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This is the complete bilingual transcript of Lenny's Podcast with Nickey Skarstad.

(00:00:04) Lenny
English:

When | asked in my newsletter Slack community who | should have on the podcast who's a bit under the
radar, but amazing, Nickey Skarstad was the first name that | heard. And | was not surprised. | actually
overlapped with Nickey at Airbnb, where she had a legendary reputation as a PM who everyone loved,
but got shit done. Before Airbnb, Nickey worked at Etsy for over seven years where she went from being a
forum moderator to director of product management. Then she went on to work at Airbnb for a couple
years. After leaving, she went on to be VP product at The Wing, and is currently a director of product
management at Duolingo. In our conversation, we cover how to set vision, translate that into goals, and
then how to execute on it, making your strategy actionable, and keeping your teams aligned and focused,
designing your product review sessions, how to maintain product quality, and what skills have most
contributed to her success in her career. | hope that you enjoy this conversation with Nickey Skarstad.

FRCERIR:

HEEEMIEH (newsletter) Slack #Xifgin]l, EEHMBAMRFEIEEHE. EFIFLEZHARN, Nickey
Skarstad @ HKITEINE —NBEF. BHAFAREIEI, FEFR_LEM Nickey 7E Airbnb #3533, hEBEBTEES
RIEE: —NESAREE, BHITHKSE (got shitdone) EIF=MEZIE, 7EMIAN Airbnb Z i, Nickey 7£
Etsy TET tEZ, MIBIERE—BRIANTRERSY., MEHE Airbnb TETLE. BFE, MEBET
The Wing ™= @&l 2%, B#iE Duolingo ™= mEIRE ., EERNNMIEFR, RIPTeTHEEERS. ¥
HRABEMHRIT, AR AS RS, NARFAMNN—HENEE, Mt~ aTERi, 0
IR Mg, URMLRREXtAVER IR ER K. HEIRIENXRS Nickey Skarstad B9%tiE,

(00:01:02) Lenny
English:

This episode is brought to you by Mixpanel, offering powerful self-serve product analytics. Something we
talk a lot about on the show is how startups can build successful and amazing products. And relying on
gut feeling is a really expensive way to find out if you're heading in the right direction, especially when
you're raising money. Because VCs don't want to pay the price for these kinds of mistakes. That's why
Mixpanel will give you $50,000 in credits when you join their startup program. With Mixpanel, startups
find product market fit faster, helping you take your company from minimal viable product to the next
unicorn. Access realtime insights with the help of their pre-built templates, and know that at every stage
Mixpanel is helping you build with confidence and curiosity for free. Apply for the startup program today
to claim you're $50,000 in credits at mixpanel.com/startups, with an S. And even if you're not a startup,
Mixpanel has pricing plans for teams of every size. Grow your business like you've always imagined with
Mixpanel.



AR ERIE:

AHAT B B8 Mixpanel Z2Bh#& L, Mixpanel iRfts@ KN EBMR~=@RA RS . BINETEFREEITHEEIAR
METERINE S NIFN =R, MKEERRIMARRTERE—MIANKESENAR, LEHREME
ME. RARRKKEAN (VO FREAXEHIZEE, XFHENMTA Mixpanel TEIRIMAE YIS QR IR =12
it 5 HETAIRINGE, @ Mixpanel, FIRIABRRERKI=RMIZLER (PMF), EETNATMRN
AT @ (MVP) BEAT—NMRAE, EEEFUSIEIRIRENEAIAR, Mixpanel 78 M B EBRE R 22 & B
ReEEONFET OHITE, IZEIBRIFYIEIATITLI, £ mixpanel.com/startups SUERIREY 5 AFETTEE,
BME(RARZHIBIAE], Mixpanel B EEEZMIMERNNMNIE AR, B Mixpanel GIFERFBHELBIRAYIL

5o

(00:02:02) Lenny
English:

So many product managers are basically treated like project managers. They get hired thinking they'll be
deep in product strategy, vision, and getting to know their customers, only to wind up organizing other
people's work and refining backlogs and organizing tiny, tiny features. If that sounds familiar, you need
Dovetail. Because Dovetail gets that the true heart of product management is understanding what
customers want, why they want it, and how to give it to them. That's why Dovetail builds a suite of user
research products that help you get to the core of what your customers really want and why they want it.
Dovetail offers powerful analysis tools to help you identify themes, patterns, and insights in your
customer interviews, allowing you to make better data informed decisions about what solutions you
should build next. Organizations the world over like Atlassian, Canva, DataDoc, GitLab, Nielsen Norman
Group, Sketch, Deloitte, all use Dovetail to get a better understanding of their customers and build better
products. Try Dovetail's products for free for as long as you need. You can sign up and dive straight in at
dovetailapp.com/lenny. Nickey, thank you so much for joining me today. | am really excited for our chat
and to get to learn from you. So welcome.

FROCERIR:

RBE2EREFBEAR YR TMELE, tIINREUANBSRFH=RER. BREHRANTRER, SR
QAREMBAMANIE. BESGHEDM (backlogs) MUMALR—LRUNNTIEE, NRXITERBER, BAMR
+=Z Dovetail, &9 Dovetail AR, FHREENEEZOSEREFBENA. AHTABRE, MUNNFEHE M
e XMEBNTA Dovetail BT —ERAFHART R, BMEMEREFELFTREEEERENZ D,
Dovetail RSB AN DT TR, HEERERFIHXPIRAED. BXFFER, LIREREHIBM L TR
R, AET T ZMEBGLABAAR, 2IKZHMBALS, W Atlassian. Canva. DataDoc. GitLab. Nielsen
Norman Group. Sketch. Deloitte, #37E{EM Dovetail KEFH T RE P HITE BTN~ R, (RA]LUIRIESE
E 521X Dovetail 9= . RPILIEETE dovetailapp.com/lenny EMFFIEEER. Nickey, IEERHHRS
KMo HIFBHRFBRNTNVIMRHBMRFES . WiDIR,

(00:03:28) Nickey Skarstad
English:

Thank you. Thanks for having me.
R EE:

T, RshEIET.



(00:03:30) Lenny
English:

My pleasure. Today, you are director of product at Duolingo, which is an awesome product, and
something that | used to use. I'm not learning a language currently, but | know where to go if | were to.
Can you just talk about how you got into product, and then a bit about just your journey from that point
to where you are today?

AR ERIE:

HBR=E, SX, fR=E Duolingo W™ mEim, MR —TIFEENTm, HUAMEAT, BARIAEKEFI
&, EBRMENREBFIZEM L. (REERRIRBINEHNT IR, UK MAREHE R IERVER WL H 205 ?

(00:03:48) Nickey Skarstad
English:

Yeah, so it's been a long, meandering journey, which is fun. And so I've been in technology roles now for
12 years. I've been in PM roles, actually product roles, for 10. I'm starting to be the person with experience
in the room, which is really fun and kind of daunting at times. But how | got my first role in product was |
was at Etsy in 2010 is when | joined. And | joined them, I'd say it was post-product market fit, but before
they truly started to really grow and scale. And | actually joined them on their community team. So |
worked as a forums moderator, and then as a seller education specialist. Yeah. Spent a couple years
doing that. And then through that process became sort of one of the internal voices that had a really good
understanding of how their customer, one of their core customers, their sellers, were actually using their
product.

AR ERIE:

9FHy, XR—TEKAMIFEEE, BEEN, RERARUIET 125, HPEEPM (FREE) A,
HERTmEXABEZ 10 F7, RABRAEBERD “BLENAN" 7T, XREHE, GREEILARSE
B, HE—HDFmIIERTE Etsy. IXZE 2010 FMAR, =BT Etsy EE@R TmhiRER (PMF), BEHEIE
FHAAMRE KNG K2l HERAMARNZMNBEXER, BELERE, FEREAZREEER. TR
IVFTNE, B3R NEiE, FMTRSRTFEZOER (X)) NAKERMER~RIAZ—

(00:04:38) Nickey Skarstad
English:

And the VP product at the time, his name's Mark Headland. Hey Mark, if you're listening. Was like, "Hey,
Nickey, you're in all these product meetings. Have you thought about being a product manager?" And at
the time | was like, "Oh God, no. Never." | was like, "No. Technology what? Engineering? I'd have to work
with engineers? | know nothing about engineering." And so | was very imposter syndrome-y about it. And
he gave me a little nudge, and was like, "I think you'd be really good at it." And so I tried it. And | started
as an APM. And | was at Etsy for around, | think, it was seven years total, and spent the majority of time
actually in PM product roles. So | left as a director of product. And for most of my time there, | worked on
the seller side. So it was all seller tooling, working with sellers to figure out how they could grow and
scale their businesses. And it was an awesome, wild ride. But that was my first role in product. And then |
went on after that into several other product roles as well.

FRCERIR:



LR mEl 2 & Mark Headland (P2 Mark, WIR{RTERAYIE). fMid: “BE, Nickey, {REMTEXLE
Fmail. MEZERTE—RBFREE? 7 SNENRNE: “BXW, &, 85,7 Hii: “F, BRM
4?7 TiE? REMNIRNT—EIE? ENIE—BF8.” FIURANEREN “EXREBLSSIE” (imposter
syndrome), ftiETHER—E, H: “BREBMIMERE.” TEREZRXT, MAPM BiEF-REIE) k.
KT Etsy BREFTAAEE, KPHONEEHER PM =RAE, EFNKETmEN. EBRENS KIS
B, BBENTRTERE, UMEMENSERTE, HARMAEEFIEKMNT KL SME, B2 —ERIEEE.
EERENER. BEENE—ITRBE, ZEEXEBETJINEM™RERL,

(00:05:27) Lenny

English:

Yeah, let's get into it. Where'd you go next?
FRCEE:

9%, Tl ldsr, (REETRETHIL?

(00:05:29) Nickey Skarstad
English:

So after seven years at Etsy, | was kind of getting the itch to try something new. When | took a step back
and was like, all right, what do | want to do next? | really loved the marketplace component at Etsy. And |
don't know if this is just says something about my personality, or actually probably your personality too,
is marketplace product is really hard, right? You have this constant balancing of both buyer and seller
sides or both sides of the marketplace. And | really liked that. And it was something that | was good at.
And so | was like, all right, where else could | go that's interesting or having a moment? And | was like,
Airbnb. Has to be Airbnb. | was a huge fan of their product. They were also post-product market fit. But
sniffed around, ended up basically getting an opportunity to join the experiences team. And | joined that
team when the product had just launched. So they had done sort of their early thinking, the existential
thinking. Had a brand new product in market, and then I joined the team.

FRCERIR:

£ Etsy 7 EER, BFBOEERSANEY. Y3BBRE—PRBE “T—IHEMFL" B, RAMBKIEE
EM Etsy BT &E/MH (marketplace) B, HAMEXEEIRET HAVMEE, EATELEMRAIMER —N
BTG RIEEEM, MIE? ROARFEEERNERTER, HERHIINFIR. REESRX—=, MA
BB FTUFEKEETE, FEMEREBNHEELTEHEZIN? FBET Airbnb, #7ZE Airbnb,
BEMITRNEBEAMNL, IIYRBERZET PMF &, REATIR, REEITMAN “Fi”
(Experiences) BIPABIHIS. FIINBY, BNF@ANINILSR. BHEiE, ti1EEwm T FHRNREMAR
MHIRE, FmRiERT7, ERMIAT.

(00:06:18) Nickey Skarstad
English:

And so | was the first boots on the ground product manager, and really helped that team figure out how
do we get product market fit? And then how do we start to think about how to scale it, which was, you can
imagine, experiences is interesting because it is a very nuanced product in that, and this is similar to
Airbnb if you work on homes as well, but part of it is building the digital experience that someone will
interact with when they're booking an Airbnb experience. And the other part is actually influencing the



live event experience that you will experience when you actually join an event or an experience. And |
think that layer of abstraction for me was really fascinating, and something I've learned a ton about is it's
not just influencing the digital product, but it's actually the consumer experience when their boots
around the ground. And that is another layer of complexity. And so that was super fun. | was there for
about, | think, a little over two and a half years. Started as a PM. | think | got promoted a couple times.
Left as senior product lead, | believe was my title. And forever grateful for that experience because |
learned a ton about product market fit and also product quality.

AR ERIE:

BB HPAE—NIE—ESET (boots on the ground) BI=REIE, BIEHEBANF ERINEAAE= ST
RER, UNRNEIFEE EMEN, RaUBR, “AR” FRIEFEEE, EAEIEEHY —XM Airbnb &9
BRI SEMN——E R BWEAFFITAHERKRN NI FEE, 5—89 N ELRFMmAFR SIS ILZ K
¥, XMEHREENHERKRIEEERA, HFITRSZ: XRANNEEMRFR, MEFMEEEEIESS
NEEGR, XRF—BEEFRM. FIUBEREZFHIEETER, REBE/FTAOMEFEFEZ—=. M PMHE, HE
EATILR, BARBELENZESL~Z@REE (Senior Product Lead) s BKITRGHIBEREZH, RAKFEE
T REXTF PMF fIF-@mBRENFIIR,

(00:07:23) Lenny
English:

Is there anything else you took away from that experience? Because | was at Airbnb at the same time. We
never really got to work together. But | just heard amazing things about you on the experiences team. And
experiences was a wild ride, from what | understand. Is there anything that you took away from that
experience that kind of has stuck with you as a PM?

AR ERIE:

BERZIEE AR HELZIG? AANFHHEEE Airbnb, BEARITRZEAGED, ERAFITRSXT
fR7E “A50° HPARYH&ITA. B, “4R° WSE—BRRENGRE. (FA—R PM, BEREHHELE
HAaRA—EXMEIR?

(00:07:39) Nickey Skarstad
English:

Yeah. So part of it is more of just the way Airbnb works is something that | think | use every day in my job,
which is just truly thinking about product quality and the end consumer experience. And Airbnb does not
ship product if it is not good. And even if they're trying new things, they are obsessed with the end
consumer experience. And | learned so much from that line of thinking because just, if it shipped, it was
really high quality. All the edge cases had been thought through. And the experience | had before that was
definitely we were shipping things more quickly, things weren't always perfect. And it's not to say that
everything Airbnb ships is perfect, but | think that obsession with the end consumer experience really
influences the quality of their product suite and is something | try to bring to my job today because no
one does it better, in my personal opinion.

FRSCERIF:
B, Eh—ZHZ Airbnb WITEAR, BESERAEILENNEER, PBREELRETRRENRLEE
EMALE, Airbnb MNRGFEZ= BB, ERaLkEN, MERERILHEY, M NRBLEEEERRES

IEFRHUATER. BMXMBLELAFFETRS, RARBRAHERNAA, RELHIEES, AL
1B55 (edge cases) #EBEIT, MEBZANELF, RINLGRANEEER, FaHAFZETEN. H



A2 Airbnb KRB R TER, ERFHNRLEHBERLNHERSRE T HMNENTREGFNRE.
EWERRSRENHALEFRARA, RAATERER, KEALMIMEISELT.

(00:08:28) Lenny
English:

I'd love to unpack that a little bit. There's kind of two questions in my mind. Is there an example of that at
Airbnb where it's just like, okay, here's how they keep quality so high? And then do you have any advice
for just how to do that as a company?

AR ERIE:

BERNRIT—T. BEMFEERMEF. Airbnb Bi%HBARFFaEHBBMINZ2MAIFRSFNLESREN? 5
5, WF—RABMAMEIX—=, REFAENE?

(00:08:40) Nickey Skarstad
English:

Yeah. So | don't think that's easy for sure. One of the things Airbnb did for experiences is we had this
balancing metric, which was basically using the review rate as sort our end all, be all top line goal. So you
can imagine a business like that. Obviously we needed to have revenue kind of moving through the
platform, and we cared about high level bookings. But really at the end of the day in the beginning, we
were obsessed with making sure every person who booked actually had a good experience when they
showed up to experiences. And so especially if you are building early product, really thinking about how
can you pick some good quality metrics that might actually balance or conflate with growth metrics, and
use that as sort of your north star because it really helped the whole team to understand what they were
actually trying to do at the end of the day. Growth was important, sure. Obviously we needed to grow for
a lot of reasons. But the most important thing was that the actual customer experience was great. And |
know Airbnb does that in other places too, but that really was experience's top line goal was our review
rate and quality and it trickled down for sure.

FRCERIR:

HH. XBEEARBZ. Airbnb £ “FI87 W35 EMH—HFER, HNNE—N PSR, EXERE TNE”
(review rate) fEAFNBIRIRZO BT, RAJLUBRAFRLSS, BARMNFEFT S LBRNAK, Filh
KOBEENFITE. BENH, HMNEERENERRE—TPIUTHAESERSMNARNERE RIFHERZ.
FREL, 153 B NRIMENBE R m, INEBZMMEE—EFNRENR, XEETARSIEKIEFMEET
BHES, HAREERMRN “CREFRET . XEEHBENEARERBIRAXIRETERT 2, EKEAE
, EABNFBEE K, EREBNFRELMIVE A FIEATIRE, FAE Airbnb EEMMS X AW, B
‘AR VSO BARHSEMETN EMRE, XHSEE LM MW T e Ao

(00:09:53) Nickey Skarstad
English:

How did they operationalize that? Because it sounds great. Cool, let's make sure everything, all the
reviews are five star. How do you build that into the way the team operates and tracks their success? Yeah.
So a big part of that was actually operational, which was just making sure that hosts who weren't meeting
those specific rigorous standards. There was a lot of coaching and education that was happening. Some
of that was in the product and some of it wasn't. It was something that was discussed at all of the



meetings that we had across everyone's teams, right? Everyone understood that it was important. And so
| think that really impacted both the ops team as well as the product team who are literally building the
product that would bring that to life. And | think just thinking from, especially if you're a founder and
you're thinking about building your sort of early metrics, there's a lot of ways to really make sure your
team really understands what that means. Another thing we did a lot on the experiences team is we just
dogfooded all the time. And so we were lucky in that it's a really fun product to dogfood. We were taking
experiences all over the world all the time. But it really helped because you would know right away when
you showed up to an event, if you were going to have a five star experience or if it was not going to be
great. | mean that really helped us too because then we would go back to the teams and be like, "All right,
we were just in San Francisco. We were on an experience last night, and it did not go well. What do we do
about it?" So there's lots of ways to do it. But dogfooding is a good one.

FROCERIR:

TR AN EPE H AT ESERRY? RANERRE— “BRFMIEITNHERE" . ERINARBERNEBIZE
B RFHIEBERRINVE?

2H, RA—MHHIZRZEREN, MERRBL AT RITENRERFEINH, SNERSMSNAS
IF, BEREFMATHERN, BENRE, XRHNEREEEANSN LHZITIENERE, HE? 8HAH
BHEXRERE, FINNAXRZENE T EERAMUARATHE~ @B~ mEN. 532 MRIMEB—REEA, E
EEZEELREER, BREAZITUBHREANEEEZEES Y, (T “GE" ANMNS —HFHE T
1T “MEBRA” (dogfooding) . FfR=EIZ, AAXE— M EEEBNEHASR. HNEEEHERAZMS
mEMER, XENRERE, HNIMIANGE, RIZMENEXZERE—THEREE. XK
MMBREEE), RARMNIEEIEGR: “FE, ZMEREBRSLSNT —MERE, BRI HNZEA
m? 7 FRUERSZEE, B “REiRA” B—MRENG %

(00:11:02) Lenny
English:

| know Brian is infamous for texting the team anytime anything isn't working right in the product. And |
know he was very intimately involved in experiences. Is that something you've learned to do just to kind
of like, "Hey team, | found a big problem. Let's fix it." Or do you try to avoid that and not create that
stress?

FROCERIR:
FH1E Brian (Airbnb CEO) LARERYLAHIARIEEEH T~ miaEm “BE” . ZUMEMIFEERAMEST

‘AR kS, RERSMFRTXMECE, il TRER, AT —PKEE, REFE” ? ERBRIFER
EBRXEE, UREMES?

(00:11:20) Nickey Skarstad
English:

I mean | think sometimes that can be a healthy stress if you do it in the right way. The nice thing | think is
just making autonomous teams that feel like it is their goal to bring that quality experience to life can
help you avoid some of that. But | do think that pushing teams to use the product so they firsthand
experience when it is not great is a really good way to give teams sort of the motivation to act on fixing
things like that. But | don't know that | text people, but I'm on Slack all the time. So if anything, I'm going
to Slack you.

FRCERIR:



BRRERUMRANRFY, ARNXEB—MERNET. FIANBRFHEEZREIIBEMEMN, ILMNREFEES
FREFREMEMIIE CHBR, XAIUFEMER—EEN, BRBIGAN, HFHREER~m, L%
FIEEFm ATy, BREENEEERENGTGE. RTRERRSSAARERE, BEH—HHEBE Slack
Lo FRLUNREE, HE% Slack £41R.

(00:11:49) Lenny
English:

Great. Okay. Maybe one more question on this topic because it's so interesting. So on experiences you
measured, | imagine, percentage of trips that were five star. Are there other quality metrics that you've
used at other companies that you found helpful for keeping track of product quality and maintaining
product quality?

FRCERIR:

KEFTo RFXMERBR—NAE, AAEXEBT, £ “BE" W54, RBMIIEENELEITENG
Db FEMAT], (REAIMEIRINNINEERM 4R M8 B H BRI REREIRD?

(00:12:03) Nickey Skarstad
English:

Yeah. So another one that we used at Etsy, which was an interesting one, is we realized that, so one of the
pieces of product that | owned was the onboarding flow. So it was onboarding new sellers specifically.
And you can imagine if you're owning that flow, you're just going to be like, all right, we just need a ton of
sellers, and we need them to open their shops right away. So we started and we went down that path.
And then we realized we actually tanked a couple of downstream metrics that we didn't really understand
at first. And those metrics were basically getting sellers to a first sale. So we opened up a lot of shops, but
they actually weren't successful when they were on the platform, and they weren't successful in a certain

amount of time.
RS ERIF:

B, IAE Etsy AT —MREBIER. HENARN~mzZ—RNERE (onboarding flow), %i3l=E
MERKOANGE, RAUER, MRMATXNRE, MEERE: “FE, HMNFEREEZK, RINFEMA)
VAFE" FREMNFEHEXNTABE N, BEFENEZM, FHMNKEFELART L NEVRRIRERN TS
R XEAEIREERXT “UERRTEMNERHEE" o HIIFATHRTLELRE, EMIETE EHSHRMI,
HEE—E BRI RER .

(00:12:37) Nickey Skarstad
English:

So we did a lot of unpacking of what happened there, why did we do that, and actually does that matter?
And the end answer was, yes, it matters greatly. When Etsy sellers are opening their shop, it's really
important that you get them a sale right away because it's a huge motivator, right? If you make a sale in
your first day, you're like, "Oh wow. Okay, this is a thing. | could make money doing this. This is exciting. |
get to ship something to my buyer." If it takes you seven days, you start to be like, "Oh no. I'm not good
enough. I'm terrible at this." 10 days, into 30 days, it really impacts people. And so we actually put more
friction in the onboarding flow to help to start to solve for that. So we actually slowed you down. We
made you be more thoughtful about what you were listing. And by doing that, we actually helped you get



to a first sale faster. And so that was another good example of a quality metric that we used, which was, |
think it was first sale in seven days. | might be wrong. But something along those lines. And it actually
conflated with the high level growth metrics, but it was a huge quality predictor, and it was really
important for long term seller success.

FRCERIR:

FRUBMTRND T RET 4, ATASEE, UNRERENEE. RATEE. B0, FEEE, 3
Etsy SEXFFERY, LI ZITTH—EHEFEEE, RAXZERNEISN, WIE? MRMEF—KRMSELHT
A, MIRKF: “BE, X758, REEXTHRE. XKILAMET . HAMAIREET.” MRET 7
X, fRaFRE: “BFR, HTABIF, HHXNMRED.” NREE 10 REE 30X, ENSITHEIA. FFEK
ISEFR EENTRERIEMTES ‘B (friction) REERXNEIE. HALLIRIE TR, iLRERBAEM
EXRTBm. BEXFM, HNNRMBPEHERMAL T EER. XERNERNS —MRIFHIRERERM
F, RiZBR TRRNEEX" , AIRIRHARKE, BXHMEXEF. EXMF LEERAMIEKERESTE—
2, BER—I"ERNRETNE, NERNKBMNEXREER,

(00:13:32) Lenny
English:

So interesting. That's such a good topic. And | feel like we could explore that for an hour, but maybe for a
little bit longer. Was that metric the metric that you used to measure supply growth at that point? Or was
it alongside just general growth?

FRCERIR:

AERRT. XB—TIEBFIES, KRS LE L—NY, FIEBEHRA—R. BMEIREIRE
BEMHMEKNEERIND? TR RBIEN—ARIE KR 7E?

(00:13:45) Nickey Skarstad
English:

Yeah, it was alongside general growth. It wasn't our top, top OKR. But it mattered because, again, it's sort
of like you think about these things a bit as a seesaw, right? We basically were balancing our growth with
making sure people were successful. And the more equilibrium you had there, the better it was for their
overarching marketplace. And it's similar if you think about experiences too, right? Where, all right, you
could just be growing, but people are having a terrible experience. So how do you balance those two
things? And if you can get those two things in balance, you're going to cruise, and you're going to be more
successful longer term.

AR ERIE:

0, ER5—MIEKHITH. EFREHINRZ O OKR, BEREE, EH, XMEE—MBRERIR, 0E?
BANBAR L RETFEIERMBRAF . REEEEIXMTE, WENHHMEEF, MRFEERE R
WS HR—HY, WIE? RAIURIEKRIERK, BMRANBFIERER, BRATT. PRURINATFEXRE?
NRIREEILXEREIFE, MERIIRXURK, KEEREZEMRI.

(00:14:14) Lenny

English:



Got it. At Airbnb when | was working on supply growth, our main goal for the supply growth team was
similar. And that was actually the goal we had, which is new listings that got their first booking. We only
counted listings that had one booking as new supply. Everything else didn't really count. Because we
knew that if it got booked at least once, at least it's got some level of quality and people want that place,
and it's valuable to the marketplace. Okay. So you were at Airbnb, and where'd you go next?

FROCERIR:

BAET . 3XTE Airbnb fASTHIE KA, HANFAIEEEMBREM. RNNHHNEFME “REEBEFTHY
WER o HINRILREI—RIITHOERITAFENE, &SRR, RARIIE, IRERFTITIED
—R, RAREEDE—ENRE, BARERMS, eEXHZEEMEN. ¥, {RTE Airbnb ZFETHIL?

(00:14:40) Nickey Skarstad
English:

Yeah. So | went to a startup. And for lack of a better way to describe this, they were basically kind of
building a marketplace as well, but it was more of a marketplace of ideas. And | hate when people say
that, because | think it's cheesy, but it's true. They had physical co-working spaces, and they were trying
to take some of the magic that was happening in their spaces. So people meeting each other, networking,
people getting funding for their startups, et cetera. And they wanted to bring it online and they wanted to
try to scale it so it wasn't constrained inside of their four walls. So | helped them basically come up with a
longer term strategy, start to figure out how to unpack that, and get product market fit. And then also just
build a technology team around trying to solve that.

FRCERIR:

El. RERET—RIEIQRE. BTFREEFNHBEASN, B ELBEEWE—TFAE
(marketplace), EEZRE “REAHTFE" . MIVRANX AR, RAREEXRES, BEFELHEML, i
MNELENEEDATE, HiXEREETEERENBLERFRL —LMANEREIR. BIIARK. MeIa
AIREMAFS, MNREXEFI L EAZ AR, FEABRBRTHEEZA. FAUREBMIEET
KEAGRER, FRIAFARINEFRARX D RHIKE PMF, BRI T —MEARE SR E IR X N,

(00:15:16) Nickey Skarstad
English:

And so that started late 2019. And then | was out for a bit, had a baby. And came back and then COVID
happened. And they were a physical co-working business. That was where their majority revenue came
from. And so COVID was pretty horrible for what they were trying to do. They also had some other cultural
issues, and so the whole thing kind of paused/fell over. So | actually spent a year hiring a team and then
had to lay them off, which was a great lesson in leadership. I'm not going to lie. | learned a lot about how
to lead in that experience.

FRCERIR:

BBE 2019 FIRF B EREBAT —BEFEEET. BXRE, iERBEELT. IR —XEEKSDAE
Ak, BRRAEAIAER S WANBIEKIR. PR MITEMNEBERREGERRME, thilEE —LEHMEIX KR
A, FIUBNMEEAR LEHHEET. RET —FHEEEEN, ERAFEFEEMI]), XINHERHE—
ERZNMF TR BRI, EPREFHHRFETREXTNREAFHIR,

(00:15:49) Nickey Skarstad



English:

But after that, and it was COVID, | had a eight month old, and so | spent time actually just vibing with my
kids, which was kind of fun. And then ended up going to Shopify after that. And so | was looking for a
more bigger scaled, not startup, and was trying to find something a little bit more something where |
could be longer term and was more excited about, and took a platform role at Shopify. And so that was
really interesting in that | had, honestly, for the most part spent the majority of my career in super
consumer facing roles. And the role that | took was more platform.

FROCERIR:

Tz E, EEREHRE, HE—N\TMEBRNEF, FUKENEREZT, B0, ZFHET Shopify.
HEFBHE—RMEEAR. FE2VLIRTNE, FEENIAUKARBRBRILIREXNENMT, TERE
Shopify BT — 1M TFaEAR, XIFEEE, RAELY, RRWEENKERDHNEEEMHERERERERN
AR, MEEFHXIRUERRT S,

(00:16:20) Nickey Skarstad
English:

And | realized that, honestly, pretty quickly after | took the role, | was like, oh, good to know. | didn't really
understand what this job was and now | know what it is, but it does not give me energy. And so | felt like |
had a lot of red energy every day. And so | made a call pretty quickly to bounce, which was actually
another good learning experience. | think I've gotten a lot. As I've advanced through my career, have
learned a lot about what gives me Nickey Skarstad energy and have been really prioritizing that,
especially in a post-COVID world. And so left Shopify, and made my way to Duolingo. And so Duolingo has
been super fun. I've been there since September of 2021. And in the process of helping them kind of think
through a zero to one product challenge, something that's newer. Can't really talk about it unfortunately,
but has been another sort of product market fit thinking exercise. It reminds me a little bit of some of the
work that | did on experiences. And so it's been actually pretty challenging. It's super fun. So I'm also
having a great time here as well.

AR ERIE:

LW, BEFEXTMACERREMBIAT: B, THT.” RZAHSEEBEBXNIIERMA4m, MER
FET, BETRAHKER, RNBEXRHMBERS “AEE” (redenergy). FTUKRRAEEF, XHEHELX
BR—BRIEFNEIZH, MERLEENER, RFITRESXFHARSLT “Nickey Skarstad fEE” HIFR
78, HARBEEMRSEERXE, THREERENN. TEEEHT Shopify, 3 ZET Duolingo. £ Duolingo
WERIFEE®, M 2021 F9 BMEXET. BRIEEEBMIIEE—M 05 1 =Rk, %K
MR, BIRNEREAN, EXESF—IMXTFEEmIRESMNBELS, SiLHERETRE AR W
5 LM —LTIE, FRUXEIRERSAERN, LIEBER, REXBHIBRRENR,

(00:17:12) Lenny
English:

Amazing. The companies you worked at is incredible and there's so much | want to explore there. Going
back to Shopify briefly, a lot of PMs, | imagine, are trying to decide should they stay where they're at?
Should they go explore other places? So you said the thing that kind of pulled you out there was just the
platform role didn't feel like a fit for you. Do you have any advice for folks on just how to know if a role or

a company isn't a fit for them?

FRCERIR:



KiFET . MIEINQBEMIEE T AL, RERSBRIINMT, @EEEE Shopify RIER, HBEZS PM &
FULERZBTMNERERRH MM, REFILMABEANRRERFaEABRTEGR. XTFWEmAtr—=
RUS—RARREEGES, METARNT?

(00:17:37) Nickey Skarstad
English:

Yeah. So | think | really learned that while | was there, and also | want to make sure | actually had a great
experience at Shopify and | think it is an awesome company. | would highly recommend people work
there, especially if they like platform product work. One of the things | did when | was like, | don't know if
I love this is | actually went through my calendar and | changed the colors of all of the meetings on my
calendar to red, yellow, and green after | had the meeting. And | looked. And basically if it was yellow, |
was like, okay. It was a fine meeting. My energy was baseline. If it was red, | was either bored or | was
stressed, or | was not having a good time. And if it was green, it gave me energy and | felt excited and |
wanted to keep working on that.

AR ERIE:

W, BEBBEFITRSZ. BINKERIAE, KT Shopify WARHEIRE, BWIANER—KBENLAE. &K
SRIEFANERELE, FAIRMRMFERNTFEELTRIENIE, SRYULEHCEETESRXM I, I
T—HE: ZBERR, TARIEERESNNEERNLI. &, & IRSWUEHEHN, RREFTET, &€
ENTEEL, MREBAEHN, RARBARIIETH, BAENEKR, HEIFTFHFL. MRZEEH, ChE
GLIEEE, ILFRBREE, BREMTE.

(00:18:17) Nickey Skarstad
English:

And when | looked back at the last few weeks, it was almost all red and yellow. And | was like, okay, this is
really from an energy standpoint, | don't think | love this. And so | would say think about the work that
you're doing and that lens. Get really good at figuring out what are the things that you love most about
being a product person, and how can you optimize your next role for those things that you love? We
should talk a little bit more about this, but each company has a very different product org. And the day to
day of your job as a product manager, depending on where you go in the product that you're building, is
very different. And so really thinking through what that work looks like, what their process is, who your
end consumer is, what will the actual work you be doing every day, what will that be? And if you can get
really clear on that, and then get clear on what gives you energy and what you love, it makes it a lot easier
to figure out where you should go next.

FROCERIR:

HEREIEILEN, RMNFLBABMER, BB B, MEENAERE, ETANESRED.”
FRASARN, BMXMIBEHAMIIE. BIFEBRFATRAMKERT A, URIDFE TR
M XEFFHITHAM. BRIV ZZWIXT, RASRABRNTmARREEIFERE. FATmEE, R
BB E TR TIREBR AT URIMFHRA AF M, ERFEER. FIUERNBERD LIEEERZMTAF
By, IBRRERH A, REHEBRERE, MEREMEMNITFRIREMNA? MRIFEEXLERERE, BF
AR ARLIRER. MAEMA, BARET—HEW IREZEZEZ,

(00:19:04) Lenny



English:

Wow. | love that tactic. I've never heard of that. Just going back to the meetings that you have in
measuring, just reflecting on how much energy that meeting gave you. Great tip. Thank you for sharing
that. And I'll also double down on Shopify is an amazing place to work. Just to make that clear. It's
probably one of the few places | recommend PMs go try to work at.

FRCERIR:

I, BAENXPREBT . HUBMKIARE, AMZNABECLTIRZVEE. FEFNEN, o
=, HEHERBRF, Shopify B—NMEEHNIIETF. XRRANEASZSHRMEE PM EZZHBMEZ—

(00:19:23) Nickey Skarstad
English:

Yeah. | think especially if you're newer in your PM career, they just have a really great organization. And |
think it's a great place to learn how to PM. Also their product, it's a huge scaled product. And so it's
complicated to build in. So | think it's a great place to really understand second order systems and
systems thinking. And especially if that type of work gives you energy, | would recommend that people
look for jobs there. But again, get really good at what you love. And | think what I've realized longer term
is | really like the zero to one early stage. How do we get product market fit? And how do we really think
through the early experience? And Shopify is at a very different stage than that. They're doing that in a

couple places for sure, but that's not their day to day. And so that was interesting.
R EIE:

. FOANRRIRMRIMZ PM BRULAETERFA, 1B — 1 EEENAR, BEF I PM BT,
s, N~ EMREEXR, MEERFEEER, MURRESHBEEEER ““MARS%” (second order
systems) MRLERDLRIFHTT, FHIBMRXLTIFRELIRAER, REFAREIHELIIF. EEXRE, &
FARMAEN 4. MKZEFRE, RFIRFFZEESRHIZM 02 1 RHME. fI3RT PMF? IIRANR
ZEHAATE? Shopify FRBIMERSILIEERE. HAMIITER LG ML, ERAZMNNAE. PRI
XRBEB,

(00:20:06) Lenny
English:

Yeah. That makes a lot of sense. Going back to what you just touched on, the idea of product org and
structure and how different companies build product, there's kind of two ways to approach this and take
whichever direction you want. Which of the companies you've worked at did you enjoy most, and that's
kind of stuck with you as a way you want to build product? Or just like, how would you approach building
a product org in cross-functional teams versus not, and reporting lines, things like that? What do you

recommend there?
AR ERIE:

2, FEFEE, EERNIA RN RARRENAEATEES AN, ERMTIAR, RAILLEE
A—1NAEmE. ERIEINATF, MERENP—RERN, HEXMRN—BERXWEREESmIAN? o
B, RIWMATLIERE AL RRIESEREERIPA. SCIREZERMIRER? REHARI?

(00:20:34) Nickey Skarstad



English:

Yeah. So | feel like you're asking me to pick a favorite child, which especially as a mother, that's hard to
do. But no, | don't know. | feel like I've learned things from a lot of these different places and it's hard to
choose. | think some of my early work at Etsy was very formative, and it was where | learned how to be a
product manager. And so | feel very proud of that. I also think Etsy was out there building in public. I'm
literally doing air quotes right now. | know you can't see me.

FRCERIR:

FB. RUBMBEIURE—TRENRNEF, FASEXREE FZ, RMNRSFENMGEHZEET K
7, RAMEREF. FINNRKTE Etsy WREHITFEEREEN, BRERFINAM AT RIIERMT, FALBE
B, HtBiAX Etsy HREE “AFEE" (buildingin public) —HIEAEM “TR5157 WFHE, BME
RERL.

(00:20:57) Lenny
English:

| can see them.

(00:20:58) Nickey Skarstad
English:

But they were doing that because they had such a passionate, involved, engaged early community that
they could not just ship things and have them land well if they did not involve their community early. So
they were doing prototyping, beta testing, and basically getting people to try things and give feedback on
things. | honestly, | think before a lot of people were, and that was something at the time that was really
interesting and has really stayed with me, it's how to work with community and how to build community
around the product that you're building. Because at the end of the day, especially when it's early days, it
really helps scale, get people to evangelize what you're building, help teach other people how to use it,
things like that. And so | learned how to do that at Etsy. And | think that was super formative. And then
also just Airbnb, what we talked about before, and just deeply baking in product quality and the end
consumer experience into everything that you're building is also something | literally apply every day. So
if  had to choose, it would be those two places, but | plan on continuing to learn.

FRCERIR:

BfNZAUXAlY, ERAMIIAE—TEERE. RESSHREHAMK. NMRTIHXRRESS, il
TERF R RARTREFRM. PRI EMREIZIT. Betallid, 2R ERILAMNZHARMR
o BRI, BRF/MINNERSAZAMABEIAMT, XELNFEEFR, B—EXMER: NASHKE
B, UNMAESIREEMEN”RBIMAX, RANFARER, FIRERH, XENEBTIRL, LA
EEEFENARA, BPHEGIANDERES, RE Etsy FRTRE, XWNREMARIT, FAFHME Airbnb,
MERNZIEY, FrmRENKRLEREFLREBANITHENS—4HSEHP, XUEREREPAELK
BURE, FRIAMNREE, MEXM T, ERITEHRSFS,

(00:21:54) Lenny



English:

Interesting. Both very community driven businesses.
FRCEIE:

B, MREZIFEBALXEREIEL,

(00:21:57) Nickey Skarstad
English:

True.

FRCERIE:

Hasso

(00:21:58) Lenny
English:

And then in terms of how they structured their org, is there anything there about just here's what I've
learned works best for how to build product teams, structure product teams, that stuck with you?

FROCERIR:
MATARRMAE, XTOFARMBESREN, BRBTAIMANRERIVETILIRENSRIRL]?

(00:22:07) Nickey Skarstad
English:

Yeah. So | think there's kind of two overarching popular organizational modes for product org specifically.
There's either the functional organization where everyone in the product team will report up through
either a VP product, or a chief product officer, or something along those lines. And | think that actually
really works in certain circumstances and is great. And typically how that works is you'll have your
product partners, your trifecta, if you will, you have your design partner and your engineering partner,
they will typically also report up into functional leadership. | think in bigger organizations that really
works well, especially when you have orgs that need a lot of development in the function. So you'll have a
lot of either APMs or product managers who are newer in their career and need a lot of support in
development. And | think those functional ways of building makes sense. When | was at Etsy, that was the
way that the reporting structure was and it made a lot of sense.

FROCERIR:

T, HWINNFERARETEERMIRITIRR. —ME “IREEBALR” (functional organization), F=mEIFARY
FrEABRA~RREI2HAERE~RE (CPO) Uik, WIANXERLERTEEEN. BEBERT, B —
N “ZH—E (trifecta) BIEENEE: FENGHAFERMIRRWE, MIEBEEHEEBNREASTR. FIAA
FEARBARDPXREY, HIERHARFTETRET I E#HITREEAN, tLIFERSZ APM HERIETER
. FEAEIEANFREE, BAAXMERECNOEESXEEEEN, K7 Etsy WMEXMLIRSG
1, EEEE,

(00:23:00) Nickey Skarstad



English:

And then on the flip side, actually, when | was at Airbnb, because experiences was this new pretty nascent
business opportunity, it had a GM structure. And so basically the whole product org that worked on
experiences laddered up into a business leader and that business leader managed all of the functions. So
they were the manager of the operations team, the marketing folks, product, and whatever. And | actually
think that really worked for team like experiences at a company like Airbnb because what it did is it gave
the leader of that business a ton of autonomy to really figure out what does this business need to be
successful? And they didn't have to rely on, | guess they did in some ways, but not 100% rely on the larger
company's resources to get the work that they needed done.

AR ERIE:

5—7E, HEAirbnb B, EA “AFE" B— P 2. HATFHEFMERINISIE, EXAT GM (ZE1E/
WSHTRAN) &, BExE, fHF “BE NENTRAREH—MULSHFALR, MXUARAEERE
REEER ] — RIEZERIA. THEH. FmEF. HEINAXTE& Airbnb AEEY (K187 HPIFESR
M, ANESRTUWSHTARKNEENR, EFFEXMNUSHINFRF 4. MIIFFETEKM (BAEE
LEHTEEEFE) KRABMNERRTHRIF.

(00:23:44) Nickey Skarstad
English:

And | actually think that had they launched experiences inside of the Etsy style of organizational
structure, it never would've succeeded because it had such a unique business need, and it needed its
own process and ways of building product, et cetera. And because they sort of, hate to say wall it off,
because it wasn't fully walled off, but because they gave it its own space and its own structure, it allowed
it to succeed because they were able to fund it in the right way, give it the resources that it needed, et
cetera. So I've seen those two types of models work. And | think if | was a founder and | was building my
initial product org, how | would think about it was basically what are we trying to build? What is the
product? And then what type of process do we need to put in place for us to figure out how do we build it?
And then what type of people do we need? And then really taking a step back to really figure out, all right,
organizationally, how do we shape this so we can make sure that those people have autonomy and they
have what they need to just be able to cruise? So | honestly don't think there's a right way. | know that's a
non-answer. | think it really depends on what you're trying to build and the stage at which you're at.

AR ERIE:

HEEINN, MEMIZE Etsy BHIREEREN T AH “BFRE” WS, ©KEREEY. FACHMLIREER
WSEER, FEECHRAENEET RGN BARARIR TRLE” (wallitoff), RAEHZBETLRE,
BEARTS T ERINTEMEN, AiLeFUML, EAMITEUERNARNEME, SERBEHER,
FRAZ R I XAMIRNEB RN, MREE—REIBA, EREESVN~RASR, BBE HMNEWEM
4? FmEfta? RNFEFARNARERFERBNAHNEES? RINFEFAEHNAN? ARRE—PRE: &
AR L, FMZWMABEE, UBHRIEAREEEN, ARBIZIETREN—T? FIUZENTINNEMH
—HIEWER, FRAEXITERGREE, BRINNXHLEURTIREME A LURIRFTEBIM o

(00:24:48) Lenny
English:

Is there a default approach you'd suggest, just like most often you should go to the GM model, or most
often you should just go with this cross-functional team?



AR ERIE:

BRE—NMIBRWNBRINSGR? LIRS HIER TRIZFRA GM R, HEARSHIER TRIZRAX IR
HIBART?

(00:24:58) Nickey Skarstad
English:

Yeah. | mean, | think especially if your business is new, going functional makes sense because you don't
necessarily have a lot of organizational complexity. Airbnb at the time we were there, Lenny, was a huge
company, right? It had tons of different teams that were trying to tackle many different problems. So that
GM model made a lot of sense because it again was able to take a specific business opportunity, give it
the resources that it need, and give it space to run. When your company's smaller stage, | think that
matters less. Typically, especially if you're working on solving similar problems as an organization,
functional makes a ton of sense. Because then you're also thinking more holistically about, all right, how
do we build the right product development process across different functions to make sure that we are,
to use a bad metaphor, it's like the symphony metaphor. You have all these different instruments that
need to figure out how do we play together at the right times? And I think that functional way of working
actually allows you to do that really well.

AR ERIE:

. HNERE, FrIRMRMRENSZERN, RAREERARHEEEYN, AAMERERSHNARER
o Lenny, FAJ7E Airbnb BBY(R, EEZXR—HKERRAT, MWE? EAEXLHARNEANEZHARIFEZR
EREE, PRI GM EXEEBEX, BANEEIME—THENLSNE, SFAFRRHLECEITTE.
ROV AT MEBR/NE, XMABAEET, BEBRT, $HRMRENAREERREMARE, REERIE
RNEEEEX. RAXFRMEELEMEZ . HTNAERBEREESR ) Z BRI IEMRB R &0RE, LU
REANT— B AKRG LR — &R RE—&. MERMEXERENRE, FEFFBWNAEER
AURE AR SR, FIANERRERM TR eI L R RIF S X — =,

(00:25:52) Lenny
English:

This episode is brought to you by Unit. What did Gusto, Uber, Shopify, and AngelList all have in common?
They've all decided to build banking into their product. According to Angellist's head of product,
"Banking makes every single feature more interesting. With it, our platform functions as financial mission
control for our customers. Without it, we're just another software tool in a big messy stack." Embedding
banking into your product, not only adds differentiation, but also helps you acquire, retain and monetize
your customers. Unit is the market leader in banking as a service, combining multiple bank partners with
a developer friendly APl to empower companies of all sizes to launch accounts, cards, payments, and
lending in just a few weeks. Unit is trusted by leading brands, such as Angellist, ID, Invoice2go, and
Roofstock. To hear more about how Unit enables companies like yours to build banking, visit

unit.co/lenny to request a demo or to try their free sandbox. That's unit.co/lenny.

R EIE:

HATIEH Unit #Bh, Gusto. Uber. Shopify 1 AngelList B+ 4aHE&? i 1&REE=RPTRAERITI
BEo 1R¥E Angellist U= mMATAFTR: “RITHEELE— I ETEREEGHE, B7E, RINTFAREER

MERESERDO; KEE, RNRABBRREERFHNZ—PILR” EF-mPRARITIETNEEEINE
S, EREEBIRIRE. BEFFAHLUTI, UnitE “IRITENARS” (BaaS) TEMTHHWSE, EFZD



RITEEMEEFRERIFH APIHBES, HEESMIENABEER/LARNBHK, . RH. XAFERD
Eo Unit 7R% AngelList. ID. Invoice2go # Roofstock FMIcmEMNER. MTHRELZXT Unit iNAEEES
NEWRIRITINEERNE R, 1§IAIA] unit.co/lenny RIEETRH =AMV EE DR, MILR unit.co/lenny,

N an>

(00:26:54) Lenny
English:

Something | learned at Airbnb and from many other companies at this point is there's never going to be
the one right way to structure, and companies bounce back and forth between them. Like Airbnb, for
example, has moved from GM model to functional reporting lines back to GM. And so things change and
you try some, see how it goes, adjust, optimize for the biggest opportunity. And then you'll probably
change it six months later. | asked a few people that know you and that worked with you questions that
they think | should ask you. And one of the questions that came up most often is around how you set
vision, translate that into goals, and then execute on those goals. And | know that's something a lot of
PMs want to get better at and something that a lot of PMs aren't great at. And so can you just share any

thoughts, advice, stories around that and how you do that well?
R EIE:

FTE Airbnb LINIFZHEMABFEN—RE, KEAZE—M “MH—EH" NERHAEN, ARSEEFRER
ZIEBERBKE, Lbal Airbnb, EM GM R FEREECIRE:, FERXERET GM R, PAUBEREZE, =R
—L&, EERR, PR, HNERNONIHITHRA. AEHENTIREIRXET . &iETILMARIMRHMIREE
EZA, BEMIIRZFHRZARTL. HIMRESHRNEZ—2: MOMRERS, FEEUNENR, A
FEHITXERR. HMEXERSE PMBEREA. ERSAHFTERNER. MESIZE-TXTFXHEHE
A BNEHE, UNIRENFAEEFEIE?

(00:27:43) Nickey Skarstad
English:

Yeah. Well one, | want to know who you talked to. That's terrifying. Hopefully they said good things. You
don't have to out them.

FROCERIR:
FHY. B, RBABMRERIEN T, XATAT. FEMITRNZEEFE. (RARREMIIHNEF.

(00:27:49) Lenny

English:

Unnamed sources. Unnamed sources.
FREiE:

E&ZHRR, EZHER.

(00:27:51) Nickey Skarstad

English:



Yes. Well I'm glad to hear that because that actually is some of the work that | honestly love the most. And
when | look at my calendar, those are moments where | am green energy. And so | have some first
principles that I like to apply when I'm thinking about setting high level vision and strategy. And the first is
make sure that you pull in your people and your team. I've seen a lot of director level people through my
career who will try to work on strategy in a vacuum alone. They'll write a document and they'll be like,
"Okay, team. Here's what we're doing. Here's our strategy." And it never goes well. And it doesn't go well.
It might be the right strategy, but because you did not bring people along on that journey to come up
with it, they did not feel like they had a hand in crafting it themselves. They are often not bought in, and
getting people to buy in when they haven't been involved is very challenging and time consuming. We
don't got time, right?

FRCERIR:

B, ESHIAEXD, HABHLEZREENNIIEZ— SHEFAHN, BLENZMIIE “EFEEE
8" iz, ZRERESERRMEKEN, RERNNA—EF—MFRE, F—RE: BEREIREIRLSEHEAAL
R, ERHVIRNEES, HNIRZLBRINVAREETEZTPREGIERR. WN5F—MXE, ARG
W FTHE, XMERNEHMS, XBRHRNHKRE” IMREFZBHFER. BIERBESEN, ER
NIFEBEHFAR—ELAHEDRE, WA RFECE5 T eIfF. MIIBEAIEK, MLESSHAZKE
IFEEEREE RN, FNLLBAZEE, WIE?

(00:29:06) Nickey Skarstad
English:

And | think that's my first principle is just bring along the team. And | think there are ways to do that
where you're not voting on strategy. You should not be voting. | think good product work is often not
democratic, right? You need a clear leader who understands a lot of the signals and understands the
larger competitive marketplace that can make decisions. And | think, especially when you're thinking
about strategy, it's great to get input, but ultimately at the end of the day, you should have one person
who is responsible for it. And the other thing is a lot of times people don't really talk to leadership or the
larger business leaders to get organizational context that helps them come up with the right strategy.
They'll sort of build something in a vacuum, and then they'll come up with it and they'll get a ton of
feedback from people across the org that were like, "Oh, this conflates with our strategy. We're doing this,
and it's very similar." Or, "Our structural platform actually does not have the capability for us to do that
thing." Whatever. And so just make sure that you're talking to people. And also all the way up to the CEO,
and making sure the founder and the CEO is very bought in because ultimately, at the end of the day,
they're choosing to resource what you're working on and are going to help you meet what you need.
Those are some of the foundations for good vision and strategy work.

AR ERIE:

FRAFINAE—FRUBMES LE. FIAANE—EREZITUMEIX—R, MABEIRERRER. R
NiZ&R. HIANRFH~aIFEEFERERN, WIE? MFE—NEMNASE, MERSIMES, TH
BANRSMY, HEMHBRE. FTIAA, FrIREREREE, RBAZREFL, ERZNZBA—TAR
To F—HER, RERBRAFEANASERESRSINSASAE, EIRINGER Bt 16 E EHAER
MARE R, MIZEETTWE—LERA, ARELKR, EREEIREARZLHAERS, . 12,
EANFANVRBEPRT , FAVEEMIAERERMBIER.” HE "B T ARSI ARSI AE” BN
3, FRUAZMRIREMALE, —H/W®E CEO, WREIIBARM CEO IFEINA, EAVIRER, BHITR
ENREEBNERDERIR, HEBIRREHAE. XE2MIFE IR TR —LE b,



(00:29:51) Nickey Skarstad
English:

And then kind of zooming down into the weeds, | really like the vision mission strategy pyramid. | think
might be a little tired. | like to think it's wired. But yeah. So if you just think about a pyramid shape, at the
top is vision. Below it is mission and strategy, and then objectives. And this is a very simple framework.
You honestly just Google vision mission strategy objectives, and you'll see it in Google image results. And
all it is really is thinking about hitting those specific notes and thinking about them top down. So where
do you need to go long term? What is the long term vision of what you're trying to do? In 10 years, if you
could zoom up and look at what an ideal path for you would be, what is that? Write it down.

FRCERIR:

RERNTIAT, RIFEEN ‘BR-Fa-KREFE . BRUBSXITRERBEER, BRANTIEEEN.
BE—NESFETR, RIMBEES (Vision), FTEIEME (Mission) FHE (Strategy), B TEEBIT
(Objectives) . XZ— 1M IEEERIIELR, (REZESIIEZER “vision mission strategy objectives” , FLaE
FEREREERIE,. EMNROMEE LM M MBEHEPHLEXRR, KIRERFEEMWE? RIEEMH
EENKBPREERMA? IR 10 FEFMEEANER, BRMF4EN? BEET X,

(00:30:32) Nickey Skarstad
English:

And then you start, as you go down the pyramid, you get clearer and basically you bring things down to
your moment in time more clearly. So if you're thinking about your mission, all right, it's another level of
abstraction of how do we make our vision come to life. And then you get into strategy. All right, how do
we actually pick apart what we think is going to need to happen for us to actually be able to execute on
that vision? And then your objectives can be OKRs, or whatever sort of goal setting model that you use to
really one level get clear on, all right, in the next three to six months, what are the actual notes that we
need to hit to be able to sing that beautiful symphony, is a terrible metaphor. And now I'm open to say it.
But whatever.

FROCERIR:

Ala, SAEEFERTE, METFEREEN, BA L2IEFRERMMHEY TRIME R, MRIRE
BEMES, BRXT “HNOFALBERKE" B5—BHR. HEENERR: ATHTRESR, HIVANERE
BREMEEF? SARIMBEHR (Objectives) FILLZ OKR, SEMEANEMBIMNSERE, EX—FE%HA
Ha: AETRNZENRTAE, BNFELFWEET, FRRHIBEERWAIRMME—XZ—MRIEMLL
M, EFREBRERT. EER,

(00:31:15) Lenny
English:

| getit. | getit.

R EE:

HIE, HiE

(00:31:16) Nickey Skarstad



English:

Dang it. Love a bad metaphor.
FRCEIE:

&I, HRMEI=LEmE,

(00:31:16) Lenny
English:

That's evocative. While we're on that topic, actually just to interrupt briefly, how are you very practically
doing this for say vision and mission? Are you starting a Google doc and writing it out, are you using Miro
or FigJam, or something like that?

FROCERIR:
XREBAM. BAWMEXMER, HBE—F, ELMFEEFR, RROFFERRMEHN? 2 -1

Google XHE K, EEFE Miro ¢ Figlam Z MW T A?

(00:31:30) Nickey Skarstad
English:

Yeah, so | think visioning exercise is a great moment to pull in your larger team. Because I'm remote now, |
would use Miro or FigJam. Duolingo, we use FigJam typically because we are super embedded in Figma.
In the past I've used MURAL. | actually personally like MURAL's whiteboarding product better. So | would
open that up and | would walk through a number of things with the team and do a brainstorm literally. All
right. Where do you all see us going in 10 years? What do we think what is the larger competitive
landscape going to do in the next 10 years that could need to influence the work that we're doing? What
are their ideas, and get everyone thinking.

AR ERIE:

W, RIANNBEHBEIZRANKEAMNGFEN., BARNERTENL, FESHA Miro 3¢ Figlam. 1E
Duolingo, FfTBEMA Figlam, FRAFKITRAEER Figma. FEFH AL MURAL, MAEILEEIX MURAL
NBER™m. RRITHAE, FEIE—BEIAS, #ITHEENKMXRE, tbil: “RI1%EE 10 FERISE
mE7AE? 7 “BITARAREK 10 FEANTEEBERETALTN, NTEmMENIE? 7 RIFMAIIAERE,
PESON - ISEF P

(00:32:05) Nickey Skarstad
English:

Good brainstorm are often cross-functional. So go outside of your own team. Can you pull in somebody
from marketing? Can somebody from the larger policy team sit in? How do you make it really cross-
functional and really zoom up and give everyone the space and the freedom to think existential and to
frame it that way,?we are going to be thinking in a five to 10 year timeline. Do not worry about what's
happening today. And honestly, if you do that right, those are super fun exercises.

AR ERIE:

YFEYSKRN X BB R B HRRER. FRIAE B IRE SHIRIFA. (REERI M TIABRRI A RID? KREERHEIARIARES
Irrg? WfLERIEERE, EEAEMNA, 88 M AZTRMBEBEEHITARENEE, HiEFER: 3]



BEREMNZS B 10 FHMEL, FBREBOSREAET T4, BRI, MREF, XEEIFEEGH,

(00:32:30) Lenny

English:

And you're doing this remotely, | imagine.
FRCEE:

HIR MBI HXEERT,

(00:32:32) Nickey Skarstad
English:

Yep.

FEiE:

=108

(00:32:33) Lenny
English:

And so do you just kind of schedule a meeting, kick it off, point everyone to this Miro doc, for example,
with a bunch of prompts and sticky notes and things like that? How do you actually practically do that?

FRCERIR:

FRUMRRLB L HE— 2, BHE, ARBAKSI X Miro i, XHEEEHRRTE. BEHAZER?
P& EAMBY?

(00:32:44) Nickey Skarstad
English:

So | would pre-fill out the Miro beforehand. So figure out what are the things you want to discuss with
your team, create them as headers in the Miro document. So when everyone lands in there, you have a
very clear here's what we're talking about today. You can put that into the agenda on your calendar
invite. I've actually been to some really good strategic brainstorms that will attach some kind of
competitive thinking landscape in advance. So people could have a little bit of a pre-read.

FROCERIR:

HEFLTEL Miro, FERIMEMEITICHESE, BENEN Miro XHERIRH, XFYRREANNY
B, MAEIEEBRSREMNBR M 4. MAEBXES#HBRBIBNINIZER, HSMNI—LIREHF RSN
RN, =M EXMESRE I, ILARKALURRTHER,

(00:33:06) Nickey Skarstad

English:



And then when you get into the actual session, you already have the time allotments scheduled and
thought through. And both Miro and FigJam have really awesome timer, and it'll play music while
everyone is working. It's pretty cute. FigJam's sounds are really well done. Whoever their sound architect
is, bravo. And it'll ding after, give them 10 minutes and it'll give you a nice chime, and then you can review
them together and you can go through each touchpoint that you want to talk about. After it's done, I like
to do some synthesis together in the meeting. So basically grab ideas that are similar, bucket things into
concepts that are alike. And then | will take it later and spend more time thinking about it. | think a lot of
people think you have to actually come away with a vision together in a meeting that's very clear, and
you don't. You can just come up with ideas, take a stab at drafting it, and get some more feedback before
it's final.

FRCERIR:

SARHNERIFTIEY, RELLHF THYESEC. Miro M Figlam #ERENITITEE, ARTIENESERE
R, BAIZEN, Figlam WESMSIEDLT, MtINESRWNRE. HHERBERIT—F, 4Lt 105
W, ARRBIHENRE, FEMRITU—ERR, $—BrETEHNeTNER. ERE, RERESNP—
e —ELR G (synthesis)o B ERZIEMRMMBVRAIMLE, BEMHERITEL. ZBHRIBREER
ABE, HATBRZAUNNBAE—RESWNFHRAFTH—TEEBHIRR, ELFY. RETEWRERE,
SRER, AERIBRINESZ R,

(00:33:56) Lenny
English:

One last question on this thread, which also could be an entire hour of discussion, are there any examples
of prompts or things you ideated that you could share? | know you can't talk about what you're doing at
Duolingo, but just to make it a little more concrete for people, what are some examples of things that you
brainstormed?

AR ERIE:

XFXMEARE— N (B2AXWEN E—NE) . BREFTARTEIHENGFIUDZ? RAMERR
BE% Duolingo B9, BATILAKRERLR, AERJLMRKMXFEIEIGIFIZ?

(00:34:11) Nickey Skarstad
English:

Yeah. | mean, so to take it back to experiences, because we've talked about that a lot, so people have
some baseline context. Some of the early experiences visioning was really interesting because it was all
about what type of experience can we create. And really thinking through when you've traveled in the
past, what has brought you joy? Or what were the moments in your travel journey that have been really
interesting, provocative, basically you remember the most, and why? And thinking through some of those
things as a group. And those are good group exercises, because you're like, wow, | got to know a lot about
Lenny by that crazy travel experience that he had. And so really kind of thinking through about how you
craft really meaningful prompts that, again, connect to your strategy. So how does that ladder up into
strategy? Obviously thinking through the experience that you're creating is going to help you come up
with the right vision and fill out your pyramid in the right way, right?

AR ERIE:

T8, EE AT dkSE, FABRIMNITRSZ, AXKEERER. FHN—LEEEMWEFEER, BhEEX
F BT UGIEFAHNER" o BITSRNEE : HRIFERRITH, FAFLMRREK? HEMRIRIERHL



RZIFEEE. BRAMN, REILMEZHER, ATA? AR—EBEXLE, XEZRIFNEMES, FAMR
=WE: %, B Lenny ARRAERIIRITES, R THETRS.” FIUERENMIGTREGEXRET
B, XERTEZEBNERIIRRIRE, XNAHLEZERE? B, BEMEEIENFRESFEBRGH
EHIER, #L,{IE{'J%E’\JHEWE%VFE’\HE—?—%, X E?

(00:34:57) Lenny
English:

Okay. So we went on kind of on a tangent around brainstorming. Did you want to share more around just

going from vision to goals to execution?
R EIE:
8%, BNERRANZE LAFSEREZET. XTMERTBERBERITIERE, (REBNEESIT?

(00:35:04) Nickey Skarstad
English:

Yeah. So | think just generally, as you walk down that strategy pyramid, really getting down into the OKRs.
And | think it's important because sometimes strategy is too abstract and too high level. And it's hard for
people to take the step on how do | walk up that pyramid? And that to me is where having good strategy
and having good OKRs help your team do that. And so good OKRs to me are just clear articulations of
your strategy, whatever it is that are important to you, and it boils it down into the next three months,
here's what we're working on. And | think that is just really good for teams because, again, if you're
always in the clouds, it starts to get hard to really bring things down to the feature level of we're going to
create a Jira ticket for this specific thing that we need to build. It needs to connect up to a strategy and
back down.

AR ERIE:

B TANBRRN, SIMAERBEFERTE, REASERE OKR, XREE, FHABRRBEIHR.
ABEER T MURMBHA—F —RiZWNAR ERBERINEFE? MHERY, HBEFHRENLTFE OKR &
FEHRABEIX—R. WEKMS, F89 OKR SEXIRREEEVEMRE, TIRMRKRTARERL, IBERSE
A ETERN=TA, XMERMNEBHBY. BIANXHEANEEGITFL, lh?ﬂ%f’]‘%‘\ MER, MRER

IERSREITNRERE, tbin “BATEAXNEGEMENARACIE - Jira 558" . ©FER LEREIRE,
BB T REfR,

(00:35:53) Lenny
English:

Got it. Where do you put, say, these OKRs? Do you just brainstorm, come up with vision and rough
strategy, that translates into goals? Where do you do this? And then also just how long do you usually
spend on this overall process?

FRCERIR:

BAE T, fREBXL OKRIKEM)L? BN E, FHEBRMMERRE, BRUANBIRG? (REMEHX
L£? EEB N IRELSKEE?



(00:36:06) Nickey Skarstad
English:

Yeah. So the way that we do it at Duolingo now is we work on quarterly OKRs. And so that process will
kick off usually the third month in the quarter. Really thinking through, all right, how are we trending on
our OKRs this quarter? Did we commit to the right number of things? How are we doing? And then it is
going, all right, so what do we need to do next quarter? And ideally, again, that's going to plug into a
longer term plan. Otherwise it feels a little messy, and it feels not grounded in a long term plan or strategy

in any way, shape, or form.

FhSCERIF:
4789, FAI7E Duolingo MEMMCEREIEZEE OKR, X NIRRBEES NI ZEENE=IARS), RITERAN
BE: XEERIIN OKR HRIME? HINTRENEBEREND? HEREARE? ARFRE: TIEERIEE

Mt a? BAERT, XNERAN MK, SWSREERE, BETEEEILET KT RISERR,

(00:36:36) Nickey Skarstad
English:

And then, so what we'll do is spend a few weeks as a team coming up with, all right, what could the next
quarter look like? What is going to add the most impact and help us execute on that long term strategy?
And then how do we make sure that we're setting the right objectives and KRs below them? And then
usually there's some sort of leadership review. | actually forget, Lenny, how did goal setting go at Airbnb? |
honestly don't remember. It sounds terrible, but it was a while ago. | can't even remember if Airbnb used
OKRs.

AR ERIE:

R, BRNZELBNEFEA—TBERKEE: TIEEIBHTARF? A ERABIZIHEBTA]
MATIHEAZEER? A TAMAHRFRISE 7 EMA BT (Objectives) METHXELER (KRs) ? BEZERBEM
MFEITEH, Lenny, HHEKTT Airbnb SR EEAIREBIFNT . EXRRKRICF T, UreKEREREN, B
BERALUBNET . FHEETICF Airbnb 25 A1 OKR.

(00:37:03) Lenny
English:

There was a long period where OKRs were a very big deal. Our head of product was really gungho on
OKRs. And | think for a couple years, we were very strict OKR culture. And then it kind of evolved into just
rough- (00:37:15): Goals. (00:37:16): ... interpretation of OKRs. Yeah, goals and strategy and mission and
vision. And so it's kind of this morphed version at this point, as far as | know.

AR ERIE:

BE—RIRKAIESE, OKR ZFARF. BAINTRmATAXN OKR IEEEH. HEBBEMAILE, HNIZIEETHRE
OKR Xfko JERERIER T —MAERRAY- - (Nickey: B#F) - Xt OKR Bf#i%R, EHY, BFR. RB&. fEenAl
BR. EHAA, MEECEBLTH T —MELEINMRES.

(00:37:23) Nickey Skarstad

English:



Gotcha. Yeah. And | will say OKR frameworks might not be the best for every single team, but having some
sort of goal framework that is shared across functions is useful no matter the size or the scale of your
business. | think a lot of times people get hung up and they want to nitpick OKRs specifically. And | think
some of those criticisms are very fair. But you should have some sort of framework that's shared from a
process standpoint across your team that everyone can use and work on together. Because again, it takes
your strategy and it brings it down into the now. So you can act on, in the next three months, you can
bring something to life, and you're very clear on what that looks like.

AR ERIE:

BAET. HEW, OKRIERAGERHFESE—THEI, EREEMBIRELZNEMER, TIEMBYILSIIER
onfal, EERHEBH. HIAANBRSEHEANKULE T OKR AFMRENR, HLEMITHERPE, BIRMZE
MERE LREREMEIAAZRESR, tAKE—EEBRNNE. RABRKXERE, CRIEMIREBHEAD T,
XEERFLEETERE TRO=1A EXREUTE), URLERANE, HEMRIFEFRBEHAEFH.

(00:37:57) Lenny
English:

I'm going to pull out a thread of something you mentioned earlier of how to finally make decisions. And
how in your experience the PM kind of is often sort of a final decision maker. I'd love to hear any advice
you have of how to set that up on a team where it's either clear the PMs have a little bit more say and/or

just bring people along to a final conclusion. Is there any advice on tips and tactics used to help with that?

FRCERIR:

FES | R—TRZ AR ENX T INARAMRENAT, RIBFNEZN, PMBEEBRELRRE. HEERIFIR
RURRIN: WNEITERI AR XMALE], EXAERRM PM BESMAEN, XEHFEAREMKRLLEL? ETXHH
RE T ARISEREET?

(00:38:22) Nickey Skarstad
English:

Yeah. So | actually just read this really great book that is slightly tangential, but | thought it really applied
to this type of basically getting people to align on decisions. It's by Chris Voss. He is this famous FBI
negotiator. | think it's called Split the Difference: Negotiating As if Your Life Depends on It. Don't quote me
on that.

FROCERIR:

BW. HRIENIRT —AFEEENH, EAFREE, BRIANEIFEERTIUAMITERR LER—H. FE
& Chris Voss, fi@ZF &0 FBI KA TR, BREFEHEWM (EHE#FI) (Never Split the Difference:
Negotiating As if Your Life Depends on It) . FIFEINFKIFHIFHE,

(00:38:38) Lenny
English:

| think it's Never Split the Difference, right? And then | think he's also got a masterclass which I've
watched, which is really good.

FRCERIR:



#H18Z (Never Split the Difference), *1IB? MEMIEE—1 Masterclass if12, EEL, EEH

(00:38:43) Nickey Skarstad
English:

| actually haven't watched the masterclass yet, but it's on my list after reading the book. And a lot of it, |
think, especially because he's an FBI person, | thought it was going to be very much, "You're going to do
this." And it's all basically his whole approach is empathy, and it's repeating things back to you, making
people feel heard, making sure that you're hearing why they maybe don't like your strategy, or why they
think that's a bad OKR. And | think if you can spend some time just listening to your team and really
understanding why is this not resonating, you can help guide people on the right path. Or you realize
you're wrong. Good PMs are humble people, right? You're not always right. Not always going to be right.
So how do you know when you're right and wrong is another good podcast that you should do with
somebody else cause I'm probably not very at it. Yeah.

AR ERIE:

HIELEBMRE, BEBREMARNBELT, BENRZAR, RRUNENMME FBIBY, 2IFER
R R Al o BLRFEMHNENGZEZOZ “BEC” , BEEXNHRE, ILANRERRST,
RIRIFE]T 1A AR ERIRBVRES, WENTATSIN OKR T FINNIMRIREELEI BIRIAEIRA, B
IEERBATAMRBVEERBES EHS, {FFEES|FARE LIEMBER. HEMZTIRFIBCHE 7. LFEHPM
TR, WIE? AHARSEND, HARTREENH. EFNAAMECENZEHE, BES —MRNZ!
ABETEEIES, EANKATERKEBRZ D,

(00:39:28) Nickey Skarstad
English:

Yeah. But | think that helps. And the other thing is | love the concept of one way versus two way door
decision making, right? If your team is making a really critical long-term decision that's going to be
limiting to a lot of the future things that you could want or need to do, that is a one way door decision.
And you should spend time really thinking about discussing it, getting feedback and buy-in from your
larger community, from your leadership team, et cetera. If it is a two-way door decision, it's not going to
make a huge impact, you can change it later if you need to, let your team cruise on those things. Because
it gives people autonomy. It helps you move fast. And then it just makes sure that when it does come
down to decisions that are harder to change longer term, then those are the moments you should spend
time and really think about and discuss and debate, et cetera.

FRCERIR:

EH. BHINAXREHER, Z—HEERRIFEERN “BRAINSNEIT REEES. NRIREIFAEEH—
PMEEXBHOKIARE, ESREMARBYMAFTEMRSERS, BmE “Bml)” AR, REIZEHER
ABE, 11ig, REREAHK. ASENFNRGMINT. IRE “WAIT RKR, ERIFEERTM,
UEHRENAUEN, BMILFARFEM. FHAXELATBEEN, BIRRETH. XEMRIBIILK
HAXELAECRBYREREY, RA SHEIERAREERZ. iTIeMEHE,

(00:40:09) Lenny

English:



Do you have any examples or stories that come to mind of those sorts of decisions that you kind of help

people just go for it, even though | may not necessarily agree?
R EIE:
MELKERETAGNFHRE, XTFXLRKR, BMEFRROTEER, BEREMARBFEMAT?

(00:40:17) Nickey Skarstad
English:

Let's see. Yeah. So one big one that we made at Airbnb that was pretty formative in early days was we
came up with basically an articulation of what we thought a good experience was, and the standards that
an experience needed to meet for it to be considered a good experience for us. And that was a many
month long term project. And it was so important because we ended up building the product around it,
building our policies around it, building how we educated our hosts around it. We had one moment in
time to figure it out and get it right until it scaled everywhere. And so that was a true one way door
decision where it was really hard to change later because we literally needed it to be relatively final.

FRCERIR:

A8, 7E Airbnb REAE— 1M EERARBEMNERNRE: RINFIET —EXT “HAREFNGFE" BRE,
AR — MR T B AT A BRI BN TAN BB, MR- RKEBANTE, EZFUMNLEE, 2E
NENREZEREWET o, BIETER. BETWNAHEEER. RNIAEB—RNABEFEEHMA,
REEMIE B2, FRUBBZE—TEER “B8mi]° REK, UEREEN, HARMNHLEFEZCHENE
B,

(00:40:53) Nickey Skarstad
English:

On Etsy, there was some big decisions that were made at certain points in time around what can be sold
in the marketplace, and how to think through what constitutes something that is hand made. Those were
one way door decisions, right? It's really hard to change that later because it's going to influence all of the
listings that you have in your ecosystem. And so | think really thinking through those types of things are
important and really setting teams up to be able to pause and spend some time to get it right because it
will influence the end product in a very real way.

FRCERIR:

£ Etsy, ARENEBRUME—LEERNRSE, WOXTFELEIUEMFA, URNARENAZ “FIH
B” o BREHRE “BREIT REK, WIE? UEREEN, BNERFMRESRFFRENEMTITR. FrK
INNRANBEZXLZREEEE, BiLHPEBETRENEMY, BNERUIFERERNA AR IMRELS

O
Afo

(00:41:23) Lenny
English:

How do you know if it's a one way or a two way door decision? Do you find that it's generally pretty
obvious when you're making the decision, or is it sometimes like, oh shit, we should have thought about
that more?

FROCERIR:
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(00:41:34) Nickey Skarstad
English:

Yeah. | would say | think I'm good at this 80% of the time these days, just because I've seen it done wrong
in a lot of ways. But | think it's a muscle that you build honestly, and you get better over time about
thinking about second order thinking. And so it's starting to understand, all right, if | make this decision
today, it's going to impact this next level of decisions and the next level after that. And that will cascade
through our larger system. A great book to read if you are a product person is Thinking in Systems by
Donella Meadows. It's just about really thinking through how systems work, and then you can start to
extrapolate what is the second order effect of the system. And if you think about that through your own
ecosystem, it starts to help you understand, all right, this is a linchpin in our larger ecosystem that we got
to be really careful about if we're going to touch it or change it longer term. But | do think some of that it's
muscle, you build it over time. You make a couple of mistakes sometimes, and then you have to realize
the true consequences of those mistakes and you don't make it again.

FRCERIR:

0. BRI 80% HIBTEIZBREH I A, RRAAFK NI KSMENIE R, BERIANXHIES—HEER
HRIANA, FEEEIMHER, MSBREERK ““MEB4” (second order thinking) . tBFAEFFIAIERR: IR
SR TXNRE, EREMT—BRIRE, UNRBT—RBENRE, HREBRINNWENRFR=E1ED
R, SNRIREF=5A, FEFEHEFE Donella Meadows B (RZZ%E) (Thinking in Systems), Eif892%0
FRANBERRAIBIE, REIRAIUFFREBMAZHN MM, NRFBETIECHESEAEEE, EREIRE
2. 3B, XRBMNAESRLDN—PREFT (linchpin), MREHTHKPERE, BIBAIEE/N
Do BERLINAXZ—MAE, FENERIL. GRARSIEIINEIR, RAEMREMEIREIXEHRIRNELG
R, ZERFEELT.

(00:42:29) Lenny
English:

Can we talk a bit more about the second order decision framework? | know you have a awesome
newsletter post about this, and it was something | wanted to chat about. Is this a framework that PMs can
use to make better decisions? And | guess how could they do that? And then maybe just describe a little
bit more about just this concept of second order decisions, because it sounds really important.

FRCERIR:

HANVESIE “ZHIRBRMESR" 15?7 RAMEME—RATXMVEEENBAXE, XEHRBWEIET, X
7 PM AT LA R SRIE R RBVIEZRID? M 1iZaNfAIfEA? REFREBSMWA—T ““HRE" XM, BANE
IFERIEEEER.

(00:42:50) Nickey Skarstad
English:

Yeah. Basically what second order thinking is is you being able to think beyond the decisions that you're
making today. The decisions you make today will affect tomorrow's decisions and your ability to build on
your decisions that you made today. And this feels very existential and meta, but why it's important is



that, especially when you're building product, is there a cost associated with your time of everything you
build. Especially when you're building marketplaces or anything with UGC content. When you make a
change today, and it impacts every single user in your ecosystem that then is going to act on that change,
it's really hard to make those changes later.

FRCERIR:

FH, AL, ZHMERERZILIREBBMSKRIIMIREERRE, RERNRERTIMARBIRE, UKIR
TS RRENEM ERSEMERNET. XIFEREBEARAFMLE, BEZUEE, ERAAMTHES R
B, (RAZENS—HEHENERE. FrIRAMRHENETHHEAFERRERRE (UGC) BIFRAR.
HIRSRMB—eAE, EFMEESRAGTNES—TAF, MXERPHEEIREXNAEIRIRTTE, BALL
[EREBREIRAIEEET

(00:43:23) Nickey Skarstad
English:

Let's talk about Airbnb home listing as an example. Really thinking through what are the pieces of data or
all the pieces of data in the system that we need to actually list a home. And then how do we use those
throughout our whole system in different ways? And then anytime you have to change those things. So
that could be little simple things like truncating the length of the title of an Airbnb home when it's listed
on the platform. You're going to have mad hosts, you're going to have design changes that need to be
made to make sure that they can actually display something in a different way. It gets just inherently
more complex the more complex your system is. So that is probably a terribly described way of
describing second order thinking.

FROCERIR:

LA Airbnb B9 TRZ T RFl. RARERNERFFEMRAT— NS REEMLELRIERER. ARG, HIOAEER
PRGEFUABANEAXESRE? URSRFEEAXLERANIREF4. XAEE—LEEHEN/NE, L
904852 Airbnb ERITENKE, MRBEIFRNER, MEBHTIRITERUBREUFTRALNET. KA
B, XM MMESR, XAIgER— Mk = B LERIRERE T T

(00:44:01) Lenny
English:

That makes total sense. And that's something we dealt with it, sorry to interrupt, but that's like on the
host team, we dealt with this question often of just any change you make and the listing flow is going to
impact so much of the experience of a host and a guest. And so that makes total sense. Sorry, keep going.

AR ERIE:

XEERFE. ERITEH—T, HNEFFRAMEELEXMAE: RERKTREFROEASREEHSRK
EIARE ARME ENE, FILOXIERAEIE, 8/, BHEE,

(00:44:16) Nickey Skarstad
English:

Yeah. No, and | think that forcing yourself and your team to think in that way is just a really good thinking
exercise because it will save you time and it will save you money, a lot of money later, if you don't
constantly have to rebuild things when you want to make changes to your system later. And that ladders



up again into having a very clear vision and a strategy. Because what you're doing is you're starting to
think on the long horizon. And so the decisions that you're making today are in service of that long
horizon. So you can actually build in that direction and you don't constantly have to rebuild every time
you're trying to change something.

FRCERIR:

2. FiANRBECSHEAMAZMAERNBEZ— M IFEFHNERLLS, RANESNIRTENE, UEthaR
MHERENEH, BAMMARECTUGHREEHARNRIEEER, XEAMLEZRIREEMNESR
MR, ENRFABIRFIE KT E & (RORFRERANI N KT ETIRS . XFRIEEREHENR T
mE, MAFESRZHANEFAESEM.

(00:44:50) Lenny
English:

On the second order thinking, sorry, | called it second order decision, but in this framework that you
spoke of, how do you actually operationalize this concept? When you're planning, do you write out in the
document second order impact that we should be thinking about, or do you do something else?

FROCERIR:

KFZMRB4E (ERMIZNAUEZFIRR) , EFERINXMERT, REFFLEBINMREXMHZ8? 0L
B, MREEXETEY “BIZZ R —MEm" 157 E2MLEs89?

(00:45:05) Nickey Skarstad
English:

Yeah. So | think there's many ways to do this. If you have a spec-ed template or a piece of documentation
that your team typically use when they're writing out product strategy or product requirements, et cetera,
you can put a line in here to force people to think about it. | also think thinking about first principles and
writing out first principles for the changes that you're making often are in service of second order
thinking. Where it's like here are the things that we care about. Here's why these things are important.
And we want to make sure these are baked into what we're building. Typically you'll write those through
the lens of second order thinking.

AR ERIE:

EW. WIANBRZSZETUME. MRFEMEILEA (spec) BIRZFAERS = mRIBE. ~mERY

(PRD) BYEAHINAY, MREIMEEEM—IT, BEAREREE. HtWIANBEEEREH NIRFRHEIEL
NETE—MRE, BEEUEEN_MBERS. b “XRHRNXONEF. IEAFTAXEEREE, &
MNERHERXERBNZZNERORAS” BEMEI _MEBLENAARETXLERNS.

(00:45:36) Nickey Skarstad
English:

Shopify uses first principles a lot in everything that they build. And this is something | took away from
that way of working because it's extremely effective. If you can get teams to align on first principles early
on, it saves you a lot of heartache later because you've got people to align way early days before you even
got into the design process, or before you had to start thinking about how do we actually technically
implement this. And then the other way | would say is there's ways to structure or have thoughtful



discussion around second order effects. That could be a brainstorm. You could use Miro to think about
that. We're going to make these changes today. How do they cascade through our ecosystem? What are
the gotchas or the things we need to worry about? And again, | think the more complex your ecosystem is,
the more you are forced to do this. A lot of founders in early stage products don't think like this because
they're so focused on the product market fit. We need to just get something that people are using. That
then when they get product market fit, they realize when they get into scale mode, they didn't build
something scalable, and they have to rebuild things which can actually really hurt them when they're

trying to grow really quickly later on.
R EIE:

Shopify FEE—HENHAEERAFE MRE XBRHEMBHIESAFFER, RANEREER. MR
RELLEIMAR X E—ERIEAN—E, MAEERUEHNREZ OE, FAMERENGITIREREE MARKASLEIR
21, MEBEULKRZERT —B. Z—MAER, JMUBIEMUIRNTIE MBI, XeJ B —RKmRX
2, {REILAA Miro RBE : HASKRMEBoX Lz, ENNEERNNESRARTEENRN? BELREHR
HMNFBELRONF? BREE, FNNESREUESR, FUEKEXFY. REEH~RBHILIBARTIA
8, RAMNKEETF PMFT — “BMIRFEMERBEARNKRA" . SRIAMITHE PMF FENMRLH
20, 7 RMECHENRARATT B, FMEAEM, XEMITEHEERELKIIZERRAGE,

(00:46:35) Lenny
English:

Yeah. Absolutely. Happens all the time. For principles, do you put those in to say the team strategy, like
the quarterly strategy document? Like here's our principles for the quarter? Is that how you generally do
that?

AR ERIE:

2, £XNE. IMBER—EEARE. XTRU, FIICENBOARRKBERD, LLNFERBEXE? 5L
RERNAFZENRN" ? MEEEXAMAING?

(00:46:47) Nickey Skarstad
English:

Yeah. | think that is a great place to put it. You can write them on the feature level too. So something that
you're building, just getting clearer on here are the things that matter to us. Here's what we care about.
We're going to design in service of these things. And here are the things that aren't that important. And
again, those are the types of places in a product requirements doc where people will argue the most,
which is a good thing because you're basically discussing and debating sort of foundations of what you're
going to build before you get into the work of building it. And so those exercises are always a good idea.

AR ERIE:

Bl FIANBEBREMNBIF T, (REAIUENEREE LS. MTIREEWENARA, B XEZXNHA)
EENE, XEHNXOH, FMTEAXEBRMILIT; MXEFLIPLAEE, BREF, XLLZ PRD XEH
MIFRRZHMT, XBIFE, AANMER LREABWEIEZA, WEHMBNSIREMEIRAERNERM,
PR S BB MFER.

(00:47:16) Lenny



English:

Awesome. | love that. Okay. So going back, because | wanted to close this thread, you've come up with
your vision, your mission, your strategy, your goals as a team. People start to align around it. What do you
do to kick it off and get people on board and aware of the plan, and then to stay on plan with that strategy
and not kind of be distracted by new priorities and shiny objects?

FRCERIR:

XET, HERX. 1, ERINABIER, HEERX—9: (RELFSHTES. Fda. KEMEE
Fo ARFIEER—H. FUAIBHE, ILARSSHRXHTHEITE, AENARSHITIZREMAEHNMNT
SR “N=BIFEY” (shiny objects) HECEFEF?

(00:47:38) Nickey Skarstad
English:

Yes. Oh, the shiny object thing is very real. Good question. So for example, | just did this recently where |
brought my team along through the OKR process for Q2 planning. They had a say in basically what we
decided we were going to work on. It went up for leadership approval. We got approval. And my process
was | used Loom, which is another one of my favorite products. It's just a really easy screen share and
video recording tool that you can share with teams. And so | just recapped, "All right, here's what |
presented to leadership. Here are the feedback that we got. Here's the strategic feedback that we got. And
here are the changes we're going to make. Any questions, let me know." And | posted it in Slack.

AR ERIE:

Bl B, “HRHEY HREEREES. FRE. ¥EMMF, RRENETXME KHERHNNERHT S
“ZEH OKR MXETE, ITHEKMNEMBATELEN. ARRIGATEHM, FMRFTHUE KR
EEEA Loom (RURHKRENRNTmZ—, ER— T EERENEEAZENIMRE IR, HRT7—NO
B “9F7, IRFEARERTHAT. X2HMNKEIBIRE, XREBEENRGE. XERITEMEIK
& BEMEBIEEFK.” ARFIBEXET Slack Lo

(00:48:10) Nickey Skarstad
English:

So I was just trying to keep the feedback loop really quick and tight with teams rather than wait till the
next meeting you have with them a week later. | was like, all right, I'm going to just try to spend five
minutes recording this and get it out ASAP. And that helps because then it gets people excited. Okay, cool.
This thing that | worked on got really great feedback from leadership, and now we're working on it. I'm
excited to get going. And then it depends. Usually depending on the project, | have some sort of kickoff. |
don't usually do a quarterly kickoff or anything like that because I think there's usually disparate teams
owning different parts of strategy. But usually having a good weekly team meeting where you're really
thoughtful about cascading feedback down from leadership, constantly checking in on what are we
trying to do here? What is our strategy? How are these goals that we set laddering up? Are we achieving it?
Are we not? Whatever. Having a meeting like that where you're kind of constantly talking about it each
week also helps people feel bought in and not get distracted.

AR ERIE:

HARRRFSHNZEFEREBERZNRGER, MABFE—ARNT—RIN. & 8, L
REDHF—T, RIREEE" XREE, ANCEILARRENE: “KET, RAFNRAERITAS



BIFEENRG, MAERNBEFIBMET, HERXNE” ARAERNE, BERENE, B —1TBihs.
BEMIZEBHZZEN, AABEARENRENASRRKRBINARED. EREZE—ITSRENESEHEN
2, EEERFIFEROMEEASENRGE, FEHRE: HMNEXEZHAMAIA? HMNORBEAHA? &K
Mg ENXLEB IR IR EXER? FABER TI5? EmIS? EltE, SRARMTIEXENSINBER
FURKBEZE5R, FHD .

(00:49:14) Nickey Skarstad
English:

And actually | found that teams who are very bought to your vision and strategy are less distractable.
Where | usually have more trouble is with leadership that aren't necessarily in the weeds with your team
every day. And I'll get an idea. "Have you thought about doing this one random obscure thing?" "Yes.
However, it's not in service of this long term plan, so we don't want to do that right now because we don't
think it's the best use of our time."

AR ERIE:

KR EFHREI, FRINARBEMREBHEREREZ D 0. FEBBEIRMAIMT ZRLER—ESRMEE
—EABATHARE. W —MUE: “MEKEBRIMXMRETRN. RHENE? 7 HzEE: 8
g BE, ERTERMNNKEATL, PRUBMNIERRE, EARKINMTANZREXN B &REF A"

(00:49:23) Lenny
English:

Got it. And the way you're describing it, this is as a manager of product managers- (00:49:27): Yep.
(00:49:28): ... versus an ICPM? Cool. So as an ICPM, | imagine you would do a quarterly kickoff, or whatever
your cycle length. You kick off with the team. Here's what we're doing. Any questions?

AR ERIE:

BEET. RERNAREBEATREENSEIE (PM Manager) - (Nickey: =2#9) - MAZRERN N AT
#&PM (ICPM) ? B, FRLAEA ICPM, HRBMTREB— I FERHR, HERBMRNVERKE. FMNEA—EE
o “XPEENEMRY, FR@Eng? 7

(00:49:38) Nickey Skarstad
English:

Totally.

R ERE:

SR,

(00:49:40) Lenny
English:

Okay. Another thing | wanted to make sure we have time to chat about is product review meetings and

process. Just kind of like how do you, as a product leader, make sure that you're shipping great stuff that



you're proud of and that your leaders aren't surprised by? How do you design just a product review and

design process.
R EIE:

. F—HHREHFRAENENPINERTRITEINANMIZ. FAFRASE, MOTHRERLZGHZILMESR
B m, BEARRILRBASREIZIN? (RIEILH = miPEMIgIHRE?

(00:49:56) Nickey Skarstad
English:

Yeah. So | have a lot of strong feelings on product reviews. And it's because I've been in a lot of different
organizations and I've seen a lot of bad ways of doing this honestly. And | think it also depends on the
product that you're building and the team that you've created. So | don't think that there's one right or
wrong way to do this. Where I've seen them fail is when they happen at the function level, and they're not
done or shared as a team. Typically it's normal to have a design review or to have some sort of technical
review. And the more you can try to bring those different review processes into one central moment to
check in, the better it tends to go. Because what happens is you'll have feedback in a vacuum. The design
leader will give the designer feedback, and then you don't hear about it. Or there'll be some technical
flaw that happens in a very specific technical review that doesn't get back to the larger team.

AR ERIE:

. HNTRITEARZRBINEZ. XRRAKFIRSFENAR, EXRHNIRSEENEE FHIA
NRXWECRTFARZE = mAMAZBE. FAARRIUNAERE—HMEZ D, RAIKRENEREEBITEA
FHEERBERS (function level) , MARIEAN—TMEMEBETRIE N R, BEBRINTHEIAEMEATHEZRIE
B, ErEREZIHEXERERITEIEFN—IFONZ#ITESE, MRETEEIT. AANRIFH, R
BRMSEETHTE, RITARLRITIRE, ARMIARE; HEERXDIFEEREIRARTHERLRT R
ERFE, (BB AL AR

(00:50:43) Nickey Skarstad
English:

So finding ways to make sure that those parts of your process are shared across each function, and you
attend them and prepare for them as a team, | think really helps a lot of that. I'm not saying that you
shouldn't have a design review. Of course you should. | mean, you should just be really thoughtful about
having moments, especially if there are moments where you're blessing something to move forward, to
making sure the whole team is there. And that there's a very strategic check-in process to get those things

approved that everyone knows about and is a part of.
FRERIE:

FRUL, B ABFRARERIXERDESRESIZEHRE, HEMIEA—TEAESMAES, TN
XREFE . HARBRANZERITIE, HANZE. BNREE, RNMZIFERAOMTHE—ENZ], 532
YR ER G EREHEHEN, ERAERMEANBET. AEEE - EEARENIOERERMEXLEES,
st ABRNEHS5HEHSR,

(00:51:11) Lenny

English:



Is that a meeting that you do weekly and you invite the designer and the engineer? Who do you invite, |
guess, and what is the goal of that meeting? The goal of that meeting, | imagine, is approved the product
to go launch and build.

AR ERIE:

BRMBAMZANZIG? FIBIFRITIMM TRITE? FRZIFE? BIINNVETENA? RIFETEH
HEF mIENEZ R R,

(00:51:23) Nickey Skarstad
English:

Yeah. And | think especially going back to the one way, two way door moment, giving teams autonomy to
ship some things that you think are two way doors and aren't necessarily mission critical are important to
your vision, but aren't going to conflate with the larger system, | think trying to keep things quick and not
have too many barriers for people to ship is incredibly important. So you'll have to figure that out for your
own org and it's nuances, but that is something that is important. But when there are moments where
you think it is basically a feedback gate, where it's a gate you need to walk through and a specific
moment in time where you've gotten feedback, | think having a cross-functional meeting where there's a
clear pre-read or something that's sent before. It's like, here's what we're talking about today. And then
aligning on, do we think this meets our goals and does this meet our quality bar? And doing that in a
really thoughtful way just so the team gets feedback. So the leadership is plugged in, but also so you're
not standing the way of people shipping their products.

FRCERIR:

B, FRFHERER “BESWEIT WKZ, SFEAEENRELH—ERIAAZNEAMIHRE—X
LARAMNBREEEHIEESXREE, BFRRE5RRFAR, BIAARFRR. FAEAMILEAZERIREE
B2, MBFTREECHANAHEINRFRREX—R, BXREE, BHRIUAAXZE—N “REXF"
(feedback gate) B —BMRFEEBEIN—PXF, —MRERBENSENZI—RKRINAINZBHBERES
W, FRAUKXBMBITR . bl “XMEHNSRBRNANE.” AREM—E: HITBAAXTFEHA]
BERD? FERMNNRERAERS? U—MIEBEARENAINHETT, XHFFARERFEIRDE, AFEESSHNEK,
ERHRtE A SPRRFAK AT o

(00:52:17) Lenny
English:

And then do you check in throughout the process of the product being built, or do you kind of encourage

teams to get to a point where it's basically ready for approval?
R EIE:
BAEF BRI RERRELIENEND? R RIREEEA NS BN EEF RS NIEEFIIR?

(00:52:26) Nickey Skarstad
English:

Yeah. Ideally in a perfect world, there's three check-in moments. There is the first principles check-in.
What are you trying to build, or what are you trying to do? What are the sort of foundations that you're
going to build on? What is the most important thing? What are you solving for? Getting approval on that,



weirdly, is almost the most important thing. Because it saves a lot of teams a lot of time when they get
later in their feedback review process and people are like, "You're not solving for the right thing." So
that's important.

AR ERIE:

. BERBERAT, ERXHRE, A= 1MMeERZ, - "F—MHRELE" | REHAWEFA, HE
RERMAA? MERIEFAFNEM E? REENFBERHA? MAERRTARE? FENE, WX—F
ER—B/LFRREEN. ANERERNRSEANTEARERE, SRt EEHNRBETEFRIAE: “RER
AR RS ” FRIAXREE.,

(00:52:49) Nickey Skarstad
English:

Once you've aligned on that, then it's like, all right, what approach are we going to use? What are we
going to build? And that's sort of how we solve the problem. Making sure that there is a technical
component there too so there's some sort of infrastructure review or architecture review, or whatever you
want to call it. And then it's like, all right, this is ready to ship. Let's check in again. Do we think it's ready?
And | think that, again, it depends on your organization. If you have a very small team, you might be very
plugged in and these things might not need to happen. But in bigger organizations, especially where
leadership isn't always able to be in the room, making sure that you have a clear checking in a few times
to make sure that everyone is moving in the right direction and everyone feels good is, | think, a
worthwhile exercise.

FRCERIR:

—BER—, #ETRmE: RINERMFAFE? RNEMEFA? XMEHNMOFAEREDE, HEREPHE
GRS, LCINREMERIKFEITESNRDITE, BEREAMIT, &KEME: U7, XEFFEF T L&
MBRE—R: FIBANCESEFTIE? FANXBREURTIREALR, WMRIME—TIFENBIE, REJ6E
RES5HA, XESEARAFE, BERANARF, HHIBRIASEATLEREGNERT, BERE/LR
AEIRE, UHEREeETAESHAEERNARIEARERYT, HIANXZR—MESHIHS,

(00:53:27) Lenny
English:

I love that. Such a simple framework. And then one last question along those lines, do you leave it up to
the team to schedule these meetings, or are you pulling it out of them and making sure they schedule it?

FROCERIR:

BERXD, FEEHRMER, XTFXMNRE—TRE: MEILEANESREFARMRRHXLERIN, B2
HIRE(EM R HEF?

(00:53:36) Nickey Skarstad
English:

Today, because the team that I'm working on is pretty small, and we're pretty pre-product market fit,
we're not doing a ton of very formal check-in moments because we don't need to be. Because it's a small
team and we're all cruising together. But in bigger orgs that I've worked in, for Shopify, for example, there
was a process around having these meetings and who would be there. And so those would kind of be



scheduled through the larger processor system that they were working in, which really worked for them
actually. And | think it allowed teams to be pretty autonomous on the day to day, but just making sure
that there was feedback coming of from their users as well as from leadership.

AR ERIE:

Bal, EAKFRENEAIEE), MERITELTF PMF ZEIHME, BITSBEMRSIEFTERNLE, AAFR
FE, EAEND, RREFE—EEHEd, BERFIHARRAR S, bl Shopify, B—EXFBAFXLEZINIA
RMEZHERRZ, XERWBEIMINESTHAREREHNRARELH, XNMBIIELZIFEER. FIANXIL
FRAEBE TEREIS THARNB EN, EEHERT EKREIREBFANASEN R,

(00:54:08) Lenny
English:

Got it. One last question before we get to our exciting lightning round. And it's something that I've been
thinking a lot about recently, which is around remote work as a product manager. | left Airbnb before
COVID, and so | never lived in this world of everything is remote and product managing remotely. Is there
anything you've picked up or learned that has been really helpful to being a product leader in a remote

world?
FRSCERIF:

BET. EENGEHNANBRRTNZARE—NE#E. XERZOI—EHEBRENER, BMENTRIENTE
N HERBRIEFT Airbnb, FIUEMREHIXMERITIE. TEHITTmEENER, (FATEFER
THFRAFE, MESKEFEIMTAFEEREYNEZE?

(00:54:30) Nickey Skarstad
English:

Yeah. | would say last couple years have just been a huge shift in my ways of working. | sort of grew up as
a PMin IRL environments where we did the majority of our work together in the same room. So that was
whiteboarding, having a quick sync after you had an in person meeting to finalize some details or keep
hashing out a problem. It's so cheesy and overhyped, but the proverbial water cooler moment where you
see somebody, and you're like, "Hey, how are you doing, Hey, did you hear about this thing?" All of those
things literally went away overnight.

FRCERIR:
2. BRI ENERNITEARRET EARREE, KN PMBMKIFRRE IRL (MSEEESD) HIFIE,
HMNAE D TIEHRER—TFEEETHKE, tLEAR, FENERNEHITRERD UAEST S

B, BAXITERRETERIELIE, BEFFIEE “TRKNEZ)” RRBEAR: “IB, REEA
B2 IR, RIFRARFETE? * —FrAREAENE—RZEHEKT .

(00:55:01) Nickey Skarstad
English:

And | think especially the job of a PM, it's hard under normal times because you are doing so much labor
to make sure people are informed and give feedback, et cetera. And then overnight you took away a lot of
the methods that they were using to do it. And so | think that has been a pretty profound shift for a lot of
people working in product roles. The good news is there's a ton of new tools and new technology that's



actually being built right now that's majorly helpful for this. So I use Slack in very new ways today than |
did two years ago. Things like just making sure to post more asynchronous updates. Trying to actually
take the burden off of an IRL or a Zoom meeting. Can we talk about this asynchronously and do it in
Slack? Slack has this really great feature called huddles where you can just quickly get on. It's just audio.
So there's no video. And you can just have a 30 second conversation. It's good for standups and things
like that. Suggest you try it if you haven't yet.

FROCERIR:

FIAAFEE PM I, FERNPRRFES, BAMMFENTEREFTHRARARME. RERIEFSF.
RlE—&RZiE, RARETRERAARMXEENTGE. FIUABIAANZNRENEFRIENAKIRZ—TIE
EARZNEL, FEER, NEERZETMENHTTANMFRANILIFEEER, RSKREM Slack WA
SWERMEATR, LLIBRAGESRIEN, SHABRENEL Zoom ZWERAE, HIESRTITICHE
Slack E5EMMS? Slack B—MNEEZMIHEEN Huddles GEEEEHN) , REILPURMAN, RESIWEE MM,
BILGHTT 30 MEVEIREN IR, XM FUSZENEFIFEE. MRMFRELAT, BNEH—T.

(00:55:56) Nickey Skarstad
English:

And then a lot of the old in person whiteboarding, things like that, you can do those now using awesome
tools like Miro and FigJam. And | feel like, especially at Airbnb, we had such an international team that
there was always somebody who was remote typically. And | think we never really got the remote
experience right. And now that the majority of our teams are remote, I'm a fully remote person, I've been
a lot more thoughtful about making sure we're creating a really good experience of how we're working for
the larger team. And so | think you have to hack on this with your team. Different teams have different
ways of working, but trying to be a synchronous, using Slack, making sure you're following up in very
visible ways where people can see. Don't rely on Zoom meetings to fill all of your time. Otherwise people
will literally hate you. And things like that really make a huge difference.

FRCERIR:

BT AR E X E R B AR TE, IR LA Miro # Figlam X H BT AR EHE, 327 Airbnb, &
1ME— 1 EFEEPRLIEBRA, BER2EAREEN. RIAARINMKREEIDZEARHN. RERNABOH
PAEBRIZIZRY, BAABLERLRRE, REMBOMARENAKECIET BRIFHNIIEER, /Ry
A—iEE AR XN, REMWEEARRMNIEAR, BEHFEP . A Slack. HRUAKTILE
FRHFITERHE. FEKH Zoom KWVEHIRFAENENE, BTUAREMNRIRRFR. XEFEBFENRTEEARNE
M,

(00:56:43) Lenny

English:

Awesome. Super helpful. All right. Nickey, are you ready for the lightning round?
R EE:

XHET, IFBHEE. 7, Nickey, EFFHFNABRIFT 705?

(00:56:48) Nickey Skarstad

English:



I'm ready. Let's do this.
FRERIE:
HEEET, FHAEIE,

(00:56:49) Lenny

English:

What's a book that you recommend most to other product managers?
R EE:

RREFLEHEHM~RIEN—FBEMTA?

(00:56:53) Nickey Skarstad

English:

I love Thinking in Systems by Donella Meadows.
R EE:

FHEI Donella Meadows By (RZZ3) (Thinking in Systems),

(00:56:57) Lenny
English:

Awesome. Okay. We're going to link to that in the description. Other than Duolingo, what's another
company that you recommend the PMs go work at or explore when they're looking for a new gig?

AR ERIE:
KiET . RINSIEHEHERERRE, £7T Duolingo, IR PM 7EHH TIEREMR A B TIESHRR?

(00:57:07) Nickey Skarstad
English:

Yeah, | would say Etsy hands down.
R EE:

ZTCEER, FHEWE Etsy,

(00:57:09) Lenny
English:

And why is that?
FRCERIE:

Rt Ale?



(00:57:10) Nickey Skarstad
English:

| think it's a great place to learn how to be a PM. Data driven, really supportive, product leadership, and a
super fun product to build.

FROCERIR:
FINAIEZF WA PM RGPS, BERRE), FmdSRIFE, MEMNEN~RIFEEE.

(00:57:18) Lenny
English:

Awesome. Love that. What's the current favorite kind of app or piece of software that helps you do your

work better?
RS ERIE:
XiET ., BEFREMNHN. EBMIEFIENNESREEHTA?

(00:57:25) Nickey Skarstad
English:

I'm obsessed with Superhuman, which is a email productivity app, which once you start using it, you
can't not use it. You basically have to use it for the rest of your days. | also am obsessed with Loom, which
is a video recording tool that makes it really easy to share really quick video updates.

AR ERIE:

HAEETF Superhuman, XE— MU ENE, —BEFBAMEARATER, (MTFEFEXRLTFTHAE. B
FIETF Loom, X2—MUAREI TR, HEREAEFHIESHE,

(00:57:41) Lenny
English:

Awesome, great choices. And then outside of work, what's a current favorite app or just piece of software
that you love?

FROCENIR:
RIERIER, BATELIEZS, BRfRRERONARGZTA?

(00:57:47) Nickey Skarstad
English:

Definitely TikTok. Short form video is very fun and entertaining. Can't get enough of it, and have been

creating some myself. So I'm definitely hooked.
FpERIE:
BIE TikTok, EMAFERBEBR K. RAEFR, BOBEEIF—E, HWBELRT.



(00:57:56) Lenny

English:

While we're on that topic, how do people find you on TikTok?
R EE:

BEREIEIX S, KZKEATE TikTok EIREIR?

(00:57:58) Nickey Skarstad

English:

Yeah, it's just my name. It's Nickey Skarstad, and give me a follow.
FEiE:

FEHAYZF Nickey Skarstad, IRiDxE,

(00:58:03) Lenny
English:

I'm a very happy follower. And then I'll link to that in description too. Who's a favorite person that you like
to follow on either Twitter, or Instagram, or even TikTok?

FRCERIR:

HRIMHNBLM L, BESIDEEREEARE, 7 Twitter. Instagram BZE TikTok L, fREEWRXKEWAZR
E?

(00:58:12) Nickey Skarstad
English:

Yeah, so | love, she is a cultural journalist, her name is Anne Helen Petersen. And she's really plugged into
sort of the larger cultural zeitgeist of the time. And | always give people, when people ask me my top
advice for new PMs, it's just to be a consumer. To download new products, to try them out, to use all the
things and try them because | think it actually makes you a better product builder. And follow people that
are not just tech people on Twitter. You are doing yourself a disservice if your entire feed is tech people.
So find people that are plugged into cultural zeitgeist because it helps you also understand the moment
in which you are shipping, and it'll make sure that you're acing your product marketing and your
messaging and you're building the right thing.

RSz ERIE:

RIEEEW—IXKIEZE, 0 Anne Helen Petersen, #had 24 FEUSCILALHER (zeitgeist) IEEBRES.
YA PM EERENE, REEWR: B—ERE, X THEHF~R, 22Hel], XEASHE
8, FAABRINFXEELRR BTN SRS, 7F Twitter EREREIRARBNA, NRIRHEMEETS

BEAAN, BRESHMED. EXIPLERARXAHAEHNA, BAXEEMIBRRART RIS E
=, BRMRH~REENESEERFEN, BERIFENRERNKRAE,

(00:58:53) Lenny



English:

What's her name again?
FRCERIE:

gl AR FRE?

(00:58:54) Nickey Skarstad
English:
Her name is Anne Helen Petersen.
R EiE:

il Anne Helen Petersen.

(00:58:56) Lenny

English:

Anne Helen Petersen. Love it. Okay. And then final question. Who's been your favorite manager?
R EE:

Anne Helen Petersen, X% 7., sE— 0. ERIREREMREIE?

(00:59:01) Nickey Skarstad
English:

Yeah, so | couldn't pick one person here, so don't be mad. But it's actually a lot of women that | worked
for at Etsy. The majority of my entire reporting line the time that | was there was all women, which has
never happened to me again. So shout out to Kruti Patel, who is their current chief product officer, a
woman named Heather Jassy, who ran the community team at Etsy long ago, who was a true delight to
work for. And then Linda Findley, who is now the CEO of Blue Apron, but she was the chief operating
officer at my time at Etsy. And she was my boss for a bit. And she was wonderful.

AR ERIE:

T, BRERE—DA, JES. HLIRHE Etsy TERBIINRZSZMMNS. RERBHNENCRE LXK
BoWREM, XEHRZENRUEEPERELER, FRUERIE CPO Kruti Patel 8, EERALUFITE
Etsy fa 531t X HIFARY Heather Jassy, A TEEARMIR; &EF Linda Findley, #tII7E=ZE Blue Apron Y
CEO, BTEFKFFE Etsy HAEIMZEFIZEE (CO0), tEPE—MEFER, wiIEFBHE,

il]

(00:59:31) Lenny
English:

Amazing. Thank you for sharing all that. And thank you so much for joining me, Nickey, for doing this.
Where can people find you online? And then just generally, how can people that are listening to this be
helpful to you?

AR ERIE:



XIET, HDE. Nickey, IFEBGFRSIMRTIB. RAKAUEMELEIIR? WA (TR LANAEEZI(R?

(00:59:43) Nickey Skarstad
English:

Yeah, so | have newly become obsessed with TikTok, like | said before. I've been creating some fun, little
short form videos. One of my regrets as a long time product builder is it's very time consuming to write
down the stories of building products and to share them. But | found TikTok actually really easy to do
that. So I'm going to try to experiment there a little bit more. So you can follow me, I'm @NickeySkarstad
on TikTok. And then | have a newsletter. | call it Builders. It's nickey.substack.com. Nickey is spelled like
Mickey Mouse, but with an N. N-I-C-K-E-Y, .substack.com. And | publish their occasionally. | need to get it
going again. But again, trying to write down more of the stories of actually being a builder who's been
doing this for a long time. Because a lot of us don't have a lot of time to actually talk about it, but it's
really interesting work and | want to share it more.

AR ERIE:

FEY. [EWIFZANREY, H&RITEKLET TikToke H—EECIE—LEHEBN/NER. FA—BXRTmiGES,
BN—REREE THAIEMESRNNEIFBEFEN, BRLIM TKkTok LXUHELRIEERH. FIURITER
BMILZMEZEE. RAUXKERE, TikTok kS 2E @NickeySkarstad, FHEHB—1EH (newsletter), A
Builders, M1EZE nickey.substack.com, Nickey B9HtE & Mickey Mouse, BFkZE N. HSB/RED) L&
NS, HFILTEIEEKER, ARRA, AR5 TESEN—BKALTENKSE, BRRIMTBREZAEE
EAEIERIEXLE, EXETEENRER, HEESHMIZEE,

(01:00:29) Lenny

English:

Awesome. I'm a follower and a subscriber to both. So highly recommend that.
FRCEIE:

KiET . IR MERFEHITI T, BIUER,

(01:00:29) Nickey Skarstad
English:

[ love it.

S ERE:

XIF 7o

(01:00:33) Lenny

English:

And thank you so much, Nickey.
HRCERIE:

EE RS, Nickeyo



(01:00:34) Nickey Skarstad
English:

Yeah. Thank you, Lenny.

R B

518, Lennys

(01:00:35) Lenny
English:

That was awesome. Thank you for listening. If you enjoy the chat, don't forget to subscribe to the
podcast. You could also learn more at lennyspodcast.com. I'll see you in the next episode.

FRCERIR:

AET . BREARKBIWIR, NRRENXRMEK, S TITHEE. REAILTE lennyspodcast.com T #EE
%, THATWEBL.



