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(00:00:00) Kevin Yien
English:

The PM job can become a little too internal, influencing my stakeholders and getting alignment and all

these things. But if you can't sell or support your own product, I don't trust you to build the product.
FEiE:

i (PM) MIFENSER/I TR, BRICFEMAEEXE. EMHRZEN. BNRIFRESCH
FmEBEAHNE, WELERHEL S, PBRMAEEIREITIEH T~ am.

(00:00:10) Lenny Rachitsky

English:

You think every PM should keep a decision log?
R EE:

RANEN = REIBE N IZIERARRAED?

(00:00:13) Kevin Yien
English:

We all talk about product sense. To me, it's just a fancy way of saying you can make good decisions with
insufficient data. PMs need as many reps as possible in making decisions, documenting the rationale
behind those decisions, and then crucially seeing the outcome of them.

FRCERIR:

HANEEIRIE TmR « WHEKHR, XRZ "FHEFENRATHREERRAR" N—MSRLE ~mE
BERERAIESMASIMRE, ERRREEEE, MEXENE, ENEXERRRATENLER,

(00:00:28) Lenny Rachitsky

English:

We have a lot of interesting approaches to hiring, including this idea of a unsell email.
FRCEIE:

BINEEEATEEREZGENGE, SFEXD WREFMH” (unsellemail) BVARZE,



(00:00:31) Kevin Yien
English:

When you get to offer stage, | send an email and | say all the terrible things that are probably going to
reinforce their fears. If you can tell them that upfront and they can read that whole email and still be
equally excited to join you, find yourself a A+ hire.

AR ERIE:

HETRRAE (offer) BIMER, R —HEM, FIHPAERTREIMEIMIHERAEREIER. MRIREERATE
DR, MEIEREXEEEERATMARTRELLE, BAMMLET — A+ FBE T,

(00:00:45) Lenny Rachitsky

English:

I'm curious if you found any interesting uses of Al in your work.
R EE:

BREBMEMELFEPEERINT Al N—EBFBAR,

(00:00:49) Kevin Yien

English:

We are not even beneath the dust on the surface when it comes to what's going to change.
R EIE:

WEIEMERENTE, HNAEMNNEERZMREITEREZ FRERD,

(00:01:00) Lenny Rachitsky
English:

Today, my guest is Kevin Yien. Kevin leads product for merchant experiences at Stripe. Before that, he
built the restaurant business and the ecosystem teams at Square, and most recently was head of product
and design at Mutiny. He also makes ice cream and, as you'll hear in there conversation, was a pretty
competitive eater for some part of his life.

FRZERIE:

SRHFZERRZ Kevin Yien, Kevin 7 Stripe AT P AL~ m. TEMZ AT, fth1f Square i T RIXISHERS
Z4HRA, SIEEIEME Mutiny WP R5IgITRATRA. MESHKRMK, MEEMNIREMNEFIFEIR, MEAE
RN HEEZ MESEERIAE TiEF

(00:01:17) Lenny Rachitsky
English:

In our conversation, Kevin shares a ton of unique and insightful perspectives on how to be a successful
product manager, including how to get into product management, how to improve your relationship with



your engineers and designers, bunch of advice on hiring, why you should keep a decision log, how to
automate your customer research, plus a ton of really powerful stories around failure and Al and career.

AR ERIE:

ERABIXNIER, Kevin BET AEXTIAIRAMINT mEERE BRZIF AR, SENAHNTREES
. R ES TRMMIZITIMBXR. —RIBEEZN. AFTABRECRARAS. NAEHEERHAR, X
RIFZXTFRM. Al B EERRBRERRDBVEE,

(00:01:40) Lenny Rachitsky
English:

This episode is for anyone looking to become a better leader, thinker, and builder of products. If you
enjoy this podcast, don't forget to subscribe and follow in your favorite podcasting app or YouTube. It's
the best way to avoid missing feature episodes, and it helps the podcast tremendously. With that, | bring

you Kevin Yien.

FRCERIR:

X—EBNPBLEFERNEFHNNSE. BEENFRUEENANESEN, IRFRERXNMER, ST EMR
TEHANBENAD YouTube EiTHMXF, X2@EEIRETENREF SN, UHBENHNBEEEARE
Bho BBA, FNTERIE Kevin Yien,

(00:02:00) Lenny Rachitsky

English:

Kevin, thank you so much for being here and welcome to the podcast.
FEiE:

Kevin, JFERSIREER, IIMKEIAREE.

(00:02:04) Kevin Yien

English:

Thanks, Lenny. | am humbled to be here.
R EE:

515, Lenny, BEREIXBHRRRZIRFR=E,

(00:02:05) Lenny Rachitsky
English:

I've been a big fan of yours from afar. I've been following you on Twitter for a long time. You have a very
distinct profile photo that | feel like you maybe haven't changed for a long time. How long have you had

this profile?

RSz ERIE:



H—ERIMIIBEN L, T Twitter EXEFRAT . MME—KIFEEPHRENKER, BEMFGRAKRS
To XIKKGIRBTZAT?

(00:02:16) Kevin Yien
English:

Oh gosh, probably 2011 or 2012. The story behind that is | was inspired actually by Chris Dixon's avatar at
the time and | wanted something really similar to it, but | couldn't figure out how to. Luckily, | was dating
a designer at the time, and so she made me that sort of custom pick that has been my profile since then,

and she's now my wife.
R EIE:

XM, AHERZ 2011 8¢ 2012 FHEA. BENHER, HERET Chris Dixon kEHNELR, BE—
FEEME, ERAEELTF. FEHNE, RYRNEEN—MHTAS, WS TRBIESRKE, MR
UEm—BERFRB T ARHERR, MttIEs T HEE T

(00:02:40) Lenny Rachitsky
English:

Oh my god. Funny enough, | had a startup idea once where it's like a profile picture as a service business
where there's these three tiers where it's like one has automated, one has someone illustrates, and one is

a professional photo. It feels like everyone profile photos are so important.
FR3zEiE:

KR, BENE, HBZAI—MEllRF, MEM KEERS" BLS, 2RA=1FhK — I EEHE
RRY, —PEATER, —PETWER. BESTARLGHIEETEE,

(00:02:54) Kevin Yien
English:

True.

FASZEIE:

s,

(00:02:55) Lenny Rachitsky

English:

But I never follow through. Probably not a good business anyway.
FRCEIE:

BERMKMEITEN, RIEFRBARHATFER,

(00:02:59) Kevin Yien

English:



Yeah, but a good idea, a good tool.
FRZERIE:
=i, BRMIENMFER, EMFIA,

(00:03:00) Lenny Rachitsky

English:

Good idea. Thank you. Thank you for making me feel better.
(00:03:03):

I've been looking forward to this conversation for a long time. As | said, I've been a big fan of yours for a
long time. Something that I've noticed about you is you have a lot of really unique perspectives on a lot of
different things, and in particular, product management, how to be successful as a PM, how to get into
product management, things like that. So | thought it'd be fun to start there talking through some of
these things that I've heard you talk about and then get into some very tactical stuff that you found to be
useful in your product management career.

(00:03:29):

The first thing that I've heard you talk about is that you discourage people from going straight into
product management. If they want to become product managers, you encourage them to start
somewhere else first. Why is that? Where do you think people should start? Talk about this insight that
you've had.

FRCERIR:
FEF. BHE, BHERLERRREER R,

HEIRFRMIERA T o EMIFN, FREFBRAT. FHERITMRZSEBHEFERFONE, LHE
KFmEE. WRIARKRIIE PM. MEANITES. FAUREMXEITT R, ARBRNRIY—LEIRE
BRIV AEER A IAFE B BRYSIRRIS,

BIFRREINE—HER, MABMANEZRHENTRERTE, MRMIVEA PM, (RERtIIEMEME
UFFi8. XBAMA? MMIANANIRIZMBEFFIE? HRIRIRETX TR,

(00:03:45) Kevin Yien
English:

Yeah, so follow me on the detour to science world temporarily. If we all remember high school science
classes, there was this concept of potential and kinetic energy. There's so many different definitions for
product management, but the one that | have come to myself that | really like is, when you are building a
product, you have this team, engineers, designers, so much potential. The purpose of product
management, not the person, but the practice, is to convert that potential into as much realized value for
someone as possible, right? Minimum loss. When you're just getting started with a new product, the
people that should be doing that are the people who are building it. That's an engineer, that's a designer,
that's a sales person or a support person. They're the front line of the smallest loop possible to get
something going, and it's through those practices that | think you're able to get the most exposure to
what it takes to build a good product.

(00:04:50):



And then from there, that's your foundation. That's the unique perspective that you bring and allows you
then to actually take on a "role" of product manager in a good, unique, insightful way. That's sort of like
the foundation. There's a lot more to unpack behind that comparison, but that's where it comes from.

AR ERIE:

FEY, BAFRERGEE—TRFHER, MRBNNEEESFHRFR, REEEBEMDENHES. ~aE
EERSFANEN, ERECSLEHIFEERN—1E: HFERS R, MEE—TEHNR—IEMm. &
itim, filEEEEANSEE. m"REENBN (RREXTA, MEEXMKE) mEFXMHEEEAR
FJREZH. AEASLIBNE, MNB? HFEBRKED. HRNFRE— @Y, NMZEXFEHAZRBLE
EEMRERNA. BEIRM. &N, HEARHZFAL, MNBILEFERERNEEFT L, K
INEBBIXELE, R ERAREMZMENRT = miENER.

MIBEFE, B IREIE. B2IRHERVBFAA, ILMREBU—AFR. M58, ARG RELE
AEEFREEN AR . XMEEEA. XTRUERTERZSALUZENARA, BXMEERIFKF.

(00:05:06) Lenny Rachitsky
English:

I love that. I'd love to unpack it further.
(00:05:10):

This episode is brought to you by BuildBetter.Al. Back in 2020 when Al was just a toy, BuildBetter bet that
it could cut down on a product teams' operational BS. Fast-forward to today, 23,000 product teams use
purpose-built Al in BuildBetter every day.

FRSCERIF:
HERNX N E, FrE#HE—FIRIT—T.
AETEH BuildBetter. Al 8, 27 2020 &£, ¥ Al XEENE5ARY, BuildBetter FiTEE R LURL = RH]

=
PNZEHRRBIERE, RHFISK, §XKE 23,000 1= mEPATE BuildBetter FRERE I THER Al

(00:05:28) Lenny Rachitsky
English:

First, BuildBetter uses custom models to turn unstructured data like product and sales calls, support
tickets, internal communications, and surveys into structured insights. It's like having a dedicated data
science team. Second, BuildBetter runs those structured insights into workflows, like weekly reports
about customer issues, context-aware PRDs, and user research document with citations. It even turns
standups into action items that automatically get assigned and shared into your tools. Plus, with
unlimited seat pricing on all plans, BuildBetter ensures everyone at your company has access to this
knowledge. Truly, no data silos.

AR ERIE:

B5%, BuildBetter fEF BEXREKGIREMULUE (M~ mMHEERE,. IFTHR. REDEMIEE) %kh
SRR, XMERE - T INEIERZEPA. HXX, BuildBetter & XLEMWRREITEITIERF, B
MXTFERRENER. BE L TXEMENN PRD (FmBERXE) UNKHFESIBANAPHARAXE. EEE
RIS ANBMD EHAZIRTARRITHI. i, FIEARERELREMUEN, BuildBetter #fR
RABHE D AERRER R LERIR, HEIEMEITHIEMN S,



(00:06:05) Lenny Rachitsky
English:

In a world of Al demos over promising and under delivering, see why BuildBetter has a 93% subscription
retention. Get a personalized demo and use code LENNY for $100 credit if you sign up now at
buildbetter.ai/lenny.

(00:06:22):

I'm excited to chat with Christina Gilbert, the founder of OneSchema, one of our longtime podcast
sponsors. Hi, Christina.

FROCERIR:

£ AERBER S REZRMONSK, REB N A BuildBetter 15 93% WITHBER, MEIHR
buildbetter.ai/lenny iE#}, REUMEWETFHERE LENNY BIRTR1F 100 SE7oBUtHIERE,

REMEES OneSchema BIBIEA A Christina Gilbert Bl R, #hEFKNKERERIE 22—, REF, Christina.

(00:06:30) Christina

English:

Yes, thank you for having me on, Lenny.
FRERIE:

=8, BHERRIET, Lennyo

(00:06:32) Lenny Rachitsky
English:

What is the latest with OneSchema? | know you now work with some of my favorite companies like Ramp,
Vanta, Scale, and Watershed. | heard that you just launched a new product to help product teams import
CSVs from especially tricky systems like ERPs.

FRZERIE:

OneSchema B AMEIA? BMEMFNINETESERERN—LATE!E, bl Ramp. Vanta. Scale
# Watershed, FIFIRIRIININIEL T — M7=, BN~ SEIPAM ERP EF4F3IMFHN R LRI CSV X,

(00:06:47) Christina
English:

Yes, so we just launched OneSchema FileFeeds, which allows you to build an integration with any system
in 15 minutes as long as you can export a CSV to an SFTP folder. We see our customers all the time getting
stuck with hacks and workarounds. And the product teams that we work with don't have to turn down
prospects because their systems are too hard to integrate with. We allow our customers to offer
thousands of integrations without involving their engineering team at all.

AR ERIE:

09, FATRINI#EL T OneSchema FileFeeds, REREERF CSV FHE SFTP X3k, EFBELLIRTE 15 7
NRESEARENER. RIEEEINEAREMIRINHTNTBLEEL. SEMNSEN=RETLGEH



NIBRAREERMELBEETEF . FNILFFEBRERTMENR, MEeFTFTEIRENSS,

(00:07:09) Lenny Rachitsky
English:

I can tell you that if my team had to build integrations like this, how nice would it be to be able to take this
off my roadmap and instead use something like OneSchema and not just to build it but also to maintain it
forever.

AR ERIE:

HATLUEIRIR, MRFJOBACTZXIFNEN, EBEMKNBREZE TSR, KMEMAEK OneSchema X
HRIR, BZEZHF—TNEWE, EEEKANLER,

(00:07:21) Christina
English:

Absolutely, Lenny. We've heard so many four stories of multi-day outages from even just a handful of bad
records. We have laser-focused on integration reliability to help teams end all of those distractions that
come up with integrations. We have a built-in validation layer that stops any bad data from entering your
system, and OneSchema will notify your team immediately of any data that looks incorrect.

AR ERIE:

BITRXNE, Lenny, FNTATRZANVFHERIERMEBUICERRFNNEERF. BT ETEMNIE
4, FEFIRAVERRERSEPHIBFAE T, RMNE—TRENKIER, FTUBEIEEAEREEHFNRRER
4t, OneSchema Z=IEIBAIREVHEFAEfAIBEIEHK A ERBIEIE.

(00:07:40) Lenny Rachitsky
English:

| know that importing incorrect data can cause all kinds of pain for your customers and quickly lose their
trust. Christina, thank you for joining us. If you want to learn more, head on over to oneschema.co. That's
oneschema.co.

(00:07:54):

Every PM has their definition of what is product management, and | have one that I'm trying to find
exactly what | wrote, but essentially, it's to marshal the resources of your team to solve customer
problems and drive business impact most efficiently, something like that. And | feel like it's very aligned
with your perspective, but | really love this view of it's unlocking the potential energy of the team. Not just
marshaling the resources of a team, but it's there, and your job is to maximize their effort. And this is why
when people say, "I hate product managers. | don't want any product managers at my team. We don't
need product managers here," | feel like that's often because you've had a bad PM. Good PMs make you
better and make your life better, allow you to do the work you want to do and they take all the stuff you
don't want to do, make sure the stuff you're doing is worthwhile.

(00:08:38):
Is there anything more you want to add along those lines?

AR ERIE:



BANESABRBEZATAHREMES, HARKEMIIAEE. Christina, HHFRMATAT. WRIFE

THRE %, i&1hiR) oneschema.coo

BT PM M AR REERMBEECHEN, HEE—, REERKAEGKEEATH, BEARLERZ: AIH
AAZR, URESMEANBRAE R REAKELSREm, AEXF. RRSEXSMMIMAIEE -8, BRE
HRENR “BHREEEE" XA, MUNBFEHER, ZBEMERE, MPOTERRALMBIINS D, X
MEANFAYHANR “HRTmEE, REAREFEEEA~REE, RITFAFETREE B, RRETE
FERENMBETIERE PM. 1F8Y PM ILREREY, ILREVEFREREMR, ILREEMIREMBIIIE, thil&
BT IRAEHBIRE, HBRIFIEIEERENERN.

KFX—=, REB+ABFERING?

(00:08:41) Kevin Yien
English:

To elaborate on that, | think the broader point is that truly not every team needs a product manager, but
the activities, the outcome that one would drive needs to get done no matter what. And in some cases,
this is why the prototypical companies that everyone references when they say, "They never had product
managers, look at how successful they are," they're all building for themselves. Stripe, Twilio, Figma,
designers for designers, engineers for engineers. When you are the customer, why the heck do you need
someone else to help do the things that let you make decisions on what to build? But if you are not the
customer, if you're working in a particularly complex space, if there's something that you, as the person
that could build the product, feel you don't have, that's when you can essentially delegate that
responsibility to someone else to say, "Hey, let me do the things I'm really good at and you do something
that | need to get my job done."

(00:09:39):

So it's that sort of relationship that | think is often missing in the discourse. | think it would alleviate a lot
of the, "We don't want PMs. PM is useless" or, "PM's one of the best thing since [inaudible 00:09:52],"
which they're not. It's just a manifestation of that problem.

FRZERIE:

FARA—T, BANEZHURE, BEHIFSTHNSRTE—NTmEE, B aEEFrEmARES
HMER, TIRMAEBLATTR. EREBRT, XMBATARKERFPBLERBAT —JAMR “t
MMFEEFmEE, EZMI” —HESHEENE WG, Stripe. Twilio. Figma, &It
At imegr s, TRMAIERIMETm. SIRECMERFN, MEIRATAFERNARSBIRMEALIRE
ZEA” NERR? BORMRARER, MRFE—TMIRIERMTURIIE, MRMENEBE R
A, RRRRODFEERA, BEMERIRMALIEXTMRERALRIA, 7. TR, ILHMIBRNSE, (RRMEHBLE
BN T T EMERNER"

FRUFINARMXRTEITICHFEERBE, RUEXEERRS “RNFBEPM, PMEA” HE PMEB
TR EASURRFEANELE ZLXMRKESTIE (HSE PMIZIBARFKR) . XRZI MBI —FhRIMAZH.

(00:09:55) Lenny Rachitsky
English:

Yeah. Just to build on that, we're going on a tangent, but | think that's really interesting. | think there's
another element of that, SNAP actually is another example where they waited, | think, until they had 200
people before they hired their first PM. To me, that's an example of other people were doing the PM job.



As you said, there's PM activity, someone's doing them, lining people, prioritizing, making sure things are
clear, making sure people aren't surprised, all these things PMs do. Someone's doing that, and my feeling
is like, "Okay, your designers may love doing that, great. Let them do it." If your engineers that have a lot
of product sense may want to do that, great.

(00:10:28):

But there's some point they either is like, "Forget it. | just want to code. | want to build that. | want to be
sitting around in meetings all day," or they just aren't as good as things are scaling. And so it's kind of
like, if your engineers, designers want to do it and are good at it, great. You don't need PMs for a long
time. Oftentimes they're not good at it or they don't want to be sitting in doing all these PM things.

FROCERIR:

2. #7R—R, BAERIEET, BRIUNNXRER. TEZ—THEZEK, SNAP LR ERS—NMIF, iR
ftfiTEZIA 200 A A RAT E—1 PMo KR, XPASSZEMAIEM PM BT E. EWRFAE, PM
HEE SR BEAM: MRAAL. BEMER. BREFEEW. BERAXKFIRBEIFTIN, FAEXLE PMMHIE,
BAREXE, HHRBEZ: 8, MRMENKITHIERMXLE, KiF7, iLMEMR" MRIFHNIRIR
Brmik, BixXE, HXFT,

BRTE R, HNEARER: “B7, RRBVEARE, RRELMESR, RTITEBRLESNER |, £
LTS MR K, ISR, FIUXMER, WRIFRNIZIN. itmEMBERKM, BXET,
RRK—ERBYEIERAFRE PM, BEERRT, MIIZATER, BEATEBREEXLE PM HBEE,

(00:10:46) Kevin Yien
English:

Yep, precisely.

FRCEIE:

A, IERtt.

(00:10:48) Lenny Rachitsky
English:

Okay, so going back to the question of... So your advice is don't go straight into product management if
you want to become a great PM. Where do you think people should start if they can? What are some
options you recommend?

AR ERIE:

9%, EEIBRNEGE--- FRLURBVERINGE, MRIMEA—R MBI PM, FEERANT. RIANMRAILUBIE,
ANINZMBBEFFIR? (R ERR?

(00:10:58) Kevin Yien
English:

The best way to think about this, in my opinion, is who were the people that you would be taking the PM
responsibilities from and then do those jobs? And so for me, the sort of foundational three are going to be
engineer, designer or salesperson. | think sales also gets not a bad rep, but a misrepresented reputation
in tech where all they care about is quota, it's just about numbers, et cetera. In reality, the best



salespeople are the best listeners, the best people at understanding the problem that the customer is
having and then translating that into what you can do for them. And so if you get really good at having
those calls, getting told no a lot, and being able to translate that, | mean, why would you not want to start
there and then eventually move into something like product? So that's the foundational three for me.

FRCERIR:

FEHEK, BEEXNARIFHANE: FEMIEFEZTF PMBIERS? B AMIBLETF. MHEKR, &
BRI =MRAE: TN, RITMEEEAR. HAABEERKRTIEERER, BRIRET, ARERF
IRR O SHER. RERFES, KL, RMFHHERRFHMIAE, REKERETFEIRREH,
HREEZ W NIRENMIMEIER. PR, MRMERFIFBERITIPLEBIE. JMBIEL, HEERUXLERE
B, BNERZE, NtAFTMBERR, ARRALRET@mE? FAIUX=1ERHEMKER,

(00:11:56) Lenny Rachitsky
English:

So your advice is essentially if you want to be a PM, start as a designer or an engineer or a salesperson. |
was an engineer, so this is exactly the path | went on. And | think there's an element of you start there and
then you realize you're never going to be as amazing as the other people at that role and you're like,
"Okay, maybe | should explore this other thing," because | was like, "I'm never going to be an amazing

engineer. I'm good enough."
R EIE:

FREMRBVERIN AR LR IRIFEAS PM, Sfugit)i. T2MsEE, HURRIEM, FrUIERNERXF
B. RUREPFE—TRRE, (RMBEFIE, ARBIRIECERTACG LXEAZGEMARFELE, T
=R 9B, BIFRZRE-TINERA" , AARYRES: “BREKTEFIHA—BTNREI IR,

HRRABEERE."

(00:12:18) Kevin Yien
English:

Totally.

R EIE:

TTRIEM.

(00:12:18) Lenny Rachitsky
English:

I'm like, "1'm pretty good at this other stuff. Let's explore that.
Fp3CERiE:
B8 “BREHMXEEE LMEISHEE, ERIMTRE—TE”

(00:12:21) Kevin Yien

English:



The one thing that | might tack on there, because this could lead to a negative perception, is, "Well, I'm
never going to be a world-class engineer, world-class designer or et cetera, and so let me settle for being
a PM." That could be the conclusion you arrive at, but | think a better way of framing it is, "I'm okay at
those things. I'm potentially world-class at this other thing. Let me see what it feels like to double down
on this area."

FROCERIR:

BB TE—R, AAXTRESSE—FOEIAN, B 9B, JKTHAT HRARNTEMEIRT
I, FrAFRRFRMKEREN PM,” (RATRESRFHEFNEIL, BFIANNEFHREIFAZ: “REPES
B LEMIFERILL, BRAEXMHHINER LA HARINES, LREEEXMURMNES R AR

(00:12:44) Lenny Rachitsky
English:

Absolutely.

R EE:

4B 3T IE o

(00:12:45) Kevin Yien
English:

And | think that's just a good framing.

(00:12:47) Lenny Rachitsky
English:

Okay, so let's talk about another insight and piece of advice that you have, is that you think that great
PMs need to be great writers. | think a lot of people don't necessarily think this. | think people may
probably think, "If I'm an okay writer, | can probably be really successful PM." Talk about why you think
it's so important to be a really great writer to be a really great PM.

FROCERIR:

9%, BRENTIEMRA S — N LAEMZEI: RIANRER PM BARRBNER (B51EE). BRERSAT—EX
2R AfATRESA: “IRBEEKFETT, HWEEMNIFEMINE PM.” WX A AIRANERLNTIR
PM, EFHEHS{ERENUILEEE,

(00:13:07) Kevin Yien
English:

It's actually shocking for me to hear that this isn't commonplace sort of acceptance, but the place that
this comes from for me is, writing is clarity at scale, and a key component to a PM's job is creating clarity
both internally and externally, but it is both sides of that that | think often get lost. A lot of times the PM



job can become a little too internal, and it's about influencing my stakeholders and getting alignment
and all these things. Don't get me wrong, all that's very important. You should write your PRDs, they
should be super crisp, they should articulate things really well, but I'm not saying that every PM needs to
be a marketer or a world-class copywriter, but you should be able to write really compelling messaging in
the voice of the person that you're trying to serve. And I'm working backwards from the beliefs that, if you
can't sell or support your own product, | don't trust you to build the product. And so that's where | think
writing is the foundational component there.

FRERIE:

IFEXE G M A EIBEIR, RETEIRTN, MHRRH, IMEHRRR: 5ER IENER" . PMT
VERIZ AR S S TR B ERS AN IS EME, BFRIAAXBEHEETEHIMWBM. RZR, PMBIES
BEFHA, BRICFEMAREAXE. ARLIES, iR, XEHREE, RNZS PRD, EAINZIE
HEEIERT, RiAEW. BERATERESD PMBZTERANEHA IR RENER, BIRMIZEEB UIRFTAR
SHXRWOY), SHEZERRINERS, RNSERETIH—NMER: NRMTERHERSZIFRECH
P, BMAEEMREEEX N R, XMEATAKINASEREFHNERA M,

(00:14:11) Lenny Rachitsky
English:

There's a few quotes | say often on this podcast just because they always come to mind. One is by Joan
Didion who said that, "I don't know what | think until I've written it down." And that's what I find with
writing where | need to actually write it down for me to really understand what the heck I'm thinking to
really crystallize it.

FROCERIR:

AEXMEFRRELESIANLDE, BANENSE2ERMEFZER. — N2 - k@E (Joan Didion) HHY:
“EETRZA, RFMEECHERTA.” XUERMNEENRER, RFEEZHEIELEE K, F1aeRAECE
RERHA, FRBERESR.

(00:14:26) Kevin Yien
English:

Yeah, and | think writing is, it's both a mechanism for translating what you're trying to think into that
thought into what you're actually trying to do, but then it needs additional revs to be properly consumed
by everyone else. And that's | think the really hard part that a lot of folks don't do the extra mile effort to
take on.

AR ERIE:

B, WANSERE—MEMEBER UL BRAEANLFRToIRNG, EEEFRMIMNIITE, ThE
WEAth N ERtIRUL, FIANXA BEERMIES, BREATREBSIERGD N[ETH.

(00:14:50) Lenny Rachitsky
English:

And this to your earlier point of a job of PM is to unlock this potential energy of your team, of the various
resources you have and obviously having everyone aligned behind a very, like, "This is what we are doing
and everyone understanding it" and it being very clear is really powerful there.



(00:15:06):

Okay. So this begs the question, how does one become a great writer? What helped you become a better
writer? How do you feel about your ability to write at this point?

FRZERIE:

XEETIRZARMR: PM W TERRBREAMZTHERNEE B, LB TAERY “BTEEBAIAL” &
IR, HHERECAZRERREH, XEEPIFEENE.

¥, BARERT, — P AMBAIRARFNEEE? BHTABBIRES T SEKFE? RIEXN B S5 EiEAIR
N MR?

(00:15:13) Kevin Yien
English:

Oh man.

FASZERIF:

MR, fkito

(00:15:14) Lenny Rachitsky
English:

Any advise on becoming better?
FRCEIE:

B AZRIZING?

(00:15:16) Kevin Yien
English:

I'll start with a slightly cheeky comment, which is, | think some of this is changing with the advent of large
language models and the ability to actually just mimic someone else's tone. But | take inspiration from
the camp of Anthony Bourdain, and he has, I'm going to butcher the exact quote but it's something like,
"If you want to know how to make good food, you have to eat a lot of food, and you have to be willing to
have a bad meal every now and again." And so for me, good writing comes from consuming as much
good writing as possible. Sometimes you'll read something and say, "That was actually absolute fresh."
But that's okay, you have to be willing to take on some of that stuff. But the more you index towards
developing your own taste for what you think is good by consuming others, then you can shift into
producing your own and then comparing them and riffing it off other people. So I think that's sort of the
cycle that I've gone through.

AR ERIE:

BARTMERERNUR: BEXRESEENERURRAHAIERNEED, BREEREZNK. BRMER
[E - %% (Anthony Bourdain) ERETREXR, tE—@IE (HAERIZF2FET), KER: “WRIHFA
MENEHMEESR, MO AENEY), HEBFTRE/ERIZ—THERENIR” MKW, FHNEIERET
RAETREZ IR W GF B9 Em. BIMRZIRE—LEARA, ARRT "“XEERIIR” . BRXER, MOAREER



X, fREdREMARNER, BEMETEFRECN “TARKFFR” Nk, Rl melfFE CrfE
m, AEEITHE, HMABERRRE, FIANXMEREHEIER.

(00:16:13) Lenny Rachitsky
English:

| have a friend who's a very good writer and a poet and helped me develop my writing early on, Vanessa,
and she said exactly the same thing. Just to become a better writer, read beautiful writing, and it just kind
of infuses you or your brain. In your experience, is there anything you read, anything you found really

effective? Anything that you think influenced the way you write or think that people can check out?
R EIE:

BE—TR, twR—(IFEASFHIERTIFA, ERREHBRES TEIEKTE, il Vanessa, ithiidse
E—HENE, BRABFNEEE, MERMENXNT, EXBBERCRMIRSIRNAR. EMRIZEH,
BRAEMFAMEIN. REEBEBRNAA? BREFTAMUANAEMTIREFEREZHNMRA, JLULAR
SE—T?

(00:16:36) Kevin Yien
English:

| explicitly do not mean read a bunch of other PM artifacts. You're not going to become a better writer by
reading PRDs or whatever it is or support articles. It needs to be writing that compels. That's the theme |
would go back to because that's what you're trying to do at the end of the day.

(00:16:56):

And when | say compels, | mean it pushes you to action. Because if you read something and you're like,
"Oh, that's interesting," that's not enough. You need to be able to give someone something that then
allows them to do something differently. And so the things for me that have been best... Obviously there's
all the Paul Graham essays, | think his writing is very succinct, very clear, that's not novel. | learned a lot
by finding specific voices back in the day on Twitter, and it wasn't always what they were posting on
Twitter, but if they wrote an essay or a post, that would be their crispus thinking. And so you can use
these broadcast channels to find where their golden nuggets are, but then spend time with those instead
and don't worry about all the additional noise that comes with it.

FRCERIR:

REAWIENTEERR—HEHMN PM = HY), 3% PRD AZFHXEFRKILMBAANEFNEFE. EXAREE
‘BB BINF. XRERSRERPFNETH, AAXERMEATEZERENEN.

HERE “BREBN” B, RNETITHEMDIRREITH. EANRMRTREERE, RRREE M, #EE
B, BRABE, MEBEBLINA—LRA, ILMIEBUFRNASRNITE. WHEKR, REFNKRE -
ERERT - REEHE (Paul Graham) WFIEXE, HIAANMNEIFEREREE. B, XHAME, FLE
£ Twitter LBIIHBENEEZETRS, F—ERMIE Twitter EXHARE, BMNRMINE T —RXE
BhF, AREERMI&KEMNES, FrLURA U AXEERREREMNIN “Sa° , ARKREER
BLEAELE, MABBOHZMRAIEIMNES.

(00:17:46) Lenny Rachitsky

English:



Paul Graham actually, you mentioned him, he has a great piece on how to become a good, that we'll link
to, where basically his advice is, write the way you talk. Just keep it really simple and really regular. And
so we'll link to that. Is there anything else along these lines of writing that you'd recommend for folks that
are like, "Okay, | need to become a great writer. How do | do this?"?

FRCERIR:
RZEINRS - RECEHILE—RXTUARARFTSEENENE, RINSM LR WRONBRNE: &

WIE—HEF. REFER. BA. RINSEERRXE. XTEME, MEBFARWNABLERST 98, &F
BERA—BMBENEEE, HZEAM BAE?

(00:18:02) Kevin Yien
English:

Actually along the lines of write how you talk, there's this concept of cadence that | think is really
important when it comes to internal writing. There's probably some very good article about this, but it's
the idea that if you only write in a monotonous cadence, either all really short sentences or all really long
sentences, then your brain just tunes out eventually. And so you have to interrupt the pattern
intentionally, and so you go short-long, long-short, whatever it is, but there's a few various specific things
that you can do that allow someone to just roll through a post or something when you write that way.

AR ERIE:

KR, E “GRIE—HEE HNRR, WNNTEARSEFR, “THHER" (cadence) XMAZIFEEE.
AR —EXTXAENREXE, BOBEE: MRFRAREANTREE, BE4A2EET, B4A2EK
], BAKMKRAZRERFZHEM, FRURGAERIRMITRIMIER, KIEES, #3588, SFXEFS
AURHE, B—LEEAANKISAILILREFERIFHIRT—RXE,

(00:18:43) Lenny Rachitsky
English:

Along these lines, there's a book that I just found to make sure | had the right title called Several Short
Sentences About Writing that is really helpful along these lines. And the whole book is very short
sentences and it teaches you to write very short sentences because once you're good at that, you can get
better writing longer sentences. And so we'll link to that too. It's like a really good book that | have two
copies around my house that | kind of poke at sometimes.

FROCERIR:

E XN, HNIRT —aB, HIAT—THZ, Y (XFESEMJLNED) (Several Short Sentences
About Writing) , XA EIFEEHEE, BABHERHIFEENDFAERN, ERRNAERER, BA—BMR
EKEEM, (TMEEFENKEG, RIS EXAP, XE—XIEEENS, RREBEME, BRE
_gﬂo

(00:19:08) Kevin Yien
English:
Nice. I'll have [inaudible 00:19:09] too.

FRCERIR:



XiF7, BRBEEES,

(00:19:10) Lenny Rachitsky
English:

Okay. Another area that you have a really clever insight into is how the PM role fits with engineering
design. We've talked about this a little bit, but you have a really clever way of just thinking about how
these roles interact and who's responsible for what. Talk about that.

AR ERIE:

o MRES— MUt AIFEIERNILE, BBHME PM ARNAS TREMZITRES. HMNNAWT —<, B
RN XERBINAEURER R AE—MIEBEGWHRE L. KK,

(00:19:24) Kevin Yien
English:

So this description came from writing PRDs at Square. | think there was a lot of confusion from my team
specifically when | joined them. For what it's worth, it was new product line, three engineers, three
designers, there was nothing but a slide deck.

FR3CEl

iF
X MERRTIAE Square 5 PRD WEFH. FKRIMNIBTHEAES, ARBRER. IRER—T, BE2—T2H
B msk, RE=TIREM. =Mgitil, BT 140K (PPT) SMTARREE.

(00:19:41) Lenny Rachitsky
English:

Three engineers and three designers?
FRERIE:

=N IRRMA = Mgt n?

(00:19:43) Kevin Yien
English:

The best ratio ever. This is a whole other thing. Most people, | would say, under invest in design, point-
blank. When you get to a certain scale, maybe things change, but truly | don't think most teams have
experienced what it feels like to have a really high design ratio and what that actually does to the quality
of the work and the quality of the thinking. So shout out to designers. We need more, is the short version.

And | would rather hire an incremental designer than PM almost any day of the week.

FRCERIE:

BRURREFHEG, XEF—EET. BEET IR, HIAAKRSEATRIT LHRANESBTERE, HRA
B —EMIEE, BERAIERNE, EREMNIANASHEANEZEFRLIWERSZ IR, URXE
NITERENMBERES-LEEENTM, AL, MIZITIHMIHE,. Bmsz, RMFEEZRITIN, TEKXKS
HERT, BTRZB—MgIHN, BREZEB—1PM,



(00:20:18) Lenny Rachitsky

English:

Wow. I've never experienced this ratio. Incredible.
R EE:

I, MMAREHITXMLLAF, KARETRINT -

(00:20:21) Kevin Yien
English:

Yes, | was very lucky. Shout out to Bruce Bell, who was my manager at the time, who was an ex designer,
at the time, GM, and declared that starting ratio.

(00:20:31):

So anyways, with that setup, they all had sort of an opinion. They had seen PRDs in the past, they weren't
quite sure what the purpose of it actually was because they had designs already. They had something to
start from. And when | came in and talked to everyone and figured out where we needed to be in a year's
time, | was like, "Okay, here's how | think it. Let me know if you agree." And this is a whole other concept,
which is, the best way to get feedback from people is not by asking what they think, but to put something
concrete in front of them and then have them react to it, right? So chewing fork.

(00:21:03):

And so my description is, PM should be doing everything in their power to draw the perimeter of the
space, of the problem space. And it's within that, eng, design, everyone else that you're working with,
they can go as crazy as they want, push up against the bounds and it's fill the box to its maximum
capacity, but you've now applied the constraints that allow you to actually have productive

conversations.
(00:21:26):

On the other end of the spectrum though, | think there's a lot of folks who think, "Oh, PMs are just
strategy high in the clouds. All they do is kick things off." You need to be obsessed about the final
deliverable and whether or not value is actually getting to the customer. | have a really trite example of
this if you want to go down it.

AR ERIE:

T8, HIAFEFEIE, @ Bruce Bell B8, MHREHREZIE, UAIRIRIIN, HHEEEE (GM), tHEE T
XML

B2, ERMEET, ARBBEECHEE. 11 PRD, EFRHE PRD WEEBNZtA4, EAf]
BEBKITET, BEEEHART. SRMAHNAKZR, FEE—FEHRNEFEXEFTABRN, FiR:
GFIE, XRHERPWE, BEEMIIZEER." XIS — MR RERGBREFNARFZEINANELE, M
EBEANAREEEMIER, LB RN, WIE? 3G BEX —#.

FRAFEVIAZ . PM NIZIBREDRIERE=EN “BAR° (perimeter), EXMERZA, LTiEIM. &M
UNFFE SRR URIBARE, BHafR, B “&F H#H. BRMRKETIREE, (RIS
B BB,

BECENS iR, TANRZARS PMARESTRAE, MNIAARZEHNE" . HRMEFEHET R
KERZAY), URNMERSEIESEETERFH, NRMEREIE, ZE—TEEFERENGF,



(00:21:46) Lenny Rachitsky
English:

Please.

R ERE:

B

(00:21:46) Kevin Yien
English:

But the key point | want to make is, | think it is tempting when we think about engineering product and
design to draw these really clear swim lanes and say, "You do X. | do Y. Don't tread on my area." But you
need these murky overlaps in order to build something really good.

(00:22:07):

And so even if the engineers are going to build a better product than you and the designers are going to
design something better than you, you need to come with a strong opinion and you need to do the
legwork to get their trust so they actually care about your opinion in the first place.

(00:22:21):

So time for a mini story. So Square, we're building a point of sale for restaurants. If you've ever seen one
of these in a restaurant, there's this sort of grid of tiles that they tap to enter your order when you're
sitting down for dinner. We were developing one, and there's this concept of a menu group. So it's a little
box, you tap on it and then it pops the screen in so you go to the next level of the hierarchy. So example

would be you have a wine button, you tap it, and you see your reds, whites, et cetera.
(00:22:53):

If you think about the people that we were trying to serve, there's the restaurants that were coming from
areally old legacy system. And if you've seen a bartender tap on one of these, | mean it is muscle memory
to the max. They're not even looking at the thing and just punching in the order blindfolded, and it's
rapid fast.

(00:23:12):

On the other hand, you have people who are entering the workforce the first time, they've never used a
point of sale. And so we have to serve both of these equally. Well, how do you deal with that level of
speed but also the ease of use that anyone can learn it for the first time? And so there was this interaction
that we really cared about, which was, when you tap on a menu group, what's the animation to pop you
into that next level? This seems like such a small thing, but it made the difference in how easy it was to
adopt for a lot of the restaurants.

(00:23:41):

And so a designer and myself spent literally an entire week just fine-tuning how many milliseconds it
would take to pop in and out so that it felt right. And we actually brought in servers and bartenders to
play with the prototypes we had on iPads and be like, "Here's an order. Pop it in." And we would see
where they would sort of flinch or hesitate because the animation was too slow and they thought, "l can't
tap it yet," or something related to that.

(00:24:07):



And so it's easy, | think, for a PM to say, "That's not my responsibility. | define the requirements. Have a
menu group that goes to the next level, design or engineer, figure it out." No way. That's fully on you, and
you better be involved in those details.

AR ERIE:

FRRENXEBRE: SHNBEILE. mRMgitl, RESZBUERR, i “(RMEX, FEMY, IR .
BEMEBEEFIFRA, (REEXE “BEHNESME

FREL, BMETARIMEEEHELIRELFRI™ M, &IHMEEIRITHLREGFHN AR, RIDATEFTERINUR, H
BIEEMAENRTETERRSMNNGEE, ZHEMIFSEEERMIIMNR,

WANRE, 1E Square, HRITEENBETHAWIERS (POS). MRMEBRTHIXMAR, EBFF—1
PIMIRETEENS, ARSS AR EENTRBAITR, RITHRERFA—1IEE, Hh “RREA" HFS. EBR—
INFR, (RREE, REMIWEIT—RER. LNRE—1 “G8E K, ~EC, meEdIIEE

B, BREES.

BRENRSHINR: BERTEANRIEERBNER RS, MRMILSFEMEEXENE, REEIA
MICIZERE. WIEETRERS, HERMEWHBRAITE,

5—FHH, BEREENRZRHA, MRASKRASL. RNBABNRSFIREAN. Ba, WNFEFH
FiREBBEEMAFEHLE LFNZAMER? RNFEFEE—IREAT: SMAEREAEN, #ANT—RE
HMERREEFR? XEEREMHNE, BERETHZRTREEES LF

FAM—(IHIMREE T —AE, XNENTHIAEEMRENERE, BEIRE W77 Ak, HNEE
BRARSS ZAEEINTE iPad [RE LIRMF, iLTRNITR. BMISURMNEREZREZING, ATEREN
shEXIE, LT “WEEFER" , HELMBIER,

HIANAPMREZH: “BRAZEHMTE. REXTER: RERBEHEH#ANT—R. RIHMHIEM, RI1E
RER,” BXRT. XeeFNRE, MERFS5EIXEATHE,

(00:24:24) Lenny Rachitsky
English:

| love this. There's two directions | want to go. So there's the drawing the perimeter, and then there's this
paying attention to the final deliverable and keeping the borrow really high, which | love and | totally
agree with both.

(00:24:34):

In terms of this animation, people hearing this, that our PMs are going to be like, "How do you have time
to spend a week on animation for one little product? | have so much to do. | get to hit some goals, drive
some numbers. | have people waiting for me." Maybe because Square is like this, once you deploy, it's
harder to change and it's like a big deal to ship. But I'm curious if you have any advice or things you've
learned about how to create space for that sort of thing to create time to spend a week on this animation?
Or was it just obvious to everyone, "We need to spend as much time as we can"? Top down, everyone

knew.
AR ERIE:

BRERERZNT o BEMBIAERNRY —IMEUERAR, Z—TEXERKIMIHRERSHITE,
XM RIEBIEEEE.
XFXAopE, FREN PMATAIEESE: “REAENEE—ANEE— M\ =aiaE L? RERAZE

2, BAMBR, BHAEE, EEATSFER.” LIFREN Square (MR, —EXREMREEN, XH
B—HKRE, BRRIFET, MESHEEAMRNTER, XTI AXEFBEIETIE, MMEL—EERH



REpE? ERAXNEBNTARRBZEMZ LB, “HNEFERATESZMERE" ? 28 LM FTAKENE
g7

(00:25:07) Kevin Yien
English:

| definitely don't think it was obvious to everyone, and | can definitely say that because we were given a
pretty strict deadline that we needed to launch by and | pushed it out three times. That's not because of
this one animation, but it's because of a series of decisions where we said, "This is what we believe we

need to ship, and this matters much more than hitting some artificial external GA date."
(00:25:35):

There's this other aspect that | think PMs like to feel good about how busy they are and they're like, "I'm
involved in so many processes and | have to talk to this person and talk to that person." All that might be
true, but | think there needs to be a calibration or at least a spring-cleaning of, "What's everything I'm
doing?" and how much do these things actually matter to getting value to a customer. Because as a
company gets bigger, as teams get more complex, it's very easy and natural to spend more time on things
that are internally-focused and not externally-focused. | think we just all have to have sensitive antenna
to that so that we don't fall prey to, "Well, the way that my job is described is to do these things," but
really it's the outcome again of put something in a customer's hands that's also a problem, and it's

amazing.
FRCERIR:

BENTIAAZXIE P ARRBEEMS WH. RAUSEMR, AALRENE—NEZmEROLHELER
Hi, MHBIBEHRT =R, XFARABEARX—MohE, MEBERN—RIIRE, FITARN: “XZRINRES
RYBIRA, XEEMREDNANRERNIMNELHEE (GAdate) EERFZ.”

EER—FHH, NN PMEWTRE “RRIC” WREFRES, BT “BREBS5TXAZHE, REMNZXTA
B, MBPARK” o XEFAGREHEESE, ERUNNFTEHTRARE, REELE—R “KRAK” , HEE
2. “RMHPMEXEER, AREZIONAFFEENEREER? " RABEQATEAR. FNREER, A
MRE 7 B AT AMIBE Z B EEAN AMIFINIER Lo BOIANBRNDT IS UL RIFHFHIRDE, XiFAF
SN RN ILIEREREMXES" BMEH, Msic T EENERIEBRAEN. RENFARIETRF
Fo

(00:26:29) Lenny Rachitsky
English:

Reminds me of your now colleague Jeff Weinstein's advice he got from one of the Coulsons where they
came to him and they're like, "You're world-class at doing the second and third most important things
and you're not focusing on the most important thing because it's so hard, and that's something you need
to work on."

FRCERIR:

it HABERIMENRE Jeff Weinstein M Collison 525 (Stripe €I A) BEEFEIMIEIN, MIIxtthiE:
“MEME_NE=SFENEBELREREN, EREEETITREENSER, BABLKHET, XRIRHEEN
BRI



(00:26:47) Kevin Yien
English:

Totally. I will say so one on that, the CEO at Mutiny, Charlie, she always repeated to me nonstop, "Keep
the main thing the main thing" and would just say it ad nauseum, and I'm really glad that she did. The
one excuse | don't want to give folks is, as you progress in your career, you have to walk and chew gum at
the same time. You can't say, "Oh, I'm only focused on this thing over here, so other folks handle that."
You do have to figure out how to do a little bit more at the same time, but prioritization does play a factor.

AR ERIE:

T2IEfi. XFX—s, Mutiny B CEO Charlie RRMEETETHEE—AIE: “UIREENHHRESRE
EME" (Keep the main thing the main thing), #iREIFREXABERT , ERENBEREMXAMT . HF
B NMIN—NMEOR: MERWVEENLZRE, MUAFER “—0ZA” (walk and chew gum at the same
time)o fRREEW: “IR, BREITFX—HE, MUEMSILIAZER” MALXEEFRRANLGEELE
&, BRERHFHIEXEER,

(00:27:25) Lenny Rachitsky
English:

There's a framework [inaudible 00:27:27] suggested that | really like, the LNO framework. | forget exactly
what the LNO stands for, but leverage something something. And we'll link to it in the show notes that
gives you some advice on how to prioritize your time based on the stuff.

FRCERIR:

BE—MERKFIFEENR, W LNOHEZR, HET LNO BFEARMAAT, KR (Leverage) Z3E8J, Al
SETBENEFH LR, SRHET —EXTNERESBIIERR D B ErEN.

(00:27:38) Kevin Yien
English:

Totally.

R EIE:

TEER.

(00:27:38) Lenny Rachitsky

English:

Good idea. Thank you. Thank you for making me feel better.
(00:27:50):

Okay. So | guess in the case of pushing back to create space, this was just you as a product leader
recognizing, "This is really important to get right. | will convince people we need to make more time for
that."

FROCERIR:
FER. S, BRI R R



FRUEBEHEEHELULIEZRNERT, XRBMREAFRASERIRE: “EXAEHNFEEEE, HE
WARARBA VR E NI HE 68,

(00:28:41) Kevin Yien
English:

| don't want to make it seem like it was me against everyone because that was definitely not the case. |
think the starting engineers and designers on that team really cared about the quality of what they built
too. That's a pretty structural DNA for a team as well. If you don't start with that, and as a comparison,
you have a team that really prides themselves on shipping fast and meeting deadlines really
prescriptively, you might end up in a different world or your role as a PM might be a little bit more
challenging if you want to push on this stuff. So | do think you have to take into account what is the DNA
of the team. And then can you exploit that? Which | was able to do. Or do you actually have some change
management to put into effect if you believe that it's worthwhile?

AR ERIE:

HAERABEFERR—TIATENTAEAN, BAFKREXNRZNF. FIANBE AR T2 Im
HIFEESMNAEENRANRE, XUIE—TEIFELSEMLE DNA, MNRIFFEMXM DNA FHia, 8Lt
ZF, SRMRBEPAIRERZ AN ETERIEBAR, MAESILAT -T2 FRNHR, HEMRIRE
HITXERA, RMFANPMBNABSEARSMS. FrUAFBISIARIRGIE FEHEIPAEY DNA BT 4. A&, fREE
FAX—RME? RERHEIT, HE, MRMANES, METENFTEL R LT FEE?

(00:28:41) Lenny Rachitsky
English:

Let's go back to the perimeter, drawing the perimeter concept to make that a little more real for people.
So your advice here is the role of a PM, part of your main job, especially when it comes to engineers and
design is to draw the perimeter for the team. Can you make that a little more real? What's an example of
that maybe from something you worked on? What does that look like?

FRCERIR:

FRAIEE “FR MR, BEHSERF—<. FIURENE, PMHAE, TEHEEN TZMAILIT
HIRAEY, EETEZ—mENERNER R, MREEETRENFFIE? LRI RENIR? BEERZM
ATERY?

(00:28:58) Kevin Yien
English:

Totally. The best word to describe the perimeter is just constraints. At the end of the day, you should be
adding as many constraints as reasonable in order to let engineers and designers come up with the most
creative solutions for whatever you're trying to do.

(00:29:15):

And so again, if we just stay focused on this point of sale example, one constraint would be, "Who the hell
are we serving? Are we trying to go after sit-down restaurants that are serving five different courses and
have a 200 item wine list? Or are we trying to serve the taco truck?" Those will lead to very different
spaces. And if you leave both on the table, the lack of that constraint makes designing a good solution



that much harder, that there instances where you actually can't apply that many constraints. But | bet
that if you push on enough different axes, you eventually scope it down to a point where it feels really
good for the team. It's just about how do you remove decisions, right? Because this | think is maybe a trite
phrase, but the best decision is no decision. If you don't even have to think about the decision, the team
is that much more effective.
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(00:30:04) Lenny Rachitsky
English:

So yo give people a few maybe even pointers of, "I need to create more constraints maybe for my team to
help them go crazy, but within this box that we all agree on," so you mentioned make sure the user's
clear of who you're designing for. Is there anything else, just thinking about maybe the PRD someone's
trying to write to help create this constraint? What other maybe bullet points, sections would you imagine
or do you find useful to add?

FROCERIR:
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(00:30:25) Kevin Yien
English:

So beyond customer segment/like-what-their-specific-role is, | think another one would be, we can
loosely call it, jobs to be done, even though | know that's becoming an increasingly loaded term.

FRCERIR:

BT EPADSMINNAEFARZIN, FINNZ—NELAMREA “FMESS” (Jobs to be Done) , REFK
MEX MRS X EREESRT .

(00:30:35) Lenny Rachitsky
English:

Yeah, it's great.

R EIE:

EHY, XPMRZEE.



(00:30:36) Kevin Yien
English:

But what's the thing they're trying to do and how many different pathways are you willing to entertain
around it? That's another one that | would think about. Depending on what you're building, there's
availability. So do you care about desktop web, mobile web, native mobile, et cetera? And maybe another
one to think through just as an example would be, this is probably getting closer to what a lot of people
think about in terms of principles, but what are the things that you want to be known for when you ship a
product? One example there might be speed. And so if you say speed is more important than consistency
of data, that's a huge tradeoff and constraint that you can give the team." Oh my god, if an engineer hears
| don't need real time consistency of data, | can do so much cool stuff and easily accomplish that speed

thing." And so that's just a very technical example maybe.
R EIE:
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(00:31:35) Lenny Rachitsky
English:

Awesome. Okay, I'm glad | followed up on that. There's a couple more things you mentioned that | want
to come back to real quick. The first is this tuning fork idea. | completely agree, this point you made, that
the best way to get feedback from your team is to take a first pass at it, and here's a rough quick draft. |
find with design, especially if you design something ugly, designers are often like, "Let me make that
better. We can't stand this thing." Is there anything else you want to add there? Just this idea of tuning
fork as a feedback strategy.

AR ERIE:
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(00:31:55) Kevin Yien
English:

Okay, there's two areas we can go deeper on here. One is in how you get the feedback. So this is definitely
a Square-ism, | think it was probably adopted from Amazon, which is around the silent read of
documents. When you are all so busy and someone's like, "I wrote a doc," you send it into the Slack
ecosystem and everyone goes, "Please give feedback." You have so much going on... You'll be lucky to
maybe get a response. Maybe there's one or two people that chime in.

(00:32:35):



And so even though we hate meetings and we love asynchronous, there is a lot of value to saying, "I need
20 minutes of focused time to interrogate something that I've done. We're not going to talk. I'm literally
going to force us into a room or Zoom. You're going to read this doc, I'm going to watch you comment on
it in real time. I'm going to respond to your comments in real time. And at the end of this thing I'm going
to have enough really good input that | can do a huge rub on this thing and get to the next phase."

FROCERIR:
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(00:33:08) Lenny Rachitsky
English:

I love that. So it's basically instead of, "Hey, I'm sending you this doc to go review, give me feedback," it's,
"I'm going to schedule a meeting, and the meeting is for you to spend time reviewing this doc and giving
me feedback and then maybe we could talk about it."

AR ERIE:
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(00:33:19) Kevin Yien
English:

Yep. And | think a lot of people are going to hate hearing that because like, "Oh my god, | have so many
meetings already. Why do | want another meeting that isn't even a meeting?" But that's the best kind
then, because it's actual work getting done, right? And maybe you carve out two minutes at the end for
one really immediate discussion topic or something. But | don't think we give enough space in any type of
meeting for people to actually think. And when you are just staring at a doc with your camera off and the
only expectation is to engage with that thing, thoughts are a little bit better and crisper.

FRCERIR:
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(00:33:55) Lenny Rachitsky
English:

And | think with this idea, if someone says, "l want a meeting where you just sit and review this doc," you
could always say, "Let me just review it asynchronously. I'll give you feedback, | promise. Give me 24
hours." Right? It's not like they have to come to this meeting.



AR ERIE:
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(00:34:07) Kevin Yien

English:

Although I would urge you to make them come to the meeting.
R EE:

REWML, REZSHRIRILAITRESMEINL,

(00:34:10) Lenny Rachitsky

English:

Okay, say more there, because you find that that's a lot more effective.
FRCEIE:

¥, ZUME, RAMREKRBEERIEZ,

(00:34:14) Kevin Yien
English:

| think there's two sneaky things hiding behind that. One is the, "Yeah, I'll get to this in the next 24 hours."
Maybe they don't. Maybe you've really trust that person and they're the exception. But beyond that, there
is something else to the real time interaction that can happen when you're commenting and responding
on a dock at the same time. | think this is the part that often gets lost, which is the latency between a
comments or question and a quick follow-up from the author just pushes that cycle speed really longin a
way that doesn't need to be. And so when people are trying to find how do you move faster, this actually
is one of those very good examples of moving slower to move faster.

FRCERIR:
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(00:34:57) Lenny Rachitsky
English:

It reminds me Claire Vo, | think it was her phrase of moving one clock speed faster, and just like that's the
way you speed up a company is try to move one clock speed faster, which in this case is just reduce the
time between feedback and iteration. | love it.

(00:35:13):



Okay, | want to shift to talking about a few very tactical things that you've found really helpful in your PM
career and something you recommend to other product teams. The first is something you call a decision
log. You think every PM should keep a decision log. Talk about what that is and why that's powerful.

AR ERIE:
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(00:35:32) Kevin Yien
English:

| will say there's two different decision logs we could talk about. We'll focus on the former though. The
latter is just as you're making decisions within your job, you should document those within a PRD. Make
sure everyone knows. It's just a silly, very small thing, but | think every PM should do it.

(00:35:48):

The other decision log though that | think is quite critical is if we zoom out for a second, every person has
something that they can do to slightly increment in their craft. Sprinters have certain exercises that they
do. There's something beautiful about pianists and piano scales where it doesn't matter if you are just
learning the piano or you are a 30-year veteran, you're still doing your scales, and it's because it lays the
foundation for everything else that you need to do.

(00:36:23):

And so we all talk about product sense. It's this super mystical thing that no one knows how to get better
at. To me, it's just a fancy way of saying you can make good decisions with insufficient data, and the core
of that is decisions. And so PMs need as many reps as possible in making decisions, documenting the
rationale behind those decisions, and then crucially seeing the outcome of them. And so the natural
followup would be, "Well, | only have to make X decisions in my job. How the hell do | make more of
them?" Look around you. There's other teams that are making decisions. What would you do if you were
in that position with the information you have? Great, write it down. Say why.

(00:37:06):

There's other companies that are doing crazy things. What are they doing? What would you do if you were
responsible for the roadmap? Write it down. A year later, see what they've shipped. You can just do this
for anyone. It's free, and no one takes the time to do it, but that's how | think you get better at actually

making decisions, is just doing more of them.
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(00:37:24) Lenny Rachitsky
English:

Hearing you describe this, it feels like, "Obviously yes, why aren't we doing this? How else can we get
better if we're not reflecting back on the decisions we've made? And realizing, "Hey, | made a bunch of
bad decisions, but I'm always so confident in my decision still, maybe shouldn't be. So | guess first of all,
do you actually do this? How often do you do this? And is there an example of you learning something
from your own decision log?

FROCERIR:
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(00:37:50) Kevin Yien
English:

Many. And many of them because it was a wrong decision. But yes, | do keep a decision log. | have a
separate sort of practice where it's just a daily log, which is everyone wants the perfect note-taking
system. To me, the best note-taking system is inspired by... What is it called? big ass text file, BATF. There's
a funny blog post from 2001 on it, but it's just, you write everything that happens to you in a day in a
bolded list and it's all in one big note. That way you can command F it, do whatever you want. The way
that | keep track of it is | do a little hashtag decision and then write things down just as | think about
them. And then I'll have a reminder to comb back through on some cadence.

(00:38:36):

And so I'll first use a positive example, which is a funny one. So if you rewind to, | don't even know what
year, but Shopify had just launched Shop app, their consumer application for what started as tracking
your order when you bought something from a Shopify customer and then it's evolved into a full-blown
Amazon competitor, where you can actually find merchants and buy things through it.

(00:39:03):

When they first launched it though, | was like, "Oh my God, this is so brilliant. They have completely
hijacked this specific loop for consumer buying behavior via this very unassuming thing, which is
package tracking." And so that morning | was like, "Whatever, I'm going to quickly draw a diagram of this
flywheel that | think Amazon owns today. I'm going to show how Shopify is slowly planting their little
seed to take over this and how Shop app fits into it." | tweeted out. And then | don't know, that day there
must have been 60 Shopify employees that followed me. | was like, "What the hell is this guy talking
about?"



(00:39:40):

And so funny enough, fast-forward, I've talked to some of the folks that worked on it and they're like,
"Yeah, nailed it. Here's what we were thinking. Here's why." It's no longer secret sauce. But that was a
really interesting example of both doing a decision log, putting my rationale down on paper. In this case,
broadcasting it out, but then having that be a mechanism for it making its way back to me to actually
better understand why did they make the decision versus what | thought, because the reasons were a
little bit different, but the outcome was the same. So that's one interesting example.

FROCERIR:

BRZHF, HPRZZEANRERE T, EREN, RALRERRKAE. REBESZ—MIE, MI2iER ‘&
HEE . 8TABBRERENZEIRRSR, WHKR, RIFNZELCRARBRKE --UHAKE? “BAXS
X" (BigAss Text File, BATF), 2001 FE—RXTEMNEBIEX. EMBIBIF—RARKENFREFREN—
MNEBFIR, 2EBE—TAEICZERE, XFMREAILA Command+F 3R, RO, HICRRRIVANE
M—4 #decision 155, PARRBEIHFAME 4. RKERE, EHALOKRE,

BAEE—NEARNGF, BEREBM, EMEIJLERT, Shopify R Shop app, BEMIIAEEENA, &
YRZB AT IBERRTE Shopify BRBEXNARA, ERELM T ISHIENRENF, REJUELERER
LR,

LIRS, F8: K, XAXRF T, tiIEIERERXTIFENERNKRA, TE2PFTHEE
MMET AR, FEBRELIER: "Bk, REREE K RE, RUNTIHREFHFEEXTT
o FERT Shopify ZINAIEIERE T FRIZEXNIRAY, LUK Shop app BURBANEFR” F& T
15, ERIBRAME 60 1 Shopify RTXRET I, fTAIEEER: "ZRUNEBIRAERTA? 7

BBNZE, RAEFME, BN—ESS5ZHEADE, MI1%: “%%H, FRREXNT. XREHNEE, R
FHITF.” XEEFBEBHUINET . EXB—TEEEENGF: BERTRRAE, XILEBEERL, &
XHERT, HBEAALRFT, XHT—MH, ILEERGERXE, LREEERBOIIAT LM R
R, URSHENEEZEARNE—REBERRE, BERE—1F8. XB—TEBHFF-

(00:40:13) Lenny Rachitsky
English:

It's an amazing story. You doing this explains why you've been so successful. | could see how this all
connects now. | think for a lot of people, they would want to build this habit. Clearly there's a lot of value
here, but they just don't because they got a lot of other things going on or it's just like this new thing they
have to start doing. Is there anything that helped you adopt this practice of this daily log/decision log that
you think might be helpful to folks to motivate them to give this a shot?

FRCERIR:
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(00:40:40) Kevin Yien
English:

This is probably just general advice on building any habit, which is start small and just force yourself to do
it. And there's that old saying around, how do you start running as a hobby? You don't do it by saying,



"I'm going to run a mile every day." You do it by putting your sneakers at the foot of your bed unless you
take your shoes off inside, then you put it at the front door, you have your shorts ready to go and you're
like, "I commit to putting on my shorts. And if | decide after getting dressed to go run, that | still don't
want to go run. Okay, fine." But you build up to that thing.

(00:41:16):

| think decision logs are the lightest weight thing possible. And so you can start super easy by saying, "You
know what? Every Sunday morning I'm going to scroll through Twitter, I'm going to check out Hacker
News, whatever it is, I'm going to see something interesting and I'm going to make a bet. I'm going to
place my decision on this thing." Write it down, and then set a calendar invite in X weeks, X months to see
what plays out. And that's all it is, right? 10 minutes once a week, super easy. And then over time you can
crank it up. And then eventually you're just constantly writing these decisions down and then it's like
feeding its way back into you. It becomes second nature.
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(00:41:52) Lenny Rachitsky
English:

And you're touching on something that there's been a little bit of talk on this podcast and newsletter post
about this idea of to get better product sense and product taste and also just decision making this case,
one of the best strategies is to simulate other people's decisions and simulate what they're thinking
through and predict what they're going to do, which is what you're describing here.

AR ERIE:
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(00:42:12) Kevin Yien
English:

Totally. | do want to apply a pretty severe caveat here though, which is, a decision log is not a
replacement for building products. It's a additional complimentary thing that you can be doing on your
own. But if you think that you can just sit back in your chair, look out at the market, make a bunch of calls
and be like, "Look at how smart I'm getting without actually being hands-on with building a product,”
you're not actually going to get any better. So | just want to interject that

FROCERIR:
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(00:42:42) Lenny Rachitsky
English:

Amazing caveat, very important. Don't just sit and read Hacker News and think you're going to be
become an amazing founder or product leader.

(00:42:49):

This episode is brought to you by Eppo. Eppo is a next generation A/B testing and feature management
platform built by alums of Airbnb and Snowflake for modern growth teams. Companies like Twitch, Miro,

ClickUp, and DraftKings rely on Eppo to power their experiments.
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(00:43:05) Lenny Rachitsky
English:

Experimentation is increasingly essential for driving growth and for understanding the performance of
new features. And Eppo helps you increase experimentation velocity while unlocking rigorous deep
analysis in a way that no other commercial tool does. When | was at Airbnb, one of the things that | left
most was our experimentation platform, where | could set up experiments easily, troubleshoot issues,
and analyze performance all on my own. Eppo does all that and more with advanced statistical methods
that can help you shape weeks off experiment time and accessible Ul for diving deeper into performance
and out of the box reporting that helps you avoid annoying, prolonged and analytics cycles.
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(00:43:42) Lenny Rachitsky
English:

Eppo also makes it easy for you to share experiment insights with your team, sparking new ideas for the
A/B testing flywheel. Eppo powers experimentation across every use case, including product, growth,
machine learning, monetization, and email marketing. Check out Eppo at get eppo.com/lenny and 10X
your experiment velocity. That's get eppo.com/lenny.



(00:44:07):

If someone wants to try this idea of a daily log, what is it exactly? Say decision log or daily log, is it just
things that happen today and then hashtag, "Here's a decision | made, or here's a decision | think Shopify

will make in the future"? Is that the format?
RS ERIE:
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(00:44:21) Kevin Yien
English:

Yeah, it depends on how far you want to go down productivity and notetaking as to rabbit holes, but let's
start basic. This is not what | do, but | think it's the easiest place to start. Spin up a Google doc or a Notion
page, just call it daily log and then bullet point out the date of today. And then as you're going through
your day, you have a meeting, just type in the meeting name. If there's a takeaway, put it under there. If
there's a decision you can make, do hashtag decision. And in this case, say, "Shopify launch Shop app. |
think this is their way to take over the fulfillment to buying behavior loop. The reason for thatis X, Y, Z."
Follow up on this in six months and then set your calendar invite.

AR ERIE:
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(00:45:02) Lenny Rachitsky
English:

Awesome. So as motivation for listeners to try this sort of thing, just look at the success Kevin has had as
in his career and how insightful he has been so far and will continue to be. And this is how these happen.
This is how your mind learns to see things in a really unique, interesting way. So | know you're modest
and aren't going to take any credit, but I'm just saying this is how you get better, is trying stuff like this.

FROCERIR:

KET . ATHBIARZHXEEE, BF Kevin EIRUETEFESHIALD, UNkthE BaiANLEFRIERR
ZI0 A%, XETBRBXFTEN. XMBMMHARFZ LIRS, ABNAAMTRENN A RAEMRRER
BE, A=IBINFEATFIE, BHRREN, SHXEFEMEIRERATIG

(00:45:24) Kevin Yien

English:



Footnote, correlation versus causation. It's all put out there.
FRZERIE:
HREUA—T: AXUEFEFETERXR, BRRBIOXLERER,

(00:45:27) Lenny Rachitsky

English:

Could be all genes. Could be completely unrelated to anything you've done entire life, | suspect.
R EE:

a2 B R AR, HFREX A REMIRXEFHAIEAEET2TX.

(00:45:33) Kevin Yien

English:

Could just be me being very lucky, I'll put that out there.
R EE:

WAEREREEEY, HBFRE—TER.

(00:45:35) Lenny Rachitsky
English:

Could also be luck. Okay, so something | wanted to touch on with this decision log idea, and it's a segue
to talking about hiring, is | think interviewing is also really good opportunity to try some like this. | feel
like people interview lots of people. They think they know what they're looking for. They think they've
made all these decisions. They think they have these amazing interview questions that are going to help
them see really good signal, but you never actually go back and see, "Was | right? Should we have hired
that person? Did this person work out? Was that question asked them at all inform? Was it at all a leading
indicator of anything?" And | feel like this is a really good method for improving your interviewing
abilities, is like, "Here's the questions asked. Here's what | decided. Here's what | think," and then a year
later look back, "Was that actually right?"

FRCERIR:

WARERIZ R, §F, XTRRASTHE, FBR—R, XTLUEAKICRENTE: TANEREERHX
MCERNEENS. BREAMMERTREA, IUANBSHERERTA, UANBESHMTRBERLERE, U
NECHEBLERAIAFESHHTEIAR. BRMREERKEE: “BRENHGE? HAIHDZEBTA
13? BEAKRIME? BARBENRMTERD? eENEREMLITIENRD? * RESXZRRSHIXEIN
®iEFE XA, XBRFEVAE, XRRNREL" , AR—FREXE, “BENEXNHIG? 7

(00:46:16) Kevin Yien
English:

Yeah, totally. | think some of the best companies actually do have a practice around this where they have
a 6, 12, 18 month check-in on new hires and they then compare their performance against level hired at



and then review against the scorecards. It's a pretty laborious process. So startups aren't probably going
to do it in the same amount of rigor, but it shows you so much about the holes in your interviewing
process. So | definitely plus one of that one.

AR ERIE:

B0, T2k, RN —ERAFTHNATNHIEXLENKE, S HRITHT 6. 12, 18 NARIR
#, AERKMIIMRAS NRRIIRGHITIEL, HAXRERITORHTER. XB—MEIHBENIERE. 4
BIRBEIRRAZMISBATE, ECRILTEIENARTNTFZRE. PAURELENBEEX—~.

(00:46:50) Lenny Rachitsky
English:

| love that. Oh my god, that puts all this pressure on your score, which is great. So that's actually a segue
talking about hiring. There's a couple more tactics that I've seen you be really good at. So one is just
hiring in general. You have a lot of interesting approaches to hiring, including this idea of a unsell email
where you try to convince someone not to join your company. Talk about that and why you think that's
effective and then anything else along the lines of hiring you've learned.

FROCERIR:

HERX D K, XLEIMEFDEMT ADED, XRF. XKRHFLZ2REHEEN—TTE. REIREE
KA KRG — N 2RBANEE, MERSEBNEELZ, SEX VR BVEE, EMRIRAER
RFEAREMANRBIATE WK, ATARIANNERER, URIRERELEFEREM KA,

(00:47:11) Kevin Yien
English:

I'll say the idea of the unsell email came from a place of failure, which is at Square | had shifted into a
position where | had to hire a lot of people really quickly. And through that, as a fairly new hiring
manager, you're like, "All right, great. I've been told the goal is to hire fast." Okay, you give me a metric,
you're going to go after it. So you do your best to get as many people in the door as possible. When you're
talking to your recruiting partner, they're incentivized to increase pass through rates, offer to close rates,
all these other things, and so they're like, "Yeah, this person's really good." And you listen. "Yeah, they are
pretty good, aren't they?" Even though there's a sneaking suspicion that maybe they're not the right fit,
but you move forward anyways.

(00:47:54):

So fast-forward, there's a few folks | bring on, and within six months they come to me and they're like,
"This is not at all what | thought | was going to do. This is not the environment | thought | was going to
walk into. You didn't warn me about this, that and the other. | feel terrible. How do | prevent this?" And
the reason it's bad is not just because they feel surprised, but because then, either one, they decide to
leave, two, they're not performing because it's not the right role or environment for them, or three,
maybe the company is still good, but that role isn't. And so they immediately try to do internal mobility or
something to another team, which then leaves you with the same hole. So all of those bad outcomes.
[inaudible 00:48:37] "How do | prevent this?" Well, | just got to front load all the gnarly stuff they're going
to find out in their first six months.

(00:48:44):



And so the practice | started developing is you go through the whole interview process. During that
period, you're collecting all these little concerns, fears, anxieties that they're not explicitly saying, but
they're definitely hinting at. You got to be pretty honest with yourself about which ones are real. But then
when you get to offer stage, | send an email with no more than eight bullet points and | say all the terrible
things that are probably going to reinforce their fears. I'm pretty candid about, "This is what it's like
here." Maybe one example would be, "Hey, I'm a parent and I'm worried about work-life balance." Maybe
they don't say that explicitly in the interview process, but you get a feeling for it. And | get that as a parent
too.

(00:49:31):

So if I'm at a startup, I'll be really clear and I'll say, "You know what? We are a series A startup. We are
pushing really hard at product-market fit. The expectation here is going to be that you're online at 10:00,
that you can occasionally hop on a meeting on a Saturday or Sunday." And if you can tell them that
upfront and they can read that whole email and still be equally excited to join, you find yourself an A+
hire. But if they read that and they're like," | don't know anymore," it's way better to say, "Great, this is
not a good fit. Let's go our separate ways" than have them leave after six months.

(00:50:08):
When | first instituted this, | lost 30% of candidates at offer stage.
R EE:

=Y, “WIRERE RAREIRT—RKM, 7E Square BY, HEET —MERERRBEAEARNRA. FH

—MESFERBELE, (B 98, X#&7T, RNETRERERR.” BAME TR N6, HE
BXRE. FAUMRERIILRATEZHANR, SRMBEBAADEN, MINHHRRERSEIR. RAKLE
F, A1z 88, XPABRNRE” RIrTHE5EE: W, iTHSEEN, F287 " RE
RAORAIRREMATERRRGENALE, BIREBHREHEHT

Rit—T, BETILTA, REARTBREMFEREN: “XREFERBRPNIE. XFEHRERHPNIF
1B, fRgREIHRXT. BIEBEEMSE. HBEBET . REMAMEXMER? 7 XMIERZPTER,
MXRAEANMIVERRIRSN, ERR: F—, TRERH; £=, BNAGHIFERLE, MIIRIAFE; 5
=, B RERY, ERNRUARY, FERMNZZHAERN, SRIMERE T TBNTR FrE XL
BWER, HZENE: “FZWOABEXMER? ” FIE, ZEBMNENTBILKMBPIERFHNERE
Rl SR

FRUFFF IR — TR AEIMERIRES, WEMITTKERRESERMERIFE/NIS. BIEME
B fRpT B SISE, FIEIMERESERN, ARETARABGEMER, REAX—HTEL 8 MERERMF, 5!
LA R RERMEI MITMBRERFE. RIIFBERMY . “XENERREZE." B0MFF, MRNA
W TR, HERIORK, BHEOITESEENTE.” RiFtEEXFRERR, BIREREEE. FAR
K, BRBEBX—=

FRUINIRBE—RVLIRE, ZSIFERMBLR: “hE, R —RAREIATE, KNEEHGIH~m
5mizpNRER (PMF), XERNHRERIRER L 10 /IR ERL, BRENHABHESMEN.” WRIRER
A SRR, MR BEH MR ERAREAXEHAAMN, BAMRMILET — A+ RBGE T, BINRt
MNRFERTERF “BRAWMET” , WBAR “KEFT, XAEE, HMNSESHNR" BLOILMNERTNBEEAF

D

HEMFFRLITXN G EN, HERBMERRZET 30% BIEEA.

(00:50:13) Lenny Rachitsky

English:



(00:50:13) Kevin Yien
English:

Which drove my recruiting partners insane because they look terrible. Their manager is like, "What the
hell are you doing? You're losing everyone at the very end." And so they ask, "Can you either not send this
thing?" Or, "Can you send it at the very beginning?" And my answer is no, because | don't know what
they're afraid of yet. | have to go through the whole process to actually understand the thing that's going
to potentially make them say no, and that's really crucial I think.

AR ERIE:

XL BB AAIIIET , RAKLIINSIEEERRER. MWINEERE: “REIRERIA? /T
REXRKBABFET.” FTEMMIR: “MREFENEAXTRIL? 7 HE “(REFEERRME? 7 FKHE
E2 NI, AARIENERNEMNERT A, RBTETENRIE, FEEEREIRNAIEELbITELR
AR, FIAAXIFEXR,

(00:50:36) Lenny Rachitsky
English:

But once you hear it again, this is such an obviously good idea, clearly not an easy thing to do. In this case
where recruiters were upset, is it just get buy-in from folks above, like, "Okay, this sucks for them, but at a

macro level, this is good for the business" and they're like, "All right, let's keep doing it"?

AR ERIE:

BEERFEXMUE, XEARMIER, BAMERAEZ. EXMBEASRIITROBERLT, BFER
BRFERBIZIFRIT, b0 78, XK REER, EMNEUFRE, INISEEEFLRN , ARt
MRtz “4Fng, drEefge” 2

(00:50:55) Kevin Yien
English:

At Square, at least, when | first started doing it, luckily | had a very good relationship with them. So that's
a good starting point. This is maybe going to come across a little bit flippant, but they can't stop you from
sending an email technically. So I'm just going to send the email. And if someone really wants to come
and say, "This is bad for business," whatever it is, | have very strong reasons for why that's not the case.
And now I've done it so many times, at least, that | can point to very clear proof points on why this is the
right path.

FROCERIR:

FE/DE Square, HENIFFIEXAMEY, FIEHERRMMINNXRIFET. XB—TMFIER, ETRIIEHE
IFEERA RBEX, EMKRARLH, T ARELERAENMY. FRIURMERRXH M, NREARMKIRRK
WXL SFRT ZER, REFERINEHRR. MERERELMTRERT, ELHAURHIFE
BRABVIEEIGERR A+ AX B IEMBVIER.



(00:51:27) Lenny Rachitsky
English:

In theory, the incentives would be aligned where the recruiter success matters. It's based on, did they
actually have a good time? Did they stay? Did they have good impact?

AR ERIE:

Bit L, BN ZESR -1, BEASHNRNEURAT: FIRTEEENIRFMR? B TRTIE? 1]
FEETIFRRmS?

(00:51:35) Kevin Yien
English:

Totally.

FRSZEIR:

T2 EH.

(00:51:36) Lenny Rachitsky

English:

But since they're not, obviously incentives aren't right.
FRCEIE:

BEEAELFHAROLL, SPABBIHELH T 8@,

(00:51:39) Kevin Yien
English:

I think some companies have shifted on that, where recruiters and salespeople are compensated
sometimes in similar ways in terms of quota and whatnot. And so they'll hold the recruiter accountable to
six, 12 post offer tenure before they say, "Oh yeah, you successfully landed this role." So you can tweak
the incentive structure a little bit, but not everyone does that.

FRZERIE:

HINNBEQTELEXHEME THRZE, BEARNMHEEAREREETNHNSmBEZANEM. i)
IBRBEARNRAR 63 12 MANBEFHAS, ARASHR: B, 289, MEZHHEETENA" Frld
fRA] USRI, BERFFAEE AT AM.

(00:52:03) Lenny Rachitsky
English:

Okay, so the advice here is to end up with better people that end up being successful and happy. Keep
track of the things that will probably be painful for them at the company, and then craft an email that



shares upfront, "Here's what made be a problem if you join, and | just want to be very upfront about it." |

think you actually shared a template of one of these emails in one of your blog posts.
R EIE:

9, FIUXENENRZ: NTRALRFBHEMRS. BT, ERRHGET, EBR TR NEIREBEER
15, ARS—HEHRESEM: “MRIFMAN, XERJESMRARE, FRBIFFERMEAX—[." F-
RBSLER R EX PO I XA AIEIR,

(00:52:25) Kevin Yien

English:

Yep, that's right. | have a fairly real one in [inaudible 00:52:30].
HRCERIE:

El, ", RERNERT —MEHESSNGF.

(00:52:29) Lenny Rachitsky
English:

Is there anything else hiring-wise? | know there's probably infinite things that you've done, but is there
anything else you think might be worth sharing of things you've learned to be more successful at hiring
awesome people?

FRCERIR:

AEREAEEEIE? FNERATEMITHER, EEEFAMRAANESIENSR, ELABEMIMEA
BRFAAS?

(00:52:39) Kevin Yien
English:

One final note I'll make on unsell email is it's not as if you just send the email and then they either say yes
or no. Most of the time they will say, "Thank you. | am cool with six of these. This one freaks me out. Can
we talk more?" Definitely. And | think this is where hiring managers have an incredible responsibility that
sometimes isn't taken as seriously as it should, which is, when you are working with someone to get them
to join or to offer, you need to bend to do whatever it takes for them. And so if they're like, "Hey, the only
time | can talk is tonight at 11 o'clock after my kids go to bed."

(00:53:18):

"No problem. Here's my phone number, let's hop on. I will walk you through whatever you want to talk
about." That sort of has to be the place you get to for really strong hires. So that's just one other thing I'll
say.

(00:53:29):

The meta point around that is you need to be really invested in the candidates. This probably does
change at a certain scale, like if you're "organization" is hiring a hundred engineers or whatever, you have
process around it, you have pipelines, there's a machine at that point, but | do think the direct hiring



managers have a responsibility to be really involved in every individual, because there's no one who's

directly hiring a hundred people. It's always within a number that | think you can take on.
R EIE:

KT WREH” , HRRNKRE—RE: HAFARIRMATEM, MIIZAlR 97" BAR “F . KSHH
RGP XEPRINFIERE, BX—FKIiLFERBLC, FATEBSHHG? 7 HATLL ik
NEXFREBBEER M BEARENMS, ERXMATRKERINAENENR: HRENEFNEANMANILRA
B8, IMEEBRENHESMIINER, WRMITR: T8, RE—EINNNEESK 11 5, FHREFET L
=T

“EiR, XEHRBIE, BT, BFARERBRNERSE” ATHBIEEMRNATL, RO
S Lﬂ’*igo Lmﬁfglﬁﬁ'ﬂ%—ﬁo

ERZONRE: MEEZEERNIREAS b XATRERMEEMERNY AMERE, LbNgnRImay “4A4R"
28100 NIi2W, RBERE. BEE, ﬁBHﬂli?ﬂ%—"‘*}lﬁo BIHEIAN, E?ﬁ?”ﬂ%iziiﬁ AERNS
S538—MNMER, BB ASEEEFE 100 A, AREZEREUNAREERN.

(00:54:01) Lenny Rachitsky
English:

Okay, so this is the final tactic that | heard you're amazing at, which is automating user research. On the
surface this sounds amazing. "I'm going to automate my user research. It's going to be amazing. So
great." Talk about why you find this really powerful and important. And then how do you actually do this?
How do you automate user research? How have you done this on your teams?

AR ERIE:

¥, XRAMRMIFFERNKRE—1RE: BitAPAR. RELEXAERRE. “HEBHHREA
P35, XXHET, XFET.” WKRATAMEEXERERAEEE. UKIMREKZEAMEY? MRERLA
FH55? {RIERFIBARE AR SChERY?

(00:54:17) Kevin Yien
English:

Let's start from why this even matters. | think a lot of folks, going back to what is the point of product
management, | think there's a similar overlap with UXR, like user experience research, and people will
say, "Well, if they're doing research, what do | need to do? | should just be consuming what they're
producing to help with that."

(00:54:39):

| know PM should settle for looking through bent glass in my opinion because whether it's a research
report, whether it's something a salesperson is telling you, whether it's market research, don't care, it's
been processed by someone, and PMs need direct exposure to raw material. End of story. And so that's
where | think you just need to constantly be talking to or interacting with whoever is your customer.
That's the foundation.

(00:55:08):

So okay, if we all agree on that, then the question is, "Well, | don't have time. It's so hard. How do | find
them? My customer success manager says | can't talk to the client." If you are in a situation where the
product manager is literally not allowed to talk to a customer, there is something structurally wrong and



that needs to be fixed first. So | am going to ignore that one for now just because that's a whole other

rabbit hole, but you need to fix that in order to even get close to the next thing.
(00:55:38):

Okay, now the excuse is going to be, "Well, | don't have time. | don't want to run a program. | don't want
to have to query and look up and send out emails every week." There's so many good resources out there
right now, and | think that there are... I'll speak mainly from a B2B sense. | think B2C, slightly different
story, | don't have as much experience there. But B2B, the two things | will say, one is, there's this thing
called userinterviews.com. Shout out to them. They're pretty much user testing but explicitly focused on
B2B and you can put in super clear criteria on the type of people you want to talk to. They do the heavy
lifting and sourcing it, and then you just review and say, "Yes, yes. No, no," and you can have a steady
stream of the exact ICP, you want to go after. ICP is ideal customer profile that you want to go after just
coming to you automatically. Amazing.

(00:56:28):

The next one though, it depends on whether or not you have this tooling in place, but the broader theme
behind this next category is your sales team is a research team, and if you don't view them that way, you
are missing out on half the value. And so there's tools like Gong, which do call recordings, and you can set
up filters and alerts for specific terms, phrases, competitors, whatever you want. | don't care what PM you
are in the team. You can find the terms that are associated with what you care about the most. Those
then get pushed automatically to a Slack channel or otherwise. And then you can set up workflows either
via Zappy or something else to say, "Who was the customer? Pull their email, put that into a sequence,
drop in my Calendly" and you just have interviews showing up automatically on your calendar. | will say |
cannot take credit for this. Shout out to Beth Hills who was a PM that hired at Mutiny. She is the queen of
automating customer research and built an amazing system around this.

FROCENIR:

EEMNEMNAFAXBREEFB, BEFREBENEN, RIANESAFRFERAR (UXR) BES. A=
W “ERAMITEMIIR, REFEMHA? RRFTERKM]~ B RAREB TEMIT 7"

BAEHEXR, PMANZHRT “REEMIKBEHR” . HATERARKS. HEARSFRNESR, B2
MIHAR, FERMHA, EEHEITIANLIE, PM FEEREMRGEM, XMELLEIL. FIL, KNSR
FEAIMSRNE P XK ER. X280,

9, MRENMBRABX—=, BaAREME: “BRE. XAMET, FEALEM]? ZHEFHIIEER
BRAREEZERATF " MRMRAT—1 PM ENREAITFSE A RIXRBIFES, ABRPRLEH LH TR, 20
FRRZ A, HERABBX—R, BARES—MEE, BIRGABRETERXRT—F.

3, MENEOEER: “HENE. BFEEE—1NE, BAESANEET N, THRHLEMNG.” NEE
BEMFENRR. REEM B2BAERK, B2C aJeElEE AR, REXAFEELN T %, B7E B2B lE, HE
WS F—, B—0Y userinterviews.com BIMiE, M1, MIER EMEMAF MR, BFIHIT
B2B, fRe]LAIANIEEBBHIARERFIRMFEZRPOA. IIAREENLEI TR, RREEHEZHHR ‘27
% ‘D, RREERGRERHN. FEMEREFER (ICP) WAL, MERBENMKLEITTRM. K&FT,

BIRERTREEAEMENNIA, BROXEE: MHFEEARME—MARE. MRIRAXAE, R
KET—FHINE. B—ETH, Lkl Gong, ERIURHIEE, RAILEMHENAE. EiE REFNFFR
BEEMIZEE, TIe(RZ2R AR PM, (RERAILIREISREXR OHIEMEXHANE, XEEE BT
X3 Slack SEE Rt 75, SARIRAILUBE Zapier SREtI TRIGETIER: “BFZH? RENMIIAVERFE,
BNFFIEBAEF, MY EFAY Calendly $#%.” X%, XM BEHMEMNBER L. ROAER, XFE22
FEITHSS. M Beth Hills B8, #RIRTE Mutiny HBRI—R PM, EBoIUEFAMRRNLE, BRI MRILT
—E T EHRS.



(00:57:28) Lenny Rachitsky
English:

So the way it works is you set a term for like, | don't know, POS, point of sale, something in Gong, and if
somebody says that or has an issue there, talk about again how that schedules a meeting with you
potentially.

FROCERIR:

FRAERIEEAE: fR7E Gong BiIRE—1ARIE, bl POS (WIRARLE), MREARIXMAHEERSE
B, BHERMNEBEMERITLIZINAT,.

(00:57:42) Kevin Yien
English:

Yes. So Gong has an integration with Slack. You set up this alert, it posts to Slack the excerpt of the
transcript where it was mentioned along with the user or customer name. So in this case, it'll be Lenny's
Burger shop. lenny@lennysburgershop.com, and then you can set up a Zapier to take every new Slack
post from that and then send using, | don't know, customer.io in email to that person using that field. And
then in that template of the email, drop in your Calendly specifically for user research.

AR ERIE:

T, Gong 5 Slack B&EM. MEEFIRE, EMSERIZANENERNAREERAFEREFE—EL
Zl Slack, tb#n: “Lenny BYUSREEIE, lenny@lennysburgershop.com” o SARIRAILUEE— Zapier 1£53,
MENZSHE RS —5 5 Slack SBE, FAE@E customerio 2 XM T EMEIZMFMELIXRE, EEHFRERE, K
NFREIIBTFRPHRE Calendly 5%,

(00:58:21) Lenny Rachitsky
English:

Wow, that is genius. | love that. There's another similar tactic that Teresa Torres shared on the podcast in
one of the earlier episodes where you have a little popup on your homepage asking people, "Hey, do you
want to talk? We'd love to hear feedback on our product. Click here if you want to give us some
feedback," and then that schedules Calendly on the PMs.

FRCERIR:

I, XEEXRA. HEWRX, Teresa Torres EZBINT B D= — P RMBIFERE . EIRNOETT LB —
NEBERIFAF: ‘IR, A8EIEE? HAVERRITN =R R, NRFBIRERE, BREXE.” ARXHE
7£ PM B9 B[ _EFi£Y Calendlys

(00:58:41) Kevin Yien
English:

Totally.

R EIE:

L.



(00:58:41) Lenny Rachitsky
English:

PM's calendar. So you mentioned Gong, customer.io. There's some tools here. Zapier obviously. Is there
anything else you find useful to help automate the sort of stuff?

FROCERIR:

PMBIHA. F#EE]T Gong. customer.io, &5 Zapier, XAEEMIRIIEN Bt XLFHFERANIANL?

(00:58:52) Kevin Yien
English:

If | take a step back from the automation side or maybe straddle it, depending on the type of business
you're in, there's ideally people talking about you somewhere, right? It's either happening on Reddit or
Twitter or on some forum or your support forum. There is a community, there's a destination somewhere.
And if there isn't, then | don't know, that's too bad. Maybe you don't have product-market fit. If you can
take advantage of that, you can usually set up something. And if it's not a Gong or a Zapier, maybe it
needs to be just a custom script that you write or you sit down with an engineer to say like, "How do we
set up alerting around this thing so that | know when things are happening?"

(00:59:36):

| think you can't use the effort required to do that as an excuse to not be talking to your customers more
frequently. Because again, if we go back to a product manager should be trying to convert this potential
into kinetic energy, part of that understanding and part of knowing the constraints you can apply is just

living in that world as much as possible.
(00:59:59):

The best comparison | can give is, there is a world of difference between reading a report about a lime
cook and then standing with a lime cook. You will just pick up on so many ancillary aspects of what their
life is like that cannot possibly be communicated in a report. You owe it to yourself as a PM to be exposed
to those things all the time.

FROCENIR:

MRBMBENHNBER—Y, HEREAGRKE, RTHRNLSER, BRBELTESEAEEMMAKIL
R, XIIB? FIEERTE Reddit. Twitter. EMEEHEMRNZFFILIE L. BB —THK, — B, W0FRE&
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£
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SR ZIEMX LB LAYIE R,

(01:00:27) Lenny Rachitsky



English:

In my experience, every time | talk to a customer, I'm always reminded, "Why have | not been doing this
more? How can | not be doing this? It's absurd that | haven't done this," like every time you actually do it.
But until you do that, you're like, "No, no, | know what they want. I'm reading all the customer service
talent issues, I'm reading their emails, | get it." Until you actually talk to them, you're like, "Oh wow, | had
no idea."

(01:00:51):

| love that your advice is like, the tactics you're sharing aren't, "Here's how you get a bunch of feedback."
From your users, it's like, "Here's how you actually get to talk to the right users." It's like in the end of the
funnel talking to a potential customer. It's not just reading a cool... some feedback that they shared.

FROCERIR:

RIFEHHZR, SREMELARR, RESREBACS: “NAKUARSMXHE? WEARTHMXHSE
E? RMXHFEELRE T BRKGEHEBBEXMEI, BEMEEEMZA, 8 “F, F,
BAEMITERF A, REFRFMENERIS, JEIRMWIIVEREF, HIEN.” BEREEMMIIRE, A=
IR=0f: IR, E, RTEFPHERXF."

HERMBIEY, MOZEHNREBEAZ “NWAMNBRBERSERIR" , M “WHAEEZBREERNA
P’ o XRMERERINRESBEZTFRY, MAMUXERARMIITEN—ERR,

(01:01:07) Kevin Yien
English:

That's right. | think just like the last point on this one is when you join a new team or start a new role,
every PM is budding with energy to do this, "Of course I'm going to talk to my users." But then you reach a
point where you go, "No, | know them inside and out. | don't need to talk to them anymore. | can write a
PRD in my sleep. And I'm so busy doing both, product improvements, maintenance, annual planning,
something else.l can use my intuition from the hundred interviews I've already done. | don't need to do
one more interview." And that is a very tempting lie to tell yourself because the world is changing, their
lives are changing, and you need to constantly be exposed to those little micro changes in their lives in
order to build the product that they'll eventually need.

AR ERIE:

o XTX—REBRNRE—RE: SMIA—NENNSAR— M AEN, 81 PM&zHE A
EMXME, “RIAARABNENAARK . BHEEMRZEE—TR, B F, AELKTWEET. &
AEEBNMWINKX T . HHAEBREES PRD. KITEMT meUH. HiP. FEMNFSF. HAILUAAZAET
Y 100 i RISHBVER, HAFEBSM—RINKT.” XR2— M EBBEANRS, BAERER, tilHE
EHEE, (REEFEEAMNEERAOBBENNEN, FEmREMRATEN~m.

(01:02:00) Lenny Rachitsky
English:

The best explanation I've heard of this is actually from your new boss, Patrick Collison, boss's boss's boss,
| don't know how far away you're from him, where he talks about user research and where it fits in. And
the way he described it is, instead of doing user research, talking to customers, informing what to build,
it's talking to user, talking to customers informs your mental of what the customer needs and then that
informs what to build.



FRZERIE:

IFX—R, RIMIRIRFHERSSRR ERBIREFTER Patrick Collison (EMREIEREIENR, HRANERSMH
BZim), kB TRAPARREEN. thiERE: SHRMARHAR. SERARRENTRE “ER4A” ,
MNRSARNERARKREN T TEMN “FAFK" NOEERE, AEAXMEERRE EHFA4"

(01:02:23) Kevin Yien
English:

100%.

FASZEIE:

100% [E&E.

(01:02:24) Lenny Rachitsky
English:

Beautiful way to think about it.
(01:02:26):

Okay, so I'm going to take us to a couple recurring themes of this podcast, a couple corners of this room
that we have. First of all, | want to go to Al corner, so let's walk over there. Hello, Al corner. I'm curious if

you've found any interesting uses of Al in your work or in your life.

AR ERIE:
EERENBE AR

9%, MAEREBTAKHENSEZHN/LIEERT, B, HMNEBEE AR , iFNEIE. /iF, Al T
REMBMAELFREEPRESRNT AIN—EE58BRE.

(01:02:46) Kevin Yien
English:

There's plenty in work. | don't know if any of them are interesting or novel. | feel like everyone's just
figuring it out in real time together. So I'll actually take us in a slightly different direction. And this may be
isn't directly useful to product managers, but | think it's a really good story.

(01:03:02):

So when Midjourney V1 was released, if we can remember that far back, it was at least | got beta access on
a Saturday. And for what's worth, | have three daughters, one of them's seven years old, and so her and |
were awake. We were waiting for the other two to wake up and | was like, "Oh, | have this cool new thing.
Do you want to play with me?" And she goes, "Of course." So we log in, we create an account and | type in
the first prompt, image gets generated, it's like a rainbow or something. And then | ask her, "Do you want
to try it?" She goes, "Of course." So she types in unicorn prancing in a field and it generates this hideous
looking demented unicorn with two rear ends and a demon flying over it. And I'm appalled at first
thinking that she's going to feel really bad about what she got shown, but instead | look over and she's in

awe. She is amazed.

(01:04:04):



And then she turns to me and she goes, "Did | draw that?"
(01:04:06):

"Yeah, | guess you did." And the thing that | got hung up on was that she used the word draw. She didn't
say, "Oh, | enter a prompt and the LLM produced this thing," or whatever weird terminology that all of us
use. It's like, "Did | draw that?" | don't know when it clicked for me, but at some point in time after that |
was like, "The concept of these image generation models is the same as a crayon to her. There is no
difference in her mind." And that is an insane change that | can't even comprehend. And so for me that's
just been | think an experience that | go back to when | think about people asking, "What do you think Al
is going to do and what's the next thing? And is it chat or is it something else?" | cannot comprehend what
a child who grew up with a crayon of an LLM is going to think is a good product in 20 years. | need to start
crying. But goddammit, | have no freaking clue.

(01:05:11):

And so | think | have a cheat code actually as a parent, because | get to see how they evolve and use these
tools in real time. But all | can say is we are not even beneath the dust on the surface when it comes to
what's going to change.

AR ERIE:

TIRPERS, ERFNEETEREEABIEMAN. IREFARMELRMM—ERR, FIUREBHTAKE—
MEHBAEN G RE. XAENTREEREERNAL, BRIUNAXZ—TIFEFHIHRE,.

3 Midjourney V1 Z#E (MIRAKEIEFIBAAMUFIRIE) , REREE—TEAZINBONIANR, IMER—T,
HBE=1L)L, ER—1ts, HRRMGEET, TFFIWIER, FRii: B, FEMEZOFRE
JL, fREMIE—EIZ? 7 k. “HAR.” FRERNER, ETKS, REATE-—NRETA
(prompt) , £RT—KER, FEREMRIZERN, ARFKAM: “REHEE? * i "SR T2t
MANT “EHFEFENBAZY , ERENTTIKEHE. EERKE/RRENEASE, AR NMek, L@
BEXE—TERE. BPIRBIRER, UHEIXMIRED, BHER, HIELEM, tHRER, FER
o

ARMEREE: “XRREMG? 7

‘BH, FEERMEN.” LHREMFRNZHAT B XM, kAR 1R, TWAT—NMERIE, K&
SREERTXNRA" , REHNPAEABERNRLESERE #RNE "XEREG?  FARERT
LEHERAIE Y, BEBZEHENHZIFE: “WitRii, XEEGERKRENHESHTEER—H0, &
R B RREXA.” XRE— T REETAEMEIRIET . FIUANERE, SHANE “RIAA Al 2t
4? FT—FRHA? BHRINSEBAZZN? ~ B, HHBSBEXRZRH. RLEBR—NMFHEE “KIREE
£ KANEF, 720 FRFTNNTAFNTmA B~ m. HEEBR, BEItl, HENZETLKEE,

FRABRRESIEARK, HELE— “FEE° , EARAUKHERIMIIOAEUHERXETA, BRI
BEVL, WEIBMRAENTE, BMIMEINNEERSMREIREREZ TR,

(01:05:29) Lenny Rachitsky
English:

Wow, that is an amazing story, it gave me tingles. It makes me think a little bit about how we used to code
in binary and then assembly and now it's Java, and then | don't know, all the languages, Python. And now
it's like Al, LLM generating code and it's the same thing for drawing potentially. It used to be sticks on a
cave and then became crayons and pens and iPads and all that stuff. And now it's again LLMs, so that's
pretty bonkers. Amazing story. Thanks for sharing that. Useful to PMs and non PMs alike.



(01:06:06):

Okay, I'm going to take you to another recurring corner/segment of the podcast, fail corner. I'm curious if
there's a story of failure that you can share of something that didn't go the way you wanted and still had a

positive impact on your life or career?
FRERIE:

I, XER—1NTARNHE, WERECEEES, XLHREERNUGTAZH#HEIHE, AERLEFES, W
£2 Java, iXF Python EEMIES. MAETM T Al. KIBBREMMAE, SEFEEE—F: USEWUREN
A, RETERTHEE. WE. iPad FF, WMENTR T AIRE, XKAKET. BENKSE, HHIE. X3
PM F13E PM #35 F.

%, REHMEANBENS—TEENT: “KWA" . RRENEMESEIZE—TRMEKE, FEEE
RERRTENABLRE, ENAMREVEFRIRWAEE~E T RRE?

(01:06:25) Kevin Yien
English:

Well, there's countless stories of failure, but I'll choose the one that | think I've had to reference the most
with people and has been to date the most difficult one to really talk about. I'm on the other end of it, and
so now it's very easy, but it took several years to get there.

(01:06:44):

So context, I'm [inaudible 01:06:47] my way to PM, | land my first official, by title, PM job at a startup. |
made it. I've arrived. I'm officially a product manager. And we go up, we go down, all the things happen.
Fast-forward, the company is really struggling and so we go through a series of rolling layoffs and I'm
round 4 something. At that point in time, my wife was nine months pregnant with our first child, and so |
am freaking out. There is the personal side that I'm worried about, but then there's also my identity that
has been completely crushed, because in the moment all | could think was, "I thought | was a product
manager. This is evidence | am not," and | couldn't get past that.

(01:07:37):

And so for what it's worth, this is the one post | have on my website that | actually feel really, really proud
of. It's called Finding Swagger. | can talk about why it's titled that way, but it's the thing that | really wrote
more for myself because it's a good reminder to me every time | fall into this mentality again, because
that may have been the first time that | really had the feelings of, "I'm not worth it" or, "I'm not meant to
be this person," but it's recurred several times since then over the past decade. And when | read back
through my mentality of how | got to the other end of it, it helps even myself sort of get back on the horse.

(01:08:28):

So okay, | get laid off, I'm distraught, | have no purpose, I'm nothing. And it was through a lot of reflection,
a lot of conversation with friends and my wife where you eventually need to convince yourself that there
is a difference between you not being good at something and a business or company not needing that
thing at a particular moment in time, or you being very good at something but not in the way that a
company needs.

(01:09:01):

And so | think once | was able to get to that, Square for me was the immediate subsequent role that | took
on. And | went into that thing just full steam ahead, I'm going to prove myself. "I know I'm good," because



| think 1'm good, "and | am going to prove the hell out of that" mainly to myself, but ideally to other

people too.
(01:09:24):

| think you shouldn't do things for other people for validation, but the initial success | got to see in
launching a product, gaining the trust of my peers, having something that restaurants were texting me
about, saying, "I can start my restaurant because of this. | didn't go down during rush hour because of
this," that gave me the validation to say, "Okay, | am competent at this thing called product
management.” And then from there you can continue to build and continue to grow.

(01:09:53):

But | think right now, the market's weird, right? The market's wonky. There's a lot of really good talent
that is just getting hit over sideways. | have a lot of friends that are having the same mental conversations
around, "Well, | guess I'm just not worth it. | guess | wasn't cut out actually to do this job, do this role, be
of this purpose." In some cases, maybe that's true and you can sort of have a career transition or a pivot
in your life, but I think it's worthwhile to reflect on what are the things that were in your control that you
can now change moving forward? And then what are the things that were truly out of your control that
you can now apply to find a better fit? And that's one of the big things that I've been able to, | think, come

around to.
(01:10:41):

And it's really hard because early on | think it's very tempting to associate a lot of different things with
your identity. You're like, "I'm a startup guy. I'm a PM, I'm a fast whatever, I'm a fast thinker." And when an
event happens that pokes at that part of your identity, the rest of it crumbles. And so long story short, |
think it's really important for folks to use these moments where it feels bad and feels like a failure to
reevaluate what parts are actually part of your identity and which parts are in your control to change in

whatever you do next.

AR ERIE:

KM BRAL, EREFE—IRAFIAREANRES, LRESHIESREAON—. KMEBEE
HERT, FRAITERERRE S, EHET H/LEME,

BRE. RENEENT PM, E—HRTIQBAZETHE—MERNES PM KB IIF. FEINT, FEAT
T, REXENT —B-REE. ARRBEHTEERR. RE-T, RBRBATEE, FHET—RIIRH
#;51, RERFEREEAREN. iR, REFFERNNE—T&F, EEATAT, FRUREBENAGHER
To —HERLEFELNEN, Z—HERENSMINERNEMET . BAEBR—, ERFEERNEE:
FLUANBRINTREE, EXERHRR.” HTEERX A,

IRfER—T, XRHRNMAME LE——RIIHBIFEERHE, @AM (KEIBE) (Finding Swagger).
HALBRATAEZXNET, ERRXEESZEELHECH, AASIRBRBAZMOSH, EBE—
MRIFEVIRER, MAIRERBE—RELEFE "BRAERT H "BAESHITAN" R, EEIEN+EF
8, SMBRENREHII UK HFESLRIE LSRN E L ROIEHIZN, SEpRE CEMRFR
*o

%, BEERT, VOEE, KEBM, BFEC—XLRL. BIAENKRE, URSARMEFHIRK, R
RAFEHKRBES: 1 “MEKREE 5 “—RAFDABENZIAFTERE ZEZAXHIN, HEMR “FE
BREFE B “TRURBAFENAN ZEEEEXHIH.

—BIHEETEX—=, Square B T HEEESEENAR, HE2HF OMBRANIBGIER, HEILERBC.
‘HREHEE , BAREFHERE, "“BREHSIIRAX—R" , TEEZEFKEIEHR, ERBERThE5!
NIEBR.



FIANRARZ N TIRBAABRGARI S, EHHERLRGTmEREDTRY), REAFENEE, BIE
TaBRBERER "AAXNKAUARTT” . “EAXTRIESERLEEN , XELTHRIAA, LK
ARG FIE, RS REEXD I MBBLUE, RA]LIRSmE, S,

BRESIUETHREE, WE? THRABE. BRZIFENFHAAEERTEH. BBERZSAREERTT
EHFAOEMIE:  “WE, FERMEFER. RERELFESGHXHIE, FEaXTAt, FEFRET
Bin.” ERLEERT, BIFREER, REETRIEREFAERT,. BHRIANESRENZE: MEFEE
EIRERIZ T, BIRUERURER? BESBEREEBLRERD, MU AXEEREFHEFHT
fit? XERAEBRBHAREZ—

XENRME, HNEREH, MIREZERZSFAEANAASHCHENEKRAER, MILRT “KETLIQH
BIA” ¢ “BENPM ( “BRENBESENIN o SRE-MHRERSHARIB—EBINER, FTEIER
DR FRMUKIERER, FIANXTAEKRN, FAXLERIIER. BIERMAIBSZ AEHITELEEED
HIERBTMOEH, WMEDBIREIUET—F TIEPIERIHLZR, XFEEE,

(01:11:23) Lenny Rachitsky
English:

Wow, what an important and great story. As you mentioned, a lot of people are dealing with finding it
hard to find a new gig and a bunch of layoffs. | think this is going to help a lot of people. The two
categories you shared | think are especially powerful. So the advice here is just separate, "This company
just doesn't need someone with my skills right now" from, "I'm not good at these skills." Can you just
share those two kind of things that might be true that you may not be recognizing about why they maybe
laid you off again?

FROCENIR:

i, ZAEEERENRE. ENRFHREIN, HAERSASREEIRKRREENHZH. TIANXZFEBEIR
ZNo MMAENBHENELFFEENE. MUXENRBINE: £ “XRAFDVAEFAFTEREHXMEEEIAN”
M BAERXERE KOFHK. MEBDE—TIMAHAIEEAELEFE. EMAEKEIRENXTF “Afta
i lged= R BEIBE?

(01:11:52) Kevin Yien
English:

Totally. So one is the business just doesn't have a need for you. They got ahead of their skis and that's
their fault. They probably admit that, but that's not up to you. The second one though is my skills and the
way that company operates are not compatible. This one | think is really, really important because I've
seen so many times where there's been a PM engineer, designer, whatever role, they cannot make it work
at company A, and then you see them five years later just killing it in company B and you're like, "Did they
change as a person? Did they get super good at what they were bad at before?" Maybe a little bit, but
honestly it was just a change in environment. And when you find the right environment in the right role,
you just flourish.

(01:12:40):
| think this is actually... Sorry, we'll go back to hiring for just a moment or at least management.
R EE:

LR B—MBUSEFWIRLEFR. WY KIET (gotahead of their skis) , BRZAbIBVHE. b 1ATAE
WAENX—R, EXRERTR. F_ME: RNKENPBRABDVEEARNIRS. RIANX—RIFEIFE



BE, AARIIXRZR, —1 PM. ITEMILITIHE A AR EABMAY, EEFEREEIMIITEB ATK
BRF. @ “MMNE7Ti? HEECUAAMERNABLASERAFETE? " HiFF—x, BEX
B, BRRBIFEAICLE., SFREERRIMENERNAGR, MMEETRK.

BIAAXKFRLE:----1E#, HMNBRZBExEEVIREZEFI—NE) Lo

(01:12:44) Lenny Rachitsky
English:

Please.

FCERE:

Bt

(01:12:45) Kevin Yien
English:

This is why performance conversations can always feel so difficult because it seems like you're telling
someone you are bad, and as the recipient you're like, "I am bad." No one wants to hear that. But the
reality is, you are not bad. It is that maybe the way that your environment is working, the machine that
you exist as a part of, is not the kind that you thrive in. And so it's within your control to decide, "I'm going
to change how | work to fit that environment" or, "I'm going to find a different environment that actually
fits the way | work much better." And that's empowering.

AR ERIE:

XN AGRRIESRILARTMLRE, AABERMBESFEAN “MRE" , MEARKE, RE
R HERE" o BRARIAXD. BFELRE, MHFE, R2AREMALIFREELSN. (RIEAEP—ES
MG ‘Y28 , FEPMWEILMARIFHER, L, RELURE: “BRERXTHNITEAARSESNXD
R”, HE REXZIR—NESERIFEANNIFE . XE—MIHEE,

(01:13:26) Lenny Rachitsky
English:

| think that also applies a lot to interviewing. A lot of times you interview, don't get the job, and you
exactly feel like, "Oh, I'm just not good enough." But really that company's way of working just may not
gel with the way you operate. Like Uber operates very differently from Airbnb, operates very differently
from Google. And so it's not that necessarily something you're doing wrong, they just don't think you're
fit.

(01:13:46):

And this connects to something. | just had another guest on the podcast. He was a brain science dude,
and he talks about how every company has this kind of habitat. What habitat are you creating for your
employees to enable them to think differently or to be shut down and not feel like they can be creative or
try big things or not? And basically, the way he just kind of to leverage that metaphor, like you may be a

palm tree and you're trying to join Antarctica and it's not going to go well.

AR ERIE:



HANZXBEEERTFEIR. REMEMCSMEXLIZZNIF, FREREFT ‘B, BMEFBE o BKLF
t, BRABWEES R FTREMBMRARIIEE, il Uber WIEEA RS Airbnb IEERE, 5 Google IEE
REe FAUR—ERIMBET 4, NRAREFFFEE,

HLEBET —HF. HRBEIS—IER, HR—UMRFER, XESRAFTMEECH HEM
RARTIENET tAREEH, BiLtIEBHTERUEE, E2ILMITREIED. RELERIFLIEN
SHAE? 2L, ERERLR: RATEER—RFEN, EBREREMANELRN, BEEFZBEFER.

(01:14:16) Kevin Yien
English:

Totally.

R EIE:

L.

(01:14:17) Lenny Rachitsky
English:

Kevin, this has been amazing. Okay, so before we get to very exciting lightning round, is there anything
else that you think is important or valuable to share, leave listeners with? And if not, absolutely.

FROCERIR:

Kevin, XAXKEF 7o #F, EHENHMAOKNBREEZR, (REFEEHTAEEXENENRARDZLT
RIF? IREH, WrXR.

(01:14:30) Kevin Yien

English:

I think we'll probably find ourselves on interesting detours to the lightning round, so let's roll in.
R EiE:

FRHAN VAR R EZF A e W —EHEAVFIME, FrLOLIATHFIEIE,

(01:14:35) Lenny Rachitsky

English:

Kevin, with that, we've reached our very exciting lightning round. Are you ready?
R EE:

Kevin, FiXt¥, BATENTIFEHEACOHINBILRE, HE&LF TIE?

(01:14:39) Kevin Yien
English:

Hell, yeah. Let's do it.



FRSCERIE:
LR, RIE,

(01:14:40) Lenny Rachitsky
English:
Let's do it. Question one, what are two or three books that you've recommended most to other people?

FRCERIR:
. F—NEE: BRI AEERSHNR=EHEMFA?

(01:14:46) Kevin Yien
English:

I'll start by saying the type of book by volume that | read and get the most joy from are autobiographies
and memoirs. It is just the ultimate cheat code to spend time with people that you respect, are interested
by, or want to learn from.

(01:15:05):

Could you imagine what it would take in real life to sit down with Albert Einstein for 50 hours and just
have him talk to you about his life? Impossible. But you can read and pretty much get the same thing.

(01:15:21):

So anyways, strong requirement or a strong suggestion, go read autobiographies and memoirs of people
that you respect, mostly for their mental model and way to approach thinking, less about specific things.
But the one book that | read without fail every year has a very misleading title. It's called The Courage to
Be Disliked. I think it's been mentioned previously on the podcast, but it covers... It's a very Socratic
method style, so it's about a philosopher and a young person, and it tries to teach you the ways of
Adlerian psychology, which is sort of counter to Jungian theory.

(01:15:56):

The reason | really like it is because it makes me uncomfortable. So the whole premise, in my opinion,
behind the book and other in psychology is focus on what you control. That's the one line. Don't worry
about everything else. Don't worry about what other people think. Don't worry about what other people
do. You cannot control those. You focus on yourself and you focus on the actions you can take. And be the
person that you think will attract other people, that you want to be around.

(01:16:29):

There's some really pointed notes in there that I'm like, "Ha-ha-ha-ha. | don't fully agree with that one,"
but it always pushes me to question something about what | believe. And so in every physical copy of a
book I have, | write the date that | started reading it again. The front inside cover of this book, | think it's
been seven or eight years at this point that I've read it every single year.

FROCENIR:

BER—T, HEERSZ. RERFARZNBEEEHNEIIZR. XEERSIRER. BAHBIEFINWAHLE
BRI “1RERED”



REERRTEISEEEDR, MFAIRELE - ZEREHESLTE—IE 50 VN, IRt —EFEZMFHAAL? XA
FIEE. {BfRA] LU FIRIRIS L FRIFRIALL,

FREL, FERZIBWNERMFERHANBENEIIZR, TEE2FIMNNOERBEMBESN, MARRGKNS
6. BREFLRN—FH, BIFEEIRSME, M (BTRNER). HBXNMEFZREIE. ©XRABHSIL
RRIIEXAE, HR T —(IEZERM—NMERANNE, RERRAESHOES, XEEMEE E5RRIE
R,

HZFIUFFEERE, RRANCIULRBREFETFR. EHERK, XABNAEHOIBEFIZOFRRZ: TETMR
REIEHINER. MX—aiE. FEEOHMERSEE. FEEONAELAR, FEEOINANEAM. REEE
HIARLE, REZTIREC, TETIRAILREREITE. M—MRINAZRS IRBLEIZHIARIA.

FPHREENRIFEREF, HRW: IoE, FRAFTEZ2EEX—R" , B REHERE CSEENR
o ARMENE—TARHHR, RMIT TRERAFRAZNEH. XAPHEITL, RERELELSL/\
FEFHR—BT

(01:16:55) Lenny Rachitsky

English:

Wow. It's like a decision logging in another context almost.
R EE:

I, XLFBH—MERTH “REER™

(01:16:59) Kevin Yien

English:

Yeah, a little bit. | would say the other book | was going to mention is The Paper Menagerie. This actually
shout out to Sean Rose for... I've never met him, but | really appreciate Sean. He was one of the early, if
not, first PMs of Slack, and he used to be really loud on Twitter in a very good way, and | think | learned a
ton from stuff that he would post. But one of the things that he posted was this book. It is just the most

beautiful collection of essays that span sci-fi and fantasy. And so if you're into that kind of stuff, if you like
exhalation, then Paper Menagerie is even better.

AR ERIE:

20, B—=. RERINIE—4BE (Keh¥E) (The Paper Menagerie), XERKiS Sean Rose - MK
g, EXRIFEEMEM, M2 Slack RH (MNMRARFE—(IANE) B9 PM Z2—, LEITE Twitter EIFEE
%, PENRARE, EMEEANLFEZITRS, MEFEIXAP, XB—BIEEMENERIGE, B
MTRLOMETL]. NRREWXERA, NRIRER (FFIKY (Exhalation), B4 (RoYIE) EEEE,

(01:17:39) Lenny Rachitsky

English:

Oh, shit. Guess | got to add this book to my list. | do love exhalation.
R EE:

MR, Ko BRHGIEXEBMEBTRT, HHALRER (PR



(01:17:43) Kevin Yien
English:

There you go.

R EE:

XA T o

(01:17:45) Lenny Rachitsky
English:

Oh, man, this job is tough. | get to learn all these amazing books and then I got to read them, but | don't
have time. Hard.

(01:17:51):

Speaking of more time, next question. Do you have any favorite recent movies or TV shows that you really
enjoyed?

FRSCERIF:
R, it, XRTEEREH. BTHRITHREXETRNENS, AEREEIFREN], BI;EME, K¥T,

WEIEE, T—MNaE: RREBAIFEERNBRHERRT?

(01:17:57) Kevin Yien
English:

There's less time for either these days. | will say not novel, the Bear holds a very special place in my heart
right now, both because | worked in restaurants and | got to build for them. And so seeing the details that
they do actually gives me a lot of anxiety, but | really appreciate the craft they put into it.

(01:18:16):

The other show, actually, | think this is the first time, Physical 100. So this is a Netflix show. It's a Korean
show about a hundred different bodybuilders, athletes, what have you, on who has the optimum
physique or whatever. | don't really care about that part. The two things | love about the show are, one,
it's ridiculous what people are capable of. You see what they can physically do and you're like, "Oh my
God, that's amazing what they can put their minds to." The other part though, and this is maybe a trend
of Korean shows that I've noticed, is the amount of respect they have in this competition is bar none. You
have this guy who is historically famous, was the top champion in judo or something, and you have all
these other athletes that are 15, 20 years younger, and they're bowing and just humble to compete
against the guy. | kind of wish that more American Joes had that level of respect as opposed to just trying
to find the most conflict. There's something that | really like about that.

FRZERIE:

RITAXENHENEDT, RBR—IFELAMER, (KEEET) (The Bear) EFH U GIEEIFEFHRINIL
B, BEAREEETIEY, SRAKAMINIA LRI ™m. BEIRIPRBLEATINIR EILBHREIRER, B
HFB MBI HRANEFBIE D

S—EE, FEXTREERE—RBEARE, (Kaezii: AKX (Physical 100), XZ Netflix FI—EFE
BEAS, XF 100 BFENREEIG. BEIRE, HERBERTENGFR. BHTNEAXROIHI . HEXR



XERINRRZ: $5—, AXRBREEFTATRN. MEIMIISFEBEINER, RN “FBX, St
MTTFEROE, BHENEBENFAT.” 3—RE (XTEERIRINSETEN—NED), tERS
PRUMENEERT SN, LHIIE—IMREEHNVRERE, HttbthFR 15, 20 FHEHEE M MMER
55, ENMRZEKRBEFERE. REEESHEETEHEAEXIMNEENEE, MAZNXEFIESF
Ko HIFEENX—Ro

(01:19:25) Lenny Rachitsky

English:

That's beautiful. I've started that show, but | haven't continued it, so I'm going to revisit it.
FRCERIE:

KiET. HFBEBERT, B2ER, RIENEEN.

(01:19:30) Kevin Yien
English:

Cool.

FRSZEIR:

Bito

(01:19:30) Lenny Rachitsky

English:

Do you have a favorite product that you've recently discovered that you really like?
FREiE:

MEEERERMTAFESRN. OKFHN~m?

(01:19:34) Kevin Yien
English:

We got a really old 2002 Jeep to work on with my daughters, just like a true junker. And as a result of that,
we're repairing it. We're taking off the rust, replacing parts, and so there's these little magnetic trays that
you can hold screws and nails and whatnot, so they don't go flying and rolling around everywhere. It's
stupidly useful when you're working on a car. And the girls love it because they can use it for other things
like collecting hair clips or whatever else. So magnetic trays, shout out.

(01:20:06):

And then selfishly, | will say my buddy Arjun Mahanti has an app called Circuit. If you search the app store
for Circuit, like C-I-R-C-U-I-T, HIIT timer, it's such a delightful little app that lets you track Tabata sex or

whatever else to just get a little workout in.

RSz ERIE:



AL UFT —5 2002 FRESEERITE, MERS—MRE. FNEBEE, FiE. EREH. 5
NEURREEREE, PIUR(ERZ ., STFZRMNAA, XHFENMAIEAE KER, BENREXRE)LEE
FRENR, Z)UTMERER, RAIATBERWELRFZ LR, L, BEEFEEEE.

AR CHEE—T, FEH)L Arjun Mahanti #%& 7 — M Circuit BY App. SIRIRTEN ARSI E Circuit
(C-I-R-C-U-I-T), ER—HIT itE128, IEERBHAVIEA, rILIEEIRIEER Tabata Iz KM, 7 EMITHE
ﬁF\_-Fo

(01:20:24) Lenny Rachitsky
English:

Super cool. Magnetic tray is not boring at all. That is extremely cool and it has a really cool story too. Do
you have a favorite life motto that you often come back to and find useful to share with friends and family
in work or in life?

FRCERIR:

BRE, HEREE—RUALH, EFEE, MAEEEE—NMRENKE. MERKEFAZERENALR
5, BEEIREERNELERBER?

(01:20:36) Kevin Yien
English:

| think we've actually maybe touched on both of these. I'll cheat and I'll pull one from maybe each parent
so that in case they see this, they don't feel like I'm favoring one of them.

(01:20:45):

So my mom's side, | think something that she would always repeat to me growing up is everything
happens for a reason. | hated that growing up because she only said it when something bad would
happen. Something bad happens, she goes, "Everything happens for a reason," and I'm like, "No, it
doesn't. Life just sucks." And to no surprise at this point in the conversation, I've now grown to really,
really appreciate that piece of advice because what it's actually trying to communicate is, when
something happens, good or bad, frankly, don't dwell on it. That's the past. Focus on what you want to do
and then just move towards that. And then in most cases, you'll be able to look back in one, five, 10 years
and connect the dots in a way where the story makes sense in your mind. And so just having that shift in
perspective | think has helped me a lot to not overreact to anything that happens in my life. So that's one
side.

(01:21:46):

And then on my dad's side, so the funny origins of this, unsurprising to anyone with Asian parents, I'm a
spunky little 7-year-old, | come home with my math test one day. | got 97%. | think that's pretty good. | go
show it to my dad with beaming eyes and pride. He sort of stares down his nose at it, looks at me,
"Where's my other 3%?"

AR ERIE:

BRBITEEEMEEXTIMAT . BENH, MEREBEREZE—, XEF—MIER, ARG
ﬁTﬁ’D‘o

KIBEBA, MEBRRKIEPEEREEE—TIE: “NEBRELBHE" (Everything happens for a
reason), F/NEHRRITRXAIE, AAMIBEFRELER . FELRET, it “NERELEER" ,



B8 AARER, EEMERIEE" o ERIMENNE, MEEFAZRETIN, RAETELLRFIHFE. FE
RHXFEN. BNCEEREANZE: SFBREN, BAR, TREFENR, B#FABERSEEF, BEd
Ko TEATIREHMBE, ARHERTAREFIH, TASHBERT, (REEE 1. 5. 10 FEREIXE, HU—Mit
WEEMBREFEENAUBXERELK, HIANXMHAAHRBRAMEY TR, LRAIWEFEFEL
ENERAEERMIE, XREF—HH,

BREEPL, XIMHENEFRRER, WTFEAEIERXSNARRBAEN: HARNENT7T5HNREE, B
—XHERFRELIHK, HFT 977, REBEFEN. WHTER. RBACHELEESR, EXET
B, XBEEHR: “BHBHINEI3%E? "

(01:22:08) Lenny Rachitsky
English:

Oh, my God.

P ERE:

MR, FHIK.

(01:22:10) Kevin Yien
English:

I'm just distraught and | sulk away. I'm very sad. | study hard. | do the next math test, | get 100% yes. All
right, dad's approval, here we come. | come flying back, | put the test in his hands, he stares down his
nose at it, looks at me, "Where's my other 3%?" I'm so confused. I'm like, "I got 100 out of 100. | have no
clue what you're talking about." He just looks me down the eye and goes, "Who said a hundred is the
most you can get?" At that age, | literally had no clue what he was talking about. And he had to reframe it
for me in the moment around like, "Well, was there extra credit? Can you just write your own problems to
challenge yourself more? Could you have given yourself another test? And maybe the teacher won't give
you credit, but you give yourself credit for doing additional work."

(01:23:01):

| think | carry that theme forward where there's this weird transition we all go through from childhood to
adulthood where we no longer receive homework, we're responsible for defining the work that we do.
And when you do that, if all you do is the minimum of what defined the 100% of what your job requires,
you'll never grow. And so it's up to you to actually find what is the additional 3%? There's always three
more percent. So that's my dad's lesson.

FRCERIR:

HYROBSEL, EARSMERT. HRGO, FEHMSFES, TABFEZR, HFT 1005, XET,
EEBIAAERT, R FEOR, BRHAEREMFE, RLETE, XEEKR: “HBPHINEI 3% E? ~
HARIET, B “FHST 100 oW, #5100 77, HTEAMEMRERT A" HMEMERNRER: “F
i 100 DR IREEREINERED? 7 ERNEL, RENFTNEMERT A, MEANRSRIARENFERE:
‘iE, BRAETMIMNIDE? (REFEEE CHERHIA—IRLEBEC? MEEFREL B CHER—FENE? HiFEIR
LR, ERZEAMTHFIMNITEmLESma.”

FOANTBATXNER: HNMNEFRIRFHRILH—THFWHRE, BREHNFABWREIFL, HNEH
REXBHCHIE, HIRXEFMES, MRMRIMTIEEKRBIA 100% HNRRRE, RKZFAZMK. FIL, X
BURTIRINAILEIARERI MY 3%? XTERBEIMY 3%, XFEHREEH LT,



(01:23:35) Lenny Rachitsky
English:

Kevin, you're blowing my mind. There's so many great stories, you're just full of them. And | feel like this
lesson also applies really well to product and building product and founding companies.

FROCERIR:

Kevin, {RiLFHATFIRR. MMEXAZBEENNE, BEEFHER, RSN IIBIESERTFFaA4%. &
FEgao Y el KyA/NT|

(01:23:46) Kevin Yien
English:

Totally.

FRCERIE:

L 1EMH.

(01:23:46) Lenny Rachitsky

English:

Just pushing further than people expect and making it a lot more delightful than the minimum bar.
(01:23:53):

Final question, speaking of things that maybe people don't expect and may not understand is possible,
looking at you, nobody would've guessed that you're a competitive eater at some point in your life. As a
final question, tell us about this part of your life. What did you eat? How does this work? How far did you
get in this path?

FRSCERIF:
ML ATTENMEES, iLtEHREFEES AR,

E'-l:—/l\l‘ﬂﬁ, REIBREANATEERARE. BEERERATERMNER: BEMR, RASBEREAENE
TMERBR—RABIETF. FARKEBE—NEIE, LIFINTHHIRIBRER, REIZEMFA? BEEAIEIE?
ﬁ]ﬁ’"ﬁﬁm%tiT;L?

(01:24:12) Kevin Yien
English:

It's probably misleading to say that | was a true competitive eater. | wasn't on the circuit with a... | forget
his name, but Johnny Chestnut.

FROCENIR:

REBHEENRUAE ETEFAERERIRS. HHEEMEBA - HESTHIEF, FEHW Johnny Chestnut
(Fr6R - UIHRES) BIA—EESMKEZE,

(01:24:21) Lenny Rachitsky



English:

[inaudible 01:24:21]. Oh yeah, Chestnut
FREiE:

WRZRY, YIETANES.

(01:24:22) Kevin Yien

English:

Back in the day, that's like the OG competitive eater on the hotdog circuit, | guess.
R EiE:

EBNER, MNZERAAARFENTERREE T

(01:24:25) Lenny Rachitsky
English:

Right.

A EiE:

R o

(01:24:26) Kevin Yien
English:

For me it was more eating challenges. And so whenever | would travel, | would find the local eating
challenge, whether it was time-based, volume-based, something else, and just try to see what | could
push my body to do. | was blessed with a great metabolism, so | never really had to worry too much about
anything else. And the origin, the first moment of this was when | was 14, my sister was going to college in
Minnesota and there's this steakhouse up there called Manny's, which is where the Vikings Frontline goes
to after every game. And they have this ridiculous 97 ounce order house. | don't know how many pounds

that is, but it's too much meat for a human to consume.
FhaERIE:

MEHKR, BEZHESM “KEERSE” o FMUASERIRITH, XM IFHIMBIRSINE, TICZMRATEY.
RENEZHMY, ARBEERELESHERTARR. HR=E, HELHRR, FIUMREERIEOH]
M. X—tIRVECIREEH 14 FH9RHE, RIBIBFEBRARIHIEM EXRFE, BEF—RWM Manny's W4-HHE, 24
RAPF (NFLEKRA) B9RISE(IFREE XM, tITE—MEEN 97 ®RAFHL. RANEIRZSZVE, ERRN
EZ R ARIRETEHE.

(01:24:26) Lenny Rachitsky
English:
97 ounce.

AR ERIE:



97 &l

(01:25:07) Kevin Yien
English:

97 ounces, yeah. And so | sit down, | order it thinking, "This is going to be great." They put it in front of
me, it's a monster. You have to eat in under an hour. And so 45 minutes into it, I'm halfway through and
about to die. And the catch is, if you finish it in under an hour, you get it for free. And so my dad again
leans in and goes, "You can't afford not to finish this."

FRZERIE:

EHY, 9T &|E)e HALTR, K7T—0, OB "XBEERE.” HCERERERNN, SEETEXLH. MEBHE
—/N\BANZSE, 12T 45 DhfE, BAET—F, BERBFLET. MUZE: WRMRE—NRAEST, mRE.
FREEBNRIRMRKIR: “MRAARERZZERNRN.”

(01:25:39) Kevin Yien
English:

And so, "Message received, sir." Hunker down. | plowed the other half in 15 minutes. | then slept for |
think three days afterwards. But after that | was like, "Oh my God, if | could do that, what else could | do?"
And so, [inaudible 01:25:54] carried for, | don't know, nearly a decade of trying to do these interesting

challenges.
FpERIE:

FRFOE: “KRE, KE.” HEXLET, IS OWHREB TR TH—F. REEBZERETEE=X,
EMBRLURFHE: “FEIR, MRIEMEIBD, FEEMEITFA? 7 T2, MR TRIE+E, F—
BEARZHAXEF BB,

(01:25:58) Lenny Rachitsky

English:

Wow. | don't know how that's physically possible, but clearly you did it.
(01:26:02):

Kevin, this has been wonderful. I think there's so many lessons here for people in so many ways, life and
work and parenting. Two final questions, where can folks find you online if they want to follow you and
learn more from you over time? And how can listeners be useful to you?

RSz ERIE:
I, RAAELEE FSEAMEIN, BERIREET.

Kevin, XX#7T. HINAXBERSXTERE. THENFI LB, &EMNRE: MRAKEXEMRHARIR
F3, sIUEMERER? U, IRREENIRMILEHA?

(01:26:17) Kevin Yien

English:



I'm on Twitter, just @kevinyien. Technically, I'm on LinkedIn. | don't post over there. | probably should. |
hear it's very good. But that's where you can find me. Also, my website. | don't write that often, and |
don't have an RSS feed, which has always been on my backlog, and I'm always too lazy to do. But one day
[ will add it.

(01:26:38):

One quick note, I'll actually make on websites. So on one hand, | love all the different website builders
that exist. It's amazing what we've enabled anyone to be able to do. There is something really special
about having your corner of the internet that you built sort of hand by hand, line by line. And so my
website is, it's a GitHub page. It's hosts on GitHub pages, but it's just raw HTML, CSS, nothing fancy. | get
so much joy every year just doing a slight tweak or cleaning of it. And so | really do recommend that for
anyone with the curiosity and the desire to buy your domain, even if you're never going to write anything
on it, you're never going to share it out, just own a little piece of the internet. It feels good.

AR ERIE:

K7L Twitter £, KS=E @kevinyien, FAEFRRIKBIE LinkedIn £, BIRATEHB) Liv‘lfllﬁo WIFHKNZE, i
ﬁBE?EK% Ho RBPTLIERI ARG EHEIEK. RFBEERA, H&E RSSITHIR, X—EHERNFNESR
, BREERXMEEF. FEEE—XEM LR,

XTMLHRBLZY—0: —HHE, RENNESMHEENZULTER, EMLERATERZN, XRTRE, B

BE—MRESEF—TITAERERMNERNAT, BUEEMRIFH. EHMGE— GitHub Ti@E, RE®E

GitHub Pages £, RERIGHI HTML I CSS, R ATEBENARTA, SERENEHITHIESEE, KRS

Ej:E’\J'HeERo FILNEENBINEREEFS OMRENAEZ—IECHNEE, BERKERELESRA, K
ZHE, AZWEERMN—/ RO, REBREIT.

(01:27:28) Lenny Rachitsky
English:

I love that. | didn't know that about your website. And | could see it now as | go there. It's .html, which you
don't see as much anymore.

FROCENIR:
HERE . HURFIEMRBIMILEXFN, HMEEEHLEER, ER html EEN, WEFERT,

(01:27:35) Kevin Yien
English:

Exactly. [inaudible 01:27:37].
FRCERIE:

o

(01:27:36) Lenny Rachitsky
English:
And then... Yeah, can listeners be useful to you.

FRCERIR:



ARE 2R, IARBEN IR A?

(01:27:39) Kevin Yien
English:

This is going to sound trite, and it has nothing to do with product necessarily, just be kind. Make for a
nicer world, right? Say thank you a little bit more often. Hold the door open a little more often. Wave if
you cut someone off in a car. | think there is a temptation and incentive structure to create conflict
intention. And in most cases, the world would just benefit from a little bit more kindness.

FRZERIE:

XITEERA R mikiEniE, MASFmA—EREREXR: BREER, HRAT/ERT—x, WE? %
WILREE, ZFEAMAK—T ] MRIREFZEETHARP, BFRE—T. HINAIMERFENEEIN
BB FEERRME K, MERSHERT, ERAFTEE—RRESNSTRES.

(01:28:06) Lenny Rachitsky
English:

What an incredibly beautiful way its ended. Kevin, this was so much fun. I'm so glad we did this. Thank
you so much for coming on.

FRSCERIF:
ZUMENLERE, Kevin, XENEEB, RESMIENMET ORA %, IEEREHIRIEIR,

(01:28:13) Kevin Yien
English:

Thank you for having me.
R EiE:

EHEREIE T

(01:28:14) Lenny Rachitsky
English:

Bye, everyone.

(01:28:16):

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

FRZERIE:
AKB

=)

o
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