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[00:00:00] Ravi Mehta
English:

The framework | like to use with product leaders that I'm coaching is to think about a matrix. Your ideal
goal is to lead in a scalable way, which means you feel really confident about the direction of your team
and your team has the autonomy to move in that direction. There's another really effective way of
leading, which is selective micromanagement, which if you don't feel confident in the direction that your
team is moving, the right answer is not to be hands-off and to let them go in that wrong direction. The
right answer is to micromanage, but do it in a very tactical and a very temporary way so that you can help
them understand what is the right direction moving forward so that you can then pull back.

AR ERIE:

KEREHSFROMSENERN—MERZEFEBSE, MNEEBMEN A B WARXETIS, XB
REMRMEAN A BIEEEEL, BFEBERZARAFIHNEEN. EXES—MIEEERNMSH, B
“EEMRMEIR” (selective micromanagement), WRRXHPARIHBIABEAKL, ERNEERERF
FE. FHMIETE, MEHITHUEER, EXMHERXNNZIEE AR RIS, BNEHEEIM1IRME
AR ERNAR, UERMERUEXBRF,

[00:00:46] Lenny
English:

Welcome to Lenny's Podcast. I'm Lenny and my goal here is to help you get better at the craft of building
and growing products. | interview world-class product leaders and growth experts to learn from their
hard-won experiences building and scaling today's most successful companies. Today my guest is Ravi
Mehta. Ravi was chief product officer at Tinder, the product director at Facebook, VP of product at
Tripadvisor, and now he's co-founder and CEO of a company called Outpace that he shares a bit about.
Ravi is one of my favorite writers and sharers of product wisdom and he also helped create and teaches
the Reforge programs on product leadership and product strategy, which is where we spend most of our
time. We talk about how to get better at crafting product strategy, how to develop your skills as a product
leader, and a bit about the differences between being a PM at a large company versus building your own
company. Like | say in the intro, | feel like more people need to know about Ravi and I'm excited to help
you with that. With that, | bring you Ravi Mehta after a short word from our wonderful sponsors.

FROCERIR:

WIDRE| Lenny &R, FHE Lenny, KWBIREEBIREAMENIE K™ MIEEN. BRI AR mF
SEMEKER, MITEERNT BESERMNATNERERPFES, SKWEERE Ravi Mehta, Ravi B1E
Tinder WEEF~ME. Facebook MIF=FEM. Tripadvisor = REISE, IIEMR Outpace ATIHIEXEBIA
A CEO, Ravi REHREMNFRBENZENERZ—, MiES50IEHHITE Reforge = mMS A @&



REGIRTE, XUEBBMNORITIEHNER. HAPFRITINAEFHIGIES meRbS. WAEFTRAF/IREE, U
RERRBM PM 58S ZERNX S, EEMFEADEFFIR, RRFNEZEES AT Ravi, HREE
REMARNTAM. ERTHEBBNERNERE, HIPFEXFIES Ravi Mehta BIXHE,

[00:01:47] Lenny (Sponsorships)
English:

This episode is brought to you by Merge... [Sponsorship details for Merge and OneSchema omitted for
brevity as per standard transcript processing, but the structure remains].

FhCERIE:
ZEFTS B FA Merge 8h-- [tb4bf9 Merge #1 OneSchema I ERARENF, BE.

[00:03:58] Lenny
English:

Ravi, welcome to the podcast.
R EE:

Ravi, WUBREAEE,

[00:04:00] Ravi Mehta

English:

Yeah, thank you for having me. I'm excited to be here.
R EE:

HHERAYELE. RENMEEREIXE,

[00:04:02] Lenny
English:

So I've been a huge fan of your writing for a long time. And this may sound a little weird, but | just feel like
not enough people know about you and I'm just excited to learn from you and also just to share your
wisdom with more people.

FRCERIR:

KELURE—ERIRNERRE, XIFERATEERHFE, ERERFNEMRNALERES, FIURRMELE
mIREH, FERIFNESDZLESZ A

[00:04:14] Ravi Mehta
English:

Oh, thank you. That means a lot. I've been a fan of all of your work as well. I've been following the
podcast. It's been great to see how it's evolved over the years.



FRSCERIE:
MR, g, XMBEEE, RB—EIMINYZ, —HEXIXMER, REMNEIEXEERNED,

[00:04:20] Lenny
English:

Awesome, man. | really appreciate that. It continues evolving. So just to start with a little bit of your
background, can you just take a minute to share just like an overview of your career arc and touch on
some of the wonderful things you've done and then just talk a little bit about what you're up to these
days.

AR ERIE:

KIET, kite BRI CHELERESHL. Bk, EFEBMRERNEHE TR EENT, %Kik
RS — I E, ARBIIMRSEETENA?

[00:04:36] Ravi Mehta
English:

Yeah, I've been in the tech industry for a long time, so | will date myself. | started in the mid-90's. My dad
was at American Express and he had just done a big buy of computers... | started coding really young. |
was nine, 10 years old and really just fell in love with technology... | started a game company in high
school... My first role out of school was Microsoft... | joined as one of the first few people on the Xbox Live
team... Spent about six years there... went to business school... joined Brian Balfour at his first startup...
My most recent few roles have been product leadership roles at Tripadvisor, Facebook, and then | was the
chief product officer at Tinder. And for the last couple of years I've gone back into the startup side of
things.

FROCERIR:

FH, RERZTULFHTRA, XUEIBEENFR. BN 0O FRTEHRALT .. RRXFEINETESR

(American Express) , MR T —AHLEBIRK------ MR/ NRABE R, KA. +%, BEMELTE
Ro BRNEEIND T —KIER LB, FEENE—HTIERERMIK, FE Xbox Live FINGRENRRZ—. 7EH
BFYNE, ZBEETEER, EFRIMANT Brian Balfour (Reforge CEO) MIE—REII AT, &EM/LDIIE
E1E Tripadvisor BE~ @S, £ Facebook #BEFREL, ABERE Tinder NEFE~mE. EX/LEF, FKE
27 a1k 4,

[00:06:18] Lenny
English:

Yeah, let's talk a little bit about what you're doing now and just to kind of put that out there and then

we'll keep going.
R EIE:
4%, BFEAVCIEMRIMEEMNFS, LLAKEN TR, ARRITB4E,

[00:06:22] Ravi Mehta



English:

That sounds good. | spent about 10 years or so at bigger companies... | was also really missing the idea of
building something new... | decided to leave Tinder... | spent about 18 months working with Reforge...
helping them build and launch the product leadership and product strategy programs. During that
process, | found a really interesting common challenge... one-on-one coaching was incredibly helpful...
but coaching had just not gotten any more accessible over the years. So about 18 months ago, | decided
to start Outpace, which is a company focused on making elite expert-driven coaching available to
everyone. We're using a combination of product, systems, content, and Al to make coaches more
efficient.

AR ERIE:

R, HWERARBRRFT AN 10 F, EBEAEFRMTER. BABHIUMRLIZMAOEERME, BFHIE
BHRSIMEFEMERRANRS, TEHEH Tinder, €7 18 NBTE Reforge BERTHRE, HEEIMIHL
HIEDL T RASHN =R REEIRIE. EXNEEP, HEMT M EBRBE . —X—4S (coaching) 3¢
R EAREER, BSFERXMAF—BRMERT. FILUAL 18 MARI, F&EIHT Outpace, HHFiLET
ABRERGRRERRBIES. HNEST™m. RFE. RE, FHFA ARRESEEITNE,

[00:08:04] Lenny
English:

Awesome. So a first area | wanted to spend a little time on is you talked about your career arc... A lot of
PMs listening to this have a hope that they will start a company someday... I'm curious what you found to
be the biggest differences between being a product leader at a bigger company versus a startup,
especially your own startup, and especially what are maybe the biggest surprises you've felt from moving
and making that transition?

FROCERIR:

AET . FRKHIERLIT, REFAR PM BEEE—RELL, HRENE, FRADNMTRASENE
AT (EHEESEN) ZiE, MARIAEANXFIZFA? EXMEREDEDR, RILRREIFINIZEM
Aa?

[00:08:43] Ravi Mehta
English:

There's been a couple of really interesting mind shifts... The first one is really thinking differently about
speed. | think there's this common misconception that startups are faster than larger companies. And
what | found initially is actually things felt slower when | started my own company because | didn't have
as many engineers... What | realized is that the speed that startups have is not really about velocity.
Bigger companies can always get more done... The advantage a smaller company has really is in latency.
You can have an idea one day, you can test it the next day... The analogy | like to use, it's like driving a car.
If a car is going really, really fast, it can't turn as quickly... Startups have a really tight turning radius and
bigger companies have a really high rate of velocity.

FROCERIR:

XPEE/L M EEEBNERLERT. F—PEN “BE" NEZE. AMIERUANELAFEEARQER, BN
Fiatllket, RMERFEIRT, HAKKBEBAZIREM, KEMMHFRMBR R, FRHFIRE, ek
NENABARET “EX" (velocity, BIFHE). RATBSEMESSE. EESH. SIATNEEREET



FER” (latency)o fRERENEE, BARmMAENR. HERAAEMELL: EAFRRE, BTFZERX,
BAR. QI AT “REFRE IFRE), MAKEHN “BX" FES.

[00:10:23] Lenny
English:

Just so folks understand what you mean by that, this interesting difference between speed and latency.
So what exactly is the difference? Latency is basically how fast you can make decisions and change
courses. Is that how you think about it?

AR ERIE:

ATILRRIFEAD, XM “EBE" M “ER” HXFIRERSRE. BREAEX? EREA EZIEMEREM N
TAEBNEE, REXAEING?

[00:10:34] Ravi Mehta
English:

I think about velocity is sort of the quantity of work and latency is how quickly you can go from an idea to
actually being able to test that idea and learn whether or not that idea was the right one.

FROCERIR:
HiAA “BE BIENFHE, M R BMFEERERILRURASNIZE AR S EHRFTFRRIETEl,

[00:10:46] Lenny
English:

Cool.

FRsCERF:

E[=

[00:10:47] Ravi Mehta
English:

One of the questions to test out latency that | likes to ask PMs is if there's a really simple change that you
want to make to a product, like being able to change a button so you can test two different texts on a
particular button, how long does it take to go from we think that this change is worth making to actually
getting the results of whether or not it was the right change?

FRZERIE:

FERE] PM —NUAFER YR NRIREX = i — MR E SR, R — Mg LR EE,
M “FEBARERS 2 “ZRMHER" , FESKIE?

[00:11:08] Ravi Mehta
English:



The second thing is really thinking differently about how to make decisions. | think a lot of really effective
companies today that have large audiences get to rely on an experimental way of making decisions... At a
startup, you can't do that. You just don't have those users to test with... I've had to shift my mindset from
an experimental-oriented approach to making decisions to much more of a conviction-oriented

approach.
FRCERIE:
F_RBREAANARE. TERBERABPENRINABMKIE “KRIIIRTN" BREK, BECIAE, RER

BX—m, AARERBHNERF, RAELABEEHEMN “SRER” BTH “EWEME” (conviction-
oriented)

[00:12:02] Ravi Mehta
English:

And I've often found myself asking the question of like, do we just have enough data to have informed
conviction and we should move forward and stop digging... Because too often in a startup you can spend
a lot of time in paralysis around analyzing market research... whereas instead, a startup just makes sense
to kind of get to a point where you have conviction, execute on that, and then move on.

AR ERIE:

HEERBC: RIIESESERBIERERTE “BRIENER" , AREEHEH, FIERE? EEILAF, R
REZBADREE, UETHHERNSMHRBER, Bk, IV RRNZERE—EEORFILEIHT, A
[ETRIER IR R

[00:12:44] Lenny
English:

Awesome. What else?
R EE:

XiET, BEG5?

[00:12:45] Ravi Mehta
English:

One of the things that I've found really surprising is the networks are pretty different... what | found was
that the people sort of really build their lifestyles and their careers around a particular stage... A lot of
people that are at larger companies, they like the benefits that come with that... yet there's a whole other
community of people who love to work earlier stage. It could be founders. It's also freelancers... investors

and angels.

R EE:

IRRIBIN—RZE, ABRZIEERE. HLIMAMNBEESTENIRW MR 4 ES VMR £ E,
RABTPWASRABEREFMpALE; MB—BHANAZEHME, SiEeIBA. BRIRWE, RERR

Fo



[00:13:45] Lenny
English:
Got it. So you're finding that the network you may have had from say Tinder or Facebook aren't like the

entrepreneurial type... They're not necessarily as useful as hiring potential and things like that? Is that
what you're finding?

FROCERIR:

BABET . FRLMRAIRTE Tinder B¢ Facebook ARBIARKAIREREAMEN L ERY? TEBEEBNEFSE, iR
—EGMEKRNBLER?

[00:13:58] Ravi Mehta
English:

Yeah. | think a lot of times people that are at larger companies, they're used to working in a particular
way... they really want to go deeper into that craft. And people who like the earlier stage or much more
generalist... You're not going to find a lot of senior engineering leaders or senior product leaders that
want to write codes and specs at big companies, but you will find those in those networks of people that
are founders and that are interested in the earlier stage.

AR ERIE:

. RABMAIBRTHENIEAN, MIBEZTLIAEEMEER. MPEHNBRNAEGEZEESS
(generalist) o FEARF], MREHIBEFASABRMNEXENESAIENmNT, EERHILENE
FE, XMARELRI L.

[00:14:30] Lenny
English:

That's a really interesting insight... Do you have any other pieces of advice for a founder that's like, "Hey, |
want to start a company in the future in the next few years, let's say at Facebook or Google"? Any other
things you think they could be doing now to set themselves up for success?

AR ERIE:

FEEENHAPAR, X TFALIV/ETE Facebook 5 Google T, FHitXIKK/LERIWHIAN, RETHARINIG?
I TERTE T AR+ ARSI BT T T 202

[00:14:49] Ravi Mehta
English:

| think it's important to plug into an early stage network as soon as possible... There's communities that
are focused on founder dating... indie hacker community... Connecting with angels and investors who are
seeing what's happening within earlier stage companies... Another really interesting difference is the way
that you market and grow for an early stage company is very different than how you might market or

grow for a later stage company where you have much larger budgets.

FRCERIR:



HANNREBMANRHMBRONSEREE, HEARSHX, tLaes ABCXMEX. Indie Hacker (RILFF%
&) XK, REMPLETREALBDTHREREAN. Z—TEENERE. RRARNEHFRNEKARS
MBERENEHARTERE.

[00:16:15] Lenny
English:

Are there any other specific communities that come to mind as places that either you found valuable or
that you think are worth checking on?

FRSCERIE:
TAEMEAFNHEXZ2MREESENE, REBEBAREXTNL?

[00:16:29] Ravi Mehta
English:

Yeah, | think two of the best communities are the indie hacker community... | like the indie hacker
community. Another really good community is Everything Marketplaces. Mike, the founder of that
community, has just done a fantastic job of bringing together a set of founders. He's specifically focused
on marketplace businesses...

AR ERIE:

BRI RFINFM N X Z Indie Hacker 1 Everything Marketplaces. Indie Hacker i& & ARt 48 &2 4T 8 <L A9
Ao Everything Marketplaces BYBIIE A Mike {#1S1R1E, MiB—B OB ARERE—&E, EATITFEEWS
(marketplaces) , {EEMERAZMHBOX MY, WEGFMIIAENAIM R,

[00:17:49] Lenny
English:

...So Reforge, you brought it up a couple times... You built the Reforge product leadership program, the
product strategy program... Every PM, every founder, every leader would say that they want to get better
at strategy... You have this really cool kind of framework, mental model that you call the product strategy
stack. So | want to spend a little time on just talking about what is this concept and how does it help you
think about strategy, mission, vision, all these things and how these things play together.

AR ERIE:

{RiRE) T 97 /1R Reforge, fREIET MBI mAT A~ miREEIRTZ. 81 PM. IS AMIMSEEBRAR
BREES ], RE— P IEBESRIAESS, M “PmIER&1%” (Product Strategy Stack) . FABTEREIEIEIENX MES,
N EMEBEsENRBEfEn. BR. REXEREZMNANELIEN.

[00:18:43] Ravi Mehta
English:

The goal of the product strategy stack is to help people take a set of terms that are normally conflated
together, like goals, roadmap, strategy, and separate them into really clearly defined parts... The top of
the stack is the company mission... The second thing is strategy... whereas a mission is aspirational,



strategy is rigorously logical... The next level of the strategy stack is the product strategy... underneath the
product strategy, the product strategy informs a roadmap and the roadmap ultimately informs the goals.

AR ERIE:

‘PRSI WEMEEBATERERA—KNIANE (NBR. BEE. KIE) HEBREUEXNENE
7. RNRTNHE “AFFES (Company Mission), £ZREE “ABHE” (Company Strategy) , fFapERk
MRS, MEKEETENEE, BB “TmER” (Product Strategy) , ERATBRS~mEIARE
TEZENERAT. ~mRKIES “BK&E" (Roadmap), MEEEIRLRET “Bn” (Goals).

[00:22:04] Lenny
English:

Super cool. | have a bunch of questions. One is, interestingly, vision doesn't come up in the stack. Does it

roll into one of these?
AR ERIE:

KET. HEILMREE. %, REEENZE, “BR" (Vision) REUAEXMLE, EBRKEHEHFE
—I T 15?

[00:22:14] Ravi Mehta
English:

| think about vision as part of mission. I always get confused about what the difference is between vision
and mission... | think you can really bring those two together and you can both describe that world and
the role that the company plays in a single statement.

FRZERIE:

RIEBREFESHN—ED. RERTRIENENIXIREM. BOANMRATLUEREESER, B—aiER
BHERRRR R AR AT EHPENA G,

[00:23:04] Lenny
English:

Yeah. | think the most important thing is people just get stuck on these and try to define them and make
them perfect... The way | think about it is mission is just like what are you trying to achieve in the world?
And then the vision is what is the world look like once you've achieved it? ... | also know that you're a big
believer in the vision... making it very visual versus just like a doc. Can you talk about that?

AR ERIE:

K. RRAFSREENEZEFIBULTEN, FRIBEMFTER. HHERZE: Ean2REEEHR LS
A? BREKRWZBHRLZRT T AF? SINFAEMIIFEHERBRE AL , MAXNEE X . #EW
B ANS?

[00:23:47] Ravi Mehta

English:



This framework originally started when | was at Tripadvisor... One of the things that we said with stake
that we put in the ground was the strategy doc wouldn't be complete without wireframes... The thing that
we were really trying to solve for is the fact that oftentimes when you talk about strategy in words alone,
everyone takes away a different interpretation... whereas when you actually can show people wireframes
of what the product will look like when that strategy is implemented, it creates much more alignment.

FROCERIR:

XMEZREIRT I Tripadvisor BIRY R, HBSFAIE T— T KRELEE (wireframes) BIRBEXIEE
TN, HRITEFANREE: SRIAAXFRICHRE, SMANERERT—&F, BHRETHREEN
[ERYF= mEEERY, ARABERIEAMIIR,

[00:25:14] Ravi Mehta
English:

The analogy | like to use, it's a little bit like working with an architect. You would never work with an
architect that didn't provide you a blueprint... Most products are ultimately rendered in terms of visuals.
They're pixels on a screen. And so it's important for you to understand how are those pixels going to be
organized.

AR ERIE:

HENRBELLLRMNBRAINEF. (BRI — P FREBEENERID, BANEESHEEEFEFREN. K%
- ARAHUMTTAZN, EFRELHGER, Bit, BRXEGRFNAHARAEXEER,

[00:27:10] Ravi Mehta
English:

| think it's great if you're able to work with a designer, but | also think it's really important for PMs to
understand design... You can always just sketch things on paper... I've also, time and time again
throughout my career, I've gone back to Balsamig... It's incredibly fast to work with... learn how to sketch,
learn Balsamigq.

AR ERIE:

BEFIZITIMES1EH AL, B PMERITHIFEER, MRIEHIRITHEE, AUERLEEE, EHRORWE
EYF, BREMFER Balsamiq X1NTE, EAERIEER. FEEEE, F=H Balsamiq.

[00:28:20] Lenny
English:

...Can you share an example of a company you worked at and how that stack kind of all played out? ...
maybe from Tinder or Facebook?

FROCERIR:
REEDZE—MRIEIHRBNGF, BEEXD &7 BUWEIEIER3? bl Tinder 5 Facebook?

[00:29:05] Ravi Mehta

English:



... think a really interesting example from my past life is comparing Tinder versus Hinge. Both of them are
dating apps, but they have missions that are really different. Hinge's mission is "designed to be
deleted"... Tinder's mission is really to make single life more fun... One is a temporary use case, the other
is a continuous use case.

FRCERIR:

— MRERBMGIFENLL Tinder # Hinge, ENMRASTMG, BEGFTETRE. Hinge WEGE “BER
fiIE%" (designed to be deleted) , IRMFIXEITEE, MiZMiEE. M Tinder EHEILEFEEEFR,
— M EIREERAS, —NERERMERIRH,

[00:31:04] Ravi Mehta
English:

The product strategies for Tinder and Hinge are actually really different. Tinder was the original swipe-
based dating app... swiping is really fast... Hinge is one of the first really successful post swipe dating
apps... They wanted to create more tools for those profiles... Hinge profiles have prompts... that leads to
deeper conversations.

FROCERIR:

Tinder #1 Hinge B9/~ MK KRR, Tinder /850 (swipe) HHIFEE, EBXRIRRLE, Hinge MEEH
R “FERmMEA” Y=, MIFAFERFRRERIBIR, MEFERFPEMNAZR LTEEZHIE,
Hinge WANER “IRRA” (prompts), 85|14 RENXIE,

[00:32:42] Lenny
English:

...Is there any others that come to mind of just like, we built this thing and Hinge would never build it
because we have such different strategies?

FRCERIR:
EETAGIFE? tbin “FlME T XD ThEE, (B Hinge BA&M, AARINHNRBTERE" ?

[00:33:01] Ravi Mehta
English:

There's a counter example... almost every dating app has filters... Tinder has resisted the urge to put
those filters into place. The reason was from a product philosophy standpoint, they wanted people to get
to know each other and chat rather than to feel like Tinder's a search engine for people... By keeping the
product experience really lightweight, really serendipitous, they were able to create a way of meeting
each other that's really different.

FROCERIR:

B—1TRA NNFRENSRAESESMTHLS (B8, "B BGHEF). Tinder RATRE LIRH TIMAX
LETRESRAY AR, MEREBEF L, MIIREAMTEIIREAE T, MAZE Tinder HR—1MAR “HER5|
£, BIREFEENEAM (serendipitous) , M1EIET —FE2FRBIIEES .



[00:34:19] Ravi Mehta
English:

...0One of the things that to me was the most surprising is when | was there, we noticed that there was a
small set of Tinder users that were spending a lot on Tinder... essentially whales... our hypothesis was
these must be high net worth people that are looking to flaunt their wealth...

FROCERIR:

R FIRFO—HFRE, HE Tinder RMB—NEBDABRETRZH%, B ERE “R&AF” (whales),
BNEHNNRIgE: XEA-—EEEHEAR, BIKE.

[00:36:55] Ravi Mehta
English:

What we found was actually it was very different... It was essentially people saying, "I really want to meet
someone." ... sometimes these were folks that were in the military... or sales folks... They weren't earning
any more than the average Tinder user. They just had a much more intense use case... They thought
about that spend of a couple hundred dollars a month on Tinder as a small investment to make sure that
they could date the people that they wanted.

AR ERIE:

HZRRUTE2TE. XEAHLZRESEBIFZ—FBA. BEREAN, £EFH; AERHE, 284
%o IIBIRAFAR TR FRE, BAEMNIERERI. MIIESR/IEETHIEEF—MNIRE, B
KHRELDEIBLIBAN, XA TOIBRAKRS T,

[00:38:31] Ravi Mehta
English:

...There were two things that came out of those conversations. One is Tinder Platinum... and the other
feature that came out of that is it's almost like a super swipe... the ability to send a super like with a
note... it essentially allows you to break another rule of Tinder, which is you can't chat with anyone before
you match.

AR ERIE:

BXRIEFHE T mINRE. — 1= Tinder Platinum (A2 6KRS) ; B—1NEH B =/ Super Like, X5
PR LT T Tinder B —%HIN: ELREZAIREEIR, XMNBEAFRELE R ZIXFE—FKES.

[00:42:25] Lenny
English:

...0One interesting thing about your product stack that's a little bit contrarian is you put goals after
roadmap. And I'm curious why that is?

FRSCERIE:
XFRFRERE, E—AERER: (RE ‘B BET “BREE" 25, REBMENTA?



[00:42:45] Ravi Mehta
English:

Yeah, it's definitely a contrarian point of view... The analogy I like to use, it's a little bit like taking a road
trip and starting out by saying, "Hey, we need to drive 250 miles." It's like, no, if you're going to take a
road trip, you first decide where you want to drive to... Our destination is Vegas, and we'll know whether
or not we reach there if we've driven 250 miles. Because that 250-mile goal is in the context of a
destination.

AR ERIE:

B, XWKRRRER. HERRILZARIKT. (MAZ— LK “HEF 250 RE” , RVIZFTRE
=M. LLINB R RHTAEMSET, T “FF 250 RE" EHEHNERSEERERIER. BIROAEET ‘B8
H” A9BSR o

[00:47:36] Lenny
English:

...Speaking of goals, you also have some really interesting insights on just how to come up with goals and
best practices for aligning and setting goals.

AR ERIE:
WENBR, RTFESIE BRURM T BTN RESREBEIEERZB LA,

[00:48:01] Ravi Mehta
English:

...0One of the things that | found... is this idea of always focusing on outcomes over outputs... But that
doesn't necessarily mean that in this quarter we need to commit to a specific outcome... | refer to that as
the frontier of understanding. There's a point at which what the team knows and what the team doesn't

know.
AR ERIE:

BEAMBEZATIRIA “AR (outcomes) BEIF=H (outputs)” , XHAREIFHN. 1&3#73”*%@4‘?7
BN AAE—TERENER, CHEIRNANENREAKREN. EIFZH “AFBR” (frontier of
understanding) , BNEIPAEFRFARFMEIZ T o

[00:50:33] Ravi Mehta
English:

The four buckets are, it starts with understanding risk... then the next thing is dependency risk... then
there's execution risk... and the last thing is strategic risk.

AR ERIE:

EXOMEESFE: INARKEE FAEAIAFER) . &BXE GENETHERIR) . iTRE (BRRE
RIZERTREMA LK) . REEXPL (RigdS FIRERHER) o



[00:54:33] Lenny
English:

Okay, final topic, product management competencies... Can you talk about what this is and why it's
important for PMs to think of their career in this view?

FROCERIR:

¥, RE—MNER: FmEEMES (PM Competencies). REEIIINIXEMHA, MUKRATA PM RZMXNL
ARERB IR ETED?

[00:55:02] Ravi Mehta
English:

..We developed this at Tripadvisor... we really needed to define very clearly what is product
management... The framework consists of 12 competencies in four different areas... Product Execution,
Customer Insight, Product Strategy, and Leadership.

FRCERIR:

XZFKATE Tripadvisor A&, BINBEBEMMEXTARTREE, XMERESE 4 MU 12 TEE
51 =& IT (Execution) . FFEE (Customer Insight) . /= A 5B (Strategy) MAEF S
(Leadership) o

[01:06:05] Ravi Mehta
English:

One of the challenges | hear PMs that are moving into leadership roles is they often worry about
micromanaging their teams... | often encourage product leaders to think about their process of becoming
more senior, not as a matter of getting more and more high level, but of increasing their dynamic range.

FROCERIR:

BERIFHENSEEOBCRTR “FMEERE . KEMNSEFZIEEAESERLEHRE
MeEEMECHN “sh&SEE” (dynamicrange),

=%
= b

i

[01:07:46] Ravi Mehta
English:

..Your ideal goal is to lead in a scalable way... There's another really effective way of leading which is
selective micromanagement... if you don't feel confident in the direction that your team is moving, the
right answer is not to be hands-off... The right answer is to micromanage, but do it in a very tactical, in a
very temporary way.

FROCERIR:

ERBERERY A BHNAR . E5—MANANRE “EFEMEHNER" . IRIENEANGREED,
ERFAE, MEHITHAM. IRIIENFHINEE, EM(IEEEN.

[01:12:47] Ravi Mehta (On Al)



English:

...I think one of the most interesting things about it is not Al as a replacement for people, but Al as a way
to amplify people and make them more effective. And | think we'll see a lot of that in terms of both image
generation and text generation where it's less about Al doing all the work and more about Al providing a

really good starting point.
R EE:

HIAA A REBRMSREFEAAN, MEFTERA, LAZTESH. TEREGEMERXEER, ER
FET Al TRFAE I, METERMT M EEFIER.

[01:15:36] Lenny (Lightning Round)

English:

Cool. What are two or three books that you recommend most to other people?
FRCEIE:

¥ IMEHEEMR=2H?

[01:15:42] Ravi Mehta
English:

| really like Hooked... | also really like Working Backwards. | think Amazon has such a unique way of going
about building product.

FRCERIR:

HEER (LM (Hooked), HWRER (FEMIIEZE) (Working Backwards) , SR~ mpBAHIFE
JB4Fo

[01:17:05] Lenny

English:

Favorite recent movie or TV show that you've really enjoyed?
FREiE:

BRI EREBR S EMNRE?

[01:17:05] Ravi Mehta
English:
| love Andlor... it's just a really great piece of science fiction.

FRCERIR:
BE (£%Z) (Andor), ER—EIFEENELIER.

[01:17:34] Ravi Mehta (Interview Question)



English:

My favorite interview question is, "Tell me about a product that you love." ... | use the word "love" very
deliberately. | want to see what products in their lives they really gravitate to...

FRZERIE:

HEERNERAEAZ: “WH-MIRAENS R BREERT “RE” XME, BRBEFEEPHATREE
HIEK5I bl 1o

[01:20:13] Lenny

English:

Ravi, this was everything | hoped it would be... Where can folks find you online?
R EE:

Ravi, XIERKEMAIANST. KREMEEFEIR?

[01:20:13] Ravi Mehta

English:

My startup is Outpace... outpace.co. I'm on LinkedIn. You can also read my writing at ravi-mehta.com.

R EiE:

FABIL A B2 Outpace, RIHEE outpace.co, FBTE LinkedIn £, fRAILATE ravi-mehta.com #i%FKAIX

=
2o

[01:21:01] Lenny

English:

Thank you so much for listening... See you in the next episode.
R EE:

RIS, AT THAR Mo



