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[00:00:00] Lenny Rachitsky

English:

A lot of companies are trying to measure productivity for their teams.
FRCEIE:

REATEEZREEMIEAKNE T,

[00:00:03] Nicole Forsgren
English:

Most productivity metrics are a lie. If the goal is more lines of code, | can prompt something to write the
longest piece of code ever. It's just too easy to gain that system.

FRCERIR:

REHEFETBEIRS. MRETZEMADITH, HALUEMERIE (prompt) ik Al FHE E&KE
D, SEXMRARNRBEERES 7.

[00:00:12] Lenny Rachitsky
English:

How do | know if my eng team is moving fast enough, if they can move faster, if they're just not

performing as well as they can?
FpERIE:
FZNEFErERI TIZFIPASHER B IBIR? I TIERERREER? HEMINRE RZREKIFHNERIKF?

[00:00:18] Nicole Forsgren
English:

Most teams can move faster. But faster for what? We can ship trash faster every single day. We need
strategy and really smart decisions to know what to ship.

FROCERIR:

ARESHH NG URFTER, BRENT HA? HASREAIUERMI MR, FHNIFEHEEHIEEIRRER
RERIAE FIRIZA T 4o



[00:00:27] Lenny Rachitsky
English:

One of the biggest issues we're going to probably have with Al is learning how much to trust code that it
generates.

FRSCERIE:
XF AL, RIS EIEBNRARZEZ —, MEFSZESAREE LHEEEERMRE,

[00:00:32] Nicole Forsgren
English:

We can't just put in a command and guess something back and accept it. We really need to evaluate it.
Are we seeing hallucinations? What's the reliability? Does it meet the style that we would typically write?

FRCERIR:

EMNAEIERAN—TTS, ZARBRHREEES, RINENEEETHGHE,. BEEELOR
(hallucinations) ? AIEMINE? EERERFTSHITEE LB XAME?

[00:00:42] Lenny Rachitsky

English:

So much of the time is now going to be spent reviewing code versus writing code.
R EIE:

WE, RENNERETEERNE L, MAEHES L.

[00:00:45] Nicole Forsgren
English:

There's some real opportunity there to not just rethink workflows, but rethink how we structure our days
and how we structure our work. Now, we can also make a 45-minute work block useful because getting
into the flow is actually kind of handed off, at least, in part to the machine or the machine can help us get
back into the flow by, reminding us of context and generating diagrams of the system.

FRZERIE:

XHEHPHSEHENINS, NMAUEREETER, &8 UEHRTERNNALR—ROEZNLIEE.
WE, HBATEEALIL 45 DN THEREFEESH, FAEN DR (flow) RKERIEEFR LEREME
B LBa T, HEVSALUBRTRERI LT ERAGEREBEHRINNEIFENCTR,.

[00:01:03] Lenny Rachitsky
English:

What's just one thing that you think an eng team, a product team can do this week, next week to get more

done?



FRSCERIE:
RN TI2A PN = REATE A B S T B o] LU — - B RIS = 2

[00:01:09] Nicole Forsgren
English:
Honestly, | think the best thing you can do-

FRCERIR:
ER, FIANMEMHNRFNERE—

[00:01:12] Lenny Rachitsky
English:

Today, my guest is Nicole Forsgren. With so much talk about how Al is increasing developer productivity,
more and more people are asking, "How do we measure this productivity gain? And are these Al tools
actually helping us or hurting how our developers work?" Nicole has been at the forefront of this space
longer than anyone. She created the most used frameworks for measuring developer experience called
DORA and SPACE. She wrote the most important book in the space called Accelerate and is about to
publish her newest book called Frictionless, which gives you a guide to helping your team move faster
and do more in this emerging Al world. Her core thesis is that Al indeed accelerates coding. But
developers aren't speeding up as much as you think because they still have to deal with broken builds
and unreliable tools and processes, and a bunch of new bottlenecks that are emerging.

(00:02:01):

In our conversation, we chat about her current, best and very specific advice for how to measure
productivity gains from Al, signs that your team could be moving faster, what companies get wrong when
trying to measure engineering productivity, how Al tools are both helping and hurting engineers,
including getting into flow states, her seven-step process for setting up a developer experience team at
your company, how to get buy-in and measure the impact of a team like this and a ton more. This episode
is for anyone looking to improve the performance of their engineering teams. If you enjoy this podcast,
don't forget to subscribe and follow it in your favorite podcasting app or YouTube. It helps tremendously.
Also, to become an annual subscriber of my newsletter, you get a year free of 15 incredible products
including Lovable, Replit, Bolt, n8n, Linear, Superhuman, Descript, Wispr Flow, Gamma, Perplexity, Warp,
Granola, Magic Patterns, Raycast, ChatPRD, and Mobbin. Head on over to lennysnewsletter.com and click
product pass. With that, | bring Nicole Forsgren.

FROCERIR:

SREVERR Nicole Forsgren, FEEXT Al SfAIREFRELE DENTICHRES, HRHSHAER: “FK
A& EXMEFNNREA? XE A TREIRSERBI], E2EREFLENIMESN? 7 Nicole EX
NURBRTERRCER AR A, MEIETHEFAERI] (DevEx) &FEMABIIELR, B DORA F SPACE, i
BEE T ZMEREENZEIE (Accelerate) (ME), HEMRGHARFH (Frictionless) (TEH), ZBAEXD
B Al i RPZEBFIARIFER. MISESRM TIEm. WAZOIERE: AIFRSSINET 43, BFAERN
BEREHLKEMREKRNEABAZ, EAMINLATELERRWEE (broken builds) . AEIFERNTAM
Mg, URk—RFIFEH AR,

(00:02:01):



FEENNNEDR, FNPE T B FIXF NS Al FROEFDIRANRHERENEIN. HANATUBEE
RETR. RAREHETREHNEILHEIR. Al TRARBEEEINIRETREN (EE#FNOTRS) . thiE
NEVBIAREXRBEAN L RIZ. MEREZFHEGERANNTMOEE, AETEHESEAERER
FAIREEMNGHHA. MRFERXMEER, BARTREITEHX T, L, RARNERANEREITH
&, R IREERSTE 15 A B NN~ RN—FEAN. 3FHE lennysnewsletter.com H =& product
passo N, 1EF(IRGE Nicole Forsgrens

[00:03:01] Lenny Rachitsky (Ad)
English:

This episode is brought to you by Mercury. I've been banking with Mercury for years. And honestly, | can't
imagine banking any other way at this point. | switched from Chase and, holy moly, what a difference.
Sending wires, tracking spend, giving people on my team access to move money around is so freaking
easy. Where most traditional banking websites and apps are clunky and hard to use, Mercury is
meticulously designed to be an intuitive and simple experience. And Mercury brings all the ways that you
use money into a single product, including credit cards, invoicing, bill pay, reimbursements for your
teammates, and capital. Whether you're a funded tech startup looking for ways to pay contractors and
earn yield on your idle cash or an agency that needs to invoice customers and keep them current, or an e-
commerce brand that needs to stay on top of cash flow and access capital, Mercury can be tailored to
help your business perform at its highest level. See what over 200,000 entrepreneurs love about Mercury.
Visit mercury.com to apply online in 10 minutes. Mercury is a FinTech, not a bank. Banking services are

provided through Mercury's FDIC-insured partner banks.
R EIE:

AETEHH Mercury 2B, FELEHE Mercury IR1TIRSZEF T, BRI, RMELEERAHMANLIER
17ES, AMABIEIT (Chase) #E|T Mercury, KXW, ZFAKKAT. RKFLCHR. REZH. BNEARR
KRBT IREE R, KSMERBITHMILH App ZIREEMA, M Mercury 3K 0igit, RUETEME
BEEK, Mercury BIMEREESNAEARESE—IRF, SEEHAF. K&, KEXZ. BIRSE
MBEXRS, TICMRERAREHEMNEHARNANERESWENTCIRE, ERFEMEFAARZNNAN, TTHE
FEERNERVEREME, Mercury BEEEFER, BN ESERIET,. EFEBE 20 AR URAFE
& Mercury BB, 1518 mercury.com, 10 Z$¥BEIEJELLERIR. Mercury B—REMBHX AT, MIFERTT. |17
AR5 E8 Mercury B9 FDIC AR AEIRITIR M

[00:04:15] Lenny Rachitsky (Ad)
English:

Here's a puzzle for you. What do OpenAl, Cursor, Perplexity, Vercel, FLAN, and hundreds of other winning
companies have in common? The answer is they're all powered by today's sponsor, WorkOS. If you're
building software for enterprises, you've probably felt the pain of integrating single sign-on, skim, RBAC,
audited logs, and other features required by big customers. WorkOS turns those deal blockers into drop-
in APIs with a modern developer platform built specifically for B2B SaaS. Whether you're a seed-stage
startup trying to land your first enterprise customer or a unicorn expanding globally, WorkOS is the
fastest path to becoming enterprise-ready and unlocking growth. They're essentially Stripe for enterprise
features. Visit workos.com to get started or just hit up their Slack support where they have real engineers
in there, who answer your questions super fast. WorkOS allows you to build like the best with delightful
APIs, comprehensive docs, and a smooth developer experience. Go to workos.com to make your app
enterprise-ready today.



AR ERIE:

AIRE— M OpenAl. Cursor. Perplexity. Vercel. FLAN UK BREMRINMNARNEHAERSR? %
RE: ENEHES KRR WorkOoS Rt 1. MRMREEANEIWHERYE, (ROERZIERERE
(SSO). SCIM. EFmemipnizH] (RBAC). HitAEUNAEF ERMNEMINEENFE=. Work0S :_ﬂ%
77 B2B SaaS MWEMNIMAHAEFE, BXERXZERL T EHEEIEN APl, TR RBEETE— L E
FRMFERG AT, RREESKY KAIRMAE, WorkOS HRiLIRESE “lmsE” sEHHBRIE KNS
RE&IR, 1B EREIRINGER “Stripe” o AR workos.com FFIAER, EBEZBK R MM Slack
¥, BESAEEMNITRMRERZIRAIEE, WorkOS iL{REE@ES AT API. FRISEF RS L E (K
10, BINRRNE—HFME Mo

[00:05:13] Lenny Rachitsky

English:

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

Nicole, JFHRBIFHIREER, WIMREKFEE,

[00:05:16] Nicole Forsgren
English:

Thank you. It's so good to be here.
FRCEIE:

. REMERIIXE,

[00:05:19] Lenny Rachitsky
English:

It's so good to have you back. | was just watching our first episode, which we did two and a half years ago.
| was watching it, and | was both shocked and not shocked that we barely talked about Al. The episode
was called How to Measure and Improve Developer Productivity, and we got to Al barely like an hour in
and we're just like, "Hmm, | wonder what's going to happen with Al and productivity." Does that just blow

your mind?
FREiE:

REfreeRlk. HZNATEERNREFIHNE—F. BEEFE, HERBIRFXAREIRG, EAHE]
LB LFRKE Al, BA—EMNEEE (MRABEMNREFAREE7), HRINEEIR—/NIIBEHES HRIRE
Al, SRRERRS: B, FTEEA SHEFAFEFARE,” XELKBILRESAAIRIN?

[00:05:41] Nicole Forsgren
English:

Yeah. Because it was just hitting the scene, it was the topic of so much conversation, and at the same
time, so many things don't change. So many things are still important, so many things are the same.
Yeah. It's also a little wild that it's been two and a half. Where does time go? Time is a social construct?



AR ERIE:

M. ENEE A ARINFREXA, BANERS, E51EN, REFEHLIENE. REFBERARE,
REEBEEE—F. MEFNIEHIE 2RI BEEER)LT? BEgE R M SEED?

[00:06:01] Lenny Rachitsky
English:

Yeah. Most of our conversation was just questions like, "Well, how might this impact people? How will we
change the way we build product?” It was barely a thing back then. Now, it's the only thing that | imagine
people want to talk about when they talk about engineering productivity. That's where we're going to be
spending a lot of our time focusing on today. The reason I'm excited about this conversation, it feels like
there's been so much money poured into Al tools increasing productivity. The fastest growing companies
in the world are these engineering Al tools. And now, more and more people are just asking this question
of just, "What gains are we getting out of this? How much is this actually helping us be more productive?
How do we become more productive?"

(00:06:39):

You've been at the center of this world for longer than anyone. You've invented so many of the
frameworks that people rely on now. So I'm really excited to have you back to talk about this stuff. | want
to start with just this term DevEx, it's something that comes up a lot in this whole space, and we're going

to hear this term a bunch in this conversation. Can you just explain what is DevEx, this term DevEx?
R EIE:

B, SRNZRMHAIOMERZER: “XAIESIMARMWANT? HMNIMALTHE~RIIFN? 7 AR
EXR/LFABENE. MIE, BBINMBBETREF NN, Al ZH—BHER. XBEHNSRAEBI 6
EEITICNER, RZFAAUNXAMNEREINE, ERANTEEERMARERANIRSEFINAI TAHR, 2IX
BREROATMEXLETIE Al TRAQE, MMRE, ERESHAER: “KIMPRET Halm? XER
TESAREELEBBINRS TES~D? RITZNEREESS~? ”

(00:06:39):

PREX NI RO EFSILIERS A, MRABTIFZANMERBAEL, PR SMIREE[D] KEIEDX
te, FABIEM “DevEX” X/ MEAFIA, XMAEXNUILE LI, FIEETRANEFHEEZRIFE], {REE
fRRR— T 1+ 42 DevEx 13?

[00:07:00] Nicole Forsgren
English:

DevEx is developer experience. And when we think about developer experience, we're really talking about
what it's like to build software, day to day, for a developer. So the friction that they face, the workflows
that they have to go through, any support that they have. It's important because when DevEx is poor,
everything else just isn't going to help. The best processes, the best tools, the best... whatever magic you
have, if the DevEx is bad, everything kind of takes-

AR ERIE:

DevEx si@H A& KT (Developer Experience). HENBEALEEXI LY, KITXICHEHFLEHEWER
HHELRZ, GEMEIGNER. SNERNIER. URMITRENEAXZE. EZRUEE, AN



9N DevEx RIEXE, HMEMARAIMERLIL. TIEMERFIRE. RIFNIE, ERTAHFHNFER, W
RAREFREARLF, —IEHMAITHD.

[00:07:34] Lenny Rachitsky
English:

Within DevEx is productivity, and | think the key insight that you had and other folks in the space of that is
not just productivity, but there's also engineering happiness. We're going to get into a lot of these parts,
but just maybe speak to... there's productivity and there's broader components to engineers being

successful at a company.
AR ERIE:

DevEx 8E4E/ 7, MARIUNAMHZITRHNEMAREHXBERER, EANXFESH, EXFIREMB
ZEK. HNIARNRWXESRD, BRIFRAUTIRE R TEFNZI, TRRMELQEIRFHINIER
L2V RER S

[00:07:51] Nicole Forsgren
English:

Yeah. | love that point because productivity, first of all, is hard to define anyway. But if you're just looking
at output, you can get there in a lot of different ways. But if you're getting there in ways that are high toil
or high friction, then at some point, a developer is going to burn out. Or if it's super high cognitive load, if
it's hard to even think about what you're doing because concentrating on the mechanics of... the
plumbing of something, then you don't have the brain space left to come up with really innovative
solutions and questions. So | love that it's kind of this self-reinforcing loop in terms of, "You do more
work, you do better work." And it's better for people, it's better for the systems, it's better for our
customers.

FRZERIE:

B, HRENX—=, ANEL, EFNEIMREEN. MRMIABZ~Y, RAILEIREAENANE
FB1R. BNRMEEISRENIE (toil) HEEBNHINEEN, BAALAERESIFENE, HEMNR
VKT (cognitive load) #R&, MRIFENLTETREA BB TIEMEUABREZOMES, BAMR
MRBRNERBEESIFOBRAZMEE, PAAFRRERIMERBUOER: “MHSES, (MUSE
9.7 XIAELF, WRAELF, WRINNEFFABELT.

[00:08:34] Lenny Rachitsky
English:

| was going to get to this later, but | want to actually get to this right now, this idea of flow state for
engineers. | was an engineer, actually, early in my career. | went to a school for computer science. | was an
engineer for 10 years. The best part of the job for me was just this flow state you enter when you're coding
and building, and just things feel like so fun. It feels like Al is making that harder in a lot of ways because
there's all these agents you're working with now, there's all this code that's kind of being written for you.
Talk about just the importance of flow state to a developer, happiness, developer productivity, and just
what you've seen Al impacting. How you've seen Al impacting that?

AR ERIE:



RAEFER LB, ERERBIIN XFTIREMB “ORIRE" (flow state) o FEVEEFHAHELZE—
B2IREMW, FRIUBENRZ, 87 10 FTREM. WHEFKR, X5 TIFRENERDMEIRERIBMAZEIEN
AR OARES, BREFEERE. BT AERSAFEILXE[/ERT, ANREMEMZIMEER
(agents) &1F, RENBEANMREEFN. BHRROARSHALE=ZBBNETNNERE, URIFNARE
B9 Al JUEF= T ARME?

[00:09:07] Nicole Forsgren
English:

Well, there are lots of different ways to talk about DevEx. One way to talk about it is kind of three key
things that have components that are important of themselves, and they also kind of reinforce each
other. Flow state is one of them, cognitive load is another, and then feedback loops are another. | think
when you touch on this... Your question about flow state is a really good one, and I'll admit we're just a
few years into this. We're still figuring out what the best flow state and cognitive requirements are for
people in this because, to your point, sometimes we're getting interrupted all the time. You don't just get
in the flow and lock down, and write a whole bunch of code and do the typing of a whole bunch of code
as much anymore. Instead, you're kind of creating a prompt, getting some code back and reviewing the
code, trying to integrate what's happening in the system, and that can really interrupt.

(00:10:02):

At the same time though, it can contribute to flow if... I've seen some senior engineers pull together some
tool chains that are really incredible, where they figured out how to keep the flow going. The fast
feedback loops really, really work well for them. They can kind of assign out different pieces to agents. It
helps them keep in the flow in terms of... Instead of details and line-by-line writing, they're in the flow in
terms of, "What's my goal? What are the pieces that | need to get there? How quickly can | get there? So

then, | can step back and kind of evaluate everything, and then dive back in and fix some pieces."
R EIE:

Wit DevEx BRZM A, HPF—MAXZE=ZIXRER, ENEESHMREE, BEERK: ORRKES. 1A
MAEMRIGER (feedback loops)o KFUFURSHIEAIEEL, HAGARNAHANZMNEILE. i
ERREZMIFE T AMIRENCOTRRSHINANERZ N 40 ENEMMRFTR, BRENSTERITE. R
BEGUBBEFENCR. HX. ARFFREAENNE, Bk, MBELIRETRE, RBAE, ARFER
B, SHBHBSIRRT, XHIRITETFH.

(00:10:02):

EB5ItFRE, EWAILEHOR. NI —EHRTIEMEETIFETAENITARE, i1H%E 7T REORN
F3iE. RERGREFMMUNFEER. TR AENES D ELRENE K. XEHMINEESERR
RO ABYUSTZTRENAT, MELTET “KHNBEFEMHA? RFEMWLAMN? HESRAEEN?
AERIFAIRE—FMERR, BRANEEEERERS.”

[00:10:34] Lenny Rachitsky
English:

Is there anything more you could say about this engineer that figured out this really cool workflow, about
just what that looks like?

FROCERIR:
RFXUBHINEEN TIERNTIREM, (REEZEE—RATS? AEFEHFAaEs?



[00:10:39] Nicole Forsgren

English:

I've spoken with a handful of them, and I've kind of watched them work. | haven't built it myself yet. It's
on my list. They've been able to set up this really incredible workspace and workflow where... Right now,
a lot of us play around with tools and... We'll put in a prompt and we'll get a few lines back or maybe we'll
put in a prompt and we'll get whole programs back. Well, what they can do is they can... Many times I'll
see them say, to help prime it, "This is what | want to build. It needs to have these basic architectural
components. It needs to have this kind of a stack. It needs to follow this general workflow. Help me think
that through," and it'll kind of design it for it. And then for each piece, it'll assign an agent to go work on
each pace in parallel, and then it'll say and upfront, "These need to be able to work together, make sure

it's architected correctly. Make sure we use appropriate APIs and conventions."
(00:11:30):

Then at the end, they can let it run for a few minutes. They can think through something else that's
interesting or they anticipate is going to be hairy, and they come back to something that's probably a
little better than vibe coded. Because they were so systematic about it upfront, they're much closer to
something that looks like production code.

FRCERIR:

HAMEBPLPAWE, MBI LI RECERFEFEL, BERNITRIES L. MiERIIEIMA
RN IE=EMIER. RERMNBZARREEFIR, HARTRAZELTRE, REZLQIEIE
FFo MLIEEMEIE, ATIHHRAL, IR “XEHEHENFRA. EREEXEEMREMANG, FEX
MRk, BEXMERALER. BREBRR.” Al 2EMtigit. ARNTENED, WEDEE—NEEAH
TIfE, HWLGA: “XLERDTEEBNME, WRIEMWER, WBREASIEN API LT

(00:11:30):

&ia, ITAILILEEIT/Lo M. XEREEIMITAUEE A BRI RRFIER. SMHIIEXRN, 7
FMARALLAM “ERESHNE (vibe coded) BUFEE. EAMINTTHITT RAULNML, H=HIKREA
E2ks-Slne g Z ST Gl SR

[00:11:51] Lenny Rachitsky
English:

So what I'm hearing is spending a little time upfront planning, what all these Al engineers are doing,
versus just powering through and just figuring out as you go.

AR ERIE:

FRUAFREIRYE, XE “AI TN SE—RBETAAY, MATEEET. BMints,

[00:12:02] Nicole Forsgren
English:

Yeah.

AR ERIE:

=0



[00:12:02] Lenny Rachitsky
English:

Okay, cool. Let me get to this quite a core question that | think on is a lot of people's minds. A lot of
companies are trying to measure productivity for their teams, "Is this improving our productivity? Is this
hurting our productivity?" So let me just start with this question, how are people doing this wrong

currently when they try to measure their productivity gains with Al?
FRCERIE:

8, KEETo FHTA—TMRZEAROHZOET, REQATDBEZAGEFAANESN: "XBERSTH
MNVEFEN? BRRMETES? 7 BAKLBXNEEA: BRI AERAEE Al HREVEIRAR, B

EEEIREY?

[00:12:23] Nicole Forsgren
English:

I'll say most productivity metrics are a lie. It's really tricky because, historically... Now, look, lines of code

has always been a bad metric, but many folks still use lines of code-
FZERiE:

ERASHEFNETBERS. XIFEERF, BAMBELE &, RB1T#H (LOC) —HEEMELR
BtETR, BRZAMAEERE —

[00:12:37] Lenny Rachitsky
English:
[inaudible 00:12:37].
FCERE:
(IFFE) o

[00:12:37] Nicole Forsgren
English:

... yeah, as some proxy as some proxy for output or productivity or complexity or something. Well, now,
for many of the systems, that they would sometimes whisper and not super talk about that uses lines of
code, it's just blown out of the water because, "What do you mean by lines of code?" If the goal is more
lines of code, | can prompt something to write the longest piece of code ever and add tons of comments.
We know that agents and LLMs tend to be very verbose by definition, and so it's just too easy to gain that
system and then introduce complexity and technical debt into all of the work that you're doing. | will say
there are some things that we can kind of watch and pay attention to because... So lines of code as a
productivity metric isn't great, it's pretty bad. But now, it's kind of more relevant if we can tease out
which code came from people and which code came from Al because now we can answer downstream

questions.

(00:13:40):



"What is the code survivability rate? What is the quality of our code? Is our code being fed back into
trained systems? And for that code that's retraining systems later, especially if we're doing fine-tuning
and local tuning, how much of that is machine generated? What types of loops is that creating, and what
types of patterns or biases might it be inadvertently introducing?" On the one hand, it's not good as a
productivity metric, but it can be useful. I'll even say the same for DORA. | have done DORA metrics, their
speed metrics, their stability metrics. If that's all you're looking at, it's not going to be sufficient anymore
because Al has now changed the way we think about feedback loops. They need to be much faster. Now,
what DORA's meant for, kind of assessing the pipeline overall in terms of speed and stability. Still, that
works. But we can't just blindly apply the existing metrics we've used before because we'll miss super
important phenomenon and changes in the way people work.

FRCERIR:

------ B, BEFAFEH. EFAREFMENEMAEET. FIE, IENTIHSATERBTHERINR
SR, XMEMELYRRUT. AR “NETH HREKREFA? IREFEEZHAET, RTUF
METREILETHE LR KOABHNLEEETR. HMNMEEERFEMARESRE (LLM) EXEHRE
IR, FRUEXMARIREAAES T, XILMITESINERENEAG. BHRER, BLERAIHNTTUNR
FENXE. BANEITHRERNESDERRER, EURBANVEXSBERBEEATH, BEZAISH, ERM
TREAEXT, EAFAI LA TR

(00:13:40):

“RENFERESZLD? BMTHABERENE? FHNABEERRGEIINERETT? HTFREATELE
MNERZIARES FRRRNEMBOANAIAMRE), BSLDRINBERN? XIFEFAFRTER? a5
SEBERSINFAENEXHRIN? * —FAE, EFANEFDERAE, EEEEAN. REZEX DORAt1E
EFHEE. FKEIET DORAIEIR, BUHEREEIFMRBEMNIET. IRIRRAEXE, WEELRET, FN Al

TTHNNRIGEANBEZELR. RIGFERISZ, DORA EFEMNEREMREME S EITGRBAEMKE, XK
REM. BRI EEEERURNER, SUBRMNSEIANTEAXPREZEZMRKRME L.

[00:14:38] Lenny Rachitsky
English:

Interesting. You invented DORA, that was kind of the main framework people used for a long time to
measure productivity. And then there's SPACE, there's Core 4, there's probably others. So what I'm
hearing here is all these are kind of out of date now, where Al is contributing large portions of code.

FROCERIR:

RERE, fRREAT DORA, BMERRK—ERIEEANGEEIHNEEES. FA/FIEH SPACE. Core4, A
REEAEMEY, FRIAIRIAEIRIZE, 7EAI ST T RERBENERT, XEEREE I T,

[00:14:55] Nicole Forsgren

English:

I will say if it is a prescriptive metric, it needs to be used only in the way it was prescribed.
FRZERiE:

2, WREEB—MSEMHIETR (prescriptive metric) , BRSAAZIZIBIEN A NEA,

[00:15:00] Lenny Rachitsky



English:

So
FRSCERIF:
Fr L

[00:15:01] Nicole Forsgren
English:

DORA 4, there are four key metrics. There's two speed metrics, deployment frequency and lead time. So
code commit to code deploy. There's stability metrics, MTTR and change fail rate. If those are used to
assess the speed of the pipeline and the general performance of the pipeline, that's great. If you're trying
to use those to understand... Because implied in that is feedback loops, right, because you used to kind of
get feedback from customers. But we can't just use that blindly now when we're using Al, as an example,
because we have feedback loops much earlier and not even just at the local build and test phase. We
have feedback loops throughout, and even sometimes in the middle of some of the pipeline, that we
really want to leverage in ways that weren't as useful before. | won't say they weren't possible, but we just
didn't really focus there.

(00:15:53):

So those are prescriptive metrics. When we think about SPACE, SPACE is a framework. It doesn't tell you
what metric to use. So I'll say, sometimes people get real frustrated because | didn't tell them what to
measure. But now, | think that's the power of it. We're actually seeing that SPACE applies fairly well in
these new emerging contexts like Al because we still want to look at... SPACE is an acronym. We still want
to look at satisfaction. We still want to look at performance, what's the outcome. We still want to look at
activity. Yes, in some ways, lines of code and number of PRs can be useful for something, or number of
alerts or number of things, activities or counts. Seize communication and collaboration, this is also super
important and useful because it's how our systems communicate with each other, and also how our
people do. "What proportion of work is being offloaded to a chat bot versus talking to a senior engineer
on the team?" More isn't always better and less isn't always better, it depends.

(00:16:50):

And then efficiency and flow, "Can people get in the flow? How much time does it take to do things? What
is the flow like through our system?" Here, | would probably add a couple of dimensions. So chatting with
some of the early authors to say trust. Not to say trust wasn't important before, but now it's very, very
front of mind. Right? Before you build your code, if the compile comes back, you're fine. And that's the
way it is. LLMs are non-deterministic. Right now, we can't just put in a command and guess something
back and accept it. We really need to evaluate it, so, "Are we seeing hallucinations? What's the reliability?
Does it meet the style that we would typically write? And if it doesn't meet, is that fine?" So it depends
on... Prescriptive. You got to make sure you're using it fit for purpose. Right?

AR ERIE:

DORA 4 B iBEHR. M MREER: SBBMERMZAER (lead time, BIMAIBIRRZEIEIZRIATE) .
MIEMER: FHEERE (MTTR) MEERKE, MRXLRTITERKLFEENSAEMERE, BRIT.
BINRMERCNIRER - RAAXEPRE T RGERS, B, Uanfm@EEMNEFRBERSRG. BIE
HIAER ALY, HMNFEEERAXE, AARREFALIGERSZ, EERRBEAMZMMIM Ko
BINEBRNIIZDEHE RIGRES, EERNTERKELNFEME, RINFEULRABAERNA I AXLE
B HARHURBIARAIRE, REHNURNKIEE RBTERR) Lo



(00:15:53):

FrABBLE RS 1184, M HIKATIKIL SPACE BY, ER—MEZR. EAREIRIRAGKEEH AEIF. FIURE
¥, BAMSREER, BAESSEFMMNEERNTA. BH0E, RIAAXERCWHEME. HIALI
SPACE 7£ Al T E R TN AEMEEY, RARIMMNATERXRE - SPACE 2—MES. KINNAREEHRE
(Satisfaction), FEA1EEL (Performance), BIFFHEMA. BITERESD (Activity), W, EFRELERS
H, X378 PRE¥E, NESTEHE. FEMITHEERAN. CRAKREBESHME (Communication and
Collaboration), XIEEEE, AACXFELAZBIUKRASAZEREE, “BEZLIERDIRLTIIR
WA, MABEBEBRENBRNERIREM? ” EHAREREY, LA —E, XEURTFEABER.

(00:16:50):

RERMES LA (Efficiency and Flow), “AfJEEENCTAIE? BEBFESKEE? REFEURKEE RN
m]? ” EXE, HAEIEMLNERE, LN —EF2HRFEENRIRER “EE° . AFRRMUREERE
2, BUACRFERSRE, UafrENRE, RBHFED, BEMLRE. B LLM 2IFREMER. IEHA)
FEIRWA—THL, ZHERMER. RNENFETLE: “BEFEELIR? TEENF? EFERIH
MAEID? NRAFE, KXFRG? 7 FRUAXEURT - e, MBAHRIMNEEARZE “EHHIE" 89

[00:17:38] Lenny Rachitsky
English:

We're going to get to your current thinking on the best way to do this stuff. You have a book coming out
that explains how to do this well, so we're going to get to that. One thing | wanted to highlight in our last
chat that we had, you highlighted that one of the biggest issues we're going to probably have with Al is
trust, understanding and learning how much to trust the code that it generates, and also how much... you
said this, two and a half years ago, that so much of the time is now going to be spent reviewing code
versus writing code. That's exactly what I'm hearing.

FR3CEl

Y
A ESIER B Bl X F A X EENRREE, RENS BAR—AERNAMEEXENEFHS, Hils
KENFD . FAERFE—THRMNELXIRPIREIN: fRiEH Al BIRNREARBA 2z —AER2EE, BNIEEAFS
ZIESZAEE L EECERMNRE, MEMEREFFHITE, REAENNEEEEEERBMARRES A
B, XEERHRMEREIERL.

[00:18:10] Nicole Forsgren

English:

| think it'll be interesting to see how that impacts the way we structure work moving forward. We were
talking about flow state and cognitive load. Now that our attention has to focus on things at certain times

and it's broken up from how we used to do it, | think there's some real opportunity there to, not just

rethink workflows, but rethink how we structure our days and how we structure our work.
R EIE:

FOANMEXRF MR VRRH TEEMZREB 0N K2 T ORRSTIA . BEATAEE
BENUTERENBERERESE L, MAXMERLASUERRE, FIAAXNNEEREZ TIERRI
=, EREFRBRZHNMARAE—RMITFEWEIZ.

[00:18:31] Lenny Rachitsky



English:

Can you say more about that? Just what is that? What are you thinking will be happening? Where do you
think things go? What are you seeing working?

FRSCERIE:
REEZIRRIT? BEARRIEHA? MRIANEREMA? EFEPEHLAARARE? (REIWMLEHESEUMN?

[00:18:37] Nicole Forsgren
English:

This is purely speculative. But for example, Gloria Mark has done some really good work on attention and
deep work, and humans can get about four hours of good deep work a day. That's about it.

FROCERIR:

XAREN. B4, Gloria Mark FEEERAMRELEAEM T —LIFEFHAR, ARBRALREHITET
NERERERELE UM,

[00:18:52] Lenny Rachitsky
English:

Yeah,. | feel that.

R EIE:

=0, BRERE.

[00:18:54] Nicole Forsgren
English:

That's kind of the upper limit-ish for the most part, and I'm sure people are going to be like, "Well, | am

superhuman and | can do-
FRCERE:
XEREFRAZSHANLIR, REEEEARN: “BEREBMRG, HaIUM—

[00:18:59] Lenny Rachitsky
English:

What if you take 20 grams of creatine?
FRCEIE:

AREZNZ 20 SEAERIE?

[00:19:01] Nicole Forsgren

English:



Right. What if we microdose?
FEiE:
3f, HEMEMAZ (microdose) IE?

[00:19:02] Lenny Rachitsky
English:
Yeah, exact;y.

FRCERIR:

Ao

[00:19:06] Nicole Forsgren
English:

Yeah. So in the context of knowing we have about four hours of good deep work... I'm sure many of us
have probably hit this, right? We have good periods. Maybe it's morning, maybe it's afternoon for folks.
And then you hit a time where you're like, "I'm going to clean up my inbox because that is all | can do
right now. | can be functional, but I'm not going to come up with my best innovative, problem solving,
authoring, code writing work." A lot of times, the way to do that and to get into it is to have these long
chunks to get into flow and to get that deep work. Usually, I'm [inaudible 00:19:43] two hours-ish. An hour
can be tricky because it could take time to get into that state. Okay. Well, when we think about what it
used to be like, back in the old days, three years ago, three and a half years ago, we could block off four
hours of time and we could probably get two or three hours of really good work done. Because we were

just focused, right? There were no interruptions, minimal interruptions.
(00:20:05):

Now, the nature of writing code and systems itself is interrupt driven or full of interruptions, at least,
because you start something and then it interjects. So how do we think about that? Does that mean that a
four-hour word block is still useful? Probably. But does that mean that now we can also make a 45-minute
work block useful? Because getting into the flow is actually kind of handed off, at least, in part to the
machine or the machine can help us get back into the flow by reminding us of context and generating
diagrams of the system and all the things. So | think that's a really, really interesting area that's just ripe
for questions and opportunity. And please, folks, do this research and come back to me because... It
might not make my list, but it's such a great question.

AR ERIE:

Bl FrUBEAMERINANIBEWNINERERETLIEE - FBERNREATLEZHI, WIB? )
BEEMEE, AJRLT, BARETF. ARMIF—1 R, BF. “BREXFERHERET, BARRER
RETFXMe FLRELERIEAINEE, ERTEZHITRENCIF. ARAE. IFHENE.” REME, HENXM
RSN G EARRB KR ERHENCR. BERFEMNNELR, —NHEARERE, BAENKSEEN
8o ¥, EE=FaI. ZFa1+H “IBIE , FATETURIEINE, KEFESTRM=/\IEEREI(E.
RNENREE, WIB? BT, HEFHRD,

(00:20:05):

WE, WERBMNRASARSHIERTN T PETREIR, HEZDTHT P, RAMRRIFRHES, Al ik
KT BENNZELER? XREERELNRBTERNAERA? AEA. EXEEEREMEINEA U



ik 45 DHNTERERFESH? FARNCRIISIZRIR LB RL TS, HEVSEALUEIRE T3
EMARFEREF SN BAVREREIRTS. FAIUAFIAAXE—TIFEEEIGE, 7R 7 RENNZ. BFX
REMXAENARHSIFRER, AAXBALHZOE, BHEEENFIEE.

[00:20:52] Lenny Rachitsky
English:

That is so interesting. Essentially, every engineer is turning into an EM, engineering manager,
coordinating all of these junior Al engineers. So your point is even if you have a 30-hour block, you can get
deep into code, but you can unblock all these Al engineers that are running off doing tasks. Plus, your
point is they remind you of just like, "Here's where you left off. Okay. You can just jump into this code,
maybe make some tweaks."

FRCERIR:

XXERET. &’RLE, 8 MITERMPETH—RITEZIE (EM), hEREXLNSR Al T2, FrAREIXL
R, BMEMRRA 30 DBIETER, RERTLURANNED, SHEEX ‘B BEEERITESERETHAT
2o Lok, MBMKRRBENZRER: “XZMNAFETES. &F, METUERBEXERNE, HEHN
"

[00:21:17] Nicole Forsgren
English:

Yeah.

FRCERE:

=0

[00:21:18] Lenny Rachitsky
English:
So interesting. Let me zoom out a little bit and... Before we get into your framework for how to approach

developer experience, the latest thinking you've got, beyond just obviously engineers doing more is
great, what's your best pitch for why companies should really, really focus on developer experience?

AR ERIE:

RE®, EHRBEHALE— R ERNTRARITRX TR 2 E RRERMEMERAZE, RT “T
ZIMEEMEZERARE 25, MIANNRBAFAZREERNARERRE? RRFIEREHA?

[00:21:37] Nicole Forsgren
English:

| hate to say return of investment, but the business value is... the opportunity here is huge. In general, we
write software for fun and for hobbies, but we also have software because it meets a business need. It
helps us with market share, it helps us attract and retain customers, it helps us do all of these things. And
| think DevEx is important because it enables all of that software creation, it enables all of that problem
solving. It enables the super rapid experimentation with customers that... Before, you'd need a while for a



prototype and maybe a little bit longer to actually flight it through an A/B test on a production system.

You can do it in hours, right now.
R EIE:

HARRKRARRE (RO, EEHLNE - XENNZEREARN. BERNERERNT FBNELY, B
BIMNAERGHEERERAANEHETBULER. eBHHRNRESHHHEH, BHHRNKRIMBEEZF. FIAA
DevEx REE, FANEMEETFAENRHELIEMBAAMAR, LM T SEFIBRESLR, LE, MEBRRK
BHEf— P RE, BREKNEEES RS LT A/BIMR, MIE, REJUE/VNSRTER.

[00:22:21] Lenny Rachitsky
English:

Maybe the opposite end of the spectrum, getting very tactical, before we get into the larger framework,
what's just one thing that you think an eng team, a product team can do this week, next week to help

their developer experience maybe get more done?
FRCERIE:

WIFRNTAT MBS —MRIRIKRE, RREREEH. EHNKERZH, RINATEESEmEAEERRZHT
BRI — 4, KeEFLEREH IR ES TIF?

[00:22:35] Nicole Forsgren
English:

Honestly, | think the best thing you can do is go talk to people and listen. | love that the audience of this
podcast is primarily PMs because they tend to be really good at this. And | would say start with listening
and not with tools and automation. So many times companies are like, "Well, I'm just going to build this
tool," or, "I'm going to build this thing." Often you build a thing that you yourself have had a challenge
with or that is easy to do, easy to automate. And if you just go talk to people and ask the developers like,
"Think of yesterday, what did you do yesterday? Walk me through it. What were the points that were just
delightful? What were the points that were really difficult? Where did you get frustrated? Where did you
get slowed down? Where was there friction?" If you go talk to a handful of people, a lot of times, you can
surface a handful of things that are relatively low lift and still have impact or you can identify a process
that's unnecessarily complex and slow.

FRCERIR:

LW, RNAMEMHNEFNERREEZMAMNR KA. HRERXXMEENIAREERTmEE

(PM), EAMITEERERKX D, HAR, EMERFSE, MARMIEMBMEFIR. REME, AR
B R, HBRXANTAR” HE “REMXNAA . BREMMHZMECBEIRENAR, HERSR
2. B EHEHNERAE, BNRREMFALEDE, =] “BEEX, MEERESMT HA? FHRI—
Eo MPLEMTILIRRESRINGG? WMERTIEFERME? REMEREVER? MEILIRET TR? WMEFER? ~
NRIRENIL AT, BEELXM—ERFENRREZMRANERS, HEMERIE—TTCEAER
GRE P =N

[00:23:36] Lenny Rachitsky

English:



So the listening to, | hear, almost is you want to help your teams move faster and be happier eng teams.
Your advice is just, "Before you do anything, just go ask them what is bothering you."

AR ERIE:

FRUFKIREIRYZE, MRMFBLERSER. EREK, MEEBNME: “EMERSEZA, SEREEFA
ERLEMI "

[00:23:46] Nicole Forsgren
English:

Go ask them, yeah. And trust me, most developers are going to be more than happy to tell you what's
broken and what's bad. I'll say, there was one company that | had worked with. | remember they had a
process that was really difficult and it was on an old mainframe system, and they were going to have to
replat the whole thing and so they never went to work on it or talk about it. Everyone hated it because it
was this huge delay. | mean, all they had to do was change a process. Sometimes all you have to do is
change a process. And they changed it so that instead of... | think someone had to print it out and walk it
down three or four flights, and they get approval. And then someone else had to walk it back up, and so it
was just that interim. They didn't replat anything. They didn't redesign anything major. They just sent an
email.

AR ERIE:

ElEfthf], K. BERK, RSBAREZFERESFEPERT . MEFRF, RESEI—RQF, ]
B EREMAORIE, BREBNARENAKS L. NEUANGREN (replat) BNRYE, FU—EREN
Eo STAEBWRE, HBAECERT EANER, HX, tiIRFEREZE—MAE. ARRIEERNZRE.
IR 7 miE, UATRE AQTUTENR, E F=ZNE#EZEH, AERBEAELK. WIIEEREARK
7, RAEMERNEREMRT, REBAT ZERT,

[00:24:31] Lenny Rachitsky
English:

Let me push on that and... I'm curious just what are the most common things people do. If you're just
starting on, "Okay, we need to focus on engineering experience," what do you find are the most... two or
three most common improvements companies need to make?

FRCERIR:

BRI —TF - HRBMEAMIREMHOEBR M 4. WRIFNIFHEE: “9F, RIOFEXTIRAEALE ,
MEMABRFEMNR="RENNOHZRHA?

[00:24:45] Nicole Forsgren
English:

I'll say, I'll kind of echo that process, there's almost always a process that can be improved and that can
be improved without a lot of engineering lift or a lot of engineering headcount. Most large companies, in
particular, have something that is several, several steps. It's the way it is because it's the way it is, but
that's no longer the way it is. And even small companies sometimes is just a little too YOLO, and you don't
know what it is and you're kind of chasing everyone around. So if you can create a very lightweight



process, that can also be helpful. That can be one of the best places to start, especially if you have limited
exposure to the whole rest of the org. Sometimes just a team process can help.

(00:25:28):

| will say from a business leader's standpoint, a lot of what you can do is provide structure and support
for this organizational change. Communicate what you're doing, communicate what the priorities are,
communicate why this is important, to celebrate wins. Because if folks try to do this, just like a one-off
side fully-isolated project, it's really challenging to get some good momentum, to get people to care, and
to get them stay involved. Because it feels like it's just another internal project that isn't going to matter
or thatisn't going to get celebrated, but it has these huge upside potential returns for the business.

FpsCERiE:

BENNARIN “RE . JIFEERE—NRESATUSHYN, MEHERTERAKRENITRENERA
Ho FRBAZEHARE, BEE—LEUDNFEF/INTR. ENZFUGFEEREN “—HLER#MEXE" , #
MEBRET, BENATENBAMEYE (YOLO) 7, FERERKR, REEFEE AR, FILL, WMRIREE
SIE— N ERRERNRE, BEBREER. XB—MEEFNIUIAR, 3SR BNMENHEMES T
FREIREY, B E—MEIAREBBRIZR B /ER.

(00:25:28):

MU SNSENRERE, FEMNEZEERNXMARTRIRMEEMNZF., WRFEEMNERS, /A8
Rk, HWBATAXREE, HERGKF. AANRAMNRZEBESE—NMNZIN—RERITE, RERE
RIFMHE L, RMEILAMNXOHTFESS, ANEREMBEN—INEXEE. FEBREZNARHE, BXFR
eI SEERNEBERR,

[00:26:10] Lenny Rachitsky
English:

It's interesting, what I'm hearing here is nothing about tools or technologies. It's not like move to this
cloud, it's not like install this new deployment system, it's processes and people and org and morale.

FRCERIR:

RERR, RAXERINTE2RAEXTIAIKANART. FA2H% “IBIXI TR , BFE “REXT
MEMERSG , MEAE. AL AAMES

[00:26:24] Nicole Forsgren
English:

Yeah. Now, there will be technical pieces that are very important, especially now with Al, where we're
rethinking how build and test systems work. We're rethinking feedback to users so that it's very, very
customized in terms of what is shared and when it is shared. There are a lot of technical pieces that are
involved, but that's not the only thing. It's necessary but not sufficient, and that doesn't have to be the
place that you start.

FROCERIR:

M. HA, RANDHLIFBEEE, FHHIERMEE T Al, BRIMNEEERMBEMEMNLRFNITIES. )
EEEMRELAPNRG, FEEDZABNINLIFEEH K. XIRRSEATT, EIRFEH—NE
B RARBER, EFRERAIH, MAER—ERIRAER.



[00:26:50] Lenny Rachitsky
English:

I have a hard question | want to ask you that | thought of as you were talking. | feel like this is the question
that most founders and heads think about. And the question is just like, how do | know if my eng team is
moving fast enough, if they can move faster, if they're just not performing as well as they can? What are
just maybe smells, signs that tell you, "Yeah, my team should be moving faster," versus, "This is just the
way it works. This is as fast as they can move"?

AR ERIE:

EARBIERS, FAE T —MREREEREIR, REFIXBAZHNBAMATASIBENEE: HEA
BRI TREFEPACHEREBR? MITEEFEER? REMNNEERBRERFLHNERIKE? GHL “FK”
(smells) HTRESZIFIMR “BH, HHERNIZBEF/ER" , MAR “XMBEMEELN, XMEMIT6E
REINRREE" ?

[00:27:16] Nicole Forsgren
English:

Most teams can move faster, right? Also, given what we know about cognitive load, not all speed gains are
necessarily good. Or the upside is going to be kind of limited once you hit kind of a certain point, and
most people are not even near that point. | don't know a single team, frankly. But how do you know? You
know if you're always hearing about bills breaking, flaky tests, overly long processes, if you have to
request a new system or if you need to provision a new environment, or if it's really, really hard to switch
tasks or switch projects. So if someone has an opportunity to go work in another part of an org and they
don't for reasons that are unclear, and not political, and anyone says anything about the system, that's

usually a pretty good smell that there's friction somewhere.
(00:28:20):

Because once you finally figure out your system and you're able to get work done, the switching costs can
often be really, really high to go anywhere else. So sometimes people will do that. But I've worked with
companies where switching orgs within the company, you had to basically pay the same tax as a new hire
because the systems were so different and they were so full of friction, and it was so difficult to do so
many things.

FROCERIR:

ARZHHE NG RS ER, WIE? ks, ZERBFNMIPANNARNT#E, HIFFMENRERABETE. N
E-BRIRE R, WamaTBER, EXSHRARERLIRARITR. BER, REKILIXEFRIE.
BIREAMER? MRMEZMEWERK. FRERMIR (flaky tests) . FKEVAIZ; WRIRBAFITH R
SNECEMMRIEEMN; NEMRIESHIBFEEE, WREABNZEZHRNSZ—1EIE, B
EA—ERREHBFEEHNRANRE, REETANRAERS, XBEE—TRENTR, HEARLERE
E1Zo

(00:28:20):

EA—BMREATRBEETBCHNRGHEFRIE, ZHMMMGHRKRAETIFES. FIUERANZER
BT, BRAMI—LEQE, ARERMIFREN], MELALEGMRIANR—BFERR—E W , AR
MEFRAKN, 7THTER, WRESFHEHRERE,

[00:28:49] Lenny Rachitsky



English:

| love the first part of your answer especially, which is you can always move faster. | think every founder is
going to love hearing that. To your point though, there's diminishing returns over time?

FRZERIE:

BRI ERMEENE -, B REERSER" . ZRBESTLIBABZERAXAIE, NI EMIRER
W, BEEREIERS, BB EER?

[00:28:58] Nicole Forsgren
English:

Yeah. And you don't know about the quality, right? So | think that's the other side is that you can always
move faster, but faster for what? Are we making the right business decisions? And | think that's especially
where PMs come in. We can ship trash faster every single day. We need strategy and really smart decisions
to know what to ship, what to experiment with, what features we want to do in what order and what
rollout. The strategy is the core piece, and then think about speeding that up. If we don't have the other
pieces in place, | mean, garbage in, garbage out.

FRCERIR:

B, MERAFERENME, MIE? FAlS—EZ, MEEEREFER, BREANTHA? HMNEEMETE
A IRER? FINNXIER PM KIZ(ERRIM TG, FIAIUSXRERMIZ MR, RINFELEMNIFEIEA
HURRKMER Mt A, KA A. U AIRFFLINEURMNM LR, SEEZ0, AEBEEME. MR
HMHTLEIL, a2 ik, bk o

[00:29:30] Lenny Rachitsky
English:

| want to follow that thread, but before | do that, just to mirror back what you shared. So signs that your
team... There's a lot of low-hanging fruit to improve the productivity of your team as builds are always
breaking. There's flaky tests are constantly incorrect, false positives. It's hard to context switch between
different projects. You just hear people talking about the system, it's just really hard to work with. Is that
roughly right?

FRZERIE:

FRBLXMER, BEBZH, RER—THRIENAT. AL, MRWRSZRM. FRERNIHFER
& AR ER ETFREME. HEMRIRBIANMRSRARRER, BARSHANEFTRERS “RE
BIRK” o RELEXFEG?

[00:29:52] Nicole Forsgren
English:

Yeah.

FCERE:

108



[00:29:53] Lenny Rachitsky
English:

Cool, okay. So going back to the point you just made, there's a sense that Al is making teams so much
faster because it's writing all this code for them. You're going to have all these asynchronous agents,
engineers working for you. It feels like a core part of your message is that's just a one part of engineering
work and there's so much more, including figuring out what to build... an alignment internally. Maybe
just speak to just... There is a lot of opportunity to improve engineering performance productivity, but
there's so many other elements that are not improved through AI?

AR ERIE:

9F. BIZURMIATRZIBIMR: AT AILLFAERT RS, RAEHEMNSE THRENE, (F2BEREXER
TEeER. TRRMAMIIE. BEMOZOEERE, BREIEIEN—&D, TERSHMER, GEFEFE
RBEMEMA. RENTFTHF. WIFMRAILKE - BABRSESIESGHNESHHNE, EEERSHM
TLERE Al TIAE#AY?

[00:30:22] Nicole Forsgren
English:

Yes. Or could be in the future, right?
R EIE:

. WERKAReRDUHE, IIE?

[00:30:25] Lenny Rachitsky
English:
Mm-hmm.

FROCERIR:

3]

g[Ye}

[00:30:26] Nicole Forsgren
English:

I think there are a lot of ways that we can pullin Al tools to help us refine our strategy, refine our message,
think about the experimentation methods or targets of experimentation, or think about our total
addressable market, but we need to have that strategy and plan fairly well aligned or at least have two or
three alternatives that you want to test. Because now, the engineering can go, or at least the prototyping
especially, much, much faster. We can throw out prototypes. We can run any tests and experiments that
are customer facing, assuming that we have the infrastructure in place, which allows us to learn and
progress much faster before. In some places, it used to take months to get something through production
to do A/B testing and get feedback. We can do this in a day or two, definitely under a week. But we want
to make sure that we're building and testing the right things, "Are we partnering with the right... Do we
have the data that we need?"

(00:31:24):



And | will say Al can actually be a pretty good partner there if you have a good conversation with it, and
then also check with you experts, "What type of data should | be looking at? What type of instrumentation
do | need? What type of analysis can | do?" Because then, you can also go to your data science team and
say, "I'm planning on doing this. I'd like to..." Let's not just YOLO A/B tests because that can be... It's a
shame to do a large test and end up disrupting users or disrupting customers, or breaking privacy or
security protocols and also end up with data that's unusable because you just can't get the signal that
you're looking for. But now, I'm also seeing people kind of accelerate that into a few days versus a few
weeks. So they can start those key stakeholder discussions from a much more informed kind of filled out
space.

AR ERIE:

FIANNBRZFEALUSINAI TEXREHRTELE. TEES. BEXREFZEHEF, HEDBZHNND
AFuHE (TAM) . BEMNFRILEENITLIELS -8, HEZVER=MMANLN&EES R, FAIRE,
Tk (FBiRREIRH) AURESZ. RMTATUREEREE, BTEMEREFRMENRE (RIgEIR
FEEIND) , KiLFNTFIMHALRELLURIRIG S, EREMS, UFDETEFHFRHEIT A/B MIRH RIS R IR
FELTA, RE—RRMERE, BERE—F. BERNEBRBATEEZINHNZ2ERRA, “Hil2
BEEBRNUHFEE? BRINBERENEIELD? 7

(00:31:24):

=Wt Al TEX S EH SR A ARIFRI A, MRIREMEHITRIFHIMNIE, ARBERER: “RNZEMT

AKBNEIE? REEHAEMNES (instrumentation) ? FAT LIRS 7? 7 ARIRERT AL IRBVEIE
MZEERR: R, B HNAER 2R A/B IR, EABAES - H— KRN
HERNFHTAP. WA TRAXREMN, REFINBEEFTA, BARKFEEENES, IBAH
BT, BIE, RUBEIAMTEXNIENLBZEREER T LR Eit, irUEERSNESXF THGS
KEF mAEXERITIE

[00:32:17] Lenny Rachitsky (Ad)
English:

Today's episode is brought to you by Coda. | personally use Coda every single day to manage my podcast
and also to manage my community. It's where | put the questions that | plan to ask every guest that's
coming on the podcast, it's where | put my community resources, it's how | manage my workflows. Here's
how Coda can help you. Imagine starting a project at work and your vision is clear, you know exactly
who's what and where to find the data that you need to do your part. In fact, you don't have to waste time
searching for anything because everything your team needs from project trackers and OKRs, the
documents and spreadsheets lives in one tab all in Coda. With Coda's collaborative all-in-one workspace,
you get the flexibility of docs, the structure of spreadsheets, the power of applications, and the
intelligence of Al all in one easy-to-organize tab. Like | mentioned earlier, | use Coda every single day. And
more than 50,000 teams trust Coda to keep them more aligned and focused. If you're a startup team
looking to increase alignment and agility, Coda can help you move from planning to execution in record
time. To try it for yourself, go to coda.io/lenny today and get six months free of the team plan for startups.

AR ERIE:

SRETIEMH Coda BB, HMAESXREER Coda REBERMBEM LK, FILITHRES(ZRERRBMREAR
B, BHXFFREPRE, AEREEZNIIER. Coda BXHEEIN: BRBEARAFE—IIE, B
A, RBIREER SR A, UREMERILIREIRFENGE. FXE, (FARERANEIHREMK
7, ENBANFEN—T)— MIE RER2ZF OKR B MR —&#EFE Coda I—MrERE, @
Coda FUtMENERET(F=iE), RAJLATE— M5 TAERMMENRREENREN. RENENL. NARFR
BEI AR Al B9 e, TN ZATREIRY, FHEXEA Coda, i 5 5 1MEPAE(E Coda, BERFEFNTNE



Fo MNRMMBIKIESHTTEMSIEEAFEIERA, Coda B UAEEENMRELIL RIS EIRMITRIEBERIT. Hi
coda.io/lenny BNA] 2 Z23X15 6 1> B BRI EIEIPA TR0

[00:33:33] Lenny Rachitsky
English:

I love that you work with a bunch of different companies and a bunch of different types of businesses. |
think very few people get to see inside a lot of different places. What kind of gains are you just seeing in
terms of increased productivity with AlI? How big of a gain have you seen?

AR ERIE:

BRREMMPEXAZFRABDMARLSFRKESGEX—R. FERDAAEBEXAZSFARATNAERIE R,
KT AIHERBEFTREFA, FMRET Hanilm? MIER=mEZK?

[00:33:49] Nicole Forsgren
English:

I'd say it's real, and | would also say we don't have great measures for it yet. We're still trying to figure out
what to measure and what that looks like. One of the best is going to be velocity, all the way through the
system, how quickly can you get a feature or a product or something through the system so that you can
then experiment a test, either from idea to final end or even kind of a feature and a piece through the
system so we can test. That's really good. Now, that's also hard to tie back directly to a particular Al tool
in the hands of a particular developer. But there are some other things that we can look at and we can
see, and that I've seen is, again, this kind of rapid prototyping.

(00:34:36):

| hate lines of code, but I'm going to use the lines of code. We do see... | know | worked with some folks
who had kind of a whole set of companies they were looking at, and they found that Al was generating
significantly more code for the people who were using it regularly. But then, they also found that for folks
who were regular users of Al coding environments, Al ADEs, the tool kind of gave them more code. And
then the engineers themselves, the increase was double what the coding agent had given them. So one,
I'd say, probably it's kind of a secondary or knock on or just a smell is it can unblock you. It can speed up
the work that you would already do. | know sometimes when | work, the first few minutes, it's hard for me
to start. But once | get started, I'm there. So they're really good at unblocking and unlocking that.

FROCERIR:

HEWXMREAZERDN, EREERBINENEREREFNEENE, RIMNERRZGEHAUNEERRE
REMTAEN, HPRIFNIEITZ —R2RREE (velocity) | fREEZRMLL— P InREH MBI RS, U
EHITRENR? TEBMNEERIRAER, ERMNNE— TR R. XIEEF. A, XWREERITT
FENAREFFHRERNMTE Al TR, BRIIEATUERM—LERA, REINZE, BRGRE, XMRERE
&ito

(00:34:36):

HITRABEITE, BERERERECEN, HNHEER - RAERSEIN—LEARRT—AHQT, i1k
WM FEEER AIBA, AlERABEESZEM. EREEMITELRR, T Al KEIFE (AlIDES) BE
%, TRAETHMNESZAE, MIRMESRSHRBIEERAR Al BREFRALMIINME. FILL, HiIAAXA
RER—MREMN TR : TREFEM & . CRMERMRARMEMEIIIE. RAEFNHIEN, X159
WRMEFIR. E—BEHFE, HMHENRSEST . Al FEERITREIMERHFBIF.



[00:35:32] Lenny Rachitsky
English:

Something I've seen people on Twitter sharing is how good OpenAl Codex, especially, is at finding really
gnarly bugs. And | think it was Karpathy that shared it. He was so stuck on a bug and, no Al tool could
figure it out. And then the latest version of Codex spent an hour or something, looking into it, and found it

for him.
FhSCERIE:

T Twitter EBEIANISDE, LHR OpenAl Codex TE FIRBLIFEFHFM bug FEERIMEE, RERE
Karpathy Z89, ig— bug BET, &REEM Al TEERR, ARERFRZAH Codex BT —NNRAS
RN, FHAIRET AR,

[00:35:51] Nicole Forsgren
English:

Yeah. I'm hearing incredible things like that, right? Well, and even also writing unit tests and spinning up
unit tests, and creating documentation and cleaning up documentation because | know now people are
like, "Oh. Well, we have agents. | don't need to read the docs because there's the code there." It turns out,
agents rely on good data because it's all about how they've been trained or how they've been grounded.
And better data gives you better outcomes, and some of that data includes documentation and
comments. The better documentation and the better comments you have, the better performance you're
going to get out of your Al tools.

FRZERIE:

8. HRBRATRZEXMATRNNER. EEXBERFSRETNIR. REERBTUR. SIBNFEX
Ho RARMEMEAMIZNR: B, BEAETEEE, RAFERXET, RARBMERR)L." FKIUEHA,
BT RENHE, AAXXFENBNERINAEK “HE” (grounded) B, BIFRIHIESHRE
VAR, MXEBIEPIMEESETLER, RESEMIERLF, RM Al TRPIRGHIIEREMBILT

[00:36:29] Lenny Rachitsky
English:

And Al can help you write that documentation. I've been working with Devin a little bit, and it's really
good at that stuff.

AR ERIE:
A AR E] AEBRE AR Y, HRIAIR T —F Devin, EEXEAEIFEHE,

[00:36:34] Nicole Forsgren
English:

Yeah.

FCERE:

=0



[00:36:36] Lenny Rachitsky
English:

Okay. Let's talk about this framework, this book. So you're publishing a book called Frictionless, which
sounds like a dream, "How do you create a dev team that's frictionless?" It's called Frictionless: 7 Steps to
Remove Barriers, Unlock Value, and Outpace Your Competition in the Age of Al. There's a seven-step
process to this. Walk us through this and maybe give us just context on this book, who it's meant for, what
problem it solves, and then the seven steps.

FRCERIR:

9Fo ILERATEMENX MERMX A, RELR—ZAY (Frictionless) (TEE) BB, XITERGNIEZHE, “U
AEIZ— N EERNALEAN? * 282 (TEE: £ A BUERER. #3iNEHEBERSENFNTAY
B XBEHE—TETRE BHENTE-T, HANME-—TXEBENER: SBAMEN, BRT AR,
URBBEN T BRZ T 4o

[00:37:00] Nicole Forsgren
English:

I will say, | also wrote this with Abi Noda who has just... of DX. He has incredible experience in the space.
He's worked with hundreds of companies and so it was kind of nice bouncing ideas off of him. Also,
thanks to all of the engineering leads and DevEx leads, and CTOs, and engineers that we talked to to
make sure that our smells were right. So who is this book for-

AR ERIE:

RN, XABZIAM Abi Noda 5FBY, 1 DXEIEIIEA. MEXNITABRANEZLE, BESHERQEE
B, FRUFMMIIRIEIEEF, FEHERRRITARINAEIIZEE. DevEx TE. CTOMIEIM, #R
BRI ‘R 2EHR, BA, XEBEHIEEN

[00:37:26] Lenny Rachitsky
English:

Let me take a tangent on Abi, and DX, since you mentioned him. This is super interesting, and | think it
connects so directly with this conversation. Abi started this company called DX, which is such a great
name for a company around developer experience. They just sold the company for a billion dollars to
Atlassian. It's a very high multiple on their ARR. It, to me, shows exactly why this conversation is so
valuable, just how much value companies are putting into improving developer experience. Atlassian
would spend a billion dollars on this. It's an early stage-ish startup. It was doing really well and people
loved it, but it was like early stage-ish, a billion dollars. And the idea is they have all these companies
working using Jira and all their products. They're all trying to figure out how do we measure productivity.
It's worth a lot of money to them. And | know you were an early advisor to them too, so-

AR ERIE:

BRARIZE)T Abi F1 DX, iLFHE—A). XIFEAE, MEAFIANESXRMNIEEZMEX. Abi 73T XM DX
AT, NF—RESALXEGRHATRGR, XFFEREFNET. tIIRNINIL 10 ZETHNBREARRET
Atlassian, X FIINFEZEEWAN (ARR), XB2—NMEESHER. WEFH, XIARIRATAFTAX
RIFEOMENE, HAT RABREREFLREFRL LERANT ZDMNE. Atlassian REALILTE 10 2%, X2
—ROTRHNERNDEIQAE, BEARNRFEARREE, B 101ZETHEIRA. HZIERZ, Atlassian BX



LS ATFFEERA Jira M1~ m, XEATNHEREFERBNAGEES 1. XMMITRIRIEREER. A
Efrt 2 B FEREIR), Frld—

[00:38:15] Nicole Forsgren
English:

Yeah. Well, | think it also shows us how much value you can get out of this. There's so much low-hanging
fruit, there's so much unlocked potential, and it's hard to know where to start a lot of times even in... I've
been at large companies that have a lot of expertise and a lot of really, really smart people. But if you
haven't kind of been in this space and thinking about it this way, it's hard to know where to start or it's
easy to make simple mistakes up front that mean you kind of need to start over later. So | guess it also
brings us back to, "Who is this book for?" It's for anyone that cares about DevEx, so definitely technology
leaders, anyone who's trying to kick off a DevEx program, or is working on a DevEx DevEx improvement
program. | think it's particularly relevant for PMs because if you're PMing something that involves
software building and creating software, improving DevEx will only help your team. And also, you have
key skills and insights and instincts that are so important to DevEx that many times, | will say, I've seen

engineering teams just miss.
FRCERIR:

. HUNAXEEBENERTIREMNFRIZONE XBEXRZH “RERL" , BEXSRERBREVE
Ho REME, BMERERTINAQE, BEERZSETRMIEEAAN, LREEMPEFE, HEMNRIRK
BEXNMEUXIMASAEBEY, RESENPL-EHENHEIR, SBURTEFHEER. L, HE
‘REPZLIEERN" | ERGIEMRC DevEx IABR, BN EBERAMNFE. EAMILERE) DevEx B
IETE#1T DevEx B ITRIBIA. FIAAEXN PM BHMAEX, RNMRIREN PM AT KRR~ M@,
& DevEx R#EBIREVERN. TH, (FABEI DevEx EXEEMXRERKEE. BRNIMNER, MXLEFERIE
HIBA =2 B&RY,

[00:39:31] Lenny Rachitsky

English:

Okay. What's the framework? What are the steps? Where do people start?
R EE:

8. HERRHA? SREMLE? AMIMBEFIE?

[00:39:35] Nicole Forsgren
English:

The book goes through a seven-step process, and then also kind of provides some key kind of principles
at the end. Step one is to start the journey. So assuming you're kicking off, you can start the journey. And
this involves what we have already talked about. Go talk to people, have a listening tour, synthesize what
you learn, visualize the workflow and tools, get a handle on what the current state is. Step two is to get a
quick win. So start small, get a quick win, pick the right projects, share out what you've done. Step three
is using data to optimize the work. So establish some of your data foundation, find the data that's there,
start collecting new data, use some surveys for some really fast insights and may include example
surveys. Step four then is to decide strategy and priority. Once you have some data, then you need to



know of all the things that are potentially broken. And if you've already gotten your quick win of all the
things that are left, "What should | do next?" So we walk through some evaluation frameworks there.

(00:40:43):

Step five is to sell your strategy. Once you've decided, now you have to kind of convince everyone else. So
now you want to get feedback, you want to share why this is the right strategy right now. Step six is to
drive change at your scale. So here, we address folks that have local scope of control. If you're starting on
just a dev team, you want to do it yourself, kind of grassroots effort or global scope of control. If you're the
VP of developer experience or something, there are some things that you can leverage for a top down,
and then how do you drive change when you're kind of somewhere in the middle, because you can
leverage both types of strategies. And then step seven is to evaluate your progress and show value, and
then kind of loop back around.

(00:41:27):

| will say that we wrote this so that you could kind of jump into any step wherever you are right now. If
you're kicking off a team or an initiative, you'll probably want to start at step one. You should definitely
start at step one. If you're joining an existing initiative, you could jump into picking the priority or
implementing the changes. So those are the seven steps. There's a seven steps, there are a few practices
that we also recommend. So thinking about resourcing it, change management, making technology
sustainable, and then also bringing a PM lens to this, "How can we think about developer experience as a
product, and how do we think about the metrics that we have as a product?”

AR ERIE:

BRNBT— SRR, FERERMET LXREN., F—5: FEKE BRIEERD, THRH]
ZEIKEIN: BRAMIRE, #T A2, SAMLHNRA, $TERNIATI, SEIR. B
Z#: FERERF (QuickWin)o WINMETE, BEERNTE, HSROME. =5 FIBKERKT
fF, RIMIEER, IHIEHE, FRKERKNE, ESRBENESRRRERE (BRaaqing. $m
H: WEABARER, 5T HEE, (MBEMFEEENTEREL F—S %Mt A, RIVERENAT—
LEAPAEIELR,

(00:40:43):

FBRHD: EHEENEE, —BRET, FRERREMA. KBURE, 2FATAXZERINERSEE. $FX
T ERPOAELEDTE, XBER(TTHREREFSEENA: IRMEREBE—FLEI, REETERRE
HBamhF; HEMRBELBITEIN, tbilfRE Devex BISEL, RelUFAE LM FHFE,; URMNRRLTFH
BIIE, NAILSERMHREEDNTE, P TEHEEHBRINE, AREBEITFE.

(00:41:27):

FEW, HNEXEBENTILIRTIERTHAMBREETIN. MRIREFEBEH—THEATEN, RAJEEEM
B—H IR, WRMRZMA—TIENEW, RAUUEZRREREMRTRHEREE, XMEMRETTE, B
TRXEY, BAEHET LXK ZEFRECE. TEEE. ERATFE, UKSIAPM AR — "0
RAREFRERA—NF=am, LRI AEIR A — = @m? ”

[00:42:13] Lenny Rachitsky
English:

Awesome, okay. | have questions. Point people to the book real quick. What's the URL? How do they get
it? When does it come out?

AR ERIE:



KET . HENNEE, ZRIREFARBER. MWIURAHA? EAEX? FARERLR?

[00:42:18] Nicole Forsgren
English:

Yeah, developerexperiencebook.com. Right now, you can sign up for the mailing list. We'll let you know
when it's out on pre-order, and we'll also be sharing pieces of the workbook. So we've got almost a
hundred page workbook that goes along with the book, and then it should be out by end of year.

AR ERIE:

M1tE developerexperiencebook.com. INTE(REI LANINEBHFIZR, FAEFIRNEITEERNIR. RITEED=E
THEFMIBLAR, XEBEE—MEERNITEFM. FITERER.

[00:42:36] Lenny Rachitsky
English:

Okay. So one piece of this is just this term developer experience feels very intentional in that it's not
developer productivity, developer work. It's how do we make developer experiences better at our
company, which includes they get more done, but also they're happier and things like that. So | think
that's an important element of this, right?

AR ERIE:

5 EEF' R, HARERRE” XMEABREIFREZRTERN, EAR “AREBESN & “ALREL
B o ERXT "BITNAILATRNAREFRRTEEY , XEFEILMITHRESIE, EHaELWITE
'H&FE%%O HINAXZEFH—NERTER, WIE?

[00:42:55] Nicole Forsgren
English:

Yeah, absolutely.

R EE:

EH, B3R,

[00:42:55] Lenny Rachitsky
English:

Okay.

FREiE:

8%,

[00:42:56] Nicole Forsgren
English:



Because, again, it's not just about productivity. We talked about this from the frame and the lens of, "We
need to be building the right thing." And you want to be productive, but you also want to be thinking
about... and this is what engineers are also just really incredibly good at, give them a problem and don't
tell them how to solve it, and then they can solve it better. They have the freedom, they have the
innovation, they have the creativity so that they can solve this problem. If it's only about productivity,
then it's just lines of code or number PRs or whatever. But we really want to talk about value and how do
we unlock value, and how do we get value faster. And that involves, yes, making them more productive
and removing friction because then, they have the flow and the cognitive load and the things that we
kind of talked about.

AR ERIE:

Eh, BRRE, IMUNKFEST. BTN “BIFEWREBNARA IMIAKITIEN. MHES
M, BiRBERE.--- MXERTIRIMNIEBERE: L] —NEE, FESFMITEARR, IERR
FE. tABEEMH. IRMEERERRE, MRIKEFT, BRIABREDITHE PREEZEN, B
FMNEERKEHZNE, URKNNEERNE. DAERMRENE. KBTS ARt E~IHHE
PREERR, EARXBEMIA B R BAAE, Wi hREIRIABLE R,

[00:43:41] Lenny Rachitsky
English:

Awesome, okay. And then say someone wants to start this team, what does it usually look like. At Airbnb, |
remember this team forming. It was just like an engineer or two, getting it started and taking charge.
What do you recommend as the pilot team, and then what does it look like as it grows?

FROCERIR:

KiET, RIFEANBERXFE—TE, BEZHAEN? £ Airbnb, FHIEBXTENEME, RE—RTT
FiM&EH MR, MEFENIXSERA (pilotteam) BFAEFN? BEEENRK, XESTMHARE?

[00:43:57] Nicole Forsgren
English:

There are a few ways to do this, right? So if you're doing it yourself, you could do it with a couple of
engineers, maybe a PM or a PGM or a TPM to kind of help communicate. Because really, comms plans are
just so important here. On a small scale, what we want to do is look for those quick wins, look for things
that you can do at small scale. Some folks call them things like paper cuts. There small things that you
can do to help people see the value and feel the benefit themselves, "How can a developer's work get
better? How can their day-to-day work get better? Kind of build momentum from there?" If you're
working from a top-down structure and you have the remit, you still want some quick wins, but those
quick wins can look a little more global in scale because you have the infrastructure or the backing to
make different types of changes that aren't only local.

(00:44:56):

So an example of a small local change could be just cleaning up your tests, your test suites. Any team
could do that, any team could do that. At more global scale, it might be changing organization-wide
process that is just overly cumbersome or throwing some resourcing into cleaning up the provisioning

environment.

AR ERIE:



B\M7GE. MRIFEBSHTF, TN IREM, BiFrsm—1_, PMHIMELZE (PGM/TPM) EihBhA
B ANEXE, WEHNENFEEEER. T/WEMER, RNEIFHRLE “REEF" , FHOIIERES
REYE. BAMZA “RiKER” (paper cuts, FEHUVMEMARIRE) . fRAILUM—ENEILANBRNEH
RERREFL, “FRENILENAREEF? tIINEEIFOMANE? HULEIEL" NRMFEEL
m RS BREIRN, ROAFTEREMF), EXERFERELTUEAEY, FAREEMIRMEEX
REM—ERURT BRI,

(00:44:56):

Bign, —NNERNBEE R URBFRMINAES. EREATEHRE. MEELBNIMERL, FJEENE
— NI TFEBNSARRRE, HERANZRRFEIFMREE (provisioning) 2.

[00:45:15] Lenny Rachitsky

English:

What kind of impact have you seen from teams like this forming, on the engineering teams at their
companies?

FRCEE:

RIEXEFANR LG, HABNITRREA=ET T AERFm?

[00:45:21] Nicole Forsgren
English:

I'll say I've seen a huge impact for smaller companies, hundreds of thousands of dollars for large
companies or in the billions. Well, also, we need to learn how to communicate that, "What does the math
look like?" Many times, we can look at saving time, we can look at saving costs, we can look at a lot of
different things. We can look at speed to value as speed to market. We can look at risk reduction, but the
gains really are there. | will mention that it tends to follow something like the J-curve. So you'll have a
couple of quick wins and it'll look like a big win, and then you'll hit kind of a little divot where suddenly
the really obvious projects, the low-hanging fruit are handled. So now, we need to do a little bit of work.
We might need to build out a little bit more infrastructure. We might need to build out a little more
telemetry, so that we can capture the things we want to capture. And then once we get that done, then
we start to see those benefits really compound.

FRCERIR:

ERBHBEE T EANREM. T/ NABRRZBETHERT, WTARRKIRATERERT1Z. S, HINEFE
EFRMAABR—R, “BENKEEAEN? 7 REEE, HMTUETENNE. TEOKRE, HER
ZARNARE, HATUE “NMEXRIMEE" B “LHRE" . HNTUBEBXEER, WmREREEN. &K
BiR—T, XBEEEMREM “JHL” R MRS/ MREMF], BERGIAMR, ARMEIHN—
MESH, AABLEEMZNNITE. RENRILEMLET T, AERNFTER—LEE, TRFENEES
Hifight, WEEZSENRSR (telemetry) LUIERHIRRINNBERNHE —BEemXLE, RaBIIREHGES
FHIENEFMHL,

[00:46:16] Lenny Rachitsky

English:



So going back to that measurement number, what do you recommend? How do people find these
numbers? Because | think that's so much of the power of this is like, "We saved a million dollars doing
this." What do you look at to figure that out?

AR ERIE:

BRI EEATRIRE, RBETARN? AMTIEHREIXERF? RARIUANAZMOERK—MBIKETF: “&K
MM TET —BAET. MBIEFARITEHXMF?

[00:46:28] Nicole Forsgren
English:

| think there are a few different things to keep in mind, like who is our key audience, and we usually have
a few key audiences. We really want to be able to speak to developers because they're the ones that are
going to be using the systems. They'll be partnering with you on either building them or at least providing
feedback about what you're doing. So for them, we often want to frame this in terms of things they care
about. So time savings. If something gets faster, they can save time. They don't spend time doing setup
when they don't need to anymore, related to status reduced toil. So compliance and security are super
important. Also, many times it requires several manual steps that... | don't say they're not value add.
They're not value add from an individual human perspective. If we can automate as much as possible,

that's great, and improved focus time.
(00:47:22):

That's from the developer side of you. Leadership often cares about... They care about those things, but
they often care more about other things. So we could talk about usually costs in dollars, "Can we
accelerate revenue? What does our time to value look like? What is our velocity? How quickly can we get
feedback from customers?" And for folks and organizations that are in really competitive environments,
that can be really compelling because it's all about speed. We could talk about saving money. Here, we
can look at maybe quantifying savings. One example is test and build. If we can clean up a test and build
suite to a developer, they really want to hear about time saved and more reliable systems. There's less

toil because they don't have to keep re-running tests or kind of go clean up test suites.
(00:48:13):

From the business perspective, cleaning up a test in a build suite can be cloud cost savings because all of
those tests are running somewhere on a cloud. And if they always fail or if it's just kind of a waste of
spend, that can be useful, recovering some capacity. We can always talk about time and productivity
gains, "How much equivalent developer time are we losing on things that are not necessarily value add?"
And then sometimes we can correlate to business outcomes and correlate is usually the best we can do
here, but there can be some pretty compelling correlations in terms of speeding up time to value and
increase market share, for example.

FR3ZERIE:

BIANBNAREERE, WERRNNZOZR. BRITEEE/LMZLER. BRIENEEEBSFELE
iE, AAMNZRANERSE. MIS5MEERERS, IEEVRHERE. FRUXTh], HI1EFHt
MELHFRFERRR: TEEE, MBEETIRT, MITHEES THIE. tiIFBEEENEMBLERNER
fRE, XSRUBE (toil) Bx. GMNLLIEEEE, ERZNRENEESINFITE, MAREEX
LS BH RN E. NRKNERATEEBRNL, BMAET, EaeEEEtal,

(00:47:22):



XEMALRENAE, MATFEEEXRC - IEXOXE, EMEEEXROEMERS. FrARAITRT %
WEHAA, “HATREIMEBNIERIG? FHNANESKIETE (time to value) BEFR? HITAEREINM?
BITEEZRMEFPBERERR? * WFLFHNRSFRPRNAR, XIFEERSIN, BA—IMXFE
B HNAUKILE R AXE, RITATUEBUTENAR. —MIFENHAMNWE, NFFHLE, i8R
METENNENERENRS, MEXLVT, FARESTUHIFENRAES

(00:48:13):

MISBEE, FENRMMEEGTUTNE NS, RAREXENRBERRIET. MRENS2RK,
BRMBERTE . WWINERAIUMME—E8E, HINS2RILUOEHEMESINREA, “REBER—EE
MNENEBERKT ZVDERNARERE? * ARENTLUEESWSERKRER, RAEBE JEMHE
FEXME" 2, EEMERNESRAEMHHOTSE, XMEXEAUIEEE R,

[00:48:54] Lenny Rachitsky
English:

Let me follow that thread and come back to this, what | think is the biggest question people have right
now with Al and productivity, and | don't think anyone has the answer yet, but I'm curious to get your
take of just what should people do today? What's the best approach to understanding what impact Al
tools are having on their productivity? Because they're spending all this money on there. | don't know,
what are we getting out of this? So if someone had to just like, "Okay, here's what | should probably try to

do," what would be your best advice here for measuring the impact of Al tools on productivity?
FRCERIE:

IEFIME XN RE, BZIFIANBRIAMNXT AINEFIHNRARE R, HBEINEKBEABITEESR, BRR
FHERNEE. MISKRNIZEAMHM? TH A TEANEFNFEFARMNRES EZ2HA? AARERANT
X%, MAMERREET 4. MRBALIR: “4F, IMBREZZHAMN” , (RYFEE A TAEX
EFANRIE +ARFHIRI?

[00:49:28] Nicole Forsgren
English:

| would say it depends. In part, it depends on what your leadership chain really cares about. We are
usually pretty good at figuring out what matters to developers and we could communicate that to them.
But if we're trying to just identify two or three data points to really kind of focus on, because when we're
first starting with data, sometimes it can be challenging, what do they care about? Think about the
messaging you've been hearing. Have they been talking about market share? Losing market share or
competitiveness in the marketplace, if that's it, focus on speed. Think about ways that you can capture
metrics for speed from feature to production or feature to customer or feature to experiment and what
that feedback loop looks like if they're talking about profit margin all the time.

(00:50:18):

Now, we always talk about money because this is business. But if that seems to be an overarching
narrative, look for ways that you can save money and then translate that into recovered and recouped
headcount cost. Or sometimes you'll reinvent, change a process, and then you no longer need as many
vendors. So reductions in vendor spent can also help there. | say also it depends because sometimes
they'll say something, leadership will say something, and it kind of comes up as a theme. If you could
solve a problem that they have or it's something that they're focused on, if you can slightly reframe it
even, like if they're calling everything developer productivity, go ahead and call it productivity. If they're



calling it velocity, and velocity is what matters to them, think about how to frame this in terms of velocity.
If they're talking about transformation or disruption, how does this help with the disruption? Because
then, it will resonate with them. We don't want to make them work to understand what it is that we're
doing and the value that we provide.

FRCERIR:

CEPXBURT AEE. BRBRTFHRNASEEER O 4. RITBEREKFERALKEROAAFHS
@, EMRFNNIERER=TEEFTEXINHER (ANNFRLESIENFIESRILG) , BHE
MFEXROM 4. BRIMRIFEIFIEER. M —BEEEHHHTE? NRBIEOHHHRIARIZEN,
KT “RE” o BEWAHIRMINEEREIE. BIFFHEIKRANRERET, URRRERZMT AR
Y, MR —EERICTEER:

(00:50:18):

S, FABLTA, HINESRKICHE. BURFARELONE, BMIWEENTGE, ARKERER
ERBIANE. HEERMERARIRET MR, THERERASHEE, BB IHEBHES
BB, TR “BURTRRER BRANERNASERRIENEH, MRIRERRMIIEIGEVRE, &R
X ENER, BMERRHHEREX—T, LB “ALREESN , BERUEEF
7o MRMAINE “RE” , BRENMITREEE, BREBEMFABEREREKR, MRMITKE BE” K
‘FE” , BB AAIFEBIEIE, RAXFABESHEMIIBHL, AR EIEMERA M
AL R FA R R MME,

[00:51:20] Lenny Rachitsky
English:

That is such good advice. Just to reflect back, the advice here is if your company's trying to figure out
what sort of impact are Al tools having on our company, first, it's just like, what does the company care
about most? What do leaders care about most? Could be market share, could be profit margin, could be
velocity. We need higher velocity or we need to transform, transformation. So your advice there is figure
that out based on words and phrases you're hearing. Then figure out ways to measure that, ways to
measure market share growing, profit margin increasing. | love these examples, like time from feature,
idea to production or to experiment, so maybe start tracking that. If it's margin, it's money saved by fewer
tests, failing or some vendor you don't have to pay for, things like that. And then velocity, | imagine that's
where things like DORA come in of just speed of engineering, shipping, or... What would you think about
there for velocity?

FRERIE:

HENAET. B4—T: IRFHATEFERA TEFETHARNE, BABARRRULAA? HERX
DMtA? TREEHHNE. FERFEE. MBI ERIBARFEIDCMRIERE. AEIFHREEXLER
AL BEMDHNTILK. FEFES. RESWXLEMF, thinMInseelE £ LKrIediE, L
FAREX D, MEEFEE, MBALVMRAM T LS, RELTHERNEER. ETRE, FI5 DORA
EMMEXERIEER, HEIEIMGHNERE. XTREMREETALEE?

[00:52:16] Nicole Forsgren
English:

| would say it's actually one of those... | would pick as broad a swathe as you can. So if you can go from
idea to customer or idea to experiment, how long does that take? How long does it typically take, and
how long can it take, and does it take now with improved use of Al tooling and reduction in friction?



That's where | will say, we talk about this a little bit in the book, how do we deal with attribution
challenges? What was responsible for this? Was it the DevEx or was it Al? Go ahead and disclose that. Say,
"Yes, we rolled out Al tools. We also had this effort in DevEx. They partnered very closely together." Both
of them probably contributed to this, right? If we had Al tools without the DevEx improvements, we
probably would've had some improvements, but not nearly as much.

FROCERIR:

REW, ROEBERTEOZONE, NRMEHEN 8% 3 “BR” & 8% 3 ‘SR HE, 3
FESA? BERESA? HHHT A TAGRHALTERE, NERESA? XHEREHFRI 3
EHET © BIRRIRMTIE? B DevEx TR AI? EHRATIMBBRT, (RAILS: “Bf, BIMEHT A LA,
IRt BT 7 DevEx HEIS, & RHME,.” METEMEYTTH, W2 MERIIRE AT
T84 DevEx MEi#, BATATEERE—LetRft, BAETREXAS,

[00:53:00] Lenny Rachitsky
English:

If people were starting to do this today, say they're just like, "I want to start measuring developer

experience," are there a two or three metrics everybody basically needs they should just start measuring
ASAP?

AR ERIE:

MRS KABRMXAGE, il “BEFRGEEFLERR” , BERERZISIABELFTE. I
BRIRFHIEETERTIEIR?

[00:53:10] Nicole Forsgren
English:

If you're just starting today and if you have nothing at all, talk to people, obviously. After that, | would do
surveys because surveys can give you a nice overall view of the landscape quickly so that you know
where the big kind of challenges are. | say that because if you're just starting, you might not have
instrumentation through your system, all the metrics. And if you do already, it might not be what you
think you want. Metrics that were designed without purpose, questionable. Metrics that were designed
for another purpose, they might work for what you want, but they might not, so we can't just assume we
have them. That's one reason | like surveys, and we include an example in the book. You can just ask a
few questions, "How satisfied are you? What are the biggest barriers to your productivity, or what are the
biggest challenges to getting work done?" and let them pick either from a set of tools or maybe a set of
processes and then say... Let them pick three, just three.

(00:54:12):

Of those three, how often does this affect you? Is this hourly? Is this daily? Is this weekly? Is this quarterly?
Because sometimes it hits you every single day, and you're just mad about it. Sometimes it only hits you
once a quarter because it's end of quarter, but it's so onerous, and then kind of open text, like, "Is there
anything else we should know?" That can give you incredible signal because by making folks prioritize
the top three things... Let them pick everything, it makes the data super, super messy. But three things
and how often, you can just come up with a score or a weighted score if you want, and then go kind of dig
into, where should that data be? What data do we need? But also, then you've got at least some kind of
baseline. It'll be a subjective baseline, but now you'll know what the biggest challenges are.



AR ERIE:

MRS KRB —FTFRE, BAKREMANG, EB2ZE, RIMAERE, HARERTLUILIRRERRSG
RN, NMAEEENREEBE, AXARZERNMRMENFIE, MEREEAEESEERNMFAERE
. BMfEEZET, ENAREAZMEERERN, KEHHENMLITRIETRERITREN; MEMENIK
ViSRRI BB A, BATEERA, FIUENAFREBIREEHE TEN]. XMERENRAERNENREZ—, &
MNEPPEREET —NRO RAURBELNEE: “RYBEEENR? MEFANRAERZH4, HERT
TR ABRERMTA? 7 ILMITM—ATRSRERER, HMRE=1, m=1

(00:54:12):

AX=, EMBERSAFME—R? B8/, 8X. BRAEREFE? ANENREEEEXRERE, it
RRA; BNESFEEARE—R (LLNEEXR), BFEEE, REM—IMAREXEE: “TEHAEN]
FEMENG? ” XEERIRRHERENES, RA@SiLANREHFRI=6F - NRILMWIIERESE, &
ERRRFIEERIL. EX=ZHFHIFREME, (RAAIUSH -T2 REMND L, RAEERNHAR: BIENZ
EWME? HNFEMAKE? RN, MELDET—1MEE RAREUWELE, BIEMAERKIRMETA
To

[00:55:04] Lenny Rachitsky
English:

I love how all this just comes back just starting by talking to people and asking them these things, which
is very similar to product management and just building great products is, have you talked to your
customers? Everyone thinks they're doing this, but most people are not doing this enough.

AR ERIE:

HRRENZX—YIRLHEIZT “MEARKRHBRAXLERBFIE" , X57mEENBWEGATmIFERM:
RANZEFEE TIE? SMABUNECEMXAHE, EASHAMSERS.

[00:55:17] Nicole Forsgren
English:

And | will say one thing that's challenging when you think about getting data, so interviews are data and
that's important, surveys are a little more quantified because we can turn it into counts, but that's where
we also want to be careful. A lot of folks go to write a survey question and they'll say something like,
"Were the build and test system slow or complicated in the last week?" You're asking four different
questions there. If someone answers yes, was it the build? Was it the test? Was it slow or was it flaky or
complicated or something? So it can be really difficult to untangle what the signal is you're actually
getting there, and so it is worth the time chatting with someone who's familiar with survey design, having
a conversation with Claude or Gemini or ChatGPT around, "Here are the survey questions. Or can you
propose some?" And then make sure you take a couple of rounds. Is this a good survey question? What
questions can | answer from the data that | get? What problems could | solve? If you can't answer a
question with data, don't get it.

FRCERIR:

BN, REBUERE—RRADEN: WKERE, XREE,; AZEREEEL—L, RARKINTLRKEER
Rite, BERIMBTFEND. REATHSHNENSR: “LAWENNRRARSEEHER? 7 RXE
HLA] TN FAEEE MREARE " , BEWEE? d2NRg? RREERFRTE (flaky) HE
&7 FRARMIEFMERGE THARGS. Eit, EREFERENERITHA, HEM Claude. Gemini,



ChatGPT JEIZ2ESHY: “XZEMAERZ, RERERNG? 7 ARZI/E. XB—MFHEERZR
15? FHEEMTBEIRBIREREEFARE? KRR ARR? WRIRFEBIBIELER R, BRAEWE
Eo

[00:56:22] Lenny Rachitsky
English:

And you have example surveys in your book for folks that want to just copy and paste and not have to
think about this much.

FRSCERIE:
FPBEERGINE, EEIRLRESFIKENE. FEEREAIA.

[00:56:28] Nicole Forsgren
English:

Yeah, example surveys, a lot of example questions. We even recommend what the format, what the flow
should look like, how long it should be, how long it should not be.

FRCERIR:
=28, BRAEENAERGIRE, FMNEEEEF TR AENZE2EERN, NZZK, URFNZEK.

[00:56:37] Lenny Rachitsky
English:

One thing that | was reading is that you don't love happiness surveys specifically, asking engineers how
happy they are, is that true? If so, why is that?

AR ERIE:
BT MRHAFEFENR “EERFEE , IRt 2E=E, SEND? MRS, AtA?

[00:56:45] Nicole Forsgren
English:

I don't, no. Well, I'll say | don't love a happiness survey because there are too many things that contribute
to happiness. Happiness is a lot, right? So happiness is work, happiness is family, happiness is hobbies,
happiness is weekends, happiness... There are so many things that contribute to happiness. Now, that
doesn't mean | don't care about happiness. | think happiness surveys are not particularly useful here.
What can be helpful is satisfaction and people are like, "That's the same thing." It's not because you can
ask, "Are you satisfied with this tool?" and then ask some follow-up questions. Now, those two are related
because the more satisfied you are with your job and your tools and the work and your team, it
contributes to happiness. | used to joke... Remember the golf commercials like, "Happy cows like happy
cheese"?

AR ERIE:



HAER, B, RERBRTERERBALE, FATMERNRERSZ T, E/E—IMREANHTE, 3
B? =@EXFIE. RE. BF. AR BRAZSEEERTEZE8R. IATERERFAROER. HRZ2IA
NERRPEEXEFZRFEH. EERANRE “BEE" (satisfaction), AfI&H: “BBAE—MEFEDE? 7
HIARZ, AAMRAILE: “RHXPTAEBRD? *° ARR—EELAHE. XMEZBXE, ERMRYT
. TEMEANEHE, MEEBTRAZERK. HUAMEAE - BEBN &8, “REBNFFIRE
HUSnER” ?

[00:57:35] Lenny Rachitsky
English:

No.

FASCERE:

ENREER

[00:57:35] Nicole Forsgren
English:

| had a Calabrian. That was the best. Happy devs make happy code. They write better programs, they do
better work, they're better team members and collaborators. But capturing and trying to directly
influence happiness, that's not what we are here for. It's too challenging, it's too all-encompassing.

Satisfaction can give us some signal.
FpERIE:

BEMREN &, REVALETHRERNINE, A EFNIER, MEFHIE, SEFHEMMS
MR, B IBEERETN ‘=@ HARRNNEN. BREHRNET, KEFHRT. MHS
R LA TR M —LEBRmIE S,

[00:57:59] Lenny Rachitsky
English:

In a totally different direction, in terms of just tools you see people using, are there any that just like, "Oh,
yeah, this one's really commonly great." For people, this is just a tool people are finding a lot of success
with. There's the common ones, Copilot, Cursor. | don't know. Is there anything that stands out that you
want to share, just like, "Hey, you should check this tool out. People seem to love it"?

FRCERIR:

mATerRENAE, MMAEINIAMNS, BREMER B, 28, XTENEERIFA” B9? MEAM]
BRI R IR, BT E R Copilot. Cursor 24, BB AILREFRAI—F. BOELARNG? Lt
o IR, MREZIRAXN TR, KRBPFEHRER o

[00:58:21] Nicole Forsgren
English:
| think they're huge, right? Copilot, Cursor, Gemini.

RSz ERIE:



FKIANBLRENERIE, IIE? Copilot. Cursor. Geminio

[00:58:25] Lenny Rachitsky
English:

Claude Code.

R EE:

Claude Code,

[00:58:26] Nicole Forsgren
English:

Yep, Claude Code. | love Claude Code.
FREiE:

=1, Claude Code, FIFFE =X Claude Code,

[00:58:30] Lenny Rachitsky

English:

I have a whole post coming on ways to use Claude Code for non-engineering use cases.
R EiE:

KA A —RBX T Claude Code A FIFTEIHEMINE,

[00:58:35] Nicole Forsgren
English:

Cool. Nice.

R EE:

B, KIET,

[00:58:36] Lenny Rachitsky
English:

It's so interesting. For example, Claude Code, "Find ways to clean up storage on my laptop," and it just
tells you there's a bunch of files. It's just like ChatGPT running on your computer and you could do all
kinds of crazy stuff on your computer for you, like a mini God.

FRsCERE:

XIEEB®, 90, ¥ Claude Code . “FERIMIBFEEZLCREBMEFM=ENG X , EMSEIFIFE—H
Xfto ERBGRIEIRERM LZ1TH ChatGPT, BIUANIRMISMHRIENER, ME—TEIRLES,



[00:58:36] Nicole Forsgren
English:
I'm going to do that now. This is great.

FRCERIR:
HRMEMBERIL. XKIET.

[00:58:57] Lenny Rachitsky
English:

It's so good. Yeah, that's why I'm writing this. | had Dan Shipper was on the podcast and he said Claude
Code is the most underrated Al tool out there because people don't realize what it's capable of. It's not
just for coding, and that's what I'm trying to explore more and more. Okay. Is there anything else that you
think would be valuable to help people improve their developer experience, help them adapt to this new
world of Al and engineering that we haven't covered?

FRCERIR:

EEF. 2, XMEBHREBREXENRE, Dan Shipper G LI HMER, fthiit Claude Code BB RIRER
HBAI TR, EAAMIRRIREIEHEN. ENMUATREL, XUER—EERRN. i, XTHEBANNE
FRERRG, BEIMITEN Al ITRENHESR, EEAARITLRFEMANENENREG?

[00:59:22] Nicole Forsgren
English:

| think something that's important to think about in general is to bring a product mindset to any type of
DevEx improvements that are happening, and also the metrics that we collect and capture. By that, |
mean we want to identify a problem, make sure we're solving a problem for a set of users. We want to
think about creating MVPs and experiments and get fast feedback, do some rapid iteration. We want to
have a strategy. We want to know who our addressable market is. We want to know what success is. We
want to basically have a go-to-market function. We need to have comms. We need to get continuous
feedback from our customers. We want to keep improving. And, at some point, we want to think about
sunsetting something. Is it in maintenance mode? Is it sun setting?

(01:00:12):

And | think that's important in general, but | think it's extra important now because when we have Al
tools, we're using Al tools, we're embedding Al into our products, things are changing so rapidly that it
can be really important to take half a beat and say, "Okay, what's the problem I'm trying to solve right
here? Is this metric that we've had for the last 10 years still important or should this be sunset because it's
not really important anymore? It's not driving the types of decisions and actions that | need."

AR ERIE:

BINNEBETMS, FEEEN—HR R NERIEEFETH DevEx B AR IR ENIEFSIN “TREL” . BH
HERE, HMNERARH, BERNBEA—ARAFPARRNZ. RINEZENER/NTTH (MVP) s
10, REVPURRS, #TREER. RNEEHEE, NERINWEFHHRE, FEFARR. KB4 L
RE— “BATE (GTM) WINEE, BMNFEER, FTEMFTFBEREBRER . RINERMZUH, ME
EEIR, BINEZEER (sunsetting) LR, A THEIPERER, KR ZERT?



(01:00:12):

HANXEFHREEE, EENELHER. ANLERIAE AI TR, €A A LA, A BRATRN, BR
TURART, FEREZFVURGFIFEER: fF, RATRERRNREENA? BT 10 FHIXD
ERECERL? TRREANEFABER. FBEERSDBRFERIRRMNITEHMAIZEEA? ~

[01:00:40] Lenny Rachitsky
English:

Before we get to our exciting lightning round, | want to take us to Al Corner, which is a recurring segment
on this podcast. Is there some way that you've found a use for an Al tool in your life, in your work that you
think might be fun to share, that you think might be useful to other people?

AR ERIE:

EHENBENABRATZE, BRETAREN AR , XEFBEHN—TEERT, EIROEENIF
B, BRARNEMA TANAZ, BRESOZHRREE. HENIAGRR?

[01:00:55] Nicole Forsgren
English:

| have been working on some home design and redecorating rooms and stuff. I'm working with a designer
because | know what | like, but | don't know how to get there, I'm not good at this. But I've really been
loving ChatGPT and Gemini especially to render pictures for me, so | can give it the floor plan, | can give it
one shot of the room that's definitely not what it's supposed to look like, and then | can give it pictures of
a couple different things, and then I can just tell it change the walls or change the furniture layout or
change something. It helps me and it's relatively quick. It helps me kind of visualize the things... Again, |
know what | like, but | don't know how to get there, so | know if | like it or not, which is probably a very

random use, but it's fun for now.
FRZERIE:

H—EREM—ERFRITMERENREZENER, REEN—OGTHNIEE, BARMERERTA, E
BAMEZEARI, EFEKXD, BRENRENA ChatGPT LHERZE Gemini REBIEREH. FKEIL4%
EFHE, AE—KBFEENRE (BETERLBENEF), BAE/LKTRNEHER, ARSIFEN
TIHEE, NERAFBHABRLERA, CRERREAIN K. BREE, RMERSENTA, ERFNEE
Ak, FRLERBERAMKRESER. XAgEE—MREVINAE, EEmEEE.

[01:01:41] Lenny Rachitsky
English:

My wife does exactly the same thing. She's sending me constantly, "Here's what this rug will look like in
our living room. Here's this water feature." It's so good and it keeps getting better. It's just like, "Wow,
that's exactly our house with this new rug," and all you do is just upload these two photos and just like,
"Cool. How would this look in our room?"

FRCERIR:

BRETFHEMST2—HFNSER. RAAHE. “XBHEWBERNFTOEF , “XEBPIKR" . EX
&Y, MEMREGT. BE2: “H, INBHTIHBEORNR" MRAFELEWKRA, ARKAE:
‘B, XEHNBEREEEREARE? 7



[01:01:57] Nicole Forsgren
English:

Yeah, I've been impressed a couple times. Definitely the machines are listening to us. It's given me a
mock-up of a room or something and then it throws in a dog bed, because | have dogs. I'm like, "I did not
tell you to do that, but yeah, that's probably the color and style of dog bed that | should have in this

room."
FRSCENIE:

B8, BRAEJUREBHEIFRET. s EERAREIRIE. EAH—TEENMRE, AREART -1
=, BAZER. FTo8: “FKILRMED, Bk, BHLERREXNEEENZRIESHEMR.”

[01:02:13] Lenny Rachitsky
English:

Speaking of that, have you tried this use case, ask ChatGPT, "Generate an image of what you think my

house looks like based on everything you know about me."
FREiE:
WEXA, RIAEXDAZED? 8] ChatGPT:  “IRIBIRNIFAEN TR, E—KIMANEREFHNER”

[01:02:22] Nicole Forsgren
English:
| haven't.
FCERE:

Y35 PU

[01:02:23] Lenny Rachitsky
English:

Because it has memory and it remembers everything you've talked about, and it's hilarious. You got to do
it.

FRSCERIF:
RAAEAEICIZ, IE8FKIeEN—], FREERE. F—EZidit.

[01:02:29] Nicole Forsgren
English:

Okay, that's on my to-do list.

R EE:

9%, FINFEIRDER,



[01:02:31] Lenny Rachitsky
English:

There we go. Bonus use case. Nicole, with that, we've reached our very exciting lightning round. I've got
five questions for you. Are you ready?

FROCERIR:
KEFTo ENIMYAZE. Nicole, EIHERATHENT IFEREHNBLIAT, HERNEARR, HEHEF T7I5?

[01:02:38] Nicole Forsgren
English:

Awesome. Let's go.

FRCEIE:

KiET, Famg,

[01:02:39] Lenny Rachitsky
English:
What are two or three books that you find yourself recommending most to other people?

FRCERIR:
MEREEINAEEHNR=EBEMFA?

[01:02:43] Nicole Forsgren
English:

Outlive by Peter Attia is fantastic. Another one that's | guess maybe related, | hurt my back so it's not
great, Back Mechanic by Stuart McGill is incredible. Shout out to anyone who has hurt lower back. It's for
a lay person to read through and figure out how to fix lower back problems. It's kind of a random one. |
will say | love How Big Things Get Done. | can't pronounce the names. | think one's... There's
Scandinavian, one is. It kind of dissects really large projects through recent-ish history and where they
failed and why. And I think it's really interesting for us to think about, especially now in this Al moment
where basically all of our at least software systems are going to be changing. So how do we think about
approaching what is essentially going to be a very large project? And then, sorry, I'm going to throw in a
bonus one, The Undoing Project by Michael Lewis. Matt Velloso recommended it to me, and it's so good.

AR ERIE:

Peter Attia B9 (Outlive) (EBHHEARF) FEE. B—AFIEEMEXE, BAARERGT, FIURERKYEF, Stuart
McGill B {Back Mechanic) (FEE#EIN) EEFAIBIN. MAAEEEZGHARE, ERELIMIEN, &
RANAEESEERM, XAHAKl. ZERER (How Big Things Get Done) (KFEM, (FEZFHIER
#, FREMENNETAN), EENTIENE EMN—LEXRBTE, UREMNEMERK. ATAKK. FIAN
XHBIMBEERE, F3ISEREHAINZ, BRERINPMENRGERAHRELET K. BATKINZIMFLE
XAEREEERANNE? &G, 8, FEEM—Z, Michael Lewis B {The Undoing Project) (B4
&ZI). Matt Velloso #HFLIK, KIEKT



[01:03:42] Lenny Rachitsky
English:
Yes, | read that-

FRsCERE:

[01:03:44] Nicole Forsgren
English:

I audibly gasped at the last sentence.
FEiE:

BRERE—EIEN, FIRFFULTE,

[01:03:46] Lenny Rachitsky
English:

Oh. I was like, "What?"

R EiE:

H, HEFHBZE, “Ha?”

[01:03:47] Nicole Forsgren

English:

I was [inaudible 01:03:48]. Yeah, | was not expecting it.
R EE:

® (ARAE). 2RI, He2RkE,

[01:03:49] Lenny Rachitsky
English:

| read that and | do not remember that last sentence. Oh, man. Okay, cool. Next question. Do you have a

favorite movie or TV show you recently watched and enjoyed?
FRERIE:

HRIAEH, ERFEERE—DET. XM &, T—1TEE. MEEELKEEIHERHBERHEM
Bl?

[01:03:57] Nicole Forsgren
English:

I'll say | watch Love Is Blind. If | got to shut down at the end of the day, Love Is Blind is fun.



FRSCERIE:
L AMBET (BEEE) (LovelsBlind)o MR—KEREERINAR, XN TEEGBE,

[01:04:02] Lenny Rachitsky
English:

There's a new season out.
FASCERE:

H—Z=NH,

[01:04:03] Nicole Forsgren

English:

Yeah, very excited... and Shrinking. Have you seen Shrinking?
FRCERiE:

=0, RBMEe- ®E (mKi2T=E) (Shrinking). REIIG?

[01:04:07] Lenny Rachitsky

English:

No. | think | started The Therapist and yeah, | gave it a shot.
R EiE:

o FRIFWET Carrim), 28, HAEFT T

[01:04:12] Nicole Forsgren
English:

Strongly recommend it. It's cute.
R EE:

SRIWMETE, RAJEB—ERE

[01:04:13] Lenny Rachitsky
English:

Sweet. Is there a product you've recently discovered that you really love? Could be an app, could be some

kitchen gadgets, some clothing.
R EIE:
KiET, RIEBRKERMITAMIEEERTm? A UZ App. BE/NTHRIKAR.



[01:04:21] Nicole Forsgren
English:

Yeah, the Ninja Creami is-

R EE:

B, Ninja Creami AGEIMH—

[01:04:25] Lenny Rachitsky
English:

Did you say this last time?
HRCERIE:

fRERBARWSEA?

[01:04:25] Nicole Forsgren
English:

I don't know. | may have. | don't think so.
R EiE:

A8, BIFE, XREEE.

[01:04:29] Lenny Rachitsky

English:

Somebody said this and | still remember it. It's like-
R EE:

BAREXD, FIFIER. ME—

[01:04:30] Nicole Forsgren
English:

It's so good.

FREiE:

EXFAT.

[01:04:31] Lenny Rachitsky
English:
... you make ice cream and stuff with it, right?

FRsCERE:



------ FIEHUACH 2 28, 3HIE?

[01:04:33] Nicole Forsgren

English:

Yeah, and you can basically freeze a protein shake and then it turns it into ice cream-
R EE:

B0, REXERTLIBERMINERER, ARTRIBETEMKER—

[01:04:37] Lenny Rachitsky
English:

Oh, man.

FREiE:

R Bo

[01:04:37] Nicole Forsgren
English:

... which is delicious. Another one is a Jura coffee maker. I'd love good coffee and I'm not great at making
it, so | can just push the button and it'll give me anything | want, including lattes, cappuccinos or
anything. So that's kind of fun.

FROCERIR:

------ FEEEK. F—12 Jura M. FHERGFWIME, ERAERM, FIUZIFER N, SrmenEm
BB, BEEHR. FHFEZEN. BERRH.

[01:04:51] Lenny Rachitsky
English:

Sweet, okay. Do you have a favorite-
FRCERIE:

KT, . IRESAERENRN

[01:04:54] Nicole Forsgren

English:

Just sugar and caffeine. | just need a power through the day.
R EE:

PEREMMEE,. BRRFZENEREIX—XK.



[01:04:57] Lenny Rachitsky
English:
There's the engineering productivity 101.
R EE:

XpiE “TEEF71017 M,

[01:05:01] Nicole Forsgren
English:
Yes.

AR ERIE:

R Ho

[01:05:01] Lenny Rachitsky
English:

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

FRCERIR:

Ko 87, EMRDEE. (MEKERERPVAERS, BMEERNF/ELERNEETRER, HEUESME
AR EEREY?

[01:05:09] Nicole Forsgren
English:

Yeah, | think one that's come up a couple times, it's not a verbatim thing, | think it's more the vibe,
hindsight is 2020, but it's also really dumb. | think if we made the best decision we could at the time with
the information that we had available, then it is what it is. If you make a bad decision because you made a
bad decision and you knew better, you had the information, not great. | don't think we give ourselves or
other people enough grace because we always end up finding more information out later.

FROCENIR:

Bi. FEE T —PHIMITURE, FRRIE, EZE—MRERE: FFEESR (hindsightis 20/20) HSLRE

Ho BANMRBRFELIRZENEEMETRIFRTE, BAERMERET .. WRIRANBIE, EEE
BHBER TE THIRARE, BEHEFTF. EXIANBRINHECHUARFTBES, BARNSERESFES
EMEZER.

[01:05:42] Lenny Rachitsky
English:

Hear, hear. Final question. | was going to ask you something else, but as we are preparing for this, you
shared that you have a new role at Google. Maybe just talk about that, what you're up to there, why you



joined Google, anything folks should know.
FRERIE:

WIS, mE— 1R, FHAKBRZE, BEEEN, RO ETIRE Google B THTERL, B LAENENAR
i, REBEMAA, NFAMNAN Google, URARNIZAERES.

[01:05:53] Nicole Forsgren
English:

Sure. | am senior director of developer intelligence and core developer. It's super exciting and super fun
because of all of these things we've been talking about. It's focused on Google and all their properties
and their underlying infrastructure, how can we improve developer experience, developer productivity,
velocity, all of these things we've been talking about and, because kind of the numbers person, how do
we want to think about measuring it, how does measurement change, how do feedback loops change,
how can we improve the experience throughout and then kind of drive that change through an
organization in ways that are meaningful and impactful and faster than they've been before.

rhCERIE:

LR, BEAAESESZOITAE (Developer Intelligence and Core Developer) MERRE, XIEHES
HEBEBR, AAXESREN—ETKIEHNFAESEE. EEFET Google REFMBR~MKEEMIEH: ]
WAEREF R EERR. £=H. RE, UNFMAEXLER, ME, ffn—1" “UEE” , REEEZTNEEE

E. BIEANNARA. RIGEFOFZL. NEeEREFR, ARUEEX. BEMAOALLURERNS
RNEARPHEIXMEE,

[01:06:33] Lenny Rachitsky
English:

Nice job, Google, getting Nicole. What a win. | need to get some more Google stock ASAP. Okay, two
follow-up questions. Where can folks find you online and find your book online if they want to dig
deeper? And how can listeners be useful to you?

FRERIE:
Google T1§F=, 1527 Nicole, ERAMK. HKERREESR Google KR, #F, =EMITELRIM: MR

AREKIERNT R, AJUAEMELEIRAIREIH? LRI AR A AR A2

[01:06:47] Nicole Forsgren
English:

Online, you can find the book at developerexperiencebook.com, I'm at nicolefv.com, and LinkedIn
occasionally. Sometimes it's a mess. | try to wade through all of the noise. | get there to be useful, sign up
for the book and the workbooks. The workbooks are free. I'd love to get any kind of feedback on what
works, what doesn't. | always love hearing those kind of stories.

AR ERIE:

F4& Lk, {REILUIE developerexperiencebook.com % EIXA$, FHAIN AMILZE nicolefv.com, BRE=E
LinkedIn, LinkedIn BEHREL, FiXEMREHIBL LA, MRBEIE, HEMTRAXABNIEFM. T
EFMR RN, BRBIFITXFHLESR. BLETHNRE. F—EREWIMXEHRE,



[01:07:15] Lenny Rachitsky
English:

Nicole, thank you so much for being here.
R B

Nicole, JFHREBHREERK,

[01:07:17] Nicole Forsgren
English:

Thanks for having me, Lenny.

R EiE:

HHETE IS, Lennyo

[01:07:19] Lenny Rachitsky
English:

My pleasure. Thanks, again. Bye, everyone.
(01:07:23):

Thank you so much for listening. If you found this valuable, you can subscribe to the show on Apple
Podcasts, Spotify, or your favorite podcast app. Also, please consider giving us a rating or leaving a review
as that really helps other listeners find the podcast. You can find all past episodes or learn more about the
show at lennyspodcast.com. See you in the next episode.

FhaERIE:
ER=E, BRI, KRB,
(01:07:23):

EBRH AR, NRIREFARETEENE, BILUTE Apple Podcasts. Spotify SUIREIRAIHEZ App L
T o, BEEABMNTISFAE TIFIL, XEMAMEHEMITRALNAERT., MaIUE
lennyspodcast.com ¥ EIFIEFHIT ER THEZEE. T&EW.



