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[00:00:00] Mayur Kamat
English:

My, probably, most spectacular failure was, | was the first PM on Hangouts. We had thousands of people
working for me. We had entire power of Google. We had Larry literally sitting with us saying we can do
anything we want Chrome to do and we still didn't manage to build a great messaging product. The main
learnings from that is, don't take on projects that are going to be six months, a year, because you just
generally don't have control over the macro. The challenge with being a product manager is, everybody
thinks they can do the job. Anybody who uses the product thinks they have ideas, so at some point in
time, you're like, "What is my discipline? What is my science?" The moment you build experimentation,
you've now made it scientific.

AR ERIE:

BRRIEBHRMAEEZ, &2 Hangouts WE—E~REE (PM), SRFEVTIRT, BERERHLE
2, fIE - & (Larry Page) HBRABERANT A, HENTHTLILE Chrome MUERIFRITAMAIE, BRITE
RS — B A&~ m. MPREINEEHIIZR: FERFREAPKEFFH—FHNIE,
EAIRBE AT RWIF R HmEERSRET, STARESECRREXNIIE. ERER~ R
ABRIBECHERE, FIUARREIE: “BOTUMHERE? RPOBZERERMA? * MAREILESLIA
#l (Experimentation) BYAR—%I, fRFILLEZERFT,

[00:00:41] Lenny Rachitsky
English:

A lot of new people in their career are like, "Oh, | just want to think about strategy. I'm going to think
about the big picture."

FRCERIR:
RERGIMARR: R, HRBBEHEE, HEEEKE”

[00:00:45] Mayur Kamat
English:

Strategy is a little bit overrated for product. For most product managers, your strategy should be, "How
fast can | go from hypothesis to data?"

AR ERIE:



MFFE@ERE, HEEREEGT. ¥ TASH™REERN, MOSREIZE: “BMBRISEIREVEERNE
EREZIR? ”

[00:00:54] Lenny Rachitsky
English:

Today, my guest is Mayur Kamat. Mayur is Chief Product Officer at N26, one of the most successful fintech
startups in the world and which, in my research, came in amongst the top five companies in the world
who are hiring and producing the best product managers. Prior to N26, Mayur was Global Head of
Product at Binance, VP of product at Agoda, which is over a $100 billion dollar company based in
Thailand, and a PM at Google and Microsoft. In our wide-ranging conversation, Mayur shares what he's
learned about hiring and developing great product managers, what he learned from his time working at
Binance, which, as you'll soon hear, was one of the wildest and most unique ways of working, what he
learned from the failure of Google's early attempts at Hangouts, where he was the first PM. Also, the pros
and cons of working in Asia versus Europe versus the US, and why you should be starting your career on

the West Coast of the US. Also, why comp early in your career does not matter and so much more.
R EIE:

SRHEZEER Mayur Kamat, Mayur @ N26 HEFEF~@E (CPO), N26 @2IXK&mIhHIERFEI: (Fintech)
MeIRFZ—. EENMRFR, EREHKBEIEARAE=REENTIAZ QT Z— TMA N26 ZAf,
Mayur 23BEM%E (Binance) Mk~ mMA R A. Agoda (—REBEMIFRE. H{EBT 1000 ZETHA
8) MNEmEISE, UNRSHAMMNRSREE, TR ZNMER, Mayur E T EBBEMERNIE~
mEEFEMNEY, MEMZTITERENFAIRE (ENEREDEIREIN, BEEHFT. RRENITESKZ
—) ; MESTELZIX Hangouts KIMHEEIRHI) (MEFBEMVEN PM)o kb, FITERITICT EIZM.
RONFIEE TIEMMRERS, ATARMIZEEERSFEARBIRWEE, NTARVEHNFM (Comp) HAE
8, UREZEERNS.

[00:01:47] Lenny Rachitsky
English:

This episode is so full of golden nuggets and advice for product people throughout every stage of their
career. 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
amazing products, including Superhuman, Notion, Linear Perplexity, Granola and more. Check it out at
lennysnewsletter.com and click Bundle. With that, | bring you Mayur Kamat.

FRCERIR:

TEABTH 7 T, ALTFRIVEEZMNNMENFRARYRTERZEN. NRFERXMER, JISTER
FAREE N A YouTube EITHEMXIE, Ltbsh, MNRIMREAKETEIEN (Newsletter) NEFEEITIHE, fRAIEL
REREB—EN—RTNF=Mm, B Superhuman. Notion. Linear. Perplexity. Granola %, i&ifin]
lennysnewsletter.com # =& Bundle &, M7E, LFHATWD Mayur Kamat,

[00:02:14] Lenny Rachitsky (Ad)
English:

This episode is brought to you by WorkOS. If you're building a Saa$S app, at some point, your customers
will start asking for enterprise features like SAML authentication and SCIM provisioning. That's where



WorkOS comes in, making it fast and painless to add enterprise features to your app. Their APIs are easy
to understand, so that you can ship quickly and get back to building other features. Today, hundreds of
companies are already powered by WorkOS, including ones you probably know like Vercel, Webflow and
Loom.

FRCERIR:

ARETIBHE WorkOS B, SNRIRIEEIDE SaaS A, REMNEFLIFREREWAKINEE, 90 SAML H1%
IUEA SCIM EEE . XFhZE WorkOS IR EH Z i, BEELLIRIRIE Bt AR AR IhEE, 189 API 5
FIEMR, ILREERER A HEHLANIIEMINENF LS. N5, HERLTEEH WorkOS 1Bz, GIEMR
A RERAERY Vercel. Webflow #1 Loom,

[00:02:45] Lenny Rachitsky (Ad)
English:

WorkOS also recently acquired Warrant, the fine-grained authorization service. Warrant's product is
based on a groundbreaking authorization system called Zanzibar, which was originally designed for
Google to power Google Docs and YouTube. This enables fast authorization checks at enormous scale
while maintaining a flexible model that can be adapted to even the most complex use cases. If you're
currently looking to build role-based access control or other enterprise features like single sign-on, SCIM
or user management, you should consider WorkOS. It's a drop-in replacement for Auth Zero and supports
up to one million monthly active users for free. Check it out at workOS.com to learn more. That's workOS.
com.

FRCERIR:

WorkOS SimiRU I 7 R E AR S5 Warrant, Warrant B9 @EFR2 8 Zanzibar WRIEMERINARS, ZFR
FRRNBABINLITH, BT T Google Docs # YouTube, XEEBEAMIBIFE T TIHRERIIEER A
BE, MIRMREFT REBIENREFAGNRIERE, WRIRERIEIRAEZETFTABNIHFRIEE (RBAC) SEft
e (NESER SSO. SCIM AR ERE), RRZEE WorkOS. E=E Auth0 IEMERIRER AR, 3
RLBEZIFLIA 100 HBEKAF. 417 workOS.com THEEZEE.

[00:03:33] Lenny Rachitsky (Ad)
English:

Many of you are building Al products, which is why | am very excited to chat with Brandon Foo, Founder
and CEO of Paragon. Hey, Brandon.

FROCERIR:

RITHREVFZ ANIEEWE Al F 6, XMEATAFKIFESEES Paragon B84 A3 CEO Brandon Foo X
%, "2, Brandon.

[00:03:41] Brandon Foo
English:

Hey, Lenny. Thanks for having me.
FRERIE:

2, Lenny. HHEIEIEHK,



[00:03:43] Lenny Rachitsky

English:

Integrations have become a big deal for Al products. Why is that?
R EE:

&£ (Integrations) XF Al FRRRELTFEEEE, XBAMTA?

[00:03:48] Brandon Foo
English:

Integrations are mission-critical for Al for two reasons. First, Al products need contacts from their
customer's business data such as Google Drive files, Slack messages or CRM records. Second, for Al
products to automate work on behalf of users, Al agents need to be able to take action across these
different third-party tools.

FROCERIR:

ERMAIZEXEE, REE . B%, AIFREEREBEFIWSHEN LETX, 190 Google Drive X 4.
Slack JHE 3 CRM 2R, HR, ATk Al F=@RKRAF BaITIE, Al BEEER (Agents) FEREBEXLE
REME =7 TEHRREITED.

[00:04:07] Lenny Rachitsky
English:

Where does Paragon fit into all this?
R EE:

Paragon EXHPHETARE?

[00:04:09] Brandon Foo
English:

These integrations are a pain to build. That's why Paragon provides an embedded platform that enables
engineers to ship these product integrations in just days instead of months across every use case from rag

data ingestion to agentic actions.
R EIE:

XM IEFE RS, XMENM A Paragon #IET —MHRAR TR, FIEMEBE/LRA (MAZ/LD
B) RAIXLEF=mEER, WEM RAG HUERENEIE R TR S — A,

[00:04:23] Lenny Rachitsky
English:
I know from firsthand experience that maintenance is even harder than just building it for the first time.

FROCERIR:



BME—FERPAE, HFrEELFERWELERHE.,

[00:04:27] Brandon Foo
English:

Exactly. We believe product teams should focus engineering efforts on competitive advantages, not
integrations. That's why companies like You.com, AI21 and hundreds of others use Paragon to accelerate
their integration strategy.

AR ERIE:

o BNPANAFREANZETENEERERFME L, MABEN L. XMENTARK You.com. A2l
MEE REMATFERA Paragon SRANE I THISE AL ELEE.

[00:04:41] Lenny Rachitsky
English:

If you want to avoid wasting months of engineering on integrations that your customers need, check out
Paragon at useparagon.com/Lenny.

(00:04:49):

Mayur, thank you so much for being here, and welcome to the podcast.

R EE:

NRIRAE R TR P R ENER DREHN AN TIZNE, &R useparagon.com/Lenny &% Paragon,

Mayur, JFEREHREEREIXE, WDREER,

[00:04:56] Mayur Kamat

English:

Thank you. This is super exciting. Thank you for having me.
R EE:

B, XIFE S AT, BHEREIER.

[00:05:00] Lenny Rachitsky
English:

| want to start with your time at Binance. You've worked at Google, you worked at Microsoft, you worked
at a company called Agoda. Now, you're at N26. | imagine Binance was the most unique place that you've
worked at, and I've also never heard much about what it's like to work at a company like Binance. | was
just looking them up on Wikipedia. | saw they started in China, they moved to Japan, they moved to
Malta. Now, they have no official headquarters. What was it just like working at Binance? How was it most
unique from other places you've worked?

AR ERIE:



HBMIREMZ (Binance) BIBYFCHNEE, fREBEAI;M. K. Agoda TR, HUTETE N26. HBEMEEIMI
RS EIRFRI T, MAREREAMRIENLXFNATLIERTARE. ZNELEERLET T,
fIEREED, BETHE, XRITIEM, NELKEERXNSE. EHRIFIRZEHARIE? ESMR
TRIREM AL, RIRFAI G EME?

[00:05:31] Mayur Kamat
English:

Yeah. Maybe just a background for Binance, because | think a lot of people have heard it, some in positive
connotations, some not so much. The scale of Binance is pretty mind-boggling. Just to give the history,
they started in 2017 as a crypto exchange, when there were other crypto exchange on the market for
years, like Coinbase. Within six months, they became number one. That's unprecedented. That's like
launching a search engine today, and then, six months later, beating Google. Then they went within five
years to at a peak valuation of somewhere like $400 billion or so with 2000 employees. That's zero to $400
billion in five years. It's at a scale that's never been done before. Google couldn't do it, Facebook, none of
the names that you hear. It's remarkable. When | was there as the head of product, my top line KPI was
the trading volume, and my monthly KPI was in trillions of dollars.

FRCERIR:

B, HIFANMA—THRNESR, BARERZSASMRIE, BEEERERN, BENRA, mRHIMIER
HiRNo BFR—THE, BIE 2017 FEAMBETRZES, Hithip LBLHE K Coinbase XIFFES
FHNRGRT. BEANTAR, MM TITIE — XRELHFN. XMESKEH—TERSIE, 1T
AEMITMT & ARMIEEFRNIAR T 4000 ZETHIEERE, HIFRHE 2000 88T, AFRAMNE
1B E) 4000 12, XTMEZRIFIARER, SRMAE, RBEEARE, MIAZNERRFEHEAE. XEET
e, HEREBBIEEFRATARN, RAZO KPIZXRZE, MEMAE KPI RUBZETITA.

[00:06:35] Mayur Kamat
English:

Just the scale was mind-boggling. We had teams of 10, 20 people running multi-billion dollar profit
businesses. That brings in with it, first, how did they do that to that scale, and two, what kind of culture
requires to keep that running? Both are very fascinating. | think we could spend a lot of time talking about
it, but the truly interesting thing, the first one is, you can't do this by having a traditional log structure. CZ,
the founder and CEO at one point had 55 direct reports, and his direct reports had about the similar ones.
For a large portion of the history of the company, there was just one level between the individual
employees and the CEO. That leads to an extreme level of decision-making and execution. You cannot
have one-on-ones when you have 55 direct reports, so there's a culture of one-to-many and doing that as
often as possible.

AR ERIE:

BHMREEL AELERS. A 10 2 20 AR, KEEFEBHZETHWS, X5IHTHNER:
BT, ITRAMEIXMAR? R, EHXMERFB2HAEHXN? XMIBIFEERA. BB
DRRZHEITEXT, BEREEEBNE—RE, RAERIERIARRMEBEIX—<. BII8AF CEOCZ
B—EHE S5 MEETRE, M TEEERNHENTRE. TARHENAEIHEE, EERIMCEOZ
BRE—R. XFHTHRESKFERRNNIT. HIRAE 55 MEETREN, REZEHTT—H—%XE (One-on-
ones), PREATZRRT —M “—x4%” BIX{L, FHRETGEMEMHETT,



[00:07:33] Mayur Kamat
English:

The leadership team, for example, met every day, and because the leadership team was spread across the
world, we met at 11:00 PM when | was in Singapore every day. That includes the weekends, holidays. The
leadership team was there, 11:00 PM every single day, which meant that none of the decisions were
blocked for more than 24 hours. Most of them, we made it on chat even within those 24 hours, but if there
was something big, it was escalated, decided. We executed largely based on this concept that | now take
with me. | call it running products via daily meeting. We would pick a owner for something really urgent
at the nightly leadership call. Then that owner would be expected to have all hands on deck for however
long that problem is every single day and then report the updates on the daily call. Some of these were
really massive topics, like how do we get 15 financial licenses in 15 countries in the next three months? It
wouldn't be at a scale that was-

AR ERIE:

Bign, MESHNESXBEAR. BTFASEANBHELIK, HHREMMKEN, KIE8XMGL 11 SFAR. XGIEE
FNTRE. MESENEXRELE 11 SUERHY, XBEERETAARTAIIWRERBT 24 /N6, KSHORKHK
17E 24 /N PEE IR NG RIBE T, BNREAE, MeARHER. KINNRTEAEZELET—EKI
E—ELAANES, BifZA “B3SBARETTR » RISESRNASERIERN AR FIE
—EZRRAN. AE, ZARAREREOABRAEESR2IUE (Allhands ondeck), HESHBIERIN L
LIkt R, HPh—L2IEBRAARNRM, thin “BITNEERR=TARIRE 15 MERM 15 KERAEER? 7
XHEEE—

[00:08:43] Lenny Rachitsky
English:

You've got 24 hours.

R EE:

RRHE 24 /h\8Y,

[00:08:45] Mayur Kamat
English:

Yes, and people did it. It's extremely interesting to see that when you have really smart people, you give
them really hard problems, you have no constraints on what can you need to solve them, whether it's
money, people, except time. Time is always at a premium. People can move mountains in a small amount
of time. That extreme ownership culture, | think, probably was the most fascinating part of working at
Binance that I've now tried to take. There's some good parts of it in terms of attention to detail, being
able to pick certain areas and own it, irrespective of what your title is and how many people report to
you. There are certain downsides in terms of the amount of randomization that it can cost teams,
especially if it's not super well-thought through. I'm trying to see what are the great parts of that that |
can bring to different roles, but that concept of daily meeting, if there's something super urgent, how can
you own it directly and run it yourself, where you are in the details so your team knows that they need to
be in the details, and then be able to execute that. That's probably the most fascinating. There's several
war stories. | was there for two years and the amount of interesting stories that happened during that
time s a lot, but then, maybe | can follow up later if you have specific questions there.



AR ERIE:

2, MEMMEET. BEX—RIEEE8: SRAEREERNA, LMMREEERNZE, HER T
Bz, RatiMERRREENRE (TEREHIERAT), ANRILERERNE BN ILES, XM “HR
BEASHTIR” (Extreme Ownership) X, FHIANFREREDT R IEREANES, RAEHHEGEEE,
EEXZAT. BBINFHARHETE (TRHFEHAERTAHEZ L TRE) AEERSMR. HALAER
=, LCUNAIRELAH AT REENIMEM T, K3 BRUREZEFANIE, REAZHEEPRBHEDHERER
Aed, [ “BERIW R MREEIRRN, MUOFERATHFEEITT, ILRRNAT, MMLMR
EMFEMI I FEZRANAT, ARERIT. XABRRSAEEN. BEERSZ "HEHRFE" . HERE
BTYME, BRERNEAENBERST, MRIFEEFRE, FHiEER R,

[00:10:13] Lenny Rachitsky
English:

| would love to hear a war story. This is definitely as interesting as | was expecting it to be. Just what I'm
hearing so far is just things that worked well for them to operate at this insane pace and scale is the entire
leadership team meeting every single day, 11:00 PM your time. Hopefully, at better times for other folks

around the world.
AR ERIE:

BREIAIR “GFHE" o XHEMEFTHN -G8, ZIEFIALERRERE, W12 MRITR
REMMREE, BEENBENAFEANSREBERS, FBRLEMRLE 11 R, FEXNHFRE I ARG E
BEF— o

[00:10:31] Mayur Kamat

English:

There's some people in Sydney, Australia, so it was 1:00 AM for them.
R EE:

BEANTDRAFILERE, FIUNMITRTEZER 1 Ro

[00:10:34] Lenny Rachitsky
English:

Good grief. This idea of a flat structure, yeah, it's interesting, because | imagine that's not necessarily
great for other reasons and then this idea of being in the details. Let me ask about that, actually. What
does that actually look like? I think a lot of people, a lot of leaders are like, "Oh, yeah. I'm in the details,
we should be in the details." What does that actually look like in real life at Binance?

FROCERIR:

K. XMRFUEMHNRERER, AARBETHURRXA—ELSREE. &8 “RANET” &%,
FRERX D XTERMFRZHAF? RBRZSASELRN: 1R, 20, FORNAT, HIBREIZRAN
AT, EEMRIRAELEEF, XEIRSKRETA?

[00:10:55] Mayur Kamat



English:

Let me give an example. One of the areas, when | joined, one of the biggest product problem we had was,
crypto before was fairly unregulated, so you could just sign up with an email address or even just a wallet
and start trading. There was almost zero friction. Then it suddenly became regulated, where you would
almost have a full KYC flow like a bank. That just meant that the conversion rate dropped from, let's say,
100% to 2%. Now we had to solve this problem. This was the daily meeting level problem. It's okay if
you're operating in one country. You can do it easily. If you're operating in 200 countries where there's not
even a standard for what a document acceptance criteria might look like, now you have a significantly
larger problem. You cannot say, "Let's work with the KYC vendor and do the onboarding."

AR ERIE:

IEFENF. HEMAR, BRIERNEAFREEZz—E: UAMBEEMIFAREE, FRURRE—T
ERFEMI B E— MR EMEEEMATIER S, LFZER. ARRAZBRERETHE, MOAGRITIFA
BREMNKYC (BHEIE) Ri2. XBWREELEM 100% 22T 2%, IMEHNTBARRZ N, XhE
‘BARW £HIBRE. MRFEIAE—TEREE, XREZER. BUORIRE 200 MTEREE, MXEE
REEEIEHREMERLSES—, PARFERARFTSZ T, MAERZBWR: LRI KYC HEZERMNR

piit =L

[00:11:49] Mayur Kamat
English:

We had to, literally have this, the top 50 countries, the top 10 document types, this spreadsheet of
basically 500 cells, the conversion rate at each level. Then we are looking at, okay, a passport in
Kazakhstan has very low level of conversion. What can we do about that? Do we need a new vendor? Do
we need better imaging technology? Do we need a new SDK from a vendor? Then we go cell by cell based
on, let's say if I was running a typical product team, | would say, okay, let's just look at maybe the top 90
percentile of our users, but this was Binance and then CZ is like, "No user left behind. Even that one user
in Congo is important because this is financial inclusion for them." Then all of those 500 sales matter, no
matter how low their impact to the conversion rate is.

FRCERIR:

BB ITFRI—NEEF] 50 MEK. 7 10 MIEARERBEFRE, E4EH 500 METHE, EXREMIFHH
BRUR, ARHENEE, LLIRFERIMERPREUERIERER, RITEMEAFA? RINFERHEED? )
FEFFHNEGIRAIIRAL? RINFEMNFIRANA SDK 15? AREHITZENRTEHAITIN. MREEEN
BB~ EE, W, FIE, BIRER 0% NAF, EXEMR, CZHSER: “NLEE—
TRFPEN. BMEZNROB—TAFERER, RAXMMIIRITEEMEST" FrlL, FTILH 500 HETHE
MEARARNEMES ), ElfBEXER,

[00:12:45] Mayur Kamat
English:

That's a little bit of Binance flavor there. It's extreme customer focus and it doesn't really matter.
Customers are not a number. It's a person at the end of the screen and we care about them, so you would
need to know, you would get questions like, why is the driver's license acceptance rate in Kenya falling
suddenly? When you have, and that's just one piece of the problem in a large product with 80 different
products. You, of course, cannot do it for every single product, but the concept of, what is the most
leveraged decision you could be working on right now? If it is for your growth, it's the onboarding, then



you'd better know exact every single screen of the flow, why is there a drop-off and what are your teams

doing for it? That level of detail, and you just do it on different products at different parts of your journey.
R EIE:

XpE—R MRKIL . BRRENEFSME, MEENRITRN. FRPFAR—EF, BE5—he—1"
EEERA, MR OM]. FAUREENE, MIBEIXFENEE: ATAERINERITERRATE
7? MXRAZ—MAE 80 AR~ MIAR @A —/ DR, SR, RAFIRENE I mE M EI Xz
E, B0fSE: MIERMIOIITFRESIARZNA? IRATIER, BMEBNRRE, BAMERTT
BRETPNE—TRER, ITASERK, URMBBEREENLEIA. MEXMZENAT, (RERLE
R E)f B AR BB s A X M 75 o

[00:13:43] Lenny Rachitsky
English:

I imagine there's people listening where they're like, there's the team responsible for the onboarding flow
and the KYC flow of their product and it's so hard. They're like, oh, there's all these problems with our
flow. Imagine that for 100 different versions of the flow across 100 different countries. Good God.

FROCERIR:

BERAREEEEAETE, iIHRAS~AINRN KYCRIZMELBEHT, AR RH, BR—T, &
100 M REREZE 100 M REMRARATZ. Ko

[00:14:01] Mayur Kamat
English:

And documents. It gets very tricky. It gets very tricky, but we also had resources. At one point in time we
said, we had a team of 20 people working on KYC and we said, "For the next three months, we want 500."

FRCERIR:

EESMIEF. XERFEERTF. FERTF, ERMNBERF. B—RENER, FME— 20 ABERE®
KYC, RARFEMTR: “BTFRHN=TA, FHE 500 A"

[00:14:16] Lenny Rachitsky
English:

Which has its own downsides, too.
FRCEIE:

XEE BB RiR.

[00:14:18] Mayur Kamat
English:

Has its downside, but if you're running in this extreme mode and you're less, not as worried about just
the team's stress and personal development aspects of it, you're just purely looking at the execution of
the product, there's a surprising amount of power that comes with it. This was probably the second time



in my career where | had that, wow, you can do this because in other companies it would take years to do
it. The first one was, this is going back at Google. | remember | joined Google. It was my first day at
onboarding and | was the product manager for Gmail for mobile, for sync. | was in my onboarding
meeting when they pulled me out and said, "Hey, we have an issue. The service is down and Wall Street
Journal is writing an article that Google, Microsoft, Apple not working together causing the service to go
down, so we need you in this war room right now."

FROCERIR:
Hﬁzé-u.l

HsSEE B, BMRFEXMRIHRN TIET, FREOEREAMNALE, MRABAERERHAIT, B
AERFERANNE, XATRERFIRWEERE RRE I, SARTUXE" , AAEHMEATRXFEENR
FiYEl, F—RBEAT. KICFENMANGI, H—RANREFI, FHE Gmail BohimEP R~ maEE, ik
EANRS, MITMBRAILRG: T8, HET. RSET, (ERERKR) EESXERSR. M. R
EXRRRESERSFM, FMURINEBRLIZIHERE,”

[00:15:17] Mayur Kamat
English:

It was a bug in iOS 4. This is a long time ago, which caused every single user to pull their entire Gmail
inbox, re-sync the whole inbox. A bug on the Apple side is going to take two, three weeks to fix, and it was
causing 1000x load to our servers. | remember Connie Wurz, who was the Head of Infrastructure at
Google, and he's like, "Sure." He flipped a button and there were 1000x servers that showed up for the
next two weeks. | was like, "Wow, that is scale," right? This was my second time feeling that wow moment
where like, oh, we just put 500 people in and solve the problem. It's less about having the 500 people and
being able to maneuver them that quickly. | don't think I've been able to do that at any other company.

AR ERIE:

ABZ i0S 4 — Bug, RALEINET. ©FHE AR HAEED Gmail RHHFE, EMRET. ERIBLHY
Bug FEM=FFREEE, XLEFNRSHBHRT 1000 FrIHNH. HISFIRNAREMIRER R
Connie Wurziit: “&ildl.” R T—14%H, ETROMFELILT 1000 FHIARSER. FEHE: &,
MR, XRRE RNRIBHEREZ], & R, HOEERN 500 AFBEZEERT” . ERRE
TH#E 500 A, METEEBMLREMERD M. FEEEMEIFALQFHBEHAZIE—<o

[00:16:06] Lenny Rachitsky
English:

To close the loop on some of these radical ways of working, this idea of 50 reports per person and this
idea of caring about a person in Congo not being able to sign up, do you think that's a good idea? Do you
take those in the way you work now or is it just, in this particular situation it's important? Other places,
maybe not.

FRCERIR:

NTREXLEFHM TR, LLINBA S0 NTFE, URXKONRN—DMAESER, MUAARENMNFER
13? fRIENTEARNPSKARXLED? ERVEXIAZERERB A TAEE, HitttAJsEREM?

[00:16:26] Mayur Kamat

English:



There are several preconditions. One is you're growing really fast. The growth for the employees comes
just from seeing problems at scale that are growing every day that it needs less of a manager's attention
to figure out what you need to grow. The best way to grow in general is that you work at a very fast-
growing company. If that's true, two, your people are extremely well compensated, so they care about
the KPIs more than they care about what's the next stage in my career and how do | get promoted? Our
bonus structure went from 0% to 500%, so a lot of people didn't really care getting a 10%, 20% pay. They
just want to do incredible work because they know they would be taken care of. Three, it's a mission
driven company, still believe at the end of the day that you're doing this just beyond the KP!I.

AR ERIE:

XBELIMERE M. F—, MEKFIFER. AINRKRETERENFEIEKOAMRNE, XIFAFEZ
BEXZO0BESIFMUMNZMNARK. BEERFNEAKAAMZE - RSRIERNAE. £, NREIRERK
i, RNRIHERE, FRUMIIERC KPI, MARRUATEN T—MERIMEEH, RIIHRELEEM 0%
2] 500% A%F, FRUMRZ AHARTETF 10% 5K 20% B9, IIIBMEIRANIE, EAENANEECSER
AFEENOR, =, XR—HKEBEDHIAF, ASITOREBREMXGERUNZENT KPL

[00:17:24] Mayur Kamat
English:

At Binance, there was a very strong belief that 80% of the world doesn't have access to financial tools.
They don't even have an access to currency that they can trust. When we look at, live in Europe or in US
and we think about crypto, it's largely about speculation or bitcoin. For most of the world, they just need
access to a US dollar, stable coin and just knowing that my currency is not getting deinflated because of
things beyond my control. Everyone having come from these, a lot of our employees were across all these
countries, they had a very strong mission belief that what we are doing will truly empower billions of
people. There's a power in that. A lot of people go through, "Hey, I'm going to move mountains because
it's not just about the money, it's just not about my career. It's about doing something that will change
the world."

FRCERIR:

MR, B—MIERRIUMNER: R L 0% WATEZREEMIE, MIIEELEREAIUGEENET. 4
HNVEEMNHEEEMBE R, RARELRXTFRNSLET. EXNFHALRSHBARE, tBIIRF
BERBEABET, HANEBECHETAZEANTEZEFNWRAZRMRZE. BIMNNTFSRIREXLEER, ()
BERNNESRRE, BERIFHENSEBEREEERERHZA. XEPESENE. REASE: R, RE
BULIEE, RAXTMUNENT %, BRNENTHERWEE, MEA T H—LEETHRNER"

[00:18:19] Lenny Rachitsky
English:

Let's follow this thread on accelerating your career, and talk about where you're at today, N26. As you
know, I've been doing a bunch of research on which companies hire and produce the best product
managers. I've done a couple passes at this, and N26 has come up in the top five of both ways of
approaching this, essentially which companies alumnis go on to do the best in their career. N26 is way up
there. | want to come at this from a couple directions. One is what N26 as a company does to hire and
incubate the best people, but also just you personally, what your advice is to people and how you help
them become great PMs. Let's actually start in that second bucket. What is the most common and most
impactful career advice that you share with product managers that you manage, that you find most helps
them move ahead in their career and get unstuck in their career?



AR ERIE:

IEFAINRE RER Y X MER, WEMIRILIEPRTERY N26o SNIRFRAD, F—EEMRMLEATIBRIEMIES T
RMFNTmEE, T JUREN, N26 ERMIFEANREHANT R RS, BIPLERTNREERIERE
PRMZE B, N26 BHIFIFE. BREMRNARERRIY: —F N26 FA— 1M RAREBEMNBA AL FEH T 4
45 ZRMIRTAME, MYANEHFARN, UNFRMEFEBIMMIIRAMNLTEE PM. iLFMIME NS EF
Bo RIREENTREENENREN. RAEXMONRIBNZNA? (RAIIMLERINREREBIBI17ER
AV A ER AT H R R ?

[00:19:12] Mayur Kamat
English:

I think the number one thing | shared before, the best thing you can do is find companies that are growing
fast because it compounds your learning at a much faster interval. Just the basic compound interest
formula, even if your interest rate is low, if you're compounding daily versus compounding yearly, after
two years, you will be at a whole different stage at the end point. Companies that are growing fast just lets
you get that learning much, much quicker. | remember joining Microsoft first in my career. Some of the
products | worked on during my internship had not shipped till | left Microsoft three, four years later.
That's a very, very low rate of compounding. Microsoft's a whole different company now 20 years later,
thankfully. Then you contrast that something like Binance where every day or every hour, every minute
you're shipping something and then learning from it.

FROCERIR:

HEE—FRMERZADEIN: MEMHIRIFNEBEMZHRPLRFIEKOATF, HAXIILREFEIUE
REGEAR=EER, MEREMHENAN—1, BMEANRRIR, MREXITESESEITSEL, MERIRFL
MAUERTERE. REEKNATEILRERMIREF S, RISFRUEES —LRHMIN. KELIMES
S5W—%~m, HEIR=NEREFHMMTELRET. BERBOEFNEREK, =17 20 FEHHHRELTER
BT, MBtEZT, GHREXFENATE, §—X. 85—/ S§—DHRESELABREFHMFFES,

[00:20:04] Mayur Kamat
English:

The faster you can compound your learning, the faster you will grow. The second piece generally is, you
need to optimize for what you're great at. Now having two kids, I'm fairly in the fact that your strengths
get defined very, very early, right? I'm looking at my nine-year-old and twelve-year-old, and they have a
whole different set of strengths. If you're 25 years old early in your career, it's very hard at that point to
say, "Oh, here are all my weaknesses and | need to improve on those." A lot of the career feedback
typically tends to be around, "Hey, here are the things you need to be better at. Why don't you do more of
that stuff, right?" Formally in the camp that you need to know what you're great at, what are your
superpowers, and you need to find jobs where success is determined by how much of that superpowers
you get to use.

FRSCERIE:
REIEFHRERR, RERER, F_R@BEE, FEEMLIRAGET. WEETRINEZF, BEEAN

MARERNDHEMENIF T, BEEFK I T 12 50T, NBEERE2AENMNE. WRIR25%, LT
AWAEERH, RN MR, XERHHHBR, HFELNHEN . REBRUIRBEEMRATR: 1R, X
LEEMBEMEEFHMT, MAFARSHRXER? ” REEMINN, (REENEBCERKMAA, REY
BN Bft4, HERFERBLEMINEURTIRELIES VBN LI



[00:20:58] Mayur Kamat
English:

Early in your career, you can't get away with the fact that there's some stuff you're not going to be great at
and you just have to manage around it. If you get higher up in your career, then it gets easier because you
can build a team that complements your strengths, but again, if you're early in your career, find places
that, if you're a great creative person, if you can look at a product and think of 100 things you can do
better, you are always about what's the next best thing and how quickly can | implement it, you need to
be working in teams that have a high experimentation culture. You need to be working in growth teams in
large companies. If you work in a FinTech company on a compliance side project or launching a new
business vertical, you're going to struggle, right?

AR ERIE:

FRWEERH, MEEOEEEEBMRMBMERNESE, MREXIE, MERUNEA, XSTEERS
L, RAFRAUABR—NEAMEBHIRI. BNRIREERH, HBLEEGIREMT WRMREB—MEALE
BN, BEBREIFmARE 100 MOER, SRXEF—TMFRFUNRMMARELIL, BAMFEEZESERLRR
X1& (Experimentation Culture) BYHIFA, HEARBMIEKE. MRMEEHER QBN SHIENEED
WA SEEMN, MERES, WIE?

U
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[00:21:46] Mayur Kamat
English:

On the same time, if you have extreme management structured thinking, you have great stakeholder
management, you have high EQ, you should work in teams where there is a large amount of complex
people management and process management. You would struggle in a growth team where the
expectation is you're doing things really quickly. | would look at first very introspectively, what are my
true strengths? What do I, and then look at jobs where that has a much higher profile of winning. Thirdly,
largely | would say do not optimize for compensation, especially early in your career. If you're truly on a
track to become an executive someday or found your own company and make it successful, you will find
that the compensation is so much backloaded that you would make 90% of your compensation in the last
five years of your career, so optimizing for 10%, 20% early in your career.

FRCERIR:

51tER, MRMERENEREMLTLE. ABFNFGBXETERNNSED, RURZERPLEIRKES
HARBEREEENE. MREE—NDERREITHENERE, MEREL. REBITHITRZI
RNE: REENRBEAA? ARRBLEEULEXERBEARRENIFE. $£=, SHKR, FERNTHMMNE
£, THEFRIVEERH. NRMENITEE-—RBRASELLINE S RRHIEMD, (RERIFHHMZ
BE “BE” 1, fR90% NWAARERE FRWVEENKERF. PR, EFHNT 10% 3 20% BFHEEML
KEgEEXH.

[00:22:48] Mayur Kamat
English:

If you have two jobs, | would rank in your first 15 years of your career, | would say do not look at the
compensation. Then the last one, this was strange. | never thought about this longer, but now | think this
is probably the most interesting advice | can give people is determine very early in your career if you truly
want to be a C-level someday, you want to be an executive someday, because it's almost like if you're



ambitious and successful, you enter product management. You are in top of your, it's almost an
expectation of you that you would become that and you'd never really challenge or question yourself, is
this the thing that needs me, that | need to do to get there? Is there something I'm going to truly enjoy?
Not just the destination but the process to get there.

FRCERIR:

RIFEMDLIE, FRWEENR 155, HIRFBEHW. RE—x, XAERIMEREGREE, KUK
g, BRERREXTRERELAHNSEBNEN: FRUEERAMHAEMREEENEE—RKA CK
S8, AANMRMEFOREMD, MENTFmERME, AK/LFRRIAMRSRAERTAEE, MIRFTEEMR
HESSEARIES: XRHRFENG? XZHN TR BERGIBHG? RHEEZRXNERED? FX
XBER, TEBEEFALRIERE,

[00:23:38] Mayur Kamat
English:

A lot of people think that and they make suboptimal decisions based on that. There's incredible careers
you can build and incredible lives that you can live by just being great at what you do, doing more of that
stuff. You end your career maybe as a director, maybe as a group product manager, but throughout the
stuff, you have built a holistic life that doesn't revolve around your work and gives incredible meaning to
you, or you can be saying, you know what? Work is a huge part of my identity. Somebody asks me what
wakes me up in the morning and what gives me that energy? It's my work. | can't separate my identity
from your work. Then maybe you should pursue that C-level path because it'll truly be fulfilling and you
would be able to make those challenges and sacrifices that are going to be asked of you to make that.

FROCERIR:

BENGEERX—=, NMMHE T RLANRE, RALUBIBRKECHIE. ZMECSERNE, REILB
PR ATEMEE. (REBANAERE—TEN, B2 —TMErnEE (GPM), BEBINIRES, FEILT
— M E2ERTFRERN. WRREEXTEEE, HEMRATLIR: RAER? TIFEHS M HNEZAMER
7. MRBANRZEBRFELERNBNZRMHA? BHHIIE. HEERFRNIMNEITEDF. BBA, BIFIRK
ZEKR CHZEZR, AAPBZILREEREIZESE, HBIREEBNAIABLE R T R EIBR- MU E 0 B BBk Ak
HAE4E

[00:24:30] Mayur Kamat
English:

If you can calibrate that early and have that true conversation with yourself like, "Yes, | want to go down
that path and | want to do," you would make different career choices. In that path, | would definitely say
don't look at compensation. There are two jobs. Look at the three things. Is it going to give me high
compounding of learning? Is it high overlap with my strengths, and am | going to have a lot of fun doing
it? If you have fun doing it, then it becomes a virtuous cycle and you do more of it and you're great at it.

FROCERIR:

MRMREREREX—R, HE5BECHITERLXIE, il “289, FEEPFE" , MUIMEFREEIERL
. EMRELE, REANIRAFEEFM. MREMDIE, BEX=R: CRATTRSENFEIGD? S
BB EEEST? RSMNPRERZFEBT? MRMAFEHP, EMIER—TRERER, MIMIE
%, UaMSELE,



[00:24:59] Lenny Rachitsky
English:

For folks that are PMs today, there's almost an implication their career is heading towards CPO
eventually. That's kind of the ladder they're on. What are the, say, top three most common other options
you've seen, other paths you've seen of folks that you manage, so that people can think about, "Okay, |
don't need to maybe just keep climbing this ladder. There's these other directions | can go."

AR ERIE:

XFITERY PM 13K, INFROARLEERLSER CPO, XZMIFTARMNEE. A, EIREENATR,
MIEHNRE D= EMERHRIEEMAA? IFEANTUBE: “FB, BFRAFE—ERXTME,
EHHMTER R,

[00:25:00] Mayur Kamat
English:

| mean the number one, and that's | think back to your original question on N26, if you work in incredibly
high growth companies, especially FinTech where there's a higher, people end up being founders
because it's probably a whole different kind of track we can go down on, the founding your own company
is probably the most kind of obvious/exciting alternate path. The only thing | ask there is, again, the same
question, what you're good at and what you love doing. The challenges with founding a company is a
large portion of running a company has nothing to do with building a great product, especially as the
company gets bigger. I've worked for founders now for 17 of my 20-year career, right. So, even at Google
and stuff, Nikhil was my boss at Google, used to be a founder, and the CEOs now, the thing they tell me
when they hire me is, "I wish | had your job," because that's what | used to do. That's what | have loved

doing, and now | spend 90% of my time doing stuff that is not the stuff that | truly enjoy.
R EIE:

FEE—R, LEEIREIXT N26 NRE, NRMERSERNASTIF, CHESMMRTE, REARE
SZWALNEAN. XAER—FTE2FAEANFE, IDBECHATNEREREMBZLAEL AHKBENERRR. &
W—ZEREER N MERAA, MAEMAA? SIDRBENRSTET, REQRNKID TIESITIE
MBEF@mER, THELARBEAN, £ 20 FRVRWEESR, B 17 FR2ENCBALE, BEEAR, &K
F9EMR Nikhil LIATHEZRIEA. IFER CEO (ERAHRFENIEY: “REFZEHEMIINE," RARAZ
IARIREYSE, 2AITAEE, MIEMI] 90% NN EEEHBEH FEEZRNER.

[00:28:37] Mayur Kamat
English:

But folks enjoy building stuff as a PM, there's a lot of things you don't have control over, and you feel like,
"Hey, that's stopping me from growing. That's what's topping me from truly enjoying." Founding is a
great path. You have that control now, you own the decision-making. There's rarely times you can say,
"Hey, this did not work because of that person." Right? If you're constantly hitting that, then founding is a

great path for you because then you have the ball control for better or worse.
R EIE:

BfEA PM, AMERWEARE, IZERSFBMHILEZN, FINF: 98, XMERTHRHMK, XitHE
FREERTR” IR —HRHERNBEZ. FIERE TERIN, BB TREN. FRIUER IR, XKME



ERABIAN" o MRMEEBEIZMER, BAGUMMRKIRZ—FREFE, RATLIRFR, KEBEMF
£,

[00:29:08] Mayur Kamat
English:

The other is just, | mean, it's less about being a CPO and just growing your breadth and your depth
instead of just the ladder, right? So you are incredibly, either getting specialized in a specific domain
where there is now enough value for you to separate yourself from the pack, whether it's, like in FinTech,
now we have folks who are onboarding experts with KYC. We have people who are fraud experts, who
have really great understanding of how card schemes work and how MasterCards work and where can we
get the right incentives for the user. The folks who are experts on customer loyalty and retention. You
build that domain expertise and then you realize that everyone needs that, right? And that could be an
incredible way to specialize. So, you may lead growth at certain team even though you're not a CPO,
right? So, that's kind of the second way of doing it.

AR ERIE:

S—mAHE, F—EEY CPO, MEEMRNIT ERE, MARBMNNIEHEF. RALUERERTE TR
#, BERFENNERLILIRIRAM L, tbiETmEHRIE, FI1EERAE KYCNRBER, BRIIE
TR, BXNFAREE. AEEARIGILURMAEANBFPREERMERZIZROAN, TEEFABRENEE
TR, MBIUTEMIIEK, ARFRILAENABEEEC, XB2—MRIFNT KSR, L, fRATEER
AR EASE K, BERTRE CPO, X2FE_MA.

[00:30:05] Mayur Kamat
English:

And the third one, again, just not to knock it out, is you realize that work is not going to be my big part of
my identity. My identity is, who am | as a parent? Who am | as a community member? Who am | as a son
to my parents? Who am | as an artist or a contributor? And that's what my death is going to be, a well-
rounded person. And a job is great, I'm great at it, but I'm going to do it as much as it's needed. And the
value and meaning, the top part of the Maslow's pyramid comes from everything but work. And then you
just lead kind of a balanced life because then work is a certain portion of it and the rest kind of fills the

picture.
FRERIE:

B=M, BRERE, XHTEREE, MBEMRRIRITEREHARSNNEERS. ENFHE: RFAR
BEIE? REANEXAGERIM? REAREBHNLFRIE? RENZARAGHMERH? HREFERARLRE— 2
EAREHA. LERE, RUREK, ERIASRACENRN. SIREREFETRNNENEXRET
TEZIM—1]. ARRIRE E—FTERERE, TERBERN—E7, HREDER T EEEE,

[00:30:51] Lenny Rachitsky
English:

So, just to summarize these four really good pieces of advice for how to essentially keep your career going
and get unstuck and accelerated, is work at companies that are really high growth because your learnings
will compound, and also the network you build, you didn't even mention that, that becomes really



valuable because especially if the company does well, sometimes companies grow really well and there's

extra benefits there, but even if they aren't, you still earn a lot.
R EIE:

FREL, BE&—TXONXFUFEFRSRLEER ., BRERAINENREFZIN: ERRERNQEIE,
NIFNFEIEFEERN; BEIREINABRNE (FEERRRIX—R), XEFEEENE, LERNRA
ARG, BRNaETIINIE, BRMERE, (RMIZABERERE.

[00:31:16] Mayur Kamat
English:

Absolutely. Well, let's say N26, one of the reasons why they have so many founders is the fact that it was a
category defining, like we were the first kind of mobile bank, right? So, a lot of the problems we saw in
early days, nobody else saw them, right? So, every product manager had to solve it for the very first time
in history. And that kind of is a whole different level of kind of trial by fire. Same thing with Revolut. They
both started about the same time. Those are the companies that show up in the top rankings because
you did this before anybody could do it, and you learn by literally moving mountains. | think two is also
the fact that you see, we have this whole PayPal mafia. When you see this early success, everyone sees it
together. So, when they go, they have that network, as you said, built-in.

AR ERIE:

B3R, LAN26 Nffl, EZFILURETXAZEBA, BRBENER “MEEXE" , HNEBFE—RBHHRT.
FREL, BATERIBRINRZRAE, AL T, SN mIBHMONERHE LE REBRXLER T, X
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AREERAZEREETX—R, FEEIEENBLESRFEIN, F-RE, MK “PayPal BFR" —
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o

[00:32:10] Mayur Kamat
English:

These are, maybe it's a product manager who starts a company, but maybe there is a business
development manager who has also started this company and now you can collaborate and have
partnerships. So, that success, a mutual success, which a lot of early startup see, that creates kind of a
more denser network than you working at a large company where not all of you see the success at the
same time. And 3Ls comes down to the founders as well. They're incredibly mission-driven founders. |
always find it super admiring now when I look back at Valentin and Max here at N26, or | look at CZ. They
have reached from a whatever metric you can define of success, whether it's the size of the company,
whether it's the personal network, beyond whatever anybody would think success means, right? And
then, to wake up every day and to do this hours and hours single day, every single day, you are driven by
awhole.

FROCERIR:

XEAR, AIEER— N REELNT AT, EHAEE— M LSRKREENLIDT A, MEMITEILUNDIE
HEILMUHEXR. XTHEFIL (REFHICIRBRMEER) QIET —PMHERAT TEERERI AR
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PAANK—HNEEEBET EAMBNNEN . AT, tileXEEk, BE—BMRAKRENE, XEE
—EBERENIEN .

[00:33:14] Mayur Kamat
English:

These are the voyagers of, these are the folks who would go explore new planets in the future or the folks
who sailed out on the seas in 1600s to discover new land. That being access to these people directly is
extremely, extremely empowering. You not just learn from it, but you get inspired by it. If you have an X
definition of success, now your definition of success is 10x, you automatically push the boundaries more.
So, | think those two things are, or those three things, early start, category defining companies, mutual
success and creation of dense networks, and just being inspired by incredibly, incredibly successful and
talented people.

FROCERIR:

XEAZBMBR, BRRSERTMEKNA, HER 17 HIHBIHIAFRIA. EREEEMEIXEANZE
FEFEENEN, MANEFIRA, TEREIBL. MWRIMUBIMNEINNEXZ X, WEZMT 10X, RHt
SEMMERKRESHIAR. L, RIANX=ZSREE: RHMAREEXERF. HEMNFHRIAZN
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[00:33:59] Lenny Rachitsky
English:

You pointed out this really interesting insight that | forgot to mention with the list of companies that seem
to hire and create the strongest PMs. There's a lot of FinTech representation there, and | think you
touched on why that might be the case because all these problems are extremely complicated and never

been solved and they're solving at scale.
FEiE:

LT —TNEEEBINAE, HETIERLEEFRE PMHNATZIERNTETR. SREERZSSRBK
(FinTech) ABMAKR, HBMRELENTREA: FAXRLEREREESR, MRERDD, MEMBIIZERMR
TRIFI5 T i RX L B) A o

[00:34:17] Mayur Kamat
English:

Here's the thing about FinTech, which is probably the most interesting is, FinTech, you have two
customers. You have your usual customers and you have your regulator, and you need to keep both of
them happy. And usually, what makes one happy, it makes the other one less happy, right? So, you are
constantly dealing with trade-offs. In most PMs, in most companies you have some trade-offs, but they're
not existential. Whereas in FinTech, every trade-off is existential. When you found a company, every trade-
off is existential. You may not exist as a business if you make a wrong decision. In FinTech, a lot of the PMs
see that day in day out, and that probably kind of conditions them to a whole different level of juggling
balls than you would be a PM at other company.

AR ERIE:



KT, RABN—RE: MERITEF. —TEH8AF, 53— 1T2RENM. (REEILNSEH
o BEBERAT, L—ARENERIULSZ—AFBAFO. AL, R—EELENE (Trade-offs). FEFAZH
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[00:35:00] Lenny Rachitsky
English:

Yeah, that's such a good point. Just really good stakeholder management influence dealing with all these
trade-offs. | think that's a really good point. I'm going to come back to the strength stuff because that's
really important and I've been meaning to come back to it. So, just to reflect back, the four things you
pointed out are really what you want to look for to accelerate your career. Companies that are growing
really fast, working on things that you're good at, and finding a role that leverages your strengths versus
things that you're not good at. Not optimizing for comp really is such a good point there. Your point
essentially is you'll make most of your comp later, probably the 50%. The second half of your career, you
probably make, | don't know, 10 times more than you make the first part of your career.

FRCERIR:

B, X—RIRFAET. LEXENEREERRNAGEXEEENEZMA, REEEXT “RB” 09
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[00:35:37] Lenny Rachitsky
English:

And so, optimize for the future comp, not today's comp. And then this idea of making sure, ask yourself,
do you want to be CPO? Do you want to go down the C-suite route or do you want to maybe probably
plan to start a company, something else? And that informs the role you're in. Coming back to the strength
stuff, how do people figure out their strengths? Do you have any advice for someone sitting around,
they're like, "What am | actually good at? | don't know."

AR ERIE:

FREL, BARKRFEMALL, MAZRA. EEMEERBD: F88 CPONY? MEESERL, T2t
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[00:36:00] Mayur Kamat
English:

So, there's several ways to do it. | remember | read this book, this was, | don't think it shaped my
understanding of it because | was already operating in that mode, but it used to be called Now Discover
Your Strengths. | think now it's called Strength Finder 2.0. It's still 20 years old now, but there's a lot more
newer ways to do it. There are two things | have done and they're both kind of, I'm not sure how
accessible they are, but I'll give you the examples. So, at a Agoda, we used to pay a psychologist $5,000



for every single PM we interview, right? So, after you finish your PM rounds, we would send you to this
psych assessment. It would be a six-hour psych assessment and they would tell me what your strengths
are, not just that it would be an IQ component.

AR ERIE:

BREZAE. BRiEFELT—4B, RATCTELKEELEERNER, AARBLEPRMERITEBET, BAEFHY (N
£, RIIRBIMED (Now Discover Your Strengths) , IITEIFERA (LHIR5882.0) (Strength Finder 2.0),
BAR20FaNET, BMEEREZHAE. BMIRHSE, RFTREENNERZE, BFEAUEFI5RA,
£ Agoda, ETIERAEIRXWE— PM X 5000 £TEOEFERITL, EFRTR PM ERERGE, BEilx
EEESM— 6 /NERIOETF G, MIISFSFRENMBEHA, AL, 258—1EEF (1Q) MiXEp
o

[00:36:51] Mayur Kamat
English:

So, we would know what percentile you are, and not just like an 1Q score like Einstein or not, but IQ score
across different, across pattern recognition or structured thinking, across numerical ability, verbal ability,
right? So, a lot of people say they hire the smartest people. At Agoda, we literally hired the smartest
people because we paid the psychologist a lot of money to tell whether they're smart or not. But other
than that, they also give you your strengths and weaknesses. It used to be called, | know the company
still around, it's called Q4, and it's called Q4 because they had this four quadrants on two axes, one is on
dominance and one is on warmth, right? So, you want people who are high dominance, high warmth in
the 4 quadrant, and that as you can realize, if you also want smart people, to find those who land in that
quadrant is literally looking through a needle through a haystack.

AR ERIE:

FRAZMNZMEBRATFHABSML, FREGZRERENLE S, MERSHENIRM. SWLELE. BF6E
N, EEENFTRLENERED. REARMINBARIERBA, 7 Agoda, HINEZENEARIZARN
A BAATNET REIBOEFAZRAMMINE SRR, bz, MITESLRIRNMRR. AT LA
M Q4 (RAMEBRATBIEE), ZFAUM Q4 ERAMMNER M HALNEINRIR: —1NEXESD
(Dominance), — M @%MA (Warmth), fREAENZENRRASZEN. SFEMANA. FATUER,
SNRIFEERESRR, BAEBINRREHAGERA B,

[00:37:43] Mayur Kamat
English:

But when |, | almost didn't do it. | was like, this is like I've been doing products for 15 years, this is
insulting that | need to go do a six hour... The only reason | did it at that time was my son was four and a
half years old and | was teaching him, because you're going to go to kindergarten, | was starting do some
math with him, and then in six months he knew all the math that | knew. He was solving quadratic
equations and stuff. And we thought, oh, we have a genius in the house. We got to get him tested. So, we
were testing him, and that's the only reason | took this test because | thought it would be interesting to

understand what this process looks like. But then when | got the results, | was like, it was so spot on.
FRERIE:

BRIYRERKM. FE, HWBHT I5F-RT, LREM 6 NHENUREERMES, HIMEIE—RE
B, BILFBENS ¥, REFBRMEFESE LY LE, SR PARMFESTHRERENFIENT, EERERE



“RFE. BIR/REBETANXRA, BHMENR. FAUZSIE NIRRT TR MIEZ T
AFER, BHEEINERE, HIRRT, KNET

[00:38:26] Mayur Kamat
English:

It was incredibly spot on in saying areas where | would do well, areas where | would struggle and need
help. So, that's one way to do it. It's super extreme. A little bit a year, two years ago, we had the [inaudible
00:38:40]. CZ is good friends with Ray Dalio. So, we had Ray Dalio come to our executive offsite, and he
walked us through how he and his company does strengths assessment. So he has a, that one is lot more
accessible. | think it costs like $50. You can go to, | think you search for Ray Dalio's strengths, there's a
website that you can go and... The way it works, slightly differently for executives because you do it, so
those are your components, tells you how good you think you are, and then it has your leadership team
vote you on certain different aspects. So, there's a two layer assessment, how good you think you are and
how good everybody else think you are.

AR ERIE:

EREERMIEE T RRME BTN, URBRSRILHATEENGER, FAUXR—MEE, BARKRIK.
RY—MERT, CZHiF « EFER (Ray Dalio) BIFAAR, FRAEITEAFIKEMEANINSERDR, k(]
BR T MBI AR ME#HITRBTE. BIAFEERZRE, ABRE 50 £, REJMUIE “Ray Dalio's
strengths” , B PMILEI L. ENEBEARANSERRBERRE: (REBW, BMEFTBESHESY,; AR
ROV AFREAERBLEE LM RETIRE. FIUXR—MWETE: MIANBEE ST, URFINANIGRES
%o

[00:39:19] Mayur Kamat
English:

And then, the overlap is where your true strengths are. And as a CEO, | can say, "Oh, Mayur is great at
design. Everybody else knows that Mayur is great at design. We should give design problems to Mayur."
Right? So, that's another way of kind of... So, there's a scientific way of doing this and it's gotten a lot
better since | read that book long time ago. Again, if you're truly, truly curious, it doesn't take that long
and now it's a lot more accessible. That's one way to do it. And it kind of separates in terms of execution,
in terms of structured thinking, innovation and design, creativity, stakeholder management, EQ. You get a
little bit of a more scientific picture on what your strengths are. But this is also a simpler way.

AR ERIE:

EEHEOMEBMEENMBEFE. fFA—1 CEO, FHAILAI: "M, MayurBKIZIT, HMAWREIAN
Mayur 8KiI&iT, BFNFMILZITAAIZLE Mayur,” HIB? FAUAXZS—MAN. MEXMRFHS AR
AURNEBE BB ET S, MRIFENGFE, XAFTIEAKEE, MEREREZERE. X2—MW7H
&, EEMITA. ERLR%E. SISk, Q&N MmEXEEE. BRFHEHITIFE. (RREE—
PRFIBNERZNE G, BELEEERNT R

[00:40:06] Mayur Kamat
English:

As a PM, you do pretty much a large portion. Everybody does the same few things, right? You think you're
designing the roadmap, you are coming up with what you think is the product strategy. There's a lot of



time around just managing engineers, making sure they do stuff. There's stakeholder management,
marketing, compliance, whatever. There's launch and just tracking data analytics. So, this part is true for
most PMs. Some jobs require more of one versus the other. And you just know when you do these things,
which ones one you're truly great at and you have a lot of fun doing, right? Maybe you just don't like Jira
and the ticket tracking and just following people on that, and that's the worst part of your job. Stay away
from more structured complex stakeholder management jobs. Or you find that, hey, you do really well at
that and somebody ask you, "Hey, what are the 15 things we're going to do next week to improve a

conversion?"
AR ERIE:

BN PM, R TIEASORESH . S TAZBEMA/LASE, MWIB? 1RiTEL&E (Roadmap), #ER~mik
B, HARENEEEIRIT, HBERMI]TE TEMZEXEEER. THEH. GAFF. EAAHNERK
ED. XNAZEH PMRREEE—HN. BETENETE—FH. SMHEXEEN, (REASNEPLR
REEEKEREREDRH, WIFRMIEITRK Jira, WREERTE., WREAEE, BRIALEPRIAKERNER
5, BMEEBRLERESELENL. ERAZEXECTENTE. REMLRUBCERHEMISEEF, BHF
ARR IR, TRARMNBMAERSZEERN 15 FEEHA? 7 B, REBEIREZ,

[00:41:06] Mayur Kamat
English:

That's where you kind of have a hard time, you just sit down, spend hours thinking about it, then maybe
that's not your strength. And so over time, you kind of build this self calibration on areas that you have
fun doing and areas where you don't have. And then, when you look at the next job, just try and gauge,
are they hiring me because | did really well at some of the stuff that | didn't love doing? And if that's what
they're hiring you for, probably you're not going to have a lot of fun or high acceleration if you go there.

FRZERIE:

NRIRLEBERG VNN EBENETLLE, BEIFMARIREGRT. MEENENERS, (REBIIEXTE
BROE, MEMLEURILIRRE, WEREE, SMIHT—HIEN, RETE—T: WERAEREENEE
REJZFAERNER/ LRALBE? MREXF, RETZEHUERZAL, BFAZBERENMEE,

[00:41:41] Lenny Rachitsky
English:

There's so much there. There's | think an important point that I'll add, and I'm curious if you agree. A lot
of new people or new people in their career, like, "Oh, | just want to think about strategy. I'm going to
think about the big picture. | don't want to just sit there and optimize the roadmap and be in Jira." But
it's actually, that's your job when you're just starting out. You need to earn the right to contribute to the
vision, to the strategy.

FRCERIR:

XEEEEERA, REHR—ITEENR, REEEMETER. RENZFAZNR: B, RRBVBEL
B, BEKRB. ATEBRYUEREMUREAERETE Jira,” BFELE, HSIRRGEDE, BRIMFNIIE R
FEEIRURRES SR RMEBLITICHIRF,

[00:42:04] Mayur Kamat



English:

There's one of the, and as a pre-conversation we talk about contrary and view, product strategy by
definition seems like a... This is going to be controversial. Not really... Those two words feel very at odds
with each other for me. A product, you have hypotheses and if you can test it, you don't need a strategy.
Right? If | say, "Hey, if | build this and | know this will add this much users and this time with this
conversion rate, this customer acquisition cost and this LTV," that's your hypothesis and you could test it
in the market very quickly. And if it works, you have your strategy. Keep doing more of it. Strategy is
always keep doing more of it or don't do it, right? That's all that is to strategy. The key part is just figuring
out which one goes in which bucket. And if you're really executing fast enough in a kind of structured,
experimentation-driven manner, your strategy becomes a largely solved problem. So, for most, and that's

a challenge.
R EE:

XFX—R, BMNEAGIPII-ERETHOMR. NEXLEH, “TmikiE” XWMIHERRNFE
e XA RRRIERIN. XM MANERAEEFE. XFm, MERIR, WRIFENLE, FRAH
GRBg. XIB? WNRFX: TR, MRFMWEXTINEE, RABEIEMIXAZHR, BUXRESZD, REAS
(CAC) @&, &5iME (LTV) BZLD,” XRMI2MBRIL, (RAIURREDD LR, MREFRT, R
BT HEE: BEMARN. SBLTEMZE "R N “FLEE , WIE? SBRNEHBEXMETIL. XEE
FHRBERWAZ 2B MER, MRIRELULEML. KRR ANAITEEBR, REVHBEERAEEL
ME—TNEEMRBRE. FrLl, WARZHMARR, XE— Bk,

[00:43:14] Mayur Kamat
English:

A lot of people think strategy is about looking at Porter's five forces, a lot of slides, we're looking at some
data and slicing it and saying, "We need to go here or there." All of it is largely in some sort of package
intuition. And the challenge with that is, usually you go with the loudest voice in the room. And if you're a
junior in your career, it's a very frustrating exercise because you think you know the strategy better. But
it's all it is. It's a sense of package intuition, and then the guy with the loudest, biggest title or the loudest
voice is going to go do it. It was very early in my career, Jonathan Rosenberg, he was the head of, he was
the CPO at Google.

FROCERIR:

RZENANGEMEBERISANERE, M—KEOITR, TI98IEARNR: “BRIBFEEXNEREIBE.”
XERABELHIZEM “BEINER" . XMHEZNREET, BERSIMENEURTI#EREIERER]
RBRR. NRMFAFRUVEER, XR—MEESANERNIERE, AAMKEECEIEMNE. BEELHREX
¥, eRE—MEEINEY, AEPBITMRERSHEIRANAZAR. EHRIRWEERH, Jonathan
Rosenberg @ARN=mMARA (HETEARL CPO),

[00:43:59] Mayur Kamat
English:

All the PMs reported to him. He was not called the CPO back then. And he had this one thing he would say
all the time that, "Come to me with data. If you come to me with ideas, we'll go with mine." Right? That
was the saying. You can come with any ideas, we're just going to do what | think, but unless you come
with strong sense of proof to override me. So again, strategy is a little bit overrated for product. For
market expansions, for investments, for licenses, compliance, there's several areas where it makes sense



and it's kind of useful. But for most product managers, your strategy should be, how fast can | go from

hypothesis to data, right? The faster you can go there, the easier your strategy gets.
R EIE:

HEFER PM BEtCik. ERR—/iE: “TEERERLI. NRMIAFTERIER, BEANTHMIZIHE
AT MWIE? MEBXARE. MAUBEERE, EFIHFEREIRNEERERT, SUIIIMIRIRIR.
FRABRGRIE, SBREFmMEE RS E T WTFHpy K. KA. ERFAE. aiF0, SEREAREX
BEERN. BXTAZSH~REERN, REVHMBENIZE: RMRIKEREBUIEREEREE ZR? MBS
R, REVEXBSHLELTE .

[00:44:48] Lenny Rachitsky
English:

That is certainly a hot take. So the idea here, I'm curious how you operationalize this with folks at N26. Is
it just like, "I don't need to see a whole strategy for the year. Just give me, here's the plan, here's what
we're going to test, here's our hypothesis?" Are you actually, what do you tell your PM team?

FRCERIR:

XBRETNEMHMR. HRFFIME N26 RNAEGRITE—RB. BEXEE: “BRAFTBRE2ENH
B%, RBAFITY, SFRFREBNRATA, RKEBHA? 7 REFLEBEARIRE PM HFARA?

[00:45:05] Mayur Kamat
English:

We use this tool. I'm going to give a shout-out to Statsig because they're awesome. Vijay used to run the
experimentation at Facebook and has this tool. There's several of those. But if you're running proper
experiments, | just look at the Statsig dashboards, right? And I'm looking at experiments, I'm looking at
what metrics they're moving, I'm looking at the P-value, I'm looking at how quickly can they get to
statistical significance. And I'm like, "Oh, this is working. Let's do more of these." Right? So, now there's
some areas where you can't do it, like in compliance, in legal aspects, in Europe, especially pricing. In US,
you can run pricing tests. In Europe, it's a little bit different. So, those areas, you would need to have a lot
more kind of deeper thinking, understanding of your cohorts. You're coming up with more structured
reason for why you should do it, but you can't really test and know within a couple of days or a couple of
weeks at max whether this was a good idea or not.

FROCERIR:

BIVER—1TIER, HELS Statsig 218, thii1iR%, Vijay LUFITE Facebook 3T+ &, MMEMT XN
TH, XMNTATERZ. MRIRESITEMNSER, RIAFES Statsig WUERE. HELL, FE(IRW
TSR, B P{E, BEMNZREIFFHFEEN. ARKZSY: M, XIMER, SHMREXD.” 4,
BLETHMEXAM, LGN, ZRLE, FHNLEREN. EXREMRATUBENE, FERHHIR
B FAABLIHIIREEERENEE, ERIRHNEE (Cohorts), IRHBLEMUNERIRANTAERXA
i, EAREEENLRIVARES N AEX SR MFER.

[00:46:10] Mayur Kamat

English:



Those, if there are either irreversible decisions or they're just extremely time-consuming to find out, then
do some pre-work. We look at largely, find a lot of companies that really look at data without looking at
cohorts that make completely bad decisions, right, because if you look at your dashboard as a mixture of
users over 10 years, 20 years, even six months, and they all behave differently. If you look at a cohort level
development of certain users, you generally end up making better decisions. But even over there, it's still
lot more, there's a lot of noise between the moment you start tracking it than moment you start making
decisions based on it. The world has changed in that meantime. By now, this was kind of a very foreign
concept when | brought this in. I'm like, oh, the conversions down now, even though the product's done
really well because Bitcoin has crashed, right?

AR ERIE:

WNFALEREFERLRR, HEFTBERKIEA BRIIEARER, BRFEM—LEHAIE. ZMNLKARSRFR
BHEMAEER, MMHBETZE2HRIRER. FANRMIE 10 F. 20 FEE 6 MARMNBRRE—E
&, VT ARTEFRAN. MRMMNEHEENREEAFNER, MEFESMEEIFIRE, ERMEN
e, MIRFIREERERARETIMURERZE, DAFERSZERS, RERELLET RN, HFITX MR
DEINTRE, EXRRME, IR, B, AERURTET, REFaSRY, ERERNIEHER
T, XIE?

[00:47:06] Mayur Kamat
English:

Nobody wants to go sign up for an Exchange account. So, if you just measure pre and post, you would
think that you have done something wrong in the product. If you measure it as an experiment, you would
know that, yeah, between the variant and control, it's still doing great, even though overall conversion is
down. So largely, the more you kind of, one of the first thing kind of doing when | take on a role, the
company already doesn't have an experimentation culture. That's largely why they hire me in the first
place, right?

FRCERIR:

BRAREARMEHEEIMZZFAIKS. PR, MRMRABMEE 2817 M “ZE" , RIUAFmE TR, B
MRIMBEFAN—INEHREGE, KM, LRAMMBAZE, FREARIHE, REBFEUERTRE
To FRLL, HEEF—TACHE, F—HFEERELBRERZTENXL, XRAEZE LHE2MITEMIKN
REA, x8?

[00:47:35] Mayur Kamat
English:

So, for now, the first thing is to say, how can we bring it in? First, the kind of right culture, the right
incentives and the right tools. And then, once it's set up, it gets a lot of fun. Get a lot of fun for the PMs
because you have democratized performance for the product managers. And the second thing, which |
tell my PMs now, which is truly kind of empowering if you think about it, the challenge with being a
product manager is everybody thinks they can do their job, right? You go to... The CFO might have an
idea, the head of kind of accounting has an idea. Anybody who uses the product thinks they have ideas,
right?

AR ERIE:

FrLL, BRIS—HEREZWMASIANXIX L, BB EMIIXK. ERFHTSIFMERNTR, —BRIL
X, mEZRFEEEE, X PMRELEER, AAMLFREENSGNERS "BREN 7. B2M4F, K



LESFRFH PMA], MRMRFARR, XELFEENE: B REERSETS T ABREFSECRETX
imo CFOFIREERUE, RITEEH ﬁﬁtx,i ARSI~ mRABRESE CERE, WIE?

[00:48:17] Mayur Kamat
English:

So, at some point in time, you're like, what is my discipline? What is my science? Nobody goes to the
accounting guy and says, "Hey, | have a great idea for how to cook our books." Nobody does that because
there's a science behind it. There's a science for financial forecasting. Even in technology, a lot of the
times people just don't go and say, "Hey, just dump this thing and let's use this code that the Al code
generator has used." Right? There's a little bit of science there.

FRCERIR:

FREL, BRMEREE HNTWMHERE? RPEBMFRIERAA? RASHEERIITHR: TR, HEMHEK
B ER.” RASEAM, AAREEELT RS, MSTNERFAKEE. BMEERATE, AMIEEHEFs
AR TR, BXABHT, BAERBAEE" RELE—REF.

[00:48:43] Mayur Kamat
English:

Whereas in product, you largely find that it's a combination of data and ideas and stuff, and anybody
thinks they can... The moment you build experimentation, you'll now make it scientific, right? Now,
somebody comes up with an idea, say, that's a bad idea. Here, this is why it's a bad idea, because we have
done this experiment six times and it has failed across this user groups at this exact level of impact
created. So, it kind of gives the PMs the kind of, hey, I'm not just a general purpose technician, I'm a
specialist now. And it's extremely empowering once we can, it takes a long time to move the team in that
direction. But once you get it there, the PMs just, it's a natural kind of dopamine hit every time you run an

experiment and see more metrics.
AR ERIE:

MEF @I, MIEXRERAREELZHRE. BENBEMAANES, SIABRESEST. BIfREIE
i%ﬂﬂ ML EZR/MET, WE, MRBARE—ERE, R “BEMER. XMENMTA

ERER, AARIMNEBLMI/VRERT, EXERAFBFHEANT, FENTHMMEXAZ.” X467 PM
—WFﬁ‘@ HABREZ—MBANEAR, RAER—TEH, —BHENEBEIX—x (RABENTR
BrAEFERRKEE), PMIMEREIFEENE, SHRET-ILEHEBEEESETN, BBE—FX
AN BRI .

[00:49:33] Lenny Rachitsky

English:

I'm a huge fan of experimentation. | think most guests on this podcast are on your side of the debate. |
feel like we could do a whole podcast episode on just how to create a culture of experimentation, how to

change culture. This episode is brought to you by Vanta, and | am very excited to have Christina
Cacioppo, CEO and co founder of Vanta joining me for this very short conversation.

AR ERIE:



KEXRNGINRERPE, FEXMMEENAZSHEETWEERX—10, BRERMNAIUE I IHM—EEE,
WIS, MNANEXL, AETEH Vanta 81, HRIEESHEIET Vanta BIBIE8AFE CEO
Christina Cacioppo MINXEZ B 2RI i,

[00:49:55] Christina Cacioppo

English:

Great to be here. Big fan of the podcast and the newsletter.
FEiE:

RErRIIXE, REBRFMNEENNELN L,

[00:49:57] Lenny Rachitsky
English:

Vanta is a longtime sponsor of the show, but for some of our newer listeners, what does Vanta do and
who is it for?

FRCERIR:
Vanta T BB KHEABENE, EXT—EmrAK, Vanta 2B AR, ERNERSSEY?

[00:50:05] Christina Cacioppo

English:

Sure. So we started Vanta in 2018, focused on founders, helping them start to build out their security
programs and get credit for all of that hard security work with compliance certifications like SOC 2 or ISO
27001. Today, we currently help over 9,000 companies, including some startup household names like

Atlassian, Ramp, and LangChain start and scale their security programs and ultimately build trust by
automating compliance, centralizing GRC, and accelerating security reviews.

FRCERIR:

¥, FRAIME 2018 FBIIL T Vanta, BFTFEIGAAN, EEMEMIFBERIIZ SR, Hidid SOC2 5 1S0 27001
FEMINE, Lt TFEHNRETERFINAR, NS, FHITEBIEE 9000 XAE), €13F Atlassian. Ramp
LangChain EHBZ¥ILIATE, BohH BHZ2ItR, KL BIEHNUEM. EHH GRC (RE. Xk55
) MmRLLEERBILET.

[00:50:35] Lenny Rachitsky
English:

That is awesome. | know from experience that these things take a lot of time and a lot of resources and
nobody wants to spend time doing this.

FRCERIR:
KIET . BMEEPIE, XEFEFECEAENRENFR, MERKABILHEEEX L.



[00:50:43] Christina Cacioppo
English:

That is very much our experience, but before the company. And to some extent during it, but the idea is
with automation with Al, with software, we are helping customers build trust with prospects and
customers in an efficient way. And our joke, we started this compliance company, so you don't have to.

FROCERIR:

XIERHMNNGES, TERERBMILZA, AXMEE L, MiIZEHEEMIL. ERMNNEZZFN BB
o ALRIERM, BEIEFPUSHNAASEBESZANIAEREILEE. RNEARKR: RITIDTERE
MR, X FMAABECSEREM T,

[00:50:59] Lenny Rachitsky
English:

We appreciate you for doing that and you have a special discount for listeners, they can get a thousand
dollars off Vanta at vanta.com/lenny. That's V-A-N-T-A .com/lenny for $1,000 off Vanta. Thanks for that,
Christina.

AR ERIE:

ROFRIIER Y — . RITAMAARIRME THBIME, 7 vanta.com/lenny AT LUK 1000 = ThYITI0, 515
1;]-\'; Christinao

[00:51:13] Christina Cacioppo
English:

Thank you.

FRCERE:

EIS

[00:51:14] Lenny Rachitsky
English:

| want to come back to the question of what N26 has done well to create and hire great PMs. So you've
spent a bunch of time on here's career advice that | often give and what has helps people most in their
career. Just to kind of close this thread, is there anything N26 did or is doing that either from the hiring
perspective or from training? | know you haven't been there from the beginning, just like as a business, as
a company that they've done really well that other companies may want to copy.

FRCERIR:

FHAAMEE N26 FEFFABIEMT PM S EMISHMTS. (RRIZARTRSBEIDZRELHAIRIVEN. AT
HERXMED, N26 THRBIIFIINGEEREFARINMBE? HAEMFRM—FTFEMERERN, BF—
Ak, tIIEMEMFEELE. BEREBQERMHIMS?

[00:51:44] Mayur Kamat



English:

Some of it is just the hiring philosophy. One of the advantages you get for being a big fish in a small pond
is you get to have your pick of the cream of the crop. So in Europe here where we don't have the same
level of unicorn or decacorn density you have in the Bay Area being one of the first ones or the few ones,
you do get a little bit of that branding working in your favor. So some portion of that is just the input. If
you're taking really smart people, very chance at N26 they will stay smart. Two is again, the level of
problems that they work on are harder. Just the print tech angle we mentioned and now with this whole
experimentation driven kind of change that we made in the last year or so, there's also a new kind of tool
kit that they get, especially if they're going for larger big growth company as the next step of the career.

AR ERIE:

Heh—EXNEREBER. Fh “NHBEENKRE” , B2 —RIRAIUBNERINRBAZA . RGN, i)
RELSXPHEZENRASHBRIRAZELRE], FARFEINEARZHNRZ—, mERNEENEIER,
FRA—EnRER “BN" | MRIREZHEREERENA, MI17E N26 RIFEBAIHRRER. =, il
ENEEEEES. RTRIMRINEREHRAE, MEENEEHTHRERDETE, MIIRET—E2
MRS, TERLMNRVEENT —PEEEANSHRIE KA,

[00:52:48] Mayur Kamat
English:

All the people companies | talk to, the amount of companies that are truly world-class at experimentation
is so low that if you work in one of these companies and you build this tool set, you can build a whole
career on this. You can go to any other company and say, "This is what I'm going to bring to the table."
Because there's no growth without, as | said, without compounding wins faster. Nothing compounds wins
faster than experiments and there's no company out in the world that says we don't want to grow. So that
is an incredible kind of brand that you can build alongside with it. Then the third piece is just the scale.
One of the other interesting aspects of banking is what I call a hundred percent product. It's actually more
than a hundred percent, they're more bank accounts than human beings because a lot of people have
more than one bank account.
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[00:53:38] Mayur Kamat
English:

So you never run out of target addressable market. It's as big as it can get, which means that there's no
upper bound on how much... Because at some point if you're, | don't know, building in kind of an Al code
generator, your market is capped that maybe developers or people want to be developers. Or you're
building, | don't know, AWS, it's a massive market, but it's still like all the company that need online
hosting. They look at banking everybody needs and the fact that it's oldest or the second oldest,
depending on how risky you are or not... Or profession known to man. It is a self-hedged product. When
things get tough on one side of our business, the interest rates, let's say, go high, spending goes down,



but we make money on deposits. When interest rates go down, spending increases, so we make more
your money on interchange, investments.
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[00:54:45] Mayur Kamat
English:

And that understanding that how do you build naturally hedged products is probably another kind of
reason why... It just influences how you make decisions and how do you kind of scale your core product
portfolio. Just one example, for about a year and a half ago, we were largely year bank with a card and we
were the first mobile bank and that was a big enough market. But in the last year or so, we have just
fleshed out that product portfolio. We have a big lending portfolio now. We launched savings last year. We
invested heavily in savings because the interest rates were high, was a super amazing tool to attract new

users by offering high interest rates.
R EIE:
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[00:55:28] Mayur Kamat
English:

But as the interest rates are going down now, which is investing heavily in lending because now you can
get loans for lower prices, which was super hard to get last year. So being able to build products that
complement the macro also gives you that kind of additional balancing act that you don't get in typical
single focus companies. So | think it's a combination of few of those things, being able to get great talent,
being able to train them now more so especially around experimentation and just see how we can build a
product portfolio that complements each other but also naturally hedges against each other, just gives
you a better, well-balanced way to operate.
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[00:56:13] Lenny Rachitsky

English:



| think this explains something really interesting. As you were talking, | realized that a lot of these
companies that produce the best PMs are to your point, non-US based, but incredibly successful in their
location. And so it draws in the most talented people in that region. So | know Intercom | think technically
is... So Intercom was number one on this list of companies that produce the best PMs. Intercom, Palantir,
Revolut, and then N26, Chime, Stripe, Dropbox were kind of at the top. And four of those essentially, or
three of those are non... Intercom | think was Ireland for a lot of their team is based in Ireland. Then
Revolut is the UK and then you guys. So it's interesting, that explains some really interesting insights of
just be the best, be the big fish in a small pond, draw in the best talent and then work on really hard
problems and be really successful. There you go. There's a formula.
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[00:57:03] Mayur Kamat

English:

Yes, yes. It's very simple when you put it that way.
R EE:
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[00:57:08] Lenny Rachitsky
English:

Oh, man. Okay. You interestingly have worked in a lot of different places. | want to spend a little time here.
So you've worked in Europe, you've worked in Asia, you worked in the US obviously. For someone that is
maybe thinking about moving out of the US or maybe moving to the US, what have you found are the big
trade-offs?
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[00:57:26] Mayur Kamat
English:

Yeah, so | would say early career you want to be in intensely talents dense areas for all the reasons that
we mentioned before. Finding the high growth companies, finding the networks that will make you
successful. For general tech, there's no better place than West coast of the US. Everybody doesn't have
the option, especially now with the immigration policies and so forth. | mean things were always hard.
They seem extremely harder now. So you may not have that option, but if you do have that option, I
would encourage everyone, there's no better place than West Coast to start your career. There's some
exceptions, like for crypto, | would say Dubai is very strong, very great, has a really high density there. But



again, it's a very industry specific. Bangalore, if you're Indian, has managed to recreate some of the magic
of Silicon Valley, not at the same scale, but getting better. If you're in finance, maybe there is London,
Singapore, and Asia has now at least not as much new innovation, but each of the big companies has a
presence there.
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[00:58:40] Mayur Kamat
English:

So at least secondary talent densities there, those would be our options if US is not available early in your
career. And in some ways it helps define you, right? If you work at Microsoft or Google or OpenAl or some
of these companies that become brands later, it's something you can take with you when going... The
second part of your question is if you decide to move, having that experience and that brand and that
kind of achievements there can help you find great opportunities elsewhere. | mean, I've been a little bit
privileged that some of these opportunities | found me like N26 here in Europe or Binance before in Asia
where | wasn't really in that super talent dense area in the first place. But luck's not a great strategy. So if
you're planning for it, | would say build your early career in the US. Honestly, when we moved to Thailand

2018, at that point, | didn't think | was making a great professional decision.
R EIE:
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[00:59:51] Mayur Kamat
English:

We were just struggling in the US with both me and my wife working. Both our kids in Seattle were tiny.
My daughter had asthma at that time and she was just constantly sick. And it was a struggle for us to kind
of manage both work and life. And when | talked to Agoda, | had never heard of the company and the only
reason | ended up taking the job was like, hey, Bangkok's a hot place. My daughter might not have
asthma there and we might have some help in the house. So we could probably balance some of the
things that are really not adding value to our life right now. And that was the hypothesis there that | can
do a lot more on work because | was literally not able to focus as much on it, everything else that was
happening. And as | said, everything on an experimentation that we just hit a home run on all the
hypothesis. My daughter, the heat cured her asthma.



AR ERIE:

HRBFMEFHMEXRELRF, FEFS BNEARBNRDEZFERD. FL) L SEERE, 28ER, X
AR, FHETENEEIEZEE. HF5 Agoda iKkiY, HMRIARIXRAT], RELXIEZTXN TIERMH
—RAEZ: 'R, SR/ TEMEMSG, R ER/LAEMRASERT, MARINRETERESEEF XHFR
M FE— LB A EREMNMENER. SNNRILE, RATBESKEARNEILIER, BN
ZHRENTEZETE . EWMIFR, —tIEREE, MENMNEMERIRLESITE T 2247, F) LAREE
ARG T tEIRE IR,

[01:00:52] Mayur Kamat
English:

Just having a support structure allowed us just as a family to spend a lot more time with each other and
allowed me a lot more time to work and be on my career when I'm not doing dishes and not doing
laundry and not throwing out the trash and not mowing the lawn. There's just so much hours that show
up in the day that you could be doing things that you're great at and add to your career. And then Agoda
just turned out to be almost like a bootcamp for understanding how an experimentation based product
culture might work. Because before that | worked at Google, | worked at startups. My claim to fame was
building big stuff and Agoda just taught me a lot of the growth comes with incredibly small things done
faster. So it's part of Booking Holdings. So if you heard of Booking.com, it's a $170 billion company. And
what's interesting is that 10 years ago it was a $10 billion company which sold flights, hotels, and cars. 10
years later it still sells flights, hotels, and cars, it's a $ 170 billion company.
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[01:02:01] Lenny Rachitsky
English:
Oh, wow.

AR ERIE:

[01:02:02] Mayur Kamat
English:

It's an incredible growth story. And that tells you you really don't need from a strategy perspective to do
something completely different if you can truly compound your growth by optimizing every single thing
really, really well. So there are the pros that come with, as | said, when you move, most of the time you're
building products that are global, especially if you're based in the US. Very few times you're building



product that just work in the US. Now, that's not true for a lot of the countries. Like in India, a lot of
products are only designed for Indian market, a lot of products in China only designed for Chinese
market, but from the US you're designing product for the world and a lot of the times you don't
experience the same constraints or you don't empathize with the user at the same level because you just
haven't lived that user's life.
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[01:02:57] Mayur Kamat
English:

So in terms of just being able to calibrate yourself on what a global product might look like, being able to
live in different places and understanding some of these constraints first hand, definitely a pro. As | said,
especially if you have built that early reputation, you get to work at some of the best companies when you
go abroad. And so there's a hit to compensation, at least initially for sure. Nobody pays anywhere close,
especially here in Europe. But as | said before, don't optimize for compensation early in your career or
even middle part of your career. So if you follow that advice, it'll not matter because you will have kind of
something unique to offer. Even if you come back to the US later having worked in different... Having
understanding, especially if you're in FinTech where the actual laws are different in different countries
and that one you truly do not appreciate working in the US. Even at Google and stuff, when we would
launch products, | would be like, oh, the lawyers, they're just making life difficult.
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[01:04:07] Mayur Kamat
English:

But the many of now have a true appreciation of how different the world truly is. It just makes you a
better stakeholder when you talk to the legal team, when you talk to compliance team, when you talk to
marketing. So | think those are all the pros. The compensation could be the con. The other big con is that
today, if you're in Silicon Valley, | spent 15 years in Seattle, | worked at four companies, | could change
jobs and stay in Seattle because there's enough companies there. You're not going to run a ceiling at
some point, in Bay Area, there's no ceiling, right? You can keep growing. The challenge now is that if 'm in
Bangkok and I'm working at Agoda, at some point | need to find a new job or because let's say I'm at the
CPO level, | want to be CEO now. Agoda already has a CEO, so | need to find, be a CEO somewhere else.



Guess what? That company is not going to be in Bangkok. Now I have to move and move my whole family
to Singapore, which | did. Then you hit somewhere over there or then you hit another ceiling, now you
need to move back or go somewhere else with Thailand, which | did. And then you're like, oh, maybe
there's a great opportunity in Europe which would give you a whole different scale. Then you need to
move to Spain, which | did. So at some point your family's like, what's happening? It turned out to be
what turned out to be one step to go from A to B is now just a every year journey.
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[01:05:34] Mayur Kamat
English:

So that's something to calibrate, especially later in your career that it's extremely hard if you like the job
and don't like the location or vice versa, 'cause they usually come as a package deal now. We see this in
Bangkok now where there's not that many great tech companies, and if you're at Agoda and you're doing
really well, but it's just one company, you just don't have options. And especially if you love Bangkok,
which is a great city, probably my vote for the best place to live in the world, that's a struggle. You love the
city, but if you need to move your career ahead, you need to go somewhere else.
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[01:06:16] Lenny Rachitsky
English:

So interesting. | feel like Thailand is very popular right now with White Lotus. | think White Lotus had the
most views of any show or some crazy... It was very popular. | feel like there's a lot of tourism coming to
Thailand more than they've had.
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[01:06:31] Mayur Kamat



[01:06:32] Lenny Rachitsky
English:

Yeah. | want to come back to one piece of advice that we were chatting about before we started recording
that | think might be helpful to people, which is, and this is kind in a different direction, but | want to
make sure we touch on it, is Shreyas Doshi's point about leverage. | know this is something that you think
a lot about. He has this really good advice and we'll point to the episode if people want to dig deeper
around finding the highest leverage opportunities for you to work on as a PM. Can you just share that

advice for folks that haven't heard this before?
AR ERIE:
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[01:07:00] Mayur Kamat
English:

This is true for no matter what level of career you are in, but you have a finite amount of time and largely
you have more problems than you have time to solve them. The question is which ones you work on. And
this becomes even harder, let's say you're a CPO now because all of them are important, otherwise they
will not come to you in the first place. The question is, which one do you work on? And the principle is
simple. You work on problems that have a 10X positive or a negative impact. | mean the number can be
10, 5, 300, depending on finance it would be a hundred, some companies might be three. And in most
FinTech companies one of two problems, it's a growth problem or a compliance problem because both of
them can have a negative or positive 10X impact and that's what you focus on. That's what you spend
bulk of your time. What was interesting for me, my first executive roles, that was Google, | was a product
manager.
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[01:08:01] Mayur Kamat

English:



| joined what was White Pages back then as a VP of product. | was my first kind of... And White Pages, Alex
Allgood, Seattle, founding legend, three companies, all unicorns now. Incredible, very good personal
friend and mentor. What was truly interesting when | joined it, they're like, "Okay, this is your desk, this is
the product area. So we had two offices, this is when everybody worked in office five days a week." And
I'm like, "Okay, where does Alex sit?" And he's like, "Oh, he's sitting with accounting." And I'm like, | didn't
think about it because | thought his office is near accounting. Then | find out he doesn't have office, he
has a floating desk. So all the other desks were fixed, but he had a movable desk and he would move his
desk to one of the departments, which | think had the highest leverage opportunity. And he would sit
there at that desk when that department till that either problem was solved or the opportunity was
realized, and then he would literally move his desk and then go to product or tech or finance.
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[01:09:08] Mayur Kamat
English:

And that was his way of... You could literally visualize him working on the highest leverage problem by his
desk moving. And then that combines that with what we talked before about details and a little bit, | think
I didn't mention it about the humility that you need to have to be working in the detail. A lot of the times,
especially later in your career, you're like, hey, this is beyond me. This is below me. Why do | need to do
that? | have so many PMs or data analysts or somebody should do it. Why would | do it? And that was kind
of again, just a quick story there. | remember we were trying to figure out our growth channels and we
found out that, hey, we are kind of really tapping out on paid, on social, on referrals, but SEO was
something we just hadn't worked on for a while. We're building a caller ID app and what we wanted to do
was when somebody types a phone number in Google, we want to be the first link to say, hey, is this a
spam call or not?
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[01:10:10] Mayur Kamat
English:

Or whose number it is. And if we could then we could get them to download our app. That was the
hypothesis. So | present at the executive team meeting to Alex, like, "Hey, | have a team. | want to hire a
product manager focused purely on SEO and because | think that's one of our highest leverage areas right



now." And Alex is like, "Hey, the whole White Pages, | built based on SEO. People who type people's name
and the first thing used to be a White Pages link. I'm one of the best people in the world to work on SEO."
I'm like, "Yeah. So?" He's like, "Let me run this product." I'm like, "Okay, what do you mean?" He's like,
"No, no, | will be the product manager for this for however long you need it." I'm like, "How's [inaudible
01:10:54]?"
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[01:10:54] Mayur Kamat
English:

"They don't worry about it. Just tell me about the engineers." So again, he moved his desk to where that
product team sat, and for the next three months he was the product manager on that scrum. So he would
come to my product team meetings, give us update on what's happening with the SEO scrum, and then
an hour later | would be in the leadership meeting giving my update to him, and truly he was operating it
saying, this is high leverage area for the company, high leverage for my yards. It should be high leverage
for me. I'm the best person to do it. I'm going to be in the details and do it. CZ, same at Binance, there
were a lot of products that he would just sit on himself. There were very few people at Binance who would
say no to CZ, but one of my lead PMs who worked on the products that CZ worked on, he would tell them

no all the time.
RSz ERIE:

BUHBCHRD, HIFRIRRIMER) Le1T.” T2, tRERFLE TR ~mBEAS L. EETFRN=1A

2, mMEB T EENA (Scrum) WFREE, MERSMBEH~REANRSI, IR SEO /NARYH
B; —/h\ifE, ReEASEIWN LEMWCHRZIIE, HELMERT: XRATNSIIATAE, B2
Mayur B9SATAT R, ARE BN IZRHRISIITIEH. RRFEGMXHENIA, HRIRANATIETHE. CZ
EMRBE—, AREFRUEFEEIE, EHRROVBAMM CZH K" , BRFTFH—TERE PM AR
CZ¥B258m, tEEN CZH “K .

[01:11:41] Mayur Kamat
English:

They would just baffle all the other executives, how is he saying no to CZ and none of us are doing it? Hey,
that was his product area that CZ was working on, and there was that mutual respect there that, hey, we
know this thing and he is going to say no to me because probably not a good idea. So that humility and
attention to detail is required to work on the high leverage problems. A lot of the high leverage problems
are not, as | said, not strategy decisions. They're not language markets to go after and stuff. A lot of them
are like, why is this thing not working as well as it needs to be? And a lot of time the devil is in the details
and you need to be over there. | think combining that, knowing what is high leverage or not, and two,
both having the humility and the patience to be able to go dig deeper and solve that.

FROCENIR:



XitEEEREER: MEAKXY CZiH “K , MIENEBAE? R, BRMH~mIR, CZRARESS,
BEE—MBEEE: HVEXTARA, MUNHELZRAANXFTERZNFER. I, LESITIHREAFTE
RN ATRE. RESITATRE, EWNHKFR, FAEHRERE, FREBEFEMPTESHHZENK
F, REHER: ATARNRERAIFHIMNR? REMRERMEAT R, MEBFEEBE. HiAN
BEERR —BHENARSBIN, ZEEFRINMOERNZRABRE,

[01:12:34] Mayur Kamat
English:

Some of them are quick ones. Like if I'm looking today at, let's say how many of our signed up users
convert into a long-term monthly daily active user, that could be something | focus on for a month.
Because we're running a lot of experiments on early onboarding screens, early rewards, early incentives,
early loyalty program, and at some point it might be like, oh, the team's got it. I've given all my... What |
could do there. It's functioning. We have great PMs. | trust their execution on this. Let me just go focus on
some of the compliance challenges that we have or fraud issues that we have in France.

FRZERIE:

BLEEUMRD. WNMRESREEZ EMAR RN T KENAZHNBEERF, XAEEXR—TAXE
WER. RARNMNEFHMONRRES. K. k. BWEITY EMTRSLE. BRENMEE, JEIES:
M, FAABEEET, HELTIB T M. CUESRRY, RINEMNFHPM, KEEMIIBVRIT. BHK
MEX BN EEE IR —LEE M TERVERH,

[01:13:13] Mayur Kamat
English:

Those kind of being able to kind of... The only way that works for me is | keep a very three calendar
because you cannot do this without that. If you have hundreds of meetings, hundreds of one-on-ones
daily standards, a lot of recurring meetings, you just can't find time to go work on high leverage
problems. So that would be my kind of other stuff is you should have plenty of open spaces on your
calendar. A full calendar is a badge of shame, not a badge of honor.

FROCENIR:

XA REIRBVBEST WERRE—RBHNFZ2RF - EBETHOARER, BARKEXMIMIAREL W0
RMEERBLTHEN. BHH—N—. SRBESNEMESUIN, RIRAERFEIE B XM IESATFF R,
FRUABRHE— 1T ENE: MNERERELNZERENTH. BERFARIEFNNE, MABRENNE,

[01:13:47] Lenny Rachitsky
English:

These are awesome stories. Just the metaphor of the moving desk is so good. That's the epitome of a...
Like what you're describing is what people now call founder mode, where the founder just goes in the
details working on the problem. Brian Chesky actually did this at Airbnb while | was there. He took on a
new product and was like mini CEO, essentially. | don't know if he'd called himself the product manager
'cause | don't think he loved product managers. He kind of famously got rid of product managers, which
he didn't actually... But yeah, he did that very much and he sat with the team, kind of created a whole
space for the team that he was in. These are awesome stories and really good example of a founder using
their power to unblock and finding the highest leverage opportunities.



FRZERIE:

XEHERET, “BHHAR NHERIEBLR. XME - RAAERNERIMEANIPMRE “BlB AR

(Founder Mode) , BIEItEAFBRNATERRI, FKIE Airbnb B, Brian Chesky thiXAffid, MIZEFT
— @, ARLRMEN KR CEO” . BAMEMELREMTREE, AABRKEUHREASR™R
£18, tEBE “BUHFREE” mEe (BAMERR EHSXAM) - BER, tHAIRN—L, FEAY
F—i, AMFRENELIET — 1M EEBNTE, XEHREFEEEFR, BRIBAFRANAREREHINES
MMM =BIRIFFIFo

[01:14:29] Lenny Rachitsky
English:

To kind of start to close off our conversation, I'm going to take you to a couple recurring themes on this
podcast, recurring segments on this podcast. First, we're going to visit Al Corner and in Al Corner | ask,
what's a way that you have found to use Al in Al tool, a bunch of Al tools in your work to work more
efficiently to work to create better quality work?

FROCENIR:

FEERBANIIEZA, FEFMEANTBEN/LIEET T, BER AA% , EXERER: MRIAT
MPEETE TRRGEA Al 8L AIl TRENGZE, RRESVUXRNEISESHENTIE?

[01:14:55] Mayur Kamat
English:

I still haven't found a game changer for me personally. Something that | use right now and I'm a little bit
not sure that am | not doing something right, what the other people are, or I'm a little bit too jaded for it.

FRCERIR:

MEDTAMS, FREKRKRAARYRIZFRANNARTE, RMEAN—ERA, HELKFIHESRBEF
X, RRAINABEHNGE, HERRNEERERES T

[01:15:10] Mayur Kamat
English:

So we have Gemini across the work. So for meeting notes and stuff, works great, especially for folks who
don't make it. We use a tool called Writer for our copywriting and UX teams, especially because we are
operating in Europe across several languages. So being able to generate that very quickly, especially for
illustrations and in-app messages and stuff that's been a, several tools now. But Writer just has, the
copywriting market is really well done over there.

FROCENIR:

HNELERER Geminic WTFRIWIERZENARAE, EMRRY, LEHENRLERESIOIA. HINHIXE
M UXERAER—T Writer I TR, H3REAKNEMNESMIESIZE. EBIFBREMEMNE, L
HERBERPNNARNERS, HERRSZIA, (B Writer EXEDIZMFIFE T

[01:15:43] Mayur Kamat



English:

If you ask me across N26. But even when we did this at Binance or at Agoda, there are three areas where
Al is complete game changer. One is on coding. Again, you can use whatever latest tool for prototyping or
not most value, especially for the companies | have worked at, which are fairly large companies, very
large code bases. Having some sort of co-pilot that's integrated with your repositories. Rough data,
maybe somewhere between 18 to 25% productivity boost for a developer, which is fairly massive, right?

FRCERIR:

SNSRARIE)FE N26 B9IER, BERMERETRE Agoda B, Al E=PNIUHEARBMNLEE, F—=EHFHi2. R
AUEREASHNREIRITTIA, ERENEN (CERNTFRIFEINBERERANBENRE Q)
BS5BEEEMIIRET Copilot. HBIIERE, CRENFLRETFK 18% B 25% WE~RFA, XEZHIR
A, XHE?

[01:16:09] Mayur Kamat
English:

So that's one category, game changer. Customer support, game changer. Whether we should do it at scale
or not, that's a different kind of more ethical/human question to ask there. But for solving the bottom 70
percentile problems, "Why is my card declined? Why is there a hold on my account? What happened to
the replacement card | shipped? Why is it not arrived?" Basic questions, Al automating now almost 60,
70% of that. Customers getting that real feedback. Game changer.

AR ERIE:

FRUBRZE—K, MUATE, F_REFAXS, HEANNREE, ETHRINEZENZAMERHET, BES—
NIRCEMAXBIR, EXFHRIBEE 70% BRI, il “AHTAaZBRRIET? 7 “AHARKBKA
WHRET? 7 “HADBREI)LT? 7 XLEEEGRE, Al ITEaEENLAIE 60% 2 70%., FFREFEIKN KX
%, XERMNREE.,

[01:16:58] Mayur Kamat
English:

And the last one is just on fraud and being able to just understand patterns better on real customers
versus not. At Binance, we had this product where users could exchange crypto with each other. | could
pay you Bitcoin and get Thai bath in return, huge amount of fraud. And they're using Al just to understand
language patterns of fraudsters versus not fraudsters. Massive. So again, as a company level, there is an
incredible set of advancements across these three areas: developer productivity, customer support, and
fraud.

AR ERIE:

RE—RERRF, EBEEIFMERALTFSFELTPIER. %, HIIE—TAFAUEEIRM
BEMBTm. BAILUTAIREES ™, MRENR, XEPAEXRENEF. WITFIA A KIRZERE SIFVERE
MESRI. FEEM. FMUBFXER, ERRER, X=TJARFERANEDY: FRELEF. BRI
M HERIF,

[01:17:58] Mayur Kamat

English:



But for me personally, I'm like, what would | use that suddenly makes me a better CPO? I'm still struggling
a little bit over there, but | don't think we need something at that level because largely what still remains
the domain of humans is decision making and taking the brunt of the impact of what decisions you make
because | would love to blame Al for some of my bad decisions. That's not why [inaudible 01:18:10].

FRCERIR:

EXHEIAMS, HEE: REATLARRAILRBEA—NEFHN CPO? FXENIEIL. BRFAARKIE
ERNMEFNTE, RARRURFBREFTENER, ERATEELMARALNGIN, 2AKREE—L
HEARBORFEIIL T Al, BIRFZ[EE].

[01:18:10] Lenny Rachitsky

English:

You can still do that. You can still do that even if it's not.
FRCERIE:

{REZ R AR AR, BMfERZERIHE,

[01:18:13] Mayur Kamat
English:

Yes, yes. But again, hopeful to, generally not a big fan of ... The thing I call a little bit jaded. You have tools
now that you write few things and they make a long essay for it. And then you have tools that compress
long essays into few words. You could have just said few words in the first place and save the whole round
trip. It's like a reverse zip. | remember when we had zip and it was a game changer, but there was a big file
you needed to send over a slow network, so you compressed it and sent it and then expanded it. We're
doing the reverse now. We have a small thing, we make it big and then send it over and somebody's
making it small. But on these three areas, if you're at all skilled companies, if you don't have a great tool
for developing productivity, you're not looking at essential basic LLM bots for deflecting customer service
and you're not looking at patterns on user transactions or user communications or detect fraud, that's

the first area | would focus on.
RSz ERIE:

20, 2. BREREEFE, SHRE, HAKER - HMMZAER “BEXEKS HKRA. (RREE—
ETH, RELNF, ERRER—RKXE; ARMXEIAEBKXEERER/LNF. RARATUEZRIP
NANFH, EXTENMEERDE,. XMER “RAEE" . KISFURE Zip EEEHEEHEN, RAMRE
BB EEMLELIEANM, FIUMRESE, Ri&, AREE. ZNAEEMERNSE: HME—DNREZ
R, REIE, ARFIABREZ /N BER=NNE—URFRB—RERAINQE, IRMRELERATL
EFEANGETIER, RAEEREME LM IR ARSI REFPRS, REBI DA X5 BRI
F, BEREEFXEBTE.

[01:19:14] Lenny Rachitsky
English:

Okay, I'm going to take us to another recurring segment on the podcast. It's called Fail Corner. And the
idea here is folks like you come on this podcast, there's all these wins, killing it, CPO, this and that, and
just moving into Thailand, it worked out incredibly, what a win all the time. In reality, that's not how



things go. So the question to you here is just what's the story of a failure in your career when things didn't
go well and it was a big deal for you, and then what you learned from that experience, how that actually
impacted you?

AR ERIE:

78, BHEMENBZFNS—MEERT, W “KMAE" . XTHTNHERE, GIMXFENARIREE, 7
EREZMA: L CPO. REREARREM, SR2EM. BILHIFMILL. FRIAFRRREMR: (RERLETEFE
FARMEERE? SEHBARIR, MRFTHER, MMFFETHA, EXENARIEIRE?

[01:19:44] Mayur Kamat
English:

Yeah, so from the product side, my probably most spectacular failure was | was the first PM on Hangouts.
And if you ask Nikhil, he'll probably say he was my boss then. It was an effort the size I've never seen
before or after in my career. We had thousands of people working for me. We had entire power of Google.
We had Larry literally sitting with us saying we can do anything we want Chrome to do. And we still didn't
manage to build a great messaging product.

FROCENIR:

0, NFERAEXRE, ERIEENRKABZRKIBME Hangouts BIE—E PM, S1RRIE) Nikhil, fRIEER
fthH S BIHAIER. BE—PHRIRVEEPFIFARINAITE, HELRTERT, SRSRN2HHE. HE
- B ERFALERNZA, RN AL Chrome MIERIEATEMIIE. BRNKETRKETEH M
AHIBENBS @I dho

[01:20:18] Mayur Kamat
English:

So when | look at pure product-sense, product decision-making was, there's several reasons now I'd had
luxury of 15 years to analyze that on solving for the wrong audience, solving for the wrong DNA of the
company. | have this premise that certain companies can never succeed at certain type of products like
Microsoft with mobile or Google with social or Facebook with enterprise, it is just the DNA of the founder
actively acts against you succeeding there.

RS ERIE:

B LY 3 [B] P4 B 7 S BN 7= SRS B, MERE 15 EMNEIESHER: 53 7RISR, RERGT
NEEIRNERE, BE— M HRRIE: FEATUKELAEFERRA M 2 EEVERTN, btz shin.
AT, BBMEWIRS. BIia ANERS EEIBEBRIEX L TISES M I,

[01:20:54] Mayur Kamat
English:

| would've said Google with enterprise as well. But then Sundar came and Larry was no longer the CEO
and that's when the enterprise took off. They literally had to change the CEO to win in certain segments,
but more, and then again, | worked in Agoda during COVID, so travel company during COVID, Binance
during its probably most tumultuous area of compliance and government scrutiny. There's a lot of
missteps there around externalities. | think one of the main kind of learnings from that is just don't take



on projects that are going to be six months, a year, because you just generally don't have control over the

macro.
RS ERIE:

BUAIE SR A RMAFEWRS. B/EkK Sundar LT, FIEREIEME CEO, BREWARSAEIER .
b 1SSFr LS MEHR CEO 7 REER LMD HIHIRM. Ish, HRIEBIBHAIEE Agoda TF (FEHAEBIRIEL
8), EMRERNZNEMNBAEERBIE. ERNIIMERLEERSRKIR. HEMPRIN—EEHK
@ FERFREFRKEFFH—FNIE, RAREETEEHRWIFR,

[01:21:46] Mayur Kamat
English:

Things just move way more faster. And that's probably cemented my kind of now product philosophy of
just doing small things very quickly, spending most of the times doing that. You still launch big products,
but even over there we try and get early signals as soon as possible. But because in Agoda, like one of the
big projects we launched was we wanted to control the payments infrastructure for all the hotels and we
thought if we had that device in the hotel's desk, so not only for bookings made online, but for everything
that happens at the hotel, if we control that infrastructure, not only would we make money, but we had a
touch point with the users that went beyond booking the travel.

AR ERIE:

FRTBUFRNRT . XATERETHRRENTmEF: IFEREMMBUNE, HBAREBIIERELE. RIHA
IRMATm, BEMERRRE, RIMTEZHRIRRSERES. £ Agoda, FAIBEIHI—NAINE ZRIZHIFR
BEENAEMIZRE. 1A, MRBNEEERSRERNIRE, FNEATELI], MEANTEE
REN—URF, MRFAHZH T NEAIZHE, FIFXERS, EEETITZINSAPEIMR,

[01:22:29] Mayur Kamat
English:

Travel as you know, is not a high frequency activity. You book once, then you book six months later and
most of the time people would not come to Agoda, they would just go to Google and go to some other
website. So we wanted that touch point that stayed with them and thought payments would be a great
avenue to do that because that's something you do every day. And again, we did it in the Agoda style.

FRCERIR:
SNPRFRAL, AR EIUER. RIUT—R, N TABRBMIT, MAARZKREERANAZERER Agoda, ]

SEARFANBIMILE, FIURMNEE— B EMIINRS, FIANZAR—MREFNER, EABZEMEX
MMHE. FRE, A28 Agoda KSR,

[01:22:51] Mayur Kamat
English:

So we did an experiment. We started very small and literally went to the mall and bought these $50
Android devices where we ran our software that people could just scan the credit card by a camera and
charge it. It was incredible. We had thousands of hotels use it. And then COVID hits and then there's
literally nobody going to hotels anymore. But it took us like six, nine months because of the licenses, and
so to launch it. And in hindsight probably, | mean you couldn't have thought about COVID with that sense,



but still the amount of time it took to launch the product was something we could have done better. So
learnings for most of it is don't take too long to launch, don't take too long to validate your hypothesis.

AR ERIE:

AT =P KRB FHMNMWNEETF, ENEFHET AL 50 RaRERE, BITHRMNBERG, LANAX
BERGEABERRHIIM. XX&FT, BRTHEEERER. ARBEERAT, FEARXLERABEEE
7o BRNERERRA, HNETRENNBA %R FRER, BAMTEMHEZR, BB~ mEs
HYRS Bl SRR I A A LUMS EGF 8IS . FRURBREIZ : FEEXKNEL, FEEXNKEIER
AIRIZo

[01:23:40] Lenny Rachitsky
English:

The Hangout story is amazing. It's like a classic product. People now make fun of just Google, why can't
you get this right? And it's been changed. Names have changed a hundred times. Interestingly, Meet
ended up being really good, Google Meet.

FRCERIR:

Hangouts IERIEK. ER—1MEHM R, NEMIEEZEARFAE: ATAMITRERFRERXN? BFK
T—ERX, BBKZE, Google Meet REMIBIEEF,

[01:23:52] Mayur Kamat

English:

That's the last thing | did when | left Google.
FRCEIE:

PBERBAARAHOERE—H4S.

[01:23:54] Lenny Rachitsky
English:
Oh, Okay.
FRscERE:
MR, $¥ngE,

[01:23:57] Mayur Kamat
English:

After we built the Hangouts, they're like, "Okay, this is not going anywhere. We are going to start this new
product called Allo." Which also didn't work.

FRZERIE:

RN DEST Hangouts 2 /&, ff1it: “FIE, XIE)L&aNE, HNEBE—1M Allo BU#i™m.” AR B
o



[01:24:05] Lenny Rachitsky
English:

One of the many names.

R EE:

REBFHE—

[01:24:08] Mayur Kamat
English:

But then I said, you know what? We should still, because | used to work for Android Enterprise team
before, I'm like, what if we just made it an enterprise product? Let me at least write the spec for it on, hey,
what would we do differently for, | still called it Hangouts by Enterprise. They rebranded it later. But that
was my salvaging moment for, but from the sense, | mean the Hangouts team invented WebRTC. Now
every single communication in the world happens on WebRTC. So if you think from the cultural and
technological impact that the Hangouts team had is insane. Like this tool we are using every single
meeting product, every single WhatsApp, voice calling, video calling, every Zoom, everything runs on
WebRTC. From a technology side, | think that was a pretty massive win that the team came up with that.

AR ERIE:

BEXHR, RAER? HBTERNZ - AAZUNTEREELHANTED, H8: ORFAHECHEMBE
FmlE? tREDNESHMRIREBES (Spec), EFEHNEURNSHMBLEARANZ X, HIAREUE
“Hangouts IVAR” , ERMNIAET. BEHE KBRS . EMEMEN LR, Hangouts FIARFAT
WebRTC, IR E/LFFAEREIEENEETF WebRTC, WMRIRAEAE Hangouts FIPAF= £ B FAR R
M, BERIER. MEENREANZXIIER, 8— P3N m, 8—1 WhatsApp EZ&EE. MIEE, &
— Zoom, 2#RITITTE WebRTC £Eo MEARBEE, HIANBPASEMALXNE—TNERBIMF,

[01:25:04] Lenny Rachitsky

English:

That's the power of having Chrome having a browser, also, just introducing technologies.
R EiE:

XFEHE Chrome F5E28H 5 | NFARRIEL o

[01:25:09] Mayur Kamat
English:

Yeah. Yes, absolutely.

R EE:

EH, B3R,

[01:25:12] Lenny Rachitsky

English:



Final question before we get to a very exciting lightning round, is there anything else that you want to
leave listeners with or maybe a point you want to double down on just to kind of leave a little last little
nugget before we get to the lightning round?

AR ERIE:

EENFELAMBHNERIRZE, KE—TMRE: REBTABRRBLINRIIG? HER +AREBEREFR
M, (ERNBEERNRE— 1 RE?

[01:25:24] Mayur Kamat
English:

| mean, just summarize, it depends on the audience. A lot of the folks who probably listen to it or coming
it from a perspective of like, "Hey, how does this help me be better at my job tomorrow than | was
today?" And for them | would say, again, if you're truly working in areas where you think you're
optimizing your strengths and having fun, just keep doing it and just keep that as your kind of north star,
as you look at new pieces. When you talk to new companies, try and evaluate the overlap of superpowers.
What is your superpower? What is the company's superpower? Will they feed each other?

FROCENIR:

HRELE—T, XEURTRR. REMRTEBMXTMAELL: TR, XUMFAELHARNITMSLESX
Bir? 7 WTFMI), HEBRR: ORMENERLEERRUMRABFLFBRERANTRLIE, BPREHFHFT
=, ABEEAMIARE. SIRSHATRRIKE, HETE BN NESE. REBRERAIRHA? A7
BUBRENZA? EflseERE#HE?

[01:26:01] Mayur Kamat
English:

If you get a very strong resonance there, | think that would be a great career step irrespective of whether
it's in Bangkok or Spain or however the compensation is going to be, because truly you'll find that you
grow much faster because it's a kind of self-fulfilling prophecy at that point. But just keep looking for
overlapping superpowers all the time and not just in professional life, even the concepts beyond maybe
even for relationships and stuff like folks who are extremely complementing strengths and whose
superpowers feed each other make for great life partners. So there's maybe that analogy can be extended
beyond your career.

FROCENIR:

NRIREAERRZ R TIRZUBVHNS, HWUNBRER—MHEANRLTRE, TERESBEEAMET, TieHH
nfl. RAMSATMECHKFER, AR—HEEM T —HERLUANTE. BE—EINESHIEES, £
R2AERULEZES, EEFARXZREZNN: BEABEHH. BEDEBERENAZHABABHE. Fr
PO L 1 B LAREER B BR AL A 22 S

[01:26:51] Lenny Rachitsky
English:

Wow, that's a powerful point right there. Well, what a cool way to end that. Well, with that Mayur, we've
reached our very exciting lightning round. I've got five questions for you. Are you ready?

FROCENIR:



IE, XER—MEHNNR, SABNERE. B4 Mayur, BITENTIEESAXKENRNER, KEEER
ZalfR, HEREFTIE?

[01:27:01] Mayur Kamat
English:

Yeah, let's do it.

R EE:

HEEET, FHIEE,

[01:27:02] Lenny Rachitsky
English:
What are two or three books that you find yourself recommending most to other people?

FRSCERIE:
FREANAEENR=ABEMHA?

[01:27:06] Mayur Kamat
English:

The one that | read most recently, so | generally don't read a lot of books because | read a lot of content
like, small content. Tweets. And tweets and then Substacks and Discords and WhatsApp messages, and so
book takes a mind share shift for me to go read a book. The one | read most recently, which | thought was
pretty amazing and a lot of overlap with what | said today, The Five Kinds Of Wealth. That one was very
well articulated, especially the last point | made very early. One of the potential paths is you just do well
on your job and then you find meaning elsewhere. This book is probably an incredible structured way of
thinking around it. What is your wealth in terms of your health, your physical health, your mental health,
your relationship health, your community and your wealth that you're generating financial wealth is and
how do you think holistically? Because at the end of the day, you are what you optimize for. If you
optimize for financial wealth, you'll become wealthy, but you might not be wealthy in a full spectrum

manner.
RSz ERIE:
RBLEN—FA—RBEFREEZE, BAREESEHHLRNS, LL#EEs. Substack. Discord
WhatsApp BB, FRLUEPEEFHFTEHE R, RBELOEN—AREEIEERE, MRSKIANEZSRABIHE
&, W (EMIMEY (The Five Kinds Of Wealth), BERSIEHELF, LHEXFRZFZTIA: —FhETEEM
BREZMEILERIRIHEE, RARENLIFHEX . XEPRET —MUFHNERLEEAR. MNITEE
1 BE (BEM0E). AFBRXRER. X, URFEIENVSUE. FfAeEmtEE? RAFRLER, RIE
A4, mmaBafts. MBEMRIBAEMSUE, RaLBEE, BIRUEEHMEE EHAER,

[01:28:16] Mayur Kamat

English:



The Strengths Finder 2.0, | said very early on. It's still an interesting book to just think about how you
would think about your strengths, but again, if you don't want to read the book, | would just do one of
these kind of online quizzes for it. But The Five Kinds of Wealth then Strength Finder 2.0 would be maybe
what | would suggest.

FRCERIR:

REHZAHREIR (LHIR528 2.0) (Strength Finder 2.0), EMAR—ABEMBNEEBREE, BURFR
BES, BERMNMELNRET. AL (EMUE) 1 (RHIR5128 2.0) BHRIEEFN,

[01:28:35] Lenny Rachitsky
English:

The first book by Sahil Bloom friend of the podcast willing to tell this stuff. | forgot to mention the story
briefly about the Strength Finder stuff. So I actually, when | was leaving Airbnb and looking for my next
thing and even thinking about leaving, | took a strengths test and | was working with executive coach and
| saw the results and she's like, "What do you see in these results? What are these results telling you?" I'm
like, | don't know. She's like, this tells me you should start your own company and work on your own. All
the strengths that are popping up here are things that you as a founder need and that really helped me.

AR ERIE:

$E—AH=E Sahil Bloom 58, B BEEAK. AT T EREIE—TXT (KHRHIE) HNkE. SHREHF
Airbnb ST —14, BEEXREZEREFN, HMT—MMBUR. RINEN—(USERESIE, ®wETE
B3 “MMRLELERPEITHA? ENERFTA? 7 BRAAE, i “XEFBRERZEINESH
RE), MITF. XEETHFMERNBEHE—TEIBAPTERRN.” XEE TR,

[01:29:07] Mayur Kamat

English:

What's your one person data point on that? Was it a good one?
R EE:

TERME—RIEEZR, BE—MFRUREND?

[01:29:11] Lenny Rachitsky
English:

Was it is a good decision, you mean?
FRCERIE:

RRRBEARZ N RE?

[01:29:13] Mayur Kamat
English:
Yes, relying on that strength test to make a career.

FRCERIR:



Y, RS MMM RRER R R,

[01:29:17] Lenny Rachitsky
English:

The best. So great. | am such a huge fan of Strengths Finder and any kind of strengths test and
interestingly, people may be afraid of taking them because they'd be like, here's what | suck at. It always
makes you feel good. It's like, here's the stuff you're good at and it's not like, here's what you're bad at.
It's just, here's the stuff you're best at and it's always positive. It's never like you suck at this stuff. It's just

not your strength. So it was a huge win for me. | highly recommend it.
R EIE:

RIFBURTE. KHET. FZZ (LHIRF=E) MZSRMBNHMEBLRL, BBHZ, AJATg=EHEENE,
EANREEEEHECWERT. EELRILRRERY, ESRIMEKMA, MAZRMEEEZ, EEE
RRE, MASH “MMXAERE" , RERH “ZXARBTREOME” o FRAUANERIEIEERRIRF, FHiEZ!
W=,

[01:29:40] Mayur Kamat
English:

Awesome.

FRCEIE:

KiET o

[01:29:40] Lenny Rachitsky
English:

Especially if you're trying to make a career move. So yeah, fully aligned. Okay, next question. Do you have
a favorite recent movie or TV show you've really enjoyed?

FROCENIR:

AHEHBORMESTERIIL, FILL, T28FE. 1, T—TRE: M&EEERERENERNEFIEN
R?

[01:29:48] Mayur Kamat
English:

The one | saw that kind of TV shows usually | watch to kind of give it down time, so usually | watch just
periodic shows, the House or Big Bang Theory and stuff. The one that | saw recently that kind of shook me
a little bit was Adolescence. Again, it's a tough topic around teenage mental health and violence in
schools and just the way it was shot. | would see the first episode, even if it's not your genre because it's
shot in a single camera motion and the whole episode for an hour, there's no cut. Camera just keeps
moving and it just makes bizarre, you feel a little different than watching it. Irrespective of this topic,
which is also pretty intense. Just visually you feel different, and if you're motion sick like me, you really
feel different.



FRZERIE:

RPN EBEMAREER N TR, FILLEBEE—LBRE, il (FHEE) ;N (EEXIBIF) ZE8, =i
BT —HIULHERERH (Adolescence) (FLHF), XR— M XTFHELFEUEREMNRERIAEIED,
BenmRARE. BMEXRZMRERNEE, RURWTEE %, BAEXAT “—RIK iR
AR, BE—NRAEEE. [BA—HESD, XIRRERSY, MEEERITE2RE. MARTERNES
i, UXBRE LMBF—1. ORMFEHR—HFEE, MENIBERF—#

[01:30:41] Lenny Rachitsky
English:

That's wonderful. It sounds like what a ...
FRCERIE:

KiET . IFEkGEE—1

[01:30:45] Mayur Kamat
English:

I would watch that. | need to watch The White Lotus because everybody keeps bringing it every time | tell
them I'm from Thailand and | haven't seen it yet, so I'm behind on my mean culture a little bit.

FROCERIR:

HaEEN. R1FE (AEEERM), BASRRESFIAZRERE, IHSREE, MRTLEL, &
ERITXHLEBERERT

[01:30:58] Lenny Rachitsky

English:

Yeah, you are. It's like you, no one else has not seen it. | think you're the only person left.
FRERIE:

B, RBISERT. FERRTR, RESEI T, REBMERE—TEENA.

[01:31:01] Mayur Kamat
English:

Yes, I'm the only one.

R EE:

EHY, REM—

[01:31:04] Lenny Rachitsky
English:

Okay. Do you have a favorite product you've recently discovered that you really love?



FRSCERIE:
M, IRERIEEEE LRI AENERAI = @?

[01:31:08] Mayur Kamat
English:

So products, so | spend most of my time using banking and trading products, and | would give a plug
here. If you're in Europe, try N26 or even Revolut, incredible product. If you're in the US, Robinhood, just
the motion design they have done and the onboarding is just a joy to use, whether you use it for banking
or trading or just for their card. | just find the product design and motion, especially as you touch and
swipe and try to be done. Anything that Nikita Bier launches. So | just downloaded Bible study or Bible
chat yesterday.

AR ERIE:

XFEm, RABOHEHEARTNRZEm, XERBERH—T. ARMFEEMN, Hid N266 BEE
Revolut, IFEHFN~m. SNRIREREE, Robinhood MEIILITMANIRRRZAREKEERE—MER, TILlR
TREHER. XEERAENF. RIFEBERENF MM, LHEMEMNBHHNNRIT. &8 Nikita
Bier R HEIEMRIZARAE. FKHFRNITE T Bible Chato

[01:31:46] Lenny Rachitsky

English:

| saw a tweet about that. It's like in the top 10 of all social apps and it's like bible study.
FRCERIE:

BEIXTFTHRIOOMS T, EEMEARNASRHRE+, BARTELEFINA.

[01:31:52] Mayur Kamat
English:

Yeah, it's top ten. And | can tell why | have got three messages right now to treat my anxiety by reading
Bible today, and one of the time | was feeling slightly anxious, so maybe there's some magic there.

(01:32:03):

But the one app that | would just for personal, | used to write in Hindi. | used to write poems growing up
as a kid, and that was just now this app Suno.com. | can make songs from them and they're incredible
songs, at least | think so. Nobody else thinks it so far, but just the fact that you can write something and
now you have a song is just magical. The first time that Al, | saw a use case, | said, it's nothing so far that
makes me a better CPO right now, but as an artist or at least the bathroom artist, it's just incredible that
you can think of something, put it down there and you can actually see what would a professional singer
and a band and a musician if they were to compose it, what it would look like. So that's probably the
most wild | have been by technology, the recent times, the Suno.com. They're onboarding flow sucks and
their growth product is, if | were the PM on Suno, | would do things a lot differently, but their core tech is

magical.

AR ERIE:



B, BT8R, HEEEMATA, RNNKET=ZFER, BURSRIEZEREMEER, MIAHRHITEE
BRER, FUBITERENEET.

BRIAME, FNEHMEERENMIESF. WERT Suno.com XMRA, HAILUEBFTMAIR, MERIERE
Bk, ELHEXAUNE, BABRERZAXARRS, ENNE "“TRAAMEEN—EN XHEMRE
o XERE—REE AINEGAR, BARAECERISELERAEITR CPO, EEA—INEARR (HEELE
AERTF), MERREET TR, ARBINRBZTURF. RANERKKFSRAAHEF, XXFATRNK
To XARERHITHAREABRERIEEN—R. Suno.com WNIURIERIE, MREZMATN PM, BEMIE
FTEARE, BBz RAREHETH.

[01:33:15] Lenny Rachitsky
English:

I'm a huge fan. One of my favorite things to do at Suno, | think it's Suno.ai also, is just ask it to make a
song in the style of a sea shanty. It's so fun. And they give you a few options, so you could be like, here's
this version, that version.

FROCENIR:

RUEEENBENZ, KT Suno (FEBHEE Sunc.ai) RENHMMEMIBILEMHM— “BRSF” (Sea
Shanty) XUEHIHR, XTI T . ERLIRILNER, RE]LUEX ARSI ShRZES

[01:33:29] Lenny Rachitsky
English:

Okay, two more questions. Do you have a favorite life motto that you often come back to find useful in
work or in life?

FRCERIR:
¥, BERNEE, (RERETASRNELH, RSELEREEPRER?

[01:33:35] Mayur Kamat
English:

One, | kind of relates to the things we talked about is there's no right or wrong decision. There's just low
and fast decisions. Now, there are some extreme caveats to that around you're doing something that
might kill your user like healthcare or military or even compliance, which can kill your company. Don't
use it. But everywhere else in generally goes back to the strategy thing we talked about as well. A lot of
the times if it's you make a wrong decision, if you make it fast enough, you would know it was wrong and
you would correct it and you would still do it faster than thinking months for the right decision. So for
anything that's reversible, anything that's not going to get you in jail or kill your company, no right or

wrong decisions, just slow or fast decisions.
FREiE:

B MR ZAREIBEXEY: REXNHENRE, REEBMIREVRE. SR, XE-LERIKHIGISN, LR
AMET. EEREGNSFUERSHAPACHLFFHANSES, BMFeExaT. BEHMMS, XEE=
BFNIKEINABRIR . RZ0R, WRIMET —DHEIREVRE, BREISEBR, MRRMIAECHE T H
MUYIE, XMALENLIBRE—" “EiR” BREER. P, WTFEMAERN. FRILREERILAT
BINNER, REMNEZSD, RBEREZH,



[01:34:19] Lenny Rachitsky
English:

Final question. You've lived in a bunch of places. You've lived in Spain, Thailand, Mumbai, Seattle, | think
Texas, even for some period for school?

FRSCERIE:
BE—NR#, RERZMAET: AT, RE. =X, ARE, RETEE=FSR (ER)LL3%) 2

[01:34:29] Mayur Kamat
English:

Yeah. College, yes.

R EE:

B, KRFEMBI Lo

[01:34:30] Lenny Rachitsky

English:

Okay. There's probably other places. Which has the best food?
R EE:

8, EIRERERIRIMTS. MERARIFIZ?

[01:34:34] Mayur Kamat
English:

Bangkok, no question. Barcelona comes closer for some, but Bangkok, you can have a three Michelin star,
one of the top five restaurants in the world, spend $500 a meal or you can have a $1 street food, stir-fried
pork and rice with basil. Incredible. Just the spectrum of entire, from the cheapest food you can think of,
the most expensive food you can think of in that same one kilometer walkable area, having thousands of
these, literally there's the density of food. No one comes closer. Barcelona has incredible restaurant. The
best restaurant in the world is like a block away from here. It's called Disfrutar. Takes like two years to get
on the wait list there, but that's on one end of the spectrum, Barcelona, that probably comes close
second. But that cheap, get down 2:00 A.M. walk down and have an incredible meal for a dollar. nothing
comes closer to it than Bangkok.

FRCERIR:

7, BEXRE. BETRERLESEREL, BEES, MAUMRIZREM=ZE. 2XFIENET, —Wik
£ 500 &7t; WAL 1 ERAEfKZ—M T HHIERIR. XFARNT . EHR—RENSITEER, &
BETMEBRRINREEIRSRNERY), MEAERTLELAR, BMEVEELSLL. KARELS L. BE
THROERENET, R ERFHIET Disfrutar MAERX) L —MEXEMT, AIAESERE. BEEEFTHP
B—if, EREEHE . ERMREMR TEE—ETMEIZEIABERIFE, REER,



[01:35:40] Lenny Rachitsky
English:

This episode's a great ad for Thailand. Let's go. You definitely got to watch White Lotus. Mayur, this was
awesome. We covered so much ground. | feel like | got to know you so well. We covered so many
perspectives in all this. Yeah, we're not done yet. Two final questions. Where can folks find you online if
they want to reach out, maybe check out if there's roles at N26 and then how can listeners be useful to
you?

AR ERIE:

X—ERERRFENEE G, E. F—EEE (BETERN). Mayur, XXET. BN TXAZA
B, BRERRTEMT, HMNAENTXAZ0UA, E&kw, REMRNEIE: MRATEERR, HEBEE
N26 BRBERML, TEMERILUIREIR? IRARETAAIRMETA?

[01:36:02] Mayur Kamat
English:

Find me, this is one of the things being old is | was one of the first users of LinkedIn, so
linkedin.com/mayur. Facebook, so facebook.com/kamat or N26.com. mk@N26.com. If you're especially
curious about how we do stuff here, we are hiring, we are growing really fast. As | said, banking's a great
business to be in. We're not going to go out of flavor for the next few thousand years. So if you're thinking
of a career, you're thinking about Spain or was thinking about Berlin, just a whole different interesting
lifestyle and different kind of product thinking, please reach out on any of those channels.

FROCENIR:

BERIE, FR “BAN A2z —2BRFEN—H Linkedin BF, FRLLZ linkedin.com/mayur, Facebook
2 facebook.com/kamat, Z#&E &L N26.com, FAIEBFER mKk@N26.com, INRIRXFF (1975 RN
B, HIEFEEEE, BKIEER, ENBAAR, BT IREFNER, KRV TEBRIIEHN, PTLUGIRR
FEEERLER, ZEANTHEN, BE—FMT2FRANEGBEESRN~RB4E, HEIXERERR
Ho

[01:36:46] Mayur Kamat
English:

If you're in Europe, download or try N26. Like we go by the motto, love your bank. Our founders say that
people would rather go to a dentist than to a bank branch, and that's why we build this. We truly feel like
for an everyday banking, it's just use the app and you feel like, | want to use my banking app every day.
There's some bit of magic, which | didn't have that much contribution yet. | made it a little bit simple and
seamless, but magic was there before and so if you're in Europe, you're looking for a new bank account,
N26.com.

FROCENIR:

SNRIRTERUM, THIEIH—T N26, HHIELGHE “ELIMOVIRIT o HNVLIBAR, AMTREERSF
EURBERITNR, XMERHIWE N26NEREE. HMNEOLRER, ¥FEERTLS, REMFABTXT
App, IRTAZRIFEXREBAE, XEFE—RE, BEARENNTHERSZ (RRARULCEREBHS. &
T4E) , BATEN—EETT. FrLNRIRERGNFHEK, , 351518 N26.com.



[01:37:22] Lenny Rachitsky

English:

There we go. Mayur, thank you so much for being here.
R EE:

K7 Mayur, IEEREHREER.

[01:37:26] Mayur Kamat

English:

Thank you. Thank you, Lenny, and thank you everyone.
HRCERIE:

. §HEt Lenny, HHHAZ,.

[01:37:28] Lenny Rachitsky
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.

FROCENIR:

BRI, &, FFERHUIT. MNRIRTEFRERNSENE, FILATE Apple Podcasts. Spotify SURERATHER N
RAFRITE, Lo, BEERABRINMTIIBTITIL, XERAMBHHEMIARLZINXNMES. R UE
LennysPodcast.com #EIFfEFHATER THRESERS. THTEL.



