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[00:00:00] Lenny
English:

You're often the youngest person in the room. What have you learned about how to garner trust and win
over skeptics?

RS ERIF:
FREEERERERMA. XTFNAEAIREESEHIRRIBLIFRESENA, REITHA?

[00:00:07] Paige Costello
English:

The thing | would say is bring the insight. Know thy customer. Know thy market. Know thy competitors.
Know thy numbers. Know thy product.

FROCERIR:
HRGRNE: FHRAL. TRANER, THRIENTE, THRIRNESNF, THRIREEEE, 7RI 5m.

[00:00:15] Lenny

English:

I'm curious, what you find most holds back new PMs?
FRERIE:

BiRWFE, MANKMBERHE~REE (PM) #PHNERZMTA?

[00:00:19] Paige Costello
English:

Your brain is so accustomed to having a scarcity mindset as opposed to creating alternative options or
seeing a different path. Effectively, there's this notion of, "How might the opposite be true?" The moment
| challenged myself and said, "How might the opposite be true?" my shoulders dropped. | felt more
relaxed. | was like, "Oh, yeah, | can do both. It will be fine."

AR ERIE:



RARASIRTF “BZ0E" (scarcity mindset), MARELIEERAEZNEIFRANRRIR, EfrL, AX
BN “AROBEROAETEREEEN? 7 SRKEECHE “BROBERNETEDIERN? 7 B—
Zl, RNBBEBIAT. RBEEREMT, T8, B, 28, HAIURERM. KEH.”

[00:00:45] 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 Paige Costello. Paige is a product lead at Asana overseeing teams responsible for the core product
experience of Asana. Before Asana, she was Director of Product at Intercom, and prior to that, she was a
group product manager at Intuit where she spent five and a half years. In our wide-ranging conversation,
we dig into strategies for building trust with people who are more experienced than you or older than
you, we talk about coaching product managers, including why leading by example is often the most
effective strategy, we talk about Asana's product development process and how it's evolved over the
years as the company has scaled, plus some of Paige's product and career missteps, and what she's
learned from those moments. To prep for this interview, | got input from some of Paige's colleagues and
former colleagues, and everyone | talked to loved Paige. You'll soon see why. Enjoy this episode with
Paige Costello after a short word from our sponsors.

FROCERIR:

DK E Lenny BIIEE, EXE, BRXIAHAZN~RASEMERER, FIMNNTHENLRBIESRMT
Pt FEh E R Z N, SRMEEE Paige Costello, Paige 2 Asana U= @mmas A, AEKE Asana
O RIRIE IR, TENON Asana Z &1, #2 Intercom FUF= RGN, ELLZAT, #7E Intuit IBET AESF
HIFBA = GREIE (Group PM) . EFRANTIZAIFHER, BITRNRW TUHASHHIFEELBNHEKWARILE
MR, BIHTeTHARES™REE, GFAFA “USEN BERREMHKE,; RITEWRT
Asana = @A R RIE, UKRBEATMRET X, X—RESERSMELELR; LI, FHITEITILT Paige
EF AR ETERR—ERIR, URMMXERZIRER T A, AT HESEXREE, RIEKRT Paige 9—
EIMEMFERSENER, RXRIHNENAEIEEEZIR Paige, (RERMSBAARRE, EREEENEEN
Bfa, BIMEZAHEAS Paige Costello BT,

[00:01:47] Lenny
English:

Today's episode is brought to you by Brave Search and their newest product, the Brave Search API, an
independent global search index you can use to power your search or Al apps. If your work involves Al,
then you know how important new data is to train your LLMs and to power your Al applications. You
might be building an incredible Al product, but if you're using the same data sets as your competitors to
train your models, you don't have much of an advantage. Brave Search is the fastest growing search
engine since Bing, and it's 100% independent from the big tech companies. Its index features billions of
pages of high-quality data from real humans, and it's constantly updated thanks to being the default
search engine in the Brave browser. If you're building products with search capabilities, you're probably
experiencing soaring API costs or lack of viable global alternatives to Bing or Google. It's only going to
become harder to afford these challenges. The Brave Search API gives you access to its novel web scale
data with competitive features, intuitive structuring, and affordable costs. Al devs will particularly benefit
from data containing thorough coverage of recent events. Lenny's Podcast listeners can get started
testing the API for free at brave.com/lenny. That's brave.com/lenny.



AR ERIE:

ZSHAT5 B Brave Search &E &7 Brave Search AP| #Bf, XE—MRIIMNLIKIEEZES|, {RAILUUABEFR
IREHREVIEZRD Al RZFH. SR IIES R Al, BBAMR—EMEFREER FINLEESEE (LLM) IR Al
MEAEZEE, RAEEEERE—TTREN A =&, BNRRERSESFXNFHRNSIEERIIGEREE, (R
MEBEXRZMP. Brave Search 28 Bing LURIEKRMRAIEERSIZE, #H 100% ML FARBIZ AT, BN
R BERBELALNHHZIIEREIE, HFEHRTER Brave X HBRHNBRINERS|E, HALLETHE
o MNRIREEWEERIERINENT SR, RAEEESLZMN APl RAEMFA, HERZFR Bing 2 Google Z MY
AITEIRENAR, NI XEH R STEHKEME, Brave Search APl itfREESSLE B RE HHITHEE. BEW
HIEMFI LB NS R E TS IMEEIE, Al FAES SRR T RELHAEGNIERIIE, Lenny 3%
EHIFAREILLAIE) brave.com/lenny G2 FFialitix APl. WIiERZ brave.com/lennys

[00:03:04] Lenny
English:

This episode is brought to you by Attio, a new type of CRM that's powerful, flexible, and built around your
data. Traditional CRMs were built for a different era with totally different speed, scale, and data demands.
Attio is different. It allows you to quickly build a CRM that matches your unique workflows and data
structures. Within minutes of connecting your email and calendar, you'll have a CRM that's already set up
complete with customer profiles and automatic data enrichment. You'll also have real-time dynamic
reporting at your fingertips. No more slow deployments, outdated user experiences, or tedious manual
data input. With Attio, you can build and adapt your CRM on the fly no matter your business model or
company stage. Attio is the CRM for fast-growing startups. Get started today and get 15% off your first year
at attio.com/lenny. That's A-T-T-1-O.com/lenny.

AR ERIE:

ANEATS B H Attio #5Bfl. Attio @—F#TEY CRM, TheEsEA. RJE, BESIRIVEIENE. F4H CRM @5
—PNEREERN, ERE. SIEMBIEERT2RE. Attio IRE, EAFFRENE— M ESFBSEIER
FEIBLEITRT CRM, TEERIFNBFHEMNBEREN/L2HHA, RREBE—1TBELIGEWH CRM, B85%E
% P ISZEA0 B o #iRIG5aThAE, RIER LI RIEENSIREG. FEERIENHE. IRNNARPAFEHE
DR FohEIERIN. BT Attio, TILIRAVSIERAH AT R FHAMER, (REFI R YZEMIEZEIRE CRM,
Attio ZATRIEIE KAV OIABEER CRM. SRIMFAIAFER, HE attio.com/lenny EXREF 85 fifiE. W
1t 2 A-T-T-I-0.com/lenny,

[00:04:05] Lenny

English:

Paige, welcome to the podcast.
R EE:

Paige, YMREIEE,

[00:04:07] Paige Costello
English:
Thanks, Lenny. Great to be here.

AR ERIE:



B4, Lenny, REMKEIXE,

[00:04:08] Lenny
English:

So you don't know this, and I've been telling you this, but | asked a bunch of people that you worked with
and maybe currently work with for questions, suggestions of things to ask you. So this is going to be
really fun.

AR ERIE:

fRAJRERRIE, FMAWIRIREES, HiR T —HESMAFHERMEERSZNA, FIlRH—ERR IR
AR FrLUE P RIEZIFERE,

[00:04:19] Paige Costello

English:

Wonderful. Now, | want to know who you talked to, but we'll find out.
R EE:

KiFT . MAFBIEMEBHOEDN T, FIBAHFR) LMESBE,

[00:04:23] Lenny
English:

I'll tell you right now. Big thank you to Jackie Bavaro, Yasmin who's on your team, and Montgomery and
Steve Morin who is currently at Asana.

FRZERIE:

BMEMEIFIR. EE R Jackie Bavaro. fREIBAFHY Yasmin, &H Montgomery MUK B FiTE Asana B9
Steve Morin,

[00:04:32] Paige Costello
English:
Ooh, fun.
FRCERE:

o =
uﬁ; ,§'\E§|\o

[00:04:33] Lenny

English:

So thank you to all of those folks for giving me a bunch of great questions, suggestions.
FREiE:

P LARRISTIX e ALA TR 7 X A S5 Rk 7 YR 21



[00:04:37] Paige Costello
English:

Looking forward to it.

R EE:

IFE AR

[00:04:38] Lenny
English:

Maybe just to settle a context, can you just talk about... At Asana, what do you work with? What is your
team? What do you work on, and what is your team responsible for broadly?

FRCERIR:

WIFATRA—TER, REERK - 7E Asana, fRARMA? (REIAZHAERY? REMKMPLIE, R
HIFIRARE A S+ A?

[00:04:45] Paige Costello
English:

Yeah. Absolutely. So | lead the product organization that's responsible for our desktop, web, and mobile
apps at Asana. The teams are composed of all the people in San Francisco and New York who are focused
on creating clarity for individuals, teams, and organizations. Effectively, our goal is to help teams work
together more efficiently and drive the outcomes they're going for. So you can think about the feature
sets if you're an Asana user like goals, portfolios, projects, tasks, reporting, all of that. But really, we want
to help people answer the question at work, "Who is doing what by when, and why?" So that notion of
clarity of purpose, clarity of plan, progress, and responsibility are often so painful in people's work lives.
When there is certainty there and clarity there, people can be much more efficient in getting the work
done. So that's where my focus is every day. I'm a product leader for that group.

FRSCERiE:

Y, ZiIRE. HMSH T MEBI A5 Asana R EIR. MITmMBRNA. FAHIBEWLMALBFRE/R
SR, MIEEFTANA. BERFALRENE “BMIE” (clarity) . EFfF L, HINNBEREEBIEIAE MM
HYE, FHESHAIISSITEAMR R, WRIRE Asana AP, RAJLEXEEIXLINEESE: BAn (goals). A&
(portfolios). B (projects). f£55 (tasks). k& (reporting) F%., BARRL, HIMTEEBAMEET
ERB—NE:  “BEAAMEZEIMAA, URATAEXAN? 7 XMXFEIRNEWE. ITEME.
HEMSEEMENES, EANNIEEEPEEERRESTN. SXEEFETHREEMNSEHERN, A%
BRI EREFS. IMERERXINER, R2EHIIN~RHARA.

[00:05:44] Lenny
English:
Cool. So, basically, like the core. When people think of Asana, it's all of that stuff is what it sounds like.

FROCERIR:



Bho PRAEAS ERMZ2ZOE7D. ITERIANTEE Asana B, BEIRFEX LR,

[00:05:49] Paige Costello
English:

Yeah, yeah. There's another group that's focused on our process management, but a lot of the core work
in project management, core is in my group, and then we have a growth and enterprise scale team.

FROCERIR:

B, BES—MNATETRIZEE, ENEEEPNABOZOTEHRERNASE, INKNEE—E
KA AR LA

[00:06:01] Lenny

English:

You've been at Asana for about four years now, right?
FRERIE:

RTE Asana i 7 RN E T IE?

[00:06:03] Paige Costello
English:

Yes, four years this summer.
FCERE:

i, HISEERMALEET

[00:06:04] Lenny
English:

Cool. So something I'm always curious about companies that are at this scale is just the evolution they've
gone through in terms of how they develop product, and so I'm curious, just in the time you've been
there, how has the product development process at Asana changed, and maybe even simpler, what are
some of the bigger changes that have been made to the way product is built at Asana over the years?

FRCERIR:

Fo WTFXMMENQE], R—EREFFMNETRARAXNLER T EFHELE, FRURIREE, ERER
HAl8), Asana ™ mARXRERET EFRNEL? HEEHERY, SFEK Asana WEFmIISRNEMLEEKX
HIEREE?

[00:06:26] Paige Costello
English:

| would talk a little bit about how we set strategy and our planning process, and how that's changed in
this time as well as how we actually ship product has changed in this time. On the planning front, we



have really changed what altitudes we're planning at, the time horizon we're planning at. Some of the
inputs have gotten a lot more precise and opinionated. So, for example, we have always had pillar plans
and team plans, but maybe we didn't have an intermediary layer of an area perspective. Well, what's an
area perspective? Well, as your organization grows, we've had to reorganize to create more agency and
accountability close to teams that are focused on specific target customers and problems. So if you think
about the way Asana is organized, we've got our R&D, the pillar structure, the areas within them, and
then the working teams.

AR ERIE:

BRI AI B E SRR LIRAZ, USRX ST a B XEFEENEEME, EERNEMRRA=RIA
REETHED K, EMNAE, RITALHXETHMIN “SE” (altitudes) FEFEEE, —LEMANEEEE
ENEHEAEBRMINS. fli, &I—EF “EFitk)” (pillarplans) # “BEPAITX)” (team plans), {8
LRTAIEERE “GUdiA” (area perspective) X—HIEIR, BATARMHMANRE? MEHLNELRE, Fi
WHIDHITER, UMEEEETREBMEFMNRENENHEREEZHNE ENMARF,. WRRBEZ—T
Asana BV AR, HITEHAER] (R&D). ZHLEM (pillar structure) . SZHFMABIMIE (areas), RER
BRI ERR

[00:07:23] Lenny

English:

It might actually help if you even describe what is a pillar, what is an area in product development.
R EE:

MRFEEFER—TEERALFHAR T (pillar), 4R “UF” (area), AJRESEEEL,

[00:07:27] Paige Costello
English:

Yeah. Absolutely. So when | said I'm responsible for that core product pillar, that's one pillar, but then
there's also the adoption and enterprise scale pillar and the workflow pillar. Within each of those, there
are subgroups, and we call those areas. Each of those areas has a very specific target customer and
problem space they're solving for. We've often also dialed up the clarity of the metric at that level. So
while we have an R&D set of metrics, we have pillar metrics, we have area metrics, and then at the team
level, there's often one or two that they're really driving forward. So you can think of it as a nested
structure around our product strategy as well as how we measure success. When | joined, we didn't have
areas. We were organized around projects and around locations, and then we worked to make sure that
the thinking was more durable and problem-focused so that our roadmaps were not about features, but
were instead about what was most meaningful to tackle for our business growth. So that's a big thing
that has changed is the altitude of planning and how that nests. Another thing that has changed is the
time horizon. So, before, we planned annually primarily. Now, we plan every six months, but for a rolling
12 months. So we have higher confidence in the immediate half, lower confidence in the following half,
but we just plan every 12 months, every six months because it gives our business more confidence in
what's coming and a better opportunity to align our go-to-market and product planning.

AR ERIE:

Y. SFREIFENT “ROFm<E” Y, BREP—IXE, INEE “RASEUMRLSE" M T
BRI o BB IEAER, EBEF/NAH, HNTZA G . MRS EIEEBEHNERE M)
ERANEBTE, HIBELRREZBEAEGNENE. B, BARITE—EMRER, BRITBESX



HEIEIR. JUIETR, MERESR, BESE —M MUEEHRZRIET. R LIEEERR— MRS
iR AR BTN @I E MR ELS . KRN, FNERE “FR° . Hi2ESRDEMMEIES
A1, ERFENSHHREZEMF[ABUREARL, ZHEHNVBEERAEEXTINEE, MEXT Xk
SERKEERXHBH. F, MYNESERERESRR—TERNZE L. Z— 1M EHUEHEEE, LA,
HMNEBHATEEML. IE, FNSTAME—R, ERYIOZRFREDH 12 MH. RN HERF
FRESHNEDC, NEFEFEORRE, BHMNENTAMMYIRE 12108, RAXILWSEIXNRREEE
i, FEEEFHIITTRATBGENTG (GTM) FF= @ikl

[00:09:10] Lenny
English:

Amazing. So | just actually was talking to one of the heads of product at Shopify, and they went through a
similar transition where they used to plan yearly, and now they plan for the next six months. So it's
interesting that I'm hearing this more and more, and you're saying that every six months, you revisit the
plan for the next year. So it's an interesting hybrid of those two.

AR ERIE:

KiET . FEERIF Shopify W—IFmAa T ALY, ILEn T RMYEE, UAREEMY, NEEM
YRFKANTA. RE®, HIAFHRESATIAM, MFREBRE/NTAEMBEARK—FENITL. FIUXE
XIE Zis— M EBEE S,

[00:09:30] Paige Costello
English:

Yeah. Absolutely. | think the more you try to do things in a joined up way where you have a single target
customer with sales and marketing, and you want to make sure that the impact of your releases hit their
mark, the more it's important to reflect on it frequently and to be able to pivot quickly because our
strategy, even when we think we have a two-year vision, something will change, and then we say, "Wow,
we made so much faster progress on this than we thought, and we actually believe that there's a new
opportunity or a new technology that we should be leveraging. Let's go bigger on that." So it reduces the
feeling of churn and thrash. It makes us all more principled, and it helps us just make sure we're making
the best use of our teams.

AR ERIE:

EHY, K. HikR, SMERRHUNENARNHE —ISHEENHHEAIHNE—1TEFER, Hif
REGHEIAEETE — B REHEBREZRAMEER. RANEHIPANEESE-TRENESR,
SRS ZETN, ARFNZE: “H, HNEXSEHOHEBRETENRE S, HIIEFELINAE—THN
MESHHEARBESEHA, LRMTMARNIE” XERTLURD BRf R EEIRELMRED. SLRITERRN,
HEBHNBREASE T RERHFIA.

[00:10:20] Lenny
English:

| like that it also admits you're not going to actually have a yearly plan, like everyone plans for year, and
then halfway through, they're like, "No. Let's start rethinking everything again."

AR ERIE:



HERZME, RBRACFKINTIREFR EAZE— T —RAZNEEIT. mESIABREETL, B2T
—¥0, SWR: F, ERNEHREE—T”

[00:10:30] Paige Costello
English:

Yeah, yeah.

R EE:

R o

[00:10:30] Lenny

English:

So | like that you're upfront about that.
FRCEIE:

F AZRE RAR S R IS A0 LB 36

[00:10:30] Paige Costello
English:

Yeah.

FSCEiE:

=0

[00:10:31] Lenny
English:

Okay, and then within the plan, do you have quarterly plans and sprints? Is there anything more fine-
grained with a detailed roadmap just while we're on the topic?

FRZERIE:

8, BBAEITRIZA, RIEZERIFSHR (sprints) 13?7 BESAEIEIX-MER, BREEATHENIFH
BRELE?

[00:10:38] Paige Costello
English:

Yeah, not really. | mean, teams know approximately when are they expecting to do the work, but if you
ask too much for a particular quarter, a particular week, or date, you will make strange choices about
scope. So, really, we align on what success looks like, and the teams do their best job to ship as quickly as
possibly, as iteratively as possibly, and we really encourage prototyping. So we added into our product
process a notion that we might pivot or cut from stuff that we put on our roadmap because it felt like
once it was on the roadmap, it had to be done, and that's just not smart.



AR ERIE:

HigH. ZNERZE, AMKRBNEFARZMTAIE, ENRFIPFENZE. BNAMBREFLR,
RA=TESEE (scope) LEMIHETRANER. FRLL, KRRLEHNEE “HHIBHABFN X—R EAR—,
AREERRRAS R aeRM, XA am, RITIEESEMBEE (prototyping) o Ht, FHE~m
MEFMANT —MER: RITTRSNBLE LRSS HITRBREIR. RAURIRE—E £ 7 RAERORN
FERK, MXHFBAE,

[00:11:20] Lenny

English:

Got it. So, essentially, there's a six-month roughly detailed plan of what each team is going to work on?
FRCEIE:

BAA T, FRUAR L, STHEMEE—NARLTBRFEAITY, METEMTA?

[00:11:25] Paige Costello
English:

Yeah, yeah.

R EE:

=0

[00:11:25] Lenny
English:

Got it. Interesting.
FRCERIE:

BB, RAE&,

[00:11:26] Paige Costello
English:

Yeah.

FSCEiE:

=0

[00:11:26] Lenny
English:

Maybe just a couple more things just to make them super concrete for folks that might be listening.
What's an example of an area? What's an actual team that would be an area? Then, the other question |



have just while I'm saying questions is, are there some metrics you could share of just what some of these

teams might be gold on just as examples of how you think about metrics?
R EIE:

AT ILRARIFSERE, HBZRJLNREE, feZE—1 “GiE” (area) WFIFIE? HAFRSEFREMSHTA
—MNE? Fh, HRIRER—T, RETEDF—EXLEFARNBIRENR (metrics) , (EAMRINMNAEE
FREBIF?

[00:11:45] Paige Costello
English:

The area that came to mind when you asked about one of our areas is something called Coordinate, and
their job is effectively making sure that the slice of Asana that helps teams work together is working
effectively. So that's projects, and tasks, and the data that you might put into tasks, and all of the back
and forth that is required when people use Asana for their core working team. Some of the metrics that
they care about are like org paying weekly active users as well as really thinking about healthy project
use. So we make sure that we understand what does good look like and what is a dynamic that we want
to be creating in terms of people getting real value from using the product, and we build that into our
metrics to have as a guardrail to ensure that we're not driving one metric at the expense of people really

getting what they need out of Asana.
R EIE:

LIRB B HRAN—NERN, REINE—N “Coordinate” (HfE) BISHIE, MM ITIESErF L RWE
Asana FREBIEIBATHMERIABEB D THEEB MIETT. XEIEMB. 5. MRARERANESFHEIE, URAIEX
ODITERIPARERA Asana BRIFTRHNAAEEEEE, il N —LiEinaiFARFERZERKAR (WAU), KX
REERE “BREAOMBEFER" . Blt, RITARECERITAR ‘@ , URERNGEERFP M FRPIRE
BEXMMEAERETAENDES. BITEXLEQNETRIERFE, LRRRIASATERENMERMEHE
FAFP M Asana 3RS EIEFRKAVEE S,

[00:12:41] Lenny

English:

Just a couple more questions along these lines. I'm nerd-sniped about process.
R EE:

XTFXAEHEELN R, FIPREXLIEAIFEEE (nerd-sniped),.

[00:12:46] Paige Costello
English:

Yeah.

FCERE:

N

[00:12:46] Lenny



English:

I think you use a process called the Double Diamond Process at Asana. Okay. Cool.

FEiE:

BABMRI1E Asana fER—F0Uf “IEEFA1EE” (Double Diamond Process) HY7AZ, *I0B? B,

[00:12:49] Paige Costello
English:

We do.

FSCEiE:

=0

[00:12:50] Lenny
English:

I've seen images of this in various places, but | don't know of any company that's actually using it as the
process. Can you just describe what the Double Diamond Process is and how you use it?

FROCERIR:

HRAERSMANIXMERNER, ERFNEEPHXQTENBEFNIENRIZ. REEER—THAZNH
AR, LURirMIZ2MNFEERERE?

[00:13:00] Paige Costello
English:

So you might be familiar with lean startup concepts and Double Diamond as it relates to going broad, and
then going narrow. So you go broad when you ask like, "What customer should | solve for?" and then you
pick one, and then that's the narrowing. Then, you go broad, and you say, "What are the problems this
customer has?" and you narrow, and you say, "This is the problem they have." Then, you go broad, and
you say, "What solution should we do to this?" and then you go narrow, and you say, "This is the solution
that we should start with." That process of going broad, and going narrow, and going broad, and going
narrow forces people to get out of their opinion-driven lens because so often, we need to be curious
quantitatively and qualitatively about what we're doing and why, and be more systematic and rigorous
about getting there. It doesn't take long, but it just breaks the frame. The Double Diamond Process that
Asana effectively... Each of our typical reviews or artifacts sit at different inflection points on the Double
Diamond. So we actually ask people to do a kickoff where they collect different information at different
scale depending on the size of the problem and the ambiguity they're solving. Some people have already
done enough customer selection and research that they're starting with, "What are the possible solutions
to this problem?" and then they're bringing the spec, and that's the narrowing alongside design, et
cetera. But it's really mapping our artifacts against this notion to make sure that the product thinking has
that quality of decision-making. Yeah.

AR ERIE:

fRe)ReAEREm eIk (lean startup) B, MEHBARESZHEX, ROETF “A#" (going broad) A5
“Ugsk” (going narrow). HfRial “FNZAMNEFFFREZ? ° B, REBELAR; SffEE—1NFFH,



REEWS. BEMRAEER “XNMNEFAEWMLRZ? 7 , ZABRKEH “XMEMINEER" . BEERLE
A “BAIZATARTRBRE? 7, &KEWSIR “IREHNEBABRKRENSR . XMER. K. B
R BURSBIEIZBEANBY “WRERD" RA, EAEMNEEFENEEMNERERAERRRIFEE
MEMRFEH L, HUERS., EMENARNEAKRBR. XEATZLE, BE@ITRELEER. &
Asana, WEAEMIELM LR - B )S MHETEES B T RHEARENREIRR Lo FRIAFAERR
EERANTHITEEHZW (kickoff) , RIFRIEFIMEFMEZRRRIEME, WEFRMRNES. BEABLM
TRBHEFEFENMAR, FRUIEREN "X RER ARG REMNA? 7 iR, ARRIARIRES
(spec), XFLBSIRITFMI I —EHATHWIME IR, XL LRIV~ HYEX MESI R, UK
BRI RRRE,

[00:14:44] Lenny
English:

The way you described it is it was very customer-target-oriented. Is that that the actual framework? Is it
around who to build this for, and then what to build, or is it more... It is. Okay. You're not ahead?

AR ERIE:

MERENANRIFEURTF BMATHN. XMERMFIESRS? cBES “MEWRE” , AR “WEfta”
BRANIE? ERES - HLEXF. ¥

[00:14:44] Paige Costello
English:

Itis. Yeah.

FRCERE:

=0

[00:14:44] Lenny
English:

Okay.

FREiE:

i

[00:14:56] Paige Costello
English:

It's really important because then you also know what success looks like because if you pick your success
metrics as using a feature, that's it. You're teaching to the test. It's not actually driving the outcome. So
while our planning process is around effectively defining category and how we win, and making sure that
customers receive certain benefits from using work management, the through line to the individual
project that a team might be leading is they need to know who they're solving for and what it means to
have that problem solved. So it always starts with enough customer insight such that we can creatively
do what they're trying to do. | mean, really inventing on behalf of customers.



AR ERIE:

XFHEE, HAXFMENERIIRT AR FR. MRIFBAINEIRREN “ERENINE" , BUTT,
REE “AEME , FRBERERDER. BABMNOMIRIZEESZERONESCEER . Kl TNRIRE, U
KREAMNERAILFEEPREREND, ERFHENASFNENNENZOERE: NFENEECHE
MERRIEE, URBRZABAZ®RET L. Fill, ESRABTEBNEFRE, XA 8ELEEtEIR
I EEHNER. RNEERR, EEARTPHITLHA,

[00:15:44] Lenny
English:
Can you maybe repeat if there's terms for each of those phases?

AR ERIE:

[00:15:49] Paige Costello
English:

Yeah. Absolutely.

R EE:

9789, &R,

[00:15:49] Lenny
English:

Then, is there an example of a feature or product that went through this that you could share? If nothing

comes to mind, that's okay.
FEiE:
Ba, BRE—NERTX—MIZRITRe s~ mif FRIUNE? MR —ERERBZX R

[00:15:55] Paige Costello
English:

The inflection points are the kickoff, which is that going broad, and then customer and direction
selection. So this is both the target as well as of the 10,000-foot views of how you might pursue solving
this problem. Which path are you broadly going to take? Then, going broad within that path on different
concepts, and then there's a design concept review. Then, the products spec. Then, the full experience
review or design crit of the end-to-end experience and launch. So that launch review is often just, "Hey,
here's the thing. Here's what we said. Here are the fast-follows." Most of the time, by that time, it's
already been dogfooding internally for some time, and it's more of a formal, "Do we have the right
metrics in place? Are we ready to ship?"

FROCERIR:



HRaiE: Bab (kickoff), UMEBLBMEL; REREFMAMIEE, XEEEENERF, WaEEXTNMERE
FXANAER “ARERREE MA—IRAREEWRIE? 128, ERXRERHHFAARIHITER, R
I (design concept review) ., BiFREZRF MG (product spec) . AEREAIITEDR
i BRI VI ITITE (design crit) UREf. AHBIFHEBEERE: ‘B, RAETX. XE&MZA0H
B, XRELEHEI,” KZHMIERT, B R, ~RELERNIFIXA (dogfooding) —EEIET, XE
ZE—NERXWHIN: “BINERSEEENER? BITESERLTE? ”

[00:16:52] Lenny

English:

Awesome. Do these reviews happen in person, on Zoom, or asynchronous?
FASCERE:

KFET . XEFHEEZEMNEIHIT. £ Zoom L#1T, BRI HITH?

[00:16:56] Paige Costello
English:

It depends. So it depends on the complexity of the work, and it depends how much we want to talk about
it. A lot of our crits happen in person on the design side. A lot of spec reviews are more asynchronous, and
then we'll say, "Depending on the number of questions people have, we call a meeting." Otherwise, we
do mostly async, but it's a mix. It really depends on the complexity and ambiguity of the solution and
how much people have questions about asynchronously beforehand.

FRCERIR:

MFRME. XERFIENEREE, URENETIEL D, RITAENREZITHE (crits) BEXNEHIT
B, REMBHBAHBTHFRESEZIHN, ARBEMNEH: “REARDENZLD, RINBRERSHAS.” &
W, HFMASFDHEAESFIH, EXR—TRERN. XT2BRTRRARZNEFEMEME, URKKE
RLMINE L DEEE,

[00:17:27] Lenny
English:

I'm going to take a tangent with my questions here and talk about work from home policy at Asana. This
is something that I've been wondering more and more about how it's changing because it feels like
there's been a shift back to the office. So what is the current policy at Asana, and what's changed maybe
over the past couple years?

FROCERIR:

HRBERZ A —T, WP Asana FIZEDABR, H—EEBEXHLEZMALEL, FHARTEREE
BERNRERESE, B4 Asana BRINBERZETA? SE/VERETHLEZH?

[00:17:42] Paige Costello

English:



Well, we were fully remote during the pandemic, and then we came back to the office in an office-centric
hybrid format. So we're in the office Monday, Tuesday, Thursday, and then work from home mostly on
Wednesdays and Fridays. That dynamic has been designed from the start. We wanted to make sure that
we took advantage of what's great about working together as teams, and so it's been the standard. So |
would say what's unique about maybe Asana is we knew we would do that from the very beginning
instead of hemming and hawing about would we be a remote workplace or not, and what would that
mean, and how would we come together, and how would we budget for it. We're like, "No, this is going to
be an office-centric hybrid," because we wanted to create spaces for people to work together and move
quickly. It's been interesting watching people get back into the swing of things. Even though we knew, it
didn't mean that on day one, people were great at being in the office. People were taking standups sitting
down. Whereas before, you would walk through our office, and you could hear people at standup because
there were standup chants, and people would be out on the floor. Now, people are more likely to do their
standup in a room, and we're trying the next level of standing up during a standup, but it's... I'm sureit's a
shared experience for other people who are working in offices to get used to using the whiteboards again,
to get used to standing up during your meetings. It's bizarre that we could lose a muscle that we had that
was so innate so quickly, and | think even in the last month, | would say, and it's in June of 2023, there's
more vibrancy in the office, more conversation, more casual... someone eating alone at the cafeteria, and
someone sitting down next to them. So it didn't happen overnight.

FROCERIR:

i3, HERBHERTEEREN, ARRIMNU “UDAENFOEESEI” (office-centric hybrid) [E1Z)
THRZE, FRUERNE— BZ. BOEHNAE, A=MBAEEIEERDLR. XMESM—FIEmMEIRITF
B BB ERF R EAADERMS, FRAXA TR, A8 Asana BIRGZ 0 E T, FATM—FFEmA
BEXAM, MARREFRITIEHNERERLNTEN QG BEKREFA. RNNERE—E. 0F
WHE. RINSERZ: “F, ZBF2UDAEAFOREEREA” , EAFENENANEISEHRE T ENRE
TEp=iEl. MEAMIEFENZMHTEREB. REXNEETH, EXHAEREF —RARMETEE
NARELEE, UBARKBREF LS (standups). MELLZE, (REEDLER, SERIIAMHMEZHE
5, ANAUEOS, ARBEDAK. WE, AMIEHETFEINEEAESR, RNEEZHHENT—TM
B— 7RISR R EILER, FEENTFEHMEEDNRZETNARY, ERIVEAAR. JREINPLL
i, WMERRNZF. REFE, FNEAEMILTERMAE—FMEIMLRER “AIEIZ” o HBY, BIfE
EIEN—TBE MER2023F6 A), MREEHWEFENT, BTESHRYK, BLHMEEME--tbi
BEAERERBIZR, 5—TMASLEMED, P, ZHFR—RZEIREN,

[00:19:45] Lenny
English:

I've been seeing a lot of tweets of founders just being like, "Work from home has failed. It's time to go
back at the office." I'm curious if that ends up rolling into more and more companies, or if it's just a few
founders here and there.

FRCERIR:

HREIRZEBARNKEXEER: “TERDAKKT, BHREDAET.” RRFFTXEERMEREZH
REF), ERRARDHEIBANEE.

[00:19:56] Paige Costello

English:



| think it's a real thing for mental health. | do think that having social casual relationships as well as more
opportunities to talk strategy with people you're not forced into a meeting room with has been super
beneficial. | can say that just today, | was having lunch and sat down with my head of data science, and
we had an impromptu chat about how we review our experiments and how to evaluate whether we had
ROI on learning, not just the metrics. It was one of those things where if we had to schedule it, it might
not have happened, and if it did happen, it would have been a couple weeks from now.

FROCERIR:

FIANXIOIBRBERIRBRELHNFR. HBHLIAN, BEHTUENFERNXR, UNKESHISBLEHIE
WEAEIWEREHIAITICHAE, BIFEFmM. HAUEMNMIF, MESRK, RIZFIRELEROEBER
FRRASY, HAIEHETINETESLLRE, URINEATFHERITE “F3” LREERAEKRE (RO, M
MU BEET. XRFBBUWRFEFLINE, FIERESFZRE; BMELRET, AREE/VAZENET.

[00:20:36] Lenny
English:

It feels like just coming into the office once or twice... or sorry, being at home once or twice a week is not
that different from how things used to be where there was a day of no meetings and a lot of people stayed
from home. So it feels like it's almost reverting back to that.

AR ERIE:

RUEBEAREZNRE—MWR-HE R, BEERDA—FR, SIENBERFHLEXKRTE. IXEEZE
—X2 “TaNB” , REAMSFHERE. FRUURREIRE/LFXEE T IR,

[00:20:47] Paige Costello

English:

Exactly, and people are better at it than they used to be.
R EE:

w5, MEAIREL LRI EERXMER T,

[00:20:47] Lenny
English:

Right.

FRERIE:

3o

[00:20:50] Paige Costello
English:

So | would say our remote days are more impactful than the days we're together where we're getting into
the swing of things.

FRCERIR:



FRAFARR, Bl 1IN A B LR IRE—ERREN A FER K.

[00:20:56] Lenny
English:

Yeah. | feel like as a PM, the only day | was productive and getting real deep work done was the No-
Meeting Wednesday. It was at Airbnb.

FROCERIR:

B0, HEBEN—R PM, BEE—ESRTEFHBFTRAEREMNHFME “T2NA=Z" . BEHENE
Airbnb B9fG%,

[00:21:04] Paige Costello
English:

Yes. | would encourage you to know your chronotype and to lock that time where you have the most head
space to do that work. So, for me, it's mornings.

FRCERIR:

TR, HEMARTHESH “EYHHEE” (chronotype), HEMRB4RBMRIN B RMBABL TIE, ;K
i, BEER.

[00:21:12] Lenny

English:

Say more on chronotype. What is that?
FRCEIE:

S “EYERE” , BEMA?

[00:21:15] Paige Costello
English:

I'm a morning person, and so | try to make sure that | don't have any meetings before 10:00, sometimes
before 11:00, and that's when | do my hardest task for the day.

FRCERIR:

B2 ‘BREAN , FIUKREWHRE 10 RZA1, ANE 11 RZAARAHEAZIN, BERLE-—XFPSHE
£S5 HYBSIEL,

[00:21:26] Lenny
English:

| also just thought about standups while | was at Airbnb and how not only how much energy they
brought, but almost too much energy sometimes where there's like another team doing a standup, and



they're just laughing and clapping, and we're just like, "Shh, we're trying to work over here." | feel like we

need more of that again.
R EIE:

FABRBEITTE Airbnb BIRIES, ENTRANERTRZEE, ARNEEREIR, LNEDETHANEFUES,
IR RS, MIMNRER:  “IE, FHNXBEXETFR.” RESHRNEFEBRABEESRIFNRE,

[00:21:42] Paige Costello
English:

Totally. Yep, yep.

R EE:

TEEE. Ko

[00:21:45] Lenny
English:

Okay. So, moving in a slightly different direction, something | heard about you is that you're often the
youngest person in the room, and you often lead people with decades more experience than you. | want
to ask, what have you learned about how to garner trust and win over skeptics, especially when they're
maybe more experienced or older, and especially in other functions, | don't know, execs or designers,
engineers, what have you figured out there?

FROCERIR:

TR, MEHE, RARMEEEEENERFRENA, MEMEEASBELRSHIL+FLEHA. HB
B, XFMARSEEHRRITRESE, MEITHA? FIRLAMITEEELENEFKEN, LHETHM
REEERI), LEUIEE. RIHMETIREM, MEXEAEEFACS?

[00:22:13] Paige Costello
English:

The thing | would say is bring the insight. Know thy customer. Know thy market. Know thy competitors.
Know thy numbers. Know thy product. If you can be the person in the room who has watched customers
use the product and has a point of view about why one tool is significantly better or worse in a given
dimension, and you can do that with confidence and clarity, and you don't need to know the other
person's functional domain, and you don't need the expertise in what they're experts at, you can bring
insight that makes people curious, and trust you, and just immediately believe that there's an
opportunity that you're not advocating for that just is true. But | think that's a really tricky and unique
thing is not to pretend like you have more experience than you do, but to be willing to ask great
questions, and then be curious enough that you're bringing insight to every meeting that people may or
may not have, but you're always willing to share.

AR ERIE:

HERNZ: FRKBL. THRIMNER, TRIAN™TG, TRRNRSNF, THRAEUE, 78RR m.
NRIREER N E B RN ERMB|IZ A MEER"m, HNATARN AR ELE LPREBFHEES
JREIAERIA, MRIREBFERBHMTRALR, (RMAFE T BNHLHIRETE, UAFTEESMIIMER



BT AR, REIAHERILANTREF S HEEREGRERL, LI 2B EEFE—MIHIFEEE XK. M2
EUEFENEL, BERUNXEFEERYERFEN—RE, FTEREECUXGEELN, MEERERL
RIERRE, HRFEBHFEHTL, UEESRIWNPHMETKIATELIEER, HERKRTAZ.

[00:23:21] Lenny
English:

That's such a good answer because it's like there's not a trick to it. It's just do the work, spend the time to
become the person that has answers that people value and obviously, that will respect you, value your

opinion, want to hear from you.
R EIE:

XR— M EEEFENEE, BAXHEPEAEFAER. MEBEA TR, ENELECHRABMIBAREENE
A, BA, XFARKMSZEENR, ENMBERL, FERFRNEZ.

[00:23:34] Paige Costello
English:

Yeah. Yeah. Our former board member, Anne Raimondi, and now our head of business wrote an article on
First Round that was really great about the trust equation, and it really resonated with me. | don't know if
you've heard about it, but she said that trust is equal to credibility plus reliability, plus authenticity,
divided by or over perception of self-interest. | think when you're met by someone who doesn't know
you, doesn't know your work, your job is to create credibility, and that's where | said bringing the insight
is where you can really tip the scales here. Reliability, this is all about your say-do ratio. Authenticity is
just being vulnerable, being yourself, and then making sure that people know that you're not in it for
some other outcome or cause that perception of self-interest really can change whether people... how

much they trust you.

FEiE:

=8, HEigiEESE=MA. WEILS A Anne Raimondi 7£ First Round EE3—EXF “BEAIX
(trust equation) WYIEEBMINXE, XILEF-ETRIINVHIS, BRAMERELERHE, Wid: SE=(2
577+ oI5t + L) / BFAR (perception of self-interest) o FIAA HIRIBE—NFRINRIR. R T RIRIIE
AR, RESEREIAEN, XMERNRN “HRAN” sTUEEHAERERNMSG, rTEEXFRE 5

T—EF" (say-doratio). HLMMERIMESSH—E, MBS, HBHERAIMERRZNTEMLF. B
TAREMZ AT A TREVEEREE,

[00:24:46] Lenny
English:

In terms of knowing the insight and knowing thy customer, putting the time, | imagine, is a big element of
that. Is that how you do that, or is there anything else along those lines that's just like, "Here's how I get
really good at this?"

FROCERIR:

ERBRALAMTREFRSE, FERARER—TEERR. MEXAMNE? NEETXHEEETAWR,
Egl “RRWMAERFFEBRXT ?



[00:24:59] Paige Costello
English:

When you take a new role, become best friends with a researcher, and spend time watching customers
use the product firsthand because what they maybe report on or are trying to do a study about might be
very different from what you observe, but you really just need that front row seat with customers, and so
asking, "How do | actually set up time with customers? How do | compensate them? How do | read the
tickets?" Whatever. It's amazing how little you have to do to quickly catch up to understanding who the
organization is solving for well and poorly, and how people really use your product versus how your
teams use your product, especially in organizations where there are heavy dogfooding cultures. It's really
risky to become less sensitive to the needs and behaviors of customers because people think they are
their customer, and it also becomes very navel-gazey. So | think the more you get out and break up how
people are having conversations about what we should do and why, and what we shouldn't do and why,
and it's not about your opinion, it's about asking questions, and then bringing insight can really change

the nature of the conversation and build trust.

AR ERIE:

HIMEF—MRAGN, ENMRRRXAR, EREFRENREFNAER~m. AAMITRENREHILE
MRBIRE, AJESMUEINEEFRRE. MENFERNSEAENER “BIHEML" o FIUER: “Rix
AL AES EFREE? FZWMALMHINRM? RZAOABELS? * FF. LARINZ, RRFEHRD
S, FEERIRE EHIRRRARENIERRPE (BRSHFHAE), URAZNAIESEERIREY~mAY,
MAZRBE A NFRIERE, FrIRERLEEERE “WERRA" (dogfooding) XLHIATE, BENEFFE
RIMTHFHRBREBIFERRDN, EAAMNSUNECHEER, X2SFBEEXTIRE (navel-gazey), Fld
FAN, RERERE, TTRAMIXT “BllEBHA. ATAE” Uk “FEH4A. A8 NES
MEFEI, FUNARRAFL, MEEITREMHERER, MSEEEREMNENRRHRIEE,

[00:26:18] Lenny
English:

| love that. In terms of confidence, you talked about the importance of communicating these things
confidently. Is there anything you've learned about how to be more confident? The managing part of it is
like having the answer, but is there anything there that you maybe coach your PMs around or other folks
of just like, "Here's how you communicate confidence?"

FRCERIR:

HERX M= XTFBRE, MKETHEVENEES. XTNAERFESR, MFHTHAR? 80—
BORWEESR, EEBNEEELE, MELKEHSIMY PMEEMA, bl “XREBMEEXBENT

99
N ?

[00:26:36] Paige Costello
English:

It's a great question. | think being brave and courageous in little moments is just what you have to do. You
have to show up, and say it before you're ready to say it, and ask for forgiveness, and be vulnerable. |
think when you're vulnerable, people actually trust you more than if you come with all of this armor and
say, "I know this, and this is how we're going to do it." So real confidence is often conveyed by being
willing to ask the question or to say, "I don't know what you mean by that. Can you say that again?" It's
also just how you communicate, looking people in the eye, your body position, your body language. So



much of this, | think people forget about because it's really easy to be in a meeting, and looking at your
computer, and going through Slack messages. So one of the best things you can do is if you're in a
meeting, be in that meeting. Continually scan the faces of everyone in the room, see if someone has a
question, pause at the beginning, and welcome people, and chit-chat while people land, and then close
asking questions like, "Did | get all of that? Is there anything you would've expected to cover that we
missed?" It's really about being open, and that conveys confidence more than being assertive and
advocating 100% of the time.

AR ERIE:

EXE—MEEFNEE. FANERNNNZEZINFEHRNEBEMS RGN, ROMIEHF, FTL5
EHEFEZAMRER, BMTBERRIR, FRIMESS. BANSFRIMESEN, AMMIKFLItRHEEESE
BiR “BHREXT, BIMXAaN” HEEER. AUEENBEEEERERRRER, HER “RABEBMR
MER, EER—EE? ” I, EXFMRAAERIN: REM. FARED. KRIFES. KBRS AEHZK
TXE, HAESINFITERRE Slack HEXEZ T, FIUMEBNRIFNEBZ—ME: NRMEFS,
MEHOMBANER, FHENREERESTANE, BERSEABRR; EFBHET—T, WEAR, &
ARNENRILA; SRER—EEE, bl “HRBA TIE? BREHF ARSI ERITEREIA
B? 7 XERFREXRFARE, XbEDZ BN EERRILISHME A ER T IKEREEE S,

[00:28:03] Lenny
English:

This episode is brought to you by Round. Round is the private network built by tech leaders for tech
leaders. Round combines the best of coaching, learning, and authentic relationships to help you identify
where you want to go and accelerate your path to get there, which is why their wait list tops thousands of
tech execs. Round is on a mission to shape the future of technology and its impact on society. Leading in
tech is uniquely challenging, and doing it well is easiest when surrounded by leaders who understand
your day-to-day experiences. When we're meeting and building relationships with the right people, we're
more likely to learn, find new opportunities, be dynamic in our thinking, and achieve our goals. Building
and managing your network doesn't have to feel like networking. Join Round to surround yourself with
leaders from tech's most innovative companies. Build relationships. Be inspired. Take action. Visit
round.tech/apply, and use promo code "LENNY" to skip the wait list. That's round.tech/apply.

FRZERIE:

ZHAT B B Round #%Bfl, Round EHREHL T ARHR MMEIZRIFAARMLSS, Round EE T TNRMIBLH S
FIMEALWAPRKR, EERHEBRHIERILINEFHEREZE, XMEATAMIINE@EMZE EEHRTER
&, Round BfEan BERERANRRREMNH NN, ERHRMHBAENSERERIFHPEY, mH
MREDTBIBRIRA R EANASEN, IBLEMTFRER/RES. SRINSSENASEHELIXRAN, &K
MMEATREES. KUFNE. REBSEEIRHIMETR. BIMEBMHART—EIEERREGET M
X" o A Round, 5XEREAFACFBHABNASENE. BIXR, KEBL, X756, A
round.tech/apply, HERLER “LENNY” Bhd{xhZ 8, MUELE round.tech/applys

[00:29:04] Lenny
English:

From my chats with folks that you work with, it's really clear that you put a lot of time and energy into
mentoring and coaching PMs, and your team, and | think probably broadly at Asana. One thing
specifically that came up is that you're very big on leading and teaching by example, not just, "Here's how
you do this thing." So, if that's true, I'm curious where that came from for you and why you think that



ends up being a lot more successful than like, "In a meeting, you should do X, Y, Z," versus doing it, and

then letting them see.
R EIE:

MESREZNZXPAILUEEMEER], RIRANTAENENBEIRIESNES PM LUIRIREIER, FEE
Asana WEIEEOLL. FFHHREIN—RE, RIFFHER “USEN" NASHBEFAR, MANER (RN
B o IREBXE, RREFXMIESRMEMRL, URATARINAZEERR “ERNPIRN
ZMX Y. 27 BRSE?

[00:29:34] Paige Costello
English:

| think the main thing is repetition. We're all students of repetition. If you see something done a few
times, you're more likely to remember it and internalize it, and so it's also something that... a way that |
learn, and so | think that's probably part of it. | remember hearing about a framework called the three Es:
experience, exposure, and education. | think it was helpful for me to hear that as a way of growing your
career or being more purposeful about your growth because | think when people are earlier in their
careers, they tend to think, "Education, education, education,” and then they started to think,
"Experience, experience. How do | get the experience of being a manager? | need to read about it, and
then be a manager." It's very linear. Exposure was such an important one where | thought like, "Okay. So
you're not in the driver's seat, but you're in the car, and you hear what's happening, and you're
evaluating how this is... what the impact is." This goes back to being really present and analytical, and
being a learner because if you can be a learner, not just in an education or experience context, but in an
exposure context, you can really grow so much more quickly and in so many more directions than you
will get from just what does your day entail from what work is directly required of you.

FR3ZERIE:

BANNREIENZRES. BINBREENFR. NRMTEINEGSHMT LR, (MEEARIEEHAKE, X
HWEEFIN—FAERX, FAURINAXTERBLER. KiZBRT—N0 3E” HIEZR: &%
(Experience). #fit (Exposure) #1#E (Education). FHIAAITEXMEZRM FER KKK ES BRIt
R KIEEEZER. RARIEAMIERLEERHRFERET “BE. HE. HE" , AEHHRE KX,
200, WELRGLULENER? RELITEXN, AEELUEE,” XIEFEM, T “E BFEEEEN
—If, BZMIEER: “WE, BRAMGRAESEE L, BFREEER, RRIATRETH4, MEITGEXGENE
R4 XXEETHRIFLTE. DINEANRA—BFEIE. RANRMRNEEHRERERERTES,
EEETE “Efit” BRTES, MRKRERRESZ, RENARESLXMEE IERRIENZEZ,

[00:31:12] Lenny
English:

Is there an example of that happening either to you or you saw a manager leader do this, and you're like,
"Oh, | get it now," or you doing that and it helped?

FROCERIR:

BREXENGF? TRRREREME L, TRMEIEMEENASXAM, LIRS ‘B, RINEHB
77, WERMEHMZEERT FA?

[00:31:18] Paige Costello



English:

So I'll give two examples. | mean, the way | run my meetings are the kind of meetings | want to be a part
of. So | try to make sure that | start with a clear agenda, and | move quickly, but give time for conversation
and that it's not fully just sharing information, but debating where appropriate. | think knowing how to
manage the conversation and courteously pausing people who are going on too long or taking the group
in a different direction than was intended, and just think about the experience of everyone there, and
create the experience that you hope that they're creating in the rooms that you're not a part of. An
example that | have in terms of experience is sometimes the experience is you doing the thing and getting
that experience firsthand. Other times, you need an education, you need a mentor, you need a coach who
will tell you what they're saying or give you advice. | was in a really high-stakes product review at Intuit,
and at the end of it, everyone else had left, and the leader of the business unit as she was leaving the

room said, "Always answer the question that they should have asked." "Always answer the question they
should have asked." | was pretty surprised by that advice because it was very profound in the moment
because | think when you're a student and you are accustomed... If you're an achiever, you like to get As.
You're probably going to hear a question and answer it. You're like, "One-to-one, one-to-one, one-to-
one." But what | learned from that was that there's actually another altitude, another point of strategy
when you're in a meeting or in a conversation to make sure that you're covering the more important
point, the bigger picture, the alternative that the person asking the question maybe didn't see or
consider. So | think the mix of experience, exposure, and education really helps you make sure that you're

consciously moving forward on each of those fronts or finding people who can help you there.
FREiE:

HERNMIF. B, HEFIWHNAARERFESMIBMINEISG RN FIUFKZREMRLIBHIBINZFT
i, TREER, BELMENE, MEFATERRAEEE, MEEELNMEREITAHE, FIANFENMAS]
SAE, LFITEARE RS ARKFICINES I RERA A, HFZEEDETANGKE, ISHIRMIREE
IIEMRA RTINS INEBWELEHNGER, XF “BR” N—NMIF2, BRNEREFFEDFHRES
—Fhz. MEN, MEBHE, FESIMHBGRSIFMUNOEEZHLMEN. HEBTE Intuit SMI—R
FEXBOTRITH, EREARPET, YSWHIINAFESAEENE: “XETERZFM]ZEZP9E
A" KIEBRIEMAZERER,” HXNXNEWREFEIRT, RAEB—ZERFIFERZ. HEIMR
BERNFE, J|MTH— “NEFE" B, RAEIFE—NREREE TR, B—H—BN. BEFHM
PAEZINZ, ANFMES, KELEES—TEE. 5—1T4BR, BREREMEET EEENR.
BANESR, NERRAEFNERLIERINZRINENS R FIUFIANER. ERNBENESS, EELE
BERHEREXLESEERIRMHED, HERIEEXHFEHEBRBIA.

[00:33:43] Lenny
English:

| love that piece of advice, and it makes me want to ask, are there other pieces of advice that have been
really impactful to you, or are there common pieces of advice you give to your team that just is a recurring
theme of advice that maybe people even make fun of like, "Oh, Paige is always saying this?"

AR ERIE:

HRIEFERXFEN. XiLFER, EEEMMRFTEEAXMBENT? HEMERBEELELHENRNE
W, BERTARAIKIE, il “®, Paige SZ2HXD ?

[00:33:59] Paige Costello

English:



There are a few ways to think about advice, and my advice often meets some mark when it's for a
particular person in a particular time in their career. So | would say advice | love giving to people who are
early in their career is don't self-select because | think it's really easy to say, "I don't have the experience,"
or, "I'm not X, Y, Z enough," and not apply. So | really push people not to self-select, and I try to remind
myself where that's appropriate to do the same thing. Other advice | often give is just think big, ship
small. "Think big, ship small." What's the smallest thing you can do to do that thing? But let's not,
because we're trying to ship all the time and in small chunks, start thinking in small ways because it's
really easy to get a little too incremental, a little too wrapped around the axle around optimizing a metric
and miss the bigger picture, and so think big ship small is another piece of product advice | give. The last
piece of advice that | would say that | like is more of a way of thinking. So this is a little abstract, but when
employees join Asana, they get a book called The 15 Commitments of a Conscious Leader. It's led by the
Conscious Leadership Group. They also get two-day training on some language and tools for how to
effectively work with other people, and it's a really... For me at least, it was transformational because |
learned some vocabulary and methods that | could share with my peers. One of the things that you learn
is to be above or below the line, and something that is this concept of like, "Where are you? Are you above
the line? Are you below the line?" If you're above the line, you're committed to learning. You're open and
curious. Things are funny here, more playful. If you're below the line, you're committed to winning. You're
committed to being right. Things are more black and white. All of us have days where we're having a
conversation and we're really in that below line space where it's like, "No, it just is this way. There's no
two ways around it." That concept of understanding your personal head space, and then being mindful of
how you're operating when you're in that place really was great advice for me and also recognizing where
other people were when it related to decisions we were making or context. It also helped me think about
rejecting false trade-offs and challenging like... Effectively, there's this notion of how might the opposite
be true, and that's a piece of advice that | give myself like this morning. | think it was yesterday, actually. |
was like, "How am | going to do tomorrow? Tomorrow, | have to deliver the clarity pillar brief to the area
leads and make sure they understand our stack ranked metrics, and they need to know exactly what our
strategic priorities are and why, and they need nudges, and they need to be able to translate our voice of
business and usability lists into those plans. | need to establish a perspective and make sure this is all
written down and they really understand it, and | have a great conversation with them where | get open
questions and they feel like they can really challenge my thinking. | also am having a podcast with Lenny
in the afternoon. Ugh." Right? At first, it was like, "This is just too much. | should try to move or cancel one
of these." Then, | asked myself, "How might the opposite be true?" | was like, "I can do both." It was just
enough to pop the balloon because sometimes your brain is so accustomed to having a scarcity mindset
as opposed to creating alternative options or seeing a different path. The moment | challenged myself
and said, "How might the opposite be true?" my shoulders dropped. | felt more relaxed. | was like, "Oh,
yeah, | can do both. It will be fine. We'll have a great conversation. I'm ready to show up, and be curious,
and really engage with you on the topics that you've found interesting, and we'll just do that. So, "How
might the opposite be true?" has been a really helpful piece of advice or line of questioning that | use with
myself to make sure that I'm not taking myself away.

AR ERIE:

BEENENMAN, BNEEEETHEERVMENFTEARNRER. BeWMIRVEERBOANR: R
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HA—BENRRY, MARUEENAXEES, ENREZBATEEKIEE. ST RUEENIERA
TKRRB. AL “RRER, NWIEF BRALNI —F-REN. RE—ZFHENNENEZE—FHERLS
Ro XESMHR, BHRIMA Asana Y, 1B —KEH (HERSEN 15 MAIE) (The 15
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BZill, 2IMAEBSHMASERNESHNIR, FHRHR, XEETEEREN, BARFIT—LEAUSHEE
DEMRLCMAGZ. HPZ—HME “F4&L” &% “E4& T (above or below the line) o XMEEZ1H):
“URIEMER? (REELLEERRELT? ” IRAFRELL, BMBATES, REAKBEESTHN, KEEENRE
W, MRMELET, FRAOTFR, BOFIEAESEXMNN, FBELRFRIERNB. BNSMABEXENEZ:
ERRPRTF “GT” KE, BT “F, SEMEXE, §BE" . BREDANLERS, HBEIREDRM
RETHITH, FERRBIEEENEN. XUEEERIRIMATERETISEFE THRES. ©EBEIIEL
RERERE, HkBBERK - RFLE, AXF—MES: “EARNBEINAOITEEREEN? ” XMERSKE
+ (EFRLERIER) AEHCH—FEIN. HEEE: “BRHEZELN? BREERTHAATARK BWE
I @R, RERMIIERRIINERNES, tEERTIMERINNSEERRTAURATA, MiFE
Z5|%, HEFERBERNMNNULSESNOIAEEREMAITI. BRERI—MIA, BRAEASEHE
TRALMIEERR, REEMMITHITORNBRN, BRI, LIRS Uk I8
‘. METFHRAEM Lenny REIER, -7 WIL? BIMENE: “XEHKXKT, HLZSEAHBUEE
F—17 REEEBED: “ERNEROETJEEEERN? 7 H8: “BOIUEERN.” XELUITHAME
S, RAABRRNARASIBRTFEZ LS, MARECEERARFIEFIFTEANKR. SHkHEESHIE “48
ROERIMATGELEEN? 7 B—Z, RNBEKRLT, BRIBEMNT., HE: B, 28, BIUFEER
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M, “DBRMERINATTEEEEN? 7 —HERKAXRABERE S THENHENIEEE BNEINSRR A

[00:38:43] Lenny
English:

Wow. What a fruitful question that ended up being. That was amazing. How does clarity pillars strategy
go? Are people into it? Is it working?

FRCERIR:
I, XEZ—TWIREERNRB, XEFT. B4 “BHESIRE" HESHBNMA? AKBHBD? ZUT715?

[00:38:52] Paige Costello
English:

Yeah. I'm pumped. It's a really interesting time to be a product leader, especially with all of the tech
transform... Truly, the technological transformation on LLMs is astonishing, the pace of development, the
ability of our teams to just ship quickly and ship really intelligent things. We're not in an operational
"figure it out" land. We're not in a place where we're trying to decide how to do a better job and get it out
to customers. We really have lots of interesting paths forward and are trying to make sure that we're on
the cutting edge while really looking at like, "What does it mean to serve the companies and
organizations that we want to serve with new ways of serving them?" So it was a really fun conversation,
and | also had to be honest with people and say, "This is a 70% cut. 30% of this is missing or incorrect,
and that's why I'm coming to you early." So I think it went really well, and it's the start of our 12-month
rolling planning conversation.

AR ERIE:

B, BRME. AEREEFRARAN—TEEGENNE, LHEZERIMANRATE. - KESE
B O(LLM) HRERARZEERESARR, AREEZR, HNARRERZSEEL”RIVEN 258, KR
BATFAM “BROMEE NNER, BABRRRERENARIIEMSEFHRNAEF . RITHLER
ZEBNRIHERRER, HENHEESATERING, ANEE. “LHENARRSEIMNEERSHATNARE
KEMA? 7 FIUBR—RIEBEEBIMIE, HBOANARRKIMSE, 7. “XRZE 70% B, EH 30% 2



RABAERD, XMBAFTARXARMEIKM].” FRURINAERFIFEIRF, XZEFK(] 12 MARI
pAIPORET:paR R

[00:40:05] Lenny
English:

Let me pull on this Al thread because it's clearly top of mind for a lot of people. How do you think about
splitting up investment in Al exploration within the product team? Are you like, "Hey, team. Everyone
should be thinking about Al as part of their product,” or is it there's a team where they're going to think

about Al and LLM integrations and, "Everyone else, keep doing what you're doing?"
R EIE:

ILFIE Al XMEBM T L, RAXEARARRZARKENER. RIOAZEEESREARERD Al HRENK
AN? fR2iR IR, HPA, 8TASBKZE A FAFRB—B2REE” , E2RE—1TTBEARAZE AIF
LLM B9EERE, M “HAth ABEEMIRITERMMNE" ?

[00:40:24] Paige Costello
English:

We've had an ML team for quite some time, making sure that we have test prioritization models and
notification prioritization models, and are making our product less work for people to use. But when it
came to the massive leap forward in LLMs recently, we staffed a team to really prototype quickly, and
discover what was possible, and just apply hypotheses outside of the typical norms of how we work. So
they went straight to prototyping instead of going through that Double Diamond | was explaining earlier.
What that meant was that we were really quickly able to say, "Wow, this is just so much better than we
imagined and would never have prioritized it because we thought it would take so much longer." Then, in
other cases, "That sounded good in theory." So skipping a lot of that to just really try it on for a size has
been key, and then what we're doing is giving the teams with the most expertise in the customer
problems. For example, status and progress reporting, the keys to that car and saying like, "Here's the
starter. Here's the hypothesis. Here's how far we got with it. It's dogfooding. What do you want to do?" So
we're able to nudge people without wasting time and build the skills locally within the teams that then

move those experiences forward.
FRZERIE:

HMNELBE—MNEFES (ML) FARKHET, ASEHERENENRMAARREMBARILRRE, Hiltk
M= mEREREE I, BHRIA LLM HIMEXCEREY, HIVAZT —MEARREFIERE, KIATHE
M, AEFMNERNTEREZINARIKE. FRUBIERENRRIR, MARERZAIBEANBIT WG
Mig. XEMRERNEBIFEDEMELI: B, XLERMERNEBEFES, URBRMNUIANNZFERKH
8], HNVRERZMAZERE,” MAREMBERT, BLERA “HELLITERAFE (BEFRA1T)” o FRUBLE
REREEZELMIZHA-—TEXHE ARFKNFIHENZ, EXERRRLERF A LRELENHERN. F90,
KEMHERSHR, 18 “FHL” RAMIIHR: “XEEohR, XERIE, XERINBRINHE, EER
i, FIEEAM? 7 XEFNTMEETRERBRIER MEMNAR, HERRIBZILERIREE, M
X EARILRERT A B.

[00:41:50] Lenny

English:



| want to come back to the coaching topic. | had a few questions there that | moved off of, but | feel like
that's a rich area of exploration. You mentioned Intuit. You worked at Intuit. Intuit is famous for having a
really good APM program and really good training for product managers. What did you take away from
that experience that you bring with you to coaching or even | think there's an APM program at Asana, too?

FRCERIR:

FAELCEHSXMET, FHZaBkid T LN, ERIEEXE— N EREFFRITHE, FRET Intuite 1R
7T Intuit TR, Intuit LUABIEE HEMNEIE~REZIE (APM) MBMIEEEHEN RIFIBEE)IMERZ. RMBB
BERPHETH4, HNAZTIMENESH®? A8 Asana I7EHHE APM IEIE?

[00:42:15] Paige Costello
English:

Intuit had excellent training programs, the APM program and their manager training. So, on the PM front,
the biggest thing that they taught was around customer centricity, and it really started with the founding
of the company. For anyone who works at Intuit or has worked at Intuit, they know that there's this story
about Scott Cook watching his wife balancing her checkbook at the kitchen table, and staring at it, and
saying, "There's got to be a better way, a software." So it was very typical for the product training at Intuit
to be all about like, "How do you actually watch customers using your product or just doing the things
they do, collecting the artifacts, knowing the workarounds, and using that experience to build
opportunities for surprise and insight that then you can capitalize and create products around?" They
also are very specific about how they define durable advantage and think about, overall, the product
process from a place of customer insight through to the market landscape. So the PM program there was
absolutely super thoughtful, especially for taking someone who has never PMed into being a super
skilled PM. They also have a wonderful manager training program, and | think the biggest thing that | took
away from their manager training was really on the feedback slide. Delivering feedback is something that
| think everyone benefits from, but for managers, it's so much more critical because if you don't do it, and
you don't say what you mean, and you don't do it in a way that it can be internalized and acted upon, you
really don't set up your teammates, your teams for growth or success in their careers. So their program
for helping you think about like, "Okay. I'm going to convey this feedback as situation, behavior, impact.
The situation is on Tuesday in that meeting at 3:00. Behavior, you interrupted me while | was saying this
thing. Impact, made me feel like you weren't listening to me or made me feel like your voice was more
important than mine, or impact, blah, blah, blah." It doesn't matter what the impact is because the way
you've set it up is it's a subjective observation. It's not what the camera recorded, it's what you
experienced. Therefore, it is true and valuable feedback, and it gets the conversation started such that
you can then talk about next steps. That format and framing really helped me understand that delivering
feedback isn't about being right or about getting the right information to the other person. It's about
sharing the impact of different decisions that they're making. So, especially if you have to give feedback
about, God forbid, what someone wears to the office, or how do you feel their work is, or how they're
communicating or their body language, having an enough support where you can be really clear about
what you're intending and the spirit behind that, but that it's formalized enough that people can really
engage with it has been enormously helpful, and I still use it today.

AR ERIE:

Intuit BIFFEHERIEYITE, €21 APMBENZEE, £ PM AH, WIHNEEEN—RZE “UEFH
iy, XEFFEBTATREIIL, FEAE Intuit TIEIBRIAEKIE Scott Cook FIE: MBEEZFERSER
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IEREMRLENE, ARMAUFBXENSZHBESRENCESR? 7 MIEFEBREMEXT “FAMK
77, ARENEFRRETIRENENTmAE. FIUBEN PMBBELXZIFEREN, 155 2EE—
TMKRMEE PM BIANIEFRR— R RAKEED PM. I TEE—MREFENZEZIITE, HEZMFREHRAL
REXT ‘R BED. HWUNABPABEMREFRE, EXNTFRERR, XEANXHE. HAMRIERLS
[R5, HEFAERRHER, HERU—MERAEMHRITHERE R, RIRENIRI AR FEABIER
PR BRI ST fr . MINIMBABIREBE . “FIE, HWELL “BIR. 178, #m (SBI: Situation,
Behavior, Impact) AR EEXAXNRIF. BREBAZTF 3 "BBIN. TAR, ERUIENRITHT
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LHAEE, EAMKEENARZ—MERNRE. EFRZERENNICRIANS, MEBMNEZ. FHit, ERE
SEAEMENRE, EFBTME, UEMRIIEEIIET -, XMEAMERENERIERT, RERSH
FRATIFABCENN, BARZATIR “IEH” BEEEEXNH. ERXTHEMITFHENAFRIRER™E
BRI FRUL, 3R IRMOIL RIF—WHBXTREAEDNREFHA, HEMRITESMNNITIERIM
o], EMNBBES NBEFIES —REEBHIXIFILREBMRATENEGEM, FEIXEBER
ILAMEERESSHAP, XNFIFEERELY, RESHELR.

[00:45:35] Lenny

English:

It's interesting how some of the most impactful training is such soft skills.
R EE:

RE®R, —EREFMAE)IRARDXEIRIEE,

[00:45:41] Paige Costello
English:

So basic.

FEiE:

FE E bt

[00:45:43] Lenny
English:

Basic. Yeah.

R EE:

Bit, =287

[00:45:43] Paige Costello
English:

Yeah.

FREiE:

o



[00:45:44] Lenny
English:

It's just how to give someone some feedback, but it's like, "Know how to prioritize, how to do a meeting,
how to give a presentation."

FRSCERIE:
XAZEFIELEARRE, Bt “EiEHiER. MEFE. NEMER —HEE,

[00:45:48] Paige Costello
English:

No. Yeah.

R EE:

=0

[00:45:50] Lenny

English:

It's like, "Here's how you give feedbacks."
FRCERE:

MEZ, “XMEBMERGHIAR .

[00:45:52] Paige Costello
English:

Yep.

R EIE:

B

[00:45:53] Lenny
English:

So you've worked with a lot of early product managers. I'm curious what you find most holds back new
PMs and help them being successful in their career, and even on the flip side, what most helps new PMs
be successful in terms of skills or behaviors, habits, things like that?

AR ERIE:

MARZNE™REESEDL. REREE, MAIMRMBEIRHE PM HERUEEFIEHRIINZEMHA? RIK
W, EREE. 1TH. JIRFLE, HAKESEFE PM EGATN?

[00:46:11] Paige Costello



English:

I would say this illusion that you have to be all-knowing and super confident sets you up to be in a place
of advocacy instead of inquiry. So PMs who are newer in their careers or who are in a different space than
they're accustomed to working really want to be pro really fast. What pro means is trying to cut that
straight path, and that can reduce information and conversation that makes you smarter. So some of the
challenges that some PMs face are feeling like they need to be the expert, they need to be the smartest
person in the room, or God forbid, they think they're the smartest person in the room. Then, what
happens is they're really doing that customer, or product discovery, or spec in a little dark room. Then,
they show up, and they say, "This is it. This is right. | know it's right, and let's do this as quickly as
possible." Everyone else says, "Wait. What? | don't know. | have a question," or they don't, and they still
have a question, which is even worse. So | would say something that really holds PMs back is not being
collaborative from a place of true curiosity like performative collaboration where they're not in a room or
want to do a review, but ultimately, they don't really want the questions or the feedback. | think trying to
make sure that you can be in a place of curiosity and openness because that will make your experience
more successful is really important. Other people aren't always going to be right, but if you're present for
it, you can ask clarifying questions. You can ask the question behind the question. You can hear the
feedback, and then say, "Was that something that | must do, that | should do, or that | should consider?"
You can actually develop a conversation that will move your relationship forward, and so | would say
that's something that | think holds PMs back. PMs tend to be so ambitious and career-centric. There are
so many good things about that, but | would say don't let the sound of your wheels drive you crazy. If
you're present in your job, and you actually have fun with it and solve the problems, people will come out
of the woodwork, say, "You're great, and tell your boss you should be promoted." You don't need to ask
for a promotion. Your outcomes should speak for themselves. Yes, you should have sponsors and people
who advocate for you, but a lot of that just comes from that raw connection to the work and to your team.

FRCERIR:

A, B RBALFHAAMEBRBE" BNERE, IILMBA—M “E3K” (advocacy) MIE “HRif”
(inquiry) BYRTS. BRALVETERIRET PM, SELTAREDRE PM, FEBRREERFLT . BT IEE
EREREERR, MXIBOIBERILIFESEERNSMESMNIE, FU—% PM EIRHEZ, BT
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[00:48:55] Lenny
English:

Everyone | talked to about you is like, "Oh my god, | love Paige." | could see why, but | want to ask you a
question. | imagine you've made some mistakes either with a product or your career. I'd love to hear a



story of something that went wrong and what you learned from that experience. This might be the last

question, depending where you take it.
R EIE:

BIINE N AREFE IR :  “KW, FE Paige.,” HEERHERRE, EBREZERIIR—NEE, HBIRES
mE IR EER IS — LR, RRBFIF—PXT “RIET™ NEE, URIMFMBREZHRFEET 4.0
XARERRE— M, BURTIRIEZ,

[00:49:16] Paige Costello
English:

| would say that all of the advice I've given so far is directly related to things I've learned the hard way. So,
especially as an IC moving into a management role, you aren't supposed to have all the answers. You
need to ask better questions. You need to be thoughtful about direction and agency. So | would say one
of the missteps here is knowing how to give guidance or direction in a way that doesn't feel like
micromanagement because what you're trying to do is to teach a repeatable pattern instead of giving a
precise instruction that can be used once, and then disposed of. So | think that's a pretty common
manager path issue, but | think the faster you learn it, and observe it, and use techniques to manage it,
the better. So, for example, | would go to my meetings with a stack of Post-Its, and | would write what |
wish | was saying on Post-Its and see if someone else would say it first. Then, if by the end of the meeting,
| had decided that I still had a Post-It or two that was worthwhile, | would say them. But you've got to
police yourself because no one else will do it because no matter how accessible you think you are, other
people know that you're the boss. They're not going to necessarily speak over you or challenge you
directly. Another challenge I had is I'm a very optimistic person, and | like to look on the bright side. I'm
very positive, and | think depending on the culture you're working with or depending on your team,
sometimes they need to hear what's really bad, and they need you to be really real, and they need you to
tell them like it is. Something I realized was that | had an experience where | didn't realize that people
didn't think | was being authentic because they thought something was bad, and | wasn't talking about it,
but it wasn't because | didn't think it was bad or didn't see. It was just because my nature was to say,
"Well, I'm not going to talk about bad things because we're doing the things we need to do." As long as
the plan is good, | wasn't really highlighting all the problems | saw or really pushing on those head on
with my team, and so they felt like they didn't know what | was seeing or if we were saying the same
things. That was really an interesting experience. Yeah, there were just so many. Yeah.

FRCERIR:
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ARWBESHEABESL, HAMINRESEGSRER, MENLR. SIHFREARARBCEIEED, R2
HAREHNRMEZ: 9B, BARKICEENEE, AABRIMNEERZMNE.” RETNEEFN, RMEEE



ERIAHERNFAARE, NELEEEMBAN—EERXERE, FRUBIESFANEREFRT 4, HE
BIMNE2EEWNIER—H#F. BBER—XEBNEFH. B8, XFHFIFRET,

[00:51:49] Lenny
English:

With that second lesson, is there something you've changed in the way you lead and operate where you
now found a way to communicate, "Here's wrong," in a way that's still maybe optimistic and productive?

AR ERIE:

XFEZAHN, MAEASNEEARXLEFANRERL? MIMERSHRE T AN, BRithl “XEHE
77, FNXERERRAER?

[00:52:00] Paige Costello
English:

| try to be more real with myself and others. | try to show up and say like, "Hey, this is incomplete." For
example, even the thing | did this morning, the clarity brief. | said, "This is 70% finish. The 30% that | don't
believe is there yet are these three things. | don't feel confident in this piece of it, and hopefully, we'll
have more clarity by next week." So that's an example of just being as real with the small things as with
the big things so that people can balance their perspective of you and your work, and the organization

and the environment you're creating.
FZERiE:

HAENEHCHMMABRR, HABMHEFRN: IR, XTERTR.” flM, mEHRSRF MBI “FH
EER” o Hii: “XFERT 70%. HIANEEEIULN 30% BX=H#F, BIX—BAE&EEL, FEITAE
HNEEEBM—L.” XMB—MIF, TRAFNEMRIFESE, XFEAMTRETF MR, MRBVIIE. A
LARARFRENER IR B Zo

[00:52:40] Lenny
English:

I'm curious how you think about your career going forward. How far out do you think where you want to

be, and how do you plan out the future of Paige's career?

RS ERIF:
BRFHFRNEABEREWENNETE, M BIR? RIENL Paige BIKIEDV £ E?

[00:52:50] Paige Costello
English:

| try to be really intentional about staying as much as leaving a role. When | think about my career as a
whole, | try to think about skills or experiences | want to have as opposed to roles, or companies, or
specific problems. So something that | think about is... Effectively, | evaluate whether I'm in a healthy role
and in a good setup by asking myself about my learning curve like, "Is the steepness of my learning curve
doing me a favor here?" because sometimes you might love the organization, love the problem, and feel



like you're just not learning, or learning fast enough, or being challenged. That's something that | think is
really important. So thinking about the learning curve, thinking about whether the environment is
positively impacting your ability to grow your career and make an impact. So, environmentally, you might
have not enough staffing or tooling, or have someone in the management team who is toxic, or have a
peer who is blah, blah, blah, blah, blah. That stuff matters, and | think people don't talk about it or take it
seriously enough that your environment should include people who are advocating for you, and it should
just be a place where you feel you've got the right ingredients to set you up to do the good work. Then,
the third piece is really around just the problem, the problem your product is solving. Is it fun? Is it
interesting? | often like to think about passions are made, not found because | think people... We do this
with nine-year-olds. We say, "What do you want to be when you grow up?" They look cross-eyed, and
they say, "An astronaut. Just getting a vet. | don't know." There's this moment of panic, and | would say
that being comfortable, saying like, "Go try different things, and see if the problem is interesting to you
and if the problem is fun or interesting to you." It doesn't mean it has to be sexy. It doesn't mean the
company needs to have a brand name. It just has to be something that you're curious about so that you
do a better job at your job. So | would say learning curve environment and problem are things that | use
to assess like, "Am | still on the right path, or should | consider an alternative?" But when | think about my
own career, | really think about skills and experiences as opposed to roles. So | would say that that's more
my frame of reference because otherwise, | think | am living in the future and not enough trying to make
the most out of the career I'm living right now.

AR ERIE:

HRAEFEETIRMNFT BT M BF — 1N, SRIZBIREER, RMRTFEEHBRERN
REERALW, MAREAGNRA. QAFHFENRE,. PAUKREEN—RE - KiFL, ZFZEIHRECH
FIMARTEEEEL T —MERIVAEMNRFIIFES, il “BEIMLNEIFEERSHEER? 7
ENERMARAEX MR, AZXNEE, EREBSREEFS, AEFSIFBR, NELERIHR
o WIANNXIEREE, FIUEZREIML, ZEFREENRIRLRKM~=EZMERRIER. EFRS
H, fRAIGEEIRAFAR. TREZ, RBEEETEEHZE, HEEMERNRSESFS., XEHREE,
FIANAMTH KT, HERBEN, R RNZEERLEZFMOA, ENZE— T ILREFRE

F TENERBERIMSG, F=REXTRELS, BRI~ mEEARNRE. cBBE? k37052
HER, "HBRLIELRE, MARKLEKE" « RMNENATHETFR: “RRAEREMHA? 7 bil#
BRI “FhR. IEREBE. HAME.” P —MREGRINZ. F8Y, BEAEN, ZRHFTENES,

BEXNIERTIULMBENE, BEAHE, IHFTERECHLIRLE, BRAEREQARDLABEE[. ERF
BERMMBEBIART, XEMRMERIIEREET. L, FIML. MENMRAREARTE “RESE
EfRER L, TRZEERAEMER" BinE, BEREHECHRLEEN, RENEEERENEZN, M
AL, FERXBHHSEER, BN, REFESREERK, MLKARIF AT Y TR EE,

[00:55:44] Lenny
English:

Well, with that, we've reached our very exciting lightning round. I've got six questions for you. Are you
ready?

FROCERIR:
57, ETRHEATNEEFEDAOHNBRIERT FBNNEERIR E&EF T715?

[00:55:49] Paige Costello

English:



Yeah. Let's do it.
FRSCERIF:
MY, FHRE,

[00:55:51] Lenny

English:

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

RRANABERZHNR=ABEMHA?

[00:55:54] Paige Costello
English:

My go-to book recommendation for other PMs is inspired by Marty Cagan. | think it's a classic. The other
books that | have enjoyed and recommended lately are The Blind Assassin by Margaret Atwood and The
Alchemist by Paulo Coelho.

AR ERIE:

KL HEHM PM UEIEEFFE Marty Cagan B {BTR) (Inspired) , HIANEREH, HEIFENHIEEFR
Hi$HZ Margaret Atwood B (E#/%E) (The Blind Assassin) #1 Paulo Coelho By (¥ F/ VEFLIZHK)
(The Alchemist)

[00:56:11] Lenny
English:

What is a favorite recent movie or TV show?

TR SRR BARIRTA?

[00:56:14] Paige Costello
English:

Ooh, I'm very much enjoying The Diplomat right now, and then TV show or movie. Let's see. | just
watched the Fire of Love documentary, which is about a couple who study volcanoes, and that was a
great change of pace.

FRCERIR:

MR, HIMEFEENR (PIXE) (The Diplomat), BALRISKEF - it FHBE, BNEBETLERA (KLET)
(Fire of Love) , HHIR—XEARALBIKRE, BE—MRENTRTR,

[00:56:32] Lenny



English:

| saw the trailer for that. I think | got to watch that, and | finished The Diplomat. It's awesome. It ends
really well.

FRSCERIE:
BEIHBIMNEH, RESHRBEES. BELKERT UMKE), EER, £R1FET.

[00:56:37] Paige Costello
English:

I'm not done. Don't spoil it.

R EE:

BIE2ETE, 5IEIZE.

[00:56:39] Lenny

English:

Butit's just good. I'm just saying it's good. That's not spoiling.
FRCERE:

EMEREFE. BRABRRERIFE, XTREEE,

[00:56:39] Paige Costello
English:

Okay.

FSCEiE:

7L,

[00:56:45] Lenny

English:

Okay. Next question. What's a favorite interview question that you like to ask candidates?
R EE:

FH. TN, REENRNEENEIRERZTA?

[00:56:49] Paige Costello
English:

The good news is | can tell you this and still keep asking it because the answer has always come up
differently. So | like to ask, "Tell me about a time something went wrong. What was it? What did you do
about it? Yada, yada." Effectively, the question gets that, "When the product failed," When something



about the team didn't work," just things that go wrong because that's what happens when you're doing
this work, and evaluating people's mindset, and the way they talk about it, and the way they relate to
evaluating the situation. | think it's a great question. Really tells you a lot about how people think and
how they perceive themselves when things are not working well.

FRCERIR:

HBRE, HAMGIFRXNEE, mMEReEHRER, AT ANEREERE. ZERE: “GRHHAER
HIRWRBER. KETHA? (RREAMEN? FF.” KL, XMEEEBANT THE “HrmRWe" 5 “H
FIRAHINREE" B9, EMEBEHENER. BAEMXMIFN, HEREENE. BIXNAEA
BIPHEANMBOE. tiTReXHENA, UM &SRS R FIAAXZ—MREERR-, &
IRTRAMNERE, URESEHRAIREWIINFAERBC,

[00:57:34] Lenny

English:

What is a favorite product that you've recently discovered that you love?
FRCEE:

RRIEEZMHAEZNTmETA?

[00:57:37] Paige Costello
English:

I've been playing a lot with Poe.com lately. Yeah, just an opportunity to learn more about LLM capabilities
in a firsthand way. It's been fun to create little bots. I'm playing with making a page bot. | can't say that
the page bot could have had this conversation yet, but maybe next year at this time, you can have a
conversation with the other me.

FRCERIR:

FERIE—HTED Poe.coms BH, XB—NRBFEHTHE LLM BENBW=. EIE/IWISSAREE, HEESR
H— “Paige HlE8AN" o FHABURILIERY Paige 2R NBEFITXAFRIXIE, (EHITFRREX MR, RELEILL
MA—IERKT o

[00:58:07] Lenny

English:

That's what the page bot would say if this was the page bot talking right now.
R EIE:

NRIMTEZ Paige MBAEWRIE, EEIXARM.

[00:58:10] Paige Costello
English:

| would say though that the advice, bits and bobs, | gave you earlier are absolutely things that I've been
thinking about feeding, but | think the page bot would probably say, "Ship it."



FRZERIE:

AEHEY, BZAGMIPBLERNRE, ENEREERIRGENAS. BFHXINN Paige B ATTEZRR:
“%#%E (Shipit).”

[00:58:25] Lenny

English:

Poe. It's the Quora founder's LLM chat bot?

R EE:

Poe, & Quora BlIsa AMAYARA LLM BIRA 28 ANS?

[00:58:30] Paige Costello
English:

Yeah, and so you can try the different models. So you can do four, and you play five, and Claude, and a
few others. Yeah.

RS ERIE:
28, (ReEAAREER, (RalLIAE GPT-4, WEILAA Claude LA E /1 MER,

[00:58:38] Lenny
English:

There's also a lennybot.com for folks that haven't seen this. Actually, there's a whole post on my
newsletter of how it was built, and you get a lennybot.com. It is trained on all of my newsletter posts, and
I think... not yet podcasts, but someday it will have podcasts.

AR ERIE:

FFEENSHAR, EE—1 lennybot.com, FFr L, HWEIEEIR (newsletter) BEE—RXFE2UM
HWENTEEYE, CERERMENNEENAXE LG, 8- B &EEa%E, BERE—X2E
58

[00:58:55] Paige Costello
English:

Ooh.

FCERE:

L:8

[00:58:55] Lenny

English:



By the way, someone listening to this, we're looking for someone to maintain this bot and evolve it. So if
you're really into this stuff and have done this sort of thing, please DM me on Twitter. I'm looking for
someone to take over lennybot.com, make it more... Moving on. Enough about me. Next question. What is
something relatively minor you've changed in your product development process that has had a big
impact on your team's ability to execute?

FROCERIR:

IREH—T, IrRAARNT, HINTEEIREELPHBUHXMEEAB A ARIRITXLERFFIER BB H ML
EMMIENE, IB1E Twitter EFAEFK. FKIEEHAEE lennybot.com, ILELEFE - F7, FRKT. FT—
MNalE, TEIRBIFEmA &R, (RT BB 3/ MBI AT D= E E AR MR RN ?

[00:59:18] Paige Costello
English:

One of the biggest ones is just, once again, being real about how many reviews and approvals it takes for
something to get done and who's actually responsible for reviewing and approving work. So we got really
aggressive about, functionally, who is in charge and at what level for a given review, and pushed to say to
actually have limits on the number of people per meeting, on the number of sub-task reviews for a given
body of work. What this did is it created a lot more agency and pace within given working teams. So what
we did was we said, "We actually don't care. We don't want a daisy chain of approvals. We just want one
person with whom the buck can stop with them, and they can be responsible for how the work moves
forward such that the knowledge is known and we could have connected the dots more effectively than
we do or did." So that's the logic there, and it really changed the pace and quality of our work.

FROCENIR:

Hp—1MRANNRERE, BRRE, EXHEANTER—G4EFTEL/VRTENE, UREHEIEASTITEMA
ETE, FRAERAERRAE LIEE RETIFAE TR R, EHAKFHITIRENTHE, HEFIRH TSR
A, URBEIEESHTFESTEHE, XFEMEEFNITERNFLIET ESZHNE ENNERNTZ=,
FATHEE:  “BOEXREFE, HNFTEEFH5ENRIEER (daisy chain of approvals) . HINREE—PA
RELAR, BAMtMAEIENEH, XEMREHESN, BRITELUFEERIEEERER,” XMEEE/
B, ERERTETEINTENTHENRE,

[01:00:25] Lenny
English:

I love that. Is there any more you could share, a number? What is the maximum? Is there anything that

other people maybe can take as a-
FRERIE:
BERX . BEHARUSENG, Lil—MHF? RARFIZZD? BREMHARIARILUEEN

[01:00:31] Paige Costello
English:

Yeah. So no more than three reviews on a given piece of work where people are blocking one approver. If
a meeting has more than 10 people on it, we ask the person hosting the meeting to kick out the other
people and write better decision notes.



FRZERIE:

B, WFRENIE, iTEAEBI=R, BFEESABKE—THE#A. NR—IZIWEL 10 ™A, &K
MNEBERZWEFABHZROA, HEHBIFRRERIER,

[01:00:49] Lenny

English:

The three reviews is three meetings looking at the product as it's coming together, basically?
R EE:

XZRWEHEER ERIEEFmAEIRREFHITZRRNES, XN3?

[01:00:54] Paige Costello
English:

The three reviews are three people who are assigned a task to look at something, but only one person is
blocking whether it moves to the next stage.

RS ERIE:
X=RTHEEREE = NMABOETEEETASHES, BRE—MABRREREHNT— NN E.

[01:01:03] Lenny

English:

Got it. Informed people? Stakeholders?
R EE:

BAR7T. fMEE? F@mMEXE?

[01:01:06] Paige Costello
English:

Yeah.

FREiE:

=i

[01:01:06] Lenny

English:

Decision-makers? Okay. Great. Final question. You work at Asana. What is your favorite Asana pro tip?
R EE:

REE? . KiET. RE— R, {RTE Asana L, {REREIHI Asana (EB#EE (protip) BHA?



[01:01:12] Paige Costello
English:

| use Asana to run all my meetings and assign pre-reads. So | use the multi-assign feature in subtasks all
the time where | make a task with a due date that says, "Read this thing by this date," and then | assign it
to a team or a set of individuals like that really quickly. Then, when I'm in the meeting, | take notes live in
a task, and then highlight parts of those notes, and convert them into subtasks so that none of the action
items get lost.

AR ERIE:

A Asana REFBFABENSWHSETURME, REBERAFESHTHN “SEHR T, RECIE—IE
BEHILAMNMES, 55 “EEBHAFARLEAS" , AREEARMEEDELE—TMEHANH—HA. A=
B, MEEEEESFHIER, ARREETXERRNMBOAR, HEEERNFES, IEMFAIERE
R1TEI

[01:01:46] Lenny
English:

Wow. You need to make a video or blog post about this. Not only is it using Asana to build Asana, it's

using Asana to run teams within Asana.
R EIE:

i, fREIZALEIAN MG EER, XTMYEA Asana 93 Asana, T2 A Asana FEIE Asana RAEZBRYE
BAo

[01:01:46] Paige Costello
English:

Yeah. It definitely does that, but-
R EE:

T, HSEwt, BR—

[01:01:57] Lenny
English:

Asana all the way down.
FRCERIE:

272 ER7E A Asanao

[01:01:58] Paige Costello
English:
People know who's responsible for what they want.

FRCERIR:



MIE#EZ At TERER R RS,

[01:02:01] Lenny
English:

Amazing. Paige, you are awesome. Thank you so much for doing this. Two final questions. Where can
folks find you online if they want to reach out and learn more, and how can listeners be useful to you?

FROCERIR:

A#H7To Paige, fRAHET, IFEBFHFEMTIB, REM N MRAKEBEAMHATHEESEL, AU
EMELEIR? IRAR(IREN IR A?

[01:02:10] Paige Costello
English:

You can find me on LinkedIn and Twitter, Paige Costello, and on Twitter, @paigenow. Listeners, well, I'd
love to hear how you think Al is going to shape the future of software for knowledge workers, but in
particular, if you and your team use Asana, I'd love to know where you'd like to see Al playing a bigger
role to drive efficiency alignment for your team. So, as you know, we offer a ton of goal management,
work management pieces that help teams and orgs do their work together, and I'd love to hear from you

about where you see the opportunity.
FREiE:

fRAETLA7E LinkedIn #0 Twitter £33, &F=2 Paige Costello, Twitter S 2 @paigenow. IFRAEAI],
HARBIAITARITIAR Al BIIAIEEERIR TEERGIRRK, 3, NRFEMMHEEESEA Asana, FER
RELEMRIFEREE A EMLE S EAEEAIER, LIENFIARKEMTT. WRFED, HITRET AENE
IREIEM TEEIEThREREEBIFIPAFAR NE, FHRBIAIFIR AN STEME,

[01:02:49] Lenny

English:

Awesome. Paige, again, thank you so much for being here.
FREiE:

KT, Paige, BRBEEHRAIEIR,

[01:02:53] Paige Costello
English:

My pleasure. Thanks for having me.
R EE:

HHRE, PHERERIETK.

[01:02:55] Lenny



English:

Bye, everyone. Thank you so much for listening. If you found this valuable, you can subscribe to the show
on Apple Podcasts, Spotify, or your favorite podcast app. Also, please consider giving us a rating or
leaving a review as that really helps other listeners find the podcast. You can find all past episodes or

learn more about the show at lennyspodcast.com. See you in the next episode.
FRCERIE:

AKEBEH. EERFARNWT, MRIRESXEATEENE, AJLUTE Apple Podcasts. Spotify SIREIRAIIH
BENAEITRAATH, o, BEZERARITTPRBTITL, XEEEHEBEMARLMXMER. Re]UE
lennyspodcast.com #EIFIEFHATTER TREZES. THTEBML.



