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(00:00:06) Lenny
English:

Welcome to our very first episode with Julie Zhou. Julie spent 13 years at Facebook where she was the
head of design for the Facebook app. She actually joined as an IC designer and worked her way up to VP
of design. She's also an incredible writer, having written the best-selling book, The Making of a Manager.
She's also the author of a newsletter called The Looking Glass which was a huge inspiration to me
throughout my entire career. Since leaving Meta, she's started her own company called Sundial which
you'll hear a bit about, and in our chat, we cover career advice, imposter syndrome, product review
meetings, hiring designers, giving feedback to designers, and so much more. | hope you enjoy this chat as
much as | did.

AR ERIE:

YD EFHANS Julie Zhuo BEMIE—5KT B, Julie £ Facebook TET 13 &, HIBE Facebook App HJI&
HHEA. #E#EMUIC (Individual Contributor, MAZTEE) &ITFNEMIMAN, ER—EBHMILIT
BEE, EE—HENER, EI3mER (FEANFMK) (The Making of a Manager)., #ifE&H (&
it§5) (The Looking Glass) BYFTEIEINIES, XEHMNEBNRAEERLTEREANBLR, B Meta /5, i
BT B2 AF Sundial, FHEMEAEMEXNA. ERMNEFR, RITEETRVEN. ERESSITE
(Imposter Syndrome). F=RIFERIN. BEZIHA. AR ITTRERIREFEZNS. HERGR—IFENX
NS

(00:00:52) Lenny
English:

This episode is brought to you by Amplitude, the number one product analytics solution. Amplitude
helps product teams, growth teams, marketing and data teams build winning products faster and turn
products into revenue. Amplitude has everything you need, including an integrated CDP, self-service
analytics, and even an experimentation platform to help you better understand your users, drive
conversions, and increase engagement, growth, and revenue. Amplitude is built for teams that want to
learn as fast as they ship and ship as fast as they learn. Ditch your vanity metrics, rest your data, work
smarter, and grow your business. With over 1,700 customers like Atlassian, Instacart and HBO, Amplitude
is helping companies build better products. Try Amplitude for free. Visit amplitude.com to get started.

FROCERIR:

AETBEHA Amplitude NEEH, ERRIRF—HTmAAERS . Amplitude FBIFmEIRA. HEKEIBA.
EHMEBIERAE R TIEHBE ™, FFmiZ AN Amplitude BEIRFIFE—1), BFESEARY CDP
(FPHIETE). BB, BEEXRE—1ERTE, BEMEFTHRAR. ik, HIEmME5E.
BRMBN. Amplitude Z2AMLERE “FIRESIMNERERD” BWENNMIRITH. HFBLEERER



(Vanity Metrics) , SEMRBVEIE, FERBAMITIE, HARBMFRIILSE, Amplitude #HEEE 1,700 XEF,
Atlassian. Instacart #1 HBO, EEEMZ R AT EFFHN ™R, R&H A Amplitude, FiFA
amplitude.com FFIa{K3E,

(00:01:40) Lenny
English:

This episode is brought to you by Productboard. Product leaders trust Productboard to help their teams
build products that matter. From startups to industry titans, over 6,000 companies rely on Productboard
to get the right products to market faster, including companies like Zoom, Volkswagen, UiPath, and
Vanguard. Productboard can help you create a scalable, transparent, and standardized process so your
PMs understand what their customers really need and then prioritize the right features to build next.
Stakeholders feel the love too with an easy-to-view roadmap that automatically updates so everyone
knows what you're building and why. Make data-driven product decisions that result in higher revenue
and user adoption, and empower your product teams to create delightful customer experiences. Visit

productboard.com to learn more.
FRERIE:

AETIEH Productboard A2, =mIMSESE Productboard, EAEBEEEBIFIAITIEEIES B XM
fho MIIBIABEITTILESL, #8id 6,000 RAFKEE Productboard FIRHIG EHAF- MR TS, HPEIE
Zoom. ARAZE. UiPath F1Fc¥EH (Vanguard), Productboard ] IAEEBIREIE—NEIY B, BEEABRNE
KRYRAE, RN PM (FREE) THREFWNEIER, AEHE T —SEMENIERINEENMER. FmiE
X% (Stakeholders) H2ENRE, FAEREZ TEEEHBIEMNELEE (Roadmap), itEMNAZIE
REMRTAURRRE, MEHERN™~ AR, NTRESWANNAFRAE, HEEIR~mEELIES
ANEIRBZE PRI, 58 productboard.com THEESZER,

(00:02:32) Lenny
English:

Julie, | am so excited to be chatting. You've been such an inspiration to me, both in my PM career and in
my writing. | think I've mentioned that your newsletter inspired my newsletter, and so, I'm really excited
to be chatting, and I'm really thankful that you're joining me on this podcast.

AR ERIE:

Julie, BEFMMREIRIEAHNE T, LILEBEFKR PM RRIEEXRZERNEEH, FELETHRERANELR. H&
HIRES, RevFHE@AER T HBVEHELNEN, FRUTRERRBEIREMIRIIR, BIFERPRSIXMER.

(00:02:46) Julie Zhuo

English:

Thank you, Lenny. It is a pleasure to be here. | think it's going to be a super fun conversation.
R EE:

HHETOR, Lenny, REMEKIIXE, BEXEE—RBRBEBEIIIE.

(00:02:51) Lenny



English:

For listeners who maybe aren't familiar with you and your career, could you just kind of briefly walk us
through your journey in design and then a little bit about what you're up to these days?

FRZERIE:

3 F BB L FT B R BARARAVIR L A E O A, IRAE B R IE I — FRIIRIH R, BURIRRIATE
AT

(00:02:59) Julie Zhuo
English:

Okay. So, let's see. | am a first generation immigrant to the United States, and so, with Asian parents,
there were really only three options that | had for a career. From the time | was six years old, | was told |
could either be a doctor, a lawyer, or an engineer. Nothing else was really in the realm of possibilities.
Unfortunately, | was really scared of blood, so | couldn't be a doctor, and | only liked reading fiction
growing up, so | was like, "Never really be a lawyer." So, | was always like, "Okay, right, this engineering
thing," but actually, it was during middle school and high school that | discovered what | love to do is
drawing and in particular digital art, and the reason for that is because | actually have a very shaky hands,
and so, whenever | draw a line, it never looks good, | have to erase it, start over, and so, by the time the
art was done, it was a mess. It was like here's like 20,000 eraser remarks.

AR ERIE:

§FEY. LT, REREENE—ABR, BELNRE, BRNRIWERELIIBE= . MASE, KRS
MEASEE, BAZ@n, BEAayTIREM. EtpEAESEEEN. A=N2, RIFFEHM, RUASFRT
EE; MBEMNIERBING, PRAREFSECSEIARTEIM. FIUZ—ER, 8, BrEIEn.” B
frE, EHFNESTHE, RXMECSARENRELE, CHRBFEAN. RRRRFHERE, SHHE—%*
&Y, CRERSERTIARN, RAENRIEER, FETHNHER, REEL—HEET, HLHERFIRT,

(00:03:45) Julie Zhuo
English:

But when | discovered MS Paint, and | kid you not, that was my very first design application, | was like,
"Oh my gosh, | can draw a line, and even if it looks crummy," which it always does because you have to
use a mouse in those early days, "I can just Ctrl+Z, it goes away, and just keep trying over and over again.
No one ever has to know how often | tried to get to this to be what | wanted." And so, MS Paint became
PaintShop Pro, and then one summer I finagled my way into a pirated copy of Photoshop because |
couldn't actually afford real Photoshop, and | was off to the races in my digital art career.

AR ERIE:

BEFERI MS Paint (EEIE) BS—HARIRIR, BBEAOBE—MItA—FO0R: “XW, HAIUE
—%%, AMECEHEREER (RHRARTELRRER) , BRRFTECrl+Z, EMEXRT, ARKALU—EBX
—Et R, RARTEMERN T XREBENURZH T ZR." F=Z, MSPaint ZELT PaintShop Pro, /5
KE—NMEX, RIEFET &MY Photoshop, EANFKZI LRI, MXEF, HHRFEAREELE
ED T,

(00:04:16) Julie Zhuo



English:

It was actually through digital art that | realized, "Okay, I've actually amassed all this collection of art.
What should | do?" And | was like, "Well, let me go and actually build a website. All these artists that |
admire on the internet did that. So, I'm going to learn how to write HTML and put together a website,"
and that's essentially what | did on the side in my middle and high school years.

FRCERIR:

ERBIHFZEN, HRIRE: B, RELMBTXASEm. FZEANE? 7 A 1B, tHREE
PRIEIE, FHAEM ERFNRLEZARBIAM. AL, REFIMAEE HTML HEEZ—ML.” XEA LR
RHREV PN S REHIF AL RESEMEIES,

(00:04:34) Julie Zhuo
English:

So, that's kind of how | got into design, but | didn't know it was design because | really still thought of
myself as an artist, and | thought that the only thing | could be was an engineer, but | went in and studied
computer science in college. Right? | always had this vision, "Okay, if | like building websites, maybe
computer engineering is the closest thing to that," and | had this idea that maybe | could go work for one
of these big tech companies, and after | took a class my senior year, that taught me what is Silicon Valley,
what is entrepreneurship. By the way, here's all these stories of two people in a garage, and then they
went and built something big, and | totally just was so into that. | was like, "All right, | do not want to work
for a big company. | want to figure out if | can do this startup thing and make something small into
something big."

FRCERIR:

MR RENZIH ORI, EUNBRHAMERZ ®it” , BARDAUNNBERE—NEAR, MERK
RSB CHE—REMIIRIMELRRM. FERERFEFITIHENMTE, HURE: B, NRESWE
Mg, WIFHENIERSEENT.” HHEE, BIFRIUEXEARR AT IE, BEREET R
&, RTETHARES, ARl INER—T, REHATRSZ “WMIATEEEE, ARMET —BEXE
W7 BEE, HTEWKSMET. HE: “WE, RFBEARREITE. HEEEBE SRR, BNKRA
R"

(00:05:17) Julie Zhuo
English:

| just happened to be very lucky at the time. There was a startup down the street from my university. It's a
product | had been using for two or three years. It was Facebook. It was still a high school and college
social networking product at the time, 8 million users. They were doing a lot of recruitment at Stanford,
and so, that's how | decided to go and join for an internship, and on my first day | remember my mentor,
Ruchi, she said, "What kind of engineering do you like to do?" And | was like, "The stuff that people see, of
course. | want to be able to..." The stuff that I'd always done. Right? And she goes, "Oh, | see. You should
go sit next to the designers," and that was the first time | heard that design was a profession, that it was
actually a job. It was a thing that people did.

AR ERIE:

HREREREED, MERAEHEE—RVLIAE. BERELATH=F/"m, #=E Facebook, HIFEIE
[AR—ITEFMAFZHHRZMNE @, 5 800 FAF. iIHREERAFHITT KENEE, TR



EEBERLS, KIBEE—KX, HWSIM Ruchi [@FKk: “RERMIBAHIE? ” RiX: “BARANEEFIN
R, HELEE 7 MER—EEMOMPBL, thid: “IR, ZBAT. FEZELEIRITINESR,” BERE—
REANEFE &P 2= %, B—HEENTIE. BRANBUEFNER,.

(00:05:55) Julie Zhuo
English:

Back in those days, all of the design team was technical. So, we were both the front-end engineers as well
as the designers, but | felt like I'd found my tribe. | had found people who kind of had always been
passionate about this thing that | didn't really realize was a job. And so, | realized though as well that |
had a lot to learn about design. | was never really formally trained in it. Right? I'd only ever designed for
myself for me to express my creative, artistic side, so there was a lot in those first three years. | would
think of my time at Facebook as chapter one, learn how to be a designer, learn about usability, learn
about the actual language, nomenclature of design, learn how to think about the user as somebody
separate than just me and my own work.

AR ERIE:

EBNER, FABERNKITHEIARREBERAE R, L, HINBEZFEIEN, WEigitif. HEF/HNET
BHCH “85%" o HZE T B —ENRUMERIRIZN TENEBERARBHA. ERIEFIRE, XTi&
HHREBRSZEFHN. BMREZIERNINE. HUFIRABS KT, ATRERNENZAN—HE. Ff
UESRVN=FEEFREAAETF, KIBTE Facebook WIS NEEE—F: FIWMERAN—RIRIHIT, FITT
At (Usability) , F3RITHKFMESNAE, FIWNFEAR MAIRIL FTHMIA ERZINIME,

(00:06:36) Julie Zhuo
English:

Then, because Facebook was always scaling, | got the opportunity to eventually manage a team of
designers. Totally unprepared for that, no idea what | was doing, kind of jumped in, and just started to
manage, but there was a huge amount of learning around recruiting, process, what even is good design,
what is the way that we want to design at this company in our team, and so, tons of learnings there. The
third chapter is just sort thinking about scale. Right? Learning how to scale in management, learning how
to build a wide diversity of products, learning more about strategy, and how design fits into working with
all of these other disciplines to build something great. So, that's kind of how | think about my time at
Facebook and the various chapters.

AR ERIE:

[G3%, F} Facebook —EEY K, HREZFETEE—MEITIIENNS. YNKESLEES, THE
HOAEMM4, MXARTHEFREE, EEBE. B2, Ta2Figit. HMNQEAMNENEENIZITH
NEHE, KFHNTRKENRAE, F=E2XTHENL (Scale) WERE., FINMAESERLIAMENL, F3
WA ZEAN R, FIFZXTHENFIR, UK S EtFERMERITIEG KN R, XE
I IFTE Facebook REIMERHIE -

(00:07:16) Julie Zhuo
English:

The latest chapter is eventually | left Facebook about two years ago and now | am a startup founder. So,
it's something that I've always wanted to do. So, go back to that, the early phases of figuring out how to



build something from zero to one, and I'm working on a product and product analytics. I'm really
passionate about the idea of making data accessible about... I've seen the power firsthand from working
at Facebook of what data can do to help us make better products, especially for people at scale, to help
us reduce the bias in our intuitions, and how we think about what is the way that we should prioritize,
and I'm really passionate about the idea of making that such that every single company, every single
business in the world can properly use data, know how to interpret it correctly, know how to use it to
influence roadmap strategy and prioritization decisions, and make better decisions as a result.

AR ERIE:

REN—8RE, KARERIHEH T Facebook, MAEKR—REIQBLIEA. XRHR—EBHNER. EE
A, FERBUMMAM 0 E 1 E—ERA, REAFA—TXTFEailraniiifrEm. RIFEERET
IHIETFMF IR, 7£ Facebook TEHAE], FFERWIETHIEERPRNTEEF~mHENNE, il
ENTAMRAF, EEMRITRLERFIRL, HESTEINNAHEL KR RIFEEHRBIULER L5
RAF. S—REWMEERERLE, MEBEWMAERMBRETE, NEMNRFBHIER MR LE SRR TR
RE, HRE M EF R,

(00:08:07) Lenny
English:

| feel like that, this idea that you're working on has such intense founder market fit, and | can't wait to
hear more about it when you're ready to kind of go deeper and for people to use it. But going back to your
time at Facebook, you kind of made it sound like you just kind of like, "l joined as a designer, figured out
design, became a manager," and then somehow you became VP of design, and it sounded too easy.
That's an insane trajectory for someone to follow. Do you have any thoughts or advice on what
contributed to your success rising through the ranks that quickly for folks that are kind of just early in

their career maybe?
R EIE:

HEFREEMBIX MUEZRBIEERN “CIBASHIHREE" (Founder Market Fit) , FiBARKRFHRTEIRAE
FIRNRWHIULANVERENREESZHES, BRIZI(RE Facebook BB, RIFERFERZE “HiENIR
MM, RIETIRIT, RTEE , ARFHEAMK T IRITEISH, XFERKEST. W FERMAFK
W, XEE—MRIENRMT, WFIRLELTFRIAEERRIA, RITXFHREEFAIRNERS T AE
BEINAS?

(00:08:36) Julie Zhuo
English:

Absolutely, and | want to make it really clear. | always say that the first seven or eight years that | was at
Facebook, every single week, | felt like an imposter. | had no idea really what | was doing. The constant
refrain in my head is like, "Well, do you really deserve to be here? Do you really know what's happening?
You're not really prepared for this job. You've never done this before. What right do you have to be put in
this situation and get to do what you do?" Right? And that was really a constant refrain in my head.

FRSCERIF:
WoR, RAEHBEERE., REW, 1€ Facebook WHEIL/\FE, REANKEEEIEN “BEEKE”
(Imposter) . HEMNFMEESEM 4. BRFERMOMMNESE: “REMESEXENLD? (REAE

RETHA? REZXG TR ES. RUBTMRBE XD, R ANRF X MULEFHRIRIEEMS
ME? 7 SMESERREPEZRE.



(00:09:03) Julie Zhuo
English:

But looking back, | think it probably took me about, yeah, seven or eight years till | became a little bit
more comfortable with that, and after seven or eight years, | could look back, | could see all of the things
that | got to work on, | could see all the ways that | had grown and learned in that experience, and
something clicked for me where | realized it's kind of two sides of the same coin. Right? Being in an
uncomfortable situation, being in a position where you feel like, Hey, do | really know how to do this? I've
not prepared for it is kind of coin sides with the fastest and most intense periods of growth in one's
career. And | started to realize, well, maybe it's not so much of a bad thing. Right? Maybe if | am constantly
putting myself in a situation where | haven't seen this problem before, that's also what's going to push

me to grow and learn. Right?
R EIE:

BEIEARE, RBBEAEET ©/\ENNEA WIHERBBEHEFR—=. t/\FE, RTURMIE, FFH
S53FRESERE, BEIREBREFFRKMNEZINMEAN. BRRABRBT—HE. XMGE—KETR
ME. AF—PAEFROFZFR, AF—MLAERETF 9B, FENNEEAMS? REEREF HUE, &
ES5S—PMARLEERERRR. REENRNBES, RAGBEIRE, BIFXIHFR—MHFE. HiF, NRK
FETEE CETMRBEEBREERT, ARERHERDTMKMNFEINEI.

(00:09:47) Julie Zhuo
English:

And so, yes, you asked for specific advice. | think there's two things. The first is, well, | was lucky. | was in
the right place at the right time. | was at a company that was scaling, and when you're at a company that
grows, there's always a lot more opportunity to then be able to try something new, right, to raise your
hand, to volunteer for things to be just thrown into because somebody has to do it because it's a growing
company and a lot of other people. So, the first piece of advice | have would be like if you want those
types of opportunities, sometimes you just have to be at a smaller place and you have to be at a place
that is going through that rate of growth. The second thing is embrace the fact that it's okay to be in a
position where maybe you don't know what to do, you haven't been trained for. Right? It does coincide
with that intense learning. Maybe approach it with that sense of curiosity and that sense of yes, it's hard,
yes, | might be an imposter and | might feel that way for a while, but this is also what's going to help me
get there. It's going to be what forces me to do the work, and in that process, learn and become better.

AR ERIE:

FREL, =B, fRIEIRGNEN. FHANERR. F—, HRFD, REERVNELIET ERIMSG, KT
—RIEEEY KBQE, SRE—KRKHNATEN, S2BESNIEZHREY, ZEFTE, 8%, X
BNXZRARBENK, BRABEAEZMEGSMEIELE. FMIURNE—FENZ: IRMBEXENZ,
BRMAOAFE— TN, ERTFEREKMEIME, F-R%, BRXE—IEL: &F—NMFEER
MEZB4A. RERRIEXBIINMUERLEXEZN. XGE55RENZEIENEG. BIFTUATHEOE
XRFE, FIL BH, XBRYE, W, RAUEE—TEME, HARIBEXMEIE—KYE, EXIEZAEK
FABTES” o ERBEBREAMXET(F, HEIRPFEINERFET

(00:10:45) Lenny

English:



It's amazing to hear that you had imposter syndrome for such a long period of time and you basically ran
design for the Facebook app. Right? And so, it's kind of an empowering, inspiring insight that someone at
your level went through that for so long and made it through that. Do you have any other advice or
thoughts on just for folks that are going through that? Because | had that too for a number of years, just
like, "What the hell am | doing here? People are going to see | don't really know what I'm doing, and it's
all going to crumble as soon as | make my next mistake." Do you have any other advice there for folks
going through that themselves?

AR ERIE:

IFEMREXAKBNEEHEERESS, MIRHIER EZE NS Facebook App BYIRIT, XERIRIR
Ao WFHBIRXFRFIALZHIXEHET IR, XER—MIANE. SARENLE. NTFEEZHX
LA, MEBHFAEMNENSRED? RAREEIF/LENXMEDR, mEE: “HREREXEFH
4?7 MI2ARFBHEFMEBSEBMAA, RBRLET—IHER, —IHSHER” WFETEHXENA,
RIEB+AZINT?

(00:11:14) Julie Zhuo
English:

| think just exactly what you said, Lenny, right? | think so much of it that helped me was realizing that
everyone feels this way to some extent, and that's also why | always want to talk about that, right,
because | feel like sometimes you can see from the outside. You're like, "Oh, this person has this title.
They have this position. They have these responsibilities. Clearly, they've made it. They know what
they're doing." But that's never the case, and | mean, logically let's think about it. Right? If you're going to
do anything new for the first time, how are you ever going to feel totally comfortable, totally prepared?
Every time, there's something new that you hadn't encountered before, it's always going to be a little bit

rough. You're never going to feel perfectly at ease.
R EIE:

KOS IERFAREY, Lenny, WEBHEAN—RERIRESMNATEEMEZE LEBEXME. XBEATA
HERRIKICXMER, HARKFIERERMRMINGE, SRT: B, XTABXNKAE, BXTRI, 8
XEFE, B, KT, MIIAIERSEMM A" BFELHIEML, 218 818, MRMEE XM
RHEHE, MEANRRITE2HE. T2ESFTR? SHREFUAMNREIINHEYN, IREER
BREM, (RKEFARBEITEEE.

(00:11:50) Julie Zhuo
English:

It's only upon doing something multiple times that you start to see the patterns, you start to realize,
"Okay, it's going to be all right." And even now the people that | talk to, the people | really look up to, the
people who | think are role models and mentors for me, | mean, they regularly also share with me that it's
the same. It's like they still encounter things that are unprecedented. Right? And if we work in tech, |
mean the rate of change, the rate of the industry and companies and kind of these new experiences that
we have, that never goes away. Right? That's just par for the course. And so, | think that feeling always
exists.

AR ERIE:

REAEZREEMREMNFTZE, RAZFREBIRN, FHREIRE: B, ILFN.” BERIE, XK
SHBLEREEMROA, BLEHIAAZREFNRITHOA, tITEEERRIZEFNOE. INAZEE



RIFFRENER. MRBMMEREITI, Tk, AFURFMNBENXEREAENEVERERKITFIZHER
B, XRAZES. FrLl, FIANBMER —EFE.

(00:12:24) Julie Zhuo
English:

| think that what | have learned is that there are better tools in your toolkit for dealing with it. One of them
is of course me just reminding myself that if | feel uncomfortable, it's okay. Other people feel that way
too. Everyone does. It's totally natural, but then to also find other pieces in that toolkit. Right? One is | am
much better at asking for help now than | was earlier in my career. | used to actually just try and hold it all
in. | was like, "Hey, | better fake it until | make it. If everyone thinks that maybe I'm coming to a table like |
know it, then | can fool them." And now | realize | was really just, | was preventing myself from being able
to get that support and that empathy and that camaraderie and that advice that would've helped me
actually grow faster and maybe with a little bit less pain in the process.

AR ERIE:

BRFINZE, MUIABREAEFNIARNNE, HRZ—H4ARREACD, NIRBIFEHFR, &XR. H
tABEXMETE, SIAERE, XceEEAN, EHEIFHITABENHEMIA, $—, HIMAELLRLE
ERIEERKIREDN, HUAMERREE—HETEOE. B8 1R, KRYF RERMEIEEMRL

(Fake it until I make it) o IRAKEISHMMEMRTT, HREFIMI].” WAERTIRE, RHELZEEMELER
CRRTGLEZRE. HiE. BMRBEMEN, MXEATUEHRRKEER, HEEIEFIZRED.

(00:13:09) Julie Zhuo
English:

And so, one of the things | learned is it's okay to ask for help. It's okay to reach out to people who both
may be going through the same things you're going or maybe are step or two ahead of you in the journey,
right, who have actually gone through that and have lived to tell the tale and can tell you it's going to be
okay because often that's just what you need. You just need people to tell you, "It's going to be fine.
You're fine. You're good. You've got this." And that's so meaningful, right, whenever we sometimes feel
down about ourselves. So, that's another, | would say tool in the toolkit, right, asking for help, finding
groups of support.

AR ERIE:

FRIURFEN—HER, IREBZALUR,. BRLEAJEREFZHRFEEBENIA, HETREPALF—RT
HAFREEZRIURN,, fEBELLHIXE, HEEBSIFR “—MIFEXRN" , HABEXME(RFA
FEN. MMABEAASFMR:. “TRE. FRIF. (FRE. (REETT.” SN ECREVARE, XIFEH
EXo FRLL, XRTAEBENS— IR IKHEE), FHFEHE,

(00:13:39) Julie Zhuo
English:

And then I think the third is it's also okay to just be vulnerable and just talk to people about it. Right? |
found that some of the most meaningful conversations | had, whether with people like managers or
whether with my own reports is when we can be much more open about what it is that we find hard, what
are we struggling with, and in that way, you actually form deeper connections and people are more able
to help out. Right? We can spread the load a little bit. We can put our heads together and brainstorm a



better way to solve the problem, and | find that too, even as the head of a department, right, or a founder,
it's like I'm not going to solve everything myself. I'm never going to have all the answers. Sometimes by
just sharing what the problem is, by sharing the load, we're all going collectively come up with a better

solution.
FhSCERIE:
HINNFE=m2, RIBHRIHSEAKRILEEZEZATUN, LI, THERESKELXZES5HBECHN TR

B, —EREEXHMNIENE HRNEBEERMINEHAREMEN. HIEFILTL. BIXMAN, RE
FREZBYTERBHEKR, AMIDERERMHAER, RNTIUDE—EES, &=, FHEFORRRPER
Fiko AWM, BMEFAMIIEERCIWA, RBTEIREMRFAERE. FXKZTAIBEMEER. B,
RIBIDFERE. 7218ES, FHAImeEHREE L EFHIRRRT %=

(00:14:25) Lenny
English:

I love that advice. It's so simple and so effective. Reminds me of advice a coach once told me that when
you're in a new role, you are an imposter. You're doing something you've never done before and that's
normal and don't feel like that's unusual. So, speaking of being uncomfortable and being vulnerable and
doing hard things, you now have a startup that you've started and I'm curious. What's kind of different
from the experience of being a leader at a Meta versus being a founder, especially things that maybe are
surprising, good or bad?

FRCERIR:

BRENXMEN. ERERENEW. XiIBEE—IHASLHRENEN:. SMATF—MRAEN, fE
— N “BREE o (REM—EMMREEINERS, XREE, FERSXEHATTE. REFFR. RIUME
SMYEENER, (RMELINDT —RWEIATE, HREFF.  Meta BERTESEELIBAZBEFAR
[@? 453 @ BLEAREILMRREIRTNER, TIEZFRIEZITR?

(00:14:52) Julie Zhuo
English:

I will say it is definitely a very humbling experience, but it's also exactly the journey that | wanted, and a
lot of it is just going back to kind of this like base layer. When you're at a large company, a lot is taken care
of for you. Right? If | have a question about, | don't know, finance or how to deal with a people situation,
they're experts. There's experts in every single field, and I just go and reach out to them and talk to them
and kind of handle that and help me. But when you get back to it, it's like, okay. In the beginning, it was
myself and my founder, Chandra. It's just the two of us, and it was like all sorts of stuff that it was like talk
about being an imposter. It's setting up, figuring out taxes, or just figuring out how to incorporate, or just
thousand little decisions, right, a thousand little things that were new and different.

FRCERIR:

BN, XEWNE—RILARE#RE (Humbling) R, EBHERKEEZMNRE, HPRA—EHZEEZET
REMHNER. YRE—RAQAFN, REFFEMIAMOIET . WRIFNMSHMAVIEAZERELRR,
MEBER, SMUREELTR, RIAFJEEHMANL, MIIRSERAIE, EIREIZIIRE, B
TRT: RIARIBZRMHEBNSAA Chandra, SEFNAIA, BEREZIHEIFNER—RE "S85
MRS, BREBBREMS. FrefEMAE, HELERT EAMUNRE, T LEAGHERERE
GRESEHS



(00:15:34) Julie Zhuo
English:

So, there's a huge amount of learning. There's a huge amount of just having to do it all yourself and
realizing in a lot of ways just how many things you're bad at, or don't really like to do and that because
you don't like to do them, it's hard to get them done. Right? So, it's humbling that way of just helping you
realize these things about who you are.

AR ERIE:

FRABERENF S, BARENERUTFENFN, AERZHERIRIBCHEZLER/TER, HEREFE
Ko MENRAERM, MEELEN]TTR. FIL, XMANILRERTRE, EPMREIREXTIRESHX

l]::bﬁ Do

(00:15:52) Julie Zhuo
English:

I think the other thing is for me, it's going back to the idea of being much more focused on doing, working
with people who are at different stages in their career. When | was leading design for let's say the last five
or seven years, right, | was often directly managing senior people, either senior designers or managers or
directors and so forth, and going back to working with folks at various stages, including new grads, early
career folks, it was actually both me realizing | had to kind of really change a lot of how | manage, so it
was, again, also very humbling in that respect. | had to change a lot of what good management looks like
in that context which was different from a lot of the habits that | had built up, but it was also so
rewarding. | realized | actually really love working with people who are in that early phase of their careers.
It's totally different, and what they need and how to best support them is really different than what you

would do with a director or very senior person, but it's also just a whole lot of fun.
R EIE:

NS —HEE, WHEKGR, EEITEZTET ‘W RS, #ASLTRUIEEFEMERHAGTE. HFF
SKTENREREIEFE, RBEEREERARAAL, LFFRQHN. SEREES, REOFISET
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ftofi], SENFLEHIIFERRNATETRE, BHIFEERE.

(00:16:50) Julie Zhuo
English:

So, that was something that is really new, and then of course, so much of it is again putting that IC hat
back on, right, and it's been years since I've actually sat down and designed. Often as a manager, the
thing | develop is | develop my eye, but not my hand. So, | learned to be a good critiquer of design, but
actually because | stop practicing design, I'm definitely, the limits of what | can actually make and what |
can produce myself become really evident. Right? And so, again, back in this new company setting, well, |
have to put on a bit of that IC hat. | have to learn how to be kind of an ICPM learn how to be an IC
designer, realize that there's so much that I'm actually really bad at as well and in that way, but develop
and grow some of my muscles and those skills again.

FROCERIR:



BB RIEEMER, YR, RA—BOREHH L ICHEF. RELRZELEETLLTHRMEILHT. &
BIERRE, BIEANE BN MAR “FH° . BERTHNARA—BAFHLHTEE, BLhREER
BELETIZITEE, REFFHENTHNRANBRETFIEERE, M, ERXRAXETNIFE, Bo
E L ICHIIEF. FMMFESIIWMERA—E ICPM, EIWMFEKA—E ICIEITIT, RIRFBCHEXERZAHE
WRE, FHLALEIBREAIE XL AR,

(00:17:35) Lenny
English:

The first point you made about having to do everything again, | remember the reverse of that when we
sold our startup. | was so happy just to like, "Okay, here's a one goal we're going to focus on. We don't
have to think about everything in the company all the time. I'm just going to hit this one goal, this one
product. It's going to be so, so much easier." And that was really fun for a while, and then gets itchy and
hard again, and you kind of want to have more responsibility and more challenge.

AR ERIE:

MREINX T OMEFRFENFANFE—R, KICFIARNEZEVLIRTN, BREFHER. ZINFEEEH
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(00:17:58) Julie Zhuo

English:

It's fun though. I am really enjoying it.
R EE:

EXREEHE, RREZHF,

(00:18:00) Lenny
English:

Oh yeah. | want to transition a little bit to talking about your writing and writing in general. | think |
mentioned that your newsletter, The Looking Glass, inspired my writing in a big way. | basically modeled
your newsletter and focused it on growth and product. That was the idea. Let me just do what Julie's
doing and I'll do it around a different vertical. And so, first of all, | just want to thank you for all the writing
that you've done over the years because it was really impactful to me. And so, first of all, | just want to
thank you for doing that.

FRZERIE:

B, RERMKRIMNEEUR—RNEF. HBERRIY, FEHEER (BixR) ERAEBELRXR
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(00:18:26) Julie Zhuo



English:

Oh, thank you for sharing that. It's really meaningful for me to hear as well.
FEiE:

MR, FHAREIFXLE, IREIXLXERHERERE X,

(00:18:29) Lenny
English:

I still go back to a lot of your writing, even though | know you've slowed down the focus on the startup
which makes a lot of sense, and we'll chat a little bit about that. But I'm curious, what got you to start the
writing, and broadly, what impact have you seen it have on your career and just anything in life?

FROCERIR:

HMAZEZMFRNREXE, REZMEMENZTETAEIQBMBRIET SIERE, XT2r]IEE, &
MERZWEX . BHRIFE, BHALMABTEN? I X LE#H, RANSENIREEREEUREES
BHEMAESET HAagn?

(00:18:43) Julie Zhuo
English:

What actually started me on this writing journey was a piece of feedback | got during a performance
review cycle, and | remember | was talking to my manager and he shared that, "Hey, one of the pieces of
something you should work on, an area of growth is that you have a lot of really great ideas, and you're
always really engaged whenever discussions happen in a small forum, one on one, or there's like two or
three people in the room, but whenever there's a large room, we're talking about seven people, 10
people, 15 people, you're just sort of quiet and you're not really telling your perspective. You're not really
contributing to these larger conversations, and that's something for you to think about and work on."

AR ERIE:

HIEUBARSFZRNERE—REROHEARFREIN—F R IR, HICFIRNEMEHZEIRE, D=
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(00:19:19) Julie Zhuo
English:

It was really good feedback because | absolutely felt it. | definitely felt that barrier of speaking up in a
large room. | think the fear could be summarized as | don't want to look stupid in front of a lot of people.
And so, | had all these barriers. | was like, "Okay, am | sure that what I'm going to say, what comes out of
my mouth is absolutely brilliant?" And that was really just this emotion that was getting in the way, and |
was like, "Okay, | really want to work on this. | want to figure out how to get that to be less and less of a
friction for me."

AR ERIE:
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(00:19:47) Julie Zhuo
English:

And so, it was around | think the January timeframe. Right? So, when the new year came, | was like,
"Okay, here's an idea. What if | just did something," that at the time seemed really scary to me which was
put my opinion out there on the internet and just do it, just do it for a year. Okay? My goal was post one
thing every single week. It seemed terrifying. Right? I'm not sure what people are going to say. Again,
maybe all my ideas are stupid, but | just want to get better at doing that, and hopefully, through that year,
get more comfortable with that.

AR ERIE:

ARYZBE—AMHRR, HEKRIEE, FR: “FE, MR, ORFEM—AENERHIEEATHNES
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(00:20:18) Julie Zhuo
English:

So, that's how this whole writing thing began. It came with this kind of New Year's resolution of just 52
times, | was going to click publish on something, some opinion piece. And | was like, "It doesn't have to
even be..." It doesn't even matter what the opinion is. Just put something out there and just expose
yourself a little bit in that manner. So, that's what | did, and | tried to not have any goals around, well,
maybe people will read it, maybe it'll be considered high quality. Those are all just, again, additional
barriers that | was putting that would make me even harder for me. The only goal was to hit the publish
button.

FROCERIR:
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(00:20:49) Julie Zhuo
English:

And the first couple weeks were actually quite excruciating. | remember | just spent hours on this piece
and | just kept editing it, and | was like, "I don't know if this is any good? Should I actually publish it?" And
so forth, but eventually, | did it. Right? And again, little by little, it started to just become easier as
anything does when it's done a lot. So, by week 10, by week 15, | had gotten into a bit of a cadence, and |
realized something that was having an impact on my work. | realized that it became much more clarifying
for me to have that space to be able to write, and it almost became a kind of self-therapy because through



the week | would have all these thoughts running around my head, things | wanted to get better at, pieces
of product that I was mulling on, and the act of writing allowed me some quiet time to just sit down and
try and organize those different threads of thoughts.

AR ERIE:

RYN/IBELEESN. REBRETHINMNE-RBXE, AT EENR, 08 “HARNEXFR
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(00:21:40) Julie Zhuo
English:

| approach my writing then and I still do now as letters to myself. This is the framework. This is the advice
that | need to give myself that | need to go and really do better, and that is what my writing became for
me, and it was hugely helpful for clarifying my train of thought. It was hugely helpful for me to then be
able to do a better job of expressing myself, and by the end of that year, | saw a huge difference in my

ability then in large meetings to speak up and to become more comfortable.
R EIE:

HREMEEFEERSSECHE, WERANL., XZER, XRHRFELECHEN, ERFEEMSE
FRItG. MBS ENENEN, ENEFHRHNTRIFEEHEY. SRAMBHREFMREE S, EIPF
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(00:22:11) Julie Zhuo
English:

But even after that year, because | had seen all of these advantages in what it did for my clarity of
thinking, and | just decided to continue, and it became also a really, | think, a wonderful side effect that
other people started to resonate with the writing. They were like, "Oh, this is actually helpful for me, or |
was feeling the same thing, or this gave me a little bit of additional structure to think about the problem,"
and that was also extremely motivating, but | will say that what | think helped me continue the writing
habit is | always did it for me. | always did it because | felt that there was a lot that | had to gain from it,
and it's been obviously a wonderful experience to connect with readers and other people in the
community about it. It definitely made me feel less alone. It definitely confirmed a lot of the ideas that |
had about is this the right way to think about something. It led to a lot of really rich discussion with my
colleagues and with people who just emailed or responded about the writing. So, that was a wonderful
side benefit as well. But yeah, | really credit my ability to think better through the process and the
practice of writing.

FROCERIR:
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(00:23:14) Lenny
English:

That's such a cool story. | love that it was kind of driven by a manager, but kind of led to so many
externalities. One thing | wanted to ask you is how did you find time to this writing? People always want
to write and very few people do or find time to. How did you actually make the time and keep that up?

AR ERIE:

XHE—MREEHNE. HENRECEHEEWRER, BHFERTXAZIMNIMN, HRMFHN—HER, RE
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(00:23:29) Julie Zhuo
English:

So, | actually had this practice of writing even before | did this more publicly with a blog, and it was
because | harbored this dream back when | was a teenager and well into my college years of one day
writing the next great American novel. So, | wrote a lot of fiction and | wrote a lot of... | have four
unpublished novels just collecting dust. They're not very good. | can say that now with a lot more
objectivity.

FRCERIR:

HILERFELAATERZA, ZMESFNIR. BERABRMETLERARAZRA-BENRE—IE
B B—RESHT—8 “BABEENR" o FAUERE TRZ/R, FEBEWEEBREREINREIZK. €1
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(00:23:52) Julie Zhuo
English:

But | did that, and | would participate in this program called NaNoWriMo every year which later | was
fortunate enough to be on the board for a number of years. But what NaNoWriMo was is this idea of... It
Stands for National Novel Writing Month in November. So, it's exactly what it sounds like. In the month of
November, the goal is to write 50,000-word novel in 30 days, and the whole purpose and the whole point
of NaNoWriMo, and again, | did it for a number of years in my early twenties, it's all about just getting the
words out. Right? It's not about, hey, is every paragraph, is every sentence pristine, or do you have the
right beginning, middle, end. It was like no. It was like you're going to write a novel every single day. You
need to write 1,667 words, and you just do that over 30 days, you'll have 50,000 words.

AR ERIE:

BEHEIET, MERSFHSSM—10 NaNoWriMo I E , F*%ﬁ%flﬁlﬁﬁﬂﬁﬁ$AEH\9Eo
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5 AF8/ MR, NaNoWriMo BIAZIL B —HREZ+% HkMNBHESI T/ LE— MR EXFE EHXK, 1:,7F
ETFE—B. 85— 0RER%E, URETRSERENFXL. FEfHER. 7, EHNERESXRBES, 1F
EHKRE 1,667 NEIE, BF30K, MMMESAF T



(00:24:37) Julie Zhuo
English:

The whole premise was, yeah, no, those 50,000 words, they're definitely going to be junk. They're not
going to be really good. But at the end you'll have something that you can then edit and then you can
shape and you refine. Right? And the hardest part is just getting started. It's just getting past the blank
screen and the first page.

FRCERIR:

ZIERRE, 28, MBS HAFEESEIL, FRERRIF. EREIREFFE—ERUREE. BREMNBEKRIER
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(00:24:55) Julie Zhuo
English:

And so, because I'd gone through that experience, | had really internalized that writing for me is just get
the words out. It is just about the sit your butt in the seat and just do it, get the word count goal out or get
a time goal. | actually like word count goal even better than time goal because sometimes you can spend
30 minutes and then still just produce a sentence, and so, that was always how | approached my writing. |
was like, "All right, I'm going to sit my butt down. I'm going to write for 30 or 45 minutes, but it's going to
be, whatever, like 250 words. It's going to be 500 words. It's going to be this number of words." And that
just gave me the discipline to just get it out and then think about revising, think about quality, think
about all that later.

FRZERIE:

ENEIIERLER, REERKT MRS WHFKR, SEMEBIEESTHR. mMEL TR, B5, ERFH
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(00:25:32) Julie Zhuo
English:

And when | got into writing my book, that was exactly how | approached the first draft. | was like, "Okay,
I'm going to divide up. It needs to be 60 or 70,000 words. | have like a year. I'm going to divide it up into
the number of days and weeks." And | think what it came down to for me was five nights a week, | needed
to write 500 words each day, and | eventually got that down to, it was like 30 or 45 minutes. | mean, some
days, a little longer, other days, a little shorter, but it was about that, and | just kept that weekly goal up
until the book was written.

FROCERIR:

HEARTHEN, REVRNARNERE—E -0, T8 “W@E, RESRES, XEBFERHITH
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(00:26:01) Lenny
English:

Speaking of the book, | definitely wanted to chat about that briefly. Did you always know you wanted to
write a book or is this kind of a thing that emerged from people just asking you the same questions again
and again, and then similarly, what impact have you seen from that book, which | own many copies and
have gifted many copies?

AR ERIE:

REBRAS, HHTRERBOH, FR—EMMEECEE—4H, ERENAN—EX—EtR(REFE
R ERNRE? B, (RERITHRAB~ET HARM? HECKXTREZE, HEXBETREA.

(00:26:15) Julie Zhuo
English:

Thank you. | had this dream that | would write the great American novel. | still want to do that someday.
One day, | really do want to sit down and hopefully write a fiction book. So, | always had that on my mind.
| don't think | ever thought that | would write a non-fiction book. | never thought | would write a business
book, right? That really came about organically, and it came about because | was writing this blog and |
was publishing these letters to myself that | was again putting on the internet, and then occasionally, |
would have publishers or various folks reach out and say, "Oh, this was a really great article. Have you
ever thought about developing that into a book?" And my answer for the longest time was always like,
"No, because | don't think | have the stamina to make this one topic into this huge thing. | don't think
about myself as kind of like a career writer." Honestly, there wasn't necessarily anything that I felt that
differentiated or maybe a unique angle.

FRZERIE:
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(00:27:03) Julie Zhuo
English:

| also felt that most books that | read, there was always a huge amount of research that went into it, and |
was like, "I just..." | know this about myself. | don't love research, not great at it. | don't want to sit there
and compile a bunch of stats and whatnot to make an argument. But one day, a publisher reached out
and they were like, "You know, we had some ideas about the fact that you're writing really, especially the
part about for new managers, your advice for new managers or for people new to leadership, it really
seems like it strikes a chord for that particular audience, and we have some ideas. Why don't we get on
the phone to discuss?" | took that call and actually really was... That call just did change my perspective
because it gave me a particular angle on something that | felt was missing in the market. Right?

FRCERIR:
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(00:27:44) Julie Zhuo
English:

Again, most of the stuff that I'm writing, again, they're advice to myself, but | was brought back to when |
first became a manager, and | went back, | went to the bookstore one day, | was looking for resources on
what it means to manage and stuff that would help me become a better manager, and not a lot of it spoke
to me because it seemed like most management books were written by CEOs who had been leading their
company for years and years, or it was by management consultants who didn't really seem like they had
been in the situation of just like, "Hey, | was an IC on the team, and now next week | have four reports that

I'm going to be working with."
R EIE:

Bii—R, BRENABOATHELECHEN. EREEE T HRMAZEH R, HiSFE—XREBE,
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(00:28:20) Julie Zhuo
English:

There just wasn't that much for the completely new manager who didn't have an MBA, wasn't on some
sort of ladder, and just one day got dropped and asked to kind of go and support a couple people who
were starting next week. | was brought back to that moment in time and realizing there really isn't that
much that is great out there that is particularly geared for new managers, and | felt that | had to really
learn and make a lot of these mistakes on my own, and even very fundamentally, | don't think that people
ever really explained to me, what is a manager, what does it mean to do a good job as a manager of a
handful of people. Right?

AR ERIE:

XNFHLRAE MBA . RELZIEMEANE. RARE - RRARZUEEEZF TANRRILN AL
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(00:28:56) Julie Zhuo
English:

And so, it sparked this idea that this was something that was somewhat missing in the market, that there
was an opportunity to just really write something that could speak to people like me and people, again,
similar to me who maybe weren't on this ladder for 10 or 12 years, especially in tech, right, | knew many
people who had gone through that. Then the second thing for me is | realized that | would likely also



become a better manager through this process because it would force me to think about management a
lot every single day. It would force me to reflect on my frameworks for management, and whenever you
think about something all the time in the back of your head, it's just more top of mind. | was looking to
become a better manager myself at that point, and that was the additional boost that | needed to commit
to the project.

FROCERIR:
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(00:29:39) Lenny
English:

Has that last piece bitten you in the butt at all, when you maybe make a mistake as a manager and people
are like, "Julie, you wrote this book on management. What the hell's going on?"

AR ERIE:
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(00:29:47) Julie Zhuo
English:

| always tell people, | tell my own reports as well, it's like, "You might come in and you might have read
my book and you might think that somehow | am a really great manager and an expert in management,
and | always try. I'm going to lower your expectations. I'm still learning." There's a lot of things that I'm
still working on that | know I'm not perfect at, but that's what | think it is. Right? | think so much about, for
me, at least, learning to be a better manager, and | know I'll probably be on this journey for the rest of my
life is that you can know oftentimes the theory because the theory is it makes sense, right? It's like, okay,
we all been in that situation. We can feel. It is so hard to just actually put it in practice. It's so hard to do
some of these things every single day because they're sort of counterintuitive and it is so hard to apply it
to the appropriate context.

FROCERIR:
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(00:30:30) Julie Zhuo

English:



Just even the example | gave earlier, managing early career, new grads is just completely different than
managing really senior people and being able to tailor to each individual person or each specific group of
people because humans are, we're all different. We're all unique. Right? No two people are the same. No
groups of people are the same. So, it is an art as anything else. A lot of it too is about learning about who |
am, what am | good at, what am | not good at, how can | be more honest and more authentic to my own
strengths and weaknesses, and then be able to pair that up with the person that I'm talking to or the
group of people that I'm working with. So, definitely not by any means today still consider myself great or

an expert or whatnot. | think everyone else, I'm still trying to get better.
R EIE:
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(00:31:14) Lenny
English:

That's a little bit how | feel where people think that I've got it all figured out, I'd be like the most amazing
product manager they've ever worked with, and | feel like | could never get a regular job again, because
the hype. The expectations would be way too high. People forget that | have time to think, research,
process, and that kind of thing. And so, | can never get a PM job again. This is basically the problem that
I've created for myself.

AR ERIE:
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(00:31:36) Julie Zhuo

English:

| think you'd be a pretty great PM, Lenny.
R EE:

E24

&k

FIIE2Z— 1 IEEER PM, Lenny,

(00:31:38) Lenny

English:

It's all an illusion, but | appreciate it. And then the other piece is that you pointed this out, that a lot of
people don't realize when folks like us write, it's like us figuring it out. It's not like we have the answer and

we're just like, "Okay, here, I'm just going to write down the answer | already have in my head." The
process of writing is how we learn a lot about these sorts of things, and a lot of people don't realize that.

FRCERIR:
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(00:31:56) Julie Zhuo
English:

Yeah, | absolutely agree. Like | said, it's about reminding ourselves. Right? | always often say I'm the
number one audience for my own writing because I'm the person who needs to really hear it the most.

AR ERIE:

2H, BE2RB. mGEHRRN, XRATRERINES. REER, HEACSXENFE—SRE, AARE
BT RBEFEXEIER A

(00:32:06) Lenny
English:

That's exactly how | feel a lot of times. When | go back to my own pieces, like, "Oh yeah. Okay. That's what
| wanted to remember." On the writing, something | wanted to ask about is you've kind of slowed down
for a good reason. You have a startup to run and you've started doing more tweeting than news lettering
and blogging. How do you think about that? Just, is that intentional? How do you think about, | don't

know, Twitter versus newsletters and other things?
FZERiE:
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(00:32:25) Julie Zhuo
English:

Yeah, it was very much. This is another New Year's resolution that came up later. Right? One of the things
that | recognize about myself is | kind of have a tendency to ramble, and I've gotten this feedback as well
in 360s where I'm not always the clearest communicator. | can be a pretty good storyteller and | am
clearer in writing often than | am in person, but this was another area that | wanted to get better at. Right?
| wanted to get better at in the moment communicating more clearly and being just a little bit sharper, a
little bit crisper in the points that | had to make.

FRZERIE:
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(00:32:56) Julie Zhuo



English:

| remember | work with a number of colleagues who are just so good at this. Right? There will be some
really complex topic, this big product thing that we're trying to figure out, and in the moment, they would
go and they would say, "Okay, | see. This is what the problem is. The problem is one, blah, blah, blah,
blah, blah, two, blah, blah, blah, three. Right?" Everybody like, "Yeah, that's amazing. That's so crystal
clear." This huge thing we're all talking past each other there now became boiled to something so sharp
and so beautiful. Right? | always had so much respect and admiration for the people who could do that,
and that wasn't me, but | was like, "Okay, well, as anything, if | have a thing I like and want and admire
and respect, | could at least get better at it. Maybe I'll never be at that level, but | can work towards it."

AR ERIE:
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(00:33:36) Julie Zhuo
English:

And one of the ways | saw of working towards that is, well, let's just change it up. I'd been doing long-
form, which again, works really well for these stories and this kind of more meandering prose, but what if
| just push myself to communicate in a much shorter form which is going to force me to really strip away
all that ornamentation and focus on the core idea. And | was like, "I'm just going to go and publish
threads on Twitter for a year." Again, same thing. Write once a week a little thread and just take whatever
is the advice | needed to give myself and then boil that down to a tweet form. So, also, it has helped me. It
has helped me to get better at enumerating things. | think more naturally now sometimes. It's like 1, 2, 3,
and that has helped me as well in just, again, the day job and the way that | communicate. Still a long
ways to go. But | think Twitter is really great at that. It's really great at trying to boil it down to the essence
of what it is that one wants to communicate.

FROCERIR:
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(00:34:27) Lenny
English:

| love that you use these tools to help work on a very specific skill that you're hoping to develop. So, you
said that worked. Is that something you'd recommend to folks that are working on something like this

and have a challenge there too?

FRCERIR:
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(00:34:38) Julie Zhuo
English:

| do. I talk to a lot of people who want to write more because they feel like there is a lot of benefits, and
maybe it's because writers often talk about all of the benefits, but a lot of people do maybe find it, as you
were saying earlier, hard to get started. Right? My number one advice is try to find an angle that's going to
work for you because if you find yourself writing for your audience, if you find yourself writing because
you want likes or you want a certain number of views, that actually is a really hard barrier to overcome
because you don't have control over all of that. But if you write because you're trying to work on a
particular key skill, whether it is clarity of thinking, whether it's helping you work through some stuff
that's complicated in your mind, whether it's just, again, working on being more comfortable, putting
your voice out there, then make it a goal, but make it a action goal. Make it like a word count goal.

AR ERIE:
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(00:35:26) Julie Zhuo
English:

I saw this on Twitter, | think it was that last year, the idea of the 30 days of just writing a thing every day or
tweeting a thing every day. Right? You see this in design too. There's Inktober which is you just draw a
thing every single day in the month of October, and | love those types of structures and programs. | think
that they're a way to go and get into the habit of that. Everyone kind of feels like they can do anything for
30 days. You can do anything for three months if you just commit to doing it once a week. It doesn't have
to be forever. It doesn't have to be some sort of like five-year thing and the commitment. That's a huge
milestone. You just have to do it for a little bit and then reflect on it. Is it really helping you? Is it actually
helping you get closer to that goal? And that's usually the easiest way I've found to get started.

FRCERIR:
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(00:36:05) Lenny

English:



I love that. Just creating a little bit of structure for yourself so you don't have to think about it, you just do
it, and | don't care what | do on that day, but I'm doing it, and maybe one time something will come out
really great.

AR ERIE:
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(00:36:16) Lenny
English:

This episode is brought to you by Sprig. If you've been a member of my community for a while, you know
I'm a user, fan, and investor in Sprig. Sprig is a user research platform that makes getting user insights
from your product as easy and fast as getting analytics. The best product and research teams at
companies like Loom, Opendoor, and Dropbox use Sprig's in-product surveys to target specific users,
start collecting insights, and identify issues and opportunities related to activation onboarding
engagement and more. Talk about a platform that pays for itself.

FROCERIR:
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(00:36:48) Lenny
English:

But I'm perhaps most excited about Sprig's newest launch which extends the power of the platform
prelaunch and makes it possible to test mockups and prototypes with your own users in minutes. The
testing interface is super slick and doesn't require any of the typical plugins that make testing with your
own users unappealing, and with unlimited seats, you're able to invite anyone from your company to
view and use insights generated by Sprig. If you want to get started, head over to sprig.com/lenny and
mention that | sent you.

FRCERIR:
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(00:37:18) Lenny
English:

That reminds me of something | wanted to plus-one, the point that especially on Twitter, | find whenever
you're trying to go viral, it just comes across often is just like, okay, they're just trying to go viral. So lame.
This person just wants a lot of likes versus | just want to share a thing that's interesting to me quickly, or



here's how | want to think about it, or here's just a thing | want to remember in the future. | find those end

up being a lot more successful.
R EIE:
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(00:37:40) Julie Zhuo
English:

That's right. Yeah, that's totally right. | think it's what really gets you interested in it is likely the thread
that you want to enroll and to continue to explore. If you're just try and say what you think people want

to hear, it just comes across not that genuine, and personally, not that interesting.
R EE:
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(00:37:55) Lenny
English:

Yeah, the thing I've kind of learned is if | find something interesting, other people will find it interesting,
and so, I'll just share that in some form and often ends up being really helpful to a lot of people. Speaking
of Twitter, one of the threads I've liked best that you've written about, and | think you've done this a
couple times, is around product thinking and product sense and how to build that muscle. And so, I'd
love to just hear your advice on for folks that are thinking about how do | get better at product sense and
product thinking. What are ways that people can get better at these things?

FROCERIR:
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(00:38:20) Julie Zhuo
English:

The number one advice that | always have for people when talking about product sensor or product
thinking is it's just really about observation and it's about curiosity and can start by first observing
yourself. Every time you're going to go and use something, every time you're going to have a new
experience, you download an app, you try something new, it's take the moment to reflect on your
emotion or your assumption at every step. Right? What was the new user experience? At what moment
did it become clear to you what was going on? When were you confused? How many times did you tap
something and then had to exit because you went down a wrong pathway? And even before that, it's like



what even led you to trying this service in the first place to downloading the app? Was it word of mouth?
Did you see something on the internet? Did somebody that you respect pitch it?

AR ERIE:
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(00:39:07) Julie Zhuo
English:

But these are all ways in which we're learning about how things work, how products work. It always starts
by just if you first observe yourself, then you'll make a lot of progress. Right? And oftentimes it's hard to
do that because sometimes we're just, we're going through the motions or we're not necessarily sitting
down and analyzing every step of it. But the first step | think is just to get really good, comfortable,
familiar, habitual with just that personal observation.

AR ERIE:
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(00:39:31) Julie Zhuo
English:

The second step is then, okay, cool, you do that for yourself. Well, that's not enough because you're not
the world. Right? You don't necessarily represent everyone, but now it's to just build on those circles. So,
the next thing you do is you go and actually observe and share those observations with somebody else,
and so, how that often looks is discussions about products. So, you download this, why did you
download this? What made you decide that this was a great app? Do you think it's a great app? What was
compelling about it? And to just really find the curiosity of thinking through which decisions did the
builders or the creators of something make and what was the impact of it on us users, us customers and
so forth.

FROCERIR:
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(00:40:07) Julie Zhuo

English:



So, often it goes into then the next step which is spending a lot of time sharing those observations and
critiquing. Right? | mean, our role of thumb is really | want to get better. How often are you having a
conversation with somebody about products, dissecting something, and really, what did you think was
good or bad about it, and engaging that because if you aren't, it's going to be harder for you to actually
learn about all of those different micro decision and what its impact is.

FROCERIR:
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(00:40:33) Julie Zhuo
English:

And then you can go a little broader than that. Right? There's lots of really great resources. There's
amazing folks on the internet who will go down and really dissect... | love Eugene Wei's writing. | love
Kevin Kwak. | always learn something because they take these apps like Figma or TikTok or whatever it is,
and then they really go very, very deep with their own observations, what works, what patterns do we see
across different apps that are successful and that aren't. Right? And this is all helping us to understand
what are these again, the key decisions and what impact does it lead to that helps us become better at
then making those intentional decisions in the product. So, that's a huge part of it.

FRCERIR:
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(00:41:13) Julie Zhuo
English:

| think another thing then is of course you have to try and validate. So, one thing we can do is of course
we look at opinions, we look at reactions. That's data. Right? That's the qualitative side. | think the other
side is quantitative. So often if you are building products and you have the opportunity to run
experiments, to do AB tests, or if you're working on one team but lots of other people in lots of other
teams are also doing AB tests, it's so interesting to then be able to ask people, ask the product manager
on the other team about what they're learning about their products, and to really be able to look at
specific decisions and what causally happened as a result.

FRCERIR:

HANANF—HEHAREHEIE. BRITAIUENR, ERN. PEHE, BEM (Qualitative) BI—E. ik
AE—EREE (Quantitative) BEIRIREME @, FEBNIHITER. M AB N, HEMRIRE
—MEAIIE, MEMESRSZ ALEMABIIK, BBAXERZIA. 8WES—MNEAN REIEMITM @
FERHTHA, HEEMERBERNRRURBAL~ENERXR, 2IFEEFEN.

(00:41:48) Julie Zhuo



English:

That's what | love about AB tests, and | think being really deep in the data and really going back to can we
infer some sort of causal relationship because we're... Correlation or causation, but with causation with
AB tests, can we actually pick up some of these learnings, can we look at patterns, and can we take some
insights away that helps validate and confirm a lot of the hypotheses that we had about product, and just
ingesting as much of that as you can also helps develop your instinct for what works and what doesn't.
Right?

FROCERIR:
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(00:42:17) Julie Zhuo
English:

| always find people often have this, oh, design and user experience is on the other side of the coin. It's
like it a totally different industry, and they're at odds with each other, being data informed and being
quantitative versus being very designer-y and subjective and caring about those aesthetics. | just think
that's totally wrong. | think that there really... One helps confirm the assumptions or the other. Right? No,
it is true that looking at a bunch of numbers isn't often going to tell you exactly the leaps of faith that you
need to make to start something new, but they surely can help you validate whether a number of your
assumptions about how people work or the way the world works are true or not.

FROCERIR:
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(00:42:57) Julie Zhuo
English:

And so, | know of a lot of really brilliant product thinkers who got that way not necessarily because they
came through the route of subjective observation, but because they went and they were so disciplined
about always studying what happened, what was the impact in the numbers and people and so forth,
and then eventually you marry that of course with, well, why might that be the case, and you get into the
qualitative side and the observation, but these two both support each other in helping to build a really

great product sense.
R EE:

FAAFINRRZFEE LB~ mBER, MMZFAULE, F—E2RAMITENIEMURNKL, MEE
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(00:43:25) Lenny
English:

That's awesome. There's so much material there that we could go on and on. On that last point, | wanted
to kind of double-click on it a little bit. So, say you're founder and you're like, "Man, | have all these really
clear vision and ideas of where | want to go with my product," and your team's like, "Oh, | don't know if
this is right. What if we do a little more user research or run some experiments?" Do you have any advice
to the founder of just when to rely on their gut and experience and just go with that versus doing more

research, getting more data?

AR ERIE:

XiET. MEEXRZHNEM, HMNAU—EHWTE, XTHRE—R, FERANRT—T,. R&MREB—IL)A
A, RERF: KW, HNBSFmiERTIEEBMHNRBRMBE" , MIRBERIIRE: 12, FFAMEX
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(00:43:52) Julie Zhuo
English:

That is a really great question. One of the most common pieces of advice for founders, and | actually also
had to remind myself constantly of this one is the more you know your customers, the more you can
really close your eyes and just imagine everything about their life and what they're doing on almost like a
minute to minute basis, probably the better you're going to do in terms of coming up with something
that's going to meaningfully solve a problem for them. Right?

AR ERIE:
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(00:44:15) Julie Zhuo
English:

And so, that comes from a couple of different places. The first is, look, if you're the person you're building
for, you're the target audience, awesome. You probably do have a lot of stuff that is instinctively known to
you, and maybe in those cases, your team doesn't have that experience and they maybe can't feel the
same level of conviction you do, and they might be asking you, ""Hey, well, can we validate?" and all of
that. Right? It's always good advice, but sometimes, you're so deep in it and you can... You're this person
or you know this person, or you did this job that probably can trust your instincts and your gut quite a bit.

FRCERIR:
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(00:44:48) Julie Zhuo



English:

| remember early days at Facebook, that was us. Everybody who worked at the company was either a
college dropout or a recent college grad, and we were building a product for college students. | mean, we
were the perfect... It was like for us by us. We understood exactly what this audience wanted. If we didn't,
we would call up some friends. | mean, this was just pure target a demographic for what we were
building.

FRCERIR:
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(00:45:10) Julie Zhuo
English:

But eventually if that's not true, and it evolved at Facebook, and it evolves for companies. You might start
out that way, but eventually, we started to open up to the world. We started to add people in different
countries. The percentage of people that were college grads who were like us who were using the product
started to shrink, became a smaller and smaller percentage of actually all core Facebook users, so
therefore our intuitions started to become less and less reliable. | remember in spectacular fashion, |
think this was in 2008 or '09, we had a string of failures, big kind of launches that were failures, and | think
it was because we reached the end of our intuition for the user base at that particular moment.

FRCERIR:
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(00:45:49) Julie Zhuo
English:

That's true for founders as well. Sometimes you're building a product in a domain where you weren't the
target audience. Right? | feel this right now for myself. I'm building an analytics product. | was never a
data analyst. | understand the outside, the value of data, but | never did the job, and therefore, what |
really needed to do was just spend a lot of time with data scientists immersing or actually just trying to do
the job myself because the better that | understand what it is and what it's like and what the company
context is, and | think with, for SaaS companies in particular, you might have done the job at one
company, but you probably didn't do it at 20 or 50 companies, and you're probably selling to a lot of
companies so it's just way more critical for you to spend a lot of time interviewing customers because
your intuition is likely not going to carry you nearly as far as if you're building, again, a very consumer
product for a very consumer audience of which you yourself are part of.

AR ERIE:
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(00:46:41) Julie Zhuo
English:

So, | do think that, yeah, it doesn't matter that you need to really understand your customers. Do you
have to go out and do the work, have the conversations, teach yourself the things that they do? It
depends a bit on the context, depends on where you are, but it's never bad advice. The better you
understand your customers, | think the better you're going to be able to build a product.

AR ERIE:

FRUFHASEINA, B8, EETRIFNEAEXEE, I2S
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(00:46:57) Lenny
English:

| really like that advice of just this model of the more time the founder spends with their customers, the
more you can trust that they're going to have the right sorts of instincts, and the less they start to spend
time there, maybe start running more experiments and doing more research as a team around the

founder. That's interesting.
FEiE:
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(00:47:12) Julie Zhuo
English:

Yeah. Or the larger your user base becomes, the less reliable any one or 10 or even a hundred people are
in terms of understanding the whole. Right? It's just the numbers get too big.

FRZERIE:
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(00:47:24) Lenny

English:



And luckily in theory, you have a lot more data at that point, and so, you can actually run experiments

and start relying on data.
R EIE:
=HE, B LIRS EESHEIE, FrLARSEFR LRI LUSTTSEIH IR fk ez,

(00:47:30) Julie Zhuo
English:

That's right, yeah.
FRCEE:

RiE, 2R,

(00:47:31) Lenny
English:

Something | also wanted to get your advice on. It's something that a lot of founders, especially, and even
PMs come to me around is product review meetings and designer meetings, and | know you've run many,
and so, | wanted to get your thoughts of just how should companies structure product review meetings or
designer meetings, who should be in the room, how should they be set up. Any advice for folks that are
trying to figure that out?

FRCERIR:
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(00:47:52) Julie Zhuo
English:

| really believe that it's never a bad thing, it's always a better thing to have more feedback. Right? And so,
often, | think you don't necessarily want to be like, "Oh, we have the one review meeting and that's the
one in which we get everyone's opinions out and we make all these decisions, and then we're done." |
think about product and feedback as just the more, the better. Right? And most people, again, everyone,
especially with design, has an opinion to some degree, and so, all opinions are valid because they are a
true opinion. The question is how do you then prioritize, how do you figure out what it is that you should
do because we also can't... It isn't successful to try and do things by consensus. You're never going to get
a group of people, smart people to agree about what is absolutely the best design.

FRCERIR:
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(00:48:32) Julie Zhuo
English:

So, one principle is, okay, great. If you're going to have feedback on the product, more is better. Try and
have different sessions with different groups of people. | would advise a designer, "Hey, go in, actually do
a critique with a design audience, but go and then show this to the people who are most directly working
on the product because they're going to have a different set of knowledge, but then go and see if you can
find some people outside of your direct team who don't have as much bias on just knowing exactly how
things work and then show them the user experience, and then go and actually see if you can find a group
of target customers for who we're actually going to launch, and then run some user research sessions and
get feedback. "They all are going to be valuable. They all might contradict each other to some degree, but
the right answer isn't because we don't like disagreement, let's just go with one and then ignore the
others. Everyone is going to have something to contribute to the product because everyone has that
different perspective.

FRCERIR:
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(00:49:24) Julie Zhuo
English:

So, again, lots of sessions, lots of user review sessions, awesome. Okay, but then there is an important job
which is the synthesis of all of that feedback and a way of understanding what really matters. The way
that | often think about this is we have to be absolutely clear on who is that target audience and what is
the most important problem that we're trying to solve for them. Right? So, if you can get every group to
align on this is who it is. Again, go and paint that very clear picture of the person, the problem, what it is
that we're trying to help them with, and then what is most important. What is the job? I really love the
jobs to be done for it, but what's the job that this particular feature or product is going to fulfill for that

person?

FRERIE:
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(00:50:08) Julie Zhuo

English:



Then it makes it easier for us to then start to categorize different buckets of feedback because the first
thing that's most important to address is, well, is this thing actually valuable, is this solving the problem?,
is it doing the job correctly, and if a lot of other stuff below is bad, but this is good, then we can move on
to kind of the next most important thing. But if all the other stuff is maybe even good or interesting, but
this is not there, then we should just actually disregard all the other stuff until we are quite certain that
we've gotten the core value, we understand the user, this in some sense is addressing the core pain.

FROCERIR:
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(00:50:45) Julie Zhuo
English:

And then once we do that, then let's focus on the next layer which | think about as ease of use. Right? So,
okay, cool. We've figured out that we validated, this thing is valuable. It does solve the job. Now, is it easy
to use? Are people confused? Are they getting hung up somewhere? Is it just really slow, so no one can
use it because it just takes 10 seconds to load each time? Ease of use is just about can people access the
value in a really great manner. That's the next most important bucket.

FRCERIR:
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(00:51:11) Julie Zhuo
English:

And then finally, if it is valuable, it's easy to use, then | think we get into is it joyful to use, is it pleasurable,
does it really exceed expectations, and | think that is the bar that we should aim for whenever we are
creating products. Here, you might have debates about colors, or aesthetic properties, or animation and
delight, and all of the other things that just make it that much more enjoyable and surprising and
wonderful for the core audience. But you don't want to just focus on that and then lose, okay, actually,
this thing wasn't valuable and it loaded in 10 seconds. Who cares about how great was the animation
when the thing doesn't even load? So, | think there's a work to do to try and actually help the different
pieces of feedback get synthesized so we understand what bucket they are and we can have the right
order of prioritization to make sure we tackle the most important things first.

FROCERIR:
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(00:52:03) Lenny
English:

And just to be clear, this is a kind of ongoing process. This isn't one meeting where you go through all
these four layers. Right?

AR ERIE:
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(00:52:10) Julie Zhuo
English:

Yeah.

FRCERIR:

=0

(00:52:12) Lenny
English:

Cool. And then is your advice to focus on it in that sequence generally and not focus on say the delight
and so you make it through these other points, or do you find it's helpful to think about all these things at

once?
FRSCERIE:
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(00:52:23) Julie Zhuo
English:

| usually find that if you're going to go in and run a design critique or review session, it's helpful to start
off front by saying, "Here's where we are in the process. This is the most important set of things we want
to validate. We want to validate whether this actually solves the problem. We've validated it solves the
problem, but now we validate whether it's easy to use," or something along those effect. So, being more
specific about where you are, what kind of feedback matters the most at that particular phase for the
team is valuable because if you don't do that, sometimes you'll just get all sorts of feedback, and some of
it is you're not even ready for. The team's not even thinking about some of these additional level details
or just thinking about the core stuff, and usually it follows just from how product development happens.

FROCERIR:
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(00:53:07) Julie Zhuo
English:

The first thing that often teams will come up with when they build a product is some kind of product brief
or some kind of understanding of the user in a very high-level picture about how the product is. Usually,
there's not high-fidelity mocks or prototypes at that stage. Right? And so, that's great because we're using
a different fidelity. We're looking at documents and words and values and data as a way to understand
the opportunity and that lends itself well to that kind of feedback.

FROCERIR:
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(00:53:35) Julie Zhuo
English:

But where | find that things get a little confusing is sometimes you will go and just make a prototype, and
again, the goal of the prototype is to give a feeling of how it works. It's not that the team had already
spent a bunch of time on the exact Ul decisions or so forth, and so, what happens though is sometimes
the audience or the people who are giving feedback, they can't always distinguish that. So, then the
feedback goes immediately towards, "Oh, | don't like that shade of blue, or maybe we should put step
two before step three," and that's not actually where the conversation is because we haven't actually
gone and have conviction in just the first core piece of whether this is even the right thing to build or
whether it really is solving an important enough problem. So, being very clear about where you are and
what is the feedback that you want to get is important.

FROCERIR:
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(00:54:20) Julie Zhuo
English:

Now, again, eventually you go and you put stuff in front of customers. It's a little harder for them to just
fully be able to distinguish between wait, what's the difference between the feedback versus around
value versus ease of use. It gets all blended for them at that point in time though, so they'll just give
whatever feedback. And again, | think that's fine. Just collect it, but then when you go and do the



synthesis, when you go and do the prioritization, make sure that you're getting what you need at that

stage.
R EIE:
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(00:54:45) Lenny
English:

As a colleague of the designer, say you're a PM or an engineer, data scientist or whatever, do you have any
advice for just giving feedback to a designer in the critique?

FRZERIE:
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(00:54:52) Julie Zhuo
English:

Yes. The most important feedback | would say is focus on identifying the problem and making it really
clear for the other person, the person you're giving feedback to, what is the problem. All right? And the
reason | always give that is because sometimes we're all solvers and builders, and so, you often can very
much get into like, "Wait a second. | see the problem. But instead of talking about the problem, I'm just
going to give you a solution." So, people will say things like, "Oh, | see this," and they'll be like, "Why
don't we make the logo purple, or why don't we try and add this feature here?"

FRCERIR:
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(00:55:23) Julie Zhuo
English:

There's a lot of assumptions that are already in place. You are giving that because you assume the current
thing is insufficient in some way, and it's maybe not ideal at being clear, or it is forgetting to bring some
important value prop, or maybe yellow just makes this whole thing look pukey or whatever it is. Right?
There's a reason, but instead of actually stating the reason, we go straight to the solution. At that point,
it's like, I don't know, maybe the solution is good, maybe it isn't. Right? But honestly, you have designers,
you have other people who are just focused on coming up with the right solution. You're kind of taking
that power away from them by going straight to what you think is the right solution.

AR ERIE:
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(00:56:00) Julie Zhuo
English:

Again, I'm not saying don't ever propose a solution. It's always good to give a suggestion, but you also
have to respect that whoever is actually coming up with the answer and the solution, they're the ones
who should be empowered to ultimately... They know the most about the problem. They've thought
about it the longest. Right? Help them understand what you think the problem is with whatever it is they
are proposing. Give examples. Show them where you're getting stuck. Why is it unclear to you? Why do
you think that this color is not the right color? Right? Try and paint that because when everyone is aligned
on the problem, then we can all collectively come up with better solutions, and then we can kind of rate
and critique the solutions against each other. But by going straight to brainstorming ideas, sometimes a
lot gets lost and people aren't actually following along on is this really the problem, do we agree this is a
problem, is this actually the most important problem.

FROCERIR:
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(00:56:49) Lenny
English:

| imagine PMs are very guilty of this, of just like, "Mm, let's just move this button over here. We'll solve all
these problems. Let's move it higher up." It's kind of ironic because PMs also don't want people coming
to them with a solution, and it's funny, you kind of forget that, and you just give people, "Here's what we
should just do. Let's move on."

FRCERIR:

FHEERR PM (VA BIEXMEE, tbal: IR, BAHEXMRHEBEXEMR, XFFEERRAIE XL, L3
MBEBBE—R.” XENFE, ENPMEBRFENAFTEBRRSEZRLMT. BENZ, MEEFETIEX—
=, BEEGSFIAN “XMIBRAXMET LRI

(00:57:04) Julie Zhuo
English:

Yeah. We all forget it all the time. | mean, it is a hard one, right, because it's fun. It's like we are all solvers
to some degree. It's fun to jump in there and do it. But when you don't have extreme clarity on the
problem, then that's what happens when you just end up talking past each other.



FRZERIE:

. HMNERETIE. HNERE, XB%, AAXREE, ERMEEL, HINMEMHRE, BRHAEER
EFREE, EIRNEELBERENBHEN, SRMEARZREN, RERE.

(00:57:17) Lenny
English:

Absolutely. I've been guilty of that myself. Okay. So, I've sucked up an hour of your time. | want to let you
go, but | have two more questions | want to ask in different directions. One is coming back to your book
about The Making of a Manager. By the way, we haven't even mentioned the name of the book yet. The
Making of a Manager, available at all of local bookstores and Amazon and every online shop, bookshop.
So, a lot of people want to become managers, and oftentimes, they struggle for whatever reason. They
can't make it to manager. Nobody wants to promote them. They're just kind struggling there. Do you have
any advice for folks that are just having a hard time getting to that point where they can actually get to be
amanager?

FROCENIR:

BIEXF, HESWILEXME, 7, RELSATMHR—MNENEE, HEBILAREL, BEREERDTAR
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(00:57:50) Julie Zhuo
English:

The first is make sure your manager is aware of those aspirations. Bring them in to your hopes and
dreams. Right? If your manager understands your goals and what you would like to work towards, then
it's much easier for you to be like, "Okay, can you help? | really want to be able to do what you do. | want
to lead a team. | want to lead a project, et cetera. Help me figure out how to get there." And the first thing
you should ask is what does it take. Where are the skills that I'm going to need to get better at in order for
you to believe that | could be successful in doing so? And just make sure that you hear that, and make
sure that you can have an honest conversation where your manager can help you be aware of what are
the things that you should work on.

AR ERIE:
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(00:58:30) Julie Zhuo

English:



And then work together to just make a plan to be like, "Okay, cool. One of the things that I've got to
improve on is that one of the roles and responsibilities as manager is go and spending a lot of time on
recruiting, and | haven't done that. So, let's see, let's work together for a plan where | can start to learn
some of those skills." One of the nice things about, at least, that I find about what the path to
management is a lot of this stuff you can do even when you're not a manager. Some stuff you can't. Right?
You probably can't fire someone and learn those skills without actually being a manager and being in
that role. But a lot of things like hiring, like mentoring, like working on process is all things that you can
start to contribute and help out with in the capacity of an IC. If you've identified these different skills,
then find opportunities to start to practice and be able to grow those skills.

AR ERIE:
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(00:59:19) Julie Zhuo
English:

So, for example, oftentimes, a really great... If you're a part of a company that's growing and has a
summer internship program, awesome. Can you go in and sign up and mentor and intern and manage an
intern. Right? It's a very sort of small way of doing that and getting started. Here's another example. If
you're at a growing company and new people are joining and you might work with your manager to say,
"Hey, let me be this person's onboarding buddy. Let me be responsible for helping them get up to speed
over the first one or two weeks." Or if you want a spot, an opportunity, and let's say there's
documentation or there's some process that we have to change the structure of the meeting, ask your
manager if you can help out with that. You can volunteer for that. You help come up with some new
process for doing something, or a new way of running the meeting and just take the lead.

FROCENIR:
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(01:00:02) Julie Zhuo
English:

So, a lot of these things you don't need to have the official title to do. You can do a lot of it in that capacity
as an IC. And again, it's also great for you to then try out. Do | like doing these things? Do these things give
me energy? And as well, your manager can see whether you can be successful in this respect and then
give you more and more responsibility if so. So, it's really not binary. It's not all or nothing.

FRCERIR:
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(01:00:24) Julie Zhuo
English:

| also want to point, there's one other thing though which is that sometimes the reason you can't easily
become a manager is because your company just isn't growing. It isn't a need to have a new manager
unless the current manager leaves or unless somebody departs the company and a new role opens up. |
mean, you can very well have done all the right things, have the right skills, but there just isn't the role
and opportunity available at your current company, and if that's the case, sometimes that's how it is, and
the way that you can further your goals there is to think about moving into a different environment.

FROCENIR:
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(01:00:55) Lenny
English:

I did a lot of the things that you recommended, and | 100% agree with everything being really helpful to
getting you to manager, and | think basically if you're just sitting there being really upset about not having
a chance, clearly there's a lot you can do. All the things you shared, | found to be really helpful too. So,
thanks for getting into all the detail there. Last question, for founders, or even PMs, a lot of them are
struggling to hire designers. There's just such a shortage of great designers. Do you have any advice? |
know, | don't know if there's an answer to this, but do you have any advice for founders or PMs trying to
hire designers?

FROCENIR:

BT REMEFENERE, & 100% AEXLENFEAZIBEEFTHEY. HANEF ENRIRRAZLEREN
RENaMERECER, EAMRERRSAUME. ROZNREER, RBRTEEEED. HFHTIA
W, &E—TRE, WFEBAEE PM KR, REAMENBBIRITHIIMSEM. MFERIRITIMEERKE
RY o IREHAENE? RAEXAIRERAMESSR, BIMLEREIRITITREIE A PM B+ABING?

(01:01:26) Julie Zhuo
English:

Yeah. I mean, for hiring anyone, even engineers too. All of us are looking for really great talent and there is
a shortage. So, for designers, this is what | often advise for founders. So, the first thing is that designers
want to work with people who care about design. They don't want to be like, "Hey, you're going to toss
me some spec, and then | have to come up with a thing, and then | toss it over the engineer." So, the first
thing you could do is demonstrate a commitment to design. Make yourself out to be someone who cares
about design. Again, not because you just need to fill a box because everyone says you need a designer



for your company to get that teeth, but because you truly care about it, and that already puts you far
ahead of the pack.

AR ERIE:
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(01:02:01) Julie Zhuo
English:

So, what are some ways that you can demonstrate your commitment to design? Well, the first is even if
you don't have a full-time designer, are you working with a good agency, or you have venture capital
funding and you're thinking about what to invest in, are you working with someone on a contract basis
just to build a really wonderful marketing side, or to focus on even the V1 of your product being
something that shows that this is something you want to invest in. Because if you're going to hire
someone, they're going to go check out your website, they're going to look at the stuff, and they're going
to go and make some judgements about whether you seem like the kind of person that's committed to
building a great culture of design at your organization.

FRCERIR:
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(01:02:34) Julie Zhuo
English:

But | think the second is just being somebody who can speak to and align with a lot of the values of
design, and often, what that means is just, again, being really, really people-centric, having good taste,
thinking about what it means to have a design organization. If you don't really understand design, you
don't understand the tools designers use, you don't understand that nomenclature of how designers talk,
if that's foreign, then go do the research. Go and study it. Go and interview designers that work at
companies. Go and try and follow the top designers on Twitter. | mean, just immerse yourself in a bit of
that culture and really get to understand what great designers value, and so, do the research so that you
can... Now you're talking to a designer, you can express that, right? You can speak to them in a common
language. If you say things like, "Oh, we need a designer, but | don't really understand design. That's your
thing. I'm just here to do my..." Whatever, that's not often going to make you stand out against a very
competitive field.

FRSCERIF:
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(01:03:30) Julie Zhuo

English:

Sometimes when you just ask someone to teach you about their domain or discipline and you form a
relationship, that person then maybe sees that you care, maybe has a friend, or maybe later on, they
decide to get... There's already a relationship that you're making with people in the community, and

that's often for long-term. | mean, again, it might not yield you designers right away, but in the long-term,
it pays off because you will be considered a team or a company that really does care.

FRCERIR:
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(01:03:55) Lenny
English:

Amazing. I've sucked up way too much of your time. | need to let you get back to building your company.
Where can folks find you online and maybe reach out if they have questions, and then is there any way
listeners can be useful to you?

FROCENIR:
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(01:04:05) Julie Zhuo
English:

Yes. So, | am active on Twitter and LinkedIn. My handle is @J-O-U-L-E-E on Twitter. | also have a
newsletter, although | haven't actually been as active in it on Substack. It's called The Looking Glass, and
| have a lot of old articles and things on Medium and on Substack as well. Yeah, and | have my book, The
Making of a Manager. So, that's where you can find me online.

FROCENIR:
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(01:04:28) Julie Zhuo

English:



And then you have such a wonderful community, Lenny, and very fortunate to be a subscriber, to have
gleaned a lot of wisdom and knowledge from yourself and all of the amazing guests and the community
that you've developed as well on Substack. So, one of the things, as | mentioned, that we're working on in
our startup is just helping companies be able to use data effectively and be able to access it and make
great decisions. So, if there's anybody who's listening and is a growth PM or works on the data team and
would be excited to have a conversation where | can interview you, learn more about how your company
works, how you guys think about data, and just learn from you, please reach out. DM me on Twitter, my

DMs are open, and | would gladly take up that invitation.
R EIE:
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(01:05:09) Lenny

English:

Is there a website people can go to learn more about what you're building?
FRCERIE:
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(01:05:12) Julie Zhuo
English:

Yes. My product is called Sundial. The website doesn't give you that much. It's fairly high level, but it is

sundial.so.
Fh>CERIE:
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(01:05:18) Lenny
English:

Awesome. We're going to link to that in the show notes. Julie, this was such a treat for me. | so appreciate
you making time for this. Thank you so much.

AR ERIE:
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(01:05:25) Julie Zhuo

English:



This was wonderful. Thank you so much for having me, Lenny.
FEiE:
XAXET, IFBRERBIFH, Lenny,

(01:05:29) Lenny
English:

That was awesome. Thank you for listening. If you enjoy the chat, don't forget to subscribe to the
podcast. You could also learn more at lennyspodcast.com. I'll see you in the next episode.
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