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(00:00:00) Marty Cagan
English:

There is no question that a lot of companies overhired during the pandemic. | go into some companies
and honestly | can't believe all the ridiculous roles that they have, agile coaches and product owners and

product ops and business analysts.

AR ERIE:

25N, FEZATTEREHEEERET, BREH LT, BRI, REERBEEMINEIITHRAZR
BHAE: SUEHRZ (Agile Coaches). F=&mHiFE A (Product Owners). F=@izE (Product Ops) LUKk
@ (Business Analysts)

(00:00:13) Lenny

English:

And this is essentially the theater you're describing, people that aren't real product managers.
FEiE:

XA EMEIRFEARE “8X” (Theater), X¥EAHAREIEN™REIE,

(00:00:18) Marty Cagan
English:

They're dramatically overpaid for the value they provide. Because it's a project management role. It is a
lot easier to deliver output than it is to deliver outcomes.

FRCERIR:

BEXFAHRHENE, MINFMNEEEE. BAXERER—HEEEA®, XF “TH” (Output, f5
Dhie £4%) EHRME “BiR” (Outcomes, BUSMNE) B5EZ.

(00:00:27) Lenny
English:
What made you decide to write another book and what is it about?

AR ERIE:



A AILRREBE —4H? XEPHEHEMHA?

(00:00:31) Marty Cagan
English:

Too many people in our industry view themselves as a victim of their company, like they're stuck in a
feature team and there's nothing they can do about it other than quit. | think that's not true. There is so
much they can do.

AR ERIE:

BIHTUHERSALBCEFRARNRESE, RERET T “ThEEHF” (Feature Team) 2, BRTEER
ATEME. FOANFLHIEMLL, WIELAKET A,

(00:00:46) Lenny
English:

Today my guest is Marty Cagan. Marty has been helping product teams and product managers improve
their craft, processes and careers for over 20 years. He's worked with more product teams and more
product managers than any human alive. He's also written two of the most popular books in the field of
product management, INSPIRED and EMPOWERED, and this week he's releasing his newest book,
TRANSFORMED. In our conversation, we cover some spicy and important topics. Where the product
management field is going, the over hiring of product managers and adjacent functions, a trend he's
noticed called product management theater. Also, why most product management advice you find online
is giving you the wrong advice and why that's the case. Why many product managers are simply project
managers and how to avoid becoming that person. Also, how to avoid hiring that person. What skills you
need to work on and build to be an incredible product manager, especially with Al.

AR ERIE:

SRNEREEDHF « FR (Marty Cagan)o 20ZEK, SHE-—ERNTETREANNT REERA T
BE. MAEMERLEE, MEFEINFREANN~RIIEL TR EERAZRZ, hiEEE T ~aERTERRER
WHEmAS: (BxR) (INSPIRED) 1 (MHaE) (EMPOWERED), MARME LR HMHI T (LF)
(TRANSFORMED) . FEZAIHIMIER, HAVEZT —LEFNBERMER: ~REETENAERAE. Fmni
ERAEXIRENTERE. ESEN—FRITA “TaEEREN A%, i, ATARERLERRX
ZHFmERERNEEHRN, UNRRMEE. AftAFSZF IR XNERNBERIE, U INfENEE R ARE
BN, LIRSNfg RN AT RA—RMNFBNTREIE, (REREFMLEREE, KilZE Al Bt

(00:01:43) Lenny
English:

How to shift your team and company to be more empowered. Signs that you're working on a feature
team and why you probably don't want to be there and so much more. If you care about the field of
product management and where it's going, you'll absolutely love this episode. With that, | bring you
Marty Cagan after a short word from our sponsors. And if you enjoy this podcast, don't forget to subscribe
and follow it in your favorite podcasting app or YouTube. It's the best way to avoid missing future
episodes and it helps the podcast tremendously. Let me tell you about a product called Sprig. Next gen
product teams like Figma and Notion rely on sprig to build products that people love. Sprig is an Al



powered platform that enables you to collect relevant product experience insights from the right users so

you can make product decisions quickly and confidently.
R EIE:

SRR ZARRIEIAMI A F], EEERMERK, RIETE “ThReHIP” TIRRIZR, LKA AIRARERERFTEAR
8, FF, NRMRXOFREEBMIANERKER, M—EZIERX—K. ERTHEBBNEENEG, i)
RKiFHEE - 1R, MRMERXNMER, 5T 7T EMEVERN A YouTube EITHMXE, XE@RHETR
RTENREFAR, BXNBEEERAER, ILEAIRNBE—RE S Sprig 8970 % Figma # Notion X#FHT
— R mEIBAEB K # Sprig RITIEANZEMN . Sprig@— Al REhHF &, ILIREEMIERFEF AREWE
X mAITEER, MMIRE. BEMEL~ mRER.

(00:02:34) Lenny
English:

Here's how it works. It all starts with Sprig's precise targeting, which allows you to trigger in-app studies
based on user's characteristics and actions taken in product. Then Sprigs Al is layered on top of all studies
to instantly surface your product's biggest learnings. Sprig Surveys enables you to target specific users to
get relevant and timely feedback. Sprig Replays enables you to capture targeted session clips to see your
product experience firsthand. Sprig's Al is a game changer for product teams. They're the only platform
with product level Al, meaning it analyzes data across all of your studies to centralize the most important
product opportunities, trends, and correlations in one real time feed. Visit sprig.com/lenny to learn more
and get 10% off. That's S-P-R-I-G.com/lenny. This episode is brought to you by Eppo. Eppo is a next
generation AB testing and feature management platform built by alums of Airbnb and Snowflake for
modern growth teams.

AR ERIE:

ENTEREINT: —YIaTF Sprig (FEEEN, ©ARFRIRIERF FHEFE RSPV A N AR R,
RAlE, Sprig Al RBEEMBMAZ L, LANENBMFERPREENF SIS, Sprig Surveys LLRBEF XI4F
ERAFREMEX B RBYHIR 5. Sprig Replays ILREERIRIFEMRIER L, FEEAKRIRIA™G, Sprig 8 Al 2
= AR AN ST L, IR —HE~RE A HNFEE, XEKRECEINTEIEMRTHEE, B&
EENFRIE. BBEMEXMEPE—NERRIBRF. 70 sprig.com/lenny T ##E ZHIKE 10% B9
0, BP S-P-R-1-G.com/lenny. ZE&ETIEH Eppo B, Eppo ZH Airbnb 1 Snowflake FI# & AL K H
FAITIERY T — AB XA IHEE BT &,

(00:03:36) Lenny
English:

Companies like Twitch, Miro, ClickUp and DraftKings rely on Eppo to power their experiments.
Experimentation is increasingly essential for driving growth and for understanding the performance of
new features, and Eppo helps you increase experimentation velocity while unlocking rigorous deep
analysis in a way that no other commercial tool does. When | was at Airbnb, one of the things that | loved
most was our experimentation platform where | could set up experiments easily, troubleshoot issues, and
analyze performance all on my own. Eppo does all that and more with advanced statistical methods that
can help you shave weeks off experiment time, an accessible Ul for diving deeper into performance and
out of the box reporting that helps you avoid annoying prolonged analytic cycles.

FRCERIR:



Twitch. Miro. ClickUp # DraftKings Z A B# &% Eppo RIXKENBNTAINEE, SEIOX TG KM T AFHTH
RERVRIERMEE, Eppo FEENMMEELIRE, B UEMEL T ATEMEIN A XEH™ERNRES .
YT Airbnb B, REERNEBZ—MERNVELT S, ERERALUSMMIRESLW. HIEFREH IR
D&M, Eppo SEMTX—Y], HABIHNGI G AREBMRBEHEANKLENE, EREZAN U ATR
NRRERI, LURFFEEIRBHRE, #EIRefMmABEKE D E R,

(00:04:19) Lenny
English:

Eppo also makes it easy for you to share experiment insights with your team, sparking new ideas for the
AB testing flywheel. Eppo powers experimentation across every use case, including product growth,
machine learning, monetization and email marketing. Check out Eppo at geteppo.com/lenny and 10X
your experiment velocity. That's getE-P-P-O.com/lenny. Marty Cagan, welcome back to the podcast.

FROCERIR:

Eppo B ILIREEREM M S HIPAD ZRIAZR, 7 AB MK CHAMRE, Eppo ZHRIZMHIZFZTHLK, &
ErE @K, MSFS). TUMGESE. 7£ geteppo.com/lenny &% Eppo, iLIREISLISEREIRF 10 2, BP
getE-P-P-O.com/lenny, 5% « RiR, NDEIFHEE.

(00:04:49) Marty Cagan

English:

Thanks very much Lenny. Thanks for inviting me back.
R EE:

FERE, K. WEREREIEK.

(00:04:52) Lenny
English:

Thank you for coming back. So our first episode together is still one of the top five most popular episodes
of my entire podcast, which is wild because the podcast was much smaller back then. You've also got a
book coming out. We're going to talk about that. You've also been getting a lot more spicy in your writing
as of late. You've been writing about product management theater and product leadership theater and all
these sorts of things. So I'm excited to dig into a lot of these things. | thought I'd start with just asking
what is driving this recent spiciness in your writing?

FROCERIR:

BHRREIE. HRATSFNE—SEESNHERBEMREFPRZINLNFEEZ—, XRRIE, EANLFEER
MEBNGZ, MEE—HBELM, HNFIWH, FEEHXEMTGERE “BH” (Spicy) T. R
—HASXT TmEEEW M TmdSKSIEN ZEHNAT. MUBRRMEERNRINTXE, FHELR
8], BHARET RE&EIAS (FRXTEFBIXE?

(00:05:23) Marty Cagan

English:



It's conscious. | find myself, I'm aware of myself dialing up the rhetoric around this stuff. I've actually been
saying these things for a long time, honestly, and it's on the record. You can read the blog articles from 10
years ago, 20 years ago, but things are changing. And first of all, | should acknowledge, | don't know if
you're this way Lenny, but most product people | know like me are paranoid. So we're always worried
that things are going to come and just take our customers away and disrupt our products. And so | know
that there's a degree of that. I'm always looking at what are the things that could really shake things up in
a good way but also in a bad way? And there's been a number of things I've been very worried about for a
long time and | think that there's a convergence of factors that are going on and one of the challenges is
it's simultaneous.

AR ERIE:

XEERRN, RRREECANAXEZBIHLSNE, BAK, XEEFRELRTRKIET, #HEIER
%, fRAJUEKIEREK 10 Fa1. 20 FRMNEEXE, BRNAETEE. Bk, RBIEIA—FKE, BRFMERE
FEEHF—ERINRNASH~mA, BFKES, &2 “RWHIE" (Parancid), HMEZ2EELZBMA
RO, ERNOFR, MBERNN™@. RIURMEXHEPE-ENND. B—EHENEWLEEIEE
SHREARNNE, TERIFHNERIFN. KUK, H—HEORZEE, HANIAEELTSHARNR
LR, Mtz —ETENRRNAZERN,

(00:06:22) Marty Cagan
English:

So there are a number of things happening in parallel, which is a recipe for some chaos and a lot of fear.
And in the product community, in the design community, in the engineering community, it's there. You
can see it. And like you, | talk to people pretty much every day. So | do have a lot of theories about why
this is going on and what people can do to best protect themselves, their career, their companies. And so
I'm happy to share that, but it's not small. It's not a small set. Maybe before | get into it though, | realize
that people should understand where I'm coming from and how it's different than where you're coming
from because this perspective... Just to be clear, | think we're both trying to help the product community,
but we're trying to do it in very different ways.

FROCERIR:

WEERERHTAE, XEF2REAMTEHRIEF. ErmdtX. i, TEHK, XMBFERELA
Wo MR—#F, FZILVFEREIAMAZR. PRUABRNTAFASTREXE, URAMNARFMEIFES. R
WHABTERZEL, RREAEDE, EXIRNABTREZ. FIERANRITZA], BEIRBANMIZT #K
M7, UKRFRNIGSRNERARE. B, FAAFENBESHE~ @K, ERMNOAGNEEF
i

(00:07:18) Marty Cagan
English:

And | want to be clear, | love the way you do it. In fact, if people don't know, I'm a paid subscriber to yours
because | find it incredibly useful for what | want to do. So let's talk about that. You obviously could
describe what you do better than anyone, but my take is that you are, and this is what | find valuable,
you're sharing a broad range, increasingly broad range of perspectives, people, ways of working, ways of
doing products, experiments with the product model, experiments in leadership. | love that. It actually
helps me a lot. That's why | subscribe. And I'll be honest, the main reason | took some prodding for me
to... | know there's something about actually paying for a subscription when there's a hundred different
product related newsletters and stuff, but what happened was you have a lot of subscribers and people



that | know would see something and they'd email me and they'd say, "Did you see what Lenny was
talking about with Lenny or with whoever? And how do you explain that? What do you think is going on?"

AR ERIE:

FERAH—R, RIFFENRMFENHER. FXE, NRAKFERE, R2MFNAEITEE, AL
NAEXNKPMEBERIEE G, MEALLEMASERERIFFMENE, EERER —XBWEREETEN
BEME—RIZETTZERSERIMAE. A¥. TEAR. BFmiEE. FeRiBREURAS
BRI, HIFEERE—R, EWENHBIHRKR. XMBHRITHNERRE. ERXKWR, RET —LEHREIAREN
TiITH, ERUAERLEMTREXNER, BFLE, MEXAZITHAE, RARNABZTIRELERTEEX
ERfFE)F:  MREZIREMERMNABR TIB? (REAMERN? RE/SRETHA?”

(00:08:29) Marty Cagan
English:

And it made me want to watch a lot of these. Some of companies | know, but other ones you've
introduced me to that | don't know anybody at. So to me that's incredibly valuable. It's a whole lot easier
than the way it used to be, which is a whole lot of traveling to a lot of companies. So | love that. You are
helping so many people to get a broader understanding of product. My goal is different, the SVPG. We are
also trying to help the product community, but it's interesting when | watch your interviews, you're trying
to pry out of people what's special about what they do, which is what | want to hear. But interestingly,
what I'm looking for is not what's different, it's what's the same. What we are all about is sharing the
principles and the practices that are used consistently by the best product companies. In fact, we have a
heuristic, we've never made a secret of this.

FROCERIR:

XU BFEEEEFRSMHTE. BERRNKRTHE, EFLERMNMBLHEMBHTNREPERMARN, FrUXK
i, XIFERNE. XLLUAMEMEERATNERRR[/E. MUBRREREX—R. (REEEIXAZAE
ZHIRRET M. MIKBBEARARE, B2 SVPG (o mEH) . HNBHERES~ AKX, BE8HNE, 3
BUEMREIRIEY, RAEEZEEANRBEREN “FHrza” , SUEHRERN. EE8NE, HIFHHF
B AEZzA” , ' “HBEZL” . HMNNZROERAERERRMFH~mAT —BEANRUMEEK. £
Lk, BITE—BAVEN (Heuristic) , FEITMEKITUIERE

(00:09:27) Marty Cagan
English:

We are always asked about new techniques and new methods, new processes and we're like, "Look, we
need to see it being used by at least several of the companies that have proven they can consistently
innovate." If those companies can use it productively, we're all about evangelizing that. We make this
clear in every one of the books. We don't invent any of these things. We just, if they work, we like to talk
about them. So we are looking for the commonality and mostly we're looking to help a company,
whether it's a startup or a large company to have the best possible chance of success. That's the goal for
us. It's a different goal. You can see that. So all these data points become interesting as data points, but
we're looking for those things that last and you never know. You have to see.

AR ERIE:

BAEANRRNXTHEAR. Hi5E FARNRE, ZNNSER: “E, RIFERINCEIMR/IKESR
IERRRERF S EIFBI ABIFAR A MRXEATEAIMERE, RIS HER. BlEES—FABHEERH
TE—R: BFEBREARE. HMNIABEENEREHILEN]. FMUENIHREHRNE, TERNTHY



—RAB—ERERVIRBRERAAT —RERANHIINE. XME2HNNET. RAIUEIXZTR
ERBR. FIUFMEXESIERESREE, BHNIHHNIMELATRIFRA, (RKZARE, RGHR
£,

(00:10:25) Marty Cagan
English:

For one, | love working with startups, but as you know, a lot of startups are dominated by the founder and
the early people and it almost doesn't matter what techniques they use. If they're good, it's amazing

what they do. That's just amazing. And so that's probably important to get out of the way.
R EIE:

—7HE, RERSVEIATENE, BN, FELQBHIBAREERENKES, WIERFARAR
NLFHAREE, MRMITEBMNT, MIFMEHEREERAIRN. XAgR—THERRBANERR,.

(00:10:44) Lenny
English:

Yeah, | love this.

R EE:

EHY, HERXMLA.

(00:10:45) Marty Cagan
English:

Bringing that perspective.
FRCEIE:

WA MR

(00:10:46) Lenny
English:

| agree with everything you said. | think we are very different in what we're providing to the product
community. And it's interesting being on this side of the microphone is | built a lot of empathy for
journalists. | know the Brian Chesky episode is a good example where there's a lot of things there that
might sound problematic and you disagreed with. And as me interviewing him, the challenge | have is |
have an hour with him and | have to always decide, do | go and push back and try to, hey, is this actually
working the way you're describing? Is this actually the right way to approach stuff? Here's why maybe you
would not. Versus there's so many things | want to get to and ask him about this stuff. I'm like, oh, which
way do | go? And then if I'm pushing back too hard, people are like, "I'm not going to go on this podcast
where he is just questioning everything | think." So it's a really interesting role.

AR ERIE:



KERMRNE—aiE. FHANBENEATREKEHNAT EBILFEERE. LEZRZNHNX—IHREHE,
BRI EFE T RANHEE, RANBEHEKS - VFE (Brian Chesky) B—EBMRIFNAFIF, HPRZ
RNAITERAEERE, (REBHTER. FAXRHE, ROREEZRE—/NEE, HETRE: HEER
BHAZRMAE “XENGMREROBFSED? XENZEBNGZEDS? XEEAFATZIAMEIER ,
ERERFBANEMRSER, ZER, ZEWRE? IRBEBEBARFEE, MISRET: “BRAFRELD
MMEE, MRSERZN—IIRE" FMUXE— M EFEEENAE,

(00:11:27) Marty Cagan
English:

| think that's totally fair. And also, | don't think you want to scare off your guests. This is really the
platform they have to share what they think is important. | do always find it entertaining because a
number of the companies you profile | already know, and it's always fun to hear them describe it versus
what | see at their company because of course they're not always same, but that's just human nature. We
all do that. And so anyway, | hope you continue doing what you're doing, Lenny, and I'll keep following.

AR ERIE:

HIANNIETERT, MR, FEFARITRMNER, XBLEMWIOZEECSIANEEZFENFTE. HERER
Bi&, AAMSMHN—EQRRAERMIAR, AtiERBANSHRERNQRERNLFERN LS ERE
BER, ENMEBIATERE—HE, EXMEAML, BIIHBIXE. 22, X, HHBMBLGIREEH
=, BaseiEn.

(00:12:05) Lenny

English:

Amazing. | appreciate it. And same to you.
FRCERIE:

KT, FERE. HBIHEERFVERT.

(00:12:07) Marty Cagan
English:

All right.

FRERiE:

§¥89

(00:12:08) Lenny
English:

So with the writing, | think an implication with the way you're describing is basically you're telling people
things they don't want to hear but they need to hear. That's the way you think about it, right?

AR ERIE:



KT MNEE, RRIRERNAXBREMES LRESIFAN LM B ELRIFNER. MEXAR
HYPE?

(00:12:18) Marty Cagan
English:

| do. In fact, I've got some very uncomfortable things to talk about, which | know the more intelligent part
of me s like, "Don't bring that up." But also the other side of me is like, "But people need to hear it."

AR ERIE:

B, FXE, FELEFESCATRNFREYR, REEN—EZR REED , E5—EIET “BA
MNEERIE” -

(00:12:36) Lenny
English:

So let's talk about it if people need to hear it, which I agree. So you've been talking about this concept of
product management theater and product leadership theater. Let's get into it. What does that look like?
What is the sign that you're in this theater versus doing it the way you should be doing it?

FROCERIR:

BEAANNFER, BHENAIIIE, HBEAEX—R. (F—EHERKE “ToEEER" N TalSHEwy
BUER. IEFATRNRIN—T. MR AFFR? BAXM BN REMIFERBESROTREFA?

(00:12:48) Marty Cagan
English:

There is no question that a lot of companies overhired during the pandemic. That was easy to see even
while it was going on. And it's not just that they overhired, a lot of them lowered the bar. But at the same
time, of course we have a change in the financial world that has really increased the cost of funds. And
that's another thing going on simultaneously. And probably one of the biggest things of all, and this is the
hardest because it's not happened yet, is the predicted impact of generative Al, right? | don't know if you
saw, literally the CEO of NVIDIA the other day was saying don't learn programming.

AR ERIE:
ZEXEN, FEATTBIEHETERET, BMEEYN, XUERZEHFK, MARNSIEZE, BZA
BRI T I )M, SIHER, SRANTHUBSENT EESME. XER—HRRLAENEE. MEFEHS

AH—HBEEETNY, BAEERTERE—MEEMT Al FEIRNE, HIE? FHEMRERIR, R
ix (NVIDIA) #9 CEO HIJLREARFERIZE 1o

(00:13:34) Marty Cagan
English:

First of all, I'm not even sure that's good advice, but the fact that the CEO of one of the most amazing
companies in the world is saying don't learn programming, that's disruptive. And so at a minimum it
creates uncertainty among the leaders in the companies, at a minimum. But honestly, | think there's very



real impact. I'm convinced of that. | just don't know the real time horizon. I've got a long history of being
overly optimistic. | think things are going to happen sooner than they really do. So | don't know when
they'll really happen, but that's a big one. Here's another one that | think is not talked nearly enough
about, and that is in a lot of companies, especially outside of Silicon Valley, team size has just gotten out
of hand. | go into some companies and honestly | can't believe all the ridiculous roles that they have.

FROCERIR:

B, RTHREXRSE MR, EER L& TAENATZ—H CEO BARAFEFRE, XEBHEML.
XEDZEANTASERHEFRHEM. BELY, RUNZTEEBEENEE, HNEREFRE. HRER
MERARE L, H—EAIERMNER, SHFERAXERILERR. FAURFMEFARRZELE
RE, BEXR—MAER, 5 THRIUNANEREZZABHARE, B REZQE, LHEEBMINIAT,
BEAMIEEZRIET . HEH-LEAQT, HAY, REEFEEEMIIKIITRASTRENAR,.

(00:14:44) Marty Cagan
English:

And I'll go into that more if you want later, but no question that people realize that smaller teams can
often produce more and better results. How many of your guests have said as much? I've heard it from
many of them. It's reducing the size of the organization ironically can get you a lot more in terms of
results. So there's this general appreciation that maybe we overdid it here with all of these roles. And of
course I'm talking about agile coaches and product owners and product ops and business analysts and
all these assistant product manager types. So we'll go into that if you want, but it's gotten out of hand at a
lot of companies. And then the one that | really probably shouldn't bring up just because it's become a
religious topic almost. | know it's a super sensitive topic for people, but the reality is with remote
employees, both velocity and innovation have taken a real hit. Now we can talk about, don't get me
wrong, | don't think we're ever going to go back to the days of big companies having almost all co-located

teams.
R EE:

MRMREE, HEHALUFERA, BZ2XEE, AMTIRENEAMNEEEFEES. BIFrNER, MNEER
FEZDANRSEMEE? HARZARD. WRBZE, S NARNRRMELMRSESHRR. FIUIEXR
REBRIRE, HMATREXEAGLMBILT. S3A, RENIEREEL. mRARA. FRIEE. U5
DHIMURFIEX LR~ REEBZXNAE, WRIMEW, FMTLURNRY, EERZQABDXELZKRE
7o BE—THARENTIZIENIES, AAC/IFERT T R EF. RAEXTANRRZ NER
BRAER, BIXNE, BTEEDR, FEMEFERETAET T HMATLLUTIEXT—3R%, HA
INRMNZEEARELFFREEMEEFRNL (Co-located) HIRH,

(00:15:49) Marty Cagan
English:

But there is no question, | work with a lot of them, they are all struggling with innovation and velocity.
Things go slower and they don't really do that level of innovation that they used to do. And these are big
factors, these are macro factors that are going on. And then on top of that, if you get outside of the Silicon
Valley bubble, it's even worse because they have been investing at these companies, especially the big
companies in all these extra roles. | mentioned agile coaches, but scrum masters and every flavor of
project manager you could dream up, they're everywhere and every kind of assistant to product people. |
think it's gotten crazy. In fact, | wrote an article a long time ago, something like a decade ago that was



very popular at the time called Epic Waste, and | was pointing this out and saying this is crazy. The ironic
thing is that the better companies do way more with a lot less.

AR ERIE:

BEXER, H5RZQEEED, MIESTEEIHNEE LEEHL. FHEEREET, MBI EEEILE
BIEFAKF, XEMBEAER, BEERENERER. Rtz MRIFELESIER, BREEE
1E, BARERT, TERAQE, —HERAXETIIMNIAE. HiRETHERSE, &8 Scrum Master LK
REERRENZHIMEZE, MIIELRTE, EEZMTRARNEE, WNAIXELETERET. FLL,
RALET, KRO+ER, RES—RIANIFERTHOXEN (EiFHEBRE) (Epic Waste) , HfgHFIRXK
WIET. MRNE, EMFHATAEDNWAMTEZHE,

(00:16:55) Marty Cagan
English:

So anyway, the roles. And then what about all the years that have been going on where they think these
big companies think the answer lies in processes, especially things like safe, which outside of the Silicon
Valley world is depressingly popular? And even though scrum, a lot of people don't even understand
simple processes like scrum and they miss the point. So what's going on in so much of the world is they
have so little in the way of outcomes to show for all this cost. And we talked about the sheer number of
people becomes a problem and the amount of that cost can be shocking and the amount of waste is
basically embarrassing. So it is not a surprise to me that companies are reacting to that. The bigger
surprise honestly is it's taken so long for so many companies to realize what is going on.

FRCERIR:

BZ, MEXERt, TERXLEFR, BERRE—HIANNBERETTRE, LHER SAFe FURBIEIESR)
XFARE, EEAUIMIERITES AR, BIMER Scrum, REAEZERIERER Scrum X B RAVRIZ,
TEMAMEER. FIUHR ERZBMBHIBRE, RANTXAZHAE, ALF&E “MR" (Outcomes) BJLL
Bmo BATRBIABIZHAT —NRE, RAEZELAERR, RENEEES LS ATH. FRUAATN I
HRMN, BRHPREEN N BAY, BEANBINEXAZATRTXAKNEARIRELET 4.

(00:17:51) Marty Cagan
English:

And bottom line is today | think everybody, especially outside in those big process and role heavy
companies, they need to take a hard look at how they build products and how they serve their customers.
And they need to look harder at how the best companies do this with so much less proportional spend
and so much more real return and really take a fresh look at how to best meet the needs of their
customers. That's what transformation is about, is moving to work like that. And the ones that do that
well I think are the ones with the best chance to survive.

FRCERIR:

RE&R, SREIANNETA, THEIRLESAREED. ACBEMNARTNA, BEZINEHAMMITEERS
mAMAZFRRSHAR. MIIFEEERANMARKRMAFHQEZ MR G52 HRF RS ELER
By, FEESHMAEMMOARFMBEREFER. X2 “EE" (Transformation) BIEXFATE—HRAF L
AT BIANBEMSTFNAT BRENIEF TR

(00:18:33) Lenny



English:

| think there's just this broader trend of people just really dislike PMs in a lot of places. There's this just
trend of | don't want PMs at my company, | don't want PMs at my startup. For a long time, we're going to
have no PMs. It's like this general idea, and | think you're saying a lot of this comes from many people
who were hired as product managers that are not good at the job and people's experience with PMs is
those sorts of people.

FRCERIR:

HNANMEE—NE ZHESE, mERZMAHARNRITRPM (FriElE). B—HEERE “HARNFTE
EPM, HAIQEFEEPM, HMNERK—EKRIEFRIKEPM” . XEE—FEEBHIEE, FHBMBHIRK
ZE ERTFIFSHENTREENAHNMERXP I, MANX PMBERHKE FXEA.

(00:18:56) Marty Cagan
English:

| think it's a different really answer. And | haven't gone into this, but you probably. Those examples, with
very few exceptions, and | hear it all the time, almost every day, what you're describing, they're feature
teams. And the truth is, and I've been saying this for a long time, the truth is they don't need PMs in a
feature team. They don't because it's a project management role, Lenny, and they already have plenty of
people who can cover that. And furthermore, a lot of times the engineers or the designers say, "We'd
rather do it ourselves than deal with this person that's got this complex and trying to be the boss of
everybody and they really don't contribute anything." So that's what's really going on in my view. They
are either a delivery team or a feature team, usually a feature team in this model.

FRCERIR:

FIANNEENEREAARE. HELRNRITI XD, BIRATEEmT, ARLEFF, ROBFRIN—LFEX
HBEITEIRIERBVE R — M THSEE “THREEIFA” (Feature Teams). FRZE, REZH TRAT, THEEREA
RERFE PM, (K, ENPARLR—THBEEEAR, MUIIELEEBIAFRNMAT. i, REH
EIRMFRITIRER: “BiITRECST, BRBEAXNESHARN. BB AEREIZE ERTTEE
ANo” FRUERER, XMEEH. EXMENT, tNEARRXNE, BAZWERN, BEREE,

(00:19:49) Marty Cagan
English:

And | don't blame those people for not finding value in the product manager. They are just not bringing
that value. They do bring a little value, in fairness, but, and this is very brutal, but they're dramatically
overpaid for the value they provide. Now on the other hand, in a real product team, that's a very different
job and | don't see that. In fact, | consider that complaint you're raising as the biggest clue that they're
probably our feature team. And then I'll go ask them how they're working and what that person... And
then of course the first thing | ask the product manager is how do you define your job? And | bet you've
heard a hundred variations of the mealy mouth, squishy, | facilitate this and | do some communication
and | herd the cats and I'm listening to that going, man, | would not want to try to defend that job to the
CEO.

AR ERIE:

HAEPBEARF=REELZNE. BAMINAHLLHERNE 2T, MINHLHERT —<=iiE, B
— XRAB—HENTRIEHINE, NNFMEEEIE. 5—FE, FEENT@REF, BE2—H



FTEANEIE, FENIXMIBE, FXE, FIANMRREEINAMIRSEF MBI 2IER R RA %
Fo ARFRZMMMIIZWOAIEN, BIAEBAAHA, RETREENE—HSEMNIE: RIOAEXMR
BV T1E? FEGTREIRITE — B S MEE. MBRHINE. "BOARMAXT, H—LmE, JHk HiE
(IEBEBRES).” RIFEXLOA: KH, FHrIAREM CEO AHPXH I,

(00:20:46) Lenny
English:

| know you talk about teams and product teams a lot. | imagine people still aren't 100% sure of exactly
what you mean when you say that. So let's spend a little time on just what does it look like when you're

on a feature team, feature factory versus an empowered product team?

FRCERIR:

FAERE B XICE AN~ mBE . FEAAIEERNE D ZBWEIRFTIRIIRES X FrLlitHi]E R E
oo, B4k “ThEeFIBA” =X “Thee I S55&% “MMaeR~mER” (Empowered Product Team) EIRB+A4
X317?

(00:21:01) Marty Cagan
English:

Well, there's a lot of clues for sure. Some of the easiest is on a feature team, you're basically given a
roadmap of output. That's the key, is output. In other words, their features are projects that usually it
could have come from an executive, could have come from a big pocket customer, could have come from
wherever. But it's a bunch of features and literally you're being asked to design, build, test, deploy that
feature. You're usually given dates and timeframes as well, but that's a feature team. You deliver. And
don't get me wrong, that's still work, but that's output. It is a lot easier to deliver output than it is to
deliver outcomes. And a product team, an empowered product team, instead of being given that
roadmap of features, they're given problems to solve. Now they're customer problems or they're business
problems or both, but they're given a problem to solve.

FRCERIR:

BEBERZEAR. REEN—RE, TWEENRF, REELREAETT 0 “FHELE" (Roadmap of
Output)e XHEFETF “FFH” o HEIEY, WNMINERENE, BERKASE. ABEFHEMMS. B2
e, RREREIRIT. W, Wik, BEBDIEE. BEX LR EIR, XHMIIhERR. RAR
e FiR=, LRI, BBE " o REFHEERM “HR" (Outcomes) BHEZ., M—1rm
FBA, —MRER = mERA, TEWEE TIREREE, MERL TEMANRE, XLEAEREF M. WS
AR ERE, EROZARMI—NEFRNIER,

(00:21:57) Marty Cagan
English:

Usually one or two a quarter on top of of course the keep the lights on kind of work that everybody does,
but they're given hard problems to solve and the measure is not ship the thing. The measure is it solves
the problem. And that's why really the biggest difference between a strong product company and the rest
is strong product companies understand it's all about outcomes. You just don't get points for shipping,
you get points for delivering the value. A lot of the CEOs and CFOs | talk to, they resonate best when |
frame it as it's about time to money more than time to market. We know how to do time to market. If you



insist on time to market, we know how to do that. The techniques are well-known. The harder part is time
to money and | know that's what they care about and that's harder and that's what a product team really
does.

AR ERIE:

BT BNMASMEHNBELEIFTIFIN, EEEFTESE—MIER. t1RE THAEER, BERERRE
“EBRAXLE" , ME “EREMRTHE . XMBEAFABANTRATSHMUHN AT RANKAE
F: BANFRABRA—IHXFE “BR" o MAIEANLHTFamiEs, (REEARMATNMEMFD.
AT BIFZ CEO M CFO, HIPBERRAN “LIEE" (Time to Money) Ik “EmHESE" (Time to
Market) BY, fifi)&RaEF=EH05, FAIRLEM M EHESE, MRMBEFEXD, RITERARNRR, ¥RTE
FEUAYE, FAEXA BMIIRO, XEX, MXER~mBEEEBIIERS.

(00:22:51) Marty Cagan
English:

It's only when you sign up for an outcome that you have the needs for a product manager. | would say in
the Silicon Valley sense, that's when you need a product manager. Because if you've been asked to solve
these problems, that means you have to come up with a solution that's not only usable and feasible,
which is what a feature team does, but is also valuable and viable. And that means you need a different
set of skills that your engineers and your designers almost never have. That's not a knock on them. Those
are very different skillsets. So now you need this person who understands the customers and
understands the business deeply. That's where the product manager role came from. That's what they
still at a good product company are responsible for. So that's a very different job. It's also if you have a
person playing that kind of product manager, it is very unlikely they've got time on their hands to get in
the face of the designer and start wire framing for them or start irritating the developers. They've got their

own work to do.
AR ERIE:

S[BEAMAEINL— “BR" N, fARECREZE, B2, EZEANIERT, BEMEEFTE~REE
RUBS &, FRAMRIMKERBRX LR D, XBREMOHTBE—PFN “ATA" (Usable) 1 “AI17”
(Feasible, IhBREHIPAtBREMXMR), MAXLIZE “BiME" (Valuable) 1 “@EdkFI1T” (Viable) BIARR
HR. XEREMFE-EMFRNIRMAIZIHILFMAREENRE. XFAZ2ERKM], XERTEAER
ieE. FIUIEMBBZNRNTBEFHLSHA. XM mEEABHNER. TFNTRAE, ()
MARRXE, IUXE—HTE2TENIE ME, IRFEXF—N"REE, hAKAEERNIXET
AitimERE, HEEMALAG. 158 S IFEMR.

(00:24:00) Lenny
English:

And this is essentially the theater you're describing, that people that aren't real product managers doing
product management activities, can you just talk about what that looks like?

FROCERIR:

XIEIRAERN B , AERZREEFREENATEHITEREEER, REEKKIBEERETA
ng?

(00:24:09) Marty Cagan



English:

The biggest example of that is that they carry this title product manager because the whole world largely,
thanks to you, knows it's cool, but they're not doing any of the role and they don't have any of the skills.
Now of course, what really bothers me is it's not that hard if they are motivated. It's not that hard for
them to develop the skills, and that's what | talk to people about. You can raise your game so that you
actually can contribute at this level. That's what you should do for your own career, but by the way, and
not accidentally, that's what your company needs you to do.

FROCERIR:

RANGIFMEMIES “TmiEE XS, AAsttRERREEL (ZTTR) HAMEXNKERE, B
tilHLBERITX N ARNIRS, BAASHENNKEE. S, EELERELHZE, MRENEHH, XHR
Mo IEFFRXERREH A, XWEREEMAMKILH, RAILREABSBKTE, MMEEREXPNMRRBE
o ATIRECKERWERE, RMIZXEFM; MEIRER—, XEIHEA, XIERIFNABFRMIBRE,.

(00:24:48) Lenny
English:

And for people that are listening to this wondering, what are these skills that | need to build to be a real
product manager? | think you often say it's mostly focused on value and viability, and that's where a lot of
this-

AR ERIE:

MFRLEARTEHERE “ATHRARENTREE, REETIEFAMLERLE WA, BREREERTIES
hE “MET N BWAATR £, XmERSZ

(00:24:58) Marty Cagan
English:

Value and viability is what you are responsible for as a product manager, just like an engineer is
responsible for feasibility, it has to be a solution that can be built and delivered. But a product manager is
responsible for value and viability. Another way I like to frame this is on a real empowered product team,
product manager is a creator, not a facilitator. | always cringe when somebody tells me, oh, my job is to
say why? And I'm like, "Well, what do you do for the rest of the week besides the 10 minutes it takes you
to say why?" It's ridiculous. People think that. But you know what? On a feature team, when you're
scrounging around for some justification of your job, it's not that big a surprise. But no, the why actually
comes from the product strategy anyway. You don't even do the why.

FROCERIR:

MEMBEWATTERMENTREEEA TR, MEIERMART “ATH" (Feasibilty) —BIRAAZE—1F
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(00:25:45) Marty Cagan



English:

A product manager is a creator and so there's this side-by-side creation with design and engineering to
come up with these solutions. Now, in order to do your job and represent value and viability, there are
some real skills that are involved. First of all, you have to really become an expert on your users and
customers. | know that | was not allowed to take the product manager role until | had visited 30
customers in person, 15 in the US, 15 in Europe. That was just the person who was coaching me. That was
their rule. And all | know is those 30 customers changed my life because | thought | knew our customers
and | really didn't. Another is you're supposed to be the expert on the data. How is our product being
used? How is that usage changing over time? How is it being purchased? So that's big. Another big one is
you are the person on the team that represents the compliance issues, the sales issues, the marketing
issues, the financial cost issues, the monetization issues, go to market in general.

FRCERIR:

mEABE—MIEE, AFEESHITMIREIIIHBES, ERWBXLEMRAR, WE, ITETRR
HARNENZHULTTYE, FE—LELNRE, 8%, MUNEERNBFRFMERANER, KiCETEFEHE
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(00:26:51) Marty Cagan
English:

This is all legal constraints. This is all the product manager. Just think if you don't have this person on the
team and you want to empower this team to make decisions, what are you going to do? You're just going
to make it up? Or what they usually do is they call meetings with 20 stakeholders all in a room to try to
decide these things, and now you've reverted to design by committee. So no, the product manager needs
to bring this knowledge. They also need to bring deep understanding of the market. So when | describe
these things to a typical product owner, they're like, "We're on different planets." What they learned in a
CSPO or a PSPO class was how to manage a backlog in Jira, which to me is very analogous to learning
how to operate Google Docs. Of course, that's not the job. That's something we do every day, but it's not

the job just any more than...

R EIE:

LB EROR, XEHME~REENIRE, BEB—T, NREAFLEXE—TA, MIRXERIXHE
PAMBURTE, IREEAM? BERD? EMITBENMERAE 20 M EBXERAS, REREXEERE, R
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(00:27:50) Marty Cagan
English:

Developers are in Jira every day. Does that mean that's their job? Of course not. Their job is to build. So
this is what a product manager contributes. And really the distinction, if you want to think about it on a



spectrum, a product owner is one extreme. And honestly, that is a role in a delivery process. That has no
business being a dedicated person, really doesn't. And most teams | know, the senior engineer could do it
better anyway. Second on the other side of the spectrum is what we're talking about, an empowered
product manager. And then a feature team product manager is somewhere in between there. They do
more than administer the backlog. They do a lot of project management. And don't get me wrong, project
management is important, but it is not product management. And furthermore, in almost every company
| see with feature team product managers, they have a boatload of project managers anyway.

AR ERIE:

FARAREGXREER Jira, BEREBPZMANTHILIED? HAFE. HNNIEREE. FIUXMETmEE
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(00:28:51) Marty Cagan
English:

So you could hear there's some exasperation in my voice because | feel like this has been quite clear for a
long time, but most companies are deaf to this. They don't care. And | have theories about why, but that's
kind of depressing. But for whatever reason, | feel like now I'm raising the volume because people are
now seeing this the hard way because a lot of companies are cutting and these are easily among the most
vulnerable people in a company.

AR ERIE:

FRUMREEIF MR AEEENER, AARIEXLEERELRBERRAT, BERSULATMLTERE, iR
¥, HE-EXTRANEE, EXFILABRN. EXCHTHARE, REFREREMNASZE, BN
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(00:29:27) Lenny
English:

Let me actually read a quote from you where you talk about this exact point. You wrote, "I have been
warning for several years that delivery team, product owners and feature team product managers are
likely to be facing a reckoning as companies realize that these roles are not what they thought they were.
From what | can tell, that reckoning has begun and I'm expecting GenAl will only compound this."

AR ERIE:

B —BMXTX—RNRE R5E: “JIERR—EHRES, XNBERmiasm AMIIEERAR @
ZIFATEREIR—17 BE (Reckoning), EARRRIRIXLEABHAZMINERAMIF, BEHMHE, X
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(00:29:48) Marty Cagan

English:



That's the pessimistic version of the world. Either | might be overreacting. Might be. I'm not really known
for being alarmist, but maybe. It's possible. | hope so, but | doubt it. | think these trends are real. Now,
does that mean people are... It's hopeless? They should all start retraining to be, | don't know what,
housing construction, something that GenAl won't replace maybe? No. | think what really this does is you
need to raise your skills. Enough with the silly facades of delivery teams and feature teams. You should
raise your skills. And a lot of product managers, they reach out and they're like, "I know I'm in a feature
team and | don't like it." | often use the phrase they're trapped in a feature team and they're like, "This
isn't what | signed up for. The New York Times article about product management wasn't this. This was
different." And they're like, "What should | do? Should I just leave my company and go to one of these
other companies?"

FRCERIR:

BEX M RAEMM A, REATEREIET . HIFE, RFRUBSEREN, EHir,. Brlgt. RELENM
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(00:31:01) Marty Cagan
English:

And | try to explain that they actually have a lot more agency than they realize. There is a lot an individual
contributor... Of course, there's way more than a product leader could do. And that's the biggest shame in
all this, is they're not doing this. Most product leaders are not doing this 'cause they of course have a lot
of agency, a lot of ability to change a company. But an individual can do it as well. They can raise their
game. They can literally do a self-assessment and raise the skills from a product owner or a feature team
product manager to a real product manager. At a minimum, | tell people, and I've seen this countless
times, at a minimum, your company will appreciate it and probably promote you because you will be one
of the few that actually understands these things. Hopefully even more than that, they'll say, hey, why
don't we try running a set of teams this way and see how we do? So it can happen from the ground up
too.

FRCERIR:

HIXEERE, IAEN "W (Agency) HSLLEMMEIRIINESZESZ. (EAMATHE, ARS
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(00:32:05) Lenny
English:

| imagine many people are wondering, how do | do this? | know you've written books, | guess there's
courses, there's all kinds of things. If you could give people a couple tips of how to get better at this and



what skills to focus on, what's a quick piece of advice you could share there?
FRZERIE:

RERZAHMER, HZEAM? RAMEMEIH, RELERE, SHEFHRE. WRIMMESAMN—EX
FEREEGF UMM Z T T THLERENREI, RENZE—LEREERNEIND?

(00:32:19) Marty Cagan
English:

Well, this is maybe the most frustrating thing to me of all. And in fact, | should have answered when you
asked me what motivated me to get spicy, what pushed me over the edge. Maybe | was in a bad mood
that day, | don't know. But it was this article that made the rounds online by probably the biggest
certification institution for product managers. And they had this big article saying, "This is what a product
manager does." And it was a big graphic, and I'm looking at it and | was thinking, | cannot believe they
said this out loud. This is 100% project manager, 100%. They didn't even pretend to put a little of the
product, which most people of course are more creative than that. They bend over a little bit to make it
look like a product manager, but not even close.

FROCERIR:

i, XARRHRESRARNER, FXLE, SRRARAMTAZRENN, HEZOEZHALKER T
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(00:33:11) Marty Cagan
English:

And what | realized is what's so frustrating here is you have all these people that realize things aren't
good yet most places they turn are just propagating that same model. So these certifications, which in my
opinion are bogus, but most people don't know. And just imagine you're a brand new product manager.
You look online probably what, 90% of the content out there is from the feature team world or worst. And
so unless they get really lucky or they happen to be really lucky and have a manager that is guiding them
in a good direction, it just propagates. And you see this all over, articles, books, conference speakers, and
a lot of times | can't even bear to watch. And it's not like there aren't great people out there who can
speak. It's just that proportionally they're in the minority. So it's not as easy as it should be. Like you're
saying, why can't people just go and learn?

AR ERIE:
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(00:34:14) Marty Cagan



English:

They can if they're lucky enough to know where to go. Obviously I'm biased. You're biased too. We're
biased on this, but people need to take more control of their career and really use their judgment, try to
figure out what do you want to be if you want to be in the product world? What do you want to be? What
kind of a product manager do you want to be? And if you want to stay, fine, but if you want to do this,
then there are good resources for sure. There are good resources out there. And of course, I'm hoping
more and more people do that.

FROCERIR:

MRMNEBEENEZERE, 2T UFEN. EARERL, REERL, HMNEXLEEBERL.
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(00:34:59) Lenny
English:

| think that's such a powerful insight you just shared, that most of the content you find online about
product management is, | think you called it 90%, or it's just from companies that are not doing it the
right way, feature teams is the way you described it. Can you talk a bit more about that? Why is that the

case? Why don't we hear more from great companies?
R EIE:

HIAAMNA D ENREEEENE: MENLERINXFEREENAZHAST ((RRZE 90%) #BRETFI
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(00:35:18) Marty Cagan
English:

In fact, one of the most frustrating things for me is community. One of the things that's great about
community... You have one of the biggest communities today, but there's a lot of these communities out
there in the product world, product sub communities. And the one | love about them is pretty much
everybody you meet genuinely wants to help. Really everybody. The problem is somebody posts a
question, happens many times every day, and the majority of the well-meaning people jump in with what
they learn at their crappy company. And I'm looking at that and the person is, oh, thank you very much,
now | know what to do. And I'm going, "Oh no, there goes another one." It becomes self-propagating. And
what are you going to do? Is somebody going to try to police these boards, thousands and thousands of
them, like a Lenny endorsed person or a Marty endorsed person? | don't want to do that. You probably
don't want to do that.

FRCERIR:
FXLE, WHRRRKFLNERNERZ—ME "MK . HKERSMR - TMIUERERANHEXZ—, E
EERATERSHMHFHK, RERENN—RZE, MEIN/LFSIABEORRHAEY. ENEST

Ao R, BART—NEE (BREILERSZR), REBFOAMIBRLR, DEMITEE SHRIELE
REFENFRA, REEXE, REAR: B, FERE, HAERMNEZEAMT.” MEI/:  BF,



XBT—1" RTWT BHERE. MEEEAN? MEEAAZEEXERT EHRRIRG? LLiNE KRk
I 8 “BFINE BIA? FAEIBE, RAIEHEAR,

(00:35:18) Lenny
English:

No.

FASZEIF:

1,

(00:36:21) Marty Cagan
English:

It's a recipe for disaster. So there are so many reasons it propagates. Most of the books | see, I'm asked to
review a lot of the books. | love it when it's an exception and it's like, wow, that's a good book. Teresa
Torres's book, Continuous Discovery Habits, good book. Try to get everybody to read that. But that's the
exception. And most of the time people are earnestly describing what they learn, not really what good
companies do. So it's very difficult because these are not bad people. They're well-meaning.

FROCERIR:

BRRENIRE. MAEEENEREREZ. HEIND, RETBEERS BT, ESWHBLF I, tban
“bF, XB—A&GFH" . BED - £FH (Teresa Torres) MIH (FLIFEZESIIR) (Continuous Discovery
Habits) #i2#dFH, HIAELENATBIRR, BIZGHIIN. KZHEHE, AMRZBERZRHERMWIIF RN
KRG, MARMBAREEBNEE. FILUXEE, RAXEARERA, tiIIRHFFE.

(00:37:03) Lenny
English:

Do you have any advice for somebody asking questions, getting answers, and having a sense of, should |
listen to these people?

FROCERIR:
MFARLEIEERR. FRENERNA, MBETARMEELMBIFIE “FORImXEARG" ?

(00:37:10) Marty Cagan
English:

It's very much this exists in the whole world, right? Buyer beware. You have to use your judgment. You
have to think. Probably the most important skill for product people, and | know this sounds awful, but is
really learning how to think critically. And that involves literally evaluating. | know | talk to people all the
time when | help them for their interviewing. | say, "Look, the most important thing, you need to do some
research on the manager that will be your direct manager. Do some background research. Go look at
where they worked. It's all on LinkedIn. Check out those companies, check out that product. Make sure

you are prepared there because that's what really matters. Not so much the company, but who's going to



coach you." So there's a lot that people can do to prepare themselves, arm themselves, take more

ownership of their career.
FRERIE:

XESHFREB—IE, WE? “WHEBIE (Buyer beware), fRHFUEAIRIFIETIS, HHERABE, HF=EA
Fii, REBHKRE—HMEXIMERFERE —HLEFSWNE “HHAMEE" . XFREAFEEX LR
Hh. REBEBNEFERANSIFMWI]: 78, REENFERRE, MEBENRRAIREREZENAR—E
MR. BERAZE, BEMIUSAEBREIED, Linkedin £#H. ERRFBLAT, AR =am. HBERER
RS EMEF 7S, AARFBEEEERN, EENFERR, MEBERIESRM.” I, AMTUMEZE
BREEBCS, EZMEEFBSHNRULETE.

(00:38:04) Lenny
English:

What's interesting, I'm sure you'll run into this and I'll just share something that | thought of. So while |
was at Airbnb, | was reading your stuff and | was like, "Who works like this? He's talking about all these
companies that are working in this strange way of just being given a roadmap." I'm like, "No way. This is
not a thing. What is he writing about?" And it's because | was working at a company that does things well,
and | know you disagree with where things have gotten. But anyway, so | imagine many people listening
to this are like, | don't believe this is how a lot of companies work. What are you talking about? And then |
also imagine there's a large percentage of people that work at a feature factory and they're just like, no,
it's fine. It's not actually the way you're describing. So | bet this is quite frustrating for you.

FRCERIR:

BBNE, KHRGEMSBIXMER, HOZF—THRAEE, H7E Airbnb B, FIRIRIIXE, 08 “#R
XFTEW? thigpXEABTEAUIMEFENARIE, RERET—IREE” F8: “FHJ, &0
£, WESHAR? * BREAKIRE-KHEREFN2FIE, RAZNERFEATAENLRE. BLL
M, WRREBARSRE: “HABRERZLBDEZXHEEN, MERMTAR? * ARKBLBERK—D
£ ORI T IRMIARRER: A, XREH, HA2IRERBIBRE” PR UATOEFT X M R Y
B9,

(00:38:48) Marty Cagan
English:

Yeah, I've experienced that 'cause | spent most of my career in that same bubble, and | was so surprised
to find that people didn't work the way we did. | remember when it was too, because | was a developer at
the time for developer tools, and | was building tools assuming that people were building like we built.
And then | was sent out, | remember because one of the most eye-opening visits was my very first visit to
Walmart's headquarters. And they were doing things so differently. They had just very different way of
working, very different equipment, just everything. And it was a wake-up call. It was like, you know what?
I'm living in a bubble. Silicon Valley is not like most of the world here. And of course | realized that why
not? Why don't companies in Arkansas and India and everywhere else have the access to the same
methods and tools and techniques? And so that became the inspiration for Silicon Valley Product Group,
was to spread those things.

AR ERIE:

B, FEHY, AAKRRIEENASIREHOGERFN 8K B, SRRMAIHIEAXNSHITR
ERY, FHIFFEFEF. FIC/BRRALUF, HRNEE—RJRARXITANALAL, HHWETANKRIZANWE



mBI A XMBAT—F. ARFWKT HE, RIEFRIULBRFRAN—RILEZE—REXRE (Walmart)
BEk. INEETE2AE. t1ER2 T EANIELAN. AENKRE, —ERE. BE—TEH, LLHE
IRED YRAIERE? REFET—OEAE. BAHTARIBENARSHER,” YAKXBRIRE, ATATR?
AftamseM. EMEMERMGNARRERSEENTGE. TEMER? XMEMILESmEH
(SVPG) HIRBFKIR—E LB ERA,

(00:39:56) Marty Cagan
English:

But I've had that exact conversation. | remember as you're saying it, the first time Shreyas Doshi told me
the same thing. He was asking me, 'cause he had known me, and I'm like, "I know you write about this
stuff, but | really can't believe people are doing this." And I'm like, "Shreyas, | wish it wasn't true." But he
doesn't doubt it today.

FROCERIR:

HEAEITLAENNIE. HICFIMX AR, HEELTHEILH - £% (Shreyas Doshi) SHE—RERFKFE
BERIE, iR —REAMIAREZ —ME: “HNEMESXERA, ERENFEEGSANBEATEXA
Fo7 Fik: R, RUFEXFEEN.” BESRUELTBITLE T

(00:40:18) Lenny
English:

Yeah, 'cause he is doing a lot of that work now too. I'm curious if it's okay for people to be on a feature
team and just stick with it and be happy. There's actually this LinkedIn post today by this PM, [inaudible
00:40:31] Ben Erez who talks about how if there's a B2B sales driven company, maybe it's okay for it to be
feature factory where people know exactly what you need to build. You build these things, it's fine. We
don't need you to inform our outcomes. Thoughts on that? Is it ever okay to just be like, it's fine?

FRZERIE:

2, EAtRERMTREXSENIF. ZRIFE, MITFEDEANAZTIREEAL? $X
LinkedIn £ —{iI PM (Ben Erez) &5, WMRE—XK B2B HERMIAE, WiFHA “TReI~ [RIL
R, BAAMISINEREEWEM 4. (REXERFESHEMT, KA, FMNAFERRZMIENIE
PR RIILEAE? X “BIXFHIT HOSERLEREZXAING?

(00:40:48) Marty Cagan
English:

Well, my first answer is this is not an accident why most B2B software is such crap. It is horrible. And of
course, the ones that really stand out, they usually are not this way. So sales driven product, don't get me
wrong. There's companies like Oracle that are massively valuable, driven with sales driven product, but
do you really want to be Oracle or do you want to be SAP? Does anybody like those products out there? |
don't know. I'm not sure I've ever met anybody that didn't hate those products. So no, I'd say that's just
bad product. Now, | would argue that some of my favorite examples... In fact, in the new book we
highlighted a classic sales driven financial services company moving to the product model and how it
dramatically improved things for the sales organization.

AR ERIE:



id, HBVE—NEEZR: KZH BB M ZFAURX A=, %IFBEA. ENXERT. S, BERERAMmL
MARBEFEXEN. HERDNFR—iRS, GBREX (Oracle) XEFMNARIFEENE, LEHE
SRy mBy, BRERNEAREE SAP I3? SMEBASRXE~mIG? HAME, RAHERESSAI
PRZXEFBEIA IR, HRRBRBIERN™m. WE, HEPNEERERN—LEHF---FLE,
EHHR, RNELKNBT —REHENHEERDRSHIRS Q8% E ToiE” 82, UMk
BE T HEALRRIB R,

(00:41:48) Marty Cagan
English:

So there's a bigger reason | think so many sales driven companies exist, is that most of the time in those
companies, the CEOs are not product people and that's why they run that way. And until and unless the
CEO decides this is not very good, usually because some good product company comes along and takes
away their customers, that's probably not going to change.

AR ERIE:

FILFIANNFERASHERDEATNERERRAR . EXERFF, CEORSAEFmS, FUATEA
BiFiatF. BRiE CEO RIREIXARNE —BERRANERMBHI~mARLIFAEE THNHER —BNX

MR RER 2 oA

(00:42:13) Lenny
English:

Got it. So your feedback there essentially is sure you can operate this way. You're not actually going to
build a great product and long term you're going to run into competition [inaudible 00:42:21]?

FROCERIR:

BART. PREMRRNRIGAR ER: SAMRAUXFEE, BRFEETEHHERNS M, MEKAREMRS
BEIRSENF?

(00:42:20) Marty Cagan
English:

The other thing I'd argue, Lenny, is an empowered product team can do everything a feature team can do
and more. And once in a while | do hear somebody say, why isn't it good enough to be a feature team?
How do you answer that really? To me, it is like, why are you in this business? Do you really not care what
your customers think about your product? Seriously? | know | would never hire you if | had any say
because that's one of the first things we want. We want people to genuinely care about our customers
and about our business and making lives better for them. So | don't have a lot of sympathy for those
people. | do know that there's plenty of resources for them, so they're fine. It's the people that really want
to do better than that.

FRCERIR:
ke, HERHN—<E, WaEE~mANEMIIERANNESRN -], BEEES. BREBEAIEAM:
N AP EERARERBELF? * (REIRIZEALMZFNE? MERH, XMEERN: “MATABAX—1T?

MENAEFEFAEABMRNT@IE? INENE? 7 NRBEFEN, REXNFTZEREMR, BABIRHRIRE
ERIFERZ— BIMNFEANBEOXROENZR . KOFKNBLSS, HAIEIEEFNEE, T



BENZFABBED. ZAEARSEZRENMITESH, FAUMITERE. FXONZRLEREBHISELT
BIAo

(00:43:16) Lenny
English:

Reminds me of something your colleague Christian said on our podcast episode of how lucky are we to
get to solve people's problems and help them?

AR ERIE:

XL HBEMBIREREHFR (Christian) ENAVBETEPRE: “BRENSIBRANIRREFAF R
ftuf’l, FMNEZ4=iEm? ”

(00:43:24) Marty Cagan

English:

Christian is a living example of what we're talking about. Absolutely. He lives for these opportunities.
R EE:

REHBFLUERRITFIKICABIEEENGF. £XE, MMEAXENETEN,

(00:43:31) Lenny
English:

This episode is brought to you by Vanta. When it comes to ensuring your company has top-notch security
practices, things get complicated fast. Now you can assess risk, secure the trust of your customers and
automate compliance for SOC 2, 1SO 27001, HIPAA and more with a single platform, Vanta. Vanta's market
leading trust management platform helps you continuously monitor compliance alongside reporting and
tracking risks. Plus you can save hours by completing security questionnaires with Vanta Al. Join
thousands of global companies that use Vanta to automate evidence collection, unify risk management,
and streamline security reviews. Get $1,000 off Vanta when you go to vanta.com/lenny. That's V-A-N-T-
A.com/lenny.

FRZERIE:

ZAETEHMH Vanta 28, HHNRIBERITHAREREEMANLZ LR, FHSIRTEER, WE, R
WIdBE—F & Vanta RiHEXE. REZTFEE, FBEBITER SOC2. 1SO 27001, HIPAA ZA&#IAIE. Vanta
HiFMENEEE RS UMMIMSESIEEIN, R REMBERX, b, fRERLGET Vanta Al 5%
Z2nE, MMTHEEVNEHEE, MAKRT LAXRER Vanta BohEIEE. S—XNBEHEVLEEHE
HEBKAT], A8 vanta.com/lenny BIRI3X4§ 1,000 37chY Vanta L5, B V-A-N-T-A.com/lenny,

(00:44:22) Lenny
English:

| want to touch on something. So | interviewed the CTO of Meta, and you made this really interesting
point. So when | think of Meta/Facebook, | always imagine them as a very bottom-up culture. People on
teams build experiments, run things. There's not a lot of do this, do that, but the way that he framed it is



it's actually very top-down at Meta. Zuck and the execs come up with here's what we're working on,
here's our strategy, here's our big bets. And so he sees it actually as a much more top-down than a
bottom-up team, but it seems it comes across as bottom-up, | guess. | know there's a difference between
bottom-up versus top-down versus featured factory and empowered product team. But | guess thoughts
on that?

FROCERIR:

BRI A—HE, HFIFT Meta B9 CTO, fRigH T —1MEEREBEIM S, HFHEF) Meta/Facebook B, A
DS EIEE “BTmL” (Bottom-up) UL, HIPARMIAMSER. MINE, REXZH “HxX. M
N o BERNAERE, Meta LFFLRIEE “BLEMT (Top-down) B, ILRERMESETRERKIIEH
Rta. BITWEEEFA. BITNERE IR 4. FAIUMMIAAXLR LEGE—1 B LM THEAR, MR
EETMLEN, ERMHFENEFUFEEETM LN, FMNEBTMLE. BLEMT. eI MWEEER ™ mEH
PAZEIRBX5IM. RILBEFTAEE?

(00:45:03) Marty Cagan
English:

So first of all, | would argue what he described is exactly what | see in good product companies, exactly.
But we don't frame it as top-down. Top-down is really means something very different. In fact, handing a
team a roadmap of features, that's very top-down. Another very common misunderstanding, which
comes, again, a lot of the agile coaches, they have misguided so many organizations, but product teams
don't do product strategy. Product leaders do product strategy. They need to do the product strategy. And
look, I'm not the biggest fan of Meta, but Zuck is very good at product, very good. That's the problem in
the world. He's so good at it. But that is the job, is to make these strategic decisions, the focus decisions,
the bets you're going to place. But then in a good organization, you give those bets to the teams and you

really do give them latitude to figure it out.
R EIE:

B, RIBMPAERNERKNELFT~RABHRERN, T2—H. ERMNFBEEXN “BLM
T o BEMFREENSEXEERR. FXE, [ER—ITIEREE, BAREENB LM . 5—1IFE
HENIXE XXEREZFRFEHF RS TIFZARNER) B FRENMNRHES” mAE, mmAdSELFIE
P amtkig, ML AHE kg, ITE, BFAE Meta BUkSH4, BILRARIEEERKS R, FBEEK, X
MEX MEFRBEBPATE, MAEKT. BRESMNTIE: MEARRAR. ERER. RAEETHKT, B
FE—NFVART, MSBXEMEAHEN, HEESTMIEREERRE,

(00:46:08) Marty Cagan
English:

And honestly, it's been a while since | worked with Facebook at the time, but they had very good teams,
very good product teams, serious cross-functional, serious engineers, serious product managers and
designers, and they could solve very hard problems and that is what made them good. So | don't frame
that as top-down. | frame that as product leaders doing their job and product teams doing their job. It's a
very common misunderstanding that many people have about what empowerment even means.
Empowerment does not mean you set up this product team and they go decide what to work on. No, that
would just be anarchy, right? You'd have 50 teams doing 50 things. Instead, empowerment means the
leaders do their job, come up with the bets, and then the teams are able to figure out the best way to
solve those problems.



AR ERIE:

ERR, BAKRE —RIEISHMZHEEY Facebook 51T, EMITABEIREMLFHEL, FEEMRF~mE
A, FERBVESEREEIDE, FRBVIARIM. M amEIEALiHIm, MR EMER RS, XMEMMMFH
RE. FTUABRARIBXEXNE LM T BREEXNTmASERTRE, moEEETRSE. REAX
“THAE” (Empowerment) HIE&XEFEZBIRMF. MEEHAEREMBL— N mBEM, AFILAIERE
Bt 4. &, BREFH “THEPKRZE" (Anarchy), XIE? {RZEE 50 MHIPAEM 50 FREHIFE. HER,
EREEMRENSERBITINE, RUKE, ARHESLFERXERFNREST R,

(00:47:06) Lenny
English:

Awesome. That's a great clarification. | think a lot of people don't totally get that. So this is actually really
helpful, | think, for a lot of people. Speaking of Meta, there's another product leader at Meta. He was
actually one of the former guests and actually also one of the most popular episodes, Nikhyl Singhal. And
he works with a lot of CPOs and heads of product at companies. The way he described it, he's noticed
there's this reboot in what the PM role has been over the past couple of years because of the end of the
[inaudible 00:47:31] era. So the way he sees it is for the past decade, PMs are mostly responsible as
growth people. They're growing existing products, they have product market fit or they think they do and
they're just optimizing, scaling. And now that the money has gone away, there's a return to building,
finding product-market fit validation and discovery. I'm curious if you see that. Do you see a shift in what
PMs should be doing in the last couple of years post [inaudible 00:47:58]?

FROCERIR:

AET, XR—MRENESB. BRBRSAHAFTT2ERX—R. FIUXNBESZARRIEEZEER. RHE
Meta, Meta ®BEF—ImMNTE, MBRZANEER, B—FREREINUNTEZ—, MIYBE/R - F1%
/R (Nikhyl Singhal), ftt5¥FZ QBRI CPO M= mATKASIE. RRMHER, MERIIE/LFEPMHNAE
RET—R “ER” , ARSFE (ZIRP) HANER, EMER, ZE5+FPMEEBAFTEK, MilET B
WE~m, NELETFamERER (PMF) HFBUANE, MITRBEMUMMERL, MIMEHED
T, ARXEETHE, FHTaTRE[/IIEMRER (Discovery) B, RREFFMRESHERTX—
R? (REREITE/LE PM ERTRARE THE?

(00:47:57) Marty Cagan
English:

So yes and no. | think he's right in general, but there's a really important nuance. Many teams that aren't
very good yet, they do exactly what he described. He describes as a gross hacking, | describe it as
optimization. All they're doing is these low risk simple experiments. They live behind the AB test of just
doing like, we're going to change the call to action here and maybe more people will register, that kind of
test. Should they do that? Absolutely. Is that product really? Not really. That's not discovery, that's
optimization. Now, in many companies they do that because they're given a roadmap of all the features.
So all they can really fit in are these little optimization tests. But in others, they're scared to do anything
else. They literally don't want to break it. And so | find that situation that he described in many
companies that need to transform.

FRCERIR:

ALSRBRREA R, HINAMKELENE, BEE—TIFEEENANET. FEERNEAFHENEIES
fHRRER, tifizh “EBKERE” (Growth Hacking) , F#izA “Mifk” (Optimization). ffilrIL=E



XERXIE. BREPKE, tMII%E ABNEHEE, R2MEEN “RMNERX-—TXENTHSARKHA

(CTA), WIFSBESAEM LML, ITZMXLER? 4R%, EXENE ‘Tm” 3? #F7xe
Bo BAZR “BRER" , B2 “MI” o IWE, EFSAR, MIIXFBERNKE T T EIENEREE, i
DI —REEH AN M B XL/ VIR LK. EEEMATE, 2 HMaINER, WIENFRIER
. FIUERADMERNBHEREETEZEE “TE” HWATTF.

(00:48:58) Marty Cagan
English:

So | would argue what he's probably seeing mostly is a team that's learning how to go from a feature
team to a product team. Now, has that happened more in the last two years? | would like to believe so,
but | don't know. Some days | feel like yes, he's right. Some days | feel like | don't know who he's talking
to because these people are still stuck doing optimization work. And so there's probably a lot of nuance
there. In general, | think yes, but | don't think it's tied to interest rates. | don't think it's tied to that. I think
it's more tied to the quality of the leadership and the need of the business to do more than optimization.

FRZERIE:

FRLEIA A BRI ATAE F B R AP IE £ F IR M ThAE I AR T 7= REIBAIEIBA. BB A, XMIEREE A
MERREBEZTE? RREEEIXE, ERFME, GRNENESMEXNH, GREREEHRAAEMEN
IR, RAXEANMARRERCIER, FAIUXEEAESRSAMER, 209KE, RIAHEH, EER
IAXEFEEX, BRINAEHBEXR. RINAXEZHENSENREURVSHRTREZIEETEMES
HENERE X,

(00:49:44) Lenny
English:

| know people ask you this all the time, but I'm curious, is there anything big you're seeing change in the
PM role broadly?

RS ERIF:
BRAEANRIERXD, BREFE, NX L, RESED PMABEETHAERTW?

(00:49:51) Marty Cagan
English:

We've talked about quite a few big dynamics that are changing. Interestingly, what we're really been
talking about is the different definitions of the PM role. And so if we hold one of those definitions
constant, let's say we are focused now on the empowered product manager, the one you and | grew up
with, and those are the ones that are responsible for value and viability. In general, | think the principles
are stable and | think they will remain stable. However, the techniques are undergoing some radical
changes, especially with generative Al. Don't get me wrong, I've been living this every day as most of us
have. | don't have it figured out. In fact, | recently changed my advice because | used to say, start with
ChatGPT, go from there and I'll help you make that great. We'll go from there.

FROCERIR:

BIMNELKITIR T AVERTUNERDS. BEE, RNNEENEHNZE PM ABHNFEEN . MRKENREF
HER—MEXAE —RERFNAETTETHEE~REE, UMEMBEAKIEZFRENRM, H=NEN



B ATIERIAR M. SEIKIG, FIANRNZRER, MASRIFRE. AN, RAFRIEFESH—LEEHHE
T, LEHREMN AL 3IR%, BNASBA-—BFSRBEZHXLE, ZELTLRHAB. FXE, Rl
TTHRIEN, RAKURIER: “ScM ChatGPT FH1, ABMBERL, REBIMEEMSRE,”

(00:50:48) Marty Cagan
English:

And what | kept seeing was people taking what they get too literally, too seriously, too much value, and
they were heading off in a wrong direction and then they were optimizing that. There's a lot going on
right now. It's a moving target. Depends which system you're using and the day of the week now on what
you're at, but whatever. Now |I've been recommending to people that they think through the answer first.
Really get them to think, put something down, then use ChatGPT to see if you can't improve on that, to
see if you can't challenge that, to see if you can't make your argument tighter. So I've reversed and | did
that because people are trusting the results too much.

AR ERIE:

BRRAHRERNZ, AMKXFEM. KRN FUISENER, BT TASHNE, SRMUNABEHERN
HEFE, AREERUBIEIRNAE. WELETREZEFR, BRI oISHNET. BURTIRERNZW
MRS, BEERNRTIEREZMN/L, EFREER. RER—EHENANEECERERER, HEELHIIER
%, ET—&KA, ASBEA ChatcGPT BEEE TN, BERTRINE, EERSHILIRIIERE™
o FRUFRRETEN, XEMERNANKEEAINERT,

(00:51:43) Lenny
English:

And when you talk about what they start with, is it like, here's a strategy I'm thinking for this product, or is
it like a PRD [inaudible 00:51:48]

FRZERIE:

HIRKZIMMIIFIRENARAR, B “XRRAXNTmBBHHREE" , X224 PRD (F@mBERXM) 2%
A9?

(00:51:47) Marty Cagan
English:

Yeah, certainly you can use it for a spec, a PRD. You can certainly use it for strategy. You can certainly use it
for even things like triaging bugs. It's hard to think of something you can't use it for. The harder question
is what is it good for?

FRZERIE:

Ry, SATLATMARGAS. PRD, HAMAILIA TS, EELAT Bug DEZENER. REEE
Bt AT A EMl. EXENREE, ERRERMMAA?

(00:52:07) Lenny

English:



Something along those lines | wanted to chat about. Something I've been thinking about. | want to write
a post about this, is which skills of a product manager will be most disrupted by Al? So | think short term,
there's communication is getting improved. You can improve your writing strategy. Maybe like here's my
strategy, give me some feedback. So I think things are being optimized a bit through ChatGPT and tools
like that. But in the five or 10 years, are there any skills that will potentially go away or 95% of it will be
done by Al? And if so, where do you see most of that change happening in the skillsets?

FROCERIR:

XFRX—=, HZEBHH, F—EHERZ—HE, BEREXNXE: FRIEENPLEREREZE A BE?
FIANFEHEIA, WBEENEREFIRA, MAUSGEMNEERER, bl “X2IAVHES, L —LERIF .
FRUAFRINIEE ChatGPT XM T A, FBERSFI—ENMIL. BE 53 10 FH, EEHEMRAENRE
ZHK, ZE 95% WIIEIFH Al 5Th? IRZBXE, RANKEETHARBDBUIKEEME?

(00:52:38) Marty Cagan
English:

Absolutely. And | think that is happening more on the engineering side right now and also on the design
side, but | fully expect it will happen. Like | said at the beginning, | don't know when really because that
timing is hard question, but this is another one of my arguments to people of why you need to uplevel
your skills. If you are fundamentally a backlog administrator, good luck protecting that because already
people are doing that. It's only a matter of time before that becomes pretty well-supported. That is not a
good job prospect. Now, then we can talk about a feature team, project manager. There's very little that's
going on in there that is truly value add. Most of these are administrative kinds of things that can be done
at least significantly with help. So I wouldn't feel confident if | was a feature team product manager that |
could keep doing this for any amount of years at least.

FRZERIE:

Bz, WNNEMXESMEAERETIRENIRITR, BRTEWHIEIKRE, EWMBFLAE, HEHR
MERARZ AR, RARNYRETN, EXEHEAMDCIE “ATATERAKE 5 —MER. IR
AR ER— “FHEMEER” (Backlog Administrator) , MIRIFEEEREIXMBIIE, RANBEEAER
ALZAMT o XTMTTERH Al TR EMEEE, BAR—MFRVEREIR. AR LUK FIARIE
BEE, BE/LFRBFLARERENER. ASHHBRITHERES, EOERARZEE LFLUMER Al B/, Fi
LA, SIRFB—TIREFEAR T MEE, BRAIBEOEDERR/VERERET T X,

(00:53:45) Marty Cagan
English:

Now, for an empowered product manager, if your responsibility is value and viability, if you boil it down,
that's the real challenge left with ChatGPT or GenAl, is viability becomes even more the important
question. There's some very hard things left. So designers, | think the real product designers at the top of
the chain, they're going to be incredibly important and of course tech leads are going to be incredibly
important more than ever. But for a product manager, especially with viability, I've been on so many of
these calls where we've been talking about the implications of probabilistic software versus deterministic
software and what is okay? The lawyers are weighing in already with the legal perspective, but also
ethical perspective and just if this is mission critical, is this something that we could be okay with having
a probabilistic answer?

FROCERIR:



WE, WMTFMeER~REE, MRMOVIMRZMENELATITE, 1FREE, XFZ ChatGPT ZAERKIT Al &
THEESS—mWeITiE (Viability) ZEEMEE, B —LIFEEMHEBER T TR, FLULITA, &K
IR TFHEFTRNEE~mZIMEERREER, U, KAEE (Tech Leads) L LIFIEMIBIRER
FEE, BxTFrmiE, CERERVATESE, HRBMIREEW, WL “BRMERM" (Probabilistic
Software) 5 “HEMIH" (Deterministic Software) BIFM, LUKRTARHMERHN? BIMIIELZMNER
BENN, TECEAE, UNNRXZESXIEEDN, KRR —MIRENERG?

(00:54:49) Marty Cagan
English:

We don't know, trying to figure that out. So what is that really? That's a viability and a value question. So
a lot more is landing squarely on the product manager than | think in general in the past.

FRCERIR:

HNFRE, EESHFER. BEREMHA? B2 TIEWETEMNENRE. UL, FIAALESE,
NAEAESMEREREE T mEENB L.

(00:55:04) Lenny
English:

Can you talk about viability, just so people know what you mean when you say that? What's the one

sentence definition of what viability means?

RS ERIF:
REERIR “BSAVEIITIE” 13? ATILARBAMHER, *FEHLATEN—AIEEXEHA?

(00:55:09) Marty Cagan
English:

So value means for the customer, viability means for your business. So that means it works for your
business. You can sell it, market it. It's legal, you can service it. It's compliance. All of these constraints.
Remember Airbnb, it wasn't so hard to get people to sign up. It was hard to make listings legal in San
Francisco. That's the hard part, is the compliance side.

AR ERIE:

‘TE" BIHXEFR, “BUAEITH ZHMROLSH. XERECHIRENLSER: (R, EE
HE, ERGAN, RERMIRS, ENGRE. FIEXELAR, 1815 Airbnb 15? L AMTEMHRHE, HEHE
B LIMEREEN. A EER, ERMEEMAH.

(00:55:38) Lenny
English:

| want to talk about your book. Is there anything else along these lines before we get into your book that
you thought would be interesting to touch on or share?

AR ERIE:



IR B RN BZAE], XTFXEFETEEFAMRREETEB. BIRAIDZHG?

(00:55:45) Marty Cagan

English:

| think that's good. We covered a lot. We covered a lot.
FRCEE:

BRRBERZT. HIEETRERES, ENRZS,

(00:55:48) Lenny
English:

We did. | imagine we covered some of the elements of your book, but let's talk about the book. So this is
your third book, is that right?

FRSCERIE:
52, BRERITERE TIRPHM—LTE, EitRITMIMPE, XSIMNE=AR+H, w52

(00:55:55) Marty Cagan
English:
Yes.

FRCERIR:

(00:55:56) Lenny
English:

Okay. What made you decide to write another book and add an addition to the Marty Cagan cannon and
what is it about?

FRSCERIE:
T, BHAILRREBE—4P, A “BF - FIRERE” BHF—R? XEBEXTHAR?

(00:56:05) Marty Cagan
English:

This is a different one though. It's different kind because INSPIRED, hopefully you know, is for product
teams and product managers. It's really a book about product discovery. And then EMPOWER is really
about product leadership, vision strategy, team topology, coaching. It's all about that. And that was the
original idea. We would share those techniques 'cause that's what we share. But the single most common
question we got honestly from the first edition of INSPIRED was that people would read the book and
they would say, | love this, | want to do this. But have you ever seen our company? We are so far away
from that. We are like night and day. And in fact, a lot of people would tell me point blank, there's no way



their company's going to go along with this. And so what they were asking was, how in the world do you
transform to work like this?

AR ERIE:

FEX—FEERAR. ERTAEEN, EH (BTR) (INSPIRED) — FEFME —E G54 mEIAM
FFREEN, EXMRLER—AXTF “TFHEIFER" (Product Discovery) B, i (MEAE) (EMPOWERED) N2
XFEmASH. BR4EE. FPZEH (Team Topology) MEALHEH. BWERMNEE, BITHEXLER
A, AABPBENNVEK. BELH, BM (BTR) F—hRHEMRUE, ZTRINKREBHNEEZ: A%
TRERW: HERXT, HEXAM. BRIIENNATG? HNEPOZT, BERREZA.” FHE
£, REAZEH T IMEHFE, MNOQTLERTERFAEXFM. FAUBIIRNZ: BRZOA “TF" 7
REGAREETIE?

(00:57:01) Marty Cagan
English:

And we've been getting that question for years now. That's really what my partners, Christian, Jonathan,
Christopher, Leah, that's what they do is they help companies to transform. That's what we've been
doing. But we do that on a one-off basis. There's only five of us. How many companies could we possibly
work with? So we realized that this question was a global question. And if we've written books that
explain, maybe you want to work this way, but we don't address how to change to work this way, that's
leaving people without that hard part. So the goal of TRANSFORMED, unlike the other books, was to share
how to actually change. There are techniques in TRANSFORMED as well, but there are transformation
techniques. There are change techniques like the use of pilot teams or spreading things out to divide and

conquer on some of the transformation work.
HRERIE:

ZERBNN—BREIXNEIH. XEBENEUAN—=EHFR. FTHK. E2HEH. FT—FrEs
15, WIBHAEHITEE, XMEHN—BEEM. BRMNZUNREAHTH. HMNIBETA, &S
ENRBBR. FIUBRIMNEIREIXZ— M 2IKERRRE, MRBNEHHET “BIFREXELE , fgR
B USRS TR , BB BRMERIED RLTIRE, FRLL (Z%) (TRANSFORMED) HE1RS
BIJLARARRE, ERATHFEWMA “EiRt” #ITHE, FRUERAR, B2 “TEKR" , BXRTFHREN
A, binERIXSRERL (Pilot Teams), HEBIDHAESZKNTETIEHIT “DMEZ" o

(00:58:01) Marty Cagan
English:

So the other thing we wanted to do, in fact, we made a rule for ourselves. We knew we needed lots of
examples, case studies, but we said it's too easy to include Silicon Valley companies because Airbnb was
born in this model. They were designers, but still they were a Silicon Valley company. It was a big
advantage for Airbnb over say your favorite bank or whatever that was not born in this way of working. So
we said all our examples are going to be from outside Silicon Valley world. They're all companies, most of
them pre-internet, that had to change dramatically to work this way. And not only were we going to show
how they changed, but we were going to show what they were able to do when they changed, which to
me is the coolest part, seeing the innovation. Some of these innovations, honestly, Lenny, are as
impressive as anything I've seen Amazon do and that's saying a lot.

FRCERIR:



S—HRNEHNE —FLERMNGECET MHE, HMNNERNFERENFFNRLIAZR, B
W, BEEAARKREST, EN Airbnb REMBXMIRI. WIRKHTHS, BNAR—KESLF. 18
Eb FRRERARITHREMIEL SRR E SRR, Airbnb BB EARNME. FRUBITREMENEIFERE
HEALSMNIHESR, EfERAR, KSHMEMERMEAN, ENUREHEZIBIAT A se XA R T,
HMNANERTENRNMANLZER, FERTENRZBEREBENFA, NEKRXERENILD —FEL
#o X, EXY, HP—LolHMERINITSHAAEERNSE—1F<ANRRL, XIFNELRET.

(00:58:59) Marty Cagan
English:

Amazon in my opinion is the top of the pack and so that's impressive, what Trainline in the UK was able to
do. A company | had never known before a few years ago in Saudi Arabia called Almosafer, a travel
agency. They own, | forget what it is, 80 plus percent of the market over Expedia, over the big guys in the
US because they actually learned this stuff and were able to do it. And we have a dozen examples from all
over the world, Brazil, Virginia, everywhere, not Silicon Valley. In healthcare and car sales and fitness, all
over the place. Honestly there was a few reasons. One is we wanted them to understand what it really
means to move to this way of working. No fluff, just what does it really mean? Otherwise, how are they
going to get there if they don't even know where there is? Then we wanted them to believe it's possible to
transform. We're the first ones to say it's not easy, but we wanted them to believe it's possible.

FROCERIR:

TEHEFR, TSR IANREKE, FIUEEWN Trainline FAEINEBEIEE T AL, FE—KE/LEFMEKR
SRR HIE A Almosafer, —FIRTTH. 1 EHET — RS T EAFHF —80% LU LM MHHH
B, BT Expedia MIEXERBPLEESL, FAMINEEFR T XEREHAESLR. RITEH/IMREERS
wrflF: B, 5L, HAHE, WRKEER, IRETRE. SEHEE. BFINIE. EX
W, BNNRE: —BHRITBLMNEREROIMIELSNNEES X, ®EEKE, REXR. &N, Rt
MEBREMEAAE, X EARIEBER? Bk, HITRLMITEEEEETEN. HMNERRINZIFE
%, BEMNBLIEEXZRTEN.

(01:00:10) Marty Cagan
English:

And the third thing is we wanted to get them excited about what they'd be able to do after they
transformed. And those were the three things we were trying to do in the book. And so that's different
than our other books, but hopefully it makes the other books more accessible. They'll be able to apply
more of them.

FROCERIR:
F=RE, BMTRLMIINERFRMNEEREME. EMERNEPPHEMBN=FF. FAIUXS5EE

HithBA R, EFLEILEMPESESTER, LH(ENAESHBHRIRE,

(01:00:28) Lenny
English:

Who would you say this is most suited for? Is it leaders at companies? Is it ICPMs, everybody? Who do you
think would get the most out of this?



AR ERIE:

MERXTBREGHE? BABNIATE? B TAZEE PM (ICPMs) ? BEFIBEAN? fRINIEREMPRER
%?

(01:00:36) Marty Cagan
English:

We wrote it intentionally, again, unlike the other books. The other books are written for people like us and
your audience and my audience. They're product people. These are written for non-product people too.
And so the idea is a CEO, a CFO, a head of sale. Anybody who cares about their company changing how
they build and wants to help is written for them. So that was one of the hardest parts really, including
those kinds of reviewers and making sure all this stuff made sense to them.

AR ERIE:

HINBERNZ, BREE, X5R1LEBRE. /LA BEELMBUARILNNZR—EME @A,
MmX—AtWEREHRIE=mAN. I, ENZREIE CEO. CFO. HEFE, RAXOLARNMANREHRES R
HREMAEMA, BEXEBHIRE, FAUXREENBLZ— BIEXELHERE, HBERAEXERAEY
A IR ERE T o

(01:01:08) Lenny
English:

So basically if you're listening to this and you're like, I'm working on these teams Marty's describing, |
don't think this is optimal. We can do a lot better. We can get a lot more on out feature team, hand this
book to your CEO essentially?

FRCERIR:

FRAEA L, IRMREFERTEHOE: “READFHAROXMEAFIE, RESXFES, 017 UH
FE, HOITAILUMINGEEPRIFTES” , BPBALH EMZBXAFBLIREY CEO?

(01:01:22) Marty Cagan
English:

And I'd suggest they read it themselves so they know. Because | know I'm going to be talking more about
this going forward because | know | need to. Too many people in our industry view themselves as a victim
of their company. They're stuck in a feature team and there's nothing they can do about it other than
quit. But really they have a family, they're not going to quit. So I think that's not true. | think there is so
much they can do and hopefully they can see that in the book. It's like they can see what they individually
can do to push their company in this direction, and at a minimum it'll help their career.

FRSCERIF:

REMAITE S tiEiE, XEMIIMEBBAT. RARMNERUGEESHIKIOXMER, ERNRIMERHIX
Al BANTUHEAS ANIRECEEATNSEE, MIREEINERNE, 515 T IR T, 858
R EMINERE, FERBEI, FIUKIANBRREN, RINAMITAERT N, FERMIIEERPERIIX—
B, T UEIER D AR AR AT HEEXNAALRE, BOXEIAITRER L 4 ESFTEEE.



(01:02:05) Lenny
English:

I always love just the message of empowerment and giving people motivation to you can actually make
change. You're not stuck in this way of working, and | know you do that a lot. The official title of the book,
so it's TRANSFORMED: Moving to the Product Operating Model. What do you mean when you... There it is.
| don't have my copy yet 'cause that hasn't come out in the US yet, otherwise, I'd have it here on my side
as well. There it is. It's a beautiful green color by the way. It goes nicely with the other colors. Amazing.
Beautiful design, whoever did that. Okay, so the part of the title is Moving to the Product Operating
Model. What does that mean?

FRCERIR:

B—EHREWXM ‘Wi MER, BAMNDAEEE “RENATUMENRE”  RELEREEXMHIES
NP, HMEMEBEEEX—R. BHNEXTEE (TFE: Ba~mizE&R) (TRANSFORMED: Moving to
the Product Operating Model) . ZH{RiEZ]---- (BEFERTTH) MEEC. REKEIRNALX, AAEEZE
&b, SNEBRALEREFIL. MEE, INER—T, BRESNGE, MEMEGRE. K&T, &t
BR%E, &, MAN—PRR “HRAFREEER , BEAAER?

(01:02:40) Marty Cagan
English:

That was the biggest pain for the book was... 'Cause honestly, | had dodged that question for 20 years. If
you look at any of my writing before starting on this book, | just said, "Look, do you want to work like the
best or do you want to work like the rest?" That's how we referred to it, the best versus the rest because
there is no word, there is no name that talks about the common principles with all the best companies.
So we would just say, do you want to work like the best or not? But when | started to write the book, I'm
like, okay, | can't just say work like the best. We have to have some name for this, but | don't know if
you've come across this Lenny, but you don't want to coin a new term if you can avoid it.

FRCERIR:

PBEREXAPRAWEE - EAAELH, REKLCEHX MR 20 FT., NRMERSXAPZINERX
B, RASW: “FE, MEEZRINARMAT (TheBest), T2EFHMM AT (TheRest) ? 7 XiEHK
MIFRES, ‘TR vs HM” , BAKE—MI. — N EBFEREFMERMFLENEREN, FAUEKNIR
=in), (FEFEGRAFHABRBELE? EHHARESXAPH, B8, 0, ERERR “GRAFSHA
FAWETE » BRINNBTAL/EERNET, EEFNEMETBIIXMER, X, NRILUES, FENER
BENE— N

(01:03:27) Marty Cagan
English:

It is really painful to try to develop a new term. Some of the companies we worked with use the term
product operating model and don't get me wrong, that's not the only term. Some people use the term
product led company or product driven company, but those two we just don't like because it gives all the
wrong message and the rest of the company thinks it's a power grab. So we wanted to avoid those words.
We like product operating model for a couple reasons. One is it's a model, it's a conceptual model. It's not
a process. It's not really a thing, it's more of a set of principles and also it's non-threatening to a lot of
people. It's just saying, "Look, this is how these companies operate. You can look at it and decide if you



think it's good for you too." So we adopted that term, we call it product model for short. And all it really is

it boils down to a set of 20 principles and those 20 principles are what we find.
FRERIE:

HEALA—MIAENRES. RMNEEIN—LEQEER “FmEEEL” (Product Operating Model) X
NE, FRE, XFAEM—MIE. BEAER ‘TRESEQR" (Product Led) 3 ‘Rz QR
(Product Driven) , {BFAIAERXHEMNE, AAENERTHRNER, QARNEMERIIZIANXZE TR
HEF. FRUFNTEREFXER, HNNEX “TREERN” ALTRE: —RER—" “Bx\" , — MR
RE, MAR— M. EXRR—TAMFNKRA, ME—ERN,; MEEHNRSEARKRSERME. ERREE
W E, IMBXEQTNEELARN. RAIUEER, RERSWMESGIR.” FIUBATIRATXME, B 7
IR o BIARERME—E 20 FEM, MXLERNIEZSIHNIFEIR.

(01:04:36) Marty Cagan
English:

Remember we started with this. | was explaining, when | listen to your guests, I'm listening for what's
special about each of their companies, but what I'm looking for is the commonality. 'Cause most of the
time when | see a successful company, they are living these principles. Principles like you have to
experiment. You have to embrace experimentation. If you don't do that, most of this is not possible. Or
you have to make sure that everything you release is instrumented so that we can prove the outcome.
Stuff like that, that there's a million different methodologies and frameworks and tools and processes,
but matters is those principles. And so that's what we mean by that product operating model. There's at a
high level we talk about it, is how you decide what you're going to work on? How you decide which
problems to solve?

AR ERIE:

IBIFRAFRIIRING? HFET, HYRAMHNBEHIEN, RTHNRMIIESRXATNEIIZL, BRIHHE
Hit. AARSHHERLGHEE—REIHNATFY, MITERERTXERD, il “ReFuETRE” R
DIRIESER” o MRMMAXEFM, KEBDERHMAATELIR. HE “MOTHEREATNE—TANEEHEER
(Instrumented) , LAEIRATERARRR" o WX, EBAERT LAMAENSG AL, ER. TAMNRIE,
BEESEMNEXLERN, XMERNFMRYN “TRizERN” . NBEELMH, EXF: MUOFREEMT
A2 {RINMALRTE i RIAPLE (8] =2

(01:05:33) Marty Cagan
English:

That's what most companies do in annual planning, but it's basically the product strategy. That's what
your Meta friend was describing that the leaders do. That's their job. The second is how do they solve
problems? Do they have the skills to do product discovery like we're talking about? How to actually come
up with good solutions that work for the customer and work for the business. That's the second big
dimension of the product model. And the third big dimension is how do they actually build, test and
deploy product to their customers? Do they do it in a way that is reliable, that is demonstrable where you
can show that this generates the outcomes that you need? Those are the three big areas. And then there's
a number of competencies. There's four new competencies that most companies don't have, but what
makes it tricky is they have people with those titles, but they don't have people with those jobs. The one
we've been talking about is product manager.

FROCERIR:



AREBABTEFE T PHXLE, BESHmLET R, XMEIRH Meta BARIERIIATEFREIIE, B2
1B T1E. SE_2MITMAARRRE? #MMNIRERERNFMZNHET "TRARR" BkEE? NAELERLEE
WEFPERX MW SERHFERSG R, XRTmERANE - IREE., FZPALEEZMITNAKLERE.
HAREFEHE~m? MNEREU—FAE. AERNANHET, MMEAX~ETIRFEENAR? XnE=
R, IINEE—LEHIES (Competencies) o AZHATFAEHMIHMES, ERFZLAETET: 1)
BEEXELGHA, IATMXETF HI—BETXKLHME TaIE” .

(01:06:40) Lenny

English:

What would be most interesting to share? You said there's 20 attributes of a power product team.
R EE:

DEHAREBE? (Rix—MRANFmEE 20 MEH.

(01:06:46) Marty Cagan
English:

20 principles.

R EE:

20 FE W,

(01:06:48) Lenny
English:

20 principles. I'm so curious what these are, but | know we don't have time to go through them all. Can
you either share a few of those? You shared experimentation as one, or these four what you just
mentioned. I'm just curious what these [inaudible 01:06:58]

FRCERIR:

20 FERWo HEBMEXLERMH4, BERMERITZHE——I—B. REDZEPHLFIL? (RIEE T KK
RHPZ—, HEMRNARIBBE D, AR RFETXLE -

(01:06:58) Marty Cagan
English:

Well, | could share as much as you want, but the four competencies are product manager. Again, we're
talking a serious product manager here, not a product owner, not a feature team product manager.
Product manager, real product designer, service design, interaction design, visual design, user research,
real product designer, a real tech lead, and then a real product leader, a manager of product design
engineering that knows how to coach their people and knows how to do a real product strategy, which is
what we were talking about. So those are the four new competencies. For most companies, those are
new, meaning they might have people with those names, but they don't have those roles

institutionalized.

AR ERIE:



AR Z LDHREMEN R, EXAMBPENDHZR: moIE (BREE, XBENITRO~REE, F2F
mABEA, WAREFAMNTRER) ; EENF@RITT (RERSRIT. RERIT. Rk, APH
R) ; HIERRAEE (Tech Lead) ; MMEEN~mMTE (B m. igit. TEEINEESE, ES0M
WERIHWEREN” MR . XMEEMHEMET. NTFASHATRY, XEHELME, SHREMH
MAlREEHEEXERFHIAN, EXEAGHIBERE LEEMHI,

(01:07:43) Lenny
English:

It's interesting, you're building on the classic triad with this leader above. It's like the stool with

something on the stool or something or filling up the stool.
R EE:

RE®, MBALHEN “=ZM—4F" (Triad, E~m. &it. I18) B EENT - EEROSE. MGEE
FLEMTRA, RELEFIEET .

(01:07:51) Marty Cagan
English:

And that is the triad. That's where it came from. The word triad came from those three. We didn't invent
that.

FRSCERIF:
B “=(—F . XHEBCHHERK, “S—F XMIRBEFHR=L, F2RITLBEM,

(01:07:58) Lenny
English:

Right. But | think the product leader is a really interesting addition there. You can't just have this team off
to the side without a product leader overseeing that work.

FROCENIR:

Xo BRIAN FRASE B—MFREERNNTE. MFERERMENE—STE, ME— RIS
ERIE,

(01:08:04) Marty Cagan

English:

That's so true because one of the things | really learned with INSPIRED was that it wasn't enough to have
the teams do their job. They needed leadership to do their job. So it is both. And that's why | was saying

we don't frame it as top-down, bottom-up for that. We frame it as each group doing their job. And when
that happens, it's actually a beautiful thing.

FROCENIR:

AXNT, BAEES (BrR) REEFIN—RZ: NHiLHANSEHREAREHN, tIFENSEEZEH
Ro FRUARMER—FF, XMENFARRENFREEXNBE LM THA TML, HITEEEX NS EHE



HIEEITECHNRT, AXMBERLKENR, BENE—HEUNER.

(01:08:28) Lenny
English:

We're going to link to a post that you wrote, Product Leadership Theater, which talks about how people
do this actually badly and what it looks like when it's just pretend versus actually doing it right.

FROCERIR:

BINSEEIMEN—RXE (FRdSEN), EPiRE T AMNERF E2NAEXGEEER, URNE
BRESHEEHMZEEERE A,

(01:08:37) Marty Cagan
English:

Good.

FSCEiE:

a5

(01:08:38) Lenny

English:

Okay. And then what are some of these principles, just to touch on a couple and a few-
R EE:

%o BAXLRNAFEEWLE? GERERIELND?

(01:08:42) Marty Cagan
English:

Just stop me, but there's a set of principles around the more cultural things, like innovation is more
important than predictability. That's a principle. That learning is more important than failure. The
principles are more important than process. Some examples of that. In terms of teams, empowered with
problems to solve. That's one of your foundational principles. We talked about that, this idea of real
ownership, real sense of ownership so that it's theirs. Well, of course in discovery you'd recognize all the
principles, but it's about addressing product risks. It's about embracing quick experimentation. It's about
testing ideas responsibly. These are principles. And then | did mention a couple of the delivery principles,
things like small frequent uncoupled releases. For most companies that's CI/CD, instrumentation of
everything, monitoring of everything. These are delivery principles. So none of these should surprise you
'cause they are what's consistent in the good companies that we know, but these are the things that we
think matter.

FROCENIR:

fRA] LARERSFTHR TR, BE—BEXTXUAENEDL, thin “CIHtEANEEEE" , XB—FRNW. “#3
EERMEEE" . “RULLRIZEEEE" . XLEEHEFF. EEANGE, “WEFEBHERNED , XZEAM



FWZ— FHfTRIXT, BELERNFMAEN. BEENEARE, itMESXZMIECH. SR, & “KE"
ez, REINEFRBERIEREN, EORMNMmMe, FHERESRR. ARENIREE, XEHMIERM. A
FRREBRETLEZMEREN, bl DR, SME. @BBNEE . ¥TFASHABRE, Xtz CI/CD
(Rl /a0 E) . BYERER. AYEFaE, XERXMERERN, XEHFANZILMRBEIZIN, AN
ENERINFIANNAS AR PR2—BEFEN, EXEERHITANEENER.

(01:09:58) Lenny
English:

That's awesome. And | imagine people listening to this, if they're in that 10% or 20% of companies that
you describe as doing this well are just like, of course. And then the rest are just like, no, there's no way
we're going to be able to do that.

FRCERIR:

KiET, HEARRBINRE A S LAIRERAIAR 10% 3¢ 20% MSHFHNAT, MIK%E “EBPIEA” . MET
BMAMNSRRT “F, HINBHFATEMEIIME" o

(01:10:09) Marty Cagan
English:

You have to realize in most of the rest of the world, they release monthly or mostly quarterly. Think about
that. Quarterly releases. Think about it. You cannot take care of your customers. You cannot learn at the
pace you need to. By the way, quality is going to be terrible in that model.

FRCERIR:
RBRIRE, R ERZSHHMMT, MIIRRAEERZTELGN. BBE, BREELH. (A8, R
RAETERIFROES, (REEUFTENREFS, IRER—E, AXMERXNT, REUIIFEERER,.

(01:10:30) Lenny
English:

| don't want to go on this tangent necessarily, but | know in some cases, like a quarterly release, like
Shopify as an example, they have seasonal releases like the winter launch and the summer launch.

AR ERIE:

BAEME, ERMETELERT, thINEELM, LU Shopify A, MIEENELAR, LHNILERTS
MEELH=.

(01:10:40) Marty Cagan
English:

And salesforce.com has a big... But don't confuse the actual releasing by the teams with the marketing
releases. So it's very normal and | think wise to batch. Because look, most product teams are releasing on
the order of 20 times per day. You're going to do a marketing release 20 times a day? That would be

useless. So it makes sense to have messaging on a periodic basis, but good companies, by the time they



message it, it's live. It's been coming out. We may have released some things dark as you know, but we've
got it in production solid. We've proven each thing probably with an AB test.

AR ERIE:

Salesforce B EARE L% EAREEHEE “Lfirkfm” 5 “EFEEAH BA—%. IHLEEHREEZIF
B EFEBBREN. BNTE, ASETmBNNEXRAHARL 20 R, HEERESXM 20 XEHFELHG? BEL
EX. FIUEMAREESREEEYN, EMBNARNTAHESN, EELELT, E—HEMSHL, W
{RPAAD, FATRIRER AT T —L “BEE0E” (Dark Releases), BEEEFIFEHELRIBE T, FKi10TEE
22383 AB IRIERR T S —TLhAE,

(01:11:25) Lenny
English:

Airbnb is actually in that same model. Most of the stuff they announced every couple times a year is
already out or an experiment to most people. One thing | wanted to clarify, so you call this the product
operating model. There's also this role product ops, which you touched on a little bit. Any thoughts on
product ops? We've had a few guests here talk about it.

FROCENIR:

Airbnb SERF B EXFIER, i 1SEIRASHNASHATHREELAT, REHASHARNEEE—
AEKT, B—SRAEEE—T, (HEXMN FREEEL (Product Operating Model), EE— &
“F@EE” (Product Ops), RAIARMIZEIT. N=REEEHAEED? BITXKEHE IR

(01:11:43) Marty Cagan
English:

It's tricky. First of all, some people have asked me, is product ops the same as product operating model?
No. That was just a very unfortunate name conflict, but product ops is more analogous to DevOps and
design ops, that's all. Now, can you use product ops in the product operating model? Absolutely, if you're
using one of the definitions that are part of the model. So for example, the heart of product ops in the
good companies | know is user research and data analysts. And the only difference is they're now brought
together under one product ops leader. That's all. That that is the same. How long has that been with us,
Lenny? More than 20 years. Companies have had user research teams and have had data analyst teams to
help you make decisions qualitatively and help you make teams quantitatively. So that's not new at all,
butitis good. And I think there is some amount of value about bringing that in.

FROCENIR:

R, B, BARK: =mizE (Product Ops) M=mizERI (Product Operating Model) E—[E
EE? F, BRE—NEBARAENBIFAR, FRIZEEELMUTF DevOps MigitizE (Design Ops), XUk
Bo. BA, MEEFREERAPEAFREERE? £, FREMFEANEZERPE IR, 5
M, EEAINRBLFHR, FREENZOEAFPARMEBIES T, E—NXFIZ, MIRERESTE—
IFFREEMNSEZT. (UMB, sHRE—HF, XE, XEEZAT? BZ20F7. AF—BHEHAFHR
FRAFIEIR D TITEIBA, REENMREITE M RKMESREK, FMUX—R U RIHEE, BERFN. FIARSIA
ERE—EMNEN.

(01:12:52) Marty Cagan



English:

Some companies, of course, they interpret and define product ops very differently. A lot of them
unfortunately think of it, they focus on the whole phrase of process in governance. That's a huge red flag
and | try to tell people, if that's what you see, run. Don't walk away from that. The other thing that's going
on in a lot of companies, it is amazing to me how creative companies can be to try to find a way to justify
giving product managers assistance because the product manager says too much work, which is really
ironic to me 'cause they're usually feature teams that are saying this and I'm like, "It's not even enough
for your job." But anyway, they're like, "Too much work." And so they're like, "Well, we need help." And so
for a while, they would all have these little associate product managers. And then a lot of companies they

have, oh, we also have product owners.
FhCERIE:

LR, BEATMTREENERNENIEERE. FENE, EPRZATRIT “RENLRE X—%
XR—PMEANGRES (RedFlag), HIXEHIFAN]: MRMFEINEXM, B, #EH, 3—4EREZA
ARENFIULRITTF: ATREATFREERBFXGELRZAE YU , AAFRELEBERTEELAK, X
MERIGEMNRINE, EABERXIENIISINEEE, B8 “MRUE) [ BEEBRBIEFHF—HIE B
FTEEH, it “TEXZT” , RER “BIVEERER” . FTUE—EE, MI1EEXEIVEIEIE
w2 (APM), ARRZAENN, B, EITEE~@mAEA (Product Owners),

(01:13:51) Marty Cagan
English:

Product manager and product owner makes no sense. Huge anti-pattern. Today a lot of companies use
the same excuse, but its product manager has product ops people to do the dirty work. No. And honestly,
| would not want to be one of those people because | think they're very vulnerable right now.

FROCENIR:

FEIRIFmEEMNTRARTAZBELEX, BERHWRIKRI (Anti-pattern) . &K, REABEARENGE
A, IRIZR Tt mizEARETREETRERE, T EXWR, RFERABLEARN -G, BAFK
INAA I EIFE eSS,

(01:14:12) Lenny
English:

I've changed my mind on product ops. One reason is because | also was like, "I don't need another person
in the loop on everything I'm doing. | just want to have..." | don't know why | would do that even though |
have endless work and | have working crazy hours. But | think one of the great things about product ops
people that | talk to is there's not many of them. You need one often to do a ton and to help a lot of

different teams, so it's not like a team that just grows like crazy.

R EIE:

BN~ mEENEEEMNRE, RRZ—2FUFABERERT: “BAFTESZ—TANTAKEHNE—HF. HR
eee” BAMBEBAHAKSIHBEFR, REREFTATNE, SERIMM. BFEIAN, REMRINS~RETE

AGRH—MERE, tIIABHTZ, BEMIAFTE-—PAREBRKRELEHENFZRENEN, FRUER
BR— T RIEY KRIEPA.



(01:14:37) Marty Cagan
English:

That's what I like. Same with user research, by the way, and you had a very good guest on that | think
tried to make that point as well, a small high leverage group. So it works for data analysts and it works for
user research where they are helping the teams do the work they need to do, but that's where it really
depends what they're doing. | will tell you I've seen too many companies where the product leaders are
not doing their job, so what they do is they hire product ops to try to do their job. They're the ones now
responsible for educating the product managers. That's just not good.

AR ERIE:

EXERENRN. MER—C, BFHRBINLT, RZeEd—UFEFENERBHERBAX—R: — /)
BNSIIATERHE. XRFERTHIESNMMARHAR, WIEBETRFEZMB I R EXENBRT
MNEMt 4. HEEFF, KRIXSZSATANTRASEFETIRE, UMEINERATmEERZEEMIE
TSR, MEXEAATHETREET, XA,

(01:15:13) Lenny
English:

I have just a few more questions before we get to our very exciting lightning round. Actually, maybe just
one more question. We'll see where this goes. So I've mentioned this earlier that a lot of startup founders
are just like, "I do not need product managers. I'm not going to hire them ever. Or maybe I'll wait until |
have hundreds of engineers." But then | find many of them change their mind, bring in a PM and they're
like, "Oh wow, this is amazing. Why didn't | do this earlier? This person, it's exactly what | needed." And
these are guests I've had on the podcast that were like, "We don't need PMs." And then they get one and
they're like, "Okay, | see. This is great." Do you have any advice for founders that are in this boat of just
like, I don't want product managers, they're going to screw us up, they're going to slow us down? Any
advice for this?

FRCERIR:

AEHNFEREHABRREZR, HEBL DR EfrL, BIFRE—. HZAREE, REMEIATE
BIRARIR: “BAFECREE, RXKTAZEMAMI). HBLFERE/LETIRIIBR.” EEREEN
I PRIFSARZETER, BH—IPPMEIREN: “H, XXET. HAFTATRERXAM? XPALER
REEN,” XEZRBENRERE, M1E8H “BIIAFFEPM , ARET—1TER “HFE, HBEAT, XX
BT7 o WFRELT “BARET~RERE, MNBEERME, IHERMNERE" IMHOSHEIBA, R
Bt AZNg?

(01:15:53) Marty Cagan
English:

Yeah. Well, first of all, I'm one of the people that tries to discourage them from hiring product managers
too soon because a lot of them make the mistake of hiring them too soon. Now, realize what we're talking
about here, again, the whole discussion we've had, this is other layer to, I'm talking about a real product
manager. If they're using them as project manager, which a lot of times they are, well, | would tell them
they're overpaying, but okay, you can get some help for project management. That's not a good use of
the CEO's time. But if they're a real product manager and they're worried about value and viability, that is
the founder's job. So the founder should be doing that and needs to be doing that, and it usually causes
conflict if they bring in a real product manager too soon. It's too many cooks in the kitchen.



FRZERIE:

0. 8%, REFMSYBEMIFAESRRAFRZENA, BEARZALTIRERANSEIR. T, B8R
IREIFRNEXENIEHNAT —BFRERRNZANITIE—RKIENE “HEN oI, NRM11E PM
LIEMBELER (REMEMASLML), REHFMIFKNET, BFE, R ABESMMBEEE, AR
SKAMETS CEO X B, BMREB—TEEMN~REIE, ARMEMBLAITYE, BELZNIBANIE.
FRUAEISE AN IZM, X R, MRIFSIN-TEENTREE, BER5EPR. XU “FEiiX
%, R TH

(01:16:45) Marty Cagan
English:

You need to reach a certain scale before it helps you to have other people responsible for value and
viability. That all assumes that they understand real product management, otherwise it's going to lead to
very different symptoms.

FROCENIR:

MBEXE—EME, LHMARSMENS LTSS SWRERR . X—YIRRIREMIIEEEERN
mEE, SNESET2TENAEER,

(01:17:01) Lenny
English:

So | think one piece of advice here is after product-market fit is a better time to hire a product manager.
Otherwise, they're just between you and the product and it slows everything down, right?

FhSCERIE:

FAILEEXEN—MENE: EREFamIREeER (PMF) ZEREA™REEBFNNN., TN, 1R
N TN mZIE, =HEE—), HE?

(01:17:10) Marty Cagan
English:

Yeah. Remember, usually as soon as you get product-market fit, you're working on it for other products
and other markets, and so it's an ongoing thing, but while it's small, it usually is most useful just to look
at the number of engineers. At a certain number of engineers, usually 20 to 25, it's a lot better if the co-
founder is the product person for that.

FRCERIR:

B, iBE, BE—BMRARTFamIRER, MMaARAEMTmiEMTHHEH, RUXE— MG
BIEiE, EEMRENE, MRIBIMHNHEBERREAN, HTRMAE—EHE, EE2 205 25 A
B, MRBREGIBABETRARA, RRIFEZ,

(01:17:35) Lenny

English:



Awesome. | was going to ask you if you have a heuristic for engineers and so thank you for preempting
that. That's essentially all I had to chat about, Marty. Do you have anything else that you think would be
interesting to share or touch on or leave listeners with before we get to a very exciting lightning round?

FhSCERIE:

XiET . HIERRMRXTFTILREMBENBAIVEN, BHEFLERET. 5%, XEX LMERBIHFIEA
BT, AHANFEREHNNBRAEZE, MEEHARGEER. BERIBBLITRIAEID?

(01:17:51) Marty Cagan
English:

Honestly, Lenny, we talked about so many big topics. I'm worried that may have overwhelmed people, |
hope not. Because you asked all the hardest topics.

FRZERIE:

ELR, XKE, BRINKILTXAZEANER, HIBOXAERZIIULATEREIFHAE, FEFS. FEAMRER
ERRERIEH,

(01:18:03) Lenny
English:

Well, good job me. Good job you. With that, we've reached our very exciting lightning round. Are you
ready?

FROCENIR:
9FIE, HFEAE, METERE. X, HNTENTIFEBEORNBRRE, ESIFT3?

(01:18:09) Marty Cagan
English:

Sure.

FASCEE:

M7 e
Ho

(01:18:10) Lenny

English:

What are two or three books that you've recommended most to other people?
R EE:

RRANABEERZHNR=ABEMA?

(01:18:15) Marty Cagan

English:



| love the new book from Tony Fadell called Build. It's a wonderful book and he's describing the product
model, but for hardware devices and his perspective was fabulous. He had a front row seat to some of the
most iconic products in the world, the iPod, the iPhone, the Nest devices. Love it. So | loved his book and
I've been recommending it to all kinds of people. Another one | really liked is, do you know Tim Urban,
the guy behind Wait But Why?

FROCERIR:

KIFEEWIERE - AE/R (Tony Fadell) 95 (BE&E) (Build)o XEB—ARENB, ERT~m&EX, €
B NEHIRERN, MNNAIEEREY. tBEEES5 7 LR FRAFREMRS~M: iPod. iPhone.
Nest &8, HIFEER. FMUBRREMND, HF—EHRSMEFENARE. Z—FEKIFEEERNE—RFE
Tim Urban 12? {2 (Wait But Why) EE8IEB Ao

(01:18:45) Lenny
English:

Absolutely.

R EE:

HANIE,

(01:18:46) Marty Cagan
English:

| just love the way this guy thinks. And he wrote a book called What's Our Problem? that | found really

provocative. Challenged me in a hundred different ways, so love that.
FREiE:

HMBEMXRMUMBEAR. 57T —ABU (KIEEZH2A? ) (What's Our Problem?) , H5i1GIFE
BRRM. EE—B TN TRNAEHRET I, FIUKRER.

(01:18:56) Lenny
English:

I've been reading about his book writing process as he was writing it over the many years and it was just
quite a journey he went on to make that book happen. Do you have a favorite recent movie or TV show
that you really enjoyed?

AR ERIE:

R—HERMERABHERE, STREE, ATILBRABRE, tEh T —RIFANKRE. (REOEHFIE
SRBYEE R FEARRING?

(01:19:09) Marty Cagan
English:
Lenny, you couldn't ask that to a worst person 'cause | watch almost nothing, so not a good one for that.

FRCERIR:



e, RREAT, RAKRLFHAETE, FIUXEZER LXK,

(01:19:16) Lenny
English:

Great. | think that's often for the best. Do you have a favorite interview question that you either use
yourself or find useful when interviewing folks, product managers especially?

FROCERIR:

KEFT o HWNNXBEBERGHITFEF. MAKARENNERNE, SFRECARERGERR (CHZEIA™
m#iE) HRBRAN?

(01:19:26) Marty Cagan
English:

Well, given how much interviewing | do, | stopped giving out my real favorite questions because they
became online. But | do have a go-to question that | pretty much start with everybody and | want to know
if they can even define the job of a product manager.

FRCERIR:

ETRMTRENER, RELFBAAREERERNEET, AANENHBREIIN LT, EXHEE—T
HEREER, JLFXNENABRE, BRIHREIEMITEEEEE X REIERN T

(01:19:41) Lenny
English:

What do you find in the answer and what do you look for? Is it just how close they are to your version of a
product manager?

AR ERIE:
FMBRFRELRIMTA? REFHAA? RREMISIR0E P REZIBRAR Z1EED?

(01:19:49) Marty Cagan
English:

| can tell where they learned from their answer, that's all. They don't have to give my answer. They just
shouldn't give the old feature team answer, that's all.

AR ERIE:

HEMEHEZFELMITEMBELZIXER, RLEME. I FOEHZINER, RERLGHBFIKIA
HYTHREEI ATV E 2 TATTo

(01:20:00) Lenny

English:



Do you have a favorite product that you recently discovered that you really love, whether it's software or
something physical, something around the house?

RS ERIE:
FRIEESELRMTAEFENMNTR? TIEERREEELY), HEESRENTAKRA?

(01:20:06) Marty Cagan
English:
| recently got a Rivian, which is amazing that they did an absolutely beautiful job. They're the Airbnb of

car companies because the founder's a designer and imagine if a designer designed the next generation
car. It's a phenomenally good job.

AR ERIE:

HEIEEXT —5 Rivian (BEIRK), KIFHRT, MIIEEEERSR. WIRSERHN Airbnb, ERNEIIRAR
i, BR—T, MRBRITIRIZIT T —RSESIER. WIHSRELE,

(01:20:27) Lenny
English:

Wow. | was imagining you could rent people's cars and that sounds pretty cool, but you mean it in a
different way. Interestingly, both you and [inaudible 01:20:38] from Meta both had cars as your favorite
recent product discovery. He had a Mercedes-Benz. And | made the joke that | hope to give away these
products someday and the budget is blowing up with all these cars in the mix.

AR ERIE:
o BNIARERZRZAUMEGIANE, kRN, BMNEERERR—Fh. GBHNE, MAXHE Meta By

?Eﬁl&rﬂnﬂﬁft?tﬂ%ﬁmm o MBRVEEFEEL-F. HIEAMKNR, FEE—REBEXE~RIENE
miXthE, BNREEAE, MEMBRIFT.

(01:20:52) Marty Cagan
English:

Well, my favorite thing to do is ride motorcycles and there is a new generation of product that who
knows, might save my life one day, but these are literally wireless airbag vests that you wear and it uses Al
technology and sensors to decide if it should deploy. Luckily, mine has never had to go off, but | know for
a lot of people it saved their lives. That's an example of technology where without the technology, it's a

very vulnerable... Even with it, it's vulnerable.

FhSCERIE:

B, REENMNBEERRERE. WEE—MHI—A~5R, ENER, HiFHlXalEinGg, BRTELE
’-‘»%TE‘TIU REES L, EFEA BRMERBFRAESEEH, FiEHNE, BSOS, BRME
ERTEZANG, XMB—MEARNAF, MREEXTREAR, ASIEERSS - HUR, BIEETE, Wik
7Y

(01:21:28) Lenny



English:

Wait, do you ride motorcycles?
FREiE:

FF, MBEREE?

(01:21:29) Marty Cagan
English:

I do.

FSCEiE:

=0

(01:21:30) Lenny

English:

I had no idea. What bike do you ride?
R EE:

REEFHE, RBHAE?

(01:21:33) Marty Cagan
English:

| have two and they're both BMWs.
FRCEIE:

BERW, #HEREDS (BMW),

(01:21:36) Lenny
English:

Wow. We need to see a picture of this somewhere. That's amazing. | had no idea. Two final questions. Do
you have a favorite life motto that you often come back to, share with friends or family and find useful
either in work or in life?

FROCENIR:

. HNFEFAMBEERRF. KHET, AT NE. RERNEE. MELKERERHAERS, &
REERR. 5S¥EEDE, ARSEIFREETHRERR?

(01:21:49) Marty Cagan

English:



I don't really have a life motto, but | do have one | share a lot with people because as you might imagine, |
think writing really helps me think and | encourage other people to develop their thinking skills and
there's a great quote from Leslie Lamport, the guy who... You're not old enough to know this, but he
invented one of the first word processors called LaTeX, which | used to use back in the day. But if you're
thinking without writing, you just think you're thinking.

FROCERIR:

HHRBHEENAERS, ERBIE—TEESADENNR. ENOMFAE, FIANSEENESEDRR
Z, BREEMAEFBERS, KHF - =A% (Leslie Lamport) B—ARE b’T‘:kEE"T%H
B, BMARTRPHNXFAIERZ— LaTeX, ZUNKZER. Hik: “tﬂ%ﬂ?u%‘ﬁ'ﬁT ‘51’E, fRRZ L
N BEHERE

(01:22:21) Lenny
English:

There's a version of this that | love and it's the same idea that | don't know what | think until I've written it
down. | think Joan Didion said that.

FROCENIR:

HERXXIMMAN—"1 s, ERE—HFW:. “BEETRZE, FFMEESERHA.” HEPIRR - @R
(Joan Didion) B9,

(01:22:29) Marty Cagan
English:

Same idea.

FSCEiE:

I AYIETE,

(01:22:30) Lenny
English:

And | so agree. That's why | started writing. | just want to figure this out that | have in my head.
Crystallizing something that makes sense. Last question. You've been doing this work for many, many
years now. How many years have you been at this?

AR ERIE:

BRIFBEAE. MBHARSENERERE. FREREEMFENKA, IBEEXNAAERL. RE—1F
o MNEXTMITEELRZSREZET, RFXITZLET?

(01:22:43) Marty Cagan
English:
43,

FRCERIR:



43 4,

(01:22:45) Lenny

English:

43 years. What else would you have been doing right now if not having gone down this track?
R EE:

43 F, NRGHEELXFE, FRESTEMTA?

(01:22:53) Marty Cagan
English:
Oh, well, honestly, | would've been really happy just staying in engineering. I've always loved design too. |

think | would've been really happy as a designer. | think no matter what though, | would have been still

building something, whether if it was houses or cars or whatever. | like building things.
FZERiE:

MR, EXY, MR—EFBEIREIN, FUSRF0. HE—EREWKRIT, HENRI—RK&IHH, HES
RRR. BELiLWf, BBBRERRIEWERLERA, TIEREF. AFELENNtA. HERLERAE,

(01:23:13) Lenny
English:

| love that. You're essentially a one man triad team in this dream. Marty, this was incredible. It was
everything | was hoping it'd be. We covered so much stuff. | think we're going to help a lot of people
transform. Two final questions, where can folks find your book? When is it available? Where can they
reach out if they want to follow up on stuff? And how can listeners be useful to you?

RS ERIE:

RENXMEE, EXMNEER, REREE—PMAN “S6—F" BAl. %, XAET., XIESRTHA®S
B—l, BITEETXAZAE, BERISBHRZATHTE, REHE MDA AREWE T LULRRHY
F? Az E? MRERHEEAD, ATUEBREBKAR? Uk, REENIRELEFA?

(01:23:34) Marty Cagan
English:

The book should be available worldwide in electronic Kindle audio and hardback on March 12th. We'll
see, but that's what the publishers promise. And you can find about all of the things | talk about and all
our stuff is for free on the website, svpg.com, Silicon Valley Product Group. And if you don't know at least
one of the partners, you should try to meet one. We all love meeting the community and I think you'll
enjoy it. So hopefully that's useful.

FROCENIR:

EXAEBWZETE 3B 12 BUBFFH (Kindle). BEEBMBERNTAELIKEE, HNHBLURF, BX2H
AR AIERY, (RA] LAERA]BIMEG svpg.com (AT MmER) EHREFTKICHMERS, HKIFrERNEREE



ZEH, MBRIRERINRBATNER—U SN, RRIZHAEINR—T. BMHBERSHEKIR, FHEBMRE
NHY. HEXEESER.

Ok

(01:24:12) Lenny
English:

We've had two partners so far. We'll work our way through the rest over time. And | want to make sure
you answer the last question, how can listeners be useful to you?

AR ERIE:

FERIALE, HMNELBFIRMUSGKAT, FBEREIERS, HNSBRTHOLABIER HERRRLEET
RE— N IRARBEN IR A?

(01:24:20) Marty Cagan
English:

To be honest, a lot of the inspiration for what we write comes from questions from people, and so we love
it when people read something and if it works, great, and they tell us, we love that too. But if they have
follow-up questions, one of the nice things about the online archive is we'll just go update the article to
address the question. So we love that.

FRZERIE:

LW, HNSENRSRBEMRBEAMHREAIR. FIL, MRAMDRTREERNTHERSER, ARSIFEK
i1, BNZEEFO. BMRMBINEELEA, RINNVELEEE—NMFL, MERINSEREZEHRXERE
ZAAN AR, FrABAHEIIDR ],

(01:24:40) Lenny
English:

You do the same thing.
R EE:

R BX A,

(01:24:41) Marty Cagan
English:

So feel free.

Fa3CER

i
Rl RERIAL,

(01:24:42) Lenny
English:

All right. Amazing. Marty, thank you so much for making time to do this and for being here.



FRSCERIE:
T, AtET, D%, EERETHERSNTEE,

(01:24:47) Marty Cagan
English:

Thank you, Lenny.

R EE:

AR, 3Efe.

(01:24:48) Lenny
English:

Bye everyone. Thank you so much for listening. If you found this valuable, you can subscribe to the show
on Apple Podcasts, Spotify, or your favorite podcast app. Also, please consider giving us a rating or
leaving a review as that really helps other listeners find the podcast. You can find all past episodes or

learn more about the show at lennyspodcast.com. See you in the next episode.
FR3zEiE:

B, &l FEREAKIKIA, INRIMIESX—EEMNE, AILTE Apple Podcasts. Spotify S{REIRAIFE
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7£ lennyspodcast.com ¥ EIFFEF AT ER THREZESE. HiTTHEL,



