

FROCERIR:

BETEZ. THMRENBET, E—RATEMEPM ASERMTARN? BEEHE LB T AILIREAE
FHFmEE., ASEHDARRIE?



[00:36:37] Jiaona Zhang
English:

Yeah, | learned a lot from my time there. | think the most important lesson | learned was really around... |
think there's like a people leader management lesson, and then there's also just like a how do you build
an org period. The people lesson | learned was just really around empathy. In fact, essentially what | was
doing was | built a team. | spent the first six months of my time there actually growing my team a lot, and
not just in the US but in Asia and in Europe. And then the second half of my time there was actually being
like, "What do we do? If this is what's happening with WeWork, what are we actually going to do with all
of these people who have come to WeWork to work?" (00:37:19): And there was so many lessons there
around leadership, around how do you think about people? How do you think about giving them the
right transition plans? It was a lot of learning. And | think probably a lot of people, even right now through
the macroeconomic downturn, they're learning that lesson in a really hard way. And so it was definitely
something that | got a crash course on, | think early. (00:37:44): And the second lesson really was around
not over-hiring. And so | think that was huge, and | think | personally learned that lesson through my time
there. And it's something that I'm very conscious of at any company that | go to. Just because laying off
half your team is a terrible feeling. Literally having hired people and then having to let them go, it's not
something you want to do. And so being really thoughtful around how do we not over-hire? How are we
really clear about, again, these milestones of we got to get through these gates, we got to be able to show
these types of results, and then we unlock hiring in X, Y, Z ways? That hygiene is really, really important.

AR ERIE:

B, REPRNEZETRESZ. RIANKREENRIIZXTF - HESE— X TFARASHNERHZI,
FTE—MXFONEAMBEARNZl. REINWARBBEZINEERXT “H1E” (empathy), FL L, FHYHY
FERMNZRALARZEAN. BIATNBRETRESENET ZHPAL, FNEEEER, £EIMNMRUMN,. MITXFFE
MENEFF, X LBER: “BIIZEAN? R WeWork RETXLE, HINZMNAREXLERT
WeWork TfEBIA? 7 (00:37:19): X FMF . XFWABFA. XFNEALAMISENTEITR, BRZH
il MB—RRZNES], BEMERZAELGUNEF RN, BEU—MEEBENARFEIX—1F. Fr
LU B R EHIRHI—K “EIE” o (00:37:44): E_NMIZXT “FELERE” , HiAAXIEEX
#, BOAEBREFHPRZBKETX—R. TIEHEBRAF, BB IRIFESR. RARE—FHNE
PARK R DI E EAERE. FFIBRMA, RAREFERLMITEFRF, XRZMFEMNE, MUZEEABMEE:
BONEABAIE? RMMABERARXLERREE — RIS TEIXLEX £, BARTXLEER, RS
BUX. Yo ZHARARIBE? XM “BIEDLE” (hygiene) FFREE,

[00:38:22] Lenny
English:

Feels like this connects back to the Airbnb Plus story of "Let's just be really ambitious. We don't have any
idea how we're going to get there, but we're just going to go for it, hire like crazy, scale, put a lot of
investment in this thing and hopefully we'll figure it out."

FRCERIR:

RTIXX[EET Airbnb Plus B9 E:  “URIMRFEKRETO. HMNFMEELREBE, BRITMXATFE,
PIEBA. ¥KAUR. RAKREAE, FEERE.”

[00:38:34] Jiaona Zhang

English:



| do think there was a little bit of that in the ethos of how WeWork was functioning, for sure. | think that
what was really important for us to do was to be like, "We have this." Operationally, WeWork is really
strong. In fact, | went to WeWork because having been at Airbnb, | was like, "I don't feel like we've dialed
this operational muscle down," but | know from what I've seen and the way WeWork has expanded, that
they're really, really excellent at the operations. But | think it was, again, we hired beyond our skis on the
tech side. It's like we don't need a team of this size to go do the things that are needed for the product to
feel really great. At the end of the day, it's about booking. And yes, there's technology that would
accelerate that, but do we need it to be super platform aware? Do we need it to be super futuristic? That's
actually not what people care about. (00:39:19): So this all goes back to what are people's core desires in
whatever product that they're using, whatever thing that your business is trying to serve them? And so
really understanding that will help you have a sense of, "Hey, you can still be really ambitious." Again, in a
hybrid world, it's like why have real dedicated office space? Every company could go through WeWork as
opposed to this dedicated space. That's still a really good idea, that's still a really big vision and a relevant
vision, but what's the key piece of that vision? The key piece of that vision is around inventory, and then
you make that inventory management easier. You make all of these things easier, but that's not a
technology play in the same way as it is an operational play. So just really understanding, again, you can
still dream really big, but you don't have to dream big and hire big in all the things in order to have a very
ambitious vision that you deliver to the market.

FROCERIR:

FIALINA WeWork HERIEERETHILEXMM T, FHIANWENRHEEEENZRIRE: “RIAE
EXMEE” EIZE L, WeWork IFERA. FEL L, HZFTUE WeWork, ZEATE Airbnb 3 2/5, i
BRIMNEg2BEXMZEER, BRHM WeWork B KAXNHEE, MIEzE LIFEHE. BFKIAA,
BIERANRBEZET (hired beyond our skis)o FIT AR EX ARIRBIE ARMMARLE LL ™ /&I RIERY
F1R. FRER, ZOBMIT. B, RATLMINEXMIRE, ERIMNFEZCABBLATAREIRG? FEEE
RARFRRIG? PBEHILAZBANROE (00:39:19): FRAXRXEE T AMEERER~ @ EEZIREILSAR
S, VZORERHA? EEEEX—RILRRIRE: IR, (RMOARTUIFEEEFLO.” ARG
AHERE, AFTABEEINDAE? ERATRHAILUEET WeWork MAZHAEZE. XMAZ—ME
FHER, MAR—TEARERXNER, EXNMEENXBHRDIRMHA? XBEDEER, ARMLEFE
BLRERS. MLFAXLEERERERS, EXESZEREERENEE, MABKAREN. AL, BR
SR, (RNARUERIEK, BRFEEEFMASELBASEE, FAHHIRA—NEANES.

[00:40:13] Lenny
English:

If you think back to WeWork, what was your favorite memory and what was your hardest, least happy
memory if anything comes to mind?

FRSCERIE:
[E148 WeWork, {REEFMEIZEMHA? BEH. BFRREMEIZXEHA?

[00:40:23] Jiaona Zhang
English:

| think this idea dream really big. | think everyone who had joined WeWork, they were like, "We could do a
lot here." The idea of really the physical space infusing technology. | just feel like the people at WeWork
were dreamers in the best possible way. So that definitely... | feel like for every company that I've been at,
it's really about, you join... | personally joined for the product, but | stayed for the people you joined



because you're like, "I want to work on this mission. This product is really motivating." And then you
really stay for the people. And the people at We WeWork were really great. So that was definitely my
favorite memory. (00:40:58): | think the hardest memory was, this gets a little bit personal, but | was
actually in my first trimester when we were going through all of these layoffs and | basically was faced
with a choice. It was like, "Hey, do | stay at WeWork? | would be guaranteed maternity leave." | was going
to be moved onto this other team that was definitely going to stay. "Do | do that or do | actually..." And |
think there just a last piece of... The thing | was wrestling with is | hired a lot of these people and | felt
really responsible for the fact that | convinced them to come to this company that now was going through
a lot of change. (00:41:33): And | specifically remember someone when | hired them, we had a long
conversation about their visa and in my head | was like, "I just don't feel right. Again, laying someone off.
That's only going to have so many days to be able to go find their new role." And so the hardest moment,
| actually remember this very vividly, "Am | going to take this new role or am | going to put myself on a
layoff list essentially and give the role to someone else on the team?" When | really think about it, yes, |
was pregnant, but | would have more time and more freedom to go find my next thing versus someone
who | brought to the company who was on a visa. (00:42:09): That to me just really stood out and goes
back to this concept around leadership is so much about empathy and people as much as it's about
understanding your market, your customers, and the strategy of your product.

FROCERIR:

RIANZEM “BFER WRE. BREFE TN WeWork IAERGEF: “BITEXERBRA.” MR
ANENYEZEEE, FHT WeWork WAZZRAKNZER, FAIAXLXNZ - N TFREFINE
KQE, #HEXE: FRAFRIMA—HNAZRRANFRMAY, EENATMET. RIIAZENIREN
XMES TR, XPNTmREMAL. ARIREAAMET. WeWork IARRRE, FrliXENEHREELT
BIEITZ, (00:40:58): HINARBENEZE — XS N—RAE—IHNNEAFAEXERGN, FELTIF
Z2HE FI=TA), RER—ER. SROBRE: TR, HEEE WeWork 13? A LURIER~R.” &
SWAES—TEERENE. “FHEXEFM, ERHEFL -7 RARMULHNZE, RBTRZA, &
RIFEFRER, AANEZRRBRMITREIRMEELARITHAE, (00:41:33): HiFAIZEFBENT AR,
BMNXFHNIZIEN TRA. FOER: “BWENEFANH. XBHHT, MEIBEBERPIRBEIHHT
B.” FAUFICRIFE BRI HEENNZ]: “REERRXTHRL, TR CHHERER, BRUR
LEIAEREMA? 7 HRFAREHR, B8, HFET, EREEZHNEMNBEBEIHT—HIE, M
PMEREHARBTHAEAIGEIER. (00:42:09): XHEWNHEKHIEERZ, ERETHRMNER: AFHFRX
FEFETZ. FRN~ M, X FHENA.

[00:42:24] Lenny

English:

Damn. What convinced you eventually to take off and try something different?
FRCEIE:

K. RARHARRIRBAHZIHAAERIRA?

[00:42:31] Jiaona Zhang
English:

I made the call of, in that particular case, I'd give the role to someone else. And then once | made that call,
| was like, "I got to go find something. | know that this is my last day, so | have to go find something." And
it was really interesting because | actually... | went through an interview process. | was in my second



trimester and then ultimately | chose to join Webflow and | joined when | was literally at the beginning of

my third trimester. So | had exactly 90 days before my first son was born.
R EIE:

EBRMIENRBRT, FRELRUBLINA. —BERMTRMRE, HZMB: “BEER/INT. HAE
XERIRE—X, FMUBGAERTIE" XREE, AAFK - HEHT—MERIRE SRFLTIREHR
Hi, RAFEFRMA Webflow, IHMANEFENZHRE (RE=1TA) B8, FRUERAN)LFHER, &
IE3F%E 90 RAVETEl,

[00:43:01] Lenny
English:

That's a great segue to the question | was going to ask is around your 90-day plan that | know you put a
lot of thought into how to think about the first 90 days, but before we get there, the movie on WeWork
with Jared Leto, how similar to reality was that brought?

FRCERIR:

XRFHS I T FIERRBEE, BIXTFIRAY “00 RitX” o FHAERMINEEBE NIRAET 90 RIBATRZ R
%, {B7EA8Z A0, Jared Leto EAYARERRTF WeWork R, ((#IEIITX)), MIMSEBSHFA?

[00:43:16] Jiaona Zhang
English:

| actually have not watched it. Parent life, you don't have any time. And | do think there's... | feel like if you
ask people at Uber, if they've watched some of the [shows] they're like, "It's not for me." Same way why |

haven't watched Silicon Valley. You're like, "It's a little too close to home."
FZERiE:

BELIESE, RENEFMEXE, RAKEE, MERKES - BEIRIRE Uber WABZBEX T
BRI, i ISW “BAREEGRK” . mEHLKE (HER) —F. RIERFT "WEEEET”

[00:43:35] Lenny
English:

It was quite a great movie and | really enjoyed it. I'm curious how close it was to real life. Okay, so then
back to the 90-day questions. So | know you spent a lot of time thinking about your first 90 days at
Webflow, you're pregnant as you described, and you have a perspective on just how to think about the
first 90 days when you join a company. Can you just share what you've learned there, what you
recommend there?

FRCERIR:

BE—EPRENER, HRER. RREFTEMMULBSZZE. o, BF 90 REVEH, HAEIRE T RZHE
BETE Webflow 8937 90 X, IEMREAR, HEHMREZT. MYFIMA—RQBEMNFMEBEHF 90 REEHSHRL
R, REENE—TIRFEITHA, URIFHEEFIMIED?

[00:43:55] Jiaona Zhang



English:

Yeah, | do think the first 90 days, depending on your role is very different. But maybe I'll just talk a little bit
about the first 90 days as a head of product. Because you're like, "Whoa." Or even just as a leader, how do
you go in, how do you really absorb all the information and get all the context you need and then affect
change? And | think what was unique about my first 90 days is it was time bound. It was literally
something where you're like, "Sure, 1'd love to absorb information for many months, but | just don't have
the luxury of the time" and so- (00:44:21): Because you're going to go on mat leave right after? (00:44:23):
Because yeah, essentially | was going to go on mat leave. (00:44:25): Got it. (00:44:25): That's right. And so
the biggest things that | thought a lot about for my first 90 days was at the end of the day, yes, you have to
really... The most important thing for anyone's for assigning days is to build context and to build context
well. But what | had to think about a lot was, "How do | quickly build context probably faster than | would
be given the luxury any other time in my life?" And so | thought a lot about who do | speak to at the
company? How do | create even just a calendar of speaking to people? Yes, my leadership team, but also
across a bunch of functions and then across a bunch of levels. So it was really important for me to even
start talking to some of the engineers from the team, some of the engineers who had been there for the
longest time to really understand, what's hard about our tech stack? What's going on? What's hard about
your day to day? (00:45:15): And so | actually took time to really think about, "I want to speak to all of
these types of people at the company." And | packed my first couple weeks with a lot of those meetings.
And so | think that was one piece, which is like how do you build context as quickly as possible? And my
tip there is again, it's not just with your peers, it's not even just with your team, but to really think across
all the different functions and then think about where you're going to get the most amount of
information in that particular function. | think that was one piece of it. (00:45:43): The other piece was |
was like, "I'm going to be out." | was only out for two months, but | was like, "That's still a long period of
time in the life of a startup.”" And so what it was really important to me was like, | did not go out having
just listened and like "Great, | have the context, I'll see you in two months." But it was really important for
me to actually have a plan in place before | went out for my team. (00:46:03): And so there were pieces
where | was like, "I want to first, again, get that lay of the land. | want to have enough of a strategic, 'Hey,
these things make sense. Keep going, keep executing.' 'These things don't make sense, let's identify what
those things are and let's actually start to do research around these things so that when | do come back,
we have a body of work that we can look at and be like, "Okay, this information, this data is making us
choose to go down the path." Or "This is a go or no-go decision. We can make that decision now where

mn

we couldn't make that decision before."" (00:46:34): So that was another big piece, which is getting all
the strategic pieces in place, having a plan laid out and explicitly articulating in that plan, "Keep moving.
These are things that we got to do a lot more research on." And then assigning people like, "Hey, you're
going to do this research and then we're going to come back and talk about it in the two months that |
was out." And | also took the time, | actually... Funny story, | think | literally had a board meeting the day
before | went in for a checkup, and then in the checkup they're like, "You're in labor." And it was really
important for me to do that because | was like, "For the things that I'm seeing, for the gaps that I'm
seeing. | want everyone to be aware. | don't want to just be with one founder. | want the whole leadership
team. | want all the founders, | want the board. | want everyone to be aware that." (00:47:14): For
example, engineering hiring was really, really important. And | was communicating, "Hey, we are just not
staffed in a way where we can deliver some of the ambitious things that we want to do." And so explicitly
calling those things out and creating awareness around them and then asking other executives to step in
and be accountable, those were big pieces of what | wanted to achieve in my first 90 days.

AR ERIE:

=0, FINET 90 RIRFEMHNBESERARRE, BEIFHRATLUXKXEN~mATA (Head of Product) Y
A1 90 Ko ENMRRDRT M o HENNFA—RAFTE, MUFAEANRT, NARERKAEESR, RSFH
FHFMEER (context), AEMMEE? FIAAEA 90 RMIFZAEFERHEIRS, XEMNZE—M “H



2, BRRBE/NLPARRBRKES, BREKEBRNEEIE" BB, Frl——(00:44:21): AINRZES L
PMEBARTR? (00:44:23): 289, B EHD EMBARFSR T (00:44:25): BAA T, (00:44:25): 3% 6o FrlAFLA]
0 XBERZMNFRERE, AREK, B8, RGT-- MEMANRHWARY, KREENFBERRUER, HiR
FHETE R, BRMOMTBENZE. “BUNARERIIER, sJeettREmPERMEMMRETER? 7 UK
ETRZOBE: HBNMATEMERK? RNAGE—TRKBRER? TMUEHHAREN, EEEIREE.
BRER. MHEKR, EEFRSANFHN—EIRIIRRBIEEERE, LHERREFSRANIEN, XHEIE
THE: BITRAEERER? KETHA? MMAETENMERZEMNA? (00:45:15): Fr AT BRI E A&
HRMATEMEXERBIARIK.” BAEX/LARHTAENXEZN. TIANNIXZEE &7, BINER
REITER? BNENE, BXRGEE, TMESHFNREL, BEERMMEZSMMNE, TEBRERE, H#BE
ERMSERES, MMBEERERZNES. XREF—1TAH. (00:45:43): 5—HHE, HYRHE:
‘REBH—EREL" BARIABATHNA, EXT—HROEIQBKER, BHAR—ERIRIKAIETEL PR
BRRFEEEN—RE. AFERARATERRER “KIFT, RAEERT, MTMARBRL” « &K, EK
BRETAEARIESF I RIIFEEE, (00:46:03): FALAE—LEROERR: “BE, HEBRTH2R. REEARE
BEREERFIRT, TR, XLERBIESEN, BENIT. XEFBAGHE, URMHREERERE, HAFGHTXE
EEHITHR, XFYHKERE, RIMNE-ETUSENLIIEMR, AL FH, XEEBMEELRITE
BFEXFR, HE XB—MESFELEARE, RIMETUBRE T, MUEITREE " (00:46:34): FFLIX
BA—TER, ECERAEMLIEED, RIEFITR, HETKIFAERRE: U, XEZRINFEME
ZMRNFER.” ARIEIRAL: TR, FARXTEAR, ARERFENHIAE, BIMIFERITEE.” K
EERTE- - BBHEE, HE/MAERETEN—X, REEAEFS, ARTREMWITNR: “REE
Tol MEIHKN, MXLEFFEEE, RATRE: WTFHEINXLRFENER, BHFESTIASEIRE. &
FRIABR—PEBAR, REEBIATEN. FAEEIBA. EFSEAE.” (00:47:14): fiy0, TI2/MREEIE
FER, RYUREEE: TR, RMNPWARREREIT A GRINEZMBIALELRREITR.” FrLABRHE HXLE
B, REARNEIR, ARBEKREMSENNFHME, XLEAZHEER 90 REMNEEBT.

[00:47:34] Lenny
English:

So | take notes on this. So the first is just get context, figure out who you need to talk to. Is there a tip
there of just how many people? Because you could do this infinitely, meet everyone eventually. How
many people did you end up maybe scheduling meetings with?

FRCERIR:

KIETRT, F—FTERANER, FHRMBENMER. XTABBARING? FA{RA LIRS
£, REANTAE A, MERREAMLHTHZDARE?

[00:47:47] Jiaona Zhang
English:

Definitely everyone on my direct team and definitely everyone on the leadership team, so call it those
two combined were maybe, | don't know, like 20 or so people, 25 people. But then it was really about
finding the people in the other functions. And to me, for any given function, it was really getting a read
from, again, that leader, but also someone closer to the actual work. And so you look at the functions,
whether it's product marketing or engineering, whatever it was. Back then I didn't have designs, like
design. And really getting a couple of data points for each one of those functions. So if you add that up,
that probably was like 40 to 50 conversations. But again, if you're doing them back to back and you're
really synthesizing, you're actually getting a really good picture of what's going on.

AR ERIE:



BEEBEZRERAMNE—TA, URAFEANNES—TA, XWEIBOIMERAEEE 20 F 25 A, EETRH
KB EMERGERR IR A MFHHKR, X FEM—PEREERR), HANEBERBZARANEZL, TEITEX
BRI IENANEZ. FMUMSEZTRE, TiEETmms (PMM) BB ITE, HRFELATIR
ito HWENSMENIREESIRBULMUER. FrLUNER, A#EE 40 2 50 RikiE, BINRIFBELSHAITX
LREFHITEE DN, (RERRLENIVRE - EEBMR T o

[00:48:35] Lenny
English:

And then the second bucket was identify things that need to be shifted, changed, flagged. | imagine
there's also an element of trust and building trust. Was that a part of this, of how you thought about it? Or
do you feel like as a product leader coming in that's less essential versus say an new PM joining it? A team
asanlC?

FROCERIR:

FHMARIRNFFBERE. AEITICHER. RBEXEHUEEENRIEENER, X2IRBEIEN—E
DI5? EZARFEAFRIASENR, XEWNFH PM EADTATIEE (IC) MAEPARGIIBAEE?

[00:48:53] Jiaona Zhang
English:

Trust is so important. Trust is everything. As a PM, the trust that your cross-functional partners have in
you, the trust that the CEO has is you... It's huge. Trust is everything. And maybe here, I'll even talk about
some of the mistakes | made in the first 90 days. | think | was so much like, "I only have 90 days. | got to
go, go, go. We got to go." | was almost pushing too hard. | was pushing too hard for change. | think that's
the tricky part that every product leader, especially if they're coming into a new role, has to figure out
how do | gain trust and then take that trust and then push for change as opposed to push for change too
quickly before | have that trust? (00:49:33): So again, it was a personal learning and I think part of it was
really driven by the time-bound nature of it, but hopefully not everyone has only 90 days. So if you take
that learning into mind, it's really thinking about your trust as a bank. It's like you're putting money into
your bank and then at some point you're going to take money out, you're going to use that social capital,
you're going to use that trust to go push for things, push for change, but you have to be thoughtful about

how full your piggy bank is and you don't want to be spending when you don't have the trust in the bank.
R EIE:

EEEBRER, EEME—. E7 PM, BERRESIENHEXIRIEE, CEO MRBIEE - XEXEE, 15
EMB—T. BWIFEXE, REEFTIKKILER 90 RPN —LHIR, HERYRNKEET: “BRE 0
X, HiSH, A, A, HNFTE." BRIVFHESKET, HHZEEXIT. RANXZE N nASE, LH
RHENFAGR, YAFEENRFED: RNAREEE, ARFAXMEEREDEE, MARERSEE
Ezaimd RIEN T FE? (00:49:33): AL, XXE—NTAZIN, FINAD REHHEEZET 6] RE KD
B, ERERZENTAEBRE 90 K. MRMFIZEXMHIN, MEBREEEF—KRIT. MEMERTESFHR,
ARRERNZRIINE, FIFAXEMRER, AAXEEEEHDNER. HETE, BIRUHEEIRE
‘FHE BZH, MARERTELREEENMIERSA.

[00:50:06] Lenny

English:



What were signs maybe looking back that you didn't necessarily have the trust that you thought you did

or you should have had?
R EIE:

EIiEkRE, AR TRRBIRUNATEH SEGIREKPAEIBE BBNEME, HEREERIINENEE
KF?

[00:50:13] Jiaona Zhang
English:

| think something, a product like Webflow is a very complex product and there are so many pieces to it.
It's very difficult to learn the product in the first 90 days, especially if | was also prioritizing all these
conversations with the team. And so | think that again, without the time constraint, what | would
recommend is to be like, "Hey, every product leader has to take the time to really go deep on the
product.” Given the complexity of Webflow and given the time-bound nature of when I had to go out, and
given the fact | really also wanted to build that social context around what is working and not working
from a function working together? Not just what the product is. What | wasn't able to do was spend
enough time with the product to be able to have all of that in my back pocket to be able to be like, "Oh, |
know how this, this and this works because I've literally used it a bunch." (00:51:06): So you had to
choose. And in my head | was like, "I would much rather understand how the team is functioning
together." And the reality is the team was comprised of a lot of people with a lot of deep product context.
So ultimately as all things in product, you know this Lenny, everything's a trade off. And so it's a trade off.
And so you had to make the call of what you wanted to trade off. And the thing | traded off the most was
that product context in my first 90 days. And again, it got me some things because | was able to have the
time to go deep on the things | mentioned, but it didn't give me enough trust in the piggy bank around

the actual product fundamentals or product, the actual thing we're building as opposed to the discipline.
FRERIE:

FIAN & Webflow XIFH~miFEER, BERZE7. 78 90 RAFSXN"mEIFEEER, LEEY
HEEMFLNIESH A XLERKIERN, FUER, IRSERERE, BN R, S MTa0SE
BB ERNA R . EEE| Webflow EZRME, UNFLAKRBRHHEEN, BN ERENRERIL
KT “REefI IMMERIILTEE. METARE PHRER, MANNXETmES. HYREMEINZER
B EMRS M, UEEREAERITIN: 1], FREXD. XTNBIEBELEGEN, BAEFERAT
RZR." (00:51:06): FR ARSI RS, AHMFE, TENZR: “HWTRETHEEAZWMENIER.”
L, FNPFERSABERESFRERNA. FIURSE, MEFRPHAEER—&, Lenny RAIERN, —
IER A (trade-off) o FRLUMRAFURTE (RABFH M Ao FAERT 90 RIBUKRZHRE “TmER" - BRR
B, XiETRET LKA, AARENERAMARIRZNPLES, BERELRE ToELXY H &K
MEEWRIKFTm” AEEEERITEFARBNG, REANNESZEXT “CENRE BEE

[00:51:48] Lenny

English:

So at this point you've worked at four legendary companies, Dropbox, Airbnb, WeWork, Webflow. If we
were to just go through each one, what's just one lesson that you take away from each of these

companies in terms of how it's informed either how you build product or lead people, anything along
those lines?

FROCERIR:



FIEETALE, MMEARENREZFTABLIET: Dropbox. Airbnb. WeWork. Webflow, MRIZKNTZE—IRIE,
RNEBRATFIN. WREE G ASFEAN=EZ MmN — N EOIZE A2

[00:52:06] Jiaona Zhang
English:

I'm going to actually give you my biggest thing across all four on the product side. And then on the people
side. There are so many nuances also, and we could spend another two hours talking about each one of
these. But | think just to impart my biggest high level learning. On the product side, it's about really
understanding why people love you and not forgetting to invest deeply in that core concept and then
building everything around that. And so I'll walk you through the different companies. So specifically for
Dropbox, | think we did waste cycles where we would be like, "Oh, we see X happening in the market.
Slack is really taking off. Why don't we build a Slack competitor? Or why don't we build chat?" And | think
that it really missed this idea of, "Why do people love Dropbox and what do we need to do to continue
investing in that so that remains true?" People love Dropbox for simplicity, for how delightful it is, how
easy it is to use. (00:53:08): | think we actually went for a period of time where we didn't invest enough in
just performance of our client. How long it takes for the thing to sync is a big part of the experience of
using Dropbox. And so | think that is a big, big learning where it's really understanding that would've
shifted your investments into doing that performance work as opposed to chasing the competitive space.
And I think going back to chasing the competitive space, it's this idea of what is your alpha? Again, why do
people come to you? People come to Dropbox again for all the things | mentioned, but also ultimately we
have your files. So if you're going and building a chat product, that's fine, but really the best chat
experience or collaboration experience is going to be more around your files as opposed to around just
the conversation. So | think really understanding that is a huge, huge learning. (00:54:01): And | think that
same lesson can be... It's very true for Airbnb. So at the end of the day, Airbnb is known for all the homes,
the fact that these are homes that real people put on the platform. We spent some time talking about
Airbnb Plus. When you are thinking "I got to go in and | got to manage the inventory and inspect it,"
you're almost like taking away from the thing that is what makes Air Airbnb special as opposed to leaning
into it. We also spend a lot of time on experiences. We dabbled in transportation, we spent a bunch of
times on other things. But if you really sat back and you're like, "What makes Air Airbnb special and how
do you double down on your strength?" It's spending the time to make that experience of really
understanding what's in a home so people don't go and get surprised. Making that onboarding journey
for the host and then discovery journey and guest booking journey really, really great. (00:54:52): So |
think that that same lesson when applied to Airbnb, would've in my head changed the way we invested
and | think we would've gotten more returns, as opposed to spreading ourselves and then having things
that sort of work but then didn't quite work. And then again, same principle applies to WeWork, what is
the thing that makes you really special? It's the inventory it. It's not actually like, "Oh, it's so amazing that
| get to use this key card and this key card does 10 different things." That's not what makes the WeWork
experience special. And so again, if you knew that you wouldn't spend all that time being like, "I'm going
to really deeply invest in the tech team, I'm going to do all these interesting things." You'd be like, "I just
need to make inventory management great. | need to make it so that the sales team, the operations team,
they have the tools they need to go out and get the inventory on the platform." You wouldn't do all this
other stuff that's just not the core. (00:55:44): And then finally, even at Webflow, we are learning this
lesson all the time where at the end of the day, people really love our designer. They love the fact that
they can use it. It does so much for them, it's so powerful. And then you add our CMS and it's really
powerful. You can design with data. So investing deeply there as opposed to spreading ourselves too thin
is also a lesson. | think across so many companies this lesson around understand why people love you,
double down on that and then whatever else you build around it... Because again, you don't want to also



be like... You're not like a single product company, you're not like a one trick pony. You are going to invest
in these multi products, but when you invest in a new product, really go back to, again, what's the core of
our advantage and how can that be something we leverage in delivering a really great product experience
for our users in X adjacent area or x add-on?

FRCERIR:

HEFF ESBIR— P REXONR QB E~ AR RRANRE XEERSEHES, RITTUBERT
NEITIEE—1. ERRABVEARERANEERFEINR. £ nln, XBETHEEER “ATAANE
1", FEFRETRERARZETFRMZOES, AEREKXEWE—], HHEMRE—TX/LRXQE. BHEFE
Dropbox, FINAZNHSTURE 7T —LEAM, SRMIZE: 1R, HNEIHHLE XEE, Slack ERR
K, BATAFARE— Slack WREFXWF? HENFARE—TIIRINE? 7 HNAXENZBETY: “Aft
A N{1Z Dropbox? HTHREMH ARSEKAX—R, EHEHMAEIFEK? 7 Af1E Dropbox ERAERIE R,
ERNRERE. ENSAM. (00:53:08): HINAZKMNKEF LE—KRIERBERT P IRIEE LRNEBHE. B
TEEZKIEIZMER Dropbox (FIENEBEAME 7. FIUBIAAXZ—TNEANHI: HEEHEX—R4H
R RRR AR AMEETE, MARKEZRRF M, OEEZRRZHI, XXF “ROVBHIAE (alpha) B
ta?” BREEAE, ATATARKM? A%k Dropbox REEAKREINFAEIRE, BIIRERERNEA]
FERBXM. FRAMRIMMEFRWMRam, B, ERERFNIREDIEEILN ZEESIREIX R
7, MARNXESENE. FAAREEEX—KRE— BRI (00:54:01): E#HBIEUIIEERT Airbnb,
JAREER, Airbnb LUEFIENERMESR, XEEREERHARETE LR, FIIRAT Airbnb Plus.
YIRERE “RENAAEEEFHHTOE" B, (RILFZEHISEILL Airbnb BEHFFINARAE, MAERLE.
HNERTREMEE A" £, BETRE, €T RENEEHMES L. BNRMENLTRE: =
ft4ik Airbnb %5507 {RIVAINERZEIREVAE? 7 BriEEiEit “BETREERNRT NAEARERFEF, X
BEANMIMAZREIZIN EERNANERE. EENRIRENTITREZSIEEIFER. (00:54:52): FLFK
INARFREGIIMIRNATE Airbnb £, SEERMHRELN, TANABRNIRFESZLER, MABDEEN
Ef—LE “BRREXATR2ER” WER. FFNERENEERT WeWork: B AILLREER?? BER.
HIIHARRE MR, XKWE 7T, HAMAXKIIRFR, XKFEEM 10 AENE" . BBFEiL WeWork (£33
FREINER. FrL, MRMFMERX—R, MRAIERASHEER “RERERARAREN, REMAE
XEFENE . MERET: "“RRAFTELEFEEHY. RFERRHEEE. SERARREMIIFAENT
B, UEETELREER” MASEMAEXEIFZONER. (00:55:44): &5, BMETE Webflow, Al
W—EAEFIX—R: FRER, AMNENRERFENINIRITEE (Designer). MIESRAILIERE, ERENM
MNEXA%ZE, SRR, BMLERIN CMS, BIFRERK, RAIUBBIEHTTIRIT. I, RARE

e, MARDENEH, BR—1&Kill. HIANEXAZQEHR, XPMHIZE: BEAMTAANTER, MER
N, ARESREWBEMKRE - RAGRBRERA—TRE—mAsE, FEEA “Re—8hE" . fRa
BREZm, BLUMKREAMNT@E, —E2EE: FNZORBERHA? FANAEF B EEES R EE
hARPRERESRRS miALR?

=

[00:56:34] Lenny

English:

Final question before we get to a very exciting lightning round.
R EE:

EHNEERHRIA BRI ZFT, RE— A,

[00:56:38] Jiaona Zhang
English:

Okay.



AR ERIE:
4789,

[00:56:38] Lenny
English:

What is the best advice that you've gotten that has transformed or impacted the way you build product or
hire or lead? Does anything come to mind?

FROCERIR:
fRIREIREREE S 7R m. BERAS A RANRERNEMTA? B 4ARERING?

[00:56:48] Jiaona Zhang
English:

| can't remember where | explicitly got this advice, but | feel like | got it in multiple forms and it just really
sat with me. It's this idea of asking for help. | do think about that a lot because | think there are so many
times when you're like, "Oh, I'm the leader of X thing, everyone's looking to me like the [buck] stops in
me. | need to have my act together. | can't be asking for help. If I'm asking for help, is everyone feel like |
don't know what I'm doing?" (00:57:13): And ever since I've been people managing, I've been pushing
myself to be like, "I know it feels non-intuitive to go ask for help when everyone is looking to for you to
give them advice, but if you don't ask for help, there's so many times where you're just going to be sitting
there with your problems. Whatever you have in your mind is just not the global best thing and you have
to go ask for help. You have to go ask for help from your partners, your peers, even your team, even being
my team, | don't know. | really don't know. Here's the guidelines, here's how you might want to think
about it, but | don't know the answer, you know the answer." Going out and getting mentorship. | think
this idea of really being able to say, "Be honest about what you know and what you don't know and ask
for help when you don't know something," that's probably the biggest thing that | hold as a core principle
and just helps me build better products.

AR ERIE:
ETICBEARMNBEBIMNXMNMEY, BREERUSHERKRINTE, SRRAMENETRNKEE, M

B IREH o REBBREX—R, FBARSHRFZET: @, AR XFRHARE, BIALEE
#H, BEER. RERIUFREL, HFEIKRER MRKEIKEY, ARSFIRFERFNEE SEMM
4?7 (00:57:13): EMBFHEEEARLUR, F—HAEBREACD: “HANEHS M AMIBEMAMITRING,
EIFKREHBUBRFEM, BMRAEFRIKRER, RENBRMTHUSLERE. FRFEENIEFFTELREE
g, RO MEFIREH. (REARAIFNEFUHF. BITEEMROENI KER, BEENHBIENGR: HF
Mg, HENANE, XA, XZRMFRMNATUEBENAN, EREEER, MITEER. " EIFHFM.
FOANXMEEB R L “WSKEMNRAEMARERN SRS, HEFNE FRER” BI8ET], FIRERIERZ
ODERENFRAN—R, ESEBHEMET BEHFH~m.

[00:58:03] Lenny
English:
What's something that you've asked for help about recently as an example?

AR ERIE:



EANPF, FEEEMAER LI RIE?

[00:58:06] Jiaona Zhang
English:

So I'm working on our product strategy for the next three years. I'm thinking a lot about how do we really
leverage Al to support all of our service providers and support all our users who come into Webflow and
have a hard time sometimes learning how to use our product. And so I'm not an Al expert, so asking for
help from the founders, from external folks, from engineers to be like, "What's happening?" Every single
week | feel like LLMs are changing. What's possible in the world is changing. And so constantly asking for
help to iterate on the strategy is a huge part of... It's happening every day for me and my job.

FRCERIR:

HIEERERNRR=ZFH~ mikt. H—EREBRTWAELENA Al RSHFHNFE RS RMHE, HHR
L\ Webflow BEENRFFEIMSRENAF. HAZ A TR, FAUKRAEIBA SMNEALTHIRMF K
By, |fl]: “DEHEROMA? 7 RREEAXESRE (LLM) #MEZWL, R EATEIANSEEHEESR
o PR, RETFREBFEREBERITFPERBERENEESD.

[00:58:40] Lenny

English:

JZ, we've reached our very exciting lightning round. I've got six questions for you. Are you ready?
R EiE:

JZ, TBENT IRERBBABRIRR, HAENNERARIMTR, EFF TE?

[00:58:44] Jiaona Zhang
English:

Allright, let's do it.

R EE:

4F, FAE,

[00:58:46] Lenny

English:

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

MENAEERSHNR=EHEHA?

[00:58:50] Jiaona Zhang

English:



| love the Design Sprint by Google. | also really Julie's book around managing people how to be a good
manager. That one's really great. And so those are my more business side of the house books. And then
we can also talk about fantasy stuff if you want. But-

AR ERIE:

HEW Google By (igitH#I) (Design Sprint)o HWIREIX Julie Zhuo AR FEEANS (FEAN
FAD) , BRABIERE, XLESHELVSHENEE. NRMER, RIS NG, B2—

[00:59:07] Lenny
English:

Yeah, give us some recs there.
FRCEIE:

9FI, 46 RAR A ERIIHER

[00:59:09] Jiaona Zhang
English:

I'm a big fan of Brandon Sanderson. He completed the Wheel of Time series on behalf of the [original]
author. He has the Mistborn series and so he's a great one. He actually has this... During the pandemic, he
holed up and wrote a bunch of books and Vince was like, "I have a confession to make. | wrote four extra
books." And the latest one is Tress by the Emerald Sea that | really love.

FROCERIR:

F & Brandon Sanderson B9 AK#22, tARRIEETR T (BHEZE) (Wheel of Time) &5, iFHE (XKE
ZF» (Mistborn) &5, IFEHE, MERBHAEFXE T —#PH, AER: “BREEHP—H4E, HIIHNE
TOXRP,” BHN—E (EBEMFEL) (Tress of the Emerald Sea) , FHIEEZ,

[00:59:32] Lenny
English:

| saw the video of him sharing that news and he's just like, "I wrote a book during COVID" and then,
"Okay, | wrote a second book and then, oh, | wrote a third book also" and it just keeps going.

FROCERIR:

HETHAEBNEBHMM, G “REFESHEET - , AR “WE, KEETHEZZE,
e, FEETHE=48" , —BEi T

[00:59:43] Jiaona Zhang
English:

I think he was like, "I have a secret or | have a confession to make." And everyone was like, "Oh no, are
you going to say that you have a ghost writer because you're so prolific?" And he's like, "Nope, | just wrote

four more books."

FRCERIR:



FEMEIR: “BE-IMEIREBA—HE AKEE: B, MEFARERMENE, BARTEH
AE7T? 7 &SRR “F, BRREXETHAH”

[00:59:51] Lenny
English:

What a beast. Next question on that topic a little bit. What's a favorite recent movie or a TV show that you
watched? And | know you said you don't get to watch much, but anything come to mind?

AR ERIE:

BEENKMH, F—NEd,. MEEEINEERNELHEMTERMHA? HMEBEMRRRESFSZ, BEHA4
RERRERIS?

[01:00:01] Jiaona Zhang
English:

| feel like every night I'm watching Sesame Street like songs. We don't do TV, but we do do YouTube
songs. | honestly don't have an answer to that other than we watch the Elmo song and the ABC song with
my three year old.

FROCERIR:

SR EREEE (ZHE) 20 FIREBM, BEHNEE YouTube LB LH. EXY, FRTH
HR=FHIZF—EE Elmo ZHM ABC ZH;, HEBFINESR,

[01:00:18] Lenny
English:

There's been a lot of parenting advice on this podcast with my child coming soon. And so this is very on
brand. Before we started this, you mentioned the painting behind you is referenced in like Arcane, it's
connected to or the show Arcane, which | imagine-

FROCERIR:

BERNEFERFHE, IMERELRMTRSEILEN. MUXREFEN. ERFBEZE, (FREFRS
[REARIBREITE (WM ZEL) (Arcane) HHSIAT, HERSZHAX, FHF—

[01:00:31] Jiaona Zhang
English:

Yes. I'm a big fan. So painted this a long time ago before Jinx and Vi were a thing, and when Arcane was
made, both my husband and | were like, "What? How did we predict this? This is amazing." So it's a good
one.

FRCERIR:

2, HERLML, XEESRAMAMARRE (Jinx) ME (Vi) 8z

AIEIRY, & (MZE) B,
HAMFLKREBIRIF:  “HAa? RNIRELATAREN? KHEFT.” FIUXRERR



[01:00:45] Lenny
English:
There we go. Some adult content. What is a favorite interview question that you like to ask candidates?

FRCERIR:
XM T, RRRFEANAS. FEERENEENEXREZTA?

[01:00:53] Jiaona Zhang
English:

| do like to do behavioral questions, just really understanding when they've been in challenging
situations, when they've been in ambiguous situations, how do they navigate ambiguity? Is a big one for
me because at the end of the day, the PM job is really ambiguous. It's really hard to describe on a piece of
paper all the things that you're going to encounter. So asking a lot of behavioral questions around that.

FRCERIR:
HERRTHEIAE (behavioral questions) , FLEBAEIET At 1A FHREIEBEIREMIBIRES, {10

IR RAAE? WHKRXE—NER, ENFRER, PMIITIEIFEER, RETR LR RSBEINFE
E15. FMURZRRZBXRITRHIE-E,

[01:01:14] Lenny
English:

And is there anything specific you look for in their answer that tells you this is a good answer or not a
good answer?

RS ERIF:
EMNINEIES, REEEHAEINEENKRA, EILFHINXE—MFEERERRFHEIE?

[01:01:20] Jiaona Zhang
English:

Yeah. Good answers are people who put structure and a way forward through the ambiguity. That's what
you look for. You want your PM to not just be like, "Oh no, we're swimming in ambiguity," but actually put
a path forward. | think also looking for people who are seeking help, seeking those inputs as opposed to
being like, "Yep, this is the way. This is very clear." Because again, the chances of whatever path you chart
out for any product, for anything that you're doing is the right path from the first time that you do it, so
rare. And so | want to see someone be able to get those inputs, be able to say, "This is the path, this is
how | learned why | put this path together." And then going back to a lot of the stuff | think we touched
upon in this podcast is like, what are the little milestones that make you say, "Hey, is this working? Is this
not working?" And then make you either make a different decision. Seeing people do that really well is a

big thing | look for.
R EIE:

Bl FHIEIEZ AL REEEMARIEMHILEFIHERIA. XMEBMRELD, RHEZEIREY PM RMYUNE
W OMRAR, BAIERBERMZP” , MERBEERE —FEBRIR. FIANTEEIHALIRETR. FREAAL



A, MAZBHAZNR %, mEXEF, XREW BA. HABRERE, MFER~m. ERIREZHE
F18, RE—RAYEHNBREMI ERBRZNMERNTEN. FRIUARHEEEE ARRIXERAN, EBR:
‘XERE, XRFRMAEIFSZEHXFREN” ARLERMNEXETPRIINREAST . AL
N EIERERILRAIMT IR, XITIR@IG? TREE? 7, ARFILMTMERERNRE. BB ARIEXLEHMS
Ry, RRIFBEEN,

[01:02:12] Lenny

English:

Awesome. What is a favorite product you've recently discovered that you love?
R EIE:

BT, (RRERNMHAZTENTmEMTA?

[01:02:17] Jiaona Zhang
English:

| love... It's not recent, but | do love the SNOO and it's very top of mind because | just graduated my
second son from the SNOO and it was a little bit like, "Oh my gosh, no more rocking of the baby." But | do
think it does a good job of actually doing the thing and I'm also giving parents peace of mind. (01:02:34):
The other thing I'm a big fan of, again, you'll see where my head's at, lots of child related things.
Midjourney for your toddler is actually great because instead of it being absolute instant gratification of "I
want to see a firetruck," and "Here you go, here's my phone." It's like, "Let's wait for Midjourney to create
the firetruck." And specifically you can even tell Midjourney what you want. It could be like, "I would like
it to be blue." He's obsessed with Jungle Book, "Wearing a fire hat next to a firetruck." And so you can
actually create, and | do believe in the future, so much of what we are going to be doing as humans is
literally what is the creative process? What's the idea? It's less about executing all the pieces of it, but it's
so important to still be able to be like "This is the idea that | want to bring to life." And so | just think
training that is huge.

FRCERIR:

BEW - BATEREA BN, BREMNRERSNOO (HaeEE), RMETHMFEHEE, AANEZ)LFR
M SNOO “Eelr” , ARMREBFGRZE: “BXW, BUABEERFT.” BRINNCENESEN LHMERT,
IERBEEIRD. (01:02:34): Z—HHIFFHENEE —BRBE, MERABOOEBRELFEL—4
%)) LA Midjourney SfR EIEEE, HARXTBREXNRIBINHE, tbilaFii “HEREBME" , FMk “4
R, XEBNFN o HR, RAETLR:  “ILFHNZF Midjourney £RUERAZE.” MERAI LS IF Midjourney
RAEEEt 4. tbin: “HREEBEERN.” thiRF (AMZH) (Jungle Book) , “BEHMIMEIGTEHEZES
37 o FRLUMRSSFR ERTLUHTTRIME. HBEERK, AXBHBRA—MOLIEME: SITIRZRMHA? X
BAA? HITSNMMTERABINAEE, BBt "XEHRWFEMNRE NAFEERE, PRUIIA
FNEZRXMEENIFEBE X

[01:03:24] Lenny
English:

Feels like you've just defined your three-year strategy for Webflow right there with Al. (01:03:30): Next
question, what is something that you've changed in the way you build product that might be relatively
minor that had a big impact in your team's ability to execute?



FRZERIE:

RRTIIRMIZ A Al EX T Webflow B9 = f&B&, (01:03:30): F—NMal&ll, {REMEmAA N LT HLRTEE
BN EXE PRI TR EERF MBI ZE?

[01:03:40] Jiaona Zhang
English:

There's so many different things that we've done at all the different companies. It really depends on the
company. And what | mean by that is at a company like Webflow, where the tech stack is complex and
where a given feature has so many different interactions, you're like "People depend on this workflow,
this thing interacts with this thing. It's a whole platform." One of the biggest things we've been tweaking
is like how do we do more of a tech spike at the beginning to be like, "Do we have a good sense of how
difficult this is going to be? The unknowns? Can we get a little bit more detail on them so that we don't go
down a path and be like, 'Oh, this doesn't make sense'?" So | feel like that that's a tweak in the process
that has really made a big difference at a company like Webflow. (01:04:20): But when | look back to other
companies, again, that might not be your biggest problem. Another problem could be like, "Hey, it's just
so difficult to work with cross-functional partners and doing a little tweak in the process where you bring
them in a kickoff meeting." That might be the thing that just changes that dynamic of how you work with
teams. So it's really... | don't know if there's one thing, but it's almost like every day I'm thinking about
small tweaks and process to make all of us more efficient.

FROCERIR:

BINEARNATEMBIREZAEANZR. XENBRTAR. ENEEZ, E4& Webflow XIFRAKESR. 15
BB ZARREMNATE, FRERF: “AMNKMXPNIER, XTRESHEIFAAERE, X— T8
BTEa.” HN—EERBN—HAER: RNNNAEFIERBESZHN “KATHA" (tech spike) , UHE:
‘BNBEBERXZESH? RANRAREBMHA? BMNESRBESHAT, UREL-FXHBE, REAN
R, XITAE ? 7 EWEEXERELN—NMNER, BT Webflow XIFHIQBMHEFE T RAF M.
(01:04:20): (EEIAEHEMAT), XAIEEFABRANER, S— P EEATER: IR, SERESFEUHSECHE
T, BATERERM— AR, il eiISMmEMEIN (kickoff meeting) , AJREM SN ZEIRSEAETE
HEISo FREL - BRANERERE—HSF, B/LFSXBREBEBRERETHHNEE, UERITFIEAES
o

[01:04:44] Lenny

English:

Final question, what is your number one pro-tip for using Webflow and being successful with Webflow?
R EE:

&a—1RE, £A Webflow HEUSHINAILS T W EINZEMHA?

[01:04:49] Jiaona Zhang
English:

My number one pro-tip is there's a lot of stuff coming out that I'm very excited about. | do think Webflow
has traditionally had a high learning curve, and it's because we're a pro tool, we're a professional tool. We
do really amazing stuff, so much power that we deliver you, but with that power has come with it's hard



to learn. And so one of the things that I'm really excited about pro-tip for using Webflow in the future is
we're really going to bring the magic of Webflow University, the magic of Al, all together so that you can
just use and learn Webflow so much faster, learn webflow in the context of what you're doing as opposed
to going into a different tab and looking for the Webflow University stuff. It's going to be in context to the
product, being able to actually take action directly, prompting Webflow to be able to do things for you.
It's just going to be so much easier in the future to use the product. That's what I'm excited about. We're
working on it and it will be out in the future.

AR ERIE:

HESTUIENZ: BREZMBHELRAEILIIFEME. HHLIAN Webflow 4 EFIMARS, RN
MNR—1MZWUIE, HMNEMIFET FENERE, WFMBBANAE, EXMNELHERTFEIME, PIUK
ARG Webflow FIE W EINZE: 1T Webflow University FIEAF Al WEHESE—E, XEEIRHM
I LAE R ERMF S Webflow, ERFMEENBIRFFS, MARYIRE S —MrERERHIER. eF5F
miERES, EBEERBITH, @IRRIA (prompting) ik Webflow AR#E, KREAXNM=RISLRF
B5E%. XMEHHENMAG, RINEEE, REKEKF.

[01:05:42] Lenny

English:

Okay. No specific dates yet. Yeah, you could share, this sounds like breaking news of cool stuff coming.
FRCERIE:

T8, RBREBH, MAUDE—T, XIFEREGREXTEEEIRAVESRARNEARIE.,

[01:05:47] Jiaona Zhang
English:

Some things are in alpha and [some in] beta, but we do want to be developing it with our users and really
learning is this the power that you're looking for? Is this thing that's going to get you over the activation
hump that you've struggled with in the past?

AR ERIE:

BERATNN (alpha), BEEQN (beta), ERINTHAESHFESHAP—EALR, HEETH: XEREEN
HEME? XEEFRIBHE A —EHILE “FUE " 15?

[01:06:00] Lenny
English:

JZ, 1 think we've made a maximally lovable podcast episode. Thank you so much for being here. Two final
questions. How can listeners find you online if they want to reach out and how can listeners be useful to
you?

FROCENIR:

JZ, BB T —H “RREETE" EETE. FERROEIR, REM MR MRIFREEKR
R, FILATEMBERFREIR? ITARA] LAMN{RIZS BI(R?



[01:06:11] Jiaona Zhang
English:

| always love feedback, so if there's feedback on the podcast, send it my way. Or even just what would
you want to learn? Send it my way. And the reason | ask that is because I'm actually working on a course,
another course through Reforge, which is around managing your PM career. And so really just... I've talked
to so many people advice around their career, but if you want to reach out and be like, "These are the
problems that I'm facing," it would actually really help me as | am creating this course, which is going to
launch in a couple of months. And so I'm excited to... Find me there if you want to chat more and send the
problems that you're struggling with when it comes to your career, and that would help me refine my
course.

FROCERIR:

H—EREXRE, MUNKRNXPREERER, BAAK. HEMBFHA, HELRAH. FZAUXA
8], BENILIETE Reforge AR F—I1RTE, BXRTEEMH PMIRUAEER, HAERSAREIIREY,
BRI AR “XRFAEIGHEE , XKFLESERCEXPRENSLGHEAER, XITHREEL
TREXR®m. FRL, MRREIMES, BEBELT, HRERERULEEFBRAMESR, XSBIHRTER

2o

[01:06:47] Lenny

English:

And that's just reforge.com? There's no URL yet specifically for that course?
FR S ERE:

iz reforge.com 13? BRIFEHE ZIFENETEHEE?

[01:06:51] Jiaona Zhang
English:

Not yet, but it will come soon. And maybe what I'll do is I'll post it on my website, which is built in
Webflow, so my full name dotcom.

RS ERIE:

®rgE, BRRMEET. BITFRSEBELATEINIE L, FBEA Webflow Ry, MitMEHNEE
(jlaonazhang.com),

[01:06:59] Lenny

English:

Got it. JZ, thank you so much for being here, and thanks again.
FRCERIE:

AR, JZ, FERBERKIIXE, BRI,

[01:07:03] Jiaona Zhang



English:

Thanks for having me.
FRCERIE:

R

[01:07:05] Lenny
English:

Bye, everyone. (01:07:08): Thank you so much for listening. If you found this valuable, you can subscribe
to the show on Apple Podcasts, Spotify, or your favorite podcast app. Also, please consider giving us a
rating or leaving a review as that really helps other listeners find the podcast. You can find all past
episodes or learn more about the show at lennyspodcast.com. See you in the next episode.

FROCENIR:

KKEBMW. (01:07:08): IEE R IfT. WMRMRREBSXATEENE, BILTE Apple Podcasts. Spotify HiRE
B RN APITRASTIH. o, BHEERARITIHE TIFiIE, XEEEENHEHMITRLINXMER. R
A LATE lennyspodcast.com X EIFTEFHITER THEZER. THTEW.



