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[00:00:00] Maggie Crowley
English:

If you ever find yourself saying something like, that's not my job, that's probably a thing you should do.
And you know what? It probably isn't your job and it probably is someone else's job and you can spend
your life getting frustrated at that or you can just get over and get the work done. And people who are
willing to just get the work done will move faster. Their products will be more successful and they
probably aren't carrying around all that anger and crappy emotion because as a PM, for better or for
worse, and maybe this is not how we all want it to be, but you're oftentimes the emotional center of the
team and it's your job to keep people motivated, keep people excited, keep them bought into the project,
and you just have to keep that optimism going and it's hard work and part of it can be just like, you know
what? Let me take that on. I'll do this thing. I'll hop on this sales call, I'll implement this with the
customer. You just have to do whatever it takes.

FRCERIR:

MRMRAMECHE “BAZHROIIE ZREE, BAIBERMNIZEMNE, MAEIE? AHESSFIETE
fREVERSY, BHASENIZZRIARLIIE, RAU—FEFAILREIER, HEMAUTUERBEIEEETT. BRER
FEEREETRNASHITER. N~ RaEMT), MEMITATERRIEE ABAZFRRMERERNELE.
EAEA—BFmEE (PM), TEFF, BIFXHIERNAE, EREEIREMNBRPO. (REVERSEZIL
ARREFE, REE, LITARXNE, (ROTERFPHRNESE, XRMHEES. AP0 ITF
FIEEFLRE . “IRAIEMD? EFHRIBIE, FRMXHF, FSMXMEERIE, HRBZFA KX R
ARG — LA ERL B 1o

[00:00:57] Lenny
English:

Today my guest is Maggie Crowley. Maggie is currently vice president of Product at Toast. Prior to this, she
was VP and head of product at Charlie Health, senior director of product at Drift, director of product at
BevSpot, a product manager at TripAdvisor. She's also got an MBA from Harvard Business School. She
was also an Olympic speed skater, which is insane and incredibly cool. And in our conversation we
discuss the three most common threads across the best product managers that she's worked with, hired
and managed how to very tactically write out a product strategy to share with your team and manager
why being data-driven is a red flag for product thinking. Why product content you find online can be
dangerous. Her best advice for how to break into product management. Also, the impact writing online

has had on her career and so much more. Maggie is amazing.

AR ERIE:



% Maggie Crowley, Maggie BRIEE Toast W™= mEl 28/, ELbZFl, #EE Charlie Health 89
FmElSEFEAT A, Drift NEE~REM. BevSpot B9S2 M LUK TripAdvisor B97= @A IR, whikiEaR
FHEFR MBA FMi, MBR—RBREREEF, XEEAKIE. KT, ERMNIER, RIMDPPLTHSE
B, BEINEEINERNE~RFES FN="HERE; NFEIFESEMES —9 ™ mRiRHSE N
KERE; A4 “BUERDN BRNEFmBENGRES, NTARENLEIN~RASIEARIRS
%5 ST EnHE N REEMRRERINY, URELSEMtERL A ENFMEE, Maggie FEHE,

[00:01:44] Lenny (Sponsorships)

(Note: This segment contains sponsorship information for Productroadmap.ai, Ignition, and Composer.
For brevity and focus on the core content, the translation maintains the key value propositions.)

English:

(00:01:44): I'm excited for you to learn from her like | did. With that, | bring you Maggie Crowley after a
short word from our sponsors. This episode is brought to you by Productroadmap.ai and ignition
Productroadmap.ai is the first Al roadmapping suite... [Sponsorship details for Productroadmap.ai,
Ignition, and Composer]... Head to composer.trade and use the code Lenny for an extra week of free trial
on your composer membership. That's composer.trade. (00:04:06): Maggie, thank you so much for being
here. Welcome to the podcast.

AR ERIE:

(00:01:44): HEEMRIEEGE —H Nt S EF R, ERTRBENERNEARE, KIEAIRER Maggie
Crowley B9i51%. ZsHBT5 B H Productroadmap.ai # Ignition B, Productroadmap.ai @81 Al BRELEE
- [ 25 B& Productroadmap.ai. Ignition A1 Composer BIE{AI&i%1&]------i&1Hial composer.trade #
fERNES Lenny SREVESM—EIMI G B A, (00:04:06): Maggie, IEERISHRAER, WDREIEE,

[00:04:10] Maggie Crowley
English:

Thanks for having me. I'm super excited.
FRCEIE:

HHEEIE . FAFEE,

[00:04:12] Lenny
English:

You put out so much content across podcasts, blogs, tweets, I'm sure there's other things | haven't even
seen. And so what I've done is I've scoured all of your content as much as | could to find topics that we
could dig into in our conversation today. And | thought it'd be fun to start with how to become a
successful product manager and what it takes to be a successful product manager, especially long-term in
your career. You've worked with a bunch of PMs, you've hired a lot of PMs, you've managed a lot of PMs,
and so | guess the question is just what are some common threads you've seen across the best product
managers?

FRCERIR:

REREE. 3%, LA TEXAZAE, BERELERLEIN. PRURRATRMEI TIRFIENAR,
BHIEIFEE S REIEFRNRN . H8, N “NMARA—BRIH~REE” Uk ‘NI~ nIERE



BEAER" FHSRESR, CHEMNRIEENKBELZERE, MHRSZ PM AL, HREIHEEIR
% PM, FRLAFARE], (REFRLERMFH PM B EERTHEHFR?

[00:04:50] Maggie Crowley
English:

Yeah, it's an interesting question mostly because I've worked in startups, zero to one, scaling stage
startups, enterprise, all that kind of stuff. And there's a lot of content out there | think on how those roles
are different and how PMs are different across those different types of companies. But what I've seen is
that there are some standard things that are the same across the role no matter whether you're a
consumer, B2B or startup or a large company and in particular about what sets PMs apart from one
another. And the things that | look for when I'm hiring or when I'm looking to promote people or when
PMs stand out, even when you're not looking are three things.

(00:05:31): First, | think the best PMs are really good at breaking things down and simplifying things. So,
finding at any moment what is the really truly the only thing you need to do, especially in a big company,
there are 8 million priorities, there's 700 OKRs, there's 25,000 projects you could work on, and teams will
get bogged down in that complexity. Similarly speaking at a startup, you might think that it's easy to find
the one thing to do, but at the same time there's so many fires that are happening and so many things
you could do in such a world of opportunity that even just picking one and sticking with it is really
difficult. And so the best PMs not only can find the one thing to work on, but they can stay with that one
thing long enough to actually finish it.

FROCERIR:

2, XR—TMREBNRE, TERRNKREENCQE. MR-k, MELNERIIEI AT URAE
EUEBIET, XTFXEFBEFARAREQRAFNINESR, MEBLZBERZART. BERRI, TIRETHE
k. B2B. #IEIABIERARE, XTAGHAE—LEANINE, 1552A0LMLL PM BRBIME AR, H3A
B, ZEEARA, RENEBLEANERLZISXEHERAMLL PM Y, ZEEE=R:

(00:05:31): 35—, HINAKRMBE PM IFBERKIFFBRIBMELEY. UMk, EEMZEREREIIBH
‘HIEM—" FEMNSE. HHIBEKRRE, B 800 F MLk, 700 1 OKR, 2.5 F MRE]UMAMIE,
AREZBAXMERMEF, BEF, EEIRE, MARRSHRE—GFFEMRES, ERNILEHE K
K, MEXZT, UEFNOGEE—NMHEF TEEHIFEEERE Bit, RMAFH PM FEEHEIBR XA
F, TREERMHF LR EBKYE, HEIREERETMK.

[00:06:15] Lenny
English:

| think that's a really interesting point, because it sounds simple. Also, just this idea of simplifying, but |
think there's so much up there partly because within simplifying is prioritizing and you can almost boil
down the job of the PM as they're just prioritizing and telling people what is next. And so | think that's a
really powerful point you're making.

FROCERIR:

HREEX—RIFEEER, ANCHERRERE, GUXMIRENERS, BEXNEFE, ANEUARRE LR
ELFkEHF (Prioritizing) o fRIVFAILUE PM BIITIRIIE N RETHIFHSIFAR T —F Mt 4. FIEK
INREEHIX—RIEEE R,



[00:06:33] Maggie Crowley
English:

Prioritization is a tough word because there's so much wrapped up in that and what it means to prioritize.
And I've worked for people who wanted to understand the formula for prioritization and why this thing
and how can you prove that this is the right thing to work on and not that thing. And then a week goes by
and then they want to reevaluate the priority and they want to re-litigate the priority. And so it's so much
more than just a moment in time deciding, but it's the ability to stay with it and to make sure that it
continues to be the most important thing, that you finish it and actually see that it works and that you
can get people to continue to stay excited and engaged in that project.

(00:07:13): Because | think a lot of when we talk about product, it's like, oh, what should you build? What
should you ship? But then you actually have to ship that and that can take a week, a month, three
months, six months, a year. And so as a PM, your job is to stay on that and be the person who's beating
that drum over and over again, and the best PMs are the ones who can do that and have the resilience
and the energy to stay with it.

AR ERIE:

“MuLHF" BTREEXHE, AAECEENATREZ T HBEN—LEALE, tiTBMERFHA,
BANEN T ABREXT, URIRIENERBX N EMEMAERT. AE—AIET, WXEEMITHMNE
&, EFFIL. FIL, XANXEENRLUBRE, ME—MHEETENEN, ARCEXEREENE, B
RN EABRETEMR, HFEMEBUEAREENIEPREENRAN.

(00:07:13): AAHFATKET MY, ARFEXZE “ZBAA? ZAHBHA? 7, BMEFRLEMERTE,
XA RERE—FE. —MA. =M A, FFEE—F, FILEA PM, FNITIEREITRE, AR RETREE
HEIA. RIMFER PM 2R LREBMEIX—=, HABIIEMBENRHRIRNA.

[00:07:38] Lenny
English:

Energy. That's a really important part of that. I'm going to ask you how you suggest people get better at
these things. So, either we can go into how you found you get better at simplifying or we go through all
three and then we can come back, however you prefer.

FRCERIR:

1571, XHRRIFEEEN—HD. HERERBINARMARE XL, HATAIUEHIRNAIZEZE K
B9, HEHNEI X = RBERAN, ER5E.

[00:07:51] Maggie Crowley

English:

Let's just do all three really quick and then we can dig in.
FRCEIE:

BTREITEX=R, AEEBRNRT,.

[00:07:54] Lenny
English:



Sounds great.
FRZERIE:
X¥F7To

[00:07:55] Maggie Crowley
English:

So, yeah, first one, simplifying. | think the second one has to do with this point about sticking with
something and it's following up on results. So many people in the spec or the one pager or something will
say, okay, here's the metric that | care about. Here's what | want to move. Awesome. Maybe they'll even
write a SQL query, get a dashboard going, figure out what the number is today, that gets you some extra
points, but the really, really good PMs remember to follow up. Because especially when you're in
management, couple layers up in management, I'm not going to remember to follow up on that feature,
but if a PM comes back to me and says, "Hey, remember we did that thing, here's what happened.” | can't
tell you how rare that is and how many times as a leader you might have to ask for that and for the people
you don't have to ask that of is one of the best things when I'm looking at PMs and it's easy.

(00:08:43): It's not hard to do that, especially if you've set up metric tracking or you know how to pull that
information or you have somebody who can help you get that. It's pretty easy to do and it's really high
value activity. And then the third thing, and | think maybe we'll talk about this later too, is that a phrase
actually we were talking about David Cancel before we started carrying the water, and this was a big
theme when | joined Drift, and this was about how you can't be a good PM if you're not willing to do the
hard boring unglamorous work of customer support, sales, marketing, writing, copy, project
management, you have to do that stuff. It's your job. No one else is going to do it, because at the end of
the day, you're responsible for outcomes and results. So, you're the person that has to do that, and if
you're willing to do that work, that's what's going to make your product successful, which is what makes

you successful.

AR ERIE:
T, F—mEftt. Fm5 “BREFIK Bx, PIWHLER (Following up onresults) . BZATE

TR (Spec) ETUIHHI (One-pager) BRE: “XEHXENIER, XEBBRERTHHT.” XRiF.
WIFMITERE D SQL &, FMUKRE, BEARSKNEERT, XEEMD. BEIETNRHN PM KicFiR
., ABAEMRATFEERER, LHES/IEANEERN, BFARIBR/ERREBNREINEE. BIR—1 PM EI5R
RE: TR, BEHNBHBIRANL? EREXEN.” BEEZSRFTXELZEN. FAOSE, TMEEFSH
EExpEn, MY FRERFTERRAMEEIRBPAN, BEHE=E PMNKREENHRZ— MAXHILR
=M

(00:08:43): XFH A, HHBRMRIMRELFILE TIENBE, IEHNEMNARIER. XEIFERZHMEENE
kEHEDD. ==, WFRIHEEEAN, ME “BiKk (Carrying the water)” — XERATEFIAFIIN
Zl David Cancel BHREIFN—ME, A Drift E—1NEEFH, EHNERE, NRIMAEEMATLFE
&= R FMEENIE, thnEFRE. HE. 5. EXER. DEERE, (MMEERA—RMFN PM. R
WIBIXLE S, XEIRIVERST, RAIAREMRM. ERNFARERK, MEM=HANERAZ. I, RRHERD
AN FHIN. INRIFBEMXLETIE, RN @A =KL, REA S,

[00:09:33] Lenny

English:



It's such an interesting list because when you ask most people what you need to get better at to become a
great product manager, it's always communication skills, collaboration skills, vision, strategy, and it feels
like these are input metrics to what it's normally what people think about.

AR ERIE:

XNTEREEEB. FNIFRRAARSZSEN “WAKAFBANTREE" i, EREZWERIG. MEEND. B
= REE. BEMRHXEEGZERILEANTESZANNEZBTRHN AR (Input metrics)” -

[00:09:50] Maggie Crowley
English:

Those things to me, communication, super important, analytical ability, really, really important. The
ability to look at a, especially if you're doing something that has a user experience component, the ability
to look at that and understand if it's going to work and build up intuition around that, also really
important. Those are things that | would see as sort of basics of the role. These are the things that make
you great at the role and strategy to me, and hopefully we'll talk about strategy in a bit. It's one tiny slice.
You do a strategy, but it's 5% of the work that you do. Yes, it's important because you want to get your
strategy and you need to pick the right products, but at the end of the day, the person who has a good
strategy will not be as successful as the PM who ships more stuff, gets more reps and has the ability to
actually create impact. So, to me, you could be great at strategy, but if you're not good at this stuff and
your stuff isn't getting out the door, you're never going to be that great at the job.

FRCERIR:

MER, B, DMENEHBRER, MRFEMIMBFAFENARA, URAFIFEEEEN. BLER
MEENHIEEEE, ERANNXERIEXNMABHN “BARI)” . MARHX=Z[/EBILMRER “GKRK" B
ETHE (Strategy), HMFHE) 202, ERRRERN—ED. REIEREE, BERHMRIEN 5%, &
B, EREE, ANRFEEEN~m, BEARERK, —MIETERBHA, HRNIEEFEAMN—1EERH
BEEARA. REESLEEE (Reps) HEERILEFERIMIN PMo FRLAXFKR, fRA]LAREKSRE, BN
RIEFERXELTHE, RRRARRIEE, RPKTLEEEX—ITHEITNR.

[00:10:48] Lenny

English:
And impact is the other one. Everyone's always like, what makes a great PM? Oh, drive a lot of impact.
And again-
R EE:

‘@71 (Impact)” BF—TXBEiFT. KRB, HARFHKRN PM? B, mEsFEERTMAR, B
...

[00:10:52] Maggie Crowley
English:

But they never say how.

FRERIE:

BIIMAERIR 0" F=ERm.



[00:10:54] Lenny
English:

Right, exactly.

R EE:

w5, IERIL.

[00:10:54] Maggie Crowley
English:

It's like, cool, let's do a strategy, let's have impact. Then when | was starting off as a PM, | was hearing this
advice and reading about it and | was sitting there saying, awesome, | want to create impact. And I'm
looking at my job thinking, now what? Yeah, impact. Let's do it. Where is it? How do | find it? Someone
help me.

FROCERIR:

mEE, B, HNRENERE, mERWAB.” HHMFEM PM B, RIFEXLEEN, REXEXE, &
AL “KET, HRBENERMA.” ARRESRNIFE: “ARE? WO, KE! eEWIL? &E
AHREE? WERERER”

[00:11:14] Lenny
English:

| love it. Okay, so let's go back to these three and I'm curious just what you found helps you become
better at these things and also just an example if you can share. So, say what's simplifying? How does one
build that muscle?

FROCERIR:
KERET. &, UBEMNEAZX=m. RRBAMEMEAMTAEEPDAIEXESTERSELF, MREFZNH

FRELHF T, b ", — P ANRIEREXEES?

[00:11:27] Maggie Crowley
English:

This is a tough one because some people, a broad generalization that | think comes up in things like when
you're interviewing PMs for a job and you say things like are they a simplifier or are they complexifier? Do
they make things complicated? And so some of it's a little bit of just who you are and how you think. But
having said that, there's one tool that | use that | actually learned from my dad when | was in grade
school, which is when you write something, for example, and a lot of what we do as PMs is written, when
you write something, read it out loud, literally just read the thing you wrote out loud and half the time
you'll realize it's way too complicated, it doesn't make sense. Or what happens is when someone comes
to me and they say, okay, I'm working on this thing, check it out, can you read it?

(00:12:10): | read it and then | put it down and | say, "What are you trying to say?" And 99% of the time
they say, "Oh, users are really struggling with this problem. We found this in research and we think that
the way to solve it's to do X", but that's not what the document says. And so my reaction is always, and if



anyone who I've worked with is listening to this, they're going to laugh is always, "Just say that. Just say
that thing. The thing that you said to me in conversation is the thing you should write." There's no reason
why your pros in a document has to be a certain way. We're not in school. Our goal is to get things done.
So, those are just some simple tricks that I've used to help simplify what I've already been working on.

(00:12:54): And as for how to boil things down and really find the most important thing to do, which is
another part of simplification, | think the best thing you can do is just get as many reps in as you can, have
people review your work and listen to them. There's a thing that happens | think with PMs where you join
a company and then all of a sudden it's like my boss doesn't know what they're doing and the highest
paid person's opinion and the founder wants to swoop in and mess everything up, but those people had
an insight on the market that you're in that made the company worth founding and they probably know
more than you and so you might want to listen to them. And so find people who can review your work,
listen to them and ask them to help you simplify.

FRCERIR:

XRME, EAXSRE—MEENSE: ZEHE PME, RINSEME “BkE (Simplifier)” T2 “E&K
# (Complexifier)” ? L FEBEEFEERIG? FAUXE—ERZE LBURTMREERMBLLS R, ERM
I, HE—TMAEXFREAZNTAE (HRFEELNF) . SMERAEN (PMHRZIFHREHEL), £
EAFRER. FESRLAREFR —FHBERT, FIRXMEXERT, RETEIN, HELEREXM
BR: BAZEXEFREE, “HEHX, (ReEEES? 7

(00:12:10): FIRFERM T XAER]:  “IREREMHA? 7 99% WERT, tilsy: “B, APEXMNEI#ELR
i, BAEEMPEAITE—R, BITAAERDERB X" EXHESHRERZXN! FAUKZBREES
T (NRMEHFINATER, BEER) . “PBREZEXATE, BIRRIARERIES TR, XEENXFR
DEFFEREMFHERN. RMNAZEFR, HNHNERZIEERNM.” XERIHRARE L IIEN—ENK
5o

(00:12:54): EFMARKERARIKREEZNER (XREUNS 7)), RAARFHDEMESEHS

(Getreps), ILAWERMFHNIEHIFEL. PMBFEEE—MIAR: MIAN—KQE, AERARES &
ERRAFHEBSETWH , HEER “SHALHERL (HIPPO)” MEBASBEFREL—T. BXLEA
MNHZERRNRARCIMLNES, IR LLRERSS, FRUIRRGFIRITMIIE. AL EHEIRIIER
A, IRERBINEID, BT IRE K,

[00:13:39] Lenny
English:

I'll share a couple other things that came to mind as you were talking, because this is a very hard thing to
teach and you kind of have to do it again and again and honestly, | have this one manager who taught me
to simplify in my writing and strategy docs one-pagers and things like that, and | think that actually had a
big impact on my newsletter success is learning just to strip down as much as you can and anything that
isn't necessary. So, there's a couple things that I'll share real quick. One is there's this book | read called
On Writing Well, that is one of the most impactful books for writing for me, and the whole book is like, |
don't know, 20 chapters and every chapter is more things you should cut from your writing and they
show all these examples of like, here's a before and here's an after.

(00:14:18): And all these words were cut and nothing changed. They're completely necessary. So, | think
that book can help and partly it's just like what is not necessary? You think all these adjectives are
important. Another thing | found really helpful is the rule of thirds, | guess the rule of three, of just always
having three. Try not to go beyond three when you're giving strategy bets or priorities or things like that.
Just try to keep things under three.



AR ERIE:

ERIRIER, BT HINLAHE. BRRER, MEARESLS, BAR, REE—ULEHRNAES
B, ERBESCEFEB T RIFHITE . FINNIXITEHRE Newsletter IEINERAE I —F = RAJgEHIR]
B AU ENRE, RREDERR: F—, FRI—FKWY (EXW: KEE) (On Writing Well, L8R
Bt < ERERZHENE) BB, ENAEEEMER. 2PAL20E, S—EHEHMNIZMSERRIESA,
HERTREHN “EBokE” M “BiE" Xt

(00:14:18): M= T AR A %1, BRIM—RKE. PERTERER. FIURRFREBRERED, BILRE

. HABRUEN? RARRSHRELFRAREE, HXFA. F—HRESREZPHER =R
(Rule of Three)” . 7EIRHIREEMET ML, REREBI=1,

[00:14:44] Maggie Crowley
English:

Yeah, it's a very sort of business school ex-consultant point of view that | do agree with and share, which
is there's always three things or fewer, never more than three things. You have to have a nice round
couple and if you have a fourth, you've got to figure out how to squish it in there because it just doesn't
look right if there's four.

AR ERIE:

B0, XR—MIFEREYN “BFRE/MAEZEER MR, RIFEFIUNE. XZERBEZHFHED, ERBEI=
o RFEM—METNAS, NRMFEENGE, MMSENECEEHT=ZHE, BANRENY, HEX
A Eo

[00:15:02] Lenny

English:

Agree. Yeah, even though I've been guilty of more than three, try hard to avoid it.
R EE:

BEE. BARBBIRIEL=HNE, BEREEER,

[00:15:07] Maggie Crowley
English:

Yeah, you're using notion and you have your three bullets expanding and there's sub bullets, but at least
you have that top line.

AR ERIE:
RS, BRARIEA Notion, BAB=NAIRE, TETREERANFITE, BEEVRINEEREXE=SR.

[00:15:13] Lenny
English:

That's right. The other thing is | think that there's just a focus you need to get good at just like, people
often want to lump together a bunch of ideas and then every time you do that it just dilutes everything.



So, | think there's just a lot of power and pick the thing, pick the thing that's going to have the most

impact and cut other stuff that may have some impact but is much less important.
FRERIE:

Rit. A—MHERMTEEK "BE . MIEERIEHREEE—E, E8RXFMBHRER. i
B, EEBHE —BHEEMARANE, FREEMRANEREMELIPLARENE, XHPRESEEX
HAE,

[00:15:31] Maggie Crowley
English:

| think again, simplification is something and prioritization, which is sort of the same thing, gets tossed
around a lot as a thing you have to get good at, but it's really challenging. Getting to the one thing you
should do is extremely difficult and being able and having the gumption to say no to all those other
things is really hard, because there's probably at any given time, 10 things you should do, but you can't
do 10 things, you'll never be successful if you do that in a number of things. And so you have to pick one.

(00:15:59): And so it's both figuring out how to get confident in your decision and then B, having the
willingness, and maybe | should have added this to my what makes great PMs list, the willingness to
make the bet and be responsible for it. And that's what | think separates the PM role from a lot of other
roles and why it's such a challenging job when done right is because you have to be willing to take
responsibility and it's your job to pick the thing and it's your job to be accountable to your team for
picking the thing so you better get it right.

AR ERIE:

HERGRE, BUMRAELRHF (HER—DFE) SERIAFLNZENREETED, BEFRIERENR
o IREBBHF “ME—ZMEVE" *&EIX’E, MABELHMIEEEIEE (Gumption) EEXE LM, AN
EEMAESR, AJREERA 10 FERMR “Nix” 8By, BIRFEERRME 10 4F, SURKIEFZMI. RAFIE

"o

(00:15:59): FRAXBEMAE: —RNANBSHREFERLD; —8 (BIFRZBEMAFBK PMESEE)
BE “TF HAhZE. WAAXRE PM BESHMABHKAFRE, BREAMAXMRUINKRHEES
SN BB — R AIRBIUERARIERME, T ARIMRIERE, WHAMATZHEEIRMIRSE, FRUR&IFE
Xo

[00:16:32] Lenny
English:

Ownership such an important part of just being a PM. Again, coming back to this interview | just did with
an ex Amazon guy, that's one of their principles at Amazon is just leaders, basically ownership, feeling like
you have ownership of what you're working on.

AR ERIE:

“EAHRIR (Ownership)” 27 PM EEEEH—E7. XiLFHEERNMBIHI—DKA, HAZHLS
BRT, TOBHNERERNZ—MEMNTS, BB LMRZ Ownership, BEGEIRITE SFHBEIEBABEREN.

[00:16:46] Maggie Crowley
English:



| agree, but to me at least the word ownership doesn't have the same oh shit feeling as you're making a
bet. You make a bet, that means you know that there's a chance that the thing you're working on is not
going to work out and you still have to be the one to do the thing, jump off the ledge, drop in on the ski
run. So, ownership to me never signaled that risk that | think comes with being a PM.

FRCERIR:

HEE, EXFHEKR, “Ownership” XMEARE “Tix (Makingabet)” M “IR, FEE” BIRKR. TF
EREMRMEREEMBNERERMEATEE, BRMABTZBIDFHA, BTERE, A TIE. AL,
“Ownership” 3R MAREIMETINS PM B &FF B HEIARM XL,

[00:17:10] Lenny
English:

Good point. On the simplify concept, it reminds me at Airbnb, one of the core values at Airbnb for time
was simplify. Is this idea that we should always try to be simplifying, and then it turned out the founders
realized we're not actually great at this and it's unfair for us to say this is a value for not doing it. So, they
actually cut it as a core value because their feeling was we shouldn't have aspirational values, we should
reflect who we actually are, and they actually cut two different values to be more clear, even though they
still want to simplify, they're just like, we're not actually good at this, so why are we pretending like we

are.
AR ERIE:

RAEEE, XFENL, XLHREE Airbnb, Airbnb BE —EBREFERZONERLZE “BE (Simplify)” o
MEESRM AL ZHE K, EERIBATIRIFEMNAEHNMERX T, WRRIMTLHEIAEETINNE
M, WBEARFH. FIUMBIHBE MZONMENRFEIET, RAMIIREFINZE BRIV BNEMR, M
BRRIFANELEFR. AT EEM, KR LERET RN RRNMER. REMIMNARE L, B]%E
T "BNEIHAFEBRXD, ATABEREERE? ~

[00:17:54] Maggie Crowley
English:

I think maybe I'm good at it on paper, but there's been many times where I've been in situations where
things are not simple and you just have to keep fighting for it.

FRCERIR:
RESRUTFERAE LRERKEL, BREMEERELIFZIFEEESR, MBTNTHHZES,

[00:18:12] Lenny
English:

Someone's trying to think about, okay, | want to become better as a PM and I'm going to try to start
simplifying. What are examples of simplifying? Is it reduce your email length? Is it one pager focus? What
are these buckets of things? And then also if there's an example of something you've simplified that

comes to mind

AR ERIE:



MRBAFEE: “HEANEF PM, HEARZEENK.” BABUNERFFEMRLE? BEEMARKE?
EREBEBIUTR? AWMLERR? FIb, RNETREESEMREMITABNREGF?

[00:18:12] Maggie Crowley
English:

On what to simplify and more specifics, | would say anything can be simplified and shortened. Maybe
another way to say shorten it. Definitely emails. | read them sometimes don't love them. Make them
short. The Minto principle is something that | would recommend everyone do, which is put the headline,

the full conclusion first and then you're supporting argument second.
(00:18:41): [Lenny mentions Minto Pyramid principle post]

(00:18:42): Yes, everyone should do that. A lot of new PMs fall into the trap of thinking that they should
have some sort of buildup. Don't do that. Just tell me whatever the thing is, everyone will thank you.
Doing things like that, things like you said, limiting your strategy docs, your conclusions, your next steps
to three things maximum. | would generally say a rule of thumb would be pretty much every doc you
write, you can delete the first two paragraphs that you've written. You don't need them. My dad, again, to
go back to my dad when | would write, and this sounds cruel, but | promise it wasn't. When | would write
a paper for school, he would just, and this is we didn't really have computers, whatever, he would just
take away the first page and he'd be like, just start here. He would go, "Everything on the first page is
crapola, don't useit."

(00:19:30): And he wouldn't even read it, which would drive me crazy. He would just like, "Oh, it's crap. |
don't care about that." So, | would do that and then just get other people, there's probably somebody
around you that's good and find people to edit your work and to look at it. | have a little Slack workspace
that has three people in it, me and two other women who are product leaders, and we oftentimes send
each other our work still and we say, "Hey, I'm struggling with this. Can you read it? Help me make it
simpler. Can you help me fix this up?" And we do that for each other. So, find a peer maybe who's in a
non-competitive space who can do that for you. | mean I still use those people to help me.

AR ERIE:

XFEUNEERS, RS EARAE T URENNIERE. FEBITES —MiiiE, LI EFEERF, Tk
HEENHAERKRERIL. TR, HENSMARFES “BHRE (Minto Principle, BIEFERE)” ,
WRMRBRVARENEL, ARBRIFFLER.

(00:18:41): [Lenny 1REIMthE—RBX T &£ FERIENXE]

(00:18:42): By, AKEZXAM. REH PM ZtE#H—NEH, TENZTMBE. 5B, ERSIFRE
B, AREREHMRN, TEGRMRWRHN, BRI, &it. T—PIHRIREIERSZ=0. REEE 2%
AN NFMENS—HXE, (REAIURERRE. MIREFFEC]. BREKRE, REFRICXE,
= (XIFEREHER, BRFEIIFE) BEEEEFE TR “MXILARE.” tsit: “G—2EEE, 7
Fo”

(00:19:30): thEEIREARE, XitFHIMIE, . “M8, BBHIK, FHAEF.” FIUREVREXAM, A
[EHANAT R RBOEEBFENIAN, HMNIEMEE. Efl. HE—N)E Slack TEX, EERE=1
A BNBIHINRULMEFRASE. RNATELEERRELTERS, H: TR, REXGFLRAUL, R
REBRIG? FEIMEU—T, HEHER—T." HNEAEER, PR, H— AR TIERSFTUHBRITHRE R,
HEIMERE X E AT

[00:20:10] Lenny



English:

That is extremely cool. Can you talk more about this group that you have?
FEiE:

XAEET o (RBEZHPEMRX VAT ?

[00:20:15] Maggie Crowley
English:

Yeah, | don't know if it's a group. It's like three friends. Shout out Alexa and Daphne. Yeah, | mean the
three of us all worked together when we were at Drift. We've stayed in touch and I've just found that in
order to be good at your job continuously, you need people who can help give you feedback, and the
more senior you get, the harder that is. And so having people who can give you another point of view who
maybe you can vent to if it's not appropriate as a leader who can give you other experiences that they're
going through has been incredibly valuable. And so we just have a little group chat that is focused on
product.

AR ERIE:

=0, BFRHEXERE—" “NA” , BRE="THK. [ Alexa #1 Daphne &, Fi1=7E Drift £
do BIM—BEFREEKR, RAMATEIFEMFLIE, REERLMRIGNA, MEMRRUES, RERBER
M, FrLL, HBERHEAEMA. BILFERAERFALERIF. R ZEMIETEHNEMEZINH
A, BIEBERN. FRUENE—NEFF=RBVNEET,

[00:20:49] Lenny
English:

That is so cool. Is there a tip you could share for someone that wants to create something like this? Is it
important for you to have worked with them before? Is Slack a good way to communicate? Anything there
that's just like, oh yeah, here's a cool tip.

FRCERIR:

AET . WFEZIIXMNARNA, (FEFARNE? UaiHEIEED? Slack @M FREEANG? BRE
fta “BEI5” ?

[00:21:00] Maggie Crowley
English:

Slack just worked for us where we are during the day, and | think having easy access to it was important.
You could probably use WhatsApp or a literal group text. There are small community, there's one, |
worked in healthcare for a year and a bit, and there's a Slack community that somebody organized for
heads of products and healthcare startups that is similar to those really, really powerful and a really great
space to be in. And so you just have to kind of suss out where these things are. You work with amazing
people and there's people around you who are going to become your friends, and so keep an eye out for
them and keep in touch with them when you leave a job because you never know when they might

become your little Slack workspace.

AR ERIE:



Slack ¥ EHNVREE, ERAFENBREBER, FENESFREE, (RtUeTLUE WhatsApp B BHiZ A EE8
g, ®E—L)WHX, thINBREEETTLIETI—F%, BARNETHEATNTRHFZALART—
Slack #tX, EERKA, B MEENTIE, FIUREEAEXLR R, MRMBELZMBNARE, RIFIAMAT
RE=R AR, FMUEBRM], BREUEREERR, EAMRKEARETARMEMITSE A IRAB N
I\BY Slack TAEX ks

[00:21:39] Lenny
English:

Oh, I love it. Okay, I'm glad we talked on that. Okay, back on track. The second bucket you described as
following up on results, is it just do that. Is there anything more you can add there?

FRCERIR:

KiET. 3, OFIEH, RRINE-NEIZ “BHASER" , EFERR LY “EM 13? EEHAFE
HYng?

[00:21:49] Maggie Crowley
English:

| put reminders in my calendar. | mean, yeah, it's just do that. But if you're launching a product, usually
you release something and you have that initial push of a couple of weeks where you're finding bugs and
you're maybe you're pulling metrics and everyone remembers it, then | would remember two weeks after
that, a month after that, six months after that, put a reminder in your calendar to check your dashboard
or check the metrics or check whatever it is that you were doing, and you won't forget and then share
them with whoever might care about it. And it's as simple as that.

FROCERIR:

HEFEHENRE. HNEER, B, MEFM. BURMRAH—1rm, BERMENLILAMRIITE
% Bug. HIIEMR, AREEHIE/XMF. ERILEFEMALG. — AR, ¥&E, EARERMEEENSE
ERE, HENEREN, HELERIRFNERS. IFFMART, ARBERDZLATEXOBA. 5
XA R

[00:22:20] Lenny
English:

And is the reason this is one of the three things you think are most consistent across great PMs, that it
helps your manager see you like, wow, Maggie's so on top of everything, or is it more that you learn from
that experience and drive more impact or is it both?

FRZERIE:

RANXZHEA PM B EE—BN=F2—, ERAXEILRVZIERS “IE, Maggie 22T 1" , &=
ENIREEMZIRFFIH=EETARIN? TEMEFRE?

[00:22:36] Maggie Crowley

English:



It's definitely both. I'm not going to pretend like if you're just great at your job quietly that you're going to
get what you want. Just if you're toiling in the background, doing a great job getting results. If you have a
great manager, maybe you'll be successful. Great managers are few and far between, and | am of the
opinion that | never wanted to rely on someone else to get what | wanted. And so | would always make
sure to share that, always make sure to share my progress because | didn't want to leave it up to chance
that someone would notice. So, | would suggest doing it for both reasons. And that's one of those things
that people want to pretend that everything's perfect and we're all great and we're always going to get
what we want and always going to get that promotion, but you have to work for it.

AR ERIE:

HIEMERE. HAREIBMABMIBTEHFMERIEREN, IRFRRARERAELET, EH
THER, MRIRHTSE MERREZE, WiIFRam. EFEANEERERA, RONRE, IMFERKE
AARREHRBBHARE. FIUAKESRHRIZER, BERIZRNHE, EAETEE “WATEE” XM
FRAET[. MUBRENETFXRNREEM. AMISBRE—HRTE, RITHBRMLS, SEEIEEN
B, BRGNS,

[00:23:22] Lenny
English:

| love that point. It reminds me what | find one of the most important traits of a great product manager is
they create this aura that they've got this, they put something on their plate and they're not going to drop
it, that the threads are not going to be forgotten. And this connects to me there. They feel like Maggie's
going to tell me what happened with this experiment. | don't have to think about it as a manager.

FROCERIR:

BRENX—R. XiLFEARE, HIANFEKRPMREENFRZ-—EMEEEL—M “—IREEE" NS
7. NEFT—6F, MAZLEEE]LE, BASTIEEMLR, XMERABH—F: (FHZE, HRE
1S Maggie HIFHRXNERMVER, HAFEERD.

[00:23:45] Maggie Crowley
English:

Yeah, that's a really good point. And then you mentioned this a little bit ago, the side benefit is that you
learn more. You will go back and learn why something happened or why it didn't happen, and the more
that you follow up on what you've been doing and the more you learn, the better you get every time you
ship something. To me, the other answer of what makes a great PM is family shipped a lot of stuff. The
more you ship, the more you learn. And that's why it can take years to build up expertise because you just
have to ship a lot of stuff.

AR ERIE:

2, FEFEE, MAMRNAHERERET, BIFARMFRTES, (RREAEMRAHTARAERET, X
ENffarkE, RRERFHS, FENMES, SRRGT RS EEER. WHEKYR, HEHKPME
S—MRERMNATIRERAE. XHFHS, FEEZ, IMBNTARLTLNIRFRZRSZE, R
BRI AREN R,

[00:24:19] Lenny



English:

There's a lot of people that are always frustrated. They're not getting promoted quickly enough as a PM.
They're not moving off the ladder like, oh my god, I've been a PM for two years. I'm not a senior PM yet.
Can you speak more to just that thought and just how long it takes to get actually good? | guess I'll share
briefly in my experience, it took me four years to actually know what the hell | was doing as a PM and then
things started to really take off. What's your experience?

FRCERIR:

REASEREIER, HRENPMEARBR, IIZH: “XW, HELKMTREPM T, &I EFR
PM.” fREEMENIXMAEND? BIRFESATEEERFMS? HERNE—TRNZN: KT WOEEL
HIERBREN PM BIRETW, RS LA BEIEFIEE . REZHTE?

[00:24:40] Maggie Crowley
English:

I would say similarly, it took a lot of years to feel confident that | knew what | was doing. My first PM job
was a product management rotation job at TripAdvisor. | had no PM background. It was after business
school and | left those two years thinking, yeah, I've worked on four different teams over the two years.
I've shipped all this stuff, I'm good. Went to a startup, there was another product person there, they left
and | was the only product person at the startup. And | realized really quickly, | had no idea what | was
doing. I had no one to learn from. | had only had two years of experience and | was not ready for that job. |
didn't feel confident in the decisions | was making. That's why | joined Drift is because that team had all
these really incredible product thinkers on it and they were shipping all sorts of stuff. They had all this
momentum and | thought, okay, that's where I'm going to go to learn.

(00:25:29): And so then two more years. So, that's five years until | really felt like | knew what | was doing.
And that's because it takes a long time to ship stuff. And so to people who want to progress, you can
progress by job hopping, you can progress by going in and out of startups. But to me staying at that,
when | was at Drip, | was there for almost four years. | got to see two or three cycles of the same product
and | learned more from that than | did out of the year or so | spent doing other things each at a time
because you got to see the consequences of your decisions and that's rare. And people, myself included,
of course you want to get promoted, of course you want to move up. I'm ambitious. Lots of people are
ambitious, but for better or for worse, spending the time is really helpful and | think allowed me to move
faster later because I had just spent the time grinding it out for a while in order to be better later.

AR ERIE:

HRBEFRZ, RTRSEARIEFEONERSEMT 2. HHFE— PM IIEZE TripAdvisor B9/~ mEIEE
Mo FgB PMER, BEBHFREIENE. MERKBANR: “HWENNFRNENMNIEL, BT
LEZFRA, HREZT.” ARRET—RVNEIRQE, BELKEES—=mAR, BMET, TATHE-H
PM, FRRFIRE, HRAEFMEEHSEMMT 4. WKEATUES), HRARFLY, RODESFHER
M IfF. RMECHRERERED. XMBAMTATEFRMAT Drift, RABITENERZSARTBNB~RE
R, MITAHETARE, HKRY, TE: W, BEREREFINMSG”

(00:25:29): ARNI THF, FIU—HREEF, HAEERETRENTT . XEENLZGARAZTERREKIE Xt
FHARLEBEZHDIA, MELUBIBMEREF, ATLUBITHBICIQBREF. EXFFKR, 7E Drift F 7R
MENLEHIFEER. HEHTR—NTR2BR=1TEH, IMNFEIFNHZASFR—FEHFINE
213%, AAFEBIIERAENER, XRFEM. BFERERN, ARIASEEH, BELE, HEFO,
RZAEBEF L. BEREF, RNEIUERIFEEEN, HINNXIULREREFER, RALEEEE
&, NTLURER[ES.



[00:26:31] Lenny
English:

So, is that advice you often give of go deep into a company or a product versus just bounce and track a
bunch of different companies or depends?

AR ERIE:

FRUMREBAEINENE “RAA—RATHA—TTm" , MAR “EREQBZEBRRE" 153? E2RMAE
TRE?

[00:26:39] Maggie Crowley
English:

It depends. There are lots of really good reasons to bounce. I've done it, many people have done it, but |
was surprised at how much | value that experience of having stuck around for a while and how much |
learned from it was something | hadn't expected going into it, especially because you don't hear that
point of view as much or as | wasn't hearing that point of view as much when | was thinking about the
sort of arc of my career, but I'm glad that | did it. And then of course people always want to get promoted,
always ask that question and my answer is always create impact and that can take time.

FRCERIR:

MIERME. BERRZIELER, T, REAMBT, ERFRFTREAMLESERE “F 7K
8”7 BYEM, MRFIEINREBE TR, 1552FE A SRR A ELZR, NEREXFHRS,
BRREMFAXAMT . HA, AMEBEREH, SRXNEE, MEHEEKTZ: SIERRI, MXFEHN
8o

[00:27:16] Lenny
English:

At my first job, | was there for nine years and then | started a company for a year and a half and then we
sold to Airbnb, and then | was at Airbnb for seven years. So, I'm very much on that train of just, not that |
intended for that to happen, but I definitely went deep and I think there's pros and cons, but there's so
many pros to that, so many reasons. Okay. Let's talk about the last part, which is the third point you
made, which is carrying the water, | think is how you described it.

FRZERIE:

BNE—MIEFTAE, REENNLT—F¥, ATSELT Airbnb, BFERTE Airbnb 7 tFE. FRUFKIEE
INAXMAR. BERRRZIEANZ, BERALRIMT. HIAAXEFEE, BFKTFE. 7, iRNDRE
—&R9y, HERRIMREINE =4 “BtK (Carrying the water)” o

[00:27:42] Maggie Crowley
English:

Yeah. This one, there's no tips and tricks. It's just do the work. If you ever find yourself saying something
like, that's not my job, that's probably a thing you should do. And you know what? It probably isn't your
job and it probably is someone else's job and you can spend your life getting frustrated at that or you can



just get over and get the work done. And people who are willing to just get the work done will move
faster, their products will be more successful and they probably aren't carrying around all that anger and
crappy emotion.

(00:28:17): Because we touched on this earlier as a PM for better or for worse, and maybe this is not how
we all want it to be, but you're oftentimes the emotional center of the team and it's your job to keep
people motivated, keep people excited, keep them bought into the project, and you just have to keep that
optimism going. And it's hard work. It's really hard work to stay positive and to keep people amped for
that thing. And part of it can be just like, you know what? Let me take that on. Let me grab that, whatever.
I'll do this thing. I'll hop on this sales call, I'll implement this with the customer. You just have to do
whatever it takes.

AR ERIE:

B, X—mRTAMR, MR “EFE . MRFRIMESH “BABENIME , IBAIEMEIRIZMAT,
mERAMER? ARHFSLATEFZIREE, WMEEANARE, MAU—FFALES, HERIUERILET
o BREEERTENAZBREER, tIN~RzERY, MAMITAIERSHERI B

(00:28:17): FAKAIZEIiREIS, FA PM, FTiLtrif, REERHEMBBRERF O, REVIRREILLARRIFEH
. HKEFHINEBB, RBIEFBHER. XBEES, ®RERRFILRARAZFEEENRE, HPh—&5
L. IRAIEMS? IEFRAEIL, HRBE. HSMXNHEERE, RKREFALE” MOARE—IR

o

[00:28:55] Lenny
English:

It reminds me of one of your lessons that you shared, in one of your podcast episodes. It was one of your
PM lessons of 2021, and the lesson was, when in doubt it's your job as a PM, which | think relates very
much to which it just shared. Can you speak to that?

FROCERIR:

it FBEMREBREEDEIN—1ME). BBEMR 2021 FHPMEIZz—, ABZ: “WMHER, BRESIRIE
79 PM BYERT.” S XFMIRRIA D ERIIEEER. IREEKIXID?

[00:29:12] Maggie Crowley
English:

It might actually make sense to put this in the context of the other roles that are part of the team. So, as
an engineer, your job is to write the code to really reduce this down and build the thing and make it work
to spec. As a designer, maybe your job is to design the thing, design the solution, design the user
experience. Obviously there's lots more complexity in that role. Design your amazing engineering, your
amazing TLDR, caveat, whatever. But as a PM, you don't have that thing, right?

(00:29:41): It's not like, oh, my job is just to write the one-pager. That's not true. Your job isn't just to pick
the problem. Your job is to deliver a business result. And so you're uniquely positioned to have to fill in all
the gaps because no one else is incentivized to do that. As an engineer, you can finish your work and
hand it off and say, | did it, and the good ones care, but you don't have to care. As a PM, you're not going
to do your job unless that problem gets solved for the customer or the user at the end of the day. And so
your job is to make sure everything happens for that product.

FROCERIR:



EXMRERNEMABHNER TEARERER X FATREIN, MBNRREEAE, BRASHRAFTEM
B fEAIRIIN, RIVERRRIRIH M. KA R ’RITAFAFRE, S, XEAaLERZSERM. BFA
PM, fR&BEHM “BIABF=HY" , XHIE?

(00:29:41): A2 “B, BRNITERREMERAXHE" . FEXFH, RELIEMAXERERR, REY
RRERMISFER. A, FAF—IRENUE, YIEHAENTA, BASEEMATHHEHX
£, FRIRIM, RANSERIEABER, ARH “BHET” . AFNIRMEXOES, BRHREIEX
DARH, MEAPM, BRIFRBRANTFHABFRBRT, SNRMARETHT TIF. FrLURIERS MR m
MR B —IEBREIRF) & o

[00:30:17] Lenny
English:

It reminds me of another interview you did where you talked about how a lot of the PM job sucks. It's not
as glamorous as people often think, and most of the job is these really boring, annoying things. | guess, is
there anything you want to add there of just a lot of people want to get into PM, they're like, oh, I'm going
to run the show. It's going to be so great. I'm going to be a product manager and tell people what to do.
But that's not how it is.

AR ERIE:

HiLBBRFES —RRKIAFREIN, PM RS TEELRER. ERBRANERNBAERW, K0T
FEREXLEIFETH. MANER, REABHX—1T, BT "B, RBEEELRR, XET, RBEIT-REE
EEAIATE o BESEHIEMILL,

[00:30:41] Maggie Crowley
English:

It's just one of those things that people, and when | joined product, it was just sort of becoming a cool
job. It wasn't the hot job on campus when | was in business school. That was more private equity, venture
capital. And now there's a sense of cachet around it. But again, it comes back to that earlier point, which
is you do get to do cool stuff. You get to decide what gets built. That's cool. You have a lot of ownership
like we talked about. You could see it as you have a lot of power, but at the same time you're responsible.

(00:31:12): And so with that comes this responsibility to get it right, to make the right bets, ship the right
products, get them out the door. And so there's a lot of bullshit work you have to do. Again, project
management is one everyone hates on. QA is a really good one. You should QA your products. That's great
if you have a QA team, you should QA them. You should know how they work. You should implement with
your customers, you should be able to sell them, you should be able to find users. All that stuff is stuff
that you should be able to do, and none of it is above you.

RS ERIF:

UIFENTZ RIS, EANRNFBRTE— B R, REBFERN, REESRANTESASERNFR
IR, METCH T M. BEiFREIR, (RESSAEM—LEME, thilREEET4. XEE, (RAER
ARFFER, RAUEEEEREEREANNS, ERE{FHEBE ST,

(00:31:12): FEZ MR ZHFERMX. TiE. KRN RIFECIETENRT. FIUEREZSBIENKSE

(Bullshit work) Zffl, TEEERRARIMITRI—I, QA (REMRIE/NX) HE—MREFNFIF. RNIZ
EBENIRE =M. BMERE QARIBA, fRENIZFEBM, (REIZAEE(TREATIEN. REIZMNEF—ERX



e, fRRIZAESEL ™, RN IZEEIREIAF . FREXEEEMNIZEMNE, KEWER “SA—F MARB
FHEY.

[00:31:42] Lenny
English:

If someone is listening and they're not a PM and they are not convinced to not get into product manager,
they still want to become a PM, what is your best advice for selling that is trying to get into product
management of how to actually break into product management?

AR ERIE:

MRBANER, MIEERZ PM, MERTXEWLENR, E2EE PM. BAXNTFIMHEEHANTRERE
g, RERGFBVEINENA?

[00:31:55] Maggie Crowley
English:

| thought about this one a lot and | consulted the Slack workspace team. Because it's been a long time
since I've tried to get into product. And so | didn't know what was going on these days because it's hard
and | don't know if things have changed. | went to business school and that's how | got in. There was a
program that took MBA students. | think there are some entry-level programs out there, big tech
companies, if you can get them, | think they're really hard to get because they're very few and far
between. And so the most common two paths that I've seen are people who switched laterally within a
company. Again, challenging but can be done. Or people who joined startups. So, when | was at my last
startup, | did hire someone who was coming out of business school who hadn't been into product into a
PM role. And | can't say I wouldn't do it because it was awesome and she was amazing, but it takes a lot of
work.

(00:32:49): The reason why people don't do it is because as a manager, it takes a lot of work because
there's so much that these people need to learn. And what we ended up doing is she and | spent four
months working together in a WeWork in person to help her onboard really quickly into the role, which
was so rewarding. And | loved every second of it, and | wish | could do that again and again and again. But
to get that, she basically just hounded me. Christina, if you're listening, you emailed me a lot. We talked a
lot and we waited until the time was right and then you finally convinced me to do it. So, | don't know. |
don't if there's a reliable path that | can say this is what my advice would be other than try a startup

network. See what you can do.
R EIE:

BREBETRHRA, BEBT IR Slack N, RARBLBARER “HN ~mBET, FRERETIRUME.
HEBIEFRHEN, SNE-—MRKMBAZENTRIE. ARKATE-ENTLIEB (APM), B
gk, Riedt. HAIHNRELNNRFRIEZ: —BRELRDARNEN, RAERMERTT;, Z2MADLIQ
Blo ZEL—RVEIREFN, WHLBEI—TRIMEFREL. ZEI~mB PM. HARERZURTIZXAM,
EABREDRE, IFEHE, EXFERAKRER.

(00:32:49): ZKIE(IFAREBMANRRRFTALXRERT, MAEBEZNARAKRZ., HEEMUE WeWork EXEH
ETENE, BRREF, BELHIEBERNE, BREZEHPNE T, BFEHE—BX—BMXEF
. BATEIBM=, ERXE—HE “BE" FH. Christina, WRIRER, (RENEBHRE T RZHRMHE
BNWMTRZ, ERNNVKRA, FEFHKRTH. FIl, RRMEREEFA “OIF WKRE, BT ER406
REL BILABX, BERREMLEMA,



[00:33:33] Lenny
English:

And you've made up this point elsewhere, which | think is an additional key piece is once you have a PM
title on your resume, everything gets easier. As a hiring manager, I'm just like, | look at a resume like, oh,
they've never been a PM. This isn't the role. It's rarely that someone wants someone that's never been a
PM.

FRCERIR:

RIEFIMBIREIE—5, EREXER—1NXE: —BMRNERLET “TREFE” XNk4, —UHaTi
B5. ERIBERKE, HRED—HEH, MRLEESE “MERHE PM” , BMSREXAEE, RUVEARE
B—MRMEZ PM B A

[00:33:51] Maggie Crowley
English:

Yeah. And | tell people, | do unsurprisingly talk to lots of people who either are in product or want to be in
product. And that's one of the things | always tell them because if they're deciding between roles and
they have an opportunity to do something, and my advice is always, if you can get someone to stamp you
with the product manager role, take it. Because to your point, it's what we screen on. It's for better or for
worse, it's just like you have to get that first job. And then once you get that first job, it all gets easier. You
can get in and then you can talk about your experience because then the second question | have is, what
have you shipped? So, it's like, have you been at PM before? What have you shipped? And it's fascinating
how quickly people can't answer that question. And the people who can are always several steps ahead
of the people.

FRCERIR:

. HEFMALEM™mIEH~™mIANR, RE2SIFMN: MREE/LNRUEINE, mEHR—
RERfRE L “TmEE” BB, ML, ENENRER, XMEHRIHENITE TIeFR, MOMEE
F—MIk. —BETE—N, GEAREST. #EZE, MMAILKLEMIZRT. RAKE - NREE
B ‘RHEIAA? 7 XREE, REAZFLER. MBPLEZTLERBOAN, SZ2LEHIAFTLFLT,.

[00:34:36] Lenny
English:

Let's shift topics and talk about product strategy. Many people are told you need to get better product
strategy. You're not great at strategy. A lot of people are also just confused, what is strategy? How do | get
better at strategy? How do we describe a strategy? And you have a really great explanation and overview
of how to think about this stuff. So, I'd love to hear your take on just how do you actually write out and
describe a strategy.

AR ERIE:

IR HENER, I~ 2R, REARSGH REBRRSTmRREEN" HE “MAERRE . REA
BREZK: FARKRE? RZMARS? FMDZMAHRARE? MNXEREE -—EFEFNERNEZE
2R, BRBIRIAREVEE: BIRZMNAES H—DH R — (0 REE?



[00:35:04] Maggie Crowley
English:

Sure, yeah. And another thing that happens, and I'll give the outline, but another thing | hear, especially
as you get further in your career, and unfortunately if you're maybe an underrepresented person in tech,
is that you need to be more strategic. And so that's feedback that almost always happens, especially if
you're a woman in product, in tech who's knocking at the door of a leadership role. You've probably
gotten that feedback. And so | made it my mission to figure out what the heck is this thing? How do | do
it? How can | do it in a way that is demonstrable so that I'm never getting that feedback that's like, oh,
she's not strategic. And so what | did was something that | kind of did in the background because | had an
engineer who | worked with who really wanted to understand why we were doing what we were doing,
and he was not satisfied with sort of a surface level answer.

(00:35:57): And he was just pushing and pushing and pushing. And so what | did was | just wrote out a
Google doc and | started with like, okay, and not fancy, these are just bullets. What is the mission? What is
the point of the company? What are our goals? Maybe we have some sort of high level framing of what
we're working on. And then | had this big section that was just the landscape. And in that section | put in
what's going on with our business? What's happening with our products? What's our point of view on the
market? Who are our competitors? A SWOT analysis, key risks that we might be facing. Just dump that all
on paper. Then what are the current quarters business goals or however you do planning, what are the
current things that your company's working on? Then | put in, all right, that's sort of the context that

we're operating in.

(00:36:44): Then | wanted to understand where are we. So what is an honest accounting of the current
state of your product, the business overall, and then the specific area that you're working in. What works,
what doesn't work? What are your customers saying? Bottoms up feedback, users, customers, teams,
what are your support tickets? Get that all out on paper. And then really importantly, where are your
technical hurdles? What are the big pieces of tech debt? What are your engineering and technical teams
always harping on that they want to invest in? Are there some big things coming down the pipe that you
need to think about? Just get everything on paper. And then usually in the process of writing all that
down, you'll start to see, okay, | kind of get where we are. | kind of get what the challenge is. And then you
write a section that's like, what's the opportunity?

(00:37:34): From all of that, what's going to bubble up as the top one or two opportunities for your team?
Where do you want to play? Where can you win? Where's the unique? Based on your unique competitive
advantage, where do you think you all should be and why? And then based on that opportunity, what are
the challenges? So, what's going to be the hardest about taking advantage of that? What has to be,
another way to frame it is what has to be true about the world for that to work? That's a one that's been
helpful. And then what would you do? Take a swing at writing down your solution, what you would need
to build, how might it work? Anything that you have, this is where | would say three bullets, maybe what
you might want to do and then a plan. If no one else had an opinion, how would you go about it?

(00:38:26): How would you sequence it? What would you do? How might you get the team to work on it?
What would your team have to look like? How much would it cost to do it? All that you can start to layer in
all that kind of stuff. And then | just share the doc. Share it with everybody. There should not be any
secret. And you should be able to walk all the way from your company's mission down to the individual
priority on your team and see the logic chain and why you got there. And if anyone doesn't agree with it,
they can call out where their disagreement lands in that landscape. But at least then you've put
everything on paper, you understand how you got to where you're going, and then you can have an
argument about the different pieces and points of data and feedback that you're getting, but at least



people understand how you got where you got. And then it doesn't become like, | don't agree with you. It

becomes, | don't agree with this point.
R EIE:

A RRE—PAN. EFALN, BEMRVEENRR, (MEERNE “REEEFHBRIRE" X
Ri5. AENRZ, WRIMBEHXERDEEHE, tbilZlE, SIRBAASEARIN, LFLSFEXMR 5.
FRUARIEIRER “XEREMHAR" SEHMGESR, RZEAM? HIZMAU—MeHERR AR, XK
MBEARINE “MeEMIRIRE XN T?

(00:35:57): HYNHBMN—UTRRMIEZBMERITATAEX LAY, MRHERTRAZR. th—EEER,
FREE T —19 Google X1, FEM, 225k, B Fm (Mission) BFA4? REMNEXNERA? &
MNBEFRRHA? BITEEMNEENEREREFA? EE2—AET: MIREM (Landscape) . EX
BRET: BN SKRRMME? B RIVRIMA? HINMHHNEERHA? RITNREENF2HE? 8
— SWOT 934, FIHFENTTEEAEIGHXEXI, IEXLELHBEER L, RE2: UZENIVESBEIR2MT
A7 FEFNABDRWMAMMRIA, EFEEEEWLSR? F, XMERITEENETR.

(00:36:44): #IHFEKA TR FMNEWIL? JROVF~ &, B S R IRHA SR EETHM— ML BRI
fie FABN, FAXN? BEFRERTA? BETMENRE. BF. BF. B, FTHE, 285 TR, A
FIFEEEN—=: BARMER (Technical hurdles) EHi)L? AL ERNRAR? TEMNRARA—EEE
ERENNRHA? RREAALREZERNAHE? 25 TR, BEESTXLENIREDR, MEFHREI:
“OFIE, HABFERNEWILT, LAMERSNRHTAT.” ARMRE—1TET: HlE (Opportunity) 21+
A?

(00:37:34): MEREXLEEEF, M—REMIsSBEAmME? (REEMELN? MEMEER? ETHRIMIEREN
REME, RARRNEZRTFHAME, ATA? &8, EFXMMIS, #ki (Challenges) 247 #A
XANSRMERGER)L? HERDEE: ATIUEXNFREN, EREMTEWLEZERIL? XBREE
B, &fa: MREEAM? AT TMHIRRASR, MBEEREMTA, SUfEE? XBERSA=1ER, 5T
FEME, RAEEE (Plan) . MREEATM, (REWEHRH?

(00:38:26): IREINMAIRHALLR? RRMAA? WEILEANSS#RK? RHBENFEERKTAE? HEEZ?
REIUFFRIEXLERNB A EMN. RfE, REEIEXNXIE, SZLFAEA. FRIZBERERMBE. REZEE
BMATINEF—EESIIEAN N ALEER, HEIHEPHNZIERS, NIREATEER, M1 UIEHEX
N BREW R, NS ESERE, EEMRELIB—IEE TRT, FERTIRENMERX—F
o ABRIRIAI UM ARNBIERERBRHITRIE, BEEVARARMFRNES IR, XEFCHFER ‘K
FERME , M “BAEEXTEFR .

[00:39:18] Lenny
English:

This is such a cool way of doing it. By the way, is there a template that we can point people to that has
this sort of-

FRSCERIE:
XM EREET . IR@ER—T, B&EHABIRAUIEFAAR?

[00:39:23] Maggie Crowley
English:

There's not, I've only ever done it in a loose Google doc and then it just grows and changes. | can maybe
try to write up those bullets, but it's just like | just make headers and then I just start dumping content in



it.
AR ERIE:

AR, H—HRE—MHIEB Google XIHETH), AREMAMTERME . HEFILUIAEERERER
Sk, BELBMBATING, ARFRERERS.

[00:39:36] Lenny
English:

Yes, that's all people need. If you end up creating that before this comes out, we'll throw it in the show
notes. And if not, people can just bother you on Twitter and ask Maggie, where's that template that we
talked about?

AR ERIE:

2, AXFENMEX T MRMETEREIHERT, HMMBERETENEE, WRLE, KK
LATE Twitter EIRHLOR, B): “Maggie, F(EMZAVAR-MERTERIL? *

[00:39:44] Maggie Crowley

English:

Yeah, I'm happy to write it on a piece of paper and take a photo of it and send it around.
R EE:

B, REREEEEERL, HEKBLRLAR,

[00:39:49] Lenny
English:

There you go. Just make it really grainy and an artifact. We found Maggie's template. This is awesome. So,
I've never heard of a version of this with so much depth into the landscape, and | think that's so smart
because so much of conflict and disagreement comes from you just don't have the same information or
the manager, exec or whatever doesn't think you have the information. So, if you just lean into, here's
everything that | know and here's what's happening, and if you disagree with this goal, tell me, and then
it'll change the plan.

FROCERIR:

KiF T, MIBEFESGNIEEXY—H, “BIHLBT Maggie BIRIR” o XAET. EMKRIAEBEAE “BIRK
R LHMEXAR, HESXIFFER. AARSHARMDKERTESFNN, HELE, SERFME
ENEEARE, Frl, MRMFERSL “XMERFANEN—Y), XMBETRKENE , NREFREEXD
815, 55FH, ARENZEEITI.

[00:40:17] Maggie Crowley
English:

Right.

FSCEiE:



o

[00:40:18] Lenny
English:

And yeah.

FRCEE:

=0

[00:40:18] Maggie Crowley
English:

Part of it's also that typically speaking, when you're doing a strategy, you're doing it at a higher level. So, |
don't think every product needs a strategy. Every feature doesn't need a strategy for example, you don't
need to do this if you're working on a tiny slice of a product and you have user feedback, don't
overcomplicate it, just do the stuff that makes sense. But especially as I've gotten more senior in my
career, the questions are bigger and the impact is broader and the timelines are longer. And honestly, it
was also because | wanted to get it right. | didn't want to make a bet on something and put a bunch of
resources against a problem and get it wrong. And so this was also homework that | wanted to do for
myself to know that | was going to do the right thing. For some reason, I'm always paranoid that other

people have more information or doing it better than I'm doing it.

(00:41:11): So, I was like, okay, | have to write it all down and then make sure | got it right and share it with
everyone and make sure that they agreed with me so that | didn't screw this thing up. And it just was such
a useful exercise that | kept doing it. And of course people don't read it. People only read a tiny section.
You'll run into the same problems you run in with everything else, but at least | knew that | had done the
work and if people cared to engage with it was there.

FROCERIR:

BoREME, BEISMFFIEREN, MREESEELETHN. AN T REEERE, b, 51
NEEH N EBRERE. MRFAREM— MmN —N&l7, AEBERFPRE, BHIHBEESRK, MM
Ei1T. EREERRUEA, WEEEEKR, ¥ME, HELERK, BAYR, XUERAFBEN. HF
BE—NRE L EHRAKRERR, REHNEARET. FAAXEEHNE CSHBINR, URERKZEMER
F, HFEMERER, HSBOINAZENERLEES, HEMSLRLT.

(00:41:11): FRIAZRAR:  “47MB, JIFIB—UEME TR, BRERFXNT, RAERDIZLREA, BEREMNEEHN
BiE, BREEMARBIET.” X T—MFEEANGS, FUR—ERFN. A, AMIFRRTE. i)
RiE—/EB53. MSBEMEMEBE—FDERNE, EEDHMERMTINR, MREABRNTE, KA
FATERB) Lo

[00:41:33] Lenny
English:

So, along those lines, | was going to actually ask, how long do you find this should be depending either on
the timescale, say you're doing a quarterly strategy or a year, how many pages should this doc be as any
guide?

FROCERIR:



IEXNER, AR, RFEFEIEBENTRE (LWNEERBERFERR), MESXOHNXENZEEZK? B
B ATIEHEIN?

[00:41:46] Maggie Crowley
English:

It's long. It gets real long.

R EE:

R, 2TFFEK.

[00:41:48] Lenny
English:

What is long?
FRCEIE:

K BEZA?

[00:41:53] Maggie Crowley
English:

The actual content, | end up writing a summary to go back to the Minto principle. | end up doing the
whole thing, then putting a summary at the top so that there's one, within the first, above the fold, if you
will. You can kind of get the point and the suggestion on what | think we should do or what the strategy
should be, should be customizable in that section. But it can go 20 pages just because if you really want to
get deep in a competitor or there's interesting market dynamics, interesting technological changes that
are happening. Sometimes I'm screenshotting other companies marketing websites and dumping that in
there. And that might be some interesting comments. So, it doesn't have to just be words or it can be all
kinds of different things that you might want to put in there.

FROCERIR:

KERBAHE, REERE—THE (HFIEFERE), RETRBEINHE, ARTEISR—MEE, XH7E
“BFR" (Abovethefold) FEEBEIER. XTHIANZMH ARBEEFANEBNIMER—T, EXHATEE
ZXE 20 01, ANMRMMENERNARZEENF. BBNTIHSRNEERENKAZE, ATMERZ.
ERZSBNEMATEEMNGENEREE, HMNETIE, FILER—EL2REXT, ANEEIMIREREE
HYZRPE,

[00:42:58] Lenny

English:

And you made the point that it's not like you expect people to read this whole thing. There's the summary
that gives them a conclusion and in theory if they want to really dig into it, they can. But | guess how do

you find that balance of writing everything and making it so long that no one's ever going to read it to like

this is actually going to be useful to someone and plus here's a summary.

AR ERIE:



fRIREIE, MMATEEARKRTEIXE, BELH THIE, Bt LMRMTRRE, tiTAIUER Efri
B “ETRERETSEXRKEZAR M “BRENEAER" XKER?

[00:42:58] Maggie Crowley
English:

It comes back to the reason why | write the document in the first place. And that's for me. So, it's my
homework to do my job effectively. | just make sure to share it. And | find that my, especially my
engineering and design counterparts, if you're working in a true triad, will almost always engage really
deeply on the doc because they're pretty much also on the line and they want to make sure that when

they sign their teams up to do whatever it is that they believe in the thing that you're working on.

(00:43:28): And so | find that those people will engage pretty deeply. Sometimes you'll have more junior
folks on the team that'll just be interested and they'll get really into it too. And then there's some people
that'll skim the upfront part and either say, yeah, that looks great, or You're dumb, | hate this. And okay,
sure. There's always those people. So, it never really mattered to me that people read the whole thing. It
was more | knew | had to do it to be confident in my own decisions and then | could facilitate a

conversation, so it didn't really matter.
R EIE:

XEETHREXMXENPR: EBRTLHFKBECH. XBHN T AT EMHNINR. HRZREFRILE
DEHE. HEW, FHERNIREMRIHEY WMRMREREN “=U—F &R TIME, IFERER
ASBEXGXHE, AAtiltsa—Li, WIRHBERIMWIMNLARSMEGSN, wEE2NEXITER
A9

(00:43:28): FRAAMXEAZTRNE S, BRENEN—EHABIBABHRANAR. HA, BHLEAR
H—RFk, B4l “BRERAHE , BAW “MXET, BRZN . 58, SSBEXFHA. PR, 5!
ARBBEEBIXENBRRHAFTEE, FEEENE, RANERLSTXFEAENESHRERREL, ARK
ZHESIFXMIE. ISR Ro

[00:44:38] Lenny (Sponsorship - Eppo)
(Note: This segment is an ad for Eppo, an A/B testing platform.)
English:

This episode is brought to you by Eppo. Eppo is a next generation A/B testing and feature management
platform... [Sponsorship details for Eppo]... Check out Eppo at getepo.com/lenny and 10X your
experiment velocity. That's getE-P-P-O.com/lenny.

FROCERIR:

EAT BB Eppo #Bh, Eppo @ T—M A/B MM THEEEEFE S - [l EB& Eppo [T FIFIF]-- 15 1HIA
getepo.com/lenny T i Eppo, iLREISEIGERERFA 10 5,

[00:45:28] Lenny
English:

Is there an example of a strategy you were thinking about recently or that you worked on in the past just
to give people something concrete of like here's what Maggie thinks of as a question she's going to
develop a strategy around?



AR ERIE:

BREREEBREIHI EMIBIREHIF? LAMAR—LERERIED, bl Maggie R ARFBIE KRR A
i SRBE?

[00:45:36] Maggie Crowley
English:

Yeah, | think, obviously this is where product content gets really challenging because obviously | can't
really talk about the stuff I'm currently working on.

FROCERIR:
TR, XMEFmABRERBRFMTS, BAHEARTEKICTH BRI EEMAIRETIE,

[00:45:38] Lenny
English:

Just tell us all of the secrets.
FRCEIE:
BB ER S IR A I,

[00:45:38] Maggie Crowley
English:

The toast PR department would be really unhappy with me. It's questions like, if you're a director of
product somewhere, maybe you're running a section of a business and it's annual planning. We're in Q4.
What are you going to do next year? How do you answer that question? How do you back up your choices
for that? You use a doc like this. Maybe you are realizing that the product that you're working on doesn't
really matter, it's not really making an impact. You're kind of treading water. | would use this as a tool to
figure out, okay, well what else could you do? So, yeah, quarterly planning, annual planning. If you feel
like your team needs to make a pivot or if you think that there's a really interesting new opportunity that
your business or your team should go after, is another time | might use something like this.

FROCERIR:

Toast WAXREIZRABHE, BERXEEH: MRMFEELHNFREE, AF—TESRR, RERFH
FE, BUMEENN. BEREMAA? RIARIZEXNAE? RIAISZIRENER? (RELAXE—1 3,
HE, (RRIREMREAMNTRERLEXEE, &EEFARM, (RREE “RHUEDS” . HEAXTMIAX
FERE. R, EEeMmARtA? 7 PRI, EEML. FEMLY, HELMESEANFTERE (Pivot),
HEREI T — TS NZERNBBHI=E, BEBZAXMSGE.

[00:46:30] Lenny
English:

This reminds me a little bit of, | keep mentioning this chat with Bill Carr that | had who is an early Amazon
exec and how the narrative approach at Amazon, one of the benefits of that and the reasons they go there
is partly for you to realize this is a bad idea before anyone even needs to give you feedback. And that's



why they force you to write six pages in depth about your idea and then it goes in these concentric circles
through the company. And idea is like, here's okay, and this is just not a good idea. Here's all the reasons
why. So, | think there's a lot of similarities there.

FhSCERIF:
XA Z aiR2IMA Bill Carr (IZRRHEE) MR, TSHRA “FRIL (Narrative)” F7EH—
MFRRE, IHREINABMRRIRZE, BEARIREXARE—MIERE. XN AMITREIRE ATUR

NGB, AREATRNENER, BRSILALN: “WE, SEXFEMER, FEROT.” EREX
BRZMBEMZL

/.

[00:47:00] Maggie Crowley
English:

Yeah, there are many, many times when if you combine this artifact and process with the point about
simplification where through that process you just start cutting so many things because then what
happens is, let's say you've gone through this exercise and you're like, okay, | know exactly what my three
things are that | want to work on. Then there's a moment where you take the strategy and then you look
at your roadmap and they're never the same. And the roadmap is just bloated with all of this random stuff
that like, oh, well, we have to do that because of this, or we have to do that because of that.

(00:47:37): This thing we're still working on, this is like six months delayed, so we're still going to do the
thing. And then all of a sudden you've got 90% of your resources committed to things that don't track
against your strategy. And it's a really interesting moment as a leader especially to sit there and go, well,
what do we do? What do you do when you have that problem? And especially if you're a PM, you probably
don't have the agency to say, scrap the entire roadmap and work on my new strategy. But at least it
allows you to think about critically about whether you should be doing what you're doing and allows you
to evaluate whether those things are still the most important things to work on.

AR ERIE:

T, REIME, MRMIEBXMIERIZS B SHER, FANECEIEFRETFESZHRA,
NBESREXMER: RIRIFHTTXNMES, BETRBMN=MF. ARFEERBEETLLIRNEREE
(Roadmap) , KMENTKZENF L. BEAEBER T EMBEHBRE: ‘B, RAXDPRILIMIN ,

“EABANFALAEEA" o

(00:47:37): “XNAAFANEER, BEEXERTNTA, FIURKNERASM.” RAE, RAIL 90% BFEIR
HENETESRBEXNER L. FANSE, XB—1EEEENNZ, (REE: 8, BlhZEAD? "
HIRBE XN, RZEAD? FHBMRIRRAZN PM, RETEESANRIIN “EEEDBLE, R
REER” . EEDERILFHAMMEBSRETMNERSER, FHTETREEESNARKETRAN.

[00:48:09] Lenny
English:

I'm going to summarize the template real quick, and then I'm going to have another question kind of
along the lines. So, if you're trying to create your own little template, you start with the mission of the
business, and then | imagine you also share the mission of your team because oftentimes it's a little more
specific, if you're working on it like a product team strategy. Then there's a landscape of what's
happening. So, you include competitive, SWOT analysis of competition risks, product state, business
state, things like that.



(00:48:38): And then you share the current goals of what you're trying to achieve as a team slash business.
And there's an account, honest accounting of what's happening in the product and technical hurdles and
things like that that'll keep you from moving, | guess, achieving some of these goals. And then you share,
here's the opportunity | see, how we win and how we actually achieve this opportunity where we place
bets and things like that, or we could place bets. Then challenges of doing this, what needs to be true for
this to be possible? And then you finally get to, here's what | think we should do, essentially the solution,
ideally three bullet points, and then the plan. And | imagine the plan is step one, get sign off from exec.
Step two, resource the team. Step three, start on this design research sprint.

AR ERIE:

HRELSE—TXMRR. WMRIFECIEE CHIRIR: BRMILSERR, NREF~MERRE, TREE
LEEEAHBEIBAER. ZFERIREM, BERFON. TEXH SWOT . FaikES. USRES.

(00:48:38): AN ZARENEN /UL SBELINHFIBIR. #EEN~mIPRARREROMSEITE, XEE
ISR RER RS IRSEI BT, AEDEMREINNE . RITWAR, WAKMX M, RITEBE T &5
TR NTIEXAERE, FEREMESRM? RERMMIANEMAA, UMEMHRAE, BRERTE=
TNER, RERH. BRITVNE—SPERESEME, FEPENEANFIAR, E=TEHBIIHEH
R

[00:49:26] Maggie Crowley
English:

Pretty much.

FRCERIR:

EXZMRXFo

[00:49:30] Lenny

English:

Awesome. All right. Amazing. Somebody will create this template if you don't end up doing it.
R EE:

KIET . IRIRKH, BESE ARBEX ML MER R,

[00:49:32] Maggie Crowley
English:

Yeah. | hope somebody does.
FRCEIE:

T, HEEHE AGEM.

[00:49:34] Lenny

English:



So many promises already from this podcast. Along the same lines, you also have a one-pager template
and process that | think people find really useful. So, how about we chat about that one briefly and then
I'm going to go in a whole different direction.

AR ERIE:

XEREELZW T TRAZEE, INREXNBE, MEE—18IITL (One-pager) #®IRFME, HIEEK
RUERRSRER. HNERMIID, ARKTERMEL.

[00:49:52] Maggie Crowley
English:

Okay. Yeah, | don't think | have much to say about this. That has not been said by many people many
times, but whether it's a spec, a PRD, a one pager, | don't even know what else people call it. It's the
document that you use to define the thing that you're doing as a product team, and that means product
design, engineering, your little squad. And what | think is really useful about this process is that it's the
PM's artifact. So, designers produce designs, engineers write code. What do PMs do? A lot of people might
say nothing. In theory, we write at least this document and it can be a pain. I've seen lots of ways where it
hasn't been done very well, but when I think it's done really well and when it's really effective is it's a tool
that allows the PM to start with why. And if you structure it correctly, the most important section in my

opinion in the document is the first part, which is like what is the background and context?

(00:51:00): What is the problem, why does it matter and why does it matter now? And if you get those
things right, the rest gets really easy, but it gives you a chance as a PM to center the team around the
problem, why that problem exists, whether it's created by your own product or it's something the user is
experiencing and why that problem is worth solving. That's a part that | think people sometimes forget to
think about and why it's we're solving right now versus all the other problems you could be solving and
then it can become the home base of the decisions that you make along the way. So, | think it's best when
you have those sections and then also best when you write down on this day, we made this decision or
we decided not to do this or we decided only to solve this part of the problem, not this part of the
problem. Keeping a running list of that and a link off to all the different artifacts and research and things
is helpful for a team.

FROCERIR:

o XFRXD, HABRZABERIRZRT . LiLREM Spec. PRD EZETTITR], EFMBIRIEN~RMEFA

(BfFgit. T, REVISEN) BREXRIEEMBEBIXE, TOANXNAEBRERNMAET, €
EPMEY Y o kit HR, TRMEAE, PMMHA? REATERIE “HAHFH . EHie
£, BMNEDEXMHE, XAERES, HERIRZER/AEFN. ERIANTREFEERIIXG, 26k
PMM “AftAa (Why)” FER TR, MNRMMEHNTE, HAAXEPREENHIZE 57 ERMLET
XETA?

(00:51:00): E@EE4? AHTAEREE? ATAMEREE? MRMFNTXLE, MTHRES T, EiL
PM BN ILEESRRRLARIIR . At AXNaREE (BFmESEMs, ERAFPNREGRE) ? At
AN RERRR? XEAMTENESTIERENISD . ATAMERRE, MASRAEMEZ? AREM
T IREEFIBERRN “AEE” . WNNRFESXEET, FEARKFERT: “EX—X, HMNETEXT
RE” HE FIVRENMEZN HE “BANRERPREAEN—HD" . RE—IRERFBR, FHEZEIRE
HORRRA = ), XMHEPAIEEEFEB.

[00:51:52] Lenny



English:

So, just to summarize, what would be the headings again, just if someone's taking notes and wants to
create the rule template?

FRSCERIE:
BE—TF, tNREAETICEIZEHMIRIR, REAERL?

[00:51:57] Maggie Crowley
English:

| don't think these templates have to be really complicated. It's like background and context. The
problem. I would literally write why this problem matters and why this problem matters now. Don't make
it complicated, just answer those questions and if you can do that, and then again, it's only really helpful
if then you bring that document before you go any further to your team and you use it to have a
conversation and you get the smart people around you to take shots at it. | should have mentioned this
earlier with the strategy. The first person | go to is typically speaking my engineering counterpart and |
say, shred this, go through it, rip it apart, vomit comments on it, tear this down how it gets better. And as
a PM you can't be precious about your work. You need people to poke holes in it.

FROCERIR:

HREGRIRKDBERER. M. FRMLTX. Bd@, HZEES: AtAaZITREREE, UkATAR
FREE, 7IFERT, BEROEXERT, MAB, RESMIBXBXEZLE, EH—FITIRIHTIT
e, EEFAARRSERN, EFHEESR. HZAIRBEMIZREER: ZRNE—(DBEERNIIERES, &
=t BEHE, FAE, BRI, BTRRITE, SIFREAREEEN.” (A PM, AN ECHEM
dF “E”, REEHARGIRYER

[00:52:48] Lenny
English:

The why this matters now point is so interesting. | don't often hear that and | think it's such an important
part of specs and plans and strategies because there's so many things you can do and there's certain
things that are perishable that you can only do now. That if you don't do now you miss up the
opportunity. And so | think that's a really interesting element that most people don't include and it
reminds me of, | think I've done enough podcast episodes now where I'm just connecting all these things
as people are talking. [inaudible 00:53:16] the John Nash thing happening where Karri, the founder of
Linear talked about this concept of side quests as a founder. Because he's so good at staying focused and
| was just like, "How do you stay focused and just get stuff done when you have so many people coming
out?" He's just like, "There's the main quest and then there's the side quests and side quest | don't need
to do right now. There's the main quest which is build up really successful business." And | feel like this is

a good example of that in action.

R EE:

N LRERER” X—RIFEEB. BAERFXD, EFHIANER Spec. iHHIMREHIFEEEN—I0
3. ARNRAIUMMNERERZ T, BLENERE “ZEE" 19, REIWEM, SITMET. BREXIZ—1K
ZUNREEHRHENEBTR, XILBREE (REAMTHBZHERT, RNEIARERESEIEETHERR
#LK) , Linear BIBIIAA Karri REIZ SIS AEIGEY “SZ£ES (Side quests)” #IR. fIFBERFEIFEE,



Fiafth: “HEXAZ ARG, ROARSTEFBEEDNMA? 7 iR “BELES, BAEXEES. X
ZASHINETTFEM. TLASEEY—KREERPNEL,” ERGXMEIRMESHISERRN A,

[00:53:39] Maggie Crowley

English:

Yeah, | love his take on quality and taste too.
R EE:

TR, RURERMWREMRENE %o

[00:54:39] Lenny (Contrarian Corner)
English:

I'm going to move on to a different topic and this might become a new thing that we do and I'm going to
call it contrarian corner. | asked you if you have contrarian opinions about things before we started
recording this episode and you had some really good ones. So, there's a couple topics I'm going to chat
about and we'll see if this becomes a recurring theme and you're laughing and nodding your head, what
are you thinking as | say this?

FROCERIR:

REMRMEA T, XOBESMARINTN—NFFT, BRZ2A “EERmMNSA (Contrarian Corner)” o TR
FETRERERETAEERMS, MAH TN EEEN, FRUREIEXMER, BEXETIER—
MEER T, MMMIENEX =3k, FEMALR?

[00:54:39] Maggie Crowley
English:

I'm thinking about when | had a podcast, you would do a show on a topic and we would click the end
recording button and then every single guest would be like, | had no idea what | was doing. | made it all
up, it was waterfall. None of that matters. | didn't know what | was ... People would say the wildest stuff
and | would sit there as a PM and just think what. We just talked about this framework, we just talked
about this thing and that's how you're supposed to do it. And then they would get off the official part and
just say, yeah, it's wild. Nothing goes the way you want it to go. We're all just kind of making it up as we
go. And so | hope that you get more of those takes in this part of the show.

FRCERIR:

HER, URIHRBIERE, HMNPT—MER, BT EFELERSE, ARBITERMBIN: “HIERREFHE
BoETH. 2R, HEMBBRHAT K. PEERRILH, RYRBRERNE " AMISBHE
MIERIRKIE, MIEAEA—D PM BTERR) LA “Hra? HNNAEEIXMER, WXHFZEAMR." AR
I —BAEARSEMAGR: B, KRET. K—HFE2RITUEN, RIHMRIAEDIRE.” FAUAEE
EEX M TIREIREE 2 XM ASLE,

[00:55:18] Lenny

English:



I'm very sensitive to that point right now because someone just tweeted about how they're just finding
that many of my newsletter posts about how companies write product are the ideal version of what they
do and | rarely or they rarely share, here's all the challenges we're having, which I think there's truth to
that, but | also get into a lot of failures on this podcast. Actually, | think the podcast is a lot more of just
here's things that go wrong versus the newsletter. So, I'm just like shit, | need to do more of that. So, | love
that you mentioned that and let's see what we can get into. But | guess maybe before we get there, is
there an example of something that didn't go just along the lines of some sort of failure slash mistake?

AR ERIE:

BUEMNX—RIEEHR, BABARNLHERE, AT Newsletter EEMAFLE AR MM~ RNXE, H
SSER RN IERFEF, MRVDE “BITEZMAERS” . RREXHLEEE, BERERE, H=W
RBERMZER, KirlL, KIEFEELL Newsletter ELMEH “WEMHET” o FAUFOE: “Z3E, REE
ZHIEIX D" HRERMREX—R. BERZA, MEREDZE—NRIRITRHITHONF, FEFRMHE

ix?

[00:55:59] Maggie Crowley
English:

| might be foreshadowing, but a question | ask in every product interview is what's the worst product
you've ever shipped? And that's because | don't think you're a good PM if you haven't shipped something
that's really shitty, you just haven't had enough reps, you haven't done it enough time. And it's not only
that you've done it but that you can admit it and which one it is. That's so important. And | remember, it
was so dumb, I'm still so mad about this, that we did this. | won't name which team, which company, I'm
not going to call that out, but we decided we needed to do a rewrite, red flag number one of a existing
product and engineer who I'd worked with many times. We had a really good relationship and this person

was like, yeah, yeah, it's going to take six months, no problem.

(00:56:47): Core part of the product been around for forever. One of those things that the code is still, it's
still the code written by the founders kind of thing. It didn't take six months, it took two and a half years.
It still wasn't done. It almost never, it went on for so much longer than it should have. It took us forever to
get to feature parody. It was the worst project. So, many people rotated in and out of it. Everyone thought
it was dumb, sunk cost fallacy, just the worst. And it's because A, we got arrogant and we thought we
could do it. B, we skipped discovery. We didn't really write a one-pager, we just went for it. We didn't do
enough technical and design research into what the requirements would actually have to be. And there
you have it.

AR ERIE:

HAJREEMEHE, BEREXTmERBER—NRE: “REAAINKRENTREAA? 7 BAFKIAA, IR
RRRBIIZRAE, MIMAE— 1 PM. XBREMRKLEENAT, HERBK. MUBIRMIIE=RA, MA
fREEFIAE, HIEHEW—1. XIFEEE. KT TIFERENGF, RMEBERERES. T2
WAERA MRAT T, BRIVREN—IRE~@ET “EF (Rewrite)” —XZE—TMeRES. HM
—IEFEIZR. XARFHIRINEE, fhik: “2RE, N TAMERE.”

(00:56:47): BBE =ML OE S, BEEFEERAT, ABEERLIEATH. £ERE? KA TNA, BTRES
wgfise. EENNELTEINKES. HlET TR EAXE “ThEEXNEF (Feature parity)” o BREEL
RIEHIE. AR, ARBREXFILESET, NEMEZIR, GEEEY. RRE=: $—, )
XEIET, UNBSEETT; £, HMBKI TIER (Discovery), RERNXM, BEEMABTT. RITEE
SEFRFTRHATT R BHBRANIZITAR. ERUBXF.



[00:57:39] Lenny
English:
And did not work out or was it a huge success in the end and it changed the trajectory of the business?

FRCERIR:
BRERRMT , BRERARRBINHRE T QERHNT?

[00:57:39] Maggie Crowley

English:

Absolutely not. But you know what, | didn't get fired, so it's fine.
FRCEIE:

BIREMI. BIRAIEND, WK, PR T,

[00:58:16] Lenny (Contrarian Opinion: Data-Driven)
English:

Good times. Okay, well maybe we'll start a failure corner. That could be a new segment. We may have a
little sound and theme music, but this time we have contrarian corner and you have a couple contrarian
opinions about a couple topics. The first is product management. What is something that you believe
about product management that maybe other people are less convinced by?

FROCERIR:

BRR. 8, hiFRTAUAD “RWA" o XAILURA—MHIFT, ELERMETM, EXREAITH
FERMRAB” o XTFRERE, MBTANKRESARBERKIAFR?

[00:58:39] Maggie Crowley
English:

The one | like to have in this area is that people who are really excited about being data-driven, to me that
is oftentimes a red flag for their product thinking, especially if it's an executive who's saying things like,
oh, so we make all our decisions with our dashboards. To me that says that the team is over-emphasizing
quantitative data at the expense of qualitative data and they're not using good judgment. They probably
don't do a lot of direct user research. They don't really understand the humans who are using the thing,
what they need, what they care about, and they're managing via a dashboard. And maybe if they got
really, really good at picking metrics, it would be fine. And oftentimes maybe it is fine. Maybe you have a
high volume business that's really easy to run experiments on and that works for you. But most PMs,
most jobs, most products, you're going to be better off talking to 10 users and you'll get more and better
insights out of why things are happening than you would with any dashboard.

FRSCERIF:

ReEEWH— M ME2: BRLxt “(IEIRE) (Data-driven)” REISEMEMA, MEFRAFTE2MII=RE
HMRIES, BISNR—INEEH: ‘B, RITFENRAEHSRBNREMN.” WHERHE, XEREH
POEERIEE SR, Ml T EMEEE, 186 A RIFNAI . MITTESMS VO EENBFPHAR,
FTEFERERERN ‘N7, FEBMITNERNXT, MIREmadNREHITEE, WiFrinEtildEE



BRIEETR, BRtRRE. BRHKERE, tirE—1TaRE s, RESMSER, BXFRZEHPM.
ARESEITEMm*ER, M 10 AP, MRTSHXT “MAzREXEE" R, SEEANGERE
. #BYFo

[01:00:00] Maggie Crowley (Obviously Better Thing)
English:

One quick story on this. | remember really early on in my career, Adam Medros, who was a VP [inaudible
01:00:24] at TripAdvisor, we were in a room, just had this meeting called product review that was amazing
when | first joined and someone was justifying this project and he just... He was just like, this is an
obviously better thing. Just do it. Stop. Stop it. Stop doing all the stuff that you're doing. Stop with these
numbers, whatever it was that they were doing, if it's obviously better, if it's logically better, use your
good judgment and do that thing and let's move on. And I've always thought about that, but you can just
do the obviously better thing.

AR ERIE:

FFXNEMNNEE, FHERAEFHTE TripAdvisor BY, HEFAIEIZEE Adam Medros EF—X = RiFES Lk,
BEAEAEANBRHP, 7T —HEH, tEER: “XEARGEHNE. BEEEME, 3, JIBEMIBLE
T/\EHOHT. JIBUEXERFT, MREEREL, BELEMNR, BRSARNHIMTHEM, REEN]
HET—I,” B—BEICEXAE: MELIUEREAMHBLE “EAT NE.

[01:01:20] Lenny (Contrarian Opinion: Product Content)
English:

Another topic that you have some interesting opinions about his product content very close to our hearts,
both my heart and your heart. Do share.

FRSCERIF:
B—MREEBILMANIETERE ‘TRAR , XMHIMFEHREEHRERX, BOE—TH

[01:01:20] Maggie Crowley
English:

Really if you're going to make good content, you have to sanitize and frameworkize the thing that you're
working on. And then slowly, | think for a lot of people who are reading it and looking at it, their thinking
starts to become, well look how well I did this framework. Look how well | implemented this thing. And
they lose touch with the point which is creating impact. And so all of this content makes it really noisy
and then makes people think that, oh, if | just do these things that I'll get what | want. And now I'll just
check off my list and then | checked it off and then I should get my promotion at the end of the day. But
it's like the best PMs have built up so many different frameworks and they can apply them in different
ways. And then sometimes they throw them out and they say, nothing | have in my toolkit makes sense
for this moment, but | know what to do because | have intuition and | have data and I've talked to users or

whatever.

(01:02:16): And so content sometimes can get in the way of the impact because you're trying to apply it
and you think that the point is the framework and the point is the one pager or whatever it is that you're

doing when it's not. And then if you're a leader and maybe if you've had the good and ill fortune of having



published content, someone comes to you and says, well, you said in that one podcast episode that you
don't believe in roadmaps, so why are you asking me for a roadmap? And then you're the who's sitting
there being like, well, it's a little more complicated than that. And that was a fun take that | had, but |
actually need to understand what we're doing because planning and | need to figure out what my budget
is, blah, blah, blah.

FROCERIR:

MRMBMBFOIRS, MOTNRFAIMEVEBET HE M “ERE . ARIEEM, WFRZREX
W, MNABEZNT: “BREXMERBEZAY, EREXGELEES AL MRS TZOBR
—RIERM]. FMEXERBULFRTFERES, LANER: "B, REHMTXEE, RESE%
BERN,” MIRRERRE LT, ARER: “BHxRAT, SRERKZART.” BFLLE, KRMFEHPM
MBTHSAERESR, HEUFRNGRANAEN]. BRMIIZIBEREME, i “RIEBREREEM
FEEEIE, BRAEZEAMN, RAREER. AdE UEAR.”

(01:02:16): FrlA, RBABENZMAREWAONSE, AAFKEERBE, REERRIRMERKRTINE, H
KRR Hoh, MRMB—NATE, BEAE (F=z) 2HBIAE, BAIBKRMR: “1%, (RERLH
BERRMABERLE, BRATAMERRBZREE? * ARMRLER)LE: “G, XF/LLEBRER—
o BRARKZIHN—TEBONR, ERAEHILFETERNEMRA2, BAREZHEAY, BEHENSE, F
Fo”

[01:05:55] Maggie Crowley (Impact of Writing Online)
English:

Yeah, it's probably the best thing I've ever done for my career and | am so grateful for the people whose
idea it was, who supported me and especially at Drift, when that became such a part of what we were
doing at that time. And it's been helpful for a couple of reasons. One is just networking and access. |
probably wouldn't be here today if  hadn't done that and if a friend of a friend had read the thing, it's like
it just creates so many more connections. And so access to people and networking is one of the first
benefits.

(01:06:51): Also building a personal brand is really helpful if you want, one of the things that | always
wanted to do with my career is try to make it so that I'm always employable. | just didn't want to, I'm an
08 grad not to put my age out there, and it was a hard time. And so I've always had this in the back of my
mind, you want to be able to have a solid career. And so | thought that investing in my personal brand
would be a way to help me get access to roles. It helps in recruiting as well when I'm trying to hire people.
Because a lot of my job now is bringing people in and because I've been vocal about how | like to work
and who | am, a lot of people and they will send me a note and say, | want to work with you, or | want to
work on a team like that.

(01:07:35): And that's huge because if my job is to hire people, then that's great and people can get a
sense of who | am without needing to be on the phone with me. My favorite benefit outside of those
things has been that it's helped me learn more from the work I've done than | otherwise would've been
able to. Because in order to make content, you have to think through what you did, you have to
summarize it, process it, make it interesting for people. And then especially if it's in a podcast meeting,
talk to somebody about it. And the process of doing that means that you're paying attention to what
you're learning along the way. And so often we don't do that because we're busy working, we have our
lives, things are happening. And that to me is, | think what's made me a better product person faster is
because | spent the time to think about what | was doing in a way that | wouldn't have if | didn't have to

write something down.

FROCERIR:



2, XARERRRWEEFHINKIERNE, HAFERGARER DX MUEHZIFEBIA, 5327 Drift
BYHE, XA T AN EN TENEZAMED. EE/LNHEREREE: F—AKMAR. MWRBLMHXLE,
MRFEARNARRE T HNIXE, RSKRAEMFILEXE, g7 ASNEE,

(01:06:51): Hk, BN AmhEIFEEHR, R—EFERNRAEERERE MRS Rk “TRAE
A, FRZE 2008 FEEWE) (RBERT), MR ORENE. AAUKOESEINEX, ERE—HRENSE
o FINAKRENANBEBABRUNZN—MER. XERBHBWREER, RUAERAK—HDIEERA
A, BARAARZIIENITELARAMAAN, REASLGRAERY: “WEMMHEE" HFE “REETIHFN
Ei] N

(01:07:35): XAEET, RHAMRENIEZRBA, BANFTEENRELIEME T BRI FTXLE,
REXNWRZ: EBBRMNIEREIRNTES, HAATHIERE, MOMBEZMRET A, SRELE. &
BHIEZFER. FrRERFENANIL. XTEIBEREMFREXREIEC—BLEZAT 4. BEHIIF
X, RARNITTIEMER HHEFKGR, XLBRERMEATBF~mA, EARENERET XK
EMtA, MRABNTE TR, HEFIBEFTXLR.

[01:15:22] Lenny (Lightning Round)

English:

Maggie, what are two or three books that you've recommended most to other people?
FRCEIE:

Maggie, REZIAEEFRZHH=EBZEMHA?

[01:15:27] Maggie Crowley
English:

First, most common one is probably the Presentation Secrets of Steve Jobs, the little tiny one, really great
way to improve your speaking skills and your presentation skills and to get distracted executives to agree
with the point you're making. So, that's one. Thinking in Bets by Annie Duke is the second one. Coming
back to the point about being able to make bets, | think that one's a really interesting one. And then
bonus third one, this is more like a desk reference that | now have on my desk, the Scaling People book
by Claire Hughes Johnson. | really enjoyed the way that one is working and it just sits on my desk and |
reference it every once in a while, especially as manager.

FRCERIR:

F—AREANE (GFHRETNEIRMIRY (The Presentation Secrets of Steve Jobs) , BBZAREEH/ NP, ©ER
REEHNETREDG. L IRNATETIHNESERRMMRNLESE. EZAE Annie Duke B9 (XD
(Thinking in Bets) . [EE] “T&F” BT R, BREXXEEER, FZAXEMAWM, BERE—AXERXEE
P, Claire Hughes Johnson B9 (& ATADY (Scaling People) s BHAFEEREMAR AR, EMBERKSR
£, RENZBRETIA,

[01:16:51] Maggie Crowley (Interview Question)
English:

I did. Yeah, it is what is the worst product that you've ever shipped? | think the best answers are ones, and
| don't even care if someone listens to this and then | do this in an interview, people immediately laugh a
little bit. They remember the horrible thing they did and then they share that horrible thing with you. And



it tells me you have some humor, you're humble and you can point out when you've made a mistake.
You've done enough to be able to confidently say, of course I've made a mistake. Because none of us are
perfect. And you know how to spot those mistakes and you can learn from them. And I've always found
that those conversations are the most interesting.

FRCERIR:

28, M2 “MEABINRENTREMTA? 7 WANRFHNEERRE (KA ETFEREEARTXBTHERE
FEREXAE): MISUZKEE, WIRET BSHMIMIEERS, ARDEHLR. XHFEMREHY
AR, R, MEEHBECHER, (REARMRBTEBHNER, ATLBAGEMR: “RIAALEIE.” BAKR
AZBTEN, RAEMAAMERAMFFES, B—EREXMEERE B,

[01:19:38] Maggie Crowley (Olympic Speed Skating)
English:

The whole experience, I've obviously learned a ton from it, and | think what might surprise people about
being a small sport athlete is that you have to think in four or eight year chunks. And so it's one of those
things where you grind for so long in a dark corner and then you get a chance to get the light to shine on
you and you learn how to love the process. Especially for speed skating, | was a long track speed skater,
it's a 400-meter rink.

(01:20:15): You just are always turning left and going in a circle. There's not a lot going on. It's just you and
your thoughts and you just really, really learn how to get good at perfecting something over and over
again, and you learn how to grind, you learn how to focus, and | think it's also cool you get to go
superfast. But yeah, | don't know if that would surprise people about speed skating, but | think just about
being a small sport elite athlete, it's really about years and years and years of toiling and silence to get
maybe one shot at something great.

FROCENIR:

BEREMILER L. (FA—R/IRIEHIIBRIEEG, RIEANRFHAERMGILL “WE” 8 “/\F”
NBEMUREBE, (MERBNAZREESRA, ARABENIWEERCIT . MESKTAREXNIRR. il
g, RERKEEERBEF, £ 400 KeVkiz L.

(01:20:15): fRERBEMAS, KEF. RHAHESE, RBEMNMFHNER, MRESTNA—BX —EMIERT
%, FRTEK, FRTEE. 37, BT VRERE. REBFENIRIMENEREHE, ROmE: &
MR FIIEZSE, RAP—REFHERBINZ,

[01:22:07] Lenny (Outro)
English:

Bye everyone. 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.

AR ERIE:



BRI, 8, JFEBEHEIT. MBMAEREESXEATHEBNE, AILUTE Apple Podcasts. Spotify SRS IREIEE L
BLEiTHE. B, BEERAHNTDHAETITIL, XEEHDEZARLAAXNEET. R UE
lennyspodcast.com X FFHFRETER THRESZER. THTER.



