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[00:00:00] Scott Belsky
English:

Yeah. I've had this conversation quite a few times over the years with founders and friends who were
running a company going sideways or worse and have had this question, "Should I continue or not?" |
always have the same answer. | basically say, "How much conviction do you have in the solution you're
building?" | know in the beginning, before you knew all you know now, you had tons of conviction. That's
what caused you to leave your job. Now knowing all you know, do you have more or less conviction in the
problem and the solution you're building?

FROCERIR:

2. KEER, RESRESPLATSEFERERANRENNBANBRIR, HNLLE: “RETFX
HETFE? " BHEERRE—HN. REALRR: “GUHREANENBRASRESLESR
(Conviction) ? ™ HABEMFHAMNEHE, EITEET BETUERKEERZE, MABT B, BRILRF
B TNRE, I, €7 RTHEHRZE, MHXMESNREEORIRASR, ERRMNTER
AT

[00:00:31] Scott Belsky
English:

And I'll tell you, | get different answers. Some people are like, "Oh, Scott, | mean, | have more conviction.
All that I've learned, all the validation I've received from customers, we just haven't figured it out yet. It's
driving me crazy. We've tried three times, and it's still like each product fails. But | have more conviction
than ever before." And for those people, I'm like, "You know what? You're just in the messy middle. Stick
with it. This is par for the course." But oftentimes, I'll hear, "Honestly, if | knew then what | know now, |
would not have done this. Holy shit."

FROCERIR:

BREHIFR, REINEREZTER. BLEARR: “M, Scott, RMNETERT. BEFRFIN—], UK
MEFBERFIMWIE, HMNIARERTEE/E. XRILFRT. BIMNFHAT =R, BR=REERKT, BFK
EE VR ERIBHEERRERE 0. WFXEAN, HEiR: “MRAERE? RREN7E RELRIFH (Messy

Middle)o BR#FTFE, XBHEZR,” BB, REIAE: “EXY, NRBAFMERTXLERER, HR
AR, RWE"

[00:01:01] Scott Belsky

English:



I'm like, "Then, quit. Your life is short. You have a great team. Pivot. Do something completely different." If
you've lost conviction, you should not be doing what you're doing in the world of entrepreneurship.

AR ERIE:

S CBMBFR. AEEE. RE—MUBHE, B (Pivot) B, AMTEFENER.” WRIR
KRETER, RAARRIZIEE AT R BREMIRIMTE EEMAIE,

[00:01:15] 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 Scott Belsky. Scott is an absolute product legend. He's a former founder, starting a company
called Behance that he sold to Adobe where he worked up the ranks to chief product officer, and more
recently, to chief strategy officer and executive vice president of design and emerging products. He's also
an author of the beloved book, The Messy Middle. He's also an angel investor in companies like Pinterest,
Uber, Airtable, Flexport, Warby Parker, and many more.

FROCERIR:

MK E] Lenny B9, EXE, ERFHALNFRASEMEKER, FIMNEHENLAERISSRA
FEREEPRENEREZN, 5K, HMNEER Scott Belsky, Scott BEXMH=mAEH. tEI2—MItlh
A, 81T Behance HEHSE4 T Adobe, 7 Adobe, ti—EBEAEERE~RE (CPO), RFBEEFEKER
BRI EIHERRITEIRR. MEREZHENEE CRELNPH) (The Messy Middle) BIfEE, fithE
—IRERZEAN, AT Pinterest. Uber. Airtable. Flexport. Warby Parker ERXZAF,

[00:01:53] Lenny
English:

In our wide-ranging conversation, Scott shares his advice on how to build product sense, why you should
only build half the features that you want, what it takes to build a successful consumer product. And we
spend a lot of time on how Al is likely to change the world of product and the world broadly. Scott is such
an insightful and articulate thinker, and I learned a lot from this conversation. With that, | bring you Scott
Belsky after a short word from our sponsors.

FRCERIR:

FERNZHRMA, Scott RET XFWMMZFARFMEZ (Product Sense) . AHAIRM Z RHE—FIREER
B, URITERIBVER R REET 4. RITEET AEMEITIE Al BN EERR I EERMEA,
Scott B—UIFEHBRENERAEWMNBEE, BEMNXINERFERTRS, ERRRBBENERENERE, it
A1 Scott Belskyo

[00:02:21] Lenny (Sponsor Ad: Braintrust)
English:

This episode is brought to you by Braintrust, where the world's most innovative companies go to find
talent fast so that they can innovate faster. Let's be honest, it's a lot of work to build a company. And if
you want to stay ahead of the game, you need to be able to hire the right talent quickly and confidently.



Braintrust is the first decentralized talent network where you can find, hire and manage high quality

contractors in engineering, design, and product for a fraction of the cost of agencies.
R EIE:

AETIB M Braintrust B, KRR NNABEMEXBREIHAL, UEERMHITEH. BEWR,
D —RABFEMAEILF. MRMBRFIAL, MEBEBRERBEHIBBFEIGEN AT Braintrust
RENEFOMHAZ NS, RAJUEXERE. BEHERLRE. RITNFaflEnsheses, mis
AR —/ BB 53

[00:02:48] Lenny (Sponsor Ad: Braintrust)
English:

Braintrust charges a flat rate of only 10%, unlike agency fees of up to 70% so you can make your budget
go four times further. Plus, they're the only network that takes 0% of what the talent makes, so they're
able to attract and retain the world's best tech talent. Take it from DoorDash, Airbnb, Plaid, and hundreds
of other high growth startups that have shaved their hiring process from months to weeks at less than a
quarter of the cost by hiring through Braintrust network of 20,000 high quality vetted candidates ready to
work. Whether you're looking to fill in gaps, upskill your staff, or build a team for that dream project that
finally got funded, contact Braintrust, and you'll get matched with three candidates in just 48 hours. Visit

usebraintrust.com/lenny.
R EIE:

Braintrust {XUXEX 10% HNEEZERH, MAGRPNHVASAEWRENSIE 70% 8925, FELIRe]LOLFE & ENER
ER. Lo, MR —— D TRMAA NP HEEBIRLE, ELEEB RS HEEFLIKRTNARNERZAL,
DoorDash. Airbnb. Plaid AX#¥ B XEMESIE KT ABEEL Braintrust #F 20,000 BEHRE. KIH
B RIE AR, SHEEREMNINAEREILAE, BEFINs2Zz— TRMAERIENTR. #RARIR
BE, TRNATHEBRSNEHBIMBHEHRP, BB R Braintrust, RIGTE 48 NEIRITEREI =R RiEA, EH
ia] usebraintrust.com/lenny,

[00:03:38] Lenny (Sponsor Ad: Eppo)
English:

This episode is brought to you by Eppo. Eppo is a next generation AB testing platform built by Airbnb
alums from modern growth teams. Companies like DraftKings, Zapier, ClickUp, Twitch and Cameo rely on
Eppo to power their experiments. Wherever you work, running experiments is increasingly essential. But
there are no commercial tools that integrate with a modern growth team stack. This leads to waste of

time building internal tools or trying to run your own experiments through a clunky marketing tool.
R EIE:

AETEHH Eppo %8, Eppo 2H Airbnb REAIMAIEKFABAITERN T—H AB MiXF &, DraftKings.
Zapier. ClickUp. Twitch #1 Cameo F AT &R KH Eppo K IF{ 1AL, TICIREMETIE, #HITL10ER
TRURUER, EEATESEHLTARESIAIEKEANRARTEER. XSHANTRERBMEANE
TH, #FHEEIRENEHTARETER,

[00:04:25] Lenny (Sponsor Ad: Eppo)

English:



Eppo lets you go beyond basically through metrics and instead use your north star metrics like activation,
retention, subscription and payments. Eppo supports test on the front end, on the back end, email
marketing, even machine learning plans. Check out Eppo at getE-P-P-O.com. That's geteppo.com, and
10X your experiment velocity. Scott, welcome to the podcast.

FRCERIR:

Eppo it REEEEBHEMIEIR, HMERMRNILREENR, WEE. EF. TRMEZM. Eppo ZiFdiik. &
ih. BMEEHEEENSFIAENNMIR. 3EIHIR getE-P-P-0.com &% Eppo. Bl geteppo.com, iLFRAYSEIGER
FE4RF 10 f%, Scott, VGHFRIIEER,

[00:04:52] Scott Belsky
English:

Hey, Lenny. And it's great to be here.
FRCEIE:

IE, Lenny, REFREIXE,

[00:04:55] Lenny
English:

| don't know if you know this, but it's been a big goal of mine to get you on this podcast since the day |
launched it. And so, I'm really excited that you're here. | wanted to start with your role at Adobe. So for
the longest time, you're a chief product officer at Adobe. And then recently, | noticed you shifted to this

very complicated sounding role. I'm curious what this new role is and then why you made that shift.
FEiE:

HAMEREENE, EEMKEIDI M EZFRIBRE, BBRRMZBHRN—IKET. FILL, FKIFEHEMR
BEX. FBMIRTE Adobe WA BRI, ERK—KRINEE, (RERE Adobe NEFEFME. BRI, FE
FEREE T —NIFERIFEERNIR(L, RREFTXMABEMNA, URMRATARMEXMEE,

[00:05:18] Scott Belsky
English:

Well, in this new role, I'm overseeing strategy and corporate development, all of design across the
company and emerging products for the business. If you look back at the last five years or so, it really has
been about getting our core products to the cloud, making them collaborative, making some critical and
interesting opportunistic acquisitions over the years, ensuring that we have connectivity between the
products that we launched, new web apps that meet new types of creatives.

FRCERIR:

AEXMHAET, HARKREARNMBNEL LR, 2ARNIKRIT TEMMISEENHTm. B AR
FEA, RMNERKIERLZOTmER, RIADEL, HAEXEFEHTT - EXRBEFENONNBIER
M, WERFNLEOTRZEREERNE, FEHRHEMESIZARTEREH Web A,

[00:05:49] Scott Belsky



English:

And that was a incredible five-year-old chapter. Now with the advent of Al and new and emerging fast-
growing businesses we have like the 3D and immersive space, the stock business and how that whole
space is being changed by new technology, the idea of bringing that into an organization and being able

to focus on that full-time was really exciting to me.
R EE:

BELAELUEGNIFRE, W, MEE A BNHI, UREIMAER 3D AR =E. FEEFEEM (Stock)
A SEFHBIRERIE KNS, URBENTIRMEARIRANRE, FXEBESHARHEBRLRTETIE,
BRAIEELS ANE.

[00:06:13] Scott Belsky
English:

Well, | think that it's the strategy of a company always needs to be iterated. And so being tasked with
developing the strategy across the entire company, there's no shortage of opportunities and people to
meet and things to think about there. Corporate development, certainly like new M&A stuff and
integration, all that sort of stuff falls under me as well. And | have a lot of feelings about that having been
an entrepreneur that went through integration myself. So it's kind of fun to be on the other side and try to
improve it from that vantage point.

AR ERIE:

AN RABRNSEREERFTEENN. Hlt, REUFELQBHBNES, EHRERZINE. FESRHNAM
FEBENFER. BlARE, SASERNHE (M&A) MES, MEXLHEERE. (FA—B8FBEHT
BENENLE, BXNXATEERZZM, I, BWES—EHAZEMBMEEERNR#HE, ELREEEB,.

[00:06:51] Scott Belsky
English:

On the design side, | spend a ton of time reviewing the design across every product and really trying to
raise the bar for the experiences we're shipping. And that's a hard thing to do in a company that has a lot
of legacy products and a lot of baggage that comes with them. And on the emerging products side, it's

really about the new products we're bringing into the market and how to make them win.

R EIE:

iRt AE, HEAEREBHFESTTmNNIRIT, AZSHTRSENZMNELETE E-—KBEAEEE m
MEZMRECAEEMRN AT E, XB—HRENFE. MERTKTmAE, ERETRISHEBDHZRH
ma AR L E AR

[00:07:12] Lenny
English:

Something that comes up on this podcast a number of times is how CPOs rarely last at a company. They
stay. Like Casey mentioned this and a few other people, they stay around for a couple years, and the best
they can do is just take a few swings at how things work, improve a few things and then, the CEQ's like,
"No, this isn't great," and then find someone else. What do you think has contributed to you surviving
and lasting and thriving and taking on more and more responsibility at Adobe?



AR ERIE:

XM EEZRREN—MNERR, BETmE (CPO) RAUBE—RABFRA. #itk Casey MEMIL AR
2E, MIEERFTLE, EHNRFNEERENNEEEANHT/IURER, t—ERAE, A5 CEO
AIRERW: A, XABE , BREMBA. RIAARHAILIRTE Adobe RMXERET X, MARKAMA
. BR, FEAETERESHIEE?

[00:07:38] Scott Belsky
English:

Well, in the chief product officer role, | oversaw design, product, and engineering. And I think part of the
reason | was even interested in coming into the company and taking this role is that | felt like these
boundaries between these functions are at best artificial, at worst really constraining. And | always have
felt like a lot of products win not because of the technology but the user's experience of the technology.

FRCERIR:

FIEAEREFRERE, BATEERIT. FeflliE. RBRZAUEXBMARBHEEXMEE, B9
FRRHRRFXEREZENRRTAERANNIY, RFNBERZNZRAENRNN. F—EHRERF, RE~
MmN RBEANKARE, MEENAFMEARKE,

[00:08:08] Scott Belsky
English:

And so, if you have an aligned team that gets that and makes decisions accordingly, | think you can ship
better experiences. So a lot of the work | had to do was breaking some of these boundaries down over the
years. And | think that a lot of chief product officer roles traditionally don't oversee engineering and
sometimes don't even oversee design. And for me, that wouldn't be interesting.

FROCERIR:

Hit, WRIRE— P EEBIEAEX— R AR MERRNRE—ER, FIANIREI LS EFRIAELE, L, X
FRFMHORE TERBITRXLER R, FIANNERLREBETREAFELRR, ARNEERERIT. WK
i, BRI LIEmRERT.

[00:08:29] Lenny
English:

Zooming into product, if there's a Mount Rushmore of insightful product thinkers, | feel like you'd be on
it. And part of the reason is that you have this incredible product sense, whatever that means. It's clear
that you have strong product sense. And PMs often talk about the importance of product sense and how
to build product sense. And I'm curious, how do you feel like you built your product sense. And what

advice would you give to younger PMs looking to build product sense?
R EIE:

REIFmtE, MIRE— “EERENNFREAK PRARRL (B45WL), RESMF—EELEH. B9
FRRZMRAERALN @ (Product Sense) , TIEXMARKIEFA. RAE, R~ RBIFER, ™m
ZKENZE T RBHEEM ULNEEFE. HRBAE, (RETE CRNAZRILEXMT mB? 3T
EEIEF T mBRFR PM, REARIN?



[00:08:56] Scott Belsky
English:

First of all, I think the biggest mistakes that teams make is they become very passionate about a solution
to a problem they're trying to solve as opposed to do everything they can to develop empathy for the
customer that's suffering the problem. And oftentimes, the empathy gives you the solution, whereas the
passion you have for whatever you think the solution is might be 30 degrees off with the solution actually
is.

AR ERIE:

B, ANEEHNEAREIRE, tiITNESHERRNREE “@RAE" ERITER, MAZR—
BHNEWNERZPENEFPFE “BEC” (Empathy), BEBRT, REOSEESHRIREREE, MR
B SIANRBRA RNRE, FIRESKERFRRERG RS 30 ENRE.

[00:09:20] Scott Belsky
English:

And so, this development of empathy is a key part of it. And of course, as | think about the discipline of
crafting product experiences, to me, it's all about psychology. It's about understanding the natural
human tendencies that people have in their most primal moments. | talk a lot about the first mile
experiences that we have across any product we use, whether we're a consumer or an enterprise user. In
the first 30 seconds of using a new product, you are lazy, vain, and selfish.

FRCERIR:

Fit, BEFFEEOEEPHXRERD. SR, SHBETETmERNFRE, WHKE, XeeXFORE
Fo EXTFEBAMERRBHZINEAANLG R, REBXKICENEERER~MEIIE “F—KE” (First
Mile) 43, TIRFNEERELXR WA, EFRERH~mATAE 30 WA, AZHE. EREBME.

[00:09:51] Scott Belsky
English:

You want to get it done super quickly. You want to look good to your colleagues or to your friends. You
want to feel successful very quickly by engaging in this product. You don't want to have to watch a tour or
read anything, really endure any learning curve whatsoever. Of course, if you can get people through the
first 30 seconds, you have so much opportunity to build a more lasting relationship with that customer
and have them understand your mission and the full potential of your product.

AR ERIE:

REBRREMBEE, MEERNFHRAERNEERES. MBBIEAXN T mARREMME. FFAE
B ASIRERE, MURMEARA, ENAEERERFIME, S, WRIREILANIEILXA] 30 7, (Rt
BRAMNZSEFFEIERANKR, L EEEIREEaN~mB 2 a2,

[00:10:06] Scott Belsky
English:

But we need to ground ourselves with the fact that that's really hard to do. It's fascinating to me that
most teams spend the final mile of their time building the product, considering the first mile of the



customer's experience using the product. If you can just get more customers through that top of funnel,
you are a world-class product team. Let's anchor ourselves on just doing that, and let's use psychology to
do so.

AR ERIE:

BENFEFEMINRE, XENRERE LRBEFABNNE, RSBENEWE~RN “RE—RE"
BEE, AEEREFAERTRE “S—RE" 7, NMRMELESEFETRIHRNG, RLE— Mt
FENF @A RN FFHERX—=, HAROEZERELRE,

[00:10:43] Lenny
English:

And just to make sure people understand, when you talk about the first mile, essentially that's the

onboarding flow maybe to the activation moment.
R EIE:

ATHERARIER, HMRKIL “F—HE” BY, xRLELZBMIFSISRIE (Onboarding) FHUEZI
(Activation Moment) BYBREZIZFE.

[00:10:50] Scott Belsky
English:

| think that's right. It's the onboarding flow. It's the initial experience. It's the defaults that you see. It's
the orientation of where you are. So many products you actually don't exactly know how you got to
where you are and how to get home and where to get help. So | would say it's the onboarding. It's the

orientation, and it's the defaults.
FhaCERIR:

BEZH. EBRMFIISRIE, BVRMAR, ZEMEINNINGE, BIRNAAIENGRR. RS~ mER
FitRARAEB C R EARX—TH, FHEEAREEDR, WAMEEMWETFKEE, FAIUKEE, 8
519 EAMERIANRE.

[00:11:10] Lenny
English:

You've been a constant and early advocate of investing in that part of the funnel. And it's interesting how
often that comes up on this podcast when people think about how do we improve retention, how do we
improve growth. Often, the biggest wins from stories that we get on this podcast are in that part of the
flow. And so, another data point to spend more time there. And | wanted to ask you, are you finding even
at the stage of Adobe, there's still lots of opportunity in the first mile or do you find that it becomes less
and less and less, and then it's less important?

FROCERIR:
M—ERRARIPHBITETHKAARHENESE. BBHNE, SAMNEBENARSEE. NfRSEK
B, XMFAERFPELELI. BF, BRITEBRZTRAZINRMIINESG, HERANRKELEERIZAIHR

—&B7. FRLL, BB —IMSHFERRAESHERIEHE. FARR, REEXIMEMETE Adobe XM, %
—REMABRSZNR, ERRMGANECEFHRBAERT?



[00:11:41] Scott Belsky
English:

The answer is lots of opportunity. The reason is because the customers change. Every new cohort of new
customers is different. The new customers you have in the early stages of your product are typically more
willing and forgiving customers. And you might nail the onboarding process for them, and then suddenly
realize that, "Wait, it's not being as effective anymore."

FRCERIR:

EREN=EESZ, REREFEEN. S—HItHERHEFEN. ME-aRHMBRRAENHERBEER
BRI, WERER. (REIgEAMIIRITXN5ISRIE, RAERARKM: “FF, eFBEPLBRT.”

[00:12:02] Scott Belsky
English:

And the reason is because now you're engaging more of those pragmatist customers, those later stage
customers who are initially more skeptical, less forgiving, less willing to deal with your friction. And so,
you have to reimagine the onboarding process all over again. | mean when you look at a product like
Photoshop, for example, it used to cost hundreds and hundreds of dollars. Now, now you can get
Photoshop for as little as 10 bucks a month. And so of course, the funnel's a lot larger. A lot more people
come in with creative desires without the skills or the tolerance to develop them. And so, that dictates an
entire change in the onboarding experience for a product like Photoshop.

FRSCERIF:
FERERMNEERITESSKNART,, XEFHELPRVNERSE. BEfAngs, BAEELEBRERPHE
. Alt, MBAEHREBEANSISRIZ, UL Photoshop Jffl, EURMEE/LEET, MESARE10ET

FEEKE. PRUAEFREAM, KA BATRSZ. BEZHCIENEERZKAENTOEBFRENAERT
Itb, XZERE Photoshop X milEREAZEHS | SR,

[00:12:38] Lenny
English:

It makes me think of something Shishir, the CEO of Coda, shared about how he's like, "I don't really buy
this idea of product market fit because you have product market fit with your existing users that love it
and know about it, and you always don't have product market fit with the people you want to be used the

product." And it's related to what you're talking about. The newest people joining have no idea what

you're doing.

FRCERIE:

XiEFARES Coda B9 CEO Shishir R EIM—=, fthiid: “EAXEK Tmmplic (PMF) XMER,
FIREEMBRLEREH TRIRMIMBAFAR T PMF, BIRE2EGREMAL:R FE FERIRFmIAXR

PMF,” XARRBIRIAR. FIIABATERIEREMT Ao

[00:12:57] Scott Belsky

English:



| agree with that, and | actually think that the role of Al going forward will be to have applications
increasingly meet us where we are. To this day, we've always had to generalize onboarding experiences
for the most part for everyone. And I'm really excited about the day when kind of products meet us where
we are based on what type of user we are.

FRCERIR:

HAEX—R. KRN AIRROERFSIL ARSI “FohaN” &il. HEISX, EAZSHIE
RE, BINATTAIAFREARBERNSIFAE. RFEBHFR—X, TmeERBERNEHALENA
P, EENFEAM S S5,

[00:13:17] Lenny
English:

I have a billion Al-related questions for you. So I'm going to hold off just a bit. And | wanted to double click
on the empathy piece. So you talk about how to become better at product sense. Empathy and
understanding the user's problems is really important. Do you have any advice for someone that wants to
build that? What can they actually do to become more empathetic and build that part of their skillset?

FROCERIR:

HETHXRT Al BRIEAEIRIR, FRUAFREHHIRE—T. FERANRW—T “BEL" X—R. RKEIMNEERE
ArEmE, REOHIERAANENEFEEER, N TREEZIXMEDNA, MEFTARINIG? tiTREA X
A AREFERRIED, FWEXSEmBIREE?

[00:13:41] Scott Belsky
English:

Well, the most humbling moments for me as a product leader have always been shoulder to shoulder to
customers. Watching them actually go about their day, not just use my product but go about their day
because what you end up getting is context for a lot of data that you're missing.

FROCERIR:

KR, FAFRMSE, RURRIRBNNZIZZESER “FBRIEY . MBMNEFHN—XKEEAT
B, FMUXEERAZEN=H, Met(IHBEEZNER., AAMTREASRERERBMBRENBIESEN LETX
(Context) o

[00:13:56] Scott Belsky
English:

When customers are using your product, they're using it amidst everything else around them. In the
enterprise, it's all their other meetings and other products and pings that they're getting throughout the
day. And as a consumer, it's between dealing with their kids or their loved ones or watching Netflix or
whatever the case might be. And in order to really understand where the customer is and where their
mentality is, you have to understand the context in which they're using your product.

AR ERIE:

SEFAERFEN~ @I, tE2ERAEMEEMEMNEE TERN. ERFRES, BHINEXSMEEM
=W EANEMTRMBENESMER. (FREE, WEERIZT. BHEASE Netflix ZEH=H,



AT HIEERE PRI ENMIIROE, ReFIRRAI1ERIR B LT X5,

[00:14:14] Scott Belsky
English:

So part of developing empathy is being shoulder to shoulder and just encountering that reality alongside
your customer. And that time, it just gives you better intuition. It helps you understand more. And with
empathy, we can then better create quote-unquote, "for ourselves" because by developing empathy for
others, we're feeling what they're feeling. We can then be the customer. And, of course, we all know some
of the best product customers, some of the best products in the world are made when we are the makers
are the customer.

FRCERIR:

FREL, BFREEON—MIMESERHEB, FIRZMINIE. BRNESAIMEREGFHEN, FEIR
B@ES, BTEEL, RITMEEFH “"EC” e (1515), AN@IxMtA=ERED, KITAER
REMNOEZ, HNMERABIEF. S, RTBNEER E—ERIFN~m, ERIFIEELRGIME
&P BHEERY.

[00:14:51] Lenny
English:

It makes me think of Marc Andreessen as this awesome quote that | always come back to that everyone's
time is already allocated. They don't have time for your product.

FRCERIR:

X1t FHASFC Marc Andreessen I—AIE S, BRELEREREE: 8N ANNEEHELDE T T, MI12EEHE
LA{REYF" SR

[00:14:59] Scott Belsky
English:

That's right. And by the way, as a related note, since | know Lenny, you talk to a lot of guests around
product-led growth. And sorry, if I'm skipping around here. But | think it's also relevant because
everyone's trying to get their products to grow. And the other thing that perplexes me is that product
leaders expect people to talk about a product being great. And people don't talk about a product doing
exactly what they expected it to do. They talk about a product doing what they didn't expect.

FROCERIR:

R IMER—T, ERATAE Lenny (FARZ RIS~ RIENER (PLG). EIMILBEXT —TF, EHIAAN
XHWREX, BASTIABESHILFRER. 5—HLERRNER, mRASEHEAMIKE—1TaB
Z#E, BAMIARRIEL— 1 Tm “TEFETH" BRI, MITBEHNE— a7 il ez W%

=
Bo

[00:15:29] Scott Belsky

English:



And you look at a product like Tesla. People are not going and talking about how they had a great drive
today, but they're talking about the Easter egg they discovered on the dashboard or the cool new feature
that they discovered that is associated with Christmas or whatever. And so, it always is interesting to me.
In consumer and even enterprise products maybe especially so, why aren't we optimizing for those things
that people wouldn't expect the product to do as a way to get that surprise and delight to talk about it, to
develop a relationship with our products? | think that's another piece of the puzzle.

FROCERIR:

MEGRHFIXENT R, AMARFVAERSKAEFFEIR, BMZKICENKELLINER, HE
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[00:16:08] Lenny
English:
That is really interesting, and reminds me of something | just talked about with Gustav from Spotify

whose episode might come out before this or after this about how every great consumer product pulls
some kind of magic trick and feels like magic to you, like Spotify as an example.

AR ERIE:

XENRE®R, iLHBEZNA Spotify BY Gustav HITHIAE (BB —SERIREERXR—SZAIEZ EiEL) ,
KT MEAWERR T REBIIEM “BA” , ILRRSCEKREEZ—F, il Spotify 2 M F.

[00:16:23] Scott Belsky
English:

| like that, magic, sort of a little mystery, a little intrigue, a little surprise. It's a classic trick that Hollywood
uses all the time. Why don't we use it in our own products?

FROCERIR:
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[00:16:34] Lenny
English:

So let me pull on that thread a little bit about just consumer products in general. You spent a lot of your
career, maybe most of your career in consumer, imagine Adobe. There's a lot of B2B elements now as
well. And you also angel invest and you help a lot of consumer companies. And tell me if you agree, but it
feels like new consumer products basically never work. And if they do work, there's a period where they
work, BeReal is going through this now, Clubhouse, Paparazzi went through this. And then, they fail or
fade away. Maybe, they come back and then fade away again. | guess, first of all, do you generally agree
that consumer is just so rarely successful in consumer products?

AR ERIE:
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[00:17:14] Scott Belsky
English:

Uber was a consumer product, but it built a network effect that was never there before. It leveraged
excess capacity that was always there, but never tapped. It did something under the hood that gave it
lasting power. | think of Pinterest, and | was Ben's first seed angel and product advisor. And with that
product, he had this unique insight into the consumer psychology where it was not as much about
getting likes and portraying yourself through pictures of you and seeing pictures of friends and all of this
sort of anxiety that is induced by that, but rather helping people collect and represent themselves with

their interests.
AR ERIE:

Uber 82— MNEBEER M, BERILT —MRIFMKRENNEZNE, EF AT —BEFEEMREFRNNE™
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[00:18:03] Scott Belsky
English:

And so again, that was kind of a new insight that | also think developed its own network effect that
enabled it to be lasting. And there was a fascinating business component which was it drove a crapload of
traffic to every source of every pin, which then got those sites to then put pin buttons themselves because
they wanted more traffic. So there were underlying things under the hood again that it's sort of tilting the
market in his favor. | think that a lot of these other more recent consumer products are just kind of clever

momentary interfaces.

FREiE:
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[00:18:50] Scott Belsky
English:

And they are in effect at the expense of venture capitalists, R&D for the platforms that already have the
network effects and already have the distribution channels and the ad sales and everything else. And so, |
think that's why we're seeing BeReal's capabilities now also in TikTok, and you're seeing a lot of flashes in

the pan, especially in these creative consumer apps, which I've been paying very close attention to.



They're fun and novel. But if they really work, those features are then brought into the native Apple

camera, for instance.

RS ERIE:
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[00:19:09] Lenny
English:

So let's double click on that. | know this is a big question, but just what have you found is important for a
new consumer product to work? You mentioned surprise would be great, network effects, maybe a new
insight. What else do you find is important for a durable new consumer product to work?

FRCERIR:

BEATRANRIT— T HMEXZ—TARE, BRI —THEREATmERY), TATREER? (R2
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[00:19:30] Scott Belsky
English:

Yeah. And it's interesting because | think my answer 10 years ago would probably be different than my
answer today. | think that there is a nimbleness. And maybe, it started in China with these super apps that
were able to do everything. And that changed the idea away from the atomized experiences of a decade
plus ago where you wanted a specialized product that did exactly what you wanted in a very reduced

way.
Fp3CERiE:
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[00:20:00] Scott Belsky
English:

| think Snapchat emerged under that world. | think Instagram became valuable to Facebook because of
that phenomenon. Fast forward to today where all of us are far more technologically literate and we are
able to manage a lot more cognitive load in our everyday technology lifestyles. And so suddenly, we don't
mind five tabs. We don't mind features hidden and tucked away in menus because we're sort of used to
that now. And so, maybe that's one of the reasons why these established platforms get away with
basically copying any novel new capability as opposed to those becoming apps in and of themselves.

AR ERIE:

FHiAF Snapchat MIBEINE R TIREM. Instagram Xf Facebook ZEEMEHLERRALIRUR, Ri#HES
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BAELNMREN, AN EVRERARERL, RBARINEZIMRT. I, XUFRATARERATEEE
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[00:20:42] Lenny
English:

So let me shift a little bit and talk about a tweet that you tweeted about one thing you've learned. You
have this amazing thread of just things you have learned over the many years you've been thinking about
products and consumer products. And one of them was about how you've learned that, you should do
half the things that you want to do, half the features you plan to do, do half the features, offer half the
options you want to offer, focus on half the market versus the market you're trying to go after.

FRCERIR:
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[00:21:12] Lenny
English:

Can you just talk about maybe how you came upon that learning and then also just how do you actually
do that? It's like, "Sure, great. We're going to do half." But then, which half? And oh, but someone wants
this feature so badly, shoot. We can't do them all." So do you have any advice in just how to actually
execute that sort of approach?

FRCERIR:
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B, R —F? ME, ‘R, BAFEBREXINEE, &5, HNFES2M.” BA, FNAKRERRITIMTS
AL, REHARNE?

[00:21:29] Scott Belsky
English:

| mean one of the first comments I'll just make is whenever I'm asked by teams, what features need to be
part of their MVP, how do they decide which features they need to ship first and whatever, | always tell
them to optimize for the problems they want to have. You want the problem of customers getting through
your funnel, feeling successful, using your product and getting value and then saying to you, "Oh, but |
need it on this platform, or | need this capability, or | want to be able to share this." | mean you want
those problems. So don't do those features now.

AR ERIE:

FRENFE—RE, SEERNRI, WMEENZEEEMIIN MVP (B/E1T7m) F, iz fEIRE
TR MMLEINER, HERHIFMN: B “MEEAENEE #1TK. (MEENREE: FEFEIT
frevims, BEREAME, ERATMNFRAHRE TME, ARMMRR: @, ERFEES—1TFELA
E” , HE ‘RFEEXTE” , HE FRESEXD . BRERE, MBENZE “XE” B L, B
TEFCH AR EETNRE,



[00:22:03] Scott Belsky
English:

Only do the things that prevent people from getting to the point where they care enough to ask you for
anything. Make sure they can get through the signup flow. Make sure they can connect their account.
Make sure they can use Google login if they need to, or whatever the case may be. So | always remind the
teams, optimize for the problems you want to have, and make sure that you eliminate all the brick walls,
the major catastrophe-type things that can happen. But in terms of the half, the half-half, | learned this
the hard way.

AR ERIE:

RUEFBLERER LE AT RE] “ROZIERIRREER" NEEMRANER. HRMIETHCEMRE, R
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[00:22:31] Scott Belsky
English:

When Behance was launching back in 2008, | was always trying to hedge us with product features. |
wasn't sure if people would be coming to join groups or if people would be coming for the tip exchange
where creatives share best practices with one another, or if people were coming to build their portfolios
or just share work in progress. Maybe, it's too much to build a whole project of your work. Maybe, we can
allow people just to share snapshots of their work. And so, we actually launched with pretty much all of
these features. And then, it was the most complicated form of Behance, was ironically at the beginning.

FRSCERIE:
2008 £ Behance X0y, BEZIXE A~ SR ARG, BRBEAIIRENTMNNE, FEHRT
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[00:23:10] Scott Belsky
English:

And then, what we realized is that some things were taking off, and some things weren't. So | remember
when we decided to kill the Tip Exchange. And suddenly, the publishing of projects in the portfolio went
up. And we're like, "Oh my gosh. Projects being published is the core metric and it's what drives the traffic
back to Behance. Let's do this again. | don't know, let's kill groups." And so, we killed groups. And lo and
behold, more people published more projects. And it was like, "Wow."

FROCERIR:

RE, BRIREIBLEINEANT, BEWRE, RIETFHHNRENE “KIORAK” B, FaERRHHE
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[00:23:33] Scott Belsky



English:

So actually if you make the whole product about one thing, everyone does that. That core crank operates
at 10X the velocity and if that's the most important metric for the business, that's gold. And so, we
basically went on a killing spree. And we just started killing things. And over the years, we have actually
tried to have this sort of, and | pushed this on many products, things | worked with now whenever you're
adding things, consider what you can replace. Consider what you can also remove.

FRCERIR:
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MRBRUSREBHIET, BARENZE. T, HMNBELFIBT 17 “KEBXR" , FHIESHI
BB XEEFR, R—HAETSTmPHEITIMECE: BEMEMATEN, ZE—TREIUBREFA, HEMR
A LA ERT 4o

[00:24:11] Scott Belsky
English:

When we updated the portfolio on Behance, | remember we used to have this ability to change the colors
of your portfolio in Behance. When people clicked on your profile and saw all your projects, you could
control that and add your brand element to it. And so, we know. We were like, "You know what? What
would happen if we just took this away? Would people again focus more on projects?" And so, we took it
away. For 24 hours, we had people reaching out to us being like, "Damn you. How could you take away
these controls for color of portfolio?" After that 24 hours, we basically never heard about it again. All the
portfolios look cleaner and more consistent. And people did the core metric more. And so, | just took from
that, try to kill things and everything you think you need to do, you probably only need to do half of it.

FROCERIR:
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[00:24:57] Lenny
English:

| wonder if in reality most of the time, you only realize this afterwards versus ahead of time. And that's
just the way it is. And then, it's just the seal of sunset, things that aren't actually important.

FRZERIE:
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[00:25:08] Scott Belsky

English:



| do have to say though, Lenny, some of the best product leaders that I've worked with, | do feel like they
have this great reductionist or minimalistic tendency by default. They're just very much... They anchor
themselves on the one thing they want people to do and do well. And they just are pretty ruthless about
everything else, being like, "Okay, but only if we have a problem with doing this core thing. Okay, put on
the back burner." And so, it's something I've tried to get better at over the years.

FROCERIR:
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[00:25:40] Lenny

English:

What's really interesting is this is exactly like Matt Mochary who is actually the number one most popular
podcast episode talks about when you let people go. And he's helped a lot of CEOs let people go that

100% of the time everything just starts moving faster as soon as you have fewer people. And so, it's the
same exact model in people and products.

AR ERIE:
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[00:26:02] Scott Belsky
English:

| think that's right. And that's why | always feel like tough decisions almost always afterwards feel like a
relief. And that's true for the product. That's true for people on a team as well.

AR ERIE:
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[00:26:15] Lenny
English:

Let's shift to talking about Al, which I'm really excited about because | know you've been spending a lot of
time talking with people about Al, building Al products. You all launched Firefly, which a lot of people are
really excited about. You also have this newsletter where you kind of just share your implications on how
Al and technology is going to impact the world. So | have a lot of questions I'm excited to ask you around
this. And I'll just start really broad and maybe this is too big of a question, but just how different do you
expect the world to be in, say, five years as a result of Al, both for product builders and then just people in
general?

FRCERIR:
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[00:27:15] Scott Belsky
English:

Listen, I'm an optimist. And | feel like our human potential has always been held back by the laws of
physics essentially. The mundane, repetitive labor you need to do to get anything done is what holds
back our ingenuity. It's the friction. It's the work in workflows that wouldn't it be great if we could just
have flow and no work? And | think that that's what Al kind of does, is it gets us from workflow to flow. It
gets us into this flow state where any idea in your mind's eye, you can start to develop it.

FROCERIR:
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[00:27:46] Scott Belsky
English:

| was having this discussion with Howie who runs Airtable actually just earlier today where we were
talking about the leader at IBM who announced that he's not going to hire 8,000 people that he would've
hired because Al is going to be able to do that work. And what we were talking about was, and Howie
made the point, as engineers have become much more productive over the years, that doesn't mean that
companies have wanted fewer engineers. It actually just means that they demand more of their
engineers. And engineers have more possibility to do more.

FRCERIR:
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[00:28:02] Scott Belsky
English:

And so, if human ingenuity goes up, maybe we actually want to hire more people because if you have
more ingenuity per human being, maybe you can actually do more as a company. And maybe, companies
that used to have three products will have five products or seven products or 30 products. And maybe,
that's actually the trend that we're forgetting is that humans bring this level of ingenuity to every
problem and every opportunity. Whereas computers remember like ChatGPT is basically just giving you
what it would look like if, right? It's not truly finding edges that will become the center.

AR ERIE:
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[00:28:38] Scott Belsky
English:

It's actually just mining the center. And it's trying to regurgitate the center, which is also very helpful by
the way. So I'm optimistic. | think that there will be far more people engaged in delivering experiences.
I'm very long the experience economy because | think that there will be some people liberated to focus
more on the non-scalable things that really move the needle for experiences for customers. And then, |
also am excited about humans having less grudge work to do.

AR ERIE:
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[00:29:09] Lenny
English:

I'm also excited for that. It reminds me it might have a TikTok account, and | have this team that helps
with the TikTok and we haven't shared this, but a few of the TikToks are my voice generated with Al. And
they just read script. And it's me reading this story. And it sounds sort of like me. And | showed it to a
friend. And | was like, "Do you see anything? You feel weird about this video?" And he is like, "No, you
sound great. You sound really a great speaker." I'm like, "Okay. Say hi."

FRCERIR:
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[00:29:35] Scott Belsky

English:

While you were reading, instead of reading a script, you can be plotting the course of the next episode.
FRZERiE:

SR TR BEHR, RESSFARAERREZA, (REJUERY T —EIRS.

[00:29:40] Lenny

English:



Yeah, exactly. So | totally see what you're talking about there. In the product team, which function do you
think will be the most disrupted and/or the most, | don't know, optimized through AI?

AR ERIE:
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[00:29:52] Scott Belsky
English:

We're entering the era where we collapse the stack in every organization where instead of having to go to
someone for anything, you can kind of do more things yourself. It's very empowering to get the answer
from data as opposed to having to go to a data scientist or a data analyst in the middle. So there's going
to be far less game of operator across the organization and far more empowerment for people to dig their
own rabbit holes, answer their own questions and get things done.

FRCERIR:
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[00:30:24] Scott Belsky
English:

| happen to believe that that's the advantage typically of small teams, is that they're flat. The stack is
collapsed. People all can hear each other in an audible across the room, and that's how they run circles
around big stodgy old companies that are dispersed around the world. So maybe, this technology allows
cross-functional work and to happen. And I'm excited about that.

FROCERIR:
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[00:30:51] Lenny
English:
That is really interesting. So essentially, what you're saying is a PM will be able to do more design, more

engineering, more data potentially. And maybe, one day, it'll be just as good as having a data scientist in
your team. But essentially, everyone becomes kind of this unicorn cross-functional mini-team.

FROCERIR:
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[00:31:08] Scott Belsky
English:

Which sort of suggests this idea of meritocracy. It's almost like what if people get promoted an
opportunity based on how creative and how much ingenuity they have as opposed to how many reports
or bug things they've gone through or whatever else. So there's something about what you're saying that
| do think, yes, it's disruptive to the degree that, well, you need a data analyst in the loop. But | also would
suggest that again, that data analyst doesn't have to answer redundant requests all day. She can spend
time on thinking of other things without the boundaries of functions like we just discussed.

AR ERIE:
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[00:31:43] Lenny (Sponsor Ad: Rows.com)
English:

This episode is brought to you by rows.com. The world runs on spreadsheets. You probably have a tab
open with a spreadsheet right now. But the spreadsheet product you're using today was designed
decades ago. And it shows, they live in silos away from your business data. They weren't made to be used
on a phone. And if you want to do even the simplest automation, you have to figure out complex scripts
that are nightmare to maintain. Rows is different. It combines a modern spreadsheet editor, data
integrations with APIs and your business tools and a slick sharing experience that turns any spreadsheet

into a beautiful interactive website that you'll be proud to share. Go to rows.com/lenny.
R EIE:

ANETTB A rows.com EB, tHRBTERFREZ Lo MIMETRERITA T — P BFRBIFER, BIRSXK
FRNBEFRETRE/LTEMNLSTN. XEMZN: ENSMOLESKiERSE. SR AFINIRITH. W
RIFEMRE B, RUTREERLLIFEREERBEMNEZRMA, Rows NFRFE, EEETIAE
FRERIESR. 5 API RUSTENBIEERN, URRIHHNOZEE, ERERMEFREEHN—MrIEERM
NEWNEMRZERMIL, 1FIHIR rows.com/lennys

[00:32:36] Lenny (Sponsor Ad: Rows.com)
English:

I've already moved some of my favorite spreadsheet templates to Rows. Go to rows.com/lenny to check
them out. That's rows.com/lenny. A lot of listeners are product managers. And so just going a little bit
further, even within the product management function, how do you see the PM role changing in the next
five years as a result of AlI?

FROCERIR:

HERIBEREENMN—LEFREIEREET Rows, % rows.com/lenny EEE, REZFREE~MEIZIE, Ff
BRAN—R, BEMEEFMEIRIREERES, RIANERRKESE PM ABSEN Al R4 EHFEZL?

[00:33:05] Scott Belsky



English:

Well, let me start by saying that | think that the greatest performers I've ever worked with, whether
they're designers or product leaders, basically preserve the time to explore lots of possibilities. They call
those possibilities down to fewer set. They get feedback on those. They refine them even further. And
then, they present to the team. These are the two or three things | think we should do. And that's the way
a great designer works, for example. That is a function of time.

FRCERIR:

BAFENR, HEFINKRAFHRINE, TERBRITITERTmASE, 24X LA EHREREEAEN
IR, MR XLERREMETRIERMAVI—A, RIRIG, ARH—TPRE. &E, WiIRARAER: X2
INAFNRZMEIR=F, flil, XM MFBIGHMOIES . XHLZAEIREK,

[00:33:43] Scott Belsky
English:

In my world, in my mind, generative Al and Al for all, when it talks to me about just product leaders
exploring possibilities, this should expand the surface area. | was talking to a pretty well known director
in Hollywood world, and he was telling me that he uses ChatGPT. | was like, "No. Are you serious? You
do?" And he was like, "Yeah, | don't use it to write any scripts." But sometimes when I'm developing
something with a writing partner, | will ask ChatGPT, "What would you do?" And I'll explain the full
instance, the full situation in extreme detail. And it will spit out five scenarios. And | actually don't use any
of them, but it just gives me more surface area. It tells me the things that | wouldn't want to do, which is
also good data. And I just thought that response is so interesting. And so when you ask about product
leaders, | think that's what we're going to have, is we're going to have the superpower of exploring far
more surface area in far less time.

FROCERIR:

ARHNERE, FHERK, RN AIMNABEAKR, SRETRASERRITEMLN, ENZET K “RE
R” (Surface Area) . HESHRIE—(IIFEERINFENR, MHIFZIMEA ChatGPT, FHIIFH: “F,
RBINEMNID? (REMTEA? ~ . “Ef, RFEEERIA. BARNARSEFEURHFFLASHR, HaE
ChatGPT: “RREAM? = HIMEFMUBEENRZLNBER. ecsHEAMIR, HEFL—TER
A, BERTRESZHN REWR . EHFTHBER T8 MHNER, IHIRENHHE" RRFXE
EXEBT. FAASMAEFRASEN, FTIAANRIMTSREXMELESN: EEENNBRNREE FRREE
M=,

[00:34:41] Lenny
English:

It reminds me of something | always share about why do you need a PM? Why do you need a designer?
Why do you need a researcher? It's not necessarily that they're just very good at these specific skills. It's
that they just have time to do this one thing that needs to be done. You can have engineers do the PM
role, but they don't have time. They want to code and they'd rather do that. And so, this is really
interesting that it connects to. It'll give everyone a little more time to get better at the thing they want to
be doing.

AR ERIE:



HUBEEREEDEZN—TUR: AFTATEE PM? AFAFERRITIT? ATAREMRRL? F—E2R 1t
MNIFEERXERERRE, MEEAMN) “BiE" EMXHFETHRNER. RATLLLTEMMg PM BT
E, EffiliAtE, M85, MAEREENRNE. FMUXRER, ERRITEX—R: EQUEBTAR
EZHEEREMITEERMHER.

[00:35:08] Scott Belsky
English:

That's true.

FRCEIE:

o

[00:35:09] Lenny
English:

Is there anything you're doing with PMs at Adobe at this point that help them leverage these tools and
just the ways of working that you're actually using today?

FRCERIR:
£ Adobe, fREEIERA R AERKED) PMAIBAXLETHR, SEXRBIRRELRMRMERANXETEAN?

[00:35:18] Scott Belsky
English:

One of my obsessions has been bringing design earlier into the process of product development. So it's
not necessarily Al yet. But it's the idea of designers, first of all, being in the room, even being in the room
with some of the customer research and some of the debates around even the value proposition to the
customer and some of the things that traditionally happen only with the PMs. | just find that, again,
collapsing the stack, if you will. Having the designer hear these things and contribute gives them a golden
gut as they are then sitting down later and going through possible interfaces to solve the problem.

FROCERIR:

H—EAEN -SRI ERMNANTRALRE. AIUAXER—ERXT Al Y. MEiLiHImE %kt
WEWRT, BESS-ERPHR, S25XTEANMEZKOENE, Uh—EERERE PMBSHNER. &
RIEXXBEM WAL o ILHMREIXEHSE5RE, SWFMI]T—F “ELEHR” (Golden Gut),
S REL TRADEBRP)ENFIEREN, XMERILEFR.

[00:35:57] Scott Belsky
English:

So | love bringing design upstream. In fact, that's probably been the cheat code of my career as a product
leader, has just been disproportionately empowering design throughout the process. | think what we're
going to start seeing is generative Al augmenting the designer's work in real time. So right now, | mean in
Photoshop, we're experimenting with instead of just reducing an image and cropping, you can also
extend an image. And that's, of course, using generative Al for outpainting.



AR ERIE:

FRARENRIBIGIHE LiffiE, B35 L, XARRRFAFRIASERWEEFHN “FEE" , EEBMIiE
PR BEEE B F 3% 1T 0. RINA RN BEF BB ERR Al LINIGRIGITITRN T, thIME, &
Photoshop #7, FRATEESRL: NMYA UG/ NEGNEE, EJ ‘TR B, S92, XEFAEMRN AI#
17 “4M&” (Outpainting),.

[00:36:47] Scott Belsky
English:

| think that that's going to happen far more. And hopefully, product designers, product managers will be

involved to some extent in some of these decision points as designers have more options to choose from.
FRERIE:

FHIANNZMERZRERUREZ, REMEIRITITEESRIAIMHER, P migit/ii~REEEERME
EL&53XERERP,

[00:36:59] Lenny

English:

You threw out this term golden gut. What is that about?
R EE:

RiEElT “&gHEX” (Golden Gut) XA, MEAAERR?

[00:37:02] Scott Belsky
English:

The golden gut is when you're designing an experience and a flow. You are playing around with all kinds
of options. You're moving things around. You're saying, "Actually, that's too complicated. Maybe I'll
separate this one page into three steps as opposed to one page with three steps in a row. How do | break
this down? How do | simplify?" You sometimes have instincts like, "Well wait, what if | just remove this all
together? What if you didn't even have this whole series of steps? What if | just had a presumptuous
default instead and customers could change it if they think they need to?"

AR ERIE:

‘BEEHR BREIMT—MENRREN, MEIRSEDR, REHEMTER, e "SRk, X
RERT. WIFRNEBX—TIOR=Z1TE, MAZR—H=ZNTE, HizWEHFR? mEEd? * REe
SBEE, il “FF, NRFEX T Tehizle? IRREFCFTEX—RINTRIE? NRKREH—
RBVRUAE, IREFFRSHEEFEHCENR? 7

[00:37:39] Scott Belsky
English:

And in some of those sorts of, | wonder if, | wonder if, | wonder if, to me is the difference between a very
junior product thinker and a very experienced product thinker? | think experienced product thinkers with
that golden gut of, "Oh my gosh. Wait, reduction of cognitive load." Maybe even if 10% of people get



confused to get 90% of people far faster through this process is a big win and a great opportunity cost
trade off. | think those sorts of little micro-decisions that we make in the process of building products,
that's the golden gut.

AR ERIE:

X R 2EF BNRE, WERAME—TIETREEENZRTRBEEZENX . HINNHE
ANFmBEERERMESER, B2 KW, FF, BDINNAR." BIFRIES 10% WAZRER
%, 1BRELL 90% WA ERMTTRRE, XE—NERBMF, BWR—MUERINSREANRE. FHIANEKIE
W R REPRENBERIVRE, B2 “EEEHR .

[00:38:13] Lenny
English:

| love it. | have not heard that term before. For PMs listening and they're like, "Okay, Al's happening. |
don't know what to do," what would be your advice for them to stay ahead and be aware of where things
are going and not be left behind?

FRCERIR:

AET, HURIKIFEX M, WHFIEEMER. O W98, AIRT, BRAMEZELN" B PMA], R
Bt aBWBEILIIRIFI. AREEMAREIHFT?

[00:38:28] Scott Belsky
English:

Quite simply in one word, play. We all have to be playing with this technology. We have to find ways. The
risk of becoming more experienced in your career is you get stuck in your ways. And you're like, "Ah, no. |
don't need to have that automatic draft in my email and get ChatGPT to suggest what | want to respond
with. I'm fine without that." Make sure you try it. Make sure you play with it. Write poems for your friends.
Try a lot of these various generative Al tools out there just to see what's possible and pursue every
curiosity.

FRSCERIF:

REE, s—MA: It (Play)o HATEBBAETXTR R, FAIBAKEHE. VA ETBERNXEET
FEEL B, FEEE: W, &, RTAEEMEENBEHER, BREZE ChatGPT BINFK/EAML, EEBB
PMEBIT,” —EEBEERR, —EELXD, ABAREEF, ZHSMHERR A IR, EEHAZTHEYN, B
REE—MFEF Lo

[00:39:06] Scott Belsky
English:

The reason | started the Implications newsletters is because | was seeing this high velocity of new stuff
every day. And I'm like, "I have to force myself to make sure | understand all of this and think about how
these implications will change my business as well as the world that | operate in." And there was no
better way to do that than to have to write about it, and promise my readers I'll get a monthly thing out
there. So I just think we all have to do some version of that.

FRCERIR:



#Felh (Br) (Implications) BRERBANERERERE, RENSXBEAEHFEMRI. BB “"RLIRES
CEEBX—Y], HEREXLEEMGNARTIALSUREKFALHHER,” MEREX—=, EBLHUATT
KHAMREREERAENEFNGET . FMUFOANRITEMN Z MBI ER.

[00:39:33] Lenny

English:

Let's plug Implications while we're at it. How do people go subscribe or do they find it?
FEiE:

s (BR) I &He AREATHNETHWERERIE?

[00:39:38] Scott Belsky
English:

Yeah. No. It's implications.com. So it's easy to find, but it's a monthly exercise where throughout the
month, | try to capture a few things | think are important. And | really try to go deep down the rabbit hole
of what the implications are for various parts of our work and life. And it's been a fun exercise. And also, |
get some good polarizing feedback in the process.

FROCERIR:

=M, #ZE implications.com., REZ#E. XB—MEANES, BENAY, He=dBie—LRIANE
ENEE. BRRNEAXEEBENBRNTENLEENE I AERKET4. X2—MEBNES, MAEX
NI, HBRET —LEIEEFHRS R R,

[00:40:02] Lenny
English:

Oh you do? Interesting. You should share that. That'd be interesting, is here's what I'm getting in response
to the stuff I'm writing. This also touches on a thread that comes up a lot on this podcast, is the power of
just writing to help you think through stuff. A lot of people think my newsletters, I'm just sharing all these
things | know. I'm just like, "I know it in my head. I'm just going to share it in the thing." But it's more. The
writing helps me figure it out and gives me an excuse. And like you said, it's a forcing function to spend
the time crystallizing it. And so, that's another reminder for that.

AR ERIE:

R, BM3? EAE, MMNZNZE—T, BEEARMNMENFBEFARN. Xtk T AEZLERIHN—
B GREEMREERESENAE. REANANBRVHFIBARIZEDEZRMNENFFEER, BT ‘&
MFEELMET, RBHZEHR" . BEALETI. SEEMRFERRA, L7H—NMEQD. [EMIRFT
W, e “BHEREC , BEREEEREK. I, XENSEHENX —RIEE,

[00:40:29] Scott Belsky
English:

And capturing those things, | think, the thing I've kind of learned over the years with writing and also with
product development is sometimes you capture these little glimpses and things or sketches, and they



become relevant years later. So don't always capture and write because of a foreseeable need for that
content. Consider it almost like a back burner that you're constantly tending to. And imagine that three
years from now, the stars will align, and this will become invaluable content or some crucial idea for a
problem you're facing at the moment.

FRCERIR:

HIEXLERA, 38, XEERFESENTRALRPFINZE, ERFHRINXENRE. NARIE
E, SE/LERERIFEEEX. I, FESRRNTLENATHNEZIRS ZHENEE BEEEE—T
RABTIRERN “BEIFM" « BR—T, =ZFG, BIKRA, XERBITHENIRE, HERAFRIRY
B T lm 1) B 2K SR AR o

[00:41:03] Lenny
English:
There's a lot of people actually in your shoes that want to write more and put content out, but that also

have a full-time job with a lot of things on your plate. Any advice for actually getting it done the way
you've been getting it done?

FROCERIR:

LR EBERZGM—ENA, BEEZHRA. AHEZAER, BRANEE—HLRIE, FLERSZH. ¥T
SNfRIEIR—IF EIEIEX A EMBL, REHARINIG?

[00:41:15] Scott Belsky
English:

Listen, there's no hack to it other than ruthlessness of time and prioritization saying no to most things.
This morning, | went for a run and | was like, "I have 40 minutes exactly until | have to get in the shower
and | have to be somewhere in 30 minutes from that moment." I'm going to take those 40 minutes or at
least 35 of them, and I'm going to write. | don't care if | write five words or five pages. And it's just a great...
Without that discipline though, as you said, it's super hard to get it in the seams of the schedule.

AR ERIE:

&, BT XERSEERMIASRHF (WRSHEFERHR “F7) 25, 2EfAER. SRELHEER
T, HE: “WEKE 4008, ARFWOAELE, B 30 oHHGEREMG” FRMABX 40 53,
HEELD B0, E5F. RFAEFRETANMNFERENR, XREF - BUNRSEXIME®RE, EWIRFR
W, 1RMETE RIZRVLERRRET T E,

[00:42:12] Lenny
English:

Speaking of discipline, you wrote a book called The Messy Middle. And without even talking about what it
is, title's pretty... | think people feel like, "I get it." And imagine many people listening are founders or PMs
that are feeling like they're in this messy middle. What is one piece of advice for people in this period that
you think might help them through the messy middle?

AR ERIE:



WEER, 57T —aB0 CREKFH) (The Messy Middle) ., EEFAMEAR, PRAMRE - FHBAM
RWE HEXMEE” o BR—T, REBMRZLIWAS PM, MIERNESATXMERNFHE, T4
FREIMMERBIA, (RIANNBEARINEER B IE I X"

[00:42:32] Scott Belsky
English:

The bottom line is that these years in the middle of whether it's a venture, new startup, old turnaround
within a big company, they are messy because they are full of lows. It's very volatile. When you're in those
lows, you need to find a way to endure them. You need to endure the anonymity and uncertainty and
anxiety. I'm sure a lot of listeners, whether they're in big companies or starting their own company, it's
hard to be doing something that no one knows or cares about.

FRCERIR:

K2, TIER— MBI, —RAEIQE, ERARATAIENFZZE, hEpXEFRIRILE, EN
w7 RA. EIEDT. HMBETRAN, MBEERI—MHEERBR, MEECRMRRTE. FHEEM
B, REBERZIR, TREBARATEZELEN, M—HRKARE. RAXKOHEZRRER,

[00:43:01] Scott Belsky
English:

And | always like to remind myself that the life expectancy of humans a hundred plus years ago was 25
years old. So the idea of spending three to five years of your life on something, especially if it might fail,
was a bad decision. And | think biologically, we feel the need for constant rewards and affirmation to stick
with something long enough. And in fact, most of your listeners were all building things that take many,
many years to defy the odds. And we have to overcome our natural human tendencies in this instance by

sticking together long enough to figure it out.
FEiE:

BREBENIREEE, —BSEALNTIAEHRRE 25 %, L, BESPHN=IEFEMELS, THEN
REABERKN, BEIRZMERERRE. HINAMEMZ LR, HNBEREBIRBNEEA EERFEE
KEVASE], FL L, (ROARSRIARMBEREZAMLEFTEZSFAELIETENARA, EXMERT, HMLI5E
RAERBAER, HLEE—REB KA EIRERRE,

[00:43:16] Scott Belsky
English:

So how do you do that? | mean, obviously, part of it is culture, wanting to serve the customers you serve
and working with the team you are working with and that being enough to kind of stick it long enough. |
think part of it is short-circuiting the reward system, finding micro goals and milestones that are mutually
agreed upon. We're going to celebrate these even though in the greater scheme of things, they don't
matter much. | think that's a key part of keeping the team and keeping the dream alive.

FROCERIR:

BLREAMBIE? BA, —BDEXWK, BEENMAAIRSHNEFRS, FS5MOEARTESE, XRBLILRER
T, WINNSF—MHR “ER” KRR, FHUHARBENHNBETHERM, ZIBXRNXLE, REMX
BRE, ENAREBAERE. HNNXZFRERNEDHZEBRRAIKERLD



[00:43:39] Scott Belsky
English:

| always like to use the analogy of we're driving our teams across country as product leaders with the
windows blacked out in the backseat and everyone's sitting in the backseat. And so, if they don't know
what we're doing that we're making progress, this traffic is clearing, we just cross state lines. If they don't
receive the narrative, they will go stir-crazy. And so there's a lot of research around progress, be getting
progress and how progress is a source of motivation. And so as product leaders, we have to merchandise
progress. We have to be the steward of this narrative.

FROCERIR:

BREEMAXNEL: FAFERASE, RIMNERERANET2E, BEEENEFRRERT, ARELER
BE, MRMANTRMERNEMA A, FMERNZEESHE (LLIEEER T, HERNNNEZS TMR), W
FMTEBERWREIXTHNE, Mk, BREZXT “@BFEHE" Uk “HERUNEMKRAHIER" B
HiR. FRUEAFERGSE, Bi1XNM “HHE" HE (Merchandise progress). A 1AM XS HITF
&

[00:44:19] Lenny
English:

And you touched on this a bit as you were just talking, but there's also this moment where it makes sense
to quit like you shouldn't stay with things endlessly. And | guess any advice on just when something is
like, "Okay, you should probably move on from this." Makes me think a little bit about there's all these
companies that just keep going that maybe shouldn't keep going because they have enough money or
they're just like, "No, founders never quit." Any advice or thoughts that you share there?

FRCERIR:

RAABIRE T X—=, BHE—LHZ), BFEREN, FRRMIZTHRIEERTE, H8E, WFHAR
Rz “4F0e, 1*31?12135(%7” , IREHARNE? XILFREEERZS QBT —EERE, WiIFellfads,
REENENEERR, HERN “CEAKRSHF ZIMEFR. MBFTARNSERERATUDEL?

[00:45:12] Scott Belsky
English:

Yeah. I've had this conversation quite a few times over the years with founders and friends who were
running a company going sideways or worse and have had this question, "Should I continue or not?" |
always have the same answer. | basically say, and | really ask, "How much conviction do you have in the
solution you're building?" | know in the beginning before you knew all you know now, you had tons of
conviction. That's what caused you to leave your job. That's what caused you to take all this risk and hire
people and raise money and all this stuff. Now, knowing all you know, do you have more or less
conviction in the problem and the solution you're building?

AR ERIE:

%E’J XEER, RESREREQRTLEFEEERNRRNEBANBPERR, M1ESRE: iz
ZFK? 7 REEEZE—1FH, &%ZIKJ: W, MEAXRZIARME: “RMREEWENBRLRERESZD
127.37 T RAEERNFIARER, ERER T REIENXERRZE, RERTE. BRILIREHE TN



RE, BiLfRABFREXEXR. BA. RANRR. WE, ETHETARERRZE, RYXMERMIRER
MENBRAL R, EREMNTERRLT?

[00:45:49] Scott Belsky
English:

And I'll tell you, I get different answers. So some people are like, "Oh, Scott, | mean | have more
conviction. All that I've learned, all the validation I've received from customers, we just haven't figured it
out yet. It's driving me crazy. We've tried three times, and it's still like each product fails, but | have more
conviction than ever before." And for those people, I'm like, "You know what? You're just in the messy
middle. Stick with it. This is par for the course." But oftentimes, I'll hear, "Honestly, if | knew then what |
know now, | would not have done this. Holy shit." I'm like, "Then quit." Your life is short. You have a great
team. Pivot. Do something completely different. If you've lost conviction, you should not be doing what
you're doing in the world of entrepreneurship.

AR ERIE:

BEaSHIRFR, REINERETHER, BLARH: “M8, Scott, RNERERT . BFHRFIN—T), UK
MEFBERFIMRIE, HMNIARERTEE/E. XRILFHRT. BMNZHAT =R, BRT=REBRKT, BFK
EEAR BRI ERE D MFXEA, BEW: “MFEERS? fRBLE "BELRFE . BETE, X
BBEZE” BEE, RWIAE: “BLW, MRFHFMENEXLERR, BREFZFEB. RW." &
=W BRMEFE.” AEEE. ME—IMBHE, HREE, AMTe2FRNER. MRMRETER,
{REA RN IZTE Bl L B9ttt 57 B ARG R IETE A SR

[00:46:27] Scott Belsky
English:

| think so. But at the same time, listen, we all have ups and downs. We all have good days and bad days.
However, | do think that great founders are just... They absolutely know in their core that something
needs to exist, and they will just be ruthless and relentless until it does. But if you lose that, | actually
don't know if you have the fuel to continue. So listen, you're right. Don't make a bold decision on a bad
day. But if the conviction generally dissipates, be open-minded about other options.

FROCERIR:

HBZEN, BESIER, FE, HNEBMBEENR, MBIMRMER. AWM, FHSSANGEABILIEBA - HIIM
NORBERBEESERACGTETE, FERRELE. BHAEWEIERXI. BUNRMRETX—R, &
BENAHEMBEEAMNBRE T L Fill, REXNE, FEEERN—XMEERBRE, BNREZEE
HET, BNEMERRSREOE.

[00:47:03] Lenny
English:

You do a lot of angel investing, talked to a lot of founders. What is it that you look for? What do you think
is important for a startup to show you for it to feel like a good bet that it'll likely work out? What are some
of the important attributes that you look for?

AR ERIE:



BT RERERE, MRZBLIBAIE. MIBHNEFHA? MANPEIABRMEBRTATZEEDN, 6L
REFXE—MRATRERIIEE? (RIS ER A MLE?

[00:47:22] Scott Belsky
English:

On team, | really value founders who listen, who really learn, who long to shake shit up a bit, and also
value the mission that they're on more than the money that it yields because | do think that especially
during a period of time where you don't have revenue, you're going to need to be motivated by
something grander and bolder than revenue. | also have an allergic reaction to founders that are real
promoters who are constantly trying to sugarcoat the truth, who like to gloss over the hard parts.

FRCERIR:

EHGE, HIEEEFERLEESHN. BEFS. SETREMNLIBA, FEEEREHBMIZHOR,
EAFINA, LEHRELKEWNNE, MEZRIEBANELRKR. EEHBREFMHH. ZENPLERS M
#H . BRHEMIAT. EXEERERSHEIE AR R,

[00:48:15] Scott Belsky
English:

I've always admired leaders that are optimistic about the future but very pragmatic and somewhat
pessimistic about the present. So the founders that | have a great sort of chemistry with are people who
are like, "This is how big the market is. This is how amazing this is. | know this needs to exist. But we've
got a lot to figure out. There are things that are not working. We don't have these data sets. These are the
major obstacles we're struggling with. These are the things that keep me up at night." Those are real

people.
HRERIE:
E—ERMBLXRREMEMIRIEES L. EEFTREMBPTASTE. FIll, SERBEREZNEIEARXE

A, fSE: “THEXAKR, XXEEFT, RAEXVAEFT. BRNNEERZZREFFE. ALES
BT RE. g XERES XEEHNERFILNEERR, XERURMRERNES.” XEATZE
=LA

[00:48:37] Scott Belsky
English:

And you know that in that volatile messy middle that they're going to inevitably go through that their
team, their investors are going to have the real truth and they're going to be able to engage and find
solutions. So | really love finding those types of founders, and I'm very wary of the name-dropping overly
promoting folks who are unlikely to be able to partner in that way. On the product side, I'm looking for an
object model way of thinking about a product that | am confident the will scale and as they solve their
problem.

FROCERIR:

frAE, FRMNATEERELHNEZH BT 2, MNOBARNKREAERZEALHNER, HEBS
S5HAIFHBRG R, FIUKIFEERFHXELNBA, MABLEEREMBM. SEHEH. AT EXH



BAEENAREE . ErmAH, HIFHH2—F “WRIEE" (Object Model) X~ mELE, ILIHIE
EERRIRERIEI T Ro

[00:49:11] Scott Belsky
English:

When | say object model, what | mean is it clear whenever you're seeing the product, how it works, where
you came from, where you're going? Those are the three questions | always ask when I'm doing product
reviews. It's like, "How did | get here? What do | do now? And what do | do next?" And | feel like every
screen and every product experience, you should be able to answer those three questions. Sometimes,
I'll be talking to a team that says they're design driven, says that they're building a incredible product,
and they'll show me a demo and I'm like, "This is all over the place."

FRCERIR:

HUH WRER” , ZEAMERT G, SOMEE. MMBEKR. MEEZPE, XEETEMHT? X2RK
EHRATFRITHERNESRN=NEE: KR EAE ?(EE’J" HRMEBMAA? HT—TEMHA? " KERT
As—TRENE—I T adls, (FENMZEREX=10RE, BNEEM—EETEIRITE. EEMmE
TRAF mEIEIPAEIR , AR EER, ol Lf’aﬂEE—lﬁLFXo”

[00:49:53] Lenny

English:

And you focus primarily on consumer or do you invest all over the place?
R EE:

REZEXFEHEINE, T2FN0ERK?

[00:49:58] Scott Belsky
English:

Yeah. No. I'm pretty agnostic. | look for product design-oriented teams making things that need to exist.
Beyond that, | try not to be too prescriptive.

FRZERIE:

B, HRRR. RIBHBEUF@LITHTE. FHECREFENRENRM. Rtz RREFREXRS
FRNENE,

[00:50:06] Lenny
English:

Okay. Excellent. Any last words of wisdom that you think impact the way people build product in the
world that tens of thousands, hundreds of thousands of listeners listening? Is there anything else you
want to share before we get to our very exciting lightning round?

FRsCERF:



YFEY, KIET. WFHRTEREFEWIREIAR, XFAMNWE~RNLGN, (MEEFARENEZZEI? &
HANBNIFEBENNERRERT 28, BETABSZHNE?

[00:50:20] Scott Belsky
English:

Two quick things. One, for the moment that we're in, and then one for why we do what we do. For the
moment that we're in, we're in a resource-constrained environment. Let's face it. We're all going to have
less money, fewer headcount, all that kind of stuff. And I've always found that resourcefulness brings you
further than resources despite the fact that over the last seven to 10 years, we've basically thrown

resources at every problem.

FRCERIR:

MEEENE, F—, XTRINFALWET, F=, XTFHRNMNATLAMXLEE, XTFHT, BINLF—IFR
ZRMIFIE, mAMEME, RMWESTLD, ARKBTD, BNk, E—EHAXW, “BEZE
(Resourcefulness) Lt “&IR” (Resources) BEILIREREIR, RETIENLI+EFE, BITEARLEFER
FIRR R T — N,

[00:51:11] Scott Belsky
English:

We are in this era now where we're being forced to be resourceful and to refactor as opposed to hire and
throw resources at problems. | think that's a great opportunity. | feel like this is where the best teams are
going to build that muscle, that are going to go the distance. That's why all these VCs say it's so cliche
that the best companies are always built in errors like these. So my point number one is capitalize on the
crisis, everyone. If resources are carbs, resourcefulness is like muscle. It stays with you. It makes you

stronger, and it helps you have a better intuition and better performance over time.
FEiE:

BIMNRAEELAT—MRRBEREEZHE. WEEN, MAREILEAMBRERRERFEAIIA. FIANXZ
— T EXRBWE. BREFXERIFHBEAREGEZM A" BEHE, BWEMIEERIETNRE, XmEAft
LFFARREG (RARKIDGERE) RFHNARSEEXFNEIREARIN. FAURNE—RZE: &, 7
RiFfetl. MRFREHAKLEY), MAREZSEMZINRN. SRR, ILRERK, HEBIREERIER
WA EFNERMIRI,

[00:51:33] Scott Belsky
English:

And then, | guess taking a step back, | would just encourage folks to recognize that anything amazing in
the venture world is ultimately an exception. And with all of the best practices, Lenny, that you and | just
discussed and all the stuff that we read and books and whatever else, | always try to remind myself that
at the end of the day, sometimes, exceptions are the rule when it comes to doing something truly
transformative and that nothing extraordinary is ever achieved through ordinary means.

FROCERIR:

RE, B—Hin, HRBERHAZINRE, I EFRPREMRANSRRLERE—T “GI5% . REE Lenny
RAFNA NICHFI B RELR, URBMTBIMNFMEZRRANBE, RERERRESC: ARERK, HiPk



AM—EHEEAETERXNHNERN, 88 “BI5 FRES, MEEFIEANAMREBAEEDFNHFEE
SV

[00:52:41] Lenny
English:

Love that. Speaking of extraordinary, | thought it'd be cool to just give you a chance to talk about what
you're doing at Adobe. What are some of the products that you're working on? What should folks know
about potentially what's happening in Adobe they may not be aware of?

AR ERIE:

KET. WEIFEN, HRBLIIR— IS HEIKIRTE Adobe IETEMAIEE, REFEFALMLE™MR? XF Adobe IE
TERENER, BMERAKABEEARMIEENZ T #FHY?

[00:52:53] Scott Belsky
English:

Yeah. No. Thanks for asking. For us, | would say there's really three trends that are driving or three waves
of transformation, | would say, that are driving the strategy right now for us. One is just that people are
becoming more creatively confident. It's kind of wild that we're like most confident as five-year-olds
creatively when we're drawing and our parents are like, "Oh my God, that's beautiful. That's amazing.
Let's put it on the fridge." And then creative confidence kind of goes down from there for most adults, and
that's really sad.

FRCERIR:

TR, BHEIRBVIRE. MKW, BRIEZNERHZREERPEEEDINOEEE. F—, AIEZREE
ISR LEEMERE. #RENZE, HMELYEENREEIEEE, REIHR: “XP, XERT, X#E7T,
MHBEMEKFELIE,” BNFASEMEAKR, SIZEEMBLUUGMAR TR, XENRSAMED,

[00:53:22] Scott Belsky
English:

And with generative Al and tools, we have something called the Adobe Express in market, and our
generative Al offering is called Firefly. These types of tools make people feel more creatively confident
right away. It's pretty amazing to see people that would never pick up a pen and draw or suddenly feeling
confident. So | would say that's like wave number one. Wave number two that we talked about a little
earlier is the fact that creative professionals can now explore 10X the surface area of possibility.

FROCERIR:

BTERKAIRMTE, BIME T Adobe Express, BT Al =G0 Firefly, XET HigE AN ZIR
IEFUNEBRE, BEMEMTZEBBMARAREBE, XENERHET., FIUEKSRXEE—KREH. £
TIHRHERNMZENREIN: AIEE A TIERTLURE 10 (S0 EEE %S E),

[00:54:10] Scott Belsky

English:



And then, | would say the third wave that's fascinating to me is personalization. | think we talked about
this a little bit, our apps will meet us where we are. | think that every marketing experience will be
increasingly personalized for each of us. Every commerce experience, they'll know who we are. They'll
just show us our shoe size and no one else's. These sorts of transformations will really change the entire
world of commerce, and content, and media, and everything else.

FROCERIR:

RE, TOANRFERREBEANEZRRAZ “MEK” o HRFNNKIX—=, RNOZARKEEN K
o HINNB—REHEREBEN RN DAGRKENEL. S—RELEE, wHINER2E, RE
TEAREN, MAETRIAR. XRTEERAERZEMEL. AB. FEUREMFAE M.

[00:54:50] Lenny
English:

| love that. You need a banner of that. It's been amazing to watch Adobe's rise over the last decade. It just
felt like it was going nowhere. And all of a sudden, it's a juggernaut. And so, great work, Scott and
everyone else involved. But with that, we've reached our very exciting lightning round. I've got six
questions for you. We'll try to go through it pretty fast. Sound good?

AR ERIE:

BENRXD RIZIBERER. BE Adobe I E+EMNIEREMNRME. LIIRR
8], EBMT—NEXH. Scott, MMMFAIBESSEHMSKET.. B4, HINTENTIEE
B, AR, HMNRERRL, HE&EFTE?

EfFHAE, RAZ
LAKBERRBRE

[00:55:12] Scott Belsky
English:

Sounds good. Let's do it.

R EE:

IECRAE, FFHRIE,

[00:55:12] Lenny

English:

Let's do it. What are two or three books that you've recommended most to other people?
FREiE:

Fig. FRANABERZHNR=ABEMA?

[00:55:19] Scott Belsky
English:

First is Build by Tony Fadell. Tony is just an amazing, charismatic, deeply pragmatic, product builder. He's
been brave enough to do both Atoms and Bits as he says. And his book is just chock-full of wisdom. | do
appreciate some of these kind of laws of nature, laws of power type books. | love psychology books. I'm



trying to think of some offhand that have really struck me. But understanding the natural human
tendencies of people, | think the laws of power talks about tons of wars over centuries and what sorts of
natural human tendencies or inequalities drove massive rebellions and revolutions.

AR ERIE:

S5—7<Z Tony Fadell B9 (8iE) (Build)o Tony @—flI 7 FECHI. FEMIESIRY. RES LR~ migiEE, EWN
fthFris, EBSMERSET “RF M AT . tHIBRATES. RUEME—EXTFEREN.
RAENZ KB F. REROEFZHE, HEE—EIURNSRLN B, BRALNEAMER, Tl (RH
48 FEN) BT JUMELBLIRM TS, Uk ARNBEAARMEHAFEFFE T AMRAFRELZE R,

[00:56:27] Lenny

English:

What is a favorite recent movie or TV show?
R EIE:

RIIRENHEFZHBEATERTA?

[00:56:29] Scott Belsky
English:

What | love is these documentaries about the cosmos and about the edge of our understanding of black
holes and what happens out there in space. So | don't remember. | know one is called Cosmos on Netflix.
There are a few of them. But in my downtime, | get lost in some series like that.

AR ERIE:

HENBLEXTFHE. XTHRMNMNBREENDGUNIIKERENEBHERF . RFEFEFRFT, &
#3E Netflix EBE—1M (F&H) (Cosmos). XERFEF/LE. EREHIE, RRTVREXFHNRTIFH.

[00:56:52] Lenny
English:
What are you doing to help them plan for this future?
R EE:
(KFIREVIZF) (RIETEMEE ARE Bt R KL ?

[00:56:54] Scott Belsky
English:

| think about this all the time. What are our children going to do in a world where if you believe Vinod
Khosla's prediction that 80% of the work, of 80% of jobs will be replaced by Al, what will people do? As we
talked about their ingenuity will be unleashed, that's great. But ultimately, | always revert back to this
one belief that if people are passionate, they become successful in something. So I've always just been
focused on trying to make sure that they find something they're super passionate about.

FRCERIR:



H—EEBREX N, RIS Vinod Khosla BIFIN, BD 80% BYT{EH 80% BIESS 14K Al BXFL, ABATA)
MEFEX MR EIZMAA? ENFHILTIed, wiIReS RN, XRF. ERE, HE2MEEX
BE—NMER RANTZHERE, ISERGELIEMRY. AIUR—ETETHREFEMEREIESER
MENER.

[00:58:01] Lenny

English:

Love that. What's a favorite interview question you like to ask when you're interviewing people?
FREiE:

XIET . HIRRMREERRBREETA?

[00:58:05] Scott Belsky
English:

There's a real one, and there's a snarky one. So | do love trying to understand if people are introspective.
And so, | like asking about something people have learned about themselves that reveal the limitation in
how they work. It's a way to test introspection. And once this person hits their limits or struggles, can they
be open and introspective or are they going to blame and point fingers? So | do ask that. | also like the
question, like, "Do you consider yourself lucky?" | think it's a fascinating question because also some
people who are super insecure about where they are and how they got there and might decline admitting
luck, those who are comfortable should admit that they were lucky.

FRCERIR:

BE—1NEEN, TE—IMHRAEEKRN. HERTR—TARSEREES. FRUFKZEXRR: IMBES L
FERTHA, HSRTMELEARNLNERNE? XR—NIRRBENNGZE. XD NBEIRIREXER,
IR ARMR B, RESHHIRE. HERMA? FIURBESRXD. REERE: “REFESE
BE? 7 HUNARZ—NEANEE, EABLENBSRAMIEMMERIREFRRENARTRIIELEAINEG
R, MARLEABZARI AN Z A E 2 R=EIT,

[00:59:05] Lenny
English:

What's a favorite recent product you've discovered, app or physical product? Anything that comes to
mind?

FROCENIR:
RIEAMHNREROTmETA, NANEYmERAILL?

[00:59:10] Scott Belsky
English:

I've been playing with a product called Queue. And it's Q-U-E-U-E, | think. And it's basically a way to keep
a queue of all of this content you want to watch across every streaming platform because there's so much
content across so many streaming platforms and to make your own queue and then to see your friends



queues and to see what content is in most of the people you know queues, it's actually an incredible
graph of kind of stuff that people want to watch or have liked that | think we're going to need in this world
where there is just a billion sources of content.

AR ERIE:

B—EHEI— 1 Queue 97, HEHERE Q-U-E-U-E. EEX LRIHFEBEZ MREAKTE LENRE
EHEBL— AT, AAMENRREGEFENABTKEZ T, RALZIZECHIY, ERENT], BIRIAIRE
ABRSHHEERT 4o EXMLER—IXTFANBERERVATHIRAEL, HIANEINELTHRAEFK
RHHRE, HNFEXFNRA,

[00:59:44] Lenny
English:

I'm definitely going to check that out. What's a favorite Al tool that you've recently discovered or find
useful that isn't something Adobe has made?

FRCERIR:
H—EEEEER. I Adobe EVRA, REIIAMAZFFANKRERN Al TRZHA?

[00:59:59] Scott Belsky
English:

Okay. Well, I will mention if it's okay a product that | did invest in. But it's a product called Tome. And they
can take a narrative that you want to put into a presentation, and with Al basically create just a draft of
this presentation with imagery and compelling points. And it's almost as if you handed this off to an
intern and said, "Come back to me with something | can work with." And suddenly, it's instantly there. So
that's been like a fun one to play with.

FRCERIR:

gFIE, MRANERIE, FIR—IBEREN M. EM Tome, EFUREAEREERXRENRR, F)H
Al BRER—EEEGNENERNER. XEEMGRBERL—PRIER: “ARFIHERANIR
WK, AEEBREMTR T TEREGEEN.

[01:01:00] Lenny
English:

Scott, this is the first time we've ever chatted. But | feel like | know you. You are wonderful. Thank you so
much for being here. Two final questions, where can folks find you online if they want to reach out, learn
more? And how can listeners be useful to you?

FRCERIR:

Scott, XRIKAVE—XRWK, EERREFHEELINRFRAT. (RAET, FERZGIREER. REHMEA:
MRARERRAME THRESES, AJUEMERIIIR? IrR(IEENIRELEAA?

[01:01:13] Scott Belsky

English:



Yeah. No. Awesome. Listen, thanks, Lenny. And your podcasts and your emails are probably among my
more forwarded pieces of nuggets and resources that | send to product teams | work with. So thank you
for elevating the field for all of us, | should say. And it's an honor to be on this podcast. I'm easy to find,
just scottbelsky.com or @scottbelsky on your favorite social network of choice. And implications.com is
where I'm writing these days.

FROCERIR:

XET. &, BEME, Lenny, RIBEMBHAIREEREAALSENTREMNSRZHNTEMZR, FIAIKRN
B, WA 7 AN MTLHIKTE, BESMXMEEEERNRE, HIEKEESR, AR scottbelsky.com
HEE Rt MLE _EIEZR @scottbelsky, implications.com @ &IEE ERIHI .

[01:01:45] Scott Belsky
English:

And then, you know what? | welcome folks to share what they're working on. | just love taking as much
data points as possible. I love connecting dots for people and making introductions. | feel like that can be
a contribution to this whole world of better and better products, and | welcome you to reach out.

FROCENIR:

TH, RAER? FRLEARDZMITEEMBEFER. RERRITERSHRBBIER. RERNANREE
i TR, IS A LU SIS B M it S BTk, OB ARKEXR K.

[01:02:04] Lenny

English:

Awesome. Scott, again, thank you for being here.
FRCERIE:

KT o Scott, BRBEEHRAIEIR,

[01:02:06] Scott Belsky
English:

Thanks, Lenny.

R EE:

51387, Lennys

[01:02:07] Lenny
English:

Bye, everyone. Thank you so much for listening. If you found this valuable, you can subscribe to the show
on Apple Podcast, 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.

FRCERIR:
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