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[00:00:00] Nikhyl Singhal
English:

When | was a kid and | was growing up in the Midwest, entertainment was like going to the dog tracks.
The way that they motivated the dogs was they had these fake rabbits. These tails would go around faster
than the dogs, which would then motivate the dogs to go around in circles. And what was interesting is
the moment that the dogs, if they accidentally touched the rabbit, they would never run again because
there was like, "Well, what's next? I've achieved what | was looking for." So | think this happens a ton, it's
like your listeners are spending time focused on like, "Well, one day | will be X. | will be that vice
president. | will have more money. | will have built something. | will have started a company." But they
don't think about what happens next. What's the second thing? What's your career next look like? How do
you ensure that you are always going to have something important and motivating to do with your
career? Otherwise, you'll keep working because you know nothing else to do, but you'll be sadder or
you'll find ways to create war when peace is needed.

FROCERIR:
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[00:01:05] Lenny
English:

Welcome to Lenny's Podcast where | interview world-class product leaders and growth experts to learn
from their hard-won experiences building and growing today's most successful products. Today my guest
is Nikhyl Singhal. Nikhyl has worked on and led large teams on four different influential consumer
products including Facebook, Credit Karma, Google Hangouts, and Google Photos. Currently, he leads
product teams for the Facebook app at Meta, overseeing groups, stories, messaging, and the feed. Before
that, he served as chief product officer at Credit Karma and held various leadership roles at Google.
Nikhyl has also co-founded three different startups, and as you'll hear in this episode, is extremely
passionate about coaching and mentoring, sharing his knowledge through his newsletter and podcast
called The Skip.

FRCERIR:



SRIMRE] Lenny BIIEE ., EXE, ERIFUALN=RASEMERKER, ZIMNEITENLBESHEM
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[00:01:47] Lenny
English:

In our conversation, we cover all aspects of the PM career and what it takes to be successful at every stage
of the journey, including the dangers of thinking too short term, the importance of avoiding what he calls
ex-growth companies, why you're probably not getting promoted, what to focus on if you're a new
manager, the rise of the senior IC path, also why top leaders often have huge development areas they
don't know about and how to catch them, and also why people who make it to the top often run into
serious mental health challenges. As | say at the end of this episode, this might be my new favorite
episode and I'm really excited to bring it to you. With that, | bring you Nikhyl Singhal after a short word

from our sponsors.
FRCERE:
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[00:02:28] Lenny
English:

This episode is brought to you by Superhuman. How much time do you spend in email each day? How
about your team? You may not realize this, but your email tools are wasting your time. Superhuman is
blazingly fast email for high-performing teams. Built to work with Gmail and Outlook, teams who use
Superhuman spend half the time in their inboxes, respond to twice the number of emails, and save over
four hours a week. That's over a month of saved time per year. With Superhuman, you can split your
inbox into streams for VIPs, team members, and emails from your favorite products to reduce context
switching and make sure you never miss an important email. You can start reminders if you don't hear
back so that you can follow up and never drop the ball on an email thread. You can also work faster than
ever before with powerful Al features like writing, editing, summarizing, and even translating. Join the
ranks of the most productive teams and unleash the power of Superhuman. Try one month free at
superhuman.com/lenny. That's superhuman.com/lenny.

FROCERIR:
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[00:03:31] Lenny
English:

This episode is brought to you by Microsoft Clarity, a free, easy-to-use tool that captures how real people
are actually using your site. You can watch live session replays to discover where users are breezing
through your flow and where they struggle. You can view instant heat maps to see what parts of your
page users are engaging with and what content they're ignoring. You can also pinpoint what's bothering
your users with really cool frustration metrics like rage clicks, and dead clicks, and much more.

FROCERIR:
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[00:03:56] Lenny
English:

If you listen to this podcast, you know how often we talk about the importance of knowing your users and
by seeing how users truly experience your product, you can identify product opportunities, conversion
wins, and find big gaps between how you imagine people using your product and how they actually use
it. Microsoft Clarity makes it all possible with a simple yet incredibly powerful set of features. You'll be
blown away by how easy Clarity is to use and it's completely free forever. You'll never run into traffic
limits or be forced upgrade to a paid version. It also works across both apps and websites. Stop guessing,
get clarity, check out Clarity at clarity.microsoft.com.

FROCERIR:
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[00:04:40] Lenny

English:

Nikhyl, welcome to the podcast.
R EE:

Nikhyl, JEKEIHER,



[00:04:43] Nikhyl Singhal
English:
Thank you, Lenny. | appreciate it. I'm happy to be here.

FRCERIR:

BHER, Lenny, RER=FZREHREIXE,

[00:04:45] Lenny
English:

So | have a very simple question to start. How many product managers have you been a mentor to if you
had to put a number on it?

AR ERIE:

BABRE— N IEEERENRE. MRFOILEH— T, MESIS M REE?

[00:04:53] Nikhyl Singhal
English:

Good question. | guess | haven't thought about it from that perspective. | would say hundreds is probably
the way to sort of answer the question, and a little bit has to do with whether how we define being a
mentor. | know that was supposed to be a simple question and I'm going to give you a complicated
answer, but | think that | started out just helping people 10, 15 years ago, trying to help them through
their careers. | find the whole area really interesting. And then what happened was just | started to scale
because people were always like, "Hey, can you find time?" So now what | do is | tend to help and coach
hundreds of folks through transitions. So if they're in a moment where they're trying to decide between
another job, if they're trying to decide to leave, if they're having sort of an alert at work, I call them 911
calls. | take a few 911 calls every week and from a relatively large group of people. So | find those are the
most substantive times to help people, is when they're in moments of dilemma or forks in the road, and

that's why the number is more closer to hundreds.
R EIE:

i, RBEEEMXTMAEREL, HIWR “WED AUREREXMEENASR, XTE—ERE LI
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PARFEEIBIA, HEEMIBRWEEPRAED. BRREFENTIAMIFEEE, ERLENFRE,
SRR X TEER), EAANIEER: 18, fRegi=BdEng? * FRUARERFAMEZE, MR FHEBESE
BAESRER, MRMIIELTREZSRIF. BEHBR, HETLFFHMTEMER, ZFMZH 911
BiE . REREMITILOREENEABAR 911 BIF, FAIUAFREAI, BEIANRERMNEZIRE St
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[00:05:54] Lenny
English:
Okay. Follow-up question: How many of those people you've mentored have been on this podcast?

FRCERIR:



979, BR—NEE: ERESIHAR, B2 0N EIXMER?

[00:05:58] Nikhyl Singhal

English:

Probably half dozen to kind of close to a dozen at this point.
FRCEE:

BRIAA TR —TPE,

[00:06:02] Lenny
English:
Oh, wow.

AR ERIE:

[00:06:03] Nikhyl Singhal
English:

Yeah, easily half dozen.
FRCERIR:

EHY, BRMMPMEFT,

[00:06:06] Lenny

English:

Amazing. Okay. Is there any names you want to name or should we keep it anonymous?
R EE:

KiET. . BHAMERINEFG, EERIMREFER?

[00:06:09] Nikhyl Singhal
English:

Yeah. We'll keep it anonymous because | want people to feel they can always call me in and not feel like
that. I don't tend to share the names of most people.

RSz ERIE:

2, BMREFEERRE, HARFEAMNIZSMNBENETURIE, MAZEIE. ZERMRRTIERSEARN
BFo

[00:06:17] Lenny



English:

Okay. | know the one person that self-identified was Annie Pearl from Calendly, who is a big advocate of
the stuff that you do. So we don't want-

FRSCERIE:
1, REABE—MNAFSMHAZERE Calendly 8 Annie Pearl, HRIRMEBSTHIFE, FIUBRIIFE—

[00:06:23] Nikhyl Singhal
English:

Yeah. Annie is someone | learned from and helped talk with, and she's also part of a community that | also
build on the side where we pulled a bunch of CPOs together and they've been building community. I'm a
big fan of community and learning, and she's part of that as well.

FROCERIR:

T, Annie BEHRFIMANNR, ERURBUN—MEIKBIKER, HIHE—EF CPO BEHE—IE, th
MN—EERKHK, ZR2HAXMFINELHL, hEHPHN—R.

[00:06:39] Lenny
English:

Awesome. | definitely want to talk about that, but maybe just set a little context for our conversation. |
feel like you're in the very high percentiles of people that have seen a variety of careers in product
management, both good careers, bad careers, junior people, senior people. So | want to focus most of
our time on talking about just the PM career path and what you've learned about what is important to
have a successful, thriving, happy PM career. Does that sound good?

FRZERIE:

KIFT. HEERMIAD, BEFEARMNIMNERE-—RER. RRESMHRELIEM~REERWEEN
AFLTFRENESML, TR KK, PROTERBF RN FAURFELRAE D IEEEITIE PM
R E, URIRFIFEIBXTRE—TMI. TR, RAB PM R EENSEERR, IERKAILE?

[00:07:07] Nikhyl Singhal
English:

Perfect.

FSCERE:

FTFo

[00:07:08] Lenny
English:

Okay. So I'm thinking we break up the chat into early career, mid-career, and late career. So within the
early career section, you've talked about how people often make a mistake in their early career,
specifically being very short-term focused in deciding where they're going to go. And that's a very



dangerous way of thinking about it. So I'd love to hear just your take on exactly what does that mean, and
why is that actually a bad idea?

AR ERIE:

§FEY. FRIATAILUBEIR 2 AR R HA. BRIV ARERFNER AV ARER, EERWREIE D, RKEIEANEREE
FHZEILHN—NEIR, FRREEZMNIFEXTERM m. XB—IFERRIEES . FrUIRREER
IR FIREREFTANEZE, UNRATAXEGRLERMER?

[00:07:33] Nikhyl Singhal
English:

Yeah. | tend to be long-term focused in most of my counsel, and maybe to give you an example of what a
short-term focus career kind of framework looks like is, "I really dislike my boss. | feel like this company
doesn't have it anymore. There's just too hard to ship things." Those are all maybe true statements, but
they probably exist in many of the jobs that one would consider if they were to move for one to another.
Lateral moves are by definition not forward moves. So what | try to tell people to think about is work
backwards from your end state. Almost think of career as a product. So if you're building a good product,
you think about, "Well, here's what a great product would look like," and then you break it into version
one, version two, version three. Well, in some ways the reason | called my newsletter, my podcast The
Skip is because | always think about not the next job, but the one after it. Maybe think about not your
boss's job but your boss's boss's job and what do | need to think about to get there. And in many ways
you may think, "Well, okay, if | need to found a company one day and that's my job after next," then you
want to look at maybe your current job and then maybe the next job in service of that. And that may lead
you to saying, "Hey, maybe | need a grit of doubt and maybe | should stay and maybe | should learn how
to deal with some of this ambiguity. That's why | want people to be a bit more longer term and not so
short-term focused.

AR ERIE:

Bl ERNARZSHENS, HMETFRERE. 2MIF, BRXENRUEREREZREXFN: “REN
RITRIEBIZR. BREFXRABTEBEMT T KM T XEAJREEER, BMRIFR—DIF,
XERAERZHEMTIERAIRRAEEFT. BRABHMNEX EHARZHD . FIURRESFANERERN
B MRERLRSER. NFELBRIVEEEF—1T"m. ORMRETE—NF~m, Faf: “—PMHEX
BN IZE XN , ARIRBE MR 1. iR 2. hRA 3. AREMIEE L, HBRNNEENNES
@& A (The Skip) (BkEX) BRER, REREENAR T —MIME, ME T FMIIF. WIFAEZEMRER
BTI(E, MEERIFERNERNIE, URATRIBMIBERFEZEF4. ARZSBERTIRAESRA:
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[00:09:07] Lenny
English:

What are some other examples of that short-term thinking? You talked about "my manager sucks, things
are moving really slowly." What other examples where people maybe like, "Oh, okay, | see, this is actually
short term. Let me think longer term"?

FRCERIR:



HEEMLEFRABLENFG F? MIRET “BNZLERE, FHHEXIE” . £EWES FaEit AMIRIRE:
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[00:09:17] Nikhyl Singhal
English:

I'd say the biggest one in workplace is focusing career and promotion together. | think that there's
perhaps a light connection between promotion and career addition, but | feel like too many people are,
the moment we talk about career, they're like, "Well, let me talk to you. | want to have a career talk with
you." And | said, "Sure, why don't you find some time?" We sit down together and they're like, "Well, what
do you think I need to do to get to promotion?" And then | said, "Well, promotion is our system at this
company to see you moving forward. And it's pretty clear in terms of levels and what you're doing and
what the process is and who makes the decision." And that's pretty short term because you can ask,
"Hey, it's two years away, how do | make it 18 months?" It's a classic. But in reality, if you're thinking
career, you're thinking about the sort of long term arc and, as | said, maybe the job after next, and then
you need to look at the promotion in service because how many people have you and | talked to who
said, "Well then, as soon as | get promoted, I'm going to leave"? So then I'm like, "Well, okay, then what's
the promotion in service of?" And you get into that conversation, which tends to be, again, very long-term
focused.

FROCERIR:

ERRGPRAN—MRXER “RUEE N “FA” BA—%. FANEAMRIEEZEFEIBERH
SSMEXR, BRRUERZA—KIRWEE, e “BEMMKKIRLLRE” FHi: “GW, RN
B FATLTR, Iz “MRESHFEEMEAFATRREEA? * ARRKIN: “EARLEHENR
HEHRG, XTRE. MNIERE. REURESRE, XLEARAR.” MXHELIREHN, ARz
|]: IR, REMEAFEE, HEARLEEER 18 1TA? 7 XENEHRM, BEFFE, NRIMREZSEIRE
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[00:10:36] Lenny
English:

This makes me think about this interesting two-sided challenge with thinking about your future career
and where you want to go. On the one hand, it's valuable to think about getting more logos in your
resume and working at Netflix and Meta and Airbnb and Uber, all these guys, there's power and value to
that. On the other hand, you just keep doing that. And then what is your life turning into? You're just
chasing more fancy logos and feeling better about better brands and your resume and stuff. This might be
too big a question, but just how do you advise people to think about how important it's to get some of
these companies in your resume and build that side of it versus just doing things you actually enjoy and
having a fulfilling life and doing things that are meaningful to you?

FRCERIR:

XEHEE T BERRKRPWEENEAN—NEBNNERSE. —FHE, FEREGHHEMNES K ITE

(logos) , 7£ Netflix. Meta. Airbnb 1 Uber EAT TEREMNEN, XEFPHIEHENNE, BEE5—FH
&, MRE—EXEM, MNEERTHRTAE? (RRREERESAENGE, ATEH LEFNRETS
BRUERF, XAIGEE—NAKRNIEE, BERIMFARNANENEGEHRREXLERARBDEFNEEY, 51X
B CEIEENNER. BERINEZTURBNBCERXNERTZEINXR?



[00:11:18] Nikhyl Singhal
English:

Yeah. | mean | think collecting labels does feel shallow to most builders because if you're a product
person, you probably got into the business because you like building stuff. And frankly, not just product
people want to do that, a lot of technical people want to just build stuff. And then the question is, is the
things that you're working on in service of building? And then when you ask people, "Were you happy?"
as they always say, "Well, when | was able to build this thing," and oftentimes they don't care whether it
worked or not, which is kind of ironic. So for me, when | see people chasing logos, | think about it as well.
I'm actually really a big fan of a diverse set of experiences, that | think learning about pre-product market
fit then seeing smoke turn into fire and witnessing and maybe shepherding that and then taking fire and
turning it into something great and being an experience set where you can see the movie in these
different frames makes you just a better builder. So you can't really go wrong if you're looking at those
experiences. And you're looking at inside the building problems and outside the building problems, those
are maybe consumer problems and business-to-business problems. The more diverse career you have,
the better builder you are. And that usually comes up being satisfied. But the idea of just doing that
because you think it's going to make your chances better for the next job maybe scares me and it feels
very much in service of some future dream that is not build oriented. And | think that can be leading to

sadness.
FhSCERIE:

. BHRRE, WTFARZHK “BigE” K, WENMESHIBRERLE, AANRFE—TrmA, R
AR MTUABRENRERCERE, BRI, FMNEFRABRXAMH, RERARARBREEIERA,
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MRS EY. FINNXAIRERFEARE.

[00:12:54] Lenny
English:

I love that advice, and | say this often actually on this podcast, the power of a diversity of experiences for
so many reasons. Maybe just to close this loop, would you agree there is a lot of value in having one of
these FAANG ish companies on your resume? Like a lot of opportunity gets unlocked if you work at one of
these companies that people are like, "Oh wow, okay, this person's interesting." Or not? Or do people

maybe overthink that?
R EIE:

BREBERXMEY, KFLRELEERFPRISHECZRHNE, IFHTERXNMER, MEEER
EEAPRE—K FAANG RN AT BRANE? thil, WRIFEXEQATNILEL, AIS%RF “HE, X4
ARE®” , MTABRZNZ. E2RANAIERZT?



[00:13:17] Nikhyl Singhal
English:

Generically, the answer is yes. | think it's especially important for executives. | think that many executives
are hired because they are to bring expertise of the next phase of organization to this company. We're
growing, we want to go after the next phase. We want someone who's has expertise. The MAGMA or
FAANG companies, however you want to describe them, they really have challenges and expertise at how
to build things at scale, how to manage millions or billions of users and customers. So the advantage is,
to be successful at that is an endorsement. Having said that, those specific companies, experiences can
be substituted for other later stage companies, but if you're coming in as an executive to bring someone
to the next level and you've never experienced it, it's very difficult thing to get that executive experience
and to be like a C-level for that growth company.

FROCERIR:

BRI, EREEEN. RUNXMNBERRLHEER, RIANTZESERERAZRAMIEN AT HRA
AT —MERFAFENTUMIR. FMNEEMRK, RMNBEBHEAANT—ME, BNEFEBELEMHA. MAGMA
FAANG 28] (TBRIREATEEND) , EMNENEAMKREE~ R, NEEERARIBHZARNEFRSE
HsE IRk EAH BB T WHIR. FRURBEET, AXEQTNEHRNE—MER. ERML, XERFEATR
LT LIREMEIARNEZKNAIRA, EURMREN—BSERTALBHENT K, MIRMAREHT
BINER, BMABRERHSELRHRNBREAKE R C LAF2IFE EHE.

[00:14:30] Lenny
English:

To point out, FAANG is no longer accurate because Facebook is now Meta. So MAGMA is the term that you

prefer.

AR ERIE:

F=EIEHMIE, FAANG BELTEHEMT, AN Facebook MER Meta, FTLA MAGMA Z2IREEZMRHIARIE,

[00:14:33] Nikhyl Singhal
English:

| prefer that. | think it unfortunately kicks out Netflix, but it also doesn't pay homage to Adobe and
Salesforce and a number of other great companies. So | think-

FROCERIR:

HEEWHD, EREFEBHEEIE Netflix BFHZET , EEW:&E M Adobe. Salesforce MIEMIFZFANA
T, FRUAFIA—

[00:14:50] Lenny
English:

FAANG doesn't. Okay, I like this. Okay, let's try to make MAGMA the new thing. MAGMA, make that the title
of this episode. Just joking. So the next area | want to touch on is, you wrote this kind of hot take on
something you call ex-growth companies and how it's not good to be at an ex-growth company currently.



So can you just talk about what is an ex-growth company and then why is that not a good place to be as a

product manager for probably any kind of role?
R EIE:

FAANG HaSEigB. 4789, HEWRX . 18, LA E 1L MAGMA BAFTER. MAGMA, EBXMENZAER
e MR, F TP RBEMENTARZ, (REI—PXTIRMZA “EREHE (ex-growth)” QRE]HIEF
M, URATABSFE—REKETEATHAE . MERKRTAREREFRQR, URAtAENF
mEE (B4R FEBEFRRNFERD?

[00:15:09] Nikhyl Singhal
English:

| have a pretty strong opinion on this that | think that for 10 years we created the hypergrowth,
blitzscaling type phenomenon, and there was a lot of good reasons for that, some of which were just
distribution platforms just got so good. You could take out Facebook ads, you could grow with Google,
and you could grow in 18 months that maybe took previous companies 10 years. So | think that the idea
was that all of these companies could instantly grow when they found product market fit and that birthed
all these unicorns. And then suddenly, 18 months ago, it almost like the music stopped. 0% interest rate
went away, and it became a lot harder to find growth through just fueling it with capital. And I think that
the sudden change meant that not only capital was harder to raise, but companies started to focus on
their core products. You've talked about it on this podcast, just how many layoffs and restructuring and
managers moving to ICs, and all of that work is happening. Well, the one funny pocket was there's these
large number of growth companies who have raised substantive dollars. So they're not going to run out
of capital in 2022 or 2023. What's going to happen is, they actually have quite long periods of time, so you
don't see them raising new rounds, you don't see them laying off, but in some ways they're still hiring or
they're still seeking the next product. The sad truth is that many of their contemporary companies that
went public are worth 10% or less than what they were worth back then, and these companies are
privately held and so they're sort of sleeping in the shadows. My fear is, from a career point of view, so
many tech professionals are in these organizations or joining these organizations with the expectation
that they'll make money on their equity, that they'll continue to do fine. And my sense is we're going to
see, even in the second half of this year, lots of boards pulling back, taking their capital back, companies
essentially saying, "Hey, we're capitalized. We're a scaled ocean liner, and now we need to go find
product market fit." But doing that with 300 people and expectations of hitting a multi-billion dollar
valuation just isn't going to happen. So that's the reason why I'm like, "Danger. This is not the company to
join, this is the company to leave. Find another phase. Time's a wasting." And | worry very much that
people aren't getting the message.

AR ERIE:
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[00:18:00] Lenny
English:

| know you probably don't want to name any names of companies, but what are some signs that may be
you're at one of these companies?

FRCERIR:
HAEMRAIET R R EAAE, EEPLETRERBIFATEMEXFN—RAFE?

[00:18:07] Nikhyl Singhal
English:

| think that the moment that you are reframing the core product, trying to find that product market
implies that this company's valuation needs to be a pre-product market fit valuation. So the two
questions you ask yourself the day after we listen to this podcast is, "Hey, are we scaling a product? We
have customers that love us and we have a tremendous sucking sound? Or are we trying to find that
customer sucking sound?" And if the answer is, "We're still trying to find it," and then you're like, "Is your
evaluation hundreds of millions or tens of millions?" and if the answer is hundreds or more and you're
still trying to find that sucking sound, you're an ex-growth company.

AR ERIE:
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[00:19:05] Lenny
English:

As a founder listening to this, | bet you're like, "Damn, we don't want people leaving. This isn't the kind of
message we want to hear." On the other hand, as an employee at a company, that is your advice, just
generally recognize it and then you should probably leave as soon as possible because things are not
going to work out for you.

FRCERIR:
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[00:19:15] Nikhyl Singhal
English:

As an employee, | think you have almost no recourse because you almost have to start over in terms of it's
a new four-year investment. | think that as a founder, you can recap your company. You can reset your
stock price, you could reissue. You can make those hard decisions and you can maybe return some of the
money to the board and still continue, or you can pull the plug and restart the company that maybe you
really wanted to. But | think the founder is in a better position, but they also have a lot more to lose and
far more constraints. But employees, they're not... If you listen to this and come to this conclusion, a lot of
times, the listeners here, half or more of their compensation is an equity and we just concluded that most
of their equity may not be worth anything. In which case, are you willing to take a half pay cut or work for
20% of what you can get on the market? My question is, that seems to be quite concerning, the
opportunity cost is just too rich.

AR ERIE:
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[00:20:19] Lenny
English:

An important variable in this framework/piece of advice is product market fit. This might be too big of a
question, but just, what tells you that something might have not have product market fit when you're at a
company like this? What are signs to you and smoke signals of like, "They may not have product market
fit"?

AR ERIE:
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[00:20:36] Nikhyl Singhal
English:

For me, it's always around this pull that sort of how much work do you have to do to basically generate
pull? So right now with OpenAl for example, we're seeing ridiculous pull, but we may not be seeing, for
example, massive revenue or profitability. So that's the reason why | tend to feel like you can kind of tell
by how hard it is to acquire your users. When companies are putting very little in marketing and there're
people coming into the door or there's such an easy sale, you've got it. | think that this sucking pull kind
of concept feels like the most appropriate way to define it as opposed to the sort of unit economics of
acquisition and time to pay back. There are lots of mathy ways to do it, but early on you can tell how hard
are you working to bring people in the door.
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[00:21:32] Lenny

English:

Is there any reason to consider staying at a company like this?
FRCEIE:

B AEREEBEXFN—RATNG?

[00:21:35] Nikhyl Singhal
English:

There are counter examples. | think the counterpoint is, this is the biggest role that you feel like you could
get and you have an appetite to sort of learn like, "I'm on the executive team, I'm not going to get that
somewhere else. That experience is career additive. | want that moment." Great. Sometimes | see loyalty
come in, "This was my baby. | feel a commitment to the team, the team that I've made, et cetera." |
actually respect that. | think that you have to put bounds on that. | think that you should have that
conversation. But the learning position, the loyalty tend to be the primary reasons to maybe delay the
decision, but fear of finding another job is a bad reason, but is an often common reason as well.

FRCERIR:
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[00:22:40] Lenny
English:

Now that we've given many listeners an existential crisis, let me move on to another question within the
early career phase and then I'm going to move on to mid-career. | guess the question is just, is there any
other piece of advice, wisdom for early PMs? Maybe the question is, what do you think they should most

get right in their early career?
R EIE:

BRARNER LTSRN T FEEXEN, ILBEFIRIMENS — N, AREBEEIER R,
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[00:22:56] Nikhyl Singhal
English:

There's probably two answers that | would share. One is, they want to build something that they as much
as possible are world-class in. So if you think about the different types of product ambiguities that exist in
industry, you can be a great crafter. You could be incredibly strong at market ambiguity. You could
understand how to navigate markets and create something new that doesn't exist. You can be great at
organizational ambiguity. | know how to take complex teams that have complex goals and solve an inside
the building problem. You can be a domain expert. I'm an ML expert, I'm a really strong hardware PM. You
can be a team expert. | just really thrive in managing managers and | just know how to get the balance
right. So, being a product manager means you're confronted with maybe all five or maybe more of these.
| want to know that you pick up one of these as early as possible. So maybe you become an expert in
domain, maybe you become a great crafter, maybe you really think through how to manage growth.
Growth is another one that | would add to the list. But picking a lane is kind of goal number one. And then
maybe goal number two is having a story to tell to that next employer and that next, next. What | worry
about is, sometimes when I'm in an interview, and you and | have probably done hundreds, and you're
talking to someone and then they talk about those early jobs and they just sort of said they were there,
this happened and it's very hard to connect, tell me exactly what you learned and what you did, | want to
know that story. So it's just like Amazon talks about building the press release before they start creating a
product. Think about the story, think about the skill, then solve your day to day, your week to week, your
month to month, your performance review. That's my biggest advice | seize.

AR ERIE:
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[00:25:24] Lenny
English:

| love that advice. It connects to your other earlier piece of advice, of just try to get a variety of
experiences because that'll help you figure out which of these things is maybe best suited for what you're
interested in, what you enjoy doing.

FROCERIR:
BRERZ MR, ENMMZAXTFRASHACLUNENERRTT —E, BAXSEMIRFEEXLESER
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[00:25:25] Nikhyl Singhal



English:

Yep, absolutely.
FEiE:

0, 3N,

[00:25:26] Lenny
English:

Awesome. So let's transition to mid-career. Let's talk about promotions. You mentioned getting promoted
earlier. We chatted a bit about that. There's probably no one ever that didn't want to get promoted. It's a
common topic in people's career, but a lot of times people don't understand why they're not getting
promoted, they're not sure people are looking for to get promoted. You've promoted a lot of people and
you've gone through a lot of promotions. What would be your advice to give people who are trying to get

promoted and just haven't been promoted? What would you suggest people in that position generally
do?

AR ERIE:
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[00:25:57] Nikhyl Singhal
English:

Yeah, it's a great question. | think that we want to kind of understand why, and oftentimes asking your
manager won't reveal the answer. So then you'll start with that. | think that the answer of what you do is
correlated with what's the real reason. And | think that there may be, I'll suggest four kind of common
things I've seen that really hold people back. And then depending on your environment, you have to
decide how many of these apply. So | think the number one is that you just don't have advocacy. You
need someone to see the magic in you to be promoted. There is many of your listeners who have that
magic but maybe have a manager or a promotion team, it doesn't always have to be the manager itself,
who doesn't see said magic. And in that case, if you have the magic, you're in a bad setting and you just
need to change. That could be a shift within the project. You could find a manager who sees it. It could be
leaving the company. | think the second that's very common now, Lenny, and | think it's coming up a ton,
is the next role doesn't exist. So this is not as present in hypergrowth because the next role always did
exist. There was always growth, there was always hiring, you're always hiring people above you, below
you, et cetera. Now, | think there's lots of examples of people who are really qualified and working at the
next level, but the job doesn't exist. So you can't really create that job and ask them to be working at that
next job if their position is mostly the previous one. Again, | feel like it's not that satisfying because it
means you're still being held back, but it's radically different than if you're unqualified. These two are
sort of more, the system is not in a position to advocate. The third is when you are being impatient. And |
think the hardest ones that | think I've worked with is, the highest performers have succeeded because
they have set their goals to be more aggressive than what was essentially average achievable. By default,
we expect you to be two years in this role. They're like, "Great, I'll see you in a year." And then they get
frustrated when they can't do that, and leadership takes longer to absorb. It's more soft skills, it's more



subtle. Oftentimes it's based on impact, which is a lot of times lagging, and that tends to be frustrating.
So if listeners are like, "I know I'm used to being promoted annually and now I'm a leader and I'm not
moving as quickly, it's time for me to go," I'm like, well, maybe that's working as intended. So impatience
is a number three. And then the fourth one | think is about 50% of the cases where it's really, there is a
development area but it isn't quite connected to the individual. The listener has a development area, it's
substantive. The manager is poor at identifying it, perhaps even doesn't see it, but the promotion
committee does, the individual refuses to hear it, which is a very common one. Or they hear it and they
just don't want to change it. And they don't do it because they're arrogant, they do it because it's like,
"This is who | am. You want me to be X and I'm Y, and that's what a Y is and | don't want to be X." This is
the hardest one because this is where coaching and development and self-awareness come in.
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[00:30:15] Lenny
English:

This super resonates. So just to summarize the four reasons you may not be getting promoted: One is,
there's no advocate that sees your magic and understands that you're awesome. Two is, there's no actual
role that's available and so there's nothing to get promoted to. And that's so true right now, there's just
not. Everyone's laying people off, they're getting rid of manager layers. | totally see that all over the place.
Three is, you're probably just not being patient. Four, you actually have some work to do and you
shouldn't be promoted. Maybe to follow a thread on that first one, if someone doesn't see your magic, |
see a lot of people just complaining that like, "Oh, I'm doing so well, I'm so great and nobody
understands it. No one gives me credit. No one really appreciates me." | don't know if there is an answer
to this, but is there a way to help people see that no, you're actually not doing great versus you are and
people just don't see it? What's a sign maybe? Maybe you're not as great as you think you might be.

FROCERIR:
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[00:30:41] Nikhyl Singhal
English:

The cheap answer is you have to get real feedback, not formal feedback. | think that the more scaled the
company is, the more they have these systems in place which provide formal feedback. But honestly,
we've run experiments where we said let's ignore the formal feedback, let's have a real conversation with
my peers on how our teams are doing. The signal that comes out are dramatically different than the
formal feedback. So what you're looking for when you feel like you're in this situation where you're not
being seen, and it might be because there's a real issue, what you really want to dial into is, "Let me get
the ground truth as to what people are thinking," and you have to have very strong listener skills where
we all have been in the discussion, where you're giving feedback to someone and the next thing that they
tell you is they justify how you're wrong, that you missed this. "Let me tell you about exactly why that
situation that you're using wasn't..." You have to be great at pulling feedback, listening to it. You have to
triangulate it from people that don't see you all the time, that do see you all the time, your peers. But you
have to create an environment of safety where people feel like there is no worry about retaliation or
concern, et cetera. And the more comfortable people are about giving feedback to you and the more you
have the skills to pull it and you don't trust formal or you don't trust manager, the better shot you have of
truly understanding what that real issue is and solving it.

FROCERIR:
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[00:32:16] Lenny

English:

This reminds me of Jules Walter who's on the podcast. He gave a bunch of advice. | don't know if you saw
that. I've had to accept feedback and get people to give you feedback. And one of its pieces of advice is,

ask people for real feedback. And no matter how much you're melting inside hearing it, just be like,
"Thank you so much for that." Because then, people feel like, "All right, he's listening."

AR ERIE:
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[00:32:34] Nikhyl Singhal
English:

| think Jules is a great, probably one of the world's best people in pulling feedback in my experience. |
think that the one that even ones up it is, when | talk to Jules, Jules will look for feedback, then he'll
repeat it back to me better than even | presented it. And then I'd say, "Well, let me now feel safer to even
provide." Because anyone who's explaining it to a place that they all not only internalize it but they can
articulate clearly understands and values it. And that's the really powerful way is, "So what you're saying
is | just interrupt far too often and some ways it's almost to a point that it's annoying. Is that a fair
assessment?" "Oh, that's actually not the words | use," but that's what really gets people comfortable in
sharing with you what's really going on.

FROCERIR:
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[00:33:35] Lenny
English:

Amazing. | think we're discovering some of these people that have worked with you that have been on
the podcast slowly. Maybe while we're on this topic, | didn't expect to go here, but in terms of other tips
for getting good feedback, is there anything else that just comes top of mind of how to get better
feedback from people? Because it's hard to do. Most people talk about getting feedback and then don't,
or they just don't know how. So one is just, you said repeat back exactly what they told you and be like
very appreciative. Is there anything else?

FROCERIR:
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[00:33:51] Nikhyl Singhal
English:

I'd share out feedback. It's a little easier when you are a manager, but for example, most managers that
are listening have a staff discussion. Maybe it's sort of awkward, but maybe you have a standup and you
are giving notes to people. So as a manager, someone will come to me and they'll give me a piece of
feedback. The next Monday when | have my staff meeting, I'll make a comment about something and I'll

say, "Well, lot of this came because | got this great piece of feedback from..." and I'll name the person,

and I'm like, "It really helped me see this challenge." Now, that feedback could be about me or about this



project or about the team. And it might be positive, it might be constructive. People hear that and they're
like, "Wow, | get recognized for giving this guy feedback. Sign me up." You're always trying to find way to
break down that barrier.
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[00:34:55] Lenny
English:

| love that tip. You talked about managers and how often managers are not great at managers. Maybe
they don't identify development areas, maybe they're bad in other areas. So maybe just a question here
of just, why are managers often not great? And then two, if you're a new manager, | think a lot of listeners
are maybe transitioning to management or about to transition, what's your advice for being successful as

anew manager?
R EIE:
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[00:35:12] Nikhyl Singhal
English:

I'll start by saying that, in a hundred years when the archeologists look back and they see tech in the sort
of early years of tech, the first 34 years, they'll say that the biggest surprise was how much we thought it
was okay to not train managers. The military probably didn't make that mistake for very long before they
corrected it. And most immature industries really train managers, but boy, if you're a good coder, you are
ready to manage. That's the way the industry works. If you can talk, you are ready to product manage. If
you can product manage and ship something out the door, you should definitely tell people what to do. |
think that there's such a loose coupling between the skills to be successful at building things and
teaching people how to build. It's the difference between if you can make a good car, you must know how
to make the factory that makes the car. | don't think that's true at all. | think that this is a massive
epidemic, that | think there's the thousand challenges that stem from this, whether it's challenges around
bias, challenges around enabling coaching and teaching and solving development areas. My hope is that
one day as an industry we find ways to improve and fix it. But podcasts like yours are actually quite
meaningful steps. | would say that your podcast might be more meaningful than most L&D departments
in most organizations today. So that's powerful because you're having a tremendous amount of impact,
and | think learning is essentially a lifelong opportunity and | think that is the type of resources that just
didn't exist a decade ago. | think to answer your question around what are the common pitfalls, if you're a
first time manager listening or maybe someone who's considering it, | think there are probably two quick
things that | would say you have to get bravely thoughtful about as you enter into this journey. One is,
your challenge is going to be to share the steering wheel with the person or the set of people you are



managing. And | think that there's this three modes that people have in their head. They're like, "Oh,
management is divide and conquering. You go there, | go there, we meet up." Or they'll say it's like riding
a bike, or teaching to ride a bike, | should say. Someone starts out on the bicycle, | hold your hand, | let
go, and then | hope that you fly. | think it's more like the sidecar on the motorcycle, where person's
driving the motorcycle and I'm on the sidecar and whether | like it or not, I'm attached, but | have this
relatively specific role of giving counsel. | think that that model of how do you share the steering wheel,
not just say you got it or | got it or | got it for a while, and then | hand it to you is the key question. And
then | think that the second miss that people tend to have is they tend to, because they have power, by
the way, organizational power, not because they've earned that power, they start managing whatever
they define that to be. And what | find is that you're more like the vampire knocking on the door of
someone. You have to be invited in. You just can't walk through the threshold. And | think that no matter
how senior the person that is the manager, you have to earn the right to be the person's manager. So
maybe to be specific, well, if | start managing someone, the thing I'd like to understand is like, "Hey, well,
what can | help you with?" And they can invite me in. Oftentimes, the answer is, "I don't need you. |
actually wasn't excited about you as a manager. | don't need another layer between you and the CEO. Get
out." And I'm like, "That's cool," because anything | say after that is just going to be annoying and it's
going to backfire. Now, one day they will need help, and | will be in the sidecar waiting to say, "Perhaps |
can assist." And then when you finally get to that moment where you're invited in, you pick an area or
two, and then you really partner with that person on that area. | can give examples on that, but | generally
think that it's this invitation picking specific and then making sure we're sharing the responsibility is the

key set of notes that | would share with you.
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[00:39:51] Lenny
English:

What's your take on the IC path, senior IC path, something that a lot of companies talk about? | know
Meta is big on this right now, the layering managers and things like that. | find a lot of times there's a lot of
talk about it and there's not really a real career opportunity there. | guess, what's your just take on as that
is a real option for most people trying to basically avoid the manager out and staying in IC, PM long term?
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[00:40:17] Nikhyl Singhal
English:

Yeah, | think that it's a little bit more acute now because of the backlash that we talked about between
growth where management was perceived. So in this case, management was perceived as a way to drive
expansion. So if you're in charge of expansion, you're managing the people that are doing the build and
now we're doing a lot fewer things. So | think that's what's mandated this sort of growth in the IC track,
for lack of a better term. | think it is one of the best things that happened to our industry because what's
happened is, in the last 10 years, and you can tell I'm particularly hard on our managers here, they've
basically been promising ICs that early promoted into management. They didn't get taught, and now
they're sort of average managers and promising ICs. But now the story that they tell and what they've
built is not awesome. If I'm looking to hire, if I'm in a growth company and I'm the next hottest thing and
I'm looking to hire someone and someone walks into the interview and said, "Look, I've managed two
people before and then | was in the charge of this thing, but they really did the details. And then by the
way before that, | was early in trying to get this thing out the door and then they picked me to be
manager," I'm like, "Okay, that's an interesting set of experiences. I'm looking, for me, in my company to
build something." The next person walks in, it's like, "I've been an IC for that whole time. And during that
time | went from learning something to demonstrating it to really being able to take it forward. And | got
one of these ambiguities master. I'm an expert in domain. I'm an expert in managing organizations," I'm
like, "I don't need a team ambiguous expert. That's not my hard part. My hard part is actually cracking the
code on this complex market or this very complicated organization where we have two teams that have
different goals. You're the type of person | want." So | think Lenny, to your question, | think the IC track is
one of the best things that's going to happen for people career. But to your point, those tracks, from a
promotion and from a industry, how we perceive it, they're not in cement yet. They're tender. You wait six
months, you wait nine months, they'll become very, very strong and solid. And | think then, we'll be able
to lean very hard into them as a real promising crack for builders.
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[00:43:00] Lenny
English:

Your sense is, this is going to become more and more real as these layoffs have happened and kind of
pullbacks on growth have happened.

FROCERIR:
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[00:43:00] Nikhyl Singhal
English:

Yeah, | mean, if you think about it, it's the reality in engineering and design. So in engineering, you can be
the sort of VP of engineering or CTO, and in a design, a lot of designers become design managers, a lot of
them stay as crafters. And then for whatever reason in product managers, maybe because they were
managers in our title, we just all became managers. What about the product? What about the other side?
So | actually think it's a bug that has existed for a long time that actually we're going to correct
permanently now.
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[00:43:33] Lenny
English:

| wonder if part of it for PMs is, once you become a manager, this happens to me, | didn't want to be an IC
anymore. It's like, "I'm done with that. | really enjoy this management layer." And | imagine with
engineers, maybe they'll enjoy the coding. When | was an engineer | was like, "Oh, | don't want to just sit
around and manage. | just want to code." So | wonder if there's any part of that.
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[00:43:52] Nikhyl Singhal
English:

But a lot of your listeners like to build. And actually, when they talk to their managers, they're like, "I
don't know if that job is awesome. It feels like you spend all your time writing docs and telling your boss's
boss what to justify resources and headcount. | just want to build stuff. You don't build stuff." So I think
there might be some of that. | think that it's not perfect, but | think hopefully builder and IC will become
more synonymous.
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[00:44:19] Lenny
English:

This episode is brought to you by Eppo. Eppo is a next generation A/B testing platform built by Airbnb
alums for modern growth teams. Companies like DraftKings, Zapier, ClickUp, Twitch, and Cameo rely on
Eppo to power their experiments. Wherever you work, running experiments is increasingly essential, but
there are no commercial tools that integrate with a modern grow team stack. This leads to waste of time
building internal tools or trying to run your own experiments through a clunky marketing tool. When |
was at Airbnb, one of the things that | loved most about working there was our experimentation platform
where | was able to slice and dice data by device types, country, user stage. Eppo does all that and more,
delivering results quickly, avoiding knowing prolonged analytic cycles, and helping you easily get to the
root cause of any issue you discover. Eppo lets you go beyond basic, click-through metrics and instead
use your North Star metrics like activation, retention, subscription, and payments. Eppo supports test on
the front end, on the back end, email marketing, even machine learning claims. Check out Eppo at
geteppo.com. That's get eppo.com. And 10X your experiment velocity.
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[00:45:27] Lenny
English:

Coming back to the manager life and how many managers are not great and also just how do you get
better as a manager, what have you found actually is effective in helping new managers become better?

FROCERIR:
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[00:45:37] Nikhyl Singhal
English:

| think | may have come across kind of hard on managers and | think | kind of said, "Hey, your manager
and your manager's manager isn't really doing much teaching. Find the right podcast, good luck." And |
think that that's a pretty soulless answer. So maybe the way | describe it is, well, | think learning is
changing, and there's the self-service tools that are getting better and then there's the structured
teaching which | think is weak. And then there's community, which | think whether it's within your
company or outside of company, | think is the answer that we'll see more and more. | think community as
a way of creating safety, having authentic conversations, feeling that you're not alone, that others are
going through the same thing, and then sharing best practices is so powerful. And what social software
has done is it has really empowered community. And now the tools are awesome. How many great
communities have Slack channels or Discord channels or Zoom calls? And we do a lot of that in the CPO
community that | created. Whether you're a new manager or whether you belong to a diverse group,
whether you are new to a company, | think that all of your listeners should be part of an active community
where they can be very authentic and very safe. Sometimes it's hard to do that with your coworkers, and
so you need to find another community. Unfortunately, those communities are not the easiest to find
today, but | believe that the notion of community as a powerful propellant for learning is the critical
ingredient and hopefully many people are creating these communities so that new managers can find the
right services.
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[00:47:40] Lenny
English:

Can you actually talk about this community that you've built? This could be a good time to talk about it.
It's called The Skip. Is that right?

FRCERIR:
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[00:47:45] Nikhyl Singhal



English:

Yeah. It's funny, it's all kind of fun products. They were always a reaction to something. They weren't
really intentional. |, as you opened the podcast, did really enjoy teaching and coaching. | learned just as
much from coaching others as they learned, | think. And yet | couldn't really scale. So | had this summer
where | had just come off of being a head of product, and more and more of my people | was talking to
were also head of products. What would happen is, | would have these conversations and they would ask
me a question. | would say, "Well, that's the same conversation | answered on Tuesday." What you realize
is, it's a very lonely job. Being lonely at the top is not just an adage. Really, everyone's so busy now. It's
like, how do you have time to connect? Everything's a single player, you don't really have community. So |
thought, "Well, what if | took the half a dozen people | talked to this month?" And I just said, "Hey, all of
you are all interested in talking through how to navigate this crazy world of year one, year two, chief
product officer. | think you would really gain. | know all of you and | think you can be safe with one
another. Why don't we spend some time together?" So we did a WhatsApp channel and we brought a
Zoom call. This was during the pandemic, so you really couldn't meet up. And we started talking. We
started talking every month, and people were so empowered by the fact that the problem they were
hitting was not just them. It was, "My crazy CEO is telling me this." And the next person is like, "Oh yeah?
Let me tell you what my person said." And then they would say, "Oh my gosh, that sounds worse than my
situation." But then, we would sit down and say, "Hey, the third person said | actually kind of had this and
now | figured out a way out, and here's what | did." And you're like, "Wow, that's amazing. I'm going to try
it." The next day they come back, they're like, "It works." And we started to connect and we built this
trust, and community building is interesting and powerful work. So six went to 12, and then 12 went to
15, and now we have 28 members. A lot of folks are interested in these types of communities, but I'm so
worried about scaling it because it's the enemy of trust and authenticity. So for all of you that are
building communities, it's like tree balancing act. But | do think that the goal is to find ways to take all of
this sort of like-minded folks that are in these same situations and connect them together. Late stage
chief product officer happened to be one of the ones that had some of the most substantial importance
to me because of all the coaching | did for that group.
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[00:50:35] Lenny



English:

If someone's listening and they're like, "Oh, | need to join this thing," how do they find out about it? How
do they potentially apply and try to join?

FRSCERIE:
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[00:50:41] Nikhyl Singhal
English:

Well, we have enough members now. There's a LinkedIn area called The Skip CPO Community, and you
should contact any of the members that you know and ask them to join. My request and my requirement
is that they are, number one, product leaders in their organization and a company that's not early, but
that's mid to late. And the reason being is, those sets of problems tend to be the most similar. To be
honest, | think this is not the only community that | want to be part of and help create, but this one
happens to be the preexisting one. | think there are lots of powerful communities that can be created, but
this particular one is very much focused on The Skip CPOs.
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[00:51:28] Lenny
English:

Awesome. I'll mention the community around my newsletter just so folks are looking for a community
join. I try not to promote these sorts of things, but it's a good time, may as well. If you're a paid subscriber
to my newsletter, there's a Slack community you get access to. There's about 12, 13,000 people in there.
There's meetups happening all over the world every month. It's amazing. Very proud of it. People are
getting a lot of value of it, and it's basically open to any level of product manager. Other functions are in
there too. So it's a very different sort of experience, but willing to add that also in the show notes if you
want to check that.
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[00:51:59] Nikhyl Singhal

English:



| think that that would be my put, because so many of the managers will say, "Hey, I'm an IC," here's a
greater one, "l am not being told | have the next job. | just was told to become an IC and | was a manager. |
feel like my learning opportunities are stuck, but this is a bad time to look for a job." They should be in
your community. They will learn more from that community than they will learn from managing one
random person that they were attached to managing in some project that may or may not see the light of
day, yet that's how our society is programmed. Our industry is like, "No, no, go manage that person
because that's going to make you closer to the top. Forget learning." And I'm like, "Well, learning isn't
happening. Learning's happening in your community. Learning is happening in our communities in
general." That's why I'm pushing so hard on this.

AR ERIE:

BIANIEERNEN, AARZZERY: B, RR2IC , RE—IEHREN: “BASFEEET—HI
B HNIMEERL N IC, MEUFMZEE, REFHNZEINZERT, BREXFTZHRIIENFIL”
IR IZANREIHE X IIMIB DX FEINARTE, LWEREAAIEEXIZENAEIX B E FRIE N FEN S
EHABRZR/Z., AM, FMTNEIMBXFIREN. KNOTUEMEER: “F, &, ZEEBTA, BN
BILFBIUEE L, TEFI,” MERR: “FIHEKELRE, FIREFEMRNEXE, FIZBLKEE
B E,” XMEN AT X E,

[00:52:54] Lenny
English:

This is a good segue to talking about the third bucket, which is kind of later career CPOs. That's the segue
in my mind there. Something that I've heard you talk about is that a lot of really senior leaders have real
development areas, but they're hiding behind these superpowers that they have. Plus, people don't like
to give real feedback to senior people. So I'd love to hear just what you're seeing there and how maybe

people can work through that and what we can learn about that issue that you've noticed.
R EIE:

XE—MRFENTE, ATBORE=1Ehs, RIERL/EHARY CPO. XEHMBFHITER. HKIAMKENT, R
ZEBRRNARENEERNAREX, EMIHEECHERN “BN™ B, L, AMNFREREHER
ATRMESLRG. FAIARRERIFMREBERRT 4, URANTENRFERZ MR, EEHANTET L
MIREREIBIX MR FE 4o

[00:53:27] Nikhyl Singhal
English:

This came from my notes as | was talking to a therapist on this. They talked about the shadows of
superpowers. And | thought it was an incredibly powerful phrase that everyone focuses on your
superpowers, but no one ever thinks about what shadows they create. Shadows of superpowers to me is
the story of a lot of executives. There's an adage that's thrown around, which is, what gets you there isn't
what got you here. It's sort of the tools that have made you successful today, you need to almost rebuild
or relearn to get to the next phase. And | think both of these sort of speak to the same point, that
oftentimes people have a great superpower. They go into a performance review, person says, "You're
getting some feedback from your peers that you struggle in collaboration." And the manager even
sometimes is puzzled, but the individual will say, "Are you kidding me? My last five performance reviews
told me that | was one of the best collaborators in the company. How in the world is that possible?" And
then what you realize is that, "Well, you're collaborating as long as people agreed with your point of view.
Now as a leader, we're asking you to be opinionated, and because you just think you're an amazing



collaborator using the exact same tool set. And it turns out that when you're dealing with senior people,
that may not even be in your function, they may not be product, they may not be tech, they recoil, but
you're moving so fast because it's your superpower. You would never think that this needs to be rebuilt."
Sometimes it could be more extreme. Great collaborators sometimes are very reticent to present their
own opinions because they're so good at assimilating others. Or people that are amazing at growth
struggle to be innovative. People that are world-class storytellers struggle to get in the details. People
that are very taste maker, they are always the first to have point of view. They don't necessarily introduce
change particularly often. You're strong politically, but your decisions are unprincipled. You're a
structured thinker, but blue-sky innovations are very tough. You're an amazing listener, but you're very
weak to be decisive. | can go on forever. And what | would say to you is, sometimes even in a 30-minute
conversation, walking into the room, just knowing what | know about the person, | can unlock their
development area faster than anyone ever before, simply because my secret is, I'll bet you, because of
this person's world-class here, these are the three things they're going to hit. And they don't even realize
it because it's their identity. This is what got me here. If you make me work on that, you will make me
change my superpower. And I'm like, "That's why you're stuck. That's why your career is plateauing." And
then they get sad and then they take a long time to process, and then the work actually begins and then
they solve and they go. Almost everyone, once they have the name and the face, they're able to solve. But
facing the name is hard when it's sitting in the shadows of superpowers.

FROCERIR:

HRTF RS —(ET IMRRREREID. IT%ET “BRHHBR" . HREXR—TIFERNENEE: &
PABKEIMBIEBRES], ERAREXEBENZTEFAENAR. WERY, BENNBRERTSSERN
WE. B—HEERGR . “HMREEBENRE, HFFAEFMRIAXE.” BRI, LRSREIINT
8, MLFREENWEHERFZITEENT TR TANAXBMREBAIRATE—1 R BEANEE
SBARIERES . MESMESITE, BAR: “RHEERERIAEMEIEEEME.” SEGREEHRE
HZ, BHFEARN: “ARXE? FIEZRRNEGERIEBRZR LD EREBERMENAZ— XEAR
gE? 7 ARMEFIRE: WK, RBFHARBMONR, (RRMENE. REFEAASE, RMNEXGFEE
W, MRrRABANNECECRARFNIASHM T AENMNEE. ERLI, SIFENFRALE (tTE
ERJRERTEARRVERRESR), AR MIIRAAR), WII=REE, EIRERANEBEAMITHRR. MKIZFZEE
XEEEMEE.” BNBERIREERE, FANMEEENIFEFIRREBCHEL, EAMIIKERKIS!
ABRERT ., REBREKHAREFH. HRAFHNRERHRERERINAT, FEBERHEBOA (taste
maker) BEF—TMREMR, EMIIR—ELEIINEE, MBUGFHRRRE, BRERELIEREN, RELE
WLBLEE, EXSITTHEFMRRRRE. RE—17T NENMHFE, BIRREMERE, HAU—ERT
%o BEHIRFMEVE, BREERE 30 oFRKES, EBHEE, UURERXNZXNARTE, et T E
RASMERMEDMBINLREX. RERESR, HOWER: REFTHE, BAXMAETESEEERRL,
IIEERBEX=HF, MUIIEERERTIRE, AABZMIINEM. IMEHFHKIIXENERER, AR
RILEBOCEBRD, MIEBEILRAERNEES. MEASR: “XRZ2MHRREENER. XMEIRIRLEES
HARRRE." ARMIISREMED, FRRKENEL, BRETIEREIEFG, ARMITRRT PEHALR
A, JLFETA, —BRRESIHESTCHEE, MERRE, BEICLEBRNINPAREN, ENER
3o

[00:57:08] Lenny
English:

Wow. That is an incredibly important point. For someone to recognize this, do you find that they need
someone like you that's like a coach, mentor, person to come in, and be like, "Here's what | see"? Or is
there a way, | guess, as someone that's a peer or an employee to help them recognize this without them
shutting down and being like, "No, shut up. No problem'?



AR ERIE:

I, XR—MREEZEZENUR. NTUHEATIRIX—R, MESUINESTEGMIFNA FEk. FIN)
TANFHR “XMEREEN” ? HE, (FAREKITE, BREDEZEPMITRIRAX—K, MAZILMIIX
EORRE A, HiE, &R ?

[00:57:28] Nikhyl Singhal
English:

No, you don't need a coach. What you do need is to listen to contradictory feedback. So what was the
premise here is you're being told that something that you hold as your strength is actually in your way or
a development area. Do not dismiss that. Recognize most likely you're doing it correctly. You just have
gotten to the next level. So what I'm hoping the listener does is it goes back through all the feedback that
they may even have and then looks at all the discard stuff. What's on the discard pile? Things that were
discarded are anomalies because they're artifacts of my strength. And often, your managers are the ones
that do the discarding, "Oh, that was just a weird... That person, they were just into it. They have it out for
you. They got reorged or they were upset." I'm like, "No, no, no, no, no, no, no, no. Perception's reality.
Talk to me about that one. That might be it." That's what I'm looking for.

AR ERIE:

T, MAFBEHGE. (FRENZMF “FEIRIR . XENRRE, BASFR, MANNKELFELER
TR, HER—TRREX. FERIE, ERIRE, RABMMSEXNH, RZ2MEZET T—1R5. Fr
UBRFZERRBOE, BRMITREINAERE, AREERER “EF NFRA. ZFHEEEMHA? BLER
EFNKRARANRRERBR, ENENZRRABHEITR. 8%, MPNZBEEPEARTEFOA, &, 3
READEFEE BN, IIRBRIRANT . IR MIMREARTHEMITRE" HIW: “F,
> Fo INHBEIIRSE, RIMIIPARFRIF. MAIEMBXRE.” XMBIFTFHAT.

[00:58:29] Lenny
English:

Fascinating. This makes me think about companies that have the same issue, companies strengths, like
say Meta for example, move fast and break things and then, "Oh, that ends up being the biggest Achilles'
heel." Uber, similar. Airbnb has similar challenges like that.

FROCERIR:

KEANT . XiLBRBERLEBRFAENAE, ABNME, bl Meta, “BRiE1TEN, FTWREMN , AE,
‘IR, BRAEMNTRANMIZNEZE,” Uber B2tk Airbnb 28 L MARIHEAL.

[00:58:43] Nikhyl Singhal
English:

Absolutely. This exact thing applies to relationships. This applies to companies, this applies to a lot. And
I'm so happy that | was able to learn about it. Frankly, it was a critical unlock for me because | was stuck
on something for years and | just could not understand how, for me, it was, | was very opinionated about
something. And then | realized being loosely held on my opinions didn't mean that | became a weaker
executive, but it was my opinions that got me to be so successful and it required me to rewire who | was
as an executive. And that took a lot of time and a lot of energy. But it came from this realization and then |



started to apply it for other strength areas. And now, every time | have a strength area of myself for those
that | coach, | immediately talk through all the things that | bet you exist and most of the time were right.

AR ERIE:

Zytt. XEFERTARKXR. ERTAR, ERTREEY. HRESHMFEFEX—R. BRI, X
MEKIRZ—TRBORK, AAREREGERILSE, BMELEER. WHKR, BEXTHEHRAS
FEEEM. FRHEFIRE, “FRECN” HFAEKRERZEM T —IMHRENSE, BESHRHERNIEIHL
L, XFBRENWEREASENS D, XEHETARENIEMBED. BERTXMIAK, ARHFIEE
HWATHMAB MR, NE, SHRENECHFESFHANRE TR, FEIILEMTICHEGTHEEER
ABLERE, MEAZHEHEEREX B,

[00:59:46] Lenny
English:
So what is it for you that you said was your superpower and your shadow?

FRCERIR:
BAXHRAYL, (RFTRBVERENMRAR B A?

[00:59:50] Nikhyl Singhal
English:

| think that | was, as an entrepreneur, very opinionated about using small amounts of information to
make decisions. And then | was very good at driving those things. So when you become an entrepreneur,
you're great at grit, you're great at opinion, you're great at being decisive. And then as an executive, you
spend a lot of time making sure everyone has context, everyone is heard, your opinions are actually
edited for good reason. And it's not just to placate, it's actually to improve. But as someone who's
basically been right a lot, that requires almost a complete and you're like, "Well, that's not who | am." And
I'm like, "Okay, you start with the sentence like that's not who I am." You're definitely doing it right when
you hit your leadership.

AR ERIE:

FikA, FA—REUR, HIFERFANADESERERE, RARKIFFEBRENXERE, FIUHIREA
—REAREY, REBREY. BRFEUR. BRKRE, BFN—25E, FEERSHEHESIAREL
T, SDNEBBANT, (REIRRSEFR LA T FHERAMRIEERN. XFNXENTRIK, ERLEBATH
#o BEA—TEXEZXEEROA, X/IFFEURNEE, FEEF: “WE, BFRER.” MERR:
“GFE, SRR AR XAEFKE, REAREAS A ERASEMIT T "

[01:00:40] Lenny
English:

What was the process like for you to work through that? You said it took a long time. What made it
effective for you? Was there a coach involved? Something else?

AR ERIE:
{REBRI- NIRRT IZR/ERM? RN TREKNRE, 2AALEMRER? BRLES51D? TE23HA?



[01:00:49] Nikhyl Singhal
English:

| got a lot of setback. | get a lot of negative feedback. | had a lot of abrupt challenges at work where folks
would say, "You're not collaborating well. Your peers don't have the same level of respect as they
should." And | was like, "Are you kidding me? That's not who | am. These things that are being said about
are completely ironic." | was very much struggling and that's when | said, "You know what? | can struggle
and blame others, but what if they were right? I'm going to be doing this for 30 more years, it's kind of
worth it to figure out if they're right. If they're wrong, then you don't lose." And that's what kind of forced
it. And then the tooling starts, then you start talking through. My self-awareness was strong enough that |
was able to say, "Okay, now | understand it." | had some peer feedback that helped bring it home from
someone | trusted. So that was a kind of linchpin to this, but these are tough, tough things to break
through. And oftentimes they don't come nicely, | guess, is the point.

AR ERIE:

HBE T RSB, WA TRZNERR. RELFEFBE TRSRMERNE, AR “MRIMER
Rifo MMNEEMFKENENEE,” FIENA: “FXE? BAEH. XERETE2ENR" FHHIE
WL, MEBNRR: RAED? HAURSRLHERIIA, BORMITEXNEE? BEEEXHE 30
F, FR2MESERIERN. MRMIIET, MEEHRR” XNIRERIENRE, ARIREFHE
ER, IRAIRRAR %K. BRNBEHTIREBSR, BN “WE, MEREMBT.” BMEEENARERIT
—EFERGR, XERMEERT. FIUREXGENXRE, EXEHZEE. FEREURKONEFER. HEE
mE, Ell@8EARZLURMBA LI,

[01:01:53] Lenny
English:

| was going to ask what that turning point for you was, and it sounds like it was direct feedback from
someone you really trusted that's like, "Oh, | really need to take this seriously."

FRCERIR:

BRERFNETREN A, WERGEREMFEESEENANERERRE, LAKEF: ‘B, RENFRINE
POEEFRE T

[01:02:01] Nikhyl Singhal
English:

You got it. You got it. Because | had a lot of feedback that | was dismissing and then | had feedback from
someone, I'm like, "That person | should listen to because they're giving me the feedback for the right
reasons and they have the right language."

FRCERIR:

R, MERXM. ANHKZABRTRERIG, AREMEABERSET R, A “BOARNZA,
A AFRRIEHNHA REXNE, MAMIIERT ERES.”

[01:02:13] Lenny

English:



Comes back to the power of getting feedback and getting good at that.
FRZERIE:
XEETHRERGEHEKLENHE L,

[01:02:17] Nikhyl Singhal

English:

And making people feel safe and giving it.
R EE:

BRAE AR R RIRET B R 2,

[01:02:19] Lenny
English:

Mm-hmm. That's a good segue to maybe the last question. You told me once that a lot of the people that
you work with that have kind of made it have a lot of mental health challenges, that they didn't expect
their life to be the way it is necessarily when they got there. Can you just talk about what you see there in

that group?
FZERiE:

o XB—MREFHIEE, SIH&EE—TRE. (RESIFHK, RESMAFIN. BE “THHREM BWAZRE
REBOERERHRA, SMMNZATERN, MITLIHEIEZBASTTMIRE, MERKRIRERTFHEFEFERT
tang?

[01:02:39] Nikhyl Singhal
English:

Yeah. This is a story that | don't think is told very well right now, and partly because it's such a luxury
problem, it's almost a little embarrassing to discuss it openly as so many people struggle with so many
basic needs, going through layoffs, going through all these challenges. | mean, these are real issues. But |
think that what I've noticed is that if you kind of break career as we've done in this podcast between sort
of act one, act two and act three, if act one is sort of learning and being that sort of builder and then
maybe building the car, and then act two is building the factory, act three is like, what's after that? What
do you do after that? And I think that act three in the past wasn't as long as it is now. Before, people
would proverbially retire in their 60s when they used to actually physically work. Now almost all your
listeners sit at a desk all day, so they don't need to retire by any means. And health is getting better. You
might see folks work until their 70s or 80s. So that means that their careers are potentially 60 years long.
So even if you're 20 years or 30 years in your career, you're only halfway through. So this act three could
be a thing. And | don't think we talk about act three enough. What often happens is, and this is what I've
been watching for people that are at my age, is they sort of succeed and then they become lost. They
almost goes hand in hand. So when | was a kid and | was growing up in the Midwest, entertainment was
going to the dog tracks, and not even the horse tracks, we didn't have horses. So it was the greyhound
dog tracks. So people would bet on a dog and greyhound would go around the ring and then you would
see. | bet on number three and I'll make a buck or something. The way that they motivated the dogs was
they had these fake rabbits, which sounds kind of cruel and horrible, so | don't want the SPCA to come



after you. But the point is that they'd have these fake rabbits. And what was interesting is, the moment
that the dogs, if they accidentally touched the rabbit, the sort of the tail because the machine broke,
because these tails would go around faster than the dogs, which would then motivate the dogs to go
around in circles. Sometimes the machines would break, the dogs would actually catch the rabbit, they
would never run again. The reason why they wouldn't run again is because there was like, "Well, what's
next? I've achieved what | was looking for." So | think this happens a ton. It's like, your listeners are
spending time focused on like, "Well, one day | will be X. | will be that vice president. | will have more
money. | will have built something. | will have started a company." But they don't think about what
happens next, and when it happens, when they succeed, their North Star, their entire way of wiring their
career, themselves, it has been around getting to that place. And | think that if you're going to get there 30
years in and you have a 60-year career, a lot of the discussion I've been having with myself and with
others has been, you probably need to start working on that North Star now. What's the second thing?
What's your career next look like? How do you ensure that you are always going to have something
important and motivating to do with your career? Otherwise, you'll keep working because you had no
nothing else to do, but you'll be sadder, or you'll find ways to create war when peace is needed, or you'll
spend money in an attempt to earn more, or you'll find habits that are bad. And | really want us to have
long 60-year, 70-year careers, not just 30-year or 10-year, which is why | enter this into the vocabulary out
there.

FROCERIR:

B TINNXNRFEMELBRREMHAR, BORABCERE—T “BEENRR" , AFECEESR
RIEM, RABBAZAEENESTFRMFIL, KHH5R, SHFEXENE. ZNERE, BREABIE
[, BEHERE, MRMEHNERZTHAMEEE, BRVEESNE—R. F-BNE=F: IRF—
BREFIFAMNERE, WNEE; FREEEI ; BAE=ZRBME, BZEE? BWZEIMFEMHA? ik
NI ENB=ZFREMERXAK. LT, A 60 Z58hEAEK, AAtiIEEENMEENFE, WEMR/LFE
FRERIFRBREBLENRRA, FIUMITIRERFTERAR, MERRINTEREESL, MAESEIANLIE
21708180 ¥ XEMREMITRERILETERRER 60 F2 Ao FRUBMERELZTET 2054 30 &, REAET —
o FILX “S=8" AIgER— T KA. HIANBIMNHNE=RITILEFB, EERENERZE (XBEHW
ERXNFLHAFMBEIIRN), RS TR, ARMEKKRT. MIhE5EKNFEFEFMRN. HHE
RTEBEFEETADBKAN, REIAHEEFNY, BEEFRREDY, RNLKED. BERWFER. A=K
MR, RBRERR, REE, “BHE3IS, BRI . TN SRARERRRT, X
KB RABHNAMR, RAFEMRIFHSILIFIFT. EERRMMNEXERRF. BENE, —ERLHF
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T, HENMETRF, ElIMBEAZET. ENFBENRRER: “8, ETRE? RELRFETHE
EHRA” HUNAXMERZELRE. mEENIAREREEZET: 9B, S5 —XEIBEAEEAN. H=E
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RER, SIS, MIIILRE, tiTWZIREENMBRNENSN, HRESEEEB MG,
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[01:06:51] Lenny

English:



That is really resonating with me. | had a similar experience. | had a startup, and my whole goal was just
like, "I just want to start a company." That's my goal. That's all | got in life. | want to start a company and
then maybe sell it, maybe go somewhere with it. So | did and then we sold it to Airbnb and then | got to
Airbnb and | was just like, "What the hell do | do now? I don't have any other goals." And it was pretty sad.
Exactly how you're describing. It was just like, "I guess I'll just work here and | don't know, maybe I'll start
another company, but | already did the thing | wanted to do."

FROCERIR:

XEMSET HZEHLS, ZEIXMHNEFH. KD T —RAF, RETEFME:. “HRRBED—KQE.”
BREHHER, KEMFH2E. BEED—RAF, AREITFREE, BIFFEEEEMMAG. HHE
T, ARTNNHEBERLT Airbnbe HFLEIT Airbnb, 8. “HERZMMHA? KEEMERT.” BEHN
RER. EWMRFAERRIEBF. MEE: "BRERMEXEIFE, HAME, BIFRIBFF—KRAE, B3
BAM5 T HBMNE"

[01:07:21] Nikhyl Singhal
English:

Your story is | think very inspiring because what you did is you said, "I think the thing that | want to do is
give, but | want to do it in my own way and | want to create something, but | want to do something that |
think | can do for 30 years and | want to do it." It has lots and lots of spokes to it. So you reinvented
yourself professionally, but you created a new North Star. My sense is, for every one of you, Lenny, there's
a hundred that could do that, that could do giving, that could do things that could scale, but that end up
falling into what got them to be successful in act two and they get stuck. So this is the reason why when
you hit your skip, keep looking for the next skip, is the point I'm trying to make. And | think you're an
inspiration for a lot of folks who have seen you transition and realizes life after just being a tech
professional entrepreneur, there's got to be ways to do more of this for all of your listeners. And | think it's
never too early to start thinking through. It's actually quite powering to think that you have such a long
career. You can make mistakes and you can do some amazing things down the road.

FRCERIR:

BIANRAIREEEREAC, EAFAENER: “BREHNEBERSET, BERBUKECHANEMY, &K
BENE—ERA, FRM—EIIANKALUR 30 FNHERE.” EBRZRZNN. FIURERI EEBETH
2, REIET —MILIRE, EMNRERIEZE, Lenny, BHE—MRFXENA, ME—B MR UXHFMBIA
— IR A LG T, AU — LA RUNES, ERZANBATILMIE “B28" BRI H
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KON, XSEFRERIFEBNEN. RAILULHE, (RAIUERRM—LET FENER.

[01:08:34] Lenny
English:

Yeah. This is my fourth career, is what | realized. | was a engineer, then a founder, then a product manager,
and now whatever this is.

AR ERIE:

B, HRIRFXZHHENMERL, HERIRIN, ARELIBA, AERFREE, WER - TEXMY
(2



[01:08:43] Nikhyl Singhal
English:

Whatever thisis.

A EIE:

FERXU Ao

[01:08:45] Lenny
English:

Whatever this is. | guess, just to give people something inspiring, productive, what are maybe some
examples of North Stars you've seen that people can evolve into? | guess one path is this path of content
creation, helping people learn stuff. What else have you seen that might work out for people?

FRCERIR:

FEXMtAa. F, NTHAMI—EREAC. EEMRKBKRAE, RISHLEATLUERMMARN “AtikE”
BlF? FB—FREZABTCE, BEIANFES. MERIHMAAWAITERHARG?

[01:09:00] Nikhyl Singhal
English:

| think that all variations here come into two categories. One categories are ways to drive more scaled
economics. I've made millions. My North Star is to now make it tens. I've made tens. My North star is to do
hundreds. That's what drives people from, it's not entrepreneurship, it's investing; it's not investing, it's
private equity, et cetera. Whether we describe that as a bad quest or a good quest is a decision for your
listener. The other arc is around giving. Eastern philosophies that have been around for thousands of
years talk about this as the sort of end state of happiness. | think that maybe to be provocative, | think
that it's okay for you in act one and act two to not predicate yourself around the notion of giving to others
because this is maybe the time on the planet where you need to take and you need to create. But boy, if
you're going to work on an act three and you have 30 years, regardless of where you are economically, if
you feel like you can take that off the table, if you can find ways to give, whatever that means to you,
however that translates to you, is that content, is that volunteer, is that starting a company that is more
mission based, that is not my role, but | think that if you are able to do that for 30 years and be giving, not
only is that going to be more fulfilling than your act one and act two, but it's tremendous for society, very
empowering. And that's where | commend you because you're giving through your passion but also
making a livelihood. And I think that that's a very powerful blend that is hard to achieve in act one and
act two given constraints. And that's the liberation that act three provides.

FROCERIR:

HIANXEFERNZEUERILANME, —RKBIEREAMBENEF . HELRTHE, KHVILREN
TERMRET A, RELMRTHTH, HIRERHEZ. XMEBRANMEILIZRIRE, MREXALE
BNFEFNRE. BATGEERN “HRIEKR" T2 “WHIEX" , BURTFIARECHRE. 5—LKBXT4H
Fo BETHRTENATEFREMANE=RBHIERRT. T8, REREH—=<, FHAANFEE-—BNE_8H
AU “BFMA" ARREFUIERY, RAXAEEIMEMIK ERERBMLISHIIHEE, B2, XMW, WX
MEFBF=", FEIRE 30 FHIEFE, TIRNEFRZNME, NRMEFSHT UK TEFRE, MRIRERK
ALEFHAR (TEBMMBH®RETFA, TRBRARCIE. TR/ELE, EREN—REALMRNQF),



BARHNAE, BHINNMRIMEERIFLT 30 F, IMNILFNE—SMNE_SERRE, MEANHZEE
EXHTER, FEENE. XMEBRAAMBMS, RAMBIMIABEST, RFBUILEE, FIAAX
B—MIFERBRANES, EF—SNE_STHATMHHRFIRELN. XMIEHE=FHRIER.

[01:11:08] Lenny

English:

What do you think your act three plus ends up being?
FRCEIE:

RIANRIRE “B=BRUE" SRR AEF?

[01:11:12] Nikhyl Singhal
English:

Many have asked me about this. | would say that I'll use the word, and then I'll tell you | won't use that
word. So it is around my passion around coaching and giving to others. But because I'm a product
person, because I've seen success in building products, thinking about scale, thinking about community, |
definitively plan to devote my act three towards coaching and giving to others and lifting up those that
with the right advice at the right time can change their trajectory. But scaling that and doing that in a way
that is very authentic is really the hardest part and it's product problem. So that's what I'll devote 30

years to and | look forward to that every day.
FZERiE:

REBARIHEZN A H=W, RIAINME, ARRIEFFRFASEBNEA FrLl, SEEEHITELE
MLATARRE. ERAKE—TTmA, BARIMETWESm. BERE. BELXIALL, BRI
VRENE=SRNFEEMLEFMA, RRILEIERRIIEEIRIGERZINAAEIZE AEHTHI A, BH0fA
MR, DIFEESNANMEIRX—R, WHEERRENEED, XB— M mildl. PRXMERIFIRAN 30 F
HETE, HEREMILTHATT.

[01:11:59] Lenny
English:

That is beautiful. That feels like an exactly correct fit for you, and I'm here to help you on that journey any
way | can.

FRCERIR:
AEIFT. XREFEESMR, KEBUERSNEIRBIRIEFRAEER,

[01:12:05] Nikhyl Singhal
English:

Thank you, my friend.

FRCEIE:

BHER, HHARR.



[01:12:06] Lenny
English:

Absolutely. Is there anything else you wanted to touch on before we get to our very exciting lightning

round?
FRSCERIE:
&R, EHRANBNEBHDAOHABRRIZEZE, (REETAREIRIGE?

[01:12:11] Nikhyl Singhal
English:

No, | just appreciate your genuine offer to have me attend and participate in this wonderful podcast that
you created.

FRCERIR:
®ET, ZRARIFEBFHREBMBIERSMIRE R MEF AR,

[01:12:18] Lenny
English:

It's absolutely my pleasure. And it's not over yet. We've reached our very exciting lightning round. I've got
six questions for you. Are you ready?

RSz ERIE:
B BRIEE, TEERE. BITHANTIEEREAOMRNER, BRE/SNNORERR, HESFTIE?

[01:12:25] Nikhyl Singhal
English:

| am ready.

FRscERE:

BEEFT

[01:12:26] Lenny

English:

What are two or three books that you've recommended most to other people?
FEiE:

RENAEERSHNR=EHBEHA?

[01:12:30] Nikhyl Singhal



English:

So two, and both business books. Sorry, I'm going to come across boring. But one is this sort of little bit of
an old school book called Crossing the Chasm by Geoffrey Moore. | don't know if other speakers have
spoken about this, but it's a book that Geoffrey Moore wrote, and it's a book that really talks about how
to get your first product on base. So it's this concept of creating a beachhead. | like that concept.
Marketing is something that we don't talk about in enough and product. And then the second one is a
book that none of your listeners have actually probably heard of called Leadership and Self-Deception.
It's a six-hour audio that | highly recommend. It's a story about a person who has hit a wall and who's
getting all this feedback that they don't know what to make of, and it's around their mindset being stuck
in a box. That was very powerful when I listened to it in my late 20s. So | encourage all of your listeners to
grab that one. It's not one that anyone normally would hit, but it's a fun story. It's a good ride, and | think
maybe you'll get something out of it.

FRCERIR:

BfA, MEmlP, 18, RAERTEEREN. —Ex2FSEBIRNP, W (E#B7A) (Crossing the
Chasm), {E& R Geoffrey Moore, EAFEHMEREERIREIT, B Geoffrey Moore ERIXAREIEITILT
WAL RS — = ISR R ER . XL “FESLFEH” MU, HEMRXMHR. EHEERNES RN
TSR ABHRA, £ AZIRITRATEEEEENE, W (MSHEBHLKIE) (Leadership and Self-
Deception), X@2—1 6 /NIYHIEIM, HIRFIEEF, THRT —DAREFKREISHRAEN RGNS,
BRODRETFMITNBEERREE “8F° B, RE20ZS5HRI0SHIFTXES, HEFEEEHE, FFIUEK
EMFENIAREIRIRE. XFB—FAFKEESMENP, EEB—NEBNKE, —EBFENRE, HE
{RABIFEE MR B P UK.

[01:13:41] Lenny
English:

| have not heard of that second one. I'm excited to check it out. | have Crossing the Chasm back behind
me on that shelf somewhere. And you talk about how marketing isn't something product leaders and
managers think about enough, and | have many marketing-oriented guests on this podcast and those
episodes do the least well, but I'm just going to keep doing it because | totally agree with you. | think
there's so much to learn from marketing. It's connected to growth, which is connected to product. So |
agree.

AR ERIE:

HEMREE A, HRAFEEER. RBENBRLME (BHLE), MREIEHETRAFENZER
AMEHRA, WX TMRBFEIRZUEFENISANER, BEENKRIIEE, BRIEBHEHTE, BhikT:
ERIFRMR. HIANMNERPFAINAARSZ T, ESERKEX, MERKXS5~mBX. FrUEER.

[01:14:07] Nikhyl Singhal
English:

Yeah, and | think that marketing is a language of connecting products with people. That is what a product
manager does, but we often lack the language. We lack the thinking around how to explain it, and yet we
spend all our time on data and features for that. The diversity of having both playbooks can make one of
just @ much more powerful builder. So | agree with you. Marketing folks is probably some of the best
content and the least listen to. So maybe that's a plug for people to go back to those episodes.

FRCERIR:



B, WANEHERRETRENERERNES. XIERTmIEMHE, BRINEEFRZXMES. BlIR
ZXRTOABRENRE, AMIBAIEFRENEIEEEISIENINE L. BB XMERIARZSFERTLIL
RAEA— N EBANEIRE. FIURERIFNEZ. EFEARNABATREEREN, BRPHARD. FIUBITF
EAILMEA—T &, IEAEIERIFARLESE,

[01:14:39] Lenny
English:

100%. That's what everyone should do. | don't know if you know this, but actually, at Airbnb, the product
manager function has been renamed to product marketing. So all the product managers are product
marketers because Brian is so big on, you're not just building product, your job is also to make sure
people use it. We'll see how that experiment goes, but that's a bold move | thought.

FRCERIR:

100% RS, AKENIZXAfM. HAFMBIREERNE, KFRLTE Airbnb, FREIEBREBKERN TaE
o FIUPTEN-REBHME~MREHALR, EA Brian IFERIAF: (RANEEMESR, MNIEEEE
BRAMIERE. FMBEEEXNREHITENME, EFIANXZ—NKRIERIZE,

[01:14:59] Nikhyl Singhal

English:

Very much so. Very much. But it's an homage to this concept.
FRCERIE:

HasEgntt. IEEARME, EXENX—IEZAIEE,

[01:15:02] Lenny

English:

Exactly. Okay, back to landing ground. What is a favorite recent movie or TV show?
R EE:

"iH. WY, EEINER, RIEREREZHEATERMTA?

[01:15:08] Nikhyl Singhal
English:

I'm a huge sports fan, so | have tickets to the Warriors and 49ers, and | am a big Bay Area sports fan.
Giannis is my son's favorite player. He's a basketball player for the Milwaukee Bucks, and they have this
Disney+ story called the Rise story, and it's a story about his childhood and how he struggled to find
notoriety and how he made it into the professional leagues. It's a great Disney+ family show and it's a
great kind of zero to hero type thing. So | love that story.

FROCENIR:

HEMBREBTR, FAELNUM 49 AMKIIR, RBEXFEEHNELNL, Giannis (FEF) BH/LFx
ENRIKGI, MR ITREMERIEIKIEZENST, Disney+ EBE—MIY (UEE) (Rise) BIRZE, WRTtbHVE



F. thINAISRMER R AR N EHE NERIVEXZR . X2 —1RERY Disney+ RETH, BE2—MRERN “BRZE
R NEFE. FIURESRBIEE,

[01:15:41] Lenny
English:

| feel like you're going to have a really good answer to this next one. What is a favorite interview question
that you like to ask?

FRSCERIF:
EREBMN T —NIBRERFNEE, MEEWENERDEEFA?

[01:15:47] Nikhyl Singhal

English:

| like the format of, what's something that everyone takes for granted that you think is essentially
hogwash or inaccurate? Sometimes I'll ask a manager, "Look, you've managed hundreds of people in
your career, what's conventional wisdom that you bet against that you have found is actually

inaccurate?" And you can do that for what do people think about Al, that's inaccurate, that everyone
believes you could do that for domains, you can do all kinds of things.

FRZERIE:

HERXMEN: B AFBRAKEINAREMLEAN, MRANER EREENFERN? BNEREREE
#: “F, MERUEEPEEIHEAN, BFAMRNHNERAES, BIRAMER LEERERI? 7 (REF
AR AT Al 9EEFRIE], SNESGEIIR, (RAILREMEHFIER,

[01:16:18] Lenny

English:

I love it. Is there something you specifically look for there, or is it just depends on what you hear?
R EE:

BERXD, (REEEZERIHRFENRAL, E2EBURTIRIAET HA4?

[01:16:25] Nikhyl Singhal
English:

I'm always looking for people to break this sort of interview mindset. Everyone always prepares for
interviews and then their entire conversation is predicting what you think you want me to say. And as a
result, you can have high-quality people that you dismiss because they weren't genuine. There's no way
to answer that question without being genuinely opinionated because it starts with, "What is the thing
that you think | want to say here? And then tell me why it's inaccurate." So when | break that wall, I'm
testing, is this person authentic? Because sometimes I'm dismissing them because they told me nothing
new, but | don't want the interview process to penalize them. And this was my save question, but | can't

use it now that I've told everyone.

AR ERIE:



H—EHETFREEITHRXM “midR%E A, STASINEAMES, ARMINIEBMHEEETNIMEE
tfilfifta. &R, (RARSHRE—ESERBA, BAMINFTER,. MRFAFEAELNILE, MIERZERR
MEE, AANERT: “FRUAAREXERAAA? ARSFRATABE2REMHB” A HITRARERE
B, HREMNR: XPMAESED? AAENERENMMIILSFREMRTRAMELM], EXRFRLEmAD
REIIMN], XEHHERBEH, BERAKEFTAK, BRTEERT.

[01:17:27] Lenny
English:

It's going to be all over TikTok soon. Everyone's going to know this. Next question, what's a favorite
recent product that you've discovered that you love?

FRCERIR:

RRIM=ZIE TikTok B, AREZAER, F—NRE, REAMAZENT@mETA?

[01:17:35] Nikhyl Singhal
English:

The geeky answer in me is the Arc Browser, which | think probably a lot of folks are starting to use and
your listeners. Part of the reason is, | think it's just great for folks that have hundreds of tabs, and if you
work at a scaled organization, you just have lots of tabs. But | think it's also, as a product guy, | thought
Chrome was pretty good. They've got gajillions of people using it and billions of installs. So at some point,
you kind of come to the conclusion that this is probably good enough. And then you see a product
obviously built with a much smaller team and you're like, "Huh, there actually is opportunities to
innovate." And any time you see a innovation on something that's mature, as a product person, | think
that's just fascinating. And | was just blown away at how they created something that's better than
something | hold as a true set.

AR ERIE:

HAOBMRZFHERZE Arc XiE2E, FEAJERRSANMMNIAREBFBERT. BORRAZ, FIANEFE
BEREFREMIERHA, WRMREABARTE, FRZBRETEN. EREN, FA—1TF@A, &
BIAN Chrome BERIF T, BEBRAEERE, BRTIZHNLEE. FIUERMEEL, (RRFHEL: X
AREBEEBT 7. ARMREI—IEAHENANIEN™m, MEE: &K, SREEFIHINE." £
AR Y REIEMASY LREIH, FAFmA, BEREEBIEERA. FWMNEISHEEIOIANN IRk
cE” BEFRIRAER.

[01:18:33] Lenny
English:

Yeah. We had Josh on the podcast, we talked about a lot of their philosophies. And on the tab thing, |
think the key there is it closes your tabs after 24 hours unless you put them in a specific place, which |
love because | was like, you think you would do that, but you don't. And then it's broke so beautiful, you
wake up in the morning, everything's gone, but you can save stuff that you want. The other thing I'll
mention with Arc, by the way, also huge fan, that's all | use, and I'm not an investor, just a fan, is the
onboarding experience is the best onboarding experience I've seen. | was just like, | did it and | got a
tweet about this. This is so good. And actually, if you go to that episode, there's a link to get past the wait
list and just-



FRZERIE:

B A% Josh LIEE, WMTRZBMNNVER. XTFHED, RUNANXBETERTE 24 /NHEXHARR
DL, BRAMREElTRERERNM G, HRERX M6, BAMRUARFREER, BRELERSZ, AREU—
MEWHF VTR T IR, RELEKR, —EBXT, BIRAUREMREENRE. MER—T, XT Arc
HEER—R (RUEHY, RRAE, RFEREE, RABNEL), ENFHFSIT (onboarding) FIEZEFK
REEFE. FERMETE, HERTEER TR, XXET. KL, MRMERB—&, BT
FER e, mA—

[01:19:11] Nikhyl Singhal
English:

Oh, that's right. Yeah.

FRCERIR:

MR, . EHY

[01:19:12] Lenny
English:

Yeah. You gave me many thousands of invites. Okay, keep going. What is something relatively minor
you've changed in the way you develop products and your team that's had a big impact on the team's
ability to execute?

AR ERIE:

B, fREGTHGFLTTBIBE. §7, #8, AARKTSMERFANRNAN L, (RET HRLEAEXNBIVEXH
PARITREI = EE AR IMRICREE?

[01:19:26] Nikhyl Singhal
English:

A little bit of this is just because of scale, but oftentimes we think a lot about the products and the
features and the decisions that we're working on, and then we think that meetings are a nuisance or a
must-have necessary evil to be able to deliver. Sometimes | realize that at a scaled organization, the
meeting operating system is as important as the products that we're building because it sort of speaks to
how we scale and how we ensure we have the right degree of delegation, the right conversations, and
then the right acceleration on the right decisions. So what's interesting is every quarter, in my current
teams, even in my past teams, | talk about our meetings like a product. We're on version seven in my
team, and so we're like, "Hey, version seven, every 90 days, these are the meetings, these are the
discussions, this is how we organize, these are the attendees, and then here's how we make decisions.
This is the cadence of the week. This is when people can work from home, hybrid, whatever it might be."
And then | take feedback two months in and then every three months we make another route. What it
finds is that people then can plan and they can make meeting time effective. And meeting time is such
precious time. It's the most expensive time in a company. So when | was in a startup, | couldn't imagine
doing this, but now this is like my bread and butter as a leader. It's the process part. And frankly, for new
folks that are new in leadership positions in a new company, it's the one thing you can do when you have
low context. When you don't know how the product works, you can look at things with fresh eyes and see



inefficiencies when everyone that's been in the system can't see it. I'm a huge fan of rebooting meetings
first. So process first, then people, then product, then strategy is sort of the notion | make, and this is this
first thing | always do.

AR ERIE:

XE—ERE LBRRAMENRE. E@FFNMEEFLN~m. DENRREERS, ARUNAZNE—
MG, HERATXNMARIBREN “BEZE . BNREIRE, AREARD, “SWRERS 5
HMNEEMENTREREE, ANEXRIFRMNNAMEL, NEBRKZIEELSRENRN. EHRY
5, URMERRARNIERMNE. G8NE, 81MFE, ARIUENEN, EEIEHEF, RGN
Fa—EEHMINZ N RNEANRERNRE “WRAE 7", FAUFNZE: TR, RE 7, 890 XEH—
R, REZRIWN, XEZVE, XERMNVARSN, XEESME, XRFNNERENARN. XESANT
o XREMTAUERDA. BEDANNE, FF.~ ARKERTARKERD, S=TARIHITRE
o EREI, AMIATLIELHETIHE, HESNHEERFER. SWHERIFEERNNE, BREERSD
SAVRTIEl, HEEVCIAEN, HEEFERXEFMY, BUEFAHASE, ZRERNEFIHFR. XEREDD.
BRI, WFRMNFAE. BEFASRSHAKR, XRIFERZERERNTUMN—HFE, SIFER
HMIEF malfE(FeY, (RAIASMRAHIEY), BRRERNNABFINRBZL. HE "BREBR
W NBEKL, FRLL, RiEE—, REERA, AGREFMm, REEHE, XEHMNEST, WERIEMNE
—H=E

[01:21:29] Lenny

English:

Final question, what is one thing every PM listening should do to help their career?
R EE:

&Ea—NE&, S—ERRTER PM NiZMM—HSEREth IR EE?

[01:21:35] Nikhyl Singhal
English:

Ensure that the story you will tell about the work you're doing today is meaningful for your skip job. So if
you sit down and you write down, "In six months, in 12 months, in 24 months, when | achieve or finish
this role, here's the paragraph I'll write. Here's a problem | solved. Here's the skill | built. Here's the
headwind | faced. Here's what | did to overcome it." Use | in the sentence, do not use we. We will do good
things. You are who we are thinking about, your career. We're not looking for we. Master the story now.
Understand the story. If the story sucks, you probably should be thinking through how to make the story
not suck. But that to me is a very good career decision and | think everyone is building their story today. |
want to know that story. | want that story to be incredibly compelling because whether you promote it or
not, that story's compelling. You'll be promoted in career. And that's what we're here for.

FRCERIR:

HRRIRKX TSR IIERN “RE" , WIREY “T O I(E” (skip job) BHEEXM. FrlL, MIRIRLTRE
T “E6 1A, 1217A. 241 AR, SRTAXTMARH, XRERBEEN—KRIE, XRHERNENH. X2
HEIUMKEE. XRFHEIGHEN. XRFARKREMINERS.” FOFRER K , FEER KT
T 2WERNEFR, ERMNAEZENZM, MORLEE, RMNFREIHK BT . AEREEX
NEE. EREXME. IRNERIE, MARNZRENAILRERIE MEKR, X2 TIEBEFAIER
RE. HIANAFPASKREBENEE CHIRE, BBNERNEE. HAERNIERARS|7, EATLLMR
BEREEA, REREFARSIA, MORVEERSREEA. XMERITRIXENEN,



[01:22:48] Lenny
English:

Nikhyl, this is the first time we've ever met. I'm such a fan instantly. This might be my new favorite
episode. I'm so excited for people to listen to this. There's so much value here. Two final questions before
we wrap up. Where can folks find you online if they want to learn more? And also, talk about maybe
various community, The Skip, and all that stuff that people can check out. And then how can listeners be
useful to you?

FRCERIR:

Nikhyl, X2HNE—RAE. FHBFEIN T REVL, XEJERREENHIH —K. KIFEHMELAKITE
X—&, XEEXZHNNE. EERZAEERER NI IRAKBTHRES, AIUEMEREIR? 5
5, KRB, (The Skip) UMRARAUBENAS. &a, IFRETUIEERIR?

[01:23:09] Nikhyl Singhal
English:

I'm building this brand around The Skip because I'm so passionate. There's two outlets that people can
easily connect. One is the podcast, which much like yourselves is available on Apple and Spotify and
others. So I'd love for people to join my podcast and hear. What I'm now moving my podcast to is almost
like coaching calls. Because | have so many of them, I'm saying like, "Hey, 30 minutes, let me walk you
through a problem and hear how I'm thinking about it, whether that's a transition discussion or
compensation discussion, et cetera." And then the other one is this sort of newsletter that | have on
Substack, which is a bit of a mirror of the podcast. It's different forms of the same topic areas. So, would
love for your listeners to connect with that. | think as far as getting in touch with me, LinkedIn is where |
spend most of my time professionally. So between Twitter and LinkedIn, my presence is relatively easy to
find. And then how listeners can help me, | mean, one, you can build the most fulfilling career story and
be your best, but also give back and pull others forward. Whether that's through your act three or
whether that's just helping others, | mean, | think that would be the most fulfilling to me. | think feedback
from your listeners to me on things they wish | would spend time talking about is incredibly empowering
for my content because then | can deliver more meaningful content. It's very different from yours, but |
think it's all around the arc of trying to help people gain forward and be more effective tech professionals.
So I would love to hear from your listeners.

FROCERIR:

FIEES (The Skip) BIUX b, BAETHAE. AMMTLEIHNMRERMNEKR, — N EEE, MR
{I89—#%, 7 Apple. Spotify FF & LEH. HRHEARENFHAVER, HIMEELEZRREMT B
BiE" Bl AAREINBIERSZ T, REW: T8, 30 0%, ILHHEMRIFT—IREE, RRKEEL
BHY, TIRRREINCERFMITIEES.” 55— E]TE Substack LHIBIHRREIN, EARGREENRE, &
E—EFMHANFRF N Frll, RBEBIRVIAARERE. ETEARF, Linkedin HEFEAED T AT ERY
W75, FrLATE Twitter # Linkedin Z i8], RS EEANBZKXE. EFIRRMAEHZK, BE, MALUWESR
AENRIWHEHMEIRL, BHEEROHEAREMA. TEBBIMN “E=F" , E2UNEBMWA, ik
P FR IR BB AR HINAIARGFZXTFHEERTHETNENEB/IIRE, WHHABTCIFIER
BEY, RAXFERAURHEERXIIAT. RABSMMBVEERR, ERZEREEHANED . KA
FEMABRATWALTX—F5%, FRUFRBITEIIF R R R,

[01:24:48] Lenny



English:

Just to make sure people know where to go to do this. For feedback, do you recommend LinkedIn?
FREiE:

AT HRAKMEESWPEMXLE, WFRIG, FH#ETEF LinkedIn 137?

[01:24:53] Nikhyl Singhal
English:

Yeah, LinkedIn is the ideal, but you can also find me on Twitter if you are just trying to add a quick... If
you're trying to follow me, follow me on LinkedIn. If you're looking for feedback, just tweet me.

FRCERIR:

=R, Linkedin BEBAERE, BMRMAFIZERERM - RBATLTE Twitter L EIF. MRFEXE
#, BATE LinkedIn EXiE, SIRIFBRMRIE, BEREAHSHGH.

[01:25:03] Lenny

English:

And then for The Skip newsletter, what is the URL to go check that out?
FREiE:

A4 (The Skip) FE@EHBIMAULZHA?

[01:25:06] Nikhyl Singhal
English:

It's theskip.substack.com.

R EE:

& theskip.substack.com,

[01:25:09] Lenny
English:

Amazing. And you don't publish often, but each issue is incredibly valuable, so we'll definitely link to that
all in the show notes. Nikhyl, thank you again so much for being here. | will let you go now. This was

amazing.
R EIE:

KiFET . MABEFRE, BE—HEHMEFTENE, FAURIMN—ESEEERETEZEIRH. Nikhyl, BRE
BHRREIXE, MEFILIRETIE, XXEF T

[01:25:21] Nikhyl Singhal

English:



Yeah, thank you, Lenny. Appreciate it.
FRERIE:
9FRY, WHEHR, Lenny. IEHRSE

[01:25:23] Lenny
English:

Bye, everyone.

R EE:

B, &

[01:25:25] Lenny
English:

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.
FZERiE:

B RSEIURIT, WREREF[EEETEENE, AJLUE Apple Podcasts. Spotify & EIREIER N AT
AT B, I, BEERAKINNTOXEZTITL, AAXEEEENEMIARIKIIXINIEST. B UE
lennyspodcast.com X EIFIEFATER THREZXTFATEMNER. THTE L.



