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[00:00:00] Naomi Gleit
English:

| really believe in frameworks for things that helps drive extreme clarity. | work on a lot of different
projects. A lot of times I'm ramping up a new project, I'm like, "Where can | learn what | need to learn
about this project?” | ask five different people, get five different answers. That is unacceptable. Of course,
I'm sure there's hundreds of docs associated with the project, but there needs to be one canonical doc.
Everyone should know exactly where the canonical doc is. That's the one place | can go to get all the
information | need about a project and it will link to all the other docs, things on the canonical doc are.

AR ERIE:

HAREBREESRNER, CRBINIRINEME. RARRSFAENTE. REMRYTBHN—IHTE
B, F=ih: “BMBETUFARFETHENXTXIHENERE? 7 IRBEAPMNFRABA, BEIEDIFR
FENER, BEATERN. SR, HRESHBEEXNXEERB LTH, BLFE—0 “NEXHE"
(Canonical Doc) o BN AR ZETIMABEX HNEXAEERE, BIEIHRALEREINMBFAHREREESM—
W7, EREREIFMEEMARIE, NEXE ERIZBXE R,

[00:00:33] Lenny Rachitsky
English:

Today my guest is Naomi Gleit. Naomi is head of product at Meta. Other than Mark Zuckerberg, she's the
longest-serving executive at Meta. She joined what was then called Facebook as employee number 29
and has been at Meta for almost 20 years. She's seen the company scale from 30 employees to the one
and a half trillion dollar business that it is today. Naomi does very few podcasts and interviews and so |
was really excited to chat with her and have her on this podcast. In our conversation, we dig into the
many lessons that she learned from Facebook's early and legendary growth team, her superpower of
taking really complex and gnarly problems and projects, simplifying them and delivering results. We also
get into leadership lessons she's learned from Zuck, including his recent transformation into possibly the
coolest CEO in tech. Also, why PMs are the conductor of product teams, some very tactical tips for running
meetings, writing docs, working out, getting better sleep, and even how to get more protein in your diet.
This was such a fun conversation and such a wide-ranging conversation and whether you are in product
or growth or any other tech function, you will get something useful out of this conversation. If you enjoy
this podcast, don't forget to subscribe and follow it in your favorite podcasting app or YouTube. It's the
best way to avoid missing future episodes and helps the podcast tremendously. With that, | bring you
Naomi Gleit. Naomi, thank you so much for being here. Welcome to the podcast.

FRCERIR:



SRBEERZ Naomi Gleit. Naomi 2 Meta BY=miasi Ao FRT 55 « fL52f0#g, iE Meta EERBY B & KAY
S8, WFNE 29 SRIMANT HBFRY Facebook, £ Meta TIET 1T 20 Fo fIIET ABIM 30 REATAK
NS RMME 1.5 HIZETHESL, Naomi RIOSMBRIIRZ R, FAURKIFENETES KA BIBRKE
TER, ERITIER, FIPRANRIT T M Facebook REAEFIBKEIPAFEEINIF LR, MUKRMER
HERANBRFNRBASTE BUHRZIRRE BN o HITTWETMILRARE EFENHES IR
12, BEMRARENREF&E CEO IR, 1, HIIEITETAFAFREE (PM) E2FmBEEY
GEIER , UR—EXTFHE. EXHE. #5. NEER. EENETEREPEAESEQRNEARI,
XR—REFEBREE ZHMNIE, TIRMREET M. ERKEZEMEMBARREESR], REEMPR.
MRRERXMEE, HISTEERNBEERLAD YouTube LITHEMXF, XZBREIREKT BNRIES
X, BXENEEEKR, TE, iLFKIIWID Naomi Gleit, Naomi, IEERSHREER, WIDRIER,

[00:01:56] Naomi Gleit
English:

Thanks so much for having me. As | told you earlier, | refer your podcast all the time and so | can't believe

| have the opportunity to actually talk on it.
R EIE:

FFE RSB . ENFZAISFMYN, REERNAEEMRIES, FIUKEEFBEEECENBIZX
XEHE.

[00:02:08] Lenny Rachitsky
English:

Wow, I'm so flattered. | never get tired of hearing that. Appreciate you sharing that. | want to share a
couple of tidbits about you because it's pretty crazy when you see this list. Okay, so you are Meta's
longest serving executive other than Mark Zuckerberg. You're employee number 29 at Facebook. You've

been there for over 19 years. Sorry, at Meta, formerly Facebook.
FZERiE:

E, BEEEIR. HKTIAARXENE, BRETINOE, BRESE—EXTRIEBE, BABIIXNERE
MRKIE, M, fRE Meta B2 5% « LA ZIMERERKMNEE, {RE Facebook ¥ 295 R T, R
ERBIETEE 19 F, I, FF Meta, tFLZELLFIAY Facebook,

[00:02:35] Naomi Gleit
English:

| do that all the time. That's what happens when you've been at Meta for 19 years is you can't get the
name right.

AR ERIE:
RBEZERTFIO, £ Meta &7 19 FHNERME, MEERIERMEHEF,

[00:02:42] Lenny Rachitsky

English:



Okay, good. | won't feel bad about that Then and then the last thing is just you've been at the center of
some of the most foundational products that Meta and Facebook have worked on, including working on
the early growth team and thinking about the early growth strategy. Basically you've been there from
employee number 30 to today, a one and a half trillion dollars company, one of the largest companies in
the world today. Very few people have ever seen this sort of growth and scale from the inside. First of all, |
guess let me just ask this, do you ever reflect on this and just realize like, "Holy shit, what a journey I've

been on. How wild."?
FRSCERIE:

48, BEMARBFEM T, Re—RE, F—EIT Meta Ml Facebook —EEEAM = mAZIOMIE, BIEE
SHERKEANTEHBE RIE KRS, B4 L, RILGET AFM 30 ARREIS R 1.5 HZETMIE, A
HOHRRANATZ—o OB ARMABILEXMIERNMER, B, FEH, FEEEOEEEHR
N KM, HEHT—RSARIIRIRE ?

[00:03:16] Naomi Gleit
English:

It is a great question. | would love to say that | reflect on it. The truth is | think | barely have time to reflect
right now. I'm thinking about all the things that | need to do on my to-do list, so I'm pretty in it still. Even
after 19 years, | am really focused on the work that | need to do. | do honestly have moments where | get
to reflect. For example, on this podcast. Sometimes people do ask me and | think especially as | approach
the twenty-year milestone, my twenty-year Faceversary, I'm sure that will give ample opportunity for me
to look back.

FROCERIR:

XE—MFRE. RRBAKEERT. BEFLE, RIUE/LFREREIERY. RHRFHBE/NEIE
EBEE, FIUKDASEORAEF, BIEST 19 F, HEAFEZTEITRFEBROIfF. ELH, KK
E-ERBHEZ, WNRESMXMER. BRAMZER, ZEEFHIR IR 20 X226, W
TR 20 B “Faceversary” (NIRLEZH) B, HFBEHRSERENNNSILREME &,

[00:03:55] Lenny Rachitsky

English:

Such a classic product manager answer. | have too much to do-
R EE:

HANFRRFIERODE, REXSFEMT —

[00:03:55] Naomi Gleit
English:

Too busy.

FRCERIE:

KITT o



[00:03:59] Lenny Rachitsky

English:

I have to think about this. Yeah, | got to hit some goals here.
R EE:

BEEER—T. B8, HELEN—LEBT.

[00:04:04] Lenny Rachitsky (Ad Segment - Pendo)
English:

This episode is brought to you by Pendo, the only all-in-one product experience platform for any type of
application... [Ad content omitted for brevity in translation, but can be provided if needed]

FRSCERIE:
EATSEH Pendo #E), ERERATFEAEANAEFNE—2 A~ RIEBES - (rERAK)

[00:05:28] Lenny Rachitsky (Ad Segment - Vanta)
English:

This episode is brought to you by Vanta. When it comes to ensuring your company has top-notch security
practices, things get complicated fast... [Ad content omitted]

FROCERIR:
AT B M Vanta B8, LIS NEIBRATDAEINENRERNHE, FRIARBFER - (M EREER)

[00:06:20] Lenny Rachitsky
English:

Let me start. | want to start by just how you actually landed at Meta as employee number 29, which is a
life-changing decision and a life-changing role and | want to learn if there's something folks can see
about what you did that might be helpful to them when they're trying to find a place to work and your
story, | was reading about the story and it's super interesting. You basically wrote your senior thesis at
Stanford about why Facebook was going to win and why it was going to beat its competitors and the
competitors cited I've never even heard of, so it's interesting that that was the competitor at the time.
Could you just share the story of how you landed as employee number 29 at Facebook, now Meta?

FRZERIE:

IEERATFFIAIE, HAEMIRIARK A Meta 55 29 S RTHBWIE, XR— P MREAERNRAENAG. REEEMR
NWEFFEREEERARGBENMS, LERUMNEIHIENSEN, RIRIFHKE, FEEB, RHT
EEMBRAZ L IETEA FREXF I A Facebook 25, URANMHAEESEMZESEWNF—MIREE
AL R SR FREZEENEE, FIUPBENNEFEERERE. FESPZ—TREUNAMK A Facebook (I
Meta) %529 S RITHIHEM?

[00:06:54] Naomi Gleit

English:



Facebook as part of being an academic, researching Facebook, also being a Stanford student using
Facebook. | was like, "I really want to work here." Facebook had just moved to Palo Alto. Mark had driven
across country | guess, and arrived in Palo. Alto opened up an office at 443 Emerson Avenue or Emerson
Street. It was right above the Jing Jing's Chinese restaurant in downtown Palo Alto and | just went to the
office sort of cold called the equivalent of just walking into the office and seeing if there were any
available jobs. There were not. | think | did that maybe five to 10 more times. Eventually, there was an
opening to interview for Sean Parker's personal assistant. He was at the time | think the president. | did
interview and | did not get the job. A few months later | found out about a marketing role that was
available. And one interesting thing | haven't really talked about was | got an offer from Facebook. | also
got a competing offer from LinkedIn, and so at that time | made the choice to go to Facebook because |
was interested in the social networking aspect of it. Why was | so bullish on this website at the time it was
www.thefacebook.com. Why was | so excited about this thing? | think it's because | definitely saw that
there was product market fit. | saw that students at Stanford were obsessed with it, but it also had a long
list of colleges that were really excited and on the waiting list to be accepted onto Facebook, and so there
was this product market fit piece and also a huge demand from other audiences, other colleges, but our
younger brothers and sisters were also sort of interested about Facebook and it seemed like it had this
much broader appeal. So that's what happened. | got the marketing job. Cheryl also talks about when
you are on getting a rocket ship, don't ask what seat. That was my foot in the door and here we are 19
years later.

AR ERIE:

EA—R 3 Facebook U4, ERItEE—REMA Facebook FUETIBEZR A, FHYURE: “HEAMRBEX
ET.” Facebook HETNIMEIMHZ BE (Palo Alto), HESTLUNEHFBEEZEEIATFEN, Mi1EMH
TREFHPLEREH B SAT—IMDIAE, BME ‘TR PEENELS. EREZRETHAE, HATF
BT, BEEHENBELEETHRIRL. EREE. HERABNYET 55 108, &%, E— 1 ERXER
- 1A% (Sean Parker) FAABNEEMNS, N ZEEH. BEMTER, EL=IHMHIE LTAE,
ERRE—NEHERAUTH. E—HHREEARINEER, HUNEEST Facebook WRAEH, FENBE
2|7 LinkedIn MRS M RAEN, BRITIKIER T Facebook, EAFHMHRZML S EERNE, HTAFK LT
BABTX WL (HEHEZE www.thefacebook.com) ? AtAKMEMLILME? BERERAKMREECES
RET “FRmiaRes” (Product Market Fit) . BEFIMBEEHNFERNEER, MEXE—KBKRFIENM

HIHEBAFF NN Facebook, FAUABEE PMF, XHERBHMEH A, HMAKFMEAFR, EEBRINE BHKEK
33 Facebook BN, EMFEABE ZHRS| . XMBHNNER. EEITHGEHEIE. HMER
(REERK) iR, NRMFEELAE, FERSTAEM], BREHHFANRTNEIE, —R 19FELE
To

[00:09:18] Lenny Rachitsky
English:

| was just going to say that that's such a good example of what she recommends of if you can get a seat
on a rocket ship, don't ask which seat. And | love the Sean Parker piece. | did not know that. That's
hilarious. What a different life would've been if you got that job and went down that track. So a couple of
takeaways here for people that are trying to pick where to work, what | love about your story is one is you
just had so much. You just had confidence that this business would work and you just knew that you
wanted to get on this rocket ship. You saw attraction. So that told you | guess that added to this
confidence that this was going to work out. And then you said that you walked into the office kind of cold,
not even cold emailing or calling, but cold arriving. Five to 10 times you said?

FRCERIR:



HIERN, XIERMEBNNEENF: WRIMFEEE LAF, AREMUER. HBRERXXTHE - HZHIAR
B, RUBIFAAIE, XIRKT, IRMREANZR T ILEHELBRR, NESSATRE, WFIPLIETE
BEIEMSBARR, XBRNITER: BAZMIEEERED, MBEXTILSEML, RRAHMER SRS
EXEAFT, (RBEEITIRSIA (traction) , FAAXIEIR T IRMMINAIED. ARMRMERESE T HAE, &
EXREKIBHITERE, MBEELI . fRETHS5E 10R?

[00:09:45] Naomi Gleit
English:

Yeah, it was pure just refusing to quit. | think I just walked into the office, | talked to the person at the front
desk, "Is there anything that | can do?" They weren't hiring non-technical people. | didn't have a
computer science degree. | wasn't technical. | had this bachelor of arts degree and that's why the
personal assistant in the marketing role eventually did open and was something that | thought | could be
qualified for.

AR ERIE:

T, AEMEEENRF. REEREHDAE, REIaA “BHAFKEMNE? 7 ISR EIERARA
Ro HWERAUENZE, BFAERAR, HRENEXFFLZE(. XMBATASLAPENEHRUSKEFK
BY, FSI1SHECREBHIE.

[00:10:12] Lenny Rachitsky
English:

Cool. I think that's such an empowering lesson of if you look at someone like you and they're like, "Oh,
she was so early at Facebook, how lucky," clearly wasn't luck. You knew you wanted to work at this
company. You put a lot of effort into making it happen no matter the job. | think that's a really good
takeaway and lesson. So if there's a company today that you are excited about that you're just like, "This
is going to be a massive success," what I'm hearing is just do everything you can to try to land a job there
and eventually you'll be in a role you actually want. It doesn't have to start there.

FRCERIR:

KT, REFXE—TMIEEENENETR. IRBEABEMBEN: “B, WAAFEMHT Facebook, HE
iz, EABARIESR. MEAHMES CBEXRAB I E, TR, REMEHTEXRMNBHELENR
Bo XE—MEBIFHNEE, I, MRSKE-—RABILMRREE, LRET “X—ESKEKRY , &
IREIRNEINGRE . IBRENHANBRAE, RAMRIFEGEEEENAE, F—EIFEMNBITAEFIE.

[00:10:41] Naomi Gleit
English:

When | got to Facebook, | knew | wanted to build. As someone who wasn't really technical, | wasn't going
to be an engineer or a coder. | wanted to work with the engineers and the coders to build products. |
thought product management was the right function for me, and so my dream was always to be a PM and
it wasn't luck as to how | ended up becoming a PM. | sort of took the same approach showing up at the
office asking if there were any roles. By then, we had moved to 156 University and all of the PMs and
engineers worked on the second floor, and | was working in marketing, like | mentioned, and | worked on
the third floor and all the business functions worked on the third floor, and my goal was to be a PM. |
ended up going, sort of the analogy, | went to the second floor most days after work, asked if there were



any projects that | could help out with. It was very early days. There was always more to do than people
to do it. And so eventually | picked up a few projects, helping with program management, giving my
product feedback, and by the time that | actually applied formally to be a product manager, | had been
doing the job voluntarily, almost informally for a few months. And | remember this because | had a seat
on the third floor. | picked up all the stuff on my desk, put it in a box, walked down to the second floor
once | got the job to become a PM. And when | got to the second floor, | distinctly remember everyone on
the second floor standing and clapping. And so it was a big standing ovation. I'll never forget, Boz was
there, by the way. | know Boz has been on your podcast, but even Boz was there sort of standing and
clapping. And so | guess to the lesson that you were trying to extract from my story, | do think | sort of
tried to create the luck by not giving up and just repeatedly cold calling or cold showing up or cold
volunteering until | sort of was able to make it happen.

FROCERIR:

HIEMAN Facebook B, HFEHKESE58IE. FA—IMFKRERARNA, R ATETRERFR, HE
S5IRINTMNEFERAEFAT"R. BB REE (PM) 2REABRMNINGE, FIURNEE—EEZERN—3
PM. HREHNPM BARREES. BRI TEENAZE: HIEILEBREEER . BRNEIEERKE
TKRFE 156 5, FAERN PM M TRMEBEZIE, MEE=ENEHEIMIIIE, FAENLSERERE=
#. BWEFERA PM. TEERSXTUGEHETE, NELERATUBITHINE, BEREHNME, 2
EEHATNE, EAFFRB. FIURELFZFT/IAIIE, BITHMBEERE, REFERE. FIFEXRIF
A mEERN, RELER. EEXNMBT L IEANIET. RieBRER, RARE=ZEENEAM, HFK
23 PM R, RIBE LWNARBREHBET, E T, SERIDEATHEE, HBEWMIZEIHNES N AZBIL
EXREmE, PBRE—RBANEILIFRE, IREH—T, HKEFRKSIE Boz (Andrew Bosworth) H7ERBE, F
%0i& Boz Lid R, HNEMBERBILESRE, L, XTFMHREMENKEPLENEZR, BIAAERR
BEARAKRE. REM “LBEFIS HEMEFLR B B8N, BIRRXMERTXHE,

[00:12:51] Lenny Rachitsky
English:

Amazing. Again, very empowering. It's not just like, "Oh, there's these people that just get lucky they land
this PM job." It's like you landed at the company. | want to be a product manager, which is interesting.
Most people don't grow up in | want to be a product manager. That's like a rare thing people even want,
especially that early on. So it's interesting that you already knew that, but you basically did the job. You
did the job of PM before you had the job, and by the time you actually asked for it, you've been doing it
for a long time and you could show, "Hey, look, I'm actually good at this. | can do this job." Amazing. By
the way, | love the Boz connection. I'm finding that Boz is connected to the most guests of this podcast in
so many different ways.

FRERIE:

XET. BRGEA, XFEEFEREM, XFUNE ‘B, BEAMBESEERT PMEBRAM . MEIRFGEN
TAT, REEHER. RERANTREE, XREER, AAASHARKIEFHTRE “REY~RE
27, XTEYREBREDNEE, FAURLNMERT X—SRE8, BRERLERAMTXNIE EER
RBEIRGLZ B, RBAERTTPMMWIRERT, YHERLIREHPIEN, (RELMTRA, ALUERE: 92, &,
BRENRELKXD, KEMT.” XiET. INER—T, RREWMIZEIN Boz, HALZM Boz UEMHARSX
MERHASHERBEHER.

[00:13:29] Naomi Gleit

English:



Really?
FRZERIE:
BHayrg?

[00:13:29] Lenny Rachitsky
English:

Curious. Yeah, like Ami and-

R EE:

RE#E, 289, bW AmiEHs-----

[00:13:32] Naomi Gleit
English:
Oh yeah.
R EE:
e, =8

[00:13:33] Lenny Rachitsky
English:

And a few other people. It's just interesting. There's a Boz spiderweb of connections throughout this
podcast so far. Okay, so I'm going to fast-forward to today. So your role today is head of product at Meta?

RS ERIE:

BEEMLDA. XREE, FIBFIALE, XTMEEFUFE KU Boz HFROKEKAEN. 477, EEHATHRE
FSR. (RMENAERE Meta FI=mHATA?

[00:13:46] Naomi Gleit
English:

Yes.

FREiE:

=8

[00:13:46] Lenny Rachitsky

English:

What does that mean? What do you do at Meta today? How would you describe your role?
R EE:

BERETA? RITETE Meta RIAHEHA? (RRUAIERIRHNAE?



[00:13:52] Naomi Gleit

English:

There are a few thousand PMs at Meta. They do not all report to me. | would say a few hundred of them
report to me on the teams that | directly manage, but | feel responsible for the entire PM community at
Meta. There are things that we do centrally, things like PM performance, PM culture PM onboarding and
training, and that's the kind of thing that | look out for. Obviously | wanted to be a PM. Head of product is
my dream job. | am deeply supportive of the PM function, and so | really care and | think PMs are a huge

point of leverage in a company for how we can actually get stuff done and help accomplish the
company's goals. And so | sort of focus on PM as a really important exponential lever for doing that.

AR ERIE:

Meta BJLFR PM, ITHAERFCHKR. HRii, EREZREENEANTR, B/LEARIKLCKR, B Meta
HUEE PM BHAR BT, BATE—LEEPRIIE, b PM S3TE. PM X6, PM NBRIBIIE, XEHZ
?ﬂz?&&ﬂ’ﬂ%?* B, H—HBEPM, FmARARKNZEIE FTORYIXHE PMERGE, RIFEEEHIUN

M ZABHR—TERBIATR, RE T HNINAIKLIRTERESHEEM AT BR. FrUFKIE PM 95X
*:bE’fmﬂ’\J—’ME%EEE’%E%&éMIF%

[00:14:45] Lenny Rachitsky
English:

| love that. Okay. I'm going to come back to what you've learned about what makes super successful PMs,

what makes you really successful. | want to take a tangent to Zuck.
FEiE:

HRERZ MR 8, HEREEZXT “HaSEm7TBREMRINN PM” LUKk “Bft AILRMLEATY" B9
Ao IAERRSCIENFL B,

[00:14:54] Naomi Gleit
English:

Please. Yes.

R EE:

B, &R,

[00:14:56] Lenny Rachitsky
English:

So you've known Zuck for over 20 years at this point, and | just have to ask a few Zuck questions because
people are always curious to learn from what has worked so well for him. The first question is just there's
been a pretty profound transformation in Mark over the past few years, both in terms of how he leads and
also just in his coolness and vibe factor. What are your thoughts on just this transformation and how he's
been able to pull it off?

FROCERIR:



RANRILRERELET 20 7, FAHRLDXTERE, EAANSBFEFMRIIEIMIR, F— 1R
B, SE/LEEBRRETIFERYHKRE, TREMHMT A, E2MH B HMBEARE. (RIFXFL
TR RN EINE + AFEE?

[00:15:22] Naomi Gleit
English:

So I've always said that there is the biggest gap of anybody | know between what people think of Mark
and who Mark really is. And so | think this is the Mark that I've known for the past 20 years and the world
is finally getting to see what I've been lucky enough to see. And that gap that we've talked about is really
starting to close. How did we get here? | always say Mark is a learn it all, not a know-it-all. He is the fastest
person at upskilling of anyone I've ever met. He used to do these annual challenges. One year | did them
with him, it was learning Chinese, and within a year he was able to basically achieve an eighth grade
fluency in Chinese. And that's just one example. Obviously, he's gotten incredibly great at guitar, MMA, a
lot of his passions, but he's also gotten a lot better at some of the professional skills. And | think
negotiation, public speaking is one of those. | think before in the early days, it just wasn't something that
he was very comfortable with. He's talked himself about coming across as a little scripted. | think he was
not confident and pretty careful about how he showed up and he's upskilled here. He's just gotten a lot
more comfortable, and so people are able to see who he really is.

FROCERIR:

H—EHH, BRINRBFAEAR, SREHRM “AMNRPHt” 5 “BEXHM” ZEEBRAHA. HIANX
MERIE 20 FFHANRBAR NS5, MEFRLXTFHREIRE=NENB—E T . HMNKICHBNEBRIETER
EF/h. HMNREAEIX—FH? HERIRE— “BEFEIE" (learn-itall), MAE “TRARME"
(know-it-all) . fth2FHMIHRAIBERRIA. WA EBMFEERLE. BE—FRMNM—EHR, BEFEIF
X, T—F2ZA, tEX LR THX/NFELZHRAEE. XRB2—MIF. BEA, tESMH. S58}
(MMA) FWFZEF EHTRIFFHE, BME—LELT ik EHD R, RIANKHNRIFERREEF
Z—o ERH, XEATZMBIRBENER. ECERT, UARISERGEE S, REMHYRR
BEE, WEHCHHERIFEER, MAEMEXSEEA T K. MESEMME, FRIUANEBERELH
ftto

[00:16:44] Lenny Rachitsky
English:

He was also like, I don't know, 20 something when he started Facebook and now he's running a 80,000
person org. | could see the emotion habits.

FROCERIR:
ftb&ll7) Facebook BYR#EA 20 & i3k, MAMEEREE— 8 T ARALR, AR,

[00:16:52] Naomi Gleit

English:

Yes. | think he might've been 19 or 20 when | came.
FRCERIE:

M. FEIRMMARMATEEA 198120 %5,



[00:16:56] Lenny Rachitsky
English:

Oh God, that's insane. So yeah, | could see why someone would change. | was at the Acquired podcast
Chase event with him being interviewed, and he's just such a cool dude now. He just has these big shirts
with his own letters on it, his own phrases, his chain. What a cool dude.

AR ERIE:

KRB, BBRRIET o FRLAFLREEE— T AN AZHE. FHBMT Acquired FEEFTE Chase Center BER, 3
FHER T XRih, IEENENMRENA. FENEESKITNFENEENAT M, HEHH, A2
EXR o

[00:17:16] Naomi Gleit
English:

His long hair.

FRCEIE:

HEHEMIKE.

[00:17:17] Lenny Rachitsky
English:

His long hair.

R EE:

X, B %,.

[00:17:18] Naomi Gleit
English:

His watch. Yeah, | was at that event too. | thought it was great. | think, yeah, that's the no gap between
who Mark is and what the world sees.

AR ERIE:

EEMBFR. B8, HBERZERD. HEGRE. K8, 28, FREEREXN—ESHRARN—@
ZEABEER,

[00:17:30] Lenny Rachitsky
English:

| love that. Is there something about Zuck that you know that most people don't know? Something that

would surprise us?
FRCERIE:
BEMRZ M E. XTILRMANE, BSETARMRNEEASHAREN? HERILRNREITFNES?



[00:17:37] Naomi Gleit
English:

The one thing | would say about Mark is | think people know he's married. He has three daughters. He's a
really great dad, he's a really great husband. | would say he's also a really good friend. Maybe that's
something that | can sort of speak to from experience. He's just an incredibly thoughtful friend. There was
a period in my life, | think it was 10 years ago when | was going through just sort of a really hard time. |
had come out of a breakup, but Mark saw that | was having a hard time. He asked me if | wanted to
volunteer to teach a class in East Palo Alto after their school day. And in retrospect, it's pretty funny, but
Mark and | taught a class about how to build a business. So you had the CEO of Meta teaching this class to
a bunch of middle school students, and we got really close to them through that process. We made some
really important mentorship connections. For years, we met with them. | think we still continue to, even
though they've now at this point graduated from college and have real jobs. But one of the lessons that
we taught during that class that | remember Mark distinctly writing on the whiteboard, or not the
whiteboard, there actually was chalk, it was with chalk on a chalkboard with the four life lessons. That
was one, and | kept these for myself as well, love yourself. Two, only then can you truly serve others.
Three, focus on what you can control. And four, for those things never give up. And that was sort of his life
lessons, four steps to how to approach life. And we actually made stickers for these four steps that the
students could actually put on their composition notebooks as a reminder. And | think obviously that has
really helped me over time, but I think that in that you can see some of what | think we all see in Mark, for
example, for those things never give up. He has that aspect of him and it makes sense. For me number
three is really the hardest, which is focus on what you can control. I think | probably think | can control
more things than | actually can.

FRZERIE:

XFE%, BERN—RE, AMIFEMREET, B=1%)l. R MERHIRE, HEMEANL K, K&
BRMEZ N IFEFHAR, BIFXERAURBELWIKIEHN—R. E—MEREGALIAR, FEFFE K
BYHE, AHEE 10 80, FRIELH—RIFERENNIC. HNDF, FIRBLIRERE. MRAKREEREER
S ERE (East Palo Alto) MERE, ARFRE—IR. OBEREEZEN, SRMBEBEHNZE—TIXT
RNk BIR. BR—T, Meta By CEO E4A—BFFFE LIk, BIMW IR, HNMBLEEFREIERE
File HANBILT —EFEEENSMXR. SEXRFN—EMBMNRE, REMELEHRS, REMINIE
BERFEUHBTEXTF EBTHIRE, RIERIREERRL (ENZAMNEEERRL) EFTEFAE
#ill, ZRBANBSRBTXEHI: F—, ZFEC. £, RSEXHMAREERSMA. =, TEFRF
REERIBNERS. M, WTXLESE, KFKF. IMBHHAER), CEXNFEENENTE, REE
AXENTEEET MR, LFEMEEEES LENREE. B4, XEERIWNHAEHRA, EFIANIMFR
MAUBHRNARES RS LERN—ERNER, b “XFEF" . HILAER—E, XREE. WHK
W, FEFERME, B “FETREEHNER" . HAURSRERFECRIEFINSFBLLRES,

[00:19:53] Lenny Rachitsky

English:

So do we all. I love that he was sharing that in a class on how to start a business, this life advice.
FRERIE:

BAER—HF, FHERMELWIR EDZXE NERN,

[00:20:00] Naomi Gleit



English:
Totally.
FEiE:
L EH.

[00:20:02] Lenny Rachitsky
English:

Oh man, that's amazing. | want to chat a bit about, so at this point is 86,000 employees, something like
that. That's what | found online. So he has to run this massive org as this CEO, one person. | know that
one way that he does this, he has something called a small group. Is that the term?

FROCERIR:

MR, X#ET., HEHH, MELARNAME 86 HRRL, XBHMEMLEERIR, A CEO, fbH— P AERE
EXMNEARALR, FAEME—FEESI, MU “NEE" (Small Group). X MAMG?

[00:20:24] Naomi Gleit
English:

Yes, small group.

FRCEIE:

=8, Small Group.

[00:20:25] Lenny Rachitsky
English:

Okay, cool. So he's got the small group that he calls it and it's essentially is like core execs and this group
meets regularly, and that's kind of how he's able to manage the entire org through this small group. For
people that are struggling to run an increasingly larger org, are there any tidbits from how Mark and the
small group operate that might be helpful to folks?

FRSCERIE:
1FHY, MBEXNIBEN “DNEE” , BERFEZOEEAR, XNMNATHFS, XHEMEDXNMNAEIE

BIARNAN. MTREEEEAmBANARPHRILBARKLR, SRMXD “NEE" NEEFREHA
EFE=ERE?

[00:20:47] Naomi Gleit
English:

Sure. So | think the first thing is small group is sort of the leadership team. It's the leaders working on the
most important projects at the company, sort of independent of reporting structure and stuff. It's like
who are the leaders on the big most important projects or functions? They will be represented in small
group. What makes this group unique? A lot of them are people like me, people that have been there for a
very long time. So | think the tenure of small group is really rare. Why | think that's important is you have



a lot of people that are motivated by mission rather than climbing the corporate ladder at this point. And
so there are a lot of what | call disagreeable givers. So just to back up, | don't know if you've heard this
framework, but | think I learned this from Adam Grant during an executive learning and development
session, and he was saying that if you think of a two-by-two, there's people who are agreeable and
disagreeable, and then there's people who are givers and takers. And the most dangerous kind of person
to have in an organization is an agreeable taker. And what that means is an agreeable person, super nice,
everyone likes them, really easy to get along with, but they're a taker and maybe their motivation is more
self-interested rather than what's best for the company, which is how | would define a giver. And the most
precious person in an organization is the disagreeable giver. Those are the people who are really
motivated to do what's best for the company, but they can be a little bit disagreeable in the sense that
they may not say what you want to hear. They may push back on things, they may fight for things. And so
I think small group is characterized by a lot of disagreeable givers and | think that's really important for an
organization. One thing | think Mark has done really well in general is just have a culture, including on his
leadership team, of people who give him feedback. I think a lot of times as you get more successful or as
you have more fame or if you have more wealth, you lose having an accurate feedback loop. And people
may not want to be a hundred percent honest with you for various reasons. And Mark has tried to ensure
that he himself has an accurate feedback loop, or we as a company have more of an accurate feedback
loop by surrounding himself and our leadership team and creating a culture of giving direct and honest
feedback. So that's some of the unique properties of small group. From a process perspective, we have
one weekly sort of strategic meeting. It's more open-ended, there is time for discussion. It's longer and
it's sort of more unstructured. We also have one weekly operational meeting, which is highly structured
where we go through all of the priority projects. The person who owns each of the projects will actually
speak to the weekly updates for that project. And it's very operational and tactical.

FROCERIR:

R Bk, “DHEK BEXRLMEOSHN. ERARABREBUENTASE, EMEE LMY LIRS
¥, WEMLEARTEATERIRENMNSTE, MIsHME “DNEARER F. BAALXAN/NAMLIREE? R
ZANEE—, ERAFTRA. FIUREEEXNMNMANTHEREEEL. ATAXBEE? BRI
B, B2 ARHMEGRRIRN, MARHTIEATIMEE. FIMXBERLZEMZA “BMTFRAERNNTEHE
(Disagreeable Givers), f#BE—T, HEAHEMREEMEIXMESR, HEMILY - =4 (Adam Grant) 9
—REEEIPFEE, NRRE— 2x2 56/, #EHEHH (Agreeable) 57K (Disagreeable) , #\Hh
EfTHE (Giver) SREE (Taker), ARFPREMMAR “HBMHNEREINE" . XEKEMIIABRT, AR
#WEW, REZHEL, BHIIERNE, NEZEETEN, MABATRAMNE, MARPEEFHIAZ
‘FHREMBMEE” . XEAFBEEDNEMHABTEEANNE, BMilTEER “FBEAN° , EAftilfs
QRFEIFEIE, MSEBRELRE, SBEHF. HRIAL YDER IRSMEERZXM “FREFMa
HE , XMARFEER, SRBERFN—SE, MEASHAPRIT —MRIGEXK. BEHRETEE
1. BEEREHEEHN, MEaXEERNRIGER. AMIAERAZSHRERAREIFEDZEHE. 5%
Bt BE2NMSANEXHXHERE, RRttESNARREEERNRIRER. XHME “NEE B—LLih
KEM. MARREARESR, BRINSAFR&REIN, WERAR, BitithdE, NERKBSEmRnE. Kils
AZRE—RZERIY, EMIEE™E, RiaI—BFREMEATE. 8T TENATASCIRZNBENERE
HE, XIEFRBTEEMEAMY,

[00:23:55] Lenny Rachitsky
English:

Awesome. | just love this name, small group. It's just like a cozy name. It's not like executive staff or ESA
after all these terms people always use. And that's just our small group.

FROCERIR:



KIET. HRER “NEAEK XPEF, IFERRFET. FEAMNBRN “HITHE ; “ESA” ZEBIRIE,
XA “NEE” .

[00:24:07] Naomi Gleit
English:

Totally.

R EE:

SR 1EM,

[00:24:09] Lenny Rachitsky
English:

And then this framework you described, it sounds a lot like radical candor of challenging directly, but
caring deeply. Where being disagreeable, but being constructive and additive. Is that the term? What was
it? Disagreeable, but?

FRsCERE:

RHERR X MEZITEERRE “BIRIEZX" (Radical Candor) , BIEZHEKERTIZ . BitERARHER,
BRERMEN. BiEmi. SIRMANG? BAAFRKE? AN, B2

[00:24:23] Naomi Gleit
English:

A giver.

FEiE:

(NfE=

[00:24:24] Lenny Rachitsky
English:

Giver? Yeah.

R EE:

THE? 2/

[00:24:25] Naomi Gleit
English:
Yes.

FROCERIR:



[00:24:26] Lenny Rachitsky
English:

Okay. That's great. If there's nothing here, totally cool. But is there something that you changed Mark's
mind about? You've talked about he's good at seeing new data and being like, "Oh, okay, | see, | see." Or
is there anything that you were successful there that is an interesting story?

FROCERIR:

9FEY, KT, MRKEHMEXR, BELEFTASFBERMAET SRRAN? MREIMREBRINEMHE
Fit: B, B, JREABT. BRAXSEBINEGIZEBSRE?

[00:24:42] Naomi Gleit
English:

One of the things that we did in the early days on the growth team, because I'm not sure that necessarily
when we talk about this sort of legacy or the history or the lore around the growth team, and this may not
be a direct answer to the question, but it didn't really necessarily come from Mark. Mark wasn't like, "You
guys should create a growth team. Here's how you should operate." And so | think in some ways we
established and grew a growth team and Mark got on board or saw the value in it and was a huge
proponent of it, but I'm not sure it necessarily originated with him. And indeed, | think sometimes the
focus on being so data- driven might've been something that myself, Alex Schultz, Javier Olavon, these
are some of the original people that were on the growth team and that my closest coworkers now may
have really pushed on and highlighted the value of for Mark. I'm happy to talk about the growth team,
which is something | get asked a lot of questions about, if you want.

AR ERIE:

BINEE KA R MO — S E — BRTRE LRI KANNE”. HEHFERY, XEEEXM R
NEZEZE — B KEANH A —ERESR. SRHE&ER: “MRMIMIZEIL—MEKHEA, XZ2IRIINZ
BENAR.” BINAEEMEEL, BBRIMBIHLZERTIEKEAN, MEEBEMAHERTENNE, HK
ATENEARLZIFE, BEFAEXRGERETM. FX L, BIANERTHBERDNIRERT, JEEH.
THEr - 8F/R% (Alex Schultz) . PR4/R - BFISC (Javier Olivan) — XL KENNTE, HERIE
REZNESE—FEDN, #FRSREEATHENE. NRMTER, BREEMIBEKE, X2RZARK
A9IE—L,

[00:25:53] Lenny Rachitsky
English:

Yeah, I'd love to. That's exactly where | was about to segue since you brought that up. So the Facebook
growth team, it's a legendary team. | think it was probably the first real growth team in tech. The team
developed some of the most core growth levers and techniques that companies use today, and so I'm
really excited to chat a bit about this and what you learned from that time. One thing | wanted to start
with is there's this legendary activation metric that you all had, the goal was to get, | think it was seven
friends in 10 days or something like that. Is that a real thing? Is that what you guys actually did? Anything
more there for folks that are like, "Oh, we got to come up with something like this"?

AR ERIE:

EHY, REE, EEAMRRERT, XIERBESYINIES, Facebook IEKHEIPAZ—MEEHE. FIANNER
REERIKRAE—TEEMNERKEAN. ZEARFLT —EYSQABNEERNRZOBERAFNRAR, UK



FEATERDIXEREHFURMMPZEE T 4. HRBEBMR—NMERFIE: RNE-—MEEFHEEER
(activation metric), BAFZILAFTE 10 RARE 7 MR, HERLEMEIR. XREMNG? RITENZ
EAMBIS? W FARLERERERIMEITIN, BB AR UDZHIG?

[00:26:30] Naomi Gleit
English:

Sure. So yes, seven friends in 10 days was a thing. 10 friends in 14 days was also a thing. They're the same
thing, they're just different points on a retention curve. | would say the key insight here is when we
started the growth team, | think we were pretty focused on acquisition. We had a notion though of growth
accounting, which looks at what's our net growth every day? And that would look at the number of new
users that registered minus the number of users that actually went stale. So after a 30-day period, that's
how we define it, they no longer logged in. And then plus the number of users that resurrected, which is
after 30 days they came back. And what we found was the churn in resurrection lines were actually much
larger than the new user line, which implied to us that retention and driving those two lines was actually
our biggest lever to drive net growth. And so while we were focused on acquisition, a lot of our focus
shifted to be around engagement and retention. How do we drive engagement and retention? We look at
the variables that correlate most with that outcome. What we found was friending. And so those two
magic moments, having seven friends in 10 days or 10 friends in 14 days really just map to when we feel
like your likelihood of being a retained user goes up because you've seen the value in Facebook. And it
makes sense, Facebook is much more compelling if you have 14 friends. And the other thing around 10 or
14 days is we wanted it to happen quickly, we wanted to have you experience the magic moment soon
after you had registered on the site to prevent you from churning and then us having to resurrect you
again.

FRCERIR:

LR BH, “L0XRTIMAR” HLEFEE, “‘UXI0DPHER BEHE. ENERER—EE, A2 EHE
ENRES, BB, XBAZOTARE: SRANTMIEKEBARY, FHIIIEFERIFRE (acquisition), EFA]
B “EKZE” (growth accounting) BUHEE, BNE8REVHEKES/D? XETF: FIMAFE - ARXA
F# (EX A 30 XAXER) +BEAFPH GOREEMER). 1AM, REMB A LEAR_ LA
FH%ARZ, XEKEEF (retention) MIXNXFZLA BRHITENEKNRAIIH, AL, BAEK
MNXFRE, BEREFENERTESE (engagement) MB1F. WAREE? KNS ZERREXNE
2, BIAHUR ‘K" o FAUBE “BANZ” —10X 7 MR 14 X 10 MR —SEFR EX Rz 89
B SRS, (REETE NN ARIEM, RAIREST Facebook MNE, XREIE,
R1rE 14 MK, Facebook 2E#B1E%, EF 10 X3 14 KWL EIFRS, BREARNFEXEERREASE, it
REEMERARAEREIBEENZI, BFIERRE, NmEREKITUEEREINERENR,

[00:28:17] Lenny Rachitsky
English:

One of the most interesting lessons from this activation metric that people talk about, because right now
everyone's like, "Yeah, of course retention is what you need to focus on. That's what product-market fit
is." I think right now that's what everyone knows. | love that you guys basically figured that out, was one
of the first times of, "Here's how we understand if our product will last and how to grow retention
because it matters most." And retention cohort curves | think was one of the innovations y'all thought
about early of just like, "Here's how we track retention, people joining at a certain time, how long do they
stick around?"



AR ERIE:

XFXNEEER, AMIKEHREBNHIIIZ —R—RBANESTABRN: “HA, SEARMEEX
AR, BMEFETIIRER.” BRIEXEREIRT .. EXESRMMHENMFEIRETX—H, BERFEEA
' “XMERMUAEE™RESTEEFA, UNRNEMENSEE, AAXREE.” HIANNEERLE AT
(retention cohort curves) tRIRIIRRABELNEIFZ—, thil: “XMEBIHNNEEREE, T EHNE
MARA, tI=B8FZA? 7

[00:28:48] Naomi Gleit
English:

Totally. And that was Danny Ferrante who really came up with the growth accounting framework, which |
guess is quite obvious, but the plus new minus stale plus resurrected. The thing that | feel like may be
valuable for PMs and is one of my Naomi-isms is | think what the growth team really pioneered was being
data-driven and product-driven, especially in an area that was historically more of a business function. So
| think at that time a lot of the growth in new users was expected to come from marketing or comms,
whereas the insight that we had is actually the product is the biggest lever to drive growth, and that
means we should have a product and engineering team working on optimizing things like the registration
flow, the invite flow, the new user onboarding, getting you seven friends in 10 days. One of my Naomi-
isms is really understand, identify, and execute. That framework came from 2009 where the growth team
at the time, it was fledgling and it just started, was focused on only instrumenting data. And Alex often
wears a shirt that says, "I guess when you can know." We just didn't have the data that we needed to
make informed decisions to know really what were the biggest levers to drive growth. And so in 2009 in
January, we basically stopped doing anything on our roadmap except data instrumentation. And that's
when we instrumented every step of the registration flow, instrumented every step of the news or
onboarding experience. We knew where there was drop off. And so we understood, which allowed us to
identify what were the key opportunities to drive growth and maybe, hey, it's increasing friending in the
user experience or 20% drop off on registered users at the email confirmation step, how can we address
that? These are the opportunities that we identified and then we would execute by building products. So
having this data-driven product-driven approach to what | think historically was more of a business
responsibility at a company was sort of the special sauce of the growth team. We eventually extended
that approach. I think that approach started with the growth team, but we extended to other areas. So for
example, one of the projects that | took on after growth was social impact. And instead of what | think a
normal company might do, which is start a corporate social responsibility wing, we decided, no, we're
going to take a data-driven product-driven approach to driving social impact. Instead of having a
foundation that's distributing money, we're going to build a product that actually raises money from our
community. And many years later we've raised billions of dollars from the community for charity. So
that's sort of the approach that | think is unique about the growth team that expanded to other areas and
that | think that the company in many ways has taken to most of the problems that we face.

FROCERIR:

SE2lEf. BRZEFE - =4 (Danny Ferrante) EIFIRH TIEKZEESR, RAMEEXRRBE: +HAF -
MRARF +BERAF. EEX PMEENEN—R, HEFKHN “Naomi EX” (Naomi-isms) Zz—, MEIE
KHEBAEIEFAET “BBIRzp” M “F=@IRsh” B4R, LEHEE—NAE LEZHM AW SERENTE, H
B, AMFEBFAFPIE KA IZREEHEHAX, MENWERE: FRaTERMEKHNRAIITF. XBKE
IRz = R TRFAAE R ERRE. BiERE. AF51S (onboarding) , 1L{R7E 10 KAREI 7 4
AR, FRI— Naomi EXE: HEfE (Understand). iR%I (ldentify) F#H1T (Execute), XMEZRIRETF
2009 £, YEHEKHEBANIEES, EFFHIEES (instrumenting data), A RFEXEF—HENE “HIREE
HER, AIREE BT M. RIHNMEBEE EBHEIERBEBENRE, FHEEKNRAIITFEMT



%o FRIATE2009 F 1 B, HAIBEALFELETREEERNAEIE, JMEIBER. HMTEMRIENES—F.
MAFSISFENES—TEHMTIER. HNAETWEERRK, B "B , FME 9R5)7 HIKEEK
RUXENZ—Lbi, 'R, BERFARRPENRENE, HESRAIMAPEHAEIATES 20% ML
B, IRFHXENZGE, RITMBEIWETRRE “HIT  XIMFERERDH R EN A TR
SIRAME, MRERKEMN “WE" o BRINKRELRXMGET BRETHMGUH. Fi, REEKEARZE
AFHN—IMER “HE=®Mm” (Social Impact) . HATRBEGERARBFIL—NEIVHIFAEN], M2
IRERIIEWRE . = miREhiI G R, HITKERIDARENEETR, MEWET — T EEMEXEREI~
me ZFE, KNEBENBEZRUFEE TR HIET. XMBEREANREGZEL, EF BEIT Hthd,
FIAAREERS S EERX M A BT EIGEIA S H8) .

[00:31:55] Lenny Rachitsky
English:

That's such a good point. And I almost took that for granted, but there was such a huge shift that y'all
started from moving from marketing being the driver of growth to product and data and experiments and
all that stuff. And so | think that's such a good reminder that, fun fact on the social good team, I'm really
close friends with the designer that was on my team, his name's Mickey. He was on that team for a while
and really enjoyed and yeah, really enjoyed working with you. Fun fact.

FRCERIR:

REE—MREFNUR. HVFREHMIEFREAT, BMRIIHSABRT —1MEXRNEE: NEHREE K
[, HEMLERE, XR—MEENIRE. XTHIAmEAK, 808EE: HENREN—ALIH
Mickey BFHVSFARR, MR MRAFHI—EETE], IFEER, MAMIFEEZHF—EIME.

[00:32:22] Naomi Gleit

English:

Oh, that's so great. | remember Mickey, what is his last name?
FRERIE:

MR, BRAYFT. FKiI2TE Mickey, Mt A?

[00:32:26] Lenny Rachitsky
English:

Settler.

A EiE:

Settler,

[00:32:27] Naomi Gleit
English:

Okay. Yes, | definitely remember this, yes. And social impact is just one thing that | think I'm really proud
of. And again, remember social impact used to be a business thing. You would create this corporate social
responsibility part of the company that was very separate from the product and engineering team.



Another thing that we did in the early days was there was a juncture where it was like, "How are we going
to translate this site?" And | think we could have taken more of a non-technical traditional approach and
had professional translators translate the entire site into the different languages, and instead sort of what
the growth team suggested was why don't we build a version of Facebook that allows you to make
translations in line? And so the community of people using Facebook at the time who actually knew the
product the best could actually insert translations and there was a whole system that we built around
how to up-rank the best translations and down-rank, sort of like Wikipedia. And to this day, we have over
100 languages supported. So we're always trying to find these product technology solutions to these sort
of traditional problems.

AR ERIE:

78, REEILF M. HSFMERFEESZHN—MHF. HRRE, ATMUE—TLSTE, FRe)E
— N 5FRANLIERANTE S BRELHSTESR . RNNERHMHNS —HE2X TR, S840
lE—PHRE: MEENFRXNMIE? BAIRATURBEAERANERGZE, BEUERASRKEENMILEIERTRE
BS. EEKEAMEN: AFATHE—DPRIFAFTELEIFR Facebook iy Zle? Xi¥, HE&RT = mAY
Facebook FAF# XAl IEENEIR. HWET —ERGKNREZHITHE, XUTHERR. HF
SR, BZHHET 100 iES. FTUEATE B IXE N XERFRE I mk AR BRT %o

[00:33:39] Lenny Rachitsky

English:

| totally remember that, where it's like you ask your users to help translate the site.
R EE:

B2 FHRD, MEILAABITEIFEM L,

[00:33:43] Naomi Gleit
English:

Yes, yes.

FRCERIE:

T, =,

[00:33:46] Lenny Rachitsky
English:

| want to come back real quick to the activation metric because it's something that a lot of people
somewhat misuse and think maybe incorrectly about. So to come up with an activation, as you
described, you basically figure out what's the regression of if someone does X, retention increases, and so
let's focus on getting them there. And a lot of people struggle with coming up with that metric. Do you
have any thoughts on just how important it was to have that very specific activation milestone of seven
exact friends in exactly 10 days versus the value of just having anything that is a rallying point for
everyone to focus on and drive?

AR ERIE:



FRREOEBUEERAIER, HARSAEEMEZEELRATE, NEEFEEIR. ENRFIERS, A7
ERUEIET, REALZHE “WREAMT X, BEMIEM” NEFAXER, ARTETILAFEEBRNR.
REAEHEXMERREIEME, MANBE— M EEEFNBEERRER (BN 10 X7 MIR) BSER?
MBEEZ T, (BB EELFE ARE—HEXEMERN “RES” f5tn, HMEXEWE?

[00:34:19] Naomi Gleit
English:

| think the majority of the value is in the latter, is just having extreme clarity around the goal and that
allowed everybody to work towards optimizing the same goal. You're right, we did sort of just pick a point
on the curve. | think it could have been any of those. And indeed, as part of preparing for this, | was like,
"Was it seven friends in 10 days?" | had to go back and | asked a few people that | worked with back in the
day and they were like, "Well, | thought it was 10 in 14." | mean, | think it doesn't matter, it's just that we
picked one of them and what mattered there was we had the same goal, what mattered was that it was a
retention goal or an activation metric. And one of the most important things that actually came out of
having that goal was building a new user experience. Believe it or not, when we first launched Facebook, |
wasn't around then, but in the early days of when it was just a college site, we didn't need a news or
onboarding. We didn't need to explain to people that they had to find their friends. They were sort of
automagically connected to everyone on the college campus and sort of knew how to use this product, it
felt very intuitive. Again, we were college students building a product for other college students. They
were sitting next to each other in libraries or at desks and sort of through osmosis understanding how the
product worked. It was more when we launched the ability for teens to register and then work networks,
and then in 2006 open registration where we started getting all kinds of people with any email address,
before it was .edu or a microsoft.com email address that was required in order to sign up for Facebook
and then anyone with any email just could register including people like my dad and my grandma that we
realized, wow, in order to get people to this magic moment, how are we going to do that? What's the most
effective way that insight resulted in building a new user experience? | remember it was just like step one,
upload your profile picture. That was really important so people could find you and know who you were.
Step two, find your friends. That's where a lot of the contact importing and people you may know and,
"Here are other people at your school and here are mutual friends." That step in the news or experience
ultimately became one of the most important drivers of that activation metric that we talked about.

FROCERIR:

KINAKBANEETEE, BIXNERAE “RBBVEME" (extreme clarity) , XitE M AZREFAERKLE
— PN BERME . RSN, EMNRBEHE LET — s, RUSEEM—NEAI M. FX L, TESXRRK
HE, WAEER: “BIOXRTMAERG? ” EEXETINEHENESE, Mi1R: 06, EUAZE 14X 10
7 BWERE, XFEE, EENEEETHP—1, EENERNEREANENR, MEER—EEE
SRS IEN . IREX N BEINHERNREENMREZ —MEWET “WHAFMAR” (new user experience), 15
TMEHR, Facebook NIHELE (FHMEEMAN), EEXRRASREMIEHNE, RINFAFEHAFSIS. &
MNAREANBREMITSAIRARL, I FEEMMESREENSMNARILTERR, MEEXR LHMIEE
AR, BE, BMNEARFETENEMAFEF LR, MIZEERENREZSHEME, B “BBEA" #
BT RNEEE. BRENAFETLEIM, AR IIEMLE, BEI 2006 FABCEM (EAHEBFEERRT LUE
fit, MUBIHRE edu HHWERERFE) , HEIFHXESMMPERNNAE AT EMET, FMARIRR: &, AT
IEAMTREIXA “BENZT , BITZEAM? RERNAFERTA? XNARSHTHRFSISRENE
. RicBERME: F—F, LEXKR. XREE, XEFIAAERIGHNENRZEE. £2F, AR,
XMEBHKRAATA. “FElEIAMRHIA” « “XBMEREMA” UKk “‘HREFE” FHeENHRK. AP
KIEPHNX—SRERA T HRITHEHNB BRI REENRN N Z—,



[00:36:40] Lenny Rachitsky
English:

| love that you shared that, such a recurring theme on this podcast, the power of onboarding, the value of
investing in onboarding and the ripple effects of opportunities there. | love that you also were kind of like
the first like, "Onboarding, that's a thing, we need onboarding."

FROCERIR:

BRERFADZENX—R, XEFBERELMPER: 5102 (onboarding) WAHE, KHRSISHENMN
B, UNEHRNEDN RN, ZERERMIANMEZE—ITEIRE “S5ISAERNELE, HNFELC” B
Ao

[00:36:55] Naomi Gleit
English:

| know. | mean, | remember the day where | was like, "Do we need to explain to people how to use this? Is
it not obvious?" And it's like my dad's like, "I don't understand this whatsoever." My dad would go on to
become Facebook's biggest power user because | always beta tested everything with him. But that was
not obvious to us at the time in 2006 that we had to explain to people how to use Facebook. And again,
remember that it's fun talking about this because obviously the product has evolved so much, but the
principles are relatively the same. It was thefacebook.com, eventually it became facebook.com, but
eventually we built a mobile app and then it was mobile first product, and then it was about mobile
photos, and then it was about mobile videos. So over time, the technology has really changed, but the
core use case that we really need to educate people on, which is how to connect with their friends on
Facebook and whatever iteration or product is the same. And so obviously we still have an onboarding

today and it's relatively the same principles, like get a profile picture and find your friends.
R EIE:

HHE, RSB XEER: “BINSERABREARL? XAZEMBUNNGE? 7 EREEH: ‘BT
2ERNEXIE)L.” EBREFRMT Facebook RAHNEERF, AAKLEEREMM Beta Mik. B 2006
F, EMNFEZEBA(EBRANMAFER Facebook X—m W HITRAHAEMZ W, BXREE, PXLREHE,
AEREARCEHNUTRS, BEREUEARET, M thefacebook.com 2| facebook.com, BEIHWEETNNA.
Bohfie. BohlBA. Bohilifl. FEEREMNER, RARETERTK, BRNFEXRETRHFANZOEH
—— BENYN{AITE Facebook ES5AAREIM B R — Lt milfiE K2 — M. FIUERBITSKIDAELIS
g, MBRNEDSHER: EEk%&k, RIBPR.

[00:38:12] Lenny Rachitsky
English:

Along those same lines, just maybe a last question around the growth stuff that you worked on for folks
that are thinking of driving growth, working on onboarding maybe specifically just are there any lessons
from things that worked super well when you were looking to accelerate growth of the Facebook early on
that you think people are maybe sleeping on as lepers and tactics that worked back then that might still
be really powerful today?

AR ERIE:

AEXTER, XTEKNRE—TEE: WFREEFEERERMEK. FIZMASISREZNVARGR, 7%
Facebook RHANMMEIEKAIIEF, BREMTAKMRKG. BREFMENATEBZMTHZEHHEAR, MXLE



TS RIRARTREIRHIRA?

[00:38:36] Naomi Gleit
English:

Well, definitely the understand, identify, execute. | would just ask yourselves, do you have the data that
you need to know what you need to do on growth? And if not, definitely take the time to instrument that
data. The thing that, | think we were relatively lucky, | talked about why | was bullish on Facebook in 2005
even was because there was product-market fit. And so for us growth, as much credit as we give to the
growth team, I'm actually not sure how much credit we deserve and how much incremental growth we
drove above and beyond the fact that this was a product that had product-market fit and we benefited in
a huge amount from having high demand for the product. So at every step, and | talked about the growth
team, the projects that we were working on were really at a high level around removing barriers. There
were macro barriers, like the first project | worked on was high school students on Facebook, which is an
interesting story in and of itself because at that time we almost created a separate website called
Facebook High just to keep them separate from the college students. But at that time we were like, "No,
this is one graph. This is one community. College students have friends and people they're connected to
of all different ages. Why bifurcate the graph?" And obviously we've maintained that principle ever since.
But it was about removing barriers. So you had to be a college student, then you had to be a high school
student, then you had to be in a work network, then you had to have any email address. One of the next
projects | worked on was not everyone has access to a smartphone, how can we remove the barrier of
having access to a smartphone and building more of a rich Facebook experience for someone that was
using a feature phone or a lower-end device? Internet.org, what about removing the barrier of having
access to the internet or being able to afford a data plan? And so those are the macro barriers that
thematically the growth team has worked on. What | would say is maybe applicable is really the micro
barriers. All of the work that we did on growth around optimizing the flows were really about removing
micro barriers. One of the things that | thought was just so elegant was after we did that 2009
instrumentation of all the flows, the product flows relevant to growth, what we found is 20% of people
aren't actually confirming their email. We tried sending them an SMS, so maybe they would confirm the
SMS instead. What we found was a lot of people are actually still clicking on notifications that they're
getting, but because it wasn't the specific confirmation email, we weren't able to confirm the account.
And so what we did was allow people to get notifications even as an unconfirmed account, and then if
they clicked on any of those notifications, that would count as an account confirmation as well because
they proved ownership of the email. It's just removing a micro barrier of having to go find the
confirmation email, click it before you can do anything on the site. So | do think we've been relatively
lucky in having a lot of high demand That meant that we could focus on just removing micro barriers. And
then on the growth team, a lot of the iterations and optimizations were about removing just sort of

friction.
FRSCERIE:

B, AxE "B R5l. 1T o BRIERN]: RMIEEE BBHNBUERMEEE KA EXMtA? WX
BB, —EBRENEEMBIEER. BIANFNENZE, RN ATKRTE 2005 FiELF Facebook, =2
ENEHR PMF, FRUMTFIEK, RERNSG THERKENMNRSZINE, ERALFTHERNIRNESLD, UkE
F@mAEwE PMF AEREANERT, HRNIKRERETSMEEEK, #8—FF, EKEMNNITEESE
EEERELS HRER BAN. BRMWER, R ATHNE-—TMIERILEHFEMNA Facebook, X745
METABINRE, AASREINTIFEZIE—18A “Facebook High” BYIRIZMUGL, Bb{IRIKFEESD
o BERZEINNAR: R, X2—MXEE, — MK, KFENPAMERRARSENERER, ITAE
HFOEE? 7 B, RNEBUE—ERFEXTRN. PRLUEKMEERER: MOMERFE, BedE,



B TEMSE, BEIEMAE. AR T—THER: HEMBEABBEEFI, RINFERFREREFIIE
15, NEREENSERIEENARMESH Facebook (A38? EH Internet.org, INAIEBRTEE LRSS FIE
MERNER? XEREKANEEE LDENENER, RATHAREESENENE “HRER" . &
MERRIZS EFAMEEIFREIE K I, AR EEHMREERHIER. ZAM—TIFBMBIFF: 72009 F
M KAEXREHTERE, FM1&M 20% HWAZERINGR . HMNZHGMITLEERIN. BRKIEL
I, REAEL—HERTGWREIEN, EERABAZLZINHIASGE, BMNLEHINKS F2ENET—
NERED: AVFRIIAK SRR, MRMIRE TEEN, XLEEKSHIN, RAMIERR T 3 iZHB5E
BN, XRBHEMRT — MRS — BT EIIAB M H m e AN, FrABIAREIR
=5, AABEKRER, XEKRERNT UL ETHEHMRER. EKARNRKEXANBAE RN T HRE
o

[00:41:56] Lenny Rachitsky
English:

| love that framework of micro barriers and macro barriers, just thinking about ways to make this
accessible to more people and also just helping them get through the flow faster. | also love your point
about how a lot of growth teams get a lot of credit for growing a business when really in many ways it
could have done really well even without that team potentially because product-market fit was so strong.
| think about this with Airbnb honestly as just such after it gets to a certain point, such good product-
market fit that who knows what would've happen if there was no one working on growth? It probably
would've been okay for a long time.

AR ERIE:

HEXR “HMER" N RBNERT XMER, BEMALES AZME~m, HEBMIERbTRRZ.
FURERMEEN: RESERKFARREALSERMRESTRZEE, EXFLERZERT, BEKERD
HFA, WSS A RIFRY, ERNPMFRET. EXY, HBER Airbnb, ERERITRZE, EN
PMF 8t 2 4F, UETFEMEMRLIBATIMERSLEMFA? EARERK—RNERKARIART.

[00:42:27] Naomi Gleit
English:

Totally. And then maybe where we do sort of see the impact is maybe something like the translations
thing that we talked about. With the macro barrier, removing the language barrier, and so maybe the
approach we took meant that we supported 100 plus languages instead of whatever the professional
translators, we have the long tail of languages so that last person who's still speaking a near extinct
language can still use Facebook. But yeah, I think that's right. | sometimes think that maybe some of our
efforts were really more on the margin of a bigger trend around product-market fit.

FROCERIR:

FTEEH. WIFRIMNEERIRMAME BERHMKXEINENEINE. BDERESX—RNER, TR
FEBRERNZRT 100 ZMIES, MAXNELUVHFRBSNIL, BIMNBETKEES, LBERE
HfEiE = ABAEER Facebook, BRI, HAENREHNN—EEHHLRARZTE PMF X—KEHEINA
ST —EETIRk.

[00:43:06] Lenny Rachitsky

English:



Final little thing | would just want to highlight again that you said that | think is so important, and I've
always thought is true and I love that you confirmed it, is that the activation metric that you all rallied
around the biggest value of it wasn't this is exactly the right regression connection to retention, it's more
that we have something we are all going to focus on, and that is where most of the impact comes from is
let's get more people to that point, whether it's perfectly right or not, it doesn't really matter.

FROCERIR:

REHRBBEGRAMFRIA RN —R, RNAXFEEE, R—EHREXZEYN, REMMIEXTE: RIIFE
ARAE—HEERIBOEERET, EEANNEFFAETESEFZENEAAXREZEH, METHNE
T PMARRHERXENBIT. RBOEMEETF “UBIMHBESAFTERIR” , EFBRITIREFEETE,
HIHAEE,

[00:43:32] Naomi Gleit
English:

Yes.

[00:43:32] Lenny Rachitsky
English:

Love that. And | think that's really freeing to a lot of people because they're like, "Oh, we don't know if
we're going to be as perfect about this versus let's just drive some growth and get people who are good
enough thinking on that." Okay, great. You mentioned Naomi-isms, | want to segue to that. So let me first
read a quote. So | asked Adam Mosseri, who is Head of Instagram, what to ask you. | know you guys work
together on a bunch of stuff. Here's how he described you, "Naomi is called the conductor here at Meta.
She has an incredible ability to handle the most complex projects and problems and bring the right
people together to simplify and solve them. She is very firm yet kind. Her standards are extremely high,
and she sets the bar." Also many other people that | messaged said very similar things about you, about
how you're incredibly good at taking very complex problems and getting shit done, getting them done,
simplifying them and getting them done. So | want to spend some time understanding what you've
learned about how to do this well. What are the skills you've collected that allow you to take really
complex problems and get to a solution, stay kind but firm and take on these really hard challenges? So
maybe just broadly, I'm curious, what are some of these skills that you have built that allow you to do
this?

AR ERIE:

XET, BURESXMRZARGE—MES, RAMITEERLG: ‘8, EMIFNEXMETEERE.” L
E, REREEMEK, ARBFE—NEBEFNSABEMRITT . T, XET. fRREIT “Naomi EX ,
B ATINSR, Bt BRIE—EIE, BT Instagram WHRATY - ZEE (Adam Mosseri) Zial{R{+
A, BHEMMIERZEBLTBECE. MEXFHERMRI:  “Naomi £ Meta ##A 4BIEXK . tiFEE—
MAREBINAEES, EEBLESREFMNTBEME#E, HEESEMAREE R, BEEMHBR. HIFERE
BXRESE. itnERS, tWETnTt.” KA ESIERNEMIFSZ AIHEERMEITEN, HIRESEEK
IR E S MR AHIEEBE DK, BHENHRLER. FAIUREBERNBETHR—T, XTFNAMgFxXLESE
&, IMFETHA? (RIRR T WMLEREE, IHREBLERESZMRBMHLIMRAR, FANREREERE
HNSEEIMEXERERPEE? P, M XL, HERBRERET T BER e REEMEIX—R?



[00:44:51] Naomi Gleit
English:

Yeah, well also that's very kind of Adam. | adore Adam obviously, he is one of the tenured people in small
group and I've actually gotten the opportunity to work even more closely with him than usual. We
recently launched something called Teen Accounts and Adam and | worked very closely on that. In terms
of how | do the things people say that | can do, | really rely on Naomi-isms. Like | said, and actually | refer
your podcast out a lot because there isn't just a PM university that | can send people to, there isn't a
formal training that people can get to become a product manager, and that's where Naomi-isms came
from. It was stuff that | learned on the job from other people, including from Adam, that | found myself
repeating over and over again. "A good PM looks for a way to make that more efficient," for me, that was
writing them down, people started calling them Naomi-isms. | started sharing them internally. And then |
think two years ago, | also started sharing them externally. Adam referred to me as a conductor, that's one
of the Naomi-isms, in my role as Head of Product, | want to educate the PM community about what is PM?
It's the most common question | get from PMs and non-PMs, "What do PMs do? What makes a great PM?"
And what | say is a PM is a conductor. It's as though the team that you are a PM on is an orchestra. There
are many different functions in your team that includes legal policy, comms, data analytics, engineering,
design, much like there are many different instruments in an orchestra. And as a PM, your job is to make
sure everyone's playing their part correctly, every section in the orchestra is playing their part, but at the
same time, they're playing together, they're unified in the music that they're producing and that they're
playing at the right tempo. And a lot of times | think people use music analogies or vocabulary to
describe the work, and that includes things like people being in harmony, like a good team, a good PM, a
good orchestra is in harmony, they're in sync, they're at the right tempo, they have the right cadence.
That's sort of how | imagine what a PM does at work. Important characteristics are the PM is not the star
of the show. Indeed, conductors don't even say anything during the performance. And also, | would at the
same time give PMs little metronomes and conductor wands. This was something that | used to do when
we were smaller., Just to sort of take the analogy way too far.

FROCERIR:

THAREST. REARTRFLY, 2 “DEHAE" FHRRMGEZ—, RERBVSLTRERESHE
B BlIBmEELT “FLVEKR” (Teen Accounts), WHMHIEXFLESIFIEEER, ETFTHREWNEHE5!
AFTRBYARESERY, FHSSIFE R “Naomi X7 o [EWIFHKFARD, REBHFMEVEER, BAHLKE—FR
PMARE" AILIEAERE, WEEENREIIEEILARANTREERE, X2 “Naomi EX” BIHER, XL
REREILERMIIA (BETY) BEFINFRA, HAMEBS—BX—BHESEE(]. “—MFHPMEF
HILEBEESHNGZE , WK, BRBLENT TR AFHBEIEZA “Naomi EX” , HFFIRTEAER
DR, REOMER], HBFBEINIDE, THMEN HEER" , XBRE “Naomi EX” Z2— fFAF@MKI
T, HEHE PM K. FAR PM? XEHM PM A3 PM BBERZIMEERBEE: “PM 2 AR?
2B T AR PM? 7 HWEEZ: PMMEEER, MIFEIRFITER PM EIPAZ—MEZ R REVEIRA
PETSAERRE, SFES. BR. aX. BESH. L. &, sEEZXRAPEIFZSFEN/ RE—
#o. 5 PM, RNERRREMHRES T AMERMETECHRR, RN HMIMEERE KNS, EF
B, il E—EEER, MENSERER—K, HFETNRLER. REE, AMSAERALLRIGEITFE
HATIE, 8% “ME” (harmony) ——PEFBVEIFA. 4789 PM. IFRIESZRIAEMIERY, tITRETHY,
TRIEM, PR, XMEHEE PM TENAR. EBFIEE: PM AZRLNRAE. FXE, BEXE
REHEEE-—SA%. ME, ZURZESS PM 2N THSENEEE, BE2ATMRDNEHEEHE, R
BN T XA eI & 1E 2R

[00:47:29] Lenny Rachitsky



English:

That's so funny. You actually gave him conductor wands and metronomes?
FEiE:

KIBRT o MERSGMIRISZEENTIREE?

[00:47:32] Naomi Gleit

English:

Oh yeah, just to wave around. Yeah, | love that.
FRCERIE:

WER, MmIBILMNEED. 289, FRERED

[00:47:35] Lenny Rachitsky
English:

I would love a conductor wand. (Ad Segment - Eppo) This episode is brought to you by Eppo... [Ad content
omitted]

FROCERIR:
HOBE—RIEEE, (TERBEE: Eppo 5Eh)

[00:48:57] Naomi Gleit
English:

So PM as conductor is sort of how | describe the product management function, but one of the key
Naomi-isms that I think is really critical to getting stuff done is what | call extreme clarity. | think our jobs
are super hard. Extreme clarity means everyone's on the same page. It definitely doesn't mean that they
all agree with each other, but they just have the same understanding of the facts. So we can disagree, but
we all believe in the facts, which is that there's A, B, C, our options are X, Y, Z and here are the trade-offs 1,
2, 3. That kind of shared understanding is what extreme clarity is. That came from a place of just being in
many meetings, on many emails, in many situations where | felt like we actually agree on something, the
nature of this conflict is a result of misunderstanding. And that seems like an incredible waste of time.
And so we want to have extreme clarity so we can just focus our conversations on things when we
actually agree, not when we are misunderstanding each other. There are a lot of tactics that | use to drive
extreme clarity.

AR ERIE:

‘PM BMEIRER” BREART RERRENAN, BRUNANTFEREBFDREXREEZN—MLD “Naomi X
ARG “REBAVEMIE" (Extreme Clarity) o FINABRNNITIEBLEME, RENEHERKRES T ALE
—IE L, XEMNAETREMNEBERINR, MEBRMNNELEREER. PRURMNATUED K, B
EBINEIEEL, BI: B A B CIUR, BATAHETRZ X, Y. Z, NEFIEE 1. 2. 3. XFHHEIEBERZER
HEVBHE, XRTHRSMIRSHRN. SEIXSHMANER, EXEBERTREFTRINALERAGS
EERT -, BEARNAEREIRE. XEEZRARERSE, FAURNEERBAEME, XEFEHNTA
PUBIHESEPRREEND R L, MARERIRE, HERS RIS MIREATEMHE,



[00:50:03] Lenny Rachitsky
English:
Yeah, | was going to ask how you do that, that sounds great. How does one get to extreme clarity?

FRCERIR:
Y, RIERRREAMEIR, MERRE, — D ANETRRIREEEME?

[00:50:07] Naomi Gleit
English:

So another name I'm using is canonical everything, so that includes canonical nomenclature, | often talk
about canonical nomenclature. One way to ensure extreme clarity is we have the shared vocabulary. I've
been in a lot of situations where people are using the same or different words to describe the same or
different things, which results in talking past each other. One of the most egregious examples of this is
when | was working, | was in a conversation around how our reviewers and global operations were
performing, and we were using consistency and accuracy interchangeably. Consistency refers to how
often different reviewers agree on the decision. Accuracy refers to how often the decision is correct
according to ground truth. Those are very different things. We don't want to optimize for consistency
because you could be consistently wrong. We want to optimize for accuracy. And so that is what
canonical nomenclature is literally writing out all the words in their definitions, so when we
communicate, we are using the same vocabulary. | really believe in visuals. | think sometimes just having
a conversation or a big meeting where people are talking, I'm just not very auditory, I'm a very visual
person, it's hard for me to follow along just by listening. | will often have a visual in a meeting. | will
leverage that visual to literally real time edit what is being decided. For example, if we have multiple
options, | will edit the slide that's being projected to say, "We decided on option one, here are the next
steps, 1, 2, 3." A lot of times people are saying, "That's not what | heard. | heard this as a next step, or |
heard that as a next step." | love that because that avoids leaving the meeting and being like, "I don't
know what we agreed to. | heard this, you heard that." No, actually we haven't agreed upon set of
decisions and next steps that we all real time edited and looked at together.

AR ERIE:

BANS—IMRIER “AYWEENEMRZE" (Canonical Everything) , X8#E “NE&HBE” (Canonical
Nomenclature), HEEKICWNE G B E. BERBUEHEN—MAEZZRAEHENIDLEK. KBIIRZE
5, AMIBERHARENERERERRFENEY, SHEHZIE. KRTENGFZ—2, B—REEITL
HRZRMNLIKEENRIN, HRIXEBER “—H4E” (consistency) # “EMM” (accuracy). —HIERIER
B ZEANE—RERINEIAR,; EHMEIERESZEEM (ground truth), ZWREEHRBIVIER, XBTER
EMRESE. RNFERE—HE, BRI “—BIEE” . BITERUN2ERM. FRUNRERZ AR
EFELETHREMIEREENX, XHEHEIZRN, RIERANER—FIDL. RIEEREMELNHE,
BIANAERNRBANKEASARERR, BASHEMIAREENA, KESMHENA, AREARERLE, REE
ETRNFRBTRIMEME,. B2FAXLEMEMHELRBEETRENAS. §l0, MRENEZNEDR, B
BRI “BRITREEET—, FTRNSER 1. 2. 3.7 REZRHEANRE: “BREEAE
B, BIFEINT—SERD.” REWNXMREG, AAXBRTHAESEAGRS: “BARRMERITERT 4
HiR, ERINEXA, FRIREINZEN” K, LFELEBEMNE—EHREHRE. HEERIHNAENELESE,

[00:51:54] Lenny Rachitsky

English:



Just to double click on that one real quick, so what you're describing for the visual is you're presenting
here's our options, here's our three options on a slide. You all decide we're going to go with option two,
you edit the slide with a star, here's what we chose, and then maybe change some stuff. And this is exactly
to your point of extreme clarity, people can see clearly this is what we're choosing. If they disagree and
don't realize that's what's happening, it'll be really clear.

FROCERIR:

PERNRIT— T RERNMARUIER, (RELDTH EBR=MED. AFUREEETN—, RIMEEEL]
R ETTES, 188 "XRHRNEEE” , ARAIRENR—ERS. XIEFSIRRIRBEME, AMI8EE
BHBEIXMERAANERE, NRMIIFAERERKFIRILETHA, XRTRFIFEFMH.

[00:52:17] Naomi Gleit
English:

Totally.

R EE:

TR,

[00:52:18] Lenny Rachitsky
English:

Awesome.

FSCERE:

KET o

[00:52:19] Naomi Gleit
English:

And one thing people make fun of me a lot for that | think is just a great example of extreme clarity is |
never use bulleted lists because you can never refer to a bullet. | always use numbered lists because you
can always in the visual in a meeting as referenced in number two, | have feedback on that, versus the
third bullet, two up from the second, whatever, that is not extreme clarity. So it's very, very small tactical
things to bigger things like canonical everything. But | can be a little bit strict.

FROCERIR:

EE—HEAMIEERRE, ERIANXZREBMENSESNF: IMFERERTIZE (bulleted lists) ,
FRKETEERIB—TER. REREMARSTIR (numbered lists), RAESWNHARZERTR, REJLUL
WOORTFEII, BRERR , MARR “B=TER, FZNLEERD , BABRBBEHE. FRUM

FERDEARATIEIG DYEENERE" XFNAE, HAEHE R

[00:52:54] Lenny Rachitsky

English:



| love that very tactical tip and that is awesome, that's exactly the stuff | look for. Is there any other very
nuanced tip along those lines that is helpful in extreme clarity or canonical everything?

AR ERIE:

HERX N IFELAEARKIS, X#&7T, XIERKBENARE, A EMEMY. BETLIRBEMER
B EBNEMRA" B RI5E?

[00:53:09] Naomi Gleit

English:

Canonical everything... And stop me if I'm getting too wonky, | can really get into this.
R EE:

Y EBRERRES - SO RFHFRAAEE TR, FEREIRA.

[00:53:16] Lenny Rachitsky
English:

We got a ways to go.

FRCEIE:

BANEERYE), 4848,

[00:53:18] Naomi Gleit
English:

When | had a face bursary, along the years people have given me posters and the posters say these
Naomi-ism, so extreme clarity is one, canonical everything is another. | think people really associate me
with canonical, canonical, canonical. | always want a canonical doc. This came from a place of me | work
on a lot of different projects, a lot of times I'm ramping up mid-project, I'm like, "Where can | learn what |
need to learn about this project?” | ask five different people, get five different answers, that is
unacceptable. Everyone should know exactly where the canonical doc is. That's the one place | can go to
get all the information | need about a project and it will link to all the other docs. Of course, I'm sure
there's hundreds of docs associated with the project, but there needs to be one canonical doc, and that
canonical doc really has to have the basic information that you need to know. For any project, the basic
information that you need to know is what are the discrete areas of work, | call those work streams, this is
pretty obvious. Who are the owners on those work streams? So for every work stream there's an owner.
Again, it seems pretty obvious. Sometimes I'm like, "Who's owning this?" And it's like people don't know.
That's why | think it's very important to have a single-threaded owner. We used to call this a directly
responsible individual or a throat to choke. We obviously don't say that anymore. Single-threaded owner,
every work stream has a single-threaded owner. Sometimes work streams are really big. You have sub
work streams underneath them. Everything canonical needs to recurse, so you should have an owner or
an STO for the sub work stream. The other things on the canonical doc are what is the process by which
the people on this team work together. | hate pairwise conversations. | feel like they're a waste of time. |
feel like you could have four conversations with four different people or one conversation with all four
people. Everyone has the same context. Ideally there's a visual in that meeting and you real time edited
it, there is extreme clarity. The canonical doc will have what is the canonical meetings that people have,



what is the canonical email list that you're going to use, what is the canonical workplace chat. Let's not
reinvent the same audience 10 different times with different permutations of the people on the working
team. Let's just have one canonical chat. And then often the canonical doc will have the canonical
nomenclature. | really believe in frameworks for things that helps drive extreme clarity. A framework is
best understood when there's a visual representation of the framework in my mind, and so we'll have
canonical visuals and that's what | mean by canonical everything. So anytime | start on a new project,

everyone knows to send me the canonical doc.
FEiE:

TERNRAFLRE, XEFRATELR—LER, LASEXE “Naomi X | RBBEMERZ—, B
MEENEREES—1. ZRBANERNEBERM “NERZE" (canonical) XRE—ET. HEBBE—H
WEXE"  XEFERATESAENER, REMEHEPENMN, HZRE: “BMBEATUFIRFET
BIER? 7 MREPEMARIENER, BEFATEZN. 8OABNIZBIRERBXIEERE, B
BRI BEFEREFEERNE—HT, ESMRIIMEEMXE, A, DEESEEMBLTHXE, ByM
BE—ONEXE, EXNESMFZMNENESES. W TFEARE, BEXEEERE: AWML TFIN
(EMzh “TER" work streams), XEEMZ . XETERNARARE? SIMLERBEE— A%
Ao XIFEFKBREMZI, EEREKR BWHTRXD? 7 , ARBATHE. XMENTAKIANRE %
R A" (Single-threaded owner, &#F STO) FEEE. HNUFMZA “BEIFEAN" (DR) = “HT
EHEEKRHA" o WEBRMNEARIART . TRATA—BINITIERBE—. BNIERRK, TH
EEFIER. A “NE” NABHEERED, FIUFIERBNIZEATAS STO, WNENE ENEMRA
BAEEHE: AMNRREENRE. BIWR “——" NEEWNE, REFBEREANE, RETUMENAD 5!
IR, WAIUMENA—ERXR—R, LtETABEERNERER. BRERT, SWNPIBEMEBRTRHE
BtYmaE, SRIRBUBMIE. NESUEERTIL : AMENESIN. NEBHETIR. NEIENXE. TEAR
—BACIZ 10 MRNIREFAS, A TINEIXE. BENESXEEIBNEGR R FIFEREESR
H{ER, EREENRZNNESZHKIER, MURINESE “NEARE" . XMIBHRN Y EENER
X o FRIUE SRR, KEKEBEEKEHIBMHINE S,

[00:55:52] Lenny Rachitsky
English:

| love this. If you come into a that you've given that's really gnarly and complex, what do you find are the
first couple things you do that make a big dent on helping everyone align and understand what happens,
what they should be doing and what they should be prioritizing?

FRCERIR:

HERZD. WRMMEFT - EERFAERNIE, FAUNRSMEOIM/LAFENTATEN -, &
FRIVIA. BRIRERSIA AR EEAFM?

[00:56:12] Naomi Gleit
English:

A lot of times I'm simplifying. A lot of times there isn't a canonical doc and so I'll go through the process of
creating that, but | think that really falls under the simplification thing. | often go into a project,
everyone's operating at a PhD level, I'm coming in at a kindergarten level, and so | need to understand...
It's almost like all of this complexity we're at a PhD level, | need to create the curriculum, go back to basic
building blocks for the kindergarten level, how do | explain that and understand this project at a
kindergarten level. It doesn't mean | want to oversimplify, that's not what a simplifier does. They're not
oversimplifying, but what they are doing is identifying the most basic building blocks of a complex



problem and then unfolding, or revealing or building on top of them additional complexity and details as
you go along. And so sometimes | talk about a school pyramid, but | need to establish the kindergarten
curriculum and then the elementary school curriculum and then the high school curriculum and then the
college curriculum, and then we can operate at the PhD level. But oftentimes people on the project are at
really different levels of understanding or complexity. And until we have what we call the school pyramid,
the curriculums for every level of the project, it's really hard to make progress. A lot of times that process
of simplification will often identify what are the most important things to deal with on the project.

AR ERIE:

REMERZEM B . REREFHLBENEXHE, FIUARSEIENEIEERHITEL. HHEN—D
AR, AREERHME “FLKFE &k, MEEBU %) LEKFE" HEANE. RFEEER - MEFMENER
MEEFLKFE, RFECQE-EIRE, DEIZ) LEKFHEMMER, BEZMRMAL) LEKFRERENER
EXMTH. XAFEKRERE “TEBNK” , —PEHKE (simplifier) F2ZERK, MIMHBRIRFIEHRR
AREMPERIR, AREEHREZSRT. BTRHEHE LWBRTINMIEREMAT, FIURERIRIE “F
REFE | WEBLRILY)EIRE, ARENFE. FF. XFRIE, RERIFEEEFELKFTLEE B
BEIEFHALTF2FRANERNEREE, ERINZIFMEYN “FREFE" BIHES I MERIIRIZE
&) Zal, RERGHR, REBHER, XMEEXHIRERSMER LB PREENTFNED

[00:57:48] Lenny Rachitsky
English:

And so what I'm hearing is when you come into a project and the way you simplify is you start putting
together a doc that describes these things you're talking about, here's the work streams, here's the
owners, here's the process, here's our canonical meeting style, and that reveals here's what matters most
and where there's confusion.

FRZERIE:

FRUAZRIAEIRYE, SRHEN—TIIERN, REUHNAAZRFRHREE —HXHE, MARRINIERS: ITF
A ARAL AR, NESWNE, XIER T AREZURBEFERZ.

)}

[00:58:07] Naomi Gleit
English:

Yes, yes. Yeah, that is. And a lot of times what needs to happen in the project is sometimes there's a
strategy or an execution issue and sometimes there's a people or a process issue. | would say 80% of the
time | think it's a people or process issue. And that refers to not having the right people on the project, or
having the right people but not having the right process by which they work together, a strategy or
execution issue. When we get to that, | first try to tackle those or in general | think it's really important to
have perfect execution. | want to make sure a project is perfectly executing, because only then can we
really reevaluate whether or not this strategy is right or wrong. We're in the worst of all worlds where we
are imperfectly executing and therefore, at the end of the day, the project might fail, but we don't know
why. Is it because the strategy was right or wrong or is it because the execution was poor? The ideal case
is the strategy was right and you perfectly executed on it. The next best case scenario is the strategy was
wrong, but you perfectly executed on it, because then you learned the strategy was wrong. Revamp the
strategy and try again.

FRCERIR:



EHY, K. RENEHMBRRENFERZE, AT, BNERARICARERNE. HZiR 80% AY
BEBIANRARERRENH, XENEHREFRKEGENA, REFAAENAEREERBNDIERE. Sk
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BARTBERERERT, BARAXE, RN EEESMTEAKRENEH. REFNBRIZRITRITER
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[00:59:22] Lenny Rachitsky
English:

You're really in the PM part of my brain. | feel like most PMs listening are like it has clean documents,
really simple processes, there's one person to charge, it links to everything. It just feels good.

FRCERIR:
RERYARK T HRAMF PM BIARER . HIM[AZHIAAR PM ES BT BENHE. BHERE. PAHRIAS

AL BEEE—Y), XMBRTEET.

[00:59:34] Naomi Gleit
English:

Totally. And, again, sometimes | feel the need to defend that the process is not for process' sake, it's
ultimately to help us all move faster and work better. So hopefully that comes through. But | deeply
believe that it is through this approach that we can move faster. And you have to prove that nobody
wants more process and more meetings and more, but my goal is that with this we're actually simplifying
process and getting less meetings and just making things clearer and ultimately moving faster.

FROCERIR:

T2iEf. ME, HERTSELERE—T: ABRTENTRELE, cREARNTEYRIIFMEARSTE
R LESEF. REAREERX—R. BHRE, BIXIMGERNATURSER, REFUERAX—K,
FEREARBEESHRENZN, ERHNEMESEIXEFREWRE. RO LEFEBH, RERT
BRo

[01:00:08] Lenny Rachitsky
English:

I'm going to read another quote from another one of your co-workers, Charles Porch, he's vice president
of global partnerships at Instagram and he basically said what we've been talking about, some of the
biggest strategic bets and biggest swings Meta has made have had Naomi at the helm. No one can hurt
cats, drive clarity, and get to outcomes more seamlessly than she can. She's legendary within Meta for her

canonical documents.

AR ERIE:

BEFRS—EBIREEITN, Z/RET - KF (Charles Porch) , 12 Instagram £IRSEHEISE, fEAX
ERTHRN—EREHHAS: Meta B —LERARHRIERBEEN EAEHEEE Naomi ZfE. RARLLMET
s “HET (FEEE-BEUBRHIA) . KhEMEFEMER. tE Meta AEIEH “NEXAE" MikARL
FBFo.



[01:00:33] Naomi Gleit
English:
Great.

FRCERIR:
AET

[01:00:34] Lenny Rachitsky
English:

Maybe just following this thread a little bit further, what's the gnarliest project that you've worked on that
would be a good example of you coming in and helping simplify and get it over the finish line?

AR ERIE:

BEXNBBBERN—R, FE5INERFHMEZRAA? BIFA—NMRAANAHEHEL. REERNERE
Lo EGF15?

[01:00:47] Naomi Gleit
English:

Well, Charles may be thinking of the most recent project that we worked on. | don't know if it's
necessarily the gnarliest, but it's definitely one of the most cross-functional projects that I've worked on
before. Basically every team at the company in some way works on youth. And last week we actually
launched teen accounts, which was a very complex project. Again, it involved the Instagram team, the
central youth team, the different teams working on various aspects of this, every function, legal policy,
comms, marketing product. And | think we definitely leveraged a lot of these Naomi-isms. And just to give
you a sense of what teen accounts is, it was basically putting all teens into the safest settings by default
on Instagram. And the reason I'm working on this, | work across multiple teams at Facebook, so obviously
Adam is the head of Instagram and | work closely with him on this, like | was referring to yesterday. But
this is something, these teen accounts, is something that we are thinking about how we expand to the
other apps that we have, including Facebook and WhatsApp and Threads. And | tend to work on projects
that are across our family of apps and future platforms, and that's why | was involved in this. But basically
what teen accounts does is put teens in these safest settings. It's super focused on trying to address
parents' biggest concerns around their teens on social media. This has obviously been a really big topic.
We've had a lot of these features and tools. What this launch did is simplify things, standardize things,
and add a lot more functionality that gives parents control. | think the thing you really need to know is
that for under 16-year-olds, if they want to change any of these defaults, they're going to have to get their
parents' permission. And so it's interesting that we're really going to create an incentive for teens to get
their parents involved and to actually set up parental supervision, especially because one of the default
settings is a private account. So there's tens of millions of teens that currently have public accounts today
that we are going to automatically transition to private accounts unless they get their parents' permission
to stay public. And so it's a relatively big shift, fundamental change for how Instagram works for teens,
and | would say one of the more complicated projects that I've worked.

AR ERIE:

ERFARBNERMNFRESFNTE. RTHEEEERHRTFH, BEeeNERES5INBRERERS
WIMEZ—. 2R ELRTBENSTENBERMEE LI LT LFLS, EARTMNNNHELET “FOFkK



P, X2— M EEERMNTE, Bk Instagram B, FREVERA. ARZPAEHNAREN, UKk
FNEREESR ] ES. BUER. A%, BH. i, BEBIHIFATESZ “Naomi X ., BENB—TF
DLEKPF: EEARLERR Instagram EHFIEFLERINETRLZEILEFR. HEEXIMTMENERR, &
£ Facebook ASREZMNHBAIIE, THE Instagram BIARA, REXHFESHEZREE. FLEKFE
BAEEEENET BEIHMNA (835 Facebook. WhatsApp # Threads) BIhgE, AT HRENAR
BMRRFEFENME, XMERSE5HINERER, SVERPFNZORRELVEETRREMNGER, TFTF
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REMNERRE L. EN, FHEMTEZ L RBRERHINNIIEE. REEFHENE, XTF 16 SUTHA
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[01:03:28] Lenny Rachitsky
English:

Yeah, and it just launched, right?
R EE:

T, MERINIAR, 3082

[01:03:30] Naomi Gleit
English:
Yes.

FROCERIR:

[01:03:31] Lenny Rachitsky
English:

As a new father, I'm excited for you all to be working on these sorts of things. | don't need it yet, but I'm
glad it's going to be there. And it's funny how Meta and Facebook is in this world where people complain
about teens using social media and then you work on making the product better for teens and kids using
social media, and then it's like, "Facebook's getting teens on social media." There's no way to make it feel
good to people. No matter what you do, people are going to complain.

FROCERIR:

ER—PIHFRFE, ZREXFNEBXELE. HMELBRFL, ERRESHEERE. BBHZ, Meta
# Facebook &AERXBF—MER: AMHERETDEREBARE R, ARMNSHILFENELFERS, &E
XEBAU “Facebook EIEFH MEMAMAIIRAE" o T4, BEAZRE, ELRBEANFR.

[01:04:00] Naomi Gleit

English:



Totally. And | think the goal of this launch was to orient ourselves and really there's a lot of complaints,
there's a lot of different voices. | think we just are focused on parents. We think parents know best. Every
kid is different and parents know their own kid the best. So that has been our north star in terms of the
approach here. When | talk about teen accounts, as product people | think one thing that you would
appreciate is the thing that | think is really important when it comes to teens on the internet is really
having an understanding of how old someone is when they're using our apps. And it's important that we
know how old they are because then we can put them in an age-appropriate experience. So now we have
teen accounts, we want to put all teens into teen accounts. We all know sometimes teens lie. That's been
the biggest feedback that we've been getting is teens are really smart, they're going to find workarounds,
they're going to be creative, they're going to lie about their age. And as a product person, the way that |
think this should really work is that instead of everyone entering... Teens use, on average, 40 apps,
instead of Instagram and the other 39 apps that teens use trying to verify the age of the person using their
app is for two companies to do this, which is Apple and Google, they do collect the age, they should make
that available to developers. And we ask for information from the device all the time with user consent,
can Instagram have access to your camera, can Instagram have access to your location information? Apps
should be able to ask, can Instagram have access to your birthday? And that would, | think, elegantly from
a product perspective, from a simplification perspective, from a privacy preserving perspective and
what's easiest for parents, that would be the right product solution to solve this problem around age that
we're all trying to grapple with right now. And there's a lot of stuff that we're doing. Part of the reason
that this project was so complicated, and | mentioned the age team, is we're building classifiers to try to
predict how old people are based on not just the age that they've stated, but based on who they're
talking to, what kind of content they're looking at, what the age of the people they're connected to is, do
we think that this is actually an adult like they say, or is it really a teen. And so we're doing a lot to try to
predict age or prevent people from lying about their age, but | think this would be a really big win for the
industry.

FRZERIE:

FTEEH. WIANXREABHENZBEE (L. BAERIEENFAENES, ERMNTETRE. KITIAN
REETHER, STEFHAE, RE&THECHZF. SREHNGEXIHEN AURE” . HFHIKE
FLEKFAE, fFAFRA, BREMINRAN—KRE: AEENEOFERIPLE, BEEENETHAPERE
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X ERE— T EMRENREAN, E2—TEFLF. BMEFTNFERMPBIERIRAEM 7RSS, BN
A (HERKR BREFRER) JWBMTURGEEE—BERIMEF.

[01:06:31] Lenny Rachitsky
English:
Makes sense to me.

FRCERIR:



MEHKRREEE,

[01:06:33] Naomi Gleit
English:

Okay. Thank you, Lenny.
FRCEE:

FEY, BHEHMER, Lennyo

[01:06:38] Lenny Rachitsky
English:

So to close out this portion in this chapter of our conversation on Naomi-isms, | know something else that
you're really good at that I've heard from a few people is running meetings, something that a lot of

people always want to get better at. Any tips? What have you learned about running a great meeting?
FRZERiE:

ATERXTF “Naomi £X” BWIX—ET, RMBMREEEERS—HE, BREASZ. XERZABBRS
BUEE. B ABNIE? XTFfAFs, RFERTHA?

[01:06:54] Naomi Gleit
English:

A meeting is a high value and it's high cost amount of time, and then | want to make sure it's as
productive as possible. What | will do is send an agenda 24 hours prior to the meeting. That agenda will
include a pre-read. I've talked to people who if the pre-read is not attached to the calendar invite or
associated with a meeting at least 24 hours in advance, they will cancel the meeting. That just goes to
show we want everybody in the meeting to have full context, have read the pre-read. Often what will
happen in the previous 24 hours is because we're all sending pre-reads on Google Slides, there will be a
lot of conversation and questions that get hashed out leading up to the meeting. During the meeting, like
I said, | think it's really important for a group of people to be looking at something and anchoring people
on something. If somebody joins the meeting, say, five minutes late, they should know exactly where in
the agenda you are in the meeting and what is being discussed based on catching up from the visual
that's being projected. Usually a meeting can be and hopefully a meeting is really either is a decision
meeting. So if there is a decision, | need three options and | need a recommendation that should
hopefully help focus the meeting. And then, like | said, | will real-time edit the visual such that we
document and have extreme clarity on what is the option that we agreed on and any next steps that we
also agreed to. After the meeting, anyone who wasn't in the meeting, that's fine because within 24 hours
post-meeting | will send the notes, reply all to the meeting invite and send the notes. So just tactically, |
use the calendar invite as the canonical unit by which to handle all of this communication because a lot
of times meetings are one-offs, there isn't an existing email or chat thread that maps perfectly to the
audience of the meeting, so for me that is the meeting or the calendar invite. So I'll click on the calendar
invite, reply all, include the pre-read, pre-meeting, and then do this reply all again post-meeting 24 hours
with the notes and the decisions and the next steps.

AR ERIE:



SWEERMNE, BUEESENNEIRE, FILKERRERTERN. RSMHEESET 24 /N RIEY
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[01:09:11] Lenny Rachitsky
English:

| love this. So many very specific tactics here. | love it. This is food for my brain. | love the always have
three options and a recommendation, that's such a simple thing to recommend, but such a powerful way
of operating as a PM, just like, "Here are the options, here's what | recommend, here's why."

FRCERIR:

HAERXLET ., XAZEEHEAN XBRRAMBFTE. FTER KMTRE=ZMEIM—NEN , X
KIREE, EFNPM, X2—FIFEBRANEELN: X2, XEHENEN, XZ2RE.”

[01:09:29] Naomi Gleit
English:

Oh, one thing | forgot that | learned from Guy Rosen, he is our chief security officer, is when you have
three options and a recommendation, in terms of evaluating the options, | don't love pros and cons. It's a
flat list of text. It's hard to just get the big picture from that. Oftentimes we'll use a traffic light. That
means that the three options are three rows. The columns in the table will be criteria by which to evaluate
the options. Those could either be functions. So for example, if | have three options as the rows, column
one could be the legal perspective, column two could be the policy perspective, column three could be
the privacy or product perspective. Alternatively, the columns could map to different criteria like what
we're optimizing for. So it could be the user experience, it could be the engineering feasibility, it could be
the internal complexity, whatever are the criteria should be laid out in the columns. And then obviously it
should be color-coded, red, yellow, green based on how it stacks up against those criteria. And what this
allows is to get back to the point of the visual is you can quickly look at the three options, see where's the
most red, and rule that out. Ideally, the recommendation has some combination of the more green or
yellow than the other options. And then obviously within these cells you can spell out the specific
rationale for the coloring. But | think this is a really good way to run a meeting and just create extreme
clarity around how you're evaluating the options in a way that a flat list of pros and cons just doesn't.

FRCERIR:

W, FET—HMRINNERRLEER - & (GuyRosen) MEFEMNE: HIRRMHE=MEDR —MEN
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[01:11:12] Lenny Rachitsky
English:

What other podcasts would have this level of detail of how to run a discussion on a decision? And this is
exactly what people want to hear, so | love it. So product market fit for listeners of this podcast. | love it. |
love it. And obviously the reason this is more effective is it's not just like, "Here's a quick sentence on the
pro and con." It's like, "Here's what | actually think this is good or bad for the things that matter to the

business."
AR ENIE:

EAEM M EEIEXIMXTOAERFRFPCHATKTE? XEBARERY, HAERT. XEEHSEER
IFARE “F@mhHRER" o B, XMAZEERNRELET, EARREEN—GORRS, ME "X
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[01:11:39] Naomi Gleit
English:

That's exactly right. It also gives people a framework to plug into. A lot of times the creation of a pre-read
for these discussions involves many different people from many different teams and functions. If you
have a traffic light, they can own filling out their cell, they can own the rationale behind the legal position
on option one, two, and three. And, in general, I'm super into frameworks that allow people to plug into

and clearly represent their point of view.
FRZERIE:
TR, EXAAMMBEHT — P LUEBRANIESR, BE, EEXENCHNTRMELS &K B TR EPAFIEREE

BIFZ Ao MIRIRB—PMLEINT RS, MTAILUAFRIES BCETE, ARBRASIER—. =, =8I
7. BBIFKG, FRIFESWABMEELL AMTRANF B RE R BIHES,

[01:12:08] Lenny Rachitsky
English:

| love it. Final question, completely different topic. | saw a Wall Street Journal story about how you
exercise and your exercise regimen, and how important that is to your life and career. Now, most people
don't have a Wall Street Journal story about their exercise regimen, especially a tech worker. And | know
this is just important to your work, and they wrote that this basically helps you become better at your job.
Any advice there for folks that want to lean into exercise, exercise more for how to actually do that?
Because your advice is this actually makes you better at work and life.

FROCENIR:

AET, &Ra—NIE, #IOT2RENEE REE (ERERR) RETMHVRI AR TR, UK
EXMRNEENELEZER, AZHA, LEREHIFE, FIEAREITLE (EREBR). RAEX
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WhE? FAMRHRRE, XL EELLRETENEEPRIMSELT.

[01:12:44] Naomi Gleit
English:

People are always like, "What are you training for?" And I'm like, "I'm training for life." I have four musties,
it is eat, sleep a long time, and exercise. Those are the things that | need in order to perform. And the
other areas of my life seems pretty obvious, but until recently | actually did not prioritize sleep. My
boyfriend is actually super into sleep and we have the Eight Sleep, we have eye masks, we have blackout
shades, we have good sleep hygiene, and so I'm getting much better at that. But exercise is something
that I've always been on top of. Alone time is also a musty for me because I'm an introvert, | need that
time to recharge, otherwise | think | get weird around people. In terms of how | prioritize it, it's a non-
negotiable or table stakes, every morning | have to work out. | am also lucky enough to work in an
environment where | can wear workout clothes to work, which | often do. | think working out is sure the
hour of the day that I'm doing my exercise, but | also view, like | said, life is a workout, performing at work
is a workout. | need to be able to move. | need to feel comfortable. It's very physical, | think, especially if
you're trying really hard to be a conductor, and I'm running around with a metaphorical conductor wand,
| need to be able to move. A while ago, and that's what the Wall Street Journal article was about, | set a
goal of doing five pull-ups. 1'd read somewhere in an article that less than 1% of women can actually do. |
think having a goal is really helpful. That's something that | worked on, and anyone can do this truly if
you train for it. | think it's potentially more technique for me than strength per se, and | worked up
towards that goal. | think exercise, in addition to all of the physical benefits, primarily has a mental health
benefit | think for me. And also there are just a lot of lessons that | think | take from exercise. For example,
| think being able to do five pull-ups taught me | can do hard things in this really narrow, measurable way,
which gave me confidence in other aspects of my life.

AR ERIE:

AE22E: “REAFAMmINE? * FEE: “BENEFEMIIE.” FREDED BB (musties) : X
B. ZEHEER. JROEMEE. XEBRAFFRSHAEN. EEFHEMIEMFREMZR, EEIE
ERA BEFIRENMER. HBEARIFETEMER, (15 EightSleep (FRERE). RE. B, H1E
RIFFEER DESR, FAIURIMERFESZ T, BRERH—ERFN, MANENZIHRREBI2LANN, FN
HETAREHA, HFEENERE, SURRFREARFIEF/RFIRE. ETHNARHMRSLR, BEFA
BEN A7F | BREBLBGTRIEF. HBRECEETAUFEHRLMVIFERIE, REEXAE,
FIANBENNESRIB—/NSWzE), RUBEZFEF—DRE, ELEPRIAUE—5BE. RFEEES
aE), BERIEFE. WUNAXFEEEERNRE, CERIMSHBEN—2 “BER" , BEHERTNE
IERHRIAEN, MEEEDER. FAF (XBE (BREBR) RENAR), RRET—MUIS5 M5lEmE
EHBR. REERXERRE, RERE 1% HOIEaEME. RIANREETIEEEEY. HALMAHTS
71, RBZAIE, ERASMERE HHRY, XAREZERITMIFAENIE, HPELRTBEIFE .
BIANIRIERR T B8 LR, MEKREEZOERRSENL, i, BMBIEFFETRSZ. 6,
REM 5 M5liEm EHE T RAUAXMIFERE. AIBENAXNETHRENES, XIERT HRAEER
Htt A EmBEC.

[01:15:01] Lenny Rachitsky
English:

I had a friend who her goal was do one push-up. She's like, "I want to be able to do one push-up" and that
was really motivating to her. And then she finally got there and then she could do more.



FRZERIE:

BE—MR, MBS —TREME. ik “BREEEM—MEEMNE" , XIFEERt. RELRSET,
AEMERES T,

[01:15:12] Naomi Gleit
English:

That's awesome.

R EE:

XET,

[01:15:13] Lenny Rachitsky
English:

Yeah, similar. | have so many notes here as that you were talking. The other is sleep advice. So eye mask. |
have an awesome eye mask that I'll recommend in the show notes. It's funny. What is that? Of all the
things I've recommended in all the various places | get the most comments about, "Thank you for this
very specific eye mask. It changed my life." It's like WAOAW, it's one Tim Ferriss has often recommended.

FRCERIR:

20, BE M. FiHERNRIZETESZEIR. Z— 1 EEREIN, XTFRE, RE— 1 BENESE, RERED
BNAE, BRER, EREEINFERAT, KAIRREZMNE: “WHTFHEEXNEFANRES, eXET
EEE” ERREFI WACAW, &M - ZBEHT (Tim Ferriss) ZFEHEFEAIABFN,

[01:15:36] Naomi Gleit
English:

Okay.

FRCERIR:

9789,

[01:15:37] Lenny Rachitsky
English:

W-A-O... I'll link to it in the show notes, but it's WAOAW, let me look it up real quick 'cause people are
going to be like, "Oh, | got to get it." WAOAW eye mask.

W-A-O---- - HWFENAE, I WACAW, EE—T, AAAREESE: ‘M, FHEX—1.” WAOAW

[01:15:46] Naomi Gleit

English:



The one that we have has cushions around the eyes such that it's not flush against your eyes.
FRERIE:
BINANBHERBEEAEE R T, FAIULERSEILERIK,

[01:15:54] Lenny Rachitsky
English:

Yeah, this is the same. Okay.

R EE:

EHY, XFRBR. T

[01:15:55] Naomi Gleit
English:

Oh great.

FSCEE:

1R, XF7o

[01:15:58] Lenny Rachitsky
English:

W-A-O-A-W sleep mask on Amazon. It's 13 bucks and amazing. My wife and | both sleep with these eye
masks. It's ridiculous until you're like, "I can't sleep without one now."

RS ERIE:

TS5 LAY W-A-O-A-W BERRER S, 13 57T, MRIRA. HMBZEFEHMHXNREEER . XITEREFBEE, B
BfRAIL: “HRIERCERET.”

[01:16:10] Naomi Gleit
English:

Totally. Well there's a lot of research that even ambient lighting results in lower quality sleep. So | think
that's why the blackout shades and the eye mask just help ensure it's truly dark.

FRSCERIF:
S2IFHf. BRZMRERE, AFEESHENTENEERRERES, FALUEXTEMNRESERERMEETEZR

kv
EElo

[01:16:20] Lenny Rachitsky
English:

Yeah, | was just watching a podcast and the advice there is even your smoke alarm with a little light is too
much light. You need to cover that up to create real darkness and why not just wear an eye mask? You



don't have to worry about any of that.
FRERIE:

20, BNET —MER, EREERSRER LRVNTHAR T MEBRLCEEREISHEENRERE, A
N AT EEHNRER? XFFMAREORET,

[01:16:35] Naomi Gleit
English:

Totally.

R EE:

SR 1M,

[01:16:36] Lenny Rachitsky
English:

Okay, and then one thing | didn't mention when you're talking about the conductor, the PM as a
conductor, that's exactly the metaphor I've always used my entire career when people ask me about what

is product manager? So we're alike.
FpERIE:

T8, BE—HERENA LR, HMKE 4EIERK" —PMEMHSIERE, BESHRENRWEED, HAE
& ‘taRrmEE” N—EfERrLtE. FrURITERES.

[01:16:46] Naomi Gleit
English:

Really?

R EE:

Emyng?

[01:16:47] Lenny Rachitsky

English:

Yeah, | have all these slides of here's the PM and it's like a symphony and the conductor standing there.
R EIE:

=0, BERZLMTRA, LtEASE “XME PV , BER—IRMEH, EERIEEIRE,

[01:16:52] Naomi Gleit
English:

Lenny, do you know how happy that makes me? Because | feel like sometimes people are like, "That
sounds crazy," but the fact that you actually came to that same conclusion makes me... Why did you



come to that conclusion? I'm just curious.
FRERIE:

Lenny, fRAEXLLHRZFOE? AARTEEAMNSR: “XIFERARIET.” BIREARGH T REFRZE
e, XikH - HREBAE, MATAITHXNEL?

[01:17:09] Lenny Rachitsky
English:

Because as you said, the PM's not making the thing. They're just helping each of the people who are the
most talented at their very specific skill do the best possible work and their back is to the audience.
They're trying to stay out of the way even though they come in, everyone claps for them, the outstanding
event, and then in theory they could step in a little bit to help out when they can pinch it on design here
and there and research here and there, probably not engineering. So those are the reasons and they're
not in charge. The chair wind violinist is the actual person that's making the music and the best at this
thing.

FRCERIR:

EAEMRFTRE, PM HREREGNE™m. IR EEMILEERERELRET ENAREHREKT.
iR ENERR. WIISHTHER, REMIIAGHARSAMNRE. BieL, M UEEERTANE
T, LRIt SMR EEIEF, EIRESEAIERT. RUXRERE, MEMIARZE “KE” . 8FE/N©
REFARHEERRE R, BEZITERINRHIA.

[01:17:48] Naomi Gleit
English:

It's so great to hear somebody else talk about this too. Thank you. And | think that that is really how | view
my role and what | do and | think maybe just hearing you talk about it reminded me why | think | put so
much emphasis on just elevating the people on my team and the people around me and candidly, one of
the development areas for me, and it could be downstream because | do have this analogy of how to be a
PM, is that the growth feedback or the constructive feedback for me is really learning when to lead from
the front more. Maybe when to be less of a quiet conductor that's really elevating the first chair violinist
and be more front facing. | think a lot of my approach and my leadership style is really leading through
the people on my team and helping grow them. And a lot of times | think that they're dedicated, they're
experts, they know particular areas. Obviously as a head of product, | manage a portfolio of different
projects of which each of them has the incredible leader on it. And so oftentimes I'm just really trying to
lead from behind and help them be as successful as possible. But there is a time and a place when maybe
that silent conductor needs to take more of a vocal and front facing role.

AR ERIE:

IFEIFABXAREZRIF T, Wi, XHLEREFECHBMIENSG N IARXAWIEET I, N4
FINERFRAF AR RFB RN BRI, HH—NRERIE (XRIEERNER—EFREFX PM tbh)
B RIENERERRER, BFRANESHMN FI4° 0%, HiIFERAZM— M RAMERABRMEE
FHRBIEER, MYZEAEE. FIANKRNRSTENAT NS @I HE AR 51K AFH A BT
Ko REBMME, MITFEEHL, BEXR, THREEWN. (FAFRARA, REBE-RIFEANTE, 51
HEHEHBNASE. RUREES "NEAAT" , BR8N, EERENENGE, X
MEAANIEER IR B R E AL EENRRETN A,



[01:19:16] Lenny Rachitsky
English:

I know exactly what you mean. | had the same problem when | was a PM because there's always this fear
that PMs in charge and telling everyone to do. And so | had the opposite of like, "Okay, and that's not me.
I'm going to just let you do the things you think are best and I'll just make sure the best ideas come to the
surface," and | have to learn exactly the same thing. Sometimes people just want you to point them in the
right direction and make the decision in the end. And the best PMs are people that have the best opinions
about what is going to work, how intuition of what users need, have strong product sense and all that
stuff. I've had this post that I'm trying to work on along these lines where there's this reaction to PMs
aren't the CEO of the product. They're just like... No, don't call yourselves that. | think it's the opposite. |
think PMs actually should think of themselves as the CEO of the product, not in terms of they are in
charge and can fire people and manage people, but they're the closest heuristic for what the CEO and the
founder wants. They think of what does the business need, what is going to help the customers, what's
going to help us grow? And | think the PM is the closest to that role and so | think it's important to think of
that role as that even though you're not technically in charge.

FRCERIR:

HE2RBMRNER. &Y PMELEEENEE, FANSECPM ZREFRASHELSHIA. FIURERT R
H: 8, BAZFH. HIULRMBIMPANRIFNE, RRAATHRRIFVRETZHKE.” HBBHFS]
FEHNERE: BNAIRARHFEMERSBDHEREHERE. RIFHN PM EBEWNHATZEREREIN
. WAPERBER. BRATRENA. F—HAESF—RBEAXHNXE, Wit ‘PM AZ~mY CEQ” Xif
MRo REBAW: K, JXATEES,” HEFIEEER. AN PM LN ZER S EF~mBY CEO—
AR MITENFARARKEERITE, MEiRt1Z CEO Mels ABREMNSREENBE AR, BB WSE
Bt a. F4EBEP. FAERIMNER. HIAN PM BRIZERITACHIA, PRUBMEREA LHA
EA, BEHCEFR T ABEREE.

[01:20:25] Naomi Gleit
English:

And maybe you could call it something different, but | totally agree with that sentiment. | think we were
trying to push against the criticism that PMs were bossing everybody around, but actually | think you-
There's baggage there. | call it, there's something called the great non-technical. There was a period of
time at Facebook where | think the PMs really had to prove their value to the engineers and show that we
were not slowing things down with all this extra process. You can imagine an engineer hearing me talk
about how to run a meeting and all the canonical docs and just be like, "What? This sounds terrible." So
yeah, we had to prove that, but | actually do think the PM is the closest to really channeling what the CEO
or the founder wants. Another thing that I've worked on and that I'm working on is really developing a
much stronger first-party perspective. It's not enough for the PM to run this people in process that we
talked about. Obviously I love that stuff. | lean that way, but at the end of the day, a PM cannot outsource
their perspective or delegate their thinking through people and process. And so for me that has been a
learning curve and | am trying to, as someone who's very consensus driven, | want to hear all the different
opinions from all the different people. | can still do that. | can still through people in process talk to all the
different folks working on a project, hear their first party perspectives and then use all of that to
synthesize my own because it will be unique given my role on the team and just what I'm trying to
optimize for and really make sure that | both develop that first-party opinion and communicate it clearly.
And like you said, the best PMs | think can do it all.

FROCENIR:



HWIFA LIEADFRE, BERTEEEXMIS, FERINZBEREK “PMMENABIESE" 09T, BLFR
Eo - XHPEREEM. BIFZH “HANIESAYE” o 7E Facebook H—E&RYIE], PM @47 T2 MiERE
HCOWNE, IEERI18E AXLEFMIMIREEEHE, FALER— N IREMRIEZCNEIFSFNEX
A, =88 “HA? XIAERAERET.” FIURIHUIUERE S, BHKHBITIAN PM BREEf%A CEO 3!
IMARENA, B—EESNINS—4ER2IBHERAN “E—HMA" (first-party perspective) s PM {X{X
BEHNTXEARFRERABH . SAKSWICLRAA, RMETHEMS, BIFIRLEE, PM REEEED
NE “IME” HE, BREESARIREREZRERE, MEFRYH, XB—NEIdhE, (FA—NEEFE
HIRWA, BEIREFIEANTEEN. HMARTLUXEM, BIARFRESTEFHFRE AR, Bt
MNE—ANAE, REFNRFREXEEEREERECHNR —RAANZERIREFAATHREMZENNLE
IR, BIMAREEREEN. RERRECEELRXME—F IR, NEEBFWHEAT. ENMRFRN, il
FERGFHI PM BEFRBLX—1T],

[01:22:27] Lenny Rachitsky
English:

Just to follow this thread, one thread further, because this is something | think a lot of product managers
work on and are told to work on, is there anything you've found to be helpful in building this skill in
yourself that might be helpful to folks that are working on it?

FRCERIR:

BEXTNBRRBRBERN—R, BAXRREFREFEHFESH. URENBEESHNGR. MEAMBTALTE-ES
B ECRUXMiEE, BNEMARESZMNED?

[01:22:39] Naomi Gleit
English:

I'm lucky enough because | have a big team. | have someone who helps me schedule my time and | used
to goal that person and goal our work together on just being as efficient as possible. But now what | am
goaling that person and what we're trying to accomplish here is giving me as much time to develop a
first-party point of view. And so what is the most effective way to do that? And for me it is having two to
three hour blocks of time where | can actually sit, think, have space, but maybe something that's different
about me than other people is its very, very helpful for me to talk to maybe one or two people, not be in a
big meeting with 40 people, trusted people. | have an incredible person on my team that | talk to that |
think really helps me clarify my thinking. And so to go back to the beginning, just I'm trying to find blocks
in my day that | can spend time thinking and also within those blocks, they don't have to be alone time.
They can also be scheduling my chief of staff and my head of data to bounce ideas off of as a sounding
board because that is the process that | know best for me in terms of really developing a first party
perspective.

AR ERIE:

HR=EEZ, AARE—TRANE. BABERZHE, ZUNSHBIANERZILENR TSN BN
EHREBIANERE: ARBUHRAERSHNERTE “F—AMR" « BARBUNGEZHA? WK
W, A 2 B 3/N\EIRVRIREYE], ILFEELTRES, HEXE. EEFHSIAREBN—RZE, 5—HT
EENARKNEIFEFTER, MAEEM 40 AWKAES, REAAFE—PIFEHENA, HEEMMWIIR,
XEEHRIEFRR, FIUEIZIRY, KRESHERREFTIFHAILUAKREBZMEER, MAEXEERE, £
—EIFFEI, HAIURTHENEMK (Chief of Staff) HEIBAIAERN “EER REERZE, EAR
XEREMFE—ARARERIG I



[01:23:59] Lenny Rachitsky
English:

Such a good tip. It makes sense if you're just spending all your day coordinating in meetings, checking
things, reviewing things, you have no time to actually think about what you think is the right move and
answer and strategy and next step. And so that's a really good tip. If you're finding that you don't have
time to think about what you think is the right solution and the right strategy and the right product
decision, fine, just block time to think about this stuff. | have these deep work slots in my calendar. I've
written about this a few times where it's three hours and the invite, | don't know if you can do this these
days, but it was just, if you book time during the slot, | will slap you. Nobody did.

FRCERIR:

FEFHRN MRMABEXREBASWNFNAE. 10E. T8, MASLEREIEEZMANERNEE. BX.
IR T —F, FIURR—MRIFARIT. WRIRAIME 26T 6B E EMRRVERRG =M~ mRER, BMIRT
BiedEl, HZEOBH LR REIFE KR, REI/UX, BRI 3/NEHEE, BEREEE (FREWELE
RERREXAT): “MRFAEX MRS, HEBM." HBRKAMLD.

[01:24:42] Naomi Gleit
English:

That's amazing. And | think for me, some people might need three hours on their own. | think for me, and
| don't know about you, talking things through with one or two people really helps me as well. So
sometimes it was almost quite challenging for me to think of going into a room by myself for three hours
and then | was just going to figure it out on my own. This is like, and | don't know how people help people
think strategically the best, but it doesn't have to necessarily be alone.

AR ERIE:

KiET . WERY, BEAFTEFRIRER 3/, BFR (FHEMERAZEXEF) RUS5—HIMALEBR
BHREER. FIUBRILLE—TAHREBET 3/NESELNE, RMEERSIEN, ZFRENAZREA
HITHEREEN, ERA—EIFFHRE—Ao

[01:25:16] Lenny Rachitsky

English:

That's a great tip. Just have a sparring partner.
FCERE:

I, A PR .

[01:25:17] Naomi Gleit
English:

Yes.

R EIE:

=0



[01:25:17] Lenny Rachitsky
English:

Someone who is just interested in exploring ideas and not just have a clear agenda. | love that. Okay,
Naomi, | love this tangent we went on as we were wrapping up. That was amazing. There was a lot of
good stuff that we covered there, but | know you have to run. So before we get to our very exciting
lightning round, is there anything else that we haven't covered that you wanted to cover or share?

FRZERIE:

H— T HRFEERE. MANXERITHIENA. RERX N F7, Naomi, HRERIFANEREM K
HITHIXERAIMNE, FEEF . FMTRETREFHRA, ERMEMEET . FEANSAMBEHRNBRERTZ
A, EEMTATNTZIE B ZRI5?

[01:25:42] Naomi Gleit

English:

Honestly, | think | just did it. | didn't even realize | wanted to talk about that, but it just all came out.
R EE:

EZXW, BREGENABENERT . BEZERIRIIFEIA, EEMXABAMAMBELERT

[01:25:47] Lenny Rachitsky
English:

| love it. | love that. Those are the best nuggets. With that, we've reached our very exciting lightning
round. Are you ready?

FhSCERIE:

HERNXMEDR, XERREENTH. BA, BATFENABRIRT, ESIFTE?

[01:25:54] Naomi Gleit
English:

I'm ready.

R EE:

BB T

[01:25:55] Lenny Rachitsky

English:

First question, what are two or three books that you've recommended most to other people?
FREiE:

F—NEE: RENABERSHR=EBEMHA?



[01:25:59] Naomi Gleit
English:

| really love narrative nonfiction, so | like the Eric Larson books. They're a very compelling and page
turning way to learn about history. | recently read Devil in the White City and there was also one about
Churchill's first year by Eric Larson. Another book that just the canonical book that | often recommend is
Sapiens. | think he's a great example of what we talk about when we talk about simplifiers. He took a very
complex subject, which is all of human history and tried to pull out the nuggets. | think his thesis that
what differentiates humans from other forms of life is really our ability to tell and believe in myths or
stories, and he cites money and religion as examples, but also there's a graphic novel version of Sapiens
and so he almost has the PhD level and then he literally has the high school level, which is a graphic novel
version. He also has Unstoppable Us, which I think is a kid's version, and so clearly here is someone who
is a master. There's a James Clear thing that a friend, Shirley, told me about where it's like if you're a
beginner, you have ignorant simplicity and intermediate has functional complexity, and then a master of
a topic has profound simplicity. And that's what | feel like Noah Yuval Harari really has because he can go
all the way up and down this cool pyramid in terms of explaining this really complex topic.

FRCERIR:

BIAFEENNELIEEMER, FIURERIRER - fuFk (Erik Larson) B8, EAIRMU—FIEE S| AN,
HARERENAXESIAFE. BRIEIRT (BIHEE) (Devil in the White City) , #E—FHHRENXTE
ERE—FENT, F—AREEHEFN W& BEE (ALEE) (Sapiens). HIAAEER “EBE” W4k
EHIF. MIBARBEXMEESZMEBIREL 7120 MIARNAXXFFEMEGREXNEENET HRH
HEEHIERME, MUSBRNRE A, ME (AXEE) FEEEAR, FAUMIEE “BLKE BiRE, 1
B “BHKE BEERR. tiFrE (KFRELERFZET) (Unstoppable Us), BRR)LE R, EAME—MIAIM,
FABK Shirley &£ EBE - THI/R (James Clear) W—ERIE: ¥1FEWE “THNEER" , hEERE
‘THREMRIEZR” , MAMUAE “FRNER” . ERB/ARR - HHFMBEEXMRZINEE, RAME
RREXTHNERTE) “FREFE .

[01:27:31] Lenny Rachitsky
English:

What | heard about him is that he goes on a one-month meditation retreat every year where it's just him
silent meditation retreat, and people ask him, "How do you have time to do that when you have so much
work to do?" He's like, "The only way I'm able to achieve these books where | synthesize all of human
history into a story is because | do that. Because | can clear my mind and just be."

FROCENIR:

HIFRthESEHRIETAR—TANERRHE, REM—7A. Al “RI{EIRAZ, WKEIEE? ~
A “FHZFAUREEHXERALBLEGERRENT, B—HNREMERM T XMHE. BAEAUESE
A, RREESE."

[01:27:53] Naomi Gleit
English:

And Lenny, to our previous conversation, that is how he himself is best. That's what he needs to do. |
might need two to three hours a day and a sparring partner, Noah Yuval Harari needs a month in silent
meditation.



FRZERIE:

Lenny, EIEIFEAIZAIBNIE, XMZMEIERERSHERN. BRMFERHN. KAEERFE 2 3 3/ 60—
PMEEERIH, MARR - MAFMFE—TANGERER,

[01:28:07] Lenny Rachitsky
English:

Great point. Everyone has their own way of unlocking their brain. On Devil in the White City, a fun fact.
When | read that, | was like, "I need to go to Chicago and see the stuff that they wrote about in this book
about the World's Fair." And so | went to Chicago and-

AR ERIE:

TR BTABEABARNAELSN. XT (BEHEE), BIMBE: HRXTR/ET ROAEZMIEE
PESHHEZEN" , FTREAENETZME

[01:28:21] Naomi Gleit
English:

You did?

R EE:

REMET?

[01:28:22] Lenny Rachitsky
English:

Because of that book, yes.
FRCERIE:

0, MENBAEBH,

[01:28:25] Naomi Gleit

English:

Wow. Have you read the Splendid in the Vile?
R EE:

£, R (FEESHEY (The Splendid and the Vile) 137?

[01:28:28] Lenny Rachitsky
English:
Yes. That was the-

FROCENIR:



g, B

[01:28:29] Naomi Gleit
English:

Churchill.

R EE:

KTFESR,

[01:28:29] Lenny Rachitsky
English:

About the Telegram, right? Yeah. Right?
HRCERIE:

KT EBIRAY, IE?

[01:28:32] Naomi Gleit

English:

Oh, no, it was was Churchill's first year, but he has like six books. | haven't read all of them.
FpERIE:

AR, BRTEEHRNE—F, HHABETAEH, HELEIET,.

[01:28:37] Lenny Rachitsky
English:

Okay. | think it was either that one or it was something about a telegram. | did read... It was less good
though, is was what | find. | found the Devil in White City was-

AR ERIE:

GFIE, T BREFPLBAT. ZERT (BREE) 2

[01:28:43] Naomi Gleit
English:

The best.

FRCERIR:

R=IEH.

[01:28:44] Lenny Rachitsky



English:

Was the best. Amazing. Okay, we'll keep going. Second question, do you have a favorite movie or TV show
you've recently watched that you really enjoyed?

FRSCERIE:
EREN, KBT. 7, %4, N RREEINIEESERNESSENTEETA?

[01:28:52] Naomi Gleit

English:

We just watched Shogun. | thought it was really good. Have you seen it?
R EE:

BITNET (ERPEZE) (Shogun). EIFIFERE. REIG?

[01:28:57] Lenny Rachitsky

English:

I have, yes. | loved it. Very gruesome but amazing.
R EE:

B, HEER. BARME, BIFEREF.

[01:29:01] Naomi Gleit
English:

Yeah. | was. | had to cover my eyes for some of it. And then we also, the movie that we just watched was
Dune Two. Chris Cox, who's our chief product officer, actually recommended that as one of the best films
that he's seen recently, and | really trust his opinion on that. So we caught up by watching Dune One and
then watched Dune Two, and it was really good.

FROCENIR:

B0, BEFEARTFT/IERERRE, RMNKELEET (DR 2). HMNVERETmERE - = (Chris
Cox) #HFRXZBMKEEINRFNBEZ—, HIEBEEMBRC, FIUFEN*T (VR 1), ARET
(E2), BERRE.

[01:29:21] Lenny Rachitsky
English:

| watched that in IMAX Theater in San Francisco, this insanely large screen and highly would recommend
that. I don't think it's still out there. Yeah. [inaudible 01:29:30] ridiculous. Amazing. | think there's another
one coming someday.

FROCENIR:

HEEIRZWN IMAX ZRER, BNEARS, BIUET. ZBIENZTIRT ., KERT. ZREUEEEHE
BE=EBo



[01:29:34] Naomi Gleit
English:

Oh yeah, yeah. Dune Three.
R B

ER, D3

[01:29:36] Lenny Rachitsky
English:

Dune Three. Just keep them coming. Next question. Do you have a favorite product you recently
discovered that you really love?

FRCERIR:
CHE3), MTFERNT. F—NEE: FEREARHIEESERNENTmIMHA?

[01:29:46] Naomi Gleit

English:

Well, I'm going to check out that eye mask thing that you recommended, the WAOAW thing.
R EE:

13, BEXHRMEEFNA WACAW IRE,

[01:29:49] Lenny Rachitsky
English:
That's it.
FASCEE:

BT

[01:29:51] Naomi Gleit

English:

| know it's super expensive, but have you tried the Eight Sleep?
R EE:

BABEEBRS, BfRiXE Eight Sleep 13?

[01:29:56] Lenny Rachitsky

English:



| have. My wife doesn't love it. She doesn't like the noise. It's like a very slight noise when it starts up, but

it wakes her up, so we don't have it anymore.

AR ERIE:

[01:30:07] Naomi Gleit
English:

And | noticed that too. | think maybe they just released the latest edition. One of the features that is the
killer feature for me is that it does a vibrating alarm so that when | wake up at 6:00 A.M., | do not wake up
everyone in the house at 6:00 A.M., and so it's a thermal alarm. It makes the bed on my side hotter and it
also slightly vibrates underneath my ear to wake me up.

FRSCERIE:
BHEER T, BBMIITEENL T SHR. MEFR, N “RFRINE SEDRH. XHYKEL6 S
RS, FEMEESLR, E2—MARRM, SILBRMNB—NIKETH, HERE FTRMEIRRER,

[01:30:32] Lenny Rachitsky

English:

It's under your ear. | remember vibrating my whole part of the bed. | wonder if that's a new feature.
R EE:

FEATE? RiZGUARENENFAK. FHERTEMIIEE.

[01:30:37] Naomi Gleit
English:

Maybe this is like... I'm on version three, maybe there's a version four. | don't know. Maybe that was

version one.
RSz ERIE:
WiFE------FANEEZM, JeEBEFNERT . LIFRANEE—IR.

[01:30:43] Lenny Rachitsky
English:

Yeah, that's so funny. A nice thing about my life right now is that because | have no meetings or boss, |
don't need an alarm.

FROCENIR:
e, KET. RUEEFEN—KEER, ANLERNEEEER, RLFERMH.

[01:30:52] Naomi Gleit



English:

That's awesome.
FRCERIE:
BEIET o

[01:30:53] Lenny Rachitsky
English:

However, it's amazing. However, we have a young kid and he wakes up at 6:00 to 6:30, so that's my alarm
usually.

FRCERIR:
g, BARE, BRIMOIENNZ, MBS 6 =7 6 ~¥EE, FrAMRERAREHH.

[01:30:58] Naomi Gleit
English:

Oh, and then the other thing | wanted to mention, | don't know if you have this problem, but I'm trying to
get a hundred grams of protein every day. | think a lot of my friends and | are focused on protein
consumption right now, and so my trainer who helped me actually do the pull-ups and the push-ups
started a protein products company called Promix that | really love, and he has this Rice Krispie treat
thing that | usually eat every morning and gives me 15 grams of protein.

FRCERIR:

18, FE—4EHBIR. RAMEFREEZEXNNE, BREZHASXREAN 100 RERQR. EMEZARIE
HIEE X FEERIBN. IS | AE EMWEMENELETF 7T —K W Promix WEBBK~RAE, KIEFEENR.
E—FEM “BEKPE” (Rice Krispie treat) BIRPE, FEXFE LEIZ, B 15 RERMR,

[01:31:30] Lenny Rachitsky
English:

| just bought that.

R EiE:

FNIET A

[01:31:32] Naomi Gleit
English:

What?

R EE:

fraz



[01:31:33] Lenny Rachitsky
English:

Yes, | was reading, Kevin Rose had his favorite, his health stack, and | don't know if that's the brand, but
it's exactly a Rice Krispie thing with 15 grams of protein. So I'm pretty sure that's it.

FROCERIR:

2HY, FIFFE - FH (Kevin Rose) NEMHBRRER, RTHERFTEBMEF, BHLRES 15 EH
FRRIREK Gt FRAIEEEMZE.

[01:31:45] Naomi Gleit
English:

I'm pretty sure that's it, because the Rice Krispie part of it is very unique, so let me know what you think. |
really like the chocolate chip flavor.

FRCERIR:
REEEMEE, FEARKHFXMEIVRBE. SIFRMETN, HERERIGRIAOK.

[01:31:52] Lenny Rachitsky
English:

| hate them and | love them, so that's a really good tip. | just saw a funny TikTok where it's like | never
thought when I'd grow up in be an adult, I'd be thinking so often about protein and how much protein |
should be eating.

AR ERIE:

BHENXEXR XB—MREFNEN. HNET—MEE TikTok, KEZ2: “HMRBIKAHASE,
RN EBEZARURIZIZZ VEBR.”

[01:32:05] Naomi Gleit
English:

Maybe this is 40, | don't know. I'm not sure for me, but yes, I've been thinking a lot about protein. The
other thing | really like is canned seafood, which has a lot of protein. So something called Fish Wife has,
it's just Hipster, like Chicken of the Sea.

AR ERIE:

WIFX TR 40 FEMEEE, BAME, BERHEEEREEARK. Z—EHRSERNNEAAREHEL, EAKRS
2RE. B— 1M Fish Wife BIhEF, RIYE, FEE “XHIR™ BY Chicken of the Sea,

[01:32:23] Lenny Rachitsky
English:

Oh yeah, they're very cute. Yes. My wife gets those. Another protein tip, they were a former sponsor, but
no longer, but it's an amazing protein tip. Maui Nui venison beef sticks. It's 10 grams of protein and it's a



delicious venison beef stick.
FRSCERIF:

WER, BERAE. REFHL. F—ITEAREN INBE2HEBEH, REFET, EF-mERNRS):
Maui Nui BB, 10 REBR, MAIFEIFZ,

[01:32:39] Naomi Gleit
English:

Thank you.

R EE:

s

[01:32:40] Lenny Rachitsky
English:

There we go.

FREiE:

XX T o

[01:32:40] Naomi Gleit
English:

Look at what we've become Lenny.
R EiE:

BERINERMAAET, Lenny,

[01:32:45] Lenny Rachitsky
English:

Just protein obsessed. It's just going to be so protein rich. Amazing. Okay, what else we got here? Okay,
two more questions. Do you have a favorite life motto that you often come back to and find helpful in
working life?

AR ERIE:

AN FEHEREAR. XBMTEEARSEET. XET. 7, TEAFA? KRERNRE. MERETALE
B8, HRENIIFEEREEMNAERS?

[01:32:56] Naomi Gleit
English:

Last month we were watching, or | guess two weeks ago, we were watching the US Open and we
discovered that as people come through the hallway to come onto the court to play, the players all



passed the Billie Jean King sign that says Pressure is Privilege. And | really loved that because | think just
with the Teen Accounts launch and just a lot of the more public facing stuff that | have done recently, | do,
like we talked about, get nervous, and | think Pressure is Privilege just reminds me that a lot of this stuff is
a really incredible opportunity that | have and to be grateful for it. | can still be nervous, but also
recognize and be grateful for it.

FROCERIR:

£ B, HEREREF, RMNETEEMAFE. BRMNLMHSIKATIEBHNIKTN, HELELF - & -
% (Billie Jean King) M—iRfEF, LtEEE: “EHEIRE" (Pressureis Privilege) s HIFEEWXA)iE,
EAMEESVEKRFPHER, URBRREHNEZSERAARNIE, RHESRBIEK, M “EHERE" =2
B3, XLEHFHIEZHRFEENFIIRNNNE, BEIZOFZH. KATURFIEK, BRNEERIREHZX
BXMETT

[01:33:48] Lenny Rachitsky
English:

| love that. Just to remind yourself that you're lucky to be feeling this pressure because that means
something is important. Slightly different version of that is Zuck at the event in the Chase Center that you
were also at had the shirt that said in Latin-

AR ERIE:

HERXD, REBC, ERRIENZZEH, BNXEREFHERER. Z—MRETENREZ, Lk
{A#&7E Chase Center BEEI L (fRE7E17) ZFEOBBMENBRITIERY T M-

[01:34:02] Naomi Gleit
English:
Learning through suffering.
FRCERIR:

EEERFES

[01:34:04] Lenny Rachitsky
English:

Learning through suffering. Perfect.
FRCEIE:

EEHFFS], 7T

[01:34:09] Naomi Gleit
English:

Learning through suffering. | like that one too. | mean, | think he spoke a little bit about this being an
entrepreneur is really, really hard.

FRCERIR:



EEERFES, FUERET. ZNEBE, MR TEWERIFR. FERF

[01:34:23] Lenny Rachitsky
English:

They had the Jensen line about people asked him if he'd start Nvidia again, and his answer was like, "If |
knew how insanely hard and stressful this was, | would not." Very, very honest. Okay. Last question. So
Charles, your former colleague, told me that you're an incredible surfer-

AR ERIE:

EHEHECHOBDE, AMBMRESBRDREER, ORER: “NRENEXEZARBEENE
HEXR, BASBR—R" FEHE. 77, &RE—1RE. MEHRSERNSFE, (FR—TIFEFEH

[01:34:42] Naomi Gleit
English:

Oh.

FCERE:

L:8

[01:34:43] Lenny Rachitsky

English:

And that you design your life almost around where and when you can go surf.
FRCEIE:

BRI 2 ESE it aE X AR R AL £ &R,

[01:34:47] Naomi Gleit
English:

Yeah.

FRCERIR:

=0

[01:34:48] Lenny Rachitsky
English:

Any story or lesson or | don't know, takeaway from surfing and the impact that's had on you? Lessons
about surfing?

FRSCERIF:
X RRMREIEN, BARE. HllsIEE?



[01:34:58] Naomi Gleit
English:

So | think surfing and life have a lot of parallels. It is an incredibly mental sport for me. The biggest thing
that | can do to improve my surfing is to improve my confidence. And so when I'm going for a wave, a lot
of times | will hesitate or pull back or. Instead, the best thing that you can actually do in that situation is
stand up into your fear, is to ride the wave. That is the safest thing you can do. That is the thing that you're
actually supposed to do, but on every dimension, that's the right thing. And so it's almost, | guess the
motto there is stand up into the fear when you're going, you're about to catch a wave and actually the
things that you can do when you're afraid, for example, like | said, pull back or throw your board are
actually quite counterproductive and actually unsafe and could lead to more injury. And so it's just

another reminder that you really need to commit. Stand up into your fear.
R EIE:

FIANHRRMEZERSBMZL. WHFKR, XERARREE LR—TUOEEH, REARKFREEN—R
MEIERE 0. HEPE—MRKEY, REMERZINHIORLE, BXF L, EIRXFER TIREMBIREFH
FEpE WEDIRGER" (stand up into your fear) , EBIA MR, BRIFEMIRLZLMNE, BEIRE
ZMHE, NEREERE, BEMBEMBRER. AL, REME: SMESHURE, WETIRGER, SR
EIRIS BB EIE— bR BN R — SR LR &R ERREY, MERR:, AJRESBESZMHE. i
DU FRIZERIR: fROE B DN, IBERMBIEER,

[01:36:04] Lenny Rachitsky
English:

| love it. Stand up into your fear and pressure is a privilege and learning through suffering. Naomi, this
was so much fun. I'm so happy that you agreed to do this. Two final questions. Where can folks find you a
line? Where they find Naomi-isms, and anything else you want to point folks to and how can listeners be
useful to you?

AR ERIE:

HRERZENT, “WEDIRGER" . “FEHERE" Uk “EEERFES” . Naomi, XENREB, &K
REXRrASESMTE. REHNIE: KREWPEAILUELEIIR? EHERILUERE “Naomi X" ? EEHA
RAERARSKIEFRT? ITARBEN IR A?

[01:36:21] Naomi Gleit
English:

So believe it or not, | have Naomi.com. | know Boz has Boz.com. | bought that URL, | think maybe 20 years
ago, 15 to 20 years ago from a farmer actually whose wife's name was Naomi rather, and his wife was not
using it. And so | got it for quite a steal. And I'll just say that I've had other famous Naomis, much more
famous and much more well known than |, who would like to have Naomi.com make offers for this URL.
But | really like having just a home on the internet where | can put my Naomi-isms. They're also available
on Instagram, Naomi Gleit. How can listeners be useful to you? | think Lenny, | mentioned this before we
got on the call, | don't tend to do that much public speaking or talking about Naomi-isms. | did some of it
two years ago when we first launched but |, as a result of being on the podcast and stuff, would love to do
more of this. And so | think any feedback on what listeners would like to see or hear from me, questions



that would give me a reason where | felt like it would be useful for me to do more on Naomi-isms would
be super helpful.

AR ERIE:

EREAMR, FHIFE Naomi.com, FHXNE Boz B Boz.como, FAMTE 15 %) 20 EFFIM— T KREBEL T XN
9%, tMEFHNEFU Naomi, BMFRAXMIZ. UKL T IMKER. K5, BRZEEEREZH
Naomi #BAEEZXMHEE, HIRT M. ERENREREEBEM LEE—NMETFTECSHR, AILUBKIEKN “Naomi E
X7 o {RBEILATE Instagram £%7F Naomi Gleite ZEFIAARBEEREFKMTA? Lenny, EZaiREE, HAEHT
RFEHTIKIL “Naomi EX” ., MEFRNELENEMHIT—L, EEISMINMER, BERSMH—L=K. Fr
L, ERXFIRRABMEXBEEINHMETANRE, HEEILERESZE “Naomi EX” WHAKERABIRA
F, WaXEIEEEEER.

[01:37:37] Lenny Rachitsky
English:

Sweet. So if you have any of those, leave them in the YouTube comments is usually the easiest place for
folks to leave that. Naomi, thank you so much for being here. This was so much fun.

FROCENIR:

AHET. MBRARERE, BEE YouTube iFIEX, BRARKGEZSHIMT. Naomi, IFERGIREERK,
XENREB,

[01:37:45] Naomi Gleit
English:

Thank you, Lenny.

FRCERIE:

BHEHERE, Lenny,

[01:37:47] 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.

AR ERIE:

ARBM. EEREURIRT, MNRIRTEEEMNE, FILUE Apple Podcasts. Spotify Si{RERAERE N AHITIHZ
TH. o, BFERABNMNTIIAETHIL, XEMAMEDEMARLNAEET, R UE
lennyspodcast.com #EIFIEEHTTER THESZES. THTEL.



