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[00:00:00] Jules Walter
English:

If you give me feedback, I'll be like, "Hey, thank you so much. This is super helpful," because people are
like, "Oh, he actually likes the feedback." Now, inside my heart might be melting. I'm like, "Oh, | thought |
got better at this." You know what | mean?

AR ERIE:

MRMRATRIG, HZRW: TR, FEERE. XEEEEL.” BAXFEANSRE: M, tESESRRIER
9.” {BSEfrL, HROEREIETE “Bf o B %, RUAREXFEELHT T.” (REREEIE?

[00:00:14] Lenny
English:

Yeah.

S EE:

=i

[00:00:14] Jules Walter
English:

But externally, I'm like, "Hey, thank you," and | mean it. | think that's the key that most people don't focus
on. And if you get more feedback, then you'll just get better at the things.

FRCERIR:

BEISMRLE, HW: TR, HEHE,” MAKREOH. HUNAXBASZSERNGEXEEINIRE, MRIREER
FEZRE, MMEEXERE LMITES,

[00:00:26] Lenny
English:

Welcome to Lenny's Podcast. I'm Lenny and my goal here is to help you get better at the craft of building
and growing products. Today, my guest is Jules Walter. Jules is a product leader at YouTube. Before that,
he spent four and a half years at Slack, where he was their first growth PM and then went on to lead their
monetization teams and also their mobile team. He's also the co-founder and a board member of the



Black Product Managers Network and CodePath, both of which are nonprofits that aim to increase
diversity within tech. Jules and | have collaborated on a number of projects over the years, including a
killer guest post on building product sense that continues to be one of the most shared and beloved posts
in my newsletter.

FRCERIR:

SRR E] Lenny BIEE., FHE Lenny, ENWBIGEEREITEMEK™RXMFZ LTEEHHR. SKNE
FZE Jules Walter, Jules Z YouTube B9/ a3t Ao TELLZ AT, MITE Slack TETHEFEF, EBAENE—1I
K= mEE (Growth PM), FEEMS TN EMA M B eIH . MiRE Black Product Managers
Network #1 CodePath HEXGEIMEANEE MR, XM MEPEEEEMBERITI ZEMRNIEEFIHR, Jules
MEELSENFEESELRZME, SF—RXTIESF “TmE (Product Sense) HIBIEFEEEXE, FEX

EESMHEFHEN (Newsletter) FRZNM. NERBEREHNXEZ—

[00:01:04] Lenny (Continued)
English:

In our conversation, we focus on what skills matter most in advancing a PM's career, and more
importantly, all the ways Jules has found to build those skills. We also go deep on mentorship, how to
find a mentor, what to look for in a mentor, how to get someone to agree to be a mentor, and a lot more. |
super enjoyed this conversation, which I'm sure you can tell. Jules is such a gem of a human. | can't wait
for you to hear this episode. With that, | bring you Jules Walter after a short word from our sponsors.

FRCERIR:

FEFABINEF, BNERIVETWEREN~RELENRVEARER, EEERE, Jules KIBYHEF XL
BRI A Z. BITERANRITT SIMHIE (Mentorship) : (1SS M. ESIMS LA AR, 0f
IR ARRIEEMNSNES. HIFEERXRMIE, FABERITBETEE. Jules E—MEEMRBHIA &K
EARNRFFRILRIAEIX—5&. ERTERBBNEENTARE, FIFEL Jules Walter,

[00:01:36] Lenny (Sponsor: Vanta)
English:

This episode is brought to you by Vanta, helping you streamline your security compliance to accelerate
growth. If your business stores any data in the cloud, then you've likely been asked or you're going to be
asked about your SOC 2 compliance. SOC 2 is a way to prove your company's taking proper security
measures to protect customer data and builds trust with customers and partners, especially those with
serious security requirements. Also, if you want to sell to the enterprise, proving security is essential. SOC
2 can either open the door for bigger and better deals or it can put your business on hold. If you don't
have a SOC 2, there's a good chance you won't even get a seat at the table. Beginning a SOC 2 report can
be a huge burden, especially for startups. It's time-consuming, tedious, and expensive. Enter Vanta. Over
3000 fast growing companies use Vanta to automate up to 90% of the work involved with SOC 2. Vanta
can get you ready for security audits in weeks instead of months, less than a third of the time that it
usually takes. For a limited time, Lenny's Podcast listeners get $1,000 off Vanta. Just go to

vanta.com/lenny to learn more and to claim your discount. Get started today.
R EIE:

AETIBH Vanta 3B, Vanta BEIRELREEIRREMINEE K. MRMAHLSERRFEEMEE, A
ARRAJREB LRI BISIFRIA X T SOC 2 SRR, SOC 2 BIERRREY AT REN T i& 5 R EHE IR R
PEPHIEN—MER, ERBIUSFAMSHENHNGEE, CHEREETRIEERNEF, i, MR



HEtlHEE~R, THREMEXEE, SOC2 EaUAMITAER. BEFNRZ AT, HAsELIREILS
EHAe0, WRIREHE SOC2, {RMEUIREERFIRE ERE, FiBE—11 SOC2 IREMEER— 1N EAMMAIE, L
HEXMEIATMS. SN, EBBESR, Vanta MiEM4E, #8id 3000 KIRFIEKIAFFEA Vanta KRBz
£=5% 90% B9 SOC 2 #8X T fE. Vanta eJIE/LAAMAR/ LA RILRFESFIESREHIT, RERES
FRENEN=22—. ZEREMNEMAN, Lenny BEHNARAUESR Vanta 1000 ETcHHE. RFEIHIE
vanta.com/lenny T fi# 8 %5 BHWMEUTI. SRMAIAME,

[00:02:54] Lenny (Sponsor: Notion)
English:

This episode is brought to you by Notion. If you haven't heard of Notion, where have you been? | use
Notion to coordinate this very podcast, including my content calendar, my sponsors, and prepping guests
for launch of each episode. Notion is an all-in-one team collaboration tool that combines note-taking,
document sharing, wikis, project management, and much more into one space that's simple, powerful,
and beautifully designed. And not only does it allow you to be more efficient in your work life, but you can
easily transition to using it in your personal life, which is another feature that truly sets Notion apart. The
other day, | started a home project and immediately opened up Notion to help me organize it all. Learn
more and get started for free at notion.com/lennyspod. Take the first step towards an organized happy
team today, again, at notion.com/lennyspod.

FROCERIR:

AETIEH Notion 5B, WRIFEZITIEIT Notion, BRRXEZBIEIZME) LT ? A Notion RIMAXMER,
BEENNAER. BEE, URASETENATmESREERF,. Notion B—REENEIIMETR, EF
£i0. XHEHEZ, 4B (Wikis). IEEEEIMEESE—NMEE. BARRIHEENTEF, ERXEELR
EIERESN, RERIUBEMIGET BRI N AEEPFER, X2 Notion EIESRAANS —MFR. #i/l
K, BFET — 1 KEMB, LZIFTH Notion KEFEFKEE—], iAa notion.com/lennyspod THREZEEH
REFRER,. SKMBLEFER. REEPANE—F, WiULEIAR notion.com/lennyspod,

[00:03:49] Lenny

English:

Jules, welcome to the podcast.
FRCEIE:

Jules, WBREEE,

[00:03:52] Jules Walter

English:

Hey, Lenny. Thanks for having me. I'm really excited.
FRZERiE:

IE, Lenny, HHAMREIEF. FHAFEHE,

[00:03:54] Lenny

English:



| am even more excited. This chat has been a long time coming. I've been hoping to get you on this
podcast ever since this podcast even launched. And then in the meantime, while we've been waiting to
schedule it, a number of guests have mentioned how useful you've been to them in their career, and so
I'm just really excited to finally have you on.

FRCERIR:

HELRENE, XRMKIPFEA. BMXMREERBHLUR, HR—EFERBIBFR. EFFHERNXEEE
2, I IEEHRISIREMINRLEEPRMH T ZAKRNEL, FIUKRENREEZTEBEIR.

[00:04:11] Jules Walter
English:

Yeah, same here.

FRCEIE:

=0, HtE.

[00:04:12] Lenny
English:

Let's just start with a quick overview of your background. Could you share some of the wonderful places
you've worked, some of the wonderful projects you've worked on, and then just a bit about what you're
working on today?

FROCERIR:

N EEREOFE—TRNER. MEDZE—TMRILEIN—ERBTLR. SE5IN—EBEHE, URIRE
A IETEEYSE1ES?

[00:04:25] Jules Walter
English:

Yeah, happy to. Some quick background, grew up in Haiti, studied computer science in college, went to
business school. My first career was actually not in tech; it was in medical devices. | was a GM for a
company based out of France and also overseeing West Africa business for them. After doing that, |
moved back to the US, launched my own startup, which didn't work out, and then | moved to the Bay
Area roughly eight years ago. In the Bay Area | wanted to become a PM, which was really hard to get into.
At first, | joined a startup, series a company, became head of product for them, and then join Slack as the
first PM on their growth team. Then from there, help scale the growth team at Slack. When | joined
revenue was around 50 million; when | left roughly four years ago was 10x that. And then after Slack |
recently joined YouTube Google about two years ago. At Google I'm a product lead at YouTube, where I'm
driving a product called Primetime Channels, which actually recently launched in November in the US.
And in that product, we're bringing streaming services to YouTube so that users can watch their favorite
movies, shows, and sports content.

AR ERIE:

7, RABRDR. BENE-—TER: REBMKKR, XEZIHENRE, BRETEHFR. HHE—H
BV HSEARERRIT, MEEETSMTL. RBEE-—REZEQRNEEE, Hast(EiEks. 2



&, REFZEE, 20T BSHNRIATE, BEKEM. K4/\Fai, BRDTIEX, 5K, KERA—&F~

mEE (PM), EXBEHEFEN. £¥, KMAT —RARBRZENTMOIAE, BEMIINERASZA, REMA
Slack, BAMITEKAIE—NL PM, ZfG, FEEE Slack 7 K TIGKHE. FHIANE, FEUKLIH 5000
£t KRANEFFEKEF, EBCEKT 10 G, BFF Slack i@, BALNEREFMAT Google BY YouTube,
£ Google, = YouTube HF=@mEE, fasi—1 R A Primetime Channels 97~ &, %~ m&iAF 11 BTEE
EE%, EXN=mSE, BITEREERRSSIA YouTube, ILBAALUMEMIIZEENEE. TENEER

&
o

[00:05:35] Lenny
English:

Amazing. The reason that | think we pushed this schedule of this podcast recording out is because you've
been working on that product for many months and I'm glad to hear that it's finally launched. How did
the launch go?

AR ERIE:

KiET . HRHENNERXRBERFINERAMZMELEX N "m LEIETELNA, REXFAFELT LA
To RIWEREARE?

[00:05:45] Jules Walter

English:

So far so good. It's really exciting to take a product from nothing to something.
R EE:

BRiALE—tIRF, B—NmMTEEMERENRS ANE,

[00:05:49] Lenny

English:

Especially at a company like Google.
R EE:

TLHZEER Google XEFRIAT],

[00:05:51] Jules Walter
English:

Yeah. And then over time we are adding more exciting content onto the product. We just recently
announced that we're adding NFL Sunday Ticket in 2023 to primetime channels and also to YouTube TV.
It's been a really exciting project.

FRCERIR:

=M, FEEEINHER, RINEEATRANEZBEERNS. HITRENEHR, E7E 2023 F1E NFL Sunday
Ticket (NFLAH|TJZE) 3|\ Primetime Channels 1 YouTube TV, X2— M EES ANMENINE.



[00:06:05] Lenny
English:

That's awesome. | bet there's a lot of stories there, but | know you can't talk too much about what's
happening at Google, so we'll move on. I like the point that you made about joining a startup, like you
were trying to get into product management and you joined a startup as their first PM. | think you
mentioned that's how you got into the PM path or | guess... Correct me if I'm wrong, but that's an
interesting example of one of the paths into product management: joining a startup, getting into product

there.
RSz ERIE:

XiET . BREITHBERRSZHE, ERNERTEEELRZXT Google AEBIFER, PRATBA 4L, HRE
IR BB R F A QB R, AR HNZmERTR, ABRMANT —RDEIREEEMIINE—
il PMo FAERIREIEXFMZIMHAN PM BEHA - MRFHE TIFLERK, EX2HNTmEERRZH—T
BEBGIF: MAEIATE, EBEFEMT R

[00:06:27] Jules Walter

English:

Not as their first PM, but | joined as one of their first PMs. Yeah.
FRCEIE:

ARHF—ILPM, HRZ2EAMINRERLALPM Z—MIANBY. 2/

[00:06:31] Lenny
English:

As one of their first PMs?
R EE:

2N/ PM Z2—?

[00:06:32] Jules Walter
English:

Yeah.

FRERIE:

=i

[00:06:33] Lenny
English:

That's something | hear often is just one of the paths to product management is join a startup, start doing
product, and then you're a PM. And then you have a PM title on your resume and you can now join other
companies. Is that something you found or anything you can take away from that experience?



AR ERIE:

REBIRFN—MHENTREENRERZE . MA—RPEIATE, FEM~mIE, ARIMFMAT PM. #ER
BfEf LB T PM BIKET, BAMAUMARMAT T, XEMLNG? HERMBEREZFFEFANK
iR?

[00:06:46] Jules Walter
English:

Yeah. It's really, really hard to get into product and there isn't a really set path to do that. What I've seen is
the path that we just talked about, join a startup and then from there go into different companies. And
then the other path that is typical is being at a company and then switching product management,
especially if you develop domain expertise and there's a need for a PM. So, that's even more frequent. Of
course there's also acquisitions that sort of thing, but making that initial transition is really hard.

FRCERIR:

B, EAFMIVRENIFEIFEXE, MAKE—TEENRBRZ. ZREFNERNINATTICHIARFE: M
BIRE, ARULABMREFRANAG. F—FHEENRERBERQABDARERNETRER, H32MRIR
1B T EE L AIRE QR FE PM BYiE, XMEREZEMNE, SATEBIWEFLSNENDN, BRI
B SR X

[00:07:19] Lenny
English:

| didn't realize you were the first growth PM at Slack. That is a big role. How did that work out? How did
you become the first growth PM at Slack? Was that the first time you're doing growth? What's the story
there?

FROCERIR:

FHZ AR FIREIRE Slack B9 — g K PM, R—MREENAT. BEEALIEY? RIWAALN Slack
F—IEK PMEY? BEIRE—RMEKRDG? BRHOEEZHA?

[00:07:30] Jules Walter
English:

| joined Slack early 2016 and the role that was available at the time was growth. | did not know anything
about growth, but | was like, "Hey, this is my way in at such a great company." So, that's what | joined to
do. And then what | did there was really take a learning mindset and lean on mentors, and we can talk
about that to really learn the practice of growth and applied for Slack.

FROCERIR:

FTE 2016 FAIAON Slack, ZHESAMAVERAIZIE K, HINERK LA, BHYRE: 18, XBRHREAXA
BHARN—MIZR.” FTUBEMEMT . REBEMHIRRFFZINOS, FHRESIM (AR LUIERE A
X)), REEFIEKIKEABENAE Slack o

[00:08:00] Lenny



English:

Cool. We're definitely going to talk about some of those things. Just thinking about that experience and
that ride at Slack, what's like maybe the most tangible memory or most, | don't know, interesting story of

just riding that rocket ship of Slack growth as one of their early PMs?
R EIE:

KEET o HNNEESWEIXLE, [BIF87E Slack BWAREREZHHMAIE, (FEAFH PM Z2—, EMRIERAE LR
RAUECHEBBIRERTA?

[00:08:14] Jules Walter
English:

There's many, many stories. My experience was | got in, didn't know much about growth, and then
through mentorship, in particular, one mentor, Bangaly Kaba, sort of learned how to apply growth
frameworks to my work. And then when | did that within six months, | was able to ship changes in the
new user experience, especially on mobile. That moved the needle by a lot, like double-digit percentages
within your [inaudible 00:08:38]. And we're talking about top line metrics like activation. It was just
interesting being able to have such impact very quickly at a company, and then the company itself went
through all these milestones. | mentioned | joined 50 million, the next thing it's a hundred, and it keep
doubling, going through a public offering. So, there's just so many stories that are unique to hyper
growth.

AR ERIE:

BRZRZHFE. BRPZEHE: RNHAENMERNZE D, ARBIFINES, 5512 —10 Bangaly Kaba
SN, FETMAFERERNARIZFNIFR. SRXFEMZE, FNTNAR, HRERTBHAF KL
BRE), R ESEDR. XARAMMERD T IEARAIE K, tAIAERESESEI T MAKMBE S ERK, 1%
BIBfB “BUE” (Activation) XHFEVRZOIEITR. E—RABREMIREM~EXIFNFMS], XIFEEE, A
FRRABREHERT —RF B2, FIRFIFMAREWZ 500075, #ER 112, ARTEEE, HEI L,
FRLL, BRZBTXM “B&EREK” (Hyper growth) FEgRVIRFFRE.

[00:09:01] Lenny
English:

You also didn't mention in your background all these kind of extracurricular activities that you have. I've
always been impressed with how much time you put into things that are kind of just volunteer projects
on the side. Can you talk about some of the stuff that you do outside of your actual day job?

FROCERIR:

MEBERNMERZIREIRARLE “RINER” o H—EWNREIRLENRERETE LRNBBEIREIENRRZ,
{REEIPENIRTEZANER TR Z IMMRY— L= 15152

[00:09:15] Jules Walter
English:

Outside of my work at YouTube now and also my family and young kids, I'm also involved with two
nonprofits that | co-founded. Both of them are actually about improving diversity in tech, which is
something I'm really passionate about. The first one is called CodePath and it's improving diversity for



software engineers, and the second one is Black PMs focused on product management. With CodePath
specifically, what we do is we train over 5,000 students every year at universities, typically the university
with strong underrepresented populations, and we help them find internships and jobs at top tech
companies. And then with Black PMs, we have a community of over a thousand PMs and aspiring PMs
and then we help them find community and also grow their skills. Both of them are nonprofits that |
wasn't actually setting out to build them. It's more like | had the need myself or | wish | had those sort of
support when | was earlier in my career. And then | started helping folks and then one thing led to the
other, especially my co-founders, and then these became big.

AR ERIE:
& T 7E YouTube I T LA BB EFELNIZF I, BiFEE5 TRERCIZHNFEMNIESFIALR, XFHMNAR

KR EERA T REEHEITUNZHE, XRKIFEEHIBHER. F—1 CodePath, STEEERHETIIZIM
BIZ1E1E; 1= Black PMs, T xFmEE, A{KZE CodePath, HIBFEKRFHFIIES 5000 & F
£, BERRLEDUBALLHRSHAT, BEBMIERRRHRATNEILIMIE. EF Black PMs, ]
B—-H 1000 & PM FIBETRI PM BIAARBItEX, FEEIMBITHEABRHARARKEE. XN EEFIAH
LBRNBFIBHAEERUN,. EZERANZECHXMENR, HERFHEERUEEFIER XIFRR.
FREAFREIIIAN, BE—HFRTHF—MHE, FIRERNKSEIBANNERT, XEARZFHEKX
To

[00:10:22] Lenny
English:

Sounds like a classic startup story, solve your own problem and turns into a larger and larger thing. | think
| try to work with Black PMs as much as | can, and | know that you recently had a conference, which is so
cool. I don't know, it was a really big conference that you organized. | don't know how you all had time for

all that, but anything you can share about this conference and is there another one coming?
R EIE:

IrEEskG N EHNEVEE: FRECHRE, AREXRFENREAR, H—HAERSS Black PMs 51, Al
BIrGIEZEDT =PRI, FEE. BE—TIRRBRANZN. FAMERIZEAB LA EHXER, X
FREIMZWEFATUSENS? E2F T—ED?

[00:10:42] Jules Walter
English:

Now we have a really good team at Black PMs. The CEO, Brittany Bankston and the team, Benin Saffo and
others, have helped put together that amazing conference that | was able to attend. It's amazing that it's
hard for underrepresented community to see themselves in podcasts, at conferences, at speakers, that
sort of thing. So, it gave that opportunity and it also enables us to realize that you're not alone. Because
part of why | created Black PMs with my co-founders is... Actually, I'll tell you the story. | think it was
around 2016, | was at a barbecue. I met another Black PM, Maryanna Quigless. | didn't know her and | was
like, "Oh, you're a Black PM at Facebook. How many of you are there at the company?" And we're joking
and we're like, "Hey, | bet we can list all the Black PMs we know." And we had basically roughly 15
between the two of us and we're like, "Hey, let's bring them all together in a room and to have a
community." From there, started helping each other and that grew from 15 to now over a thousand.

FRCERIR:



IU7E Black PMs B—ZIEE i FHIEIFA. CEO Brittany Bankston #FBARL 5 Benin Saffo EAERE D T HX
BRI MFVEBERY, TRE. SWHEHEREINE CHMNAZRRERN, FILUXARINIE
HTXENNS, WIEEMZRRIRHARIME, FZFrUMEBE eI A—F eI Black PMs, SR ERZE
KR L, RAMHFDIRE, KOE 2016 F, RESM—IMRERS, REFT5S—UEA PM Maryanna
Quigless, FHAIAIRM, FHif: “ME, {RE Facebook BIEA PM, {RITATEZLEAPM? 7 BITHFRE
B IR, BITWEIEATETIHFAERITARMEA PM” ERENFHPAMER—HIINIKRY 15 1. F2EK
35 IR, URINMBEARBRI—IEEE, BII—MEXE.” MIRBTEE, FHIFIBREEZER, MIEM 15
NIBKETITER 1000 Z A,

[00:11:45] Lenny
English:

Wow. Amazing. It's really inspiring, the work that you do. I don't know how you find time for all this. | love
that you found ways to kind of delegate this and have other people run the program now.

AR ERIE:

B, KiET. RETMMBI TEENREEAC. RFMBEIREARMEBNEMXAZE, HEMEAMKRETEIK
TG Z®, BAELEMARSITXEDE,

[00:11:55] Jules Walter
English:

Yeah. Now, I'm mostly on the board of these organizations. We have really solid teams for both Black PMs
and CodePath, and the teams are just really amazing.

FRCERIR:
M. MERTEHEXLALNES, Black PMs Ml CodePath B IEEREIEPA, XLEFPAEMRE,

[00:12:03] Lenny
English:

This touches on the stuff that | want to spend most of our time on our chat, which is around mentorship
and just generally becoming a stronger product manager through all the ways you can become a stronger
product manager. You mentioned you had a lot of great mentors. I've heard from other people, you've
been a great mentor to them and you've also just been really successful at a number of really world-class
companies. What | want to chat about is just, what have you found to be the most important skills to
develop as a PM as you advance in your career, and then how to actually build those skills partly with
mentorship, partly other ways? Maybe just to start, what have you found to be the most important skills
in your career that have most helped you advance in your career and other PMs around you?

AR ERIE:

XARR T BRTEORIRPIEAT I EITICHAR, BIXTRIMHEIE (Mentorship), LUIKRINfEE EM&ER
A—RERANTmEE, MEESRERENFHRIM. FERIARED, RESMINNAFRIH, MA
MESZRIMFRRABTEEE T L. REMIE: ERRVEEEANIES, MANPLEKERREES
9?7 DANINAISEFRgsFX LR (BoBEdSniESs, BorddEMAR) ? MiFAMXEFE: FEIRRLE
ER, RATIMERGEM RN IREBH PM A EBIRA?



[00:12:50] Jules Walter
English:

In terms of skills, | think of it in terms of two buckets. One are IQ skills, intellectual skills, like what
sometimes people call hard skills. And then the other things are the EQ skills, oftentimes called soft skills.
What I've seen in my career is that early on, | leaned more into the hard skills, the 1Q stuff. That was what
was most helpful to me. And then later on, | spent more time getting better at the EQ skills. The reality
with PMs is that within each of these buckets, there's so many skills and then you can feel overwhelmed,
so my advice is really just start skill by skill. What | did specifically is | joined Slack, | was in ICPM. When
you join a new company, especially if you're earlier in the mid-career, you really want to get good at
things like execution, 1Q skills, execution, product sense, strategy. So, those were critical for me,
especially my first year at Slack.

FROCERIR:

XFHEE, RIBEMNDAFHAL, —LR2 I1QHEE, IS HEEE, UMBRANBERN “Biie” . 3—RKREQ
BEE, BEWMA D . ERNIRVEEFR, PHAREZMKIEREE, WIlE 1Q AEMNARAE. A
LN REER. METEH, HEELHEERA EQ ik, PMWIILERZE, EE8—1MEFPEHE XL
BE, RERREBIRHFAE, FAIUBRNENE: —MERie— MRt R, BAEKMZ: MA Slack B, EE2—
BNATE#HE (IC) PMe HRMA—RF2FE, LHEAFRUEERRAFFIN, MENFEEEKRITH
(Execution). IQ #78E. =& (Product Sense) FNZEEE (Strategy), XLEWHERKHEXEFE, LHRHE
Slack B9EE—,

[00:13:51] Jules Walter (Continued)
English:

The other skill that I'll also call out, which nobody talks about for some reason, is interview skills,
because so much of what gives you a chance to become better as a PM is working at a great company.
How you get that job beyond networking is actually becoming good at interviewing. If you think about my
career, getting into Slack changed my trajectory and | was able to do that because | got slightly somewhat
good enough at interviewing. | barely got the job and then | was really good at execution and got better at
these other things, product sense, strategy, et cetera. In that phase, the things that | was working on, as |
mentioned earlier, were things like improving user activation. So, it relies on those skills: identifying the
opportunities, running experiments, executing quickly, and so on. That's the first set of skills.

FRCERIR:

HEBREIN S — A (WTFEMRERRAKILCE) BEIRKEE. FEAEN PM, BELREEEIFHRA—ER
PNERBETFE-RBFANRB LI BT AR, RRFHRHIIENXEL R LREFERKER. AR
APEETE, HN Slack BRZE T HRBVME, MBHZFAAEMEIX—R, SEANEOEIAKFHRAET EBHIE
B, HYREMEAZRMH TN, ARKRERIAL TREBORITH, HREATFRE. RBEFHEME. &
BIMER, EMNFZAREN, HATHWBRBAFPAEER, XKHTXERE: RFNE. BITRE. RE
MITFF. XEHE—HiEE,

[00:14:49] Lenny
English:
Before we move on, and the second set is EQ, right? Is that where you're going?

FROCERIR:



ERAE 2R, FTHRZ EQ, MWIE? REEHXIG?

[00:14:51] Jules Walter
English:

Yeah.

FRCEE:

=0

[00:14:52] Lenny
English:

Cool. Maybe just one quick thread | want to pull on is this interviewing skill. That's really interesting. Your
point here is you're not... And | think you're going to get to this of just how to get better at these skills. You
mentioned one of the best ways is to be surrounded by amazing people who can help you get better at
these skills, but you won't get there if you can't actually get into a company like Slack. Is there something
you've found to be useful in building these interview skills? When you say interview, it's being
interviewed, not interviewing other people, like passing these interview tests.

FROCERIR:

fo HABERMN—TREEIAKE. XREB. MIMRE - HRGHEIHEINARAXERE. (R
RIFNGZEZ—RBBAESRENRSFHA, WNESEIREA, BMNRIMERER Slack IEHATE, RIKASE
PX—mo AEFEHEKESE, MANETAERANAGES? SrEREEN, 2 “wEd” , MA@
HBIA, EaEEd AR E .

[00:15:28] Jules Walter
English:

When people tell me, "Hey, I'm going to a interview at this company." First question | ask is, "How many
mock interviews have you done?" And the answer typically is zero. It's, "Oh, | read a bunch of stuff. |
practiced in my head." But I'm like, "How many actual mock interviews have you done?" And | would
recommend people to do dozens of those mock interviews. Now, the other thing about practice is it's
always better if you deliberate practice. If you mock interview with somebody who's actually good at
interviewing, then you'll get better faster. But even if you don't do that, just going from zero mocks to
practicing in your head to actually doing mocks with peers and others is going to get you to another level.
And then the other thing I'll say is interviewing can be quite traumatic and difficult for a lot of people,
even me. | mean before | got this job, | interviewed at Google, | don't know how many times, over the last
decade or two.

AR ERIE:

BAMNEFER: R, REEZXRQFTERAT.” RENE-TREIEEZ: “FMETZSDREMEIE (Mock
Interview) ? 7 ZFRBEEZT. ti1=ik: B, WRTRSHAM, RERFEEIIT.” BE=E: R
SRR T ZREIAER? 7 BEBWANBLHREME R XF45S, 5—HFE=2: 2543 (Deliberate
Practice) SREHFH, MRMFMBEEEKERXNIAHRTRHNES, (RIHATFTER. EEMERIEM, MNER
P REMFELS), FIKFRSRITHEMAEITEY, BRILREAZI—MREIKT. ZHAREBRE, B



HMRZARGAEIEERENEE, EEXNKEE. E2FXMPIEZE, EIEN—Z1+FE, BFFE
£ Google X % /LR,

[00:16:22] Lenny
English:

Wait. You're saying you're interviewed at Google many times and you didn't get in then you kept looking

for new opportunities?
FEiE:
£E, RBIRIRTE Google AAIRZXERZH, ARM—EETIIHINR?

[00:16:27] Jules Walter
English:

Yeah. | graduated from MIT and | think even since internship times in '07, I'd interviewed for roles at
Google and | didn't get those roles or Meta or various other companies. It's because | wasn't good at
interviewing and | didn't know people at those companies. By the way, most things you do, people give
you some feedback so you can get better at it, but interviewing you never get any feedback. That's the
thing people don't talk about, but it's actually an important skill or a barrier to underrepresented folks.

AR ERIE:

0. BEMNHEEIFR (MIT) Bk, HEEEMN 2007 FXLIJEAFE, HMEILT Google IR, B
2|, Meta SRE MBI M AT HENIL, XRERAKAMERKEIR, MEAXFNNRBERTHA. IRER—T, R
MAZHER, MIBLM—ERE, XFMEEECSGE, EMIKEERIERNRE. XRAMNFTERL
B—=, BEXRFLE—MEENRKE, VBB EEIRN—ER.

[00:17:01] Lenny
English:

To actually get feedback?

[00:17:02] Jules Walter

English:

Yeah. You won't get feedback after an interview at any company.
R EIE:

. FEAR2FEEE, FHAREEIRGR.

[00:17:05] Lenny

English:



That's a really good insight of just people see you join a YouTube and are like, "Oh, yeah, of course he's
going to get into YouTube." But you're saying that you actually tried to interview and get into Google
many times and it took a number of attempts and advancing your career a little bit before you actually...
So, don't feel so discouraged if it doesn't work out.

FRCERIR:

XE— M ERIFH LA, AMBIRIMAT YouTube, £3i1§: MR, HRAT, EERDH YouTube,” {BfR
R AR E2HE A #HN Google RZR, L RERHRATRWKFEEARL -, NRERR
R, AERREIACH®,.

[00:17:23] Jules Walter
English:

Yeah.

R EIE:

=0

[00:17:24] Lenny
English:

In terms of this mock, that's a really important point of just actually doing the interviews, like practicing,
practicing, practicing. Not just reading questions but actually testing and practicing interview. If you were
interviewed at a big company, there's a lot of videos out there of like, "Here's the questions they ask.
Here's what they look for." And you're saying find people that work at the company and do these sorts of
interviews with them. For companies that are smaller that maybe don't... It's not as obvious what they're
going to ask you. Do you have any advice on how to find someone to do a mock interview with or how or
what to actually be talking through?

FRCERIR:

XFENER, KMAEER. FEHASRERERN—R. FRERFER, MELFUIKMES. MRIEFEEX
ARER, MEBRZWA, il “X2MNZFMEE, XZRMIEENKR" . RERKEBRAB LI
BIA, FTHTIMEIRES . W FREMRE) BIXEERBARBENRT, REFLEIND? Nfk
BINHITIEMEIL, B KRFRRIZIEAA?

[00:17:56] Jules Walter
English:

Yeah, it's hard at smaller companies. However, | think interviewing even at bigger companies will help
you [inaudible 00:18:04]. A lot of the times the bigger companies have more rigorous processes. So if you
can do well there, then it is a bit easier elsewhere. But the key is really that practice part, which people
overlook.

AR ERIE:

BH, NWREMKRILERYE, i, FHIANREREARTAERNEI BN IRERE, REMEAQTRIAIE
EE, MRMREENRERNLE, BARHMMBSHEITS—E. EXBETES, XZANES2MABER
7o



[00:18:18] Lenny
English:

Cool. Well, maybe one last question there and we'll move on. Do you have any favorite resources or just
advice of where to go find the questions to mock interview with and then who do you look forward to do
these interviews with, like just find someone at the company or one of these larger companies that you

respect to mock interview with?
FRCERIE:

Bfo XTXNBRKE—MAE, ARHNMEL, MEFAKENRR, HEXTEBERENERXTB R
B frfim TR MR EER? SEEEIRXARNA, ERHANTEMEHHIAN?

[00:18:34] Jules Walter
English:

I mentor a bunch of people who talk about various communities that exist out there. | can follow up on
those, but there are large communities of people prepping for these companies. The key is really just
being a part of a community and doing the mocks. And then the last thing I'll say on this is interviewing is
hard and especially, | think, hard for underrepresented folks because it's high pressure. It's high stress,
high ambiguity coming into a company. I've gone into companies like an interview and then the whole
panel, nobody looks like me. | walk into the cafeteria, nobody looks like me. And then you are
interviewing and you have all this self-talk about, "Hey, do | even want to work there? Will | belong," while
you're trying to solve complex problems. So, that's also the other part companies don't think about. What
| do, like folks at Black PMs that | coach, is really help them find groups of people, like small groups. Let's
say three of us, et cetera, three to five, and then you practice with that group who are going through the
process. And because you like the people, then it makes it a bit more fun and it also can help you prep for

your own nerves in those interviews.
FA3CER

iF

HESIRZA, WIMNRIIZHAENHEX, HAIUGERREXEER, ERLAERSAEEXRELZIAX
LERNFMEEN. XEETMA—TMEHETRMEIL. XTFX—L_HZBRNRE—HEE, EilR%E, L
HEWNDEEERR, AAEDRK. EAN—RATHGRESENANSERHEE. REEZ—EATEEH, B
PEHRNABLE-TAKGGH. REHRE, UREAKSEGRK. SRERAN, MRFEESHEIN
& R, REMNBEXEIFE? HERRRD? 7 SHREAEEZRERERNRE. XEQEEER
2ERNS 8. KPR, tbaNFHIESH Black PMs IR 5:, FAREBNMA1REINA, tbin 3 3 5 AR/
f, AGMXERFELHEIXARHIA—RES, BARERNXLEAN, FITERFEER, LA MERE
IHBS R KIBLE,

[00:19:48] Lenny
English:

What I'm hearing is, and | know we hear this all the time, if you're, say, a Black product manager, it's so
much harder to not just get in because there's potentially bias at the company, but you're just
psychologically not feeling as comfortable because nobody looks like you. You're worried that they're
going to have bias against you. Is that what you find?

FROCERIR:



HIFFNE (RAMERMNZLERIXD), MRMFE—BRAFREE, #ANARNERSFS, TMUERANREH
REEERAERL, ERAMMOELBREABAETR, AARKAKFGR (REBOMIISMERL. X2MR8Y
ZI5?

[00:20:07] Jules Walter

English:

Yeah, that has been my experience and it's also what I hear from a lot of people | mentor.
FEiE:

Bl, XEERNER, BEREAMRSEIESHABERTIA,

[00:20:13] Lenny
English:

Your advice there, and this is helpful to anyone also, is just practice even more because that's probably
the best way to get over that as much as you can.

FRCERIR:
fREVERI (XWMEMAEEER) 2. £3ITES, AAXAERERARERRIMOEERNRIFS %o

[00:20:21] Jules Walter
English:

Yeah. You want to basically practice so much that even at your worst, you're good enough. I've always felt
like most interviews, | literally did my worst. It's just that it was good enough to pass. You're so stressed
out, you don't relate to the person, et cetera.

AR ERIE:

B, RER EBESFERMMRESRENE, MEEBNS. H—ERFAZHEIAFT, RRIAFHE
BREN. RAZRT ‘&E NRAEGEUEIEHR. RENKKT, TESEHAERLKR, FF.

[00:20:38] Lenny
English:

Got it. Okay. Let's go back to the question | asked that | pushed us away from. We were talking about what
skills as a PM you want to be focusing on that mostly will help you in your career, and we started with 1Q. |
wrote a couple notes, so there's the concrete skills, execution, products and strategy, interviewing, and

then there's a second bucket of EQ.
FhERIE:

BB T, &F, iLFHAEEIFZ AR, FHEITIC(EN PM NiZKEMLE IR EERE RN
e, MM IQFI8, FiET /L= AFBRERERITH. FmBMKE. mid, ARRHE=1EH: EQ.

[00:20:57] Jules Walter



English:

So, the 1Q | already talked about. Those are the skills that help me at, especially in my first year at Slack,
drive big good experiments, design good product experiences, and then drive results. But then what
happened is as | get promoted, managed people and then start having larger scope, then there's a lot of
ambiguity and stress that comes in with that increase in scope. And that's where the EQ stuff shows up a
lot, specifically things like communications, because it's no longer my team. It's like cross-functional
partners, other teams, executives, so you have to communicate all the time to different people. And then
the other thing is things like leadership. Now, I'm driving initiatives that involve multiple teams, basic
company level OKRs, and then the other thing too is beyond leadership, which is managing your team as
well. How do you be a good manager? How do you deal with the ambiguity, stress? How do you influence

various people?
FRCERIE:

IQ FEKRELRI T, XERKEEHBIITE Slack FIE—FH#h 7 KRB BEMIINKLE, 1’1t T RIFNFmALE,
HEFTHRR. BEEFRREA. FHREEBAGHBEEANRSECERE, BZMRNIRENAHEMENE
7o XL EQ HEEXE B FHIMTS, KrI2WEEN. HAXAFBUKFHBE, &5 REBIREESEN
. HtERA. 8%, FRMRGFREMS RENADE. Z—HERNTN. WE, REHNENITRZD
FIRAM QA E]REBY OKRo FRIEZSN, EHEEEHEN. WA AN—BRFHEIE? NEMERBEMENES? 4
AR MEMEFIIAN?

[00:21:58] Jules Walter (Continued)
English:

These are the EQ skills. What I've seen is, number one, it's much harder to learn these skills than the 1Q
stuff. The 1Q is very intellectual. Sometimes, you just need a mental model, practice a bit. The EQ, I'm still
learning these things. It's just like every... I'm trying to get better. Then the other thing beyond it being
hard to learn is that the EQ stuff... What you need to focus on is specific to you, so you learn it. You
probably work on something different than what | would work on versus if we're both trying to be better
at strategy or execution, there's a lot more overlap. So, there's a lot of self-awareness that you need to
have to know even what to work on and then you need to continuously practice it.

FROCERIR:

XLETE EQ iAE. HHMEE: F—, FIXLEREELLTF S 1Q XNFERST S, 1Q XNKRAIFEEE, BN
RRABE— N RERE, £3—TmMiT. MEQ, HESINEFS, MEE—X - REABHEFEH. IFT
WEFZI, EQHENF—MIRZE: MEEXINARAZEAMEN. RAIEFEFINRANKTELEIN
TEAE; BELZT, MRENEBBURARBHNT, EELNZZR/Z. A, MEZASRENERE
iR (Self-awareness), 7 REXER SZEMLESE FHK, ARIRFEERSNEHES,

[00:22:44] Lenny

English:

What did you find was the most important EQ skill for your career that helped you in this journey?
R EE:

EAREMV A ERXEGIRIZH, MAMKREZN. WIRFEBIRAN EQ fKAeRHA?



[00:22:50] Jules Walter
English:

| don't know if there is one that single-handedly was the most important. | had to develop on many of
these things. | can tell you, for example, communication is something that is helpful, especially as |
become more senior. What happened for me is, early in my career, it was more about clarity and then
conciseness. Then later it became more about how do you tell a story, and then also how do you
communicate in an empathetic way. Specifically, you're telling the same story or presentation but to
different audiences, and each time you have to adjust it because the CEO will care about this part, the
CFO will care about this other part, and so on. | think that's one area where | spend a lot of time. And then
the other thing also that has been helpful is the self-awareness part that | mentioned, where through
mentorship, especially mentors who were very honest and help me see my blind spots, | was able to see

my own patterns.
FEiE:

RAHEREE — MR UBRLIMRMNRER, RUTERZAERNLR. FW, FHATLUEIFER,
ABRIEEEEPN, CHEMERRUMNREA. WHRYR, RUEEFH, BDEESXFEMMESE. 5
¥, CESMTRTNMFAHEE, UNRNAUEEREOHNANHITEE BERE, fRAFRNZRIFRE—
WEIHITE—7ER, BRIFEHLIHITEE, EA CEO XOX—E5), CFOXOSE—E5, LU, X
REBAKRERBEN— . FS—HIFEEEINEBFRRIRIINERTIRED. BIFINES, 1551250
LIEBRLHAEDHEIERNTIN, REBEFECHTHET.

[00:23:54] Jules Walter (Continued)
English:

When I'm under stress, for example, | tend to withdraw and not see anything. So, then you might think
I'm disengaged. By the way, in an interview context you might be like, "Oh, does this person even want to
work here?" Then once you know these patterns you know, "Okay, I'm stressed right now, but | need to
say something so that people see that I'm actually interested in this problem; I'm just thinking through it.
Well, let me verbalize my thought process." So, that's me as an example. For you, it might be the

opposite. The self-awareness piece has been really helpful and it's something | continue to work on.

FRSCERIE:
BN, YELFEHZ T, RFAEETRE, +TAHRR. XBRAEESREROAEE, INEHR—T, E£E
RipED, BRETESE: M, IPMABNEBEXEIFELE? ” —BRMETXEERER, MMaEiRE:

GFIE, BRMEEARK, ERFERR/GA, ILANBRIRLF LI NEEEME; HRABEEZ. A
24, LHBRNEEIRRHFRE,” XRBHIBOIF. WIRFKR, BRAEEIFER. BRTIRX—IREES
B, WER—EESHEANED.

[00:24:26] Lenny

English:

That's an interesting point that it's important to understand how you react and to figure out what's
unique about you that you want to be working on, especially within EQ. For this example you gave about

how stress impacts you, how did you actually discover that? Was that this mentor just pointing out, "Hey,
Jules, I've noticed this happens," or is there anything else there that maybe folks would find useful?

FROCERIR:



XE—MREENMR: THRECHRNAKXLECHEN. FESUANMSEREER, LHREEQAHE. X
FARENEAMEZMENGF, MBWMEANX—<B? BFIMEHHKENG, bl 0%, Jules, FEREX
MEREET” , ERBHMAARRARSREERNGE?

[00:24:47] Jules Walter
English:

Generally, you need someone to put a mirror in front of you irritably. Sometimes, it's like you hire a coach,
| talk to, and they see patterns. I've done group coaching too. In this case specifically, he was a mentor.
His name is Lawrence Ripsher. He was head of product at Pinterest and became a mentor and now a close
friend. One day | was preparing for... | think | need to do a representation and he was like, "Hey, I've
noticed that when you are thinking, you're just quiet. Let me tell you what's going on in my own head
when | see that." And then he was like, "Hey, I'm telling myself that he's not interested in what we're
doing." And I'm like, "Really? That's the least thing." And then | realized that's a pattern | have. Over time,
through him and others, I've also observed other patterns.

AR ERIE:

BE, FEEEATMEHIN—ERF. GNEEBIERE, RBEIRKILMIAMER. HSmid/hER
%, EXMEFENEGF, MR—AMSH, &0 Lawrence Ripsher, 12 Pinterest W= @ARA, EFEK
TENSM, NEREEZNBAR. B—XHKEETAS - BESES—NER, fid: 12, ERIHMEI
EZ8Y, MMRBFFAR, UBRSFEEBREINXMERN, RRFEEEMTA.” AEME: 12, HEFE
2, MXEMNEEMNEERRIGE,” FKIHEE: “BENE? BEERRFITENEL" AEREIRIIBERK
H— MR, FEENERERE, BEtAEMA, FBNEDTHpER,

[00:25:38] Lenny

English:

I missed this, but was he a manager or just a mentor you had within the company?
FZERiE:

BRE T X—=, tEIRNEE, EERZIREATENSIN?

[00:25:42] Jules Walter
English:

We didn't work at the same company. When | was at Slack, he was head of product at Pinterest. We met at
a dinner and then from there, over time, he became a mentor and then we started meeting. When | would
hit difficult situations, sometimes | would call him and ask for advice, and then through those
interactions he's helped me identify some of my blind spots.

AR ERIE:

BT ER—RLABILE, F7E Slack BY, fth2 Pinterest =@ E Ao RITE—RBE LINR, MBBETEE,
MEERTEIAVHERS, MR T HASIM, BNFBRERINE. HHBIEME, ENSITHRIERMIKREIN, BT
XLEBL), MERKIRG T L5 5,

[00:26:08] Lenny



English:

Okay, awesome. We're definitely going to talk about mentorship and how to work with a mentor, but let's
kind of wrap up this EQ piece. You mentioned within EQ, skills to think about working on communication,
leadership, and management. Is there anything else and then is there an example of one of these skills
and how, | don't know, it helped you in your career or held you back until you figure out how to work on
this?

FRCERIR:

FHY, KiET. HMNEERINEFIMFIEURMNFASSIMEME, BRI EE—T EQ AT, MMEEIEQ R
HEEXINE. AFHMEE. TEEMNIG? EREEMIF, RAEP Tk NAAEBIRIERLAE
B, WEEMFROFEARHE 22U IRE?

[00:26:30] Jules Walter
English:

High level, | think those buckets are pretty broad: comms, leadership, management. Within each of them,
there are various skills like setting vision, strategy, listening to learn, those sort of things. It's actually the
type of things that Matt Mochary talked about when he came to speak at your podcast. | mentioned
communications was one thing, right? What happened was, when | was at Slack, | was pretty good at
writing, which by the way | was terrible at long time ago. It took me years, maybe decade, to get better at.
But then when it was time to present... | was fine at presenting, but then if you ask me questions, things
would crumble. That even happened to me once at an interview, where | did well presenting and then
they asked me a question and then I just gave an answer that wasn't good.

FRCERIR:

MEMLEE, FIAAXLERFIFEZ: BB, G570, B, E#8—1EFH, HESMREE, HRER
=, KB ATEIMARES, XEFREFZ Matt Mochary TERBIBEEFIXEINALRDS, KiRTDBREHE
hz—, WIE? FEREXEN: I Slack B, HBEEEANERE (RER—T, RAUFMKHSIFRIE
£, BRETNEEETFENNEIA T, B2 TERIHE - FEREET, BNRFRRKRE, EBEME
BB, REEFE—RERNPRED, HERSRE, BM]RT RN, FKiaHpIREIZEINRER.

[00:27:22] Jules Walter (Continued)
English:

Then the self-awareness part helped me figure out what was going on. For me specifically, | realized
whenever people ask me questions, if | didn't know the answer, | would have all this negative self-talk
and | basically... You'd ask me a question and of course it could be something like, "Why are we doing it
this way?" And it might come from a place of curiosity, you're just like, "Hey, | don't know. Can you tell me
why you have more context," right? But in my head | would hear, "I don't agree with this." And that would
be my self-talk. "Oh, this person doesn't agree with this," instead of being present and trying to
understand where are they coming from and maybe asking follow-ups like, "Hey, thanks for asking the
question. Is your concern more about, | don't know, scalability of this approach or is it more that you
don't think it's effective even if it's not scalable?"

AR ERIE:

EREHRZIREBRFERTEEALE, AFEIHK, RERFSIANRKEEE, MRFFAMEER, LR
SFEEMAEBNBERXNIE, LINRRFR—NEE, SATEIZE "Bl TLAEIHFM? 7 IMETES



RoRlE, fRRZRE: IR, TAME, REeHFRE, RAMRTHESER” WNE? BERRFE, KRR
B HAEBXFE.” XMERMBRMIE: MR, XPTARBEEXD.” MARRFZEHZIHIEAEM)
A, HEE—EELRE, b IR, SRR REEMESEXTXMAENYT RIE, B2
REESEMECREY &, ERABER? ”

[00:28:10] Jules Walter (Continued)
English:

You know what | mean? For someone else, it might be the easiest thing, but for me it took me months and
months to, first of all, figure out that | had this pattern. And then once I figured out the pattern, it took
also a while to now actually act on it so that now I'm comfortable. If you ask me a question, sometimes |
don't know and I'll say, "Hey, let me get back to you." Sometimes | don't know and I'll say, "Hey, | don't
know, but here's what I'm thinking." This little thing that may seem so obvious to you took me a while
and different people have different versions of these blockers.

AR ERIE:

RIERERE? MAARN, XeJgEEREENER, EXFKR, HET/IPANNEABELETIRITERX
MIEN. —BRFIRFTXMRI, XET—BRNEA BEMNETH, BEINERT REIMNE. MRIRRAIFH—
e, BNEARME, HIW: IR, LREEEER ANEAE, HIW: 1R, BAE, BRE
XARN.” XEMRKGRAIEEEMS WEVNE, HEETIFKEE, MERENAZERRRERXHELS.

[00:28:45] Lenny (Sponsor: Linear)
English:

This episode is brought to you by Linear. Let's be honest, the issue tracker that you're using today isn't
very helpful. Why is it that always seems to be working against you instead of working for you? Why does
it feel like such a chore to use? Well, Linear is different. It's incredibly fast, beautifully designed, and it
comes with powerful workflows that streamline your entire product development process, from issue
tracking all the way to managing product roadmaps. Linear is designed for the way modern software
teams work. What users love about Linear are the powerful keyboard shortcuts, efficient GitHub
integrations, cycles that actually create progress, and built-in project updates that keep everyone in sync.
In short, it just works. Linear is the default tool of choice among startups and it powers a wide range of
large established companies such as Vercel, Retool, and Cash App. See for yourself why product teams
describe using Linear as magical. Visit linear.app/lenny to try linear for free with your team and get 25%
off when you upgrade. That's linear.app/lenny.

FRCERIR:

AETEHA Linear 228, BRI, MIMEFEANIREBIERS (Issue Tracker) HARRERH. ITAEER
RRGIIEFRIERT, MARBERBIR? At ARERGEEMEES? Linear WRRE,. BRERIR, &IHEE, 3
FEERAMIMER, ATUEHUNITRERIEE~RBEEZENEN=RALAIRE, Linear EAIMAIRHEHPARY
THEARRMIEITHN. AREE Linear NERE ERANREIRIER. SMH GitHub £. EIEREHEHERN
[AH8 (Cycles), Uit N ARFRLHNABENEERH. BMsL, EMEFAH. Linear E¥ISIATNEET
B, 7 Vercel. Retool #1 Cash App ERZAEMARNBRMUZFTF. FEEEFEATATRENREER
Linear #RA “#3” . 3418 linear.app/lenny 28 S{REIEIRIRX A Linear, HEARNZES 25% B0,
k= linear.app/lennys

[00:29:54] Lenny



English:

| love these stories and this is a good segue to start talking a bit about not just what skills to focus on, but
how to actually get better at these things and identify these patterns in yourself. There's like a bunch of
skills we just named, so let's also talk about where you think you start as you're starting off as a PM,
which skills to focus on first, second, third. Let me just ask this broad question. We've talked about all
these different skills PM should have. What have you found to be most effective broadly at building these

skills in your career?
FRCERIE:

HRERXERE, XEFIUSIET—MER: FMUEXEMEREE, TECMAERMRMEAXEREEHIR
A BRI FMINA TR T —3ERRE, FRUAFRATHREE, FA—RREDH PM, {RIAJIRIZMIBEFF
48, B— B BZINRXEMEREE LR —DEZAIR: HATXET PM MiZAERRAEXER
[EkAe, ERBVERWEES, RAI R AXEREREMN G ERTA?

[00:30:24] Jules Walter
English:

I will share my approach. It might not work for everyone and later when we talk about strengths and
weaknesses. You might see why that works for me. What | do specifically is when I'm trying to learn
something new, | try to think about what is an outcome that | could drive. And if | drive this outcome, it
will be proof that I'm better at this thing. If we go back to this story of when | joined Slack, | didn't know
anything, literally anything about growth. And | was telling myself, "I hope they don't fire me." But then
the outcome | wanted is, within six months, | wanted to ship enough experiments that were successful,
that drove activation by, let's say, X percent. So, that's very concrete.

FROCERIR:

HREDEHNTGE. SHETESGHAA, HEIARIMMBERBENELEE, (RARIBENTAXMHEENK
B, HEAMNZ: SREZXAFIFNRAN, RSBERHETLUEMFAER “RR” (Outcome), FIRHSE
WTXIHER, EREAREXGELTR/EBIF T, EFIIFMA Slack NkE, HFERIEK—FTFMM, EH
B—EAE, RIARNEFES: “FEMINIFARE.” BREENHRRE: T TMAR, KHEBSMINNE
1, RHEERS X%, XIEEERE,

[00:31:06] Jules Walter (Continued)
English:

Then once | have this outcome, | work backwards to figure out how am | going to do that. One of the
things we can talk about later when we talk about strength is that, for me, I'm really good at asking
questions. What | do then is | start asking questions like, "Okay, I'm trying to drive activation for Slack.
What are some frameworks that | should use to drive activation? What are best practices? What are
examples?" | have a sense of the kind of question that, if | were to answer them, I'd be able to drive the
outcome. And then what | do is | read a little bit, not a lot about the topic, just to make sure I'm asking the
right question. Then | refine my questions and then | find the best people in the field and I just go talk to
them. That's where we'll talk later about the mentorship part.

AR ERIE:

—BETEXMHREN, ZFREENALIE, MEREINBRRNZRE, FIFEBERER. TR
ARIEC: "B, HRERS Slack FEUER. KN ERMEAEZRNERNE? REKERIMTA? BHFLER



F? 7 FABLENREOZF LRI RROPEE—HERE. AREE—xR (FERZE) XTFXIMEH
MER, RRNATHREANEFZNE, BFEHTERNNE, REZTARMBHA, BEREEFTEM].
NIRRT INE .

[00:31:54] Jules Walter (Continued)
English:

In the case of activation, | was like, "Okay, what's the company that defined growth?" At the time,
Facebook. "Who are the people that | can reach out to that do growth at Facebook?" And one of them was
Bangaly Kaba and also Adriel Frederick who spoke at your podcast. | had met both of them at a random
event. Then I'm like, "I need to find a way to have a chat with these folks and to help answer those
questions with them." So, that's what | did with Bangaly in particular and also Adriel to a certain extent. |
then learned, "Okay, here are frameworks to use for growth." For example, understand, identify, execute.
Spend a lot more of your time understanding why people aren't staying on Slack versus anything else, so
then | had pointers.

AR ERIE:

LUBCERG, FAE: “9FIE, MRATEXTIHEK? 7 HBYE Facebook, “FXAILIBELZR Facebook ML fiig
KHIA? 7 HipZz—= Bangaly Kaba, &8 BEIREZEFR AL SR Adriel Frederick, FEE—XPENERNR I
S, ARER: “BEBDENXLE AW, 1B REIZBLERB,” FrAFKIXT Bangaly, EEMIZ
E LT Adriele ZEHRFRT: “9FI8, XEIEKTUFHANELS,” HI0: EHF (Understand). IRF!
(Identify) . #1197 (Execute), EEZBIEEIEMATAAIAETE Slack, MAEBMAIN, XEBRMETH
Mo

[00:32:40] Jules Walter (Continued)
English:

Once | have the pointers, then | try to go through the thing. I'm like, "Okay, now let me..." | call the user
researcher, "Hey, can we do a research on people who are signing up on Slack?" Data analysts, let's look
at the data. What correlates with activation?" Those sort of things. Then after | go through a look, where |
actually see results, whether they're good or bad, | go back to the mentor and I'm like, "Hey, | did this. It
was actually successful. Thanks a lot. Now, I'm thinking about this other problem." | keep going and
that's how | rinse and repeat, and over time | drive the outcome and | also know I'm getting better at this
thing by working with the experts.

AR ERIE:

—BETAR, ZIFBEMETH. HW: R, WELR-7 BITBESAFAMRG: IR, BiEE
XtEA Slack IAMANARIZ? ” HREUBEDAIM: “LRMNEELUE, WMERRSHEEX? 7 HEkE, 4
BEM—MEHHBIER (BLFHF) &, RIOFISIHERER: T8, HMTXD, BRBEFE. FE
i, MAEREZRF—NEE” HMXEAHBIFAEE, MEERENHER, HEDTHR, RHbAEET
5ZXEF, BEX—MURERERT.

[00:33:18] Lenny
English:

There's a few interesting takeaways there. One, is that you kind of create a forcing function for yourself to
learn a thing. It's like, "Hey, I'm going to learn this thing. Let's create a goal that my ass is on the line to hit



and then that's going to force me to go figure this out." And then two, it's interesting how often you come
back to mentors and other people around you helping you out, which is a really good reminder. You don't
have to figure things out for yourself; there's people out there that know these things and they're happy
to help. A question | want to ask and I'll save this, because | we're going to talk about mentorship
specifically a little bit later, just like how to find these people. Not everyone has access to Bangaly and
Adriel, and I'm curious just how you found these folks, how you recommend other people find folks like
that. But that's an awesome example. One tactic you're talking about here is just work backwards from a
forcing function you've created for yourself to learn a thing. And in this case, what was it you were trying
to learn? You were trying to learn growth, is that right?

AR ERIE:

XEFNNMEBHWR. F—, MMABCLIET —MNEIEFKRAEN “SBFEIHE" (Forcing function) . F&
B MR, HEEXD, URIMNKE—TER, NREFRITEMET, XIBEREBEE.” £, FBHNE
REBREFMANEMIAHATEEDMR, XR—IMREFNRE, MAFTEAFHREBCER; IEHEXE
A, MEMIETFEA. ZERN—NE (HEBREE, BARNELZTWRITEIE) 2 MEHREX
Ao HAFES N ABEEARE Bangaly 1 Adriel, FHRFFIMBIALEIXEAR, ULIRENEMALR
FHEFHAN. BEXZ2—MREFHIGF. MEXBRICH—MREIME: MRAFEIEEMEZRIRFINEF
aEHE, EXPERGR, MEFRRER, WE?

[00:34:11] Jules Walter
English:

Yeah, | was trying to learn growth and | wanted to do it in a context of activation, like new onboarding.
And then later | also wanted to learn growth but in a different context, which was monetization. How do
you drive revenue growth, not just get more users? And then later it was things like, "How do | learn how
to create a growth org? How do | structure my team? How do | set work streams that add up to a coherent
strategy?" And you just keep going.

FRCERIR:

BHY, RENBFERK, FEENE (WNFHAFPSIR) NERTES. ERFEBFEK, EEFRANER
T, BIZI (Monetization), MAHEEIEWIEK, MANNERMEZAF? BEKEEN: “ROFFIE
T—MERKALR? A EEAEPA? WEHSE TIERUZBERRIR? 7 (RRUXAFRETERM

[00:34:42] Lenny

English:

In those examples, did you do the same thing, you found people to talk to?
FRCEIE:

LG FH, FEERMEFRNSEED, HAFH?

[00:34:46] Jules Walter
English:

Yeah. Yeah. It's the same approach. Sometimes what happens is | have a few mentors that | just keep
going to over the years and it's just a top exchange and sometimes | sort of get new mentors who are
experts at these new topics. It's a combination of those two things for me. And the thing is you obviously



can learn without this approach, but this approach makes you, at least for me, makes me learn so much

faster.
RS ERIE:

20, 2. HIER—HN. ARRSIW/VUSER—ERFEANSIN, #1TE5RXNTM;, BRI
LAXEREFHALNERENFHS M. HHERRBXMENLE S, FLE, REARTUEREIMGENER
TFS, EXMAEEONEFKNR, ILRFERES,

[00:35:14] Lenny
English:

That's probably one of the most interesting things I've learned about mentors, and you're touching on
this, that people want to help. They're happy to help if people come ask, unless they're just dumb
questions or they're just overwhelmed. People are generally very happy to help. People are always
worried like, "Why would they spend any time trying to help me with this random thing?" It's really the
opposite; they're happy to help.

FRCERIR:

XARRRFINXTRINEEBNERZ—, MERITX—R: AMNEESEERHAEN. NREARE
#, WIRAESIT, FRIERNERENEMNLERTT. AMIEBFERESIL. ARZEEO: ‘A
AR EEFLEXMENENE? 7 FLieEERk, MIMRRE.

[00:35:34] Jules Walter
English:

Yeah, exactly.

FRERIE:

T, =,

[00:35:35] Lenny
English:

Coming back to the EQ and I1Q buckets, are there other examples of ways you've learned to improve, say,
strategy, execution, product sense, things like that?

FROCERIR:
[EE) EQ# 1Q B533E, EAHMAIFRBBREMMFSIRARE. HITH. Rz EIsENE?

[00:35:46] Jules Walter
English:

Whether you have a mentor or not, there's other things you kind of have to do. For me, for example, one
thing | do is | try to identify what's the best practice for something. For example, let's say strategy. There
was a phase where | got feedback, "Hey you need to be better at strategy." Then I'm like, "Okay. Well, can
you help me understand what are people at this company that was awhile back, where you think have



done a great job at strategy or what are examples of artifacts?" Then | get these artifacts and | reverse
engineering them. | try to think, "Okay, what are the top questions, the answer? Maybe I'm not answering
all these questions. How do they do it?" And you start seeing the patterns like, "This person did it in a
memo, this person did it in a deck." So, it's not about the format, but what is it about? Then this person
had a lot of data, this person is quantitative, qualitative. So, that's a big part of what | do as well. It's true
for all these things.

FROCERIR:

TRMBEESIW, RO —EEMER, WHFH, HId0, REZHIRANEHEN “RELKE” . b
R, BE—TIMBRBREIRER: 1%, FREERBOEBISELS.” ARKEE: “FE, R TE—
TRRAFBE FBEBRAUANET), MIANEERBAEMISRY, EEWLES~HY (Artifacts) BIGIF
13?7 REHRZIXLEFHYHRENH#IT “ERITE . BEBE: @B, tIEZMZ0RERETA?
WIFRRBRIEMAXERH, thITREAMsy? 7 MABEIRN, il “XPARESRER, BITA
BATRBE.” FILERAETRI, METART. XTABRSHE, BIAREEN, XTEEMMN, X
WEKFIMETENERAME T, W TFAEXERAEERZ ML,

[00:36:47] Jules Walter (Continued)
English:

For execution, it would be things like me attending another PMs meeting. "Oh, | heard this person is
amazing at executing. Let me just see how they're on a meeting." And then you're like, "Whoa, things we
didn't notice." Or somebody is great at communicating and I'm like, "Okay. Well, did you send this email?
It's great. Let me save it." I'd have docs where | saved templates of things, and a lot of the reason, | think,
people don't learn through osmosis that way is because one is you're not at a company where you can
see great artifacts sometimes. That's why | mentioned if you can get a better company, do that. The other
thing, too, is even if you see the greatness around you, some people don't try to break it down, to
understand: "Why is this one great and not that one?" So, | actually do spend a lot of time every week
reflecting like, "Oh, | saw these docs that were great or | saw this presentation this person gave." |
sometimes crash presentation audits PMs give to executives, just to see how they handle questions or
these sort of things. A lot of it is just spending time observing as well.

AR ERIE:

XFHITH, REEZSNE—TPMBIRN. “M8, HIFRXPNARITAORE, LHREEMINREAFZH.”
REfF=EI: “F, BEATENUSCEREL" HERABKDE, I “FE, RAXHERMGX
BT, RBEETR” RZBLTINHINEREREXILERR. RIANRZSANLEEEIXM “BERK”
(Osmosis) WARFS), RAZ—RMERNAE-KEFINF~HINATF. XMEATATKIRIIWRIR
RRHEFHATE, BE. Z—TRER, BMEMRIFDERFHAN, BEAMFIZHAEFEE, ZEBE: N
FAXPMREMBIAT? 7 FAIUKERABLSHRSRERE, tbi: 18, REIXLEXERE, HERK
BIXANETRIEY.” RENSESHPMARERNVERTH, RRATEMITNALERNZZ KNS
B. RAR—EBD TR BN,

[00:37:54] Lenny
English:

| love this advice, it's so powerful. Just like, "Who is amazing at this skill? And let me just go watch them
and learn from them."

FROCERIR:



HEBESRXMEN, EIFEE. AR “EEXTURELRFE? ILHEWEMN], mi1F3."

[00:38:01] Jules Walter
English:

Yeah.

FRCEE:

=0

[00:38:02] Lenny
English:

Something that you touched on here is, and | talk about this a bunch, that one of the benefits of working
at a large company like Google, like Slack, is that you have access to a ton of real examples of strategy
documents and vision documents and roadmaps and things like that, that once you're out of a company,
like me, nobody shares these things publicly because they're sensitive. One of the best benefits of
working at a large company is they have access to real life strategy documents, vision documents, things
like that, so you should really savor that and collect them and, to your point, just study them. And I love
your advice of just working backwards from like, "Okay, here's a strategy that work. What is it about the
strategy that | can use when I'm building my strategy? What questions are they answering? How are they

structuring it?" Things like that. That's awesome.
FZERiE:

TIRIN—= (RBEEKE) 2, EH Google. Slack XENAABTIEMNIFLAZ—2, REILUEMEIKE
BEXHRBEXHE. BEXHEMBREAERZENGTF. —BIRBEFAE, GEXHF, MRAZIAANEXLERA
7, EAENRERE. EAABIENRAIFAZ —mERMEMLETPRREXE. BRXEE, ﬁu
WEM?&FE#WﬁbM FHEIEMRAAR, SRREN. HRERMAXFEMARI, b “FE, X

—MIZEHHREE. XMREHPEPLEIRENEL SRR TLUMEEN? MIEZE 7 HLER? (]
EWHWLEKWT’%WMKOKETO

[00:38:48] Jules Walter
English:

Similar to the mentor point, people are actually happy to talk to you. They're even flattered because no
one else asked them. "Well, hey, | read your doc. Can we talk about it?"

FROCERIR:

MBIMA— = LM, AMNEERFENRRZR. MMNEESRIREEIR, BAEIIARIMT. T8, Fix
TIRESAS, FxAJRERIENRS? 7

[00:38:54] Lenny
English:

Right. Whoever gets the... What PM ever gets someone coming to them? "l love your strategy doc. Tell me
all about it. 1'd love to talk about that."



FRSCERIE:
i BN PM 2BRIEAKLEI IR “BAESWARAERIRSAY T, REFIHH, FHAAIIHXN”

[00:39:06] Jules Walter
English:

Yeah. And then the other thing I'll say, too, is a lot of learning happens through the iterations and not by
seeing the final product. We all see these products, like the iPhone and name your favorite product, but
you don't know what versions they tried and sort of eliminated. And that's the benefit you also get at a
company that has great product management. | actually sometimes tell the PM like, "Hey, don't just show
me the one you just did. When are you going to do your next strategy? Can | join you then? | just want to
sit and watch you write down the outline and just understand your thought process," or "l want to see
when you're going to write your next exec update and understand how are you..." And you see them go
through these iteration and you see them do things like get feedback that you didn't know they were
getting all this feedback from. So, seeing the backstage is also really helpful.

FROCERIR:

2. BERRHNZ, REFIREE BN di2F, MARBIERL M. HINMEIXLESR, b
iPhone SRR ERHI=mn, ERAMEMIIZHIHELRTBLERS, IMBME-BABERET~REREKR
MATIRERISHITFL. HENZEIFRPM: 1%, FREHREMIETTEII D MTRIEREE T ARME? FaE
MNS? ZRBBEFDEREAN, BREMIEZIR,” HE “HWRERET F—XeELkK, THIRZEN
f]--” REEMNEHXLEEN, BEMITRIURSE (RUFIESFAMERIEMNXAZRERRRT) . F
MU, BF “BR” IRELREH,

[00:39:58] Lenny
English:

It's interesting. Just as you're talking, I'm reflecting on how many benefits there are to working at a world
class company. You are surrounded by really smart people who you can talk to and ask for advice and
watch how they operate. You have access to really incredible documents and artifacts that you can learn
from. Also, just the logo on your resume is really powerful for future job opportunities, which then comes
back to the interview skills that you talked about and how important it is to be good at that to get into a
company like that.

AR ERIE:

RE®E, RGN, RERBEHAZQATIFEZVEL, MBAESREIFERBHIIA, REATUSHI]R
W FREWAMBMINIISEL RN (RATLUZARE S AR SAEM= EFHMPFES I, BHLER
5 Logo MARMN IR BIFEE I, XNXEETIMERIBmAEEE, UWRATHEAZFNAE, BRKEIRZ
BUEE,

[00:40:24] Jules Walter
English:

Yeah, totally.

R EE:

EH, TTEIEH.



[00:40:25] Lenny
English:

Interesting. Okay. What about on EQ? Any examples of how you learned some of those skills that you
talked about communication or leadership or management or anything along those lines?

AR ERIE:

BRER. MEQ HEYE? BREHFRAIREINMAFEIIRMERIRARLESEERY, thal/m@. MFH. BRI
€737

an>

[00:40:36] Jules Walter
English:

Yeah. On the communications side, | read some stuff like Minto's Pyramid Principles. Extremely helpful
and | know you had an article on that. | mentioned also that whenever | see a great email exec update or
whatever, | literally save it in a special folder. Also, by the way, | always ask for feedback more than | think
many people and | try to see patterns in feedback. For me, one thing I've observed is | tend to write long
sentences, coming from a Haitian-French background, but then | see that because I've seen enough
feedback that are about it so | see the patterns. Or as | mentioned earlier, | used to not be clear like, "Are
you saying this solution or that solution?" It's better sometimes to be wrong but clear than the other way
around. That's on the comms side. And then the other things, it's mostly, for me, through mentorship,
people like Lawrence helping me be real with myself. I've had a coach for a while and | also do group
coaching, which I really love. Right now I'm doing group coaching with a company called Pathways to

Leadership.
AR ERIE:

B, mABSE, HiEdG (EFEERE) (Minto's Pyramid Principles) Z2MWH, IEHEHEEE), HEE
MREEIHEXNNE, HBRE, SSREI—HRENMYE. SEORIEHMAA, RAEIIBeFH—
BRI HR, IRER—T, RERRIFMFLLRSHAT S, HERSSHAMRBGHIHERR, THEK
W, BMRIN—RE, BTFENBM-ZEER, RMMTEKAGF, ERBELIEBZHRRERTXMER
o WEGRKZIRIY, BRUBRASEH, thil: “RBERXNAEREERNAR? ” A8, “Tos
REEW L EMEREY., XBARAFEN. HtAHE, ¥ERRETEZBELISINES, & Lawrence X
HMASEMRBEIENE . HiET—EENELE, WEMNAKLZ (Group Coaching), HIFEEWR. B
FIFIEESI—ZK B/ Pathways to Leadership BIQBIHY/NEZ LR,

[00:41:48] Jules Walter (Continued)
English:

These sort of things have helped me infer what my strengths and weaknesses are and then work on them.
And then one thing I'll say also about the EQ: it was the most frustrating learning for me. For the IQ stuff,
within six months, sometimes three months, | can see clear progress when you see enough documents.
You see five, six of them, you start seeing 80% of the patterns. But then with the EQ stuff, it's things I've
been working on for years. | am better at them, but I still feel like I'm continuing to work on those things.
And a lot of it is like lifting weights or building muscles; you have to do it every day or every week. And
then if you stop doing it, over time you atrophy again. That's something that people need to
acknowledge, too. Give yourself time and then also learn these skills one at a time ideally.



AR ERIE:

XERFEPIIELTHIBAENS T, AR, XF EQ, HIEER—R: XEHFIIIEFRS
NARBED. WTF IQXNAA, ANTREE=ZTAA, REMEIRBHIXY, MERERENHED, R
BEANTXE, FEEEHE 80% BRI, BXN T EQ RWAA, FERKEBEZNTREFHN. HAHLELHT
T, ERMARERFELSE N, XERAKEELMEEENENR; METNSXRNEEAELE. MRS
%3], MENENER, EXIER. BRANFERIAN—R. HECHE, BRERT, —RRFI—
T gEo

[00:42:45] Lenny
English:

Oh, interesting. Can you talk a bit more about that learning skills one at a time? Is your approach just like,
"Here's the thing, I'm working on this the next six months. I'm going to focus on that."

FRCERIR:

MR, REW, (FEZWME “—XRAFZ—TKEE" 13? MNAEREMT: “XMERESHH, ETRHNATA
BRMEEX—IU 15?

[00:42:53] Jules Walter
English:

Yeah. My approach is typically I'll say, "I'm giving myself, | don't know, three months, six months." It
depends on what [inaudible 00:43:00] | want to see in my behavior for these things and then | just go all in
on that skill. Let's say | wanted to learn strategy, I'll be like, "Okay, I'm giving myself, let's say, six months."
Every week, I'm going to do something related to learning strategy. It's going to be maybe | read the
strategy for another feature product at my company and you just divide, right? Let's just say there's 10
features or 20, it doesn't matter. You just do one a week, so 20 weeks. You see what I'm saying? And then
the other thing is, every week I'm also going to practice it towards my outcome. I'm going to spend, |
don't know, three hours a week, maybe one hour a day, just thinking through my own product strategy.
And | do that for six months. You do it enough that you get over the hump and then actually develop the
skill. Now, the other approach you could take is... What most people do is they read an article on your
newsletter or some other place and then like, "Oh, great. | learned an insight." And then you go back to
usual.

AR ERIE:

2. BHGZEERR: “RABC=TRIATA.” XERATHREBEXLETAPEEMFAFNEN, ARG
B2 ORNFIBIHEEF, RIgHBFRE, RSB “GE, RLES/NTMARE." SRARMBSM—L
S5FIRBEXNER. JRBARABES— I mAIRES, (RAJLUBEHFE, MIE? RigE 10 1%
20 NIOEE, ®ERFR, BAF M, ME20E. MERERG? 5—4FE, SAREIHNRNERHITHE
o TEA®E, =/, HFESX—/H, EFIRERECHT AR REFERTA. RISE®
%, MEEEIA MR, EEEZEXTUKEE. MAZSHRARRNSZ—MAER: BT REERHE MM S H—R
X8, REE: R, XiET, HEET MR ARM—IRIAT.

[00:44:00] Lenny

English:



And it's not like at the end of these six months, you're done. I'm strategy expert, | am good on strategy. To
your point, it's building this muscle that will never be fully built. It just will get stronger. And every time
you invest time learning something, it gets stronger.

AR ERIE:

MEHABRXANTBERIFHM “TL” T, MTREER, REEET. EWNMRAR, XRESIAN, ©X
EARTEEM, A2LR/ER, BRIIRANEES, EMSTEER—R.

[00:44:15] Jules Walter
English:

Yeah, exactly. It's not that within six months you are clearly better. Now, you can invest another six
months to get to the next level. Or you could say, "Now I'm going to switch focus to another skill and get

that one to a similar level."
AR ERIE:

B0, i, AFRRBIRNTBERIRMBAEZET . (RAIUBRANTBHENT IR, HEMRAILR: “H
ERELEORBE ST L, BERAZIRMIKF"

[00:44:28] Lenny

English:

Is there a skill you're working on right now?
R EE:

(RN ETE SR SR AEND ?

[00:44:30] Jules Walter
English:

Always working on something. One | can call out is listening. One thing about the EQ stuff, too, by the way
is you hear these words, and depending on how familiar you are, you understand or don't understand
what it actually means. When | say listening, I'm good at seeking information to solve a problem. If you
come to me and you're like, "Hey, Jules, | have this problem," I will know what to listen for and what to
ask you. "Hey, Lenny, can you tell me A, B?" And then I'll help you solve the problem. However, there's
also different listening patterns, one of which is you just create space for someone. It's not like you're
seeking a particular information, just give them space to tell you what they want to tell you. And then the
other side of it, too, is you help that person feel heard, "Hey, | feel like you actually understand me and
you've heard what I'm saying." So, that's the part | am working on.

FRCERIR:

BEREHIRERA, RALUEN—TE "R o IRER—T, XFT EQHIRA, RIINEIXLEIR, BEIRIE
REVRVERRE, (RAJREIRMBATRENIEMEN RIS X, SFIREIMIAE, HEKN TR T RES.
NRIRKIIK: DR, Jules, HAXNRE,” HIMEZIAHAURZFEIRT 4. “IR, Lenny, fREES
KA BIE? * ARRSEIREREIE, AT, HIAEEFRRNER, EhZz—RAFEALSE=E, RFE
AIKFENES, RBAMN=EILMAIIRERREE 5—EE, MIBIARERART, TR, HRE
FIRERIEMES, IWEETHURNIE" XMERETESIERD.



[00:45:25] Lenny
English:

You mentioned the Matt Mochary episode. | imagine you've been listening to that, because that has a lot
of great advice.

FRSCERIE:
R4 T Matt Mochary BB—&., BIBR—EERIE—&%, EABEERESRIFHEIN

[00:45:29] Jules Walter
English:

Yeah. Yeah, exactly. It's those kinds of things, right? And then he talked about saying back to people what
you heard, asking for more information, et cetera.

FRCERIR:
2H, ", MEMELERE, WIE? tiKETmXAERIRIFERIE, WRESEEFS.

[00:45:38] Lenny
English:

Awesome. You mentioned that you asked for feedback from your peers, and | wrote that down. | wanted
to double-click on that a little bit. How do you actually approach asking for feedback? Do you sound like a

survey? Do you just ask people in meeting? How do you do that?

AR ERIE:

KiET . MREMRZERAEI KRG, KB T TE—R. FHBRNRIT—T. REFFL2MEERRER? I
EREREMAED? ERERERNLA? REEAM?

[00:45:51] Jules Walter
English:

The feedback piece, it's something that | had to get better at. Over time, I'm asking for it, because what |
realize is if people don't feel comfortable with you, they won't give you feedback. It's depending on the
risk, right? Especially if it's constructive feedback. By the way, that's also something that's hard about
being underrepresented. People sometimes don't have the same natural level of connection with you. |
basically learned to go out of my way to make people comfortable giving me feedback. There's different
techniques and Matt Mochary also talks about some of them. Sometime it's basically ask in a very specific
way, "Hey, | did this presentation. I'm working on, | don't know, having more executive presence. Did you
feel that? To which extent did you feel that | showed executive presence?" So, it's a very specific thing

versus, "Hey, how did it go?" That's one thing you can do.
FRZERiE:

R —IR, BHROAEIIRANE D, MEENERERE, BR—EEEMERRE, HARTIREMRANR
FHNEBELREE, WIMARLIRRE. XEURTHE, HB? THERIRENRGE. IRER—T, XHUE
ERDBEBHALLREEN — <. AMMBRNMRKERMRANEKRR. HEFLZRTHESFLAMIESREK



IR EI BT, XBEARREBFIG, Matt Mochary Hi%EI T —L, EREXAIEERFN AR 8, &
M7 X NET. RIEEZAEFA, ki, &8S1% (Executive Presence), {RREGIEITIE? % AKEE LR
BEBRITEESY? 7 XB—1EREANRE, mAER ‘12, RWELAHK? 7 XZEReI LU —HE,

[00:46:45] Jules Walter (Continued)
English:

Other thing you can do sometimes is you give yourself critical feedback in front of them and then you give
them a chance to agree or disagree. "Hey, | feel like this presentation didn't go well for this reason. What
do you think? But actually | thought it would've been fine; however, this other thing could have been
better." And then the other thing I'll say that is very, very important if you're asking people for feedback is
if you manage to get them to take the risk to give you the feedback, your answer has to be
enthusiastically grateful. That's the key. What people knew at Slack, Google, et cetera, is if you give me
feedback, I'll be like, "Hey, thank you so much. This is super helpful," because people are like, "Oh, he
actually likes the feedback." Now, inside, my heart might be melting. I'm like, "Oh, | thought | got better
at this." You know what | mean?

AR ERIE:

BRI UM S —HERE, ERIIEFTSEE S —ERAMENRE, ARLMITNESRRIBERT R,
IR, BREFXRETRARXNRERIAFARG . REFE? HRFHARERF[ET, EF—HFXRTUERT
Bif,” TE—MHIERIFEEERNER, URMMBERFIAGIRRG, —BIREINLIIEBERRS TIRRE, R
MEIEUNE “THABEHNERE . XBXHE. 7 Slack. Google FAF, AMMHMEBWMRIFAERIE, Ke
W TR, FEERE. XIFEEER.” RAAMNESREE: B, ENERRE.” BARNOATEERE B
m” , BE: R, RUABREISEEEHT T, (RERETE?

[00:47:42] Lenny
English:

Yeah.

R EE:

=0

[00:47:42] Jules Walter
English:

But externally, I'm like, "Hey, thank you," and | mean it. | think that's the key that most people don't sort
of focus on. And if you get more feedback, then you'll just get better at the things.

FRZERIE:

BrEShRE, HEW: TR, HEE,” MAKREON. HUAXBAZSHRARKKENXE, NRIRGERT
BERM, MMEEXEERE LMSET,

[00:47:51] Lenny

English:



Thatis such a good advice, all these very tactical ways of getting actual real feedback from people.
FRZERIE:
XEBRFNEN, XEMANTREREELRGNAGEIEERELEMN,

[00:47:55] Jules Walter
English:

Yeah. And then one thing I'll say, too, by the way, it's harder to get feedback on the EQ stuff, and that's
also why it's harder to develop and why a lot of people reach terminal levels in product, because people
are like, "Oh, they lack emotional intelligence." They say that in calibration rooms but not in your face, so
that's also what you want when you hear feedback. You don't want just to like, "Hey, here's my piece of
feedback that | can prove." You also want the part that is like, "Here's how you make me feel or how you
come across that... If this is taken out of context, it won't be good for... | don't want this to be shared

publicly or taken out of context, but | want you to know."
FR3CERiE:

Bl IER—T, REXT EQ THNIRRENM, XUEANTACEMREF, UNKATARSFHEERIE
EZBIMFANRR. AAAMNSIATR: B, #RZEEH.” MINSESBBEZN (Calibration
rooms) EXAW, BERZIEEIFM. FIUSIRIFER GRS, RUEBAERILIAT. RANNEEZIM
IR, XERBREAEN—FRE , MEBERBD: “MARORITIXFE, HERKMEREFF
B IRBREIER, MR RAREZWAA D ZHEEIN, ERFERAE,"

[00:48:55] Jules Walter (Continued)
English:

And it could be things like, "Hey, when | talk to you, sometimes | feel like, | don't know, you're angry." And
then I'm like, "Oh, really? In what scenario?" And then it's like, "Oh, | was so focused and listening to you
intently that I could see now why | come across that way." But you could literally go your whole career
and then nobody ever says these things, right? And that's the kind of feedback that | personally find most
helpful is the subjective feedback, because nobody will tell me those things. Once somebody | trust tell
me and I'm like... Oh, here's an example. | mentioned earlier I'm good at asking questions. | had
somebody ask like, "Tell me. Hey, sometimes when you ask questions, you sound more junior." And | was
like, "Huh." And then | can see that because | asked the question plainly like, "Hey, why did you do this or
how did you that," instead of also saying where I'm coming from, "Hey, | noticed this blah, blah, why,
blah?" You know what I'm saying? Instead of showing | have an understanding of the thing and then
asking a follow-up question, | just ask the question bluntly without context and people feel like, "Hey, I'm
asking a very basic question." So, that's the kind of feedback that I particularly value.

AR ERIE:

ERRERXFR: 1R, SRRIMRIER, ARRRES, BANE, MEFGEES” ARK=R: ®, Bl
3? FHARRT? 7 FERW: "B, HINKTE. OAEMIARIRIET, ZIAERBAT AL AR
MEDT.” BfRAREBRNIREEEIASIFMXE, WHE? IMEMPRIBER AR SREEN, BN
BRAZERFEXLE, —BREEHOASFR, HME--BR, ENMF. RZRIFEBERIER. BABXNEK
W IR, BERENEMAAILRIFERILERZE (Junior),” FHHER: “18? 7 ABEEAT, AR
FFRER, tbi: IR, (RAFAEXAHM? 7" HE “FREEAMN? * MEERBRNEAR, thil:
IR, BERETER, AftAzXF? 7 REZRERD? ZLEXRMEHNXHEEEEMAGBREER



B, MeflHERMERERR, MIMERER[F: 1%, wERN—TEEEMAEE” XmERKFEERHH
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[00:49:48] Lenny
English:

The feedback you're getting is pretty incredible, like the stuff you shared about someone saying you come
across as angry in a meeting if you ask questions or you sound a junior. | don't know if I've ever gotten
anyone to give me that brutally honest feedback. When those specific cases, what was it about these
people that helped them give you this feedback? Is that what you talked about, you built trust with them
over the years or is there something you did to get that kind of feedback?

FRCERIR:

RSEINRIFAEZIFEA, LIRS ZENEANRIRESIN ERANESRES, HERERER X RTHER
BEABATHXM “HERK" NRIR. EREAEFNERAF, BHAXEARTAIRXMRG? RN
REREIN S EFRZINEED? ERMEMT HAF R T XM RIR?

[00:50:10] Jules Walter
English:

| mean, it's definitely they trusted me and they cared about me. They trust that if they tell me the
feedback without translating, that | would see the intent behind it. And they were able to do that,
because after months and years of working together, they know how to respond to feedback. Because
what happens is most people, when you have to get feedback, you kind of have to really do a lot of
translation work so that it lands, "I don't want to hurt your feeling. | don't want you to take this." | just
told people, "You don't have to that with me." That's one. And then the other thing, too, is people
reciprocate also how you talk. I'm not saying | talk to people like this, but | try to be vulnerable with
people so they know we can be vulnerable and things are safe like, "I really want to hear things the way
you experience it."

FRCERIR:

HNERZE, XEMNEEAMINEERK. X OFK. MITEENRMIIRINEmhEIFRRE, KEEREREN
FE, t1ZFUEMEIX—x<, RRANEIHBEERENEIE, MIIMNERSNARNKRE. RAEBER
T, HIRGRAEHIARIRE, (ROTMAEE “BIF" ITIF, FitereRER, “HRABGIHRIEE,
BARBILMRAE” RERSFAK: “REREFCFTEREF.” XBH— HZ, AMMESIREMTIENSGR
LFOR. BARHESBXENARIE, ERZ AN AREIMHESS (Vulnerable) , XHFMIRAEIETA]Z B
LUBIRARDL, IR RS, thin: “HEMRBIRIFRESLMNRRZ,”

[00:50:59] Lenny
English:

Got it. So, there's a lot of foundation setting that you do to create this environment where people are like,
"Jules, here's something that's going wrong. You can work on this."

FROCERIR:

BBET . FRLMRE T REWETIEREXMIFE, ILAMRFIUMRIR:  “Jules, XEFLRE, (REJLL
PR —T"



[00:51:05] Jules Walter
English:

Yeah.

FCERE:

=108

[00:51:06] Lenny
English:

That's an awesome takeaway. One other thread | wanted to pull on is you mentioned focusing on
strengths and how that ends up being really important. Something I'm a big believer in is focusing on
strengths versus trying to make your weaknesses much, much stronger. Is there any advice you can share
to better understand what your strengths are, why that's an approach to take in developing your skills?

FROCERIR:

XE—MRENWER, FBERNS—PRIEMEIMNFENSE, URXAFANMEEE, RIFERENZXE
Mm%, MABHERSHEHE. XTMAEPTHEE SRS, URNTAXZREFREN—MERGTE,
RBEARING?

[00:51:28] Jules Walter
English:

For the strengths, breakthroughs. For me, a lot of it was talking to my mentor, Lawrence Ripsher. And |
organized this event for Black PMs at Pinterest, where Lawrence was speaking, and then we were talking
about, "Hey, watch should we talk about, et cetera." | don't know how, but in the conversation he talked
about doubling down your strengths more than on fixing your weaknesses, and then he used me as an
example. Then the fun part is he had this approach of how you actually find your strength. It's a very
simple question, where basically he's like, "Hey, what is something that a lot of people say you're good at,
but you think it's not a big deal or it's not that important?" And that's the key. | always that's what
resonated with me. | was like, "Oh, a lot of people keep saying I'm really good at networking."

FRERIE:

XFMBHRE. XMEFERKGR, BRAERELRHTFSEHMNSIT Lawrence Ripsher B3 #%., G TE Pinterest 4
Black PMs B4R 7 —/RJ&ESN, Lawrence @EHEE, FIMHNEITIS: IR, EMEZPLEHA, FF.7 &K
TEBRBEAFEN, BEKEPMKXIT “MELERDE” b “BHeLE FEE, AEMEREG. F&
W, thE—EINMABNGE. XB— M EESEENRE, mEAREXF: ‘12, BHAEBEIRRZ AR
RiEK, BRESREETAKRRT, HBREFBAETEN? 7 XMEXHE, X—HILHFEHIG, HE:
‘I, REA—BERKIEBEKHR (Networking)o”

[00:52:32] Jules Walter (Continued)
English:

I'm like semi-introvert, so I'm like, "Hold on, | don't know." [inaudible 00:52:32] not everyone or people

will tell me, "Hey, you have asked great questions." And I'm like, "I asked basic questions." And then he



helped me understand, "Actually, that's how you know it's a strength." Now, what you need to figure out
is how do you get more out of that strength. An analogy, by the way, is imagine that you saw a fish and
you were like, "Hey, you're really good at swimming." And then the fish would be like, "Oh. Duh, doesn't
everybody swim?" And so, that's the key and | invite people to think about that question like, "What's
something people keep telling you you're good at, but you yourself don't think is a big deal?" And that's
how | was able to find a bunch of my strengths.

FROCERIR:

HERFAME, FIUER: “FF, HFNE.” HAFRETASZXE, HBEBANZSFK: TR, REpmE
BAET” MHEAIM: “KEHNZEMREN,” ASMERER. “Lit, SMZMRAMER—TAER
HiE.” BfE, MBEFBENZNAMZBABERRIFIESNE. IEFT LS, BRIREE—F&, fRix:
0%, MMENREREX B B, BE, BEEFARAREBIALD? 7 FILl, XMEXHE, HEIE
ARBEXNEA: “BHAFEZINA—BEESMEELYE, ERECHRERTAKRTTH? 7 XpEHLE
BE—RIINENTGZ.

[00:53:09] Jules Walter (Continued)
English:

For me, generally I'm thoughtful, ask great questions. | also simplify problems a lot. | mean, we work
together on a product sense article, which is a very complex thing, made it more simple. And then once
you identify the strength, then it helps to also think about why are you good at this thing? Because that's
the underlying resource that you have. A big part for me is I'm actually quite curious. And fun fact, | don't
think of myself as curious, but people keep telling me | am. And even my mom was telling me when | was
a kid, | used to always try to unscrew toys to see how they work in the inside. That's one thing: being
curious help me ask the questions and so on. And then the other thing, too, is once you have the strength,
you want to understand the shadow side of it, and that's the connection between your strength and

weaknesses.
FhSCERIE:

MEKE, BEKLLRAR, BERKER. HBEXEELRZ. 2R, RMNESEFEFI—RXTTmENX
g, BR—MEEERXNIE, ERIMNEEBLT. —BEMFRANTHE, BE-T “MATABEKIHE
=IREEE, ENBRBFRABNREERR. WK, RA—MoRRAZRZELEREEFFL. BBNE, &K
CRIFECHHLR, BEAN—EX4AR. EEHBESFE, FRHESEZRITARANELZ, FEER
BEAEBEN, XME—R: HHOEPRRENFEF. 5—HFE, —BMRETNRSE, (REETHRER “TAE
&~ (Shadow side), XFEMAELHHE ZEBIER R,

[00:54:02] Jules Walter (Continued)
English:

That was a key breakthrough for me, especially Lawrence helped me understand that. Strengthen and
weakness, it's not a binary thing. It's like the same thing, but it's a dial. In some context it's good, in other
contexts it's serving you. An example in my cases is... | talked about | ask great questions, but sometimes |
ask a question without context, | might come across as less knowledgeable. Or another thing for me is I'm
able to take very complex problems and then create a mental model that's much simpler, whether it's
growth or other things. But until | come up with that mental model, if I'm in a meeting with you, | won't
talk much about that topic. Basically, I'm more quiet than other people when people want to hear my
point of view because I'm just listening and trying to create a mental model of the situation. You're seeing
how the same strength is perceived as a weakness depending on context. And once you have that... For



me, | feel more empowered. I'm like, "Oh, | just have to dial down a little bit here or dial a little bit here,"
and | also know this thing is serving me, which is why | keep doing the bad side of it.

AR ERIE:

X KRB — D RBAIIE, LHRZ Lawrence BHRIEM T X—R. MBMNEBHFAR T, ENTMERE
E—#%E, RABRZIEENUERR, EREERTERIYN, FEMERTEUEMRAF. ZHFF2--
RS HEKER, EERERTERMIRR, TRIESEABEL. HERNS—MERE, K2
BEZNREAFHEZ-—ERRNDLEER, TERERKEZAEMER, EEREBILERNDEER 2, W0
REMFE—EAR, HASHBMIERRLKSZ, BAL, SAMTEREOMNREY, KHEHIAERE, BAER
REMIAAZAWEZMRNBERE, (RE, AFENABREERNARAZKANSHE. —BEBARTX—
R BRI, RBREERENET. RSB B, RRAFEAXERR—~, HEERBRES—=," FiL
MEXFEERMEE EREBPHRN, IUBAFAR—BEREEC “NF BB—HE.

[00:55:10] Lenny
English:

Awesome. This all often comes back to mentors in your life. | want to get to talking about mentorship and
how you find your mentors, how you work with them, all that kind of stuff; something we've been
touching on a bunch and I'm excited to begin to. Maybe to start, can you just talk about some of the

mentors you've had in your life, some of the most impactful mentors that you've had?
R EIE:

BT, X—JBEHCIRESFNSING £, REFHRIMIMSIHEIE . MBMOEHREISIHN, ME51t
MN&EME, UNRFMEXERI-—EERMRIAS, FRMEFEFEXMER. BIFEMXEFSG, REERKRIRE
BRI —EFITE? MEEXRRRIMERAN?

[00:55:35] Jules Walter
English:

I've definitely had a large number of mentors over the years. Fun fact, when | came to the area eight years
ago, | didn't know anyone. It took a while to build those relationships. | talked earlier about Bangaly Kaba
who sort of helped me figure out how to grow Slack even though he wasn't working outside, but helped
me have the frameworks. | talked about Lawrence Ripsher. He helped me discover my strengths and also
how to lean into them. Aaron Teague is another friend and mentor who brought me to Google, actually.
And there's also Bradley Horowitz, former VP of Google Photos, also helped me in terms of how do you
think about leadership and so on. Many other folks, Nikhyl Singhal, VP at Meta helped me with PM career.

So, lots of mentors for sure.
FhERIE:

XEFERBERILERZSM. EBNZ, \FEFERREXE, —PMABRINIR. BIUXLEXRTET RV
&), FZAiIRET Bangaly Kaba, REMYBRTE Slack T1E, EtEFEIKIEE T WA K Slack, AT HES
EZR, FIEET Lawrence Ripsher, MIEHRLI T HMAEUKRMEIFIAENT. Aaron Teague @5 —{Ufik

S, SCPrLERMIBFHT#H Google B, £H Bradley Horowitz, B Google Photos &I &&:, EMNM@EEM
SHEFEWLA T HRERER. FERZA, L0 Meta BIBIZE Nikhyl Singhal, £ PM BR\VAEEAEIESIE
o FTLL, HLBERZSIM,

[00:56:23] Lenny



English:

Okay, that's the killer list. Two questions. One, what do you look for in a mentor when you're trying to find
someone to work with? And then two, how do you actually find these people? Most people listening are
like, "Wow, | would love an amazing mentor to help me in my career. | don't know how to find one." What

advice do you have for folks to finding a mentor?
R EE:

4, XR—BRNBE, mNEE. $—, SMIBRASEN, (RERITE EIFHAAF/R? 5=, RE
Fr LR EIXEAR? KSHMARAERE: “H, ZUBE-IXAENTFIMRERLKRIRVEE, B
BAEEAK.” WTFIHSIMW, MEFLRING?

[00:56:41] Jules Walter
English:

I look for two things. One is, are you good at one specific thing I'm trying to get better at? And then two is,
are you good at explaining it? Those two, at least for me, they're important. | know people are really good
at their roles, at their job and at the subject, but they don't actually know how they do it or they don't
really want to explain or cannot explain easily. So, that's what | look for. And then in terms of where | find
these people, it's really everywhere. If you look at the list | mentioned earlier, Bangaly | met at an event.
Facebook had a recruiting event, | showed up, | see this guy, I'm like, "Oh. Hi." Chat a little bit. | talked
about Lawrence, who's now a close friend. | met Lawrence at a dinner. He organized a dinner for
underrepresented PMs, we chatted, one thing led to the other, and then he became a mentor and friend.
Bradley was at a fundraiser. And Nikhyl was an intro via email. Somebody was like, "Oh, you should meet
Nikhyl."

FROCENIR:

BREEEMS. F—, METEKREBSHEANENAEAREE? £Z, METEKMBEE? XMAXEFRIR
REE, BREELEAFEERMINAG. TEMET LS, EMIEXFTNEBC2EAMIN, HEM
AR, NELLZEZHRERR. IUXERIRNER. ETEMRERIXEAN, HXIATE. EF
ENIAREINRZE: Bangaly @EE—XEIHINIRE. Facebook T —RiBEEERN, HET, BFEITH,
7B, B7—=)l. HKIREIM Lawrence MERE R, HERE—XRBE LINRMH, i/ EEHA PM A
Q7 —RGE, ROWTH, MEKEM, T HENSIMMAAKR. Bradley BE—XREFER LINRH,
Nikhyl @@ BN AINRE, BAR:  “I8, {REIZIA Nikhyl,”

[00:57:41] Jules Walter (Continued)
English:

| know this sounds counterintuitive. | don't think the hard part is where to find them; it's more about
finding the right person and then how do you get a foot in? Now, what I've seen... A lot of people,
sometimes they get mentors who are too senior or who don't actually think about the topic they're
interested in. Maybe they did five years ago, but once you find the right person, the key is like, "How do
you have that initial conversation? How do you get the foot in the door?" And what I've found is you
should make the smallest ask possible, which is the opposite of what 95% of people do. 95% of people is
like, "Hey, I've never met you, but | heard your talk or | saw you on LinkedIn or whatever. Can we set up a

call?"

AR ERIE:



BAEXIAERAEEEER. HTANNERET “EWER” , METHRIGENA, URMNE “Ni” ?
RERBINZ - REABRBENSMARERT, HAEXNAHEHAXEMNBAKENER (BIFEFFIX
&, BIMAEFRKET). —BMRHRETEENA, XBET: “MEHTERWNE? WEEFKRT? 7 HEH
RV Zfet “RAJgE/he9iER” , X5 95% BARMIAIGIEER. 95% AR “IR, FMRIIMR, B
IS REVEHEETE LinkedIn EBEIIAR, FRATGEFTEIED? ”

[00:58:29] Jules Walter (Continued)
English:

That's like a big ask. What | do... For example, there's this person who came to Slack, he was head of
product of a major company and then he gave a talk about different methods to improve products. He
had this concept of finding the heat for products. He spoke at the company, | got his email, and | reached
out in the evening and | was like, "Hey, thanks so much for speaking today. We talked about finding the
heat for products. Is there an example of product that you think was created with this approach?"
Something he could answer in literally two minutes via email? That was my question. It wasn't like, "Hey,
you talked. Now, | feel entitled to meet with you." But then the key is once you get that foot in the door, it
could be a quick email, a tweet, a quick chat at an event, that sort of thing, and you get some advice
that's useful, the key is to circle back with them at a later point and show that you've actually made good
use of the advice.

FROCERIR:

BR—MERIVER. MBESXEM-----F150, BPARSlack BEiff, IR—RARXBEW=mARA, T
— PR FeEERINARAENER,. MEHT— “Fi=mHAR" (Finding the heat for products) B
R MEATEHTRE, KEFT MR, HBMEKATM, FKid: “1B, EFERHESKIVEHR. FITXE
TIHRFERARR, BREBNTRNGIFRIFANRREXMAECIELRN? 7 XE—MUTEF S BB 4
BEEZEMNE, XEHMNM, FEERNESGRE: T8, FEHT, NERESRENMT—E.” <§BE
F, —BREATI) (ATER—HEENMRG. —&HX. JEPIEERE) , FERE T —EERANEIN,
KEEBEETZEERAMI], BRIRALRFHAIR T XL,

[00:59:30] Jules Walter (Continued)
English:

| think that's the thing nobody does. What | would do... For example, there's currently the CEO of a top
tech company | met an event. She spoke there and then she gave some advice that was useful. | emailed
her a follow-up type thing and then she gave me advice about how to rethink the mission statement for
my nonprofit, all via email. Then at some point | was like, "Hey, I've applied your problem trend
competency framework to crafting the mission for my nonprofit. Here's where we landed. That was super
helpful. Thank you so much." Replies back. And then what | would do then later is maybe a month later or
two months, X months later, | can reach out again for another problem and maybe I could say, "Hey, this
time it's a little bit more nuanced. Can we grab 15 minutes?" And the person was like, "Yeah, sure." That
person was very, very busy. | was like, "Hey, let's do it." And then over time we become Facebook friends,
that sort of thing, but that's the approach | take.

FROCENIR:

HINNXZRAMBIER RSXEFM--fId0, HEE—RESDFEE—UTRBHR AT CEO, WMEABE
BHAG T —EERANEN. RAGMAT —HEEEM, AREIEEHS T RXTNAENRRERIFEFA
LEMESHRN. EREEMFERIN: TR, FTBEED REEEENER NAETHRIFEFALAR
HIfEEREIETR. XRHNNRALER, IFEEEHEY, NBHT.” whliET. ARIT—RTA, HE/LTA



&, HAIUBMA—NEEERM, BIFHSR: 1R, XRNREEMER—, (I 15 o85? 7 3¢
=W W, iR, BNAIREIEEIC, B TR, HOHEE.” MEERERHER, FAIRT
Facebook #¥ R Z 37, XFEHFENEITT R,

[01:00:29] Lenny
English:

That's such a good advice. It reminds me of Tim Ferris's advice also, which is just like, "Don't go up to
someone and be like, 'Will you be my mentor?'" Everyone's going to be like, "I don't have time for that."
Instead, to your point, it's the exact opposite. Just start asking simple questions and then over time build
up relationship, and then over time, maybe you start meeting regularly. But don't start big; start small.

FRCERIR:

XEBIRIFAVEN, XiLBABET Tim Ferriss BUEI, Bl “AEEEEFFEA@mAIE (REHZHFID
15?77 SMABMIRRF: “FoHEMID.” Bk, EMMRFTR, MZREEBMTZ. SMialEREEF
8, MENBIERRIXR, ARWIFSFRERLE. FE—FHEMBERA, EMNNMEETF,

[01:00:50] Jules Walter
English:

You. As small as possible.
FRCEIE:

T8, Raged.
[01:00:53] Lenny
English:

It's not like you just have one mentor. You've listed a whole bunch of people that have helped you over
your career. It's not like, "Here's the person, they have to be perfect." It sounds like you kind of identify,
"Here's a skill or an area | want to focus and this person is going to be really good at that."

FROCENIR:

MEMHARRRE—1TSIM. R T —KRHEERWAEEPERNZMRHIA. HAR2HR “MREXTAT, il
BFTERAY o IERMEGRIRFIL: “XERHEETEH—TUREESTE, MXTAEXLEERERK”

[01:01:06] Jules Walter
English:

Yeah.

R EE:

=0

[01:01:07] Lenny



English:

Then | also just love the point about it feels really hard to find an amazing mentor. From what I'm hearing,
the main thing you do is just go to things, attend events, basically go events, meet people, right? That's
kind of the foundation in which you're sharing is just meet as many people as you can, and amongst that

group, you'll find people that are probably going to be helpful.
FRCERIE:

FURERMEZNXTIHMASZFINRENR—<. REZNER, MENEESBEMESSINESD. HE
2, BEEREMEBEMZUA, WE? XMBMAOZMEM: RETGESMAA, EXLEAR, FEEIETREN
REFEBIEIA.

[01:01:26] Jules Walter
English:

Yeah. And | understand it can be harder for some folks. | mean, now | have two young kids, so | don't do as
many events. I've also met quite a few people through introductions, sometimes being cold outreach. |
had a chat with Shishir through cold outreach [inaudible 01:01:44] a very clear question, and then he
offered to come to Black PMs and share some insights. Those kinds of things happen, too, but you have to
show the person that you're going to make really good use of their time. You have to give really specific
contexts like, "Hey, let's grab coffee." It's like, "Hey, here's a very specific question. Can you share some
thoughts or point via email?" And then they might offer, "Hey, why don't we just talk?" That sort of thing,
too. Yeah.

AR ERIE:

Tl HARXWELARGRATEER, HE, BRINEERIMFINZF, FAUERSMBENKBAZ T,
HEBEINANRT RO, BRBEHEIT “9B5Y" BK&R (Cold outreach), FEBETLBEIELRS Shishir
I, AT —TEEBRmENE-, ASEMEMELE Black PMs 2E—L 0, XEXFFHRLE, BIRY
A FIERIREIF BB A B AR E, MATLHIFEEANER, MARHR T8, FRIEBImEE
g, MizZ: TR, XE—NIFERGNRE, REEBIHeNE—ERASER—TE? 7 AR
ERR: DR, FAVFRREEE? 7 HEBEXMER. 28

[01:02:09] Lenny
English:

That works really well. Anytime | get an email request of, "Hey, could we do a 15-minute Zoom or a copy
chat," | quickly do not have time for that. But an actual question that | can be really helpful with really
quickly, that's so much easier, so that makes a lot of sense. The next thing | wanted to ask you is: how do
you build and continue this relationship? And then once you actually start engaging regularly, what do

you suggest folks talk about in these meetings if they're ongoing.
R EIE:

XIEFERN. SHRWREEEIERG 18, KI8T 15 D¥HY Zoom SMMMEEEPENLE” , HRRMSKMIELE
Btal, (BINRE— P HERRIEUBIIKIRAE, BRERFS, FIUXREEE, EFTROANERE: R4
PRI HAEREMRR? —BRITAFBRERRR, MBNAREXERFSENZWNPIEFA?

[01:02:37] Jules Walter



English:

| make sure to bring something very specific that I'm dealing with where they can provide input. And this
is the opposite of what many people do where they're like, "Hey, can you tell me about how you...
Whatever, your path to PM," which may or may not be relevant to them, versus, "Hey, I've interviewed for
three companies. I'm trying to decide among those three. Can | walk you through my thought process
and get your feedback?" So, it's very different. | definitely make sure | bring a very specific context, and
sometime it could be... | mentioned the example of Bangaly like, "Hey, I'm now a growth PM at Slack. I'm
trying to improve activation. Can | talk to you about how you approach growth in general?" Or it could be,
"Hey, I'm having internal..." Let's say | have internal mentors at Google and | have a few, then it's like,
"Hey, I'm about to have this negotiation with this team. Can | walk you through my thought process and

hear your advice?" So, it's very specific things.
FR3CERiE:

REMARTFE—ERERLEN. MITURHEBENNEZRFNSER. XS5REANEEER, REAZR
|]: IR, fREESIFIARZBUOM------LbIN, REYPM BEFAZERIG? * XX AT sEAB X BRI RERAER. 48
bz F, &R TR, FEHTZRAE, REAXZRZEMRE. KEDMRRE-TRNIEIREHA
IFRNRIRG? 7 XFEERE. ZF—EIFE—NIFERENESR. BNAERE - HIRET Bangaly 8971
F: PR, IER Slack BUEK PM, HIEESHIREHER, HEMRIEIREE SMALEEKE? ~
HEFRER: TR, HETERERIES7 RIQKTE Google B/LURESIH, HR: 18, RELES
M PMEIPAHIT—RI%H . FBEMIRRE—TRHRBEIEHRIAREIZNGD? ” MEIFEEREHNER.

[01:03:37] Jules Walter (Continued)
English:

And then the other thing I'll say, too, is when | talk to mentors, | always take notes. | mean, I'm seeing you
even here in this interview. You're taking notes. These are basic things people don't actually think about
it sometimes. And then when | follow up, whether it's via email or in person, | bring up older
conversations. It's like, "Hey, remember last time we told about X? I did it," or "Hey, how's your daughter?
| know she was going to college this semester. How did that go?" So, it always feels like a continuation of a
conversation and it feels like an actual relationship instead of transactional interactions. And then the
other thing, too, is | try really hard to identify ways that | can be helpful. Sometimes, at the end of chat I'll
be like, "Hey, is there anything | can help you with? Anything top of mind for you?" And sometimes the
person could be senior or wealthy, doesn't matter, and they're like, "Actually, yes. I'd love to better
understand how the team is really doing. Nobody will tell me the truth," or "Hey, | am trying to hire for
this role. You have [inaudible 01:04:43] Black PMs. Do you mind sharing?" There's always ways you can
help, but most people are so focused on themselves that they miss out on these opportunities.

FROCENIR:

S—HERE, HRE5SMRKEY, RERIEEL. HER, REIMEZTEXRARITFEEIREIRR. XEEA
MNENFABENEMERS, ARELRREN, TieBEIMHTREE, HBIIREZAIAIRIE, thil:
IR, BRLRENDEN XID? FHMT,” HE TR, R)LEAR? RNEMXFHELRFT, BRE
4F? 7 EEREMERRIENLELS, BREGE—RELHNXR, MARESMNERN, £E—R, RZER
SIMIHIEERHTHNG N, ARENREREREZM: TR, BEAATKAIUTEMIE? REEETAX
ANEBLE? 7 BNNAARRERIEES, XRXR, MITESNR: “KiFEL, B0, REEEFHT
RHEIPRIESSERN, RARKIHEE,” HE TR, REZHNBEBXNIL, {R7E Black PMs B ARk, fFNTE
AE—TE? 7 SHEMAUEBITRMTS, EXSBAXETITFES, UEFHERTXENR.



[01:04:52] Lenny
English:

The point about coming back to the person and sharing what impact their advice had and how it went is
so good, because to your point, it just feels like you're sharing all this advice and just isn't going
anywhere. And then note-taking, such great stuff. This is really good advice. | could see how it would work

on me if someone's asking me for advice.
FRZERIE:

KT RIFENNVEMANHRX—RIERE, HANENRRR, MRIARSEZENREEMAEE, BIEMGE
WANKE. EHIEEIR, XEMAET. XRIFEFHNEN. HAUBRMNREAZIFRZIKEIN, HE
R=HA,

[01:05:10] Jules Walter

English:

By the way, | mean we didn't know each other two years ago, right?
R EE:

IGfER—T, REMBITERIAIR, FF0E?

[01:05:10] Lenny
English:

Yeah, that's right.
FRCERIE:

T, =,

[01:05:14] Jules Walter
English:

Yeah. It's like a similar process, where we got to know each other mostly via email and led to the other,
and we try to help each other.

FROCENIR:
B, XHIZ—MEMIIRE, RINFEBIMHINR, AE—FFTRE, BI=HAEEER,

[01:05:22] Lenny

English:

And look at us now. Any final thoughts before we wrap up and head to our very exciting lightning round?
FREiE:

BEEMENRNT. EERHHNFEESAKENALRR (Lightning round) Z#l, TEMARGEELD?



[01:05:31] Jules Walter
English:

I have found the process of learning how to be a PM very difficult and | also find it quite rewarding. And |
want to set expectation, especially for people who are early in their career, people may be frustrated by
the process, because you have all these skills. We listed, | don't know, half a dozen, a dozen that you want
to get better at. So, be patient. Then also it takes a while to see massive differences, but once you see
those differences, you set yourself apart from your peers. That's one thing. And then the other thing, too,
is it's really building muscles more so for the EQ stuff, but even for the IQ stuff. You have to practice. It's
not just read Lenny's top 10 articles for two hours and then you're good. Read them, do what they say, get
feedback after you do what they say and say like, "Huh, it worked for me. It didn't work for me." Reread
them again, find mentors, et cetera. It's a long process and | don't think people have that mental model
around how to learn in general, but also specifically how to learn the PM skills.

FRZERIE:

HEIMFIMARAN—% PM BIIIZIFEEME, EHIFEEAME. BRLRLEL TR EEFHOAIRE—
A RATRERTERX NERERREIAER, ANEXASKEREZE, BFIETHITEE—ITIRBIREAR
EE. FRLL, BRFMO. BEEANERFTENE, E—BMRETXEER, MMIBEAME. XE—
o B—RE, XEMEEANA, EQ AmEMLL, 1IQ FEFA. MBMES, FMUXZHM/ETIET Lenny
BYRT 10 RXEMTE T Bel], BRENRNEY, MaRRBRIR, ARRE: I, XNHEAR, =
ERXIWEEA.” BRAR, FHEMEFF. XB—MEKNIE, HANATEEREXT “WAFEST" 8
BHARE, LHEEFS PM KEEFH.

[01:06:41] Lenny
English:

| imagine there's also this one step forward, two step back experience that often happens, too, where
you're just like, "Oh, | thought | figured out how to think about strategy, and this one failed." And you're
like, "Oh, that was useless." No, this is how you learn. You fail sometimes. Oftentimes, it works out slowly
but surely you move forward.

AR ERIE:

REREEIAXM “H—RT" WERH, RERE: B, WUAAKELKBEEABERET, ERXRK
WMy.” A8 &, PKA.” K, XMEBFINIRE. MANZKK. BFBERLT, RAZIBEHRSE
EERY I,

[01:06:57] Jules Walter
English:

Yeah, totally.

R EE:

EHY, FTTERIEM.

[01:06:58] Lenny

English:



Amazing. Well, with that, we have reached our very exciting lightning round. Since we've gone a little
long, I'm going to keep it just four questions. I'm just going to go through them pretty fast, whatever
comes to mind. Fire off. You ready?

FhSCERIE:

KiET. B4, BITEANTEBLAMENHBR, RANBERKY, ZREETHENRE, ZRHRMI
—iE, BEItAmiifta. A&FTIE?

[01:07:10] Jules Walter
English:

Yeah.

FEiE:

HEEET

[01:07:10] Lenny

English:

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

A ABERZHNR=ABEMFA?

[01:07:15] Jules Walter
English:

One of them is Never Split the Difference by Chris Voss. It's about negotiations. There's actually also a

masterclass on it.
Fh>CERIE:

Heh—7K2 Chris Voss B9 (E##%3E) (Never Split the Difference) s ©RXTIXHIH, LFFLEE—MEX
B Masterclass iRz,

[01:07:21] Lenny

English:

| was just going to say that. | watched that. That was really good.
R EE:

KREBRXD. HEIBDIRE, FEE

[01:07:24] Jules Walter

English:



Yeah. Yeah. And then another one is Connect by Carole Robin. It's inspired by Stanford's Touchy-Feely

class, if you've ever heard of it.
R EIE:

21, B—7 2 Carole Robin 9 { APFXZ%) (Connect), EMREFKBHIBEAFEELZN “ARERN”
(Touchy-Feely) ##2, SIRIRIABIEYIE,

[01:07:33] Lenny

English:

Yeah. She did a guest post for the newsletter, actually.
R EE:

. ERFLEMARNBAEE —REENE,

[01:07:35] Jules Walter
English:

Oh, really? Awesome. Yeah. It's really a helpful especially as you are thinking about the EQ skills and how

to improve your relationships with people.
FR3zEiE:
MR, BERNE? X#%7T. 28, XABIFEREL, LHEIMREBE EQ Kee U RINAE ARX R,

[01:07:44] Lenny
English:

Awesome. | highly recommend that book. | haven't read it, but | read a lot of things about the class and
my friends have been in that class and she wrote this guest post. That sounds like a really good pick for
EQ, so I'm actually going to re-pick it up. Next question: favorite other podcast that isn't this podcast.

AR ERIE:

KiET . FORIUEFI A, HEKRT, EHRIRSXTFRBMRIENZR, BOPRKESMIBMNIRIE,
WA TIREENE, XITERE EQ FEMNAERE, FITEEME—T. T—NE#E: BRTXMER, R
RENNHEMERZEHA?

[01:08:02] Jules Walter
English:

Lex Fridman is one I'll call out. Brings really interesting speakers and also on diverse topics, so | find it
really helpful.

FRSCERIF:
FA8HTF Lex Fridman BB, MBIENERIEEEE, IERHIEE S, BREBIEEEE.



[01:08:11] Lenny

English:

Awesome. | also love that podcast. Favorite recent movie or TV show?
R EE:

KiET, HBERBIMER. RERERHERHEME?

[01:08:15] Jules Walter
English:

| watch fewer now. Top Gun: Maverick is a movie | really like. I'm sure many people have seen it. For me,
it's like just going back in the 80s. And then TV show is Never Have | Ever. It's coming of age in America,

Indian teenager. Pretty funny and also deep.
R EIE:
BUESBULRDT. (EEEE 2 MITE) (Top Gun: Maverick) REKIFEENHN—EBF. KBERS

AHET, MEKH, EMEHREET 80 FH. BUREIZE (FF8M—X) (Never Have | Ever), #HHIZ—1
EEEXEFLENRKESE. FEEE, URERE,

[01:08:34] Lenny
English:

Awesome. | haven't heard of that one. We'll check it out. Final question: favorite interview question that

you like to ask folks when you're interviewing them?
R EIE:
KiET ., HELIMAIAEE, HEEEE, RE—NEEA: (FEERIANZERENREETA?

[01:08:41] Jules Walter
English:

One | used to ask a lot is: what's something work related that you're trying to get better at? Sometimes |
change the wording of it, but a big part of it is trying to understand how self-aware people are, to which
extent they have a growth mindset, and then also how honest and vulnerable they can be. What | will say,
though, about interview question, by the way, is | don't anchor a lot on the first question. What | find the
most value from are the follow-ups. Once you ask that question, you can take in various directions like,
"Why did you focus on this versus other things? How did this come to your attention? Was it feedback you
sought or feedback people gave you, et cetera?" Yeah.

FRCERIR:

HURZERN— T REE: FLESE, MEESHRANZMAA? BNRENTHEEE, BERAEELRERN
TTHR—TANBEREIREZE, MITESAKREELRBERKOE, UNMIIEES ZHSEMEBH, IRER—
T, XTFERANE, ZRAIZULETE—TRE. RAUKEMENZESRER. —BIRETHBNENE, R
AL EIEARBAR, il “RAFAKEXIMAREMER? (RBNAEREIX—R8? BIREHTI K
BRI, ERINAGIRNRE, FF? " 28



[01:09:24] Lenny
English:

Awesome advice. Jules, this interview was a longtime coming. It was everything | hoped it would be and
more. Thank you again so much for being here. Two final questions: where can folks find you online if
they want to reach out and learn more, and how can listeners be useful to you?

FROCERIR:

RIFRIEW Jules, XRXRITHREA. ERENERNTH, EEBH T, BRXIEBRFIRHNEIR, &
ERNEE: RAKEEXRAMMN T HRESZER, AUEMERER? URFRA LUAREESA?

[01:09:39] Jules Walter
English:

In terms of finding me, Twitter is one place to start. My handle is @julesdwalt. And then in terms of how
people can be useful, it's really about paying it forward and then sharing this with others, especially parts
that people find useful.

FROCENIR:

KTFHEIF, Twitter 2— MRS, HHIKSE @julesdwalte EF AMTAILNMEERFE, HELMEEX
fnEELETE (Payitforward), AREXERNBTOZLEMA, FiIRBEAESERNED.

[01:09:55] Lenny

English:

Amazing. Jules, thank you so much. We'll chat again soon.
R EiE:

KiET o Jules, IFERM. HINRRZEBH.

[01:10:00] Jules Walter
English:

Yeah, thanks for having me.
R EE:

9789, EHRIREIER.

[01:10:03] Lenny
English:

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

FRCERIR:



EBRSMAKBIKT, NRIREFXLEANBTENE, FILATE Apple Podcast. Spotify SRERAIER KA _£IT
FATH, o, BZERAKNTLOIE T TIE, XEEEEHEMARKIXIMEST. FAIUE
lennyspodcast.com #EIFI B TTER THREZES. THTEBML.



