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[00:00:00] Lenny Rachitsky

English:

We're seeing this kind of flattening of orgs. Everyone's becoming an IC again.

FRCEIE:

BAEERIBALEMN—TRFLERE. 8MABHBAXZRET IC (Individual Contributor, MAZTEAE)

[00:00:04] Julie Zhuo
English:

It used to be, okay, | don't have the skills to do 10 different jobs, but now with Al allows me to do many of
those jobs myself. We need to dissolve the boundaries of these traditional roles and call ourselves
builders. I'd love for us to get to the world where that's the title.

FROCERIR:

SENERZ, W, WKBARNM 10 HAREIENKE" , BIRERT Al, ZAIUFEFTEREFTFST
B BMNFBITRXLELSGAGHNFRIR, MESH “BigE” (Builders) o HFELEIANTEEFHN—LUXMAE
FERIAYTH R,

[00:00:21] Lenny Rachitsky

English:

I also just saw a stat Google let go of so many of their middle managers.
R EE:

HRIENBR—PRIHEIE, 8RBETEEZHREEEAS,

[00:00:22] Julie Zhuo
English:

Management is still really critical. You have a north star, you have a vision, and you're just trying to figure
out how to use the resources that you have to get that thing done. Used to be people, but now it's
basically models and different models have different strengths. You have to assemble the Avengers so
that you can use the right tools for the right purposes.

RSz ERIE:



BEEERAEEXFE FE-NIREEN, B—1TESR, fRERESHBZNEAFAFKHEFRHRTHREIT.
SERBREERZA, BREEXLEREY, FEANEEEFRNME. MOMEEMRN “SMEKE" , UE
HNAERENERERNTR,

[00:00:39] Lenny Rachitsky

English:

What do you feel is the biggest change in the role in life of a manager these days?
FEiE:

MRS EEENABNEERANTUEMTA?

[00:00:43] Julie Zhuo
English:

It's always been manager's job to manage change. | just think the rate of change is accelerating. Today
management is really about this idea of be sturdy while being flexible. So | think about this metaphor a
lot of the willow tree. It can survive a lot of storms, disasters, et cetera, but it's also very flexible.

FRCERIR:

EERENTERRMESEELZ . RARTSRUMHRRERMR, SRNEEZOET “BEARE X1
B, BB, eI rSNENRME, EEEIBIFERIIRE,

[00:01:00] Lenny Rachitsky
English:

You have such an interesting trajectory from being head of design to now being obsessed with data and

analytics.

RS ERIF:
{REGERV AR R BB, Migite s A ZIIMIEE R T EIEF D4,

[00:01:05] Julie Zhuo
English:

You want to diagnose with data and treat with design. Data is not a tool that's going to tell you what you
should build. I don't actually think a lot of the fast growing companies are using data well at this point.
Traditionally things just didn't grow that fast. These companies are totally getting by on just good

instincts and good vibes, but what always happens is eventually things stop growing.

AR ERIE:

Rz “REEIZET, RiRiTHET” » SEAFTE—ITERSFRZESHTANIR, Efrtk, HIANBR
REREBERHOQBDHKERFMAABYIE. £45L, FMERERAR, XEQATTLERHRNERINR
FHIREELER, ERERENRRE, BREZLEEEH.



[00:01:27] Lenny Rachitsky
English:

Today my guest is Julie Zhuo. Julie was my first ever guest on this podcast, which | recorded over three
years ago, so this is a very special conversation as I've shared many times before in other places, Julie's
newsletter The Looking Glass was the inspiration for my newsletter and basically led to everything that |
do now. If you're not familiar with Julie, she was the longtime head of design for the Facebook app used
by over three billion people. She's also the author of the best selling and very important book The Making
of a Manager. And most recently she started her own company, Sundial, which is an Al parent analyst
used by companies like OpenAl Gamma and Character.Al. Julie is one of the most thoughtful and
insightful product leaders that I've ever come across and she's also got one of the most interesting
perspectives on product building.

(00:02:18):

Having worked at a mega large corp like Meta as head of design and now as a founder at a tiny startup
that's all about using data to help you make decisions, it's really rare for someone to have this spectrum
of experiences. In our conversation, we talk about how learning to be a great manager directly translates
to learning how to use Al tools extremely well, which specific skills will become more valuable in the next
couple of years, her most valuable and timeless advice for new managers, why she's not hiring product
managers at her startup, her simple heuristic for knowing when to use data and when to use intuition in
making decisions. There's something in this episode for everyone. And if you enjoy this podcast, don't
forget to subscribe and follow it in your favorite podcasting app or YouTube. It helps tremendously. And if
you become an annual subscriber of my newsletter, you get 15 incredible products for free for an entire
year, including Lovable, Replit, Bolt, n8n, Linear, Superhuman, Descript, Whisperflow, Gamma, Perplexity,
Warp, Granola, Magic Patterns, ChatPRD and Mobbin.

(00:03:20):

Head on over to lennysnewsletter.com and click product pass. With that, | bring you Julie Zhuo. This
episode is brought to you by Mercury. I've been banking with Mercury for years and, honestly, | can't
imagine banking any other way at this point. | switched from Chase and, holy moly, what a difference.
Sending wires, tracking spend, giving people on my team access to move money around, so freaking
easy. Where most traditional banking websites and apps are clunky and hard to use, Mercury is
meticulously designed to be an intuitive and simple experience. And Mercury brings all the ways that you
use money into a single product, including credit cards, invoicing, bill pay, reimbursements for your
teammates and capital. Whether you're a funded tech startup looking for ways to pay contractors and
earn yield on your idle cash, or an agency that needs to invoice customers and keep them current, or an
eCommerce brand that needs to stay on top of cash flow and access capital. Mercury can be tailored to
help your business perform at its highest level.

(00:04:19):

See what over 200,000 entrepreneurs love about Mercury. Visit mercury.com to apply online in 10
minutes is a FinTech, not a bank. Banking services provided through Mercury's FDIC-insured partner
banks. For more details, check out the show notes. Today's episode is brought to you by DX, the
developer intelligence platform designed by leading researchers. To thrive in the Al era, organizations
need to adapt quickly, but many organization leaders struggle to answer pressing questions like which
tools are working, how are they being used, what's actually driving value? DX provides the data and
insights that leaders need to navigate this shift. With DX, companies like Dropbox, booking.com, Adyen,
and Intercom get a deep understanding of how Al is providing value to their developers and what impact



Al is having an engineering productivity. To learn more, visit DX's website at getdx.com/lenny. That's
getdx.com/lenny. Julie, thank you so much for being here and welcome back to the podcast.

AR ERIE:

SRIEER Julie Zhuo, Julie BERXMEFNE—IEE, BR=FaIFHB, FALEXRIHEIEER. 1E
MBS REEHM A DZIH, Julie BIETIELEIT (The Looking Glass) R AIMFEEANRERR, A&
LR T IMAEFRMEY—. ANRARFFE Julie, B KHERIBAE Facebook RZFAARVIZITTASRRA, ZNBAEE
i3 301ZAF. tAREPEIFEERNEE (BEEFRMIERE) (The Making of a Manager) HIfEE. &
i, el T BEMAE Sundial, XE—R A BIESTTES, FFE1E OpenAl. Gamma # Character.Al,
Julie ERNENRAZ. REIMMNFRMSEZ—, T~ mEEEEIERIRSFNNA,

(00:02:18):

B 1E Meta XEFHNABMBIIBERITARA, MEXE—RE T T BHIBHEEAREN/ NN EI ATEERIE
A, XMHBENZRIEEEN. ERMIER, BIPTETEIRN—BRFNERENAERZLAFES
ARG Al TR, KR/LEMLERTRESTFIEENE, HANTEREREREKENEN At
LMEN S A B AIBEEF REE; URMERERANEREGE. MNEAERNERERARNSE. XETHE
BEBEE—MA. MERREWXNMER, NS THEMBS YouTube EiTiHE, SRR AKITIENE NN EREITIE
&, P REIRRT 15 AR RBINS~m—EFEBN, 83E Replit, Linear, Perplexity %,

(00:03:20):

1518] lennysnewsletter.com s product pass BIE], FE, LEFAINED Julie Zhuo, ZETIEH Mercury 2
B, FEEFA Mercury SRITARS 2%, TERBRAHMA N, M Chase BidkE, EFIEKR, B, BEHR.
BNEARREohAE, HIREER, KSHEFIRTMIERERA, M Mercury IRIHER, AEREM. R
ERE. AR, KEXM. RENZELRESET— 0. TREEFEXMNAEEHEANICIAE, &%
EEBNERBEFE, Mercury ZEEBNIR—8E 2.

(00:04:19):

EEBE 20 AR AMEE Mercury, ihia mercury.com BIR]TEZ& B, Mercury & RIRHE A BMIER
17, FRITIRSHET FDIC RIMUHERITIRME. SKIWTBEIXH DX 218, X@—THMASLHRARIZITHFF
EEBIRFTEG. RTHEANKESLRE, ARFTBERREN, BFLZNSEREURZHWLET RSN, NEE
. HATEFEE. DX RMHMNTE SHMXMETERFNEIENAZ, ®d DX, Dropbox. Booking.com %
REVERNT R A MEAAFEERENEREN TEE=HFM, 58 getdx.com/lenny T EE %,
Julie, IFBZFHREER, VDEFHER,

[00:05:26] Julie Zhuo
English:

Thank you, Lenny. I'm so excited to be here. I've been looking forward to this all week. | love your
podcast. | love where you've taken it since our very first conversation and I'm super excited to have a fun
and engaging chat.

FRCERIR:

BHEIR, Lenny, FIAFESHEEREIXE, HXBEAMEIMFXRNIE, RIFEERMFIEE, BRAMKRIFER
M —RIELUKFTEISHIRLRL, BRI XREBERNIIIM,

[00:05:38] Lenny Rachitsky

English:



Can you believe that first episode, the very first episode of this podcast, was over three years ago at this
point? Holy shit.

RS ERIE:
{REEFRMEND? XMEEME—&, UMERIZNIB—&, BRE=FEZUFNET. KXW,

[00:05:46] Julie Zhuo

English:

I'm not sure you had that fire in the background back then.
FRCEE:

BAREMRIBHES REFREINEIP A,

[00:05:49] Lenny Rachitsky
English:

So funny enough, | don't know how many people have noticed this Easter egg that I've stuck with, in that
first studio, | was just watching the episode, | had this funny little mirror. | don't know if | had in the first
episode with a fireplace that was showing up in that mirror because the mirror was showing something
stupid. And so I've just kind of kept this fireplace across every studio I've moved across in my various
places.

FRCERIR:

REBHNZE, BFMEFZLNIEE TR HEFNIXD “BE . 25— MIEEE, RNAEBR %,
HE—NBRENNEF. RTHEF —KERFERFTRERT —TER, ENPMEFIARNRSE T —ERE
AR, TERERAMEGRRINE T LEZERRBTXMEFER.

[00:06:12] Julie Zhuo
English:

| even remember we chatted. Video was kind of a newer thing. You're like, "We'll record it, but it's really
about the audio." And now we moved into the video era.

FRCERIR:

HIREERNYEIT, MRELRERTHEER, RYE: “BRINSFRAA, EROTEEEM.” MAERK
MNEL7TE#NT SR

[00:06:21] Lenny Rachitsky
English:

So as you were saying that, | realized my fire was broken, so | just had to turn that on. So we just cut a
little piece. Yeah, that fire was my little funny strike for myself and | don't think anyone's ever realized
this.

FRCERIR:



FEMRIRIEREHE, HRIRFIFBEIPANKT , FRURNARHEETH. B8R — k. B8, BRIMASE
BIABECEINERK, RREFATERALKINL,

[00:06:32] Julie Zhuo
English:
It's very cozy. | love it.

FROCERIR:

[00:06:33] Lenny Rachitsky
English:

That's the idea. | was actually just looking at the stats. So since that first episode, this podcast has done

over 20 million downloads. It's approaching 30 million downloads.
AR ERIE:

XEERIR, RNAELEERITHE. BE—FUK, IMEFNTHEESLEL 7 2000 7R, [EER
3000 /57R.

[00:06:43] Julie Zhuo
English:

It's really incredible. | think it is a testament to just your curiosity and how much you really care about the
craft of building great products and sharing that with the world. And | know | listen to your podcast and
read your newsletter, my team does. We're constantly sharing things from all of the amazing speakers
that you've had, so thank you for doing this.

RS ERIF:

XEMNEARTEN. FRINAXIERTIRAGFEC, URIRIHEGE A RN T Z M6 TR 9 X AR MR
2, ZMEFKESERMTHER. RRIET, BNEAER. RINEZESZEMEIBENIRL T FENEEN
=, BRLASHSHRER AT —ET,

[00:07:01] Lenny Rachitsky
English:

My pleasure. | really appreciate that. So the reason we are chatting again three years later is you're re-
releasing your incredible book, The Making of a Manager. I've got it right here. You've sold a bazillion
copies. It's been on every list that I've seen. You're releasing the paperback version, you're adding some
chapters. | guess first of all, just how do you feel on reflecting back on the success of this book?

FRCERIR:

HER=E, FERE. HMN=FEBARKNERZREENLITMIART ARENEE (EBEFNIER). &
FEMRE—&, FERTERE, cHRERRINE—NBE L, RAEBRITTER, HEMNT —LEE
T B, EMXABHIMY, FEFTARR?



[00:07:24] Julie Zhuo
English:

It honestly went beyond my expectations, so I'm super happy with it. My big motivation to write it was |
think largely because I felt if | had to write this thing, | was likely going to become a better manager. And
that was actually a huge part of it because thinking about and writing something I've been blogging for a
long time. And | know that part of my process is when | really sit down to try and put down everything |
feel and write letters to myself, it really helps me. And so that was honestly a huge motivation. | hoped
that it would go out there and it would sell some books. | was thinking about that maybe for people who
grew up in companies like mine, like Facebook, high-scale Silicon Valley, it might resonate. | couldn't have
expected that it would have much wider reach than that and that's been really awesome.

(00:08:11):

And just how many people will tell me things like | thought | was the only one who felt this way, but this
book made me realize that, hey, these are very normal feelings. And that's certainly how | felt, just
stumbling through and feeling like an imposter for so many years. And so it really is very gratifying to hear
that from readers.

FRCERIR:

ELW, XBH TR, FIURIFEEFO. BREXABH—RBHE, HRTUNRIBIIEXLET T,
HAESRAN—RBHHNERE, XATRA—HDIRE, RAREAT TRERA —RELT T RANE
BT, BRAEHRIRETN—MoMSIAREELTR, RESTEMENRER, SELHECH, XNRIFEER
#E), FRUAXENR—TNEANGI . RYMBECRBRAEZL—EH, ZIEE, BIFNTFREER
Facebook XEFHIAMRER ABIMKERMIARR, ERFEHE, LA CHRMAOIML 72, XE
AR %,

(00:08:11):

EERZASEFRK: “BUARBHEXMRTE, EXABIULREIRT, B, XLELIIFEEENEE.” X
RLBRRSFHNRR, ZER—EERKEE, BEECEHDT "ERE . FIURERENXERGENIESE
BRI

[00:08:29] Lenny Rachitsky
English:

| feel like it's the modern-day high output management. That's the book that's been mentioned most on
this podcast and it feels like this is just a modern version. | feel like that book is actually out of date in a
lot of ways, so | can see why people are really drawn to it. And this is a great segue to the first area | want
to spend some time on, which is it feels like a lot of the skills you learn as a manager translate to being
really good with Al and using Al tools really well. And | want to talk through a few trends that | want to get
your take on that relate to this general theme. The first is it feels like just everyone is going to become a
manager in the near future because of agents being so integrated into our workflows. There's this agentic
society that we're coming to and it feels like the same skills of being a manager make you really good
working with agents. Just thoughts on that and where you think that's going to go.

AR ERIE:

BRRBERNAMN (Fr-HEE) (High Output Management), AF@X MEFPWIRAMEZHH, M
MPBREREZ IR, BRESPEPERZSLEECEINT, FAUAFEERNTAAZRIREIBER

5lo XIEFFSIHTHBRINHE —PGE: BEFANEEEFINRSEEE, AR NNRERGTHER Al T



. RIS, BRRMANXDNEENE L. B, BETFARRR, BFEREE (Agents) git
RANHBARINNIER, 8MAHER—R “EEE . BIOETHEN “GAEHER" , BERNE
BENPLERESILMESERANMERNRIIHE. (RNEEHAEZE, MAARSEBRTSG?

[00:09:20] Julie Zhuo
English:

| 100% believe that and agree with that, which is that management is just about, in my mind, having an
outcome. So you want to get something done. That's the thing. You have a north star, you have a vision,
and you're just trying to figure out how to use the resources that you have to get that thing done. And
typically when we talk about management in traditional settings, we talk about the resources being
people, and getting the right talent, and making sure that you've got the assemble the Avengers, so
you've got the right mix of skills that you need. The second lever is around, okay, what's the purpose?
Does everyone know what they're supposed to do with their talents? Do we have a goal? Do we have a
purpose? And then the third thing is process, which is how should all of these different people and tools

come together?
(00:10:07):

And these are still the fundamentals of working with agentic systems. You still need a goal. You need to be
very clear about what the outcome is and you have to understand the strengths of, used to be people, but
now it's basically models. And different models have different strengths, so it's like they have different
personalities. And so you kind kind to get to know it, develop an intuition for it so that you can use the
right tools for the right purposes. And | mean, we talk about agents, but we also talk about what are the
tools that agents have access to? So you still have to make decisions around that and then there's of
course process, which is how you do it. And now | think with better and better models, perhaps the
agents get smarter so they can deal with higher and higher levels of figuring out how to do something,
but I think it's still very important for us to be able to provide the right context, provide the right high
level instruction so that we get what we want.

(00:10:59):

So really, it's the same principles and | absolutely agree with you that more and more of us are going to
have to double down on these skills to be able to use these tools very effectively.

FRCERIR:

HENZERGEHRAER—R. AHREKX, BEENROMBANTEAR—TMER, METHENHE, XMEZ
Do fRE—NMEIRERER, — MBS, MARERNENBFLNRRRAIANE, BEELRIERE TRICER
B, WREHEA, BREEBRNAL, BRIREET “SNERXR" , HERTORELASG. F-MIFEE
R BPAEMEZNEAEAES? ZIIEERE? F=1ERE: MEXEASTRZMMAENE?

(00:10:07):

HXERARSERERFMENEM, RNAFTE—T B MEBRFEBFRERRMH A, AELATHER
MEE—IERA, UEEFALERE, FTRANREERENMNE, MEElTERENER—F. FRUMRYG
METHE, BARMNENER, UEHNAENENERERNTR, HNKICEREE, ERiKeEEETU
RN TR, (RMOAFTEESXLEMEIRER, SALERE, BNAER. NEBERIENRET, BIrEaE
FLSERR, RAEESRAVANITRE, EFRIANRHEER LT, RHEBISRES UREHITE
BHER, KRAFEEE,

(00:10:59):



FREL, RUZ—1FR. HT2RBMRNEE, BRESHARRENINEBHRXLERLE, UEAMMERXE
TH,

[00:11:09] Lenny Rachitsky
English:

So along those lines, | have your book right here. You have this list of a manager's job is to build a team
that works well together, support members in reaching their career goals and create processes to get
work done smoothly and efficiently, which is basically exactly what you just said. Interestingly, that
middle bullet is the part you don't have to worry about anymore with agents. You don't have to worry
about their career development and progress.

FRCERIR:

s XA B, RFEMRBRNE, FFIHTERENTE. BII—MMEREFRE, ZFpGERIERLE
I, FHEIEBEURM ST T, XBEELMEIRRNIZA . BBE, FEHB—I—:FHHERN
R BiF—EENEREARMABZEEL T, MAFEEROENINRWARNHEY,

[00:11:28] Julie Zhuo
English:

That's true. That's true, though some people do joke that if we don't treat our agents nice, what's going

to happen when AGI comes? And maybe it still might benefit us to be kind.
FZERiE:

Hasetitt. AFEBBEAFATRKR, MRFENANEERETF—=, FAG (BRAALIEE) FRNSREMFA? B
R E RN E2 BT,

[00:11:39] Lenny Rachitsky
English:

I'm one of those people that says thank you to the Waymo when | leave and just thanks ChatGPT when
I'm in voice mode. Just like, "Thank you. That was really helpful." So along these lines, | know there's a
lot of ways to go here, but just in terms of skills that are important to a manager, which do you think are
most valuable to develop in working with agents in Al systems? | think about things like clarity,
communication. Just what comes to mind when you think about here's the things you want to double
down on as you're learning to be manager that will also help you be really good at Al tooling and working
with agents?

FROCERIR:

BALERMT Waymo EAZFBI 2 EIE, A ChatGPT BESEANtRY “Wilt, XBHEEE” A PR,
BNEXMERBRZLAATUE, EREBEENEEREMS, MIANTES Al RGNS EAKNER, BRLER
RERESET? BN EME. B8, SMERBEEFZIRANERENTEMES . FBEEREIRA
9F Al TRBYREERY, fREBEIA?

[00:12:16] Julie Zhuo

English:



The first is defining the goal and defining the outcome and being really, really crystal clear on what does
success look like. If you ask a company to do this, we'll know that this is challenging for humans. | think a
lot of times when you talk about why is alignment so difficult at a big company, it often comes down to
this question, which is different people may have different pictures of what success looks like. And even if
| describe in human words, Lenny, | want to build this product and it's going to be amazing, or this
podcast episode, which you asked me, want lots of people to hear it and take away things, that's very
general. How do we get even more specific so that we know without question whether we've hit it or not.
And this is actually a really, really difficult problem.

(00:13:06):

It's a difficult question for us because, again, we tend to think very high level. So figuring out how to boil
it down so that an agent can really understand what success and failure looks like is a lot of the game.
And | think this also relates to things like, well, that's why we have to write evals and that's why they're so
important, because they're helping us understand what is the objective criteria. And these days | work in
data and my company is all about trying to automate data analysis. And the forever question goes the
whole point of data and the whole point of metrics and KPIs is we're trying to put a little bit more of an
objective measure or get as crystal clear as possible about what success looks like. And | think it's really
an art more than it is like a science, but that's the first thing. | think if you're really unclear about what
success looks like, the prompt, you're probably not going to get the most amazing work. | think that's true
for managing teams and it's very much true for managing Als.

FRCERIR:

F-REEXBIRMER, Hx ‘BB ARF MERESH. MRMIL-—RABDEMXHSE, LN
EIALRIFERE . FIANRSHBEKIERAB N AELLARFHIR (Alignment) , FFEIFLENX A
A AENAXMBIIERNENEE, BMERBARESHR, “Lenny, HZBHXN~m, EIRE" , HEX
FRERE, “FERZSARHBFUEIR" , XBRELRT. HMTNAREERNE, UEZLLERAEIA]
BERET BAR? XERFLER—TIFE. IFEEMERH,

(00:13:06):

XM FARRERAE, FABNIBTFESRRNERE, Fitt, FERNAFHEN, L8R ERREMIN
KWHILE, BEFNXE, RIAAXBSREITME (Evals) X, XMBATATHENLEE, AR
BERNEBEMITER T 4. WSHEMEHIELE, RNARNRADTEUBIED . KENERAZ: HiE.
FEtTA0 KPI M2 EENXET, RINHBRI—EFUNEERE, 3ERURBUHERARI. RIANXE
BR—TIZAMIFRE, EXBE—BSH. MRIMMLINNEX R EM, BAMBYEERE (Prompt) RIBETE
HRIRENEmR. EEFIAML, BIE A E2MILt.

[00:14:01] Lenny Rachitsky
English:

Okay, so let me actually flip this on you and talk about another trend that we're seeing, which is this kind
of flattening of orgs, managers being let go. Everyone's becoming an IC again. | just had the CEO of
Airtable on the podcast and his whole shtick was that CEOs have to become ICs again. He's coding more
than he's ever coded again and his feeling is you have to know what's possible by being in the weeds in
order to figure out what your product should be. | also just saw a stat that Google let go of so many of
their middle managers of smaller teams. It's just like this flattening trend. So do we even need managers,

| guess is one question in the future, and then just thoughts on how this will play out?

AR ERIE:



4F, BRLERIIRBIR, KRFENBINS—NED: ARRFL, EEERR. SMALHRZEIC, KR
FKif7 Airtable B9 CEO, fthByiZOM=ZE CEO MIMEFHZM IC, MIMERIELL LIFEMIHEERZ, MY
RBER, RUTRNAT TR ARAIREN, AEMEMRNTRNZEHA. HBNEIHRELRSREET
WZNHEMNFREE, XMERTEEE, A, KRH—IREE: RITEFEEEED? RAAXZN
iR L?

[00:14:42] Julie Zhuo
English:

So | think the real promise and magic of Al that we're seeing in the workplace is that it leads us to each
individual is far more empowered. So it used to be, okay, | don't have the skills to do 10 different jobs, so |
need to supplement by hiring people to do these jobs. | need someone who's really good at design, | need
someone who's really good at coding, | need someone who's really good at data analysis, and then I'll
assemble that team. But now with Al and my companion, it's like, wait a second, Al allows me to do many
of those jobs myself. Now, I'm not going to do them at what's called the PhD or the highest 1%, 10% level,
but if | was at the zero or 10th percentile, it can certainly get me even today very quickly up to the 60th,
70th in terms of what the state of the art is.

(00:15:34):

And I think that that unlocks so many doors. And so the main thing that | felt so excited about, and this is
something | tell my team all the time, is we need to dissolve the boundaries of these traditional roles. So
in the past, again, we would have a traditional team, engineers, product manager, designer, researcher,
data scientist. And | think now the teams can look more like, well, it's just two people. And they could be
any of these traditional disciplines, but the key thing is they can now use Al to help themselves do a lot of
the things that the other folks used to be able to do. So in some ways we can drop all of these different
role distinctions and call ourselves builders. | think that's sort of the most general purpose way of
thinking about what we can all be. We can all be builders. We can all be builders and I'd love for us to get
to the world where that's like the title.

FRCERIR:
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[00:16:30] Lenny Rachitsky
English:

That's funny. That's the term I've been actually using more and more. | used to orient this podcast as a
newsletter around product managers and then | started using just product to be a little more broad. And



now I'm actually using that term builder and | love that term because it's exactly what you're saying. And
this is very much a theme that comes up often in these conversations more and more, just the lines are
blurring. I'm curious at your company, how does that look? What are you doing differently? What are you
seeing on the ground within your company that maybe would be different from a few years ago?

FRCERIR:

RE®, HBEURESMERX M, RUFMEXMEZNEAEMUE “TnIE” AE, ERATE
2, BT “Fra” o DMARKRLEER BiRET XME, HEERE, EAECEMNMRAAR. XB2XLER
EPLEHANER: RREFEEN. RREFEMNQE, ZMBERIAAHE0? (RIBOBEE T ATE?
MEATRNEERNBLERRZ/ L ERIFHZERN?

[00:17:01] Julie Zhuo
English:

So we have eliminated more roles. For example, we thought we would need a bunch of product
managers. It's turned out that actually if you don't have a product manager, | know this might be going
against a little bit of the ethos of where Lenny started, but | find that sometimes when you have a
designer or a product manager, and let's say I'm an engineer, then when | have a problem, like | need to
figure out the product definition, my default will be, well, I've got these people and that's kind of their job
description, so I'm just going to delegate that to them. And | think that in doing so, again, we want to be
polite, we want to respect everyone's lanes. | think that's a missed opportunity for that, if I'm the
engineer, to be like, "Wait a second, | should probably focus a lot, too." | need to understand and have an
opinion about what to build or what the user experience is.

(00:17:54):

And so we found that if we actually make teams smaller and we even in the past, pre-Al, just have fewer of
these, it allowed everyone to be like, "Wait, we don't have product manager on the team, so
communication's up to me. Figuring out how we get greatest value to users is something that is now
strictly in my charter. And so that's why I'm such a big fan of we can make teams smaller and we can
eliminate these lines. Sure. Again, I'm not trying to say everyone has to do everything. We still can respect
the fact that you might be much better at this particular skill than me, but it's less about the role and it's
more about the specific context that we're in.

(00:18:32):

And | find that whenever you have teams and you empower them to be able to take more action on their
specific context rather than having these higher level of rules or policies or this is how it's supposed to be,
then you get better work. You get faster work and you get happier employees because people feel like
they actually can have the power to create the thing that they want.
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(00:17:54):
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[00:18:58] Lenny Rachitsky
English:

That's really interesting, just that constraint of not having a PM makes the engineer realize they're not
going to wait for someone else to do it. They have to figure it out. The obvious trick there is they have to
be good at this. It's a very different job from engineering to be really good at articulating here's the
problem we're going to solve, here's why it's important that we're solving, here's how we're going to
prioritize everything we're thinking about, here's how we get alignment. Is there something you do
differently when you're hiring these engineers, knowing you're going to probably not hire PM? And just

that feels really hard to hire for someone that's really good at all these things.
R EIE:
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[00:19:30] Julie Zhuo
English:

It is true and I'm not trying to say again that everyone needs to be good at everything. | don't think that's
very realistic. | do think, for example, if we were going to create a team and we're going to have a couple
engineers and none of them are very good at thinking through product requirements or what the user
angle is, we probably do need to supplement the team with somebody with that skill set. And that might
be a designer, or that might be another engineer who's really good at that, or that might be a traditional
product manager, or even sometimes a data analyst who's really good at it. So that skill is still important
and the team still needs to have that skill, otherwise it's probably not going to produce the best outcome.
But | like to think of it as what are the skills that are needed for this and can we now find a couple people?

(00:20:13):

But it doesn't mean we just automatically go to that script of need a PM, need a designer, need three
engineers, need that. Another example for us is even thinking about front end, back end engineering. And
it used to be like some people are front engineers. So if you have a project and it's got some front end,
some back end, the shortcut is like | need one of these and one of these and that's how it's going to go.
But if you say, look, you're an engineer, you're a builder, this has a little bit of front end, but you know
what? You can probably figure that out. Use Al to help you figure it out. Get obviously someone who's a

specialist to review the code or to give you some high level guidance on things, but just do it. And ever



since we started to implement that as well, we see again a little bit of you have to invest a little bit in the

beginning. So people are not as comfortable.
(00:21:01):

They have to learn, so initially things take longer, takes a little bit of extra time, versus if you did slot in a
front-end specialist and this is a front end project. It probably would've gone a little bit shorter, but in the
long run that investment really pays off because now you have a lot more people who are, again, a little
more well rounded and can take on many more pieces just on their own. And then in specific scenarios
this is super front and heavy. Sure, let's still bring in somebody who is more specialized in that particular
skill.
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[00:21:31] Lenny Rachitsky
English:

| love that you've had the experience of working at a mega large company at Meta and now you're
building your own startup that's small and in the middle of this trend of just staying very small and
staying really lean and just everyone doing more things. It's so cool that you're experiencing that. So a
couple of questions there, just which functions are you seeing most accelerated with all these Al tools? Is
it engineering? Is it something else? And then are there tools that have been most helpful to you? Just Al
tools for folks who'd be like, "I should check it out." I'm guessing Cursor, but curious if there's anything
else.

FRCERIR:
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[00:22:04] Julie Zhuo



English:

Yeah, certainly engineering is one that, | mean, most of our company is engineers, so that's the one that
we focused on a bunch. | certainly do see more people also prototyping things. We have two designers,
but we also see engineers. We have a team that's called product science, which is this interesting blend of
you can think about it as like a forward deployed person who has a lot of data analysis background and is
kind of playing a customer success role and also kind of playing a product role. And you see them starting
to take on building more prototypes or getting into some of the engineering. And so it's really lovely to
see that blend of everyone can do a little bit of everything else and we're all encouraging each other. The
other thing that recently we've also been trying to do a lot more is just obviously we say, "Hey, engineer,

now you can do analysis."
(00:22:59):

And their first thing is like, "Oh, | don't really know analysis." This is where ChatGPT comes in. And it's like
traditionally we would say, "Well, | have to learn that from a human. | have to ask this person and now I'm
going to take a bunch of their time because | want them to explain everything to me." And in fact, | think
these days ChatGPT or these other Al tools are better teachers. | find that we tend to maybe not use them
quite as much just for the purposes of accelerating our education or even going through something.
Sometimes what I'll do is I'll find a curriculum online. And if you take a course, it'll be like this 12 week
curriculum and I'll just feed it into ChatGPT and I'll say, "Help me customize a program for me using the

ways that | like to learn."
(00:23:43):

| am a person who really needs examples. | need a lot of explain like I'm five. Give me an analogy. And |
know some other people on my team are like, "These examples don't make any sense." We're different
types of learners and so the idea of a tool that personalizes learning for each of us really helps us, I think,
accelerate and just learn these skills much faster than before. So yes, the tools are great. We can use
Cursor, it helps us, it autocompletes, it writes a bunch of things, but the acceleration of learning | think is
another maybe underutilized tool in all of our arsenals just because | know whenever | talk to people, we
forget. We don't think that, wait, yes, we could be doing that and just sitting down and probably in 30

minutes or an hour learn so much faster than what we used to be able to do before.
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[00:24:49] Lenny Rachitsky
English:

That's such an interesting point. There's these tools that are in the just in time, helping you move faster,
but you also need to learn how to do something, some foundational lessons. What's an area that your
team did that? What did they work on learning?

AR ERIE:
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[00:24:55] Julie Zhuo
English:

So I'll give you an example. | was just talking to an engineer this morning and he's written a bunch of
these algorithms. So one of the things our company does is we're trying to automate data analysis, so
one of the things we have to do is obviously understand the best practices. If there's a type of question,
"Hey, what features are really the ones that people pay for?" We need to kind of figure out what is the
right analysis to do. And so the engineer was saying to me, "Julie, | feel like | really understand the how. |
know the algorithms, | know we do root cause analysis, how we do that. But what | don't really
understand is why or when this would be most useful. In what context in a company would this company
come up?" Because he's an engineer, he hasn't done that job of being a PM or an executive that asks
these types of questions. And that was like the perfect thing where yeah, traditionally you might've asked
someone, but this is more general purpose. There's so much resources in the world on the internet about
it. This is like the perfect type of question where if you just talk to ChatGPT, it's probably going to give you
a much better answer and allow you to go deeper.

(00:25:55):

And a secondary thing we've been learning too is this idea of, almost like as a... Using ChatGPT it's for to
test your learning. So explains a bunch of things. And so what | often like to do is like, "Okay, | read this, so
this..." I try to explain back what | heard. "So does this mean... Is that right way to think about it, that this
is kind of like this analogy?" And ChatGPT will critique me. "Yes, that is right," or "No, you didn't quite get
that right. In fact..." And it always tries to say it nicely. This is a funny part. It'll be like, "That's close, and
then eventually it's like, "You were completely wrong." Just in the style. But it helps so much because it's
interactive and so we can really test whether we really understand the concept by trying to retell it back in

our own way.
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[00:27:38] Lenny Rachitsky
English:

It's incredible just how many ways all this Al breakthrough is helping us advance and do more and learn
more and become better. | know there's some downsides, but this is incredible. So many ways of getting
better and faster. | want to spend a little more time on this data analysis stuff. So again, you have such an
interesting trajectory from working at a big company to starting your own small company. From being
head of design to now being obsessed with data and analytics. So let me spend a little time there. What
do Al companies that have kind of figured out how to use Al for data analysis and data work, doing
differently, what are people missing and sleeping on in terms of getting better at working with data? And
let me just add this point. It feels like we're almost working through , here's all the blockers to a team
moving forward. There's like waiting for the PM to write the PRD and then there's waiting for the data
scientists to give you answers analysis. So this is another really cool unblock that every team member will
have.
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[00:28:00] Julie Zhuo
English:

So your first question was how are a bunch of Al companies using data? So the funny thing, my funny
answer to this is, | don't actually think a lot of the fast-growing companies are using data well at this
point. And the main reason why is because traditionally things just didn't grow that fast. And so if you got
to a hundred million users, your company has probably been around for a while, and if your company has
been around for a while, you've had time to set up things like logging and you've hired a growth team at
that point and you've hired a data team and they've done a bunch of work to log an instrument and then
transform the data. And we've talked about what is the observability for our business. And you just
usually had years to build and develop that, because of the rate of growth.

(00:28:25):

And so today we see companies that are growing insane and there's still about 10 people or two people
or however many people, but they've got hundreds of millions in ARR and hundreds of millions of users.



And you know what? They don't actually have all of that infrastructure, that logging, to be able to truly do
data analysis. So | would say that these companies are totally getting by on just good instincts and good
vibes and we see that. You don't really need data analysis to sometimes make something that works. But
| think what data helps us do is in my mind it sort of is helping us reflect back what is really reality. And so
of course if ARR growing, awesome, great, keep doing what you're doing. But what always happens is
eventually things stop growing. Growth does not happen forever. And usually when growth stops,
everyone has this question of, "What's going on? Why did it happen?".

(00:29:22):

And then you start to be able to see the power of, if you've instrumented everything very well and you
have a very good observability model for your business, it's much easier to start to get into the root
cause, it's easier to even predict whether growth will slow down at a certain point, it's easier to catch
these trends earlier. If you don't have good observability over how your business runs and what the
company's key levers are, then you will be scrambling, and at that point, that's usually when people start
investing a ton in data. So | wouldn't say that a lot of these hot companies are quite there yet, but what |
also think is a trend is that every time there's a new technological shift, we actually have to change the
way that we think about... Analysis has to answer the questions that we have, and if technology changes
or context changes, we need new methodologies of analysis.

(00:30:16):

So for example, when mobile came to the forefront, looking at sessions or sessions per day or time spent
on mobile, or length of sessions became something that was important for us to understand, are people
getting value in this new medium? | think that's the same with what we have today. Conversational
analytics is totally different. Used to be, let's say in the Google world, | knew you were interested in
shopping if you click the shopping tab, | know you're interested in maps if you click the maps tab, we can
measure clicks. Today it's just all conversation, and so it's actually harder for us to tease apart what is the
user intent.

(00:30:55):

If | worked on any of these LLM, | would say one of probably the biggest questions is, hey, what use cases
are growing or what use cases are shrinking? And that's much harder to tell today because it's not just
clicks on tabs or pages. It's like we have to probably use an LLM or a machine learning model to bucket
user intent. We probably have to ask questions like, is the flow going really well in conversations? Like, if |
just ask one question and | don't go back and forth, did the user get value? It's always trying to get back
to, we're trying to figure out if this was a good experience, but now it's like we need to actually invent
new methodologies to help us analyze that.
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[00:31:40] Lenny Rachitsky
English:

Yeah, | think the question is always like with conversation, do you want it to be a long conversation, do
you want it to be a short conversation? What's the right answer, what's better?

FRSCERIF:
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[00:31:47] Julie Zhuo
English:
Yes.

FRCERIR:

Ao

[00:31:48] Lenny Rachitsky
English:

I had a ChatGPT on the podcast, Nick Turley, and turns out one of the ways they found the most common
use cases early on was watching TikTok comments and things going viral on TikTok after they launched.
How about that?
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[00:32:01] Julie Zhuo
English:
Yep, yep.
R EE:

Y, Ko

[00:32:02] Lenny Rachitsky
English:

Okay, so | want to come back to this really interesting, unusual path that you took from being a head of
design at Facebook, you're an inspiration to so many designers, now you spend your time on a data
startup obsessed with data. | don't know, classically designers aren't the biggest fans of experiments and
data and making decisions based on data. When you look at designers and you hear designers kind of
push back on like, "No, we don't want to be super data driven, we know better than... We have a sense of
what's beautiful and great and intuition," all these things, what do you think designers are missing when
they feel that and say that when they're afraid of writing experiments and data and kind of want to push
that out?
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[00:32:46] Julie Zhuo
English:

There's one phrase that my co-founder and | would always discuss with amongst ourselves very early on
in which we shared with a lot of the companies that we work with, which is, what you really want is you
want to diagnose with data and treat with design. So data is not a tool that's going to tell you what you
should build or what the solution is or how we're going to cure the fact that you don't have really great
retention. It's just not. But it can tell you if you have a problem and where that problem or opportunity
might be. But you still need to go back and undergo a very creative process to figure out what's the best
way to solve that. So that's the first thing | would say, is this framework of, data helps you figure out
what's actually happening, what do people like, what are they engaging with, what what not.

(00:33:32):

It just gives you a story that better reflects reality. Because again, we all have stories. We're like, "Oh, my
company's amazing, people love us," blah, blah. That's the story | want to believe, but reality may be a
different picture. And so what data is trying to do is capture reality. And by the way, | don't think of data
just as it's an AB test and it's quantitative things we can measure. To me data is also, well, what did
people put onto TikTok and which things went viral, and what are they saying in the Twitter verse or X
verse | guess is what it's called now.

(00:34:07):



And if you do a customer interview, that's still all data, it's just that that is a little harder to distill and
quantify. Although now with Al, we have better tools for synthesizing. So that's all data in my mind and
it's just all trying to help us understand what is really happening, what is the phenomenon that's
happening in reality and how do we understand it? You still have to go and invent and create and dream,
and there's no formula and there's no science that will tell you exactly how you're going to make a hit.
You can experiment, which allows you to try more things maybe and more rigorously understand what
that does in the short term. It's all very contextualized. A-B tests don't tell you what will happen in the
very long run, and again, it's all still data, you still have to synthesize and figure out what to do.

(00:34:57):

So that's the thing, I'll say. Diagnose with data and treat with design. The second thing | will usually tell
designers about, is | find that sometimes, and maybe it's the, let's call it the false precision of numbers
that we kind of fall into, right? Because it's like, okay, we got these numbers and the numbers go up. It's
like no, the fact that you still have to choose which things you look at, is an art, not a science. And your
interpretation of if the number went up 5%, is that good, is that not good, is also an interpretation and is
an art, not a science. It's just that sometimes | think we can give ourselves this feeling, and | get it,
sometimes there's this instinct to want to control things and we want everything to be buttoned up, and
we want to know that if we did ABC, everything will be great, our career's going to be awesome, our
product's going to rocket ship.

(00:35:49):

And | think designers are rightly often pushing back and saying, "No, the reality is this stuff is ambiguous
and there's uncertainty and we can never know for sure." And I think all that is quite true. So the other
thing | would say that | really support is you just actually can't make a really great product by thinking you
can A-B test your way into it. So | fundamentally believe that, but | don't think we should throw the baby
out with the bathwater. | think there's actually... You know? It's not either or, it's not like data or design.

(00:36:18):

It's like these are just tools for us to use, and | would say every amazing designer that I've ever met is
absolutely obsessed with trying to get a better understanding of reality. They want to know what users
really think, they want to know what they're really doing. If they could read every user's minds, that's the
thing we would all want as a designer is like, if | could just know what everyone is thinking, feeling every
time they used it, my life would be a lot easier, because then | would be able to build better and better
things. And so that's what it's trying to help us do. It isn't perfect, no metric is going to tell you whatever
we hope that it can in terms of the true certainty and precision, but it doesn't mean we can't use it to
better our product development.

FROCERIR:

ENBENEKSBAREMITIEE—@IE, BITEESZLEENAE: FEERENE “BEUEZH, A%
EIT o HIERE— 1T SERMZEEFA. MREREMA, HENFRRABERRNAENTE, EFR
Bo BEAUHFFEEEERE, UK OIEERNE. ERNAZTERE—MEERREINEE
R, EFERBRAENRESE. MUARBRNE—SREXMES: SUREMRFEREELMAETHA, A
MNERHFA, iES5Ht%.

(00:33:32):

ERBA TIR— I EMENENRE. RARINTEECHHRE, thil ‘B, EHLFRE, AMIEREIT”
%, PERREERENHE, BULATEES —HR2R. HEAEMNMERHRENE, NEH—T, FERIA

NEHRR(Z AB MR IR TR A ENEEIEIR. WHEFKR, BIRHEEEANTE TikTok LEHT A4, WL
REWIE, LARAMTE Twitter (BI7EM X) L4



(00:34:07):

MRIME—REF IR, BNARHE, AZERREMMNEN. BAUWEET AL, HMNBETEHFHNERIE.
TERER, XLEHRME, BN TEPRNNERAELLRETHA, UNFHRKREMA, UKRFKTNERE
Eo RNAFTEELA. SIEMERE, KEEAANHB FEERSIFIRNAHISER. (RAJ RSN, Xit
REERIABZARA, AEMEMIEAEANR, XMBEIFEBRUN. ABNHAFAZIZFFRBMEIREAFA, M
BXAREHIE, RLATESZEDTFHREEAM.

(00:34:57):
FrAXeREIRN: BE#IEZE, BigitaT. FREBESTFgitINE, BAMENBEN=MENFR

B “BFNEREHLE B B FERT, BRITMERFT. BFL L, BREERPERRTEIME—IZ
A, MIRF, RX “BMF LA 5% BEHTF MBI —MRR, BZAMIERTE. BRNRINEEXWE
EiH—INERE, FE—VHHHESR, FEMEREMT ABC, —IHSTY, RUEEREE, Fms
__E;EF;EO

(00:35:49):

FIAMIT I HRARZ Y, MiI=E: “F, MLEBEMD, FEFHENS, HNVKTETERTIAE” ik
NXIFBIER, FIURZRNE—RRE: REBETENE AB WX BEAHRI ™M, TAREX—=, BERFIA
RNEAINZ B MRk —EfE . XAZIFRMNBNERE, FEBIENIRIT.

(00:36:18):

ENIRIBHBENERN IR, HRR, ZAIHNE—URFIKITITERLI A T B tIBEIMC, 18
BAFEEREARH, HIEREAME. MRERESTAPHC, BESMLITHMNER —IRIKEN
BENAEERT@RNPRENRR, RNEEIENGES, FENPREHREMEERETNARTE, XME%
EHEZRRINMEE. SRR, KEEMERERHIKIFAFENIIMAE HEENFRE, EXHATK
ERANT R HKE M Ao

[00:37:03] Lenny Rachitsky
English:

| was going to say exactly what you just said, which is every great designer that I've worked with was
obsessed with data in the most leaning into the data, versus designers that are just like, "Nah, I think I'm
good, | have a sense of what's right, and why would we let that tell us what to do?" And to your point, it's
not going to tell you what to do, it'll tell you where opportunities arise. Let me take us back to the
management chat and maybe just let me ask something broad. What do you feel is the biggest change in

the role and day-to-day work and life of a manager these days with the rise of Al?
R EIE:

HIERRFRA R R REEINE—(UMABIKITMENHIREIFEmME, R idE; maBLl
A, RESHEE, RERBREAARMH, AABLBIESIFRNEAM” BHIMWAER. EWNIRER
W, BIEARERFZMHA, ESERTFNEEBR, LRMNEZEEMER, TR —NEMEE:
&AM, REBNSEREENAE. HETFNEESANTLEMTA?

[00:37:34] Julie Zhuo
English:

| think that managing change. It's always been manager's job to manage change, and there's always the

chaos of what's going on. | just think the rate of change is accelerating, and we've seen that over the last



couple of decades. And so | find that there's just a great deal more uncertainty that people have about
things, like where is Al going to be in two years from now? | don't know. Who really knows? And so are we
going to have AGlI in five years? That kind of changes a lot about the landscape. Not to mention, | think
there's quite a lot of fear that many organizations are feeling. It's like if my career has always been in
design and now these tools are getting better and better at what I'm doing, then holy shit, what happens
to my career and my future? And do | need to pivot? Do | need to learn different things?

(00:38:25):

And so it's this change, it's this feeling of uncertainty. And | think a lot of times managers have to deal
with that in addition to what you were saying before, which is they also have to learn these new skills,
which is managing Al and managing these more powerful tools in their arsenal of trying to get things
done. So that is very different, | think, than maybe 10, 20, 30 years ago. And so | think that the skills that
become more important are obviously communication, feedback, compassion, but just being able to
work with humans and to have them understand that yes, we are in a state of change. | think every leader
has to do this now, every startup founder that | know, every CEO, is how do you land this message that
things are changing and we need to be very open to change?

(00:39:16):

If we go and stick to our old ways, we're probably going to get left behind, our product's going to get left
behind, even our way of doing things is going to be left behind. So we need to change. We need to change
our product and we need to change the way that we work, as we all talked about in terms of smaller
teams, more nimble, blah, blah, blah. But at the same time it's like, how do we do that in a way that
doesn't just freak everyone out? And it's like, "Ah, it's chaos. Everything's changing.".

(00:39:44):

So | think about this metaphor a lot, of the willow tree, which is the willow tree is a very sturdy tree. It can
survive a lot of storms, disasters, et cetera, but it's also very flexible. The branches are very, very flexible,
and that's in some ways what allows it to be very sturdy. So | think today, management is really about
this idea of be sturdy while being flexible, and that is a very hard thing to pull off, but | think that's at least
when | even go into... I'm like, "Be like the willow tree, Julie. Just imagine the willow tree and try and
channel that as the kind of feeling of what it is that we're trying to do together."

FRZERIE:

BRINNZEET . EBTH—EREEENTE, SoBIMEILAE. HRBRETURERREMR, K
MNESENTEEELEBE TRX—R. RRVANMINBEVEESHAHER, bl “WERF Al KRR AE
E? 7 HAFE, WENMER? “AEERIISHE AGI1E? 7 XEMAMBERE. BERAR, RIANIF
ZALNBFEREZHRE, i “NMREHIRVEE-EZMigIT, MREXETREERFAMNERFLE
SRR, BAXRM, HHRLMRRKZER? RFERNT? RFEEFZIFENRAED? 7

(00:38:25):

FRAX I XME, IMARER. HANRSIMERERERT ZREMRZARIINALE —FIEE AL

EERNEEFEPERANTAUTN T F— B IEXERELSE, FIANXS 100 20. 30 FridFEFRE. EHit,

TREEENRESAZDE. RIF. BEL, URSAGEHILMIIER: 269, RNELTEERS. &

INRENSUNTE. BINRNESUTLIQBEIEA. Sl CEO HUTMMEIX—: RINFAFE “HRIEE
T, BMNFBNTUREAR BIEE?

(00:39:16):

MRBANERFE-F, RTESHNT, BMNNTRIBsTF, EERNOITESNEIWMNT. B
FERZ, HNFERZRMNNSMm, HBHENVIEAN, mEHMTCNEN. BERESF. B51ER
BY, SOEIA—FhARILPRB ARG TURMBX 4 E? MARILARRT W, KELT, —IEER" .



(00:39:44):

FRUFRE B RENIBEX LR 2 — IR RERN, ERES TS XNBNRYE, EERBIFERI.
ERNRFIFERE, XEEMIEE LERECRFRIEEENRE. FAUFAASRIERZOET “ERERE
MREIBHMRIFIRE” . XIEMEME, BEDYREMNXLN, BRXMBESHR: “Julie, BHIIN—EE, BRIFR
ot , FLEICARMRIERANEIZNHRS HBIBIRH.”

[00:40:23] Lenny Rachitsky
English:

This reminds me of a couple things from other guests. | had Marc Benioff on the podcast and | asked him,
"Just how do you deal with all this change? It's like agents now, it was, | don't know, there's AGI coming
as you said, just like, "How do you survive through this?" And his advice is just, he's like, "I'm always just
like, 'Good. This is great. This is what we want. This is exciting. We have so much opportunity, it's just not

m

boring. We can always reinvent." And he's always embracing with "This is good." And just I'll never forget

the way he responded to that.
R EE:

XL BAERE T EthE it r/L4E. FHRiE Marc Benioff Bfialfth:  “(RENEIRZ M FAEXLT? PEREHE
&, LRIZRI8Y, IEWMRFriR AGIBERT , fRIIMHEIR? 7 MAVENE, E2H: “FikT. XX#E
To XMRRHNEEN. XLAME. HNNAEXASZNE, XEDREH. HMNSEEFMAR.” 22N X
RiF” BIOSEFREN. BoXZAZTIEMMEBIEIE.

[00:40:55] Julie Zhuo
English:

| think if you don't think it's good, it's kind of a painful way to live. It'll be very, very difficult over these
next. So | do think that all things be equal, lean into it. If you can wake up every day and see it as
opportunity and excitement rather than fear, again, they're all flip sides of the same coin, but | think if we
can lean more into what could it be, while recognizing that the other side does exist and it's still there.
And | think if managers who try to pretend like it isn't there, it's all good, no one's upset, et cetera, there's
something also missing about just addressing and being able to be like, yeah, it's hard. Change is hard.
We're probably going to get upset. We're going to have some chaos. This is going to happen, but we will
work through it because we're going to be flexible and we're going to be able to put our eyes on the big
picture of what is possible, which is exciting.

FRZERIE:

FIANMRMAREXRY, BEEFILERF/RET. BETIRNAFIFEERE. FAURESERSFESHT, K
ZIRRIAIRE, MRIFEREXRELCEHEFNSMNERMARRE—IA, 2R —KEmNRE —
BIRBATEESZMXE “FaE” , BNFAS—EHLET. ANNNREEERBRELEREFE, &
B—DERYE, RARTD, BHRET LKA, MEZEBEREHR: ‘B0, XRE. TER%E =)
ARSRIER. SE LRI, X—ERKE, ERINIBIEN, BAENEFRERE, HNSLEKK
| HARAREN XPMEAER, XRLSAME”

[00:41:45] Lenny Rachitsky

English:



There's another quote that and came up as you were talking. | forget who it was exactly, maybe Kevin
Wheal, maybe Mike Krieger. They said that this is the most normal things will be, ever. Like, it will only get
weirder. And | think giving people that sense of like, okay, just enjoy this normal, because this is going to
be only weirder, is we'll at least give people an expectation, real expectations where things might be

going.
FRaCERE:

HRHIER, BRI T S—@iE. ERCBEEEIHNT, BT8R Kevin Weil 3 Mike Krieger, ftfi13t: “TfE
EBRKER EE NRMET, WERSTR/HEKBES.” HIANBANXMRT — “GFE, EXMENES
B, AAUEREERR —ELRAAN—NHE, — M RFREEBMVESLTIHEA,

[00:42:11] Julie Zhuo
English:

Yes, yes.

R EE:

AEh, R

[00:42:11] Lenny Rachitsky
English:

What a time to be alive.

R EE:

BEEMNETEY TR,

[00:42:12] Julie Zhuo
English:

What a time.

R EIE:

sk,

[00:42:14] Lenny Rachitsky
English:

Okay, let me zoom out even further and chat about... | want to ask you just outside of Al, management in
many ways is unchanged. It's still a lot of the same work, managing people, helping them be successful,
producing great work. What are just some of the, I'd say most timeless, most important lessons that you
think managers, especially new managers still don't totally understand, need to hear more? What are just

some that come to mind? And then we'll see where this goes.

RSz ERIE:



9, HE—THRAMNA. FEEMFE, WA A R%, EEEREAFEAELZIERE., ENMARREEFNT
B BEA EEIMUNATY. FHABER. MIANNEPLERKIE. REZNHI, BTEEE (LHEHRETE
2E) MARETLIER. FEZSIAIRE? RIS ETFINEMLE?

[00:42:43] Julie Zhuo

English:

The first thing that comes to mind is the importance of managing yourself and understanding yourself.
This was chapter five of my book. It's called Managing Yourself. In fact, when | wrote it, | kind of wanted it
to be chapter one, and then my publisher was like, "Well, maybe you should get into some of the
tactical..." People don't necessarily think managing other people or manage a team starts with them, but
| really do fundamentally believe this, because | think all of us, of course, like any human being, we have

things that we're strong at, we have things that we're weak at. And | am a very big believer that every
strength is its own weakness, and every weakness is a strength.

(00:43:18):

There's no such thing as you're going to somehow get every dimension to be 100%. In fact, | think one of
the most interesting concepts or frameworks for myself, and also even, this is also kind of like a data
framework concept, is this concept of dimensionality. So what dimensionality means is you're a human
being, but we can kind of look at you in infinite dimensions. There is, for example, how good is Lenny at
throwing an ax? That's one dimension.

FRCERIR:

HELABINEEEECNTRECHNEERENE, XERBINELE, I (BEES). FXLE, REHFHER
WERES—F, EROLRER: “BIFREMIZAH - LEARNERNKRE " AMMNF—EUNNERMBARE
EHFIZMNEEECHEN, BHRREX—R. BATINARIIFFEAN, MEERAL—#, BEEKNFE
KEPG, HEE “SHABHEENNNER, MEMBREE—MREE” .

(00:43:18):

REEFEMG R MAES MEEREE 100%. FELE, HANWNEFREEBIMSHERZ— (XEKLE
BRE—IHIEERMS) M2 “4#E" (Dimensionality), #ENERE, RE—TA, BRITATILUMERE
HERERFT HIE0, Lenny HFEKBIBRANEARE? XB—MEE

[00:43:49] Lenny Rachitsky
English:

Pretty good.

FRCERIR:

TR 5o

[00:43:51] Julie Zhuo
English:
How good is Lenny at being a podcast moderator? Fantastic.

FROCERIR:



Lenny #IBZ EHFARKFEARF? KiET,

[00:43:56] Lenny Rachitsky
English:

So-so. Okay, thank you.

FRCEE:

—ARARML. ¥F, Wt

[00:43:58] Julie Zhuo
English:

How good is Lenny at doing a zero to one type of project in the Al space? Right? So again, just can think
about these as infinite dimensions. And the reality is each of our profiles is very unique, it's like a
fingerprint. So for you it's like these are all these areas that you're really great at, much better, like in the
top 1%. And then there's some areas where in the top 10%, then there's some areas where you're kind of
average, and then there's some dimensions in which you're worse than average compared to other
people. And that's just true for all of us. And what | like about that is therefore if you take that as the
model, you realize that none of these dimensions are you entirely. So | can make a comment like "Lenny,

your ax throwing really could use some improvement."
(00:44:48):

And ideally you're not like, "Julie is saying I'm a bad person, my identity is at risk," right? Because it's just
one dimension of who you are. But what happens sometimes is that we can get very attached to certain
dimensions because we start to think that that's who we are. And | think managers can do that, and
clearly individuals on their teams. And when that happens, it starts to get very difficult to have, | think
more objective conversations about, okay, what can you get better at? What can get worse at? And so | say
all this because | think this framework for me at least, and many people that I've talked to, has helped
them realize that somebody can give you feedback or you can be maybe not great at certain dimensions,
you can have room to improve, and that's not who you are because you are all of these infinite
dimensions in one, and none of them is representative of your true worth as an individual.

(00:45:42):

I'm a big believer that we are all beautiful and worthy, and sure we have all of these skills and we want to
improve those skills, but it does not speak to whether we are worthy or not by saying whether we are
strong or weak in these skills. And so | think if you can take that and really internalize that, then you can
look at yourself a little bit more objectively as a manager, and you can realize that there are areas where
you're going to be really strong, there are areas where you have biases, and often they are one and the
same. So I'll give an example. People have often told me, | would get this in my performance reviews from
managers in the past, like, "Hey Julie, you're really thoughtful. So when you think about something, you
have a way to think about it, you've clearly thought about it in depth and you've got these frameworks
and all this. That's a great thing.". And then on the flip side, I'll get feedback like, "Well, Julie, you don't
really say a lot in a dynamic discussion. You're kind of quiet and you don't really think that quickly on
your feet." And what you realize is these are kind of, again two... Because | don't do that and I'm not just
off the cuff, that's what allows me to oftentimes be very, very thoughtful, or at least, okay, when | was
younger, it's very clear that that particular weakness also very much is speaking to a particular strength,



which is | am the kind of person that doesn't always have a snap judgment. | have to really think about it

and internalize it and sometimes get to how | feel, and then | can share it and present it in the world.
(00:47:18):

And so just knowing that about me is supremely helpful. Now doesn't mean of course that | can never get
better at this thing, but what | often think about is mastery is where we realize that both of these we can
get better at, and what we want to do is just figure out in the context, what makes sense to be. So | got
this feedback and I'm like, "Cool, one of the things | need to work on, is figuring out how to be more open
in person, how to speak a little bit more clearly in person, maybe say things like, 'l don't know exactly

how | feel about it yet, but this is what I'm thinking right now,"" if there's still clear tactics that will allow
me to be a more effective team member and to do a better job in the context of what I'm trying to do with

my team.
(00:48:04):

So I've tried to build those skills, but the meta skill is now being able to step back and say, okay, in certain
context it is really important that we move fast and we are decisive and we just do something. And even if
it's not perfect, we just kind of have to do it. And if | struggle with that, | should realize that that's an area
to improve upon. But there are other contexts in which the right thing to do is actually to take a step back
and be very thoughtful and to not rush into decisions.

(00:48:31):

And that's so what | want to get to is not like let's reject this strength or this weakness, but just know that
that's where we come from, that naturally, we might be wired in a particular way. Our growth often looks
like getting better at doing the opposite, but not rejecting again the thing that we're good at, but rather
over time getting to this balance where we can read the context and the situation and know, "Should |
lean a little more thoughtful or is this a time where | need to try and be a little more decisive and just
share what's on my mind right now?"

AR ERIE:

Lenny 7E Al ST M 0 B 1 TREBVRESEARF? XIB? FRLL, fREJLUEXLEELRRAVAEE, MERE, S
PTARNBGRERIE—T R, BERIEN—F. WRHKG, BLEFMVRFIFFELE, BTFINR 1%; FLEIFVRLTE
10%; BLFHLTFFIHKE; BELELEEIRIETYKFE, BNETABEXF, HERXIMERHNREA
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Eoit.”

(00:44:48):

ERBAT, MARRRT “Julie BRFZE—TFA, HNBORITED , WIE? RABIRRMEIAN—
NMEE, BERBKRIISIERETRESLE, RARNFBIANBREHNNEE. HINNEBEEIXF, H
AR RS, —BREXMER, MIRMEHEITEUAIXIE, tbin: (RATLIEMLES BMSELT? WESmATaE
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(00:45:42):

HRERNETABEEFEENEN. SARNAEXLERKEE, URIESEN), BiEENERSH AR
BEEMNE. IRMEREEAUX—R, MREFNEEEEZNMERFEC, MEBIRIFLEMWHMIESE
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E-MRENMR: HAZAMBEILZMBEFIETIA, HBTRNBE. A, BNEREFRR, ART
REDEHZMAHRA,

(00:47:18):
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(00:48:04):

EE IS A XLEREE, B “TTikeE” BeBRE—DiH: ERLEERT, RRTo. REDARH(ELRIES
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(00:48:31):

FRIABRBREINAREEREMABE RSB R, M TERMNORMEATERREH AN, RINNHEAKETEEERER
TREKMERNSE, EAEREERIMERNE, MEMENENES KRR —MTE, #BENEY: “HE
“EBE-T, ERMEMERE D ZHAIEE? ”

[00:49:54] Lenny Rachitsky
English:

I love this advice that things that we are incredible at and have a downside, and oftentimes the feedback
we're getting is something we're not great at, there's a good version of that that people appreciate. And |
was going to ask you, and | think you answered most of this, but just when you got this feedback of, "Hey
Julie, you're not speaking enough in these meetings, you're not contributing quickly enough," it sounds
like, so one option is just like, "Okay, cool, that's me, that's how | am, and I'm just going to solve the
problem this other way and then just not going to change anything." What | heard you say is, find
opportunities where you want to actually change that behavior, even though it doesn't come naturally in
specific situations where things are moving fast. | guess just how far do you recommend people push
themselves in things they're not great at, versus leaning further into their strength, let's say?

FROCERIR:

HRERZTEW: FMERNFBEEEEEAERM, MEMNBENRFESZFNFEREMTS, BHSE
BEFEEEANMRERERRS. ZRAREMR (RAMBLZEE T AED) . HIRWE “Julie, FEZLELXER
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REWANESAEE LREE CSEMAMERNE, MABRH—TRIENE?

[00:50:53] Julie Zhuo
English:

Oo, | think that's a really great question. So the way | think about it is it's very dependent on what is your
goal. So for example, let's say that you are... Let's even take, for example, ICs versus managers. | think
often about the pathway of an IC, an individual contributor, as wanting to deepen a craft. You love this
thing and you just want to get better and better and better at this very specific skill or this craft, right? So
think about in our dimension, infinite... It's like you pick a couple dimensions, "I just want these to be... |
want to be the top 0.01%," and that's kind of the pathway of extending it as an IC. Now, if that's your high



level goal and you're like, "I want to be able..." Let's say your high level goal is, "I want to be able to do
this 10 hours a day because | love it and | want to be able to support myself doing it, meaning | get paid
and | have a great job, and | want to have a bunch of impact in the world by doing this thing."

(00:51:03):

And if there is, awesome. Then if someone's like, "Hey, do you want to be a manager?" You're like, "Nope,
don't need to because these are my goals and this pathway actually allows me to do that." But if
somehow you get to a point where the skill you really want to perfect is not something that may be
commercially viable in the world, that's going to somehow allow you to buy the big mansion that you
want to buy to support your family, then | think you have to ask yourself, "Okay, so if | just do this, it's not
going to cut it. | might actually need to learn some of these other skills in order to be able to fulfill the job
that is going to be valuable enough that people are going to pay me a bunch of money at this certain level
so that | can afford my mansion."

(00:51:43):

So | just think it has to go back to, what are your goals? And there are cases in which yes, it'll support your
goal to do this and to deepen your craft. And there are cases in which it won't. And | think it's important,
it's a very individual question for each person. But what | often think suffering is, is when these things are
not aligned. So what you want is the giant mansion and all of that, but you're like, "But I also just want to
spend on my time perfecting my egg omelet." And then, you're just in this tension place, and it's very
hard to feel satisfied and fulfilled because you're a little bit like, "Oh, why doesn't the world value my
deep egg omelet skills?" You can [inaudible 00:52:27] egg omelet, you should maybe not do this thing. Or
if you want this thing, you may actually need to be better at just egg omelets. Perhaps you need to
expand your repertoire of cuisines, and go and build a Michelin star restaurant or something.

FRCERIR:

EXE—TEEENEZ. ZNEER, XRAREZEELEUATMIYEREF 2. HM, M= ICNERERY
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(00:51:03):
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(00:51:43):
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[00:52:39] Lenny Rachitsky

English:



This is really good advice. It's not just definitely always work on your weaknesses or don't worry about
them, it's if you need to do this thing to achieve this goal that you have, make sure you understand what
your goal is. And then is this thing a thing you need to work on? For example, [inaudible 00:52:52] become
a VP, you probably need to be really good in big important meetings, and being on the spot, and just not
waiting until everything's over and then sharing an email of all your thoughts.

FROCERIR:

XERIFEFHRN. TRV —EBANTRIRATEAEEN], ME: NMRMFBMXGERERMBIBT, 15
BIRIFERE B CHBEIRZMT 40 ?*FEJZ#F$ BRIMBAB . 0, MRIREMN VP, RETRELIERK
AEENARIWEEINES, MARFIWNERT KB IZ(REIFIERZE,

[00:53:01] Julie Zhuo
English:
That's right.

FRCERIR:

Ao

[00:53:02] Lenny Rachitsky
English:

Yeah. For me, | actually went through a period where | was like, "I do not want to get promoted. I'm so
happy in this very specific role, just leave me alone." And that path is very different from the skills | need
to build to be a manager. And then things changed and then, okay, now these are the things | need to
work on.

AR ERIE:

B, WMERY, RELXHI KR, KT “BARAR. ANXINMENBRIEERE, NERK.” A
FERIZPTE RV %ﬁhéiﬁ%ﬁé?\lﬁo EXRERET, FREAFIRI: “@E, NEXEERFESZHN
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[00:53:17] Julie Zhuo
English:

Yeah. | love that you knew that about yourself, because I think it's so easy for a young person to go into
their career and everyone is telling them, maybe their whole family has been telling them, "You need to
level up, you need to get paid more. You need to get that manager title. You need to get a VP." And at a
certain point, | think sometimes people opt into this without knowing what they're actually signing up
for. What are the trade-offs? And is that really what you want to do? Does that really align with your
passions? And of course, sometimes we have to... Again, it's a compromise for us, but we get to design.
We get to design what are goals and what's the right pathway. And | go back to, usually when people are
unhappy, it's because these things are a little bit out of sync. They want this big thing, but they're not
actually excited about what it takes to do that thing, and therefore it's just going to be a mismatch.

AR ERIE:
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[00:54:09] Lenny Rachitsky
English:

And along those lines it sounds like, oh, sure, | can design my life and design my role. But what | find is if
you at least first of all know what you'd love and ideally do, and then at least mention that to your
manager, it often is a lot more possible than you think.

FROCERIR:

IFEXEBR, mERER “HA, HTLURITRNEFNAE” . BERELIY, NRFELNEBSREMN
4. BERSEfM4, AREDEIFNEZERE—T, BEXLNNARELTERNERRFT S,

[00:54:26] Julie Zhuo
English:

A hundred percent. | think it's so important to be... We often also have this mental model like, "Oh, our
managers are our judge, and they're going to judge me on whether or not | did well, | should get a
promotion, | should be fired." So there's this sometimes fear that people have, but I think in the very best
relationships, the manager is like a guide. It's like, look, the manager has a job, and if you understand
your manager's job, which is how to get better outcomes from the team, and also you understand what
exactly would your manager consider success for the team, it also makes it easier for you to then be like,
"Oh, well if | do this project, then that clearly seems like it's a very direct path to creating value for the
team. And that also is a kind of project that suits my skills. It's something I'm excited about." You should
suggest that to your manager.

(00:55:16):

But the other is true, right? So you would know that if you actually asked your manager, "What is your job
and what do you consider success to be, and what is your greatest hopes and dreams?" And then you
might be able to help your own career and yourself because you would know that context. And
conversely, if you say, "Hey, manager, these are my hopes and dreams. This is what | think I'm good at. |
really want to get better at this skill. | really want to get that VP promotion, but | don't know what it
entails. Can you tell me, what does it take?" That's a really wonderful conversation as well because then
you'll get all of that context, and then you can actually decide whether you want to do it or not. And if you
want to, then ask your manager for help, "Okay, if you see opportunities that are going to help me
become a better presenter or increase my communication, please tell me." Even better, "If you have
feedback for me about communication, | want to hear it, because that's what's going to help me grow in

this particular skill."
(00:56:11):

And so, it becomes this collaborative relationship much more so than this almost adversarial, like I'm
trying to get you to give me a promotion, and you're trying to get me to work harder. That is not a very
good vibe.



AR ERIE:
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[00:56:28] Lenny Rachitsky
English:

It reminds me of a guest post by Ethan Evans that I'll link to that has a really good framework for how to
actually do exactly what you're talking about called, The Magic Loop, where it's kind of a framework for
figuring out what to work on and how to help your manager see you're capable of stuff and earn that
trust.

AR ERIE:

XA T Ethan Evans W—REEXE, HIBHEHER LR, tE—MIEBFRERRILEIRNIZ 51,
Y “BEATEIR” (The Magic Loop) , EREFEMFRBIZMM 4, URIFILEEEIIREIENHREEET.

[00:56:42] Lenny Rachitsky (Ad Read)
English:

This episode is brought to you by PostHog, the product platform your engineers actually want to use.
PostHog has all the tools that founders, developers and product teams need, like product analytics, web
analytics, session replays, heat maps, experimentation, surveys, LLM observability, air tracking, and
more. Everything PostHog offers comes with a generous free tier that resets every month. More than 90%
of customers use PostHog for free. You are going to love working with a team this transparent and
technical. You'll see engineers landing pull requests for your issues and their support team provides code
level assistance when things get tricky. PostHog lets you have all your data in one place.

(00:57:21):

Beyond analytics events, their data warehouse enables you to sync data from your Postgres database,
Stripe, HubSpot, S3, and many more sources. Finally, their new Al product analyst, Max Al helps you get
further faster. Get help building complex queries and setting up your account with an expert who's always



standing by. Sign up today for free at PostHog.com/Lenny and make sure to tell them Lenny sent you.
That's PostHog.com/Lenny.

AR ERIE:

A& TIEH PostHog #B), XEIRIMEERERN~mFT S, PostHog HEEIIBA. FAEMmEPAFR
FOFREIR, WrEmaii. Web oM. ZIEEKR. AABE. L. BE. LLM IWNE. #HIRERF.
PostHog HIPRETHEEESE FENSAEERETE, B 90% NEFREMEMA PostHog, IREEMSXFE—
BAERASANEREE. MEBEITRMAIREYRZEIRR PR, M{I1R9SZHE ATERF AR AR BN,
PostHog it fRFAE HIE LR —4,

(00:57:21):
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[00:57:49] Lenny Rachitsky
English:

So along the lines of timeless manager, especially new manager advice, you've shared a bunch. Is there
anything else that you think is really important, really interesting, valuable?

FRCERIR:

XFKENEEERIN, CHRAWEEEENRIN, MELXDETRZ. EEFAMRUNIFEEE. AEAE
BMERING?

[00:57:59] Julie Zhuo
English:

Feedback is one of the other topics that | am super, duper passionate about. And my general impression
for both myself, everyone I've worked with, is that we don't value feedback enough or we don't think
about it enough. Again, companies have these performance cycles, and so we're all like, yes, every six
months we're going to go and do these reviews. That's when I'll get feedback. But feedback really, in my
mind, ideally, should be a daily practice. Because the thing that matters for us in the long run as a team is
how quickly are we getting better? So a team that just gets 1% better every week compared to a team that
gets 1% better a month, even if they start off at a much lower baseline, is going to outperform in a very
short amount of time the team that doesn't get better.

(00:58:50):

And so, what is the best tool for us to get better? It is feedback. And what | think about in feedback, it's
very similar to what we said earlier about data metrics. It's essentially trying to put your hypotheses and
test them against reality. So as an example, maybe | have this perception right now that | am a positive
and engaging speaker. So, | have this sense that I'm smiling and I'm very engaging, and I'm telling great
stories, but is that really true? | don't know. The reality is that I'm often biased, and we know these
psychological effects where sometimes the Dunning-Kruger effect, people think they're way more expert
at something than they actually are. You ask people, "Hey, are you a better than average driver?"

(00:59:35):



And it's like 70 or 80% of people, "Yes, I'm better than average." How could that possibly be? We have
biases. And imposter syndrome is a bias on the other side, it's like me feeling, "Oh, I suck. | don't actually
belong here." Whereas, that also is a bias. It may not actually be true. In fact, | might very well be here
and other people value my contribution.

(00:59:56):

So we are just wildly out of sync a lot of times in our perceptions of ourselves, our strengths, our
weaknesses, what's going on. And the way that we're going to understand and truly get better is we need
other people to reflect back what is actually their truth. And the way | think about it is like, I'm going to
ask you for feedback after this podcast episode and you're going to tell me something. And what you're
going to do is you're going to give me a gift. Because it'll be a gift of reflecting something back of what
you see that | can't see. Just like if | have a leaf in the back of my head, | can't see that. And so if you're
telling me, "Hey, Julie, you have a leaf."

(01:00:33):

"Oh, wow, thank you." Okay, maybe | can get rid of the leaf or whatnot. But that is what feedback is. It is
essentially reflection back. It helps us calibrate to reality, and it allows me to get this information about
whether or not I'm moving in the direction of my goals.

FRCERIR:
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[01:00:50] Lenny Rachitsky



English:

| love that. | completely agree. The challenge for most people, as you know, is giving feedback that people
receive and don't feel defensive about, and then receiving feedback and not being like, "Oh, no, they
don't know. They don't know anything. How dare they say this about me?" Could you give us maybe a tip
or two for delivering feedback well and for receiving feedback well? And maybe even just seeking, how do
you get more feedback? This all makes a lot of sense. Most of the time people don't get any feedback.

FRCERIR:
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[01:01:18] Julie Zhuo
English:

The best way... The first tip on getting feedback or delivering hard feedback is first go and actually
establish that our relationship is one in which we value each other's contribution, we want to help each
other grow, and therefore we're going to be the kind of people that want to give feedback to each other
every week. So when you first start working with someone, don't wait until something bad has happened
[inaudible 01:01:42] given feedback, because that's already a pressurized situation. Start by saying, "Hey,
really excited to work with you. | feel like our best collaboration is | want you to help me get better. | think
I'm good at this stuff. I'm not so good at this stuff. What about you? Okay, you think you're good at this
stuff? How about we just work together and we just help each other get better at these things? And the
way we're going to do that is, all feedback is open. | want you to tell me everything. Ideally, you're going

to then say, 'Yeah, | want you to tell me everything."" And we've already established that.

AR ERIE:
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[01:02:10] Lenny Rachitsky

English:

And this is colleagues or manager or all colleagues?
FRCEIE:

XZiERFZE, TRZESTREZIE, EEFFBEE?

[01:02:13] Julie Zhuo

English:



It's like everyone. It's like people you're dating, it's like your children. It can be with everyone, just
establishing what kind of relationship do we want to have? | think most people want to opt into a
relationship where you can be close, you can be tight with one another. You can say things to one another
and not have to hide behind... | think most people will opt into it, and if you opt into it, everything gets
easier down the road. So the first thing is get everyone to opt in that this is the kind of relationship that
we want to have.

FROCERIR:
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[01:02:41] Lenny Rachitsky
English:

One trickle throughout that I've heard that worked really well along these same lines is asking people,
"Do you prefer feedback in the moment or do you prefer it kind of every month or every week or
something like that?" And everyone's like, "No, no in the moment and just tell me as soon as something

happens." And then that gives you that freedom to just, " Okay, yeah, let me give you feedback here."
R EIE:
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[01:03:09] Julie Zhuo
English:

So if you get people to opt in, "Yes, | want us to have a great relationship. | want us to help each other get
better. | want feedback." That's 60% of the hard part of delivering difficult feedback later on. Then the
second tactic | will say is that when you actually give the feedback, it helps a lot. First, you have to check,
"Am | actually giving this feedback because it's in the spirit of trying to help one another?" And if the
answer is yes, then we've moved from 60% to 80%, it's going to go well.

(01:03:37):

But what can often happen is something happens. You do something, it triggers me, because | don't
know, | had a bad experience about that type of thing before. And so, I'm kind of feeling mad and | want
to be right. If my real rationale for why | want to give you feedback is | want to validate myself, | want to be
right, | want to tell you you're wrong, | want to punish you, it's not going to go well. It's just already there.
There's no way you can deliver it, unless you're a tremendous actor. It's just not going to go well. So you
have to first check your intention.

(01:04:16):

But if you've done that, you're like, "No, no, no. | thought about it. I'm calm now. I'm not seeing red. |
really think that Lenny is just not aware that when he says this, it makes me and other people feel left
out," or whatever it is, right? Then | need to be able to give it to you. And so usually then if you're like,



"Okay, now | might be nervous because | don't know to offend you. | really value our relationship. How

am | going to tell you. | don't want you to get defensive?"
(01:04:44):

Then the third tactic is, just say that out loud. If I sit down with you and | say, "Lenny, I'm so nervous right
now. | want to give you some feedback and I'm really worried that it's going to impact our relationship,
and | so value our relationship and | don't want that to happen. But | also feel like it's just going to help
you to hear it if you can." That does so much of the work of... It's humanizing. You're going to realize that
I'm going out on the limb, I'm being really vulnerable, and likely you're going to hear that so much more
than if | just find a way to drop it, just lobby it over because it's so difficult. Just actually lean into the fact
that it is difficult and expose that because that builds a lot of human connection.

FRERIE:
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[01:05:33] Lenny Rachitsky
English:

This is amazing advice. Very tactical. Okay, is there anything else? So we've talked about a bunch of
timeless pieces of manager wisdom, things that people need to hear, especially as new managers. Is
there anything else that you think is really important that you think people are just not fully grokking for
being great managers?

FRZERIE:

XEREEENEIN, FEEFREM. 17, TEHNNE? FMRT —HKENSEESS, BEAN] (LHEZE
MEEREE) FRRINARE. EEFAMIANNIFEEE, EAMNERANTERENER LIX2ET2ME
HYng?

[01:05:53] Julie Zhuo



English:

I think the idea of win-win, | think about that all the time in my mind. And | go back to it, because | think
that often we have the story in our heads that sometimes things are adversarial. As a manager, I'm trying
to get people to be more productive, so I'm trying to get them to do a thing that maybe they don't want
to do. I'm going to try and get them to work harder or I'm going to somehow put more pressure on them.
If you start thinking like that, that's not a win-win way to be thinking, right? That's like you saying, "My
getting better outcomes has to come at the expense of somebody else losing something."

(01:06:33):

And | think if you start thinking like that, it's very difficult to come up with a strategy or to truly be
successful. But if you say, "Look, actually, my job is to figure out how to create win-wins." So | actually
don't want somebody over the long run to feel like what I've done is just create a ton of pressure for them
and now they're super burnt out, real quick, because that's not good for our team, that's not good for me,
that's not good for our long-term relationship. How do we find the solution that can be a win-win? And |
think if you think like that, a lot of things get easier. So for example, with new managers, | think this is true
for me, too, the first time | had to tell someone that they shouldn't be a part of this team was extremely
fraught for me. And the main reason was because I'm putting myself in their shoes, and I'm imagining
that this is truly horrible, and I've just done a huge disservice to this person, and that's the most awful
thing.

(01:07:32):

But there's another way to look at it, which is, hey, if there's persons on the team, they probably want to
be successful. They want to do great work, they want to be valued, they want to grow their career. If this is
not the place for them, because it doesn't align with their true interests and the things that are going to
help them be successful is just not the thing that they either want to do or can do at this point, it doesn't
do that person any good for me to somehow try to continue to make it. It's actually going to be miserable.
I'm going back to prolonging that misery state.

(01:08:06):

And so, sometimes a win-win thing is to just say, "Look, it's not working, and | respect and value you so
much that | know you want to do something that you can be proud of and you can grow in, and that's
going to be really valued. And right here, what we got, this isn't it." That's like a win-win way of looking at
the situation, not a like, "Oh, my firing them is just definitely going to be a horrible..." I'm not trying to say
it's not going to be hard, obviously it's hard, but it's in the mentality and the mental model | think makes
all the difference. Because it's going to be different in the way that | convey it to them. It's going to be
different and why this actually in the grander scheme of things may be great, and it's going to reduce this
adversarial feeling where they're now going to see me as an enemy or somebody with all this power
who's making choices that impact them and they feel powerless. It has to be a collaboration. And | think if
it's not win-win... And | could be wrong. | would say | don't think it's right. The person could actually say,
"No, you're wrong." And that would actually be great information, because then maybe we can go back
and we can find a way to make it win-win.

FRCERIR:

HiAAZE “WR (Win-win) B, ERFE-EHEBXN REELEX—x, BARIAARITRFER
BE—M WL WEE. FNEEE, REELANESESS, FRUFHEL MM — LR
MEvE, HIRELMIESHIE, HEURMANAGMIEE. WRIRFEXFR, BRI WM DL
L, WIE? MMERER: “BREBHFNERLALARHER AR AR

(01:06:33):



FIANMRMA R FR, REMESRELFNRBERSEENNI, BNRME: “F, KELERBIER
Fra R R EIEN AR, FrAFSE R EARERAKPRSRRIRAMINFET EXES, iLMIRIRERE
15, EAAXNERFRLE, WEAE, HERMNPVKPXRZBRT FITNERE— P WRBBRGE? RIRX
HR, REEFEMRLRFEZ. g, WTFHEEEE WHERRFEBIRNL) , FRFEFFHEEAMITFE
BXTHEAE, ZRBEFEEE. TERFZFHICEHSRAUINLE, BERXBEXART, HSHFTEXT
A, XERFERNE.

(01:07:32):

BXES—MERFAN: R, MREANEEXEF—TA, ITEERBMI. MITRMEHEARNIE, BKRE
M, BRBRIALEE, MRXEBFREEMN], HAXFFEMINNELME, NEEBHMNMIINEBHR
EMNIERIME MY, AATRTEEMITNBINLEEAFL. KiFEXZILMWIRES. HRZ2HE
FERAB IR = B TS.

(01:08:06):

FRUL, BRWRBMEZZERNR: &, X1TFAE. RIFEEEMEER, FMERBM—EILRER. it
MEKEARSEENNEE. MERINXE, BRNEIHFEBEFN.” XE—MWRNMNE, MFE B,
HERMIEER—HARNE " . RFABHXTHE, BARE, BFIANOSHNOERERE T —,
EAX B HRAMNNEENE R, XIBRBENTAMNKEREXAEZRMEE, FEIROIBME—
B TIERANEA, H—TREND. MR mt]enEEmit i TREITEA TN XBTE—FHh
B BIANMRAZNER - B ATRERHER . WMRMHW: “F, RET.” BHELUERENER, Ak
(11T LAE) K SR SEEL I BY 75 7o

[01:09:12] Lenny Rachitsky
English:

Yeah, | was just going to say, they have to believe this. You can't just make it sound like this, "Here's the
win you're getting let go. It's a huge win for you." But in reality, the way you phrased it, it is actually
almost always true, "This is just not a place that you'll be happy and succeed at, and it's better you go do
something else."

AR ERIE:

B, WIERR, MISITHEEX—R. MARIBWERGRER: “XZ2MWE: MEERT, XX
KiBEARBHF]" BLFFLE, HRIREHEER, XLFEREL: "RRAB—MRAZIREK. WAIMIHEIM
7, RERFEMRAE.”

[01:09:27] Julie Zhuo
English:

Yeah.

R EE:

R o

[01:09:28] Lenny Rachitsky

English:



Okay. I'm going to keep fishing in this pool to see what else we got, but when we run out, let me know. Is
there anything else that you think people should know, should hear, especially new managers that
they're still not fully getting?

AR ERIE:

%, BRITBHSEXMUFREERLEE, NMRERTHFK. EEMFAMRAAA] (CHEREEERE) NIZA
B, MR, EEmERTEMIENLD?

[01:09:41] Julie Zhuo
English:

| think being aware of your own energy and conviction is really, really important. So a lot of these themes,
as you can see, go back to, you have to first understand this about yourself and have the right mindset,
and when you do, it becomes much easier to be able to be impactful with other people. So this is another
one. | think it's very difficult for managers to be able... We talked a lot about the three pillars of what are
the major tools of a manager. The first is people. And so, we talked a lot about the importance of
dimensionality and feedback and helping reflect and grow people.

(01:10:21):

| think the second one is around purpose. Purpose is like, "What are we here to do? What's our North
Star?" And | think it's very hard to actually convey that if you don't have conviction yourself. And so
watching your conviction is really important, particularly since a lot of people who are managers, you
often start out not as the founder of the CEO of the company, but you might be a middle manager. So in
some ways, you didn't create the vision, but you are in some ways expected to execute it or take a piece
of it and do it. And | find that sometimes what new managers don't pay attention to enough is what is
their true belief. They feel like they might have to be a soldier, so they just get orders and they have to
execute it. But it really makes a difference if they themselves have gone through the work of thinking
through, "Wait, why are we doing this? Do | believe this strategy? Does it make sense or not?"

(01:11:18):

And if it doesn't make sense, to go and actually have the conversation with their manager or whoever
else, just so they can get to alignment on, "I really believe in what I'm doing." Because if you don't really
believe in what you're doing or you're just parroting the thing that got passed through the organization,
it's very hard for you to then be able to help other people see what that magic is or to be actually really
effective as a person who can hold that vision and that purpose. So | just think you have to really check in
with yourself on like, "Wait, | know we're told to do this and this is what we have to do, but how do we
really feel about it?" Because if you don't feel good about it, then it's not going to be very likely that the
project's going to succeed. | can tell you right now, every single manager I've ever managed where they're
like, "I don't really think this is a good idea," there's no case where | can think of where the project

somehow turned out to be wildly successful.
R EIE:

HIANZIRERE CHIBEEHMIER (Conviction) IFE. IFHER, WAL, REETFEEE T RBHNE
T TRECHBEERNOS, —BMET, FMUAMSETESTSE. XS —R. RNKTREXTE
BEN=ZASHETIR, F—R2A, BHMRTREXTEE. RIGUKREBANIREBMK,

(01:10:21):

HINNEZRZXTEMR (Purpose)s BITZE: “BINEXEEMMAA? RITWILRERHA? 7 HIARWR
REBEREES, REMMAZEX—R, FIUXIECHNEIEREE, FHIRRZEEERVNHIZAT



HIBIIBAEL CEO, MAIRERFPELIE, AXMEE L, MEALERR, BIfRHEERITERRIBEEF—
. RRMENMAEEEFABIEINE: MMNEXNESEAA? NEFESKAG LR, EEHS
FHIT. BMRMIIECERNRDE . “FF, NI ABEXAM? HBEXTHREG? e5EE? ” X5
FEEBERBER.

(01:11:18):

MRBEAEE, MEANKEREMADE, HEARIR: “HRENBEREEMHNSE.” ENNRMEFREE
BOMBE, HERIREERARGATRIE, MURELNABZBIEFNES, BREFA—NMFER
SMBEFHNAREREENS . FMUKINAMRBAEERMED: “BIERNBERXEM, BRITEEZH
RTTWNE? 7 FHNMRMBREARL, TEMRAKATRERY. FAIUSIFR, ERERINFAELES, MRt
i “BRENAREXZ2MFER" , BRI B &GRS BRI,

[01:12:13] Lenny Rachitsky
English:

This is such a classic challenge of managers, is getting things done that you don't really agree with. And |
can't help but ask you for advice on someone that isn't in that place of just, "Okay, we have this feature
our CEQ's prioritizing. This is not a good idea, but | need to have a brave face and not make it sound like
I'm just being told what to do and I'm just reporting orders. | don't believe in this." You don't want to do
that. You become a terrible unsuccessful manager and people lose trust in you. What's your advice to
folks that are in that place of just how to find that balance?

FRCERIR:

XEEEENSARE: TRFAREEARNER. RENMERBMREBLELS TXMIFHAIA—LZIN:
“UFI8, CEO fRAEEXNIIEE. XARIMHER, ERTRIGER, TRIAERGRARESLEHS. BF
BEXD" MR, EABERIMA—MERE. FRIINEE, AMSKEMREEE MPLTFX
Mg, XEIFHRTFEOARHAR?

[01:12:44] Julie Zhuo
English:

So | think, first, if you feel that way, you got to actually find a way to get it out and engage in dialogue. So
if you're like, "My manager told me to do this, | think it's a terrible idea," you've got to talk to your
manager about it or you've got to talk to the CEO or whoever and feel... Because once you engage in a
dialogue, what will often happen is you'll learn more, you'll have new information, you'll have new
assumptions, and maybe you'll have influenced a project in some manner. But often, the more you can
learn about, "Okay, why did some other smart people feel like we should do this? And what parts of it do |
believe and what parts am | more skeptical about?"

(01:13:20):

You can probably decompose it from a blanket it's good or bad to like, "Okay, this is a hypothesis, this is a
hypothesis, this is a hypothesis. | might kind of believe this one. The reason | don't like the proposal, |
don't believe this particular hypothesis, but | believe these other ones." And so, when you can start to get
one level deeper into breaking it down into a set of assumptions, that makes it much easier, because then
likely find something that you do kind of resonate with. And you might be able to then steer things like,
"Okay, if that hypothesis doesn't... | believe in disagree and commit, but now we can be very specific. We
can isolate the thing that..."



(01:13:59):

And what we can also often do is like, "Okay, the reason | didn't like this proposal is because | believe that
this assumption is wrong." I'm going to come up with a really stupid example. But your suggestion is, "I
know we have a great idea. We're going to go and put a lemonade stand on every block. And my core
assumption is people do not like lemonade. That's not the hot beverage right now. And so therefore, |
think this is a stupid plan." But if | talk to you about it and you're like, "No, no, this is the core assumption

we disagree on."
(01:14:29):

Likely what starts to unfold is like, "Well, can we get some data? Can we get some information? Is there a
quicker way to validate whether people like lemonade? Perhaps we should just test it in one market
before we go and open up the lemonade stands across the entire 50 states." And so what happens is we
can likely get to the actual specific area and come up with something. And then, if | have to now share
with my team, We're going to try this hypothesis. I'm not sure how | feel about it, but | actually do think...
I don't know for sure and our CEO seems to think this is... But we're just going to test it."

(01:15:00):

For sure, and our CEO seems to think this is... But we're just going to test it, and we're going to do the test
in a way where... That's what we want to find out, is do 18 to 25-year-olds love lemonade if we put them
on these neighborhood college campuses? It becomes very specific and everyone's like, "Well, yeah, |
don't know for sure, but I'm happy to go in, and test that, and commit to it."

FROCERIR:

HAN, B, MRMMEXMEL, MOTHRE—MANTAERAEITHIE, NRMRET “FEILREX
N BUEBEIREET” , RUTMEAEY, HEM CEO %K. AA—EFE5E, BESRENE. FEF
NEZ, REMER, THRFNRER, BIFREEUEMAREMIE. 8%, (RANESMTR: “FE,
N AEMESBAA RS RN ZX e ERLEso 2 R8En, MERRIFREN? ”

(01:13:20):

R ABEMESRR DT DBFR: 4, XBBIZA, XERIE B, XERi& C. HAIEEESMHEE A,
EAEXXMENNEREHAEERL B, BRBEHEHM.” HFERIN—F, BEIBI—RIRILE,
EEMTR/ERZT, AAMRAIESKE— LS HIBHNARTA, AEMRMAUSISEE: “FE, WEHE
MR- HABE RBEWRHHNIT (Disagree and commit) , EIMERENITLIEE BE, IR
PRE AR A 7

(01:13:59):

HEITEEEA N “WF, BAERXMENNERRFRIANNX M EIRBIZEHEIEN” HEMRENGIF. R
NENZE: “BMNENMTFER, EESMHREE—NMTEKRE, MENZOVRIGEANAERITIRK, BRI
EARZRAITREL. FTUEIAAXZNERENITR” BUREMMRE, FiK: “FF, XRRN=EDENZD
Ri%."

(01:14:29):

ETROUEEANRE: “BENMNEFEZRHIE? EFEFRER? BREERNIERIEANIREENRIT
BK? WiFES3E 50 MNEFZE], FEIMRIZAE—ITHIZNE—T.” XEFRNMEEREI EETINSHE
sk, AE, MRBMEENFRADZE: “BINEZXAXMRIG. RAWELSRNA, BEREBKLIN---- E5
TEEEE, MM CEO UFINAXZEF Y -+ BERMNEUNLE.”

(01:15:00):



HANNBUXMBGRFITR X2 HNVEELIRY . WRBAMBRAOKTERAREME, 18 F 25 1Y
FRAZERITEKE? " XTBFEBEENRE, STABILER: “WE, BFHE, BEREESSNRAA2N
LAitko”

[01:15:24] Lenny Rachitsky
English:

This is such a good advice, and there's also, you could layer on, "Here's the things | do agree with and
believe. Here's the ways that | see this as totally right. Here's the piece that I'm not so sure about, but
that's why we're going to run this test, and here's why it's the smallest version of this test and why it's a
great idea just to figure it out." We'll show them. You probably don't want to say that. As you give this
answer, it's so interesting, | almost want to do a whole new episode with you later of just common
conundrums managers have, challenges that every manager runs into that are really difficult to figure out
on the spot. We could save that for the future. Okay, I'm going to take us to a couple of recurring themes
on this podcast, occasional recurring that every episode corners that we take guests to. The first is | want
to take us to Al corner. What I like to do in Al corner is ask, what's a way that you've figured out to use Al in

your work or your life that's just really interesting, really useful?

FRCERIR:

XEIFEFHRN MEAUMLE: “XRHIABNBENED. XEHIAANTEERBMG, XZRFBA
BENED, EXMEHNBZTIRNERE, HENFAXRZZVRNR/NRE, URATAFEREZT
FER" “BRIERLAMIE” fRATRER AR X A, IFfREIERKEFRED, REEBUSHMIRR
—&, TITHHEEEEBINED, RESMNEEERZET BRELZFRBIME. KT UBZILUS.
4, MEHNEBEZN/LMEERT. %2 AIR” - TAIA, HENWE: RELFREEPLIBIMPLESER
AINAXEIREREBEERR?

[01:16:19] Julie Zhuo
English:

Well, | already shared a lot about education and learning, but I'll share maybe a more fun story. It's my
kid's birthdays. One of them just passed. My middle son's birthday is in two weeks and my daughter's
birthday is in a month.

AR ERIE:

REZDETREXTHENZEINAR, ERAUNE-NEFENERF, XTREFHNEH. HP—1R
o, BD)LFNERERAR, HE IWERE—TAR.

[01:16:32] Lenny Rachitsky

English:

By the way, the birthday just passed. The kid didn't pass.
R EE:

@R —T, BEANE, FE%F ET” o

[01:16:34] Julie Zhuo



English:

Okay. Yes, the birthday passed.
FREiE:

¥R, =BHY, BEHET.

[01:16:35] Lenny Rachitsky
English:
[inaudible 01:16:35].
FRCERIR:
(527)

[01:16:35] Julie Zhuo
English:

That's right, that's right. The birthday passed, my kid's birthday. One of my goals this year was to try and
build them something, so give them a present that has me going back to being the IC and making
something for them. Al makes this really fun, and so just from my youngest son who was six years old, this
is an idea that | stole from Eric Antonow, if you know Eric. Have you had him on your podcast?

AR ERIE:

R, BREFNERLT. HSFNERZ—ERHAMIIFEFRRAA, S —0ILEEFHRZE IC. %
FHIERILY. ALLXHETRIEEER. HFHRAFTENLF, FM Eric Antonow BBER/ T MER. RINR
Eric 13? fRiEfth b fEE0g?

[01:16:59] Lenny Rachitsky

English:

I haven't, | am trying to. He actually sent me the... What is it? The-
FRCERIE:

g, RETHIEM MELAREAIIR - UFAKE? BIPH-—

[01:16:59] Julie Zhuo
English:

Yes, yes.

R EiE:

T, ",

[01:17:06] Lenny Rachitsky

English:



What is it called? The metha-
FRSCERIF:

HtAaRF? B Metha—

[01:17:06] Julie Zhuo
English:

Methaphone?

R EE:

Methaphone?

[01:17:06] Lenny Rachitsky
English:

Methaphone.

FCERE:

Methaphone.

[01:17:06] Julie Zhuo
English:

Yes.

FRsCERF:

i

[01:17:06] Lenny Rachitsky
English:

Methaphone, check this out.

R EE:

Methaphone, BEEX

[01:17:08] Julie Zhuo
English:

Yeah, yes.

FRCERIE:

=0,



[01:17:11] Lenny Rachitsky
English:

It's like instead of holding the phone in your pocket, you hold this thing, and then you walk around with it
and everyone's like, "What the hell is that?" Methaphone.

FROCERIR:

MEMABRBFNREORE, MBEEXTNFRAERES, SPABWEN: “BEARKEFLR? 7
Methaphone,

[01:17:16] Julie Zhuo
English:

Yeah. I, too, am the proud owner of a methaphone and the next version upgrades with the little stickers,
but-

FRCERIR:
EHY, FthZE Methaphone WIREIREE, T—HMATAHL T/I\EL, BR—

[01:17:23] Lenny Rachitsky
English:

No, | don't have that one yet.

R EE:

T, BELZFB Ao

[01:17:24] Julie Zhuo
English:

... Eric is great. You should definitely have him on your... He's such a creative character. One time, | saw
him with a parrot on his shoulder, and | was like, "Why do you have a parrot on your shoulder?" He's like,
"Well, you can talk to my parrot. It's a talking parrot,” and then | spoke to the parrot and the parrot spoke
back to me. What had happened is that he had hooked up a microphone, he surgically went into the
parrot and added a microphone, a speaker, and connected it to voice mode on ChatGPT so that... It
spoken | think like a pirate voice.

(01:17:55):

| was like, "This is the best idea." My six-year-old son is really into raccoons. He has a huge amount of
raccoon stuffies. | was like, "I want a raccoon that can talk to him," so | made that using the Eric Antonow
method, but it was great. It was a huge hit. Now, my middle son's birthday's coming up, and he is really
into parody. He loves video games, so Minecraft, but what he often listens to on his Alexa are these
parody songs. It'll be like Justin Bieber's hit or Gangnam Style, but they've changed the lyrics so it
becomes a video game parody of some video game that he's playing, and they're horribly sung. They're
like off-tune, it's just like some person who produced it. | was like, "Well, if he doesn't seem to mind off-
key singing, I'm going to create him an album of video game parody songs, and I'm going to create an..."

(01:18:47):



| created an app on Replit, and what it does is you just give it a song. This is Justin Bieber's Baby and you
link to a Spotify song, and | give him some context like, "Oh, Locke likes playing Kingdom Rush right now.
We have an inside joke about the gargoyles being free money." Whatever it is, | just give it a bunch of
context. I'm like, "Write me a song that just personalizes it and it's a parody of this particular video
game." It writes me the lyrics. It's pretty good at doing this. It's pretty high quality. Again, it does it
according to the beats of the music, and then | just sing it and record it, and then | got myself a song, so
I'm creating an album of this, which I'm going to give to him. He's not going to hear this podcast, so no
one spoil it to him. | think this is going to go publish after his birthday, but I'm very excited about this.

AR ERIE:

Eric Ri%, fi—EEIEM. MENIFEELIENA. B—RK, HREIMBE L5 —REHE, JiA: “frAft
ABEE LI E RYSHE? 7 Ml “UREILAANIIRAVESHERIE, ERiRiE.” ARHNBRGHIE, BiSEARET,
[RRAML IR T R NAZAERE, HEZET ChatGPT BIESEI, ERA—MEBHRENIE,

(01:17:55):

BREXRRENER. BEASH) L FIEEEWREE, MERZREEHTE, HE: “REM—EEMME
IERRRE.” TR Eric WAZEMT —1, MERE, AZRiM, MEKRZ) L FHERRET, MIEESESWE
{53 (Parody songs). fthEIREFHEX, Lbdl Minecraft, &2 FE7E Alexa LIFXLETIRI, LLINBFHT
- tbEBvFRI e (G Style) SR T HIA, TARMIEENE N ERAERR. BRLISFERLE, BiEAM™
5, METBEAREN, HE8: “BAMANERIEAE, BBREAMEIE— KB FIENSHERMER”

(01:18:47):

FTE Replit LT —PA, MRAELE—EH (LLINELERY (Baby)) HiE#EE| Spotify, ARFLAE—EH
=RIER, U “Locke RIAEXRIT (EERIED, HMNBEMXTEERE RFEEH HRNEME" . HLE—
WHES, #: BREEMUNR, TRIMIENEL.” eEHNREERE, RERS, MATEF
BERTH. ARRIABECBERARE, R T -8R, REENMWEIEXF—KEE, tFAzmX1t
BE, FIUKRKGIEZE. REXERLNMUEHEET T, BERMNILIFENRE.

[01:19:34] Lenny Rachitsky

English:

Wait, so you're going to be the one singing the song?
FRCERIE:

FF, FIUEIRFBBXE]RG?

[01:19:37] Julie Zhuo
English:

Yes, yes.

R ERIE:

T, ",

[01:19:37] Lenny Rachitsky

English:



| thought you were going to use Suno or some Al thing to actually sing it.
FRERIE:
HEUAIR=H Suno SE A Al TAKE,

[01:19:40] Julie Zhuo

English:

No, | think I'm going to sing it myself.
R EE:

T, HEZECE

[01:19:41] Lenny Rachitsky
English:
Wow.

FROCENIR:

|+
I]:I: o

[01:19:43] Julie Zhuo
English:

All of this made it so easy. All | have to do is just record. Again, I'm not a very good singer, but it doesn't
turn him off to hear off-key singing.

AR ERIE:
Al b X—I BNk E S, REEERSHIT. Bii—K, RESRLT, BthHANEREIENI

[01:19:54] Lenny Rachitsky
English:

Yeah. Wow, that is so beautiful. This gave me so many ideas for gifts | can give to kids in my life, and I just
love how Al is making it, | don't know, easier to be a parent and, in some ways, more delightful. These are
awesome examples. Okay, I'm going to take us to a different corner, contrarian corner. What's something

that you believe that most other people don't, people would disagree with?
FRERIE:

B, XREEFT. RATHRREXRTEIIHIRE. HERANLAARBEREES, ARESEHRES AR
o XEFFRET. §F, MEHNS N “JEHIRA” (Contrarian corner) . B ARIMEFEERS
BATER. SRMMR?

[01:20:20] Julie Zhuo

English:



| believe that there's infinity in every direction. That makes me pretty contrarian on pretty much
everything that anyone says. If someone says something like on Twitter, | sometimes play this game with
myself, which is in what context would that actually not be true? | think the reality is that the world is so,
or at least my reality and my understanding of the reality, is that the world is just infinitely complex. For
example, if my kids say something like going outside is boring, or taking a walk is boring, or doing
something is boring, my general response will be, "Well, it's because you're not seeing the infinity that's
in that direction."

(01:21:05):

Even, for example, something really mundane like staring at a blank wall, | think that you can make that
actually deeply, deeply interesting, because you can use that as an opportunity to go into your own mind
and to figure out how you can make time pass, or you can meditate on the existence or meditate on your
breath, or just be grateful for the purpose of being alive. Two people, one person you can say, "Sit in front
of a wall for an hour," and, like my kid, they will super complain and be like, "This is the worst thing ever,"
but you can put somebody else like a monk and they'll have a wonderful experience. It's not really about
the environment or the wall. It's really about how we see it and whether we can find the thing that is
deep, and rich, and infinite in that direction.

FRSCERIF:

BEE “BMNAREBMELRITE” . XiLEM N PEAMAREIEERISE —MHIELIINSE, NIREAE
Twitter IR THA, ERSHMBSINEY: EHAEBETXAIEELEARAKIIN? HIANIER HE
EOREBBNIISNE —HASTRERM, Fli0, MRERMNZFREIITELTI, HELSRELH, FEMNME
ZEER: “BREMFEEEIERNAE LENTRESE”

(01:21:05):

EER—LFETENS, LMITE—EAE. HANMAULULEER/REER, RARAIUMBRX M=
ANBCHAL, BENEITAMNE, HEREREFE. EEPR, SHEXVEEMRBEEH. mDOA, fRiLE
P PUEBL—NE, GREFRE, HIISREHES "XRRERNE" | BORFR—MEEER, it
ZBRYPEE, XELSHRIELX, METHRNNAEFE, UARMNEEELXABIHERLFE. F
=B LRBIKRAE.

[01:21:56] Lenny Rachitsky
English:

Wow, these are some deep answers. This is very, | don't know, Buddhist, very mindfulness-oriented. | did
a retreat once and their advice was just anytime you're bored, just notice all the things that are going on
around you. What does your seat feel like right now? What does the air feel like? What are you hearing
right now? It's exactly what you're saying, there's infinite things to pay attention to and keep you
interested. It's hard.

AR ERIE:

i, XERZRERE. XIFE-- Bk, REEE, FEXIER. HBMI—RHFHE, MINENK
B EEHERIREREITH, MEMNRBEREN—Y). RIENEMKGINA? =SBIEWME? RIERET
ra? [ESRFRE, BERBEVEFREH LR GE, EXRYE,

[01:21:56] Julie Zhuo

English:



It's hard.
FRSCERIF:
MR X,

[01:22:21] Lenny Rachitsky

English:

Hard to actually do that for a long time and practice. That's why it's a practice.
R EE:

TRMEREEBHES, XMBNTACHMA—M “B1T”

[01:22:24] Julie Zhuo
English:

That's why it's a practice. But | repeat that to myself, because oftentimes, if | have a bad experience
feeling a certain way, it helps me to realize that it's often probably in my head. It's because | haven't
gained the skills to be able to see the richness and infinity in that... | can maybe work on that. That feels
better than feeling like, "Oh, I'm a victim of my circumstances. This thing happened to me," and that's so
awful but not powerless, | can't do anything about it. That, to me, is a worse feeling than the alternative,
which is | just don't have the skill yet. | can recognize it for what it is. | don't have the skill yet, but | can
grow. | can maybe get better at it. There is a person out there who had the same situation as me and feels
much more positively than | do, and don't | want to be more like that person?

AR ERIE:

EMBANFAER—MET. BERESVNECEEX—R, ANBENRBEFFHEEHIBLE, SrEERFIR
FX AR RN ENRE. RRNRERAERSEENHPFEMMERIEAIREE - HAUE RS XM
RUELLHFECE "WRNREE" Bif. IRAERT "XBFREERS L, XERKT, HLENT , B
B—MEBERANEIN, B —MEZER: "BRABEKEEXTEE, FAILONSIIR, RERXiEE, B3
ALK, AILMBIS BN . R EEEEABETMH—FER, BOSERRES, gERFZEB D
AFIIG? 7

[01:23:15] Lenny Rachitsky
English:

It's such a beautiful circle back to our very first episode, which a lot of it was on imposter syndrome and
overcoming that and your story there, so | love that that's maybe a way to close this conversation. But
before we do that and before we get to our very exciting lightning ground, is there anything else that you
wanted to mention, or share, or double down on that we've talked about?

FROCENIR:

XEZ—TEWARE, B2THRNOE—5%, BHRSABTEXT “BERESSH MERRSGE, UK
B E, HRENAX N A NRLERMIE. BEKNENHDAOE “WEEE” 251, THTAMEREL
DEERIAAING?



[01:23:35] Julie Zhuo
English:

| just want to say thank you. Honestly, I'm so inspired by the work that you do. | know we've known each
other for quite a while, and | just think from the very first idea that you had for this newsletter, for the
podcast, has been incredible, and | think the world gets so much from it. I'm sure you hear that a lot, but |
am very grateful.

FRZERIE:

FREW AR EXRR, FAAENIELTRREZBR. RIBARBRAT, RRESMRRDSZEDLXHER
MBEREE IR, X—UEEBFARIN, IMANPFRERS, RHEMIERTXLE, BRENREK
o

[01:23:52] Lenny Rachitsky
English:

Well, I really appreciate that, and | say this every time we do a chat, is just this wouldn't have been
possible without you, Julie. | was inspired by your longtime newsletter, The Looking Glass. Essentially, my
idea was what if | do this for product? | started on Medium just like you did, and then | moved to Substack,
and then it's like, "What if | charge for this?" That worked, and then I'm like, "What if | do a podcast?" and
then that worked. But it all began with your concept, so thank you, Julie.

FRCERIR:

FIEEREH. HEXMFRMREB=ER: KER, X—YJEARATESEIR, Julie. BREFRIMKILERIHIEEM
(The Looking Glass) B&M. AFL, BIER: MREHN “Fm” TRBH—IXENRBESERF?
HEIR—EEM Medium FH8, AEMRE Substack, FAEHE “IRIFLUWER? ~ , ERMINT. ARFEE “WR
HuERTR? 7, WRINT . EX—IIEE TR, FRLOSHRIR, Julie

[01:24:22] Julie Zhuo

English:

Yeah. | think you do it with so much kindness and curiosity as you always have, so | love that.
FRERIE:

. HRER—MEEEHEEEEMFEF OEMXMHSE, KREW.

[01:24:27] Lenny Rachitsky
English:

That's just who | am. Well, with that, we have reached our very exciting lighting round. I've got five
questions for you. Are you ready?

FRSCERIF:
B2 EEA F, MERITENTEDAOHWRNERS, HRERMNIRR, AT TE?

[01:24:34] Julie Zhuo



English:

I'm ready.
FRCERIE:
HEEET

[01:24:36] Lenny Rachitsky

English:

What are two or three books that you find yourself recommending most to other people?
AR ERIE:

BEMR=ABZ2RRAEERZH?

[01:24:39] Julie Zhuo
English:

The first is Zen and the Art of Motorcycle Maintenance. | absolutely love that book. It's beautifully written.
It's so deep. My whole philosophy around quality is beautifully... A lot of it comes from that book, the idea
and even all the stuff that we talked about change. What does it mean to be at that forefront of change
and dynamic quality? | think he just talks about so beautifully and so masterfully in that book. Old classic,
but | try to reread it every few years or so. Second is Conscious Business. It is my favorite management
book. It's a little bit of a sleeper head because | actually end up recommending this one far more than my
own book.

(01:25:23):

| read this one after | wrote my book, and I always tell people that if | read it before, I'm not sure |
would've written my book, because | would've been like, "Conscious Business is really the book that
really, really so much resonates." Many of the things | talked about, this idea of win-win, idea of being a
player, not a victim, and how to think about work, not just it's a job but how do you really think about
aligning it with your own personal values and what you want to do in the world, | think that this book
really speaks to that so beautifully. It is also very tactical. It's got a lot of really wonderful examples. | will
tell people, the cover isn't very attractive, and | think that if you judge a book by its cover, this seems very
corporate-y. The title also seems like, "What conscious business?" and the first chapter is a little bit more
technical. But if you just get past it and get into chapter two and you start with examples of the soccer
team, it's just the best management book.

AR ERIE:

BT (BEEREHEZAR) (Zen and the Art of Motorcycle Maintenance), FHIFFEEWXEFH, 5B/K
x7, MBRBERE, BXTF “RE” NENEZE, RA—HHWREXEH, SEFEHIMINKCHXTFEHNE
B RFTEFNAMMNESRERKEMNTA? HIAAMERPHEEERE. XB—FELH, BHRER/LER
SEF—R, A2 (BFEBI) (Conscious Business), XRHRRENMERH, EERG—TED,
NEREHEFENABEEBL TERBECSHH,

(01:25:23):
KEREREBCHPEAEIEN. RESIFIA, NIREEREIE, BFTRERESIFAREHEBESE, AN
Hanis: “(RER) ARBAEIESEHEGHFB.” WKXINEZRA—WNR. HE5EMIEREE.

NARETE (RMYZB—IIE, MBNFAS T ANERMUFIERES) —XAEBMHSEEE. 8



FEEEREY, AREZBENGF. RSHFAR, HEFTKEE, NRMFURIME, SHERREIHRBFHIT
REGEAL Y, IREBIEARRE, F—EUERKRARK. BMRMAEEFRINE-SE, KIBNBIKAREGIFFF
5, EMERIFNEERES.

[01:26:23] Lenny Rachitsky
English:

That is good advice to get people over the hump when they look for it. They're like, "Okay, okay, I'm going
to stick with it."

FRSCERIE:
XEMFEIN, BEEE AT RIFF 44550 BOBR ER it 12 HA

[01:26:28] Julie Zhuo
English:

Yes. Okay, third book. | love the book Good Inside by Dr. Becky. It's a parenting book and it's a very wildly
popular parenting book, so | really recommend it to all parents, but | also think it's just a wonderful book
for thinking about relationships, because parenting is that. It's like a very, very deep and intense
relationship and interaction that you have with another human being, and there's so many things that |
read in parenting books, including Good Inside by Dr. Becky, that | think could just as well been a

management or a team leadership book.
FpERIE:

EM. $B=7, FEW Dr. Becky B9 (Good Inside)s XB2—AF/LH, FEEZNL, ZRAFFEXESHEE, B
FHIANNEBR—EEE “XR™ HWLREDRH. BABI/IERLMERR ——ME5F—TAXHTHERRE
BegZIMXRZMER, HEB)LH (84 (Good Inside)) FIRFIMEZHRA, RiIANTEATUMENERTH
A1 H5Eo

[01:27:03] Lenny Rachitsky
English:

I am thinking about trying to ask Dr. Becky to come on the podcast. | feel like there could be a lot of

synergy exactly for that reason. She uses this term sturdy, which inspired maybe your bullet tree process.
FR3zEiE:

FIEZ [R5 Dr. Becky Lif®E, RRFERNXNRE, SHRSHERN. tEAT “RE” (Sturdy) X
A, WIFXBATIRE U B

[01:27:16] Julie Zhuo

English:

Oh, yeah, | probably got it... | think she talks a lot about sturdiness and that just incepted right in here.
FREiE:

R, 2y, FATREMEMBR) L IR TREXTFTRENAS, BREFENETERIREE,



[01:27:20] Lenny Rachitsky
English:

Yes. Yeah. Her whole thing is being a sturdy parent. Strong but flexible, | imagine. Yeah. | love her and |
love her stuff. | watch all her videos on TikTok and Emily Oster. Okay, next question. Is there a movie or TV
show you recently enjoyed?

RS ERIE:
B8, HZOEISEM— “BREMRKE” . REBRBAEBRE. RESWHABHANS. FKEEMFA Emily
Oster 7£ TikTok ERIfIH, 4F, T—NAE: RIEBEHAERNBEEHBATEIG?

[01:27:36] Julie Zhuo
English:

| have not watched anything. I have no good answer for you. | think the only thing | watched this year was
a rewatch of La La Land, which I do truly love.

AR ERIE:

HREEAAERE, RERIRFER. FERSER—BINMEERT (EFR2ZM) (Lalaland), HER
RERAEBER

[01:27:36] Lenny Rachitsky

English:

So delightful. Okay. Is there a product you recently discovered that you really love?
R EE:

REH, 7, REBRBERIUMAAFEERN~@?

[01:27:49] Julie Zhuo
English:

| don't think there's anything too new. | love Granola, I love Replit. I've used all of the different coding
lamps. Cursor is big on me for now. | just got a Matic Robot. | think that's been really delightful so far, at
least the setup. | haven't used it long, long term, but it's the setup, the way that it worked. The fact that it
had little stickers and you could make it into a dog or a cat was a wonderful experience.

FRCERIR:

BRSEZBHT AKX, KERK Granola, E3X Replite, AT EMARHZENF, BAEI Cursor EHAIE
o FHNIET—1 Matic 28 Ao BIERIALLAERIFERR, EOREIERE, RELKPER, BENR
BEARNMIEEARN, EEEMH/ NERAILUBERMAIESE, XARKIET,

[01:28:17] Lenny Rachitsky
English:



The Matic Robot, willing to it, | am also a huge fan. I'm not an investor that's... Essentially, Waymo meets
Roomba. For folks that don't anything about it, it's like a very sophisticated robot vacuum built by Al
vision people.

AR ERIE:

Matic Hl28 A, HRBIEEER, HABERAAN - EEALERZ “Waymo i L Roomba” , WFARTFRHIAR
B, ER—THA MREERITIENIER LHIHIEEA.

[01:28:32] Julie Zhuo
English:

Oh, I just thought of one more as well, the Limitless Pendant. Disclaimer, | am a small investor in
Limitless, but what | love about it is that... Okay. It's a pendant, you wear it, and it just records everything
that's going on, and later it summarizes things and it gives you feedback. | don't usually wear it out
because | find that maybe other people feel awkward that I'm recording everything, | usually try and get
people's permission, but | do wear it at home when I'm with my kids, and one of the best things that the
pendant does is it gives me feedback on parenting.

FROCENIR:

IR, FKIAABE|—: Limitless B, H=AEHE, K2 Limitless /B E. EREREN—EZ ee—""
RBES LENRR, ESRBFREN—Y], HEHTEEHAMRE, EERHCH], RAREEIAT
BEESAANBRERIMERIER, BRBEBFESMERIFR, ERSEREEFNEEE, ERBEN—SRRATKE)L
FENR R

[01:29:04] Lenny Rachitsky
English:

What? Automatically or run into ChatGPT?
R EE:

F4? BapiRin, EF@E ChatGPT?

[01:29:08] Julie Zhuo
English:

No, automatically. There's an app and it will sometimes notify me, or if | check it, it'll... Or | can also
engage with Ask It, but what it does is essentially... It's like Granola, but for your life in terms of capturing
everything, summarizing it, and then giving you tips and feedback. It's said things like, "Hey, there was
that time you were talking about the game and you cut your kid off a lot. Maybe next time, think about
letting them speak fully and listening better."

FROCENIR:

T, BEHN. EB—1App, BNZENE, HEREZEE. RUAURE. EXREMRERAIREZFITE
B9 Granola, #te—tl. 24, ARAMBNUMAKRG. E=¥: TR, WABERBEE, RITETZFEFL
Ko TRAEILMINEIERST, ZRIF.”



[01:29:34] Lenny Rachitsky
English:

The app itself natively does that?
R EE:

App &5 BHXNINEE?

[01:29:36] Julie Zhuo
English:

Yeah.

FEiE:

=8

[01:29:37] Lenny Rachitsky
English:

I did not know that, because | have one. | haven't used it much recently. That is incredible. | wonder if it
gives you relationship advice too if you're talking to your partner. | wonder how it even knows.

FRCERIR:

HURIAEX T, ZBEE—G, BERIEREAR. XXFARNT. HBMEMRAGEHNHERE, EaFR
haaRIBEERN. RFTFEEANEN,

[01:29:46] Julie Zhuo

English:

Yeah. It did a pretty good job of inferring. | think | said person two, but it was kind of eye-opening for me.
FREiE:

BN, EEEMAEMISRG. BACAERRIAN A" , EXWNEKRIFEHRA,

[01:29:57] Lenny Rachitsky
English:

Incredible. There's a recent episode of our How | Al podcast, our sister podcast, where somebody wears
that in their meetings with their CEO and automatically turns what they're asking for into a prototype
from the meeting notes, and then sales teams can start showing it to people to see if they're interested.
How about that?

AR ERIE:

KT HNAKER (How |Al) RiEB—5&, BAEM CEO AENEEE, BiMBEIINIERENTERER
RE, AEHERANMAUEEZEEZATFEREG R, XEARF?



[01:30:19] Julie Zhuo
English:

That's awesome. That is super cool.
R EE:

XiET, BRES

[01:30:20] Lenny Rachitsky
English:

Holy moly. [inaudible 01:30:22], what is even happening? Okay, I'll keep going. Do you have a favorite life
motto that you find yourself repeating to yourself, sharing with others?

FRSCERIE:
Ry, XHRTUKRRT . §F, H48, MEREHARERNNELAY, KEWNBSRADZATIALN?

[01:30:30] Julie Zhuo
English:

I like make it happen. Just a reminder that, at the end of the day, we could have a lot of motion. Maybe
this is another one that | really like. I think about this poster. It used to be a poster at Facebook that says
"don't mistake Motion for progress". There's this idea of be the change We want to be in the world, |
guess is other ways of saying the same thing, which is | can do things. We can all do things. We have
better and better tools to go out there and make things happen. Make it happen.

AR ERIE:

BER “ULteEXRE” (Makeithappen), XRZ—MEEE: FISLK, IAIATREM T RZoHE, HIFXERER
BI5—1: I Facebook LIFTH—Kigik, LEEE “FAEEMERINAHD” . TF “HAMEETR
FEIWNE” , REXLHMEEREFA—HSE: RIS, RINETUHE. RITEEFEFHNTAEL
FEBERE. LELRE.

[01:30:59] Lenny Rachitsky

English:

The common meme on Twitter, you can just do things.
FRCEIE:

Twitter ESRITRIBME: RRFBENFEM.

[01:31:02] Julie Zhuo
English:
Yes.

FRCERIR:



o

[01:31:03] Lenny Rachitsky
English:

Final question. I like to ask this question to folks that are really deep in Al, and been working with Al, and
getting a sense of where things are going. Is there something that you teach your kids or teaching your
kids, think about encouraging them to learn, knowing that Al is going to be a big part of their life?

AR ERIE:

Ra— N, FHERRBRLRM Al SUHBIA: BEFARIE Al R At E BN EZARE D, MIERGEZT
EEtIIFE IR ARAERTA?

[01:31:20] Julie Zhuo
English:

Emotional regulation is still really, really, really important. That's probably the thing that I think about the
most in terms of what | want my kids to learn. | want my kids to be able to introspect, to have a better
understanding of where their state of mind is, because we're still human. We still have the same hardware
that humans have had for thousands of years, and that's not changing even as the tools and the
environment around us change, and so | feel that you have to really understand yourself and you have to
understand what's going on for you and where you are biased and where you're not, because Al can make
it... This is my great fear, is that it makes things so much more comfortable. | have this great fear that this
has been the trajectory that we've been on with technology. This is, again, going back to every strength is

a weakness.
(01:32:05):

Technology makes things a lot easier. That's why we invent, that's why we create. Human race has always
been about trying to better our circumstances and, in some ways, control our destiny, control our future.
But at the same time, all of that control gets to a point where we have so many shortcuts in our lives and
you can shortcut a lot of things. You can shortcut relationships, you can shortcut hard feelings, because
now you can just watch TikTok instead of actually dealing with a very difficult emotion or tension that you
had with a colleague, or with your partner, or with your children. Al makes it even, | think, more attractive,
because now there's a person or there's a thing that can be very, very personalized, and if you're like,
"Oh, | want a distraction, | want to do something," you got that.

(01:32:51):

But how do we actually still learn to sit with what is our true biology that's not changing, and how do we
continue to be the kind of people that want to take on the freedom of doing challenging things? Because |
find that if we don't do challenging things, we suffer. We suffer in a different way, and so, to me, true
freedom is you can pick the things that are hard and you can feel pride in becoming the thing that you
want to be. It's not forced upon you. It's not for survival's sake anymore, but you still have to pick. | want
to figure out for my children the fact that it is really important to still find the challenge. Yes, you can use
Al to do that, but really, don't think about it as a shortcut tool, because if that's the case, | don't actually
think that they're going to be able to become the kind of people they want to be in the world.

FROCENIR:



15489A% (Emotional regulation) f&kZAFFE. EE. FREE, Xt/ ERZFEINFRA, HHFEHK
HNZFREBAL, BiFt7THRECSHOERS. BRARINNDARASE, EIMNARERTERAL—EREN
HE ‘EH . BMERMNEAENITANIMERETEN, X—StBARNE. MURRESMHROAEET#E
o, THRECSLRETHA, MEERL, WMELEE. BN A ik - XEREANEIE, BILEBELR/X
FIRT . HIEBHOXMERALREBINNT, XXEET “BMABHLEHR .

(01:32:05):

BAULERETEZRTZ. XIMBRNLBHMEENRE. ARX—BEBNTHREWER, HFEEMEE LEH®
BMARK, ESIEN, XFTHERET 1R, RNNEEFETASHNER. MAIUERSER: R
EXARER, TLUGERERMEBENER —RNREMETUERER TikTok, MARELESREE. HEH
BFZEFERENBERE KRR, HIAN A LEXMEXRLRFER, ANNEE—TEEMEUNERAR
£, IRFRESL, BEMIHTA, EMER.

(01:32:51):

ERIMNNAFE5ECBRAENEYRGEHRL? HNMABRERABHEERAE “HhHESEEHR" B
AN? RAREATMBHANFEREENSE, BMMSREE. BE-—MFRTARES. AT, HIER
BHZIRA LUERILERENE, HARATRERNINAMRIER. XFEHEN, FTBENTER, BfR
MAGTUREESE. FRLRBZTFIIRA, FHRAERAFEER, 289, RAILUFA AIRBXGE, BF
BABBERNEF—TERRENIR. BAMREBENIE, HRIAMIIEER I MBIEEX MEFR LA
HIABRR Ao

[01:33:41] Lenny Rachitsky
English:

What a beautiful way to end this conversation. Julie, it feels like this is just some kind of huge milestone
of this podcast. Just like having you back three years later, it's like, | don't know, a chapter in the journey.
| appreciate you coming back. | appreciate you sharing all this wisdom with us. Two final questions.
Where can folks find you online if they want to reach out and maybe chat about maybe Sundial, maybe
whatever else you're up to, and then how can listeners be useful to you?

FRSCERIF:
SAEWNLER, Julie, BEXEBREN—PEARBRE, =ZFEEMER, MEEXBRETHN—EES

o RGREIR, BHRSHENDEXLEES, KEMNRE: MRAFKBEKRIR, HEDH Sundial, HER
EEMBEMERS, EMERTLEREIR? UKIFR A A A 2R?

[01:34:06] Julie Zhuo
English:

Well, I would love to work with people who are at companies building really cool things and want better
answers to how we build better, and so if you think your company would be interested in working with us
at Sundial and figuring out how do we make every single decision maker into their own expert analyst,
please reach out. That's one area, sundial@sundial.so. | am on X, so I've been tweeting a lot more,
sharing thoughts. Going back to that skill of practicing, just share what's on your mind.

(01:34:40):

But for the long form stuff, | have my blog, The Looking Glass. It's on Substack. | share articles and
thoughts about Al, product building, leadership periodically, and then, of course, | have my book, the
revised edition with two additional chapters. One is around managing remotely and the other one is



around managing in a downturn or managing in difficult change scenarios. That will be coming out in two
weeks' time. The new content will be in the paperback. That's important. I'll send you a version of this
when | get a copy myself, Lenny-

(01:35:15):

... but the paperback has a gradient type of cover. The hardback will eventually get the new content, but it
just takes a while to phase out from all of the different retailers, so if you buy one, | cannot guarantee that
it's going to have the new content. But certainly, the Kindle and the paperback will have all of the new
content.

FROCERIR:

HIFEH B SHLEEEMEREIZS~ R, HEMBENANESEFNAEEE. NRMIMESIHNAREMES
Sundial &1, REWANLBNAREBHRAECHERDAIT, BEERRTKT. #FEZE sundial@sundial.sos
FHWEX (R Twitter) £, BIEA#ELILKREZ, 9E8ZE, EREBNMEIFENIET, MEDEMRENFEMNE
o

(01:34:40):

EFKRERSA, HEENIEE (The Looking Glass), 7E Substack £, EEFHAZXTF AL FRIGEMOS
TN E, HA, EEERNP, BITHREGMTRNET: — I BXTFZRERE, 3—1TMEXTFELFREKER
HHTEGRTHITERE. BITHREERAGLEN. TRESBEETFESL (Paperback) 7, XREE,
Lenny, FEEZIFEBRIFTHIZ—T,

(01:35:15):

FEANHEAZHEEN. FEEARZBWSTRAS, ENTEEFHEERFTERME, FAUMNRIRIELREE
&, EFEFIEIECEMAS. B Kindle BFRMNFERAEERSBLBHAS.

[01:35:33] Lenny Rachitsky
English:

Just for the publish day, because this might come out later, what's the date that's coming up just for
folks?

FRSCERIF:
ATHELRGBE (RAXETEBRSE), BEFBEEWR?

[01:35:37] Julie Zhuo
English:

September 9th.

R EE:

9H9H.

[01:35:40] Lenny Rachitsky

English:



Okay, amazing. | think it'll be out by the time this is out, so go buy it. | imagine available on Amazon, all

your local retailers.
R EIE:
KiET, HEAXERENBEZEHT, AKRELE, TORNZIASEFNZEHEE.

[01:35:46] Julie Zhuo
English:

Yes, yes.

R EE:

Y, Ko

[01:35:47] Lenny Rachitsky

English:

Amazing. Julie, thank you so much for being here.
HRCEIE:

KIF 7o Julie, FFERBEHREER,

[01:35:49] Julie Zhuo
English:

Thank you so much, Lenny. This was so fun. | hope to be back in another three years or whatever the next
chapteris.

FRCERIR:
FEHERS, Lenny, XREW, RE=FFHE T —REABHIERDF,

[01:35:56] Lenny Rachitsky
English:

Hopefully sooner. Bye, everyone.
FRCERIE:

RETHFERAA. KRB,

[01:35:58] Julie Zhuo
English:

Bye.

FRCERIR:

B



[01:36:00] Lenny Rachitsky
English:

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

FRCERIR:

EE R EHURIT, MNRERFXETEENE, ILUTE Apple Podcasts. Spotify SiEEIRBVIB RN AT
o Lboh, BEERARKNMNTIXABTIFIL, XEMAMEBEPHMTRAELERNXIMNEERT., BAUE
lennyspodcast.com #EIFIEFHITTEHR THRESZER. T&EW.



