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[00:00:00] Lenny Rachitsky
English:

| think you see in the team at Linear that a lot of people don't see, which is that there's not actually a
trade-off between speed and quality.

AR ERIE:

FHIANIRIE Linear AIPAR BRI T —ERBRZAREINEGA, MR ERENREZ BELH A EENE
(trade-off) o

[00:00:06] Nan Yu
English:

People talk about this as if there were a trade-off because when they think about speed, the thing they
over-index on is rushing or being sloppy. What they should be indexing on is being really competent. If
you look at people who are at the pinnacle of their craft, you can basically tell how good the output is
going to be of their work product by how fast they're going.

AR ERIE:
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[00:00:26] Lenny Rachitsky

English:

What does speed look like when you say it can be done quickly and high quality?
FRCEIE:

SRPRIR B RERERTTR X BEIRIE= BT ERT, XM “HE™ BEETAEFR?

[00:00:30] Nan Yu
English:

What it really looks like is you have some rough time budget for how long you think something's going to
take. By the time 10% of it has passed, after week one, you have something that works that tests some



kind of key hypothesis internally.
FEiE:

EREENHFFR: MURAFEFTESKEEE —TABRINEME, SifEdE 10% 8, tbiNE—RALERE,
RABER T — M LUETTHARRE, REERSRIIHEMXRRIZ.

[00:00:42] Lenny Rachitsky

English:

I imagine a criticism you all get. Over time, you'll probably become a bloated piece of software as well.
FRCEE:

BEERIRM SRR —MHLIT . FEERERVERS, (RITEREtE SR —HERPRYIR M,

[00:00:47] Nan Yu
English:

When we examine this problem, we look at, "Well, what feature requests can we debate and what kind of
feature requests do we absolutely have to say no to?" The stuff that we absolutely have to say no to is the

exact kind of thing that leads to this bloatedness that makes ICs (Individual Contributors) hate their lives.
FhCERIE:

HEAVFEAXD R, FIZE: “WLEINEIFEREALITIER), MPLEIEEBERERNBAZRIELY? ~
HNBTELNBLERA, EESSBRREER. it MATERE (10 BETERIR,

[00:01:02] Lenny Rachitsky
English:

Something that your head of sales shared with me is how impressed he is with the way you ask questions
on customer calls and just keep digging and digging until you get to something.

FRSCERIE:
RITEETERBRIES—HSE, MIEFARMGEZTFARIETRINAR, RaFtEE, ERAWZO

[A)o

[00:01:10] Nan Yu

English:

My goal is to feel bad in the same way that customers feel bad.
R EE:

BHBITRERE A BEREIMER,

[00:01:17] Lenny Rachitsky

English:



Today, my guest is Nan Yu. Nan is Head of Product at Linear, which is one of the most beloved, most
beautifully designed, and also the fastest growing B2B SaaS product out there today. You rarely see the
kind of love that people have for Linear for any enterprise B2B SaaS product. So, there is a lot that we can
learn from how Linear operates and how they build product. In my conversation with Nan, he shares a
system that he uses for being creative and coming up with non-obvious solutions to customer problems,
why it's a red flag to him when PMs tell him there's a trade-off between speed and quality, how he talks to
customers in order to figure out the emotion that they want to avoid and then figure out the solution to
avoiding that emotion, plus some killer advice on how to land a job, including how he landed his job at
Linear and his previous role at Mode, and so much more.

AR ERIE:

SRIEER Nan Yu, Nan 2 Linear 9= mfati Ao Linear REHSRTEE. ®itRER. K& B2B
SaaS a2z —. fRIEMEHEMBI LK B2B SaaS = LB AN Linear XMHEEMHAE, FHIt, XF
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RIEXEMNMERES,; MINEAETSRF KR RINEMTEEERRIEE, HMIXEERIMBEENSSR, 1Lt
HMEB X TF IR S TIERMERIN, SIEMINAIRTE Linear BUBRAI AR Z BITE Mode IAE, FE,

[00:02:06] Lenny Rachitsky
English:

If you have a desire to build a company or a product that's as beloved as Linear, this episode will give you
a ton of tactics and ways to change how you and your team operate. If you enjoy this podcast, don't
forget to subscribe and follow it in your favorite podcasting app or YouTube. It's the best way to avoid
missing feature episodes, and it helps the podcast tremendously. With that, | bring you Nan Yu.

FRZERIE:

RIRBERIL—REG Linear —FRABRZNQAT XM, X—ERNRREEAENRIENSG A, KOREIRMN
FRABRIE(EA . MRMERXMER, IS TEERANEENAS YouTube EITHMXE, XE&EHEIR
FRIENRIFAN, WIHEFEEARNER,. TE, EIHRIIWIL Nan Yu.

[00:02:30] Lenny Rachitsky
English:

This episode is brought to you by Sinch, the Customer Communications Cloud. Here's the thing about
digital customer communications. Whether you're sending marketing campaigns, verification codes or
account alerts, you need them to reach users reliably. That's where Sinch comes in. Over 150,000
businesses, including 8 of the top 10 largest tech companies globally use Sinch's API to build messaging,
email, and calling into their products, and there's something big happening in messaging that product
teams to know about, Rich Communication Services, or RCS. Think of RCS as SMS 2.0. Instead of getting
texts from a random number, your users will see your verified company name and logo without needing
to download anything new. It's a more secure and branded experience. Plus you get features like
interactive carousels and suggested replies, and here's why this matters. US carriers are starting to adopt
RCS. Sinch is already helping major brands send RCS messages around the world, and they're helping
Lenny's Podcast listeners get registered first before the rush hits the US market. Learn more and get
started at sinch.com/lenny. That's S-I-N-C-H.com/lenny.

FROCERIR:



KREHEFABE Sinch #Bl. XTFHRFEFAE: TRMEBREXERER. BRIEBEZKFAER, (RBFE
EATRSEMIXAAF . X Sinch WARZ#. 8 15 ARE, SFESKE 10 AR AFHN 8 R, #
fEfEA Sinch B9 API (5. BRGFL@IEThRESE BTN ™= R, BRPERMHEERE— 4= RBEINEE
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AIURBREX L EENZNEE SR, XZMUEE, RERAZEEZEBEIERA RCS, Sinch B&7%E
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BEHARMER, 1FiAE sinch.com/lenny,

[00:03:45] Lenny Rachitsky
English:

This episode is brought to you by Paragon, the integration infrastructure for B2B SaaS companies. Is Al on
your 2025 product roadmap? Whether you need to enable RAG (Retrieval-Augmented Generation) with
your users' external data like Google Drive files, Gong transcripts or Jira tickets, or build Al agents that can
automate work across your users' other tools. Integrations are the foundation, but building all these
integrations in-house will cost you years of engineering, time you don't have given the fast pace of Al.
That's where Paragon's all-in-one integration platform comes in. Build scalable workflows to ingest all of
your users' external data into your RAG pipelines and leverage ActionKit, their latest product, to instantly
give your Al agents access to over 100 integrations and thousands of third party actions with a single API
call. Leading Al companies like Al21, You.com, 11x, and coffee.ai are already shipping new integrations
seven times faster with Paragon, keeping their engineers focused on core product development. Ready to
accelerate your Al roadmap this year? Visit useparagon.com/lenny to get a free MVP of your next product
integration.

FRCERIR:

£ B2B SaaS A FIMIEMEMIZHE Paragon BB, Al 2BTEIRM 2025 £~ RBRE&ET? TitREREE
S AFRSMEBEE (40 Google Drive Xf#. Gong BRX AT Jira TH2) B RAG (IeFRIEEER), BEN
B R EMTEBRITESI Al I, ERHBEEM. BEASMEMEXLEEMRGHEBRENTE
BfiEl, EEE A NPRER, (RHEEBAZEIE, XHME Paragon 24 IERTFENARZ M, WERYE
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FAIZBMEIREY Al RIEIAIR] 100 ZPNEMETNE=F#E. Al21. You.com. 11x # coffee.ai F4ASTHY Al
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[00:04:56] Lenny Rachitsky

English:

Nan, thank you so much for being here and welcome to the podcast.
R EIE:

Nan, JEERERREREER, WDKEIARER,

[00:04:59] Nan Yu
English:

Thanks for having me. I'm a long-time listener and reader, so it's really a treat to be here.



FRSCERIE:
BHEhEE, BRIIRMKEIRARIIEE, FRUBERIIXEAMNERE,

[00:05:05] Lenny Rachitsky
English:

| want to share something with you to kick off that | haven't shared with you yet, that | haven't shared
with anyone. These results might have come out by the time this podcast comes out, but I'm running a
survey right now that I'm calling, "What's in your stack?" Where all my subscribers are asked, "What tools
do you use most day to day? What tools do you love most? What tools do you hate?" And one of the
questions asked was, what tool do you wish you could switch to if your IT department allowed you to?
The number one answer by far is people want to switch from Jira to Linear.

FhSCERIF:
EFRZE, REMROE—ERTEEEMANINER, YXPEZLHEN, ERAKBREFKT, BFR
MEEFEHT-ARZ N “HNITEAKRBEEAA? ” WiATE, RAFAFEMNITHE: “FEAESREANIAZRA

W2 REERNITAERAHA? MENRNIARHA? 7 HbR—Na@R: MR IT 22T, REHEY)
WIS TER? BBFiALE, HRFE—MNZEREANEM Jira 132 E] Linear,

[00:05:38] Nan Yu

English:

Wow. | mean, hopefully, that means we're doing a good job.
R EIE:

I, BNEERRE, FEXARBEINIMISETRE,

[00:05:41] Lenny Rachitsky
English:

| think that's exactly what that means. I'll read a couple quotes to give you a sense of what people are
saying about Linear. | doubt these are surprising to you, but this gives people a sense of why you're here
and why I'm excited to extract as much wisdom as | can from you. So, a couple quotes here. "Linear is a

joy to use as | interact with my engineering teams, and | find inspiration in its design." "Linear is simple to

use, yet powerful." "Linear's design is obviously an industry benchmark, but moreover, the performance

and speed is a massive productivity boost."
FR3CERiE:

HRTBERXTIER, HR/LKRSIE, IRBR—TANEEAITN Linear B9, HAAXLXWRERHFZI,
EXEULARBEMATASERE, URATARIAKEEMRE LERES. XER/URE:. “E5T
RHEERNE, £ Linear B—MER, FMERRITHRRE T RB." “Linear fEAEH, BINEERK.”
“Linear Bigit EAZRITWATFT, MEEMEREMERERAMEA TE."

[00:06:12] Nan Yu

English:



| mean, it's really good to hear that because in a lot of ways, that's what we're trying to do. If you think
about the entire impetus behind why Linear was started, it's because Karri was sitting at Coinbase and
Airbnb and these places and just watching everyone around him struggle using the tools that they had
available and always incumbent tools and just seeing that it made people hate their day-to-day a little
bit, and we all got into technology and design and engineering, all this kind of stuff because it was fun. All
of us started off building stupid MySpace pages and all of these side projects when we were young, and it
started off as this fun thing that we do, and we're like, "Wow, we get to do this for a career," and then to
have all of this kind of stuff put these big speed bumps into our day-to-day workflow, it just was really
sad. So, that's why we started Linear. This really bust through all of that.

AR ERIE:

ITEXLEENRAL, AATERZAFE, XESKNBANEIR. WRFERE—T Linear RIZZH¥R, AN
Karri ZB47E Coinbase 1 Airbnb Fith 5, BEESHNE M ATEENMMERINEN. EENIE, FEIXLET
it AT BB IEFET —2RKE. BITHENREAR. RITATIENY, BRRAEEXIREH, RNMNFEEN
#MIEZEERY MySpace TTAIME M RIB G, XRAEB—HFRSE, RIHEE: ‘%, RMTUEXY
ERRNL,” ERXETAEMNERNVBETERPIRET EANER, XEMNRSABER. FAUEIIIZLT
Linear, @A T HIX—1,

[00:07:11] Lenny Rachitsky
English:

What | love about Linear, | feel like it's an inspirational business because many people want to, "I'm going
to build just a much better version of something," and often that doesn't actually work out. Often nobody
cares enough. There's all these barriers and reasons. People don't switch to something that's better, and
Linear is an amazing example of building an excellent product and actually succeeding, and there's a lot
more to it maybe than just building an awesome product. So, that's what I'm excited to dig into and
understand how you all operate, and | guess just based on these results, to me, this is the ultimate sign of
product market fit. People being sad they can't use a product in B2B enterprise software especially, so
let's get into it. First question | want to get into is something that | think you see and the team at Linear
sees that a lot of people don't see, which is that there's not actually a trade-off between speed and
quality. | think a lot of people think this is just an innate fact and something I've heard you talk about is
that's not actually true. | actually saw Patrick Collison tweet this exact point that I'll read after you... |
want to hear your thoughts, but talk about what you've learned about how there's maybe not actually
this trade-off between speed and quality.

FRCERIR:

HEW Linear (5 ETF, RABER—IHEBEACHB LRGN, HARSAEBE “REM—NEHFBIMR
&, BEEXTAE. FERKARLERY, FESMERMNERILANREIIRE BT~ m. M Linear 2
—MIEEE~ mABERSRIINAESF, XERATEMUNER—NMFTmBAER PR, FHRX

BERNRWH TR 2B EN, ETFXERELER, WHKR, XME-mhmHTEE (PMF) &R
& AMEATEERED B2B IR MR, A, LFAIFBE, ZRRNNE—PEEE, 7
M Linear FIRAB B 7T —ERZNKEBEINARA, BEREMREZBELHLENE, BBRZNANAXZE—T
REMXNESE, BRMFXSXELHIFEL, HEZEEZ Patrick Collison (Stripe B8 A) &REEFFHIRE!
TE—R. BRLIRIAMBVARE, WIRIRFIFEIRX T REM & Z B AR el e H A EX AN o

[00:08:20] Nan Yu

English:



People talk about this as if there were a trade-off almost in a naive way because when they think about
speed, the thing they over index on is rushing or being sloppy, and what they should be indexing on is
being really competent or being like an expert. So, if you look at people who are at the pinnacle of their
craft, it could be anything. It could be like a chef or a programmer or someone building houses or
something. You can basically tell how good the output is going to be of their work product by how fast
they're going. If they're going really fast, and they're obviously not being sloppy and then leaving a mess
all over the place, it's like, "Yeah. Well, they got there because this is just second nature to them," and
they're able to go at a really rapid pace and try stuff. And when we're building software, that's such a big
component of how good the product is on the other side of it, which is like, "How many iterations were
you able to do?" So, the only way you're going to get a bunch of iterations done and try different things
and really feel out these different variations is by just going very fast.

FROCERIR:

AMTERXMEER, JIFRU—MRENAIVANEFENE, BASMIEEIREN, MIEEXENE
At 8 “BRT, MEMBEEMZXENZE “MEHN" :H “LTHKF . MREMERLLTFFZHIERN
A—FXREBE M. BFRETERT —REAR LRI LUE ] TIRAYEERH = HAIBRE. NRt5
EiRIR, BEAREHOTT EXFRF—HE, BRENXEEM T t1r9Z4EE, WITE%SLUIRRNEEZHE
MBER, ERENRHEN, "RREAREN—TEBHMEIME: “FHRITTZSLREN? 7 ERBEAER
s EHAEARHEEERHEMEL, HE—HNDERZREEER,

[00:09:25] Lenny Rachitsky
English:

In terms of speed, is the speed there moving quickly on each of iterations? Like what does speed look like
when you say, "It can be done quickly and high quality"? What does speed look like?

FRSCERIE:
MEEMS, SETESNERPEREZENG? BRFFE “FTUREESHEEMTR" i, REEGFRM A
WiE?

[00:09:36] Nan Yu
English:

Speed... What it really looks like is you have some rough time budget for how long you think something's
going to take, and by the time 10% of it has passed, you have a workable solution. It's not like, "Oh, at the
halfway point, we have something that is maybe a candidate that we can play around with." It's like, no,
no, no. After week one you have something that works that tests some kind of key hypothesis internally
so that you can feel like is this thing actually panning out the way we expect it to or did we have some
crazy incorrect assumption? And you don't want to wait until you're 80% done to be able to make that
kind of judgment because then it's just too late. Then you're pushing deadlines out, and you're making
your marketing team very sad.

FROCERIR:

BE---EHENEFR: RUNEGEFESKHEE-—TABNHEME, MAREEE 10% 8, fREL
BT —PMETBRAR. AR ‘B, B—¥8HE, BITEE—PAIUERTNBESR" . T2,
AR, F—RERGE, MRSE—TEANAA, REASIHEMXBRIE, XHMMMERTEE: XKRA
EEEMIEANFUHRNARE & R? ERFZNNE—MEEBRNRIZ? MAREFRITR T 80% 7 EMXFhFI4T,
EABHBEKRIRT . AREMRREHERE LR, ILIREIEHEIAIFE L,



[00:10:18] Lenny Rachitsky
English:

Amazing. Okay, so the way you think is, "We're going to spend a month on this feature. Let's get
something workable. We can start testing with potential users even internally in the first few days,
essentially in the first week"?

AR ERIE:

KiET. FRLUREIBERRE: “BIEZE—TBEX I, BrER/LR, EXLEE—F, KM —18ER
BYRPE, EERILUFHBERSNSBERAPHTIL” ?

[00:10:30] Nan Yu
English:

Yes. Yeah.

R EE:

Y, K

[00:10:32] Lenny Rachitsky
English:

Yeah. | guess how can you do that? Because most teams can't do that. Most teams need to research,
design, build. "Okay, cool. We have something," and once a month later, what allows you to do that?

RS ERIF:
HAEMEMRIREAMEIN? BAKXZSHEANERE, AZHENEEREH. &it. W&, ‘W, B8E, &)
BERAT , MPBBRRE—MARBT. SHAILRIIEMEIX—5?

[00:10:43] Nan Yu
English:

Yeah, | mean, there's a lot of components of it. | think having really good talent really helps. Having
engineers who don't get blocked by every single little design choice, they're happy to just make
something workable. Even if they don't feel comfortable with that particular solution, they'll just bust
through it and make something happen there. Part of it is intent. We don't have any expectation that the
first version of it is going to be great. That is not in the cards. Look, the first version of it is our best guess
in the general direction of what we want to actually ship in the end, and sometimes it works out.
Sometimes, it's like, "Wow, this first version was pretty good. Let's make some minor adjustments, and
we're good to go," but there's no expectation there. So, no one feels like they have to be a perfectionist
and get everything, like all sanded down and really in tip-top shape. It just has to work and get the job
done and validate or invalidate our major assumptions.

FRCERIR:

XBEREAR. WIANBEMRNAT EFEFTED. HEFRERIRE— AN RIRITEERENTEW,
IR FRME—TEERINARE, BEMRINABMIENBRARZEANRE, iltzpdE, fiteliE



o BNRER “BE” o BMNHAFEEE IR ERE, BREFEHIRN. FE, FARIARHNHRELE
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BT, BEFERESS, FHRIESHERIRITNEKRRIR,

[00:11:57] Lenny Rachitsky
English:

I'll read this quote from Patrick Collison. He tweeted this today as | was preparing for this interview, and
he's the CEO and founder of Stripe, if you're not familiar. His tweet is, "I increasingly believe that 'good,
cheap, fast -- choose two' maxim is devious misinformation spread by the slow. In my experience, slow
and expensive usually go together."

FRCERIR:
F1%=—T Patrick Collison RIXELiE, MAEFEESXRFIFNS KR TXFHER. MRIMAREM, thE Stripe

Y CEO FREUIEA. thEVERTE: “HHERMBE 9. FE. R—Z%Z HRSEBEHFERNARSN
FIRSMEER. RIERNZR, 8 M ‘% EEEHEN.

[00:11:57] Nan Yu
English:

Yeah, exactly. | mean, use the contractor kind of example. Like If someone's making modifications to their
house, and it's taking forever, one, you're in a hotel and also the bills are adding up.

FRCERIR:

Rid. MEREEABHNOF. WRBAERERFF, MERETRA, BRFEF—EHEEE, HAKBEHEZF
BB 0.

[00:12:09] Lenny Rachitsky
English:

The other example you used when we were chatting about this earlier is chess players. I'm thinking of
Magnus Carlsen, watching him. I think he was number one in speed chess in addition to just regular chess

and what a microcosm of this point.

AR ERIE:

BAIZ R MRMRAN S — 1M FEHEF, FHBET Magnus Carlsen, Bttt T, BRT EME, HIFGHLER
HENE -2, XERX TR .

[00:12:22] Nan Yu
English:

Yeah, | think that's the case and Magnus and Hikaru and all those guys who are at the top of their game,
they can go unbelievably fast. In fact, that's the usual... | mean, | don't want to get too out of my depth
with chess, but the usual way you try to make the game fair is you give them much, much less time than
someone who's not quite as strong of a player, and they'll still win a lot of time, too.



AR ERIE:

BB, WLk, Magnus. Hikaru UNFREBETNREF, MITNEERSSARUER. XL, &
B RAEESESERSRIMT, BEEEATILLEAF, febiiltbE@EF DS r0tE, mih(]

FEEERER.

[00:12:43] Lenny Rachitsky
English:

So, maybe just to close out this point and give someone something concrete they can do with this
information, say they want to start moving faster while not cutting quality, what do you think they can

do? What's one thing they can start trying to work on and improving in the way they operate?
R EIE:

NTERXMEBH LR —LEEERBEY, MRANEEREREENFR THBINREE, RIANMBITE
Uttt a? misfEAlL, fiITUFRSHstHtN—HE2H4?

[00:12:58] Nan Yu
English:

| think it's really that sort of attitude and point of view question to understand and take the almost
controlled risk that the first version of this is not going to be perfect. So, it actually makes it a lot cheaper
in many ways. It means you don't need a pixel perfect design. It means you don't need to make sure that
all of the little Ul bugs and stuff like that are solved because none of that really matters. What matters is
you have working software that you can interact with, and you can see if it feels good. Does it actually
solve the core problem that is facing our users? You can take it back to users. You can even let them into
an early beta or something like that and get real validation there and to really focus on getting the
smallest, shippable element, like not shippable in the sense of, "I can actually put on the production," but
in the sense of like, "I can start learning from here."

FRZERIE:

FIANNEEFF EB— M SEMRARRE: REBHZE—M “RIZNE” , IE-RFZRTEN. XER
ZHERMERT B4 XEREMRAFBRGRLETENRT, FTHEERRBRPIEA/NE Ul bug, RAXLE
HAEE, ERNERRE—TAURENETRNG, (FANERERENfM. EREENFEAT AR EIRNZ
DEE? RAILBEZLARE, EEILMITHENERNLN, REELHNKIE, BEELTITRE ‘S0
TR — BN AR FEE “BANEXLL” , MEE “WAIUFEMFES”

[00:14:04] Nan Yu
English:

We have a gradually increasing sort of circle of users that use every single feature. So, by the time it hits
GA (General Availability), by the time it gets released, it's been used by a lot of different users up to that
point. So, the first circle is just internal users. We use Linear every single day to write software and do our
own work, so we have that kind of advantage and then once we feel like it's good enough, we'll put it into
some beta customer group, and again, as early as we can in the process. We have to make sure that we
don't end up corrupting people's data, and it doesn't look hideous and that kind of stuff, but as long as it
reaches that level of quality, we can release it to early access customers who can give us good feedback



and also just try to solve their problems with it. If no one engages with it, if no one's using it, then that's a
good signal that we didn't really hit the mark, and then we have a couple of different beta audiences that
we grow and then the ultimate release obviously is for GA where everyone gets it.

AR ERIE:

BIE—MZHT ANAFPBEFRINAES— 1088, FLl, HEXEIGA (EXk#H) MEN, ELERETRE
WAPERAZET. F— T BEFEREAF. HNSXEA Linear KEMHEMMIEB ST E, FURITEX
Mg, —BERMNITERBETF T, RITMIILEBRANREENAZF &S, BF, BFHEr. BMNEBRTS
BUFRFPBEEE, SMIARBERERZRN, BREXFPNREKT, HNMAIURGLERRBEZTS, (i)
RELABANVRIFRIRE, HAZRRAEMREE, MRLEASS, KEAFR, BRE—TREFNES, HEAK
& ER R, ARBMNZY KL FERGNIREHE, &EHAR GA %%, LB AERRERE,

[00:15:30] Lenny Rachitsky
English:

That's an amazing answer. Okay, so secret number one to Linear success, I'm going to take some notes
here, is get new feature, product ideas out to people as early as possible, say, in the first 10% of the
amount of time you've allotted, and then release it increasingly to more and more people to get
feedback. | think the implication here is just most wasted time is on building things nobody actually ends
up wanting or using. So, the sooner you at least get directional sense of are you heading in a good
direction, the faster it all go?
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[00:15:30] Nan Yu
English:

Yeah, totally.
FRERIE:

EHY, FTTEIEM.

[00:15:31] Lenny Rachitsky
English:

| imagine a criticism you all get. People are like, "Yes, Linear is so great, so beautiful, so much better than
what's been out there for decades," but over time you'll probably become a bloated piece of software as
well. That's just the fate of enterprise software. You have to check all these checkboxes. IT teams need all
these features. So, there's always this like, "Oh, yeah, sure, you guys can operate this way for now. You
have an amazing product for now, but it'll get ugly and bloated." How do you think about avoiding that? |
know it's something you spent a lot of time thinking about. Maybe give us a glimpse into some of the
conversations you have internally when there's these feature requests like, "Oh, | need single sign-on



with this thing and this button here." How do you think about what to add, what not to add, and how to
add these features to not make it bloated?
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[00:16:14] Nan Yu
English:

This question actually comes to us a lot from candidates that are interviewing with us. When you go like,
"Hey, do you have any questions for us?" This is the question that we're going to get. So, we hear it quite a
lot, and it's very sensible for them to ask it because they see history being littered with the corpses of
startups trying to compete in this space and not making it, and | think when we examine this problem, we
look at, "Well, what kind of feature requests can we debate and what kind of feature requests do we
absolutely have to say no to?" And the stuff that we absolutely have to say no to is also the exact kind of
thing that leads to this bloatedness that makes ICs hate their lives, and it's very specific. It's
customization features requested by middle managers in order to make reporting a little bit easier at the
cost of making IC workflows worse.
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[00:17:16] Nan Yu
English:

It's like if it fits that description, we're just saying, "No." There's no debate because we've already thought
about it and this is the thing that we can't take a single step down this path. So, | think that's honestly one
of the core promises of Linear is that we will not make this particular trade-off. So, when you see people
saying like, "Wow, Linear is so much faster. It's so much easier to use and it makes my work so much more
enjoyable." This is the reason because we have not taken a single step in this direction. It's very easy for a
PM to say yes to this kind of request because often they're talking with buyers. Any kind of B2B type of
space, they're talking with whoever the gatekeeper is and sales is putting pressure on them, and they're

saying like, "Hey, we really want this one feature. It's going to make our reporting nicer."
R EIE:
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[00:18:02] Nan Yu
English:

So, the director's going to be really excited by this, and we'll definitely make a buying decision based off
of this, and we have to convince them that this is a false trade-off. The whole premise is wrong because
the moment you start going down this path, and you make the IC user experience worse, they're just
going to disengage. No one has to do this. If I'm an engineer, | get paid to write code. My performance
review is based on my code contribution. It's not based on like, "Did | fill in all the tickets right?" So, I'm
just not going to do that part, or I'm going to do it very sporadically, and then I'm going to just focus on
my actual job.
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[00:18:38] Nan Yu
English:

And then all your reporting is wrong because all the data is wrong, and it's sparse, and you get situations
where people will... They'll say like, "Well, here's a dropdown field that someone put in here that's
required." There's nine choices. | don't know what any of them meet, so I'm just going to pick one at
random. I'm still going to pick the first one. Also, I'm going to pray that my boss is not actually using this
data to do any kind of reporting and that has consequence because the data can't possibly be correct. So,
I think for us, it's a very easy decision when it comes to that particular category of feature request.
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[00:19:12] Lenny Rachitsky
English:

| love how simple and clear that is. Basically, you all have a policy. We'll prioritize ICs over middle
managers. Especially, like | love that it's around reporting. Almost always it sounds like, "I want to track
what's happening."

FROCERIR:
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[00:19:23] Nan Yu
English:

Yeah, exactly. It's always, "I want to track what's happening." Well, what do you want to track? Well, |
want to track which version of the product this thing's tied to based on some field information. It's like,
okay, how is the person working on this supposed to even know that information? Well, it takes like a five-
minute scavenger hunt every single time. It's like, "I don't think they're going to do that, man."

AR ERIE:

B, ", BB “HREBRAETHA” . B, MEERMFA? “HERERXEFRESEEXMNREAS
EHIZMAN T mhRAs.” 18, ARXMITERAGEARRENEXEEE? B, SRBERL DA
BRI O, EESMIIASEEH.”

[00:19:43] Lenny Rachitsky
English:

What | imagine happens, and | think why this is hard for most companies is there's an implication that
you're turning down deals. You're not adding that one feature that will close a massive million-dollar sale,
very difficult to do. | imagine it helps a lot that... | imagine the COO is very bought into this and there's
this, "We will win long-term holding the line on this." Is that right?
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[00:20:05] Nan Yu
English:

So, itis, but | also think that there's not as much pressure as you would expect to do these kinds of things.
There are basic scaling things, like we had to make SAML and SCIM and that kind of stuff. It's like, "Yeah,
sure, we're going to do those sorts of, like keep the lights on type of work," but when it comes to work
that's related to the actual business logic of the app's value proposition, what buyers care about is, is this
going to make their team more effective? That's the reason that they're making this buying decision in
the first place is that they're like, "Well, the current situation we're in... " And especially with large
companies, right? The current situation we're in is a mess, and if we can convince them that these types
of things are actually the reason that it's a mess, then we can really navigate them out of wanting them in
the first place.
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[00:21:04] Lenny Rachitsky
English:

Got it. So, there's an element of you think you need this, but it turns out you'll be more successful and get
everything you want, not getting this?

FROCERIR:
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[00:21:04] Nan Yu
English:

Yeah, and the thing is, it's not everything you want, right? Because people come with a laundry list, and
it's like laundry list. Here's 10 things | want. You're like, "Do you want all of those 10 things equally?"
They're like, "No, actually I don't." The first three are the things that really matter to us. If we solve the
first three, then the other stuff, we can negotiate on. So, our job is to solve the first three-way better than
anybody else that if they got through the first three through some kind of visual programming,
customization type of thing, that it's never going to get to the quality level and the depth that we're able

to offer by offering those as native features.
R EIE:
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[00:21:37] Lenny Rachitsky
English:

It's interesting thinking back to that survey | shared where the tool people want to switch to if IT allowed
them was Linear, and on the one hand you could argue, "Well, okay, IT is not letting them use Linear for
all these reasons. On the other hand, you guys are growing really quickly within enterprise, like you're a
new business. You started, | think, mid-market startups, and now you're working way up. So, | think it's
not fair to say it's not going to work in enterprise. It's clearly working really well. | don't know if there's

any stats you can share anything of that, but it seems to be going well, expanding up market.
R EIE:
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[00:22:11] Nan Yu

English:



Yeah, | mean, growth has been good. Growth in enterprise has been leading the other segments because |
think this year, especially we reached a tipping point where | think with software, so much of the buying
decision is based on almost like a brand thing, like is this for us? A lot of times people pick "enterprise
software.” It's like, "Why? You know everyone doesn't want this," and they're like, "Yeah, but it's for us."
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[00:22:36] Lenny Rachitsky

English:

You won't get fired for buying Microsoft or whatever.
R EE:
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[00:22:39] Nan Yu
English:

Yeah, exactly, and | think that we're starting to have enough brand penetration amongst enterprises
where people can have that feeling, right? They're like, "Hey, Linear is for us. Who are we? Well, we are a
large company that wants to act like a startup.” It's like, "Who doesn't want that? Who doesn't want to go
fast?"

RS ERIF:
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[00:22:58] Lenny Rachitsky
English:

Yeah. | had Jeffrey Moore on the podcast, and this is exactly what crossing the chasm looks like. He talked
about basically you need someone that's across the chasm like a later adopter that isn't the person
that's, "I love new stuff, and I'm an early adopter kind of evangelist." You need someone that's like
traditional old school, takes their time to start to adopt it for you to be like, "Oh, okay. Now, maybe |
should really take it seriously."
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[00:23:21] Nan Yu
English:

I also think that with this particular category of tool, and with a lot of other B2B software, not... Like no
means not now, right? Not right now because it doesn't fit our budget. It doesn't fit our change
management situation. "Oh, we have this exec that's really wedded to this other tool," but those things
change, right? So, we keep in contact with them. They're in our CRM where we make sure we follow up,
and we've had a lot of these where we've been said no to, like two years ago, and now we have some new

features, and then go like, "Oh, yeah, it seems like you're ready for our scale," or whatever.
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[00:24:22] Lenny Rachitsky
English:

You mentioned that when you have these debates and questions that come out, you have features that a
big company wants. There's this category of, "We know we will not build things for middle managers that
want reporting and custom stuff just to track what's happening," versus something an IC wants to be
more productive and successful, Linear. Give us a little sense of some of the more complicated debates
that aren't necessarily in that bucket.
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[00:24:22] Nan Yu
English:

| think the complicated debates are often when we do add a new native feature, do we extend an existing
feature and make it more powerful or do we add a new sort of service? And a big part of that is trying to
figure out exactly who's going to use it, what are the actual real life use cases that we know about? Like
that | know that Bob from Company X has this workflow and this is how it would work for him. Here are
the different variations where it would work. So, tying it all the way back to real people is-
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[00:24:52] Lenny Rachitsky



English:

Like a specific person?
FRCEIE:
Eban—BERIA?

[00:24:53] Nan Yu
English:

Yeah, specific person. Yeah. Yeah, exactly. Not a hypothetical person. Not one that you made up like Alice,
Bob, or whatever. It's like, "No, here's the first name, last name. Here's their email. You can ask them,"
and | think that being able to tie it all the way back to reality in that way is a big part of how we really
think about and discuss these things.
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[00:25:13] Lenny Rachitsky
English:

This connects the way | think about my newsletter is | always try to answer the question a very specific,
like a person actually asked, not a general sense of something people may be interested in, and that very
specific question, like it implies there's a need. Like not implies, it proves there's at least one person who
needs this thing versus you have this idea of somebody that may want this thing.
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[00:25:36] Nan Yu
English:

Yeah. | think a trap that a lot of times PMs will fall into is they'll make something, and they'll make some
choices in it because maybe it's beautiful or it's elegant, but they don't go the step of like, "Is reality also
beautiful and elegant?" Because reality is ugly sometimes, and if you have a beautiful and elegant
solution that doesn't match with reality, it doesn't really matter. People can look at it, and they can ooh
and ah, but if they don't use it to get their work done, it's never going to have long-term staying power.
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[00:26:17] Nan Yu
English:

Part of it is you hear something, and you're like, "Gosh, that actually is... " Not only is that true. It means
that the way we thought about this was a little bit wrong, and | call this process... | don't know if it's the
right way to describe it. I call it annealing where you have a thing, and it's not quite the right shape, and
you put it out into the wild. So, this happens way in the first bit of the life of a particular feature. You
release a thing, and then you start getting feedback about it, about hey, it doesn't quite fit reality, and
then you ask yourself like, "Did we test that aspect of it? Did we actually match that part to reality?" And if
you didn't, then it's like that's the part where you don't actually need that many pieces of feedback
against it. It's not really a volume thing. It's like, "Did we think about this right or wrong?" That's one sort
of category.
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[00:27:01] Nan Yu
English:

Another category is just you're getting a request for maybe a very big feature or a feature set from a lot of
different people, but then you dig in, and you try to say like, "Okay. Well, tell me about how you're trying
to use this," and there's 100 different use cases. So, you have choices here. You can either build the big
feature that covers all the long tail of use cases or you can try to see if there's really concentrated pools of
use cases for this that really make a lot of sense to adopt as a first order type of feature. So, | think those
are the two sort of strategies that we employ the most. It's like, "Did we think about this wrong? And now
we're just learning something about how it matches reality or for this big general feature that people are
asking for, are there actually more specific use cases that we should be solving, and we should be solving
really, really well?"
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[00:28:18] Nan Yu
English:

I'll give you an example of all of these things, which we just launched a feature called Customer Requests,
and basically what this does, it adds a new concept of Linear, which is a customer. For B2B companies,
this is very relevant, and the reason we did this is because we kept getting this request for fully
customized fields, and we would be like, "Well, what is it that you want with your custom fields?" Because



the problem is you add 100 custom fields and all your ICs start hating it. So, we don't want to go down
that path, but what is it actually you're trying to do? And 40% of them were because, "Well, | have a
customer," like Walmart or whatever, right? Like, "Walmart asked for this feature, and it's really
important. | need everyone to know that Walmart needs this. | need to track it. | need to see how have we
report... "
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[00:29:09] Nan Yu
English:

We can report on what have we done for Walmart over the past year so that when my CSM (Customer
Success Manager) has a one-on-one conversation with a rep, they can have some kind of evidence that
we've been doing stuff for them, like all this kind of stuff. We're like, "Okay. Cool." That sounds like a very
useful and powerful thing you want to do. How do you expect people to tag these things? Well, manually,
because that's how we did it in our spreadsheets. It's like, "Okay, instead of that, we're going to hook up
with your customer support tools. We're going to hook up with your CRMs. We're going to automatically
bring in feedback from these companies. We're going to analyze the emails where they're from, and then
if someone requests a feature that gets escalated into engineering, it'll just be tagged with whoever asked
for it. You don't have to do anything, but you will know, and you can still report on this stuff, but there's
nothing about this that makes ICs lives harder.
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[00:29:54] Nan Yu
English:

In fact, it makes them feel more confident because when they're building the thing, they actually
understand who's asking for it and exactly what the email said. So, when they're doing the design or the
details, they can actually see the real-life use cases that are present and solve for those directly.
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[00:30:09] Lenny Rachitsky
English:

As I'm hearing this, it's like, "Okay, obviously, this seems like an obvious solution. Of course, 40% of
people telling me they have customers." In reality, most of the time, if you hear from a bunch of your
customers, "Hey, | need this custom field," and sometimes you hear one thing, sometimes you hear
another. Most of the time you're going to build this custom field. Something that your head of sales
shared with me is how impressed he is with the way you ask questions on customer calls and just keep
digging and digging until you get to something that is an insight for you, and then you start to try to solve
the problem for them and think about what the product might be, and | think this is such an important
and underappreciated skill for PMs. Is there any advice you could share of just how you approach this,
how you ask questions, how you think about these customer calls to get to, "Okay, now, | see what we
need to build versus let's just build what they're asking for"?

AR ERIE:
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[00:31:10] Nan Yu
English:

My goal is to feel bad in the same way that customers feel bad. They come to us with a request, "Hey, we
want X," and it's like there's something motivating it and you can do the normal analytical thing and be
like, "Ask five whys," and try to figure out like, "Well, what are your goals?" "And as a persona X, | want to
achieve this outcome." You can do it that way, but you might miss the reason that they actually feel bad
for not having this thing like, "I can't accomplish this goal. So what?" "So, I'm not going to get promoted
at work." Okay, great. | understand the severity of your problem at this point. What is the actual
emotional valence that is motivating whatever you're telling me? And it takes a little while to get there.
You can ask people directly like, "How do you feel?" And they're not necessarily going to tell you, but if
you have a long enough and deep enough conversation with them, you start to level with them, and
you're starting to see stuff from their perspective, and the more you see it from their perspective and the
more they know that, the more they're willing to open up to you and tell you like, "Okay, honestly, | had
this thing happen where | marked the ship date of this project as December 30th because it's a Q4
project, and | wanted to put it at the very end, and then my marketing team lost their mind because

they're like, 'We can't ship something on December 30th. Everyone's on vacation,'" and you're like... And
then they're like, "Yeah, this has made me feel really bad." So, | don't ever want to put dates on things
ever again. So, like, "Okay, cool. We can help you deal with that. If that's what you're feeling, then | can

start building stuff to make sure that you never have to have that bad feeling again."

R EIE:
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[00:32:50] Lenny Rachitsky
English:

People talk about empathy like, "You need to have empathy as a PM. You need to build empathy the best
product leaders, have empathy in this." | think it's such a succinct and powerful way of describing what
empathy actually looks like as a product leader, which is | want to feel as bad as they feel in hearing the
story they tell, and it sounds like the way you do that is you keep asking questions to understand the

moment they felt bad about something. In this case, the deadline.
R EIE:
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[00:33:17] Nan Yu
English:

And if you ask somebody in that last story, like what kind of issue do you have? You're like, "Oh,
marketing and | would just never align on anything." It's like that doesn't really tell you what's going on.
What it tells you is you had this terrible moment of communication that it's all miscommunicated, and
you're like, "It's just going to keep happening over and over again." So, the thing that we did specifically
to solve this was on projects in Linear, you can just specify a target date at whatever level of granularity
you want. You can say it's a December project. You can say it's a Q4 project. You can say it's a second half
of 2024 project. Like whatever you're happy promising, you can just put it on there and that way you
never feel like you have to give this sense of false precision so that it ends up with a whole bunch of
miscommunication down the line.

FRCERIR:
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[00:34:04] Lenny Rachitsky

English:



| could see why people love Linear is it just makes them feel less bad less often. There's a lot of
connection here. | know this idea of emotions and feeling bad is a core part of how you think about
building product, looking for moments. People feel bad. Is there anything more you could share there to
share how you think about this idea of emotional hooks, emotional moments, and how you decide what
to build?

FROCERIR:
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[00:35:21] Nan Yu
English:

So, to set the background of this, I've worked in very, very competitive industries. | worked at Everlane,
which was a direct-to-consumer clothing brand. | worked in Mode, which is like BI tools and there's so
many Bl tools out there, and then obviously, Linear. We're project management. There's a lot of project
management tools, and | think the more competitive your industry is, the more the low-hanging goal-
oriented stuff is already picked because every PM from every one of these companies has been asking
like, "Well, what's your goal? What is your job to be done," and all this kind of stuff. So, you have to look at
things from an angle that other people might not have seen and for me, and for us, it's the angle of where
are the emotional hooks that you're experiencing as you go through your work day, as you use our
product, as you use competitors' products?

FROCERIR:

ATHAER, REERFEEAUNTLIFEL, BT Everlane TF, BR2— M EEEMHERENRER
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[00:35:21] Nan Yu
English:

| think it's probably underexplored because... | don't know. | feel like PMs and engineers, we're like very
thinky people. We avoid the touchy-feely stuff. So, | think that's the opportunity. You can see where are
you feeling bad throughout your day where you don't even know? You might think, "I hate Mondays."
"Why do you hate Mondays?" "Well, on Mondays, | have to go out and gather a whole bunch of stuff to
write this report that it's really annoying." "Oh, so if | gave you a button that made the report, would that
help?" It's like, "Oh, yeah, then | might not hate Monday so much." So, | think Paul Graham has a word for
this. He calls it schlep blindness, right? It's like I'm schlepping through life, and I'm just completely blind
to it, and it's true. You have to have an outsider come in and see what the rhythm of your feelings are
throughout the day, throughout the week, and you note the spots where you could really use a lot of
improvement.

FRCERIR:
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[00:36:26] Lenny Rachitsky
English:

Is there an example? I've shared a couple, but just where you've noticed this in someone using maybe a
competitor or even Linear that you solved. | know you gave an example of the dates. | guess is there
anything else?

AR ERIE:

BRBEAAlF? REERET/L, EEREFEINAERREXNFREE Linear ERER. HREAME
AREVIRE? FAERE T BEIRBIF, EARIRING?

[00:36:26] Nan Yu
English:

A big feature that people love about Linear is we have this thing called Triage Management, and what it
does is it systemizes this thing where if | put an issue into a different team, if I'm asking them to do
something or I'm reporting a bug to them, it sticks in a special zone where it'll notify the right people.
They're on a rotation and people will be able to respond to it in an organized manner, and | think this kind
of automation, this feature, it came out of two different fields people were having. One, people were
trying to implement this stuff by hand, and it was just a lot of touches, and they were doing it, but they
felt like, "Oh, I'm totally underwater." "Why are you under water?" "Well, | have to throw all these tickets
around and route them correctly and stuff like that," and they didn't see this as an opportunity to have a
tool specialize in managing their triage queue.

FROCERIR:
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[00:37:23] Nan Yu
English:

Because they were managing by hand.... They were on top of it, but it just felt really bad because they just
had to spend so much attention doing this and then there's the folks who didn't do that. The feeling was
just like, "Well, it's totally out of control. People are just throwing tickets over the wall, and | don't know
what to do with them. | don't know where they are. They end up in all these holes and then the people on



the other side are like, "I throw tickets over the wall. | have no idea what happens to them. | have no
expectation that people are ever going to respond to them." So, there's all of these bad feelings that
people are having. They all have the same root cause, which is like there wasn't a very automated
organized way to deal with your triage queue.

FRCERIR:
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[00:38:18] Lenny Rachitsky
English:

Marketers, | know that you love TLDRs. So, let me get right to the point. Wix Studio gives you everything
you need to cater to any client at any scale, all in one place. Here's how your workflow could look. Scale
content with dynamic pages and reusable assets effortlessly. Fast-track projects with built-in marketing
integrations like Meta, CAPI, Zapier, Google Ads, and more. A-B test landing pages in days, not weeks with
intuitive design tools. Connect to tracking and analytics tools like Google Analytics and Semrush, and
capture key business events without the hassle of manual setup. Manage all your client's social media
and communications from a unified dashboard, then create schedule and post content across all their
channels. If you're on content-rich sites, Wix Studio's no-code CMS lets you build and manage without
touching the design. And when you're ready for more, Wix Studio grows with you. Add your own code,
create custom integrations with Wix-made APIs, or leverage robust native business solutions. Drive real

client growth with Wix Studio. Go to wixstudio.com.
R EIE:
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[00:38:55] Lenny Rachitsky
English:

I'm going to try to summarize some of the secrets of Linear's success so far. So, the first is get something
out as quickly as possible, say, in the first 10% of the time that you have to build this thing and get it out
to internal users and then maybe a growing list of beta users and people that are aware of they're using
early stuff. Two is prioritize the IC and the user, basically, versus the buyer or the middle manager that
wants reporting and all these custom features. So, it's basically focused on the user, which | think you
hear a lot, but | love this very specific example. Three is when you hear asks for features and requests, get
to the specific person using the thing, not just general, "Okay, cool. I've heard it 100 times." Find the
person that actually needs this thing and understand what's going on, and then four is look for people



feeling bad in a moment working in the product. Is there anything else that I'm missing that's important

or any nuance you want to add?
R EIE:
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[00:39:54] Nan Yu
English:

The part where you said, like focus on the user, | think it's maybe a little bit more subtle than that. There's
a nuance which is find where the incentives are really misaligned amongst your user base. There's a
middle manager that wants really detailed reporting and there's a IC who just really doesn't want to go
through all those extra steps, and the incentives for what they want are just very... They're just very
misaligned, and you have to find those situations and be pretty judicious about how you make those

trade-offs and where you can really find win-win outcomes there.
R EIE:
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[00:40:30] Lenny Rachitsky
English:

That's a really important nuance. Something else that's come through a couple of times as you've been
talking is also something Patrick Collison tweeted once that has stuck with me, which is this idea of
having a mental model in your head of the user. So, the way he described it and the way you've described
it is oftentimes people are like, "Cool. We're going to figure out what to build. We're going to do a bunch
of research, talk to users. That'll inform what we build, and we build it, versus what you've been saying
and what he said is you do a bunch of research, look at data, talk to people. That informs your mental
model of what the customer needs in their life, and then that informs what you build. So, that anytime
you do more research, talk to customers, it's informing your view of the person, and then you're like, "Oh,
this was different from what | imagined," or, "Oh wow. This is exactly what we've been thinking and let's
build that." Anything along those lines that you might want to share?

FROCERIR:
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XMBFENA—4F,” HE, “H, XERHN—EEEN, BMEXNME" XTX—R, REFARDE
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[00:41:19] Nan Yu
English:

Yeah, | mean, | can tell you a little bit about how we manage our backlog, which | think actually ties
directly into this. At any given moment, we have probably 20 or 30 opportunities that we could possibly
explore, just product opportunities, like problems to solve, areas to improve for our users, but they're not
ready yet. We don't have enough conviction around how we might approach it. So, we just accumulate
understanding of this stuff and periodically, we accumulate some more stuff, and then we reevaluate,
"Okay, what is our current understanding of how we might best approach this thing?" And | think
something that people struggle with is that they might have this model in their head. Like a PM might
have this model in their head about how a user behaves, but it's just very hard to share that with
someone else. You have to telepathically throw it into their brain, which is hard. So, what we try to do is
identify areas that we might attack with a product, but also keep an up-to-date analysis of each of those

areas so that everyone can engage with it and also contribute.
R EE:
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[00:42:22] Lenny Rachitsky
English:

Is there an example of something that's sitting in your roadmap? I don't know if you could share these
sort of things that's just sitting in the backlog of just like, "We're not quite ready to tackle this yet, but

here's something we're inkling on."
R EIE:
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[00:42:31] Nan Yu
English:

Yeah, sure. Capacity planning is a thing that's been sitting in our backlog, and it's something that we see
managers struggle with all the time, which is like | have a limited amount of personnel and resources, and
| need to deploy them in such a way where we can theoretically accomplish our roadmap, but also we
don't get blocked by some bottleneck that we don't end up blocking all of the projects because this one
engineer is stuck on some info thing, and that's a thing people struggle with all the time. All the solutions
out there are bad. The best solution is a very, very custom spreadsheet that someone would make, and



it's a lot of upkeep. So, we have some ideas about how we might automate this, how we might use
existing data within Linear to really help out with this problem, but | don't think we've quite cracked it
yet. | think there's some nuances that we have to really explore a little bit further. So, we're continuously
developing this, and as we hear from hear from users that are struggling with this problem, we will get on
a call with them and sit down with them and talk through it.

FROCERIR:
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[00:43:31] Lenny Rachitsky
English:

And the idea there is keep informing this mental model, keep informing what this could be until you get
to a place of like, "Okay. Cool. | think we figured out what will really solve this problem in an elegant

way"?
FR3CERiE:
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[00:43:42] Nan Yu
English:

Yeah, and | want to really stress a nuance here, which is it's not that we want to solve the entire problem.
The entire problem is quite big, but there's something that's really right for Linear to do that would help
people have a good starting point for them to reason about it. So, | think a lot of building conviction
around stuff is not even like do we have a workable solution? It's like how much of the problem should
we actually take on? Because if we take on too much of the problem, then we'll end up overpromising
and not being able to deliver on it.

FROCERIR:
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[00:44:13] Lenny Rachitsky
English:

| think what's also useful here is you all keep your team very small intentionally and being constrained
keeps you from taking on these things too early because you don't have the engineers to build their



designers.
FRZERIE:
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[00:44:24] Nan Yu
English:

Yeah, that's true. | actually hadn't really put that part together, but | think some of the reason we've done
it this way is because we don't have the bandwidth to action everything. So, we have this backlog that we
maintain to make sure that when we do take it on, we're pretty set up for success.

AR ERIE:
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[00:44:41] Lenny Rachitsky
English:

Yeah, it's interesting. | think a lot of companies are starting to realize that they can build better products
and move faster with fewer teams. | want to move in a different direction and talk a bit about how you
actually think about building new products. Something that I've heard from you is that you have a
systemized way of being creative, which | think is a dream for a lot of people's. It's like how do | be more
creative? How do | think of new innovative concepts? You have a really interesting process for how you do
this. Can you talk about it?

FRCERIR:
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[00:45:09] Nan Yu
English:

Yeah, totally. | think when people talk about being creative, a lot of times what they have a problem with
is extrapolating. They can see the stuff that's right in front of them, but what about two or three steps
down the line? And then it's just like, "Well, there's just so much possibility. | don't know what direction
to go." So, the way that we try to do it is we ask a question which is like, "Okay, how extreme can you take
it? You're designing a product. You're trying to come up with a solution. What's the most outrageous
version of this along some trait?" | don't know if you guys did this at Airbnb, but | think Brian Chesky talks
about like, "What's the 11-star experience?" Is that a thing you guys did?

AR ERIE:
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[00:45:51] Lenny Rachitsky

English:

It was a thing he talked about. Yeah, there's always a push of what's the 10X version of some idea.
FEiE:
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[00:45:57] Nan Yu
English:

When you think in that way, when you're asking is like, "Hey, what's the 11-star experience?" What you're
really asking is like, "Hey, what's the most luxurious version of this hotel stay? Or what's the most
unforgettable kind of experience we can give people?" And you throw away things, | don't know, like cost.
You throw away things like practicality because that's not what's interesting. What's interesting is | want
to actually explore the possibility space, and | think this is really important to do because the goal is to
get you to see beyond your defaults. We have all of these constraints that we're operating under that we
psychically have in the back of our heads that we just don't even realize we have them. So, just break past
all of them, and then you can really see what your options are because we talk about product decisions.
It's like, "Oh, yeah, you have these choices. What are you going to decide?" There's all this decision-
making kind of theory.

FROCERIR:

HIRBERER, HiRE “TAR 11 BRERE? 7 Y, REERNRE: “XRBETBERRENRETZMHA?
HERNELAERORETHEREZHA? 7 RIPWFAE, WAKAYE, HAPERETEFRER, B2
MERBEERRAEMENTE. BIANXFMIFEEE, BNERSILFER BANRE” ZIMIKRE.
MNESMAORTIEE, XELFRBARERNNVRERL, HMNEELERIRFCINET. I, TERAEX
YR, ARMRAEEERIMIER. EARIMKETRREN, S22, ‘B, REXEERE, RSRE
W—? 7 XE-BEEREREL,

[00:46:52] Nan Yu
English:

But the biggest risk is you didn't see the right choice to begin with. You have these three choices and
none of them were right. It's this fourth one that was over in this corner, but you didn't look in that
corner, so you never found it. So, | think the whole goal of this is to try to expand the search space of what
you're trying to do.

FRCERIR:

BRANNILZIRM—THERE BN ERINER. MEX=TEF, B2, ERNELEASR
EMENE, BRKERNAEE, FMURKITHRAZE, L, RIANBIBEIMTRERRT KREEMNE
TBRVE R,



[00:47:09] Lenny Rachitsky
English:

So, what you're saying is people often don't think out of the box enough by not thinking too radically
enough. So, the choices they're deciding between are just meh options and there's this process of
breaking out of that, and | think you could hear this and be like, "Yeah, sure." | could spend 10 minutes
being like, "Oh, hey, what's the craziest..." but you're saying that actually is what you do and that actually
works really well?

AR ERIE:

FRURHNERZE, AMIEBEERNEFIAEHEMSERSABAE, FRUITEBERER, BNHRE—LEF
BEED, MITIRXMBENIEMRE - REARTEIER, “GE, HATU." HAILUE 10 58
B, RRENZMA-” , BRERMIENSXAM, MEMRIEEF?

[00:47:39] Nan Yu
English:

Yeah, and you actually build it. You can think of a very extreme version of a product and you can say,
"Hey, let's actually... " For the first version, we talked about, like the first version, you know it's not really
the right answer. Sometimes, you know it's so hard because you know this is the most extreme version of
the answer. So, let's build that as fast as we can and see how it feels, and then we're going to learn so
much about what the right actual answer is because we have seen this area of the product space and
really felt it.

FROCERIR:

28, MEMENSEWEE. (RAUAR—TIFERIEN~mhkE, AR, 98, EEMNE--" XF
B—hy, FMRD, (FABEFR—ERLEHER. ANXRME, HAMRMERXEERNERIHMRA. B3]
ReEjgeiRtiEe, EERIENE. ARRNEFIRSXTEEERERMIIR, AARNELRIRIHE
IR = an == (8] BY AR <isEo

[00:48:05] Lenny Rachitsky

English:

Awesome. Let's talk about an example of this because this feels awesome.
R EE:

KIET o WLFAIENX S EGF, EAXIFERRE.

[00:48:09] Nan Yu

English:

Yeah, | can talk to an example. Actually, is it okay if | demo something?
R EIE:

4, HEIEMF. SEPRL, FAILURR—TIG?



[00:48:13] Lenny Rachitsky
English:
Absolutely. Let's do it. Show and tell.

FRCERIR:
AR L RIB, BELH.

[00:48:18] Nan Yu
English:

All right. So, this is just like a demo space instead of Linear. So, the feature where we did this that |
remember very clearly, because it was recent, is we built this feature to save drafts for your issues. So,
Linear, as hard as an issue tracker, if | make a new issue and let's say I'm trying to report a bug or
something, so it's like | make a bug report, then | might start thinking through like, "Okay, what are the
repro steps?" And then | start typing them, and this happens all the time. When you're at work, you're
doing this and someone distracts you. If someone pings you on Slack or you have to go to a meeting or
something like that, you're like, "I got to put this away for a second. I'll come back to it later." Note to self,
figure out the actual repro steps and do it.

AR ERIE:

Y89, XRE Linear ERy—METRT(E, HISIZIFEBMB—PNRATXNMAENAF (RARRIEMEY) ,
MERNWEN "TEERRT" WEE. Linear @ — M LRERSR. MRFME—TLE, RIGRERS
— bug, HEET bugikE, ARFHBERE:. “WE, EMTREANA? * ARBFBITF. IMERELE
RE: RAELEMXME, RAB AT, MRE AT Slack LR, HEMRFSEAS, FEB: BT
FBEBR—A, F2)LBER” REBC, FEREMNENTREMR.

[00:48:56] Nan Yu
English:

So, what can you do? Well, you want to save it as a draft. So, we're like, "Okay, this is the problem," and
the first version of this, we're like, "What do we want to do? Linear is about being fast." So, we don't want
to get in your way. We want to say like, "What is the fastest draft saving experience possible?" So, if you
save it as draft, you can save it as draft. If you decide to not... you want to throw it away, you don't want
it, just hit the X button, and it'll just throw it away. We're not going to interrupt you with a popup that says
like, "Do you want to save your changes," or any of that kind of stuff. We'll just absolutely get out of your
way fast as possible. So, we're like, "What's the risk here?" Well, it might feel really unsafe.

FRERIE:

BALREEMAT AIR? MEBIBEENER. FAUEITE, “iF, XMBEAFRE.” F—hREFRITE, “BRITBE
287 Linear BIZLEIR” FRUFATRARLIRANER, Fi148, “RIRNEBRBFREERITAEN? 7 L, W
REERR, MF. IRRRERET, BN, BiES XM, BERT. BIIFAsBE— N E0ER
“URREREENRIG? * Z2EME, BRITSRATBENUMET(R, B8, “XENXNKRIMA? ” 78, X7
BERILANRBIFERR S,

[00:49:31] Nan Yu



English:

If you close this, and we don't ask you if you want to save change, you might feel like, "Oh, | just lost my
changes on accident." We knew that going in. We built this anyway, and it felt super unsafe. It turns out
that sort of inkling that we had was true, and we really felt exactly how unsafe it was. So, then we were
like, "Okay, well, what's the safest thing we could possibly do?" The safest thing is just auto save
everything. So, you start a new issue, and then you start typing some stuff, and it's just like auto saving as
soon as you type a single character and that did feel quite safe. So, cool, but it also ended up leaving
behind a whole bunch of like a paper trail of things you change your mind about. You've probably had
this happen in document tools where you have a whole bunch of things in your space called like Untitled

Document or New Document and stuff like that. It's just like-
R EIE:

MRIRRAE, MBENNMIRESERE, MARIRES, B, RFANOFETROENR" HIFLET X
—R, BRNNEBXAMT, LREEHLBRARE, FRIEARIHEREXNE, FMNETHBRRE TR
MALeRH. FEHNE, “FE, BRITEMNERLZENFBRMTA? " KRRENMEENRE V. RF
eI R, T—EF, REMIT—1FN, EMBEHEREF. XBLRIEREE, RY, BEEESRETT—
REMABEREHN “BERDT . FAREEXETIRARBIIXMER: (RN=REIEE N “TiREE”
B RS 2K, mE—

[00:50:24] Lenny Rachitsky
English:
So many untitled folders.

FRCERIR:
BZ AR (R,

[00:50:25] Nan Yu
English:

Yeah, so many untitled folders because the moment you say new folder, it starts saving it, and then you
don't actually mean for that to happen. So, we had those two sorts of variations that we built, and we fell
through and where we ended up was a balance between those two. So, what happens is if I'm creating a
new issue, like | am here, and | close it out, it'll interrupt me, like we have to interrupt you, otherwise it
feels too unsafe. So, | can save the draft, | can go to my drafts, and then if I'm in this draft I've already
made, and | go in there, and | start to say, "Okay, I'm going to keep working on it," but then | get
interrupted again, then I'm just going to auto-save it for you. There's no point. I'm not going to ask you
again.

FRZERIE:

EH, BEEAREXME, EAF—R “HEXMHRXR" , enAnRE, MIRESHARILERE, PRI
WRETXMEREE, AHITTER, KEREMNRETRENTER. NENEER: NRKEETLIE—HI
B (ERINEXE), ARERXFAE, EaPHR—RINLTFER, SUERRKFLLT. HAIUREE
e, ZEERNER. MNRKELETVE—TNENER, RHAZRET, ARXRITHT, XEXMERE
NIREHRE. RYUEBRIR—RT .



[00:51:06] Nan Yu
English:

I'm always going to auto save it because I'm not going to create a new object. I'm just making
modifications in place. So, we made this very specific choice of on a brand new issue, we will interrupt
you, and then on an existing draft that you're messing around with, we're just going to auto save
everything and someone doing a analysis. If they did a detailed teardown of these decisions, they might
say like, "Wow, they made very specific choices here," but the path to get there is to do something totally
extreme in one direction and then totally extreme in another direction and then find where they really
meet up.

FRCERIR:

HE—HEHHREFE, EARKBAUE—MINR, RRARERSHITENR FAURINMT —NIFE RGN
B WFeHnIe, Rishirfmgn; My FRETLENAEER, HIMEEZBHREFE . NRE
AFPXEREHITIFMIFAR, IR “H, MWIEXEMTIFEERENEE.” EREXENRER:
FR—PNAEBEIRE, BRB—TAREEIRE, ARKEIENREENCR

[00:51:39] Lenny Rachitsky
English:

Such a good example, the way that you described it is you went like here's the safest route. Here's the
fastest version. Where did you come up with these list of options? And for folks that are trying to do this
for their company, are these like... Because these are Linear principles, we're going to be very fast. Is this
the way you think most companies should operate these sorts of attributes? Do you think it's specific to
what makes their product different? How do you think about that?

FRZERIE:

BEENMFAIF. MEANANR: XRERTEMREE, XEHIRAIRAE. REMBERBEXLEETTIRN? 3
FHRLEBTECQABZHAXMAENARN, XEBER - EARXLRE Linear RN (FEIFER). R
INARZHEABEHNIZERX LB MEFD? ERIMANZERT LN~ RS RFEER? REAR?

[00:52:04] Nan Yu
English:

| think for a lot of companies, you have to ask, "What is the promise that your product or your business is
making people?" It might be you always have a car available if you need it, and if you do that, then maybe
we're going to have to implement search pricing to make that happen. It's always going to be available.
So, here's the trade-off that we have to make. It's a very extreme point of view to do that. Or you might
say the price is always predictable, but sometimes you can't have a car in the first place. Those are all
choices that you get to make, and you have to sort decide, like where in that spectrum does it make sense
based on the promise of your company?

FROCERIR:

HINAWTFREBABFKR, RTR): “REFRBLSHANNEERFA? 7 AR “REMEE, K
HBEEAR" o MRRAEXT, BARTFRITDAERDSEANRKKLIAC, FXTAIA, XmERHRITDIEK
BT, XR— T IFERFKHIMR. HEMAESER “NMKTZAFNN" , BEANEERRREITRE
I, XEERBIRAILMMANER, ROTURE, BTIRABRIARE, EXMOENHMMIERERX?



[00:52:40] Lenny Rachitsky
English:

A lot of people talk about this idea of working backwards. Brian Chesky in Airbnb has a big concept of
working backwards from the ideal. Let's design the best possible scenario and work backwards. | love
that this is even more tactical, which is just pick the extreme version of very specific attributes. Probably
not that ideal, but it'll give us insight into a version of the ideal and an element that works well and then
what doesn't. Yeah, exactly. | did this a lot actually at Airbnb, just like testing the extreme. So, it super
resonates, this idea, and when you say test, so was it like you build it and play with it? Do you roll it out to
some of these circles of users or is it often just internal, and then you learn and then iterate?

FRCERIR:

BEAKIL “BHIE” (working backwards) BYA8i%. Airbnb B9 Brian Chesky B— MO, FLEMIE
BRESEMHS: RITHETENGS, AGEEHE. RERMXNMEELARENSE, B PhEIEEERKE
MRRIGARZS, BARREARIELR, BERRILRITAREBERMAN—NMIE, URBLTRSERL, WLER
170 23, L Airbnb RHBEEXAM, MEBMARIKE R, PRAUAXMUEIEEEHIS, SRFIR “MhiK”
B, RIEMRITEELRAXAL? (MIIIBEATLAELAFEFE? E2BERENENX, AEFEIHIE
?

[00:53:23] Nan Yu

English:

Yeah, we rolled out some of these versions to people.
R EE:

TR, BAASBHAP—ERAERLE T —E A

[00:53:25] Lenny Rachitsky
English:

Oh, wow. Okay.

A ERE:

R, 47,

[00:53:27] Nan Yu
English:

So, the super-fast version that was unsafe, that only went interna, and everyone felt it was too unsafe, but
then we thought, "Okay, let's go to the super-safe version," and then we rolled that out and everyone
started having a whole bunch of... Like how many drafts are people making? I'm like, "This is too many."
The people are leaving behind this crazy paper trail. Okay, we got to figure out some difference here.

AR ERIE:

BIARL2RBRIRERERIBLE, ARBRESAALLE2T. ARHNE, “F, XABL2RE" , i)
RE T NRE, SREDABFETE—KME- ‘AMIBIRETZLER? 7 BB, “BXZT.” AIZF
TTRENRERDT. 178, BASHREEFHES,



[00:53:46] Lenny Rachitsky
English:

Awesome. So, this very much connects to your first point of get things out really quick, and in this case,
it's like extreme versions. You're probably not going to work long term, but it will teach you.

AR ERIE:

KiET . FIAXIEBERSMMIE—R: REELRE, EXMERT, mERERE. BAKREATETA
#, BEgBZMTRS.

[00:53:56] Nan Yu
English:

Yeah, exactly.
FRCEE:

2H, =i

[00:53:58] Lenny Rachitsky
English:

Amazing. Okay, and seeing it in action, I'm like, "Okay, obviously, this is the solution," and that's how the
way this should feel, and to your point, it was not an obvious solution when you started thinking about it.

AR ERIE:

AHE T, BEERMRET, REWRT, “HE, XEAMBEREER" , XW
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[00:54:08] Nan Yu
English:

Yeah. | mean, the best solutions are always obvious in hindsight, and it's just like you have to develop a
process internally that to eventually find your way there.

AR ERIE:

. HNERE, RFNEALEEEREREREMS NN, MAFEERMBRI—ERE, RENIE
EARERIE,

[00:54:16] Lenny Rachitsky
English:

Something else that you've mentioned when we were chatting that connects to some of the things we've
been talking about is you have this perspective that B2B software isn't just solving people's problems, it's
also teaching them how to work, and it's this accumulation of information. Can you talk about that?
Because | thought that was really fascinating.



AR ERIE:

BATIRRIZEINS —4F, HE5RIMTHEHNARABTEX: RIA7 B2B RERUNZERRANRRE, B
AEBMMIOAEAIE, XR—MEERINR. MEERIKRXNE? FAFKREFIXIEREEA.

[00:54:38] Nan Yu
English:

If you think about how a lot of B2B software gets created, it's because there was some person in the
middle of some giant company who implemented some kind of process, and they're like, "Wow, this
process is really working for us. Maybe we should make it easier," and they build a little tool internally
and then all of their colleagues can now press on buttons and good things happen, and then they turn
that process and that tool. They spin it off into a startup, and they make a startup. This process repeats
thousands of times. So, when you adopt that tool, you're not just adopting the actual software, you're
adopting the idea that this is a practice that you ought to be doing in the first place. So, if you're a
marketing person, and you adopt some marketing software, you're not just saying, "Okay, now, | can
write emails and send them to people."

AR ERIE:

RIREBE—TRZ B2B RHFBNMIRER, BERRNRERARTENE DAL T EMRE, MRS,
“IE, XVAEMENERER, WIFRIIVZILERFTERS.” TEMIIERSMT —NMNIR, ARFRE

SREETRT LA R L, SRRAIRITIAN, RRAMUNEBERBRERS, REERA—TES, A
B —MIRARMNIZMEISEEL" o FLL, MRMFRB—BEWAR, RRAT -LEEHNRMG, MAUNEE
W, B, MAERAUSHAHRELANT,”

[00:55:24] Nan Yu
English:

There's all sorts of process around that. You're organizing stuff into campaigns. You're measuring click-
through rates. You're calculating cost of acquisition and all that stuff probably comes equipped with a
tool because those are the right practices to do when you're doing this sort of marketing exercise. And
whether you knew about it before or you learned it from the tool, like as a buyer for this kind of product,
what I'm doing is I'm saying like, "Hey, I'm going to bring in this baseline level of marketing competency
into my organization, that this is the worst we can do is whatever the tool defaults are."

FRZERIE:

XEEE—BEME. METRATHRREHED, MEGEREER, MEHERENS, FIEXLERAR
BHEETIARE, RHAXERHITIREHEMNRAIERLE. TIEMRUAMERENE, HEMEMITAERZF
2Ry, fFAXEFMIIER, HEFLERER: TR, REAKBAR[SIANIMEHEINE AL, FKiEM
WEREREEMELAENIAEE.”

[00:55:58] Lenny Rachitsky
English:

Interesting. So, you're basically buying into a way of working when you're adopting a piece of software,

not just have this problem | need solved.



FRSCERIE:
BERE, FMUNRRA—INEN, MEAREREINE—FIEAR, MANNEE—NEERANIRE,

[00:56:06] Nan Yu
English:

Yeah, exactly, and | think the most salient example of this is if you've ever seen like a company adopt an
ERP (Enterprise Resource Planning) product, it's the most painful thing you can imagine. It's doing deep
surgery. They have to redo all of their internal processes and the way they manage inventory and all this
kind of stuff, but they're willing to do it because they know that this is a battle-tested way of making sure
that you're actually doing good management of resources. So, they're like, "We're growing up now. It's
time for us to adopt these best practices. In order to do that, we have to adopt this tool, and we will
conform to whatever the tool is best is to do."

FRCERIR:

2H, K. WUNKREZNFFMEBMNRRNI—RATFRA ERP (I FHIFITR) ~m, BEIRERRE
MERBENER. XMEEBREFA. IS NEMFIENRERE. EREESNES. EiERXH
i, EAMIIMEXE—ESLHRIENAN, RRRMEEMT THFREER, FIUMISE, “HiI%E
KKT, BIMERAXLERERLRK T ATHEX—R, HMNOARAXIIE, HMBIRZXNTENNR
YFRIMGES”

[00:56:44] Lenny Rachitsky
English:

This connects to a couple things | know about Linear, one is what you've shared of just avoiding these
customizations requests from people. Do you have a very opinionated way of here's how you should
operate in order to build a great functioning product, org, and company in general? I'm just connecting
threads here. One is like we're going to avoid letting people customize too much because we know they'll
have a bad time, and then two is just this idea of we are opinionated about the way you should work in
Linear, and it's like you have a Linear method, | think it's called, of just like here's how product team
should operate based on everything we've seen be successful.

FRCERIR:

X5 TH#RXT Linear U/LHEE X, —RMADEZNXTELANNERILER, MIIEREE—EFE B
MW" (opinionated) B737%, NN TRBI—NEEREFNT M. BRMAQE, RMZXFRE? KIEE
EXELRAER: —BRMNERIEANIEES, BARNMERZILMIEREE; —2XTF “HilE
Linear MR IZINA TIER BN , MEIRIIE—1M “Linear Method” BIZRFE, EFRIFFSHIFR
BRINZESG, MET = mBE AR IZIEEF.

[00:57:19] Nan Yu
English:

Yeah. Yeah. It's definitely connected in a way, and | think sometimes when people talk about... You
mentioned like being opinionated, and | think sometimes when people talk about being opinionated, it
can feel like they're almost saying like, "Hey, this is arbitrary," like your opinion and my opinion, they're
just too opinions, man. Neither is right or wrong. What we try to do is find where there's actual consensus



amongst a lot of different high performing teams, and then we can take those practices and say like,
"Okay, for a team that isn't already practicing this, can we give them a button so that they can start
practicing this?"

FhSCERIE:

B, XWREBEKRN. FIANERIAMEL - FEE "BHRER” , RESERIAMNKEX I
B, BERMEER TR, XRMEN” , MEMPIEAMNENETR, RERMHARNEZE, Wit KEXE
g, MEMNFAMHZ, FTFSTENSREANFIFHREERN “HiR” , ARFENBEXELBREIRHAR:
IR, WF—MNEREXEMOE, BAIERaeLa ] — &, LRI LA aXAFSeie?

[00:57:56] Nan Yu
English:

When we see companies doing a really good job of managing their triage queue, but it's very manual,
we're like, "Okay, can we automate this? And then for this other company that really needs it that they
don't know this is what they need, can we just give them a button to activate this?" And now they have
the practice within their org, too.

FROCENIR:

HEMNBNBEQFEEED RN S EMFR, E2EFH8, HMNS@: 97, RKMELEamLE?
REXN TR —REEFECEEFMER CKTENQE, HMEREERAMI—MIHEREEE? 7 X,
I IRAR N BIAE 7 XL,

[00:58:10] Lenny Rachitsky
English:

So, | think the takeaway here is when you choose a tool, recognize it's going to change the way you
operate and be thoughtful about is this the way we want to work versus just we just have a problem we

want solved?
Fh>CERIE:

FIUERBXENB TR SREFE—IILAN, ERRICSREMNEELR, HRBHAE “XE2HNNEE
MIEARNG? 7, MANXE “HNNE—NEFEZHER .

[00:58:21] Nan Yu
English:

Yeah, exactly.

R EE:

Y, Ko

[00:58:22] Lenny Rachitsky
English:



| want to come back to something, a thread that's come up a couple of times in our chat is the way you
collaborate internally. It feels like there's a pretty unique way. You said you were on all the sales calls. Is
there anything that you can share about how you collaborate internally, how the different functions
collaborate that may be unlike how other companies operate that might be helpful for them to learn
from?

FROCERIR:

HREE—MER, ERMNVIRFLIITURNER, R2RIASBMENGR. BEE—MIFEIRENS
o RGIRSIT FRAENHEBIE. XTIRMNABMENE. FRIRESIMNFNE, BREFASRKRTER
w7, 2E/EMARFEIN?

[00:58:44] Nan Yu
English:

Yes. Something that's worked really, really well for us is we think of product management as partially like
a go-to-market discipline in the same way that sales and marketing are, right? When you talk to people
and like, "Hey, tell me how product management works in your company," they'll probably say
something about like, "Well, there's engineering product and design. They work in this triad, and here's
how they interact and collaborate," and we all understand why that's useful, why that's helpful, but this
other form of collaboration between product management, sales and marketing, | think it's something
that's probably really underexamined and often | feel like in organizations, you actually see some
antagonism between product and sales and marketing, and | think that's a shame because when we
come together, the way we think about the way that we think about selling is a matter of like... especially
because we sell to very expert practitioners, and they have a very sensitive BS detector.

AR ERIE:

2. WEIMNFEEVRHN—RZ, HETREESRIRN—M “HKEIHH" (go-to-market) BIFH, F&RH
EMEHE—F. SMFEZIA, IR, FSHEHRFEN2BNTRERREAEEN,” tiITgxR, B, BT
. Famiigit, il =Z60—@ 85X IE, XEMIEMMDENGR." RNEBEBRATAXRE
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[00:59:51] Nan Yu
English:

So, a big part of what we try to do is we try to help our marketing team pick exactly the right word and the
right phrasing to make us sound native to the language that our customers speak and also-

AR ERIE:

FRUAENS NHHOBRR—H 2 TER, BRI ERB LT ERMBEICAER, LRIITEREE6E
RAEFEHENA, MAE—

[00:59:51] Lenny Rachitsky
English:

You're talking about engineers is my sense, right?



FRZERIE:

RRERGRENIETZ, HIE?

[01:00:07] Nan Yu
English:

Yeah. Engineers is a big one, but even product managers, right? Like product managers know when...
They know what the job is like. So, when you come in, you say the wrong words, people give you stink
eye.

FROCENIR:

2H, TRMIBRA—57, EEESESREE, WIE? FREENE. - thiIXEX G TIER T AFR.
FRUARER, T $HiRAE, AS4GIRER.

[01:00:17] Lenny Rachitsky
English:
Don't call them project managers.

RS ERIF:
BBt R I B 2 38,

[01:00:19] Nan Yu
English:

Yeah, exactly, for example. So, | think that's a big part of what we have to do. So, on our PM team, we
actually have a full-time product marketer, and her job is to... Tactically, it's like all the change logs come
from her, all the release notes, and also she's always crafting the language for whatever upcoming release
that we're building and working directly with the teams and trying to figure out how to talk about it, and
then once we go out and build the campaigns, build assets and things like that, that's where a lot of the
language is coming from. It's coming from the work that she's doing and then with sales, they're
validating all that message in the field. They're saying the words to customers directly and telling you if
it's sticking or not, and then you can have a really good feedback cycle between those three disciplines.

FRZERIE:

B, =i, XMENMIF. AMURINAXZRNBIMHERES D, ERNN~mEEHANS, KR LEE—
F2RNFREHEAR (PMM), HNTER - MEARLH, FIENEHRBE (changelogs). FIERIAMIH
BRERH Bt TFo LtbSh, t—BEAEANBRNEEMENERAEEAGIRARITES, BERSENGTE, Sidih
AR E. —BRMTFIRELEHES). WERME, REZESHRTHNIF. AREIHEE, MIESE
SRIIEXEE R, MITERENTAREXEE, FERFFEEER. X5, MREX=TERZERILT —
MEBFHRIGRET.

[01:01:18] Nan Yu

English:



Yeah, | think PMs, like product managers, we often have a tough time trying to explain like, "What is your
job?" It's a little bit of everything. | think the job that | do that we see it as is you're taking the building
side of the organization and the selling side of the organization and bringing it together. You're taking all
of the commercial motivations and goals of the company and making sure that what you build actually
solves for those goals, and you're tempering that with what's possible and where the opportunities are to
actually build stuff. So, to me, it's the PM in the middle, and then you have engineering, product design,
and then sales, marketing, product management on the other side.

AR ERIE:

B, WANFRIERERERE “FHNILERMHA? 7 e 4aflib—xR. FIANBABHIE, H&ERK
MNEF/ENANZ: RBARHN “Bijik” 1 “HER SaE . MIBRARMENBHLHNMNEFRED
¥, WERIFHZNRARERRKIIXERR, HREFTEEMKLFAENIFIATXERR. ATk,
PM7ErR[E], —ARTHE. Fmikit, Z—UEHEE. EFENTmEE,

[01:02:03] Lenny Rachitsky
English:

PM is always in the middle-
HRCEIE:

PM S22 THEIE—

[01:02:05] Nan Yu
English:

Indeed.

FRCERIR:

Hasko

[01:02:06] Lenny Rachitsky

English:

... but I think that's true from the perspective of PM, and | love this visual of just the PM is connecting the
builders to the sellers, and you're involved in both worlds. This connects very directly to Brian Chesky's
whole thing about how PMs should be doing marketing. So, the way they changed it, every PM is also

PMM, and there's no more... They're product marketers now. That's their title and that's like the extreme
version of what you're describing.

RSz ERIE:

------ BIINAM PM NAEREHLMLL HRERX MR R: PM ERERRENHESE, MENS5XK
MiEFR, XEEEKRE Brian Chesky B9, BI PM NiZMEH, FrLIRZE T #0%, &1 PMB=E PMM,
BE - RENKERTmEREE, R IMFrERAIRIThRA,

[01:02:33] Nan Yu

English:



Yeah. Yeah, and | think Apple's been doing that way for forever, too.
FEiE:
BN, FBERAFL—EHEX AWM.

[01:02:37] Lenny Rachitsky
English:

Got it. So, the advice here is if you're a PM at a B2B business, lean into the sales and marketing side of it,
lean into the go-to-market.

FRCERIR:

BET. FIUXEMNRINE: MRIRE B2B SN~ mIIE, ERHEMEHRMM, @ KT KR
#o

[01:02:45] Nan Yu
English:

Yeah, and in fact, if you're leaving something on the table in terms of the kind of impact that you are
having at your job, that's probably the thing that you're leaving on the table. You're probably already
doing a good job of collaborating with engineering and design. It's probably the sort of sell side that
there's an opportunity for you to have more impact.

FRCERIR:

2H, XL, MRMETSBCSELFTEERLENFMA, BRAEMEX—IR, MAEELESIEN
IRIHIMEA ISR, BE “HER , MAURBNITEEANIRIE,

[01:03:05] Lenny Rachitsky
English:

Just to make it even more concrete for PMs that are like, "Okay, | want to do this. | want to do what
Linear's doing. I'm going to get more salesy." What does it look like when someone is more is in this
double triangle working more closely with sales? You talked about being on sales calls. What else there
can you share of just like, "Here, try these things"?

FROCENIR:

ATIEABEAR “bF, HWBXAM, FEE Linear i, BIFFAFERE” NI EERKNSE!
H—TMARTXD W=AFK" F1, SHEBLEMGEN, RERHAFN? MAETSMBERIE, T8
ARSI ZERE? N “HidXEE" ?

[01:03:20] Nan Yu
English:

| think originate the message that you send to your audience. There's a lot of things that marketing does,
which you are never going to necessarily touch. There's always demand gen and figuring out channel
strategy and all this kind of stuff, like sure. That's a peer marketing concern, but actually picking the



words and where the emphasis is, like you should understand the customer at a pretty deep level,
probably deeper than any other group at the company because of the kinds of requirements gathering,
discovery that you're doing. So, you're going to know the native language that your customers speak a lot
better and help your marketing team originate those words.

FRCERIR:

HIANZE A IREAEARARNER. EHEIIHNRZSERMRLEH, LWNFEREZE. BERERKS
F, S, BRAEWTH, BXLMEDCNREER, MENZERIRNEELTRER, FJRtAsfE
REMEAER, RAM—EEMERBENER. L, MILANAETHREFPH 61 , HAEBEFRH
AR B 3R]

[01:03:58] Lenny Rachitsky
English:

Got it. So, basically be really involved in the product marketing, the writing, the emails, the headlines, the
website?

FRCERIR:
AT, FMUERELRRNSESFREH. XESMF. B mENNERE?

[01:04:06] Nan Yu
English:

Yeah, yeah, exactly. | know the word product marketing is also so overloaded. They do so many different

things, but it's that sort of content creation piece that you really have an opportunity to contributes to.
FREiE:

R, ", HAE TREHR XMAAHTARZEN, MRS AENERS, BEEBRHH “NECIFE
7, BRIREEBNZMLSIEENTS,

[01:04:16] Lenny Rachitsky
English:

Yeah, | love how concrete that is. It's like don't think about this concept, product marketing. Just think
about the words that your potential customers and customers see. Okay, final area | want to spend a lot
of time on is totally different. It's around getting a job.

AR ERIE:

2, HERXMAERKR, MEAFAEEE TaEHE XTHEME, mEBEEERNREEF AR
XFo ¥, &E—THEXLNEINENIERTERE: XTFHIMF.

[01:04:31] Nan Yu
English:
Oh, yeah. Okay.

FRCERIR:



MR, 4789,

[01:04:32] Lenny Rachitsky
English:

You have a pretty unique approach to finding a gig. | heard from the founder of Mode about the very
unique way you approached getting a job there. | imagine Linear is a similar boat. What advice can you
share with folks that are looking for a job, maybe struggling, that work for you when you were looking for
your next gig?

FRZERIE:

R TERY A SRS, M Mode BIBIIE ABB R IR S R IS NERES YIRF 5 o F9B Linear BB E
%o WTFBLEEEKTIE. EEFEBIRMENA, REDZE—EMEIHT—HIENTREREIEN
ng?

[01:04:51] Nan Yu
English:

Project management is a unique role. Because we do just about everything, you don't really get
pigeonholed into being compared along a single dimension with everyone else, and everyone who's
hiring PMs, just like when they're hiring execs, they're hoping that they bring them on to solve some
burning problem that they have. So, it's your job when you're in the interview process to figure out what
that burning problem is. So, put on your discovery hat and go figure out what is the actual job to be done
of the hiring manager when they're bringing on a new PM onto their team? And if you can do that and
then make a good case that you are the person to solve that problem, then hiring you becomes a binary
choice between do | hire the solution to my problem or do I hire someone else?

AR ERIE:

FREER-TRENAR®. BARMNLFHAEBMEM, RURFSEEMA—FRERER—HE LHITL
B, M EEFRIZENA, MGRESE—1F, MHEZBBRPVARBRITEIRNENMABZS. FIL, &
HiXZER, (RNESMEREBMRBEZIART 4. B LM “FAE" , XFFRBEIZIEEERFIN
—RMEREEN, HEMN “FHMES” (Jobtobedone) BHA? MIRMMEEMELIX—=, HEIHIERIRT
ERRBNRIERIA, BARRIRMER T — N E—RE: RRERAXNRENBRAR, E2EMEM
A?

[01:05:48] Nan Yu
English:

And | think what ends up happening a lot is when you're in a interview process, you're just trying to put
your best foot forward, trying to say that you're great at everything. You have very few weaknesses.
Maybe you tried too hard, like whatever, but everyone's going to say that. So, you're just one of end
people, and you want to make yourself a little bit of just you versus the field. You're the solution to a
problem and then everyone else is like a roll of the dice.

FROCENIR:

HANBEELXENRRZE, SMEERIRET, MRARESHETECKRTFN—@E, HERIMER—Y), ¥
BEHR, HERMABHT 2L BENABEZX AR FAURRIERSEEAFH—. MIFRIEES



TR “fRvs. RFAAN" o RERERBRLG R, MEMARGRERNERT-

[01:06:15] Lenny Rachitsky
English:

So, the way you're describing it is the company has a job to be done, say it's drive growth of some feature.
In this case, it's like for Linear, just build a killer or successful B2B product. | don't know. That's a broad
one. Usually, you're not interviewing for head of product role, so that's maybe too broad. So, it's like what
is this PM role's job to be done at the company and then help convince them you are the best person to

do that job and solve this problem for them.
R EIE:

FREMREARN G NE: KRB —NMIMES, LR N INENIE R, 7% Linear B F 94, AIgEEME—T
RFRHAING B2B = fh. HARE, XAFEZT . BEMERNAZmASTARA, FrABRRIREXE
2o FMUNIZRZ: ZNFmEEBRUEARNFMESEMA, ARRRMIMRETMXIESH Db IER

PN E YN

[01:06:42] Nan Yu
English:

Yeah, and a lot of times when you take that approach, it'll feel like you already work there, and the way
that | did this, like | got advice from a friend. He said like, "I was interviewing for this job at Mode that you
referenced." I'm like, "How should I approach it?" He's like, "Just act like you already worked there. What
would you do?" And then it's like, "Okay, | could do that." So, then when you're in this interview process
and someone's asking you questions. He goes, "Do you have any questions for me?" You can ask them
like, "What are your OKRs this quarter? How can someone help you achieve those?" You can be that
specific about it, and they're like, "Oh, yeah, sure. | can tell you about the exact thing that I'm doing this
quarter, and then you'll have some level of intelligence about what people are actually trying to solve
because | think often we just get stuck in these very high level general types of questions like, "What's the
company goals sand all that kind of stuff, and it's like, no, you can get really specific. If you were
collaborating with that person in your job, what would you say to them?

FROCENIR:

T, REMEYMREZTGZEN, BREMGMELTERBELFET, RIREXAMB (FEEFET MK
BRI : HIHEIRRIEEIR Mode BVER(IAY, Fim) “HIZEAM? ~ , i, “MRABGMELEBELF
T—1F. IRREAM? 7 T, UF, FATLUMEEL” FREL, SREEXESRESR, BARMR “RE AR
;3?7 B, fRETLAE:  “URITIXZEER OKR BT A? HIANBAREEBIREIXLER? 7 MRl
o =i 1R, U, RAUSFIEXZTEAEGEMI A" XEIRFEEEAEERFREE,
EAFANNBERNIAZEEETEESE. BANEEL, il “ARANBEREMHA” Z2EHN. F, RETLIE
BEMK, MRMFEIERSIHROADE, FIWMITRAA?

[01:07:39] Lenny Rachitsky
English:

| love how actionable this advice is. There's obviously an element of this takes work and time. A lot of
people are interviewing at a lot of companies, trying to find a job, is part of your advice. Pick the ones
you're most excited about and invest a lot of time in this way of interviewing.



FRZERIE:

BRERX MRV TERFE. B, XFBRAEHMNE,. REAERSQBERAIE, FHNBRINES
D REBEREHENAT, HEXMEIAGN LRAKRERE?

[01:07:58] Nan Yu
English:

You can invest a lot in the ones where you know that you're going to be able to over deliver on. If you
understand what they're actually trying to solve, then you know where you're going to have both the
highest chance of success of getting hired, but also doing a really great job on the other end of it.

AR ERIE:

fRE] AT AR AR (S B CREB TR AR A B LIRAKERE T, WMRIRT BN EERFERNED, BAMRK
XRFERNYERD, MENRGHEMSIESHE,

[01:08:13] Lenny Rachitsky
English:

And you talk about how you're like pretending you have the job, pretending you actually have this job as
part of the interview process. Oftentimes, as an outsider, you don't have enough information to have a
really good thought on what the solution is, and maybe part of it is going to be so wrong because you're
like, "I don't actually know. | don't have the data." Do you actually try to reach out to the engineers and
designers on the team to try to understand things? How far do you go to try to solve these problems and

show them what you can do?

AR ERIE:

RAFEERIREFRINFEELRI TP LI BEFABIMNN, MKEEBHESMBRATEZEREHN
0%, BEEARRBLERERTEHIRN, BAMKEHE. MERHIXRFNRNIREMAIZ TR T @5
15? A7 BRXEREH RRIREIEED, (REBEHARE?

[01:08:37] Nan Yu
English:

Yeah, | mean, you're in the interview loop. These are people that you're going to be working closely with.
So, start there. Do your discovery questions, and if there's an area that you think you want to dig, you can
ask. There's no harm asking, "Hey, can you put me in touch with an engineering manager who's working
on the same problem?" And if no one else is asking, again, you're going to have an extra piece of feedback
from that eng manager. So, yeah, like this guy asks really good questions, and it seems like they're really
with it. No one else is going to have that piece of feedback. So, during the debrief process.

FRSCERIF:
W, EERELEERARERT, XEAMBMRRAKBEZEENA. FRUMBEFFA, BERAGERTR
3, MBMREEZEEENTE, RAUEER, B—a ‘12, fREeitFHM A TX MM TEKLIEMg? » #

RETLL, MNREBEEMARAR, RSN TEEERE[ITIIMIERR R MINS5EE: “XRMN
EREERE W, ERMENRE" EEITGEIET, RARSEXFNRG.



[01:09:08] Lenny Rachitsky

English:

And just asking that question alone will show them how deeply you're thinking about this already?
R EE:

{UXZRIEHAR R, FEELEIIBEMREETEHITEZARANNERET?

[01:09:14] Nan Yu
English:

Yeah.

HRCERIE:

=0,

[01:09:15] Lenny Rachitsky
English:

Amazing. Nan, is there anything else that we have not covered that you want to touch on or share or you
think might be helpful to listeners before we get to a very exciting lightning round?

FRsCERE:

A#ETo Nan, EFEANFEFENNEREAEZE, TEFARINTEERE. MERKIDEL, HERIAH
IR B BNEIAEG?

[01:09:30] Nan Yu

English:

| have a very specific point of view on deadlines. | don't know if that's something you care.
FREiE:

HEXBLEAHA (deadlines) B— 1M EEEKRIM S, FHEIRES KT,

[01:09:34] Lenny Rachitsky
English:

Let's do it. Fire away.

R EE:

kg, 5.

[01:09:38] Nan Yu

English:



| think what often happens is people get depressed about deadlines. It's like, "Hey, here's the ship date,"

and then you never make it. | don't know if you've had this feeling before.
R EIE:

HIANNEBRENERE, AMINELEAAREIER. mf, % XEXMNAH,” ARIMKTER L. 7
BIRUBIR SR I XM

[01:09:47] Lenny Rachitsky
English:

Absolutely, with some deadlines.
R EE:

LA, BLHIEAERFSEILE,

[01:09:49] Nan Yu
English:

You were an engineer before too, right? So, it's just like engineers is basically like, "Oh, yeah. Yeah,
deadlines, they're complete fabrications," and the only way to make deadlines real is to take them so
seriously that they are basically like a PO problem, and everything else has to not matter in comparison to
the deadline because that's the only way you're going to be able to signal to the team and also to all the
stakeholders that you're actually taking it seriously. So, my feeling on deadlines is don't have too many of
them, and when you do, it's a P0. So, the engineer is working on it. They don't get to work on anything
else.

AR ERIE:

fRUBIE R TN, XMIE? FRATRINEA LRRE, ‘B, B8, SIEAH, PTeBEELRN.” ML
I REITIREKHMM—757%, MERHEMRMNFEN], BENHEPOR (BRSMELLR) BFE. HLEZT, H
EAERERLEBHNEMESBAIEE. HAXZRABAMMAENZAXELLESHE—AI, RBIFRENE
INEXMRE. FIbl, RNEIEBRINEZR: FEEXZHNEILRE, —BF7T, EME PO, AFREHIZIM
TRERMAMEMER.

[01:10:28] Nan Yu
English:

It's like, "Oh, I need them for this," like nope. Nope. You're not pulling them off of anything. We're doing
this. As a PM, your job is to just cut as much scope as possible to make it possible to hit that deadline. Like
what are the things actually blocking us from doing it? Because what you want to do is at the moment
where you have to make the go, no-go call on whether to ship, you want to be able to actually have a
product that you can say yes to. It might not have all the features you had wanted or whatever, and you
can say no. You can make that choice, but you want to set yourself up to be in a position where you can
actually say yes or no to something, because what often happens is like we want this thing. Well, it's not
even close to being done yet, so there's no possible way we can say yes. | can't ship it. It's half broken. It's
like, "No, no, no. You want to get to a point where it works. It might not be the product that you want, but
it is an actual real product that you can conceivably ship."

FROCENIR:



MRBAW, B, HFEBEMEZD,” BER: FMT. NMTo RAERMITMX MES PHE. FlIum
FTRX N FAFmEE, MNIIEMERATREMEIREE (scope), UHREH L&IEAM. FIREMHATE
RESFATER? ANRRENRZ, EUTRE “REBFLK" WB—Z, MMFEENE—NMRAILS “&” B
. ERRERBIRAENFIEINE, MALLEEALR, BMEILACAT— “BENEFRAENER" NIE,
HAANBERENBERZ. BRINEEXNERA, BEEERSEETT, FMURALER “R” o HFER—T
Filmo AT, REBERE—PEREBITIRS. edEARMKRERN~ MR, BER—MRAIUEBRRZM
B9, ESCHY. SRRV Mo

[01:11:19] Lenny Rachitsky
English:

So, you said that don't have too many deadlines, but when you do, make sure you... Everyone
understands these are actual deadlines. When do you decide it's worth having a deadline? Is it like a
marketing launch sort of thing? What's worthy of a deadline in your experience?

AR ERIE:

FRUMRAEEXZ LB, E—B87, EHERESMASNBEMEEENEILBH. (RTARBREER
RE—MELIEARR? BEEHRAHBZENFED? RIBMIZE, FAFNSFBESRERLBH?

[01:11:32] Nan Yu

English:

Yeah, it's usually having to do with some kind of external marketing type of exercise that you're try to hit.
R EE:

TN, BESIRAERRREMIMNEEHERE X

[01:11:39] Nan Yu
English:

And I think that that's the other thing that | think. As builders, we can often look at launch dates and stuff
like that. It's like, "Oh, who cares if it's a little bit later or we skip this change log," or whatever it is, and |
think that that's really a... | don't know. It makes me go crazy when | hear people say that in all honesty.
With marketing and communication with customers, you basically have a limited amount of
opportunities to do so. A year is 365 days. There are 12 months. Each of those months has about four
weeks. There's some rhythm where you get to have 50-ish weeks to say something to your audience once
a week, or you get to have 12 months to say something really big or four quarters to say something huge.
If you miss one of those opportunities, you don't get it back again. You can't time travel back and say like,
"Okay, actually, let's redo first quarter and say this message that we wish we could have gotten into the
field."

AR ERIE:

XEFRBRNSZ—M4F. (FARIRE, HNEEIBLAHMBRZENSR, ARKERT, "B, B—xRBfAxX
7, HERIXREMAEXER” ERR, SRAZIANZAHEN, KT, AEHNSEFADESE,
MAEMNEHEREBMRE. —F365X, 1218, 8MEALN 4B, B—MTHR: (FRALE 50 BHESE
BNZRRRTA, HEE 12 PANNERRASE, HER 4 MFERRURREUBE, NRIRELTHF—



M=, RABHHRAERT . (FREFEEEER, “FE, EXUEENER—XE—FE, BRNFERL
EHEERHE"

[01:12:35] Lenny Rachitsky
English:

That is such a powerful point. | could see the sales marketing, go-to-market element of your job coming
out there. | imagine everyone that's in that field's like, "Yes, this is exactly right." Maybe just the last
question along this line. So, | love this idea of taking deadlines very seriously when you commit to a
deadline. At the same time, as you pointed out, it creates a lot of stress knowing there's a deadline we
have to hit. So, one lever you've mentioned is cutting scope. Another is just people spending more time
estimating to have more accurate deadlines. You invest in that. How do you think about just for an
engineering team to come into a deadline, how much to spend on de-risking and estimating versus just,
"Let's just do our best and then we'll cut and adjust"?

AR ERIE:

XE— M EERNMR. KEBHRIEFHE, EHEN “RENE” NERERNE. KB TUREIAL
=, ‘BN, TREW.” XTFX—RmEE—NEE: BER ‘—BAEMRE RN FERLEREE B8,
BIEMfriEHS, MEXIE LBIERESHRERED. MEHN—FFREHRERE. Z—MEiLAllE
BEMEHTEE, URETEEMNELERR. MSEXHLERANG? HF— 1B 1L TRERRN,
RARRIZEZ VEDNE “BRERRNEMGEE" £, B2MRR “RAOMA, ARREETERMEE" ?

[01:13:18] Nan Yu
English:

This might be my hot take, but we do almost no estimating in order to hit deadlines. What we do is we
ship as early as we can. The thing we talked about earlier where if by the time that 10% of the time has
elapsed, you have a working thing, you can now spend the rest of the time deciding whether or not you
want to do another iteration or you want to polish that thing and get it to be a shippable state. So, you're
setting up your future self to be able to make that decision. So, none of this is... You can't go into this at
the very last moment and say like, "Okay, now, we have to take the deadline seriously." You have to do it
from the beginning and commit to the process of going very fast, iterating early, and then putting yourself

in a position where you can say yes or no to a product.
R EIE:

XA R — “F|IL” ¢ ATELEHIEAH, HNLFAMUERGEE. HNNEBIRRATEREMZN. m&
A ZEkER, MREEE 10% BREEE T —MERNAA, (RELAILUAR THNERAE: 2B#ET
—RIEH, BRITEXNARAEHEIAIR RS, MEBENRRNE CLIEMRENTE. L, XER
B MARRERE—ZAN, 9B, MAERNBNENFEILERIT.” MATM—FEMmMXAMY, BOTF
PRETED. REIEAN, LBERTF—MIUM~mR “&” 3 “FAR” BIUE,

[01:14:03] Lenny Rachitsky
English:

So interesting and so different from the way most companies operate. Nan, this was everything | was
hoping it'd be. | think this is going to help a lot of people build much better product, which would be



good for the world if more products are like Linear. With that, we reached our very exciting lightning

round. Are you ready?
R EIE:

XEERT, XMASHATMEEARTERE. Nan, XEZHRTEAFN. RIAAXSEBIRZAMEE
M, MRMREBEBEZAK Linear XN M, BHRB—HEFE. BA, RITHENTIFESAMEHINE
RinZ., HESFTHE?

[01:14:20] Nan Yu
English:

Yeah, let's do it.
HRCERIE:

HEEET, FHEE,

[01:14:20] Lenny Rachitsky
English:

Okay, let's do it. Okay, first question. What are two or three books that you have recommended most to
other people?

FRCERIR:
4%, iR, F—NEE: R AEERZSNR=ZEBEFA?

[01:14:29] Nan Yu
English:

| think the one book that | recommend the most is The Design of Everyday Things by Don Norman. | read
it originally in college for an HCI (Human-Computer Interaction) class | was taking, and | think of
everything I've ever read, it's the thing that caused me to see the world from the perspective of
everything you interact with as a product. Every pencil that you use, every door that you open is a
product that somebody designed.

FRCERIR:

BERBERZN—ABERE - BEM (I&IT0IESF) (The Design of Everyday Things) . ERIEBEKRFH
ARE (HC) RERFERN. EHIBRIVFAAERHR, SitEFEN “GREMNSHERETZ~m NAEX
BFNHER, MERNEZHNE, (MIANEREI], HEFEARITHI M.

[01:14:55] Lenny Rachitsky
English:

And is that the big takeaway from that book? Because it comes up a lot, and it's such an old book. So, |
guess for someone that hasn't read or maybe doesn't have time to read, it is the big takeaway for you.
Someone designed everything and there's a reason things aren't great, and they can be improved.

FRCERIR:



XHMEBEBNZOBTE? AANEEERER, MAR—HRENT T MFRIRIFKHEIRHAFRR,
B IRERANEIANS . SFRAHRERILTHE, AAENFARERERAN, MAE(RUKH,

[01:15:10] Nan Yu
English:

Yeah. | mean, | saw this the other day. | was at a café in my neighborhood, and | saw a kid rip a handle off
a door, like of the café. He pulled it so hard, it came right off because it was a push door, but it had a
handle that looked like you could pull it, and that's one of the canonical examples of the book because

[inaudible 01:15:25] are just mysteries. Yeah.
R EIE:

B HEILRERIXMER: RAERMEHIMEE, BEI—TEFRMEFRT TR, tAAOXE, 8F
BEET, AABRERENHT], EEET —IMEEKIUANEF. XMEBRPNEEMNFZ—, BLEGIT
BEE R,

[01:15:28] Lenny Rachitsky

English:

Awesome. Next question. Do you have a favorite recent movie or TV show you've really enjoyed?
FREiE:

KiET, =M. REbBE B3SRBS EE?

[01:15:33] Nan Yu
English:

| watched The Diplomat on Netflix. | think it was terrific. It's really fun, easy watch. It has some West Wing
vibes if you were into that back in the day.

FRCERIR:

HET Netflix £EBY (4PRXED (The Diplomat), HKDISIEERE, REW, FERBENL. WRMURER (B
EXZEY (West Wing), B8 mBRFEDL,

[01:15:44] Lenny Rachitsky
English:

Yeah, have you seen the second season?
FRCEIE:

EHY, RER-ETIE?

[01:15:46] Nan Yu
English:

Yeah, | finished the second season. Yeah.



FRZERIE:
BT, BNEREZZS,

[01:15:48] Lenny Rachitsky
English:

| wasn't as excited about the second season, just to put that out there. The first season was really good
and then just went off a little like, "Okay. | guess it's cool," but stuff like that.

FROCERIR:
WRIE, BNBEFRaNE. F—FFEY, ARE_FpE= “GFIE, EITIE” ABMRDL.

[01:15:55] Nan Yu

English:

Yeah, it got a little like spy thrillery, | think.
FREiE:

M, AREET/ESKRERIRRA 7o

[01:16:00] Lenny Rachitsky
English:

Okay, cool, but still really good and on Netflix. Okay, cool. Do you have a favorite product you recently
discovered that you really like?

FRCERIR:
4, BERRAHE, MEATE Netflix £o . MERIEEREAMTAKIERNBF=mATYTm?

[01:16:06] Nan Yu
English:

| didn't discover it, but | discovered a version of it that was really interesting. There's a pen. Actually, |
have one on my desk. It's called the Sakura Micron. | don't know if you use these. It's like a felt tip pen. It's
really great. It was originally invented in Japan for artists to draw comic books and stuff, and you can use
it for anything. | use it for journaling or whatever, but | was on Amazon. | was trying to buy more, and |
found a package that said like, "Bible Study Kit." | was like, "Why is this labeled Bible Study Kit?" And it
was literally just the pen in four different colors, and it was because the thing doesn't bleed through
pages. So, if you have a Bible, which they often have these really flimsy newsprint pages. It's not going to
bleed through.

AR ERIE:

FERMEAUNTm, ERAMT —TEEEENRES. BE—ME, HWELMAE—, WETE (Sakura)
Micron, AAIEMRABAAE, ER—MHEE, FEFHA. ERVEEATLBEN, HEAREEEBZEH, B
AU ERERNS, FAETHIC. HETIBH EESIR, ERRV—IEELEE “EEXFIEE



B0, “NHAXEEEEZXFIEENGE? " ERANEERESEHARFENXME, RREEANX
MERZRERK, MRMRELZ, PHRABEIFEE, GHER—F, IMEFZEIE,

[01:16:51] Nan Yu
English:

And it's just really interesting to me that someone marketed a normal package of these pens as a Bible
study kit and for people who were looking for that keyword, and it was official, too. It was not something
hacked together. It was actually an official packaging of this.

FRZERIE:

RRERIFEEERNE, BAE—8EENERFN "ZEEFIETRE" KEH, THERPIXBEANA. MAE
XEEAN, FEHABIAIEN, BEEAHHNEE,

[01:17:04] Lenny Rachitsky
English:

Amazing. What a unique pen choice. Two more questions. Do you have a favorite life motto that you often
come back to and find useful in work or in life?

FROCERIR:

AHET, AR MIFNEEMRA. RERNEE: MELETAERNALEELGH, REELFREZEFHR
BRA?

[01:17:15] Nan Yu
English:

The correct amount is too much minus one, and | think this ties into the try the extreme version of it of a
thing where... | don't know, like a stupid example, like how much pizza do you want to eat? It's like, well,
five slices was too many. | feel bad. Then four was probably the right number, and then if you want to find
the right number, sometimes you just have to really shoot for the edge and then find out what's too
much, and then you'll find out exactly what the right amount is.

AR ERIE:

“ERBNER KZE BHE—" . RIANNXEZHABYORIRREE R, B MEENFF: REZZMKFE?
I, ZRARKST, REEHER. BAIRAIEMEERIERE. NRMEIKREERNE, BIRBAELE
MEBL, RHEtAR “KET , ARMMSBYBLIEFTARZ “G&

[01:17:41] Lenny Rachitsky
English:

| love how tactical that is, makes me think about Elon Musk's thing about cutting things. Like one of his
formulas for just getting stuff done, one of them is just cut stuff before trying to optimize it and automate

it, and his advice is if you don't bring back 10% of things, you cut, you're not cutting enough.

AR ERIE:



HERZMHAENRE, XILFBRELIRE - HRXTHIRFRANEL, EthmESHNAFR, Hhz—
MEESR AU BEEZEITEIR. tHRINE: NRIFSBRREIRIEHNAREBZERIE 10%, 5RBRIREIR
FERE,

7
/

[01:17:59] Nan Yu
English:

Yeah, exactly.
HRCERIE:

EHY, Ko

[01:18:01] Lenny Rachitsky
English:

Final question. You worked at Everlane for a number of years, and you shared the rough idea of a story
around a shirt, maybe a bestseller that they have now, and how you helped create a bestselling women's
shirt. Can you share that story?

FRCERIR:

Ria—ME#, {R7E Everlane TIETRZE, (REREI—IMXRTFT—HHEHEE, IR MIIINENDH
mm, AKARINAEB SIS T —RF N L2, REEDZATERED?

[01:18:19] Nan Yu
English:

Yeah. So, | mean, to be clear, | witnessed the creation. | don't think | had a direct hand in it, but yeah. So, |
saw this advertisement the other day on Instagram for... It's called the Women's Box-Cut Tee, and it's a
wide and short for women, and | looked, and it had 20 colors of it, and it sells super well, and | remember
when we created this thing, and it was because there was a batch of defective men's t-shirts. They all
came in an inch and a half too short. So, we couldn't sell them. You would have your belly button sticking
out. No one wants to wear of that. So, what we did was like, well, we have to salvage the inventory
because we were a very small company, and we had to make cash flow, and we couldn't just damage it

out.

AR ERIE:

T, BAER, RERIET EMNRE, BRAAKEEZESS 7%t si/LXHKE Instagram EBET 4N
&, I “ZXAETM” (Women's Box-Cut Tee) , MEZMFRIHEXTRENIE. HETE, ©F 20 HHE, =3
BRI, HIBEEINNEXNRANNER, RRAE—#HEHRENER T M. ©IIERE T —RT 3+, FrEA]
BER, FLERBRER, SARSTBEN. FRUENHNA, 78, RIS TIERXAESE, RAEISHE
E—HKIEBNNAE, BNBEMER, FEEERE.,

[01:19:06] Nan Yu

English:



So, the design team and the marketing team came together, and they said, "Okay. Here's what we're
going to do. We're going to cut another two inches off of this and make it really cropped and market it
towards women as like a cropped boxed-tee silhouette, and we did that. We're like, "Okay, hopefully, we
can salvage this inventory and not have to take a write-down." It sold out in a week, and we're like, "Oh,
okay. | guess we just made a hit product,” and it's one of these things where it's very hard to know what
this was. Was this a marketing thing? Was this a design thing? | don't know, but you just come together,
and you find the right product market fit in the weirdest way.

AR ERIE:

FRIRITEAMMEHFEAMNRE—RR : I8, HMNXEM: HNBEERRYT, BEMKREENER
(cropped), ZAEEA “ERAETI HELETT” HNXAMT. RIMHEE, “F8, FERIE
B ET, FAITRBE." EREE—ARAMENLT. KIE, "M, 78, BERFNNELE T —NR
Fo” XMEBHRERBNER: XEERNNF? ER2IRIHTNINFE? RAME, BEARREE, UREHH
BATHRE T R E R

[01:19:43] Lenny Rachitsky
English:

I love that it's still going.

FRCEIE:

BREREMEEESE,

[01:19:43] Nan Yu

English:

Yeah, it's still going. Originally, it was just white. Now, there's like 20 colors.
R EE:

EH, 17ESE. RYIBAE, WEE 20 e,

[01:19:48] Lenny Rachitsky
English:

Oh, man. | love how many industries you have worked in: fashion, data analytics, project management. |
don't know what's next. There's more, | imagine. Nan, this was incredible. | really appreciate making time
for this. Like | said, | think we're going to have helped a lot of people build better products. Two final
questions, where can folks find you online if they want to reach out and learn more? And how can
listeners be useful to you?

FRCERIR:

KB HERMREM T XAZTIL: HiE, #ESH. IEEE, HANET—ITIEMH4, HBEEES,
Nan, XKXBEF T, IFERGRHIGESM. MEFHGRN, FTIANARNSBEBHRSAMBEFN~ R, REH
NEE: INRAFKBEKXRIMEN THRES, AJLUEMEREIR? IFRITEENIREMLENA?

[01:20:08] Nan Yu



English:

Yeah, I'm on X/Twitter as the thenanyu. It's T-H-E and then my name, and if they have any feedback about
Linear, we're very happy to take it, especially for people who use it in their day-to-day. We really want to

hear from users.
RS ERIE:

9F89, IKTE X/Twitter MK SE @thenanyu, WIRARI Linear BIEMIRIR, FATIFEFRTIAE, %55l=EH0
LERECEHAENA. BMNENRBRTAFPNES.

[01:20:26] Lenny Rachitsky
English:

What's the best way for them to share that? Is it tweet at you? Is it go to the website? What do you

recommend?
FRSCERIF:
MNP ZERGNRESRNEMTA? BRERAIR? E2EMIN? MEFMHA?

[01:20:31] Nan Yu

English:

Oh, yeah. You can tweet at us. You can DM me on Twitter. My DMs are open, so it's all good.
R EiE:

R, B8, RAILARHERFAIRA], BeTLAE Twitter EFAETR. FHEVAAEZFMAY, %inlE,

[01:20:36] Lenny Rachitsky

English:

Amazing. Nan, thank you so much for being here.
R EE:

KT, Nan, JFERRBGHREER,

[01:20:39] Nan Yu
English:

Yeah, of course. Thanks, Lenny.
FRCERIE:

HIR, §1E Lennyo

[01:20:40] 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.

FRCERIR:

ARBER. IEERURIT, MBIMEEBARBENE, FILUE Apple Podcasts. Spotify SRERBIIEE N AFIT
FATH. W, BEERAHNTAIHIE TITFIL, XERAMETEHEMITRLILXNMEER, RAIUE
lennyspodcast.com #EIFIEFHITTER TREZES. THTEBML.



