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[00:00:00] [Ken Norton]
English:

Part of what | think is pretty exciting about product management is you are a leader from day one in
product management. There's leadership all over the place, but that's your job. You're a leader. You don't

have any formal authority, but you're a leader. You're expected to lead.

AR ERIE:

FHINAFREEBPFEELSANEN—RE, MBEAZXTTHHE—XE, MME—RBAFE. ARHLELFR
T, EXMEMREIIE. (RE—RARE. BAMLEEMAENNRN, BFMEASE. AMIAERAESN
S1ER.

[00:00:22] [Lenny]
English:

Over his 14-year career at Google. Ken Norton led product teams at built Google Docs, Google Calendar,
Google Maps, and even did a stint at Google Ventures. The products that he's helped craft are now used
by over three billion people.

(00:00:37):

Today Ken is a full-time executive coach specializing at working with product leaders. In our conversation,
we cover the creative versus reactive mindset, why the art of product management is much more
important than the science of product management, how to get over imposter syndrome, the most
common PM blind spots, how to find a coach and how to know if a coach is right for you, and so much
more. | hope that you enjoy this episode with Ken Norton.

FROCERIR:

A 14 EMEREES, Ken Norton SR~ mEPAFTIET Google Docs. Google Calendar. Google
Maps, EZEIXE Google Ventures (BIMNIKE) TIEE—EETE, MS5TEN~RMEREEE 3012
Fo

(00:00:37):

%, Ken B—R2MEEHLE, TIAFRASERMES ERNOMER, HITTET “QER" 5
‘RMET OE. ATAFREENZAZLEHFER. IRRERELSSEE. PMEERNER. MFIFHK
BELUANAIABTBAREERIR, FF. REMRIENXES Ken Norton BIFHiE,

[00:01:05] [Lenny]



English:

If you're setting up your analytics stack but you're not using Amplitude, what are you doing? Amplitude is
the number one most popular analytics solution in the world, used by both big companies like Shopify,
Instacart, and Atlassian, and also most tech startups. Amplitude has everything you need, including a
powerful and fully self-service analytics product, an experimentation platform, and even an integrated
customer data platform to help you understand your users like never before.

(00:01:33):

Give your teams self-service product data to understand your users, drive conversions, and increase
engagement, growth, and revenue. Get your vanity metrics, trust your data, work smarter, and grow your
business. Try Amplitude for free. Just visit amplitude.com to get started.

FROCERIR:

MRIREEBED X (analytics stack) BREFEH Amplitude, FBIRIEEZH4? Amplitude REIkHEZ
B—HEZIDNDHFRRAER, TN Shopify. Instacart # Atlassian EAATEA, HHAZHERIE!
NEIXRA. Amplitude HEMRFIEN—Y], S@iFRaAXERTLEMNS TR, XRTFE, BEERERNEFH
BEE, EMRUBIFIRENARTRAF.

(00:01:33):

PNIRBEIAR BB mEdE, UTHAR. iR HIEMS5E. BRKMBA. S3lERER, SEMR
AUEkdE, EERRAM TR, HARMAILS, %ZFIXA Amplitude, RFEAIR amplitude.com BIR]F45,

[00:01:53] [Lenny]
English:

Have you heard of Lenny's Job Board? Well, if you're hiring or open to a new gig, have | got the site for
you, lennysjobs.com. If you're a hiring manager, sign up and get access to hundreds of hand-curated
people who are open to new opportunities. Thousands of people apply. And | personally review and
accept just 10% of them to be part of this collective. You won't find a better place to hire product
managers and growth people.

(00:02:18):

If you're someone who's looking around for someone new, join the collective. It's free. You can be
anonymous and hide yourself from any company. You can also leave anytime. You'll only hear from
companies that you want to hear from. Check out lennysjobs.com to learn more.

FRCERIR:

RT3 Lenny BYBEEMR (Job Board) M3? MNRMRIEEFEBEREEIHINES, RAMREST —Rh:

lennysjobs.com, INRIFEIRIEEIE, FMEEIEMIFEREIALRIE. EEIFHRFNESNAA. BT
ERIARIE, MENARBEZHEZTHED 10% HAMANXNATE, FERFRIEEX BT RIBEE = M
BRIERAT T,

(00:02:18):

MRRETE IS, WEMAXPTATEFE. EBRERN, RAIURSERHAMNEMATREE . R7
LABERSIR o RRZWEIRBHEBIIATIBER. 18 lennysjobs.com TRREZER.

[00:02:38] [Lenny]



English:

Welcome to the podcast, Ken. | am so honored to have you here. You're such a legend of product
managers and product management circles. Your writing has had so much influence on so many people,
including myself. If nothing else, you've led to many donuts being purchased by tech companies over the

years. So thanks for being here.
R EE:

MK EHER, Keno IFEREREBIBIR. REFMIEN~RmERRNEFTAY. FUXENEERERN
WEABEET ERNFM, BMERRAE, XEERMBEERHRABMET KREMIHEHE. P, B§R
AYER,

[00:02:58] [Ken Norton]
English:

Thank you and thanks for having me. The feeling's mutual. Obviously a big fan of your work and all the
things you've done for the community and this podcast, which has been fantastic. So humbled and
excited to be here. Yes, | do think that I'm at least maybe partially responsible for at least a lot of
consumption of donuts over these years.

FROCERIR:

BHgHR, WEHEIREVEIE. HREER. B, RRMERNANL, BIFEMRIRALXFRMMEI—TI UK
X MEEER. ERIXERRIRREBLRME. B8, RUINNIXEERMBENKERRE, REDE
A—EB D RE,

[00:03:18] [Lenny]

English:

Are you tired of people asking you about donuts?
FRERIE:

REREAEZRIIRX FERHEHBRED?

[00:03:21] [Ken Norton]
English:

I'll never get tired of it. Well, back when we met with people in person, people would bring me donuts,
and | never got tired of it, nor did any of the people that | worked with who got to eat those donuts get

tired of it. So, no, no, I'll never get tired of donuts.
FhaCERIE:

BKIERERE. URIRMNETRERN, AMISLIHEHHE, TMTRE, ME—RIIERARLIZEITHEHE
BABMERRE. FEL &, &, BKIEFSREHEEE.

[00:03:37] [Lenny]

English:



Someone on Twitter asked what's a digital equivalent of bringing the donuts now that we're in a remote
world. Do you have any advice on that?

RS ERIE:
#F A AR, BANMERTEDLNA, “HHIHE WRECSENRM4? (R EAEINE?

[00:03:45] [Ken Norton]
English:

That's a great question. I'm not even sure if the physical equivalent of donuts is donuts. | mean when |
came up with that, | think it was really to be a metaphor around being a servant leader, bringing whatever
needs to be done, filling the white space, filling the gaps, whatever needed to happen. So it doesn't
always have to be donuts.

(00:04:07):

| did put that question out to some of the readers in my newsletter a while ago, maybe earlier in the
pandemic, and got a lot of really interesting ideas. Maybe that was at a place where people had a little bit
more patience for happy hours over Zoom and stuff like that. Maybe that patient set is worn out. The idea
that | love the most was actual donuts. There was a PM who got DoorDash codes and found the best local
donut place for each of the people on the team and basically sent them a code and said, "Click here and
order the donuts to come to your house whenever you want them." So maybe at least partially the digital
equivalent of donuts might be actual donuts.

AR ERIE:

XE—NFRE. REEFHEHMBENYESNIRSHEHHESS, HPHERE, SRREXMER
B, EXFEER—IXRTF “UMARAT” (servant leader) IR —EMERMFTEMMER, HIMTH, K
#NERE, TFBEREMN 4. FILEHRERYIZEHHE.

(00:04:07):

RAH, FIREREARITIH, HENSZSBAPERERE TXNE, HRETRZABNRRE. BIFIRE
RANIXF Zoom ERISKRESFE (happy hours) ZENEBEEERMD, WEAREZHERT., REERHR
FHILRZHIEWEHEE, B PM WX T DoorDash £, HAREAFRNE N AKET SR IFAIEH
HERE, AREGMIN—IAER: “REXE, BRTWHEEZERIRR" L, BIFHHBRNSFEEN
YIERMIZE IR R HIEREHEREL

[00:04:40] [Lenny]
English:

Decentralized donuts.
FRCEIE:
EFROEEREREL

[00:04:42] [Ken Norton]
English:

Decentralized donuts, on the blockchain.



AR ERIE:
EFCMLEREHE, EXREE L,

[00:04:46] [Lenny]
English:

Oh boy, let's not go there.

R EE:

WRRIE, FHATEZHEABDT o

[00:04:48] [Ken Norton]
English:

| don't know what that is.

R EE:
BEETMEIZET 40

[00:04:50] [Lenny]
English:

So | was perusing your career path ahead of this chat. You had this pretty wild career. You were an
engineer initially, and then you were CTO at a part of NBC. Then you're a founder. Then you spent 14
years at Google working on products that folks may have heard of, like Google Docs and Google Calendar
and Google Maps. You've also done a bunch of writing. Then more recently, you've become a full-time
executive coach focusing on product people.

(00:05:17):

| have so many questions I'd love to ask you about your career and learnings along the way, and the
writing. But I'd actually like to spend most of our time talking about the coaching and things that you've
learned through that experience. And so, | have a couple questions just off the bat. What does an
executive coach actually do? What kinds of things are you helping people with? What does a session look
like? Then, two, just how did you decide you wanted to be a coach full time after leaving Google?

FRCERIR:

EXRMRZHT, FIFARRTIRNERLEREZ, MRV ERSER, MRV —2 IR, AFEET
NBC FE T EBIIHY CTO, EEMAT —ZelEA. MEMREAREIT 145, 57T AKEAREN~m,
9 Google Docs. Google Calendar #1 Google Maps., fFIEETRZXE, wi, AT —RLIEREEH
%, TATHSTRAT

(00:05:17):

KFORBERWAERE, —RERNBREUREE, HERZEEER, BRHKFF BB BB EERICHLE
TRURIREIXBREHFRNARA L. FrLL, HELMNIRWLBRE, SEHELR LM AR? (RER
EMLAEERIRIAN? —RHESIRERMAERN? £, RENFAEESA NG LIRMELRN?



[00:05:40] [Ken Norton]
English:

Yeah, that's a great question. | think coaching does mean a lot of different things. | mean it depends on
who you talk to. It is a little bit of who you are, your style, your approach. Some people are calling
themselves coaches, doing more mentoring, more advice. Other people are maybe more like me, more
peer coaching.

(00:06:01):

To me, | see executive coaching as a partnership or creative partnership. It's all about helping my client
reach their goals, their potential, whatever that means to them. So an important thing about coaching is
the definition of success does belong to the client. | don't have an agenda. | don't have a set of things I'm
trying to share, teach, learn. It really is fundamentally up to them, which means every client is completely
different. They have different sense of where they want to go. Different barriers that might be standing in
their way.

(00:06:35):

My coaching practice, | coach the whole person. So there is no restriction on what we might talk on, what
we might work on together. It's not limited to product. It's not even limited to work or even leadership.
It's wherever they want to go, whatever change, transformation means to them.

(00:06:52):

As coaches, we bring a bunch of tools to the conversation. The most important ones, honestly, are
probably listening and curiosity, intuition, open-mindedness, really there to help challenge them to see
things in different ways, help them tap into their imagination, figure out when there might be underlying
beliefs, help them connect dots that need to be connected, help them disconnect things that feel

connected. There's a lot of exploration to it.
(00:07:20):

It's very jazz-like. My love of jazz has been shared before, but there is an improvisation to it. What
coaching is really powerful is you may not necessarily know where you're going when you start and you
follow wherever there is meaning and change for that individual, wherever is they want to go.

(00:07:38):

The question around what brought me into it was actually interesting. I, honestly working with my own
executive coach, started to figure out what it is that mattered to me, what | liked, what my values were,
what my purpose was, started to unpack that | love deeply connecting with people and I love helping
people change and grow.

(00:08:01):

The moments when | had the opportunity to do that as a manager, as a product leader were the most
fulfilling parts of my career. And so, | started to unpack that and figure out what would it look like if that
was what | did.

(00:08:15):

The other part of the journey was, for several years at Google, | worked at GV. It's Google Ventures,
Google's venture capital arm. | had the opportunity to work with founders and product leaders in the
portfolio. | started to simultaneously recognize the shortcomings of giving advice, because it seemed like,
well, | can meet with these folks, | could tell them what I did, | could tell them what Google did, and that'll
answer all their questions.



(00:08:41):

You start to realize advice is not as powerful as you might think it is. It's a little bit like cotton candy.
Doesn't have a lot of nutrition. You get a nice sugar high. You feel great, both sides feel happy, but then a

couple weeks later, a couple months later, nothing's really changed.
(00:08:57):

That's because it doesn't often confront the real problem. It often isn't relevant. Like what worked for us
at Google may not have worked anywhere else. It may not even have worked at Google for all | know. |
feel like there were years at Google where all we were doing was making things worse by showing up and
we should just all have gone sat on a beach somewhere, and the company would've grown even faster. So

who knows?
(00:09:20):

I mean so it was these just twin pillars of wanting to figure out where | could do what | like the most, and
then also recognizing that where growth comes from is less around advice and telling people what to do
and more about helping them figure out their own path, their own way. Then that ultimately you brought
me into, hey, | want to do this full time, and that's what I've been doing ever since.

AR ERIE:

20, XE—MRIFMRE, FKIAA B (coaching) HLERERZFARMNEAA, XEUATIRAMIERXK,
XE—EERELBRTHRZE. MHUXEIERNEE. BLEABMAHKE, EMNERELZNSIHIF
(mentoring) FiRMHEIN. HMARTEEGEK, MNRELHEHHL (peer coaching),

(00:06:01):

MEHKR, BRBERFAN—FUFXATEIEERAHEXRR. ENROEHEEIHRNE R LIMITRIBIR.
SHRMMNNED, TEXWNMWIIBHEETL. MIUBAETEPREEN—KRE, RPHNEXNBETFEF. BEK
BgHINE, FRE—EBENE. ZRAFINFRA. XMRELEURTI], XIERESIEPEHZET
2AREN. WA AERRNER, EIRFIERHEERER.

(00:06:35):

ERNBALEAR, KESHE “TEMA” (whole person), FIUEITHKIEHNAR. HEBNINAEESERE
mRE. ERRT™m, BEERRFTIEIATN. EXFMITEENEMMT, URIEMZREMIIERK
Eft4e

(00:06:52):

ERELR, BATAMEFTRT —RIITR, ELH, KREBMFAEREMA. FEo. ERMABRNOS, HIE
EREMNUFRNARNETEY), FBEHNEERER], RHAREENETES, BHIERFTEER
MR, HEMHAPLERETEEEELANRENSEY, XEFERSRRNIIE.

(00:07:20):

XEBEBE LR BRUADEIHNBLRIAE, BETEE TS, BEEERKAMSET, R
FaRROAEEEMRE, (RRZREXNANABBXMNEFHHRIAZRITT, REEMITEERMS,

(00:07:38):

XFRAAURTHEANZINMTLN, XELREB, ELH, BEISHRECHSERSGSE, RFGBFEEM
AWBRERE, RENRAA, RNNERZHA, HHEREF4. HFBER, HKRAESABRIDRENEKR,
BARE TN IEREM A

(00:08:01):



HRENZE. FAFRASEENZZEFME, BRRRWEEPEERMBRNRZ,, T2, HFBRE,
NRXUBRNLIRIE, BEEHTAHFTF.

(00:08:15):

XEIIEN S —E0 R, ERRMLEER, HEGV (BHINR) ITF. HENESRAASFHIEIBAN~R
NGFEGE. FFBENEIRE “REEN BRRY. BAEEKR, ZAIUMXEALRE, SFMHEI1NRHT
fta, FFMIARET 4, XFEELRZEIIFIERIER,

(00:08:41):

BrFRRIRE, BNHAFTRMRERNBAREKR. EEREGRENE, REZLVESR. MITEEHNMEA
=, BRUERE, WAHEFC, BILASVMARE, tAafEEEENE,

(00:08:57):

BERANENEESEERRENRE, MEFFEAEX, thNFESRNENBUNGZE, FEEHMERMSE
BEEBIT @, BEFTHA, EEEESTRABERL—BEENR. BRSESTNELEMNE, BITFAMHN—TIR
TBIUERTEEE, NRKNBEBHRLE, REURSLKREER, EMNER?

(00:09:20):

FREL, ERXANXE——AERFEREBEITUMBRRENRNE, F—AERIREMKYRRAETE
WHHFANAZMA 2, METFEBMIHREIBECHER. XRZULTRE: TR, HELRAMXGE" M
UEFHEM—EMNEXI T (F,

[00:09:46] [Lenny]
English:

When do you find people come to you to get advice and coaching? What kind of clients do you find you

end up working with?
R EE:
MEMMNTEEEHARHESFKILRFIRENNEHS? TREASENBEHAENEF?

[00:09:53] [Ken Norton]
English:

That's a great question. Generally speaking, | work with senior product leaders, however you want to
define that. Typically, these are chief product officers, VPs of product at startups, largely director level
and above at bigger tech companies, some CEOs, other C-level execs in there. | think really anyone that
considers themselves in a product leadership role.

(00:10:15):

Often they come to me because there's a career milestone or a crossroads, and it could be that they now
find themselves in the position of being a CPO for the first time. Maybe there's a new industry change, or
they've gone from a big company to a startup and a have this sense of what got me here isn't going to get
me there. That's oftentimes when they reach out for coaching.

(00:10:41):

I think my clients are also very introspective and surrounded by great mentors and advisors and have all
sorts of people in their life who can help them, but are realizing that a lot of the work is going to be



internal work that's going to get them to the next level. And so, this transformation is going to be just as
much what | need to do as who | am. That's often when people come to me.

AR ERIE:

XE2—NFE, BHERE, BRNASENRERARTRMNEE, TIRIMEAENXMNM, BFE, tIEREE
e (CPO). #MRIATIMN~REISE (VP of Product), EALATIEEZ S (Director) U E, FE—
Lt CEO MEM CEAEE, BINAFEMIANBESATF=RNSERMUNARLERNEERTF,

(00:10:15):

BEANRELER BRI TR BRRME+FRO. AJREEMi1E—XIEE CPO; AIRERITULAETHE
b, HEMNMRABBER THEI AR, HEET M “TERIUERMINNEE, TEFHRERKRK B
o XEEEMITRELFHSHIEHE,

(00:10:41):

HANANBENEFPBEBETRE, tMFEESENFHNSIMMEBR, EEPHEZMETUEMMBIINA. B
iIRIRE, BRET—MRR, REIMERRE “WELIF . IMERERNXTF “HEEMHAL” , EXF
TR o XEERANTRIIHIEI R,

[00:11:08] [Lenny]
English:

You said that the way you coach is about the whole person. I'm curious ... | don't know if there's an
answer to this, but when people come to get help and coaching, how much of their blocks, | guess, are
rooted in their regular life versus skills, technical skills, and more like the PME, product leadership side, if
that makes sense?

FROCERIR:

RIIRABAL R “TERIA” (whole person), FiREFE - RFAMEXEEEMAESLE, BHAL]
KFREBNFFE, MNOERESOERETEHELERE, XEZVERETRE. KRED, HEERR
F@mdass (PMkSs) AERY?

[00:11:31] [Ken Norton]
English:

Yeah, | think ... Well, let me maybe try to illustrate this with an example from my life right now. Indulge
me, I'm going to go a little bit left field here, but | promise [inaudible 00:11:45].

FROCERIR:

2HY, FAR- B, URHEARAEEETPHN—IMIFREAZX—<. BFEE—T, HBR—ITHHER
BHEAESE, BRMAIE- (FARE) o

[00:11:45] [Lenny]
English:
Let's do it.

AR ERIE:



FHIAE,

[00:11:46] [Ken Norton]
English:

So we are teaching our 16-year-old son how to drive. So he just got his driver's permit. Do you remember
when you learned how to drive, Lenny?

FROCERIR:
BIETEH 16 1) L FHZE. NZEFSRIFANE, Lenny, {RIRIZSRFHENEHED?

[00:11:56] [Lenny]
English:
I do. Yup.
FRCEIE:

1818, B

[00:11:58] [Ken Norton]

English:

Yeah. Yeah. So it's scary. | don't know if you know how your parents might have felt, but-
R EE:

B0, BRIFA. BAMEREE TRIFRBENNER, BR—

[00:12:04] [Lenny]
English:

Nope, [inaudible 00:12:06].
FRCEIE:

TR, (AFRB).

[00:12:06] [Ken Norton]
English:

... [inaudible 00:12:06] on the other side of it. It's a whole new journey. Look, he's a smart kid. He's going
to do great. But it helped me actually think back to when | learned how to drive. Actually, what | think is
maybe a little bit more important here is before you learn to drive. And so, if you think about it as a ...
When you're a kid, cars just go places. You get strapped in and you just wait and you get impatient. Then
eventually you go somewhere. You're not even consciously aware of the concept of driving. Just cars just
happen and you're not even aware of it.

(00:12:41):



As you get a little bit older, you start to become curious. You start to figure out, oh, that wheel has
something to do with it. You turn the wheel. Maybe you start to understand there's pedals. But it also just
seems really simple. Just like you get in the car and you drive it and you go somewhere. Maybe as you get
older, you end up maybe even being a little bit of a smart Alec about how easy it looks and you start
talking to your parents about, like, "It doesn't look hard. | can do this."

(00:13:07):

Now suddenly you're behind the wheel of the car. This is what my son is doing. Wow. Is it different than
you thought it was going to be? Is it way more complicated? You have to remember check your mirrors.
You've got to look before you turn. You didn't even know what that sign meant. You didn't know what
those stripes meant. It is just overloading with complication and your internal mindset for confronting
this challenge is not going to suit you the way you used to approach the world.

(00:13:44):

Maybe to put it in product leadership, product terms, everyone around you has got some real pithy advice
about the things you're forgetting to do. It's like, "Hey, don't forget to check your mirror." Everyone's got
a framework. It's like, "Ah, do you know about the 10:00 and 2:00 framework?" "Wait, what's the 10:00
and 2:00 framework?" "Oh, you just put your left hand on the 10:00, your right hand on the 2:00. That's
the only thing you're missing. Here's a great medium post about that." Then you're like, "This is a
problem is | have not adapted to the complexity of the world around me."

(00:14:19):

And so, there is this sense that what is interesting about driving is the world hasn't gotten any more
complex. Driving's always been driving. But now your place in the world has shifted such that the internal
meaning-making and self-complexity that is required requires a complete reboot of the internal operating
system in order to allow you to thrive there.

(00:14:41):

And so, when you talk about this question of how much of this is skills, how much of this is tactics, how
much of this is learning versus how much is internal growth, the answer is it's both, but the shift that is
required is very much around how your inner self can make meaning and respond to the demands of the
world around you so that you can succeed and thrive in this mindset shift that happens.

(00:15:09):

The skills matter, but by this point, you're beyond the place where you've learned the skills. There's
mastering the skills, but there is this sense of what developmental psychologists call self-complexity, the
ability to respond and adapt to that.

(00:15:24):

And so, | think we go through a lot of those shifts in our career. The driving example is simple. Actually,
probably too simple, because the world is actually getting more complex for those of us that work in
product. | mean every day something changes. It forces us to respond and adapt. So there aren't even
rules of the road in product.

(00:15:42):

But | think this is what we're talking about, this question of the internal operating system | develop my
ability to restructure it such that | can succeed given the demands that have been placed upon me.

AR ERIE:



------ (FRE) TR L. XB—P2HHRE, 5, MENRBENETF, thEMigRF. EXHEiLEE
BEFZRFAENIR, KfrL, WANAXEEFEEN—KRE “FRAEZR . ORE—E- SREET
ZFE, EREHRER MG, MAFREH, FF, ERFAMM, ARRXIABNM. (REELARIR
B BR XMR. EREAIETT, MEERAR,

(00:12:41):

YIRKKR—=, RFIRFE. (RABRER, B, BTARENEREX. REsiAERE. WiFRARERTEE
BiR. BEBERNAFBEERE, MEIRLE, FE, ARFEE MM, BIFHEFREK, MEEZBF
BN SXEERRES, MEWRXEHR: “XEERRIXE, FKEET.”

(00:13:07):

WE, RRALETBEREL, XMEH) L FETLHN. H, XMFBN—HE? BEFABERRFSE? RBMA
ERNERMR. REMASTME. FEEFNERMISEHFAER, FTHERPLERATHREF2. EnM
iHfrEBafE, REENNHRNOSEEFTBERTX LT .

(00:13:44):

MRBFERASNHT@mAERG, FEAENS T ABRLMR—LEHENEN, SFFTIEMEIER. .
‘B, ISTERUER.” 8TAFHE—MEZR, tbal: “B, (RENE ‘10 =M 2 =" HEZRS? ” “FF, 4
210 =0 2 RAESR? 7 “HK, MRBEFHE 10 [R¥IMIE, AFHE 2 RHIE. XM2ME—RIN. XEB
BE—REXTFXIMHIMSE Medium XE,” RRMEHERF: “BEET, ROBEENFEHERHNERE”

(00:14:19):

Frll, X FEREBN—RZE, HAHLELTHEEER, ER—ENMEEW, BNEMREERPNUELRET
B, UETHENATEEXMENBERERTENAERERAHITIRER, AEILIRERBEE LK
Ko

(00:14:41):

FRLL, SREEEZLVEKE. BZORER. BZLEFY, MEZLIRAERKE, EXEMERME
Zo EFFEMNEREEIRETIRNATERMNAEEEN, HAWNEEERNERBE RN, MMILREXFOS
HRTPRERIIL R,

(00:15:09):

REEREE, BEX—F, (RELBHET RAFIRENMEKR. BATERENGEH, EESHELKROES
KFABH “BERERM (self-complexity) , BIRZIFIERLXFHE ZMHIBES .

(00:15:24):

HIANBNERVEEFRLHRSXFERET, SRHFFRESR, LRELEARKEET, HANFRITX
EMNEFRIENARR, HRLFEEEFEREER, 5—XREELERL, BERINREREZANAZ, 7
P, BEERBMEN ERN” .

(00:15:42):

BRUNAZRERNEINICH: XTAERERENRE, HIEFTEWENEED, UETENHEMTRNFE
RESBETSERIF AT,

[00:15:57] [Lenny]
English:

What an amazing analogy. Totally hits home in a good and bad way. It's a really good segue to something
| wanted to chat about, something that we talked about before the recording, which is what you're



finding to be one of the bigger unlocks for your clients. It's also a concept that you've been spending a lot
of time refining and you're finding is helping people shift, and specifically shift their leadership mindset.
And so, I'd love to just hear you talk through your thinking there.

AR ERIE:

BB, TIEMFERITFNATEE, BULARRSR, XREFMS|IHTHREWHIER, BMERINER
FRRER, RANMNEANZEFHTREARBIXERZ — ZBE—NMRETRSHEITENHS, REHN
EEAREBAMNKREE, FRASNOSHEE. L, FREAIFMREXSENES,

[00:16:24] [Ken Norton]
English:

Yeah, it does sort lead into this. Maybe another analogy that might work for your listeners, if you think
about product management, your career arc and where you are challenged from a mindset perspective,
in some ways it does feel like the early part of your career. You're learning to play a video game. Hopefully
there's a tutorial. Your first job is learning the ropes, somebody's teaching you. You maybe have
managers that are giving you simple little missions that you can succeed at and if you fail, the
consequences aren't bad.

(00:17:03):

It does feel like a little bit ... And | felt this way, and | talked to a lot of people earlier in their career. It does
feel like you're trying to learn the rules of the game, trying to figure out the physics. You want to run up
the score.

(00:17:15):

You get better at playing the game. You fail, but you start to develop some confidence that when you fail,
you'll learn from it. You'll get better. You get really good at the game. You get promoted, you get rewarded,
you unlock new levels, teach other people how to play the game. You start to feel really awesome about

yourself.
(00:17:32):

But then suddenly you're put in a place where you realize that the rules of the game aren't so black and
white. Maybe there's a long delay now between when you get to see what you did and the score of it.
Things start to behave in unexpected ways. The physics start to get weird. You're on a level where you're
floating. | don't know what the right metaphor is here.

(00:17:52):

But you start to recognize that there's been this huge change. The most frightening part about it is you
look around and everyone is looking at you like you're the designer of the game, and you thought you
were playing. That's often what it feels like when you move into a leadership role, to come back to this
sense of what got me here is not going to get me there.

(00:18:17):

| work with a lot of leaders and sometimes that's come with a pretty significant cost, this juxtaposition,
maybe your happiness, your health, your marriage. There's been this existential crisis of | don't know if |
love this anymore. Maybe it leads to burnout. Maybe it's not even that dire. It's just a sense of, well, I'm
looking around and | need to be something. | need to unlock something else to continue on this path.
There is a sense of stuckness that comes from that.

(00:18:45):



What I've come to realize is this is the precipice of, | think, this pretty fundamental concept in leadership.
I'm not the originator of this, so this has come up again and again and again. It's not new. It's going to
sound familiar. It's like the flood myth from Gilgamesh showing up in all this oral histories of the world.
It's not new.

(00:19:10):

Conscious Leadership Group, an organization that I'm big fan of, they call it above the line versus below
the line. Brene Brown calls it daring versus armored leadership, sage versus warrior. Even in the world of
sports, there's playing to win versus playing not to lose. It's this concept that's come up again and again.
Leadership Circle calls it creative versus reactive, and that's the term I'm going to use. | like that.

(00:19:35):

Here's the distinction. Very simple. Are you responding to the world from a place of fear, where you see
problems and threats, you want to be right, you want to be liked, you're defensive as an inward approach,
or are you responding to the world from a place of openness, possibility, curiosity, passion, growth,
purpose? Very simple concept. Pretty much everyone understands what | mean. It makes sense.

(00:20:11):

Everyone also then immediately says a couple of different things. "That sounds amazing. I'd rather have
that," or, "Here are moments when I've felt that," but that's usually followed up by a couple of questions.
"I don't know if that works. It doesn't sound very effective. Is it possible?" Then how do you that?

(00:20:38):

The effective part is actually a question we can answer, which is, yes, it is more effective. Bob Anderson,
Bill Adams are two management scientists who've written extensively, done a whole bunch of research,
and they have looked at every possible dimension you can imagine of success, both leadership capability,
they've looked at revenue, brand, profitability, everything, and it's shown, yes, this creative form of
leadership is in every possible way positively correlated with success and reactive leadership is negatively
correlated. So, yes, it works yet.

(00:21:17):

Yet, according to their research, some 75% of leaders are primarily operating reactively. So most leaders
are operating from a place of fear, reacting, seeing problems, and threats. That's because that other
question of how do you do it is such a hard one to answer. It's not an easy thing that you flip the switch of.
It goes back to this notion of redesigning that internal operating system, so how you confront the world,
what underlying belief systems and assumptions you have that are causing you to operate from that
place.

FROCERIR:

R0, KWK3IMT XK, ES—PEEMREIRALEN: NRIFBESRER. (RORIILLRIT
OB LEIROE, EXMREL, RIESHRTEEGRETETIN. FENRDEHIE. MOF—
BIFREIREY, BARIN. FEREEEAT—LHRNIMES, FTURHRR, BEEKT, B2
HFEE,

(00:17:03):

XWEREE R HURBEIMRET, HEMRSATFRUEEZRHAID. BEMGIRESNFESRE
N, HEFERBYIEER. (FERSD.

(00:17:15):



RERFERBBRIX NN REXK, BIRFIBEILELD, HERVERFERA, fIER[EH. X
REEREXNEYR. RREEA, FEIRE, BIFXFE, BRIANEAT. RAENECSREIFEE.

(00:17:32):

BZR5A0E], fREET—NMEM, MRIRFFENAMNAEZIEERNBN. BIFNERRNSEENERIES ZiE
BRKMIER, EEABURBARINARRI,. MEBEERABRTEFR. MATF—EFHNXFR. BTRE
XEHEENERZEN 4.

(00:17:52):

BIRFEEIREIAET EANZN. &AIENEDZE, MHABNE, RIS TAMEER, FRIFA X1
E RIHmT , MIRREUNBERED ‘TR . SRHENASKUN, BERSXMEI, OE 7 AR
“TERILFEMINNEYR, TEFHEREKRK" BT,

(00:18:17):

HEWSZMTESE, BNIMETEHEEERNAN —XMHERREZMMIER. R, 8. SHN
—MEEEXEN:. “BINERZSEAREZEXD.” HIFXSSBRUES. BIFLBArE, R
B “HNEEE, ZRFERAEEC. REFEENEMRAAREXFR EETE” BILFET M W
HfE" RS

(00:18:45):

HAERIRE, XRASNF—TIFEELHSHNLG. HARXMEZHERLE, EW—AX—RIER.
EHTHE, INERZBAE. MESRMEAHKSIEENEHRFAENORAEF—1F, EHTHE,

(00:19:10):

KIEBHEN—NEL “BiRMSFH/NA” (Conscious Leadership Group) #izH “4&E” 5 “&7F”

(above the line versus below the line) s Brene Brown iz “BEE” 5 “KRRE” Hi8hH, d&EZ ‘S
5 ‘Bt . BEEEHARER, 8B “NTRMA” 5 ‘AT REmME” WX, XMES—EHIL, A%
71 F (Leadership Circle) #zR “BIiEHR” (creative) 5 “RIE!” (reactive), BHIGFEAXHNARIE,
HERXF N,

(00:19:35):

X3RESE: REHTERMMN HRMERNMG? EXMREST, (REZINEREMERD, (FEIERE X
By, fRERER, FRRESNEMEMERN. E2Y, REMAM. AIsEE. Fard. BB, KMBIRNA
ExttRtRE? SRRES, LFETABEREENER. XREZE.

(00:20:11):

BSPANEIUERHLERENE: “PIMERKET, RTRERM,” &, “TEENZIHEIBMHZ
B.” BEEERZRESE/LNENE: “BRANEMREEER. WERFRSH. XAJgEMP? * Uk, “%E4
i

(00:20:38):

‘B BOEMFRLER—NENMNATUBRZENRD, ERZE: W, EEEX. Bob Anderson I Bill Addams
ERAEERER, MBS TAREZEHMT KEMR. MITAR TIIRERBRINRIINEG —NMEE, B3
MSEES. BN, M. BAENLE, ERER, 20, XT “0hER” MSHES—rlENEE LBSM
IN2IEMEX, M “RNEE” ASAVNRHEX. L, 28, ERIER.

(00:21:17):

PAMD, RIBMAIBIEAR, £975% MASEXRL “RNE" RAEF. UMENR, AZHATERTLEPIE
5, RN, BEEREMED. XERASZ—NEE— “OEHE" —XEEET. XFABKRE—NFF



KB4 R, XEETERMQITATRERFNEE: ROAENHES, MEETAFNBEEIRANR
1%, SBURMBT (REZE) IEHA,

[00:21:55] [Lenny]
English:

Can | ask you a quick question? Just to clarify the two sides, what's a sign that you're in the reactive side
of things? | think one thing you said is you're worrying a lot about how people think about you and make
sure that they like you. Is there anything else that's going to tell a listener, "Oh, maybe I'm falling into this

trap"?
FRERIE:

FEER— M ERAREG? AT EBXRNAE, &F “RNE" KSHTREMFA? HBMREEN—RZE,
RRIEBEOINANEALAER, HFREMIIERER. EEFAEMTRESIFIAAR: B, BIFRERENXE
B 2

[00:22:13] [Ken Norton]
English:

Yeah, you've nailed it, which is that fear, like operating from a place of anxiety. There are different ways,
depending on our mindsets, our approaches. | like the word postures because it seems to click different
ways that we retreat into this reactive mode. Fear and anxiety is the way. That's how you know. You're just
like, "Ugh, I'm below the line." I'm just like I'm seeing problems. I'm seeing threats.

(00:22:43):

Our brains are hardwired to do that, so it's not like that's wrong. These are brains that learn to do that, |
don't know, on the tundra being chased by wild animals. So this is our normal way of being. There might
be different desires and needs that force you to operate that way. We think there's really three of these
postures.

(00:23:11):

Anybody is probably more than one of them, so this is not pathologizing. This isn't putting you in a box.
But probably one of these will resonate more than the others. Wanting to be approved, wanting to be
loved, wanting other people to like you. This was me in my early part of my career.

AR ERIE:

2, fRIMVETER, BMESLIE, NERERRETEF REHNNVOSHNGZE, BEFENEKRRASGH.
HEW “EBE” (postures) XMF, EANEMFRERAHENNEEZIXMRMNEXANFESR. BIEMEELE
XA XMEMRFIMNG X MMRHER[F: 08, HE AT 7. HRBETRE, BE7TEMD.

(00:22:43):

BT ARRMRER X, FAIUXHAFABRZFMEEN. XEANEEE R LETFEDETRFIXIF
B8, FRAXBEHNNES. AREARNREMTREEMUAZIMEGNIEF. FMVAAETERS ZMXFH

“ﬁlj&g” o
(00:23:11):

ERARTEEERAEREHER—M, FAIUXFEEDERR, BAZRIRIAR, EEF—MAgESEEMAIERE
SRR, B—ME: BEWMIAR, BERE, BENAERM. XptEIEREERRHIEF.



[00:23:28] [Lenny]
English:

Same.

A EIE:

Hb—.

[00:23:29] [Ken Norton]
English:

Yeah. So you're kind of like the heart type. It's sometimes called move toward other people. A lot of that
came from my environment. | was coming up with product management. No one necessarily knew what
the job even was. | had no authority and most people could just ignore me if they wanted to. And so, | had
to meet other people's expectations, please them, want to be accepted by them, seek their approval. It
was this what we call a complying approach.

(00:23:58):

Here, this is why this is so vexing is it actually worked really well. It was pretty effective. Other people
liked working with me. | listened to them and | considered everyone's needs and made sure everyone felt
heard. But there came a point where | gave away so much power that it was hurting me when it came to

purpose and execution and decisiveness.
(00:24:22):

And so, again, these aren't bad. There's usually underlying tendencies that are very good. It just starts to

have a cost as you become more senior. It's like the gears start to grind to a halt a little bit.
(00:24:35):

Another way is more of a needing to be right head type, protecting one's own ideas, sometimes called a
move away from type, distance, arrogance, criticism, retreating into your own ideas and head. Then the
other will not be a surprise, is the more controlling, my way or the highway, autocratic will move against
wanting to win, wanting to be number one, wanting to excel, wanting dominance, wanting control, this
would be another tendency.

(00:25:10):

Often one of those feels natural to you and another one feels just so incredibly distasteful that you can't
imagine possibly operating that way. This goes into the underlying beliefs part. If you had told me early in
my career, when you saw me being passive and people-pleasing like that, "You've just got to stop caring
what other people think, Ken. You've got to be more pushy."

(00:25:41):

People did say that to me. That was pretty common probably in my performance review. It was very
common. Even people who worked for me were like, "You need to push back." My only archetype for
doing that was the autocratic, controlling type. | was like, "I don't want to be like that. That guy's a jerk.
That's a fascist. | don't want to be a fascist. | do care about other people."

(00:26:04):



And so, many of our examples and archetypes are these equally ineffective reactive ways of being. And so,
no wonder | didn't want to be like that, because that's also not very effective either. But there was a sense
for me of redefining ... This is where coaching is powerful is this what are the underlying assumptions and
beliefs that you have that are causing you to fall back on some of these fundamental ways of operating
and not let go of them?

(00:26:35):

Because the answer for me wasn't stop caring about other people. | wasn't going to do that. That's a
value of mine. It's part of who | am. But take the caring about other people, the empathy, the connection,
and direct it in a more creative way where you're operating now from a place of purpose and vision and
not reacting and protecting and defending and wanting to be.

(00:26:56):

For me, the key to that was letting go of needing to be liked and redefining it as an admiration that takes
place over time. So rather than | want to leave this room with everyone liking me, | started to realize |
want to be the type of leader where, a decade later, people say, "I would work with that guy again in a
heartbeat." That was part of the unlock for me.

(00:27:25):

Again, | care about other people. That's a natural gift that underlines it. But it's a redefinition of how that
serves me, if that makes sense.

AR ERIE:

=H, FTURERE “BRE” . BNXEEN ‘AttAFER” . XEAREE LRTERIFR, ERFRS™
mBIEN, EEZANEXG TEIREMA AN, HEEIRN, MRINABNIE, KSHAHATUTLARE.
FRLL, HATUHERIABRAE, B, BEWHMI1ES, FRMIIBIAT. XMEBENTFTIRE “IRMEL”
Tk

(00:23:58):

EMBAFARXBRIUEAETR —EANELRGFLBRRE. EIEEER. FIAZSRMZ—RIF. HMRH],
ZESMANER, BREDAEBBERMT. B2TEMMER, HLHTARSHNG, UETEIREMT.
RITHIRETERY, EFEHEEIH.

(00:24:22):

FRiL, BREE, XEHAR, BESEHEFEEHFNIR. REBEMREFEMRZR, eABE=ERXN. &
BRSRFIRER =T,

(00:24:35):

S—MArXEERE ‘BRI B “UIHIEHR , FRIFECHEE, BRENRN TR —F®RIFEE. #
g, T, BEIESHEENKNF, F=MARBAZREEIIN, EFA “FHIE” B “RIFFAYFL
RE , BN “Wini” —BER, BEMAE—, BEEH, BEXS, HEEH. XS —Mm
Mo

(00:25:10):

BEEF-—MFILMEF/REA, M —MULMERIFERE, UETMRLTEFERESIBIFEE. XPK
ATREESHED . MRAFERIRUVEERE, BRRPERDAINIFAIAITRG:  “Ken, (FFELEER
AMANEE, (MFERE—R."

(00:25:41):



BEBE AN AR T, XERNSHITHERREL. EEARITENABSE: “REERE.” BRLM
—HRERERERIMRE. EHEOA. TR BAETAIE. BREBNEER, B 1EAH. HAE
HIAPRHT, FIASEROAIAL”

(00:26:04):
FREL, EMFZEFENRRELEXERFERYD “RNE" £FHFR. EERTETHIE, BABEER

KEM. BXHFKH, XBEFEREN - XMEBHRGTENBRAZL: FEBLEBENRRMES, SH
fRREEXEREARRITES NPHBRERF?

(00:26:35):

EAMBENERHAE “EFLEXOIIN . BABEM, BE2ERONEN, BBHN—37. B2, EiEx5
ABXD. EEOMERE, 5I1R3—MEA “ClEM” WAXh—aEXMAXT, REFEIRNERIENE,
MARERN. FF. BHEFEEHIAR,

(00:26:56):

MEEKY, XBETHT “REWR BOFR, HREEREXHN “HEERBIESMSENRM  F, 5
HRBE “HBULELHXTEENSIABENRIK" , HAWBRIRE “FERABHATE: +FEH, AMISH
BEEREBRMPRULE" . XMBHHIRKRZ—

(00:27:25):

BR—R, ZXOFIAN, XRFAEN—THXME, EXE—MXTXMRXBIMNAAKRSHEREX, REB
AR RG?

[00:27:34] [Lenny]
English:

Say someone's in that first bucket ... And | was definitely in that first bucket. | still want people to like me
and | still probably have flaws there. But say you're a PM and you're like, "Oh, man. That's exactly how |
am acting right now." It sounds like is the core of it just a mindset shift, going from | need people to like
me to what you just talked about of, okay, I'm going to shift to | just want them to respect me over time? Is
that the core of it? | know it's probably not that easy, but how should someone behave during that bucket

right now?
R EIE:
BREBABTE L RURMBXNEFTRB—E. AMENAREINASNIH, EXAEAENDBRRE. EIR
RIFE—R PM, fROAE: “XKIB, HMERBXAMAY” ITERZOVAFRZBOSHEE, N “BEEFIA

ERH” BTAMNA RN “FE, RERTAREMIEERENEEMEER" ? XM omim? HAE
XAIBERBAR S, BATR—LNATENZIOFRIE?

[00:28:03] [Ken Norton]
English:

Yeah. It sounds easy, right? This is part of what's hard about this, is it always sounds easy when you
describe it, having gone through the journey. It's sort of like talk to somebody on the summit of Mount
Everest and they'll be like, "Yeah. Well, I could just climb this mountain. That's how | got here." You're like,
"Okay, wait, that's not that easy." Again, it is very individualized.

(00:28:21):



| think there's an appreciation that you have to understand what is holding you back. This is a lot of the
work that I'll do with my clients is what is those underlying expectations? What are these underlying
beliefs?

(00:28:40):

| Believe that my style was incompatible with being the leader. | would've said | can't be a CEO because
I'm not tough enough. I'm not strong enough. I'm not commanding enough. | can't command a room. It's
like, okay, what is the underlying belief I'm making about what leadership is there? There's an archetype
that I have in my mind that is incompatible with this this way.

(00:29:10):

And so, there's a need to confront that. Okay, what makes you believe the only type of leader is the leader
that orders people around? Maybe that's all I've ever seen. Maybe | don't believe it's possible to be
another type of leader. Maybe there's an inner critic that is convincing me that that's not who | am,
because a part of it is redefinition of what does leadership need for you, for you authentically? What
would it be like, in my case, to lead with purpose and be decisive and lead with vision and to have other
people felt like they're being brought along and listened to and participated and create safe spaces for
other people? That was the question there.

(00:29:47):

It took people challenging my point of view. It took working with a coach, asking me questions, forcing
me to see places I'd made connections, that the connections don't really need to be made. There's a lot
of instruments and tools we work with in coaching. There's 360-degree assessments that are very helpful
here that will start to help you understand, hey, here are places where you're operating actively. Here are
places where you're operating really creatively, because, by the way, most people are partially
somewhere in that journey. It's a developmental process.

(00:30:17):

And to start to be able to get the feedback, the dopamine hit of seeing when | do it this way, actually it's
more effective and it doesn't cost me as much. I'm happier and I'm enjoying it, I'm seeing that it's
working, is oftentimes a big part of this because there is this belief that it won't work. The number of
times when I'm with a client in coaching and say, "Well, what if you did do that?" and they go, "It just
won't work." You realize that there is this wiring in there that needs ... And this is what | talk about, this
operating system that needs to be rejiggered to start to make sense of what if it did and how might you

know.
FRZERIE:
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(00:29:10):
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[00:30:55] [Lenny]
English:

The point you just made about how you can realize that you can be successful in a lot of different ways
and you don't have to be this one archetype of a leader really resonates with my experience. | actually
had an executive coach for a few months, and that was probably the biggest unlock for me. We did the
strengths exercise, which a lot of people do. The main thing that she helped me see is you can do all the
things that you want to do through the lens of the strengths that you have and not have to force yourself
to be good at these other things, because there's many ways to accomplish the same outcomes.

FROCERIR:

RNA REBXFRIREMRALEI REFRA L NRENY, MALIESRAEMFERENAZTE, X—R
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%3, WERBINREIEN—R2E: RALLEIRRENNENAEZHPIEMREMNE, MAYREECHE
HttFEERER, RAERRFERNGEZERSM.

[00:31:29] [Ken Norton]
English:

That's exactly right. Then once you start to understand that, you start to develop a better way of finding
the right place, the right environment, the right role. When we began the conversation, you asked me
what brought me into executive coaching. | would feel these ... | would describe it as flying too close to
the sun in my career, where | would have a team. I'd be managing a small team. | would love it. | would

enjoy it. Then suddenly my team would grow.

(00:31:57):



I'd become more senior than | felt comfortable being. Then | felt like | wasn't getting to do the "real" work
anymore. Then | would be just completely disheveled and dissatisfied. Then I'd go try to go find a smaller
team or even stop being a manager. It was a very meandering, reactive path. It was like every so often |
was catching a wave, and | knew what it felt like to be on the wave, but | didn't know what the

characteristics of the wave were.
(00:32:23):

Then through coaching, | was like I love connecting with other people. | like helping people grow. | like
helping challenge people. | like helping. Then | was like what are those parts? What if | unpack those? Oh,
that's why | loved managing that team of five because | got to do a lot of it. That's why | hated managing a
team of 35 because there's no time for it.

(00:32:44):

Then you start to say, okay, well, what if rather than just randomly meandering through my career, |
actually elevated needing to connect, wanting to be helpful? Then you're like what would it be like if |
wanted the helping professions? It's just a reframing of move through your career in a way that seems
externally to fit some definition of success and to start to define that internally.

(00:33:11):

That is the very definition of the reactive versus creative mindset. Reactive, allowing the world to set the
expectations and try to meet them versus tap into what your real, true sense of purpose and vision is.
Then use that to navigate the world.
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[00:33:28] [Lenny]



English:

It's interesting that so much of this is just mindset. It's not like learning a new skill as a leader or a product
manager. It's just seeing yourself in the world differently. All of a sudden you unlock your career. Is that

what you find?
R EIE:

RE®, XERRA—SDNRBOSHE. IMRENNFENTREEF I —THXE, MRABURE
AREFEHCHERAFNMUE, RAZE, MetiEs T B SIRVAEE. XZ2IREILIIG?

[00:33:40] [Ken Norton]
English:

Absolutely. That's why I think so much of the focus on the skills, the frameworks, it can be limited as you
develop these capabilities, because it's inner work. Where we're talking about is this is all me.

(00:33:57):

Now that's empowering. There's empowerment to be able to say | want to change something and it
doesn't involve a whole bunch of other people convincing and persuading them, getting into an executive
... This is all me. But it also, in some ways, makes it harder because it is all you. In coaching, it's all about
you. It's all about that. Who am | and what matters to me? What underlying belief systems, inner voices
are challenging me in ways that | want to be challenged? What is my unique ...

(00:34:31):

| love the word authenticity. It's, like you were just talking about, like what is my authentic way to lead,
and then how do | center that rather than trying to fit into someone else's definition of what leadership
might be?

(00:34:43):

You may recognize | can't be that authentic way of leader at this place or in this place type of company,
but I know how to find it and I'm going to go find it.

FROCERIR:
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[00:34:55] [Lenny]
English:

Do you have any more examples of either someone uncovering this about themselves, or another
mindset shift that you can make in one of these other buckets, similar to the idea of I'll think about
people over the long term versus immediately?

FROCERIR:

MEBEEZHGFI5? BRBXTEALIECHXER R, EEAEEMEH P LURLOERE, £MUT
‘KM KIZMAERAIZBARKR” BIEIA?

[00:35:10] [Ken Norton]
English:

Yeah. It really does vary. You start to pick up on that shift when it's less of the goals being defined
externally and more of the goals being defined internally. So you'll have a conversation with somebody
who's new to coaching and you'll say, "What do you want?" They'll be like, "Well, | want to get promoted
to VP." "Why?" "Because | want to be a VP." It's like, "Well, what's important about being VP?" "Well,
because ... " Eventually the answer is, well, because it's there and that's the thing that I'm supposed to
do.

(00:35:45):

Then you start to notice the shift and it starts to become more of, "Well, because really what's important
to me is creativity. | want more creativity in my life. | want more ability to challenge other people." And so,
you start to just sense that's more from in than from out. That's where that shift is.

(00:36:06):

The journey is different for everyone. | think ultimately this is part of why, quite frankly, coaching may not
be right for everyone. If we go back to that video game analogy, if you're looking for someone to just
teach you the tutorial so you can learn how to play the video game and there's this jackass like me sitting
next to you and saying, "What's important to you about playing this video game?" you're going to be like,
"Just can you tell me how to hold the controller? Can you stop?"

(00:36:31):

So it's not always right. It's a place where | think oftentimes people recognize that they've gotten all the
advice, all the frameworks, all the rules, all the tricks, all the tips. They've learned that, they've mastered
it, they've tweaked it, they've optimized it, they've recognized the shortcomings, they've customized it.
The emergence that's required for them to get to the next level is just going to come just as much from
inside them as it is from outside, if not more. That's when that shift is made.

FRCERIR:

2. XHWREAMR. HERABRINIEN, MEBZHRNSEXN, RASFRREIXMELE, b
RAN—PRIZMBGMSHOARK, fRiE): “RREMFA? 7 iz “WREANEIEE” “Aftar”
‘EANEBEHRIZH” “Ba, HRISHBEAAERNR? 7 B, AR BREAEREE. B, EAHBH
HAIERR) L, BBBRIAIZEMBIE"

(00:35:45):

ARMARERERE, EFBREM: B, EANERREEEENELE]. RRELETEEESHNE
571, BRHEEEESHRENEREMA" FILL, MAGBRREEIXEZZEAMI, MARBEINTAN. XiE



BT R,
(00:36:06):

BNANKRERRRE. FRINARE, BRME, XMENTABEHSUERHTNEESHE A. RENEZNFE
MEEFHERAELL: MRIMRZBBIXABIREIE, FILRFEREAITNY, MBUEE —MEEXENEER
fR: “BEX NP RREAAEERENX? 7 FEil: “REFEEESFREAZEFIR? BETGEHE? 7
(00:36:31):

FFLEHAERREEN. FiAA, BEREAMTRIRIMIIELFE TRRENEIN. FTEEZRE. FrEam
M. FRBEMNREMNXIGZGE. M1FI7T. BET. BET. K7, INRAITREHHFITTES. maihx
AT—1MBREAFENRE, BRAEZSH WRFAEELZHIE) REMINAL, MAEIHEL. BREETLE
AYBTE,

[00:36:58] [Lenny]
English:

That's called mentorship, | think, for people that are just looking for actual concrete advice on how to do

a thing, is that right, versus coaching?
R EIE:

B, MFPLIZIRXFMAHEEHNEFRINIARG, BBHTA “SIME” (mentorship), x15? X
5 “BuE%” (coaching) R

[00:37:05] [Ken Norton]
English:

| think so. This is where the words are squishy because there are a lot of people who are mentoring, who
are also stepping into a coach role occasionally. There are plenty of managers who are great at coaching
as necessary. So skills run the gamut, but it's a question of how much are you looking for someone to tell
you the right way versus how much do you believe that there even is no right way? It's ultimately going to
have to be your way.

(00:37:33):

That's a different place, a different point in your career at different levels of journey. It's part of why | tend
to work with probably more senior executives, because they're not looking to me to tell them how to do
the job. They've already learned how to do the job. It's just something deeper that's going to need to
break through from that.

FROCERIR:
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[00:37:50] [Lenny]
English:

This episode is brought to you by Unit. What did Gusto, Uber, Shopify and AngelList all have in common?
They've all decided to build banking into their product. According to AngelList head of product, "Banking
makes every single feature more interesting. With it, our platform functions as financial mission control
for our customers. Without it, we're just another software tool in a big messy stack."

(00:38:12):

Embedding banking into your product not only adds differentiation, but also helps you acquire, retain,
and monetize your customers. Unit is the market leader in banking as a service, combining multiple bank
partners with a developer-friendly API to empower companies of all sizes to launch accounts, cards,

payments, and lending in just a few weeks.
(00:38:33):

Unit is trusted by leading brands such as AngelList, Highbeam, Invoice2go, and Roofstock. To hear more
about how Unit enables companies like yours to build banking, visit unit.co/lenny to request a demo or to
try their free sandbox. That's unit.co/lenny.
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[00:38:51] [Lenny]
English:

For someone that wants to do the work, but can't find a coach, can't afford a coach, is there something
people can do on their own that you'd recommend to help them shift their mindset and do a lot of these
things that you've been describing?

AR ERIE:

MNFRERBRABD, ERAIBGHAERERENAN, REFLARNEMITTUE SMEY, KA
RRIOSH LB ER R X L EIE1T?

[00:39:06] [Ken Norton]

English:



Yeah, it's a great question. Here's the secret about the coaching industry. Anyone can call themselves a
coach. It's very democratized. It's great. There's no gatekeepers and barriers and there's no 500 licenses
you have to go through.

(00:39:22):

There are tons of great coaches who are at various different price levels, at different levels of accessibility.
And so, if you say, "I can't afford a coach," | might challenge that a little bit and say have you looked?

(00:39:36):

The other thing is that you don't need a coach who's done the job before. | mean obviously I've done the
job before, so I'm undermining part of my own selling point here. But coaches are trained to coach
people on any topic. So when | go through coach training, | can coach you on anything. People can coach
you on anything.

(00:39:52):

Sometimes even there might be power in having a coach that's never done the product management job
because there won't be any cheating of starting to move into a more of advisor role or maybe as the
coach either. There may be, "Well, you tell me what should | should do," and the person would be like, "I
don't know. I've never done this job. Let's go back to what you want." So there could be some benefit

from that. Again, you don't have to have done that.
(00:40:13):

So | would say coaching is incredibly powerful. | wish I'd had a coach much, much earlier in my career.
And so, the answer may be coaching is more accessible than you thought. If not, | think the things that
we're talking about here are internal understanding of what matters to you, your sense of purpose, this
inner curiosity, and that could be harnessed at any age. So just wondering about yourself at any point in
your career, wondering what's important to you.

(00:40:43):

| love doing values work, like, "What are your values? Okay. No. What really are your values?" That's
something you can do yourself. That's something you can question. You can read about, you can start to
understand.

(00:40:53):

Mentors can be great, especially mentors who are less about trying to tell you the right way and get you
to follow directly their path, but are more they're applying some curiosity, asking questions, challenging
you in certain ways, being a way that you can bounce ideas off of.

(00:41:09):

Great managers, | think, especially the best product leaders, understand how to put the coach hat on and
when it's appropriate to put the coach hat on, and are explicit about that, are like, "Okay, let me take off
my manager hat now and put the coach hat on. What do you really want to do, Lenny? What's important
to you? What's your career?" And so, | think you can get coaching from everywhere.

(00:41:28):

There's a lot of self-coaching you can do. This is honestly one of the benefits for me having gone through
tons of training and coaching is starting to coach myself, like feeling an emotion and asking myself coach
questions. Really powerful. That's something you can do when you've had a coach. You can do it when
you don't have a coach. You can explore it.

(00:41:46):



So | think this is really all about really being curious and wanting to understand who you really are at the
core and what's important to you and what matters. That's something that can be done with or without a
coach.
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[00:41:58] [Lenny]
English:

Are there any resources that you love for either the values work or learning these questions to ask
yourself? We can put them in the show notes if nothing comes to mind immediately. But is there
something you recommend people check out?

FROCERIR:

BREMERNER, TEEXTNEURE, ERFIXLEHRMEH? MRIMEBRER, KT URE
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[00:42:08] [Ken Norton]

English:

Yeah, there are some great books. Maybe I'll use this opportunity to throw out a couple suggestions.
R EE:

=1, B—LERENT, BIFRAIUEHNSREEII MR,

[00:42:13] [Lenny]
English:

Let's do it.

R EE:

FHIAE,

[00:42:14] [Ken Norton]
English:

| guess we can link it into the show notes. Brene Brown's Dare to Lead. It's a good book. She actually even
has a whole section in there around values, confronting her values. | like her approach. There's some free
resources on her website.

(00:42:26):

| love Conscious Leadership Group's work here. The 15 Commitments of Conscious Leadership book is
fantastic. You don't even need to buy the book. There's a ton of stuff on their website. Jim Dethmer, Diana
Chapman and Kaley Warner Klemp are of the authors of that book. That's all about a lot of the stuff we've
been talking about. They're the ones that have the above the line versus below the line that fits into this
creative versus reactive standpoint. Those are all fantastic.

(00:42:57):

If you want to go deeper into more of the management science behind it, if you're like me and really
curious about the psychology and the management science, Bob Anderson and Bill Adams's book,

Mastering Leadership, creates the entire integrated system around creative versus reactive.

(00:43:19):



As a teaser, they identify five levels of leadership, of which reactive is the second, creative is the third. So
beyond that, you get into integral and unitive. So if you're looking to unlock the advanced stages beyond
creative, there's a lot of great stuff in there. Those are where all the research comes in as well.

(00:43:38):

From an adult development standpoint, Robert Kegan is the godfather of the adult-stage development
work and the meaning-making that underlines a lot of this. He has a great book called Immunity to
Change if you're curious about that.

FRCERIR:
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[00:43:52] [Lenny]
English:

Awesome. We will link to all those in the description of this podcast so folks don't have to Google around.
| have a couple of more coaching questions before we move on to a few other topics. One is just what are
you finding are the most common blind spots for product people in general? How are people shooting
themselves in the foot most?

AR ERIE:
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[00:44:11] [Ken Norton]

English:



Oh, that's a great question. | think probably the number one category, I'm not sure it's necessarily a
problem, but maybe category or problems, is ... And this is, | think, great lesson for people earlier in their
career, is how much all of the challenges that senior executives are dealing with come down to people
versus product. So it's like it's fun to think about designing products, optimizing, doing user discovery,
and testing what, but it's like you sit down with an executive and it's all about people.

(00:44:47):

That's the hard part. It's about persuading people, getting groups of people to want to work together,
trying to figure out how to deal with difficult personalities, figuring out how to set a vision and articulate
avision, create an environment where people can collaborate and play.

(00:45:01):

And so, | think this category of blind spot often is people being confronted with that without having been
intentional about thinking of it as a skill or an area that they needed to work on, needed to improve.

(00:45:18):

Part of what | think is pretty exciting about product management is you are a leader from day one in
product management. There's leadership all over the place, but that's your job. You're a leader. You don't
have any formal authority, but you're a leader. You're expected to lead.

(00:45:39):

Guess what? The hardest part about being a leader is when you don't get to just rely on the formal
authority. So you're getting to practice all the hard parts about leadership from day one, because you're
nobody's boss. You get to sharpen those skills, develop those intuitions, get better and better at that, so
that when you do someday, if this is right for you, become someone else's boss, you've already been able
to lean into that.

(00:46:04):

And so, the people side of this is such an incredible aspect of what product management is. What | find,
and this may be a category of blind spots, is people realizing that when they're put in a position where
they're expected to have impact and realizing that they haven't developed the skills, they haven't
developed the capability to actually be able to manage and work through all these people, which is ...
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[00:46:33] [Lenny]

English:

How do you actually get better at that or develop those skills?
FEiE:

RISFR EUNEHR S X 77 ERYAE JISIE I X L4k AE?

[00:46:37] [Ken Norton]
English:

Yeah. | just think recognizing it is part of the job. It's important. Maybe | came up at a certain time where it
was often dismissed as soft skills. It's just like soft skills are helpful, but they're not actually something
you want to work on. They're not something you train, not something you ...

(00:46:54):

And this is just as important. This is the equal ... | wrote a piece recently about the art versus the science.
The art is communication, collaboration, the more fuzzy, softer skills, people stuff. It's an elevation of that
being just as important, if not more important, over time, as all this skills, techniques, tactics, managing a
backlog, all that kind of stuff that you have to do. You should invest in that the same way you invest in
those other skills.

(00:47:25):

So if you go off to a training to learn a technique for doing, | don't know, some sort of technical dashboard
analysis, why don't you go to training to learn how to have difficult conversations? Because there's some
great training about having difficult conversations, or do some training about storytelling. These are all
really, really important factors that start to come into play.

(00:47:54):

What | would recommend is just appreciating that these are going to really, really matter and practicing
and then valuing them and not thinking of them as something that either will matter later or a distraction
or not really part of the job.
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[00:48:07] [Lenny]
English:

| think the reason people don't do that work is because it's so hard. Difficult conversations are difficult.
We talked about this with Trey Hass. But just like it's a rule of thumb, the thing that is hard is probably the
thing you should be doing. It's like a compass point of you to the thing you should do.

FRCERIR:
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[00:48:23] [Ken Norton]
English:

Absolutely. We are all about doing hard stuff, product managers. That's what we're all about. And so,
when something seems hard and it seems squishy and it seems like it's difficult to put a three-step rule
around, chances are it's really going to matter. It goes back to this mindset shift. That means that there's
an opportunity for you to readjust your inner complexity management system to adapt to that area of
complexity that you're now seeing, because this stuff really feels squishy. And so, that's even more of a
reason why you want to get your hands around it and grab onto it and value it and learn and grow from it.

FROCERIR:
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[00:49:07] [Lenny]
English:

Speaking of difficult and squishy, I'm guessing that one of the biggest challenges that people you work
with face and one of the most recurring themes is imposter syndrome, people having imposter syndrome,
something definitely | went through and it comes up a lot on this podcast. What do you usually advise
your clients to do when they're feeling imposter syndrome?



AR ERIE:
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[00:49:27] [Ken Norton]
English:

Yeah, it's a great question. | always get corrected to say imposter phenomenon by people in the
psychology community, because | guess it's not a dysfunction. And so, I've learned to use their terms.
But, yeah, | think just about everyone experiences it at some point. Research shows that that definitely is
born out ... It's really the moments when you're doubting your abilities or you feel like a fraud or you feel
like you don't belong.

(00:49:54):

It's funny because as I'm interrogating my own inner emotional state right now, I'm feeling it a little bit,
because there's a part of me right now that's just like, "You're not a trained psychologist." When | said
that whole thing, well, it's technically a phenomenon, there's a voice that was like, "What are you talking
about? You don't know what you're talking about. Who are you [inaudible 00:50:14] on this?"

FROCERIR:
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[00:50:14] [Lenny]

English:

We'll put a disclaimer on the episode.
FRCEIE:
BINaEX—&EM T R5=EHR,

[00:50:16] [Ken Norton]
English:

Yeah, I'm not a psychologist. So, look, we all feel it. There's a part of me right now that's like I'm going to
say the wrong thing and embarrass myself. Product managers, product leaders maybe more so because
the role is so cross-functional and ill-defined. There's always going to be an edge of the job that you
aren't as qualified as whoever you're interacting with. It's the nature of it. Look, we're never going to be
as good as an engineer, as good as a designer, as good ... So there's all these opportunities for that.



(00:50:40):

| find, certainly from client work, that there is a little bit of a softening and solidarity just knowing that.
I'm just like, "Oh, you have that, too? Oh, | have that. Yeah, there's some value to that."

(00:50:51):

I think it's important to pause here and say that there is the risk of dismissing or even maybe weaponizing
imposter phenomenon against particular populations, particularly women, people of color of all genders,

women of color especially, who are facing real external feedback and doubt about their abilities.
(00:51:15):

The environment is reinforcing and the source of a lot of this stuff, microaggressions, bias, real
aggressions. And so, | think we always have to be careful in the helping professions to not dismiss it as a
problem that just shifts the obligation to the person. So it's like, "Oh, that's just your imposter syndrome.
Deal with it." Well, it's really easy to overlook all these systemic issues that are leading to that imposter

syndrome.
(00:51:39):

So the leaders | work with, | think we have a special obligation both to confront our own inner dynamic,
but also to recognize what our role is in the broader environment that might be contributing to some of
this stuff. If you're a leader, you have a special obligation to dismantle those, not when you're meeting
with your people, be like, "Ah, it's just your imposter syndrome. You can work through it. Hire a coach,"
but to be able to recognize, "Okay, wait, what signals are you getting? What issues are contributing to
this? What's our role in needing to change that?" So | think that's worth pointing out.

(00:52:13):

By the way, there's a great article in Harvard Business Review from a couple of years ago. | think the title
was literally Stop Telling Women They Have Imposter Syndrome. The two authors of that were Ruchika
Tulshyan and Jodi-Ann Burey, if you're curious and you want to go into more depth on that.

(00:52:29):

As coaches there, there's all sorts of ways we're trained to work with this. Oftentimes as an inner critic
and inner voice, we all have voices, saboteurs. They're often trying to help us, they have good intentions,
but they're developed to try to protect us in certain ways. So gaining awareness of those, just sort of like,
"Oh, that is an inner critic. That's what it's trying to do." There's a self-distancing that's valuable to that,
really kind of ...

(00:52:54):

I like to think of it a little bit as you got inner border directors, and there's some noisy, chatty voices that
every so often sit in the chairperson's seat and start taking over. If you start to recognize, "Wait, no, I'm
the chairperson. | don't want to hear from you right now. We'll hear from you later," it starts to create
some power and you start to notice when it's happening.

(00:53:16):

We bypass inner critic sometimes as a classic coaching technique. It's like, "Okay, I'm sounding that's
your inner critic is saying that. What if we just ask it to maybe step aside? Let's keep talking here."

(00:53:28):

You can befriend it. There's a lot of practices and works just actually trying to understand what its
motivations are. You can think of it as a board. Give this board member a new job, put it on a new

committee, reassign it.



(00:53:41):

There's oftentimes underlying belief systems. We talked before about my impression of what a real leader
was and who they had to be. And so, hey, when all those second-guessing of me not being a real leader, of
me not being qualified came from some of those underlying assumptions, that that was the only type of
leader that was effective, was somebody that was slamming their fist out on the table.

(00:54:02):

Okay, so what if we redefine that? I'm too kind to be a leader. I'm not dominating, commanding enough.
When you hear a client say that as a coach, you recognize, okay, there's a connection being made here
between what effective leadership is and isn't. Let's interrogate that connection. Is that connection
actually true?

(00:54:21):

Again, it get backs to this question of you're often responding to other styles, approaches you've seen.
You're comparing yourself to others. So this is the reactive mindset of I'm always comparing myself to
that person, to that wave, that being, and seeing myself as lesser then. And so, the inner work of starting
to see who I really am truly inside and less comparing myself to others.

(00:54:42):

But, yeah, imposter phenomenon, syndrome, whatever you want to call it, very common and very
popular, | suppose. Although when | say popular, it's like popular like a play.

FR3ZERIE:
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[00:54:53] [Lenny]
English:

Right. Another inner critic tactic I've heard that | used for a bit that was helpful is to give your inner critic a
name, like Jim. | mean like, "Jim, not right now. | don't need you right now." That kind of helps.

AR ERIE:
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[00:55:06] [Ken Norton]
English:

Yeah. There is a whole school of coaching that I've worked with that's called parts work or internal family
systems. It comes from a psychologist named Richard Schwartz who determined this. It can be really,
really powerful.

(00:55:19):

I'll word my clients and we will give them names. We will imagine what they look like. They will interview
these parts. If you've seen the Pixar movie Inside Out, this notion that like, hey, all these different parts
show up in different ways. I'm going to put myself, the real me, the real self into the chairperson's seat.
When | hear these voices, I'm going to appreciate them from what they are and who they are. They're not
me. They're parts of me.

(00:55:46):

There's something really powerful in that, in that sense of like ... Because, otherwise, they're all me. So |
just hear this voice telling me I'm an idiot and I'm a clown and I'm not qualified to be in this room. Then
when you can start to go, "Oh, yeah, there it is. That's Larry Loser. My big angry, irritating judge who's, of
course ... Oh, yeah, Larry always shows up every time | do something new, because Larry doesn't want
me to challenge myself. So, of course, Larry's going to pipe in. I've heard from Larry. I'm going to ask Larry

to step aside. Let's go." Yeah, it can be very powerful.
R EIE:

M. REMIN—BEHERRERA “BHIME" (parts work) 3 “WERERL” (internal family
systems), EIRTOIEFER Richard Schwartz 895, XAJgEdEE. IEFHEA,
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[00:56:22] [Lenny]
English:

I love that. One last question about coaching. For folks that want to find a coach, do you have any advice
of just how to find a coach, and then what are a couple questions you can ask to evaluate if they're a good
fit for you?



FRZERIE:
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[00:56:35] [Ken Norton]
English:

Yeah, great question. So | think, like any helping profession, finding a therapist or really anyone who
you're going to have a deep and lasting relationship with, this sort of trust and authenticity is really
important. | think we all, as coaches, recognize, and we feel this as well with clients, is it either has to be a
fit or not. Sometimes it's hard to put your finger on it. Sometimes you meet with someone and you're
like, "Yeah, it clicks. It feels right." Sometimes you're like, "Eh, it doesn't," and that's okay. And so, all
coaches worth their salt will offer a free session to understand that, engage that.

(00:57:13):

| always tell everyone in that session, if you don't decide to work with me or | decide ... We don't need a
reason. It's fine. It's just not a fit, and that's okay. You don't need to come up with bullet point reasons to
let me down. It's part of how it goes.

(00:57:28):

You might prefer certain people, certain gender, certain backgrounds. You may feel more comfortable or
less comfortable with ... Maybe you want an old guy like me. Maybe you want an old guy like me, and
that's fine. It has to feel right.

(00:57:41):

I would ask them to talk to you about what coaching is to them, because, again, it might combine some of
these more mentory things. It might be more tactical. Some coaches are more structured, "Week one,
we're going to do this. Week two, we're going to do this. Week ... " Others are more pure coaches like me,
where, look, within the first five minutes, I'm going to ask you what you want to talk about today, because
you're bringing the agenda. So figure that out. Figure out what works for you.

(00:58:07):

Then | think there's a lot of great places to go. Actually, specifically where to go, the International
Coaching Federation is our governing body. So those of us that are credentialed coaches you'll find there.
Again, you don't have to be credentialed, but that'll be a great place to find people who are.

(00:58:23):

There are some matchmaking services, BetterUp, Torch, or some of the more accessible ones. There's one
called Prismaticco. It's a little bit more higher end for more senior execs. Scale just put out a list of top
coaches who work with product managers and product leaders, all sorts of great coaches. We can include
that link. Lenny, | think you're involved.
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[00:58:43] [Lenny]

English:

Yeah. Congrats on winning one of their categories for best coach of ... Which category was that?
R EIE:

. RNEMRTTHNEP—TLFINRESR L B2 E5?

[00:58:49] [Ken Norton]
English:

Product leaders. So, yeah, this was just a setup for you to say that. But thank you. But there's tons of great
coach, and different styles, different stages of careers. | think all those folks have work with or have
worked with product folks.

(00:59:03):

And so, again, just talk to a few. Reach out to a few. Ask them. If you're looking for more names, ask
people who you admire, whose leadership styles you like and want to emulate, who they recommend,
because oftentimes they have a better understanding of, hey, this is the type of coach that may want to
work with, more of the emotional work, or this is the type of coach who actually maybe has a more
compatible vision of what you're looking for, because, look, all coaches are different. You can tell I'm a
touchy-feely heart coach.

(00:59:35):

There are coaches who are ... Sometimes people want a coach and they're just like, "You grab that brass
ring. We're going to pound the table. I'm going to push you. I'm going to challenge you. I'm going to beat



you up. I'm going to be more of a drill sergeant." That's a different style of coach that works with other

people. That may be more what you're looking for.
(00:59:50):

So | would just talk to a bunch, do some free sessions, get an opportunity to explore it. | coach people in
the free session. So it's not just like we're talking. We're going to talk about something. I'm going to coach
you. You're going to get a sense of what this looks like. Then come away and just ask yourself, what are
your goals and where was there a fit? If there's not, just keep looking.
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[01:00:09] [Lenny]

English:

Amazing. That was very tactically helpful. | really appreciate all those resources. We'll definitely link to all
that in the description. | have just a couple questions | wanted to ask you outside of coaching, around

some of your posts that you've written before we get to our exciting lightning round. One is around this
idea of 10X versus 10%.

(01:00:26):

So you wrote this post about the importance of thinking 10X versus 10%. Truthfully, | actually had a post
started, "10X versus 10%." | was like, "Oh, this is going to be great." Then | Googled, "Oh, Ken's already
written about it." So I'm glad that you have written about it and written about it so well.
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[01:00:41] [Ken Norton]
English:

Great minds think alike, as they say.
HRCERIE:

BiEW, REEPFILBRE,

[01:00:44] [Lenny]
English:

Now | don't have to write it. I'd love to just hear your general take on what this idea is and how to think
about 10X or 10% bets.

FRCERIR:
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[01:00:53] [Ken Norton]
English:

Again, I'm a great synthesizer of ideas. This isn't my idea. This is a lot of ... It came from some thinking at
Google and some push. | think it's really the sense that we think too small sometimes. You'll see that as a
theme for some of the other things I've written too. There needs to be a push. If you really want to have
huge breakthrough innovation, you need to be able to try, you need to be able to fail. You need to be able
to shoot for the moon is where this 10X comes from.

(01:01:22):

A lot of it is mindset, but a lot of it is also cultural. It's creating environments where ... And | had the great
privilege of working at Google for 14 years. | felt like it was definitely an environment that | got to play in,
of being willing to take big swings that might fail.

(01:01:36):

This doesn't mean that the company could all be out of business tomorrow. But it's like if you have a
choice between trying something that could have a massive breakthrough, a massive change, and
playing small ball where you're going to get a bunch of 10% improvements, you are over time, if you're
willing to try, if you're willing to fail, if you're willing to push yourself, if you're willing to think bigger, if
you're willing to create environments, great ideas come from places that are unexpected, you'll achieve
massive, massive breakthrough.

(01:02:02):

You can find the piece on my website, because | use examples from history, but it is a little bit of being
brave and trying big things. If you look at all the great technology, the huge breakthrough innovations
that we've had, the coronavirus vaccine, just this ... Man, there is no small balling that. That was a big, big



swing that there was no guarantee of success, but we were willing to try it. We were willing to fail knowing
that failure was probably the more likely outcome in the chance that we would achieve something that
would really have that level of breakthrough.

(01:02:36):

And so, | think it is what | always challenge leaders to do is create the environment where people can step
in and bring those types of ideas, and not play it safe or not be like, "Ah, boy, that seems like a big one. If
we bring that to the CEO, there's no way they'll take a chance. So let's ramp down our expectations. Let's
bring this little idea in that is a little bit more guaranteed to work."

(01:03:01):

And so, it is the obligation of leaders to create that environment for people to be able to innovate,
because the ideas are out there. | use the example of Kodak. Kodak invented the digital camera. It wasn't
like, oh, people at Kodak were dumb. They didn't know digital was coming. No, they literally invented the
digital camera. There just wasn't an environment created where the people who had that idea, who saw
that potential, who saw that possibility could step up through the plate and try.

AR ERIE:

@1, RRAR—ITRBNGEEE. IFRHNER. XRABEL - RTFARH—LEEZMHED. HIANX
KPR ERANKNERBRINNT . MEAAXBEREINEM—LRANTHE, FEF—MHEN, MR
RENBEEARRIKIELIH, MEBREBRI, FTEEBRW. MEEER “ER” , XM 10 FRLER
o

(01:01:22):

XBEAERELZOSHAA, BRAEE LHEXKR#, EREIE—MIFE - HE=EANTET 145, &
REPBLXZ— I HIURBAENIFE, BEHFHITUEEKKIARESZ,

(01:01:36):

XHABRKREATBAXMEEHF. BUNRMEE “BATEFTREARK. EAXTENEE M 4T KE
—3 10% RUBE” ZiElffuRtE, FEEREINER, MRMFEEER. BRXK. BEREBC—IE. ERBEE
K. BREIEER, FANEEMSMNERRIINMAT=E, (FMIEEERNRE.

(01:02:02):

fRA] LATEFRBIW UG BB XE, AAKERTHELNAF, EXHEXFEHMZHAAF. MRIFEE
FRBHARBEA, HIBENERKRKMEEH, thilERRERE, IMES i+, BAIFEBIT/IKEL
K. BR—TEANZH, RERIHRIE, BHNBEESH. RIIEEENERKAEREATRLERN
BRTRK, [NTENZLIABHIZEBIRRK.

(01:02:36):

FRiL, HIANBREEHREASEEZMNEE, MECIE—NME, iILANAUSS#HRIFREXERE, MR
BATIRE, HEH: W, X, XEERENAIRR. NRKEMNBEIRRKL CEO, MIEF=EKRMN, I
BUEFRAIRRRTIHE, 1RXEHIBEM I/ NEEE,”

(01:03:01):

FRiL, ASEBEBBXSAATCIERIFHIIFE, EABEMERRE, HREIENGF. FHALERT #HEE5E.
HAZBHAENARE, FREBEHERAERIR. &, MFE LARTEHEEN. R22E0EH —MIF
1%, IEBLEXMUE. BEXMED. FRXMAIEEMERI AR L H R =1

[01:03:29] [Lenny]



English:

Do you have any rules of thumb of how many of your ideas/resources should go into these big ideas
versus incremental 10% bets, or is the general advice just like people aren't thinking big enough, often

enough, so you should always think a little bit bigger than you naturally will?
R EIE:

MERBMAZWEN, MENZKANSZ DRE/RFREIXERRER, MASEENR 10% BE? HE—MR
HENARRANTEEREAR. FBME, FRLURNZERILIREARINBEA[/IA—R?

[01:03:44] [Ken Norton]
English:

| think it depends. | mean it depends on the company. If you work in R&D, in labs, maybe everything is in
that category and you build a portfolio. If you're a venture capital seed investor, or if you're working at a
research lab, it's like you're building a huge portfolio of these bets. You're just assuming that maybe 99 of
them will fail, but one will succeed and it'll make it all worthwhile.

(01:04:09):

Most of us aren't in those environments. We're in places where we have real customers buying our
products, wanting our products, using our products. We're like, "Let's bet the entire company own 50
things that may not work out." It may not be right for you.

(01:04:20):

So I think it is a little bit of an approach. | think it needs to be thought of in a fractal way, though, because
maybe at the company level, they're thinking Google once upon a time had a 70-20-10 thing, whereas
70% is our core business. It's the time we're searching ads. 20% is adjacent business, and then 10% on
crazy bets that may not be anything.

(01:04:43):

But | think that's at the company level. At the individual level, at your team level, you might have your
own way of thinking. You're just like, okay, I've got 12 engineers on the team. We're working on, at any
time, a bunch of stuff that we know we have to do. This is a bunch of stuff that we hope is like 10%. Then
we're going to create some space for some innovation. Maybe it's just one engineer every sprint, or it's
like a couple of times a year.

(01:05:09):

You create that type of space in your own little air bubble that isn't necessarily at the portfolio level, to try
things that may not work. But if they do, the payoff will be so substantial that it'll make the whole thing
worthwhile.

FRCERIR:

HIANZEURTFER. HEWR, XERTFAF. MRIMEALIMIIHLEETIE, BIFMBEEIEEETIR—
%, MEBI—NMREALAT, NRMENUIRAMFRIKAE, NEXTARERELE, FRERERIL—
EANBEAS. (RRERIGHES 99 MAEREIKN, BEREE—1KI, —UIRMEBERS T,

(01:04:09):

HMNAZSBAARERIFER, HNNEPEEELETPWE. FEAERBN @IS, FiTREER:
ULHENNHBRENQBERISERE 50 FRIRETRENER L. XAEFEE!R.



(01:04:20):

FRAFGIAAXZ—M AL, AiE, HIAAZTEL—F “Of WARKEEZ, HiFELATER, MiIs£E
—RARBEEF—1T70-20-10 FN: 70% 2%k 5E, LEIERFT 5, 20% SIS ; ARG 10% SFRLL
A BE— TR AR R AEE F

(01:04:43):

EREAREEN. ETARH. EMNENEE, MAEEECHEESN. (R FIE, KHEMNES 12
BT, FMIBEIERELESERNTAELTBENER, XERINFEFTR 10% BSUENER. AREKNE
HeFREIE—L=E, WIFESMNAR| (sprint) RH—BIEN, HEZSF/LKX.

(01:05:09):

fREE SN FREREXMTIE, MABIFSERITQAGNKRAAGER, A —EAgT ENES.
BINRITEE, ERBEZNLER, UETFIULX—HTEES.

[01:05:23] [Lenny]
English:

Awesome. Very helpful. Next question is around | think your most popular post that you've ever written,
and maybe the thing that put you on the radar of writing, is around how to hire a product manager.
Maybe this is where you mentioned donuts the first time. Is that right, or no?

FhSCERIE:

AET, FEFEHEY. T—MRERXTFHREIN—RBEZWENNE, WiIFERXRXEILFESTERHE
XA, BMEXTNABRESREE, WiFXmEMRE—XIREHHBERMS, 52

[01:05:40] [Ken Norton]
English:

It's funny. | think that was later.
R EE:

REB, HEBEERNE,

[01:05:42] [Lenny]
English:

Okay.

FRCERIR:

9789,

[01:05:43] [Ken Norton]
English:
Yeah, | think that was a talk that came after that.

FROCENIR:



EHY, HEBRZEH—REMH.

[01:05:45] [Lenny]
English:

Okay, cool.

R EE:

8y, B

[01:05:46] [Ken Norton]

English:

Yeah, that was definitely the big one for me.
HRCERIE:

W, BWERREN E—RALIE.

[01:05:48] [Lenny]
English:

So here's the question, just to keep it simple, what's one piece of advice that you would give people
trying to hire a product manager? What's the thing that you think is most maybe missed or useful?

FRCERIR:

FRLAR)E, BRI, (REaBEHEREFRIENAFARN? MIANEREZRBMAHARE ANKERZ
fraz

[01:06:00] [Ken Norton]
English:

Yeah, | think the intangibles. So basically | wrote that originally as an email, that it was a copy pasta thing
for me, where people kept coming to me and being like, "Hey, | think we're going to try to hire a product
manager or a company. Can you send over a sample job description?" I'd be like, "Yeah. Before we write
the job description, let's talk about what the job is, because I'm not sure we all mean the same thing."
And so, then | wrote that ... It was in 2005, so this goes back ... to try to define what the role actually is.

(01:06:31):

| actually feel like maybe the pendulum shifted way too far now where it's the interview process is so
structured. Everyone's doing all these mock. They know exactly what questions they're going to get. It's
SAT prep. Everyone's ready. But we've missed out with can they do the job? Because it's like they can
pass the interview, but can they do the job?

(01:06:53):

And so, | think you have to be careful. This is particularly the case if you are a smaller company. You don't

have a huge apparatus of Google and Meta, where you've got interviewing monolith of getting persuaded



into ... Maybe this goes back a little bit to the science and the art. They passed all the technical questions.
They do all this, they do all that. They do all that. But then you neglect to find out can this person show
up and work with these engineers, these designers? Can they inspire them? Is this somebody that they
want to follow? Do they have the right mindset for what this job entails? Do we even have an agreement
on what their job is going to be?

(01:07:35):

The number of people you see earlier in their career will be like, "Well, | thought | was hiring for this, but it
turns that's not even product management," or it was like, "I thought | was going to do this, but all they
want me to do is build fee." It's like how'd that not come out in the group process? It's like, well, | know
how it didn't come out because they answered a whole bunch of structured questions around ... They did
a programming exercise and they did a presentation and nobody stopped to ask.

(01:07:55):

And so, | think that's really the big thing from an interviewer perspective. | think same thing goes for the
candidate's perspective. You are interviewing a potential employer. You're interviewing a boss. You're
interviewing coworkers. What do you want? What do you care about? What is the type of place you want
to be in? What do you not want to be in? How are you evaluating that? How are you asking those

questions?
(01:08:18):

Yeah, salary matters, title. All that kind of stuff matters. But you're interviewing a place to plop yourself
into. How are you approaching that to make sure you're making the right decision?

FpSCERiE:

=0, HINANEBPLELTHENARA, EX L, BRYSIBESEA—IMEEN, BEHAXR “SEHIKEWN" R
i, HEAMARERIRER: TR, RERNNEBARATDB I TREE, L NIRABARERLE? ” B
W O, BERNBERAERZE, ZTEIXMIEIREMH48, BARFRERINITNEFERE—
HE" FREAET 2005 FETHRNE—XELBAT —HBEEXNXTABIKEMN 4.

(01:06:31):

HLFF ERBIMENIMER GEEBERIR T, mAIBEEITFERK. 8 MATEMEME R, Wit
MERBEITARE, XK SATEE, 8 TATBESTFT. BRINZET: MIEMEX KD ITIES? Rt
Needdmit, HAR&RMIIEMETL R

(01:06:53):

FREL, BIAAMRBIV NG FHABMRFERE—KBINRE, REBEAIM Meta AR ANEIANZE, HBIFX
XEFTHEEZESZANEE, M8 TRENRARRIZ, M7 X1, M7THD. BIRANZERTELI:
XPMAEMAHSXETREM, XEIGITHIT—RT(EE? Mi1eERmENE? XEHAEZIERBIAL? ]
ELBEEEXMIENOE? BN ITERSTERFEIRTE?

(01:07:35):

FEBIRZRVEEFHNAR: B, RUAREEREMXITH, EERLMBEEFE=REE,” X
B “BUAREHXT, BMMRBILERMBIIEEHER” XEASEMAIERRELRE? RAMELTA
RBEBHE, RAMIIEZE T —KHELEEMEIRI--- MR T RIZES), M7 RSN, BERAETRRAIZOGE
o

(01:07:55):

FREL, BIANMERENBERE, XBRHARF. WIANMNNEBENAERELE 1, MUEELEENE
F, @RAER, @RS, MEEFA? REFHA? FER/FETAENIFER? RREFEFAENFER



B? (RUNMEFPGXLE? fRI0{a)He X Len) et ?
(01:08:18):

B, FKREE, KHRER, FIAXEHREE, BREEER—MIERIEFMSG, ROAEIE
IHIRE S T ERBURE?

[01:08:30] [Lenny]
English:

Well, with that, we've reached our very exciting lightning round, where I'm going to ask you a few
questions and whatever comes to mind, just give me an answer. That's it. Very simple. Does that sound
good?

AR ERIE:

77, REXE, BITHENTIEBLSAKENABRIET, RIEELDREE, TeME2T4a, BEERARE
ETTo MXARR, ITERAHEE?

[01:08:43] [Ken Norton]
English:

Yeah. Inner critic is raging right now.
R EE:

=, AEMITEIEERBERRESE,

[01:08:45] [Lenny]

English:

Oh, no. Real-time imposter syndrome.
R EE:

M, R EIMNERESSIL.

[01:08:48] [Ken Norton]
English:

Here we go.

FRCERIE:

FIET o

[01:08:49] [Lenny]
English:

[inaudible 01:08:49].



FRZERIE:
USSR

[01:08:48] [Ken Norton]
English:

Yeah.

FRCERIR:

=0

[01:08:50] [Lenny]

English:

Okay. So question one, what are two or three books that you recommend most to other people?
R EE:

FH. BN, REEEFLINANR=RBEMFA?

[01:08:55] [Ken Norton]
English:

Oh, 15 Commitments of Conscious Leadership. Definitely on that book. I'd just add books I've never
recommended before. Probably Innovators Dilemma. It's probably my number one favorite book for
product managers and product leaders.

FRCERIR:

I, (FiRMS 8 15 NEE). BWREXEP, HESIM E—EUaMREFINH, AlfER (RIFMENE
&) (Innovator's Dilemma), XAJRERHREMNN = mELEN~RMSE I,

[01:09:09] [Lenny]

English:

Amazing. What's a recent movie or TV show that you've liked?
FRCERIE:

KiET . OB ARENRERBMRTELE?

[01:09:14] [Ken Norton]
English:

| love Ms. Marvel. My whole family were really enjoying it. | love all the MCU stuff. We just eat it up. Ms.
Marvel has been amazing. Then watching Barry, which is crazy. It's sort of like nothing else | think ever on
TV. Then, over the last year, probably Severance. It's my favorite program over the last ... I'd say last year.

AR ERIE:



HEX (IR&FLL) (Ms. Marvel) s, BATERKEBBEENR, BRERFAEERELFEH (MCU) B&AA, HI1TED
K2, (IFFLL) EEE. BF (BE) (Barry), IZREIERIE, HESEMLEEHMBGE—HF. T8
BE—FE, TEER (AEIEIARY (Severance), XERTE—FER=ERHTE,

[01:09:34] [Lenny]

English:

Wow. Yeah. That is a trippy show. I've watched it all. We might be severed people, we don't even know.
HRCERIE:

. B, BE—EMRZELINE. HEBTT. HITEEER “DE” WA, RRECSFHNE,

[01:09:39] [Ken Norton]
English:

You won't even know.

R EiE:

REERZE,

[01:09:41] [Lenny]

English:

Okay. What is a favorite interview question that you like to ask folks when you interview them?
R EE:

F8, REIRANANRERBRIBEETA?

[01:09:46] [Ken Norton]
English:

Well, actually let me flip it because | just talked about interviewing as the interview ... Maybe I'll ask a
favorite question for people who are being interviewed to ask the employer. Is that fair or is that turn the

tables too much?
FhSCERIE:

g8, KR LR E—T, RAKRARE TEAERENER - BRSSP ERE IR AR E
BEFRE, XAFE, EERRENEFKFET?

[01:09:58] [Lenny]
English:

[ loveit. Yes.

HRCERIE:

HERZXT, B



[01:09:59] [Ken Norton]
English:

| think a great question ... Actually maybe | have a couple. | think one question that | love is how does the
company define a product team? Because it answers so much. It says so much about culture,
collaboration, decision-making, the role of product management. If there's one question and you could
figure out what is this culture like, it would be asking that.

(01:10:20):

| think another great question for candidates is to ask them to pick an example of something they've
shipped recently and just talk about how it came to be. How did the bill become a law? Was it somebody
in sales yelled and it got added to the backlog and it was the next thing? Is it a group of people together
understanding customer user needs through discovery and ideating and trying some things and testing
it? It says a lot about what it would be like to work there, particularly when it comes to empowerment
and product culture. So those are probably two good questions.

FRZERIE:

FIAA—PREFREE - R EHRBLD. — P RIFEERWREE: “QREMAEXTRE? 7 BAX
RELIFRZAE. ERMRT XK. WE. JRREIE UK~ mERIRE. WRIBER—NREER T XML
et 4y, PRrIBXNEE,

(01:10:20):

FIANMNEERR, Z—MFEERFENEE — M &REAHI~@mFF, HXREBNARERN, X1
GEET BUMEER EE 19? BENEEIMIINEAKRBAN, AREMBHRNETHENERRHET T
—IE53? ERH—HABIRAATHEEAMALER, #THE. SEMNH? XEHBAEREIFREM
AT, FRIRERNMFmX S E. FrAX AR MRIFRIIR,

[01:10:58] [Lenny]
English:

Those are really good questions. I'm going to steal them. Final question, who else in the industry do you
respect as a thought leader? I imagine this list is very long, but what comes to mind?

AR ERIE:

XEHNEIFEFHIRE. RBEHITT. &E—NE, VRTEEIESMERAERAM? REXIMZERR
K, ERIAEREIRZIE?

[01:11:06] [Ken Norton]
English:

Well, this list is all of my fellow podcast guests on your podcast, Lenny, which is, speaking of imposter
phenomenon, is just an incredible group of all the folks that | love and admire. | think, though, because ...
Maybe I'll answer it a little bit outside of product, because | would worry that | would leave out too many

great names.

(01:11:26):



In the realms of leadership, Amy Edmondson is somebody | really admire. She's done a lot of the work on
psychological safety. | really, really value her work, her contributions. There's a guy named Tom Garrity,
who has a newsletter about psychological safety. | think he's collaborated with Amy before. It's one of the
best, not the best newsletter | received, Lenny, maybe the second best, about psychological safety for
those of us that are wanting to create environments where people can really thrive and do their best.

(01:12:05):

In the coaching profession, | mean the coaching profession emerges from the humanist psychology
traditions or the client-first work of ... Carl Rogers and Abraham Maslow are intellectual heroes of mine.
They're both dead. | don't know if we're supposed to talk about living people here, but definitely as |
think about in my profession, they really set the stage and created the environment that coaching could
even exist. So I'll include them.

AR ERIE:

id, XM ZERESFETENFMEEMER, Lenny, REIEREIRR, BEMNZ—BZAEMRMB T sy
Ao A, BFRESHE—TFRIEZINER, BNRBOIFRERSHANEF,

(01:11:26):

EMSF K, Amy Edmondson BHIFERMBIA. EOIELZ LR (psychological safety) FEMT AZE
TE FHIERE. EEFEEMIARMRM. EE—D0Y Tom Garrity WA, tE—BXFLOERERMNEE
o FBMUFIHN Amy §1Eid. Lenny, BBRBEWENRIFNNEBAZ—, WIFORTFHRN, HREZ, 3
FRITXERERE—MLAMNBEESR R KHRIEREKEIMENARR, XFEEER.

(01:12:05):

EHERI A, XPRWERFTARENCEZERAIUT R APORIE KR - ZARE (Carl Rogers)
MIBEHZF - D& (Abraham Maslow) RIXEVKEHRE, MIEEHET, RFMEXERFBNIZR KL
EENA, BESHHEZHREOVIAES, MITHNEET MM, SIETIiE "B X—RUFUEERNFER. Fr
U FABA 1 BFEER

[01:12:36] [Lenny]
English:

Amazing. Ken, this was such a special episode, unlike any other podcast that I've had so far. | can't wait
for people to listen to it. Before | let you go, where can folks find you online if they want to reach out,
learn more, and then how can listeners be helpful to you?

FROCENIR:

KIET. Ken, XR—EFERINTE, MEEFMBINEMEBEZEHRE. HERRFELARFEE.,
FLERZA, MRAREKRMATHEESREE, ATUEMEELXEIR? F5b, WARATUAIMRRAT AR
ng?

[01:12:51] [Ken Norton]
English:

Yeah, bringthedonuts.com is my home on the worldwide web. All my writing is there. You can get in
contact with me there. | have a newsletter that | am occasionally send out, but you can find all the stuff
that I've ever written and get in contact with me there.

(01:13:09):



The how to help be helpful question is a really easy one to answer, but that brings me a lot of joy, which is
just keep being awesome product folks. You're so much my tribe. You're so close to my heart, all the work
that you do, everything you bring into the world, the amazing products that we get to use that I'm sure
you're working on right now that we haven't even seen yet, that you can't wait to share with us, and the
cultures and teams that you make better, so your very existence. So | would say you can be helpful to me
by just keep doing what you're doing.

FROCERIR:

=/, bringthedonuts.com @M ET, HFAIENNXEIERE, MEAIUERBERRERK. HE—MMEREAZX
BB @I, REIATEBR B R S E R,

(01:13:09):

XF “NARMEEE” WREREZOE, EERFARRSRE, B BEMABH~mA. RIIZ2FK
BRI, FIFFEEEMT. RITFAMEI IR, RITHAHERN—Y). RINEEERNPLETAEN~m (FH
EIRMNAFEEFA—ERNTELRIN . BARRGFRDZLTNm) , URIRTEE R SUEHE A —AR
MNTFERSMEE X FIUEEN, REMAEMIRIEETHNES, MENREANER,

[01:13:41] [Lenny]

English:

What an awesome answer. Thank you for being here, Ken.
R EE:

ZAEMEIE, H5REER, Keno

[01:13:43] [Ken Norton]
English:

Thanks for having me, Lenny.
FRCEIE:

BHETRAYESE, Lennyo

[01:13:46] [Lenny]
English:

That was awesome. Thank you for listening. If you enjoyed the chat, don't forget to subscribe to the
podcast and, even better, leave a review, which helps a lot. You can also learn more at
lennyspodcast.com. I'll see you in the next episode.

FROCENIR:

AET, BSEHNWIT, MREERXRMNE, BAESIETRAEE, NREBTTIECMES T, XWNHKEE
#E, AT LITE lennyspodcast.com THREZER, BN THTHEBRW.



