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[00:00:00] [John Mark Nickels]
English:

Get clear on your objective function, and one way that I've gotten clear on it is trying to think about it
from future me because five years from now, I'm not going to give a [shit] if | made the presentation
slightly better, but I'm going to care a lot about what kind of relationship | have with my daughters, and
that means that the next action, the next thing | do today and tomorrow, those will translate into the
relationship with her, right? Not to be morbid, but just again, most of us just aren't really tuned into an
awareness that our lives will come to an end. We try to pretend like we're going to live forever and just not
think about it. And the horror of it is that we succeed, right? We mostly manage to just go live our life and
eat ice cream and go to work and go on vacation and do what we do. To me, an awareness and
mindfulness that our lives will come to an end punctuates reality in a way that requires me to rethink my
priorities.

FRCERIR:

1RIARIRAY “BREEL” (objective function), RIBBEM—TAERHEMN “KERNK NWAEEERE, E
NEFRE, BRFEFIEFHENPHETIXNREEMFTERET —R, BERIEEEERNZILNBXR.
EXERERSRMARRBMNE—NTE. MHE—4F, BIRLNSHHXER, WB? FERERINF[KHE
h, BELRE, RNASBVAHREEERRIESERER, RNAEREACEZKERE, REFEFEX
frE. MAMANE, HRNEA "W WEHETX—<, WB? JMIASHERIAZEIAF. IZHCHRK. L
. ER, BEEMNE. WHEKR, TREHATRIESEELRN, XU—MEENNLARERSE,
IBEFREFHHEME SHIRER.

[00:00:56] [Lenny Rachitsky]
English:

Today my guest is J.M. Nickels. J.M. has been a product leader at Waymo, DoorDash and Uber. He's also
an engineering manager at Groupon, and before that an equity trader at Getco. At Uber, he built and
launched the very first version of Uber Pool and then went on to lead the team responsible for the
infrastructure and algorithms powering the economic and logistics brain behind Uber's matching and
pricing systems. At DoorDash, he was head of product for DoorDash platform. At Waymo, he led product
for the commercialization of autonomous ride hailing and last mile delivery. And he recently returned to
Uber to lead product for the mobility team.

(00:01:30):

This conversation is a unique and beautiful mixture of hard skills, soft skills, tactics, and emotions. | won't
give away too much about the conversation, but this is a powerful one. Tears are shed, stories are shared,
and I'm confident you'll become a better leader and human having listened to J.M.'s insights and lessons.



If you enjoy this podcast, don't forget to subscribe and follow it in your favorite podcasting app or
YouTube. It's the best way to avoid missing future episodes and it helps the podcast tremendously. With
that, I bring you J.M. Nickels.

(00:02:05):
J.M,, thank you so much for being here. Welcome to the podcast.
R EIE:

SKRIWEZER J.M. Nickels, J.M. B7E Waymo. DoorDash #1 Uber IBEF=RiTE A, MiXE2E Groupon BT

PR, ELLZHIE Getco IRERZ Ro 7E Uber, tAFEH % T &AIRAH Uber Pool, BEEISHIAR
REMIZHMEE, XLEWLT Uber LEMENRAEBEME TS RAM, 7 DoorDash, MIBEETEF
mATEAN. £ Waymo, S TEHERNAENRE— A BEEEHLUHN~mIE. &if, tEHT
Uber, S ohll SEIARI™=@mI1E,

(00:01:30):

BORMIE IR BE. WinAE. RESMBREVRFMELHE S, RFIEBEXZAT, BEXER—XREEEHE
BiE. BRK, BHE, HBEERT JIM ORENZIE, MEm— " EFHNASEMNEFIIA. MR
MERXMER, IS THEREANEZNAD YouTube EITHRMX T, XBBREIRRTENRIFAR, 1B
MEFEERATER, IWE, LFHAIIE J.M. Nickels,

(00:02:05):

JM., IEERKSREER, IEKEIHEE,

[00:02:08] [John Mark Nickels]
English:

Thank you, Lenny. Thanks for having me. I'm thrilled to be here. Really appreciate your dedication to
helping product managers improve their craft and up-level. We've done a lot of great researches out there
for that, and coaching and development, as I'm sure we'll get into, is a passion of mine as well, so we
have a lot of shared interests there.

AR ERIE:

BHR, Lenny, RHEIET. HIRSMEREIXE, IFERGPRESTE T~ mEIBRARBEMEM. FHAA
T RZMAR, MBEHSMAALET (ENEBERINEREZKEIN) BEHRIBHAE, PRUEINER
ZHEME,

[00:02:26] [Lenny Rachitsky]
English:

Oh, I really appreciate that. | want to start with a phrase that came up again and again when | ask people
what to talk to you about from your colleagues, and this phrase is conscious leadership. What is
conscious leadership? What does this phrase mean?

FRSCERIF:
MR, R, FHEM—MAFE, YFKAIRNEISEZMRIEAHAR, X MEIREEM, BHE “HiRM

77" (conscious leadership), TAREIRMNEN? XMIBRHAERR?



[00:02:42] [John Mark Nickels]
English:

To me, leadership is broadly defined as having influence in the world, and so by that definition, to me,
everyone is a leader because we all have influence in some way. It's not about whether you're a manager
or not, it's like | have influence on my kids or my partner or my community, or the world, the way | vote,
the way | show up. So we all have influence. We're all co-creating influences of each other. So that's the
leadership piece. The conscious piece then is becoming more aware, waking up. To me, it's like learning
more about my interior world, what my background is, my biases. We all inherit certain belief systems
from our parents or our church or our community, and a lot of times they kind of go unquestioned and
then they end up in conflict. And so it's really just about becoming more aware and then taking
responsibility for the influence that | have. So yeah, taking responsibility for my influence in the world.

FROCERIR:

MEFKY, TSN NEXBERR EFEREMA, BERXDNEN, HUNABTABRASE, BARKE
EUREMABRNTERm. X5MBEREETLX, MBNENEF. #E. AXHHRBERE, SFEHKR
FHN. BRIEBEF. FRUAZKRNEBERS, HMNBEXBEESRILENEE. XM “WFH" BIEL
7o T “FiR” MENNWBESEMIER, B “EBIE . WHEEKYR, XMERESHTREANAOHR, HEY
BRMZENRL. HMNBMRE, BRFHRBEATRESMER, REMBERXERAMRKEERE, RESH
THR, FLL, XEXMBREEMEN, ARARFARENEMANT. K, MENREHFR LOFED

=
ﬁmo

[00:03:42] [Lenny Rachitsky]
English:

As you talk about this, something that came up and something that | thought about as | was preparing for
this episode is this idea of soft leadership, the power of soft skills and just how important that is in
success. Is there something there that comes up when | say that? Just the power of soft skills and the
importance of those in being successful.

FROCERIR:

HIRREIXER, REEEXHTERNBET—HE, PRI "NEASH” OB, BIRKENHE, Uk
EXNFRNEZAER, YHRIX—RH, (FEFARELD? XTFRENNERETERNPHEEM,

[00:03:59] [John Mark Nickels]
English:

Yeah, it's, what was it? Theodore Roosevelt, speak softly and carry a big stick? Yeah, | think I've evolved in
that department. | think when | was younger in my career, | thought it was really important that we got to
show up to the meeting and have the right slides and be the loudest, rightest voice in the room, and
that's the way to have influence. And there's certainly a place for having leadership in a meeting and
presenting a point of view and helping guide the narrative, but to me, yeah, | would say I've evolved more
towards sitting back. It's also as I've become a more senior leader, I'm aware that there are power
dynamics there. There's imbalances where junior folks don't feel as comfortable speaking up or | say
something's not a good idea and then, "Well, | don't want to disagree with J.M."

(00:04:45):



So it's like, back to being more aware of my influence in the world. | really try to spend more time being
mindful of that and say, | want to hear from other people first. | want to create space and | don't need to
win the argument in the meeting. There can be a follow-up. It's not like this is my last chance to say
something, but that's also more true when you're more senior because when you're more junior, it's like,
well, this is the one presentation | have with Dara for the next six months. | really got to nail it. And so the
pressure is a little bit different. Yeah.

FROCERIR:

=0, BPRIEW? ARE - THE, “BSEN, KEEF (speaksoftly and carry a big stick) ? 8K
EX—HRBEELNT. ERRVEER, HIAAESNLERTHE, HERENLIITR. RABRNEF SR
KERERWARIEEEZEN, INABRFEXWANAR. HRA, ERNFRAMSH. HFARMRHS IS
ESEHEHMUMN, BXREFRER, BN, BEZMERT “BE—% . BEERABTRRNNSSE, BEIRT
HAFEENRNIoIS. FERATE, VARIARESASFAREE, IBERRENETERLT, 18 9@
g, FAEREK JIM."

(00:04:45):

Fril, XXEETHEIEMANIEH,. RENRAEEESHEEZEX—=, Hii: FEBLERAZIANE
o BREBLIETE, HAREEINLEREFIL. ZERAURYH, INFRERE—XEASHNR. HA,
LRRAESNXERZME, RAASMREMLRE, RRUESE: “XEREFRRKATAER——RKME Dara (Uber
CEO) [CIRMIN=, BBITIEEE. PIUENZREN,.

[00:05:14] [Lenny Rachitsky] (Sponsor: Pendo)
English:

This episode is brought to you by Pendo, the only all-in-one product experience platform for any type of
application... [Ad content omitted for brevity in translation but kept in English as per instructions] ...Visit
pendo.io/lenny to create your free Pendo account today and start building better experiences across
every corner of your product.

AR ERIE:

ZEATIEH# Pendo #8), XRM——RERATEMEENAREFNEH UM RERTS - [T&RE: Pendo
ST mah. NARER. AR RIFMIIEERINEE. ] 3E R pendo.io/lenny 1L BN 82 IERY % 25
Pendo Ik, FHIATEF mBvE T AEMEBIFIEI,

[00:06:39] [Lenny Rachitsky] (Sponsor: Enterprise Ready Conference)
English:

This episode is brought to you by the Enterprise Ready Conference, a one-day event in San Francisco...
[Ad content omitted for brevity] ...Make sure to request an invite at enterpriseready.com. That's
enterpriseready.com.

FR3ZERIE:
ZHATI B A Enterprise Ready A=%8), XREIHEWWZEITHAM—XRIESD, [CETEE R SaaS kK
=R ITERSE JEZWAE enterpriseready.com HIEEIE,

[00:07:35] [Lenny Rachitsky]

English:



There's a couple of threads | want to follow here, but first, | was thinking as you're talking, when people
think Uber and people that work at Uber, | don't think they imagine people like you. And | know you were
there early and then you joined again. Was that ever like a, "Is this a place for me?" Did you ever go
through that struggle or is it just, yeah, | don't know?

FRCERIR:

FRIE JLBRREE, B5%, SIRIENIEER, SANTEE] Uber LIKFE Uber TERIARY, HIESMA)
BRAFGIMXFENA. HAMBERREMIMNT , FERXEFMN. (RELKEFEL “XEEERG? ” XF
BUARIR? (REHEXMFILIG, T2, KA HE?

[00:07:55] [John Mark Nickels]
English:

Yeah, yeah, | mean, | would say | have been fortunate to experience probably three Ubers at this point. We
joke about Uber 1.0, the Travis era, and you hear a lot about in the media the kind of bad parts of that, but
there were some really good parts too. | mean, | think there was a lot of... Like when | joined in 2014, there
was this mission of making transportation as reliable as running water for anyone anywhere, which is
bold, audacious, and maybe a little bit pretentious from a little bit of Silicon Valley edge, but you could
feel the electricity in the air. There was this energy and excitement like we're doing something

transformational, autonomy is coming, car ownership will change. And it just like, feel, like my vibration.
(00:08:37):

And then, yeah, the good parts of that era were, Travis was a very great visionary product leader, and we
started ATG and Elevate and these future-forward things and the way he would conduct product reviews,
| learned a lot. It was stressful at the time, but looking back, | was like, wow, | learned a lot. But yeah, |
would say it was not a very conscious leadership sort of place. You're right, it was like many organizations
that run on fear because you can do that, carrots and sticks do work. But actually that's kind of how |
found this work is it was in 2015 and | was a very junior product manager at that point, in over my head in
a fast-growing place. And in these weekly reviews with Travis as we were building out Uber Pool, and |
had a six-month-old daughter, my firstborn, and we had just moved to San Francisco from Chicago. So my
whole life was in flux and it was a very stressful place, and | was like, "I think I'm going to snap. | don't
think I can handle this."

(00:09:31):

And that's kind of what led me to start to explore this sort of inner work and meditation and sort of
finding a way out of that. And that's what got me interested in bringing it to teams too, is because |
remember | was in one meeting where we were working on this future pricing thing, which is rider
pricing, driver pricing, incentives, and how we bring surge pricing and all that together. And it gets very,
I'll go heavy, and we have all these PhDs in the room, some of the best minds in the world. We were able
to hire people like Garrett van Ryzin, who was the foremost [inaudible 00:10:04] more person from
Columbia and other people.

(00:10:06):

But everyone's back to lizard brain, everyone's arguing. They're like, "Well, no, I think we should do it this
way. We should do it this way." And | was like, huh. As much as | enjoy the content of this, believe me, I'm
an algo PM end to end, | love that stuff. But | was like, | don't think this conversation actually needs
another PhD, or I'm not even PhD, but content expert. It's like what we need here is a way to shift again,
back out of that fear, threat, righteousness sort of state into a more co-creative, collaborative, open-



minded, curious, trusting sort of space. And that got me interested in pursuing more skills in coaching of
individuals and teams.

(00:10:49):

But yeah, to your Uber question, yeah, the Uber 1.0 was crazy. Uber 2.0 was kind of like, Travis is out, the
board is feuding, is leaking to Mike Isaac, whatever. And then Dara comes in and the peacemaker and
then tries to stabilize, but the IPO is rocky. And so now | would say we're in Uber 3.0, which it's full pirate
ship to navy, in Reid Hoffman's words, a profitable company. We're printing free cashflow, we're in the
S&P 500, we've established the independent contractor model in a lot of states and jurisdictions, and it's
like there's less risk of that model changing.

(00:11:28):

And yeah, | would say we're in an era now of Cambrian explosion of different types of transportation. The
company really just built the UberX model and scaled it out to the world. That's primarily how we got
here. And now it's like we're going out for all these different new sort of modalities, whether it's reserving
aride in advance or shared rides or renting a car or buses, and then different supply types too. It's not just
contracted, we have a lot of fleets in the platform, we now have a lot of taxi drivers in the platform. You've
seen we've signed deals with Waymo and Cruise and other autonomist players. So | feel like we're now at
the beginning of another era of Uber and transportation, that the next decade or two, it's going to be
super exciting.

FROCERIR:

2H, BEWRER=IE, BIBINLEERT AB=TH B Ubero FfIFITK Uber 1.0 2 Travis BHX, R
FRELIRETREXTFRIANAEESR, ERE-LEEIFHND. HER, HRNERS LT
2014 FMANE, RBEHfESRE “ULRBEGERK—IFAIE, BHEERSTERA" , XRRE TR, EE
HREANEER, BRERREITSPIFEEEM. AMEEMHER, MERNETM—ETEMNE
5. BVBEENEEIR, AERMBEIERELN. XIEBFERAIHL,

(00:08:37):

RiE, BIEANKSZE, Travis B—UFEEZLN~mMSE, RIVBHT ATGC (BohSHEEIE).
Elevate ("¥{79%F) FaiMEMHE, tERFFRITENANLEFRTRSZ. SREHRK, BEREKFKE,
R &, HFHTXSZ, B, RUER, BAR—1IEEE “RRASN” BAG. MRS, EfIF
ZRCBRHBAR -1, BATBHILER, B2 MIAESERN. BXfFL, XESRAMXMIIF
FIRMEH) WRE. = 2015 F, HRFEZ—NIFEVRNTREE, - MRELXRINATERES
FMiDre 7E5 Travis #{THIXTF Uber Pool BIEEITEF, HENE M TMARNLIL (HHKZTF), Fi)
NIMZNEHREIRE WL, RENEFHEZDR, ENEKR, AATEHCRERRT, TEER,

(00:09:31):
XIEERFBRREARMETT. B, FHMERZ2E, XWiLEEXLEHANFN=E T B, KieBE—X=

W, HNENICRRNEN RS, BRFFEN. BAVEN. BEHERE, URIMAREHEREN (surge pricing)
BEHE—E. XEBESR, FRELEEL, R EREFANKRK, K1EET & Garrett van Ryzin X#F#Y
A B LETE R FRINRAI T 2o

(00:10:06):

BE N AEBEET “#4i5M" (lizard brain, ERETIE/HERE) KE, 8TABESIL. tbilK:
R, RUEEMIZXFMR.” HEE, BARRERILERET (BEHK, HEMEKENSEZPM), B3RIA
AXGIERFEEZHELTHERT . RNFENZ—MAN, BAMBHTIE. B BUAEHNTFER
&, RA—TEAHKREEE. FEE. TR FENEENZE. XitRFHRERES T AMBARER

ab
BEo



(00:10:49):

EIEIfRXTF Uber BY[a)@, Uber 1.0 fRXIE. Uber 2.0 & Travis BER, EE=A}, HEMEL Mike Isaac

(GBEEMY FE) %, /G Dara X7, FANMEREHERERE, 8 IPO IR, IE, KRk
{"1%F Uber 3.0, F Reid Hoffman BiEiie “MEZEMERT ENEE" , —RBIINAE. Bi1F£8H
MET, HNTHRE 500 1620, EFZMNMEEERXHIL T ASRER, XMIEXLTHXFEEET

(00:11:28):

MmE, FANARNAEELTAREARN “BREXER" . ABRMNIAREILT UberX IREHKH
HE2IK, XEHRNENER. MIRE, HNEEZHAIMHLS, TEETTE. HE. AEEEE
T, PEFANHNERE, FNEERI, FAELAKREE, EERSZUBERN. MBEIKNS
Waymo. Cruise FEHIEBRATEEZT MM HREFHANELT Uber MIZIEITIL S — NSRBI F iR, KHK—
“TERIFE S AN,

[00:12:12] [Lenny Rachitsky]
English:

One quick tangent, UberX, a previous guest shared that the name UberX came from... it was just like the
internal code name, UberX, we'll figure out a real name later, and then it stuck and no one had a better
name. Is that true?

FROCERIR:

= NER, ZAN—IEREDZENR UberX INRZFRIRET - ERMIARTAEAS, W UberX, BELL
EBENERRT, ERMXABATRT, BARKARBIEFHNET. 2EAG?

[00:12:23] [John Mark Nickels]
English:

Yeah, that's right. | think that's right.
R EE:

B, ", BERXEN,

[00:12:24] [Lenny Rachitsky]
English:

Amazing.

FSCERE:

KWETT o

[00:12:26] [John Mark Nickels]
English:

When | joined, we were already scaling UberX rapidly. | joined in early 2014. That's amazing. But | did help
name Uber Pool, Uber Pool, which | selflessly like to bring back. It got renamed to Share during my
external APM rotation.



AR ERIE:

OGS, UberX BETEIREN KT T2 2014 FAIMAR. FNIFHMES ST Uber Pool BasH, FEZINR
XNEBFN, EREINEMAPM H5iHAE], EWEAELT Share,

[00:12:42] [Lenny Rachitsky]
English:

Okay. | want to come back to the thread that | pushed us off of, which is you talked about, you made this
really interesting point about emotions, and this is something I've been learning myself recently with
having a kid and also a couple of previous guests. So you say that when you have... so you're in this
meeting, you're stressed, there's a lizard brain kicking in. Something's like, "Oh, Dara's going to think |
suck and it's going to really screw my career if | mess up this presentation." Your advice there is very
counterintuitive, | think for a lot of people, which is accept that emotion. Because when | feel stressed
and nervous in a meeting, I'm not, "Embrace the nervousness, let it out." It's more I'm just like, "No, it's
fine. Going to be okay. Don't worry about it." Talk about why that is actually more effective.

FROCERIR:

%o HBEEINARITEENEDR, MIKET XTHREN— T EEEENNR, XUBHKEERER THF UK
JWIRERRE—EEFINKRE, MRHRET - LRESNS, EARK, #EMAREER. (Ra
8. ‘M, Dara ZRFBHRED, MRFBWTXRETR, FROBRNEEMTT " REVENHES AKIRZ
FERERERN, BuE: BRXMEL, BASRESWNRRIETAMEKE, ZAE “FBEEAK, BR
B, REZER K, ®E, IR, FHEL” o WRNTARRBLERMEE Y.

[00:13:28] [John Mark Nickels]
English:

Yeah, yeah. It's like my daughter the other day had some nightmares and she was like, "Dad, how do |
stop thinking thoughts about the nightmare or whatever?" And | said, "You can't. Don't try to stop the
thought. Just allow it. Let me show you why that doesn't work." | said, "Don't think of a pink elephant.
What did you just think of?" And she's like, "A pink elephant." And then now she thinks it's hilarious and
she tells her sister, "Don't think of a pink elephant."

(00:13:55):

But yeah, | think you're right. It is a little counterintuitive, but one of my first coaches actually had a great
phrase, what you resist will persist and what you fear will appear. And so in my experience, this is another
reason why becoming more aware of my internal world has been so important. I have more agency than |
realized on the outcome of my experience. And so when | think a thought like, Dara might think | suck and
then | have a thought that | suck, that can become a self-enforcing negative feedback loop where | have a
thought that creates stress, anxiety, fear, and then that triggers more thoughts and we call it cognitive
emotive loop where you're kind of in this cycle of thinking stressful thoughts and then having unpleasant,
anxious, fearful feelings. And so one way to break that is to just allow it and not try to fight it with other
thoughts.

FROCERIR:
B MK/ LAILRMB T EY, tin): ‘B8, WEATREFELEREZTENE? ” . “MREFEL

FEHEFELERNEL, REATERE. LHSFRATAEREAE.” FHii: “FTEEZR-IMEHKRR.



RNARBEIFAT? 7 i “—RHBHNAR.” REREEXRER, EBRESIFMKG: “FEEHEH
AR

(00:13:55):

RRREXN, XHBRERRERN, ERN—URHHBEERI—0ORS: “MRAATEN, BiEsS; (RERVE
B, FH.” EHRHZEF, XUEAMFAREROHFINLERNRE, F3fE S AFRE %%ﬁ%m%
REANEFN. HFJX™E “Dara AJEERFHRRE" Bk, HENTE “RENRE" RN, XE%

— PN BEHBUNAERRET: —NEKFEEND. BEMNRE, #MRRLKESZZK, HIMZH AM-1B%
B , MBATREEDIKMFERRR. & DBERZHREL, TREN—NHERBRITER
£, MARREREMSAENTTE,

[00:14:50] [Lenny Rachitsky]
English:

So the advice is very tactically, so you're in a meeting with Dara, you're stressed about something. Just
allow it, let it be. Don't try to pretend like it's not there or don't try to convince yourself-

FRCERIR:

FRIAERA EBVEZIE, SIR(REM Dara A=, RWESFREIES], MATERFE, IREBEA. FEREREE
TEE, HELERKRES —

[00:15:00] [John Mark Nickels]
English:

Well, that would be the first step, is just to allow whatever's here, thoughts and emotions are rising. They
come, they go, they're transient. It's not permanent. There's a lot of wisdom | think in the Buddhist
lineage around those concepts. And then the next piece for me, once | can take a breath and relax a little
bit, is coming home to the fact that I... and this is a little more radical for some people, | don't actually
need Dara to approve of me in my presentation in order to be okay. What I'm up to over here is trying to
force self-worth and self-love from within. And so we talk about approval, control and security. It's very
easy to look for that from the world. Do you approve of me? And if not, can | control outcomes to get
approval or get security and get the job, the bank account, the house, whatever it is?

(00:15:52):

But what I kind of woke up to at one point was that as long as | was going out there looking for all that
stuff to try to complete something inside of me that was missing, it's like | was a hungry ghost. It's like, it
doesn't matter how many Michelin star meals and promotions and money and title and whatever. It's like
it's never enough. It's like you kind of enjoy it for a little bit and then you get back to like, hm, you know?
So it's like a never ending sugar addiction. And so that's the next step for me is allow it. Yes, allow the
emotion, allow the thought. Come home to, "I am okay even Dara does think | suck." And then also it's
not permanent, right? It's like sure, there might be some high stakes things in life where you only get one
shot, but for the most part it's like if | didn't do a great job on this presentation, there'll be another one.
It's okay.

(00:16:45):

And think of it as practice. The other thing is from the fear threat state, I'm like, uh-oh, this is a risk, alarm
bells, my career could be over. Whereas if I'm in that trusting, curious, open space, it's like this is an
opportunity for feedback. How can | learn? How can | get to become a better presenter? It's like the



feedback from others is no longer a threat. It's actually a gift. It's like information that | can use or not use
to alter how | show up in the future and the skills | develop and all that good stuff.

AR ERIE:

E—IUBATHETREN—Y), SRMBEEAE. EIREKEER, BRI, FRKIEN. RIANBEE
SZHEREXTXEMSHNER, ETROBD, —ERERTRABL—R, REOBXFE—1NEL: XN
REARKIR A R R — HESLHAFE Dara WETRTIAA, HAEIFT. REXEEMHIZMAE
HERBENMEMNBEE. RNEKXKLCIAET. EHNZ2RK. @RI RILERES: MINTED? NRFIN,
HESIERIERFRTINTH R 2R, RELE. RITER. BFFEH?

(00:15:52):

BRERFIRE, RBREEINE FHXERARIENAROREK, EmG—" “BR" . TIEEZDTKE
MRE. ZLREFAR. ZLEHMKE, KEEBRB, (RARIER—NR)L, AEXEEBHTER. X5
BOXTLEIRER. FIUENT—F 2. RIFE. BH, RIFBRHE, ARk, EF “RBME Dara BFHERE,
FEREE RS ME, XABKAR, WB? BALFFHIE —LERERIHENLEZ, EX
ZHIBRT, MRXRERKEEF, EZET—R. BRER.

(00:16:45):

BEERES, 5—HFLE, ALERBIRST, RITERF: B, XEXR, TikmT, JORWEE
BT BMRFBATIRMEE. F&F. FRBZE, RIREE: "ZB2-TRBRENNZ. KEFEIT
4?7 WEBRARRABENEHRE? 7 IANRBAEZEW, ME—01LY. EREATUAR (HFAK)
PRTRRRI. fRFAHAEERIE R,

[00:17:21] [Lenny Rachitsky]
English:

| imagine some people may hear this and feel like if Dara or Travis or whoever thinks | suck, my career is
at stake and that really matters and everything's going to fall apart in my life because | get fired, there's
stakes involved with messing up. Is there anything that helps you get past that and not worry so much
about just this trickle effect of all the things that could go wrong if you mess something up in an
important high stakes meeting or presentation?

FROCERIR:
BEBLEAREXLRIGER TS, MR Dara 8 Travis BRFKRRE, AR EERRRART, XENRE

B2, MRFAWERE, HEETPN—UHEHES, REEERNN. AT EEEFRRRIMEE, FBIBPA
BOMREBE T —REENSNRINEETR, IFE—RIIEDRMIG?

[00:17:46] [John Mark Nickels]
English:

Yeah. Again, and maybe it is a little paradoxical, but what | found was the more | focused on how | show
up and optics and having a good deck and all this, the less | got promoted and then the more | dropped
focusing all that. Because for my first few years of Uber, | was a senior PM and then | finally got my groove
and started kind of moving through the product ladder. And it was really correlated to me at least, maybe
causal, with dropping a lot of the focus on the presentation and how | show up and whether people like
this or not, and just really focusing on the work. It's like, you know what? | am here to be a conduit from
what wants to happen in the world of transportation and mobility and shared rides is one that I've always
been particularly passionate about, so that's a good example, and then how can | get present and listen



to what wants to happen next in the world of shared rides? And there's lots of different ways we can take
the product and all that.

(00:18:45):

And it's really about, | want to make a fucking awesome product, right? And it's like, whether people like
me or think I'm a good PM or presenter, as long as | manifest a great product into the world that makes
riders better off, drivers better off, cities better off, less congestion, all these things, that to me is the
reward. And sure, in order to manifest that, it is often helpful to communicate things, present, align, all
those sort of things. But those are a means to a more powerful and transformative end than just my
career. I'm tapping into a larger purpose and sense of belonging and identity and sort of meaning. And
from that place, it's like I've just dropped the kind of egoic, self-centered focus on whether | did good in
the presentation or not. And then yeah, maybe paradoxically, by doing that, it actually goes better and we
do great work and it gets recognized.

FRSCERiE:

=M., XAgEERFE, BRAI, HHEXTE ORI, IMEFR (optics) UKRLITHRREREE, BIRE
BEANNsRMmELD; MARRTXLEXER, BRRMEFET. £ Uber VFI/LE, H—EESKPM, FF
BATHRITHSE, AREFRRELEEH. WEFRHR, XEVEEXDN, EEFREERXAZ—RKR T
BN, PAFERUNKINAZREERRIIEXE, EMEETITIG. MEE, MAMER? FRIXEEN
TRRARBNEHTIRTENEE, HE (sharedrides) —ERHRIFFNAZTNTIR, XMENFHIF. FOME
BEETEE T, MIABZETIE T —FPRELREMFTA? HRITILBIREAENSRITES~ Mo

(00:18:45):

ZOETF, BERH—NBAFN~E, WE? TRAMNEEENRE, HEETIANEZE—IMEHN PM ZEH
E, REREB—NMFARANEETEHR L, tfEZH. BNZaE. WHRaE. BDEE, XEXHKIA
EER, HA, ATEUX—=, A\, B, ERTIREBEEEN., BEXLERIZLIM—PMEEERD AR
TEFERA. FEATEMNETNFE. REETRA—TEANBIRE. ABRE. BHRNENE. MBI S
EHE, BT TEMUBRAFPON. dETFERFFNL, RE, LiFFENE, XEMRMILETR
WREY, TEEHE, HEEITIARL,

[00:19:41] [Lenny Rachitsky]
English:

Wow, that is fascinating. To make that work, you need to really connect with the mission of the company
you're working at. You really need to believe this is very important and very meaningful. So maybe that
could be an issue for people if they don't really care about what the company's doing, it's going to be
hard to allow for that approach.

FROCERIR:

I, XRFIANKET . BEMEIX—<, (REBRENEMAEQBSNMER. (MENFEREXEFFEREE
EXBo FRUMFARLEHFEERODABEMAARNARLR, XeEJgER— M, RERBXMTS %o

[00:19:58] [John Mark Nickels]
English:
Totally, totally.

AR ERIE:



L.

[00:20:00] [Lenny Rachitsky]
English:

It's interesting that you say that optics aren't as important. | think the reason | think about this as you talk
about, a lot of people feel like there's the work and then there's talking about the work, making the work,
the optics of what you did is really, really important. And | love to hear. Nobody wants to do that, but they
always get this advice. So important, optics, how you share the impact you've done, how you represent
yourself. | guess, is there anything else you can share there about just helping people relax about that
aspect of their job and without being so critical?

FRCERIR:

R “SMERZR” (optics) RBAEE, XRE@M. WERZFAUBEXNEE, EEAAREANRT, TER
—[E%F, KETF. BRIF. BEIHFIIMEFERXES—ESE, MAREZEFEER, HRESHIEIRIA
Wo RABMEREINK, BMINSEFIXENEN:. MEKRRERE, NADZMHNTWA, WNEETRE
So ATWMMLATEX—FEBIACS, MALTFER, (REFHFARTUSZEHTF?

[00:20:31] [John Mark Nickels]
English:

Yeah. And to be clear, | do think it's important. It can't be all work and no optics or all optics and no work.
There does need to be a balance there, and | think it does change depending on the size of the company
and the level of seniority. When you're an IC (Individual Contributor), you're probably hopefully doing
more actual work, and leaders are supporting them and presenting and communicating that work so that
they get.

(00:20:56):

| mean, the optics does matter, right? At some senior level, you do spend more time on that, and it does
have influence, back to the influence piece, which is like, how will | communicate an idea and the need for
engineering resourcing and so forth might mean that team gets more engineers or doesn't get more
engineers, or we do this project or we don't, right? Because at the end of the day, executive resource
allocation is largely based on the, quote-unquote, "optics layer". So it does matter. | want to be clear. I'm
not saying it doesn't matter, but to me, again, it's more about that's a means to an end. It's not about the
optics itself. It's like say what the Buddha is saying, don't mistake the finger pointing at the moon for the
moon. And the finger pointing at the moon could be the presentation, the OKR, you know, whatever. And
it's like, that's not the actual outcome we care about. That's an input to the output that really matters,
which is the work, the product.

AR ERIE:

. BBEF T, HBLIANEREE, FREIFELERT, UFERBEERTEEILF. XFET
#, MEFUNAXEURTFARMENEFH, SRE—R IC (PAZZEE) B, (RAEJE Eyiﬂfﬁis@mlf’ﬁ,
MAFENHFA], BRHDEXET .

(00:20:56):

BHOWERRE, IMIRMEREE, WE? ARESRAML, TTﬁﬁié?Eﬁyﬁj‘lEﬂT_l_J:E, RFERM
Ho EFRMAMES . B —MUEURN IERZRNFER, XAJEFREFAESRIFESTRE
i, HERNEERDNXTHE. ANFRERK, SEHER ﬁ@ﬂ@k&ﬁtmgﬂzﬁﬁlﬁm ‘BRE” o P



EWHLER, ZEPAH—R, HABREFEE, BXFKR, cESEAREENNFER, MARENES,
MEHRRN, FERERASRNFRIRANRAR. FEAREETXE. OKRFSE, ERFERITELEX
DRER, BRABMEESEN~H BIIEN~ @) B—FHNo

[00:21:47] [Lenny Rachitsky]
English:

Okay. I'm going to shift this to hard skills and another kind of direction. So another thing that came up a
bunch when | was asking people what you're amazing at and what you're really good at is strategy and
vision. | had this quote from one of your colleagues, Brent Goldman, "J.M. thinks big, has lots of great
ideas, will 'yes, and' to other people's ideas, will inspire everyone around him to be more creative,
ambitious, and hardworking. He doesn't climb hills, he finds bigger mountains and will bring you there."
So along these lines, say someone comes to you and wants to build these skills, wants to get better at
strategy, wants to get better at vision, which is something basically every product leader is trying to get
better at and every leader wants to get better at, what advice do you generally share? How does one

improve in these areas?
FRERIE:

9. HBICIFARRBRAEMSZ— A, HFERAFIAMRBRAAR, RELIMB—NEE “EEE" M -
2 o WXBEH—KIRESE Brent Goldman BIiEfr:  “UM. BERK, BRZFEE, 2H ‘0, mE’
(yes,and) REINFIABIEE, ZHEIFLNEIAEREGLE. EFERA. EEH. ARER N,
SN EIEARRLBHFRETN” AEX TR, WRBARNLMR, BgFXEREE, BERBRNERSEM
"8l (XERSMNTRASENSINASETBEADN) , MEBRALATARN? —MTAOAEXAERES?

[00:22:35] [John Mark Nickels]
English:

Yeah, thank you. | appreciate the compliment. Thank you, Brent. That is a great quote. Wow. Yeah, | mean
there's no magic toolkit or manual. I've long ago given up on the notion that I'm one book away from the
perfect elusive answer to whatever plagues you in life. And there's obviously lots of books about strategy
and you get into all that. | guess for me, a couple of things have been helpful. One is you mentioned
earlier finding a mission that you're really passionate about. | think it would be hard for me to come up
with a strategy for improving the healthcare system. It's like, sure, it's important. | hope someone does it
and figures out how to deal with HIPAA and whatever, all this stuff, but it's just not for me. It's not my
purpose, mission and vision in life.

(00:23:24):

And so step one is, am | working at a place and in a product area in which | have a tremendous amount of
passion? Because for me, that is the fuel and the motivation that helps me break through to getting the
strategy. That's the first step. So that's where | feel enormously lucky because again, this revolutionizing
transportation and car ownership and what happens with autonomy and form factors and future of cities
is something that I'm super excited about. | think about my daughters growing up and having a different
world to live in that's safer and more environmentally friendly, all this stuff, and | get really jazzed when |
think about, wow, the work | do could actually impact their future lives and other people. It's like, whoa, |
can feel the chills right now. It's just super motivating. So that's the first place, just getting myself fired up.

(00:24:10):



And then the next thing | guess that's been helpful is I've deeply immersed myself. | haven't really jumped
around between crypto and gen Al, this stuff, and a lot of people do that. It's great, nothing wrong with
that, but I've been in this largely focused on mobility space for 10 years now with some stints over in the
restaurant tech and delivery side, but very related in terms of last mile logistics. And so | think it's hard to
come up with a great strategy if you've only been working in an area for six months. Especially things like
this, they're super nuanced. Shared rides is another a good example where it's a super hard problem to
crack and it's going deep on that for a long time is a precursor to being successful.

(00:24:55):

The other thing | would say though is people always talk about first principles thinking, but if there's
truth in it, | think that's like when Elon's like, "Well, why does the rocket cost a gazillion dollars to launch?
And there's no reason they have to throw away the materials and blah, blah, blah." One example might
be, why do we need a 4,000 pound vehicle to move a human three miles? Okay, well... Or even a couple of
humans. We do an Uber Pool or a Share, and you move two humans or three humans, even then that's
pretty inefficient. If you think about just the physics there, the energy expenditure.

(00:25:32):

And that's where | think you might come up with bikes and scooters and little other things. And sure it's
not always, it's raining or you want the car, but that's sort of an example of why questioning why are
things the way they are, and then is the way they are super inefficient or not optimal in some sense? And
that is often a doorway to opportunity to see, okay, well maybe things could be different. And so | kind of
extend that at a larger level to the future. My general thing is just like, yeah, that's the mountain thing is |
try to just close my eyes and imagine the future as far out as | can.

(00:26:09):

It's like five years from now, 10 years from now, whatever. And it's develop a really salient picture of what
that looks like. It's like, we could do this right now, it's okay. 10 years from now, what could San Francisco
look like? Or some city? What happens to the parking spaces? Are there still parking garages? Are those
parks now? What are the modes of transport? Are there bus-like things that are autonomous that are
connecting people to bikes and scooters? And how are people living? Do they live in the far suburbs even
more because autonomy and they have a nicer house and they come in, or is all the space repurposed
and actually it's cheaper to live in the city because we compact things, blah, blah, blah. It's not even
about having the right one, it's more just developing some sort of picture of the future that gets you fired

up.
(00:26:57):

And then yeah, you got to go articulate that and communicate it and get people to come on the journey
with you. But from that picture, it's like, well, first principle, what's going to be true 10, 20 years from
now? Well, autonomy is a given. | think most people would probably agree with that, and we'll probably
solve it with just cameras and won't need lidar because humans don't have lidar. The cost of vehicles and
sensors will come down, remote support will come down, and at some point it'll be super cheap and it's
like, okay, | can extrapolate, that will be a thing. Separate from which player wins. I'm not saying | can
predict the ecosystem of companies that will win here. It's more about just the underlying dynamics. And
then that would be one, and another one would be sharing. It's like, well, a lot of people are like, "Oh,
well, once we have cheap autonomous cars, everyone can just have their own super cheap Uber, Tesla or
whatever it is here in the city."

(00:27:45):

And you're like, "Well, that doesn't work because then we're going to hit this induced demand concept,"
which is what economists call it, and you used to, when text messages cost 50 cents a piece, how many



did you send versus now when it's free, it's in the millions. Same thing when they add a lane to a
highway, the traffic just gets just as bad as before because more people drive and so forth. So if we flood
the streets with super cheap autonomous cars with single occupancy, we're just going to have even more
good luck than we do right now. Maybe we'll do The Boring Company thing and dig tunnels, but that
seems unlikely.

(00:28:16):

So then for me, it's like, well, from first principles, shared rides is going to continue to be an important
part of the future of transportation. And other modalities where yeah, back to the three mile thing, it's
like, well, there probably will be various form factors of bikes, scooters and little mini golf cart things and
whatever we end up building. And so that's hopefully an example of how I try to think about what are the
likely things to be true in the future, and then how does that lead to a potential ecosystem and strategy
around what we might build towards that future.

AR ERIE:

B, FIRBBIXLERR, 51 Brente XERIEEFEI. . Bk, HeBFAHaTNIAERSEFM. HR
AUBIRBFET “‘RBE—EBRERFFREETPAAERENTEER" BRZE. S, XTHERNBER
%o WHERY, BILGHEREEY. F—, ENRZAREE, RE—NMREEARZNES. HERR, EH
E—THEETARNGBERE SR, SREE, RFEEEARIERE, 1BE HIPAA (BT RIQEAZESR)
ZENAFRA, ERFESHK, BA2RHALER. EaiER.

(00:23:24):

FILE—FE: RREE—THRERARBER TR~ mMg TIE? ARG, AR BNH S HIE &
BREVARIANEN S, XBFE—F . EXHERRBEIFE=IE, ANKRRERE. AEREN. BB, ~m
FASURBHRRE, XEHBIULRBRALENER. BBV UNIKKGREFE—ITER2. EIFMRN
R, BEIBRNITERMR LR MMMIMEMABRRRETE, FBREIRMBAE, HITEERLER DI EBR A
. XIEBAT. FIlE—RELEILE S HER,

(00:24:10):

ETRNE_SBRENR. BWREEMELED. R A FRHBRBE, REAXFM, XRE, =2
&, BFHX 10 FRER LML ETFBoHHTN, FRETFERRAMEXURTI—KRIYE, EERE—AE
R A ERIEEEXE. FIANNMRIRRAE—NTEHIETANA, REFEHHEANE. IR EXEIE
BRI, HERS—NMFHIF, XR—MRERERIER, KEHEIRNARZRRIIBIEIR.

(00:24:55):

B—HEBATE R “E—MEIE" (first principles) BE, MREFREEHIE, IE&EIRE - SHRIH:
“NHARNANEERIBAZHR? RIEBERIFEIEMENE, FF.” —MIFOUER: ATABRINEE—R
4000 BEEMNEREE—NMAE=ZRE? 4F0E---- FERFEREE/L A FAN1H Uber Pool 3¢ Share, 1mixEf
=NA, BMEBEFENELRER. NREEEYIEFNEESEENIE,

(00:25:32):

XN AMRZBEBTE. BREMEMNRE, A, AFERER, W TRXMERRESE, B
XRB—MIF, HEBANFAERRERK: ATASBERIUEXFRN? RENXMEARSERME N X
RARBHIEEN? XBEZLKMNNEWIIF, LFEE: 8, HIFEBEIUZERAE. FEXHEBET REE
WARKHEE, ROBAREME “HAW” © HXEH LIRE, REBEEHEARAKR,

(00:26:09):

Eban s Fia. 10 /5, EAH—IEIFEEMNEE. 10 FENAESURENMITSRHTARTF? FEUSKE
FAZW? EEEEFR? PEMSZTERAEG? XBLSNEWLE? EEEENERMNEBTTRRAL



ERIBTENBRE? AMIOAERE? R8I ERMESERXEZD? E2IHH = B4R EHF
B, AAZRCMLEHEIEEE? ERAETINSTEER, METHEEE—ELRNENREER.

(00:26:57):

Ala, MR AEERE. WEE, IEANMARERE. ABBEESLEL, BF: F—4RE, 10220 F/5
AR ARN? BHBREEEN, AZBRABIEAR. HNAERIRBBELMERE, TREHCEZ,
AANEMRERAT R, EMMEBRBOREZ TR, EREIFREHNE TR, RREILGEBRER. KA
LU, XRMATE. XEMRQBRBELER. RFBETNESRY, ﬁ'ﬁm?‘i‘ﬁlﬂﬂrlzﬁbuo 55—
HE" . REAR: “—BERETEENEDEISE, STAGSAILUREBCBRERR Uber ‘Eﬁﬁﬁho

(00:27:45):

BREZI: “XI7FRE8, AARINRESR FSMFEXK (induced demand) HIER.” FFFFX AN

Bo LIRIRR(E 50 ER—HKIMRAZV? MEREBETMHRAZL? A, SRAKRIEN—FEFE, XWBRRMSZE
BRI —#ERE, RAEZARE. IRFEMIEHERFHBAEENEABDNERSE, RINIRBRILM

EETEMNREREE, BIFHIIS% Boring Company BREEE, BXELRAKARE.

(00:28:16):

FRUAS RN, MBE—MREBHE, HERBSARERRBIERAMED. FEHMEN, EEI=RENMH
B, ARESASMESHNBITE. BIREMEKFSRRIKEZLNRAE, FEXZ—1MF, RAFKNHEHZ
RKFIREBENER, URXNA5|FHIEMTAIBNARRAADERBEES RSN L,

[00:28:50] [Lenny Rachitsky]
English:

This is great because this is something everyone can do, and there's all this talk of creating a vision,
painting a vision, communicating a vision, and what you're describing is how to actually sit there and
think about what it might look like. Sit there, close your eyes and in your head visualize in the next five or
10 years, what does the future actually look like? And do you do this in a state of if we were to do this
product and change, or is it just even if we're not around, here's where the future is going to go most
likely, which direction do you usually take?

FRCERIR:

EXAET, AAXZETAEBEMEIN. AMMESREKLCEIERR. BLRR. BBRER, MIrERNZE
HIFATEARBEEZ CRIRENEF. LERE, HLRE, EREPHWEREKS 2 10 M F. BT “WNRK
T X RARBTHR” RS TEHXME, E2MNRER “BMERIIRE, KRKRAENKRERSRE
a4 ? fREE R E?

[00:29:20] [John Mark Nickels]
English:

Yeah, that's a good question. | think you could probably do either. | typically like to start with the former,
which is just like, what will the world move towards absent of me? Just trying to pick a bird's-eye view of
what | think the trajectories are and trends and what's going to happen. And then yeah, you could apply a
lens of, okay, if we were to build product XYZ or have the strategy, how might we influence the outcome or
benefit from it, or is it in congruence with that or is it rubbing against that and trying to change that?
Either could be good, you might say it's a tailwind or a headwind, both are overcomeable, but having
some awareness of the relationship between those things is good.



AR ERIE:

Y. HREWEH AL, HRBEENMEEFR, Bl: MREEHR, tRATAFALRE? {5 USEL
AMENT. BEMERKEAENER. AR, MAUER—IEK: WRFZBNFRT ™m XYZ SR T Rih b
B%, HAVFMAZMERIMFRE? ERBIANES, ER2ERMLEXEREE? MEMAILL, RAURER
IRREEX, BERIIUAERY, ERIREXLEEYZENXRZEHFLH.

[00:30:00] [Lenny Rachitsky]
English:

And | think transportation, Uber, Waymo, in theory it might be easier to visualize that future and how
exciting that might be versus a B2B Saa$S payroll app or some photo sharing thing. But on the other hand,
not necessarily, right? What in the future in 10 years, how are people going to be paid? How do people
work at companies? | think there's an opportunity to do that no matter what you're building. Is this
something you actually do? You just sit there in the office, close your eyes and just imagine? Is this more
of an iterative process where you get with your team, how do you actually practice this?

FROCERIR:

HEU1F3TB. Uber. Waymo 7EI21¢_FRTRELL B2B SaaS THEMNANFE LR D ZENAER S AIMKERR, E5
—FHE, BFR—E, WIE? 10 FEHERRK, AMOFERSRE? AMOREQSIE? FANTIeIREBRET
4, WENIZEW. XRMKMFRMHIEL? MMRELEDLAEE, HLRERR? ERUAXZE—T5HEM—
EEITHIAREAZ? (RICFR LB ANAISERRY?

[00:30:31] [John Mark Nickels]
English:

Yeah, it's not like something you can just schedule 30 minutes for in the middle of your day of packed OKR
reviews and random one-on-ones and meetings. It's like, | like to do it on my own at first unless it's
something that | already have an outline for and I'm ready to move into a team space. So for me, it's like,
yeah, can | get into a quiet contemplative space? So yeah, | like to go for a run and that obviously gives me
ideas, or I'll go for a hike up in Marin and sometimes I'll just think of stuff or jot something down or make
a voice note while I'm doing that to get things going. But yeah, the first step for me is just getting out of
the craziness of day-to-day. To me, it's still insane how many product manager, leaders of all kinds just
run the schedule of back to back meetings, 30-minute review, big meaty topics, you run out of time, run
to the next thing, answer a bunch of emails, and then cram some PRDs in there. It's like, it doesn't work.

(00:31:27):

And so I'm a big fan of carving out time, again, first for myself, a couple hours, whatever, where | can just
get out of the day-to-day craziness and get into that head space of five, 10 years from now. It's just a
different place. So you need to transition to that. And then bring that to teams. If | have an outline of that
kind of future of transportation in my head, | might share that with a group of folks and we'll come
together also for some extended period of time. We recently had an all-day Monday thing where eight of
us came into the office to talk about future of marketplace, and it was super productive. It was like,
laptops down, we're going to spend all day together on a whiteboard. It's like a lost art. People don't use
the whiteboards anymore.

(00:32:10):



But yeah, and then from there it's getting more people and then you can kind of iterate on it. It's like | had
some vision of the future and someone points out something that is a little bit off with it or has a better
idea. Then you move into co-creation. But | love that. It's like Pixar calls the brain trust. If you read
[inaudible 00:32:28] book, how they come up with a Toy Story and Inside Out and all these things, is they
have this group of people that just sits around riffing on ideas. And again, there's no judgment, there's no
attachment to being right. They're in a co-creative sort of space where they're just like co-exploring and
riffing with each other. And | love to be in that space with other PMs and engineers and data scientists.

AR ERIE:

B, XAREEHH OKR . Bl 1 X 1 XM —XH, FEFHE 30 2rieeMBIE. RENRE
BHEZ8F, RIERBER 7T —MANHAERFHFANRAITIETE, FRUIEFN, XBEHN—INLHIVAE
TiEl, WENREWY, XEBARLGHERRE, AEEZIMERY, ERNESUEDE, HEETRHTA, HER
MEEETR. F—FPERHABNNIT. WK, EIRASZ-RIEENEMASESRIFERENS
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(00:31:27):

FRURIFEHRE LR, BhELBCEH/I N, ItBCHBAEE, #AS5E 10 FErR%ETE,
BRI FREBMTS, (REEHTHRI. ARBEHLEN. MREMFERTRKZBOEE, K7D
B8N, HNIBE-EFLE—RNE, REN—ME—, BN\ PAEDRERFT —BXIWIE Tl
KK, MERE. ARG LB, BREEARR. XBE—TIRENZR, RAEASBREARBRT .

(00:32:10):

MIBEFE, RSIEZAMAN, AEHTIEN. LWIRXNRKENER, BEABLHEFEERE, HEFEH
MER. AEMENT “HELNE” . REXXMHARX, MmER=H (Pixar) BN “EEH" (brain
trust) . MIRAFBIBXNB, THRAENZWNAEHE (GTASEY M GRS I B9, FEXIMME—8
ABFE—EENEAE, REITH, FTHETERNN. MiAF - HELENTE, LEREMME RS
KA PM. T2, #BEMFR—EFER T TE R,

[00:32:52] [Lenny Rachitsky] (Sponsor: Vanta)
English:

This episode is brought to you by Vanta. When it comes to ensuring your company has top-notch security
practices, things get complicated fast... [Ad content omitted for brevity] ...Get $1,000 off Vanta when you
go to vanta.com/lenny. That's V-A-N-T-A dot com slash lenny.

FRCERIR:

AEATSBEH Vanta B, TRFRAFEIHENMAREERAE, FHRRESTEBESR[["ERE: Vanta #EE)
Bzrhfk SOC 2. 1SO 27001 ZHE#IAIME ]+ Jh18) vanta.com/lenny BIRIZ % 1000 E7thI#ri0,

[00:33:44] [Lenny Rachitsky]
English:

Something I've started to do, which is hard, but | find really valuable is when I'm driving to not play
anything on the radio, not listen to any podcasts, and it's so unnatural and it's like, oh, this is hard. | don't
want my brain to just go... you don't trust your brain to go to a place that's fun, but it always does. It
always ends up being like, oh, that was so interesting just to think of this idea that just came up. So I've
been trying to do that, and that such a simple thing to do. Just don't turn anything on.



AR ERIE:

BB —HF (RARYE, ERLXARENE) EAENFREEN, FREMES. XBRERTEA,
BEEARER, RAHFERHARABA - RAEERHARZHRE—TEBMS, BEESRR. &E
BESTM: M8, NABINBIETEERR.” FUR—EEZHXEY, XHXRES: F4EHFo

[00:34:13] [John Mark Nickels]

English:

Well, it's not really good for your podcast business to tell people not to listen to podcasts.
R EE:

B, SFARTERRE, WINBFLERTAK

[00:34:16] [Lenny Rachitsky]
English:

Okay, everyone, we're cutting this. What | find really helpful is playing Lenny's podcast every time I'm out
and about.

FRSCENIE:
FIEEAL, XEREIE, BRAIMIEEEEMNZE, SXREIIEBK Lenny BBE,

[00:34:25] [John Mark Nickels]
English:

No, but there's something to what you said, which is there's always a lot of content out there to pursue,
and I've been in that mode where I'm like, yeah, more content, more... But yeah, actually similar to you,
spend a lot of time now not listening to anything. Go on a hike where you don't listen to a podcast or

music on your commute and see what happens. You might be surprised.
FR3zEiE:

T, BRRSEEE, SMELSRERZABTAER, HBELTHRH “BEEZRE" BRI BXFFL,
MIREM, RIMERRSHEF AR, ZETHARER, EHRNARER, BEIKET 4. FAESR
RENFF o

[00:34:45] [Lenny Rachitsky]
English:

Yeah. And it always ends up being like, oh, that was cool. And that's where shower ideas come from and
all these things. Maybe just to see if there's something here, in this meeting that you have, this ideation
brainstorming meeting, is there anything that came out of that that was really surprising or new from a
recent experience? Is there anything there of just like, oh wow, we really uncovered this potential wrinkle
of the future that we really need to think about differently?

FROCERIR:



B, EREEZSTA: MR, BBRET.” XME TUREHRRE ZRBHKFE. BIFRNTUEE, EifR
IERARRABMNBRZ VT, BREMTALMFREIRIHFHANARAG? BRETARKMILMES: “H, &
MNENRIT —MREETZY, RNFREUFRANLREREE” ?

[00:35:08] [John Mark Nickels]
English:

Well, it wasn't maybe a specific wrinkle, but one of the things that we're thinking a lot about, like I'm
fortunate to be involved in trying to help develop and articulate a multi-year three-year product or even
overall tech strategy for the mobility business at Uber. And one of the, | guess big ahas for us is as we
move away from the, in some ways simpler world of UberX being the predominant product, which is it
used to be pretty simple. It's kind of like a taxi meter on the driver's side. There's a time and distance rate
that everybody gets, and then on the rider's side it's like, sure, there's some surge pricing based on
supply and demand, but it's one product, it's pretty straightforward. And so this future of multi-modality
and on the both demand side and the supply side is what makes the marketplace even more complex

and challenging to build.
(00:36:00):

And so it was kind of all this around, okay, well now that we have taxis in the platform and we have fleet
providers and we're starting to add Waymos and Cruise and other things, we have to have a marketplace
that's aware of those different types of supply and which one might be available for what trips and how
to think about cost and quality and allocation of trips and all that. And then on the demand side, it's like,
yeah, we've got all these different products like shared rides and reserved rides and comfort and X and
priority, and it's like how do we think about how to price those relative to each other? How do we think
about which one's to show which user? How do you think about the ranking and so forth? And then that

all has feedback loops into the pricing and matching itself as well.
(00:36:45):

So the dynamics of the thing, when | think about the future of marketplace, Uber, is like, whoa. And |
don't think anyone's ever built that. That's the super cool thing about it. | think we have the best logistics
marketplace tech on the planet and we built something that no one else has ever built, relative to digital
marketplaces, for example, just different physical world requirements. And then this next arc of what |
described of thinking about different types of supply and different kind of demand channels just adds
even more complexity to that. But the aha was like, | guess, yeah, we got to think about all that stuff and
think about how the supply and demand relate to each other and yeah, it's going to be cool.

FRZERIE:

i, BIFARE—TEENTH, ERNBERZN—HER—RRFTESSHIEMER Uber Bohl 0%
F (ZF) FREEBARARMSE, XHRMKE, —PMEANEXL (ahamoment) &, HITEERBEIRNIU
UberX nERH. EMEE LEHANMR, LERER: AVismELEEIT2E, STABELR—HIN
EFEBEE,; RERRABETHENDTRN, BERRRE—m, EEEW. MXFFERMA ML ME
A& “Z1RE" (multi-modality) BIERE, ERILHHTEWETEEMERMEGHMIENERR,

(00:36:00):

FRA—IEELSE . AN FE LB THEE. BT EMRENE, HEFKIMA Waymo. Cruise FBEE
R, FNMSTRE —TERMXEARHNEENT T E, RIIFEMEWHHNSEWHHITE, W0
AEERMRA. REMTENREFS. AFRM, HNBEHZE. T, FFEE. UberX. MAREEM~m, &K
M fEIZ EEfZEEMEN? MEREDWNEARRIBNTm? NEEEHRESE? MEXESIRIR
AENMMTRRGEERS,



(00:36:45):

FREL, ZHFEE Uber iRIARKEI[E, BIER: “H.” RTANBABEHNEIXFNRYL, XE2REH
W75, FIANFNRELIKKRFIVIRTTRA, FMWET L AMRDEIRIRE, FINEMNFAHF
w17, FMNEFENYEERER, MR T—TMER—ZERAEERENHNNRERE ;.R:EL—/D\
ZEMEZHNERE. EBRTIELRME: B8, BNV IBREEMEXLERER, BEHFUOAEEXE, X
=iFEE.

[00:37:26] [Lenny Rachitsky]
English:

It's just an infinitely cited marketplace now. That's wild. One last nugget | wanted to just reinforce that
you shared about how to become better at strategy and vision, developing great and interesting and
innovative strategy, and vision is going really deep on a topic. So you've been in the space for a long time.
There's this idea that Paul Graham talks about, | think, called your top idea or something like that, that
when you have... Whatever your top ideas, the more you can just think about that and keep that top of
mind as you go about your day and just have one core focus, the more likely it is you're going to come up
with new interesting ideas because your brain's going to keep working on it when you're driving around
listening to Lenny's podcast. Just kidding, or going on hike.

(00:38:09):

So | think that's a really important point is if you're finding you're not coming up with a great strategy or
vision and just having struggles, part of it might just be you're not spending enough time in that space,
you're not going deep enough in the problem area. One approach is just spend a decade in that space. Is
there anything else just comes up as | say that of just how to do that?

FROCERIR:

MECER T —MEREENTT, KRET. XTFOERASRBNEREN, HBRBUE—THRIEN—IE
= BIERKR. BEAELIMISEANERFTEN —MIREAHITRRNAR. FEXNMEFTRA. RS - 8
EEi8 (Paul Graham) BiREIZ—TIMR, FEM “REVKSIE" (topidea), BIHRE— T ROXKER
B, (MERBEERESMBEE, MEETRFEREEBINRE EASMRAER Lenny HIEE (FIX)
HEDSHY, RBVARSFENEE,

(00:38:09):

FAILFRINARZ— M FEEEN R NRMAIECEAHFNAREESR, BREREL, B2RATERZ
RIERX N URERIBS AR E, MR TURRIEARE R, — G EMBEX NIRRT L +F. XTOAMHEIX
—/R, REEHFAED?

[00:38:26] [John Mark Nickels]
English:

Yeah. Well there's also, that's at the macro level, maybe spending 10 years in a space, but at the micro
level, back to kind of like defrag your day, don't just do the 20, 30 minute meetings on 20 different topics.
Sure, sometimes you do that first and you got to do that. You have a large team like | do, obviously
reviews across teams. I'm not saying | don't do that on some days, but it's like, yeah, what are my top few
things, right? | think, you're right, | think it was Peter [inaudible 00:38:52] or PayPal guys talked about that
too, going really deep and having a person or a leader really responsible for one core, deep thing for the
company, and that's something they immerse themselves in. And in the micro, that to me again



translates to, yeah, | don't have a to-do list of 20 things. | try to have a to-do list of three of the most
important highest leverage things that could have impact broadly across the company and then try this,
like you said, let that one top thing marinate and chew on it.

AR ERIE:

W, BRTZEMEEANTEE—Q, THRMEE, @7 “BEMHER X—=: FERESM 20 MTiERRE
TR 20 Bl 30 DR HA, BIRGIUXEFEY, LHRGHXFEEAEN, FEHITERMITH. &
FRAKFKLED FAXEM, EXBE: HHLSESEMHA? RREXN, RBRKST - FR (Peter Thiel) =
PayPal BEISE A MBS X —R: RN, Lt—TMARASEREEAR QBN —T&0. RENES, H
=HA, ML, INFRIAEH®E: FRE—TES 20 HFNEDER. RABRIE=AREEN. 1T
HRESN. ENEQRFEZEMNE, ARGMRE, IBRFLSAEERTE B MxkEER,

[00:39:22] [Lenny Rachitsky]
English:

I love that. And | recently had a post about all these productivity tricks, and one of the things that | find
really helpful is at the beginning of each day and also at the beginning of each week, just write down,
here's the one to three things that | need to do and get done. And everything else, | might have this really
long list, but here's the three things if | get done, life will be good. I've done a lot. I've accomplished really

great, important things.
R EIE:

HERZXD. HRERT —RBXTEFNERLNNE, HARFEEEEPN—RE: EEXRABNERIHSA
B, STHREETHH 1E 34F. HtTRE— T KKIESR, BNRATHTX=HE, £EMIRE
%, HMBRKTRS T AENAE,

[00:39:42] [John Mark Nickels]
English:

Totally. | tried to do the David Allen GTD thing once, the super complicated organization system. It was
too much structure for me. | couldn't do it. At the end of the day, what you said is right. There's basically
three things that | need to do next, and then there's just some random backlog that | can just scan
through periodically and that's it. That gets you most of the way.

FRCERIR:

FTEER, RELZHIAT - e (David Allen) I GTD (REEM) , MMIBREFRNARRG. WHFK
WEMKET, FMAE. FIRERE, MREN: BEXLMERETRFRZMHN=14F, AR —ErIUEH
HERRENREESS, (MEME. XRAERRAE 28,

[00:40:01] [Lenny Rachitsky]
English:

It's crazy. | read that book 20 years ago at this point, and there's elements that still make things, like |
leverage and benefit from. Even if you don't do the whole thing, that book | recommend people read
because there's just like, if you pick a couple things from there, your life gets better. The things that have
stuck with me, the main one is this waiting for concept of if you're waiting, if you email your designer and



like, "Hey, | need you to review this product,” just note, "Waiting for Dan to review design." And just
having that thread written down and not in your head really helped me.

AR ERIE:

ARET, HEPABELRE 20 FrINET, BEHPREERZRRESNER D, HEMTRITEERS, Hib
EEAMPRERES, AARERAEPNR, MNEERSEF. IREMERPE “FF (waiting
for) MIBER: MRIREZFEAN, LLIMRAIGIHITA T HRER 98, BEESMTEXNTR" , MicT “EF
Dan if&#HIRIt” o IEXMEARE FRMABICEMFE, BHET7THKAIT,

[00:40:36] [John Mark Nickels]
English:

Totally.

FRERIE:

£

i
ol
o

[00:40:36] [Lenny Rachitsky]

English:

Yeah. Anyway, I'm not going to go on that tangent.
R EE:

Bl BZ, BHMIREAEXMER AT T,

[00:40:41] [John Mark Nickels]
English:

Yeah. It's the core concept of like, whatever steps you use. | think the most powerful takeaway from that
book for me was if it's in your head, you're screwed because it's like you're trying to keep track of stuff
and be creative and come up with the future of transportation and remember to pick up something from
the pharmacy. It's a recipe for disaster. This whole idea of empty mind, beginner's mind, well, you have to
empty the mind of all the to-dos first. Just get that out of the head.

FRCERIR:

2. TRMERTATE, ROBMSHME N, BEPHERAEENNELRE: NRFFBEERFE,
AR T . ANMR—OREEERNE, —IRERSEIE. HEREBHRE, BNERFIEEEHEERE,
XEBRENE S, FMEN “ER2Z07 3 07 , MBFFEEREN/FHENES, BEMRFEEH
Fo

[00:41:04] [Lenny Rachitsky]
English:

Absolutely. | think it was mind like water, that's the one that stuck with me, where nothing you need to
remember can be in your head. It needs to be written down somewhere Anyway, let's not go into a whole
productivity podcast here.



AR ERIE:

BIE. FEHZE “0ALEK” (mind like water) , XZILKEIRERN—=: EAMREZICENZHEETLE
BERFE, ¥AGERMMG, 22, BlIHEX) \EREFNLTTRE T,

[00:41:15] [John Mark Nickels]
English:

Perfect.

R EE:

KT o

[00:41:17] [Lenny Rachitsky]
English:

So we talked about vision strategy. So there's classically two problems people have with vision strategy.
One is how do | get better at it? The other is just like, | need to actually get shit done. | can't spend all my
time thinking about vision. You have a really good take on how to find this balance and you've seen it
work well and not well, just vision versus execution. When do | go big vision, how much | spend on vision
versus just get shit done, execute, execute, execute? What could you share about just what you've learned
about how to find that balance and what you've seen work and not work?

FROCERIR:

FAMKE T BRMERE, BEAMNTERABREERNIHR: —BUAEFEEK; —& "REEELSED
p” , HARIEFIENEIEEERER R L. XTUMAREIXMTE, ME—NMREILE, R IIF
KMBIZEG, B “BRvs T o FARMRIZEREZARR, £ZVEAERRLE, FARMRZELET. #
7 17, BRIT? XTWEHREIXMTE, UNRIRPAIILEREBMERBRE, REEDFLEFHAE?

[00:41:48] [John Mark Nickels]
English:

Yeah, | think you can go too far either direction, right? It's like everything in life is about balancing the
polarity between two opposing forces. And so in this one it's like, yeah, you go too hard in division and
theory land, I've seen that go off the axle, early Uber where again, back to the future of pricing, it's like we
have all the data scientists and PhDs locked in a room for two weeks and there's a beautiful whiteboard
diagram. What did it look like? And then it's like, why don't we actually build this thing? And engineers are
like, this is like boiling the ocean. And you just get wrapped around the axle of like, well, that sounds
really good in theory, but | have no idea how to even start executing on this. So that's probably an
example of we tilted a little too far towards the vision theory land.

AR ERIE:

B, WANER—NABEESKIZHBAT, WE? EEFN—IHMETFERMNILAEZEIRE. EX
NEE L, MRFERBSMEICITAEE R, RUIXZIEKRE, LLINRHARY Uber, B2 “EfBIRE
BAImE, HAMEFAENSENZERMBELIXERFEERE, BHTHRENBRE. £RE? HRZ “Biln
TAFEEREEHR" B, TRMIISH: “XEEREFEXRA (boiling the ocean).” RMEMEANE
15 e EIERRE, ERTE2TMEZINAFHERIT. XAERIRITI FHEERIEICTRRIFF.



[00:42:34] [Lenny Rachitsky]
English:
And this was, you're describing the original plan to make a really good surge pricing algorithm?

FRCERIR:
RiEARN BRI TR EM— N EB RS EN AR T RS?

[00:42:39] [John Mark Nickels]
English:

Yeah. This was a plan to try to bring together, say how we do driver pricing, time and distance rates, but
also we do incentives for drivers where it's like if you drive this many hours a week, you get a bonus. And
there's also surge pricing and how to tie all those systems together in a very sophisticated sort of way.
This was back in 2017 or something and it winged a little too hard into theory land.

(00:43:03):

And we still have that bias sometimes. We joke about marketplace, especially when we talk about with
other teams that are trying to integrate in the marketplace, let's say they add fleets or teams with a big
new product. And then marketplace people would be like, "Well, have you thought about this one
random problem that could happen two years from now if teams become this much of demand and blah
blah blah, whatever." And it's just like we do get wrapped around the axle on that sometimes. But yeah,
so the future of pricing is a good example, we winged a little too far into theory land. But you could
probably go too far into execution land too. And I'd say DoorDash in my experience would do that
sometimes where we used to actually even half joke there, some of us leaders would be like, "It's ready,
fire, aim."

(00:43:49):

And it was like, people would be like, "I'm just going to run through a wall. | have no idea if that's the right
wall to run through, but at least | know I'm running through a wall." So yeah, I think it's about balance
and can you adjust. Again, it's dynamic. | think there's times where you're in a soul searching sort of,
"What is our product strategy? We got to pivot." Maybe you're a startup and it's not working and you want
to think about... And then it's like, okay, well pull off the gas a little bit, ease up on the execution and let's
lean into the strategy vision piece. And there's times where the strategy and vision's pretty baked at least
for the next whatever, six months, a year. And it's like, okay, pedal to the metal. Let's just go execute. Let's
getitdone.

rhCERIE:

=, XMHIXERSENEN. NKMERZER, SHVIEMERE ((biNsAF#HZ NV NERE),
UKo EN, BRA—MIEEERNAIEFRERRKARR, R 2017 FLANE, HHXREEILT.
(00:43:03):

BNUEERDEXMEL. EMEETHFAANARE, 53 HEMAMEESEANTIHFEAN (bt
IBEMT ENFIEE T EAF TR, THFENARER: ‘B4, FELEEEIREFUNREPAFTRIXEIX
NKF, AJRESHIENHENIRE? 7 BITRLENSFLBNER. il “ENHRK B—NMREIEL
B F. BIRBETREERITIIRER R, RIBFRMNEK, DoorDash BRI, RITNSEEERF ALK
W “BBR ER, A, BEE (ready, fire, aim)o”

(00:43:49):



ARZGRF: “HURBEFXEE, RANEXRA2ZIENIEE, BEDRIEKRERES" I, &
INAXBETFENAR,. EBHTN. BRMATRIRIZERMNE: “BIVTmEBIEMHA? BRIFER
B I RR—RVEIATE, WENITFE, (REERE, BEBEIZMFMIT, RERT, HRATEEE
Ro MBLIME, HERMERELIFEEHERT (BEVERRFEFH—FR), BPRNZ2 U, EHIT, B5%
PLEo

[00:44:34] [Lenny Rachitsky]
English:

| just went to this Acquired Podcast event at the Chase Center. Zuck was there, and the CEO of Spotify was
there too. And there's two quick anecdotes that you remind me of. One is, Zuck talked about how once
Facebook and Zuck and the team align on here's where we're going, no matter how many walls appear in
front of them, there's going to be a Mark shaped hole in the wall very soon because they're just going to
run through and get things done that they need to get done. And | really love that mentality of once we're
sure where we're going, we're going to bust through these walls.

AR ERIE:

FHNIBNT 7E Chase Center Z21THY Acquired & AN, L7BEMEIEHIL, Spotify B9 CEO tB7E, RiLFHITH
TSR, —2ILRAMKE], —B Facebook. ftas AFEFBNER—, HWET AME, TieEFIHIZ D
i, RRELEMSEI— ‘SRR’ R, BAMISERESE, EROITERNE. RIEESNK
XMOE: —BWRET AME, MIEFXLE,

[00:45:11] [John Mark Nickels]
English:

That's awesome.

FRCERIE:

XET

[00:45:12] [Lenny Rachitsky]
English:

The other is a really interesting value at Spotify. So Daniel Ek shared this. He said, "At Spotify we have this
core value, talk is cheap." And when you hear that you think it's saying talk is not valuable, and it's
actually they look at it as a virtue. Talk is cheap, we can talk and it costs us no money, very little money
compared to building something. So they actually spent a lot of time at Spotify refining their ideas and
discussing until they're really sure something is right. And | guess any reaction to that? Because | thought
that was really interesting.

AR ERIE:

55— 2 Spotify — M EEEBINEN. Daniel Ek 2ZEW: “7F Spotify, MNBE—MONMEMR: SEZE
By (talkis cheap).” HRIFEIXAIER, RAJEEUNERHABLKENE, ELF EMITBEEE—M=E
8. SE=ERMEY, JITATLUNE, XAEHk, NELERENRRARGMAERIR. FFLMIITE Spotify SKER
LRRETRZMETEREMINIE, BEMIBERGEEERN. MULEFARNE? AARZTEIXRE
o



[00:45:41] [John Mark Nickels]
English:

Yeah, | love that. It's almost a different flavor of, | think the base of saying of he's like, I like a crisp dock
and a messy meeting. The whole Amazon thing, if you have the three-page or seven-page narrative, it's
written with the clarity of angels singing from on high, at least describing how the problem statement or
feature or whatever. And so it's super crisp and organized and well articulated. And then you might have a
meeting where you pick it apart and you talk a lot. That's what made me think of that.

AR ERIE:

BH, HERXD. X/LFEBS—MAE, ILFBE—FYE: “REREEXEMEILNZI” MELS
BE—E, MRME—H 3K 7 IHNAEXE, EEREXREERHIE—HEN, EOMART REMFRR
MEE. ERIFEREE. AFREARABMN,. ARMAgRSA—IT %, IBCFEAR, #ITAENITIE, Xit
HBETX—Ro

[00:46:12] [Lenny Rachitsky]
English:

Yeah. Awesome. Okay, couple more things | want to spend some time on. One is you've worked at a lot of
really interesting successful hyper growth companies, DoorDash, Uber, Waymo. You were also in finance
for a while. | want to pick on a few of these and just see what's a lesson you took away or what's an
experience from that time that might be interesting or helpful to people?

FRCERIR:

M. KiET. ¥, REBESNEWN/HE. ——RTREERZIEFEFBERIINESRIEKATITIET,
Eb4n DoorDash. Uber. Waymoo, {Rif7EERAITIRHE —EREYEl, FABPKSLAOENED, BEMRMPRET 4%
i, HEREEEEEHAMAREBEHGEBINEFH?

[00:46:34] [John Mark Nickels]
English:

Sure.

FSCEiE:

AR Lo

[00:46:35] [Lenny Rachitsky]
English:

So you talked about DoorDash a bit. What did you take away from your time at DoorDash? What's
something you saw there that either is like, wow, that's a really cool thing | want to do in the future, or
here's something they weren't amazing at that | learned to try to avoid?

AR ERIE:

fRNIZA 42 2T DoorDash, fR7E DoorDash RYAREREY BB+ AUEIR? REAMEBETHAILLMRER “IF, XX
BETY, RUUGHEAXAM” , REEHAMNEEABI. ILHIRFSEERNER?



[00:46:47] [John Mark Nickels]
English:

Yeah, yeah, it's really amazing to get to see different places and pick the best of what you like. And also
the other thing is back to like, for me, there's no right or wrong, it's just differences have pros and cons.
There's always two sides of the coin. So what's interesting | think about Uber and DoorDash is first back
to the mission and the strategy. They started with different DNA, right? So Uber started with it was to
utilize blocked cars at the airport that were not doing trips, but it was more about the riders. It was like
whatever origin story you believe, Travis and whoever can get a ride in Paris. And so then it was about
better than taxi and all this stuff, but it was very rider centric. It was consumer centric in that sense.

(00:47:31):

And so for a long time, | think Uber kind of took that too far. We got to the polarity of drivers are a
commodity, blah, blah, blah, and they had to flip that back and start really investing more on the driver's
side of the marketplace. But you look at DoorDash and it's like, Tony grew up in his parents' restaurant
kitchen and the DoorDash thesis was how can we help small businesses be more successful? And delivery
was just the first instantiation of that sort of meta purpose of DoorDash. And so they're much more
merchant centric as opposed to consumer centric. And by the way, the consumer centricism of Uber that
started with rides than translated to Eats. | think when Uber started with Eats, it was like, "Well, we just
want Lenny to have some great Thai food and sushi and have some options. But selection is a means to
Lenny having a great eater experience." Whereas DoorDash with their merchant focus is like, "We want
every Thai restaurant in this city to be successful and be on DoorDash."

(00:48:24):

So their motivation for selection is, "We want all of the merchants to thrive and survive." So that happens
to give you better selection as a result. But the motivation was very different. So the analogy | use is Uber
is to Amazon as DoorDash is to Shopify, if that makes sense. Amazon has always been more consumer
focused, Shopify is obviously very merchant focused.

AR ERIE:

2, BREIFRMAHIEMRERNLRENRE, Fib—r2, NERILELNHINE, RABERS
BitE, NEHMEMEE. FK L8 Uber 1 DoorDash Bl /5 & REF EH M. EINNEERRR,
Uber MY REF BHZALERENER, BEEZEXTREN. TIRIFMBEM MREEERSEE, %R
Travis I TEBRITAEZE, FRUENBRE “LEHBEEE” , FELERFNFL, UMEBLUEEE NS

ICho
(00:47:31):

ERK—EMEE, FHIAK Uber iBX—mfiEERELT.. HRITEATS—MRIE, IAREINRE “‘BR
ERABRAERE, FRETZNANIRENES, BfRE DoorDash, BIiEA Tony BERXBNEIERREE
K KB, DoorDash BiE=E: FHANIMNEIEENNEWTREMIN? J8E2RZ DoorDash X—tBIrHNE—TA
&AM, FALMEMIIELBERAFL, MARLUEREAFD. IER—T, Uber LUBZEENHLINEIMITE
ELE T ML (Eats). FABY Uber FFUAM Eats BY, AR “FA1RAiL Lenny BEIZEI =M RE XM FH
7, BEZRE, FEERLL Lenny RERFHERRLNFER,” M DoorDash B3 FEXR, EE: “®Hi%E
EX MR TSR EER B EEMIIFH N DoorDash,”

(00:48:24):

FRIAITEREEENNNRE “FEMERARBMBEENLE" . XELER LOHATIREFHERE, BaiIE
EAE. FHAMELLZE: Uber 2 FIDi#, #& DoorDash ZF Shopify, OB —EHEXIEEE, M
Shopify BFAFFRE X FERo



[00:48:46] [Lenny Rachitsky]
English:

Interesting.

FRCERIR:

RE®E,

[00:48:46] [John Mark Nickels]
English:

And by the way, either of those, again, there's no right or wrong, is a fine strategy. They're both great
companies. And | actually don't know if you could do both. Is it possible to be Amazon and Shopify? To
really focus on consumers and build all the merchant restaurant tech? And maybe with enough resources
and time, but that would lose focus. So it's like there's a trade-off there. Yeah.

FRCERIR:

IREHR—T, XMAREELBENE, BIRRIFVHEEE. ENBERHERNAE. REXFAESTERE R
. BRAEFERIITSHNE Shopify? BEREIEXEHTEE, XMEFMBNBRETEAR? UIFEEBHRR
BT A] LUME], BARRREER. FMUXEREENE,

[00:49:08] [Lenny Rachitsky]
English:

Yeah. Like at Airbnb, there was always this, "Should we optimize for hosts? Should we optimize for
guests?" And there's always this like, "This time, guests are most important. Right now hosts are more..."
Make these trade-off decisions in the marketplace. So it's interesting that at Uber, your insight there is
Uber is always very rider focused, and DoorDash from its DNA was very merchant focused. You also talk
about at DoorDash, there's this mentality of just going before figuring out where to go. Is there anything
more there that might be helpful, either as a cautionary tale or as a lesson?

AR ERIE:

BB FUKTE Airbnb, SRBEXENFIL: “BMINZNERRL, ERANEEMNL? " SAEXMRE:
‘RENEEEREE, WEEKRE " EHHTEPEXENRERR, FIURER, R Uber IIAERE
—HIiFEXEHE, M DoorDash NERE ELFMIFEXREBR. {RiLHEE| DoorDash B— “ERBREMILZ
BIEHR” B0, XTFRX—R, BB ARTUENETHEIINERG?

[00:49:37] [John Mark Nickels]
English:

Yeah, | think it's a balance. It's back to | don't want to deliberate and pontificate for weeks on end about
which door | should run through. And | don't want to go to the other extreme and just spend 30 seconds
thinking about what to do and just go, go, go. So it's finding that kind of happy medium. If | had to pick
one, I'd rather bias towards running through a wall than not doing anything, because you still get
learnings from that and you either make progress or you don't, and that gives you feedback and you can
run through another wall as a result. So | think the biggest failure case is probably erring on the other side
of deliberating too long without action.



AR ERIE:

B, FANXZ—TE. BERIRA R, RAEEF/LAREBEMNM=RZrHEER], BRBREE
m5E—Mkin, R7E30 WEEME B AE. FIUEREIRERT, MRERE—, RTREDT “E5 m
REREFREA, RAMRMARMKTES, TLEEEREHE, CEHILIRREG, NMLHEEERET—HEE. i
UBIAARANANEIEERS—HE: ZERAATMRBEITH.

[00:50:15] [Lenny Rachitsky]
English:

What about Waymo? What's something that you took away from that experience as a thing that you want

to do more of or something you want to try to avoid?
R EIE:
A Waymo We? {RMBREREZRHFE T HA? BHARIRUGRESMEY, NEBREEEHT?

[00:50:22] [John Mark Nickels]
English:

Waymo is, you've probably seen people in San Francisco, they're quite prolific now in terms of they're all
over San Francisco and you see them all the time. And I'm not sure, | can't remember the last time | saw
one towed, | don't want to say that they've solved self-driving, but they are obviously driving at scale with
very minimal, at least real world intervention. You can't tell by looking at the cars how many humans
behind the scenes might be helping provide guidance of the car or whatever. But yeah, | would say what's
really interesting about Waymo is they've largely solved the self-driving piece, however they've done that,
and in a complex environment like San Francisco, and you see them driving in fog and rain and puddles,
and it's like, wow, that's pretty cool.

(00:51:07):

But | think what Waymo was learning, and | was trying help them learn is that building a self-driving car
on a test track is a very different problem statement than scaling a fleet of thousands of cars. And how do
you operate them, clean them, charge them, maintain them, and then how do you build the ride share
network? It's like, okay, well we got to build an app and we got to acquire users and do classic growth
stuff and think about that marketplace and matching and pricing and those are very different skills. And

so it's like a warning that those are different things.
(00:51:41):

And trying to hire for that and build culture around that was hard, honestly. It's just like you're kind of a
different thing than the host organism. Most of the host organism is just obsessed with perception and
planning and all the core autonomy pieces and you're like, the commercialization people there, "Well,
now we've going to make money with this thing." That's why | think that's an example where your overall
vision would say Waymo is to build Waymo One. Just be mindful that it's more than just one. There's
multiple pillars of that. There's the self-driving piece, there's getting a lot of cars at scale, financing them,

operating the fleet, getting the demand, filling the cars with people, and then it has to all come together.
R EIE:

Waymo W, fREJgEfEIHZWAE, EfJRAEFESE, FILERE. HFEFLRAICIRIEER T AR R
To HABGRMINELYERERT BehEY, EMIMNEABSEEHTANMRETE, BMKERHFIEE D



MEFEIMEERNEREE S OAERMESIS. EFEN, Waymo HEIEBBEAMAET, MITRAREEL
BRTBMERNEARSD, MARERSZUXFERNNIEH, EEXR. WRAMFUKBREITHR, XEHNR
B

(00:51:07):

BFINA Waymo [EFEFS] (HBESHEMINFES) NE: EUHBEELFS—MENERSE, 5EE—
MIBRTRENENZREFRANEE, RIEEE. FE. BB HPEN? ARMNAHNENLIZERN
2?7 (REEFR App. RIAF. MEHMERKTF, BEDHRENEN, XLEHIIFEREBIREE. FrL
XE—MRE: XEETENER.

(00:51:41):

ELW, MLHTHEEHRIXECRREERN. MREEFEARPHN—1FE BENRKSHARMR TR
. MIFFAEZOBHBRRAR, MIREAFWEAMNNAZESR: 9B, RERNBEXRE) Llﬁ‘%i?o”
EMBNFATINAXZ—0IF: RRBARRRAIEZREIL Waymo One, EETIREIXFINE—TR, €
BE M %iE. SEEHERRA. AMERIER. BE. EAEE. REFER. LEEXHA, Fﬁﬁ ‘t=

NEEHE—IL.

[00:52:31] [Lenny Rachitsky]
English:

Right. Yeah. It's so interesting that your title is Lead Product for Commercialization of Autonomous Ride
Hailing at Waymo, and now it's come full circle where at Uber, that's going to be in a sense the way that
people call Waymo. And so it's so interesting that you've seen both sides of this.

FRSCERIE:
. RBEER, {R7E Waymo Mk BB RNAZER I~ RHAFRA, MMEE Uber, XEEMEN EX
B2 TERS, EAAlIS@ET Uber I Waymo, fRILET XM, XAGBT

[00:52:50] [John Mark Nickels]
English:

Yeah. Well, we'll see what happens. | think Uber, it got out of the autonomy business when it divested
Autonomous Technologies Group or Advanced Technologies Group. And right now our stated strategy is
to be an aggregator. So it's like, we are partnering with Waymo, with Cruise, Motional, others in China, et
cetera. And then the idea is to have every vehicle on the platform really, right? Autonomous or not. And
then use the power of the platform, we have this big demand base, we have a lot of riders.

(00:53:22):

And so | think what you're seeing is, Waymo and Cruise and others are like, "Okay, now that we've
developed autonomy, what's the path to profitability for us?" And so they can go it alone and try to build
a ride-share network. And Waymo is doing that with Waymo One, but it turns out it takes a while. It's
funny, | feel like engineers too are always skeptical of why other people's engineering problems take so
much work. There'd be engineers at Waymo would be like, "Why does Uber have so many thousands of
engineers? How hard can it be to build a ride-share app?"

(00:53:59):

But when you look at what made Uber successful, what we've been perfecting for the last decade, A, the
marketplace tech that | alluded to earlier, but also how we manage a large rider base and doing rider



support and driver support and logistics and all of the helping finance electric vehicles and working with
regulators and cities and making sure we have safe and accessible pickup points and on and on and on.
And those are all the depth of the iceberg that you don't really realize or think of when you're like, "Oh, |
can just build a ride-share app." Right? Tesla publishes their sigma design and some earnings report and
everyone goes crazy like, "Wow, okay, well | don't want to bet against Elon because that sounds scary,"
but there is more to it than just the app and the autonomy.

(00:54:46):

So yeah, | think these companies will have an interesting question. Do they go alone, build their own ride-
share network to capture all the value, or do they say, "Well, | could just work with Uber and have a faster
path to high utilization of the vehicles," which unlocks financing and more vehicles and that gets them to
scale faster? And so if you look at the landscape right now, it's a bit of both, right? Waymo is obviously
working with Uber in Phoenix and we just announced Cruise will come back to some city next year | think,
but Waymo is also still building their own thing, so they're kind of hedging their bets at the moment.

FRCERIR:

2R, HELURE, Uber EXE ATG (BshBREILEY) FIRE T BohSRMALS. BaiiRmHNLARKE
—1 “REZ]” o 15 Waymo. Cruise. Motional URHFENEMATEIE. KINEEZILTEAE
B—ER, TRREEEHEY. ARHATENAE —RNAERANEREMAAEMFEE,

(00:53:22):

FRUMREZIBNE, Waymo. Cruise FRE)EA: “BAHNBLEA LN T BHBERERAR, RINEMNBRERIM
A7 7 TR AT, 2RI B SHINAERNLS, Waymo [EFE#@ET Waymo One XA#{#, (B SIERAX
FERRKME, AR, REFIRIMIZZ2FRATANANIRIEFTEXAZITEE, Waymo BTi2)M
AlgERAE:  “Nft4A Uber BT ERRIREM? M—MWYZ%E App BEESX? 7

(00:53:59):

BZ{REL Uber BRIIMIRE, UNRENIETFE-—BHETENFRA: F—, HZARIIVTHFERA; B
=, BNNAERRANFRE. REFKFNENZE. MREE. BHEDSERE. SREVNMNETS
. BRL2ERMEEREFS, XERBRUZTHED, HMREE B, RIAEHM—INIZE App” B,
RIRATIRAF R L, FHHIAH 7T AMNBNITAMER, ARMRIET: B, §8, ZA8MRER, BN
BITERRAIE.” BFR7T App MIBHEEKRAKR, EERSHMAKN,

(00:54:46):

FREL, XEATEIG—MNEBREE: BRITIR}. BUECHNELIRBEENE, E2H “KEIS Uber
BF, BERMIESERFAXR" , NMRRANESER, KMERIIEY K? MRFBNENRE, &
EH#RB, Waymo BAERES Uber 51, F(TEE Cruise BBEREIIIFE M, {8 Waymo REIRHBIL7E
WEBCSHER, FRUMINBRIRERK T,

[00:55:18] [Lenny Rachitsky]
English:

| want to take us to a recurring segment on the podcast that | call Contrarian Corner. | feel like you're
going to have a good answer here. What's something that you believe that most other people don't

believe?
Fh>CERIE:

HERARHEANBEN—MEETT, EMfZzH “RERHE" (Contrarian Corner), HRBREXESEND
REFNER. BEHARIMTEE, BEXZHABAEEHNES?



[00:55:32] [John Mark Nickels]
English:

One is back to being aware of your internal state and allowing emotions and thoughts is... Emotions in
the workplace, a lot of people have the thing of like, "Well, there's no need for emotion in the workplace.
We're going to be logical. We're going to be data-driven. Keep your feelings at home. Just show up and
presentation J.M. Mode." And | guess in my experience, there's this thing around whole body intelligence
and whole body, yes, which is yes, there is signal from the head and logic and data and left brain
reasoning are amazing and it could be great, but there's also heart and gut. And to me, what is an
emotion? It's just energy moving on the body. Often it's correlated with a thought too as well. | might
have a thought that creates fear and so forth.

(00:56:23):

But to me there's wisdom in emotion and I can start to access noticing them more. Like where do | feel
sadness in the body? | notice | feel fear in the kind of center of my chest, and then sadness is like a sinking
feeling in my stomach. And | notice when I'm angry, my jaw gets tight and my eyes furrow a little bit. And
so those are common ones, but you may have your own little signatures of you pick up where is joy,
where is creative energy? Where is fear or sadness, anger? And then noticing those in a meeting or in a
conversation or review. And actually if you're willing, even just voice it to other people, that's like the next
step. But start with just acknowledging it to yourself.

(00:57:02):

And so for me, the wisdom of emotions is fear is something wants to be paid attention to. There can be
the saber-toothed tiger is not really Dara disapproving of me, whatever. | shouldn't be afraid of that. But
there are times where fear is applicable. There might be fear around, let's say back at Waymo, you want
to be really intentional about safety and you want to be super... That's one of the things | love about
Waymo is they're very committed to having a super strong safety record. And so there might be fear
around did we really consider all the edge cases of what might happen if a dog runs in the street or a ball
or child or whatever, and you might see wow, fear. It's great. The wisdom of that is something wants to be
paid attention to and listened to. Okay, great.

(00:57:46):

Sadness for me is something wants to be let go of. There's a mourning, there's a letting go of I had an idea
or vision for the future that will no longer be because whatever, something happened, other people don't
want to do it, this or that. But it could be a vision of a relationship, it could be a vision of what you

thought your life would look like, whatever. We all go through those sorts of things.
(00:58:07):

And there might be micro-moments of sadness of like, wow, that feature didn't work. It's like | really
wanted it to be successful. | just let go of that, welcome the sadness. Anger to me is something is not of
service to me or my people or my mission or whatever I'm up to. And so again, that can be a great signal
to like, okay, | pay attention to that. | want to change something. And then joy is something that wants to
be celebrated. We had a great win. We nailed the OKR, we had a great product launch. A lot of times we
spend too much time moving back into the next, okay, let's set another goal. It's like, it's okay to stop and
celebrate.

(00:58:45):

And then creative energy is something wants to be born into the world. It's like it's almost like I'm going
to birth an idea or a vision or some new product thing and then just tuning into that. So yeah, | would say



welcome emotions, maybe even talk about them, god forbid, in the workplace. Imagine that instead of
having a OKR review where you're behind target and everyone's blaming other people, and you could tell
when it's kind of fearful, if someone was just like, "Wow, | noticed that | just feel fear around this."
Everyone was like, "Wow, | feel fear too." That would just totally change the tone of the conversation.

FRCERIR:

— P REFMATERESHER, HAFBENIKEE. XTRIPNIEE, BRZAAA: “RHFFER
%, BRITEWSE, BHUERD, BFNRIEEERE, LUNM®AR BRERX 7 BERNERG, 5—
RN “25%8E” (whole body intelligence) . B8, KkRHES. ZiE. BN LRIEEIERE, B
BORMEN, WHRER, BERTA? ERREFRERDINEZ, CBEEHEILMEX, thin—N&k=
F TR,

(00:56:23):

MK, BFEPRSEEE, HAUFTFHRESMERRTEN]. i, FESFEPIEABRREEMR? HE
BEREROPORZEDE, MEGNUEEEEN—MTARE. SFHESH, KO TEIEE, BEAIHEM
Fig, XLEEENH, BB ECHREL. ZREMEEEN, WERLES? MEZRVE. KA

2?2 ARERN. MEFTHEPEIRIXL, NRMER, EEFTURNARKIER, BET—F, BEME
B 2&IAFF 1B
(00:57:02):

MERW, BENESET: DESKREEGEFEWNXT. B Dara IR INATHAZEER “SIAR" , &
FizALER, EFLHERAEREHAM, LLINE Waymo, 4T LLIERIEE, HER Waymo —=Z
BN FRFRGEN R 2IER. FIUARSARME: “HNENZERTRERSENG? NRELBEE—R
. —PMRF—TEFEERF? 7 XMRIERHAR, ENEEETREMALESFER NI,

(00:57:46):

JEEKG, BORKEEGEFTERNT. XE—MRIE, RTFTHRBEXNRRKNEMUEZHESR, BAEFE
AREEI T (BRRANERETHA, EERIAFREM) . XaJgER— T RTFXRXEZNRS, HBMRIEZFNIR
., HNFEHXL,

(00:58:07):

el RSB/ NAEAEZI, tban:  “IE, BIINEEREN, RENERHFEEH.” MR TE, BAXMIE
B, BIRMERAEKEEGSHE. RNENAXENFEREEER. XINE—NMES: BREERNT—LH
1B, MENMERZEWEANN. FENMNEETEAMKF], THRT OKR, FRmAHEMN. RBZEERITERZEE
BHIENKET—1 B FFRER— T2 U,

(00:58:45):

SIEMHRENREMAABERERMR L. mEREBERZET—IME —TREH—THTm, ARERR
Bo FILL, R, NBRHE, EEERGFIKLEN] (KW, BR—T). BR—T, SEA—NMEEE.
AKEMEER. THSEN OKRITFHESE, MRBAR: I, WIBIRNXHEFRIDE” ARAKIR:
iE, FWRERE” XRTEEMNIENEE,

[00:59:20] [Lenny Rachitsky]
English:

The advice here is bring your emotions into work. Don't let emotions... What most people believe is leave
your emotions at home, don't bring your emotions into the workplace, and what you've found is they
actually can make you more effective and make your teams more effective. And you even talked about it



helps you make decisions in a more intelligent way because your gut and lizard brain almost tells you
things that you should pay attention to.

AR ERIE:

XENBINEIBBEETE LR, AZSBANEERIEBEEERE, FEHHRY, MIRAIMBALF LEL
RARBEIAE AR, MEERIICEFEMUETENSIMRER, BAMRNERMRIEARS SIFIREIZ
AR 4o

[00:59:46] [John Mark Nickels]
English:

Totally.

FEiE:

TR,

[00:59:47] [Lenny Rachitsky]
English:

| love that. Okay, so I'm going to close with a question that is rooted in something that you shared with
me when we were chatting about this podcast that | think is going to be helpful to a lot of people. What
have you found to be keys to a successful, impactful, rich, fun life?

FRCERIR:

HERX Do i, HBU—NRELER, XNEFETHRNIXMEZRRDZLZOAR, HRAEFINRS
AB=EEY. MANBEMRDY. BN, FEAFENEENXBRAA?

[01:00:05] [John Mark Nickels]
English:

It's a great question, and | think lots of people have different prescriptions for that, and | don't claim to
have the one truth around that, but the first thing | would say as a meta observation is | spend a lot of
time thinking about objective functions. We design algorithms to do matching and pricing and think
about short-term effects and long-term effects. And so | really am ingrained in this idea of we have an
objective function for our life. And then the problem is that a lot of us aren't conscious of it. It's just like
an implied OF that you inherited values from your church or community or what your parents valued or
what you learned to be good at, and | do this for work and blah, blah, blah, and I'm just kind of bobbing
along.

(01:00:49):

That's why | love Ray Dalio's principle thing where it's like, Hey, write down your values and your
principles and get clear on what they are. Or Clayton Christensen wrote a great book that he's less known
for, he's obviously known for Innovator's Dilemma, but he wrote a book called How Will You Measure Your
Life? And he was trying to answer this question of, he teaches whatever, MBA students at Harvard, and
he's like, "Wow, all these executives are super successful. They're like Fortune 500 execs. They're most
super successful, but they're all divorced and their kids hate them and their personal lives are a mess.
What's happening?" And so one of the key insights he comes to is like, it's Sunday night and you have the



choice of playing with your daughter, or you're reading a book or playing a game, and you have a
presentation to Dara on Monday. And he's like, "Well, | could make those slides a little bit better and |
could go practice or knock out some emails," or whatever it is you want to do.

(01:01:49):

And so what he basically found was the type A exec, successful people are very short-term OF driven.
They're like, "Well, presentation's tomorrow, and that can either go great or okay based on Sunday
night." Whereas like, "My daughter will be here, I'll play with her next week." And the problem is that he's
getting in this cycle where it's like, okay, you start working every Sunday night and then years and years
go by and suddenly you don't have a relationship with your daughter who's now a teenager.

(01:02:16):

But | think we're just not conscious of that. So to me, the first piece of advice would be get clear on your
objective function. And one way that I've gotten clear on it is trying to think about it from future me.
Because five years from now, I'm not going to give a shit if | made the presentation slightly better, but I'm
going to care a lot about what kind of relationship | have with my daughters. And that means that the
next action, the next thing | do today and tomorrow, those will translate into the relationship with her.
And I think a lot of us aren't just tuned into that.

(01:02:49):

| love the stoic stuff, being mindful of death, Seneca, Marcus Aurelius, all those great ones. Not to be
morbid, but just again, most of us just aren't really tuned into an awareness that our lives will come to an
end. And we try to avoid that and we try to pretend like we're going to live forever and just not think
about it. And the horror of it is that we succeed. We mostly manage to just go live our life and eat ice
cream and go to work and go on vacation and do what we do. And that can lead us to doing things that
ultimately don't matter in the long run, and focusing on the wrong things.

(01:03:28):

And so to me, it's like an awareness and mindfulness that our lives will come to an end punctuates reality
in a way that requires me to rethink my priorities, stop wasting time on things that don't matter with
people who matter. This relationship, this journey, it will come to an end. I'm actually tearing up and
feeling tingly just saying that. It's like even right now, come back to it. How am | going to spend my
afternoon? Am | going to hug my daughters? Am | going to spend time with them after work or am | going
to do email all night? What would | wish | had done when I'm in my last breath?

FROCERIR:

XE—NMEEENRE. HERZALEARENLS, BHAEMBAER—EE, BEN—MHTME (meta
observation), HEHNE—RE: HRETRZHEEIZEZ “BinEKE” (objective function), FHITEITEE#H
TREEFIEN, ZREIMMKBAMLY, BRERINNEFEE—IERE. HBEETF, RMPHEFZ AL
HERIR, ERE—TRENEMEE, MMBR. HEKIRXSEWELHAT NEW, HEMFITERKMTA,
AENT TEMMXLESE, MRER.

(01:00:49):

XIEATABKENRG - IBFIRX (Ray Dalio) By (EM): B TFEMNEMMEN, mERENRMH4. =X
W - REHERA (Clayton Christensen) 5 —AARKEZERENH (bl (BIFENSIR) E2), I (R
BB EMRIAL? ) (How Will You Measure Your Life?), fidEEIZ—Na@: MEREHE MBA F4,
fRI: “IE, MEXLSEWMBLEEYI, VE 500 BNEE. BMIIEMEET, ZFITRMN], MAEE—
A, KETHA? 7 EHN—MOER: LA L, RAYLLERRER) . BRI, A
—{RE[ Dara UET. FeM: “BWAILUBLITHRMEEE—=, E453—T, HELELERE”



(01:01:49):

R, BEABARNSE. WAL, EEREHETRBVER, ®ERF: “BrmEREX, AR
EMEHEREERHBERTRE.” M "W ILEEEM/L, ZTABRKM . REET, tEANTXMEF:
S AR LEEFRIE, FE—F, RARMGLKNECHELRFNZI/ LEREXRT.

(01:02:16):

FIANNBANNRZBRETIRERX—Ro FRUNERN, F—TENE: BERIRHNBEIRRS. REBFCH—17
ARHEMN RENEK NAEERZE, BNEFRE, FRAFSEFIFNERIXREESHMEERET —
=, BERZFEEERMNUUNNXR. XERERSRMAXRKEHNE—MTE), MIBUASHBIXR.
HBRRNEZAHLRERRIX—R.

(01:02:49):

HERFZEFIRBARA, LLMEMET, ERF. D7 - RHPF, FEBEHEANIER. FREXRIEX
HR, BERRZ, HMNASBAHLKBEERRIEGERLER. HildEkEE, REACIKESRE, RE
FEE. MAMERRZE, HATA “BIh” HMEIT . HMNASHERRZEIEF. AHK, LI EfR. X
ZEBENEMBEMKTHREREFEENFR, XFHRNVAKRA,

(01:03:28):

MEFKY, DIREEMRELRN, XIU—TERENHNAARENSE, BEREHHEMM LR, FLEEFRE
EMERLRENE, BERBALAEENA. XEXR. XERIRE, XBFER, RXEENTELERAET,
RBE—PEHEE, AT, BEET: RTFEEAL? REEZMERNZIU, THEREMI, E2E8GE
BRfF? HIIRLRY, REREB LT HA?

[01:04:18] [Lenny Rachitsky]
English:

There's a quote that | heard once that really stuck with me that I think is going to hit a lot of people really
hard, which is that the only people that will remember you working late every night is your kids.

AR ERIE:

HIFS—a3E, ERINRIFERZ, REXFULRZANRZME: B—SEMESXRB_EMMIRBROIA, 2
REVEF-

[01:04:32] [John Mark Nickels]
English:

Wow. Yeah.

FSCEiE:

I, 2%

[01:04:34] [Lenny Rachitsky]
English:

Yeah. An important reminder. J.M., we've covered a lot of stuff. Is there anything else that you think might

be helpful for people that you want to leave listeners with? Or we're going to have a lightning round



coming up, but before we get that, we ended on a really powerful, impactful note. Is there anything else

along these lines that you think might be helpful for people that you want to leave them with?
R EIE:

20, T EEMRE. JM., EMITRZAT. EERANNBRETZE, EEFAMEENAREE.
BBLITRNG? HNNAERE-TFEENE. BAENHNER L, BEXNER, EEFABRIEN
ng?

[01:05:01] [John Mark Nickels]
English:

The one thing I'd encourage folks to do out of all of these we talked about is to see if you'd be willing to
commit to breaking out of victim consciousness and mentality. And it's not to say there aren't victims in
the world, there are real injustices and things happening, but most of us, I've experienced, | often can fall
into the trap of living my life at the effect of, right? I'm at the effect of other people and what they do. I'm
at the effect of circumstances like COVID or Trump or whatever. I'm at the effect of the conditions and
circumstances of life, and | feel like life is happening to me.

(01:05:39):

And so to me, the most empowering and radical transformation that I've been able to cultivate and
develop is shifting from that to a state of I | am willing to take responsibility for how | see the world. And |
may not be able to change the weather or the election or all that, but | can change how I'm being in
relationship to it and choose to see it as a growth opportunity, as learning, how am | co-creating it, even
things that | play a small part in, injustice in the world, how am | perpetuating that and being willing to
see the world as I'm the painter of my existence?

(01:06:11):

| think Viktor Frankl's Man's Search for Meaning is probably the best example of that. He's in a super
oppressive situation that is very horrific and tragic, and the way he described his relationship with the
people in the camp and the guards, and he given he gave a talk after he was free, the amount of
compassion and empathy he had for his oppressors was just amazing. So I'm like, well, if he can do that in
the face of those conditions, | can show up differently in a product review or in a conversation with my
partner or meeting or whatever it is.

FR3ZERIE:

EFRAEXEITIEH, RERBEMARBN—4EE: FEEREEREFAEER “REERR” 0T, XHAR
BRtR EREREE, BEFEARQEMER, BERNERHR, BIAKSBRALBEEHE—MEH, BEE
£ “HnhZEm” BREH, XIE? WZINATHEM, FHZ COVID HBUEBBFFRNRM, BZEESR
HHEm, BRFEEE “RETERS L™ B,

(01:05:39):

JTERW, HATEEIEFENREAR. RTENELE, MEMBHREETH: BEEABRNAEFHRASR,
KA AT R ES, BERAUNTHRSXLEEYNXR, EEREMNRKNNE. 2I800V=. B
ZHEENAS5HFELEXEFEEN? BMEERRS5HN—/NE57, thittR ENARR, BRI EHFEEFE
1? HERRBHUREE: BEREENET,

(01:06:11):

BINRERZ - 35=5/R (Viktor Frankl) By CEHAERBIENXD (Man's Search for Meaning) E&4FHIFI
Fo MAFREEMD, BHMARISHNIEH, BEMHEBERECSEPEENANTENXR, URMREGHE



#, i EEEXRMENEBNEFEEELSAIRN,. F8, MRMEBMFHETEHERME, BARE~RT
EE\ 51:':'“35’]1)41%:2 -LMI:FI m ﬁ LJ\Z_HE’JQM_.\H:IIE)L:O

[01:06:46] [Lenny Rachitsky]
English:

Yeah, | think just that skill alone is such a powerful unlock for a lot of people instead of, here's all the
things that | don't have and here's all the things that are setting you back and all the things that are hard
for me versus other people. Shifting to, | need to take responsibility for my own success and no one else
will. And just taking agency is a really powerful thing. It's easier said than done. There's a lot of hardships.
People have a lot of things that they don't have that other people have that are hurting their career and
hurting their ability to be successful, but still, the more you can take responsibility and have agency and
the less you have this victim mentality, | 1,000% agree, there's so much power there. So that's an
awesome lesson to end on. With that, we've reached our very exciting lightning round jam. Are you
ready?

FRZERIE:

B, WANERZX—TURENREAREME—TRBANFR. FHER “TREMA" . “B4AEEAR
H . AFARKHIAER" , MEXKRE “REENBCHAINNAE, RAZEBERAR ?mﬁii)”uﬁénbli
(agency) B—HIFEBANER. XRERBSZMEERYE, BILERSEHE, AMIBIERREZARQ

LR (A E I RVER L EEF B INRYEE S, (ERM@EANLL, (REEEABRME. WEEIMEMYE, BIBER %%lu
&, FFL1000% MEE, HPESEEANNE, XB—NMRENEE. WA, HMENTERLANENNA
BRI TS, SR TI3?

[01:07:34] [John Mark Nickels]
English:

I'm ready. Let's do it.

R EiE:

HEEF T FHIAE,

[01:07:35] [Lenny Rachitsky]

English:

Okay. First question, what are two or three books that you've recommended most to other people?
R EE:

o BN, MENIABRERSHNR=ABEMFA?

[01:07:41] [John Mark Nickels]
English:

In the realm of the soft skills and conscious leadership, the best one is the 15 Commitments of Conscious
Leadership by Diana Chapman and Jim Dethmer. And those were my early coaches and teachers almost
10 years ago, and Diana is still my coach. So | think that's a fantastic book that we'll go into more detail



about some of the things we talked about around fear and threat versus trust and drawing a triangle and
all that great stuff. That'd be one that I'd definitely recommend first. Another one more in the content
world is I think you had Nancy Duarte on your podcast one point.

(01:08:17):

| love her book Resonate. | know she has some other ones too, on slide design and stuff. But what was so
cool about that, | gave it to PMs all the time when I'm trying to help them develop their communication,
storytelling, and presentation skills. And she goes through those TED talks and Martin Luther King, | have
a dream, and going to the Moon, and basically make the spark line against it to understand this concept
of resonance with the audience. It's actually a great skill for, back to vision and north-starring, she said
what all these things do is they alternate tension between the world as it is and the world as it might be.
And it's like, here's that beautiful future of transportation, San Francisco, blah, blah, blah, but here's why
it sucks today, all these problems and this and that, but here's how it could look in a few years.

(01:09:05):

And then you're creating that tension and the audience at the end is like sweaty palms and like, "l want to
help build that future." What do you need? You need money, you need time, resources, join your
company. Great. So anyway, Resonate, Nancy Duarte, great book. Those would be some of the top two
that | recommend. There's not one specific book, but | really love Alan Watts' books if you're into... He
was one of the first people to articulate and kind of import Buddhism and that sort of Eastern thinking
into the West, and he just has a very satirical, comical sort of not taking myself too seriously style and just
like the way he explains a lot of those concepts. So that'd be another one.

AR ERIE:

FEUREEMBINME LT, RIFH—Z2Z Diana Chapman 1 Jim Dethmer B#Y (EiDMF /789 15 PNAGE)

(The 15 Commitments of Conscious Leadership) . fifi1@1R 10 FaiFHNERAHLMEIT, Diana IENR
KB, XB—AREFNS, FANABTHIMRBNDESE vs EF. B=RAEEBREAS. XEHEE
H—a&, S—ABREAATCIEGIR, HBIRZATEE Nancy Duarte L%,

(01:08:17):

HAEEEWMAIH (H8) (Resonate), HABMEEXRFLTHIRITZEN B, EXEBKET, HHiLE
B PM 2AVDE. HRETETRKEN, RERIEXABAEMIT. oY TED &EiH. BT - BE - 289
(RE—Z8). BRI, HEHT “AEL” (sparkline) RIBFSMAHBHES, ERESMIRE
fatn, MR XEAARNEHRABNME: £ DTSSR M EEMRT ZERBERIEK. bl XEXR
KZBRIRGFR R, B, FF; EXZAMTAIVREELR, BXAZRE; MXE/LFERCHEHEF.”

(01:09:05):

fREVET BRMIKS, MAKEZFOET, O “BTESS5ERIIRK" FEEMA? . BiE. FR,
ERMANRHAE]? &A@, 22, Nancy Duarte By (HI5) B—74FH. XBRFMEEFNFME. Hi, R
RS, FIAFEEIR Alan Watts B35, thRERFFHBM AL BBSINALHAZ—, BEIXEIEE N,
HER, TEECAYOE, MERERERSHARE

[01:09:47] [Lenny Rachitsky]

English:

He also has an amazing voice if you listen to recordings of him with music, it's just so fun to listen to.
HRCERIE:

MRMRITIMEES RIRE, MNEFHIFEERA, FERRER.



[01:09:52] [John Mark Nickels]
English:

Totally. Actually, Sam Harris's Waking Up app now has the entire... he worked with | think Alan Watts' son.
So the Waking Up app has all 80 or 100 hours of recorded Alan Watts lectures.

AR ERIE:

SE21EM. SEFRE, Sam Harris B9 Waking Up ZFRIRE B B ------ FABEF Alan Watts BY) LF & 1EH,
FfrA Waking Up RZFEEEE £36 80 EI 100 /)\BFH9 Alan Watts & H R,

[01:10:03] [Lenny Rachitsky]
English:

Oh my god. There's YouTube videos. There's some awesome YouTube videos of him that are worth
watching, we'll link to some of those. And then Nancy Duarte, she shared exactly that lesson on the
podcast that we had together. So if you don't want to read the book and listen to her give this tactic of
this way to communicate a vision, you can listen to that episode, we'll link to it. Next question, do you

have a favorite recent movie or TV show you have really enjoyed?
FpERIE:

KMo YouTube A —LEMIFEFNMNERT—F, KINIMLHEZ, =T Nancy Duarte, WEFR(IRIES
TERESZET BN RIZ. FUMNRFEAEES, BIRHENAARRER, sTUABR—&, HMESRE
#, T—NE#, OB BRI ENNBFHBATE?

[01:10:28] [John Mark Nickels]

English:

Yeah. The last movie | really enjoyed was Inside Out 2 with my kids, which is very-
FRCEIE:

T, BRIAIFEENHNZNZFAT—EEN CLFIFA2) (InsideOut2), XIFE—

[01:10:34] [Lenny Rachitsky]
English:

| could see why you'd love that.

R EE:
HEEEBRIR AT AENAR

[01:10:36] [John Mark Nickels]
English:

Yes, consistent with the emotional awareness and allowing the different emotional parts and don't want
to spoil the movie, maybe everyone hasn't seen it, but it's very simpatico with that lesson of you can't



just let one emotion run the show, they all have wisdom. On the first one, Sadness, Joy learning that
Sadness is necessary. It's all about integration, but it was beautiful the way kids understand it and it's a
way to teach emotional literacy to your kids. So | think what they've done there with those Inside Out
movies is just brilliant.

FRCERIR:

2, X5BERENMZATENBERIBOEE . HABRE, HIFEEARE, BEEEERERE
B (RRERIUL—MEEES, el IBEES. A5 —&2E, KK (Uoy) ZEITINM (Sadness) BHAAD
B, XXFEEG, BRIUZFIERX—RBARIFERY, BREZFEREFN—MAN. HET (kK
IR RIVBFIEE LG,

[01:11:06] [Lenny Rachitsky]
English:

Do you have a favorite product you've recently discovered that you really love? It could be an app, it could
be something physical.

FRCERIR:

B RBERIM AFNERTm? FJLURZ App, ERILUIZSEY.

[01:11:11] [John Mark Nickels]
English:

Yeah, so Eight Sleep is a smart mattress company. They're on their third or fourth rev now, but it's like a
Tempur-Pedic mattress, or you can put their cover on any mattress, but it has a cover that has little tubes
of water, and then it has a little computer thing and you fill with water and then an app. And basically
what you do is you program it and it learns, it has sensors, it can measure your heart rate, your HRV, body
temperature, all that, but you're basically trying to program a temperature curve to help you maximize
your kind of REM sleep and deep sleep and get more value out of the sleep that you do have.

(01:11:41):

And so for me, it's super cool early for deep sleep, and then it warms you up as you want to wake up,
which is... or an alarm and all that. But it's back to my thing about wanting to show up with the right
mindset and energy and aliveness. Having really high quality sleep has been a really key part of that, is
like if I don't sleep well, | didn't get enough sleep or didn't sleep well, you're already starting off on a bad
foot. So yeah, if you haven't checked out Eight Sleep, great product. No endorsement fee for me.

AR ERIE:

BH, EightSleep B—REHEKEAT, N EBELINE=HETNKLT . ERER—TEZ/R (Tempur-
Pedic) KRE, HEMRETLUBHINNKSETEMRKE L, KEEFMNRIKE, EEE—EBEREE, R
EEMK, AREE App 126, BEARLMRAIUNE#ITHEE, ES@BIERBFZIHNEMFROE. HRV (O
ELEM). KEF. MEMFLEERE—MREMS, UEBMRRAUIRIRMIER (REM) FUREREE, 17
FHEERR S,

(01:11:41):

MK, SHERERRMBRERRRIFEER, ARERERERISIEER, NEFNRAMH. XOET IR
B BEURFHNOS. BEMELHI, SREMNEREXE. NRFLEIFHERRE, —KMABEFR
I, FrLA, $NSRRE%ZIRT Eight Sleep, R MRER™m. HRKBASH,



[01:12:12] [Lenny Rachitsky]
English:

What's also cool about it is it tracks your sleep. It gives you all these stats. Instead of wearing a ring, and it
gives you all these stats about your sleep quality. And there's this guy, Brian Johnson, | don't know if you
follow him, he's like this guy that's trying to stay alive as long as possible, and he had a perfect sleep
score for six months in a row to set the record.

FRCERIR:

EREN—REREERERARESITHE, MAFTERMIE. B 1M Brian Johnson WA (RAERERE
Kiif) , BN TFRAGKS, WRESNPARFTENERITS, I T TLR.

[01:12:30] [John Mark Nickels]
English:
Wow.

AR ERIE:

=+
l:I:I: o

[01:12:30] [Lenny Rachitsky]
English:

Yeah. He knows what he's doing over there. Okay, two more questions. Do you have a favorite life motto
that you often come back to, think of, find useful in work or in life?

FRCERIR:

B, tRE—K, i, REMTRE. MEKETARHIERNALERS, BREELR. BEEIFHE
ERRER?

[01:12:42] [John Mark Nickels]
English:

Yeah, | probably have had different ones over the years. The one right now that really serves me is there's
this track called Sit Around the Fire by Jon Hopkins, but it's on Spotify, Apple Music, but it's basically
music with one of Ram Dass' talks, lesser known talks. And so the mantra that's been really serving me
recently is the very first part of that, which is he says, "Beyond all polarities, | am. Let the judgments and
opinions of the mind be the judgments and opinions of the mind. And you exist behind that." So
sometimes | have an abbreviated version of that where I'm noticing I'm activated, I'm clinging to an
opinion, I'm arguing with somebody, and I'm just like, "Beyond all polarities."

FRZERIE:

BN, XEFRBFRIFTENES. BRINERBEEBBZE Jon Hopkins BI—E IR0 (L7 AM$ESE) (Sit
Around the Fire) , T‘Spotlfy # Apple Music £#H. BEARLREESRMERE - iXHr (Ram Dass) BI—
RAXBBWER,. RO —BEHENTEREPNE &5, ix: “BErFRaRE, KEIERK. 1LKMAY



THAMBNEEXWME, MIRFETHRZE" FMUENERSRAERNZERM, SHRETIE KA. BRI
HEANFIEH, REWECH: “BHERERE”

[01:13:44] [John Mark Nickels]

English:

| do that in front of my kids and they laugh at me like, "Daddy is so weird sometimes."
R EE:

BREERFITERXAM, WIIa%KER:. “SBRNEEFR

[01:13:47] [Lenny Rachitsky]
English:

Beyond all polarities, kids. That's so funny. Oh man. There's another Ram Dass line that | often use with
my wife, Be Here Now, which is the title of his book that everyone sees with the blue cover. And | do that
when she's on her phone and we're doing something. I'm like, "Be here now." And she's like, "Okay, okay.
I'll put my phone away." Yeah. Final question. | was going to ask you about the line tracking and what you
learned from that. You already shared an awesome lesson from that time. So let me ask you something
else. I'll ask you about Travis. Any crazy, fun, memorable stories of working with Travis Kalanick? However

you say his last name, Kalanick, Kalanick?
FREiE:

“BHFERNE, BT XET. B, Hil - AR E—aEREENEFR: EEHT (BeHere
Now), BRMAAEGHEAPNETF. YMEGFNMEBNEHIINEN, Bii: “FEHT.” fhsi:
“UFIE, FIE, FIDFAUGENR.” RE—NEM, BARERRXTRS ZNENER, BRELSZET—
RENZN), FrUAFRIRSRIMY, XTF Traviso £5 Travis Kalanick 88, BB ARIE. BBIBETH
WE? (Tt EAIR, Kalanick & Kalanick? )

[01:14:27] [John Mark Nickels]
English:

Travis Kalanick, yeah. Yeah. I'll share a quick one that's short but sweet or hilarious to me, and maybe
lesser known. So we used to have the Uber office at 1455 Market, and so there was one conference room
where we'd often do reviews with Travis, and it wasn't the war room, whatever whenever room it was.
That was interior and no windows. So this room had windows overlooking, what was that? 11th street. So
11th and Market. And so we'd have a presentation up on the projector, some big screen we're about to go
through something with Travis. And reliably, every time he'd come in, he would close the blinds of the
windows. Everyone like, "Travis, what are we doing?" It's not because there was glare. They were
orthogonal to the screen. And then one time | was like, "Why are you doing that?" He's like, "I'm pretty
sure Lyft has drones outside the windows of our office and they're spying on our presentation."

FRCERIR:

Travis Kalanick, 289, HAZE—NEEENZRRRBR. ATEFKNNARMBIKSE. HNILUFITE Market #
1455 SH2, B—EIZWEHNEZLEM Travis EBEMITH. BFAZE “(FHE" , BEESEEF, HEHES
11 . HMNSEERNRREAFE LEEHIR. 88X Travis #K, ST eI EEH. KKK



“Travis, fRIETFH? ° HARENRI, BFMIRRREEN. B—XFKR: “FANABHRER? 7 k.
HEEE yft ERITDREGIMET TAN, EEREERNIFETRR"

[01:15:19] [Lenny Rachitsky]
English:

Oh my gosh.

FSCERiE:

HBIR A,

[01:15:23] [John Mark Nickels]

English:

| was like, whoa, your competitor paranoia runs deep, man. Okay. Yeah, yeah. Anyway.
FRCEIE:

HEE: E, A, MUREFNFNRIENRR. §FE, 52

[01:15:32] [Lenny Rachitsky]

English:

It's hard to mention Lyft doing that. | could see Uber doing that to Lyft.
R EE:

RMEER Lyft & FXME, BIFEEER Uber 3t Lyft FXFHE,

[01:15:36] [John Mark Nickels]
English:

Old Uber. Uber 1.0

FEiE:

AB=Z#E Uber, Uber 1.0,

[01:15:38] [Lenny Rachitsky]
English:

Old Uber. Yeah. Wow. That's amazing. It's like coaches in the NFL that are covering their lips always when
they're telling and giving plays, just like, | wonder if people actually do that. That's amazing. Yeah, | get
that. It's like high stakes. You never know. Might be a drone out there.

FROCENIR:

E Uber, B8, M, K& T, ME NFLEVBAERELANEREEE, RFHETEENEAERE, X
AELT, HEEEMR, FRMEIRE, EER, WIFSNEEEEAN.



[01:15:54] [John Mark Nickels]
English:

Right.

FSCEIE:

Ao

[01:15:54] [Lenny Rachitsky]
English:

Amazing. J.M., what a roller coaster of a conversation. We covered so much ground. | can't even name all
the things we covered. So let me just ask you two final questions. Where can folks find you online and
reach out if they want to work with you? | know you work with folks, talk about that. And then finally, how

can listeners be useful to you?
FRCERIE:

AKETo JM., XRERGIILUE—HEF. BRI TRXEZRE, HEERIRT . RERHMEEA: AR
I LATERB R EIR? NRBMREFZAKR? RAERBEMBEELIE, WX, &5, AN
et A?

[01:16:13] [John Mark Nickels]
English:

Yeah, yeah. So | am occasionally on Twitter @NickelsJM, but | don't tweet a lot, but maybe | should start.
But the best way to find more about my thoughts and thinking on the soft skill stuff is a website called
rhythmofbeing.com. And I've got some blog posts and stuff there that go into detail on some of these
things. And yeah, | do a little bit of coaching on the side with folks. | do very little now. My day job at Uber
and my night job with my kids takes up most of my waking hours. But for the right person and a few
select spots, | can make time. But yeah, that's the best place to find me, is rhythmofbeing.com.

AR ERIE:

F8. FIBREL Twitter, IKSE @NickelsJM, BEREARE, WIFREZABZ AR, BT HEEX TR
BZENRE A REEBIMLE rhythmofbeing.como HEREE 7T —EFBENE, FHANATSRIKFIN—LER
Bo FBI, BALEWREEM—RBATIF, WEMSRLD, BAKE Uber VIR TR EREFZFILF S
BT HRMENFERE. BXFEENA, MREBFRE, RAUFLHEE, 822, RFNEKRAAZRAZE
rhythmofbeing.com,

[01:16:55] [Lenny Rachitsky]
English:

And then how can listeners be useful to you?
FRCEIE:

ABOF AT BE A RIEE A2



[01:16:57] [John Mark Nickels]
English:

Well, in the spirit of welcoming and embracing feedback, you could most be useful by reaching out,
telling me what resonated, what didn't, what was useful, where did your energy go up when | talked, and
where did your energy go down? Because that to me is a signal of where I'm back to tracking the life,
where's the juice? And then that way in the future when | do other versions of this or other conversations,
I'll pay more attention to the energy up stuff and go more there, and the energy down was like, okay,
maybe that wasn't as interesting or didn't resonate. Great. No problem.

RS ERIE:

AEDNABBRIGEEH, ARNBRERANENMERKAT, SIFRMPLERATIETHIG, HEes, WL
BEAN. HIJREN, MEMEREME REELA), EWERIZK (BETHE) ? MRKR, X2—1
55, UKEEWEEEERH, BEEEHW, XHLUEIRBUEMBIIRE, REESUFILLL AN
WHYERSY, MABLREE TN, AREMERBABBI RS EHE, BHLXR.

[01:17:35] [Lenny Rachitsky]
English:

J.M,, thank you so much for being here.
FRCERIE:

M., IEERSHREER,

[01:17:38] [John Mark Nickels]
English:

Thank you for having me.

R EE:

REEHEIF.

[01:17:39] [Lenny Rachitsky]
English:

Bye everyone.

(01:17:42):

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.
FpCERIE:
BB,

(01:17:42):



EERGEHUIR, WMNREHFAATHEENE, TJLATE Apple Podcasts. Spotify S fE&EIRIIBE RN T
B s, BEERBEMNTEPXBZTIFIL, XEMAMPBEHHMARLZNXINEER, B UE
lennyspodcast.com X EIFHAFFETER THREZES. THTEBW,



