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This is the complete bilingual transcript of Lenny’ s Podcast featuring Manik Gupta.

(00:00:03) Lenny
English:

Manik Gupta has led two of the most successful consumer products in history: Google Maps, where he
was director of product for the Maps team, and Uber where he was Chief Product Officer. After leaving
Uber, he spent most of his time working on a product to help people avoid getting COVID, called CVKey,
and most recently he took on a role at Microsoft as Corporate Vice President leading many of their
consumer efforts.

FRCERIR:

Manik Gupta BMS S HE L&A RTCEER™Mm: thE181E Google HEIFPARI™~mELEE, UK Uber B9
BE”@E (CPO)., BFF Uberfa, MG NT KEMNEIFA—E N CVKey =5, S1EEEBNANITIRS REH
RS, Wi, MIATHR, BEATRRERE, AGTMSZIUEREE IS,

(00:00:25) Lenny
English:

In our conversation, we cover what he's learned about building successful consumer products, how to
structure and higher product teams, building consumer apps, a concept called the consumer stack,
company market fit versus product market fit, what it's like to be CPO, what he learned working at
Microsoft versus Uber versus Google, and also a ton of career advice for anyone thinking about becoming
a CPO someday. | hope that you enjoy this episode with Manik Gupta.

FRZERIE:

EFRATBIES, RN THXTFHRMINERLE”mBER. NAARMNBE~REA. FREERN
. —MEMA “HEERARE” (Consumer Stack) BEE&. “RAAFREEE” 5 “TahHREE” #
X5, $B{E CPO FWE LA, ERIR. Uber Al Google TEAFZEETHA, URABLEZHEH—BEA
CPO WARRM T AERERIEN. HEIRITENZAHIS Manik Gupta BIFiE,

(00:00:53) Lenny
English:

This episode is brought to you by Mixpanel, offering powerful self-serve product analytics. Something we
talk a lot about on the show is how startups can build successful and amazing products. And relying on
gut feeling is a really expensive way to find out if you're heading in the right direction, especially when
you're raising money. Because VCs don't want to pay the price for these kinds of mistakes. That's why
Mixpanel will give you $50,000 in credits when you join their startup program. With Mixpanel, startups



find product market fit faster, helping you take your company from minimal viable product to the next
unicorn. Access realtime insights with the help of their prebuilt templates, and note that at every stage
Mixpanel is helping you build with confidence and curiosity for free. Apply for the startup program today
to claim your $50,000 in credits at mixpanel.com/startups with an S. And even if you're not a startup,
Mixpanel has pricing plans for teams of every size. Grow your business like you've always imagined with
Mixpanel.

FROCERIR:

ZEATIE H Mixpanel ZBhEE, MIRERBRANEMR=ROTRS. BIETBPEREITCHLI QR MMEIT
SRR RIRIEI . MIVKEERFRAIMAERSER, KNESIEEBRN, LEREREME, RANR
& (VC) FEBRAXMEBIZELE, XFRENT A Mixpanel ERMAEMBIATITRIEN, SIRENES HETH
KA, @id Mixpanel, ¥RIABTIUERMIKEIFMHIHREE (PMF), FEEMFNABM&NEIITH M
(MVP) REERNT—MhEE, EEEFSIERIKENSEASEAZE, Mixpanel 728N ERERRE R BB EEBHIRE B E 10
MFETFOHITHE, ILEIRIBEFIEIATITRI, 7 mixpanel.com/startups $AEY 5 AETIRER, BMEIRTEN
BIRE, Mixpanel BB EEZMIMERANNEN 53, B Mixpanel SLEREZER KAV 18+,

(00:01:57) Lenny

English:

Hey, Casey Winters. What do you love about Coda?
R EIE:

IR, Casey Winters, fREXX Coda BIHf—r=?

(00:02:00) Casey Winters
English:

Coda is a company that's actually near and dear to my heart, because | got to work on their launch when |
was at Greylock. But in terms of what | love about it, you know | love loops and Coda has some of the
coolest and most useful content loops I've seen. How the loop works is someone can create a Coda and
share it publicly for the world. This can be how you create OKRs, run annual planning, build your
roadmap, whatever. Every one of those Codas can then be easily copied and adapted to your organization
without knowing who originally even wrote it. They're embedding the sharing of best practices of scaling
companies into their core product and growth loops, which is something I'm personally passionate
about.

FROCERIR:

Coda B—REIFEFIENARF, EANHKAE Greylock TR ES5IMIINAHR. EFHERENREA, R
BRHEWR B (loops), M Coda BN INRE. RLANABER, XMEHFEEANE: BAH
BBl — Coda XIEHREMHRARFADF, XATLLEXTMNAFIE OKR. HITFEMY. WERLEFSF.
B—1X#H Coda #AILMKEMERHNARIRHARF, EEFFTENEREE S, WITERKEEQR
RUBRESEE D EFMANE T O miltg KBV R, XIERHMAFEARAERNER.

(00:02:36) Lenny

English:



| actually use Coda myself every day. It's kind of the center of my writing and podcasting operation. | use
it for first drafts, organize my content calendar, to plan each podcast episode, and so many more things.
Coda's giving listeners this podcast $1,000 in free credit off their first statement. Just go to coda.io/lenny.
That's coda.io/lenny.

FRCERIR:

Kir EFHE SSXREEA Coda. E/IFEREENEZTEENF L. RAEEVR. BIERFBH. AEs—
SRR, TARZHMARKE, Coda AEABEMNARRHEMKE 1000 ETHNREIRAE. RFIAMA
coda.io/lenny BPA],

(00:03:03) Lenny

English:

Manik, welcome to the podcast.
FRCEIE:

Manik, MDREIZAFER,

(00:03:06) Manik Gupta

English:

Thank you, Lenny. It's great to be here, man.
R EE:

BHR, Lenny, REMAEREIXE,

(00:03:08) Lenny
English:

| don't know if it's obvious, but | am quite honored to have you on this podcast. You've had such an
illustrious career as a founder leading the Google Maps team, as CPO at Uber for, | believe, four years.
Now you're kind of a fancy VP at Microsoft on consumer stuff. It's this incredible career and trajectory. My
first question is, looking back at your career, what would you say is maybe the one or two main things
that you did that helped you get to where you are today? For folks that are maybe earlier in the career, of
what they should be focusing on.

FROCERIR:

HANEXEEEMSZN, ERFERFZEEBBRSM, MABNLEENRIWETE: FRLIBA, OS5I
Google tEIFIFA, 7 Uber IBET ALNMER CPO, MEMXERARATHEZLSHEREZH ., X2—
LNIZXAVERA AT, HFE—TRER, EFROERNEE, RIANAB—RAGXBNEBEEPMIRETSX
BUBKEL? T AR FERIAETEFRRRIARG, TN ZREFA?

(00:03:39) Manik Gupta

English:



Yeah. Thanks, Lenny, for having me. I'm also a big fan of yours, by the way. | love your newsletter and it's
been incredible to just see how you have also grown both the set of topics that you cover and this
podcast. Just really a big fan, so again, thanks for having me.

AR ERIE:

8. BIEME, Lenny, IMER—T, HBRMHEEHL, KIFEERFHEFBEH (newsletter), BEIR
AEAETCCEMX MERNRKERE, ENRAAIRN. RENZIRENLE, FRUBRBGEIREEIE.

(00:03:54) Lenny
English:

Appreciate that.

(00:03:55) Manik Gupta
English:

Let me start by telling you a little bit about my philosophy of this. I'm maybe a little bit late to the party,
but I recently read this book from Morgan Housel on Psychology of Money. And | highly recommend your
listeners read it if they get a chance. There's a chapter in there, he talks about luck and risk. What he says
is, when you look at individuals and you think about, or you ask them, or you think about what they have
done that have made them successful, we tend to put a greater amount of emphasis on effort and a little
less emphasis on luck and risk. | think | strongly subscribe to that. The important thing when you look

back is how much luck played a big part, and of course the risk that somebody took played a big part.
FZERiE:

URARKBEXTENT R, RABRSERKR, EXRKRIEIRXT Morgan Housel By (£ O0EF)

(Psychology of Money) . FHIBZUEFMBARMRENZNIEEZR—R. BRE-ELIHE “BI5K
07 o b, HENMBECAHEEZ (EF8R) BaibtiImeg, JVEEEIERAS N, MBMRTIE
SR, FIFFINEDRX—R. HFEIEREENR, MEAMEWETZAEENAE, S, FEAMEERN
Rt EFEE.

(00:04:45) Manik Gupta
English:

This is something that I've been thinking a lot about myself, which is what are some of the patterns of
people who have had multiple careers and have gone through a journey where they've learned a lot and
they've contributed and things like that? | think there are two patterns that stand out, both when I look at
myself in terms of what I've been through, and also when I talk to a lot of my friends who have also gone
on and done interesting things, and | wanted to cover both of that. The first one is really about people. It's
about surrounding yourself with the best people you can find.

(00:05:16):

It was so funny. | was watching the Warriors game last night, and yeah Warriors, we won the NBA
championship. That's great.



AR ERIE:

XtEH—EHERENRE: BERESRIAVEE. FREFFIRSHBETHROA, WIS EEFAH
ERI? SHEAESHERURSREME—BEF VAKX, HEARTHIREER F—TE
F AN o EREILIRE SRIMEEREINRMFHIA LR,

(00:05:16):

XREB, KIFREERE TN, 289, ELARIT NBASREE, XET,

(00:05:22) Lenny
English:

Go Warriors.

R EE:

B -FAINH.

(00:05:24) Manik Gupta
English:

One of the reporters, | think she asked Steve Kerr, the coach, "What's the secret?" And he goes, "Well just
hang around superstars." That's what he said and he just passed the mic over to somebody else and said,
"Look, this is a team that's hanging around superstars." And that's exactly what it is. If you're create
enough opportunities, especially early on in your career as you asked, around hanging around people
who are doing interesting things and they're doing things which really are different, or they're doing
things in a different manner and it's exciting, the right things will happen.

FROCERIR:

Hpp—R 2 & R4k Steve Kerr: “WIREHA? ” #EIEFR: “MENMBREEFE K. tRTmMiEER
RELTHAN, BRMZE: “F, XBE—XZHBLAEEHMMER.” FEELWHIMLt. INRIMEELIERBRIN
B, THEAMRINREERE, A4 RMEERHABEENA, BEGZEAAERTEELANMER
A, BAEBNFEBEARAZTKE,

(00:05:55) Manik Gupta
English:

| was lucky in a way that | caught myself in that situation. | grew up in India and when | was 16 | got a
scholarship to move to Singapore to do my high school and then my undergrad studies. It just turned out
that during those days, Singapore... | mean it still is, but it was a melting pot for the best and brightest
folks that you can get from all over the Asia diaspora if you will. Among my colleagues and my fellow
students there were a bunch of really, really smart people, so | just learned a lot from them and that gave
me a great start to just go on and do something interesting. Right out of college, | started my own
company and | did that with two of my classmates. One of them happens to be one of my best friends
whom | grew up with who also came on the same scholarship with me to Singapore. We were just part of
that ecosystem and it gave me a lot of opportunities to try out different things in college and so on and so
forth.

AR ERIE:



BiR=iz, BCERTHRENIFER, RENEKK, 16 FRRERFSENMRRSPI AR, BLIEH,
BEHERBYFINR — RAERAR —RIMZIHRMS. REBAFTHEBIR. ARNESEMEFH, 58
BIEBEANA, BEMUIS EFRTRS, SNREREMEENZEIT T T RIFHEM, KF—El, &
MM INEF—EZEINTHEHAE, HP—PE2REMN—EKANGFRR, thhE2TREFNRFEMNE—
REMMK. HNNSNREBIESRAEN—HD, XULREAFHEERENEZATRNES.

(00:06:44) Manik Gupta
English:

| think the main thing that | would say here for people who are early in career is just surround yourself
with people who are really good at what they do. Learn from them. And by the way, play the long game.
Once you find someone like that, stick to them. As long as they want to hang out with you, but just stick
to them. Because you will go on to do multiple things over your career with the same set of people. And
the shared trust and experience that you build with A plus people is just going to go a long way. Anyway,
that's pattern number one. | think that has helped me a lot and | also see a lot of that in other folks whom
| talk to.

AR ERIE:

MFRMAEERHNA, BRRNZOZRNME: LECHUESEREESEMHEEMLTHIA. @thf]F
o IRER—T, BIn “KEBEXR™ . —BEREEITXENA, MERREMI]. RZMUNEEHMRT, mal
BF. RAERNRLEES, (REME—#A—EHRSFRNER, MEXLE A+ AL BIBNHEIE
ENERF IR DA S, 52, XEE—MER. HINNXWHEIRA, RUEEMEIIALE LERT
X— o

(00:07:19) Manik Gupta
English:

Then the second pattern is... This is something | resonate a lot with personally, is I'm a strong technology
optimist. There's always a lot of narrative these days around technology and maybe a little bit more
pessimism, and | find that bizarre. I'm just such a strong technology advocate and optimist, because | feel
technology's such a strong force for good. | grew up as an engineer myself, and I've always been attracted
to projects where we can use technology to solve a real human need. | did that with my startup, | did that
at Hewlett-Packard, | did that at Google and at Uber as well. The passion that you get if you're a strong
advocate of technology and how it can really help, it just gets you to choose a set of things that you want
to do at scale.

FRCERIR:
FIMRAR - EERTAFEEHEHN—R, PREHE—TREN “BARRUENE" . MSXTHERK
HITiERE, EEHFE—REUER, HEGXRERE. AR EEERENEAEBRENRMENE, EX

CRIFRAREDIMH S EENBANE, RAFELRRMES, —ERIBLEENBEARBRALELFRI
BFRSl. HEESHEINLAT. BE. Google LUK Uber BXAMM, INRIRBIERARIEHERAER,
BRI EIREEIRLERE B AR = ER AN ER.

(00:08:06) Manik Gupta

English:



For instance, when | joined Google in India to work on Maps, it was all about helping millions of users,
around Asia particularly, navigate their world. There wasn't a good solution like that, so how can you
bring technology to really solve those problems?

(00:08:21):

| think those are the two patterns, Lenny. One is surrounding yourself with A plus people, and the second
is just having very strong optimism and passion about technology. At least if | connect their dots looking
backwards, those are the things that have really helped me and a bunch of other folks that | see in a
similar situation. I'm hoping that folks early in their career thing through that.

FROCERIR:

5190, IR Google ENEHAASTHIENL SRS, ZOBMEEMHMBLAR (LEEWMAR) EHKt
FSfN. HRELKBIFRIRRSE, PRUNAF ARARREERRX L R ?

(00:08:21):

BIANAXMERR MR, Lenny, —BiLBSHBELE A+ BAF, —RERIFMNRAREIVFMANAE. =
DMERNBERE, XERHERYTHURFSATEUBERNANER. HEERUEEFIHIAER
TR,

(00:08:40) Lenny
English:

| bet there's a big overlap between those two points, technology optimist and just superstars. That's
interesting.

FRCERIR:
BREITEERRAZBERANEE —RARRUEXENBREE, XREH.

(00:08:46) Manik Gupta
English:

Yeah, there definitely is. That's actually really good. | hadn't thought about that. You're right. | think
there's definitely that overlap, because folks who are in that mode, they really get around more together.
I'm also an angel investor and an investor in a bunch of companies. Lenny, you and | have invested in a
bunch of companies together as well. And it's like that. It's really about people who have the same kind of
frequency in terms of thinking about the world outlook and they want to go on to do interesting things. |
think that's really what drives the narrative forward.

FROCERIR:

TH, BER, XRFAET, HZAREXAFEE. MEND, SEEEE, BALTFXMEANATES
BE—i#,. RUEE—BRERZEAN, BRETREAE,. Lenny, IR —ERBZIF/IRAF. BRMEXIF:
EXRFARLEA T L TFE—IR. ABREHEBEBHA. FIANXF BN ERFI LRI,

(00:09:14) Lenny

English:



Speaking of technology optimism and technology in general, of the things that you've worked on, what

would you say you're most proud of project wise, product wise, feature wise?
R EIE:

WERARMEXMBEALE, ERE5INFRESREF, TIEBWE. FmiE2IE, ME3IUARNEM
A?

(00:09:23) Manik Gupta
English:

Yeah. Again, I've had just the incredible opportunity to be part of phenomenal companies that have
created world changing products. | had a small, small, small part to play in that. | always emphasize that.
It's not me, it was a team. And | really mean it. I'm not just saying it because I'm on your podcast, but it
truly is. I'm particularly proud of the work that | did both at Google and at Uber. I'll give you a couple of
examples to illustrate that point.

FRCERIR:

. BXRE, RIEBETRMAZLEEE T REHATmNEHEAE, REHPRVET —MEBIED/N
HNAt, REERAX—~: T2, MEFN. R2INEYN, FRERAERMIBEAXAN, FERMHE
gNitt. FAFRII9IKTE Google # Uber FRAI TIEREIB R, FEAIREETL MBI FHKIG A,

(00:09:47) Manik Gupta
English:

When | joined Google in India in 2008, | started off working on Google Maps and | remember how
counterintuitive it was for anybody; my friends and family, a bunch of other folks whom 1 talked to.
Counterintuitive in terms of why would anybody ever use maps on their mobile phone in India? The
reason was because the norm was that, firstly, the country's unmappable because there's no good
addressing system. So how do you even look at places? Then the second one was there were always
people around that you can just roll down your car window and just ask people, "Hey, I'm going here and
can you just give me guidance or directions?" That was the norm. That's how people navigated for a really
long time.

AR ERIE:

2008 XM Google ENERY, FFia113R Google #E, FicFINXMEMARREIZIFERERLR, BF
KRR R, RERRMAET: ATAENEZEAEFILAME? REAET, 5%, XTERBIAN
B ‘TESFIHET B, ENSE RFIMURY, MEEFNEEATRMR, HX, BEILEBLEAN, R
RFEEETERR—A: 1R, REEXE, FEETEE? " XREES, AMKHALKSEXESM,

(00:10:32) Manik Gupta
English:

When | started working on it, | think for me, my belief was, again going back to the tech optimism aspect,
is why can't we in India have the same quality maps like we have in the United States? Why not? Why
shouldn't we do it? Why are users here not getting the same benefit and same productivity gain, if you
will, and less stress in their daily commute and things like that?

FROCERIR:



HEFIBHXGEN, BROES EREFRAFMEN) B: AHARINENEFEBENXE—FSRE
HUE? AT ATRIE? NAATNFEN? ATAXENARFEEREFNERN. EFENMERE, HBD
BEBEHIESI?

(00:10:55) Manik Gupta
English:

So we started building it. We started building the data. We went ahead and really mapped the country as
much as we could. Both ourselves and through a lot of amazing work from our users who co-mapped the
world with us. Over time, India became, | think, the second largest country for Google Maps in the world
in terms of users. Of course, a lot of that happened because of Android. Android took off and Android had
Google Maps on it. But it's just incredible to see how, in a short span of a few years, it just went up to
becoming so useful. It's not that we were just distributing Google Maps on Android, people were using it.
People were actually using it to go from point A to point B.

AR ERIE:

FRRMNFEWEE, FIRETHIE, KNRAEMLH TXTEXRME, BEERNES, ERERREROA
FE&HHERLEE, BEEERNMERE, ENERNT Google HEISIKBREE _ANER, HA, XRAEEL
Y3ZhF Android RIIEEE, Android T Google #E, BEFERE/LFA, FEICEFUNLER, ENEARH
Bl XTUNZEAEANE Android £53K2 7T Google #E, MEANENERE, EMNEREM A ZSi
2B ~o

(00:11:35) Manik Gupta
English:

| feel really proud about that. I think the team did an incredible effort. It wasn't even a big team. It was a
relatively small team, very passionate about going and doing this, and we made that happen.

(00:11:43):

Then at Uber, initially, before | took on the CPO role, | was leading maps and marketplace. When | was
doing maps and marketplace, again, how do you get the ETA that you see on Uber when you open the
Uber app and you request a car... The average ETA's went down to less than five minutes globally. Just
think about that for a minute. In fact, it was 75 countries, more than 300 cities, if | remember correctly,
where you could just open the Uber app and get an Uber in, average, less than five minutes. A lot of
operational work need to happen for sure, but the technology, the marketplace technology especially to
be able to connect the right rider to the right driver, have the mapping infrastructure underneath it to
ensure that the car actually reaches you in that amount of time; | just feel very proud of all the work that
happened during that time to make Uber really successful in terms of providing that kind of a service.

AR ERIE:

HALREIFEESR. FIANBEANTET EXBIE. BEEFZ—TAREI, ME—TEMB. EEEH
BEYRIRA, TSI T XA B 1R

(00:11:43):
[G3RTE Uber, TEFIBME CPO ZHi, HAaGRMEMM (Marketplace) W55, HNHENMWERE: HIRITH
Uber RZAERUZERY, NRIZas2RERINFITEARYE] (ETA) - SIKFIY ETARRT 5 98T, B—180E,

NRFKICHERIE, £ 75 MEK. 300 BN, RRIELTH Uber, THIRE 5 DHFaEITEIZE, XHAFE
BEAENEELF, BEA—LHEHHRERA, EBFERNRTERIERDEN, UNKEHIME



Bhitighe, WEREWMENEERNIERNEE —INEREEILL Uber BINR XM ARSSHIFRE TIEREIS

=

o

(00:12:37) Manik Gupta
English:

One fun anecdote I'll give you where my world came together and it just blows my mind even today, |
remember | joined Uber in late 2015 and | made a trip to India to see my parents in sometime around
2016, 2017. | forget. It was around that time. And | was at home in Bangalore and | ordered an Uber. And
the guy shows up, the driver comes in, and | sit in the back of the car. He starts the trip using the Uber
app, and then he clicks Navigate and he goes to Google Maps. And | was sitting there. | was like, "Man, |
built these two to a certain extent." It was just crazy to think about how two of my worlds came together
at that point. I still vividly remember that moment where | felt really proud that | had a little bit of a part
to play in both those products.

AR ERIE:

RAGMATNEENERSE, BERNHMEFRIICANZ, BESKEERNILFT L E, KICFHE 2015 F
JERAON Uber 89, AR£97E 2016 8¢ 2017 4, HENEFERE, HNREURMT /REKEM T —5 Uber,
BEINIRT, HALERE, A Uber MAFIRITIE, ARRd “SM , BHLEIT Google tiE, FHALEED
B KW, XM REERMEE LEERSSMERN” BERARMERER—ZZC, ERARIET .
HRESTHBMHIZFRNEZ], HNECEXRR~mPHEI T —HHIEMREFEEER.

(00:13:26) Lenny
English:

That is some unbelievable impact. It boggles my mind how many people have been impacted by the work
that you've done on the teams that you've been on. Like a billion people in India and everyone in the

world using Uber. It's unreal. | would feel very proud myself, watching that experience.
(00:13:41):

Something people may feel when they see a career like yours, they're like, "Man, Manik's just killing it.
He's done everything. Everything just is clicking, always winning." | imagine there's been a few times
when you've made mistakes or things have been really challenging. What would you say has been one of
the more challenging projects or points in your career?

FROCERIR:

XEMDERLAEUERS. BERPIENEFMMB TEEZMTXAZ A, REERRT . LLMENEN+1Z
AR, UkettFER Uber WA, XXFAEINT, IRERK, BIR—REIRIFEER,

(00:13:41):

HAMNBRGIRXFOIRETER, FTRIERS: “XW, Manik EXIRT. tSET—7, FFIRS, —
BEfER.” BRFEEHLELIRENEEIREAREME R, MINAIRWAEEREEDAIERITIESRZIZ T
A?

(00:13:59) Manik Gupta

English:



Yeah. No, absolutely. This is really important to talk about as well, because we glamorize successes and
we don't talk enough about challenges. I'm really happy that you're asking this. | would give you two
times which... I had a lot of learning from both of them, but they were pretty tough times for me. The first
time was, | had started my own company at the height of the dotcom boom. We incorporated our
company in June '99, and then in March of 2000 we sold our company to another company from Norway.
That was the peak of the dotcom boom. Then within a few months right after that, we had the dotcom
bust and it was terrible. Terrible. | know we have a pretty bad economy right now. There's a lot of stuff
going on. It was really bad, because people around me, my friends, were losing their jobs.

AR ERIE:

2, £3E, KEXEWIFREE, FAFENESRRMMT), MURERFAE, BIRSHIRRX N,
HAMERNFF, HIMNPFERTRS, EUHNNRRRIEZRE. FRABEEEKMBAX (dotcom
boom) FmMREHBHREEINT BEMATE. FKNI7E 1999 F 6 BIAMAF, FAETE 2000 &£ 3 BIBARELA T —
KIPE AT BEEANTE, SEENTAE, EERERKRT, BRIEEER. HNEREHNLFHER
XiF, RETRSZSE, BENENRE, RIANAKREERIL,

(00:14:52) Manik Gupta
English:

Luckily we had some funding. We had secured some of our funding and we had had an acquisition. The
parent company was pretty strong in terms of their balance sheet, so we could continue to do it. But
things didn't get better, Lenny. 2000 went by, 2001 came in. We kept waiting for things to improve, but
they never improved. So we had to pivot. We had to pivot as a company. My co-founders actually left the
company at that point. | still wanted to be there, because | really believed that | can keep moving this
company forward. Then | was working with the founders of the parent company. We pivoted multiple
times, we tried a few things. | even relocated back from Singapore back to India to set up an engineering
office so that we can get into a SaaS kind of a model versus an eCommerce company that we were.

FRCERIR:

ZiElE, RITE—LEHE, RINELHRT —WOMBEHTH T HWE, BRABENEF~AGRIEERRE, FrL
BATRAI ARG T R, BIERHEETFH, Lenny, 2000 Fi3ET, 2001 F3R7T, KIT—EHEFFE, BEMX
RE. FIUBRNAEREE, FA—RAFE, RNBIEE, HHKSEIBASHEERT AR, EREER
EAR)L, ENFKBEREEDABDREFH, ERESHBARNEIBA—RIE, FMNEETZX, ZHTR
ZRE. REEMFIRIREENE, BT P IEDMRE, UERKINM—REFEHSQFHKREN SaaS 18
o

(00:15:35) Manik Gupta
English:

| tried many things over those two or three years. And remember, this was my first, quote unquote, "job"
out of college. | was doing a lot of that and it was a very tough time. But at the same time | learned a lot. |
learned a lot about myself, | learned a lot about managing ambiguity and just keeping people motivated
through a tough time. A lot of that also has to come from keeping yourself motivated, because people can
smell fear and pessimism from far. Just like optimism is infectious, so is pessimism. If you're not feeling
great as a leader, people will see it. Absolutely. People are not stupid. You have to not fake it. You have to
really be motivated to stick it out, and that's what | tried to do at least, and | learned a lot in that. That was
one really challenging time for me.
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(00:16:21) Manik Gupta
English:

Then the second one was, man, during Uber. 2017, 2018 was crazy at Uber. Oh my God. There were just so
much going on with leadership changes, with the brand issues we were getting. For me, there were times
when | would commute up from my house to the office, and while I'm in the car | will be listening to some
news or whatever and I'll hear about things that happened at Uber that day from the news before | got to
hear it from within the company. It was that crazy during that time. So again, a lot of chaos, a lot of churn
at the company as well. It was something where you just had to keep your head down and just keep
staying focused on what the core is.

AR ERIE:
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(00:17:03) Manik Gupta
English:

| think that is where, Lenny, the optimism in me in terms of, what am | really doing? Is this a service that
really benefits millions of people around the world? Are we creating true change? Those are things that |
just have to dig deep into to make sure that | stay grounded on why am | here and why | remain to be here
and then at the same time motivate my team. But yeah, those were the two really challenging times that |

have encountered, at least in my career.
FRERIE:

Lenny, FIANIEREAMIIZ, ZAENFRMEXKET R HEREMHA? XTRSENILEXEES
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(00:17:26) Lenny
English:

Those are awesome examples. | imagine a lot of founders are going through a lot of challenging times
right now with the market, and imagine these experiences for you were really important and impacted
your ability to take on bigger roles and bigger challenges in the future. Is that how you see it? These are
important experiences to have over time as a product leader and just leader in general?



AR ERIE:
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(00:17:46) Manik Gupta
English:

Oh, absolutely. Because like | said, you learn a lot about yourself when you go through a situation like
this. You learn both things that bother you or bring you down, and things that give you energy. It's
sometimes counterintuitive to think about this. When you're going through a bad time, often then people
will say, "Well, during a bad time I only learned things which are bad." But you also learn things that are
good. Which is, maybe during a bad time you did something and you suddenly felt relieved or energized,
and then you look at that and say, "Wait, | should do more of that even during a good time, because can
you imagine the compounding power that | would get? Because stuff is good and I'm doing this and I'll
feel even better."

AR ERIE:
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(00:18:26) Manik Gupta
English:

| learned a lot in terms of my own personal energy, things that get me going, things that really stop me in
my tracks. And at the same time, how do you work with a team? How do you motivate them? How do you
keep your head down and focus, versus getting distracted? What are some of the decisions you make
around your product roadmap?

(00:18:47):

I'll give you an example. During my startup, when we were going through that, in order to motivate the
team, one of the best tricks that | came up with, and | learned this from a bunch of other people also, is
you just give a team a win. Winning really, really drives a lot of energy. We had a choice to make between
launching something which will take six months, versus launching something that we can launch in a
very small-ish kind of way, but launch it in a month. And we chose the latter, because when we did that, |
remember people were giving high five to each other, people were saying, "Hey, you know what? This is
great. We put something in front of customers." We had, | think, 10 customers who used it or something,
because we were so soft-scaling that feature. But that didn't really matter. The point was that you get
confidence from getting things out, putting it out there, and you feel good about being a builder and
being someone who is actually creating a difference. That really grounds the team and focuses the team
that there is some real value here.

AR ERIE:



BRFETRZXTIPABENRA: AL aNE, FAgILREHFRR. R, REFITUNRSENE
B, SOfAIBEmhtA), MAESKZEMARD D, MURIFIELES mik&E MR R,

(00:18:47):
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(00:19:45) Manik Gupta
English:

Some of those things | picked up. Both going through that turbulent time, I picked up. And | have used
that even in good times to make sure that we keep building good products.

FROCERIR:

HXEZRFEN—LERE, TLHBERMZISIARNIED, HMERTXE, BEEIRES, Hth—EESH
XETTE, URREAIHFETEN S MR

(00:19:56) Lenny
English:

That's such a good tactical tip. Find a win. Keep people motivated. Speaking of wins, coming back to
Google Maps and Uber, they're probably two of the most widely used, successful consumer products in
the world. | don't know if | can think of other products that are used by more people for this long. Then
now at Microsoft you're helping Microsoft get more into consumer on the communications side. | imagine
you know a thing or two about building successful consumer apps, and so | want to ask a couple
questions along those lines. What are two or three surprising or counterintuitive things that you've
learned about building consumer products?

AR ERIE:
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(00:20:32) Manik Gupta
English:

The good news is that there's just... Because of Twitter and a bunch of other channels, including your
newsletter by the way, | feel like people are very well informed these days. And | love that.

(00:20:43):



Let me digress for a second and then I'll come back to your question. One thing that I'm observing a lot,
Lenny, which | feel very, very happy about, is the quality of learning and insights and frameworks and
best practices is so universal at this point. It used to be that you had to be in the Valley or being part of a
small group of folks who are doing things at the cutting edge to have those crazy insights about how do
you find product market fit and do all that kind of stuff. Today I talk to people from all over the world for
various reasons, and it's incredible how fast people pick up all these insights and frameworks and then
they apply them to their local setting and so on. | find that to be one of the most wonderful things ever.

FRSCERIE:
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(00:21:32) Manik Gupta
English:

I think folks like you have obviously played a big part, because you have global subscribers and you share
some of the best practices. But just generally, that's actually a really good thing for the world, that people
have so much access to clarity of thinking. And the best people are actually putting themselves out there,
which is great.

(00:21:47):

In terms of the counterintuitive stuff, | think two things. One is building consumer products is very hard. |
think people think it's easy, because each of us is a consumer. We think of ourselves as a good user, we
think of our friends as users, we think of our family as users. And we say, "Well, if we just build it for
ourselves and for our family and friends..." By the way, a lot of great consumer products started that way,
so I'm not saying don't do that. But man, it's hard. It takes a long time to get things right. Because you're
essentially trying to get so many things right when you're building a successful consumer product. You
have to be able to reach out to a vast, heterogeneous set of users who have different needs, who have
different perspectives. The go to market is always very interesting, because you can't force people to use
your product. People have to choose you, you don't choose them. That's the part where... How do you
drive virality? How do you drive that real love for a consumer product? And it has to create real value.

AR ERIE:
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(00:21:47):
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(00:22:52) Manik Gupta
English:

The other thing about time is that, in order for you to find product market fit and then scale from there,
you just have to try a lot of different things. There are theoretical playbooks around it, but you got to just
get into it. Going back to the point | was making earlier about wins, get some wins and see the results and
then iterate from there. | think it's just hard and it takes a lot longer than what people imagine consumer
products do. Versus, let's say, enterprise products or products of other nature. That's one counterintuitive
thing that at least I've learned.

FRCERIR:
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(00:23:21) Manik Gupta
English:

The second one is the global patterns that you see in consumer products in terms of the user interface;
the core things that people do or expect. At this point along of that is pretty universal. There's always this
debate where people would say, "Well, need to have one product for the U.S., another different type of
product for Asia, another different type of product for Africa. | think we are past that point. That's again
another counterintuitive thing, where people spend a little too much... I've seen this in many companies.
People spend too much time debating that, "Oh, the users in market X are different." Well yes, they're
different, but they use the product the same way.

FRCERIR:
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(00:24:02) Manik Gupta
English:

That's the part which | think... And I'm not making an argument against localization. Of course you need
localization around language, pricing. There are some legal requirements, all of that stuff. Obviously you
have to do that, otherwise you don't even have a right to exist in that market. But by and large the
patterns are very similar. You look at global products, even like Facebook or Google Search or Maps or
Twitter or TikTok and so on, all of them have a similar pattern or similar app for the entire world, and they
keep on innovating or localizing at the edges.
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(00:24:33) Manik Gupta
English:

That's the other counterintuitive thing that people should know about consumer products. Build for the
world from day one. Understand that there are going to be some nuances that you'll have to solve as you
drive adoption in certain markets, but don't over index on building market specific solutions, because
consumers have moved on from that kind of a model. Those are the two, in terms of product building,
counterintuitive trends at least | have picked up over the years.

FROCERIR:
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(00:25:02) Lenny
English:

This episode is brought to you by Unit. What did Gusto, Uber, Shopify, and AngelList all have in common?
They've all decided to build banking into their product. According to AngelList head of product, banking
makes every single feature more interesting. With it our platform functions as financial mission control
for our customers. Without it we're just another software tool in a big messy stack. Embedding banking
into your product not only adds differentiation, but also helps you acquire, retain, and monetize your
customers. Unit is the market leader in banking as a service. Combining multiple bank partners with a
developer friendly APl to empower companies of all sizes to launch accounts, cards, payments, and
lending in just a few weeks. Unit is trusted by leading brands such as Angellist, IB, Invoice2Go, and
Roofstock. To hear more about how Unit enables companies like yours to build banking, visit
unit.co/lenny to request a demo or to try their free sandbox. That's unit.co/lenny.

AR ERIE:
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(00:26:04) Lenny

English:



Before this chat, we were chatting about this idea of company product fit for bigger companies. How it's

an approach to building new products within big companies. Can you just talk about that idea?
R EIE:

EXRWRZ AT, BT TRARHN “REF@mEEE” (Company Product Fit) XMEE. XRERAR
BT mB— M7k, TREERIKX MEANS?
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(00:26:17) Manik Gupta
English:

Yeah, absolutely. I've been noodling a lot on this, especially since | took on my role at Microsoft as well.
And prior to that, even at Google, this was always an interesting discussion. Let's say you are building a
new product or leading a new project, if you will, at a larger company. In fact, this also applies to
medium-sized companies. | wouldn't say for startups, but medium-sized companies. Usually the
narrative in the room when you're discussing this with your team and with your leadership team would
be, "Okay, we got to go find product market fit." Absolutely. Yeah. We have to do a bunch of stuff, as we
just talked about. Consumer products take time. All of that stuff.

FROCERIR:
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(00:26:57) Manik Gupta
English:

But I think there's a question before that question, which is how do you find company product fit? What |
define as company product fit. Which is a company essentially is a portfolio of products, and every large
company, medium-sized company also has a portfolio. They'll have 10, 20, in some cases hundreds of
products in the portfolio. Every company has unique strengths and weaknesses. This is pretty tried, but
it's obvious. And | would encourage a lot of folks, when they start embarking on this journey where
they're trying to really build out products and so on, is to ask that question. How does that product,
assuming it's successful... If it is not successful, it doesn't matter anyway. But assuming it's successful,
does it actually serve the right place in a company's product portfolio? Or not? And if it doesn't, don't do

it. Why waste time?

R EIE:
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(00:27:57) Manik Gupta



English:

Oftentimes companies will be like, "I want to do this because some other company is doing it." That is not
a good reason. You should only invest in products, or projects for that matter, because you can play to
your strengths and you can create some unique consumer, customer value. And by the way, you can do it
better than anybody else out there. That's what | mean by company product fit. Take that first step and
understand does this even resonate and is it part of the portfolio? Does it make sense?

FRCERIR:
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(00:28:26) Manik Gupta
English:

Because if you can answer that question with enough conviction, then your road to the next step on
finding product market fit becomes much easier, because you don't have distractions then. Everybody
gets it. Everybody gets this is a strategic effort. You have the right sponsorship at the right levels in the
company, and you're executing towards it and you're finding it out. Let's say things don't go well. That's
okay. People will step in to help. A lot of that will happen, because people innately get it. That this is the
right product to go after from a company product fit perspective. That's something that I've been
thinking a lot about and also executing as we move forward.

FRCERIR:
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(00:29:00) Lenny
English:

Is there an example of that gone wrong that you can share? Whether it's a company you've worked at or a
company you've seen do it badly.

FRCERIR:
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(00:29:05) Manik Gupta
English:

I'll have to think through specific examples, but companies do this all the time, where they do these line
extensions. Where they'll say, "Well, we have a lot of traction in a particular segment. Why don't we just
go to an adjacent segment? If we just add two more features, suddenly this will be appealing to an
adjacent segment." A classic example would be you're doing something for, | don't know, small and
medium businesses and you say, "Well, now | just have to add two more features and now I'm going to go



up market and I'll get to compete in the enterprise." Or it could be the other way around too, where you
have something in the enterprise business and you want to suddenly go down market to SMB.

AR ERIE:
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(00:29:44) Manik Gupta
English:

In my view, it's hard. Because again, the capabilities that you need, the thinking that you need, is
something you have to really be clear about. This is not to say that it will not fit in the company's
portfolio. It's just that when you're making a choice like that, make sure you set it up well to succeed.
That's the other part of the equation as well.

FRCERIR:
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(00:30:02) Lenny
English:

Speaking of setting it up to succeed, you also have this idea of a consumer stack concept that | think

you've been talking about at Microsoft. Can you talk about what that's all about?
FZERiE:

WEIARINBF S, (RIEE—1 “BEEBRAK” (Consumer Stack) IS, HBMR—BEEMRIKILX
o fREERIXIB B EAMEND?

(00:30:11) Manik Gupta
English:

Yeah, sure. One of the things that I'm doing at Microsoft right now is, while I'm working on a lot of the
consumer communication products, the other thing that I'm really helping the company think about is
how do we get more at scale consumer products built at Microsoft. Part of this is just distilling some of the
learnings that I've had over the years. | think there are like five things that | would talk about, which I call
the consumer stack, which is essentially a set of capabilities that companies need to have a good chance
of success at building a consumer product. Remember, nobody can give a playbook to build a successful
consumer product. That does not exist. Because as we were discussing earlier, it's so fickle and so many
things have to go right for you to build a successful consumer product. But at least you have a set of
capabilities, so you set yourself up the best.

AR ERIE:
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(00:31:01) Manik Gupta
English:

The first one | would say is around design-led thinking to delight users. Going back to your days at Airbnb,
Lenny, I'm sure this is something that resonates with you. Design for consumer products is such a critical
part of how you build the right pull from consumers these days. Poorly designed products have no
chance at this point. Your craftsmanship and the design capabilities have to be A plus. And if you don't
have that, then you should really invest in that. This is not just about having the best designers. Of course
you should. It's just the thinking. It's a attention to detail. It's the attention to how things are pixel to
pixel, moving from one screen to another screen and so on. You really have to sweat it out and really be
clear in terms of how it's adding value to a consumer. That is, | think, a core capability in these days to

build a consumer product. That's number one.
FRERIE:
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(00:31:54) Manik Gupta
English:

Number two is strong focus and prioritization. You can apply strong focus and prioritization to anything in
life, but | think it's even more important for consumer products. Because oftentimes people, when they
think about solving a problem, they think about coming up with 20 features at the same time, and it's not
needed. You don't need 20 features to solve a problem. You just need one or two features which work
really well. This whole concept of critical user journeys. How do you make sure that, if you're solving
problem X, any feature that you build in the product... Firstly your product should have very few features
in the beginning. But even if it has those features, it should be well designed and it should have the focus
and prioritization so that you're only getting things for the critical journey so that the user can use it and
not get confused. That's the second one.

FROCERIR:
FIRE “BANTIENMRERHF o AL —RNABEIEEFNEANSEEL, ERIANEXNHER

FRAANEE, ARNBEEAMNETREZRANEN, SBFFENHEL 20 M08, BELSKE, FFAFE 201
DHEERAR— A, RRFBE—RMEITRENINEE. X2 “X#BAFKRIE" (Critical User Journeys) #Y
B WAIHRINRIRERRRIEE X, (REF mPRAERIIE - B, RS~ REFRNNZRERDE
e, BEMER TXLEINEE, Sl MENZEREIREORITH, HEEFRBNT IRMMAER, XFMAEER
NXRBEIRIZRMEINEE, LA EBERMAREIEDR. XBFE_~o

(00:32:38) Manik Gupta



English:

Most PMs totally understand that. That's their job description, to focus and prioritize. But | feel like a lot of
times the PMs do get very confused and distracted, because the number of ideas that people have is so
large that they want to just throw everything into the product, and that doesn't work. You have to keep a

very high bar for focus and prioritization. That's capability number two.
FRCERIE:

REHFmEE (PM) MR2EHEX—m, XEMIMERZEMAE: TENHF. ERBERSIHE PMBLS
RERZAND 0D, BAANINERSZ T, UETFMHINEEFREARBAHREH~RE, BXITFHE. RBEANE
MR AR HFREFRSEINE, X% HEN.

(00:33:00) Manik Gupta
English:

Number three is having the right metrics and instrumentation. This talks to the data aspect of the culture,
which is, if you don't have the metric with regards to what you're optimizing for at the initial state of the
product, middle state of the product, late stage of the product, you're just not going to choose the right
things. How will you measure success? How will you convince yourself, your team, and broader
stakeholders that this is actually working or not working? Having the right metrics is important, but it's
incredible how many times people have the metrics but they don't instrument them. They'll have all
these debates, because the product is not instrumented properly. And everybody will talk about the same
metric, but they'll have different nuances in terms of, "Oh, what does it really mean? What is a daily active
user? Okay, daily means... Okay, | understand it's on a daily basis. What is active?" And there'll be debates
about what is active. Pick a definition, instrument it, codify it. No confusion. That's number three.

FROCERIR:

F=RE “WHEWNERMER (instrumentation)” o X RXXUWHIEIREIES E. MRIRESmAFE
FER. FRERRTER AN HARN B B BRI L IKIEIR, MRELTEAME IEMANER RINABEMRIN? RINARRE
2. HAME ZHNFmBAXE, IERAXBLARELTR? AEEHNETRER, ESARUEREHE, &
ZLRMIBTHEFANRNHITIER. MS#TEMEHE, MNBEENT@mKBEERER. S MASEKILE
—MNMER, BERINEAMES, thin: B, XBREFAER? tAaZ2HERA (DAU) ? B, ‘B’

MERIE, B4R &K ? 7 AEMESXTHAR T8 FEFIL. EE—TEX, #HTER, BH
R, FEBAEN. XRFE=Fo

(00:33:59) Manik Gupta
English:

Number four is more on the engineering side, which is how do you get to a very high ship velocity, and
the ability to experiment and learn fast. At a broader level, especially during the initial phases, if you're
not learning, you are really not doing anything well. You've got to be learning. You've got to be learning
good things, bad things, doesn't matter. You've got to be learning. Having the experimentation velocity,
having a building culture where engineers are able to check in code, see the results, and then quickly
come into another release and stuff like that, | think that's really important for a consumer product.

AR ERIE:

BUREZEEIEAE, BINARIMEREN “REEE" (ship velocity) , MRRESERMNFSINEEN. ME
[TZHRERE, 3R ENGMER, MRIRKEEFS), BAMELA AN (RETEFS, FELF



HARPE. FARE, XEAEE, EENZMEFS. HERERE, AAILTIREMEBRIAR. EEER
HIEFENT—TRAEBIEEXN, BIANXIHERTRMEXREE,

(00:34:29) Manik Gupta
English:

Finally, underpinning all of this is just having strong talent. Assess your talent; your product talent, your
design talent, your data talent, your engineering talent, your marketing talent, all these functions. You
just have to have a talented pool of people who like to build stuff, and they're the people who understand

and have the empathy for consumers.
(00:34:50):

To me, | think these five capabilities... And as a leader, or product leader, or an engineering leader, or
anyone who's basically responsible for running products in small company, big company, medium-sized
company, it doesn't matter; if you're in the consumer space, my thinking here is that if you look at these
five categories and five capabilities, you should really have a report card and say, "Okay. How do | rate
these?" If | were to look at my own team, what do | think about design thinking? What do | think about
strong focus and prioritization? Are we doing an A job? Are we doing a B job? Are doing a C job or D job? |
would argue that if you get to an A job over time, because not everybody will be at A on day one, but if
you get that over time, | think you will start seeing results which are very meaningful. That's how I've
been thinking about the consumer stack.

FRCERIR:

&ia, XEX—UNE SBANAZ" o HMEMRBAZT: F@RAZT &ITAZT . BIEAT . IRRAA. EHA
7, FEXEREE, MOIRE—HENEERBNATE, WIREBRANEREEREONA.

(00:34:50):

MEKG, FIANIXABEES FRGSE. FmdSE. IROMTE, REBEAARENQE. KA5E.
FRRBZEFIIA, REREEEEME, HHER: NRFEAXENEINNATEES, FEZ%E
S—MEGE, [|E): 4, RZMALXLETH? 7 NREMKECHEN, BIIRITRBEELAER? WEK
NEEINMRAERHFEAER? HNMSE AR BR. CHER DRK? HikH, MNMRIREEHEE RIS E
AL (AAFEEBTAE—KEERXEA), MUEAREBIFEEREXHER, XMEHRX HBEERA
%" NRE,

(00:35:34) Lenny
English:

Awesome. | was going to ask how you operationalize this. It sounds like it's going to turn into Manik's
consumer stack scorecard, and bigger companies can leverage this at their own company and show their
manager, "Hey, we're moving really slowly. Maybe this is an area we should focus before we bet big on

consumer."
AR ERIE:

BT, REBRRIEREMELR. WERXSLEM “Manik BEEERARKITD R , KABRUER
HHAEEIKERT: R, RIIHEERXIET. WiFERIMEEREMIARERAZA, XERHNFEXEHN
"



(00:35:50) Manik Gupta
English:

Yeah. I'm trying to operationalize this myself right now in my current job, and | have used some version of
this. | mean, this is not something | just came up with. It's something that has been in my mind for a
while. I've used it in some shape or form. But during my break, especially before | joined Microsoft, | think
this came together for me as something a little bit more tangible that | can use. Then | started applying it,
so | think it's been pretty interesting to see.

AR ERIE:

0. HMAEMEEN LIRS IHEEMELE, RURMBAIERMIIRE, HHERE, XFRZHRRA
BHEKR, MEBARMERFE T —RIENATE, RBUEMTEAERTE. BERAKSHIE, K327
ANHERZH, BINNERFEMER. FHRET. ARERFBVAE, BIEREEETE,

(00:36:15) Lenny
English:

Awesome. I'm hoping that this proliferates through larger companies and becomes a thing that we can
root back to this chat.

(00:36:23):

Shifting a little bit to the CPO role and the VP of product role that you've had at a few companies, in
theory this is kind of an end state for a product leader. Every PM, if they stay down the PM career track,
they'll become a CPO or VP of product or head of product somewhere. A couple of questions here. Oneis,
do you have a sense of how many PMs actually stay on this track and end up in one of these roles, versus
move on to some other role or place?

Fp3CERiE:
XHET, BREEXBEEESALEPRERER, HEARNTAT LB RREN—HE,
(00:36:23):

HHEREREELRATEEIN CPOMT B S8 AE, Bitt, XEFMASEN "BRE . 81
PM g0RIZHRFE PM BRULEERR, RAHIER MG CPO. FRBEISHH~mATA. XEF/L MR-, %
—, RRETHEZ) PM KR L RIFEXFRARZRGXLER, MARKBHMAGRITR?

(00:36:47) Manik Gupta
English:

Yeah. That's a great question. | would say that the percentage for CPO in particular, you having a C title
and being a CPO, | think that percentage is still relatively small. This is just my sense. | haven't done the
numbers to give you a more accurate picture here, but | think my sense is relatively smaller. Because |
think a large part of it depends on how companies are organized. Companies can be organized
functionally, companies can be organized through business units, and oftentimes these days it's a mix of
both. If you look at any company, they'll have some C level functional executives, but underneath them
they'll have GMs. The organization design is just such an evolving field always. And as they say,
companies will go one... they'll swing the pendulum one way and they'll say, "Oh, over time it's not
working," and then they'll swing the pendulum the other way and then they keep going back and forth. |



think the percentage for CPO in particularly in my mind is probably not as big as what people think it is.

Like | said, because of the way that companies are organized.
R EIE:

B, X2—1FEdE. BREW, 15302 CPO XMRI—H C FKHIKAIHIEE CPO— T XL
PN, XRZBRBRERE, FBEEFNHIERREHERNESR, BRESLABENEN. RATKIAA
BRARRELERTFATMALS N, ARTLIRIREALR, WAzl (BU) AR, MRTEEERE
HES. MIRMMBEA—KQE, tIsE—L CENRESE, BEMIIZTERELEE (GM), ARIg
H—EHER— T FERTGE. EWMANRR, ARIGHE—FED: ZFH— AR, I —REERZSEE
17, BERS—NAEE, NbRE. Fik7 CPO BILLAIRTAER A AMITERBIIBAKR, EMFKFR, XZRAQ
SRR B

(00:37:50) Manik Gupta
English:

I think the interesting thing here is | am just seeing personally, having been a CPO myself and also talking
to a lot of people in my network and just observing a bunch of different companies, I think the CPO role is
evolving. Or the head of product role is also evolving. | think a lot of it is morphing more into the GM
model where you're running not just product management but also perhaps PM and engineering, and
design to a certain extent and data science too. You're essentially becoming the overall technical product

leader at the company.
FRCERIE:

FIANEBHZ, RIFEFEE CPOBITAZR, UKSERAARIRMM AR ABNME, FHikA CPO BA
BIETER, HER™mATA (Head of Product) MABHIEEE, HIANRA—HHIEERGM (B215)
BT, MANARTRER, Jdins PMATLIRE, EEEEMREE LEATKITMEHERS, R4
ERAT ABRNBERARF@mATE,

(00:38:27) Manik Gupta
English:

The reason why | feel that is happening is because it's all about accountability. It's about who has the
single threaded leadership model where this person can make all the decisions when it comes to trade
offs and running the roadmaps and all of that kind of stuff. It's not ideal, by the way, in all cases. Because
what that means is, for somebody to be doing that, that person has to be really, really good at all those
other functions too so that everyone who is in their organization respects that. Otherwise people feel like
I'm the second class citizen in this model where this person doesn't know anything about, whatever; my
function and so on. So it's harder, but | do feel that for optimization around decision making, around
having a single threaded leadership and accountability, | feel like that's the direction where the product
leadership role itself is going more and more. At least based on my experience.

FROCERIR:

BURBZAMUREXHTN, BRAXXTF “AZHEH" (accountability) s XX FIERE “RERASER”

(single threaded leadership, TWSEMEHAIEES), BIXN AR ATEREFEE. HITHREZESHSEMELAAE
RE. IMER—T, XHFEMEERTHIRERN., RAXERE, BMEIX—R, BNABAEREHM
REMALIERNS, XEHAAPNENIATREEM, B, AMIEEEFEXMIATESRE ‘T2
R’ , BEAMSEXNEKNRE—SRE. TUXEXR, BRALHE, ATHRARE. KIMEEIEASHAR
B3R, FeMSABERSEERESHBEX I TALRE, EVREBERNERSXEN,



(00:39:19) Lenny
English:

Is your sense that maybe CPO might fade away as a title and GMs become the common path across

companies?
FRERIE:
REVREDIE CPO XM KAETRIRe R B ANHEK, T GM AR R ATIRBARKZEG?

(00:39:26) Manik Gupta
English:

If you were to push me on this, | would say that's probably the direction we will go. | think it's interesting
to also think about CTO. If you look at the CTO roles versus SVP of engineering or a VP of engineering, |
think it's an interesting debate too, what's happening with CTO roles. If a company is organized purely
functionally, | think that's absolutely the right call. But as companies are changing and thinking about
how they drive more accountability and more business units and so on, | just feel it probably will become
more GM oriented. That does not mean that the VP product is going to go away or the VP engineering is
going to go away. | think those roles will still stay. But the C-level title, reporting into the CEO but you're
just running that one function; if | look at over time, maybe that role is lot less prevalent than what we
have right now.

FROCERIR:

NRMFIFERRT, HEWXAEERRKNAH, BE CTONABHLERER, NRMXILE CTO 5IRESRES
#& (SVP) HIiERIZH (VP), XTF CTO AREZHEE—MEBIBHE, MR —KQBAERIRGEEASR,
A8 CPO/CTO 43 R IEMRNESRE. BMEQBFEN, BEMAHDESFFZTHMLSZETH, HRESTEHEE

ZLRFEMU GM AEMA. XAFEREFRBISHBITIRRSHTHER, XEABNEEE. BIRMERED
CEO LR, XHAZTRE—ERRERY C LK1, BEEMTEIAHER, ARRSLLIMELDTS,

(00:40:15) Lenny
English:

Do you think that's partly because there's this weird overlap between CPO and CEO, and there's often
tension of who's leading the product? Is that something you've seen?

FRZERIE:

RINAXER BRI CPO 1 CEO ZEFEEMBTIENES, HELER "BEASTm” LFEEKXA
13? XZERIIRIIRG?

(00:40:24) Manik Gupta
English:

Yeah. | think that's definitely an interesting one as well. | mean, if you think about it, just based on my
experience, what does the CPO really do? What is their job description? | think it's useful to think through
that. Generally speaking, and again, we can always talk in generalizations because that's how you should
think. And every company is unique. But generally you would say the CPO is responsible for driving the



product vision for the company, and that product vision cannot be divorced from the company vision.
Oftentimes this is actually what also creates conflict within the leadership team, where the product vision
is... people are coming up with these grandiose plans. Like, "Oh, we'll do this, we'll do that," but then it's
not really grounded in the reality of where the company is. Anyways, it's around product vision and
making sure it's coherent with the company vision.

FROCERIR:

B, HANXEHBE—NEENR, RIBENEZN, CPO RREMMTA? MINNRABRRHA? BEX
LREMA. —fRYE (RNS2IUAMENSGRRKE, BAXEEENAN, REEXQTEEHZRITH),
R CPO AT ARN T mER, M mBRTERBEATRR. BEXERASE A ~EHRNER
H: PF@BERXEKRT, AMEBRESMHERSGITL, bl “BNEFX, FMNEFERDY , EFLKBERIEILRE
FREWNUE. 22, ROBFmBR, HRRESARARBERT—H.

(00:41:09) Manik Gupta
English:

Then the second big part of a CPO job is execution of the roadmap on the priorities. People sometimes
think that, hey, I get to a C-level position. | don't have to worry about execution. Absolutely not. If you're a
CPO in particular, even the CTO and the head of engineering, execution matters a lot. The operational
excellence. Because things are so complex. | mean, we are in a situation where a lot of people are working
remotely, there are all these different tool sets, there are all these different technologies that are coming
up, you have different competitors. Execution is super important. And if people don't understand that
that's a big part of their job when they get to the senior level, | think they're mistaken. The execution is

another one.
FRSCERIF:

CPO TFMIE M EEH N EZRLEMARINT. AMTERZIAN, IR, HET CRRA, MAFEEOLR
77, BWNFZB. HHBINRIRE CPO, BEER CTOMIEARA, RITHEEEE. LR IZESZHM,
NEBRERT . HMNAELTRZAZEDLANKRIES, EIMAENIAS, EFEAINHEAR, 8
AENREFNF. IITEXEE, IRAMNFERITEEXNDAZRTENEERAR D, HINAMIIME
T PITRSE—TER.

(00:41:50) Manik Gupta
English:

The third is, for a CPO, especially for a tech company, because you are really driving the product
roadmap, it's a very leveraged job. Meaning you have to really work with all your other peers, whether the
marketing person, or the sales person, or the business unit person and so on, and just make sure that you
are really even deeply connected in terms of what is really needed, so that your product roadmap is how
things are going to actually come to life. It's a very cross-functional, on steroids kind of job in that sense.

FROCERIR:

F==, ¥TF CPO, HABRHX QBN CPO, ENIRKMF LM MBLE, X2—MIFEEIFERNT
Fo XERBMMUANSFBEEMEEREAE, TLEEEEAR. HEARRRUSETHTAFE, BRI
RNTHREENTER, MNMLRB~RERAERATE. MXPMEX LR, XE—HREERE. SRENT
Fo



(00:42:19) Manik Gupta
English:

In terms of the CEO, CPO, | think the important thing again is... And this is actually advice I've given to
CEOs of some companies as well, when they first start looking for a VP of product or a CPO. This is almost
like a questionnaire that | give them. The first question | ask the CEO is, what do you want to do? That's
the most important question. Because a lot of times the CEO has either been the technical founder, or
they have been the product founder. They can be a sales founder too. All that is fine. But what do you
want to spend your time on? Because if you are going to get a CPO or a VP of product and then still want
to own the product roadmap and own the execution, then don't do that. Because what is that person
going to do? That's the first question that I tend to clarify between a CEO who's looking for a CPO or VP of
product.

FROCERIR:

XF CEOFM CPORIXRR, HIANNEEN—RE - XWERL—LEEIHTmEIS /I CPO By CEO BIE
Wo HIVF=AMI—MIAZERSE. e CEOE—NIER: “FRHMH4A? " XRREENEH. AR
ZYfE CEO BARBACIIBA, BARFmEIBA, LARRHEERIEIBA. XEHZRH, BIREEN
EEEFAMT? ANNRIMTERE— CPO ™ mEl S8, HNABER~RRLENAIT, Bz,
A SNBHRFHAME? XEFAE CEO Fx CPO 3/~ maEl B T B A B E BRI,

(00:43:10) Manik Gupta
English:

Then the other thing is really about, are you trying to optimize for process? Are you optimizing for
strategy? Are you optimizing for team building and attraction? | think that's a really big one. Sometimes
you have to get the right level of leader to attract more talent to the team. Because people say, "Oh, this
person is working there. Now | want to go work in their organization." How do you think about
engineering and data science and design? How do you think about GM and operations? There are a bunch
of all these things in terms of the design that you need to do before you decide whether VP of product,
CPO is somebody you want to get and what kind of person you want to get.

FRSCERIF:
B—4EZE: REREMLRE? RANRE? T2RAARBIEMAARS? FHIAAATRSIZE—PKI, B
FREE—NEERINAESERKSIEZATMAL. ERNANSH: “18, BBPNAER)LIE, HbEE

AR TE" RNAEFTIR. BERZENRT? MOEERS GMHEE? ERERES TR mal S8
CPO LIRBEMFAFKIAZAE, (REENXLEARGIHHITAENERS,

(00:43:43) Manik Gupta
English:

I think that's where the intersection of the work between this... especially for a tech company, the CEO,
CPO have to be... And even the CTO | would throw in the mix. That has to be very clearly articulated,
otherwise it creates a lot of confusion. Those are some of the things, at least that | observe from different
patterns and different companies that I've worked with and also guided and advised, those are things
that always come up.

FRCERIR:



BANXE LRI E R AR TR AT, CEO. CPO 44l FHEE S CTO @R, XL
ROTEAEE B RALR, BNSERRERE. XEEHEMNEED. ESIHREIENNFR QTR
PR, XERFISESH.

(00:44:06) Lenny
English:
It's interesting how much similarity there is to that experience as there is to the first PM at a company. It

feels like they have to have the same conversations with the founder. What do you want to work on? What

am | going to take on? How do we avoid stepping on each other's toes the whole time?
R EIE:

RE®, XMEZHS5ATEE— PM BENEHIFERM. BEMITLAM VI8 NHITEFERIIIE: (REMH
A? FARMA? TR R EREARERM?

(00:44:21) Manik Gupta
English:

That's actually a... | never thought about it that way, Lenny. | think that's a really good point. You're
totally right. Obviously, if you're at a bigger company, then you're looking for a VP of product. Or if you're
a super big company, then you're looking for a CPO. But you're right. The first product hire that you make
as a founder, you'll pretty much have the same conversations to ensure that there are clear swim lanes
and accountability for that group.

FRCERIR:

XSER— - -Lenny, EMKRIFERTL, RIANXZ—NEEFHNR. RE2EH. B4, WRFE—K
RRQE, REIFHFREISE; IRRE—RBRAAF, MREFH CPO, EIREXNE, FRHEIBEA, REH
BT mAR, BRELOIHTESONE, UHEREEMERSSER (swim lanes) a1zl

(00:44:39) Lenny
English:

Interesting. | want to make sure to ask you, as kind of a big deal leader of product at larger companies, I'm
curious, what do you look for in PMs that are looking to get promoted, or just deciding somebody's ready
for promotion or ready for more responsibility? What do you look for and what should people focus on if
they want to come across as promotion material?

FROCERIR:

RERR. HREREMR, (FAXRARDEERELANTmANTE, HRENE, EPEIREANEERIEES
ERNPM B £, (REBEEMA? IREARBILECEERAEEAES, MINZXEFA?
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(00:45:01) Manik Gupta
English:

I'm a big fan of looking at both the what and the how. So what did they accomplish and how did they
accomplish. Because they're a package. And if you just look at one versus the other, then | think you end



up making a mistake. Usually. On the what, | think the what is usually more objective. What | look for...
And again, it depends on the level of the person. Don't try to calibrate someone based early in their
career. You have to think through that. That they're in learning phase. If they're more senior than you
have to of course calibrate them differently. But ultimately, if | were to boil it down on the what, it's really
about real demonstrated impact. An ideal example is someone who had a strong product hypothesis,
they rallied a bunch of people around them. They may not have come up with the hypothesis. That's fine.
Somebody else could have come up with it, it doesn't matter. But they believed in it, they rallied the team
behind it, they drove towards it and created impact.

AR ERIE:

HEEEREWE “MT7H4" (what) F1 “BAME” (how)o BRZEMIIEET AR, UKRMI1E
NEEREXLERMB. AAXMER— TR, IRMRAFBEF—1, RUNNBEZILHE. XT “BT
47, WANXBELREN. HIHHZ - HA, XEORTBPIANLS. FRRERARFENITEREE
BRI EERHBA, MEAEEBRMITELTFFIMNER. MRMWNERR, (REAZAFRENINE BREL,
MREBRL “BTHA” RE—T, B “HELBRARNEWA” . —PEENFFRE: EAB—NEAN
mfRig, ALY —B#ARREECEL, MIF—ERRIZIREE, X&XR, FIAREBALL, Eft
MHEEXMRIL, TRENBAEXNEREN, HELETFMI.

(00:45:58) Manik Gupta
English:

The impact not necessarily always has to be positive. It could also be a lot of stuff that we learned, but we
learned from it and then we moved on and we did the next rev. By the time we did the next rev, we were
smarter about it. Clear demonstrated impact from an end to end product cycle to me is probably one of
the better indicators of readiness for someone to take on more. And you basically want to give them

more, because now they have a pattern of doing things properly. That's one.
R EIE:

FMNF—ESBEMN. BANERMNFETRSAKRA, MRRERE, ARREEHE, MF—Thid. 3
AV T —IRAET, HNEFERAT . WEKE, MREIRE~mERATRILAERTIE, P2
E-NMARTESIFAIEBESHENREEITZ— MEASBAMNESES, RAIELRIE T IER
MERREIIE. XBFE—Ro

(00:46:23) Manik Gupta
English:

On the how, | just love people who are able to create both energy and create clarity. Think of the flip side.
PMs who don't create clarity is such a time sink and the teams struggle so much. I'm sure all of us, when
we think about back in the day, maybe we were in that position at some point. But we also worked with
folks who were always confused and didn't really summarize, or didn't really follow up, or didn't really
create that level of clarity in terms of what we need to do and so on, and how broken that felt. People
who can create the clarity and then have the energy around them to get things done, | think that's the

how in my opinion. Which is really important for determining somebody's career trajectory.
R EIE:

KT Balny” , HIAFEEWHBLETECISEENELISEMENA. BBRE: ARLEFELISEMER PM
BEEREERE, AASELBNEL. ZEERINFAIEARSBEIE, FTRRAERMHZESLTRMUE, &K
MEMPLESEREEZR. FEE. FiRt. RELZRBBRNNETHANAHRSZT, BHBIEIFEER. &K



N, BBEREBLISEMEHRBTHRIESHNEENA, MEROEFH “EAME" o XXNFTRE—TAR
RN IFEER,

(00:47:11) Manik Gupta

English:

Then the last thing | would say is followership. Really important for PMs. Do people want to work with
them? Do people at some point, as they go up and become more senior, do people want to work for
them? Ultimately people make choices. And if you have a bunch of smart people and they're making
smart choices and they're choosing this person to follow or to be with and work with them and reach out

to them, and you keep hearing things about, hey, so and so wants to work with this person because this
person is amazing; there is a ton of value in that.

(00:47:45):

Those are the three things that, if | were to really boil it down, not looking at a certain level, | think |
always look for those attributes.

FRCERIR:

REHEWE B (followership)o X3 PM RIFIFEEE, ATEMMIT—EIED? Hb(ZEE
TR, AMEAMINIELD? &L, AMISWEESR. ORRE—EHFERAA, IS 7TIRAEREE, ©%EF
BEXMA, HEBEFSXPMA—EIFAEIHEKAM, MAMRFHFRBEAR: IR, EEBNITASG
B, EARXPAXET” ; SEHPESEEAINE,

(00:47:45):

MRBADRIMELE—T, XZRmEH—EETF R

(00:47:51) Lenny
English:

Those are awesome. So simple and clear and succinct. | like the way that you framed it as followership
versus leadership. There's a lot of PM attributes leadership, and there's something really nice about just a
way to understand that as how many people are following you and excited to work on the things that
you're trying to get them to work on. That's very cool.

(00:48:11):

Along the same lines, when you think about PMs that had an inflection point in their career, do you find
that there's anything correlated with something that leads to a large inflection in the progress of
someone's career where they all of a sudden started doing incredibly better?

FRERIE:

XEXET, BE. B BE. BERMFEXERA BN mAE “USH” . PMBRRFPEREZXT
WEHHER, BR “B% L ANEMRERF, HNFRAEILMITMHNEREREMNE RIEBRX—R, REERHF,
XIRE,

(00:48:11):

AERFNERRE, SRERIBRLERWAEERIETS (inflection point) Y PM BY, REBAMBTARERS
B AEERERTCEREX? BM1SRAZ BIRIVEREHE.



(00:48:24) Manik Gupta
English:

I've gone through a few inflection points myself, and almost always they've happened because
something in the organization changed, so | got a shot. There's always that luck factor, going back to the
first question that we discussed.

(00:48:37):

But generally speaking, | think the inflection points happen in two places. One is when someone has
really successfully changed the dynamic, or the trajectory rather, of a particular product. That's a huge
inflection point. That doesn't happen very often, to be fair. But when it happens, you know it. You know,
as a leader, this person worked on this and they actually led this change and now we are playing a
different game. We are playing a bigger game, we are playing a different game, all of that kind of stuff.

AR ERIE:

HECHEHIURENR, PSRN ARABRETRELEDL, ERBETHIE. XEEHEARS,
EEIFEABTICHIE— A,

(00:48:37):

BERRE, RAABFRREER MG, $—, SEABERDMSEET —MEEFRHNEE, HERZ
Wi, XR—TERNETR. AT, IHFEELRE. E—BLE, (RMANET. (FAASE, (RE
EMARRTEMAE, WNEFELEATTIMEE, WERNENT P RENFE, RIER—NEAIE
X, —MNARREBEERL, B,

(00:49:16) Manik Gupta
English:

In other words, what I'm saying is the inflection point for a career is correlated strongly with the inflection
point in the product. If you can connect those, the cause and effect... If there's causality and not just
correlation, if there's causality in that, | think that absolutely means that you've got a winner. And you
really want to bet on them and you have to give them a lot more to do, because they have the ability to
doit. That's one.

AR ERIE:

WaiER, RERNE, RIEENRITRS T mii =EEX. MRMEBXRERRER, HEEPH
ERXR - MREFEERRXZMARNEEXYE, FHANAXLXNEREMRKET —TRR. f=IFER
ENE ETFE, LAIESES, RAMNEEIHEL. XRF—Ro

(00:49:38) Manik Gupta
English:

The second is, oftentimes as people go up in their career, they start managing teams. They become a
manager, and then you become a manager of managers, and then you become more senior. | mean,
that's the organizational trajectory that happens. One inflection point that I've seen is, when you go from
being a manager, a first line manager, to becoming a manager of managers, and if you're able to navigate
that with very strong effectiveness, then you know. If you're their manager or if you're their leader you
know this person has got their act together. Because managing ICs is so different from managing
managers, because then you now need to create a structure. You need to be able to determine how much



you delegate. How do you coach? How do coach your managers to do the right thing? If you see
somebody making that transition effectively... And you have to give them some time, but if you see that
and you know that they're actually doing it, and again, a lot of followership, a lot of other things are
happening, good things are happening, then you know they're at that inflection point where they're
ready to take on more.

FROCERIR:
FmE, BEMEEATRUNES, WIIAREERN. tIRAZIE, AEMAZENZE, AREEE

HR. XRALPFERT. HKRAIN—IMEIFRZE, SMMN—REZE (—4EE1E) RTNFENZERN,
NRIREEIEE SN I XL, BAMMATI T . MRMZMNNZEHGAS, MSMEXPNABZHEN
RET. AREERMATRERE (IC) SEERZEFEFR, AAMAEZTERL—IMEN, MEERERNS
o, WEHITHES, NEHSMNSEEMERNSE. NRMEEIEABRTHR T XIMET (REELH )
—LEptiE) , RMRBFMNENMET, HEBRERILEAMNENS, REFFETLRE, BAIRREELH
MNELTFRIEFTR, EEFAEESHET,

(00:50:41) Manik Gupta
English:

Both product inflection in terms of real output and this management prowess inflection in terms of being
able to effectively lead going from one step to another, a manager to becoming a manager of managers; |
think those are the two places where | feel like, if | see somebody doing well, | know they're ready to put
more onto them.

FRCERIR:

TLRAELRFHAEN T @, ERM—ITMEREIS— MR (MZERZENEZIE) BRASHEREE
BT, TANMREEIEAEZIR NI AERMEE, HRALER SMIIMEF T,

(00:51:00) Lenny
English:

Do you find that second piece is this filter for PMs that do well in this manager manager role and go on to
do better and better and then a lot just fall away because they can't handle that?

AR ERIE:

MEEBRR/E_Re—TIIEE? BLE "RENZE AEPRALEN PM SBREF, MRZARANT
RN T FA?

(00:51:12) Manik Gupta
English:

Yeah, | think so. Maybe I'm a little bit more traditionist on this point. | know there are other schools of
thought on this, which | respect. Which is there are a lot of times where people are like, "Well, oftentimes
the best PMs are PMs who are IC PMs. They have this crazy, incredible, unbounded energy and they don't
want to waste their time on management and whatnot and do that. Because a large part of a PM's job, by
the way, is managing by influence. PMs typically don't have large organizations. In fact, one of the most
leveraged teams in almost every company... Because you talk about PM manage ratios, PM design ratios,



they're never one-ish to one, or one-ish to five, or one-ish to six. Sometimes it' going to be one-ish to 10.
At Google it used to be one-ish to eight to one-ish to 10.

AR ERIE:

=, REEN, BFEX—SEBERES. RAEXIEEMNRK, BBEEMI]l. REZHEAIS
B “BEREH PM E2BLEDMATE (IC) PM, tiAERIE. RA. TROEEE, FRIBHREREZEE
BZEXMEEL” IMER—T, PM TERA—SDSEILMIHTEER, PMBESERANEALR, EX
£, ENEESRRFHR, PMBRIFEESHNENZ—. BA%KE PM 5EEMLLE. PM 5i2ITHLLE, &
IIMEFRZ 1:1, BFRE 155 1:6, BRNERE 1:10, 7E Google, LFHEREZ 1:8 F 1:10,

(00:51:52) Manik Gupta
English:

| personally see that transition... If somebody's making that transition successfully and they're getting
good scores out of it and delivering the product and the output of the team is significant, | definitely see
that as a good filter criteria for someone whom we can bet on.

FRCERIR:
HONRABEFELE - MR B AINKRIM T XML, HRE T REFOITN, A7 ~m, BEEARBHIE

BEE, RENIBEHMAN—MRIFITEINE, KA PARTERHIN T,

(00:52:06) Lenny
English:

Do you find there's common habits or pitfalls PMs make to shoot themselves in the foot in their career,

especially early on?
FZERiE:
RREKRIM PM ZIRUEEFR (CHEFH) F—LEEUNIMEMKEH, 2SHMiIaRq12?

(00:52:14) Manik Gupta
English:

Oh, | see that all the time. There's a few of the things that | have picked up. And by the way, | was doing
this too early on and | learned the hard way. The first one | would talk about is you are early in your career
and everyone expects you to just manage things and manage the process and all of that. Make sure that
trains are running on time and all of that. Which, by the way, is really important for an early in career PM
to understand. That that's actually a big part of your job. Let's not over glamorize a PM. A large part of
being a PM initially is just basically doing whatever the team needs you to do. But | think one of the
pitfalls of that is, if you start putting process over progress, that's a problem.

FROCERIR:

MR, HEERE, RELET/LR. MEHR—T, HFHBILETXESE, HHHTEREIAN. F—x2E, SR
RFRWEERH, SMATREMRRAEEEES. EERESESE, BR “NFEENEBT . RER—T, x
FERRWVETEFHRRY PM i, ERX—RFREEE, XWBEELIEN—KED. HITFAEE PM XMRALTERE
o &4, PMBIRR—E0D TIEm B MBI T EMAENERSEE. EFRIUNNEFH—NEME: WRIRFIBE
“ntg’ BF HET ZLE, BmEiEE.



(00:52:58) Manik Gupta
English:

What | mean by that is, you want to introduce process into almost everything that the team does and not
be flexible on shipping things out there and all the things that can come in the way of progress. If process
is helping progress, great. But if process is hurting progress, you should not be the person saying, "No, no,
no, no. We can't do it, because I'm just so married to the process. Because as a PM, that's what | own." |
mean, as a PM you don't write code typically, you don't write design specs, you write product specs.
Sometimes you feel like, what is the set of attributes that | own? Especially early in career PMs. And you're
like, "I own this process. | own this weekly standup meeting, or | own this sprint planning, or whatever."
And then you get so married to it that you forget the fact that that's just a means to an end and the end is

what you're going to be actually measured on. That's one mistake that | see people making early on.
R EIE:

BRORRRE, MBEENSHLFE—HFEHE5INGRE, FEEAHTmiEAAEARHENERE IR
BRE. WRAEEHTHE, BRFT. BURAERETHE, (RALZEBTER “FAF, BHAIREX
B, RAARBIRETRIE A, EAERPM, RREERERMRE—EENARA. HNERE, FA
PM, fRBEARERED, AEIRIHME, (REFmilE. BRFRER, RIRBEMTA? [aIRRULAEEFH
B PM, fREHER: “HRAXRE, A TMEALS, HERMEXNHRIITL (sprint planning) F
F.” ARMEFMALRETRE, UETEIETERZREBENNFER, MERXHEMZNRT BN . X
EREIAMNBZHELH—HEIR.

(00:53:48) Manik Gupta
English:

The second one is becoming really too self-centered. It's all about me, not the team. I'm the PM. There's
this myth that keeps going around. The PM is the CEO of the product. That's one of the most incorrect
things in the world. The PM is an enabler. | said earlier, it's a leverage job. Your job is to really make the
team successful. Of course you have to have the product thinking and the roadmap and all of that, but
sometimes this can go to their head. Then people become too self-centered and that's a red flag.

AR ERIE:

BMEREEFITFUBTEANFL. AFHIBEBS, MAZE. FHE PM. —EREEXEFE—THIE:
PM 2By CEO, XRHR FRFXNEBZ— PMZ—PHAEE, RZAWNT, X2—HIFRHNI(E
RO TIERILEAIRIGRLIN. H2A, MMBAAmBENREAESSE, EANXERIL PMAEXM. ARA
NE/IFUBRERNFL, XR—PMERES.

(00:54:21) Manik Gupta
English:

Then the third one would be just not admitting your mistakes or learning from them. Early in career, the
only thing you should optimize for is learning. Sure, you'll make a lot of mistakes. You don't know much
yet. You're just coming into this journey and you should be humble and you should be learning and you
should be saying, "Oops, | screwed up over here." And that's okay. That's fine. And by the way, if you work
in a company where that is not accepted, you should not work in that company. What's the point? You
should really be optimizing for learning and learning from other people. And people should be saying,



"Yeah, don't worry. It's okay. You made the mistake. Learn from it. Don't make the mistake again. That's

fine." But that's the kind of culture you want to choose for yourself.

(00:55:01):

Those are the three pitfalls that | see people get into, especially early on in their career.
FEiE:

BZNBAFONHRIAMPES, FRUVEERHE, ME—NZAUBMEF . HA, RILRZHE. R
BT REAEZ, (RARNRIFIAXERIRTE, RMIZFRERE, REHFES, HFEFiR: “WE, REXEED
To' XRRFR, XRER, IMER—T, NRFE—RFBFLHOABILIE, FARMIZER)LFE. BET
ARXIE? MRNZBEERKFS), MMAFS. AMNZR: “&XFH, 30, fRIETHE, MFFES, TR
ABIERMIT T . XRF" XA BIRNIZN B SiEFRI Lo

(00:55:01):

XMEHEIN. LERRUEERHNABZBAN=1FKH,

(00:55:05) Lenny
English:

You touched on how different companies work in different ways and look for different things in different
PMs. And something | wanted to ask you is just to chat a bit about the difference between working at
Google versus Uber versus Microsoft as a PM, and also just generally how product is built differently at
these companies. It's something I'm trying to do with this podcast as much as possible. Just give an
overview of what product is like at different companies. You've worked at three of the biggest, and so I'm
curious to hear what you can share around that.

FROCERIR:

RERE T AENQBEEARARE, ¥ PMBERBARRE, HBRISIRIHITE Google. Uber MHEIEE PM HIX
A, URXERTEMEFRAENER. XEREXLBEPFRAEEMON—HE: HRTRALRNTH/X
o MBEEF=ZXKEANAF LD, HREBRIFIREIDE,

(00:55:32) Manik Gupta
English:

Yeah. It's actually really interesting. | mean, all the three companies are so different. Google, the core DNA
of the company was very much engineering. In fact, there used to be a framework which was around
technology insights drive innovation. It was always about what is the best tech we can come up with,
which is going to indeed drive innovation, and have a longish view so that the market will get there. That
was the Google philosophy always. As a PM, your job at Google... It might have changed in the last six,
seven years that I've not been there, but at least when | was there from 2008 to 2015, especially working
on Google Maps, it was all about how do you take good long-term bets grounded in strong technical
insights, and then use the power of Google Search distribution to really get your product out there. That
was it.

FROCERIR:

B0, XHLIFEEEH, X=RAFTEERE. Google W1Z/lr DNA FFERA IR, FX L, MURIE—MESR
BXRT “BAFEERDLIF" . BRAXKIHMNEVLHNSEFIRAZRTA, SRMAEHEIH, HRFHKIT
AUBRYE, FFMIIR L, X—HRE Google WHF, {FA Google B PM (BRARBEEHNCET, BRATEE



BT, EED7E 2008 E 2015 FFH 5153 Google #ERY) , ZOETFIAIERFRBANKABRHITRIFNK
HAEZE, PAIGF)A Google BRIV ABENIR T miEM™T. FEXH,

(00:56:33) Manik Gupta
English:

On the Maps team, our innovation was pretty much around crowdsourcing everyone's location signals for
traffic. Huge, huge accomplishment. We had the best traffic models in the world. And then being able to
do this crazy route optimization for driving directions. Then on top of that, we had the search stack, which

came from Google Search anyway. So that you can search for any address, any business and so on.
R EIE:

EEERA, EMNNEHFEERZRAESIANMUEESRKRIBAES. XB—TEXBIBR, HiAEH
FERFHRTEE, AERRERBABREARERENREMRL. Rtz RITEEREERARE (RE
Google %) , XAF{REA] LUEREMIHUL, ERBEREFS.

(00:56:55) Manik Gupta
English:

Anyway, as a PM it was partnering very closely with engineers and really amplifying the engineer's ideas
and so on. | think at that point also a lot of Google PMs were very technical. Very, very technical. Because
that was just part for the course. It was expected that you will be able to at least have engineering
discussions. A large part of what | did as a PM at Google, especially initially, was getting into the technical
details with my engineers and really geeking out on what we can do. That was the Google model.

FRCERIR:

22, fEAPM, RREESTRERNERSE, HEERKIERIMNEZE, FIANHIEZ Google B9 PM EBIEE
BRA, ERERE. AAREELRER, AKMALEMRELVESETIEITIL. KT Google 181F PM HijE] (LH
=), BRA—HAITERSIEM—ERNAREAAT, BENRERINTTUALINRAREY, X
Google &=,

(00:57:25) Manik Gupta
English:

By the way, one thing | should say about Google before | go to... At Google as a PM, at least all the way up
to the time even when | became a director, | never had to think about business models, man. Never. It
was fascinating. You were in this weird state where you could just build and have the consumer traction
and all of that, but you never thought about P&L, never thought about revenue and so on.

FRZERIE:

@R —T, TR T—KZ2E, FFE—T Google: 7E Google #HE PM Hijg], EEEHRIFEM AL, MK
AEEEZEFUER. MRAFE, XRHFW, RAF—HHFRHORES, MEIURERNE~R. KA KRS
51, HIMNAREERER (P&L). MAREEBRNESE,

(00:57:48) Manik Gupta

English:



Then | landed at Uber, which was very different. Uber was very operations, very business driven, very
P&L. In fact, one of the most incredible things that Uber did was they had a dashboard which every
employee in the company could look at, and it had last week's revenue, last week's number of trips that
we did, and you could slice and dice it and all of that. | think that changed over time as we became a
public company and so on. But the point was that it was really in your face all the time. When there were
weekly newsletters sent out, it was all about growth, it was all about business, all of that kind of stuff. It
was very operational and business, so as a PM over there it was a lot about managing a bunch more
stakeholders. The operations teams, the marketing teams, the policy teams and so on. And how do you
work with them to deploy your product into each of these markets. Of course then a large chunk of your
work was still working with the engineering team. It was different in that sense.

FRCERIR:

SAIRHET Uber, BBEIFEARRE, Uber FEEEIZE, FE WS, FEFEN M, FELE, Uber fiid
FARNNERZ—=, WIIE— NS TAIHMEFIINNERE, EEELEANKBAN. LANTIES, R
LUEITEMAERE DI FEERMN LT, XEATREAETEN, BEERRE, XEME—BEMEFRR. S8F%H
MREENERXTERK. XTUSZEN. EIFERADSEMILS, FRUEAREN PM, RA—SDIER
EEEZNAHAXE . TER. EFREN BRENES. MEESMWIIEE, BrafERZ M.
S8, IRIENRA—HINARSIRERAKEGF. MEXPMEX LR, ERF—H

(00:58:47) Manik Gupta
English:

| think at Uber the other thing was it was also much more of a real time business. | mean, Google was also
real time. Google Maps was real time. Billions of users were using it. But Uber was... every day there was
something going on in the market and you had to keep on that hustle in terms of how do you make sure
that your staying competitive, your product is working well, there are no outages. All of that kind of stuff

was really important.

FRCERIR:

FIANTE Uber W5 —MHERE, EERE— RIS, HHERRZE, Google LEKEIRY, Google tEHZESE
B8, BRHZAFERR. B Uber @ hip LBXREMAERBELRE, (ROARSEM “Btas” BORE, HBR
FRERED. FaETREF. KBS FIAXEHRFEEEER.

(00:59:09) Manik Gupta
English:

Then finally, on Microsoft... | mean, Microsoft has been around for quite a while. The company went
through so many different things and then over the last several years, especially under Satya's leadership,
it has done so well. Incredibly well in terms of how the company has changed the culture, the kind of
products that they have in the market, the traction they have in the market.

FROCENIR:

REEM - HHREEFERKNET. XRAFDEHTXAZEE, EIEN/LEE, K527E Satya #Y
AFT, RUFEEF. TR ABUEILE. HERHZE~ @i, E2AENH LNRSI7, HBRIAES
AELLES,

(00:59:29) Manik Gupta



English:

| think | would describe Microsoft as both... first and foremost, it's a very strong tech company. The
engineers here are incredible. Oh my God. | am so privileged to work with some of the best engineers that
I've worked with in my career. At the same time there's a lot of legacy. There are a lot of products that
have been around for a really long time, which is good and bad. The good part is that they have seen
pretty much every pattern there is to see. In fact, they came up with a lot of those patterns themselves.
The bad part sometimes can be that change is hard. How do you convince people that we're going to go
down a different path? As a PM, a lot of it is around bringing outside in perspective, bringing clarity of like,
"Hey, this is how it has actually worked somewhere else." Bring a specific example. Let's try it out and see

how that works.
RS ERIE:

FEBRIEHERA Bk, ER—RIFFBARIRAQE . XENTIRERMEERTRN. XM, FKRE
ZRSHRUEEPIINSENFTNIRITHSE. SkEN, XEBERZHELER (legacy)s BRZTMBELE
FETRKNE, XBERFFHENE. FH—EE, MIIIFRITHRENRN, FXL, RERAMIM
MNECLEN. FN—EENBEERME, RINARIRANZKNEZE—FAERE? FHPM, BRX—E2 I
ESININER A, WHRBMIE, thal: IR, XREFEBSEREENAR.” E—PEEKFF, (TR
—iX, BEMRNA,

(01:00:13) Manik Gupta
English:

The final thing | would say about it is the company is so grounded in trust. If there's one word that | would
say about Microsoft is trust. They really care a lot about customers. Customers trust Microsoft a lot. I've
been in some of the customer meetings myself and | can totally hear what customers say. It's all about
trust. They expect resilience, they expect the products to work, and they expect that when they have a
problem on the surface, that Microsoft will take care of it. They built that over time. A lot of that goes into
your mind as a PM when you're working in that company, that a lot of the stuff that we are doing here is to
really help our customers.

FRCERIR:

RERERNZE, XRQBIFEIE “BEF . IREA—MERTEHMR, BR2EE. MNFEEXOE
P, EREIEEEEHR. HFEESMI—EERIN, T2ERIFTFHIOE, ROMEEE. MIIE)
M, MM mEEER T, HARESRELINEAN, MREARRR, XEMITKIZIIERN, FABE
B9 PM, fRZBZIEE: BAEXEHRNVRZSZREE2N T HEEBPRIINEF

(01:00:48) Lenny
English:

Going back to your point about company-product fit, these cultures and the way they work just fits
perfectly with the thing they end up building. | wonder which one comes first.

FRCERIR:

EIRRXT “REAFREEE" IS, XEXUMEEARNTE/MRZS T HIMNREWEN™ R, KRIFTW
_/|\§IEH:III)HL:O



(01:00:57) Manik Gupta
English:

It's true. That's a whole nother conversation we can have at some point. | have a lot of thoughts on that.
But I'll just echo what you just said, which is that's the reason why it's so important for companies, when
they embark on new initiatives, to be really, really thoughtful. Is this the right area for us to get into? Or
rather, what are the conditions and the reasons why we are getting into something? We have to be super
clear on that. Because if the starting conditions are not right, then you will just trash the team. The team
will keep working on something and people will never find the right internal fit. So that's super
important.

FRCERIR:

Hascantt. ARRIANTABAUHITHS —MER, RN BERZSEE, ERIBFRRRIARE, XHMEN
FARBERIHMERLHIE. FEEE, XEHNIZENNERBIUHT? HER, FATFENFE DR
BFRHMEREMFA? RDTUIFEBM. EAMREERAERX, MRIKEHN. ARE—ELTE
%, EXKTHRAEIERNAREER. FIUXEXESR,

(01:01:35) Lenny
English:

You worked on Google Maps and Uber, which | imagine you still use often and maybe billions of people
use every day. Is there a feature that you wish that you built back when you were on the team, or that you
think should be killed, that annoys you about either of those products?

FROCENIR:

&5 Google #EF Uber, FZBMRIMEMEEEAEN], MEASXKAIERERTCATER. BREAIRE
RMHEYFERARBARLERN? HEMIANRIZIIER. ILREEIRIREIIIEE?

(01:01:50) Manik Gupta
English:

Wow. Okay. This is a super interesting one. | don't know if that's something that | could have built at
Google Maps, but one of the things that's interesting is the self-driving technology has just not gotten
there fast enough. | feel like the best and brightest actually worked on it and are still working on it and it
will get there. I'm a big believer. But of course the timelines have shifted for various reasons, because it is
areally hard problem. It's actually really interesting to see what Cruise is doing right now in SF. They have
started the pilots and so on, so I'm really happy to see some progress happening. | know Waymo's been
doing a bunch of this already.

FhSCERIE:

I, FIE, X2—NMEREBNRT, HAFERESF2IEET Google tEWEERNEAA, BEEEN—=
2. BIBRRANEEREEABR, ERERMNE. RIEBPWARIES5EG, #EMESEH, EBES
SHMA, BREEX—m, BHA, AFIMHER, HER#ET, AAXBER— P EEHMRR, &2

Cruise BRIEIRZWLFERIFERE, MIELARTHAFE, HRESHEEHRE, HHE Waymo BELMH
TRZMEXI

(01:02:29) Manik Gupta



English:

But it would've been amazing. One of the things that we used to talk about all the time at Google on Maps
was how would we design a navigation product when people are in self-driving cars? We had some really
interesting ideas at that point, but we never got to it. Not because we didn't prioritize it, but the
technology isn't there. | still keep a close watch on that and see at what point are we going to get there.
It's going to take years, but it is just such a different paradigm. It's like computers talking to computers,
algorithms talking to other algorithms. Then there's a human in the mix in terms of serving the human at
the end, but it's like the human is not initiating that much. It's just, stuff is happening around it.

(01:03:08):

Anyway, that's one thing that is unfinished business, if you will, in my mind. And hopefully, as the
technology comes together, that will happen.

AR ERIE:

BINRAESSMAMANE T o LIFITE Google EIRFIPA, FAVEEITIE: HANLEEDBIRAEEN, KilZmmA
RitSM~m? SNRNE-LEBEEORE, EMRMELRE. FREANKNAEDR, MEKRAREKE
ilo HMABTREFEX—R, BRI ARERERXN,. XFBRZEF, BEEE— 12 TEANER. MEE
MEMBRIE, FAEMREENE. BRARKXENTIRS AL, EAXFTERTERERBAZEE, SHEME
BEEBAMAEET .

(01:03:08):

B2, XRFOHF—H “KENFL" . FEMERARBER, SRAREBLHR,

(01:03:16) Lenny
English:

Amazing. Manik, you've been extremely generous with your time. Just two last quick questions. Where
can folks find you online if they want to reach out maybe, or learn more about what you're doing? And

then how can listeners be useful to you?
R EIE:

AT, Manik, fRAJEFEIRVIRIIEBFRER, RERNMEENE-R: MRAMBKRIRK T RESIRNEES, 7
TP EIR? LUK, WrARA]Afrig i A%58h?

(01:03:28) Manik Gupta
English:

Yeah. You can find me on Twitter, you can find me on LinkedIn. Those are the two places. | have not been
very active on both those recently. I've not been active as a contributor, but I'm very active on those two
platforms as a consumer. If you have any questions, if you have any thoughts, would love to hear from

you, so please send me a note.
R EIE:

9789 fRATLATE Twitter # LinkedIn L#EIT. RIEBRAEXRNF G LEAXER, EOFZENABTTR
E, BERENERETLEIFEER. MRMEEAEEAIEE, HRESHR, BEARLES.

(01:03:47) Manik Gupta



English:

In terms of how listeners can be helpful, | just want to learn what's new and what's out there. I've had the
privilege of being in these incredible companies. The reason why I'm still doing what I'm doing is because
| still want to learn. If there are better patterns out there that you're seeing, particularly around how to
build products, would love to know if there are other ways people think about finding product market fit.
Because that's such an elusive thing that | just keep thinking a lot about. If you have some techniques,
some tips, some best practices that you have learned and it has worked for you, please, please, please
reach out to me. | would love to learn that, because it's so important for us to keep having that
conversation.

FRZERIE:
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(01:04:24) Lenny
English:

Awesome. It's always such a pleasure chatting. | always learn a ton. And this did not disappoint, so thank
you again for being here.

RS ERIF:
KET, FMRREE—THET, RFITRSZ, ORWEILRKE, BRBSHRIIEIHE,

(01:04:30) Manik Gupta
English:

Lenny, thank you so much for asking all these questions and giving me the opportunity to share my
learnings over the years. Thank you.

AR ERIE:

Lenny, JFERHRRHXLERE, HLBINEDZFRHXEFERBOST. 5.

(01:04:36) Lenny
English:

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

FRCERIR:
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