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[00:00:00] Lane Shackleton
English:

Moments that stretch you or moments that you feel uncomfortable in or you find yourself saying, "Oh
shit. | shouldn't be here," or, "I'm under qualified to be here," those are the moments you should be
seeking out. Those are the moments that stretch you and give you a new foundation. So oftentimes you'll
hear a career question like, "Hey, do you feel like you're growing in your role?" And that's a very
ambiguous, in my opinion, way to ask this question. A much sharper way is like, "Hey, how many, oh shit
moments have you had in the last six months, year, two years, and what are they?" | think if you ask
yourself that question and the answer is, "It's been a really long time since I've been stretched in some
meaningful way or I've felt like I'm under qualified to be there," then it may be worth digging into.

AR ERIE:

AL RREIBE L. IHRREEAEAR, SHEILRTEBEMBE “XK (Ohshit), HAZEXIL" 8 “KHERD
AE, FEAEXIL BIBZ), ERIMNMIZEIHBINZ, XERZEEELIR, HAMRITIHEM. FrLL, R
SERNEXRFRUATENRER, thin: 0%, MESMAERENRULEEMRKE? ” £RER, XMEEIE
BRM. —TERANNANER: TR, AIENATA. —FHREE, MEIZIR KW BHL? B
DRRAA? 7 REF/UMRFRECSXNEE, MERE “RELRALEEEAMEEXNSEREIBL, =
BRAKERM HERABUME BRRET” , BAXAEESMANEE—T,

[00:00:51] Lenny
English:

Welcome to Lenny's Podcast, where | interview world-class product leaders and growth experts to learn
from their hard won experiences building and growing today's most successful products. Today my guest
is Lane Shackleton. Lane is Chief Product Officer at Coda where he's held the role for over eight years.
Before that, he was Group Product Manager at YouTube, a Product Specialist at Google, and as you'll hear,
he started his career as an Alaskan mountain guide and then as a manual reviewer of Google AdWords
ads. Lane is an incredibly deep thinker, very first principles oriented, and has built an incredible product
team and culture at Coda. In part, he's done that by studying the principles and rituals of great product
leaders and great product teams. In our conversation, Lane shares what he's learned, what he's found
great PMs and great teams do differently. He shares a bunch of his favorite rituals and principles, how you
can implement them on your own team, plus a really clever and unique way of understanding if you're
making progress in your career, plus so much more. | could talk to Lane for hours, but we tried to keep
this to under an hour and a half. With that, | bring you Lane Shackleton after a short word from our

sponsors.

FRCERIR:



MIMRE| Lenny HIHER, EXE, REFPHHAENFRMSEMLEKER, ZIMINELMEMNELELE SRR
IR RRPHENERER, SKRNEER Lane Shackleton, Lane 2 Coda WEF~@RE (CPO), fhiB{E
X—ERIBEBIE/\F, EbZHi, M2 YouTube FUEFEFMEIE (GPM), Google IF=@ER. IEMIRENR
Ry, MERVER A ERTFRREMNE LRSS, AGR Google AdWords ™ EMIATLHEZR. Lane 2— 1N FE
BRE. REFEF—4EIE (First Principles) MIBZEE, fth7f Coda i 7 —ZIFEH B~ REAPAFIX
o EEMEEL, MEBIRRFERA=RASEMHAPANENSN (Rituals) REMX—=8, EHIH
FiEHR, Lane BETHFTE, URMEAMAFN~REE (PM) MEINEHLSRARZL, tOZETHF
MRS AMNHRN, URFINFAEENINBRIE SHERAT, LWINEE— N IEEIREBE RIS ERA
WrRRER A EREBEH L, TEBEZHBEFAD. HA LM Lane Bl EIF LAY, BFTREIEBEIEHIE—
NN A, THE, EREREBENERENARE, ILFENIVD Lane Shackleton,

[00:01:55] Lenny (Sponsor Message)
English:

This episode is brought to you by Eppo. Eppo is a next generation AB testing platform built by Airbnb
alums for modern growth teams. Companies like DraftKings, Zapier, ClickUp, Twitch and Cameo rely on
Eppo to power their experiments. Wherever you work, running experiments is increasingly essential, but
there are no commercial tools that integrate with a modern grow team stack. This leads to wasted time
building internal tools or trying to run your own experiments through a clunky marketing tool. When |
was at Airbnb, one of the things that | loved most about working there was our experimentation platform
where | was able to slice and dice data by device types, country, user stage. Eppo does all that and more,
delivering results quickly, avoiding annoying prolonged analytic cycles and helping you easily get to the
root cause of any issue you discover. Eppo lets you go beyond basic click through metrics and instead use
your north star metrics like activation, retention, subscription and payments. Eppo supports tests on the
front end, on the backend, email marketing, even machine learning claims. Check out Eppo at
geteppo.com. That's geteppo.com and 10x your experiment velocity.

AR ERIE:

HIT BB Eppo %8BI, Eppo H Airbnb IR TAMARIEKAMITEN T —HK ABIMIIXFE G, &
DraftKings. Zapier. ClickUp. Twitch 1 Cameo X##rI 2B EB#KH Eppo RZFFMAINLI, TICIREWE
T, BITRREHTHURMBEE, EEMNTEER I TEESHAEKAMNNEAKRTEER. XSBAL]
REBNEMEAT TR, B ABEIFRENEHETAEBTER., HFKE Airbnb B, EREXNITIEREZ—
MERNMNERTFS, ERERALURGEXRE. BR. AFMBEHIE#HITUIR 2. Eppo KILTX—1IHE
EE%, ERRERMER, BRAAREKNIWER, FHEBMREMIRELZMAEMEBNERERER.,
Eppo iLREBHME RN A EHHIEN, HMERMIILREISIT (North Star Metrics) , NEUE. BF. TTRMNZ
fI. Eppo Z#sailm. Fim. MEEHEENBIFEIFHENIR, &8 geteppo.com EFH Eppo., Bl
geteppo.com, iLfREYSEIRERF 10 15

[00:03:03] Lenny (Sponsor Message)
English:

This episode is brought to you by Vanta, helping you streamline your security compliance to accelerate
your growth. Thousands of fast-growing companies like Gusto, Calm, Quora and Modern Treasury trust
Vanta to help build, scale, manage and demonstrate their security and compliance programs and get
ready for audits in weeks, not months. By offering the most in-demand security and privacy frameworks
such as SOC2, I1SO 27,001, GDPR, HIPAA and many more, Vanta helps companies obtain the reports they
need to accelerate growth, build efficient compliance processes, mitigate risks to their businesses, and
build trust with external stakeholders. Over 5,000 fast-growing companies use Vanta to automate up to



90% of the work involved with SOC2 and these other frameworks. For a limited time Lenny's Podcast
listeners get $1,000 off Vanta. Go to vanta.com/lenny. That's V-A-N-T-A.com/lenny to learn more and to
claim your discounts. Get started today.

AR ERIE:

AEATIE A Vanta 2Bh, EEIREHXREEMRE, MRWSIERK, HTFRIREHREKHN AT, W Gusto.

Calm. Quora # Modern Treasury, #S1E Vanta KEBIWE. ¥E. EBMETRERZ2587ITH, HEL
BAMAENL B RAEITHEFES. BERHES SRNT2MIRTAES, 90S0C2. 1SO 27001, GDPR. HIPAA
%, Vanta BEIRRARBIMRIEKFAENIREG, BISMNEIRE, BELSKKE, F5MFEMEXEE
. #8id 5,000 RIREM K AFEE Vanta BahFem SOC2 M EMAEZEHENA 90% B TE, 7EPRETIE
A, Lenny's Podcast B9If AR B LLE % Vanta 1,000 £t UL E . 3517 vanta.com/lenny (BP V-A-N-T-
A.com/lenny) THEEZEEHTEIT, SRIMFFIEIE,

[00:04:04] Lenny

English:

Lane, thank you so much for being here. Welcome to the podcast.
R EE:

Lane, FEERIGIREER. WEKEIAFER,

[00:04:07] Lane Shackleton
English:

So glad to be here. Thanks for having me.
FRCEIE:

REHFKIXE, BHRRZIR.

[00:04:09] Lenny
English:

It's absolutely my pleasure. I've always really admired the way that you write about product, the way you
think about product, and it feels like Coda has one of the strongest and also the most thoughtful product
teams out there. And so | am really excited to have you on here and learn from what you've learned over
the years. My first question is completely unrelated. | have to ask. Your last name's Shackleton. Any
relation to a certain very famous Antarctic explorer?

AR ERIE:

XRHENERE, F—EHEBRMMEmBARNMREE~R/IAI, & Coda B LARER. BERR
AENFREMNZ— FAAFIFEHEIEEIRIRER, RMRFEIXEFRBNZLH, RPNE—NEEATELTX,
HGHISIE—T: fREYHEZE Shackleton (GHFe/RED). fRAFMIFEERHERIRNR (AT - 7D 5/RE)
B AFRXRG?

[00:04:36] Lane Shackleton

English:



Yeah. It's probably distant at best. | wish it was close. | wish I could claim it was my father or grandfather.
But | definitely grew up with those stories and reading a lot about him as a kid. In high school we read
Endurance, which is a great book if you haven't read it. It's an amazing story. Very inspiring how he put
people first and brought back all of his men from this journey to the South Pole. So have taken a lot of
lessons from that, but that's as close as | can come to the greatness of Ernest Shackleton.

FROCERIR:

ieis, REEHUHMBTEL, REFREXRELR, FEHERBIRFHEL. ERBLENERPLEKRE
KRB, NHRIZETREXTHIB. SHEEABRT (BRBS) (Endurance), SIRIFEFIRIE, BE—
FRFH B, BE—MREANESE, MWOARFUARNE, FHEFRBRE TEMIRRERZRP R 2HEH,
FELAIRE. FMRRETRZH), EXMIHESHANRAL « D /REH FRSRRXRT .

[00:05:09] Lenny
English:

Okay. So there's a connection. When | think of Shackleton, I also think of the ad that he ran for recruiting
people to join his journey. Low chance of survival, incredibly hard, chance for glory if you succeed,
something like that.

AR ERIE:

98, BERERARNEN. HEBEDRRE, HEIBEIMA THESROARMAIZERBNUT S EFT
ST, RERFE, MRBIINERERENIS, AE2XF.

[00:05:23] Lane Shackleton

English:

It's a wonderful ad. | think | had a mug of that when | was a kid. Yeah.

R EE:

BB S FIS/FHR/NHREE—PENERN ST =T 2/

[00:05:28] Lenny
English:

Amazing. Okay. So on that same topic, | noticed maybe your first job was a mountain guide in Alaska. Was
that inspired by this legacy? And also why did you decide not to pursue that and get into product
management? Completely different life.

AR ERIE:

KiET . 8, EEIXMEE, TEREFNE D IFRIEREREMAMMIELRT. PBERXDEKIKE AR
B&5? &8, RATARERBEHBT, MBHANT FmEERMN? XTEEMMHRERNER.

[00:05:42] Lane Shackleton

English:



Yeah. Yeah. Very, very different. Very different time. Didn't have kids back then. | think | was convinced at
the time | wanted a career outside. Just loved spending time in the mountains and climbing, things like
that. To be honest, | wasn't the best guide. There were a lot of amazing guides out there that just had ...
They were almost invincible in terms of their ability to climb for 20, 30 hours. But | learned a lot from the
experience and maybe the quick story on why | stopped guiding. | was on what is a dream trip for
mountain guides, which is we were flown to a remote portion of southeast Alaska. It's an hour long flight.
Mountain called Mount Fairweather. Beautiful 15,000 foot peak. And as a part of climbing on glaciers one
of the things that you do for context is you're roped to another person. And the reason that you do that is
because if someone falls in a crevasse, you want to be able to stop them or pull them out.

(00:06:48):

So | was roped to a very nice client that | was guiding and he fell pretty close to the top on our way down.
And luckily we were able to self-arrest and arrest that fall. But | spent probably the next six hours walking
down that mountain thinking the same thing over and over again, which is | really don't want to die roped
to someone that | barely know and don't trust or love. So that was the last season that | guided. But tons
of great memories and learnings and | think it impacted my life in a pretty significant way.

FROCERIR:

28, FEEFERE. BRTEFRE, HRTLEET. FERPHEEECSBE—MHAIIRL, mE
ENF/HELE. BEZEN, EXR, AATERREFNAS. BEERSZTAENES, MBER - EE
L1805 20, 30 MNRRIEEN ENLFREEB. ERMBEREZFHFZFETRZ. XTFHAFTAFELIRAS, B—
PMEENSE: SRFEEHTREWLURSZRUAKMRT, HRZREFHETIREIH—NMRIT i
X. BR—NEEAE, E—EENZR/RFEZEU (Mount Fairweather) B, ABR—REEEIR 15,000 HRHIZE

MWLE, EXIBER, ITRE, REENS—MABEFRE—E. IEHEENNRE NiEHkRE
(Crevasse) , fRABRETSHAIEMISIEMBATHIL K,

(00:06:48):

UREAN—EERFNEFRE—R, £ FLUEPRILMAMMS, a7, =092, EINRIHETT
BESIED (Self-arrest) FHIEFETEE, BEZETRNN NN TLRES, BRFE—BHEEER—M2K:
BENFEN—ME/LFERINR. NMEEHARBWARE—EIE, I, BERENRE—IRASHES, B
BT BEEFHEIZAEN, FIANTU—FIEERITN AR T HRVEE.

[00:07:37] Lenny
English:

Damn. Software much lower stakes. | guess just while we're on this topic, is there any parallels or big
lesson you learned from that experience that you bring to product?

FROCERIR:

RIAo RETUHREAIRSZ T EEAMEIXMER, BREFHPEFAMBMZL, HEGRFRINENAE
PR EZEHI)IG?

[00:07:37] Lane Shackleton
English:

One is just preparation. | think when you go climbing or when you guide climbing, you spend months and
months preparing for usually a few days of climbing. So there's that kind of preparation. There's also just
a million checklists. So before you go on an expedition, you may check a checklist of all your equipment,



stuff like that a dozen times or more. So you ensure redundancy across all your systems. So that was
definitely a parallel. The other thing | think about a lot is just how to stay calm in challenging or scary
scenarios. We had another instance where | had a client pull a big chunk of rock off and break their feet
and | was the junior guide on that particular instance and the more senior guide looked at me, looked at
the situation and was like, "Okay, we're getting this guy out of here right now." Put him on his back and
we basically took turns carrying him out for a couple miles I'll just never forget instances like that where
the clarity of stay calm, assess the situation, prioritize, take action. There's a mini version of that when
you're building software, | think. So experiences like that, | think, even though | only did it for a handful of
summers, were pretty profound.

AR ERIE:

— P RESELF. BANIRERENTIEEN, MBEIEEF/LTANEENJIRNBEMES. XME
PBHEENES. TEMELHNORE TR, EROZE, MURSEBMEEENERELET/IBEEES,
EERFBEIRFTE RAN TR, XENZE—MANR. Z—HREERENE2NAEEERHIEI Y
HERPRERF. BNEEI—RER, —URPEET —ARERHERTH, SRZIMWRESHILR
S, BRMFETERK, BETEBER, W 9, RNAEMEBIRUFHE" MBMEEE L, BINEFEL
RREEMETLRE, WAKEASTIEHFRNZ . ®RELH. TMEEH. BEMSR. RIUTE, XMHE
MWiE. TINNEFRREBEXMRINGE R Frl, RERXIMTIINEXRNES, EIRLZHNHK
WAEERZ,

[00:09:12] Lenny

English:

Yeah. What a very different life that life path would've been.
FRCERIE:

M. MNREPFE, FREZLATEAL,

[00:09:12] Lane Shackleton
English:

Pre kids. Yeah.

FZERiE:

RRE L ZFHIER, 2/

[00:09:12] Lenny
English:

Oh, man. So you mentioned your writing, you mentioned that this is something you want to write about.
Shifting to the core topic of our chat, it's very clear that you spent a lot of time studying how great
product managers operate and how great product teams operate. You've been doing a bunch of writing
on the principles of great product management and also the rituals of great teams. And so | want to
spend a bunch of time trying to extract as much as | can from your learning so that listeners can learn.
Essentially what are principles of great product managers, what are rituals of great teams and generally
how do the best teams operate? And my first question is just why is this something that you started



doing? What pulled you into spending so much time and effort trying to understand how the best teams
and people operate?

AR ERIE:

MR, kit REZEITIRNEE, REIXZMEENARA, REFNIRAZOER, REBEIRE T RS EH
RIMFHTREERNEEEN, UNAFH~RENZNEEEN. 15 TRZXTFAF~mEEHRERN L
RIAFHEMBINI (Rituals) HIXE, FIARBERIEIRENRIZEIPIEREESZHRA, LIFRMBES
o AL, ABEFREENRENZMHA, ABEAMNNARHA, URKRINRHNEESZWAEEN? &K
B —PREE, MRATATFIBMXGE? BHARSIRRARAZRBNEHEEERAFHEMRNNARZ
NfAIEIERY?

[00:09:53] Lane Shackleton
English:

Yeah. Yeah. I've been asking myself that question a little bit lately. There's a few reasons. One reason is |
just found myself giving a similar set of advice in one on ones. And so | think anytime you find as a leader
yourself repeating the same lessons, it should be a good flag to say like, oh, | should probably scale this in
some way. And as you know, as soon as you write something down, you have to clarify your own thinking
and so it becomes very useful for that. And | don't think | quite expected how useful it would be in that
sense. Writing something down and then putting it out there, you start to get feedback back of where you
might've been right or where you might not be right. And so for me it's been a good learning experience
there as well. | think the second reason is I've always been pretty frustrated with career ladders. Most
companies have career ladders with 10 or 15 levels and as soon as they hit some scale levels, there's
levels between levels and | feel like | looked at the one at Google and you needed a PhD to decipher it and
interpret how to operate within it.

(00:11:11):

And so that's one piece of the construct. If you think more broadly though, they aren't consistent across
companies, so now you're in a situation where you're in your version of the rat race. And so | found that |
basically wanted to have a broader set of principles that transcended level. So things that could be true
when you are an ICPM starting your career and things that can also be true when you're the head of
product or running a product team or things like that. That's one. | won't rant further on that but | think
that's one piece of it.

(00:11:49):

And then | think the last reason I'll mention is | was pretty inspired by a talk that is by this guy named
Brett Victor, who's like a prototyper thinker. May have heard of his work. He has this talk called Inventing
on Principle. And in the early days of Coda, one of our first designers, this guy Jeremy Britten, showed this
talk to the company and my mind was blown. And | think it was one of those examples of someone
developing a clear view of what principles they should operate with and then following that principle.
And it was just a meta example of how important it is and how impactful it can be when you decide on a
principle and then follow it. And so ever since then I've been thinking what are my principles as it
pertains to building software and other things. So those are the three reasons that led me to start writing
these things down.

AR ERIE:

2, REFEERNESXNEE. BINRE. —TRERKAMECHE 1 X 1 KDL HEM—F
Bil. HiINA, (FA—RMSE, SMRUECHEEERFNAIIN, XNZE—MRENES, REE(R:
B, BARENIZURMANBXERNTMRL. MEWNIRFAR, —BIMBRAST TR, R iEsEcrE



B, FIUXNIEERRIEEER. RINHLHHAIeEXTERNALER. S IRARTBHER, REFSA
WEIR, SIFMMERINEY, MERTEARN. FAUNERR, XUR—MREFNFIIRE. FTREZHK
—Bx “BRLFE” (Career Ladders) REEIRAR. AZHATRRIWKMEEE 10 B 15, —ERE—EM
1R, RE5RZEEERELL. KIEFHE Google WA MR, FEMELZUAEEBIFCHIZRMNATHES
=1Fo

(00:11:11):

FRUX BEMN—ER 0. BMRMNENAES, FRABNMBHR—, FRAURIELT—M “‘WE”

(Ratrace) EPRT. EILFHAM, HEA LRE—EBHAFINE ZHEL. BHER, TIEMENFIRIR
WEENDPATRBMEZREIZE (ICPM), BERFmARANEE~mEAMNA, XERNEHER, XEeHP—
=, BMABSERT, EXHLRREAZ—:

(00:11:49):

RE—R, BRZ Brett Victor W—REHBEA, R—IREEIGITBER, FAEMTIMNER. tE—
ZA (KRENEBEY (Inventing on Principle) BY&E#. £ Coda WEREHE, ENKRFMILITITZ— Jeremy
Britten A2 RBRR T XMEW, RYUNEHEET. HIARNBR—THENGF, BRTEANEAXNIZETRE
WERENEREMNE L, REERTHRMEN, XB—1M(TF “RE—NEUHERE” BLZEE. 2HMW
HB TR (Meta example)s MBBLUGE, BRM—BEERE, EMERGMEMSZEIE, BNENZEH 4.
X FERFRIEXLERAS P RE=1EE,

[00:13:06] Lenny
English:

Amazing. We'll find that talk and link to it in the show notes. | want to ask about what principles you've
come to, but I also want to understand how you actually ended up doing ladders and performance review
stuff at Coda. Would it be better to talk about that later after we go through some of these things or is
there something you want to share first of just how you think about it at Coda?

FROCERIR:

KiET . BINSHEBNEHFEHEZITEEIRS. HARRIRSEL THLERN, EFWATHEIR(IE Coda
KRR E R NIRRT BN ST ERY. BRAEBMINE XL RN EBIIX MR, E2MELENIZE—T
fRI17E Coda BEAZEXHER?

[00:13:06] Lane Shackleton
English:

When we were doing career ladders, first of all, we put it off for quite a bit of time and that was based on
the advice of a lot of other leaders that said as soon as you introduce this, then the incentives flip from
being company focused to being individual focused. So | think we delayed it for a good bit of time. There
came a time where we decided, "Hey look, we really do need to provide better guidance here about what
it means to grow and what it means to be great." And so about the same time we were doing the levels
thing | started writing down some of the principles that I've been publishing. One of the things that | think
about a lot when talking about levels is just how to keep everyone oriented toward their team and their
company. And | think that we've done a really good job of that over the years. So levels aren't by any
means at the forefront of any company discussion. In fact, we don't use titles that much.

FROCERIR:



HEMNBERWIEE, 8%, BIMEETHIK—RNE, XRETIFSHMASENE, MIN1R—BfR
SIANZA, BEBEMEMURBT AR OERZAUNARRC. FAUFEHNHERTRA. HEIE—XRIITR
B MR, B, HHLTEEXBRMUEFNES, RBARKERETA, AFEREMTL” MERINLE
LR ENER, HABE TR—EEABN LR, FiNetRiN, REEREN—HFE2WNMLETA
HBRFUBAAM QB NEME FIANXEERFNEXLEHSERT. FIl, RILEFRZ2ATTENER.
FXLE, BMARNEAERKE,

[00:14:11] Lenny
English:

You said that it's not specific to role. Do you mean the same leveling attributes are the same from design
and product and engineering?

FRCERIR:
R HIMFER R, RNERRIRIT. el IES VR EEHE— 18932

[00:14:19] Lane Shackleton
English:

We basically have five levels and we call them role stages and they go from apprentice to principal. So
apprentice is ... Rope analogy here is learns about rope. Practitioner is can tie basic knots, shown
complex knots. Given a problem, they can do it. Career is you can calculate rope strength. You know a lot
about knots. Principal is basically invented nylon. So the bar is really, really high for principal in these
levels and | think that that's appropriate. It should be aspirational that the bar is exceptionally high at the
highest level of our role stages. | find it's a pretty good process to draw maybe a little bit of contrast with
other companies. | think most other companies, especially large companies have 10 to 15 levels. | think
we've made a really conscious choice to have only five. | think the other bit of contrast | would draw is
basically role stages are not visible across the whole company. We're not showing levels of any individual
PM or designer, and that's partially because we just don't want to put a big focus on it. And then probably
the biggest difference is we have a centralized compensation committee and that's who decides
compensation and so it's not the manager that drives your compensation. So those are some differences.

FROCERIR:

EMNEBEXEBRANERAN, BINHZR “AEME” (Role Stages) , METRE (Apprentice) EIEE
(Principal) e FfER - ABFITNLLA, MEBEFRIXFEFHHIR. MilkE (Practitioner) BEEITEZARH
&, W8N, AMi1—NRE, MilsefR, BRkE (Career) BIFEEITHEBEFHRE, WEEET
fiR, EE (Principal) BEAXLMEBARBETRENA. FMUXERFFPEENIEEREES, RINAXEREE
. ERINMNVABMER, REAFIINIIERES, XNZe—MESR. RAUXE—MREFNIRE, AIMS
HtAT— =5t HMINAKRSHEMAT, FARAQE, & 10 2 15 MEFl. HIAAKNSERIRE
EFRIE5 M5, BBHHNS— 12, AeMBRELATEERARTILN, BITFBREATA PM
FIITIMRES], BLRRSHRNFAEEESAREX LH. AERANXFTEEERNE—MEFNFMER
=, BMITREFM, FRLUREMRFMNAEMRNEE, XEME—EREZ L,

[00:16:08] Lenny

English:



Super cool. I've never seen it done this way before. | think it's an awesome example of first principles
thinking, which | see a lot come out from your product team. And then just to make sure | heard you right,
these five stages are roughly the same across role, so designers have the same five and they're described
similarly.

FRCERIR:

AT . HUEIMRILIEXMHEE, HIANXZ—MRFH “S—4RE" BE06F, REMRN~mEAF
KEFRIXMEBE, ITHERBENE, XETMEBEEFRARABRRABER, FRLOEITHTHEERENENM
\Eﬁ; ﬁﬁﬁ.#ﬁk_‘mi'ﬂ«}\o

[00:16:15] Lane Shackleton
English:

That's right. They're described similarly at a high level, but then the specifics if you get into it are a little
bit different.

FRCERIR:
Ko EEELBAZAME, BNRIHRANAT, BFREZE—RRE.

[00:16:15] Lenny
English:

Okay. I'm going to ask about what the principles are, or a few of them that you can share. But one other
very tactical question. At what size of product teams, say just PMs, did you start to develop this
framework?

FRZERIE:

R, FETHRERRAFNRERNZFA, HEMEDZERN/LD. BEBZHEE—TIEEHARIERR
A @A (EEaRE PM) AR ARUMERY, (RITFIEF AKX MESRR?

[00:16:26] Lane Shackleton

English:

We were probably at 20-ish PMs and designers when we did that.
R EE:

HEIMBIOXHEE, K#EE 20 MEAR PM Figitm,

[00:16:31] Lenny
English:

Awesome. Okay. So let me just ask, what are some of these principles you've narrowed it on as principles

of great product managers?
FRZERiE:
XIET . B4, LFA—T, RELENAE~REERRNEHLE?



[00:16:38] Lane Shackleton
English:

Maybe it's helpful to start with a little higher level context on the unifying thesis. | think the unifying thesis
is the core job of a product person in general is to turn ambiguity into clarity. And if you think about the
job of a product leader or a product manager, everything is ambiguous all the time. It's like what's my
role on this team? What problem are we solving? Who's the target customer? What prototype is going to
solve this particular problem? So it's literally everything. And so if you're going to do the job well, you
really need to get good at spotting ambiguity and turning it into clarity. And so the obvious question that
follows from that is okay, great, that sounds like a great Hallmark card, but how do you actually do that?
And so | think the principles that I've been writing down are very personal. They're my take on how to do
this.

(00:17:41):

So the first one that | wrote about was systems not goals. And one of the ways that | started this post ...
I'm a big fan of getting inspiration from outside of tech and so one of the stories that I tell is basically the
story of Jerry Seinfeld. If you haven't seen the documentary Comedian, it's amazing, it's definitely worth
watching. But the story goes, he's done Seinfeld the show and he's got all this material from the last 15
years and he comes in one day and he says, "Look, I'm going to throw away all my material and I'm going
to start fresh." And this is unheard of in comedy for someone to just throw away all their old material and
start fresh. And so the question is what does he do next? And the thing that he does is he sets a goal,
which is basically to build up to an hour of material again.

(00:18:34):

But the goal isn't that important. What's important here is the system. So the system that he uses is he
writes for an hour every morning, doesn't write for more if he doesn't want to, and then he goes and
performs at night. And so when you rinse and repeat that system, do it hundreds of times, that's how he
builds up from five minutes to 15 minutes to 30 minutes of material. And so | think that | take a lot of
inspiration from that and I think product people can generally, which is instead of being obsessed with
the goal, be obsessed with the system that gets you there. And so the phrase | sometimes use is goals
with good intentions don't work. | really need to give a common example. A really common example is
teams that are trying to learn about customers or do research. And one thing I've observed is a team may
have a goal like an OKR of talking to 10 customers this quarter and they may or may not hit that OKR. And
then if you watch closely, the next quarter, they may not have a goal of talking to customers anymore.

And so their learning is going up and down.
(00:19:49):

And to draw a contrast, that's just really different than a team that has some default on system for talking
to customers. Every few times a week they're talking to customers for whatever reason. And the impact of
that is really hard to see until you understand that the latter team tends to have really good product
instincts or really good customer instincts. It's because they've just had this default on mindset of talking
to customers. And in the early days of Coda, we actually did something similar. We had a time allotted on
Fridays and it was basically, it was on the calendar a customer or a potential customer was coming in and
so you knew that it was going to happen and you had to have something to show. And so sometimes we'd
be scrambling the three hours before to have a prototype ready for a customer. Sometimes we would've
had something that we've been baking for a while. But the point is that it was default on. And so the way
that we developed good customer instincts was not the goal, it was really just the system behind it. So
that's one that I'm passionate about and | think it also translates into a lot of the rituals that we talk a lot
about.



AR ERIE:

BIFEM—TNESRENA—ICETBSZEAEN. HRUANXIMFE—IEER: FaARNZOIIFEEZFEM
£ (Ambiguity) ¥%EAEMIE (Clarity) . MMRMRBE-THFRASEX~REENTE, FILM—DHRE
MR b0 REXTEANRNARRMHA? RINEFRTARR? BIREFAZE? TANREEER
REMFERE? BEEFAER. I, MRMEMFXHIE, MENFTRERRMEMEHEEEEN
AklE. ETROEMZ NHOREE: FIE, X&FT, XFERER—UF=NRE, BIREKEAME? F
DS THXERNEBFEPALY, BRMNOFAEAX—BIRHEX.

(00:17:41):

BENE—TRUZE “RAMIEEMR (Systems not goals) e BEXBRXEMARNZ—F - HRIEFEERME
AT BSMNARRR B, FRUFHB—MERER LRARE - FRIFRE (Jerry Seinfeld, ERERIER) B
F, MRMRKEILRRA (ERIES) (Comedian), BIFE#, BXNET—F. HEEXFN: tELZMHTT
(BRERE) XIMNE, FEAEIX 5 FRRNFMERM, B—XMt#ERR: “IE, RENERRENER
M, MKFIR.” EERIF, BEANEMEIBEMERTRIEFIREN. BAREZ, MWETREAA? iR
MEBRIRE—T B, B LMEERRRE—NNNEBEM,.

(00:18:34):

BEGHARAER, EENERR. WEANRAR: SRELE—MNE, IRTEEMFZE, AEK
EERE, SIRREBITXNRS, ME/LER, tREXFHEEMM 5 DHRRE] 15 2 EE 30 2887
FILEMPRETRZEA, WINAFRABEBRAILUESE, B F2HRTER, MEBRERTEEILIRARIE
THRS. RENZAXFE—0E: RERFERNERZITAEN. RENFEE-ITERNFF. —7IF
wHBNG FERLERE T RE A NMARNEN. BEMRIN—<E, — T EFTEE— B, tbin—1
FEAS 10 MEFRXIXB OKR, MTAJREAZHBAIEEAREIX T OKR, ARMRIRFANTE, TIHEE, fth
AR BAES TR RKNIBIT 7o FrEIBFE S E 2R ERTER.

(00:19:49):

BEEZT, X5—NMEE “RIAFR" NEFBERGHNENTE2AE. SR8/ LRRAANESHRERSE
PR, ZIMTMRERT, BEMSIRAE—TEHNEERAEEEFN~aERXETFAER. X2 M)
—HRHFEXM “BRINFR" NS5FFARKBIOS. 7 Coda FIRH], FATSEFR LB T RMNER. &ITE
BRSDETHE, BExERARLEERBETARNEERTP IR, FRURNEXHESRE, (REMEHRAK
AathilE. FMUAERZNSEZAN=MNNEHGEE-—TMRELETFE. BNRINZEZEHERITE T —
SHEINATE. BEERRER FRNFR" 8. Blt, HMEFRRFEFERNSATERER, MAKES
[EHIRG, XRFIFEARI—TEREN, FOANCBRUA T HNNEEITICHIFS NI

[00:21:06] Lenny
English:

There are so many directions | can go with this. | really like this one. It reminds me of something | did at
Airbnb where we had a lunch with a host every Friday with the team and we had a community person find
someone in San Francisco that's a host. And there's no agenda, it's just let's have lunch and meet the

team. Curious what you're wondering.
R EIE:

XTFEX—R, BRAUMRZAEEF. HENRERXT, BILEERTE Airbnb HIH—H#HE: RITHNE
RAAESMZM—UBERHEHFE, HMNIUEMRATAR—UEHZUNER KENE, mE2—ETFiR,
WILHIPA. FHIRBAERZE AR,



[00:21:22] Lane Shackleton
English:

Exactly.

FRERIE:

Ao

[00:21:22] Lenny
English:

And Airbnb hosts are always so nice and has such a pleasant experience. Also makes me think about this
book, The Score Takes Care of Itself.

AR ERIE:

Airbnb WEARS ML KE, ARKRIEFERR. XWiLFHBET (b BS1BEE) (The Score Takes Care of
Itself) XZAP,

[00:21:30] Lane Shackleton

English:

[00:21:31] Lenny
English:

Have you read that?
FRCEIE:

RS Ig?

[00:21:31] Lane Shackleton
English:

Yeah.

FSCEiE:

ESU

[00:21:31] Lenny
English:

Where it's just do the fundamentals and you'll win?



FRSCERIE:
PR IBMIFEARL, FREm?

[00:21:34] Lane Shackleton
English:

Totally.

FRERIE:

TR IEH,

[00:21:34] Lenny
English:

The other thing it reminds me of is | have this quote hanging in my office here. | Believe it's from the Rick
Rubin book. And the quote is, "The object isn't to make art, it's to be in that wonderful state which makes
artinevitable."

AR ERIE:

S—HLBREENERE, BRDAEEEEXHF—0E, HEFEERHE Rick Rubin AR+, XaiEE: “B
MABATEIEER, MEANTHAIBMILZABERAB B TR,

[00:21:48] Lane Shackleton
English:

I love it.

FCERE:

HREWXAIET

[00:21:49] Lenny

English:

| feel like you just changed art-
FRCEIE:

BERRNAE “ZK” T —

[00:21:51] Lane Shackleton
English:

Yeah. Rick Rubin's amazing.

R EE:

&M, Rick Rubin KXTHRIET o



[00:21:52] Lenny

English:

Oh my god, it's so good. Just every section is this quotable thing | want ... | need to hold onto this thing.
R EE:

RXIN, BEBRET, 8—NEHESXMEESIBANE - K FFTFEEE,

[00:21:58] Lane Shackleton
English:

Yeah. He's got a great thing on listening. | really admire what he says about listening and | think that a lot
of PMs could take that lesson, which is-

FRCERIR:

B, X THIAE—RREFIIER. BIFFRMXTHRIFEIRAE, BIANRZS PM ERAT LAREGX NI,
PR —

[00:22:10] Lenny
English:

Yeah. What is that lesson?
FRCEIE:

0, BIENZFA?

[00:22:11] Lane Shackleton
English:

The way he talks about it is essentially you want to listen and absorb every fragment of what that person
is saying, including their body language and everything else, and try to turn off the side which is crafting
your response or figuring out what you're going to say next or what the problem with their argument is or
whatever. It's quite hard to do. Because your default mode is always the next step of the conversation.
But | think if you can really challenge yourself, like he says, to pause and really try to internalize

holistically what that person's saying, it's pretty powerful.
R EIE:

L ENARNER LR RREIAHREBTAMMRNES— TR, SFEMENNEEESHEM—T), HE
HXIEARPEEMELOR, BET-—PZRAA. AEIFHNALERRANB—EHD. XRMEGE R
HAMENEBMEN T —F. BN, MRMFEGUFNRHBFEENRSBED, FTHK, IHMBE LR
AP AFRRENIE, AIFEIEERAR,

[00:22:55] Lenny

English:



| was actually just reading that chapter and the next chapter is about this idea of the beginner's mind. |
don't know if you remember that. | feel like people get sniped by Rick Rubin stuff. But anyway, I'm going
to go down this thread. He talks about how AlphaZero or AlphaGo, the first Al thing that beat humans at
Go and how there was this move it made, move 37 in the game that was just like ... The person the Al was
playing walked out of the room. He's like, "I don't even know what just happened. This is out of anything
I've ever imagined." And it won. And the lesson there it was trained not on what we've learned, but it
trained itself and figured things out from first principles and then came up with this thing we've never
even comprehended. And so it's a really good example of the power of coming from a beginner's mind
and not being influenced by what's already been done.

AR ERIE:

BNA EFERIR—E, T—E2XF “40" (Beginner'smind) XS, BFRMEMEEICR. KT
MTRAE Z W Rick Rubin WARFERS. FEERH, RELEXNBRIRTE. MiKZE T AlphaZero 5¢
AlphaGo, FAZHNE—NMEEM EEKAZER A, UKRERELLFRTHNE 37 FH, BEER---F A X
FHWAEEELTHEE, oil: “HWEEFNEBENARET T4, XBHTHEMAENER.” ERERT. H
PREIIE, EXRSREENZINRFEINEGN, MEEFINE, MBE—MEREBLAEXER, ARRLET ]
MREBFEIHFRA, FIUXZ—MREFNAIF, BRTHREVIO. FREELREZMHNE,

[00:23:41] Lane Shackleton

English:

Yeah. We have a walkthrough ritual that we do.
R EE:

M. BINE— “E&E” (Walkthrough) Xz

[00:23:45] Lenny
English:

Tell me more.
FRCERIE:
ZIRIEW B

[00:23:46] Lane Shackleton
English:

The prompt is essentially put yourself in the shoes of someone who knows nothing about this topic
whatsoever and have beginner's mind and then walk through with five or 10 people watching you and
let's fix all the problems that we see.

FROCERIR:

RAEARLERE: BESERE— X MEE—LFAAIBA, ®IFDO, ABTES 2 10 PARGER THITE
&, tENEEFRE R,

[00:24:05] Lenny



English:

Okay. | want to talk about rituals. We're getting ahead of ourselves a little bit. Is there any other principles
that you can share either just on a high level or in depth that you can share? And | know people can go to
your Substack and read this. And by the way, what's your Substack URL for people that want to check it

out?
FhSCERIE:

78, BN, HMNERBRIT. TEEMERERNAUSZER? TEESEANTERRNN. FAEAL]
BILAZEAREY Substack 3%, IRERI—T, fREY Substack MitRt4, HEBENAEZER?

[00:24:21] Lane Shackleton
English:

Just lane.substack.com.

FRCEIE:

T2 lane.substack.com,

[00:24:24] Lenny
English:
Sweet. We'll definitely link into it. Yeah. Any other principles?

RS ERIF:
XET, BiT—ESR S, T8, TEHMERERNG?

[00:24:28] Lane Shackleton
English:

| think the other one is cathedrals, not bricks, and then the other one is proactive, not reactive.
Cathedrals, not bricks | think is a classic one. | think | had a moment of realization and talking to Shishir in
a one-on-one when | was at YouTube bemoaning the fact that my team wasn't performing to the potential
that | thought they had. And he had a very pointed and unexpected question, which is like, "Do they know
their cathedral? Do they have a cathedral?" And I'm sitting there like, "Man, what are you talking about?
We're talking about performing as a team and you're asking me about cathedrals." And then he explained
the cathedral story, which | can talk about. In that-

FROCERIR:

BIUANB—PRENE “AHEMIEFEIR” (Cathedrals, not bricks) , ®E—NE “TEhMIEMED" (Proactive,
not reactive) s “AHEMIERZRH” HIANER—MEHMEN, FKIZFHKE YouTube BY, B—RIEM Shishir
(Coda CEO) #17 1 3f 1 EiKBY, BKIEWEHEMANEERIZELFHIAAMIINERE, a7 —NEERE
BHAEREMEE: “EMIINAKBEERTARE? MIIERBEED? 7 JALER/LOE:  “at, fE
BAHAR? BITERKICEARIL, RAABRARE,” AEMERT KRBENKSE, KoIUfH. E8—

[00:25:11] Lenny



English:

What's the cathedral story?
FEiE:
RAZNHEZRHA?

[00:25:11] Lane Shackleton
English:

It was quite clarifying.

FRCERIE:

EIERAER AL,

[00:25:13] Lenny
English:

Yeah. Do share.

[00:25:14] Lane Shackleton
English:

Yeah. The cathedral story is basically you walk up to three people, they're laying bricks. You ask the first
person, "What are you doing?" They say, "Well, | take the bricks from over here and | put them on that
sack over there." You ask the second person, "What are you doing?" They say, "Well, | take this little
cement and | put it on top of the brick that that person lays." You ask the third person, "What are you
doing?" And they say, "Well, we're building a cathedral." And the core insight here is that you want your
teams to feel like they're building a cathedral and not laying bricks. And | think it's really, really easy to do
when PMs are really busy on a day-to-day to just be one task after the other, really execution oriented and
maybe not take the time to help the team take a broader frame, open the aperture a little bit and have a
view of what the cathedral is. And | think we've learned many times that one unexpected bit of this is that
everybody needs to see a different facet of the cathedral.

(00:26:22):

So very often ... And I've made this mistake before plenty of times. Very often people will do a great
writeup on vision or strategy or whatever it is and the result is people can't quite see their version of what
this broader arc is or this broader cathedral is. And so one of the things that we have tried to do when we
go through big planning cycles is show all the different sides of this. So instead of just having a writeup,
we may have a writeup, we may couple that with a metric, we may couple that with directional mocks
and what the billboard might look like or how our homepage may change. And really what we're trying to
do is take the mystery out of the set of broader constraints or where we're headed. | think great product
teams and great PM leaders tend to always orient their teams towards a broader cathedral as opposed to
laying bricks.



AR ERIE:

FH. REENRFES LR (RERAZNEERRBOA. MRAEE—DA “MREMMIA? 7 BI1%:  “HE,
FIEX AR REBRDRIFMR L. " RIEE= A “REMMAA? 7 iR "B, FEXENCRHEERTA
B E.” RIRE=ZNA “REMAA? 7 1R “BIERE—EAHE.” ROURRBRE, (RELEIRHNE
AAREHNERERE—EARE, MARENE. HIANE PMEBXICF—NME—IHES. FEEETERT
B, REZRRBX—xR, AREENEEENEIIERANER, HRITHNE, EEAUENEHR. M
BREMNZXRFE, Z—mPE-ITEERINMS . SIAREREIARUENFRNE,

(00:26:22):

FALZ B HIXMIER - FREILIRERXZXFNEIR. BEAMNZEFE-—RXTRER. MBI+ AREE
Xt, BERBAMILZR2BIMIRENEZARBEERAEZAREE. FHit, FHTAEALBHE, K=
AN —HERRTXGENFMERRMNE. FrUBRTXEZIN, BITAERERES— &, BE5—%75R
MRREE (Mocks), SERT SREATRERM AR, HERINVENIMALL. RNNEERHNEHERE
ML R AT AR RINARBN™RERMMELN PM ASEZTEEE5ISHMNNVEERZ KR
REBE, MARRNEE,

[00:27:26] Lenny
English:

Such a beautiful metaphor. Reminds me of this other quote | just looked up while you're chatting. "If you
want to build a ship, don't drum up the men to gather wood, divide the work and give orders. Instead
teach them to yearn for the vast and endless sea."

AR ERIE:

ZaMERLE, LHREETHRPREENEZNS—0E: “NRMBE— M, FTEBRAFERER
M, WABGMIDETFN TER<L. Bk, BHIMEEEHTIROKE.”

[00:27:39] Lane Shackleton

English:

Classic. Classic. It's Antoine.

FRCEIE:

KM, KEHT, BRHER (ERRAME) #A%

[00:27:42] Lenny
English:

That is right. Antoine de St. Exupery. Okay. Something | was curious about as you were chatting also is for
folks that want to develop their own principles and define how they want to think about products, is
there anything you found to be useful in helping emerge these into principles that you can come to? Is it
just sitting around thinking? Is there anything else you've done that has helped you define these things?

FROCERIR:

. TR - 18- BREAMEB. FH. ERPRNHRERES, MWFBREBEZTACHNRENHEXBS
m B AR, (RETAMT AR EARERMBEXEREFMATRRNIG? J2LERILBEL? T8
2B EBERIRMI HEBIRE XX LR N AIG?



[00:28:06] Lane Shackleton
English:

Probably two things. One is reading really broadly. So | think not just reading PM style literature. Like |
said, | tend to get a lot of inspiration from outside of tech. | think that's one thing. | think the other thing is
insofar as you get the opportunity to mentor other people, think about what you're saying to these
people. Think about, okay, this person came to me with this challenge. What was my response? Why was
that my response? Am | giving that response a lot of times? Okay, maybe this is a more deeply held belief.
So | think noticing those instances was helpful for me.

FROCERIR:

AFERR. —=&I 2. FINNFMIZR B PM EBISHR. MERKRE, BMmTMEHRITILSMNRERR
ZRE. XBH— HZ, REMANSEIIA, BERZMUXLEART 4, BE—T: XTAHEX
MR, BRNENEAA? ATARSXELON? REFELRAHXHFNEIR? MRE, PBXATER
—PNERBENER. FMUFIANEREIXER N RIREE.

[00:28:46] Lenny
English:

Are there any books or topics or areas that you found most inspirational when you talk about reading and
studying other non-product tech?

FROCERIR:
HIRRENDRAAFTIE T MEHRURES, BREMES. TARTABMRRFREBKIER?

[00:28:53] Lane Shackleton
English:

| mean definitely sports. | would say sports is really interesting to me. Team sports. I've always been a
huge fan of everything team sports. Storytelling. Go look at some of the best storytellers in the world and
they're actually out there on a stage telling stories. There's a book called Storyworthy that | really like.

FRCERIR:

KR, ENEEE. BRRABHERGIEFEEH, HPAEE), H—BERFEHBAEEINEBRMN L, TaH
WE, ZEEHA LI —ERFHNHHENA, MILFREREEZES LHKRE, B—40 (HRENZAR)
(Storyworthy) B4, HIEEZK,

[00:29:15] Lenny
English:

| was just going to mention that. That book is so good. Somebody mentioned this on the podcast and |
read it. It's the most useful practical book for how to tell stories.

FRCERIR:

BRIERIRAABIR, BABAET. EATBEERIE, BMIET. ERXTUMHAENEER. REH
A9,



[00:29:23] Lane Shackleton
English:

It's so good. The insight is amazing. Just in case your listeners are interested, the insight is basically the
nugget of a great story is five seconds of transformation. So if you just orient everything else around that
moment of transformation, then you end up usually telling a reasonably good story. | had a conversation
with the author right after | read that book because | was just totally enamored with it. And then we
ended up bringing him into Coda and he gave a great talk. So yeah, big plug for Matthew Dicks.

FRCERIR:

EAET. EPNIBIERIRA. A—REARENE, XPMIBREELA LR —MEARSENZOLE "B
WET” . FAUNRMIBEMAIESBHEST N EENZIER, RBEMREHH—MEHFREKRE, K55
PG, BIAIZMEENTH, BARTSERET .. ERZNIEMIERT Coda, M7 —7EEAEH,
FrLL, 3RZUHETE Matthew Dickso

[00:29:58] Lenny
English:

The other thing that stuck with me also from that same ... We're just going on all kinds of tangents. From
that same insight is, and | watch movies completely differently now, where basically the characters you
meet at the beginning of the story, they're going to be completely opposite at the end of the story
because of this transformation that takes place. So I'm watching movies with my wife now, I'm like,
"Okay, she's very shy right now. She's going to be very extroverted by the end of this movie." Or, "They
love each other. Oh, they're going to have a lot of problems." That's so interesting. Oh, that's such a good
idea. Okay, I'm going to get this guy on hopefully. And he's a Moth champion basically.

FRCERIR:

S—HILEEKRZNELRBE - HNPFKIZT . REE—TRENE, RAETEBEHNARATS
FRAT: BEXEMEREFLBINAR, BRFLEERE/T2ER, AANRETXMET, FUKXIEN
EFERETNIN. 4, pIERES, NEXERBUSTEEEIMR” HE “MWIIMERE, B, ()
ZBERZAE” XXEBT. B, ERMIER. F, ZHEEBIXRA. EELRE Moth (BRHKE
EEER) BUE

[00:30:30] Lane Shackleton
English:

Yeah. | would say as maybe a principal version of this, the way that you learn or the way that everyone
including me learns new things is you go seek out the best at that given craft. So in this case, you go to
the Moth StorySLAM you see some really good stories. If you ever watch these on YouTube. And then you
just unpack what they're doing and how they're doing it. And then obviously | think the other way to learn
quickly is to throw yourself in the deep end. So insofar as you can put yourself in situations that are
uncomfortable or force you to do things like tell a story or force you to come up with a clear strategy, you
should always opt into those, especially early in your career.

FRCERIR:

EH. FAAW, FAXKZEN—PRNRE, FEINAN, HECLRFEREANSIAZINEDNSER, o
BEIFHUBPMIHRINRB AN, EXNMFIFH, fRE Moth StorySLAM I —EEEF IR E. MRIRE



YouTube EEI XL, ARMEFRBMIIEMITA, URMINZBEAMN. B4, KNS —MREFLING
EARBECHERKK. FrL, REMRELESETAFRNEN, ERBMREMANRE. HIEBHHREEZ
KNFER, MBNZERESS, LHEERIEERH.

[00:31:18] Lenny
English:

The first thing you said, that's basically the whole premise of this podcast. Find the best at all these things
and learn from them, extract and share.

FRSCERIE:
FRMNE—S, EREFMEXMEZN2IHIR: HIREXEMEREFTHOA, BMI1ES, #IHSZ,

[00:31:18] Lane Shackleton

English:

And the world is much better for it. This podcast is an amazing resource.
R EE:

HRRMLTRFEEF. XTMREER—1T TENZR.

[00:31:29] Lenny
English:

Thanks man.

R EE:

s, kit

[00:31:29] Lane Shackleton
English:

You've done something very special.
FRCEIE:

R 7 —HIER AN ES.

[00:31:31] Lenny
English:

| appreciate it. This podcast episode is already very special. The point you just made reminds me of
something that | heard you talk about, which is this oh shit moment. | don't know if it's related to what
you shared of just giving people a sense of whether they're making progress in your career. Can you talk
about that?

AR ERIE:



ART, XPBEELEERN T MNARIIFP—RILFBERFMEIEIN—H4E, MERD "R
(ohshit) BiZl, HAEXRESRAZENXFILAMNBRMBCRUEERSEHIE R, REERKED
ng?

[00:31:49] Lane Shackleton
English:

Sure. Yeah. | think I picked this up originally from Seth Godin, the author, and it just totally stuck with me.
The basic thesis is that moments that stretch you or moments that you feel uncomfortable in or you find
yourself saying, "Oh shit, | shouldn't be here," or, "I'm under qualified to be here," those are the moments
you should be seeking out. Those are the moments that stretch you and give you a new foundation. And
so | have found that they turn out to be a pretty good way to calibrate whether someone is growing in
their career. So oftentimes you'll hear a career question like, "Hey, do you feel like you're growing in your
role?" And that's a very ambiguous in my opinion way to ask this question. And a much sharper way is
like, "Hey, how many, oh shit moments have you had in the last six months, year, two years, and what are
they?" | think if you ask yourself that question and the answer is, "It's been a really long time since I've
been stretched in some meaningful way or I've felt like I'm under qualified to be there," then it may be
worth digging into.

FRCERIR:
LR B, HBHRIMZMIERK Seth Godin BEFEIX—=RHY, ERRMENE T RINEE, BELRZE:

LI RREIBEEL. ILMRREBFAER, HELAFEEEMRE “RK, RFZEXIL X “HEHFE, F
FeEX)L” BIBSZ), ERIRNIZEIHAIEZ), XLERZEEELIR, FAMRT THOEM. PRUREANR, XL&
RARERA T HE— T AFRIEEPESERKNRESN. AL, (REESIFEIXFRIWEERNE-R,
tban: IR, REFMENZNRMULEMKE? * EREXR, XMAZEBEM. —NERFNAZR:
IE, AIENSTA. —FHWEE, MEIZR KW BR? eflgsl@ta? ” REFWRRENE
EXNEHE, MERE “REZXRARKEBEAMEEXNHFEREIL, HERALKERM HEHFR UM
£ RRET” , BAXARESMRNEE—T

[00:33:04] Lenny
English:

That is so good. Making me think about this podcast where | never wanted to do podcasts. I'm like I'm not
a podcast person. | just want to sit there and type out newsletters. How cool is that? And I'm like, no, | got
to do it because it's hard. And I'm glad | did it. It also reminds me of this quote that | love that | always
think back to. "The cave you fear contains the treasure you seek."

FROCERIR:

AET, XILHBETXMER, RUMMKREIEMES., HRETERMIBETON, RRABLERILE
BE@EM (Newsletters) , BBZEM, BHXE, T, HEMHM, FAXRE, HRREHMT . XHitHEE
THRFEBEERHILEEREN—D1E:  “RAARENURE, BEMRATSHRAER."

[00:33:26] Lane Shackleton
English:

Nice. That reminds me of ... Have you read the book The Obstacle is the Way?



AR ERIE:

Ewe XILFARE T R (FEFSTLEEEE) (The Obstacle is the Way) XzAF05?

[00:33:26] Lenny
English:
No. Say More.

FRCERIR:

[00:33:33] Lane Shackleton
English:

It's a great book by Ryan Holiday. And the core thesis is ... It's a bit about stoicism. But the core idea is
essentially instead of running away from obstacles, you should be running toward them and that's where
you experience either the most growth or the most profound moments of your life. He gives a lot of
examples in that book of people throughout history who made that choice. And | think he's also given
that talk to hundreds of sports teams. It's a good book. Worth reading.

FRCERIR:

ABZ Ryan Holiday EH—AREN B, HOERE - EARXTHEZEFIK (Stoicism), EZOEBEZAE
ER: MRARZREER, MZFETEN], BARRMRENALERANKH&ERZINZIEMG, MERHLE
TRZHE EHEXMERNANGF. FBBERMESXESNMLMSEXNER. XB—4FH, BF—

o

[00:34:08] Lenny
English:

It's so hard. It's so hard to do hard things, man. So we've been talking about principles of great product
managers. You also spent a lot of time looking at the rituals of great product teams. And | know you're
working on this handbook that I'm excited to learn more about. Can you just talk about ... | guess one,
where this idea came from of studying rituals of great teams and also just how do you actually go about
learning about these rituals? | know you have this really interesting process.

FRZERIE:

KT, MEENEBEENLHET, Uit. FM—EEITIRAFT~RIFLENREN, REETRENEMRRMLT
FmEPAEIY . BAMERERRE —AFM, RREBTHEES, (ReEX% - FBE, ARMFHEAMIR
BVRER M ESRAY? LINARSERR ERIIAA T X ENIR? HAEMRE—TIFEEBINEE,

[00:34:31] Lane Shackleton
English:

Yeah. In general, I'm a big believer in good design and good product starts with noticing. Tony Fadell has
a great talk on this. So | think a bunch of us that are really obsessed with rituals, we just honestly try to be
great at noticing. So see something happening with a customer, ask a few questions, get introduced to



their team, hear about something interesting from a non-customer, ask for an intro, end up just probing
and asking a lot of questions. And then in many cases nowadays with Coda, we're building new rituals
alongside people. So someone has a creative idea about how to implement something and we're like
partners or collaborators with them on that, which is honestly incredibly fun to just see people's
creativity expressed in a tool and then by extension the social construct that they exist in. So that's a little
bit about how we got started in that whole process. And then of course Shishir is writing a book called
Rituals of Great Teams so we've been cataloging those. We've been hosting a bunch of rituals dinners
where we basically get people together for a dinner and we usually have three or four presenters at those
dinners. It's just a great chance to learn and think about how the engine runs in a lot of these companies.

AR ERIE:

TR, SRUEYN, MEBEFINLITMFI~@IET “®5E” (Noticing). Tony Fadell (iPod ZX) ittH—1
BEAER. FIUENXBENNAIFEFAENA, BNRRESNERERRER, LNENEFAS ERET —
L, RLNEIE, WAARLMIINERN; HENEZFABERE—EFEEBNE, BRIEF, REMREFEMH
RRAPRZRE. REERSERT, @I Coda, HNEESAN—EMEMIBINIE. MREAXMNALNE
RAEZHLE, RN SENFESNES, BEIAMNEIENEIRARRELEK, HIEMEIMW]
FRCEIHt 2T, XAENFEERE. XMEHNARBEMIREN—KRER. B4, Shishir EEE—48R
(FHAREPBAEIYILY (Rituals of Great Teams) B9, PRI —EEMXENAH#ITHE, RITEFEDT —
7 “NABRE" , EXERZREAMIRE-EZIR, BESE=-0ONMERE, X2—IMEIMNBZTFZA
BIAERS | EINAIE AL EN =,

[00:36:03] Lenny
English:

What are some rituals that you've learned from these dinners and these and this research you've done

that have really stuck with me?
R EIE:
TEX LB ERIRFI AR, B RENSURZIBINEL?

[00:36:10] Lane Shackleton
English:

There are so many. It's hard to choose. Maybe I'll choose two that are top of mind. One is Dharmesh Shah
has this ritual from HubSpot called flash tags. Have you heard of this?

FROCERIR:

BR%Z, R¥E, LIFRSERIMHRTEEIR, — & Dharmesh Shah 7£ HubSpot EIZEI—N0Y “ATFR
" (Flashtags) BYNzUo fRIFIHIZIS?

[00:36:24] Lenny
English:

No.

FRCERIR:

BB



[00:36:27] Lane Shackleton
English:

We've all probably been in the situation where someone gives you feedback and you either under
interpret it or over interpret it. And as an organization, | think the core principle here is like you want to be
calibrated on how much to pay attention to a bit of feedback. And so he outlines four flash tags. He
presented this in one of our dinners. And | absolutely love the phrasing of these as someone who's given
a lot of feedback on product stuff in their career. So it ranges from ... | think it's FYI, suggestion,
recommendation, plea. So FYl is basically like | had a thought, take it or leave it kind of thing. Suggestion
is ... And he uses this hill dying metaphor. So is this a hill I'm going to die on? And FYI is there's no hill in
sight. Suggestion is there's a hill. I'm not going to die on it but this is what | would do if | were you. You
can take it or leave it. Recommendation is I'm climbing the hill. I'm not going to die here, but I've thought

about this a lot, so don't ignore this.
(00:37:41):

And then the fourth one, plea, is hopefully rarely used in the organization. It's like, | don't like dying on
hills. That's not what we do here. But this is a pretty good candidate for it. You should really trust me. And
so we have ended up using that. | was actually just at an offsite and someone gave a lightning talk to our
team on how valuable this has been just to calibrate, hey, we got 100 pieces of feedback and there's one
plea. Okay, let's spend our time on that. Or there's a whole bunch of FYlIs. | think we're fine. Let's keep
going. No worries.

AR ERIE:

HNTReBBIIXMIER: BARRRE, MFASEBRFTEMRIEMRE,. FA—NMEE, BIANXENZ
DRUZE: MEEEXIEFRIBNEZE LERERE. FIUMFIHTEN “WEGRE” . tMERINN—XBE
ENBTED FA—MERIVEEREHIREFRRIBHA, RIEBENXLREE, EMN3E - FE
B UEBZE (FYI). BiY (Suggestion). ##% (Recommendation). &K (Plea), “Xit&E” EA L
e BEMEE, RIAAMT, FRAXER. “BY 2--MA7—" “SEEWLkLE” NbkE. 2
W, XEREENZzBte GEELE) BWkE? “EEE” SREMEZERAGE L, ‘BN BKE
B—EW, BFFEELE, BUNIRKEMR, BEXAM. FAIURMETURRA, “HEF SHRERER
EXELL, BFARFEXE, BRMEBETRS, FUFREZME,

(00:37:41):

BEA, “BXT, RERARAFRLAR. ERMGR: BEAERFXELXLE, XFE2RHNONE. EXHSE
B MRENERE, MENNZBER. FIURMNELBRATXD. KiELERNSMT—TER (Offsite),
BEARBABE T —NABREH, #HTXNFEERESERNE: R, FAIUREIT 100 FRik, EHE—
FE BX o 8F, UHNEHERERLE, EBE—KHE (UESE” , BREGKEHE, #5008, FH
il

[00:38:20] Lenny

English:

That's amazing. It's interesting none of them are just do it this way. |l imagine that's very intentional.
R EIE:

XiET., BBNE, RE—ITE "MXM . HIBBEZIENZ,



[00:38:25] Lane Shackleton
English:

Yeah. Honestly it's a sign of ... In Dharmesh's case, | don't know him super well, but it's a sign of a really
experienced leader to know that scale. But every time | look at the scale and I'm weighing where | am
between suggestion or recommendation, | have to giggle to myself.

FROCERIR:

B, B, XZB—MARE: -7t Dharmesh M=, HFAXT M, EEEEEXTMTRER—TIFEEELRA
NFERMTE. BEERHEEXTRE, NMEECEAT "B &2 “HEF ZEN, RBIBAEME.

[00:38:45] Lenny

English:

And how do you actually use it? In the feedback you put a hashtag plea kind of thing?
R EE:

BIFMIB KR ELRN? ERIFEM— #BKR ZLAREG?

[00:38:51] Lane Shackleton
English:

The way gets used in code docs and the way | think other companies have made it a ritual is you'll have a
feedback table and you'll write your feedback and then there'll just be a little select list and you can
select between those four. And usually what people do is they include the description so you can as
you're choosing it, think do | really feel that strongly about this? And honestly, it's good hygiene.
Otherwise, every bit of feedback is taken the same. Which just fundamentally the impact of that is it slows
everything down because now you're looking at a list of 100 pieces of feedback and you're going like, "Oh
man, we got to address all this feedback." Whereas as soon as you distinguish between what's most
important, it's much easier to sort through that.

AR ERIE:

£ Coda XHEHFRIAE, URFINNEMABRKREFAMNANARZ: B —1TRIGR, RE TIREIRIE,
RREZBE N TMERFIR, AN METREE, B8 ANSKHRER, XEREERRTLE

HENXNXGEEPARPIMBEIG? EXH, XR—MRFHNIR. SN, ﬂ—%}iLE%BA%&’H%SHﬁO
MREEZFEH—IZE, RAMIEES 100 ZFRIFESR, 08 “TXW, HINSLEMEXERR.

ﬁ'ﬁ—EWEﬁHﬂ‘I‘AEHiEEE’\J, TR BERTE

[00:39:46] Lenny

English:

What about if it's in person? Do you say this is a plea or this is a FYI?
R EIE:

MREBEMELE? MR “XE—TERXK” HHE “XRI2ANFYI” 15?2



[00:39:50] Lane Shackleton
English:

Oh, I've definitely heard that in many meetings. Are you making a recommendation or are you making a
plea?

FROCERIR:
R, FERSSWLEITT, A “REERGLES, EREREER? 7

[00:39:57] Lenny
English:

Amazing.

FRCEIE:

XETo

[00:39:58] Lane Shackleton

English:

And making the person think through that choice | think is just a very helpful shared language.
R EE:

XA BERMNEE, RANXEZ—MHIEBEEANHEEIES,

[00:40:04] Lenny
English:

| imagine one of the other benefits of this is | think most leaders that rise up the ranks eventually realize
anything they say in a meeting is going to be taken really seriously and the team's going to rush back and
be like, "Oh, Lane told us to change this thing." | imagine it helps you just make it clear. No, you don't

need to actually change this. It's just my thoughts.
FpERIE:

HRXEEFZ—MF: REHEA LROASERLTITIRE, MITESNERBEMIEERIKIEE TN
W, BAZAPEIAR: “M2, Lane IEERAIAXNARAE.” HEXEHMBAHERA: X, MAFTEENZX
T, XREBRHBRE.

[00:40:21] Lane Shackleton
English:

Yeah. Exactly. Yeah.

FRCERIE:

T, =,



[00:40:22] Lenny (Sponsor Message)
English:

This episode is brought to you by Ezra, the leading full body cancer screening company. | actually used
Ezra earlier this year unrelated to this podcast, completely on my own dime because my wife did one and
loved it and | was super curious to see if there's anything that | should be paying attention to in my body
as | get older. The way it works is you book an appointment, you come in, you put on some very cool silky
pajamas that they give you that you get to keep afterwards. You go into an MRl machine for 30 to 45
minutes, and then about a week later you get this detailed report sharing what they found in your body.
Luckily, | had what they called an unremarkable screening, which means they didn't find anything
cancerous, but they did find some issues in my back, which I'm getting checked out at a physical next
month. Probably because | spend so much time sitting in front of a computer. Half of all men will have
cancer at some point in their lives, as will one third of women. Half of all of them will detect it late.

(00:41:21):

According to the American Cancer Society, early cancer detection has an 80% survival rate compared to
less than 20% for late stage cancer. The Ezra team has helped 13% of their customers identify potential
cancer early, and 50% of them identify other clinically significant issues such as aneurysms, disc
herniations, which may be what | have, or fatty liver disease. Ezra scans for cancer and 500 other
conditions in 13 organs using a full body MRI powered by Al and just launched the world's only 30-minute
full body scan, which is also their most affordable. Their scans are non-invasive and radiation free. And
Ezra is offering listeners $150 off their first scan with code Lenny150. Book your scan at ezra.com/lenny at
E-Z-R-A.com/lenny.

AR ERIE:

EITTEH Ezra 328, ERMANESRBEREQNE. KL, WESFREMEMERT Ezra, SXMER
X, T2REEN, ANREFET AHBIFERE, RUEBFFEEFRER, RNFFERTEM
LAFEIENMSG, ENEEARE: (RO —1E, 3%, FEMIHRUNIEERNLARK (ZEIRA
WHE) . MREZHEITR (MR #2825 30 245 28, KO—AR, RIWEI—FANKRS, 2ZEMIE
RARKIMBIER. FEHZE, HRINIFMEN “ERERE” , XEREMITKELANEMRETR, B
iR R M T HEMHI—LERE, T PNARKENESENE—T. ARRENRE T KSYEL7EERMAT,
—¥FHNEUEESFHIENNRSE LEE, ZMHLAIR=02— HPF—FHARINEZBR.

(00:41:21):

RIEXEREDSNEIE, RERERNNEEER 80%, MEREIEESRE 20%, Ezra FIRAE#EE 13% ME
FPRBIRFBEREIE, 50% NEFIRFIHEMERIRKREXHRE, WohhkE. #ERRE (FTaEmEHIR
) BERART. Ezra EAAHE Al IXshEY2 5 MRI 131 13 23 E FRVEREME A 500 F&R, FHNIRIE L 7 HR
LE—8930 o2 S, XUEMIIEEIENTE, MINEERIERAMAELRENN, Ezra AIARRHE
B 150 ETHME, EBA Lennyl50, IFTE ezra.com/lenny (Bl E-Z-R-A.com/lenny) FRLAFREIH

4
Ho

[00:42:15] Lenny
English:

Any other rituals that stand out as really interesting, either more recently you've learned or something

you're just like, oh, wow, that was a genius?
FRZERiE:
HEEHEMIHARGIEEEENNALD? TRERAEFIN, ERILMRE W, I, XEERAZE 1?



[00:42:21] Lane Shackleton
English:

| guess one that | get asked about a lot on our team is called Catalyst. And | guess maybe to set some
context on this one, in most product teams, the review forum is just a really important part of the product
development process. And the core insight for most review forums or product reviews or decision forums
is that they generally suffer from two problems that are hard to spot unless you've sat through hundreds
of them. The first is they have standing attendees, and the second is they're normally single-threaded,
meaning they're normally one topic at a time. So maybe I'll talk about both of those because | think
they're not exactly intuitive. So when you think about what happens with a standing set of attendees, you
either have the situation where you have too many people in the meeting or you have not enough people

in the meeting, and both of those can cause problems.
(00:43:25):

So if you've ever been in a meeting, | certainly have, where it's like, "Hey, do we have the salesperson who
knows most about this or do we have the engineer who's actually implementing this here? Oh, great.
They're not here? They're not a part of the standing set of attendees?" You either have to reschedule the
meeting or worse, you just do the discussion without the person who's most knowledgeable, which
seems crazy in retrospect. The second problem is single-threaded. So one topic at a time. So if you think
about if a product development process is somewhat of a chaotic assembly line for a second, your review
or your decision forum ends up being a big time bottleneck in many cases. And obviously you want to be
in a situation where product people have a lot of autonomy and they can make most of the decisions
themselves. And I'm a big believer in decentralized leadership and all of that, but there are things that cut
across the company that need to get reviewed by a broader set of stakeholders.

(00:44:29):

And so what happens when those things are single threaded is either the meeting is really long, so it's a
three-hour review meeting once a week, and by the end everyone is about to fall asleep, or it's really
short and it's really hard to get on the calendar. You're like, "Oh, can we get on the calendar in two
weeks?" And the downside of the not being able to get on the calendar is that now you've just slowed
down the whole velocity of the company because the throughput of your review meeting is really slow.
So we built Catalyst to really solve those two problems. And so the way it works is it's essentially three
one hour blocks throughout the week, and the assumption is that the whole company is free. So you can
get anyone in the company for those three hours. And each topic has essentially four roles. Driver, maker,
braintrust, and interested. It's a very transparent system.

(00:45:28):

So a salesperson can say, "Oh, I'm interested in this product development review. I'm just going to mark
myself as interested." And then the driver is the person who's actually going to drive the meeting, drive
the decision, drive the outcome, things like that. And basically, this is all centralized in one doc. And what
happens is the day before, that hold that's on calendar gets removed, and then you have specific topics
that get added. So there may be three topics going all at the same time because they don't have
overlapping attendees. And the impact of this, | think if you really watch it in progress is huge. You
basically have many topics running all at the same time, so the throughput is much better and you have
the right attendees every single time, and you have a clear set of drivers and roles in these meetings. So
that means that we can review work much, much faster with the right people, and ideally that results in

more value to our customers, more things getting shipped, just a higher velocity organization. So that's



one that we get asked about a lot. And actually a couple of weeks ago, we spent a while remaking the

template for that one.
FRERIE:

BERNEAEZERPF—D0 “EAeF” (Catalyst) e ATHXMARE—LEE R EAZSEH™REN
B, FERIEETmARIEFEEEEN—HD. KSHTHILE. FailPHEURARICIREZOERET,
ENEEEFEERNEE, RIFrEMI/IEE, SWRERR. $—LEllfd ‘BESZsE , F-2Cila
BE ‘BLE B, ERERRENE—MEE. RBRKXRR, BAENHATE2EN. HIREEEE
ZREIREMFLY, REAZBIIWABIZHER, BEARBIALRFTENRR, XREMLIER

o
(00:43:25):

MRMBESIMIXFNZIN (HREESMT), S EAAR: 9B, RTEXMERNHEEARETE? HHEE
FRocreX NINRER TAZIMIENS? 1R, X#E T, iIRE? M FREESEE? " MARFENRRHZIN, =
EERENE, ERERTREANATEZNELTETINE, IRERXEERT. S NaEER%EE, A
—R—MEH MRIHBFmARIEERM—FA RRELRAKE, BATHEIRREEERSBERTRE
ZWA—TERNEERT. A, REEFmARAERANEEN, EBECHMEARIDRE. HIEEHR
FEEFOLEARZENER, EREEQARNEBETEER 2N HEBXEHITITH,

(00:44:29):

UXEEBEEREAELNIERN, FREARRNTEFEEER (SA—X=HNNTER, IREESMALTR
BET), BEARRNHEEEEAREH LS, (Rl: 18, RITEHIHAEMERER? ” TiHLEEIE
NAEFmE, FERETEMNFINRE, RATERNNEEEIEER. FTUEIEET Catalyst SKAFRX
MmN, ENEEARE: SEAERR EE=D—/NIHBEE, BRIgEATEXENEHEETH. FRUR
AIUEX=/NERIBEATENE[AA. SMEEELALEO NG RehE (Driver). H17E (Maker). %
EH (Braintrust) FIREXEBE (Interested) . XEB— M IEBBHENARS,

(00:45:28):

HEAGRAILUOA: MR, BXNTmARTHERENE, RMEECRIEA B ” RopERKIMEDS
W, HEEDRER. HHERNA. B L, X—IIMEPE—INER. KENBERE, EIWE—X, BH L
MFE R B =&IEE, ARFMEKNESR. Hlt, TEIE=MEERNH#T, BAEINEREIBE
o WINNNRMMRENEREIT, RMEERN. MEX LBRZIEARNET, MUTLEETFRES,
BREBEHRNSEE, HEAEXESNFHEBRHNEENAER, XEKRERNETUSERNA—RERM
WEIE, BEERT, XEAFNNEFAHERESMNME, KNEZHA, AN TESHERNHER, X
RRMNEERAZIN—, ERFRLEJUAR, BALERT —REEEHFIET I MER.

[00:46:45] Lenny
English:

I love that ritual. You actually wrote even in more depth in the post that we worked together on how Coda
builds product, which we'll link to if folks want to try this out and you link to actual templates people can
actually use it their companies. When someone's listening to this and they're like, "Oh, wow, this is
extremely cool," how easy is it do you find for people to take a ritual from a company and implement it?
How much is cultural and it's hard to transplant, or do you find people can take this Catalyst idea plug
and play at a lot of companies?

FRCERIR:

BERBMUI. EhrL, EENSENIRXT Coda AR~ mHXEF, MEFERN, IRAKE
=, RSB LERERE, MEHERET AMATUEB S AREANEMRER. SBEARTXEHRTES &, &,



XXET” B, MEBAMIN—RQABVEE—MAHLRECESES? BZOEXUEEN. HLUIBERN?
HERWIRE AN LUE XA Catalyst FEETER Z AT BMEBNF?

[00:47:15] Lane Shackleton
English:

Yeah. | think it depends a lot on what your role in the company is. Maybe to say the extremes for a second,
if you're a brand new PM to an organization, you probably shouldn't go try to remake the whole product
review cycle that the head of product is really passionate about and has crafted. But you can probably
take a decision template or some interesting ritual that has facilitated a team in the past and use it with
your team. Another one of my favorites there is a hundred dollar voting. We use that a lot in the context of
planning, and | find that creative rituals like that are easy to pick up for teams because oftentimes it's like,
okay ... And maybe I'll describe the ritual real quick.

FROCERIR:

Bl MIANXRAEE LERTFIREATRHNAR, RiEhiE—=, MNRFEE—TIRININEALRF PM, {RE]
REANZEHAEEENmiTEEHN, BARERTmARAFERRABOITEN, BIRIFFIIUEE—T
RRIRIR, HE-LEIEXBEPIFNNEBN, HIFENABERBEAS. HEERHF—MUAZ “100
ETRE o HMNENMMNERTEREERE, RAUXLLBNAREZREANRS, AABRERZT 1
PRRT URIE IR — T X MY T

[00:48:01] Lenny
English:

Yeah. | was going to ask.
R EE:

T, IIEARRUE,

[00:48:02] Lane Shackleton
English:

The ritual is essentially you can take any set of problems or solutions or themes or whatever you want to
get people's input on, and you put those into a table and then people can basically vote with their dollars
and usually you allocate $100. And so people will go through and say, "Oh, | want to allocate $10 to this
and $20 to this and $50 to this because | think it's really important." And I have found that especially in
planning processes, little rituals like this are great at getting the elephant in the room out. So it's like, "Oh
wow, we have a huge spread on this one particular problem. You think it's a huge problem. I don't think
it's a problem at all. Let's talk about it." Going back to the thesis of turning ambiguity into clarity, a lot of

this is like we're trying to get the ambiguous stuff out there so that we can make it more clear.
(00:49:03):

And so | use that as an example because you can be a brand new PM, run a brainstorm, run a planning
session like that, and you're probably going to get great feedback. People are probably going to go, "This
is cool. I've never done this before." Now to go to the other side of the spectrum, we help a lot of
companies that want to remake a whole process. They want to remake a review system like Catalyst or
they want to remake their decision rituals. And so in that sense, we're usually talking to a head of product



or director of product or VP of product and someone who tends to have a lot more agency over the way
that the team works.

AR ERIE:

XMUAERLER: RAUEH—AR#. fRFR. TEAHEAIRBIERARBNNARA, BE(IB#H—1
RIRE, ARARERLTURAMIIN “$”° FKE, BREMFRISIE 100 £, AMSHEHE: “18, K18
HXN7EC 10 ET, LINPER 20 ET, BAXNPE S0 ET, AABRREGEIEEEE,” BEAW, FEE
ﬂk‘]ﬁ&qﬂ GBXERIMURIEBEKIE “BRENAR” (EMZNAEZANER) BRER, tin: “18
E, B X—MFERENEEZDEER, FREEXE— KA, REHNREFRERZRE, 11?55“1)21%
7 EFRHRIM R EMMRICE, XEPHRESZ TERESERMNAFIZELR, XERIAEILETRE
E?ﬁﬂﬁo

(00:49:03):

FRUARAXMERGIF, ERNEMERE—N2HN PM, EF—KBNBEHIMYSN, MIEESEIREMN
Riz. AMTATEESM: “XRES, BHUABITMARREFMT,” MERS—in, HIEHRSBESEEMNRIZNAQ
gl B EEEA Catalyst XEFRITEFERYE, NEFLEMIIFRRNN. EXMERT, HMBERESH
mARA. FmSEETm VP XK, XEARENEAMNIESAEESHRIENR (Agency),.

[00:49:48] Lenny
English:

Coda is interesting in that it feels like you have pretty stable processes for planning and reviews. | find
most companies just every six months rethink a lot of these things. | guess that's probably a sign that you
found something that's really good and works and you don't have to redo it. How much are you radically
changing the way you operate versus working in similar ways? How do you think about that percentage
wise?

FRCERIR:

Coda WEBZAET, BEMRMNEMMFAITHELSEEEIRENRE. HEAMASHATETEMIERR
ZREXEKFER,. WEXARRE—MES, RAMIKE T -LEEEEEERNFRA, FEERHEAER, R()
ESARIEE LM EIEEAN, BRRASDIEEELEMBNARIIE? MBEDLEFRE, (REAE?

[00:50:11] Lane Shackleton
English:

People are always coming up with new creative ways to make their teams run better, make decisions go
smoother. And we're continuously adopting those, but there's definitely a backbone of the system. The
backbone of the system is Catalyst and tag-ups and the concept called Bullpen. And then there'll be a lot
of iteration on top of that. And even those systems went through a lot of iteration. | talked about how the
calendar hold got removed and then individual topics got added. That took us launching automations
and the ability to add things to calendar in order for that whole process to really work. So in the years
prior to us launching that, we did it very manually. So | think there's still a lot of creativity that | see every
day.

(00:51:06):

So I'll give one quick example. One of our PM leads on core product, this guy Nathan, he basically saw
that a lot of decisions had a lot of different stakeholders because he's in the core product. And now he's
leading the core product team so he's trying to figure out what guidance do | give to each of these PMs on



who to involve in these decisions? Because every one of these with core product feels like they impact
everybody. And so a very simple thing that he did probably in the last six months was he had a table of all
the upcoming decisions and then at a tag-up ... Which | can explain if you want. But basically with a small
set of stakeholders, he had all the upcoming decisions and then he let people hit a little reaction and say,
"Oh, | don't need to be involved. Just notify me of the decision after." Or, "Hey, | have some opinions, but
you can keep going." Or, "No, | really want to be heavily involved in this decision."

(00:52:10):

And it was such a pro move. It was such a, I've been through a million of these. | don't want to treat every
one of them the same because if | do, it's going to slow down the velocity of this whole organization. And
so instead, the majority of those, Shishir or | or Oliver, the head of engineering will say, "I may have some
opinions, but keep going." That's often the default. And then there are plenty where we say, "Just notify
us of the decision after." And in doing that, Nathan can now give better guidance to the PMs on his team
and say, "Hey, you don't really need to involve as wide a group as you think, so just keep going and check
in later." So | think those types of little iterations are usually based on a really good insight.

FROCERIR:

MR REBEMNAIE A ERILAMNETEEL, IDRAREING,. BITHERMRAXLESX, BRASTE
BB, RENBEE Catalyst. Tag-ups (AFR) UK—10 Bullpen (54-1) HIEEE. 7ELLEM E=x
BRZER. EEXLERAXSHEHTRZEN, KR HHMERNEEBHFRARNEFETIAN, XF
ERNHEE B IIaeMm ERRNMABTNEES, Tt BENRERESKER. FrERI1# HXLETEE
FINLEER, BIERFoIERN. FAIUBIANEEXNAREEERZOE,

(00:51:06):

BE—IERENGITF. RIVZOF~RI—(G PM £E Nathan, IAMEZREHERLARNFIHEEXE,
AR e IAEMIARZL O mER, FRUMIXEFERE: FxaXE PM HAREIES, SiFf(]
WNZSE5XEREK? FAROTmlE—NERRHEZMEIRE A. FAUMESE R TNBEMRT —HIE
FEBENE: T - EEFEENFMEATRRIIRE, ARTE—R Tag-up - MNRIRER AT LUER.
BEAX L, EREVNENEAXENERT, BRTTARBIEMERNRE, ARLEARRE—NERER
TiK: M|, WAFESS, FRENFORRERMIT.” HE R, ZRE-LEER, EiRIATUHE,” HE
A, RENERESSXMRAR”

(00:52:10):

XHEEZE—1TEF (Pro) R, XEIT “BELEHITEAXMET, BAENE—4SEH—IUREC,
NINMRBXFE, FERBMARNRE" . B, WFRSHRK, Shishire HHETEHZTA Oliver =
W “RATREE—EREM, BiRMIZSE,” XBERMIAET, EERSERINZR: “FEEMBITRE
LZRMIT” BEXFM, Nathan MEFTLUAEPAER PM BIFIVIES, % “18, FENFFEGRMERN
T RABAT BIABE, FRUMESMIE, BRBERCR.” FIUBIAAXE NEREE EETIFE TR,

[00:53:17] Lenny
English:

It sounds like a dream come true for a platform team to reduce how many people have to be involved in
all your planning and decision making. And that process in which you call it tag-up, maybe just briefly
explain it and then | want to talk about this handbook you're working on, which is going to | think, cover a
lot of these things.

FRCERIR:



MNF—MFERAKGR, SERDE5MIFIRRHABEERE RN, MR Tag-up BRTE, BER
RERI AR —T? ARKEWMIMREERESHREFM, RBEIRERZXERNR,

[00:53:17] Lane Shackleton
English:

Tag-up is based on this insight that a lot of work and project work tends to get discussed in one-on-ones.
And actually it's really an anti-pattern. It's a pattern you should try to avoid. So if you're talking to your
manager about product work, what's not happening in that moment is your eng lead and your design
lead, they're not hearing that. And so you end up with this big game of telephone where you'll have a
conversation with your manager in a one-on-one, they'll go back and translate to their engineering and
design lead, and of course the fidelity of the game of telephone, something is lost in all of those
transmissions. And so the core idea is have a group one-on-one with the key stakeholders. And so we
have this concept of braintrust that's modeled off after Pixar's braintrust.

(00:54:11):

And so we'll have a tag-up with a small set of people from a given team, or sometimes we have larger
groups, and then they meet with their braintrust and it's once a week. It's the same mindset of a one-on-
one. It's their time. So anything that they need to unblock a decision or to make progress, they should
use that time for. And they often start by reviewing OKRs and metrics and things like that. But then we
generally get into a table of topics. Anyone can add a topic. Those topics are up voted, so people will react
and then the table will sort itself. And then we'll say, "Okay, this is clearly the topic on people's mind."
And that's a version of what we call Dory, which | can talk about. But essentially the principle is you
should discuss that project work with the whole group there. With the whole triad there. And oftentimes
with the sales person there and with the marketer there and with everybody else. So | found that that is
just a really good practice to try to move a lot of that work out of one-on-ones and into a small group

setting.
FRCERIR:

Tag-up EFX#HE—NMAR: RZITEMME TEFESE 1M 1 @EPITIL. Lhrlt, X2—M “‘RERX

(Anti-pattern) , BIRNZREERIIER . WRARENIRNESEITICTRIE, BAEB—ZI, FHIEE
EMZITEERINAZXLN, FRMRABANT —ZEAXN “EFEREE" (Game of telephone) : {R7E 1
3 1 PHIFER, MMIEEEBHRAATIEMSTES, SR, EXEEEIER, FEAFNNREES
ZH, EEREKR. IUZLEBER: SXBAGMEXEHRT “NME1IX LY , BRIMNEEER=H (Pixar) B8
EH (Braintrust) &3, R TXMER.

(00:54:11):

HMNSZULETHNN—NEFEA (BREEAREHE) SHIHEEERIT Tag-up, SA—R. XM 13 1O
SR XZRTMIAEE, PRUERMINFEERARERRRAZNMESHRNER, ERZFAXEK
BtiEl, fibfili@E MEE OKR MiEtRZ KNF B, EREHRITRESHN—MERR. ERIAZRLIRINE
B, XEFFRRER, MIZRERE, ARRBZEHEF. BEHNSW: 9, XEARAKEXD
BUIERL, " XRIHATMZH Dory (ZF, —H QRA MK BI—hiz, HAIUBANR. BEARLENRIWE: R
RZERNNAEAEGNER TIHEHE LF. BN “=U—&" (Fm. I8, KitEE) #MED, E8E
BHEEALR. TYARMEMPIE A FIUFEAI, SHBAREUERTEN 134 1 HBH, BNNEKE, 2
— M IFEFRIK .

[00:55:26] Lenny



English:

Awesome. Okay. So you're working on a handbook that's collecting a lot of these rituals. Talk about that
and then when can people maybe look for it?

FRSCERIE:
KET, I, (REERS—BWETEFSXRMNAN “FM” o REFBNE, AIHLHRERRIE?

[00:55:36] Lane Shackleton
English:

One of the realizations | had the other day, probably a month or two ago when we started working on this
thing, was | was talking to someone about Catalyst and a couple other concepts, and they were like, "I get
it. I'm sold. I want to implement some of these things. Where do | look?" And so | found myself sending
them a bunch of links to individual templates. So that cued us into the fact that we needed to have a
better core handbook for teams that wanted to adopt some of these rituals and also learn from all the
rituals that we have learned from and feel very fortunate to have partnered with so many customers on.
And so what we did was started writing this handbook, and it's going to come out hopefully by the time
this recording is done. And in it, we'll talk about everything from rituals like Catalyst to decision rituals to
a lot of planning and strategy and roadmaps, that kind of stuff. And trying to pull out the most interesting
patterns and also give people a pretty practical view of how to implement these things. | think that's what

has been lacking sometimes.
R EIE:

LR, AR—ATNARBKRITFEEHXAHEN, REIRE T —~: SRKREMFEAKIL Catalyst MIE AL
B, il “HEEART, TRERT, FRELEEP—LERAE RZEWLE? 7 EREXKINE L]
BT —HEHERBEMERBHEE. XIRET RN RINFEAPLEBRERAXLENH. HMENPAFARRNH S
FINHNRE—D B OFR. RINBEFEZEEEXAZEREF. FIURNTFGERS XEFH,
HREAXRRERAHEBEEE T, EFMF, HMNFIEM Catalyst KEFHINAEIRERNN, BEIKER
I, SERFRAEZ RNRNE. BINHERNESREENRN, AAARHOAKLEXERFENIFELA
HIRA. FINNXIEZBRIARFIRZH.

[00:56:50] Lenny
English:

Amazing. We'll definitely link to that. Hopefully it's live by the time goes out. We'll make it happen. | know
also you said Shishir's working on a book that's related and basically rituals of great teams and Shishir
was on the podcast and he talked about Dory, so we don't have to get into that. If people want to learn
about Dory, they can watch that episode. It was one of the earliest episodes actually. One of the most

popular.
FRERIE:

KiET, HM—ESW LR, FETERGHEEZ AT, RNSREN. FHBAEIFREE Shishir IEFE
E—&EXNHE, BRERXTFHEABEPANMNE. Shishir 271 LI XMER, MIXEIT Dory, FTUFENIHMF
IR T o SRAKATRE Dory, AIUEER—K. BLREFLEREN/EZ—, HERZWIN—E.

[00:57:09] Lane Shackleton



English:

Yeah. | remember that.
FEiE:

=0, Fidi.

[00:57:11] Lenny
English:

Okay. Cool. I have a bunch of random questions now. I'm just going to go in a few different directions. One
is, you wrote this post that you call Learn by Making, Not Talking. Is that another principle by the way? Is
that amongst your many principles?

FROCERIR:

%, Bho BRIMABESEEHNREE, AN ITRENGREF. — T2, MEI—REN (BIKKF,
MmIE=%) (Learn by Making, Not Talking) BIXE, IRER—T, MES—MRUIE? EZMARZERFH
— g2

[00:57:11] Lane Shackleton
English:

Yes.

AR ERIE:

=0

[00:57:24] Lenny
English:

Okay. Awesome. So in that post, which we'll link to, you share this story of how you and the YouTube
team came up with skippable ads, which | didn't realize it was such a controversial ... But in thinking
about it, obviously letting people skip ads, | could see why people were not excited about that. Could you

just tell that story? And basically it's like the story of how skippable ads on YouTube came about?
FERiE:

RS, XET. ERRXE (BRII2BLEHEE) B, ROZT IR YouTube EIRAMIMIARE “EIBLI & AIK
Fo RURNRRIREIXBAR—MNLLBEFNRY---- - BFEEE, AN &, RBSSEER AT AL
MIHRKE, REEFHIBNREG? BEALEMRZ YouTube AIBMI ™ HEIAIRERHE.

[00:57:46] Lane Shackleton
English:

Yeah. So | moved over to YouTube shortly after the acquisition. It was an amazing tight-knit team. It
definitely felt like the Wild West. We were getting sued by Viacom for a billion dollars when that was a lot
of money. No advertiser wanted to talk to us. It was essentially viewed as a site of cat videos and dogs on
skateboards and things like that. And then | guess the other context, the sales team was very nascent and



all they wanted to sell was the homepage and for good reason. That was where you made your money as
a salesperson. And so | had just been sponsored by Salar and Shishir to become a PM. It's a longer story
that I'll leave out for now and we can go into. But on day one of being a PM, Shishir's like, "Great. You're
the new guy. You get the project that nobody else wants and that's called skippable ads. And we've got
this crazy idea that we can align the incentives of advertisers and viewers and creatives in this really
clever way by putting a skip button on the ad and then charging people per views." And the latter part we
hadn't quite cemented yet, but it was part of the core idea.

(00:59:04):

And so the thing | write about in this post is as a new PM, this feels like a really consequential decision. It's
like we've got this new product idea. Nobody really wants it. Advertisers don't want it. The sales team
doesn't want it. And it's a very unproven thesis. And so the thing | write about is these are the types of
things that you can debate for months or years. And | was sitting in a one-on-one with this guy named
Phil Farhi who's an amazing product leader and was my boss at the time. And we're trying to figure out
what to do and how to handle all the different dynamics. And he just stops and he's like, "You know what?
Just test the extremes. Start the experiment tomorrow. We'll figure it out." Essentially.

(00:59:49):

And | think his point was like, look, we can debate this forever. So | would rather us see the upper and
lower bounds of how good this could be or how bad this is going to be immediately. And so we launched
a set of experiments. This guy Jamie Kerns who's still there. Tiny little skip button on one experiment,
giant skip button that covered the entire player on the other side of the experiment. And within a few
weeks, | think we had developed some conviction based on some very directional data that we were onto
something. And so the lesson that | took, this is many years ago and I've seen this proven out hundreds of
times since, is stop talking about it and go make something. Go run an experiment. Go make a prototype,
go write a doc, go make a mock. Just don't talk about it.

(01:00:49):

And | found that also as a leader, people really follow that concept. And I also found that it transcends
level. | am not talking just to ICPMs. I'm talking to heads of product and CPOs and CEOs to some degree.
You should always be out there trying to learn by expressing your ideas and putting them out there. And
that's much more valuable in many cases than pontificating about it or having endless circular
discussions on it.

AR ERIE:

§#89, FTE YouTube MG FRAFTIBZ TR, BR—MEEEE. THENRM. HRELNEZE
BEEARTRE o MINNERLEILRE (Viacom) EIFEM 10 2%, EHRBAR—AEHK. *AI S8
E3#Hf]o YouTube BA AN —IMRFERA M BRI LHINIE Z—TERE, HERHANELTEH
Sk, REs=E &1, BHRTES: BEEEARMREAMSG, SBSFNIZE Salar 7 Shishir 9355
THKEA PM. BR—MRKNME, HIELED, U UAN, BEHE PMBE—X, Shishir i
W KT, REFERY, MAFBTRABEND, N FBRITE o RE—MRENERE, BdE
& ER—TBd R, ARRMERENEE, UXMEEBRNAINTTT S8, WARMEIEENFZE.” F+E0
DUNERTEWE, BERZOIEN—E57.

(00:59:04):

HEXEREE, FA—HPM, XREE—PEIPRITANRE, BMNEXNH~milE, BRAREE: T
HEAEE, HEANBTIEE, MAXE— M REREIMENIEH, KEE, XEFHETUFE/LIEE
FEJLF. HBIFKIEM Phil Farhi (—(IHBH~RMASE, HHIROER) #1719 1EHK. RIEREFE
Bizta, URMALEREFRONS. MRAFETH, H: “RAER? EZUKRRSR. AR
AL, HNSRBERHN.” AR EMBXIF,



(00:59:49):

HIANMBEIRRZ: B, HMTATLUKESIETE. FAURTRILRNIZNEXMHEBEIFEF T AEE,
REFRIHARRE. TRENBHMT —RFILK, Jamie Kerns (HMEIFERERIL) fisk. — LA/ NPT
B, Z—PREABEETREBSNEARIKRE. JUEAZA, FBKNRE—LIFEEHOENIBIERIL
TEED, BIRIFRMNHENAET. RRANAIZ (XRRESFANET, MBUERIILERXERN
IERR) ¢ FIETH, AMFMRA4. ZMNKRE, BMRE, 5, BTMEE. MRTFEREBEEE L

(01:00:49):

HEMEAN—RBATE, MIENZERXTER, HELMEBHETRK. HANEENTATZTERE PM
W, RWAEFEMIEE LX~miasiAl CPOM CEO i, fRAZEMIZERZE, BIFEMPEFFETIELR
RKEZHFS, EREBBERT, XUESHRIHATERLENBEIFINEEENESZ.

[01:01:23] Lenny
English:

It makes me think a little bit about Twitter where they spent years just thinking about the edit button or
all these different changes. They're so scared, they did so much research and then now they're changing
things left and right. Everything's fine. Everyone's still using it. It shows you that you don't have to be so
delicate.

FROCERIR:

XiLHAE] T Twitter, M7E T HERBEINTERE “RERH" SFABEXERENEL. IIKEET, M
THBAZMHR, MIMEMIIZIRED, ER-IEY, AREER. XRBMATEBANOEE,

[01:01:39] Lane Shackleton
English:

Yes. It's almost never as bad as you think it's going to be. So yeah, it's just a question of how much better
it can be oftentimes.

FRCERIR:
B BRIVFMKRGEMBRIILME, FIL, BEXRE—" “BREERFZH iR

[01:01:46] Lenny
English:

You mentioned in your early career ... We talked about your Alaska guide phase. Something else | saw is
that you were on the AdWords approval team. You basically were reviewing ads people submitted to run
on AdWords and that's how you started in tech. So | guess first of all, is that true? And then second of all,
how did you graduate from that phase and become this Chief Product Officer of one of the fastest

growing, most interesting companies in the world?
R EE:

RiRE] 7 RBY R ERERML A5 - - - T ARV PT L BT i | B B RIZBERE7E AdWords BZEIA TR,
fRER EBEBEZANRRL AdWords IRIREIT &, XMBMEARITUNER. 8%, XRENE? H
R, (REBINEIMBBDPER “Bellk” , HEUAHR ERKER. REBNAEZ—NERE~RER?



[01:02:13] Lane Shackleton
English:

That was a really memorable time. There's an amazing cohort of people that started in tech. | think there
was 200 or 300 of us at that time and then eventually thousands that started in Sheryl Sandberg's
organization. | guess maybe some quick context. Before running ads on google.com at that time, you had
to have them manually approved by a human before that was handled by machine learning and
outsourced to other countries. And so there was this process where basically an ad would show up on
your screen, you would mark it family safe, non-family safe, porn. And then based on that, it would either
run or it wouldn't. And actually, funny enough, some of my most successful friends were terrible at the
approval event. They failed the rote task of approving ads. They just couldn't handle it and they went on
to be really, really successful.

(01:03:08):

So after working on ad approvals, at that time, | moved to chat support. It was basically when AdWords
was launching chat support. | remember very fondly having two chats, chatting with two advertisers at
once. Moved on to phone support. That was eight hours a day of talking to AdWords customers. Really a
total rollercoaster ride. It was basically one minute you would pick up the phone and it would be
someone from a Fortune 100 company trying to spend millions of dollars on AdWords and then the next
minute you would be on the phone with a psychic or a taxi driver that was warring with their compatriots
over some really specific keyword. | think there were two lessons that | would draw from this. One is | had
a mentor at the time and his advice when | was starting my career was basically you have to get customer
facing from the very beginning because you're going to end up serving a customer your whole career.
Even when you're the CEO of a company, you're going to be serving a customer. So you better get really
good at being in any customer scenario and being able to handle it. And so | think that that turned out to
be insanely good advice. And if | think about a piece of advice that | give out to people who are early in
their career, I've definitely recycled that advice.

(01:04:29):

| think the other thing that | took away from that experience was it's just a great lesson in when people
don't actually care about your product. So in AdWord's case, people did not care about AdWords. You
were the expert on it and you're trying to tell them about ad groups and how this ad format works and
blah, blah. And most of the time people are like, "Dude, I'm a small business owner. I'm trying to get
people to come to my auto mechanic store." Or, "I'm trying to get people to come to my taxi service," or
whatever it was. | don't care. Basically the product had to get out of the way and really just drive impact
for the customer. It was like they just want more phone calls or they want more people in the store. So
those are | think two pieces that | think about from those days still.

(01:05:21):

And then | worked in a variety of other roles. | worked in a role called product specialist, which is an
awesome role back when there were 15 product specialists at Google. For me, that was an amazing time
because | was getting to sit on seven or eight different core product teams. And in my observation, these
days, most PMs don't get to sit on other people's core teams. And so | had these three or four years of just
... | call it a masterclass in PMing because | was getting to watch what was working for some PMs and what
wasn't working for other PMs and just taking notes behind the scenes. So that was a really influential role.
And then went on to various PM roles at Google and YouTube.

FRCERIR:

MER—ERESHE N, HNE—A#FANRTTUHOALT, BEBEKENERT=8 A, FXRTE Sheryl
Sandberg (BIFA‘R - £EEE) NIIBELEIITHTA. H—RB5: EBNEHE, T HE google.com £



Bmzal, YABAALFNEZ, ERABNSEFILEHISLEMER, FAASNE—RE, &2
REMNERL, MSBEFEN "RERE” . “FRERE” % "85 . RE\EmS, TE24kK, &
AR, BBHNE, R—ERMIHBREFRZXGE LMIS—HBR. NI EMEI MM EZE
5, RERAT, ERFMIIBEFIFEIFERS.

(01:03:08):

T SEZE, BRI TELWXZRE. 2 AdWords RIEHIIAZHHEHE, KIEEFIERARITE
OMPAN SEWRNBAF. ERNELETBIESS, 8K/ VNEEHEN AdWords ZFF&iE. AEEZLIL
T BI—DIREEERE, FJRER—XKUE 100 BRI T8E AdWords EfEJLBAETT; E—7#RA]&E
MEM—MRREZLEEFERVEE, MIENTENIFEREBXBIAMEITH . FHAFM PR T H
#illo $—, HANE—USIW, ERIVWVEEFGREN, MHNBINE: METM—FiamEREr, RAIRE
MR ERAHEBEANETFRS. BMEMREATR CEO, MMEEENEFRS. FILURRFFSUMEIR I E
AEFGRHALEFE. HIANZFRIEBRBRFNRN. MRIEFARVEEFHOAREYN, REESEE
XEFEN.

(01:04:29):

BEMBEREZHFRENSZ—HEFER: Z2—TXTFT “AMEEHAXMRN~m™ BERZIE. L AdWords 7y
51, AHARC AdWords 5, FRER, MAESFMIIT S4H. I ERANEAEFEEFE. ERSHAE
A& it RR2NNDEAE, BRREIEAMREEBEE” HE “RRBLAMHTROBEE
BAEF~m. BEAL, mmegi LK , EEATFAHEREMW. tNIBEESHNEIERESHHEA
Ho FMUXERRESNHEREIRMS.

(01:05:21):

ZEBEAIZSMHEMABE, BHI— W “HREX” (Product Specialist) BYER{L, BT Google RE 15
PMERER, BR—TMEENAG, XEFRH, BE—EBFUHNY, RAERENSS5E/\ N FRANZLFE
mmEPA. IBHEUE, WMEMN PM KAZEENSS5ANZOEAN. FAIUAERERT =ZMHERN---FKiFZH PM Y
“RIMEE” , EAFKATUNREL PM NEBCEER, MLELH, HERGEMEIZ. BR— 1 EEEXMONA
B, ZEHFENT Google #1 YouTube By PM BR{iL,

[01:06:09] Lenny
English:

Coming back to noticing. It comes up again and again in our chat. This is so interesting because it feels
like you basically came from the mail room of tech to the top of the product field. And so | think there's a
lot of inspiration people can take from this journey. One quick question is how long was that journey from
not being a PM, from | guess being at a tech company to getting your first PM role? Just to give people a

sense.
R EE:

XEET “BH o XERNMNHHMRPREL, XXEET, AAREMER ERMBREITIES “WEAZE"
—EREER T mIUAR R, FIANANAUMZERIRIEFREGREEB R, —MNEE: MAZPM (FIFEEM
BN ATR) FIRFE - PM IR, XRIRIEET ZKE? LIFR— M.

[01:06:33] Lane Shackleton
English:

Let's see. | probably worked for at least four, five years before being able to move to PM and | think that
was a slightly harrowing journey because at the time, you had to have a computer science degree.



FRZERIE:

EBABME, EREE PM 28, BABTETELNAS, RAVRE—RESREMORE, ENERN
12, (RATUREN BRI (1H7E Google % PM).

[01:06:46] Lenny
English:

At Google. Right. Cool. So | think that's one takeaway too is give it time. It's not going to happen. There's a
lot of people that are just like, "I need to become a PM immediately."

FROCENIR:

£ Google, &%, B FIUAINAREE—NER: AE—REE. EXRE—HMM. REBREALRT “&K
WL ARSI PM” 6

[01:06:55] Lane Shackleton
English:

Totally.

FR3zEiE:

L.

[01:06:56] Lenny
English:

| think that's a good example of it's not going to happen overnight. Coming back to your two lessons, |
think they're really interesting and I'm curious if there's anything else that comes to mind of what you
found was essential to you succeeding in this path? So the first lesson you shared as being customer
facing. And in this case being in retail as customer facing, is your advice get in a tech company and work
on something customers use or is even working at Starbucks or Abercrombie, does that count?

FRCERIR:

FINAXZR—NMREFNGIF, RBRIIAE—&RZEARYE. BEEWRNFHENZII, REFENFEESEH, FEM
B, XFMIANEXFER SR XERER, EETAHMBBELD? (ROENE—TMRIESERRE
Fo EXMERT, IREFTEUNERER, MNENEHEABRRABDHMNERFAEANSR, ERREE
E 528l Abercrombie T{EtBE£1?

[01:07:24] Lane Shackleton
English:

Yeah. | think in many cases if you're in a customer facing role, you are the expert on the customer and that
is really, really valuable in tech organizations. And oftentimes it's undervalued. And so | think people who
want to move into PM roles who are not currently in PM roles can often lever that experience and that
knowledge of the customer in ways that are pretty profound for the organization and pretty insightful for
the organization if they really are creative about it. And then | think the other thing is, regardless of where
you are in the organization, you're always serving a customer. You can't just talk to one big enterprise



customer and you can't just talk to the smallest customer. You have to have a diverse and continuous
stream of customer interactions in order to have good intuitions about what to do next. And your
engineers aren't going to really trust you unless you have good intuitions about where the customer's
headed and what they want and stuff like that. And so the stakes | think are pretty high. The good news is
it's easier than ever with all these tools to really get into the mindset of a customer.

FROCERIR:

2. WIANNTERZERT, IRMLETERETFHNAR, MMEFF TR, XEMKEARFTZIFEIFEEN
B, MEEFEFERRMGE T FIUFRIAN, BREERIATE PM RRUERERKHA, MRMWINENELIE, F&F
AR AARRAZNMMNE P T#E, UNARFERTZMIRZ RENSARLNEN. 5—HF=E, TiL
REARBBMIE, RERENEFRS. (RAERM—RABWEFK, BREINMRNWEF K R5
FTREZFUERENEREMR, TN T —PEMHAFERFNER, FIFHFNZEFARER. HINFE
REBRIFHER, SUMHNIRMAZIEESER. FMUKIAAEIEYES. FEEE, BTIEXET
8, #EAFFOSLEUFERHEES .

[01:08:47] Lenny
English:

My lesson touches on something a previous guest talked about, Paige Costello, where she was often the
youngest person in the room and built a lot of respect and people really trusted her over time. And her
lesson was know thy customer. If you know the most about what they need, and you can show, here's
what I've heard again and again and again, people will just like, "Oh Lane, tell us more." And they bring
you into conversation because providing value, you're not just there sharing opinions. Everyone's got
opinions.

AR ERIE:

BHVE)IARR T Z BRI —{U3E & Paige Costello EIEHNAR, WEERERBERFRNA, BREEIENHE
%, RIS TRANEE, AMIEBEEM. BNBIR: TRIFNER, MRS T HBRMIINER, HAMR
EEETH “XRH—AX—RIFFNRE , AMIMIE: “MLane, ZERIBATHH." IS EBIRHEANX
&, EARERHNE, MAXVNEEDERR. BTAEBEUR.

[01:09:15] Lane Shackleton
English:

That's basically how both me and ... | had a friend named Bill Ferrell who transitioned into PM at the
same time and that's essentially how we got the try at being a PM inside of Google was we knew the
customer really, really well and we were often in conversations bridging the gap from here's what | think
they're really saying, or here's what | think we should build based on what they said.

AR ERIE:

XER EZRAM - FHE T Bill Ferrell B9A8% , MMILRIIAZKMAA PM. XAF EFZE AT Google
RBREZEM A PMANZHERE: HNEBEETRER, RINEEENEPREERE, i “X2HIAN
IEERRENER” , HE “XERFANETFMHIFMRRIIIZAEZNRE" o

[01:09:41] Lenny

English:



The other thing | wanted to mention, you talked about the product and how a lot of customers don't care
about the product, they just care about just | need this thing done. It reminds me at Airbnb, we hired this
guy, Chip Connolly, who was a hotelier. He created the Joie de Vivre hotel chain and just is steeped in
hospitality. And he came to Airbnb and started doing this worldwide tour talking to hosts. And he's just
like, "Guys, when you talk about product, you're telling hosts, 'Hey, the product's going to be updated.
We're going to launch all these features.', they think their home is the product of Airbnb. They don't
understand what you're talking about when you're talking about the online experience and the website.
That's the last thing they think about. It's the experience of someone traveling on Airbnb and staying in
their home." So | think it's a really good reminder of most people don't care about the product. They just
have this problem and you just happen to be this website that'll help them solve it.

FRCERIR:

BERBIRS—HFE. MXEITER, URREEFPHAXLS R, MIIRX0 “REBEXGENR . Xib
FASHCTE Airbnb, FEAIEEIET Chip Conley, fIR—LBEKART. MEIET Joie de Vivre EBUEIE, RIS
ZIE, ftkE Airbnb FEHBRESKKEISERR M. fMikt:  “hitf], HER1%er~mes, mIESFER

2, FREENT, BNELAHXLINEE , EERIAAMITNRAZE Airbnb 7= 5. HIRITRICTELER
FREERY, MIRARBEEMRIERT4. BEMIRESSBINER. MITEIINEEAET Airbnb i&1T
HEFMNRENGER.” FAUKIAAXZ—MEFHIRE: AZHAHRTX O M. MIR2BET R, M
RGP 2 AR BERE M TR R R RE A i

[01:10:30] Lane Shackleton
English:

| think most people can be way more concise with their communication. Even internally, people don't
care. You should assume that people don't care. Or if you're talking to customers, writing a blog post for
customers, you should assume that they don't care. When you start with that assumption, you really force
yourself to be a little bit sharper in your communication style.

FRCERIR:

HINAKRZHARBDBA UAEREE. BMEERE, AMTEREF. REZRIZANIREF. HEWNRIRENER
PR, AEPEEEXE, MENZRIRMIIFAEF. SREEXMRIRAREN, (RENZREE TR
Mg L ERFEREF— o

[01:10:53] Lenny
English:

And one final question before we get to our very exciting lightning round. | heard a story that at Coda
there's this moment called Tim Ferriss Day that drove a lot of traffic. Can you share that story? Does that
ring a bell?

FRCERIR:

EHEANFMNEFZLAKBENANBRREZH, RE—THEE. FFI—1HKE, iE CodaB—TM “Tim
Ferriss H” RIBYZI, EFFRTEXRKRE, REEDZMMLED? BENRZ?

[01:11:08] Lane Shackleton

English:



Yeah. There's lots of memorable days at Coda. One of them was Tim Ferris Day. So | guess maybe for
context, we had built this very nascent publisher motion where we were going out and helping people
publish their rituals. And this is what you see in the Coda Gallery and a lot of what we talked about today.
But we had this one person on that team, this guy Al Chen, Tim Ferriss fan, and also | think had been
really tenacious with the people around Tim Ferriss and basically finally got an in to him and figured out a
really neat way to implement one of his rituals and wrote a doc. And so none of us really knew this, but
this was all happening. And anyway, we wake up one morning and traffic is just spiking through the roof,
signups are spiking, no one knows what's going on.

(01:11:59):

I'm convinced this is all spam. I'm like, "Something's wrong with our data or something's going haywire."
At the time, we were also in the China Basin office and the fire alarm went off. And so now we're outside
on our laptops. We were in a war room trying to figure out what was happening and now we're outside
trying to figure out what's going on. So anyway, make a long story short, data scientists investigate and
we eventually figured out that we had been featured in Tim Ferriss' email newsletter and | think early on
you hear this lesson or this adage of first time founder, build a great product, second time founder, build a
great distribution. | think that was one of those early big cues to think about the importance of content
distribution and the importance of these publishing flywheels. And it definitely made us double down.
We're like, "Okay, if we can do this with Tim Ferriss, what's next?" And we definitely spent a few months
trying to reach that high watermark that was set that day in traffic and sign-ups. So it was a fun
memorable day and people for the subsequent one or two years would refer to it as Tim Ferriss Day.

FROCERIR:

28, 7 Coda BERZMSHHEF, HRZ—HE Tim Ferriss Ho #A—mits: RINHNEIL T —1MERIR
B “RmENH , HITELEBBIANEZAMIINNK. XZFFTE Coda Gallery FEFIRY, HEHINTSK
KILHRZAR. FITEARE—1M AlChen BIA, 2 Tim Ferriss 89%322, MEIKIAFMIT Tim Ferriss
BIHNAEZEIYE, RERMEKRA LT M, FEHT N EELYHNAERIMMB—M, 27—
X, HITHNEBAMEXHTSE, BEETAE. 22, B—XRELERIER, REXRAER, FTHEHE,
BAFRBELRET T4

(01:11:59):

KEmEXeENRRE, BE: “BINNEUELHEE T, HEBTFAKRBIAE T HFEINIEE China
Basin WHAZE, ERAEMT, FERNIEEEEICABMLTEIIND, FINERE “EHE" RHEFEFEXR
$T7HA, BENEINEREFEREARSE, 22, KiEEH, MERNESEHITTIAZ, RNMNKRELLME
WIHINT Tim Ferriss BYEBHF @I, HBERPAEIFIXFE—THINNHES: B—REILE X FHELF™
fh, BRI EXFNEGTF DR, BIANIBERER(NBEABTHAEEMNXLELT VREZUNTHE
EESZ—. XAEITLIRATMEN. B8 “GFI8, NRIKANTBEM Tim Ferriss 51, T—FEBHA? 7 &
BETRNNBE, BINHE—EESHAIBREITHRENIMENRSLR. FIUBE— M EEBEMRTS
NWBF, EHENR=FE, AIERZA “Tim Ferriss B” o

[01:13:15] Lenny

English:

So funny. | bet Tim Ferriss had no idea what he did.
FRCERIE:

KERRT. HEFTM Tim Ferriss ARASTEE MM T 40



[01:13:18] Lane Shackleton
English:

No idea.

FRCERIE:

TEERHE,

[01:13:19] Lenny
English:

Hoping you have a Lenny's podcast day once this comes out. Everyone's going to be freaking out. What is
going on here? Is there anything else you wanted to share before we get to our very exciting lightning

round?
RS ERIE:

HEXATEBLE, (RIIEEDER— “Lenny's Podcast B” . 8 MABKIRFE: “X)LRERNAT? ” 1T
AENEE L ANERABRREZR, REEHTABSENGE?

[01:13:30] Lane Shackleton

English:

Maybe we're talking really briefly about two-way writeups.
R EE:

WIFF T LABI R IED “WESAE” (Two-way writeups)o

[01:13:33] Lenny

English:

Yeah, let's do it. | had that in my notes, but | skipped it, so I'm glad you mentioned it.
R EIE:

GFI, SKIB, FRVEICERX, BRI T, BEXRREEIT,

[01:13:37] Lane Shackleton
English:

Cool. Yeah, | mean this is a concept that | wrote a bunch about and | often now get asked about, and |
guess maybe the historical view of this, | got really obsessed with the history of how work gets discussed
and decided upon and broke it down into three phases. And so the first phase was 1980s we had
PowerPoint. It was this amazing tool. You could manipulate shapes on a screen and we were all using
fancy clip art and it was really fun, but we've all had the experience of being in a really long PowerPoint
presentation and someone's droning on in their slides and stuff like that. Second phase is in the early
2000s, two things converged. One was Google bought this company called Rightly that became Google



Docs. So instead of having Word on your desktop and sending files around you now had online

collaborative editing.
(01:14:35):

And the other thing was Jeff Bezos sent this very famous memo, which basically said no more PowerPoint
at Amazon. And what that did was started in earnest their six pager ritual. You can read all about this in
the book Working Backwards. It's a really good book. Colin Breyer's book. And so that started | think what
I'll call the one-way writeup phase, which is you're writing down your ideas, you're expressing them
clearly. It's in prose so you have to be really clear. That was a big step up | think from always presenting
work and deciding on work via presentations. And then the thesis is that we're in the midst of a new
phase, which is essentially two-way writeups and that's where it's more conversational and feedback and
discussion is actually part of the content itself. So that's the broader historical arc. But if you think about
it, PMs and product people are always at the brunt.

(01:15:31):

They feel this the most because they're the ones that are driving decisions and really the ones that are
driving discussions oftentimes in companies. And so | think the problem with one-way writeups | felt very
deeply at Google and YouTube. And just to name them, the first one is you would always be trying to
figure out who's read your write-up. So | have many memories of sending a write-up out at 11:30 PM and
then waiting patiently for the avatar of the SVP in my area to show up in there. And that was a sign that
they had read it, which is just totally insane if you think about that behavior. The second one is you end
up having a lot of the discussion in the comments itself. So this is a space that's really built for grammar
and spell checking and things like that. And you're having these really meaningful discussions in this a
hundred pixel right margin.

(01:16:30):

And part of that | think is there all these questions that are being raised, and so you have really no idea
what the most important question is. And so if you're facilitating those discussions in one way writeups,
you're often going through the comments in the 20 minutes before that session trying to figure out which
one of these do | want to address. And then the other behavior, and | don't know if you've ever seen this
in a doc, but in one way writeups that you see a lot is there'll be just a mega comment thread on the title
of the doc. And people are like, "I don't think we should do this," or you'll get into this 30 comment
thread on the title because that's the best place to put your overall thoughts. And | saw this pattern all the
time. So if you live that life, | think the world of two-way writeups and the way that | think a lot of our
customers are doing it, and you can do this on other tools besides Coda too, | think is quite a bit better.

(01:17:26):

| guess the alternative to go down that list is you have a done reading button at the end of a writeup. So
now you can say, oh, these are all the people that have read this. And | think even you see a pattern in
some of our customers where if it's a particularly long writeup, you'll have three done reading buttons so
you can see where everyone has gotten to. And then the second thing is making sure that you're actually
addressing the most important question. So instead of pulling questions out of the comments and trying
to figure out which one to address, just putting those in a table and then letting people upload those. And
that's what we call Dory. And then | think probably the most valuable is sentiment or pulse, which is, well,
how do you feel overall about this particular proposal?

(01:18:13):

And if you think about the contrast between a comment thread on the title and seeing a list of all the
sentiment, how everybody feels about this proposal and really being inclusive to the entire audience is
just wildly different. | think in my particular experience. I'll give you one example. | wrote this proposal,



this is now a couple years ago. | thought it was going to sail through no problem. | thought it was going to
get four out of five and five out of five smiley faces from everybody. That's sort of how the sentiment table
works. And one of the lead designers basically said, "One smiley face. We shouldn't do this." And | was
like, oh man. This particular person's not really vocal in meetings. And so | would not have heard that
feedback. It was very unlikely | would've heard that feedback unless they had had a sentiment table, a
place to add that. And so | think the punchline on all of this is | really authentically believe that this is
where we're headed and hope that a lot of PMs and product teams adopt this in general.

AR ERIE:

ft. BH, XR—TMHEIREZXE. UEHELEFENZNHTS. BEMNAENAERE, RIESHRTIE
THEFREIASE, HEEDN=IMER. F—MERRE 1980 £, 18T PowerPointe X2—1T Rz
TH, (RAIUERELRERRK, BINBEAEHENEMLE, XEEH, ERINBEIXENER: SM—
KM PPT B, BAELTHEIERERKR, FMERRZE 2000 FRX4IHE, BHESELET: —= Google Uik
T —ZA Rightly IATE], ©EFRZTMT Google Docs, FrAfRABRESE LA Word HEIRb&IEXH,
B8 T EEIMERLE.

(01:14:35):

B—HEEAKX - MEMATIMEGRNESSR, BEX LRTSHAREFERE PowerPoint, XFET 1EZZH

“INTIR” (Six-pager) 1¥zho REILVE (FERIEE)Y (Working Backwards) XABREFEFIEXASR, B2
Colin Breyer ER—&FH, XABTHEMZ A “BEXHE” (One-way writeup) BIFE:, BMRE TIREVAR
%, BHtRAER, ERMXIE, FILMRBARAGIEEER. RIAAXREEBTETXBRERIRE
THEETERN#HDS, ZAEENICAZR, BRIELF—IHME, "R LER “WAXHE” (Two-way
writeups) , EXRBEEAMNEY, RIGAITEEGR ERABEGN—ED. XBEZMHEIML, BINRMR
FAIRRAR, PM IFRARSEEHEEA,

(01:15:31):

I ER &R, RAMNEZHEDRRIA, BEHBE AT EHENITIERI A, F7E Google A YouTube FHR
ZIRRE T BEXEMRE, #/LMIF: -, RESHEFERMEIRT RHNNXE, HERZEIZ, £k L
11:30 K H— X ts, AR OMERFRIBNHA SVP BLGHIMEXHEE, AEMITRIXENES, W0
RIMFARBXMHITH, BERK . £, MEXAZTITIEXHATRENIE, EMEXXMZEERFLZEN
EENMBEREZLNARFEIRITH. MIFIEX 100 GEENEMNBEEH#ITIEEE R XTI,

(01:16:30):

FIANEHPHN—EDEER, A XERFEBREE 7K, BRRAFTNEBNIRAFKEE, FrANRIRES
EXEPERITIE, MEEIEIWFRIN 20 2HEFEITIE, HEFERHBLER . &F—M1T
7, BAMEFREEEXEPAY, EEERXEPREL: EXERE L —TBREKIITEHE A=)
“BRUNARNIZZE , HERESFIRE LS 30 %FiTie, BABRBAREFELINREUE. B—EH
BEXMER. FILUNRIMIEIENEE, FIANNREEIHETR (URBIAAZIFSEF EE#MBTS
i, fRIATLATE Coda LISMVEM TR LX) BIFEZ,

(01:17:26):

BE, BEXNERETE, BRAAREEXHEREE— “BIR” &, XBEMIMAILL: B, XLEME
EEHA. REEE—LEXFPBESFE—MER: NRE—DHFIIEKNOXE, 2B=1" ‘B &, X#HR
MEBIENMANZRITHE, F_HEERFMEELETREENRE, FAIUFREMNTEICHIREUAZH I E
FaBZLER -, MELRENBRE—TIRERE, ILARKRE. XMEHKNPTRR Dory. ARKIANZEMN
BRE “BE” = “BxiE” (Sentiment/Pulse), BP: {RITXMFEIREIEMRTIUM?

(01:18:13):

SNRIRIEE— T AR LBITE BRI EBENTIR (B PAMNXMERNER) , HEESSMERRX, 3P
BREETETEN. REZRDANZLE, HAMENIF. LEARE T —HRE, RUNZELATHE



do BUANSPATZLTHOBELAHERKR (‘I‘*%ﬁ?ﬁ%ﬁ#ifﬁﬁ’ﬂ)o HER—UBEFRITIMES LR

—HE, BNAMZXEFEM" HEER: BRI, IMARESNEATEAKRS. FIUFIEERERX A
LURERIMT, TNHRAKATBEREIAR R i FEL,(JLZ—t)JEl’\JE,'.E“ , RENBHRMBEXMERRNGM,
HHL K PM 77~ mEIARER A5 2o

[01:19:23] Lenny
English:

I'm so glad that we touched on it and there's a template or an explanation of this that you wrote up that

we'll link to. Yeah.
RS ERIE:
HESMENIMETXD, MEI—MERTAER, HI=REREE 280

[01:19:31] Lane Shackleton
English:

Great. Yeah.

R EE:

T, 2R

[01:19:32] Lenny

English:

Awesome. Is there anything else that you think that we should touch on that we haven't touched on?
FRCEIE:

KT . RREEEEH AT LIMENER ZIEAREIS?

[01:19:37] Lane Shackleton
English:

Yeah. | think one thing that we've discussed before is just about strategy and planning and stuff like that.
So it may be useful to touch on a couple of insights there. | think there's two insights in the strategy and
planning thing. And this is again in the handbook that we're writing, but the first that | end up seeing a lot
is just this idea that OKRs are not actually strategy. So | think the way that we plan and the way that our
customers plan, the key point is it's critical to disconnect strategy discussions from OKR discussions. And
it sounds really obvious, but it's | think a very common mistake. And | think a really simple question to ask
yourself is do we have a separate strategy process or strategy ritual that is distinct from OKR setting and
metric setting and goal setting? And | have found you can pick whatever strategy framework works for
you, but I do think it's quite important to pull those two things apart.

(01:20:43):

The other rule that we live by on the planning side is what we call a 10% planning rule, which is
essentially just ensure that you're not for a given time period planning for more than 10% of that



execution period. And | think this is a really easy mistake to make. | mean, this is a hard fought rule
because we've made that mistake before. But you end up getting bogged down in planning or saying,
planning felt rushed and so we need to make it three weeks instead of one week or whatever. And the
byproduct of that over the course of a lot of time is that you end up just planning way too much and
oftentimes you really don't know what's ahead until you've launched or learned something. And so |
think that's a pretty good rule to follow.

FROCERIR:

. FERMNZAITEIN—HFERXT RSN Z K, FIUEXEDZ/L N LETESER. HAN
EABEMAN T EER TR XEFESTERNEERSHNFRF. E—TE2HREEEFIR. OKR L LH
TS FiIk, MEMAMBAUARZENEZTLPABNAARE, XBRET: BAKITIES OKRITIERD
AEXEE, XMEREMZR, ERIANXZ—TEESENEIR. FTIAN— BB 2R L8R
2. BNEEE— MRS AEHEBEN, BHITF OKRIRE. EIMEEMBFKEN? HAIIFETLL
RS S IRAERIESR, BERHLIUNNIEXRUHEIAEEERE.

(01:20:43):

BATEMXN A EEREN S — MR IENIFZA “10% MEFN” , AR EHEHEN AT EE, 7R
MEIESEI A B HITAIEIRY 10%. HINAXB—MRBEZILHHIR. RN, XE—TMEIREZHA ELEH
BURRI, ERAFENTARIHIET X MEIR, BIRREAIBANMYERE, HERMINBERECRET, FIUZKIIHE
ZIBEMN—RBAER=ZAZEN, KETRNBIFAMZBMELAMINERSZT, MEEBERT, EMRHHFE
—ERAZA, MENFIERRIKENA. FAUBIANXZ— N FEESFERERAN,

[01:21:32] Lenny
English:

| love that rule. | found the same heuristic. 10%. If you're planning for a week, plan for half a day, planning
for a month, maybe like three days. Yeah, | love it. With that, we've reached our very exciting lightning
round. Are you ready?

AR ERIE:

BERX MM, FHERIMTEFENBEARGE: 10%. MRMEAY—FE, BMEFREEML; Ai—"
A, RfffE=R. B8, HER. HEX, BMTEANTIELSANENNBIERE, HE&LFTE?

[01:21:46] Lane Shackleton
English:

I'm ready.

FRCERIE:

BEEFT

[01:21:47] Lenny
English:
What are two or three books that you've recommended most to other people?

FROCENIR:



RENAEERSHR=EBEFA?

[01:21:51] Lane Shackleton
English:

One that comes to mind is Turning the Flywheel. It's a little manuscript book. Jim Collins wrote it. It's
really, | think a very succinct and very fast read about how flywheels work. We talked about Storyworthy. |
recommend that book a lot. Good Strategy/Bad Strategy. Love that book. Very simple framework that I've
reused a bunch. Maybe outside of tech, Waking Up is a book by Sam Harris on mindfulness that I really
like. And then an old one that I really like is The Inner Game of Tennis by Timothy Galway, which is a kind

of classic.
FhSCERIE:

KRN —FKZE (%) (Turning the Flywheel) . 8B Jim Collins EH—&/F. HIAANEIEREE
&, BEILRINE T R VR RUWIEER. FIT%E GHRENZAR) (Storyworthy), HEEEFIES. 15
(oFbxB&, FEEBE) (Good Strategy/Bad Strategy) , HIFBEWNHM AR, HZRERATHPIFEEEWIE
28, TERHRAUHZ SN, Sam Harris ERIXFIERH (EEX) (Waking Up) EBRER, BB —FFKREWHIA
P2 Timothy Gallwey 589 (RMEKEIALEEXKY (The Inner Game of Tennis) , XE@—SP&EH 2 1E,

[01:22:27] Lenny
English:

Amazing. On Good Strategy/Bad Strategy, I'm working on getting Richard Rumelt on the podcast. I'm in
talks with his agent and they seem to be excited. So we'll hope that actually happens. And then you
inspired me to try to get the Storyworthy guy on. So what a cast of characters we're going to get on here.

(01:22:43):
Next question. What is a favorite recent movie or TV show that you really enjoyed?
FRCERE:

KIET . XTF (GFhkBE, FEkBE), FIETESZ/I#IE Richard Rumelt %, HRIETMMAVELAGHE, 1]
P RME. FEXEME. ARMBATHRERE (ARENZIA) NEE, BHNBBINEEEFTEREX
SBAT o

(01:22:43):

T, RARIFEERNBEEHEATERTA?

[01:22:48] Lane Shackleton
English:

Yeah, it's a little bit hard with three kids and a job these days to watch a lot of TV. | would say | really
enjoyed The Last Dance. | love any sports documentary. All those.

AR ERIE:

=0, WEF=AEZFN—HIE, REBRZBW. REWURFEEENR (KRE—E) (The Last Dance)o K
EXERARBLRE, FRERIEHENR.



[01:22:59] Lenny

English:

Have you seen Underrated, Steph Curry's new documentary?

R EE:

RET (KLY (Underrated) 3?7 RABENESS - ERERLERF

[01:23:01] Lane Shackleton
English:

No, I haven't. | got to watch that.
HRCERIE:

g, HSEEE.

[01:23:03] Lenny
English:

Ooh. It's really good.
R EiE:

R, BEREE.

[01:23:05] Lane Shackleton

English:

I've been rewatching Arrested Development. That's also just a timeless classic.
R EE:

F—EHEEE (KBZM) (Arrested Development), BRtBR—ERKIBRILZEL,

[01:23:11] Lenny

English:

Classic. I love that Michael Cera is in the Barbie movie, not to give any spoilers. That was a funny surprise.
(01:23:18):

Next question. What is a favorite interview question that you like to ask candidates?

FEiE:

28, FEIN Michael Cera HITE (ELL) BRE, FRIET, BE—TMEEHIRE.

(01:23:18):

T—MEE, REENRNEENEKEEETA?



[01:23:22] Lane Shackleton
English:

There are two | really like. One is teach me something that | don't already know. | think it's just an
awesome way of seeing if someone's going to lean in and really figure out what you don't know and then
how passionate they are about pitching what they do know | think is really fun. And then Shishir and |
have been asking a version of teleporter question and evolving it for many years now, so | like that
guestion quite a bit.

AR ERIE:

BERNMRERERN — 18 "“BELEREFMENFRA" . RUNXR—MRIFNEN, AJUMREAZR
BEBRNER, BEFBRIFANEMFA, AREMIINE SNEYHHEEZ ARG, XRE®E. 55,
Shishir S FR—EER—" “EEEE" BREAHFEEE, HBIEFESRAB N,

[01:23:49] Lenny
English:

Shishir shared that question in his episode and we make TikTok clips out of some of these conversations
and that clip just went crazy. People love it. It's our most viewed clip, | think on TikTok. Or just like, what
would your answer to that question, so we'll try to link to it in the show notes if you want to watch just

that one interview question. | think you maybe gave it away, so maybe that's why you're evolving it.
FRCERIE:

Shishir EtAB—EEDZ T AN ENE. HAVEHEP—LISERI(ER TikTok FEHR, AR MSAEERE. Af)
FEENRE, FEBEHAE TikTok LIBFRERSHNM. WMRMERABER—TEIXEE, KMNEZHETE
ZioPR R, REMAIRELSHETER, PRUXMIFRZRIIFEEEnRRE,

[01:24:10] Lane Shackleton
English:

Yeah. We-

FRERIE:

BH, Bi—

[01:24:11] Lenny
English:

Don't know if we screwed you.
R EE:
FRERETZIBMRIT T

[01:24:13] Lane Shackleton

English:



| also recently wrote a post about my favorite ref check question, which I think | would love to learn other

people's favorite ref check questions.
FRERIE:

BRIOAE T —RXTRERERNERIAE (Refcheck) RIEMXE, HHWRBFEIFIARERNERIAER

o

[01:24:20] Lenny
English:

References check. Oh man. That's its own. Oh man, I'd love to do a podcast just on that. That is such an
important skill. The first question you mentioned of asking people to teach you something, | heard the
best version of that in a previous episode where Maya, the Head of Product for Spotify podcasts, asks

what would your podcast be if you were to start a podcast?

AR ERIE:

BRAE. Bk, BESFRE—IKRIET. REBREZIH—HXTIINESE. BR—HIFEEENXEE.
RIREIMNE— MR GEABIR—LARA), REZAN—EERETREFNRA: Spotify BE~mATA

Maya =i8): “IRMFEA—IMEE, MOOBETSXTHA?”

[01:24:40] Lane Shackleton
English:
| like that.

AR ERIE:

™

¢

BERX,
[01:24:42] Lenny
English:

So feel free to steal it.
R EiE:
FRUAREZERIE,

[01:24:45] Lane Shackleton
English:

| sometimes do a version of making them explain it two different ways after, and making the candidate
explain it two different ways and saying, "Okay, now you have to explain that to your grandparent." And
then now you just told me about sewing or some hobby of yours. Now sell it in its most technical form to
someone who knows everything about this particular topic. And so it's kind of fun to also see the range
that people can operate.

FRCERIR:



HENSM—NEMR: LNEERRMARNSER. R 4, NEFRSEMIERXSBREXD,”
AfE,  “RRIARBH TRYFRMEN B, MEIFURETUHEBEHES — X MFEIER T a0
EHA." BEIAMEENNEERRER,

[01:25:13] Lenny
English:

Awesome. What is a favorite product that you've recently discovered that you really love? Either digital or
physical, anything that comes to mind?

FRSCERIE:
XET, MBERIMAEEERNENT=RIMHA? BEWSHSSERNERIL, FEERIH,

[01:25:21] Lane Shackleton
English:

A few. I'm becoming a real sleep nerd, so those eye masks that cup around your eyes, | love. Obviously in
the tech world, ChatGPT. | got really obsessed with tennis during the pandemic. There's a product called
Swing Vision that's really good. It basically cuts up your match into different ... All of your forehands or all
the longest rallies or all that and uses Al to do that. There's a corresponding meditation app to the book
Waking Up that | really like. That one's a very good one.

AR ERIE:

B RIEZ—MEERRE, FAATRENBIESERFEIRE, ERHR, EAR ChatGPT, KARfT
HAlE) 33k £ T REK, B—10Y Swing Vision B9~ miFE . ©EA LEBIRLLFTINARA - RFrE
BIEFHIK, WEMBRRKNELEFS, SHAAIKRLIR,. T85 (BEX) XEPEENEE App, FtbiF
BEWR, PBR—TIFEFHINA.

[01:25:57] Lenny
English:

We live not so far from each other, so we got to play some tennis and | could check out this very cool
product.

RSz ERIE:
BIMEETE, FRUFAN1E—ITITNIK, IRERK AL IR — T X MNEE S0

[01:26:01] Lane Shackleton
English:

Yeah, let's do it.

R EE:

G, SR,



[01:26:03] Lenny
English:

You're on. That'll be our sequel. Just our game. Next question. What is a favorite life motto that you either
repeat to yourself often, like to share with people around you, share with your kids maybe?

FROCERIR:

—SNE. BREHNBGE: HNOLETE. T—NEE. MESRKHAERSEHA? TREMEENEC
B8N, ERERDZLABEANZFR?

[01:26:16] Lane Shackleton
English:

I don't know if it's as motto as much as it's just a way of being. It's essentially the present moment is all
that we have. Realizing that our attention is very often on the past or the future and in so many ways the
present is where it should be always. And so | think that that is something | think about a lot. | think
maybe more broadly, | had a mentor who roughly said a version of make things happen, and so I really try
to apply that to anything that | do. If that's work or life or sports, | try to be the person who creates
momentum and positive change and progress. And so | think that that's generally a good motto to live by.

AR ERIE:

BRANEXBEAERES, cERGR—MEELN. ARLmE: STERNAAEN—). TREIBMNIER
NEBEFEIETRK, BERSZHE, S TARENIZGXFEENMS ., FRIUREERZXM4HE, HiIFE
[z, RE—ISMERI— MR “LEBELRE" (Make things happen) , FIZRENZIXIGHNA
HRMHEREEP. TERIIE. EEERMEE, HES DA EIEEN. RIREUHHATEIA. Frld
NI BER—MREFNEERS.

[01:26:58] Lenny

English:

Beautiful. What is the most valuable lesson that your mom or your dad taught?
R EIE:

KET . RRBEAIRNRERNBIINZHA?

[01:27:03] Lane Shackleton
English:

My mom's a psychologist and a professional counselor so certainly active listening. Maybe the tech
version of that or the modern version of that is steal manning someone's argument, being able to repeat
back to someone what they said in a better form, more clear form. So yeah, she's an amazing woman.
Taught me a lot about listening.

AR ERIE:

HEHPR—LOEFRMELZ M, FAUSAR “RRER" . MFERRRIIRRE “RIEIE" (Steal
manning, BILIRIR. RAEMMEAERNSGHILR). B, ME—UTFENLNE, HTHRRSXFHMIAN
iR,



[01:27:28] Lenny
English:

Final question. You were a guide in Alaska helping people climb. If someone were to pursue climbing, is
there a tip or a lesson or something that you think people should know to get better at this or to know
before they go down this route?

AR ERIE:

Ra— A, REEMAHMERSTANESR. IREARERREE, MEFSEMHARIG. HIHERE
RAIATHEER. NEEEXFIRZBINIZAERNS?

[01:27:43] Lane Shackleton
English:

There's a saying, which is the safest climber is the one who knows when to come down essentially. And |
think that there are many times that you have to put your ego in check and come off a mountain or come
out of a climb because it's not quite as safe as you thought it was. So | think that's maybe one. | think the
other is it's probably not a one-way door. So | think in many ways you can do climbing and you can do
some of these outdoor pursuits on the side, or you can always come back from them. So it's maybe not as
big of a choice as some people think it is.

FRCERIR:

E—HiER. RRENFLERR EEZBNMEFAHRZ TN, BNARSHERLIZHECHNBEE
0, ML ETRIGRERE, AABRAHNMRMAERKNBARE. XAER—. F—TE, XAURFE—R
“‘Br) . WANERSZEE, REUBEEN—LERIMNEREANRIL, HEMRSZTUMPET, FRUX
AR ERE ANBRIIBAER,

[01:28:24] Lenny

English:

Lane, | said at the top of this episode, Coda has one of the most thoughtful product teams out there, and |
think it'll be clear to people after listening to this why that's the case and where it trickles down from.

Thank you so much for being here. Two final questions. Where can folks find you online if they want to
reach out and ask you any other questions? And how can listeners be useful to you?

AR ERIE:

Lane, FAEAREFKRT, Coda ABEIARREAENTmANZ— FEMTXHTEGE, ARMEHEA
Nt AR, URXMIXUZMBEEETRN, IFERGHRER. REMNEM: MRAREEKR IR
fREMRER, PILAFEMEREIR? LUK AR BT AR A7

[01:28:42] Lane Shackleton
English:

I'm on LinkedIn and Twitter and | have a Substack. We'll be releasing that handbook for product teams
that | will probably post on Substack. And in terms of useful to me, yeah, give Coda a try. Give us

feedback. I love hearing from product people all over. It's one of the bright spots in my day to hear all the



creative rituals that come from this community. You've created just a legendary community of people and
so they always give very thoughtful feedback so I'm very open to all of that. And yeah, thanks for having
me.

AR ERIE:

H1E LinkedIn #1 Twitter £, FIEHB— Substack. Hf1=&HABAF~mHENFM, FHrIge= A TE Substack
ro EFHREEFHLER, 28, Fidid Coda B, ARG BERITRES~RANES. WEIXE
XM RHRBRENAER —KNERZ— MELT —MEFMAOHX, MIIEZLHIEERBRAEHNR
5, FRARMPIAEXLEFIEEARNSE, B0, HSIREIEIS,

[01:29:22] Lenny

English:

Awesome. Lane, thank you again so much for being here.
R EIE:

XIET, Lane, BRZSHTEER,

[01:29:25] Lane Shackleton
English:

Thanks.

FCERE:

EITS

[01:29:26] Lenny
English:

Bye everyone.
(01:29:29):

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.

FRSCERiE:
AKRBW,
(01:29:29):

IR RREERIURIT, MNRERBXETEENE, FILIE Apple Podcasts. Spotify St&ERHIE RN AHITIH
ATH., I, BEERAKNTIIXBTITIE, RAXEEEEHEMARLZINXNMEERT. BAIUE
lennyspodcast.com X EIFIEFATERX THREZXTFATENER. THTE L.



