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[00:00:00] Matt LeMay
English:

More product managers and teams are getting laid off. The problem is the message that Daniel Ek from

Spotify sent out with their layoffs in 2024, we still have too many teams doing work around the work.
FEiE:

MR Z M RERIBMAPEEWE S B ET Spotify #9 Daniel Ek 7£ 2024 EH R EZHNEE: HIMD
REXZHRAEMIRL “BEsITIERIBIZE” (work around the work) , AR O I,

[00:00:11] Lenny Rachitsky
English:

Even if you are told to build the thing that the execs are really excited about, you're still going to get fired
eventually.

FROCERIR:
BMEfrREREMERLESENIFEHENRA, IRXERFALKELNTE, MRXTEEIWFERE.

[00:00:15] Matt LeMay
English:

If you were the CEO of this company, would you fully fund your own team? Frankly, most of the people |
ask that question to don't know the answer right away.

FRCERIR:
INRIREXR AT CEO, REEIMRBRIERIRIFANG? BRI, KRR ARSHMAEBIALRNS HESR,

[00:00:24] Lenny Rachitsky

English:

Which is something you call the low impact PM Death Spiral.
R EE:

XRRIRFARE RO mEERTRIE -



[00:00:26] Matt LeMay
English:

Is the dynamic in which every medium to large company I've ever worked with finds itself in, one way or
another. It starts with adding little features here and there, making little cosmetic improvements until the
next round of layoffs.

FROCERIR:

XERSEINE —RPAERBTHSUEM B BT, SaFRRRMN—LL/\IEE, H—ERELHN
E&i&, EEU_F—%%&E@J;E:

[00:00:39] Lenny Rachitsky

English:

You have three steps to become more of an impact first product team.
R EE:

R T =MD R, iLEEREM “mhHmE” .

[00:00:42] Matt LeMay
English:

So the first is in setting team goals, no more than one step away from company goals. Don't let it get
cascaded into oblivion.

FRSCERIF:
E—HZ2ISTERNBIR, FESATEFNESFBEI—1NESR. FEILBiTERREEELAR,

[00:00:50] Lenny Rachitsky

English:

You're an ICPM. It's up to you. No excuses.

A EiE:

MRIRBR—BNATME~REZIE (ICPM), XBURTR, ZHEEREO,

[00:00:52] Matt LeMay
English:

You can follow all the best practices, but if your company goes out of business, they're not going to keep
writing your paycheck for two years because all of your OKRs were a 0.6 or a 0.7.

AR ERIE:

fRA] LUETEFA B MR ESLE, BNRMNABREEFT, WIFZENIRE OKR 2EUE 0.6 5 0.7 sA G4 R
MELH,



[00:01:02] Lenny Rachitsky
English:

Today my guest is Matt LeMay. Matt is a longtime product leader, author of one of the most popular and
practical books in the field of product management called Product Management in Practice. Over the
course of his consulting practice, he's worked with hundreds of product teams, helping them improve
how they operate and drive more impact, more consistently. From that experience, he wrote and recently
published a new book called Impact First Product Teams, that | could not agree more with.

AR ERIE:

SKWEERE Matt LeMay, Matt @— IR RN RMEE, LR REETUERINIESRIANBEZ—
— (FmEELE) (Product Management in Practice) BI{F&. EMHEEEES, MESHE N =REA
PAE1E, BBtz ER, HEREMFEERE MmN, EFXERY, MESHFLHR T —&HB,
Bh (EmAHmE=mERAY (Impact First Product Teams) , FXfILRZRE R

[00:01:35] Lenny Rachitsky
English:

In our conversation, Matt shares why it is so essential to align all of your work with business critical
outcomes, especially if you fear layoffs at your company. We talk about the low impact death spiral that
many product teams fall into. What steps an individual product team can take to align their work to
business critical outcomes, regardless of how their organization approaches product development. Tips
for how to push back on stupid ideas that execs ask you to build, and so much more.

FROCERIR:

ERNBIIER, Matt PETAFARAELESUSXERRNT2MMLEE, LHEISMREBOQATHS
Bto HANNETWHZmEIABAR “REMAFETER . TIRARNMEERT@mAL, BN mERA X
ROMPLESBER TES U SXBRRNTT. EHENAELSEERFNEZNBEREIIRIT, UNEZAE.

[00:01:52] Lenny Rachitsky
English:

The message in this episode is one that | believe every product manager needs to hear, especially if you
don't work at a high-flying Silicon Valley tech company. A huge thank you to Martin Erickson, Adrian
Joselow, and Dan Corbin for suggesting topics and questions for this conversation.

FROCERIR:

REEXAEEFANEERSUT REEHRFTENEIN, CEHRMRMAERLEEHNEASRE AT I, IER
34t Martin Erickson. Adrian Joselow #1 Dan Corbin J9Zs/% B2 AR I 3= SRl 25,

[00:02:07] Lenny Rachitsky
English:

If you enjoy this podcast, don't forget to subscribe and follow it in your favorite podcasting app or
YouTube. Also, if you become an annual subscriber of my newsletter, you get a year free of a bunch of
incredible products... Check it out at Lenny'snewsletter.com and click bundle.

FROCERIR:



MRMRERXNMEE, IS THEITEH T, I, MRMFRARNEBANEEITHE, Rl UAREZRE—
FERN—RFIART BN -----3EIHIR] Lenny'snewsletter.com H s “bundle” EE,

[00:02:29] Lenny Rachitsky
English:

With that, | bring you Matt LeMay. This episode is brought to you by Enterpret. Enterpret is a customer
intelligence platform used by a leading CX and product orgs like Canva, Notion, Perplexity, Strava, Hinge,
and Linear to leverage the voice of the customer and build best-in-class products. Enterpret unifies all

customer conversations in real time... reach out to the team at enterpret.com/Lenny.
R EIE:

WM7E, LAV Matt LeMay, A5 Enterpret # B, Enterpret E— 1M EFPBIRFES, # Canva.
Notion. Perplexity Z4MAH CX FIF-RARER, EEFBERNESHE—R™Mm. Enterpret LAY —FR
BEPWE 1558 enterpret.com/Lenny BX Rt THIEIFA-

[00:03:32] Lenny Rachitsky
English:

This episode is brought to you by Pragmatic Institute, a trusted leader in product training and the go-to
source for teams driving real results. This fall, they're back with the biggest event of the year: the Future
of Product Management Summit. On October 16th, join thousands of product managers... Save your seat
at pragmaticinstitute.com/Lenny.

FRCERIR:

ZNEEH Pragmatic Institute 258, 1R SIBIITUHEREHNNSE. SEUX, MITEEIFEFERS:
FmEERRIESR, 108 16 H, 5T LANFREZFE—KSS - J57E pragmaticinstitute.com/Lenny
B,

[00:04:26] Lenny Rachitsky

English:

Matt, thank you so much for being here and welcome to the podcast.
FRCEIE:

Matt, JFERSIREEREIXE, JODREF(IBER,

[00:04:29] Matt LeMay

English:

Thank you so much for having me. I'm really, really excited to be here.
R EE:

EBRBMRIRIE, ERIXBEREMIERE A,



[00:04:32] Lenny Rachitsky
English:

I'm even more excited. You have a really interesting background. | usually don't spend time on
background, but | thought this would be fun. | was looking at your LinkedIn and your background. The
beginning of your career you spent 13 years at Pitchfork reviewing music.

FROCERIR:

EEME, MAETREEEH, BEEATES LLENE, BEFRINAXSBEBEB, HEII RN LinkedIn, {RER
WA ERERH) 13 £ 27 Pitchfork iF18 & Ko

[00:04:46] Matt LeMay
English:
Yes.

FRCERIR:

[00:04:46] Lenny Rachitsky
English:

Reviewing artists. Pitchfork was a massive deal. | don't know where it is today, but it was the most
influential music review site. Is it still a big deal or is it less so0?

AR ERIE:

EZARZK, Pitchfork BEFMAER. HRAMEEIRNME, BERRKRAXMAONSE RITIENL, REE
RAEERED, E2ATWET?

[00:04:55] Matt LeMay
English:

Itis still a big deal. It was much less of a big deal when | started working for them and | was a 16-year-old
music nerd, writing record reviews in my bedroom at my parents' apartment.

FROCERIR:

ERAREE, BRNABAMINIENR, EELPALE, SHEIED 16 SWEFRES, ERFGABEHNE
=EEIERITIE,

[00:05:06] Lenny Rachitsky
English:

Okay, so what I'm hearing is you helped make them a big deal. Excellent. That's impact. We're going to
talk all about impact.

FRCERIR:



YFIE, FRUAFKIAEIRZIREBEMIIERERREE. XFT, XMEFM. HSKMBRRFIRFM .

[00:05:11] Matt LeMay
English:

If | were better at telling my own story, that's exactly what I'd be saying, is that before | started, | was
product manager number one at Pitchfork.

FROCERIR:
MRBEERKHBECHHRE, REESXAR: ERABZAE, KR Pitchfork N—S = mEIE,

[00:05:17] Lenny Rachitsky
English:

Funny enough, you look at your resume, you went into product management from Pitchfork. Very typical
career path. By the way, if you're on YouTube watching, there's a lot of musical paraphernalia behind you,
an awesome guitar, so clearly there's a thread of music throughout your background.

FRCERIR:

B@BrE, BMBERH, fREM Pitchfork 1T~ mEERN, FFHRBRIERRIR, INER—T, MRIRE
YouTube L&, SERIIREEERSEREM, —IERENTMH, EASTREFTMHER.

[00:05:31] Matt LeMay
English:

Yes.

FEiE:

=i

[00:05:31] Lenny Rachitsky
English:

Let me ask you this question: what is most similar about making music, and even critiquing music, and
building great product?

FRCERIR:
ILRERXNEE: EER. BEEWEER, SITERFNTmZiE, BEMNEAZMHA?

[00:05:39] Matt LeMay
English:

The magic lies in the way people work together. That's really what | think has been the consistent thread
between all the work that I've done. | spent years as a touring musician... It's that magic of people with
different perspectives, different ideas, building into something that is somehow greater than the sum of



its individual parts and perspectives. That's what makes this interesting. That's what makes music

magical. That's what makes product development interesting, especially in the age of Al.
R EIE:

BAEFAMNDENSG R, FIAAXBHAELFERN—REL, RIAISFHKRSRA - BBMHEERE
MR FEENAMNEEEREEMBEERNMER D SHARA, XMEBEIAET. XMESERNEIFZL,
BEFmARNEEZL, THEZEE A A,

[00:06:13] Matt LeMay
English:

When people have the opportunity to, | think, close themselves off from the messier parts of human
interaction... | think that those interactions, that ability to learn from and build with each other, is only
going to become more valuable and more precious, frankly, as technology continues to do what

technology does.
R EE:

HAMNBENSEBESMERNAREPHFTERE - FHIAN, EERARBEATLE, BMEEFES). H
EIERRYEES], LUIRARLEED), HEMY, IBTEMBENENL 5.

[00:06:44] Lenny Rachitsky
English:

Wow, what a beautiful answer.
FRCERIE:

I, ZARPHEE,

[00:06:45] Matt LeMay
English:

Thank you.

A EiE:

s

[00:06:47] Lenny Rachitsky
English:

| love that. So let's get to the task at hand.
R EE:

HIREW. BAREAENIERE,

[00:06:50] Matt LeMay



English:
Yes.
FRCEIE:
9F89

[00:06:51] Lenny Rachitsky
English:

So you're known for writing one of the most popular books in the field of product management called
Product Management in Practice. Basically describes the job of a product manager very practically, very
specifically, better than any other book out there. You have a new book out called Impact First Product
Teams. | asked you what the goal of this book was and you said the goal was what are the steps that
individual product teams can take to align their work to business critical outcomes, regardless of how
their organizations approach product development?

AR ERIE:

MEHES 7T~ RERMEER NN PEZ— (FREEKK) MER. SIFERXRMFR. BftiEd T~ maIiE
BT, tbimm LEREMBERGT. RIAEL T —4#B (A Rxe~=mBENY). FKindIRXABHER
=4, RRBIRE: TRARMFAEFTRmAL, BN mEAPART LKEPLED B TES LSS BAR
72

[00:07:32] Lenny Rachitsky
English:

And | thought this was a really nice way of framing this conversation. There's two important parts to the
sentence that you gave me. One is aligning your work to business critical outcomes, and the other is steps
an individual product team can take, regardless of other business functions. So let me start with this first
part. This is kind of you named your book after this concept of impact, first: Why is aligning work to
impact and to business critical outcomes so important?

FROCERIR:

HIANNZXZABMIEN—NMREFS . MATKRHBDEERIERND: —BELES WS KERRNTT, =
RENFmBAAURENTE (RERBTEMISZIREE) . ILHNME—BD 8. A “FmAkk” X1t
BSABE: ATAR TSRO S X BEMRN T EE?

[00:07:51] Matt LeMay
English:

It's important because at the end of the day, it is those business critical outcomes against which you and
your team will be evaluated. That's the reality of working for a business, right? If you are contributing to
the business in a way that the business at large can understand, that the CEO can understand, that the
CFO can understand, if your team is a good investment for the business, then the business will continue

making that investment.

AR ERIE:



XREE, ANFRERE, (RANMHNENZRIEXLEN S XBARETEN, XnEEEL TERISE, 3
E? NRIRUA—MENAT. CEO. CFO #HPAEIEARRIA NN SSHMEIRR, WMRIRBVEIPAN AT KR E—IEFHY
BRE, BARNBEUIBEXTRE.

[00:08:16] Matt LeMay
English:

If your team is not a good investment for the business or you don't really know if your team is a good
investment for the business, but you figure you're showing up, so probably it's fine, you guess, then that
puts you in a really tenuous position, and a position that | think we've all seen not work out terribly well
for everybody in recent history.

FRCERIR:

MRREIAFB—IFIR R, RERREAFMEMHNEARS R —TFHRE, RARRSE SR
T, AR —BARBA TP IEERRNIR . ERENHES, HiEEXFRMI KSR
HERATT

[00:08:36] Lenny Rachitsky
English:

And so, what is this a reaction to? Because | imagine many people hearing this are, like, "Of course, PMs,
product teams we're driving business impact, well, that's why we're here." That's not actually the case in
most cases. So first of all, just what is this reaction to? Is this the reaction to people being, like, "Oh, we're
just going to build great products, we're going to listen to customers,"? Talk about the flip side of this.

FRCERIR:

Ba, FEFNTLAMEHNRE? AARBRZARIXESRE: “H2A7T, PM A~ REREEHEL SR
71, ZMEHNEENEN.” BERSHIBFRT, LML FIUEE, XRIRTHA? 2WREREE
‘B, BMNRABITEF M. WIREFAERMTT” BWARNRNIE? %5 —H,

[00:08:55] Matt LeMay
English:

| mean, there's a couple of things. | think the main one is just more product managers and teams are
getting laid off. That's a really scary reality right now. And if you look at the messages that are being
conveyed by CEOs when they lay off these teams, some of them are pretty clear. The message that Daniel
Ek from Spotify sent out with their layoffs in 2024 said, "We still have too many teams doing work around
the work and supporting work, rather than focusing on opportunities with real impact."

FRZERIE:

FEE/LR. REEN—REEREZN~REBENEAKER. XREM—MFERIEIE. MRMTEE
CEO TS = X LEHPARZERIE S, BL2IFERIHR, Spotify Y Daniel Ek 7£ 2024 F& 5843 “Fef)
MABRZEENY BESRIENNME NZHELE mARTETREEEERMAONIE.”

[00:09:25] Matt LeMay

English:



And that really struck a nerve because I've been on those supporting teams before. I've done the work
around the work. And I've assumed that if | was given work around the work to do, that surely it must be
critical to the business, otherwise they wouldn't have hired me to do it. | don't think that is a safe
assumption to make.

FRCERIR:

XEMARE T HEHE, RARUEAIBESFEEN. HEIRE “ERIEOHNE . RERKR, 0
REROETXEBE, BENHUSEEEXEE, SUMIIFSREFRKM. EXRANZXFTBER—IREHN
BT

[00:10:12] Lenny Rachitsky
English:

Awesome. So where this comes from is, one, if you are not driving something that is directly driving
business growth, you're not as valuable to the company. You're the kind of person that they'd lay off.

FRCERIR:

XiFETo FIUXIET: $—, NRIFKEHIEREELSERKNES, (RNABRERLBEBARNNE.
RELEAR M = EIRHTI Ao

[00:10:23] Lenny Rachitsky
English:

There's also a flip side of finding a job. It feels like if you have shown impact in your resume, "Here's all

the impact I've driven," this also helps you get hired. True?
FEiE:

BRIFthES—H. BENRMEBHFRTT M, il “XEREDNFREREN" , XBEETIRE
KA. 13?

[00:10:31] Matt LeMay
English:

Absolutely. Yeah. | mean, it's the most common resume advice | see, is show the number, show the
impact, say what you did. | have a friend who does resume coaching... She said, "I love your resume
except for one thing. Why do you write like a little girl? Say what you did, say what your contributions
were. Don't say 'l helped. | may have maybe helped people do this'. Say the impact. Put the number on
it.

AR ERIE:

BITIE. XRERIINEEENEHRN: BRET, BREmA, WBARET 4. HE—MIEHHS
RURAR - wtiifl: “FHERMBERH, BT —R. MAFATRENNZZK? HHARMT A, REIREIR
Bho AEY HIRMTER, FAIEBEAMMETED o RHEWS, REHF.”

[00:11:22] Matt LeMay

English:



And | think | needed to hear that from her because | think there is a tendency, especially for those of us
who do really thrive in that collaborative environment... It's really hard to say, "Well, | did this and |
contributed to that," but that's part of why | wrote this book at the team level, because I think for folks,
like myself, who really enjoy and thrive in that team environment, if you can look at the product team as
the foundational unit of impact and say, "We delivered this. We were able to work together to have this
impact for the business," that feels really good.

FROCERIR:

HREFBERMX AN, RARNPEEABLEDERRRELRK, FEE—EE---RAER T
XA, REAMTEBD o EXMEBATAEMENEETXABHRER, RANTERZFEREAFRHIA
Hi, SNRIREERmEAL AR EMBTT, FHiR BT, REBHESHNLS~EX
MFERF" , BREEZIFET-

[00:11:49] Lenny Rachitsky
English:

That's a really interesting insight. | think a lot of this comes from just PMs naturally are trained to deflect
credit and to include, say 'we' in everything and just this person did that. So | get where that comes from.
So most listeners will probably still be thinking, "Yes, I'm driving impact, I'm great. | don't have a problem
here. | don't to change, need to change anything." What are some ways to stress test your thinking?
Maybe some questions to ask yourself or maybe your team of just, like, "Okay, maybe I'm not?"

FRCERIR:

XR—NMEEEENLA, REXRARELERN PM REMBINGERETIS, TAEEBEFEHIR “&K
i7", HERBEREAME. FAURIEBIMOSHIHRIR. KSHIAREENER: “20, KEETERH
71, TR, RXBRAHE, FRELZREMFRE.” BWPLESERTUENNAXFIEE? hiFrIlapE %
HBA: 98, WFRHRAEFEFmAI? 7

[00:12:17] Matt LeMay
English:

So the first question | ask most of the teams | work with is if you were the CEO of this company, would you
fully fund your own team? And that is a small question that can provoke some big reactions. Because, for
me, when | was working as a product manager, | truly believed that my job was to find the next most
defensible thing to build, build it, celebrate it, find the next most defensible thing to build, and so on and
so forth. Rinse and repeat forever and ever.

AR ERIE:

KA ZH SRR E—NEEZ: NRMEBXKQFM CEO, REEFRBIRE SHEIE? XE—1/)
BE, AEESIRERNIRN, EAXMFFKR, SFHM~mIIEN, HREOAAKNIERZHRE T RIS
ERMIBVRAEAWE, WEE, KR, AEBHRT—, JMEFEE,

[00:13:13] Matt LeMay
English:

But the idea that my team came at a cost to the business, that at some point somebody might look at my
team on a spreadsheet and say, "Who are these very expensive people? Why do we need them? Do we



actually need them?" It just wasn't something that crossed my mind because | wasn't in the room for

those conversations. That wasn't how | was thinking about my team's work.
R EIE:

BEMKEIENFAT LS RKIZZERDEN, MAREIEREASEEBFRELNENEN: “XEH
RHAZRIE? BITATATEMIT? RINMNENFEMIIEG? * BEALEBI XL, HARTEIBLITICHN
iﬁo ﬁBTE&IL’\%.BAI{/EE’\JHEtO

[00:13:52] Matt LeMay
English:

And frankly, most of the people | ask that question to don't know the answer right away. They're not sure.
They say, "I think so," or, "Yeah, yeah. Yeah, because... " And then you can see the gears turning. And
again, to me that is a risky situation to be in because if you can't answer that question as a member of the
team, nobody else in the organization is going to be as well-equipped to answer that question as you are.

FRCERIR:

AW, KPIHASHBABRIEILZIEE WINFHE, 25 “FEER E =20, BR-7 , AR5
fRA] LAB BT RYRRNTE CRIEH . MKW, XB—MEMRIME, ENMRIRIENERRET AR ZEX
e, BAFIEEEMALREEEREIE T,

[00:14:50] Lenny Rachitsky
English:

So is kind of the signal here is if you can't confidently say yes, asking yourself this question or your team
talking through this and having a clear answer, there's maybe a potential problem that you need to work
on?

FRCERIR:

FAIUXENESRE, WRIMMAFEBEMR 2" , WEHRAE CHEAAI T RAN KEHRNESR, BAR
REFE—MREERRNBERZE?

[00:15:01] Matt LeMay

English:

Absolutely. I think that's exactly it, yeah.
FRCEIE:

BIFIEH, HAAERULE,

[00:15:04] Lenny Rachitsky
English:

And we'll talk about what to actually do and the steps you recommend to fix this problem, but | want to
keep talking about impact because sometimes it takes a while for people to be convinced, "Okay, | need
to really do this," versus, "Okay, here's the ways to do this."



AR ERIE:

BIMNZEREIZEAM, URMREFNARRTE, BREBEASIMIEZMS, HAGRERANETE—KREIE
ZREBGR 8, RENFEIFM , MAZERNIE 98, XRMXGENGE

[00:15:22] Lenny Rachitsky
English:

| think the layoffs are a really good convincing function for people. Where they're seeing all these PMs
being laid off and just, like, "How do | avoid that?" And this is basically the answer to that, is here's how
you avoid getting laid off. There's an interesting implication in what you describe here where you
encourage the PM and the product team to think like the CEO. This touches on something I've been
meaning to write about, but | haven't, which is a lot of people, there's this argument are PMs the mini
CEO?

FRCERIR:

HIAAH R AMNERZ—MRFERRIG. HMNEEIXAZ PM R, 218 “FRZNEEEXME
w27 MXEREMEER: XMERERRENSG R MEXBHEANABTE—MEBHNS X, BIREE PM
MrrmBEAG CEO — B E, XA THR —BEREEELENAA, BRZAMESRL: PME “/ CEO”
ng?

[00:15:46] Lenny Rachitsky
English:

In my mind, the PM is 100% the mini CEO, in terms of they think like the CEO or they should within the
team. They're the same; their job is to think about the business like a CEO within the team. Obviously
they're not in charge of everyone. They can't let get anyone go. The reporting lines are not the same. But |
feel like that's a really good lens for the job of a PM, is just you're like the mini CEO on a team, making
sure you're building the right things, thinking about the business, solving real problems that matter.

FRZERIE:

EFHEXK, PM100% 2 “NCEO” , FBAIFEEIPARERE CEO —#BE (HENZXFRE) M. iRy
TERERMAEE CEO —FRE S, B, MIIHFERFIEA, FEEREMAA, CRXAZLFR. E
RUERFXZ—1ERT PM ILENRFAA: (RALEREER “)NCEQ” , MIRWEIEHRBARTA, BZ 5, ##
RHEIEEERA),

[00:16:19] Matt LeMay
English:

| think the way I've come to think about it is that the product manager is responsible for the whole team
thinking like a CEOQ, if that makes sense.

FRSCERIE:
BRERMENEEZZR: TRELBHFIL “BME” % CEO —#EZ, IRXAMBREENIE,

[00:16:26] Lenny Rachitsky



English:

| love that.

[00:16:27] Matt LeMay
English:

So if the product manager takes that on as their sole responsibility and says, "I'm the mini CEO. | think
about the business," that's a missed opportunity. In my consulting work, it's more often than not been an
engineer who's actually able to get to that specific impact-level goal for the team, sometimes before the
product manager does, because the engineer is thinking in systems... Sometimes it's a designer or a UX
researcher who understands what customers need.

AR ERIE:

MRF-RALBEXHEEIH—MNRE, i “BR2/\CEO, BARBZ LS , BMBERTIR. EHNEH
TRR, EERIRIMaES T mEEMRANNAEGEmAOBR, BATRMEURFULSAEES - B
BIHMEAP ARG, ti]TREFHER.

[00:17:02] Matt LeMay
English:

So | think the way that | certainly initially misinterpreted the mini CEO thing was you are solely in charge
of this, as opposed to you are the person who brings that kind of CEO-level commercial thinking to the
team. And I've been much more inclined of late to see the product manager's job as to bring in and
facilitate that conversation, rather than to be the sole owner of that conversation.

AR ERIE:

FRAFRIAN, FEIx “)CEO” HNRERIMRBEARXHME, MARIRER MR CEO £yIpIE L B4H NE
PABIA. RIEFKEBEMETIAN, FoEENTERSINAEEXMITIE, MARKRAXMNIENE—FIEE,

[00:17:29] Lenny Rachitsky
English:

That is a really good nuance to what | said, and it makes all the sense in the world. Following these lines
of what is the job for product manager, you have a really nice way of just thinking about it. What does a

business expect from a product manager?
FRSCERIE:

EMNFNARER— N IFEFHTE, FEAEE, BETMEBRAXFE, FE—MRIFNEZ S
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[00:17:42] Matt LeMay

English:



Yeah. My favorite definition of product management comes from Melissa Perri's book Escaping the Build
Trap, where she describes product management as facilitating a value exchange. You're facilitating a
value exchange between a business and its customers. The actual shape and nature of that value
exchange depends on so many things... B2B or B2C... publicly traded or privately held.
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[00:18:38] Matt LeMay
English:

So if that's a startup, how much runway do we have? What do we need to raise that next round? Are our
investors looking for growth? Are they looking for profitability? ... If we're a publicly traded company,
what are investors looking for? What have we told shareholders? ... This information usually exists
somewhere, but it's really easy to get disconnected from it as we go about the day-to-day work of doing
product management.
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[00:19:11] Matt LeMay

English:

I've been in a lot of rooms having workshops and sessions with teams | work with, where they're pulling
up the last town hall meeting to look for slides from their CEO because they're so busy... But those top-
level things, those promises that have been made to the market at large, to the board, to the

shareholders, those are often a great place to start for understanding what exactly your business is
looking for.
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[00:20:01] Lenny Rachitsky

English:

That's an amazing segue to exactly where 1'd wanted to go, which is this quote that is exactly what you
just said, the question you should be asking, it's kind of a different version of the one you shared earlier,

which is what are we doing to contribute to the success of the business? So what is it that you think
people are thinking instead most often?
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[00:20:21] Matt LeMay
English:

It's interesting. We live in a world where for the last 20 years of product development, we've been all
about best practices. We love best practices. And | love best practices too... But | think the downside of
this is that there are a lot of folks who are really, really fixated on doing things the right way. And a lot of
the writing and thinking about doing things the right way exists in kind of this middle layer, between
impact and day-to-day work.
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[00:21:03] Matt LeMay
English:

So if you have impact, the overall success of the business, revenue, growth, profits. Then from there you
set objectives and you do initiatives, and then you do bets, and then you make a strategy, and then you
do your day-to-day work. | think the tendency among a lot of product teams is to key to those middle
pieces, to say, "Okay, what we're doing is on strategy. What we're doing is part of objectives. We did OKRs,
right? We spent three weeks coming up with our OKRs for three months."
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[00:21:41] Matt LeMay
English:

And at the end of the day, you've actually spent so much time and energy being really clever and
cascading these things into these intermediate steps, that each step has incurred more and more risk that
we might not achieve that impact we seek to drive. Each time we abstract things out... until we wind up
with a checklist of features to build, we're assuming that if we then build that checklist of features... We

will have a successful business.
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[00:22:27] Matt LeMay

English:

But honestly, most of the companies and teams | work with, if | ask them how their lowest-level goals add
up to their highest-level goals, they look at me like | just asked them the most impossible question in the

world. Because by the time you get things down to that level, maybe it's going to work, maybe it's not
going to work. There are assumptions baked into each of those levels.
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[00:23:14] Matt LeMay
English:

But at the end of the day, | don't think I've ever worked for a company where these things add up to a
perfect breadcrumb trail you can trace back from... It's just not how things work in the real world.
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[00:23:37] Lenny Rachitsky
English:

| feel like a lot of listeners are, like, "That sounds very familiar," exactly what you just described. Again,
we're going to talk about what to change and how to make work better to actually align your teams with
impact. But | want to first talk about something that follows this thread you're on, which is something you
call the Low Impact PM Death Spiral. Talk about what that looks like.
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[00:23:59] Matt LeMay
English:

The Low Impact Death Spiral is the dynamic in which every medium to large company I've ever worked
with finds itself in one way or another. And honestly, a lot of small product companies do as well, and it
goes something like this. It starts with teams taking on low impact work. Adding little features here and
there, making little cosmetic improvements because it's easier, it invites less scrutiny and you're less
likely to mess up something important, right?
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[00:24:43] Matt LeMay
English:

The analogy | use sometimes is if you're working on a car, if you put your hands in the engine, you might
make the car run really well or you might make it so that the car doesn't run at all. If you have the option
of doing that or decking out the car with a paint job and rhinestones... what are you going to choose to
do? I know for me, | would choose the rhinestones every time because then the car runs however it runs...
but I'm going to do this thing which everyone can see.
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[00:25:15] Matt LeMay
English:

The problem is if you have 10 teams adding rhinestones to a car, eventually the hood of the car is going to
be so heavy that you can't lift it to get to the engine anymore, and that's exactly what happens in most
product organizations. As you have more and more teams adding in these little features... the product
gets more and more complicated.
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[00:26:33] Matt LeMay
English:

The hood just gets heavier and heavier and heavier, which in turn sends teams deeper and deeper down
the rabbit hole of low-impact work. Low-impact work begets low-impact work. The more low-impact
work you do, the harder it is to do high-impact work... It goes and goes and goes until the next round of
layoffs, and this is a real problem.
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[00:27:01] Matt LeMay

English:



I've experienced this at again, pretty much every company I've worked with, and it's been really
interesting to see how often the breaking of that cycle comes down to individual product teams being
brave enough to look at their own work and look at what matters to the business and say, "You know
what? We are not going to incur the risk of being a low-impact team anymore. We are going to proactively
seek out high-impact work..."
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[00:27:47] Lenny Rachitsky
English:

As you just kind of alluded to, there's a big implication here of even if you are told to build a thing that the
execs are really excited about, that is low impact in your opinion, that's no excuse. You're still going to get
fired eventually, even though they're telling you to build it. It sucks, but that's how it goes.
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[00:28:04] Matt LeMay
English:

It's funny, | worked with MailChimp for three years leading up to their acquisition by Intuit... They went
into a domains model. They had different teams that were supposed to be experts on different parts of
this marketing platform... and their VP product, Natalia Williams... she said, "This is great that we're doing
this, but I'm worried that we're going to lose sight of the commercial fundamentals."
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[00:29:31] Matt LeMay
English:

So she set a very clear goal for the product team. She wanted a specific change in the rate of users who
successfully send their first email... And she set a really ambitious goal for the entire product
organization. And she put it forth to the product teams and a lot of product teams were understandably
hesitant to take this on... They said, "If we mess this up, that's the entire commercial heart of the
business. That's really risky."
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[00:30:33] Matt LeMay
English:

There was one product manager | worked with who really understood how important this was... She
came to me and she was like, "I want to make sure we do this because I'm worried about what'll happen
if we don't do this, right? | don't want to be on the product team that failed to deliver what matters most

to the business."
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[00:31:34] Matt LeMay
English:

She looks around the room and she says, "You know what? I'm going to haunt all of you in your dreams if
you do not take this on. This is the most important thing for the business." And everyone laughed... She
was like, "Look, this is really important and if we work together... we can get this done." And they did get
it done, and they got it done through subtracting. They streamlined the experience. They took out steps
that people were getting stuck on.
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[00:32:48] Lenny Rachitsky
English:

That was an awesome example. | love just how much of a hero's journey this example is. Along those
lines, it's interesting how much courage it takes to do this. Because to your point, the easy thing is just,
"Okay, everyone's just telling us to do this thing. We're going to build this feature. Great, easy. | don't have
to put myself out there." And what you're pointing out there is it's up to you to recognize what you're
doing is not high impact and to have courage to push back and suggest something else.
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[00:33:15] Matt LeMay



English:

The funny thing is, it's courage, but it's also a kind of radical acceptance of reality. There's a very kind of
emotional philosophical dimension to this conversation because | think it is in human nature to not want

to be accountable for things outside of our control. Impact is not something we can just check off a list.
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[00:34:26] Matt LeMay
English:

And you can follow all the best practices and have the highest velocity and do everything quote-unquote
"right", but if your company goes out of business, they're not going to say, "Yeah, we're going out of
business, but we're going to keep writing your paycheck for two years because all of your OKRs were a 0.6
ora0.7." That's not how it works.
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[00:35:06] Matt LeMay
English:

The thing that surprised me most when | was researching this book is that the commercially minded PMs
| interviewed were also the happiest, which | did not expect at all... They were just like, "Yeah, | work for a
business and | do the best | can, and then | go home. When I'm at work, my job is to help the business
succeed."
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[00:36:36] Matt LeMay
English:

| hope so. I'm always super, again, it's outside of my control. | can't say, if you do these things, then you
will be looked upon favorably by the people who manage you because | don't know those people... What |
will say is there's a story in the book... about somebody who worked for a dating app... they went to the
finance team and said, "Hey, we have to adjust this down." And the finance team said, "Yeah, of course
you do. That makes sense."
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[00:38:29] Lenny Rachitsky
English:

My sense is either you will be respected more highly because you are kind of solving problems for people,
like higher ups that you're seeing, things that they should be seeing... Or you realize this is not the
company for me. They don't value this. They just want me to ship this widget and that's all they want
from me.
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[00:39:28] Matt LeMay
English:

And | think the more you can understand how the business model works, what that value exchange is...
that | think puts you in a better position to decide, if | were to help the company achieve success, do | feel
good about that? Do | feel like this is a company that if it achieves its goals has made the world a better

place or not?
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[00:40:07] Lenny Rachitsky
English:

Today's episode is brought to you by Anthropic, the team behind Claude. | use Claude at least 10 times a
day... Claude just becomes part of your workflow. If you want to try it out, get started at claude.ai/lenny
and using this link, you get an incredible 50% off your first three months of the pro plan. That's
claude.ai/lenny.
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[00:41:24] Lenny Rachitsky
English:

Okay, so let's shift to talking about how to actually, what to do. This concept of actions you can take
regardless of how your company operates. And that first part is really important. Something that I've seen

you big on is you don't let people have an excuse for not pushing on this.

AR ERIE:



9, BEAVENESR, KKEFZEAM. BITIEQTMNMAIEE, (RERFILIREBIITEH. F—H0FEEEE.
BERIFEERFN—RE: PMEAMNBEOAREHIXAHE,

[00:41:51] Matt LeMay
English:

Yeah, | mean, the reality is that most companies that product managers work at aren't big tech
companies... the first thing they usually tell me is, "Well, we can't do product the right way because we're
a regulated industry," or, "because we're B2B," or, "because we have these quarterly earnings targets we
need to hit."
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[00:42:49] Matt LeMay
English:

But the other way of looking at it is that those constraints are how you do product management. Those
are what guides you to the commercial decisions you should be making. If you're regulated, your
competitors are regulated too. If you can really understand those constraints, figure out how to work well
within them, that's a huge commercial advantage for your business.
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[00:44:23] Lenny Rachitsky
English:

Okay. So | think that's really empowering. You're not saying, "You need to change the way product is built
at your company. It's up to you. You're an ICPM, it's up to you. No excuses." What's a simple way to
describe what you're actually saying, which I think is going to make people feel a lot better?
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[00:44:38] Matt LeMay
English:

What I'm actually saying is that the things you think you're fighting against are usually the things that are
giving your work shape, if you let them be.
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[00:44:59] Matt LeMay
English:

Yeah, so the first step, and | think the most important and where a lot of my work plays out is in setting
team goals, close to company goals. No more than one step away from company goals. This idea comes
from Christina Wodtke's book Radical Focus.
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[00:45:24] Matt LeMay
English:

But in that book, she has this visual where she says that most companies approach cascading OKR as
kind of this multi-level... She has a visual that she compares that to, which is the company goal as a
center of gravity, and then every other team goal orbiting one level around it. And this blew my mind
when | saw it for the first time.
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[00:46:42] Matt LeMay
English:

And this was a really challenging conversation for this team because as much as people complain about
being feature factories, again, it feels safer, right? There's more control over that. If you're told what to
build, you have a lot more control over whether or not you build it than you do over whether or not it

generates revenue.
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[00:47:26] Matt LeMay
English:

And one of the team leaders said, "Oh, well actually, the customer lifetime value of a multi-product user is
much higher than that of a single-product user." | was like, "Oh, do we know how much higher?" And they
said, "Yeah, we actually have a number on that." And | was like, "Wow. So if we had a goal of converting a



certain number of single-product users to multi-product users, we know exactly how much revenue is on
the line."

RS ERIE:
Hep—HFRAASW: “B, Lhrt, ZERBPNEFRFEZENME (CLV) kBE—FRBFPE1E%.” il

‘B, HMNMAESHZE? 7 iR “209, FMWEEEFRRF.” &ik: . FRUmREINgE—"
Bi%, B—EHENRE—TRAPRUANZFRAR, FNMBEIMNEXS RS DN

[00:48:22] Matt LeMay
English:

And when they went and shared that goal with company leadership, they got it right away. They didn't
have to say, "Well, why is this valuable?" ... And that process of arriving at that goal, that goal that is
impactful and specific and one step away from what the company cares about the most, is probably the
most valuable way | have spent my time with teams of late.
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[00:49:11] Lenny Rachitsky
English:

So one extreme is... it probably doesn't make sense for your team to have exactly the same goal as the
company... The other end is just some 10 level deep, we're going to improve conversion of this random
step, which is going to grow this thing which grows that, and then that grows revenue.
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[00:49:43] Matt LeMay
English:

| think, again, it depends. | know people have very strong opinions about teams should always or should
never have revenue-based goals... | think that there are certainly situations where revenue goals would be
too broad... but at the end of the day, money is how the impact of most teams is going to be measured.
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[00:51:47] Matt LeMay

English:



So, | worked with a growth team at a tech company... They had read a lot of other books. They had
printed out a lot of articles and they said, "We're going to make sure we get this right. We're going to put
together a slide deck that has five to seven objectives with five to seven key results each..."
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[00:52:39] Matt LeMay
English:

They spent a long time working on these OKRs, OKR season ends. They file away the OKR deck not to be
seen until the next OKR season. We reconvene, and spend a whole day scoring all of the OKRs... And I'm
like, "There's just one question | need to ask... how does this all add up to the company level growth
goals?"
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[00:53:50] Matt LeMay
English:

And there's a moment of silence. And the leader of this team's a really, really good leader. She stands and
she's like, "Okay, we're going to do things differently." She steps up to the whiteboard, puts 1 million on
the right end of the whiteboard, draws a line, "This is the year... This is where we are now... If our
conversation doesn't start with this, | don't want to have the conversation."
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[00:55:38] Lenny Rachitsky
English:

And it's so obvious if you come at it from the perspective you shared earlier. If you're the CEO, would you
fund this team? If you see our goal is a million users, this team will drive us a hundred thousand users...
The trick is a lot of people think they're doing that and they're not.

FROCERIR:

MRIRMZEID ZNMARE, XXEMBRNT. WRIRE CEO, MESEBXTEID? MRIFERZHINNE
i 100 SRR, MXTHEPEEHRFR 10 FAF - REBET, REAUNBCEEXFY, BEFEHRE.

[00:56:26] Matt LeMay



English:

In some cases, like the story | told about that FinTech company, it's something like upgraded users. That's
one step, right? You multiply that by the increased customer lifetime value. In some cases, it's a smaller

unit of the same thing. So it's a subset of the revenue or growth that the company's trying to deliver.
R EIE:

ARERAT, mEFHANEIEHBRQTRE, BfE "ARBFR” . XRE-FZE, WIE? AT
FLUEMIEFESNE. EREBERT, EBRA—FEVNRNET, BARRERIHBNSHE KN —F
%o

[00:57:06] Matt LeMay
English:

| worked with a company recently that had a team rebuilding their ad tech platform... | said, "Okay, what
are your goals?" And they said, "Here's the deck with our goals." | said, "That's a lot of goals. | wouldn't be
able to make decisions with those goals." They said, "Oh wait, wait, wait, no, we also have a Miro
board..."

FRCERIR:

HRESEN—RABDE—THANEEEZMIINT SRATG-Fki\:  “GFE, RINEFREA? 7
igt: “XREMNOERONTR” FiR: “BAAKZT, RRAREXLEEMEURE” Ik “BEFSF,
T, BABEE— Miro &iR-----”

[00:57:56] Matt LeMay
English:

And we came up with two options. One was build a fantastic... platform to increase our team's profits by
20%. The other one was, build a stupendous... platform to increase our team's profits in the next financial
year from 20 million pounds to a hundred million pounds.

FRCERIR:

FAMRE TR MNED, —MEWE—MEFNTE, BENBEANFERS 20%. 5— 128 —17 FiEh
Fa, EF—MEFHNZBABFIEM 2000 HRFEREE 11255,

[00:59:22] Matt LeMay
English:

So they have this number and they start to go like, "Oh gosh, that's a lot, but it's a whole financial year.
It'll be fine." And we do, again, inspired by that leader | worked with, | just put this out on a whiteboard.
I'm like, "All right, a hundred million in profits by the end of the next financial year right now we're here.
What else should be on this timeline?"

FRCERIR:

IEETXNMEF, Al XM, XRZ, ERERENMNIENER, IKEN.” RREEINRUIAT
ENWER, RIEXTMEEARLE, FiX: B, TUFELERAIKN 127, MERINTEXE. XFHEZ%
EENEEFA? "



[01:00:06] Matt LeMay
English:

And this team, | was worried they were going to freak out... But they were like, "Okay, it's time to step up.
It's time to do all these things that we need to do. We need to ship sooner. We need to do more validation.
We need to do more testing. Can we commercialize things sooner?"

FROCERIR:

HAEFBOXPDE NI B 15 478, EHRITEHT . BEEMFIBRNEEMIERT . i)
FRERXM, FEMESZLWIE, FEMEZNH. H(EEFLMELE? ”

[01:01:29] Lenny Rachitsky
English:

These stories are awesome. So basically, so far, the two steps that you've illustrated here of doing this
correctly, step one is set team goals that are close to company goals. And then step two is, do this at every
step of the product building process. It's not just a one-time thing at the beginning.

FROCERIR:

XEWERET . FRUEARL, BEFAL, RERNEBRTHRNTERZ: -9, REWEAT BN
FRABR; $=F, ErmmBIRRNE—TEHXEM, MRS B —X TR,

[01:02:18] Matt LeMay
English:

Step three is to connect every bit of work back to impact. So this is when we get to the prioritization
piece, right. So impact estimation is something that is written about quite well... but it's something that
it's easy to not do.

FROCERIR:

BZIERE I TIEHXEKEIRIN N, XMERITABIMALHFOMSG, XF “TWHEE" B4281RS
Rerpieik - EXR—HREZWBBHNER.

[01:03:13] Matt LeMay
English:

So that team | told you about that had the goal of converting single product users to multi-product
users... one of the product managers... said, "Hey, Matt, | could really use your help figuring out how to do
prioritization. Should we do ICE? Should we do RICE? Should we do MoSCowW?"

FRCERIR:

HRINBINELBE—mAPRUNZFRAPHNEN - HR U REER: IR, Matt, HENFE
{RES TR RIS R T, FARIZA ICE. RICE X2 MoSCoW? ”

[01:04:18] Matt LeMay

English:



And understandably, they were kind of like, "Oh, you know what? | don't know exactly." I'm like, "Let's,
just work through it. We don't have to be precise. It's called impact estimation, not impact getting perfect
number."

AR ERIE:

FILGERE, M= B, RAERE? HBAKHE.” Ff: “URMTAEES—T. RIIFFEHBMH. X
W EIAGLE , MAE KEEmONTERF 7

[01:05:08] Matt LeMay
English:

I'm like, "That sounds amazing." What's the most impact that could have? They were like, "It would get us
all the way there if we did it right, but we'd have to work with these other teams and we'd have to work

with marketing. And there are so many dependencies..."
R EIE:

it “XIFERKET.” XEFENEAEMARSD? b “WRBENENT, CieltI(EZER
BiF, EEMNOASEMEANGTE, BASHHHEE MEBXSHKHBXR "

[01:06:11] Matt LeMay
English:

So the way that third step manifests itself the most frequently, tactically is are we estimating and
measuring impact in the same unit of measure as our goals? Because if we're doing that, then we're
keeping ourselves honest and we're saying, "Does this actually have a chance of contributing?"

FRZERIE:

Hit, F=TEHARLEERNERLAZR: RNEEEUSEFERNEESUREEMNEEXWAI? BN
NRBAVXFFE, FHANVMBENBCHSS, Hl=R: “XENEEEMBN=E? 7

[01:06:51] Lenny Rachitsky
English:

Such an important and often easily overlooked point. This idea that when you're doing RICE or whatever
version of ICE that you do, that impact should be based on impact to your goal, which is one level
removed from the company goal.

FRZERIE:

XE—TIFEEEALERBUN . BRI RICE SUEMARZSEY ICE B, AN IZET X RERBISIH,
MmirERS AR BIRMN—EZ MR

[01:07:58] Lenny Rachitsky
English:

Speaking of boundaries, a lot of the advice you share will involve people saying no, and pushing back,
and convincing people they're wrong, which is very hard. That's not a natural happy place for most



people.
FRZERIE:

WEIFRR, MOENRSBIEIRIELE. BLULRRAIAMIIET, XIEBEME. WASHAKR, XH
FR— 1 BAREIEFFER T,

[01:08:24] Matt LeMay
English:

So this is where | have the benefit, | suppose, of being a conflict-averse, people pleaser. So I've been
through this, and | think the thing | am proudest of saying in product management and practice is that if
you're doing product management really well, you never have to say yes and you never have to say no.
You're giving people options and you're helping them understand the trade-offs.

AR ERIE:

B, EXAEFZRHEBETRE—TEEAR. ITFREABNA. REHIXE, HE (FREERE) $
RESN—EIEE: IRMFFREERBSIERLT, (RKZEAFER ‘2" , WKkZFARER & . FEES
ATHRMETR, FHEEBI RS (trade-offs),

[01:09:16] Matt LeMay
English:

Furthermore, I've found myself in situations where they just know things that | don't know... It is quite
possible that the folks who are asking you to do things that don't make sense, have access to information
that you don't. And that in trying to convince them otherwise, you are not only going to fail, but you are

going to lose some of that trust...
FZERiE:

tesh, HEAMBLERRT, MNIRABME—ERFNENSE - REATEREERME—LEEERLE N
EBENA, EEERLKENER. URMFEERBRMITEE, (RANEKY, EaRkE—BEE -

[01:10:48] Matt LeMay
English:

You're not saying no, you're not saying yes. You're helping someone who is in a position to make a
decision, understand the trade-offs that go into that decision. And again, if you can do that, you're going
to go home at the end of the day feeling better.

AR ERIE:

REEZRA, WRRZ2. MBEBRPERRNNABFIZRAREGHONE. BF, WRMMEREIRX—=, ff—
RIEEREIRIIRERTSEIT.

[01:11:33] Matt LeMay

English:



Absolutely. Options and a recommendation is kind of the magic formula. | did when | was working with
MailChimp, we actually did a workshop... It was amazing how when you present a single option, people's
instinct is just to, well, | don't know, you start poking holes in it.

AR ERIE:

LIIEM. “ETNEN MERNHEFHAN, FKE MailChimp TERY, MM T —MYE- 2 ARG
B, HIRRBE—EDE, AMIBAXEERE, B, HAE, ARFHEHR.

[01:12:35] Lenny Rachitsky
English:

| feel like people might miss that nuance, in the way we talked about it, so | think that a really important
point to make there. Let me come back to the three steps... Step one is, set team goals close to company
goals. Step two is keep impact first at every step... And then, step three is connect every bit of work back

to impact.
FRCERIE:

BRE/AMATREBREEATTICHRIBIARER, FIUKUANANBR— M FEEEN S, EEEF—TFTX=1
TR 5%, REWEABDBHNENE; =5, a8—PERETMOMNE; =L, BE—TLF
EXREXEIRZI I,

[01:13:56] Matt LeMay
English:

It's funny, the teams I've worked with, when things are going well, are sometimes just as anxious as the
teams I've worked with, when things are going poorly, because they have a hard time attributing success
to what they're doing, right? They'll look at it and they'll say, "Yeah, we're doing great. But | think that
honestly has more to do with marketing than it does with us."

FRCERIR:

RE®H, HEEIN—LHAMEIERRIF, BNNEREEN—HERE, EAMIEMRSHINATTFECSE
EHER, WB? IISEERER: "2, RIEERE. BEXY, ARSXEZEHHENING,
mAE A"

[01:15:21] Matt LeMay
English:

One thing that makes me sad is when teams look upon each other with envy and disgust, right, when it's,
"This team's doing, they're doing great work, but they're not held to the same standards that we are..."
It's like, "Go talk to them, because there's probably something you can learn from them."

FROCERIR:

IHRIEIN—GFE AN Z B ERGPMRE, i “BIEANBISREE, EtiTREGEINITXEZE
FEARERBVLR -7 HLIRMZ A, RARAEEERAEIREABMIIFE I8,

[01:16:53] Matt LeMay



English:

| mean, | love the, "Would you fund this team, if you were the CEO question?" ... So, a gentler way of
bringing that up is to say, "What's one sentence you'd want to be able to say at the end of this year, that

would leave you feeling awesome about this team's work?"
R EIE:

HRIFEER “WNRIRZ CEO, MIABXMEPAG? 7 XNE@, —MERMNRRAANZ: “ESFEFK,
RERRN—EIERM A, BRI MEBNIEREIFFEER? ~

[01:18:03] Lenny Rachitsky
English:

Bam. Matt, is there anything else that you wanted to cover or leave listeners with before we get to a very
exciting lightning round?

FRSCERIE:
KHET, Matt, EHANSANMBENNELITT 28], TEFAMERENEBATRNARGE?

[01:18:31] Lenny Rachitsky

English:

That's empowering stuff. With that, we've reached our very exciting lightning round. Are you ready?
R EiE:

XERBEBREAC. BA, FANTENTIFERIBABRIFT, HEFIF T715?

[01:18:43] Matt LeMay
English:

Radical Focus, by Christina Wodtke, is obviously, | cite it a lot in my book, | think it's the best book about
OKRs... The other book, this is a bit of a curveball, is by Alan Watts, the Buddhist philosopher. It's called

The Wisdom of Insecurity.
FREiE:

Christina Wodtke B9 {#%{& OKR) (Radical Focus), HEPELZXESIAE, HWIANERXTF OKR RIFHIH,
B—APEEEESHEAER, 2HHEFEFESRK Alan Watts B, BRI (FRLXE2BHEE) (The Wisdom of
Insecurity) o

[01:20:41] Matt LeMay
English:

God. So especially, when I'm in work-y write-y mode, my brain shuts off to all things that are not trash. So
| have been watching a lot of trash. | watched Temptation Island, the new season of Temptation Island on
Netflix. | loved it so much.

AR ERIE:



K, TEHREBRLTILEMSEERN, RNARSERIEFAEIE GRS WARAE. FIMBE—BEEER
ZHikTH. HET Netflix LBFH—F (FXSZ) (Temptation Island). HAERE T,

[01:21:37] Matt LeMay
English:

Yeah, so I'm really glad you asked this question, because as a musician, | live in this world of niche
products... the first thing that came to mind was this, which is made by an amplifier builder who goes by
Milkman Sound... it fits into this handy, compact, lightweight form factor.

AR ERIE:

BRREEOEXNNR, BAFA—BERA, REFEIRTROERE - HEXBENEXT, B
# 0 Milkman Sound BIAZZFIEEHIIE - EXRBTXMEE. XEBRERIMNZIIT.

[01:24:17] Matt LeMay
English:

| come back to something my mom told me... she said, "I really believe that no good work is wasted. Even
if you don't see it right away, when you put good work out into the world, even if it only finds a few
people, it's never wasted."

AR ERIE:

REBTERBEHIFEE iR “HEE, REEA—MHEFNIESBRE. BMERLEIEELRE
i, SIRBFRERBERX MR L, BIEERTMmT DEA, EEMRBIRE”

[01:26:23] Matt LeMay
English:

I am a villain, in certain corners of the internet... for the review | wrote of Liz Phair's self-titled album. 1|
wrote this review when | was 19, when my worldview was toxic... It was a really condescending, arrogant

review... | apologized for that review in 2019.
R EE:

EEBRMMNELRE, BEAWARIK - BAREA Liz Phair WEIEEEENRIT. RERBEFRITNA 19%,
LR FRRE - BR—RIERESIET. FHIETE. F7E 2019 FRERETICER T -

[01:30:22] Lenny Rachitsky
English:

Matt, this was awesome. We covered so much ground... Where can folks find you online, talk about the
sort of work you do with companies, and how can listeners be useful to you?

FRCERIR:

Matt, XAXET . HNTEEZTXAZWH- - AKAIUEBEREIR, TRIRSQBEENIE, UNRRA
ANl B8 BhIR?



[01:30:29] Matt LeMay
English:

Yeah, so you can find me online at matlemay.com... | hope that | can be useful to you, and having these
conversations in a way that's less scary, more accessible, and leads you down that road to doing
impactful work.

FROCERIR:

Y, {RAJLUTE matlemay.com % EIFK - A EHEMNIRIIEFAER), U—MAPATH. EHTERNS
UHITXENE, HEISMRITELMRERINN TIERER,.

[01:31:15] Matt LeMay
English:

Impact-First Product Teams. You can find it at all the places where you find books, on Amazon. There's an
author read audiobook... I did all the musical interludes myself.

FRCERIR:

PEE (EMWAHMERNF=REPA) (Impact-First Product Teams), #REIUTET S BEFRHE BRI KEIE.
EE—MEEFERRRMERT -- AN E REREHEHE S M.

[01:31:41] Lenny Rachitsky

English:

Thanks so much, Lenny. This was great. Bye, everyone.
R EIE:

FERE, Lenny, XKET . AKB M.



